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3. For introducing participatory manag A
need to focus talent and energy on pu ié g2 @ﬁfﬁmi{ﬁ éiiii f,zmsg;*} ia“efizer ?2;;’ f?ﬁ a»m;;

3 ,;Egﬁ&f

communications and solving commaon pro
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4. Institational Organizers (catalysts) for forming farmer organizations for g}n’img‘ﬁfﬂﬂ
management of jrrigation syt 33;;53%3 be vecruifed from the proiect area, and have

ﬂ;ﬁﬁﬁf and cconomic backer ﬁgﬁgﬁ similar to the targeted farmers.




; J!ii?ﬂii s for participatory joan:
wikrological rather than conumun

8, Inorderioa ¢ ¢

£ ititation of an irrig: £E§  systemy, an
mcentive straciure must be in pl ' '

roved o




9, Trained and motivaiced iif‘hﬁﬁidﬁ‘; are a p.r‘{*z cquisite to improved tec ?nmiﬁ'ﬂ fe‘;r
- if‘ﬂgzﬁii}ti mﬂfr management., ' ' ;

~ For a flooded rice based system, motivated technicians and farmer groups ¢
~irnigation ¢fficiency and equity with minimal scientific water management. The ¢ CHVEr
Arue, rrigating rice is ke ﬁ?%m@ atea cup. Pour tili s;s itsf but don’t spill. In order 10 reap
TE ;Eﬁ?i’(‘i?"ﬁ‘éﬁﬁig from scieniific measurement -*si @;:?sg:? ng, the irrigators and technicians must
- have strong incentive and motivation to make improvements, because the scientific techniques

yequire greatly increased buman and }s?‘ Technological improvements should
al u ciaries, with a clear understanding of

“be demand-driven from the polentis
required resources and potential benefit
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AKHNEX 1 Pago 4

Short Term Administration (Local)

g}i),v ot ik e e S R R T ST
i Name Position Date OF Date Of Parson
Arrival Departure | Months
A. Akbar | Becretary 3.07
It Ahamed briver | 9-8-87 1.74
Imran Uvails office . 1~1~8%8 5.00
i K. De 8. Secretary 78 1.51
Wijeyaratne Secretary 16-3~G2 0.85
i TOTAL 7 o 15.17

11-4-89 18.060

J. Mc Callum Training 1-10-90 G~4-91 6.30
TOTAL 24.30
Sub-~Conctract Professional {(Local)
Raja Perera R D C Managser INTERMITTENT 2.00
*Jh. A. Perera Financial Ceonsultant 9-10-~-87% 9-7-89 1 21.00
D. S. A. Irrigation Engineer 1-316-87 | 1-16-89 | 24.00
Kulasekera

H. Premaratne Training Specialist 1-10-90 | 9-4-91 6.30

TOTAL 53.30

Home Office Management
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- continuation and replication.  The TA ma;sg% :ant was directed to i%gs § f’ ’zE E&f’}{}"E on
_ lessons and recommendations from their u ii;a:e vantage point and fﬁpﬂf““"

’EE_‘E ﬁfes}:zmﬁ u.:
f 3 &, were H}

e Lﬁf,sﬁ!‘*g ;yw’g%:! , ,
;ﬂﬁ%t‘ onle i*‘iﬁé HIC L ’i’aS,' ,§‘§1§§ 1311

{4

?’mix ng sﬂ%h

;L‘d, ;amﬁrsg i :
Far ?)ﬁﬁﬁi !ﬂSpC‘C?Q? {;L neral for Audit
= ISMP files, the Office of ?:Gix, 15 {}‘é{l“ﬁ
- information from aiaa (;SL; The ]
intinated 1o Eén,i} L the HOC repx
 USAID at the end ﬂf the yoar

i ,:aauﬂmé m ﬁﬁ WE’) ém s,.nr

: r 3, Ehe. QU;;&;EE},,

,C?r{ ject Pfﬁﬁc < %2 { 3 The HCO was renor he PEE\; h»éfmma \si 1991,

o | he HCC mﬁ}«, by the GSL has ()E&ge of Cm;ﬁmiier;f
if”i’%%} ' ' ' TR : . e

s per the ProAg was § 9.7 mitlion. ’Ems n,pmvrzs ﬂ% of EExe e
fon i‘,iﬁ{, 'mif %: AID grant tefﬁm S$1E.7 milkion
ICC) 1 ised project financial plan, as appearing
3 E 93, pmvréf 5 86, }i},l;fii} in AID grant
600,000 in HCC amounting to a total of
; eg..siref? GE 3%6 sfmhem al ée}'répréé; i’xfsff o

