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CHAPTER I PRESENT OPERATION AND MAINTENANCE WORK
OF NATIONAL IRRIGATION SYSTEMS

1,1 " present Organization of NIA
1.1.1  Gensral

~ The present ofgan1zat10n structure of NIA con31sts
of three ma]or organlzatlonal categorles, such. as- Central
offlce, Reglonal Offices and - Systen Offlces. All of them
are 1nv01ved in operatlon and malntenance act1v1t1es. This
-paragraph pxesénts an outllne of NIA‘ ex1st1ng organ;zatlon

Vand respon51b111txes e59601a11y frOm ‘the. operatlon and
'malntenance asPect

1 1 2 'Organlzatlonal Structures and Functlons of the
Central Office

‘At the top of,thé~ceﬁtfal,6ffice*6rgéﬁizéti6ﬁ?i§ the
office'offthe-Admiﬁistrator whichfféporté'té thé Board of
_Directors and controls all’ the bus1ness and- affa1rs ‘of the
- NIA: 5331st1ng the Administrator in'the Centrdl Office are
four major functional groups each headed by an Assistant:
A&miﬁistfatoi, narely; Project Development aﬁd_Implementa—
tlon, Operatlons Finance and Managemént, and Administrative
and Personnel. '

" 7he overall funct1ons of these groups are as follows-_
- Pro;ect DeveloPment and. Implementaloni'
it is respon31b1e for plannlng, organ121ng, dlrectlng
“and controlling thé Operatlon and’ maxnténance, rehabili-
tatlon, and equlpment manaqenent activities of NIA.
- Operatlon-_
It is respon31ble for plannlng, Organlzlng, direocting
“and controlllng the . opetatlon and malntenance, rehab111~
. tation; and . 1mprovenent of the irrigatlon systems ‘and
| related act1v1tles. '



- Finance and Management-
It is respon51b1e for plann;ng, organizing, dlrectlng
and controlling financial recordlng, analysis and re-
porting, budget, collect:on,.fund management, ‘internal
audit, management and organlzatlon and related actz—
vities. '

- Adninistrative and personnel
It is résponsible for planning, oroan1zing, dlrectlng
and controlling hunan resource management, records
management, ledal assistance, génefal services,
public information, procurement and prépétty*and'tél'
lated activities. ' R

quure B.1.1-1 is 111ustrated the exlstlnq overall
Structure of the NIA Oruanlzatlon. ' '

Relow the Assistant Administrator for'the'épéiétidhs;
theére are two departments, one 1ntegrated systems,_and
-several orqanlzatlons implementing special projects or major
rehabllltatlons of and improverents to national 1rrigat10n
systens.

The'systens Manage?ent DEpattménE‘(SM03 is 6ne‘of‘thé

The functions of SMD 1nvo}ve (1) formulatlon and development
of plans to- 1ncrease croppxng 1nten31t1es in the serV1ce
areas,_(?) evaluating 0perat10n anag. malntenance plans, feha—
~bilitation proqrams, and’ budgets, (3) mon1tor1ng and assess—
.ing . overall perforﬁance of natlonal 1rr1qat10n systems

{4) conductlng studies on’ varlous water management para—'
meters to 1morove plannlng and 1mple entatlons of water
management, (5) making necessary recommendatlons to HIA _
managenent on oPeratlons, malntenance, and: rehabilltation of
these systems. The- SMb. has three functlonal lelSlOﬂS,
namely, Operation and Maintenance DLVISIOD, Repa11 and

Improvement bDivision, and Research and Develooment D1v1sxon.-



‘ The Ifrjgators Assistance Department (IAD) is another

7 staff department whlch reports dlreetly to the Assistant

: Adm1nlstrator for Operations. ‘The IAD's overall objectives

are to coordanate technlcal 3331stance granted to ‘the farmers

as well as the organlzatlon of farmers to prepare them for
the eventual takeover of certain aspects of the operation

'and maintenance of 1rrlgat10n systems.

7' The IAD was set up to extend assxstance to farmeérs

assoelatlons by conductlng research and tra1n1ng programs

to teach the farmers improved farm water management and
'related agrlcultural practlces. In addltlon IAD is respons-
ible” ‘For coordlnatlng aorlcultural suoport services rendered
 by other government and prlvate ageneles perfOrmlnq activ-
'ltles related to agrxcultural development IAD's functions
focus on act1V1t1es dlrected toward 1mpr0v1ng the extérnal
-env1ronwenta1 factors affect1ng the . O & M of the 1rr1gatlon
systems._ Tne IAD'_organlzatlon structure consists of the
Farmers Organxzatlon and the Tra1n1ng Division, and the
Irrlgators A331stance D1v1310n,

1.1,3 Organlzatlonal Structures and Functions of the
Regxonal Irrlgatlon OEfrces

Theé Regional Irrigation Offiéé! (RI0)~'serves as an
intermediate office betwéén' the Systém Offices and Central
Offiées It qeneraliy directs, supervisés, and coordinates
1rrxoat10n act1v1t1es in the region such as the operatlon
and maintenanCe of  the national 1rrlgat10n systems, design
and’ cons;ruetion of communal "irrigation systeams and their
xeiétéd'i activities. The RIO also provides téchnical, ad-
ministrétive, accounting and other services to the system
offices within the'region. 'Exceptions to this, however,
are sone systems offices partxcularly nat10na1 irrigation
systen undergoing major rehabilitation and improvenént
and special projects with foreign assistance which are not
under the regional irrigation office.
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The Regional irrigation Office is 'com'poSea of seven

major office or divisions whlch “have the’ folloaxng functxons:

- Office of the Reglonal Irr1gat10n Dxrector (RIO) 1s
responsxble for dlrcctlng and’ coordlnatlng all irr1—

- gation related act1v1t1es of the reglon. _ '

i Englneer1ng Division is respon31b1e for 1dent1fy1ng
potent1a1 irrigation pr0]ects, determlning economlc
and technicat feas;billty of theseée prOJects, d951gn~

Cing 1rr19atlon structures, and superv;s1na and mon1~
“toring the construction of 1rr1qat10n pro;eéts in the
region. _

~ Operation division is respon31b1e for monltorlng '
and evaluating the operatlon and nalntenance of
natlonal 1rrlqat10n systems 1n ‘the reglon. ]

4=Agr1cu1tura1 coordination Division is resp6n31b1e -
for coordinating’ w1th the" var1ous government ‘_ :
agencies and prlvate offices invélved’ in aﬂrlcul—:,‘
tural production, coordlnatlnq or'partlclpatlnq in
the organization of farner's a33001at10n, conductingﬂ
research on 1rrlqat10n water nanaaement ‘and tech-
nology.

- Eou1pment Management Division 13 respon31b1e for
nanaqxng the proper utflization and maintenance of
equipnent and veh1cles a531gned to the Req10na1
Irr1qat1on Office and prov1dlng eqnlument and: main-
tenance services to the systém: offlces w1th1n the

. region. '

- admlnxstratlve D1v191on is: respon31ble for’ prov1d1ng
aum1n13trat1ve serv1ces to the regxonal irrlqatlon
office and its systens offlces.

AcclOunting Dlv1510n is respon31ble for- recordina the

financial transactions of the reglonal 1rr1gat10n

- Office and 1ts systems 0ff1ces in the OffICIal books:

of accounts and - prepar1nq per1od1c flnan01al repOftsf
to the Central Offlce.- '



The eéxisting organization structure for ajtypical
regional irrigation office is illustrated in Figure B.1,1-2.

1.1.4" Organization Structuré and Function of the National
Irrigation Systems Offices
“In‘general,’ organlzatlon Qnd capacity of the respective
“natlonal 1rf1gat10n systen éfflce depends Of the ‘féatures
of the- 1rrlgat10n system and service areas. ‘The organl—'
zation of the" small and nedxum systems con31st$ of three_
majér greups,'namely, Offlce of the Irrlgatlon Super;ntend-

ent, Operatlon and Malntenance Sectlon, and Admlnlstratlve
‘Section. ' ' '

The Irrlqatxons Superlntendent has overall IESpOﬂSlbll—
'1ty for plannlng, dlrectlng and coardlnatlng the activities
ﬂof ‘the system. The Operatlon and Halntenance Sectlon dlstrl—
butes 1rrlgation water to tutnouts, maintains canals,
'control structures and measuring dev1ces ‘and collects ‘the
1rrlgat10n fees. Tne Aqn1n15trat1ve Section prov1des ad—
.'nxnlstrat1ve serv1ces such as personnel accountlng, cashier-

a'1ng, bllling ‘and- ‘¢ollection, ‘property and procurement ‘and
other services.

Thé'éifstind Orgah{zétiOﬁ'aﬁd functions of the large
scale systém is composed of ‘six major groups, ‘which are,
the Office’ of the Irrlqatlon Superxntendent Adn1n13trat1ve
Sectlon, Agrlculture Sectlon, Oneratlon Section, Renalr and
Improvenment Section, and Coliléétion Services Section, The
'function of the reSpective sections are very similar to
those of theée small systems,

- A brief description of these functions is givén below.
- The Office of the Irrigation Supeérintendent résponsible
for directing and coordinating the various activities of
the systenm.



- Operatlon Section is responsible for dlstrlbuting ifri-
gatlon water to tvrnouts, maintaining canals, control:
structures, measurlng devices and related facilitles in
good condition and’ collecting irriqatlon fees from faraers.
Under the Operation Section. are the operatinq .zonés headed
by the zone englneers who perform the above functions on
a snaller scale and the WCCC which handles overall plannlng
_and nonltorlnq of water dlstrlbutlon. In addltlon, the .
WCCC performs minor enalneerlng functlons such as des:qn
and technical supervi31on of the construction of mlnor
structures. e )

- Repair and Inprovenent Sectlon is IESpOnslble for the _
operation, maintenance and repair ofrvehlcles and équip-
ment _ _ , ) _ . : . ,

- Admlnlstratlve Sectlon is respon31ble for prov1d1nq offlce

] and aomlnlstratlve seIV1ces such as personnel, account1ng,
cash1er1ng, communlcatlons, rlght of way processlng,
security,’ 3an1tor131 and other serv1ces. »

- Bill'and Collectlon SECtIQHELS resgon31ble for b1111ng
and coiledffng iffiéatioh fees. from water qger§? ,The-_‘_
sOperatlon Section a351sts thls seCtionfin76011ectiﬁg-i;ri—
gation fees. . _ o .lﬁ N

- Agrlcultural Section is re3p0n51b1e for organlz1nq farmers
_1nto 1rrlgat10n a35001at10ns.: ThlS sectlon exlsts khen
there are def1n1te plans to turn over the operatlon and.

, nalntenance of whole or part of the Systen to the farmers
organ1zatlon.. Tne typlcal organlzation of a large scale,

ystem is 111ustrated 1n Flgure B. 2 2-2.
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FIGURE B,1.1-2
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1.2 Systeﬂs Operatxon and Maintenance Sltuation

1. 2 1 General

The basic concept of the operation and ma1ntenance of
1rrlgat10n systems 13 equ1table dellvéry of irrigatlon
water to ‘each farm at the proper time. Theé laws and reguia—
tions of thé O & M works of national irrigation sySteins
have beeén stlpulated by presidential decrees, NEDA résolu--
tions and NIA Memorandam circulars.

The rules and regulatlons governing the operation and
malntenance Of NIA Natlonal Irrlgaglon Systems states that
~only NIA personnel arée to operaté’ and maintain main, lateral,
'subéla_téral; c¢anals and appurténant structurés and ‘gates.

