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PREFACE

DIMENSIONS OF FINANCIAL VIABILITY
OF IRRIGATION COOPERATIVES

Anil CShah'

Mohani failed, may fail again

Mohani Irrigation Cooperative in Qujarat (Indo) wos a highly acdamed suaasssful
Famers’ Orgonization monaging the aonds tronsferred to it by the State Irrigation
Depatment. From 1978 when it wos estddlished, for the next 16 yeas it hdd its
reputation high attracting visitors ond admirers from dl over the country. The reputation
wos wall deserved. For 16 years it recovered dmost 100% of the water charges from
members. This amount varied between Rs. 1, 60,000 to Rs.3, 00,000%, depending upon
the area ond aop rased by the members. The sodety pad to the [ rrigation Department
100% of its due charges, rongng from Rs. 1, 80,000 to Rs.2, 30,000. Mohani irrigation
cooperative purchcsed a fractor and complimentary implements in the very first year
and hired them to memiboers of rares that covered sodety’s aost but still lower thon the
prevaling rares.

Al this mainly due to the first Charmaon Bhikhubbha who maonoged the sodety for first 10
years ond brought gory toit. | had visited the Mohoni sodety sometime in 1986 to learn
from its experienae how to initiate Partidpatory Irrigation Monogement (PIM) in AKRSP
progranme where | wes its Chief Exeautive. We were dI admiration the woy sodety wes
monaged. However aound lare nineties one stated hearing stories that modked the
achievement ond reputation of Mohaoni, which had started faling in payment of water
chages to the lrrigation Depatment. | wos therefore shocked to lean doout
dspaogng remarks doout Mohani. | visited the sodety in Aoril 98, wos distressed to
find a dhonged situation. The recovery of charges from the farmers dedined to 92% in
1996-97, 75% in 1978-98 ond then 59% in 1998-99 ond when | visited in 1999 the

! Chairman, Development Support Centre, Ahmedabad 380 058 / India - Presented at International
Conference on PIM held at Albania — June 2004



recovery wos 35%. The areas of poyment to Irrigation Depatment started
cocumulating. 1n 1995-96 cs against Rs. 160 Ickhs® due to Government, only Rs. 18 Ickhs
were pad, then no payment for the next two yecrs.

The mantencnce was poor. The reseach teom of our orgonization - Development
Suppart Centre (DSO - that visited the sodety next yea found that there were big

holes, uneven levels ond silt deposition in the aondis.

The monogement effidency had dedined. |n 1994, the sodety had dedded that the
famers who do not deon their fiddld dhonngls would not get water. This wos not
enforced. Again the conflids were inaecsing, mainly related to brecking of norms like
headreach famers toking water twice in rotation, exasssive wostage of water. The
Exeautive Committee mode rules, not ooserved even by members of the Exeautive
GCommittee. The sodety rased the pendty / fine from Rs.50 to Rs.500 for those who
breck the norms of rotationd water supply. Not enforced. Sodetys tfraodtor ond ondllory
equipments that were contribbuting revenue to the sodety, started maoking loss.

This downhill slide wos manly lbecause dffer Bhikhubhd refired, there were five
presidents in the next 10 years. There wos too mudh dependence on the seaetary, in
charge sinae sodety$ inagption. In fad seaeftays contrd ond domination is one of the
recsons for Mohanis falure. He had equated his position to a Government offidd ond
therefore whenever there waos revision in government pay-sade, dearness dlowonce,
the sodety, virtudly the seaetay coplied the same in his ase. Consequently the
administration aost went on rising so mudh so it become 38% of the totd expendture of
which 60% waos sdary component. Laxity in administration aggaovated. Famers so
monaged that they were charged for paddy aop af lower rare when they actudly rased
sugaraone aop deriving sodety of its due charges.

The sodetys dedine first showed in its fdlure to poy Government chages but the
dedine wos dlI- round in its physiad cssefs ond in its  finondd, administrative ond
lecdership arecs.

* Approximately 1 US $ is equivalent to 46/- Indian Rupees



DSC studed Mohani ond found that it had fdled because the monogement dd not
enfarae its rules and noms — water dhage adledtion dedined, sodety defaulted in
paying dues to Government, physiad system deteriorated — ond neither the load
moncgement nor the supervising authorities — the Irrigation Department ond the
Gooperative Department- dsdharged thair responsibilities of supervising and chedking
when deterioration wos toking place. Fdlowing the study, DSCs intervention ond
Irrigation Departments construdive response restored the finondd hedth of Mohani.
However, DSC wos not confident that Mohoni would e shining forever. If those
responsible far ensuring hedthy working of irrigation cooperatives, partiaulaly sodetys
own monagement, dd not attend to their responsibility, Mohoni maoy fal agan. In fad
that wes the title of DSCs study — “Mohani may fail agan’™

Issues in hedthy working of irrigation cooperdative

DSCis engoged in promoting ond supporting loocd orgonizations of the stckehdlders like
irrigation cooperatives and therefore it is interested in examining their fundioning ond
identifying issues that need to be attended to for ther hedthy fundioning. DSC
therefore undertook study of seven irrigation cooperatives in Gujarat promoted by NGOs
o wal o [rrigation Department. The sample irrigation cooperatives were purposively
sdlected that were fundioning for five years ond were loaated in different dstrics. The
study looked at vidaility of the |G from finondd ange - the expendture ond the income
of eadh sodety over the lost 5-7 years.

The man items of expenditure for irrigation cooperative ae:
e administrative expenses - seaetfarys sday ond other administration costs.
e Manfenonce ond repairs
While fronsferring the responsibility of mantaning ond operating the aond system,
Irrigation Department in Gujorat permits irrigation cooperatives to retan 20% of
water chages adledtion for its administrative aost ond 30% for maintenance ond
repairs (M&R).

? 10 lakhs is equivalent to 1 million



Expenditure Analysis

The study brings out to what extent expendture on administration is covered by the
got for administration ond similaly for M&R. From the detdled compadde
information avdldde from four irrigofion cooperatives, it is found that the
expendture on mantenonce ond repars is 2 1o 4 times the gont received from
Government.

The situation with regard to grant ond expendture for administration for the four
irrigotion cooperatives is cs under:

Govternment

Names of Grant for | Expenditure on Proportion
Irrigation Administration | administration of expenditure
Cooperatives Rs. Rs. over grant (times)
Kokdamba 7507 42000 6
Ghopadvav 13700 25700 1.8

Rongour 10700 6000 0.43

Thdota 53900 11500 1.95

I is seen that exagpt in aose of Rangpur, dl irrigation cooperatives are spendng 2 to 6
times more than the Government gront they received for the purpose.

The irrigation cooperdtives in Qujaal ae dde to spend more than Government
cssistonae because they are permitted to fix woter dharges that may e higher thon the
Government rates.  Considerdde efforts had gone into seauring such on order from
Government that is recorded in my paper “More or Less™.

It is highly aedfworthy of the irrigation cooperatives that they dedde to charge mudh
higher dharges for supdying water thon Indcs I rrigation Departments, which in most
of the states are undde to rase woter rates for decodes.

> Describes the process of influencing changes in conditions of incentives and disincentive in the govt
schemes of transferring govt irrigation projects to Water Users’ Association (Prepared in IDS in 1996 and
updated in 1999)



Income Analysis

Andysis of averoge of income generated through addfiond water charges s compared
tfo government gaont for administration s well s operations and maintenonce is

presented below:
Average

Names of Average total income of Proportion of addl. water
irrigation govt. additional charge income over govt.
cooperatives | assistance water charge grant (No. of times)

Rs. Rs. Rs.
Kokdamba 20000 61000 3.05
Chopadvav 34400 70000 2.03
Rongour 26700 23000 0.86
Thdota 14500 18000 1.24

The irrigation cooperatives ae deddng water rates 1.43 to 2.7 times the
Government rates, to rase funds that would enddle them to meset their odligations of
maintenonce of aonds & wal &6 monaogement of water dstribution. Thus the
experience vdidates the cssumption that |G would behave in responsidle manner,
when irrigation cooperdtives were permitted to dedde their warer dharges. The
stipulation that water charges to be fixed by irrigation cooperatives should not e
less than the Government rates, waos bbased on aoprehension that some irresponsible
leaders of irrigation cooperatives moy dedde water rates below the Government
rates but adequate to meet their obdligation of paying Government charges. This s
possible beaause from the woter dharges cdlected, the irrigation cooperatives have
to pcss on to Government 50%  of the charges levied Some irrigation
cooperatives, shat of funds, may indulge into populism ond in the proasss, may

neged ifs responsibilities for good monagement ond particularly, good mantenonce.

Managing funds wisely

e Radsing adequate resourass for aoministration ond O&M is not enough. It is
neasssay to make sure that the monagement of the cooperatives is effident and
economiad. The study brings out that this is not dways the ase. Chopadvav |C



for instonce, doubled the seaetarys sday in the year 1998-99. As the ase of
Mohaoni hos shown irrigation cooperative has 1o e very aareful ond vigilont doout
seaetarys sdary. It hos to e adequate to aftrad a competent person, but of
the same time it should have some reldtion with quontum of work thaot maoy
come down substantidly in the years when there may not be ony irrigation s it
hoppened in ase of Rongour and Thdota in 1999-2000 ond 2000-2001. No
irrigation, no Government gants, no income from additiond water dharge and
yet minimum expendture on administration hos 1o e incurred. Since in such a
situation worklood comes down substantidly, the irrigafion cooperative aon
negotiate with the seaetay how mud of his regular sday he would forego.
This hcs actudly hgopened in ase of Rongoura when the seaetay dd not draw
any sdary during the drought years where there wos no irrigation.

e The irrigafion cooperative hos dso to mantan fight confrd on  ofther
administrative expendture — fa example, in axse of Kokdamba IC ,
administrative aost is mudh high ar on average of Rs.32,000/ per year - (per
hectae Rs.116/-) o6 compaed to Chopadvav |Cs average of Rs. 13500/- (per
hecdtae Rs 36/-), Rongour§ averaoge Rs.2000/- (Rs.9/- per hedae) and
Thdotos average Rs.5,500/-,(Rs.7/- per hedae). Coviously there is
consideradle saope far redudng expendture on administration in Kakdamba ond
Chopadvav that inddentdly arein fribbd arecs of south Gujorat,

Real Test of Financial Strength

Even if a good irrigation cooperative attends to routine ond mgor (annud) repairs,
s dsaussed later, it may suddenly need funcs for meeting emergency needs. Like
ony other well maonoged orgonization,  irrigation cooperatives should regulaly save
funcs that they con aoasss in emergency. DSC study hos brought out the finondd
strength of the irrigafion cooperatives in terms of surplus funds avaldde, cs shown
in the falowing tddle:



Finondd Strength of IG (s on March 31, 2002)
(Figures in Indon Rupees)

Kokdamba | Chopodvav | Degowada | Jetpur * | Rongour | Thdot
b
1) Gosh at bonk 220445 6827 79124 73 223943 | 82348
2) Payddes 205910 474919 0 1300 0 0
3) Recgivades 139742 567259 84424* * 0 40000 0
4) Shae Cxoitd 102700 69802 1900 3410 13400 22200
5) Surplus 51,577 29,365 161,648 -4637 250,543 | 60,148
valddle

(1+3-2-4)

*I1is now dmost defund beaause of extremely high non-recovery prodem. Figures
of this ICae for year endng March 31, 2000

** Reocovery low lost year beaause of conseautive aroughts.

It would be seen that exagpt irrigation cooperative Jetpur, which is dmost defund,
dl irrigation cooperatives have saved sizedde amounts which they aon aaoess during
emergency. These funds dso help the irrigation cooperatives to tide over drought
years when there may be smdl or no area under irrigation and therefore smdl or no
income required for unavoidddle expenditure.