-~ The ﬁaﬁ‘é inal HCC requirement 4
,':Gﬁ‘fﬁﬁ;@g{{?i&g ?3’("5 ;11 L’t iﬁ 2

_..3

Cin i’r@jﬁci ;’uaaua nnﬁﬂwr i‘ o i
saé’%ﬁ’:;, ,.,35 ‘%7 {aw in ,‘%.5513 loan fund

,"{?‘Gﬁir@ﬁ;r (CTR} Was see Annexe Iﬁi as ht E’A(ﬁf} Hw ever, tha f; :tE, e
- revised status of the project ring in PIL No.98 of June 10, 1994, provides
- $6,679,332'in AID ﬁi’zﬂi , ﬂ in AID toan funds. The CTR verified HCC -
of 9,516,732 brings the ?{ai‘ai g@ § ot cost to 527 447,374 and represents 34.7% e}? the final total

f'?mjeﬁ cost of $27,447,374.

3. I*m*ai Evaluation: ’is,vﬂ yis > S
- final evs uation of the ISMP, This ﬁx’fé_‘aﬁi} was made based on several f :ar;? IE‘; mfé ‘erm'
‘evaluation provided a very good report of ih&'sissus of the :;?;»'O;;E',‘Ci, with major rec }f}}ﬂenda&ms‘a
~which were accepted and implemented.  Since the nature of the project was C‘iix.ﬁfﬁ‘,ﬁ&ﬁ ‘the
' research component completed eight studies vmc%: Were esse atially evaluations a., Various.
- “elements of the project. The final research study drew upon all i‘refom’f‘*r sé'fé es and pf()jc.{,i'
' €¥?€ﬁfﬁf£z and in itself served as a final evaluation with recommen and E ssons Eﬁf'

, 'I s resulted in
* a very candid and detailed report for fi '% re implementation. Finally, this close out report has

- been written to focus on project u::.z%u:a ion from the USAID perspective. if:»%h) ‘;rf,a:s kais
,;L@? é{iﬁi li‘ﬁi iiaa é&cwm 30 v.asx a formal final evaluation was sou ad. - -




aaad i‘ﬂﬂﬁ: appmpnaie cquapmem was. suL‘;hmu.d Iur Im:c mmzm{ um g mpfm 12, amf L
rere ordered 1o repair some heavy equipment purd;as;d undﬂ’ a former USAID psc;;;e,i

These actions resulted in matching the type and qwaﬂd() of equipment to the required task, with |

irﬁgaié ;reinbﬂaianm and maintenance restricts most work to the two months between
T;;‘ﬁgﬁasa seasons, 5@ much of the construction equipment is not heavily utilized outside that

sery good utilization throughout the project. It must be understood however, that the nature 0; Sl

period. One exception to good utilization was the 40 hand-levels mzrﬂhased for eﬁgmanna il

S 1ccéaaac=aﬂs 10 set Qui and LhE‘C!\ ﬁdd construction.

,,fI’ hgy pr{%ér&d 10 Cuﬂiiﬁuﬁ usmu ;m.ct sion levels, when in fact, mey are slower, more costty, o

~*and have far gréater precision than needed for most of the check work (once a local temporary -

fﬁ'b;ﬂdamari\ is established). - 1t is possible the failure was Jack of training is the use amf benefits
inthe cost effective hand levels. Details of procurement and equipmient are gucn in the PFG}CCE S
'}iieﬁacai section and Auﬁrhmeni 5 of this report.

s Pmt Project \Iﬂnum‘mg ‘Three post Pi’()j ct mnmtannv or Implmmntatmn actzvmcsj,f; S
.are g‘?’iﬁﬂuﬂ or ongoing. First and foremost is the msﬂtuﬁxonahzcd Monitoring Evaluation and

- Peadback cmza;}ma;.m of the project. This element collects and analyses monthly and sea isomal -
information at the irrigation system level to monitor and improve pef&)rm:mca and management.

