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Foreword

Trs PAPER REPCRTS ON One Season of research in a newly commissioned
irrigation System the Kirindi Oya Irrigation and Settlement Project, in southern
Sri Lanka. Thework was carriedout by a research officer trained in the social
sciences, supervisedby asocial scientiston the senior staff of IIMI. The paper
is therefore not an interdisciplinarystudy, and doesnot claim ©be a complete
reporton dl aspectsof irrigation system performance. For example, we have
no reliable measures of actual water deliveries, which would be required to
gvaluate the actual performance Of the system.

The season of the study, maha (wet season) 19861987, was also a very
unusual and unfortunate one for the farmers. Maha is normally the wet season,
with heavy rains expectedduring the first half of the season,whichruns from
about October/November to March/April. However, in much of the country,
including southern Sri Lanka, the rains failed, or were way below normal for
the season. As the managers of the Kirindi Oya Systam had chosen to start the
season with a low resenvoir,on the assumption that normal rains would come
later, this severe drought led to a disaster for the cultivators. On much of the
newly settled part of the system, the crop completely failed.

This failure could potentially have asevereimpact on the confidenceof the
cultivators in the system,since most were cultivating for only the second or
even first time (the previous dry season, yala 1986,had been the first season of

xi



xii Foreword

water issues in thenew settlement areas). At tbe beginning of the season, we
were documenting the management capacity at the level both of the newly
established faners” organizations and of the various government agencies
involved Nthe project. There were clearly someseriousproblemsatall levels,
with peor communication between agency officials and fanners, and among
officials, confliets among hoth farmers and some agency officials, weak
famers” organizations ,and poor coordination a all levelsemerging very clearly.

\ith the realization that the reserveir would not fill up, and that most
settlers’ CropSwould fail, even more serious institutionalproblems emerged.
For the settlers the cropfaiture brought disaster: loss of their investment, l0ss
of badly neededincome, poverty, hunger, hopelessness,and anger. Rightly or
wrongly, many blamed the governmentagencies for the disaster. Many were
forced to leave the area and return to their home villages 1 survive, Some
government officialsblamed others, perhaps to deflect any blame that would
have been directed at themselves.

Thiis report documents a range of views, observations, perceptions, and
accusationsof variouspeople, including farmers and treirleaders, and officials.
Insome cases the criticisms expressed by our informants may appear somewhat
extreme (the most severe criticisms and accusations have in fact not been
included here). The authors do not endorse any particular accusations and
nothing in this report should be mistaken as criticisms of individuals.

As social scientists,our focus ison the organizationsthrough which people
manage the system, at both the government and farmer levels. It is very clear
from our study that during the planning and constructionphase of the project,
toolittleattention wes paid todeveloping the managementsystemrequired for
effective operation of the system. We make this statemant even though we
realize that the Kirindi Oya Irrigation and SettlementProject was intended to
be innovative in terms of settlementand management policy. These problems
have been major factors complicating further the various start-up problems one
normal ly expects when initiating a new irrigation System.

The purpose of documenting the problems at Kirindi Oya is not to cast
blame, but to identify the problems that need to be addressed if the project &
going to meet the high expectations that settlers, donors, and government
naturally hold. We do not claim t© have dl the answers. 1IMI has inftiatsd
several, more comprehensive, research activities since thisstudy was completed,
in'collaboration with the relevant government agencies, and with financial
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support fran the Asian Development Bank and otrers. Thus the conclusions
reached in this report shouid be understood as tentative, subject to further
research; but prelimirary results fram this further work strongly support aur
conclusions.

Based on the research in maha 1986/1987, plus whak the more recent
research datashow, we do not hesitate in urging that far more attention be paid
to strengthening the government agencies, and thecooperation anong themat
the project level,and that seriousattentionbe paid tobuilding stronger farmer
organizations to work as partners with the government in managing the
irrigation System. The concluding chapter makes some specific (tentative)
suggestionsin this regard.

Despite the serious problems discussed in this report, and the rather strong
negative feelings generated among many settlers as a result of the failure of
their crops, we are confident that these problems can be overcome, and that the
fannersand government officials can cooperate to develop the Kirindi Oya
schemeto achieve its potential.

DouglasJ. Merrey
Head, Sri Lanka Field Operations
1HMI

P, G.Somaratne
Research Officer
1IMI
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Executive Summary

Tis PAPER REPORTS 0N research carried out in the Kirindi Oya Irrigation and
Setttement Project, southern Sri Lanka, during one season, maha (wet season)
1986/1987. This particular season the rains failed, causinga severedrought,
leading to crop failure in most of the newly settied parts of the scheme. The
impactof this disaster was compounded by the factthat this was a new scheme,
and for farmers in the newly settled arcas, this was only the first or second
cultivation season. We report in somedetail the seasonal planning process, the
operation of the irrigation season with particular reference to one sample
distributary, the organizational structure of the Project at field and project
levels, and the views expressed by both farmers and officials of the various
departments. A firstdraft of the paper wes sent to key officials for comments,
and we have revised the paper based on the very useful suggestions we
received.

We analyzetheirrigation operational problemsthat characterized the early
part of theseason, and attributethem to certain organizational and management
weaknesses. We also analyze the response of the various institutions and
participants in the System to the drought, and the impact, particularly on the
credibility of institutions. of the drought and the way it was handled. We
suggestthat in addition to the real poverty, anger, feelingsof helplessness, and
general distress of the new settlers, the drought further weakened the fragile

XVil



xviii Executive Summary

new farmers’ organizations,and ledtoa loss of faith in the official management
organizations, and officials themselves.

We identify a number of specific organizational weaknesses at loth
farmers’ and projectlevel which our observations suggest have contributed to
the severe difficulties faced during this season. One reason for the problems
identified is that the process of shifting from implementinga constructionand
setdement project, to actually managing the new system to serve the farmer
clients seemsnot to have been as well managed as it might have been.

Thisreportishased on only one seasonof research. The resultsaretherefore
necessarilysomewhattentative; but furtherresearch sincemaha 1986/1987 has
tended to support the findings, In the Conclusion, we therefore tentatively
suggestsome specific management innovations that may improve the development

process and overall performance of the Project. Briefly, these suggestions
include:

* Establish clearer lines of authority, including one senior overall
project manager, to eliminate the present fragmentation of authority.

Limit the function of the present Project Coordinating Committee to
overseeing construction in Phase 11,

Strengthen the Irrigation Management Division-sponsored Project
Committee, to convert it into a “Kirindi Oya Project Management
Committee,” as a vehicle for setting overall operational policy and asa
forum for discussing and solving important management problems.
The Committee should include farmers’ representatives as well as
highlevel government officials.

Clarify and strengthen the Irrigation Department’s mandate and capability

for effective system managementin partnership with farmers’ groups,
including hotlding regular staff meetings to improve internal
communications,and incentivesand training for better system management.

* Strengthenthe role of the Irrigation Management Division through more
participation by its senior officials at Kirindi Oya Project meetings, and
improved guidance and support for its Project Managers.

Institutions Under Stress and People in Distress xix

* Use the resources for promoting and strengthening farmers’ organizations
more effectively, by experimenting with using existing field staff from
the Land Commissioner’s Department in the role of institutional organizers,
after providing effective training and guidance to them; and rectify

anomaliescreated by establishingdistributaryorganizationson a hamlet
basis.

Successfuldevelopmentof a major irrigated scheme is a very complex and
time-consuming process. Because Kirindi Oya is a new scheme, it presents an
opportunity to avoid problems found on older schemes by paying greater
attention at this stage to developing effective institutions. We offer this study
as a contribution toward achieving this objective.
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Chapter 1

Introduction

Lann peverLopMeNnt IN the dry zone through irrigated land settlement schemes
has been the main rural developmentstrategy of the Governmentof Sri Lanka
for over five decades. Improving agricultural production, creating employment,
settling people, and generating foreign exchange savings, the primary cbjectives
of such schemes, contribute to achieving the government's major economic
and social goals.

TheKirindi Oya Irrigation and SettlementProject isa new major irrigation
settlement scheme. The main resenoir, Lunugamvehera, with an active
storagecapacity of 210 million cubicmeters' (Asian Development Bank 1986:
Appendix 5),was completed in 1985, and the first rice crop irrigated in 1986.
Construction is still underway in parts of the system, The scheme is situated
in the southerndry zone (southeastquadrant of the island) on the coastal main
highway about 260 kilometers (km) fromColombo. From Hambantotait starts
midway on the Hambantota-Kataragama road and on the east on the Wellawaya-
Kataragama road. The service area of the scheme falls within Hambantota
District, while the dam and the reservoir are located on the boundary of
Hambantota and Moneragala Districts (Figure 1).

Thispaper isbased on research carried out in the Projectduring one season,
maha (wet season) 1986/1987. The 1986/1987 rains failed in this region of the
country. Because the 1986 yala (dry season) had been the first season of
operation on the newly settled lands of Kirindi Oya, farmers were cultivating
for the first or second time. Qur field research focused on a particular

1A sign m the office of the Resident Engineer (Headworks) gives an active storage
capacity of 160,500 acre-feet (198 million cubic maters), and dead storage capacity
of an additional 22,000 acre-feet (27 million cubic meters).

1
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Figure 1. Map of Kirindi Oya Irrigation and Serdement Project
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distributary channel located towards the tail of the area irrigated that season
(although it will be a middle area when the scheme is completed). The work
was carried out by one of the authors, a Research Officer at ITMT, under the
supervision of the senior author.

Theresearch focused on the planning of the season,and the operation of the
new irrigation system, as viewed by both farmers in the sample area, and
officials fran various departmentsat field and middle levels of their agencies.
Not surprisingly, since this is anew scheme. there Weye operational problems
firon the beginning, These are desaried and the organizational and management
weaknesses underlying them are analyzed. About six Weeks into the season,
it became clear that the anticipated rains had failed, and the reservoir wes
emptying rapidly. We analyze the response of the various institutions and
participantsin the system to the drought, and the impact of the eventual crop
failure. The stresses created by the water shortages revealed rather starkly
certain fundamental institutional weeknesses that need attention by higher-
level officials. The impact of the crop failurewes disaster-- inthe shortterm,
at least, furtherimpoverishmentof already rather poor settlers; and in the long
run,a potential loss of faith in the institutions and officials that will make future
improvement of the system more difficult.

Thepaper isorganizedas follows: the rest of Chapter 1 providesbackground
information on the Project, its planning and development, physical features,
andinstitutionalstructure, and describes the sample area and research methods.
Chapter2discusses what happened duringmaha 1986/1987, fram the planning
phase to the failure of the crop, and its impact on the settlers. Chapter 3
analyzes the institutional response and roots of the problem. Chapter 4,
recapitulates the connections between the problemsand distress people faced
and the institutional stresses, and identifies some steps that could be taken, as
well as future research needs.

PLANNING AND FINANCING OF THE PROJECT

The planning of the new scheme began in the 1950s, originating with the
drawing up of a tentativeplan fordevelopingthe water resourcesofeightmajor
river basins, including the Kirindi Oya. A reconnaissancereporton the natural
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resources of Kirindi Oya Basin was done in 1956. Following this the Irrigation
Department (ID) did further studies from 1961-1973, including a survey of the
areain 1973 by the Survey Department.

The Asiian Development Bank (ADB)gotinvolved in the scheme in March
1976, when the government requested assistance for what was then known as
the Lumugamvehera Reservoir rrigationand Agricultural Development Pmkct.
Subsequent visits by the Bank In May and July 1976identified the
suitable for bank assistance. The Bank approved US$49,000 furlher
investigation and technical assistance. In 1977, a Bark appraisal mission
visited the project. Basad on its findingsin the field, feesibility reports, and
discussionswith the government, the Bank approved a loan of US$24 million
o finance the entire foreign exchangecost.

The involvementof other donorsfor co-financing started in April 1978and
Septarber 1979, resulting in the reduction of the Asian Development Bank
loan ©US$20 million. The International Fund for Agricultural Development
contributedU$$12.0 million, and Krediranstalt fur Wiederaufbau contributed
US$13.3 million (Asian Development Bank 1986).

Varjous factors, including a high inflationrate, shortage of skilled labor, and
a delay in finalizing the contract delayed starting dam construction unti!
Septerber 1980, one and a half years behind schedule, The estimated cost of
the Project increased owing to these factors. A review of the cost estimatein
Decenber 1980reveated a cost overrun of about 105 percent of the totall cost
estinated in August 1977.

Thits prompted the government orequestthe Bank and the co-financiersto
provide supplementary financing. In response, the Bank carried out or
financed comprehensive reviews andstudies reassessingthetechnical viability
of the Project. In order ©narrow the gap betwean availablefinances and the
updated cost estimates,possible modifications of the scopeand phasing of the
Projectwere considered,keepingin mind the technical and economic viability
of modified proposals published in November 1982. The Internationat Fund
for Agricultural Developmentand Kreditanstalt fur Wiederaufbau also joined
in the investigations. Thisreview led to the phasing of the scheme. Phase I,
which included construction of the resenvoir and part of the new system,and
rehabilitation of the old areas, Wes O be financedby the funds provided for the
original Kirindi Oya Irrigation Settiement Project together with supplementary

financing. The estimated cost Of Phase I was US$79.9 million, of which

US$68.9 miltion woeld be pro vided by the donors. Coumucﬁonmsomeofme

.proposednewseuhmentarmwaspomnedwmn.

Institutions Under Stress and People in Distress s

DEVELOPMENT AND BASIC FEATURES OF THE PROJECT

The Kirindi Oya Irrigation System has been designed © incorporate six
existing tanks and a new irrigated settlement area. The System includes four
subsystems:

1. TheEllegala System, tapping Kirindi Oyawith five tanks which havebeen

inexistencefor many years (the ”old” systam),supplemented from the new
left-bank main canal;

2. Theright-bank main canal system, with three new irrigation tracts in Phase
| and fourin Phase1I.

3. The left-bank main canal system with two new irrigation tracts in each
phase.

4. The BadagiriyaSystem on the Malala Oya. alsoa pre-existing system, with
supplementary water to be provided from the right-bank canal.?

The objective of the Project is to develop approximately 13,000hectares
(ha) of land, including 5,870ha in the new areaof the rightbank, 2,560ha of
new land on the left bank, and 4,584 haof existing irrigated land (Table 1).
In the new area, 5,151 ha are classified aswell-drained soils, notsuitable for
flood irrigation, 1,908 ha as lowland, suitable for rice. and the remaining
1,371 as intermediate lands (Asian Development Bank 1982:7). An
important rationale for the integration of the existing old system with the
new system was to raise the annual cropping intensity of the ofder system fram
13910 200 percent {i.e., full cropping in both yala and maha).