Tricky I ssues in Maintenance and Repairs

Mantenonce of aonds is a very importont responsibility fronsferred to irrigation
cooperatives. They must affend to proper mantenaonce of the systems tfransferred to
them, otherwise cs in ase of Mohani, the system would deteriorate, redudng the
aeairrigated and consequently fdl in woter charges colledtion - leadng downhill the
working of enfire sodety. DSCs reseacher hos looked intfo various faoets of
mantenonce such o8 Government norms  (which ae never godlied in pradios),
norms suggested by various cooperctives (for which there is no large basis ).
However the sulbjed is so important that HR Wdlingford UK, instituted a study
lecdng to their publicotion of “Quiddlines for Irrigation System Mantenonce* .
They have suggested regular inspections during operations ond mgor inspections of
the end of irrigation secson. Some of the importont points Mmade in the Guiddines

ae:

e Routine mantenonce

® HR Wallingford Ltd. Howbery Park. Wallingford, District, Oxfordshire.
Wallingford OXON OX10 8BA. UK
Web; http;//www.hrwallingford.co.uk




e  Annud mantenonce — should be plonned when the irrigation system is shut
down to permit desilting, gate repdr and panting, dhonnd protedtion works,
eathwork etc

e |f regulaly mantaned, mantenonce aosts are smdl s compared to the benefit
of relicdde water supaly.

o Manfenonce is preventive — “astitch in time saves ning”.

e Emergency mantenonce — urgent o temporary repairs required to mantan
water ddlivery falowing breaching or sudden fdlures in the system.

e  Cdendar for repdrs ondrecorcs 1o e maintaned

e [nspedtions, survey ond design

e Priorities for various maintenonce prodlems

e Budgeting for mantenonae etc— reserves for future ond emergency mainfenance

However it would e unredistic to exped that the |G will folow saupulously such
@uiddines. The tendency is to “stitdh” when there is a “tae”, to undertcke repar
only when there is a breckdown (emergency). This is true for other cssefs dso-
motor aor, house, even ones own body! As arule no one likes preventive axre. This
may e unwise and the suppoarting s wall os supervising agendes must hep the | G
fo introduce regimes that will ensure preventive maintenonce s well s domaoge
contrd in time. Mantenonae regmes should be certanly part of the franing of the
office bearers of the irrigation cooperatives. This should dso e pat of “performaonce
review” by amulti-dsdplinary feom, ot lecst once in two years, s recommended by
the @iaa Tosk Foroe on Patidpatory [rrigation Monogement. Unless this s
infroduced ond doserved, irrigafion cooperatives may go the same woy s Mohani.



Executive Summary

Finonadd vidaility of an institution imglies that the institution is copdde of generating
enough funas for meetfing its regular operation and mantenonce (O & M) ond
emergency expenses. The obedives of the study were- identify ond andyze the aiticd
fadars for finondd suaasss/ falure of irrigation co-operatives, didt the consdous steps
token by the supporting agency ond famers for ensuring the finondd strength of these
|G, ond develop recommendations for fostering ond enhandng finandd vidaility of the
|G while simultaneously tcking adequate aaore of M & R of aondis.

Only the |G that have been adive far af lecst five years ond had experience of watering
for of lecst three years were considered for the study. Seven |G were studed. Four
supporting agendes - AKRSP, NMSWDF, DSC, ond I rrigation Department were involved
in the study. The present finondd status of the WUAs (induding expendture ond
income ondysis) dong with situation of maintenonce ond repars, situation in arought

years, comparison of water charges, ond saope of dversification wos ondysed.

Andysis of expendture reveded that the WUAs are inaurring high expendture on
sdaries ond administrative expenses. Of the totd expendture incurred, seaetarys
sday is dmost 15% in Kakdamba, 26% in Chopodvav, 10% in Rongour, and 22% in
Thdota Operatars’ sday tckes the lagest portion of the expendture- 33% in
Kokdaomba, 22% in Chopadvav, 41% in Rongour and 33% in Thdota Administrative
expenses ae vey high in Kakdomba (45%), then Chopadvav (29% ), fdlowed by
Thdota (20% ) ond is very low in Bhetcsi (7% ) ond Rongour (only 5% ). Kokdiamba
invests very less in mantenance and repars. After indudng vauntay Idoour , aound
8% is investedin M & R here. In Bhetosi 58% of expendtureis on M & R, fdlowed by
Rongour (43% ) & Thdota (33% ) ond then Chopadvav 24% . In both the lift irrigation
co-operatives, sdaries (operatars’ ond seaetarys) aococount for nearly 50% of the totd
expendture. Expendture on M & R of lift-irrigation infrestructure aoccount for 15% in
Degowada and 20% in Jetpur. Rest is spent in administrative component whichis again
dso very high.



Per hecdae surplus generated by the dfferent |G ae Rs.16 (Kokdambad), Rs. 128
(Chopadvav), Rs. 127 (Rongpur) ond Rs. 124 (Thdotg). Lift irrigation sodety Degowada
generates per hectare surplus of Rs. 294 while Jefpur generates only Rs. 21.

The addtiond water charges (rongng normdly from 15-20% higher thon government
water charges) levied ae dverted to meet the sday of the pdd employess and
administrative expenses. For redudng expendture, vauntary Idoour wos found to e on
effective meons and has been institutiondized by Rongour and Kakdamba, ond to some
extent by Chopodvav. Kakdamba saves aound Rs. 25000-30000 every year through
vauntary laoour on minars s well s man aond. Chopadvav has dso saved through
valuntary Idoour in the post but this is not aregular exerdse. Rongour dso saves around
Rs. 15000-20000 each year through vauntary [coour.

Income andysis reveded that government rebate for operation & mantenaonce is
importaont for meeting the finondd neecs of the |G. On an averaoge Kakdamba ond
Chopadvav have got aound Rs. 20000 and Rs. 33000 os rebate respedively. Rongour
ond Thdota Rs. 27000 and Rs. 15000 through rebate. Additiond water charges (over
ond doove government rates) is the only flexible ond substontid means to augment the
revenue of |Gs. |1 varies from 15-20% for indvidud aops, ond Rongour has even levied
up-to 100% higher additiond water charge on one aop. Different |G employ different
method of charging addtiond water rates, Rongour & Thdota charge on aop-area boosis
(margin being higher for high vdue aops e.g. for Wheat the margin is Rs. 85/ Ha while
for Costor & Mustard, the marginis Rs. 143 / HA), Kokdamba & Chopadvav charge flot
rate for dl the aops per watering, Degowoda charges flar rare for dl aops consuming
less water for whde secson while higher rafe for aops needng higher amount of water,
Jefpur dharges on vaumetric loosis, while Bhetcsi doesnt levy addtiond water charges.
Interest from bonk is very useful to meet the neecs of |G in the drought years ond for
buildng reserves.

Andysis for drought years reveded that goart from diversifiaation (only undertcken by

Thdotg), interest from aosh o bank is the only source of income. Kakdiambag,
Chopadvav ond Degowada have inaurred heavy  losses. In Kakdiomibo, Chopadvay,
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Rongour, and Thdota the expense inacurred on M & R is nil. In Kokdamba ond
Chopadvav substontid expense on sdary of seaetay in the drought yeas have been
inaurred (Rs. 12000 ond Rs. 24000 respedively)

Andysis for diversifiaation wos done ond it wos found that this is on over-emphosised
caea by the Pl As. Diversificotion hos a limited scope and hos to ded with a number of
issues. Henae this palicy should not be over-emphasised and generdised. Diversifiaation
should only be undertcken offer sound plonning for longterm effeds ond effedtive

nmonagement.

The study hos brought out fadors affecting finandd vidhility which acon e grouped into
two mgor aategaries- Fadors which aon be dtered ond those which aonnot e dtered
Factors which aonnot be dfered ae- commond area per unit length of cond, cond
sections & strudtures, woter avaldality, number of sharendders. The faodars which aon
be dtered to cssure higher finondd gans and minimum losses for the irrigation
cooperatives ae- lined and unlined aonds, interest from assh of bonk, suksidy for
maintenonce ond repairs, avg. addtiond water cdharges ganed/ha, vountary aoour,
recovery prodlems, effident water distribution, dversifiaation adtivity ond administrative

expenses.

Findly, the outcome of the reseadh study suggests thar vauntay Idoour should be
institutiondized s it is on effedive aost-autting mecsure. Vdue of vountary [doour
contributed by the member famers should be entered separately in the book of
aacoounts. Margin on water dharge should e higher for high vdue aops thon that of low
vdue aops ond charges on per warering basis aon e levied for ensuring that famers
using higher quantity of water should pay higher.

Befter monagement of irrigation system should e ensured to inaecse the commond
aeq irrigated. Some portion of yearly surplus of the I1C should be degposited s fixed
deposit to earn afixed stream of money. As of now, of the rebate of 30% on the timely
poyment of water charges is for O & M (which indudes Operators’'sday os well s M &
R gont for the conds). From this
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rebate of 30% of water dharges offered by the government, some proportion should be
reserved exdusivaly for mainfenance & repairs. Norms should be evaved for ensuring
adeauate investment in M & R.

Rule conformonce should be ensured for avoidng gave prodem of non-recovery, and
dversifiaotion should e undertcken only dfter long-term ponning.  Separate entry
should be macke in the ook of aooounts for the seaetary and the operatar instead of
one enfry under sdaies for befter andysis ond monitoring of the expendture.
Seaetays sday should be linked with the anount of work done. During arought years,
no sdary should be pad to the stoff. The | Cshould monitor its administrative expenses.

In the schemes where the government has charged higher rafes for one or two support
watering in Kharif secson, charges should be taken badk by the loser |G in retrosped.
Supparting agendes like AKRSP (1) ond DSC should fadlitatre this proasss.

Bi-onnud performonae review of the irrigation cooperatives s recommended by the
Tosk Force on PIMin Gujarat should be infroduced,

These suggestions if adopted aon provide the mudch needed push to |G for adchieving
goad finondd hedth ond finondd vidaility. Findly the study paints to the need of anew
reseach study — ‘Consequence of non-maintenance of aonds’, ‘mantenonce neecs for
long term infrcstructure hedth, ond ‘procedure for proposing gront requirement for
maintenonce ond repairs of irrigation system:.
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1. Introduction

" Finondd vidhlity of a aond water users” assodation (WUA) implies that it is addle fo
generate enough income to meet its regular and emergency expenses and af the same
time invest aoequatdly in the maintenance & repairs of aonds. ”

Though the finondd viddlity of the Irrigation Gooperctives (IG) is considered
imperative and vitd for the overdl smooth funciioning ond sustandality of this
institution, there is this death of studes spedfiadly deding with the finondd
funcioning of 1G. This moy be dtributed to the fad that in the initid stages of
formation of ony institution, the sodd dynamics are very importont. |t is the sodd
proassses and the dynamics between the various stakehdlders, which ensure a sound
initiation of ony institution. However, cs the instfitutions stat fundioning, they need
money to cover their running aost. Thus, it is here that the finondd working issue gans
mudh importance dong with the sodd dmension. The |C should be dde to generate
some surplus for aoping with the unforeseen requirements. A nationd workshop on
patidpatory irrigation monogement (PIM) (Water Resource Orgonisation, World Bonk
I nstitute, ond InddNPIM, 2001) dsaussed issues related to finondd sustandaility of 1[G,
|1 recommmended vesting of water tox ond operation & mantenonce (O & M) funds with
the I1G; issue of water axds like ration cords, ond dversify into profit generation
adhivities like agro-forestry ond development of community grazing land.

Qdites ond Peter (1999) recommend raising water charges to three times ond dso
going for private sector investment ond water rights & woter markets.  Woter charges
ae a very important source of income for ony |C Though this issue hos been widely
acoepted by mony schdars ond researchers, Perry (2001) insists that this is unlikely to
e within the oditicdly fecsibe” ronge. He emphasizes the significonce of margind
price of water. The issue on water pridng faoces a mudh deloared dlemma to regad
water s on economic good o & A basic negsssity. Perry, Rodk, ond Sedkler (1997)
dsauss this issue very interestingy ond adeptly ond expain that the complexity of the
chaaderistics cssodated with this resource maoke it extremdy dffiault to arive upon a
water charge and in some ases use of purely economic instruments moy even lead 1o
unpredddde negative consequenass. Diversifiaation into other adtivities hos been dso
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advoaated to inaecse the revenue of the |G, Meizen-Didk (1994) point that inaecsing
profitchility implies aneed to dversify the adtivities info multiple functions. Helmi (2000)
goss further and suggests the need to venture beyond water-foaused monagement.
‘Beyond Irrigation o8 a Sodo-techniad Proasss: Moving Towards [ rrigafion cs Business
Proasss” is asignificont line of ondysis he has taken in his work. Veneradon and Reyes
(1983) in their comprehensive study of irrigation cssodations with non-irrigation
adtivities list anumber of non-irrigation adtivities baeing undertcken by many 1 G.