" This system has been expanded 1o major irrigation schemes outside the ISMP areas. During the -

- last year of the project, the consultant who developed the system was asked to return and work
s with !mgaaam; Management Division to assist in lmprovma ‘the system for post projee,th'

o ';m@mzs:)rmg and focusing on sustainability. This system has two su\.cessftsk )Lars of (}pcfation '
~and fcpnﬂs wa!i conlinue o be sent o US AID.

An 'e;ﬁ*séde m{mimﬁaﬂ and é‘fﬁiﬁaiion'ﬁamw is p}anped to b‘, 1mplﬂmented through the Shhred
" Control of Resources (SCOR) component of the Natural Resources and Environmental Policy
(NAR%Z?) ?5’@31,1.{ The l'ﬁt’"ﬂuﬂ{)ﬁaj Imgasgfm \ﬁamﬂemem Inslzta?e wui ;krmd;catiy eval ate: o

im:ma;)mxed wa;u management activities mrezt ,meness sustainabi ht} and reph“ﬁbxhg; IIMI" '
~- s the ideal organization for these activities due to their close involvement implementing the

 research component of ISMP, as well as their national and international mtm,st ,md m'tndate i
- the field of ir rrigation management,




ng of rice, ps

AID:ANR:MEM
EAISMPCR.MEM

i

”
ey

t




Aararind 7

s g
SR S

AR

TRAN&HL TARGET REQUIREMENTS DOCUMENTATION ‘Cﬁﬂ IFICATION | APPROVAL
DATE

SECTQR‘@$5I‘TANCE IMPLEM&NT&TIQW PLXN

3 T
A ‘"“'ifm O S A AR

Ho.l 0l »umh. (&) FO Standarxd Drafs Agrewmant | TA Qunuracior  USAID
{5aMy 1691 agreement {Dlrector)
(b} Evaluation ¢riteria “.afm TA Conrractor
ftor PO turnovoer n,uuh‘m | A”'
{e) GSL agroevs Lot ] wvx i { irecoos)

L. turnever rehabilited
Bystom to Eh‘v

\‘\‘%1’

lundxvq £y

Lid. oy ‘ : ‘ :
aliveariong :m ‘ <

future GLM.
Neiwa & 01 Dec. a) 30 signed i rd TA Contracner UBAID
{SaM) 1991 agroements Lor FO (Dhreonor)
‘ Lturnovey
by Batablishment of

water managoment
celle for seven
q“h” LRoRSHA LG I

N@.B 01 June a) 40 Signed agreements < Th Contractor
{524 1982 for FO turnover

{total)

b} Two wator managemoent Stavgment from TA Qonuractor
cells functioning ! Irrigation USATD i
! with computer models i Department !
i and dlxbratvi wateyr ] |
measurenant. ‘
¢} Three syvstem level ‘ :

FO'a and circular
eptablishing roles ‘ i
and responsibilitvies, ‘ ‘

g

e o . v . . "
R PGSR PR fstiotniv b CHERE R i s

53




AL

Project Inputs

Technical Assistance
Training

*

modities

Upgrading/Rehabilitation
Research

Recurrent {nsts
Fvaluation

Totals

S SAN L3S 06 Pp)

§$35&£ﬁﬁlwwgi)
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Attachment No. & & @myn 5 g g

REVISED PROJECT FINANCIAL PLAN
A5 prpg P 69

15 summarized below:

YN g o oy oy g e e R Py iy 4 ge
Prior to this amendment  Changes Revisad
{ - Y pn g 4 g e A oy =3
Total AID *:awmmh‘ tal A0
e . . e
Grant: — Loan: brant: 10 ETACH ant: Loan:
B ™ - & ™ .
- iy = - -
»
My 4 P3O
iraining - - - -
Ch © e ‘ o
104 RAISLS: 4,005,000 - W - 520 o
R :
LSS Eruction - - .
. . e o o
R " =iy U, LU - - s SO0
Resaareh 0,000 - - - -
T S A N L aTa Y g
urrent {osts /0,000 - - - - 73,000 -
HETE T FTRAE T A % g
Ewa Tua 21 an .1 ey s 0 L\ = - b . i ju:l‘é § ol u,"j‘ -~ -