This was supposed B be included under Phasell, but the Central coordinating
Commitee recently decided to exclude it because of shortage OF water.
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Table 1. Area irrigated, in hectares. under Xirindi Oya Scheme Irrigation System Layout
Source of irrigation New area Oldarea Toed Theright-bank main canal, when completed, will be33km long, terminating
Lunugamvehera at the Badagiriya Tank (Figure 1). Ultimately it is to serve5.869 ha as well
Right bank 5050 5050 as supplementthe Badagiriya System. The design capacity variesfrom 13.0
L eft bank 3275 3275 cuk_)ic meters per second (m?¥/sec) at the head r(_aach, to 2.0 m*/sec at the tail.
Existing tanks 4584 4584 It is equipped with 15gated regulators in the first 20 km to maintain water
levels. The first 20 km pass through Tracts 1, 2, and 5 (Phase-I Tracts) and
Total 8325 4584 12909 the remainder through Tracts 3, 4, 6, and 7. The distribution system of the
Percentage 65 35 100 right-bank main canal includes a branch canal about 4 km long, 45 km of
distributaries,and about 153 km of field channels.

The left-bank main canal takes off fram the domnstream end of the left-
bank sluiceoutlet and runssouth for 14km. A feeder canal from the left-bank
main canal returns to the original river bed to supply water 1 the Ellegala
System. The Weerawila and Pannagamuwa tanks are fed from a right-bank
inletfrom the river bedwhile the Debarawewa, Tissa, and Yoda tanksare fed
fram the left-bank inlet. The left-bank main canal serves Tiadts 1and 2 in
Prese 1 and Tracts 3 and 4 in Phase 11.

The Organizational Structure of the Project

The organizationalstructurefor developmentand management of the Project
is described and analyzed in detailin Chapter 3. The twomajor implementing
agencies of project development during the planning and construction phase
have been the ID and the Land Commissioner’s Department, both within the
Mty of Landsand Land Development. The ID is responsible for planning
and design and construction of the irrigation infrastructure and other capital
investments, while the Land Commissioner’s Department is responsible for
layout and development of settlements. selecting settlers. and assisting
settlers in adapting to their new environment. Because the Project has moved
intoan operational phase, the importance of other departments, particularly
the Department of Agriculture, Department of Agrarian Services. and more
recently the Irrigation Management Division (IMD) of the Ministry of Lands
and Land Development have become increasingly.important.
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The main project-level decision-making body is the ProjectCoordinating
Committee (Figure 2). This is chaired by the Government Agent,
Hambantota. Members include the senior executives of the various
departments involved; the Chief Resident Engineer and three Resident
ExgimsofD.dBProjeﬂMmm(Scﬁhman)ﬁommupdCamWs
Department, the Assistant Commissioner of Agrarian Services, the Assistant
Director (Agriculure) and the Agriculture Officer of the Project, the two
Project Managers of the IMD, and representatives of other government
departments and semigovernment bodies in the Project area.

Settlementof Cultivators on the Right Bank

During Frese 1, 2,713 families wereto be settled in 11 “hamlets” onthe
right bank; “hamlet” is the term used to refer to villages, which are
numbered and not named. By late 1986, 2,429 families (90 percent of the
target) had been settled. The distribution amongright-bank tractsis shownin
Table 2.

Table 2. Distribution of hamlets by tract, and number of families settled,

Area, Number of Tobe Actually
tight bank hamlets settled settled
Tract 1 4 851 803
2 3 857 768
SA 2 448 322
5B 2 557 536
Total 11 2713 2429

Source: Land Commissioner’s Department

Institutions Under Stress and Peaple in Distress ' 9
Figure 2, Project Coordinating Committee
Government Aﬁmt. Hambantota

o | | I [ |

Irfigation  Department of Department of Department of Departments of Imigation
Department Land Commission  Agrarian - Agriculture Forest, Mnagement

l Services Health, Division
Education
| and other
Chicf Resident
Engineer

Project Manager  Assistant Assistant District-level  Project Manager
(Seitlement)  Commissioner  Director or project-level  (old area)

(Agrarian (Agriculre) higher  Project Manager
‘ Services) officers (newares)
Resident  Assistant Project Manager Agricultural Officers
Engineer (Settlement)
Notes:

1 Additional Commissioner (Land) attends this meeting as representative from
the Land Commissioner's Department.
2. District Minister attends meetings when important issues are discussed,

Prior 101970, settlement in irrigation Schemesfollowed a finear spatial form
along the canals. Itwas felt, however, that thiswes detrimental o developing
social cohesion and made providing centralized services difficult. Therefore,
in planning Mahaweli settlements, it wes decided to establish hamlets of not
more than 100-125 settlersin clusters and close proximity. I1twes hoped this
would lead © closer cooperation and cohesion by allowing for primary
contacts. Later, with the firstacceleratedMahaweli System (System C), this
was enlarged © 200-250 families to broaden the social relationships being
established  reduce thecosts Of providingservices. Thus the Kirindi Oya
settlement pattern reflects the current settlement planning procedures
(Stanbury 1988:22-23),

In a fanning communirty like Kirindi Oyaa fanner should be able to travet
quickly and easily to his farm, In earlier schemes this WaS not possible because
homesteads were separately located on the unirrigable highlands, 6ften far
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from the irrigated land. This ‘‘socio-agro distance’ was shortened in the
Mahaweli schemefram 1.6-2.4 km to 0.8km by locating irrigable area close
to the homesteads (Bulankulame 1986:4), InKirindi Oya, in somecases this
criterion of socio-agro distance is not met

For irrigation and water management the layout of the irrigation system
may faciliate or constrain the development of farmer participation and the
formation of user groups for irrigation management at the tertiary and
secondary levels. Therefore placement of farmers who use a common water
course or outlet in one hamlet develops common interestsand a sense of
belonging. Amunugama (1965:146), writing on Chandrikawewa, says:

The nearest approximation to the **jural integrity” of the village that
obtains in a colonization scheme is the solidarity of the colonists
living along a distributary channel...There is a community ofinterests
in that the cultivations of all the colonistsin that groupdepend on the
Flowof water along that particular canal.

The Kirindi Oya situation approximates but does not achieve thisstandard;
Table 3 shows that in several cases farmers on the samedistributary channel
are split between two hamlets. Because distributary-channel organizationsg
were initially organized by hamlet, this has led to some difficufties, as is
discussed in Chapter 3,

Table 3. Correspondence of residential area and distributary.

Main and secondary system Residential area
Branch Canal-12 - Distributary Channel-2 Hamlet 11

Branch Canal-12 - Distributary Channel-3 Hamlet 10and 11
Branch Canal-12 - Distributary Channel-4 Hamlet 10
Branch Canal-12 - Distributary Channel-5 Hamlet 10
Branch Canal-12- Distributary Channel-6 Hamlet 10
Branch Canal-12 .- Distributary Channel-7 Hamlet 10and 11
Branch Canal-12 - Distributary Channel-8 Hamlet 8and 11

Source: IIMI field survey.
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LOCATION OF THE RESEARCH: THE SAMPLE AREA

Irrigation System Layout and Allotments

The arca studied during maha 1986/1987-is located in Tract 5B, under the
right-bank main canal. This areawas chosen with a view to the longer-term
research planned in Kirindi Oya.* It islocated in an areathat is presently near
the tail of the system.but will be in the middle after Phase II is constructed; it
ison Branch Canal-2 so that the performance of a moderate-sized subsystem
can be studied in the future; and it contains both poorly drained and well-
drained soils, which will facilitate work on irrigation management for crop
diversification in the future.

Branch Canal-2 is equipped with single-gated underflow-type regulators.
Water is conveyed to the fields through distributary channels and field
channels equipped with gated offtakes. Distributary channelsoriginate fran
the right-bank main canal as well as from Branch Canal-2. Though direct
field channels originating from Branch Canak! are common, direct field
channels from the the right-bank main canal are rare. Sub-distributary
channelsand sub-field channels are also common. Water is supplied to each
allotmentsby field or sub-field channels which haveconcrete farm outletswith
removable wooden gates.

The sample area consisted of all the land irrigated by Distributary
Channel-2 of Branch Canal-2, in Tract5. All the field channels(Table4 and
Figure 3) on this distributary were studied. In addition. 10allotments (115
percent of the total) were chosen from the head, middle, and tail of
Distributary Channel-2 from three field channels to observe agricultural
behavior. The threefield channelswere numbers 10, 13, and 14.

Destritary Channel-2 irrigates 87 official I-ha allotments. There are 7
field channels, givingan average of about 12allotments per field channel,
The irrigated area is 87 ha. Field Channel-9 has the smallest number of
allotrents(5), while Field Channel- 13 has the most (19). All the allotmentsare

3This longer-term research was initiated i February 1988, with funding assistance
from the Asian DevelopmentBank.
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served by field channels and thereare no direct farm turnoots from main
canals, branch canals, or distributary channels, in contrast with older Sri
Lankan systems. The distributary and field channels are equipped with gates
which can be tocked for rotational issues.

Table4. Field channels of Distributary Channel-2, with number of al lotments.

Field channels Number of Number of Location
allotments sample allotments
Field Channel- 9 05 Head
Field Channel-10 15 03 Hed
Field Channel-11 09 Head
Field Channel-12 16 Middle
Field Channel-13 19 %] Tail
Field Channel-14 16 03 Middle
Field Channel-15 07 Head
Total 87 10.0
Percentage 100 115

Source: Household survey of Hamlet 11 and Distritutary Channel-2,mahe 1986/1987

Land tenure is an important factor affecting irrigation management.
We found 89 operators, though thereare only 87 allotments; this is not due
to land fragmentation but © 2 encroachers residing in and cultivating 0.2
ha each, in 2 atlotments allocated to 2 settlers.

Social Characteristicsof the Settlers

Out of the 93 householdheads in the Distributary Channel-2sampleareaonly
89 vere operators. The involvement 0f93 persons in 87 allotmentsis shown in
Table 5.
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Figure 3. Blocking-out pian for Distributary Channel-2, Branch Canal-2 of
Kirindi Oya Right Bank.
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Table 5. Legat status of household heads in sample area.

Status Number of persons Residence

Legal settlers Operating 84 Hamlet 11

Legal settlers deprived of
land by original inhabitants
claiming the land as their

freehold 02 Hamlet 11
Legal settler (leased out) 01 Hamlet 11
Others

Encroachers cultivating Adalla. in
a portion of settlers' land or the field
Encroachersresiding inthe Adal_la. n
field but not cultivating or the field

Leased-in farmer
(government servant) 01 Hamlet 11

Two original inhabitants

cultivating lands allocated to Adalla and
settlers claiming it as their Uduwila
freehold 02

Total 93

Bvicted from land two months after the commencement of cultivation by Project
authorities.
Source: Household survey, maha 1986/1987,

The 87aliottees withrightsto land in Distributary Channel-2live inHamlet
11.With the exception of three farmers (two under Field Channel-10 and one
under Field Channel-13), all have been settled in Hamlet 11 so that those who
share water from a commaon field channel would be neighbors. The three
exceptions, though living in Hamlet 11, are not neighbors of others sharing
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water fram their field channels. This has happened because they had
exchanged the original allotments given to them for new ones. Out of the 87
allottees, 3 are not actual operators: 2 because the freehold for their lands
has been claimed by originalinhabitants and 1because his allotment has been
leased out to a government official.

The other five household heads in the household survey are not settlers.
The twowho claim landsallocated to settlersas their frechold live in Adalla
and Uduwila, purana (preexisting) villages near Hamlet 11. The other three
are encroachersresiding in the Adalla field arez, two cultivating a portion of
land held by two legal settlers and one residing in a small portion of land
cultivated by a setiler.

It should be noted that there is no besiis for claiming that settlersof Hamlet
11 areinany statistical senserepresentativeof the larger scheme. Ithasbeen
mentioned tous that thishamlet includes relatively more wealitty people who
are not as serious about cultivation as others, but we have no basis for
evaluating this claim. In general, however, contacts withsettlers fram other
hamlets strongly suggest that Hamlet 11 is not unique or unusual in any
significant way.

All the householdheads in our sample are Sinhala Buddhists firan southern
Sri Lanka, The majority of settlers in Distributary Channel-2 are from
Hakmana and Deniyaya clectorates in the Matara District. Of the four fran
Tissamaharama, two are relocatees who previously had irrigated land under
Lassanawewa, a smatl old tank which was breached in order to be included in
the command area. The other two are encroachers in the area which came
under the scheme.

The population includes threedifferent caste groups, Govigama, Vahumpura,
and Rada. The majority in Distributary Channel-2are of Govigamacaste, but
all the farmers on two particular field channels are of Yahumpura caste. We
could not observe in detail the impact of caste differences on behavior in their
face-to-face interaction in daily life,

Except for the 9 households fran Tissamaharama and 1from Ratgama (6
out of these 10are not legal allottees), all the settlers moved into the scheme
in 1685 and 1986. Although settled officially in thehamlet, 13 of these families
do not reside there permanently. Even those who are settled permanently
make regutar Vvisits to their original viltages in the Matara District to see the
family members who remained in the villages. Thelack of facilitiessuch as
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drinking water, health, and education are the mainreasons for the delay
in bringing family members to the settlement.

The first water issue to Distributary channel-2 was made nearly one year
after people wexe settled in Hamlet 11. They were given free food rations
through the World Food Program during  this period.  Because the land
development and other work in the area, however, were 30%€ by contractors
who preferréd to hire their own men, there was no possibility for the settlers
towork as wage laborers. Out of the87allottees in the sample only 4 had
employment as casual wage laborers in infrastructural development work in
the Project.

The settlers brought with themto the settlement building naterials ©
build temporary houses for shelter, pots and pans 1o cook, some furniture,
money 10 buy essential Itars, bicycles, and radios. The authorities give Rs
1,500 (US$50) to each sestler who builds his house to official specifications.
Sestlers who do notadhere 1Dthe specification do not receive this allowance,
We have no data on how many people in Hamlet 11actually received the
allowance.

