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HIMI WORKING PaPER NO. 6
STRATEGIES FOR IMFROVING MINCOR IRRIGATION sSYSTEMS IN SRI LANKAX

Proceedings of a Workshop sponsored jointly by the Agrarian Research and
Training Institute, ad the Intemational Irrigation tanagement

Institute, 11-12 December 1987

BACKGROUND

The great extent of minor irrigation In Sri Lanka (roughly 40%o0f the
total jrrigated area) and_the efforts to u rademe rfo
this b&u‘rg? rou? major gggoslggnce programs, %engggn%ra
thorough lmdet%%m ing OF the dynamics of mlnor |rr|gat|on
identilfication

|es_ ich £ 10 this_sector has bee

can be most effective.® \6\‘? 3558 iestme in programs such o
Lhe Yillage lrrigation Rehabllltatlon ngr:mn (VIRP), te anuradhapura Dry
Zorne Agricultural Project (4DZAP), various district-level Integrated Rural
Development Projects (IRDP), and the Freedom from Hunger Campaign (FFHC) ,
very little information is available about the results and Impact of these

programs, and little experimentation 1is taking place to improve the process
of assisting the minor Irrigation sector.

In an effort to produce the kinds of information useful to the agencies
that are implementing Minor Irrigation systems (MIS) assistance programs
(notably the Department OF Agrarian Services and the Irrigation Department),
and to the formullation of policies for better supporting the routine needs of
the MIS sector, acTI and TIMI have embarked upon a set of collaborative
research activities over the next three years. The workshop on Strategies
for Improving Minor Irrigation Systems ws jointly sponsored by ARTI and
I1IMI, as the Tfirst step In this process. The workshop had three broad
objectives: (1) to review past lessons and experience In MIS assistance
programs (2) to identify in knowvledge and research priorities; and (3}

create an informal working group OF professionals working on MiIS

aSS|Stance including representatives of iImplementing agencies, research
institutes, and universities.

The workshop wes divided into four sessions. In the Tfirst session, a

background r resented Jayantha Perera_of ARTI, reviewing the
main approa wrvlv’%%tl?/ being taktéyn to azzist the minor irrigation sen?:tor

In the secood and third sessions, the various stages of assistance wers
considered: Selection, Planning, De3|gn, Construction, and Water Management.

¢+ The workshop was planned and organized by Joe alwis, David Groenfeldt, &<
Martin, and Jayantha Perera. Grateful acknowledgement is made to Dr. Perera
Tor preparing the background paper, "fessarch on Village lrrigation Systems
iN 5ri Lanks: A Review,”which is reproduced in these proceedings. Ths
authors also wish to thark all the participants, whose names are given in
Annex 3, and in particular K. Yoganathan, co-author of Annex I, and Jaliya
Medagama, author of Annex 2.



The approaches taken by the Agrarian Services LDepartment (DAS) and the
Irrigation Department (ID)were featured, with other approaches considered in
relation to these. In the forth session, a list of research issues was
compilled, based on the knowledze gaps Identified in the First three sessions.

INTRODUCTION AND OQVERVIEW

The workshop opened with words of greeting from Roberto Lenton,
Director-General of 1IMI, who called attention to the importance of the minor
irrigation sector, calling it a "national resource™ developed by fanners over
the centuries, with varying degrees of govermment assistance. Dr. Lenton
also remarked on the broad range of participants, including the 1D, DAS,
FrHC, Plan  Implementation, and several universities, in addition to 4r7TI and
I1IMI. In his opening remarks, Joe Alwis, Director of ARTI, observed that in

ite of a great deal of work that has into implementing assistance to
MIS sector, there has yet been very little understanding in the way of
real research that can be Incorporated into ongoing assistance efforts.

In his presentation of his tackground paper, "Village Irrigation Systems
In Sri Lanka: A Review' (reproduced below) Jayantha Perera provided a
historical pe Ive_ on govermment assistance to the MIS sector, beginning
with the Britisn colonial period. He pointed out the use of "village™
irrigation rather than "minor" irrigation. The former term reminds us that
minor irrigation is village-based, which has Important implications for the
management OF this type of irrigation. He then gave an overview of three
main approaches currently being implemented in Sri Lanka: (1) VIRP (and IRDP
which often has similar criterizs, (2) apzap, which includes both irrigated
and unirrigated lands as a package, and (3) FFHC, which emphasizes commumnity
participation and self-help. Appeals for reviving "traditional” customs such
as bethma are on dangerous ground, he noted, as they may not have existed In
the past, or they may have existed in significantly different form than we
imagine. For example, In a study of 20 tanks, Seliha Begum documented tethuna
practices in only two of them, because the tank supplies were often too
limited to support any Yala cultivation, and this itself ws related to
recent expansion of command area, thereby Increasing the demand for water.

The current approaches, to assisting village irrigation make to
importaPt, and often wrongljI assumptions: ﬂél) }illat water is treated as
comunal property in villages ad (2) it villages are homogeneous, and
more specifically, well-integrated . The growing politicization of
villages since Independence has resulted iIn iIncreasingly differentiated
access to new benefits at the comunity level. Thus, assistance programs run
the risk of being captured, in large part, by those who need help the least.
In summing up, Jayantha Perera cited three main themes of research over the
past decade: (1) the process of state intervention, (2) institutional
structures at the village level, and (3) policy. The full text of his paper
IS given In the folloving section.



RESEARCH ON VILLAGE IRRIGATION SYSTEMS IN SRI LANKA: A REVIEW

The title of this r should be "'Research on Minor Irrigation Systems
in Sri Lanka: A Review" It is the official phrase that is used to
describe village irrigation systems iIn Sri Lanka. Another phrase that iIs
frequently used is "small-scale irrigation systems'”. In this paper, | have
used the term, "village irrigation systems™ because i1t implies not only the
size of the irrigation system but also a more mmportant aspect of it, that
is, the communal or societal side. By the term "Village Irrigation™, 1 mean
both village tanks (reservoirs)and anicuts (weirs).

A village mrrigation system iz typically characterized by 1tS communal
system of irrigation management. A useful definition of "village irrigation”
wes given in the Irrigation Ordinance of 1946. sccording to the Ordinance, a
village (minor) irrigation system has two main characteristics: (1) It wes
constructed by the proprietors without govermment aid, and (2) it is
maintained by the proprietors. The Agrarian Services Act of 1979 presented a
definition which is broader and more precise than the 1946 one: A minor

village) irrigation system comnands an irrigabls land area which iIs less

an 80 hectares (20 acres); the IrrigationDepartment IS responzible for
its refurbishment, whille Its operation and maintenance are done by Department
of Agrarian Serviceswith the help of the system beneficiaries, 1.:,., the
village community, The changes in the definition of "village irrigation
systan™" clearly indicate the iIncreased State of intervention In such systems
during last several decades.

Until the late 1970s, wery little ressarch had been done iIn the sphere
of village irrigation in Sri Lanka!. The well-known Pul Eliya: A Village in
Ceylon (1961) by E.R. Leach IS perhaps the only study carried out in the
1950s which demonstrated the importance Of the village tank and its water in
the Dry Zone village econony and sccisty?, Leach carsfully explained
various kinds of social organizational responses that had arisen to ensure
both continuous production and an equitable distribution of water.

Fron the 1870s, both Govermment and NGO investments in village
irrigation systems have increased repidly. For example, annual Investment
in village 1irrigation systems increased fronRs. 16.4 million In 1950-54 to
Rs. 197 million iIn 1975-79 and to Rs. 285 million iIn 1980-82. Even when the
relative buying poner of the rupee is taken INto account, these figures
indicate a more than four-fold Increase in real investment on minor
irrigation between 1950-54 and 1980-82. This intersst in the Improvement of
village irrigation systems sprang from several factors:

>> Village Irrigation systems account for about 5% of the 450,000 hectares

under irrigation, cover 35%0F the paddy extent and contribute 22% of
total paddy production (Gunadasa et. al. 1980).

r Text of the background paper written by Jayantha Perera, Research
Associate, Agrarian Research and Training Institute, Colombo.
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>> It iIs estimated that about 50,000 ha. of new lands «an be irrigated by

refurbishing existing village irrigation . This means that
50,000 to 75,000 farmer households can provided with adequate
irrigation facilities without resettling them. Such a programs IS

cost-effective, as the average cost of village tank rehabilitation is
estimated at ks, 10,000/- per hectare which is only about 20% of the
cost of developing a hectare under a major irrigation settlement scheme,
2,2., the Mahaweli Development Project {Economic Review, 1986).

>> Low yields and minute holdings characterize irrigated lands under
village irrigation systems. Therefore from a welfare perspective there
is an urgent need to rehabilitate these irrigated systems and intreduce
land reforms, so that the majority of rural house-holds can be provided
with opportunities to earn more from their paddy holdings.

>>  Room for the expansion of new paddy lands is now Taced with natural
limits and as a result, the Govermment has to evolve a strategy which i1s
based on the intensification of agricultural production on existing
cultivated land. Improved village irrigation works would facilitate
this strategy,

>>  The symbiotic relationship btetwsen chena and paddy cultivation has
recently been disturbed as the land available for chena cultivation has
become limited as a result of increased demand and the Govermment®s
prohibition on chena cultivation. This imbalance could be corrected by
assuring irrigation water for two cultivation seasons a Yyear through
improved irrigation facilities at the village level.

M jor Approaches 10 Village Irrigation Development

The iIncreased interest and investment in village irrigation systems are
evident iIn various Government and ¥30 programs for village irrigation system
rehabilitation. The main Govermment programs are the Village Irrigation
Rehabilitation Project (VIRP), the Integrated Rural Development Projects
(IRDP), the Anuradhapura Dry Zone Agricultural Projsct (aDZAP), and the
Village Community Rehabilitation Program of the National Freedom From Hunger
Campaign Board (FFHC). There are also a few NGO prograns for the
rehabilitation of village irrigation systems in the Dry Zone, ¢«.2., Village
Tank Restoration by the National Heritage Movement and the Kaleszama Project
of the Marga Institute. of these, the VIRP, aDzaP and FFHC comprise the
dominant strategies of village irrigation rehabilitation and other programs
more or less emulate the approaches of these three strategies in planning and
implementing thelr activities. A brief owverview of the main strategies at
this stage 1s appropriate as that would help us iIn 1dentifying the main
research issues.

village lrrigation Rehabilitation Froject (VIRP). The Govermment of Sri
Lanka With assistance from the World Bank seeks to_ refurbish some 1,200
village reservoirs and anicuts In 14 districts of the island. Rehabilitation
of these village irrigation systems, 1t 1is believed, would offer several
advantages: (1) short-gestation periods compared to rehabilitation of rmajor
irrigation systems, (2) more equitable distribution of Government funds among
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the rural poor, and (3) the possibility of creating conditions for efficient
use and control of water and by increasing 1rrigated land acreage and their
cropping intensity (Ateyratns 1986, 127).

