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Policy Implications of Joint Management for Basin Irrigation: Mae On
Medium-Scale Project in Chiang Mai

Uraivan Tan-kim-Yong
L Initiative in Joint Management

There are more than 20 small traditional or communal irrigation systems (called locally
as muang fai) along Mae On Basin in the Northeast upland zone of Chiang Mai. Previously, the
upstream of Mae On Basin covered areas 11 communal irrigation systems, and the downstream
zone had 11 systems. Royal Irrigation Department (RID) completed a medium scale reservoir
(more than 4.5 million cubic meter storage) construction at the upstream of Mae On in 1985. A
reservoir or a storage dam and dry season production of cash crops were a new management
expenience for local farmers RID and farmers has made a continuing effort to establish and
engage local water user organization to manage a reservoir and basin irrigation for almost two
decades.

Mae On is known as one successful model and process in a participatory irrigation
management and an integration of community’s irrigation rules and practice in operation and
maintenance for a basin / reservoir irrigation, More irmnigation water, increased dry season
cropping and crop intensity, better cooperation between RID and local water user groups have
been achieved with applications and implementation of appropriate engineering and institutional
concepts and approaches. An information and research outputs of Mae On have not vet learned
widely by water agencies but they only are shared within limited scholar communities

During 1970 to 1980, a public participation was a new development concept and
approach but has not yet known widely among irrigation management scholars. Moreover, to
irrigation engineers and policy makers, and to most water management agencies in Thailand the
concept has been used only to draw a foreign financial support without a real process and
practice at local level. Neither in new irrigation projects nor in rehabilitation schemes The
irrigation schemes were carried out without an integration of local initiatives and cooperation.

For engineering work, Mae On reservoir was designed appropriately to be a simple
irrigation structure with a storage and gate which supply continuous water flow back to the nver
without new main canal and canal network construction. After the reservoir was completed, Mac
On is divided into three different irrigation operation sections. The upstream has two small
operating irrigation systems. The storage feeds five systems directly while three systems
continue working under muang fai systems at downstream of Mae On Basin.

A combination of appropnate engineering and institutional design and process give a
framework for RID and water user groups to arrange shared irrigation duties. rights, and
activities. The system design enables some management flexibilities to respond to seasonal and
changing water requirements and services of the upstream and downstream farmers. Both agency
and water user groups jointly decide and operate the basin irrigation.

Evidently, irrigation structure clearly indicates an important design concept and
approach of a minimum technical intervention and maintenance requirement during construction
and at its actual operation. Institutionally, Mae On irnigation structure has posed a new demand
for close cooperation among all individual muang fai systems, of all three sections, and
coordination between RID and water user groups. Basin irrigation comprising of ten small
muang fai systems continue demanding for active roles and cooperation of all farmers in
operation and maintenance.

Understanding local potentials and successful experiences and applications of joint
management of Mae On is critical to future water resource development and decentralization in
Thailand. Current policies and 9thNational Economic Plan reconfirm key roles of public
participation, local communities” strength, local funds, enterprises, and access to public services
including health care.



Thailand’s efforts is to recover her economic crisis and establish national and local
institutions under decentralization and privatization process. Therefore, it is evident that to
achieve sustainable water resource management, water policy and development needs to capture
local communities’ potentials and decentralized decision making as well as to establish main
principles in integrated water resource and natural resources management.

II. Irrigation Management Research and Development

Many anthropological studies in Latin America, Asia, and Africa confirmed that
traditional or community-managed irrigation systems continue functioning successfully to
support agricultural production and subsistence livelihoods of poor people including hill ethnic
communities. Although there has not yet an official report on statistics of traditional irrigation
systems, an estimation says more than 5,000 traditional irrigation schemes in upper Northem
Thailand.

Previous research and development focused more to explain how local communities
could sustain effective irrigation management during a rapid change in agnicultural
intensification and diversification. Later, irrigation management and institutional studies have
documented and analyze the lessons and experiences of the successful projects in order to
develop models and methods for local-agency cooperation.

Some studies emphasize on an analysis of engineering and institutional mechanisms to
understand water users’ management incentives. These would enable agency and farmers to
work actively together. Frequently, the question was how to improve irrigation management
after the construction is completed. Certainly, it has also been a question of how (agency
managed or joint managed or community managed irrigation models and practices), and to what
extent water users should participate i large, medium, and small irrigation projects.
Decentrahzation policy and implementation require all water-related agencies and RID to be
aware, and to seek alternatives and means to integrate local strength and knowledge into future
water resource management programs.

II1. Thailand’s Policy in Irrigation Equity and Efficiency

Thailand needs to enforce her national policy and planning to increase decentralized
decision making to achieve sustainable water resource management and exchange under current
economic crisis and transition politics. Recent trends in national policy indicate some key steps
for changing policy prescription toward decentralized water resource management decision, and
toward integrated water resource of multi sector and multi-actor involvement. As many countries
in SEA, Thai policy reform is dominantly, sometimes overly based on macro-economics analysis
of water balance and shortage, and national economic cost and benefits calculated for the
average farmers and shortage, and national economic cost and benefits calculated for the average
farmers and users. These frequently are designed without sufficient understanding on local
institutions and success. It should be generally identified from favorable strategies option, and
condition for majority poor farmers and the sustained growth-oriented objectives of the small
affluent sector for overall state’s and communities’ sustamable development.

The favorable choices are generally to combine equity and efficiency in water
management, but to give priority to equity. Northern Thailand governance functions to regulate
or enable the dynamics of irrigation demand and supply under the recent agricultural production
to support expanded commercial crops and diversification. There are some empirical evidences
that triple cropping and highly diversified agriculture exist within local communal irrigation and
joint management systems. At commumty level, local water governance obviously runs in
parallel to the state-directed, state-formulated management and governance system. Some of
local governance, especially in Northern Thailand, has been proven to lead to sustainable water
use and management. This indicates a continuing water equity and efficient water use and
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downstream communities. Northern Thailand local communities or system has a complex
sociopolitical niche, exchange, conflict with state.