Out of the 93 household heads in aur sample, 89 were males and 4 were
females. The 4 femaleand 71 male households heads were married while

18 males were bachelors. Bighty-eight household heads migrated to the
settlement area fram the Matara District where education facilities are
available, There were 2 graduates, 34 qualifiedat GCE (Advanced Level)
(senor secondary), 26 with ssaodary  education, and 27 with primary
education among the 93 settlers. Those who have senior secondary and
higher-level educational qualificationssaid thatwhen they met their Members
of Parliament with the hope of getting employment they were given land
instead. The educated settlers Seamed to prefer employment 1 farming. The
use of wage laborers from their original villagesby these educated young
farmers wes observed during maha 1986/1987. Some were even reluctant
1 do manual work in thefield.
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RESEARCH METHODS

This research was planned to focus on tre institutional aspects of irrigation
S/stam management in anew settlement scheme. AS mentioned above, the
sample area was chosen with longer-term research objectives in mind. A
research Officer was assigned to the sample am to begin the research in
October 1986. In order to become acquainted with the area, settlers, and
officials, the research officer spent the first month establishing rapport.
During this period he met many people informatly to explain the research and
to get toknow people. Healso obtained official data about the system and
sample area such as maps, household lists, water-issue schedules, and
organizational charts of the agencies.

After this first month, the research officer concentratedon gathering data
by participant observation and informal interviewing of key informants,
officials, and settlers, Because he arrived at the startof maha 1986/1987,
he focused on systematic recording of imigatimnand agricultural behavior;
interviews and observation of agency officials’ behavior, and activities
(meetings, water deliveries, etc); interviews with farmers; and observation
of farmers’ organization meetings and farmers’ meetings with officials.

We began gathering quantitative data after having established some
rapportwith farmers. These included a household survey of the sample area
and recording of agricultural and irrigation activities. The primary focus,
however, was on collecting qualitative data on peoples’ behavior and
perceptions, values,and interpretations. As the season progressed, and there
was ashift fram struggling with water distributionproblemsto drought -- total
lack of water -- the research focus also shifted to the response of both settlers
and officials to the crisis at hard



Chapter 2

Water Management in Maha 1986/1987

WATER MANAGEMENT AT THE SYSTEM LEVEL

Planning Procedures

Tue pLANNING Process for the Season depends largely on the availability of
water in the reservoir. The Project Coordinating Committee. of the scheme,
which consistsof higher-level project officersand some district-level officers
of the lineagencies, meets monthly under the chairmanshipof the Government
Agent, Hambantota. Thiscommitteeevaluatesprojectperformanceduringthe
previous months. Issues relating to agricultural programming for the corning
season are also discussed at these meetings. Thewater Level in the reservoir is
also reviewed.

Before the beginning of a season, if the water level is at 33 percent or more
of the total capacity, a decision to commence the cultivation Season can be
made. The dates are officially fixed at kanna (cultivation) meetings after
discussing the relevant issues with farmersin detail at “pre-kanna” meetings.
Issues such as the extent of the area to be cultivated for the season, the areas to
be given priority, and crops or seed varietiesare also discussed at the Project
Coordinating Committee meetings, to reach a consensus among officials
before the pre-kanna and kanna meetings. The District Minister, Hambantota,
attends project coordinating committee meetings when important issues are
discussed. The Project Coordinating Committeeplays the policy-making role
usually played by the District Agricultural Committee.

Pre-kanna meetings for the season were held in mid-October, nearly one
month prior to the first water issue. Kanna meetings were held one week later.

19
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These meetings, held at each tract { 1to 7)toenable farmers in all the tracts
to participate, are preparatory meetings €or the kanna mestings, and are
attended by higher-level project officars, middle- and field-level officers of
line agencies such as the Departments of Lrrigation, Agriculture, Agrarian
Services, Irrigation Management Division (IMD), banks. and the Agricultural
Insurance Board. The mestirgs were organized by inviting farmers through
two agencies, the Land Commissioner’s Departrnent through colonization
officersand the IMD through elected field-channel leaders.

In Kirindi Oya the pre-kanna mestingswere chairedby the Project Manager
(Settlement) or his deputy. The purpose of the meetings is to explain the
proposed agriculiural program for the season 1 the farmers and get their
approval, However, the 1986 pre-kanna meetings were used by farmersto
present their grievances to project-level higher officers and discuss the problems
encounteredin the previousseason, which in their view occwrred because of the
negligence of officials. Though the officialsattending the meetdirng cannot find
immediate solutions to some of these problems, the farmers are allowed to
express themselves in order to avoid a tense situation at the kanna mesting
itself.

In this sense, the pre-kanna meeting fitswell into Sri Lankan culture.
A good comparison would be Ankeliya, a traditional drama performed in
southern Sri Lanka in the worship of Goddess Pattini. In this drama erotic
and aggressive impulses are expressed overtly in symbolic form in order
to create a harmonious and peaceful social environment, Similarly. pre-
kanna meetings provide a forum for arguments and disscussion -- expression
of conflicts and tensions -- which lead to agreement between farmers and
official. As aresult,kanna meetingsnormally end harmoniously, usually with
the farmers consenting to the official agricultural program for the season.

The kanna meeting is held under the provisions of the Irrigation Act
and is presided over by the Government Agent or an officer representing
him. The meetings is attended by project-level officers, middle- and field-
level officers of line agencies,and in same cases district-levelofficers of these
agencies. The decisionstaken at the pre-kanna meeting are usually officially
confirmed at the kanna meeting.

At the kanna meeting held in Hamlet 11 for the Tract-5 irrigation area,
the plans for water issues and cuitivation presented 1 farmersat the pre-
kanna meeting were ratifiel. The decisions made at the meeting were:
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completion of canal cleaning wark before 30 October 1986,
commencement of water issue on 05 Noverber 1989,
completion of sowing by 05 December 1986,

cultivation of three-to three-and-a-half-month rice varieties,
stoppage of water issueson 05 March 1987,and
commencementof harvesting from 20 March 1987.

The Irrigation Engineer (Bight Bak), who represented the lmigation
Department (ID), made additional comments regarding the date of commencement
of water issue. H2explainedto the farmers that the Department had ©reduce
the water level in the reservoir torepair the spillwaygates. Be expressed hope
that the repairs would be compieted by the end of October and the water level
in the reservoir, which was 50 meters above mean sealevel (MSL)onthe day
of the meeting, would rise to 51.8 meters above MSL., the minimum required
to commence water issues. In addition he remarked that water-distribution
problems would Crop up because 4,247 ha are 1 be cultivated during this
seasoninstead of 1,162ha cultivated in the previous season (the System”™s first
season).

Though damagetocropsby stray cattlewas amajor issueatthe meeting, no
proper plan to protect the crop was presented. The only solution wes for the
farmers to build fences around their fields, according to the Assistant
Commissioner, Agrarian Services. But farmers requested the Additional
Government Agent, who represented the Government Agent, to issue gun
licenses to shoot stray cattle. The farmers claimed that when the crop is
damaged, the cultivation officers to whom the farmers complain invariably
take the side of cattle owners,apowerfultand-holding gentry known locallyas
gambaraya.

Operating Procedures

Operation of sluice gates, gated regulators, turnout gates along main canals,
branch canals, and distributary canals down 1 the fizld-channel tumouts is
done by the ID. The highestproject-level ID officer is the Chief Residential
Ergineer, who is assisted by the Senior Irrigation Engineer (Water Management),
and the Resident Engineers and (Right Bank, Left Bank, and Head Works).
Each Resident Engineer has an irrigation engineer to assist him in-operation
and maintenance functions,
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The actual operation is done by “irrigators” (jalapalaka kamkary) on the
instructionsof technical assistants. Thetechnial assistantsare assisted in thelr
work by Work Supervisors, who are supposed to make regular field visits.
Before commencementof the water issue for the season, the technical assistant
is expected collect data on 1and use under distributarychannelsand those field
channelsreceiving directissues from main canals or branch canals and submit
data io the irrigation engineers of the respective areas in the right or left bank;
in reality the design assumptionsare used. The irrigation engineerswith the
assistance of the technical assistants calculate water requirements for their
irrigation areas based on crop water requirement tables. A copy of the water
requirement schedule is sent to the Senior Irrigation Engineer for water
management. The water-issues down to the field channel turnouts are
supposed to be made according to these water requirement schedules. Releasing
water from the reservoir in terms of these schedules is done on the instructions
of the resident engineer in charge of the respective main canal. When the
implementation of a rotational issue is necessary, water-issue timetables
should be prepared by technical assistants for the areas under their charge,
supervised by the irrigationengineer.

The technical assistantsin charge of particular irrigation areasare responsible
for the operation of the gated regulatorson main canals and branch canals in
their areas, in addition to distributary- and field-channel turnout operation for
the disribution of water, Thesegated regulatorsare operatedin such away that
while various discharges are made, the water level in the main and branch
canals should remain the same.

Water distribution in turnout areas is supposed to be handled by farmers
organizedinto turnout groups. Field-channel leaders areelectedby the farmers
under the guidanceof the project manager. Thetechnical assistants had handed
over the wooden farm turnout gates to field-channelleaders to enable them to
implement rotations.

Irrigation Behavior

Water issuesfor the seasonstartedwith the arrangementsdescribed above. The
water level in the reservoir was 50 meters above mean sea level (MSL)pn the
day of water issue from the reservoir; below the established level of 51.8
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above MSL required for starting deliveries. Water issues to the five tanks
under the Ellegala System had been done sometime earlier when water
stored in the reservoir was released to facilitaterepair of the spillway gates.
The water issueswere done on a rotational basis for which a very complicated
water issue timetable had been prepared (see Appendix). It involved rotations
both among and within field channels. In fact, there wasa constant flow in the
main and branch canals, and a constant but reduced flaw in distributary
channels throughout the period of water issue.

Operation down to the field-channelturnout was done by irrigators, who
were very busy in the field. Work supervisors made regular inspections.
Technical assistants made field visits in order to give further instructions
regarding water distribution. When fieldchanne] leaders or farmerscomplained
about theirproblemsto irrigationengineers, technical assistants were directed
to take appropriate action. Sometimes farmers met the technical assistants
themselves in the field or in the office to find solutionsfor theirproblems. On
occasions when farmers felt that appropriate action was not taken, they
complained to the IMD Project Manager, who consulted the respective resident
engineers to solve such problems, Irrigation engineers and resident engineers
themselves monitored main canals to check whether appropriate water levels
were being maintained in main and branch canals.

Despite these effortshy the ID, there was one occasion when the water level
in the right-bank canal rose alarmingly during the night. Though the reasons
for this are still a mystery, on the following day we observed that entire fields
in Tract 5 were full of water, and water had overflowed onto the Hambantota
Wellawayaroad in several places. Accordingto reliable sourcesthe technicat
assistantsthemselveshad to do manual operation of the gated regulators on the
right-bank main canal in order to prevent bund erosion.

From the following day onwardsthewaterlevelintheright-bankmaincanal
went down drastically,creating a scarcity of water in the right-bank area. The
reason for thiswas the main canal bund erosion near the syphon between Tracts
land 2. frrigation officialsexplained this as having resulted fromawater block
insidethe syphon. Rightly or wrongly, however, many farmers and officials of
other departments claimed the cause was management inefficiency on the part
of the ID. The 1D placed night watchers on duty at gated regulators after this
incident. Nowater issues were made to theright-bank main canal for about one
week following this incident, until the canal bund was repaired,

On another occasion during land preparation, the water level in the right-
bankcanal went down drastically following a shortspell of rain. Itwas evident
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could not be made to Branch Canal-2 for two days With the exception of
these incidents, normal water issues were made to the right- -bank area during
the early part'of the season.

From the farmers’ perspective, the ‘‘normal supply” issed by the 1D
seemed insufficient for land preparation. The farmers argued that four-hour
water-issues 1 each allotment twice a week were not sufficient because they
could not retain water in the fields. They preferred to have a constant flav
during the land preparation period. Therefore, farmersrefused © follow the
waler-issue timetable and adhered to simultaneouswater sharing. The technique
of simultaneous water sharing took different formsfran one field channel to
another, depending on the field conditions, the charactetistics of the farmer
population, and the participation of field-channel leaders. This is discussed
further in the latter part of this chapter, Itwes somewhat difficultto practice
simultaneouswater sharing because the ID implemented a rotation down te the
field channels, which tended to disrupt farmers’attempis to share water
simultaneously.

Simultaneous water sharing in turnout areas under a rotational issue at the
Systan level had serious consequences for most of the tail enders. There was
achaoticsituation during the first week of water issuesin turnout areas. Water
stealing and itlegal tapping df field channels were very common during this
period. This tense situation, however, improved af[F (fportwhllevvnen tail
enders could useseepage and drainagewater. The'* “I8 oflong field
channelsand tail-end field channels of distributary channelswho did not have
access to drainage or seepage water, however, had tremendous difficulties in
irrigating their allotments.

Inaddition, the farmerscomplained of defectivecanals, farm turnouts and

othrer rrigation structures which resulted in shortages Of water to their allotmens.
ined of msausfactoly land levelmg and ridge construction by
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by farmers during'the land preparation period. Becausethcmstaffhad
apparenﬂy been provided theoretical and not actual water requirement tables,
their water requirement calculations might have been far from reality, Some
irrigation officers were of the view that the shortage of water daring land
preparation could have been avoided by making constantissues t0all the field
channels, and overloading them, given the lack of actual water requirement
chta. But this conld notbe done because of the scarcity of water in the reservoir.

Another reason for the shortage of water 10 tail enders was lack of active
participation by field-channellzaders -- allottess electedby farmerswithlegal
rights 1 land and water fram that fieldchannel -- in the water distribution.
Except fora fewrare cases in Tract 1, we didnot observe or hearabout active
participationby these leadersin the water distribution. Thisismainly because
the farmers’organizations were in a formative Stage, and also owing to the
defects in farmer organizations. The defects I farmer organizations are
discussed in the next chapter.

The imregular supply was also caused by bund erosion of canals and
management problems over a period of 14 days of acute water shortageto the
Branch Canal-2areaand 2 days' shortage of water to the entireright-bank area
during the land-preparation period.

