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EXECUTIVE SUMMARY AND RECOMMENDATIONS

The MARD Project's goal is to assist System B's over 16,500 settler families obtain maximum 
benefits from the land and water resources available to them. Its purpose is to increase settler 
incomes. The establishment of farmers' organizations is a key project strategy for ensuring that 
maximum benefits are obtained and incomes are increased.

There are now at least 60 farmers' organizations in System B which have made a good beginning 
of forming cohesive organizations, capable of managing their distributory and field canals and of 
assisting their members to improve their incomes. Forty more organizations are formed and are in 
the process of gaining confidence in their abilities. There is optimism among farmers and MEA 
officers in System B that because the farmers' organizations have made such a good start in a 
relatively short time, they will continue to grow stronger. The achievements in System B are 
owing the careful and methodical implementation of the farmers' organization policy announced 
by the Mahaweli Authority through the Mahaweli Economic Agency (MEA) in 1992.

The guidelines for the implementation of MEA's policy focuses on forming water users groups at 
the field canal and the distributory canal levels. MARD has assisted MEA implement these 
guidelines. At the same time, MARD has proceeded to develop the distributory canal 
organizations into commercially oriented, multi-purpose organizations rather than single purpose 
organizations focused on water. The farmers have clearly demonstrated that they want their 
organizations to be more than water users groups. MEA has fully supported MARD's efforts. 
MEA must now take over MARD's role in promoting a commercial orientation in farmers' 
organizations.

From 1988 to 1992, MARD and MEA System B worked diligently and successfully in creating 
functioning field canal organizations. Creating larger farmers' organizations was problematic 
because little support and guidance for this complicated and politically sensitive task was provided 
by the head office. MARD's efforts, however, set the scene for rapid progress in the development 
of farmers' organizations when, in 1992, a new Managing Director of MEA published guidelines 
for the implementation of the government's policy of participatory management.

The policy of participatory management was implemented immediately and farmers began meeting 
with MEA regularly on several levels of project management. Because of these meetings, farmers 
now understand the system better and also appreciate the constraints imposed on the irrigation 
agency. They understand their key role in the survival of the system.

MEA must now ensure that there is no break in continuity caused by the departure of MARD. 
Farmers are worried that the status of the program will be diminished. There is, however, no 
sign of a waning of interest on the part of MEA. In fact, the farmers' organization program is 
continuing to progress, with farmers' organizations in five irrigation blocks having federated into 
block-wide organizations during the last month of project. These five will federate on a System 
level during the last days of the project or the first days of September. The farmers' organizations



are strongly commercially-oriented, but not because MARD convinced them to be. MARD only 
provided an outlet for the farmers' natural talents. The commercial activities in the farmers' 
organizations are so aggressive, in fact, that MEA must, on a priority basis, set up a permanent 
audit team. Already, some problems of mismanagement have occurred. MEA needs not to take a 
long term approach, prepare capable audit teams, and conduct audits immediately when asked for.

MAJOR RECOMMENDATIONS

1. Joint management of all MEA development activities with the DCO. MEA should 
continue to give priority to farmers' organizations development and to the participatory 
management program. It should channel its development program through the farmers' 
organizations so as to increase the importance of farmers' organizations in the eyes of the 
average farmer and also to give as great a number of farmers as possible experience with 
the joint management of irrigation and with programs for economic development. In 
particular, MEA should:

a. Place greater emphasis on the functioning of the unit level and 
block level coordinating committees, ensuring that decisions 
appropriate to this level are taken and that the decisions are 
implemented. Already, farmer representatives complain that they 
have to take too many problems to the level of the project level 
committee. If farmers cannot get satisfaction at the unit and block 
committee level to their more easily remedied problems at least 
some of the time, then they will cease attending these meetings and 
joint management will become a theory instead of a practical reality. 
(Note: on August 24, the Chief of Party saw the System B Resident 
Project Manager put this recommendation into action in Bakamuna 
Block, to the applause of the farmers' representatives. The farmers 
listed five problems - dealing with unsatisfactory arrangement made 
by the Paddy Marketing Board, with logistics needed by MEA's 
block administrations, and with relations with government officials. 
Four of the problems were solved.)

b. Weld agricultural extension to the farmers' organizations more strongly than at 
present in order to encourage crop diversification and improve production of 
paddy. In principle, each unit has one MEA field assistant (FA) who assists the 
block level agricultural officer (AO) with extension. Each FA is supposed to work 
with each field canal group in his unit, train farmers in the necessary technologies, 
and collect agricultural planning information each season from the field canal and 
pass it to the Deputy Resident Project Manager for Agriculture (DRPM/Agri). 
This present procedure bypasses the farmers' organization. It is recommended that 
the FA of each unit be assigned to work with the DCO or DCOs of his unit. The 
DCO should form an agricultural sub-committee, composed of a representative



(the field canal group leader or another person) chosen by members from each field 
canal group. The FA should work together with this committee to plan the 
agricultural season, promote off-season planting for better prices, train farmers in 
appropriate technologies, install demonstrations, and collect production and sales 
data. This committee should be continually active. Its work should be supervised 
by the block AO. The DCO should meet with the committee once a month in 
order to report on its activities to the unit coordinating committee (UCC) and, 
when appropriate, to the block coordinating committee (BCC). Inactivity of FAs, 
AOs, or DCO agricultural sub-committees should be brought to the attention of 
the DRPM/Agri or to the RPM.

c. In strengthening farmers' organizations. MEA should give equal 
priority to water management and to the management of 
commercial activities. MEA's Institutional Development Unit 
should begin to actively promote commercial ventures in farmers' 
organizations. Even where farmers' organizations have successful 
commercial ventures and enthusiasm and optimism is strong, the 
level of technical knowledge about how to run a commercial 
organization is still low. Ensuring the transparent management of 
funds - by providing training and regular audits - is the most 
important kind of support MEA can provide. Through EIED, MEA 
can also provide training in entrepreneurship.

2. MEA should make a special effort to accelerate key farmers' organizations programs - 
such as the formation of farmer companies or the federation of farmers organizations to 
the block level or the promotion of paddy marketing - immediately after the departure of 
MARD. A show of strong interest in and support for farmers' organizations on the part of 
MEA will greatly encourage farmers. They now fear that the departure of MARD could 
mean a lowering of priority for the farmers' organizations program. MEA must 
demonstrate its support to the farmers.

3. Equip the farmers' organizations development unit of MEA, i'ne Institutional 
Development Unit. This is the newest office in MEA and, as such, is under equipped. It 
is strongly suggested that this unit in System B have priority choice for equipment and 
vehicles being turned over by MARD to MEA. Second priority should be to the 
agricultural development unit of System B. To assure that all of MEA in System B has 
sufficient equipment, MASL should keep all former MARD equipment in System B except 
that which is needed to support System B activities in Colombo. The MEA engineering 
unit is already well supplied with office equipment, but still needs at least one more 
vehicle.

4. MEA should set up a MASL-wide Joint Management Committee to meet annually to 
discuss and formulate solutions to the problems of hidden tenancies, land tenure, political



influence, and legal powers. This committee should have a suitable MEA officer (for 
example, the Managing Director or General Manager of MEA) and a farmers' organization 
representative as co-chairpersons and should be assisted by appropriate consultants from 
outside the MEA. The farmers should be representatives from the Project Management 
Committee and from the System-wide Federated Farmers' Organizations. Candid 
discussions should be encouraged. Solutions to problems should be proposed and 
implemented.



Part I: Overview of MARD's Farmers' Organization Component by Brace Spake, 
ChiefofPurty

Part I of this report begins with a brief description of the MARD Project and of the purpose of its 
farmers' organizations component. It then summarizes farmers' organizations development, 
discusses issues pertinent to their development, gives a brief the history of their development in 
System B before significant policy changes in 1992, and discusses the impact of those policy 
changes. Part II of this report, prepared by team leader of MARD's farmers' organization j 
development team and his staff, will provide a detailed account of activities.



Chapter One: INTRODUCTION

A. THE MARD PROJECT

The MARD Project Agreement was signed in August 1987. Implementation began a year later with the 
arrival of the Development Alternatives, Inc. technical assistance team. The project ends on August 31, 
1995.

The MARD Project is an integrated agricultural development project on the left bank of the Maduru Oya in 
System B, the Mahaweli Authority's newest system and still under construction. System B provides, 
according to the latest statistics, one irrigated hectare to over 16,500 farmer families, in addition to from 
2,000 to 4,000 square meters of homestead (above the command of the irrigation canals) to each family in 
hamlets near to irrigated fields. MARD's goal is to assist USAID and the Mahaweli Economic Agency 
(IvlEA) to ensure that settlers obtain maximum economic benefits from land and water resources available to 
them in System B. MARD's purpose is to increase settler incomes.

The project includes activities designed to generate and disseminate new agricultural technologies, to test and 
recommend sustainable agricultural practices, to improve water management, to develop and strengthen 
farmers' organizations, to establish postharvest facilities and marketing links, and to construct irrigation and 
drainage infrastructure. The primary objective of the technical assistance contract is to provide 
implementation support and training to assist the Mahaweli Authority of Sri Lanka (MASL) and USAID Sri 
Lanka to implement the MARD Project.

B. THE FARMERS' ORGANIZATION COMPONENT

The 1987 MARD Project Paper proposes the establishment of farmers' organizations as one of the means of 
ensuring that settlers obtain maximum benefits from land and water resources. As these organizations were 
assumed to occupy themselves principally with water, this activity was included in the project's water 
management component. The project paper calls for training farmers in on-farm water management, forming 
field canal groups and federating these groups into distributory canal (d-canal) water users associations. 
Ultimately, the field canal and d-canal organizations are to operate and maintain their canals. They are 
intended also to collect irrigation fees from the users, forward a portion to the MASL for main system 
operation and maintenance, and use the rest for operating and maintaining their canals. 1

The project was amended in 1991 and extended from 1992 to 1995. The Project Paper Amendment 
formalizes the development farmers' organization as a separate component, and sets targets for the number of 
field canal groups (917) and farmers' organizations (55) to be developed.2 Field canal groups are to be 
responsible for operating and maintaining field canals, coordinating cropping plans, "moving toward" the 
collection of water fees, and serving as foci for agricultural extension, input supply, and marketing services.

1 Sri Lanka: Mahaweli Agriculture and Rural Development (383-0086). "Annex A: 
Technical Analyses": Agency for International Development, Washington, D.C. (1987), p. 34-37.

2 These targets were achieved by mid-1994.

6



The Project Paper Amendment says that farmers' organizations will be called Unit Level Farmers' 
Organizations (ULFOs), whether they are set up on the level of the MEA administrative unit or on the level 
of the d-canal. This suggests considerable ambivalence as to what the locus should be. These farmers' 
organizations are to be formally registered organizations with judicial personalities, capable of entering into 
contracts. They are to have responsibility of the operation and maintenance of d-canals, market farmer 
production, and initiate income generating activities for members. They are also to begin utilizing 
professional management and developing a base of productive assets. Clearly, US AID and the MASL 
wanted the farmers' organizations to be multi-purpose and intended to give the project wide room to 
maneuver.

The project paper also says that MARD will work "to a limited extent" with a federation of the farmers' 
organizations on a higher level, such as the irrigation block level.3

3 Sri Lanka: Mahaweli Agriculture and Rural Development (383-0086) Project Paper 
Amendment No. 1; Agency for International Development, Washington, D.C. (1991), p. 9.



Chapter Two: What kind of farmers' organization? MEA's priority: water users groups for 
the joint management of the irrigation system

The original project paper confidently answered this question: farmers' organizations will be d-canal 
organizations set up to operate and maintain their canals. The amended project paper suggested that field 
canal organizations concentrate on water use and farmers' organization be set up as Unit Level Farmers' 
Organizations, with a much broader mandate than water use. The project paper and its amendment four years 
later reflect the changing and various opinions about what kind of farmers' organization should be 
established.

In September 1992, the MASL partially settled the question when it issued its first comprehensive policy 
guidelines regarding farmers' organizations.4 These guidelines define the kind of farmers' organizations to be 
developed in the irrigation systems and explain the purpose of the farmers' organizations. The guidelines 
state that

1) farmers' organizations will be organized into water users groups and

2) these groups will "jointly" manage the irrigation system with MEA.

There is nothing very new or startling about these guidelines. They are based on earlier fanner organization 
guidelines from two projects - Integrated Management of Irrigation Schemes and Management of Irrigation 
Systems - and were made formal under an amendment to the Agrarian Services Act in 1991. They are in 
compliance with government policy, progressively formulated since 1988, that requires the participatory 
management of irrigation schemes.

However, a marked change in the attitudes of the officers and top management of the Mahaweli Authority and 
its agencies toward settler farmers has come about owing to the careful and methodical implementation of 
these guidelines. The Mahaweli's "pervasive paternalism" of earlier years is now a thing of the past.5

4 Development of Farmers' Organizations and the Introduction of Participatory 
Management of the Irrigation Systems under the Mahaweli Authority of Sri Lanka, herein referred 
to as Participatory Management. See annex no. j£_ for a complete version of this document.

3 See Douglas J. Merrey, Potential for Devolution of Management to Farmers' 
Organizations in an Hierarchical Irrigation Management Agency: The Case of the Mahaweli 
Authority of Sri Lanka. International Irrigation Management Institute, Colombo (1992), pp. 1-2. 
Merrey asks: "Is it realistic to try to implement this policy [i.e., participatory management] 
through the MASL?" and observes: " It is clear that the MASL from the beginning has been 
driven by a pervasive paternalism toward the settlers, that led its management "naturally" to make 
strenuous efforts to mold the settlers to fit their own ideal of an ideal agricultural settlement. To 
devolve real authority to settler organizations "prematurely" was therefore inconceivable; settlers 
had to be guided and trained, until at some ever-receding date they would be ready to take over. 
The dependency of the settlers was not... perceived as a drawback, but rather as necessary at 
this stage...." Merrey concludes that "there are serious impediments within the MASL itself to 
decentralization and devolution of authority to farmers' organizations." It would have been



MARD has developed strong fanners1 organizations in System B with the full cooperation of System B's 
engineer in charge of water management and of other officers and without any of the official resistance 
reported in the past.

The guidelines explain to both farmers and MEA staff how farmers' organizations should be developed and 
why joint management must be introduced immediately (and not when the farmers are "ready" at some future 
date). Waters users groups are formed at the field canal level and then are federated on the d-canal level into 
a Distributory Canal Organization (DCO), also a water users group. The leaders of the field canals chose 
from among themselves their DCO officers. The DCO, when ready, begins joint operation of its d-canal 
with MEA. As soon as the DCO is ready for more responsibility, its representatives and the MEA staff 
prepare for taking over the full responsibility of operation and maintenance of its d-canal. Once the DCO 
takes over the d-canal, the officers become responsible for establishing and adhering to procedures for 
distributing water on an equitable basis and for keeping the d-canal in good repair through routine 
maintenance. MEA considers the taking over of d-canals by DCOs as the major first step in achieving the 
joint management of the irrigation system.

The guidelines also instruct MEA officers to set up mechanisms for sharing power with the farmers. To 
effect joint management, MEA sets up coordination committees at three key levels - the unit, block, and 
system level - composed of MEA officers and farmers' organizations representatives. They meet regularly to 
make decisions regarding management questions, such as:

 -water distribution and prioritization of canal maintenance work,
 improvement of the canal system,
 cropping patterns,
 farmers complaints about MEA services, and
 other problems, including disputes between farmers.

The coordination meetings are to provide regular and formal interaction between officials and farmers and 
facilitate the rapid resolution of problems at the unit, block, or system level. In he process, farmers will 
become familiar with handling management issues that confront the MEA staff and, very importantly, used to 
participating with officers in resolution of issues concerning the irrigation system. And, because farmers as 
well as officers have been trained in the concept of participatory management, the committees are also 
laboratory for improving participatory management.

Joint management will eventually entail a division of responsibility between farmers and MEA, with the 
distributory canals and the field canals network maintained and operated by farmers' organizations and the 
main system operated by MEA. At present, in mid-1995, MEA has succeeded in setting up the means of 
joint management of most of the irrigation system. The various coordinating committees function as planned, 
some more successfully than others. And, in zones 1 and 5, the most developed and populous part of System 
B, almost all of the d-canals have been taken over by DCOs.

Farmers' organizations development since 1992 has been rapid and confident, especially when compared to

possible to agree with Merrey's comments in 1992, when they were published, but since then there 
has been a sea change in the Mahaweli philosophy concerning sharing of authority with farmers' 
organizations.



the slow and hesitating development from 1988 to 1992. During the past three years with the assistance of 
MEA and MARD, fanners in System B have developed sixty well-functioning farmers' organizations. 
Another forty organizations have also been created and they, if given strong support by the Mahawcli 
Economic Agency (MEA), will soon function well.

The lack of a clear national policy on farmers' organizations before 1991 and the absence of practical 
instructions from MASL on developing of farmers' organizations in the Mahaweli areas before 1992 had 
made it difficult for MARD to make rapid progress in the development of farmers' organizations. Although 
an MEA Institutional Development Division was created in 1990, it was not "a high priority division, and its 
functions [were] not integrated into the primary management process of MEA."6

All the same, MARD's initiative prior to late 1992 in developing farmers' organizations was significant, at 
least on an organization by organization basis. Also, prior to 1992, MARD received better cooperation from 
MEA in its farmers' organization effort than did MEA managers in other systems. MARD's early initiative 
made it possible for farmers' organizations to develop more rapidly in System B than in other systems - 
especially once MEA's policy was strongly supported by top management. More farmers' organizations in 
System B, for example, have taken over the operation and management of their d-canals (36 DCOs, as of 
August 1995) than in all other systems combined (31 DCOs).

The response of farmers to MEA's program for developing d-canal based water users groups has been very 
'positive. Because of their frequent, and frank, interactions with MEA officers in the three levels of 
committees, farmers are persuaded that MEA is being open and fair in its offer to share the management of 
the irrigation system. Because of the practical nature of the coordination meetings at the unit, block and 
system levels, farmer representatives and farmers in general have come to understand how the system works. 
They feel that joint management as proposed by MEA makes good practical sense.

'Merrey, p. 13.
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Chapter Three: What kind of farmers' organizations? The farmers' priority: commercially 
oriented farmers' organizations

MEA's priority since 1992 has been in developing water users groups and strengthening joint management. 
MARD has provided all necessary effort and funding for the development of water users groups, but also 
directed its attention to improving farmer incomes by developing the water users groups into multipurpose 
organizations. These different priorities complemented each other, as there was good coordination between 
MARD and ME A and especially as the MEA's long range goal is also the formation of multipurpose 
organizations.

In fact, since 1990, MEA and MARD had been encouraging farmers' organizations to undertake commercial 
activities. After the new policy was issued in 1992, MARD continued such encouragement. The new MEA 
policy changed the geographical basis of some of these groups, but it did not modify or suppress the activities 
begun earlier. MEA even encouraged MARD to expand such activities where appropriate. Presently, even 
after the intensive promotion of MEA's policy concentrated on water users groups, many farmers' 
organizations identify themselves as much with their group commercial activities as they do with their 
activities as a water users group. This is a welcome development and not disruptive.

The average farmer wants a farmers' organization that will improve his income by giving him more control 
over the costs of inputs he buys and over the prices at which he sells paddy and vegetables. Because of their 
strong interest in immediate income, many farmers associate commercial activity with a successful farmers' 
organization. This is especially true in System B where there are few problems related to water.

Most of System B's farmers are settlers who have recently arrived from different geographic localities. As 
these farmers were virtual strangers to one another when they arrived, the bonds of kinship and tradition 
required for forming community service groups did not exist. Having been accidentally "attached" to each 
other along the banks of a d-canal did not give them a sense of belonging to a group, even though the 
geographical and infraslructural connectedness was apparent to them.

But there are other ways than the slow pace of tradition and kinship to form useful relationships. Becoming 
part of a commercial venture is one such way - or so it seems from MARD's experience. It provides a proxy 
for more traditional reasons for cohcsivcncss. This may be because business partners are like members on a 
sports team: they do not regard each other as strangers, even if their basis for relationship is shallow 
compared to more traditional bonds. Based on their own interests, they agree on commons goals and 
procedures. For this reason, it is important that during its initial stages of development, a farmers' 
organization do what the farmers - not what the irrigation agency or the donors - want it to do.

Farmers have a business interest in what they buy and what they sell. Therefore, in System B, they their 
fanners' organizations to provide them with good inputs at market prices. They mistrust the quality and the 
price of inputs supplied by local traders. They want their farmers' organizations to provide marketing 
services, and they arc willing to pay for such services. Again, they do not trust local private sector 
transactions with individuals. Their mistrust of local traders is based on experience: many farmers fall victim 
to traders who advance-inputs and other goods on credit at a high interest rates. A spiraling cycle of debt 
results all too often. Farmers look to the farmers' organization to permit them to escape from this practice if 
it can offer lower costs, better prices, and alternatives to traders who too often have a predatory rather than 
constructive interest in transactions with settler farmers.
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MARD found 1) that farmers arc quickly attracted to farmers' organizations that supply inputs and assist in 
marketing and 2) that farmers so attracted arc more likely to participate as members in the organizations. 
The organization's stronger members persuade farmers to pay attention to long term interests. These include, 
in particular, dispute resolution, the operation and maintenance of the d-canals, the promotion of animal 
husbandry projects (still sorely lacking in System B), and the formation of long lasting marketing 
arrangements within the DCO and in federation with other DCOs.

Success breeds success. If a farmers' organization can deliver short term benefits to its active members, then 
the members are willing also to work for the organization to maintain the irrigation infrastructure. The 
success of farmers' organization commercial activities lends credibility to the less immediately profitable 
responsibilities of operation and maintenance.

To date, MEA has issued no guidelines on the promotion of and development of commercially oriented 
farmers' organizations, although it has welcomed MARD's active approach in expanding the scope of the 
farmers' organizations activities beyond water management It has also refined its previous practice of hiring 
contractors to repair to the d-canals, now requiring MEA engineering staff to contract with the fanners' 
organizations whenever possible, especially in its essential structural improvement program (ESI). In a large 
irrigation system, construction and repair by the agency will always be ongoing, if maintenance is performed 
correctly, and farmers' organizations arc often capable, combined or singly, of performing the work to high 
standards.

MEA's Institutional Development Unit should begin promoting commercial activities in farmers' 
organizations. This support should be in addition to the traditional institutional building activities associated 
with forming water users groups. Even where farmers' organizations have successful commercial ventures 
and enthusiasm and optimism is strong, the level of technical knowledge about how to run an organization, 
especially a commercially oriented organization, is low. Ensuring transparent management of funds - by 
providing training and regular audits - is the most important kind of support MEA can provide. Book 
keeping skills should be taught and refresher courses offered on a permanent basis. Also, entrepreneurial 
skills should be taught, particularly because in each d-canal community there is already a fund of such skills, 
awaiting the opportunity for expression. Most importantly, routine audits must be performed for each DCO 
accounts.

Below is a chart giving a summary of DCO commercial activity. It does not give a complete account of DCO 
commercial activities, but docs illustrate adequately that farmers are enthusiastic about farmers' organizations 
as commercial enterprises. It shows, by the sheer importance of the gross revenues, that these organizations 
have been aggressive in their commercial activities. In view of the large sums of money being handled by 
inexperienced DCO officers, good managerial skills are a priority - as is the need for periodic audits, 
performed or paid for by MEA.

Sec also the case study on paddy marketing in Chapter Seven. An incomplete sampling of gross revenues 
received from selling farmers paddy by DCOs indicates that DCOs are already handling tens of millions of 
rupees each paddy season on paddy alone. Without tight financial internal controls and complete 
transparency, this rapid cash inflow and outflow could cause serious problems in these new (and therefore 
still fragile) institutions.
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Table 1. 1993 to 1995 cash flow reports from selected DCOs (records arc sometimes incomplete, especially 
for 1995 receipts and expenditures.

DCOO-S

Sinha 
Madurangala

Mahawewa 
Mahasen

01/Glnklamara

D2/104/A 
Blmpokuna

Topsnegama

D1/105/ASarar

D4/105/ 
Manampitiya

D5/105/A 
Kudawewa

Vajlra 
Bogaswewa

Sadunpitlay

D6/Mahasen 
Boatta

D5.7 Susirigam

Sinha wevra

101/010,11,12,

,101/D1/Kotmal

D3,4/B!evmva

YEAR

1993 
1994 
1994

1993 
1994 
1995

1993 
1994 
1995

1993 
1994 
199T)

1993 
1994 
1995

1993 
1994 
1993

1993 
1994 
1995

1993 
1994 
1995

1993 
1994 
1995

1993 
1994 
1995

1993 
1994 
1995
1993 
1994
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Chapter Four: FORMING FARMERS' ORGANIZATIONS: DEVELOPING 
ALTERNATIVES FROM 1988 TO 1992

The road to the present promising state of farmers' organization development in System B has been difficult. 
Much necessary preparatory work was accomplished before the 1992 announcement of a fanners' 
organization policy, but much time was wasted owing to the lack of such a policy.

When MARD first arrived in System B, farmers' organizations were seen as part and parcel of the MEA 
administration, except for some organizations in Vijayabapura Block working with a focal NGO. The MEA 
organization was rigidly top down, with a Resident Project > lanager supervising specialists in the various 
disciplines needed for settling farmers in the new irrigation scheme (agriculturalists, engineers, sociologists, 
etc.). Blocks were managed by block managers, who took orders from the resident project manager. The 
units composing the blocks were in turn managed by unit managers, who had little independence in 
administrative matters, but who were the agency's principal point of contact with farmers. The blocks also 
had agricultural and engineering specialists, under the control of the block manager and of system level 
experts in their fields. When farmers' organizations were first formed in the 1980's, unit managers were the 
designated presidents of the organizations. The organizations performed as an outreach of the irrigation 
agency.

MEA did not oblige MARD to adopt this kind of farmers' organization as its model. As a model, it has 
already lost favor in MEA, which was coming to the conclusion that top down management would not create 
farmers' organizations. MARD's efforts in the period prior to MEA's announcement of a consistent farmers' 
organizations policy are described in various reports by MARD farmers' organizations consultants. These 
reports, published between early 1990 and late 1991, describe in detail the effort dedicated to establishing 
farmers' organizations in System B, including:

 trying to decide, in meetings and in conferences with MEA officers, what kind of farmers' 
organizations to develop and for what purpose;
 developing training programs with MEA and MARD for officers and farmers;
 setting up election procedures for choosing field canal group leaders, the basic unit of the 
irrigation system;
 designing and implementing training programs for field canal group leaders;
 conducting exercises to strengthen field canal groups; and, finally,
 forming multi-purpose farmers' organization based on the MEA administrative unit (not on 
the d-canal).

The reports describe months of debate about what kind of farmers' organizations would be appropriate for 
System B:

 a single purpose water users associations based on the d-canal,
 a multipurpose farmers' organization based on the d-canal, or
  a multi-purpose fanners' organization based on the MEA administrative unit?

Before deciding on what kind of farmers' organization to develop, however, MEA and MARD began forming 
the basic unit of organization in any irrigation system: the field canal group. Because of its small size -10 to 
20 families - the field canal group focuses mainly on the operation and maintenance of its field canal. MARD 
and MEA set about forming field canal groups and assisting farmers to elect leaders.
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Forming field canal groups, MEA and MARD staff came in contact with many farmers. They trained them in 
field canal maintenance and also introduced them to the MARD Project and its goals. It was difficult, 
however, to move with the same confidence and sense of direction beyond formation of field canals groups to 
that of farmers' organizations. When MEA and MARD staff finally did decide on what kind of farmers' 
organization to develop, they made, in retrospect, the wrong choice. But at the time their choice was the 
reasonable one to make. And in the end, their wrong choice caused little damage, and wauled much less time 
than making no choice at all. The choice was to form ULFOs rather than DCOs: to concentrate on income 
generation and water management rather than focus narrowly on water management.

Water management in System B occurs in an unusual context, one which is a bane to organizers of water 
users groups but a blessing for a farmer who prefers not to worry about the functioning of his irrigation 
system and its future condition. Farmers have water in plenty whenever they want it. System B's main, 
distributor)' and field canals are in good to fair condition. And, unusual for an irrigation system in Asia, there 
is much more water available than is needed, available on a 12 month basis, hi this water-rich context, 
therefore, business-as-usual did not pertain when it came to forming farmers' organizations as water users 
groups. When the remaining 7,000 hectares on the left bank and 14,0000 hectares on the right bank of the 
Maduru Oya are developed, water then may be in less plentiful supply, but that will not be for several years.

