AHMEDABAD

Paper

Work

1ng

il

:s.::

::::.zt

d._- _-—__.u- .-

..eaa

k;ﬁ:u[

—._W_L,p

==

ldII




MANPOWER PLANNING FOR IRRIGATION
'$ECTOR IN THE SEVENTH PLAN

By

U.K. Srivastava

WP No. 570 *
July 1985

0l
(570)

The main objective of the working paper
series of the IIMA is to help faculty
‘members to test out their research
findings at the pre-publication stage

>t

INDIAN INSTITUTE OF MANAGEMENT
 AHMEDABAD-380015
INDIA



Al i il a2 T PR EIEY N RS G —,
! P s 1) P

GRATIS ' EXSHaives CMA Chaig

i
I acr en
{

VIKR&LT SaB8mdsy (i
Lol M. AHMENeEN

PRICE i



MANPOWER PLANNTHMG FOR IRRIGATION SECTOR IN THE SEVENTH PLAN®*

UgK, Srivastava

The approach paper to the Seventh Five Year Plan indicates the
following policy with respect to this irrigation projects ¢

“"yew starts will be restricted as possible to minor irrigation

projects and to irrigatiecn projects in drought-prone and tribal

and backward areas, The utilization of the existing irrigation
potential will receive the highest priority through the
construction of field channels and quick completion of ongoing

Command Area Development Projects. Modernization of old

irrigation systems should also receive immediate attention,

and for this purpose, will have to be undertaken, Considera-

tion of productivity stability and equity require that in

regions where irrigation is scarce, attempts should ha made,
through appropriate policies, to maximize outputs per unit

of water by discouraging highly water-intensive crcps and by

ensuring equitable distribution of water to farmers of

different sized holdings,"!

This impliss a shift of the main focus from the pra—occupation
with the construction of new irrigation projects in earlier Flans to
better management for optimum vtilization of 2lready created potential,
This has implications for the nature of task to ba hzndled by the
irrigaticn and other related personnzl and their training reguirements,
This paper aims to review the nature of menpower planning efforts to
cope with the requirements of the Sewvanth Plan, Manpower planning
is defined "as a set of inter-rclated plans to ensure the right number
of omployees of right types (skillod and motivated) are available
from within or ocutside at right times for right jobe/roles to achieve

short and long torm geals of the organizations and individuals®,Z This

% This paper was initially prosonted at the XV National Conwvention of
Indian Socicty for Trainino and Development on Human Rescurces
Development and the Scventh Plan (Organizec by ISTD & Planning
Commission}, held at Vigyan Bhavan, New Oeclhi on January 22-23, 1984,

1 Government of India, "The Approach to the Scventh five Year Plan
(1985-90)%, {Planning Commission), Now Dalhi, June 1584, p. 4.

2 See 8,G4 Shahy M,5. Saiyedain, and N,R, Sheth, Human Resource
Management in Banking Industry, (New Delhi t Sputh Asian Publishers,,
PPe 1-2, :



paper discusses the need to impart requisite training to irrigation
personnel and staff of other related departments involved in promoting

the optimal use of already created irrigation potential,

Irrination Development in Various Plans

Irrigaticn being a crucial inmput in raising agricultural production,
has been given High priority in our Five Year Plans. Over a period of
more than SU years, since planned development activity began: in 1951
the average annual creation of potentisl every year in tha country from
major, medium and minor irrigation projects was about 1«2 million

hectaras,

Development of irrigaticn potential since 19531 is given in Table-1
alonguwith investmsnts made, A progressive inuestmant of about o0
Ras 114080 crores has been made during the Five Year Plans and annual
plans upto 1979-80, in creating a potential of 86,6 million hectare.
The Sixth Plan envisages an investment of Rs, 1,810 crores and Rs, 856
crores for command area development programuﬁ% and bring in an addi-
tional area of 5.7 million ha, from major and méﬁiUm schemes and
g8 million ha, from mincr schemesSe The total investment at the end of
Sixth Flan would be to the tune of about Rs. 22,000 crores and create
a total potential of 70,3 million ha.3