The VIRP has several objectives, includin? (1) rehabilitating village
1rrigation works which had deteriorated due to lack of maintenance; (2) to
increasing agricultural production and farm household incomes; and (3)
introducing a systematic irrigation management progran once rehabilitation is
completed, [t 1S expectad that the rehabilitation work will minimize
uncertainty related to irrigation water in about 75,000 acres of land,
benefiting 20,000-25,000 farm households. The TWrrigation Decartment IS
responsible for the physical rehabilitation of the project which includes
improvement of tank bunds and spillways, replacament OF Sluices, improvement
of main channels; aliznnent ofF both main channels and field chanrels, and the
provision of suitable drainage systems, control structures, tumouts and
measuring devices. Village irrigation systems once rehabilitated are handed
over to the Lepartment OF Agrarian Services (Das). The latter iIs expected to
plan and carry out a suitable water management progran for each
rehabilitated irrigation system iIn order to ensure optimun use of the
available water. The project envisages that the DAS would develop each water
management program In consultation with farmer beneficiaries. Finaltlh/me
&M functions of the system become the responsibility of the farmers with the
support of the DAS.

The Anuradhapura  Dry Zons riculture Project (ADZAP),  The ADZAP IS
financed by the Asian Develogment Bank, Intemational Fund for Agricultural
Developmant and the Govermment of Sri Lanka, The Project started in 1981 and
aims at providing an efficient farming system to increase agricultural
production and enhance the living conditions of farm households. Another
major objective is to establish a tass: for the stabilization of chena
cultivation In the Dry Zore. The project includes several components,
including rehabilitation of minor Irrigation  tanks, agricultural
infrastructure, livestock developmant, rural roads, agricultural support
facilities and project management,

The nucleus of the project is the rehabilitation of minor Irrigation
tank, including both upstrean and downstream developnent. The upstream
developmant 1S comprised restoration of bund, sluices and spill. The
domnstream develorment  includes the deveslopment OF the command areas of the
tanks restored under the projsct, It IS envisaged that the restoration of
minor irrigation systems will provide a tasze for stabilizing the chena
cultivation and Increasing raddy production. This Is 1o be ensured through
the optimum utilization of tank water together with rain water.

1 An Improved irrigation management programn of proper scheduling and
efficient water distribution is to be Introduced, as well as a new cropping
system suitable for existing social conditions, and climate. The improvad
water managemenit could be ensured by adopting cropping system which suits
existing social conditions, climate, crop calendar, proper scheduling of
1rrigation and efficient water distribution. The dsvslogment oOF the command
area Includi Jungle clearing, uprooting of trees, land levelling,
construction of main supply channels and field channels is carried out by the
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roject. = The c&f  functions are the responsivility of the project

ficilaries. One Important characteristic of this project is the clear
policy of iInwolving fanners at the time of selecting a tank for
rehabilitation. A Tank Committee, In which all beneficiaries are members,
together with project officials, take all decisions relating to the
development oOF the command area.

a0 QMmN Renap ation P ect. This
project aims at restoring Vvillage reservoirs with the help of villagers to
assure supply of irrigation water for paddy cultivation and other crops,
The HHC prod';ct expects to enhance the socio-etononié status and the quality
of life of beneficiaries by providing thém with émployment IN restoration
works and by assisting them to get better ingsrssl from agriculture and animal
husbandry, The project also expects to bring about a balance between the
ecology and human habitat in the Dry Zone by motivating villagers 1 abandon
chena cultivation and by training farmers te¢ use nstural resources sudh gg
land, water and forests In a systematic mannsr:  The project began in the
latter part of the 1970s with the help of several intemational nNcos  such as
Comiunity Ald Abroad Australia, #reedom From Hungsr Campaign Australia, Swiss
Inter-Cooperation and Deutche Welthungerhiefa; ..

The FFHC's sStrategy IS not to introduce pre-planned rehabilitation
projects © villages, but to let the people of resenvoir village communitiss
Lake the Initiative in both planni and mmplementing the rehabilitation
program,  The FFHC seeks to play role of firiznd and partner, providing
tunds lor what is beyond the means of the village communiti=zs,  This clearly
stresses the importance of Tarmers®™ (beneficiaries™) participation in the
whole exercise. The FFHC emphasizes that fammer participation 1N
rehabilitation works, starting from the design stags, will contribute to the
rehabi litation exercise whilst also persuading the local comunity that they
are responsible for the future operationsfor, and upkee? of the 1rrigation
systens. By the end of 1986, re were sver 200 village rehabilitation
projects scatterad over the Dry Zone.

An bmportant aspect OF the Project iz the decision to retain, or where
necessary, to resuscitate traditional agricultural and water management
practices, One such practice is the threé-field-system Of a paddy yaya
(tract} which allows villagers to share irrigation water equitably when water
in the tank wss 1Inadequate to 1rrigate the entire yaya, Planning of
agricultural activities In each rshabilitdted vidimge 1S the responsibility
of the Wew Sabhawa (Tank Council) elected:v@yi the villagers. The FRHC
initially provided each Wew Sabhawa with 'interest-free loans to obtain
agricultural Inputs. In several villageéd,; the project has attempted to
consolidate and redistribute raddy holdiigs under ithe restorsd tankswith a
view t© resolving the major problems of land tenure: acute paddy land
fragrentation and the proliferation of uneconomic-sized holdings which
obstruct the efficient o ization and nt of paddy cultivation.
However this attempt has failed except in a few places, as the big landlords
declined t hand Over their land for redistribution.

The above three programs of village irrigation rehabilitation show
several conmon charactsristics, Among them are (1) the recognition of the
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need for extermal support in the development of village irrigationand (2)
the emphasis on project beneficiaries™ responsibilities for <& activities
and the role that they should pl n the entire procegs OF rehabilitation.
Although all three programs g%amze the 1mportance of beneficiaries”
participation, the degree of such participation anticipated and allowsd by
2ach program varies significantly. It is possible to place the three
rehabilitation prograns In a continum, OF FFHC-ADZAP-VIRP In Which FFHC
ranks highest and the vIP lonest. The VIRP and FHC programs differ from
the ADZAP  as the former discourages chena cultivation while the latter seeks
to stabilize 1t. Both the FFHC and ADZAP programs expect to introduce some
kind of land reform which applies to both irrigated and non-irrigated land.
The VIRP, on the other hand, is primarily an exercise which attempts to
improve irrigation water supply for peddy cultivation without affecting the
s]:ams quo of land tenure, except for iIntroducing a pethma System in the d
Another difference is that both FFHC and ADzZAP conoerrtra%
excluswely on the Dry Zone village irrigation system while the vIRP takes

both the Dry Zone and Wet Zone as its areas of operations and attends to both
tanks and anicuts,

Research Themes for Village Irrigation Systems

Village irrigation rehabilitation programs have already produced
several Interesting monographs, papers and discussions. In the following
pages, I will try to present some dominant themes that have emerged from
these studies and to suggest some possible research issues or themes for the
IIMI/ARTI future research agenda on village irrigation system.

Village irrigation development as a process of State activity.

Village irrigation systems are commonly known as “farmer-managed systems'.
Although these systerrs originated from villagers®™ collective effort and

by them, iIs possible to trace State intervention in village
irrigation systerrs from at least, the 1850s. British adninistrators believed
that through the restoration of villag= #rrigation works, the peasants could
be organized to produce their owmn food and to look after their social
welfare with little outside interference. This belief is embodied iIn the
Paddy Lands Irrigation Ordinance of 1856. The key principle of the Ordinance
wss that the State activity in irrigation and related arenas should be
carried out 1In consultation with the peasants who were the beneficiaries of
such systems. This policy has been amended from time to time, but these
arendments in their totality have not changsd 1ts fundamental features.

During the latter part of the 19th century, govermment policy reflected
a belief %t villagers were entitled to receive State assistance, which was
provided mainly through irrigation rehabilitation. This is also the basic
policy oOfF the VIRP and other current village irrigation desvelopment
p _iects Whenever djority of villagers made a request through the
Village Headman, meState did i1ts best to repair the Irrigationworks.
Sometimes even i1f villagers did not request, the State intervened to
refurbish village iIrrigation systems. The present policies of village
ir{_igation rehabilitation programs do not differ substantially from this
policy.



Village irrigation system were selected mainly on the criteria of the
number of cultivators and the size of command area of a given tank. These
criteria are still used zs the main criteria of selecting Irrigation system
for rehabilitation. The State expected that the beneficiaries would look
after the rshabilitated WErrigation system. At present, responsibility for
ot of village irrigation system continues to rest with the beneficiaries.
However, there are several differences betwesn village irrigation policies of
the 19th century and the present-day Irrigation policies, In the 19th
century, the adninistrators thought that they could improve villagers® health
by providing good food, and water if village irrigation systems were
refurbished. This they thought would = the Tirst step towards civilizing
the "natives’. At present, the main policy for village irrigation
rehabilitation i1s, as discussed earlier, t0 incrsase food production and to
improve incomes of the rural people.

The British irrigation policy had been that the beneficiaries should pay
for irrigation works constructed for their welfare. At present, physical
constructions are essentially done on the moral right of the peasants to
subsist. 2ritish adninistrators carried out single-shot. investments and
withdrew fron the 1irrigation system thereafter. This save rise to the
isolated imard-oriented village communities = ‘“self-sustained wvill
republics’'. In recent,years, the increased nunber of public programs and
politicization of rural areas have linked remote village irrigation systems
into the national arena. systems,

Recent research (Abeyratne 1986 1985a: Abeyratne and Perera 1984, 1986;
Begum 1987; Perera 1985, 1986) has showm that the irrigation agencies have
not Tfully understocd the nature of State iIntervention into rural
comuunities. This failure hasS caused many unanticipated problem for the
implementors OF various village irrigation developnent prograns. In
recently refurbished village irrigation systems, the majority of the
villagers bu=licve that, the Govermment owns the irrigation system and is
responsible for snsuring System-operation and maintenance. In such an
envivonmant, i.t s difficult to expect farmers to act as if they were the
owners of Irrigation system and to look after these systems as a community,
This difficulty is further aggravated by the gradual erosion of many of the
characteristics of traditional village communities.  Although policy makers
believe that the village comunity is still a traditional ad closed one,
except for Its manageable Size and. typically homogeneous character, it has
changed radically.