In an essay on local organizations, Norman Uphoff describes the situation which usually prevails in an 
irrigation system and thus makes "water user associations built around a common interest in acquiring and 
sharing water, in maintaining the system, and resolving conflicts appear quite feasible." He says:

Irrigation management invariably confronts the problem that farmers upstream have 
locational advantage over those who are downstream and this creates at least the potential 
for continual conflict. Water users at the head of the channel or at the head of the system are 
in a better position to acquire water than those at the tail end and are less dependent on 
proper maintenance of the channel or system. However, this problem of conflicting interests 
can also give impetus to users to organize and cooperate to assure getting at least some 
water for all and to prevent violence. The same farmers along a channel who have 
conflicting interests over the supply they receive if water is scarce also have a common 
interest in guaranteeing that supply or in expanding it. Thus, the centrifugal forces of 
competition over water can be countervailed by centripetal pulls towards cooperation.7

Uphoff s statement that competition over water can pull rarmers together rather than push them apart is 
definitely not applicable to System B in its present water-rich condition.

The 1987 MARD Project Paper made the same argument:

The Water Management/Farmer Organization component grows out of the perception that 
the most important thing which can be done to raise settler incomes is to assure a reliable 
supply of water for each farm at the time needed by the farmer. This in turn implies 
establishing the most effective overall system management as possible, effective and fair 
means of distributing water among farmers at the lower end of the system, communicate 
their needs, plans, and problems to each other. Because of considerable experience in Sri 
Lanka and elsewhere with the impact that a strong system of farmer organization can make

7 Uphoff, p. 38.
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on the last two factors, the project will focus considerable efforts on establishing and 
maintaining such system of formers' organizations.'

In 1991, MARD's farmers' organizations specialist noted in his final report that during the early days of the 
project, officers and farmers were perplexed about how to begin forming viable fanners' organizations in a 
system where farmers felt no "need" for a fanners' organization. Farmers had few or no problems with the 
supply and distribution of water because ME A controlled this function adequately. And additional inputs, 
such as credit, fertilizers, and chemicals, and other services, such as marketing, were not under the purview of 
MEA.9

Those who argued that the focus of the farmers' organization should be water took the view that water was 
the most important element of connectedness or relatedness in the System B community. Some of the 
proponents of d-canal organizations even proposed to arbitrarily limit water access so that the hydrologically 
bound community would (artificially) feel a need for water. 10 Both the proponents of d-canal organizations 
and those preferring a different kind of organization apparently believed that to chose the d-canal 
organization would mean developing organizations that would tend by their nature to focus only on water or, 
if there were few problems with water, on nothing at all.

Others argued that the farmers' organizations should cover larger areas, those coterminous with MEA 
administrative units, composed of around 250 families per organization. The MEA Unit is an all-purpose 
administration unit, strongly promotes agriculture, but is not particularly concerned with water management 
Each Unit is comprised of one or two or more d-canals, or sometimes parts of several d-canals, so could not 
be counted upon as a locus for water management. But the Unit is the next tier of already existing 
organization after the Held canal group and so offered a ready made convenience upon which to base farmers' 
organizations.

The proponents of unit level organizations won the day in late 1989 when MEA and MARD decided that 
"farmers' organizations at the field channel level should focus on water management while Unit level 
organizations should address all aspects of settler-farmer needs including water management'"'

The proponents of basing farmers' organizations on water use, thus on the d-canal, had had few good 
arguments, it was believed. Even though the hydrological unit seemed the most reasonable locus for a 
fanners' organization in a large irrigation scheme like System B, the classic situation described by Uphoff 
above did not exist. Project managers could not hope to use conflict over water as the organizing principle 
for farmers' organizations. Artificially reducing water outflows to d-canals was wisely not considered 
seriously as an option.

* Annex E, Social Soundness Analysis for MARD, p. 14.

9 Honorio Bautista, End of tour report. MARD Project (1991), p. 40.

10 Bautista, p. 2.

11 See Dr. Jayantha Perera, Farmer Organizations in System B: A New Approach to an 
Old Problem. MARD Project (1990), p. 4.
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However, basing the organizations on something other than the d-canal would make it all but impossible for 
the fanners' organization members to feel connected by their (sometimes several) d-canals. If on organization 
is not connected by its water delivery system, there is serious question about whether it will ever become 
involved in water management. This question, which seems so pertinent now, was at the time not considered 
to be very relevant. This is because the MEA head office itself showed no commitment to turning over d- 
canals to farmers' organizations. There was no push for the farmers to become partners in the management of 
the irrigation system. With no encouragement to arrange for farmers to work closely with the agency, MARD 
look for more fertile opportunities.

MEA, MARD, and the farmers were interested in raising farmers' incomes through crop diversification. As 
the crop diversification program was based at the Unit level, the decision of MEA and MARD to develop 
Unit Level Fanners' Organization was logical and reasonable. Raising income through agricultural 
development, not through irrigation management, was to be the focus of farmers' organizations. Farmers' 
incomes had to be raised and there was no time to waste on developing d-canal based farmers' organizations 
because such organizations would likely prove to be isolated and irrelevant - in the policy environment of the 
day.

In late 1989 MEA and MARD set about preparing farmers to hold elections. By early 1990 a long awaited 
group of Irrigation Community Organizers (ICOs), the first in the MASL irrigation systems, were employed 
by the project and a concentrated effort was made to train fanner leaders in their responsibilities. During the 
course of 1990,55 Unit level farmers' organizations (ULFO) were formed. MARD began issuing small 
grants to the more dynamic of these organizations to permit them to set up agricultural inputs shops. Later, 
in early 1992, MARD assisted several ULFOs in negotiating and implementing buyback contracts with 
exporters of fruits and vegetables. The project also sponsored intensive training in bookkeeping and financial 
responsibility.

By mid-1092 MARD, after lengthy examination and debate of the question, had developed the farmers' 
organizations in System B, with strong commercial orientations. Farmer response was strong. Specific 
programs with the ULFO included:

growing local papayas on highlands for processing in Colombo (two farmers' organizations);

growing crops on highland areas in yala with the use of lift irrigation (seven farmers' 
organizations);

sun drying tropical fruit (two women's organizations);

pickling gherkins and other crops (one farmers' organization);

managing two-wheel tractors (twenty organizations); and

growing vegetables on buyback contracts (twelve farmers' organizations).

Other farmers' organizations activities include the following: 36 farmers' organizations maintaining their own 
offices, 50 having weekly committee meetings, submitting cropping plans and water requirements; 36 
undertaking contracts for canal repair; 15 purchasing inputs collectively to obtain discounts; 15 arranging 
formal credit through the organization instead of to individual farmers; and 49 assisting members to sell
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produce to buyers.12

If MARD had chosen to focus on water use instead of on commercial activities, it is doubtful that fanners' 
would have responded to MARD's efforts as positively as they did. The farmers wanted organizations that 
would do something for their economic well being, not organizations designed to take over irrigation 
management from an agency which showed no real signs of wanting to relinquish that responsibility to 
anyone. In this context, MARD's focus on the ULFO was a consequence of its [ rogram to raise farmers' 
incomes. There was little dispute, at the time, that this was the right decision.

All the same, in his final report in 1991, MARD's farmers' organization specialist demurred regarding the 
choice of ULFOs instead of DCOs and he urged that Ihe focus be more on water, offering several reasons for 
locating the fanners' organization at the d-canal level, among which the following:

-the control of water emanates from the d-canal and not from the administrative unit;

-the hydrological boundaries of the d-canal are more or less permanent while the 
administrative boundaries of units can be temporary, similar to what happened in System H; 
and

-group discipline and cooperative attitudes are easier to develop at the d-canal level, as 
compared to the administrative unit level, because irrigation water can be used to enforce the 
by-laws of the association. 13

At the end of his report he suggests that despite present short-term successes, the farmers' organization 
program would have a better chance of being sustainablc if MEA were more committed to the program and 
practiced a more "open" approach about the need for farmers' organizations..

Everybody knows that farmers in System B arc not interested in farmer organizations, 
because irrigation water is free and in great abundance. MEA officers are always available 
to repair their irrigation facilities when requested. Farm credit is available although 
expensive. Market outlets, especially for paddy, are everywhere although the farm gate price 
is not always good at the peak of the harvesting season. On the other hand, MEA is starting 
to suffer from budgetary reductions every year. Money for fuel and oil and spare ports of 
vehicles is now very limited. Therefore, it is MEA who is interested in farmers' 
organizations so farmers can share the cost of operating and maintaining System B. MEA 
should come in the open and tell the farmers that the agency will not be in a position 
eventually of maintaining the irrigation system and that farmers must start getting 
involved. 14

12 Max Goldensohn, MEA/MARD Activities to Support Poverty Alleviation among 
Mahaweli Settlers in System B: MARD Report (1991).

13 Bautista, p. 40.

14 Bautista, p. 45.
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MEA did "come in the open" the next year.
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Chapter Five: CHOOSING THE MODEL

In 1992 MEA decided to commit itself fully to a policy based on the principle of participatory management. 
This decision, accompanied by practical policies and instructions for implementation, resolved, once and for 
all, the question of where the locus of the farmers' organization should be. It would be the d-canal as a water 
users group. Although the policy focused on irrigation management, it left the option open to farmers' 
organizations to operate as multipurpose organizations when able.

Earlier the fanners' organizations program in the Mahaweli Systems had been something of an administrative 
step child. It was recognized, but no one cared to nurture and promote it. Although MEA officers helped 
form farmers' organizations, they did so in obeisance to national-wide directives that farmers' organizations 
were to be established. But, in reality, the head office in Colombo practiced benign neglect vis a vis the 
farmers' organization program. Although the Department of Irrigation was turning over d-canals to farmers' 
organizations in the nearby Polonnaruwa schemes, there was no such program in System B or in other 
systems.

To force the start of a d-canal turn over program in System B, MEA and MARD met with 15 Unit Level 
Fanners' Organizations in Damminna Block in mid-1992 to discuss terms of turning over d-canals over and 
entering into participatory management with MEA Damminna Block staff. The farmers in the ULFOs agreed 
very willingly to take over their canals, provided MEA would contract with them, after taking over, for 
making essential structural improvements on their canals. As these improvements were in fact repairs of 
structural or design defects in the d-canal systems, MEA agreed to the terms.

System B then requested authorization from the MEA head office to turn over the d-canals, as these would be 
the first turn overs of d-canals in all the Mahaweli Systems. The MEA head office said that it would study 
the proposition before approval, but indicated that approval would be forthcoming. By good luck, MEA did 
not make a decision until after a new Managing Director was appointed. He immediately ordered System B 
not to go ahead with the turn overs until instructions were issued MASL-wide. MEA System B and MARD 
had been trying to force the issue of farmers' organizations by proposing the turnovers and so were pleased to 
get such a response from the head office. It meant a program would begin soon.

Now, in retrospect, System B's proposition seems hasty and conceived in desperation. First, the 
administrative impetus for handing over the canals was from System B and not from the head office itself - 
meaning System B was edging out on a limb. MEA in System B had decided, after encouragement from 
MARD, to take the lead in the handing over of the tertiary irrigation system to the farmers' organizations 
because they felt that a program of turning over canals to farmers' organizations would never begin unless 
they themselves started it. The MEA head office showed no real interest in the question; there was no clear 
policy on turning over d-canals to farmers' organizations, even though the MARD annual work plan had 
included, but not achieved, this activity for two consecutive years. The MARD mid-term evaluation had 
highlighted this situation in 1991, saying that "MEA has not yet introduced a comprehensive strategy nor has 
it developed work plans to implement an accelerated FO organizational program." 15

Owing to MARD's presence in System B, the farmers' organization program had sufficient funding and

15 MARD Project, First Interim Evaluation. Part II. Technical Annexes: CHEMONICS 
(1991), p. 78.
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logistics to mount a serious development program. But because MEA had no strategy, MARD's program 
could be only a hit or miss affair. Farmers' organizations, especially those in the major irrigation schemes, 
can not be expected to self-generate themselves nor to pull themselves up by their bootstraps. They have to 
be embraced, encouraged, and supported by the irrigation authority.

The new Managing Director MASL had appointed was one of Sri Lanka's (and South Asia's) foremost 
practitioners in developing farmers' organizations in large irrigation schemes. This appointment was the key 
to turning a faltering program into a successful one. Having as Managing Director of MEA an individual 
dedicated to formulating and implementing a fanners' organization program meant that MARD was able to 
move forward with its program and use its resources effectively.

The new Managing Director announced that fanners' organizations would be based on the d-canal, would 
focus on water use, and should begin immediately to participate in the joint management of the irrigation 
systems. This meant converting 55 ULFOs into over 100 DCOs. At first, MEA officers and MARD 
consultants worried that such an abrupt change from a unit-based to a d-canal based farmers' organization 
would be disruptive and that the shift in focus from economic development to water use would discourage 
farmers. These worries were, however, short lived.

MEA and MARD in System B, in consultation with the farmers affected, immediately began reorganizing 
ULFOs into DCOs. This indeed caused some momentary confusion, but the farmers soon gave their full 
support to the idea. And since then, in public reviews of the farmers' organization program and in private 
interviews, farmer representatives have repeatedly affirmed that the d-canal based farmers' organization is 
more appropriate than the ULFO. It not only makes water use easier to manage, but also renders 
coordination easier for group commercial activities, like paddy marketing and managing vegetable production 
contracts.

Why did the farmers' organization program take off and become so popular, especially with the farmers, after 
the 1992 policy change? The policy in itself is not the reason. The success of the farmers' organization 
program lies in MEA's deep commitment to it under the leadership of the Managing Director. The policy 
guidelines themselves reveal this commitment, as in the paragraphs below on the advantages of participatory 
management. This document was printed in Sinhala and Tamil also, and was distributed to and discussed 
with the farmers.

ADVANTAGES OF PARTICIPATORY MANAGEMENT

The role of the MASL has to shift from "controller" to "facilitator," and promoter of strong 
self-reliant farmers' organizations, not only to manage water but also some of the other 
related activities which they are capable of managing given the necessary assistance.

The institution of participatory management in the Mahaweli Irrigation Systems will result 
in:

i. giving.practical effect to the government's policy of devolving greater 
management responsibilities to the people and promoting self-reliance 
within communities;

ii. creating in the Mahaweli settlers a sense of ownership of the irrigation

21



r
system, thereby ensuring their active participation in protecting and 
maintaining the system efficiently;

iii. farmers' organizations taking over the Distributary Canals and Field Canals 
for operation, maintenance and management, making it possible to divert 
any available funds to better operation and maintenance of the Headworks 
and the Main Canals;

iv. the development of strong and sustainable farmer's organizations, which are 
a prerequisite to any program for involving farmers in special activities 
which could increase their production and income levels. 16

Except for point number iv above, the other three points underline advantages the development of farmers' 
organizations will bring to the government as well as to the farmers. Although these are advantages for the 
farmers too, whose survival depends on the good functioning of the MASL systems, but they are long-term, 
not short-term, advantages and, as such, are apt to seem to the farmers to be advantages accruing to the 
MASL alone - unless the farmers are fully involved in the management of the irrigation system as their 
system.

The MEA model for fanners' organizations sets safeguarding the integrity of the irrigation system as its 
priority. It includes the fanner as key to the sustainabiiity of the irrigation system, as a responsible and 
independent member of the community, not a ward of the state or a beneficiary of a poverty alleviation 
program. The tone of the language in the quote below illustrates the depth of MASL's commitment to joint 
management.

The very survival of the Mahaweli community will depend on a well-maintained and 
efficiently-operated irrigation system. The introduction of participatory management 
appears to be the only practical way of ensuring a sustainable and efficient irrigation 
network, in the context of the present socio-economic conditions in our country.

Besides initiating and supporting the development of strong independent farmers' 
organizations, it is necessary to facilitate their participation in the processes of irrigation 
management at all levels, particularly in relation to decision-making. Such participation 
would:

i. encourage and motivate farmers' organizations to participate actively in 
carrying out any responsibilities entrusted to them.

ii. make the Agency officials more responsive to the feelings and needs of 
farmers.

iii. create greater chances of co-operation from farmers in implementing the 
various plans and programs of the Agency.

iv. enable farmer representatives to become aware of and appreciate the

16 Participatory Management, p. 2-3.
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constraints faced by Agency officials in carrying out their duties. 17

Thus, the MASL policy has tied the survival of the irrigation system to the formation of farmers' 
organizations. But this ambitious policy must be implemented with maximum effort and resources must be 
provided on a priority basis to develop farmers' organizations and re-train MEA officers to ensure that both 
are capable of working together to jointly manage the irrigation system. To date, in System B, at least, the 
Mahaweli has backed up its ambitious policy by practical implementation, giving priority to the farmers' 
organizations program. Part II of this report will provide details.

Given the fact that some members of the MEA head office staff had strongly resisted the concept of 
participatory management when it was first discussed in 1990, the harmonious implementation of the new 
policy during the past two and one-half years has been remarkable. MARD provided MEA with all necessary 
resources to conduct Mahr.weli-wide training course for farmers and officers, and gave the program strong 
support whenever possible. Credit for its success goes, however, in part to MEA and to the top management 
of MASL and in part to the large number of intelligent and public spirited farmers who quickly understood 
the value of the program and proceeded to help MEA implement it.

A very important aspect of MEA's successful program has been the functioning of the joint management 
committees at each level of the project. The system-wide committee, called the Project Management 
Committee, is chaired by the Resident Project Manager and has a farmer representative as vice-chairman. 
The vice-chairman is a DCO president selected by his unit's DCOs to be a block representative. The block 
committee then selected him to represent them on the Project Management Committee, where he was selected 
by the farmer representatives to the Project Management Committee to be the vice-chairman. The other 
farmer representatives to this committee arc block level representatives. Each three months this committee 
meets with the key MASL block and system staff (including staff from MEA, EIED, and MECA) and with 
others concerned with farmers in System B (for example, there is, as needed, representation from the Paddy 
Marketing Board, the Insurance Corporation, the European Commission, etc.). General system-wide issues 
are discussed and then specific issues, on a block by block basis, are examined. Each meeting reports on 
issues raised in the previous meeting and on progress in resolving those issues. The meetings are very well 
attended and are conducted with the utmost seriousness on both sides. Within a year after such meetings 
started, the farmers made such good progress in understanding the management of the system that, in the 
absence of the Resident Project Manager, the farmer vice-chairman chaired a meeting. The effect of this was 
profound. Since that time the farmers, who outnumber agency representatives on the committee, have 
dominated the meetings and have brought up even the most difficult of issues - those which touch on political 
interference in farmers' organizations - with tack and skill, and with a certain appreciation for the fact that in 
a democracy politics permeate all aspects of life and its influence on farmers' organizations, if within the 
limits of regulations, is not necessarily bad. It can in fact raise their status in the eyes of the general public. 
In summary, the coordinating committee meeting structure was calculated to increase farmers' sense of 
ownership of the irrigation system and of its management. There is ample evidence that the calculation was 
exact.

17 Participatory Management, p. 1-3.
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Chapter Six: ACTIVITIES

Farmers feel that by channeling activities through the farmers' organizations, MEA and MARD have brought 
the organizations to center stage. This has increased public awareness of the organizations and has made 
them the center of activity in a DCO area. DCO leaders suggest that the farmers' organization can be a one- 
stop-shop for farmers, MEA officers, government officials, and even bank officers in their dealings with 
fanners. This is ambitious - too ambitious if there is not good management - but feasible.

Part II of this report, by U.G. Abeygunawardena and his team members Joe Fernando and N. K. Sirapala, will 
provide extensive detail on MEA and MARD activities with the farmers' organizations. Below some of these 
activities are discussed and recommendations are made. Readers who wish to see the details of these 
activities should read Part II of this report before continuing.

» Coconuts along the d-canals. MARD, after initial resistance from irrigation engineers, persuaded 
MEA that coconut trees planted a few meters from the d-canal, in the d-canal reserve area, would 
provide farmers' organizations with funds for d-canal maintenance, would help preserve the 
reservation from encroachment, and would thrive in the water rich environment. Thirteen DCOs 
have participated in this program and now have over 10,000 coconuts surviving, with a survival rate 
of around 80% of coconuts planted. This amounts to a surface area of about 70 hectares, coconut 
trees planting densities taken into account. The DCOs received from 500 to 2,000 coconut plants 
each. At Rs.700 production value each after a 5-6 year period, this means that each year these trees 
will generate Rs. 7 million.

  Construction and repair of irrigation systems by farmers' organizations. This program, called
Essential Infrastructure Improvement (ESI), can, among other benefits, contribute needed funds to 
the DCO and provide it with occasions improve its management capability.

  Reduction of elephants/farmer conflicts. Each year, elephants cause serious physical damage to
crops and irrigation canals. Since 1995 over 25 persons in System B have been killed by elephants, 
and an unknown (but probably high) number of elephants have perished. An electrified elephant 
fence has been installed and MARD has worked with DCOs to include them in the program for fence 
maintenance. Four DCOs are presently affected by this program, as the fence borders only the 
Mahaweli River south of Manampitiya. MASL has funding to extend the fence, however, to protect 
all areas of System B from elephant incursions, so the program will have to be extended.

  Enterprise Managers Program. MARD paid salaries of over 30 enterprise managers placed in
DCOs, under the supervision of DCO officers. As the project ends, these fairly highly paid managers 
are leaving their posts, though several have remained active in trading activities associated with their 
DCO. The DCOs have selected 25 persons for training as enterprise managers and will pay them 
partly on salary and partly on commission. The DCOs need such managers, with their technical 
skills and their concentration on commercial objectives and their ability to set up, from within the 
DCO, the DCO's management team for commercial ventures. They can help the DCO decide on the 
goals and objectives that need to be set in each area of activity. They can help select who takes 
primary responsibility for a key activity. In short, they ensure the most elementary kind of 
management of the enterprise.

  Evaluation of farmers' organizations. MARD has prepared, in consultation with the farmers,
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evaluation sheets for MEA to use in the evaluation of farmers' organizations. These evaluations will 
be self-administered by the farmers DCO committee on a quarterly basis. They will serve both the 
MEA and the DCO in monitoring progress and in highlighting problems. These evaluations have not 
yet begun as the procedures have not yet received formal approval.

Evaluation of d- and field canals. MARD has prepared evaluation sheets for farmer evaluations of 
the d- and field canals. A computer program has been handed over to MEA to permit easy 
preparation of these evaluations. An evaluation report has been issued for the canals in Damminna 
and Ellewewa blocks. This evaluation technique has been was approved by MEA and can be 
implemented in System B and in other systems as well.

Farmers' companies. For over a year, MARD, MEA, and outside consultants have been assisting 
farmers in Bakamuna to prepare the basis of a farmer-owned company. The farmer company is now 
ready to sell shares to farmers, using the DCOs as brokers. The company will buy paddy and sell 
agricultural inputs. There is no reason the company cannot have a reasonable success, if the farmers 
employ professional managers. Another company is in preparation in Dimbulagala and 
Vijayabapura. One was in preparation in Ellewewa, but never came together owing to leadership 
changes in the DCOs and a lack of understanding of its importance by some senior block staff.

Farmers' organizations federations on block and system level. In the DCO, only farmers are 
members. Farmers are therefore free to discuss any subject they wish, including and in particular the 
performance of MEA officers. But there is no equivalent organization, on the block and system level 
as the block and system level committees are for joint management and thus include officers. MEA 
has proposed that DCOs federate themselves into block committees and later into system wide 
farmers' organizations. In this fashion farmer representatives can meet and discuss block and 
system-wide issues among themselves. MEA will facilitate the formation of the organizations. This 
program is just beginning as MARD ends. To date, two blocks are federated.

Financial management. MARD and MEA have trained farmers' organizations officers in 
management of accounts, in purchasing procedures, and in stock keeping. MARD has performed 
regular audits of the DCOs (a very large task). This is a key activity. See the case study of 
Manikwela for an example of the need for a permanent audit team for DCOs.

Fresh produce marketing. At present one farmers' organization (in Sevanapitiya block) has set up a 
fresh vegetables marketing link with Dambula, the produce marketing center for the central part of 
the island. A DCO member who has years of experience in retail shops and in fish marketing, 
regularly makes runs to Dambula whenever farmers in his area know that System B prices are lower 
than Dambula prices. Other DCOs or a federated farmers organization or a farmers' company should 
be encouraged to begin the some kind of System.

Fuel efficient stoves. MARD requested DOA trainers to conduct a training course for local 
blacksmiths in a DCO for the production of rice husk burning fuel efficient stoves.. The blacksmiths 
then reproduced 60 stoves, which were distributed to women's organizations for a market test. The 
results are favorable and orders are coming in to the DCO for more stoves. These stoves are likely to 
become a popular item. Loose rice husks are, naturally, in good supply in the hamlets of System B. 
The stoves work very well and provide more concentrated heat for cooking than wood burning stoves 
- or so say their fans.
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Input shops. These shops were one of the first of MARD's interventions to help fanners enjoy better 
terms of trade. MARD provided funds (usually Rs. 50,000 in two tranches) to build shelves and 
cabinets if the farmers' organization had collected enough funds (Rs. 50,000) to buy its first supply 
of inputs (chemicals and fertilizers). Almost all input shops are still operating and most are turning a 
profit each year in addition to providing inputs to farmers in a timely fashion.

Operation and maintenance of d-canals. This is a key training program, very much driven by the 
engineering section of MEA in System B. It results in the program for taking over d-canals by 
DCOs. To date, 36 d-canals have been taken over. The field canal representatives and DCO officers 
are trained in proper operation and maintenance techniques in preparation for DCOs taking over 
canals.

Outerower ("buy-back") contracts. This program has been financially successful for some farmers 
and for others it has been a difficult learning process. It has brought to many DCO members an 
awareness of contract specifications for vegetables and the importance of post harvest handling. A 
private company - TESS AGRO - set up, with assistance from USAID, a modem packing house and 
cold chain for the cleaning, cooling, packing, and delivery of fresh fruits and vegetables to Colombo 
or to the airport. MARD assisted TESS and other buyers to contract with farmers' organizations for 
the production of high value fruits and vegetables. Farmers needed credit to grow high value crops, 
but government banks would not make loans for other than paddy. To alleviate this constraint 
MARD arranged with Seylan Bank - a private institution - to make input loans to farmers' 
organizations on the basis of a buy-back contract. This was a very important innovation. Farmers, 
with MARD and private company extensionists, managed the production and delivery of the crop to 
the pack house. Farmers successfully grew cantaloupe melons and baby okra, but had a difficult time 
with white onions, eggplant, and baby corn. As MARD closes, the future of melon and okra 
production seems good, especially as a Japanese company has expressed a keen interest in having 
okra produced for it in System B. There is also a private air freight company - so far, without 
airplanes - and an international firm based in Switzerland but owned by a Sri Lankan, that have 
expressed a keen interest to have farmers' organizations grow low country vegetables for the Middle 
Eastern market. The latter firm has a distribution facility in Dubai and is interested in sourcing fresh 
manioc and sweet potato from System B farmers in addition to okra and traditional low country 
vegetables.

Paddy marketing. MARD has provided weighing scales to 46 DCOs to pernU them to manage 
paddy marketing campaigns. When paddy prices are low (between Rs. 5.50 and 6.50), the farmers 
are easy to unite for bulking up shipments to sell to the Paddy Marketing Board (PMB). The PMB 
pays Rs. 7.67/kg to DCO of which the DCO usually keeps Rs. 0.67 per kilogram in commissions and 
for services. The DCO's activity usually drives up prices in the DCO area and permits both the DCO 
and individual farmers to sell to private traders at a higher price. MARD encourages the DCOs to 
sell to the PMB, but only as a short-term means of organizing fanners. Of course, MARD cautions 
the DCOs that such a politically driven and poorly managed organization as the PMB cannot be 
expected to absorb more than a small percent of their production in the long term. MARD 
encourages the DCOs to bargain for more favorable terms with the private traders. See the case 
study on this subject in Chapter Seven.

Participatory Management. MEA and MARD have conducted many training courses in participatory 
management. More importantly, farmers and officers learned about participatory management by

26

L



practicing it in the field and in the coordinating committee meetings. Because of this program, 
farmers and officers know each other as partners rather than as adversaries or superiors and 
subordinates.

  Retail outlets. DCOs proposed to MARD that they set up retail shops, selling dry goods and fresh 
produce at competitive prices. They pointed out that such shops would bring in needed revenue to 
the organizations, provide reasonable prices to members, lower prices in nearby retail shops, 
especially in remote hamlets, and give farmers a reason to "drop by" the DCO offices, if the outlets 
were located near the offices. MARD's assistance to these shops has been limited to providing a cash 
box and a vegetable weighing scale. See the case study in Chapter Seven on Bimbokuna DCO as an 
integrated commercial complex for on extended example.

  Rice parboiling and milling. Only one DCO - the Kandegama DCO in Damminna Block - has
successfully undertaken rice milling and processing. This DCO bought a high quality rice mill with 
its own funds and requested MARD to provide training and other assistance. MARD arranged 
training from the Rice Processing Center in Anuradapura and also provided a grant for setting up a 
rice parboiling operation. This is a very strong DCO, united and cooperative, and should be assisted 
and protected by MEA. It will serve as a good example to other DCOs.