Apart from the dversifiaation adhivities, Patel (1990) emphcsizes that benefits of 1C an
be inadecsed by inaecsed utilization of irrigation potentid (whidh is very important for
the suaasss of partidpatory irrigation monagement). The irrigation potentid aeated aon
e optimdly utilized if the O & M adhivities are adeaquately finonced, The aosts incurred
by |G aon be dossified into two types - Copitd aosts ond O & M aosts. The PIM pdicy
of the Government of Gujarat, Inda (Development Support Centre, 1999) mentions thot
for meeting the mgor aopitd expendture on rendailitation of aonds prior to fronsfer,
the government will poy 90% of the acost ond the famers have to pay the remaining
portion. The arongement under PIMis the |G cdlledt the water charges ond retan 20%
for their administrative expenses, 30% for the mantenonce of conds tronsferred, and
the remaning 50% tronsferred to the government. If the cost of administration &
mantenonce exaeeds the government gront the O & M aost has to be met by the IC
themselves. The Task Forae on PIM dso recommends using the space avaldde dong
the aonds for plontation rasing ond henae augmenting the finaondd resouraess of the | C
Thus generating enough finonoss for covering the O & M aosts is imperctive for the
vichility of these cond WUAs.
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2. Background and Rationale

In the badkarop of the PIM pdlicy ldd down by the Government of Gujarat (GoG) in
1995 (Development Support Centre, 1999), the government o well o8 vduntary
ogendes had initiated a number of WUAs registered os | rrigation Cooperatives (I G).
The suaosss of these famers' institutions depends on vaious foadors sodd,
administrative s wall os finondd. Though most of the |G are sfill in their early stages,
some aon be identified o being finonddly stfrong, and some s wedk. |f we andyze the
history of co-operatives, we will find that most of the faled co-operatives were wedk in
their finondd position. Thus, finondd vidaility ond sdlf-suffidency is a must for a co-
operative to be sustadndde and meet the regular Operation & Mantenance expenses
(indudng administrative expenses, sday of seaetay, sday of operator, ond
maintenonce & repars of aonds) ond ensure proper maintenonce & repairs of the aond.
It thus lbbecomes imperative to find out the various aiticd fadtors that ensure finondd
strength of the |G, ond the various steps taken by the co-operctives to inaecse thear
revenue and contrd aosts for better finondd monagement.. This exerdse gans more
importonce in view of the proposed legisiation of the GoG, which proposes to fom |G
(WUAs) by legd mondate throughout the state of Qujarat. The rde of subsides and
gaont by the government in ensuring the finondd soundness of the |C dso has to be
andyzed. The oufput of the research study aon provide vduadde inputs to the pdicy
maokers to enhonce a condudve environment for suacosssfully promoting the |G by
Government Organisations (G3s) and Non-Government Orgonisations (NGOs).

3. Objectives
The fdlowing are the man odgjedtives of the study-

e |dentify ond ondyse the aiticd fadors for finondd vidaility of irrigation
cooper atives

e Elidt the consdous steps taken by the supporting agency and famers for
ensuring the finondd strength of these | Gs.

e Deveop recommenaations for fostering and enhandng finondd vidhility of the

|G ond ensuring proper ond regular mantenonce & repairs.
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4. Methodology

For identifying the aiticd suaoess fadars, detdled study deding with finondd cspect of
the selected co-operatives wos aarried out.

4.1 Sampling

PIM in Gjjarat, though launched in 1995, has not mode much progress in terms of
numbers . However Gujaat government’  serious intention of sading up PIM is known
from its gopaintment of a Task Force on PIM ond the comprehensive report it hos
submitted to government in Aoril 2003. In view of this scenario it wos considered useful
to mcke quditative study by toking such a sample that will bring out the fadors thaot
impadt the finondd vidaility of WUAs and what pdicy meosures may e aopropriate for
ensuring it when the law is enacted ond alarge number of WUAs are estcddlished.
Purposive Sompling wes used in the study. The list of dl the |G that have been active
for of lecst five years ond had experience of irrigation for at lecst three years formed the
sampling frame. The finonddly strong ond weck co-operclives were identified ofter
dsaussion with the senior staoff of Development Support Centre (DSO), Aga Khan Rurd
Support Progpanme (AKRSP), NM Sadguru Woter and  Development  Foundation
(NMSWDF) ond the Irrigation Department. Seven co-operatives were studed.

4.2 Data Collection

Secondary data was collected through the record of different supporting
agencies. The Income-Expenditure Account and Balance Sheets of the various
ICs were collected. Primary data was collected through focus group discussions
(FGDs) with the Executive Committee (EC) of IC, personnel interviews with the

field implementation unit staff and various policy level actors.

4.3 Tools used
Checklist ond Ooservation were used s tod for primary data adllection
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4.4 Data Analysis

The aooount books of the various |G were ondyzed for cssessing the trend of revenue
generated, operation & mantenonce aosts, ond reserves & surpluses. As wel o the
various steps token for improving its finondd strength were studed. Findly, the factors
offecting the finondd vidaility were didted through dsaussion with the members of | G,

supparting agency ond pdlicy level adors.

4.5 Limitations of the study

The fdlowing ae the limitations of the study which dso expldn the vaiation in the
findngs to a cartan extent-
e Since dl the cond irrigation cooperatives studed ae based on the prindple of
flow irrigation, the commond aea per unit length of aond is dfferent in dl the
QCBES.
e The geogaphiad aea, and hence topograohy varies from one | Cto another.

e There would be dfference between expenses on lined ond unlined conds.
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5. Findings and Analysis

The study findngs ae presented cs falowing —
e Presentedstatus of Finondd Vidaility
-- Andysis of Expendture
-- Andysis of Income
e Situation in drought years
e  Compcrison of water charges
e Soope of dversification

Note: The profile of samnple [ rrigation Goopercative is artached s Annexure 1 (Page 57)

19



5.1 Present status of Financial Viability

Analysis of Expenditure-
e  Mantenonce & Repairs expendture
e Sday of seaetary, operator ond other stoff
e Administrative expendture
e Mnimising expendture through vauntary laoour

Analysis of | ncome-
e Government cssistonace for-
--Maintenonce
--Monagement
e Addtiond water rate adlection
e |nterest from bdaonce a bonk [ncome from addtiond servicess

e (Others- such os pendty

Other factors which affect income are-
e  Quontum of water avaldde
e Areqirrigated
e Recovery
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5.1.1 Analysis of Expenditure

Mdntenacnce & Repadirs Expenditure-

The average figures of various components in O & M expendture (indudng expendture
on mantenoncae & repars of aonds, sdary ond administrative expendture) show that di
the |G are spending alarge portion of their expendture in the sdary ond administrative
component (detadled | C wise information on income & expendture given in Annexure 3
on page 50). The Irrigation Department gives suksidy for O & M in the form of reloate
on timely poyment of water dharges (60% of water charges levied by the government-
30% points for M & R which indudes operatars’ sday ond 20% points for other
administrative expenses). The tdde baow compaes the actud suksidy given by the
government & adud expendture inaurred by the | C

Table 5.1.1: Comparative analysis of M & R funds subsidy and expenses for canal ICs (average)

IC Subsidy given by the government for | M & R expenses incurred by the IC
M & R (Rs.) (Rs.)

Kakdiamba | 7464 28699

Chopadvav | 7744 21240

Rangpur 16049 32660

Thalota 8644 15838

Note: Bhetasi was not included as data not avaiable
M & R here includes canal maintenance & repairs, operator’s salary and voluntary labour
Average for subsidy has been calculated by taking only the years when subsidy was given

A sudden rise in administrative cost in 2001-02 in Kckdomba |C wos aoserved., When
this wos probed, the | Cmembers offered no plausitle explonation. Qperators sdary wos
dso very high this year s three operataors were engoged though less area wes irrigated
this yecr.

In Chopadvav, seaeftarys sday wos inaecsed to Rs. 2000/ month in 1997 -98 which
wes |later reduced to Rs. 1300/ month.

Kokdaomba hos received subsidy for four years of the totd five irrigation years fill 2003,
in which the expendture incurred on M & R expenses s well o5 aoministrative expenses
is higher than the government suksidy. Similarly in Chopadvav whidh hos  received
subsidy for only three years (bbeacause of |late payment of water charges) though it hos
dstributed water in eight years, the administrative expenses are higher thaon the sulsidy
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in dl the three years while the M & R expenses are less thon the sulsidy recsived for
one yea only. Thdota dso hos similar results. OfF the four irrigation years, it hos spent
higher on M& R cs well s administrative expenses os compared to subsidy recaived for
the same for dl the four years. The only axse of exagption is Rongour | C where though
the M & R expenses inaurred are higher thon the suksidy recsived in dl the three
irrigation years, the |Chos manoged to aurb its administrative expenses which are lower
thaon the subsidy recsived in each year.

S_perGin;in_M 8:2 o_fm;n :an;fcmng_ou:id:ih:p;-v;w; Ig - -;
A very interesting finding is related to the maintenance & reodirs of Chopadvav irrigation |
scheme. This is a medum irrigation scheme and aonsists of 19 villages. Since the areas |
hilly and the tooogrgohy undulating, each year in the rany secson a substantid portion of I
he man aond is breached Though only the aond below the outlefs have been fransferrec I
fo the | C for maonagement, the need for rgodring the man aond is essentid and urgent |
before dstribution of water, otherwise water con not reach the tal-end Since the I
government has shorfage of funcs and it takes considerdble time for the government fc
react to the situation, the |Cinaurs dl the expendture for the mantenance of the man
aond ond hence it is foraed to neglect the M & R neecs below the outlets. The rebate of
30% is not suffident since the man aond is dso mantaned by the | C This is importont
and shows a sense of responsibility and priority in the management and mantenance of

ands for smooth and equitadle dstribution of water,

Are the GoG norms for maintenonce and reodirs godlied in redity?

Though the government norms have been set for ensuring optimum investment in M &
R of aonds, in redity the procedure for ariving of the M & R needs is very dfferent. In
the aexs where PIM has not been implemented and |G not formed to monage water
dstribution, the offidds from the irrigation department csaertan the requirements ond
neecs for maintenonce & repars of the aonds. This is done by taking in view the
existing situation in aconds. It hos no relation to the quantum of aea planned to e
irrigated and the unutilized potentid. Such on estimate is prepared ond submitted to the
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irrigation department by dfferent dvisions. The depatment, becouse of finondd
aund, rdeses gont for only for the requirements which it considers important ond
urgent. In the drought yeas, expendture is seldom inaurred by the irrigation
department o there is no water distribution ponned. This procedure is not relevant in
the PIM arecs where the irrigation co-operatives have been formed cs gront is provided
by the government for meeting the M & R expenses. This gant is in the foom of 50%
rebate on timely poyment of water charges. In adrought years therefare, there is no

gont for repar & mantenonae of aonds in the PIM aecs o5 well.

Qotimum Maintenance & Repairs Expenditure required:

An exerdse wos undertaken by DSCin four |G (Kakdambao, Ghopadvav, Rongpur and
Thdota) to find out the what is the “gotfimum level of expendture” accordng to the IC
functionaries which should be undertcken by the |G for ensuring proper M & R of the
aonds. The exerdse wos undertcken o8 a foaus group dsaussion dong with the
exeautive committee memboers of the |G, and the supporting agency field level staff. As
per the famers of the respedive | G, the optimum average yearly expendture required
for ensuring proper water dstribution s well s taking axre of the long term physicd
infrostructure need of the aonds is aound Rs. 60000 in Kokdomba, Rs. 75000 in
Chopadvav, Rs. 40000 in Rongpur ond Rs. 10000 in Thdota The opfimum average
vealy expendture required per hedae of GCA is Rs. 65 in Kckdamba, Rs. 51 in
Chopadvav s well a8 Rangpur, and Rs. 60 in Rongour. | n redity however, the |G only
undertcke expendture only on the urgent neecs of M & R which will ensure proper
dstribution of water. While the expendture needed for long tferm acond infrostructure
needs are not being undertoken becouse of paudty of funds s well s no evident short

term gans.
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Management of income and expenditure in PIM areas facing shortage of water |
collection in Dam- A case of Guhai I rrigation Scheme. I

DSC hos supported the formation of 14 |G in the command of this irrigation scheme of |
which four ae in their initid stages. Nine |G of those that are registered have not |
undertaken water dstribution because of shortage of water in the aam. Parbada IC hes |
experience of water dstribution for one year only while no water has been distributed in the |
lcst five years. |

I
O dl these |G, three spend some amount on misaallaneous expendtures (aound Rs. I
1000/ annum), which indude exposure visits, AGBM, etc The only source of income is |
interest from acsh af bank. Parbaoa has around Rs. 20000, while the other two (Ldpur & |
Katwad) have aound Rs. 8000 in their acocount. No |C inaurs expendture on sday of |
seaetay. Minimum expendture is inaurred cs administrative aosts, which is negligble in I
most of the axses. Thus the | C understand the fadt that they have no income ond hence
have monaged to aurb thair expendture. But the |G which inaur some misagllaneous
expendture and don't have suffident income from interest are spendng some money fromr
their share aqaitd. If for some coming yeas, there is no substantid income, then the share
axpitd would deaecse substantidly. This aan be negative for the | Cin the long run and an
even pose athredt toits finandd viahility.

