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Abstract
 

Till.: N.Tt)N.I ImiLVi 1)iN Adlijnistratmion (NIA) of the Philippincs has 
continuousl. piloted and in)lemcntcd seeral apl)roaches of oratizing 
farmiers to undertake imatlgeaicnit rcspollsibhilics in Ihc o)cl;ilo and 
timilitcialicc of irriatloli s\slctmls. Ii 193. NIA pilotcd a ic\\ :approach 

%\hich.ilistcAd ol follo\%iig tile earlicr pf;ctc of eiployi|g prolessioiial 
conituill orgalli/e,rs \\he \octc collcgc giadiitcs. ii\olvcd 1th e iiplo',­

leil of lriiiers iItoa,2.in1g co-faittcsit irigatois Associations. The 
Farmer Irrigators* Org:nizing P1rocCt (FOP) \Us pilotcd ill tlie Angat­

laasiin Ri\,crs lrrigation S'.stcni. ,.hich is one of tile oIlCst and lantgSl 
irrigation s*\stclnsiiiiiit.,crcd1)\ MAIiT , sten scr cs in irca of + .4X5 
hectares and is locactd ;ap)lo\itmilcl+, 53 kill iorth of lailzi. 

The timpleiiientaion o1HO1 ii! ;,Punlip Irrigation S\stcmii of tlic Angat­

M:Isim in\crs Irnatiot Svstcit vicldcd sc\ cral positivc rcsill,. eiliplo~ ing 
selected and \\ cll-raiincd lariirs in orgaiiiiini co-faricrs. '[lie ac itics of 
HOP restulted in actie Irrip,tors" Associations at ficid and distributarx 
levels, and rediiccd O&l costs. cnaled higier lee collcctioii ralcs. atd nade 
water distribuition iiore equitable. (omparcd to prcviots approachcs with 
professional orgaii/crs. this ni\ approalch sIo\\cd that orgaizing acti\ ities 
can be shortcned, iIade less cxpcIIsi, c and he vc|\ cl'lccti\ CThe clicoitragilig 
results of the pilot iutplciit:ltion of FIOP led to its natiouv. idc illilt)lciiiCii­
lation ill all National Irigatiomi S stciiis being opcratcd b\ NIA. This case 
stud\ showvs that rehabilitation anid ilistitntional dcveloplcllli ittist go 
together. Also. the personal nian i ol'scialit. character, camaraderie and 
Cooperative decision making of the implcmcntors pla.cd ill inportant role 
in the success of the implementation of the Farmter Irrigators' Organizing 
Projet 
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opportumit for innovative irrigatioll inanagenlcn professionals 1o broaden 
their manainge nt perspectives through inleraction \wilh IINI stafl and 
lIMl's programs and to document and share kno\ ledge about innovative 
developments in irrigation management \\hich \\ill imlernation­beofinteres 
ally. Aw\ardecs are generally mid-career professionals having current or 
recent direct experience \ ith innoyali\'e de\'elopmenrt in irrigaioll iallage­
lent.
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Mr. Gonales provides us vith a personal account ofome sirategy which 
'as used in tile Philippines for transferring management to irrigators. 

Besides documenting time process used and results obtained. Mr. Gonzales 
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science. 

Douglas L. Vermillion 
Institutional Specialist 
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CHAPTER 1 

Introduction 

FARanIu, PARTICIPATION IN 'he operation and maintenance (O&Mvl) of irriga­
tion systems can be an effective approach and solution to the problem of 
management of irrigation systems. Past and prescnt experiences havc shown 
that without farmers' participation, operating and main taiining an irrigation 
systcm is a continuous headache for persons or agencies that manage it. 

Often. many ofthe problems in irrigation systems such as inequity in] water 
distribution and destniction of irrigation facilitics are creatcd bv the farmcrs 
thcmselves. The notion of many fanrcrs that the government will or should 
always take care of everything is a common misconception. III the past. 
farmers and even agencies running the irrigation system never realized the 
importance of farner involvement in irrigation. Today, in the Philippines, 
it is a different stor'. Irrigation agencies and farmers have often become 
partners in the efficient and viable O&M of irrigation systems. Both have 
realized the iinportancc of supporting cach other in the successful manage­
ment of irrigation systems. 

Inducing farmers to participate in undertakings related to irrigation is the 
first step toward (he achicvement of goals to attain efficient and successfil 
irrigation system O&M. InI the 19701s and 1980s in the Philippines, the 
National Irrigation Administration (NIA), in its continuous search to find 
solutions to problems of operations and sustainability has initiated, piloted 
and implemented , new approach of farmer participation. NIA has involved 
farmers not only in the O& M of irrigation systems, bit also in the organiza­
tion and formation oflrrigat rs' Associations (lAs). InI the Farmer Irrigators' 
Organizing Project (FlOP), farmer irrigators have been employed in organ­
izing co-farmers into lAs. 



2 MANA(;E.\tENT Ti IRNOVER OF A PUPI PZI ;TiION SYSTEM... 

IRRIGATION DEVELOPMENT IN TIlE PlIlLIPPINES 

The Philippines has a long tradition of irrigation dating back to several
 
centuries before the Spanish colonization (i.e. before 152 1). The origin and
 
spread of irrigated rice culiiaion are altribucd to a terrace-building
 
agricultural peoplc. Vestiges terraces
of rice can still bc fbtind in the
 
inonntains of lfi,;iao and Baiaiie and iii areas 
 rond l.agunia de Ba\ ill 
Lagola Pro\ilice iII l.uiol aid on 1ie islald of PaiLa,, in \Western Visas as.
 

During the Spanish coloiial period (1521- 1898) irrigalion systems N\crc
 
bUilt oilfriar estates oiied b\ either time
Jesuits or Augustinian orders.
 
Among other tlhinigs of peIrmanenicy aside from
\hich hae attributes 

Christiamit\. iiotlhiLg excels either iii coliception. excction or useftl 
 worth.
 
the irrigalion s\ sCns buihIt
bY the Spaniards. The Spaiiish anthorities during

the last qlarte, of the I)th century inpleniiied ihec ev de las Aguas" in
 
tilePhilippiiies which codified all rules and rcguilafions pertaining to
 
irrigation Irrigationi societies caine itlo cxistiice dii11iig, this era. inalIdilY 
froin the Ilocos region aid the Cag;i iun Vallev. These Zancta. (farmers"

groups) built lleir irrigatioii sstenis mostlv with temuuporar. brush, rock
 
dams. and c;rlueui cala. ald tluce s''steills cxisl to datle
 
Itwas ill the Aicricall period ( t998-- 194 1)thatl goN elllent intervenition
 

in irrigatioi dc\clopuuueil started. A Bureau of Public Works with an
 
lrriga tioii Diisiou \\as established in 190S. 1l11912. an Irrigation Act \as 
passed by the Philippiine legislature. sedilng ill) the laws governing \water
rights. \ater use. irrigation construction. duties of irigalion persoiuel. 
fornialioi ofirrigalioii ,ssociattiotis. and payment ofirrigation fees. The first 
nationil irrigation s\'sctei\as coistructed ili San Miguel. Tarlac. iii Luzon 
and was iatigulraled in Angust 1913. This era is chlaracieri.ed bv' slow 
ad'a nees ill lovc\err, ilike ii earlier periods. tileirrigation develomeit 
government started to foctis oil irrigation as one of itsmaini dexclopincit 
hrtist s 

During the Japaimesc occulpation (1942-1945). there \\as ahalt illirriga­
lioni
dcvelopuielut aclivilies. Onl\Y 
one small irrigalioll S\rStemII \\IS coll­
strncted anld pot nitoperation. After World War I1.tie government resumed 
its construction activities so that, by 1968. the total ir'igated area had 
increased coisiderably. The Philippines. for the first time. achieed marginal 
self-sufficiency\ iii rice 

/Ii
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3 INTRODUCTION 

THE NATIONAL IRRIGATION ADMINISTRATION 
(NIA) 

The National Irrigation Administration waF created under Republic Act No. 
3601 signed oil June 22. 1963. Its charter nandated NIA "to make the ten to 
twenty-year period following lhe approval of the Act as the "Irrigation Age' 
ofthe Republic oftthe Philippines.~ Republic Act. No.3601 established NIA 
as a selilia llollollons government corporation responsible for planning. 
constructing, operating and manintaining all National Irrigation Systens in 
the Philippines. NIA was also empowered to in'estigatc and study all 
national water resources for irrigation purposes, to plan. construct, tempo­
rarily administer and periodicallv repair Communal and Pinip Irrigation 
Systems, and to collect Irrigation Service Fccs (ISF). 

li 1974. Presidential Decree No. 552 widened NIA's scope ofaction. 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 devc.oplnent. domestic 
watersupply, road or highway construction, reforestation and otlh ractivitics 
to maintain the ecological balances. As a semiatlonomous agency. NIA has 
considerableoperational freedom, but is attached to the Department ofPublic 
Works and Highways (DPWH) for program and policy coordination pur­
poses. 

TYPES OF IRRIGATION SYSTEMS 

The total land area of the Philippines is about 30)million hectares (ha). Out 
of a total arable land area of 10 million ha, 9 million ha arc devoted to 
agricultural production. Out of this 9 mlillion ha, 3.1 million are rice, 3.2 
million are used to plant cash crops and 2.7 million to commercial crops like 
coconut. sugarcane and abaca. Tlt. potetial area for irrigation development 
is about 3.14 million ha. At the end of 1989, some 1.47 ha million wvere 
provided with irrigation facilities, or 47 percent of the potential irrigable 
area. This can be classified as follows: 

1• ­



4 \[.NA(;IEI.-NT 'Il'JINOV, OF A PUMP IRRIGATION SYSTEAI... 

Are Permta
No Svstenn Cm n'ot (Ino) 

I National Irrigviiioii S.\seni(NIS) 621,140 42 
2 Ctu1nunjnIanhigitgiaoS vstei(CIS) 695.132 4X 
3 1PtmpIniga'lion S.,iICnl(PIS) 152.12X If) 

Toi .I I.46 ,4(. 100 

There are two Ivpes of i rrigal ion sslels in the Philippines. These acre lhe 
National Irrigationi S*stems (NIS) and [lie Communal Irrigation Systems 
(CIS). Thedistinclion btI een these two tpes ofsvstents rests on \\o owns, 
operaLes ld maintains !,esstenil. The\ also var\ in lermis olcoverage area.
Naional Irrigalion S.slems are owned and operated b\ Ile govcr:,,uent 
through the National Irrigamion Ad iniistlraion. They irrigate areas of 1.000 
Imand above. At the end of1 I1989. there Nere 158 National Irrigation Systems
tider 102 responsibilit* centers or irrigation system offices irrigating about 
621,140 ha. Conm lnal Irrigation Systems re omied mnd operated b*N 
Irrigators' Associations. 'Thc size of each smicn s 'steln is belo\ 1.0(() hia. 
Although it is quite difficutl to make anl accurate counl, it is eslimated that 
therecre about 6.171 Comttnal Irrigalion Systems in the countr' covering 
an area ofapproximatel'v 695. 132 hi. Pump Irrigation Systems can either be 
national or cotimmnal systenis, depending ot Ielicir area coverage and 
owznership as stated abovc. The present area coverage of Pt11p Irrigation 
Systems is approxinmately 152.128 ha. 

IRRIGATION SERVICE FEE (ISF) AND COLLECTION 

The National Irrigation Policy adopted in 1978, authorized NIA to charge
Irrigation Senice Fees on irrigated lanlds within the NIS at levels snfficient 
to finance O&M to recover initial inv'estment costs (without interest) in no 
more tnan 5( .ears. provided that such charges are within the beneficiaries' 
capacity to pay. Since 1975. lrrigation Service Fees have been paid largely 
in the forn of rice. Farmers may pay either in kind or in cash. based on the 

K;j
 



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, store and sell the rice. ISF rates var.' according to type ofsystem, and 
by season, as shown in Table I. 

Table I. Current ISI'"rates. 

C'jars per ha 
No. Si'steml WetI seallI Drv Sea-sonI 

I )iversion systems 2.0 3.0
 
2 Reservoir systems 2.5 3.5
 

3 I1II11p iITigthi',n S.VSlIIIS 3.0 5.0 

Note: One cava.i - 50 kg oftmmilled rice. 

As shown in Table I. Pump Irrigation Svstems are considered to have the 
highest operational expense because ofthe cost ofencrgy.Farmers in this type 
ofsvstem 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 wet and dry.seasons, dependiug on the individual encrgy consumption or 
each Pump Irrigation System. For non-rice and annual crops. the ISF is equal 
to the cash equivalent of 3 cavans ( 50 kg of unmilled rice per ha). 

ISF collections have consistently lagged behind amounts clue, although 
they are improving. Nationwide collection 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 efforts by NIA and the Irrigators' 
Associations. Low collection levels stemming from weaknesses in the 
collection process are aggravated by inadequate billing. About 20 percent of 
the NIS area lacks detailed parcellary maps. Records of service area, 
individual irrigated holdings and irrigation fee registers are often incomplete 
and outdated. Changes in landownership are not fully recorded. Conse­
quentily, it is estimated that in some areas, about 30 percent of irrigated lots 
go unbilled. Many times, although bills are prepared, they are not sered on 
time. In a recent study, one third ofdelinquent farmers also cited dissatisfac­
tion with NIA's ,crvices as the principal reason for nonpayment. The 
situation is complicated by the lack of effective 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 ci%!1suits to collect 
ISF from delinquent farners. 

IRRIGATORS' ASSOCIATIONS (As) 

Early in the 197 Is.the National Irrigation Administration (NIA) became 
seriously concerned about problems of irrigation system operation and 
maintenance. Service areas of its irrigation systems w\ere not filly irrigated 
and the anount ofl SFcollcctcd was far below ilsO&M costs. It was becoming 
clear that farmers' organizations were a crucial element to effective irrigation 
management. In 1976. NIA piloted the participaltory approach program in 
two communal irrigation pro ccts. It fielded Irrigation Community Organ­
izers (ICOs) in the organization and development ofIrrigators' Associations 
(lAs). The ICOs were college graduates insocial sciences, experienced in 
working willithe rural and urba poor. able to coimmnicalc itlh f'arniers and 
dedicated to the participatorN concept (Bagadion 1993). 

The development of Irrigators' Associations proceeded at a snail's i),,icc 
from the time it was slartcd b NIA in 1976 up to 198 . It w: asonl vafter 1982. 
whe the National Gove riminciit cutl fthe suibsidy being give i to NIA for the 
O&M of its National Irrigation Systemns, that NIA began to accelerate the 
development of Irrigators' Associations. It created the Ceitral Instittiional 
Department in tilecentral office and the Regional Instilitional Development 
Division in the regional offices. The main rcsponsibility assigned to these 
departments was to oversee the de\'elopment of Irrigators' Associations and 
the preparation of programs to strengthen capabilitics of IAs. including 
various training courses. 

The continuous losses being incurred by NIA in the operation of its 
National Irrigation Systemnsand thepositive resultsoblaincd in the 1976 pilot 
participator, project. prompted NIA to implemen t a similar approacch in 
National Irrigation Systems. In December 1980. NIA piloted the same 
approach in National Irrigation Systems, 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 case of larger systems The 
experiences and results gained in ihis project demonstrated that it was indeed 

/(
 



7 INTRODUCTION 

possible to develop Irrigators' Associations which could take over substantial 
parts of NIA's responsibilities for O&M of irrigation systems (Bagadion 
1983). 

The willingness oforganized Irrigators' Associations to take over partial 
or full responsibility for the management of irrigation systems resulted in 
negotiations betweien NIA and lAs prior to their signing ofagrecments. NIA 
Ihen prepared several schemes or stages ofmanagement turnover ofsyseilns 
in preparation for awider dissemination ofthis participalorU' approach. There 
-ire three slages ofturnover related to the capacities and preparedness oflAs. 
These are: 

I. 	 Stage I -- NIA takes responsibilily for the diversion \%eir and the 
Irrigators" Association takcs responsibility for the O&M of canals. 
NIA pays the association a maiitcnance fee of610 pesos per 3.5 km 
of earth canal or 7.0 kill of lined canal per mlonth. For assisting in 
collection, the IA gets an incentive of 2.5 percent for a collection 
efficiency of 70-99 percent, and 3.0) percent if collection is 99-101t 
percent: provided 70)percent of the current collectibles is collected. 
The mainoeance fee for this stage in 1990 was increased to 1,I00 
pesos per 3.5 kin ofca rh canal and 7.0 km of lined canal per month. 

2. 	 Stage 11- lrrigalors" Associations participatc ii, tie O&M of 
portions of the Irrigation System and liaiidK the collection of ISF 
among their members and re:nit to NIA al! amounts collccted. After 
deducting O&M costs (salaries or \\ages. inclulding allowances and 
benefits ofa ditchlendcr per 3.5 kin) the surplus is shared \with the IA 
gelling 301-35 percent and NIA getting 65-70 percent. This \was latei 
modified in 19901 \\ith incentikes for collection efficiencies from 
current collectibles as follo\s: 2percent for5 1-60 percent collection; 
5 percent for 61-70 l)crcenl: I1tpercent for 71-90 percent collection 
and 15 percent for 91-101 percent collection. C Ilcction of arrears 
incurred prior to contract activity entitles the IA to a 25-percent 
incentive. 

3. 	 Stage III -This is the full turnover stage. The Association assumes 
full management ofthe O&M ofthe Irrigation System and amortizes 
the investment costs in not more than 50tYears. 
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In the continuous search to find solutions to attain corporate sustainabilit, 
new methods of organizing farmers that ,,'ere less expensive, but effective 
w,'ere beirig sought by NIA. In 1983. NIA again piloted a new approach fo: 
organizing farmers, the Farmer Irrigators' Organizing Project (FOP). The 
history, procedures and experiences 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 
wc ll as actual experiences of this author during its implemeitation. It is 
hoped that this paper will be ofsome help to people who are directly involved 
in management turnover programs or who are invol\'ed in organizing and 
developing Irrigators' Associations in their own countries. 



CHAPTER 2 

The Angat-Maasim Rivers Irrigation System 

TIlE SYSTEM 

'Fill, ANGAT-MA\ASIM RIVERS Irrigation System (AMRIS) is located 53 kil 
north of Manila, in tlie provinces of Bulacan and Panipa nga illCentral Luzon 
(Figure I-p. 10). Ithasa servicearca of 31,485 ha,'idcovers 16 niuinicipalitics 
inBulacan and 4 municipalities in Panipanga. It irrigatcs about 28,000 ha 
inItidr. season and about 24,00(iha in the w\et season. Approxilmately 6.000 
ha of its service area are submerged during the wet season. AMRIS is one of 
the oldest and largest single systenis in the country. Itbecanie operational in 
1927 and has undergonc a series of mai'jor improvement and rehabilitation 
works. At that time, the service area was only about 25,000 ha with only oie 
diversion wcir across the Angat River. In 1949, the auxiliary check-gate in 
Maasini River was completed \%il i the gencration ofan additional 2,111 hI. 
This was followed by the construction ofanotherclieckgate illtie saiiie river 
in 1967 together with the raisiig ofthe operating level ofthe Angat River weir 
from elevation 17.50 ii to store an additional 5,000.00 cu.ni. of water. The 
construction of Pump Irrigatioi, Systems in 1972 and 1976 brought the 
service to its present total of 31,485 ha (Figures 2 and 3-pp. II and 12). 