  Riparian forest reforestation. Large areas of System B along stream banks were denuded when 
MECA developed the streams as drains. Now, years later and environmentally much wiser, the 
MASL would like to see trees growing again along these stream banks. MART) began a pilot 
program along the Kuda Oya involving farmers organizations in tree planting. Sustainability was 
built into the program by planting useful trees, like fruit trees, in the areas adjacent to farmers' fields, 
medicinal plants where possible, and durable trees like kumbuk near the stream banks. On the 
stream banks reeds and bamboo were planted, to help in bank stabilization. In principle, the farmers 
will protect the entire forest as long as they have right to harvest. This program has been turned over 
to MEA. For more information, please read the report on this project (MARD report # 240 by 
Mahinda Panapitiya, Riparian Forestry Work in System B).

  Seed commercialization fund. This ambitious program absorbed a tremendous amount of MEA and 
MARD staff time because of its popularity and because of serious conceptual errors. MEA proposed 
that MARD grant vegetable seeds to DCOs, seed availability (especially in the small quantities each 
farmer needs) in the DCO neighborhoods being a constraint on vegetable production. MARD made 
the grants and, in the DCOs were the grants were made, there were veritable explosions of vegetable 
production. The conceptual error was in the grant arrangements. MARD granted seeds to the DCO 
provided the DCO would agree to loan the seeds to the farmers and collect their value at harvest 
time. The farmers would handle all other inputs. The DCO, when reimbursed, would use the money 
to buy seeds in time for the next planting cycle. The first year's pilot project, involving 10 ULFOs, 
succeeded beyond expectations. Vegetable production went up quickly and pay back to the farmers' 
organizations was almost 100%. Encouraged by success, the next season MARD expanded the 
program to include 29 additional DCOs. Somehow, owing partly to confusion over the pardoning of 
loans by a recently elected government, to heavy rains at an inappropriate time and to the difficulty 
(for MARD) of managing 29 DCOs at once, many of the farmers decided that it was unfair to ask 
them to pay back the seed money to the DCOs. Eventually, after much effort on the part of MEA 
and MARD, only about 40% of the funds were paid back to the DCOs. The next season, a wiser 
MEA and MARD did what they should have done originally: grant seeds to the farmers'
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organizations to sell on a cash basis to the formers. This is a fail-safe method of establishing a seed 
revolving fund, provided the DCO management cooperates.

Two-wheel tractors. MARD granted 19 tractors to ULFOs in early 1992. Most of the ULFOs took 
a free ride on their tractors. They used them for their farmers, but they rarely required an appropriate 
payment for services. The tractors were especially useful for hauling vegetables to the pack house, 
so they were vital to the buy-back contract program. But, the free ride meant that there would be no 
funds available to repair the tractors and eventually to replace them, hi 1994, MARD granted 
another 10 tractors, but this time under the condition that the DCO sign a lease-sale agreement with a 
member and require a stipulated monthly payment to void the free ride syndrome. Most of the 
DCOs who had received tractors from the dissolved ULFOs (after much discussion on how to share 
assets) requested that their tractors be let out on such an agreement so as to ensure an income. This 
new program has been successful, with some organizations contemplating using the rental income 
from the first tractor to buy a second tractor and lease it out on the same arrangement to another 
member-tractor operator.

Tractor repair. MARD has assisted two DCOs to set up a tractor repair shop. MARD provided 
tools and training. Several young men were trained in Colombo and are now in business repairing 
tractors, as a part of the DCOs operations.

Recommendations:

1. Commercialization of paddy and fresh vegetables. MEA should promote paddy 
marketing and processing and the production and marketing of fresh produce through 
farmers' organizations. Other enterprises, like input shops and retail outlet shops, should 
also be promoted where there is strong interest. Where commercial activities are undertaken 
by farmers' organizations, MEA should perform audits or supervise audits - on a permanent 
basis.

(Note: If MEA staff for performing audits is, insufficient, MARD's business development 
assistant for farmers' organizations financial management, Mr. K.D. Sirapala, is prepared to 
form a company of local auditors, many of whom he has worked with on audits of farmers' 
organizations in the past Mr. K.D. Sirapala, himself a local resident, is highly skilled in 
working with farmers' organizations. He assumes that farmers and MEA would share costs.)

2. Farmers' organizations as the central clearing house for development activities. MEA 
should review all of its activities and decide which can be channelled through farmers' 
organizations. MEA's programs in tree planting, nursery maintenam e, canal repair, minor 
construction, and agricultural extension, for example, can be performed exclusively by 
personnel contracted through the farmer organization or, as in the case of agricultural 
extensionists, assigned to farmers' organizations.

3. Reduction of elephant/farmer conflict MEA should contact NAREPP, Asia Foundation, 
or USAID in order to facilitate contacts with a local NGO (funded by Asia Foundation) that 
helps farmer groups reduce elephant/farmer conflicts.
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4. Reforestation of drains. MEA should concentrate its tree planting program on drainage 
canals, paying fanners' organizations what they would normally have paid laborers. The 
procedures and recommendations in MARD's 1995 report on riparian forest planting can be 
used, with modifications, by MEA.

5. Rice milling and processing. MEA should study the Kandcgama DCO rice mill and 
processing center carefully to understand how to replicate it. The farmers paid for the mill 
with their own money and are, therefore, fully involved in its management. The mill and 
processing center will likely generate substantial funds for the participating farmers and for 
the DCO. MEA should be also protect Kandegama from pressure by traders and 
businessmen in the area. This pressure is already being felt by a DCO officer. He feels that 
monied persons in the community want to hi-jack the mill and the processing center, by 
removing him, a strong and popular leader, from his position. MARD doubts the parties 
interested in hi-jacking the operation - if that is really their intention - vvili succeed, but MEA 
should pay attention.

6. Coconuts alone the d-canal. MEA should monitor the coconuts along the d-canal 
program with the DCO officers to make certain the coconuts survive and that, when they 
bear, a portion of the fruits go to the DCO for canal maintenance. MEA should also 
envisage expanding the program to include all suitable areas on d-canals in System B and 
also, were suitable, on field canals. One coconut tree can generate Rs. 700 per year. An 
extremely valuable long term asset for farmers' organizations could be introduced in this 
way. For example, the 10,000 coconut trees now controlled by farmers' organizations have a 
potential value of Rs. 7 million (or $140,000) per year. This asset, the coconut trees along 
the irrigation canals, could be tripled or quadrupled with assistance from MEA..

7. Enterprise Managers Program. This program has high potential and would be perfect for 
funding by a USAID program or NGO project working closely with DCOs and MEA to train 
enterprise managers and assist their DCOs begin commercial activities in a responsible 
fashion, especially as, almost overnight, DCOs are beginning to handle tens of millions of 
rupees a year. They need to be strongly encouraged to hire and train business managers who 
have a flair for entrepreneurial activity, but who will also help the DCOs establish capable 
management teams and ensure that the DCOs' ventures are made with planning and 
discipline.

8. Tractor Program. MEA should monitor the terms of the agreements made with the 
DCOs.
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Chapter SevemCase studies, interviews, and an enterprise manager end of tour report.

The following interviews, case histories, and end of tour report, prepared between May and August 1995, are 
meant to serve as illustrations and extended examples of farmers' organizations activities and farmers' 
experiences in System B. The case histories are based on studies performed by Joe Fernando and 
K.D.SirapalaofMARD. The interviews were conducted by Bruce Spake of MARD. The text does not 
include names. The third person (he said, she said) is used rather than the first person, as the interviews were 
not interviews as such but long and friendly conversations under a shade tree in the hamlets on weekends. 
The conversations have been summarized and much compressed but retain the tone and substance of the 
fanners' words. The enterprise manager's end of tour report is an example of the work and thoughts of a 
former enterprise manager.

A. Case Studies

Case study: paddy marketing by System B DCOs.

Summary: Paddy traders in System B often buy paddy at almost Rs. 2.00 below the recommended Paddy Marketing Board (PMB) 
price. MARD has assisted Distributary Canal Organizations (DCOO) to organize to sell paddy in bulk During the Maha 
] 993/94 harvest, 17 DCOO participated with an average of ISO members selling 500 kgs each through their DCO. During the 
Maha 1994/95 harvest, 63 DCOO participated, with an average of 150 members selling 675 kgs each through their DCO.

InMaha 1994/95 the DCOO sold paddy to the PMB for Rs. 7.42/kg plus commissions of Rs. 0.25/kg and paid participating 
farmers Rs. 7.00/kg, deducting Rs. 0.42/kgfor service and transportation. As paddy usually sold for Rs. 5.75 in System Boreas 
where farmers did not sell through their DCOO, this activity gave farmers a direct average benefit ofRs. 1.25/kgfor 675 kgs or Rs, 
844 perfarmer.

The Rs. 7.00 price had the effect of raising the price of all paddy in a DCO area. Therefore, most participating farmers also 
received as an indirect benefit a higher price from traders, who paid an average ofRs. 0.75 more for rice in areas where the DCO 
was actively selling lathe PMB. Assuming tlie farmers each produced 3,000 kgs of paddy for sale per season (a conservative 
estimate), they sold their remaining 2,325 kgs alRs.6.50 rather than Rs. 5.75. This Rs. 0.75 increase in price earned the farmers 
another Rs. 1745 each. MARD provided the DCOO with 30 enterprise managers and 38 weighing scales and advice and 
intervention (with the PMB) when needed. Total estimated benefit in increased revenues to the farming population in the 63 
DCOO: Rs. 20,220,637 (of which Rs. 6.378,750from PMB and Rs, 13.841.SS7from private traders).

Sources: PMB statistics on paddy purchased from DCOO on System B and interviews with farmers and DCOO leaders. The 
above report excludes information from Bakamuna block although the illustrative list of sales includes one DCO from Bakamuna.

Text of case study

Paddyfarming requires most of the land, time, and other resources of System B farmers, including those farmers who diversify into 
higher value crops. In 1993. when MARD asked farmer representatives how to accelerate the farmers'organization program, the 

farmers requested that we help them to market paddy, thai being the quickest and lowest risk option for increasing incomes in the 
short term. DCOO representatives said that by eamingfarmers more money, they could prove the worth of a farmers' organization 
in a way that farmers would immediately appreciate. For example, with approximately 84,000 tons of rice produced eachyear in 
System B, an increase infarmgate price of even 0.75 rupees per kilo would mean Rs. 63 million more earnings for System B 
farmers, or an increase of about SI 00 a year per farmer. MARD agreed to assist in the paddy purchasing campaign byproviding 
qualifitd DCOO with enterprise managers and weighing scales.

Our experience since 1993 shows that farmers'organizations can indeed add significant value to their paddy by selling 
collectively. Selling collectively seems to send a signal to traders that farmers are less vulnerable, thus more sensitive to price. In 
any event, in DCO areas where collective selling to the PMB took place, traders responded quickly by raising prices, especially 
when the paddy was cleaned and weighed.

The PMB offered an easy opportunity to increase farmer revenues. MARD and the farmers understand that the PMB option is not 
sustainable: the PMB buys paddy only as an attempt to provide support to paddy prices during limes of glut. But, as it offers from
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Rs 1 to 2.5 more than prevailing System B prices during harvesting season and as it also pays Rs. 0.25 extra to licensed suppliers, 
the PMB opportunity was obviously the kind of benefit farmer leaders could offer to cooperating members. Once organized to 
deliver to the PMB,farmers' organizations can also sell their paddy for a higher price to traders or undertake oilier activities.

With the assistance ofMEA and HARD, DCOO started marketing their paddy production themselves in Malm 93/94. In addition 
to enterprise managers, MARD provided grants for DCOO to buy platform weighing scales (to date grants for 38 scales have been 
made). The MEA provided the DCOO with buildings for storing paddy and helped the DCOO to obtain registration at the 
government owned Paddy Marketing Board, giving the DCOO an edge over the unregistered private traders and entitling tliem to 
a Rs. 0.25/kg special commission the PMB pays to their registered suppliers. In Maha 93/94,17 DCOO participated in the 
program. These DCOO persuaded their members to sell (on credit) 500 kgs of their paddy to the farmers' organization, or about 
J 796 of a farmer's marketable production. By selling through their fanners' organizations, the farmers not onfygota better margin 
themselves (Rs.l.00to 1.30per kg in 1993/94) but also enriched their organizations by the PMB commission ofKs. 0.25/kg.

In Maha 94/95 the number of DCOO engaged in paddy marketing rose to 63, with an average of ISO members per DCO and with 
the average weight supplied to the PMB through the DCO of 675 kgs per farmer or 22 % of his production. The 100 or so Ions 
passing through each DCO benefited the farmer directly and indirectly. DCOO sold the paddy to the PMB for Rs. 7.42/kgplus 
commission of Rs. 0.25/kg and paid participating farmers Rs. 7.00/kg, deducting Rs. 0.42/kgfor service and transportation. As 
paddy usually sold for Rs. 5.75 in areas where farmers did not sell through their DCOO, this activity gave the farmers a direct 
average benefit of Rs. 1.25/kgfor675kgsorRs. 844. Most participating farmers also received an indirect benefit of selling their 
paddy at a higher price to traders. This amounted to selling at Rs. 6.50/kg an approximate tonnage each of 2,325 kgs. ThisRs. 
0.75 increase in price earned the farmers another Rs. 1745 each, for a total additional income of Rs. 2,589. On the average, 

farmers in each DCO received Rs. 126,000 additional income through the PMB and an additional Rs. 262,000 from private 
traders. On the average, the DCOO each received around Rs. 25,000 in commission, above the service charges ofRs. 41,000. The 
DCOO members thus received a very clear lesson that the farmers' organization can bring them benefits and can sustain its own 
operations. More importantly, the private traders in the area began paying higher prices when they realized that farmers were 
organized. The total estimated benefit in increased revenues to the farming population in the 63 DCOO is an impressive Rs. 
20.220,637, of which Rs. 6,378.750 came from PMB and (an estimated) Rs. 13,841,887from private traders.

Below are illustrative gross receipts (as opposed to increased revenues) for paddy purchased in 1994 yala and 1994/95 malm by 
DCOs and sold to the Paddy Marketing Board or to the private sector. They show that the farmers' organizations are in business 
in a serious way. Detail for all DCOs gross revenues has not been included because the project does not routinely centralize DCO 
accounts and because 1995 audits are not complete.
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Table 2. Illustrative DCO paddy marketing receipts from 1993 to 1995

1994yala

D501-5-6
D2,3 Vijaya
Ekamutu
SriParakum

Jmmml m^

60.022.4
632,092.4

162.987.0
80,098.9

Vilayaya 453,146.6
Aralaganwila
YayaS
Vijaya
Devagama D4/5
Yaya 7
Parakum
D3/4
Dahamewa
101/D14/13
D2/104 A Bimpokuna
Tispanagama
Vajira
Boatla
Mahansen Mahawewa
Pimburattewa Ekamutu
Bamunakotuwa
Manikwela

179,935.0
582,980.2
561,878.6
473,926.3
820,163.8
287,888.5
409,614.5
103.763.8
295,847.5
731,291.9
193.006.1
348.577.5

97,792.5
194,434.0
686.081.5
941.670.0
706.000.0

1 994/95 maha 
rwi „„„,,

Kotamala
D13/14Mahadamana
D01/ADCO
D4/105

Kudawewa.
Vajira
Bimpokuna
Jayakata
Boatta
Sadunpitya
Devagama Yaya
D4.5 Devagama
Bamunakotuwa
Manikwela
Ginidamana
Mahasen Mahawewa
502 Galmulla Eksalh

J nunl fPtl

615.338.0
1.436,877.6

244,097.7
897,820.0

219.829.9
189,027.2

2,352,072.0
488,978.0
768.704.0
124,990.3

1,969.775.0
1.333,351.1
1.316.363.7
S.186,749.0
2.924,991.0
1,450,274.0
2,109,250.0

Total paddy sales 9.003,199.0 23,628,488.8

Case study: Evolution of Bimpokuna DCO into an integrated commercial complex

Summary. Bimpokuna D2/104 D Canal organization, situated in Dimbulagala Block, has a membership of 239 farmers and is one 
of 36 DCOO to have taken over the management of its canals. This DCO also sponsors a women's organization and a community 
development organization which assist in implementing agricultural, social, and cultural activities such as cultivating onion and 
chili nurseries, supporting a children's library, staffing a day care center, training and equipping a cultural troupe, operating a 
rice cleaning and processing center, managing a grocery store, and coordinating paddy purchases and sales to Hie Paddy 
Marketing Board (PMB) and to private traders. In 1995, the Bimpokuna paddy marketing program brought an additional Rs. 
900,000 into the DCO area.

Text of case study

During the past two years, apart from their main occupation of paddy farming, Bimpokuna farmers have engaged in the 
cultivation of high value export crops like baby okra, green chilies, gherkin, and cantaloupe melon on buyback contracts with 
companies. Although the profit margins varied from highly profitable to unprofitable, the farmers have gained valuable field 
experience and are now confident of growing most of these crops successfully.

Paddy marketing has been the DCO's biggest success. In Maha 1993/94 paddy prices offered by private traders had dropped to 
Rs. 5.75 and lower. To receive a better price, Bimpokuna started selling paddy directly to the Paddy Marketing Board (PMB), 
using a MARD grant to purchase a platform weighing scale and benefiting from the assistance of a MARD-sponsored enterprise 
manager, who helped them set up their buying center and ensured adhc/ence to PMB quality standards. Compliance with PMB 
standards helped this DCO to quickly establish a good reputation as a supplier of quality paddy and eased the sometimes difficult 
access to the PMB. Thatseason, it sold 114,423 kgs oj'paddy to the PMB at Rs. 7.42/kgfor a total Rs. 849,018 and received an 
additional Rs. 22.884.00 in commissions. It paid its farmers Rs. 7.00/kg (Rs. 801.000) and retained Rs. 0.42 (Rs. 48,000) for 
operating charges.
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Tliis 1994/95 Maha ihisDCO increased its direct paddy purchases by 260%. selling the PMB 297.023 kgs at Rs. 7.42 for a total 
Rs. 2,203,910 and received an additional Rs. 74,000 in commissions. It paid its fanners Rs. 7.00/kg (Rs. 2,100,000) and retained 
Rs. 0.42 (Rs. 125,000) for operating charges. Its members received an average payment of Rs. 8,700 each, orRs. 1,550 more than 
they would have earned at the prevailing market price ofRs. 5.75/kg. The Rs. 1,550 additional income per farmer would be 
appreciated anywhere by small holder Sri Lankan farmers, but to lliis amount should be added the indirect benefits of the DCO 's 
activity. Because of the higher PMB price, the Bimpokuna farmers expected, and insisted, that the private traders pay higher 
prices also. Bimpohina 's private traders are small scale, and reside in or near the DCO. Because they have local agricultural 
interests (read: illegally leased fields), they can not easily leave the Bimpokuna area to go elsewhere for cheaper paddy. 
Consequently, they generally agreed to raise their prices by an average qfRs. 0.75 more titan the earlier prevailing price. They 
purchased an estimated 420 tons at Rs. 6.50/kg, adding an estimated additional income of Rs. 1,318 per farmer. Insummary, if 
Bimpokuna farmers had sold all the-'- paddy atRs.5.751kg, their total income would have been about Rs. 4,100,000. By selling 
through the DCO the fanners and the DCO received about Rs. 5,000,000.

In Maha 1994/95 the farmers supplied Bimpohina DCO with approximately 41 % of their saleable production, up from 16% the 
year before, indicating llieir growing confidence in the organization. The DCO also received the respect of the business 
community by maintaining cordial relations with the private traders, some of whom helped, for a fee, in providing transport 
facilities to the DCO. In fact, one of the main paddy traders in the area leased his truck to the DCO for the full season. This seems 
to be a good example of "if you can 'l beat 'em, join 'em."

Bimpokuna has embarked on another venture to add value to paddy. It financed, with its own funds, the repair of a small trader's 
rice mill and then hired the mill, installing it in a DCO-owned building. The Bimpokuna women's organization supplies the mill 
with parboiled paddy and raw paddy. The milled rice is sold by the DCO ^.tlte local community.

Bimpokuna also opened its own grocery store, where it sells its milled rice, among other useful items. The store not only provides 
farmers with access to goods at fair prices but also serves as an outlet for their vegetable produce from home plots and field 
surpluses. The DCO maintains this store at a low profile to soften the opposition from grocery store owners in the area. During its 
first year the store had a turnover ofRs. 796,679.00 (subject to audit) and a net profit ofRs. 55,767.00 (subject to audit). Because 
it maintains a low overhead, the DCO feels its can increase sales easily, but feels it must go slowly lest it run other stores out of 
business.

The DCO operates its own sales outlet for seeds, fertilizer and agrochemicals, enablingfarmers to purchase their needs at fair 
prices and assisting them to make the correct selection of inputs. The outlets have opened job opportunities for two DCO youths, 
paid by the DCO. The DCO earns additional income from hiring out its two wheeled tractor and trailer and its knapsack sprayers 
to farmer members. These equipment were earlier supplied byMARD.

The DCO maintains its own office in the center.

Case study: Trouble in the Manikwela DCO

This DCO was formed in 1993 directly from tlte former Manikwela ULFO. As the same hydrological boundaries pertained, there 
was a change in name only. But at the time of the change, an audit revealed financial malfeasance on the part of the ULFO 
officers. The membership voted them out of the office and is still trying to recover lost funds. Undaunted by this setback in 
building their farmers' organization, the DCO entered into a fairly large contract with tlte MEA for cleaning a drainage ditch, 
successful completed the contract, and then began a vigorous campaign of paddy marketing. During the 1994 yala campaign. 
Manikwela sold about Rs. 700,000 worth of rice. In the 1994/95 paddy marketing campaign, Manikwela sold double the paddy of 
any other DCO, with gross revenues of over Rs. 5 million. Farmers became highly disaffected, however, when it was alleged that a 
DCO officer had taken in large slocks from private traders, sold them to the Paddy Marketing Board (a purchasing counter only 
farmers and fanner's organizations have access to) as belonging to the DCO, pocketed a commission, and turned away DCO 
members wanting to sell their stocks at the same lime. MEA has been asked to investigate.

This case is ilie most flagrant of several cases of suspected mismanagement by DCO officers. MEA must be vigilant and must-as 
a high priority - involve the unit, block, and, if needed, system level farmers' organizations in the resolution of the problem. As 
DCO commercial activity increases -and it is already close to Rs. 40 or 50 million a year, by rough estimate -the instances of 
mismanagement will multiply unless MEA acts immediately to set up a permanent audit team. The gravity of the problem does not 
call for such a team at the moment, but if such a team does not begin work in System B, the problem will become widespread. If 
that happens, it will probably be too late for remedies. Farmers'organizations in general will have been discredited just as -
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temporarily at least -the Manikwela DCO has been in the eyes of some of its members.

Therefore. MEA should set up the audit team long before it is needed to solve a general crisis. If it is set up, there will probably not 
be such a crisis.

Case study: GalmitUa Eksalh DCO Rescues Indebted Members

In 1995 the Galmulla DCO. finding itself with a healthy balance in its accounts, decided to help members gel their land out of 
hock by paying off money lenders and assuming the debt. The operation was simple and, so far, small scale. Benefited members 
agreed to the following conditions:

  The farmer himselfherselfmust cultivate the land. Leasing or mortgaging of the land to another person is not permitted 
without the DCOs consent (which might be given in emergencies).

  A signed and stamp copy of the member's land permit must be given to the DCO for safekeeping.

  If the member dies, his successor will assume his obligations to the DCO.

  Fertilizers and chemicals will be provided on credit by the DCO at a reasonable interest rate.

  The member will reimburse the DCO the value of10 bushels of paddy orRs.1,600, whichever is higher in value, per 
year, plus 1096 interest per annum on the unreimbursed principal.

The DCO decided to set up a revolvingjund, using payments from beneficiaries la buy other members' land out of hock Eleven 
members passed the DCO's risk lest (an interview and an assessment of the members capability of benefiting from a second chance 
at managing his land) for the first phase of this project. The DCO paid an average price of Rs. 5,000 per one-half acre of land, 
spending a total of Rs. 160.000. Note that the size of the land plots varied from member to member.

B. Interviews 

Interview #1

Now age 44, this farmer he left school at age 10 because 7 of his 12 brothers and sisters were in school, too many for his family to 
support. He and four other children were chosen to work in the fields and hire out as labor. Chena cultivation was the only way to 
produce food and earn money other than very low paving laboring jobs. Everyone in the village was very poor. His family was 
settled in the Pimburaltewa irrigation scheme in 1970 because they were local residents. Then, in 1973 he received is own land in 
the same scheme. From 1973 until 1977 his income was low, owing to the isolation of the area, but things improved progressively 
as the effect of two crops a year began to increase income and investment in the area.

He started developing his leadership skills in 1970, when he was 19 years old. His grandfather was head of the village 
development council (one of the many government organizational development schemes of the past) and was a respected person 
locally. When the irrigation department invited the heads of the village development councils to a training session in 
Bandarawela, his grandfather ask him to go in his place. The seven day training program changed his life: it was his first time 
out ofPolonnaruwa and the first training program he had ever attended. He relumed to his village with the hope that he could 
work to improve his community. The next election, his grandfather did not run for head, so he did, with his grandfather's support. 
He won, and ever since then has participated in some way informal organizations in his village. As head of the council, he spent 
his time trouble-shooting for the village, spending a lot of time with government agents trying to direct assistance to his village. In 
those days, there were no secondary roads, no clinics, no doctors, nor not even any police. Once, for example, he had to hold a 
coroner's inquest over the death of a man who had been killed accidentally by a collapsed wall. When the police came to 
investigate the death, they accepted the verdict of his inquest, as the council was the informal government of the area. The village 
built a school vith funds he had cajoled out of the government agents, the community built a temple, and the government improved 
the roads. The Pimburattewa irrigation scheme supplied ample water, so the irrigation department staff, who dealt exclusively 
with water, were seldom contacted. There was a wide gulf between the farmers and the irrigation staff and almost no 
communication. Tills did not change when the Mahaweli took over in the mid-1980s. The Mahaweli started a/aimers' 
organization with the MEA unit manager as head. This organization did not interest farmers at all

34



He first heard of farmers' organizations with farmers in charge in 1986 when Nation Builders began a program with the 
Mahaweli. He resigned as council head and became afield canal group leader. But for four years his farmers'organization did 
not develop. It has no life, no activities, and received no encouragement from the Mahaweli. In 1991, he was elected president of 
his organization, promising to bring tlie farmers' organization to life. He went from house to house, asking for contributions in 
rice as a start up fund for the organization. The 38 bushels he collected provided the farmers' organization with enough funds to 
buy some agricultural chemicals and open up an input shop, buying in bulk at whole sale prices and passing on a part of the 
savings to the farmers. That year the farmers'organization also bought paddy and sold it in bulk to tlie private traders at a 
slightly higher price for farmers.

By this time MARD was in System B, but he did not know much about it other than that it set out demonstrations of other field 
crops, an interesting activity in itself, but not one that was channelled through the farmers' organization so not connected with the 
farmers' organization. In 1992 he (and a lot of other fanners' organizations leaders) got to know MARD because of its export crop 
program for h.u'i the TESS packhouse. MARD's high profile and high risk crops caused a lot of discussion in the farming 
community. Some farmers did well, some lost their money, but none of the farmers had had any similar experience before. His 
organization grew butternut squash, yellow onions, andcabbage, on contract and for the local market. Although contract prices 
were paid for crops grown to specification, ihe quantities of crops successfully grown to specification were low and disappointing 
to the farmers, and much second griJe produce was left in Ihe farmers'hands. Also, much more butternut than was contracted for 
was grown, bee-use ofsorr.* confusion in communication. He himself grew cabbage, harvested a good crop and sold it locally for 
a h igh price. But ne had had to take extremely good care of his cabbage and even then had experienced times when he thought he 
would lose the crop. He has never grown cabbage again, but has grown cantaloupes profitably, as well as outer vegetable crops. 
He came to know MARD very well during tlie period of tltese first export crops because many fanners in his organization did not 
grow their crops well, especially cabbage. He met with MARD officers many times to show them the mistake they had made in 
recommending cabbage during the Yah season and in the end succeeded in gettingMARD to pay a compensation to the cabbage 
farmers. He had hidden his success lest his exception be taken for the rule.

In 1993, when MARD's contacts with farmers'organizations became more frequent and when MEA began responding to the 
encouragement tlie new MD was giving them to work with farmers' organizations, he was well placed to maintain an open and 
frequent dialogue with MARD. Having argued with them so often Ihe year before for the farmers'sake, he had come to understand 
the genuineness of their commitment A momentum in developing farmers' organizations began to develop the like of which he had 
never seen. The structure of committees on the unit, block and system levels gave the fanners a feeling of importance and of 
mattering in Ihe irrigation scheme. Seeing a farmer sil next to the RPM in the System-wide coordination meeting made all the 
farmers understand the power farmers have - potentially. For example, during one coordinating meeting in Colombo for farmers' 
representatives from all over the Mahaweli, the Director General of the MASL asked tlie System B representatives why they did not 
make better use of Ihe European Commission (EC) loan program for housing construction. They answered that they did not know 
much about the program. When he heard this, the DG asked more questions, solicited their advice, and, not long afterwards, 
appointed the PCC farmer vice-chairman to the Board of Directors of the EC fund.

