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FOREWORD

In early 1989, the IIMI (donor) Support Group, constituted a five-
member | ], consisting of Vijay S. Vyas as chairman, Roger Corbiere, Join
H. Josht, 5:-d S. Kairmani and E.T. York, and commissioned it to onduct a
external program and management review of the Institute. Biographical
sketches of jxunel members are presented in Annex 1. Tie Terms o~ heference

for the Review are set forth in Annex 11.

The Support Group intended for this review to be similar, in many
respects, to those of the CGIAR centers which are conducted at five to si:
year intervals. Thus IIMI's Review was scheduled some five years after tle

Institute, formally, came into existence.

The Support Group’s objective in authorizing this exercise was to
proviae a comprehensive review and evaluation of the Institute, in terms ¢f
its programmatic endeavors as well as its administration and management.
Another purpose related to the current efforts of the (3IAR to review and
evaluate a number of "non-associated” international agricultural research
centers (IARCs) for the purpose of determining which of these centers migtt
be brought into the CGIAR System. Thus, results of the TIM] review will te
used by the CGIAR in this process.

The Panel began its work by sending one member t¢ a June 1989 meetirg
of the IIMI Board of Governors. The full Panel first n.:t at IIM]
headquarters in Colombo, November 16-25, at a time whic ) coincided with the
Institute’s Internal Program Review, a one-week process involving ITMI’s
international staff and some of its national staff. D -ing this stay at the
Institute’s headquarters the Panel observed the Program Review, organized its

efforts, interviewed many IIMI personnel, and began the assessment process.

On leaving Colombo, four Panel members visited Pakistan, where, over a
pericd of 4 days, they observed IIMI programs and visited representatives o>f
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donor groups and of collaborating organizations in the irrigation and

agricultural ministries.

Similarly in early January, two Panel members spent some six days in
West trica where tney visited ITMI’s regional office in Ougadougou and met
repr-sentatives ol donor and collaborating organizations in Burkino Faso,
the i~y ‘oust, and Senegal. During the same period a third i:iwel member

vigited government and donor organizations in the Philippines and Indonesia.

The Panel convened again at [IMI headquarters on January 18 and spent
the following two weeks completing its assessment (including visits to
governmnent and donor crficials in Colombo), and writing its report., The

finul report went to the TIMT Board of Governors on January 31,

The Panel’s report, set forth in this docunent, covers the following

major topics:

ITMI's history and mission, legal status and governance,
organization and management, availability and management of
resources, [IMI's planning process and its strategic/operational
plan, 1IMI's program, along with assessment of its content and

achievements.

The Panel wishes to express its deej. sippreciation and gratitude to
Director General Roberto Lenton and his ontire staff, both at headquarters
and in the field, for the gplendid support and assistance provided during the
course of the review. Special recognition should be accorded to Himani
Elangasinghe, who ably served as secretary to the Panel and John Colmey, who
contributed his editorial expertise.  Such splendid cooperation has made the
Panel’'s task much more pleasant and productive than it might aotherwise have

been., We are deonlyv gratafal?
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SUMMARY AND RECOMMENDATIONS

After reviewing the activities and achievem:nts of IIMI since its
inception five rears ngo, the Panel has come to the conclusion that tae
Ins'itute performs an important function and effec ively complements :he
efforts of other JARCs committed to the task of en wring food securits to the

growing population in developing countries.

The demand for food and other agricultural cimmodities continue: to
expand as the global population grows at a rate of some 2% annually. This
demand is particularly evident in the developing w r.d where 90X of this
population growth is occurring and where, in many : reas, food supplies: are

already seriously deficient.

These circumstances have led to the creation >f a number of
international agricultural research centers (IARCs) concerned with the
development of improved cechnology oriented towards meeting these gros.ing
food needs. "Green Revolution" technologies develosed by these IARCs and
cooperating national programs have led to significait advances in food
production throughout. the developing world. These idvances have been
particularly impressive where adequate water was aviilable along with

improved crop varieties, fertilizers, and other needed inputs.

Recognition of the vital role that water must play in increasing food
production has led to major investments in irrigation systems. However,
there has been growing evidence that these systems vwere performing far below
their potential, and that in many cases the returns frou investments in
irrigation systems were far below what they should le. There is also
growing concern over problems of equity, sustainability, and the environment

as they relate to irrigation systems.

These circumstances led to a recognized need for an appropriate

international organization to be concerned with resecarch directed towards
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improving the management and performance of irrigation systems. Thus after
several vears of study by the Consultative Group on international
Agrirultural Research (CGIAR) and others, the International Institute for
Irrigation Management ([TMI) was created with the specific mission of

“improv ing the management and performance of irrigation systems in developing

countries,”

This report presents the findings and recomm:ndations that emerged from
a review of the program and management of [1MI by an kExternal Panel
commissioned by IIMI's (donor) Support Group some five years after the

Tnstitute came into esistence.

With headquarters in Colombo, Sri Lanka, [IMI now has field programs in
Pakistan, Nepal, Bangladesh, india, Moroceo, Sudan, the Philippines, and Sri
fanka. There is also a regional office in Burkina Faso, and consideratjon
1s being given to the development of programs in fi1ve west African countries.
A progect an Indonesta was completed in 1989, and work is projected to resume
in 14990, Memoranda of Agreement have been negot iated with most cooperating

countries,

1! has no research facilities of 1ts own, and works in a
decentralicod modee with and through existing national 1rrigation programs,
Its mode of operation in cach country inveives national consultative

commi ttees that serve to plan and guide the conducrt of programs.

TIMI is organized into four principal units, cach headed by a Director
who reports to the Director teneral. These major 'nits are the Programs,
Field Operations, [takistan, and Finanee and Administrat ton Divisions.  The
divisions are supported by the Offices of Information and broject
Development . The Programs Division 1s responsible for thematic research, as
well as regional and multi-country projects, and training.  The Field
Operations Divasion is regpongible for all country-specific, collaborative
field projects except those in Pakistan.  The Pakistan Division is

responsible only for project netivities in that country,
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Through 1989, the Institute had 30 intermational staff positions; 27 of
these are currently filled, of which 11 a;e held by staff from developing
countries. The staff appears to have a good balance, with personnel from a
number of different disciplines related to agriculture, engineering, and the

social sciences.

In 1989, IIMI had a budget of some US$7.7 million, 70% of which was in
restricted funds. The Institute’s Five-Year h.lorkplan calls for a doubling
of international staff and budget by 1994. The Institute has made
significant progress in improving its financial situation since 1987.
Currently, however, it has only US$7.1 million in funding committed for
1960--goime US$2.0 million below its budgeted level and US$650,000 below what
it had in 1989. There is hope that additional commitments will be made

during the current year.

The Institute has a distinguished Board of Governors, currently made up
of 13 individuals representing 11 nationalities and a good balance of
disciplines. Eight of the 13 are from developing countries and two are

women .

The Review Panel finds IIMI, generally, to be well organized and
managed and to be making significant progress towards achieving its
objectives. The Panel has identified a number of areas in which IIMI should
be commended for what it has accomplished as well ss some where further
improvement might be made.

The Panel has heard many favorable comments from both donors and
country collaborators concerning the quality of the Institute staff and

concurs in such positive assessments.

In Pakistan, the Panel found that the dichotomous relstionship between
IIMI and the two ministries of Agriculture and Irrigation posed certain
difficulties. There also appears to be an ambiguity in the Memorandum of
Agreement with the Pakistan Government that leaves some question about the
status of IIMI in that country.

X1~
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The Panel is also concerned with certain aspects of TIMI's current
administrative structure, based primarily on the fact that programmatic
responsibilities are separated into three divisions, each under a director.
This arrangement seems to be contributing to a fragmentation of effort and a
lack of a cohesive, well-coordinated total program.

The Panel is concerned with the apparent short-fall in the Ingtitute’s
1990 budget. It is even more concerned with the significant expansion in
the Institute’s program as projected over the next five years. In
expressing this concern, the Panel does not, in any respect, question the
importance of IIMI’s efforts or the desirability of further expanuoion to
enable the Institute to more adequately address needs. The Panel’s posture
with respect to the proposed rate of expansion grows out of a number of
circumstances discussed herein that may constrain the availability of
resources--as well as the firm belief that efforts to expand too far ard too
fast would not be desirable. The Panel believes that, at this stage of
development, IIMI should concentrate on achieving the highest possible
quality of effort in whatever it undertakes. 1f this is done, appropriate
expansion can likely be assured.

The Panel also notes that the large percentage of the total budget in
restricted funds could limit the Institute’s ability to address high
priority needs. However, we recognize that the high ratio of restricted to
unrestricted funding may relate to how these funds are classified and that in
many cases the "restriction” associated with certain funds may be of little

consequence in terms of the Institute’s program.

The Panel is very concerned, however, thaut many of the projects
supported with restricted funds do not adequately cover indirect costs

associated with the project.

During the past three ycars, ITMI has engaged in what the Panel
considers to have been an excellent planning process that has resulted in the
preparation of strategic and operational plans to help guide ite efforts

over the next several yeara. The Panel generally corcurs with most elements

-%11-


http:pP.rcent.a.ge

of both the Strategic Plan and the Five-Year Workplan. We have, however,

raised certain issues and made some suggestions concerning both,

For example, the Panel notes that the proposed program themes are very
broad arsi suigests that IIMI narrpw the focus of its primary program
efforts, « r~entrating on those themes and related activities that can make
the gre ..o -« o ..tribution to the achievement of its mission. The I-:nel also
notes that the Institute proposes to initiate programs in China and Mexico
in 1993, despite the position taken in its strategy not to launch programs in
those regions "in the immediate future."

The Panel found the Institute to be involved in an impressive array of
research projects for such a young organization. Moreover, there was
considerable evidence of significant progress thus far. Wwhile the quality
of IIMI's program appears be generally good, the Panel suggests that further
attention be given to measures that might strengthen its quality control

mechanisms.

ITMI’s training efforts have, to date, been somewhat limited. The
Institute, however, is committed to developing a strong training program and,
with the recent employment of a full-time training officer, seems to be

moving towards the realization of this objective.

The Panel believes the Institute is making good progress towards the
implementation of a sound information program, the specifics of which are
spelled out in the strategy document. In fact, the Institute already
possesses an impregsive ligt of publications for an organization of its s.ze

and stage of development.

The Panel made a special effort to assess the relative merits of
different aspects of IIMI’s program as well as the achievements and
contributions to date. These efforts involvesi a mail survey of IIMI's
donors and collaborators as well as personal contacts with both groups by

Panel members.
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ncerall, the Panel received very positive evaluations of IIMI by both
groups. The relatively few instances where less-than-positive attitudes
were reflected appeared to be due to a lack of knowledge about IIMI. That,
in turn, may be dur to a lack of interaction or communication between the

Ingtitute and key officials.

Deupite evidence of a few such attitudes, the overwhelming response
was svery pogitive and supportive--perhaps unusually so for a relatively young

organization with a limted opportunity to proe its worth,

The Panel concuarg with the observations of donors and collaborators
alike that mprovements in the management of irrigation systems, to which
1IMI is committed, offer great promise for significantly increasing food
production, thereby contributing to improved food security in many areas of

the dewveloping world,

There is little doubt about the need Lo improve the management of
irrigation svatems, 0 all ooweds. It is readily upparent to the Panel that
TN has done an effective job, during ity relatively brief period of
oxnscetence, of intcating and carrying oul various peojects that should
coptribute st Drant Ly Lo the improved management and performance of
rrrigation systems in the deseioping world.  Moreover, it has the potential
foroeven greater contrrbution as it gains further experience and knowledge

concerning the difficult probleme with which 1t is dealing.

The Panel’s report contains a number of suggestions, hopefully useful,
with respect to various aspecty of [IMI's program and management. However,

the Panel specifically recomnends that:

- the Ingtitute, possibly the Director Genceral and the chairman of the
Board of Governors, initinte discussions with appropriate officials in
Pakistan in an effort to work out an arrangement that would bring IIMI
into closer working relationships with irrigation officials and resolve
the ambiguity, if any, with respect to the "autonomy” language in the

agreement
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ITMI management investigate the strategies that have been developed to
obtain international organization status for several of the OGIAR
centers and consider whether the Institute should move to seek such
status;

the Director General and the Board of Governors cimsider an
administrative organizational structure that will facilitate the des:ign
and execution of a cohesive, well integrated Inst:tute-wide program;

IIMI management:

a) review the components of indirect costs to ensure that all
legitimate elements are included;

b) move vigorously to incorporate indirect costs into all project
budgets and explore the possibility of renegotiating existing

contracts;

donors of IIMI restricted fund projects recognize the need to fully
fund the indirect costs fairly attributable to their projects and
proceed accordingly;

project budgets be drawn so as to permit new international staff to
spend a substantial period of time at headquarters so that they will
come to understand IIMI’s strategic and operational goals, its
organizational culture, and its administrative procedures;

IIMI management design and install a position classification system
applicable to all national staff positions;

IIMI consider the implications cf the role of women in developing
country agriculture in the formulation and conduct of its program;

ITMI narrow somewhat the focus of its primary program efforts,
concentrating on those themes and related activities that can make the
greatest contribution to the achievement of its mission;



IIMI give priority to achieving the highest possible quality of

efforts in whatever it undertakes and not jeopardize its ability to do
80 by overextending itself, either geographically or in the size of its
total enterprise;

IIMI institute edditional measures to strengthen its quality control
mechanisms, such as organizing expert reviews of major issues
encountered at various stages of a research project, as well as special
panel reviews of proposed management innovations to ensure thcir
feaaibility, cost effectiveness, and adaptability in the given
management environmént. The cost of such reviews should be a part of
the research project budgets; and

ITMI concentrate on developing effective commmications with personnel

in collaborating agencies--including those at the highest levels
involved with policy making.
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1. HISTORY AND MISSION

1.1. Background

A number of circumstances during the last two to three decades have led
to the establishment of the International Irrigation Mar.agement Institute
(IIMI). Of primary significance has been the steady, unrelenting growth in
the global population and the implications of that growth to world food
needs. Of particular significance is that in recent years, some 90% of the
annual ’ -~rease in population worldwide has occurred in developing countries
where, in .any areas, food supplies are already inadequate. These
circumstances led the global community to take a number of actions, including
the creation of several international agricultural research centers (IARCs)
concerned with the development of improved technology oriented toward
meeting these food needs. Some of the first IARCs, such as the
International Rice Regearch Institute (IRRI) and International Maize and
Wheat Improvement Center (CIMIYT), proved to very successful, and their
accomplishments tended to stimulate the formation of otiiers. The "Green
Revolution” technologies which they developed led to significant advances in
food production throughout the developing world. These advances were
particularly impressive where adequate water was available along with

improved crop varieties, fertilizer and other needed inputs.

Recognition of the vital role which water must play in increasing food
production has led to major investments in irrigation systems. Between the
19508 and the mid-1980s8, the area under irrigation grew from 90 million to
some 210 million hectares (ha). Progressively larger parts of food supplies
in countries with rapidly growing populations--such as India, Indonesia,
Pakistan, Mexico, and Brazil--came from irrigated areas. Thus, the
importance of irrigation in augmenting food supplies in poor tropical

countries is formally established.



With rapid expansion in irrigated areas came a host of problems, many
of which have become progressively more acute. These problems involve
issues of equity, sustainability, and the environment, among others. For

exanmple,

- the costs asgociated with developing new irrigation systems began to
es calate rapidly and many observers began to question the economic
feagsibility and wisdom of making further large investments in such
svstems. 7The desirability of increasing the efficiency and
effectiveness of existing systems thus appeared to be a more attractive

economic alternative to many.

- inadequate attention to some of the technical, economic, and social
factors, resulted in problems like waterlogging, drainage,
sedimentat ion, and weed growth, and ultimately jeopardized the

v of irrigation systems.

sustainabil

- problems of equity emerged in the distribution and use of water within
irrigation systems.  There were even broader equity issues growing out
of the contrast in benefits accruing to those having access to
irrigation 11 contrast to those dependent on rainfed agriculture.
Other equity issues related to the plight of people whose farms were

inundated by irrigation systems.

- major environme-ntal problems emerged, including increased
salinization, pollution from effluent and agricultural chemicals,

water-borne discases, ete.

These problems called for research and action programs aimed at
managing irrigation systems in more efficient, sustainable, equitable, and

ecologically-sourd ways.

This array of circumstances contributed to a growing interest in
creating an international institute--modeled after other successful IARCs--

with a primary res:arch migssion of developing and helping to implement
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improved irrigation management practices which might contribute to increased
food production in the developing world.

These were same of the circumstances which led to the creation of 1IMI.

1.2. History of IIMI1

It should be noted that there was a gestation period of some 15 years
from the time the concept of an international irrigation institute was
conceived until IIMI came into being. The recommendation to create an Acian
Institute for Irrigated Agriculture was first made in 1968 in a report of the
First Asian Agricultural Survey sponsored by the Asian Development Bank.

The idea of an international initiative was given further support when
the Bellagio Group (which later formed the CGIAR), in its first meeting in
April 1969, stressed the importance of water in agricultural development.
This was followed by a seminar sponsored by the Ford and Rockefeller
Foundations which recommended that an international program of research and

training in the field of irrigation be established.

The subject of irrigation was on the agenda of the first and second
meetings of the Technical Advisory Committee (TAC) of the CGIAR in June snd
October of 1971. TAC recognized the importance of the problem but could not
decide on the precise form and content of a program. TAC then commissior.ed
a study of the issue by the Universities of California and Utah State under
the leadership of Dean F. Peterson.

Dr. Peterson’'s report recommended the establishment of an
international center dealing with the development and adaptation of
technology, the economics of irrigation, and the development of irrigation

1 Many of these details concerning the history of IIMI have been taken
from a publication by Director General Roberto Lenton, entitled "A Brief
History of IIMI." The Panel felt that a more detailed account of the
thorough consideration given to the creation of this organigation was
appropriate in the report of the first External Review of the Institute.
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policies and institutions up to the national level. TA' was not satisfied
with this recommendation and directed five of the CGIAR affiliated TARCs to
prepare an account of their work in water management al ng with their views
concerning how work in this area might be expanded. Af'.er reviewing the
responses from the five centers, the possibility of est:blishing a center for
irrigation management was again on TAC’s agenda nt its ninth meeting in
February 1975, and was discussed extensively at its 12th, 13th, and 14th

meetings.

A paper on "Water Use and Management" prepared by the Food and
Agricultural Organization (FAO) at TAC'’s request was avt ilable at the 14th
meeting. After considerable discussion TAC concluded t}at water use and
management deserved higher priority in the CGIAR system and recommended that

existing IARCs allocate more resources to this area of vork.

At the 15th meeting of TAC in 1977 some members e presgsed the view that
existing centers could not be expected to address the problem adequately,
stressing the need to give this matter higher priority. TAC agreed to study
the problem further and, with the help of the Internaticnal Development
Research Centre (IDRC), asked Sir Charles Periera to clair a study team to
address it. The Periera report recommended the establi: hment of an
"International Center for Research and Training in Irrisation Technology" in
a developing country with outposted divisions providing field teams to
reinforce existing work in the Ganges, Indus, Nile, and Euphrates-Tigris
basing, and with additional study of the nceds of the Srhel, the Maghreb
countries, and latin America. A revised version of thit report was
considered by a TAC-appointed working group and presentcd to the OGIAR in
October 1980.

The discussion of the draft proposal was inconclusive, so the Chairmen
of TAC convened a meeting of interested donors in July 1981, leading to the
formation of a Task Force chaired by F.E. Schulze to give the matter furthcr
consideration. The Schulze Task Force reported to TAC in March 1982, After
careful considerati-n, TAC took action to recommend to the CGIAR the

establishment of an international irrigation management institute.
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The CGIAR reacted positively to this recommendat on but concluded that
it was not prudent to add any new initiatives as budgets of the IARCs then
in the CGIAR system were already seriously constrained. It was suggested,
however that irrigation water management appeared to merit the highest
priority as the next activity to be considered by the (GIAR Group.

Interested members were encouraged to explore the possibility of establishing
an international irrigation management program, embodying the principals set
forth in the TAC recommendations--outside the sponsorship of the OGIAR.

With this action by the CGIAR, a group of interesited donors held an
informal meeting in May 1982 to consider follow-up efforts. The Ford
Foundation was asked to explore the matter further on Lehalf of the group of
donors, and Dr. Ralph Cumnings was engaged as a consultant to carry out this
task.

Following the CGIAR meeting in May 1982, Dr. Cummings visited India,
Pakistan, Philippines, and Sri Lanka--which were considered primary
possibilities as a headquarters site for the proposed Institute. Upon
completion of these exploratory visits, two meetings of interested donors
were held to explore the feasibility of establishing the Institute.

At this time the concept of an Institute Support Group was approved and
a group of interested donors was formed. It was also egreed that the
Intermational Irrigation Management Institute (IIMI) be constituted along the
general lines recommended by TAC to the CGIAR in May 1982. The Ford
Foundation was chosen as the isplementing agency for the Institute.

During the course of its meetings the Support Group decided on India as
a preterred loocation. However, the Indian Government was not prepared to
host the Institute at that time. An agreement was then worked out with the
Government of 8ri lanka to establish IIMI's headquarters in that ocountry.

In the course of these negotiations, Dr. Cummings also visited
Pakistan where government officials expressed their interest in hosting the
headquarters site. When the decision was made to locats the Institute



headquarters in Sri Lanka, Pakistan officials were gi’en assurance of the
need for a major cooperating unit in Pakistan.

At the second meeting of the Support Group in May 1¢83 a Governing
Board was created, and the Board held its first meetig the following
September. Dr. Cummings served as Interim Director G:meral in the period
until Dr. Thomas Wickham, chosen as the first Directc~ General in Ncvember
1983, could assume his responsibilities. An IIMI chna-ter was drafted,
endorsed by the Support Group, and ratified by the Go/ermment of Sri Lanka in
May 1984,

IIMI began to function on January 1, 1985 as a legally constitutec
body with its own functioning governing board, headquirters offices, anc the
nucleus of a staff. Since that time the [nstitute hai been actively
involved in developing its staff, defining more specifically its missior, and
initiating programs to carry out that mission. Some indication of the

progress 1M1 has made in thig regard is found in this Review Panel's report.

1.3. IIMI's Mission

The present mission of [IMI has largely evolvec from the TAC report of
1982. This report suggested that the overriding objective of the Institute
be that of "improving the management and programmes « £ irrigation systess in
the developing countries. " A well managed 1rrigaticn system was defined as
one that would 1) ensure the dependability and equity of water distribution,
2) increase agricultural production, 3) improve the «verall quality of | ife
in rural communities, 1) protect, maintain, and improve the quality of
irrigated soils, 5) protect, maintain, and improve the quality of the
environment , arnkl £) protect the health and general welfare of the peopls:

concerned.

The 1982 TAC report envisaged [IMI as an "lnstitute of somewhat
decentralized type, with a modest size and interdisciplinary core gtaff "
It further suggested that "the Institute would ~ork with living irrigat on

schemes operated by national agencies of several coojerating countries ‘or
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its operating field laboratories.” The Panel notes that IIMI has developed
much along the lines suggested by TAC.

The mission of the Institute has been further articulated in IIMI’s
strategy paper (1989) as follows: "to strengthen natinal efforts to imyrove
and sustain the performance of irrigation systems in Jjeveloping countries,

through development and dissemination of management innovations."

The report of this Review Panel considers the progress IIMI is making

in carrying out this mission.

Finally the Panel would note that IIMI’s mission is unique compered
with other irrigation-related organizations, since it is concerned with
management rather than the design of irrigation systems. When compared with
other IARCs, IIMI is concerned with improving agricul tural production
through improved management rather than through imprcved production
technology. These circumstances imnderscore the raticiale for IIMI’s mode of

operation,

1.4, Panel Commentary

The Pane) is convinced of the importance of IIMI’s mission and of its
complementarity with other international research centers committed to the
vital task of keeping the world’'s food supply in line with population growth.,
As will be seen in the commentary on subsequent chapters, the Panel--while
rmaking a number of recommendations that might strengthen the Institute--views
IIMI's achievements to date in a highly favorable light. IIMI deserves
continuing support so that its potential impact might be more fully
realized. Modest investments in IIMI's work can help to maximize the massive
investments in irrigation systems that have already been made and those that
are on the drawing board.

The Panel notes that a proposal is under discussion in donor circles
with the possibility of a new initiative concerned with some aspect of

irrigation. While not. familiar with the proposal’s details, the Panel ia
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concerned over the potential for unnecessary duplication and hopes any new

institution will complement the mission of IIMI.



2. LEGAL STATUS AND GOVERNANCE

2.1. Leganl Status

2.1.1. Charter and status in Sri Lanksa

At a meeting in November 1982, ag noted above, the Support Group
delegated responsibility to the Ford Foundation to act as implementing agency
and take the necessary steps on behalf of the Group to bring the Institute
into being as a legally constituted operational body, to draw up a charter,

and to enter into negotiations with a host country.

Discussions were initiated with the Government of Sri Lanka in March
1983, and a "Memorandum of Agreement between the fFord Foundation acting on
behalf of the International Irrigation Management Institute Support Group
and the Government of Sri Lankn” was formally signed on September 1, 1983,
The agreement designated Sri banka as 11M1's headquarters country and
accorded the Institute privileges and immuiities "no less favorable than
thoge granted to the UNDP Office” in the country. The Government also
agreed to provide a site for [IMI headquarters in the vicinity of Kandy.
(The recent move to Colombo, however, was made with Lthe full consent of the

Government . )

In addition, a draft charter was prepared for consideration by the
Support Group in October 1983. Although it had been anticipated that the
charter would establish [IMU as a valid international organization upon
signature by representat ives of two or more international sponsoring
organizations, legal coungel advised that international status could only be
conferred if TIMI were part of a duly constituted body of the United Nations
or like body or created umndler a treaty between two or more nations. Thus,

the designation "organization, international in character” was used.



The draft charter was approved by the Support Group in January 1984 ard
ratified by the Government of Sri Lanka on May 31 of that year. "A bill to
establish the International Irrigation Munagement Institute and for matters
connected therewith or incidental thereto” was enacted by the Parliament of

the Democratic Socialist Republic of Sri Lanka on November 30, 1384, and
certified on January 9, 1985. This legislaticn formally established IIMI as

a corporate body; international in character; having legal status; and
enjoying the privileges, immunities, and character in Sri Lanka as set forth

in the Memorandum of Agreement and the charter.

ITMI commenced activities as an independent institute on January 1,
1985, at which time, the formal responsibilities of the Ford Foundation came
to an end.

2.1.2. Status in other countries where prgjects are located

In addition to Sri Lanka, IIMI has Memoranda of Agreement with
governments or governmental organizations in eight other countries:
Bangladesh, Burkina Faso, India, Morocco, Nepal, Pakistan, the Philippines,
and Sudan.

For the most part, these agreements stipulate what is expected of IIMI
in terms of research, expert assistance to national program staff, training,
and publications. They also indicate the privileges and immmities accorded
to the Institute and its international staff, including immunity of person,
property, and assets; the right to transfer funds in and oul of the oountry
and to operate in any currency; Institute freedom from taxation or the
payment of customs duties; international staff freedom from income taxes;
assistance in obtaining visas for staff, visitors, trainees, etc. In most

cases, the host country has also agreed to provide working space.
While recognizing that it is not always feasible, the Panel suggests

that agreements are best concluded with the overall government of a country
rather than with a single governmental agency.
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2.1.3. Status in Pakistan

The agreement with the Government of Pakistan differs from the others
in that it indicates the parties will work together to establish a unit of
IIMI to be known as "TIMI Pakistan” with “international and national legal
personality” and "the character of an autonomoug, international, non-profit,
research, educational, and training organization” (section 2. 1, emphasis
added). The fact that the agreement accords privileges and immunities to
IIMI Pakistan further supports the concept of autonomy as does the wording in
section 4.1 to the effect: "IIMI Pukistan will serve as a major unit of
world centers or federation of cooperating centers having as its principal
objective improvement in the management of irrigation systems."” Yet section
7.1 states: "The Govermment of Pakigtan shall recognize 1IMI" as an integral
unit of an autonomous, international, non-profit, research, educational, and
training organization.” Further, the agreement stipulates that IIMI
Pakistan be administered by a Director responsible to the Director General of
IIMI proper and operated under the governance of the IIMI Governing Board,
with Pakistan reserving the right to designate one member. These terms thus
set TIMI Poakistan apart from other countries in vhich IIMI works. Although
in many ways this is justified by the size of the operation, the significance
of irrigation in the country, end historical circumstance (Pakistan was one
of the three countries seriously considered as IIMI's headquarters site with
great interest expressed by its Government), the Panel notes an apparent
ambiguity in the agreement’s wording to the effect that IIMI Pakistan is both
autonomous and an integral part of the Instilute and suggests that it be

examined.