The operatioﬁ*of'on—farmffacilitiés withiﬁitheir'servrcé
areas has been taken over by the farmers. This sub-chapter
‘discusses. the outline of ‘the operation and maintenance of
the national irrigation systems,

1.2,2 Systems Operation

Good walter management is the pr0per pract1ce of high
quallty 0perat10n throughout the year ) In qeneral there
is no’ remarkable water shortage 1n the wét season and the
canals are. operatlng Well below capac1ty, there is no stronq
1ncent1ve of requlrenent to exércise gocd water management
pract1ces and efficiént system operatlon in order to meet
cr0p needs. On the other hand, durlng the dry sedson when
- shortages éxist in water supply ‘and canal capacity, good
water maragement is defxcrent to meet dlstrlbutlon reguire-
'nents, even the best practrces may not produce equal distri-
bution between upper ‘and lower farmers on the canals.
Therefore, operatlng personnel shall be given more detazled
1nstructlons on thelr ‘daily activities,
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Farmers were observed manlpulatlng gates,.checklng
laterals with banana log or banboo, and maklng ‘their own
diversions, often through unauthorized turnouts. ~The reasons
for this is (1) t6 serve high areas within their service
area that cannot he othérwise served, (2) Ilght of way pro-
blems or maintenhnce'problé@s_between joint users.of“a‘~l
“common farm ditch,;(3) to eiininate the'need forfkeepingi
farm ditches clean and in- quﬂJWOrkinq order,-(4)“t0-pernit'
taking a full supply of water. in.a short pérlod of tlme where
lateral deltivery is sporadic or where rotatlon between -
laterals is practiced. Those: unauthor1zed turnéuts generally

have no gates and Opéning -and closing is generally-operated

with grass pluqs and resultlng lack of water: control ‘and or  _;

over distribution. ' The. pipe: of turnouts is. often placed
high on the canals bank where it can be served only with
severe overchecking of the canal in order to supply Water .
to high'land.: Furthermdre; turnout on’ the’ systens are
generally 1nadequate beécalse. they are not kept in repair,

- oxr théy have no operable gate, or they have no measuring
capability. '

V'Installatlon ‘of accurate measurnnq dev;ces 13 an 1n~:
dlsuensable element 1n good water management. The ma]orxty
of the natlonal 1rrlgat10n systems have not been adequately
'provlded with' accurate measurlng dev1ces at proper 1ocat10n.
Data gatherlnc, analy51s and calxbrat1on nethod of staff ' )
qauges should be nodlfled to the approprlate ‘method fron the
p01nt of view of phy31ca1 conditlonsi

Some areas experlence croPping and haxvest1ng d1ff1~
culties due to a ccnblnatlon of 1nadequate dralnage canalsu
and poor hater nanagenent __Exce331ve 1rrlgat10n dlver51on
cause sone subnergence of crop 1and even 1n the dty season.
. and ‘such conditions are substantlally worse in the wet
season. Uncoordinated plantlng and harvestlng schedules
result in unwanted water in areas ready to be harvested.
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piversion dams and check structures on major. sticams have
caused some overbank flooding due to the failure to remove
flashboards or open gates during high runoff periocds,

Pump 11r1gat1on systems suffer from hlgh power costs
and’ low. pumplng plant efficiencies.  Present O & M costs are
much higher than 1rr1gation fees charges being made. Rising
-power costs will further aggravate the sitwation. - NIA shall
pursue neqotlatlons with the National Power Corporatlon
(NPC) and with the electric cooperatives which would resulg
in signifidantly lower power rates: for 1rrlgat10n pumping
during" predetermlned time periocds.

" The majority of the canals oéetated and maiﬁtained'by
NIA should have service roads along at least one bank.
. These provision of roads along the canals will benefit the
éystémé:in_three.kays, (1) by making it possible.to operate
the ‘system and observe the flow 6f'water efficiehtly, (2)
by providng access for the malntenance crews, (3} by pro-
 viding access. for the farmer. to his fields.

Annual system opération blans3include the following
elements at the SyStem office level.
C= Prp@xam:area‘énd,crops_
ﬂ:CrOpping pattern L
'—;Héterudelivery schédu1es_ _
f‘Prpbable effective rainfall
= Projected status of farming activities
-~ River -flows . .
—-. P¥ojeéected headgate: d1ver510n _
- Reasons for excluded area from irrigable area
a} drainage-deficiency
b) basic water supply
IC)_physical structures deficiency
- . Target irrigation efficiency
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1.2.3 Maintenance.

The definition of haintenence*ié%répait work toutinely
perforned to prevent eicéssive'detefiératiOn of facilities,
to maintain the system in good worklng Order and the ablllty
to eff1cient1y distribute the project water supply. “The
" terdi rehabilitation is defined as’ the ma;or ovérhaul of a
faclllty, ‘that in spite of good routine’ maLntenance over

several years. “The discussion is’ rainly on nalntenance WOrk
of the systems in this paragraph.

“Phe major constralnts on’ na:ntenance are’ 1nsuff1c1ent
repair works to “keep the syster in: good ‘order due to an in-
adeqguate local budget allocation,

ments by permanently a531gned dltchtenders is- not unlfornly
effectave and is too COStly. Because at a Féw najor canals,
grass is perhaps éut 'more’ oftén’ than wonld be necessary
‘whlle at sone lateral ends, qrass 1s seldom cut : Thls 1n—i
sufficient vegetation é¢ontrol’ accelerates silt de9051t10n
and decreases the carrying capacity of the canals.

The normal silt contrlbutlon to cénals is W1th1n ex—_
pected 11n1ts but is of a naonltude to warrant perlodlc
removal. Small laterals are most frequently effected by _
511tat10n, as a result of greater vegetat1ve groxth in these'
shallow canals._ Contrlbutlons of larger sized sedlments are
found 1mned1ate1y below many canal headworks at’ major rlver
dlver51ons. Coarse materlals areé also brought lnto canals
by heavy ‘storm runoff fron steep” hlllSldes. cleanlng of
‘canals should be carried out with the approprlate equ1pment
and or by hand ' '

‘There is some locallzed erosion of canal s1deslopes below
the water surface elevation; As the bank erodes the side
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slope steepens and the area of er031on accelerates. “hxs

results in loss Of toe support to the upper portlon of the
bank including sloughlng

“In a11 systems the maxntenance of dra1nage and creeks
is 1nadequate. Heavy growth of aquatlc vegetatlon and
'SLItatlon has 31gn1f1cantly reduced canal capaclty Clean-

71ng of vegetatlon from drainages lS not being practlced as
- a ma1ntenance act1v1ty.

Check dams and obstruct:ons constructed 1n oralnages
and creeks 1moa1r dralnage and create serlous backwater
-:problems and have . resulted in severe overbank floodlng
dur1ng heavy runOff perlods. ' )

HaJOL problems, found to ex1st at dlver310n dam struc—
tures,:con51st of abutment er031on and the loss of r1p rap,
lack’ of ma:ntenance ‘and perlodlc exerc1se of operatlng _
machinery, lack of - sluicing, need for motorlzat10n of gates
and ‘improvement of stop-log controlls,

Major problems related to thé’canai'stfuctures'are?in—
sufflelent numbers of gates at some structures now control-
led by stop IOgs, scour and bank er051on 1mmed1ate1y down-
stream and around structure outlet tran31t10ns, gate pro-

blems due to damage, missing parts and general lack of
‘routine: malntenance. o

The condltlon of service roads along main canals and
najer laterals is generally good to excellent. Many laterals
and sub laterals bank roads, however, show no evidence of
' qradlnq and are 1mpassable._ Overtopo1nq of the lateral
bank angd road as a result of farmer overcheck1ng is a fre-
quent occurrence. Thls is most COomMRoON ON smaller laterals
“that have become constructed by silt or vegetation.
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1.3 Status of Irrigation Fees Collection
1.3.1 1Irrigation Fees Rates
According to the NEDA Resolution No.20 (Series of 1978),
Irrigation Fees are to be established”at levels'that wills
(1) Provxde for total relmbursement of publzc 1nvest—
nents on irr1gat1on fac111t1es w1thin the max1mum
flfty years but exeludinq 1nterest costs whlch the
government will subsidize: '
{2) Provide for total coverage of worklng expenses_
_1ncurred in the operatlon and malntenance of irri-
7 gat1on systems. ' ' ' -
{3) not be dlSlncentlves to farmers to avall themselves

of the beneflts of 1rr1qat10n systems'
(4} Be within the farmers capac;ty torpay.

' Tne dlSCUSSlOﬂ of thlS chapter 13 na1n1y the actural

worklng expenses of the 0perat10n and malntenance act1v1t1es
of the 1rr1qat10n systems.

Irrlgatlon fees are set in cavans of palay or ltS cash
equ1valent at the prevalllng government support prlces at
the time of nayment. Ordlnarlly,_the fee rates depend on
the tyue of systen and the plantlng season. Current fee,:
rates stated in cavans (50 kg) of palay are as follows- r

o . S (Unlt-'cavan per hectare)
Ordinary Rates ‘Wet Crop  Dry Cm-p hird Cr(:p Annual Crop _

'(hakiqfsys&ms 2 3 : '23 R
Pwpsystes 3 s 0 s g

The use of the goVernnent support prxce for palay 1n
approprlate. ‘sincé the 1rr1gat10n fees are statéd in caVans
of palay, the amount of fee collectlble frOm ‘farmers 13 in—
creased every time thére is an incréase in the' government
- support price,
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1.3.2 Exemptions and Penaltics of the Irrigation Fees

The landowners are exoempted from payment of irrigation
fees whenever _Crops fail due to water shortages or 1rr1gable
lang . 1s not benef1tted by irr1gatlon. Current NIA'S exemp~
tion of ‘the fee payrment is those whose yleld is less €han 40
cavans ‘of palay per hectare, Accordlna to the results of
analysis by NIA, the total amount of exempted fees in 1981

was about 3.8 pércent of the’ COllectlble fees wh;ch amounts
to about 124 3-miltion pesos. '

On’ the’ othér hand, HIA allows a ten percent discount . to
beneflclary farmers who pay their bills on or before the set
deadlines. ‘After: these’ deadlines; NIA charges one’ percent
simple interést per month: to farmers who have not pa1d ‘Fhe
total accounted amount: irrigation feeés in thé AMRIS area,
for lnstance,'ls approxlmately 3.2 times- that of the annual
pollectable fee. Though collection effiéiéncy has increased
since collections of irrigation Feéees in kihng were authorized,

actual collectlon efficiency is- still behind the collectible
'amount : '

There are many reason for collection diffiédltiés.
Il);Hany systems flnd it dlfflcult £6 maintain a complete and
- accurate lzst of landowners and their ‘addrésses due to

thanges in land right and the- large nuimber of Jandowners.
(2) Some landowners do not pay hecause of their unsettied
claims for payrent of canal’ rlght of way.
'(3) Sore share-tenants remit part or all of the total irri-
"-gatlon fee to the landowner in accordance with their
.agreement, ‘but d1fflculty arises in collectlng from the
landowners. On the other hand, some' ‘landowners claim
“their tenants ‘have not turned over the 1rrxgatlon fecs
“to them.
(4) Low yields normally result in lower incomeé for the
farmers. With income barely abové subsistence levéel, -
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farmers may not have adequate means of paying the
7 irrigations fees, considering all their necessary
~domestic expenses. _

{5) A number of systems report 1nsuff1c1ent funds for trans—
portation expenses of bill collectors as Hell as 'a lack
of motorcycles. Under a recent NIA policy, howevér,;
motor¢ycle allowances are provided to I¥¥igation Tech- .
nicians and Hétermasters tor the effective peffOrﬁance'“
of 0 & M functions as well as for speedy collection of.
irrigation fees. '

{6) When farmers eéxpect the price of palay to incrééséitﬁéy

_ w1thhold payment because an 1ncrease in fee rates lags :
behlnd the increase 1n palay prlce by about one full )
cyopplng season. They, can then sell the1r palay at the
new hiqhef price and-pay-thelr lrrlqatlon fees computed

_ at the old prices. | _ : . :

(7) Farmers who do_ not pay thelr bllls are not. penallzed
This is. because water . dellvery to farmérs cannot be.
stopped wzthout cutting off the service. to paying farm-;

ers on the same turnout

1.3.3 Incentive Bonus Plan

NIA has‘an-incéntivé'bonus;plah'fot*collg@tbts'pfripri+_
gation fees. Under theé plan, the'irrigatiOhréysteﬂs éigani—
zation is entitled to a bonus if at least a 10 percent
collection efficiency rate is’ attalned on current and back
‘accounts. The bonuses are lelded into two categorlés, such
as 85 uercent to the collectlon team and team leader ‘and
15 percent 'to 0 & M personnel. with satlsfactory performance.'
Accordlng to. some - analy51s,‘hlgh collectlon efflclenoy does
not necessarlly mean there: ﬁlll be_a bénefit to .NIA - 1f'a
corresponding high collection costﬁis incnrred,=_ln:éither
case, tﬁé‘inCEnEiVe'bonﬂs plan dﬁéé not setvé,td'ﬁétivate-
the systems personnel to increase NIA's revenues. or decréase
NIA's expenses.



1.3.4 Billing Procedure

The present b1111ng procedures ave adequately prepared
based on. "Bllllng and. Collectxon Manual on- Irr;gatlon ‘Sexvice
Fee“ The summary of the pilling procedures are as £61lows:

(1) Field officer (ﬂatérnaster 6r Water management Technl—
c1an) prepares and submlts weekly a List of Irrigated
and- Planted Area’ (L.Y.P. A} to the Irrigation Supper~
1ntendent for reV1ew and 3531gnment to the B1111ng Clerk.