He feels that the DCO has a much better locus - the d-canal - than the VLFO had. The ULFO would not have succeeded in the 
joint management of the irrigation system because the canals and the units follow difference patterns. He feels that water 
management is the most important of the farmers'organization activities, but that economic development through the farmers' 
organization is equally as necessary and ilia I this aspect of Ihe farmers'organization has to be continually developed and 
modified.

This is now a critical time for farmers' organizations in System B. The farmers are fearful that, with MARD gone, Ihe interest of the 
MEA officers may lag and tlie former officer -fanner dichotomy may develop, with officers trying to tell farmers what to do as if 
they were wards of Ihe slate. You cannot development joint management with such attitudes and farmers will not participate in an 
organization which is run completely by Ihe government. They want their own representative voice. Now also, with the Managing 
Director having left MEA, farmers are especially worried. But if the next Managing Director, when appointed, will confer with 
farmers, they will help him continue with Ihe present strong farmers'organization program.

Interview H2

This farmer, in his mid-forties, left Horena in 1967 because living conditions were loo difficult and life held little promise. He said 
thai no matter how much he worked, he did not feel he could get ahead. He was used to working, having been a regular arecanut 
picker after school in his childhood and always ready to do any work his family requested. From Horena, he went alone to Ihe 
present System B areas and settled, illegally, in Divuldamana, where he was a founding member of a youth group that dammed the 
Kuda Oya and cultivated hundreds of acres of land illegally. There was a move by officials to displace thtm, but when the
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government agent saw the good work they had done, he told them tltey could stay until a development project prepared better land 
for them. He left Divutdamana in 1977 to move to an area near tlie present day Welikanda. He again took illegal possession of 
land, this time a reservation area, on which he built a bakery with funds he had saved and borrowed. He also began buying fish in 
Batticaloa. He sold bread and fish to Mahaweli construction learns, doing a prosperous business from 1978 until the LTTE 
problems in 1983, by which time the Mahaweli had given him a farm. Now he has a farm and a bakery and since 1990 has worked 
with hisDCO. The first three years he served as auditor and the last two he has been president. He also sells vegetables in 
Kaduruwela and, when he has a large amount, in Dambula. using a rented truck He cultivates vegetables and makes good money 
from them. Some 15 or 20 other farmers cultivate vegetables also. He sells their vegetables in Dambula for them when prices in 
System B drop too low. He feels that in addition to more vegetable growing, his DCO needs a large animal husbandry project, 
managed by the DCO, to really develop enthusiasm.

He feels that his DCO's most important task by far is water management. Commercial activities, like selling paddy, are sometimes 
successful, but his DCO lacks dynamic managers. If there is a storage problem at the PMB in Welikanda, then the farmers are 
discouraged rather than looking for other solutions. About a quarter of the membership are indigenous peoples, who consider 
growing paddy a big enough management problem and who show little interest in belonging to the DCO other than to ensure a 
supply of water. LTTE pressure is also fell in his area, although tin's discourages people much more than it would normally, if they 
were more ambitious to earn money. Other than the indigenous people, most of the settlers are from Kegalle, so the community is 
homogenous. They seem more interested in improving and maintaining their canals than in any other communal activity - 
although they lake a lot of urging to get moving even on canal work On the day oftlie interview, the DCO was digging a long 
field canal, designed hyMEA but built and paid for by the DCO, to bring in some drainage water for second generation settlers. 
Before the interview, he had spent tlte early morning making sure (he work was going well and tlial tltere would be enough food at 
lunch for the volunteers.

After the departure ofMARD, he worries about the future of his and other farmers'organizations. Many farmers still feel 
dependent on MEA, even though MEA is an obviously weakening organization. They need the kind of encouragement and bracing 
up MARD provided by its frequent contact with farmers on the subject of farmers' organizations and commercial activities they can 
undertake. But he believes that few in his area have his understanding of how strong the DCO could become and how helpful. 
This is mainly because of the dependency on MEA tlte farmers in his area feel. Ifhen asked what MEA could do to make his 
assessment more optimistic, he answered that the MEA should make the unit, block, and system level joint management committees 
more responsive. Now there is far loo much talk about tlie same problems every meeting and far too little action on the part of the 
agency. AH talk and no action will drive farmers away from tlie meeting. Results will make them believe that farmers' 
organizations have a role to play.

Interview #3

This farmer, in his tale 30s, was interviewed in a one hectare banana plantation where he was working as a laborer. He said that 
the field belonged to a rich farmer who had decided to convert his entire field to bananas, paddy being a losing proposition. He 
said that he himself had planted a 1,000 sq. meters of his own field in bananas, for the same reason. If he could, he'd get out of 
rice altogether, other than what he needed for his family.

When asked about his farmers' organization, he had strong opinions. He classed it with paddy as a losing proposition. He said 
that the had first heard of farmers' organization "forfarmers and not for the government" only three yean ago. So he had joined 
and paid his membership fees. He was sad to team tliat, because his organization was made up of people from all over the island 
who quarrelled with each other. There were at least three opposing camps and even the camps were not harmonious among 
themselves. The DCO area had a wide variety of successful, moderately successful, and poor farmers also. The rich were for 
themselves and did not want to help the poor. For example, instead of using DCO money to buy farmers' lands out of mortgage, 
the DCO leadership wanted to farm the money out to tlie highest bidder, whether it be to a bank or a rich farmer. Worst of all, the 
present leadership had played out money during the last year and had used the paddy marketing campaign for their Own interests 
- and ha J made a lot of money illegally.

(Note: this was not a long leisurely interview, as the farmer was in the field working when the interview started. A Itliough he was 
courteous and well spoken, he was obvious unhappy with his community and angry with tlie DCO. Unfortunately, his accusations 
and complaints have a basis in truth. MEA is aware and will administer emergency treatment)

Interview W

This farmer, in his mid-forties, says that his DCO, of which he is president, is probably the best farmers' organization in System B.

36



They are doing every/tiling right because tliey work in committees and discuss everything tliey do before acting. This is a strong 
statement, but most of the DCO members and me MARD andMEA staff would agree. This is an excellent organization.

Geographically and economically, it is located at the small end of the horn of plenty: situated just before the Maduru Oya 
Reservoir, on a road which has little traffic and few shops. In 1974, tlie community, most of them from Bibile. first settled on the 
oilier side of the reservoir in a forestry department teak project. Settlers were given as large an area as they could manage to plant 
in teak and were paid by the acre for planting. They could also plant any intercrop they wanted, but had to agree that they could 
not claim land or leak when the trees became mature and shaded out other crops. They planted bananas as an intercrop, along 
with greengram, maize, pumpkin, chili, and other chena crops. After three years, the bananas began yielding and famished a 
good income.

In 1983, the settlers were moved from the reservoir site to Mahaweli lands near the reservoir. The solidarity between them, 
derived from being from Bibile and from having lived together like pioneers in the forest area of the reservoir, meant that their 
community was strongly united. But lately, some of the leaders in the community have been thinking that the DCO perhaps needed 
more diversity, especially concerning business contacts around the island. Unity is good, this farmer said, but diversity brings 
progress. (Thefarmer in interview It3 has a different point of view about diversity.)

The DCO has just bought, witli DCO and farmers'funds, a modern rice milling and polishing unit. With MARD funds, they have 
set up a pilot parboiling unit. They expect to sell the high quality rice as a top of the market product - in Colombo or other large 
cities. This DCO u also involved in all ofMARD's programs, including buyback contracts and coconuts along the d-canals. They 
have 2.000 trees in good condition. They have an approved loan of Rs. 1,500,000from the Agrarian Services for paddy 
purchasing next harvest season. They serve as an agent for a fertilizer and chemical company. They have a savings society, a 
women's organization, a nursery for mother's who need to go to the field or who work in Aralangawiia. The DCO has notyct 
taken over its d-canal, but will soon. AII DCO work is done by committee. It is from these committee: ̂ that the next generation of 
leadership will be drawn.

This farmer says lltatfrom the time he settled in System B tliere have been rural societies and community development societies and 
other kinds of village societies, but all which were promoted by tlie government failed without ever m iking an impact and all which 
were started by the villages or which concerned the villagers only (e.g., the village sayings society) were too narrow to have an 
impact anything like the present farmers' organization. Then there came the VLFO with a unit manager as president. It did not 
come to life either as it did not catch the imagination of the people and was not really alive. Then came the ULFO with a farmer 
president, an improvement but not tlie answer. Before the advent of the DCO, he was a member of each society, in the hopes that it 
would do something for him and the other farmers. He held offices in committees and served as secretary. Then came tlte present 
DCO farmers' organization, accompanied by strong support from the big bosses in the MASL and also with the enthusiasm cflhe 
block officers, especially of tlie engineers. The people now see their organization as one of the good things in the community. He 
is proud to be president, but wants to turn tlie job over to someone else in a year or so. He said thai the opportunity cost of being 
president is very high: he has no time to devote to making money. His family helps him, but he is sure he is missing opportunities 
to farm better and to go into business.

He says that tlie community has its problems: the main ones being lack of transportation, low soil fertility, and elephant damages. 
The community hopes to be able to solve tlie transportation problem by having more products to sell and thus attract more trucks. 
The problem of low fertility can be solved only by much work over the long term in caring for the soil. The problem of elephants 
might be solved by tlie MASL and oilier departments. In tlie short term, the farmers would be happy if the insurance corporation 
paid off when there were elephant damages. But to date, no one has ever been paid by llie insurance corporation even though 
farmers have respected all the terms laid down for receiving payment for crop loss. Oilier llien problems inherent in the insurance 
corporation that everyone knows about, there is also the problem of being close to the Maduru Oya. For fear ofLTTE. the 
insurance agents will not visit them to inspect damaged fields. The elephant fence does no good as the elephants come from the 
Topigala side of tlie Maduru Oya forest and not from the park side.

The DCO is better than the ULFO because it is organized around the life blood of the community, water. The farmers can easily 
unite around water and they see llie connection between a good canal and higher profits. The ULFO is a hamlet organization, or 
was perceived as one, and as'such did not seem focus enough on the basic need for good canals. Maybe it was tliat the message 
from MEA did not focus enough on liie need to maintain good canals. In any event, this community understands the importance of 
canals. After living for years in tlie teak project, llie farmers appreciate the two cultivation season tltal irrigation permits and 
enjoys being able to produce rice. It may be a low value crop, but with the rice mill and parboiling program, there is hope of 
increasing its value.
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But the DCO cannot base its activities on water alone. This farmer said that tlie DCO has to base its activities on what the fanners 
want to do. DCO officers can educate tlie farmers and persuade tltem of the importance of certain new activities, or of irksome 
duties, but it cannot force them to do anything and cannot work in isolation. DCO leaders have to understand tlial the farmers 
want economic development, first of all, and they have tlieir own ideas, sometimes particular to tlie local situation, on how to 
achieve tin's. So, DCO leaders should be sounding popular opinion all the time, not just at llie beginning of tlie DCO. The leaders 
have to follow the evolution of things in the DCO area, or the people will lose interest - or will remove lliemfrom office.

He is worried about the future. The present coordinating committees are losing steam because they do not sake problems quickly 
enough. He'd like to see tlie MEA put a priority on the VCC, BCC, and Project Management Committees -and make tliem work. 
He's also waiting to see whetlier things change when MARD leaves. When fanners came to the MARD office to discuss problems, 
their problems immediately became priority. When you walked into the MAKD office, you didn 't have to wait all day or see a clerk 
or be treated in a discouraging way by an uninterested or demoralized officer. But since the new Managing Director gave life to 
the farmers' organization program, tlie MEA block officers have become very good and are realty a part of joint management. But, 
they might be transferred and then tilings might return to the way they were before. Let's see what happens, he said. The farmers 
will be ready to help the MEA in any way possible.

C. Enterprise Manager's End of Tour report.

I am a settler farmer myself in System B and a past president of a DCO. I have over 14 years experience as the manager of small 
enterprises, in and out of System B. Because of my experience, I was confident about my ability to perform my job as enterprise 
manager at Kalingawila DCO in Zone 4A.

There, when I arrived, I saw disharmony and distrust in the farmers'organization. One reason was the diverse origins of the 
settlers. Other reasons were caused by normal human nature - avariciousness and lust for power. But {found that the farmers 
wanted good leadership in their DCO that would attend to their common needs and thereby eliminate some of the misbehavior and 
mistrust and replace it with community spiritedness. The farmers' experience in community spiritedness had been short-lived 
episodes when they had come together for a specific purpose. After the purpose was accomplished, then they disbanded and the 
sense of unity was gone. The prime cause of this shaky system was the lack of a trained management structure in the DCO and 
careless financial management.

I was able quickly to provide management to tlie DCO. When I assumed duties, the DCO was in a confused and disorganized 
state. Tlie members were not interested in attending meetings. As a first step, I approached tlie turnout leaders, fanners, and 
officials to appraise them of tlie need to strengtlten tlie DCO. I was able to increase the attendance at meetings to almost 100%. I 
was proud to get the field canal leaders interested in running the DCO committees again.

By helping to reorganize the accounting system and by assisting in obtaining common needs, I earned tlie respecl of the members. 
I convinced tlie members that the DCO needed a strongfinancial basis. 1 Jiey had only Rs. 150 in their account when I took over, 
but farmers owed the DCO almost Rs. 300,000from seed given them on credit by tlie DCO in the seed commercialization program. 
1 got the farmers to pay back 75%, even though they had said that recollection was not necessary because the fund had been a 
grant to the DCO and not a loan. I used tlie money, with tlie farmers' agreement, to buy seed and inputs in tlie next season. I also 
set up a paddy purchasing scheme, for the first time in the history of the DCO.

I was able also to organize Uieyoutlis and to gel tliem, with the kind assistance of the block level MEA officials, some land to farm 
communally. The youth raised money for inputs from membership dues and from a loan from the DCO. Unfortunately, the 
program was suspended because tlie youths could not agree on a common goal. I hope this is a temporary setback only.

I helped me DCO organize a brick making project also. MEA approved it and was prepared to give the necessary assistance. But 
this project too was suspended - owing to increased terrorist activities in Zone 4A.

I also organized a providential fund in the DCO to help the truly needed in times of distress.

The best program was me DCO onion growing and storage program. They used recycled seed commercialization fund money for 
onion seeds and they usedMARD assistance in building more onion storage sheds. Farmers put onions in the sheds when the 
market wasRs. 8/kg and sold tliem two monllis later when the price wasRs. 22/kg. Most farmers were pleased with the added 
pro/its and paid back thair loans to the DCO. Some farmers had problems during production and got poor crops, however, so did 
not pay back their loans.
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My job was not easy, /faced opposition from some farmers and even from officers who had vested interests in the community. But 
I tried to convince all the farmers that they cannot hope for improvement unless they find a way to organize over the long term and 
not just for short projects that bring them immediate benefits. If they don't organize, the parasites will live off their work MEA 
should direct all of its activities through the DCOs. MEA should never get involved with the finances of the DCOs, but they should 
monitor the books frequently as independent auditors.
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Chapter Eight: CONCLUSION

MARD's assistance to System B ends in August 1995, just as the farmers' organizations program is picking 
up a tremendous momentum. In three years, MEA has made radical changes in its own bureaucratic ethos in 
regards to devolving real power to farmers' organizations. MEA and MARD's program has taken full 
advantage of this change in bureaucratic ethos. MEA must now continue implementing the program, for 
which funding must be available in addition to strong commitment. The MEA staff has enjoyed working 
closely with fanners, but needs constant positive reinforcement from the head office if the program is to 
continue gathering force.

The present momentum can carry the farmers' organizations program along for a few months after MARD 
ends. For example, during the last two weeks of August 1995, two irrigation blocks are forming private 
fanners' companies and two irrigation blocks have federated into block wide farmers' organizations. Also, 
fanner representatives are presently discussing the management of outgrower arrangements with a large 
export company for the production of vegetables, fresh manioc, and sweet potatoes. The MARD team is 
pleased to see these activities begirming now, at the end of the project. But these activities are the fruit of 
previous effort and part of the present momentum.

MEA should avoid a hiatus in activity, the present momentum - more a psychological momentum based on 
confidence and optimism than an economic momentum based on practical achievements - would lose force. 
As was said earlier, farmers' organizations in large irrigation schemes cannot create themselves and, when 
created with the help of the irrigation agency, they cannot pull themselves up by their bootstraps. It should be 
added that when created and developed, even then they cannot survive without the litigation agency's constant 
support and acceptance. The organizations must be strong and authoritative if they are to participate 
meaningfully in joint management and in income generation, but their strength and authority will always be 
tied to the irrigation agency's willingness to work with them. Any neglect, even benign, will have a negative 
effect.

This point is worth emphasizing. Even if a large number of farmers' organizations arc functii ling reasonably 
well, they cannot be expected to be perpetual motion machines. Without continued government 
encouragement, they are not sustainablc - if they are part of a large irrigation scheme. If the irrigation agency 
ignores them, they are lost. They exist primarily to assist in the participatory management of the irrigation 
system - and it takes two to participate. If their role in the participatory management of the system is not 
preeminent in their identity - and this depends on the irrigation agency's continued commitment to 
participatory management as a sine qua non-, then they will become, at best, individual and isolated farmers' 
organizations, surviving as paddy and produce marketing associations. As such, they will not assist in the 
maintenance of the irrigation system.

Assisting farmers increase their incomes must be a part of the farmers' organization program. MEA and its 
officers have to have clearly in mind the concept that the fanners' organizations exist not just to make the 
fanner strong and independent, but also to ensure the integrity of the irrigation scheme and the rural society 
which depends on it for survival. A recent island-wide study of farmers' organizations observed that while 
government agencies view fanners' organizations as a opportunity for "turning over service responsibilities or 
reducing... operating costs," farmers have "different motivations." The study concludes that "unless a 
means can be devised to satisfy both government and farmer needs, government efforts to promote farmers'
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organizations can be expected to fail. World-wide experience shows that farmers' organizations often fail."18 
Mahaweli farmers' organizations will fail too, if the MEA is not fully committed to making them succeed.

MAJOR RECOMMENDATIONS

1. Joint management of all MEA development activities with the DCO. MEA should continue to 
give priority to farmers' organizations development and to the participatory management program. It 
should channel its development program through the farmers' organizations so as to increase the 
importance of farmers' organizations in the eyes of the average farmer and also to give as great a 
number of farmers as possible experience with the joint management of irrigation and with programs 
for economic development. In particular, MEA should:

a. Place greater emphasis on the functioning of the unit level and block 
level coordinating committees, ensuring that decisions appropriate to this 
level are taken and that the decisions are implemented. Already, fanner 
representatives complain that they have to take too many problems to the 
level of the project level committee. If farmers cannot get satisfaction at the 
unit and block committee level to their more easily remedied problems at 
least some of the time, then they will cease attending these meetings and 
joint management will become a theory instead c »'a practical reality.

b. Weld agricultural extension to the farmers' organizations more strongly than at present in 
order to encourage crop diversification and improve production of paddy. In principle, each 
unit has one MEA field assistant (FA) who assists the block level agricultural officer (AO) 
with extension. Each FA is supposed to work with each field canal group in his unit, train 
farmers in the necessary technologies, and collect agricultural planning information each 
season from the field canal and pass it to the Deputy Resident Project Manager for 
Agriculture (DRPM/Agri). This present procedure bypasses the farmers' organization. It is 
recommended that the FA of each unit be assigned to work with the DCO or DCOs of his 
unit. The DCO should form an agricultural sub-committee, composed of a representative 
(the field canal group leader or another person) chosen by members from each field canal 
group. The FA should work together with this committee to plan the agricultural season, 
promote off-season planting for better prices, train farmers in appropriate technologies, 
install demonstrations, and collect production and sales data. This committee should be 
continually active. Its work should be supervised by the block AO. The DCO should meet 
with the committee once a month in order to report on its activities to the unit coordinating 
committee (UCC) and, when appropriate, to the block coordinating committee (BCC). 
Inactivity of FAs, AOs, or DCO agricultural sub-committees should be brought to the 
attention of the DRPM/Agri or to the RPM.

c. In strengthening farmers' organizations. MEA should give equal priority

11 James B. Fitch, Asoka K. Gunawardena, and M.D.C. Abhayaratne, Farmer 
Organizations and Agrarian Service Centers: Proposed Next Steps in an Institution Building 
Process: ACDI Commercial Small Farm Development (1995), p. 2.
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to water management and to the management of commercial activities. 
MEA's Institutional Development Unit should begin to actively promote 
commercial ventures in farmers' organizations. Even where farmers' 
organizations have successful commercial ventures and enthusiasm and 
optimism is strong, the level of technical knowledge about how to run a 
commercial organization is still low. Ensuring the transparent management 
of funds - by providing training and regular audits - is the most important 
kind of support MEA can provide. Through EIED, MEA can also provide 
training in entrepreneurship.

2. MEA should make a special effort to accelerate key fanners' organizations programs - such as the 
formation of farmer companies or the federation of farmers organizations to the block level or the 
promotion of paddy marketing - immediately after the departure of MARD. A show of strong 
interest in and support for farmers' organizations on the part of MEA will greatly encourage fanners. 
They now fear that the departure of MARD could mean a lowering of priority for the farmers' 
organizations program. MEA must demonstrate its support to the farmers.

3. Equip the fanners' organizations development unit of MEA. the Institutional Development Unit 
This is the newest office in MEA and, as such, is under equipped. It is strongly suggested that this 
unit in System B have priority choice for equipment and vehicles being turned over by MARD to 
MEA. Second priority should be to the agricultural development unit of System B. To assure that 
all of MEA in System B has sufficient equipment, MASL should keep all former MARD equipment 
in System B except that which is needed to support System B activities in Colombo. The MEA 
engineering unit is already well supplied with office equipment, but still needs at least one more 
vehicle.

4. MEA should set up a MASL-wide Joint Management Committee to meet annually to discuss and 
formulate solutions to the problems of hidden tenancies, land tenure, political influence, 
mismanagement of funds by DCO officers, and DCO legal powers. This committee should have a 
suitable MEA officer (for example, the Managing Director or General Manager of MEA) and a 
farmers' organization representative as co-chairpersons and should be assisted by appropriate 
consultants from outside the MEA. Candid discussions should be encouraged. Solutions to 
problems should be proposed and implemented.
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Constraints and problems to resolve:

There are a multitude of problems in the Mahaweli Systems that have a bearing on the successful 
development of farmers' organization. These are well known, but imperfectly understood. This report has 
not discussed most of them in detail. To sole these problems, the ME A will have to work with their new 
partners - the farmers' organizations - and with the government to resolve them. The most tenacious and 
damaging of these problems are:

1. Hidden tenancies. In some DCO areas as much as 40 percent of the land is leased to someone 
other than the tenant and who often has no association with the DCO, thus weakening the solidarity 
of the DCO, placing the land in risk of being used carelessly, and weakening operation and 
maintenance of canals.

2. Land tenure and size of holdings. MEA should arrange to issue titles of farms to farmers and 
should permit some form of consolidation of farms into larger holdings (say, of 3 hectares) because, 
at present, dynamic farmers cannot increase their surface areas planted except by illegal means such 
as leasing and thus, when they do lease lands, they do not invest in the preservation and amelioration 
of such holdings.

3. Political interference. Political interference, especially when it results in the breaking of rules for 
the election of DCO officers, can not be tolerated, as such interference, when successful, is the kiss of 
death to the collective management of the d- and field canals. Over the past three years farmers have 
fought off attempts by politicians to influence and - much worse - interfere in the workings of the 
DCOs. MEA has always supported the farmers. MEA must be vigilant and ensure that this support 
continues.

4. Lack of practical legal powers. On paper, the farmers' organizations have the power to, for 
example, fine or otherwise punish farmers who refuse to clean canals or to use water correctly, but in 
practice legal officials are reluctant to recognize the organizations' powers or are ignorant of such 
powers.

5. Mismanagement of funds bv DCO officers. This problem, as the case study in Chapter 
Seven on Manikwela illustrates, can be very serious. MEA must institute the permanent 
audit recommended above.
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Part II: A Detailed Presentation of Farmers' Organizations Activities Sn 
System B



Chapter 1 - Basic Information

1. Introduction

1.1 The Back Ground

The MEA/MARD project designed in 1987 by USAID/Sri Lanka, to develop 
Mahaweli System "B",has considered Farmer Organization as a key 
component, in Agriculture and Rural Development.

In the Second stage of this project (MARD II), Farmer Organization is given a 
more prominent place in the project.

The Fanner organization programme has 4 main thrusts :

(1) Formation and strengthening of farmer organizations.
(2) Awareness and training.

(3) Transfer of responsibilities to control land and water resources 
available in the area and

(4) Development of business activities through farmer organizations.

In order to assist the expatriate consultant of the MARD Project, I joined 
MARD II project in 1, February 1993, as a local consultant for farmer 
organizations.

In addition to the COP/MARD, Mr. Bruce Spake's close supervision and 
guidance, I had to work with Mr. P. Ganewatta, FO Specialist, my 
predecessor, for about 3 months to study the MARD FO programme.

1.2 Scope of Program of the local FO Specialist

The scope of program of the local Farmer Organization Specialist is as 
follows :-

(1) Advice Farmer Organizations on establishment of procedures, 
. regulations and management systems to benefit members.

(ii) Coordinate MARD project support to Farmer Organizations to 
maximize impact on developing independent sustainable 
Farmer Organizations.

(iii) Assist Farmer Organizations to develop business plans and 
initiate income generating activities to benefit members.
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1.3 Terms of Reference

The Consultant has signed a contract with the Development Alternative Inc., 
for 31 months to work as Farmer Organization Specialist, starting on 1 
February 1993. This contract willend on August 31, 1995.

The specific duties and tasks attached to the position are : 

1.

2.

3.

4.

5.

6.

7.

8.

9.

10.

The consultant will work under the direct supervision of COP, MARD 
cum Expatriate Fanner Organization Specialist.

Assist MEA to convert ULFOO to DCO.

Advice and assist the AM/IDU in the following matters.

(a) Developing training modules.

Selection and recruitment oflOVs.(b)

(c) Determining the appropriate strategies for motivating farmers 
and field level agency staff to participate in activities in the FO 
program.

(d) Introduction of monitoring system for DCOO and IDU.

Lead four person team of Farmer Organizational Specialist in all 
Farmer Organizational activities.

Work with the rest of the TAteam and MASL staff to coordinate 
activities related to Farmer Organizations.

Function as a resource person in motivational and training programs 
upon invitation by the IDU or CTCU, at system level, block level and 
DCO level.

Planning and implementation of Business Development activities with 
the assistance of the Business Development Manager (MARD).

Assist MEA to develop a financial management system for DCOO. 

Coordination of Commercialization Fund grant program. 

Implementation of Enterprise Management program for DCOO.

11. Preparation of Annual work plan and reporting quarterly to COP.



12. Assist MEA/DRPM - ENG to prepare and implement the handing over 
of O & M program.

2. Activities Involved In

The FO Specialist was activity involved in the following programs to achieve 
the objectives as per scope of work and project paper.

(a) Conversion of ULFOO this DCOO.

(b) Motivational and educational training programs for Farmers, Fanner 
Reps, DCO office bearers, MEAand MASL officials.

(c) Financial Management programmes for DCOO.

(d) Enterprise Management and Business Development Program.

(e) Use of two wheeled tractors to increase income for DCOO efficiency.

(0 Commercialization Fund grants.

(g) Handing over of O & M of D-canals to DCOO.

(h) Coconut cultivation along D-canals.

(i) IOV program/IDO Programme.

(j) ESI through DCOO.

(k) Identify cards for Farmer Reps.

(1) Farmer company.

(m) Monitoring and evaluation program.

3. Concepts in Farmer Organization

As a result of working in the irrigation sector of Sri Lanka specially in the 
MARD project, a large number of important concepts have emerged and the 
more important of them, are briefly discussed below :-

1. Task of organizing farmers would be easier in places where the "Felt 
need" is there. If farmers have a dire need for any of the most 
important factors in agricultural production, the task of organizing the 
farmers would be much easier.



1
2. Irrigation water is an effective tool for the development of Farmer 

Organizations. The organizations formed based on hydrological 
boundaries, D-Canal Organizations are more successful than the 
organizations formed based on administrative units - Unit level Farmer 
Organizations.

3. Organizing the farmers for group efforts would be more difficult where 
previous efforts have failed. It is advisable to explain the cause of 
failures. Poverty restricts the ability of settler farmers to undertake 
risky ventures.

4. The organization once formed must be kept active to prevent it dying 
a natural death just like an ordinary human being who needs physical 
and mental exercise for normal growth and development. Farmer 
Organizations too, need collective and group exercises that would 
lead to their full development.

5. Frequent Monitoring of the Farmer Organizations Financial 
management system, is a major factor in the development of 
sustainable Farmer Organizations. Considerable number of Farmer 
Organizations have failed in the past due to mismanagement of funds. 
This appears to be the most common cause of misunderstanding 
between the office bearers and members.