A substontid portion of the expendture inaurred by the |G is spent in paying the
sdaries of the operatars & seaetay. negecting the M & R of aonds. The average sday
pad to the seaetaries in the normd years is Rs. 1000/ month (for dl the 12 months),
and Rs. 2000 in the ase of Chopadvav. The villogers fed that there should be a person
who should be responsible ond accountadle for the working of the IC, ond ¢s there is
poper wak for dl the days in a year, the seaetay should be pad As par the
supparting ogency, that is AKRSP, there ae few villogers who aon toke the
responsiblities cs aseaetay. In Mehsana, where DSCis promoting PIM, its view is that
in the initid yeas when the finondd situation of the |G is not strong, the seaetaries
should not to take sdaries during the months when there is no water dstribbution ond
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hence less work. But s soon ¢s the | C bbecomes strong, the seaetay aon take regular
monthly sdary.

What is the 20% and 30% rebate for?

There wes the aonfusion in dl the cond |G studed The members of the |G are
not sure which expendtures items could be unacertaken from 20% grant anc
which from 30% grant.

Another misconagption, which is prevdent amongst the supporting staff as well is
that their understondng is that goerator's sday has to be met through 20% |
rebate (which is for administrative expenses) while cs per the government |
guidklines, it fdls under the 30% rebate which is meant for manfenonce & |
reodrs. The seaetary’s sdary though has to be met from the 20% rebate. |

|
Qoerator’s sday takes a mgor portion of the gant for M & R, and hence ||

inadequate investment is undertaken in M & R of aands done. Since there is nc ||
| sepaate dloadtion of funcs for M & R of condis, this aon be detrimentd to the |

| aond infrostructure. in the long run. |

Administrative Expenditure-

Exogpt Rongour and Bhetcsi, dl the |G ae spendng a sulbstaontid portion on the
administrative expenses. These indude expendture on mestings, fronsportation,
postoge, audt fee, efc  Amost 40% of the totd expendture is inaurred on
administrative expenses in dl the aoses exagpt Rongour & Bhetcsi.

Voluntary Labour-

Vaoluntary labour wes found to be the most effective aost-autting mecsure. But only
Rongpur and Kackdiamba employ this method for saving expenses. |n Rongpur, the initid
two years of water dstribution monoged by the | Cwithesses a vauntary contribbution of
cooroximately Rs. 10,000, which incecsed up to the levd of Rs. 20,000 when another

minor come under the monagement of the IC The IC enforass arule aooording to
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which each member famer hos to contribute to desilting ond aond deoning adtivities
every time during water dstribution, ond hence the O & M aosts ae reduced
Kokdaomba |C dso uses this method for desilting ond jungle autting before woter
dstribution every year. Through vauntary ladoour, desilting & jungle autting is dso done
on the main cond which fdls outside the purview of this IC In the other |G studed,
this aost saving meosure waos not found to be used very effedtively. Though there are
instonass of contribution through valuntary laoour, this is not a formd exerdse ond ¢s
planned o5 in the acse of Rongpur. 1N axse of LI cooperatives, most of the work needed
to e done for proper maintenonce of pipdines is of technicd nature, ond hence the
saope of aost autting through voluntary laoour is limited.

26



5.1.2 Analysis of Income-

Surplus income -

Surplus income for indvidud WUAs wos adaulated by subbtradting the totd O & M aost
from the fotd revenue (sum totd of income from waoter charges, interest from lbank and
income from dversifiaation). Surplus income is highest for Chopadvav (Rs. 41587)
fdlowed by Rongour (Rs. 31112). Degowada and Thdota have surplus of around Rs.
20000. Kckdamiba (Rs 8333) ond Jetpur (Rs. 3253) have low surplus. Per hedae
figures were dso adaulated which vary from Rs. 294 for Degowada to Around Rs. 20 for
Jetpur. Chopadvav, Rongour, ond Thdotahave asurpus of aound Rs. 125 per hectare.,
Kakdamba has a surplus of only Rs. 16 per hecdtae. The detdled adaulations for
indvicud |G ae atached s Annexure 6. Averages were adaulated for a comparative
ondysis between dfferent |G, Figures were adaulated only for years in which water
waos dstributed. Cdaulations for arought years have been given Idter.

Interest from Bdaonce at Bank-

In dl the ases exagpt Thdotg, inferest from ash at bonk wes found to be the only
source of revenue in the adrought years. Even in the normd years, this money kegos on
adding to the amount at bank which is very useful during emergency needs ond for
buildng reserves. Per hedae interest is high for Degawada (Rs. 38), Thdota (Rs. 28)
ond Rongpur (Rs. 24), while it is very low for Kckdamba (Rs. 7)Chopadvav (Rs. 4), ond
nedigible for Jetpur.

Quantity of water avaldble and the areqirrigated -

The extent of command aea under the WUA and aea actudly irrigated dso dffedts the
totd profit of the IC The higher is the commond, the higher will be the extent of area
irrigofed ond hence higher will be the woter dharge adlection Thus the totd potentid of
profit of the LIG gefs drostiadly reduced since their commond aecs ae low s
compared to the cond cooperatives. E.g Degowada has a aulfurdde commaond area of
168 Ha Thus even if 160 Hais irrigoted ond water charge income per hectareis Rs. 50,
totd income redized is 150 * 50 = Rs. 7500. While the GCA of Kckdambais 891 Ha
Even if 400 Hais irrigated ond woter charge income per hedae is Rs. 40, totd income
redizedis 400 * 40 = Rs. 16000.
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The quantity of water avaldde for irrigation is very importaont as aodfiond water rates
ae ganed per acdtiond unit of water ddlivered Thus more the water avaldde, moreis
the possibility of lorger areabeingirrigated. The tfrend of areairrigated ond hence water
avaldaility shows that water avaldde in the aond WUAs is not suffident for irrigating a
substontid portion of the commond aea Whee o in the lift-irrigation (LI)
cooperatives, since water is lifted dredtly from the river (in more thon 90% ooses)

aquentity of water avdldde is more ond suffident,

Cdaulations show that water avaldality and the commond area irrigated offed the
finonass of the WUAs. Henae, effective ond effident dstribution of irrigation water 1o
moximise the areairrigated hos a finondd dmension dong with the widely recognised

sodd dmension.

Recovery Problems -

The study reveded that the worst problem, which hos the threatening potentid  of
rendering ony WUA unvidde, wcs non-recovery. The only cooperative (Jetpur LIO
which wos dmost defunc wos becouse of miserdde recovery of woter dharges.
Chopadvav | C, which wes onae very strong, is now fadng dffiault times lbbecouse of low-
recovery situation . Kokdomba |C dso faced prodem of high non-recovery of water
rates, but the institution hos monaged to enforae rules stricily ond the finondd situation
hos thus improved In Bhetcsi, the IC hos a separate committee to ensure that the
water chages ae recovered completely and on time. Rest of the three WUAs have
faced only negigble prodems of non-recovery ond hence their ash af bank cs well s
income from interest from bank is dso high.

Non-recovery is a problem having its roots in institufiond fdlure. This is a prodem
which may be attributed to the sodo-economic scenario of the aea This problem an
only be removed dfter the institution becomes strong. Simple medhonisms like advonce
water chage adledion, if impemented, aon be very effedtive. This will lead to
improved cond mantenonae and befter irrigation warer monagement.
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5.1.3 Comparative Analysis-

Comparative andysis between dfferent WUAs wos ocaried out to find the relative
scenario of revenue ond expendture (Tdde 5.1.3). Per hectare figures were dso
adaulated for various years. The figures gven in braket ae the par hedae average
figures for the WUAs. The surplus per Hairrigated area varies widdly. But high surplus
per Ha irrigated area does not meaon high profit for the |C since totd profit is dso
dependent on totd irrigafed aea e.g. though Degowada has a very high profit per Ha
irrigated area (Rs. 295), since its command is smdl (158 Ha out of which 110 Ha is
averoge irrigated area per year) totd profit is not mudh higher thon that of acond IC
like Rongour where though average surplus per hedare per year is less thon hdf of that
of Degowada (Rs. 127), having a higher commaond (617 Ha out of which 230 Ha hos
been irrigoted per yea on on average) inaecses the tofd average yealy profit to Rs
31,112 which is 50% higher thon that of Degowada |n the arought years, the inferest
eaned on the bank deposit is the only source of revenue for six out of seven |G
(ondysis for drought years given separately). Interest in normd years is dso importaont
s it kegos on adding to the reserves ond surplus. Thus income from waoter charges,
indudng aadtiond water chages s well &8 government subsidy, wos found to be
dfecting the finondd vidaility
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Table 5.1.3: Average figures of per Ha income & expenditure for various ICs

IC Name (CCA in Ha) Kakdiamba Chopadvav Degawada Jetpur Rangpur | Thalota Bhetasi
(891) (1460) (158) (180) (617) (251) (1000)

No. of watering years (till 2002) 5 8 7 3 3 4 8

Avg. Irrigated area (Ha) 290 339 110 142 230 152 734

Income

1. Avg. Water charge income (Rs.) 74755 82810 133818 21257 50101 32802 Data not
(238.58) (259.22) (203.46) (205.51) available

a) Government Subsidy for 7507 13768 (34.01) 10705 5890 Data not

Administrative expenses (Rs.) (21.43) (43.70) (35.76) available
b) Government Subsidy for M & R 12440 20650 (51.02) 16049 8644 Data not
(Rs.) (34.91) (65.52) (52.51) available

c) Additional water charges (Rs.) 61285 69903 23346 18267 No add.
(200.61) (227.33) (94.22) (117.23) charge

2. Avg. Income from diversification activity 0 (0) 2684 (6.44) 0 (0) 9763 (0)

(Rs.) (58.1)

3. Bank Interest (Rs.) 2605 (7.1) 918 (4.08) 3474 (38.82) |48 (<.5) | 6279 4711 NA

(24.24) (28.81)
4. Voluntary Labour (Rs.) 1770 (6.41) 2175 (5.85) 0 0 13333 0 0
(57.02)

Total Income (Rs.) [1+2+3+4 ] (Rs.) 79130 88587 120966 21305 69713 47276 NA

(252.23) (275.6) (1413.59) (140.92) | (284.68) | (292.41)

Note : The figures in bracket are per hectare of irrigated area equivalents of the corresponding figures outside the bracket
Average subsidy has been calculated only for the actual years when subsidy has been given.

* This figure includes secretary’s as well as operator’s salary
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Table 5.1.3 contd...

