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EXECUTIVE SUMMARY

Presented m tlus report are a senes of findmgs and recommendatIOns whIch may be exammed

m modular sectIOns or as a whole The report has been wrItten for a number of audIences first and
foremost, to fulfill the consultancy agreement WIth the TRM Project, secondly, to respond to
USAID's mandate to strengthen.the pm ate sector by encouragmg the ImplementatIOn of Water Users
ASSOCiatIOns, and thIrdly, to prOVIde ORMVAT a "road map" as a measure of gUIdance on the
transformatIOns whIch are begmnmg to take place ~Ithm Its organIzation and wlthm the lITIgated
penmeter

Morocco IS a country entenng a penod of economIC transformatIOn To paraphrase Kmg
Hassan II, Morocco has ItS roots m the soIl of Afnca IS watered by Islam and blown by the wmds
ofEurope It IS a COUfltry whIch IS operung up ItS economy to the wmd ofcompetItIOn Many of ItS
mstltutlons have long been sheltered from competItIon and find It dIfficult to contemplate a changmg
economIC world Many of ItS farmers have also been sheltered from the wmds of competItIOn, and
WIll find It very dIfficult to compete WIthout a sustamed commItment to proVIde techrncal and
finanCial aSSIstance durmg the penod of tranSItion

Therefore, thIs report proVides assistance overall to the TRM Project With a hard-headed look
at the current status of Water Users ASSOCIatIOns In short, they cannot be conSIdered to be
functIOmng However, WIth some appropnate macro-economic changes m the form ofmcentIves
deSIgned as a water pnce differentIal, \\1JAs are very feasible and could be orgaruzed and functIOnal
wlthm a farrly short tIme frame Gnen a sustamed organlzmg effort, 28,000 farmers could be
orgamzed mto 49 ASSOCiatIOns Wlthm 5 years and secondary FederatIOns or Umons of ASSOCiatIOns
begUfl m the 6th year

ThiS report exammes the Impedlffi.ents to such a rapid transfonnatIOn and finds that the
economic JustificatIOns for farmers to organIze Water Users ASSOCIatIOns are not presently m place
Such Impediments can be relatIvely easIly rectified w1th the strong encouragement by USAID and
other donor orgamzatIOns, such as the World Bank A conference or semmar between the concerned
M1ll1stnes wmch drrectly addresses the finanCIal mechamsms needed for Viable ASSOCiatIOns along
With amendments to laws and decrees IS suggested

ORMVAT faces a potentIally \\Tenchmg change as ItS hlstoncal functIOns are called mto
questIOn whIle budgetary support IS drastIcally reduced A gUIde for an orderly transformatIOn IS
presented to ease thIS tranSItIon An e\ olutIOnary transformatIOn wmch occurs Simultaneously from
the top at ORMVAT, and from the bottom With the ASSOCiatIOns IS prOVided WIth suffiCIent detaIl
to serve as a gUIde for the near-term penod

Key sectIOns m thIs report are the ActIOn Plan for Implementmg Water Users ASSOCIatIOns
(Annex A), the VISIOn for ORMVAT (SectIOn III - A), a Trammg Schedule and Subjects -- A
General Plan (SectIOn V - A)
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INTRODUCTION

The followmg report and deSIgn IS performed as a short-term consultancy to the Tadla
Resources Management Project, financed by the Umted States Agency for InternatIOnal
Development The work IS done In partIal fulfillment of the Project Component ofPnvate Sector
Strengthemng PrevIOUS studIes by consultants Schaack and PhIllIps on thIS Component were used
as the pomt of departure for the analysIs, deSIgn and recommendatIOns Results of consultatIOns
WIth TRM Project staff, ORMYAT dIrectIOn and staff, IntervIews WIth WUA leadershIp and
farmers, and a reVIew of aVailable documents are Incorporated Into thIS report

Dunng the course of the study the follo\\lng key questIOns served to focus the analySIS

OrgamzatlOnal and instItutIOnal support

a In addItIOn to the World Bank and USAID who else or what other group deSIres WUAs, why/why not')

b What IS the degree of ORMVAT support for support for WUAs?

c What IS the degree offanner supportJunderstandmg ofWUAs"

d IfWUAs are fonned who WinS and who loses (or at least perceptually at thIS tIme)"

2 RatIOnale and need for WUAs (Ie the pOSItIve gams)

a What are the economIc ratIonale for WUAs In the Tadla PerImeter?

b What are the hydraulic ratIOnale for WUAs In Tadla?

c What are the socIal ratIOnale for WUAs In Tadla?

3 OrgamzatIOnal and farmer rIsks

a What rIsks are there for ORMYAT In movmg to a more partIcIpatory lITIgatIon structure?

b What rIsks are there for the fanners m movmg to a more partICipatory structure?

For ORMVAT and the Tadla farmers considenng a move to a more partICIpatory structure,
change can be profoundly dIsturbIng, as people commonly perceIve unknown "new" Ideas to be
nskIer than the known present Hopefully, thIS report wIll add needed InfOrmatIOn to reduce some
of the unknown aspects of farmer partICIpatIOn AddItiOnally, thIs report IS deSIgned to aId the TRM
Project In asslstmg both groups to adopt a new method ofmanagmg the lITIgated penmeter
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SECTION I
BACKGROUND AND HISTORY TO WUAs IN TADLA

A ORMVAT In Tadla

ORMVAT (Office RegIOnal de MIse en Valeur Agncole du Tadla) IS the governmental
IrngatIOn orgamzatIOn created by Royal decree, no 828/66 m October 22, 1966, organIzed under
the Mmistry of Agnculture and AgrarIan Reform m 1976, whIch delIvers water to fanners withm

the Tadla Imgated Penmeter ORMYAT provIdes close gUIdance for indIVIdual crop selectIOn that
reflect both system capabIlItIes and natIOnal pnonties It IS the organizatlon whIch, serves as the
catalyst for fumIshmg agro-mdustnal products for value added elaboratIOn (ex, sugar beets to the
sugar factorIes) As the largest employer of the regIOn, any changes of dIrectIOn or functIOn of
ORMVAT have socIal as well as economIC dImenSIons for the regIOn

ORMYAT eXISts as a large state run orgamzatlon With complete responsIbIlIty for managmg
and dIrectmg water dIstnbutIOn, allocatIOn, operatIOns and mamtenance, and renewal of structural
components for an Imgated penmeter of approXImately 95,000 hectares ORMVAT has a staff of
approXImately 2000 persons whIch mclude admimstratlve officers, technIcIans for both water
dIstnbutIOn and mamtenance, an extensIOn servIce for dIrectmg the agncultural activitles of the
farmers, and offices for canal repair and replacement AdditIOnalh there are agro-mdustnal
actIvItIes such as mIlk cooperatIves, manufacturers of pIpmg and canals and other entItles WIth
whom ORMYAT eIther effectIvely mamtams control or exerts preponderant mfluence

B The Irngated Penmeter

The Imgated penmeter consIsts of three large sectors, Bem Amir Bem Moussa East and Bem
Moussa West Bem Amlf depends upon a dIversIOnary structure (run-of-the-nver) from the Oum
Er-Rbm River, rather than a dam for ItS water, therefore Bem Anur's water quantlty IS rugWy vanable
and water qualIty lower than would be expected WIth a dam Sectors Bem Moussa East and Bern
Moussa West benefit from substantIally greater quantitles ofwater wruch IS also a hIgher qualIty due
to the Bm El OUldane dam and a secondary regulatmg dam downstream Normal storage of thIS
reservOIr IS 1,100Mm3

, wruch IS shared by 3 Imgated penmeters (ofwruch Tadla IS one), a number
ofcommumtles, and used for hydro-electnc generatIOn at Afourer Hlstoncally, ImgatIOn receIved
the hIghest water usage pnonty, but a newly SIgned water law places ImgatlOn as second prIonty
to furmshmg water for potable water supplIes (personal commurncatIOn ORMYAT staff)

As would be expected from dIfferent water qualIty sources, rates of canal degradatIOn, costs
of canal mamtenance, water delIvery and allocatIOn Issues, and measures of nsk are substantIally
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dIfferent for the B Anm sector of the penmeter, than for those measures of the B Moussa East and
West sectors World Bank fundmg (PAGI II) avallable for s'vstem rehabIlitatIOn of the Tadla
perImeter IS pnmarIly concentrated on repaIr of the Bem Amlr sector

There are approxImately 28,000 farmers \\-lthm the 95,000 ha for an average farm SIze of 3 4
ha per farmer Prmcipal crops grown are sugar beets, wheat, alfalfa, olIves, CItruS, cotton, vanous
vegetables and some spIces A maJonty of the crops produced are for mternal consumptIOn wIthIn
Morocco, In part for SubsIstence of the farm farmhes and m part to satIsfy natIonal demand The
model of Import SubstItutIon \\1th government control ofpnces of products of basIc neceSSIty, whIle
under modIficatIOn WIth efforts to open the economy to competItIOn, IS stIll currently the norm
PrIces at the farm gate are set not only by natIonal markets but by government run or controlled
purchasmg entItIeS, such as the sugar factones Farmers In the Penmeter, for the most part, act
mdIvldually rather than collectlvely both m relatIOn to buyers of their produce as well as to supphers
oftherr mputs Although cooperatIves do eXIst and do functIOn farmers stIll relate largely to those
entItles as mdlvlduals ratherthan as members who collectlvel) have a large VOIce In the case of
ORMYAT, It acts m some cases as both the furnIsher of mputs (prmclpally water), as well as
purchaser of products (by mfluencmg mIlk cooperatIves, for example)

C Present Status of WUAs In Tadla

Work has been done by ORMVAT'S Bureau for ASSOCiatIOn RelatIOns to define the number,
the boundarIes and the partICIpants whIch WIll form the basiS for creatmg 49 Water Users
ASSOCiatIOns m the Tadla Imgated Penmeter These 49 ASSOCIatlOnS are plarmed to encompass all
95,000 hectares of the Penmeter Ofthese 49, 11 have receIved mItIaI orgarnzmg efforts, mcludmg
the prehmmary actIVItIes of IdentIficatlon of key leaders m each commurnty Of the 11 ASSOCIatIOns
whIch have receIved greater tIme and attentIOn from ORMVAT personnel, three are m vanous stages
of operatIOn Ofthese three, two have actually performed some tasks as an ASSOCiatIOn However,
unfortunately, one of the two has fallen mto senous dIsfavor WIth ORMVAT and no longer receIves
much hIgh-level aSSIstance

1 The IttIhad ASSOCiatIOn (CDA 536), IS currently partlclpatmg m a test by ORMVAT
ofa new water dIstnbutIOn quota system whIch also mvolves the use ofa checkbook
method of accountmg for the water used compared to water remammg m a farmer's
account ThIS year the test was made by ORMVAT at the mdlvidual farmer level,
but has not yet been applIed at the ASSOCIatIOn le\ el IttIhad does have a fimctIOnmg
Board or AdmmIstratIve CounCIl (ConseIl d'AdmmIstratIOn), but there are questIOns
regardmg the methods employed for ItS selectIOn It has been the practIce for
ORMVAT and the local authontles to heavIly mfluence the selectIOn of the CounCIls
One the pOSItive Side, the PreSIdent of the ASSOCIatIOn IS a very astute and capable
person and shows a great deal of leadershIp promIse
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The Al Massira AssociatlOn (CDA 508) whIch IS out-of-favor, had shown the
greatest range of actIvIties as a functlOrung AssociatlOn but receIved a financIal blow
from whIch they have not recovered As descnbed m PhIllIps' report (PhIllIps, TRM
Report, August 1994), Al MaSSIra had undertak.en the management and operatIOns
of a number of the actIvItIes Which could be consIdered as leadmg to a fully
functIorung AssociatlOn At present, the AssocIation IS strugghng to remam vIable
gIven the adverse economIC chmate for AssociatlOns whIch currently eXIsts It
should be noted, that constructlOn of the AssocIatIOn's offices and garage (financed
by PAGI II funds) IS nearmg completIOn

Al Wifak ASSOCiatIOn (CDA 505) leadershIp sho\\s a great deal of mterest, a good

amount of knowledge (translated from current expenence 'WIth Cooperatives), and

good promIse to be a future Viable ASSOCIatIOn The InItial tasks of thIS ASSOCIatIOn
are lIkely to be centered on orgamzmg the farmers supervIsIOn of the PAGI II
financed canal rehabIhtatlOn

EIght other SItes were VISIted and mterviews conducted With farmers III randomly selected
CDA areas dunng the on-gomg TRM farm-level study for companson to areas whIch had receIved
mtensive ORMVAT organIzmg efforts LIttle diffuslOn of knowledge about Water Users
ASSOCIatlOns was apparent However, knowledge ofcooperatIves, wruch are organizatlOnally SImIlar
In nature, was WIdespread and generally favorable

In short, at thIS tIme there are no AssociatlOns that could be \ Iewed as fully functlOnmg In
tasks of management of water delIvery and allocatIon, operatlOns and maIntenance, repaIr and
rehabIlItatiOn of theIr hydraulIc resources It IS eVIdent that the ORMVAT staff, gIven hmited
resources and the overall adverse economIC clImate, ha\ e attempted to create a lImIted number of
Water Users ASSociatIOns These attempts have met WIth some lImIted success

5



SECTION II
MODEL OF INSTITUTIONAL STATUTES

A OrgaDIzatIonal Structure - Legal BasIs

Govermng Lal1 for WUAs

The Moroccan law whIch was passed December 21, 1990 (LOl No 02-84), carefully details
the legal standIng of the Water Users ASSOCIations wIth respect to theIr abIlIty to congregate, theIr
purpose for dOIng so, and theIr general structure ResponsibilIn for Implementmg thIs law IS gIven
to the MInIStry of Agnculture and Agranan Reform The nev, la\\ annuls prevIOUS legIslatIOn
regardmg lIassociatIOns syndlcales agncoles" (ArtIcle 18) wruch \\ ere prevlOUS agnculturally related
groups sanctlOned by law, and reqUIres these older aSSOCIatlOns to be converted to new "asSOCIatIons
d'usagers des eaux agncoles" The new legislatIOn also carefully spells out that these aSSOCIatIOns
are to be non-polItIcal In nature and that transgreSSIOns are dealt \\Ith by applIcatIOn of heavy fines
and/or pOSSIble JaIl sentences (ArtIcles 2 and 3, referencmg dahrr no 1-58-376, 15 November 1958)

WInle the law IS comprehenSIve m the areas WIth wruch It deals exphcItly, a large gap was left
In the legIslatIOn regardIng the lack of finanCIal mechanIsms \\Ith ",hICh the assOCIatlOns are to
operate There IS reference to "cotisatlOns" (ArtIcle 17), or members dues whIch are to be set by the
aSSOCIatIOns and whIch are reqUIred to be paId However, the legIslatIon proVIdes no economIC
ratIOnale for farmers to form associatlOns

