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I have great pleasure in fon,:arding, on behalf of the External Re\'iei-' 
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t-ianagement Institute. we hm'e r~\'iel';ed. both t.he management and program 
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and. the careful pj arlIling of the program. We have made a few suggestions, 
however, for' I INI 's fill. urI> improvement. The Panel is t..manimous in concltrli.ng 
that IJ~lI meri ts all ttl!.' support 1 t has rccci \'ed from the Support Group, and 
morp.. 

Thank YOU for' ginng us an opportuni ty tr:".' rC\'ie\-o' this tmique 
Insi.t tutlon that is \-:orldng in 3.Il area of great i.m!-x1rtance to de\'eloping 
c(Jlmtl'il~s , 

....·ith i{ind regaros, 

Yours sincereb' 

\"i.in~· S. \:;8S 
Chairman 
External Review Panel 

cc: Dr. Michel Petit 
Chainnan, Support Group for I IN! 
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In {"ldy 1989, the lIMI (donor) Support Group, c(lnstituted a five­

member I .:I,'J, consisting of Vijay S. Vyas as chainnan, Roger Corbiere, JOI n 

H. JOShi, .-i .. d S. KlrTHEmi and E.T. York, and commissioned it to ·:onduct aJ 

externaJ program nnd management review of the InsU Lutl. Biographical 

sketches (If jktllel members are ()resented in Annex 1. Tt e Tenns o· fi't·feren, e 

for the Re\' iew are set forth in Annex 11. 

The Support Group intended for this review to be 3imilar, tn many 

respects, to those of the CGIAR centers which are condt..cted at f1 ve to si: 

year interval8. Thus 11MI' s Review was scheduled some five yearH after tl e 

Institute, fonnally, came into existence. 

Th~ Suppor·t. Group's object i ve in authorizing thh- exercise was to 

prOVlQf..' a comprehensive re\'iew and evaluation of the IrJstitute, in terms (f 

its progrunrnat ic endeavors as well !l.8 its administratic.n and. ma.nagement. 

Anothf'r purpose related to thp current effort.s of the (''JIAR to N'view and 

evaluate u m.unber of "non-llSsociated" int.ernational agr icultural research 

centers (lARes) for the pullJOse of detennining which of these centers migt t 

be brought into the C'GlAR Syst.em. Thus, results of thf TIMI revi,ew will te 

used by the CGIAR in this process. 

The Pane 1 began its work by sending one member tt a June 1989 meetir g 

of the IIMT Board of Governors. The fuJ I Panel first rI. ~t. at lIM] 

headquarters in Colombo, November 16-25, at a time whit I coincidro with the 

Insti tute' s Intenml Program Review, a one-week proces~ i nvo! ving EM!' s 

international staff ar¥:i some of its national staff. DL'ing this stay at the 

Institute's headquarters the Panel observed the Program Review, organized its 

efforts, interviewed many In-a personnel, and began the assessment process. 

On leaving Colombo, four Panel members visited Paid stan , where, o'/er a 

pericd of 4 days, they observed TIM] prograrTlH and visitl~ representati ve8)f 
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donor groups and of collaborating organizations in the irrigation and 

agricultural ministries. 

"imilllrly in early January, two Panel members spent some six days in 

\~(,!,;t_ \t'I'lC'U whpT'e tfley \'isited ITMI's regional office in Ougudougou and met 

rPI.H"'sF'ntatives of donor and collaborating oI'ganizations in Burkino Faso, 

the i",I\'\ '(Jd.SL, IUld Senegal. During t.he same p'~riod Il third "ijj~l ml.'mber 

v)sitpd government and donor' urganization..., in the Philippines rut.) 111t.]()flC'sia. 

The Panel com'ened again Ht 1 IM] headquart.ers on JlU1uury 18 Ilnd spent 

the fol !')h'ing U.:o \.:eel{s completing its IlS8eSSlIlcnt (including visits t.o 

governIn"nl anci dnnor cr'ficillis in Colombo), and writing its report. The 

fim.11 repeort 'Jpnt tu the I1:-11 Board of Governors on .January 31. 

The Panel's report, S0! forLh in this duc'Jfnent, covers the following 

major t()pir~s: 

In-n's hist.or·y and missiCln, ll~glll R1.atus u.nci gf>vprnance, 

()rgFU1i ZH t.i ()Tl Hnd 1TlI:1I1agempnt, Iwa I I abi lit y and malulg. 'men L of 

resOlU'CP~, IIi'IT' s planning procpss and its slrnt.pgH'/operat i.onal 

p1 an, I 1M1 's program I III on£, wi t h ~LC;SI~ssrWT1 t of it g content find 

3chieveml'nt s. 

The Panel h'i~hf!s t.o exprc!ss its riP('I' 'tppn"'ia1Lm and grntitooe to 

Di.rect.or Genprlll Roberto LentoTl and hIS !'ntir'" stHf'f, b::>t.h at headquarters 

and in tlw ficici, for the splf'ndid SUPf>o!'t and assistant;!> prm'ided during the 

course of the rp\' i Ph'. Spp(' ia I rl'cogn it j OTl shuu J d ~)(' !le'( '"men to Himnnj 

Ela.nga~-nnghf·, \-"ho ahly sern'l:i as SP.1'l'I!tary It) the PtlTl(>l and .Iohn Colmey, who 

conl.ribuLcoJ hi!'! ,'<iiL()riaj ,·xp!!rLisC'. SIK~h Hpl"ndid C'of)p!!rnt.ioT1 hll...'-! mude the 

Pane l' s task much mor(.' pleasant and product i VP th.an it might otherwise have 

been. \1.'1" <l1'n dp"" 1 v ~rfl t- n f. ,1 , 

-viii­
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SUflARY AND RID:lflENDATIO!~ 

After rpvit·l.:ing the activi ties and achieveD!nts of IIM! since Lts 

inCI:'I'tioll five :,HH'S Jtgo, thp Panel has come to th" conclusion thnt tle 

Ins' ltlJte pt:I'f,-H1n.S HT! important function and effec ively complp...ruents :he 

efforts of othpr IM?rs cOIlIllitled Lo the task of ~n liring food !'li~urit, to tM 

growing population in developing countries. 

The denvmd for food and other agricultural CI amcxii ties continue:; to 

expand as the global population grows at a rate of some 2% annually. This 

demand is partirulllrly evident in the developing w'r.l.d where 9~ of this 

population grt")wth is oocurring and. where, in many ( reas, food suppli~; are 

already seriously deficient. 

These circumstances have led to the creat] on ""Jf a nllDber of 

international agricul turnl research centers (IAHCs I concerned wi th tilf 

develoJEent of improved .....e<:hnology oriented lowa~ meeting these J~l'()\. ing 

food needs. "Grpen Revolution" technologit~S devdo.""Jed by these lARes 9.Od 

cooperating natlm1F.l1 programs have led to signific8.1t advances in food 

product i on t h ,'()ul!h,JlJl the developing war ld. These u:lvances have been 

particularly impresBL"'e where adequate water ~vas avlilable along with 

improved crop varieties, fertilizers, and other needed inputs. 

Recogni lion of the vi tal role that water must play in increasing food 

production has led to major investments in irrigation systems. However-, 

there has been growing evidence ':hat theBe systems IJere performing far below 

their potential, and that in many r~es the returns frow investments in 

irrigation systems were far below what they should I IE..'. There is also 

growing concern over problems of equity, sustainabiJity, and the envirlmment 

as they relate to irrigation systems. 

These circumstances led to a recognized need 10r an appropriate 

international organization to be concerned with reSf arch directed towards 

-ix­
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improving the management and per'fonnaJ1ct:! of irrigation systems. Thus after 

se\'eI'al :,ears of stud,\' by t hp Consul t.aU \'f,' Grl)up un I nternstional 

Agric'ultllml Res~arch (n;IAH) sIld ul:.hprs, thp llll.ernat.ional Institute for 

Irrigntion Management (IT~IT) I,ms ('!'t~ate<:I wi th the specific mission of 

., impI'o\ I ng t.he managernt'nt f:ind perfc)nTIIlIlce cd' i ITigat i on systems in developing 

'~OWlU' i i'S ... 

This I'epal't. prt~senls the fllldings and l'eCOIIVIIt:ndations that emerged from 

a re\' ie\.' lJ f' thl' pT'ognun and nlaru.1gt>mc·n I of' I j "I I by ilIl E:-. t.ernul Panel 

conunissiom>d by II~II's (dcl!Iur) Support. Grnllp some fi\'" years aft.er the 

1nsti t ute crun/.' into p'. i stellf,'p, 

\o,'i I,h h-!adqIJar't"rs 111 C, Iumbo, Sr'i La.nlm, 1I~lJ nolo.' has field programs in 

Pakistan, \<eFd, Bangloo"-ih, india, "IOrOCC'(I, Sudan, t.hp Philippines, and Sri 

Lanlm. 111P re is 8J <;0 a r',>gi r Jlla I r)ff i C',' I fI Burk i na FU~)Q, and consir:lerat i all 

IS being ,~ivpn I') Itlf' dC'\'plnprnpnl ,)!' pr('~r'a/n..~ ill f'I';e ",pst Afr'j"J1n Cowltrtes. 

'\ pr()Y','1 In JllciOfit'sia WH'-, t:ull'llptf'd in I~H~1, ami I,ark is fwo,)ect,ed to r'e~nllne 

In l~qO. "1f>IIl:1r',Ulda (d' -\gr'pl'm(~nt tla\(-' rll"'11 negr,j iateJ I:; th IIl(Jst l:noperating 

c 'ount r i PH. 

Tf:-11 has r\l' r(~qet1p~h f'\t'iliti,~~ of its own, Wid wnl'ks in a 

deeentr'ali;:(,'(ll'lc,i,' with anr:l thl'flUgh f!Xistlng n:ltional Ir-rigation progrruns. 

Its n!''lrlp {)f "f"'r';" I ,n In (~t\('h C'C)unt I'!' inv('iv(:,-; nat IIHlul "()Il~\lltativp 

c'JlTUni ttt",~, that ser'\. te, i,lw} ,HId guirip thf' ('(lnrlur't uf jlI't)gnuIl8. 

Il'lr is 'l!'gnI1I,'.,~i in1.o ['UUI pr'iw'ipi1] units, ('a(~h hended by u Director 

l.'ho rer"lT'ts to t.hp Dirt,'I't Ill' \;t~n"'nd. 'I1lf~se maJor Imll,S iu'e the Progrtuns, 

Fiplc:l 0ppI'utioIlS, IHI\Ist.ml, and Financ't' alld :\dlllinlsl,r':I' Jun DiVisions. 111" 

di\'isjuns :'I!'(' suppor'ted by the offices of fnfot1natif)n Ilnd 1'T'(,jl"ct 

DPHdo},(J}t·nt. Thp PrC)grums Dj\'ision IS rpsrxmslblf.! f'or' I hemal ic re~enrch, as 

l-'e11 as r'pgionaJ Ilnd mlllti-c(lImtr'y pr'"jPc'ts, IVlti 1I':linlng. 1'111' Fil'ld 

Oper'u1ioll!:' lli\IHinl' is rf·gprm!::llblf' {'''r' all "olJrl1.r'y-spc>('lf'i,', cfl]lnb()r'ativf' 

fi(·ld rJr'njl'cts nX("'pt those' In i'ahlstml. Thl' l'llkl,.;tan Di\')Hion is 

l'Pspo1Isiblp only fur proj,·('t ;\C'ti\'it.i,~s in t.hat ('('Il!lt.f'~'. 
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Through 1989, the Institute had 30 intemational. staff positlons j 27 of
• 

these are currently filled, of which 11 are held by staff frem developing 

COlDltries. The staff appears to have a good. balance, with persormel froll a 

nllllber of different disciplines related to aariculture, engineering, and the 

social sciences. 

In 1989, IIMI had Do budget of SaDe US$7. 7 million, 7~ of which was in 

restricted funds. The Institute's Five-Year Workplan 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 cOlllIlitted for 

1990--some US$2. 0 million below its btrlgete<.l level and US$650, 000 below what 

it had in 1989. There is hope that additional ccmnitJDents will be made 

during the current year. 

The Ins ti tute 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 cOWltries and two are 

women. 

The Review Panel firrls I IMI, generally, to be well organ i zed and 

lI8l'l8ged and to be malting significant progress towa.rds achieving ita 

objectives . The Panel has identi fied a nllllber of areas in which lIM! should 

be COIIJllerxic.-'<.1 for what it has llCC.ooq>lished as well 8B sc.e where further 

improvement might be made. 

The Panel has heard many favorable cooments fran both donors and 

COtmtry collaborators concerning the quality of the In.Atitute staff and 

concurs in such posi tive assessments. 

In Pakistan, the Panel fourxi that the dichot.omous relE.tion.c~hip between 

100 £llld the two ministries of Agriculture and Irrigation jX>sed certain 

di fficul ties. There also appears to be an ambig>.Ji ty in the MemorandLIII of 

Agreement with tile Pakistan Government that leaves some question about the 

status of lIM! in that country. 

-xi­
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The Panel is also concerned wi th ~rtain aspects of I IMI '8 current 

administrative structure, baaed primarily on the fact that programnatic 

responsibilities are separated into three divisions, each under a director. 

1llis 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 Institute's 

1990 bulget. It is even more concerned with the significant expansion in 

the Institute's projfrBlD as projected over the next five years. In 

expressina this concern, the Panel does not, in any respect, question the 

imp:>rtance of Inll's efforts or tile desirabili ty of further e>qmWion to 

enable the Insti tute to more adequately address needs. The Panel's posture 

wi th respect to the proposed rate of e>"'JXUlSion grows out of a number of 

circtIDStances discussed herein that may coIlHtruin the availability of 

resources--aB well as the firm belief that efforts to expand too flU' and too 

fast would not be desirable. The Panel believes that, at this stage of 

development, lIMIT <should concentrate on achieving the highest possible 

quali ty of effort in whatever it undertakes. If this is done, appropriate 

expansion can liltely be assured. 

Thp. Panel also notes that the large pP.rcent.a.ge of the total bucl.get 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 ftmding may relate to how these funds are classi fied and that in 

many cases the "restriction" ru:l8ociuleJ wi til (~ertain fundB may be of little 

consequence in tenns of the InBti tute 's IJI'ogrwTI. 

The Panel is very concerned, however, that IDlmy of the projects 

supported wi th restricted fund.s do not udequut.cly cover indirect costs 

associated wi tr. the project. 