0

G5L and AID contributions to the project rema
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SN G mCode \ Attachment No.g2 & J‘f?”‘“ (f &
Revised Project Financial Plan as per PIL 79 v

The Revised project budget is sunmarized below:

g‘\

‘aﬁ W‘fﬁfm Wﬂtai
Wiu 749 Total AID

in  B/g Grant s Loan:

Prior to this ﬁhaﬁgmm P Tﬂh Rmvi
anendment., al AID i
Loans

’

TENCe = 7 , 600 = - | - - ' ,,dmﬁ OO0 1 -

nts (noew
line itenr)

w"
achnical - =G0, 000 | - - 14, - -
Ammx: A ‘ i
Training Y, 000 | - = - 145,000

3

Commodition

i ‘ r oy g L o 5 ] o P i
b= b =« b 1p4,000 11,231,166 | 520,000 |

Facilitios - 148,509 - - - | - | 148,504 145,000
Construc- | | ‘ i
LAaon ‘ ‘ i

-

™y

Wwﬁwﬂ&imwf - 3,320,240 - b= = - 3,320,240 | 4,400,000
" m} ‘r‘ L e '1 3‘ \'& -] ‘ ]
tion

1

Researah 580,000 - ' - - - 580, 000 -

Reourront ‘ 70,000 - - - § - 70,000 | - 4,4
Coanta i ‘ ; ]

BEvaluation | 135,000 - - - - | 135,000 -

TOTAL 6,900,000 | 11,700,000 0 b ol o 6,900,000 1,700,000 | 8,700,000
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) Attachment No. ﬁﬁf%f‘m ;:*éy &
Project Financia® Plan as per PIL No. 93 ‘ ?
§)

Reviged

s Ay B A L A S 5O AN RS R RN . it o T
nudget Line Prior to this Changes peor Rmvidnﬁ Budget B/G Total |
Item amendment this PIL91 otal AID
Total AID ‘ Grant Loan
Grant Loan Grant L B/G
Performance 7,000,000 - - - : 7,000,000 | -
Disburse- - | +
nments }
Technical 4,956,000 - - -1 - 4,956,000 | - | -
Assistance ‘ :
Training 1,085,000 - -14,000 - 11,041,000 - | 145,000
Commoditics 104,000 | 1,231,166 ~ -4 - 104,000 { 1,231,166 | 520,000 |
Facilities 148,594 - - - - 148,594 | 145,000
Construc- -
tion :
Upgrading/ 3,320,240 - -1 - - 3,320,240 4,400,000
Rehabilita- - ‘ i
tion <
Regearch 580,000 - |- - 580,000 - ! -
Recurrent 70,000 - +14,000 | = | - 84,000 - 4,490,000 |
Costs ‘
| BEvaluation 135,000 - - -1 - 135,000 - -
! TOTAL 6,900,000 | 11,700,000 0 ol o |e6,900,000 |11,700,000 |9,700,000 |
R T T S R }
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Aftachment & & ﬁmfm &

Financial Plan for the Irrigation Systems Management Project

LAAENTIAEN T  NOANBEL TWO

s
PREOJECT INPUTS CUMULATIVE ORLIGATIGONS i REVISED TOTAL TOTAL
THIY AMENDIMENT
AD 51 AL [ A | G8 i A MDY § RS \
Grant Laan Crrant Lasn ) Lovan ; Cirpat Livayy ‘
4 f
- Perfopmance ! 7000, 000 . . ‘ j . g
[xsbeen it s 3 i
‘ ; ‘ ] |
Prehidual Assistance 856,000 . 511, 50060 . . SRR *\ : , . N AT T i
G LT §ognea p 4 AL Y 5y, g \i £ B0 ey
Teaining TR > HERRES] FR LI ] { o PR
L Cammaditics T4, 000 1,231,106 £20,000 TR RN . TR 1wt 4ae . T TR !
! &
Facilitims Construntion PR A9 148 D00 AR i ! RIS LA
Wpgrsding Rehabititation 4 . 30,240 o, 400,000 2 . i
Reagarch S8,000 . : It . . ST Sk . ! . 570,050 |
Recurrpnt Oosis B4, 000 4 480,000 3,000 . .
j {
valnation « . [ROR T . . LA . ‘ . R §
o ——" o p v : T T Rt . i i 3 - 2
TOTAL 16,500,000 11,708,000 9,700,000 PO9,N00 | TEA8 1 OT00.000 | 8, Teh 1 | TLERYAYE | a0 . . 6, Y, 130 ToyLEsT LG