A water management programs premised on the expectations that farmers
would act according to the traditionasl norms of community organization which
smphasgize communal. property, and exclusiveness of the village, is destined
to be unsuccessful as several rehabilitation programs have already shown iIn
the recent, past. Further research 1is necessary on the nature and type of
Jtate-community interaction In both diachronic and synchronic perspectives.
Another imgortant area for further probing is the changing property structure
in village irrigation systems ad its iImpact on institutional arrangements
for water management.

Institutional Mechanisms €or Irrigation Management. The role ad
functions of the Gamsabhawa (Village Council) and Vel Vidane (irrigation
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Headman) in managing village irrigation systems have been well researched and
documented by modem historians and anthropologists.

In the latter part of the 19th century, a new policy was initiated by
which the Govermment Agenit along with several villagers In a district decided
whether ancient customs relating to irrigation and cultivation of paddy lands
should ke revived. Custons would then be defined by a Comittee of
Cultivators with the help of Govermment officials. The customs became rules
only after they were accepted by at least, two-thirds of the general body of
cultivators. Such rules were binding on all cultivators. A Vel Vidane w=s
elected by the village comunity O supervise water distribution,
maintenance OF head works and channels according to the rules and to report
wrong-doers to the CGamsabhawa, These institutional mechanisms brought many
changes iIn water management practices: more regulation of flow of water;
abandoning of wasteful practices of cutting burds; more water in the tanks as
a result of strengthened bunds; and the cultivation of entire yaya at least
once a year.

Traditional irrigation leadership becams less prominent when the Vel
Vidane system was abolished and a Cultivation Committee (CC) sSystemwes
intreduced under the Paddy Lands Act of 1958. The importance of the village
as an administrative unit had diminished gradually and the village now lost
1ts identity as an organic whole. The election of the ¢C members contributed
to a radical change in traditional village leadership. Numerical dominance
and political power sometimes allowed traditionally low-status villagers to
elect their representatives to the Cultivation Comittees,  This shift In
leadership sometimes led to the total non-participation of some high-status
and land-owing groups In the cc’s affairs; sonetimes they refused to pay the
"acreage lewy" or to take part in irrigation maintenance work.

The post-1970 era In rural Sri Lanka withessed iIncreased party
political intervention in local (village) organizations. A clear indicator
of this process was the move from election of office-bearers of the CC to
their appointment by golitical leaders. This move led to the further
deterioration of village-level 1rrigation leadership as the members were
appointed by the politicians on the criteria of political popularity ad the
ability to deliver votes in an election. PFrogerty ownership, family status
and social standing which constituted the traditional criteria of village
leadership thus ‘tecame less important, while the ability to be a gced "vote
bank” ‘tecame more important In the appointment of <C  members. The
culmination of this process of politicization of rural leadership can be seen
in the 1979 Agrarian Services Act: The Govermment expected that the
villagers would select their vaya-level Farmer Representatives on political
links and i1dentities rather than on their primordial relations. Research
shows that this iIn fact has happened.

In this context, one of the Important issues that needs further
research iIs the villagers® capacity t handle village irrigation affairs. At
present, although both State and community capacities are emphasized, the
emphasis is on the former as seen iIn the vIRP, A historical suney starting
from the mid-19th century would clarify the degree to which traditional water
management mechanisms decayed over time or were intentionally abandoned as a
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result of changing priorities In the dsvelomment activity (¢.z., from Village
tank rehabilitation to large-scale irrigation work) of the State. re
importantly, such research will help identify factors that strengthen
village capacity to handle irrigation works and water management activities.

Ressarch has already shown that new institutional mechanisms introduced
by various village irrigation renabilitation programs, =.g., TaK Committses
under the VIRP and FFHC are not really farmers” organizations, but
organizations where the govermment officials and the village elite decide the
majority of issues iIn their favor. Indepth case studies on how these
institutional mechanisms work would be particularly timely; as many of the
village irrigation rehabilitation prograns are about to enter Into their
second phase of activity, replicating models developed In the First phase.

The  Incongruence Between Policy and Research in Village Irrigation
Rehabilitation Programs. A nurber of difficulties arise when policy
prescriptions are premised on certain expectations of the socio-economic and
cultural environment which may have no current emwirical basis. These
incongruencies between policy and practice can be illustrated by two
components of water manazsment prograns of refurbished village irrigation
systens.

a) Farrer Organizations for the e of village irrigation systems. 4s
there are over 25,000 village 1rrigation systems scattered all owver Sri
Lanka, thelr proper management and operation are almost Impossible without
fanners” assistance and the nodus owerandi for the latter is considered to be
through farmer organizations. Thus the establishment of farmer organizations
has been Incorporated as one of the main strategies of water management
programs. Under the vIRP, for example, an att%t is made to organize
famers or at least, thelr representatives into the Tark Committsas 1IN order
to develop some sense of proprietorship over the water source which would
provide f=sdback on field performance to the irrigation officials. Farmer
representatives come together with govermment officials under the
chatirmanship OF the Vel Vidans to decide on the operations for the particular
season such as organizing agricultural inputs, providing agricultural
extension advice, and the resolution Inputs, providing agricultural extension
advice and the resolution of conflicts. Fron the farmers” viewpoint, the
Tark Committes (TC) IS NOt a fanners’ organization. Itwas intreduced by the
Govermment and  its decisions are primarily taken by the Officials as they
have the necessary legal and administrative backing to impl=ment certain
decisions and for remedial action (Abeyratne1935:7). Such officials are not
accountable to farmers, but to the Govermment. 4s a result, the TC derives
Iits authority more fron the State than from the farmsr-ccmmunity, These
factors undermine the iImportance of farmers” participation In water
management activities in village irrigation systams,

An 1mportant factor which discou fanners” participation in water
management iIs that traditional notion of property clash with present-day
legal definitions of property. In the past, the farmers considered the tank
and 1ts products {=.g,, fish) and raddy Fields as village property; if one
could show claim over village communal property, one was treated as a memter
of the village community. The rights over communal property derived from
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membership in a kindred group called village varige which wes decided by the
village elders. However with' the granting OF land deeds for individual
property and the sale of new lands under village tanks after theilr
rehabilitation, there ==zemz t0 be some ambiguity as tO wo owns the
irrigationworks. _  In already rehabilitated tank Systems under the vIirp, for
exanple, the majority of villagers said that the Govermment ows the
irrigation systens,  Therefore, rtwould seem difficult to expect fanners
under the rehabilitated tanks to take part iIn operation and maintenance
unless some compulsory rules are introduced. As a reading of history
demongtrates, thiswas the case even iIn the 1970s. The Govermment then
enacted rules directing every farmmer to contribute free labor towards
maintaining the tank. Each farmer had to work 60 days during the first year
after the renovation of the tank and 30 days a year during subsequent years.

It appears that what is really needed in present-day village irrigation
systems is strengthened capacity of exizting farmer organizations
providing them with technical know-how and financial support. The T
Committee or the Wew-Sabhawas may be capable OF maintaining tanks as | as
maintenance work involves only human labor. But if maintenance involves
some technical know-how, then the Tarmer organization may be unable to

perform the task. In such a situation, farmers need money and technical help
from outside.

by  Cultivating Part of the Command Area iIn Periods of Water Shortage
(Bethmn}. The present water management prograns under village irrigation
systems attempt to resuscitate the traditional practices of bethma to stop
the wastage of water in the yala (dry) season. The main principle behind
this practice 1S tO cultivate a portion of the paddy Tield using the limited
anount of water In the tank which iIs not sufficient to cultivate the entire
tract. Inmany Dry Zone villages, bethma s no longer practiced in the yala
season even when there is water In the tank 'to do so. An ADB (1980) study
concluded that 8™ ofF paddy lands was allowed to lie fallow In the yala
season In anuradhapura District, However, the water management programme OF
the ADZAP proposes to stop the wastage of water in the yala season due to
non~cultivation by re-establishing the bethma practice through Tarmer
organizations. Cne Important factor that historical evidence shows with
regard to bethma is that it had never been a regular practice In 5ri Lanka.
Farmers in the Dry Zone cultivated psxddy only in maha season and concentrated
on chena cultivation during the yala season.

_ One plausible reason for the disappearance OfF bethma would be the
increase In the area irrigated by the tank which reduces water availability
in the yala season even in rehabilitated tanks, Thus the decay of the bethma
practice IS more an outcome of the changing fg)atter'ns of the production

than an outcome of social decay, Begum (1987)has shown that in 18 out of 20
village tanks studied in the North Central Province, the acreage of irrigated
land under each tank has iIncreased significantly during the Ilast several
decades from the original size of the purana-wela (old-Field). In some
villages, although the officials report the practice of Lethma, the actual
practice seems to be one of wealthy Tarmers buying the rights of other
fanners. Thus some farmers sell their bethma right, mainly because of the
lack of capital to cultivate even a small portion of land during the yala
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season.  They thus free themselves from paddy cultivation to concentrate on
chena cultivation on a full-time basis.

These new practices reflect some Of the radical changes that have taken
place Iin villages during the last few decades. The main characteristics of
the traditional village communities, such as subsistence ethics and social
insurance are no longer visible in the production system. Thus any attempt
to reinstitute traditional features of village economic organization will be
unsuccessful 1If the policy makersg fail to understand (&) the organizational
set-up which existed 1IN the past and the Tactors which contributed to their
operation, (b) the factors that have caused structural changes in the village
communal forms and (c) the emerging new forms of social organization and
econonic activity 2z a result of accelerated State intervention iIn rural
wells.

DISCUSSION* (SESSION 1)

Following Janatha Psrers’s presentation of the background paper, Kapila
Wimaladharma, the chairman of Session |, opened the discussion by drawing
attention to the politicization of village communities as an important issue
to address. He then opensd the floor for discussion either of the points
made In the background paper, or of other concems for consideration by the

group,

Mercus Karunanayakes:  Although there Is Increasing dsvslopment. of minor
irrigation, there is still a bias towards big projects (=.z., Mahaweli, major
irrigation schemes). 1t would be useful to have comparative informatin on
the amounts spent on large-scale Vs, small-scale irrigation. On a different
topic, rather than trying to establish the continuity between British times

¥ The discussion sumaries that follow are based on notes taken during the
workshop; they are not verbatim transcriptions, and some innacuracies may
have been introduced iIn the process.

and the present (in terms of state intervention in minor Irrigation), we
should treat major Systems as a continuum with minor systems, and then
exanine points of departure. We know very little about Institutional
arrangements either then or now; e.2., was the wel vidane elected or
selected? what rewards and sanctions were built into the vel vidane system?
How authoritative or consultative waes the el vidane systen? Was the el
viadane system different mder different climatic/water supply conditions?
There has been too much emphasis on the British reried; Instead we should go
back tO our roots. Certainly bethma cannot be adopted in Its pristine form,
but there are managenent elements of the bethma approach that can b2
extracted, There are also management suggestions in ancient texts that mizht
have relevance today. For example, In ancient times water was distributed at
night in order t reduce svaporation losses. Another avenue of research
would be 10 study the “‘ethno-technology’” of Dry Zons villa%ﬁeirrigatipn,
including a study of the various technical terms being used. managerial
practices assumed by these technolgies would provide a clus to past
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- Bethma, for example, was not practiced in isolation, but
was part of a broad Institutional context, ad there were prokably many
variants of bethma according to the social and enviromental context. To
summarize, we need o pursue both applied, “action-orientad“ research, and
also tasic research on traditional arrangements for irrigation management.