(2} The B1111ng Clerk preparés bills ‘in’ two coples on the
- bagis: of ‘the LIPA. He éntérs thé b111 in the Irriga~.
 t1on Fee Register “and- prepares a Statement of account
'ucovering back ‘accounts and penaltzes

(3) The Irrlqatlon Superlﬁténdent approves the b111 and
~statement of: accounts : ,

(4) - W.M or HMT dlsrlbute bllls and statements of account to

-Aimefmmﬁs. ' o

(5) Billing ¢lerk batches the duplicate copies of the bill
by 50 sheet and prepares’ the Sunmary of Flfty Blll (s¥B)
-For’ every bate¢h,

- Thé b111 dlstrlbutLOn in nany systems is not tlmely,
often” extendlng beyond the harvést tlme,'and this humpers |
¢ollection effICIEnCy Late d15tr1but1on of bills is caused
by lack of manpower, office equ1pment and statlonary, and’
incomplete records or data.
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1.4 Budget Allocation of O & M Works for Natlonal Irrlga—'
‘tlon sttems

Annual budget allocations for operatlon and malntenance
work for 100 natlonal 1rrlgation systems in calendar year
1983 are presented 1n_Tab1e B.1.4-1 and B.1,4-2,

As can be seen on the tables, the ahOUﬁt'required for
personnel serv1ces accounts for around 81 percent of the
total budaet of O & H hOIkS. It is a fact that these- sérv1ce
expenses press smooth execution of operatlon and- malntenance
works, ' on the other hand other expenses share only 13 per-
cent of the annual buaget 1nclud1nq materlal supply of two _

: percent, and espeCLally nalntenance COStS for the systems are
negllglble small. As a result. ma]orlty of nat;onal Arri-
qatlon systems have several dlfferent constralnts and do not
en;oy w1thout much farmers confldence due to lnsufflcxent

water supply and 1nadequate systems malntenance provision.:

‘NIA should @ake every effottito upgréde7£h9j¢011eeti0n
efficiency of the-itriaatioh fees to méet just annual ex-
pendltures of O & M works. The target collection efficienc-
ies fOr the whole systems, therefore, will be upgraded to
about ?5 percent fron 59 percent.
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 TABLE B.1.4-2 BREAKDOWN OF OTHER EXPENSES

=; IEEmQ = “; '_ , Amount Proportion

1. :Tfaﬁeiiihg éxpéﬁses B i371,860. :%2"§% =
2. Supplies, materials 71,980,940 15:6
3. CallectiOﬂ éxpenSes o 1;168,?60_ f 9, 2
4. fHotorcycle allowance Tl??;éﬂﬁli 136
5. 'Gasoilne 0il for vehicles 4,047,900 32.0
6. Powér for pumps 2,418,000  19.6
7. collection bonus = 335,300 2.6
8. cContractual sérvices 293,460 2.3
9. Other services & expenses* 1,796,360 ;‘1552
Total - 12,670,600 : 100.0

* Other serv1ces & expenses 1nc1ude communlcaﬁ -
tlon serv1ces, representatlon & transportatlon
allomances, unxform allowances, water 111um1-_

" pation & pomer serv1ces, furnxture and équ1p~ 

I mént, régistration and insuranceé of HIA vehl— :
cies, 1nsurance of NIA b011d1na.
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1.5 H&nagehént'ﬁepett

“The' management reporting systems be:ng applaed to the
Hational’ Irrigatlon System arc as showa' in Table B.1.5<1,
The ‘Feports éonsist of systems operatlon and’ malntenance,‘

equlpment andg malntenance, bllllng, collectloﬁ and account~
- ing, - property and personnel aspects

The majdr' items to be reported in respectivé fields can
be summarlzed as follows:
(1) Operatlen and maintenance reports _ _
Fhe "Yeports at system level shall conéisf'of'iffigated
angd: benefltted ‘Area; budget proposals, harvest productlon,
O EM plan, cropplﬁg calendar and water delivery schedule,
 water requ1rewent 0% M plan,'cropp1nq calendar and water

-lxst of lots w1th total Crop fallure due to water shortage/
. flood ete.

“The reports at reglonal 1level shall lnclude 0 & M
monthly report, O & M moni tor ing curve,flrrlgated and benée-
'fltted area, budget proposals, O & M ‘plan, harvest and pro-
"ductlon, lxst of ‘lots with tofal crop ‘failure due to water
shortage and f1co4d, monthly report of - 1n3pect10n of ‘the
Tregional irrigation dlrector of staff.

(2) 'Equiﬁﬁeht and maintenance reports

. The report at system level shall include supplles
econsumotlon report preventive maintenance and inspection
schedule, QUarterly and nonthly rehabllltatlon and repair
proqress, evaluatlon of fuel consumptlon, monthly O & M and
repair. cost, monthly equlpment/vehlcle utlllzatlon and status,

The reports at regional level are almost the same as at
system’ level

-(3) Billlng, collectlon and accountlng

The reports at systen level are statement of income and
exuenses, report of remittances, collection fees status,
collection evaluation and efficlency ete.
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The reports at reg;onal level shall conSLSt of trial
balance, bllling and collectlon, collection efficlency,-
status of accounts receivable and payable, statement of .
account balances, comparative statemént of income and ex-.
penses, weekly collect1on réports, natlonal collectlon and
remlttances,-dlsbursement, cost report, abstract of summary
of_every’sn'bills'preparedt ete.

(4) Property and personnel reports . L
The reports at system level shall 1nclude 1nventory of
all HIA propetty, annual reuort of personnel w1th educa—
tional quallflcatlons, waste materlals and supplles consump—
txon, oerformance appralsal accountablllty, prOCUrement of
goods and serv1ces, conflrmatlon of pr0pert1es and materials
rece;ved fron C. 0., monthly 1nventory of NIA palay stock,
mahPOWet utlllzatlon, etc, )
The reports at reg1ona1 level are almost the same as
~ those as eysten level e _ :
There are large volumes of transaotxons 1n preparlng
reoorts in each 1rrlqat10n systems, bottlenecks and delays
in reoort preparatlon are often encountered. One of ‘the
.ways of solv1ng these problems would be computerlzatlon and
s;mpllflcatlons of the works concerned. Computerization
would be helpful to |

‘1) facilitate the land ‘and’ water records used as a
*-bas1s “for” water dellvery and bxlllng, _
" 2) improve the caoabzl:ty of ‘the - 1rrlgat10n systems to
'pfepare bills before harvest time,

3) record collécétions and keep track of dellquent

'~ accounts, ' R

4) provide management with t1ﬁe1y reports, o

5) assist nanagement to control costs and expenses and,
.6) assist management to mon1tor the performance ‘of the

?systems.



6T 1 ¢ 0 ¢ S 21§ o ewsosseg ﬁéﬁu&o& °y
w s o 2 z T 66 .2z L HUCIDY UARIRITTED, {TTIE €
ar s ozt y v L T8 i SOURRIUTER P ORI °T
ToRL. . XToon - Treon  Noaeng. ™% Toveae-Tees "8 TR B57330 | e P Tt

POFIFC WIISAS -

TeuoTioy  TROUR)

| TAZT SATLOZESHY IY NOIIVNVEIYE IN0ARY T-57T'€ FTEVE

B.1-23
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 CHAPTER II  PRESENT OPERATION AND MAINTENANCE
. WORKS OF THE AMRIS OFFICE

2.1 General

The purpose of this aspect study is to 1nprove NIA s
_operatlon and ma1ntenance structures whach have been fac1ng
”fseveral constra1nts.f Major goals of this’ study aré reduc~
tlon of NIR annual expendlture on’ operatxon and malntenance
| hork, more satlfactory collectlon bf the 1rr1qat10n fee,.
__establ1shment ‘of capable 1rrlgator 's associations and ‘provi-

sion of apprOprlate tralnxng and orlentatlon to the farmers
""concerned 'and transference of part1al operatlon and’malnte~

':nance work to the 1rrlgator s a33001at10n.

- In order to solve ‘the" conStralnts and to approach ‘theése
”alms, the f0110w1ng survey, 1nvestlgat10ns,3collections of
data and’ 1nformat10n,'and review vere conducted. '

2.2 Present 0 £ H’brgaﬁizatioﬁ and staffing of AMRIS
2:2.1  General
- The AMRIS main office assumes general control of twelve

(12) work1ng stations which are. responsible for the execu-
tion and supervision of 0 & M works for 31,485 hectares in
the pro;ect area. The main office and working stations are
'dlrectly in charge of the operatlon and ma1ntenance Oof such
-fa0111t1es .as dlverslon dams, main and laterai canals, andg
;about 1 100 turnouts connected to these as well as . draxnaqe
_canals._ The turnouts command 30 hectares each and faxrm

_dltches therefr0m are dlrectly operated and nalntalned by
the farmers.:_

e Tne AMRIS offlces has been organlzed under the Reglonal
iﬁlrrlgatxon Offlce 111 in Bulacan.r Fioure B.2.2-1 and

B. 2. 2- 2. show the organxzat1on of RIO III and AMRIS Offlce,
_respect1ve1y.



2.2.2 Organization and Staffing of AMRIS Office
The functions and roles of staff in the AMRIS office
are as follows:

(1) Main Office

The AMRIS main office is headed by Irrlgation Super-
intendent V and comprises 91 staff An six Sectlons.i Of these
Sectlons, those dlrectly concerned w1th o & M works in the
ficld are the Bqulpnent Sections, Hater Control Coordlnatxon

Section, and Operatlon and Maintenance Sectlon._

The Equipment Section is responsxble for general control
and maintenance of heavy equ1pment and transportatlon equlp—
ment and also engages in the malntenance and repair works
of diversion dams and maln canals, etc. The Hater Control
Coordlnatlon Section: is dlrectly 1n charge of the Coordlna—
tion work of water control in_ the whole area as well as of
the water ﬂanaqEMent at the dlvet51on dams and the main.

_canals, and also arrangement of water requiremént to_NPC.

The Irrlcatlon Superlntendent III as the chief of the '
O & M Section supervises three Zone Bnglneers ‘and’ controls
twelve (12) worklng stations. .

(2) Working Station

Eacn worklng statlon is in control of fOur to flve
Dlv151ons of 500 to 750 hectares each and therefore, 1ts'
standard ‘total coverage is 2, 000 to 3, 750 hectares In’ total
there are 55 DlVlSthS in the area and these are ‘taken care
of by 350 Staft in all. Dputies of each worklng statlon ‘are
dlrected by Supervising Water ManaaeTent Technologlsts f‘,
(S.W_M.T.) as well as Water Hanaqement Techn1c1ans (W.M.7. )

_or Water Hasters (H M. ), wno are stationcd nn each Dlv1910n._.
The qatekeepers (6. K ), Dltchtenders (D.7T ) and Pump ‘Opéra-
tors (P 0.) are ailso statloned in respectlve working statlons.