AddItIonally, the new law does not recogmze or explICItly bnng mto present day use the 1969
Code d'Investissement Agncole ThIS prevIOUS legIslatIOn dId recognIze the need to place an
economIC value upon tasks that the ASSOCIatIOns may perform m heu ofthe State (or In the present
day, ORMVAT) performIng the tasks ThIS economIC recognItlOn \\as proVIded In the form of a
20% reductIOn (restour) of the water user duty fees (redevances) assessed the farmer, If farmers took
responSIbIlIty for operatlOns and maIntenance

Decree Regulatmg WUAs

FollOWIng the passage ofLaw No 02-84, (1990), the Pnme MInIster and CounCIl ofMInIsters
Issued a decree regulatIng WUAs (15 November 1994) Trus la\\ proVIded more speCIfics as to the
appltcatIOn of 02-84 and charged both the MInIstry of Agnculture and the MInIstry of Fmance as
beIng responSIble for the executIOn of the decree ThIS decree presents a form of a model contract
(ArtIcles I - 34) between the adminIstratlOn, represented by the MlnIster ofAgnculture and Agranan
Reform, and a WUA
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WUA \1ember Fmanczal ContnbutIOns

Articles 5 through 8 (TItle 2) of the Mmistenal Decree specIfy that the "cotlsatlOns" fixed by
the ASSOCIatIOn are to be m proportIon to each members nghts (land holdmgs) wlthm the penmeter
of the ASSOCIatIOn The payment of these "cotIsatIOns" IS oblIgatory and the amount IS fixed
annually by the General Assembly There IS to be a "cotIsatIOn" at the tIme of fonnatIOn of the
ASSOCIatIOn, and then an assessment of an annual "cotIsatIOn"

ClanficatlOn by eIther mternal -\ssociatlOn rules or by another Decree of the defimtlOn of
proportlOnal nghts IS hkely to be requIred ProportlOnal "cotIsatlOns" payments are tIed to nghts,
and nghts are tIed to either land ov,nershIp or use As both ownershIp and use (explOItatIOn) are
conSIdered to be elIgIble for memberslup (TItle 3, ArtIcle 9), and no dIfferentIatIOn IS made between
the nghts of the two fonns of land holdmgs, conflIcts may anse when land IS rented by an owner to
another farmer, and eIther both claIm or deny responsIbIhty for land nghts Jomt demal of nghts
usually WIll most hkely be seen when payments are to due to the AssociatlOn, v..-hIle Jomt claIms of
nghts usually are made when returns or profits have been made by the ASSOCIatIOn EIther case wIll
cause senous conflIcts wIthm an ASSOCIatIOn and must be resolved pnor to ImplementatIOn

Future taxes and water duty payments whIch may be due the Sate, and costs for operatIOns and
management of the ImgatIOn system ,\111 be mcluded eventually as part of the armual "cotIsatIOn"
However, these additlOnal costs to the members are not tIed explICItly by the Decree to reductIOns
In the total amounts of the payments due the State, If the ASSOCIatIOns take over functIOns whIch
hlstoncally have been those of the OR..\1VAs

It IS TItle 2 of thIS Decree wruch may be conSIdered to be mcomplete and to reqUIre re
consideratlOn by the State WIthout such re-consideratIOn, farmers are unhkely to be WIllmg
partICIpants m formmg ASSOCIatIOns They WIll have assumed substantIal new oblIgatIOns WIthout
seemg any correspondmg reduction ill the payments due the State, and therefore are unlIkely to see
the advantages of ASSOCIatIOns whIch lIe beyond the ImmedIate finanCIal burdens and any touted
benefits are but IntangIbles to fanners at thIS pomt

B CouncIl ElectIon, ComposItIon and ResponSIbIlitIes

As specIfied m TItle 4, ArtIcles 12, 13, 19 and 23, a CounCIl composed of6 members IS elected
m secret ballot by a maJonty of the ASSOCIatIon's General Assembly present The General Assembly
IS composed ofall owners and users (' propnetmres et expIOltants") wIthm the penmeter as defined
by the AdmmistratIOn (Ie the ORM\ -\s) Each member ("socletaue") has but one vote

AddItIOnally, one CounCIl member as representatIve of the MInIstry of Agnculture IS
appomted by the AdmmistratIOn (Lm no 02-84, ArtIcle 12) to represent the State WIth votmg powers
("VOle delIberatIVe") As specIfied m -\rtIcle 15, other representatIves of the government may SIt m
on meetmgs If they so WIsh, but ha\ e only advIsmg roles ("tItre consultatIf') Included are a
MInIStry of Agnculture representatn e a MInIStry of Fmance representatIve, a local government
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offiCIal, a representatIve of the appropnate Chamber of AgrIculture, and representatives of the
communal counCIls

ArtIcles 24 through 31 clearly state the CouncIl and PresIdent of the CounCIl functIOns, and
the COunCIl'S relatIonshIp to the General Assembly DecIsIons of the CouncIl are to be made by the
maJonty, and III case of tIes, the PresIdent's vote deCIdes the Issue The PresIdent's role IS to act as
the executIve of the decIsIOns taken by the CounCIl, present the budget and the accounts to the
CounCIl for dehberatIOn, represent the Association vIs-a-vIs the State, and authorIze payment for
expenses Also, the PreSIdent IS responsIble for receIpt of members' payments to the ASSOCiatIOn,
espeCIally for the "cotIsatIOns"

As noted m ArtIcle 29, the CounCIl IS to carry out the decIsIOns taken by the General
Assembly, submIt questIons to the General Assembly, establtsh the budgets and submIt them to the
General Assembly, and name (ltnommer") agents and estabhsh the condItIOns of theIr functIOns
("traltement")

The eXlstmg language of ArtI< le 29 regardmg "agents" needs to be amended The amended
language should clearly allow that the CounCIl may hue and fire eIther agents or employees of the
ASSOCiatIOn

AddItIonally, It should be noted that the Decree (ArtIcle 24) appears to contam an error m
deslgnatmg that the ASSOCiatIOn CounCIl members terms are to be fixed at 2 years However, the
ArtIcle also states that 1/3 of the CounCIl IS to be elected each year ThIS ImplIes that eIther the
CounCIl terms should be for 3 years, or 1/2 of the CounCIl should be elected each year, therefore,
ArtIcle 24 should be amended

C Fmancmg Mechamsms for WUAs

The Farmers' Erpectatwns

If farmer responSIbIlItIes for some degree of system mamtenance had been establIshed from
the outset, changes m the level of responSIbIlItIes would be much less lIkely to cause angUIsh and
reSIstance on the part of farmers HIstOrIcally, however, farmer responSIbIlItIes were hmited to
SImple payment for water delIvered Now, It IS lIkely that farmers WIll face a dramatIcally dIfferent
set of reqUIrements, and need a dramatIcally dIfferent set of expectatIOns, Ie that no water WIll be
delIvered WIthout the actIve partICIpatIOn from the farmer through an ASSOCiatIOn The corollary to
the farmer's mcreased partICIpation WIll be a decrease ill the government's role, to one whIch WIll not
be all-encompassmg, but rather have lImItatIOns beyond whIch the benefiCIarIes of the water must
take responSIbIlIty Therefore, It IS lIkely that m the near future, all farmers WIthm an lITIgated
penmeter (m thIs case, Tadla) WIll be members of an ASSOCIatIon and no farmer WIll receIve water
WIthOut concomItant responSIbIlItIes to pay the ASSOCIatIOn In order to perform ItS functIOns, the
ASSOCiatIOn needs to finance certam tasks to ensure water delIvery to the farm turn-out
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Fmancial mechanisms or reqUIrements for payment, wluch ""ere attached to the ImtIal delI\ ery
ofwater m the Imgated penmeter of ORMVAT, essentIally created expectatIOns m the form of an
ImplIed or stated contract As a pre-condItIOn for recelvmg \\ater, the farmers have always paId the
water duty fee as fixed by the State As a counter-part to thiS payment by the farmer, the State
promIsed, eIther explICItly by contract or through hlstoncal practIce, to delIver water and to mamtam
the ImgatIOn delIvery system from the mam headworks to the farm tum-out Under thIS scenano,
farmers had a ratIonal set of expectatIOns that by Just meetmg the reqUIred payment at certam penods
dunng the year, they would receIve water for a fixed penod of tIme for a gIven crop

It IS thIS set of expectatIOns, now fixed m farmers' mmds, as well as by the practIces of
ORMVAT, that the ImplementatIOn of WUAs confront NeIther farmers, nor anyone else, would

ratIOnally volunteer to pay more for servIces, such as water delI\ery, system mamtenance and system
renewal, whIch they feel they or theIr nelghbor Will contmue to receIve at a lower cost These
expectatIOns wIll be most dIfficult to change, unless the State establIshes a clear set of mcentIves and
penaltIes

The Cost ofWater

Imgat10n perImeters movmg to a partICIpatory structure wluch are already m eXIstence WIth
establIshed tarlffs or water user dutIes, have to overcome not only mental hurdles of new ways of
thmkmg wluch reqUIre farmers' ImtiatIve and cooperatIOn, but also economlC hurdles of establIshed
water pnces WIth an expected level of cost of productIOn It IS thIS expected cost of productIon
whIch the establIshment ofa WUA confronts Water represents an Important percentage oftlus cost
ofproductIon Tlus cost ofwater per m3 for the aVaIlable penod of record IS prOVIded m the Table
below

HISTORICAL WATER PRICES IN THE TADLA PERIMETER

Price m DH/m3 Period (dd-mm-yr)

0024
0034
0044
0048
0079
0090
0100
0120
0150
0160
0170

Source personal commUnIcatIOn ORMYAT staff
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01-10-69 to
01 07-80 to
01-07-81 to
01-07-82 to
01-05-84 to
01 10-85 to
18 03-87 to
03-01-90 to
15-07-92 to
05-0495 to
06-1295 to

3006-80
30-06-81
30-06-82
30-04-84
30-09-85
17-03-87
02-01-90
14-0792
04-04-95
05-12-95
??_??_??



AccordIng to ORMVAT staff, the pnce of water IS slated to nse from the current 0 17DH to
023 or 24DH per m3 If thIS Increase m the pnce of lITIgatiOn water mdeed IS applIed, It WIll
represent the largest absolute mcrease m the pnce of water m the aVailable hlstoncal record ThIS
pnce mcrease has senous ImplIcatiOns for the farmer, as It IS the cost of water m relatIOn to the total
cost of productIOn of a crop whIch IS an essentIal component m the calculatIOn of whether or not a
crop IS profitable

As an example, a farmer WIshes to plant sugar beets, USIng the tradItIonal system of "robta"
(furrow ImgatIon), where water costs 17 Dhs per m3, and the beets reqUIre approxImately 13,000
m3 per crop From estImates calculated by author based upon aVailable ORMVAT documents the
costs ofwater represent approxImately 25% ofthe cost ofproductIOn If the water pnce nses to 24
Dhs per m3, and If the farmer does not change ImgatIOn methods, the cost of water as compared to
the total productIOn cost, nses to 34% -- a very substantIal cost Increase for a farmer

Mltlgatzon ofCost ofWater Through WUAs

The farmer may deCIde to mItIgate thIs mcreased water cost by changmg to a more effiCIent
ImgatIOn method, or grow less water IntensIve crops m the next season, or by seekmg to reduce
actual costs by takIng over from ORMYAT more of the tasks associated WIth delIvenng that water
Implementmg WUAs addresses farmers' cost of productIOn expectatIOns by provldmg a dIrect

benefit to offset mcreased water pnces

Water Users ASSOCIatIOns should be able to be financed In a revenue neutral manner, or m such
a \\ay that the farmer IS not paymg any net mcrease for water over the pnce at whIch the government
fixes the water user dutIes or payments WhIle a reductIOn of an eXIstIng water duty or tarIff may
be dIfficult pohtIcally and finanCIally for the government to accept, a reductIOn of a new duty m
conjunctIon With a reductIOn m the government's costs IS far easIer to JUstIfy The creatIOn ofWUAs
through the finanCIal mechanIsm of reducmg water dutIes to correspond to the degree by whIch
WUAs assume the tasks of dehvery, mamtenance, repair and rehablhtatIOn could be conSIdered a
Will-WIn SItuatIOn

Farmers' WUAs would progressIvely take over the ImgatIOn tasks whIch, at each illcreasmg
level of responsIbIlIty, would result m a reductIon m the duty paId to the government The
government would see a progreSSIve reductIOn m ItS transactIOn costs of mamtammg an ImgatIOn
system at the tertIary and, eventually, the secondary level, through reductIOns In staff, matenal, and
capItal reqUIred for each of the tasks assumed by the WUAs The effiCIency of dIstrIbutIOn and the
repaIr status of the ASSOCIatIOn penmeters should Improve, and therefore farmers should be able to
obtaIn better servIce With a net cost savmgs The net costs savmgs to farmers may be measured m
three basIC ways total water reqUITed per tour IS reduced because system losses at the tertIary level
are reduced, crop yIelds Increase because water IS applIed to more closely match crop reqUIrements,
cost of -water IS reduced because the WUAs use labor more effiCIently than ORMVAT for tertIary
and secondary ImgatIOn management tasks
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Therefore, when new water duty or tanff pnces are estabhshed It IS recommended that farmers
belongIng to WUAs which have taken over ORMYAT tasks be gn en a pnce differential of 15%
reductiOn from the total pnce of\\-ater by assummg all water deh\ery and schedulmg tasks at the
ASSOCIatIOn level A 30% reductiOn would be granted for WUAs assummg the Vvater dehvery and
schedulIng task plus the task of routme mamtenance of the tertlaf) canals wlthm the ASSOCiatIon
A 50% reductiOn would be granted to farmers ofan ASSOCiatIOn which assumed the tasks ofthe first
two levels plus tertiary canal rehabilItatIOn ORMYAT retams 50% for system wide mamtenance
of secondary and mam canals In the future, If secondary lev el Umons or FederatIOns are fonned
(at the current Arrondissement level), a portIOn of the remaInIng 50% water duty would be
negotIated, as well The follOWIng Table summanzes the proposed \\-ater duty or tanff reductiOn tIed
to progreSSIve ImplementatiOn ofWUAs mcreasmgly able to take over more demandmg tasks

Water Users ASSOCiation Water Pnce to Task RatIO (Proposed)

Service Level Tertiary Tasks Assumed Percent Price ReductIOn

II

III

I+lI+III

Water Dehvery & Scheduling

Routme Canal Mamtenance

Canal RehabilitatIOn

All Tertiary Tasks

15

15

20

50

A water pnce related to task assumptiOn by WUAs IS a clear mcentIve to farmers to fonn
ASSOCiatIOns It IS also clear that the obhgatory water dutIes must be collected by the ASSOCIatIOns,
and that ORMVAT must bIll the ASSOCiatIOn directly rather than the IndIVIdual farmer for thIS
financmg mecharusm to work If farmers contmued to pay ORMYAT and the ASSOCiatIOns then
tned to collect the difference, the ASSOCiatIOns would qUIckly fall through non-payment by "free
nders", Ie, those who attempt to gam the benefit of the reduced tariff WIthout supportmg the cost of
delIvery of lITIgation services