The implications of these terms for IIMI’s organization and management
are discussed in Chapter 3. However, the terms of the agreement raise

another issue appropriately considered here.
IIMI’s collaborators at the operational level within Pakistan are

primarily staff of the provincial departments of irrigation and the federal

Ministry of Wwater and Power., Nonetheless, it is ingtitutionally linked with
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the Pakistan Agricultural Research Council (PARC) of the Ministry of

Agriculture for adminigtrative purposes.

The Panel believes that this dichotomy of relationships at the
operational and institutional levels contributes to a feeling on the part of
officials in the irrigation and water agencies that they do not have a

sufficient voice in IIMI's Pukistan activities,

It is obvious to the Panel that the dichotomous relationship poses some
real operational difficultices in Pakistan. Although officials frem both
PARC and the Ministry of Water and Power told Panel members that the existing

arrangement 1s gatrisfactory, there clearly are problems associated with it.

Chviously, there is a need for a close working relationship between
+IMI and both the ag¢ricultural and irrigation sectors. IIMI’s emphasis on
irrigation minceemont, howvever, suggests that the primary relationship should
be- with and through the covernmental irrigation agencies at both the
provincial and federal levels, with a greater involvement of the irrigation
agencies in the leadership of the Consultative Committee and membership on

1TMI's Board of Goverrors.

The Danel roecommends that the Institute, possibly the Director General
and the Chairm:n of the Doard of Governors, initiate discussions with
appropriate officials in Pakistan in an effort to work out an arrangement
that would bring TIMI into closer working relationships with irrigation
of ficials and resolve the ambiguity, if any, wilh respect of the "autonomy”

language in the agreemernt.

2.1.4, International organization status

Although TIMI is described in its Charter as an organization
internaticnal on character, the Institute, in fact, became a corporate body
under the laws of Sri Lanka. Since the time of 1IMI's founding, several
CGIAR centers have attained true international stetus as that accorded to

such agencies as the United Nations Development Programme (UNDP) which the
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staff of those centers claim has facilitated their work in numerous ways.
While JIMI's relations with its headquarters host country are excellent,
international status would greatly ease the Institute’s entry into new

countries. Accordingly:

The Panel recompends that IIMI management investigate the strategies
that have been developed to obtain international organization status for
several of the CGIAR centers and consider whether the Institute should move

to seek such status.

2.2. Board of Governors

2.2.1 Board composition and operations

The first meetings of IIMI's Executive and Finance Committee and
Program Committee were held in early 1984, while the full Board met for the
first time in September of 1983, A number of members have served since the
inception and have just completed or are about to complete their service. A
chart indicating nationality, gender, discipline, source of nomination, and,
in the case of 1990 members, committee assignments, is attached as Table 2.
1. (next page), The 1990 IIMI Board of Governors is comprised of 13 members
representing 11 nationalities and a good balance of disciplines. Five of

the members are new to the Board.

The full Board meets once annually; the Program Committee and the
Executive and Finance Committee, twice each; and the Nominating Committee
once or twice as needed. There is no separate audit committee as the audit

function is performed by the Executive and Finance Committee.

Members are elected for three-year terms, renewable once. Except for
two ex officio members (the Director General and an appointed representative
of Sri Lanka), the Board elects its own members and officers; however, it
must choose four members from among those nominated by the IIMI Suppart Group

and up to two from those nominated by its host countries-—one of whom must
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come from Pakistan. According to the Director General, meetings have been

well attended, with an average of only one absentee per meeting.

NAME

Abdalla

Abeywickrema

Bagadion
Chowdhry
Cunningham
Manuellan
Mensah
Muhammed
Peterson
Schulze
Takase
Wickham
Bell
LeMoigne
Obeng
Grassi
Sandhu
Lenton
Troy
Wijetunga
McNamara
Al Shayji
Azam
Rangeley

Swaminathan

Tsutsui

IFAD
WB

Table 2.1 MEMBERSHIP OF ITMI's BOARD OF QOVERNORS

-14-

International Fund for Agricultural Development
World Bank

NATIONALITY  DISCIPLINE GENDER START END
TERM TERM
Sudanese Agriculture M 1983 1989
Sri Lankan Social Science M 1983 1988
Filipino Engineering M 1983 1990
Indian Social Science -F 1983 1989
British Agricul ture M 1983 1988
French Engineering M 1983 1988
Benin (IFAD)Administration M 1983 1986
Pakistani Agriculture M 1983 1988
American Engineering M 1983 1988
Dutch Engineering M 1983 1986
Japanese Engineering M 1983 1989
American Engineering M 1983 1987
American Economics M 1983 1990
French (WB) Engineering M 1984 1989
Ghanian Water/Environment F 1986 1991
Venezuelan Engineering M 1987 1989
Pakistani Agriculture M 1988 1991
Argentine Engineering M 1987 Ex. Off.
French Engineering M 1989 1991
Sri Lankan Administration M 1989 Indef.
American Administration M 1989 1991
Kuwaiti Admin. /Environ. F 1990 1992
Pakistani (ADB)Economics M 1990 1992
British Engineering M 1990 1992
Indian Agriculture 4 1990 1992
Japanese Engineering M 1990 1992

NOMINATED

BY



B. 1990 BOARD MEMBERS

NAME NATIONALITY DISCIPLINE GENDER END NOMINATED

TERM BY
Bagadion Filipino Engineering M 1990 SG
Bell Amperican Economics M 1990 SG
MacNamara American Administration K| 1991 Board
Obeng Ghanian wWater/Environment F 1991 Board
Sandhu Pakistani  Agriculture M 1991 Host
Troy French Engineering M 1991 Board
Wijetunga Sri Lankan Administration M Indef Host
Lenton Argentine Engineering M BRx. Off. Board
Al Shayji Kuwaiti . Admin. /Environ. F 1992 SG
Azam Pakigstan(ADB) Economics M 1992 SG
Rangeley British Engineering M 1992 Board
Swaminathan Indian Agriculture M 1992 Board
Tsutsui Japanese Engineering M 1992 Board
SG = Support Group PC = Program Committee

Host

ADB= Asian Development Bank EC

= Host Country

NC

Starting from 1 January 1990:

(1)

(2)

(3)

Regional balance of the members :

N. America
Europe
Africa

S. Asia

S. E. Asia

E. Asia

Latin America
Middle East

[}
e = et Wl e DD BN

Balance of disciplines :

Irrigation Engineers
Agriculturists
Economists

Administrators
Environment Scientists

Source of nomination:

Support Group
Board

Host countries
Ex. Officio

[
DN,

[\ 2N o]

!
[l - I 2 B =
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Nominating Committee
Executive & Finance Committee

BOARD
COMMITTEE

PC/NC/EC
EC

EC
PC/NC/EC
PC

PC/NC

EC/PC/NC

8
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(4) Committee assignments:

Executive and Finance

Committee -6
Program Committee -10
Nominating Committee - 4

(5) Board leadership:

Chairman - Bell
Chairman, PC - Bagadion
Chairman, NC - Obeng

The Board has paid particular attention to geographic and discipline
balance in selection of its members., Of the 21 members since 1983, ihree
have been women, two of whom serve currently. The Panel hopes there will be
continued efforts to involve qualificd women on the Board., 1t is now
especially impcrtant that attention be given to leudership positions; both
the overall chairman and the chairman of the Program Committee will complete

their terms at the end of 1990.

Although the need for o formal orientation of Board members was not
apparent in the past, so many having "grown up” with IIMI, the advent of five
new members in January {940 suggests more attention should be paid to this
matter. Toward this end, 11MI management is currently reviewing the Board

handbooks used by some centers in the CGIAR Svstem.

At the June 1989 Board meeting attended by once member of the Panel, all
the members were well prepared and participated actively in the discussion.
Every issue before the Board was treated with great care and deliberation,
and the Chairman made every effort to ensure that all voices were heard.
Relations with management appeared very congenial. However, some of the
important documents (e.g., the Five-Year Workplan and the 1990 Program and
Budgets) were not available until the morning in which they were to be
discussed, and did not appear to have been sufficiently considered by staff
before being presented. In contrast to the conscientious approach of the

present membership, there is some evidence that st Boards were not as
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vigilant as they might have been with respect to monitoring financial

matters; the fiscal situation in 1987 is a case in point.

All of the issues raised by Board members in June have been examined by
the Panel and are touched on throughout this report.

Since IIMI’s inception, minutes of the meetings of the Board and its
several committees have recorded the proceedings in great detail; they form a

comprehensive record of governance deliberations.

2.2.2. Survey re Board's role, responsibilities, and operations.

At the request of the Punel Chairman, Board members present at the June
1989 meeting were asked to complete a survey form which coverd the Board’s
role, responsibilities, and operations. Developed by Selcuk Ozgediz of the
CGIAR Secretariat, the survey considers Board operations and relationships
in great detail {196 questions); the results should aid both management and
the Board leadership in understanding and responding to Board needs. In
general, the response was positive. Relations with management were judged
to be excellent; the overall effectiveness of the Institute, good to very
good. The Board was somewhat more restrained in considering its own
internal relationships and its own performance. >MMembers felt that they
would benefit from a more effective orientation and that they were not as

well informed about Institute affairs as they would like to be.
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3. ORGANIZATION AND MANAGRMENT

3.1. Current Management Structure

IIMI is organized in four principal divisions, each headed by a
Director who reports to the Director General. In addition, the heads of two

support offices--Information and Project Development--also report to the

Director General. (See organogram, Figure 3.1.)

INTERNATIONAL IRRIGATION MANAGEMENT INSTITUTE ORGANISATION CHART

" DIRECTOR

e - e
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- The Programs Division is responsible for IIMI's thematic

gspecifically thematic research, regional or multicountry

management training.

The Field Cperations Division is regsponsible for all of

country-gpecific collaborative field projecta, with the

those in Pakistan. All other country unit heads report

Director, Field Operations, and are responsible for the

activities,

projects, and

the Institute's
exception of
to the

I adership of

IIMI field research and training projects in the country concerned.

At present, IIMI has resident staff in Bangladesh, Morocco, Nepal, the
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Philippines, Sudan, Sri Lanka, and West Africa. The Sri Lanka-based
field staff also manage projects in India; the West Africa office,
located in Burkina Faso, is designed as a regional operation that will

oversee projects in several neighboring countries.

The Pahistan Division is responsible for all IIMI project activities in
Pakistan, the largest of the Institute’s country operations.

The Finance and Administration Division js responsible for planning and
directing the financial, personnel, purchasing, housing, and

administrative support services of the Instituie.

The Information Office is responsible for 1IMI’'s information activities
and publication facilities and for the public relations affairs of the

Institute.

The newly established Project Development Office is responsible for
assisting the Institute in the identification, formulation, and funding
of new projects, or fresh phases of existing projects, and works
closely with the Director General and the Divirion Directors. The
office may also have project monitoring functicas, in support of tLhe

Institute's country operations.

This structure went into effect in Lecember 1983 after approval of

IIMI’s long-term strategy by 1IMI’'s Board of Governor3. It superseded a

structure that included a Deputy Director General and a Director for

International Programs in addition to Directors for Pakistan and for Finance
and Administration. In conjunction with the strategi: planning, IIMI

managenent sought to devise a structure that would:

! The activities of all three program divisions re described and

reviewed in Chapter 6.

1 Specific details of the Finance and Administra .ion Division’s

functions are discussed in chapter 4.
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- provide the necessary control and direction without being unduly top

heavy or adding unnecessarily to IIMI's indirect costs;

- take into account that the bulk of 1IMI's program involves country-

specific field projects; and
facilitate the integration of IIMI's thematic research.

A possible geogruphic (e.g., continental) orientation ot directorships
was ultimately reijcoted as conuesrey Lo the third goal. Nonetheless, 1IMI
management. 1s not set satisCied with the intermction wnong the various
programmatic divisions, which ig needed if the Institute’s objectiven are to
be realized. 11Mi’g strategy rnvisages thematic research conducted by the
Programs Divisicn staff in collaborat ion with the Field Operations Division,
with the former also working closely with the country staff in the design and
development. of {j«id projects to ensure their integration with thematic
obgectives. in eddition, the fact that so (ew international staft are
located 10 any given country. coujpded with rhe muttidiseiplinary nature of
ITMI's projects, means thar peeded discrplinary expertise must often be
soughl outgide the given preaect staff. Although external consultants are
one source of wach expertise, 1M also secks to respond to this need through
“internal consultants, fn practice, the inflexibility of some project
funding, distance, and o prediiection for self-sutficiency have so far

inhibited close inter-divisional interaction.

ITMI’s deliberate decrsion to work in a decentralized manner, and the
relative isclation of international staff in the individual country units, of
course, makes consultation and coordination more dif ficult and presents an

additional challenge to genior management..

At present, the Institute is considering a proposal to remove the Sri
Lanka field office staff from the headquarters site and seelk workspace for
them within the irrigation ministry. They would thus be in a position more

walogous to other country program staff, able to relate on a daily basis

with host country officials with vhom they collaborate and exempt from the
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inevitable headquarters management tasks that fall to those close at hand.
The Panel supports this proposal and believes it would lead to an evern, pore

positive and productive relationship with Sri lanka irrigation managers.

The Panel has serious concern about IIMI's current administrative
structure, based primarily on the fact that programmatic responsibilitieg are

separated into three divisions, each under a Director remcriing to the
Director General. The Institute, in effect, has three program leaders.
Despite the obvious need for close, continuous interaction among the three
divisions responsible for planning and ¢arrying out IIMI’s total program, the

present structure appears to contribute to a fragmentation of effort,

In the first instance, the Panel finds little rationale or merit in
according special divisional status to the prograﬁ in Pakistan. Except for
its size and the special status accorded it in the agreement with the
government of the country, the Pakistan program is little different from
other country operations, the Panel suggests that the Pakistan program
should function administratively and programmatically within the Institute in

a manner similar to the others.

A second concern of the Panel is the relationship between the Field
Operations Division and the Programs Division. IIMI’s work in a single
count.y is, administratively, under Field Operations, yet a multicountry or
regional project comes under the Programs Division. Moreover, the latter
has been given respongibility for thematic research, while IIMI's strategy
statement recognizes the need for the Programs Divisions staff to work
closely with the staff of the Field Operations and Pekistan Divisions in the
design and developnent of field projects to ensure their integration within

TIMI's thematic strategy.

The Panel fails to appreciate the rationele for separating,
administratively and progranmatically, regional or multicountry op:rations
from the operations of a single country. Nor does it appreciate the '

ralionale for separating the efforts in the field from the themat.ic research
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carried out at headquarters. The two uzreas of effort are highly

complementary and must he closely integrated if they are to be successful.

The Director General acnnowledges that there are some problems with the
current structure, and the Panel understands that he is analyzing ways and
means to improve the situation. With each Division having its own budget
and personnel, there is no one other than the Director General to ensure
there is, indeed, a single, well-integrated and cohegive program tiithin the
Institute. It does not seem likely that the Director General will have the
time to give continuing, direct, institute-wide leadership to such program

formulation and execution.

The Fanel is cognizant, however, of the tact that the current structure
has been in effect for little more than a year, and that some may consider an
»
immedisnte change premature.  Nevertheless, the problems encountered in the

operation of the structure decerve careful attention.

The Panel recommpends that the Director General and the Board of
Governors consider an arministrative organizational gtructure that will
facilitate the desien and execution of a cohesive, well 1ntegrated institute-

wide program.

The Panel recognizec thot differunt organizationa] suructiuoes mizht boe
used to help achieve the goal of facilitating “"the design and execution of a
cohesive, well integrated jnstitute-wvide progran.  Accordingly we make no
recommendation concerning s jarticular strocoure, since there has not been an
opportunity to study the matter thoroughly., However, one possible approach
{among those which might be considered) could involve the appointment of a
Deputy Dircctor General for Programs, with responsibility tor ccordination
and leadership of the total resecarch and training program of” the Institute,
including those activities now carried out i1n the Field Operations, Programs,

and Pakistan Divisions.

It would appear that such a change could be implemented without a

major change in the current structure. There could still be a Dbirector of

-23~


http:int.egr'ut.ed
http:orrllll(~!.lg

the Pakistan program (in accordance with the agreement with that country).
Moreover, there would likely continue to be a need for a position such as
Director of International Cooperation {(or another appropriate title) with
responsibility for administrative relationships with cooperating countries

including many of the duties now performed by the Director, bield Operations.

No additional positions would be required. Such a structure would
call for one legs Director, with that title being replaced, 1n effect, by the

Deputy Director General position.

The Panel believes that such a structare would address manv of the
difficulties expressed above relating to the current structure. However, it
agnin emphasizes that it is not recommending thig structure. This 18 being

presented as one among, perhaps, many options which might be considered. ¢

3.2, Leadership

I1IM1’'s history is short, and, like its current structure, several
senior managers arce relativeiy new in their positions. The current Director
General joine<d the Institute as Deputy Director General in late 1986 and
assumed his leadership responsibilities in June 1987. He succeeded the
founding Director General who had taken up the podt three years earhier,

The Director of Administration joined the staff in April 1987, succeeding an
administrative of ficer after a hiatus of some six months.,  The Directors of
the three programmatic divisions were appointed, as noted, only 1in late
198R, although the Director o 1IMI Pukistan had served as Director of
Internationnl Programs since 1986,  The Panel hopes that the Institute will
be favored with somewvhat more stability in top management in the cruchal
vears ahead and notes the considerable advancement in planning and other

aspects of administration during 1989,

¢ One Panel member believes that the problems ot the orgnnizatjonal
structure, i.e., the roles of the various divisions and the concerns of the
field units, require careful study, and it i8 not appropriate to prejudice
that study by suggesting a possible approach despite the clarification that
it is not a recommendation.
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The Director General has impressed the Panel as a strong and
insightful leader with the ability to articulate forcefully 1IMi's plans and
policies. Among several admiristrative innovations he points tou in the past
vear is the establishment of a Management Committee to review 1IMI's input,
output, and impact.

The Management Committee is comprised ot the Director Generul, the
three programmatic Directors, and the Director of Finance and administration.
It meets quarterl]y for two to three full days to discuss and tuke decisions
on a variety of issues, including international statf recruiltment,
publications, the current and subsequent vear’s budgets, and proposed
projects; it also monitors progress on current projectg. There is some
concern amonyg staff that the infrequency of the meetings delays some major
decisions unnecessarily;  more frequent meetings would protably v desirable
with the views of the Director, Pakistan Division incorjorated in g manner
other than by hisg presence.  In any event, the directors in s Lanka try to
have an informal luncheon wecting weekly.  Minutes of the Muuwrement
Committee meetings arce preparod and distributed to participants. A report

summarizing the decisions taken 1s sent to all international staff.

The Director General airs chairs bimonthly mectines invoiving the
international staft based at headquarters, as well s rewearch nssociates and
other senior members of the nationul staff, to diseow s administrative
conecerns, report on program matters, ete. Minutes of vnese neetings are

circulated to staff{ in [IMI offices throughout the voriot,

The chronological files of TIMI international stat'f and some senior
national research associates, aggregated by unit, are duplicated and shared
as another means to ensure that all are kept abreast ot s progress and

plans and other relevant management issues,

In addition, all international statf take part in the annusl Internal
Program Review lasting almost a week; and the Heads of rcountry opx ~ations

also travel to headquarters for the annual program planning mecting, In
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fact, most other international staff are in Sri Lanka a second time in the

course of each year as participants in workshops.

Once or twice a year, or when an occasion arises such as the move from
Digana Village, the Director General meets with the entire Sri Lanka-based
staff,

The above measures demonstrate the concern of the Director Ceneral to
keep staff informed and to benefit widely from their views, and his personal
example is an important stimulant to such concern on the part of managers at
other levels. Some managers (e.g., the Director, Programs Division, *he
Head of Sri Lanka field operations) already meet regularly with their staff,
It might be desirable, however, to make explicit a policy that mnagers
should meet regularly with members of their staff, to facilitate upward as
well as downward communication. IIMI might also consider reinstituting an
informal staft newsletter covering program information and staff news,
perhaps on a monthly basis. Such a document could be a uscful tool in
building esprit and a commitment to IIMI's goals among both international and

national stuff spread so widely around the world.
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4, AVATLABILITY AND MANAGEMENT OF RESOURCES

IIMI’s Director General is supported by an internationally recruited
Director of Finance and Administration who is responsible for the Institute’s
financial and human rcsources mrnagement as well as other aspects of
administration. Six departments report to him: the Controller, Personnel,
Maintenance, Travel, Administrative Services, and Office Services and
Supplies. This chapter will describe the responsibilities of these units,
comment on the gystems in place and the quality of their implementation, and

note the issues that currently need attention.

4,1. Financial Resources

4.1.1, Organization and staffing

The Controller supervises three professional and six support staff,
including a budge! officer who joined the unit during the Panel’s first
vigit. 1In addition to management. of the budgeting and accounting functionsg,

the Controller's Department is also responsible for IIMI stores.

Because of the size of the operation, IIM1 Pakistan has its own
accouniing staff and maintains a separate set of bouks that are independently
audited but ultimately integrated with those of headquarters. The other
field offices operate with imprest accounts, sending in monthly coded reports

of expenditures wilh supporting documentation.
4,1.2. Budgeti

The Institute initiated in 1989 a new budgeting system in connection
with planning for calendar year 1990 that is designed to identify and track
the costs of individual projects. Budgets are initially prepared by each
project. leader, and the system makes provision for "buying” the time of what

IIMI terms "internal consultants,” staff of either the Programs Division or
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of other field offices. As noted earlier, this is an important means of
bringing the needed expertise to bear on implementation of multidisciplinary
projects, although external consultants are also utilized.

Successful project budgeting invariably requires some experience on the
part of staff, and, not unexpectedly, the benefits of the system were not
fully realized for budget year 1990. Equating the demand for staff time
with the supply available proved difficult in the first year. (For example,
TIMI calculates senior staff co-~:s to the divisions on the basis of 200
working days annually, after subtracting time dedicated to planning and
program reviews from the total number of workdays. Hence per day costs
would be the amount of one individual’'s salary and benefits divided by 200.)
In addition; the inflexibility of funding proved a constraint on soliciting
the help of staff from other operations for given projects. Nonetheless,
the Panel believes the system is a step in the right direction and one that
will enable the Board and management to evaluate, objectively the cost/benefit
ratio of individual IIMI activities. To ensure its effectiveness, however,
the Panel would encourage management to devote more effort to helping project
leaders understand the system and overcome the inhibitions they feel. It
would appear that there was a good opportunity to do so during ‘he Internal
Program Review week, when so many of the field staff were present in Colombo.
The Panel suggests that this be a subject for the next year’s agenda or for
another appropriate time when the full staff is assembled. 1In the final
analysis, collaboration among 1IMI divisions may rise or fall on such

technical matters.

The budget cycle begins in April, with a tentative budget prepared for
presentation to the Board at its June meeting, and then to the Donor Support
Group in November. As a result of its strategic planning, and consistent
with practice in the CGIAR System, IIMI is now projecting operational plans
and budsets for five years into the future with, of course, the provision for
detailed program and budgetary adjustments for the particular calendar year
ahead. This should facilitate longer-range decision-making both by
management and by the donors that support IIMI's work.
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4,1.3. Accounting and management information systems

IIMI is in the process of finalizing manuals that outline financial
policies, accounting procedures, and computer operations. The systems that
these documents record seem to be working well. It now provides uanagement
information in a much more effective and timely manner than was apparently
the case several years ago. Monthly reports with varying degrees of detail
are transmitted to the Director General, the Directors, and project leaders.
Project reports record the costs of staff from both the project unit and any
other staff from which contributions were made to the project, derived from
monthly time sheets sulbmitted by each staff member. Nonetheless, IIMI has
plans to upgrade the information system in several ways, including the
installation of computer networking facilities that would provide managemeit
with instant access to data. Although employee time would, of course, be
entered only monthly, other expenditures (e.g., purchases, travel) could be
updated within twe to three days of expenditure or commitment.

4.1.4. Auditing

IIMI conducts its internal audits with the assistance of Management
Systems, Ltd., a subsidiary of the accounting firm of Ernst and Whinney that,
until recently, also carried out the annual external audit. Staff of the
internal audit branch spend about a week each month at the Institute, looking
essentially at financial controls, and prepare a report to the Director
General. A review of the reporus reveals only very minor points raised, all
of which are routinely pursued by the Director of Finance and Administration.
In 1989, an external financial consultant recommended that each year’s
internal audit should be based on an annual plan prepared in advance by
prospective internal auditors and approved by the Governing Board’'s Executive
and Finance Compmittee. This recommendation has been accepted by IIMI, and
the 1990 internal audit. proposals prepared by two firms will be reviewed at

the Committee’s February 1990 meeting.

The Board approved in June 1989 the appointment of the Colombo office
of Coopers and Lybrand to act as IIMI's external auditors, both on the
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grounds that a change of firm from time to time is in the interest of

cautious management and to separate internal from external auditing. A
review of past audits by Ernst and Whinney, however, indicates financial
affairs have been maintained in good order; comments made on management

letters have been relatively minor.
The Board of Governors handles its audit responsibilities through the

Executive and Finance Committee, which reviews the audit statements and meets

annually with the external auditors in executive session.

4.1.5. Financial position over time

As is the case with most new institutions, IIMI has grown rapidly
during its first five years as it hag built staff and initiated projects.
The budget for calendar yvear 1989, as revised in,June, totaled US$7.749
million, of which US$5.399 million or 70% was restricted and US$2,350 million
or 30% was unrestricted. The projected expenditure for 1990 is about 17%
greater, while the increase projected from 1990 to 1994 is approximately 15%
per year as shown in the churt below. Unrestricted spending is projected at
about a quarter of the total over the five years.

Table 4.1 Projected Operational Expenditure
(US$ 000 - in 1989 constant dollarsa)

1989 1930 1991 1992 19393 1994
Restricted 5,399 6,960 7,894 8,931 10,127 11,480
Unrestricted 2,350 2,130 2,545 3,070 3,680 4,420

Total 7,747 9,090 10,439 12,001 13,807 15,900

Despite the desirability--fully supported by the Panel--of maintaining
IIMI’'s momentum toward a critical mass of staff and projects, the Panel is
concerned that funding for the projected expenditures may be difficult to
realize in view of the generally depressed outlook for agricultural research

funding. In fact, as of January 1990, TIMI can only depend on receiving
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about US$7.1 million (US$1.9 million in unrestricted funds and US$5.2 million
in restricted funds), slightly leass than was expended in 1989 and
substantially below the US$9.0 million anticipated in the 1990 plan. To be
sure, additional funds may be attracted as the year progresses, and IIMI
management is working hard on this prospect, but the Panel considers this to

be a serious problem.

IMI has maintained its books in balance over the initial years with
the exception of a period in 1986 and 1987 when several restricted fund
projects were underbudgeted and subsequently overspent, due to lack of a
proper system to monitor expenses. The:Ford Foundation, which has been
generous throughout the Institute’s founding years, and the World Bank, came
forward with 1987 grants of US$0.3 and US$ 0.75 million respectively. These
grants, together with reduced spending and tighter controls enabled 1IMI to
finish its 1987 financial year with a modest surplus. Since that time, IIMI
management has upgraded its financial control system substantially.

4.1.6. Ratio of restricted to unrestricted funding

IIMI's ratio of restricted to unrestricted funding (see Figure 4.1) is
considerably high_er than is the case with most other IARCs. In part, this is
due to the Institute’s strict use of the terms; funds are designated as
"restricted” when a donor has stipulated nothing more precise than their use
in a given continent. Thus, one might argue that almost half (US$1.781
million) of the US$3.480 million restricted funds in 1988 could legitimately
be redefined as unrestricted, in that they were 1) limited only to use in a
continent or a country in which IIMI planned to work, 2) funded an activity
previously covered by unrestricted funds, 3) or provided seconded staff for

regular ITMI positions.

Furthermore, the more ready availability of restricted grants for
country-specific activities has enabled IIMI to grow vigorously in its early
years. The Director General also notes that funding of this nature often
helps assure strong interest and collaboration on the part of IIMI's host
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countries, which 1s essential to the success of the Institute’s particular

mission.,

Figure 4.1 Unrestricted/Restricted income
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Nonetheless, the ratio is a constraint on IIMI's ability to define its
own thematic research programs and sustain its country operations over the
long term. Research, such as in the field of performance monitoring-- a
high priority of the Board--rurelyv attracts restricted funds. IIMI must
have the financial flexibility to pursue its strategic goals without
interruption, as well as to ensure that there is no bresk in a country
presence when individual projects come to an end before negotiations for
subsequent activities are compiete,  Several "bridging graunts” have helped
in this area in the past, but the need to focus on fund raising has detracted

from the time field staff can devote to research and preject implementation.