6. Poor selection of farmer reps has formed weak organizations. Due to 
poor participation of representatives decision making and other 
important organizational activities are performed mostly by the 
president, secretary and the treasurer. This causes additional work 
for the key members and also leads to a lot of criticism from the 
membership.

7. Financial benefits through the organizational effort has positively 
effected in developing strong Farmer Organizations.

System B farmers are wary of investing in Organizations due to bitter 
past experiences. Therefore DCOO have to adopt other methods to 
generate income like input supplies and marketing, to strengthen 
there financial stability.

8. Recruitment of skilled management personnel would promote more 
involvement in commercial activities and reduce the burden of key 
members of the DCO.

The DCO could employ a Management Assistant to help manage its 
commercial activities viably.



Table -1 : Hydrological and administrative base for FO by Block

ftSSs*is"Si?

1

2

3

4

5

6

7

8

9

Wijayabapura

Damminna

Ellewewa

Dimbulagala

Sevanapitiya

Senapura

Aselapura

Singhapura

Sapumalpura

(1679)

(1300)

(2051)

(2220)

(2260)

(1677)

(1027)

(337)

(0)

1744

1277

2201

2227

2431

1793

1296

2122

1435

6

7

8

10

12

9

3

3

6

7

8

10

12

9

3

3

6

4

4

6

12

9

10

9

5

29

26

29

24

23

20

14

18

11

14

10

13

14

18

10

10

10

7

Total (12551) 16526 58 56 65 194 106

Bakamuna (3600) 3969 10 10 10 32 28

Grand Total (16151) 20495 68 68 75 226 134

According to the table above

(1) Av. number of farmers in a ULFO -237

(2) Av. number of farmers in a DCO -153



Table - 2 Institutional Development status in system B.
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9. Participatory planning and implementation has motivated farmer 
organizations to work efficiently and productively.

4. The situation observed in system B 

4.1 Service area of MARD Project

The MARD project is located in the left bank of system B, which is one of the 
systems of Mahaweli Accelerated Development Program.

The ground area of system B is around 135,000 ha, out of which 36,000 ha 
will be developed for irrigated agriculture, under the zones of 1, 2, 3, 4A, 4B 
and 5. Total area developed under irrigation is about 16526 ha and 3969 ha 
in Block G. Zones 1, 2, 3, 5, are already fully developed and construction of 
irrigation facilities, hamlets and villages is zones 4A and 4B are nearly 
completion. The left bank area is yet to be developed.

Table 1&2 explain the Hydrological and administrative aspects and 
institutional development status in System B.

5. Changes that have taken place between end MARD I and end 
MARD II, in respect of Farmer Organization structure

Table-3 : Difference in Organizational setup at the end of MARD I and MARD II. 
(Including Bakamuna)

Description

No. of blocks

No. of farmer families

No. of Farmer Org.

No. of Catalysts

No. of Turn out groups

No. of DCOO registered

Under Ag. Services Act.

No. of Units

Year

End 1992

9

16151

83

37

1352

45

65 (10)

End 1993

10

20495

134

42

1690

107 (26)

75 (10)



5.1 Conversion of ULFO into DCO

The unit level farmer organizations formed based on administrative 
boundaries have changed to distributory canal farmer organizations which 
are formed based on hydrological boundaries. Due to these changes, the 
number of farmer organizations have increased up from 83 to 134.

5.2 Turn out groups

The number of TOG has increased from 1352 to 1690 between MARDIand 
n due to establishment of new areas in system B and restructuring of farmer 
organization boundaries.

5.3 Catalysts programme

Under MARDI.there were 37 Irrigation Community organizers (ICO) working 
for 83 ULFOOand now (MARDII) there are 42 institutional organizer 
volunteers working for 134 DCOO. During MARDI.there were no IDOOto 
supervise ICOO during MARD I, but in MARD II there were 8 IDOO for 8 
blocks to supervise the IOV programme. Most of the ICOO were graduates 
or Agricultural Diploma Holders and the second batch of ICOO were A/L 
qualified youths, with experience from ISMP as IOO.

But the IOVV recruited from among children of farmers in system B, with A/L 
and 0/L qualifications.

5.4 Registration of DCOO

The registration of 45 ULFO registered under agrarian services act have 
been cancelled after the conversion to DCOO. The total number registered 
is 112 DCOO under the agrarian services act at the end of MARD II.

5.5 Introduction of the coordinating committee system

The coordination committees at Unit, Block and System level have 
contributed significantly to solve farmer problems and helped to make 
collective decisions with consultation of MEA officials and other officials from 
bank and line agencies such as Paddy Marketing Board and Health 
Department.,

5.6 Establishment IDUat project level and block level

The Institutional Development Unit of the head office is headed by the 
coordinator Institutional Development Unit, guided by MD/MEA. There is an 
IDO for each block working under the Block Manager to supervise and 
promote FO program guided by Asst. Manager/IDU. The average number



Table - 4 : Defference in Organizational set up at the end of
MARD I and MARD II. (Bakamuna Block G, separately)

No. of units

No. of Farmer Org.

No. of Catalysts

No. of Turn out groups

No. of DCOO registered under Ag. services act.

No. of units

12551

55

55

1352

45

55

3600

28

3

361

11

10

16526

106

35

1291

81

65

3969

28

7

399

26

10
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of DCOO per lOVis about 3 but some IOVV cover 4 DCOO and some 
others only one, depending on the availability of IOVV.

6. MEA/MARDand IDU relationship

MARD Farmer Organization Specialist and the Assistant 
Manager/Institutional Development Unit of System B, have worked jointly to 
implement the Farmer Organization programme in system B during MARD II. 
In addition, FO Specialist/MARD has worked very closely with DRPM (Eng) 
on ESI programme and taking over programme, DRPM (Agric) on buy back 
contract management, Seed Commercialization Fund Grant Programme, and 
Agric planning through Farmer Organizations programmes, project marketing 
officer on paddy marketing through farmer organizations.

MARDFO Specialist has assisted by Block Institutional Development officers 
as far as field activities were concerned. The diagram number-1 explains 
clearly the relationship, (see diagram I)

7-A
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DIAGRAM - I

MEA/MARD • IDU STRUCTURE 
HEAD OFFICE MD - MEA

PROJECT LEVEL

MARD - COP 

FOS

BLOCK LEVEL

ST MGR (IDU)

RPM/SYS B

fDRPM/ENG 
4 DRPM(AGRI) L PMO

DCO LEVEL IOV
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Chapter 2 - Farmer Organization Development Activities

7. Farmer Organization Programme under MARDII Project

7.1 Importance

Highly functional Fanner Organizations are required to implement 
participatory management of land, water and human resources to increase 
the overall project efficiency. To achieve this objective, it is important to get 
the active involvement of FO for operation and maintenance, farm input 
procurement, marketing agricultural credit, coordination and problem solving, 
and management of the agricultural production plan.

7.2 Farmer Organization section of MARD Project

The FO section of MARD Project is consists of 2 consultants and 2 support 
stafff, headed by Fanner Organization Specialist. Business Development 
Manager's major role was to promote Farmer Organizations business 
activities and the supervision of EMM.

The Financial Management Assistants functions were :

* Auditing of FO accounts.

* Training on FOO officers and MEA Officers in financial management 
activities.

* Preparation of financial statements for FOO.

* Apportioning of ULFO resources to DCO with the assistance of MEA 
staff.

The farmer Organizations Program Assistants major functions are :

* Coordination of FO field activities.

* Collection of necessary information and data for the FO section.

* Maintain filing system for FO section.

* Keep records on Commercialization Fund grants, training, buy back 
contracts and other activities related to FOO.

8



7.3 Activities under the Farmer Organization Program

7.3.1 Formation and development of distributory canal 
organizations

In early 1993, there were 55 unit level Farmer Organizations in system B and 
28 DCOO in Block G and 1352 field canal groups.

In order to pay more attention to the Irrigation physical system and get 
active involvement for O & M of the FO, it was decided to change existing 
FOO which formed based on administrative boundary to DCOO considering 
the hydrological boundary.

Strategies for conversion of ULFOO in to DCOO

(1) Collection of issue trees which show the irrigation net work in the 
block giving details of extent, number of allotment under each canal 
and lengths of canals.

(ii) Identification of hydrological boundary for each DCO, considering, 

a. Lengths of canals 

b. Number of allotments 

c. Command area under each canal.

(Average extent per each DCO is 150 ha, ranging from 75 ha to 225 
ha).

(iii) For identification of the boundary for each DCO has been finalized by

(a) after regular discussions with MEA engineering staff

(b) having field inspections and observation, with farmer members 
and officials.

(c) Discussions at fanner meetings.

(iv) Explain the purpose of conversion the existing ULFOO to DCOO to 
ULFO officials, Farmer members and MEA officials by senior MEA 
staff and MARDFO staff.

(v) Election of new committee members at mass meetings for the new 
distributory canal organizations.



Accomplishments

(a) The number of FCGS has gone up from 1352 (including 361 in 
Block G) to 1690 (including 399 FCGs in Block G).

(b) Number of farmer organization has gone up from 83 ULFOO 
(Block G - 28 DCOO) to 134 DCOO (Block G - 28)

(c) The registration under Agrarian Services act for 45 ULFOO 
have been cancelled and now there are 112 DCOO registered 
under the Agrarian Services Act.

(d) There were representatives to unit level, block level and system 
level coordinating committees from each DCOO, to implement 
the participatory management program for the entire system B.

Problems Encountered

a. After the change from ULFO to DCOO, farmers in the same 
unit got separated to different DCOO as per hydrological 
boundaries.

b. The leadership has been changed with the DCO formation and, 
so that, key members of some ULFOO have not given their 
cooperation to new DCOO officials.

c. With the change, the farmers of one unit came under different 
DCOO.

d. With this new system, in the case of some farmers, their
homestead came under one DCO area, where as their irrigable 
allotments came under another DCO area.

Lessons Learned

a. Significant improvement in participating for O & M activities 
through shramadana is clearly visible.

b. More cohesiveness as water users in the D-canal area, has 
' effected to strengthen the farmer organization.

c. More attention is paid to protect the irrigation physical system 
through the organization.

d. In certain DCOO, where tail end water problems existed have 
helped to settle Irrigation problems after the conversion.
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e. Handing over of 0 & M to fanner organizations made easier 
after the formation of DCOO.

7.3.2 Institutional Development Training

The implementation of participatory management requires the 
installation of a dynamic institutional development in the organization 
and training plays a key role in strengthening Fanner Organizations.

Strategy 

(a) In order to implement an effective program of training following 
aspects were considered by a team of professionals from MASL, MEA 
and MARD,the areas considered were :

* Identification of training needs
* and a training plan to suit the training needs.

(b) Target groups - considered for training were :- 

(i) Farmers 

(ii) Farmer Representatives 

(iii) DCO presidents 

(iv) DCO treasurers 

(v) MEA key members 

(vi) MEA officials 

(vii) Institutional organizer (volunteers) 

(viii) DCO Enterprise Managers 

(ix) School children

(c) Major subjects decided for FO training were :- 

Participatory Management. 

Business Management through DCOO. 

Handing over of 0 &Mprogram. 

Book keeping and auditing for DCOO.
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Institutional Development Program, 

(d) Venues selected for IDU training programs

Near by school or the unit office used for fanner awareness 
programs, which the average participation is about 70%. Farmer 
Representatives programs mostly held at Block office and committee 
members training programs, at MRTC.

MRTC was the common place for officer training and some 
specialized programs pertaining to financial management and 
participatory management, were conducted out side system B.

Accomplishments

MRTC of CTCU and IDU have played a key role in preparation and 
implementation of training programs assisted by farmer organization 
section and training coordinator of MARD.

(a) 8 training manuals were prepared to use as a guideline for 
trainers and distributed among trainers and copies of manuals 
were distributed among trainers and IDU staff.
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Table - 5 Information on Training Programs held at MRTC and outside 
system B, on farmer organization development.

Year

1993

1994

1995

Target Group

MEA Officials 
MEA Officials 
Farmer Organizations 
Enterprise Managers 
IOW, School teachers

Total

MEA Officials 
MEA Officials 
Others (EM, IOW)

Total

MEA Officials 
MEA Officials 
Farmer Organizations 
Other (EM, IOV)

Total

Venue

MRTC 
Kotmale 
MRTC

MRTC

MRTC 
Kotmale 
MRTC

MRTC 
Pologolla 
MRTC

No. of 
Programs

04 
02 
00

06

12

07 
02 
1.)

27

02 
02 
07 
12

23

(b) Their were few adhoc training programs were conducted during the 
year 1993 in the field of farmer organization as there was no proper 
training plan.

There were two programs conducted at Kotmale, where selected 
Fanner Reps from all mahaweli systems participated, giving an 
opportunity for interaction and exchange experiences of other 
projects.

As far as farmer organization training programs are concerned there 
was significant improvements and development of DCO activities and 
farmer participation.
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Table - 6 Farmer training on Institutional Development activities during 
1994 and 1995.

Year

1994

1995

Target

Farmers

Farmers

Annual Target 
(programmes

191

265

Performance 
(Programmes)

167

192 
(upto July 31)

Problems Encountered

(a) Implementation of programs was limited to the period, when 
the farmers were free.

(b) When the transport facilities are not provided, participation for 
some programs were poor.

(c) Availability of skilled resource persons was limited in system B 
for field level and block level training programs.

(d) Due to lack of participatory planning system at block level and 
project level over lapping of training programs, caused poor 
participation and reduction of quality of the program.

Lessons Learned

(a) Effectiveness of residential programs is greater than other 
training programs.

(b) Participation and the effectiveness vary with the resource 
person and the training organizer and the venue.

(c) More participation could be obtained when it is organized with 
a cultural program.

(d) , Positive results could be observed when result centered 
training programs are conducted.

(e) On the job training programs are much more productive than 
class room training.
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7.3.3 Two wheeled tractor distribution to DCOO

The primary objectives of issuing two wheeled tractors farmer 
organizations were to assist them in agricultural development activities 
(ploughing, farming, pumping, threshing etc.) transport of passengers 
and in the marketing to reduce the tractor charges through 
competition in the area, using farmer organization tractors. 19 two 
wheeled tractors were distributed under MARDI Project and 10 two 
wheeled tractors were distributed during MARD II.

Strategy

(a)

(b)

Nominated 2 DCOO from each block were evaluated to find the 
suitability to issue tractors by a team consisting of DRPM (Ag), 
Asst. Manager (IDU)and MARDFO Specialist.

A special meeting was called to discuss the problems of 
operation and maintenance of tractors for DCOO which given 
tractors under MARD I. At this meeting it was decided to lease 
the tractor to a member of the DCO.

(c) The special team was guided by the following criteria to select 
10 DCOO to issue tractors.

i. Has adequate constitution and by laws.

ii. Payment of membership fees and participation for 
meetings to satisfactory level.

iii. Holding of meetings regularly.

iv. Active involvement for 0 & M activities.

v. Active involvement in business management programs.

vi. Availability of adequate financial management and 
control.

Accomplishments

(a) Contract agreement has been prepared as legal document to 
lease the tractor to a member selected by the DCO.

(b) Valuation has been done to value the 19 tractors issued in the 
first batch, by a valuation team to lease the tractor to a 
member.

15



(c) Ten tractors were issued to DCOO to lease it to a member.

(d) A descriptive report was prepared to study the efficiency of 
tractor use by Farmer Organizations.

(e) Two special meetings were arranged to review the tractor 
program and following steps were taken to improve the 
management of tractors by DCO.

i. To open a separate bank account for tractor income . by 
the DCO.

ii. Initiate action to establish a authorized repair shop, for 
Kukje tractors (given DCOO) recommended by Brown & 
Co.

iii. Instead of keeping the tractor under the supervision of 
DCO, it was suggested to lease it to a member who 
should pay in installments to the DCO to recover the 
total value of the tractor.

(f) Average income recovered from new 10 tractors leased out to 
members is about Rs. 70,000/=.

Problems Encountered

(a) It was only from a few blocks that received the tractor reports 
regularly and therefore special attention have been paid to 
collect these reports.

(b) Due to the lack of commitment of some DCO officials tractor 
operators have used the tractor as their own and not shown 
the actual income which earned, from the tractor to the DCOO.

(c) As the tractor doesn't belong to an individual, no body has
paid more attention to maintain and use the tractor efficiently, 
and that lead to deteorate beyond repair of some tractors 
within short period.

Lessons Learned

a. When the tractor is least to member through the DCO, the 
tractor use efficiency is higher, than the efficiency when the 
tractor is used by the DCO.

b. The cost recovery to the DCO is much higher when the tractor 
is leased out to a member.
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1
Tractor distribution programme has positively contributed to 
promote business activities such as:-

(1) Paddy Marketing

(2) Buy Back Contracts

(3) Essential structural improvement works, and

(4) Input supplies through Farmer Organizations.

Positive results could be obtained when the properties belongs 
to farmers organization, managed by a responsible member 
giving benefits to members and farmer organization.

7.3.4 Commercialization Fund Grants to Farmer Organizations

The MEA/MARD commercialization Fund Grant for farmer 
organizations objective is to promote private sector investment 
through farmer organizations. The major purposes of 
Commercialization Fund Grant are to reduce the risk of new 
investment and encourage farmer organizations to get involved in 
activities such as input supplies, paddy marketing, and rice milling. 
MEA/MARD has agreed to provide to farmer organizations the grant 
of Rs. 50,000 for the purchase of essential equipments and 
improvements for input sales centre, Rs. 15,000 for the purchase of 
measuring devices and upto Rs. 50,000 to establish any other 
commercial activity approved by RPM/System B. In addition knapsack 
sprayers were given under the same program to promote OFC 
cultivation for few DCOO. In order to promote other food crops 
cultivation, seed commercialization fund grant was introduced for 
DCOO and grant released was vary from Rs. 10,000 to 300,000 for a 
DCO. Certain conditions to be met by farmer organization to receive 
the Commercialization Fund Grant.

(a) At least 50% of contribution for the activity by the DCO.

(b) Proof of viability of the organization such as details of
membership, registration status, the amount in the 

• development fund and members contribution for organizational 
activities.

(c) Availability of buildings and other resources.
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Strategy

(a)

(b)

(c)

(d)

(e)

DCOO were expected to forward a separate application giving 
a small project report with cost and returns, financial statement 
and information of the DCO contribution for the activity.

The idea of Commercialization Fund grant was explained to 
farmer organization at farmers and farmer organization 
meetings.

Applications were accepted with the lecommendation of UM, 
BMand approval of RPM/System B.

An evaluation was done to find the suitability by the MARDFO 
team once the recommended Commercialization Fund grant 
application was received to MARD Office from the RPM/System 
B.

In the form of auditing seasonal evaluations were done on the 
grants given to DCOO.

Accomplishments

88 commercialization fund grants have been given including 17 grants 
during MARD I.

about 60 Farmer organizations were able to establish different 
commercial activities with the assistance of Commercialization Fund 
grants.

Commercialization Fund grants and business activities

(i) No. of DCOO applied for Comm. Fund grants = 72 DCOO

(ii) Total No. of DCOO, granted Comm. Fund = 52 DCOO

(iii) No. of DCOO granted Comm. Fund for = 34 DCOO

Input shops = 26 DCOO

(iv) No. of input supply shops = 18 DCOO

(v) No. of DCO granted Comm. Fund for
weighing scales = 43 DCOO

(vi) No. of DCOO involved in Paddy marketing = 59 DCOO

18



(vii) No. of DCOO undertaken other activities

(a) Rice Milling

(b) Tractor repair shop

(c) Threshing and drying of paddy

(viii) No. of DCOO received seed comm. fund 
grant.

2 DCOO

1 DCO

2 DCOO

52 DCOO

(c) Some weaker organizations have become stronger in order to quality for the 
commercialization Fund grant, by improving the membership fee collection 
and developing better financial management system for the DCOO.

Problems encountered

(a) Misuse of funds and poor book keeping system have resulted 
to close down some input supply shops established with 
Commercialization Fund grants.

(b) With the change over of ULFOO into DCOO, the
Commercialization Fund grant programme for some DCOO 
failed due to lack of proper handing over system of financial 
and administrative documents to new DCO management.

(c) Even though it is expected to use the Commercialization Fund 
grant as a revolving fund for input supply shops and seed 
distribution some ULFOO and DCOO have used the money for 
agricultural loans, wruch higher percentage is not recovered 
yet.

Lessons Learned

According to the MARD experience, the commercialization fund grant 
scheme has contributed to establish and develop commercial activities 
for fanner organizations.

Some of the lessons learned weree :-

(a) Providing financial assistance to DCOO with good leadership, 
efficient management system and better financial control, have 
positively effected to make commercial organizations.

(b) Financial benefits generated through the commercialization
fund grant, by the DCO has motivated the farmers to become 
active members of the DCO.
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(c) The expansion of commercial activities for DCOO through the 
commercialization fund grant is possible, when the DCO 
commitment is clearly visible and proper and active leadership 
is available.

(d) The commercialization fund grant programme is more
successful, when the special sub committee is formed by the 
DCO to handle commercial activities .

(e) Most of the DCOO, managed the commercialization fund grant 
with the assistance of DCO Enterprise Manager, have 
performed well compared to the DCOO without enterprise 
mangers.

(f) The capacity of decision making has been increased with the 
financial assistance programs introduced to the DCOO.

7.3.5. Coconut cultivation along D-canals

The objectives of the program were :-

(a) To increase the income generating capacity of DCOO and thereby 
provide the DCOO with funds to maintain D canal operation and 
maintenance program.

(b) To minimize encroachments of canal reservations and canal roads.

(c) To use unproductive and unused lands to improve productivity.

(d) To meet the demand for environmental development and to maintain 
ecological balances.

(e) To meet future demands for coconuts and to replace coconut trees 
cut down for development activities elsewhere in Sri Lanka.

Strategy

(a) In order to see the possibility and the potential, three trials had been 
done for 3 DCOO (Bimpokuna, Kalukelle, and Aluthwewa) on coconut 
cultivation along D-canals program in January 1994.

(b) This trials were implemented with the consultation of the Agricultural 
and Engineering sections of MEAand farmer organizations.

(c) In the selection of 10 DCOO for the coconut cultivation program, 
following criteria were taken into consideration.
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(i) Request made by the D-canal farmer organizations, 

(ii) Availability of suitable reservation lands along D-canal.

(iii) Survey of agronomic conditions by the Extensionist 
/Horticulturist, MARD.

(iv) Recommendation by Block Manager and RPM/System B.

(v) Experience and the suitability of the DCO in handling 
community work in the past.

(d) Separate meetings were held to create awareness among farmers on 
the program and the terms and conditions of the cultivation were 
clearly explained and discussed.

(e) Memorandum of understanding between MEA/MARDand the DCOO 
were prepared for 2 different programs (see annex E) and signed 
agreements with DCOO.

Problems Encountered

In the implementation of the coconut cultivation along D-Canal 
program, major problems encountered were :-

(a) This programme implemented by the DCOO with only 
members those who have reservations along D-Canals, 
adjoining to their paddy lands. (This is vary from 30% - 
50% of the membership). So that the cooperation from 
the membership to some DCOO to implement this 
program was not satisfactory.

(b) Some farmers those who have taken over the responsibility to 
maintain the plants are residing in homestead area which is far 
away from the planting area, and hence, less involvement in 
watering and cleaning could observed.

(c) Making fence for plants has become a problem due to the 
difficulty of getting timber.

(d) Damage from the stray cattle and fire during dry season, 
resulted to reduce the number of surviving plants.
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Accomplishments

Table - 7: Summary of the coconut programme

D'gala

n

V'bapura 

Elewewa

H

V'bapura 

Damminna

Kudawewa 

Mahaulpotha 

Wilayaya 

Sinhawewa 

Gemuna 

Galthalawa 

Medagama Farm 

'ayabima 

Mahasen 

Saddatissa

1500

1300

500

750

1400

600

1006

1500

1500

2000

1500

1246

500

736

1260

524

1006

700

1500

2000

100% 

96% 

100% 

98% 

90% 

84% 

100% 

47% 

100% 

100%

1100

980

451

610

1075

365

910

520

1220

1725

73% 

79% 

90% 

83% 

85% 

70% 

91% 

74% 

83% 

86%

Total 12056 10972 91% 8956 82%

(a) Total number of farmers involved in this programme is 542.

(b) As per total number of plants total extent under coconut under this
programme to about 60 ha. Asst. the total extent of coconuts including 
the trial areas is about 69 ha.

(c) About 42% of the plants planted along D-canal are fenced by farmers 
those who are looking after the plants.
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Lessons Learned

(a) The programs implemented by the farmer organizations are 
more successful than the program implemented by outside 
agencies.

(b) When the clear understanding is given to the members of the 
farmer organization about the program it is easier to implement 
the program successfully, because of the active participation.

(c) Great potential is there to convert unproductive lands to 
productive lands in the irrigation schemes through farmer 
organizations by introducing this type of program.

(d) The of available resources could be developed through farmer 
organizations by giving responsibility to individuals on income 
share basis.

7.3.6 Handing over of O & M of D-Canals

The ministry of Irrigation, power and Energy (formerly ministry of lands 
irrigation and Mahaweli Development) has accepted a policy of participatory 
irrigation management for mahaweli systems. According to this policy, the 
irrigation system has to be managed jointly by the irrigation agency and the 
farmer organizations.

The reasons of handing over of D-canals for 0 & M are :

(a) To give practical effect to the governments policy of devolving greater 
responsibility to the people and promoting self-reliance with the 
communities.

(b) To create in the mahaweli settlers a sense of ownership of the
irrigation system, their by ensuring their active participation for O & M 
and protection of the system.

(c) To get the active involvement in making and implementation of
decisions by the farmer organization on operation and maintenance cf 
the physical system to over come the irrigation problems.

(d) To improve the quality and efficiency of the irrigation system, funds 
allocated to MEAto be spent through farmer organizations and 
reduce the government burden of O & M.

(e) To pay attention for the irrigation physical system in the DCO area as 
an one hydrological unit.
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(f) To overcome the problem of inadequacy of financial resources to 
maintain the canal system in good condition.

Strategy

(a) The handing over of D-Canals for O & M program was
implemented as per circular instructions given by the Managing 
Director/MEA.

(b) Project level committee was formed consisting of RPM, DRPM 
(Eng), Assistant Manger (IDU)and Farmer Organization 
Specialist/MARD.

(c) One day awareness program was conducted at project level for 
engineering and IDU staff and Farmer Reps.

(d) Preparation of an action plan by IDU and Engineering staff at 
project level meeting.

(e) Identification of suitable DCOO for joint management by 
engineering staff, IDU staff and farmer representatives 
considering selected criteria.

(f) Preparation of handing over documents by MEA, Head Office, 
Block Engineering and IDU staff and Farmer Organization and 
Engineering staff of MARD Project.

(g) Block level farmer representatives meetings were held for 
selected DCOO.

(h) Joint management agreements were signed at meetings held at 
DCO Level.

(i) In the process of signing of taking over agreements, the
awareness programmes were conducted with a cultural show 
for the large gathering of DCO members, their wives and young 
people, at DCO level.

23



Accomplishments

Table - 8 : Joint management and taking over status of System B

Block

Danuninna

Vijayabapura

Dimbulagala

Ellewewa

Senapura

Sinhapura

Bakamuna

No. of DCO 
taken O & M 
of D-Canals

5

5

9

6

-

'

8

No. of DCOO 
with joint 
operation

5

8

5

4

4

-

9

MEA Main 
trained

0

0

0

0

6

15

11

(a) 35 awareness programmes were conducted for 35 DCOO with cultural 
shows with local artists to attract villagers to increase the participation 
for the handing over of 0 & M programme.

(b) Two documents were prepared on operation and maintenance of 
physical system.

(c) 35 DCOO handing over for operation and maintenance and 39 DCOO 
were taken over the D canal for joint management of operation and 
maintenance.
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Table 9 - Preparation of O&M manual documents on legal powers for DCOO

Document Participants to prepare the 
document

1. O&M Manual for DCOO DRPM (Eng) , Block IEE 
Drainage Engineer (MARD), 
O&M Engineer (MARD) 
Human Resource Development 
officer (MRTC)

2. Legal powers to 
farmer organizations 
for O&M

Assistant Manager - IDU 
Block IDOO, Farmer 
Organization specialist 
(MARD), Human Resource 
Development officer (MRTC)

(d) A monitoring and evaluation system has been developed to asses the 
performance of taken over DCOO, using 10 indicators.

Problems Encountered

(a) Even though legal recognition and legal powers given to 
DCOO, some DCOO were not in a position to take action 
against farmers those who didn't participated to implement the 
O&M programme.

(b) Preparation of annual maintenance plan for the taken over D- 
canals by some DCOO were not satisfactorily done due to lack 
of Technical know how.

(c) Major constraints of the taking over programs were: 

(i) deteoration of the physical system

(ii) unavailability of proper sources of income for the DCO 
for O&M.
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(d) Encroachment of common pasture land by youths in the area 
has created the stray cattle problem to the irrigation physical 
system.