The ASSOCiatIons would have a chmce m either chargmg therr member farmers the prevaIlmg
water tarIff charged to farmers not organIzed mto WUAs (Ie, revenue neutral, but provldmg better
service), or to charge less than the prevaI1mg tanff (revenue savmgs to the farmer when the services
by WUAs are more effiCiently dehvered) ThIs fleXIbilIty empowers farmers to take the declsIOn
makIng mto their own hands, through the most effiCient operatIon pOSSIble of theIr WUA and bnngs
mto play market forces

When properly structured, other ImphcatIOllS of the WUA financmg mecharusm are that water
trades and exchanges should be encouraged not onh on the tertIary level, but on the secondary level
m order to encourage system-wIde effiCienCies Tradmg and water exchanges would proVide one
of several powerful benefits to encouragmg the formatIOn of secondary level organIzatIOns
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With expenence, the mtangIble benefits of Association membership wIll become apparent and
valued by farmers AssociatiOn membershIp which results 10 mcreased ImgatiOn system rehabllIty,
fewer losses due to water thefts, mcreased fleXIbIlIty of water schedulIng and more favorable
repayment terms WIll all become Important benefits to the farmers once these have been expenenced

At the outset however, these benefits are mtangIble m companson to the prospect ofhIgher
costs for water for those orgaruzmg mto ASSOCiatIOns Ifthere IS no provISiOn for a dIfferential water
prIce for ASSOCIatIOns In companson to those farmers who have not orgamzed and commItted to
assummg more responsIbIlIty for theIr IrrIgation water delIvery and canal mamtenance and repaIr,
then farmers wIll perceIve the new ASSOCIatIOns as a loss rather than a gam The most powerful
ImtIal ratIOnale WIll be that ofpnce, the harder to quantify benefits wIll follow and serve to remforce
and strengthen the ratIOnale for organIzmg mto AssociatIOns
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SECTION III
ADOPTION OF MANUAL OF CRITERIA AND APPROACH TO

BUILDING WUAs IN TADLA

A VISION FOR ORMVAT

The Current SztuatlOn

Any dIScussIon ofbUlldmg Water Users ASSOCiatIOns m the Tadla Irngated Penmeter must
mclude ORMVAT as the central player m all aspects of the penmeter functIOns ORMVAT
currently IS responsIble for dehvery and allocatlOn of water from the system mam canal orIgmatmg
at Afourer, to the turnout at the mdiVIdual farmer's field It operates, mamtams, repaIrs and
rehablhtates the system, from the largest to the smallest canals ORMVAT collects the water user
dutIes from the mdividual farmers, and controls how much and when the farmer wIll receIve the
water ORMVAT also has a large and extenSIve agnculture extenSIOn role WIth extenSIOn agents
(vulgarisateurs) regularly dealmg WIth the mdividual farmers to schedule plantmg cycles and to
provIde agronomIC recommendatIOns

Histoncally, ORMYAT had responsIbIlIty of the delIvery of all mputs of seeds, fertIhzer,
pestiCIdes, etc from WhICh It has progressIvely WIthdrawn PrevIOusly It controlled value added
actIVItIes such as sugar refinenes, milk cooperatives, and cotton gmnmg whIch were sponsored by
the State It stIll mamtams close relatIOns through allIances (fihales) and representatIOn on the
boards of these orgaruzatIOns but has stepped back from day to day control

ORMVAT has statutory responsIbIlItIes to mamtam the penmeter and to delIver water to the
farmers WIthm that penmeter who plOpeIly pay theIr water user dutIes ORMVA1's very tItle
ImplIes agrIcultural development actIVItIes and Its structure confirms these actl\ Itles Such
responsIbIlItIes are not eaSIly shed, nor changed It should be clearly stated that ORMVAT's
pnncipal chents, the farmers, are not clamormg for a radIcal change m ORMVAT, they are not
clamonng for ORMYAT to be dIsbanded because of servIce faIlures, nor are they clamonng for the
assumptIOn of ORMYAT's responsIbIlItIes by farmer's orgaruzatIOns

From a recent study, farmers have expressed concerns \\lth respect to ORMVA1's delIvery
of serVIce, that IS to have the water duty payment date comcide WIth payments receIved for the
pnnclpal crops produced, and to receIve detaIls WIth the bIll for water of the quantItIes of water
receIved As would be expected from a rurI-of-the-nver system, many more farmers from the Bern
Amn sector of the penmeter complamed of water delIvery problems than dId those from BellI
Moussa East and West (from DiagnostIc des ExplOItatIOns Agncoles Resultats de L'Enquete
Project MRT March 1995) Hence, from the farmers' perspective and current knowledge of
pOSSIbIlItIes, the servIce that ORMVAT dehvers needs to be Improved and made more responSIve
to farmers needs At thIs stage, farmers are not advocatmg takIng over as the servIce prOVIders ThIs
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IS In part, no doubt, because they do not realIze that they could fill such a role, because knowledge
of ASSOCIatIOns IS mInImal, but also because ORMVAT contInues to functIOn reasonably well In ItS
hIstorIcal role as the prOVIder of water to the farmers

VISlbie Trends

In projectIng forward, one always must conSIder the current state ofaffaIrs as the baSIS for any
proposed actIOn Followmg tlus, trends are exammed These trends may contInue, become stronger
or change completely In the future The unknown IS a constant for any VISIOn of the future and
becomes Increasmgly domInant the farther one attempts to project a VISIOn of future status, be It for
the IndIVIdual or for an entIre organIzatIOn Therefore, gIven aVailable knowledge and understandIng

of the present, projectIOns of the future are lIkely to be substantIally more accurate In the near term
(1 to 3 years), than projectIons of 5, 10 and 20 years tIme

The world IS changIng It IS a world where governments are redUCIng theIr levels of
mterventIOn and control In an effort to stImulate prIvate sector productIVIty and to lower budget
defiCIts by cuttIng back on SUbSIdIzed sectors of the economy It IS a world ofopen markets, where
local productIOn IS affected by natIOnal and mternatIOnal competItIOn It IS a world where successful
competItIOn IS based upon pnce and qualIty of the goods produced to meet a demand of a market
Agncultural producmg areas WIll, over a penod oftIme, tend to find theIr most competltive "ruches"
where they have an advantage because they have

• an abundance of resources (fertIle SOlIs, low cost water),

• prOXImIty to markets (lower transport costs),

• seasonal offsets (other producmg regIons are dormant due to wInter),

• lower labor costs, or

• knowledge or skIlls WhICh are hard to duplIcate

A cOmbInatIOn of these or other factors WIll tend to produce the competItlve advantage and
thereby the market ruche

CompetItlve markets tend not to favor centrally-run bureaucratIC organIzatIOns, such as
ORMVAT No matter how worthy such organIzatIOns may be from a SOCIal VIewpOInt, they tend
to promote polICIes whIch dImInIsh competItIOn BureaucraCIes are by nature not InnovatIve and do
not respond qUIckly to changIng demand by the market BureaucraCIes, because they respond to
SOCIal concerns first, and secondly to economIC need, tend to be over staffed SInce bureaucraCIes
tend to reward capable admInIstratIon accurate knowledge of the system employed, and correct
applIcatIOn of rules and regulatIOns, they are rarely suffiCIently staffed WIth personnel who are
mnovatIve by nature
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Having examined the current sItuatIOn ofcentralIzed control, and haVing looked at the apparent
natiOnal trend In Morocco towards a lIberalIzed market-based economy, where does thIS leave
aRMVAT? Any orgamzatlon has always three courses of actIon It may attempt to reSIst change
and stay as It IS, It may choose to evolve mto a new structure ~Ith new functlOns, or It may decIde
(or have the deCISIOn made for It) to dIsband completely and leave the field of ItS current actIvItIes
WhIch of these IS most lIkely for ORMYAT and whIch IS most lIkely to produce beneficial results,
both economIcally and SOCIally for farmers and the regIon?

The Future

Market-dnven changes are now m motIon at the natiOnal scale WIth an enlarged role bemg
gIven to the pnvate sector IfORMVAT chooses to try and sImply mamtam ItS current structure and
Ignore these changes, It does so at ItS and the farmers' penl Market forces (mvolvmg analysIs of
a country's credIt ~orthIness based upon the level ofbudget deficIts that It mamtams) now WIll push
the government towards reducmg Its role and financIal backmg of all actIVItIes not consIdered
strategIc The non-strategIc actiVItIes WhIch are lIkely to be mamtaIned WIll be those where the
pnvate sector clearly refuses to take the nsks, or does not have the economIC capital to assume

In the agncultural context, a strategIc actIVIty may be conSidered the mamtenance ofthe dam
and hydro-electnc system above Tadla, willIe the non-strategIc but capItal mtensive actiVIty would
be the maintenance and the management of the pnmary canal structures That IS to say that at some
pomt m the future, the natlOnal government Will deCIde that It can no longer support any actruty
whIch ORMVAT performs which It does not have to perform aRMYAT's budget wIll then
ShrInk to the mlillmum necessary to mamtaIn the pnmary canal structures, and the remamIng
structures WIll become the responsIbIlIty of the pnvate sector

IfORMYAT has chosen to WaIt for the changes to occur \\1th no pnor preparatIon on ItS part,
It Will hkely expenence masSIve layoffs ofpersonnel and very abrupt changes to Its operatiOns and
the system's mtegnty The persons most adversely affected Will be the farmers of the penmeter who
WIll be faced WIth an abrupt change m management responsIbIlIty for WhICh they are unprepared,
and any aRMYAT personnel who are not m the hIghest management ranks or who do not fill cntIcal
mam system funCtIOns The regIon's economy IS very lIkely to be adversely affected, at least In the
short-term, by these abrupt changes

A New Structure

ORMYAT may choose to respond now to the natiOnal trends whIch are becoming apparent
It could reform ItS structure and functiOns In two baSIC ways, or m a cOmbinatIOn of the two, to
antiCIpate the lIkely outcomes of these trends towards pnvatIzatIOn These 3 ways are gIven as
follows
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A 1 The Bottom-Up Approach

ORMYAT progressIvely creates orgamzatIOns whIch are capable In takIng 0\ er ItS functIons
which deal WIth the Indl"Idual fanner and where the transaction costs are the highest Known as the
Water Users AssociatIOns, they are Implemented accordIng to the Plan of ActIOn whIch as descnbed
In ANNEX A of thIS report At the same time of creatIOn, ORMVAT performs a self-analYSIS of
ItS changIng functIOns, and as a result, re-allocates personnel, matenal and budgets to favor the
creatIOn of these orgamzatlons It then ShIftS personnel and costs to the ASSOCiatIons by Tranches,
or phases, and reduces ItS budget to match ItS remammg core actIVItIes

Followmg the ImplementatIOn of the 49 ASSOCIatIOns, a second orgamzatIOnallevel may be

created Tlus orgamzatIOn, WhICh may be termed a Umon of ASSOCIatIOns would perform actIVItIes
whIch mdIvldual ASSOCIatIons are Incapable of performIng, from both a finanCIal and techmcal
perspective Such an orgamzatIOn may be organized at the ORMYAT central level, but more hkely,
It would be appropnate to recogmze the logical dn,sIon of the penmeter mto 3 arrondlsements and
therefore create 3 Umons, each composed of approXImately 30,000 hectares At thIS level the
ASSOCIatIOns would progreSSIVely assume the functIons of the Arrondlsements The budget and
personnel are shIfted progreSSIvely from ORMVAT to the Umons of ASSOCIations at the
Arrondlsement level

The problems With thIS approach are

a It may take a long tIme and the macro-economic changes would lIkeh over-take the
process,

b suffiCIent organIzatIOnal resources may not be made aVaIlable to the ASSOCiatIOns,

c duplIcatIOn of efforts and resources may occur, If ASSOCiatIOns are created Without
ORMVAT reducmg ItS employees and functIOns

A 2 The Top Down Approach

ORMVAT chooses to maIntam essentlally Its current operatIOnal method, but reforms Its
bureaucracy It bnngs mto hne, or balances, Its revenue WIth ItS expendItures In domg such, It
ratIOnalIzes Its structure so that the Department of Agncultural Development (DDA) IS matched to
the Department ofWater DlstnbutIOn (DGRID), and at each level there IS a smgle manager over both
functIOns who answers to the DIrector The result IS a pared down number ofemplO\ ees, a structure
In whIch agncultural e2l.tensIOn IS tIed to water delIvery, and a management structure where
coordmatIOn IS not an optIOn but a reqUIrement

16



The problems wIth thIS approach are that

a bureaucracIes Inherently reSIst changes and lIttle real change may occur,
b bureaucraCIes Inherently grow and a ratIOnalIzed structure may not result m a smaller

staff, but SImply ShIft people and resources to other offices,

C whIle revenue may more closely meet expendItures, response to the farmers' needs
for a farmer needs remam largely unmet

A 3 SImultaneous Change Top Down and Bottom Up

aRMYAT makes a sustamed and senous effort to change, not only the effiCIency WIth whIch
It currently operates (Top Down Goals), but also changes Its methods of operatIOn (Bottom Up
Goals) aRMYAT pursues SImultaneous change to ratIOnalIze Its structure and reduce the number
of employees who are performmg non-cntIcal functIOns (recall the natIOnal government's lIkely
response and need to reduce the budget defiCIt), and to create new farmers ASSOCIatIOns whIch wIll
encourage greater numbers offarmer-to-farmer transactIOns, thereby reducmg the reqUIrements for
aRMVAT mterventIOns at the tertIary and secondary levels

The SImultaneous change IS pursued to the Arrondlsement level WIth the creatIon ofthe Vmons
of ASSOCiatIons Followmg the creatIon ofthe Vmons, each one sends a representatIve to an newly
constItuted ORMYAT Goverrung CouncIl (ConseIl d'AdmlmstratlOn) The representatIves from the
Vmons have one half of the CounCIl's seats ORMYAT and the fanners' mterests from thIS pomt
on should COInCIde WIth ORMVAT's central techmcal capabIlItIes havmg been maIntamed, ItS
regIonal capabIlItIes (arrondlsement level) haVIng been mamtamed but progreSSIvely assumed by
the Vmons, and Its functIOns at the Centre level havmg been assumed by the ASSOCIatIOns