A related issue is the fact that I1IMl's restricted fund donors have

been reluctant to cover the indirect costs attributable to their projects.
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Or, alternatively, it may be that management has not presse! abopmtely tor

full cost precovery, As a consequence, the costs of suoh ledi ! mte overhesd
units a= the Boamd, the Director General's office, arsd the Firswee amd
Administration Division are currently covered to a large ectont oul of
unrestricted fwds, Management 14 sensitive 1o this tssue, hoas . and has
projecied a gradual move from Lhis position as new contracts are signed orp
as oid ones are renegotinted, [IM] proposes that indirect coste te properly
Ansessed against both unteosteicotedd and restrioted wog ot

recoversy by the vear 1994, but the Fanel would Like to see a moh sore rapid
pove tosard full cost recovets,  The Fanel would like 10 v E4 GONoOrs

nos contributing restricted funas (o support a bodget item in all 1M1

pProjevis covering a falr share of indirect costs, even 1f they aisn
contrilegte unrestriotesd funsis, MEUInE that the latter =) i1 e} #end Uon
RS 8 CoNtritgtlion tossnny indieye 't vty resulls in 8 &) ' L
wiresteioted,  as such a condition precludes 1IMi's e cholie
BCLiVIties that would promote Its strategic goals

To t1lustrate the 1ssue! Indirect oosts Iin 1% ire eut jantad o be
USS1.800 miliiog t0 suptert direst eosts of JS88. 887 milli his vielis
an AN e Ot rearnery rate Of J6 2%, HOGeZer, Iabie 4.7 ahvi=5 the
axpcien appiiontion of [ fuevis, whiile Table 4.9 inlionts s Lhe Daleet
would jook with full reovers, In the leiter case, unrestric el fund

svialiable for direct program expenses would rise from L5800 sl lin o
LS$1.658 million, an increase of 75N,

Inbie 4,0 1990, As Currentiy aigeted
(LS$ '000)

inrestiricied HKes'rictey fotm
Direct cost wil 3,0 O
Capital 3 361 L
Indirect costs
= pecovered <80 563
= peL recovered A4 106 Vi

Total 2 130 6,960 9,004




Table 4.3 1890, If Ali Indirect Costs Kecovered
(LS 000)

Lnrestricted Restricted Total
Direct costs 1,058 5,229 6,887
Capital 37 361 3an
Indirect costs 445 1,370 1,805
Total 2,130 6,960 9,090

During the plan period, the indirect cost rate as a percentage of

direct costs is expected to decrease annually as follows:

1990 199 1992 1993 1994

6. 23.8 21.7 19.7 18.0

0
i<

The Panel views even the 1940 rate as verv modest and sugiests that
management review the components to ensure that all legitinete costs are
included,  For exauple, the newly established broject Ievelopaent Office,
not now considered part of indirect oosts, 1s oa valid supypr rt ot research and
field nctivity as are some of the activities currently joertormed by the

Information Office.

The Fanel recommends tha [ IMD managenent
a) resview the cocmponents of indirect costs to ensure that all
legitimate elementys are tne haded
b} move vigorousiy to incorporate indirect costs into all projgect
budgets and explore the possibility of renecotiating e-isting

contracts,
The Panel further recommends thut denors of TMI's pe<tricted fund

projects recognize the need to fully tund the indirect oosts tarely

attributable to their rrojects and procecsd accordingly,
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4.1.7. Liquidity and cash management

TIMI maintains 1ts principal accounts in CITIBANK, New York. The bank
is under instructions to transter any surplus in the checking account over
US$100,000 to a cash reserve account and, as appropriate, to invest the
excess funds in short-term time deposits yielding currently about 8%.
Appropriately, munngement and Board have opted for a cautious nvestment
policy, and the Institute earned approximately US$160,000 in interest income

in 1989,

The: Institute, of course, muintaing bank accounts in Sri Lanka (in both
S dollars and rupees) and in otner countries in which staff are located.
In all, 1iMI mus! operate in ten different currencies. lortunately, to
date, most donor contributions have been made in UJSS, dollars, which has
protected 1IMI against currency 'osses due to the depreciation of the dollar.
In addition, during 1988, the Institute benefited from a 7% depreciation of
the Sri Lanka rupee with about 24% of total expenditures in that currency;

the rupee deprecrated further in 1989,

Manugement considers the current cash position satisfactory, partly
because nne major donor remitted its contribution early, and partly because
the projects funded by certain other donors were late 1n getting off the
ground. In fact, except for the period in 1987, vhich was less a problem of
cash flow than of inadequate budgetary control, 11MI has not experienced the
the cash flow problems of some of the other agricultural research centers;

IIMI donors have tended to meet their commitments on schedule,

4.1.8. Working capital

IIMI’s policy is to maintain a working capital equal to three months of
the unrestricted budget. 1In principle, one might juestion if this is
adequate in view of the fact that unrestricted furds —urrently account for
only about 30% of the total budget. There 13 alvavs the danger that
restricted funds will be delayved, as well as the posgibility that project

costs may overrun project funding. I[n fact, however, [IMI expects to close
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the 1989 books with approximately USS! million in reserve, half in a so-

called "Reserve” account, half as "Operating Surplus.” The reserve account
alone should be sufficient to accord to the policy requirements through 1994

if unrestricted funding is realirzed as planned.

TIMI is currently supported by some 15 governments, foundations, and
multilateral agencices that comprise the Institute’s so-called "Support
Group.” The Group meets annually, usually in conjunction with I[nternational
Centers Week of the CGIAR esach fall, to review IIMI operations and to pledge
funds for the forthcoming sear. The Support Group has no organizational
presence in the interim, and Institute management must follow up on
commitments--many of which cannot be firmly made’at the fall meeting--and
respond to individual donor concerns.  The current review is the first
commissionsd by the Group as a vwhole.  The relative informality of the
Support Group also leads to some institutional insecurity, as well as career
insecurity for staft, in that funding information is received late, and tliere
are for the most part no commitments, even in principle, beyond one year.
This puts [IMI at o disadvantage vis a vis the OGIAR Centers that are well

served by both the CGIAk and TAC secretariats,

Tabile 1.4 (nest page) indicates funding sources for 1989 and highlights
the Institute’s dependence on the United States Agency for International
Development (USAID) and the Ford Foundation., It should be noted that tne
World Bank was the largest contributor of unrestricted funds. (The world
Bank has stated that these {unds are provided through a gpeciel annual US$
2.0 million allocation for the non-associated centers, and that it will be
discontinued once the CGIAR has concluded its consideration of the entry of

these centers into the CGIAR system).

In a dual effort to increase and diversify funding, 11MI established a
Project Development Off'ice iate in 1989, The Office is charged with
investigating new sourcesg of funds, working with field and headquarters

staff tec develop project proposals, and monitoring compliance with donor
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requirements. IIMI has a substantial number of projects in various stages
of negotiation at this time. As noted above, the Panel considers it

entirely legitimate to include this office as part of IIMI's indirect costs.

Table 1.2 Source of Funds, 1989

{US3)
Donor Unrestricted Restricted Total Percent.
Ford Foundation 400,000 760,896 1,160,896 15,77
Asian Development Bank 574,667 574,667 7.81
African Development Bank 202,600 202,600 2.75
Aga Khan Foundation 55,000 55,000 0.75
Cornell University 9,500 9,500 0.13
France 311,300 311,300 4.23
Canada 167,842 29,000 196,842 2.67
IDRC 70,600 70,600 .96
IFAD 313,000 313,000 4.25
IFAD/Fed. Rep. of Germany 268,950 268,950 3.65
JICA 9,100 9,100 0.12
Netherlands 333,000 333,000 4.52
Japan 140,000 120,000 160,000 2.17
Rockefeller Foundation 438,000 438,000 5.95
USAID 300,000 1,739,300 2,039,300 27.70
World Bank 600,000 14,700 614,700 8.35
Staff secondments 195,000 195,000 2.65
Interest income 160,000 160,000 2.17
Brought forward from 1988 250,000 250,000 3.40
Total 2,212,842 5,149,613 7,362,455  100.00
30% 70% 100%

The Director General plans to pursue most vigorously an increase in
unrestricted funding, in part by pressing for the recovery of indirect costs
from project sponsors, but also by regular visits to current and potential

donors. He notes that some donors tie unrestricted grants to IIMI’s
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responsiveness to their specific country interests. In such cases, and
particularly where the donor’'s interest is general with respect to a given
country, TIMI will try to define a project consistent with Institute
strategy. On the other hand, where a donor has a specific project in mind,
IIMI will only respond if the project is consistent with its strategic plans.

It has been suggested to the Panel that private secior groups and
developing country governments now making huge investmen®s in irrigation

technology might be approached for financial support.

4.2. Human Resources

4.2.1, International staff

Personnel management with respect to international staff is handled by
the Director General and the Director of Finance and Administration, assisted
by a recruitment consultant. The 1990 budget, however, projects a position
for a professional human resources officer to be employed at the national
staff level; this officer may assume some of the duties with respect to
international staff personnel management, although a consultant for

international recruitment is being retained.

The current complement of 27 staff includes 25 men and 2 women.
Thirteen staff members are located at headquarters, including three
responsible for Sri Lanka field operations; 14 are posted in I1IMI’s eight
other country operations. Fifteen nationalities are represented on the

international staff, as follows:

Developing countries 11
Europe 7
USA

Other industrialized countries 2
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Disciplines represented include:
Civil and Irrigation Engineering
Social Sciences
Agricultural Engineering
Soil Physics
Agricultural Economics
Management

Education/Communications

— W W W W =gt O]

Agronomy

Below the Director General, staff are classified at three levels; four
are designated as directors, six as senior irrigation or management

specialists, and 16 as heads or irrigation or training specialists.

The Institute’s Five-Year Workplan projects a substantial growth in the

staff complement as indicated in Table 4.5 below.

Table 4.5 Proposed Statf orowth and Distrit:tion amoqg
Pivisions/Offices, 1990-04

MMvicarm ' 19837, 19701 1991 19721 1993 1 1994 H
HE VIR TN LI o T4+ P 14t P TV F T T4V F T4
: ; ; ; ; ; ; ;
' DG's Dfface t1.0 1.1 01,0 1,1 01,0 1.1 01,0 1,1 2,0 2.2 2.0 2.2i
! Finanze & Admin t1.0 1.2 V2.0 22120 2.2:13.0 3.3 30 3.4 3.0 3.4
: H ' ! ! H ! !
HI KT taey, 1 1.0 1.2 1 1.0 3.21 1.0 1.211.,0 1.2 11.0 1,41 1.0 1.41
' Iiformation {10 1.212.0 2.1 3.0 3.2 4,0 4.2 4.0 4.3} 5.0 5.3
1} 1] 1} ] 1] 1] + 4
! Frogram 15,5 8.01!1 7.0 9.1 ! 8.% 11.1 | 9.8 12.3 111.0 13.9 111.0 14.8!
t(exc). Training) H H H H H ' H
H H H H ' H H !
vV Trmaneng v 1.0 1,4 1.0 1,31 2.0 .4} 3.0 4.5 .0 4.6 ! 3.0 5.7}
! Field Operations 115.0 14.4 116.0 16.2 117.7 17.8 118.2 1B.3 123.0 23.2 128.0 27.7!
H ! ! ! ! : ! |
V Pal istan 14,5 4.5 50 48! 5.0 4,01 6.0 5.0 6.0 5.0 7,0 5.5}
I Total 130.0 33.0 135.0 30.0 140.0 44,0 {44.0 50.0 153.0 390.0 140.0 646,01
l:"—‘i_rmna;ryﬁssxqmts T: Total resaurces used, taking into account Loans to/from
other Units and Consul tants
Note: 0f the 30 positions in 1989, three are currently vacant.
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Open positions for international staff are advertised regularly in the
Economist, occasionally in relevant professional journals, and via a special
mailing list of 1IMI contacts. Management is considering ways to broaden
the reach of recruitment and may try, in addition to advertising, direct
solicitation of applications trowm persons known to [TMI who possess the
special qualifications needed for u given project or research slot. The
Director General appoints a panel to review the applicants and recommend two
to four short-listed candidates to spend two days at IIMI for interviews and

a seminar presentation.,

According to the Director General, IIMI has been successful in
recruiting starf of the desired caliber, but occasionally only after
extengive effort. Whether or not this 1s due to unfavorable press reportis
about conditions in Sr: Lanka 1s difficult to detetmine. Although IIMI
salaries are competitive with CGIAR standsrds, I1IMI finds it hard to meet the
salary evpectatimng of certain nationalities and disciplines as is the case
with other [ARCs, and to compete with the older and thus better lmown CGIAR

centers.

Benefits for international staff are also in accordance with CGIAR
center practice, having been designed as a result of a careful review of
other TARC staff manuals., In addition, IIMI uses the personnel services,
including insurance plans and pension r1unds, provided by the Institute of
International Education. The policieg are now clearly stipulated in an IIMI
international =staff manual. TIncluded among them is the availability of
study leave for international staff to upgrade their skills, learn new
techniques, ete,  Proposals must justify the study in terms of relevance to
IIMI, but there is no minimum employvment stipulation or limitation on

duration.

1TMI’s decentralized mode of operation necessarily results in the
isolation of some staff. Four posts are staffed by single scientists; three
others have only two. This {act compels greater ef{forts at staff
communication, beyond the two meetings held at headquarters each year, The

means devised by 1TIMI management are outlined in Chapter 3. Tt also
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suggests that a substantial period of orientation at the headquarters site
prior to initial outposting would be a valuable investment,

The Panel recommends that project budgets be drawn so as to permit new
international staff to spend a substantial period of time at headquarters so
that they will come to understand [IMI's strategic and operational goals,

organizational culture, and administrative procedures.

The fact that so many staff are outposted and work very independently
prompts the Panel to note, as well, the importance of seeking researchers who
possess, not only special ability in their respective disciplines, but also
strong interpersc al skills and cultural sensitivity. The quality of the
relationships staff develop with irrigation officials and others in the
project country may well be the determinant of IJMI’s ability to implement

change.

Management has introduced an excellent performance planning and
evaluation system during the past yvear, a move the Panel commends highly.
The system incorporates a self ussessment against the prior year's
workplan, preparation of the subsequent year's plan, and extensive
consultation between staff member and supervisor. Full documentation is
shared with the employee, who has the opportunity to comment in writing as
he or she wishes for inclusion in the personnel files. The introduction of
this type of planning and review system gives 1IMI the opportunity to ensure
the work of each individual staftf member is derived from and contributes to
the Institute-wide plan for the year and, in turn, the long-term strategic

gouls.

The Panel was impressed with the quality of international staff at IIMI
as well as with their apparent professional satisfaction. Although they
spoke their minds freely, comments and suggestions made were constructive and

gave evidence of considerable commitment to the Institute.
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4.2.2. National staff

IIMI benefits from the highly educated and skilled workforce available
in Sri Lanka, and especially in Colombo, so that open positions can be filled
expeditiously by competent staff. The employment market differs, of course,
in other countries in which IIMI operates, and, in some cases, couniry
leaders find it difficult to attract the skills they need. The Panel had
only limited opportunity, however, to meet with local staff outside Sri
Lanka.

As of January 1990, the national staff complement was as follows:
Headquarters Field Offices Total

M F M F

Professional & Managerial 16 4 44 - 64
General Services 16 29 80 7 162
e w1

Totad o o

While most staff are considered "regular” employees, I1IMI’s current
policy is to hire on fixed-term contracts those national staff assigned to

restricted fund projects.

National staff positions in Sri Lanka in the "Professional and
Managerial” category are currently grouped into eight salary levels; those in
"General Services," into seven grades (A-G). There are position
descriptions for all posts, and a staff manual documents benefits and
regulations, including a well-developed system for performance appraisal.

The manual serves as a prototype for the development of personnel policies
applicable to national staff in the field offices, although the policies must
be adjusted in each case to take into account local custom and law. Three

such outposting policy documents have been completed to date.
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Prompted in part by the move to Colombo, IIMI management recently
retained a consultant to conduct a salary and benefit survey among local
public and private employers in the headquarters city and expects to review
the recommendations of the consultant with a view toward appropriate
ad justments in 1990. Field offices depend upon salary schedules developed
locally by such ugencies as UNDP, USAID, etec., but use of a similar

consultant in cases where staff numbers are large might be warranted.

The Panel commends the Institute for its concern for the effective
management of national staff personnel and, especially, for the generous
trratment of the 80 staff in positions declared redundant during the
headquarters transfer (a result of much reduced administrative and
logistical activities). The new policy on national staff professional
development through IIMI-supported training is also noteworthy. The one area
in which further attention seems warranted is in position classification,
The growing size of the Sri lanka staff suggests that the time has come to
install a more systematic procedure to determine grade and salary, one that
takes into account. the responsibility, authority, knowledge, ard skills
associated with the position in question. A necessary part of this is a
review of job descriptions to ensure they accurately reflect current

assignments,

The Panel recommends that 1IMI management design and install a position

classification system applicable to all national staff positions.

It should be noted that the Panel’s general impression of morale
among national staff was very favorable. Most consider [IMI a caring
employer and find satisfaction in making a contribution to the [nstitute's

important work.

4,3, Other Support Services

As noted, the Director of Finance and Administration is responsible for
four other units that provide administrative support to 1IMI's programmatic

activity:
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- Administrative Services Department handles liaison with
public and private sector organizations in Colombo, local
and international purchasing, and assistance with expatriate

staff housing:

- Travel Department is responsible for individual travel
arrangements as well as coordination ot conferences,

workshops, eto,;

- Maintenance Department handles the m:intenance and repairs
of expatriate housing, vehicles, and office equipment and

manages the transport service; ard

- Office Supporrt Syvstems Department provides communications and
reception services and 18 also responsible for photocopying,

mail, and office supplies.
The serviees appear Lo be competent ly managed, with well docupented
policies and procedures and appropriate controls in eifect., The controls

receive the attention of TIMI's internal auditors.

4.4, Physical Facilities

4.,4.1. In Sri Lanka

IIMI transferred its headquarters operation from Digana Village near
Kandy in August and was fully operatioral in Colombo by September 1, 1989.
The move was precipitated by a mmber of congiderations, among them: the
unreliability of communications, the distance between Digana and the Colowbo
international airport--a three hour drive over often congested roads, and the
extra burden placed on management by the necessgity of administering a school,
a clinic, recreational and food racilities, staff housing, and other elements
of infrastructure at the remote Ligana Villuge site, In addition, of

course, security concerns, especially with respeet to the Kandy area, had
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intensified by the summer of 1989, and IIMI, in fact, transferred the staff

to Colombo several weeks earlier than planned as a result.

As an interim measure, the Institute negotiated a contract on favorable
terms with the Meridien Hotel in central Colombo to provide two flocrs of
office space as well as sleeping accommodations as required. This has
relieved management of the need to handle food services, security, and
building maintenance. Expatriate staff are housed in rental homes around
Colombo, and international schools through secondary level are available for
staff children. There is an option to remain at the Meridien for up to two

vears, with only 30 days notice of depﬁrture required,

However, IIMI has negotiated a lease fur a new building nearing
~ompletion on the outskirts of the city. The Panel visited the site and
found both the situation and the facilities eminently suitable for occupancy
by the Institute. Facing a main road, the attractively designed building
has three floors, including somewhat more than 26,000 square feet, on a half
acre property. The cost to IIMI of the lease and other servicet¢ IIMI must
provide approximate the cost of the Meridien (which, in turn, is comparable
to the overall costs of running the operation at Digana Village). The
Institute expects to take possession of the building early in 1990 and wili
have an option to purchase it within one year, together with an adjacent half
acre of ground for possible expansion. If approved by the World Bank, about
70% of the total purchase price could be covered by a Bank loan to the Sri
Lanka Government that was originally allocated for a new I1IMI building at
Digana. In point of fact, ground was broken for that building in mid-1988,
but the construction company went into bankruptcy shortly thereafter. I1IMI
would plan to finance the remainder of the cost either out of reserves or

through a low interest loan.

The proposal to purchase a building, which implies a condition of
permanency, raises considerations of security in Sri Lanka. As this report
is written, IIMI is able to work essentially without disruption in Colombo,
and staff live comfortably throughout the city. Nonetheless, according to

the Director Gener._, the climate of unrest does affect the way people
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conduct their lives, and it has had a heavy impact on Sri Lanka's economy.
The sharp increase 1n the cost of living has been particularly difficult for
the national staff and is only in part ameliorated by [IMI's cost of living
policy for national staff, thig policy being tied to the official government
ot Sri Lanka cost of living inaex. Security conditions in many parts of the
country are still highly uncertain and will bear careful observation
throughout the next vear, particularly as TIMI weighs the impact of reports
on Sri Lanka in the international press on the recruitment of staff and

congultants and on participatien in TIMlI conferences and workshops.

4,4.2, In Pakistan

The Pakistan Government has provided a site at the Niazbeg Canal Rest
House, Lahore, for the construction of a building. for the IIMI Pakistan
program staff, This site has un nrea of five scres and is adjacent to the
Punjab Engineering Acadamy, the "m-tarm wWater Management Training Center, and
the Commandd Water Manngement Frodoct Offices, which is useful for IIMI's
work.  In June 1988 o credit of U581.8 mitlion was signed between the World
Bank and the Government of pnkistan for construction of the building. The
Pakistan Agricultural Research Cowneil (FARC) has named the architect and

selection of the construction contractor is 1n progress.
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5. IIMI'S PLANNING PROCESS AND ITS STRATEGIC/OPERATIONAL PLANS

5.1. The Planning Process

IIMI has been engaged since 1987 in comprehensive processes for both
strategic and operational planning. This chapter will consider these
processes and their products--the Institute’s strategic and operational

plans.

At the outset, the Panel would like to commend 1IMI for the excellence

of its efforts 1in developing its strategic and operational plans.

5.1.1. The strategic planning process

In 1987-88 1IMI undertook an extensive process of consultation for the
purpose of developing a strategic plan Lo clearly define the lnstitute’s
mission and chart its course over the next several years., The process

involved the following steps :

- an initial staff workshop to discuss basic strategic issues, with the

assistance of an outside resource person;

- a further staff workshop to discuss I1IMI's potential and existing

themes;

- preparation of an initial draft strategy paper and discussion of this
paper at the 1987 Donor Support Group Meeting;

- a further staff workshop to refine strategic thinking and begin

coneidering issues of program structure with assigstance of staff from

the OGIAR Secretariat who specializes in strategic planning;
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- discussion of a further draft of Strategy Paper with the Executive and
Finance Committee of the Board;

- discussion of a revised draft with IIMI’s clients from several
countries of Asia and Africa at a Major Clients Workshop;,

- discussion of a further revision of the draft with IIMI’'s Board of

Governors;
- Yublication of "The Strategy of IIMI" in draft form in September, 1988;

- presentation of the draft strategy document to Support Group at its
meeting in October 1988;

- publication of the final version of strategy document in late 1989;

The specific product of this process—IIMI's Strategic Plan—is
discussed in Section 5.2,

5.1.2. The operational planning process

IIMI’s operational plans, logically, flow from, or grow out of, the
strategic plan. Indeed, the development of the operational plans represents
the process of implementing the strategic plan. The Institute is concerned
with the development of two types of operational plans: (1) the Five-Year
Workplan and (2) the annual Program and Budgets.

5.1.2.1. The Five-Year Workplan

In September 1989 IIMI published a document setting forth an
operational workplan for the Institute, covering the period 1990-94, and
culminating in an extensive planning process which began with the development
and approval of the long-term strategy.
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The following schedule of activities in 1989 documents the process by
which the Five-Year Workplan was developed.

The Workplan was developed over a period of several months, beginning
with the preparation of pavers in February and March 1989, which described
the 1990-94 objectives for each IIMI unit. IIMI Directors, heads of field
operations and project leaders contributed to the development of these
initial papers, incorporating the views of "client"-country collaborators,
staff members and others.

The process was concluded the following October when the Workplan was
presented to, and considered by, the IIMI Support Group.

In the interval there was an internal meeting of program staff followed
by a series of meetings of the Management Coumits,ee to consider the content
of the Plan. A draft was considerr«d by the 1IMI Board in July and revised
further to accommodate Board suggestions before presenting the final draft to

the Support Group.

The product of this effort, the Five-Year Workplan is reviewed briefly
in 5.3.
5.1.2.2. Annual program and budgets

Another aspect of the Institute’s operational planning process
involves the development of an annual "Program and Budgets" document. This
document describes the nature of the program to be undertaken during the
following budget year and the proposed level of funding needed to carry it

out.

The development of the 1990 Program and Budgets document followed
essentially the same process and timetable described above (Section 5.1.2.
1) for the Five-Year Workplan.

Obviously the 1990 Program & Budgets document covers the first year of
the 1990-94 Workplan. Both the Workplan and the Program & Budgets represent
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steps to operationalize IIMI's strategy. It is recognized that changing
circumstances may necessitate a change in strategy before the Institute
develops another strategy document or a five-year workplan. DPlans call for
annual revision of the Workplan to reflect needed changes. Annual Program
and Budgets documents would reflect such changes on a year to year basis.

5.2. The Strategic Plan

The process by which IIMI’s strategic plan was developed is described
in 5.1.1., A draft of the strategy document was approved by the Board in
September 1988. The final version was published in late 1989.

5.2.1. Elements of the strategic plan

The comprehensive strategy document covers in considerable detail the

following topics:

- the external environment in which IIMI operates, detailing the
circumstances that emphasize the need for an organization such as
IIMI;

- the beneficiaries and users of IIMI's work;

- a description of IIMI’'s mission and potential benefits from its work;

- a consideration of the elements or components of irrigation management;

- a sumnary of the major program themes IIMI has elected to address;

- a description of proposed major areas of IIMI activities or program

efforts;

- a consideration of IIMI’s proposed modes of operation, including modes

of collaboration;
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- geographical considerations--where IIMI proposes to concentrate its

work;
- a consideration of Institute priorities;
- the proposed organizational structure for the Institute;
- the physical infrastructure;
- staffing considerations, including.disciplines to be covered; and
- Institute financing.

A brief summary of the strategy document is found in Annex III.

5.2.2. Panel commentary

IIMI has developed a well-conceived strategy document, setting forth
the mission and proposed scope of operations for the next decade. The Panel
is pleased with IIMI’s plans to review the strategy document annually,
converting 1ts strategies into short- and medium-term operational terms,
through a system of "rolling” five-year plans. Such an approach will
facilitate a continuing review of the Institute’s strategy, modifyving it

where necessary and translating it into operational terms.

The Panel shares TIMl's views on the importance of irrigation in
developing country agriculture and the need to greatly improve the
management of irrigation systems to make them more productive and efficient,
thereby realizing more fully the benetfits from the large investments that

have peen made in irrigation svetems throughout the developing world.

It should be recognized that IIMI's mission is, 1n many respects,
uninue in character among IARCs. There are no comparabie models upon whose
experience TIMI can draw. Therefore, the Institute must develop or explore

new and different techniques and approaches for carrving out 1ts mission.
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This may well result in I1IMI's inability te achieve the desired level of
succrss in some of its undertakings--a fact that donors and collaborators

mist recognize.

The Panel nutes with some concern an apparent lack of reference in the
strategy document to the important role which women play in developing

country agriculture.

Therefore the Panel recommends that IIMI consider the implications of
the role of women in developing country agriculture in the formulation and

conduct of its program.

While noting the above concern, the Manel agrees with IIMI’'s general
"mission” statement and with its assessment of its primary beneficiaries and
target audiences or clients. The Panel also agrees that IIMI should work,
primarily with and through existing programs in "client"” countries, serving
ay a catialyst in stimulating needed research activities. This requires a
special kind of "leadership” beyond that involved in the conduct of
independent reseurch efforts. In fact, the pursuit of collaborative
rescarch achieves three important objectives: it increases the research
output, trains the collaborators in research methodology, and promotes

adoption of the research findings.

I1IM1's mission statement emphasizes its role in the "development. and
dissemination of management innovations” (emphasis added). The Panel agrees
this is an appropriate goal and hopes IIMI is successful in developing and
introducing new and innovative management practices. However, the Panel
suggests that IIMI should not overlook opportunities to achieve desired goals
by reintroducing and/or reinforcing those efficient and productive management
practices which are already known but which have been neglected or remained
inoperative over the years. TIIMI notes that these considerations are

intended to be included in its definition of innovations.

IIMI appropriately recognizes the difficulty of developing programs in

all, or even a large percentage, of the countries having serious irrigation
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management problems. Therefore emphasis is placed upon the development of
information or knowledge about improved management practices which is not
site specific and which has broad application. The Panel suggests, however,
that IIMI be mindlul of the potential problems and pitfalls of directly
copyving or transposing successful management models from one country to
another. Success depends upon many factors other .thun the intringic merits
of good management practices. For example, the "formula" which has been
responsible for the rapid eccnomic development in Korea in recent years may
not be readily transferable to other developing countries. Neither can the
successful monagement. techniques employed in Japan be easily copied by the
United States. Cultural and other factors influence the Lransferability of

such knowledge.

The Paunel emphasizes the importance of developing appropriate
administrative and programmatic relationships with host country governments
and their agencies concerned with irrigation. The Strategy document
suggests [TMI's country programs will "normally”™ develop appropriate
instruments for achieving these relationships--such as Memoranda of
Understanding (MOUs), Technial Agreements, and Consultative Committees.

The Punel believes these instruments to be sufficiently important to become

a necessary {rather than a desirable) condition for initiating an IIM1

program in a given country. Moreover, the Panel emphasizes the desirability
of developing the appropriate MOU with a competent authority acting on behalf

of the national government.