2.2.3 Staffing

The assigned personnel of the AMRIS office are summar—
ized as below: '

_QeSiqndEigg_ Ho. ‘of Staff
Itfigafién:Sﬂpérintendentav ' ' aP
Assiétént'irrigétion Superintendent III 1
'Admihistfélivé Section : 293
Bill, Céliéﬁtion Section . 20
Agricultural Coordinating Section _- 6
Equipmeﬁi Section L. .23
water Control Coordination Section 11
Operation and Maintenance Section . 77350

qs.wmeT) (12)
(W.M.T.) (56)
(G.K.) _ (9}
(D.7.) - (266)
{Others) | (7

Ebtal . 411

The profile of staffs is as follows:

Management staff 18

professional, “echnician : 87
Clerial _ 40
Manual ) 226

Total : 441

The staff assigned te the AMRIS Office are shown in
detail in Table B.2.2-1.
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NUMBER OF EXISTING STAFF

TABLE B.2,2-1 {1/3)
_ of B Profile: R
_____Bection & Unit Staff M.~ P,T CI_ HMan'l
Office of the Cheif
Irrigation Supérint(ﬁdent—'-v 1
 Clerk 11 1 e
Office Helper 1* L
Coordetic Fng'g Aide , BEN 1
Sub-total 4 1 12 -
Adninisttative Section:
Asministrative Assistant 1 |
Personal Aide 1 1
Clerk 1 3 3
Property Costodian 1 1
Casher I | e 1
Casher Alde 1 1
Acconting Clerk 1 1
Electrician i* 1
Security Guard ] I
Radio Operator S 2% T2
Janitor 1 1
Utilityman 1 1
 Laborer 5% 5
Clerk X 3 3
Clerk 1% 1* 1
C.E Aide 1* 1
Sub-total 25 3 14 7
Wwte 1 * 't Daily Base Sél:a_ry' | _
M.5 i Managerial or Supervising
P.T : Professional or Technical
Ci : Clerical Staff
Man'l : Mannual Staff
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TABLE B.2.2-1

NUMBER OF EXISTING STAPF (2/3)
No. _
L : of Profile
_Seéétion & unfit _ Staff M.§ BT €l Man'l
Billing & Collection Section
Collection Analyst 1 ] _
Collection Officer 1 1
© Billing Clerk 1% n
Bill colléctor 6 6
Maclrune qi_erat(n: 1 1
Sub-total 21 - 1 -
Agric'l Dev. CoOr&inal:it_m Section
Agric'l Coord, OFficer 1
Clerk ‘Typist 1 1
' Agric'l Liason Aide’ 1 ] '
Water Managerént Techni'n 2% 2
Watérmaster 1* 1
Sub-total 6 -1 4 1 -
Repair & Tmproveiént Section
H.E.O 2
Tnstrumentman 1 1
Sr. Mechanic 2% 2
Motorpool Dispatcher 1 1
Machinist 1 1
Driver 1n* 11
Auto. Serviceman 1 1
 Bquiprent Inspector 1* 1
Carpenter 2 | 2
- sub-total 2z 1 17 3 2
tote : % : Daily Base Salary
M.5 : Managerial or Supervising
P.T : Professiomal or ‘Technical
Ci : Clerical Stafr
Man'l : Manual Staff



TABLE B.2.2-~1  NUMBER OF EXISTING STAFF {3/3)

No. N
| of . profile’
Section & Unit Staff M.5 _B.T Cl°  Man'l
Water Control Coord. Council
Hydrologist 1
Hydrélogic Aide 1
Sr. Gaté ¥eepex 1 1
Gate Keeper 8 8
Sub-total 1n - 2 - 9
Operation & Maintenanod Section
Irrigation Supervintendent-1II 3 |
Irrigation Superintendent—I 1 1
Irrigation Bngincer. - 2 2
Asst, Irrigatiml Engineor 1* ‘ 1 o
C.E Aide x |
SJVLM.T (in Field) 12 12
WM. T or W.M (-do-) 56 56
Gate Keeper (- Go ~ ) "9 Y
Purp Operator (- do — ) 3 3
Ditch Tender (- do-) .- 266 26
Sub-total /2 13 60 1 28
Total 41 18 87 40 29
Mote 1  * : Daily Base Salary _
M.S : Managérial or Supervising

P.%? : Proffessional or 'Itzdmlcal
C1 : Clerical Staff -
‘Man'l : Manual Staf€



PICURE B.2.2~1

EXISTING ORGANIZATION CHART OF
REGIONAL IRRIGATION OFFICE III
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2.3 Dutles and hct1V1tles of AMRIS Offlce

'2.3.1 General

Daties, responsibllltles and actual activities of the
_operation and malhtenance work at’ the maln offlce and each

- worklng statlons are st1pulated in the rules. requlatlons and
memorandum circulars of the government ' Major act1v1tles

- of the works are general affalrs, b111 and collectxbns of

dra1nage fa0111t1es, “and agrlcaltural coordlnatlon among
: beneflciary farmers. . :

2.3.2° Ddtles and Respons1b111ties

Sammary of the WOrks 1n respective sectlons and work-
ing statlons are descrzbed as follows-f

() Méin Office
‘ll)ﬂhdminiStrative section
< Managemént of ‘personnel
= Accountlng affair
*f:Revenue and expendlture control

.= Property control
- Right-of-way
2) Bill and Colléction séction
RS Bllllng of 1rr19at10n ‘fee -
= Collectlon of lrrxgatlén fée

-~ Cashiering

- Treatment of collécted in kinds
3}'Aériéuifufal'cbofdiﬁating‘sebtion

'.fAfPromotlon of pllot demonstratlon farn wlth a t1e-
'ufup on NIA and BAYER - - o
";:Admlnlstratlve instructlon on tralnlng of irri-

gator's association (I.A.)
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Coordination of the gdvernmént'éﬁd:pfiVaEe'aﬁeﬁéf
on modern agricultural technology assistance
Attendance of farmer'’s meetlng

'Follow-up on the implementation of upland cropsi,

-3}'Equ1pment sectlon

Mobilization and operatlon cotrol of equlpment

Shop and field yYepair and ma}ntenance of,the

equlpment N .
Field operat1on of thc equlpment

Evaluation and records keeping

5) Water control coordination section

\Preparatlon of water dlstrlbutlon schedule and

its ad)ustments :
coordination and negotiation betheen NIA and NPC o
on the water utilization . ,
Water control of Bustos Diversion Dam including ;

operation of constant gate of North and Soﬁth--

.Angat main canal

Each gate operatlng on the maln canal by gate
keeper

Recording and monltorlnq on water management

6} Operation and Maintenance section_

H1nagement of each worklng statlons by three Zone’
Engineers under the dlrect supervxslon of Irrl- :
gation Superlntendent 111

- (2) wWorking Statibns

The workinq siatidns ére'&ifécfi& iﬁ‘éh%iﬁé‘&f the
1rrlgat10n water management and the operation and maln—.
tenance of canal systen (main-lateral=turnout) .. 1t engages
in the’ cbllectloh of 1rrlgat10n fee and - also:renders the
practical aspect of the farming technlques. Each staff

B.2-10



is responsible for' the following major duties:

1) smit

= Superv1$es varlous OPeratlon and malntenance act1v~
itles within hlS area COVerage.:

~,Rep0rt3 to the Zone Englnéer/Supt III requests for

add1t10na1 1rrlgat1on supply or reductlon of discharqe
for his worklng statlon.r '

-'Controls “the use “and’ naxntenance of worklng statlon
' fac111t1cs such. as motorcycles, communlcatlon system,
fflashboards and' office eguipment,

- COHtrols gate Operatlons,'measurenent dlscharges,
~ canal’ patrollang and operation of flashboards.r'

-2 Setkles’ farmers: disputes passed-on té him by the
WMT's on matters pertaining o6 water use,

f‘Coordlnates varlous government and private agencies

in the promot1on and developrient of agriculture in
his area. '

- Prepares, analyses and con§olidates daily reports
for his special reports to the Zone Engineer.

- Performs other ‘duties that may be assxgned to him
by the Irrlgatnon Superlntendent V.

—rstudles and plans 1mprovement works W1th1n h1s area.

2)7WHT/WM

o A351sts CFA in the 1mp1ementatlon of on- farm irri-
gatlon water nanagencnt as follows~

'a) Coordlnates wlth compact farm leaders regardlng the
o a%ranqement of - crODplng pattern and c¢alendar,
together with improved agrlcultural practlces.



b)

<)

a)

To prepare and supervise the implementation of
on-farm water distribution programs to optimize
the use of irrigatiéon water.

Td promote maintenance of farm ditches, drains -
and farm roads. ' '

To p301fy/medlate on problems and dlspdtes among

farmers conc¢erning water use, agrlcultural acti-
vities and scheduies.

Coordinates with agencies involved. in providing the

necessary services to the CFA within his area of

a)

b)

<)

‘jurisdiction as follows:

7o scheédule and conduct Meetings with CFA's to
have a better grasp of-the field activities and
reqairements; '

TO report on evaluatlon/accompl1shment of agrl—
ultural programsg to the SHMT.

Submit report to:SﬁHT'on'the'Eollpwiﬁqﬁ_

i. Progress of land soaking, tand preparation
and transplanting, '
Irrigation, planted and benefitted lots, harvest
reports,_crOP damages, recommended lots for

exemption and other reports requ1red.-

3) Gatekeeper

- Under

1ng ta

the dlrectlon of SWHT/hHT, performs the follow—
sks- '

a) TO 0perate headgates and turnoat gates Hlthln

hlS

area of jurisdiction.
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b) To'pétro} canals,.observe and recorad discharges
in laterals, sub- latelals, turnouts;
prepare and submit reports to SWMT.

¢} To operate énd'COnirol éénai'éhécks.
d) 1o ‘clean’ and ‘refove ‘debris in front of canal

checks,' turnouts and measurlng dev:ce.

é)JTo perform other dutzes that may be assigned
from time to time.

ug)‘pitchteﬁder

. — Under the diréeét’ superv131on ‘of hMT D T, performs
7the f0110w1ng'

' ia)_To maintain irrigation canal satlsfactorlly to
rmeet the provisions set forth in MC 70's of 1972.

b) To répéiridaméqé-to§déféctive canals.

¢) To patrol canal and submit reports on damages
. ang repazr/malntenance work.,

-d) 7o operate tnrnoat gates chechgates w1th1n his
area of Jurlsdlcatlon.

e) To perform other duties that may be assigned by
' SWH“/hMT -

'2 3 3 Functlon of Operatlon and Malntenance erks

{1) Operatlon

. Thé exlstlnq 1rr1qat10n facllltlee in the Pro;ect Arxea
fcon31st of three (3) dlver31on dams, three (3)° pumping
btatlons and several numbers of ‘main, lateral and sub-
;lateral canals and’ appurtenant structures.  Besides, on-
 farm’ facilities such as main and suppleéiental farm’ditches,_
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turnouts and drains are generally consolldated compared
with other national 1rr1qat10n systems.

System operations from d1vers1on dams to turnout level
are being performed Successfully by staff of the 0perat10n
and maintenance séction héaded by Irrigation Superintendent
IXTl, water control coordlnatxon sectlon and WOrklng statlons.
On the othér hand, operations of on-farm level facilitles

are executed by the benéf1c1ary Earmers coéncerned.

The séctor gates of Bustos diversion dam are not being
operated automat1ca11y because thé mechanical system of the
gates has not functloned well 31nce 1959.

Gate operation of the Upper Maasim diversion“dam which
was construc¢ted in 1949 becare inmpossible ‘and thé’gatés were
inevitably concreted in 1963 to kéep the water level,
Accordlnqu, the dan is badly affectlng the upstrean area
‘during the flood perlod thougn it is st111 worklng as the
intake facility.

Irrlgatxon canals whlch have appurtenant structures are
working ‘well wlth ‘s6me exceptlons However, the éperatlon

status of each punolng system is maintained weli which earns
the apprec1at10n of most farners. ' '

Annual System 0perat10n plans, wn1ch are- comnosed of
program of area and crops, cropplng patterns, water dellvery
schedules, headgate dlver51ons, tarqet 1rr1gat10n eff1c1~
ency and extent of the area to be excluded from- 1rrlgable

area; is belng ‘prepared based on the regulatlon and. mero-
randum circular stlpulated.

Preparatlon and submlsslon of the reoorts at the

system level, however, seems to reguire nuch hard. work and
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a‘QréaE*ésél'bf"Eiﬁe._ Accordlngly, the worP should be _
reduced and Smelifled in order to execute wore effectlve'
1mplementat10n of operation and malntenance works.

(2} Haintenance

]

Present malntenance work 1n the Pro;ect area is belng
per501med by the staff of the operatlon and, malntenance-_
sectlon, equ1pment sectlon and each working station. Major
tasks for dlversxon dams .and pumpxng stations are the re-
placenpnt of spare parts, overhaul and palntlng.

Grass cuttlng on maln and lateral canals 13 usually
:carrled out by permanently 3331gned d1tchtenders on a given
reach of a canal Present practlce of veqetatlon control
however, is very costly and not unlformly effectlve

The essent1a1 polnt 65 better water management is the_
: equltable delivery of water to each farm at the proper time.
Concurrently,lthe amonnt dellvered must be equal to6 cropping
water requltements taking varlous stages of crop growth and .
efiectxve ra1nfa11 1nto consaderatlon.‘

'Ih‘Cééézbf{fhe:Kﬁkiéﬁ?féjééf, héﬁeVer, pfoper distribu-
tlon does not seem to be conducted so successfully., It is
obv1ous from the fact that lntegrated lrrlgatlon eff1c1enc—
1es; whlch wlll he dlScussed 1n Appendlx A, are only about _
34 and 57 percent for the wet season and dry season, respec?
t1Vely

o In many xnstances ogeratlon of the canal systems and
farm turnouts have been taken over by the farmers. They
have dealt wlth manlpulatlng gates, checklhg canals with
banana 1093 or: bamhoos,rand maklng thelr AT dlver51ons. n
thrbugh unauthorlzed and/or lmproperly located turpouts. 'Tﬁe
reasons for these are to serve hlgh aroas WLthln serv1ce,
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area, right of way or maintenance problems_amOQg farmete
using same farm ditch, and because it is more convenient
to them.