THEDROUGHTAND ITS IMPACT

Water issuesforthe seasonweremade with the expectation ofheavy rainsfrom
November toJanuary, as isnormal for thisperiod. Instead, the rains failed and

therewasascveredmnght. 'I‘hewateﬂevelmtlwmervmr whwhhaddmpped _
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the right- and left-bank sluices began declining drastically in early January
1987. Discharges into the right-bank main canal, which had ranged between
2.83 and 5.04 m*/sec in November and December, dropped to 2.7m*/sec on
8 January, and to 0.7 m®fsec by 13 January. Thereafter, the range for the
remainder of maha 1986/1987 was 0.7-1.1m?%/sec. As aresult, water tevels in
the main canals could not be maintained to issue water to downstream tracts.
In addition, water levels in the five tanks under the Ellegala system had by
this timealso declined alarmingly. Therewas a demand by the farmers in those
areas for water fram the Lunugamvehera Reservoir. At the establishment of
the settlement project, these farmersheen granted priority rights to the water.
The Project Coordinating Committee held a special meeting in early
January andreviewedthe situation. Ittook adecisiontoretain the Tract-1 areas
under the right- and left-bank systems and the old area under the Eilegala
System. The tail-end parts of Yoda and Weerawila Tarks (under Ellegala),
wherecultivation had started almostamorth late, were doomed to fail because
of ladk of water.
The overall result of the season as reported by the water management
consultants working in Kirindi Oya is shown in Table 6.

Table 6. Croppedareas in hectares, maha 1986/1987.

Developed Planted Saved
New area
Tract 1 1347 1115 647
Tract 2 1747 1332 0
Tract5 990 e 0
Old arca
Ellegala 3712 3600 3400
Badagiriya 850 0 0
TOTAL 8646 6818 4047
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In late January, even the cultivation under Tract 1 on the right-bank was on
the verge of complete failureas a result of scarcity of water. At this stagefield-
channel leaders organized a shramadana (cooperativelabor campaign) under
the guidance of the Project Manager (IMD) to dig a canal inside the reservoir
to bring the remaining dead storage water to the right-bank sluice gate. \\ith
the heavy equipmentprovided by the Chief Resident Engineer and free manual
labor from the farmers in Tract-1 area, work was completed within a short
period. The IMD Project Committee met in late January and decided to
approach the farmersof the right-bank Tract-1area to appeal to them to try to
save only the crop which can survive with the application of water once in a
two- to three-week period. As most of the field channel tail-end allotments
were cultivated two to three weeks late. they could not be retained because of
the scarcity of water. The field-channelleadersagreed to suggest thisproposal
to the Tract-1 farmers.

Theagricultural instructorin Weerawila Division, who was the secretary of
the Project Committee, walked from one field channel to another in the Tract-
lareawith field-channel leaders 1o sort out the allotments that could be saved
and to explain impending danger of the drought to the farmers. Several
meetings were also held in Tract I, organized by the respective distributary
channel-level organizations, to explain the proposal of the Froject Commirttee
to farmers. Though some farmersagreed to it, marny opposedthe idea with the
remark that if disaster strikes, everybody should die, not just a selecied few.

There was great resentment among the farmers in Tracts 2 and 5 and tail
enders of Weerawilaand Yoda Tanks over the crop failure. Many who were
solely dependent on cultivation were desperate. Poverty and hopelessness
generated in them an anger against governmentagencies, which they viewed
asresponsiblefor cropfailure. In the days of severe scarcity, they searched€or
clues to put the responsibility for failure on the organizationinvolved in water
management and decision making regarding the culiivation season,

The major “cause” of the crop failure, in many farmers’ eyes, wes the
reduction of water levels in the reservoir to complete the construction of the
spillway gates. This was begun sometime prior to the first water issue for the
season. Therehad been some delayson thepart of thecontractorin construction
of the spillway gates. The ID was askedto fill the reservoir for its ceremonial
inauguration before the gates had been completed. Accordingto ID officials,
it was therefore necessary to complete the installation of the spillway
gates while the reservoir wes low, and before heavy rains were anticipated.
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Sﬂm who parcipated in kanna meetings informed the farmers that the
ongoing *‘repairs"”; (i.e., completion of the spillway gates), was one reason for
the delay in issuing water for the season. They alsomenticned as other factors
‘the scarcity of water that resulted from reduc ing the water level for the repair,
and the delay in the northeast monsoonrains. .
A.ccmdmj; 1o the kanna meeting reports published _by‘ the Government
Agent, Hambantota (1986/1987), ID officials had made specific remarks about
the quantity of water released for the repair. At the Tract-5 kanna meeting
where we were present, the Irrigation Engineér (Right Bank) mentioned the
reduction in storage but was not specific about the quantity. But the reports of
the Tract-2 kanna meeting quote the Resident Engineer (Right Ban}c) assaying
that the reservoir was-*‘emptied’’ (sampurnayen hiskala) for repair. We were
not present at the meeting and do.not know if this is correctly reported. The
impact of the reports, however, on the general opinion of the farmers and othe:

agency officialswes apparent. They quoted these reportsat a later stage and
rarariked that the cultivation down to theend of Tract 2 could have been easily
retained if not for this **mistimed™* repair.

Farmer representatives of the old area clalived they had witnessed, over a
period of two months, water flowingalong theriverasifitwere a time of flood,
during the period of repairsto the spillway gate. Their main accusation was
that water wes released to Kirindi Oya without filling the five tanksunder the
Ellegala System.

The Gwef Resident Engineer whom we interviewed on this matter was of
the opinion that the quantity released during the period of repair was around
8.64 million cubic meters, an “insignificant quantity” which could not
contribute much to retainingthe larger area dried up in the season. The reason
this work was necessary after just one cultivationseasonwas unfortunately not
explained © farmers, The general rumor among farmers:and same agency
officials, however, was that water issues for yala 1986 ware made without
properly completingthe spillway gates because of a hasty decision of politicians
a higher-level officials.

‘due fo inadequaté intémal compunications, the ID
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WATER MANAGEMENT AT DISTRIBUTARY LEVEL,

Official Pracedures far Watar Teoriae

The first water issue to Distributary Channel-2 for maha 1986/1987 was on 10
November 1986, four days after the head-sluice scheme of the right bank was
opened 101 TNE S€3S0N. 1N WHLET ICYUIRATICINS 1Vl MK ViRl . veci
calculated based on ID guidelines by the technical asSistants,under the
supervision Of the imigationengineer. Although the technical assistant was
expectedto prepare a water-issue timetable for his irrigation areaprior to the
commencement of water issues, the timetable was not ready on the first day of
the water issue. The ID. however, delivered the timetable to the farmer
organizations four days later,

The technical assistantis in charge of water distribution down 1 the field-
channel wumouts. He is assisted by a work supervisor and an irrigator. The
water distributionbelow these turnouts is the responsibility of the field-channel
leader. The IMD had by this time arranged election of leaders on each field
channel where water issues were tobe made for the season.

The Water-Issue Timetable: Official Assumptions on Water
Distribution

In their messages 1 farmers at meetdngs held prior 1 water issues for the
season, the ID officials stressed the necessity of adhering 1 the valer-1sa.e
timetable of rotation © avoiddistribution problems. The emphasis onrotation
conveyed the view of the irrigation officiats that the Kirindi Oya canal system
has been designed for rotational water issues which includes rotations among
and within field channels. Therefore, it WeS understood that any deviation
would resultin distribution problems. Thisview was further reiterated 3,,, = -
Irrigation Engineer (Right Bank) at a meeting held On the first day ofb\/\‘/'ater
issue NHamlet 11, andthe official view was expressed by hirm at this meeting:

Distributary Channel-2 has been designed to carry six cusecs (170 liters
per second ), while each field channel carries one cusec (28.3 liters per -
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second), (there are seven field channels). Therefore. the quantity of
water in a field channel at a particular time is not sufficientfor all the
farmers onthat fieldchannelte draw water simultaneously. Any attempt
at simultaneoussharing of water would sltimately resultin shortageand
nonavailability of water to tail-end farmers. It never guarantees an
equitabledistribution. The water-issue timetable guarantees two water
issues for a period of four hours each within the first week, two 1SSUes
for a period of three hours within the subsequent week, and so on for
every allotmentuntil theend of the season. If the farmersstrictly adhere
to the timetable, water issued during the time specified in the table
suffices to irrigate an allotment

Implementation of the Water-Issue Timetable

With the commencement of water issues, We observed the irrigator making
regular visits to the Distributary Channl-2area to implementthe field-channel
rotationand make necessary adjustmentsin the turnoutgates of the distributary
channel 10 either increase or reduce the water flow in order to maintain
appropriate water levels in canals. The work supervisor and the technical
assistantmade occasional visits to supervise the irrigator and give him further
instructions regarding turncut Qoeration when necessary. | D officials attempted
to implement rotational water issues according to the timetable on Distributary
Channel-2 throughout the period from 10 November to the end of December
1986.This was interrupted fran timeto time by managementand other defects,
which we described in the first part of this chapter, and the rotation finally
faded away as a result of severe drought

Water-Distribution Problems: Views of Farmers and Officials

During the period of vater issues, Distributary Channel-2 farmers were
confronted with such irrigation problems as shortage of water and irregular
supply,which were often menifestatiansof distributionproblems. Itistruethat
the farmers did not follow the water-issuetimetable recommended by 1D
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officials. Qur field experience, however, suggeststhat nonadherence to the
recommended timetable by the farmers was not the only cause of the distribution
problems. In askingwhy farmersdid not adhere to the timetable, the following
causes of distribution problems were identified:

*  disagreement between officials and farmers over the water-issue
timetable;

* defectsin the canals and structures,and shortcomingsin land leveling;

the impact of management of the larger System;and

the ineffectiveness of farmer organizations in their formative stagesto
take the responsibility for field-channel water management.

Disagreement between offlcials andfarmers over the timetable. The
farmers in Distriburary Channel-2 were opposed to rotational water issues
during land preparation because of the difficultiesencountered in the previous
season in retaining water in their allotments after irrigating them. Out of 87
allotmentsin Distributary Channel-2, 10 were being cultivatedforthefirst time
while the other 77 were being cultivated for the second time. Eighty percent
of the land in this area has been classified as well-drained, where percolation
and seepage is high according to the officers of the Agriculture Department
working in the project. We observed that even fields which were full after
being irrigated the previous day had gone completely dry on the followingday .
Because ofthis, farmerswanteda constant flowduring land preparation to keep
the soil muddy 0 they could do the plowing easily and within the time
specified in the cropping calendar.

This observation of very high water requirements is consistent with the
findings of Franks and Harding (1987), based on research in the Inginimitiy a
Scheme, that during the first season, on anew system, individualfield- channel
commandsusetwiceasmuchwater as forecastatfulldevelopment. Apparently
the ID officialsat Kirindi Oya did not take thisinto account in planning water
deliveries.
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atnight to reduce water losses. Farmers who were cultivating for the first iimé
alsoclaimedthat could not retain water in their allotments becaase of the

construction by contractors. All these reasons finally
ledio their dtsegarmﬂg the timetable.
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with farmers® views. Tre officials viewed them as having resulted from the
mmuimmwatuslnrmgbyfarmas wluchﬂwyclmmedmmmtheamsful
channels. The officers, however, scemed unconcerned about the farmers'
inability Dretain water intheallotments. Ontheother hand, the officersof the
Department of Agriculture Were in agreararitwith the farmers’ demand fora
constantflow during the land-preparation period. Theywere frequently in the
field during the season and were aware of the farmers™ practical problems of
cultivation.

The ultimate outoome of this disagreement was the existence of two
different water distribution practices on Distrilatery Channel-2,0neby the ID
down 1 the field-channel tumouts in accordance Wilh the timetable, and
the other by farmersbelow the field-channel turnouts, as an adaptation © a
timetable which they could not change.

Defects in the canals and structures. The overflow of water in several
places along the bund of Distributary Channel-2 was a common incident
throughoutthe periicd of water issues. As aresult, the irrigator had Dreduce
the vater level in Distriuiary Channel-2 on such occasions. The resultwes an
acute shortage of water far Field Channel 13, the tail-end field Cftf]zﬁmel under
Channel-2. In addition Dthis therewas a largeP® ©placeby
the side of the head end of Field Channel 13; water leaked info this pond,
reducing the level in the fieldchannel. Water was availablein the field channel
on only 30days out of the 50 on which we mede field visits to Field Channel-
13. This led toa perception among the farmers under field Channel-13 tret
Distributary Channel-2 had been desxgned 1 issuevatar only to the first six
field channels under it and not 1© their cwnel in theait, They argued that
because Distributary Channel-2 can 817
3 liters per seco

: Y lmhmgrseconducan issue
L wﬁﬂoﬂymsu ﬁetdclmne!s each\mth acapamtyof

{nstitutions Under Siress and People in Distress 33

_ID officials agreed. that the distributary-channel bund and road needed
repairs. They put the blame, however, on the farmers of the tiead-end field
channels for blocking the distributary channel and lifting the gates of field
channels, claiming that these are the real causes far shortage of water ON the
1ail-end field channels. Except for one isolated case of illegal tapping of water
inField Channel-13 by a tail-end farmer of Field chamel-12 who was warned

Wauﬂlmummmstmatpmcuce.mrﬁeldobsuvauomdomsubmmw
mese allegations, Instead we found that the key variable with regard 1 the
availability or nonavailability of water in the tail-end field channels was the
water level at the head of Distributary Channel-2.

The tail-end farmers of Field Channel-12 also had difficulties with water,
mainly because when an adequate quantity of water was issued to the canal, the
area between allotmentnumbers 138and 139tended to erode, creating an acute
shortage of water at the tail. \We observed the bund erosion of Field Channel-
12 once in this season, and the farmerstold us that the same thing happened
twice in the previous season. The farmers viewed this as resulting fran
unsatisfactoryconsauction. The irrigatorhimself told us thathe does notissue
as much water Dthis field channel as others, an the request of farmers, for
fear that it would erode the canal bunds. The technical assistant told us that
he cannot comply with the farmers® request for lining a portion of the field
channel with concrete slabs in order 1 prevent erosion, even though such
requests have been made by many farmers.

Structural defects and shortcomings in land leveling,  Farmers
complained about a number of structural defects and shortcomingsin land
levelingwork by centractors, which in their view obstructequal distributionof
water, These are listed in Table 7.