Some of these detaIls are as follows

a 49 ASSOCIatIOns are Implemented over a 4 year penod and become completely
operatIOnal m 6 years It IS strongly emphaSIzed that the ImplementatIOn and
operatIon of the ASSOCIatIOns depend dIrectly upon findmg the necessary finanCIal
mechamsms to prOVIde the economIC InCentIves

b 3 Umons are formed at the Arrondlsement level begmnmg m year 4 and become
operatIOnal m year 7 In year 5, a representatIve from each Dmon IS named to the
CouncIl of Governors of ORMVAT

c In a 3 year penod, ORMYAT reduces the number of CDAs and ADAs to match the
12 CGRID and 3 AGRID offices

d aRMYAT creates a new pOSItIon of Centre Manager to supervIse both DA and
GRID actIVItIes Also, a new pOSItIOn of Arrondlsement Manager IS created to
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supervIse both DA and GRID actiVIties These pOSItIOns WIll coordmate v.ater and
agncultural actiVItIes at theIr respective levels

e Surplus staff from the CDAs and ADAs are shIfted to the AssociatIOns followmg
theIr ImplementatIOn by Tranche ORMVAT pa\ S3 years salary of all Techmcal
Managers, the alguadlers and the aSSIstants recel\· e a one year contract but are paId
by the ASSOCiatIOns

f A reVIew IS made of the agncultural extenSIon agents necessary to operate at the
ASSOCIatIOn level ProgressIve reductIOns 10 staff are made, pnmarIly through
retIrements whenever pOSSIble

g Staff WIthout pOSItIOns and not of retIrement age are retramed and are put to canal
repan and rehabIhtatIOn tasks at a much hIgher rate than currently eXIsts ThIS staff
IS put on a 1 year contract At the end ()f the year, ORMVAT rna) rehIre on a year
to-year contract, or Jay-offthe stafffollowmg a canal system status assessment

WIth respect to changes at the ORMVA1 Central Office, resources should be shIfted towards
the areas of Water User ASSOCIatIOns, Trammg (for ORMYAT personnel and ASSOCiatIOn CouncIl
members), and CommUnICatIOns Any surplus personnel should be shIfted to the field for system
reparr and rehabIlItatIOn IfpOSSIble, personnel at the engmeenng level should be shIfted to the new
management pOSItions at the Centre and Arrondisement levels

Once these SImultaneous Top-Down and Bottom-Up changes are completed, ORMYAT IS
prepared for cuttmg ItS budgetary dependance upon the natIOnal treasury and much more prepared
to compete m the pnvate sector ORMVAT now could become an autonomous SOCIety (a
corporatIOn), or a publIc utIlIty and be operated as a regulated monopoly WIth no publIc (State) funds
bemg proVIded It would sell shares m the organIzatIOn on the publIc market (Bourse), but reserve
a controllmg mterest to the farmers In tlus way It would ralse addItional capItal for expanSIOn and
rehabIlItatIOn, and return profits to farmers for any effiCIenCIes realIzed ThIs feedback loop ofprofit
mcentIve would encourage the farmers to see the entIre entIty of ORMVAT as, m part theus, and
therefore encourage greater InnOvatIOn and effiCIency At tlus pomt ORMYAT becomes ORMYAT,
Inc or ORMYAT, S A or some such name

Once thIs stage IS reached, other roles for ORMYAT become paramount These may be seen
as ORMVAT the mformatIOn proVIder, ORMVAT the marketmg arm of the ASSOCiatIOns and theIr
products, and ORMYAT as the pomt of contact for mternatIOnal concerns lookmg to add value to
raw products through cannmg, freezmg, drymg, packagmg and transformmg processes ThIS all IS
to the future and the base must be created first Farmers who have a stake m ORMYAT Will become
partners rather than SImply users of ItS servIces 28,000 commItted people can be an mcredibly
talented, creatIve and productIve force If properly motIvated
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B CRITERIA FOR SELECTING GROUPS FOR WUAs

The followmg cntena are some of the pnnclpal factors wmch should be considered dunng the
creatIOn of farmer participatory water user associatIOns The mltlal 3 sets of cntena are most
Important to assOCiatIOn success, those bemg the SOCial context of the membership ofthe association
the relative geographiC locatIOn, and the hydrauhc factors as relatmg to mdlvldual members, as well
as the aSSOCiatIOn as coherent group Factors of lITIgatIOn system condition and agronomic
dIfferences or hmltatlOns can usually be overcome If the first set of cntena have been taken mto
account and successfully dealt with durmg aSSOCiatIOn creatIOn and m the mltlal peflod followmg
formatIOn

The WUAs establIshed by the Bureau for RelatIOns With ASSOCiatIOns should carefully
reVIewed An outhne IS offered below whIch can be employed m such a review to msure that the
Pnmary and Secondary Cntena have been taken mto account m the estabhshment of the
ASSOCIatIOns pnor to their ImplementatIOn Convemence of locatIOn and famlhanty With certam
mdlvlduals carmot be used as cntena for WUA estabhshment

The followmg outhne may be employed as the orgamzmg cntena for WUA reviews

PrImary CrIterIa for WUA SelectIOn

SOCIal/trIbal/famIlIal groupmgs
EthnIC compOSItIOn
HIstOrical relatIOnships
SOCIetal pOSItIOn or rank
TraditIOnal work relationshIps

2 GeographiC location
Size hmltatlOns
Co termmus neIghbors

3 Hydrauhc orientatIOn of ASSOCIatIOn and It members VIS a VIS
Pnmary canal
Secondary canal
TertIary canal
Degree ofcertamty/nsk of shortage

Secondary Cntena for WUA SelectIOn

4 lITIgation system condition
Pnmary
Secondary
TertIary
HistOrical cost ofrepaJrS
Projected costs ofrepaus/replacements

5 AgronomIC ratIOnale
Croppmg patterns
SOIl types
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Water qualIty
lITIgatIOn water delIvered
dramage water removed

Homogeneous groups based upon soclal/tnbal/or farmhal groupmgs must be consIdered as
paramount m AssocIatIon desIgn, wIth geographIc locatIOn and hydraulIc OrIentatIOn as bemg the
secondary and tertIary cnterIa If the AssocIatIOn IS ImmedIately torn apart by hlstoncal feuds or
cOnflICtS, no amount ofmce and neat hydraulIc ratIonal WIll save It Conversely, If a trIbal or SOCIal

groupmg IS respected but the geographIC and hydraulic locatIOns provIde for a penmeter whIch IS
not self-contamed at eIther a tertIary or secondary level, the ASSOCiatIOn WIll find It ImpOSSible to

functIon effectively

Secondary cntena, such as the degree of commonly shared characterIstIcs found wIthm an
ASSOCIatIOns boundarIes of lITIgatIOn system status (Ie degree of repaIr or degradatIon), or the
degree of agronomIC homogenIZatIOn (the soIls, v.ater qualIty croppmg types and patterns), are
Important but can be overcome by organIzatIOnal arrangements An ASSOCIatIOn can agree to
compensate for certaIn parts of the lITIgatIOn system under-performIng other parts by provIdmg
longer "tours" of water, or by gIvmg these canals htgher pnonty for repaIrs AgronomIC dIfferences,
such as sandler or more salme SOlIs can SImIlarly be recognIzed and appropnate alteratIOns be made
to accommodate members at a dIsadvantage By the same token, the ASSOCiatIon may reqUIre certam
changes of practIce by the mdlvldual farmers to contInue to receIve such conSIderatIOn, or that
speCIal arrangements are made for only a short penod of tIme to allow repaIr or changes of
agrIcultural practIces

\-Vhat IS clearly SIgnaled here IS that to Ignore htstoncal tnbal or ethruc COnflICtS m organIzIng
ASSOCIatIOns IS a fundamental and often fatal flaw For example puttmg one ethnIC group at a
secondary canal head so that It may control the water receIved by the mIddle or taIl group ofanother
ethnIC group IS npe for confhct ConflIcts whIch may have been suppressed when the central
ImgatIOn admInIstratIon (Ie ORMYAT) was the controllmg entIty WIll qUIckly re-assert themselves
at the moment that the central organIzatIOn devolves control to local WUAs

Such potential for conflIct appears to eXIst, at least, m one area of the Tadla PerImeter ThIs
IS m the southern sector where Berber and Arab groupIngs occur III an mtermmgled manner, and
¥.here one of these groups may be III a future pOSItIOn to control anothers access to water These
areas must be carefully studIed and planned ASSOCIatIOn boundarIes re-worked, If necessary

C METHOD OF ESTABLISHING PARTICIPATORY ASSOCIATIONS

The methods employed m establIshmg farmer partICIpatory aSSOCIatIons can be charactenzed
as eIther top down (the State's role as represented by the MInIStry of Agnculture or the lITIgatIOn
entIty, such as ORMVAT), or as bottom up (farmers establIshmg amongst themselves cooperatIve
\\orkmg SOCIetIes, often seen m tradItIonal ImgatIOn systems) Large-scale lITIgatIon systems WIth
ongms m natIOnal Mmlstrles, or denvIng theIr Impetus from government financmg, rarely have
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begun operatiOns wIth the SImultaneous creatiOn of water users aSSOCiations Often these
assOCiations are created after the lITIgatiOn scheme has been m place for a number of years and has
encountered senous problems m the scheme's lITIgatIOn effiCIency, the system's mtegnty and
dependabIlIty, and the ablhty to repay debt or generate sufficIent revenue for necessary for
operatIOns Any or all of these SItuatIOns may push the go\ernment entity responSIble for the
lITIgatIOn scheme to search for alternatIves to the current SItuatiOn

Often tImes blame Will be aSSIgned to the farmers because ofsystem failures, but the solutIOns,
at least mltially \\hIch are proposed and employed, WIll be those of an engmeenng or techmcal m
approach These solutiOns Will be deSIgned at the headquarters of the IITlgatiOn admInIstratIOn and
employ clear fonnulas possessmg a lImIted number of pOSSIble outcomes when apphed as deSIgned
Farmers are rarely effectIvely mvolved as partIcIpants durmg the mItIal deSIgn phase Farmer mput
IS usually sought only after the ongmal deSIgns are shown not to be workmg and the techmcal or
engmeered l'fixes" have not brought the system up to satIsfactory performance

Therefore, farmer partICIpatiOn comes \\Ihen many of the lITIgatIOn phYSIcal parameters are
already set, as It where, m concrete, where commumtles alread\ are mvolved m the productiOn of
lITIgated crops, and where patterns of actiOns and responses to system performance have been
establIshed Tlus IS to say, the methods employed to establIsh farmer partICIpatIOn are constramed
by a set of factors \\Imch already have been establIshed and over wmch lIttle control can be exerted
Hence, these organIzatIOnal methods must work wlthm a lImIted set of pOSSIbIlItIes to achIeve
effective partICIpatory and orgamzed farmer actIOns whIch Improve upon an establIshed system's
performance, a "blank slate" IS rarely seen

In spIte of these lImltmg factors, ImpreSSIve gams m S\ stem performance as measured by
markedly more effiCIent use of water, decreasmg mamtenance costs, decreasmg system breakdowns,
mcreasmg croppmg mtensitIes With mgher margm crops, and decreasmg farmer complamts are some
of the results commonly seen when farmers are gIVen a greater VOIce m an lITIgatIOn system s
operatIOns

ProVIded below IS a bnef descnptIOn of the methodology employed m organlzmg WUAs
wmch emphasIzes commumty partICIpatIon from the outset by through the Jomt deSIgn of a plan of
actIOn to Implement a Water User ASSOCiatIOn Generally speakIng, the methodology IS dIVIded mto
five components as follows

1 IdentIficatiOn of key farmers

2 FormatIOn of common plan of actIOn (ORMVA1's partnershIp \'vlth commumty

3 IdenbficatIOn of PotentIal Areas of ConflIct

4 IdentIficatiOn of ASSOCIatIon and ORMYAT's respectIve areas of responSIbIlIty
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IdentIficatIOn of key farmers IS the ImtIatmg step whIch an orgamzatIOn hke ORMVAT
assumes as Its responsIbIlity dunng the ImtIal phases These key farmers may be IdentIfied through
factors such as promment rank or standmg m the local commumty structures, reputation as a
successful farmer, and prevIOUS servIce m leaderslup pOSItIOns A suffiCient number of key farmers
need to be IdentIfied so that they may partICIpate as the ad hoc orgamzmg commIttee of the future
ASSOCiatIOn These mdividuais do not assume the tItle of PreSIdent or CounCIl members, but serve
as the orgaruzers untIl a General Assembly IS convened to elect representatIves These very
mdlvlduals may then be chosen by the Assembly to formahze theIr pOSItIons of leadershIp, but at
thIS pomt, ORMYAT or the local government should "short-circUlt" the process of WUA formatIon
and SImply name them as the CounCIl representatIves For an ASSOCIatIOn to functIOn WIth Its
members full and actIve partICIpatIOn, members must feel that they have had a VOlce m selectmg
theIr representatIves ThIS feelmg of representatIOn IS especIally Important on the tertIary level
where a representatIve may be chosen for a group of IOta 20 farmers

FormatIOn ofcommon plan ofactIOn (ORMYAT's partnershIp WIth commuruty) The methods
emplo\ed by ORMVAT to organIze WUAs set the "tone" for the development of the new
relatIOnshIp WIth the farmers and farmers' organIzatIOns Rather than approach to the task as one m
whIch ORMYAT needs to perform all the ImtIal orgamzmg, a dIfferent approach IS to pose to the
commumty (or ad hoc group of farmers) a set of problems relatmg to water delIvery and system
mamtenance The farmers are asked for suggested solutIOns These solutIOns can then be structured
and formalIzed mto an draft Actlon Plan With a tImetable for ASSOCIatIOn ImplementatIOn, given
back to the "ad hoc" group of farmers who are asked to SOhClt comments from the general
commumt) (Ie, to the future members of the ASSOCIatIOn) ThIS prOVIdes the commumty WIth

a mformatIOn about the ad hoc group's eXIstence and ORMVAT's efforts,
b an opportumty to respond With Ideas, and
c Imhates partICIpatory practIces WIth a concrete example by canvassmg the commumty for
mput mto plannmg documents

It IS these Ideas from the ad hoc group, the commuruty's comments and ORMYAT's techmcal
gUIdance that then become formalIzed mto the goals and plans of the commuruty and the future
ASSOCIatIOn

IdentIficatIOn of potentIal areas of COnflIct pnor to the ImplementatIOn of WUAs Will often be
some of the more Important work that can be done by the ORMVAT team WIth aSSIstance by the
commuruty PreventIon of such COnflIct IS the goal and must be mcorporated mto the deSIgn of the
ASSOCiatIOn boundarIes and membershIp The hIghest potentIal for conflIct m a WUA can be
antICIpated ill the SOCIal realm, ill the hydraulIc and ImgatIOn system, and over land tenure and land
ownershIp These are thorny problems but must be tackled and some resolutIOn agreed upon by all
partIes pnor to ASSOCiatIOn ImplementatIOn