K. Wimaladharma! Rethma was a Crisis managsment system and not a normal
management form.

R.B. Moragaya: We need to look also at the present and future; the
eviroment has and there iz more Of a cash econony now. A devolution
of povner is needed the Colombo-bed concsntration that now exists.
Area-bed field officers would be one possibility.

H, Camage: Ressearch IS needed on cropping systems of minor systems.

\/\hl;—,;DI hellve gtioc;mdgta_ from m? %ialag&mtahmﬁa study \&h}id]nfgoints tlo 1j1111e

rologica rainage complexity of small systens, unfortunately this

study ignored social aspects. Also, much of the research on minar systems

has been done In the dry zone; it IS not necessarily applicable to the wet
ad intermediate zones.

J. alwis: Minor systems are dynamic, not static; they keep changing.
M to major systems, minor systems suffer from lack of resources.

exist where there are no resources to support a major system. The need for
institutional and social resources 1S particularly critical to ensure the
productivity and equitable distribution of the little amount of water
available. The Walagambahuwa Study IS One zood Study that has been done. 1t
would be advisable to go back through this data and see If amulti-
disciplinary approach might have led to different policy implications from
the study. Finally, we need to develop a bibliography of minor irrigation so
V\EC€Iin easily see what studies have been done and where to look for the
results.

R.B. Morapaya: Village tanks should not be looked at in isolation ad it
IS Important to consider the regional and national context.

C. Panabokke: TO carry out research on minor irrigation we need to
develop a breakdomn of different types of minor irrigation. For research you
need some Trame, and not jJust soil and water, but also organizational
factors. The focus of D Zone tank desvsloment has been water managewment
without considering the le farm econony including chena cultivation.

_S. Hettige: Major and minor irrigation systems do not exist in
isolation. lLarge Systemsnmey be taking water from small ones, and vice
versa.

K. wimaladharma: At least three research topics seem to be emerging in
this discussion narely: (1) Farmers’” capacity to ogerats and manage minor
irrigation and officers’ capacity to transfer poner and authority to the
farmers, (2) How the unstable law and order situation affects farmer
inftiative, and (3) the IiInterface between minor snd major systems, As
regards this last topic, Dr. Scmasiri @S conducting a study iIn Nacchadiuna
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catchment which is looking at the link between minor and major schemes.
Another type of relationship between the two classes of systsms 1S Seen In
Humilisewa, where allottees in that settlement scheme also have land in their
old village tanks nearby, and carry out a dual i1rrigation strategy.

APPROACHES TO SELECTION, PLANNING, DESIG, CONSTRUCTION, AND
WATER MANAGEMENT (SESSION II)

Brief presentations were made of the approaches taken by the Irrigation
Department (in implementing Vire and IRDP) and by the Lepartment of Agrarian
Services (in inplementing downstream work under VIRP and IRDP) . Joe Alwis
p a gaper co-authored with K. Yoganathan entitled, “Selection and
Planning for Design and Construction of Minor lrrigation Systems by the
Irrigation Department.” The full text of this paper iIs given in Annex 1.

J.  Alwis: After an iInterest list is assenbled, a preliminary
investigation is conducted, using a standard form. The data collected include
socio-sconomic information as well as technical data (see full tﬁaper for
details). Land alienation is a significant problam, since without this step,
the handing over process (Whereby ID tums over responsibility for the system
to DAS) is delayed.

J. Medagama presented the approach oOF the Department of Agrarian
Services (DAS) iIn domnstream devslopment under VIRP/IEDP. Since the role of
DAS focusses on water management, ir. Medagama distributed a paper outlining
olans for water management under the next (proposed) chase of VIRP, “Sane
Guidelines for Inplementation of the Irrigation Water Management Programms
under the Proposed Second Phase of the Village Irrigation Rehabilitation
Project in Sri Lanks," the full text of this paper Is given in Annex 2.

J.  Medagama: In gerneral, the Irrigation Department handles all
construction at the headworks, and the DAS concentrates on downstream
“modemization.” An exception IS 2adulla District where DAS is nandling both
functions for IRDP systems. So far under VIRP, the DAS has modemized 325 of
a plaaéned 50 systens. Developing a water managemant. plan will be the
responsibility of an Agricultural Planéning Team (AFT) from the relevant
Agrarian Services Centers, (There are between 10 to 50 such centers In each
gﬁl_:rict-) Implementation of the plan will be done by the Cultivation

icer.

J. Alwis: Are there individual approaches to Improving MIS that have
been taken and that appear t work well?

D.G. Dayaratne: The approach taken by FFHC IS based on farmer requests
to restore abandoned tanks. Each project constitutes several cont.iguous
systems. As the start fanners are requested to pool their lands and then
decide on a barrister re-allocation. Often the ancient system of land
allocation is adopted with suitable modification. Allottees are then formed
into Wesabha. During construction half the cost of earth work is absorbed by
rHCC; the balance Is considered the fanners” contribution.  Subsequently
allotees are given financial assistance at the rate ks, 250 per acre, to
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purchase deeds =tc. and each farmer community is given a well for domestic
use. In Thanthirimale, the FHCC have gone further and arranged short-term
loans for allotees during the recent drought.

R.B. Morapaya: The approach taken by IRDP s more or less identical to
that of VIRP for those districts where IRDP is funded the World Bank.
However, in districts where [RDP is funded by bi-lateral donors, there are
some differences. For example, In Ratnapura, which is funded by the
Netherlands, minor irrigation is being addressed on a catchment basis, and
land use mgs form the basis  for planning, In  Hambantota, where IRDP IS
financed by Norway, there is also more of a lend-use approach, rather than
razing selection on political boundaries such =: electorates.

M. Karunanayske: What happens when a tank has only a few Owners so
does not meet the VIRP minimam criteria, but has a real need for improvaments
(and perhaps many tenants who would benefit). Is there nothing that can &
done for such a tank?

R.B. toragaya: That depends on the criteria set by the donor. The
district decentralized budget is more flexible, but even IRDP? can make
exceptions for special circunstances, as has been done iIn Hambantota,

N. Attudawe! In ®Xurunegala, a tank must be able to provide 3 feet of
water to the entire command area In order to qualify for selection. This
criterion leaves out many tanks that have less water than this, but we have
never done research to test whether this is a desireable criterion for this
area.

J. Parpara; In considering different approaches taken to 1mproving MIS,
we need to meke a distinction between working and abandoned tanks,
particularly in terms of what happens to the community during reconstruction.
In Monoragala there =z a serious problem of comunity subsistence because
farmers lost a cropping season, and the contractors doing the work brought In
labor trom outside rather than employing people from the community,  Fanners
were not consulted either by the contractors or by the . In 6 tanks,
only 1% of the farmers were consulted by the engineers re construction,
and even Tewer said that they considered the tank to be "‘theirs' rather than
the govermment”s.

R.B. Morapaya: The approach has changed somewhat to include much more
participation by fanners. It would be useful to do research to see whether
this has caused a change In farmers™ attitudes and perceptions.

D.P. Dayanarda: [In the eastem part of Hamtantota District (inthe dry
zone) the tanks that have been 1mproved under IRDP are mostly the abadaned
tanks. However most of the tanks In the wet and intermediate zones that have
been rehabilitated were the working tanks. The tanks improvsd in the dry
zone core under 3 cluster settlements, each containing about 6 10 7 tanks.
In Inproving these tanks, the fanners were not consulted 2= they were not
working under these schemes at that time, \When the fTannerswere settled In
these schemes each of them were givenRs. 6000-7000 In kind ad for
them to settle down and start cutlivation, The new app in
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rehabilitating the tanks under IRDP is to involve the farmers in planning
stage. This participatory approach by the beneficiaries in the Planning and
Development precesz has given a tremendous teost to avoid mistakes.

_ 5y Miranda: In abandoned tanks, are the reasons for atandonment. looked
into? How are such tanks selected when there are no famers to provide
information about thelr irrigation potential?

N._ attudawe;  In Kurinegala We have dsveloped a 2-year program for vImp
modermization which details each step to be taken, from site selection to
planning, construction, and water management.

G T, Jayasmrdene:  Priorities for IRDP sites inHonsragala are set on
the basis of a socio-economic suney [i.=,, not only on the tasis of intemal
rates of retum or per acre oosts]. Right onw all the tanks in toneragala
are full, but tamers are refusing to cultivate because dry rations are being
issued (in response to the recent drought). They will begin cultivation
after the dry rations stop in February.

R.B. Morapaya: We need to look very carefully at marketing and the
profitability of what the farmer is being asksd to cultivate.

S. Pinnadumge: The selection of systems IS not always correct. We
need better data on the impact ofF these programs [to evaluate whether the
selection of systems should have been done differently.]

K. Wimaladharma:  This brings up the issue of monitoring and evaluation
(M%), We need evaluations after longer time spans. When, by whom, and how
should evaluations be done? Often they are done by feorsign agencies with
short time horizons of five years or less, before the real ingact is felt.
We might try to influence project managers to include t¢E as apart of their
project design, and include it In their budgets.

R.B. Morapaya: This 1S basically true, that more rE is needed, but
some S already included in projects, =.g., in completion reports. What we
need are independent evaluations that are not fur<dsd by the project.

J. Alwia: Have we ever thought of a hands-on approach where we really
monitored step by step, =z In Gal oya? We haven’t felt this ~== needed In
minor irrigation because the farmers are already involved 1n irrigation
mangement, DUt 1t is needed. The reason that the Ministry of Lands insisted
on a ratification meeting with famers (aspart of the VIRP process) was that
farmers Were not being consulted. we need to see If the process of
involvement can be carried through right up frem planning and construction on
up into the e of the rehabilitated system. There is a need to do a better
job of explicitly enhancing farmer participation as is being attempted in
major systans,

C. Fanabokks! All the information gathered in the planning studies
that go Into these programs does not tap the experience of the farmers
themselves. This should be the starting point of r involvement, at the

fundamental level of getting farmers involved in meking recommendations for
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thelr systems. Farmers know the soils iIn the command area and their

characteristics; they know the rainfall pattems and how often the tank

ills. There are many areas where we can make this point of contact with
rs. Otherwise We’re only paying lip service 10 farmer participation.