The current water resource policy might allow opportunities for agencies to continue
making a large investment for improving engineering measures and facilities with advanced
expensive technology, or for disguising irrigation construction under a participatory irrigation
concepts and projects. In Thailand and many countries of SEA, local technology is generally
designed with affordable simple structure which could prove to guarantee water allocation and
monitoring that work to enable both equitable water sharing and efficient use to all members.
Hence local water system and government do usually take into account institetional and humans
capacity and control prime to irrigation technology.

1V. Policy Choices

There are key questions for appropriate policy and strategies during the economic crisis
years: Beside buying technology, should Thailand accepts and establish goals and approaches
fully toward free market and highly sophisticated financial and information system? What are
appropriate combination of government and market control mechanism to regain national and
local economy and social capital loss during the Ninetieth. What policies will accommodate both
economic and environmental sustainability. Those certainly, probably as SEA-countries under
similar crisis experiences. These phenomena should be treated as national conditions either to
hindrance or enable the interactive change process at local community level. A sudden downfall
national economy due to a collapse of financial management system and institutions has some
positive impacts on engaging more citizen and civic groups into a political process and reform.

This environment has created a big wave of public concerns and engagement in national
policies and politics. There are sufficient evidences to anticipate a gradual increase in active
public behavior and participation in water and watershed resource policies. Taking a
consideration on either governance or market choices would be most appropriate in a short-term
and a long —-term, Thailand is currently exploring their policy reform direction as well as
working to establish many optional approaches implementing at the pilot project sites, and in the
small river basins/ watershed of the Ping River of Northern Thailand.

An establishment of state and local rules and market strategies can be combined, and
water equity should not be compromised. A preliminary analysis of changing sociopolitical
landscape in Thailand to learn from water resource management case of Northern Thailand is to
generate some general understanding on policy option and implementation. These are analvzed
by pufting water policy under a macro context of unstable economy and Market nearly
bankruptcy government, water conflict risks. and emerging civic groups.

V. Northern Thailand Regional Contexts and Trends

At recent trend, Thailand decentralization policy is implement within a gradual process
of a grass-root coalition for water resource and watershed conservation in Northern Thailand.
This demonstrates aparallel of national and local decentralization process. At local level,
different group generate new initiatives or modified local governance under agrowing agenda of
CBNRM, espacially, that of water resource related activities. Local water governance adapts and
applies the rules of equity on both the users and abusers. The evidences indicate that a high
agricultural intensity and diversity, and high-valued crop growing mostly lies within the
production zones under local irrigation and watershed conservation of joint management of
Khon Muang (lowland Thai), Lua, and Karen who share control on water with agencies.

Changing sociopolitical landscape at national and local levels demand for changes in
policy prescription to emphasize decentralized water management and governance as priority.
especially, at the post crisis decades in Thailand. Water shortage has becoming a real threat in
Thailand and SEA in the near future. Water market is somehow becoming a necessary policy
prescription. However, in a pilot development effort, the test of water policy and strategy, and



implementation under a participatory irrigation projects or watershed management sites could be
designed to initially focus on the production zones of high valued agricultural production and
productive, stable income sector in non-agriculture, luxury service sectors which should be
under good monitoring. Thailand really needs to emphasize not only water equity but also to
enforce water use efficiency of multi-sector users in water policy and planning.

Northern Thailand Water Resource Management

Water resource and irrigation management includes both water governance and routine
activities of water delivery sevices and uses for agriculture and non-agricultural production, and
watershed conditions and hydrological services. For agriculturral production and rice-growing
countries, water resource management is mainly focus on key major water sectors in irrigation,
watershed conservation, fishery, and pollution control. Two case studies are based on the
information collected from the agricultural production zones in Chiang Mai province wherein
local communities share water from small watersheds, the tributary basins of Ping River.

Geographically, Thailand forms a network of four major rivers (Ping, Wang, Yom, Nan)
of Northern Region to create a major river (Chao Phraya) which supplies water to a large
flooded plains of exported rice and high valued crop production in Central Region. There are
two large hvdroelectric dams of Ping and Nan river which are serving both agriculture and non-
agricultural activities of the downstream provinces including Bangkok. Policy and planning
process for water resource management include many large diverse groups of stakcholders,
irrigation includes only farmers. Northemn Thatland explains a multi-village community wherein
different group of farmers have their different purposes in water uses and management.

Mae On casc 1s to describe inter-svstem water allocation which is
generally guided by the defined rules which are occasionally adjusted to respond to changing
water and social situations. A minor set or item of rules are usually discussed among the leaders
of all linked systems which share the same river and reservoir, and come up with their agreement
to adjust water allocation by quantity and scheduling. This is a case that explains inter-group
decision making of multi-actor who are frequently work to maximize the water for their own
svstems and members. Therefore, it is interesting to understand what are rules and agreement of
the cxisting policy and planning freamework. Irngation by multiple actors and different
irrigation units and groups could increasc understanding a larger political sphere wherein certain
minor rules and agrecments are left flexible to respond to diverse situations of manv small
svstems and units. A major set of rules are well accepted by all small units. Inter-system deciston
making and actual water allocation require knowledgeable and accountable leaders. Limitations
of knowledge and information of a total large svstem and of other small systems of the leaders
might lead to local power game and manipulation on the water shares. It is interesting that the
leaders as the representatives would trv to get individuals’ agenda into a seasonal water
allocatton. delivery, and planning of cropping patterns or land-use.

VI, Mae On’s Implementation Lessons and Experiences

Involving the three parties of agency, untversity and farmer in the irrigation management
process is promising, if definitely complicated, and this line of action is still in an early stage in
Thailand. The slow diffusion an utilization of research knowledge in this process is only now
becoming evident. Critical review of development performance prior to this initiative, however,
has led to a conclusion that Thai farmers must become directly involved in planning and working
through all stages of irrigation project development practices. The tri-party approach can enable
the evolution of this model.