The proposed program themes are. very broad and all-inclusive.
Obviously, IIMI cannot and should not attempt to aadress all of these at one
time with equal levels of effort. It would be helpful to know the
Institute’s priorities in terms of relative attention devoted to the
individual themes. It should be noted that most of the themes are closely

related, and a given project may well relate to several different themes.

Nevertheless, the Panel recommends that TIMI narrow sonewhat the focus

f its primary program efforts, concentrating on those themes and related
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activities that can make the greatest contribution to the achievement of its

mission,

The Panel concurs with the proposed highly decentralized nature of IIMI
programs as well as the role which more centralized thematic research should
play--and the manner in which these two types of efforts should complement
one another. This type of program emphasis obviously calls for very close

interactions between country programs and thematic research efforts.

Recognizing the need for such close, complementary efforts, the Panel
is concerned with the administrative structure set forth in the Strategy
document (now in effect) in wnich TIMI’s programmatic responsibilities come
under the direction of three Directors in three different Divisions. The
Director General recognizes this structure is making it difficult to achieve
needed close collaboration within the Institute and to use, most
effectively, available resources. Issues relating to IIMI's administrative

structure are discussec in greater detail in Chapter 3 of this report.

The Panel appreciates 1IMI’s desire to have broad geographical coverage
of" its programs, reaching into all the major develouping country regions.
However, we would express a word of caution about expanding too fast and too
far. At this stage of the Institute’s development, the Panel believes it is
better to do a few things well and develop a reputation for excellence--
rather than attempt to "be all things to all people,” pozsibly jeopardizing
the Institute's ability to do anything well, In this regard, special
attention should be given to consolidating efforts in countries where
programs are already established. Obviously, it will be difficult for I1IMI
to have a significant presence in all five of the major developing world
zones identified in its strategy statement. This will call for careful
prioritizing of efforts combined with an emphasis on studying important
irrigation management issues of a less site specific but more general or

generic nature--the results of which may have broad, general applicability.

With the expressed reservations and concerns set forth in the
preceding section, the Panel finds IIMI’'s overall strategy statement to be
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well conceived and effectively developed and presented. It should provide
an effective basis to help guide IIMI's efforts over the next decade and
beyond.,

5.3. The Five-Year Workplan

The process by which I1IMI’'s Five-Year Workplan was developed is
covered in 5.1.2.1 (above). The Workplan, that has resulted is a

comprehensive document which covers in some detail the following topics:

- the process by which [IMI’s strategy is translated into short and
medium-term operational plans--along with the current status of the

Institute’'s efforts to operationalize its strategy;

- a summary of IIMI's achievements to date with:~ -he major divisions

and areas of activity;

- a detailed statement of IIMI objectives for the period of the Plan
(1990-94), providing specific information about primary areas of

emphasig within the major divigsions of IIMI’s operations;

- a consideration of personnel resources needed over the five year
period of the plan and the allocation of these resources among the
Institute’s Divisions and Offices, and the various cooperating

countries;

- a consideration of financial resources needed over the five year period
and the breakdown of these resources among unrestricted and restricted
funds as well as indirect cost recoveries. This section also
indicates how these resources would be allocated to the major

functional areas of IIMI operations;

- finally, consideration is given to the manner in which 1IMI’'s

performance in implementing this plan will be evaluated during the



five-year period (i.e., the extent to which the objectives of the plans

ar: achieved).

5.3.1. Projected institute growth

Many aspects of the Plan are covered in other sections of this report
(e.g., Chapters 4, 6 and 7) and need not be treated here. Special attention
should be called to one aspect of the Plan, however: the substantial growth
projected for the Institute during the five-year period.

A doubling of Institute staff is called for during the period of the
Plan (from the 1989 base). Moreover, operating budgets would more than
double during this period if the goals of the Plan are realized. Although
restricted funds are projected to increase more than unrestricted funds
(percentage-wise and total), substantial increases in unrestricted funding
are indicated.

It should be noted, as well, that the Plan calls for the initiation of
programs in three additional countries (Egypt, China, and Mexico) in its

third year (1993).

5.3.2 Panel commentary

The Five-Year Workplan is generally well conceived, organized and
presented. While lacking some degree of desired detail and specificity, the
Panel believes it provides an effective instrument for projecting Instituti:
activities during the planned period. Overall, the Panel believes the plan
represents a reasonable and logical approach to implementing or

operationalizing its strategic plan.

One area in which the Panel feels the Plan may be deficient emerges
from its failure to give a sense of specificity, timing, or priority to the
implementation of new programs during the Five-Year period. The Plan
considers the types of new or additional activities proposed. However,
except for a general indjcation of where expansion will occur, there is
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little evidence of timing for the implementation of new program initiatives
or the priorities attached to such programs in the event that all cannot be
implemented.

In one respect the Plan appears to deviate from the Institute’s
strategy. For example, the strategy document indicates: "It is not likely
in the immediate future that IIMI's resources will grow to the point where
it can safely undertake the substantial extra effort of embarking on resident
programs in another zone, either East Asia or Latin America.” Yet programs
in both these zones, as well as one in Egypt, are proposed in 1993. This
expansion during IIMI's first Five-Year plan would appear to be "in the
immediate future"--as characterized in the Institute strategy. The Panel
wonders what circumstances prompt such an apparent departure from the
strategy.

The Panel believes the concept of regional operations, involving
appropriate networks, may be valid for regions including relatively small

countries with limited irrigated areas--such as parts of West Africa.

The Panel,vin Chapter 4, has already expressed some reservations about
the projected rate of growth in financial resources in the period of the
Plan. The proposed doubling of funds, in real terms (1989 U.S. dollars),
should be considered in the light of changes in funding of the IARCs in the
CGIAR System during the last six to eight years. During this period the
funding in these centers has little more than kept up with inflation.
Moreover, many major donors, such as the U.S., are now facing serious
constraints on resource availability. Competition for donor aid funding in
areas such as Eastern Europe may also influence IIMI’'s ability to achieve the

proposed levels of funding increases.

It should also be noted that in some of IIMI's "client" countries,
national governments are now raising serious questions about allocating
bilateral aid funds to support IIMI projects. This may also negatively
influence IIMI’s ability to generate the level of resources needed to fully
fund its desired activities.
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In expressing concerns about the prospects for future funding, the
Panel, does not in any way, wish to question the need for support of IIMI’'s
efforts or the desirability of further expansion to enable the Institute to
more adequately address needs. The Panel’s more conservative posture with
respect to the rate of proposed expansion grows out of the circumstances
discussed above which may constrain the availability of resources--as well as
the belief, as emphasized in Section 5.2.2. that efforts to expand too far,
too fast would not be desirable.

While emphasizing its concern about the potential for future funding,
the Panel would also like to suggest that the Institute consider, as well,
its ability to manage effectively an organization expanding at such a rapid
pace. The Panel believes that, at this stage of development, IIMI can ill-
afford not to do well in whatever it undertakes.

The Panel recommends that IIMI give priority to achieving the highest
possible quality of effort in whatever it undertakes and not jeopardize its
ability to do so by over extending itself, either geographically or in the

size of its total enterprise.

5.4. Annual Program and Budgets

Annually, IIMI goes through a process, as described in Sections
5.1.2.2,, of developing a document which reflects its proposed program and
budgetary needs for the following year.

5.4.1. The 1990 Program and Budgets

The 1990 Program and Budgets document describes in some detail the
proposed program for each country in which the Institute is working, as well
the planned activities in the area of thematic research, regional and
multicountry projects, training and information. The document then
sumarizes proposals to implement these program activities and provide needed

support services.
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It should be noted that a 22X¥ increase in internationally recruited
staff is proposed along with a 17X increase in funding levels in real terms.

5.4.2. Panel commentary

The Panel found the 1990 program and budget document to be well
conceived, organized, and presented. The proposed programmatic activities
appear to be consistent with the Institute’s Strategic Plan as well as with
the Five-Year Workplan. The Panel noted the significant increase in staff
and budget reflected in the 1990 Program and Budgets document within the
context of its expressed concern about the rate of projected growth of the

Institute,



6. IIMI’'S PROGRAM

In accordance with its strategic plan, IIMI is committed to work in
four areas: collaborative field research in specific enviromments, thematic
research to synthesize findings fram varied environments, and management
training and information exchange. This chapter will review and comment
upon the current activities in each of these areas.

6.1. Nature of IIMI's Research Projects

Within a year of its founding, and despite the time necessary to
recruit staff, put in place basic systems and procedures, and make initial
contacts with collaborating countries, IIMI launched its first research
projects. Between 1985 and 1989, some 45 to 50 projects were initiated.
These fell predominantly into the category IIMI terms field research—
projects usually developed in collaboration with a consultative (or
advisory) committee in the country concerned, focusing on specific problems
faced in that environment. The remaining projects, characterized as thematic
research, aimed at developing generic innovations that might be applicable to
a variety of environments. In point of fact, it is sametimes difficult to
place a given project in one category or the other, since IIMI tries to
integrate field with thematic research, developing the former in ways that
will contribute to the latter.

6.1.1. Current research

Annex IV summarizes some 28 current IIMI research projects, including
the objectives of each, the start/completion dates, source of funding, and
estimated expenditures. While IIMI refers to these as "research” projects,
the projects often include significant activities other than research. The
wide range of subjects covered by these projects is reflected in their titles
as shown in Table 6.1.



Table 6.1 Titles of IIMI Research Projects

Responsible Title of Project

Unit

Sri Lanka 1. Action Research on Irrigation Management for Crop
Diversification in North Central Province, Sri Lanka

' 2. Irrigation Management and Crop Diversification in
Southern Province, Sri Lanka

- 3. Irrigation Systems Management (ISM) Project

'y 4. Development of an Analytical Framework for Irrigation
Management

s 5. Irrigation Investments Trends in Sri Lanka

Indonesia 6. Efficient Irrigation Management and System Turnover in
Indonesia

The Philippines7. Study on Irrigation Management for Diversified Crops

'y 8. Accelerated Agricultural Production (AAP) Project,
Irrigation Component--Research and Special Studies

Bangladesh 9. Support to Bangladesh in Research and Training for
Irrigation Management

Nepal 10. WECS/FORD Project in Sindhupalghok

- 11, Performance Evaluation of a Large-Scale Farmer-Managed
Irrigation System

India/SL 12. Collaborative Research and Training Activities with
Indian Institutions

Morocco 13. Morocco Program Development

Sudan 14. Sudan Establishment and Program Development

W. Africa 15. West Africa Establishment and Program Develomment.

(Regional program covering Burkina Faso, Niger, Mali,
Senegal, and Nigeria).

. 16. Collaborative Research with Ahmadu Bello University on
"Diagnostic analysis of Large Irrigation Project and
Development of Farmer Managed Irrigation System".

Pakistan 17. Irrigation Constraints to Crop Production

e 18. Impact of Lining Secondary Channels and Rehabilitation
Strategies

s 19. Cambined Surface and Groundwater Irrigation Systems

' 20. Distributary Performance: Variability and Equity in
Secondary Canals

’e 21. Managing Irrigation Systems to Minimize Waterlogging and
Salinity Problems

'y 22. Irrigation Efficiencies in Farmer-Managed Irrigation
Systems in Hunza Gojal

Programs 23. Application of mathematieal models for simulation of
main canal operations (Phase 1).

’s 24. Research Network on Irrigation Management for
Diversified Cropping in Rice-Based Systems

' 25. IIMI-TRRI Collaborative Project on Problems of

Irrigation Management for Rice-Based Farming Syscem
{Philippines, Indonesia and Bangladesh)
' 26. Performance Evaluation of Irrigation Systems. Criteria
and Norms for Cooperative and Evaluative Purposes.
- 27. Farmer Managed Irrigation System
- 28. Design/Management Interaction Studies
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Annex IV also provides IIMI management’s assessment of the impact--
real or potential--of these projects and an indication of the relative amount
of effort in each project devoted to the various types of activities. The
percentages of total program effort devoted to each type as estimated by
management follows:
Percent of Total Effort

Research . . . . . . . . . . ¢« v v v v o0 v . .15
Basic (designed to create new knowledge

or understarding) . . . . . . . . . . . . 15
Strategic (designed to solve specific research)

problems or develop new techniques) . . . 20
Applied (designed to creite new technology) . . . 10

Adaptive (designed to adjust technology to

gspecific needs or a particular set of

environmental conditions) . . . . . . . . 30
Dissemination or application of research result . . . . . 15

TralnNIng « ¢« ¢ « v o v o 4 v v e e e e e e e e e e e e s 10

1IMI management suggests that the actual allocation of e 'fort shown
here is at the desired level--at least in the short term. It is also

suggested that these activities might be most appropriately simmarized as

follows:
Basic/strategic research . . . . + « . .« « v . 0 . 3
Action research to develop and test innovations ., . . 55
Training . « « ¢ v 0 v 0 bt e e e e e e e e e s 10

It snould be notea aF weli. wnat the dissemination mra Ur.ining
components referred to in this analysis include only thoee ef orts carried
out in conjunction with IIMI research projects. If the Institute's current,
non project-related information and management training compc ents are
considered, these components represent about 35% of I1IMI's total program

effort, rather than the 25% indicated above.
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Table 6.2 indicates how time is allocated in IIMI's current projects.

Project
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Table 6.2 Characterization of Research Activities
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Proviston of f{netitutional arrangements  for identification of

research
apendas and managerial support
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1fication of resenrch agendas
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Iniciacion of a unified statistical data base
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The Director General has pointed out that IIMI's mission of "developing
and disseminating innovations” requires the Institute to go beyond the
conduct of research dealing with the management of irrigation systems.
IIMI's collaborators, the national irrigation systems, must obviously be
willing to adopt the innovations suggested by IIMI research before the

performance of irrigation systems can be improved.

An interesting and relevant analysis of IIMI's work was presented by a
staff member from the Indonesian operations at the Institute’s Fifth Intermal
Program Review. He suggested that, in any given country, IIMI must progress
through a series of stepe enroute to management reform. The first step
involves observations of the existing formal and informal management
practices in a given country and building the trust of appropriate government
officials. This step requires great sensitivity jn view of the fact that
IIMI's focus on performance carries the implied judgement that existing
standards of performance are not satisfactory. The second step involves
gathering sufficient data to begin to diagnose the problems. Step three
introduces pilot testing of recommended changes and measuring improvements in
irrigation management performance. The fourth step involves acceptance of
the recommendations by the relevant agencies and their adoption and
implementation by the system as a whole, including areas where IIMI staff
have not worked directly. The speaker, highlighting the difficulty of moving
through these steps, expressed well the challenge of the IIMI's embraced

mission.

A few generalizations can be made from a review of Annex IV. Abcut
half of the projects are designed for a two-year duration (sometimes
renewable}, but can be as short as six months or as long as five years.
Project funding is frequently assembled from two or three donors rather than
a single source; costs run from a low of US$27,000 to a high of US$2 million
for a single project. Generally speaking, research categorized as thematic
is financed out of IIMI’s unrestricted funds, while field research is
supported by restricted funds. But there are exceptions to this rule as
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wnrestricted funds sometimes are applied to "top up" the budget of field

proJjects.

The six projects in Table 6.1 for which the Programs Division is
responsible are primarily in the category of thematic research; the remaining
22 managed by the [TMI country units are primarily field research, but even
the latter--as is [IMI's intenticen--will contribute to one or more of the

Institute’s seven themes, as Tnble 6.2 indicated

Table 6.3 Weighted % of Fffort devoted to each theme

fretd Pakistan Programs All

Oper. 1IMI

Institutions for irrigation marswcan:nt 0 0 0 0
Management of water resources for 30 79 55 46
irrigation
Management of financial resources f{or
system sustainability 6 0 5 5
Management of irrigation facilities 7 0 5 5
Management of irrigation organizations 25 3 10 17
Management of irrigation support services 16 15 22. 5 17
to farmers
Management of change in the institutions 16 3 2. 5 17
for irrigation —— —_——

TOTAL 100 100 100 100

Note: Weights are proportional to the number of person-years of
internationally-recruited staff engaged in the division’s projects.

6.1.2. Collaboration with other IARCs

IIMI is currently involved with IKRI in a joint project dealing with
irrigation management for rice-based {arming systems in the Philippines,
Indonesia, and Bangladesh. T1M[ is also collaborating with the Intermational
Food and Policy Research Institute (1FPRI) on a joint project to develop and
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field test better policies and practices for measuring the performance of
irrigation systems. Consideration has also been given to the possible
development of cooperative programs with other IARCs. In particular, IIMI
vas recently invited to participate in a meeting organized by CIMMYT and IRRI
to discuss a project on rice/wheat rotations in South Asia, and now appears
likely to be invited to be a part of the research team. Finally, the West
African Rice Development Association has noted, in its strategic plan, its

desire to work with IIMI on irrigated rice systems in West Africa.

IIMI appears committed to cooperate fully with other IARCs.

6.1.3. Panel commentary

The Panel finds 1IMI’s research history impressive for so young an
organization. Its vigorous activity over its first five years has put the
Institute into a strong position to define needs in irrigation management
and to sharpen the focus of its strategic and operational plans. The
Institute can already point to areas in which it has had an impact; more
significant, perhaps, at this stage is the fact that it has gained very
valuable experience that, in the Panel’s view, can lead to a substantial

impact over the next decade.

In pursuing that impact, it will be important for IIMI to have a
sustained presence in the nine countries and the West African region where
there are current projects; the reform it seeks to implement cannot be
achieved in the short time frame of most projects. The quality of personal
relationships will play a major role in implementing change. Accordingly,
it will also be important for the Institute to retain field staff in their
positions for a longer period than might be the case with staff of other
IARCs. 1In fact, the Panel would like to see sufficient funding available
for a given country to permit IIMI to field a country team of at least two
persons, and preferably three. This will not only serve the cause of

continuity but provide staff with the support, the stimulation, and the
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chance to talk out and test out hypotheses that is essential to effective

research.

The Panel was very pleased to learn of the appointment of a Project
Development Officer, a response to concerns of current and potential donors
for improved project presentations. Her assistance will be very welcome by
IIMI's research staff as well. In due course, it might be appropriate for
the office to develop a portfolio of proposals that respond to IIMI’s
strategic goals. Through the proactive definition of research interests,
the Institute will be in a better position to resist the pressure of
prospective donors to take on projects of donors’ degign which may not be
consistent with ITMI priorities. The Panel believes IIMI must be
continually watchful of the temptation to tollow the path of a consulting

firm,

I1IMI has identified, in 1ts strategic plan and other documents, four
goals of research and development in irrigation management: productivity,
equity, sustainability (envirommental, financial, organizational), and
quality of life. While the Punel reviewed IIMU's projects from the
perspective of type of research (basic, strategic, etc.), it would also have
“een interesting tc consider the contribution each is expected to make to the
stipulated goals. The Panel trusts that these are specifically considered

then a project is designed and/or revised.

The Panel commends the concept of thematic research as a way to draw
u#e.eric lessons from field projects operating in diverse parts of the world
and in varied cultural and physical environments, but cautions, again,

againgt the assumption of easy transferability.

The Panel supports the statement in the strategy paper that improving
the performance of irrigation systems is 1IMI's major goal and that it is
concerned with "absolute standards of performance” for each performance
component--productivity, equity, reliability, sustainability, and quality of
life. The Panel also welcomes 1IMI’s determination that its products and
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services achieve "the highest standard of excellence." However, to achieve
these goals, IIMI needs a more effective mechanism for quality control. The
present review and oversight processes of the Board, the Program Committee,
the Management Committee, and the annual Internal Program Review are
generally useful for ensuring the quality of IIMI's program and direction,
but they cannot provide the rigorous review, critical analysis, and quality
control of individual research projects (particularly field projects in
various countries) that is needed.

The Panel recommends that IIMI institute additional measures to
strengthen its quality control mechanisms, such as organizing expert reviews
of major issues encountered at various stages of a research project, as well
as special panel reviews of proposed management innovations to ensure their
feasibility, cost effectiveness, and adaptability jn the given management
environment, The cost of such reviews should be a part of the research
project bucd.iets.

The Panel did review some of the completed projects in detail and
noted that the quality of the work was generally excellent. However, the
research was concerned primarily with setting up field observations,
analyzing the problems, developing and pilot testing the solutions, and
recommending the tesied solutions for adoption. The Panel believes that
some of the projects could have been improved if greater attention had been
given to the generic causes of the problems and the economic implications of
the work.

6.2. Training Program

The Institute accords high priority to the training activity, although
it has been able to devote only very limited resources to this area to date.
Its efforts with respect to training are varied, ranging from stiuctured
management courses to individual awards for independent graduate study.
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reum 1985 through 1987, IIMI organized an anmual training course in
irrigation management in collaboration with the Economic Development
Institute (EDI) of the World Bank, and there is some indication that funding

may oe available again soon.

In 1988, for example. IIMI had associated with its country programs in
Pakistan and Indonesia a number of professionals working or. Ph.D.(ten) and
Masters’ (five) theses, supported through restricted funds. In addition,
there were two Post-doctoral Fellows associated with the program in Sri
Lunka. Also in 1988, there were five LIMI workshcpa and conferences, two in
Sri Lanka, two in Thailand, and one in the Philippines, and one "Special
Award” waos made for a two-month case study of an irrigation management issue.
This latter was an innovative way to document the efforts of a grass roots
organization and its workers and to recognize and incorporate in its research
the traditional wisdom of irrigation farmers. These activities have won

praise from participants.

6.2.1. Types of training

IIMI plans to undertake four types of training activities:

- international workshops and seminars--four to five a year--in
preparation for major research activities as an effort to disseminate

important. research findings;

- on-the-job training for irrigation officials in developing countries

participating in research projects lead by IIMI staff,;

- needs assesuments for irrigation management training with the prospect
that local truining organizations will gear up to meet identiiied skill
needs; and

- award of fellowships for Masters', Ph.D., and post-doctoral research
under the supervision of the Institute's senior staff.

-70-



6.2.2. Proposed training strategy

Recognizing the need to intensify training efforts, IIMI secured
support fram USAID in late 1988 to recruit a full-time Training Specialist.
Initial funding is for a three-year period, and the new staff member is now
on hand and has commenced work with vigor.

The Institute has put forward the following guidelines in its strategy
document :

- with a demand for training greater than IIMI can address, the
Institute must concentrate on those areas where it possesses a

comparative advantage;

- consistent with its mission, IIMI's training should emphasize
«uanagement issues and should help national agencies dev.lop innovative

capabilities of their own;

- recognizing that national training needs are best satisfied by
indigenous organizations and that an international organization such as
IIMI is not oriented towards providing sustained training courses for
individual countries, IIMI will assist and cooperate with existing
national institutions for irrigation management training or will
stimulate the creation and development of such institutions;

- IIMI will also help to develop national systems of innovation by
training people to conduct research and analysis of training questions;
and

- IIMI’s primary focus will be on the improvement of management skills,

not on the development of general irrigation skills or an understanding
of irrigation technology, per se.
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The Institute’s training activities will contain a mixture of direct
and indirect approaches. Direct training sessions conducted by IIMI
personnel and collaborators will concentrate on the tranamission of knowledge
and experiences almed at encouraging the implementation of innovations.
They will be aimed primarily at practicing irrigation managers. Indirect
training, which refers to the process by which IIMI supports national
training organizations, will constitute the larger part of the program and

will concentrute upon :

- advice in curriculum development;

- the gencration of widely used training materials; and

- the professional development of national training staff.

IIMI suggests that regular training programs are appropriate in three

major subject areas:

- management of the irrigated agricultural sector;

- management of irrigation organizations; and

- improving the skills of the managers of irrigation systems.

Although training will focus on management rather than on technical
matters, this will not be training in the abstract.. The training will focus
on how, through better management, irrigation systems can be made to function
more effectively while using the best and most appropriate technical
information available.

With the employment of a full-time training specialist, IIMI expects to

accelerate its training activities. Currently, for example, it is estimated

that an average of 10% of senior staff time is devoted to a broad range of

~72-



training activities. Leaders of IIMI’'s programs suggest that the Institute’s

goal should be to increase this figure.

6.2.3. Panel commentary

The Panel strongly supports the plan to increase staffing in the area
of training and to form a separate training unit, and notes that the Five-
Year Workplan calls for the appointment of three international staff by 1994.
In view of IIMI’s declared mission to pursue implementation as well as
development of management innovations, training becomes a vital tool,
particularly on-the-job training. In addition, the Panel commends the
Institute’s plan to focus most resources on the training of trainers and the
development of curriculum materials as the most efficient and effective way
to have a significant impact on the management of irrigation throughout the
Institute’s broad geographic outreach.

The Panel also notes that development of effective teaching materials
will require close collaboration with IIMI's researchers so that relevant

lessons can be drawn from both field and thematic projects.

In this connection, the Panel questions the selection of a country
where IIMI has no project work for the first needs assessment and wonders if
such training activities would not be better carried out as a support to the
Institute’s field research, particularly with resources so limited. The
Panel also notes that the conduct of a needs assessment is8 extremely labor
intensive and doubts that IIMI can go forward with these on any significant
scale. Presumably, the completion of one or two such studies will lead to
the design of a methodology that can be carried out by national staff in the

country concerned.

The Panel observed during their visit to West Africa that a Master’s
degree program in irrigation management is being offered at Ouagadougou
Interstate Engineering College. Another training course for operation and

maintenance workers in irrigation facilities is also being planned by the
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College, and there is a possibility that an irrigation management course will
be offered by CEFIGRE (Intermational Center for Studies on Water, located
near Nice, France). Both these institutions would welcome IIMI's
participation. These training courses will be offered in the French

language and thus would require translation of IIMI’s training materials into

French.

It has come to the Panel’s attention that--since I1IMI is known for
having the capability--there is a considerable demand for training assistance
on the part of collaborators and I1IMI field staf{f. In addition, one donor
with whom the Pancl met highlighted the need for training of senior
irrigation managers, noting that there is no institution other than IIMI in a
position to organize or support such training. As this was the focus of the

EDI course; the Panel hopes it can resume in the near future,

6.3. Information Program

The TIMI Information Program is designated as an "Office" under the
leadership of a "Head." This compares with the four major divisions of IIMI,
each under a "Director.” The Head of the Information Office reports,
administratively, to the Director General. There is, however, a close,
working relationship between the Head of this office and the members of the

Management Committee (the Director General and the four Directors),

6.3.1. Target audiences

In its 1988 Strategy document, IIMI identified three primary target

audiences for its information programs. They include :

- those who are in positions where they cian put into practice management
innovations developed by IIMI and its collaborating agencies. This
involves people in middle to senior management positions and at policy
making and decision taking levels--predominantly in ministries and

irrigation management organizations;
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- those concerned with the study or analysis of irrigation management as
well as those engaged in developing management innovations. This
group involves managers and researchers in management organizations and

research and training institutions;

- those who maintain an interest in IIMI's activities, including
representatives of donor agencies and stakeholder groups, as well as

other irncernational centers doing related work;

6.3.2. Scope of activities

To all these groups, IIMI’s information services are based, first, on
the provision of materials that are developed within the Institute’s own
thematic research and field operations programs. Second, IIMI provides more
general information on its own activities as well as comments or advises on
wider irrigation management issues as may be appropriate in carrying out its
mission. Third, it exchanges information with other institutions and
individuals involved in irrigation management work. Fourth, IIMI's
information services provide product support for its training and

professional development programs.

The Institute does not consider itself to have a comparative advantage
in maintaining widely accessible data bases or in collating abstracts of
relevant publications by others. Activities of these kinds, based on
assisting people to access aspects of irrigation nanagement literature
generated elsewhere, are already performed by others (such as the
International Commission on Irrigation and Drainage (ICID) and the
Commonwealth Agriculture Bureaux International (CABI).

IIMI has a goal of developing a library with some 10,000 voluaes.
Currently, it is approximately halfway towards achieving this goal. The
Institute plans to maintain and expand its internal library and information
data base for use by its own staff and collaborators. However, it does not
plan to build up a general external service in this area.
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Within the overall information program, the greatest activity will be
in the area of publications, including the following:

- project reports, which review in full detail the activities and
results of specific field work;

- regsearch papers, which reviews in a more condensed format principal

findings that have more general relevance;

- monographs, are longer works (100-400 pages) but similar to research
papers in their scope;

- management briefs, include summaries ¢i findings of research efforts-

-intended for middle and senior level irrigation officials;

- Jjournal articles, published in leading scientific journals, copies of
which may be distributed to IIMI's clientele;

- newsletters, involving network information and theme-specific research
results,distributed to irrigation management professionals and

researchers; and

- seminar proceedings, involving the proceedings of IIMI seminars
organized and published as a state of the art series on relevant

topics.

IIMI has recently compiled a master publication list of some 90 IIMI
publications along with many IIMI/ODI publications which have been issued
from the time of the founding of the Institute until November 15, 1989. The
Institute has also issued another list of some 45 publications by IIMI staff
appearing in outside (non-IIMI) conference proceedings, books, and journals
in the five-year period 1985-1989 since 1IMI was founded.
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In addition to its technical publications, IIMI is developing a
comnunications and public affairs network, with a view to providing more
general news and information to enhance its overall objectives. This
involves the issuance of the quarterly IIMI Review, press releases concerning
IIMI activities, as well as reports and communications relating to the
Institute's efforts--plus annual reports and program and budgets documents.