Lessons Learned

(a) Handing over programs has promoted farmer participation for 
O & M and involvement to protect the physical system.

(b) More participation for O & M work for D-Canals could be 
observed where the effective awareness programs were 
conducted.

(c) The commitment of the irrigation officials was a major element 
of success of 0 & M Handing over program.

(d) Cohesiveness of the farmer organization has improved after the 
handing over of D-Canal for O &M.

7.3.7 Essential structural Improvement Program

As per MEA's policy and MD/MEA's instructions Farmer 
Organizations were encouraged to take part in essential structural 
improvement program to achieve following objectives.

(i) To get farmer participation for construction work in the system.

(ii) To develop the sense of responsibility on the physical system 
and there by improve the quality of work.

(iii) To improve the financial situation of the DCO through ESI 
contracts.

(iv) To generate part time employment for the settlers in the area. 

Strategy

(a) Register DCOO as contractors in the MEA.

(b) ' Financial sub committees were formed before awarding 
contracts.

(c) Conduct of awareness programs on contract management by 
the Engineering staff.

(d) Explain the contract agreement and create awareness on the 
contract management.
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(e) Once the contract is over, the DCO is paid as per the
agreement and measurements of the work, done by the DCO.

Accomplishments

(a) Forty six DCOO have undertaken ESI contracts for 
distributories and field canals

(b) about 45 million rupees worth of work done by 46
DCOO. This was about 90% of the total amount spent 
for ESI work in System B.

(c) ESI programme has contributed significantly to improve the 
financial situation of DCOO.

Problems Encountered

(a) Some of the DCOO undertaken ESI work, have given 
sub contracts on 5 -10 % commission basis and the 
objectives of offering contract to DCOO were not 
achieved.

(b) Most of DCOO were complaining about the delaying of 
payments for the works done.

(c) Due to the lack of knowledge on contract management, some 
DCOO were not able to make profits out of contracts.

(d) Some DCO have not followed the conditions of contract
agreement, and resulted in developing misunderstanding with 
MEA irrigation staff.

Lessons Learned

(a) Quality of the construction works could be improved through 
the community participation.

(b) ESI construction program has given a start to generate funds 
for DCOO

(c) Sense of ownership have developed among farming community 
after DCOO involvement for construction work.

(d) ESi program has developed the close linkage between 
Engineering staff and farmer organizations.
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7.3.8 Riparian Forestry Development Activities

In order to develop the natural environment through the farmer 
participation two projects were implementation System B.

Improvement works related to natural environment included.

(a) Preservation of riparian forest during construction phase in river 
improvement works.

(b) Preservation of the weltands associated with riparian eco-system.

(c) Improvement of deteorated riverain eco-system by re-planting trees 
along river banks.

(d) Involvement of settle farmers in the environment preservation work.

(e) Making unproductive lands in to productive lands improving the 
environment.

Strategy for riparian development

(1) Awareness programs for farmers were taken place for the areas 
selected.

(2) Aspects considered to develop the program for riparian forestry.

* Environmental aspects
* Legal aspects
* Physical aspects
* Organizational aspects.

(3) Before the project was implemented the planning team concentrated 
on the following concerns

* Ecological
* Utilization
* Engineering
* Environmental
* 'Training and Education
* Sustainability

The project implementation plan was prepared by a team consisting of 
representatives of riparian forest organization, A.O (Forestry MEA), MARD 
Drainage Engineer, MARDFO Specialist, 2 Lectures from University of 
Peradeniya, with the consultation of Assistant conservator of forests and 
Mahaweli Environment officer.

28



Accomplishments

28 farmers out of 56 members of Kuda Oya environmental 
organization actively participated in the program.

Altogether 80 ha of land in zone 1 & 5 were reforested with assistance 
of 10 Farmer Organizations.

Total length of canals reforested was about 32 km. 

Along Menik ela in zone 5, about 20,000 plant were planted. 

Problems Encountered

Buffalos and cattle damages for the plants.

Poor participation for planting programs due to lack of awareness.

Fire during dry season also have damaged significant number of 
plants.

During the rainy season, the flood damages were there to reduce the 
number of plants in the area.

Lessons Learned

(a) Implementing of community forestry program is easier with a 
group of people with better understanding.

(b) Success of the program is depend on the leadership.

(c) Active participation could observed for these forestry 
programmes with only farmers those who have larger 
reservation lands for planting.

(d) As the farmers do not see the short term benefits from these 
activities the participation is less than 50% of the membership.

29



7.

subjects but they were not satisfactorily used to improve the 
accounting standards of the DCOO. May be the subject content 
needs rescription and scaling down.

The changing of the officials in a DCO also contributed to the 
breakdown of the accounting system, this cannot be helped, so new 
training has to be available for new officials.

7.3.10 The small Enterprise Managers (EM) program

The MARD sponsored recruitment and placing of 29 small enterprise 
managers in two groups in selected Ditributory Canal Organizations (DCOO) 
in System B. The necessity for such expertise was seen as the farmers had 
to learn quickly to deal with businessmen and companies who were coming 
into System B and also to turn the resources available within the system to 
profit the farmer community. With implementation of the second stage of the 
project to recruit and place the second group of 09 EMs in mid 1994, the 
study of the performance of the first group enterprise managers and their 
integration into the farmer organization set up helped us to change some of 
the mistakes made with the first group. The second group was given a 
more comprehensive induction .training and briefed on the likely problems 
they may encounter in the field. They were also given advice on tackling 
these obstacles. We also arranged to introduce the EMs to their respective 
DCOO at a welcoming ceremony. At this ceremony the farmer organization 
officials were given the suggested scope of work and responsibilities of the 
new managers and were also appraised of their (DCO officials) obligations. 
This tactic helped to eliminate several problems the first group encountered 
one of which was finding suitable accommodation within the DCO command 
area. We also introduced the EMs to the MEA management structure (RPM, 
BM, UM etc.) which helped to dispel FOs teams' misgivings.

The enterprise managers program was a very ambitious venture. There 
were some basic faults in the system which we have enumerated below for 
posterity.

1. The lack of an depth knowledge of the requirements and capabilities 
of the DCOO which requested the services of these managers.

2. The lack of knowledge of the probable impact, the introduction of 
such -an individual will have on the already existing MEA command 
structure.

3. The surmise that the DCOO could prosper in their business and
income generating activities to such an extent that they could absorb 
these managers into the DCO system at the MARD determined salary 
and fringe benefits (Rs. 60,000.00 + 17,500.00 + 15% of salary as 
statutory dues) within a year.
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4. The introduction of persons who have had no previous experience or 
knowledge in the field especially about problems faced by farmers in 
new settlement schemes.

5. The lack of knowledge of the infrastructure and facilities available to 
the EMs to start functioning in their assigned role, especially as the 
DCOO were just a couple of years old and still undergoing teething 
problems.

6. The lack of knowledge of the impact of unsettled conditions on the 
project.

However due to the wide experience of the enterprise managers they able to 
meet the challenges and find answer to most of the problems in their 
command areas. In most cases these officers had to build the 
organizational structure and introduce financial discipline from basics. The 
end result was they could not address some sections TOR adequately in the 
short period availabe to them. In the space of one year the EMs managed 
to perform the following tasks.

1. Strengthen farmer participation in the DCO activities (increase
membership), improvement in attendance at T/O level and monthly 
meetings so that important decisions could be taken. These 
institutional development activities were necessary to build up the 
financial resources of the DCOO without which no commercial activity 
could take off.

2. Improve the accounting and booking system and the credit control 
system of the DCO.

3. Assist the Farmer Organization to procure commercialiration fund 
assistance from MARD.

4. Formulate scheme to .cover seed commercialization fund grants 
given already and help recycle the funds effectively.

5. Help DCO assess the farmers needs and implement income 
generating activities which will also have social benefits to the 
community.

6. Assist DCO officials in negotiating favorable terms with commercial 
lending institutions, companies and dealers.

7. Assist farmer organization officials to prepare financial statement and 
reports and attend to various correspondence needs of the 
organization.
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8.

9.

10.

Assist the DCO to train the treasurer in maintaining a rudimentary but 
effective set of accounts books.

Assess the resources and formulate business plans for viable income 
generating projects and help implement them.

Train DCO nominated management 
sustainability is ensured.

assistants so that the

The program ended in May 1995. Though the MOU envisaged that by this 
time the DCOO would be in a financially capable position to hire these 
managers as their full time paid employees, it did not materialize. Every 
DCO which enjoyed the services of a manger requested extension of his 
services for periods ranging from six months to two years none were 
capable of paying the salary on their own. Over 50% were willing to bear 
approximately 25% of the salary bill. A scheme to get several DCOO to pool 
resources to employ one manager did not succeed as the DCOO felt they 
would not benefit by such a system specially considering the logistics 
problems.

The lessons learned from the program are as follows :

1. The program was too short lived to realize its full benefits. A period of 
at least three years is necessary to show any tangible results.

2. The DCOO need, introduced (outside) management capability and
they realize the importance specially in dealing effectively with outside 
businessmen.

3. The majority (75%) of the DCOO in system B are not yet capable of 
generating adequate funds to sustain high salaried management 
expertise, but nearly 100% realize the need for independent managers 
to assist the DCO officials in the daily routine and specially help the 
DCO money manger, the treasurer.

4. There is ample opportunities for farmers to turn their existing agro 
based industries into income generating activities provided proper 
management capability is availabe.
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7.3.11 Management of Buy Back contracts

The buy back contracts or contractual growing of vegetables and fruits was 
a new concept introduced to System B by the MARD project. Various 
incentives were provided to farmers and contracting companies to start the 
project. Basically farmers contracted through their farmer organizations with 
companies based in Colombo to grow and supply produce of defined quality 
standards at agreed prices and with a specified time farmer. Over 40 DCOO 
in System B have been involved in contractual growing of vegetables and 
fruits at one time or another. Several exporters from the city have been the 
buyers. One exporter had established a cold chain-pack house system B 
and also set up a purchasing centre. A range of vegetables and fruits were 
introduced to the System B by the MARD horticultural division over a period 
of several years. As an added incentive the MARD introduced the Buy Back 
contract system to help eliminate a certain percentage of the risks involved 
in going into new and unknown crop production. Gherkin, baby corn, 
cantaloupe melon, and baby okra were crops which survived to become 
popular with system B farmers as export crops.

The contractual agreements entered into by the DCOO on behalf of their 
members were prepared by the contracting company or MARD and were 
often not clear to the farmers in their favour. Another factor was that farmer 
neglected reading these contract conditions carefully leading to severe 
problems later. The contracting companies also omitted to inform the 
farmers the pitfalls and problems in contractual obligations of this type which 
aggravated the situation.

The majority of the farmer organizations were thoroughly disappointed with 
the buy back contract system as they felt they were being cheated and 
exploited by city dwellers. The team found that in most cases the root cause 
was the inadequate or incomplete contractual documentation and lack of a 
clear understanding of the rights and obligations of the two parties to the 
contract. The team initiated action to draft a contract document which the 
farmers organizations can present to any company desirous of entering into 
a Buy Back contract. This document was prepared by a drafting committee 
formed of farmers representatives. It is now with the legal draughtsman who 
will ensure that the terms and conditions are in conformity with the laws of 
the land.

The careless • practices of one company caused the farmer losses which 
added fuel to the unfavorable image forming in the farmers' minds regarding 
buy back contracts. In most cases the companies' problems occurred due 
to factors beyond their control and not necessarily due to any fault of the 
other party. While the company due their superior knowledge managed to 
emerge without much loss, the farmers invariably lost more heavily and were 
often left with debts to banks.
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Another factor which effected the buy back contracts was sometimes 
misunderstood which in some cases increased the possibilities and made it 
hard to meet specification and the debt burden of the farmers who 
undertook buy back contracts.

Post harvest treatment of the produce improved dramatically when the 
farmers realized that this could be controlled ifthe advice was followed 
diligently. Also production techniques improved too.

The transport problem in system B was and is one of the main deterrents to 
the expansion of the buy back contracts system specially among new 
settlers who have a very receptive mind. This coupled with the high ambient 
temperatures increase the risk losses to the other wise acceptable produce.

Lessons Learned

1. Farmers in System B are amenable to experiment with new 
ideas and concepts like buy back contracts and growing for 
export markets.

2. The promoters should be vigilant and conversant with all 
aspects of a new venture instead of concentrating on a few 
•areas ifthe venture is to succeed.

3. Special attention is necessary to reduce the debt component 
(which in this case could have been done by more expert 
guidance on use of agro-chemicals and fertilizers) as the risk 
factor is extremely high with export crops.

4. Transporting of produce is a major problem which needs 
attention.

5. In resolving debt repayment problems often all the participants 
in a contract were penalized for the failures of a which 
discouraged the successful farmers.

6. Younger farmers are more receptive and successful in this 
concept, possibly because they are more educated.

7.3.12 Management of DCOO income generating activities

The farmer organizations were encouraged to utilize the commercialization 
fund grants to start income generating activities. Over 50 farmer 
organizations obtained these grants which varied from outright cash grants 
to equipment like two wheeled tractors and paddy threshers and weighing 
scales. The grants were used by the DCOO to start various activities 
designed to generate income to the farmer organization and thereby the
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farmers. In the earlier cases the grants were wasted to a certain extent but 
due to careful screening of the recipients the monies were put to more 
profitable use. the grants were mainly helpful in starting agro based income 
generating activities primarily paddy purchasing, agro-chemical and fertilizer 
marketing and financing the seed component of the growing programmed. 
Apart from these the DCOO were earning income Hy the hiring out of the 
farming equipment (tractors, threshers, sprayers, tractors, sprayers etc) 
owned by them.

The DCOO which had the services of the MARD sponsored Small Enterprise 
Managers started other business ventures some of which were very 
successful. They expanded the concept of the retail marketing of inputs to 
cater to the other needs of the DCOO community mainly the household 
requirements. Small grocery stores adjoining the input shops managed by 
hired employ* of the DCO was an instant hit. This stores also helped 
farmers to sell their excess produce from home gardens and make extra 
income. Some of the more ambitious ventures started to earn income like 
the metal quarrying operations failed due to poor planning. In some cases 
the contract of the success and failure of similar operations was clearly 
visible. A good example is the two small scale rice mills at Kandegama and 
Sevanapitiya. MARDstrived to make the Sevanipitiya rice mill (an outright 
grant) a success, but failed due system into the lethargy and infighting in the 
DCO. But a similar mill at another DCO, Kandegama wholly financed by the 
DCO was a complete success under our guidance.

The rapid increase of the paddy marketing operations undertaken by the 
DCO under our guidance is an encouraging sign, This operation has helped 
the farmers to increase there revenue directly by Rs. 1.50 to Rs. 2.00 per kg 
and indirectly by cts 75 per kg. Considering the magnitude of the paddy 
production the significance of this is enormous. The culminating feature of 
the awakening of the farmer to realize more from his efforts is the request by 
a group of DCO in block G to assist them to form a trading company with all 
the safeguards of organized business, i.e. limited liabilityof it's shareholders, 
in this case the farmers through their farmers organizations. The MARDFOS 
team assisted the DCOO in all preliminary work and training as well as the 
formulation of their business plan. The company is about to commence 
commercial operations.

Lessons Learned

1. The farmers need guidance to convert their existing efforts in 
agriculture into financially viable business operations.

2. the DCO managed income generating operations depend on 
the dedication and foresight of a few individuals working 
voluntarily, for their success.
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3. Though farmers are willing to experiment with projects outside 
agri based projects will good income potential without proper 
management and marketing expertise they are bound to fail 
and should be left for a later time.

7.3.13 Other Special activities forFOO

(i) Identity cards for Farmer Representatives

On the request of MD/MEA and approval of RPM System B, MARD 
Project has paid for photographs and printing of indentity cards for 
farmer representatives of System B.

The purposes of this programme were :-

(a) to give a legal idendty for official duties with various line 
agencies

(b) to give recognition to make farmer leaders more devoted 
organizational activities

(c) to make earier to identify as a farmer learder by government 
and private sector agencies for farmer organization 
coordination work.

About 900 photographies of farmer representives were given to block 
managers to prepare identity cards for representatives.

(ii). Formation of block level farmer block level farmer federations.

Four block level farmer federations have been established in System B 
during this month and the objecties of farmer federations are

a. to develop interrelationship between DCOO in the Block

b. to discuss issues related to irrigation agriculture marketing and 
other problems without officcial interventions and make 
dicissions to raise at block coordinating committees

c. 'to promote group marketing activities and

d. to make farmer organizations uniform at block level and system 
level
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iii. Monitoring and Evaluation program for DCOO

The MARDFO team has prepared a monitoring evaluation feed back 
system with 18 indicators to assess the perfomance of FOO with the 
consultation of MD/MEA, USAID and Fanner Representatives.

In addition a simple evaluation system with 10 indicators has beeing 
introduce to IDU and it is being used by assistant manager IDU for 
rating Farmer Organization in System B through IDOO.
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Chapter 4 - Recommendations for MEA to Develop Sustainable 
Farmer Organizations

8. Recommendations

8.1 Farmer Organization Strengthening

(a) Institutional Development Unit of MEA should monitor regularly 
whether the day today DCO activities are performing as per the 
constitution and by laws, through IDOO.

(b) MEA should take action to implement a monitoring evaluation and 
feed back system for Farmer Organization activities through farmer 
organizations.

(c) MEA should continue to provide assistance to improve the Quality of 
unit level and Block level coordinating committees and project 
management committee by introducing a problem solving mechanism 
such as matrix chart system.

(d) In order to strengthen some DCO, the program of apportioning of 
resources to be properly monitored with the assistance of block 
managers.

(e) Regular evaluation of Institutional organizers volunteers through
Institutional Development officers also an important activity in farmer 
organization strengthening.

(0 In order to distribute certain responsibilities to other farmer
representatives and active members of the DCO other than President, 
Secretory and the Treasurer, MEA should encourage and monitor the 
formation of sub committees for,

(i) agricultural development planning and implementation,

(ii) operation and maintenance,

(iii) business development and financial management,

(iv) social welfare.

(g) MARD recommends to MEA to continue training of new DCO office 
bearers and MEA officials including IDU, Irrigation, Agriculture, 
Community Development on participatory management and related 
activities.
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8.2 Auditing and Financial management

(a) MEA should continue the auditing of DCO accounts regularly (atleast 
once a year) by a skilled audit team.

(b) Establishment of a private audit firm consisting of skilled, experienced 
and qualified persons from the area is recommended. Auditing could 
be done on the request of the DCO on payment.

(c) IDU of MEA should take action through IDOO to collect DCO monthly 
balance sheet and to be promoted to submit this statement to DCO 
monthly meetings for discussion.

(d) Regular training on book keeping to be continued for DCOO is a 
another recommendation for MEA.

8.3 Development of Business Activities for farmer Organizations

(a) MEA should encourage the Enterprise Manager program for farmer 
organizations to develop business activities.

(b) MEA should continue to coordinate activities related to paddy
marketing and other marketing activities with government agencies 
and private sector organizations through coordinating committees.

(c) MEA should continue to provide assistance to DCOO in development 
of storage facilities, transportation, development of management skills 
and coordination with relevant agencies such as state and private 
bank, private companies.

(d) It is recommended to take action to establish farmer companies at 
Block level, by amalgamating DCOO level commercial activities 
through block coordinating committees.

(e) MEA should develop a monitoring system to increase the efficiency of 
commercialization fund grants. Monitoring could be done through 
DCO monthly meetings and coordinating committees.

8.4 Handing over of operation and maintenance of irrigation 
schemes.

(a) MEA should provide necessary assistance to provide an awareness 
on the practical usage of legal powers empowered by the agrarian 
services act and irrigation ordinance.

(b) MEA should implement monitoring and evaluation system to improve 
the management of D-canals taken over by DCOO.
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(c) MEA should continue to support DCOO to take over the physical 
system for operation and maintenance, by introducing effective 
awareness programs for members and MEA Officials. Vi

(d) MEA should assist DCOO to recruit and train its own irrigator selected 
from the area paid by the DCOO.

(e) MEA should monitor the program of coconut cultivation along D-
Canals to raise funds forO &M, by the portion of harvest to be given 
by the farmers those who are taking care of the cultivation.
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INTRODUCTION

The following pages describe the main features of the Farmer Organisation 

(FO) Programme that has been accepted by the MASL for implementation. Some 

of the activities described in this document ire already being carried out in the 

field. The Programme presented in this document has taken into consideration 

the work already done in the Mahaweli Systems in the past, and sets out a clear 

strategy for the future, so that the staff of the Mahaweli as well as the fanners in 

the various Systems will be able to understand the related issues better and to 

work towards a common objective.

This Programme has received the approval of the Hon. Minister of Lands, 

Irrigation & Mahaweli Development, and the Hon. Minister for Mahaweli 

Development.

The Programme i: •.xplained in this document under a series of headings so 

as to facilitate a quick understanding of its contents. The Annexure at the end of 

the document gives details of the organisational arrangements for execution of 

the Programme.

Managing Director,
MAHAWEU ECONOMIC AGENCY September, 1992
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DEVELOPMENT OF FARMERS' ORGANISATIONS ANDPARTICIPATORY MANAGEMENT OF THE IRRIGATIONSYSTEMS UNDER THE MAHAWELI AUTHORITY OF SRI LANKA
1. PARTICIPATORY MANAGEMENT

The Ministry of Lands, Irrigation & Mahaweli Development has accepted a policy of participatory management for the Mahaweli Systems. According to this policy, the management of the Irrigation Systems will be done jointly by the irrigation agency and the farmers' organisations, based on a mutual sharing of roles and responsibilities. The main features of such a joint management will be:
i. All activities related to water management and 0 & M in the entire System will be co-ordinated and managed jointly by appropriate 'Co-ordination Committees' set up at several levels in the project as necessary. Within these committees, the agency officials and farmer organisation representatives will share decision- making and management responsibilities in respect of the irrigation infrastructure and production plans.

ii. The irrigation network at the Distributary Canal level and below will be operated and maintained by the farmers' organisations.
iii. The Agency will operate and maintain the Main & Branch canals.

2. NECESSITY FOR PARTICIPATORY MANAGEMENT
In the early years of the MDP the emphasis was on the construction of the large reservoirs, the lengthy conveyance canals and the other works connected with the infrastructure development that was necessary for the purpose of creating new settlements. It has now been realized that more emphasis should be attached to a ' production phase" where policies and strategies would be developed to enable the optimization of benefits from the massive investments that have gone into providing the irrigation and social infrastructure facilities in the MDP.
In order to ensure the success of this new production phase, one of the prime requirements is the sustainability of an efficient irrigation system with adequate participation in its management by the settlers.
One of the most important questions that have to be addressed in this regard is in relation to proper water management and water distribution, which is the basis for all other activities in the Mahaweli areas. Besides, the very survival of (he Mahaweli community will depend on a well-maintained and efficiently-operated irrigation system. The introduction of participatory management appears to be the only practical way of ensuring a sustainable and efficient irrigation network, in the context of the present socio-economic conditions in our country.
Besides initiating and supporting the development of strong independent farmer organisations, it is necessary to facilitate their participation in (he processes of



irrigation management at all levels, particularly in relation to decision-making. Such 
participation would:
i. encourage and motivate farmer organisations to participate actively in carrying out 

any responsibilities entrusted to them.

ii. make the Agency officials more responsive to the feelings and needs of farmers.
iii. create greater chances of co-operation from farmers in implementing the various 

plans and programs of the Agency. '

iv. enable farmer representatives to become aware of and appreciate the constraints 
faced by Agency officials in carrying out their duties.

It can be argued that farmers* organisations cannot and should not be brought into the 
management of the system or into the decision-making process until they are all strong, 
capable and sustainable. Whilst this argument may be valid in a strict sense it is also 
conversely true that it is not possible to envisage strong and sustainable farmers' 
organisations if farmers' representatives are not allowed to participate In 
decision-making and management of the very irrigation system of which they are 
the beneficiaries and principal stakeholders. Any othei strategies short of actual 
participation in management, will be of little use in motivating farmers lo form strong 
organisations for irrigation.

In view of the above reality, it is necessary that the activity of developing the rum-out 
groups and their federated D-Channel organisations into strong and sustainable 
associations should be carried out simultaneously with the activity of bringing at least 
the existing farmers' representatives (turn-out leaders) into the decision-making and 
management processes at all levels in the project, even though some of these 
representatives may not be adequately equipped at present with the knowledge and 
capability to play their expected role to perfection. The refinement of the capabilities 
of farmer representatives and the level of effectiveness of the mechanisms for 
participatory management are two complementary and interdependcn! factors. The 
progressive development of (he processes of participatory management will assist the 
developm:ni of farmers' organisations, and vice versa.

3. ADVANTAGES OF PARTICIPATORY MANAGEMENT

The proposed participatory imgation management policy is particularly suitable for the 
Mahaweli Systems as it is necessary to find a way of ensuring an equitable water 
distribution lo the thousands of farmers now settled in the project areas. In this, a vital 
role has to be played by the farmers themselves, through strong and independent 
organisations which will have to take over more and more management responsibilities 
in the future. The role of the MASL has lo shift from 'controller' lo 'facilitator', and 
promoter of strong self-reliant farmers' organisations, not only to manage water but 
also some of the other related activities which they are capable of managing given the 
necessary assistance.

The institution of participatory management in the Mahaweli Irrigation Systems will 
result in:
i. giving practical effect to the government's policy of devolving greater 

management responsibilities to the people and promoting self-reliance within 
communities;

ti. creating in the Mahaweli sealers a sense of ownership of the irrigation system, 
thereby ensuring their active participation in protecting and maintaining the system 
efficiently;

iii. farmers' organisations taking over the Distributary Canals and Field Canals for 
operation, maintenance and management, making it possible to divert any 
available funds to better operation and maintenance of the Headworks and ihe 
Main Canals:

iv.' the development of strong and sustainable farmers' organisations, which are a 
prerequisite to any program for involving farmers in special activities which 
could increase their production and income levels.

4. NEED FOR FARMERS' ORGANISATION": (FOs)
Participatory management of the Irrigation Systems cannot be introduced in the
absence of effective FOs. Besides that, the need for FOs is also related to the desire of
the government to create an environment where farmers could become self-reliant and
self-sustaining as soon as possible and where they could increase their productivity and
profitability.
FOs will also help farmers to effectively participate in management of the irrigation
Systems and to engage in collective activity so as to enhance their living standards.

5 TYPE OF FOs NEEDED
The ideal farmer organisation for the Mahaweli may be considered as one which could 
cater to all aspects of agricultural and social development including water, fertilizer, 
credit, marketing, etc. The existence of such a single all-purpose organisation may not 
be a possibility in the near future. For the moment, it is first necessary that the farmers 
arc properly organised into water user groups which can be self-reliant and whose 
representatives can effectively participate in the management of the irrigation System, 
the proper operation and maintenance of which is vital to their very existence. Once 
this requirement is met. the scope of activities of these organisations could be further 
expanded to cater to their other needs. In the meantime, other organisations which have 
already been set up to cater to some specific requirement of the communiiy will be 
allowed lo continue undisturbed.

6. MAIN FEATURES OF THE PROPOSED 'FO' PROGRAMME

The experience gained so far in the organisation and development of FOs both within 
and outside the Mahaweli Systems will be built upon. A planned effort will now be 
made lo ensure that effective Field Canal (tum-out) Groups are in place in all Ihe



Mahaweli Systems and that they are stabilized as early as possible. The Federation of 
the Urn-out groups at Distributary Canal level is being effected through the 
representatives of the turn-out groups. This activity has to be done on a phased-out basis, depending on the particular conditions in each Mahaweli System and the availability of resources. Such a process would involve:
i. formation of turn-out groups where these are not existing or non-functional at 

present, and the free election of farmer representatives from these turn-out groups.
ii. motivating and training the elected farmer representatives.
ill. conducting awareness and training programs for turn-out groups and assisting in their development. ., '•
iv. facilitating the formation of D-channel organisations (where these are not yet in 

existence), by federating all the tum-out groups within each D-channel area.
v. motivating and training the office-bearers of the D-channel Organisations to cany out their new functions and responsibilities, especially in relation to participating 

effectively in the management of the Irrigation System.

7. THE INSTITUTIONAL DEVELOPMENT UNIT (IDU) IN THE MEA
The work involved in implementing the activities described in the preceding para is of a very specialized nature. Jt will involve much time and effort and the dedication of a selected team. They should have the aptitude and expertise for this type of work or be 
given adequate training to equip themselves with the necessary skills. It will not be 
possible for the Held officers of the MEA to undertake these tasks by themselves, over and above their already existing duties, without any specialized assistance.
A separate Unit for "institutional development" has therefore been established within 
the MEA, to facilitate the setting up and development of the large number of farmer 
organisations thai would be necessary for introduction of the proposed participatory 
management of the irrigation Systems in the Mahaweli. This Unit will also supervise the setting up of "Co-ordination Committees" at the Unit, Block and Project levels.
The staff for the new Unit is being drawn from the enisling staff of the MASL, after 
careful screening to ensure suitability for this type of work. Once selected, they will be 
relieved of all other duties so that they could effectively play their new role on a full- time basis and free of any other responsibilities. The establishment of this Unit will be phased out, starting with the essential key persons to plan out the necessary strategies and workplans, and to thereafter proceed with the program on a step-by-step basis, increasing the Unit's staff in a progressive manner.
The new Unit will establish small units at the Project and Block levels. The staff of the Unit at these levels will work very closely with the Project Manager, Block Manager and all the other officers working in the Project. All activities of the Unit in the field will be supervised and co-ordinated by the RPM, although technical directions for institution-building would mainly be given from the Unit's staff at its Heat) Office. 
Adequate linkage will be esiablished between the RPM and the IDU's staff at the Head Office.