IC Name (CCA in Ha) Kakdiamba Chopadvav Degawada Jetpur Rangpur | Thalota Bhetasi
(891) (1460) (158) (180) (617) (251) (1000)
Avg. Irrigated area (Ha) 290 339 110 142 230 152 734
Expenditure
5. Administrative Expenses (Rs.) 42102 25760 (71.96) | 90336 14763 5941 11499 15813
(143.85) (987.55) (82.96) (21.33) (73.61) (96.28)
I. Administrative cost (Rs.) 31748 (106.82) | 13535 (36.36) | 41903 (457.9) 6063 1941 (8.83) | 5449 2613
(19.13) (36.52) (14.29)
ii. Secretary’s salary (Rs.) 10350 (37.03) | 12225 (35.6) | 48433* 8700 4000 6050 13200*
(529.65) (63.83) (12.5) (36.09) (81.99)
6. Maintenance & Repairs Expenses (Rs.) 28699 (92.23) | 21240 (69.33) | 15087 (131) 3290 32660 15838 21848
(19.13) (136.63) (95.76) (47.84)
i Canal Maintenance & Repairs (Rs.) 3536 (13.75) 8896 (30.95) 15087(131) 3290 3410% 6680 21848
(19.13) (14.83) (40.08) (47.84)
i Voluntary Labour (Rs.) 1770 (6.41) 2175 (5.85) 0 0 13333 0 0
(57.02)
fii. Operators’ Salary (Rs.) 23393 (72.06) | 10169 (32.51) 15917 9158
DN = |,
Total Expenditure (Rs.) [ 5+ 6 ] 70797 47000 105413 18053 38601 27336 37650
(236.10) (141.29) (1118.75) (119.61) | (157.96) | (168.37) | (143.86)
Annual Surplus/ Deficit (Rs.) 8333 (16.13) | 41587 (127.6) | 22393 3253 31112 19940 NA
[Income-Expenditure] (294.91) (21.31) | (126.75) | (124.03)

Note: The figures in bracket are per hectare of irrigated area equivalents of the corresponding figures outside the bracket
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5.1.4 Comparison of present situation: Indicators of Financial Strength of
ICs

The finondd ondysis for the dfferent |G hos dreacdy been done. Various oftribbutes
have been ondysed for gefting a good idea of the various fadtors dffedting the finonad
situation of the IC The dsaussions would be enriched only if the present finondd
situation of the |G are kept in view. The two |G Jefpur ond Chopadvav are fadng very
high level of prodem because of extremely low recovery. This is dso becouse of the
sodo-economic profile of the area Most of the famers of these aecs are poor. Low
recovery problems dso existed in Kakdamboag, but the institution hos monaged to aurb it

by ensuring conformonae to rules.

Table 5.1.4: Comparison of present situation: Indicators of Financial Strength of ICs (as on March
31, 2002)

Kakdiamba | Chopadvav | Degawada | Jetpur * Rangpur Thalota
1) Cash at bank (Rs) 220445 6827 79124 73 223943 82348
2) Payables (Rs) 205910 474919 0 1300 0 0
3) Receivables (Rs) 139742 567259 84424** 0 40000 0
4) Share Capital (Rs) 102700 69802 1900 3410 13400 22200
5) Excess amount for 51577 29365 161648 -4637 250543 60148
investment [1+3-2-4] Rs)

* The figures for this IC are as on year ending March 31,2000. It is now almost defunct because
of extremely high non-recovery problem.

** Recovery low last year because of consecutive droughts, but according to the EC and the PIA,
members will pay this year.

Low recovery implies that the axsh of bank of the | C will be reduced to a great extent.
Thus the IC may need to barrow. This results in high recsivadles ond payades. The
reserve fund is dso offedted adversdly. This is a compete lose-lose situation for the IC
ond its member famers. The risk cssodated with this situation is very high and it moy

lead to the fdlure of afinonddly well- performing institution.
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5.2 Analysis for drought years
Andysis wos conducted sepaatdly for drought years ¢s the scenario is very muah

dfferent from that of the noomd yeas of water dstribution. When waoter is not
dstributed, the |C gefs nothing in foom of addtiond water charge. But it sfill inaurs
expendture in terms of administrative expenses ond sday of the employess (Tcdle
5.2). No gaont is dso avdldde to the |Cin arought years for mesting its expenses. In
the non-PIM arecs dso, the irrigation dgoartment rarely inaurs expendture on M & R of

aondis.

Kokdaomba ond Chopadvav have inaurred heavy losses during arought years. While
Rongpur ond Thdota have earned income in these years. This is because Kakdamba
hos inaurred heavy administrative expenses of around Rs. 25000 in cdrought year. This
indudes expendture on Travel & Conveyonce (more than Rs. 9000), ond expenses on
stationary ond onnud generd body meeting (each aound Rs. 5500). The seaetarys
sdary is though hdf of that of Chopadvav where it accounts for aound 80% of the
expenses. This hos resulted in heavy losses to both these | G, In dl the WUAs
exoegpt Thdota, inferest from bank has been the only source of income in the arought

years.

Thdota hcs eaned money from the dversified adivities, whicdh have not been
undertcken by ony other IC Though the income from bonk interest is high for
Kokdaomba s well s Rongpur, the larter has managed to aurb its administrative os well
o sdary expenses and hos thus ganed. But in Kokdombo, Chopodvav, Rongour, ond
Thdota the expense inaurred on M & R is nil. Exagpt Rongour, dl the WUAs have
inaurred substontid expense on sday in the drought years dso.
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Table: 5.2: Analysis for drought years

IC Name (CCA) Kakdiamba | Chopadvav Degawada Jetpur* Rangpur (617) Thalota (251) Bhetasi
(891) (1460) (158) (180) (1000)
Year > 2000-01 2000-01 No drought | 2000-01 | 1999-2000 | 2000- | Averag | 1999- | 2000-01 | Averag | No
year, but ** (249 Ha) | 01 e 2000 e drought
Oo&M Secretary’s 12000 24000 acute water | 0 0 0 0 9600 7200 8400 year but
Expenditure | Salary (13.46) (16.43) shortage in (38.24) | (28.8) (33.52) | very less
(Rs.) Administrative 24480 6838 2000-01 and | 20 706 500 603 5124 4241 4682 area
(27.47) (4.68) hence huge | (11.11) (2.83) (.81) (1.82) (20.41) | (16.89) (18.65) | irrigated
CanalM & R 0 0 losses 1800 0 0 0 0 0 0 (36 Ha)
incurred by | (10) in 2000-
Total 36480 30838 the LIC. 1820 706 500 603 14724 | 11441 13082 | 07 dueto
Expenditure (1) | (40.94) (21.12) (10.11) (2.83) (.81) (1.82) (58.66) | (45.58) (52.12) | excessiv
Income from | Bank Interest 13829 92 0 7343 4181 5762 7318 4313 5815 e water
regular (15.52) (.06) (29.48) (6.77) | (18.12) | (29.15) | (17.18) (23.16) | shortage.
source (Rs.) | Diversification 0 0 0 0 0 0 13100 | 8346 10723
(52.19) | (33.25) (42.72)
Other source 0 0 0 0 0 0 0 0 0
Total Income 13829 92 0 7343 4181 5762 20418 | 12659 16538
(2) (15.51) (.06) (29.48) (6.77) | (8.12) (81.34) | (50.43) (65.88)
Profit/ Loss | 2-1 -22651 -30746 -1820 6637 3681 5159 5694 1218 3456
(Rs.) (-25.42) (-21.05) (-10.11) | (26.65) (5.96) | (6,52) (22.68) | (4.85) (13.76)

Note- Figures in bracket are Rupees per hectare of CCA
* This year water was not distributed in this IC though it was not a drought year.
** Rangpur had only 249 Ha of CCA under management for water distribution till this year which increased to 617 Ha.

Only Rongour 1C hos monaged to minimise its expendture by not taking full fime services of employess in the arought years. It is
evident from the ondysis of aooounts of normd years o well as arought years that a substantid portion of the expenses is inaurred
for gving sdary to the employess. Though in Thdota seaetay is pad cs he looks offer dversifiaation adtivities s well, in Rongpour
ond Jefpur, no sday expenses have lbeen inaurred during the drougnt years. While in Kokdiomiba and Chopadvav, seaetaries have
been pad sderies, ond this hos resulted in osses to the | .
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5.3 Water Charges

Additiond water charge is the only flexible source of revenue. Different WUAs use

dfferent method of chargng water rates doove government rates. The comparative

detdls ae gvenin Tade 5.3

Table 5.3: Comparison of water charges

S.No | ICName | Water Charge basis I mplication

1. Kokdamba | Flat rate for dI aops. Water charge on / Totd Water charge higher for aops
axe/ watering bosis. Government charges needng higher no. of watering. This
dfferent for dfferent aops leacks to gain for the ICfrom some

aops, while loss from some others *

2. Chopadvav | Flat rate for dl aops. Water chage on / Water rate higher for aops needng
aae/ watering baosis. Government dharges higher no. of watering. This leads to
dfferent for dfferent aops gan for the |Cfrom some aops, while

loss from some others

3. Degowada | Flat rate for dl aops / aae/ secson. If high | Gan for the | Cfrom different aops not
water aconsuming aop, then rate higher. signifiaontly dfferent.

4, Jetpur Flar raote for dl aops. Water distributed on QG ops needng greater amount of water
hourly bcsis now, earlier it wos distributed give higher refurns to the | C
on aea basis.

5. Raengour Different rates for dl aops. Higher margins Percentoge margin same for dl the
for aosh aops ond less for suksistence aops. Better income of | Cfrom acsh
aops. Gharged on aop-area basis. aops. ™™

6. Thdota Different rates for dl aops. Not avery high | Gosh aops give higher margins s
dfference in margin for dfferent aops . compcred other aops but the
Chaged on aop-aea bcsis. dfference not very high.

7. Bhetcsi Government dharges on volumetric basis, Profit for the |C, but no foomd or
while the | Ccharges from the famers on informd exerdse to dedde the amount
aop-areabosis. Voumetricrates are of revenue needed ond levd of profit
dfferent for dfferent secsons. | Crates gained.
dfferent for different aos.

For 2002-

* E.g.- Flat rate for all crops (IC)- Rs. 80/ acre/watering. For Cotton- 80* 2.5 acre* 2 watering =
Rs. 400/Ha/Season. Govt. rates- Rs. 290 /Ha/Season ; while for Wheat- 80* 2.5 acre* 5 watering
= Rs.1000/ Ha/ Season. Govt. rates- Rs. 317/ Ha/ Season. For Tuar- 80* 2.5acre* 1 watering =
Rs. 200/ Ha/Season. Govt. rates- 436 / Ha/ Season.
** For Wheat- IC rate/ Ha = Rs. 450, govt. rate = Rs. 365 i.e. Margin = Rs. 85/ Ha. For Mustard &
Castor- IC rate Ha = Rs. 800, govt. rate = Rs. 657 i.e. Margin = Rs. 143/ Ha.
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Gain in one season offset by loss in another-

1
I
The |G of Chooadvav & Kakdiamba medium schemes promoted by AKRSP face a I
peadliar problem. In the months of Kharif irrigation, the government chages on a
season besis while the | C obtains water charges for only one or two support |
I
I
I

watering. This leacs to heavy lcsses to the I Cin the Kharif season which offsets
the gan from water charges in the rabi secson.

This loss is due to wrong method of water chaging by the government. A GoG
Order (Resalution No. WTR. 1081-30-P aated 20.5.82) spedficdly mentions that for
up to two support watering, the government con chage only 15% per watering

and not the charge for the whole season. This should be brought to the aftention

of the irrigation cogperative, supporting agency cs well s the government.
Otherwise the | Cwill continue to suffer undue losses in the future dso.ln arecs of |
DSCs interventions dso, the government charges 50% of the water rates dedaed
for the whole secson and not 15% . |

_—_—_—_—_—_—_—_—_—_J

The addtiond water chaes (AWO over ond dobove water charges are fixed ofter a
budgeting exerdse in which the yearly expendture of the |Cis prgected. This projedion
is primcerily on the asis of expendture inaurred in the previous year. |f the subsidy is
not dde to meet the expendture requirement, then AWC is levied, For the years for
which sulsidy is dsbursed, Kckdamba hos levied 167% of government woter charges
ovar government rates, Chopodvav has levied 101% over government rates, while
Rongpur & Thdota have levied 43% aond 66% of government water charges respectively
ovar government rates . If the requirement is not very high, then the IC aon levy on
aop-aea besis, per unit aea dharge fixed far asecson (like Rongpur ond Thdotg). But
if higher amount is required to be rased from AWC, then equity issues come into
consideration. |N sudh acses, it should be cscertaned that the farmers who use higher
amount of water should pay higher and this aon be only done by chagng on per
watering bosis, until vaumetric method of water pridng is implemented, s done by
Kckdiamba ond Chopadva.
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5.4 Scope of Diversification
The study reveded that dI the supporting agendes exagpt Sadguru (which is working in

Lift lrrigation Systems) emphcsized the importonce of dversifiadtion for income
generation. Sadguru promotes dversification through the federation of |G, which hos
been formed in one of the blodks. The supporting agency staff in dl the acses (exaspt
Sadguru) wanted to diversify the adhivities ofter the |C has worked for some time and
hos aoauired some stahility. Diversifiaotion hos dso bbeen dsaussed by the Tcsk Foroe on
PIM, which recommends augmenting reserves by avenue plantation on cond bunck,
aquaaditure, ond input supply adivities. |t wos found that high emphaosis on
dversifiadtion could lead to prodems in the future for the |G, The socope for

dversifiadtion is limited ond the fdlowing issues are cssodated with diversifiaation-

e Diversifiadtion should e done only in commodties that are very importont for the
farmers, like ogriaulturd inputs i.e. seeds and fertilizers.

e Diversifiaation in risky aecs like marketing of agriaulturd produce of the memboer
farmers should not be undertcken since it requires technicd knowledge, ond maoy
lead to sulbstontid losses to the |C

e Diversifiaation in equipment ond madiines like frodtars ond threshes should e
avoided sinae they have a high proodaility of conflicts within the memboer farmers
ond high overheod aosts.

e |n the |G, where recovery of charges is dready a problem, diversifiaation “should
not” be undertaken until the institution bbecomes strong.