APPROACHES TO SELECTION, PLANNING, DESIGN, CONSTRUCTION, AND
WATER MANAGEMENT (SESSION III)

The chairman for Session III was tarcus Karunanayake, Who Introduced the
session by listing a number OF points that arose out of the Olgrewous day’s
discussion, or that cecursd to him as useful topics to consi Next, Joe
Alwis and David Groenfeldt added to the list. The points are summarized mN
Lhe following:

>> How is water management under minor systems the sare as or different
fron mgjor schemes?

>> How IS water ranagsg=ment affected by:

= different pattems used by different assistance strategies?
- water management innovations (=.z:, the APT)?

- labor surplus or deficit situations?

- changing property relations?

- the reasant/beaurcoratic interface?

- different mechanisms for conflict resolution?

= agronomic Interventions

>> Are the institutional innovations that are being inftroducsd (s.2., by
the APT) sustainable?

- Legislative aspects. The constitution focusses on the right of
the Individual, but In Irrigation it is the right of the group
that is critical for both major and minor schemes .

- What is the relevance of some traditional irrigation practicss
for redern 1rrigation management?

What approaches should t= 2mghasized In interventions to improve
MIS? How can the cost be reduced? through labor contributions?

- The need for a bibliography, or a list of studies done on the
assistance programs now underay .

J. Alwis: Ore difference tetwsn minor and major Irrigation IS that
minor irrigation water is used not only for agriculture, but also for
damestic purposes, more than in major systems.

MNN. Mawvaratne: Inminor mrrigation, farmers have 10 narags the wator
themselves.  Over the past 6-7 years there have been many new downstream
works, but 1t iIs still the farmers wWo managze these, and It 1is\very
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difficult. We can’t punish famers for breaking structures. It is easy to
say this is the way we want the water to be managed, but it is very difficult
to actually implemsnt these plans.

D. Croenfeldt: An assunption behind Intervention programs is that
farmers are not managing their water well enough, and that their practices
can be 1mproved. But how much information is gathered abut existing
management practices In the systems that are slated for Improvement to
1dentify what practices, 1f any, need Improvement?

¢, T, Jayawardsne: IF fammers used wesdicide instead of water to control
their weeds, they would save a significant amount of water. Farmers need 1O
be educated in this regard. Another aspect which needs to be studied is the
amount of water needed to leach the soil of salinity.

R.B. HMorapay=m: Farmers would rather usz free water than costly
weedicide. Communal oanership of an mrrigation system will not work; no one

1S responsible.

D.P. Dayananda: Though the village tanks are not meant for issuing
water for Land Preparation, yet the famers use tank water for Land
Preparation (duringitaha season) as they go for chena cultivation when the
rains start.

N. Attudane: Domstrean works are nhot considered important by the
farmers. They would rather use the furds for other purposes, such as roads,
a hospital, etc. In ral, farmers do not feel that water management is a
problem. However, bulldozing tank beds, done with C©CB funds, has met with
great =ntausziasm, as farmers recognize Its value.

E. Martin: Assistance prograns appear 10 have an objective of local
control for each system, which 1s consistent with the lessons from minor
mrrigation fron several countries.  However, the water management plan for
farmers 1S Imposed from outside. Wwhat Information is collected on existing
water management practices prior to intervening?

J. Pererat  There isa standard “package* of water managsment used by
VIRP, IRDP, ADZAP, and even FFHC, but no one knows how relevant it is to any
given local srtuation. The basic parareters of this package are pre-

determined,

H Gamage: We are using borrowsd Information on minor irrigation,
=.g,, for establishing water duties. When paddy is grown next to OFCs, the
irrigation frequency for both crops will change. We need to know more abut
hov the water table 1is behaving In small systems In order to develop a good

water management plan.

J. Medagama: We need to find ways 10 minimize govermment intervention
In minor irrigation. One Step In this direction iIs to treat water management
and construction as a single package, ad involve farmers in bth parts of
that package. The present separation of responsibility between ID and DAS
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for the constructionand water management phases of vIRP, Is infortmate;
Farmers lose thelr omership.

C. Panatokks: The stardard water duty for major tanks In the Dry Zone
IS 4 acre feet for Yala, while for minor tanks it isonly 2.5 feet.
presurably because Of loner conveyance losses. However, we have no measures
on actual water use under minor irrigation. It IS sxtremsly difficult

imporve water management in minor schemes where the year to  year fluctuation
iS so great.

8. Pinnadumage: W is controlling the water in minor tanks? We dn"t
spend enough time with the famers to see what is goi on. We need 1O
identify nesds from a systems perspective, which is same perspective
fanrers use, rather than iIn terms of water management alone. We need to look
at the famers®™ total economic picture and then try to develop a strategy.

S. Hettige: Farmers In major schemes IN Polonnaruwa are NOt intsrestad
In a water-oriented farmer organization. They want a whole range OfF services
and an organization that can help iIn all these services.

R.B. HMorapaya: The amount iInvested In the agricultural Sector, ard
particularly in irrigation over the past few years has been :0 great that
the goverment has a responsibility to see that there are retums from this
investment over the | term. We need state intervention to snsure that the
investment Is p - Anewsresa council (pradeshis ) is to ke
formed at the AGA level to help In this effort. We need tO dstsrmine the
best roles to be played by farmers, local bodies, and national government,
Ensuring equity is a responsibility of the govermment.

J. Alwis: Two emerging points in the discussion so far seem 1o be that
(2) minor Wrrigation systams should be managed by fanners, ard (b)
interventions to assist these systems may Interfere with the process of self-
nt?er]a%enmt- We need to develop farmer capacity In a way that makezs sense to
farmers.

3, Miranda: The medel of water management presented by HMr. Medagama
goes from the initial capturing of the water all the way to the drainage of
that water fron the fields. ﬂqe objectlve of the water management plan i1s
witer ballance over the season, and maximum crop production,  Farmers have
devised strategies for dealing with these proolems over the centuries, nrd
have a detailed knovledge of their particular system. Assistance 10 those
farmers should aim at developing their capacity. Simple technigques may be
rore useful that complex ones, as In the case of Kimbulwana, where the PA
Mr, CGunadasa, IS using measuring r¢ds  that are not calibrated, but give
farmers a rough idea of how much water i1s floving. We need to bear in mind
the relative uarsliability oF water supply. Also, we need to test
altemative cropplngs¥stmsthat mlght be adopted fgradual ly, on a trial

also o)

basis. Training may be involved, in terms of enhancing the capacity
of farmers.

_N. Attaduwe: Farmers need to be inwolved for the simple reason that
officers cannot do It all. In one AGA division in Kunmegala there are 19
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taks being rehabilitated under RDP. A lot of time IS needed to meet the

requirements of the project, and every officer has many other duties besides
water managzement,

D.P. Dayanandai In Hambantota we are providing materials to local
organizations (Gramncdayva Mendalaya) but do not pay any labor costs. \We can
reduce total costsby about one third In thismay. The requirement that
farmers provide the labor i1s Important for ensuring that they really want the
project, and it also gives a sense of omership.

D. Groenfeldt: This is an interesting exarple of a different approach
to assistance within the fravework of a stardard package, In this case, IRDP.
W‘y (S ghis approach taken In Hambantota, and why is it not being taken
elsewhere”

R.B. Morapaya: In this case, both Plan Implerentation as well as the
donor were willing to go al with a participato roach. In Monoragala
also, the work is done mrwglqglocal organizationsr}/bte}tppnot in the Worlld Bank
financed projects. Honever, participation 1s not necessarily iIn the
interests of fanners; In some cases It can place a real burden on then. If
It iIs ameans toan end, then It IS zccd, but participation should not be
promoted just to get labor from the farmers.

J. Medagama: The original World Bank appraisal report required 26%
wvoluntary labor which =2z never carried out; it is simply not possible.
Under the Agrarian Services modemization program, at least 106 of the costs
are supposed to be provided by farmers through their labor, but even this is
not happening In many cases, particularly where there are complex tenancy
arrangements.

J. Parsra: In the case of one *FHC system which | studied recently, the
Chief Priest of the temple called people together ad asked if they would be
willing to provide labor for reconstructing the tank. Later the District
Minister also called them together and asked for voluntary labor; however, it
was paid Hlabor, at 1/2 rates. This approach awoids the problem of
exploitation, while preserving the beneficial effects of ocomunity
participation In their omn project.

D.G. Dayaratns: We cannot give up a scheme just because a few farmers
do not wart to contribute. The nurber who cannot afford to contribute is
usually very small.

R.B. Morapaya: The marner 1IN which labor is mobilized can also be
significant [referring to Jayantha™s exanple].

J. Medagara: Is W1t possible for commmities t resolve their omn
problems? It would have been in the past, but is it noW?

Hettige: One of the majof sources of disputes In rural communities IS
illegal tapping. Without a farmer organization there is a vacuum in dealing
with such 1ssues.



J. Alwis: Getting officials to resolve conflicts In MINOr schsmes IS
oountei"productive- There is no choice but to have the farmers handle it
themselves.

ISSUES FOR RESEARCH AND POLICY MANAGEMENT (SESSION IV)

At the start of this, the final session, Joe Alwis presented a list of
"oullet statements” which captured some of the themes of the previous thise
sessions:  He suggested that the issues that have surfaced be examinsd within
the broad framework of growth and stability:

>>  There has been inadequate or no consultation with fanners iIn programs to
assist MIS.

>> We still do not have arrangements to understand the behavior of MIS
before rehabilitation programs begin.

>>  Research already done is inadeguate; there are more areas to probe into.

>>  Bureucratic interventions made through various prograns have had a
negative Impact In sustaining an effective managsment System.

>>  No concious effort has been made to develop local capacity.

>> There has been no close monitoring and evaluation of process iIn the
different approaches to 1mprove MIS.

>>  Rehabilitation programs have aimed at both growth and stability.
S. Hettige: Stability isvery mportant. Is it possible O achisve
this objective?

J. Alwis: We need more Information on the factors that impinge on
stability. In addition to the physical stability of the agricultural
production system, stability In the umagement system IS also Important,
particularly when farmers are the managers. The physical irrigation works
have to e geared to that umagement system. For exanple, the irrigation
designs used In Hambantots IRDP are somewhat different from the dssiznz used
in other districts, because the farmers perceptions were considered important
ad. the design suitably modified.

C. Panabokke: When planning minor irrigation programs we need 10 give
more enphasis to the rest of the agricultural system, including chena lands,
or more often, what is called "settled chema.” 4DbzsP has tried to combine
these two aspects.