The basis of the decision-making process in joint management of an irrigation systcm
requires is communication nd information exchange. Tn-party efforts in this area have been
directed at initiating time-saving, direct-communication, and cost-reducing methods for all
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parties involved. From previous experience, hiring and trianing new field professionals as social
organizers can be very costly. Due to regional variation, implementation of a nation-wide
program would lead to mixed results. Where local people’s organizattons and already
resourceful and functioning to sustain community irrigation tasks, such as in the people’s
irrigation systems in the Northern region of Thailand, there is a great opportunity for developing
successful joint management using farmers as social organizers. This strategy by-passes the use
of an outside intermediary, bringing farmer and RID to learn from the very beginning of the
management and planning process.

6.1 Project Background

Over the past few years, RID has made efforts toward responsive, minimum intervention
policics in northern irrigation development. This shift has been inspired by popular concern to
develop farmers participation, the demonstrated capactties of local organizations in resource
mobilization and an increasingly limited water suppiy in the face of increasing demand. It has
been widely recognized that there are no new sources of water to be captured and thus no sites
for new construction. Thus the only effective economic and technical undertakings are
rchabilitation and replacement schemes. Statistics indicate an increasing number of reservoirs
constructed during the past ten years. Most construction schemes carried out by the numerous
agencies responsible (RID, ARD, SOLD, DOF) have been conventional, purely technical
solutions without any concern for peoples” involvement and the human elements of management
to improve irrigation management conditions. This assistance could be best carried out using a
tri-party system.

Mae on Reservoir Project is a medium-scale irrigation system which was built by RID
over a period of five years. The system has been operating of three years. During the design
stage, RID’s approach was to reduce direct intervention at the level of existing individual
people’s irrigation system (PIS), with minimal changes in system structures. The scheme was
designed to allow the PISs to continue functioning as usual, with the reservoir providing storage
to increase irrigation capacity and reliability for wet season cropping, as well as enabling
sufficient water supply for areas which had never before been able to grow dry season crops.

Mae On Reservoir has a storage capacity of 4.5 million cubic meters, enough to irrigate
about 6.000 rai under § PISs. The Mae On River previously fed water to 22 small PISs,
consisting of a head sectton of ten PISs and a tail section of twelve. Farmers in this tail area
obtain their main supply of water from several small streams, and this was augmented by Mae
On. Thus PISs work quite independently to service their members. The reservoir was
constructed downstream to the second PIS. counting form the headwaters of the river basin, and
connected with 8 downstream system. The farmer tail section now receives water solely from
alternative streams. Therefore, after construction, the two separate interest groups generated
consist of the two upstream PIS who are not beneficiaries of the reservoir scheme and the eight
downstream PIS who are.

The changes required in RID management, personnel, budget, and procedures in order to
deal with this approach were no less drastic than those for local communities and intersystem
relationships. New management demands more intensive and stricter control of intersystem
allocation or basin-level water sharing. At this level, the operation has to be managed jointly by
farmers and RID to coordinate upstream and downstream water use and to sustain certain
volumes in Mae On storage. A crucial task is to link all parties into an effective management
system. Toward this goal, social scientists strongly recommend assignment of a social organizer

The linking of research and development efforts with irrigation management innovation
has been a necessary step in Northern Thailand. A research base in currently being established
at Chiang Mai University under a grant of The Ford Foundation. Social scientists work in
collaboration with RID prowvincial staff, under the O & M Division of Regional Office 1, as well
as with PIAs, carry out implementation of a joint-management model. Given the conditions of
active and experienced PIAs, using specially trained farmers as social organizers seems feasible.
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The question being asked i on-going implementation is whether or not the use of farmers as SO
in a jointly managed system will bring about the desired result, and under what circumstances.

In the Mae On Project, RID is experimenting with a new model of farmer-agency
management for a medium-scale reservoir system. RID’s post-construction plan includes four
sub-projects covering four major tasks: (1) to encourage formation of a federation of PIAs, with
a linkage between RID and the federation; (2) to practice joint planning and operation in water
allocation, distribution and scheduling for dry season crops; (3) to demonstrate and encourage
appropriate cropping patterns and water delivery arrangements for dry season cropping, as a
means to the improvement of water utilization; (4) to facilitate the successful marketing of dry
season crops. Under this scheme, researchers of Chiang Mat University are responsible for
providing a flow of reports analyzing the development process through cach stage, and of case
studies, as feedback to the implementators and policy makers of RID. An NGO works with
researchers to manage a series of training and study tours for PIAs and farmers.

Table 1: Major Tasks Required of Each Participating Party

RID CMU
1 .Developing and |. Documenting development | 1. Forming inter-PLA
encouraging formation of activity/process cooperation & organization
water-user group for
reservoir management
2. Encouraging joint 2. Methodology development | 2. Carryving out inventory
planning & operation
3. Developing O & M 3. Undertaking case studies 3. Doing simple survey and
methods & procedures reporting
4. Practicing information 4. Developing training 4. Planning & participating in
utilization, exchange & direct | materials meetings, workshops study
communication via reporting tours
& meetings
5. Introducing private 5. Organizing required 5. Training other less
marketing sector to assist meetings & trainings experienced PIAs
farmers

Methods employed to fullfil the four major areas of work under this project are: (1) an
inventory and information exchange system; (2) a policy and planning dialogue: (3) networking
among PIAs and lcaders: (4) developing a federation-type form of organization at the basin
level. The first two methods are intended to create an information flow and an appropriate level
of communication between RID and PIAs. The letter two are related to the objective of
organizational development required for joint management of the system.