Over the years, the capital cost per hectare of major/medium
irrigation schemes has increased speadily from Rs. 2,770 in the First
Plan to about Rse 10,000 in the current Sixth Plan pericd, This rising
costs reflects the onermity cf cepital costs that have to be incurred in

creating additional potential,

Utilization Gap
Having-made such huge investments and in view of raising cast for
creating new potential, substantial under-utilizaticn of al ready

created potential has emerged as a major concern oh the part of

3 . . . . s
Government of India, Sixth Five Year Plan (1980=85), {tiew Delhi s
Planning Commission), 1580



Table—q 8 Dovelopment of Irrigation Potential ond Investment flade

Pla Irrigaticn Pptential Utiliza- Investment .
n comulating {gmillicn ha,) &ion (Rsa_in croces)
Major/ Minor Total (million Major/ Miner Total
Mad ium ha,y  Medium
Pre~Plan Oa? 12,0 22,6 22.6 - - -
First Plan 1242 1440 2642 25.0 380 76 - 456
‘Sacond Plan 1443 14,7 29,0 27.9 380 142 522
Third Flan 1646 17,0 33,6 3242 581 328 909
Annual Plan 1Be.1 4940 3741 35,8 434 326 760
Fourcth Plan 20,7 2345 4442 - 4249 1237 513 1750
Fifth Plan 24,8 27.53 524 4845 2442 631 3073
Annual Plan 25,9 2846 S4e5 . 50.4 377 237 1214
{1978-79) _ o
Annual Plan 26,5 30,0 56,5 . 92,2. 1079 260 1339
Sixth Plan =
1980-81 2743 3764 5847 54 e 1 - - -
198182 2842 3247 60,9 559 - - -
1982-83 28,0 4,2 63e2 5842 - - -
108384 30,0 35.6 65,6 - 60,5 - - -
1984--85 30,8 3840 6B8e 8 63,8 8848 1810 | 11114
(estimated)
Country's Ultimate
Potential 58,5 5540 1134 50 - - - -

Sources Compiled from Plan Documents and Economic Suruéy, 1984,



policy makers, agricultural planners and the farmers. #han the
econcmic planmning began in {950-51 there wes no yap betwezn the
created potential and its wtilizaticn. Slowly, but steadily, the
utilization process bogan to fall behind the creation of potential,
The gap between the created and actual utilization of petential upto
June 19B3 was 4.8 @illion ha, Even if one goes by conservative
estimatas, taking the cost ostimates of the Sixth Plan of 800 crores
per million ha, of acditicnal creation, one can see that cost of
under—utilization of potential is encracus. t means that for

4,8 million ha. of under-utilized potential, involving an investment

of Rs. 2,800 crores, is not serving the farmers.

Furthermors, tha potential considersd as utillzed is alsn ggbatabla
in the sense whether it ie merely the access to the farms or also an

optimal use of water of raising agricultural produstion and incomces

Effcrts to Bridge the Gap

Command Area Devalcpment Frograpme (CAuUP) was evclved with basic
objectives of bridging the gap between the creaticn-af'irrigation potan~
tial and its utilizaticn, to oromcte higher water use efficiencies,
to ensure timely and adequate supply of water to every hclding and
to coordinate the supply of inputs. These objectives of the CADP
do not mersly limit to bridging of utilization gap, but extent to the
optimum realization arsa, The ultimats objective of the programms
is to increase agriculture production and yields and farm incomes in

the command area.

Since the inception of this programme in 1974, 102 Command
Area Deyvelopment Authorities (CADA) have heen set up covering 17
states and one union territory; of which 29 were created in 1983 alone,
A decade has pass=d since the setting up of these CADF authorities
and their functioning. One does not, nousver, find gnecouraging

results in the utilization of potential under CAD programme, Tahle-=2Z

Shailaja Bhapat, Irrigation in India s Potontial and tise hy
variecys States, II 3 Need for Scientific Marnagement, Economic Times,
25th and 26th January, 1984,
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Tahle=2 & Stato—wiss Created Potential and Its Utilization under
CAD Programme for 1982--83

(1000 ha,)
zz: State Potontial ﬂgiiizaz Farcantage of
‘ cooated Utili- Utilizaticon
zation