IdentIficatIOn of speCIfic ASSOCiatIOn responSIbIlitIes, as well as those whIch ORMVAT WIll
retam at each phase IS an essentIal task ThIs task should be pursued as part of the ActIOn Plan WIth
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phases shoWing ever greater responsIbIlItIes ofcanal system mamtenance and operatIOns bemg taken
over by the ASSOCiatIOn The responsIbIlItIes to be Identified should mclude, as a mmimum the

followmg

The AssoczatlOn

a management of mternal affaIrs
statutes and rules conSIstent With legal parameters

b contractmg and payment for water
c employment of staff

Manager
Water scheduler
DItch nder
Emergency on-call labor

d mamtenance of lITIgatIOn system

ORMVAT
a delIvery of water to ASSOCIatIOn
b supervIsIon of ASSOCIatIOns
C trammg of ASSOCIatIOns
d constructIOn/rehabIlItatIOn of lITIgatIOn system

organtzatIOnallevel of responsIbIlIty

D IDENTIFICATION OF PRIVATE SECTOR RESOURCES

Key to the successful transformatIon of dependent groups of farmers to fully functIOmng,
mdependent WUAs IS the development of the pnvate resources and networks of pnvate busmesses
whIch Will furnIsh the needed servIces and supplIers From contractors and engIneers (mcludmg
surveyIng), to supplIers of matenals, and to supplIers of capItal or credIt resources run the range of
needed resources

oRMVAT and/or the Project could asSISt the ASSOCiatIOns In locatIng the appropnate resource
firms An agncultural lITIgatIOn faIr could be sponsored by ORMYAT and/or the Project to
mtroduce these firms to the farmers and allow the firms a venue to showcase theIr resources
ORMVAT and/or the Project could also gather and mamtaIn a data base of the servIces and supplIes
whIch are aVaIlable, espeCIally Important are those whIch are outSIde the lffiffiedIate regIOn of Tadla
whIch would be more dIfficult for the ASSOCIatIOns to Imttate contact WIthout pnor knowledge

The suggested categones below should be IdentIfied by firm, pnnclpal officers, type of
bUSIness and speCIaltIes, all pertrnent locator InfOrmatIOn, expenence In furnIshIng the needed
supplIes or servIces Thts InformatIOn should be publIshed and Widely dIstnbuted to all ASSOCIatIOns
The follOWIng IS to serve as an outlme for orgamzmg such a data base, as well as the categones of
supplIers of resources to be mVIted to any agriculturalungatIOn fau
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1 Contractors

a Engmeenng
b Surveymg
c BUlldersfRepairfRehabIhtatIon

Canals
Roads

2 SupplIers ofmatenals, spare parts

a "Canaux"
b Pnmary matenals (cement)
c Other

3 FmancIaI Resources

a BankIng
CredIt
Deposits/Payments

b Accountmg!AudItIng

4 MarketIng Resources for Crop DIversIficatIon

a Contract markets
Internal
External

b Agents/Pnvate Comparnes
c GovernrnentiSelTIl-autonomous Export PromotIOn Boards

The time frame for such asSIstance IS to be coordInated With the need by the ASSOCiatIOns for
these types ofresources It IS assumed that the most appropnate tIme to gather such mformatIOn IS
durmg Years 1 and 2
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SECTION IV
STRUCTURE AND RESPONSIBILITIES OF ORMVAT'S WUA UNIT

A Purpose

The purpose ofa WUA urnt WIthm ORMYAT IS to galvaruze the creatIOn and ImplementatIOn
of WUAs WIthm the Tadla penmeter As a key pomt of contact and coordmatIOn, thIS urnt wIll be
the pnmary urnt for ORMYAT actIVItIes which deal With the ASSOCIatIOns It must be a dynamIC
and creative force WIthm ORMVAT to encourage the changes m fanner expectatIOns of
responsIbIhtles and to encourage the changes WithIn aRMYAT to promote the new ASSOCIatIOns
ThIS umt must expect to Withstand a great deal of turmOIl both '\\ Ithm the fanner groups and wIth
aRMYAT Itself as changes of structure and orgaruzatIOnal relatIOnshIps begm to occur wmch may
make some people very uncomfortable

The ORMYAT urnt charged With WUA ImplementatIOn must be able to mamtarn a steadmess
of purpose when buffeted by the wmds of oppOSItIon It must serve to remmd aRMYAT of the
benefits of the changes whtch occur durrng the tImes when the WUAs are suffenng "growrng pams"
and dunng the times when mIstakes are made WhIle expenencmg the day-to-day problems, tills
urnt must look beyond the ImmedIate to the goals of creatIOn of functIOnIng partICIpatory
aSSOCIatIOns throughout the penmeter ThIs urnt must be able to aSSIst m the transfer of
responSIbIlItIes of ORMYAT to the ASSOCIatIOns m a planned, orderly and contmuous manner The
plannmg for the creatIOn of not only the pnmary ASSOCIatIOns, but for the medIUm-term goal of
creatIOn and ImplementatIOn of the secondary arrondIssement level Urnons or FederatIOns of
ASSOCIatIOns wIll be undertaken by tills Urnt

B ResponSIbIlItIes of the WUA ImplementIng Umt

The Implementmg urnt WIll promote the necessary actIVItIes for ASSOCIatIOn creatIOn,
ImplementatIOn, tralmng and operatIOns The urnt Will coordmate the actIVItIes of other uruts m
oRMVAT whIch have pnrnary responSIbIlIty for dIstnbutIon, marntenance and rehabIlItatIOn WItilln
the penmeter so that ASSOCIatIOn partICIpatIOn IS begun at each OPPOrtunIty Planmng for the
creatIon of the WUAs IS done by tills Urnt ill partnersmp WIth the local commurntles (please note
Sections III B and III C of thiS report) Plannmg the l1llplementatIOn schedule by Tranches of
ASSOCIatIOns Will be the responSIbIlIty oftills urnt, as well as the schedule ofprogreSSIve assumptIOn
of more complex dutIes (Please note ANNEX A -- The ActIon Plan)

A cntical responSIbIlIty of tills urnt Will be the trammg or coordmatIOn of the traIrnng for the
ASSOCIatIOns and for therr newly acqurred staff WIthOut adequate trammg, these ASSOCIatIOns face
grave nsks of fallure When speCIfic expertIse IS avaIlable Wltilln the Implementmg Urnt, the
tralillng should be performed m-house However, when msufficient expertIse for partIcular subjects,
the Implementmg Umt must contact other ORMVAT urnts and request asSIstance The
Implementmg Urnt may also look outSide of ORMYAT for such tralmng expertIse, for example, to
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other orgamzatIOns withm Morocco, or to the MRT Project (Please note SectIons V A, V B & V
C of this report)

Transfer of staff from ORMVAT to the ASSOCiatIOns Will be coordmated through thIS Umt
ThIS Umt WIll follow the perfonnance of the transferred employees Complamts from the
ASSOCIatIOns regardmg transfemng ORMVAT employees WIll be routed through thIS office and
attempted to be resolved ThIs umt may also provIde counsehng to transfemng employees, but
should not seek to mterpose Itself between the employees and the ASSOCiatIOn CouncIl WhIle the
Techmcal Manager of an ASSOCiatIon remains an employee of ORMVAT, the ImplementatIOn Umt
WIll commumcate both to the leadershIp and to the Manager When the Manager becomes an
employee of the ASSOCIatIOn, the Umt Will shIft to commumcate pnmanly wIth the CouncIl and Will
no longer provIde orders or gIve duectIOn to the Manager

C Structure

OrgamzatlOnally, the Umt should ImtIally remam at the Bureau level Withm ORMVAT ThIs
should mmimize "turf' battles As the Urnt mcreases Its role wlthm ORMVAT, follOWing the
development of the number offunctIOnmg ASSOCiatIOns, conSIderatIOn should be gIven to upgradmg
the Bureau to the ServIce level Upgradmg may also be conSIdered dunng the re-orgamzatIOn of
ORMVAT (please note SectIOn VISIOn For ORMVAT) whIch should take place withm a year

The Umt needs a more actlOn-onented tItle to reflect the actIve and dynamIC role whIch the
Umt must take to promote and gUIde the ImplementatIOn of the WUAs It IS suggested that the be
re-named the Bureau for Water User ASSOCiatIon ImplementatIon, or more Simply the Bureau
for ASSOCiatIOn ImplementatIOn, BAI), whIch places the word "ImplementatIOn" prommently III

the name

The Bureau for ASSOCIatIOn ImplementatIOn Will e:xpand staff progreSSIvely to match
ASSOCIatIOn reqmrements for aSSIstance ImtIally, the Bureau should receIve human resources
composed of the followmg

1 Bureau ChIef
3 DeputIes for

CreatIon
ImplementatIOn and Follow-Up
Trammg

1 Secretary

Once the first Tranche of ASSOCiatIOns IS Implemented, field personnel located at each
arrondIssement should be aSSIgned Each of the 3 arrondIssements should receIve a Deputy to
mamtam contInuous contact and follow-up With ASSOCiatIOns The arrondIssement representatIves
must be dynamIC persons who have a VISIon of the eventual creatIOn of secondary Umon or
FederatIons of ASSOCiatIOns whIch Will be housed at the arrondIssement level Each arrondIssement
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deputy will be assigned I Assistant/Secretary once the second Tranche of AssociatIOns has been
Implemented

The Bureau for AssociatIOn Implementation enlargement does not envisage a net new hmng
of personnel, rather enlargement IS achIeved through shIftmg of mtemal resources Based upon
performance and mcreased responsIbilIties, salary Increases or grade/rank Increases should be
budgeted

D PhySical Resources

The Bureau for ASSOCIatIOn ImplementatIOn must have the phySIcal resources avaIlable to
enable the most effiCient operatIOn pOSSIble It must have means of transport, means of
commumcatIOn, and tools for plannmg and presentatIon of Ideas and trammgs The Bureau staff
must also be able to use these tools most effectlvely and have the trammg necessary to carry out Its
purpose and VISIon Where pOSSIble, these resources can be reassIgned or re-allocated durmg
ORMYAT's re-orgamzatIOn Some addItIOnal matenals and transport may need to be purchased

At the Bureau level,

I Veluc1e 100 % aSSIgned to the Bureau
I Motorcycle 100 % " " " "
I Computer
Software (Office SUIte)

Word processmg
Spreadsheet
PresentatIon

Ample tra1lllng matenals and supphes
Books
Notebooks
Fhp charts
Boards

AudIO-VIsual traImng eqUlpment

At the Arrondlssement level,

3 Motorcycles
3 Typewnters (eventually 3 computers)
Trammg matenals

Books
Notebooks
FlIp charts
Boards
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SECTION V
TECHNICAL ASSISTANCE TO BE PROVIDED BY TRM

A TRAINING

Trazmng Ratzonale

Trammg wluch occurs most effectIvely, occurs because the partIcIpants (more speCIfically, the
reCIpIent or target group) feel the need for gammg knowledge or practIce m the subject(s) When
mdividuais belIeve that there IS a speCIfic need for new or IDlproved knowledge and can see

concormtant gam from possessmg that knowledge, trammg IS not somethmg that IS dIfficult for

whIch to proVIde a ratIOnale IndIVIduals or groups of mdIviduals, m thIS partIcular case farmers,
wIll demand mformatIOn or at least be very attentIve to receIve mformatIOn when they belIeve they
may gam Improved YIelds, lower therr costs of mputs, ImprOve therr markets, or even Improve theIr
qualIty of lIfe (m what form IS appropnate m the local/cultural context) Also, felt needs for new
knowledge can arIse from fears of mlssmg or losmg out on somethmg whIch wIll proVIde greater
econOffilC securIty, sense of well bemg or advancement The desrre for learnmg a subject WhICh IS
taught must come from the reCIpIent, rather the deSIre to teach create the requIrement for trammg

Therefore, smce trammg does not occur successfully m a vacuum of deSIre, how does one
create that deSIre, the mterest and the felt need to dedIcate the time reqUlred to learn a new subject
where the felt need does not yet eXIst because of a baSIC lack of knowledge? For ORMYAT
employees, trammg(s) m a new subject area, such as the respondmg to the operatlOnal reqUIrements
ofnewly created Water Users ASSOCiatIOns, WIll face the lilltlal hurdle of Identlfymg the reasons why
they would want to partICIpate m any such proposed subject ORMYAT employees may be SImply
told that they are to go and attend a trammg on WUAs, probably most would go (at least untIl some
cnSlS of the moment came up), but lIkely would be mattentIve However, If those very employees
were told that attendance and mastery of the subject would be dIrectly related to theIr future Job
prospects, or more Immediately, would affect theIr retentIOn by ORMVAT, attendance would
Improve dramatIcally as would the abIlIty to recall, and pOSSIbly, the abIlIty to use the mformatIOn
transrmtted Suddenly need and ItS comparuon, deSIre, are present m the target group and learnmg
occurs

For the leadershIp of the Water Users ASSOCiatIOns, the members must feel there IS an equally
pressmg need and desrre to understand what therr roles are, how to perform theIr respectIve functIOns
and how to supervIse or gUlde the affaIrs of the ASSOCIatIOn In tradItIOnal lITIgatIOn SOCIetIes,
prestIge and SOCIal standmg may serve as suffiCIent mcentIve to apprentIce to someone more
knowledgeable m a subject WhIle SOCIal prestIge may eventually attach Itself to servIce on an
ASSOCiatIOn CounCIl, more lIkely It may be lilltIal CunOSIty, deSIre for econOmIC gam, or concern for
the ImmedIate welfare of the group or mdIvIdualIfnsk IS perceIved m not knowmg a subject If
successful operatIon ofa Water User ASSOCiatIOn became a requIrement to receIve water, attendance
and attentIon would lIkely be hIgh If the operatIOn of a WUA showed clear economIC gam to the
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farmer, from lower costs ofwater to an ASSociatIOn whIch IS then partIally passed on to the farmer
m eIther m kmd (qUIcker repaIrs, mcreased relIabIlIty, fewer thefts, mcreased fleXIbIlIty ofschedules,
more favorable repayment terms, etc)

Trammg Methodology

Adult traImng IS most successfully done With actIve partICIpatIon m short seSSIOns on the part
ofpersons bemg traIned, and traImng IS least successful that mvolves long hours m a classroom With
a format where the tramer/teacher lectures to the tramees/students Adult tramees typIcally come
to a trammg possessmg a number of Ideas, and sometImes speCIfic kno"\\ ledge, about the subject area
m WhICh the traImng IS occurrmg

Such knowledge by the tramees cannot be looked upon as a threat to a tramer's "tradItIOnal
role", as the font of all knowledge on the subject Rather, the tramer must elICIt the type, and degree
of knowledge and expenence whIch the tramees possess TIns knowledge of the tramees IS used as
the pomt ofdeparture for the traInIng A key dIfference between teachIng students and adults IS that
tramer IS less ofthe "teacher" and more of a gUIde to the partICIpants

A practIcal, concrete approach to the subject matenaiis more successful than a theoretIcal or
general presentatIOn The adults m the course, If motIvated, are there to learn They generally have
lIttle tIme to waste due to the COmmItments of famIly and work A senes of case studIes where the
partICIpants practIce the roles whIch they are to assume shortly IS often an excellent marmer of
engagmg the tramees actIvely and sparkmg commentary and debate

WorkIng m small groups of "COmmIttees" IS encouraged to promote more actIve partICIpatIon
by all members of the trammg seSSIon Large groups tend to be dommated by the "notables" ofthe
commumty who have expenence speakmg to government offiCIals or m formalIzed settmgs Small
groups tend to encourage the more reserved members of the traInmg to vocally partICIpate