8. FUNCTION OF "INSTITUTIONAL ORGANISERS"
The introduction of a new participatory management system involves a substantial transformation in the attitudes and behaviour of officials as well as farmers. In creating this transformation especially in the farmers, an intermediary — an institutional organiser - will be most useful, as personal contacts with fanners through house-to- 
house visits will be necessary. He will play the role of catalyst and would work only 
for a limited period in any particular area. A relatively small, carefully selected group of institutional organisers would form part of the new Institutional Development Unit. These organisers would mainly be selected from within the MASL. In cases v-here there is a special need and where outside funding is available, capable youth. preferably from the settler families, would be recruited on temporary basis, trained and 
used by the IDU as 'organisers'.

9. MECHANISM TO EFFECT PARTICIPATORY MANAGEMENT
Participatory management will be effected through the setting up of 'Co-ordination 
Committees' at the Unit, Block and Project levels. These committees will be composed 
of both Agency officials and farmers' representatives, and will decide on such questions as water distribution, cropping patterns, prioriiization of canal maintenance work (given limited availability of funds), improvements and modernization of the canal system, as well as participate in monitoring and evaluation. Other activities affecting the farmers can also be brought within the purview of these Committees if so 
desired. They will also serve as a forum where farmer representatives could bring out 
problems of the farmers on other related matters involving services to be provided by the Agency. As all these committees will meet regularly it will promote bcncr understanding between officials and.farmers and also help the officials to identify and resolve problems in a systematic manner. Also, through the farmer representatives 
attending these committee meetings, it will be possible to progressively increase the 
participation of farmers' organisations in the management of the project.
At the level of the D-canal and below there will be a higher degree of self-management by the farmers' organisations, requiring limited assistance from the Agency. At the Block and Project levels farmer representatives will also participate in the planning, 
decision-making and implementation of the 0 & M and rehabilitation of the main and 
branch canals. The Agency will carry out the operation and maintenance of these canals based upon the decisions taken by the Co-ordination Commitlee at the Project level.

10. STRUCTURE OF THE 'CO-ORDINATION COMMITTEES'
These Committees; will be set up at three levels as follows: 
L Project Co-ordination Committee (PCC)

This Committee will be composed of all the MASL officials holding responsibility 
for various activities at the Project level, together with elected representatives of 
the farmer organisations, the latter category of members comprising a majority in



the Committee. The Committee will be chaired by the RPM. It will elect a suitzble 
Secretary and other office-bearers and hold meetings at least once in three months, 
or at closer intervals when necessary.

ii. Block Co-ordination Committee (BCC)

Thii will be a committee similar to the PCC but at the Block level. It will be 
chaired by the Block Manager. It will hold meetings at least once a month or at 
closer intervals when necessary. At least one representative from each D-canal 
organisation within the Block will be included in this committee. > ~

Ui. Unit Co-ordination Committee (UCC)

This will be a committee similar to the above committees but will be at the Unit 
Level. It will be chaired, by an elected farmer representative from within the 
committee. At least one representative from each field channel (turn-out) group 
will be included in this committee. The Unit Manager will function as the 
Secretary of this committee whilst allowing a fanner representative to chair it, to 
demonstrate the genuine intention of the Agency to transfer management 
responsibilities to farmers whenever and to whatever extent possible.

These Committees should not be considered as farmers' organisations as they are joint 
committees consisting of Agency officials and farmers' representatives. FOs are 
organisations which should consist only of farmers.

11. FEDERATION OF FOs ABOVE THE D-CANAL LEVEL

Under this Programme the farmers' organisations will be limited to Field Canal Croups 
and Distributary Canal Organisations. Federation of FOs above the D-canal level will 
noc be a part of the Programme. However, the FOs at that level are free to federate 
themselves up to higher levels if they so desire. Such federated organisations will be 
recognized. Further, any Division of the MASL may suggest to the FOs that they 
federate up to a certain level for a certain purpose, but the final decision will be with 
the FOs themselves.

The Co-ordination Committees to be set up will provide a forum for farmers' 
representatives from the field canal and D-canal levels to participate in the 
management of the System at the Unit, Block and Project levels. As such, federated 
organisations above .the D-canal level, although may be useful for other purposes, are 
not necessary for the implementation of participatory management as described in this 
programme.

12. TURNOVER OF D & F CANALSTO FOs

The turnover ofD&F canals for management t y farmers' organisations is part of the 
institution of joint management and should not be considered in isolation. Such 
turnover implies a reduction in the role of the Agency in 0 & M but should not be a

full withdrawal; rather, the agency's role will change from direct O & M to provision 
of supporting technical and management services to farmers' organisations as needed. 
It should be recognized that they will require continuing support services to enable 
them to build their own capacities, to implement 0 & M and improvements effectively 
and to deal with circumstances beyond their capacity.

The turnover of canals to farmers' organisations will be a progressive process. In the 
first instance, they will take over management responsibilities with technical and 
financial support from the Agency. A second phase is reached when the farmer 
organisations are able to self-finance O & M through funds generated and resources 
mobilized by themselves, but with continued technical assistance from the agencies. At 
that stage, all government funds allocated for the maintenance of the Scheme could be 
diverted to better operation and maintenance of the Main and Branch canals.

On particular System], the turnover process may be carried out in 3 stages as follows: 

i. Institution-Building

In this stage, FOs are formed and strengthened using "Institutional Organisers", 

ii. Joint Operation

When the Agency and FO agree that both parties arc ready for joint operation, they 
sign a Memorandum of Understanding (MOU) under which the roles and 
responsibilities of both panics are clearly defined in respect of operation and 
maintenance.

iii. Turnover

When the FO is ready and agreeable to take over O & M responsibilities 
completely, a "turnover agreement" can be signed between both parties, specifying 
the respective responsibilities of the Agency and the FO. At this stage, the role of 
the Agency may be limited to providing technical guidance and management 
advice as needed and as requested by the FO. However, financial assistance may 
also be given under certain conditions, especially when improvements to canals 
beyond the capacity of FOs become necessary. In such cases, the costs involved 
will be shared between (he Agency and the FOs on the basis of a mutual 
agreement.

It will also be the Agency's responsibility to ensure that the O & M of the D and F 
canals are done by the FO in a satisfactory manner, and in a way that would no! be 
detrimental to the operation of the main system. Provision would therefore be 
necessary to take corrective measures in cases where this does not happen.

Implementation of the turnover programme will go hand in hand with the institution 
and development of the system of Co-ordination Committees described earlier. In fact, 
the implementation of the turnover process itself should be monitored by ihesc



committees at the various levels. Turnover should not be implemented simultaneously all aver the System. It should Tint be done in area! when the physical structure* are capable of being operated to provide water equitably and reliably, can be maintained without large inputs beyond farmers' means, and where there are effective farmer organisations whose representatives are ready to take on additional responsibility and authority. In any System, the turnover process should be in stages, depending on the particular local conditions.

13. AWARD OF CONTRACTS TO FO*

Where there are capable farmers' organisations, any construction work on D and F canals should be first offered to them. In cases where they are not capable of undertaking such works their concurrence should be sought, whenever possible, to give out the work to outside contractors. In such cases a satisfactory mutual arrangement must be made whereby the FO has some voice over the maintenance of good quality in the work of the private contractors.

Where farmers' organisations undertake construction contracts, the Agency officials should give special consideration and assistance to ensure that they execute the work well and without financial loss to themselves. This will be a positive way of helping the organisations to develop and to build some capital to promote their stability and sustainability.

14. MONITORING & EVALUATION

Effective performance monitoring and evaluation is essential for the success of the participatory irrigation management programme. It is expected that the PMU of the MASL will undertake the responsibility and function of M & E of the participatory irrigation management programme of the MEA. Outside assistance may also be sought whenever necessary.

15. ACTION PLAN

The Institutional Development Unit of the MEA will develop an appropriate Action Plan for the initiation and/or development of farmers' organisations and for the institution of Project, Block and Unit level Co-ordination Committees. This will be done in consultation with the respective System Project Co-ordinators, RPMs and other field staff in the project areas.

16. TRAINING

The Central Training & Co-ordinating Unit (CTCU) of the MASL will handle all. training activities of the FO Programme to collaboration with the IDU. The CTCU will obtain outside assistance if available, as and when necessary. All training programmes will be subject to the approval of the FO Task Force (mentioned below).

8

17. IMPLEMENTATION

The responsibility for execution of the Programme will rest with the MEA, on behalf of the MASL. An "FO Task Force" of selected officials will assist me MD/MEA in carrying out this responsibility. The MD will function as head of this Task Force.
The MEA will execute thii Programme through a separate Project Co-ordinator (Institutional Development) znd the Institutional Development Unit (IDU).

', The System Project Co-ordinators at the HO will play a key role in supervising and actively participating in the FO Programme and in the setting up of the Co-ordination CommiHees. They will establish effective links between the IDU and the MASL field stiff in the projects.

The organisational arrangement for implementation of the Programme is annexed.



ANNEXURE

ORGANISATIONAL ARRANGEMENT FOR THE TO' PROGRAMME
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O&M

X

X

X

X

X



ACTIVITIES OF DCOO - SYSTEM 'Bf

Nos.

01

02

03

04

05

06

07

08

09

10

11

12

13

14

15

iffiSS^iS^fi
Singhepura D6

SInghepura D5

Kanda Kaduwa D5

Mutuwelia DS

Mutuwella D2,2

Kudapokuna SD1 , D4

Kudapokuna D4

SuriyawewaD1,2

Dimbulana D2

Dimbulana D1

Jayawikkramagama Ekamuthu

Jayawikkramagama LBL6

Parakumyaya DCO

Mahawelltenna Ekamuthu

Mahawelitenna Gamunu

••;•;• : i' : ::: ; ;;;:X;:'

Factor
if I-:-? II; 
lit;;; Pi;

X

X

X

(Jwririi;

ilillll

liii
:Comm;;;;

X

X

Weighing
m Scale ||"

JSpraysfs

:?sm&:x

; Input f

IS ISl

X

X

X

X

iBujp

"ffil

iCtocbriiiiiP
OihivaJfon:!

Outlet

Sll|i.: :

Ifeai
Work!

-;.::; •y:::-;:;^:'';: : ::'; :;::'::/: :

maintained

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

overprofl

^Vn^J

^gvV-;

Taken 
; Over for



ACTIVITIES OF DCOO - SYSTEM 'Bf

Has.

01

02

03

04

05

06

07

08

Bakamuna
•:'.;•. ::: : :V;- Praie^. : -. ... ...•;•',-.

•':'. *'•• "'^'.l:: ;:>;'; '-.•':: :.•::': ;..:.': ..v.:y:; :.'•;.'••'''••••••*•-' \ 
: : . : ! :-:>':'.-K---:-': :' ;^r:-:': :v: -- : : ; :>v::' :v-:x---:v:'.C^'v.':"'--'.- :'•' -':-^': : ''

Orubandi Siyabalawa

Radavogeoya

Diggalpillya

Attanakadawela

Yaya32

Madudamana

502 Galmulla

Jaburewele

Factor

X

Comm. 
Fund

X

X

•' Seed-"' 

Comm. 
; Fund

X

X

X

X

X

X

X

Weighing 
Scale

X

X

X

,:::;-:.•: •/•:••• •••:.:••. 
••-'.-..:".':.•:•-'. .; .V*

Sprayers input 
Shop

X

X

Paddy

X

X

X

X

"liiy*;: 
Back

f'Cocbnut;;:;:: 
Cultivation

1111 
Outfat

™SS5Sss:i

y-BSl'S;
work:

m®mm$mm^3®m®KxK •:«m*«<iff-t:w:»s»m*!**s>iss>fstm 
:« •: • sTatang over program -Kf ;•
••:•••; MEX;-.:; 
malnlilned

Joint 
m^.

Taken 
Over for 
O&M

X

X

X

' Bamamuna Block G has 28 DCOO
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ANNEX-C
UA8UMARD COMMERCIALIZATION FUND

SUM MARY SHEET
Augual 18.1886

MO.ivfcsMiJWVOTEEi^

1

2

3

4

5

e

7

8

8

10

11

12

13

BOQASWEWA 
POULTRY 
GROWERS

El ED 
POULTRY 
GROWERS

ARUNAPURA 
FISH 
BREEDERS

KAPILA 
GROUP

A.I. 
EARTH- 
MOVERS

NAVALANKA

EXPOLANKA

PAHALA 
ELLEWEWA 
WOMEN'S ORQ.

WWPOKUNA 
WOM ENS'8 ORG

BOGASWEWA 
WOME-SORO.

DAMMIKA 
WOMEN'S ORQ

NIDANWELA 
WOM EN'S ORG

GHERKIN 
PICKLERS

FEB 20, 1891

MAR01.1891

JAN 03, 1881

MAY 28, 1880

OCT17, 1890

MAY 08, 1891

JUN 18, 1891

JUL11.1881

JUL11.1891

JUL11.1891

JUL11.1891

JUL11.1891

AUG28, 1881

MAR 15, 1881 X 11,000 11,000

MAR 15, 1891 X 33,000 33,000

JAN 10, 1881 X 19,850 18,950

MAR 15,1981 X 428,345 0 

(429,345)

MAR 15,1991 X 400,000 225,000 
(175,000)

JUN 22,1981 X 1,000,000 0 
(1.000,000)

JUL08, 1991 X 0 0

JUL1S.1891 X 2,800 2.800 

(PRO

JUL15, 1881 X 2,800 2,800 

(PRO

JUL1S. 1881 X 2.800 2,800 

(PRO

JUL15, 1891 X 2,800 2,900 

(PRO

JUL15, 1881 X 2.000 2,900 

(PRO

APPROVED X 41,000 28,284

0 POULTRY FOR EGGS. 
BROILERS FOR LOCAL 
ICBO MARKETS

0 POULTRY FOR EGGS, 
BROILERS FOR LOCAL 
IC80 MARKETS

0- PROVIDE BREEDING 
STOCK AND 
AERATION & WATER

0 CARROTS FOR EXPORT

0 WHITE ONIONS FOR 
EXPORT a DOMESTIC 
MARKETS

0 HEARTS OF PALM FOR 
EXPORT

0 PINEAPPLE CULTTV. 
V DRYING

0 POULTRY RAISING

0 POULTRY RAISING

0 POULTRY RAISING

0 POULTRY RAISING

0 POULTRY RAISING' -

0 FOOD PROCESSING 
& PICKLING

Poultry production now a gtnaral activity.

NolllaaalMARD.

Thb pro}act la vary auocaaatul 
and ffeh production haa axpandad from 
24 pondt to ovar 20 pond* 
without funhar projact Intarvintlon.

CANCELLED 22 MARCH 
NO ACTION

CROP FAILED FROM 
POOR MANAGEMENT. 
NO FURTHER EXPENDITURES 
PLANNED.

Canoallad dua to Inactivity.

INSUFFICIENT POTENTIAL FOR 
SYSTEM B FARMERS

Poultry production la now a ganaral activity.

Samaaaabova.

Sama aa abova.

Samaaaabova.

Samaaaabova.

PROJECT SHOULD BE REORIENTED TO 

SYSTEM LOCAL FICKLE MARKET AS PACKERS

TOO DEPENDENT ON MARD TRANSPORTATION.

TO BE EVALUATED. In lala 1883 ra-

acttvalad by BED. Now a aporadlo pickling oparatlon.



UASL/UARD COMMERCIALIZATION FUND

SUMMARY SHEET 
August 16,1996

NO.

14

IS

16

17

18

19

20

21

22

- ;- :'.'- : WWMItfc ':•:•.';

DHARMASIRI

KARIYAWASAN

RUHUNUKETTE
ULFO

KALUKELLE
ULFO

SEVANAPmYA
ULFO

RATNASIRI
WOOD CARVERS

ST. ANTHONY'S
INDUSTRIES

SINNATHAMB &
QOMEZ

RASEELA
INDUSTRIES

T RICO OILS 1
FATS

;; -':•. *:•' OATE OF j:-::.; :Es> i ? DATE OF; ;v S- - YES •- HO •••-•• AMOUNT •%: BO^HOfI\X^i^SXf0tOlflJPBet!m>- PWOSe O£«HA»fT«K 
; • " ; - ; APPUCATWN ' : •;•: ;. ' DEOStON !•':•: ' • ' 4 '£?••-••:; AWARDED ' !' ; • i: •' : ; TO DATE'?5" :?:: i/MPBliiiMiAUasis/sSS^j^p^&P^^

OCT02. 1991 OCT15. 1991 X 10.000 7.250 0 MUSHROOM CULTIVATION

OCT31.1991 DEC06, 1991 X 65,000 85,000 0 INPUT SUPPLY SHOP
-

DEC 13, 1991 JAN 10, 1992 X 50.000 50,000 0 INPUT SUPPLY SHOP

DEC 13, 1991 JAN 10, 1992 X 50,000 25,000 0 INPUT SUPPLY SHOP

JAN26.1992 JAN31.1992 X 7.500 7,500 0 EXPERIENCED WOOD-
CARVER, HIRING LABOR
MATERIALS

FEB17, 1992 MARS, 1992 X 740.000 0 0 POULTRY BREEDING
(740.000)

FEB17, 1992 MAR08, 1992 X 0 0 0 FRUIT CULTIV.

FEB17. 1992 MARS, 1992 X 482,000 0 0 FOOD PROCESSING
(482,000) OF GRAMS, RICE

ETC.

FEB17. 1992 MAR06. 1992 X 1.135.000 617,500 0 FEED MILLING,
MAIZE, SOY
PRODUCTION

PRODUCER CEASED PRODUCTION AFTER
SECOND CROP.

In operation.

In operation.

2ND TRANCHE NOT RELEASED. ULFO was spill Into two DCOs.

RECIPIENT MADE GOOD SALES AT
1992 UAHAWEU WEEK EXHIBITION.
CONTINUES WITH SLOW SALES .

PARENT STOCK & FEED FOR 8 MONTHS
ONLY. NO ACTION. CANCELLED.

NOT INNOVATIVE (No file at MARD.)

GRANTEE MUST FIRST
INSTALL EQUIPMENT
IN SYSTEM'S1 AND RFTJ
MUST CERTIFY THAT IT IS NOT
FROM SYSTEM 'C'.
NO ACTION. CANCELLED.

MOU SIGNED. WORK TO BEGIN SOON.
GRANTEE MUST START CONSTRUCTION
BEFORE GRANT ACTIVATED. FUNDS

23 LANKA DEV. 
(RAINBOW)

FEB02.1992 MAR 06,1992 X 960,000
(960,000)

0 DRIP IRRIGATION 
FOR H.V. CROP PRO 
DUCTION

FOR CLEARING, FENCING. RID REFUSED.
SHOULD BE CANCELLED IF NO
ACTION BY 9/93. Warning issued on 30Jun93.
Granu* dcmonstrattd that delays w*r* admlniitrative only.
Grant to b« Increased lor CEB conntctlon. To dati (12/93).
budding construction wtn undtr way.
Original grant was lor Rs 647.500. Mill rsady lor commissioning
In Jury 1995. security permitting. (Workers havs Islt the site.)

Land not granted by MASL Grant cancelled.



UASUMARO COMUEnCIAUZATION FUND

SUUUARV SHEET 
Augun 19.1806

NO. : : aawTEE .-.;--OATEOF>:.-..-:.< •• DATEOF YES HO AMOUNT . 
APPLICATION •• '"' '• DECISION * ••• ;:-'-":'- • -. AWWDED • : ' - TODATE '"

: : PVHt

24 KAMALA
ERAUALOENIYA

MAR 11,1882 MAR 20. 1892 X 3.200 0 GOTUKOLA PRODUCTION

PLEASE NOTE: ALL GRANTS ABOVE APPROVED BY UAHAWEU SIGNATURES 
ON MARCH 1882 SUMMARY SHEET.

25 IKALAQAMA 
PLANTATIONS

APR 10. 1882 SEP 18. IW2 X 

APPROVED: 28 AUGUST PRC/18 SEP LETTER FROM PCB

790.000 0 AGRICULTURAL 
IMPLEMENTS 
MANUFACTURE

Qrantee did not meet grant condition!.

26 ARUNAPURA 
ULFO

MAY12.1882 MAY 22. 1882 X 50.000

APPROVED: RPM'S LETTER OF 20 MAY 1882

27 MAHAWEWA MAY 12.1882 MAY 20. 1882 X 
ULFO

APPROVED: RPM'S LETTER OF 20 MAY 1882

29 SPAFCO APH01.1M2 JUN11,1882 X 

APPROVED: PRO JUNE 11. 1882

605.000 
(805.000)

0 AQ INPUTS SHOP

0 AQ INPUTS SHOP

In operation.

In operation.

0 MANUFACTURE OF OrintM mov»d till to Syittm C. 
MINERAL BLOCKS Brant unnltod. 
FOR CATTLE.

28 MAORO-EX APR23.1882 APR25.1882 0 SEED/EQUIPMENT REJECTED BECAUSE MAQRO-EX 
FOR COMM. FARM IS NOT DESrQNATED

LESSEE AND BECAUSE 
LEASE FEES NOT PAID.

30 JIPFARM APR29, 1882 JULY 18, 1892

APPROVED: RPM'S LETTER OF 18 JUNE 1882 
Subt(quint nquHt lot m«n«j March 20, 1883 Junt 17, 1883

Approvid: ttt PCB lit datad 17Jun83

CIC JUN4, 1882 JUN11.1882 X 

APPROVED: PRO JUNE 11, 1882

78,790

80.000

800.000

0 CULTIVATION OF 
EXPORT CROPS 
FOR TESS& OTHERS

0 Rfquttt (or farm managtr

0 CULTIVATION OF 
BABY CORN FOR 
EXPORT TO UK 
VIA COLD CHAIN.

REQUESTED 2-WHEEL TRACTOR, ACCESSORIES ONLY 
GRANTED.

PRC APPROVED USING GRANT FOR
SHIPPING COSTS ONLY
Trails lucctittul. but toon afttr trlali CIC management 
•caltd back opiratlona to targtt local marktti only 
In vlaw ot high air height coctf. CIC euppllei local hotels,
reitaurent and Mores with treeh and brined baby corn, and will
belns pickling baby corn end okra In the near future.



MASUUABD COMMERCIALIZATION FUND

SUMMARY SHEET
August 10,1006

f ; DATE Ofs ;V DATE pF.™* :¥ES AHO •«• Mtoumw EWeWfTUFES :!J!j:.gXPEMdKUBbti:ji:
f:^

32 IHELAWCWA 
ULFO

MAY 28. 1862 MAY 29, 1882 X

APPROVED: RPM'S LETTER OF MAY 28.1882

33 R1CHPOCUNA
ULFO MAY 08.1802 MAY 13, 1882 X 

APPROVED: RPM'S LETTER OF MAY 13.1882

34 NELUNWEWA 
ULFO

MAY 08,1082 MAY 13, 1082 X

APPROVED: RPM'S LETTER OF MAY 13,1882

35 PIMBURETTEWA JUN02.1B82 JUN03. 1882 X 
ULFO

30,000

50,000

50,000

50,000

30,000

50.000

0 INPUT SUPPLY SHOP

0 INPUT SUPPLY SHOP Inoptratton. 

0 INPUT SUPPLY SHOP Inoptrauon.

0 INPUT SUPPLY SHOP In operation.

APPROVED: RPM'S LETTER OF JUNE 3. 1882.

APRIL 1«. 1882 MAY 5. 1082 

APPROVED: 5MAY82 PRO

36 AQRTTECK 
SYSTEMS

400.000 
(400.000)

0 PERMANENT CROPS CwioMd owing \o IntctMiy.

APR 01. 1002 MAYOS.1882 0 MANAGER FOR
COMMERCIAL FARM.

REJECTED - SYSTEM '(T 
No HIM u MARD.

39 INFORMATICS

38 SUNFROST

APR 01,1882 MAY OS, 1882

JUN04, 1882 AUQ2»(SEPie.l8 X 

APPROVED: 2SAUQ PRC;16SEP PCB LTR

0 MANAGER FOR 
COMMERCIAL FARM.

0 SILVERSKIN 
ONION TRIALS 
AND PRODUCTION

REJECTED - SYSTEM 'CT 
No Illtl at MARD.

TRIAL CONDUCTED. SHOWED 
SILVER SKIN ONIONS UNPROFITABLE.

JULY2B, 1992 AUQ2«/SEP18.18 X 

APPROVED: 28AUQ PRC;18SEP PCB LTR

50,000 0 PLAMTINQ PERMANENT Qrant canoMd. 
CROPS

41 SAPUKOTANA AUQ1. 1882 AUQ2B(SEP18,18 X 

APPROVED: 26AUQ PRC;1SSEP PCB LTR 

JUNE 28. 1882 AUQ 4, 1882 X 185,000

0 MANAGER FOR Did not apply lor a managir. 
COMMERCIAL FARM Canolltd.

Qrant cancaltod bccaus* of inadlvlty.



MASUUARO COMMERCIALIZATION FUND

SUMMARY SHEET
Augwt 18,1886

HO..---v;-;;- :r.:..aB«nHE..-; ;•>.'•

43 KALANSURIYA

44 AMEEN

45 KALUKELE FO 
YOUTH GROUP

48 BOHAWEWA FO

47 KANKWELA FO 
OOV1 SANVIOANAYA

48 MEOAOANAFO

48 BAMUNUKOTUWA 
FO 

60 PIMBURATTEWA 
FO

51 AMEEN

52 MILLANAFO

S3 EUEWEWAFO

54 MAOURANOAL 
FO

•.;:.': : '. DATE OF • '• •:

APPLICATION
•"Xy.DATEOF-; '••:•.

'••"• DECISION
APPROVED: 4AUQ92 RPM LETTER

AUO4. 1182 AUO4. 1882 

APPROVED: 4AUQ82 RPM LETTER

MAY 14. 1982 JUNE 20. 1892

JUNE 7. 1882 JULY 18. 1892 

APPROVED: 1SJUL8J RPM LETTER

JUNE 9. 1882

JUNE 10. 1882

NOV.27, 1892

NOV. 11. 1882 

OCT. 27, 1882

JULY 27. 1882

DEC. », 1882

DEC. 10, 1882

DEC. 17, 1882

JUNE 8. 1892

JUNE 10. 1892

DEC. 12. 1992

JAN. 7. 1883 

DEC. 2. 1882

NOV. 4, 1882

DEC. 18, 1882

DEC. 23, 1982

DEC. 23. 1882

YES NO : . AMOUNT, y-', EWENOrTUHES .: . EXPBWTUREB >ifts PUHPO8G pF,9BAKt: ,5 ; <y.; ffi ̂ ff^iKifffm'': COOOKHtS - • : ; : < '.-. *;• •« ;-;. :•*%•; :'<•: s i -f: 
'•'"• -••'" .' AWMROED ':• •' iTc'DATE^^^^'-iAPiaii^aAixias'''5 ;1^*:^^-^'1:'':'-:'^^^^ •'/ ' ; '' '•''••'" • '' ? '-- : " "••

X 20,000 0 0 ANIMAL HUSBANDRY Canctlltd. 
(20,000)

X 8,750 8.750 0 PLANTING MATERIALS 500 pluu grwud to tarn. Now growing.

X 18.440 18.440 0 HAND SPRAYERS FO YOUTH GROUP 
CONTRACTED TO SPRAY 
CROPS.

X 60.000 50,000 0 INPUT SUPPLY SHOP In op«imtlon.

X 50.000 50.000 0 INPUT SUPPLY SHOP In opvulon.

X 50.000 50,000 0 INPUTS SUPPLY SHOP In opwatlon.

X 50.000 50,000 0 INPUTS SUPPLY SHOP In operation. 

X 1S.OOO 15.000 0 INPUTS SUPPLY SHOP In optiaUon.

X 200,000 22,335 0 CULTIVATE EXPORT Sonw plutt and »td matirial fumlihtd, 
CROPS. PLANT but Amttn did not apply lor a managtr. 
MAT'LAND 

' MANAGER

X 50,000 50000.00 0 INPUTS SUPPLY SHOP Inoptrallon.

X 50.000 50.000 0 INPUTS SUPPLY SHOP In op«iatlon.

X 50,000 50.000 0 INPUTS SUPPLY SHOP In operation.