The water of the Angat River is one of the most utilized resources in the 
Philippines. Approximately 45 ki upstream ofthc irrigation \cir is the 220­
m high Angat-Mullipurposc or Reservoir Daii. It has-a combined power 
output ofabout 225 megawatts and a reservoir capacity of850,000,000 cm.i. 
It is operated and maintained by the National Power Corporation (NPC). 
About 6 km downstream of the Reservoir Dam is the lpo Dam (Figure 4­
p. 13), which supplies domestic water to Metropolitan Manila. It is operated 
and maintained by the Metropolitan Waterworks and Sewerage System 
(MWSS). 

In anticipation of the abnormial years to come, the National Government, 
through the National Water and Resources Board (NWRB), established 

http:5,000.00
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Figure 1. Luzon Island. 
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Figure2. AMRIS general layout. 
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Figure 3. Schematic diagram ofAMRIS: Network ofactual area irrigated. 
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Figure 4. Schematic diagram showing the operation of the Angat-Maasin rivers. 
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guidelines in the operation of the reservoir, upon its completion in 1967. All 
operation rule curve formulated by the NWRD is shown in Figure 5 (p. 15).
Thecurrent rule designates the following priorities in the utilization ofwater 
supply: 

First priority - Domestic Water Supply (MWSS) 
Second priority - Irrigation (NIA) 
Third priority - Power (NPC) 

The guidelines state that once the water level in the reservoir falls below 
the curve, NPC cannot release water for irrigation without prior approval by
NWRB. No approval is needed ifthe level in the reservoir is above the curve, 
indicating that the supply can meet the demands of irrigation and domestic 
purposes. 

During its initial sixty-thrce years of operation, irrigation was the last of 
the three priorities. The occurrence of the 1990 drought (which caused only 
45 percent of the area to be planted in the dry season) alarmed the growing
number ofirrigators' 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 due importance and 
second priority was awarded for water use from the Angat-Multipurpose 
Dam to generate the abovementioned power. 

AGRICULTURE IN AMRIS 

Long before the construction of the AMRIS irrigation facilities, farmers 
depended on rain alid were able to harvest only one crop of rice peryear. The 
construction of irritvation facilities brought forth two cropping seasons per 
year, increasing ric: production, thus benefiting more farmers. At present, 
some 22,192 farmers benefit by the system. EverY year, wet-season cropping 
for the system usually starts on the first of June and continues to the end of 
October. The dry-season cropping starts on the first of November and runs 
to the last of March of the succceding year. However, this may vary somewhat 
due to the usual wet-season pattern and the availability of waler in the 
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reservoir. Most ofthc farmers in thc system use mechanized farm implcmcnts 
and adopt the direct sceding method of planting ricc, to lcsscn the cost of 
production. Table 2 shows the irrigatcd area of AMRIS from 1983 to 1988 
for dry- and wct-scason croppings. 

Iigr'r 5. ()pe1ralion Tile Ct, v''.ornnlh'd 1wy1h\'II). 
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"'lale2. Irrigated areaatI overageyields in .I, IIS. 

li-gated Avtera-e h'ri~ollt, Averaige
Year III-ell (hi ) yield (f ita) Ill (11;iii) h 

1983 27,786 3.9 23.092 4.1 
1984 26,822 4.6 24,071 3.9 
1985 27,745 -1.7 23,428 4.2 
1986 26,940 1.6 23,271 4.1 
1987 27,471 4.8 22,9.44 4.3 
1988 27,729 4.3 23,400 3.5 
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The occurrence of slight water shortages in the dry season explains lhe 
difference in the area irrigated between 1983 and 1988. Farmers' involve­
ment in operations and water distributio! also contributed to tileproblem of
 
irrigating the service area. In tile season. thc unprcdictable typhoons
wet 
(averaging 19 annually) have damaging cffects on all crops grown. Farmers
 
in low-lying areas have no security for their crops. Most of them plant rice
 
two or three times in the wet season on account of flood damages. Rice plants
 
that survive to near-harvest time are still not safe. They may still be affectcd
 
by typhoons that may occur between October and November.
 

LAND TENURE WITHIN THE SYSTEM 

Available records of the system indicate that tile average landholding per 
farmer is approximatel\ 1.4 ha. About 710 percent of the farmers ovn or till 
more than I la and 3(1 percent own or till 3 ha or more. Table 3 shows tile 
tenurial sIatus x\ithin tilesystem. 

I'ble 3. lu'rttrialst(utsin..AI1IS. 

No. Statusl I1111'1f;i r, 

I O\ncI-cultivato 1.024 4.6 
2 ,\mollizing-o%. ner 5,002 22.6 
3 lI~cach ld 15,361 69.2 
4 Sharc-tcnadj 805 3.6 

Total 22,192 100.0 

As shown above, the majori Iyof the farmers are contract leascholders. The 
amount of lease for these farmers was determined by the Department of 
Agrarian Reform (DAR), based on the level of production or yield for thrcc 
normal crop years. The income derived from farming a I-ha plot is not 
sufficient for farmers to survive. Even before the construction of irrigation 
facilities, most farmers had been engaged in other livelihood activities such 
as keeping poultry and livestock, dressmaking, carpentry. weaving, pottery., 
etc. 

http:N()VI.IF
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ORGANIZATIONAL STRUCTURE 

Unlike mauy small or medium-sized National Irrigation Svstcius, AIMRIS 
has a complex formal organizalional structure (Figure 6-p. 18). AMRIS is 
headed by lhe Chief of fhe System, who is referred to as the Irrigation 
Superintendent. He is responsible for the overall supervision oftlhe following 
major functions of tilesystem: 

I. 	 Operalion and Mainlenance -- \ ater distribtlion iIlieentire svsteui 
and maintenance of irrigation facilities: 

2. 	 '.eliabilitation and improvenlenlt of facilities -- repair of damages 
caused by typhoons. floods, etc.. dcsilti ng ofcanals, repair ofembank­
ments. and so on: 

3. 	 Collection of Irrigation Service Fee (ISF) -- this refers to the 
collection oft\,o and three cavans (I cavan= 5t kg ofimilled rice) 
for wel-and dr\-season crops. respecti\cl.\, or lici r cash cqui\i'alents: 

4. Repair and maintenance of equipment and vehicles t--o keep all 
equipment and \ehicles in operable and running condition: 

5. 	 Formation ofIrrigalors' Associations - the orgpiization of faruiers 
into Irrigators' Associations to enable lhem to lakeover partial or full 
manageielit of the w hole or portions of lateral canals: 

"l'he..ldn,,,.istruieS, ,'fonisresponsible for lhe preparal ion ofpersonnel 
records, reports and malters pertaining to the performance. ftitions. 
appointments and development ofemployees, etc. An Administrative Office 
with ten staffr also takes charge of the overall preparation of all accounting 
matiers, including the payment of salaries. %agesand office vouchers. This 
also handles the inventorU ofsupplies. spare l)a is.equipmel etc.. and looks 
after the safekeeping and safeguarding of all the propertics. 

71C 1mylitutional Development 'ection functions as the NIA-IA coordi­
nating arm. Suipervisec by aim Agricultural Officer, with five staff, it is 
responsible for tie organization of tileIrrigators' Association. The evalma­
tionofthe performance ofthe Irrigators' Association isalso afinclion oflhis 
section. This section conducts training needed by the lAs. It isalso respon­
sible for coordinating with other government and private agencies in the 
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cstablishmcnt, evalation and implCmentation of prograis for pilot demon­
stration farms.
 

The Operation a0tdA laitenane ,Secti/e (O&A I)is the field-implement­
ing arm of the system. This section is supervised by an Operation Engineer
with eight Irrigation Technicians, 35 'Vatermiastrs anid 200 Diclitendcrs. 
To facilitate easy supervision, the system is subdivided into 12 work stations 
each with an average area of 2.4)0 ha. Each \ork station is responsible tbr 
the distribution and deli'er' of water to its rcspccti%'c area. It is headed by an 
Irrigation Technician \ho sees to it Ihat all irrigation facilities and structures 
arc: properly maintained in good operating condition. The O,:I seation also 
formulates and implements operational prograins 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 areas. 
yield and ISF collections 

The I! aler Control (oordltoJni and lngmermig ,Seclion provides
technical and water control equipment of (lte system and is primtarily
responsible for the control and distribution ot ,alcr into the north and soutlh 
main canals and hcadgates of lateral canals. It keeps records on;\ater 
discharges at every measuring point on the north an.l south lnain canals and 
hcadgates of lateral canals. This scclion also preprcs the design. cost 
estimnates and programs of \work for construction, repair and improvenlnt. 
Itis headed by a hydrologist with ten personnel working witi him. It also 
facilitates tihe updating and keeping of plans, iaps. and drawings and 
provides the survey requirements for land verification and needed improvement 
and rehabilitation work. 

The A'quipment Section is supervised by a Mechanical Engineer with tell 
permanent st.,ff. It is responsible for the dispatch and (letailing of all 
equipment and vehicles. Repair ind maintenance of yehicles andcquipml|ent 
are also its responsibility. 

The Billing and(ollectionSectonm has a Senior Billing Clerk supervising 
the work ofeleven Billing Clerks. 'Flie section takes cliar oofl liepreparation 
of bills for distribution to farmer clients. 

The Colli ction Unit headed by a Collection Oficer is responsible for the 
remittance to a government bank of all ISF collections of the six Bill 
Collectors. 
Italso prepares reports on tie collection status and efficiency to enable it 

to formulhte and recommend better collection strategies. 

2/:.L
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BUDGET, EXPENDITURES AND INCOME 

In 1982. the National Government cut off the subsidy being used previously 
for the O&M of National irrigation System. As a result, the NIA top 
managemcnt issued directives that every irrigation system office should 
become seif-sustaining bv local resources. NIA requires the submission of 
yearly operating budgets to,,ether with a propected collection ofl SF and other 
ilnCOmeIC 

Anal'sisofTablc 4(p. 21) shows that an averagc of68 percent of itsyearly 
expenscs is being spent on personnel services such as salaries. wages, ctc., 
for its 432 regular employees About 19 percent is spent for power consump­
tion and 13 percent for other expenditure such as supplies, materials, fucl and 
*il. Yearly increases of the budgets and expenses of the systems are mainly 
due to the increase in the salaries and wages of employees, increases in tile 
price of commodities and increase ini unit cost per kilowatt of electricity. 

=Table 4 shoms a six-vear record ofAMRIS O&Ni expenses (US$ 1.00 14 
pesos). 

The collection ofthc ISF is the main source ofincome of AMRIS. As with 
other systems, it collects two and three cavans (one cavan = 50 kgoftnmilled 
rice) for the wet and dry seasons. respectively. Other sources of income such 
as payment of equipment rentals, lease of other properties or sales from 

disposal of unserviceable equipment also contribute to the income of the 
:3ystCm. Table 5 shows the fee collection records for AMRIS. 

The 4. .-B IRIS 0,0.\ I t pedime (in p's.os). 

Year Personal Powmer Othe. Total 

Se" ices Ctjsl eit iJilrl 

1983 6,525.625 1.816.449 911.07.1 9.253.148 

1984 7,689.094 2,211,355 1.775.962 I1,676,411 

1985 8.472,522 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 13.44.501 

1988 10.189.662 2,390,177 2.310,158 14.889,997 
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Table 5. Record ol'colhctioi )J'curret'Il accolws (CA) and back ac'cout.s (l..l) (in
Pesos). 

Cullct- Currnt Clluection Back Total Total Goi',nz-
Year iblIs account efficiency account collection collection II l In 

collctitni (il %) colhection (CA+IA) vtlicint' support 
(CA) (ml.) (ill %) 

1983 13,798 4,561 .13.06 1,152 5,713 11.40 1 70 
1984 15.687 7,25X -16.27 2.239 9,497 60.5- 2.10) 
1985 19,490 9,138 46.89 2.30-1 11.442 58.71 2.65 
1986 21,353 7.910 37041 2.139 10,019 4706 3.50 
1987 20.228 7,832 38.72 3,049 10,881 53.79 3.50 
1988 20706 7.935 38.32 3.188 11,123 53.72 3.50 

Farmers are given the option to pay in kind or in cash. If farmers elect to 
pay in cash, [l1e tolal weight will be multiplied by the prev.,iling governlmellt 
support price at the lime otpayment. According to records, collection in kind 
ranges from 5to 10 percent of the lotal collection ofAMRIS. Dala from 1983 
to 1988 as shown in Table 5show that AMRIS had an average of 40 percent 
collection elficiency for its current accounts (collection efficiency isequal to 
current collection over the collectibles). This increases to 53 percent if 
collection of back accounts is included. The low collection eflicency of the 
systell could be attributed to several factors: 

I) the cailll)aigll ofse'eral cause-orienled groups for nonpayment of ISF. 
2) the promise of several politicians to bring down the ISF rates and no 
abolish it. 3) the poor irrigalion service as claimed by nolipavi ig farmers, 4 
the negative attitnde of most farmers toward paying ISF. and 5) (le inabilitv 
of the government to instiitte legal and court actions against those who do 
not pay. 

The attainmnt of financial viability has been a coninuous goal a1llong 
AMRIS persolnel since 1982. In 1984. the L.rigation Superintendent 
initiated the issuance of collection ilcenlives to all irrigation fee collectors 
even without sanction from the top lanagelenlt. He aithorized a2-percelt 
collection incentive from the total collection.The 2-percent compensation is 
considered as the traveling or collection expenses of(he collectors. Tiis move 
has had a major impact from then onwards. Table 6 shows the record of 
income and expenditure for tle system. 
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Thi,/e 6. Record ,yillcomt, ViTMI'S eXPwndifurt (ilipesus). 

Year incme ISIF + Expenditure Excess 
other income (deficit) 

19X3 5,92-1.393 9,253.1 -IX (3.32X,755) 
1984 
1985 

11.253.169 
12. ,22.735 

11,676,4-11 
12.592.413 

(1.423,272) 
30,322 

1956 11,63-1.1.13 12.477,489 (8.13,316) 
1987 
195 jX 

13.727..193) 
I5.02(.1-42 

13.444.901 
14.559.996 

2X2,538 
136.146 

The data above sho\ that the svslcm incurred deficits of 3.3 and 1.4 
million pesos in operatiols ill 1983 and 1984. respectively. These data also 
showv that starling from the car 1985, (with [Ihexcelption of 1986). withithc 
coordinated eflbrt ofall its persomel. AMRIS has attained viability statns 
by improving its collection efficienc\ 1hrough the combined efforts of NIA 
persomnel and ruiers. In 19S6. the \el-season harvest was greatly affected 
by the occurrence of sc\eral destructive typhooiis. Most farimers al)plied for 
exemption of pa3 m1ieiii of irrigation fees. This resulItd ill a deficit of over 
800(100 pCsos ill the s\stlCil for 1986. 

Findings of a 1983 management and )ersolnel audit of the system 
conlcludcd that tie s\slcll \\illtever attain the status of financial viability. 
Up to 1983. Milell all Piump Irrigation S\stlcis x\crc still under NIA 
llallagelll. the collccliol eficicncy for all these sN'steiis avcragcd 40 
percent and 610 perccn for \cl and dry scasous. rcspectivcly. Even at (1( 
percent collection cficicllcy. tl Ioal collectibles fromilhese puiip syslems 
\wotld n1o co\cr c\en the cost of po\\cr consulmption. Such conditions 
prollpted tle Central Office NlImagement Team to d(lclare that the svstem 
\would iic\cr bc finamci:all\ viable. Ilo\vc\'er. tIe Team fai led to anticipate the 
surprising anid imprcssivc chmage.s which \vcre about to coie in cost 
rcdictionls and increased collection efficiency. These \wCre primarily tihe 
result of the success of the Farmer Irrigators' Organizing Project and the 
urtox cr of managem ie to Irrigatlors' Associations in Bustos Pamdi Exten ­
sion Punip Irrigation Systcm (BPEPIS) and Bucnavista Pu mp Irrigation 
System (BPIS). 
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THE PUMP SYSTEMS PRIOR TO THE FlOP 

As stated earlier. AMRIS constructed Pump Irrigation Systems in 1972 and 
1976 (Table 7) to bring its service area to its present total of"31,485 ha. Thcse 
are BPEPIS completed in 1972, and the Tibagan Pump Irrigation System
(TPIS) and BPIS completed in 1976. All Irrigators' Associations (IAs) in the 
three Pump Irrigation Systcms were organized using the Farmer Irrigators' 
Organizing Project (FIOP) approach. 

Both BPEPIS and BPIS iwe turned over to lAs in June t984. FPiSl "; 
turned over to lAs in June 1986. 

Table 7. Pump irrigalion.,stems in IAIRIS. 

Service Number 'ear Year 
No. Niame of pilmp s)sten Mre of operat- turned 

(h1a) Carmel.-, ional 0%el, 

I ltislos-Pandi -x.tCnioiN1111) 
IrrigationS v',t(pII11S) 731 655 1972 1984 

2 "libagan PumIhp Inigation 
Syslaii ('IlIS) 1,286 1,200 1976 1986 

3 IluCnavista PtLl 
Irrigation Syslcm (13PIS) 350 216 1976 1984 

Total 2,367 2,07 I 

The Bustos Pandi Extension Pump Irrigation System (BPEPIS) (subject
of case study) lies within the 31,485 ha service area of tile Angal-Maast in 
Rivers Irrigation System (AMRIS). Two I10-kw. 76-cm vertical propelltr 
punips %wereinstalled in11972 to lift water 8.5 meters from Lateral B of tile 
south main canal ofAMRIS (Fig: e 2). The pumps werc designed to irrigate 
a potential irrigable area of 91(0 ha. but upon operation in 1972. its actual 
service area was only 731 ha. The system (Figure 7-p. 25) has a 14-kin long
main canal and 19 ki of lateral canals. Itwas under NIA ma nagene nt from 
1972 to May 1984. The convcyance facilities consist mainly ofearthen canals 
from the main canal to the lateral canals and farm ditches. Steel gates were 
provided at the hcadgates of laterals and turnouts. Parshall flumes were 
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installed below the discharge valve of the punip and below the hcadgates of 
lateral canals. 

The Pump Irrigation System covcrs eight haranga)vs (villages) in the 
municipalities of Bustos and Pandi in Bulacan Province in Luzon. It starts 
its piup operation at the same time ofyear as the operation of the gravity 
system. It a lso has the same cropping intensity as the rest of the service area 
ofAMRIS. The sysicm benefits some 655 farmers, whose average landholding 
sizes are cstinmatcd at 1.1ha per farmer. The gravity area ofthe gravity system 
ofAMRIS is mostly flat \\hile the servicecrea ofthe Punp Irrigation System 
is rolling in topogra ph%. 