6.2 Characterizing A Jointly Managed Irrigation System

To sustain effective joint management of system, a cerlain set of characteristics and
operational principles nced to be carried out. [n the Mae On Project, the emphasis is on:

{1) Joint problecm-solving;

{2) Maintaining open, active communication,

(3) Establishing joint decision-making mechanisms and procedures which aliow both
parties to address their problems and express their opinions;

(4) Active participation by all parties in all activities initiated either jointly or by a single
pany.

(5) Sensitizing each party to the problems and limitations of the other;

(6) Creating ecquitable shares in terms of benefits and opportunities as well as
responsibilitics:



(7) Maintaining appropriate attitudes toward one another;
(8) Stimulating the improvement of each party’s capabilities;
(9} Shanng the risks of action required to achieve sustamability and efficiency.

6.3 Farmers as Social Organizer
A number of reasons can be cited in support of using farmer social organizers (FSO):

1. Inside Development : As part of a recent trend, RID policies concerning peoples
irrigation systems emphasize minimum direct intervention in local management at the system
level. Whether new personnel are trained and assigned the task of SO or existing RID officials
are used, the result is a tendency for farmers to perceive these professionals as outside agents of
government men. In contrast, a farmer social organizer is perceived as an inside development
coordinator whose authority or authorized responsibilities are legitimized by local farmers
through the well-accepted practice of community leadership.

2. Lower Financial Investment : Given a “participatory approach” as national policy
guidelines, at the operational level, RID is confronted with financial and technical constraints
which include a lack of experienced extension personnel, budget, equipment, and technical
know-how required in order to work closely with farmers. Employing professionals as social
organizers in extensive implementation will create a heavy financial burden. Even temporary
use or a short-term position use will create high expectations and dependence on external
assistance.

3. Direct Socio-Technical Link : Many professional engineers and irmigation officials
tend to ignore the importance of sociocultural and economic aspects of PIS organization, when
these are in fact crucial to the viability and cohesiveness of the system. The balancing of these
expressly human aspects in a fairly managed system serve as a risk-reduction mechanism built
within irrigation management for short-term and long-term irmgation performance,  Few
engineers arc interested in carrying out careful information collection on human and social
aspects when they have to do it by themselves. Use of an FSO in linking directly with RID
engineers ¢nables easier access to this information, as will as a clearer demonstration of 1ts
mportance.

4, Minimizing Interdisciplinary Conflict: Engineers and field officials have bceen
instilled with a disciplinary tradition which views design as purely technical in naturc.
Therefore, they do not generally have confidence in the benefits of interdisciplinary exchange.
especially with junior field social scientists or social organizers at activities n the field.
Engineers prefer an exchange with senior researchers or social scientists. which can be most
useful and nondisruptive when held away from the field. " The most effective way for an engineer
to get beyond a narrow disciplinary bias in under standing the field situation is through direct
communication with experienced and articulate farmers. “An FSO 1s a potentially effective
means for directly achieving this™.

5. Avoiding Role Conflict: Lack of access to information, delayed field reports, and
misleading indirect communication or message tend to discourage active interaction between
RID and farmers. Even efficient, well trained professionals or social organizers cmployed to
heal this gap can find themselves mixed feclings and frustrated with their own attitudes and
values. This can sometimes lcad to role conflicts and a sense that are working for or working
against agency. A farmer in this position can be clearer in his relationship to each party.

6. Simplicity: The joint management of an irrigation system, within the context of the
tri-party development scheme, is complicated, and therefore require strategy to strengthen direct
communication rather than to install an indirect channel as with an employed social organizer.

7. Continuity: In Institutionalizing the employment of organizer professionals, the
agency has to deal with issues of position succession, rotation and project sustainability. The
process of moving a farmer organizer into and out of catalyst responsibilities can be arranged

8-7
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when necessary by replacing one appropriately trained farmer with another, with minimal
disturbance to the functioning of the organization.

8. Affiliation: Farmers in the role of social organizer reflect less of gap between their
own needs, attitude, and values and those of water users. This maintains a congruence between
organizer and users while at the same time establishing direct communication with R1D.

9. Understanding of Local System Complexity: With evidence of varying degree of
discontent among water users and number of poorly functioning scheme, professionals and
engineers urgently require assistance to more accurately anticipate the consequences of
prospective changes in irrigation behavior and cooperation. A farmer serving as catalyst can not
only provide this support, but also contribute information and ideas to strengthen the process of
planning and operation to control the impact of these changes.

10. Information System Link: The record indicates that RID has had little incentive to
invest in sociocultural and economic research and survey. Insufficient and out-to-date data on
these aspect is evident in O & M planning and implementation of RID’s mediumscale and small-
scale projects. Simplified data collection methods and minimum data sets can be designed by
researchers, for use by FSO and farmers who are closest to on-going activities and field
situations, with minimal training costs.

1. To The Point: RID’s Mobile Campaign Unit (MCU) and O & M teams at present
have extremely heavy workload, consisting of hundreds of scattered projects. The long-term
plan is for farmer to take on most of the responsibilities for these projects, contacting RID only
as needed. This process can begin most clearly, inexpensively and ceffectively through
development of a linkage using FSO.

12. Existing Capabilities; It is a well-known fact that there is a number of qualified,
experienced farmers waiting to be tapped into the system under the participatory model.

6.4 Preconception and Belief

Many Thai practitioners and researchers have accepted conclusions generated by cxperts
and readv-made solutions from other countries without adequate consideration of their
application under specific local conditions. Without underscoring either farmers” or RID's
capabilities. it is evadent that a gap does exist between RID’s aftitudes, values, and needs and
those of farmers. Howcver, the process of identifving appropriate ways of increasing
communication, understanding and coordination between RID and farmers has been hindered by
a number of widely held preconceptions

- that no farmers are capable of or have the incentive to stimulate an active linkage and
communication between RID and water users.

- that farmers do not have sufficient technical knowledge or skills to conduct
syvstematized information collection, record keeping. and reporting useful to project decision-
making.