ID officials agreed to repair the defective and broken field turnouts and
install new field tumoutsin the fieldswhere they were notavailable. Work on
drainage canals wes started in February 1987 1 solve drainage problems,
Land-leveling problems in the Field Channel-13 area also received the
attention of officiaiswho had prepared estimates for the work in the early part
of 1987. The problems regarding the allotments in which field mmouts are not
within the boundary of the allotments, however, cannot be solved, according
to the ID, because they have fixed the field turnouts in the adjoining head-end
fields, taking appropriate levels, in order to irrigate the entire allotments. -



34 Water Management in Maha 1986-1987
Table 7. Structural defects as reported by farmers on Distributary Channel-2.
Defect Riald ~hanpel | No. of farmers How affected
number affected !
Defective 10,14 17 More water flowsto th
field turnouts head-end allotments
with defective field
turnouts
Drop structure 11,14 3 Difficult to imigte
broken by a allotments
leveling machine |
Field tumouts not 11 3 Dispute with farmers
within the bound- over sharing water
ary of allotrents |
Field turnouts 11, 13, 15 4 Difficulttoirrigatea
below field level portion of the field
No Field 15 2 Difficult to irmigate the
turnouts field without blocking
field channel
No drainage 12, 13, 15 8 Excess water damaging|
canals the crop
Land not 13 9 Difficult toirrigate a
properly portion 0fthe
leveled allotment

Source: Household survey 1986/87 maha.
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Impact oF the management of the larger system. There were three
occasions of acute water shortage to the Distributary Channel! area
during the land- preparation peried, twice owingto the bund erosion of branch
canals and the right-bank canal, and once apparently due to the failure of a
higher-level irrigation official to give timely instructions to “increase” the
water flow in the right-bank canal. As discussed below, these incidentshad a
major impacton water distribution at the distributary-channel level and created
an unfriendly attitude towards irrigation officialsamong farmers, because this
was the time when farmerswanted a regular supply as they had brought tractors
and wage laborers from their native villages in the Matara District to complete
land preparation.

Farmers viewed the erosion of canalsas having resulted from unsatisfactory
construction, forwhich they held irrigation officialsresponsible. The delay on
the part of a higher official to give instructions to issue water was also seen by
farmers as an unsympathetic gesture towards them.

Ineffectiveness of farmer organizations.  The farmer organizations
formed by IMD, with leaders elected for each field channel, were supposedto
do water managementbelow the field-channelturnouts. Though field-channel
leaders had been elected to att the field channelsunder Distributary Channel-
2, Distributary Channel-2 itself did not have a separate farmer organization.
The field-channel leaders of Distributary Channel-2 had been incorporated
into a hamlet-level farmer organization formed by IMD based on a larger
irrigation area. Field-channel leaders were supposed to distribute water
equally to farmersof their fieldchannel, and mobilize farmers forcleaning and
maintenance. The field-channel leadersin Distributary Channel-2 could not
perform these functions effectively, for reasons discussed in the next
chapter. The weaknesses of the organizationsand leaders are evident from the
following observations:

* None of the field channets had been cleaned completely on the day of
water issue. Field Channel-9 remained uncleaned during the whole season
while Field Channel-10 was cleaned after water issueswere made. Only the
upper reaches of the other field channels hadbeencleaned while the tail
end remained uncleaned throughout. The total length not cleaned was 60-70
percent.



36 :

jeaders knew the dates of water-issues o his field channel and the time

allocated to farmers under his field channel to take water, during the first two
' weeks after water issue. Though the water-issue timetable was available with
the president of the hamiet organization, ficld-channel leaders did not make
" * Thongh almosteverybody opposed the rotational issue of water during
land preparation, none of thefield-channel leaders voiced this oppositionat
meetings where irrigation officials were present They could havecome toa
eneral agreement with officers if the subject hadb&een dlSCl!SSed at rnc_eflfxg:s.
apparently avoideddiscussing this™ 2% ®*°24 of the common béliet
that officers would not change their plans even if requested. This, however,
suggests a lack of self-confidence on the part of the field-channel leadersand
their orgenization.

* Field-channel leaders were criticized by farmers for such things as not
taking part in water distribution, not solving distribution problems within the
field channel, unfair distribution based on factional loyalties, and excessive use
of veter by leaders themselves. It was evident that leaders, who were not
trained properly for crganizing farmers and had no guidance for doing this,
lacked organizing skills and could not win the farmers” trust to do their work.

Attemptsto find Solutions

Becausethe irrigationofficialstook no action to meet the farmers’ demand for
a constant flaw during land pregaration, the farmers developed a waer
management techniqulggknown among them as samanawa begqga%e‘ima, wl%tgh
means *‘equal sharing,’’ to ensure a constant flow at least on days the iEield
channels were open. This was an attempt by farmers to overcome the serious
problem of inability to retain water i i€ newly developed land. '
Equal sharing is a simultaneous watgr sharing technique which requires
. farmers to keep their field tnouts lightly open (abou} 2__.5 centimeters ) in
.- - . onfertoguarantee afair distribution toall: Itcarrics with itan:
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ic that farmers

. perind. this techniane mieht have bech even more siccessful,

. SIS aluw e UG Wity POWS Ul particyiag Gay 10 1aKe BIOTS Waler GF; that -

* " day by opening his fieid-v1 1 i 3w gl wly Te technique wm id 1)

have (1 [ were not associated with this ethic, TAause saigmiu 10728
s il 'y from a ficid crannci wiich can carry only 28.3 liters
per second is Gilicun. The farmers of Field ~ LL,1213, 0 IS
followed this and shared water with little difficulty; 3= 7212 - *hannels 1171
12 this was done with the guidanve of field-channel X ders while in Field
e BandPSRwasdsnitymmaa je ¢ m( I
Channel-14 where tail-ond and iicat-c
based on their place of origin ¢ v wes used; £-:zona
oronn hagis , ¢ id-end farmers shared water asa group on days they Were
wide © 3 while jfarmers 3 ontheir days, It Was ;

that t fourtail enders could not get enough water|  rrigate their allotments
by ¢ it a dtherefore i oblems 1 water until
two of | 2m started getting drainage and caanama yoper

Farmers eld 9 |1 didnotusethetechnique of simultaneous
water sharing. Wil the exception of one farmer out of five in Field C1 a3

9, the others were in their native village =%=n ware jyaucs @ ma THEY

farmersweredividedintn -

cameto the 13 on week after the day of water issue toggg  work, and
wWere seen 1g other s ¢ctumnoutsin ¢y water. Wity
exceptionofoneal ot e theother fur 2tciminis i Field Ch were

v lands with =2 gictioms of water retention. Therefore, farmers under Field
Channel-9did not want to followthe 1

The farmersin %  Channel-10 also did not follow i

O |
because there was no Tetention problems but ge Of the | of
effective i of the 11 He stored water in his own
field, 1 otherf : ! field turnouts for his own benefit. ThIS Was

p the other ¢ i tosharewater on agroup basis. They ,
however in ey =wrer w go 50, and owing to the resultant shortage of Water,
two farmers could not complete; otk with h time specified.

T ¢ the technique of i ) swatershari ¢t perfect, we

serv 1 ain | canalswhereitwasused in i ¢ form, there was not
t conflict over . If & was ailable in the field channel, and the
farmers were bound by the ¢  associated with technique, it gyaranteed a

1w wiperfectly J i © If the irrigation authorities
D 1oL LPOSTAL & roratunkl issuc on ficid cnanneis dunng e and preparation
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A particular field condition facilitated the use of this technique of
simultaneous valer sharing -- the availability of drainage water to tail-end
farmers. It may seem highly improbable that 10-18 allotments could be
irrigated from a field channel with a capacity of 28.3 liters per second by
simultaneous water sharing, while also giving more water to those who plow
on aparticular day. Itistrue that distritution problems were grave on the first
seven days after water issues began, but after a week, most of the tail-end
farmers had access to drainage water, as shown in Table 8. Thereafter, the
shortage of water was a problem of the head enders cultivating on new
reddish brown soil.

Table 8, Number of allotments cultivated with drainage water on Distributary
Channel-2

Field- Total allotments under Cultivated from drainage water
channel field channel Number Percent
number

9 5 2 40
10 15 5 33
1 9 2 22
12 16 4 25
13 19 7 37
14 16 5 31
15 7 0 0
Total 87 25 29

Source: Household survey, 198611987 maha.
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Thereforewe should say that this techniquewas developedand follored in its
ideal formby head enderswho could not retain water in their newly developed
land.

With regard to the structural defects and unsatisfactory land leveling,
farmershad been correspondingwith 1D officialsand settlementofficials since
yala 1986. It was evident framthe official documents that the problems
presented by individual farmershad not yetreceivedmuchattention. However,
as aresult of the representationsmade by distributary channel-level organizations,
and continuous dialogue with field-level irrigation officials at distributary
channel-level meetings and IMD Project Committee mestiings, the irrigation
officials had started work on drainage canals, the Distributary Channel-2bund,
and roads in the early part of 1987. Accordingto the technical assistant in
charge, the estimates for the construction of broken field turnouts, other
defective field turnouts,and land leveling in the Field Channel-13 area had
been sent to the Chief Resident Engineer for his approval by March 1987.
These incidents show an improvement in the direction of solving farmer
problems.

The IMD Project Manager agrees that involvementof farmer organizations
and ficldchannel leadersin water management was not satisfactoryin Distributary
Channel-2 because the organizationisin its formativestage. He intimated that
some leaders elected by farmers lack leadership qualities and requested
farmers to change the leadership by electing more suitable persons in some
cases. He said that people wilt develop better leadershipqualitiesin the long
run. In addition, the IMD has plans to train field-channelleadersand develop
distributary channel-level organizationstoenable the leadersto do construction
in their area on contract. and thereby take responsibility for carrying out
management and maintenance tasksin their distributary channels.

Therewere only tanporary solutionsto the distribution problems caused by
the defects in the maiin system such as bund erosion of main and branch canal,
Repairs and strengthening work have been done since, but there are no
guarantees that they will not erode in future.

Finally, it is important that in future, higher-level irrigation officials
delegate authority to their subordinates to enable them to operatethe systemin
their absence.
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~ the water level in the: reservoir dropped almost to dead  storage-level by

mzd-!aunary Hence the water issues fromi the right-bank sluice automatically
fell to about ane-third of previous issnes. The water level in the right-bani

~canal therefore went down drastically. “The last water issue to Distributary
‘Channel-2 was made on 2 January 1987, after which water issues along the

right-bank canal were confined only to Tract 1. Because of the scattered rain
experienced in the area, inmid-January, however, therice plants in Distributary
Channel-2 were ableﬁosmndsevemd:oughtforanothcrtwoormree weeks, 10
die and wither away m the early part of February.

The farmers in Distributary Channel-2 had invested heavily on their
irrigated allotments, around Which their future life centergd. They had been in
the settlement since 1985, depending on foodprovided by the World Food
Program and the savings made prior te migration tothe settlement. Durirg the
period from 1985 toyala 1986 many of them did not have earnings other than
an insignificant amount from cash crops grown in their highiand allotments.

The heavy investmenton land developmentfor cultivation inyala 1986had
reduced treir savings. Except for a few well-to-do peopie, many of the
Distributary Channel-2 farmerswere in debtby the end of yata 1986. Thiswas
because the yields had been poor compared 1 the expenses, which were
reported as being around RS 6,000-8,000% or more per allotment. Thetotal cost
for land preparation in maha 1986/1987 was about Rs 2,500-3,000 per
allotment for those who were cultivating for the second time. By the end of
December, the average investmenton an allotment for maha 1986/1987 was
aroundRs 3,500-5,500. Sincethese amountsexceeded the bank loans granted
o famers, borrowing money fran relatives in native villages, in somecases
on very high interest, and sale and mortgage of land in their native villagesin
order to invest in cultivation and for daily expenses, were very common.

When the drought brought disaster, those farmers living in the settlement
ternporarily, only for the cuttivation period, left the settlement aftertwo or

T
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then weak: Outoftheﬂfmme:stlsuﬂmmChanml-Z.m-mhadgm
back Dtheir native villages by the end of Feoruary. The rest remained in the
settiement. The poorest among them went hungry because the free food ration
givento them at the beginning had now been withdrawn ON the assumption that
they were successful in yala 1986. 'We observed poor settlers come to the field
instructor’s quarters to inform him of their problems or to obtain some food or
money. Their poverty and helpiessness seemed to generate a feeling of hatred
towardsthe officers whom they believed responsiblefar the crop failure.

The Govemment Agent, Hambantota and 1D officials were the targets of
verbal attacks for taking a wrong decision at the kanna meeting to cultivate land
when there was inadequate water in the reservoir. Many farmers believed that
ID officialsshouldpay Compensation for the cropfailure because they believed
itwas causedby treirreducing the water level in the reservoir for repairing the
spillway gates just before the commeancement of the season.

Even those farmers who were closely associated with higher-level ID
officialswere blamed. An exampleis the accusation directed at thepresident
of the distributary-channel organizationin Hamlet 11 for organizingareligious
function onthe instructions of Imigatian officialsat the Kataragama Temple to
invoke the blessing of God Kataragama (a Hindu God worshipped by many
Buddhists, whose major shrine is nearby) to getrain. Although some officials
say that farmersinitiated this, many farmersbelieved that Department officials
organized the ceremony to pretend that they were real ly worried over the fate
of the farmers. The president of the farmers’ organization wes accused of
helping the officialsin their attempt 10 trick fanners.

When the farmerswere short of water they searched their memories o find
reasons. The pre5|dentof the farmers’ organizationwas vehemently criticized
and abused for encouragingirrigation officials to breach Lassanawewa Tark,
which they thought could have provided them with water for drinking and
bathing. The officials of the Land Commissioner’s Department were
by some farmersfor treir allegedinsensitivity tothe sufferingof settlers by not
providing them with water and free food rations in time.

The IMDalsofaced setbacks in its program for organizing farmer groups.
It clashed with other departments in its search for solutions 1 the pressing
problems of the farmerpopulation in distress. All these problemswere reatly
caused by the drought, which had a great impact on thebehavmrofuganmm

_ .-asdxsmssedmmenextchapter
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The overall result of the drought was the large-scale abandonment of land
by farmersin Dismbutary Channel-2whowentin searchof alivelihoodin their
native villages, where they could at least fall back on their kin for help. They
left the settlement with hatred which could have brought about a social
upheaval if not for the powerful ideology associated with God Kataragama,
who is treated by many, though not all, as the one responsible for drought.
Many farmers claimedto believe the drought was caused by the God at the
request of the politicians to withold rains in order to hold the udagama festival
(a village revival program initiated by the government) as rains would have
disrupted preparations. Other farmers suggested that the drought was created
by the deity to punish those who ill-treated the Hambantota natives by not
giving them land in the settlementarea.