Thus, only afew |G (where there is no pre-existing arrongement of input suppdy and no
recovery prolems) have a potentid for dversification and hence this pdicy should not
e over-emphcsised ond generdised Diversifiaation should only be undertcken ofter
sound planning for long-term effects and effective monagement.
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6. Discussion and Conclusion

6.1 Factors affecting Financial Viability

e Command area per unit length of canal- As dl the cond irrigation schemes
ae bosed on the prindple of gravity flow, the ratio of commaond area per unit
length of aond is dfferent in dI the ases. Since income is drectly proportiond
to the commond aea ond expendture is dredly proporfiond to the cond
length, the dfference in this ratio offeds the finondd vidaility. e.g. tofd length
of aonds in Kakdambais 23.82 kms ond the GCAis 891 Ha, so area per unit km
of cond is 37.40 Ha while in Chopadvav, the aond length (fotd) is 48 km ond
the GCA is 1460 Hao, hence aea par km of cond is 30.41 Ha Wherecs in one
aond in Rongpur (M3LA), which is 6.14 km long ond caters 1o a GCA of 386 Ha,
aeaper km of cond is 62.86 Ha

e Canal section & structure (no. of minors etc.)- If the cond structure is
complex, then the numlboer of operators required aduring water dstribution will be
higher (inaecsing the amount spent in sday considerddy). Where o this
expendture will e substontidly lower in ase of asimper network having alow
number of minors o sub-minors. Similaly gedter sedtion implies higher
expendture s the surface aea inaecses substontidly and the expenditure on
jungle autting, efcinaecses.

e Lined and unlined canals- |n unlined conds, the segpoge Iosses are immense
dong with the expendture inaurred in junge autting, etc which is reduced
considerady when the aond is lined. For instonce, the conds of Kokdiamiba ond
Chopadvav are unlined ond hence the expendture needed to ensure minimum
wostoge of water is higher o6 compared to lined aonds in Dharoi | rrigation
Scheme.

e Water avdilability- Saordty of water means less area irrigaoted ond hence less
revenue for the IC

o Efficient water distribution- Since the addtiond waoter charge ganed is on
per hecdae bsis, effident water dstribution will meon higher commaond
irrigated, and hence higher totd profit.

e Subsidy / Rebate- The M & R of aond is very importont ond necsssary for the
interest of the famers s wel s the IC Subsidy o rebate on woter charges is
hence vary necsssary for the ICto aorry out its responsibilities.

e Average additional water charges gained per hectare- Water chage being
the only relicdde and substontid source of revenue, is the singe most importont
component for inaecsing the revenue of the IC E.g Kckdamba hos even
charged 200% oddtiond water chage over the government charges once on
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one aop. On on average, the |G chage aound 15-20% oddtiond water
charges though the ronge may vary from 10% to 50%

Number of shareholders- As the group size inaecses, the tronsodtion cost
inaecses. Fixed aosts par head deaecse up o a cartan optimum group size
dter which it inaecses. Hence group size dfeds the operation & mantenonce
aost inaurred by on institution.

Voluntary Labour- Annud voluntary laoour by the faomer members of 1C aon
save a high amount of onnud expendture inaurred by the IC, ond of the same
time ensure befter ond sustaned M & R of conds.

Recovery Problems- |t may be a axse that on IC is finonddly strong on
popers, but its adud finondd condtion is not good beacause of low- recovery
praodlems. This is amgor prodem ond aon leacd to the complete fdlure of on
institution and aon only e tadkled by astrong institution.

Diversification Activity- Diversifiaofion adtivity hos the potentid of negative s
wdl o positive effects. |If the adivity is chosen dfter proper plonning ond
monoged effedtively, it aon definitely give good returns. But the risks cssodated
may dso be high. Thdota IC hos a positive experience with respedt to
dversifiaation ond the adtivity of input supdy undertcken by the co-operciive
hos yidded sulbstontid returns to members, while on the other hand, Chopadvav
|C hos foced losses due to diversifiaation in the marketing of cotton. Similarly
Kokdomba |Cheos dso suffered some losses due to non-recovery of money from
dversifiaation adhivity like input supaly.

Interest from cash at bank- |f the axsh af bank is high, then the | C con recp
goad interest which aon form a source of revenue in the drought years cs well.
E.g Rongour hos earned ond averoge yealy inferest of doove Rs. 6000 whidh is
reflected in its bonk bdonce of aobout Rs. 1,70,000.High bonk bdaonce implies
high interest refurns while Chopadvav earns an interest of just balow Rs. 1000
per yea ond its bonk bdonce is dso balow Rs. 10000. Low baonk bdonae again
leadks to low interest ond negative effed on the finondd hedth of the
institutions.

Administrative Expenditure- Mnimising administrative expendture is very
neasssay. Sday of seaetay oaonstitutes a mgor component of the
administrative expendture. The WUAs pay the seaetaies even in the drought
yeas. |n the months when no water dstribution tokes place, the seaetay hos
little work to do. Sdary is not related to the work acdtudly done ond hence this
leack to heavy expendture. Other administrative expendture dso has to e
aurbed for effident finondd maonogement.
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6.2 Discussions regarding factors affecting financial viability

The fadors doffecting finondd viddility fdl under dfferent aotegories- techniad,
institutiond/sodd or monagerid. There are dfferent ways to ded with these fadors for
ensuring better finondd vidaility. This hos been dsaussed below ond given in the form

of atdde.
Table 6.2: Factors effecting financial viability
Factor Component Comments
Type

Command area per Technical Cannot be altered

unit length of canal Component

Canal section & Technical Cannot be altered

structure Component

Lined and unlined Technical Lining the unlined canals is the obvious option as it will greatly reduce

canals Component the running costs as well as huge seepage losses and other
environmental costs.

Water availability Technical Not in ICs control

Component

Interest from cash at Financial The ICs can deposit some portion of money (e.g.) share capital as

bank Component fixed deposit to ensure a higher interest

Subsidy for Financial As the water rates levied by the government will increase, the subsidy

Maintenance and Component will automatically increase. But a major portion of the subsidy is spent

Repairs on operators’ salary and the issue of proper and adequate
maintenance & repairs is neglected. Hence norms should be evolved
for ensuring adequate investment specifically for M & R of canals.

Avg. Additional Water Financial Margin should be higher for high value crops and lower for low value

Charges gained/Ha Component crops. For ensuring that farmers using higher quantity of water pay
higher, charges should be on per watering basis.

Number of Social Cannot be altered

shareholders Component

Voluntary Labour

Institutional /
Social

Should be institutionalised. Either member farmers should contribute
physically or pay equivalent labour wage at the time of annual M & R

Component of the canal and channels. Its value should be entered in the books of
accounts.
Recovery Problems Institutional/ This problem can only be addressed by making the institution strong
Social and strictly ensuring rule conformance.
Component
Efficient water Managerial Better management of irrigation water to ensure effective and efficient
distribution Component service delivery and hence increasing the command area irrigated.
Diversification Activity Managerial If the diversification activity undertaken is technical or the risk involved
Component is high, then either the activity should be promoted by federation if it is
capable of hiring technical expert, or it should not be taken up at all.
Administrative Financial Secretary’s salary should be linked with actual work done. It should be
Expenditure Component minimum during low-work months. In drought years, no salary should

be paid. Other administrative expenditure should be regularly
monitored by the IC.
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6.3 Maintenance and Repairs-Linking financial viability with proper
maintenance

(This section draws heavily from the research study — ‘Sustanade Irrigation Turnover:
@uiddines for Irrigation Systemn Mantenonae, undertcken by Internationd Development
Goup a HR Wdlingford, the Department of | rrigation, HMG Nepd ond Mottt MadDondd,
ond dsaussions with Shri Anil C Shah, Charman, DSO

Mainfenance means the regular repair of on irrigation system so that it con confinue to
operate in the future. ™

Thus for the regula ond proper repar of the conds, the IChes to inaur expendture on
regular besis. |f the ICignoares this neasssary expendture on mantenance ond repairs
of the cond, it con leacd to — ineffident ond ineauitdde water supply, conflicts, [oss of
income to famers s a result of deaecse in yiedd, oppcsition to the WUA, ond
inarecsing and confinuous |oss of income to the WUA

If the IC inaurs necsssay expendture on this item, it will in lead to better service
ddivery, which will in turn ensure better monogement, member satisfadtion ond
improved finonass for the IC Befter finondd hedth of the institution will ogan ensure
that more money is baing dloaoted for continuous M & R and higher reserves are being
built up for mantaning reserves for meeting emergency expenses and fixed expenses
auring the adrought years.

This is expldned with the help of figure on ‘Pcsitive Gyde of Finondd Viddility with
Maintenonce and Repairs

Better finondd hedth of the institution will lecd to improved maintenonae & repairs s
wdl o higher incomes for the member famers, leadng to on inaecse in the standard
of living of the farmers ond labour community living in the rurd arecs and dependent on
agiadlture for their livelihoods.
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Positive Cycle of Financial Viability and Maintenance & Repairs

Expenditure on Maintenance &

Repairs

v

Better Maintenance & Repairs

!

Improved service delivery

v

Reduced
conflicts

i

Improved social
viability of IC

y
v

Better crop yield

l

v

Efficient water
management

i

Increased income
for individual
farmers

Higher area
irrigated

Timely collection of
water charges. Low
recovery problems.

» Better financial
health of IC.

Higher water
charge gain for IC

v

emergency and
drought years.

Higher reserves for
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6.4 Steps taken by individual ICs for better financial status-

The |G have tcken some consdous steps to dearecse their aosts and inaecse their
revenue. Learning aon e derived from these adtions of the indvidud | G-

Rongour and Kaokdamba have institutiondised voluntay |doour o the time of
annud repar & mantenanae of aonds before watering,

Kokdaomba hos ensured strich rule conformonce for recovery of outstonding
water charges ond thus its finondd condtion is improving.

Bhefcsi hos a separate committee whidh ensures recovery of water charges on
fime.

Thdota hcs undertoken input supdy adivity, primarily for better service ddivery
to the memioer farmers, and dso finandd gains.

Rongpur ond Thdota dharge water rafes on aop-area basis with higher profit
margin for aosh aops ond lower for subsistence aops.

Rongpur uses the servioss of seaetary during water dstribution only

Al the IG try to monage water distribution with the minimum number  of

operators required.

Some effarts for diversifiaation have dso badkfired, resulting in high non-recovery raotes
ond consequently losses to the famers. Thus, though the |G have initicted steps for
finondd gains, some have benefited sulstantidly while some have faced [osses. The
infensive ondysis ond practicd knowledge of the supporting agency fied stoff and IC
members leads to the condusion that there are stes which aon lead to better finondd
strength of on IC The learning from the research study aon provide useful information
for ensuring that the |G, which have been constituted for better irrigation water
monagement ond empowerment ond aopadty buildng of loocd communities, enjoy good
finondd position. The leaning should be used for stating a prosperous cyde of
finondd viddlity ond M & R for the | G,
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7. Suggestions

Of the 30% relbate given by the government on timely payment of waoter charges
(for M & R expenses induding Cperators sdary), the government must fix some
partion spedficdly for M & R of conds (exduding operatars’sday) ond the |G
should ensure that this is striclly fdlowed., Hence norms should e evolved for
ensuring adequate investment spedfiadly for M & R of aonds. The related by-
lows of the |G should be modified.

Voluntary Idoour should be institutiondised. Either member famers should
contribute physiadly or pay equivdent |doour woge af the time of annud M & R
of the aond ond channels.  This contribution should be menfioned separately in
the books of aooounts s income o8 well s expendture.