During the past three YC!lln'!, IUU hill! engagcci in whnt the Prolel 

considers to have been an excellent planning pr()(~eBB that hos resulted in the 

preparation of strategic nnd op~rutiorUll plc.lI1~l t () help !{dicic itn effortB 

over the next several years. The IIal,,:.!l gCllf'r'nlly (~OLCurS with most elements 

-:l(ii­
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of both the Strategic Plan arrl the Five-Year Workplan. We have, however, 

raised certain issues a.rrl UBde some suggestions concerning both. 

For example, the Panel notes that the proposed pI'OI{r8m themes are very 

broad Emil :,ut,~ests thnt IIM! narrow the focus of ita primary program 

efforts I (. :'~entrating on those themes and related activities that can make 

the gn·.:.. , \ •.... lribution to the achievement of its mission. Thf~ ",nd also 

notes that the Institute proposes to initiate programs in China and Mexico 

in 1993, Jespi te the position taken in its strategy not to latmCh programs in 

those regions "in tile inmediate future." 

The Panel found the Insti Lute to be involved in an impressive array of 

research projerts for s~h a young organization. Moreover, there was 

considerable evidence of significant progress thus far. While the quoli ty 

of IIMI' s program appears be generally good, the Panel suggests that further 

attention be gl'v'en to measures that might strenglhen j t <1 quaU t;; control 

mechani SIDS • 

TIMI's training efforts have, to date, been somelo.ilat limited. 1he 

Insti tute, however, if! cOlIllli tted to developing a strong training program and, 

with the recent employment of a full-time training off:icer, seems to be 

moving towards the realization of this objective. 

The Panel bel ieves the Insli tute is making good progress towards the 

implemenLation of H sOlIDd infonnaU on program, tile specifics of which are 

spelled out i.n tile strategy doc~u!Dent. In fact, the lru:titute already 

possesses an impressive list of publications for an organizaUon of its s.ze 

nnd. s luge of developnent. 

The Panel made u special effort to assess the re) ative meri t.s of 

different aspects of' IIMI' B program as well ns thp achi evements and 

contrj}:'I\Jtions to dale. These efforts hlvol\'(-d n I!1Hil FLU"\'('Y of lIMIts 

rionors and collaborators /l.8 we 11 as persona) contacts \-oi th bolh groupH by 

Panel members. 
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(''':emU, thf' P!Ull.') rc\'eiwxi very po3ilive evaluations of IIMI by both 

groups. Thr- n"JatlvPly fpw instances where less-t.han-positive attittrles 

I.:(-'C'e refl0_'ted appeCl.re<:i to /)I. due to a lack of knowledge about IIM!. That, 

in turn, may lx, dlll' t() a ]w:1<. of lnt.er'action or cotmrurlication between the 

inHt.:tllt.r' fUld kf',V 1./'f'\I.'ials, 

r.H':Hpj Lf' .~\' id/!/II'f-' ,)f a fl~w ~lJch at. ti t.udes, the overwhelming re~ponse 

h'U~ \ .!r'y IX}!:! it i \'n Ilnd Huppur't I vL>--perhllps ImllsU811y 80 for a relatively ~'0\Jl'li 

IIrglud zu t i ()II \..' i th Ii I i rnJ ted "PP)/' tLUIi t~' t.o pro' 'f! i t.s worth. 

Thf' Pllrle] ('nrll'lll'S '~i t.h the Ob~Pl'\'Ilt.iOtl9 of donors and collaborators 

1.11 il\,.· t hul 11ll)'I'()\'(·lIIf!nt.H \n \ tit' IlU:\IHlJ;wment of irrigation systems, to which 

1I'll is l:ulfInd t u·,j, (}ff(~r gn:n\ prornige for significantly increasing food 

product j,)n, thpt',:.l)), I '(.Intr ibuI, i ng 1.0 impr'oved food securi t~' in many areas of 

t.h.. riP';t'loping wor!;l, 

Ttlf!rf' i 8 I i I I II' d(lIIOI ul)()uf I III' IH~f~.i t.1) illlproVf~ the lnanagement of 

ilTigHt ir>11 '-,:::C-\Ielfl'-., :1' ;tll """is, rl is I'PHdily uppurent to the Panel that 

rnIT ha~ dUll" WI ,'f'I"~I'fJ\"" JI,t,. dlll'lng it~ l'plaU\,ply br'ief teriod of 

":o,.,<.:,I,I'rjl'/', of 1III I :illlIl,l.', :U1d "lu'I'yitl,f!, (J\JI. VUI'I()U!:! pi'ojects that should 

,'''r d J' I hut I' ~ I L(J I J "I ';tr1 t I:' t,() I til' j I1lpl IJvl'd rnanl.lgeffi(~nt and perfonnance of 

! r: i gu t i UTI sys I f'III!-' I II t hI' df '\ " i I)jJ i m~ I,or Ill. M()rt~ovc r, i l hU,H the potential 

(',>I' "w'n gf'f.'Uf,Pt, i'·'IlI!'I~)lll.i')JI 0-; it grl.ins flll'thcr experience and knowledge 

"IJI)('t'rli!l~ !.Ill' diffir-Illt prubJ,'m!:', h'llh l,hiC'h it. i8 dealing. 

Th,' l"lll(~1 's r'l'r:orl r'ont:llfiS a number of suggestions, hopefully useful, 

,.,/i t h rt.'s)x~el I, \,11/'II.lUS LlRp:!Ct.!::I of 1I~1I 's program and management. However, 

Ow r\Ul(~ I S [X.'I.' i f i I 'III ] v !.....ecc,~l~n:.'!}£ b thll t. : 

tht, IW'\tltllt l .', pos~ibl,\' t.he Dir(~r:t.or Genernl and the chairman of the 

Board ') f' (fi )\If' ['fir !I'g, j nIt 11,\ I.P rI i :,lCUH8 ions wi th Ilpproprin t.e officials in 

Pnhhitan in nn r~ff()rt 1.0 work out nn arrllIlgemenl that Hould bring lIM! 

intli I,'}o'-!f!r h'()rhing r'(·lutic)1lHhips wi I.h irl'iw;o.t.ion off~,ci!l18 und resolve 

th(~ nmbiglliLy, if Ilny, wah reHpect. t.o t.he "autonomy" lungUll.Se in the 

ngreemenl; 
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100 management investigate the strategies that have been developed to 

obtain international oraanization status for sevenu of the OOIAR 

centers and consider whether the Insti tute should move to seek such 

status; 

the Director General and the Board of GovenlOrs cctlSider an 


administrative organizational structme. that will facilitate the des:Lgn 


and execution of a coheaive I well integrated Inst) tute-wide proarram; 


100 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 1IMI 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 permi t new inteI national staff to 


spend n substantial period of time at headquarters so that they will 


come to unders tand r: IMI 's strategic and operational goals I its 


organizational culture, and its administrative procedures; 


lIM! management design and install a position classification system 


applicable to all national staff positions; 


100 consider the implications e,f the role of 1«lIDen in developi", 


cotmtry agriculture in the formulation and conduct of its program; 


!lm narrow somewhat the focus of its primary program efforts, 


concentrating on those themes and related ootivitiM that can make the 


areatest contribution to the achievement of its 1Ii••ioni 
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1IHI iive priority to achieving the highest possible quality of 

efforts in whatever it tmdertakes am not jeopa:rd:ize its shility to do 

80 by oveI'f>iCterxi.ing itself, either geograplically or in the size of ita 

total enterprise; 

100 institute additional measures to strengthen its quality CQ'ltrol 

mechanism.~, :3uch as organizing expert reviews of major issues 

encolmtered at various stages of n research project, 88 well 88 special 

panel reviews of proposed management innovations to ensure their 

feasibility I cost effectiveness I and. adaptability in the giv~n 

managemellt environment. The cost of such revi€:W'S should be a part of 

the research project budgets; and 

IIM! ooncentra te on developing effective ccmnunications with personnel 
" 

in collaborating ogencies--including those at the highest levels 

involved ~ith policy making. 
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1 • HISTOOY AND MISSIOO 


1 • 1 • Background 

A m.unber of circumstances during the last two to three decades have led 

to the establishn~nt of the International Irrigation MEu~ement Institute 

(IIMI l. Of primary significance has been the steady, unrelenting grot,'th in 

the global population and the implications of that growth to world food 

needs. Of particul~r significance is that in recent years, sorne 90% of the 

annual ; ~rease in population worldwide has occurred in developing c(~tries 

where, in Jany areas, food. supplies are already inadequate. 'lbese 

circtunstlmces led the global cOJmlunity to take a maher of actions, inchrling 

the creation of gev(~ral international agricultural research centers (lARes) 

concerned \.,;j th the developnent of improved technology oriented toward 

meeting lhe~e f"xxi needs. Some of the fi rst !ARCs, such as the 

International Ric'(' RI.'search Inst i tute (lRR!) and International Maize and 

w'hf~a t Improv/:,llIen t ('en ler' (CT ~~!YT), proved to very successful, and their 

acc-ampl ishrncnts t "nded to stimulate the [onnation of otlters. 'lbe "Green 

RPvolution" \J"(.'hnu]ugies I.·..hic!l they developed led to significant advances in 

[0.,)(.1 production throughout the developing world. These advances were 

particularly impressive wh,>re adequate water was available along with 

jmproved crop \'arieties, fertilizer and other needed inputG. 

Recogniti on of the vi tal role which water must play in increasing food 

production has led to rnajor investments in irrigation systems. Between the 

19508 and the mid-198us, the area under irrigation grew from 90 millioo to 

some 210 million hectares (hal. Progressively larger parts of food supplies 

in cmmt.ries with rapidly growing populations--such 8.8 India, Indonesia, 

PRkistan, Mexico, and Brazil--carne from irrigated areas. 'lbus, the 

importance of irrigation in augmenting food supplies in poor tropical 

countries is formally established. 
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With rapid expansion in irrigated areas came a host of problems, many 

of which have become progressively more acute. 1llese problE!aj involve 

issues ()f equity, sustainability, and the environment, among others. For 

example, 

the costs ass()ciat~:ci with developing new irrigation systems began to 

e~ 2ulate rapidl~: and lIlany observers began to question the economic 

fec-\sibility :md \-'isdolll of making further large investments in such 

systems. T!:(' desirabili ty of illc,ceasing the efficiency and 

effecti veness of exist j ng systems thus appeared. to be a more attractive 

economic alternativt:: to many. 

il'U1dt~quatp at tenliu[) Lo some of the technical, economic, and social 

factors, r(~sul led in problems like waterlogging, drainage, 

sedimentnt ion, and Wf'£'Cl gr'owth, and. uJ timately jeopardized the 

sustainubjl y of irrigation systems. 

pro!>1 ems (d' (~q\ I i ty emt 'r'ged in t.he dist ri but ion and use of water wi thin 

irr'igatillli ~;:-'~.tt~IIIS. 11H:1'e \~('l" even broader equity issues growing out 

of tJlI~ cont I·a~it. in lX:llf,f'i ts u(:cruing to those having o.ccess to 

irrigutiuli III ,'''ntnlst to those dependent on rainfed agriculture. 

Othf~r' f'quit,', iS~':\I/~s ['plated to the plight of people whose fanus were 

i nunciu t. c,<i by i rT i ga1 i orl sys t,cms • 

ITI1:1jur en\'jl'olllIl··rll.nl pl'l,hlpI1L'cl emerged, including increased 

salinization, pol1ulinn i'rum effluent and agricultural chemicals, 

h'att~r-bol'nf' di~'-'usl~S I etc. 

These problel1Ls c~llled for research and action programs aimed at 

managing irrigation systelTls ,in more efficient, sustainable, equitable, and 

ecologically-sourKl wuys. 

Thjg aTTUJ' of circumstances contributed to a growing interest in 

creating un international jnstj tute--modeled after other successful IAHCa­

wi th a primary re8 '!arch mission of developing and. helping to implement 
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improved irrigation lIIBnBI.-ent practices which aight cootribute to increased 

food production in the developing world. 

These were some of the circllDStances which led to the creation of lIMl. 

1.2. History of lIMIl 

It should be noted that there was a gestation period of sane 15 years 

from the time the concept of an international irrigation institute was 

conceived LD'ltil 100 came into being. The reconmendation to create an .~ ian 

Insti tute for Irriiated Agriculture was first mruie in 1968 in a report of the 

First Asian Agricultural Survey sponsored by the Asian Developnent Bank. 

The idea of an international initiative was given further support ~hen 

the Bellagio Group (which later formed the CGlAR), 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 

FOLD'ldations which recoomended that an international program of research am 
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 Coomi ttee (TAC) of the OOIAR in Jtme eM 

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 COI1Illissiored 

a sttdy of the issue by the Universities of California and Utah State tmder 

the leadership of Dean F. Peterson. 

Dr. Peterson's report reccmnended the establishment of an 

international center dealing with the developnent and adaptation of 

technology, the economics of irrigation, and the development of irrigation 

Many of these details concerning t.llt> history of lIM! have been taken 
from a publication by Director General Roh·rt.o Lenton, entitled "A Brief 
History of IIMI." The Panel felt that a /IIOl't' detailed accOlIlt of the 
thorouah consideration ,given to the creation of this organization was 
appropriate in the report of th,e first External Review of the Institute. 
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policies and institutions up to the national level. TAl' wus not sati::ifit:'l1 

wi th this recaJJDendation and directed five of the CGIAl~ aff 11 intf"(j lARes to 

prepare an 8CCO\n1t of their work in Hater management o.l'ng wi t.h their views 

concerning how work in this area might be expe.nded. Af'.cr reviewing the 

responses from the five centers, the possibility of esLlblishing a center tor 

irrigation management was again on TAC'e agenda nt its Idnth meeting in 

February 1975, and was discussed extensively at i Ls 12th, 13th I and 14th 

meetings. 

A paper on "Water Usc and Mc.lJ'lllgement" prepared by the Food and 

Agricultural Organizat.ion (FAO) ut TAG's request was avt ilable at the 14th 

meetiIla. After considerable discussion TAe concluded ti at water use and 

management deserved higher priori ty in tile caIAR Hystem and recOlTlllended that 

existing lARCs allocate more resources to this area of \fork, 

At the 15th meeting of TAC in 1977 !~Ofl)l> members c: preE.sed the vjew that 

existing centers could not be expf...'Ct(.-'<i to uddrcf:lH lilu ploblcm adequately, 

stressing the need to give this Ulutter higher prior'ity. TAG agreed to study 

the problem further and, with t.he help of the Internntic 'nlil Developnent 

Research Centre (IDRC) , aslwd Sir Chfl.rJ<:~J Perier-a t.o clair a study t·.'am to 

address it. The Periero. reJXlrt recofil:nendl~i. tiw establi! hment of an 

"Intenlational Center for Research and Training in Irri~ ation Technology" in 

a developing country wi th outposted di visioru~ providing field teams to 

reinforce existing worlt in the Ganges, Indus, Nile, ond Euphrates-Tigris 

basins, and wi th additional stlXiy of the needs of tile Sdlel, the Maghreb 

cOlD1tries, and Latin America. A revised version of thh report h'aS 

considered by 0. TAC-appointed working group and preaent( d to tile COlAR in 

October 1980. 