Measuring devices in the project area are belng ope- .
rated in compavatively good condition except for some facil-
ities since the consolldatlon has been completed in 1978
by the time of AMIADP 1mp1ementat10n.

"In many 1rr1gat10n and dralnanqe canals, there ire’ sed1~
mentation and siltation problems dué o6 bank er0310n and
sloughlng. Desiltation works are unsatifactory because of the
negllglble budget allocated for ‘this. '

: Heavy growth of aquatlc vegetatlon and sxltatlon has f—
sanlflcantly reduced ‘canal carry1nq capa01ty. Cleanlng oft
vegetatlon Erom dralnage and creeks is not belnq practlced
as a maintenance act1v1ty.

Major problems of canal structurES are lack of gates
at some structures, scour “and bank érésion below “and around'
structure outlet tran51t10ns, gate probiems due to damage, o

missing parts and general lack of routxne maxntenance._

Service roads alonq main canals and sone laterals are :
belng kent in géod COndltan as eomnared to those along |
laterals and sub- laterals.‘ Overtoppih@’of the canal bank
and road frequently oceurs as a result of former OVeI check—.
ing. Be31des, some road emhankments along the canal are so
low that they have become saturated and unstable from lateral
over-checklng. ' o > '

In order to keep roads 1n a passable condltlon through—
out the year, paVement of road is required over “as’ long a
Stretch as 90331b1e. The need for gravel pavement wxll ,
depend upon volume of trafflc, avallablllty 3 alternatlve
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- Youtes and ;equirements of benreficiary farmers.

(3) 0% M Practlces of Representatlve WMT Jm AMRIS

Actual operatlon and naintenance work ()f the re-
preéentatlve water management techn101an in AMRIS was
surveyed at twelve workwng stations. “Fhe major findings. for
this are descrlbed as follows and the results of the survey
are presented in Table B 2 3= 1,

- Hater Management Technlclans account for 17 percent of
‘the total staff and are -only second to Ditch Ténders in
terms of the c0mp031t10n Of staff. Each Technician is
a331gned to a DlVlSlon coverlnq about 500 to 750 ha and
takes respons;blllty for the 0 & H works of- ¢anals and other
fa0111t1es as well a8 for glv;ﬂg 1nstruct10ns and assistance
_to compact farms‘- The Water Management Téechnician plays
an 1mportant role in O & M wvorks at the on- farm lével. One
of the best ways to galn understandlng ‘'on the current state
of O & M works,_tnerefore, appears to be to hold an inter-
view with these.Technlclans. The fOlIOWlng questlons were
posed to 12 Tecnn1c1ans out of the total of 5% Technicians

in the AMRIS area, each one of whom was selected randomly
from each horklng station.

Type and Percentage Distribution of Duties of W.M.T.

Annual ¢ Harvesting  Growing
Average Period' = Period

{Trrigation | {Icrigation

] _ - not necessary}l  necessary)
Uater Hanageﬂent : : 25.0 6.9 34.3
Maintenancé and Repair tiork 12.5 4.9 16.3
Grlevance Procedure and Cumpalqn 12.3 10.5 _13.2

Prenaratlon of Reports . : :

(i-.eekly and Mcanthly) ) 19.2 18.6 19.3
Collection of Irrication Fee - 3.0 59.1 18.3
' 100.0 160.0 100.0
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As is ev1dent a sxgniflcant amount of effort and txme-
is allocated to the coliection of 1rr1gat10n fee, partlcu~
larly its proportlon accountlnq for 59 percent in the
harvesting period. On the other band;'the ;mpOrt3nt'Works
of O & M cover 25 percent on average. TR

Dutles 1nvolved in water nanauénent grlevance pro~_.7'
c¢edure, and canpalgn are closely related and aré’ so managed
and, therefére, they requaire lnterrelated countermeasures, _
for the undertaking of water nanacenent ‘services alone would
not allow the advancement ‘of their" technology ' '

The- abové information was- derlved from the persdnal
judgement of individual resyondents.; 0- & M and repalr horks
prlwarlly lnclude the 1nspect10n ‘Oof - canals, coordlnation of -
pitch Tenders" works and d1rect10n of approprlate 1nstruc~'

tions.
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2.4 Collection Status of Irrxgat1on Fees
2.4.,1 Deflnltlon of the Irrlgatxon Fees

NEDA ‘Resolution No. | 20 (Serles of 19?8) states the
policy on’ the level of 1rr1gat1on sérvxce feéss

Irrxqatxon fees are to be establlshed at Ievels that .
will: ’ . S : B

1) Prov1de for total relmburserent of pdbllc invest~
' ments on’ lrrlgatlon fac111tles w1th1n the maxlmum-
flfty years but excludlng 1ntere$t costs whlch the

government will subSLdlze,

2) Prov1de for totatl coverage of worklng expénses 1n—
cirred in the operatlon and malntenancé of 1rr1—u_

gation systens,

'-3) Not be a dlSlncent1ve to farmers to avall themselves
of the benef1ts of - 1rr19at1on systems,

4) Be 's}ithirfn the 'fatmei:s cap'acity "};o" pay.

Irrlgatlon fees are set 1n cavans ' of palay ox’ 1ts
cash: equ1va1ent at the prevalllng governnent support price
at the tlme of payment Carrent fee rates stated in cavans
{50 kg) of palay are as follows:

Systenms © Wet Crop - Dry Crop  Third!Crep
Gravity sfSteés ' 2 7':3 :' ; '";f'i' i
Pump systems . . 3 _: 5 . _ 1? : Sf



2. 4 2 Status of Irrlqatlon Fee Collectlon

According to the lnformatiOn received from the AMRIS
'offlce concerned, the status of- irrigation fee collection
durang the last six years is summarized below- '

4(Uhit§ Thousand peso)

'rFlscal 'ColleCtibie ' 0011ected Irr1gation Fee

xeér . Irrlgatlon Pee .In Current In-hack Account Total
1977 ' 6 541 2,890 636 3,526
{100) (44) (10} {%4)

1978 6,280 2,640 1,017 3,657
o T@edy T Ty e O (58)
1979 7,940 3,546 1,021 4,467
. L (100) . . (43) C(13) (56)
1986 . 8,835 - 3,543 1,055 4,598
| -{100) - (40) . (12) (52}
1981 - 110046 - - - (4,983 1,383 6,336
{100) {49) (14) (63)

1982 . .10,837 . 5,302 1,345 6,647
| (100) (49) (12) (61)

Source: Data in 1977, 1978 and 1979 from Status Report
of Agricultural Devélopment in AMRIS (1980 and
1982 from Bill and Collection SectiOn),

Collectlon status of 1rr19at10n fees 1n calendar year
1982 is _presented in ‘fable B.2.4-1. Thée back account
amounts, which is the accumulated unpaid 1rrxgat10n fees
for thé past years, indicate they are about three times the
collectible amount of 1982 irrigation fees. Out of which

'only four percent was paid by the failed farmers’ durlnq the
calendar’ year. P '



The relationéhip between crop'fhfehsity and collection
efficiency are illustrated in Pigure B.2.4-1 and B.2.4- 2
in 1981 and 1982 respectlvely ‘ o

From those figures, it can be judged that the farmers
-in working station No.3, 9 and 10 who operated with high
crop intensitj doés not meet high collection efficiency
unlike those in No.2 and 12, Th1s mneans insufficient efforts
of promotion by the official éoncerned and’ ‘poor  farmers
attitude.

The shares of irrigation fees collected in kind are
qu1te small,only 3.5 percent of the annuat colleCtlble amount
of the 1rrlgat10n fees in 1932 '

2.4.3 Major Reasons of Unpayment on Irrigation Fee Paymént
The following are theé reasons and rélated figures
-obtained directly by collectors through quéstionnaires from

farmers associations randomly selécted.in the:project area.

No. of Unpaying

Major Reasons - __ Households ' Dpistribuitién
T T . (g}
Financial or Economic -
Condition 86 . ~44
Plenty of Loans ' . : 10 '
Low Production or Harvest S € F g

Lack of Irrlgatxon ‘and
Prainage Facilities or

Higher Land Level ' 40 o 20

‘Habitual or Inst1tut10na1: 13 ]

Others {(No Answer) _ | _:  29 o B T3
Total . 196 o100

The above results shew that lack oE paynent due to. loa
income accounts for the higher portlon of 44 percent.,.lﬁ__
amounts to 58 percent if those farmers with ‘plenty of loans
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and poor harvest are inbludéd _ BeCaUSe"OE dissatisfaction
with insufflcxent canal facilxties, 20 percent of the
farmers refused the payment; Inéluded among those who 01ted
1aqk‘of_ara;nage faCLLit;es gre,the farmers who are not
able to benefit from the supply of irrigation water since
théir' farms aré located in the area usually inundated
throughout the year. Some farmers flﬂd it difficult to
'1rrlgate thelr lands pecause of the higher land level than
“the water in the canal.
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2.5 Revéﬁuéﬁéﬁdrsﬁﬁendiiﬁrc of AMRIS

_ Exoend1tures of AMRIS during the last four years from
19?9 to 1982 1s tabulated in Table B. 2 5-1. The def1C1t
'ratlo of balance between revenues and expenditures is about
27;percent as shown in the table. Thxs 1s of course affected

byflow 1rriqat10n fee collect1on efflclency.' Major items
bf”the averaged annual eXpenditures arée summarized below:

"item o Amount* ‘ fgroduction

I,jPersonnel service 5.1 -  9‘5;{67;000. o 70.9 5
2. 5upply & materlals e _ "164;000 - 2.y
3.fﬂater 111um1 power o 1;310,660** : 17.0
4._Gasollne, 011 SR -219;000 | 5.4
5. Others ~ 350,600 - 4.6

- Potal - - 5 g 7,716,000 160.0

L Amﬁunt'indicates averYage value during the_last:four
) -years from 1979 to 1982,
x% THe akount tncludes elockric power for three pumping
facilities as well as office water supply and illumi-
- nation costs. '

_*EA’téﬁétk%ﬁly"]a%gé;éhé}e'ih;tﬁe annual expénaitufes
has- beén taken by personnel services’ bf'ébout 71 percént as
compared W1th supply’ and material of 2 percent. Fox the
prov1510n of proper 1rr19at10n sexvices, ptopﬁrtLOned
'1ncrease of malntenance Wwithin the limited budgets is re-~
qulted.. Necessary countermeasures shall be made from view
QoihtS'of'ﬁhyéical,.financial and organizational aspects.
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TABLE B.2,5-1 REVENUE AND EXPPNDITURL OF OPBRATION

Item __12§_L
A. Reveénue
1. Irrigation fee 4,347 4,598 6,336
2. Others 98 14 16
Total {A) 4,445 4,612 6,352
B. Expenditure _
1. Personnel services 3,986 5,250 6,386
2. Travel expenses 33 43 59
. . Communication
services 4 4 4.
4. Repres't. transt. ‘ : : -
allowance 11 _ 6 11
5. Insurances - 40 0 101 -
6. Supply & materials 79 - 188 132
7. Water, illum. power ' ' o
service 548 - 1,538 1, 415
8. ‘Gasoline, oil 377 " 368 419
9. Special counsel B S
" allowance 19¢ =~ . 80 190 -
10. Uniform allowance 0 8 '8
Total (B) 5 274 '_ ' 7 435,' 3 725
C. Balance (A} (B)= (c;( =)829 - (-) 2,873 { ) 2,373
D, Def1c1t rat1o _
{cy . = o Lo
—efﬁ%ﬁ % 3100 5.7 33.4_ 27.2

AND MAINTENANCE IN AMRIS

Unlt Thousand Pesos

1979 1980

B,2-28

.1982

5,332
‘1700
7,032

6,244
32

e

‘192
256
1,738
510
373

: 9 355

( -): 2 323

24.8



2.6 0 & M Facilities and Equipments
2.6.1 Buimingraéilities

The buildlng fa0111t1es of the AMRIS Offlce are the
.main offlce, twelve horkzng statLOns, Bustos diversion dam

operathn house, two opération houses on Angat North and
South main canal constant gates and gatekeepers’® houses,

2.6. 2 Heavy Bquipments and Vehlcies

_ The equlnment sectlon of the | maln offlce manages “the
mobxllzatlon, repalr and malntenance of all heavy equ1pment
'for constructlon and rehabllltatlon works and the transpor-
tatlon vehlcles utlllzed for 0 & M serv1ces of the systems
under the control of MNIA.