Closely linked to such efforts are programs aimed at strengthening
audio-visual communications. Videos and other types of audio-visuals are
planned to support the public affairs network as well as the research staff

and others wishiry to make presentations of their work.

1IMI's 1990 Program and Budgets document indicates that the Institute’s
photo library will be reorganized and that a headquarters slide filing
system will be established, backed up by a computerized referral system.
Slide duplicating facilities will make photographed materials readily
available to field staff and others.

In 1990, IIMI plans to give high priority to the further improvement of
its library resources. The headquarters library will be reorganized and a
more dyvnamic acquisitinn policy introduced. In collaboration with ICID, IIMI
will reorganize its "unpublished" literature holdings and concentrate on
holdings of seminal published literature.

6.3.3. IIMI's working languages

English serves as the working language of the Institute. However,
with the establishment of country and regional programs in West Africa and
Morocco, French is increasingly needed as a second working language. IIMI
also recognizes the importance of disseminating material in other languages

widely used in collaborator countrics--especially in Asia.
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IIMI proposes to make a special effort in 1990 to secure an enhanced
capability for the translation of project materials into French to better

support its Francophone Africa operations.

6.3.4. Review of information programs

In early 1989 a Canadian consultant, A.K. Biswas, financed by the
International Development Research Centre (IDRC), issued a report of his
review of the IIMI Information Program. Although a number of specific
recommendations were made concerning the program, the Institute’s actions to
address most of these recommendations are not readily apparent. It should
be noted, however, that IIMI has submitted a proposal to IDRC, requesting
Canadian US$200,000 to fund the development of a "Irrigation Management
Information System."” The implementation of this project would make possible
the employment of a second internationally recruited Information staff member

to strengthen the Institute’s efforts in this area.

6.3.5. Policy on publications

IIMI has been in the process of developing a formal Institute statement .
which would spell out, in some detail, its policies with regard to
publications. This draft document (now in near final form) indicates in
specific terms the nature of IIMI publications; how the publications program
is to be managed; how new publications are initiated, reviewed, and
approved; the distribution, marketing, and funding of publications; and
policies with regard to languages used for IIMI publications. The adoption
and implemcntation of such a policy statement should help clarify the
apparent concern and uncertainly with regard to the functioning of the

Information Office.

6.3.6. Panel commentary

The I1IMI strategy document sets forth a well-ccnceived plan for the
implementation of a sound Information Program. The Institute is making
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significant progress towards the implementation of such a plan. There are a

number of areas, however, which call for priority attention.

Library resources are relatively weak and inadequate. It should be
noted, however, that there appears to be a strong commitment towards
significant improvement in this area. Earlier in 1989, there was a
substantinl backlog of uncatalogued material in the library, but there is
apparent progress in dealing with this problem.

There is an obvious need to develop publications and other information
materials in langusges other than English to serve thé needs and interests
of cooperating country programs where English is not the primary language.
IIMI appears committed to addressing this need, but there is little evidence
of progress in this regard to date.

TIMI must clearly be sensitive in its publications to host country
relations and avoid what could be taken as undue criticism of collaborating

individuals or institutions and their policies.

The Panel detected concern among some staff members about the emphasis
IIMI management. is placing on the production of publications but does not
share that concern. Indeed, the Panel commends 1IMI management for such an
emphasis. If research results are to be useful to IIMI's cliertele, such
information must be disseminated through appropriate publicaticns.
Moreover, an active publication program is especially important with a
relatively young organization like IIMI so that information abcut the
Institute and its work can be widely distributed to the global commmity
having an interest in irrigation manngement. Such publications should

obviously be of high quality--both in content and appearance.

The Institute reflects an impressive list of publications for an
organization of its size and stage of development. Some are obviously of
high quality. Consultants and others have questioned the form and quality
of others, however, suggesting that the editorial staff of IIMI needs
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strengthening to provide more support in this area. Such a need seems

apparent to the Panel.

The Panel suggests that target audiences for some IIMI publications
should include organizations or groups primarily concerned with environmental

and natural resource conservation issues.

During the course of its work, questions were raised to the Panel
concerning the status of the Information Program within the Institute (its
designation as an Office rather than a.Divigion). Sgmewhat related is the
question of whether the Information Program is "merely a support function,"
serving primarily as a "conduit for getting publications out" or should it be

"a program with a character of its own.”

The Review Panel also heard reference to "pressure to get publications
out--with little more than cosmetic editing--essentially publishing what the
authors provide.” It was also suggested to the Panel that strengthening
the Institute’s overall Information program seems to be sacrificed at times
"for expediency in getting publications out.” There also seemed to be some

concern over the operation of the Information Program Office.

The Panel suggests that some of these issues merit careful attention by
the top management of the Institute so that the role of the Information
Program and its relationship to other parts of the Institute are well defined
and understood. The issuance of a clear policy statement with regard to
publications would be helpful. Such a policy statement has apparently been

under consideration for several months but has never been formally issued.
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7. ASSESSMENT OF IIMI PROGRAM

In assessing the impact of [IMI's efforts to date, it should be
recognized that the Institute is a relatively young organization, having been
in existence for slightly more than five years. !lost of its projects were
initiated within the last three years--many during the last 18 wonths.

While recognizing these circumstances, there are many indications of
significant progress by IIMl in carrying out its stated mission. One such
indication is the extensive array of research projects currently under way.
A summary of these projects is found in Annex IV. There are also many other

indications of significant progress.

7.1, IIM]'s Assessment of Its Achievepents

Annex IV provides IIMI management's assessment of the principal
contributions or impact (achieved or potential) of the projects currently
underway within the Institute. Although the nature of these projects
suggests significant potential impact, the actual contributions to date are
understandably limited. However, a number of specific achievements or
contributions are indicated in IIMI’'s annual reports and in other statements

of Management.

IIMI's Five-Year Workplan includes extensive references to its
contribution since its inception. This includes somc 18 examples of
research contributions in Sri Lanka, Pakistan, the Philippines, Indonesia,
and Nepal. It also documents its achievements in thematic and multiocountry

research, training, and information.

The IIMI Director General referred to other examples of specific
achievements "we are proud of":
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- in Sri Lanka, studies of the extent to which farmers should take a
active role in the management of irrigation systems have led to a
rather rapid acceptance of new approaches in this area by govermment

officials;

- in Nepal, IIMI’s presence has had a significant impact on the thinking
of officials with regard to how the Government could better assist

farmers in managing irrigation systems;

- in Indonesia, IIMI's work has developed the bei3is for managing water

resources more efficiently, leading to less wastage.

Contributions of a different nature were cited by one of IIMI's senior
staff. It was suggested that one significant impact of IIMI's work is "in
helping to set the agenda that people use when considering irrigation.” He
cited an example of the contributions of a major study by IIMI of irrigation
gervice fees--pointing out that this study was helping to shift the focus
from the mere cost of water to how the fee structure for water can contribute
to system performance. He emphasized that once users realize that they were
paying the cost of irrigation water, they will become more concerned with

better management.

Perhaps much of the significance of what IIMI does was summed up by a
genior staff member when he said that "in the long run, one of IIMI’'s
primary contributions may be in raising the consciousness concerning
opportunities to improve the performance of irrigation systems and the need

to give priority attention to such efforts.’

7.2. Collaborators' and Donors’ Assessment of IIMI’s Progrem

Annex V provides a copy of letters and accompanying questionnaires
sent to 49 individuals associated with donor (or potential donor)
organizations and 116 individuals affiliated with organizations in countries

where ITMI has a working presence. Replies were received from 18 donor and
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19 country representatives (referred to as collaborators). This represents
an overall 22.4% response. The lower level of response may have been related
to the short time available, conflicts with Christmas holiday schedules, etc.

Following are the numbers of collaborator resp nses by countries:
Morocco 4, West Africa 4, Pakistan 4, Sri Lanka 3, Nepal 3, and Indonesia 1--
with none from the Philippines, Bangladesh, and Indi: .

In some cases there was more than one response from both donor and
collaborator organizations--for example, representat ves of USAID in

different countries.

Several (9)--primarily potential donors--indicated that they did not
know enough about IIMI to provide the information requested in the survey

instrument.

Section 7.2.1., 7.2.2,, and 7.2.3., provide information gathered from
the survey. Sections 7.2.4. and 7.2.5. provide othe~ assessments of IIMI’s
efforts. The Panel commentary concerning donor coll.aborator views is

provided in Section 7.3.

7.2.1. Bvaluation of IIMI's prugram themes

Both donors and collaborators were asked to pr wide their evaluation of

IIMI's Beven program themes, rating each on a scale > 1 to § (with §
‘not 8o importart”). Table 7.1 provides

representing "very important” and 1

a summary of these assessments.

The themes, "Improving Institutions for Irrig:tion Management' and
"Maneging Water in Irrigation Systems'" were ranked | ighest, with each
receiving a 4.4 rating. Approximately 80 percent of the respondents gave
these two themes either a 4 or 5 rating. "Managing Irrigation
Organizations” received a slightly lower overall rating (4.0) than the two
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highest ranked themes. Seventy-three percent of the respondents gave this
theme a 4 or 5 rating.

Table 7.1 Donor/Collaborator Assessment
of Importance of IIMI Themes

Theme Assessments §
% Rating X Rating %X Rat ng %X Rating Overall
1 lor 2 5 dorb Rating
Institutions for
Irrigation Management 0 4 50 17 4.4
Managing Water resources
for Irrigation 4 8 60 81 4.4
Financial Management
of Irrigation Systems 4 31 23 50 3.5
Management of
Irrigation Facilities 4 15 12 35 3.3
Management of
Irrigation Organizations 0 4 35 13 4.0
Management of Irrigation
Support Services for Farmers 0 31 12 42 3.2
Managing Change in
Irrigation Institutions 8 27 31 58 3.5

% Scale 1 to 5, with 5 indicating "very important.”

The remaining themes were given ratings in the 3.2-3.5 range.
"Managing Support Services" received the lowest overall rating of 3.2, with
almost one-third of the respondents giving it a rating of | or 2.

Most respondents seemed satisfied with 1IMI's stated mission. One
collaborator suggested two possible additional themes.” 1) "Management of
Wastage in Irrigation Systems,” and, 2} "Management >f Environmental EBffects
of Irrigation Systems and Practices.”
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One general comment by a collaborator is particularly noteworthy in
considering the Institute’s range of program themes. "IIMI's efforts to
date appear to be toc thinly spread to be most effective. Its limited
number of personnel attempting to cover so wide a mandate makes IIMI more
of a diagnostic outfit."

7.2.2, Assessment of IIMI’'s major program activities

Donors and collaborators were asked to provide their assessment of the
relevance of IIMI's four major areas of activity: theratic research, rield
operations (country-specific programs), training, and information. The

results are summarized in Table 7.2

Table 7.2 Donor/Collaborator Asscssment
of Relevance of Major IIMI Activities

Activity Assessments *
% Rating % Rating % Ratirg % Rating Overall
1 1 or 2 5 4 or 5 Rating
Thematic Research 4 17 35 57 3.7
Field Operations 4 17 38 75 3.9
Training 26 43 30 39 2.9
Information 4 4 39 74 4.0

¥ Scale 1 to 5, with 5 indicating "highly relevant”

On a scale of 1 to 5 (with 5 representing "grea-est relevance"), the
respondents, on the average, gave essentially, the siume ratings (3.9-4.0)
to two of the four major program activities--field op:rations, and
information. Some three-fourths of the respondents give a 4 or 5 rating to
these two activities. Thematic Research received a slightly lower score of

3.7, with 57% giving this activity a rating of 4 or 5.



Training received a much lower relevance rating (2.9). Such a low
raeting is not consistent with the importance attributed to training by many
of the dunor and collaborator representatives met bv the Panel. Such a
rating in the survey may have resulted from the respondents’ interpretation
of the question., Conceivably, seversl gave it a lower rating because this
aspoct of TIMI’e activities ié the least developed o date and, therefore,

was censidered to have the least relevance or meaning at the present time.

Some of the West African collaborators emphasized the need for
information and training programs more oriented to their region rather than
to Asia. The need for more publications in the Frénch language was also
emphasized. A major collaborator stressed the need for "applied research to
gnlve the problems we are facing in the efficient minagement of our
irrigation systems and how they could be changed to meet the requiresants of

modern agriculture.'

Another collaborator made the following comments: "IIMI should work

with research institutions as opposed to irrigation bureaucracies with

which close links are necessary but not fundamental. Management innoviitions
need to be field tested in collaboration with irrigation agencies, but their

innovations cannot be developed without researchers participating.”

A major donor suggested that IIMI should "emjnasize applied research
more. People in irrigation sgencies will listen t« TIMI about practical,

applied research findings.'

One agency from a donor country indiecated th: t it "strongly meintains
the view that IIMI's primary mandate is decentrali:ed field research on the
actual irrigation sites of the countries rather thin establishing its own

research facilities.”
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7.2.3. Assesament of IIMI's performance through survey

Overall, IIMI received very positive evaluations by both donors and
collaborators in the survey. The responses of both groups appeared to
follow the same general pattern and, for summary purposes, have been

combined.

In terms of "overall effectiveness,"” the responients gave the Institute
an average rating of 4.1 (on a scale of 1 to 5, with 5 indicating "highly
effective”). Almost 40 percent of the respondents eviluated IIMI as "highly
effective” (a rating of 5.0) and over two-thirds provided a rating of 4 or
5. None gave an evaluation of less than 3. Such evaLuations are considered

to be very positive, given the fact that IIMI is such a young organization.

A doner giving IIMI a 3 rating added that the Institute '"seems to be
rapidly improving.” Another donor provided a rating of 3. 5, commenting
that "TIMI has made great improvement in defining goats and objectives and is

beginning tu achieve them.”

In evaluating “strengths and weaknesses,” one inportant donor said,
"Its country programs nre very effective, Tts field :research program has
made a large impact. Overall a good organization, wo:thy of continued

support.”

Another donor indicated as "strengths”--"a high quality staff and good
networks." As a weakness the donor suggested that "funding levels appear to
limit effectiveness.” A potential donor suggested that IIMI's strengths "are
its clear mandate to tackle critically important problems and its dedicated
staff.” The respondent added "[IMI's likely difficulties in adequately
addressing major issues include the poor definitions of the problem of
irrigation management, the complexity of the problem in socio-economic and

biophysical terms and the location-specific nature of the solutions.”
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Only one respondent (fram a collaborator organization in a country with
a well established IIMI program) had decidedly negative comments about IIMI,
suggesting that the Institute had made little impact. He also suggested
that there had been little interaction between his organizations and IIMI.
Another respondent in a position of major responsibility in the same country
said: "IIMI is in a formative stage in our country. It has already made an
impact. When it matures, it will be of great benefit to us.”

Several respondents, while agreeing with IIMI’'s basic mission,
suggested that greater emphasis should be given to amall-scale irrigation
projects. Other collaborators commented very favoral ly about IIMI's
participatory and collaborative modes of operation.

7.2.4. Asgessment of IIMI's performance through personal
contacts by the Panel

In the courge of its work, one or more Panel members visited
representatives of both donor and collaborator organizations in seven
countries where TIMI has a program/staff presence. it was possible through
such visits and interactions to gain additional impr: ssions about 1IMI's

pertormance.

The general impressions gained through such co tacts were not greatly

different from those encountered in the survey.

It should be noted, however, that in some of tl ese contacts it became
apparent that some officials in irrigation agencies :s well as policy and
decision making authorities knew little about 1IMI, r its mission and
activities. Sume agency and donor reprcsentatives r«<marked that IIMI’s
research is "too theoretical” and also incomplete bed ause (in their opinion)
it does not address the practical feasibility of its recommendations--nor
does it adecuately examine the financial and economi.- feasibility of its
research findings. Because IIMI is attached to nati nal agricultural
institutions (e.g., PARC in Pakistan and the Philipp ne Council for
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Agriculture and Resources Research ard Development) in some countries, some
ocontacts in national irrigation agencies seem to believe that the Institute
ia more concerned with egricultural rather than irrigation management
research.

Some of these less-than-positive attitudes appeur to be due to a lack
of knowledge about IIMI--shich, in turn, may be due to a lack of adequate
interactions or commmication between the Institute ad these key officials.

Despite evidence of some such attitudes, the overwhelming response the
Panel encountered was very positive and suipportive, perhaps unusually so
given the fact that IIMI is a very young organization with a limited
opportunity to have proved its worth,

One major donor commented to the effect that, i1 his judgement,
investments in work such as IIMI's, directed towards mproving the
management and related efficiency of irrigation systers "could contribute
more to increasing developing world food production” than any other activity
which his agency could support. Many donors and collaborator
representatives stressed the large gap between the actual performance of
irrigation systems and their potential, expressing the view that IIMI is the
only organization with a clear and exclusive nandate ‘o assist in more nearly
realizing this potential.

Finally, it should be noted that in the course (f its efforts the Panel
discovered that the Asian Development Bank is engaged in a comprehensive
assesasent of IIMI projects or activities which receired financial support
from the Bank in the five-year period, 1985-89. At 'tle time of the Panel’s
review, however, the results of the ADB assessment were not available.

7.2.8. Assesspent by Sri Lanka Consultative Ccmmittee

During the past three months, the Sri Lanka Consultative Committee of
IIMI has carried out an evaluation of IIMI's performa: ce since its inception.
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Since IIMI has been involved with programs in Sri Lanka for a longer period
than in any other country, the observations and conclusions of the
Consultative Committee are especially relevant. The Committee provided the

following summary statement in its report:

“"In keeping with its mission to strengthen nat:onal capacities in
irrigation management, IIMI has carried out its fielr work effectively
through a set of well-designed country programs, sel:cted with the
concurrence of the Sri Lanka Consultative Committee. IIMI, instead of
confining its programs to theoretical study, has put its staff into direct
contact with diverse irrigation management situatiomt in the field. They
have been organized at different levels of involveme: t, according to

circumstences and resources.

"One notable feature in IIMI's operations has een the flexibility in
its procedures and its informality in dealing with o untry specialists and
national agencies. It has chosen to play a catalytical role, rather than an
authoritarian one, in promoting the development of i:rjigation management
capabilities of national agencies. Implementation o' its research programs
has generally involved collaborative research carriec out by IIMI staff and
that of the related national agency or institution.

"IIMI’s work has contributed significantly to 'he growth of national
efforts in irrigation management research and develo;ment. It has also
maintained effective and productive relationships wi h all significant
national organizations, both governmental and non-go ermnmental, concerned

with the management of irrigation in Sri Lanka."
The Chairman of the Consultative Committee, in 3 personal meeting with

the Panel, was even more laudatory and direct in his praise of IIMI and the
excellent relationship his agency enjoys with the Institute.
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7.3. Panel Commentary

It is apparent that in its short span of existenze, IIMI has initiated
impressive programmatic activities which offer significant promise for
enabling the Institute to achieve its objectives of inproving the management
of developing country irrigation systems. Indeed, II}['s activities are
already contributing to such objectives. The high marks which both
collaborators and donors give IIMI is impressive evide wce of the rapid
progress the Institute is making towards achieving its stated objectives in a
relatively short time.

The principal instances where the Panel has foind less than positive
attitudes towards the Institute have been where commur:ications between IIMI
and collaborating agencies seemed to be poor.

The Panel recommends that IIMI concentrate on d¢ veloping effective
compunications with personnel in collaborating agencits--including those at

the highest levels involved with policy making.

It should be recognized, that IIMI is not a rescarch institute in the
same mold as many of the IARCs. Its mission to improve the management of
irrigation systems requires much different approaches than, for example,
efforta to increase the production of rice or wheat. Moreover, IIMI’s
efforts must go beyond research. It must also work ciosely with those
having responsibility for managing irrigation systems in helping them apply
or use the knowledge of how their systems might be managed more effectively.
In that regard, IIMI is more involved in what some would characterize as
action research involving more "downstream” or research implementation
efforts. At the same time, as one of the few institutions globally
concerned with irrigation management, IIMI’s activitics must also include
significant "upstream” efforts in the more basic and ctrategic research
areas--in efforts to generate new knowledge or understanding and to develp
new research techniques. The Panel is somewhat surpr.sed, however, that
IIMI would characterize 35 percent of its project act.vities as basic or
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strategic research. Such a figure seems high, given the nature of IIMI
projects. This is undoubtedly related, however, to how one interprets the
meaning of the terms "basic” and "strategic" and the fact that IIMI is,
indeed, concerned with generating new knowledge con~erning irrigation
management--even though such research might not be ~egarded as "basic" by
physical and biological scientists.

Donors and collaborators responding to the Pm el survey gave a
decidedly higher "importance"” rating to three of 111I's themes than to the
other four. These themes: "Institutions for Irriga .ion Management,"
"Management of Water Resources for Irfigation," and "Management of Irrigation
Organizations," would also appear to the Panel to b: most important in terms
of priority attention. The Fanel notes that the in ormation in Table 6.3
(Chapter 6) apparently indicates that IIMI currentl has no effort dealing
with the first of these themes, "Institutions for 1 rigation Management."
Moreover, IIMI (Table 6.3) seems to accord a greate. relative priority to the
theme dealing with "Managing Irrigation Support Ser‘ices" than was indicated

in the donor/collaborator survey.

The Panel concurs with the observations of bo h donor and collaborator
representatives that improvements in the management of irrigation systenms--to
which IIMI is committed--offer grea~ promise for si;nificantly increasig
food production, and thereby contributing to improvid food security, in many

areas of the developing world.

In summary, there is little doubt concerning he great need to improve
different levels of management of irrigation system . It is readily apparent
to the Panel that IIMI has done an ~ffective job in its relatively brief
period of existence of initiating and carrying out arious programmatic
endeavors which should contribute s.gnificantly to umproved management of

irrigation systems in the developins! world.
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ANNEN 1

BIOGRAFHICAL INFORMATION ON_PANEL MEMBFRS

VIJAY SHANKRAR VYAS, an Indian citizen, 18 currently Director of the
Institute of Developwment Studies in Jaipur, India. Previously, he held the
josts of Senior Adviser in Agriculture and Rural Development, The World
Bank=-; IDRC senior kesearch Fellow and \1siting Scholar at Boston
Lrniversity, and=~from 14578 to 198C--Director of the Indian Institute of
Management (IIMA) 1n Ahmedabad. Subsequent to receiving his Ph.D. 1in
Feonomics from the Lniversity of Bombay in 1958, Lr. Vvas served on the
fruulties of Bombay University, sardar Patel University, and ITIMA. He wn. n
memter of the Agricultural Prices Commission of the Governmont of India and
has served as Vice-chaimman of the State Planning Board of Gujarat State,
tner the years, he has chaired study teams fielded by the Asian Development
tanic, The world Bank, FAO, and IFAD, and has consulted with other
international organizations, For a number of years, DUr. Vyas winnovations to
Ofther countrics, such as Pakistan,

ROGER CORBIERE, a French citizen, 18 n graduate of the Institut National
wwronomique, Paris (agricuitural Engineering) and the Ecole National Du Genie
kural, Des Eaux Et Forets, faris (Civil Engaineering). From 1946 to 1956, he
sorvexd as an officer with the French commissariat cenernl Du Plan and
participated in the establishment of the French network of regional
divel spment and ireigation agencies.  From 1956 1o 185, Mr.Corbiere held the
jogition of Deputy Mannging [nrector of the largest  f these agencies, the
Compagnie National du Bas--thone Languedoc, a parastatal company located at
Nimes in Southemn France that 15 responsibie for des gning, constrmucting,
anl operating o large sater works, irrvigation, and water Hll[)pl}' System Aas

il ns for extenvion and ngricultural development, production of irrigation
gacninery, processing tndustries, sconomic siudies, ‘ourism dv\!'log’n.vm, nnd
[Orest e Sinece 1085, his company nng been invalved in technienl assistance
prosvams in about 40 developing countries in a consulting capacity, mainly
n the water and agriculture=related dosains,

JOAN H, JOSHI has spent the past severnl yedars in promoting public
sdyention on developmeny and other intemational issues through work in Soth
the fomal and non=formal education systoms, A\ citizen of the U,S.A:: Ms,
whi has served as o panagement consultant for the (GIAR and several of the
irtermational agriculwural rescarch centers as vell as Director of
vimintstration at [CARDA in Syria. She was a member of the panel that

pducted the first External *hanagement keview of 11TA in 1083 and has since
jparticipated in simllar reviess ot CIMMYT and CIAT. Prior to 1081, she

pent sisteen Years in various positions at the Institute of intermational
Eluenation in Aow York, the last five as toe President for Fdueational
ervices, heading o department that provided support 10 sany of the 1AKCs,
My, Jeshi has an AR from Comell Dniveraity in politieal science and has
spent o semester gt the Londen School of Economics. She has lived for
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evrtensive periods in Germany and in Syria and has travelled widelv in muny
parts of the developing world on professional assigl ments.

SYED S. KIRMANI, B.E., D.Sc. is currently a corsultant to the World Bank
on the consulting protession and on construction se tor stratezies. From
470 ro 1986, he was Inrector of Prajects i1n the world Isank, and from 1969 to
1970, he sermed in various staff and managerial positions. Earlier, he was
“raef Engineer, water and Pover Development Authority (WAPDA), and Chief
Fngsneer ot the Punoab {rreigation Department, Takistan, which he first joined
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ANNEY, 1

EXTERNAL REVIEW OF I11M{: TERMS OF RI FERENCE

U

The major purpose »f the Review 1s to aceoess the content, quality,
miact, and taiue of the overall program ~f the International Irrigation
‘anagement Tostrtute (TIMLDy, ang 1o determine whether the operations
being fonded are carvied out in it with deciared policies and to
acceptanie standards of oxcelienc.

oo oupoctad thart s ecvroe o D00 e it aeist the Institute in
plannin. vts aovivicies and ensering the o piity of the priorities and
ruturs stpategies pocognized breoire dengd,

LTINS U Eg i

o i ihing tne porpess dedgroed ateee, the Re oo Panel s reques: eq
Pooeive gartpeiar attentian o ot S laong a oot s:

(1) The aypropriatencss of the fne1:vuie's mossion, its internal
consisteney and mterpretaton L pesge S0

{a) the immediate and lon. -t e Tor tmproved and
sustainat agrreultural pr v o evsiems as wWwill oas

for humre vodfure in develnping o0 nreies;

{bj presen’ o and possibic fooare areas of work by the
Inseata o and by the 00 snstin o rons.

s of work in relatiorn

(i1)  The translaticn o7 the misg

to:

(a) the Institute’s stratesy, ad the arevcess by which it wae
formulated;

(b the Institute’s rationale--us oxp: ssed in the Strareg -
for 1ts priorities, its present ar i futare overall si:e,
its decenvralized mode of peration, 1ts geographie oo,
and the composivieon and balance ot the overall progran
and

(c) the broad inztitutional emvironme:r '—-activities of otler

international tnstitutes and oragor teations, and of
national institutes in coopsratinge eountries and in others
where the work of the Institute 1¢ relevant;




(iii)

{v)

y

The content and quality of the scientific and related work of the

Institute with particular reference to:

(a)

(b)

{c)

(d)

the results of the Institute’s work;

the current and planned work and the role of the
scientific disciplines therein;

the information exchange and training programs, their
methodologies, their specialization and decentralization,
and the participation of the professional staff therein;
and

the adequacy of the support services”and other facilities,

The actual and potential impact and usefulness of the Institute’s

activities in relation to:

{a)

(b)

food security concerns in developing ~ountries including:

- ngricultural productivity and the equity of
digtributicn of benefits from incrcased producrtion;

- the econonic situation and quality of life of
resource-poor farmers, particularly women farmers,

and their cmployment and income opportunities;

- the sustainability of productive land use systems in
developing countries;

research capacity in developing countrieg through
- it« informition exchange and training progroms;

- cooperation with national research and development
programs; and

- cooperation with other international institutes and
organizations.

The effectivenegs of the manag-ment of the Inutitute and the

appropriateness of its structurcs, with particular reference to:

(a)

(bi

{c)

Covernunce--11ML Sapport Group, Poard of Governors and
ite committees, audit function;

Prosram *unavement --leadrzhip, organ:izationnl structure,
planning and review systems, management of program

activities, menitoring of cost eftect veness,

Personnei - recruitment, staff develoyment, and other
proceduraes;
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(di Finance--budget, financial reportin

{e) Fund raising--strategies adopted an
future, the balance between core ar

{(f) Administration--physical facilities
services security, transport, trave

(g Information-~comnunications service
aistribution services, library, mar

th) Relationship with external environr

clients, collaborators, and donors.

Vi) Constraints on the Institute’s activities
the dmplementation f dts programs, and pé
reducing or ciiminating such constraints.

ubnERAL oS TDERATT
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ANNEX 111

A SUMMARY OF 1IMI'S STRATEGIC PL-N




The following material briefly summarizes key el!ements of IIMI’s
strategic plan, a draft of which was formally approved by the Board of
Governors in September, 1988. A final version of the strategy was publis ed
in Jate 1489, The comments in this section concerning the application or
impiementation of the Institute’s strategy refers to IMI’s views - not t'.ose
of thc ranel.