The discussion of the draft proponal \"'u.s irlCOrlC lw i ve, 80 the ChairnEll 

of TAG convened a meeting of intercuted donora in July] 981, leading to thH 

fonnation of a Task Force chaired by F.E. Schulze to ghe the rmt ter further 

consideration. The Schulze Task Force reported t.o TAe j n March 1982. Aftf'r 

careful considerati ':'In, TAe took action to rl~ommend to the CUlAR the 

establishment of an internationl1l irrignlion ITlIlJVlgement institute. 
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1be OOIAR reacted poeitive17 to this re<'OfMlenda t on rut concluded that 

it 1eB not prudent to add any new in!tiatives as ~et. of the lAOCs then 

in the OOIAR system were already 8eri~ly constrained. It was s\Qested, 

however that irriaatioo water ~..ant appeared to merit the highest 

priority as the next activity to be conaider-d by the (XlIAR Group. 

Interested JDeIIbers were ~ to explore the poaaibility of establishin& 

an inu-mational irriaation lIBM&~t procraa, fWllxv.ty1l~ the principal. set 

forth in the TAC recallDendations-outaide the sponsorship of the OOIAR. 

With this action by the OOIAR, a aroup of interested donors held an 

infonal meetw. in Hay HJ~2 to consider follow-up efforta. 't!1e Ford 

FOWldation was asked to explore the mtter further on hebalf of the ~ of 

donora, and Dr. RalPt Clmai.naa was enpaed as a consult.ant to carry out this 

task. 

Followil'li the OOIAR meetilli in May 1982, Dr. ~s visited India, 

Pakistan, Phi lippines, and Sri l..enka--which were conaidered prilllary 

possibilities as a headquarters site for the proposed Institute. Upon 

ccapletion of these exploratory visi ts, two meeti.rca of interested donora 

were held to explore the feasibility of eetabliahina the lIwtitute. 

At this time the concept of an Institute Support Group ... approved .ad 

a Jl'OUP of interested donora was fol."lDed. It wu alao screed that the 

Intemational. Irriaation Manaaement Inatitute (100) be oonatituteci alOl'll the 

.eneral lines recaIIDeIlded by TAl:, to the OOIAR in Hay 1982. '!be Ford 

Foundation wu cha.en u the t.plellefltinl ..ency for the Irwtitute. 

Durinl the course of ita meetinp the Support Group decided en India .. 

a prer'erred location. However, the Indian Goven.ent wu not prepared to 

~t the lawtitute at that time. An AIr. E nt wu then worked out with the 

Oov.~t ot Sri t.nka to Htabliah IIMI'. h.dqU&Z"terl in that 00Wlt!7. 

In the OOW'M ot th... nelotiationl, Dr. o-inp &180 vbitad 

PUt.tan when lovenaent ottioiall exprelud their int.rat in M.tinl til. 
~N lite. When the d.cilion ... __ to loe».t. the InItitute 

-&­



headquarters in Sri Lanka, PakIstan officials were gi'len assurance of the 

need for a _jor cooperating uni t in Pakistan. 

At the second meeting of the Support Group in May H~83 a Govemilll 

Board was created, and the Board held its first JDP.eti 19 the followini 

September. Dr. Ctmui~s served as Interim Director G !Ileral in the period 

unt i 1 Dr. Thooas Wickham, chosen as the firs t Di recto ~ General in November 

1983, could aBSUDe his responsibilities. An IIMI chH~ter was drafted, 

endorsed by the Support Group, llJ1d rut i f ied by the Go lernment of Sri Lanka in 

May 1984. 

IIMI began to function on January I, 1985 us a legally constituted 

body""ith its own functioning governing board, headql;i.rters offices, arx5 the 

nucleus of a staff. Since thM, time the [nst.itute IIlH been actively 

invol ved in dp.veloping i ls staff, definine mor'e spec'] ficaJ ly ita missior., and 

initiating progrnms t.o (:.tilT:. out thal mission. Some indication of the 

progress lrMT has mud,. in this r'cgftro l!:5 found in this Revie\ol Panel's r€port. 

1. 3. I IMI ' s Mission 

The pr,~sent ml S81OI1 of r IMl has Inrgp I? p",'ol Ve( free the TAC report of 

1982. 11lis l'eJX'rt ,-,uggcslc,d t,hat lhe O\,PlTi.ling objt·,.::tive of the Institute 

be that of "irnl'r't)\ irtg 1.h.. llJ./Hlllgemellt lUK1 ~wogranIll(>s ( f irrigation systellls in 

the d<~\'e 1up I rtg i ·OUll t r I PH • ,\ ""pI I ffillll.8g\'("! llTignti(C) system was defin£d as 

onc thnt ~';,)\jld 1 \ tJIIHIWP t hI' df!pelldRhi 1 it y lu)(1 f~ui t:- of water distribu1 ion, 

2) incn~l1sf' [!gr'II-'Il] Lural rwuduct ion, :!) lmpr"'vP t.hf' (ven.dl quality of : ife 

in rural cOfTmUnitiPH) l) prott"C!, maintain, and improve the 'luality of 

irrigated soilR, fi) pro\.p'c't, nll\lnt.aill, and impnl\'p t.Le quality of the 

env 1 ronment) and I~) pm! pel tlH~ hf~H 1t.1l fU1d ~enerul \.I( Ifare of the peopll~ 

concerned. 

The 1982 TAC N~port er)\'iRa.ged rIMI /J.H llIl "lnstituLe of somewhat 

decentralize<i lYptl, ~Ilth a rf\O(jf~Rt sizp fUlrl lnt..pr'tlis(~iplinary con.) staff" 

It further suggested lhnt "tile InHtit.lI\.f· wuuld "Jork \.ith living irriaat 00 

schemes operuted by nat iorlllJ flgerlCies of scver1l1 cooJoCrating COlD1triee 'or 
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its operot ing field laboratories." The Panel notes that lIKI has developed 

much along the lines suggested by TAC. 

The mission of the Institute has been further a~ticulated in IIMI's 

strategy paper (1989) as follows: "to strenathen natiXl&l. efforts to ~rove 

and. sustain the performance of irrigation systems in ieveloping colD'ltrifs, 

through developnent and dissemination of management innovations. It 

The report of this Review Panel considers the progress IIKI is mali ing 

in carrying out this mission. 

Finally the Panel would note that lOO's missio:1 is tmique comparEd 

wi th other irrigation-related organizations, since it is concerned with 

managE'.JllCnt rather than the design of irrigation SysteDS. When caDpared with 

o lher lARes, I IMI is concerned wi th improving agricul tural production 

thrl)ugh improved. management rather than through imprc ved production 

technology. These circumstances underscore the ratio18le for IIHI's mroe of 

operation. 

1 .4. Panel CooIDen!.ary 

The PaneJ is convinced of the importance of lIMI' s mission and of its 

complementarity with other international research centers coomitted to the 

vital task of keeping the world's food supply in line with population atowth. 

As will be seen in the commentary on subsequent chapters, the Panel--whjle 

making a number of recoomendations that might strengthen the Institute--views 

lIMI's achievements to date in a highly favorable light. 100 deserves 

continuing support so that its potential llIlJECt might be more fully 

real ized.. Modest investments in 100' s work CW1 help to lIftXimize 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 urder discUB3ion in donor circles 

with the possibility of a new initiative concerned. wi th some aspect of 

i rrigation . While not. familiar wi th the proposal's details, the Panel i 8 
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concerned over the potential for unnecessary duplication and hopes any new 

institution will complement the mission of lIMIT. 
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2 • I..EX:;AL STA'ruS AND OOVERNANCE 

2 • 1 . Legal Status 

2.1.1. Charter and status in Sl'i Lanka 

At a meeting in November 1982, f.u; noted above I the Support Group 

delegated resfXJnsibil i ty to ttH! Ford Foundntion t.o net as implementing agency 

and talte the necessary l:!teps on behalf of t.he Group to bring tile Institute 

into being ns a legally consti luted operational body, to draw up a charter, 

and to enter into negotiat ions "'>ill! a hust ·.:ount.ry. 

Di scussions h'ere ini t lut£'Ci wi th the Goven1ITtent of Sri Lanka in 11arch 

1983, u.nd a "t-!ernOlL1ndum of Agreement l)E'tween t.he Ford Foundation acting on 

behalf of the International I rr iguLion ~laIl/lJ.~cm('nl Insti tute Support Group 

unci the Governmellt of Sri Lllnlm" \...;as fOl1nally sIgned on Septemb'~r t, 1983. 

The agreement des igna \.f>(i :-:ri Lanku as 1 rt11 's henciquarterR country and 

accorded thc~ ln~h Lute 1)1'1 v ilf~l~es and imlTllUI i tips "no less favornble than 

those granted to the C~DJ' Off] c(''' in the cOLmtry. l1w Government also 

agreed t.o p['()vide n si te for rIMI heu.dquarterB in the vicini ty of Kandy. 

(The recen t mow· to Colombo, however, I'as mw:le I-.'i th :.he full consent of the 

Government. ) 

In nddi tion, a druft charter I.JUS pI'epared for com~ideration by the 

Support Group in (X~tolX'I 1083. Although it htld been ~ntlciF6ted that the 

charter \,/oulci est.:~blish [1~1l H!-I 11 valid ln1prnnLionnl organizatlon upon 

signuturc by repI'esental i ves of 1.1,>O or mof'(' international sponsoring 

orgunlzutlons, legal coullsel advised thai_ inLprnatlunnl Htatus could only be 

conferreci if JIMI were part of Ii duly COTlsti tuted bcx:ly of the United Nations 

0(' 1ilw body or created Willer u treat.y l-A:~tw~eTl two or rnol'f~ nlltioIDJ. Thus I 

the designation "orgmli mUorl, inten1lllionnl in character" WUB used. 
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The draft charter was approved by the Support Group in January 1984 and 

ratified by the Government of Sri Lanka on May 31 of that year. "A bill to 

establish the International Irrigation M&nagement 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 legislation formally established IIMI as 

a corporate body; international in character; having legal status; and 

enjoyil~ the privileges, immunities, and character in Sri Lanka as set forth 

in the Memorandllll of Agreement and the charter. 

100 ccmnenced activi ties as an independent institute on January 1, 

19~5, at which time, the formal responsibilities of the Ford Foundation came 

to an end. 

2. 1.2. Status in other countries where prqjects are located 

In addition to Sri Lanka, lIM! has Memoranda of Aireement wi th 

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 lIMIT 

in terms of research, expert assistance to national program staff, traininl, 

and p.Jblications. They also indicate the privileges and inm.mi ties accorded 

to the Institute and its international staff, including ilDmunity of person, 

property, and assets; the right to transfer furx:ls in and out of the country 

and to operate in any currency; Insti tute freedom fran taxation or the 

payment of customs duties; international staff freedom fran income taxes; 

assistance in obtaining visas for staff, visitors, trainees, etc. In most 

cases, tile host country has also agreed to provide working space. 

While recognizing that it is not always feasible, the Panel SUiiests 

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 agreemenl wi t:.h the Government of Pakistan di ffers from 'C.he others 

in that it indicates the parties will work together to establish a unit of 

IIMI to be known as "TIMI P-uk.istan" with "international and national legal 

personalilY" and "the character of rul autonomous, international, non-profit, 

research, educational, unci training organization" (section 2. 1, emphasis 

added). The fact thtil thp tigrp.ement accords pri vi leges and immmi ties to 

lIMI Pakistml further supports the concept of aut-onomy as does the wordina: in 

section 4.1 to lhe effecl: .. I INI Pakistan will serve a.s a major unit of 

world centers or federation of cuoperating centers having a.s its principal 

objective improvemenl in the lnanagemenl of irrigation systems." Yet sectioo 

7.1 state!:>: "The Government uf PuJtiStail shall recognize lIM!" as an integral 

unit of an autonomous, internatiunal, non-profit, research, educational, and 

training organization." Further I the agreement stipulates that 100 

Pakistan be administered by a Director responsible to the Director General of 

lIM1 proper and opera led under the governance of the IIMl Governing Board, 

wi th Pakistrul reserving lhe r1 ghl lo designate one member. These tenns thus 

set TIM1 Pu\{isUln apart from other countries in phich IIMI works. Although 

in maIlr Io.uys this lS ju~ti fied br the si:':e of the operation, the significance 

of irrigation in the cOW1lry, and historical circumstance (Pakistan was one 

of the three cowl~ries scriou~>l.Y considered as IIMI' B headquarters site with 

great intcrr~'-i\ ex-presgeci by i Ls Government), the Panel notes an apparent 

ambiguity in the agreement's >Iorcijng to the .-:!ffect that IIMI Pakistan 18 both 

autonomous and an integral Pfll't of the lnsli Lute and suggests that it be 

examined. 

ThP impl icati ons of lhese terms for IIMI' s organization and management 

are discUSSE.:·d in Chapter 3. IIm.Jever, the tCnILY ()f the agreement raise 

another issue c1pproprhilcJy consiuel'E.'<i here. 

11~II's coUal)(Jra\ors at th(~ operat.ional level witJlln PuJdstan are 

p['imarily staff of the provincial df~partmentH of irrigation /Uld the federal 

Ministry of "'nter lUlU PrM(~I'. ~;orlelhele8g, it is in!~ti tutionally linked wi th 
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the Pakistan Agd.cultural Research CouIIcil (PARe) of the Ministry of 

Agricul ture for administmti \'!' p!.u'poses. 

The PEmcl bellc\'es Llmt this dichotomy of relationships at the 

operational anrl instil.ut ionul If~vels contributes lo a feeling on the part of 

officials in the irTigut.lon and \,';J\er ugencics that they do /lot have u 

sufficient \'oice in Il:'lI's I\lbstan activities. 

It is nb\'iOllS t.o the hl!l"l t.hat t.he dichotomous relat.ionship poses some 

real opt:'rntional d.if'fiC'ult.i'~':i til Pakistan. Althuugh officials from both 

PARe cUld th!' '!inlstr:, of \,'uter' ,mel POI.;cr told Panel m'~'rnbers that the existing 

arnu\g!:,rnent is sutisfaclory, thel'(.~ clem'l), !.ll'P problems U!~go(;iated Hith it. 