Conclusion: Key Water-Management Problems

The underlying causes of the major issues we raise here are associated with
problems in decision making, oIl conditionsin the area, and organizational
weaknesses. The defects in decision making and organization are our concern
as social scientists. The water management problems in maha 1986/87 were
overshadowed by the drought. But it is no more “rational” or scientific to
explain the severe water problems by simply blaming the drought than by
attributingitto God Kataragama, As the farmers argue, the decisionto startthe
season perhaps should not have been taken on the assumption of futurerain,
especially inanew systam with little history to guide decisions. Some farmers
suggestthe tragedy in Kirindi Oya might have been avoidedif the extentto be
cultivated had been decided based on the quantity of water available in the
reservoir, leavingroom for the expansion of the cultivationareaif there were
sufficient inflow later. Perhaps this is second-guessing.

Butas the ID has nofield data on actual water requirementsfor the new lands
in the area, it cannot guarantee the required quantity to farmers. Alternatives
like constant flovduring the land preparation period were not possible because
of thescarcity of water, Thereality, however, couldhave been explained to the
farmers at kanna meetings without concealingit Or putting the blame on the
canal system’s limited capacity. Farmers were apparently never adequately
informed of the ik involved in starting cultivation with a low resenoir.
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The impact of lack of farmer participation throughout the construction
phase of irrigation infrastructure and land development is also evidentin the
Kirindi Oya Irrigation and Settlement Project. The farmers’ accusations
regarding the unsatisfactory construction of field-channel bunds, and shortcomings
in the construction of ridges and structuresby contractors, express in themselves
the dissatisfactionof farmers for not being allowed to participate, at least by
making ridges in their own fields during the period of advance alienation.



 Chapter3
Organization for System Management

The Organizational Setup

Kmnwot Ova 1s the largest irrigated agricultural settlement project under the
IMD program in southern sriLanka. Theservice area of theproject falls Under
the Tissamaharama Fleciorate in the Hambaniota District. The main government
agencies involved in the project are the Departments of the Land Commissioner,
Irrigation, Agricutture, and Agrarian Services. The main project-level decision-
making body is the Project Coordinating Committee chaired by the Govemnment
Agent, Hambantota (Figure 2).

Theproject is Intwo stages of development:Phase-| settlement andirrigation
infrastructural development activities are nearly completed, and Phase-II
settlement and construction activities had not yet begun &t the time of this
research. Therefore, the original organizational setup for settlevent and
construction activities still remains. The activities of the two IMD Project
Mereger's have been restricted to the formation of farmers’ organizations, and
they are notresponsible for the developmentof effective linkages and cooperation
among the service agencies involved in the project. Project management is
thusin a transitional stage. The restof this sectionbrieflydescribes the project-
level structures and roles of the major line departments as of the period of
research.

The Irrigation Department

The Chief Resident Engineer, also designated as Project Manager (Irrigation),
has oerall responsibitity for operation and maintenance activities in the
completed Phase-I area and for construction work inPhase-11 area (Figure 4).

B
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He reports directly to the Deputy Director (Major Construction) of the
Irrigation Department (1D), Colombo.

The Senior Irrigation Engineer (Water Management) is in charge of the
Water Management Feedback Information Center. At this stage two foreign
consultantstemporarily assistthe Senior Irrigation Engineer. The dutiesof the
Senior Irrigation Engineer entail advising the Chief Resident Engineer on
matters such as the irrigable area, water requirements,and the operation of the
main system.

The daily operation and maintenance of the Right Bank, Left Bank, and
Ellegala subsystems are handled by the three Resident Engineers of the
respective areas, while the Resident Engineer (Headworks) is responsible for
head works maintenance. In addition, the ResidentEngineersin charge of the
new areas areresponsible for constructionwork in their areasand the Resident
Engineerin charge of the old area (Ellegala) for rehabilitation work in the old
tanks.

Figure4. Project-level structure of the Irrigation Department.

ResidentEngineer

—> Senior [rrigation Engineer
(Water Management)*

Foreign Consultants
i

l

i i i i i i Resident Engineer
Resident Bngincer Resident Engineer Resxdenf !Sng.meer
(Right Bank) (Headworks) (Rehabilitation) (Left Bank)

|

I.n'igalioJ Engineer Irrigation Engineer

Technicsl Assistants  Technical Assistants 16dical Assistants  Technical Assistants

Work SLpzwisors Wark Supervisors ~ Work Supervisors ~ Weork Supervisors

lrrigators Other Labor Tumout Irrigators
Grades Operators

aThe position of Senior Irrigation Engineer (Water Management) was created after maha 1986/
1987 season.
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Each Resident Engineer has an Irrigation Engineer under him to handle
operation and maintenance activities. He is assisted by technical assistants in
his work. The manual operation of regulatorsand branch canal, distributary
channel and turnoutgatesof the field channels is done by irrigatorssupervised
by work supervisors. Thoughthereare onaverage four technical assistantsand
two work supervisorsper tract, there are more technical assistants attached to
offices of the resident engineers because of the ongoing censtruction in the
Project.

Land Commissioner’s Department

The Project Manager (Settlement), assisted in 1986/1987 by a Deputy Project
Manager, is responsible for settlement,community development, and welfare
activitiesin the Project (Figure 5). Colonization officers under him are in
charge of theseactivitiesat the tract level, and are assistedby field instructors,
the hamlet-level officers Of this Department. Kattinayakas (plot leaders) are
supposed to be elected by farmers,but in fact some have beenappointed from
the settlement comunitieson the recommendation of field instructors (one
leader for 25 highland allotments) to facilitate work such as food distribution
and organizing farmers for meetings and other functions. Prior tothe arrival
of the IMD officers, the Project Manager (Settlement) and his deputy at-
tepted o form farmer organizations. At the time of our research, the Project
Merecer (Settlement) held the position of coordinator of 1D activities.

The Project Manager (Settlement) and his deputy are officers of the Sri
Lanka AdministrativeService. They are AssistantCommissioners in the Land
Commissioner’sDepartment. The ProjectManager (Settlement) hasalsobeen
delegatedthe authority of an Additional Government Agent (Land) to deal wih
land acquisition and relevant matters in both Hambantota and Moneragala
Districts under which the project areafalls.

The infrastructural development in hamlets and towns under the Project
area is handled by the Land Cornmissioner’sDepartment. Theseactivitiesare
done under the supervision of a deputy commissioner at the Department
headquarters.
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Department of Agriculture

The Department of Agriculture performs three functions at the project level,
through three wings: extension, training and education, and research. The
Assistant Director (Agriculture) in charge of Hambantota District attends the
Project Coordinating Committeemeetangs along with the Agricultural Officer
.(Bxtension) inchargeof the Tissamaharama area. The Agricultural Officer is
In charge of extensionwark both within andoutside the praject area, as shown
inFigure 6. He is assisted by threespecialist officersinrice, other food crops,
andplant protection. Thereare five Agricultural Instructors’ Divisions in the
Tissamaharama area. The agricultural extension work in these divisions is

{KV8), the grass-roots level officers of the Department.
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* AgriculturalInstructor.

¥ Krushi Viyapthi Sevaka,

®Old area includes land under Ellegals and Badagiriya System and mall tank areas
under the Department of Agrarian Services. and encroached land areas.

Themajor functionsof the extension service are togiveappropriate training
farmers,collectfieid data on agricultural activities SUChas Seedrequirements
and extent cultivated, and give field instructions regarding application of
fertilizer, weedicides and pesticices.

There is a training center in Weerawila New Town to give special training
to farmers i agriculture. 1t is under the charge Of a training officer directly
under the supervision of the Assistant Director (Training and Education)
attached Dthe Angunukolapalessa Agricultural Training Centre. Because Of
the tack of fcilitieSsiich as water, the Weerawila Training Center is N0t yet
functioning properly.
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Aresearch officer hasbeen appointedto the Adaptative Research Centre in
Weerawila New Town. He is under the supervision of the Assistant Director
(Research) in Angunukolapalessa Agricultural Research Centre. Because of
scarcity of water and lack of other facilities, research activities have not yet
begun.

Departmentof Agrarian Services

The Assistant Commissioner (AgrarianServices)represents the Departmentof
Agrarian Services at meetings of the Project Coordinating Committee. The
Tissamaharama area, which includes both the new and old areas of the project,
falls under the Agrarian Services divisions of Beralihela, Weerawila, and
Badagiriya. Therefore, the Divisional Officershaveresponsibilitieswithinand
outside the project area. Cultivation Officers are the lowest-levelofficers of
this Department (Figure 7).

Figure 7. Project-level structure of the Department of Agrarian Services.

Assistant Commissioner (Agrarian services), Hambantota

!
[ 1 1

Divisional Officer Divisional Officer Divisional Officer
(Beralihela) (Weerawila) (Badagiriya)

Tract 1& 2 0n Hamlet 1to 9 and 11 Hamlet 10,

Left Bank and in Tract 2and 5 on Badagiriya and other
old area Right Bank and old area old areas

Cultivation Officers Cultivation Officers Cultivation Officers

Thefunctionsof the Departmentof Agrarian Servicesinclude, maintaining
of small tanks; holding kanna meetings for such tanks: issuing farmers’ identity
cards; collecting acreage fees from farmers; supplyingagricultural inputssuch
asweedicide, insecticide,and fertilizerto farmers; estimatingdamageto crops
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by cattle;assistingthe Agricuttural Insurance Board to estimate crop failures;
settling disputes between landlordsand tenants; instructing farmers for cleaning
and fencing of field channels; and enforcing the provisions of the Agrarian
Services Act.

Irrigation Management Division

Two project managers had been appointed by the Division to Kirindi Oyajust
prior to the commencement of yala in 1986. One project manager is in charge
of the old areas under the Badagiriya and Ellegala systemsand the other isin
charge of the new areas under the right and left banks.

The IMD Project Managersare responsible for coordination of activities of
the various agricultural and irrigation agencies. The Project Managers are,
however, presently restricted to forming farmer organizations because of the
domination of other organizations at this particular stage of the development
ofthe project. We observed some tension towards the officers of the VD
because some project officials see the IMD as an intruder.

Despite some obstacles, the IMD Project Manager for the new areas wes
able to form a project committeein November 1986, though with little support
fran some of the other agencies (Figure 8). The Project Committee meetings
are chaired by the IMDProject Manager. The members of the committee ae
representatives from distributary-channel organizations, Technical Assistants
of the ID, Divisional Officers of the Department of Agrarian Services,
Colonization Officers of the Land Commissioner's Department, and the
Agricultural Instructor of the Department of Agriculture. Though irrigation
engineersarenotmembersof thecommitiee they attend meetings as observers,

The number of farmerrepresentativeson the committee was seven at this
stage because farmer organizations had not been well organized on all
distributary channels. The officersof the organizationattendingmeetings and
carrying out duties establishedby the IMD arepaid an allowance of RS250 per
month. The duties of the membersinclude:

1. toassist the IMD Project Manager to prepare, and implement the
agricultural program;
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_ 2 40 assist in collecting agncululmldata in the propct: & |
3. to attend distributary channel-level organization meetings;
4. toencourage farmers to pay opc_;ation and maintenance fees;

5. to encourage farmers Ddevelop a proper water management System
(farm level);

6. toreportdamageto zmgauon strucn.tres and illegal use of water, eic., to
the relevant authorities who will take action against offenders; and

7. 10 prepare estimates for construction when necessary.

Figure 8. The IMD Project Committee.

Project Manager {IMD)} - President

[ I ' l I l

Farmer Represestatives  Colonization ~— Agricultural Divigional Technical

(one from each Officers fromeach  Instructors Officers Assistaits
distributarychannel-  tractinnewarea  (working N 3 from Right Bank
level organization) new area) and 2 from Left Bank)

{Land Commissioner's (Department of (Department of (Irrigation
Department) Agriculture})  Agrarian Services) Department)

Notes:
1. The Secretary is elected from among the government official members.
2. Thenumber of farmer representatives should exceed that of the officers.

In addition 1 these duties and responsibilities they should reside in the
Project area, forward their advance program 10 the IMD Project Manager, and
do at least two crop surveys per season, 10 be eligible toclaim the allowance.

fnmmnansﬂmrSa-essanchopkmDmress sy

Though the govemmwt official members of the Pro;ect Committee are
lower in status than the Project Manager, be has no supervisory power over
them, as they are directly under the Project Manager (Settlement) or are under
district-level or project-level heads of other organizations.

Farmer Organizationsunder the IMD

Field-channel groups consist of the legal aliottees under a particular field
channel. They are informal groups. with leaders chosen by the farmers by
mutual agreement (consensus). The field-channel leaders — farmer representatives
-- under adistributarycanal form adistributary-channel organization, which is
a formal farmer organization, though with no legal basis (Figure 9). At the
preliminary stage it is established with the guidance of the IMD Project
Manager. The secretary, president, treasurer, and other office bearers are
elected by the fanner respresentatives. In addition, divisional field-level
officers attend meetings as associate menbers. Either the president or the
secretary Of the distributary-channel organization can represent the orgenization
at the Project Committee.

Figure9. structure of fanners’ organizations.

| Distributary-level farmer organizaticrs{

FC* group FC Group| |FC Group]

*Field channel.

The duties of the distributary-channel organization are water management
within field channels, maintenance of the irrigation subsystem within its area
of anthority, pmuclpauon in the preparauon and’ implementation ‘of the
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agricultural program, and participation in and organization of other socio-
cultural functions tending to promote links between the farming and non-
farming population.

COMMUNICATION WITHIN AGENCIES

Communicationwithin the agencies s officially through formal meetings and
correspondence within a hierarchical setup, At monthly meetings or speciat
meetings headed by higher-level projectofficers, matters relevant to program-
ing, planning, or implementation of theagency”sprojectactivitiesare commu-
nicated to field-level officers. When higher officialsneed information onfield
conditions, reports are requested from field-level officers. In addition, the
higher-level officialsgive instructionsto their subordinatefield officers during
routine visits to field sites.

The Land Commissioner’s Department held such meetings, headed by the
ProjectManager. The Agricultural Instructorsof the Department of Agriculture
and Divisional Officers of the Department of Agrarian Services also held
weekly meetingswith their fieldofficers. Inaddition, monthly progress reporis
were called fran the officers. These meetings, correspondence, andreportsare
important media of communication within these agencies.

The ID, however, held ne such formal meetingswith its field staff during the
season of research. Though there were reports and correspondenceamong the
officials, personal (individual) meetings of higher officials with field staff or
vice-versa was the primary method of communication observed among the
irrigation officials. Though personal meetings have important functions, we
observed that reliance on these led to many officers not being aware of or
accurate about day-to-day operational problems. The usefulness of formal
meetings for information exchange was observed on two occasionsdescribed
below.