()pOl'atiou (1d.1 /ui'ailm''. l)uri ng the period from 1972 to May 1984, 
the PumnIp Irrigation System wis under the supervision ofa NIA \Vatermastcr. 
The Watermaster was incharge of the overall O&M of the Pump Irrigation 
System. Under his supervision was one Puip Operator. who operated and 
maintained tie pump,n d cight Ditchtenders who assisted in waler distribu­
tion and maintenance oftaraals. Each Ditchtender maintains approximately 
3.5 km of canal. 

Itwas only in the later part of' 1982 that NIA set up and installed separate 
electric meters for each ofthe ihrcc individual punps in AMRIS. Priorto his, 
only one electric meter recorded all the power consumption for the whole of 
AMRIS. Table 8 (P.26) sho\s thetotal O&M expenses for I3PEPIS including 
collection expenses for the calendar year 1983. 
Fes.Table 8 sho\s that even at 10t)-percent collection efficiency. the 

amount to be collected was not enough to cover total O&M expenditures for 
BPEPIS. This was true \\ith the other Pump Irrigation Systems as well. The 
irrigation fee rate for all three Pump Irrigation Systems at that time 'wasset 
at 5 cavans of untiilled rice for drv-scason crops and 3 cavans of unmilled 
rice forNet-season crops. NIA has been offeringa lt)-percenl discount forall 
current bills paid on their due dates. 
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Figure 7.Sketch of Bu.tos-PandiExteavion Pwnp Irrigation System (BPEPIS). 
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Table 8. Records showing 1983 O&A / expenedivtre and colh''iiou f IPIS. 

I~Il"icllas .Anlliunt ill pesos 

A. 	 O & flewpenses - / 983 
I. 	 Salaries and wagcs 125,007.00 
2. 	 Supervision 5,898.00 
3. 	 Fuel cost (motorc.cle) 3,422.00 
4. 	 I'o\. er consumption 300,700.00 
5. 	 Transmission line maintenance 3.553.00 
6. 	 I'p1111 .1) rCpa 	 34.000,00 

Total 	 472,580.00 

. I Collec t blon9's3 
I. 	 C,lcctilhjes 

1.1 	 DIr season (5 x 50 x 1.70 x 649) 275.X25.0 
1.2 	 Wet Season (3 \ 50 x 1.7 

0 x 649) 165.495.00 

lotal 	 441.320.00 

2 	 Actual collecton (wet and dry season) 348,201.00 

3. 	 I'ercentage 78.90 

Note: LISS 1.00 14 pesos ini1983. 

Costly operations of the Pump Irrigation Systems can be attributcd to the 
following factors, w\'hich also hold truc for gravity areas: 

I 'a tnner; m/hvidu(ilsm. The majorilv of farmers tend onlv to care 
about their own needs ofwater and case of "rater application, without 
bothering about vastage, timing or the needs of other farmers. This 
factor causes \Vaste of pump operation time, resti ing in high total 
costs. 

2. 	 'se oJ'di//-eitvariettes.Many farmers plant long-niaturing varie­
ties, like IR-42 which takes 140 days to harvest. Farmers also plant
these varieties in the dry season thereby increasing pump operating 
hours and operational cost. 

3. 	 Excessive tuse ofrater 'armers do not bother to close individual rice 
openings and allow excess water to flow to the drains, depriving the 
downstream farmers of this excess water. This causes low irrigation 
efficiencies. 

4. 	 Illegalcheckingi anmltervention.Illegal checking and intervention 
are frequent problems. Farmers tend to go to their farms any time they 
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want. On seeing that their farms need water, they make illegal 
checking with check structures, thcrcby interfering with the official 
rotation schedule. Most farmers do this cen whcn their farms are 
saturated. This factor causes long pump operations and high power 
costs. 

5. tl(aou.V i oolsin, NonSilll511lta neous farn opera­uperations. 
tions cause a major problcm. Occasionally. there are instances %,ien 
the pump operates for nearlk a month. only to irrigate as little as 10 
ha. Farmers contend that thcN religiously pay their bills so that NIA 
should pro\idc them \ ith \\atcr antime thcy need it, 

The above factors, coupled \\ith pow\er costs and frequent o\\C crut-offs, 
contribute grcatlv to the high cost of operations for these Pminp Irrigation 
Systems, not only in AMRIS but also nationwidc. In 1981, NIA management 
issued Memoraiidium Circular No. 48. a supplentcnl guideline lor i1urp 
operation in National Irrigation S\stems (see the full text in Appendix I). 
This Memorandum stated that in all cases, the collection efficiency in all 
Pump Irrigation S*ystemns must be 90)percent before they can be operated. This 
created a problem among the s.stein personnel assigncd in the pump area. 
including the chiefof the svstcm. Itw\as very difficult for thein to inform tie 
farmers about this guideline but they i\ere nevertheless required to do so. 
Then they observed the trend of collection rates for bolh th1C dry- and wet­
season crops of 1992. Still the collection efficiency for the Pump Irrigation 
Systems did not improve. Collection rates were only 150 kg and 250 kg of 
unmilled rice for the wet and dry seasons, respectively, so that it was timc for 
a change. The NIA officials at the system Iccl had to inform the farmers that 
the Memorandum provision for nonopcration was about to be implemented. 





CHAPTER 3 

The Farmer Irrigators'
 
Organizing Project (FlOP)
 

HISTORY 

EmAR..Y IN TIE 1980s, NIA was searching for institutional innovations to 

inake its irrigation systems physically and economically sell-suistaining. The 
issuance of NIA Memorandum Circular No. 48 of 198 Las discussed in the 
previous chapter, and the very low collection efficiency in both Pump and 
Gravity Irrigation Systems. set in action the whecls 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 \Nould nol aperate the 

Punp Irrigation Systems for the dry-season crop of 1983. Naturally. this 
announcement caused widespread protest among farmiers of the Pump 

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

The dialogues %%erescheduled 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 ofSan Rafael in Bulacan Province. Many complain ts including 
poor irrigation service by NIA personnel were aired by the farmers. After this, 
both Assistant Administrators simply advised the farmers "Okay, we will 
operate the pumps, ifyou yourselves organize into Irrigators' Associations." 
The farmers, sensing that this was probably soimethi ng siimi lar to the compact 
farm associations and seeing the prospect of continuous pump operation, 
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nodded their approval. And so the "'green light" was given and all the Pump
Irrigation Systems operated that year. 

It was during a coffee session the author had with the cx-Rcgional
Irrigation Director of NIA Region 3 and the ex-Manager of the Regional
Institutional Development Division (RIDD). Ilhat the latter suggested the 
employment of select farmers in organizing co-farmers into Irrigators'
Associations. lIei mentioned some advantages of this approach. including tile 
fact that it would be chcaper to hire a farmer organizer than a professional
organizer He said that a farmer organizer would stay in the area after
organizing the w\ork plans, and would be morc concc ined with looking after 
the welfare of the association being organized. This suggestion was brought
to the notice ofthe Assistant Administrator for Operations, who immediately
agreed with it. He then called tlie consultant for the Irrigation Communiti,
Organizing Project (ICOP) and instructed him to prepare a framework and
plan fora pilot implcnientat ion ofthis new approach for organizing farmers.
And so. in May 1983. the Assistant Administrator called the Regional
Irrigation Director and his staff. the AMPRIS Irrigatioii Superintendent and
his staff, and all otheis concerned, and the initial Farmer Irrigators'
Organizing Project (FIOP) was launched. It w\as to be piloted in two Punip
Irrigation Systems of AMRIS and some gravity areas of the Porac-Gumain 
Rivers Irrigation System in the Province of Pampanga in Central Luzon. 

BACKGROUND AND RATIONALE 

Project background/ As embodied in Presidential Decree 552. NIA's corpo­
rate plan provides that: 

water users through their associations shall h Fe 111aximum 
partici)atio in the c('IWractiol (tnulllllaamt~lelltofrlelitJga(ioII .'ysteml.

hLe participator.J 'jt/)roac/l to fil-erms association h,velolmle/it shall 
be implemented to prepare in.,',ers'majorrole i the ejficientand 
effective operation and naintenarceol'il ., .vsteins.n 

II line with the agcncNys thrust to obtain corporate financial viability, a 
new approach to organizing farmers that was less cxpensive and replicable
nationwide was needed. The FLOP. which employed farmers as organizers, 
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seemed 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 area, the IC Organizer will be transferred 
to another area, leaving behind the Irrigators' Association that still needs to 
be dcveloped and strengthened. whereas in FLOP, the farmcr organizers stay 
inthe area, looking after its continuous declopment. 

roJectrationa/e.The rationale for implcmentation of FlOP was as follows: 

I. 	 Cost reduction in direct organizing work without sacrificing project 
effectiveness. Under this project. one Farmer Irrigator Organizer 
(FIO) would have an average deployment area of about 105 ha, With 
a monthly incentive allowance of 350 pesos. the direct organizing 
cost was only about 40(t pesos per month, or about US$29.00 (US$I 
= 14.uO pesos, approximately). 

2. 	 The employment of farmer irrigators as organizers. directly develops 
the organizing capabilities of some members of the irrigation com­
mutiny,inthe interest of IA formation. 

3. 	 Selecting FIOs wlo are currently trusted and respected by a majority 
of the farmuers in the systemi has advantages over the external ICOs 
intheir capacity for social integration and contact building, since the 
farmers are already members ot the community. They could easily 
identify potential leaders because of their community knowledge: 
they could also casily identify irrigation problems because of their 
familiarity with the system.
 

4. The FlOP hastens farmers' relianceon thcmselves fororganizational 
capabilities and consequently shortens lead time for the formation of 
Irrigators' Associations, due to the increased intensity of frontline 
organizing manpower and a much-reduced deploymcnt area per FlO. 

61/ .
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PROJECT AREA 

Table 9below shows the irrigation systemns where FlOP was to be piloted and 
inplemcnted. It also shows the length of canals, the number of farmers and 
the number of FlOs needed for the project. 

7KIN(1h arJ'(.9. t"XlenI !/lwoject 

Lengthio A 11e. No.(if No.of 
S.%Sielii cailals(kill1) (h1:1) faiil'ls Fi0S 

C.I 	 Porac- (iumin IS 23.68 1.068 901 9 
Paipallng gravit, 

C.2 	 1ItI1' -AMiIS .1.9X 351 216 3 
}llcanl - pumplll 

C.3 	 1WPEPIS ANIRIS 33.00 731 655 7 
Ilulacon - - -un .
 

Total 	 60.66 2,150 1,772 19 

Theaveragc number of farmers per FIe was 93. The average area per FIe 
was 113 ha. 

PROJECT OBJECTIVES 

The general objective of FOP was to establish Irrigators' Associations that 
could manage the O&M of puip systems and portions of a gra'ity system. 

The immediate objectives were to: i) organize and dcevlop a Project 
Management Team (PMT) which would have capabilities for overall plan­
ning, directing and controlling the FOP; and ii) document activit'es of the 
Project through Action Research Methodology. 

PROJECT SYSTEM AND COMPONENTS 

The organization of FIOP management and implementation is illustrated in 
Figure 8-1). 33: 

,//
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Figttre 8. ravmework plwtl'lq'I. 
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The ternlinal otpultof te Prject istile organization of irrigators into 
associa Tionscapable of oanagingt he opera pionandmaitenance (O M)of 
sistn atierals and on-farm facilities. This output is dependent o the 
effectiveness3)of thesorganizing iput which is.in turn.dependent ion te 
qualily of the Pro3jet sope 'isoryprocesses. To provide ipletPT with 
availa3 nthresive data oni\ prject processes action researchould doctument su~pervisory*and or-ganiizinig aiti\'ties andi(their resuIts. Tihe
research drew insights froin tihestatus of farmers' organizations through an 
external conisultanit. Thintiieraction ofthiePMT u,lh the externali consultant
and resources persons w\as intended to achiev'e effective FlOP management 
processes. The FlOP consultant had wvide experience in all aspects of
instituitional activities. He had been working with ICOP since it was first 
piloted. 

PROJECT ACTIVITIES AND TIMETABLE 

Table 10 (p.34) shom', various activities involved in the implementation of
FIOP. From May 1983, the project w',asprogrammed to be completed within
30 monthls. It w"as expected that the Irrigators' Association would be 



34 MANAGEMENT TURNOVER OF A PUMP IRRIGATION SYSTEM... 

organized and prepared to assume full responsibilities in the nlanagement of 

he Pump Irrigation Systems. 

Table 10. Timetable ofproject activities. 

Activities Frequency Sdedule 

I. Afrnagement ori,'an:atton and development 

a. Project orientation otice Ist quarter 

b. PIi niectings confcrences olice a itllitl colitillMots 

c. Super','isory a| Cssessiniit pIlitig twke a iiollllill ctititiols 

d. CoordinatiOn lle1tilgs O1ed Inlolllt ciolilluous 

2. HOF10,'lnwnt'deopnsitlr and nIh:aoton 

a. Rc .ruitment .Ince Ist quatler 

1. Predeploytcint training once Ist quarter 

c. Sessions with supervisors 1tilles a intoltll coitintious 

d. Fonnal stall'development 3 days per quarler continuous 

e. Fanuers' constlation iteeting olnce 3rd quarter 

f Technical inputs to fanners 
on organization onice 4- 5111quarter 

g. Technical inputs to organized 

Ianners oI syste1ni anagemtent oice 6 8111qtilarler 

3. .Alctionresearch 
a. Workshop on diagntostic 

li'amic\ork tor action research once 2nd qualler 

b. I)ala gathering continuous 

c. )ata feedback and action planning continutotus 

d. Action taking comttilltuous 

e. Monitoring'evaluationt contintous 

Note Total project tine is 30 months or iO qtarters. Within the 9th and I Oth quarters, tunmover of 

0 & NI responsibilities to the Irrigators' kssociations was expected. 

AanagementorganIizationanddevielolnent. Managencnt organization 

and development include the orientation and briefing of all NIA personnel 

involved in the project on all aspects of FlOP implementation. The Project 

Management Team (PMT) headed by the Project Officer. should convene 

monthly meetings to asscss the probletis and progress ofthe project. The FIO 

supervisor should conduct a bi-tuonthly meeting with the FIOs to assess the 

progress of direct organizing of work. Monthly coordination meetings were 

to be conducted to assess physical problems on the irrigation facilities and 

progress of organizing work. This meeting was to be called by the Chief of 

the Irrigation System. 
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liOrecruittentl'eelh)pientanduutihzation.v'10 involves tIleselection, 
hiring, training and deployment of farmers to be cmployed in organizing co­
farmers into Irrigators' Associations. Once the associations are formed, they
will be trained and will participate in seminars on system management,
financial management, and basic leadership training, to pi'epa re thein for the 
eventual takeover of the irrigation system. 

.- research involves the hirinig of two actionIctioil rescarch. Action 
rc,,archcrs to document Ihe expericnces of the project personnel so that 
insights aid learning would guide subsequent projcct implementation and 
the replication of the proJect in other irrigation systems. 

ESTIMATED BUDGETARY REQUIREMENTS 

Table II (p. 36) sho\ms the lotal estimated project cost for the three project 
areas (refer to Table 9 -p. 32). For a total area of2.150 Ia. the cost per ha of 
organizing work is estimated at 383 pesos (in 1983. US$1.00 = 14.2 pesos). 

ACTUAL IMPLEMENTATION 

NIA crcatcd the following tearms or gronps to ensure smooth implementation 
of the new approach in the project. 

The N/.I central oJ/ice support group. The NIA central office support 
group was headed by Ihe NIA Assist:unt Administrator for Operations. NIA 
hired the services of a Project Consultant from ICOP to prepare the 
framework plan for HOP inplementation. -c\was assisted by threepersonnel
from the lnstitutional Development Department (IDD)and the\ \%orkcd out 
all the plans. projcct cost. and training designs for the project. The Sysieills
Management Department provided the logistic support for the relabilitation 
and improvement ofall irrigation facilities requested by the farmers. All valid 
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 II. Estimated budgetary requirements. 

Particulars Estinmated 
cost (ill pesos) 

1. 'roject management 
a. 	 Incentive allowance ol'a FIe supervisor 

0- P 15)l0'nonh x 2 x 30 9,000.00 
1. 	 PN Ian F10 super\isor confernces and stall'developmlent 75.00000 
c. 	 "'[ra\cl'stier\isi iexplises P 41}0,onh x 4 N 30 48,000.00 
d. 	 Gasoline al lossanee P 500imionith x 30 15,000.00 

Sublotal 147,000.00 

2. leton rese'atch 
a. 	 Salary.,allo alnces ol aclion mc­

searcher 1P2,000 month x 2 N30 120,000 00 
b. 	 Salary of I stallasiant P 1,000 nonth x 30 30.000.110 
c. 	 ART Feedback planning session \%ith BIT 25,000.00 
d. 	 Monthlylquarterly smnunative reports 54.000.00 

Subtotal 229,000.00 

3. hOrmIer Irr'gatorU)s',nl:le1, 
a. Travel incenti\e alloosancce ol 19 FlOs P 350 x 19 x 30 199.500.00 
i l'redeplovnientll trainuung 75.00)0.00stallrdev'lopnuent 

c. 	 Supplies P 50monuth x 19 x 30 28,500.00 
Subtoal 303,000.00 

4. 	 Jh'r,ers o( I~.tlnlng 

a. Consultation meelings 34.,(00.(J0O 
). Organization training 42,000.00 

c. 	 System ianagemelnt training 68,000.00 
Subtotal 144,000.00 
Grand total 823,000.00 

5. Cos per tuectaie 	 383.00 

Note: 1983 conversion rate' US, 1.00 - 14.00 pesos. 

Project A1anagejnent Team (1P7). The Project Managemtent Team 
comprised the Regional Irrigation Director, as dce facto hcad; the Managcr of 
the Institutional Development Division (IDD) as the Project Officcr, Chief 
of the Operations Division: the Irrigation Superintendents of the three 
systems; the Fariier Irrigatos' Orgatlizer Supervisors (FIOS) for the two pilot 
systems; and staff ofthe IDD of Regional Office. This Team was responsible 
for the tasks enumerated below: 

i. conduct Project Management Team meetings;
 
it. monitor, direct and control FIOP impletentation;
 

http:823,000.00
http:144,000.00
http:68,000.00
http:42,000.00
http:303,000.00
http:28,500.00
http:75.00)0.00
http:199.500.00
http:229,000.00
http:54.000.00
http:25,000.00
http:147,000.00
http:15,000.00
http:48,000.00
http:9,000.00


37 TEil.FARMER IRRIGAT()RS' ()RGEANIZING PROJECT (FLoP) 

iii. 	 conduct periodic field visils for monitoring and evaluation of 
implcmcnta tion: 

iv. 	 recommend budgetary allocation for program implementation; 
v. provide institutional/technical assistance for field implcmentors; andvi. 	 submit assessment/progress reports to the Regional Irrigation Direc­

tor. 
Topics discussed during PMIT meetings include the number of farmer 

groups organized, funding problems inimpleinenlation, feedbacks reported
by the action researcher, and recommended solutions to problems.