These conta1n 30 units of heavy equ1pment 1ike bull—
dozers, backhoes, 47 nnlts of light equxpment, 8 units of
. jeeps_and 150 motorcycles. The 115t of all equlpnent is
" presented in Tablé B.2.6-1. Operableé and non-operable
eqﬂiﬁment is 46 unlts and 39 unlts respect1ve1y. Actual
'Operdtidn récords for thls equlpment in 1981 and 1932'is”
also presented in Table B.2.6-2. Tne majorlty of the eqUIP—
‘ment llsted in 1ab1e B. 2 . 6-2 except 1tem 0.2, 16 17 and
19 has exceeded its econom1c durable life because the '
'equlpment was procured at the time of the AHIADP implementa-
tion whxch was completeﬂ in 1978,
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TABLE B.2.6-1  OPERABLE AND NON-OPERABLE EQUIPMENTS OF AMRIS

Gperable - Hon-Operable Total Mo,

Iteh - . Tpe - _thits  tnits  of tnits
1. TEACTOR CEANIER Koratsy DIOP 2 - "2
Forratsa p50p 1 - |
. ¥orsats B50A S | 3 3.
_ . _
‘2. CPRE Trock tiranted H - 1
Craaler . 1 ) 2 3
3. IN\CER Kirco 2 1 3
5. BAOHIDE sunitoo L I
I llitachi 1307 3 H 2
S. MYIOR CRADER Koratsy (022 1 2 3
: faratsih G037 1 - 1
Hitsubishi IGMH | I 1
6. HWD FROLI¥XR Sakai 1 3 4
7. VIBPATOR( ROLLER | Sakai - T2 2
8. DO TRTK Toyota 2 g " 1n
: Hiro 4 2 6
9. STAKE GRKK Topora 2 T2 4
7 O Him 2 - 2
10. THK TRACIOR W/ TRAILER HHirn 2 1 3
1. &L TRER  Himo o - 1 1
12. PICK ® _ Topota 4 X S
' _ Kissan - 2
13, SIATICH v Topota r - R
14. Jizp _ Topota s - 3
Hilly's - 4 4
15. LIBRICATION TRXK Hiro B E 1
16. FORK LIFT Fomatsy 1 - 1
17. WBHIE S8 TRHUK Isuza 1 -
18. PICK 1® VAN Hi L 1 - 1
19. CAR Ylkswagon 2 1 3
20, FARM TR2CTOR Inteinationat H - 4 4
TOGAL MO, OF LHITS 46 33 85
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CHAPIFR T1XI. STATUS OF ESTABLISIFUNT OF
IRRICHIOR'S ASSOCIATICN






. CHAPTER IXI = STATUS OF ESTABLISHMENT OP
= IRRIGATOR'S ASSOCIATIONS

3.1 General

o HIA is maklng efforts to improve operatlon ana
maintenance structures of the national’ 1rrigat10n systems
1n the whole ¢ountry. One of ‘thé ways . of 1mprov1ng Os M
stractdres is to reduce the annual expendltures of the
operation and malntenance ﬂorks for the systems. This
chapter presents Yesults of survey and 1nteIV1ew on the
organlzatlon stractures and operatlon status of the exist-
ing 1rrlgqt9; s asspclat;ons,

3.2 Activities of Compact Farm Association in AMRIS. Area
- 3.2.1 Formation of the Compact Farm Association’

“The . formatioh%of’dbmpact farm'QSSbéiétioh was started
in. 1974;" 31multanebdsly“ﬁith the constraction activities

of : the project flnanced=by_ADB._ FOY ‘the year 1974, a total
. of 188 associations were organized.

From 19?5 to 1978, the formatlon of a55001at10ns
accelerated an& intensifiéd to keep up w1th the timetable
of pro;ect constructlon reachlng a total of 1, 016 associa-
' t1ons at the ‘and. 7—In 19?9 ]ust after the .project; an
additlonal twenty flve {25)- a55001at10ns weére established
' and to date, altogether AMRIS has a total of 1,041 orga-
nlzed assoc1at10ns.

- Purpose and criteria of the associations formation
are summarized as follows:

(1) AQsoé1at10n has theée capab111ty to’ maintain’ and
clean the farm dltChES.'

B.3-1



(2)

(3)

(4)

(5

(6}

_Assoéiafion has the capability to schedule and

handle water distributions of members,
Association has the capability to campaign and
collect irrigation fee from members.

Asso¢iation has the eapability to résolve conflict
on water distribution and maintenance of farm

ditches among members.

A58001at10n has ‘the capablllty to negotlate and
coordlnate thelr problem w1th HIA and other

'qovernment agencles.

Association has the capablilty to promote and

study the modern agrlcultural practlces.

3.2.2 Activities and Functions .

In order to gain an understandlng of the current act1v~'

“ities. of _compact farms, the: folloﬂlng four” questlons were

posed’ to 243 sanple compact farms randomly Selected in the
project area.

(1)

{2)

Does 1eader exlst as - PreSLdent 1n your compact

farm and does your farn functlon hell as a farmers'
organlzatlon ?

Ave there any farm dltches ready to be used in

' your “Compaél’ farm and 1f so, ‘are those dltChea

(3}

(4)

well cperated and malhtained by your canpact farm ?

Are repalr works to- farm dltches hell managed and

‘is water. dlstrlbutlon through ‘these dltches ‘effec-
‘tively conducted ?

“Is your COmpaCL'fatm;active:in'fhefdifquiOn of
‘farming technigues ?



The responses givéen to the survey are summarized
Iespectlvely as follows:

 1):Leader exists éhd the farm functions well ...
1Leader exlsts, yet the farin does not function
well

-Jc..n.n-o.ict.-.!l.-t-o-u-ioi-i-i-&;ol-

-

Ro leader eX1st and the farm does not functlon

0----1.-&--.-.--.-.o.-..-.--..«o.----o

e at all

f:2)5Farm dltches éxist and aré well operated and
malntalned

i.o.--aoo-oi--nn-tt-ioan-.--i--s--

Faria dxtches partly eéxist, yet not Operated
or maznta;ned well

----il-l'-;-c--u------a--.-o
‘Mo farm ditches exist and, therdfore, Ho

0 &H WOrkS .i-.o..-.éiiidi.aa'.a---fgiis-a.---
3)fWater dlstrxbut1on throngh farm dltCheS

13 efflclent I A

‘Water dlstrlbutlon throuqh patt1a1 use of
'farm ‘ditches v

-n.-.-----h.p----ﬁ---o.-a-.-a-n-

_ No farm dztches exxst and, therefore. no

dlstributlon ..........i......‘...........

"4) Always - actlve in the. dlffu31on Cee e adiney

' Prev;ously and/or sometimes actlve in the
' dlffu310n it e v ibenaesionenioreeiotannaine,

"Not actlve at all iﬁ'thé diffusion Ceeeeeien

21

64

15

18

12

10

29

66

13

70

17

,;ﬂThe SU:véy results of the function of - CFA presented

in: Table B.3.2-1,

-rAbove'Qentioﬁéd'results; howévex, are only a small

fraction compared to actual activities beca@ée it will

Bn 3"'3



be added subjectively by the interviewee.

Integrated evaluations of activities and fanction of -
the compact farm a53001at10ns arc tentatlvely 901nted out
based on field 1nspect10n, survey, d1scu351ons with- OffLCIal

concerned as follows:

- The a33001at10ns here huxrxedly established durxng

 the cOnstructlon period and farmers weré not given

jadequate or1entat10n as. to the proposed role and
fanctlon of the 333001at1ons.

- The associations were not organized on a formal |
‘basis and there were no written rules and regula-
tions to bind the membeéers of the'éssbéiatiOns.

- Majority of thé beéneficiaries’ fatmers practlce
traditional farmlng w1thoat comolete 1rrlgat10n
f30111t1e5 at the on- farm level

- The assoc1at10ns were not qlven adequate 1ncent1Ve
and CODtIHOJS sapport from COHCeIned government
agen01es, Sane they have also farwers assocxatlons
of their Own, where the composxtlon 15 différent

v & 3

from’ compact fatm’ associations.

~ Minimal efforts were undertaken by the water manage—*‘
ment technlclan and other 0 H. staff concerned but -

1t 15 stll] not enough for the acceleratlon of far-'
- Iex supports.

- Recently. honest development eftorts nere under—
taken to CODSOlldate and or’ federate varioas: compact
lfarm assoc1at10ns into erlgators as$001at1on ona -
lateral canal ha31s for ‘turn-over of the Operatlon
and malntenance to the assoc1at10ns.

Table B. 3 2 ~2-is present sxtuation*df,compaCt farm
association. '
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TABLE B.3.2-2

No. of W.S

Pivision

EXISTING SERVICE AREA,

NUMBER OF COMPACT

FARM AND NUMBER OF FARMERS {1)

Area -
(ha}
1 1-A-(3) o
1-A- ) 746.21
i-B 448.47
1-C 418.53
1-p 418.88
Sub-total - 2,032,09
1I A © 650.65
B .- ' 676.87
c 689.03
D .756.72
Sub-total  2,773.27
I A 571,33
B _ 566.26
c 541,78
D - 456.27
E " 534,80
Sub-total 2 @22_44
v ‘A 541.20
B . 578.04
c 593,67
D 493,35
E 524.57
P . 579,93
‘Subtotal 3,310,601
dotal 10,7954l

No. of

Corpact Famm No. of Faqner

——

104
28
16

19 .

18
81

13
21
- 22
14
14
81

19
2
21
17
2
5
125

LN

265

163

139"
- 501°
S
2,079

652
561
' 533;i?T
6267
2,372

264
489
o397
" 430
2,210

436 -
4567
A48
a2z
431
449

2,639



"PABLE B.3.2-2° EXISTING SF‘RVICB AREA, NUMBER OF COMPACT
o S "FARM AND NUMBER OF FARMERS (2)

No.  Of W.S -~ Division ©  area - Ca'gctolf'aﬁn "No. of Fammer
_ (ha)
v A 373,25 3 369
B 81660 35 | 504
c 3 437,07 100 244
b 447,46 - 1 452
B 476937 ig 364
o swbototal 2,501,207 1 1,9m
VI’ A 50964 27 376
B 792.84 13 656
c . 357 26 ' 408
D " 869.41 - 712
B 1,240.94 - 812
o Sitotal . 4,048.20 95 2,964
vIr A © 405.46 18 329
| B 465,17 2 360
c 531,02 22 | 348
b 42214 13 | 260
B 794.82- 33 424
sub-total -~ 2,608.61 107 . L1
VIEL A 533‘."‘12 | 18 294
: B 55800 21 283
C .. 41958 17 " 243
D 424,71 17 230
E 550,00 - 15 - 294
Sub-total  2,551.01 88 1,344
Total  11,759.11 367 7,960



TABLE 3.3.242 EXISTING SERVICE AREA, RUMBER OF COMPACT
| _FARM AND NUMBER OF FARMERS (3)

No. of W.8  Division Area . Compact Fara: No, of Farwer
' (hay . ' T
IX A 388.94 S 13 227 .
B 465.20 . 15 - 350
c '+ 456.12 13 416 -
D 498.19 - 13 - 278
B 490.34 16 | - 306
Sub-total  2,2908.79 0 1,577
X A - 518.37 16 411
B | 560.74 18 - 266
c 500.17 . S LI 360
D 669.22 15 300
Sd-total  2,248.50 . 64 1,337
XI A 580,70 16 345
B 655.05 2 - 1359
c 578.29 2 387
D 523.41 - B 7 372
XI1 A 707. %4 25 | 544
B . 600.03. 20 400
C - .137.98 29 ~595 .
Subztotal  2,045,27 M 1,539
Total  8,930.01 280 5,916
Grand Total 31,485 1,041 23,176
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3,3 Pilot IrriQatorS‘hssociatldniproject'ih‘AMRtS'
3. 3 1 General

'l Tne MASIKAP Irrlgator s Association was selected as ‘
one of the sample éurvey progects for the mentloned purpose.
The serV1ce ‘aréa coveréed by the assoc1at10n is located at
Barangay Dulong Ilou, Candaba,,Pampanga; An arca of some
200 ha“ 13 supplied wlth 3rr1gat10n water from Lower Maasim
dlversion dam througn the South main canal The number of
beneflclary farmers of the aSSOC1at10n is one hundred and
nine’ (109) farm househélds.