OlwiO\lsly. thpr'e is !.l nl'ed for 1.1 close ...:orking relationship bettoJeen 

d~lI emu h>l.h 1.\11' I.H~ricult.ural <:U1d irTlgl1tion sectors. ImI'g emphasis on 

irrigl1 l,lon rn:t~::.!'.!.t~Cli"TlI., h'.)!-·e\·pr, suggf~sLs that the prllJlary relat.ionship should 

bI~ \"'i t L "!Hi I hl'l)uL:,h thl~ c:ry,"rrllllf~fltai irrigation u.gr~I\I'ies uL boLh the 

pr.)\·jlwiai alld f(~IITIl.J l'~\'f:1~, \,jtb a greater invulvement of t.he irr'igation 

Ul.( •. ·nc'i(~s in til\" It'Hctf!r'sliip of the' t.'ollsultalivc COlllllittce and membership on 

1T\I1's Board Pi' Cc)\·I'rr.or'~::. 

The Prmel L':L(~f!l/!le!ltL':> t.h:.lL Lhf-' Institute, possibly the Director Gene:cal 

and the Chai C1WUl oJ' \ hc HO'lT'd uf (i{lvernors, ini tiate discussions ~,;i th 

appr'opl'iatr> ()ffwinh.; ill P'cI.kLstUll in an effol'L to h'od~ out an arr~f..>ffiCnt 

thaI. \"'ould brin~ J P'II illto cluser t.JOd{ing relationships wi Lh irrigation 

officials ~Uld I'('solve t.he fUfltJiguity, if any, will! l'I~8pect of the "llutonomy" 

language in the Cll.!.reemerll. 

2.1. 4. International organization status 

Al t.hough Il;-11 18 desC'l'i bed in its Charter as an or~aniznti on 

internaticllal on chLiruct'!r, the lnstit.ule, in fact, became a corporute body 

under thf' lflh's of Sri Lanka. S in('c the Lime of 1nil's founding, several 

CGL\R centers have atlnined true internutiollD.l su'tus as that accorded to 

such agencies as the L!ni t.ed !'-iations Developnent Progrrurme (lfNDP) \-Ihich the 
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staff of those centers claim has facilitated their work in numerous ways. 

While II~rr's relations with its headquarters host country are excellent, 

international status would greatly ease the Institute's entry into new 

countries. Accordingly: 

The l~el recommends that IIMI management investigate the strategies 

that have been developed to obtain international organization status for 

several of the COIAR centers and consider whether the Insti tute should move 

to seek such status. 

2.2. Board of Governors 

2.2.1 Board composi tion a.rrl operations 

The first meetings of IIMI' s Executive and Finance Coomi ttee and 

Program Conwittce were held in early 1984, while the full Board met for the 

fi rst time in September of 1983. A number of members have served since the 

inception and have just completed or are about to complete th~ir 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 Nomdnating Committee 

once or twice as needed. There is no separate audit conmittee as the audit 

function is performed by the Executive and Finance Comndttee. 

~lernbers 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 anJ officers; however, it 

must choose four members from among those nominated by the IIMI Support Group 

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

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

Table 2.1 MFMBERSHIP OF 100 's :EKlARD OF ~ 

NAME NATIONALITY DISCIPLINE GENDER 	 START END NCtiINATED 
TERM TERM BY 

Abdalla Sudanese Agriculture M 	 1983 1989 SG 
Abeywickrema Sri Lankan Social Science M 1983 1988 Host 
Bagadion Filipino Engineering M 1983 1990 SG 
ChOl-ldhry Indian Social Science F 1983 1989 
Cunningham British Agricultur~ M 1983 1988 .. 
Manuellan French Engineering tol 1983 1988 
r-Jensah Benin (IFAD)Administration M 1983 1986 .. 
MuhaJlllled Pakistani Agriculture M 1983 1988 .. 
Peterson American Engineering M 1983 1988 
Schulze Dutch Engineering M 1983 1986 " 
Takase Japanese Engineering M 1983 1989 .. 
wickhwn American Engineering M 1983 1987 .. 
Bell American Economics M 1983 1990 " 
Letoloigno French (WS) Engineering M 1984 1989 Board 
Obeng Ghanian Water!Environment F 1986 1991 " 
Grassi Venezuelan Engineering tol 1987 1989 
Sandhu Pakistani Agriculture M 1988 1991 Host 
Lenton Argentine Fngineering M 1987 Ex. Off. Board 
Troy French Engineering M 1989 1991 
Wijetunga Sri Lankan Administration M 1989 Irrlef. Host 
toJcNamara American Administration M 1989 1991 ~>"d 
AI Shay.ji Kuwaiti Admin. /Environ. F 1990 1992 SG 
Azam Pakistani (ADB)Economics M 1990 1992 , , 
Rangele~' British Engineering M 1990 1992 Board 
Swamina than Indian Agriculture t1 1990 1992 , , 
Tsutsui Japanese Engineering tol 1990 1992 , , 

IFAD = International Fund for Agricultural Developoont 
we = World Bank 
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B. 1990 OOARD MBHBERS 

NAME NATIONALITY DISCIPLINE GFlIDER 	 END ~rED OOARD 
TERM BY CXHiITTEE 

Bagadion Filipino Engineering M 1990 SO ~/NC/OC 

Bell American Economics M 1990 SO ~ 


MacNamara American Administration :1 1991 Board EC 

Obeng Ghanian Water/Environment F 1991 Board ~/NC/FC 

Sandhu Pakistani Agriculture M 1991 Host ~ 


Troy French Engineering M 1991 Board ~/NC 

Wijetunga Sri Lankan Administration M Irdef Host ~ 


Lenton Argentine Engineering M Ex. Off. Board ECIR:/NC 

AI Shayji Kuwaiti Admin. /Environ. F 1992 SO ~ 


Azam Pakistan(ADB) Economics M 1992 SO ~ 


Rangeley British Engineering M 1992 Board ~ 


Swaminathan Indian Agriculture M 1992 Board ~ 


Tsutsui Japanese Engineering M 1992 Board ~ 


SG =Support Group PC = Program Camri t tee 

Host = Host Colmtry NC = Nominating Coomittee 

ADB= Asian Developnent Bank EC = Executive & Finance Coami ttee 

Starting from 1 January 1990: 


(1) Regional balance of the members 

N. America - 2 

Europe - 2 

Africa - 1 

S. Asia 	 - 4 
S. E. Asia 	 - 1 
E. Asia - 1 

Latin America - 1 

Middle East - 1 


(2) Balance of disciplines 

Irrigation Engineers - 5 

Agriculturists - 2 

Economists - 2 


Administrators - 2 

Environment Scientists - 2 


(3) Source of nomination: 

Support Group - 4 

Board - 6 

Host cotmtries - 2 

Ex. Officio - 1 
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(4 ) Coomi ttee assignments: 

Executive and Finance 

Coomi ttee - 6 

Program Committee -10 

Nominating Committee - 4 


(5) Board leadership: 

Chainnan - Bell 

Cha i rma.n, PC - Bagad ton 

Chai nnan I NC - Oheng 


The Board has IXlid particular attention to geographlc and discipline 

balance in selection of j ts members. Of the 21 members SHlCe 1983, three 

have been women, two of I-.tlOlO scn'e currently. The Panel hopes there will be 

continued efforLs Lo invol\c qualif"1:::! ~;,);n'~11 nn the Bourd. It is now 

especially importcUlt that attenti on be gi wm to leudership posi tions; both 

the overall chairman und 1Ill' chai r.nan of Ih~ Program COlIlIli ttee will complete 

their tenus at the end of 19:W. 

Although the need for' II f()1111R1 orientation of Boord members was not 

app1.I'ent in the pas t, so man~' hm'i rig .. grOi..,:n up" l,i th I 1MI, the advent of five 

new members in JanuHry 19!.JO Ruggests morc attention should be paid to this 

matter. To\.,oaro this end, IIM1 management is current] y revieHing the Board 

handbooks used by some cellters tn the cx}L\R S:-,stem. 

At the Jl.ll1e 19R9 Boord 1Il,:-'eting attended h~' one member of tile Panel, all 

the members were well prepar'f,{:/ [md par'tici pated /let ivcly in the discussion. 

Every issue before the Board \-IUp. treated \..;i th great care and deliberation, 

and the Chairman mndl! every effort to ensure that all voices were heard. 

Relations ,,'i th mnnugemen t 8ppen.rt~ vcry congenj a I. Ho~:cver, some of the 

import.ant documents (e.£;., thp. Fl\'(c--Ypar Workplun llIld t.hf~ 1990 ProgroJll and 

Budgets) were not and lnble un ti I Lhe morni ng in which they were to be 

discussed, and did not appf-'ar tu have rleml suff icif'fltl y cons icier'ed by staff 

before being presented. In controst to the consdenUous approach of the 

present membership, there] S Home evidellce that IXlst Boards were not WI 
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vigilant as they might have been with respect to monitoring financial 

matters; the fiscal situation in 198; is a case in point. 

All of the issues raised by Board members in J\.U'le have been examined by 

the Panel and are touched on throughout this report. 

Since I un's inception, minutes of the meetings of the Board and its 

several COIJlllit tees 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. operatiCXl.B. 

At the request of the Punel Chainnan, Board membel's present at the June 

1989 meeting were asked to complete a survey fonn ohnich coverd the Board's 

role, responsibilities, and operations. De\'eloped by Selcuk Ozgeciiz of the 

CGIAR Secretariat, the sW'vey considers Board operations and relationships 

in great detail (196 questions); the results should aid both management and. 

the £3oard 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 \"°as ~ome\-°hat more restrained in considering its own 

internal relat ionships and its Ohll perfonnance. :lembers felt that they 

would beneH t from a more effecti \'e orientution and that they were not as 

h'ell infonued about Institute affairs as they would like to be. 
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3. OOGANlZATlctl AND ~ 

3 • 1 • Current l'mnagement StI"\Dture 

IIM! is organized in four princiJ:al divisions, each headed by a 

Di rector who reports to the Di rector General. In add.i tion, lhe heads of two 

support office9--InfoI~tion and Project Development--also report to the 

Di rector General. (See organogram, Figure 3. 1 . ) 

!~S~E!:_~.!.l 
INTERNATIONAL lRRJGATION MANAGEMENT INSTITIJI'E ORGANISATION CHART 

l>!llEnnR 
Lt.NlJlAL'--r-··· 

........­..-~ .---. J 
I OlllEClUR OIRH"OR OIUCro. 01 Rf.CTUJI 

PAXJ5TAI'I 
"--.~--

!'RlXiR'-'4' I'lW> 1Ipu"\11ON~ , 
.,. --

tr!'oANCJ.. AOML",,'ITlUno" 
.. --­ -.- --"'--'---' -

Hf.An PII()JECT 

l~fOR!.tAl1l" IIEVl'IIlPMt:"fI 
UrFlLrII 

nU.....HI( RU,IO'''II nv.J:-;'NI, 
KE5lARUI l'ROLK.\'1'HAir HAn '\TAH 

--~ ! .
,..1" .• ,'!. 

I I!"fUr.,. .... ' ,,"_,III'''' 

The Programs Division is responsible for lIMI's thematic activities, 

speci fically thematic research, regional or mul ticOlmtry projects, and 

mruUlgemenl training. 

The Field Gperations Division in responsible for all of the Insti lute's 

country-specific collaborative fi eld projects, wi th the exception of 

those in Pakistan. All other country uni t hee.da r{~port to HIP 

Director, Field Operations, and are responsible for t.he I· n.dp,·qhip of 

IIMI field research and. training projl:!ClB in the cuuntry c\)n(:I~n)ed. 

At present, lIMI hus reHidenl Hillfr in Ranglu.de!:!h, Hor'oc'co, Np.}ul, the 
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Philippines, Sudan, Sri Lanka, and West Africa. The Sri Lanka-based 


field staff also nanage projects in India; the West Africa office, 


located in Burkina Faso, is designed as a regional operation that will 


oversee projects in several neighoorina countries. 


The Pakistan Di\'i~ion is responsible for all IlMI project activitLea in 


Pakistan, the largest of the Institute's cotDltry operntions. 


The Finance and Administration Division i.s responsible for planning and 


directing the financial, persormel, fAlrchasing, housing, and. 


administrati ve support service8 of the Insti tU1 e. 


The Information Office is responsible for lIMIT's information activities 


and publication facili ties and for the public relations affairs of the 


Ins ti tute . 


The neh'ly established Project Deve.lopnent Offic ~ is responsible for 


assisting the Institute in the identi fication, fonnullition, and. furding 


of new projects, or fresh phases of existing pI ojects, and works 


closely wi th the Di rector General and the Di vh ion Directors. Thf' 


office may also have project moni toring functic n.s, in support of the 


Institute's country operations. 


This structure went into effect in ~ember 1983 after approval of 

IIMI's long-tenn strategy by IIM! 's Boartl of Governor3. It superseded a 

structure that inclooed a Deputy Director ('.Jeneral and a Director for 

International Programs in addi tion to DirectorB for P:lldstan and for Finance 

and Administration. In conjunction with the strategi ~ planning, lIMIT 

lDf1l'l8gernent sought to devise a structure that would: 

2 The activities of all three progrwn divisions ;U"e described and. 
reviewed in Chapter 6. 

1 Specific details of the Finance an,j Administra .ion Division's 
functions are discussed in chapter 4, 
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provide the necessary control sui direction wi thout being urxiuly top 

heavy or adding urmecessarily to lOO's indirect cosLa; 

take into l\CCOW1l that th~ bulk of lIMI's program involves rountry­

speci fic fi e ld projects; and 

facilitate the lntegrutlOn of 11m's tht"~tic research . 