Morgin on water charge should be higher for high vdue aops than that of low
vdue aops. Chaging on per watering bosis should e done far ensuring that
users of higher quontity of water should pay higher.

Emphcsis should be ldd by the Irrigation Cooperative on inaecsing the
commaond areairrigated by minimizing the distrilbbutiond effidency losses.

The |G must deposit a portion of money (e.g. share axoitd) s fixed deposit to
ensure a fixed steam of interest even during arought years.

There should be segparate entries far seaetays and operatars” sdary in the
books of aooounts instead of asingle entry of tofd sdary.

Since low-recovery of water charges maoy result in on | C lbecoming unvidde, the
institution should strictlly ensure rule confoomonce for avoidng this gave
prodlem.

Diversifiaotion should be undertcken only dter longterm planning. |If the
dversifiaotion activity undertcken is tedhniad o the risk invdved is high, then
aéther the adivity should be promoted by federation if it is agodde of hiring
techniad expert, or it should not e tcken up at dl.

In the schemes where the government hos dharged higher rates for one o two
support watering in Kharif secson (e.g Kakdomioa, Chopadvav ond |G in Dharol
irrigation scheme), the chages should be tcken bak by the loser |G in
refrospect. Supporting aogendes like AKRSP (I) ond DSC should fadlitate this
forOQess.

Seaetays sday should be linked with the amount of work done. During

arought years, no sday should be pad to the staff. The | C should monitor its
coministrative expenses.
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e Bi-onnud performaonce review of the irrigation cooperatives s recommenaced by
the Tosk Force on PIMin Gujarat hos to e ensured,

e The study paints to the need of anew reseadh studes on — ‘Consequence of
non-mantenonce of aonds, ‘madntenonce neecs for long ferm  cond
infrostructure hedth, ond ‘procedure for proposing gont requirement  for
maintenonce ond repairs of irrigation system’
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Annexure 1- Profile of the studied I rrigation Cooperatives-

Table 1: Profile of the studied ICs

S. | Name of Type of | CCA (Ha) | District Startin | No. of No. of Supporting

No |IC Schem |of WUA gYear |Waterin | Share Agency

. e gyears | holders

1. | Kckdamba | Minor 891 Narmada 1995 5 550 AKRSP

2. | Chopadvav | Minor 1460 Narmada 1993 8 444 AKRSP

3. | Degoawada | Lift 158 Pondhmahds | 1995 6 190 Sadguru

4. | Jetpur Lift 180 Pondhmaohds | 1995 3 147 Sadguru

5. | Rongour Mg or 617 Mehsona 1997 3 248 DSC

6. | Thdota Mgor 251 Mehsaona 1994 4 212 DSC

7. | Bhefcsi Mgor 1000 Noadiod 1993 6 789 [rrigafion
Department

As per Government of I ndia Classification-

Mnor [rrigation Scheme- < 2000 Ha of Grass Commond Area

Medum | rrigation Scheme- 2000- 10000 Ha of Goss Commaond Area

Mg or Irrigation Scheme- > 10000 Ha of G oss Commaond Area
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Annexure 2- Checklist for Executive Committee of | C and Pl A staff

(No. of memibers, potentid no. of memibers, No, of villages, & no. of minors)

8.
9.
10.
1.
12.
13.
14.

15.

Is profit important for the |C, or water distribution is the only importont thing.
What efforts have been undertcken by the IC to incesse the revenue and
deaecse the aosts. When dd they start?

In the initid stages of formation of the |C, how weos the finondd position of the
|C?

How ond by whom is the budget formulated? What are its components?

Is the budgeting exerdse importont or the | C aon be monoged even effectively
without it? Are there any other better options? What are the problems cssodated
with the budgeting proasss”?

Is the budget compared with the adud expenses at the end of the finondd
year?

How are the ad-hoc rendailitation expenses met out which are not plonned in the
budget?

I's there any need to have aseparate head of reserves and surplus.

What is the benefit of shares ond their detdils. Gon there e ony other options ?
How ae the water charges dedded? Cont they be inacessed for more revenue
generation? Charges of dfferent aop.

How ae the water charges adlected ond what are the prodems assodated with
their collection?

How mudh are the subsidies ond gronts important? When are they needed?

Loss ecrlier only or now dso?

Gaont from the NGO,

Rank the various phoses of cooperative-

i. Initid Stoge ii. 3 years dfter that iii. 3 years earlier  iv. Qurrently,

I nfo four dcssifiers-

i. Vaery bad ii. Bad iii. Average iv. Good v. Very good

16.

17.
18.
19.

Fixed ond regula O & M Expenses. |s the adtud amount needed in Mantenonce
invested or only the minimum amount needed is invested,

In dversifiaation efforts, who gave the idea ond technicd help.

Chaaderistic of non-payment spedficto a certan sedtion.

Year wise irrigated commaond area
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Checklist for supporting agency staff-

1.

w

SOo®NoO oA

How frequently is gront given and how muadh by the NGO?
Is profit importont? What spedfic adivities does the NGO encouroge to ensure

finondd vidaility?

Before handing over ony prgedt to the community, is finondd vidaility cssessment
Necsssory?

View over gront ond subsidies.

Mg or recson for some being suaoessful ond some Not.

| mportance of reserve ond surplus.

Gon | C e monoged s finandd firm.,

Till what level aon the water rates e inaecsed?

View w.r.t government' s style of charging water rates.

O Fixed ond regular O & M expenses ond how is this incorporated in the buaget?
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Annexure 3- Detailed calculations for individual irrigation

cooperatives-

(i) Kakdiamba (promoted by AKRSP)-

96-97 97-98 98-99 99-2000 2001-02 Average |
1. | Area Irrigated- (Ha) 123 324 480 236 287 290
Income
2. Water charge income 20230 88550 150240 57058 57697 74755
(Rs.) (164.47) (273.3) (313) (241.77) (201.03) (238.71)
a) | Government Subsidy for | 0 5149 14083 3826 6971 7507
Administrative expenses (15.89) (29.34) (16.21) (24.29) (21.43)
(Rs.)
b) | Government Subsidy for | 0 0 21126 5738 10457 12440
M & R(Rs.) (44.01) (24.31) (36.42) (34.91)
c) | Additional water charges | 20230 83401 115031 47494 40269 61285
(Rs.) (164.47) (257.41) (239.65) (201.24) (140.31) (200.61)
3. | Bank Interest (Rs.) 305 (2.47) 748 (2.31) | 8673 1538 1762 2605.2
(18.07) (6.52) (6.14) (7.1)
4. | Income from 0 0 0 0 0 0
diversification activity
(Rs.)
5. | Voluntary Labour (Rs.) 0 0 0 1650 7200 1770
(6.99) (25.09) (6.41)
Total Income (2+3+4+5) 20535 89298 158913 60246 66659 79130
(Rs.) (166.95) (275.61) (331.07) (255.28) (232.26) (252.23)
Expenditure
6. Administrative Expenses 9062 (73.64) | 46755 48343 40007 66325 42102
(Rs.) (144.3) (100.71) (169.52) (231.1) (143.85)
I. Administrative cost (Rs.) | 5312 (43.18) | 34755 36343 28007 54325 31748.4
(107.27) (75.71) (118.67) (189.28) (106.82)
ii. | Secretary’s salary (Rs.) | 3750 (30.48) | 12000 12000 12000 12000 10350
(37.04) (25) (50.85) (41.81) (37.03)
7. Maintenance & Repairs 4335 (35.24) | 25620 43859 16895 52785 28699
Expenses (Rs.) (79.07) (91.37) (71.59) (183.92) (92.23)
I Canal M & Repairs 3375 (27.43) | 10500 3334 * 470 0 3535.8
(Rs.) (32.41) (6.94) (1.99) (13.75)
ii. | Voluntary Labour (Rs.) 0 0 0 1650 7200 1770
(6.99) (25.09) (6.41)
iii. | Operators’ Salary (Rs.) 960 (7.8) 15120 40525 14775 45585 23393
(46.67) (84.43) (62.6) (158.83) (72.06)
Total Expenditure 13397 72375 92202 56902 119110 70797
(Rs.)[6+7] (108.91) (223.38) (192.09) (241.11) (415.02) (236.1)
Annual Surplus/ Deficit 7138 (58.03) | 16923 66711 3344 -52451 8333
[Income-Expenditure] (52.23) (138.98) (14.17) (-182.76) (43.92)

(Rs.)

Note: The figures in bracket are per hectare of irrigated area equivalents of the corresponding figures

outside the bracket
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(ii) Chopadvav (promoted by AKRSP)-

93-94 94-95 95-96 96-97 97-98 98-99 99-2000 2001-02 | Average

1. | Area Irrigated- (Ha) | 38 321 417 531 299 275 275 557 339.12

Income

2. Water Charge 2804 25907 | 53325 108958 | 125725 | 158298 137723 49739 82809.87

Income (73.79) | (80.71) | (127.88) (205.19) | (420.48) | (575.63) | (500.81) (89.30) (259.22)

(Rs.)

a) | Government Subsidy | 0 0 0 0 0 9108 6048 (21.99) | 26148 13768
for Administrative (33.12) (46.94) (34.01)
expenses (Rs.)

b) | Government Subsidy | 0 0 0 0 0 13663 9068 (32.97) | 39220 20650.3
forM& R (Rs.) (48.59) (70.41) | (51.02)

c) | Additional water 2804 25907 | 53325 108958 | 125725 | 135527 122607 -15629 | 69903
charges (Rs.) (73.79) | (80.71 | (127.88) (205.19) | (420.48) | (492.82) (445.84) (-28.06) | (227.33)

)
3. | Bank Interest (Rs.) 375 363 1045 82 (.15) | 2140 432 (1.57) | 2751 (10) 154 (.28) | 917.75
(9.87) (1.13) | (2.50) (7.16) (4.08)

4. | Income from 0 2020 5423 (13) | 10020 4008 0 0 0 2683.87
diversification activity (6.29) (18.87) (13.40) (6.44)
(Rs.)

5. | Voluntary Labour 0 0 0 2400 4000 0 5000 (18.18) | 6000 2175
(Rs.) (4.52) (13.38) (10.77) (5.85)

Total Income [2+3+4+5] | 3179 28290 | 59793 121460 | 135873 | 158730 145474 55893 88587

(Rs.) (83.66) | (88.13) | (143.39) (228.74) | (454.42) | (577.2) (528.99) (100.35) | (275.6)

Note: The figures in bracket are per hectare of irrigated area equivalents of the corresponding figures outside the bracket
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Chopadvav (promoted by AKRSP) contd...

93-94 [94-95 [95-96 |96-97 | 97-98 98-99 99-2000 | 2001-02 | Average
1. Area 38 321 417 531 299 275 275 557 339.12
Irrigated-
(Ha)
Expenditure
6. Administrative 33(.87) | 8814 20652 | 36175 | 35599 34393 32158 38257 25760
Expenses (Rs.) (27.46) | (49.52) | (68.13) | (119.06) | (125.06) | (116.94) | (68.68) (71.96)
I. Administrativ | 33 (.87) | 3414 9852 25375 | 11599 18793 16558 22657 135635.12
e cost (Rs.) (10.63) | (23.62) | (47.79) | (38.79) | (68.34) | (60.21) | (40.68) | (36.36)
i Secretary’s | 0 5400 10800 | 10800 | 24000 15600 15600 15600 12225
salary (Rs.) (16.82) | (25.9) | (20.34) | (80.27) | (56.73) | (56.73) | (28.01) | (35.6)
7. Maintenance & 1350 9600 17685 | 13650 | 15200 66410 25061 20960 21240
Repairs Expenses | (35.53) | (29.9) | (42.41) | (25.79) | (50.84) (241.49) | (91.13) (37.63) (69.34)
(Rs.)
I. Canal 0 0 8085 50(.09) |0~ 54410 8061 560 8895.75
Maintenance (19.39) (197.85) | (29.31) | (1.005) | (30.95)
& Repairs
(Rs.)
ii. Voluntary 0 0 0 2400 4000 0 5000 6000 2175
Labour (Rs.) (4.52) | (13.38) (18.18) | (10.77) | (5.85)
fii. Operators’ 1350 9600 9600 11200 | 11200 12000 12000 14400 10169
Salary (Rs.) | (35.583) | (29.9) | (23.02) | (21.09) | (37.46) | (43.64) | (43.64) | (25.85) | (32.51)
Total Expenditure | 1383 18414 | 38337 | 49825 | 50799 100803 | 57219 59217 47000
(Rs.)[6+7] (36.39) | (57.36) | (91.93) | (93.83) | (169.90) | (366.56) | (208.07) | (106.31) | (141.29)
Annual Surplus/ 1796 9876 21456 | 71635 | 85074 57927 88255 -3324 41587
Deficit (Rs.) (47.26) | (30.77) | (51.45) | (134.9) | (284.53) | (210.64) | (320.93) | (-59.68) | (127.6)
[Income-