S. Hettige: In the past, villagers could move from one tank to another
depending upon the availability of water, but this 1is not practicable

ANYTOTR
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Regearch Themes

The suggestion wes made to write down a list of research themss that
would summarize many of the points made in discussions, ard would provide
ARTI and 1IMI with some ideas to orient research on minor irrigation.

1. Legal aspects of land and water rights, and conflict resolution.

2. The role of minor irrigation within the overall socio—-economic situation.
Research on this topic would identify the questions that need to be asked
before a project is developed. To some extent this issue has been addressed
In the basline studies done for VIRP, but those studies are too general and
descriptive to provide an accurate picture of the total agricultural economy
at the level of individual irrigation systems. Also, the 1issue of stability
in the Tace of uncertain water supplies affects the way In which farmsrs use
water, and this is tied to their other agricultural options, =.g., chena.

3. Criteria for selecting MINOr irrigation Systems for rehabilitation. Are
the right systems being selected? Are the optimal criteria being applied?
These are basically "rules of thunb” that are not tas=d on careful study of
the actual situation.

4. Categorization OF different types of m:nor irrigation systems, including
both agro-ecological, physical, axd organizational factors. We know there
are differences between wvarious types of systems, but we have never
developed farmal categories to describe what these differences are and what
are their mmplications.

5. Interaction betfwsen minor and msjor irrigation systems. Insome cases
small tanks located In the catchment. of large Systems may withold water from

the larger System; In other czsss large systems may prevent water from
flowing into small systems. Both classes of irrigation need to be developed
with an awareness of mutusl effects. This topic could also include micro-
irrigation systems too small to be included In the VIRP minimum Size limit of
20 acres.

6, Analysis of different assistance Strategies to identify lessons for more
effective and sustainable management of miner Irrigation systems. One case

is that of the aADzAP which s intended, among other things, to stabilize
settlement, In new chena lands. However, farmers tend to stay In these new
lands only as long as they recelve dry rations from the project. Lessons
could be dravm from conparing minor sSystems that have received project
assistance with those that have not, as ARTT researchers did In ¥Monoragala.,

7. PFamers® werceotions oF rehabilitation needs. Understanding how farmers
perceive their needs IS an important part OF developing workable assistance
programs. How are they considered in planning and design?

8. Appropriate roles for farmers and officers in minor irrigation. What
institutional arrangements are required? Field officers te.g., Cultivation
Officers) often become alligned with certain individuals or groups In this
village, particularly when they are living and working in the same community.
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Although there is no explicit policy that minor irrigation should be ranagsd
by farmers, this seems to be implicitly assured by assistance programs such
as VIRP, For exanple, farmerzs are expected to control the sluice on VIRP
tanks although the <0 helps In placrgrl%sa water schedule, and it is the <o
who calls the kanna meeting. A ion exists as to whether farmers are
being asked only tgfpartlapate INn ranagament, OF whether they are to be the
actual managers mi Lreigation . IT farwer menagement IS A
policy objective, what Is the process to folloned that can realize this
objective? [ces this require more research? A pilet project? Can we leamn
something fran the work of the National Heritage Society and Sarvedaya?
are working on villags uplift that includes minor irrigation and F}a
farwmsr control oOfF those systems. A Marga pilot orojsct 1N Kurunegals 1IN
197981 might also hold same useful lessons.

9, Monitoring and evaluation. Performance indicators are needed to monitor

and evaluate the Inpact of projects. Evaluation studies need to be done at

I r intervals after project completion, and by i1ndependent evaluators not
to the project.

of mlnor s@tms What types of |rr|gat|on co.nf rol dewoes are best suiteo! | o

minor irrigation? \What are the optimal water duties under different
conditions?

11. Water balance and _sediment transportation studies at the catchment
laval, What are the effects of activities In the ==ftarshed on water supply
and tank sedimentation and the water table?

12. Irrigation menagerent  practices orior 10 penabilitation. Aside t'rom
leach’s classic study of rPul Elilya, and two recent Fh.D. studies by IIMI
ressarch fzllows, there is very little docurentation of actusl irrigation
practices In minor Irrigation systems. Under VIRZ, the Agricultural Planning
Teams gather some data from each system, but on a very superficial level.

The role of the Vel Vidane and other leaders within the commnity needs to be
well understood before rehabilitation is carried out. Historical rasearch ON

each system is also needed to piece together past practices and to understard
present land and water rights.

13. Strategies for dealing with _water scarcity. Bettua and simillar
practices are part of sri Lanka’s Irrigation heritage that can be adaptad to
new mansgsment Systems. A better understanding of the underlying principles
IS needed.

14. Parmers’ response to water saving technigues. Before attempting to
introduce new cropping patters, or cropping practloes (2.2,, planting with
the Maha rains), an understanding Is needed of tarmers' perspectives of these
practices.

CONCLUSION

In his summing up of the Tinal session, HE rertin noted that a ceniral
theme OF the sntire workshop had been hov to pronote and stimulate farwer
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management participation INMInOr Irrigation systems. At the same time, it
is unclear to what extent farmer managsment IS an objective of the assistance
programs currently underway. David Groenfeldt called attention to the mix of
participants from implementing agencies and the research ccamumity, CIting
this mixX as a crueial part OF conducting research that meets the needs of the
implementing azsncieg, Joe alwis reminded the participants that this meeting
is intended be the start of a working group comprising “most of the people
sitting around this table” along with policy makers. The next meeting of the
group will be In another 6 months, at,which time ARTI and ITMI hope to have
some research underway which will address some of the issues listed above.
Moripaya added a further suggestion for how the group can be effective in
influencing policy. The results of research need to be written down in very
brief forn and into the policy mechaniamg, The topics cannot always be
treated in the pure form researcherswould like, because it has to go through
a process. However, when 1t is successfully channelled through the
bureaucracy i1t can have an effect.

It is hoped that these brief workshop procsedings  will stimulate thought
and discussion about minor irrigation assistance programs, leading to more
effective policies ad programs.  This effort IS an ongoing process which
ARTT and 1T are comitted to pursuing, with the collaboration of the
implementing agencies involved, and other memcers OF the research commumnity,
=z reflected iIin the working group. Readers are Invited to offer their
comments and suggestions on the issues raised In these proceedings. Please
write to the authors at, the addresses indicated on the title page.

NOTES

1. OF course as the archival files show, many a British administrator hed
studied the remote village Irrigation ay=tems both In the Dry Zone and Wet
Zone at least fron the 1850s. Such studies were mainly done to understand
the social organizational features that facilitate irrigation administration
at the village level and to find out the new possibilities of raising
revenue. Early attempts at presenting scientificand policy relevant issues
on village irrigation were done by Cedrington, 1938; Kennedy 1981, Brohier,
1934.

2. Under the Bo Tree (1961)by Nur Yalmen and a Ph.D dissertation research
dore in three villages In the Dry Zone by S.J. Thambiah (1955) are the other
noteworthy research into village 1irrigation systems. However, the primary
focus was not on irrigation systens per sze, but on land tenure, Kinship and
property relations.
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SELECTION AND PLANNING FOR DESIGN AND CONSTRUCTION
OF MINOR IRRIGATION SYSTEMS BY THE IRRIGATION DEPARTMENT

J, Alwis ad K, Yoganathank

INTRODUCTION

In terms  OF the provisions of the Constitution, the subject of water
reaources planning IS assignsd 10 the Ministry of (ands and Land Development
(ML&LD). The Cepartaent OF lrrigation (ID) is the principal executive agency
of MLALD, which assists In disdg%ing 1g1|s) responsI?bilitye(?l

The Irrigation Department IS responsible for construction/restoration Of
minor Irrigation systams, It also engages 1S specialissd technical services
to deal with repairs inminor systems which will result iIn altering the
technical garamstsrs SuUCh z= raisind the spill and ths Hind 1O lnorssss
storage capacity, In Addition ID provides other technical inputs such as
designing the spillwvay and sluice t ensure safety and operational
efficiency. The Department of Agrarian Services (DAS) which Is assigned with
the responsibility to attend tO repairs In minor irrigation systens is
e 10 consult ID 1IN such instances to dbtain the technical know-how to
deal with specific situations.

SELECTICN

Minor irrigation systems are selected for construction and restoration
from the “interest list™ maintained by irrigation officials at the regional
and divisional lewels. This list contains items listed by local intesrost
groups and mamterz OF Parliament for Improving minor irrigation works.

The preliminary list preparsd from items given In the interest list is
inttially suomitted 10 the District Agricultural Committes (DAC) which was
establi under the Irrigation ¢rdinance OF 1946. The approval of the DAC
is considered necessary to Initiate work In prelimirary INvestigationsby the
ID. During the recent rast certain districts have prefer to adoph 2
different procedure by directly resorting to preliminary investigations
v;/i_mout DAC approval tq expedite the preparation of the final investigation

ISt.

PRELIMINARY INVESTIGATION

Duri reliminary iInvestigations attempts are made to ascertain the
response 3? tﬁe farmers and vil!ﬁers benefitted by the r%g%ﬂos_als and also to
collate information and data which are of a general and nical nature.
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* Director, ARTI and Senior deputy Director, Department of Irrigation.
General information includes attitude of shareholders, the nature of their
requests, total nurber of persona resident iIn the nsizhborheed and the
degree of dependency On the tank for their livelihood, availability of
construction material In close proximity, details of cultivation practices,

uacy of water to meet cultivation requirements, depth of water remaining
in tank after sluice or ond cut ceases to function, approximate distance of
fields frem tank ted etc. Technical information collected deal with supply
capacity, the catchment area and the nature of development that has taken
place in the catchment, total capacity of catchment; approximate depth of
tank and its capacity, rainfall figures, supply of water to tark frem sources
other than from catchment, potential command, spilling history, details of
spillways, irrigabls area under scheme, acreage cultivated, ac
abandoned, additional acreage available, acreage of fields In tank submergsd
at present full supply level, acreage” of fields or private lands abutting or
inundated on full supply level contour, details of area that will be
sutmerged IT tanks @S restored, flood discharge history and its frequency,
effect of proposed restoration on existing work and the degree to which It
will Iimit future utilisation OF the water resources of the basin of which
the taK’s o catchment is only a part, number of sluices with spill levels,
useful storage and proposed cultivation pattem. This preliminary report
will also attempt to approximate the construction cost to calculate the pro
rata cost and ascertain whether the project details will measure up to
selection criteria adopted by the ID.