55 ALUTWEWAFO DEC. 14,1882 DEC. 24,1882 50,000 60,000 0 INPUTS SUPPLY SHOP In Ofuratfan.



MASL/UARD COMMERCIALIZATION FUND

SUMMARY SHEET
August 19,1996

NO. ;•?• i •::.;• • x • aRAHTEE .'• v ': X ; ;> : :

58 KOTHMALA FO

57 MADURUTENNA 
FO

59 AMUNUOAMA 
FARM (NASPA FARM)

59 ANURAPURA FO

60 MADURUTENNA 
FO

61 ORUBENDI 
SIYAUBALAWA 
BLOCK Q

62 DHARMASIRI, K. U. 
NO; 179 ARALANOANWILA 
LIVESTOCK FARM

83 KallngawllaFO

64 MuthuwenaSlriperakumFO

65 Thiepanegama. FO

66 MalgulpokunaFO

67 Mahadamana FO

69 IhaiawewaFO

69 Medagama FO

70 Diggalpltlya FO Block Q

71 Orubadl Siyambalawa FO Bloc

72 Soorryawewa FO

73 Dlmbulan Parakum FO

74 Jayawickramagama FO

75 Manhreegama FO

•TV OWE CF-sv 
APPUCATIOM

NOV. 14. 1992

JAN. 9, 1883

JUNE 27. 1982

FEB. 13. 1983

FEB. 10, 1883

JAN. 7, 1993

FEB. 23, 1993

NA

NA

NA

NA

NA

NA

NA

NA

NA

NA

HA

NA

NA

;V' .;•:;••• DATE OF;;;; ::>;' :: '••• oectstoN

JAN. 1. 1993

JAN. 13, 1983

NOV.4, 1882

FEB. 24. 1983

MARCH 3, 1893

FEB. 17. 1883

FEB. 23, 1883

April!, 1883

April 9, 1883

April 9, 1883

April 9. 1883

April 9, 1883

April 9, 1883

April B, 1993

April 9. 1893

April 9, 1883

October 25, 1993

October 25, 1883

October 25, 1983

October 25, 1883

YES ; NO ;;•- AMOUNT ;y;. EXPeNOmWES ;-K EXPENHIUREB.!^ PMHPO8E OFfaNHt^^^^^ff^f^f^eplllfBiaft^} KiiV .;f-f m -~ ?"; «;; ?; '
•'•'..•'"•' '•'•'•- • AWARDED '•'•"• '- -•• TO DATE: : " • : ••• : • 1APf^l^i•lW1(U^JO^^V^:i::;•'-':!. ;f-^'X':'i:l-^'S:::^ '•-••.'•:: ••..'.. ' : .' •'•' •

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

50,000

50,000

90,000 
45,000 
60,000

15.C90

15,000

50,000

5,350

300,000

300,000

300,000

300,000

300,000

300,000

300,000

300,000

300,000

258,000

337,000

81,000

172,000

25.000

50.000

99,690 
45,000 
50,000

15,000

15,000

50.000

5,350

287,212

195,125

181,116

60.290

101,541

249,709

169,990

282.489

248,817

258.000

337,000

81,000

172.000

0 INPUTS SUPPLY SHOP In operation.

0 INPUTS SUPPLY SHOP In operation.

0 SEEDS, Farm performing at modest level. 
0 PLANTS AND 
0 MQR SALARY

0 WBQHINQ SCALE WBQHINQ SCALE SET UP.

0 WEIGHING SCALE WBQHINQ SCALE SET UP.

0 INPUTS SUPPLY SHOP In operation.

0 IMPROVEMENT OF UVEST To be evaluated.

0 Seed Commercialization Fun

0 Seed Commercialization Fund

0 Seed Commercialization Fund

0 Seed Commercialization Fund

0 Seed Commercialization Fund

0 Seed Commercialization Fund

0 Seed Commercialization Fund

0 Seed Commercialization Fund

0 Seed Commercialization Fund

0 Homestead Development Fund

0 Homestead Development Fund

0 Homestead Development Fund

0 Homestsad Development Fund
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UASL/UARD CCMMEJWAUZAT1ON FUND

SUMMARY SHEET
Auguet 18,1995

W^::'^:antmE£f:»-yfSi&

101 VilayayaFO

102 03.D4/104 Thdpajiegama FO

103 Vl|ayaFO

104 VljayaFO

105 Slrl Perakum FO

108 DSAeelapuraFO

107 D4.SD1 Madurangala FO

108 D5.O7 FO Sueirlgama

109 DewagamayayaSFO

110 OZMahaeenFO

111 103/D9 Qamunu FO

112 05 Samagl FO

113 D5/106A Kudawewa FO

114 501/01 Saddatieea FO

115 D4M05BFO

118 03.04 MahaperakumFO

117 101/D1 Kotmala FO

118 DIOFONelumwewa

119 Slrl Perakum FO

120 D4/405 Perakum FO

121 01 Sewanapltrya FO

122 MahawewaDSMahaienFO

123 O2.D3 VljayaFO

124 02.03 VljayaFO

125 Perakum FO

128 501/O1 Saddatieea FO

s:;?; ;- OATE Of i:v; SWiOATEOFS •:;*.!• VES -s HO•' ' • APPLICATION' " : : ' DECISION -- :v.: ' * * ' < ' : : s '--
August 5.1994 September 12.19 x

July 28. 1994 September 18,19 x

December 24,1993 September 17,19 x

September 14,199 September 17,19 x

September 15.199 September 17.19 x

September 11,199 September 18,19 x

September 14,199 September 16,19 x

June 17.1994 September 22,19 x

September 11, 199 September 28,19 x

September 14,199 September 29,19 x

September 11.199 September 29.19 x

September 14,199 September 30,19 x

Auguet 30.1994 September30,19 x

September 14.199 October 3,1994 x

September 15,199 October 10,1994 x

September 22,199 October 11,1994 x

September21,199 October 11,1994 x

September21,199 October 21, 1994 x

Auguet 27,1994 Oelobic 21.1994 x

September 14,199 October 21,1994 x

September 14,199 October 31, 1994 x

October 28,1994 October 31,1994 x

October 12.1994 November 12,199 x

October 12,1994 November 12,199 x

October 1,1994 December 28,199 x

September 14,199 January 23,1996 x

"iJJSSSF-^
50.000

25.000

25.000

15,000

15.000

85,000

15.000

15.000

15.000

15,000

15.000

15.000

50,000

15.000

15,000

15,000

15.000

15,000

25,000

16,000

15,000

15,000

15.000

50,000

15,000

60,000

ENDnWKSfwEXPI 
"O DATE • -: :--^ > 1 API

25.000

25.000

25.000

15,000

15,000

15,000

16,000

16.000

15.000

16,000

15.000

15,000

25.000

15.000

15,000

15,000

15.000

15,000

25.000

15.000

15.000

15,000

15,000

25,000

15,000

50,000

ENDITBREB ss-sW PUWO«K.PF,«lflrWF^^^^^^^^j;^!S^.Cp»JIIIOe7»^:;^W;*: :J:S:^i: i^-<;--.

25.000 In put Shop

25.000 Input Shop

25,000 Input Shop

15,000 Weighing Scale

15,000 Weighing Scale

15,000 Weighing Scale

15.000 Weighing Scale

16.000 Weighing Scale

15.000 Weighing Scale

16,000 Weighing Scale

16.000 Weighing Scale

16.000 Weighing Scale

25,000 Input ehop

15.000 Weighing Scale

16,000 Weighing Scale

15,000 Weighing Scale

15.000 Weighing Scale

15.000 Weighing Scale

25,000 Input ehop

15.000 Weighing Scale

15.000 Weighing Scale

15,000 Weighing Scale

15,000 Weighing Scale

25,000 Input shop

15.000 Weighing Scale

26,000 Input ehop



UASL/UAflD COUUERCWJZATKM FUND

SUUUARY SHEET
Auguel 18.1005

NO.--'-.' •:-. ' GRANTEE v .-•..: s ' OATEOF; X:

127 SamagIFO October 6.1994

• ?;-.«. DATE OF;;«;: YE*.: now*- AMOONT-;* EXPBwrone?^6XFBHOiwHBB^w,pw»!OBE of CHWR^^^^^^^^K^cwiiipiTaii^Si^^^^^g? 
• !•• '• oeoatOH •- :- ; - 1;' • •« •;;- ;-;~' :' ? AMMOED' <v,: : 1 - - ; TO DATE^'S.;.:' tAFHtii-iaAWMisSwS ̂ SS^SiS^^? &|^^5;^?^S:^i«^? 'SJfWJS SSSS*;:f S.5?s w - • -;\ :.V

January 12.1994 x

129 01 Mahaien FO November 25,1994 January 27,1995 x

129 O4/40S Perakum FO December 7.1994

130 502/O1 Uahaien FO Septem21,1994

131 02 FO Bimpokuna NA

132 Samanala FO Millana NA

133 Vajlra FO Bogaewewa NA

134 Sarana FO Millana NA

135 Qamunu FO P.EIIawewa NA

136 D14 Slnghe»ewa FO P.EJlave NA

137 01/101 FOI.EIIawewa NA

138 101/DIOFOI.Eflawewa NA

139 Yaya7FOUadurulenna NA

140 Yaya8FOUadurulenna NA

141 Yaya 5 FO Dewagma NA

142 Yaya6FODewagama NA

143 NawaSenapuraFO NA

144 FUndiyawewa FO Kaluwanwila NA

145 501/D5.D6SamaglFONIdan« NA

146 D4.D5.EkamuIhu FO Arunapur NA

147 S07/D2.D3Aluth6yaFO NA

148 501/D1 SaddallnaFOKandtg NA

149 01 Mahaien FO Arunapura NA

150 O6AeelapuraFO NA

151 D1 FO Uahlndagama NA

January 27.1995 x

December 5.1994 x

April 8,1994 x

April 8,1994 x

April 8, 1994 x

April 8,1994 x

April 8, 1994 x

April 8.1994 x

April 8.1994 x

April 8,1994 X

April S.1S94 x

April 8,1994 x

April 8.1994 x

April 8,1994 x

April 8, 1994 X

April 8, 1994 ' x

April 8.1994 X

April 8, 1994 X

April 8,1994 x

April 8,1994 x

April 8.1994 x

April 8,1994 x

April 8, 1994 X

15.000

15.000

50.000

50,000

48.468

41,042

38,444

38858

34.946

29.231

82,865

50,536

149.6CO

40,014

38,099

74,440

19,792

79,632

24.603

12.842

40,912

23,204

3,250

40,080

72,585

15.000

15,000

25,000

25,000

49.468

41.042

38.444

J8856

34,948

29,231

82,865

50,536

149.600

40,014

38,099

74,440

19,792

79,632

24,603

12.842

40,912

23,204

3,250

40,080

72,585

15,000 Weighing Scale

15,000 Weighing Scale

25,000 Input shop

25,000 Input thop

49,468 Seed Commercialization Fund

41,042 Seed Commercialization Fund

38,444 Seed Commercialization Fund

38856 Seed Commercialization Fund

34.946 Sod Commercialization Fund

29,231 Seed Commercialization Fund

82.865 Seed Commercialization Fund

50,536 Seed Commercialization Fund

149,600 Seed Commercialization Fund

40,014 Seed Commercialization Fund

39.099 Seed Commercialization Fund

74.440 Seed Commercialization Fund

19.792 Seed Commercialization Fund

79,632 Seed Commercialization Fund

24,603 Seed Commercialization Fund

12,842 Seed Commercialization Fund

40,912 Seed Commercialization Fund

23,204 Seed Commercialization Fund

3,250 Seed Commercialization Fund

40,060 Seed Commercialization Fund

72,585 Seed Commercialization Fund
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UASUUAfO COUUEHCWUZATOM FUND

SUMMARY SHEET
August 18,1996

*».;> :-<•• • •- ;:A WWfl Ut;r'; ::rf.sV: is ; ;«; OATE OFsiggjjjsJJATCOI-SiSgiiiyES.i; NO;™: AMQUHrsSis EXPENDBWBE8;«;ii:EXPB«nW«95iiiSS5;: IMWCWESfiSSWiiiiW^^^•••^v:^; ^-V^.::;:^^^

179 UahaUlpola02/104BFO

180 Dalukana D5/10SA FO

181 D1/1058 Dimbulagala FO

182 Bl«»i»a D3.4 FO

183 Ptlatiyava 05/103 FO

184 Sadunpltlya FO

185 UaMlaFO

188 Ruhunukata 0314 FO

187 UonaratannaOl Ekamutu FO

188 Kandakaduwa D5 FO

189 O4. Parakum Kallngawlla FO

190 Slnha Uadutangala FO

191 S.P.D. Ccmblna

| Total

NA

NA

NA

NA

NA

NA

NA

NA

NA

NA

NA

NA

Fab 15. 1995

Junt20, 1995 X

Junt 20, 1B85 x

Juni 20, 1995 X

Jun«20. 1995 x

Junt 20, 1995 x

Jun.20. 1995 x

Jun»20. 1995 x

Junt 20, 1995 x

Jun« 20, 1996 x

Jun<20, 1995 X

Jan. 20. 1995 x

June 20, 1995 x

May 17, 1995 x

25,000.00

10,000.00

10,000.00

10,000.00

10.000.00

25.000.00

10.000.00

25.000.00

25.000.00

10.000.00

10.000.00

10,000.00

500.000.00

13.606,282.00

25,000.00

10,000.00

10,000.00

10,000.00

10,000.00

25,000.00

10,000.00

25,000.00

25.000.00

10.000.00

10,000.00

10.000.00

428,000.00

10,187,324.00

25,000.00

10,000.00

10,000.00

10,000.00

10,000.00

25,000.00

10,000.00

25,000.00

25.000.00

10,000.00

10,000.00

10,000.00

428,000.00

3,453.448.50

Sttd ComnnicialMon Fund

S«d Comnwcialltlon Fund

SMd Commardalltton Fund

S«*d Cornnwrdalltlon Fund

S««d ComnKtdalltkm Fund

S>td ComnMrdalltlon Fund

Snd ConvtMtdamion Fund

Saad Comimidalltkin Fund

Snd Comm«rd«/IUon Fund

S«*d Commardalhion Fund

Sod Convnwdalltlon Fund

S«*d ComnMrdallUon Fund

Banana Nurttry lor ••toctid varl«ti«f 
Nuritry planlfd
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Annexare E Agreements for coconuts along tbe D-canals prograin
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Annexure G Flnandal Statements from Selected DCOO



FOO FINANCIAL STATMENT - Mahaweli System B - May 1995
DCO

501/O2.3.4 Jay*»m«

MaMgraDCO

Yey*8S»nogi|xn

SOM32.3 Vijoyt DCO

DfMgmY*y»5

D1ADCO

502/D7.8 Jeytfota

Pirrtxnttwt BcmUhu

04.50«vee«ni

D4. GovlMtw

UABILTT1ES
Ywr

1993
1994
1995

1992
1993

.1994

1993
1994
1995

1993
1994
1995

1994
1995

1994
1995

1993
1994
1995

1993
1994
1995

1993
1994
1995

1993
199*
1995

FMS

1600
2480
3980

9525
10700
11625

13180
18480
18530

2575
2575
2575

14280
14280

8955
9005

1610
1610
1610

39308
61283
61283

14740
15920
18560

1225
332S
9976

Stmn Grart

7400
7400

25000
78805
78805

40000
55000
55000

69780
89780

22550
22550

190000
190000
190000

40000
40000

50000
50000
QfttOO

Pro«

2147
14977
18677

14965
45653
52607

11481
33738
71284

22515
48668

(20480)

28300
82310

(1495)
(2991)

11299
20850
24621

44509
100869
140339

93594
89184
74131

(1095)
47909
40085

LOCH

79748

21326

294000
35400Q
354000

30116
33828

•rofn 
ULFO

Totol

3747
24857
30057

49490
135158
143037

24081
131886
89814

85090
1237S8
78055

110380
188376

28010
23SS3

12909
22480
28231

295143
352153
391623

402334
478104

48489

50129
13W40
173888

EXPENSES
out

3747
24857
30057

49490
135158
143037

24681
131986
89814

85090
1237S8
78055

110380
16S370

28010
28583

12909
23460
26231

295143
352153
391823

402334
479104

48489

50129
131440
173888

Coil 
inland

2285
13810
8832

24230
28381

21508

54588
35405
13946

51300
l^^Qfi

5460
2101

919

2131

7182
13826
63086

36791
7841
9928

5832
1208

Comet 
Bptnus

32229

Butt 
Bdanc*

1462
3846

13824

49490
110928
101953

3153
101278

6923

10503
73352
45108

8879
93897

2388

11890
22480
21099

82027
24141
26968

36453
61855

138437

9350
94228
78495



Stock

26878

35845 
80382

Croo*

14702

30888

4000

10280 
8540

22550 
22550

87323 
151518 
142518

328080 
408808
304108

Wiigttno 
So*

11500

15000 
15000

14800 
14800

15000

factor

125003 
125000 
125000

Ottwr

14750 
14750

Coconi Equipment

7400 
7400

8082

25000
25000

1500

6743 
18816 
18310



FOO FINANCIAL STATMENT - Mahaweli System B - May 1995
KO

D6/104BV#»

Sactrpaiy«DCO

DOMtmm

Dnn&aMymt

Ski****

101.W.11.12OCO

101O1 Kotinta

Dy4O*mm

1J/14M*»d«nw»

DtfwmnmKlUato

KgldlQdM S>jfMiM

502/D1M*»nn

507/02TO3W3«negi

.(ABILITIES
YMT

1803
IBM
lees

1803
1894
1895

1883
1964
lass

1683
1884

0
1863
1934
1885

iaes
1904
1995

1604
1985

1(63
1994
1995

1992
1993
199*

1993
1994

1883
1894
1995

1995

1983
19*4
1965

F*M

18054
18054

2565

21970
27290
27880

72830
73830

680
10655
10055

13405
13405
13405

2960
2980

12375
16550
18550

2220
18130
25225

84870
71780

1822
4532

15872

35000

6700
7000
5800

srmri

5000
5000
5000

Got

250390
250380

SO
4085

40000
85000

14000
0

20956
35858

22550
22550

175578
175578

50677
2QST7T
215777

125000
226000
228000

176000
173000

65000

85885

125000
125000
125000

Pro«

35340
20058
20058

3348
40

10264

(«21)
12823
7426

16883
40623

17472
12538

38082
63747
75838

22421
18584
41015

281117
288494

(2042)
61745

171307

28811

38028
92181
82781

LMn*

0
0

357803
212583
212583

167280
187280

1000

15000

7383

48400
183000

53811

60000

12842
3882
1355

From
ULFO

4040
4040

35008

TcM

35240
287101
283250

10701

414581
283221
305313

250174
381210

1880
44435
68037

13405
52838
76771

188030
181087

106811
281074
3132*3

149841
280721
28853:

•684706
681254

53780
68277

29*878

148506

183571
228144
224738

3CPENSES
oM

16240
287101
283250

10701

414581
283221
305313

250174
381210

I860
444J5
88037

13405
52838
76778

186038
181087

108811
281074
313263

140841
280724
298532

694706
641254

53780
66277

296878

148506

183571
228144
224788

C«h
hhrri

33168
60750
33547

50
152

85547
35670
71845

67272
68347

718
5701
6451

612
478

7475

12747
6245

86886
44830
72618

10802
59881
52390

183875
110383

225
2022

41870

835

17821
2807
780

comet
Bowmi

15
1550

6700
6700

12800

13753
10588

1168

30808

15000

44027
44027

38235

1485C

B«*
Betanc*

2071
11160
35532

4040
8423

5138
30874
87240

1106

150
4024

16838

11824
29812
15844

5808
8535

1000
41124
73624

12084
13437
17305

38273
3829

8185
41896

5042

4S087

28658
71356
73168

____________ _^^^__



Stack

5818

78654 
101475 
41606

14831

14157

11825 
5892 
7792

1273

88917

564

Cractt

64587 
60615

228540 
63446 
66066

116867 
116867

20858
18351

22550

23517 
23317

125000 
($000

61280 
75239

180242 
353580

30124 
23804
23804

• 76106

6050 
21722 
18332

Woigttng 
Sctto

15000 
15000

15000 
15000

15000

15000 
15000

15000 
15000

14400

11500 
11500

14500

14000

Ttctor

125000 
125000

125000

125000 
125000

125000 
125000

125000 
125000

125000 
125000 
125000

ontr - '

14660 
14660

2125

16750 
16750

'

12810

18000

578

- "
Coconut Equpmnt

1581 
7445

30755 
30755

33145 
33145

15000 
15000

1045 
1049 
1045

18617 
28304

30683

12900

6258 
7457 
7457



Stock

321174 
224454

3882
444*1 
43413

12812 
178430

Croat

10000

15000
15000

T3348
78881
T8681

1000

1000

106344 
124350 
251881

94831 
141807 
41807

300000 
300000 
300000

295804
213116

VWaNng 
Scri*

15000 
15000

15000

14500

14500

15000 
15000

17030 
17030

15878 
15876

TKfer

125000

125000

125000 
12SOOO 
125000

OBMT

14950 
14950

28450 
28450 
28450

5250 
11900

112579 
16400

Coconut

95000 
95000

37500

^MpnMrt

410 
3610 
3810

4200

4200

7500 
7500 
7500

31185
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CO

>Ju • udt angh*

igcMMM.

;M*rtlmU

IDCOGMdemm

>104ABim|)OluiiOCO

V4TitvengK»

l/105ASanraOCOMtoia

1/105 Mmmpity*

iflOSAKuclMM

Msan

UABILJTIES
YM-

1883 
1884 
1885

1893 
1884 
1885

1983 
1884 
1885

1883 
1884 
1885

1883 
1884 
1885

1883 
1864 
1885

1883 
1894 
1885

1883 
1894 
1885

1883 
1894 
1995

1893 
1884 
1885

FM*

5880
8910 
8910

5200 
5200

22100 
22100 
22515

20290 

20290

10287 
14383 
22456

3940 
5880
7760

4755 
. 4755

frwi f4fo

11570 
16870

StiMn Gnrt

15000 
25000

15000 
15000

50000 
50000 
50000

125000
DOC h« re* & 

125000

175850 
288450 
337918

161118 
201118 
201118

15000

165000
227500

Proit

(2752) 
(2475) 

4178

3574 
21116

64310 
172305 
191625

888
okkMf'-flffcccfxl 

25126

83568 
81527 

164754

14545 
20854
23680

21426 
32497 
27045

34914 
29620

120663

LMre

15019 
18

1600

113510 
52283 

347782

60000 
60000

300000 
300000 
30000C

250 
250

184100 
163850

From 
ULFO

15000

ToM

3328 
22434 
38066

15000
.38783 
41342

136410 
244405 
264MO

148278 

170416

383317 
748634 
872910

178604 
287853 
282558

32U26 
337552 
331800

250 
35164 
44620

444978 
.549083

IXPBtSES
rcM

3228 
22434 
39066

15000 
38883
41342

136410 
244405 
284140

148278 

170416

383317 
748624 
872810

178604 
287853 
282558

321426 
337252 
331800

250 
35164 
44620

444878 
54806!

C«h 
Intend

3228 
6788 
6426

25813 
77834 
18658

1600

47801 
2458

27088 
25823 
32223

14196 
28837 
18230

782

382 
16601

rCtffevct 
exp*r«M

22783 
22763

30882 
11578) 
121828

8818 
6818 
6818

B«*
Bdrc*

645 
7860

1000 
3548

31424 
68248 
1472S

1578 

38618

48130
6801
3817

44002 
53580 
48184

608 
1696 
5850

250 
35164 
43587

7822 
55866



AnnexnreH Monitoring and Evaluation.



ANNEX-H

MAIIO Project Management Information System

Name of System:- SYSTliM »

Name of Block.-

Name of D-Canal Organizalion:-

DCO number :-

I low many irrigated allotments .in (he DCO?-
.' * .

How many legally settled farm families in the DCO area?- 

Whcn was this DCO established as an organiTationV- 

Quartcr for this reporting pcriod:-

Uclow are a list of institutional development activities you arc requested to evaluate each quarter. 
Please answer each question by circling the appropriate answer. "Jr^

1. What portion of the members of the Held canals select the 
Field canal representatives?

2. How oficn arc DCO meetings held?

3. After signing a joint management agreement, DCO 
participation in O&M is:

4. After signing a take over agreement, DCO participation in 
O&M is:

5. What portion of field canal representatives participate in 
major DCO decisions, such as .signing of contracts and 
establishing buiiness centers for paddy purchasing, etc.?

Jjp'lliis DCO is registered under:

7. How many farmers have paid an initial membership fee?

8. I low many farmers have renewed their membership fee 
this year?

9. How well arc the financial management and audit systems 
managed by Uic DCO?

(0-30%)/(3 1-50%V(5(MOO%)

monthly/quartcrly/seldom/ncver

good/average/puor/NA
i

good/avcrage/poor/NA

(0-30%)/(3 l-50%y(5(MOO%)
i

not registered/registered under ; 
55 A/ registered under S6A&B

good/avcragc/poor/NA



10. Mow often docs the DCO regularly monitor and evaluate 
ils activities?

1 1. Does the DCO coordinate with state organizations?

12. Docs the DCO coordinate with private sector companies?

13. How well docs the DCO office function?

14. I low well docs (lie DCO Blorcs function?

15. How well has the DCO conducted the following 
activities: 

a. Marketing' 
b. Input supply 
c. Seed production 
d. Crop production planing 
e. Another activity:- (specify)

moiithly/quarlcrly/seldom/ncver

good/averagc/poor •

good/avcragc/poor •

good/avcragc/poor ;

good/average/poor \

good/avcragc/poor/NA 
good/avcrage/poor/NA 
good/avcragc/poor/NA 
good/avcragc/poor/NA 
good/average/poor/NA
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SYSTEM B
ZONE- I
eutwewA
I IHALA CtLt*CW< 
I. IANOAHAOALA
3. KALUKELLC
4. UtOULOAMANA 
9. PCLArlrAWCWA 
6. MH>LA CLLCWf 
r. UAIUOAUANA

» VCtRANA
9. BIHPOKUNA
10. UAHAULPOTHA

11. BOOA9WCVW 

It

13. MLLANA

14.DALUKANA 
19. KUOAWCWA 

l>. UANAMP1TIYA 

a. MAHAWCWA

ZONE-2
9AVUNPITIYA

I. KUUPOLA

?. MUTHUOALA
]. UADUKANOAIA
4. MALLINOA
9. UCNIKWCLA
a. lORAWCWA
r. OtRIDAMANA

I. ALUTHWCWA

f. HTtUMWtWA

IENAPUNA

II. UOUHP1TIYA

13. ATTUOALA 
M. MAUTLA 

19. UAOULTOKUNA 

II. MONARATDMA 

It DUHUNUKCrTA 
H. tU9HIOAMA 

l>. MATT A

ZONE- 3
9MOHAPUNA 
I- HAWCNIWALA 
1. MUTHUITCLLA 
1 KUOAPOKUNA 
4, KAM)AKAOU»A 
9. 3UIHYAWCWA 
t nUWANKETTA 
t MAUrtNNA 
• MAHAnrCLITCNNA 
1 PARAKUMYATA

ZONE- 4A
OILAPUKA
I.
J
3
4 
9 
I 
F 

«

HAUA10AMA 
UAMHOAOAHt

SAMANALArCNNA
JATANmiYATA

UCMKOCNIVA

lUNMALTDWA
VIJArAIAPURA
•. ALAWAKUMIUIU

«. MOAIHANOIVA

INOUMUWCWA

MADUHUrCNNA
OAIAOAW2WA
OALMUAWA
MIDAOAMA

II. MCtKANOAWtWA
it. THALOAsrmrA
II UCMAOASTINNA 
14. NIMMAHCNMYA

ZONE - 7
PUUTISPUMA
I. nN»iTAK)KifU 
I. UALMnrrA
«. TltAIUtAtA

SARUNtTHA 
1 MMRIOAMA 
& IDDAOOOA 
T D'MBUtANA 
HAiTTPURA 
ft MONARAWELA 
». RANOIdlWtWA
KX SANOUNOALA 
II. JAYAWMA 
It. UUWANHCLA
13. RIOIIWCWA 
PANOUWA9PURA

14. UALKAOUWA 
18.. LANOIOAMA 
M. HANMWLA 
II PAIIOUTCNNA

ZONE-a
MANOtYANUWARA 
I. KUMfcJKWtwA 
i AIMAinNNA 
S. WtLIOAMA
4. UAYAWtWA

«. KSKULUMtU 
• MteWAOATWKA 
T. WAMW.tLA 
«. KUDIMtMLA 
». VCMAUIA 
KtLANIPUNA 
N. StmiMLA

II. lAMIAMOOUA 
It HOAAOA9HDOA 
It NUCALANU 
14. KAPUNUWANA 
H. MALItAriNNA 
M. NAMALATAVA

17. ITTAKAIIOA 
M. MOMAOASHIKM 
I*. OCIAHAOALA 
HI KOTIMUKAUHA 
It OAHOAHtNi 
tlMTANaOLLA