WhIle a wntten record IS Important, be It m the form of flIp charts, hard copIes of overhead
slIdes, etc, It IS Important to recall that a number ofpartICIpants may be dlIterate and that wrItten
matenal must be accompamed WIth clear explanatIOns that the tramees should return to theIr
commumtIes and share these matenals WIth those who would benefit from them No one should be
mtentIonally or madvertently embarrassed bemg shown to the group as dhterate GraphICS should
accompany texts whenever pOSSIble

29



TRAINING SCHEDULE and SUBJECTS -- A General Plan

Year 1 PHASE I

OrgamzatlOnal Status

The InitIal year encompasses organIzmg effort start of hmlted set of functions for first Tranche close
supervIsion and assistance reqUired from ORMYAT and Project Create 5 functlOnmg ASSOCiatIOns

Al Masma
Al IttIhad
Al Wlfak
2 additIOnal WUAs to be Id

11 2nd "Tranche" AssocIatIOns (10) are IdentIfied and prelimInary meetings held In preparation for
ImplementatIOn

Tramlng Undertaken

Trammg ofTramers

ORMYAT central, arrondIssement staff from the Bureau of ASSOCiatIon ImplementatIon, and the
techmcal managers asSigned to the ASSOCIatIOns 12-14 persons initIally trained

Subjects plannmg the ASSOCIatIon campaign (publlclty/mformatlOnal messages), organIzing
ImplementatIon tasks, protocol and methods ofholdmg ASSOCIatIOn meetmgs, the conduct of electIOns,
Imtlal tasks of the ASSOCIatIOn formatIOn, and pnnclples ofaccountmg

11 Training of ASSOCIatIOns

ASSOCIatIOn LeadershIp, 1st Tranche
6 persons per ASSOCIatIOn, 30 persons total tramed

Subjects protocol and methods of holding Councd and General Assembly meetmg, the conduct of
electIons, and mltIal tasks ofthe ASSOCiatIon relatmg to schedulmg and allocatIOn of water, collectIOn
of dues and pnnclples of accounting, and roles ofthe Council, General Assembly and employees of
the ASSOCiatIOn
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Year 2 PHASE II

OrgamzatlOnal Status

1st Tranche AssociatIOns are now In IntensificatIOn Stage Goal IS to make the initial 5 WUAs
mdependent Trammg contmued In more complex tasks SUiVI or follow-up IS continued but emphasis
shifts to one ofadvlsmg rather than the dlrectmg of tasks mltlated 10 Year I Year 2 responsibilities
are closely followed and trammg occurs 10 these areas

Fmancmg mechanisms are now critical for ASSOCiatIOn survival, and must be 10 place at end of 2nd
year

II CreatIOn ofFunctlOnmg 2nd Tranche of ASSOCiatIOns Based upon expenences of 1st Tranche (the
5 WUAs above), 2nd Tranche creatIOn IS Improved I SUlVI" IS close, and training of 2nd Tranche
occurs Key element m chOice of2nd Tranche IS the close proximity (preferably adjacent) ofeach of
the ten With respect to one ofthe 1st Tranche ASSOCiatIOns ThiS prOXimity Will Increase diffuSIOn of
knowledge through Informal farmer-to-farmer contact

ASSOCiations In Imtlal Stage 10

111 IdentificatIOn of3rd Tranche ofASSOCiatIons and InItIal orgamzatlOnal meetings held 20 AsSOCiatIOns
are to be chosen and orgamzed

Trammg Undertaken

Trammg oftramers IS continued for Bureau for ASSOCIatIOn ImplementatIOn staff In more complex
tasks, such as managmg employees, finanCial planmng and budgetmg, accountmg, planning canal
rehabilitatIOn and repair, eqUipment maIntenance and repair, supervision and control ofexpenditures

11 Tranche 1 (30 persons) tramlng IS conducted In the followmg subjects establishmg a plan for the
year managmg employees, fmanclal plannmg and budgetmg, accountmg, planmng canal rehabilitatIOn
and repair, eqUIpment mamtenance and repair, and supervision and control ofexpenditures

111 Tranche 2 (60 persons) trammg IS conducted 10 the followmg subjects protocol and methods of
holdmg Council and General Assembly meetmg, the conduct of electIOns, and mitIaI tasks of the
ASSOCiatIOn relatmg to schedulmg and allocatIOn of water, collectIOn of dues and pnnclples of
accountmg, and roles ofthe Council, General Assembly, and employees of the ASSOCiation
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Year 3 PHASE III

OrganizatIOnal Status

The Tranche I (5 WUAs) are now functIOning mdependently of ORMVAT Penodic audits and
extension-type activIties now emphasized for Tranche I Tranche 1 leaders now actively partIcipate
m the trammg of successive Tranches (Ie, bnngmg the farmers' vlewpomts and practical approaches
mto the trammgs)

TratnIng contmued for Tranche 2 m more complex tasks "SUlVI" contmued but emphasis shifts to one
of advlSlng rather than dlrectmg of tasks InItiated m mlttal year for Tranche 2 2nd year
responslblhttes are closely followed and training occurs m these areas

Fmancmg mechamsms now cntlcal for Tranche 2 and must be m place at end ofyear

Tranche 2 AssociatIOns m IntensificatIOn Stage 10

11 New roles for ORMVAT personnel related to Tranche 1 mdependence, at end of year techmcal
managers of Tranche 1 become AssociatIOn employees

111 CreatIOn of FunctIOnIng 3rd Tranche of Associations Based upon expenences of 1st and 2nd
Tranches (the 15 WUAs above), 3rd Tranche creatIOn IS refined, "SUlVI" IS close, and trammg occurs
Key element 10 chOice ofJrd Tranche IS the dose proximity (preferably adjacent) of each of the 20
With respect to one ofthe 1st or 2nd Tranche ASSOcIations ThiS IS to mcrease diffuSIOn of knowledge
through mformal farmer-to-farmer contact

ASSOCIatIOns m Imtlal Stage 20

IV IdentificatIOn of 4th and final Tranche of ASSOCIatIOns and InitIal organizatIOnal meetmgs held
Remammg (14) ASSOCiatIOns are to be chosen and organIzed

Trammg Undertaken

Trammg oftramers Tratmng contmues for any new Bureau employees and technical managers of the
2nd and 3rd Tranches m subjects covered m Years I and 2

11 Tranche 2 (60 persons) trammg IS conducted m the followmg subjects establlshmg a plan for the
year, managmg employees, financial plannmg and budgetmg, accountmg, plannmg canal rehablhtatlOn
and repair, eqUIpment mamtenance and repatr, and superviSion and control of expenditures

III Tranche 3 (120 persons) trammg IS conducted m the followmg subjects protocol and methods of
holdmg Council and General Assembly meetmg, the conduct of elections, and mltlal tas(..s of the
ASSOCiatIOn relatmg to scheduling and allocation of water, collectIOn of dues and prmclples of
accountmg, and roles ofthe CounCil, General Assembly, and employees of the ASSOCiatIOn
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Year 4 PHASE IV

OrganizatIOnal Status

The Tranche I & 2 (IS WUAs) are now functlOnmg mdependently ofORMVAT Penodlc audIts and
extensIOn type actIvItIes now emphasIzed for Tranche I & 2 Tranches I & 2 Leaders and AssociatIOn
members partIcIpate 10 trammg of successIve Tranches (farmers vlewpomts and practIcal knowledge
emphasIzed)

Trammg contmued for Tranche 3 In more complex tasks "SUIVI' contInued but emphasis shIfts to one
of advISIng rather than directIng 10 tasks InItiated m 100tlai year for Tranche 3 2nd year
responSibilItIes are closely followed and trammg occurs m these areas

FmancIng mechanisms now cntlcal for Tranche 3 and must be 10 place at end of year

Tranche 3 AssocIatIOns In IntensificatIOn Stage 20

11 New roles for ORMVAT personnel related to Tranche 1& 2 mdependence, at end of year techmcal
managers of Tranche 2 become ASSocIatIOn employees

1Il CreatIOn ofFunctlonmg 4th and final Tranche of ASSOCIatIOns Based upon expenences of prevIous
3 Tranches (the 35 WUAs from Tranches 1 -3) 4th Tranche creatIOn IS refined "SUIVI" IS close, and
tramIng occurs

ASSOCIatIOns In InitIal Stage 14

TraInIng Undertaken

Trammg oftramers TraInmg contInues for any new Bureau employees and techmcal managers ofthe
3rd and 4th Tranches m subjects covered In Years 1 and 2

II Tranche 3 (120 persons) traInmg IS conducted 10 the followmg subjects establishmg a plan for the
year managmg employees, financIal planmng and budgetmg, accountmg plarmmg canal rehabilItatIOn
and repaIr, equipment mamtenance and repair, and supervISIon and control ofexpenditures

111 Tranche 4 (84 persons) trammg IS conducted In the followmg subjects protocol and methods of
holdIng CouncIl and General Assembly meetmg, the conduct of electIons, and mltlal tasks of the
AssoclatlOn relatmg to scheduhng and allocatIOn of water collectIOn of dues and pnnclples of
accountIng, and roles of the CounCIl, General Assembly, and employees of the ASSOCiatIOn
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YearS PHASE V

Organizational Status

The Tranche 1,2 & 3 (35 WUAs) are now functlomng Independently ofORMYAT Penodlc audits
and extensIOn type activitIes now emphasized for Tranche I 3

Training contmued for Tranche 4 m more complex tasks lSUlVI" contmued but emphasIs shifts to one
of adVISing rather than directing m tasks InitIated m InItial year for Tranche 4 2nd year
responsibilItIes are closely followed and trammg occurs m these areas

Fmancmg mechanisms now CrItical for Tranche 4 and must be In place at end of year

Tranche 4 ASSOCIations In IntensificatIOn Stage 14

11 New roles for ORMVAT personnel related to Tranche I 3 Independence, at end of) ear techmcal
managers of Tranche 3 become ASSOCIation employees

Trammg Undertaken

TramIng oftramers Trammg contmues for any new Bureau employees and technIcal managers of the
4th Tranche m subjects covered m Years 1 and 2

11

Year 6

Tranche 4 (84) trammg IS conducted m the followmg subjects establIshmg a plan for the year,
managmg employees, finanCIal planmng and budgetmg, accountmg, plannmg canal rehabIlitatIOn and
repalf. eqUIpment maintenance and repair, and superviSIOn and control ofexpendItures

PHASE VI

OrganIzational Status

The Tranches 1-4 (49 WUAs) are now functIOning mdependently ofORMVAT PerIodic audIts and
extension type activItIes now emphasized for Tranches ORMVAT now assumes the role of major
headworks and prImary canal superviSIOn Secondary canal mamtenance and repaIr responSibilities
begm to be progressively turned over to new FederatIOns of ASSOCIatIOns ORMVAT'S role IS one of
expert technIcal adVice. mamtenance and rehabIlItatIOn of the major structures of the penmeter and
advlsmg of other ORMVAs

11 New roles for ORMVAT personnel related to Tranche 1-4 mdependence, at end of year techmcal
managers ofTranche 4 become ASSOCIatIOn employees

Trammg Undertaken

Trammg contmued for Tranches m more complex tasks of shlftmg to a UnIon or FederatIOn of
ASSOCIations
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B Resources For WUA Trammg And ImplementatIon Tasks

B 1 WUAs

On a per AssoczatlOn basIs

Office (rehabIlItate an ORMVAT office rather buIld new)
Furmshmgs
TypewrIter (eventually a computer)

Salary aSSIstance

Manager
DItch nder

Contractual repaIr needs
CapItal eqUipment

82 ORMVAT

On a per phase baSIS

WUA Umt Enlargement (no net new creatIOn of personnel - enlargement IS
acmeved through shIftmg of tnternal resources, some salary mcreases should be
planned for mcreased responsIbIlItIes)

I ASSIstant per phase
I Tramer per phase
WUA Umt's vemcles
WUA eqUipment

computer
audIO-VIsual traImng eqUipment

WUA furmshIngs

B 3 TRM PROJECT (gIVen current resources and If project was to be
extended)

On a Phase 1-3 baSIS

4mos Short-term consultancies
1 Vemcle
1 Computer
I Office and furmshmgs

AudIO-VIsual traIllillg eqUipment
1-2 NatIOnal Conferences/Semmars on WUAs
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C PREPARATION OF A NATIONAL CONFERENCE ON WUAs

The TRM Project, WIth actIve partIcIpatIOn from USAID, may consIder orgamzmg a hIgh
level conference or semmar on financmg Water Users ASSOCiatIOns GIven the Importance of
finance to WUA long-term vIabIlIty, prIonty needs to be gIven to establIshmg round table
dISCUSSIons WIth the MInIStry ofAgnculture, the Mmistry of Fmance, the ORMYAs, leaders of
selected Water User ASSOCiatIOns, World Bank and BIlateral Donors (USAID etc)

The subject ofthe semmar or conference would be to exarnme the amendments to laws and
decrees whIch are necessary to permIt full ASSOCiatIOn ImplementatIOn These amendments must

mclude clear financIal mechanIsms to proVIde pOSItive mcentlves to WUAs ASSOCiatIOns must

be encouraged to assume the responslblhtIes, at the appropnate and progressIve level of

capablhty, canal system operatIOns, mamtenance, repaIr and replacement Flexlblhty should be
emphasIzed in the chOice offinancIal incentIves chosen by the conferees One fmancmg method
has been detailed m thIs report whIch mvolves provIdmg relIef from new water user duty or tanff
mcreases for farmers formmg and Implementmg ASSOCiatIOns (Please note SectIon II C)

Such a conference must stay focused on the econOmIC ratIOnale for the eXIstence ofWUAs
and not delve mto the theory or the ratIOnale for such ASSOCiatIOns Model amendments to the
relevant decrees and laws should be prepared for dIScussIon pnor to the conference Background
finanCIal and econOmIC data regardmg the costs ofproductIOn, costs ofcanal maintenance, reparr
and rehabIlItatIOn disaggregated to a level approximatmg an average SIzed ASSOCIatIOn are
essentIal and must be aVailable to the conferees

The TRM Project should take the lead m organIzmg such a conference and provIdmg the
approprIate technIcal asSIstance m gathenng the necessary data to support the establIshment of
the economIC condItIOns to permIt WUAs to prosper
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SECTION VI
RECOMMENDATIONS AND CONCLUSIONS

ORMVAT

1 ORMVAT should begm a reVIew of Its mISSIOn statement Such a reVIew wIll
mclude an analysIs of the pnmary goals of an lITIgated perimeter, m hght of the
changes m natIOnal polItIcal and economIC dIrectIOns towards lIberalIzatIOn of
most aspects ofMoroccan socIety Once mput has been receIved from all levels
of the orgamzatIOn, a new mISSIon statement WIth clear goals IS agreed upon,
wntten down, and commumcated to all employees

It IS essentIal that the upper echelons of ORMVAT are m agreement that such a change
IS necessary, and, once agreed upon, these changes wIll be carned out to completIOn