1« +fndhra Pradesh 956,438 837,98 87,60

2, HRasam 63426 464,E0 73,98

3. Bihar 1875,08  1387,83 73497

&, Gujarat 832450 34227 . 4,1.09
5, Haryana 160,00 45400 28,12

6, -Jammu & Kashmir 20.08 12,31 61430

7« Karnataka : 766480 615671 “_ 80,28

8e Kerala 72466 72,66 . 100,00

g9, Madhya Pradassh 846478 535.02 63,18
10, Maharashtra B11.44 331463 40486
11, Orissa ' B73.83 1128,52 59,01
12. Rajasthan _ 193%9.82  1139.82 100,00
13. Teamil Nadu 2390.86  1281.50 53,60
14, Uttar Fradesh 2374439 787464 68,52
15, lest Bengal 11494 30 NA NA
Total 12058.85  B392,32 -

Sourcos Ministry of Irrigation, Government of India,



gives the statewise details of the utilization of potential under the

CADA for the yesr 1982-83, The data indicates that inspite of  changes

at policy levdl resulting adaption of new strategies in the form of CAD
programme, the prcblcm of under~utilization of a created pgtontial

iz yet to ‘be resolved,

Many studies that were conducted in examining this particular
aspect of irrigation development have identified a multiple of casual
factors for the under-utilization of the potential, By their natura,
the factors that were identified can be broadly classified as technical
and institutional, These problems are inherent in the process of
development of irrigation potential in an arsa and hence réquire
comprehensive understanding of the process itself, One .
can view development of irrigation as comprising twe intermediate phases
within the Eotal prccesss constructicn phass, and intensive development
phase, In the first phase of tie development, physicgi_cpnstruction
of project work is completed, The second phase cf inteﬁ%iue‘deualop—
ment is the most éruciai orie and it involvos tho utilizaticn of the
created poiential, Dovelopment of irricated agricultura, as stated
earlier, is a comprehensive anu continuous process that required
dextrous orchestration of the available rescurces, physical as well
as human, to increass producticn to the fullest possible extent.

As nature of development tasks in sach of the development phases ars
bouﬁd to differ and as they are cruciel and diverse during intensive
development phase, it calls for an indspth understanding of the situa=
tion by all the people involved in the concerned phase of project

Implomentation.

Till now the basic problems of irrigation development are based
on a technical diagnosis of the situation and have neglected institu=
tional considerations such as operatisnal procedures of irrigation

bureaucracy, farmers' participation, agricultural planning and
? P s 89
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understanding of Tarmars tshaviour.

The neglect of institutionel factire hHas not boen 2n intendsd
one but was a resultent of thz rre~occcupation of the irzrigation
department personnel with spatial and physicel resource aspascts over=
looking in the process, human, sccial and Institutional tagks required

in tapping the full potential of irrigetion feor aree davalopment.,

Problems which are instituticnal in naturs have sclutions in

human and sccial aspecte of tha project management. Such 2 perspective

requires asking cf an all important guestions who are thg people

invaolvaed in this sccond phase of intensive duvelopment and arc thay

sufficiently cruipped with required skills to tacklp the problgms

that arise during the course of implementation ? The irrigation

personnel draéuwn for GADA activities have by and large the training
and backaround of constructisn activities and they are now reguirsd
to promots nptimal utilization of water in the farmers ! fields in

the command aroas,

Chanaing Role of Irrigatiaon Fersoconegl

The change in eitustion {with the ccnstruction part being
completed) requirss the engineers, whc aro traimed in physical aspects
of project execution, to suddenly perform an altogather different
role. Hers they'are expectod to concentrate and divert thelr efforts
to project management involving human, social and economic for which
they are insufficiently trained and agquippeds In addition to these,
the supplementary tasks of physical compleotion of works during second

phase like thc constructicn of field channols, land lowalling,

See, S.M. Thavaraj, "Managoment cf Irrlgatlan Progacts -~ The Link
Betweon Enginesting Concepts and Institution Bulldlng s R Paper
Prosonted at the Internatlona¢ Comrisaicn cn Irrigation and Orainage,
Second Regional Afro-fsian Conference, Manila, 19785 Miranjan Pant,
"lgsyes in Irrigation Development”, Ecencmic and Political Waekly,
Vol, 18, July 19833 Robert Uade, uDn Substituting Mansgement for
Water in Canal Irrigation # A South Indian Casa, Econemdc and
Political Weekly, Vocle 15, Decembor 27, 1930 Niranjan Pant,

" ilization of Canal Water Below the Dutlet in Kosi Irrigation
Project s Administretive and Community-tovel Solutions®, Econcmic
and Political Wggldy, Yolc 16, Septombur, 1981




consclidetion of holdings for &ssurech wator supply to sach farmer at
are :

right time and quantitnﬁbrucial but their success is determingd by

complex social factors, L,e. farwmcrs involvement and participation in

various activities.