- that farmers can not understand the bureaucratic complexity within RID nor the
government legal procedures, agreement, and contractual practlce required to deal effectivelv
with complicated management issues.

These preconceptions contribute to a propensity to overlook the active role farmers can
take in directly negotiating with RID, and have instead led some to conclude unilaterally that a
new group of outsiders needs to be trained as professionals in this field to work with farmers.

6.5 Farmer Social Organizer Roles

In explaining what role a farmer social organizer should take, it will be useful to capture
the picture of farmers currently working in the Mae On Project to facilitate the process of
developing management into a joint farmer-agency system. A farmer social organizer was
instafled into the management process as a type of catalytic intervention strategy of RID. This
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role is well-described by Bennis: “Catalytic intervention means entering a situation and adding
something that has the effect of transforming the situation in some degree from what it was at an
earlier time. .. the purpose of their interventions is not to direct the team or individuals-author or
merely to reflect back members’ feelings, but to facilitate the interaction process so that the team
comes to have a better understanding of problems and pitfalls it’s gotten into, and so on.”
(Bennis, W, 1976).

The roles being taken by farmers in the on-going project at Mae On are carefully aimed
at:

(1) Stimulating the process of inter-PIA/Federation formation and facilitating
improvement of water users problem-solving capabilities.

(2) Assisting PIAs to establish a system of information exchange and active
communication with RID, and ultimately to achieve a real farmer-agency management system.

(3) Assisting PIA leaders in conducting systematic routine data collecting and record
keeping for use in collaborative operations and maintenance with RID, in a process which will
be institutionalized into PIA procedures.

(4) Coordinating with RID in activities related to irrigation management and linkage
with outside agencies.

6.6 FSO Qualifications And The Process of Implementation

Though a longer list of qualifications than that provided here could be proposed, many
desirable qualities can generally be found in local leaders in typical villages. Also, some
qualifications which are absent could possibly be developed through a series of short training
sessions. The following are simply the most fundamental qualifications: '

{1) able to rcad and write;
(2) able to do simple recording and calculations;
(3) interested and eager to learn;
(4) walling to meet with and contact other farmers and agencies;
(5) with a positive, constructive attitude toward RID;
{6) understanding and recognizing the importance and usefilness of information;
(7) having links with some local leaders;
(8) pleasant personality;
(9) willing to work on a semi-voluntary basis with small direct compensation and reimbursement
of only modest expenses, part-time arranged in conjunction with regular farming tasks.
The procedural approach recommended for operationalizing this model is based on the
experimentation and observation of several years of project development, as follows:
(1) Identify expenienced, innovative PIA leaders and familiarize them with information on this
strategy & method.
(2) Have selective leaders begin working on some format of record keeping and data collection,
such as an inventory techmque.
(3) Arrange one or more workshops to discuss and improve methods and procedures.
(4) Circulate these ideas and methods into RID’s information channels and get feedback,
(5) Finalize the data collecting forms, mobilizing all parties.
(6) Organize data on cropping for use in joint planning. :
(7) Encourage efficient collecting & utilization of data for planning dry season cropping, writing
proposals to agencies, or other important related tasks, through workshops.
(8) Finalize recommended appropriate methods and set minimum standard data requirements.
Methods use to carry out these procedures at the Mae On Project were a series of meetings,
farmer-to-farmer training and study tours.



Table 2: A List of Farmer Training Sessions
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Session

Arrangements/Methods

1. How an inventory is carried out by PIA

2. Recording & joint planning of water
allocation, distribution and scheduling

3. Conducting a survey dry season cropping
4. How to use information to plan for dry
season cropping systems; requests for RID

Small group discussion and practice;,
individual practice at project

Small group on-site training; meeting with
RID

On-site training and practice

Short class session, on-site meetings with
RID & practice

assistance

5. RID methods & procedures; how to
contact RID, the process of proposals &
approval

Small group discussion, base on project
experience, and office visit

Integral to gaining an understanding of this development, the role of researchers has
been to document this process and to provide feedback to RID professionals in meetings and
joint-evaluation. The RID central office in Bangkok works to monitor and evaluate on — going
implementation. At the end of each project vear, researchers provide a summary of observations
and their analysis of progress made,

6.7 Systematizing Information Exchange & Communication

Recognizing the usefulness of building upon PIA’s capabilities and indigenous
knowledge in developing the management system at the Mae On Project, the format for
important information has been ordered and classified into a single page, using simple language,
and for each of a number of specific circumstances. For example, there are forms used to collect
information for particular occasions, for ¢ach season, and on an annual basis. The project aims
to achieve a minimum data set. When finalized, it will be regularized into existing RID
information channels. The system itself can be carried out by PIAs rapidly for use n
determining whatever immediate action may be required, and, on a regular basis, for determining
what is required in the next round of rehabilitation or construction of minor or major structures.

Data are classified into the following groups :
1. census of problems”

. inventory of physical features and location
. survey of dry season cropping patterns

. water distribution schedule & adjustments

. munutes of meetings

. notes on study tours and exchanges

. record of progress and activities

I B <R UV o

6.8 Limitations of the FSO Model

Perhaps the major overall limitation of this FSO model relates to certain preconditions to
be met before this approach can be employed with a reasonable chance for developing effective
dialogue. This can be analyzed more closely in terms of four points:

(1) Strong Local Organization : Successful use of FSO is contingent on and enabling
environment, with the presence of relatively cohesive local organizations and farmer leadership.

(2) Familiarity: Where a system of information management does not yet exist, local
people may lack interest and awareness of the usefulness of information. An attempt to install
FSO into the management systetn may then be possible. But realistically difficult.
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(3) Risks of Informality : Establishing an informal structure is also a risk for the project.
If FSOs are not firm-minded and are not properly tranined. They can be influenced by the local
power structure and politics which normally poor farmers have little share in.