2 Wlthm 7 to 9 months, a reVIew ofORMVAT's current structure should follow
the re-statement of the mISSIon

3 Followmg the reVIew of Its current status, m months 10 to 12, ORMVAT should
examme what Will be needed With respect to resources to support the shIft m Its
mISSIOn With the progressIve transfer ofresponSIbIlIties to the ASSOCiatIOns ThIs
analySIS should mclude the re-allocatIOn ofpersonnel, material and budgets WIDch
Will precede ImplementatIOn ofeach Tranche as detaIled m the ActIOn Plan

ORMVAT, MINISTRIES, US,UD, TRM ProJect, WORLD BANK

4 GIven the Importance of finance to the long-term vlabIhty of WUAs, pnorIty
must be gIven to estabIIshmg round table dIscussIOns m the form ofa semmar or
conference With the Mmistry of Agnculture, the MlillStry of Fmance, the
ORMVAs, leaders of selected Water User ASSOCiatIOns, World Bank and
BIlateral Donors (USAID etc) The subject of the conference Will be to address
the amendments to laws and decrees whIch are necessary to permIt full
ASSOCiatIOn ImplementatIOn These amendments must mclude clear financIal
mecharusms to provIde poSItIve mcentIves for the assumptIOn ofresponSIbIlItIes
by aSSOCIatIOns, at theIr level of capabIlIty, of canal system operatIOns,
mamtenance, repair and replacement FleXIbIlIty should be emphasIzed m the
chOIce of finanCIal mcentives chosen

It IS strongly emphaSIZed, that Immediate or near-term transfer of any eXlstmg
Government debts to newly formed ASSOCIatIOns must be aVOIded at all costs From
experIence, such a debt transfer, whIle pOSSIbly attractIve to governments to Improve debt
to revenue ratIOS, has been fatal to ASSOCiatIOns whIch are stIll relatIvely weak from a
finanCIal perspectIve
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ONCE THE NECESSARY FINANCIAL MECHANISMS ARE IN PLACE

5 The followmg phased approach should be undertaken by aRMYAT, wIth TRM
Project assIstance, to unplement Water Users ASSOCIatIOns In the Tadla lITIgated
Penmeter

a 49 ASSOCIatIons are Implemented over a 4 year penod and become completely
operatIOnal m 6 years

b 3 Uruons are formed at the ArrondIssement level begmnmg m year 4 and become
operatIOnal ill year 7 In year 5, a representatIve from each Uruon IS named to the

CounCIl of Governors of aRMVAT

c In a 3 year penod, aRMYAT reduces the number of CDAs and ADAs to match
the 12 CGRID and 3 AGRID offices

d ORMYAT creates a new pOSItIOn ofCentre Manager to supervIse both DA and
GRID actIVItIes Also, a new pOSItiOn of Arrondisement Manager IS created to
supervIse both DA and GRID actIVItIes These pOSItIons wIll coordInate water
and agncultural actIVItIes at theIr respectIve levels

e Surplus staff from the CDAs and ADAs are shifted to the ASSOCIatIOns followmg
therr ImplementatIOn by Tranche ORMYAT pays 3 years salary of all Techrucal
Managers, the atguadiers and the aSSIstants receIve a one year contract but are
paid by the ASSOCIatIOns

f A reVIew IS made of the agncultural extenSIOn agents necessary to operate at the
ASSOCiatIOn level ProgreSSIve reductIOns In staff are made, pnmartly through
retrrements whenever pOSSIble

g Staff Wlthout pOSItIons and not ofretIrement age are retramed and are put to canal
repan and rehabIlItatIon tasks at a much higher rate than currently eXIsts ThIs
staff IS put on a 1 year contract At the end ofthe year, ORMVAT may rehrre on
a year-to-year contract, or lay-off the staff followmg a canal system status
assessment

TRMPROJECT

6 The Project contInues to hold polIcy level meetIngs WIth the DIrector of
ORMYAT to pursue the dIalOg ofthe unportance ofbegmnmg the transformatiOn
process to partICIpatory management of the Tadla penmeter

7 The Project contmues to pursue tratrung objectIves for WUA establIshment As
finanCial mecharusms of WUA ViabIlIty are not yet m place, InItIally the
definItIOn oftraImng should mclude dIffuSIon ofa senes on WUAs through the
mass medIa (radIo) and In wntten commurucatIOns to spark CUrIOSIty and
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encourage demand (see ActIon Plan for more detaIls)

8 Once the financIal mechanIsms are m place, the Project concentrates on the
progressIve trammg as outlmed m Section V Trammg IS progreSSIve and foIlo\\s
the creatIon of the WUAs Tranche by Tranche m 6 phases GIven the projected
hfespan of the project, Tranches 1 and 2 are hkely to be able to be completed
ThIS however, starts the process and has tramed the essentIal tramers m the
methodology and processes The persons whIch must be trained are essentIally
dIVIded mto three groups

a ORMVAT employees responsIble for WUA ImplementatIOn,
b ORMVAT employees who are slated to be seconded and then transferred

as employees of WUAs, and
c the first Tranche ofWUA CouncIl leadershIp

In conclUSIOn, ORMYAT, the Project and the donor agenCIes should work towards a
solutIOn to create the economIC chmate necessary for WUA VIabIlIty Once this clImate has been
created, ORMYAT, With Project aSSIstance, should plan for a progreSSIve transfer of a phased
number of functions to a certam number of ASSOCIatIOns per year for the next 4 to 5 years
Complete trallllng and close follow-up supervlSlon Will be essential from ORMYAT, With
Project aSSIstance, dunng thIS penod It should be realIzed that It IS lIkely that ORMYAT Will
contmue, at some level, ItS functIOns as the coordmatmg and dlrectmg representatIve of the State
for the foreseeable future ORMYAT should also antiCIpate the need to resume complete or
penodic control m the event of senous problems WIthm some of the ASSOCiatIOns
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ANNEX A

ACTION PLAN
FOR

WATER USERS ASSOCIATIONS OF TADLA

INTRODUCTION

The followmg has been wrItten from a revIew of avaIlable documents, meetmgs wIth
ORMYAT and Project staff, and VISIts wIth farmers and ASSOcIatIOn members accomplIshed
dunng the penod of June 18 to July 10, 1996 To date, ORMYAT has performed a number of
actIOns whIch are leadmg to unplementatIOn of Water User ASSOCIatIOns (WUAs), whIch are
summanzed as the

• completIOn ofstudIes divIdmg the Tadla penmeter mto 49 proto-ASSOCIatIOns based upon
hydraulIc factors and tnbal compOSItIOn

• formatIOn of 3 partIally functIomng ASSOCiatIOns

• ImplementatIOn and testmg ofnew water allocatIOn system at the mdividual farmer level

• creatIOn of on-gomg debate WithIn ORMVAT about the need and type of ASSOCiatIOns
deSIred

ORMVAT should, With Project aSSIstance, proceed to progreSSIvely Implement Water
Users ASSOCIatIOns, as dIscussed below ThIS ActIOn Plan covers In detaIl the followmg 12 to
18 months, but also refers to actIOns and plannmg whIch must take place over the next 4 to 5
years

A ESTABLISH ACHIEVABLE OBJECTIVES

ORMVAT wIll establIsh the overall ObjectIve of meetmg the natIOnal government's
deCISIOns to lIberalIze the economy through the establIshment of Water Users ASSOCIatIOns It
Will do so by progreSSIvely transfemng functIOns whIch It performs at the mdIvidual farm level
to an aggregate of farmers who are organIzed mto partICIpatory groups known as Water Users
ASSOCIatIOns FunctIOmng Water User ASSOCIatIOns Will promote farmer declSlon makIng,
encourage farmer to farmer transactIOns, and lead to mcreasmg the capabIlItIes of farmers to
manage the Tadla penmeter functIOns

(1) GIven the current lack of agreement to finance Water Users ASSOCIatIOns,
ORMYAT Will concentrate on a progreSSIve transfer to ASSOCIatIons of InItIal
responSIbIlItIes for water delIvery and allocatIOn Water dIstnbutIOn and
allocatIon does not reqUITe large finanCIal resources, but does prOVIde WUAs With
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functIonal reasons for eXIstence, and provIdes practIce m management and
negOtiatIons reqUIred of an ASSOCIatlOn

(2) GIven mItIal orgaruzatIOnal efforts and lessons whIch have already been learned
from the perIod of 1990 to the present, ORMYAT WIll establIsh an
ImplementatIOn tIme frame for WUAs dIVIded mto 4 or 5 Tranches lrutIal
ImplementatIOn IS for only water delIvery and allocatIOn functIOns AchIevmg
the tIme frame WIll depend upon ORMVAT devotmg suffiCIent resources and
mamtammg Its orgamzatIOnal wIll Also, the farmmg commumty's responses to
efforts to progressIvely Implement WUAs WIll be crItIcal to for the
transformatIOn to succeed

Tranche No Assoc Implemented CumulatIve No

1 3-5 3-5

2 6 - 10 9 - 15

3 11 - 20 20 - 35

4 21 - 14 41 - 49

5 8 49

(3) GIven the Importance offmance to WUA long-term VIabIlIty, pnonty IS gIven to
establIshmg round table discusslOns m the form of a semmar or conference WIth
the MiruStry of Agnculture, the MiruStry of Fmance, the aRMYAs, leaders of
selected Water User ASSOCiatIOns, World Bank and BIlateral Donors (USAID
etc) The subject of the conference wIll be to address the amendments to laws
and decrees whIch are necessary to permIt full ASSOCiatIOn ImplementatIOn
These amendments must mclude clear finanCIal mechamsms to provIde pOSItIve
mcenllves for the assumptIon ofresponsIbIlItIes by aSSOCiatIOns, at theIr level of
capabIhty, of canal system operatIOns, mamtenance, repaIr and replacement
FleXlbIhty should be emphasIzed m the chOIce of finanCIal mcentives chosen

One clear finanCIal mecharusm whIch could be Implemented would be to prOVIde WUAs
an exoneratIon from the next scheduled water user duty mcrease That IS to say, a group
of farmers who

a meet the reqUIrements of the new WUA law,

b take responsIbIlIty for paymg the salanes ofwater dIstnbutIOn personnel, and

C take over normal operatIons and mamtenance

would be exempt from paymg the mcrease over the current water user duty fee
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ORMYAT would contmue m Its responsIbl1Ity to perfonn rehabIlItatIOn of large parts of
an ASSOCiatIOn'S canal structures, as well as system-WIde rehabIlItatIon, such as occumng
presently under PAGI II

It IS strongly emphasIzed, that Immediate or near-term transfer of any eXIstmg
Government debts to newly fanned ASSOCIatlOns must be aVOIded at all costs

(4) Plannmg WIll begm for the complete transfer of responSlblhtIes to AssoclatlOns
for management, operatIOns, mamtenance, repaIr and renovatIOn functIOns
Tlmmg of such a transfer IS dependent upon the ImplementatIOn of financmg
mechanIsms agreed upon by the M1illstnes and mternatIOnal orgamzatIOns The
goal, If financmg problems are solved, IS to accomphsh a full transfer of
responSIbIlItIes WIthm three years of an ASSOCIatIOn's ImplementatIOn

B DEVELOP COMMUNITY KNOWLEDGE AND FOSTER DEMAND

Irutlal mterest, awareness and demand for mformation regardmg Water Users ASSOCIatIOns
WIll be created, m part, through wntten commurucatIOns delIvered locally, as well as through use
of the mass media These commUnIcatIOns developed by ORMVAT, WIth Project asSIstance, WIll
lmk the hberalIzatIon ofMorocco's economy, the commg changes m the agncultural sector, and
the creatIOn of the WUAs After ASSOCIatlOns are functIOmng, It IS lIkely that neighbormg
farmers WIll see the benefits and begIn to demand ASSOCIatIOn ImplementatIOn, I e demand IS
now from the bottom up At thIs Juncture, the nature of the commumcatIOns can then change to
the proVISIOn of mformatIOn about upcommg ASSOCiatIOn meetmgs, agncultural extenSIOn
bulletms, water dehvery schedules, etc

The goals of the commurucatIOns campaIgn are to encourage debate among farm
commurutIes ofhow to best produce theIr crops and how to best organIze to take advantage of
the water bemg provIded by ORMVAT The commurncatIOns have a further goal of changmg
the farm commurutles expectatIOns ofwhat the government should be dOIng for them versus what
they should be dOIng for themselves The use of vanous media has defirute ImplIcatIOns m
leadmg to one ofORMVAT's future roles as an mformatIOn prOVIder

(1) A senes of flyers, pamphlets and posters are created and sent out to all CDAs,
dlstnbuted to all aIguachers, extenSIOn agents, and to all farmers The messages
are m the appropnate language, are pOSItIve, and proVIde mcreasmg amounts of
mformatIOn about Water Users ASSOCIatIOns as the senes progresses
AddItIonally, as appropnate, a hnk should be made of what WUAs are to be and
how they WIll functIOn as bemg SImIlar to the orgaruzatIOnal structure of
functIOmng CooperatIves, whIch many farmers recogmze

(2) A mass medIa campaIgn IS broadcast over the radIO A senes of programs are
Imtlated regardmg the neceSSIty, utIlIty and benefit of Water Users ASSOCIatIOns
The programs for ASSOCIatIOns are lmked to the eXIstIng CredIt Agncole
broadcasts and are done In the same tIme slot as the program for the Beru
Mellal!fadla regIOn The broadcasts are repeated multIple tImes and encourage
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lIsteners to talk to theIr ORMVAT representatIve and ask for more mfonnatIOn

(3) Plannmg IS accomphshed for the contmuatIOn of the wntten mfonnatIOn transfer
Followmg a survey and summary of expenence, succeSSIve media campatgns are
planned ContmuatIOn ofbroadcasts to the ASSocIatIOns of agncultural programs
are studIed, and needed resources are IdentIfied and allocated

(4) To accomphsh the above tasks, a commumcatIOns umt IS estabhshed m
ORMYAT to produce and coordmate agncultural programs for the ASSOCiatIOns

C. ORGANIZE TRANCHE 1 OF ASSOCIATIONS

The pnmary cntena for selectmg the InItial ASSOCiations for ImplementatIOn mclude
ASSocIatIOns whIch have been partIally fonned already, groups of fanners or eXlstmg
orgamzatIOns wluch have expressed mterest m becommg an ASSOCIatIOn, areas where PAGI II
has or Wlll rehabIlItate canals, areas WIth functIOnmg CooperatIves, and areas free oftnbal or
SOCIal dIscord

(1) Followmg the medIa campaign, ORMVAT WIll select suffiCIent personnel and
dedIcate enough resources to orgaruze and support 3 to 5 functIOnmg
AsSOCiatIons The level ofcomnlltment ofpersonnel and other resources can be
approxImated by usmg the expenence gamed through the effort expended WIth
the Ittlhad ASSOCIatIOn Thts effort mvolved the ImplementatIOn of the
"checkbook" quota system, the repatr ofbreakdowns more rapIdly and at a much
hIgher rate than found system-Wlde (personal commUnIcatIOns, CDA 536
personnel)