\

This amended Financial Plan supercedes the original Fir wncial Plan of the Project Agreement and the amended Firanctal Plan atizched w0 P

5
T
48

arty ml.&twml]y. with written notice to the other, may adjust line items in this
dded, however, that the total obligated amount as § shown 1 the b
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Irrigation s“stam Management Project (383-0080)
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Rehabilitation of
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for "Upgrad, /Rehab,”
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for "Upgrad. “Rtbﬂbﬂllkd ion"
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Re.927,200/- o 832,
Loan iun s for “Facil
Construction™.

Committed Rs.1,94%, 900/~ or
$65,600 in Maan funds for
"Upgrading/Rehabilitation®.

Earmarked Jap. Yen §,544,000
oy $57,700 in Grant funas
for “"Commoditiesm,
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ABSTAACT

13

,:Thn prcject gaal was to increase agricu1&uralipECduﬁtivity' ezﬁanﬁ
,_;;ruralAemplcymenL cppcrtunltle . and raise net farm far
o existing irrigated land. The purpose was to develop ins ﬁltutlanai’j
© capacity to operate and maintain najor lrrlthlcn systems. on a.

Lly income on

Y"sustained renewal' basis, and to test and.. demsnstrate the

_effectiveness of different conmbinations of .‘management and
‘structural improvements carried out in selected zrrlgatlen systems.

The project included six elements; farmer organization develcpﬂent,,;
operation 'and maintenance improvement, - financial®- management

. improvement, monitoring evaluation and feedback, traznxng, and

rescarch.

The pregect has been considered an overall success. Thc farm, r.
organ 1ization component fer participatory management of the

irrigation systems was the core of the project, and by far the most

successful element.  The project was also. very successful in

rtransformlng the Irrigation Department from “a cons truct;on and.
-engineering orientation to an organization to work and communicate

with the new farmer organizations for lmprovedrranagement and
maintenance. As the project matured, the o0&M st recovery -
strategy evolved into turning the frcondar lrrlgatloncixstrlbutlon

systems over to the farmer organizations for O&M Fpspen51b111ty,, o
which was highly successful. The rehabilitation construction

element of the project was not completed due to (a) civil unrest,

and (n} over ambitious design, not accountin iy for the fact that
construction can cnly take place during the two nonths between
irrigation sgsggm - Other elements achieved their objectives.
ME&F got a slow start because the initial system was too complex
for practicality and field use and was re-aesigﬁed as recommended

in the mid- ~term evaluation.
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i"“tlin‘gthcm‘d Lﬁﬁgrﬂh nsive management capacity in seven irrigatis
*;gygtems, Yes : T

'fifatme:vcrganlzaticns established in seven systems on an average of
onhe per 15-20 farmers, in each system at distributory channel -

171eles, and farmers roepresented on system level Praject Conmltteﬁf"
,Yes : '

Q & M prCCEdﬂrGa institut

. ion: th computer-based cpcra ions.
dnd reguiar mainteéenance schedu 3 '

~ Es eesntlal Structure Improvement (ES1) QFPIQth for main, branch
+and tert%ar" channels in four systems: Yes

;,“ragﬁatic Rehabilitation (PR) completed for main, branch and
“tertiary channels in one system: Yes : ' '

O & M financial management svstems preducing onthly, seasonal and

e anaual financial rep stablished in seven systnmd.ﬁYes

>

predu01nq br@jev“r
in seven systems!