One conelusion {or such stend point weuld be that tho
dichotamous situation resulting from tne demands that prosaent situa-
tion mekes and the nature of skills the persanncl from irrigation
department possess, can be said to be 2 gmajor factoer hindaring
maximum utilization of tho creatod potential, Hence with the changing
rale of irrigation personnel within the perspective ocutlined abovs,

there is an urgent need for develapment of required skills,
g P

figed and Scope for Training:

in Bubh.a complex situationy a general tendency amonpst Eroject
implementation machincry has bezn to smphasize and monitor the
physical completicn of works almost as an end in  dtself. :Té COme
oeut of this situation, there is an urgent nesc to evelve and impleo-
ment systematic training programmes to the existing porsornel at

various levels,
]

Scope of training of irrigation dapartment persconnel is
dstermined by the needs resulting from the context situations in
which they operato. Their pature of assignad tasks demand for crea-
tion and orpganization of a suitable climatic that esuld successfully

bring about irrigated agricultural practises in the projcct araa.ﬁ

Success of project is depended on the nature of intarventions

" by thesa personnely and in the absence of any well orchestrated

designed interventions due tc absence of required skills, it is bound

to be poor,

The above aralysis brings ocut that personnel ur irrigation
gepartment as agents of itervention during the period of intensive

development phase of the project should develop sufficicnt skillis

6 Sgaey A F, Bortall,"Comparative Study of thng Managomsnt and

Organizetion of Irrigation Projects”, Wonld Gask 3tarf Working
Papar Nc. 358, 1981.



to haﬁdla the demands that the new environment makes, The now role

to be performed by thszse personnel requires tn; understanding of
inter—rélationships that axist amongst.the relevant variables for
drawing out bast possible cosbinetion of veriablis that would influcnce

tho porformance apprepriate to the contert and conditions,

The gensral picture that arises from the present need is to
train these perscnnel in fstrategic menagement' of the nroject
executions Strategic mansgemant involves set of top as well as
grass—~root interventions which are to be made that will influence

the design and orchastratign of the action plans, organizational

structure and process, of the plans in relation to its contextual

govironment. Environment here refers to the forces that cperate upon
the organization and the parsonnel in it creating constraints as well
as tha'obpartunitias;7 The warizbles involved in strategic management
are bound to determine thoe nature of training required Jor the
perscnnel in project execution., These are: a) dacentraiiz?tion,

b} local crganizaticn, ¢} farmers' participation, d) ofgénizafiénal
design and project context, and content, and e) planning, control

and motivation procosses,

In the field of irrigatiocny the strategic management would

involve the following key aspocts g

1)  Appropriate Opgapization at the Migro-lcvels Instoad of
treating the entire command areza as ono entity, it would most
appropriate to demacrate the total arca in terms of small
manageable entlties looked after by a managemont toam, coor-
dinated by a manager who would be responsible for various
functions 1n an integreted manner. Farmars groups and organi-
zations also need to be activeted to perform these tasks,

2) Clgar Demarcation of Funciions and Responsibilitiss: The
functions assigned to the management team would be (2) land
development, (b) assuring water to farmers in the arsa
domarcated to them, (c) seeking Tarmers involvement in maine
tenance of the system {maintenance of field channcls and field
drains and structures), {d; management of input, and (c) manage-
ment of outputs including marketing and procossing,

7 Samual Paul, "Stratcgic fMenrgoment of Dovelepment Programmes :
Evidonco from on Interpetioncl Study InRS 1/4983 (UDG 55,06:338 982.2
(100-88) ong alea Somucl o oul, Stratogic, Managamont of Bublic
Programmess P3G Menogropn {(Mimes), Indisn Institut:. of Managumont,
Rhmodabad, 1081, -
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7)  Activating the Formors for Fapmers' Porticipation: Tho
managcment toam rosponsiblo for managing the smaller manageablo
ontitics would bo rosponsiblp for socking the participation of
farmers in tho optimum utilizaticn of the dicrigation input, Such
a participation is nocossary to promote the desircd waratbandi/rota=
tional wator supply and maintonence of tho system below tho cutlot,
and cotimum incnme to fersers wiich would bo main motivating
factecr in the optimum wse of tho rosources as well as particis
potione ' .