.-\ possible geogruphj(' :fc'.,I!,., conllIlenLl:ill orit!ntAtio/1 of d.lrectorships 

was ultimntely re,;("('t<..,,-i '~"..; 'L'IIt"F~r'." '.;-: ~.'-' Li,in,i g(l",!. N(lnet.hele~'1s, 11M1 

progr''..l1lII\llt.ic divisiulls, h'hlf.'h if:! ll(~~t>d if the rnHtitl1tpl~ obJective!) are to 

be rcnl i zed, 


PrognulJ,s lll\ iSler, ~~Iaf'f' in '~fJllilh()r'at lot, W1 th t.h(~ Fi(~ld OpernUnm:; Division, 


h'ith the {'e, rUle r' aL-il' 1.I)l'hillg ,,'Lus','],\' h'ith t.he cOlmtn' staff ill the design and
. . 
den?lopnent of {'j .-ld pro.)L'f't.s to pnBur,~ lhei r i ntegnlt 10n wi t.h thematic 

:0 /;'ddit j(JI., th,: 1'11<'1 that ~;1I reI"; JrlleI11JJ.tionul ~itaff ~e 

l(>,~[\ted J:, allY ~I\'''/I ('()uIIl/':-;. 'f'lli,j,:<"i \;Ith r,hp multidisciplinary oot.u('e of 

IfNI's [1/'tljl:'Cts, In''lLn~ til:\! r:",~l,.·d dls(,Jr 1lTVH'Y 1.':..:pt'T·i ise must often be 

sO\~ht ()IJt~lid., UII' l-:iV"11 p""It'('1 ",taff. \ith'-)\l",~h l~xt,E:rr.al consultants are 

onl' S(lUr,'(' of ~·;ud'\ P'q)t'/'tisl~, 11~'11 also :;';I't+,S \.,-, n'~,;pond tu this need Lhr-ough 

"illt('/'n.a] ('onsL',1 tan!.s. '. f. n ]>11.11'1 it'(:, t.1l.! i nt' J r~x i hi li ty of some pro,we·t 

fundillg, rlislw,lCt', and 11 pt',:-..jlif'(·tio/\ for' self·-.':iufficiency have so far 

inh i b! tJ"1l r I (),.,.(, i ntl'r'-d i \. !.S IllflLl t i /lter'act ir.n, 

] HiJ 's d., II bpr'at (' d('('.' S Uitl 1.1 h'urlt in B dL'c~ntroJized munner, and the 

relnU\'(' isc,jatil)fl of interrvlLinnaJ Ht.n.ff in t.he irK.tividuul counu'y units, of 

course, fTI[\P,'~S cunsultation fllld (ooroinatinrl more difficult and presentg an 

add it i onn] chul Lt'nl:<P t.o ~en i ur 11l."lJ)J.l,l5pment. 

;\ L presenl, tilt' IllS t.i ttlt ('" i G cuns i U(' r IIJg 'I proposal to remove the Sri 

Lank'3 field office l:-lwfr from the hr:asiqunrterH Sil.f! u.nd RP.ei( WOrk8p/l.C'(~ for 

thc',n I.; i thin the i rr i '{1I t ion IIll fI i R trr. They I.J('UJ d t ItW-l hi· 1 n n TX)~ it i on more 

uHalogous to other ('oUJJtry program staff. ;\bJt> t.o ntat.· OTi u daily bnsiR 

I..·ith host cmmtry officials WI th I.:hom th~·.v co]laborule unci (,V.'1l1pt from t.he 
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ine\'i table headquarters management tasks that fall to those close at hand. 

The Punel sl1l=porlB lh is proposal and believes it would lead to un ev~ IOOre 

positi H~ and productl ve relaU onship with Sri Lanka irrigat iOIl IIlWlagers. 

The Panel has sr~riou8 concern Bbout IIHl's current administrative 

structure, based primaril:·,. on the fact that proiralIInatic responsibilities are 

separated into three divisions, each under a Director rer-s:-~~ng to the 

Director General. The 1nst1tute, in effect, has three program leaders. 

Despj te the obv i ous nf:(''Ci for c l.ose, continuous interaction among the three 

dhisiolls responsible for planning and carrying out IIMI's total progrrun, the 

present SLl'\JCture appears to contribute to a fragmentation of effort. 

In t.h0 first Instance, the Panel finds little rationale or merit in 
•according speci aJ rli visionll.l status to the program in Pakistan. E.'(cept for 

its size und UH: slx'cial status accorded it in the agreement wi th the 

governmpnt pC the ('(luntry, the Pakistan program is little different from 

other country operations, thl' Punel suggests that the Pakistan progmm 

should f'tmct ion udmi nistrnt i \'el~' and progranJll1tically h'i thin the Inst i tuU! in 

a manner similar til the oLhers. 

:\ second concl·'m of the Panel is the relationship between the Field 

OperatiullS Division and the Programs Di\·ision. EMI's work in a single 

COWltl'Y is, udnllnist.r'ativel:.-, under Field Operat.ions, yet a multicountry or 

regional prcl.1(~t ('omes under thp Programs Division. Noreover, the latter 

has ~ell gj\'f~lI responsibility for thematic research, while IIMI's strategy 

statement rpcognizes the need for the Programs Divisions staff to work 

closely with t.he staff of the Field Operations and Pakistan Divisions in the 

design and d('velor.xnent of fleld projects to ensure their integration wlthin 

Tl~ll's thr>matic str'1lt.f~gy. 

Thf' Panel fails to appreciate the rationale for separating, 

adminisLraU vely and prognuumatically, regional or mul ticountn' opr~rntions 

from the operations of a single country. Nor does it appreciate thl~ 

rutionale for separating the efforts in the field from the thematic research 
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carried out at headquarters. The two !!.reas of effort are highly 

complementary and must be clos,!i), integrated if they are lo be successful. 

The Director GenerCll achnmdedges that there are some problems h'1 th the 

currenl st.ructurp, and tilt· hmel understands t11ut hI' is unalyzul,g I.;nys Lmd 

means to improve lhe situat.ion. I,dt.h PLlch lJivision huving itR ('\.11 ['udgt't, 

and persormel, there i8 no Onf' other than the Director General tt1 ensure 

there is, indeed, 8 slngle, \-'f'll-lntp.gratt~ and cohesive progr'um \.,lthirl tiK~ 

Institutf~. It does not selJl1I 1 i1H'Ly that the Director General I,Jil] have the 

time to gi'.'f~ continuing, dir'!'Ct., inst.llut'''-t,,:icie len,cicrstllp to ~u('h IJl'\I~~rnm 

formula t j (In H.nd exeeu t ion. 

The l'ur1f'l i8 ('Ognl zant, hOh'ever, of tht" fact that tht· current nLn..r-turt' 

has been in eff"ct fur lit tle mor'e than a year, and that sOllie may conBider an 

imrnediute change pl'f~lIIaturr~. \(-\'C'r'tht'Le!:ls, the problems encountered in the 

operation uf Uw ~lJ'uct.ure dl,,.~t·r'\'p ('urcrlll III t':nt Ion. 

The Panel !~~:~orrllll(~!.lg~ that. trw Pi n:rt()f (;enera 1 fUld the BO(1ru of 

Governor's consider' flIl I:.ldlHirll~;1.1'al J\'-/' ol'p(I,mi::nl.uHlal !:Itructure that. will 

fncilitntf> tIll' ril:!-liL;n Lllld "v:cut,inn nf 11 c'uh..~,;ivl', Wl'll lnt.egraled im"titute­

,,,ide pr'ogl'uili. 

used to help achif"ve Lhe gOIl) Ill' Caed i..tutiru~ "the riesign and execution of 11 

cohesive, well int.egr'ut.ed In:.;! I tl1l':-I,'IO(' pr'lgrllill, "\\.~'Jrdingly WI' '/laKe no 

recommendat.ion C'of}cer'nilu.; f:t Inrt 'jC"ll:H' sU'uctuJ'(', SlT1Ce t.herl: hilS not been an 

opportunity to :..;lud,v th,. mat.tl'c' thclf'oughly. lIuwevpr, one pc':.'sillk appI'oach 

(among thoHL' I.;hich rrllghl be ('(lrl<-;idl::'('d) ("lllld in..,())\/· III" nr'pnifltlllC!lt, ut' H 

Deput." D i rl.'c l.cw Gcnl:r'u 1 fol' I'ro),(raws, I..' i til resp:)!)s j b i llt,y fnr u'·()rd I nil I. ion 

und leadership of the loLal rl~g/'HI'ch Hnd t.r'uinJrlg TW(iL!r'HlII or f.!lst.it.ute,t!'j(' 

including those uctiviticH nOI.,' cllrrit:'{i uut. ln the Fir:ld Opf'r'ltion~" I"r'ogrums, 

and Pak i stanD i vis i UriS. 

It t,.;ould app<~llr tho t.. such a change could be implemented t,.; i thnut a 

major change in the currl'nt structure. There could still br~ a Director of 
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the Pakistan program (in accordance with the agreement with that country). 

Moreover, there would likely continue to be a need for a position slIch as 

Director of Internatlonal COllperation (or another appropr Hl,te ti tJ e) \,' i th 

responsi bi li t~' for adminis tra t i W~ relationshi ps ~"'i th c()opL'rat i ng count ries 

including maIly of the duties f;O\-' perfonned by t.he Dirt'etm', r ield \..Jpel1:ltions. 

So uc.iditiollal po!o;ition~ I,ollld be required. Stich a structlll'p would 

call for one less L>ir'CI..~t()r, h'lth that UUe being rpplaced., If I eft'L'Cl, by the 

Deput:." Director' (;enf~ral positlon. 

The Panel bf~li~_'\'I..'S t hBt. such u str\Jct.'JI'f~ \,.,·ollld ocidrC55 nHnr (,f' the 

difficultip<: expn'ssc'fi uOo\,f' relating to tht.' current stru('t.ul'L~. l!()\J(' vcr , it 

again emphasizes that it is not rpcnnlnendlng thi!-; strtrt.llI'e. This 19 heing 

presented u.s une rul\ong, pe!'lll.l,ps, muny options hhlCh might be con..'Hdf~red. 4 

3.2. Leadership 

IT'11 's hlSUJ['Y is sharI. LUlri, like it.~ CUrr'f'l1t structurE', 9(!VCl"al 

senior maru!gt'rs an' C'C,juti\'t'iy llf!\"" in Uwir positions. The Clll"I'ent Director 

Gf>lIeI~d 1 .J\ 1i!1f~ j 1 IH' l tiS tIt \I U· as [¥>pu t.,\" ili rec tor (.rl·nf'ra 1 in la tr~ 19Hf) and 

:1SSlmlect his leadership ['('sfJUCl:-;ic1ilitLcs In ,JurI(: 1987. HI' succel~cd the 

fOWldillg DirpC'tor Gf!rll'['aJ h'bo h:ld 1akr'!1 up th!: 1,J()~t t!Jn;v yean, l~arJIL'I'. 

'Thl' Din-'ct,oI' of ,\cimiTllstr'utinfl .Joined the staff in \pril 1987, SUccPI'<.Ung OJI 

acimillistrntI\'C officp!' d'tr'I' a hlat.us ()t' SO!1lP ~".ix m()ntk-;, Tn., [hrC'ct.()l'~ of 

th(' threp pI")~rrunmHt Ie rii\ i~'J()[):-, "·f·re apfX'lintt'd, as !lllU~, only 1(1 late 

19BH, although the Dirf~ct()I' or' IP[J Pulusuul hari ser'\'pd as Dlrect.or' of 

lnterllutionnl ProgT'lJIns sinL'l' 19HC. Thl~ h,ut!'l illlr'!''''' thilt thl' In:-:titIJtp ~ill 

b' fu\'on>o I.:ith :-:OlIlf-~hhnl man' stat)i I it,\' in t.op maClHL;t'I\W'nt. iT! 'lIP C'TllCHiJ 

~'ears ahead W1d not.es the '_'(Jllsidt.?r'ablc arh';}IlI'\·IIIl'll!. in plullning and other 

asper:ts of administrut iOIl ul.Irlrlg 198~L 

4 GnP. Pane l member t '(,1 i "\'(>5 thll t the pr'ob Iems of t,he or'~; lf11 zaU anal 
strllcture', i.e., the roles of thp variolls divisions nnd thf' c()n\~ern~ of the 
field Imits, requir'f' cun~ful st.udy, and it. LS not appropriate to p'f~.iudicf.' 

that stlldy b~' suggesting 11 TX)ssi Gle approach despi I.e t hf~ clari {"icnt lem that 
it is not a recorTInendn1ion. 
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The Director General has impressed the Panel us a strong und 

insightful leader \,'1 th the abi Ii ty to articulate forcefuHy ] 1Ml' s plarls and 

policies. t\rnong severnl udmj l' I S l rati ve innovations he pCHnts tu ill Lhe past 

year is the estnbl i"lhrncnt of' n Management Corrlllittee to revlch' II~LI 'H lnput, 

output, tUld lmpact. 

111e 'lunagernent COfJJIli lte~ is comprised of tile Direcwt· Gelll'!'ul, the 

three prognuJlmntic: Vi rE'C'lors, and the Ui rector of Finance nnd .Villll ni~tration. 

It meets quarterly for' t,,'O t.(, three full cinys to discus!::! and tlll~f' d('o{'lSions 

on a variety (.If issues, inc tllcilng intenmtiomd stafr r-eCrlll tJJl(~nt., 

pUblicatiolls, the CIH'rp.nt und subsp.quent yeal"s bucigpts, and pr'OrX)9L'Li 

projects; it also mun i t.Ol'S pr'ogr'es8 on ClIrTCn t pn),)('ct3. Thel'(~ is some 

concern UIlJ(lllg c; til f f tim t thf' in fr'cquency of thp meet UIgS de II\Y~': some rJl1:\.Jor 

d<=.>cisi •.HlS lHHH'Cf'!:)S3n Jv; ilion' CrequC'nt lllt'Ct irJg8 would fJr'(,tl.'lbl ,. ly' rlesu'able 

h'ith th~ \'i,'\;~ ()f th~.' Din'ctrl\', Puldst~Ul Divisioll ill('OT'J')[':lt.·d in a mHImer 

othe r' thEW b.\· 1: 1S PI't 'seller? . 

llH\'f~ an 1n(':,11[1:1.1 Illnclv~()n II,,-,,·t.lltg !-(·ddy. ~linutt's uf t fit' "iUla,!:t'!lll'nl. 

C'olrllnitteE' mef~ting!-' an: ]l1'f'pnr'/,{j mId clistribut<:.'Cl \.0 IUrLi('q~U'I~.';. A l'~~PCH't 

sununal'izing tlw df.',_·isiullS I.1t1H'11 l!:' sent. tu all internat.1UIUll ~.;tat'r. 

The Du,\,C'tOl' lIf.'llel'ld Hi~) (_·halr's r)lIllunUd.\· 11I(·,·t lrl>.,:~ ill\di'.lng tiw 

inter'nutinnul stafr bas(-d at hp;..ll:iqullrtf~r's, a~, 1.;(·11 :10, I'''-'~l:~'h W\~lo(.'ill1t~B and 

o'l.her sl'njor membc'rs of lhf' national staff, lu dIS!'I] '. admiCiI.,t nt! 1\., 

concel'ns, r'f·p')rl. un progr'1lI1i mal.ten;, I'LL·. ~1illlJt.(·~. ,.j 111":,(' 100('(·t :rli!,c, 111'(: 

circuluted to staff' in lIMI offwcs thr'oughout til,.. \.i):'i':. 

The chronological files ()f IU"l1 lntprllut.iof1ld stnff and ~,{)!H" ,lenior' 

national research associutes, uggrf'guted hy llrllt, llrt' du]ol i( at"d and Rhared 

a.B another means to ensure that all are kept. lihr" 'as \ () t I: Jr: 'U:: JTCl~!'t :ss and 

plans illld. other relevant management issues. 