Similar investigations are also carried out In respect of village anicut
schemes which eventually result in collection of social, agricultural,
tenurial, hydrological, technical and other econamic data which will help in
formulating proposals.  In view of the fact that most anicut schemes consist
of private’ lands benefitted by irrigation facilities and the source of water
being dared by different groups of fTamers at different locations, the
nature of Information sought after Is zem=what different. For iInstance data
requested In the stardard formused for this purpese Indicate the need to
collect local information in respect of other existing anicuts, date of
construction, number of times washed oOr damaged per year, annual larour
required for repair, attitude of shareholders, number of people dependent on
the anicut, dates of cultivation, cultivation results, adequacy of water,
average cultivated and abandoned, catchment deseription, the nature of
supplies ad augrentations etc.

FULL INVESTIGATION

On completing _the preliminary investigationsby ID officials, a list of
schemes Which contains proposals for full 1nvestigation for the District i1s

prepared %the Regional Irrigation Office for sutmission 10 the DAC for
approval . is list contains a break-domn of 1tems Into lrrigation Divisions

and Electorates. After the Full Investigation List (FIL} is approved by the
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DAC, the respective Divisional Irrigation Engineers prepare the survey
estimate for the field Investigation. Estimates for such work are sanctioned

by the Deputy Director of Irrigation who is given financial allocation under
various projects.

Technical Assistants (Ta) of the ID are subsequently assigned with work
related to full Investigation surveys. Taking the Preliminary Investigation
Report == the base information, the Technical Assistant carries out the field
work which consists of the su of the Tank Bund, longitudinal and crogz-
sections of the tank bund, tank contour survey, spill site surveys,
breachsite surveys, Irrigable area surveys and the channel trace surveys. On
completing the field work the TA commences work on the plan and prepares
proposal and designs under the guidance of the irrigation engineer. The TA
and the draftsman than conpute the bill of quantities to prepare the final
estimates. These plans and estimates are submitted 1O the Divisional
Irrigation Engineer who In tum inspects the site with the TA tO scrutinisze
the proposals. On finalising the proposals, the plan and estimates are
submitted 1O the Deputy Director who will get the proposals checked for their
acouracy for approval. These items will constitute the construction list
which IS sutmitted to the DAC for approval. At each level of operation,
priorities at least for Electorates are reflected in the list submitted.

INVOLVEMENT OF LOCAL INTEREST GROUPS IN PLANNING AND CONSTRUCTION

Farmers and local interest groups are not normally consulted at the
preliminary investigation stages except for eliciting information relevant t
the formulation ofF proposals. Honvever during Tield investigations the
beneficiaries are summonsd by the Technical Assistant for a discussion on the
nature of 1mprovements expected to be Implemented. Requests and proposals
made by fanners and iInterest groups are being kept in focus during field work
for 1nvestigations by the Technical Assistant.

The ratification meeting held before the commencement OF construction
work enables the villagers to discuss the proposals with officials from ID &
DAS ad understand the nature of work expected to be carried out. Officers
dealing with land administration are expected 1O participate when land
acquisttion or land alienation 1is included In the proposals. The
ratification meeting is held on a request made by ID officials to the ACAS or
the AGA. In certain districts, the role played by the AGA In the
ratification meeting_is considered significantly important in view of his
close association with the area included for mmprovement. sSuggesstions made
by villagers during construction phase are sometimes accommedated after
ascertaining the technical feasibility of the proposal and availability of
funds, On campleting the construction work the Irrigation Enginser prepares
the completion report which is then submitted through the Range Deputy
Director to the ACAS together with plans. A joint inspection iIs then fixed
by the ACAS and ID for taking over the scheme for maintenance by DAS.
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WATER MANAGEMENT

While the ID is principally concermed with the construction activities
during implementation stages, water management activities do not often
receive adequate attention. Inorder 1o overcone problems caused by this
lack of attention to water management during the oconstruction stags, the

ricultural Planning Team is kept informed OF the selection of schemes for

Il investigations and construction so that an opportunity s afforded to
DAS officials to initiate proposals for improving water management durlng
construction stage itself. But this does not happen a= €
improvement to this procedure can perhaps be affected by providing irmgablm
area survey plans and the plan of the channelﬂsyostem during the construction
of the channels so that an opportunity is afforded to DAS officials to plan
out water management activities. Furthermore, meaningful interaction could
be arranged if ID convenes at least two additional meetings during
constructions with farmers and DAS officials. This will provide an excellent

I"l:unlti/ to discuss the progress and quality of work undsrtaksn ard even

acceptance OF proposals formulated by ID for implementation.

TIME FRAME

About two decades ago, the 1D procedure In respect of minor irrigation
systems taken up for construction envisaged a three year time frame to
compute the works taken in hand. due to large scale availability of project
funds to improve minor irrigation systems ad increased staff-strength it was
possible 0 cut-short this duration by one year and instruction have been
issued by MLELD N June 1985 to adopt the following time frame.

i. Approval of the preliminary investigation List - tarch N each year.

ii, Preliminary investi tlon completed by April in the sare year.

1. Full investigation roved by DAC 1IN May.

Iv. Full iInvestigations oorrpleted by September.

v.  DAC considers proposals for construction and submits recommendations to
the National Committee for the Rehabilitation of Village Tanks {NCRVT)
by October of the same year.

vi, National committee 10 take up construction lists from all districts by
November for approval .

TNSTITUTICGS

Improvement to minor irrigation systems have been programmed at least
under 5 different separate plans of work, namely,

i. Integrated Rural Devalopment Project (IRDP)

ii, Village, Irrigation Rehabilitation Project {VIRP)
iii. Anuradhapura Dry Zone Agricultural Project {ADZAP)
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iv. Programme of Veva Sabha Implemented by the sri Lanka Freedom from Hunger
Campalgn

V.  Improvements financed separately under the Decentralised budget.
At the national level Central Steering Committses are held for IRDP ad
VIRP. Since IRDP includes many other componsnts, the monitoring of
Irrigation improvements in the minor systems does not receive detailed
attention as In VIRP, Inaddition It was considered necessary to set up
a separate boedy which will monitor and provide policy guidelines
specially in the allocation of investment resources to ensure equitable
distribution among different regions to Inprove |rr|\9atlon facilities.
The National Committse for the Rehabilitation of Village Irrigation
(NCRVI) was therefore set up In 1980 by the Hon. Minister of Lands and
Land Cevslopment. to provide national level coordination to programmes
for improving irrigation in minor Irrigation sector.

At the district level however, the DAC continued to monitor and
coordinate the work carried out in the r Ive areas covered by district
adninistration. Before long it was considered necessary to supplement and
complement the work of the NCRVT by a warallel organisation at the district
level inview of the large volume OF work coming before the DAC for
attention. It was also felt that certain policy decisions were required to
be taken at the district level to expedite the precsss 1IN MInor Irrigation
development..  Therefore the Hon. Minister of Lands and Land Development set
up In 1985, June a District Comnittee for the Rehabilitation of Village Tanks
(CCVRT) to be chaired by the District Minister. The district commiftes was
expectad 1o meet quarterly and discuss among others the following agenda.

a) Preparation of the Annual District frogramme 1IN relation to items
included under different programnzs for minor irrigation improvement.
h)  Monitor the preparation of interest lists ad investigation lists.
¢)  Preparation of Frull Investigation list ad construction lists, monitor
and coordinate the Investigation and construction activities.
) Tabling and obtaining approval for lists at the DAC,
y  Monitor the holding of vilification meetings.
£)  Monitor the physical ad financial progress.
) Land alienation programme Under minor Irrigation works.

Experience during the last two years indicates that the District
Committes meetings have not been regularly held inmost districts and the
monitoring and coordination work has been carried out with the DAC, meetings
which had to meet more regularly to conduct its other business relating to
agriculture development programmes. This can be also explained in the
context of further strengthening of iInstitutional_ mechanism during the
implementation process as a result of which the District Cormittss may have

proved to be superfluous for the limited work expected of 1t.

Below the district level, the attention given to improvament of minor
irrigation systems appears to be inadequate. At present the mesting held

31



Arex I, P. 32

with farmers during investigation and construction were expected to
help the dsv=lotment stages but not structured effort been planned out to
sustain the dialogue for the purpose of creating a participatory environment
for effective operation, and maintenance activities. If no such effort is
made, assistance provided by the Agricultural Plamning Tean may result in
increasing the rate of dependence by beneficiaries on icials which will be
counter-productive in pronoting self-reliant strategies.
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SOME GUIDELINES FOR IMPLEMENTATION OF THE IRRIGATION WATER MANAGEMENT
PROGRAM UNDER THE PROPOSED SECOND PHASE OF THE
VILLAGE TRRIGATION REHABILITATION PROJECT IN SRI LANKA

Jaliya Medagama*

INTRODUCTION

The main objective of the water management orogrammes Under virp IS tO
make efficient use of rainfall and tank-stored water In order to maximize ths
productivity and cropping intensity iIn the command areas. The schemes that
would be selected for the water management prograsme would be the schemes
that were taken under rehabilitation and modemization by the Department of
Irrigation and Agrarian Services respectively. The Department of Agrarian
Services (DA3S) would be responsible iIn formulating and Emplementing an
improved water management programme in those village i1rrigation schemes that
come under thelr purview.

The vrogramms would consist of the following:

i) Civil Works inwolving the construction of main and secondary fisld
channels, control and measurement structures.

ti) System Manazement consisting of:

a) Catchment dsvelopment and protection

k) A rotational water supply scheduling

c)  Supplementary irrigation tassd on current rainfall
d) Bethma cultivation

111) Agronomic Innovations involving extension to persuade the farmers to
accept practices such as (@) land preparation with rain water (b)
introduction of short term paddy varieties (¢) timely cultivation
(adhering to cultivation calendar (e) introduction of upland crops iIn
suitable land classes in the vala season (f) promotion of “DRY
SONING'" wherever feasible (g) greater Input use.

Department of Agrarian Services will be responsible for ihe
implementation and operation of the water management programms, At the Head
guarter level Department of Agrarian Services, to have a ssparate waler
managament. division headed by a Deputy Commissioner under the Commissioner of
Agrarian Services. He is to be supported by an Assistant Commissioner,

% élg;l)ut%/omnnissia”er (Water Management), Department of Agrarian Services,
ombo.
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Engineer and an Agronomist. It IS envisaged that a senior level Agronomist
post should be created or else 1t is essential to obtain the assistance of an
agronomist fran the Department OF Agriculture ON @ s2condment basiz. The
water management Enginser IS from the existing cadre, and he should be
responsible in co-ordinating all engineering aspects In the programme, The
Division should have the assistance of the other suprorting staff such as
middle grade officers, in co-ordinating district activities at the Head
Office lewvel.