The Importance of Irrigation in Developing Countries

[IMI's strategy document begins by emphasizing
the importance of irrigation in developing countri '€ and the need to imp-ove
the management and use of water.

The importance of irrigation is reflected in the fact that there are
about 220 miliion hectares of i1rrigated iland in the werld, representing some
15% of the total cultivated area. Appracimately 72% 4 f this irrigated land
is 1n developing countries. The significance of irrigated agriculture is
even greater in terms of production. In South Asia, for example, yields from
irrigated cereals average between 1.5-2.25 times as mich as those from non-
irrigared land. More than halt 2f that region’s tota food production cones
from irrigated lands.

The developing world has made massive investmen s in the developmen: of
new, or rehabilitation of old, irrigation schemes. S:veral developing
countries have devoted over three-fourths of their public expenditures fo.:
agriculture to irrigation pro,jects.

Despite these large expenditures and the docunented importance of
irrigation in promoting and sustaining food productior , most irrigation
svstems are performing far below their potential. In many systems, the aea
irrigated i< much less than the area commanded, and ar nual cropping
intensities are lover than anticipated, Wwater is oftrn distributed
inrquitably between farmers near the head-end of the ¢ ystem where water is
assured and those less fortunate locared downstream. !'ater deliveries to
farmer’s fields rarely correspond i1n quantity and tim'ng to the true
requirements ot the erop.  MNet incomes of farmers and landless laborers in
irrigated areas remain below their potential.

The combination of reductions in operating budgeé ts and the inabilityr of
managing agencies to recover operating costs often le ds to deficient
maintenance and declining performance. In general, n t returns on irriga‘ion
investments have been disappointing. Moreover, the c' st of developing new
irrigation systems is rising rapidly. In many devels ing countries, the cost
of new irrigation projgects is now as high as U'.S. $1Z-004/ha.

By any measure, the actual returns or benefits * rom irrigation are
often significantly below their potential. This may result from a number of
circumstances, including low crop productivity due to inadequate,
unpredictable or untimely water deliveries, sharp inequities between head-
end and, tail-end farmers in terms of water availability, and difficultie in
maintaining effective and sustainable irrigation systéms over the long teim,
All nf these difficulties can be addressed through be  ter management of
irrigation systems.
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Such potentiais for improving the productivity and economic returns of
irrigation c¢vstems contributed o the interest in the creation of IIMI as an
internationni center dedicates vo improving the management of irrigation
SYstems in rhe leveloping worid,

IIMI’s bereficiaries and "clients”

The uitimate beneficiariee of IIMI's products and services are farmers
in zev cloping countries whose livelihood's depend on irrigated agriculture.
Thee direct users or “clients” for IIMI's outputs are those organizations in
Aeveioping countries which arc concerned in various ways with the management
o 1rrigation systems. IIMI recognizes a number of such target groups with
wnien it might work,  They include:

- gnvernment irrigation management Qrganizations which have direc:
responsibility for planning, designing and supporting irrigation
svstems,

- policy-making organizations, which are responsinle for determining
national policies 1in relation to water resources planning and
irrigated agriculture;

- reanizations and associations »f irrigation water users, which may
wrnoar nave responsivility for managing irrigation systems;

- navional research institutes, especially those with intercsts or
arvivitles in 1rrigation and in management studies;

- art ersities and natinnal establishments for professional training,
cepeciaily those aiming at higner levels of management,

- nar ional consulting organizations concerned waith providing advire on
crriearion-related 1:sues.,

17 15 recognized that there are vet very few research or training
ircvitutes with an explicit orientation towards irrigation management.
1M i1s, therefore in a different situation from many other international
agrrculcural recearch centers in that it will rarely be interacting with
directls comparable national institutes.

IIMI's mission

ITM]I detfines its mission and purpose to be that of “strengthening
natronal efforts to improve and sustain the performance or irrigation systems
1n deveioping countries through the development and dissemination of
mnagement innovations.” Within this context, "management 1nnovations” means
any physirai or organizational changes in the conditions or processes of
management that can cause improved performance of a system.

It should be noted thut TIMI defines “irrigation management as 'tne
process in vhich instituricons or individuals set objectives for irrigation
. . . . . < . . J
svstems; establish appropriate conditions; and identify, mobilize and us:


http:irn'�r'nat.iOru.11

resources so as to obtain these objectives, while insuring that all
activities are periormed without causing adverse effects.”

IIMI themes

. T1IMI has chosen, initially, scven major program themes upon vhich it
intends to concentrate its efforts. A brief description of each follows:

- institutions for Irrigation Monagement - Under this theme, IIMI
i1l seek to determine the most appropriate management conditions
tfor institutions concerned with irrigation systems.

- Management of Water Resources for Irrigation - This theme
concerns processes in the physical water supply, delivery and
aisposal systems,

- Management of Financial kesources for svstem Sustainability -
This theme wili deal with mobilizing and using effectively the
resources needed to facilitate effective management of irrigation
SVSLOMmS .,

- Management. of lrrigation Facilities This involves effective
management. for the maintenance and rehabilitation of irrigation
facilities,

- Moyvagenent of [rrigation organizations - Management of irrigation
syetems invoives not oonty the management of watcrs but also the
wadntgement of peopic and information, This thems will focus on
improving the of fectivencss of the administration of
organiations copcerrexd with o irrigartion systems.

- Management of rrigation Support Services to Farmers - Initially,
I intends to forus its efforts on the special problems of
rniivering support services te the farmer-managed sector.

- nagement of change 11 the Institutions of Irrigation - The
foregoing six themes relate to aspects »f performance and
management within establisheo institutional systems. There are
times, however, when it becomes appropriate to make fundamentsl
changes in existing sets of instiiutions Lo introduce new
institutions, to aixolich old ones, or to relocate the interfaces
and redefine areas of responsibilities between institutions.
This theme will relate to the effective management of such
chunge.

Priority areas of work

In carrying nut its mission, IIMI has identified four priority areas of
vork. They are as follows: field research in specific environments;
thematic research tn synthesize findings from varied environments;
information exchange; and management training.
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collaborative field research projeets conducted on irrigation
manngement svstems in speciric environments will be a key element of 1IMI's
worls 1o develop management innowations, Frequently such research il
e components of adaptive op action research,  Progects will usunlly b
financed by external donors, [he process of proisct formulation will
generaliy, therefare, involve ot loast three parties: I1IML, a national
agencey, and a donor,

The amelopment of management innovarions requires not oniy fieid
researen onolrrigation management issues, but alsc thematic research to
develop genorie inovations that may be applicable te a varety of
covironments,  For this reason, research leading Lo generic descriptions and
solutions of irrigation management issues, organizod along the lines of the
when major themes (set forth above ', vill be a second key element of 11MI's
DI,

\nother essential ingredient of 1IMI's program will be training i
frofescional development, espeinlly orjonted towands introducing fresh
menneement Gaons and opportunities at the muddle and upper struta of managing
Won e, wnere such deas can most readily be adnpred and 1mplemented.,

PIMI s tpaining activities vill include a mivture of direst and
teorsct cttarty foused on three mojor groups:  ‘anagers, espxially those
o ans vhere they can interoduee or influence change ard innosntions
i W E B0 1IN POsSeRII e P,

P the e oseenatite future 10 AT T i A S the majorits of its Opermtionnl
srtitures ankd s staldf alloeations viil 20 ve the nrea of ficld research.

4. POt ion Of Lot rasopeoy gsed in this say should neverthe loess
sfaun S aiminisn, Thematic rosearch should grov preportionally, and as
FIMIT8 ok of experiones and kncclodge anereases, so should there b
shipnaod digseminntjon sorivities invelving raining and inforsation
erepnge.  in o its eardy s, [IML 19 focussing upon ggcablishing n ser of
F7 SRS it vpresinting iverse environments in onder to pat it
i Eoontact wath real proolems and generate appropriate broad-based

Spvrionoe and learning opportanitios,

Yodes of operation

In keeping with its miseion 0 strengthen nnt fonad enpocitiss in
irviget jon management, (1Ml proposes to carry out 1ts field vork throuah a
st U ooountry programs,  Unlike many other Kinds of adrieultural research,
M suggents that nothing of significance in irrigation sanagement oan be
stidied in a laboratory, and because of looation=spcific influsnces
reintively little can be studied theoretionlly, 1IMI must, therefore, put
fte wtaff into direct contact with diverse 1rrigation management situat . ons
in tne field, and country programs provide a vehicle for doing this,

Lountry programs can be organized ot differing levels of imvolvesent,
wronling to circunstances and resources, The CGIAR  study team on water
mnakement , whose 1940 report led to the sstablishment of [IMI, propose! six
different levels of 1IMI involvement, of which I1IMI proposes, initially, te
develop fours They are ae foll as:




- Non-1esident programs, in which 1IMI undertakes those functions
that can be done intermittentiv: seminars, workshops, informatinn
and sraff exchanges, and enccuraging national participation in
netork researcn,

- Eosiden: programe, in vhich [IMI fields one to two intermati-nal
<rafl and aims 'o provide them with supporting resources
suificient rto pureus cotiaboration in iaction research and in
training, and to extend research capacity by sponsoring nationals
as research associntes or feiiows. This model can aiso
accompiish ail thar the non-res:dent model does, but it docs not
usually suffice to cover 1IMI's compliete thematic range;

- o strong "Branch” program, in which 1IMI places a fully
woltidicerplinary team, capabie of -operating across IIMI's range
U otnemes and services,  So far, this type has been implemented
nly in Fakistan, and because of 1ts relatively high cost, it
will be appropriate oniy to countries with large amounts of
irrigated land.

- Mutticoumiry or kegionai Kesident programs, in which a staff
group is hased in one country, but is intended to relate also to
a number f neighboring countries. This type of program is being
implemented in West Africa, and will be appropriate in regions
where the -tent of irrigation in individual countries is
insufficient to Jjustity the adevelopment of single country TI™I
Progriuns .

Although IIMI has ini*:aliv chosen the above frametvork, i+ will be
neeocsars Lo mainrtain flevikility 1n its procedures. I some cases, 1iMI may
chaose o play a more catal:tic rele or a more advisory role in working tth
others. an oxample might be an TIM? research network, wherein staff assist
in the deveiopment snd manngrment or research projects carried out by network
members,

IThl's country program= wili normally have the following regulartory or
~ontrol elements:

- an Agreement or Memorandum of Understanding, between IIMI and the
national government, that regulates the legal and fiscal status of the
ITMI country unit and its personnel;

- a Technical sgreement, or series of such Agreements, between ITMI and
key national irrigation organizations, which provide the Iramework for
institutional collaboration in field work and other technical
activities; and

- a Consultative Committee, comprising senior national irrigation
managers and other appropriate people as well as IIMI staff. At
present., IIMI's Consultative Committees meet about two or three times a
vear to insure that IIMI's activities are in concurrence with national
objertives and IIMI’s own strategic objectives. This will aiso insure
that 1IMI's activities remain "user-driven".
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IIMI does not intend to make country programs permanent installations.
Programs must remain in place long enough to be economically and
strategically viable. To remain in agreement with IIMI's mission to
strengthen the capacity of national agencies and institutions, the goal of
every country program will be that, over time, IIMI’s activities would be
taken over by those institutions and agencies. For that reason, achievements
will be evaluated on a regular basis by IIMI's Board, staff, and the host
country Consultative Committees. This will also increase the accountability
of each program.

In deciding where it should establish country programs, and the various
levels of activity which should take place, IIMI will be guided by the
following criteria: receptivity, need, range and extent of irrigation,
technical interests, institutional strengths, administrative arrangements,
and dcnor support.

There are over 70 countries in the-world with mere than a 100,000 ha of

irrigation. Most of these are developing countries, IIMI will have offices
and programs in a relatively small proportion of these.

Modes of collaboration

In implementing its country programs, IIMI makes partnerships and
collaborative ventures a key element of its approach. There are at least six
tyvpes of institutions with which IIMI will collaborate:

- natir-al irrigation-managing agencies, and associated research and
training organizations;

- international agricultural research centers;
- other centers of excellence;

- international lender and donor organizations;
- non-governmental organizations; and

- national and international professional bodies.

Geographical considerations

IIMI has identified five major zones within each of which there is some
broad similarity of irrigation problems. It should be stressed that these
are in no sense homogeneous zones; inevitably, in such broad divisions, much
diversity must exist. But within each zone, there is more sharing of common
problems, and there will be more gain from information exchanges and general
communication among professionals than there is likely to be within different
zones. The five major zones so identified are indicated in table III.1
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Table II1.1 Major Zones Identified for IIMI Attention

Zones Population Cultivated Irrigated % Persons/
(M) area area Dependence cultivated
(M ha) (M ha) on ha
irrigation

South-East Asia 708 125 26,2 21.0 5.7
East Asia 1109 107 47.7 44.7 10.4
Arid/Semi-Arid Belt 748 182 56.8 31.2 4.1
Africa(except Nile

Valley) 439 155 5.1 3.3 2.8
Latin America 396 177 14.9 8.4 2.2

IIMI is itself located in the South-east Asia Zone and began its
operations there. It extended at an early date also into the Arid/Semi-Arid
Zone. These seem obvious choices. Their dependence on irrigation is high,
there are large managing agencies to study and interact with, there are
objective reasons for saying that the potential gains for improved management
could be great.

In 1985, IIMI began to explore the possibility of entering Africa.
This operation was undertsken in a deliberate fashion, beginning with
migsions to review the possibilities and leading to the development of a
strategy document for the zone. On the basis of that strategy, country
operations began in 1988. Initially, IIMI will relate only to the western
portion of that zone,

It is not likely in the immediate future that IIMI's resources will
grow to the point where it can safely undertake the substantial extra effort
of embarking on resident programs in another zone, either East Asia or Latin
America, even though these would hold great interest. In the longer term,
however, IIMI will have a fully international set of programs, with country
units in all five zones. The possibility of achieving that will depend in
large measure on the availability of donor funding.

While IIMI's mission relates primarily to assisting developing
countries, this does not mean that it will neglect the e<perience already
gained in industrialized countries. On the contrary, I1IMI seeks to learn
from successful irrigation systems in such countries and must aim to become a
channel for the selection and transfer of relevant parts of their methods to
IIMI's own clientele. This means that IIMI should develop relationships with
irrigation management and research organizations in those countries.

Organizational structure

In order to implement the programs and activities discussed in the
foregoing sections, IIMI has been organized into four principal divisions:
(1) Programs, (2) Field Operations, (3) Pakistan, and (4) Finance and
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Administration. The strategic plan called for an organizational structure
that has been implemented and is described in chapter 3.

Physical infrastructure

To fulfill its mission, IIMI does not need to possess extensive
research facilities of its own. The management of irrigation systems has to
be studied using real systems belonging to national agencies, farm
organizations, and so on. This leads to a decentralized structure for I1IMI's
operations,

The nucleus of this structure will be the Institute’s headquarters
within Sri Lanka. The headquarters will contain various central facilities
including a library, a modern printing unit, and a set of efficient and
reilable communications systems.

Staffing

In order to implement its Strategy, IIMI will need a mixture of
internationally recruited staff as well as personnel from each of its
countries in which it operates.

International staff will be recruited on the widest possible basis with
the objective of seeking pcople or exceptionally high quality, with a broad
perspective, and well-suited to the collaborative modes of work to which IIMI
is committed.

Staff selection will also take account of the various disciplines
involved in irrigation management so that in each unit there are, as far as
possible, people of complementary experience and lknowledge. Several major
eroups of disciplines can be recognized within the general framewvork of
irrigation management. These include the following: agricultural sciences,
including agronomy and soil science; economics, including agricultural
economics; engineering, including civil and agricultural engineering;
organization and management; and social science, including anthropology and
rural sociology.

Cltimately, IIMI aspires to develop staff members whose knowledge spans
all or most of these disciplines as they affect irrigation and who do not
perceive themselves as belonging to any one particular discipline.

Finance

The funds which make IIMI's work possible come from a variety of donors
and under a variety of arrangements. Among these IIMI identifies two major
categories:

- Unrestricted grants; These are grants provided without any
conditions imposed as to the purposes for which they may be
spent. Their utilization is, therefore, at the discretion of the
Director General and the Board.
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- Restricted funds These are funds provided for a specific
purpose. Most commonly they are given in order to enable IIMI to
execute some defined project.

Unrestricted grants are currently provided to IIMI through its Support
Group, which meets annually and whose members pledge funds to IIMI on an
annual basis.

Unlike other, more centralized international institutes, IIMI is able
to secure substantial restricted funds though bilateral or special project
funding, provided that the research undertaken in any country responds to the
development needs of that country. Restricted funds appear to be much more
available than those of an unrestricted nature. Rectricted funds support
program activities and are not, in general, easily obtained for
administrative and other ancillary and supportive activities.

Thematic research will be funded, as far as possible, from unrestricted
grants. Therefore, the evolution, growth and impact of IIMIi's thematic
research will depend substantially upon unrestricted funding.

Field operations and the regional projects under the Progre:s Division
will be funded principally from specific project (restricted) furis. The
same is true for the programs under the Pakistan Division. Thosc functions
under the Finance and Administration Division will be financed principally by
applying an indirect costs charge on all grants. Information and Management
Training will be financed by a combination of unrestricted and restricted
grants.
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ANNEX IV

SUMMARIES OF TYPES OF RESEARCH AND IMPACT OF CURRENT IIMI

RESEARCH PROJECTS AND PROGRAMS

ANNEX IV provides a brief description of current IIMI research projecte
and programs as well as an evaluation of their impact. Following the
description of each project there are two sections. Section "A" provides
information cn the types of activities associated with each project/program,
characterized in terms of the percentage of time devoted to the activity.
Section "BY provides an evaluation of the impact (current or potential) of
each--to the extent to which this can be provided at this time. This
material has been prepared by IIMI management at the request of the Panel.

In Part A, the research definitions employed by the CGIAR have been
used. These are as follows

Basic Research: that designed to generate new knowledge or
understanding.

Strategic Kesearch: that designed for the solution of specific
research problems or the development of new research techniques.

Applied Research: that designed to create new technology.

Adaptive Research: that designed to adjust technology to the specific
needs of a particular set of environmental conditions.

Note: Information on the type of research and impact of projects
3,10,11,24 and 27 is not available at this time. They will be
included in a later version of this report.
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Title: Action Research on Irrigation Management for Crop
Diversification in North Central Province, Sri lLanka

Project Leader: C.R. Panabokke

Objectjves: To test management interventions that would promote
reliability and equity of supply at turnouts along distributaries, and
proper sharing of irrigation supply below turnouts.

Start date: Ongoing action research intervention phase commenced in
Yala 1987
leti te: December 1989

Donor: Unrestricted core funding from IIMI

Tot 'S ted cost: (1989 only) Staff salaries, local staff travel,
supplies, publications, etc. - US$27,400
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1. ACTION RESEARCH ON IRRIGATION MANAGEMENT FOR CROP DIVERSIFICATION

IN NORTH CENTRAL PROVINCE, SRI_LANKA

A. Please characterize the nature of activities associated with this
project or program in terms of percentage of time devoted to the
activity.

Activity X of Total Effort
1, Rescarch
- !;’Lsic:....llﬁiI'll..l'll lllll ¢ 00 2 8 e 2
- Stl‘ateglc: ------- . R R )
- Applied:... ... vviivnnn et s e 70%
- ‘\daptl\lt‘! --------------- ) " a0 00 0 s
1, Implementation or Application
of Research Findings:.......... Ceie e 20%
iii' Training:l.l..'l.l."....!.blll.‘.ll....... 10%
iv, Other (Please specify)
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B. Please provide your evaluation of the impact or potential impact of this
project./progranm,

What do you consider the principal contributions or impact of this
project or program to date?

The overall performance of the Mahaweli Svstem H in terms of wet
season rice yields per acre foot of water as well as production of
non-rice crops during the dry season is considered satisfactory.
However, there is a high degree of variation in the amount of
irrigation deliveries both between turnouts within a distributary,
as well as between Parm allotments within a field channel. This is
in turn reflected in the high variability in crop vields observed
within a4 turnout,

The principal contribution of tLhis project will be to minimize this
variability below the turnout and thus even cut disparities in
farmer incomes,

What do you perceive to be the potential impact of this project or
program?

Although it was not possible to tollow up the second intervention
phase ot this study as planned during the dry (yala) season 1989
owing to the disturbhed condition in this area, the results of this
project would have helped the management agency on the Mahaweli and
nther similar syvstems to better manage water deliveries within a
distributary. This is a matter of special concern to the present
managenent agency of the Mahaweli who are seeking ways of improving
the present levels of management below the distributary level.

Can the impact of this work be quantified in terms of financial
benefits or economic returns? If so, provide some indication of
the magnitude of such benefits or returns.

[t will be - iftficult at this stage to properly quantify the impact
of this work in terms of economic returns. It could, however, be
broadly stated that ensuring an equitable distribution of water
deliveries among turnouts as well as between allotments, would help
to eliminate the present economic disparities among farmers within
a single turnout.

- Currently (if so, describe)

- In the future
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Title: Irrigation Management and Trop Diversification in Southern
Province, Sri Lanka

Project Leader: R. Sakthivadivel

Ok jectives: The overall chiective 1g tc strengthen the long term
sustainability of 1:ri1gation systems and to optimize use of existing
land, water and infrastructure resources through identifying
improvements that could ke made in the processes of design,
rehakbilitation, svstem management, and operation and maintenance, with
particular attenticn given to requirements for crop diversificaticn.
The specific objectives are o 1dentify key organizational and
management factors which influence the performance of irrigation
systems, and design and rehabilitation innovations and alternative
system inanagement practices with particular attention given to
requirements for crop diversification.

Start date: 1 February 1988
Completion date: March 1990
Donors: Asian Development Bank (ADB); unrestricted funds

Total Es+<imat2d cost: UT$432,400
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2.

IRRIGATION MANAGEMENT AND CROP DIVERSIFICATION (SRI LANKA)
Please characterize the nature of activities associated with this
project or program in terms of percentage of time devoted to the
activity.

Activity % of Total Effort
i. Research

- B&Si(.‘:..............-.................

- StrategiC: lllll 4 6 0 8 4 4 0 6 6 0 B 08 NS 50%

- Applied:a.-o--'anncnto-ontaon'n-cltooo

- Adapti\'ei........................-.... 302
ii. [mplementation or Application

of Research Findings:......... Ceeenan cee 15%

- in Kirindi Oya Projecl, an action committee with all relevant
departments including 1Ml has been constituted to prepare an
implementation plan for the cultivation of OFC's commencing yala
1990.

- a sub-committee of the project Coordinating Committee with heads
of line agencies has been constituted to discuss the officials’
proposals with farmer representatives and to get farmer feedback
regarding the implementation of the previous cultivation season.

- a separate 0&M division under a Senior Irrigation Engineer with
more powers has been created.

- the design-management interaction studies have lead 1IMI to
arrive at a simple water application method to OFCs in' paddy
irrigated area which will be tried during the yala 1990

~ in Uda Walawe project the design parameters estimated by 1IMI
based on measurements are being considered for adoption in the
revised project approach, replacing previous assumptions.

- after submission of the Interim report by IIMI, it was agreed
that progress review meetings will be held monthly by the Project
Director in Embilipitiya.

- a sub-committee was constituted to review the O&M manual
prepared by the consultants, after 1IMI raised questions about its
assumptions,
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iii.

iv.

- many of the IIMI findings reported in the Interim report are now
being considered for implementation.

Training:loolaoo'O'ooovc0-.-..0110000!.0..0 5%

The project is being Implemented in close coordination witlk the
implementing agencies and two of the staff in the research team are
on secondment from the implementing agencies who are being trained
in this project. A workshop for senior MEA officials (20 numbers)
was held in which the research results of the Uda Walawe
rehabilitation project was presented.

Other (Please specify)

LI I R NI B B B N )
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B.

Please provide your evaluation of the impact or potential impact of this
project/program.

What do you consider the principal contributions or impact of this
project or program to date?

Most of the research findings reported in the progress and interim
reports have had considerable impact on the thinking and attitudes
of the consultants, construction and implementing agencies. They
now realize the importance of these research findings, accept them
and try to introduce them whenever there is an opportunity to do
So.

What do you perceive to be the potential impact of this project or
program?

The study would bring out the defiriencies in implementing hoth the
rchabilitation and new setllement projects and provide guidelines
for effective implementation of such projects through institution-
building, farmers and agency participation, and effeclive
management inncvations.

Can the impact of this work be quantified in terms of financial
benefits or economic returns? If so, provide some indication of
the magnitude of such benefits or returns.

- Currently
We do not at present any quantitative figures to substantiate
financial beneftits or economic returns. However, attempts are

being made to work out such benefits which will be included in the
final report of this project.

- In the future
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Title: Irrigation Systems Management (ISM) Project

Broject Leader: D.J. Merrey

Qbjectives: To provide research results which strengthen implementation
of the USAID-funded ISM Project; and ta strengthen national capacity for
carrying out effective applied research on irrigation management
problems in a mode that enhances the likelihood of implementation.

Start date: 18 August 1987

ompletio : 30 June 1990 (likely to be extended hy two years)

Donor: U.S. Agency for International Development

Total Estimated cost: US$395,150
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3.

RRI 0 S MANAGEMENT (IS 0

Please characterize the nature of activities associated with this
project or program in teras of percentage of time devoted to the
activity.

11,

iv.

Activity

Research

- 8 TS 3 o
- StrategicC: . it it
- Applied: i it vttt noererannne
- Adaptive! . ittt ioninerinernreornons

Implementation or Application
of Research Findings: . viivvvieritrevanaas

Trainming: oo it iirtianeraoranesrnsranesssans

Other (Please specify)
DiSCUSSion.‘;, WOPkShOpS*‘ Tes v e et e

Administration, reporting (formal), planning

X of Total Effort

15%

20%

20%

10%

25%

10%

*%¥ This is a highly collaborative project involving 2 irrigation
agencies, the donor, research subcontractors, and I[IMI
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B. Please provide your evaluation of the impact or potential impact of this
project/program,

3,

What dc you consider the principal contributions or impact of this
project or program to date?

Development of close working relationships, and 4 mure effective
mode of operation, between agencies and private firms doing
research; preliminary research results indicate some problems in
implementation of rehabilitation and institution-building projects
for which specific recommendations are being made; serious
deficiencies in lrrigation Department financial management which
reduce maintenance effectiveness.

What do you perceive to be the potential impact of this projcct or
prograa?

1. Strengthening programs for building and promoting farmers'’
organizations,

2. Improved management of maintenance of systeams.
2. Improved data base for performance monitoring on 4 systesms.
i, Development of a clear policy on future rehabilitation and

modernization projects.
5. More effective use of applied research be agencies, and

delivery by firms, in future.

Can the impact of this work be quantified in terms of financial
benefits or economic returns? If so, provide some indication of
the magnitude of such benefits or returns.

- Currently

Not possible to quantify,

- In the future

Posaible in terme of more effective ugse of maintenance funds if
recommendations are adopted.
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“biectives: To develop an andiytlilus: IlaneWwork fol irrigat ok
management ~ha* covers al. narijement -oncerns that are related <7 water
dzl.very,; for the developmort ¢f irrigation capacities: determinat:on of
jeneral objectives, feasible object:ives, func'.conal and technical
rezu.rements, and for the development of irrigation capacities' seasonal

and .n-seasonal water management angd operationz! mevheds ani planc.
Start date: January 1988

Completion date: March 1992

Do1:01 Netherlands/IIM]l unrestricted

Total Estimated gost: IIMI unrestricted: US$7 350 for 1988 and
Us$24,n00 for 1989; Estimated Sovernment of Netherlands' contribution
'JS$20,J00 for 1988-1986
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dtler Irrigat.ion Investments Trenlds :n Sri Lanka

Dhyc~t.ves: Tooprevrie tne policy make:s and IIMI with better
anderctanding L7 relat.ve wronemic profotability of different
investmen® alternatives among new 1lrrigation construction, irrigation
rehabil.tation, and 1rrigjati.l inanajement i1mprovement.

Start date: Qctober 1988

Completicn date: March 1999

Donors: JICA; and IIMI unrestricted

Total Estimated cost: US$S5,000 (not including staff time)
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A. Please characterize the nature of uctivities associated with this
project or program in terms of percentage of time devoted to the
activity,

Activity X of Tota]l Effort
i, Research

- Basic: L 2N DN N T BN BN JNY TN DR DNY BNY NN BN BN DAY BN BN DN NN BNN NN DN BN NN DN BN BN NN BNY B BN ) zsz

- StrategiC: LIS I IO TN RO BN DAY DN REN B Y BN DR RN BN RN Y BEE BEN DNE AN BEN DN JNN BN BN Y ] Zsz

Apl)li‘nd:llIOIl‘J.lbOO'Illl.tlcllll.llll

Adapttive:oncrconoocconll.l.ococucl-boc

i Implementation or Application
of Research Findings:. i cvviiiviavinrenvas

liic Tr“ining:ootoatlonooooooolc-olutlclloo..o.o 50z

iv. Other (Please specify]

2  This project has been carried out partly as a thesis research of a MS
student under 1IMI’'s Professional Development Program.
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Please provide your evaluation of the impact or potential impact of this
project/program,

What do you consider the principal contributions or impact of this
project or program to date?

