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flushing and its invisibility. The latter would allow the drainage facilities to be more tuned to
‘local wishes and capabilities of management.

Bangladesh

In Bangladesh drainage is of a different nature than it is in Egypt, India or Pakistan. Drainage
serves to reclaim lands for cultivation that would otherwise be (seasonally) waterlogged. This
brings drainage potentially in conflict with water management for fisheries. In construction
and operation of drainage and other water management infrastructure compromises have to
be found to serve agriculture and fisheries both. On the other hand, salinity management is
of no importance in Bangladesh.

Unlike the countries discussed earlier, in Bangladesh, efforts are in place to systematically

consult land and water users in drainage improvement projects. Official guidelines have

even been issued to undertake extensive ‘needs assessments’ in water development

projects. In line with these guidelines in a number of recent projects consultation meetings

were held both at village-level with various population groups (land-owners, landless,

women, fishermen) and in local elected badies. In the Khulna Jessore drainage rehabilitation

project for instance the following methodology was used to discuss the concepts for

drainage improvement in an area covering 100,000 ha:

s pre-announced consultation meetings in hydraulic’ units (Size 500-1000 ha), affected
most by the proposed rehabilation works using participatory appraisal techniques;

¢ simultaneously: group interviews at the local elected bodies, including special interviews
with women groups; .

¢ synthesis by interdisciplinary project teams and reconstitution to the local groups that
were consulted.

The result of the consultation process was a redefinition of the work and the identification of
important additional activities to serve drainage rehabilitation (in the realm of agro-support
services). In the consultation process a number of divergences in interests were identified
too with respect to the proposed works, that could not be easily resolved without
jeopardising the entire project.

The needs assessment preceded the establishment of farmer groups for water management.
The establishment of these groups is left to the implementation stage. At present in
Bangladesh the discussion on whether and which status such groups should get has not yet
been completed. In the Compartmentalization- Pilot Project and in the Khulna Jessore
Project, which both have an exploratory nature, multi-tier farmer organizations have been
proposed.

In the Compartmentalization Pilot Project/CPP three levels have been envisaged:

o at village/chawk level water user groups (Chawk Committees) are formed in which
various groups of farmers are represented; at the same time special water user groups
are formed for fishermen, women and landless;

* at subcompartment level water management committees are established, in which
representatives of the various water user groups take a seat as well as two
representatives from local NGO's, government organizations (extension workers) and
the local government;
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* at compartment level a project council is envisaged. This council has representatives of
the subcompartment level water management committees, representatives of adjacent
areas, as well as representatives from technical government departments, local elected
bodies and non-government organizations.

Similarly in Khulna Jessore farmer organizations at three levels (village; catchment of
primary or secondary drainage channel; entire drainage unit) are proposed, composed of
representatives of various affected groups. Initially these groups would be informal in nature,
but ultimately they would be transformed in multi-purpose cooperative societies. In Khulna
Jessore the groups would never include representatives from government organizations,
NGO’s and local elected bodies.

The farmer organizations in CPP are all very new. An evaluation of the first year (when no
compartment level organization was established) showed that the village/chawk committees
played a strong role in the management of the various water control structures. Several
chawk committees also took care of structures that were to be managed by the
subcompartment level water management associations. Another interesting result was that
several conflicts between fishermen and farmers were resolved locally. Another observation
was that the type of water management in CPP (controlled flooding and drainage) was new
in the area, resulting in a number of avoidable conflicts.

Mexico

In all of the four countries, discussed so far, the American model is promoted as an example
of how irrigation and drainage system should be managed. In Mexico the irrigation
management at subsystem level (units varying in command from 5,000 to 20,000 ha) of 2.5
million hectares was transferred from government irrigation districts to Asociaciones Civiles
(water user organizations). These WUOs are responsible for the management of secondary
irrigation channels as well as drainage facilities. In some cases a supra-level WUOs (called
Society of Limited Responsibility) has also taken over the remaining responsibility of the
irrigation districts. Unlike what is being tried in Pakistan, India and Bangladesh, there is no
separate farmers organization below the WUO.