Formulation and implsmentation OfF the Water Management Programme at the
district level should be the responsibility of the Assistant Commissioner OF
Department of Agrarian Services. He has a dual responsibility, to the Deputy
Commizsionsr at the Head guarter level and to the vIRP District Co-ordinating
Comittee. In VIRP districts, establishment of a Project Co-ordinating
Comittee is a prerequisite, tefors commencement of the activities under
phase II. This VIRP DIStrict Co-ordinating Committes hes 10 be headed by the
District Minister/Government. Agent and the Committes should consist of the
folloving officers of the line agencies Deputy Director (Irrigation);
Additional Govermment Agent (Lands); Assistant Director (Agriculture); Deputy
Director Agriculture Development  Authority; Regional Engineer (Das),
Assistant Commissioner of Lands and Assistant Commissioner of the Department
of Agrarian Services should be the other marte of this Comnittes, Assistant
Commissioner, Department of Agrarian Services should function == the
Secretary to the District Comittee. The main functions of this District
Commit.tze should be the following;

a) derutinising OF the Annual Construction Frogramme 1IN respect of
Rehabi l1tation and Modemization programe before sutmitting It to
the District Agricultural Committes,

b)  Owverall supervision of the iImplementation of the water managerent
programns,

¢) Land alienation and land acquisition matters. Monitoring and
evaluation of the construction and water managsmant programme.

d) Attending to any matters that cannot be resolved at the divisional
level. Any matters that cannot be resolved at the district level
should be referred to VIFP sSteering committee.

e) Any other matters pertaining to VIRP activities which the committee
Teels necessary to discuss too could be taken up at this committes,

It is expected that this District vVIRP comittee should meet at least
once In three months to review the progress and other connected matters.

In formulation and #Implementation of an Inproved water managsment
programme at the village lewel should be the responsibility of the
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Agricultural Plaming Team which has to be established at the agrarian
Service Centre level. The APT should consist of the following officers.

Technical Assistant and Divisional Officer of the Department of Agrarian
Services and the Agricultural Instructor of the Department ofF Agriculture
would be the members of the APT. As these three officers are presently
attached to Agrarian Services Centres, It IS egected that this
interdisciplinary teem should work together_in formulation and implementation
of the water managemznt programe In thelr a5¢ areas. There are 530 45C
areas In the whole island and each District consists of 10-50 ASC areas
depending on the size and potential of Agricultural pevelopment Activities of
the District. In addition to these officials of the APT, it is also sxpectsd
that each AFT should have two farmer representatives. As these Agrarian
Services Committess are comprised of six fanner representatives, It IS also
envisaged that the same Tarmer representatives could be the members of the
APT too. Two farmer representatives to each APT could  be selected by their
consensus of opinion and they could serve in the APT for a pericd OfF two
years. The two farmer representatives are expected to work very closely with
the other three officers of the APT at asc lewvel.

At the grass-root level a tank or an anicut committse should be
established according 1o the needs of the lecal enviromment. The Tank/Anicut
Committes should be headed by the Farmer Representative (VELVIDANE) OfF which
the water management programms IS 1O be intreduced. Each Tank/Anicut
Committee should womprise OF a Group leaders who would be sellected to meet
with the new Farmer Grouping System of the rehabilitated or mcdernizad
schemes. In addition to these Farmer Group leaders, the local officers
functioning at the village level too should be represented at these
tank/anicut. committee. The Cultivation Officer of the Degartment of Agrarian
Services working at the village level should function as the Secretary to the
Comittee and the Krushi Viygpthi Ssvaka (KvS) of the Department of
Azriculturs would be the other mavia of the committes,

It is very mmportant O assure that these Tank/Anicuf Committss 1S
established once a shame IS being identified to promote under VIRP
construction programe. It is the responsibility of the APT at the ASC lewvel
10 see that these Tank/Anicut Committeses are established well ahead of the
construction programes are commancad as these committees would be empowsrad
with supervision of the physical construction programe under their
tank/anicut scheme.

In addition to the 4rT at the asC level and Tank/Anicut Cormittse at the
village level, it is also envisaged to establish a District Agricultural
Planning Team. The District Agricultural Planning Tean should comprise of
officers fron the sare disciplinesas at the asC level. District AFT is
expected 1O be overall in charge of guiding the Divisional AFTT, It would be
more appropriate to Int Senior Technical Assistant; Head G&uarter
Divisional Officer of Agrarian Services and Senior Agricultural
Instructor from the Department of Agriculture. The Senior Azricultural
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Officer could be the subject matter officer who would be In charge of Water
Management Activities.

Thelr main responsibility would be 1o assist the Assistant Commisgsioner
of Department of Agrarian Services In the district in guiding, formulation,
implementation and operation of the water management programme. The District

should collect information from the APTT working at the ASC level and
review the progress and report it to the District Assistant Conmissioner.
Whatever information asked from the Head Guarters should be supplied by the
District APT to enable the Assistant Comissioner to respond to the Deputy
Carmission 1N Colombo.

DATA COLLECTICH AND PROGRAMME PREPARATION BY THE APT

After initial identification of a scheme for rehabilitation/-
modemization, the APT working at the AC level should convene a meeting of
the beneficiaries In order t eplain the rshabilitation/medernization
programme and the intended irrigation watsr managsment prozramme that is
going to be introduced iIn that particular scheme. It is very essential for
the working at the ASC level to develop a dialogue between the Velvidane,
beneficiaries and the officers of the construction agencies. At the first
meeting with the beneficiaries, the Importance of appointing a Tank/Anicut
Committees should be emphasized and its role and functions should be explained
to the beneficiaries. Although it is not expected to appoint a Tak
Comnittee at the Tirst meeting, the envisaged construction programe and
water management programme should be explained to the fammers. The
beneficiaries also should be briefed about the Importance of establishment of
a Tank/Anicut Committes and about Its composition of the merbers. The
concept of farmer Grouping and selection of Group leaders also should be
explained at the first meeting so that farmers would sufficient time to
think over new proposals, and the farmer beneficiaries would be iIn a position
o select their Tank/dnicut Committse within a fortnight. It is\very
important to establish Tank/Anicut  Committees within two weeks of the first
meeting and formation of these comittee would facilitate to develop better
tWo way communication System between the farmers and officials. Famer™s
participation in design decisions, especially in  locating Farmer Tum Cuts,
measuring devices and other dorm Stream structures should be dezigned by the
construction agencies with the consultation of the farmer beneficiaries and
Its comittee. The above mentioned system management techniques; agronamic
innovations should be made aware to the fTamer beneficiaries through the
Tank/Committez, The local APT should develop contact with the Tank Committes
very frequently, so that during the construction period, the Tank Committse
should be in a position 1 supervise the work, and develop a more practicable
inproved water management practices under thelr scheme. It is very important
that the APT at the asC level should pay visit 10 the Tank Committee once a
forLllntgght ad all the decisions taken at the committee stage should be
min by 1ts Secretary, the Cultivation Officer.
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The local &#7T would be given a thorough Orientation and on the job
training of their expected duties in developing a water management programme.,
The local AFT should explore all the possibilities in getting farmers
involved iIn the development of a water nmanagenent plan for the Tank/anicut to
be rehabilitated or modemized. Water management plan should be In the form
of a comprehensive report which the local AFT has to sutamit through the
District AFT to the Assistant Commissioner OF the District. The District AFT
should make their observations and sutmit these reports for the ac's
approval . Once the approval is obtained, It becomes the local AFT’=
responsibility to see that 1t i1s being inmplementation of the programme,
Velvidane the Chairman OF the Tank Committee and the Cultivation Officer, the
Secretary become the local point.

Data which is necessary to develop the water management programme should
be collected by the local AFT, once a scheme IS Identified for rehabilitation
or modemization. Data on topography, hydrology, soils, rainfall, existing
cropping pattern, nas to be collected by the in order to understand the
local conditions. It is expected that data relevant to the catchment ares
too should be collected In order to identify problems If there are any.
Rainfall data should be obtained from the closest point and the APT should
have a long term plan to collect rainfall data by asC area or sub agro-
ecological regions. Soils of the catchment and command area have to be
determined and 1and classification map has to be made available for each
command area by 1ts drainage classes. The texture of the soil In the command
area also should be made available. In addition to technical data, the AFT
also should concentrate o:: socio-economic aspects under each scheme and try
1o understand 1ts implications on the Implementation of the water management
programme.

The role of the existing rural iInstitutionsand its leadership pattem
has to be stidied carefully In the process of developing a core leadership iIn
the Tank Committee,  Production constrains such as, non availability of
required ' inputs, other sup|i)ort services, credit facilities, purchasing
problems and others also should be taken into consideration in =nalysing and
developing ann  Improved water management programme. It is also important to
collect.data regarding the existing irrigation practices and analyse how best
these .iIndigenous irrigation practices could be encouraged 1T necessary or
else how best the existing irrigation practices should be changed in order to
meet the present day demand. APT also should concentrate in determining an

riate croppin ttem taken Into consideration of the rological and
g%ﬁggp data. gg? t%igapurpose, the APT should develop an ope%ctjionogsww for
each of the scheme.

After preliminary analysis of all available data, when opportunities 2nd
constraints to Increased productivity would have been i1dentified and new
proposals are given, te APT should arrange a meeting with the farmer
beneficiaries to discuss the validity and feasibility of i1ts proposals. Once
the approval s given by the Tarmers with the concurrence of the Tank
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Committee, the same proposals_in the form of a report should be forwarded to
the District Assistant Commissioners as mentioned earlier.

IMPLEMENTATION

In conjunction with the 4arT, Cultivation Officer (co) will be
responsible for implementation OF the water management programme and 1ts
subsequent operation In his ¢ area. He will consolidate the organization of
farmers’ groups and assist the group leaders. A construction schedulle will
be provided by the DI & Das so that (/O can iInform the tank committes
regarding the approximate date of arrival of the construction team. It would
be the responsibility of the Tank Committee to ascertain that field channels
be constructed by the farmer tensficiaries, The Cultivation Officer with the
assistance of the Technical Assistant should be responsible for the quality
of work to be performed by the Farmers, IFany conflicts arise In the
implementation of the water management programme, the Cultivation Officer i1s
expected to resolve them with the assistance of the Tank/Anicut Committse,
Farling that, i1t has to e brought to the notice of the local APT.

The velvidana would operate the sluice axd supervise water delivery
besed on the predetermined rotation to groups; with the group leader
responsible within ?roups, especially 1In the tank - Rotation water
supply schedule will be dramn by the local 2= once prepare the plan for
that particular scheme. These irrigation schedules would be made available
for the farmers to know hefore hand.

The local aPT should vizit once a month to the tank/anicut schemes where
programme IS being Implemented. The AFT should ascertain that programes IS
being implemented amcothly, and IF they experience any operational problems,
corrective messures should be taken in order to rectify. The District AFT

should maks sure that they attend the Tank/Anicut Committse meeting at least
once In two months.
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