In addition, all intel'nntional stuff take pur·t in I.h'· rmlllllll Irlff'I'nal 

Program Re\'iew last ing almost a week; and the Heads uf l'oLlIILr'y 01' "Ilt iOlls 

also travel to headquarters for the annual progr'1UTl plnnllln~ meet.lll!!" In 
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fact I most other international staff are in Sri Lanka a second time in tile 

course of each year as participants in workshops. 

Once or twice a year, or when an occasion arises strh as the move frau 

Digana Village, the Director General meets wi th the entire Sri Lanka-based 

staff. 

The above measures demonstrate the concern of the Dire(~t or General to 

keep staff infonned unci 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 munagers (e.g., the" Director, Pr-ograms Divi sion,~,he 

Head of Sri Lanka field operations) alrea\CIy meet regularly with their stuff. 

It might be desirable, however, to make explicit a policy that IIIIUID.gers 

should meet regularly wi th members of their stuff, to facili tate upward as 

well as downward cormJunication. IIM] might also ~onsider reinstituting an 

informal stuff newsletter cover'ing program information and staff lIews, 

perhaps on a monthly basis. Such a document could be b useful tool in 

building eSpl'l t wid n cOIlIlli tmenl to IIM!' s goals flIDOng both international and 

national stl-.. ft' spread so ,,-ide] y around the world. 
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4. AVAILArHLITY AND r1ANAam-mm' OF RESOOHCES 

I IMI 's Di rector GenE'ra 1 is supported by an internationally recruited 

Director of Financp and Administration who is responsible for the Institute's 

financ i oj and human resources lW".nagement as well as other aspects of 

administration. Six departments report to him: the Controller, Personnel, 

Maintenance, TraVf~l, Administrative Services, and. Office Services and 

Supplies. This chapter will describe the responsibilities of these units, 

COllluent on the systems in placp and the quality of their implementation, and 

note the issues that currently need attention. 

4.1. Financial Resources 

4.1.1. Organization and staffing 

ThP Controller supervise!'! three professional and six support staff, 

including a budgfc l officer \,ho joined the unit during the Panel's first 

visit, In addit.iun to maJlugement uf the btrlgeting arx:i accounting functions, 

the Controller's l)elnrtment IS olso rp.sponsible for IIMI stores. 

Because of the s i 2(' uf the uperation, IIMl Pakistan has i t.s own 

accounting staH and lJIaintains u separate set of books that are independently 

audi ted hut ul tilllUtyly integrated wi th those of headquarters. The other 

field offices operate \."i lh irnprcst account.s, sending in monthly coded reports 

of expendi tun:!'; wi lh supporU ng documentation. 

4.1.2. Budgeting 

Thp InsU tute ini tiated in 1989 a new budgeting system in ccrmection 

~"'i th plruming for calendar year 1990 that is designed to identify and track 

the costs of individua.l projects. BLrlgets are initial1y prepared b? each 

project leader, ll11d the system makes provision for "buying" the time of what 

IIMI tenns "internal consultLnts, " slaff of either the Programs Division or 
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of other field offices. As noted earlier, this is an important 1geanB of 

bringing the needed expertise to bear on Umplementation of multidisciplinary 

projects, al though external consul tants are also utilized. 

Successful project budgeting invariably requires some experience on the 

part of staff, and, not lUlexpectedly, the benefits of the system were not 

fully realized for budget year 1990. Equating the demwxi for staff time 

wi th the supply available proved di fficul t in the first year. (For example, 

TINI calculates senior staff cor: '.:.s to the divisions on the basis of 200 

~orking days annually, after subtracting time dedicated to planning and 

program reviews from the total nL.lnber of workdays. Hence per day costs 

~ould be the aroount 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 s~'stem is a step in the right direction and one that 

~ill enable the Board and management to evaluat~ objectively the cost/benefit 

ratio of individual II~ activities. To ensure its effectiveness, however, 

the Panel would encourage nanagement to devote more effort to helping project 

leaders understand the system and overcome the inhibitions they feel. It 

would appear t.ba t there was a good opportunity to do so during l.he Internal 

Program Revie~ week, \o.nen so many of the field staff were present in Colanbo. 

The Panel suggests that this be a subject for the next year's agerx:ia or for 

another approprintE time when the full staff is assembled. In the final 

analysis, collaboration among IIMI divisions may rise or fallon 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 resul t of its strategic planning, and (;()nsistent 

with practice in the CGIAR System, IIMI is no~ projecting operational plans 

and bud~ets 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 

managemen t and by the donors that support I IMI '9 work. 
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4.1.3. Accounting and lIIBI1BSement infonation syStems 

lIMIT is in the process of finalizing manuals that outline financial 

JX>licies, accounting procedures, and computer operations. 'llle systems that 

these documents record seem to be working well. It now provides lllWl8gement 

information in a much more effective arxi 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, Bl¥i project leaders. 

Project reports record the costs of staff fran both the project unit and any 

other st..'lff from \o,nich contributions were made to the project, derived fran 

mon thly time shee ts sublli t ted by each staff member. Nonetheless, IIMI has 

plans to upgrade the information system in several WSIS, inclOOing the 

installation of computer networking facilities that would provide manag~nt 

with instant access to data. Although employee time would, of course, be 

entered only n~nthly, other ex~nditures (e.g., purchases, travel) could be 

up:lated wi thin twc to three days of e:-..-pendi ture or ccmni troent. 

4 . 1. 4 . Audi tiM 

I un conducts its internal aucii ts wi th the assistance of Nanagement 

Systems, Ltd .• a subsidiary of the accounting finn of Ernst and Whinney that, 

until recently, 1.11so carried out the annual external audit. Staff of the 

internal aucii t branch spend about a week each month at the lrurti tute, looking 

essentially ut fi rH:.l.llcial controls, and prepare a report to the Director 

General. A revie\-,' of the repoI'LS reveals only very minor points raised, all 

of which are routinely pursued b~' the Direclor of Finance and Administration. 

In 1989, un external finuncial consultant reconmerrled that each year's 

internal mrli t should be based on an annual plan prepared in advance by 

prospecti ve i nterna} audi tors and approved by the Governing Board's Executive 

anci Finance COITJDi ttee. Th.is recolTlmendation has been accepted by IIMI, and 

the 1990 inlernal aud.i t proposals prepared by two finns will be reviewed at 

the Committee's February 1990 meeting. 

'The Board approved in June 1989 the appointment of t.he Colombo office 

of Coopers and Lybrand to act as I IMl 'g external audi tors, both on the 
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grourrls that a change of firm from time to time is in the interest of 

cautious management and to separate internal fND external atditing. A 

review of past audits by Ernst and Whinney, however, indicates financial 

affairs have been maintained in goed order j ccmnents made on nmagement 

letters have been relatively minor. 

'The Board of Governors handles its auii t responsibili ties throuah the 

Executive and Finance CoumitteE:, which reviews the atrlit statements ard meets 

annually with the external uuditors in exer.utive session. 

4.1.5. Financial position over time 

As is the case with most new insti tutions, lIMI has grO\-on rapidly 

during its first five years as it has built staff and. initiated projects. 

The budget for calendar year 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 pr'ojccted from 1990 to 1994 is approxill8tely 15% 

per year as shown in the cht.U"t below. Unrestricted sperrling is projected at 

about a quarter of the total over the fi ve years. 

Table 4.1 Projected Operational E.xpendi ture 

(US$ ,em - in 1989 cons tan t dollars) 

1989 1990 1991 1992 1993 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 

Despi te the desirabi li ty-- full~' sUPIXJrted by tile Panel--of maintaining 

IIMI's momenttlll toward a critical muss of staff and projects, the Panel is 

concerned that funding for the project(.>(] expendi lures 100.)' be difficul t to 

realize in view of the generally depreH8eci outlook for agricuJ tural research 

funding. In fact, as of Januury 1990, IIMI can only depeoo on receiving 

-30­



about mt7.1 million (15S1.9 millioo in unrestricted ftnis and US$S. 2 rnillioo 

in restricted flU'lds), slightly less than was experxied in 1989 and 

substantially below the US'9. 0 million 8l1ticipated in the 1990 plan. To be 

sure, additional. funds may be attracted as the year progresset1, and lIM! 

lIIBn8gement is working hard on this prospect, rut the Panel considers this to 

be a serious problem. 

100 has DBintained its lx>oks in balance over the ini tisl years with 

the exception of a period in 1986 arrl 1987 ,,'hen several restricted fund 

projects were underbldgeted and subsequently overspent, due to lack of a 

proper system to IDOnitor ~es. The· Ford Foundation, which has been 

generous throughout the Institute's fourding years, and the World Banl~, came 

fonl8.rd with 1987 grants of USSO.3 and US, 0.75 million respectively. 111ese 

grants, together with rechY...led spending and tighter controls e.nubled 11~1 to 

finish its 1987 financial year with a modest surplus. Since that time, 100 

management has ~ ita financial control system substantially. 

4.1.6. Ratio of restricted to unrestricted funding 

lIMI's ratio of restricted to unrestricted funding (see Figure 4.1) is 

considerably higher than is the case with most other !ARCs. In part, this is 

due to the Institute's strict use of the terms; ftmds are designated as 

"restricted" when a donor has stipulatecl nothing more p~i RC than their use 

in a given continent. Thus, one might argue that almost half (USSl. 781 

million) of the USS3.480 million restricted funds in 1988 couJd legitimately 

be redefined as unrestricted, in that they were 1) limited onJ y to use in a 

continent or a country in which 100 planned to work, 2) fundEd an activity 

previously covered by unrestricted funds, 3) or provided seccr~ sLarf for 

regular 100 positions. 

Furthermore, the more ready availability of restrlcted grants for 

COtmtry-specific activities has enabled lIMl to grow vigorotlBly 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 lIMl' s host 
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cotmtries, \,nich IS essential to the success of the Institute's particular 

mission. 

Figure 4.~ Unrestricted/Restricted Income 

1984 1985 1986 1987 1988 1989 1990 1991 1992 1993 1994 
'fear 

r------- ---------­

_ Unrestricted Income m Restricted Income 

Sonctheless, the rat 10 IS a constraint on III-fI's ability to define its 

O\-,Tl themat ic research pn)~nurL<'; and sustain its country operations over the 

long tenll. Resear'ch, such as in the field of perfonTJW)ce moniloring-- fl 

high priority of the Bollrd--mrcly attracts restricted funds. lIMl must 

have the financial flexibility to pursue its strategic goals without 

interrupt.ion, 118 h'ell as to ensure that there is no brenk in a country 

presence when inrlividUA.l pro,jpcts corne to an end l:x>for'e negotiations for 

subsc'lU"!l'- al.'t i \' j t if.!S r~T'f~ rOlTlp] f~tt~. Several "bridging grunts" hfwe helpPd 

in this :lr"'fl in thp I~~t, but the n(!ed to focus on fund raislng h/U~ detracted 

from thf~ time fif'jri stuff cnn de\'ole La reseur(~h Imd pn'jcct Jmplpmf:ntlltion. 

:\ r'elatc>il iS~Uf~ is t l\l~ fact. that 1I~1l' s rf'Hlrictc>(j fund donors have 

}:x't.!n ['eluctanL to r:uYt'!' ~hp Jndirect co::;ts attribull1bl~ to thetr projects. 
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Table i.J 19~qL-Lf,.ui Indirect Costs Recm'ered 

(LS$ O()O) 

~!l_r~~H tr.tc.!~ Res t r'ictP.d---_._-­ TQ..t~! 

Direct ro~ts I ,ti5H ~" ~~9 6,HH7 

Capi ud :37 :361 w~ 

Indirect costs ·1:15 I, :JiO I ,HOi) 

Totul 	 :::,IJO 6,960 9.090 

DurilU{ the plan period, t hp iOO irpct cost rate u~ u fX-:,rcenta~e of 

direct costs is e:q:>eeteci to decr'euse urlllU1J.ll~· as fo110\<"5: 

1992 199:.1 I 9~:f.I 

') .~6.:'! 23,~ _ 1 • -I 18.7 18. () 

included. Fell' f!X'-I.IIJ[df~1 tht' 110\·l:- ,!slahll~;~w·d ~TO.Jf'('t. [~,\pl)!.'(]j(·n' Uffice, 

not nm.. cOrlsld"T'f.'d IXlI" uf Jndlr·'.·ct ,"~sl~. l:"; it \':dld ''';Uill> l't \ ' J'I':~"nrch [J.!)d 

field m:ll\l':-' IlS an' S()lnf! \)r' t!,.· ;l.cti\'il.il~S (urJ'l~ntl:- "'rt',o:illf,d h~' '.hp 

Informnti.otl (·ffin:, 

T~l" Fnn/: I r.f~()ll~Ill.~rl,i'" t ha J I"ll matl:.lJ.!f>fl!I·nt: 

a) re\ il'''' th., ('c,mr)!Jrll'n'-" l)j' Inciin'('t '~ost.s to ensure that all 

If'~i t i~n:,' (. f-'lf'IlII~II\~' :11'/' Irlr.lll\j(~d; 

bl 	 m(l\'(~ \'igr)rlJtl~l:, tu incnqYlJ'nt.(' in(hJ'prt CLJ"ts into all proJPct 

huclgnts arid (:xpL(If'f' thp r.nsc"ltJlll t y oj' !,Pf)Pl:',i IlItll~ (~:·.I!-'t.irtg 

ron true h .., , 

projp.cts rf.~'ognize t.he npt:'Ci to fld 1...· t'urld thl' iud) 1'\,1" 1_'1 'sL:~ fllI l'l ...· 

attributable to their' p'r",)L'ct.!:! and pr·oct~I.'(i tv~('()r'f11I1d::, 
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4.1.i. Liquidity and cash management 

lIN! maintaills 1ts prinej pill UCcOlmts in CITIB:\.'l.K, ~;e\.; York. The bank 

is under insU'ue't. itlTls to transfl~r' aIl~' surplus in lhp checl\ing aCcOlmt over 

L:S$lllO,OUO t.o it cush n'~er\'t' account and, I1H uppropI'inle, to invest the 

excess funds in short-term time deposi ts yieldllu.! r:uITent.l~' about 8%. 

Approprlatf'l~', 1I1.!11IH~['ment and ooard ha\,(' opted for' 1..1 C!lllt lOllS lnn:stment 

policy, und t.he In9UluU~ earn~i uppl'o:-.:irnately LS$lGO,O{)() in jntere~t incOI1Ie 

in 1989. 