71w Sulwn-lp'iior Iull. g'ru File super
m . isor*/organi,,ing, group
%as headed by tie Irrigation Superintendent who dirccllv supenrises and 
coordinates all FlOP and O&M acti%ilies of lhe sstem., validates farmers' 
demands. conduicts coordinationi meetings, at least once a moutlh, anid attends 
supervisory.uzeel ins lhen needed. During coordinat ion ieetings. the Chief 
of Systems gathered all frmers' requests on rehabililation works. He 
discussed ihis inldividuallylv 	ih every FIO and approved ilcis that %%arranted 
his oN%|izudgeienlt. Items Ihat lie thought w\ere not immediately needed and 
not so vilal in the ope.ration of the system were shelved for further study. At 
this uzeeling each 110 and the supervisor has to ,eport to him the status of
organizing \ork oil the iminber of small groups organized. Under him are 
the fof lo\\riig groups of persoiliel \w'ithl their assigned lasks or responsibili­
ties. 

The FIO supervisor: 
i. 	 directly supervises organizing aclivilies and evaluates perforiliance 

of FlOs: 
ii. submits consolidated reports to the Irrigation Superiltendells:
iii.conducts farmers' consultation meetings. plamniig meetings and 

regular field visits: 
iv. pro\ides technical inputs to FlOs on organization and
 
\. assists in the conduct of training for FIOs.
 

The Farmer Irrigators' Organizers (FlOs) have to: 
i. 	 establish the physical and socioeconomic profile of the assigned 

deplovmcl area: 
ii. 	 conduct house visits for conlact building and problem identification: 

iii. 	 identify IPL (Idenlified Potential Leader) for mobilization: 
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iv. 	 facilitate conduct of IPL meetings; 
v. 	 create farmers' amareness of collective problem-solving; 

vi. 	 attend coordination and staft development meetings: and 
vii. submit monthly progress reports on organizing activities. 

The Water Management Tchnologist/Watcrmastcr was assigned to: 

i. assist in identification of FlOs: 
ii. 	 provide FlOs %%itha list of farmers names and parcellary maps; 
ii. 	 assist FIOs in validating tlie list: 
iv. orient FIOs in the status and condition ofirrigation facilities in their 

deployment areas: and 
v. 	 assist FIOs in organizing and conducting mcetings. 

SELECTION OF FIGS 

Selection of FIOs wasa totally ne\ experience forall members of the Project 
Management Team. During the meeting conducted for tile selection of 
Farmer Irrigators' Organizers. nobody was aware of the qualifications 
needed for FIOs. Participatscontributed thcirown ideas about what a farmer 
organizer must be. Although there \yore some contradicting points of view, 
tile
follow\ing \%erc the agreed criteria for the final selection of a FIG: 

i. Educational attainment (at least High School Graduatle certificate); 
ii. 	 Economic status (preferably middle class)- defined as not veiy poor 

(that the farmer will always look for a living) and not very rich (that 
he llay not lose tlie cltllus ias in); 

iii. 	 Age (at least 25 'cars old). 
iv. 	 Status of Irrigation Service Fee (ISF) payment (good payer and no 

arrears of payment); 
v. 	 Must be available on call­

vi. 	 Not holding a political position; 
vii. 	 Able to read and write; 

viii. Physically fit, 
ix. 	 Respected in the area; 
x. 	 Have leadership potential; 
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xi. 	 Good ill oral con mnuication: and 
xii. 	 Must be a farmer-irrigator of the lateral canal that he will rcpresent 

and be a resident in the area. 
Selecting a Farmer Irrigators' Organizer who has all the above ciualifica­

tions is a very difficult task. A farmer may be proficient in oral communica­
lion and a respected man. but he may be illiterate: for example, somle farmers 
had relali'ely l,, educational attainment (less than high school graduale 
certificate). Another prospective FIO was not a resident in the sector he 
represented. but his farm \\as located in that particular sector. Whatever 
diffic"ulties there were in the FIO selection, the Watermaster was instructed 
to select and submit names of the best three farmers he kne\, in each 
deployment area. 

The three prospecti\'e FIOs in each sector \ere required to fill in a bio-data 
sheet (Appendix 2) and \were informally intervie\%cd by a NIA Screening 
Committee with members from the Project Management Team. and two 
personnel from the Inslilutional Development Department of the NIA 
Central Office. Basic information obtained \wre personal. social, and 
economic characteristics such as age. highest educational certificate ob­
tained, sources of income, etc. A copy of the biodata sheet is presented as 
Appendix 2. A background imcstigation was also made b' the regional and 
central office staff of NIA by intervieing the neighbors of the prospecti\e 
FIOs. Information obtained was used to validate the data given by each 
prospeclive FIO to determine the perception of neighbors regarding their 
leadership capabilities and the candidates' established credibility. The 
inter\ic\ guide for the neighbor of the prosl)eeti\e 1lO is shown in 
Appendix 3. 

The Central Office and regional staff. inuclding the FIO stptLrv'isors. 
assessed all the information obtained. Finally, after tIhe social illvestigal10n. 
the Selection and Screening Committee sc!ected one from the three candi­
dates for the IA area. This nominee was fiIally intervie\, ed personally by the 
Project Officer (the Manager of tile Regional Institutional Development 
Division). It w.is fortunate that no one among those selected was refcsed. 
They 'ere well-informed about tleir obligations and accepted the fact that 
what they were about to perform was for the benefit of lhemselves and their 
co-farmers. All FIOs selected expressed their opinion that thcir assignments 
were somewhat ofa challenging nature. To accomplish something memora­
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ble and worthwhile for their compatriots was, to them, something which 
cannot be valued in monetary terms. 

FIO PREDEPLOYMENT 

Preparatory to the actual organizing activilies, a predeploynment training for 
the selected FlOs was held at thc NIA Training Center in San Ratfacl. Bulacan 
from 2 to 7 Nih 1983. The objective of this training was to familiarize the 
organizers in all aspects ol'orgaiiizi ug work, a rca ofdcploymiet id possible 
problems to be encounitcred. The trainers %crc composed of' thc Project
Consultant, three personnel from the Inslitutional Dc\clopment Department 
of the NIA Cenlral Oflcc. together \\ith the Project Managenc t Teamn. 
Trainee:, numbering nineteen. (Table 9) \ere given parcella ry niaps showing 
areas under theiir jurisd iction. togettier withlthe list of l'riners , names in ecch 
area. Some of tie topics discussed during the training period were: 

i. orientation of the FlOP: 
ii. 	 physical characteri - cs of tle irrigation system. 

iii. 	 present status of' tilesysteilU and its opcration: 
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 IA: 
ix. 	 steps in organizing: 
x. 	 duties of 1A members; 

xi. 	 interpersonal communication to know problems in irrigation and to 
identify potential farmer lcadcrs: and 

xii. 	 the conduct of meetings and mobilizing of people. 
The topic of farmers' problcmns in irrigation and corresponding solutions 

drew a\very lengthy and productive discussion. The discussion was centered 
on: I) farmers' problems i\ith NIA, 2) NIA staff problems wilh farmers,iand 
3) farmers' problems with co-farnuers. Farmer's problems with NIA dealt 
mostly with nonfunctional irrigation facilities. Their najor problems. howv­
ever, were with co-farmers. During this disLussion. NIA raised the following 
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questions: 1)Who wcrc the ones throwing garbage into the canal?: 2) Who 
were slowly "eating-up" the canal embankment or dike season-after-season, 
to make their farms bigger?: 3) Who allowed work ainimals to destroy the 
canal dikes?: and 4) \Vho were bending and even stealing the stems and steel 
gates of latcral canals anid turnont s? When these quslions were raised, tile 
trainces remained spccchless and they* t none ofthose problemsvall aigrced t 

could be rcsolvcd by NIA perscnnel. Itwas trilv the %%orkof theirco-farniers.
 
Theexiensive. lemietthy. bit friliftil
discussion on this topic imidc them realize 
Ihat there realll *.,as aIneed For them to participate il tile operaiion and 
Iainteilice (O&M, of-the s\'stC. hlicN,,ere no%% mulaic thal fhieN should 
not aiid could not levl\c ll responsibility \ith the governmeiit ;md that the\, 
must palrliciplte ;id help the go\ernmct. As a result. the Farmcr Irrigators' 
Organizers themselves teltand recognized the need for a viable Irrigators'
 
Association. Before leaving the seminar, the FlOs %\ercadvised by the
 
Irrigatior Superintendeiit to idcntif iiid record problems of all tie farmers
 
iii their r. spective sectors. 

F1O I)EPLOYMENT 

The first month of actual organizing had no results at all. Calls of FIOs for 
farners to attend meetings seemed to fall on deafears. Farmers w\ere alway\.s 
saving that tile\-\ere fed up with NIA. Ever since the irrigalion system wIs 
constructed, they had brought their problems to NIA, but no action had been 
taken. These were the common problems aired by tileFIOs in the first 
coordinalion mieetimig held to idenitify tIhe problcms oftheir organizing \works. 
I-Ho\\ve'er. upon oblani, the list of the farmers' problems and requests to 
NIA, (such as canal lining. thresher crossings, etc.) the Irrigation Superin­
tendent scheduled aIfield visit to each FIO sector in Jnlv 1983. illorder to 
assess their requests. When lie determined the requests were reasonable, he 
talked to the farmers about their need to participale in all the needed repair 
and rehabilitation work. Agreements were made for Joilit-investinlent for 
even, needed repair work to be undertaken. NIA would provide all materials 
needed and the farmers \would provide free labor. The Superintendent 
facilitatcdl the delivery of construction niaterials or equipnienl needed for 
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everv FIO secor. Ile ncgotiated for the procurenent and deliverv of all 
m:aterials necded even without an approved prograin of work and funding 
support. The FIO w%"asofthe opinion that the Nl/%i.anagenuent would support 
him, once the\ %\ere informed that the materials werc ill intended For the 
benefit of their co-farmer clients Ile also took the risk of ordering the 
materials. helieviuig that the fIrmers w\ould also bick him up in %hat he was 
doingbr tlen. W\hcn ihc frnucrssa\, the arrival ola NIA truck, loaded with 
construction materials on the agreed schedule, or soon thereafter, they\ were 
greatly motivtllcd The FlOs became instant local heroes. The farmers then 
believed in them and realized that NIA %%asserious this time. 

Establishing.contacts mIthever individual 'armiicr in a FIO's sector is a 
vexv difficult and troublesome actlitx 1,r an\ FIO One FIo thought of the 
idea of making contacts with three to fixc rcspectcd farmers or a potential 
farmer leader in nxcry aparticular area. to mumakelurnoul or 11, 	 thejob easier. 
'T'lis w'Is (liscussed tmong all Ios iu their supervisor.\ nieelingw\\ith thc F10 
Supervisor. The criteria used in selecting these potential leaders %%ere 
identified as follow\ s. Tlcr must: 

i. be respected in the comnunity: 
ii. possess good character: 
iii. 	 have good economic status (to have time for the organizing jobas well 

as farming and I'milv): and 
iv. 	 possess good leadership qumalities. 
One FIO sector co\ercd three to five turnouts or a whole lalcral canal, as 

shown in Figure 7. One turnout serves a minimnim of 5 ha. or a maximum 
of 3t) to 50 ha. in the case of a latera!. Italso serves 5 to 30 farmers, as the 
case may be. The FIO selects three potential leaders per stibtmit or farm-ditch 
to constitute \hat is called a core group (CG). These core groups are visited 
by FlOs who conduct small group meetings. All the coregroups (three to five) 
togethcr are called an organizing group (OG). There is one OG for each 
turnout. The OG is responsible for conlacting other farmers and convening 
meetings in their respective subunits or farm-ditches to discuss problems in 
irrigation and the need for the Turniout Association or Farmer Irrigators' 
Groups (FIGs). These are called Iukete / am/,tf,/agp,,iuhig(BS.\1), 
in the Tagalog dialect (\which means Farmer Irrigators' Group). These are 
joined at a higher level i,florm the !rrigators' Associations. The FIO also 
conducts meetings i ith all the organizing groups in different turnouts. In 
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each subunit ofihe turnout servicc 
area and finally, it conducts meetings of all farmers comprising the BSM. or 
FIGs (Farmers Irrigators' Groups), at the turnout level. 

sonie cases. the FIO conducts mcetings ill 

OR(ANIZATION OF TilE BIIKETE NC SAMAIIANG 

NIAAAPATABI- OR FARMER IRRIGATORS' GROUP 

was Colldctcd for all 
tarmuers setscd bN I tiluriout. ]'uirlcs discussed lheii probleiis in Ihe area. 
such as lie ulepii of cii:,l. fhe ied for culsrts. aiid Cspcciall.\. poor 
distribuitiol of\\itcr [lie ltobleiis .alhlcd by the FIC) froil these IICetiigs 

Following the training, :Ipicorllg"ililionlal Incctiilln 


\\er tCIhein ) .iil)er\ isoF Thi fi rs jirotlelils and ineedssiibiinittCdi to the l:1( 
,,\C C(IcdIscuIIssed at b oItI IhI.\ I\IsoIyI Iccl Ig .I'C:'.,Idcld IhIII, StIllpe o\ cr b.\C FI10 

Super\ isol These ileeii,&. held altCIulati\el\ ildiflfcCIIt F O houses. \\erc 
attendcd b* tie ll(0. t1%.:Zole tingincr amd Walriasicrs. All problems of 
disrepair and the iced hoiM chabilitalioi and ilpoiicinelit \\orks %\ere 

idcitilied aiio rccoldcd \the Zone I' ielccr lfor subimission to Ihe Irriigaliot 
Silp rillit de or actioItt 


In thC foriatioii of ih,-l3SNs or FIGs. the FI n;iiOoimiticd a logbook of 
activilics N\hich \is occasionall '\checked or moiitorcd b\ the Supervisor. 
The date and place of iietigs and altendiiice i\ere recorded, as \well as Ihe 
iajor to[pics aiid problliis discussed. IlII some instanccs, the FlOs provided 

snacks [or the incctin, ,held, paid b\ themir soi:iYll IlII other instances. the 
FIo Supervisor tcinlporaril. shouldccd the cost. or rciribiulseulueln from thc 
NIA Funds PIoblcis ill [lOs to theirorLiilrl/.iig \%ere also preseiled b\ th 
Supervisor The IlO SupCvisor \\ho N\as prC'iouisly a Wateriuaster in 
another division \\itii ANIRIS tad some background knowledge iin 
orgaizing N\ork. IIebegan to organize fIaricrs iii his former di\ision \hen 
lie was selected personall\ 1) lie Irri gation Superintendent. Ile had a very 
good relationship ith [lie lriiiers in his previois assigulneliL lhe job oftlhe 
FIO Supervisor was given to him. 

When all faruiers ii a fturiout agreed to form the BSM. a iteeting \\as 
scheduled for the electiou of 13SNI officers. The officers elected \\ere the 
Chairman. Vice-Chliir m i. Secretary. Treasurer and Auditor. This process 
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was repeated for each turnout tilil all lhe BSMs wverc formed by October 
1983. 	It took about 5months for the 7 FlOs to organize the 28 BSMs. which 
now constitute the Bustos-Pandi Irrigators' Association or BUSPAN IA. The 
indicators set forth by the F10 Supcrisor and tihc FIOs demionstrating that 
the BSMs wcrc organized. vere the following: 

i. 	 about 90 percent ofthe farmers ina 13SM attended monthly meetings;
ii. 	 ninety pere:it oftbh, Vfarniers participatcd in canal Iuaintenaice and 

provided free labor in rehabililation and repair %orks: 
iii. 	 farmers wvho xvcrc unable to attend meetings paid penalties on tile 

allOtnt agreed upon: and 
iv. 	 frmiiers %\hoN\ere ina|ble to l);irticipalte in repair %\orkssent their sons 

or other people to represent themm. 
As an incentive, each of the 7 FIOs received 350 pesos per month 

(US$16.0(t) for a period of six months. This %\assubsequently increased to 
500 pesos per month for tile next IS months. The agreement between NIA 
and the FIOs to undertake the organizing activities covers aone-ycar period.
As a reward for a job \ell done. NIA decided to grant them a one-year 
extension. In 1990. the contracts ofFlOs in the lrrigaltioi Operation Support 
Pro*ect (IOSP) covered a one-Near period without extenm- . As provided in 
thebylams ofthe Irrigators' As.¢ociatioi, the FGlOs \ere installed as members 
of the Board of Advisers. They wyere required toattend the monthly meetings 
of the Board of Directors ;,n anY other meetings that required their 
attendance. They \erc given the same transportation expenses given to 
member, ofthe Board of Directors to allend meetings. This incentive started 
"rom 30 pesos per meeting attendod in 1984 lo the present 80 pesos per 
attendance (US$3.00). Theyvwere given the same penalties as for Directors 
for not attendinug mcetings, such as lbrfeittirc of tile incent ive plus payment 
of a fine of 3(1pesos for each absence. These incentives aid penalties were 
all agreed upon bY the Board of Directors a:id the Board of Advisers. 



CHAPTER 4
 

The Birth of Buspan IA Incorporated 

ORGANIZATIONAL ESTABLISHMENT 

SIIORTI .m-tr'T:ll'"E 28 BSMs w\ere organized, NIA conducted a workshop 
on establishing farinmrs' organizalions. from 4 to 7 October, 1983. It was 
during this workshol, on 60ctobcr, 1983 (five months after tie predeploniicnt 
training of the FlOs) that BPEPIS became established as the Bustos-Paudi 
Irrigators' Association, Incorporated, or BUSPAt" IA. INC. The seminar 
was attendcd by the BSM chairman and FIOs. The FIO supervisor servcd as 
one of the resource speakers while tie FlOs acted as facilitators in their 
scctoral group sessions. 

In the workshop, the officers of the Irrigators' Association (IA) were 
elected and the bylaws of the Association were formulated. improved and 
revised. The Securities and Exchange Commission (SEC) requirements were 
discussed, and the IA held its first Meeting of the Board of Directors. The 
topics discussed in the meeting included the need for discipline among 
officers and members of the IA, the schedule of their regular monthly 
mcetings and the role ofthe FIOs as members ofthe Board ofAdvisers of the 
IA. During the election of officers, NIA advised the group on the need for 
office is to come from various portions or -:tors oftlhe senice area. The FIos 
served to heighten the awareness and interest level of the BSM chairmen 
toward IA formation. Each one of them explained to the group the need for 
the farmers to be united. 