An irrigation engineer, addressing the Project Committee meeting on 27
November 1986, assured farmer representativesand others that although the
water level in the reservoir wes low, the quantity was sufficient if used
economically. In addition, he remarked that there wes a good Inflov too.
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Subsequent events showed these assurances © be incorrect.  An officer
responsible for operation and maintenance in the right-bank area Wes apparently
not aware of the reality of a low resenoir. The other exampleis the different
views on the quantity of the water released for the repair of the spillway gate.
The Chief Resident Engineer said it was 7,000 acre-feet (864 MCMj, but
according to one resident engineer, the quantity released was much more -
completereductionto dead level. Thisengineer’s informationwes apparently
incorrect.

We also observed that technical assistants in charge of operation and
maintenancewere often not aware of actual field conditions. For example, the
technical assistant in charge of the Distributary Channel-2 area Wes not.
informedaboutthe scarcity of water on Field Channel-13. We know of at least
100ccasionswhen fannershad to meet the technical assistantpersonally at his
office to complain because the irrigator and work supervisor had not told him
of their water problems.

INTERAGENCY COMMUNICATION, COOPERATION, AND
CONFLICT

Communication among Agencies

In addition to routine correspondence among the departments, the most
effectivecommunication method was monthly meetings of the project officials,
The Project Coordinating Committeechaired by the Government Agent, and
the Project Committee chaired by the BIMD Project Manager, were the most
important in this respect. The Project Coordinating Committee discusses
issues relating to settlement, infrastructural development, commencement of
the cultivation season, and other project developmentactivities; but agricultural
planning for the seasonor operational problems of the irrigationsystem are not
addressed in detail at these mestiings. The decisionstakenat these meetingsare
communicated to divisional and field-level officers by district- and project-
level officers attending the meeting.
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At the Project Committeemsstings, division-level officers of line agencies
meet farmerrepresentatives Ddiscuss issuesrelevant tDagricultural planning,
veler ISSUeS, and related activities for agricultural development. ThisProject
Committee was formed in November 1986, after the commencement of maha
1986/1987. - Hence, it could not contribute much D seasonal agricultural
planning. Trecommittes however, attenptedto solvesome water-distribution
problems. It contributed much to building mutual relations among the farmer
representatives and officials inorder 1 Solve farmer problens. Some farmer
representatives claimed that 50 percent of irrigation problems were solved
through the mediation of the IMD Project Gommiittee.. Solving some seriaus
problems, however, required the assistanceof higher-level officials. Though
decisions of the Project Committee were communicated to the Project Coordinating
Committee, this committee did not address them, These problems were also
not discussed at the District Agricultural Committee.

Cooperationand Conflict Among Agencies

The field-level officers of other agencies had little contact with officialof the
ID, and they were rarely seen at each other's offices other than for formal
meetings where participation wes obligatory. Though we do not know much
abouttherelationshipsamong the higher-levelproject officials of 1ine agencies,
we can say that most of the divisional and field-level officers had no intimate
relations with the ID.

We constantly heard aritacisn that irrigation officials were carrying out
contract construction work. The main reason for these accusations was that
when farmers reported irrigation problems to field-levelsettlement officials,
with whom they have close relations as settlers, it would be reported to the
respectiveresident engineer for solution. But theirrigation officialspreferred
to channel requests through their respective heads according Dadministrative
regulations. The colonization officialsand field instructorswere not satisfied
with these arrangements because they took a long time to get results. Hence,
the outcome wes severe criticism.

The other major conflict, of which most officialsand farmers were anare,
wes the tension between the Project Manager (Settlement) and the newly
appointed IMD Project Managers. Some colonization officers even claimed
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they had been instructed not to assist the IMD Project Manager in his work. \\e
donotknow if thisclaimiscorrect, but the Project Manager clearlyhad tbmeke
a great effort 10 organize farmers’ groups With little help initially from the
colonization officers tntil he had won their confidence, Thereare anumber of
incidents in our notes that support this statement,whikch need not be recounted
here. Theimportantfact is that this tension between the thOdepartments of the
same ministry hashad a serious impact on the developmentof effectivescheme
management, and is an issue that needs to be addressed in future.

DISTRIBUTARY-CHANNEL ORGANIZATIONS

Though there are a number of organizations such as Buddhist associations,
rural developmentsocieties, school developmentsocieties, and political societies
in Hamlet 11, the only farmer organization based on the irmigatian area is the
Distributary Channel-2 organizationformed under the guidance of the Project
Manager. This organization was formed in July 1986, Some time after vater
issuesforyala 1986, the first Seasonin the scheme. Before theformationof this
organization, field-channel leadershad been selected by farmerson the day of
the kanna meeting, with the guidanceof the IMD Project Manager . The Project
Manager says he had regular morthly meetings with field-channel leaders, to
train them to act independently on their own initiative. He presided over the
field-channel leaders' meetings during this period, and the technical assistant
in charge of the area was supposed to act as secretary of the organization.
However, the Technical Assistant is said not to have attended the mesting
regularly, though he cameto meetdings onimportant occasionson theinvitation
of the Project Manager, according 1 fanners.

The members of the distributary<hannel organization membership included
all leaders of field channels where Hamlet 11 residents have allotments. As
showninFigure 10, theirrigationareaunder the ©78anizaliol was not confined
Da singledistributary channel Membership was extendedto leaders of direct
fieldchannels from the right-bank main canal, Branch Canal-2, and distributary
channels, in order 10 incorporate all the field-channel leaders residing in
Hamlet 11into this distrbutary-channel organization.
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But Rigure 10also shows that there were some anomalies resuliing from this
approachto membership. Somefield channelsunder Distributary Channels 3,
7, and 8 and two directfield channels, 5 and 6, were excluded because farmers
under them are fran Hamlets 8and 10, thoughother field channels on the same
distributary channels, and adjacent direct field channels, were included.
Attempts were made 1 include the leaders of Field Channels5 and 6 in the
Hamlet 11distributary-channel organization, but they never came tbmeetings
because they livein Hamlet 8, nearly 5km from Hamlet 11. In addition, they
were Muslims, whose mother tongue was Tamil, while almost everybody in
Hamlet 11wes Sinhalese.

Figure 10. Field channels represented in Hamlet 11 DC organization.

DC Organization
Hamlet |1

RBMC - Right Bank Main Canal
YFC76 - Fled Channel 78 Originates in Tract 2
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In Distributary Channels 3, 7, and 8, alloments under different field
channels are owned by farmers in Hamlets 11, 8, and 10. The field-channel
leaders of other hamlets could not be brought into the Hamlet 11distributary-
channel organization, but ficld-channel leaders under those canals residing
in Hamlet 11 were incorporated b the Hamlet 11 distributary-channel
organization.

The IMD Handbook (IMD 1985) on farmer organizations suggests incorporating
adjacent direct field channels Into the distributary-channel organization, but
incorporation of selected field channels under different distributary channels
N one distributary-channel organization does not lead 1 a cohesive distributary
channel organiization. The main problem facing the IMD at this stage is to
bring fanners of differenthamlets but sharing vetar from a common distributary
channel into a common distributary-channel organization. But since the
hamlets are located five to six km away fran oneanother ,bringing the settlers
of these hamlets together for mestingsand other activities is difficult. ThiSis
why the IMD had organizedthe distributary-channel organizationinHamlet 11
based on field-channel groups living in the same hamlet

As Figure 10shows, the maiin distributary channelon which the Hamlet 11
distributary-channel organization is based is Distrtatary Channel-2; all of its
87 allotmentshave been allocated o settlersin Hamlet 1 1. None of theleaders
of itssevenfieldchannels,however, holds a responsible postinthe distributary-
channel organization.  The president, secretary, and treasurer are leaders of
Field Channels 1, 2, and 3, which are direct field channels fram the right-bank
main canal. Hence the problems of fanners under Distributary Channel-2 did
notreceivemuch attentionunlessindividual farmersbrought them to the notice
of the leaders. On one occasion, we accompanied the president of the
distributary-channelorganization foDistributaryChannel-2 te find out whether
he wes aware of farmers’ problems there. We discovered that he did not know
anything about problems of Distributary Channel-2. As a result of its not
paying much attention to their problems, the Distributary Channel-2came ©
perceive the distributary-channel organization as a bureaucratic organization,
and they had little trust in its leadership. This situation was aggravatedby the
factthat the field-channel leaders under Distributary Channe!-2 were not very
active at this stage.

The inactivity of field-channel leaders was primarily a result of their
unsettled state in the settlement. Though they had come to the settlement in
1985and were permanently settled there, they had, however,to return 1 their
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native villages cccasionally in search of money and help from their relatives.
This was necessary because they had no employment opportunities In the
Project area. Some members of treir families, particolarly children N
secondary school, also stayed in their native villages because schools in the
project area were not yet functioning properly or had classes only for primary-
grade students. Hence, this was a transitional stage during which farmers could
nav r
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mestings was very poor. The namber attending any mestiing never excesded
12, though there were 22 field-channel leaders in the organization, CF the
seven field-channel leaders in Distributary Channel-2,only three were seen
regularly at Distributary Channel-2 mestirngs. When asked why they were
absent, they usually claimedthey wereabsent fran Hamlet 11 on the particular
day. Even the secretary was absent fran thres consecutivemeetings. He had
mortgaged his land in maha 1986/87, was rarely in Hamlet 11, and had not
brought his family to the settlement. There were accusations fran the
membersof the organizationagainstthe secretary fornot IO them of the
meetdings on time.  On one occasion the secretary had 1 apologize for not
informing the members of the meeting day.

Neither the president nor the secretary of the distributary-channe! organizaztion
was popular among thef&TMeTS andfield-channel leackers. Thesecretary,being
an Ayurvedic physician, did not move much with fanners and was not seenin
their company. He felt that if a farmer has problems he should contact him
directly ar through the respective field-channelleader. His behavior wes that
of an indigenous Vedamahaththaya (doctor), who expected the patients ©
come to him, Hence, the field-channel leaders and farmers considered him
arrogant because, though a Yedamahaththaya in his own village, the prescribed
role for him in the new village was that of a leader of the distributary~channel
organization.

The president of the organization had previously been an overseer in the
Department of Agriculture, He was very papular in the beginning because he
criticized officialsatkanna and pre-kanna meetings. Butwhen he became the
president of the organization he is alleged to have changed a lot and started
praising irrigation officials. The farmers and field-channel leaders who saw
this change believed that irrigation officials had won him over to their side.
During the drought he organized the religious ceremony at the Kataragama
temple, mentioned abave, to get raia, on the advice of irrigation officials and
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withoutconsulting the distributary-channel organizatian. Mostof the farmers,
who believed thetthe scarcity of water had resulted from reducing the water
level in the resenoIr, took this as an aempi by 1D officials to “*trick’’ them.
Haoe the president was vehemently Criticized for taking partin thischarade.

Even the field-channel leaders had Little influence over the farmers under
tredr field channels. Ninety-five percent of the land under these two field
channels is owned by people from on¢ village, Narawelpita, in the Hakmana
Electorate, Of the sevenfield-channel leadersin Distributary Channel-2, only
two participated in water distribution. Both leaders are from thesamevillage
and in addition all of them are of one caste. Because of thisand also their high
educational level -- one holds a BA degree and the other ISGCE (A/L) -- they
could influence their community to achieve the common goal of water distribution.

In the case of Field Channel-9, the leader never came to distributary-
channel meetings,andwas not NHamlet 11unti after weter issuesbegan. The
leader in Field Channel- 10 had quarrelswith atail-end farmerunder his canal.
According to fanners in Field Channel-10, he stored water selfishly in his
allotment without much consideration for others. His was the allotment in
Field Channel-10 to be cultivated first in the season.  The teader of Field
Channel-13was reluctant 1 go 1 meet technical assistants and officials to
inform them of the irrigation problems of farmers, 0 he was not popular.
Another settler had to go on his behalf © meet officials.

The leader of Field Channel-14 attended distributary-channel organization
meetings regularly and triedto introduce arotation on his field channel inmaha
1986/1987. Head-end farmers opposed the rotation. However, the field-
channel leader, who wes a tail ender himself, tried to implement the rotation
at the beginning of water issueswithout listening to the head enders. Mxst of
the head enders are fram Deniyaya while the tail enders are fron Hakmana,
Therefore, the attempt to introducea rotation was seen by most head enders as
takingthe side of settlers fram Hakmana, \When we inquired fran ahead-end
farmer of Field Channel-13 whether the field-channel leader distributeswater
equally, he replied that the “leader goes mad when he seeswater flowing in the
field channel.,”” Analyzing the meaning of this staterent, the farmer had
clearly referredto the caste status of the leader-- a dhobi (washerman) vartirg
anxiously till fresh water comes 1 wash dirty clothes.

On Field Channel-15, though the leader wes not influential. the farmers,
being fran a neighboring village and of the same caste, had no difficulty
sharing vetEr. The land under thiscanal was cultivated for the first time in
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maha 1986/1987, and the leader was only temporarily in the settlement, SOhe
did not contribute much to the formation of the field-channel group.

\Wle the participation of field-channelleaders wes not satisfactory for the
reasons discussed above, the participation of the officials at such mestingsin
terms of IMD guidelineswas even more unsatisfactory. Divisional Officersof
the Department of Agrarian Services and Agricultural Instructors of the
Department of Agriculture never attended meetings of the distributary-channel
organization. When farmers had serious irrigation problems, the (IMD)
Project Manager had 1 go personally to the Resident Engineer (Right Bank)
to bring the relevant technical assistant to the meeting. The IMD Project
Mereger had no assistants to help him in his work; he had © do everything,
such & meeting leaders of field- and distributary-channel organizations,
himself. When we asked the Resident Engineer (Right Bank)why hisofficers
did not participate in IMD meetings regularly he claimed that Instructionshad
been given to officersregarding their participation and he had no complaints
from IMD. The IMD Project Manager felt that complaining would not be an
encouragement for participation.

As a result of the lack of participation by field-channe! leadersas vell as
officials In the distributary-channel organization , it degenerated into s bureaucratic
organization in which almost everything is done by corresponding with the
relevant agencies. Even those problems which could be solved within the
distributary-channel organization are brought to JMD Project Committee
meetings. This setupis not conducivefor the formation of self-reliantfarmers’
groups because it tends to promote in them a feeling that there is somebody
above them to solve their problems.