Farmers, who wish to form a user organization, must establish a Asociacion Civil. Without
this legal status they will not be entitled to a Title of Concession for the use and management
of irrigation infrastructure at subsystem level and for the collection of irrigation service fees.
The system of representation in the General Assembly differs between WUOs. In some
WUOs representation is by category of farmers (ejido and small landowner). In other WUOs
representation is made per section of the irrigation system.

Prior to the dramatic move operation and maintenance of the facilities was largely paid for by
the government, and collected water fees of farmers covering only 18% of the budget costs.
At the same time many of the irrigation and drainage systems were in disrepair.

With the transition the WUOs take care of the operation of the secondary irrigation and
drainage facilities and raise the budget for this from the water users. In addition, the WUO
pays a charge to the Irrigation Districts for its services in delivering water. Farmers pay their
WUO either prior to the irrigation season (which ensures a steady income to the WUO) or
prior to the irrigation turns. Fees are hence related to irrigation supplies rather than drainage
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services. Interestingly, in several irrigation subsystems the WUOs after the transition have
made changes in the water distribution system and have introduced arranged demand
systems (Gorriz et al., 1995).

Concluding remarks

With the exception of Mexico, the management of drainage facilities still is very much a
public affair as discussed in this paper. Yet several experiments and pilot activities have
started in the past three years to explore models of users management and joint
management of drainage facilities. In several countries it is at the moment not clear where
responsibilities for integrated water resource management will be.

The important difference seems to be between the American model, whereby the
responsibility of irrigation and drainage at the level of secondary and main system is
transferred to farmer organizations; and the Asian model, whereby at secondary level joint
management arrangements are explored. In the latter case, which in most countries was the
dominant arrangement, water management will be the responsibility of several
organizations. In line with what was mentioned in the first para, such a polycentric setting
requires the formulation of rules that regulate the interaction between the various players.

Another point is the close interrelationship between drainage organization and drainage

design. Particularly, if an important role is given to a local user organization with a degree of

autonomy, this should be reflected in the design of the system. Substantial work is still to be
done in the interface between drainage design and user management:

» at system design level: to create more local autonomy and control and facilitate
integrated uses, particularly in the Asian model,

o at structure design level: to have systems that are manageable, easy to inspect and
control and in general have low exploitation costs;

« to reconsider the design process and make it more consultative and farmer-driven, along
the lines of the ‘needs assessment’ applied in Bangladesh, so that the design process
does not only yield inputs for system and structure design, but also helps in formulating
water management rules.

One of the purposes of this symposium is to give inputs to ILRI's research agenda. In this

respect | want to conclude with two remarks:

1. User management of drainage facilities is still unexplored territory in many countries and
as mentioned the design of drainage infrastructure plays an important role. It is my belief
that in this interface of design and organization, working at user manageable systems
institutes such as ILRI have an important function;

2. If one wants to experiment with different models of user organizations a very different
type of research is required from the ones that institutes like ILRI are used to. One moves
into a domain of policy experiments rather than technical research and this has
implications for the way one operates. Research will be less academic and more
political, and will include lobbying, policy advocacy and process management. ‘Upward
behind the onstreaming it mooned’. Often this is a domain, where research institutes feel
ill at ease.
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Discussion

Dr. Van Steenbergen’s responses to questions from the audience were summarized as

follows:

s Users organizations are more difficult to establish when stakeholders have very different
interests. Water boards in the Netherlands were established centuries ago when the
priority was flood protection, which was a common interest for all stakeholders. Once
established, the Water Boards managed to take on more complex responsibilities,
involving stakeholders with different interests.

* The example from Bangladesh indicates that stakeholders with different interests -
farmers and fishermen - were more capable of resolving their conflicts than had been
anticipated. This was due to the fact that these stakeholders were organized at the local
level, which meant that they knew one another well.

* |t is correct to say that another main reason for the transfer of management of irrigation
and drainage facilities to the users is that governments want to reduce costs.

* To date, there is too limited experience to advise on the merits of a combined irrigation
and drainage fee versus separate fees. In general, the cost of irrigation water is too low
to have an effect on the volume of drainage water produced by the farm.