One FIO confessed that earlier 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 
wanted his farm to be full of water at all times. He never bothercd to know 
if other farmers downstream had their share ofwater. Today, after NIA h?,: 
oricnted him on various irrigation problems and after he had gone around to 
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see tileplight of other farmers, he says he is convinced that farmers must 
group together. After this orientation he no longer caused illegal checking 
and allowed downstream farmers to get the water first. 

Another FIO told the group that one farnier had told him tal there was 
no need for an association, since hc and olher farmers \\'ere religiously paying
the Irrigation Service Fee to NIA. The FIO had asked that farmer if he was 
happy and conlented, in just having the water and pa*ying the ISF. knowing 
that there .Nere farmers downstream wvho w\cre unable to get w\ater. just 
becaeoflthe result ofthat lineofthinkingand rcasoning. The FIO informed 
the group that the farmer %as slumped 1) that. and !iat lie was able to 
convince the farmer ofthc need to organize themselves. The farmerwas even 
elected as chairman of the BSM ili his area. 

Other FlOs reiterated and emphasied 1hat since most oftlhe firmers w\'ere 
old. lhey miust hae omelhing of w\orth and value that their children must 
inherit and that showing the yonlng generation a good examplpe of leadership 
and the value of Unity \ould surely guide their children to a meaningful and 
contended life in the years to colie. By citing such examples as those above, 
the FIOs facilitated and enhanced speedy formation of tlie 3USPAN IA. 
Thirteen months after the predcplo yment traininrg otTlOs. in Juine 1984.NIA 
formially turned over full managemient of the Pinup Irrigltion System to the 
BUSPAN IA. The details of the Memorandum of Agreenent bct\ccn NIA 
and BUSPAN IA are sho\\n in Appendix 4. 

There was a great deal ofapprehenision aniong members of the Board of 
Directors of the IA during the final discussions, prior to the signing of the 
turnover agreement. They were unsure whether Ihc'v could effi':iently 
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 always support and guide them in their 
management. NIA also emphasized the need and timing for their participa­
tion. If farmers worild not participate illO&M,the cost of operation would 
continue to increase, while tie collection efficiencv rate remained unaltered. 
NIA would be forced to pass the burden on to the farmers and increase the 
ISF at the mininuni level that revenue would break even with the operational 
cost. Oil 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 one year on a trial 
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basis, beginning with the Nvet-season crop of 1984 until the dr*v-scason crop 
of 1985. The rest is history. They realized at the end of tlhe %:t-season crop 
of 1984, that they had reduced power consumption, had incr,'ised colletion 
and that Ile IAhad netted an inconie ofmore than 100.000) pcos (US$7,100). 

The relationship that had developed aiong BUSPAN IA. the other lAs 
in AMRIS, and NIA is something worth mentioning. \Vitih the 1iiilive of 
BUSPAN IA. all Irrigators' Assoc)ations organized b\ AMRIS c\cntually 
grouped themselves in 1986 as the AMRIS Confedcrilion of Irrigators' 
Association, with NIA as its adhiser. The primar purpose oflie Confedcra­
tion is for lAs to advise and help each other solve problens withinitheir 
respecti\e Associations. Strengthcning O&M performance. aitaining self­
sustainabilil\,i anid joiiiiig each olicr for or against nalional issues ofconcern 
have become other activities of the Confederation. 

Recently, NIA encountered anothcr stumbling block ii its quest for 
corporate financial viaibiiit\ and sel f-sustai nabi lit\. Recently. national poli­
ticians, irged by some polilically ciuse-oriented groups. sponsorcd bills in 
the Sellate that \would provide partial or free irrigalion to farniirs. During the 
preliminary hearing:tl the Scuate Committee on Agricilture and Food on 3 
August 1989. the NIA Administralor \as requested to prcseil NIA's 
concerns about the proposed bills. Together with the presidclts of IJSPAN 
IA and the Angat-Busros-Pandi Irrigators' Association (ANIBLJSPA IA). lie 
informed the Senate Committee oil Agriculture and Food that abolishing the 
Irrigation Service Fee was not Ihe answer to supporting farmers. Ie told the 
Committee that the farmers in their organizations were niortizing tliQ Punp 
Irrigation System to the government and managing the system itself Tle)­
are the ones collecting the ISF that is evcn higher than the gravity rates and 
still they attain a 100-percent collection. Besides being unfair to the farmers 
in upland areas and in Punp Irrigation Systems. the proposed bill will only 
encourag tie farmers to always rely on tlh govcrnniril.. Thce also stted that 
to support and help the farmers, the governntn should finance a so-called 
"Rice Production Cluster" Project. designcd to cnible lAs to take over 
postharvest activities from the middlemen and traders (Appendix 5). 

Figure 9 (p. 48) shows the organizational structure ofBUSPAN IA. There 
are 28 members oil the Board of Directors. These are the 28 BSNI chairmen. 
Tile Board of Directors elected from among thenselves the IA officers and 
through NIA's guidance. they created four commillces to handle various 
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tasks of the IA. The officers who were elected among the 28 BSM chairmen 
are the following: 

i. 	 President - The President acts as the Head of the IA. He is 
responsible for all IA transactions; 

ii. 	 Vicc-President - Two Vice-Presidents are elected. The first Vice-
President is the chairman of the commiltce on service, while ihe 
second Vice-President acts as co-chairman. They arc responsible for 
the implementation of file rotation schedule and overall water 
distribution within the IA: 

iii. 	 Secrctary - The Secrctar\ acts as the chairman of (he coHmmittee on 
membership and educar ion. Hc is in charge ofthe follo%%-up activities 
for training and application for membership: 

iv. 	 Auditor - The Auditor is the chairman of the committee oH Audit 
and Invcntory. Ic is responsible for checking financial transactions 
and all properties acquired b Ihe Association. l e is also responsible 
for auditing the IA accounts and records. 

Members ofthc Board cf Directors who xucrc not clcctecdls officers of the
IA were assigned to different committees as members. Each collintitce 
comprised four members. At the BSM levcl, the same sets of officers were
 
elected with onhl one Vice-President and the same set of committees 
was
 
created. Election of officers is done annually. Election at the 13SM level takes

place every first Friday of the year. This is followed by the election ofofficers 
at the IA level every second Friday of the year.

Prior to the monthly neeting of the Board of Directors, a monthly BSM 
meeting is also held. They discuss problems affccling operations and all
unresolved issues are fonarded to the Board of Directors for decisions. Once 
agrecment or a decision is made at the Board of Directors' level, this is 
brought down to the BSM lcvcl for implemcntation. The elected President of
the IA presides over the monthly meeting of the Board of Directors. 1-le also
presides over the imeeting at the BSM level. In the first board meeting, it was 
decided that an amount of 30 pesos would be given to each member of the
Board of Directors for attendance of meeting and a fine of 30 pesos for each 
absence. So, a member of the Board of Directors who is absent from one
meeting not only pays the fine but forfeits his incentive. All collectcd fines 
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and forfeited incentives accnic to the Board of Directors' fund. Il January 
1986, on the suggestion of the President. Ihe Board of Directors approved an 
additional incentive of 50 pesos per officer to encourage them to acti'ely 
participate in all IA activities. 

The role of the FlOs up to 1990 has been advisory. Thcy are permanently 
installed as the BoardofAdvisers. They attend the monthly meetings and also 
give guidance. They atteid BSM ieetings for their sectors. They see to it that 
policies ofthe IA are being implemented. Like the Board ofthe Directors. tihe 
FIOs are also issued with lhe same mccnlivcs for attending meetings of the 
Board of Directors and are imposed the same fines and penalties if they fail 
to attend them. 

During the first Ncar of operation. the IA hired the following personnel: 

i. 	 Irrigators' Aide who manges \\atcr distribution under the guidance 
of the Committee on Service: 

ii. 	 Accountant \who acts also as Billing Clerk in preparing the ISF bill 
for each BSN in the turnout group: and 

iii. 	 Pump Operator. 

As part ofthc IA development program. NIA schcdulecd and conducted the 
following training to further dcclop and strengthen the capability ofthe IA. 

.Haimagenent'rining to 27 1984 

attended b\ the BSNI chairmen and vice-chairmen and FIs. The 
trainees \were given lectures on simple \wter-management practices, 
such as principles of closing of rice dike openings. if flirms are fully 
irrigated, checking and closing rice leakages. and close coordination 
among farmers to prevent \\ater flo\\ to the drains. The importance 
of planting carly' maturing varietics and sinmllancous farm opera­
tions was also discussed. During the S'stem Managemient fraining. 
the participants had a very strong appreciation oftlhis concept as they 
were able to relate it to the power used in pumping iriigat ion water. 

i. 	 ,vstem ' held from 25 July was 

ii. 	 .Smina ol Bi/llIQ. ( '//ollec'ti oi amdIemltawce,i -slem\was held fromin 

II to 12 September 1984. This \\as attended b' the BSM chairmen. 
treasurers, the IA accoultant and FIOs. Billing Clerks of AMRIS 
gave lectures on the preparation of ISF bills. li the case of the IA. the 
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preparation of group bills per BSM was taught. The importance of 
regular remittance of collections was also emphasized. 

iii. l'ianciail,Iaagen,l' ,Iinar held from 23 to 25 Aiglst 1985. was 
attendcd by the BSM chairmen, treasurers, the IA accountant and 
FIOs. On financial matters. the groups were given guidelines on 
simple accounting proczdures and practices. 'File Accounting Clerk 
of the System gave lectures on tile imporlalnce of keeping records of 
liioneV or funds coming in and out of the IA or BSM. 

iv. Basic Leah,rshil' I)eveh mint ( ulW-'s"conducted from II to 13 
December 1985. .as atlended by the I3SM chairmen and FIOs. 
Proper procedures ill codulcting ileetings %vere discussed ill this 
seminar. Methods for agenda preparation as wetll as recording of the 
minutes of meetingsi .cre given cmphasis during this course. 

The major role of the FIOs ill these training programs, aside from 
attending them, is to make sure thal [ie BSNI officers are all present. With 
the exception of members who were sick or who w'ere absent because of 
unavoidable commnitmelts, attendance in all seminars was nearly 100 
percelt. 

SYSTEMS MAINTENANCE AND OPERATION 
UNDER BUSPAN IA 

According to the agreement between NIA and BUSPAN IA. (Appendix 4),
NIA proy'ided fill financial assistance fbr pump repairsiiutil 31 May. 1985. 
After this date tie association took over. For canal ma intena ice, tile rnain 
canal was subdivided among the 28 BSMs. Each BSM \as given the 
responsibility to imaintail about 50(0 meters.This included tIhe laterals and 
firm ditches witlhin each of their sectors. Each BSM \was given P 8(0) by tlme 
IA per cropping season for iemonthly clearilig anld ulainiclceofcanals. 
They used this amllOnllt lor snacks and imeals during maintenmanlce operations. 
In case ofemergenc*v repairs along lhe maincanal. tiie President is authorized 
to hire laborers. If repair \%orks occur oin lateral canals, the BSM concerned 
will take care of lhejob, inchiding expenses. Ifmajor repairs such as desilting 
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of canals and surfacing and leveling of roadways are needed that require 
equipment and vehicles. NIA provides the equipment (including operator) 
free of rental charges, while the Association shoulders the fuel expenses. 

During the NIA managcment, it formulated a water delivery schedule for 
the Pump Irrigation Symt.em. At that time, the Watcrnaster, the Ditchtcnders 
and tile Irrigation Superintendent had to work during the night just to 
facilitate water dclivery to the dowvnstream areas. On account of farmers" 
interference. it was 'ery hard to deliver water to downstrcam areas, not only 
in the Pump Irrigation System but in the gravity svslm as \well. When 
BUSPAN IA took over, they adoptcd the NIA schedule, and aftr some \\ceks 
of operation tihe\ made sonic modifications and adjustments. to suit act ual 
field conditions based on the length of time needed to irrigate all BSMs. 
Figure 10 (p. 53) shows the modified water distribution schcdule of the 
BUSPAN IA. The schedule calls for the Committee oil Service to facilitate 
water delivery to BSMs I to 19 from 8.00 a.m. Friday to 8.00 a.m. Monday. 
Water is rotated to BSMs 20 to 25 from 8.00 a.m. Monday to 8.00 a.m. 
Thursday. During this period, water is simultanc',usly delivered to low-lying 
areas in BSMs I to 19. although the gate openings of all intakes will be 
adjusted to half tat ofthe previous openings. On the last shi ft. all gates front 
BSMs I to 25 will be closed todeliverwater to BSMs 26, 27and 28 from 8.00 
a.m. Thursday to 8.t0 a.m. Friday. 

FINANCIAL MANAGEMENT AND ISF COLLECTION 

In accordance with IA regulations, every member is required to pay the 
following fees: 

i. an initial membership fee of 10 pesos­

ii. anitnual dues of 5 pesos 

iii. an Irrigation Service Fee equivalent to 5.5 and 5cavans (275 and 250 
kg of untilled rice) for dry and wet seasons, rcspectivcly. (the 
government price per kilogram is adoptcd as a cash equivalent). The 
ISF rates adoptcd by BUSPAPN IA were based oil the minimum rate 
computed by NIA so that the IA w\ill be able to pay O&M cost 
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Figure /0. lfaterdistributionforBUSPAN /A. 
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including the power bill and obtain a minimal surplus at 80 percent 
collection efficiency. 

The membership fee for each mneber was collected upon submission 
of membership applications, while the annual dues wvere collected 
during the first month of each year. Irrigation Service Fees were 
collected tm ice a Near during the harvest period for wet- and dry­
scason crops. Two weeks before harvest, the IA Accountant prepares 
group bills fbr each 3SNI. This is distributed to the Treasurer of each 
BSM. who collects the ISF from each mniber. All Fees collected at 
BSM levels by the [3SM Treasurers arc remitted to the IA Treasurer. 
The IA treasurer thei deposits all collections ill the bank. 1Ii 1984. as 
a safeguard for all fees collected. iheA opened a savings and time 
deposit account w\ilh a government banking institution. The IA 
Treasurer and the Accountant are required to prepare and submit a 
monthly financial statemcnt on tlie collections and transaclions oftlie 
IA. These are presenled and discussed at every nieeting of the Board 
of Directors. 

In the initial 'ear of operation (1984). IBUSPAN IA iietled a total profil 
of 134,))0 pesos. By December 1989. the IA had a total account balance of 
620.460 pesos (US$22,0)). Part of the accumulatcd funds is earmarked for 
the purchase ofa new pinup iii case ofadversc eventualities. The IA is also 
presently engaged in the cooperative movement. About 200.000 pesos %\ere 
invested in the cooperative to assist farmers in the formof loans witli very low 
interest. By December 1989, the cooperative where the IA is affili;Atecd had 
a total net worth of 3,000)0 pesos (US$ 107,(0). 

Today. during informal gatherings. BUSPAN IA officers and members 
like to tease NIA officials and employees on how tle latter %%ereable to 
brainwash them.Farmers say tlie NIA personnel are now sitting pretty, \while 
the IA bears all the hardship and headaches in running the Pump Irrigation 
System. Bul they also reply quicklv that tley are only joking. They have 
realized that witlhout their participation NIA Would Iiavc al ways had a hard 
time in satisfying its farmer clients. They have seen NIA Irits best and they 
knew of some untoward incidents in the past, when cven a farmer was killed 
over water disputes. Today. even though there are sacrifices made, and to be 
made, every' officerand mcmibcr ofthc IA is happy. They always have one.joke 
to crack at the NIA, "Do \on want the IA to teach NIA lessons in how to 
increase collection efficiency'?" 



CHAPTER 5 

Impacts and Results 

TiII:'FItJRNOVER OF management from NIA to the farmers and the establish­
menrit of the BUSPAN Irrigators' Association brought about noticeable 
positive results in nanagcine it performance. There were visible and partly 
inexpected changes as a resull of the management turnover to the IA. 
Compa red to the NI A management from 1972 to the drv-seasol cropof 1984, 
BUSPAN IA has registercd marked charges in the areas of operation, 
ia in tenian11e,cropping iiitens it.Ipower consu iiipt ion aiid colectioii rates of 
Irrigation Ser\'ice Fees. Starting w\'iti the \ct-scason cro) of 1984. BUSPAN 
IA developed itself as a tvpical model of what an trrigators' Association 
should be so that it becamc worthy of being publicited in various Philippine 
magazines. BUSPAN IAdemonstrated to others, the importance of bcing a 
united group, with cohesivenless and an ability to resolve conflicts, and above 
all. the ability to st:mud on its own feet. 

OPERATION AND MAINTENANCE 

Discipline, the importance ofinstiltiting which was learnt by its members in 
the previous seminars conducted by NIA, played a major role in O&M 
activity. During the NIA na nagenenlt. its personnel, working day and night, 
could hardly irrigate the dowvnstream and low-lying areas of the main canal 
and laterals due to farmer interference with the operation. Today, farmers 
located in downstream areas have little to coniplain about. Because of 
cooperation among themn, the most downstream area can be irrigated in a 
single day. The field of miaintenance isanother arca which shows impressive 
changes. In most cases, a NIA Ditchtendcr would complete cleaning a 3.5­
kni canal in about two months, whereas BUSPAN IA has demonstrated its 
ability to clean the entire leingth of main canal and laterals (33 kin) including 
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farniditches, in less than two days. The spirit of 1 vanihan (group work in 
the Tagalog dialect), had beCn reactivated by the Association. Over 90 
percent ofall officers aid members participa tc in ever. maintcnancc activity 
schcdulcd monthly by the IA. 

CROPPING INTENSITY 

Table 12 bclow showsa comparison ofcropping intensiuics between NIA and 
IA managcment periods. They arc roughly the same. Although not substan­
tial, oil account of inconsistencies in systems' records, hcre \was nevertheless 
a slight improvement in the irrigated area. 

Tahl' 12. I'rigatd arctt wid cropping itmten.ity. 

Ir'nig;It il/ 

Official ht'lili'd litldlil 
Year'; Se" ic (h1a) 	 Rem.l areaII' inlcnlsily nar'ks 

1982 731 I5 70 181 1Inicr N I.\managem,.'ent
 
1983 731 649 649 178 I ijtni NIA management
 
1984 731 (19 677 181 I)ry (NIA) Wei (IA)
 
1985 731 677 654 182 1Ide IA
 
1986 731 661 664 1x I -t.
 

1987 731 665 66-1 182 -LO ­

1988 731 665 665 182 -d ­

1989 731 667 667 182 -do-

Immediately after the IA look over in1984, there was an increase of 28 
ha in the irrigated area (677-649). The varying changes in the data on 
seasonal cropping intensity can be alttribuled to the follo\wing factors: 

i. 	 removal of portions of roadxays, residential lots, etc., from actual 
areas being tilled­

ii. 	 discovery of additional areas - most farmers never cxposc the truth 
about the exact area of the land they have tilled. This problem is 
common in the gravity flow systems and also at BUSPAN; 
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iii. 	 land conversion - somc areas are being converted into housing sub­
divisions and industrial sites. 