itc)rn g, oya

lQ
operations and pert

The combined activities in the project were expected to result. in
the fellowing principal conditions by the end of the project. The
end of project status 1s given. '
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; , “Brie’ must havei"before" and
gdata (basellne and end~of~pr03ect) “In most cases, the
seline is not. static, but what productlon'would have been WlthOLt
projeCtulnterventlons‘ Since the project impact is a measure of:
differences:-rather than absolutes, the accuracy of the baseline and
~end: of progect data must be 51gn1f1cant1y finer than the difference
“Zone ‘is’ trying: to measure, Llnﬁlng cause and effect presents’an
even more difficult problem. ISMP used many: structural and
imanagenent “interventions to - improve system’ performance. In
addition  to these variables, there were many more, and more-
“ significant, extraneous factors (rainfall, pests and disease, prlce
. offertilizer, civil unrest, etc.) which affected performance and
. productivity. Since this was one of the purposes of ISMP, -many -
resocurces were used. (ME&F, research) with futility to find very
“elusive numbers. If this is to be a serious objective, the. prOJect
design must include a detailed and implementable monitoring plan jh_
beglnnlng with baseline data, and} including the specific data, - -
s Sources, persons respon51ble and analytlcal procedures. e

This exerc1se should al o include the objectlves and reasons for

__the monitoring and_ évaluation. Had this been done for ISHMP, rlt“",jff'
“would have been seen durlng the de81gn phase to be an eyerc1se 1n i oF
= IUulilty
v ' , : :
2.  Detailed site and system-specific.  studies to identify

CDnStralnts~mIQW%p10duCt1Vlty are | requlred.,hgfgre_ d351gn ,andirrrrie
1mplementatlon -of--interventions- fof 1mprovement e

, VThlS is llnked ciosely with the above recommendation, since the
-site-specific constraints and their reductions in production are
the key to- ronitering improvement and benefits. ‘ISMP planned and
oexec ‘uted this activity with the seven volume Diagnostic Analysis. S
‘However, the objectives were not met, because these studies ~did not . :
7 'ldCﬂtlf} and auantlfy the specific constraints, with a rational set .
- af solutions. The CGal Oya Water Management Project had dramatic
'Jmprovenents in productivity and area irrigated after 1ntrodu01ng
improved water measurement and computerlzed scheduling. It was:
assumed  that ISHMP could benefit from the same interventions.:
~However, the designers and dlagnostlc analysis did not reveal that.
‘the ISMP schemes scheduled for rehabilitation were either already
qorklng with very high erf1c1ency, or there was no additional area-
‘which could be served by saving water. Interventions need to be.
,llnkcd to verified constraints with some idea of the benefits which,
n be achieved. The rehabilitation and institutional’ development
1ﬂterventlons in ISMP helped insure sustainable future operations =
with- partici patory' ﬂanagencnf rdther than larqe 1ncreaqes ,1n_*1,
;preductlon.,”M' ht T s e
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,;aolvxng common prohlems.

_SGCiai scxexti ts have done aﬁ'satztaﬁiinﬁ job rcﬁagsi"

~document 1ng the probloms traditional Gﬁgiﬂ&é?“ and technicians
: srkiﬁg' in harmony with farmers and irrigators. Théﬂz*'
Pg;neerb “have not duﬂc nearly so well bridging the gaps
these polarized group to ccmmunicat and work oubt - ] ,
ﬁbafﬁﬂn!ﬁh ly. There 3}' a tendency for the farmer sraanzzaf;ur*

specialists and Institutional Organizers to champion the farmexa,'
highlight pagt problens, and serve as a wedge bétWé“ﬁ the already
polarized groups. Orientation and training of these ncatalysts'
need to focus on pulling the groups bogether rather than siding
“with ocne.  ISMP began with severe and wide-s spread problens, from
the ID/IMD field officers through the technical assistance team,*
After two years strong and successful mneasures were taken to
rectify this condition. ; L

4. Inst;tuuloﬁal Organizers (catalysts) for forming farmer
organizations for participatory management of irrigation systems
should be recruited from the project area, and have cultural and
“economic backgrounds similar to the targeted farmers.