3.3.2 Status of the Area before the A35001at10n Set-up

(1) Operatlon

The area served by SOuth Haln Canal is the .mOSL prob~
'lematlc area within the 3urlsdlct10n of worklng station No:7.
It was due mostly to. the 1nsu[f1c1ency of irrigation water
and 1ncar1ng attltudes of. farmers upstream. NIA persénnel
could: hardly control the 1llega1 checklng upstream, perhaps.
due to the farmérs dis> organlzatlon which have no concern
‘Lo each other. '

(2) Mainténance

“The canal is satisfactorily maintained, but -is sometimes
“neglected ‘at 'collection time due tb'ditch;ténder'assignment
to collecting the irrigation service fee within the area.

: Most of the farmers do not care to pay the irrigation
_serv1ce fee, hence the results of collection percentage is
qulte low.

B.3-9



3.3.3 oOutline of Agreement between NiA and the Association

The memorandum of agreement was made on the trans-

ference of operatxon, mainterance, and collectlon of irri-
gation fees in the overserved by the South ﬂdln Canal to
the association between NIA ahd the assoc1at10n of June 29,

1982,

Major stlnulatlons of the agreenent are sunnarlzed as

follows-

(1)

2

(3)

(1)

The NIA has decided to turnover the 0 & M work .

and collection of irrigation fees and in return

NIA shatl pay the Assoc1at10n nine tnousand pesos
pex annum and a three percent bonus of their co]lec~
tions provided they had collected at least a hurid-

red percent of the current account’ in one year.

The association shall assune the reSpOHSIblllty :
for collecting’ 1rr1gat10n fees from its’ menbers’ and
the usial een percent discount to early payers
shall be decided by- them. o ’

The association shall also assume the respon31b11~
ity for collect:ng irrigation fees from 1ts

- delinguent rembers and in return NIA will nge the

association a ten nercent bonus on these delinqu—'
ent 1rrlgat10n users. '

NIA'S'Gbligétion

*1)" To quarantee the supply of- 1rr1gation water

both for dry and wet Season crops up {6 turn<
.out level and to provide the aSSOC1at10n WIth

advance informatioen in case of 1nab111ty to
delivery water.

B.3-10



2) To furnish the Association the total bills of
members at least ten days before harvest and
bills of unpaid irrigation fees of its members.

13) To provide technical supefvision in the proper
imptementation of the agreements.

4) To appoint collectors who will give official

:“ieceiﬁtslto'the members Of the association.

{5) Obllgation of the A33001at10n

1) TO clear, malntaln and provzde minor repalrs to
'1rr1gat10n service canals and structures under
'contract and to 1nclude farm dltches and drains.

2) To. appoint a comnbn 1rrlgator ‘'who should manage
water distribution. to individual farms.

3} To submit to NIA a weekly réport listing Irri-
gated and Planted areas and duly signed reguests
for water deliveries from its members.

-+ 4) To serve irrigation fee bills and to.collect
irrigation fee among individual members.

3 3 4 Evaluatlon of Development after the A55001at10n
Set-up

(1} Water Distribution

The chairman of each compact farm is responsible for
_water dlstrlbutlon as per schedule. Temporarily, they
assigned one common 1rrlgator to take charge of 'irrigation
' water-to the whole area. Irrigation water now 1s‘proper1y

dist;jbutgd to. the whole service area. Schedule Of water
' release is strictiy'fdllowed by them,

653—;1



{2) Attitude of Parmers in Terms of Association and the

Benefits Derived from the Association.

1) Parmers concerned work as a group at least twice a
month in c¢learing the canal. They also do some
minor repair works and properly maintain the cleanti-
ness of the canal,

2) The assoc¢iation developed adequate understanding and
appreciation among merbers.

3) Each member recognizes the wise use of irrigation
water, credit and farm inputs.

4) Disputes among members over association water use
are being solved.:

3.3.5 Pinancial Status of the Asséciation
(as of the end of 1982)

“{1) Income

Income through NIA - e 3}006 [(5?)'

Threéshing R ' 2,000 ' (37)

Others “ 300 (6
Total 5,300  (100%)

{2) Expenditure

Seninar B 1,474 - (36)

Meeting e 744 - {18)

Printing - 458 (11}

MaintenanCe , - 101 - { 3)

"Others 01,323 7,.,(32)'
Total

S 4,100 - (1004&)

{3) Balance B l,éOO

B.3-12



About 65 percent ‘of - total expenditures are used for
seminar, meetlng and printing fees.

5}3.5' Colleétidn of'irrigéfion“Ser#icé Pee

- Thé collection of the irrigation service fee reached
about 72 percent and ?4 percent in the wet and dry séasons
-1n 1982 instead of 60 percent before the establishment of
_the association. Furthermore, the nmajority of the members

follow the rules and regulations promulgated by the associ-
atlon.-

B. 3'-1.3



3.4 Activities of Communal Irrigation Systems

3.4.1 General

The follwoing survey and interviews on cOmmunal Irri-
gatlon Systems were conducted by the stuay team w1th the
NIA officials concerned during the course of the field

survey period.

Name Service Area"ud}TaffFérﬁéiﬁ
Pacawacaw C.1.5. | 200 ha 80
Caingin C.1.S. 35 24
¥log-Bacod €.1.5. 45 32

As a result of the survey, a summary Of thé infOrmatibn
received from the system's members through interview is
described below. The sumnary presentéed procedures of C.I.S.
implementation inclusive of beforé construction and present
status of operations for Pacawacaw C.I.S. which is cne of

‘most representative of the systems.

3.4.2 Reguest of the Project Formulation

As a rﬁle, the application docunents for the prepara-
tion of project.forﬁulation are submitted to NIA® ieéiohal
office through thé provincial irrigation Office.by the
representatives of beneficiary farmers.

NIA® Provincial Irrigation Office carriéé'out é'ré—
connaissance survey on the objective area after the applica-
tion documeénts are recelved froim the farmers representatlves.
If the proposed project is technlcally and economxcally
feasible as a result of preliminary survey and study, P.Y.0.
of NIA will cormence a detailed survey, xnvestlgatxon and
désign works with a531stance from engineer groups in the
regional office concerned.
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3.4.3 implemehtation of Constiuction Works

A budget 1nclusive of cost estimates and contract
procedure of the construotlon . works and constructlon supervi-
sion is carr1ed out by the staffs of P.1.0. Also, before
or durlng ‘the implementatlon of the project, the farmers
group whlch requested preparatlon of pro;ect formulatlon,
will establlsh communal irrigation association in accordance
with the laws and rcgulatlons ‘stipulated by the government

3.4.4 Conclu310n of Agreement between NIA and the Associa-
tion ' '

“The’ agreement ‘on turnover of the fa0111t1es shall be -

T made betweén NIA and the" A55001at10n. “The major items of
5the agreenent con31st “of ‘on’ systen operatlon and maxntenance,
amortization of constiiéeion investments and opération of
'the associatién.  as a rule, the national govérnment sub-
'“¢31dlzes thé investment” ‘cost of ten- percent.more or less and/
or” necessary cost’ of pre- constructlon work.

-3 4 5. PrOJect Péatures

(1) Serv1ce area-rr A rtZOO,ha
-,Itr;qatedxln wet ~. 50
- Irrigated in dry 200

‘ Paft of inundated area utilized as fishponds.
(2) F&Cllltles.
i Checkgate type 1ntake : 2 units (newly constructed
B - N by the project)
'-'i-i;-;ifii'_caﬁ‘ai i 15 ke | |

Lateral canal : 5.1 km with Five routes



13)'Pr0ject cost {FY 1977)

Government  Farmers

Item - Subsidized - Burden
¢ivil works o - P 51,088.55
Engineering P 5,489.17 .
Administrative - -

Total . P 5,489.17 P 51,088.55

(9.7%) (9043%)

3.4.6 Activities of the Association

The association has been established_and{fégistered‘
based on the guidélines of . May 19, 1977.  The organizational
set- -up and art1c1es of tne assoclatlon were compleétely made

in accordance with laws and regulatlons.

perat1on of the assoc1at10n has been executed smoothly
- by the presldent and six group. leaders Wwho were selected
from farmer members. Major act1v1ties of the assocxatlon
are rehabllltatlon of 1r11gat10n faCIIItleS, canal cleahlng
and grass cutting once a croP season by the members them—
selves wlthout paynent of wages, and collectlon of the '
'1rr1gat10n service fee and anortlzatxon of constructlon
investment. ' '

The characterlstlc act1v1t1es of the assocnatlon are
.assessment of ab111t; to pay the 1rrlgat10n fee and amoxt1-
_zatlon for farmers whose productlon suffers flood damager
~and so on. jne assessments are conducted by the repxesenta~k
'tlves of the a53001at10n, who are conoosed of the pre51dent
and six group leaders selected by the farners._ ,
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3.5 Irrigation Communi;ijrganiZatiOn Programs {ICOP)
3.5.1 Manning SchéédieIaﬁd Development Strategy

The Irrigation ComNUnity Organization Program was
1n1t1ated in November 1980 in ﬁicénada Buhi-Lalo (BIAD III)
'PfOJect (a” gatget ‘irrigable area of about 3,000 ha) as a
pilet melementation in' response to the challénge the NIA
'had ‘long grappleéed with, which is "how to build and sustain
viable ‘farmer organizations’ that are capable 6f distributing
,water, malntalnlng channels and resolv1ng conflicts.”

The conceptual ftameﬁork behlnd the response: 13 the
‘lnterlocklng of ‘a v1ablé organlzatlon techn0109y wlth the
 techno1ogy of 1rr1gation development and sytems"* nanagement.
"Reflectlng this: objectlve, the pro;ect almed to encourage
the farmers group part1c1pat10n in the constructlon of new
fand rehabllltatlon of present 1rr19at10n systems S50 that
they eventually ofganlze themselves formally 1nto Irrigator's

'hssoc:etlon to” manage the ‘operation and haintenance works.

‘ Personnel hired for the Program comprised 17 Irrigation
Community Organize¥s (ICOs), 1 ICO Supervisér and 2 Commun-
ity quaﬁiza£ion Speeialists. - The Program expanded later
to 11 Systems under NISIP rehabllltat1on and 1 Project
(Slbuguey Valley Irrigation Project) with the recru1tment
- and tralnzng of new 1COs and other personnel

To date, the'Pfc§rah’ha§-been'impieeeﬁiea in 3 Projects
_and 11 systeins for ‘a total service area of about 25,015
‘hectares with 25,931 farmers. The current status of per-
sonnel ‘directly engaged in the Progarm operation has beén
reported as follows:
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A. Central Office: " 2 program Consultants’
6 Program Supervisors .
(2 newly hired}

2 Training SpeCIalists'
. (1} newly hired)

1 Actlon Research Spec:al1st

2 Clerks _
_ : 1 deflityman
Sub-total 14 personnel
B. Regional Level: 13 Irrigarors' Organization
Specialists andfor 1Co
Superv1sors
C. Fielad LeVel:; IOS_Irrxgatlon Conmunlty Organi—
zers
Grand Total - 132

. . The exlstlng status, homever, poses a gap between (1)
the T0S and ICOs démand for- capablllty bu11d -up on both
4superv1310n and frontlxne organ121ng hork and (2) the
support of Central Office Staff o core group who could
_ 1nten31ve1y and more frequently prov1de technlcal 3331s~__
tance al the reqlonal and field leve} for the Progran._;

' The requlrenents for Proqram operatlons requ:re the
presence and a531stance of a Central Offlce support staff
every two weeks per. reglon whereas tne actual VlSlt nade
by the current staff 15 only once. every 3 months. ﬂith the'
.addltlonal 2 Program Sunerv1sors hlred recently, a total of_

6 of then are deployed as follows for sucCeesful 1mulementa—
tion of the Program.
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Aggregate ‘Ibtal __i_df_ iof'

_ Pegions :;_lmc&ues ‘Farmers I06 . I(Os
‘1. 2'Program X, FI7AIE, AV 7,127 8,985 4 3
2. 2 Prognmm Ji :?V;-Oiglvil,:lx. "16,691 ‘10,165 6 45

Superv.ls*,ors'_ S ' '

3. 2 Program X, X1, 11 7,807 6,950 3 28

Supervisors '

| Total 25,005 ' 29,9%° 13 105

7 As presented ‘above,’ the Irr1gat1on Comnunity 0rgan1zers
are deployed in 11 NIA re91on3 ‘and an about 238 hectares
'wlth 10 turnout service areas on average per 247 farrers.