{4) Gaining a Foothold : The interest and willingness of RID and farmers to work
collaboratively have to be established at the initial step. Prior to joint activities. This is not a
simple task to carry out.

6.9 Advantages of the FSO Model

Weighed against these limitations, where cxisting conditions warrant experimentation,
There are a number of strong features to recommend this approach :

1. Participation: In applying the FSO model. Assigning the catalytic role to farmers, by
itself is an action which increase the real participation of farmers, and begins to create an
environment conducive to the involvement of local communities in continuing development.

2. Affordability: The voluntary or semi-voluntary structure of FSO implementation
means that it is inexpenstve and affordable for even and extensive program.

3. Practical Training: Rapid, leaming-by-doing job training is realistic and can be
arranged by RID’s Mobile Campaign Unit or local NGOs. Also, farmer-to-farmer training is
feasible.

4. Sustainability: Establishing FSO mto the process is a way to build into the system a
mechanism to facilitate management system development and local capabilities on a long term
basis.

5. Self-Reliance: The FSO program gradually evolves local confidence and self-rehiance
within P1As and communities to deal with external agents and agencies, and with the changing
environment in irrigation and other areas of development.

6. Information-Exchange : The FSO model, if applied successfully, can reduce nisks in
government investment in irrigation by developing a system of farmer-agency information
exchange and active communication for improved planning.

7. Informality: The FSO model is generally defined as having a low degree of formality.
In actuality, the practice creates this informality, or informal structure, which has a positive
function in increasing the ease of communication, facilitating trust, and correcting for the
inadequacics of the formal system.

VIL. Mae On: Local Governance and Representation

Morc than 20 muang fai irrigation share water from Mae On which is a small tributary
nver of the Northeast of Chiang mai City. Muang fai is a gravitational irrigation with diversion
welr and network of canals which follow the contour land and distribute water to scattered
lowland and upland fields in large and small valleys. Mae On system has over 150 year history
of a gradual development and expansion of new irrigated fields. In general, the system is built by
having simple weir and main canal and a few tributary canals which could gene a cluster of
newly developed fields at the valley floor. Then the same group of tanners with their labor of the
extended families continue working to get most possible lands converted. The upland fields and
the tail section, therefore, usually the late development, and extension. All systems are grouped
naturaily into the upstream and downstream groups with lic demand for their coordination in
water allocation. The systems are vanied in size of irmigated land and farmers which range from
less than 1000 rai to 3000 rai of 70 farmers to few hundred farmers. Dry season irrigation for
commercial crops is new to all systems,

Royal Irmigation Department (RID) has completed the construction of medium scale
reservoir construction with simple sluice gate, and operated under joint management since 1985.
There are some changes in local management which have required small individual local groups
to be federated into an umbrella organization for working closely with RID. However, this 1s the
first expennmentation for the shared decision in nrrigation management. Instead of building the
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full schemes of canal networks and join all small systems into one, RID only built the storage
reservoir at the upstream for main purpose to support dry season water supply to the vegetables,
tobacco, and other commercial crops.

Before the construction of reservoir, an intersystem water allocation was initially guided
by the a simple agreement. “kor tok long™ among the leaders of neighboring irrigation systems,
and carnied out only one time in each season. A topography of several connected upland and
small lowland fields in narrow valleys at around 400 ms! limits all systems along Mae On to be
small size and to irrigate many upland fields. Water is comparatively scarce and only low flow
during the dry season from November to April. Water allocation is designed to be different from
large scale systems, to have fixed number and size of water shares in each muang fai. An
individual system define their fixed water shares called “tang nam” which can be vaned by their
shares and size of it’ igated land arid members. The original farmer groups have eamed their
shares which can be transferred within the families and to the new corners. Total water of each
system’s simply a summation of total members’ water shares. The water for each muang fai
trrigation is usually decided by the group of representative leaders at the weirs at the upstream
sites. The downstream irrigation leaders usually join together and come to discuss and decide
water allocation in the meeting with the upstream irrigation leaders. A consultation of all top
leaders and appointed leaders early in be season to agree on water level, weir height, and general
cropping pattern. With a long experience, most leaders observe water level and adjust
accordingly after the decisions made.

Since the reservoir is built with simple design and operation on the first place, joint
management demands only few additional tasks with low sophistication and flexibility.
Irmgation governance includes a set of simple mles explaining shared water rights and
responsibilities in communtcation and management among local groups and with RID.
Additional task is all operation of the opening gate at the reservoir. The upstream group
comprising of 10 top leaders are elected to be responsible for overall coordination and decision
making, especially, at the water allocation time. An agreomont for a broad and flexible water
allocation 1s made to divide water between the systems. With flexibility established, allocation
among different system naturally required close communication and negotiation after lie first
alfocation. Shared information is also considered as important to all leaders who should report to
all leaders. or call the meeting for adjustment of shares or new development within each svstem.

After reservoir construction, local governance continue with the joint decisions of all
leader o1l lie inter-system sharing. RID has provided the training for the top {eader and his two
assistants to operate the gate during wet and dry seasons. Lately, in 1990, almost a total of
reservoir operation activities were transferred to local lcaders who then are well experienced in a
new system of storage reservoir and linked diversion weirs and network of canals which are
more closely dependent to the decision making at the head work gate.

Some complaints and negotiation have become routine procedures, which take all the
leaders to come with information to support adjustment of agreement and water allocation.
Though each system is allowed to work quite independently, the leaders are to be well grounded
with the update information and knowledge on all small individual systems in order to be
accountable to their members. Moreover, their actual planning and decisions are made to
respond to changing seasonal conditions arid problems. Planning of inter-system allocation at
nver-basin level demonstrates shared power of all leaders. They make decisions on water
demand 1n relation to cropping patterns and zones. However, the enforcement of the rules and
cropping patterns are not equauy efficient in all linked systems. The leaders emphasize mom to
get all agree on a broad guideline of actions and water shares which are always kept flexible and
adjustable, Negotiation is evidently a skill and tool needed by all leaders. Other rules relating to
leadership structure and election is similar to other muang fai systems in Northern Thailand.

