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Formation of a farmers organization. 

Formation of a Farmers Organization (FO), as a sub-unit of the CBO (community based 
organization), for the anticipated drainage unit. This may require communally developed and 
accepted solutions to such questions as: (i) need for cooperation between different classes 
(land owners, tenants, share-croppers); (ii) need for cooperation between different kinship 
groups; (iii) need for cooperation between members of different villages; and (iv) need for 
cooperation between farmers of different water courses. 

Still there remains another set of questions to be resolved: (Q from experience on FO's it has 
been proven that the social group cohesion is more sustainable if based on kinship relations 
(Merrey, 1986}. But will this imply the complexities of more than one FO-responsible for one 
drainage unit?; (ii) it has been proven in irrigation management that FO's based on hydraulic 
units function more efficiently than social based FO's. But will this complicate the social 
cohesion sustainability of the group?; and (iii) how do or do not watercourse command 
areas coincide w ith the hydraulic boundaries of drainage units? If not, will it further 

. complicate matters as to one FO for both functions? If an area has strong village councils 
(community based organizations) ; they may be able to take-up drainage, alongside other 

. activities such as roads, health, education. Probably it is wise to have only one set of 
community (village) based organizations. · 

Experience in organizing farmers in Pakistan have shown that (NESPAK & MMI, 1995): a) 
successful farmers' organizations are best based on social structures of kinship relations ; b) 
authoritarian views are not conducive with farmers' participation. Relevant local knowledge 
and skills should be drawn upon; and c) success in participation often stems from input of 
NGO's, who work in close collaboration with the people in the project area. 

Experience in other countries with farmers' participation has shown that the following 
attributes are desirable: (i) Felt Need: the farmers must be convinced that there will be a 
definite and tangible gain for them by cooperating and taking responsibilities for irrigation 
and drainage activities and investments; (ii) Accountability: the farmers' organization should 
be solely and fully accountable and transparent to their farmers; (iii) Sustainability: there 
must be a certain degree of social cohesion within the farmers' organization to be able to 
survive the reliance on outsiders during the initial formation and establishment period; and 
(iv) the farmers' organization must have easy and ample access to the 
technical advice and expertise related to the tasks to be performed, either among its own . 
members or by employing or hiring technical staff (Coward, 1986 and Uphoff, 1986). 

As these questions of a socio-cultural nature · and the more pragmatic ones cannot be 
resolved beforehand, the process of establishing farmers' organizations, around one or more 
beneficial activities, will require a gradual approach, needing research and pilot studies to 
lead the way! 

Design and action plan 

The next step to be undertaken is the development of different design proposals, which then 
have to be discussed with the farmers as to which one can be implemented together, within 
the resources available to the community and IWASAI. An action plan needs to be drawn-up 
when agreement has been reached on the preferred technical solutions. This plan should 
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specify the responsibilities and resource contributions of all stakeholders involved in the 
implementation of the technical solutions. Ttie final design choices to be implemented have 
to be agreed upon, fully understood and accepted by the farmers; construction works have 
to be implemented (when, where, how and by whom); the system has to be operated (why, 
what and by whom); the system has to be maintained (why, how frequent and by whom). It 
must be ensured that each different issue is fully understood by the farmers and the plan ·in 
all its details will have farmers' consent. Technical staff of the government agencies seriously 
need to consider any suggestions and comments made by the farmers and modify the plans 
and planning accordingly, whenever realistic and possible. If suggestions cannot be taken 
into account on technical-physical grounds, this should be clearly ·and convincingly be 
explained to the farmers in such a way that farmers do not feel overruled. 

Formal agreement of action plan. 

Formal agreements have to be drawn-up between the farmers organization, the NGO and 
the government agencies before undertaking any implementation activities. These 
agreement should spell-out the responsibilities, contributions (resources and flinances), 
rights and obligations of each party. The NGO-support organization should ensure that the 
farmers organization fully understands and accepts the agreement; if this is not the case it 
needs to be modified until all parties find it acceptable. 

Financial contributions 

Collection of the financial contributions from the farmers will be the responsibility of the 
farmers organization. These funds together with the contributions of IWASRI are to be 
deposited in a FO's Bank Account. 

System construction 

Construction works can only be started if full consent is reached on proposed works; its 
layout; right of way has been secured; funds and materials have been secured; pending 
issues have been dealt with; an implementation plan has been worked out and is accepted 
by all parties concerned; and their is clear understanding of each party's role and 
contribution during the implementation process. 