Thl.' Institute, nf coursf', muintains bank l.l.lX'ounts in Sri Lanka (in both 

t'S dollul's and r'upeesl und in (,tner 1.~Olmtrj(:s in hillCh stuff ar8 located. 

In all, Ii:!l rUllS', ,'!,.>r'ule in ten different CUITencies. Fortunately, to 

date, most donor rontributions hu\'p l::)(!t'n marie in U.'S. dollars, hnich has 

Pl'Otc'Clt-d I J:1I ngaill~' CUI'I'enc~' 1 )S!:WS cilJP tu the dppreciation of the dollar. 

In nddjt!"II, rillring 1~H8, ttl(' Inslitute bcrH'fiU::-<i Crornn 7% depreciation of 

t.he Sri LarJ',u 1"IJ)(:(' ~,i th ubout ~~% of totuJ f'xpendi tures in that currency; 

the rupee depn."C' 1u ted fur'! her In 19H9. 

~Jumt~emf!nt considers thL' current cash p'.)~Ji t inn satisfactory, }:6rtly 

because nne major donur reml tted its cont.r i but i on early, lind partly because 

the projects funded by certain other donors \.jere lBte HI getting off the 

ground. In fuet, l'xl.'f!pl for' lli8 per ioo in 1987, l-,'Tlich l-;/lF less a problem of 

cash flo\-.' than of inadequale budg~tary control, 11~!I hus not experienced the 

the cash flol.J problems of some of the OUlf'T' agricul tund research centers; 

lIM! donors hu\'!:· tended to meet th8ir corrmitment.s on schedule. 

4.1.8. Working capital 

!IHI's polic~' is to maintain a h'oI'king capit.J.d equal to three months of 

the unn·strirted budget. In principle, on~ might IUe~l!ofl j f this is 

adequate in vie\-J of the fact thnt unrestnctf...-j funds "urTpntl~· llCCount for 

only about 30% of the total bLJdget. ThfTf! i:" 1I11;a,\'s t lw dl.lrlger thl1t. 

restricted funds will be delu~'ed, as \o,'f:11 as tJw possibilit.Y that project 

costs may overrun project funcl ing. in fact, h()\.."p\'l'r', I PH pxpects to close 
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the 1989 books h'j th uPPI'oxiffi3.tely US$l million in reserve, half in a so­

called "Reseryp" account, hl11f as "~rating Surplus." The reserve accOlmt 

alone should be ~uff lcj ellt to accord to the policy requirements through 1994 

i f lmr~8trictt'{i funciing is rPLd i;:ed as planned. 

<l.1.9. Funding 

TI'1f is curr'ent 1:- suppor·tr~ b~' some 15 governments, foundations, and 

lIIultilRU,t'ul agfJnr'}(~s that ,.·'('!lIpr'l~f' the Institute's so-culled "Support 

GI'Ollp." Tilt-> Group Ill(~t,ts annually, usually in conjunction with Intern~tional 

Celltcr~; \~'ed\ of trl'~ <~'GL\J~ f'!lch fall, to rcvic"'" lIMI operations and to pledge 

fUlids 1'0)' tht:' for't.h,·,)ming :-pal', The Support Group has no organizational 

prl'SI~n(:e ill the intt~rifll, and llisti l ute' management must follow up on 

r'unullitlwnts--man\' of \,·hich cannot ty, firmly made'o.t the fall meeting--nnd 

f'(~spor,d tel indi\'idual dunur' {'UnC'erT1S. The current review is the first. 

crJIIUIl l SS l( 11l''Cl b~ tIll' (~r()\Jp us a \~h(, 11> , Thf! re 1a t.i \"~ in fonnu li t,y of the 

Support (,:'«uT' al:..;o l/'ad~: t() scorn.' iw..;titutional lnsecuritr, u.s well us career 

inser'ur'it:-' f(Jr'st.,tfl', III fLat fundin.; infunnation is received latc, and tLere 

:'rp for thE: moo-'1. IUr'1. liO (:ullUllitlllt:lllS, e\en in principle, be~'ond one yeur. 

This puts 11:'11 at ;\ .!i~<\d\:\lIt.ag(' ds 3 \'is t.he CGIM Centers that are ",,'ell 

spn":c-<J b,\' ooth tht' CCI.-\h :.lIld T.\C ~f'(Teturiuts, 

Tablt: I..' (m~:,;t [X\.gf.:') illdicat.es fuming sources for 1989 and highlights 

the lnst i tut(,' s clf'}X'rlrienc(> on thr: \"':n i ted Stutes Agency far Internationo.l 

Dcw~lor..fIleTlt (I.:S:\ID) and thl' Ford F()uriLlati"n. It should tx~ noted that tne 

World t-Rn1\ 1,'llS th.> lal'gf'st c'ontl"ihular of unrestricted funds. (The World 

Ba.nJ{ hus stated t.hat these fund...,; an~ IJrodded through u special annual US$ 

2.0 million allocation for the flon-associated centers, and tho.t it will be 

discont inlled onc(' tlw C(II AH haR cOrJcl uY'Ci its cOllsidernt ion of the ent.ry af 

these centers into the CGIAI( system). 

In Ll dua 1 I' ffc)f't. to incr'ease and divers i Cy fundir~, I HII f~S t abl i shed a 

Project Dc\'elopnent Office ] a I.e HI 1~H9. The Of Lee is churged wi th 

in\'estigating new sources of funds, wOl'king h'i th fie lrl alld headquarters 

stuff Lc develop project PrLIIX)SHls, and nJ{)nitnrirtg compliance \,Jith donor 
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requirements. I IN! has a substantial number of projects in various stages 

of negotiation at this tin~. As noted above, the Panel considers it 

entirely legitimate to include this office as part of Ill-II's indirect costs. 

Tablel. ~ Sourc!~ of Funds, 1989 

(US$) 

Unrestricted Restricted Total Percent 

Ford Foundation 400,000 760,886 1,160,896 15.77 


Asian J.)evelopnent Bank 574,667 574,667 7.81 


African Development Bank 202,600 202,600 2.75 


Aga Khan F ounda t ion 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 


IDRe 70,600 70,600 .96 


I FAD 313,000 313,000 4.25 


IFAD/Fed. Rep. of Gennan.y 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 7,362,45~ 100.00 

30% 70% 100% 

The Director General plans to p.1rsue roost vigorously an increase in 

lD1I'estricted flmding, in part by pressing for the recovery of indirect eosts 

from project sponsors, but also by regular visi ts to current and p:>tential 

donors. He notes that some donors tie unrestricted grants to IIMI's 
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responsiveness to their speci fic COlDltry 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. <Xl the other harri, where a donor has a specific project in 1Ilird, 

!IM! will only respond if the project is consistent with its strategic plans. 

It has been suggested to the Panel that private sector groups am. 
developing country governments n~· making huge invcstmen':.s in lrrigation 

technology might be approached for financial support. 

4 .2 . Human Resources 

4.2.1. International staff 

Personnel management with respect to international staff in handled by 

the Director General and the Director of Finance &nd J~inistration, assisted 

by a recrui tmen t consul tanto The 1990 budget, however, projects a pos i tian 

for a professional human resources officer to be employed at the national 

stD.ff level; this officer ma;; u.ssume some of the duties with respect to 

internationul staff personnel managf'mr'nt, al though a consultant for 

international recruibw~nt is being reulined. 

The current complement of 27 st~ff includes 25 men and 2 women. 

Thirteen staff members are locatc.."Ci at headquarters, inclu:ling three 

responsible for Sri Lanka field operations; 14 are posted in IIMI's eight 

other country operations. Fifteen nationalities are represented on the 

international staff, as follows: 

Developing countries 11 


Europe 7 


USA 7 

Other industrialized countries 2 
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Disciplines represented include: 

Civil and. Irrigation Engineering 5 

SocIal Sciences 5 

Agricul tural Engineenrlg <} 

Soil PhYSICS 3 

Agricultural Economics 3 

Management 3 

Education/Communications 3 

Agronomy 1 

Belol.. 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 \\orkplan projects n substantial growth in the 

staff complement as indicated in Tnb.le 4.5 be1m... 

Table 4.5 	~ Staff Gr-o..th and Q!str!~,Jticn atIO)Q 

QivisionslO1f,j,cps. 1990-{)4 

: /l I V I r,,, II 1909: 1'?ro: 1991 199';:': 1993 1994 
IItllII P 1 r 1 1 P T F' 1 I' T F' 1 

OO's 'JffICE' 1.0 1.1 1.0 1.1 1.0 1.1 1.0 1.1 2.0 2.2 2.0 2.2: 

FinNl::e I.. Mnin 1.0 1.2 2.0 2.2 2.0 2.2 3.0 3.3 3.0 3.4 3.0 3.4: 
1 

,'", I ..... 1.0 1.7 1.0 1.::­ 1.0 1.2 1.0 1.-:'. I 1.0 1.1\ 1.0 1.41 

1',lonnal.1cn 1.0 1.2 2.0 2.1 3.0 3.2 4.0 4.2 4.0 4.3 5.0 5.3: 

F'~r~ 5.5 8.0 7.0 9.1 8.~ 11.1 9.8 12.3 : 11.0 13.9 ,11.0 14.8: 
: (ro::r I . Tr illnH)(j) 

1 
1, .'11111"1 1.0 1.1\ 1.0 1.3 2.0 3.4 3.0 1\.5 :!.Ct 1\.6 3.0 5.7: 

Field ~aticns : 15.0 14.4 :16.0 16.2 17.7 17.8 :18.2 18.3 :23.0 23.2 :28.0 :n.7: 
I I I 

f'<111O:;~'I1 
, 4.5, 4.5 , 5.0, 4.8 5.0 4.0 , 6.0, 5.0 : 6.0 5.0 , 

7.0, 5.5: 

1"",1 	 130.0 33.0 13~.0 3U.0 1-10.0 44.0 146.0 ~.O 153.0 :U.O 160.0 66.01 
,, 
P: f 'r lJIlary 	AsSlc;J"WTBl ts 1 : 1ot.a 1 rE""'.=<O.Jrl:E'S used, ~ing in tD acCDln t l.oi¥'ls tol1run 

ot.J-Er U1 i ls and Ccn9J 1t..:n ts 
tc:>t.e : Of tre 30 plSi tions in 1989, t.l'n:!e a~ c:urTBltl y vaccY1t. 
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Open posi tions for international staff are advertised regularly in the 

Economist, occa~i("lnally in releVBJlt professional journal.s, and via a special 

mailing list of 1I~1l contacls. ~\anagement. is considering ways to broaden 

the reach of n_"Crul tment tU1d mny try, in addi tion to advertis ing, di reet 

soliel tation of al'plicat>LOIlli fl'o!ll pen,ons kn()\.,'T) to IIMI who possess the 

speciFtl qualifications need~d for tl. given project or research slot. The 

Director' GencI'8..l 3PIX) i tits [\ panel to review the applicants arrl recoomerrl two 

to fOLll" ShOI·t-listed ClUldiciales to spend t.wo days ut IIN! for interviews and 

a Sf:lllinaI' pr'f-senta t ion. 

According t(1 the Dirr'('tor Gener-al, IIMI has been successful in 

recruit.ing SUlI'f' of Lhe Jesin:d caliber, but occasionally only after 

e:-.:lem~ivc f'ffort. \o,nether or not this 15 due to unfavorable press reports 

about C'ondi tioIls ill ~;r; :"'SiIJm 1S difficult. to detehnine. Although 100 

sal1-lries BI·'-· ('ornpetit i\'f~ ...·It.h CCilAR standards, IIMl finds it ho.rd. to meet the 

snlaI',\' expectulirms of cerlaul Ilat ionalities and disciplines llE is the case 

...·jt.h other IARc's, und to comtX~!.f-~ ",'ith the older and thus better Imown CGIAR 

centers. 

Benefl Ls fOI' i ntl'rnI.ltlOnal staff are also in accordance wi t.h CGIAR 

center p['actice, ha\'l rw been dpsigned ~ a result of a careful review of 

other TARe stafr manuals. In addition, IIMI usps the personnel services, 

incl~jng jIlsllI'llIlr:e plans and pension lunds, provided by the Instit.ute of 

Intprnatiunal Educat ion. The IX) \ icif!s are no\,>' clearly Hti~lated in an IIMI 

inlernation:-I\ ~-:taff mantlHl. Include-a I.Uno~ them he the availability of 

stud,:' lean· for international staff to upl{rooe their skills, learn new 

techniq\lf~s, elc. f'['op)sals must .lusU fy the stud,v in tenns of relevance to 

Inll, but thprp j s no minimum emplo:-1llf~nt stipulatioll or limitation on 

duration. 

I I~1l 's dl:.."Centml ized modf~ of operation necessarily results in the 

isolation of some slaff. Four posts are staffed by single scientists; three 

others have only two. Th.is fact compels greater erfOl't.s at staff 

cOIJITlunicalion, beyond tht> two mt~ptings held at helldquurters each year. The 

means deviSl.. by 11m mrulugefll(~nt arf~ outlined in Chapter 3. It also'Ci 
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suggests that a substantial period of orientation at the headquarters site 

prior to ini tial outposting \o>ould be a \'aluable investment. 

The Panel recommends tJ1at project budgets be drawn so as to penni t new 

internat ional staff to spend a substantial period of time at headquarters so 

that they \o>iU come to understand II!'lI's strategic and operutional goa.Ls, 

organizational culture, and administrative procedures. 

The fact that so many staff are oulposted and work very independently 

prompts the Panel to note, as h'C 11, the importance of seeking researchers who 

possess, not only special ability in their respective disciplines, but also 

strong interpersl.al skills and cultural sensitivity. The quality of the 

rei8.tionships staff develop \·:ith irrigation officials and others in the 

project countn' lTlay ....ell be the det.enninant of qMJ' s ability to implement 

chp_'1ge. 

~\anagement has introduced an excellent perfonnance planning and 

evaluation s:·:stem during thp [JaSt ,year, a move the Panel cOrIITlends highly. 

The system incorporates a se.lf w~sessment against the prior year's 

"·orkplf.1l1, pI"~puru lion of thr' subsequent year's plan, and extensive 

consul taU on lJeU·:een staff member and supervisol'. 1'\.111 dc>cumentation is 

shared h'i th the employee, \,'hc. has the opportuni t~' to cumment in wri ting as 

he or she \:ishes for inclusion in the p-~rsonnel fi.les. The introduction of 

this type of planning and rev i e\'" system gives 1nil the opportunil:.' to ensure 

the worJ< of each individual staff member is derived from and contributes to 

the Institute-wide plan for the ~'eur and, in turn, the lortg-tenn strategic 

gOb.ls. 