Expenditure]

Note: The figures in bracket are per hectare of irrigated area equivalents of the corresponding figures outside the bracket
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(iii) Degawada (Lift Irrigation scheme promoted by Sadguru) -

95-96 96-97 97-98 98-99 99-2000 | 2000-01 | 2001-02 Average
1. | Area Irrigated- (Ha) | 127 88 156 158 80 Data 54 110.5
unavaila
ble
Income
2. | Water Charge 125795 | 12399 | 156327 163447 | 84513 21460 148829 133817.83
Income (99.17) |6 (1002.1) | (103.47) | (1056.4 (2756.09) (1226.21)
(Rs.) (1409. 1)
4)
3. | Bank Interest (Rs.) 128 1650 3445 5245 5698 1551 () 4680 3474.33
(1.01) (18.75) | (22.08) (33.20) (71.22) (86.67) (38.82)
4. | Income from 0 0 0 0 0 0 0 0
diversification activity
(Rs.)
5. | Voluntary Labour 0 0 0 0 0 0 0 0
(Rs.)
Total Income [2+3+4+5] | 125923 | 12564 | 159772 168692 | 90211 23011 () 153509 120966
(Rs.) (991.52) | 6 (1024.18) | (1067.67 | (1127.6 (2842.76) (1413.59)
(1427. ) 4)
80)

Note: The figures in bracket are per hectare of irrigated area equivalents of the corresponding figures outside the bracket

56




Degawada (Lift Irrigation scheme promoted by Sadguru) contd...

95-96 96-97 97-98 98-99 99-2000 | 2000-01 2001-02 | Average
1. | Area Irrigated- 127 88 156 158 80 Data 54 110.5
(Ha) unavailable
Expenditure
6. Administrative 33031 29922 141188 | 49766 | 39451 7353 () 58061 41903.16
Expenses (Rs.) (260.09) | (340.02) | (264.02) | (314.97) | (493.14) (1075.20) | (457.9)
7. Maintenance & 7828 7243 45405 13741 6305 29355 10002 15087.33
Repairs Expenses (61.64 | (82.31) | (291.06) | (86.97) | (78.81) (DNA) (185.22) | (131)
(Rs.)
8. Salary 34388 | 43885 |38355 |59347 |55470 20825 59090 48422.5
(270.77) | (498.69) | (245.86) | (375.61) | (693.37) (1094.26) | (529.65)
Total Expenditure | 75247 | 81050 124948 | 122854 | 101226 | 57533 () 127153 105413
(Rs.)[6+7 +8] (592.5) |(921.02) | (800.95) | (777.56) | (1265.32) (2354.68) | (1118.75)
Annual Surplus/ 50676 | 44596 |34824 |45838 |-11015 (- |-34522 26356 22393.28
Deficit (Rs.) (399.02) | (506.77) | (223.23) | (290.11) | 137.69) (488.07) | (294.91)
[Income-
Expenditure]

Note: The figures in bracket are per hectare of irrigated area equivalents of the corresponding figures outside the bracket
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(iv) Jetpur (Lift Irrigation scheme promoted by Sadguru) -

96-97 97-98 98-99 Average
1. | Area Irrigated- (Ha) 200 125 100 141.66
Income
2. | Water Charge Income | 34794 21000 (168) 7978 21257.33
(Rs.) (173.97) (79.78) (140.58)
3. | Bank Interest (Rs.) 58 (.29) 60 (.48) 26 (.26) 48 (.34)
4. | Income from 0 0 0 0
diversification
activity (Rs.)
5. | Voluntary Labour (Rs.) 0 0 0 0
Total Income [2+3+4+5] (Rs.) | 34852 21060 (168.48) | 8004 21305
(174.26) (80.04) (140.92)
Expenditure
6. | Salary (Rs.) 6900 (34.5) 17500 (140) 1700 (17) | 8700 (63.83)
7. | Administrative cost Rs.) 13765 (68.82) | 1550 (12.4) 2873 6062.67
(28.73) (19.13)
8. | M & Repairs (Rs.) 7906 (39.53) |890(7.12) 1074 3290 (19.13)
(10.74)
Total Expenditure 28571 19940 (159.52) | 5647 18052.66
(Rs.)[6+7 + 8] (142.85) (56.47) (119.61)
Annual Surplus/ Deficit 6281 (31.4) 1120 (8.96) 2357 3252.66
(Rs.) [Income-Expenditure] (23.57) (21.31)

Note: The figures in bracket are per hectare of irrigated area equivalents of the corresponding

figures outside the bracket
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(v) Rangpur(promoted by DSC)-

97-98 98-99 2001- Average
2002
1. | Area Irrigated- (Ha) 201 170 320 230.33
Income
2. Water Charge Income (Rs.) | 39812 24308 86182 50101
(198.07) (142.99) | (269.33) | (203.46)
a) | Government Subsidy for 8129 5702 18284 10705
Administrative expenses (40.44) (33.54) (57.14) (43.70)
(Rs.)
b) | Government Subsidy for M & | 12169 8553 27426 16049
R (Rs.) (60.54) (50.31) (85.71) (65.52)
c) | Additional water charges 19514 10053 40472 23346
(Rs.) (97.08) (59.13) (126.47) | (94.22)
3. | Bank Interest (Rs.) 2541 3321 12975 6279
(12.64) (19.53) (40.55) (24.24)
4. | Income from 0 0 0 0
diversification activity (Rs.)
5. | Voluntary Labour (Rs.) 10000 10000 20000 13333
(49.75) (58.82) (62.5) (57.02)
Total Income (2+3+4+5) (Rs.) | 52353 37629 119157 69713
(260.46) (221.34) | (372.26) | (284.68)
Expenditure
6. Administrative Expenses 1556 1965 14302 5941
(Rs.) (7.74) (11.56) (44.69) (21.33)
I. Administrative cost (Rs.) 1556 (7.74) 1965 2302 (7.19) | 1941 (8.83)
11.56,
ii. Secretary’s salary (Rs.) 0 g : 12000 4000 (12.5)
(37.5)
7. Maintenance & Repairs 23960 21540 52480 32660
Expenses (Rs.) (119.20) (126.7) (164) (136.63)
I. Canal Maintenance & Repairs 0 4550 5680 3410
(Rs.) (26.76) (17.75) (14.83)
ii. Voluntary Labour (Rs.) 10000 10000 20000 13333
(49.75) (58.82) (62.5) (57.02)
fi. Operators’ Salary (Rs.) 13960 6990 26800 15917
(69.45) (41.12) (83.75) (69.77)
Total Expenditure 25516 23505 66782 38601
(Rs‘.) [6+7] (126.94) (138.26) | (208.69) | (157.96)
Annual Surplus/ Deficit 26837 14124 52375 31112
[Income-Expenditure] (133.52) (83.08) (163.67) | (126.75)

(Rs.)

Note: The figures in bracket are per hectare of irrigated area equivalents of the corresponding

figures

outside the bracket

59




(vi) Thalota (promoted by DSC)-

96-97 97-98 98-99 2001-02 Average
1. Area Irrigated- (Ha) | 109 163 168 170 152.5
Income
2. Water Charge Income 11172 44923 30261 44852 32802
(Rs.) (102.49) | (275.6) (180.12) (263.83) (164.4)
a) | Government Subsidy for 627 (5.75) | 8171 4630 (27.56) | 10134 5890 (35.76)
Administrative expenses (50.13) (59.61)
(Rs.)
b) | Government Subsidy for M | 939 (.61) 12258 6945 (41.34) | 14434 (84.9) | 8644 (52.51)
& R (Rs.) (75.2)
c) | Additional water charges 9606 24494 18686 20284 18267
(Rs.) (88.13) (150.27) | (111.23) (119.32) (117.23)
3. | Bank Interest (Rs.) 636 6849 7272 4087 4711 (28.81)
(5.83) (42.09) (43.28) (24.04)
4. | Income from -115 7975 15079 16113 9763 (58.10)
diversification activity (-1.05) (48.93) (89.75) (94.78)
(Rs.)
5. | Voluntary Labour (Rs.) 0 0 0 0 0
Total Income (2+3+4+5) (Rs.) | 11693 59747 52612 65052 47276
(107.27) | (366.55) | (313.17) (382.66) (292.41)
Expenditure
6. Administrative Expenses 5005 8755 17078 15157 11499
(Rs.) (45.92) (57.71) (101.65) (89.16) (73.61)
i Administrative cost 5005 3355 7878 (46.89) | 5557 (32.69) | 5448.75
(45.92) (20.58) (36.52)
i Secretary’s salary 0 5400 9200 (54.76) | 9600 (56.47) | 6050 (36.09)
(33.13)
7. Maintenance & Repairs 1265 22409 8460 31216 15838
Expenses (11.6) (137.48) | (50.36) (183.62) (95.76)
i Canal Maintenance & 25 (.23) 12259 0 14436 (84.92) | 6680 (40.09)
Repairs (Rs.) (75.21)
fi. Voluntary Labour (Rs.) 0 0 0 0 0
fii. Operators’ Salary (Rs.) 1240 10150 8460 (50.36) 16780 (98.70) | 9158 (55.67)
(11.38) (62.27)
Total Expenditure 6270 31164 25538 46373 27336
(Rs.)[6 +7] (57.52) (191.19) | (152.01) (272.78) (168.37)
Annual Surplus/ Deficit 5423 28583 27074(161. | 18679 19940
[Income-Expenditure] (49.75) (175.35) | 15) (109.88) (124.03)
(Rs.)

Note: The figures in bracket are per hectare of irrigated area equivalents of the corresponding figures outside the bracket
* The diversification activity was agriculture input supply
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(vii) Bhetasi (promoted by Irrigation Department)-

94-95 95-96 96-97 97-98 98-99 99-2000 2000-01 2001-02 Average
1. Area Irrigated- 1027 1245 1275 755 1040 369 36 125 734
(Ha)
Income
2 | Water charge income | Data Data Insuff. Data Data Data Data Insuff. Data Insuff. Data Data
. | (Rs.) Insuff. Insuff. Insuff. Insuff. Insuff. Insuff.
3 | Bank Interest (Rs.) Data Data Insuff. Data Data Data Data Insuff. Data Insuff. Data Data
. Insuff. Insuff. Insuff. Insuff. Insuff. Insuff.
4 | Income from 0 0 0 0 0 0 0 0 0
diversification activity
(Rs.)
5 | Voluntary Activity 0 0 0 0 0 0 0 0 0
Total Income [2+3+4+5] | Data Data Insuff. Data Data Data Data Insuff. Data Insuff. Data Data
(Rs.) Insuff. Insuff. Insuff. Insuff. Insuff. Insuff.
Expenditure
6 | Salary (Rs.) 12900 0 14700 12000 24000 15000 17000 (472.22) | 10000 13200
. (12.56) (11.53) (15.89) | (23.08) | (40.65) (80) (81.99)
7 | Administrative cost 1646 6896 (5.54) | 1360 700 3981 2560 (6.94 3253 (90.36 510 2613
. | (Rs.) (1.6) (1.07) (.93) (3.83 (4.08) (14.29)
8 | M & Repairs (Rs.) 82870 9240 (7.42) | 14169 19775 2500 38658 4530 (125.83) 3040 21848
(80.69) (11.11) (26.19) | (2.40) (104.76) (24.32) (47.84)
Total Expenditure 97326 16136 30229 32475 30481 56218 24783 (688.42) | 13550 37658
(Rs.)[6 + 7+8 ] (94.77) (12.96) (23.71) (43.01) | (29.31) | (152.35) (108.4) (144.11)
Annual Surplus/ Deficit | Data Data Insuff. | Data Data Data Data Insuff. | Data Insuff. Data Data
(2+3+4-5) (Rs.) Insuff. Insuff. Insuff. Insuff. Insuff. Insuff.

Note: The figures in bracket are per hectare of irrigated area equivalents of the corresponding figures outside the bracket
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