At present, BUSPAN is in the proccss of checking questionable data on 
land area irrigated by its IA. It has rcquestcd NIA to teach them practical 
methods and techniques for land measurement. BUSPAN suspects that 
approximatcly I0 Iha of irrigated area is not included in the figures. Once 
the ongoing area checking activities are completcd, 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 Figure 11. 

I'igure 11. 	 1984 -1988.IPowver con.limp/ioi by ,VIand BUSIRIN 14 
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During the NIA management, farmers iievor bothered if thc'v saw water 
overflowing rice dikes and being wasted in the drains. The' contended that 
because they wcre paying irrigation service fees they could take all the water 
they needed. Today, it is a totally different stor'. By taching them simple 
water-management practices, such as closing of rice field openings ifthe rice 
field is already full of wrater, and not allo\ing water to flow inlo drains, 
BUSPAN IA was ible to save considerablv oi po\\cr coisiii)tion. Compar­
ing the 19S3 and 1984 consumptions. it%\\as lound thai the IA \ as able to save 
79,100 k'.h. Farmers often remind their co-farmers aboul walcr wastage. 
They are now more conscious of \atcr conservation in order to save on 
electricity costs of\atertpinied. In1987,on accout of[the late rainfall, they 
operated the ptiiiips in tlie\e scason :isthough itwas adr\'season. They were 
even able to save 7.000)(I kwvh compared to the 1983 consumption. The total 
cost of electricit v consnumed plus other operational costs for ,ver v cropping 
season is provided by NIA to cach of the lAs of the three Pump Irrigation
Systems, aniall:. The i rigators" Associations then compulte the ISF rates 
that wvill be sufficient to cover the total operational cost plus a certain surplus. 

IRRIGATION SERVICE FEE COLLECTION 

Another very sign ificant change is the tremendous ii |ease in the collection 
of Irrigation Service Fees. During the period that the system was still under 
the supervision of NIA. the average collection efficiency atlained was 5t 
percent. Figure 12 (p. 59) s' -'v the comparative collection performance 
under the NIA aiid the IA managements. 

As shown in this figure. starting in 1984 w,'hen BUSPAN IA took ovcr the 
management of the system, the collection efficiency never went below 90 
percent. It all, .,1 ed a 10) percent collection rale in 1989, aiid is trying to 
maintain it at that level. One foreign visitor commented that it was really a 
fantastic thing to happen. He was unable to figure out how, that, in spite of 
tie high operation and maintenance cost and tie increase in Irrigation 
Service Fee rates. the farmers were willing and able to take over the 
management, f the Pump Irrigation System and still increase the efficiency 
of fee collection as well. 
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Figure 12. IrrigationService Fee collection, BPEPIS,1982-1989. 
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Some of the factors that could be attributed to this situation are the 
following­

i. 	 Svstem ofcollection. The IA sets the date and time of ISF collection. 
They call this lagoin bavad, mcaning mnass payment in the Tagolog 
dialect. Each season, all farmers proceed to 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 area. 

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

iii. Collection Strategy. An approved Board decision to take over the 
farm operation ofa delinquent member recently took effect. As agreed 
upon, the IA took over the farm operation of the lot of a delinquent 
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incmber (with a signed statement olfapproval) and after deducting all 
operations costs including thc arrears or part of it,the rcnainder was 
issued to the delinquent member. Still another strategy employed is 
the group visiting of all the IA officers and the BOA. At lunch time, 
they procccd to the house of the erring member and out of Filipino 
tradition, Ihc member is forced to prepare mucals or snacks for the 
group, which makes him incur additinal cxpenscs. 

iv. 	 ,Senst'arL!/1es,,andproprriljoli. Si ace the start ofthe uced 
for self-sustainability or viability. NIA had been vigorousty cam­
pa igning for farmer payncnt oflSF NIA wa.is infloriiig farmlers howv 
fortunate they werc.They w'ere told they were harvesting two crops 
per year because of irrigation. while other farncrs %%cre unable to do 
so. The ISF collcted or to be collected from thei, was used or was 
to be used in developing or constructing irrigation facilities in areas 
that had no irrigation systems Yet. 

v. 	 Selse fcollcer) aIIdre.epoImsihilif*. Farniers arc aware that they are 
using electricity for the operation of their punips. They must collec­
lively pay the total cost of po'cr. They developed the initiative and 
willingness to pay the ISF since they realized they w%-ere benefiting 
from the irrigation sYstem and were solely responsible for its main­
tena ne. 

There are several changes worth mentioning. At present, farmers seldom 
interfere in the operation of thcir system. If they do. they iniform the 
Committccon service oftheir iceds for it to make the necessary adjustments. 
Many farmers in all sectols now klio\\'almost everybody else. Earlier, heated 
arguments about water disputes or cven fist fights that could lead to loss of 
life had often occurred. Today, it is cominion for farmers to requt-, one 
another to stand as sponsors in the baptisms or weddings of their children. 
As a result of their coordination, water is distributed much muiore equitably to 
all farmers, resulting in increases in individual crop yields. 

The results and inmpacts of the BUSPAN IA success story do •ot end in 
Bulacan Province. Publications in v'arious Philippines magazine, telling 
stories of the accomplishment of Bulacan farmuers cowtinue to reach places 
as far away as $i0kim north and south of Manila. As a result. BUSPAN IA 
officers, FlOs and members, together with the NIA Region Three staff, are 
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often either invited to go to those places or are visited at their headquarters 
by various farmers or officials seeking interaction with thiem. Reports of 
managcment takeovers by other Irrigators' Associations thai had interacted 
with BUSPAN have elated 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 Irrigators' Associations, which 
had interacted with the Bulacan BUSPAN group are the following: 

i. Libmanan - Cabusao Pump Irrigation System in Bicol Province; 

ii. Bonga Punip No. I and 2 in llocos Norte Province: 

iii. Guimba Groundwater Pump Irrigation Systcm in Nueva Ecija Prov­
ince; 

vi. Solana - Tugeugarao Punip Irrigation System in Cagavan Province; 
and 

v. Igifig - Anmulong Pump Irrigation System also in Cagayan Province. 

Another larger impact is the natiornwidedissemination ofthe FlOP model. 
Having attained encouraging results in its implementation in AMRIS, the 
NIA top management decided to implement FlOP in all National Irrigation 
Systems. In miid-1988, a rehabilitation project was started in all National 
Irrigation Systems in the twelve regions of NIA called the Irrigation 
Operation Support Prolect(IOSP), which includes the accelerated formation 
of Irrigators' Associations as one of its major components. Relying on the 
successful experiences in AMRIS. NIA decided to inpicmnent FlOP as the 
organizing approach in all National Irrigation Systems. This new project 
involves the recruitment and training of numerous farmers for organizing 
participation in rehabilitation and later in management 

This facilitated another precedent in the life of BUSPAN farmer organ­
izers. The entire Regional Institutional Development staff of Region Tlicc, 
all AMRIS staff, all FIOs and officers of BUSPAN IA werc invited as 
resource speakers during the training for this project. Thcy traveled to region 
Four in Laguna Province and Region Five in Bicol Province in Luzon. They 
took an airplance to Region Six in Iloilo city in the Visaya Cagay'an Oro. One 
of the farmer organizers said that lie could not bclicvc what was happening. 
He never expected in his lifetime. that someday lie would be able to fly in an 
airplane. Yet it did happen. The entire Region Three staff was invited to give 
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lectures on FIOP imnplcmentation in various regional offices. The BUSPAN 
and other IA officers and FIOs interacted with [he recruitcd FlOs in the 
predeployment training of FIOs in other regions. They shared expericnces 
and gave lectures on how the lAs can manage systems and f:niers, problcms
with co-farmers. They anscred questions and encouraged the lAs to take 
over management of irrigation systems. 



CHAPTER 6 

Conclusions 

Ill EXPIERIENCE OF implementing the Farmer Irrigator Organizing Project 
(FlOP) in the Philippines has demonstrated encouraging results that have led 
to a wider application of the process nationwide. The FlOP approach, which 
played a positive part in the development of active Irrigators' Associations 
in National Irrigation Systems of NIA had proven the following: 

i. 	 That farmers, given the respect and responsibility to which they arc 
entitlcd, possess the skill, knowledge, and diplomacy to be equal 
parftneiswith local government officials and international develop­
ment agencies in the irrigation business. 

ii. 	 A farmer irrigator as an organizer of water-users' gronps call, not 
only be more econtmical for agencies such as NIA, but be very 
effective as welil. compared with the approach of employing a 
professiona! community organizer. The direct organizing cost per 
hectare is obviously less. But more importantly, the FIO. being a 
respected resident in the area, knowvs the practical problems and 
sentiments ofthe farmers. He liaises effectively between NIA and tile 
farmers, and remains in the area to assist in the long-term viability 
of the Irrigators' Associations. 

iii. 	 The FIO has advantages over professional organizers in the areas of 
integrationand contact huilling, leader identificationandfamiliar­
itvofthe irrigation system. He knows the noncooperative or problem­
atic farmers in the community. He can develop strategies to convince 
the farmers of the necessity to be cooperative and encourage them 
since he knows their weaknesses and sentiments. 

iv. Selection and screening of prospecti', FIOs were very crucial to the
 
success of the organizing process. Personal characteristics like
 
integrity, credibility. leadership potential and willingness to work,
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played a very important role in organizing the farmers into all 
Irrigators' Association. 

v. 	 The predeplovlnenttraining helped a lot in dcvcloping the effectivc­
ness ofthe FIO. This was reinforced by the very close super-visionand 
monitoring by the FIO Supervisor, and by the frequent meetings 
conducted to assess the problems and progress in organizing. 

vi. 	 The "thuan touch" approach employed b'v the FIs, the FIO 
Supervisor and all other NIA personnel in olved. play'cd a very
important role in the silczess of the project. Respect for people, 
patience, desire for success. dclermination and interest for the IA 
formation were the characteristics of all personnel who joined 
together in the implementation of the Farmer Irrigator Organizing 
Project. 

vii. 	 The rehabilitation. coupled with the fiequett v.sits oft he FlOs to the 
farmers, manifested the true commitment of NIA to assist them. This 
motivated the farmers to join the Association and seemed to shorten 
the lead time for the formation of Irrigators' Associations. 

viii. 	 The approach used by tlie FIO of starting with a siaill number of 
farmers as contactpersonsand discussing %%ith them their needs and 
problems seemed to be a good strategy for organi,'ing lAs. 

ix. 	 Tile moralandfinancial.supportof NIA, the sincere cnmnitnllt of 
the project management tean, and well-motivoted and trainedFIOs, 
all contributed to the success of FIOP. 

x. 	 Finally, the full support and immediate response of the NI..I top 
managementwerevery instrumental in tlhe successofFlOP, particularly 
in the involvement oftlheibrmersin the rehabilitation and improvcment 
of the irrigation system. 



CHAPTER 7 

Parting Words of
 
One Irrigation Manager to Others
 

A GREAT MtxNY developmental, scientific, social, institutional or even 
research projects have been implementcd to improve irrigation and rural 
welfare in general. Many of them have been succcssful but a great numbcr 
havc failcd. The success or failure ofa project sometimes depends much on 
the person or persons directly involvcd in the execution of the project. Some 
are of the opinion that tie person who is in charge can make or unmake a 
project, meaning, that the succes; 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." Thcse -keys" cannot yet be 
found written in any book. These can be found in the testimonies of persons 
implementing a project. In the case of the Farmer Irrigator Organizing 
Project these "keys" are the following. 

i. 	 ('haracter.This isoneofthe most important traits needed. An honest, 
open, and friendly approach by project staff in dealing with people, 
especially the farmers, played a crucial part in the early formation of 
BUSPAN IA. The close relationship between the farmers and the 
NIA management developed in such a manner that each gained the 
tist and confidence of the other. 

ii. 	 Sincerity. Fulfillment of promises and commitmcnts gained the total 
and unending support ofthe BUSPAN farmers. The granting ofvalid 
requests of farmers motiv'ated them to provide unpaid labor. This was 
true not only in BUSPAN, but in the other Irrigators' Associations of 
AMRIS as well. 

iii. 	 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 ill 
achieving a much-increased collection efficiency. Farmers kncw that 
the Chief of the System had acted oil their behalf.They knew that he 
had taken immediate action to grant their valid demands prior to a 
formally approved program ofwork and funding support. They were 
ready to support and back him up anytime, whatcver the consc­
qutences. 

iv. 	 ,*v "no "with sitle. Not all farners' requests can bc 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 will avoid hurting 
their feelings. Explaining openly that there are other priorities, and 
that fuids are inadequate, helps to make farmers understand such 
situations. 

v. 	 Socalizing. This is one wcakncss of the farmers. Often being aniong 
tile lowest class of society. lhcy fccl very proud when top government 
official associate with then. After field inspections, dialogues, 
meetings and so on. there needs to be socializing bct\cen the farmers 
aid the agency people. The NIA officials from the Regional Irrigation 
Director. the Chiefof S\stem, to the Ditchtenders see to it that they 
allocate some of their time for this. They drink wine or beer with the 
farmers who apprcciate it decply. However, there may be a disadvan­
tage to this. The NIA officials found themselves standing as sponsors 
in the wvcddings. baptisms orconfirmaltions offarmers' children. This 
can be abig drain on their time and pockets. They became godfathers 
ofvarious sons and daughters of fainmers. This is the knmpare 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 officials. 

vi. 	 Positive thinking,This plays an important part inthe success ofanN
 
project. "Ifothers can do it,
surely. we also can do it." This was the 
perception ofall FlOP i,'iplemnltors when it was piloted in AMRIS. 
Every project and farmer leader must possess this spirit. This type of 
encouragement by the NIA officials to BUSPAN IA,gave the latter 
the courage to take over the management of the Pump Irrigation 
System. 
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vii. 	 Put your heart into it. In most cases,managers find little time or pay 
little attention to pro jects that are outside the scope of their qualifi­
cations. For example, civil engineers tend to look for, and then see 
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 
houses and buildings, etc. This kind of"professionalism is happen­
ing in irrigation development not only in the Philippines but also in 
other countries. Managcrs of irrigation svsteis 1%ho are mostly civil 
engineers, look after the construction and rchabilitation ofirrigation 
facilitiesand pay littleattemion to or gi'e little interest in institulional 
activities, such as the development of effective Irrigators' Associa­
tions. At most. they delegate such activitics to subordinatcs, for 
attending mectings or having dialogiics \with the farmers. I!cce.they
tend to be inaware of actual "'sociotecliical" situations and prob­
lems. They may not be able to find solulions. x\hich often requi re somie 
local kmio\\ ledge. This should not be the case. Managers of irrigation 
systems should put their hearts into %%latecera.tiviliesthat effect the 
well-being oftheirsystems. \whether it beconstliuction. rehabilitation. 
fee collection or institutional natters. Ifirrigation managers do this, 
they are likely to succeed in anN undcrtakilmgs for the benefit of the 
farmers. 

The abovementioned traits are ol*ya few that managers in the irrigation 
business need to possess. If they do not like meeting people, especially 
farmers, then they must try to learn and adjust thenusclycs. Fop managceen 
of irrigation agencies should do all they can to cultiatc thesc attitudes anong 
their staff, perhaps through staffselection, training. and incentives, but most 
of all through personal example. Irrigation is the farmers' business. If you
need toaccomplish something relati\ to irrigation, mecting and mixing with 
the farmers are unavoidable. To all my colleagues who might be involved in 
similar projects and undertakings my parting words are"YOU CAN DO IT." 
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Rcpublika ng PilipinaE 
PAMPNSANG PANGASIWAAN NG IPATUI3G
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T): 	 ALL REGIONAl! IIRIGA°IlION I)IRI-CTORS, PROJEI. ANI) OI:',IIONS 

MANAGERS. IRRI(GATION SJI'RINTINI)ENTS, ANI) OFFICIERS IN 
CI|ARGE, 01: NATION:\L IRRIG:A'ION SYSTEIMS 

NATIONAL IRRIGATION ADMINISTRATION 

SIUJECT: 	 SUPPI.EMlENTT )EIINE FOR PtMP OEIRATION IN NATIONAL 
IRRIGATION SYSTEMS 

)ie to fte high cost of'illland poker it is herehY directed thatfor every %%etor ty cropping 
season thle iiimip coilimlet operatiol oiily nlien the: collectioi of the cuncnt irrigation serviceistllh c 

fees due to NI\ reacha iiiiuiii of 90 percent. 
Cuirreit irrigation service f es jefcrto the inigatiol service lees corresponding to tilelast 

cropping ;eason, i.e., seasot crop. current irrigationthe eisuglpmp operation is iitended Iw dr. 
service feescorrespond to the diy season crop harvested iimmediatelv pi cceding the List \wet season 
crop. )n the other liaid, in case the ciisuig pump operation is for the wet sasoit crop, cLuTent 
irrigation service Ies correspotid to the \wet season crop harvested imitediatel pi eceding the last 
dry season crop. 

iedeadlinc for the evaliatili ofthe90 percent collectionperfbrniance should be one (I) month 
hlire the startof each cropping season (\%ct or dry, as the case may be). The croppintrg seasoi 
calendar shouId 1e in accordance milh MC No.3 1-A.S. 1978 as amended iyNMC No. 72, S. 1979. 

Please dissem ate the l.regoing iiformition to finters concened and to as wide an area as 
possible iorthe infonation and guidance of the irrigation end users. 

Strict compliance is hereby enjoined. 

(Sgd.) FIORELIO R.ESrl JAR 
Administrator 

November 6, 1981. 
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BIO - DATA 

Nicknam e:.................................................
 
Address: ..............................................................

Nam e: ..................................................................... 


Sex.........................
 
Age: .......................................................................
... ... ..........
 
Educational attainmenlt: Occupation : ..............................................
 

B irthday: .......................... 

......................................... 


()lhcr soUrces of ii.c..............................................co ..
 : .............................................................

R e ligio n : .............................Civil sta tu s: ...............................................
.................................. 

Name of%%iif: ................................................... ................................................
Age: 

Names of'children Age Occupation 

"el.. status:...........................................
.rial 
Num .r ............Toal fan ......................................... 
Number of years in fanning:.................................... 


.......


Place/ cation of :........................ 


of hn. helpers:...................... s 

n ....................
 

organizations: 
Name oftraining 'osition Inclusive year 
Membership ill 

Tlailirg attended: 

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

( ) nonual
 
Status in VTiting:
 

good 
( ) average 

( ) poor 
Status of 1SF papnieut: 

( regular paylllll
irregular pa, ment 

( ) not paing
 
Are you ready to serve in your haramgay as a Fanner Irrigators' Organizer (1 O)?
 

( ) Yes ( ) No
 
Are you ready to attend training conducted I1'.NIA Ibr hnuer organizers?
 

( ) Yes ( ) No
 
Please write below the projects activitcs in % hich vouparticipated which were spearheaded lrrtlte
 
bcoelit and progress of the harangay.
 

....................................................................................................
 

............ ...................... I..................................................................
 
.................... I...........I.....................................................................
 