Nile, su far.

What do you perceive to be the potential impact of this project or
program?

We expect that the results of this research would give
basic/critical information to the policy makers in restructuring
the policies on irrigation development and irrigaticn management in
Sri Lanka.

Can the impact of this work be quantified in terms of financial
benefits or economic returns? 1If so, provide some indication of
the magnitude of such benefits or returns.

- Currently (if so, describe)

- In the future

Though impossible to quantify, the returns to this research will be
enormous if the government and donor agencies restructure
irrigation policy according to the implications from this research
in such a way as to direct the investments to the opportunities of
begt economic pay-off avoiding miss allocations of the public
funds.
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Title: Efficient Irrigation Management and System Turnover in Indonesia

Project Leader: H. Murray-Rust

Objectives: a) To develop procedures and methodologies for more
effective irrigation management in government-managed jrrigation
systems; b) to assist in the development of a process for turning over

O&M responsibilities in irrigation systems less than 500 ha from
government to farmers.

Start date: 1 October 1987
Completion date: 31 December 1989

Donors: Asian Development Bank; Ford Foundation

To timated cost: US$1,024,000
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EFFICIENT IRRIGATION MANAGEMENT AND SYSTEM TRANSFER IN INDONESIA
Pleace characterize the nature of activities associated with this
project or program in terms of percentage of time devoted to the
activity,

Activity % of Total Effort
1. Research
- H-'\Si(:: ----- DU I I I ) . [ DR R ) . [N 51
- StrategiCI ------ . . R . . D]
- Applied:. ooy, Cer i e 15%
- Adaptive:........ e Ceeee e 30%
ii, Implementation or Application
of Research Findings:..o.ooovvvvn P 45%
iii. Training:......... et e e 5%
v, Other (Please specify)

L I N S R I I I S R BN )
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B.

Please provide your evaluation of the impact or potential impact of this
pruoject/program,

L4]
)

What do you consider the principal contributions or impact of this
project or program to date?

- To assist the government in implementing the policies aimed at
grater concentration on O&M as funds for new construction gradually
diminish, and in reducing recurrent costs by turning over small
systems to farmers.

- To develop and pilot test low-cost techniques for improved
management of existing irrigation facilities, including upgrading
of information bases for management, operational procedures and

‘planning for irrigation operations;

- To assist in the development of an long term program for the
turnover of O&M responsibility to farmers in all irrigation systems
less than 500 ha [20-25% of total irrigated area in Indonesia)

What do you perceive to be the potential impact of this project or
program?

- The adoption by provincial irrigation authorities of a set of
pre-tested management techniques that are within the staff and
financinl resources of the irrigation agency, and which lead to
more effective use of existing investments in the irrigation
sector;

- The establishment of a management-focussed unit or cell at
national level that can help provide advisory service to provinces
on effective management of their O&M resources.

Can the impact of this work be quantified in terms of financial
benefits or economic returns? If so, provide some indication of
the magnitude of such benefits or returns.

- Currently

Currently it is difficult to assess the impact in financial teras.
This is because the net benefits are indirect, potentially
resulting in greater cropping intensity in the dry season through
more effective water distribution, and greater [{armer investment
due to more reliable water deliveries., The time frame involved has
been too short to make evaluation of impacts, particularly since
pilot testing has only recently been implemented on a wide enough
scale to have the desired impact on irrigation system performance.

In the future, once turnover of smaller systems has been
successfully accomplished, it is possible to expect clear financial
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benefits through the redevelopment of agency staff to other areas,
thus reducing recurrent costs with no loss of agricultural
benefit.

- In the future
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Title: Study on Irrigation Management for Diversified Crops

Project Leader. A. Valers

2biect:ves: The overall ohjective was to determine irrigation
management practices most likely to enhance cultivation of selected non-
rice crops in limited parts of the irrigation systems, during the dry
season and to field test the most promising of these practices. The
specific objectives were to:

1) develop a methodclogy for identifying those parts of irrigated areas
with comparative advantage for growing selected diversified crops; 2)
compare the profitability of selected diversified crops under irrigated
versus rainfed conditions and their irrigated performance with that of
irrigated rice; 3) determine the primary factors and their interaction
wirich condition how farmers prepare land for irrigated rice in the wet
season and for one or more diversified crops in the dry season; 4)
daveiop on-farm irrigation methods for at least one upland crop; design
and field test operating procedures for publicly-managed porticns of
i:rrigation systems; and 5) recommend those policies which are likely to
suppert more profitable farming practices and investment in irrigation
development as related to diversified crops; and prepare 3 set of
specific guidelines and practices to be carried out by irrigation
managers and farmers for the productive irrigation of diversified crops
n association with rice in the dry season.

Start date: February 1987

Completicn date: August 1989

Donor: Asian Development Bank (ALB)

Total Estimated cost: 'JS$450,000
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STUDY ON_ IRRIGATION MANAGEMENT FOR DIVERSIFIED CROPS

A Please characterize the nature of activities associated with this
project or program in terms of percentage of time devoted to the

activity.
Activity X of Total Effort
i. Research

= Basic:oo.oaolll.ntc-utun‘pllloo.ltblon

= StrategiC: ----- RN N N A A 10%

- ‘\pp]ied:c R . . R .

- Adaptive:....... e e i co 70%

1i. Implementation or Application
of Research Findings:...... e i 10%

iti. Training: oo eeneses os e et e e 5%
iv. Other (Please specify)

Information and Publication ' 5%

A-43.



B. Please provide your evaluation of the impact or potential impact of this
project/progran.

(%

¥What do you consider the principal contributions or impact of this
project or program to date?

a) The project proved that existing rice gravity systems can
effectively irrigate non-rice crops in the dry season. However,
improvement in terms or irrigation procedures and facilities will
have to be provided if the potential for dry season non-rice crop
production will be realized on a larger scale. The project
provided new design para..... «vve. which will improve the
irrigation of non-rice crops.

b) The project was able to provide and field test portions of the
suidelines for operating NIA irrigation systems with diversified
cropping in the dry season. Presently, NIA does not have any rules
nor procedures for operating systems with non-rice crops. It is
expected that these guidelines will become the basis for the
operations manual for systems with diversified cropping, This is
an objective of another project at NIA.

c¢) The project also developed a computer-aided-mapping program for
identifying parts of systems suitable for diversified cropping.
This technique can also be modified to map other spatially
generated information for wider applications,

What do you perceive to be the potential impact of this project or
program?

The potential impact of this project is in the optimum utilization
of irrigation water in the dry season which will increase the
production of non~rice crops in the dry season.

Can the impact of this work be quantified in terms of financial
benefits or economic returns? If so, provide some indication of
the magnitude of such bene¢fits or returns.

- Currently

The simulation study results of the project for one of the study
sites (Upper Talavera River Irrigation System, dry season area
1,900 ha) indicated that following the project’'s recommendation
will increase the systems's financial returns above variable
production cost by as much as 267% or by as much as 51 wmillion
Philippine pesos. This is based on current prices of rice and
onions and also with the assumption that appropriate irrigation
procedures will be implemented with modifications on control and
irrigation facilities. The production costs for not include the
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rehabilitation costs in these estimates. Similar results were
obtained for the other four study sites.

- In the future

NIA strongly recommended a follow-up project to pilot the results
of this project. ADB is also keen in supporting this pilot
project. NIA indicated that hefore implementation to a larger
scale., Presently, there are at least 30,000 ha of identified
potential irrigated area in Region I11 suitable for non-rice crop
production in the dry season. Considering the above increased
productivity, the potential impact of this study in the future is
very clear,
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Title: Accelerated Agricultural Production (AAP) Project, Irrigation
Component - Research and Special Studies

Project Leader: C.M. Wijayaratna

Qbjectives: a) To evaluate, refine and improve NIA's present package of
Management Innovations. b) To identify new innovations to strengthen
Irrigators Associations (IAs) and improve and sustain the Performance of

irrigation systems. c¢) To strengthen NIA's capacity to conduct and
manage applied research.

Start date: February 1989

Completion date: End of February 1991
Donpor: USAID

Total Estimated cost: US$640,000
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8. ACCELERATED AGRICULTURAL PRODUCTION (AAP) PROJECT,
IRRIGATION PONENT - RESEA sp L _STUDIES

A. Please characterize the nature of activities associated with this
project or program in terms of percentage of time devoted to the

activity.

Activity % of Total Effort
i. Research

- BasicC ..ttt iiniiiiiiii i 25%

- Strategdic: v iiieiiier ittt iareasenea 25%

- Applied: .. it iiineennn s roans **

= Adaptive:.................-.....--....

** Here we followed CGIAR Jeflinition. According to NIA
terminology, the project involves 100X applied research.

ii. Implementation or Application
of Research Findings: .. vt iiinanronns
iiil Training:l.lll.lllll.t.llcll...lll..'.l!.'. lox
iv. Other (Please specify)

Strengthening National Irrigation
Administration's (NIA) capacity to
conduct/manage research.....ivveveesionsans 40%
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B. Please provide your evaluation of the impact or potential impact of thia
project/progranm.

What do you consider the principal contributions or impact of this
project or program to date?

- Identified pertinent research issues

- Identified potential regional research institutions and
ascertained their capabilities.

- Developed partnership or working relations between National
Irrigation Administration (NIA) and regional research
institutions.

- Provided technical, administrative and fiscal support to
research undertaken by NlA/regional institutions.

What do you perceive to be the potential impact of this project or
program?

- Identify ways and means to a) strengthen irrigators
associations (IAs) and b) improve relations between NIA and

Irrigators Associations.

- Improve NIA's ability to enhance and sustain performance of
irrigation systems.

- Strengthen NIA's capacity to conduct and manage research.
Can the impact of this work be quantified in terms of financial
benefits or economic returns? If so, provide some indication of
the magnitude of such benefits or returms.

- Currently

Difficult to quantify at this stage.

- In the future

As the project is being conducted in close collaboration with the
national agency, NIA, it is expected that the project outcome -
such as management innovations - will have direct and indirect
impact on water distribution and crop producticn. At present there
are no plans to measure this impact.
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Title: Support to Bangladesh in Research and Training for Irrigation
Management

Project Leader: T . E. Parker

Obiectives: To strengthen the capacity of relevant institutions and
people 1in managing 1rrigation systems and ilrrigation development in
Bangladesh.

Start date: Head arrived in Bangladesh in October 88

Completion date: Ford Foundation grant is for three years

Dopeors: Ford Foundation

Total Estimated cost: US$600,000 of which Pord Foundation covers
Ucs$450,000
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9. Su T B ESH E ND T I

FOR IRRIGATION MANAGEMENT

A. Please characterize the nature of activities associated with this
project or program in terms of percentage of time devoted to the

activity.
Activity X of Total Effort
i Research
- BaSiC!...........................o..-a 51
- StrategiC:'tlllll'.l..l.'lllll.b.'.... lsx
- Applied: ------ R T
- Adaptive!..........-...... ----- R 201
ii, Implementation or Application
of Research Findings: ... .. iiveeieinsrvose 5%
iii. Training: .. oot ones i e re s e 20%
iv. Other (Please specify)

Provision of Institutional Arrangements
for ldentification of Research igendas and
Management Support 35%
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B. Please provide your evaluation of the impact or potential impact of this
pruject/program.

P What do you consider the principal contributions or impact of this
project or program to date?

Providing a legal base for [IMI to ~ollaborate with the host
country through an MOU, which establishes the rights, duties and
obligations of the two parties and immunities and privileges for
IIMI to operate as an international agency.

Providing a forum through a Consultative Committee for inter-
agency/interdisciplinary interaction to identify a programme of
work and determine priorities for collaborative activities and
policies for irrigation management.

Providing opportunities throug. National workshops and seminars ani
through regular informal contacts for close interaction between
different disciplines, professions and a variety of institutions -
at times with overlapping functions - to focus on irrigation
management.,

Creating an environment for close collaboration between different
disciplines and agencies with a focus on irrigition management,

Creating an awareness about jrrigation management, sociological,
equity and sustainability issues among nationais and thereby
strengthening national capacity in irrigation nmanagement.

Establishing contact with international agenci:s and donors and
sensitizing them to the real research and investment needs of the
host country.

2, What do you perceive to be the potential impact of this project or
program?

Strengthening the capacity of national agencies and institutions
with a multi-disciplinary focus and thereby contributing to
increased produclivity and employment opportunities in the rural
sector.

Establishing and strengthening linkages among irrigation management
resecarch and operation groups through joint ac%ion research
projects.

Making available to other countries in the region, the Bangladesh
experience, especially in the area of groundwa.er utilization and
placing this experience in the broader context of irrigation
development in Asia enabling mutual reinforcement and information
exchange.
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Can the impact of this work be quantified in terms of financial
benefits or economic returns? If so, provide some indication of
the magnitude of such benefits or returns.

- Currently

It is difficult, at this stage, to quantify either in financial or
in rconomic terms as most benefils are indirect or tied ap with
other factors.

- In the future

In Lhe future however, innovations developed on the basis of action
research will contribute to reducing constraints to performance
leading to higher productivity through better irrigation management
which could be mcasured at a later stage.

Planners and policy-makers will make rational investment decisions

when evidence of increased productivity through improved management
is made known through these collaborative efforts.
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10.

Title: WECS/FORD Project in Sindhupalchok
Broject Leader: R. Yoder

Objective: The primary objective of this action-research project is to
develop a viable process by which to assist farmer-managed systems in
overconing the constraints limiting intensification and expansion of
irrigated agriculture.

Start date: January 1986

Completion date: December 1989
Donors: Ford Foundation and IFAD

Total Egtimated cogt:

A-56



11,

Title: Performance Evaluation of a Large-Scale Farmer-Managed
Irrigation System

Proirct ILeader: R. Yoder

Objectives: Examine the agricultural system to determine if 1) cropping
decisions are constrained by lack of dependable irrigation water, and 2)
spacial variation in yield of each crop is related to water stress.
Evaluate the performance of *he irrigation system by monitoring 1)
access 3 water both among systems competing for the same source and by
netential new members, 2! equity of access by members of the system with
the right to use water, 23) the effectiveness of organized response to
water stress and conflict among memhers.

Start date: May 1988

Completion date: Mid 1990

Donor: Ford Foundation
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Title: Collaborative Research and Training Activities with Indian
Institutions

Project Leader: R. Sakthivadivel

Chiectives: To expiore, initiate and implement collaborative research
and training projects by IIMI 1in association with Indian institutions
engaged in research and training activities, and exchange information in
1rrigation management through exchange of visits and scientific
literature. The principal objective is to strengthen the research and
training capabilities of selected Indian institutions to contribute to
the improvement of irrigation performance in India.

Start date: 2 September 1987

Completion date: 31 March 199!

Donor: The Ford Poundation and the USAID (India)

Total Estimated Cost: US$700,000
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12.

COLLABORAT1V SEARCH AND TR CTIVI

WITH INDIAN INSTITUTIONS

A, Please characterize the nature of activities associated with this
project or program in terms of percentage of time devoted to the
activity.

Activity X of Total Effort
i. Research
- Basic:'l.l..i...l"'.l.l.'...l..l..".
- Stl‘ﬂtegic:..........q.......o-.......- soz
- .\ppli(‘d: ----------- I R A A A A A A R R N RN I B R
- .~\dapti\'ei...............-............. 30%
ii. Implementation or Application
of Research Findings:.......ov00 e 10%
- four sets of institutions were selected for collaborative
research and training.
- research topics for collaboration were identified and
preliminary research proposals are being prepared by the
Indian collaborating institutions in association with
implementing agencies.
iii. Training: o ie i ininnenn Chri et 10%
With the help of IIM] training specialist, it is proposed to
organize one training program in Training Needs Assessment,
iv, Other (Please specify)
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B. Please provide your evaluation of the impact or potential impact of this
project/program.

What do you consider the principal contributions or impact of this
project or program to date?

signing of MOA with WAPCOS of Government of India.
- constituting and holding the Coordinating ‘rmittee meeting.

- identifying collaborative research and training institutions
and research themes through TIM] exploratory missions,

- finalizing a set of institutions, rescarch themes and
initiating preparation of collaborative research proposals.,

- signing of Collaborative Agreoment with USAID

- completing rescarch on application of expert systems to tank
diagnostics by a pre-doctoral fellow.

- participating in seminars, workchops and short courses.

What do you perceive to be the potential impact of this project or

program?

- to strendthen the instjtutional research and training
capabilities of selected Indian institutions to contribute to
the improved irrigation performance in India,

- to assist the researchers to adopt a wore interdisciplinary
approach Lo research transcending uarrow disciplinary
boundaries.

- to assist in linking the reseacrchers to the larger

international manadement. network.

Can the impact of this work be quantified in terms of financial
benefits or economic returns? If so, provide some indication of
the magnitude of such benefits or returns.

- Currently
The rescarch projects are yet to be implemented.
It may be possible to provide such quantitative benefits at the end

of the project,

- In the future
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13.

Title: Morocco Program Development

Project Leader: J. Verdier

Objectives: The two basic objectives of the program development in
Morocco are: (1) tapping the skills and working capacities of Moroccan
input); and (2) "exporting" Moroccan innovations outside the country and
"importing" foreign innovations in Morocco. Three projects are now
under discussion with Moroccarn clients and partners: (a) local
application of a multi-country project on the implementation of the
techniques, methods and principles of menagement to irrigation agencies
(other countries involved : Burkina Faso and Nigeria); (b) improvement
of farmer management in a traditional irrigation system included in a
large scale proZect on the Tessaout valley (this project could benefit
from IIMI experience in Nepal); and (c) increase of water productivity
through the development of water delivery system following the water
requirements of crops. Exploratory contdacts have been made with
Pakistan to evaluate the interest of "exporting" Moroccan expertise on
distributary canal regulation and on on-demand systems to Pakistan.

Start and Completion dates: March 1989; Initial phase is two years

Donor and Estimated cost: France and African Development Bank; approx.
Us3:50,000 per year.
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13.

Please characterize the nature of activities associated with this
project or program in terms of percentage of time devoted to the

activity,
Activit
i, Research
- Basic:'ll..ll.l.l.l
- Stl‘&tegic:....-....
- App]ied:...........
- Adaptive:.. ... v0u0n
i, Implementation or Application
of Research Findings:
iiil Training:llll"lllltlill
iv. Other (Plcase specify)
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(a)

15%

50%

35%

Project

(b)

15%
35%
10%

20%

20%

X of Total Effort

Project

(c)

10%

20%

70%



Please provide your evaluation of the impact or potential impact of this
project/progranm,

What do you consider the principal contributions or impact of this
project or program to date?

The development of projects has made [IM! known in Morocco and
helped a higher involvemcnt of Moroccans in other 1IM] activities,
such as the FMIS network or the [TMI/ODI network.

What do you perceive to be the potential impact of this project or
program?

The potential impact of the IIMI prugram under development in
Morocco is the improvement of irrigaiion management skill in the
country through:

- a much more important use of the results of basic and
strategic research already existing in Morocco, by Moroccan
field organizations (mainly (e¢)).

- the introduction of disciplines unknown to irrigation agencies
(mainly (a)).

- the collaboration betwesn field organizations and research
institutes in an international context (all project, mainly
(a) and (bh) for the international aspects).

It is too early to make assessment on the potential impact of the

exploration of Moroccan innovations to other countries, such as
Pakistan.

Can the impact of this work be quantified in terms of financial
benefits or economic returns? If so, provide some indication of
the magnitude of such benefits or returns.

- Currently (if so, describe)

- In the future
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Title: Sudan Establishment and Program Development

Project Leader: S.M. Shafique
Objectives: Promote and participate in research in irrigation

management, provide training and professional development to Sudanese
irrigation staff and provision of advise on irrigation management.

Start and Completion dates: Head took office in June 1989 - the program
covers two years.

Donor and Estimated cost: Total cost of program is US$621,000 of which
Ford Foundation has provided US$495,000.
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SUDAN ESTABLISHMENT AND PROGRAM DEVELOPMENT

Please characterize the nature of activities associated with this
project nr program in terms of percentage of time devoted to the
activity.

Activity X of Total Effort
Research

- Basic:l.'.l!l.l'.’.l..b.‘.l00!'0."0" 5%

- Strategic: L N I T B Y 2NN B NN RN U B BN RN BN R 2N DN DO DN DN I TR RN DN BN Y Y ] ]0%

- Applied!..,......................-.-..

= Ad&ptiVQZ............--o-............. 25%

Implementation or Application
of Research Findings:......ovovivevinnsns 5%

Training:...... et Vet tesrananans 15%
Other (Please specify)
Provision of Institutional Arrangements

for ldentification of Research Agendas and
Management Support. 40%
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B. Please provide your evaluation of the impact or potential impact of this
project/program.

What do you consider the principal contributions or impact of this
project or program to date?

An MOA with the Government of Sudan provides a legal basis for 1IMI
to opcrate in the host country by establishing rights, privileges,
duties and obligations of the two parties and providing immunities
and privileges for TIMI to operate as an international agency, and
is indicative of national support for its research in irrigation
management .,

ldentification of a research agenda through intensive interaction
with national agencies, professionals, non-governmental
organizations and donors at a national workshop.

Highlighting that social and institutional issues are as important
as technical issues and creating an awareness among professionals
and agencies of the benefits of Irrigation management.

What do you perceive to be the potential impact of this project or
program”?

The strengthening of research and management capacity of irrigation
agencies ta enhance system performance through training, workshops
and formal and informal professional interaction, thereby promoting
increased productivity,

Focus on the need for an inter-agency and interdisciplinary
collaboration and need for consultation with farmers in the
mansgement of large irrigation systems currently having highly
stiructured and rigid operational procedures.

Sharing of the Sudan experiences with other countries, especially
in Africa, for mutual benefit, especially that in relation to small
gravity and pumped irrigation schemes.

Can the impact of this work be quantified in terms of financial
benefits or economic returns? If so, provide some indication of
the magnitude of such benefits or returns,

- Currently
It is difficult, at this stage, to quantify either in financial or

in economic terme as most henefits are indirect or tied up with
other factors.

A-70


http:econo.ic

- In the future

In the future however, the adoption of innovations and improvements
resulting from the collaborative research will contribute to
improved performance through better irrigation management and lead
to higher productivity and cropping intensities, which could be
quantified at a later stage.

Planners and policy-makers will make more rational investment

decisions when evidence of increased productivity through improved
management is made known through these collaborative efforts.
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15,

Title: West Africa Establishment and Program Development. (Regional
program covering Burkina Pago, Niger, Mali, Senegal and Nigeria).

Project Leader: J.C. Legoupil

Qbjectives: Develop methodologies to achieve effective management of
irrigation systems and farmer participation in small, medium and large
gystems.

Develop research agendas relevant to the countries in the region and
provide training and management support to enhance national capacities.

Arrange for cross-country transfer of information and synthesize
management innovations and training to facilitate dissrmination across
borders by development of network programs.

Start and completion dates: Regional Representative was posted to

Burkina Faso for the regional program in June 1988. The initial phase
is two years.

o} d Estj : The estimated cost for two years is approx.
US$650,000, of which USAID has provided US$344,000.
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15. ES SHME PROGRAM DEVELOPMENT.
0 RA VERING BURKIhA FASO, NIGER

SENEGAL_AND NIGERIA

A, Please characterize the nature of activities associated with this
project or program in terms of percentage of time devoted to the
activity.

Activity X of Total Effo:t

i Research

anic:ltllotlll....'ll..~!llll!l'll..l. 5%

Strategic: cvveveiereenocsrercasorennons

Applied:nl--lolontvntoct.n.'no'.!lboll

Adaptive:........ it tererasEaserrenens 30X

ii. Implementation or Application )
Of RGB(‘&PC:R Findings:..-.........-.-.....

iii‘ Trainil]g:‘..’...l..‘.l.llll..ll..‘..‘..l..' 30%
iv. Other (Plcase specify)
- Provision of Institutional Arrangements

for Identification of Research Agendas
and Management Support 35%
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B. Please provide your evaluation of the impact or potential impact of this
project/progranm.

Whiat do you consider the principal contributions or impact of this
project or program to date?

Providing the legal basis through an MOU with the Government of
Burkina Faso, which establishes rights, duties and obligations of
the two parties and immunities and privileges for IIMI to operate
as an internaticnal agency, and also an operational base from which
IIMI could collatorate with other countries in the region.

Providing opportunities through workshops and seminars and through
regular informal contacts for close interaction between different
disciplines, professions and agencies with a focus on irrigation
management,

Developing r search pricvrities and agendas in consultation with
national ag . . and bereficiary involvement, including
developm~nt ¢. jroposals addressing national concerns which, in

addition, have regional relevance.

Fstablishing contact with international agencies and donors and
sensitizing them to the 1+ ! research and investment needs of the
countries in the region.

Creating an awareness aboul i1rrigation managenent, sociological,
equity and sustainabhility issues among nationals of these countries
and thereby strengthening national capacities in irrigatio
management. :

What do you perceive to be the potential impact of this project or
progranm?

The strengthening of capacity of national agencies and institutes
to better manage irrigation systems and thereby contribute to
increased productivity.

Linking of irrigation management research and operation. communities
through joint action research projects both in-country and in the
region,

Establishment of information and training networks to facilitate
cross-country transference and access, especially among countries

“in the region.

Establishment of importance of beneficiary/agency relationships and
social and equity issues in irrigation management.

Create awareness and understanding of need for enhancing capacity
for increasing productivity and sustainability of irrigation

systems in preference to heavy investment in hardware,
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Can the impact of this work be quantified in terms of financial
benefits or economic returns? 1f so, provide some indication of
the magnitude of such benefits or returns.

- Currently

It is difficult, at this stage, to quantify either in
financial or in economic terms as most tenefits are indirec
or tied up with other factors.

- In the future

However, the adoption of innovations anc improvements
resulting from the collaborative research and sharing of
information and rescarch in the region, will contribute to
improved performance through better irr.zation management ard
lead to higher productivity and cropping intensities, which
could be quantified at & later stage.

Beneficiary participation in system mansgement have
implications for operation and maintenarce costs of systems
which may be quantifioed.

Planners and policy-makers will make more rational investmert
decisions when evidence of increased proiuctivity through
improved management is made known through these collaborative
efforts.
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16.

Title: Collaborative Research with Ahmadu Bello University on
"Diagnostic Analysis of Large Irrigation Project and Development of
Farmer Managed Irrigation System".

Project Leader: S. Manor

Objectives: To develop and evolve farmer-managed irrigation package for
large scale surface irrigation systems and pilot testing in selected
projects. (The study is proposed to be implemented under two phase:.
The first part of the study is diaynostic analysis which is being
implemented under phase-1).

Start and Completion dates: December 1988 to November 1990

Donor and Estimated cost: The Ford Foundation - US$233,000
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16. COLLABORATIVE RESEARCH WITH AHMADU BELLO UNIVERSITY ON "DIAGNOSTIC

ANALYSIS OF LARGE IRRIGATION PROJECT AND DEVELOPMINT OF FARMER MANAGE D

IRRIGATION SYSTEM".

A, Please characterize
project or program
activity. '

Activity
Rescarch
- Basic:i i iin i et
- Strategic:...... e e ey
- Applicd: oo, Ceb e e e eis
- Adaptliver. . ..., . P

Implementation or Application
of Regcarch Findwnvw:o,oooo.., e ieee

Training: Nalional and International Workshps

Other (Please specify)

A-79
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in terms of percentagde of time devoted to the

% of Total Effoart

60%

30%

10
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B. Please provide your evaluation of the impact or pot:ntial impact of this
project/progran.

19

What do you consider the principal contributions or impact of this
project or prograa to date?

The principal objective of this project is to diagnose the
operation and management problems encountered in large irrigation
systems managed by the River Basin Authorities in Nigeria and to
identify the constraints in turning over the system from agency
managed to farmers., An interdisciplinary team assembled from amoni
the ABU faculties has initiated field research in two large
irrigation systems. Data collection both from social science
perspectives and main systce management.

What do you perceive to be the potential impact of this project or
prograna?

The project will come up with a methodology for diagnosing the
values and constraints of large scale irrigaticn systems in
Nigeria. The research results of this study wculd also help to
formilate interventions under Phase-Il of this project for turning
over the system from agency managed to farmers.

Can the impact of this work be quantified in terms of financial
benefits or economic returns? If so, provide some indication of
the magnitude of such benefits or returns.

- Currently

The project is just started. It is too early to assess its
impact in terms of financial benefits or economic returnus.

- In the future
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17.