CONCLUSION: KEY ORGANIZATIONAL PROBLEMS

Organizational ProblemsRelated to Water Management

Themain agenciesinvolved in water managementarethe IDand theIMD. The
officials of the ID tried to implement a rotation down to the field-channel
turnout, without considering the practical problems of the farmersin irrigating
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theirallotments. &8 managementin field channelswas supposed tobe done
under the guidance of field-channel leaders, but was often left in the hands of
farmers since the feaders hadnot yet established themselves in their communities.

Though technical assistants made regular visits to the field to instruct
irrigators and work supervisors, they did not have the necessary feedback from
the field staffto understand the practical problemsof farmers. The purpose of
their field visits was to give instructions regarding canat operation. The only
place where they could get information was the distributary-channel organization
meetding, which the technical assistants did not attendregularly. Therefore, the
resident engineer also did not have the necessary feedback from the field
regarding farmers’ irrigation problems.

Individual farmersand the distributary-channel organization corresponded
with the Resident Bgineer (Right Bank) but the only solution offeredwas the
suggestion that they follow the water-issue timetable, which many farmers felt
was not practical. If the officials of the ID had tried to understand the farmers’
difficultiesby communicatingwith them rather thanimplementing the rotation
in a mechanical way, a more amicable solution could have been arrived at to
the satisfactionof both parties.

The lack of communicationbetween farmersand the 1D was observed on the

. days when canal bund erosion led toscarcity of water. None of the farmersin

Distributary Channel-2 knew the reason for the scarcity on some days. If the
Department had informed them of the canal erosion, farmers might not have
panicked and could have adjusted their land preparation work.

The Resident Engineer (Right Bank) told us that though he had given
instructions to the technical assistants to participate in meetings of the
distributary-channel organization, they were reluctant to do so. This wes
mainly a result of their attitude towards fanners as people who are waiting for
the government to assist them, then using the meeting as an opportunity ©
criticize the officials.

The problems regarding on-farm water management occurredmainly as a
result of lack of guidance to field-channel leaders. TheIMD Project Manager
could not establish organizations and train leadersin such a largearea without
assistance. He had no support since institutional organizers had not yet been
appointzd, The only staff potentially available for such organizational activities
was that of the Land Commissioner’s Department, but the conflicts between
the two departmentsprecluded their participation.
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As thcplannmgfaﬂ:eseammaprocessm which fourmajor departments and
other semi:government organizations are involved, aneffective body isneeded
to coordinate the activities of these agencies. The primary function of the
mmmﬁmmmmmw the Govemment Agent, Hambantota
is monitoring of settlement and-construction activities. ‘The role of the IMD
Project Managers in this committee is marginal in comparison with the Project
Manager (Seitlement) and Chief Resident Engineer who dominate the commitee.
The recommendations of the IMD Project Committee receive little attention by
the Project Coordinating Committee. The requestby the IMD Project Manager
to include farmer representatives in this committee was refused.

. Inprinciple, the coordination of seasonal planning was the primary function
of the IMD Project Commiitee, which has as members divisional-level officers
of line agencies. -Because of lack of higher-level snpport from some departments,
however, this Committee was not effective. Further, there were problems
which needed the attention of the Project Coordinating Committee. Though
the IMD Project Manager presented ithese problems through correspondence to
the Project Coordinating Committee, they were not discussed at this level.

Farmers® Problems

InChapter 2, we discussed in detail the farmers' problems regarding irrigation
water. Hae we address other problems confrontina the settlers.

Disputes over allotment boundaries are a major problem in o Project. This
ismainlybecanse the settlers were showntheirallotments when they were still
jungle, and i the process of land development the boundary markers have
disappeared. Farmer reoresentativesraised theseproblems atthe IMD Pro g’w
Committeeand ,, have beendirected tothe Project Coordinating Commi
The drainage canals to be constructed by farmers also got delayed because of
this problem, leading to land disputes amang settlers as well asbetween settlers
and the government,

Land disputes between original setilers and encroachers were discussed in
me‘eﬁngs the Pmpct cgmm,uec by iamcr repmsemaum Though we
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' have no statistics on-such ¢ases for the entire project area, there were several -

examples from Distributary Channel-2. Two allotments under Distributary
Channel-2 were held by two original villagers in the area claiming them as
frechold. The two settlers to whom the 1and was allocated are prevented from
culuvaungthxslaudbytheongmalowws.leadmgmmmmlps

. due to lack of livelihood.

Thcdelaymlanddevelopmemanddmnageoonsuucumwmamﬁm
problem. There were four allotments in Distributary Channel-2 to which water
could not be issued in October because of drainage problems and delay in land
development. Land-development work was finally done in two of these
allotments before the commencement of water issues, but the other two could
not be cultivated,

Salinity is a problem in the Project. Two allotments which had a very good
harvest in yala 1986 were completely devastated by salinity in maha 1986/
1987. These 2 allotments are on Ficld Channel-13 and are 2 of the 10
allotments we selected for our intensive survey.

Potential Solutions Suggested by Farmers and Officers

The farmers had a very negative attitude towards the Project. Many had
developed a great dislike for certainofficials, whom they saggested should be
transferred. One prominent farmer leader, when told fasmers could not have
representativesin the Project Coordinating Committee, said

I worked €orthis governmentand wes an ardent supporter of it, but wes
refused [permission] © participate in the meetding on behalf of farmers.
We can't doanything With these officials. | feel | amwrongandtre JvP
(Janatha Vimukthi Peramuna , & Marxist political group which remains
outside the maiinstream of Sri Lankan politics) boysarecorrect. They say
that nothing can be done under this setup. It is too late NOW. otherwise
| myself would have been a TVP member.

Thxsstatemen;maybeseenasanmdacauonofthedcgreemwhnchfamm

. aredwcouragedandd!sappmntedaﬂerﬂmexpenencaofmaha 1986/1987
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An official of the ID viewed the problems as having occurred as a result of
farmers’ lack of experiencein a major irrigation scheme, in which they should
cultivateaccording to a cropping calendar, follow water-issue timetables, and
develop other behaviorPatterns demanded by the system. Hi's solutionwasthe
formation of active farmer organizations which facilitate the work of the ID.

The IMD Project Manager suggests that an effective subcommittee of the
Ot Agricultural Committee, with farmer representativesincluded, should
be formed in order to coordinateagricultural planning and implementation at
the project level. This is necessary because the Project Gordiiretarg Committee,
formed mainly for construction and infrastructural development activities, is
not appropriate for coordinating agricultural activities.

It seems clear to US that although these officials’ suggestions merit serious
attention, they would be inadequate as solutionsto the problems identifiedin
thisstudy. Thenext chapterofferssomepreliminarysuggestionsforaddressing
these problems.

Chapter 4

Conclusion

Tais PAPER nas described and analyzed irrigation behavior patterns on One
distributary in the Kirindi Oya lIrrigation and Settiement Project, and the
impacton this behavior of higher levels of management,during one cultivation
season. The season beganasa “normal” maha; though the reservoirwes low,
rains were expected to augment the supply. During the early stages of the
season, the farmers faced anumber of difficulties,including an unrehiable and
unpredictable supply of water, at times anapparently inadequatesupply, and
serious distributionproblems which had several causes. Theseproblems were
not abnormal foranew scheme, in which farmerswere irrigating foronly their
first or second season. Fannerson somefield channelsdid developan informal
method of sharingwater that was contraryto the rotation recommended by the
Irrigation Department (ID), called samanawa bedaganima, equal O simultanecus
sharing.

On the other hand, the inability of the newly formed farmers’ organizations
on the field-and distributary-channel (hamlet) levelseither to solve farmers’
water problems, ortorepresentfarmers’ interestseffectively, wes alsorevealed
at this stage. The problems included conflict over water among fanners, poor
maintenance of field channels by farmers, inequitable water distribution,and
poor communication between the leaders and other famars. These organizational
weaknesses may be attributed in part to the novelty of the organizations, lack
of experience of farmers With cultivationon large irrigation schemes, lack of
adequate resources for promoting and strengthening the organizations, and
inadequate support of the organizations fram other departments.

The effect of the drought -- crop failure -- further weakened the farmers’
organizations,leading o criticism and rejection of someof the leaders,and loss
of faith in the organizations and, most importantly, in marny of the project
officials. The poverty and helplessness of most settlerswas very serious; the
people were truly in distress.
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Tlnspaperhasalsodoemenmd somewo;ect—level managmentprob%ems,
and their impact on the Tarmersin Distributary Channel-2. Cooperation and
aomunication among the various agencies involved in the Project were
shown to he inadequate, as was the commaunication and cooperationbetween
some of the agencies and the farmers. The 1D attempted to implement a
rotation plan that was not explained adequately Dfarmers, and did notappear
to them to fit their needs at the field level, but thére was ito mechanism for
adequate feedback of farmers’ views and problems. TherpctCoardmaung
Committee originally set up  coordinate construction activities proved
ineffective for addressing system-operation problems. TheProjset Committee
of the Irrigation Management Division (IMD) did not have sufficientsupport
at high levels, and wes weakened further by interagencyrivalries, and lack of
authority, Thisfragmentation of authority,and even competitionfor authority,
at the project level wes at the root of the water distribution and supply
problems, and contributed to the ineffectiveness of the farmers' organizations
as well.

The authoritieswere forced to recognize the drought condition when the
resenoir emptied. The drought put further stress on both the farmers' and
government organizations, which were unable 1 respond effectivelyto the
drought coditions. The previous failure of officials to inform farmersof the
implications of the repairs to the spill gates, and the risks of starting a season
with a resenvoir below the minimum level required by the rutes of the ID, now
led 10 farmers and even some officials blaming the ID for the drought; the
irrigation officials' well-meaning attempt to organize a religious ceremony
further exacerbated these feelings.

In the future, the Kirindi QOya Irrigationand Settiement Projectiis expected
to be water-dortin same seasons, especially during yala. In order to use the
water productively, particularty ifcrop diversification ksuccessfully implemented,
very strong and effective organizations for system management will be
required atall levels. It iSunfortunate that asis often the Case inniew irrigation
schemes in many countries, too littk attention has been paid to institution:
buildingat theearlier stages of the Project Wehope mmpaperwﬂl contribute
1o changing this, and lead t0 increased attentionto %trongmanagement
organizations. The reséarch presently being carried out'in Kirindi Oya will
undoubtedly lead to further insights, and tomore specific recommendations for

-improvement. Bascd on the maha 1986/1987 research, however, weofferthe ~
: mﬁcmnmendaumsmmdermsnmwatcdmmmmpamculaﬂy o

' Inmm;ons:vnderSMsandPeople mDmm 5 PR '69""-' o

. * The Mmstry shoujdeslabhsh much clwerkuesofauﬂ\onty.wnﬂlone ‘
department, not the present three departments having persons - designated
as *‘Project Managers.”" Therenceds 1o be one Project Manager with
overall authority for integrated project management, including the
operation of the irrigation system. This person should be sufficiently
senior within the civil service hierarchy to wield authority unanbnguwsly
and should have budgétary control.

The termsof referencedfthe existing Project Coordinating Committee
should be confined to-coordination of government agencies for construction
work in the Phase-II area.

* The present IMD Project Cammiitteeshould be developed into a * Kirindi
Oya Project Management Committee,” " with high-level officials from
key government and semi-government agencies and fammers”
representatives. ThisCommitteeshould be the vehicle for settingoverall
operational policies for the project and for the irrigation System,and be
a forum for discussing important system management problems, and
coming tagreed-uponsolutions. In the short runperhaps it couldbe an
advisory and coordinating committee; bur in the longer runit should be
given considerable responsibility and authority for system management
policies. Given the problems of status among presentproject-level
officials, this Committee should be chaired by the overall Project
Manager proposed above. Altematively, ifthe present setupisretained,
it would be bestif the Government Agent (Hambantota) were to chair this
Committee,with one of the IMD ProjectManagersas its secretary,with
coordinating authority.

Withinthe ID -- thekey Department in the whole Projectsetup ~- it wouald
be useful if construction (Phase IT) and operational responsibilitiescould
be separated. To be effective, it would be important to provide some
additional incentives to those officials assigned to operations, In
addition, the ID shouldmake a dear and unequivocal commitment to
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Conclusion

establishing effectiverelationships with farmers’ organizations, and to
promoting actively two-way communication and cocoperation between
farmers and the ID. To make this effective, these tads would have to
be written Into the job descriptionsof the technical assistants, irtigation
engineers, and resident engineers: monitoring of their job performance
should include these parameters; and they should be givenspecial
training to improve their communication and management skills. This
applies to higher-level officials as well. We strongly recommend that
the ID encourage holding regular staff meetings at the variouslevels
of management,

If, s we assume, the Ministry is seriousaboutdevelopingstrong farmers’
organizationsas an integral component of the overall management
structure, the basic concept and approach of the IMD may need rethirking.
We reserve commenton this until further research is completed. If the
present IMD approach is retained, its management should be strengthened.
Specifically,we suggestthat senior IMD officialsfran Colarbo should
regularly participate in meetings of the Project Coordinating Cormittee
(as dohigher-level officials of the Land Commissioner’s Department,
forexample), In addition, the senior officials should provide more
effective guidance and support to the IMD Project Managers, through
more frequent visits, consultations,and training as needed.

Finally, we note that since this study was completed, the resources for
promoting and strengthening farmers’ orgenizations have been increased.
However, we are not confident,based on more recent research, that
the institutionalorganizerspresently deployedare effective. We suggest
the Ministry might experiment with using existing field-level staff,
particularly field instructors of the Land Commissioner’s Department,
for organizing farmers’ organizations. Thefield instructorswould need
special training, and would nezd to be guided and monitored carefully,
but we believe they could do the job effectively. This may requirere
assigning some of these officials ©the Irrigation ManagementDivision,
to be supervised by the IMD Project Managers. We also suggest
rectifying the anomalies created by organizing distributary organizations
by hamlet: a distributary-channel organization is likely to be most
effective if it is clearly based on a common water source.
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Successfuldevelopmentof amajor irrigated settlement scheme likeKirindi
Oyaisavery complexandtime-consuming process. ltcouldbearguedthatone
source of difficultieson older settlement schemes is that insufficientattention
wes paid to developing adequate management irstitutias at all levels, including
among farmers. Being a new scheme, the Kirindi Oya Project offers an
opportunity to avoid these problems by developing effectiveinstitutionsfran
thebeginning. If this paper contributes to initiating this process, it will have
achieved its objective.
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Institutions Under Stress and People in Distress
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