..............................................................
I..........I...........................
 

...........
..................... ..................................................................
 

......................................................................................................
 
All inforntation written is tnle. 

Signiature of Fanner 

Recorded: 

Interviewer 
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FIO NEIGHBOR'S INTERVIEW 

N ameor FI( Candidate: ...................................................................................................... . . . .
 
N ame o "Neighlbor: .........................................................................................................................
 

I . 1)o you know the Caildida C(state namle of F:ll)? ...............................................................
 

2. Is he a resident o 'l tis btarazga \? ....................................................................................
 

3. 1Io% long has li,. lived here . ....... ...............
 

4. 	 What \%as his hiLhtesi ,:dticaiional attaihtlit en ? ................ ............................................
 

5. W ha! is ]its present: ' tirce of incollml oc upation? ............................................................
 

6 W hat are tire act itles lie is tow engaged i '? .....................................................................
 

7. 	 Islie g ,od ii deait', mtilt other people? .... ....................................................................
 

S. 	 Whal \%ere his tioaor acctmplishments tor [he htraingay? .............................
 
9. 	 I)oes lie have eleites'll'.......................... ............................
 

I health pollems 

%%hicl w ill adve sel y atfl : t his w ork as Fl1 ? ...................................................................... 

]1, 	 Is lie it il er tt ttrgat'tll/liots h1ee?
 

If yes, does lie p rt ri ]iis dulies? ................................................................................
 

Does lie have experietnce hitleaditg ;lit orgatnization or tie haraigay? ...............................
 

lo. 	 Does lhave ltv 

12. 
I.3 	 What is itsceotnomic.t status ill lil? ..............................................
 

14 .	 A re his opittitlts aCCejited i a tle tiing? ............................................................................
 

15. Does lie have experietice in Conductitg ectings? ..............................................................
 

16, lii case lie gets selected is a FI( ). dt .youthink
 
...................................................
ill accept it alld does lie have liwx for this work?lie %% 

17. 	 In case lie gets selected as a1 1), will 1,. le accepted by
 
t e pet le i this bara ay.' I yes . are the reasons? ..................................................
 

Status olhealth: 

Ability to mitce 

Statis ol ISF payment: 

( ) \ith sicktess 
) ollntIa 

good 
average 
poor 

regular paynnt 
) irregular payment 
) 0 paying 
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Are you ready to serve in your barangay as a Fanner Irrigators' Organizer (110)?
 

( ) Yes ( ) No
 

Are you ready to attend training conducted by NIA fbr fanner organizers?
 
( ) Yes ( ) No 

Please write below the projectsaotivities in which you participated which were spearheaded lor the 

benefit and progress of the barangay 

.............. ...................
....................................................................
 
I.......... ............
......I ...- I................................................................ 
 ..
 

I..I........ ......... I...I............ .... I....................................... I.................
 
.......................... I I....I.....................................................................
 
.............. ....................................................................................
 

........ 
 .................................................................... I....................
 

..................................................................................................
 
......................................................................................................
 

All infonnation witten is true 

Signature ofFanuer 

Recorded: 

Inte-viewer 
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MEMORANDUM OF AGREEMENT
 
BETWEEN
 

NATIONAL IRRIGATION ADMINISTRATION (NIA)
 
AND 

BUSPAN IRRIGATORS' ASSOCIATION, INC. 
(t3USPAN IA) 

KNOW ALL MEN BY TIIESE PRESENT: 

This Memiorindum ol Ageernent entered this 8thday ofilune, 1984 
at the Municipality of Bustcs, Province of liulacan. by and between: 

'Die NATIONAl, IRRIGATION AI)MINISTRATION (NIA), a 

govenuncnt-owned and controlled corporation duly existing under 
Republic Act No. 3601. as amended by Presidential Decree No. 552, 
with principal office at NIA Bldg. Complex, EI)SA, Quezon City, 

represented by the NIA AVssistant Administrator for Operatio..s 
B3ENJAMIN U. I3AGAI)ION, Wio is duly authorized to represent it in 
this contract, hereinafter referred to as NIA; 

and 

The 13USPAN IRRIGAORS' ASSOCIAl ION, INC., an associa­
tion organized and registered willthe Securitiesand ExchangeCommis­
sion, Registration No. 119382, with principal office at liciada, Bustos, 

Bulacan, represeitcd by the President, MR. I)ANILO R.ZUNIGA, who 
is duly authorized to rcprsent it in this contract. hereinafler referred to 

as BUSPAN IA; 

WITNESSETH! 

Whereas, the NIA owns and manages the Bustos-Paidi Extension 
System (13PE) which includes the pump. canals and structures built for 
irrigation purposes; 

Whereas, the 13uspan Irrigators'tAssociation, lic. wishes ti, operate 
and manage the 13ustos-Pandi Extensioni System, and to fhlly own the 
said system afler token of payment (antortization) has been completed; 

Whereas, the NIA has decided to turn over the operation and 
management of said pump system to Buspan IA, and its full ownership 
afler the amnoumit of0.5 cavan per iectareper year, for atotal area of650 

ha, within aperiod of 25 years, as atoken payment for the expenses itt 
the constniction of the Bustos-Pandi Extension System, has been coin­
pleted and/or filly paid.z 

0 

> 

U 
. 

- - < 
. 0 

-- . ' . , 
> 

0 

0 
Z. 

-8 

0" 
- u 

- P z 

'< . 
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Whereas, theNIA and Huspan IA, mutually agreed on the follow­ing: 

I DUTIES AND RESPONSIBILITIES OF NIA: 

1. 	 To twmporarily shoulder/advance the monthly expenses oil 
power cost used in the operat on of thepump, maintenance 
of transmission lireand salaries of pump operator, which 
will bepaid by lituspat IAalthe end ofeach cropping season;
though, if atd when the IA already has enough fitnds, the 
said monthly expenses shall be paid hy tie IA; 

z 2. oprovide the IA President the bills oftthemonthly expenses
Q z z4onpowercost, matttane 01totransmissio lite and salaries8 ofpump operator, the tolal antottt of'lhich will be paid by 

,8 -2 the nuspan IA, 15 days after tarvestiig; 
u 3. 	 To provide the IA Presidentt thetotal antount ofbillfor tlhe
0 ,d 0 , _token if pa ment (25 kg of dried and cleat play/hia), 15

It - . - , days alter harvesting (dr' seasont) y'earlv. for 25 'ears; 
> 4. 	 To fimish tile IA a copy of tle st:tement of old back 

accoults oillITigation Service Fee (ISF) of farmers bell­
efited by the IBlustos-Panii Extension Ptump System before 
turnover of the system's 0 & MIto the l\; 

< 
 5. 	 To provide theIluspan IA tie incentive of 25 percent of the 
total collection on ISIF (old back accounts), starting ftolnthe 

- cffectivity of tle contract; 
i 	 6, To provide/conduct trainingsfbr officers and members ofz tie IBuspan IA necessary for tile proper systeni'%manage.

ment and IA development; 
7. 	 To conttituously supervise, through te Supervising WaterManagement Technologist (SWN11), tile Buspali IA in file 

system's operation and other related activities of theIA 
which NIA iscapable ofdoing; 

8. 	 To provide theBuspan IA theoflicial receipts (IA r.. eipts)
to be used inthecollection ofold back accounts and current 

0 < accounts offanners within ilte s,-stet's service area; and 
2 z ?S 9. 	 To atudit ieIA receipts, book of accounts and linancial

statements of Buspan IA ifan when tile need arises, and 
< provide tite assistance called for. 

z,<
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I. 	 DUTIES AND RESPONSIBILITIES OF'rilEBUSPAN 
IRRIGATORS' ASSOCIATION. INC. 

1. 	 To pay NIA the amount advanced oi,power cost, mainte­
nance oftransmission line, salaries and odier fringe benefits
 
of pump operator, at the end of every cropl.ing season;
 

2. 	 To set and infbori NIA on the ISF rate per hectare to be
 
collected from |iners'irrigated,'enefited i y pump system;
 

3. To pay NIA the construction cost (token ofpainent) ofllPE
 
at the end ofdry cropping season each year, within 25 years,
 
on or before May 31 ofevery year;
 

4. 	 To manage the operation and maintenance of the pump 0 0 
system. as well asthe distribution of irrigation water from Z > e 

the main canal to laterals and itanditches; 

5. To maintain the cleanliness of canal networks within the Y R U 
_0 0service area of IE; 

current
6. To billand collect accounts off nners benefited by .,,.
 

the Bustos-Vandi Extension System;l 	 > ­

7. To collect old back accounts of fianuers bcnelited by the 
Bustos-Pandi Extension System and renitt the same to tihe 
NIA Collecting Officer every Frilay. or as soon as tile 
collection rca ;jes issuance of NIA olicial <i'I,000.00, for 


ofold back accotmmtts collectiot that has 
not been remitted to NIA shallremain the IA's obligation ' .U. 
and the concerned fianner 

receipt. Any ani. ;t 1 	 . 

as back accounts; 

8. 	 To assign/designate a bonded collector to collect Irrigation 5 P z 

Service Fees (cutTent and oldback accounts) from farnters C,
9

benefited by theLIustos-Pandi Extension System; V, 

9. 	 To coordinate with NIA personnel ott problems that may 
arise on themanagemnent ofluslos-Pandi Extension System
 
which is beyond the capacity of theIA to decide; and
 

10. 	 To present theIA receipts, records and book ofaccounts for z
 

NIA's audit.
 

Ill. 	 OVERALL CONDITIONS/PROVISIONS 0 z .P 
effectiveI. All old L-k accotnts will no longer earn interest . ­

< Udate of turnover of the system tothe Buspan IA, on 

agreement that the IA vill continuously collect the said i 
tile 


http:i'I,000.00
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accounts from farmers covered by lhe lustos-Pandi Exten. 
sion System. All payments ofold back accounts collected by
the Buspan IA from the daw this agreement comes into 
effect, will earn all incenive of 25 percent of the total 
collection for the IA, the remaining 75 percent to be given to 
NIA; 

2. NIA haslhe right to temporarilv suspend the pump operation
when the Iluspan IA Itis to pay the amount advanced hv
NIA on power cost, Iransmission line inaicance, salaries 
of pump operator, during the preceding harvesting season, 
except "hen the reason fbr the failure is the damage of 75 
percent ol'crops dfile to th)oon anMidother calamilies 

C 

St3. teIUspan IA cannot transfer the inmnagement of liuslos-
Panidi Fxtetsion System to any person or organization,
association, without prior authorization lion the NIA 
Administrator; 

Q .4 0 0 

, ,, 
4 Al4.X rehabilitation and repair %%orksto be doneiln th ys­tent's fhcilities and structures shiall Ibe tile obligatiorn of the 

IA. though, if the said relialdltation \oi ks is beyond the
IA's budget, this nay be inmanced by the NIA upot request
ofthe IA on tie agreeicit that the expenses to be incurred 
%%illbe paid to the NIA I ., the IA,. \ithmut inercest, on i 
inslallment basis and on 'ontilions that %%ill be agreed upon
by both parlies, until tie \\hole anioulli is illy paid: 

5. NIA wvill issue it luspan IA Ihe celilicate ofo\shliip of 
the llustos-lPandi Extension S\.steii, alIcr the latter has idly 

WP 
, paid the token of payment (amorli/ation) Ior the co stnic­

lion cost ofthe piump system, as sted intis em.lenorandtlumi 

cc< 
- . 

ofAgreele~mta3 well as other obligat.ions of the uspan IA 
to NIA, ifflhere are any. The said certificate ofownership
will be dity approved by the NIA .dmiiistrator; and 

6. NIA will continuously supervise lih, Ihuspan IA in the 
mnagement of the I ustos-Palldi Exlemisio l Systemm. 

z 
A IV. SPECIAL. CONI)iTIONS/I'IOVISION. : 

< 0 i Inasmuch as the lBimspa n rigmtors' .. ssociaion assisted ill 
tIh collection of o:J back accoiunis siiice .tmmimar,19P4. 

. . NIA will provide ti' :A tIe I 15iiiaI percett ofhe total 
W > W amount collected on old back accounts from Jnmarn, 1984 

P to May31, 1984; 
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2. 	 NIA will be respoitsible fbr the repair ofthe pump in case it
 
ceases to lindjion properly from wet season, 1984 to dry
 
season, 1984-85. The IA will be responsible lbr the repair of
 

the pump tiller this period;
 

3. 	 NIA will replace the pump's bearing and bushing aller the
 
dry season, 1984-85;
 

4. 	 "'[he NiA shall colmmuouslyv rehahilitalei constnict all works 
started and programmed for I histos-Pandi Extensioi Svs­
ten obre the ellcti%it%otlhis conlract All machineries
 
and equipment to be tusd iltthese %\orksshall be prov ided by
 
NIA %,hilethe IA %%
ill shomlder Ihc costs titoil and crude oil 
NIA. though. cannot pursue the implementation of such Z 
relialilitatiozi cojlstitictioin %orks, assoe tmnavoidable cir- " z C 
ctistatices imay arise; 

5. 	 NIA shall provide the aniontit ol teil thousaind pesosos 
-(l0.000.00)to he used the hispiIA lbr operatioliand ,0 

maintenance expenses lbr the vet season, 1984, The said E+ 0E' 	 " 

amunit %%illhe patid hy\the IA to thle NIA aller the saidi ~ ~ ­" 
cropping season, without interest, an 	 , u. , ' tQ 

Y 
6. 	 The l3ispan IA sliall be given the right to use a part ol'
 

Working St;:lion xl. as the IA's olfice.
 

V. CONTrUAI :kEN D5 I.NT.S: 

0 u 

Each ofthe two parties may request an ainendnient to any pail ofl 
this contract, during its tenn, in accordance with the necessity for 2 z' Q 
the amtendmeiits, as iav be aiqe-d plliwtbw both parties. - -

VI. TERMINATION OF TIlE CONTRACI': 

Each of the two parti..s tiay request the tenninalion of tlhis 
contract during its tenti for reasois 'of hihtire of ole pirlv ti 
comply with its obligations or of'violation ofanv ol'the proi- z 
sions, as staled iii Ihe contract, ipon notice served by tle palt\ 

requesting its lernnnathii 30 days prior to tile tennination, 
I lowever, the aiituiitt speit bNNI A oil power cost. 1ia illena lice P ZS ­
oftransntission line, salaries olpuinp operator shall first be paid 

-by the lBuspati ILAto NI A ,elfre the cotitract be leniiuat ed. 

~r'.o<jo 
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VII. EFFECTIVITY OF TIIE ('ONI'RA(I': 

11is contract shall take eltct at the start of'wet season, 1984 or 
June I. 1984, after the approval of the NIA Administrator. 

IN WITNESS IHIEREOF, both parties have hereunto set their 
hands this 8th day ol'June, 1984 at I3ustos, Iulacan. 

o 

< 

C 
0 

0 

>­ -

Cc) 
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0 
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Republic ofthe Philippines
 
Senate
 
Manila
 

COMMIIrEE ON AGRICULTURE AND FOOD 

Date 	 "llursday, August 3, 1989 

riie 	 9:00 ain. 

Place 	 Rooi 404 
Executive Ihouse Bldg. 
Manila 

Present 	 Ilon. Agapito A. Aquino, Chainnan 
Ilon. Ileherson T. Alvarez, Member 

Representatives Sen. Joseph E Fstrada Mr. Jon Cuate 
Sen. Ereste MMaceda Mr. Meijindi Bakil 
Sell. John K. Ostuena - Mr. Jupert Remelle 
Seit. VilLcente T Paterno Ms. Kathy Noran 
Sen. Santanina T Rasul Mr. Rul'ino Eslae Jr. 
Sel. T GtUingoena Jr. Mr. Ramil Felix 
Seit. Juan Fnrile - Mr. Gerald lBarteleme 

Guests 	 Mr. Jose del Rosario, Jr., Administrator, NIA 
Mr. Cablayin, Orlando, NIA 
Mr. Rustico Tagarda, Philippines Association of Small Fanners 
Mr. lien Cruz, Chainan, SANI)UGUJAN 
Mr. luis Paterno, SANDUGUAN 
Mr. Blen Arenas, .r., SNAI)UGUAN 
Mr. Nicanor Manginduyes, AMA 
Mr. l)anihI Zuniega 
Sir. Antonio Guasiing. ANHUSPA 

Conunittee Secretary; Mr. ArihUr Atilas 

Committee Stenographers: 
Ms. Imtrcos AV Liquety 
' Is. Cielilo 13de Guzina 
Ms. Maria O'Mayor 
Ms. Odensy Jarencio 
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1t19:18 a.m. the Chairman oj'the ('ommittee on Agriculture and J.od. lion. Agaptto . 
Aquino called the meeting to orde,,. 

TIlE CtIAIRMAN. May ,estart the mecting with a short prayer front Ait. llatrelabae.
 

P R A Y 1 R.
 

TI!IECii[AI RN AN. (k i~noig ever'. ldyv We ame coiidciitiiig a hearimig Itdav V,iihte sltiject 
matter of irrigalion. O.fctirse, these are scmigroiips \kho %%l like thelice use f1' ater and i here 
are those %Nhobelieve that li'e use oi,-\ater will oilv lead toi-maintenaice I a lot ol'irrigatioii 
facilities that may lead to econonlic losses and so oh So. %%care here to listen to eeix1body 

Nlearmuhle, I'd like to call the rollh r:prsenting Sel Estrada ls.loe Cueta I,Sell Fstraida comig
 
becaulse this is his hII?
 

MR. CIJETO. Nlayroon si.iig appoimuiicil, 

T I1".CI IAIRRIAN. ( kay Ir. R iioll II prcseiit ig Sen. ( )siiie im. NIs KathII Ni r scIIII,a r r , 
Sen. Paterna, Atty. RtLuiiio EslaO. icji)Cscntiiig Sel I asul; AlI lBarielatao, representing Sell 
Emrile; and Ramil Felix representing Sel GUilgOia 

Okay. ,'e'dlike to wvelcome our guesstid,, So i'r, \iehive ilie .\diiiii.isiitor otlhc new. tie
 
braiid new fresh Adiniimistralor of"Natioial Irrigation, Mr. Jose dl Rosario. Jr. \elckine. .i
 
Orlando Cablayan,also of NIA .irRustice Tagarda. hlilippimes Associatioin of Small laniers,
 
Mr. Cnuz, the lhiiious Mr. Cni o'SANI) (i AN; Mr. lonie Patena, also olSANI ) (it 'AN. and
 
Mr.Arema. also of 'SANDOil 'AN. \ir Maiiginduas of AMA.SANDI 'G(*AN Mr i)aiilo
 
/Liniego. Pandi ;rrigat ,rs' A-s,,sotation iapyroon pa taVonig sa lniat ion,daratllig pa 

Now. there are tso ,.ivs "xecan pr ceed otih our neenig We caln starl either s,,th Cnrzmr 
or w,ith Mr. del Rosario I belie\e. Nr. del Rosario has a presentation. 