_ In keep1ng Hlth the Proqram s c0ncept of organlzatlon,
deﬁloyment strategy has been 1nst1tuted at 4 levels, rota-

tional area orqanlzzng, lateral area organ121ng, Zone
rfassoclatlon organlzlng, and federatlon.

Thls strategy allows a bottom to top orcanlzatlon 7
'proceésgof 1rr1gator s a53001at10n among farrers who part1c1—
pate in the 1dent1flcat10n of related 1ssues and the_
—xdeve10pment and 1mplementat10n of plans to resolve these

1ssues.'

'3 S, 2 Accomollshnents and lraxnlng Progarms & WOrkshops
"l) Accompllshments of Progran

Program 1mp1ementat10n for Riconada Buhi- Lalo Project
started by 17 ICO’s gave rise to the oroanlzatlon of three
:assoc1ations that .entered into a COntract with NIA for- the
o & M of portions of the total- system: For - the bottomline
operations, ICO'S Operate in rotational areas encouraging
the farmers to take part in pré- constructlon and/or const-
ruction act1v1t1es. Along with this capability bu1ldlng
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program for the frontline such as ICO Pre-Develoyment Pro-
grém'émd Superﬁiéing Ttaidiﬁg have becn carriéd out for ICO
part1c1pants, 105, ICO Supervisors, and Area Supervisors, .
Various program support developrent activities were also

- conducted; Irrlgation Commlttee, Natlonal Orlentatlon
horkshbb, Reglonal Irrlqatlon Comm:ttee Orlentatlon and

Installation Workshop and Integrated Planning Workshops.

Efforts for manpower devel@pﬁeﬁt”were also madée in
recru1t1ng qua]1f1ed ICO s who demonstrated throagh tests
and 1nterv1eﬂs, the exnstlng and potentlal leadershlp,

. communication and problem—solv1ng Cﬂp&bllltlESa

2) Training Programs & WOfkshOpS,
a} Prontllne OrganLZatlon Work

o Irrlgatlon Communlty Orqanlzers underwent on the
average a 16- day llve in pre deployment tra1n1nq pro—
gran con31st1ng of the orlentatlon to NIA, the ratlonale

“of ‘the ICO program, thelr roles and functlons, and
basic knowledge ‘and skills in organlzatlon work, the
ma]or area of concern of ICO's.. In later tralnxng )
proqram, the emph331s shlfted td skllls acquxsltiOn-

in dlrect orqan121ng work away from theoretlcal prlncx-
ples of communlty organlzation.

b) SuperVision Of ﬁrganizing H&rk
A 15 day tfaxnlng program was conducted for super-
‘V1sors for thelr successful on~the ]oh superv;slon ‘of

the Proqran comprlsed ‘a“ 3ob analy31s, ident1f1—~
'*catlon of the suoerv1sof's management roles ‘and func—

" tions, and modules on partlcular leadershlp style té
" be practlced in thelr )ob ' :
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c) Central OEflce Capabllxty BUIIGIHQ

Pive 1co 1dent1f1ed by the Farmers Ass;stance
. bepartment were trained by the‘ICO_Consultants
to act eventuallf-as the core qrbuy.ét the Central
“Office which shall assist the regional and project
-leVel'gfoups.u The training involved: on- the job tech-
-_nology~transfer maklﬂg use of ICO program act1v1t1es
- to. develop their skills in de51gn1ng. impleméntation,

.dOCuwentatlon, and evaluation of capability- buzldlng
- programs.

3) Interface Develcpment Programs

T In order to eﬁhance the level of undetstandlnq and

éupport for the ICOP by the’ concerned qroups, the f0110w1nq
'actzV1t1es haVe been conducted : :

 Orientatiéon programg were conducted for key NIA per-
sonnel at the Central regional and pro;ect levels to
elicit the reactlons of various managewent groups (National
and Regional Irrlgatlon Commlttees) to the ICOP and to
fuarther imprové the 1C6P-étfé£egies given their experiences
in‘éimilef"proérams."Pféject management of the pilot aréa .
(Rinconada Bahi-Lalo) was also invited to share with the

”national level management group (NIC) their experiences in
- implementing ‘the program.

4) Integrated Planning Workshop
As noted before, collaborative behaviour in the project
or field levél is dispénsable for the successful TCOP.
Toward this end inter group problem-solving processes have
to be established arong different task groups (engineers,)
0 & M personnel and the ICO's) if they are to cope
effectivély with the problems presented by end-users of the

irrigation system. To allow for a clear understanding of
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each group's contribution to the farmers® effort, a S-day
integrated planning workshop was ¢onducted in ¢ach region
which ylelded a project plan’ for group work programs,

Program objéctives for integrated plannlng workshop
covered orientation and feedbacking with respect to icor,
identification of éach groups' work contribution to Program
impleméntation and devélopment of an integrated project
levél plan. The workshops were helpful in delineating
participant®’s individual roles and functions in. the 1COP
execuktion.

Feedback received after the capability~building and
other support programs have been 1mplemented cite such .
accomplishment as generated savang,‘lncrease 1n 1rr1qation
service fee collection, farmers taklng part 1n earth mov:ng
act1v1tles (0therw1se done by NIA), etc.
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3. 6 Farmer Irrlgation Organizer Project (FIOP)
3.6.1 General '

ICOP'implemeﬁtatioﬁ discuSsed in" the previous section
requ1res the use of professional. ICOs, which incurs as.
of March 1983 a. direct organ131ng cost. of P 6 50 per ICO
per hectare per month Assumlng that the organlzlnq work
by ICOs takes 36 months at the mininmun before 0 & M respons-
1b111t1es are turned over to the Irrigators Associations,
the dlrect organlzlnq cost alone is prohibitive for operat-
ing and malntalnlnq current natlonal systems with an aggre-
gate aréa of about 470,000 hectares, -

In search for a v1ab1e ICOP complenent which does not
sacrlflce the NIA'S ob)ectlves For farmers’' organlzatlon,
the Farmer Irrlgators Organlzer Project” (FIOP) has been -
!proposed as an anproach to substant1a1 ¢ost reductlon where—

in farmers thenselves are moblllzed as orqanlzers.

PIOP is proposed to complement the ICOP's frontline
0rganizang manpower " and potentlally to draw from the current
ICOs of ICOP and other O &M personnel the quallfled leaders
or: superv1sors of thé farmer 1rr1gator organizers.

3.6.2 pPréject Rational
° Undet_the project, a FIb.ﬁill be deployed for an
‘average area of about 105 hectares. With the
fP 400 00 travel/lncentlve allowance, per nonth per
:FIO, the dlrect organ1zlng cost,ls only ‘about

P 4.00 per month per hectare vis-a-vis B 10.45 for
Can icop.

Tra1n1ng and staff developrment efforts for irri-
1qator s organlzatlon arca glven to the irrigators
themselves who ‘directly develop the ‘organizing



capabilities among members of the irrigation communl—
ty for formation of Irrigator's A53001at10n.

° FIOs who are selected from the local community have
advantages over the external ICOs because of ‘their
knowledge and familiarity of the' 1rr1gat10n and
contract~building. " '

The project hasténs farmer's reliance on themselves
for organizational capabilities. The leadtirie for
the f0rmation,of‘Irfigatof'S"AeSOCiatioﬂ'ﬁill-be'
shortened.

3.6.3 Pro;ect Area of the Samples

”he pro;ect area covers Prac Gumaln IS and BPIP AMRIS.
The former deploys 9 PIOS for a total area of 849 hectares
with 821 farmers whereas “the 1atter has 10 PIOs for a total
-area of 1,076 hectares wlth 871 farmers.

3.6.4 Project'objeetives
Under the general ob]eetlves Of establlshlng 1rrlga—'
tor's associations and increasing productlve intéraction

between NIA and the irrigator's qrouo/brganlzatlons, the
uvrgent and Sp601flc ob]ectlves are-

1. TO organlze and develop a PrOJect Hanagenent Team
(PbT) wh1ch W111 have respon31b111ty for overall
plannlnq, dlrectlon and - control of the FIOP.

2. To de51gnate FIO0s and develop project capabllltles-
for FIO supervision;

3. To install ‘a coordinatién’ nechanizm for ‘the align-
ment of ‘all act1v1t1e3 of " f1eld pérsonnel in the
project area;
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4, To identify, select, txain and de0e10p~27 Fi0s for
- the oxganization of farmers in the grav1ty and pump
"systems deploymént areas; and

5, To document actxvities of the Project at three
- levels (the PMT- level FIO Superv1sor - FIO tevel,

and PIO: Irrtgators Groups/Assoclation level) thyough
the hctlon Research Methodology.

3;6.5_ Project System and Componénts
1) Projéct-SYS{em'—

' The conceptual framework of FIOP management and 1mp1e—
_mentatlon is presented below: .

Pfoject
- Consultant 1

. Resovrce
Persons
3 . - . . — " . §
' _ Management
- Process
A
C .
T y
11 .Supeéervisory/
4] . e .
N Organizing
Tr Process
B . l o
S _
E - ".‘..I
A ;O%tpdt
R Farmers®
g Ofganization

. To orovide the PHT wlth comnrehen31ve data on
the pro;ect‘s process, actlon research w111 docunent

the project's snperv1sory and organizlng activities and
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draw insight from the status of the farmers' organization
through the use of external consultants. Through action
research in the FIOP inplerentation, a great déal of leaning
will be gained in farmers' organization with PIOs, organiz-
ing process of the FIOs, lraining and developrent require-
menks for the FI0s, nature and methods of FIO'supéfvision,

and regional/system-level projéct management.

2) PHT Organization
The PMT organized [or planﬁing‘aﬁd'&ifeéﬁiné'fioPi'
activities in the two project areas will consist of the O &
M chief of PGRIS, the irrigation supérintendent of AMRIS,
the AGC chief, the FIO Supervisor, and the REQionallIrriga—

tion Director.

The PMT executes management functlens under the guld—
ance of the FPIO supervisors engaued in organlzlng the FIOS
and coordination between the organlzxng groups and o & M
- personnel, assesses their experlences,.dra concluSLOns and

work out methods to 1murove its’ managerent of FIOP.

3) Recruitment, Developnent Utilization of PIOs

The selectlon process starts from the llSt of farner
irrigators nominated by the Watermasters and/or Water'
Management Téchnicians. Pleld approval is dlrected by the
PMT and approved norlnees will undergo a qroup screenlng
process to ascertain thelr capabllltles. '

Pventually nlneteen (19) FPIOs (9 for PCRIS and 10 for
AMRIS BPIP and BPB) will be selected.

A pre- deployment trainlng and workqhop wlll be con-
ducted for the eelected PIOs to ‘énable them to’ develop

knowledge and skills necessary for £ar¢ers"orqanlzat10n s0
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that they will be able to carry out the following:

a.

To éstéﬁlish a systems phyéical prcfile and its

boundary as well és”thé socio-economic profile of

the potential membefs of the irrigation community;

To ¢conduct house to house v151ts to establish

contact and also to gather data on farmers irriga-
“tion problems and asp:rat:ons.

To assist 1rr1gators groups in the 1dentif1cat10n

of potentlal leaders to mob:l:ze farmers part101~

'”pation 1n problem solv1nu efforts on 1rr19at10n
‘related issues;

d.

To- coordlnate w1th the Techn1ca1 Staff (O & M
personnel) regardlna farmers' problems on system's
operation and malntenances,

To a551st leaders in holdlng meetings and organiza-

tional processes for effective group function; ang

To attend meetings and staff development activities

‘and submit nééessaty reports relatéd to the ofganiz~

ing works:

An FIO wlll be deployed for an area of 100 hectares

w1th about 3 or 4 turnouts service areas.

The FIOs will adopt a bottom to- t0p participative
approach to organlzatlon on four levels; rotatienal arca

‘organization, lateral/main canal arcups’ consolidation,
association formation, and federation.
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4) Action Research

Action Research meant to 1mprove the PﬂT $ management
process relative to the ob]ectlve of the FIOP documents
the experlences of the project personnel so that 1n31qhts
and learning will guide current project 1mplenentat10n and

reolication of the project in order: systens.

Both the P4T and the ART col]aborate on setting up the
framework for the Research as well as jointly utilizing the
gathered rescarch data for planning. The PMT 1mplements _
plans and ART nonltors and docunents the 1nplenentat10n for
future joint plannlng. A four-month cycle of research is
proposed of data gatherlnq, data preparatlon and analy51s,
and data feedback to the PuT and 301nt plannlng.
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