Title: Irrigation Constraints to Crop Production

Proect Leader: JOW, Kijne

Objectives: 1) Investigate irrigation-related con
A

impact on production of principal crops; 2; Assess
information, optimal patterns of irrigation for ma

Investigate farmers' decisions regarding irrigatio:

why their practices differ from the optimal and to
such differences upon crop yield

Start date: October 1987

Completion date: September 1992

Donor: USAID, IFAD, proposed to ODA

Tota

! Totimated cost: US$400,000
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17. IRRIGATION CONSTRAINTS TO CROP PRODUCTION
A, Please characterize the nature of activities asse 1ated with this
nroject program in terms of percentage of time devoled to the
activity,
Activity X of Total Effort
i. Research
- ani(‘:...--'--'-.uu-.c"-.ooaonutoncvc
- Strﬂtegici..-.-.................--.... loz
- Appli(’d:c.---o-oo-o--oooco-----cvu--cu 30%
- Adaplive: .ottt i i i i e b i e 20%
11, leplementation or Application
of Research Findings: oo oo i 102
iii. A S B B U 1T T 25%
v, Other (Please specify)

Efforts were made to implement important findings such as
"Negative impact of canal closure during the most critical
stade of wheat vrowth™ and "increase in sheat yields because
of additional Tate Irrigation”.

About 80 exter sen adents of Punjab Ager sulbture Department
wore trained « 1 wiater management technigues through
collaborative wtivities of rescarch and data collection undar
"Irrigation Coastraints” study. Five formal one week training
courses were | ld to enharece the arrigation rescarch and
managenent cap abilities of GOP officials
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B.

Please provide your evaluation of the impact or notantial impact of this
project/program.

What do you consider the principal contributions or impact of this
project or program to date?

The principal contribution is through institut onal strengthening.
[IMI Pakistan is collaborating with the Punjab Agriculture
Department to examine the impact of various ir-igation-related
constraints to crop production and to suggest i1anagement
interventions to overcome or minimize their ad erse effects.

What do you perceive to be the potential impac. of this project or
program?

Potential impact of this project is manifold. Better understandiry
of irrigation-related constraints at farm coul! help in:

- identification of system level changes rejuired to manage the
system more effi iently and responsive tc farm needs;

- inmproving water usc efficiency through geicrating update
irrigation ecxtension messages presently a-ailable to the
farmers; and

- increasing agency capabjlities to carry o1t future research.

Can the impact of this work be quantified in t:rms of financial
benefits or economic returns? If su, provide ome indication of
the magnitude of such benefits or returns,

- Currently

Potential long ‘erm benefits are quite c¢] -ar and obvious but
difficult to quuntify at this point in tiiwe. Even slightest
improvement towards efficient and product ve use of irrigation
supplies will yield direct benefits in te ms of better
revenues,

- In the future
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Title: Impact of Lining Secondary Channels and Rehabilitation
Strategies

Sreolect Leader: E.J. Vander Velde

Sbiectives: 1) Evaluate impact of rehabilitation strategies upon
surface water deliveries; 2) Determine most cost-effective approaches
for distribution system rehabilitation through comparative analysis of
ictual rehabilitation strategies.

Start date: | December 198¢

Completi;on date: 31 December 1991

Donor: USAID

Total Fstimated cost: U3$326,000
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18.

IMPACTING LINING OF SECONDARY CHANNELS AND REHABILJTATION STRATEGIES

A. Please characterize the nature of activities associated with this
project or program in terms of percentage of time devoted to the
activity.

Activity % of Total Effort
e Reseurch
- nﬂsi(.‘:.....-......-.......--....-..... 501
- Stl‘ﬂtegi(.‘f......-..........-u....o....
- Applied:..... e ettt e e
- Ad&pt_iV(‘i....‘ ------------- R 50%
i, Implementation or Application
Of RF?S(’&T‘Ch Findings:........o...........
iii. Training:. ..oy AP e
iv. Other (Please specify)

DR R B Y I N N A ]
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B. Please provide your evaluation of the impact or potential impact of this
project/program.

What do you consider the principal contributions or impact of this
project or program to date?

Because research progress is conditioned by phased Irrigation
Department completion of distributary canal lining, only primary
data collection to determine canal performance changes from pre-
lining conditions to phase I lining completion has been done. With
completion of Phase Il lining at end of Khar:f, 1989 season,
primary data collection to determine canal performance changes
between phase | lining and phase Il lining is only just underway.
Hence, there is no contribution or impact to report as yet.

What do you perceive to be the potential impuact of this project or
prograa?

This project is expected to provided a compa ison of distributuary
canal performance improvements obhtainable under two different
rehabilitation strategies that have been dif'erentially followed by
the Irrigation Department, viz, heavy or maj.r maintenance and
channel lining. Comparative costs and benef ts of the improved
performance obtained through each rehabilita’ion strategy are
sought to be determined as well. Heretofore. there has been no
reliable basis for determining which (or how much of which)
strategy to pursue when planning for canal s:stem rehabilitation.

Can the impact of this work be quantified in terms of financial
benefits or economic returns? If so, provide¢ some indication of
the magnitude of such benefits or returns.

- Currently

Impact as yet can not be quantified in terms of financial benefits
or economic returns. However, expected outputs will include a
determination of comparative costs and benef:ts of canal

performance obtained through two different rehabilitation
processes.,

- In the future
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19.

Title: Combined Surface and Groundwater Irriga‘ion Systems
Project Leader: E.J. Vander Velde

Objectjves: 1) Determine existing distributary command water budge 8
and de_facto conjunctive use irrigation operaticns; 2) Define
institutional constraints and solutions for more effective private ' ube
well operations and management and in varying hydrologic environmen's;
3) Identify groundwater quality conditions and rmanagement options tlat
reduce or minimize negative impacts; 4) Identify potential impacts of
public tube well turnover on ov rall irrigation system performance; 5)
Determine options to balance groundwater extraction and maintenance of
water tables.

Start date: 1 February 1988
Completion date: 31 December 1991

Donor: USAID, IFAD, ¥World Bank

Total Fstimated cost: US$513,000
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19. COMBINED MANAGEMENT OF SURFACE AND GROUND WATER

IRRIGATION SYSTEMS

A, Please characterize the nature of activities associated with this
project or program in terms of percentage of time devoted to the
activity.

Activity X of Total Effort
i. Research
- BaSiC:..........-...-...-...-...o..... 75%
- Strategic:llllC LI} L] LI ] L] [N 2 B T BN T I ]
- :\pplif:d!”..--. ------ R R N N R S I S S I I )
- Adaptive:..ovvvvviinnne e Ve 25%
il Implementation or Application
of Research Findings:...... e e .
iii. Training: oo it iisoonn et
iv, Other {Please specify)
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Please provide your evaluation of the impact or potential impact of this
project/program,

1. What do you consider the principal contributions or impact of this
project or program to date?

1) Provided 1st private tube well census and database in Pakistan fo
entire distributary command area (database subsequa2ntly used by ENERCON-
-National Energy Conservation Centre--Project in pilot activity to
improve encrgy consumption performance of private tube wells); 2)
Tested/demonstrated now methodologins to obtain reliable private tube
well operations data; 3 Determined relative magnitudes of contribution
of public and private pumped groundwater and surfa-e water to irrigated
agriculture; 4) Identified emergent groundwater quality problems in &
distributary command where none were acknowledged to exist.

2. What do you perceive to be the potential impact of this project c¢r
program?

1} An enhanced, more reliable basis for detcrmining major water
allocation decigions, ospecially in the recognition of the
importance of surface supply for groundwater atilization which hes
significant implicsa’ ions for current and futire investments in
canal lining; 2) Recognition of the opporturities for more
effective conjunct ve irrigation operations, as well as constrairts
and possible solutions to them; 3) Managemcat options for surfice
and groundwater sysiem operations to minimize poor water quality
impacts on irrigatc |l azriculture,

3. Can the impact of this work be quanti’ied in terms of financial
benefits or economic returns? If 8o, provide some indication of
the magnitude of such benefits or returns.

- Currently

The impact of this work can not be quantifiec in terms of financial

benefits or economic returns it this still early stage >f research
implementation., (ENERCON pi!Ht activity being planned »ased upon 1IMI-
developed private tube well ditaliase estimates an energy consumption
improvement of at least 20% |r tube well; about 200 tuse wells are expected

to be included in the pilot & tivity).

- In the future
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20,

Title: Distributary Performance: Variability and Equity in Secondary
Canals

Project Leader: E.J. Vander Velde

Objectives: 1) Determine distributary channel performance in terms of
water supply variability minimization and distributional equity
objectives in different hydrologic environments; 2) Identify causes of
vcor distributary performance in achieving operaticnal objectives; 3)
Assist IDs in identifying management options to better achieve
operational objectives of distributional equity and minimum variability
in water supply; 4) Adapt computerized hydraulic model to support
management decision-making in secondary canal operations.

t date: July 1397

(€]

Completion date: 1991

Jonror: USAID

Tota stimated cost: US$629,000
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DISTRIBUTARY PERFORMANCE: VARIABILITY AND EQUITY IN SECONDARY CANALS

Please characterize the nature of activities associuted with this
project or program in terms of percentage of time devoted to the
activity,.

Activity X of Total Effort
i, Research
- Basic:........ e e ettt e 405
- Strategic: . . i ittt nans
- Applied: . ... . e 30%
Adaptive: . . . i e - 10%
i1. Implementation or Application
of Research Findings:................ ceen 20%
111, Training: . o i i e i e e
iv. Other (Please specify)

-------------
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B. Please provide your evaluatinn of the impact or potential impact of this
project/program.

What do you consider th- principal contributions »r impact of this
project or program to cdate?

Research has confirmed several causes for failure of ID to achieve
distributary operation objettives. Progress has seen made in
development and testing of a modified hydraulic m>ydel calibrated to
predict water supply distribution to off-takes using a minimum set
of discharge data for & specific distributary. 7Tiis model was used
in an "action research” mode to assist Pungab ID in plauning
targeted annual mainten wnce to achieve disiributa -y operational
objective of improved w iter distribution equity. Initial results
showed that planned, ts geted distributary mainte ance could
achieve greatly improvel equity in canal water di;tribution.
Results also demonstrat -d need for additional ins .itutional
mechanisms to sustain imuprovements.

What do you perceive to be the potential impact o’ this project or
program?

1) A shift from relativ. neglect to increased emphkasis on
maintenance activities o achieve distributary operational
objectives, 2} facilita ed by a decision support capability that
can assist ID operation:l officers in prioritizin; distributary-
level maintenance activ ties relative to resource:s available, and
3) institutional mechan sms that support and susti'in improved
distributary performanc

Can the impact of this vork be quantified in terms of financial
benefits or economic returns? If so, provide som¢ indication of
the magnitude of such bunefits or returns.

The impact of this work —annot be quantified in tcrms of financial
benefits or economic retirns at this time. Howevir, quantification
of economic costs of ang returns to achieving imptoved distributary
performance (as well as -osts of and returns to declining or poor
performance) would be p ssible with appropriate i1puts of economic
analysis expertise heret >fore unavailable.
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21.

Title: Managing Irrigation Systems to Minimize Witerlogging and
Sa.inity Problems

Project Leader: J.W. Kijne

Obsect:ves: 1) Identify and define linkages betw:en irrigation and
drainage systems management and the incidence of -iaterlogging and
salinity (W&S) problems; 2) Design, tast and refine irrigation and
drainage system management strategles *¢ minim:ize W&S.

Start date: Third quarter 1988

Completion date: 1993

Donor: Royal Netherlands Covernment

Total Estimated c.ut: Approx. US$2,000,000
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MANAGING IRRIGATICN SYSTEMS TO MINIMIZE WATERLOGGING AND SALINITY
PROBLEMS

Please characterize the nature of activities associanted with this
project or program in terms of percentage of time devoted to the
activity,

Activity X of Total Effort
Research
- Rasic:...... PN 0%
Strategic: . vt it 5%
Applied: ..o i e e e e 30%
Adaptive:.......... e e i e 10%

Implementation or Application

of Research Findings:............... e 25%
LR TR 2T 2 Ceeras 15%%

-------------

¥ Subsumed under Research
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Please provide your evaluistion of the impact or potential impact of thy-
project/progranm.

1.

ro

what do you consider the principal contributions or impact of this
project or program to date?

The project has creaied an awareness ot the imjortance of the
likely impact which management of Irrigation Siystems can have on
the mitigation of Wa'erlugging and Salinity Prcblems. Interest has
been gencrated 1o the local agencies and 1esearch institutions to
collaborate with 1IM. 1n the Project.

what do you perceive to be the potential impact of this project or
program?

With the wide 1ncider ce of Waterlogging and Salinity in Pakistan
tand under saimilar er s1ronments 1o other countries), Drainage and
Reclamation Investmer's and continued subsidizetion of the ORM
represent a very heavy burden on the national resources. Both
investment costs and cecurring costs can be sanvad o f the drainable
surplus can be reduced through management interventions in the
irrigation systems. dany possibilities for dorag this exist which
need Lo be exploiled

Can the 1mpact of th.: work be quantified in tems of financial
benefits or economic ~eturns? TIf so, provide syme indication of
the magnitude of suct benefits or returns.

Currently {(1f sc  describe)

The project is ‘111 in a very eurly stage of implementation.
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Title: Irrigation Efficiencies in Farmer-Manajed Irrigation Systems in
Hunza Gojal

Project Leader: J.W. Kijne

Objectives: 1) Comparative assessment of iirrijation system goals and
efficiencies i1 new and previcusly ezisting G¢jal FMIS; 2)
Identificaticn of maj)o:r factors Loth physical! and operational) that
Joverrn i:rigation effi-iencies :n Snjal FMIS.

Start date: 15 Marzh 1989

Complet.on date: 15 September 1989

Doncr: Ag: Ehan Foundation

Tota} Estimated cost: US$50,000
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22.

JRRIGATION EFFICIENCIES IN FARMER-MANAGED IRRIGATION SYSTEMS IN HUNZA

GOJAL
A. Plepse characterize the nature of activities associated with this
project or pruogiom in terms of percentage of time devoted to the
artivity.
Activity X of Total Effort
1, Research
- = Y= 3 o3 76%
- Strategic:.......... Cea e e e 25%
- Applied:........ ... ..o, e
- Adaptive: ... ......... e s e .
i1, Implementation or Application
of Research Findings:............... .
1ii. Tratning: . . .. i i i s e e e
iv. Otper Please specify)

-------------
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FPlease provide your evaluation of the impact or potential impact of this
project/progranm.

1.

w

What do you consider the principal contributions or impact of this
project or progrem to date?

The project has provided information in particular in the field of
water use efficiencies that so far was lacking and as such gave use
Lo speculations and doubts, notably among financing agencies, abou1l
the justification of investments in irrigation infrastructure.

What do you perceive to be the potential impact of this project or
program?

The large variations in present application efficiencies indicate
that improvements could be made. One expects that a more precise
control of water at the field inlet, better levelling of the
fields, and appropriate intervention by the irrigator during the
process of irrigation would lead to improved efficiencies at ficle
level. The indication present in the data that field losses are
less in the new areas than in the old ones, points to Lhe
importance of farmer's presence during irrigation and his or her
intervention in it.

Can the impact of this work be quantified in terms of financial
benefits or economic returns? If so, provide some indication of
the magnitude of such benefits or returns.

- Currently (if so, describe)

Limited time frame and highly focussed objectives did not
alluw quantification of impacts.

- In the future
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23.

Title: Application of mathematical models for simulation of main canal
operations (Phase 1).

Project lLeader: H. Sally

Obijectives: 1) To provide IIMI with a state-of-the-art research tocl to
investigate the interactions between the design, management and
performance of main canals; 2' Tc demonstrate, through a real-life
application, the feasibility of using simulation models to identify
effective and responsive mailn canal operational practices. (The user-
friendly computer software developed could also serve as a training tool
for 1rrigation professionals).

Start date: November 1987

Completion date: February 1990 (revised from October 1989)

Donor: Government of France, Core Support

Total Estimated cost: US$158,000 exclucive of TIMI's staff time;
contribution of CEMAGREF in terms of staff time was estimated at
US$41,000, but now revised to US$133,000
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23. APPLICATION OF MATHEMATICAL MODELS FOR SIMULATION OF MAIN CANAL
OPERATIONS (PHASE I)

A. Please characterize the nature of activities associated with this
project or program in terms of percentage of time devoted to the
activity.

Activity X of Total Effort
1. Research
- T I o ceene 20%
- Strategic:............. e RN 20%
- Applied: ... . . e
- Adaptive: ..o i i e i e 40%
ii. Implementation or Application
of Research Findings:.........cciiveveens 2%%
111 B o T 1 - O 3%x
v, Other (Please specify;
- Study Advisory Committee
15%
Total 100%
X Implementation of reseearch findings and training of Irrigation

Agency staff are planned under Phase 2 of Lhis project.
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B. Please provide your evaluation of the impact or potential impact of this
project/program.

1.

[ g)

What do you consider the principal centributions or impact of this
project or program to date?

In interacting with TIMI staff during project implementation,
Irrigation Department personnel were sensitized to various aspects
of canal regulation, espeoially to the consequences of improperly
adjustecd water level control devices on the conveyance and
distribution of waler flow. IIMI also provided the Department with
information on key physical and hydraulic paramc:ters of canal and
contributed to enhancing their understanding of the hydraulic
behavior of the canal. We also created an envi ‘onment of
acceptance within the Department of the potenti.il of simulation
modeling to effectively address main canal des?;n and management
concerns,

What do you perceive to be the potential impact of this project or
program?

Demonstrate that simulation modeling is a viabl: alternative to on-
site field experimentation as a research tool t.; study the
interactions between the design, management and performance of
irrigation systems.

Demonstrate, on a recal life system, the usefuln:ss of simulation
technique as a decision-support tool in support of the management

of a manually-operated main cunal system.

Use the simulation model software as a training tool to sensitize
irrigation professionals to canal regulation coicepts.

Can the impact of this work be quantified in terms of financial
benefits or economic returns? If so, provide some indication of
the magnitude of such benefits or returns.
- Currently (if so, describe)

No
- In the future

No
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24.

Title: Research Network on Irrigation Management for Diversified
Cropping in Rice-Based Systems

Project Leader: §S. Miranda

Objectives: 1) To compare differences and similarities of national
objectives related to irrigated crop diversification; 2) To determine
existing irrigation management technologies for non-rice crops at the
main system, tertiary-system, and farm levels; 3) To identify
technical, institutional, and economic potentials for diversified
cropping in general, and for sclected crops for each country/region
under irrigated conditions; and 4) To determine and evaluate
alternative practices and technologies to match the national
objectives/goals.

Start date: August 1989

Completion date. December 1594

Donor: Ministry of Agriculture, Forestry and Fisheries  MAFF (JAPAN)
through the Ministry of Foreign Affairs (MFA)

Total Estimated cost: US$1.369 million
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25.

Title: TIIMI-IRRI Collaborative Project on Problems of Irrigation
Management for Rice-Based Farming System (Philippines, Indonesia and
Bangladesh)

Project Leader: §S. Miranda

Objectives: 1) To characterize the factors which influence the options
for changes 1n rice-rased farminy systems, and t» identify the more
important options 1in selected geographic locatiois; 2) to determine the
degree to which d:if{+;ent levels of 1rrigation s stem performance
influence the abil:ity to effectively incorporate changes in the farming
systems; 3) tc develop cfficient and economical rethods for managing
irrigation water delivery and use of post-rice r-:sidual water for rice-
based systems 1n which non-rice crops are grown, with special refereace
to irplicetions for agronomic practice and for institutional performance
and change; 4) tc transmit and i1nterpret the rescarch findings to
agricultural and ::1132*:.n sysztea managers, planners and policy makars
to encourage infzined il better decislon-making, 5) to enhance the
development of *ra.n-! profecsianals in the area of irrigation probl:ms
through provision of v:dnete research opportuni-ies; and 6) to provide
oppertunity for IPEI and TIMI staff to 1interact .n a variety of

collaborative sotiviv e which would permit the levelopment of an
effective and mutu:slly supportive long-term rela- ionship.

Start date: @ Juiy 0T

Completion date. T:::.na.ly 30 June 1990 but ex ension to end of
December 1990 has l.ov requested.

Donor: Rockefeller Foundation

Total Estimated coct: US$1.2 m:illion to IIMI an: US$0.3 million to
IRRI
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Li.

iv.

11IM1/IRRT_COLLABORATIVE PROJECT ON PROBLEMS OF IRRIGATION MANAGEMENT FOR

RICK-BASED

FARMING SYSTEMS

Please characterize the nature of activities associated with this
project or program in terms of percentage of time devoted to the

activity.

Activity

Other

Research

3= T I o

Please specify)
Information Exchange

.............
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.....................

...................................

% of Total Effort

[3,]
o

20%

30%

10%



Please provide your evaluation of the impact or potential impact of this
project/program.

1.

What do you consider the principal contributions or impact of this
project or program to date?

Development of effective collaborative field-work in an inter-
disciplinary framework, both between the two international
institutes and with numerous national agencies, universities, etc.,
in each of the three project countries.

What do you perceive to be the potential impact of this project or
program?

Impacts will be mediated through the national irrigation managing
organizations in each country. The potential benefits will be in
the form of enhanced farm incomes, if the organizations adopt
management practices that facilitate the irrigation of non-rice
crops and thus provide farmers with s wider, more flexible, market-
responsive choice of crops.

Can the impact of this work be quantified in terms of financial
benefits or economic returns? If so, provide some indication of
the magnitude of such benefits or returns.

- Currently 7if so, describe’
- In the future

Evidence from the Philippines shows that the potential enhancement
of farm i1ncomes, 1f non- rice crops can e planted in the dry
season, should be 1n the range $50 500 per heclare per year. There
are some 7 m.ha. in the three countries. Gross diversifiration is
not clear, oand might be in the order of | m.ha., depending on
national tood policies.
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mitle: Performance Evaluation of Irrigation Systems. Criteria and
Morms for Cooperative and Evaluative Purposes.

Project Leader: K.M. Kyi

Objectivas: 1) To develop a conceptual foundation for measuring the
performance of irrigation systems; 2) To devise a set of performance
measures based on the conceptual foundation developed and the
accumulated experience with evaluation techniques and indicators which
have already been tries; 3) To test the suggested measures with
existing data from samples cf systems classified by category; 4) To
make available to potential users the strengthened set of indicators anc
methods for their use, together with baseline results (statistical
norms) generated from application of this approach to different classes
of irrigation systems.

Start date: 9-12-1988 Phase I

~ompletion date: December 1990 Phase I

Donors: Ford Fcundation

Total Tetimated cost: Phase I -~ US$413,627
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26.

PERFORMANCE EVALUATION OF TRRIGATION SYSTEMS: CRITERIA AND NORMS FOR CO-—
OPERATIVE AND EVALUATIVE PURPOSES

A. Please characterize the nature of activities associated with this
project or program in terms of percentage of time devoted to the
activity.

Activity X of Total Effort
i. Research
- BaBSI1C:! ..ttt te i e 30%
- Strategic:...... et RN 30%
- Applied: ... .. e i e 30%
~ Adaptive: .. ..t i i it 10%
il. Implementation or Application
of Research Findings: Research is not completed yet
iii B o 50 B 2 S
iv. Other (Please specify)

-------------

ooooooooooooo
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B. Please provide your evaluation of the impact or potential impact of this
project/program.

1.

What do you consider the principal contributions or impact of this
project or program to date?

Not yet. The project has not turned out any output yet.

What do you perceive to be the potential impact of this project or
program?

This project has the high probability of having strong impact on
both theory and practice of irrigation management. So far, no
minimal common criteria of measuring irrigation system’s
performance exists. As such, it is very difficult to evaluate the
results of innovations and practices in a single system, a sub-set
of systems or systems across national frontiers. This research
will provide a common methodology for measuring the performance of
an individual system, a set of systems or cross national systems.
In addition, this research will also provide a baseline data for
comparison between the comparable sets of system, such as standardas
for irrigation systems in arid region emphasizing allocation
function etc.

Can the impact of this work be quantified in terms of financial
benefits or economic returns? If so, provide some indication of
the magnitude of such benefits or returns.
-~ Currently (if so, describe)

Not yet.

- In the future

Not yet.
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27. Title: Parmer Managed Irrigation System

oijec e : S. Manor
Objectives: To develop and disseminate improved mechanisms for

governmental assistance to farmer-managed irrigation systems.
de e: January 1988 to December 1990

0 and Fsti ed cost: IFAD, BMZ; US$750,000
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28.

mTitle: Design/Management Interaction Studies

Project [eader: C. Abernethy

Objectives: To collect standardized sets of data describing the design,
management arrangements, and performance of numerous irrigation systems
in different environments, and ana.yze them to identify interactions
among these three factors.

Start and epnd date: March 1990; Indefinite

Donor and Estimated cost: Unrestricted Funds; US$28,000 per location

A-113



28,

i1,

iit.

iv.

DES IGN/MANAGEMENT INTERACTION STUDIES

Mlease characterize the nature of activities associated with this
project or program in terms of percentage of time devoted to the
activity.

Activity X of Total Effort

Research
- ) Y3 Ko e 40%

- Strategic: ... it i e 40%

Implementation or Application
of Research Findings:................. .
BN o2 T 10 2 Y- '

Other (Please specify)
-  Information Exchange 10%

- Initiation of a unified statistical data-base 10%
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Pleuse provide your evaluation of the impact or potential impact of this
project/program,

1.

no

What do you consider the principal contributions or impact of this
project or program to date?

Project activities should start in March 1990.

wWhat do you perceive to be the potential impact of this project or
program?

This project should improve research capacity and quality, by
generating standardized sets of performance data on numerous
irrigation systems in different environments and management styles.
The standardization of data should facilitate inter—-system
comparisons. By collecting data also on design parameters and
other possible determinants of performance, the project should
clarify causal relations.

Can the impact of this work be quantified in terms of [inancial
benefits or economic returns? If so, provide some indication of
the magnitude of such benefits or returns.

- Currently (if so, describe’

Director economic 1mpact would be hard to assess.

- In the future
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ANNEX V

COPIES OF LETTERS AND QUESTIONNAIRES SENT TO
ITMI DONORS AND COLLABORATORS

(Sample of donors’ letter attached; a similar letter was sent to
collaborators in all countries in which IIMI has had active program)
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Building 106

University of Florida
Gainesville, Florida, 32611
U.S.A.

23 November 198

Letter to the Donors

Ikaroann-

After some five years of operation, the Intermational Irrigation
Management Institute(IIMI) has initiated an externmal review of its program
and management. The external penel commissioned to conduct the review is
comprised of Dr. Vijay Vyas, Chairman, Dr. Roger Corbi~~e, Ms. Joan Joshi,
Mr., Syved S. Kirmani and me. As a part of its efforts tne Panel would greatly
appreciate your views concerning the work of IIMI.

It would be most helpful if you could fill out the enclosed
questionnaire and return to me so that it will be received at the above
address no later than December 31, 1989. This date is ~ritical if the
information is to be used by the Panel.

Your comments will be treated in complete confiden:e by the Panel.

Thank you for your cooperation and assistance.

Sincerely,
E. T. York, Jr., Member

1IMI External Review Panel

(Telephone. Fax Number - 001-904-392-3161)
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I,

IT.

QUESTIONNAIRE CONCERNING IIMI
(use additional pages for response if needed)

Information concerning questionnaire respondent.

Name -
Organization -
Responsibility or mission of organization -

Title or responsibility of respondent in organ:zation -

Information concerning IIMI

1.

1IMI’s stated mission is " to strengthen national efforts to
improve and sustain the performance of irrigat.on systems in
deveioping countries through the development and dissemination of
management innovations.” I1IMI has i1dentified seven major program
themes for carrying out this mission.

Please rate these themes on a secale of 1 to 5 n terms of your
evaluation of their importance (3 - very imporrant, 1 - not so
important.)

Your rating

Improving institutions for irrigation manaigement. o, oo es oo

Managing water in irrigation SYSLeMS. .ot v oo inarosos

Financial management of irrigating SvsStemS. ... eeieeriossaasns

Manoging facilities of irrigation SYSteMS. oot es tvaeons

Managing irrigation organizationS.. oot iererro e saanans

Managing support services to farmers.. . oo

Managing change (involving irrigation SyStemS) .. eveveaoson

ii,

From your perspective, should IIMI's mission be different than that

stated. Should there be different themee or ar:as of emphasis,
so, what?
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2. How relevant is [lMi’'s work to the needs and interests of your
organization? (Rate each activity 1 to 5, wi~h 5 representing very
relevant, | not so relevant)

Activity Rating
a! Thematic research. . v it iiierinnnirre tsees

b Field operations

{count.rry specific regearth). v vine vvnas
c) 108 2 W18 o 11 o ¥
dj 1IN OImMAr 1N . . v s i e e e

3. How elfective do you consider 1IMI to be 1n athieving its goals cr
objectives” (Rawe on a scaie of 'l to 5, with 5 being highly
effective) Add comments.

i. What do you consider 1iM!’'s strengths and weax<nesses?

3. If vour organization 1s currently not an I1IM. doner, what are the
considerations and/or prospects tor your supjort in the future?

6. Other comments.
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