SIR. DIEILROSARIO. Yes. Sir. 

THilECIIAIRMAN. Is the presentatioi visual iir oral? 

VOICE. Both? 

MR. DE. ROSARIO. Mr.Chainina 

THilECIIAIRMAN. Yes 

SIR. )FI. ROSARIO. We will be presenting it via slide. We have some transparencies prepared. 

"1HIE CIAIRMAN. ()kay. So Mir. Cniz.do y,,it prefer that wvelisten first to NIA? 

MR.CRUZ.Yes, I think so 

'1"HIE CHlAIRMAN. (kay. let's listeni to NIA make its presentation regarding the irrigation statu 
ill thePhilippines 

MR. DtFL ROSARIO. 'Tihank Noll, Sir. Chairman. 
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We have distributed tihe briefing materials for you to ie able to lollo,. the tras.'parn-eiics We 
have in the first transparency, ile f'unctions, objectives and p(owrs of the Nationl InInigat ol 
Administration and these are to investigate and study the available wvaler resources tii the couniitN' 
primarily for irrigation purp.ses. Alnd antng the functions of NIA is to plan. design. Col0istf-trt, 
improve irrigation projects; to operate and maintain the national niga~lon systems that %%eha e 
constndced; and we have the authority !, supervise the operatioui, naiutenaiice and repair of all 
comnunal and pump irrigation systems 'hat have Iben constnicted. 

One of the other fiinctiois or iiain filnct ions of NIA is also to charge and tc elle.esI i ofli the 
b-mieliciaries ofvater froii all irrigation systems coiislnicted b or iiider the adiiiiist ation of'NI A 
Such fees or adniniiiistrat ioucihirges is nia\ be liecessary to cover tle cost ol'opeiat iou., Iainiiciuaiic 
MId IISurance anid to recover the cost of collStnition \\ithi ;iareasonale period of timecall hce 
collected ti Ihc extent coistenit ili govenuiuent policy We \sould just like to highlight s me of 
tilese because they has,e soiiie iiiplicatiois oil [lie issue athand sslh is it, reccr liunds or portioi., 
thmtlof'speiit tor the coinstroctio oi ieliabilitatuon oflcounnr ial Irilgitn st steis 

Now, NIA. has titIder its jUrIsdctihoi, IIrce tyipes of irrigation Ste]stIIs 

lie first iicuetls the national iriga'ion s.stenis \lici atre generall% 1 .000) liectares or more iii 
area and are constructed, operated iiid maintaiiied ly NIA lhese systems are either the resevmir 
sdienies like iiantalaigan and Angat, ordiversion type sclicies \lhich are the most coiitiOii oliles. 
and ptimp irrigatioti systems. 

We also have cuiunal irriation sVstenils % hich are generally less tlan 1.){)) hiectares andare 
constnctcd by NIA yitli the panicipatioi of the firiucrs. The operation and itciiic ofthese 
systems are, however, the responsililitics of the Fanrers Irrigators' AsoCiatiouM. The Ihrners. in 
11it, attoilize the conistilrction cost of these conlitlnial irrigatiou S.VSIeiIS So ultiuiuatel., these 
communal irrigationt s. steuuus shall becoe the propeitics of the comniuiiual ilamilcis liigatols" 
,\ssociatioits. 

We also havc poilp irrigalioi systems shichl generally relr to comumilii s\ steum., .inl 
these draw sater iroli risers and also flo igroundwater. Sitilarly., these Counlnnial puniiff) iflirtioin 
sYstCnls are being amortized h! the famiers, so the polip systems becone their o\ i. 

Ilie area ol'National lrrigaloi Svsserttssiihih are operate d aitaintaiied liy NIA is inioie thia 
600,000 hectates, as oflI)cembr 19M; the extenit ofcouiaf irrigation systens is .19-1.000 la 
that offpups 1 2,00) ha. So the aggregate olthe two comuinittial irrigat ion syslets these are the 
pumps aid the regular couiiiuiiuiiials is imore than 800.000 ha out of'a potential irrigable area of 
3. I million ia. So at tlie tuon t \e havye developed so Ihir, about 46 percent of'the total potential 
or irrigation ill the cOuLrmiti. 

%%eNo%%. %otldlike to delintC inigatioti service as one sshich nmust i . valucd according to the 
blmefits derved by ihe bncliciaries. and wkessould like to associate it ss\iih electricitv and doiliestic 
mtaer supply It pro\ides iniiels tie opportuimily to ican of the laudiore froni the cullisation 
bev.ause ssili irrigation, protfutiusity is increased significaitly,and the seixice oflirlgatiolli is ,ell 
to individual identiliable tunners Irrigation seivice fees are payntlclts for the service ofl hruinguig 
\\ater to time rtnlaxtls allthe right fllanilyltv and at the right lime to promote increasedf production 
So, %\ewould like io stress, Mr. Chainnam, that itigation service is given directly to the inli\'idual 
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fanners unlike roads v,,hich are to the whole cross section of the populatioi. We can identiP.' tile 
beneficiaries of'the irrigation service. 

Now, wilh regard to the billof Sen. Alvarez... 

MR. DEL, ROSARIO. 

with regard the bill of Sen. Alvyaru, sshich suggests that all those oning less than three 
hectares will he exempted Ironi Irrigation %%,e giving size distribution illf.cs. have here the Ibirm 

selected iational irrigation s ,sciisIi the coulnir",. aid this Nwould represent praclicallv all natiolial
 
irrigation 5steims aiid %%eImiund
out that the aerage size of landholiug is 2 27 lieelires 

I ouever, about 57 peicenlt ofliuleis osslless tlhiii 3 hectares. %lilne .1.1percent i\i .3 or munore 
hectaresofliid. lhese ire 1k ,kC Iiks111t111oldlrgs. 

No%%, %%itli repid to the :onstniclntoi t,'lects, the National liiigtlilon .\idhiiitratioill droIs
 
its liids iroinei6lii , or goserliiiit coii jlbtiolis I'reiti liaids ;iia Iolii:olporate
finol [oulld,, 
f'iids of the agenc,. diai ni it s internal geueritiig and the govcrinieiit subsidizing f6rroot 

colliilliiilirrigationi plOJecls 

And presented icre ire the figures. \Ihiu e hlve spentso Lir. 

No%,. the next exhibit ,ile various areas lands lh.ve colitribluii..Cd to thevouild sliumshost llf 

developinvlit ol'irrig;itioll projects. I %,%ouhd
like to Iout itit here, especially turihe.,es19,5. '86. 
aid 'X9,thit the NIA dressFrom its cot poratle flunds these aiiiniits ii order to siuppoil heconstruct ion 
of projecis %[heli these ol'capital foritriglioi.ire reduced ifulision 

'oiun .vnotiee tlhit tiider the :olinm of'"equil.' tlutre is.i redtictioi iIi tle anoimits giei for 
irrigation deelhpment. So.%%chid to drius limi tieIternil resources of NI. loit iivesthent. 

The next exhibit \iould sit\\slicie NIA dishurses its fiiiids or its recillelt costs, pahrticuulyh 
fbr operation aiid iilaiiteiLIce, aiid these ire rioii urigalioii fee colle,lii iiioiniageiment fIes 
inyosed on the projed.ts, thttrentals %sucoillect iiom e iid lien ,iiiri/zatiitnthe lease of'oir iuiiit. 

,roiln Cuiiiiiiiiiii illld
Iiiplip ssleliis. iif tli olher so r es like the sale of idle isse(s 

When s,hfatuslav cot lected ltNus .'ofirr ugation fes is coniparcad usitli le aCual lp,ratioi aind 

illaintellar'e costs incurred b\ tile Il the neXt lauleOI,Wo uillNational Irrigalion SvstCiiis fotiod 
notice, Mr. Chairman thatlthe NIA has hien chipping i ;asizeable anutlit Il oldel to he able to 
operate and uiiitaiii the icilit ics. because the irrigatiol ecollectious ha',e hatbfe beei [ir short of\\ 
%%e opheratioun aund mainiteniance.are spending fIr 

"llenet Tableshouts hw iIcLh it cosith hrect\lpesofigatiiinssteuis 'ou %%illloperatethei 
notice here that tile to operate aie the piump iimrgationuIust eXpciuSi\se Ipe of Irrigation ss.stenls 
s steis because otlthe tluhibilue cost ,felericit\. 

The next type t t.pe iecuise u.\ehuale colnsidered d ie the reservoir huve Ionala in the high 
damiis. Iloss\ever, these ssstenus ha e iiore assured soul ces of ka ter. The cheaipest IVpe usoud Iwethe 
diveision tyIp svssleii. usiich costs oul ll about 340 pesos per ha at the iioieillaind this usill rise to 
377 p sos ler hi iln 19)2 

Ilhotever, I .,Ouid like to Int0it Out here the at ea couerage ofl'each of these t. p.s ol'sstels. 

http:projed.ts
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Now. the total annual current expenditures o'N IA show that operation and maintenance for the 

systems comprise a little more than 60 percent oflthe total costs. "hlitrest is spent lbr investigation 

of projects, constflction of'projects design and so onl. 

the income distribution otNIA and it wolld show here that collection from 

irrigation fies comprises 39 percent of the total income. [lie others have shares ranging front 9 

percent for anoilization ofcomlltnal projects to 17 percent for equipment rental. 

lie next ligure shom,,s 

So, the Maiti bulk ti the source br operation and ntainlenance is still coinig fromn irrigation 

service eces. 

,lie next Table slioss how intichieiieit the fanners in irrigated areas draw front irrigation 

development. This prcsciutatioti siOts the gross value Oifproduction het\o ccii irrigated and rain-;d 

ltnns on a per-lieciaic tasis and tlie net retunt. 

irrigated lams,iould lie derivingthree timesYou would tittice, \ir Cliamain. that a fimtier inl 
t litrmerrain-fled fans %iouldderive for same period. So,the bellcfilmr the Wwhole' ear that iin tile 

irrigation here is a key input to increaset incomes. 

IIC "ahlc, ItecaIse this would cotpare the statistics omitheNlaN I invlt e VOur attinlioti t tile 

ditlireifIrming ssticms We hI)Me herC three cOIlunutits National Irrigation Systems, tile 

Comttinal Irtigation Sycstcns Rain-Fetl [antis.and tile 

the goi'eniuteit, It'tlgh NIA wl.hile 

SVsieiiis are owied Iythe littities. 

The National Irrigationi Systems are omnied Iby Cotmunal 

hlieresponsibility fir tpcration and maintenance of Natioal Irigation Systems rests with the 

goventineill, n lilc that fOr Comtuntal Irrigation Syslents rests with the hCanters. The develotmtent 

costper liectare, of cotirse., varies becatLse tile facilities illNational Irrigation SYstetns are ntore 
coitiptcte. 

mtlctltli hoti,, the area amd nutter offanners ver ,'ed trider eact 

categi . are Irrigatitt S.stems than fronl the 
I %%ouldlike ti caItsour ever, Ito 

"lh,:ic more taners t enCeit ing troll1 COtittitLtmal 

Naltomial I:rigatiton S\,lcis. ;id there are still more tniers notbenefited by irTig;.tion facilities. 

n\ld.agalii. \%Chac prescilcii here a comparison oflthe ic income per year. per liectare lortile 

different fmnners You \otuld iltice hcre that the greatest advantage has gone lothe flners served 

bv theirrigation ser, icc Ics setce. aiid these are: 

1li1Cfirt ote If the go,eiinent piroivides the operation and ittaittCmaice budget,we strongly 

e.elthat irrigation s.stems perliniince willdeteriorate. 

le a tigh irisk title of fmids fir timely operation and maintenance.It \\'ould to ilte delayed releases 

,Mr.Cthaimii. S Iit.to budget for practicallyis,otil, poiiout that noiritally, releases front the 
all activities are itiuc illNIMarch April tir evet May, and for fir agriculturalttr irrigation service ot 

or rice produiction for tlit mtlter, itt March. April or ,May; 

Iecause our drx-season irop Itmoltis of January, 
prodctition, se canmitait for the rcleasc 

\slIicli is rcal v the higher yield crop is during time 

Fchrniir, aid March 

ovilt
TI HECI IAIRNIAN ()f:oure, can change your liscal year to start July I. 
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MR. DEL ROSARIO: But the releases may, however, still come in Narel. April adiMay. And then 
ifwe relyon budgetary appropriations for operation and maintenance, once the systens are damaged
by tsphoons and other calamities, we would be very susceptible to service disruption. bCecause W~e 
would have to rely on the budgetary appropriations and releases of the payers' licilitics. AInd the 
observation is that whenever there are budgetary cut-backs, they start mostly with cul-backs ill 
operation and maintenance. 

Again, ifirrigation service feessupport operation nditiainitenantce, ise would h"ive better
 
assurance for sustained operalions, and then there isahigher degree ot pcrlonnanec ,nthe 1ai ol
 
tieNational Irrigation tiiidjinistratioIbecause ofthe coiiititineiet and accoUtlability to the lhnnlers
 
who are the beneliciaries w"ho are paying irrigation ser ice fees.
and then there would be ready lhnd
 
sourcing for typho damages and calamit ies.
 

'I hf:CI IAIRMAN. At thisstage, nay we recogni/ te iresence ofSeiior Al "aret ,so is piincipal
 
coauthor ofthe other bill lit consideration.
 

We would like to also welcome Ir. Antniso C uansing. President of ANItSPA Irrigators'
 
A.ssociationi, Mr. lobby ,\Ialabanan ol'the Oflice ol'Senalor Al"arcs; and Benjie Arenas. I already

called lBeljic. Malakas ha sa alui, yol are listed twice. 

Please proceed. 

MR.DL.ROSARI). Thank you, Mr.MChairman.. ,other issue and concem that eha%eidentilied
 
is the increase in goveniuent expenditures. Ifoperation and maintenance will be budgeted, it will
 
cotmipete for!unds irout att 
 already limitedresource i,hich otlienvise could be used lbr the
 
dc,,.lopment of'rentted lantis or olher priority projects of the govennent.
 

We have observed also that ifwe i%ereto abolish the payment of irrigal omnset-vice fees lit the
 
Nationtal Irrigation Syslens, this %0oi Idbenefit only thnners in the irrigated areas, p 
 liculal
IN i('le
 
Nat;onal Irrigation Systetis. antd lhi,%%Moild e
exclude giving assistance to the rented lntts, and %s 

would notice that this is olld firther widen the gap betweeli the incomes oflhec nners ill irrigated
 
and rented fants, because if' you abolish the irrigaliolt service fee,it would be reducing the
 
production cost on the pail of'the irrigated tanter, Nir. Chainnai. 

'I'llE Cl IAIRMAN. Olcourse, %sewillreserve oiur conitients unil the presentatioi is finished. I see
 
Mr.Cruz shaking his head already.
 

Mr. CRUZ. Yes, Sir, 

[lIhE CHIAIRMAN. tutwe will first Iinishthepresentaliot,.
 

NIR. DEI. ROSARIO. Now. we illy recognize the objectives of the billsand they will promote 
higher itcomnes to the laniers. We ha ve niade hLrea couple ofrecomitinendat otis to ielp the hiiers. 
and these are: the expansioi oti rrigatioi ser'ice to the reited fants and ()NI subsidy is'hich should 
rather be diverted to developi the rented areas. 

Amolhier recommetndation is forthe provision o l conprehenisive packages of agriLujltlral
services, support services like extension credit, Kint-to-niarkel roads, aid the like, inlbolh irrigated
and rented fhins for nore etitable dist ibutionofgovilleiit atllitiollatd sullsidies. and thenmthe 
provision of producliott iitputs ill the rented areas to help ihefimers isIto arebenelited wilh 
irrigation. 



89 APPEND X .5 

We have not sho\i\ these provisions in the transparencies; we, however, have |irher recolinlen­

and these arc to hetielit the irrigated farnicrs; one of these recommendations is to look into 

the iossibility of reducing power rates and electricity rates for the putmp irrigation systems. 
dattions 


As you have noted in the tabulation, it is the ainners who are charged with the highestcosts 

because of theprohibitiye encrg, cost for ninlg the llilnps. 

"lheii%%e \%%tlIdstrolgl\ reoliullClld tile expaulded parlicipatio ol'thetallers ill tie nminte­

ilaice of the irrigatwll tacilit;'sii order to Io\cr mainltenance costs. 'Ihis \\ould redound to 

reductioii ill operatiol I i1(dll,:lilllliilCe Costs. This \,Otllld(, requi ire the orgalizatioin ofli)\\c\cr, 

fanncrs torthem to be able to 1;I .I,,e in tile illaintenallce ol'the Cicilitics. 

Another recomlledatioln Mr.Chaijnal. is to look ito tihesubsidy iln the i aintenance of 

service roads \\hic, iile located along iigatil, caiils -lor \our iltOlinatiol. NIA is lie one 

nlainltaiiilg these service roads \0hill are oIl tie blanks ol'theirrigatioln callals Wille it is tritethat 

we are using hiei ,iii v for ,a iltaihliing the facilitics, ii is conluon knolicdgc thal these roads are 

ot oiily flor the use of'NIA, bit for thc liolc ruilra IIopiilat Oil, aiid iaybe ifiti' ilileilaliee of thesethe 

roads call he treated as similar to thai for baraiigay roads, this %\otildcut dowii therequirements for 

operatiol aiid illaillIi,lllCC.ThaitCids our preselltatioll. Mr. (. ,'ainnaln 

Till CI IAIRNMAN ()kay Thn;llk )el Rosario. lhaik yoil also for heiiig concise o\ith the\oil. Mr. 
repotl 

)f'coiur C.LId 1101iCCessarily' agree %%iii eve'tsiiig Ihat is preseited, anid thisis \w'here, itay 

lie, ilihispoint, %%c illeiitelain quiestiois. 

111Iay please ,efer to ilic miaial, please rel r to therelevant page so that is we gil through atny 

question, iiiiidi la)0 labalik-halik. 

So, I suippose, regi tiig NIA's powsers, flnctions aid ojeclives, sigliro iianlaniwala tayong 

question diyan. 

*typsol'irrigatiou develolinilit O)ka'y. it is a presentation of where they are now. 

Status of irrigation des'elopiment --Okay, it is a presentation ol \\here tihe are ntow. 

Nature ofirrigatioli service ( )kay. I is nore ofra definition. 

With regard to lfuni size prese;itationi and financing o'NI.\. I suppose, thereis no quiestion. 

Releases aiid availhility mlrcalital out lay. cilitrlit costs, ayaniilay lie 0\Ccallstall with page 8. 

.,s.far as recllurllt costs, o..erilaiid lanliemmace aid sources of'iiids are .2oncerned, do you 

have roughly ('?)alolits regadiig "a.""b,'""d," aiid ',e'"Cai have aill%%e idea ol'the aiiiount of 

irrigation and gas collections? Is this 2,251 miillion pesos a year'? 

MR. I)EL ROSARIO. Yes, Mr. Chainnan. ini1988... 