On evidently explain time established rules and actual water allocation activities which
enable a real fundamental policy in equity and efficiency within a single irrigation community
(multi-village irrigation system), and between several small irrigation systems which manage
inter-system activitics. They involve a series of decision making and negotiation with shared
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power among local groups and of state. Some adaptations in agreements and rules ate made to
respond to increasing interaction with state and expansion of commercial crop preductions.

VIIL Current State Water Policy and Governance

Thailand water policy and legislation construct fragmented, overlapping, and conflicting
power and agencies as well as institutional goals and strategies, such as, irrigation, fishery, water
transportation, salinity control, and pollution. Also, frequent turn over of political and
administrative leaders during political and economic reform has a real impact on producing
many piccemeal projects. However, irrigation development projects which contribute directly to
rural sector population and investment always draw attention from political figures and parties.
Politics and water policy arc almost inevitably separated in reality under Thailand conditions. A
new political environment, constitution, decentralization may give opportunities for civic
communities to share their views and agenda, and to get local agenda to national level.

Water sector reform demands for changes in national policy and laws for establishment
of apex body and river basin committee for integrated water resource management. Political and
administrative reform are experiencing a delay and uncertainties. Tambol Administrative
Organization (TAO), a local elected political body has not yet indicated a reasonable successful
experience. Seven river basin committees have be established with policy approval of the
Cabmet In parallel, different civic groups of grassroots, NGOs, academics, and private sectors
including independent media continue growing and gradually become an active force. In
Northern Thailand | local communities and organizations such as muang fai network, farmer
federation amid assembly are growing stronger, and some want to get engage directly in putting
their agenda and representatives into formal structure including policy and planning in NRM and
water resource. Current water policy was approved in 2000, and several draft water laws have
been reviewed by experts and bureaucrats, and NGOs and farmers. The policy formulation and
planning is at their early steps which air considered to be incomplete and subjected for major
adjustment if new agenda and national and local experiences elsewhere proven successful. New
elected leaders and government formed in February 2001 have expressed their concerned in
water sector reform—policy, draft laws, and national and local institutions

IX. Alliance and competing power in policy and planning
process

Thailand’s economic growth evidently runs in parallel with increasing poverty, and
degradation and conflict in natural resources, especially, with expanding problems in watershed
forest and water shortage and flood. Like other regional countries, agencies and authorities
frequently point thewr fingers to poor upland commumties and shifting cultivation of ethnic
groups unless the conditions are natural disaster or unusual rainfall and draught. During 1980-
1995, land speculation, and resort and golf course development have been expanding rapidly as
well as more illegal transaction of forest land. Forest land use information is also evidently too
fragmented to present the overall recent percentage of forest coverage with full public
confidence and trust. (Tan-KimYong 1987).

Politicians’ intervention in water programs and distrust of many civic communities on
agencies continue at national and locat levels. Recently, public and environmental groups could
have better access to other sources of information. There were series of public discussion on
environmental problems and the ederiences of pilot projects in watershed management and
community forestry, mostly in Northern Thailand. A weak monitoring on watershed land-use
and change allowed continuing occupation of many speculators in from Bangkok and other
provinces 1n upland and highland zones.

From 1990, Northern local groups and alliance of farmers, NGOs, and academics work
together in a series of public debates and protest to deal with complex political econemic and
social problems beyond natural resource use and management. Recently water resource problem
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and policy have become a focus of local problems, There are a wide concern that national policy
and draft law have not yet carried out with adequate and sincere effort of the government n
decentralized decision making. Further more, some of NGQs and academics have combined
water policy with critical issues of globalization impacts and the financial dependence of
Thailand to loans of international monectary institutions. It has been observed that there is a series
of local group’s discussion which might get near to a tendency toward the actions in economic
nationalism. This certainly is considered as controversial public actions and related water policy.

Water policy 2000 includes an emphasis on integrated water resource planning and
establishment of national and local/river basin committee, and decentralization muitiple sector
administration. Devolution and integration of water resource administration run in parallel and
are a continuing process wherein Mae Ping and Chao Phraya River Basin are to be national
programs under five to ten years of grants and loans from World Bank, ADB, and other bilateral
and multilateral donors (WB Chao Phraya Report and ADB Water Sector-Thailand Report 2000,
2001)

National water institution and bureaucracy need a continuing cffort in reforming their
regulations, staffing, lines and hierarchies of departmental authorty, financial support and
budgeting, and capacity building. These are the process and procedures which will allow better
acceptance, policy arid implementation of decentralized water resource decisions. Competing
power and overlapping and conflicting regulatory devices among the sixteen offices pose a
complex institutional conditions for public participation and local governance incorporation.
There ate series of activities of small NGOs and academics who sometimes assume conventional
roles as power brokers for local communities and farmers- Starting from 2000, local grass-root
organizations and groups have grown to be stronger and larger networks. Especially, the most
recent event in early 2001, muang fai leaders came to discuss and find ways to have their
representation in the river basin committee structure, and basin water resource planning. This is
an emerging local power which have their interest to get engage into local and national planning
(NGO Meeting Report and ADB Water Sector Thailand Report no. 4).

X. Decentralization and Local Governance for water equity
and efficient Usage

Irrigation governance has been practiced and adapted within local irrigation and
watershed communitics which demonstrate their achievement to construct key accepted and
practical rules. These clearly provide the framework of actions in water resource use and
exchange of local groups. Though there have been a series of active intervention of state to
convert muang fai and the upstream community forests to be under centralized control of
agencies (national park, wildlife sanctuary, watershed classification, land reform, resettlements,

darn construction, etc3. local governance and representation continue working in parallel at local
level.