(2) ImtIally, these ASSOCiatIOns WIll assume responSIbIlItIes for water dehvery and
allocatIOn from ORMVAT wlthm the 1st year ElectIOns WIll be organIzed by
ORMVAT The General Assembhes elect the CouncIl on staggered tenns (WIth
one thud of the membershIp changmg each year), and each tertIary canal block
elects ItS RepresentatIves to two year tenns WIth ORMYAT asSIstance, mternal
ASSOCiatIOn rules Wlll be adopted by the General Assembly These rules mclude
antICIpated future operatIOn and management responsIbIlItIes ofthe ASSOCIatIOns

(3) The CouncIl should be selected by members m a secret ballot It IS ImperatIve,
however, that each tertIary canal block representatIve IS selected ill a secret ballot
rather than chosen by ORMYATllocal authontles The General Assembly fixes
dues (cotIsatIOns) at level suffiCIent to pay salary of aiguadiers and asSIstants

(4) Alguadlers and asSIstants Wlll become employees of ASSOCIatIOn, and WIll be
paid by the ASSOCiatIOn followmg electIOns m year 1 Current aIguadiers and
aSSIstants who are responSIble for water delIvery and allocatIOn III an
ASSOCIatIOn's area WIll be gIVen a I year contract At the end of year 1, the
CouncIl may retaIn or let go aIguadiers and asSIstants based upon the followmg
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(5)

(6)

(7)

D

a report by the Technical Manager on the performance of each employee, and

a reView by the CouncIl based upon comments receIved from members of the
General Assembly regardmg each employee's performance

ORMVAT WIll appomt a full-time TechnIcal Manager to each ASSOCiatIOn for
ImplementatIOn of ASSOCIatIOn actIVItIes The TechnIcal Manager IS paId by
ORMVAT for the first 3 years followmg ASSOCiatIOn ImplementatIOn Followmg
the 3 year penod, the ASSOCiatIOn then assumes full employment responsIbIlIty
and makes the deCISIOn to retam or not to retam the Manager At the begmnmg
ofyear 4, the ASSOCiatIOn assumes Manager's salary Each ASSOCiatIOn must have
a TechnIcal Manager as speCIfied by contract WIth ORMYAT

Pnor to transfer of responsIbIhtIes for water dIstnbutIOn and allocatIOn to an
ASSOCIatIOn, ORMVAT WIll put mto practlce the use of the "checkbook" quota
system bemg tested WIth the IttIhad ASSOCIatIOn However, modIficatIOns are
necessary to the current practIce of ORMVAT foHowmg the checkbook
transactlons to the mdIvIdual farmer level After the InItial mtroductIOn and
trammg WIth the checkbook system, ORMVAT WIll "step back" from followmg
mdIvIdual transactIOns, to follOWIng the aggregate of transactIOns at the
ASSOCIation level The Techmcal Manager, stIll a nommal ORMYAT employee,
WIll mstead follow these transactIOns The Manager then WIll proVIde a summary
of prOjectIOns for water consumptIOn at the ASSOCIatIOn level and report tills to
ORMVAT

Tranche 1 orgamzmg expenence IS surveyed and summanzed The findmgs are
employed for 2nd Tranche ImplementatIOn, and adjustments are made m the
organIzmg methodology employed based upon the survey results Necessary
resources for all follOWIng Tranches, mcludmg personnel and matenal
requIrements, are Identified and allocated

TRAIN ASSOCIATION COUNCILS AND EMPLOYEES

The goal IS to proVIde new skIlls to ORMYAT employees and to the leadershIp of the
newly created ASSOCiatIOns m order to Increase the lIkelIhood of ASSOCiatIon success followmg
the transfer of responsIbIlItIes from ORMYAT The Human Resources Department (DRR) WIll
coordmate trammg for ORMYAT employees, both current and those slated for eventual transfer
to ASSOCIatIOns The Department ofAgncultural Development (DDA) WIll coordmate traInIng
for CounCIl members of the ASSOCIatIOns The appropnate techmcal departments must be
brought mto the traInIng process whenever appropnate to the subject matenal bemg taught
CoordmatIOn ofDRR and DDA traInIng IS essentIal and such coordmatIOn must be msured by
the DIrector
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(1) CouncIl members of Tranche 1WIll be tramed m board functIOns and the process
of holdmg meetmgs The leadershIp wIll practIce oversIght of the TechnIcal
Manager's work, and WIll reVIew pro-forma budgets, financIal reports, and a work
plan

(2) TechnIcal Managers (Duecteur Techruque), DItch Tenders (AIguadIers), and
ASSIstants mvolved m Tranche 1 wIll be tramed m new methods of
commumcatIOn The methods Will mclude reportmg to and respondmg to
AssocIatIOn's WIshes, and m data assembly for deCISIOns by the ASSOCIatIOn and
CouncIl AddItIOnally, the Techrucal Managers WIll receIve traInIng ill personnel
management and accountmg TraImng for the DItch Tenders Will mclude the use
of the "checkbook" quota system

(3) Planmng WIll be undertaken for traImng of2nd Tranche Expenences learned m
Imtlal tralmng WIll be summanzed and employed for next trammg Necessary
tratmng resources for all succeSSIve trammgs are to be IdentIfied and allocated

E PREPARE FOR FULL ASSOCIATION IMPLEMENTATION

PreparatIOns are to be made for transfer of full responslbIhtles for canal mamtenance and
repaIr from ORMVAT to the ASSOCIatIOns A goal of 3 years per Tranche IS set for the full
transfer of responSIbIlItIes Step (1) should be Imtlated as soon as pOSSIble and completed pnor
to end of the mitIal12 to 18 month penod Steps (2) through (5) should be begun dunng the
first 12 to 18 months and be completed on an as needed basIS throughout the 3 year penod

(l) Pnor to the sIgmng of a contract or transfer of responSIbIlItIes for maIntenance,
repair or replacement of the canal structures from 0 RMVAT to an AsSOCIatIOn,
a feasIbIlIty/cost study must be performed ThIs study WIll IdentIfy and estImate
operatIOn and mamtenance costs for each ASSOCIatIOn m Tranche I These
studIes WIll prOVIde a breakdown ofexpected costs for

a regular mamtenance of
tertIary structures
secondary structures

b repaIr of
tertIary structures
secondary structures

C replacement of
tertIary structures
secondary structures

The Tranche I feasIbIlIty/cost studIes Will mclude an analySIS of the current status of the
canal structures and theIr expected hfespan ORMVAT's hIstoncal costs for repau and
replacement work, and PAGI II bIds for canal work are to be used m guIdmg the
feaSIbIlIty studIes The mformatIOn developed by the studIes WIll be used to determme
the percentage retaIned by the ASSOCiatIOn of the water user duty, "redevance" or of any
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alternate financmg mecharusms agreed upon by the VarIOUS Mmistnes concerned (recall
suggested Conference, SectIOn A(3)) Retamed funds WIll be employed for ASSOCIatIOn
needs, such as operatIOn and mamtenance costs

(2) FeasIbIlIty and cost studIes WIll be planned for each of the ASSOCiatIOns for each
of the future Tranches m the same detaIl as descnbed for the Tranche I The
needed resources m personnel and matenal, as well as the tImIng of the studIes,
are to be IdentIfied and allocated

(3) RepaIr and replacement of canal structures WIll be completed by ORMVAT
before turnmg over to the ASSOCIatIOns the responsIbIlIty for mamtenance and
repaIr ThIS work by ORMVAT WIll be performed on a Tranche by Tranche
baSIS No contracts should be SIgned by an ASSOCIatIOn oblIgatmg the
mamtenance, repaIr or replacement of canal structures untIl the ASSOCIatIOn
canals are m the best pOSSIble condItIon

(4) Plannmg Will be performed for the progreSSIve trammg of ORMYAT staff to be
aSSIgned to the ASSOCiatIOns Such trammg must antICIpate the needed skIll on
the ASSOCiatIOn level for assummg the responsIbIlItIes for all aspects of
operatIOns, mamtenance, reparr and replacement of canal structures (replacement
IS lumted to the tertIary level, at thIs pomt)

Parallel traImng for the ASSOCIatIOn CouncIls IS also necessary and should be planned to
encompass the above subjects WIth an emphasIS on defimtIOn oftasks requmng member
labor partICIpatIon, penaltIes or fees assessed for non-partIcIpatIOn, and the tasks for
whIch cash payments Will be reqUITed The mtemal rules of each ASSOCiatIOn should be
reVIewed to msure that they cover such tasks SuffiCIent resources need to be IdentIfied
and allocated to accomplIsh the above mentIOned trammg for staff and ASSOCiatIOn
leadershIp

(5) Plannmg WIll be mitIated for IdentIfymg vacant or under-used ORMYAT
bUIldmgs for transfer to the ASSOCIatIOns for use as offices, garage and store
rooms (SIege SOCIal) RehabIlItation and reparr ofeXIstmg bmldmgs WIll be gIven
pnonty over new constructIon whenever appropnate bUlldmgs are located WithIn
or nearby to an AssocIatIOn's zone RehabIlItatIOn and repaIr costs should be
borne by PAGI II whenever pOSSIble Where no appropnate bmldmg IS
avaIlable, land should be IdentIfied, the transfer process ImtIated, and
construction undertaken With fundmg obtamed from allocated PAGI II funds
The office needs of the Tranches whIch are to follow WIll be IdentIfied and
finanCIal resources, partIcularly PAGI II, If pOSSIble, are to be allocated or
reserved m advance

47



F ANALYZE ORMVAT'S ORGANIZATIONAL STRUCTURE AND
FUNCTION

GIven the magmtude of changes bemg proposed for many of the tasks whIch ORMVAT
currently performs, It IS ImperatIve that ORMVAT perform a complete analysIs of the
ImphcatIOns to ItS structure and functIOn The goal of such analySIS WIll be to promote an
evolutIOnary transItIOn from a more centralIzed structure to one whIch IS decentrahzed and
partIcIpatory In other words, ORMVAT moves from an organizatlOn m whIch all needs of the
lITIgated penmeter are assumed to be ItS responslbl1ItIes, to a one where ORMYAT pnontIzes
whIch responsIbIlItIes are essentIal to mamtam the proper functlOmng of the penmeter, and
whIch are those responsIbIlIties best left to farmer partIcIpatory declSlon-makmg These latter
responSIbIlIties are those to be progressIvely let go ThIs self-analysIs should be Imtiated wlthm
next 3 months and mclude the followmg

I A reVlew ofORMYAT's mISSIon statement Will be the lll1hal step Such a reVIew
Will mclude an analysIs of the pnmary goals of an lITIgated penmeter, m lIght of
the changes m natIOnal polItIcal and economIC directlOns towards IIberahzatIOn
of most aspects of Moroccan SOCIety The Tadla PerImeter IS taken as the
concrete case The new mISSIOn statement IS dIscussed WItlun the orgamzatIOn
and mput sought from each level, as appropnate ThIS provIdes essentIal
mformatIOn to ORMVAT's employees that an Important change IS bemg
conSIdered, and mvolves the employees as part of that change Once mput has
been receIved and revIewed a new mISSIOn statement WIth clear goals IS agreed
upon, wntten down, and commumcated to all employees

It IS essentIal that the upper echelons of ORMVAT are m agreement that such a change
IS necessary, and, once agreed upon, these changes WIll be carned out to completIOn If
mdecision becomes apparent followmg the proposal of Important changes, employees
may begm to doubt what they are domg, and the performance of the organIzatIOn may
degrade

2 WIt1un 7 to 9 months, a reVIew of ORMVAT's current structure should follow
the re-statement of the mISSIon Before proceedmg forward, It IS unperative to
have an accurate pIcture of the present SItuatIOn wntten m preCIse terms Such
defimtIOn WIll prOVIde gUIdance and measure progress when reVIews are
performed Importantly, the current status ofthe orgaruzatIOn serves to quantIfy
the known startmg pomt for any proposed change

3 Followmg the reVIew of Its current status, m months 10 to 12, ORMVAT should
examme what Will be needed With respect to resources to support the shrft m ItS
IlllsSIon With the progreSSIve transfer of responSIbIlItIeS to the ASSOCIatIOns ThIs
analySIS should mclude the re-aliocation ofpersonnel, matenal and budgets which
wIll precede unplementatIOn of each Tranche Alternative models may be
proposed gIVen dIfferent degrees of transfer of responSIbIlItIes to the
ASSOCIatIOns ThIs analySIS should also mclude the payment of severance pay
and penSIOns wluch have accrued
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In conclusion, ORMVAT should plan for an uumedlate and progressIve transfer of a
ltmited number of functIOns to a certaIn number ofAssocIatIons per year for the next 4 to 5 years
Complete traInmg and close follow-up supervIsIon Will be essential from ORMVAT dunng thIS
penod ORMYAT must contInue, at some level, ItS functIOns as the coordInatIng and dIrectIng
representatIve of the State for the foreseeable future ORMYAT should also antICIpate the need
to resume complete or penodlc control In the event of senous problems wIthIn some of the
ASSOCiatIOns
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ANNEX B

PERSONS INTERVIEWED AND THOSE WHO PROVIDED ASSISTANCE
DURING THE WUA CONSULTANCY

USAID, Rabat

JIm Hradsky, Deputy Duector
M'hamed Hanafi, Project Officer

MRT ProJect, Fqulh Ben Salah

Edward M Rawson, Chlef-of-Party
Paul Marko, Farmmg Systems SpecIalIst
Ron GaddIs, ImgatlOn Engmeer
Mohammed Khatoun, Surveys and Momtonng SpecIalIst
Redouane MoudakkIr, Dnver
Ma]Id Kettam, Adnllmstrative ASSIStant
NadIa Amram, Accountant
Fouad Chatou, Econom Expeditor

ORMVAT, Fqmh Ben Salah

M Ahmed HaJJa]I, DIrector
M Mohammed LaarossI, Department de Ia GestlOn des Reseaux d'ImgatlOn et Dramage

(DGRID)
M My Abdellah BIkn, ServIce de la Mamtenance
M EI Boustam, ServIce de l'ExpiOltatlOn
M Abdeslam Boufatma, Bureau des RelatlOns Avec Les ASSOCIatlOns d'Irngants
M HamId Zaz, Bureau de la ProgrammatlOn Des ImgatlOns
M Bouchatb Afnte, techmclen, Bureau des Techmques d'ImgatlOn et de Dramage

Water Users AssOcIatIOns - LeadershIp

M Salah Mechkoun, Assesseur, Al Massrra, CDA 508
M HaJ All Mabrouk, PresIdent, Al IttIhad, CDA 536
M Rahal Eighayat, PresIdent, AmranIa, CDA 536
M Mohamed Rtad, PresIdent, Al Massua, CDA 508
M Salah Choukn, Tesoner, AI Massua, CDA 508
M Haj Bendaoud Bourbal, PresIdent, Al Wlfak, CDA 505
M HaJ Abdelkader Houcelill, Assesseur, AI Wifak, CDA 505
M CherkI Lamabab, Assesseur, Al Wifak, CDA 505

AdditlOnally,8 other farmers (two Wlthm ASSOCIatlOns, SIX outsIde) were mterviewed from
4 dIfferent CDA zones for general knowledge assessment and awareness regardmg WUAs
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