4)  Mourtical and Horizopial Linkenoes® Following the above, a largo
command area wculd have x rumber of small menagcabls ontitias,
It would bo necessaty to have a coordinating management at the
overall command arwa lovel which would bo the first order
management systom to perform the function of overall planningy
control and support servicos. Thus, all the small managoable
entitics weuld be vartically linked with the ovzrall cummand
area dovelopment authoritics. Towzrds this the axisting CRDA
administration would roquirc appropriatc medification,

ELach of the small manageable entitics would also bo linkod by
verious organizaticnal and aduinistrative prcocsses with, the

adjoining cntitins for a better coordinatlon.

Thus, theore would be ncad of a team of trained managurial
persannal &} at the cyerall commanc arca leval, and b} at thao smqller
entities at operating lovel. TheoSe managerial personnel should have
technical competence (irrigation snginecrs, gtCey as well as managerial
skills, In other werds, managerizl competence has to be added to
the tochnicel compotence. For the development of existing technical
manpower resourcus as managers of tho modified form of existing

CADA would requirs appropriate training programmes.

Training Effprts Nogpded

The efferts For training thess personnol should be aimed at
developing skills and techniguss that will assist to design management
intervention, make long term choices;concepts of service pollicics and
help in drawing from theseﬁrsquired acstign plans. Such & systematic
sot of integratod exscution plans constituto the core of strategic

management .
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Tr2ining that imparts such skills will provide the irrigation
persunnel to function as managers and hance oppartunities to mako
decisive choices out of diverse and conflicting requirements of
unrelated multiple service demonds that are generally made in field

situations,

R best suitable form of training, from the perspective of tha
need situation, would be thraa-tic- aporoach, This adopts a differe-
ntial approach to content and training for varicus levels and it
takos into acccunt the diverse nature of demands that project manage=
munt makes on different levels of the organization., As nature of
tasks assigned and accordingly the contextual situations in their
execution aro bound to diffsr between top, middle and grass-root
level of the organizaticn, their training nceds are bound to Jiffor

which is taken care of in this three-tisr epproach,

In the pressnt structure of organiiation of irrigatidhé
departmont of preojoct oxecution stage we have sonicr leuél enginaérs
(superintendent engincers and exscutive angineers) who draw up action
plans and chalk out/implementation strategy. In tho second leval, -
we have middle level enginsers (S00's, Sub-enginesrs) who control
and monitor the exzcution of varicus activities and sub-activities
and at the bottom level we have perscnnel who do the actual execution
of works and are in direct contact with the farmers (canal inspectors,
Amins and Chowkidars), HAs thc provision of development services is a
complex offort, it requires an‘environment where the implementors are
innovative, sensitive tn client needs and are motivated encugh to

work togother as a well knit team.

This thres-tier approach of training will provide opportunity
for such an understanding amongst the implementors involved in the
project, It dozs not treat in isolation the training nceds of a strata
of perspnnel involved but treats thoir contextual needs in relation
to the divergent functions that they aro required to perfarm through

individual as well as team efforts,
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Goncluding Remarks

The paper indicates that while tha scund training and
experience in technoclogy of censtruction of irrigation projects is a
ﬁecessary condition, -a sufficiency condition is the understanding
¢f instituticnal factors and strategies to deal with thesa, It
has also been brought out that the task of human ras.urcc dsvelopment
in irrigation sector requires information on the magnitude of
perscnnel involved at various levels of project operation and precise
inventory of job contents expecteod from them in relaticn to agsuring
the availability of water at right time and guantity to farmers and
use of other complementary inmputs te promote optimal utilization of

water for increasing agricultural production, : *

it is, thercfcre, strongly recommended that a working group
be constituted by the Flanning Commission/ﬁinistry c%ﬁlrpigatinn,
Governmant of India tc assoss the mégnitude of‘parsonnelétrained,
centent of training programme appropriate for various levels of
personnel and appropriate institutions in the country to design
and implement such training programmes in as short a period of time
as possible, The group should also be asked to work on performance
appraisal systems for these personnel, keeping in vicw the emphasis
on utilization of alreedy created potential rather than mercly on

-

construction of the'  in systems,

LR K B
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