At this stage it cannot be stipulated how and by whom the different works will be 
implemented. It is for example conceivable that part of the works (a shallow surface drain) 
will be constructed by the farmers with advice and technical guidance of the government 
agencies. It needs to be looked into, whether horizontal pipe drainage systems can be 
installed by the farmers or will have to be contracted out. If works have to be contracted out, 
it is still too early to decide on whether the work-contracts can be made-up by the farmers 
organization or whether the government agencies still have to take charge of it. If the latter 
will be the case, the government agency must ensure that a construction supervision 
committee (of FO representatives) is established and that the government agency only 
provides advice and technical guidance to the committee. 
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Training in operation and maintenance of the system 

When . all construction works have been completed to the full satisfaction of all parties 
concerned, the operation and maintenance of the system will be handled independently by 
the farmers' organization. Beforehand the government agency, with assistance and guidance 
of the NGO-support organization, ensures that relevant members of the farmers organization 
or their staff will have received the proper training in all aspects of the operation and 
maintenance of the system and operations and maintenance manuals have been compiled. 

Follow-up services 

The government agency commits itself to remain responsible for assisting the farmers in 
solving any technical design flaws which may surface during the normal operation and 
maintenance of the system. The government agency though, cannot take any responsibility 
for problems arising from gross neglect by the farmers organization or caused by 
malfunctioning of the farmers organization. The duration of this follow-up period, that should 
include monitoring as well, needs further consideration and will also depend on the technical 
complexity of the solutions chosen. 

It should be realized that the above course of actions is by no means a blue-print that has to 
be followed exactly. Each step will provide new insight in the situation, circumstances and 
conditions one has to deal with. Hence, based on the experience acquired, the next step in 
the process can be determined more precisely. These steps merely provide a rough 
guidance for what will have to be done and can be expected in the process of developing 
drainage measures to combat waterlogging and salinity in participation with the farmers. 

With this research approach IWASAI aims at developing guidelines for the replication of this 
pilot study at a much wider scale. Therefore, it is of the utmost importance that all field level 
activities are properly documented. The focus of this documentation should not only 
concern the project-related activities of the farmers, but also those of the Government 
Agencies Drainage Service Staff and the field support staff of the NGO. 

Conclusions and summary 

The direct involvement of small farmers in solving their waterlogging and salinity problem is 
a totally new concept in Pakistan. It is the politically accepted view that there is an urgent 
need to involve the private sector in the operation and maintenance of not only the irrigation 
but also the drainage system. The Government is no longer in a position to carry the whole 
burden: The National Drainage Programme I advocates a widespread privatization of the 
irrigation and drainage infrastructure. But the Government Agencies are bureaucratically 
entrenched in a system developed over the last 150 years. The recurrent expenditure for the 
establishment puts a large drain on the governmental resources, such that little is remaining 
for an appropriate operation and maintenance of the facilities implemented over the last 35 
years. 

IWASRI has embarked on a study to find ways and means to overcome the serious 
waterlogging and salinity problems in full participation with the farming community. It is too 
early to draw conclusions and come-up with recommendations, as this research approach in 
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drainage has been taken-up only recently. The PRA revealed that: (i) the social and 
economic framework in which the users of (future) drainage systems live, determines their 
capacity to cooperate towards solutions to the drainage problem; and (ii) farmers should be 
involved right from the planning stage in any future drainage implementation activities. 

This new approach may contribute to improved efficiency and effectiveness of the huge 
investments made in Pakistan to combat waterlogging and salinity, and may have a great 
impact on the sustainability of agriculture. 
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Discussion 

A summary of the d iscussion following lr. Knop's presentation is g iven below: 

Question: In organizing farmers for irrigation management, it is sometimes advocated to 
organize farmers at the distributary level, rather than at the water course level. The reason to 
organize farmers at this higher level is to obtain an organization that is more capable and 
powerful in dealing with government institutions. Would you recommend the same practice 
for organizing farmers for drainage? 



. ---· ·~------·----:-----------, 

112 ILRI SYMPOSIUM "TOWARDS INTEGRATION OF IRRIGATION AND DRAINAGE MANAGEMENr' 

Answer: Yes, I would. 

Question: You are currently working in an area where farmers have identified drainage as a 
major problem. However, in many other locations famers do not yet perceive drainage as a 
priority problem. What do you intend to do in these areas? 

Answer: Our work is a very first start. Once we have some results to show, we can use them 
in making farmers elsewhere aware of drainage problems and solutions. We could think 
about making a popular type of movie as a way to increase this awareness. 