Positively, a continuing practice should be considered to be an active interrelationship of
local communities and state. This is a sociopolitical constructed process of local groups which
stimulate an emergence of civic commumties toward the goals of decentralization in NRM.
Local governance proven to be successful to enable equitable sharing and efficient use of
resources should be integrated into national policy and planning. Morcover, representation of
local groups in the structure and process will bring into decentralized decision making not only
their perceived needs and problems but also their practical knowledge. For local groups and
growing civic communities in Thailand, they continue learning the actions and uses of power
with full responsibilities and acceptance of different views of different groups.

The paper concludes how and why local governance and representation have made achievement
as follows:

[.Popular representation Leadership structure is evidently based on shared power of local
groups and marginal groups which also have access to interact directly with the leaders in all
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activities and key decision, especially, water resource allocation. The rules guide an arrangement
of popular representation and control ‘

2. Accountablity and distributive power Leaders represent and serve their groups which
have shared power and provide a direct reward or removal of their elected leaders. Performance
of leaders could be assessed by linking the leaders reward to size of seasonal irrigated land. This
is varied with the ability of the leaders who would work to maximize their payment by getting
most plots wrigated in good and bad vears. Different groups of different power and water access
functions to keep all members active in monitoring their leaders, neighbors, and power groups.

3. Knowledge-based and shared knowledge and Information Technological and social
knowledge of leaders and shared by members who provide and have good access to irrigation
and allocation information. Village and ficld neighborhoods are considered as strong
sociopolitical groups who have fish and shared understanding of their water situations as well as
those of their neighbors. The individuals and groups have update information and irngation
knowledge to help the leaders resolve simple technical problems at the particular damage sites,
an contribute their knowledge at seasonal maintenance arid meeting. These conditions serve to
support accountability and confirm distributive power among different groups, and with leaders.

4. Arrangements of shared or proportional rights and responsibilities Transferable rights
and right-based rules are establish, actual water access and duties usually are monitored.
Reallocation is an activities which demonstrate water allocation flexibility and decision making
which allow negotiation and adjustment to charging situations. These are also known and
accepted by all members.

5. Complex categorization of water-users and right-based allocation Economically,
ecologically, and socially defined groups who have shared rights and responsibilities.
Accumulated investment arid access are both accounted with the detailed information enable the
allocation of rights and responsibilities of different groups. Changing situations, land transaction,
and water right transfer are made and are also monitored by the different power groups and
members.

6. Intensive water allocation for flexibility and negotiation Actual water seasonal water
allocation is an intensive activity of series of aflocation and re-allocation in different zones,
sections, canals, and plots leave a large opportunities for all farmers to interact claim, negotiate,
consult, suggest, and voice to the leaders, This is a real interactive planning and implementation
and a shared political space of all local groups.

7. Active consultation A simple and direct interaction between the lcaders and members
are needed when actual water allocation 1s kept flexible and negotiable. Boll, farmers and leaders
also should be well grounded with update information to be used for allocation and decision
making as well as monitoring. There air many ways and frequent occasions of direct interaction
among members and with leaders.

XL POLICY RECCOMMENDATIONS

Local Conditions in Northern Thailand, emerging active public debates and engagement
and growing local grass root and civic commumnities in NRM and water resource should not be
considered or perceive by state and government as threats neither to economic or political reform
process. The civic communities and their successful experiences are contributive to current
decentralization in policy and planning of NRM and water resource. Especially, Thailand is
searching for alternative ways to capitalize national local social resources and knowledge.

. Besides irrigation governance and representation, the paper argues for putting into
agenda for changes in national policy and planning process. Integrating without knowledge on
differences in local conditions and institutions would become self-defeating claims. State should
maintain their key roles to emphasize local differences and variety. Water policy should respond
to local regional differences. Moreover state roles call also be guided to allow appropriate pace
of expanding market in agriculture and water, In conclusions on water policy, there are five main
policy recommendations as follows:
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1. Different groups and different access are defined and monitored
by leaders and members who should have their representation within decision making structure
of a popular control. Then, river basin committee and water user organization should be
designed to enforce shared power of different groups and stakeholders In water policy and
planning process of national and local levels.

2. Transferable water rights and right based allocation should be
applied to potential agricultural production zones and river basins. Water rights air clearly
defined to identify different local groups/ stakeholders and different rights and access. The rights
and access should also be defined by water users’ social and economic investment
responsibilities. These are directly contributing to the efficient water use, water sharing, and
sustainability of the system structure and functions operation and maintenance of system).
However, information system and detailed categorization of members and production zones
should show the differences and varieties-- advanced commercial and subsistence production,
single sourced and multiple sourced water access and uses (access to canals, water pumps, wells.
good rain, etc.) large fanmers and small farmers.

3. Water Policy should emphasize both equity and efficiency rules
and actual water Allocation within irrigation systems and river basins. A general rules should
define clearly shared rights, responsibilities, and power among different groups. Water sectors.
and the upstream and downstream communities, equity and efficiency should be identified under
different local governance and representation which atr widely understood and accepted among
local groups. Local water allocation planning should be flexible and open for more opportunities
of public consultation and negotiation of small groups and of sectors.

4. Defined and informed rules should be consuited and accepted by
all groups or Their representation.. Minor roles, regulations as framework for actions applied for
different local region can be kept flexible and adjustable to respond to changing local and
national levels. Moreover, agreement among different groups should be made to set a guidelines
for routine and emergency activities which would possibly demand for adjustment when thev
become irrelevant and inefficient.

5. Defined rules and representation at a larger scale of water of many
small groups Such as river basins or provinces which require cross boundary water or inter
system allocation should enable mostly or nearly fill independent decision making, semi-
autonomous power of small local units. While the major informed roles are enforced, minor
rules and agreements are kept flexible and negotiable to accommodate changing conditions of
systems, resources, and different groups, and the ensure shared power is practiced as routine
within the policy and planning process.
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