Instituticonal inizers originally recruited for ISMP were new
university gr : The IO jobs were temporary, not highly paid,
and required n the remcte and rural sites. After training,
many of the u ty 10’s did ot go to the gro;;cu areas, and
the attrition of the others was unacceptably igh ?he'
alternative a y of rearu*t*nﬂ’a the local level, z wering th
:ducational requareaent to "AY level graduates (hi gﬁ sC qgol), And
medifying the training was “_aqiy successful. It should alsc be
noted that about half the I0’s recrulited lgcang were female. They
performed excepticnally well: perhaps because they found it easier
te function as catalysts rather than active leader. This also
encouraged women to participate and take offices in the farmer
crganizations. '

5. Farmer Representatives should be elected by secret ballot.

Politicizatien is recognized as a major threat to farner:
organizations in Sri Lanka. Secret ballots are an effective
safeguard to help prevent this.

ilnstltutlcnal developers need to focus talent and encrgy on ggllxﬁg;f'i
fenglneers and farmers together for two-way ca&mun;naiiénd 335,  ﬂ




~systems should be formed based on hydrological rather thqa*'”
_'ccﬁﬁanlty boundarles.r : :

- Since the bab;s fur the ‘organizations is operation and maintenance

- of their respective systems, membership should be made up of

_farmers served by discrete canals or groups of canals. A control
~ structure (sluice gate with water measurement) needs to be t

<. divide between farmer organizations, or an organization and t
~ irrigation agency. '

7+ An interdisciplinary, participatory management project for
'lrrlgatlon,system improvement needs well planned periodic workshops =

ﬁ;iiFarmer‘arganlzatxong for'part1c1patory managemﬂnt of 1rrLﬁﬁt14"1¥fi

~to assure integrated team planning, consensus, and 1mplementablon,,i"

8. Inorder to achieve cost-effective, pragmatic rehabilitation of
- an-irrigation system, an incentive structure must be in place.

~The only effective check for cost-eifective rehabilitation under
ISMP was lower than normal funding levels. The 1ncentive at all

levels (farmer corganizations, Irrigation Department, and USATID) was
to over design and over spend.

e given canatrhctloﬂ contracts, thei

e
3 g

g o e

ince farmer organizations ver r
incent I fit oriented rather than cos -ﬁffrcii.e
water na it , 31114 > rectified by requiring the FO‘s to

ontribute a substantial ﬁﬁftiﬁﬁ of the rehabzlztat;on cost for

heir area. Not only would this result in more pragmatic decision

aking on their part, but substantial reductions in cost,
motivation to improve maintenance, and a perfect indicator Gf
organizations which are ready and willing to begin participator
‘management.,
The natural tendency for Irrigation Department is to use original
designs and specii%saiicns as the bhasis for rehabilitaticn. Thi;
simplifies planpning and design work, and resu 11ts  in costlier
contracts. Pragnmatic, cost-effective rehabilitation must be based
on good field work, sound and creative hydraulic pngince“ina and-
innovative, new designs. None of these are rewarded in the present
system.
At USAID, meeting expenditure targets and rcduciﬂg’fhe'ﬂipﬁlin@ are . .
much more visible and valued than improved performance and reduced.
~costs through guality and creative exglﬁeﬁrlnq.




{;9‘;, Tralned and, mctlvated technlclana are a pr;r&q&igiﬁé fiﬁi?’
élmproved technology for irrigation water management. i)

Vﬁﬂr a flcaﬁed r!cc baged sysve”, ﬁ@tinth tﬂgnﬁ cians and farmer
S groups can attain high irrigation efficiency and éqalty with
~minimal sc;entiflc water management. The converse 1is not Lrae.
“Trrigating rice is like filling a tea cup. Pour 5111,i2 full,
‘but don’t Splll Iin order to reap improvements from Sﬂi%nﬁlfig
nea;uremeﬁt ‘and gshcdullng, the irrigators and technicians mnust
“have strong incentive and motivation tc‘ma?a 1?9;0Vﬂnen*3, berahfe,
“the scientific technigues require greatly increased human and
physical resocurces. Technological improvements ghuuld be deﬁard«*,
“driven from the potential users and beneficiarie with a clear
understanding of required resources and peuﬁntxai Lﬂﬂeﬁlt
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