The Panel \o.'aS impressed wi th the quali ty of international staff at lIMI 

as Hell as \.Ji th thei l' apparent. professional satisfaction. Allhough they 

spol<e their minds free 1y, coornents and suggestions made were constructi ve and 

gave evidence of considf'rable conmitrnent to the Institute. 
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4.2.2. National staff 

Ir~n 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 IIM! operates, and, in some cases, COtmtry 

leaders find it difficult to attract the skills they need. 1be 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 E ~ F 

Professional &Managerial 16 4 44 64 

General Services if) 29 80 7 162 

62 33 124 7 

Total 95 131 226 

While most staff are considered "regular" employees, IIMI's current 

pol icy is to hire on fixed-tenn contracts those national staff assigned to 

restricted fund projects. 

National staff positions in Sri Lanka in the "Professional and 

1"la.na.gerial" category are currently grouped into eight ~,alary levels; those in 

"General Services," into seven grades (A-G). There are posi tion 

descriptions for all posts, u.nd a staff manual documents benefits and 

regulations, including a well-developed system for perfr)I'tDaflCe appraisal. 

The manual serves as 8 prototype for the developIlcnt of personnel policies 

applicable to national staff in the field offices, although the policies must 

be adjusted in each case to take into a£..'Count local custom and law. Three 

such outposting pol icy documents have been completed to date. 
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Prompted in part by the move to Colombo, rIM! management recentl;,>' 

retained a consultant to conduct a salary and benefit sur'Ve~' WTIong local 

public and private employers 1n the headquarters city and e:x-pects to review 

the recoomendlltions of the consultant with a vie\-; t~urd appropriate 

adjustlllents in 1990, Field offices depend upon salary schedules developed 

locally b~' such ugencies as U..fDP, LSAID, etc., but use of a similar 

consultant in CE1ses I,here stuff munbers are large might be h'8.rranted. 

The Panel cOIlIuends the Institute for its concern for the effective 

management of nat.ir)flul stuff personnel and, especially, for the generous 

trpatment of the 80 stuff in p)si lions declared rt'Ciundnnt during the 

headquarters trunsfer (8 result of much reduced administrative and 

logistical act i vi tics), The ne\.,' IX>licy on national staff professional 

de\'e lOj'XlJent through I P'lI -SuPlxJrted training is also noteHorthy. The one area 

in \,hieh further attention seems warranted is in position classification. 

The gr'u\,:ing size of the Sri LanJ.;a st.aff suggests that the time has come to 

install a more s;,>'stematic pr(X.'eduI'e to detennine grade and Halury, one that 

takps into account. the responsibiJity, /.luthor-ity, knoh'ledge, and skills 

associated h'i th lhe pasi tion in question. A necessary rJ8.rt of this is a 

rev] f~h' of job descd ptions to ensu['p thPy accurately reflect cu['rent 

assignments. 

The Panel reCOrIIllends that 1I~1J management design and install a position 

clussifi cation system appl icable to all national staff posi lions. 

rt should be noted that the Panel's general impression of morale 

among national staff \"'US \'er~' favorable. Most consider rIMI u caring 

employer and find satisfaction in making a contribution to t.he institute's 

important work. 

4.3 • Other Support Services 

As noted, the Director of Finance arxi Administration is responsible for 

four other units that provide adrninistrnti ve supJX>rt to lIM!' s programnatic 

activity: 
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Administrati \'e Sen'ices Department hW1dles liaison with 

public and private sec'tor orga:~i?.nti0f1s in ColOOlbo, local 

and intt'rnl::l.tloCllll plIrchasing, and llssistance ,.,rjth e>.:patriate 

staff hOUBing: 

Travel Depart.merlt 1s responsi b.le for incH viduul travel 


arrangeffi'__mts as ,,,el.l as ('(.>Ordination ot conferences, 


workshops, ptr:.: 


!'iaintenance Depurt.menl hand Ies the muint.c:nance and rep;lirs 


of expatriate ~!l)\lsing, vchicles, and office equipnent and 


man<.tg"s the T l'anSrlClI'l St:I'\' icc:; and 


Office SUpI'UI· ... ::'.\'st.t'm;,: D"llartllll!nt. !'T'C\'idC's cOrTlTlur.ications and 

rt'l'('pt ion ~C'I'\'J("'S and i~~ aJS(l res!-'c.cu-;ibl.' f'~)r fYlotocopying, 

IIIHi J, and ('!'fi('t' SllPP] ics. 

rh,· seni(.'··s app~ar' to llf' cfJfllrx:tently IWU'lI1!.~ed, h'it.h weU docLlDellted 

polll'ics and pr'()('t:~dures HIld Ilppropriate cuntr'oJ s in effect. The controls 

receh'e the nttentj·jtl ()f 11"'"1]'3 internal ULlfhu)!,~;. 

4.4. Physica.l Faci 11 ties 

4. <1 • 1. In Sri Lanka 

IINI transferred its headquar'ters op!"'ration frem Digana Village near 

Kandy in August ~U1d was fully operatior.a.l in Colombo hy September 1, ]989. 

The move Has prt:cipiLlted by a flIunber' of ('onsid"I'~ltir)nH, i.UIl(Xlg t.hem: the 

unrelillbility of C'OlllllltlnIC.'1tion.s, the dic;t!lIJC'P b!LI';",'n Ihgufl!l and the Colcx.1bo 

internntional nirport--a thrcf> huur dri\e OVf'r' ofterl c{)ngcsLt'(i roads, and the 

ext.ra burden placed. or) 11l1lfII.Lg"nll'nL by the nC'('cssity cd' admild~'ltering a school, 

fl c.linic, recreational and rooel i'aciljt.lt·s, Bturr hC)l18ing, and other elements 

of infrastructure at the rcmote Ldguna \'llJug;! :;tr,fO, ]n addltion, of 

course, security concerns, csp-~lul1y h'j t.il rr~~or-~:ct· t.o th'~ Kandy area, had 
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intensi fied by the sunmer of 1989, and I IMI, in fact, trnnaferred the staff 

to Colombo several \o,'eeks earlier than planned as a resul t. 

As an interim measure, the lnsti tute negoti ",ted a contract on favorable 

tenns wi th the ~lericlien Hotel in central Colombo to provide two floors of 

office space us well as sleeping accomnodations as required. This has 

relieved management of the need to handle focxi 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 bl'O 

~'eurs, \.,ri th onl~' 30 da:-'s notice of departure required. 

However, !It'll has negoti ated a lease ff.Jr a new build ing nearing 

r~()mrlet.ion on t.he outsldrts of the city. The Panel visited the site and 

found both the situation and the facilir.ies eminently suitable for occUF6J1CY 

by the Institute. Facing a main road, the attractively designed building 

has three floors, including sorne\-.nut more than 26,000 square feet, on 11 half 

ar.re property. The cost to II!'11 of the lease and other servicE't: IIMl must 

provide approximate the cost of the Neridien (""nich, in tum, is coolparable 

to the overall costs of running the operation at Digo.na Vi 11age ) . 1ne 

Jnsti tute expects to tai{e possession of the bui lding early in 1990 and will 

haw~ an option t.o purchase it within one year, together wi th an adjacent half 

alTe of ground for possible ex-pansion. If approved by the World Bank, about. 

70% of the total purchase price could be covered by a Bank loan to the Sri 

umlm Government that wac, originally allocated for a new IIMI building at 

Digana. In point of fact, ground was broken for that building in mid-1988, 

but the construction comp:my h'ent into OOnkruptcy shortly thereafter. IIM! 

\./ould plan to finance the remainder of the cost ei ther out of reserves or 

through a 1m.. interes t loan. 

The proposal to purchase a building, hnich implies a condition of 

pennanency, raises considerations of security in Sri Lanka. As this report 

is written, IIM! is able to work essentially without disruption in CoI OIIbo , 

and staff Iive comfortably throughout the city. Nonetheless, according to 

the Director Gener~ ~, the climate of unrest does affpct the ~'O.y people 
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conduct their 1 i \es, and it has had u heavy impacr. on Sri Lanka's econan.v. 

The sharp increase 10 the cost of li ving hr.LS been particularly difficult for 

the natiunal st.aff artd is onl~' 10 ~rt llIneliorated by ll~I's cost of living 

pol ic;. for nationul slnff, this }.xJl icy being tied to the official government 

of Sri Lanka cost d' li\'ing ind~x. S~urity conditions in many }:Urt.s of the 

COllntn' Bn: st iII Ii i ghl~' illlL'prutin and \0/1 11 bear' careful observation 

throughout thp npxt year', parr leu) ady 8..':; IIMI weighs the impact of reports 

OIl Sri !..anlm in thp lnternnt i'Jnal press on the recruitment of staff and 

cow:Jultunts and on pal'ticip:lt}('11 in lIt-II conferences and workshops. 

4.4.2. In Pakistan 

The Paldstall (rlJ\'~rrufM!f1t has provided a site at the Niazbeg Canal Rest 

House, Lnhore, fc)r the ConSl.nlctlon of a building. for the IIMI Pakistan 

program staff. This site hu" an rtrea of fhe acres lind is adjacent to the 

Punjab Engineering Acacirull,\', ttl" (.'r,-t'urm \\utE'r ~!anugement Truining Center, and 

th{: ('omnnnd \-,'utyr 'l.'uH.tg'·!n,'nt j·t"l,i,·,·t ,"ffi(:,t:s, which is useful for IIMi's 

\'('.I'k. III JWIL' l~P.B a "r'(1ji~ ·,1 ',:-,Si.P million \';/lS signed between the \-'-orld 

&ITII~ and thp C:;()',prrl!l'I~llt ()f l'llhl~ta.!i C(-,t' '-'_)[l~.;tT\lCtion of the building. The 

Phldstan·\..!C!'l('ulturqj f~,'s"aI'('h ""\llj"j 1 (L-I..l~r) has flamed the architect and 
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5. 100 ' S PLANNING m:x:=ESS AND ITS S'IRA'm:;ICICPfJIlATlOOAL FL4NS 

5.1. The Planning Process 

IIMI has been engaged since 198; in canprehensive processes for both 

strategic and operntiollEil pI arming • This chapter will consider these 

processes and their products--the Institute's strdtegic and operational 

plWlS. 

At the outset, the Panel would like to COOlTlend 100 for the excellence 

of its efforts in developing .its straLeglc and operatiollEil plans. 

5.1 . 1. The strategic planning process 

In 198i -88 lIMI undprtook 8I1 extensi v(> process of consultation for the 

purposp of developing u sLrntegi<: plan to clearly define the Institute's 

mi ssion lli1d chart i L8 eour'Be (lv(~r' the next severaJ years. The process 

involved the follcH..Jing steps 

an initiul staff workshop to discuss busie strategic iS8Ues, with the 

assistance of an outside resource person; 

a further staff workshop to discuss IIMI' s potential and existing 

themes; 

preparation of an ini tial draft strategy lEper and discussion of this 

paper at the 1987 Donor SupJX>rt Group Meeting; 

a further staff workshop to refine strategic thinldng and begin 

considering issues of program structure wjlh assistance of staff fro. 

tile OGIAR Secretariat who specializes in strategic planning; 

-47­



diacus."Jion of a further draft of StrateQ Paper with the Executive IDS 

Finance ec:-ittee of the Board; 

discussion of a revised draft with 100' s clients frca several 

countries of Asia wxi Africa at a foBjor Clients Workshop; 

discussion of a further revision of the draft with roo's Board of 

Governors; 

p,ablication of "The Strategy of IIMI" in draft fona in Sept:aaber, 1988; 

prPSentation of the draft strategy d.ocuIDent to Support Group at its 

meeting in October 1988; 

p.ablication of the final version of strategy ~t in late 1989; 

The specific product of this prcxJeSS-IIMI's Strategic Plan-is 

discussed in Section 5.2. 

5. 1 • 2. The operational plBlU1i.ng prooe8B 

IIMI's operational plans, logically, flow from, or grow out of, the 

strategic plan. Indeed, the developnent of the operational plans represents 

the process of implementing the strategic plan. The Institute is cxmcexned 

with the develOpDent of two types of operational plans: (1) the Five-Year 

Workplan wxi (2) the annual Program and Bldgets. 

5.1.2.1. The Five-Year Workplan 

In September 1989 lIM! p.ablished a docuDent setti.na forth an 

operational workplan for the lnstitute, covering the period 1990-94, and. 

culminating in an extensive planning process which began with the developlellt 

and approval of the long-term strategy. 
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'I11e following schedule of activities in 1989 dOCl.ents the process by 

10Ihicll the Five-Vear Workplan WBS developed. 

The Workpl8l1 was developed over a perioo of sevt!ral months, beainDina 

with the prepiI'Stion of JB!JerB in February and foBrch 1989, which described 

the 1990-94 objectives for each lIMIT unit. IIM1 Directors, heads of field 

operations arrl project leaders contributed to the develo):mellt of these 

initial papers, incorporating the views of "client"-oountry oollaborators, 

staff IDI!Idlers and others. 

The process was conclOOed the following October when the Workplan was 

presented to, and considered by, the IIMI SupPJrt Group. 

In the interval there was an internal meeting of program staff followed 

by a series of meetings of the Hanngcment Coomi ttee to consider the content 
~ 

of the Plan. A draft was consider,."j h:.. the I rMI Board in July cmd revised 

further to acc<mooda.te Board suggestions before presenting the finul 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 am h.rl,setB 

Another aspect of the 1nsti tute' s operational planning process 

involves the developoent of an annual "Program and BujgetB" d.oc\..lDent. This 

doclaent describes the nature of the PI'OiraDl to be urdertaken during the 

followini bOOget year and the proposed level of funding needed to carry it 

out. 

The developDent of the 1990 Program and Bldgets doctment foll~ 

essentially the same process am timetl.1ble described above (Section 5.1.2. 

1) for the Five-Year Workplan. 

Obviously the 1990 Program & Bldgets docuoent oovera the first ye~r of 

the 1990-94 Workplan. Both the Workpl8l1 and. the ProItJ'8m 1 Bldiets represent 
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steps to operationalize IIM!'s strategy. It is recognized that changing 

cil'CllDStances rmy necessi tate a change in strategy before the Institute 

devclops fiIlothcr strategy dex:ument or a five-year workplan. PlBllS call for 

annual revision of the Workplf1fl to reflect needed chanares. Annual PrOCI 8111 

and Budgets documents would reflect such changes on a year to year basis. 

5.2. The Strategic Plan 

The process by which lOO's strategic plan was developed is described 

in 5.1. 1 . A draft of the ctrategy doc\.lDent was approved by the Board in 

September 1988. The final version was JX.lblished 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 

circtnnStances that emphasize the need for an organization such as 

100 ; 

the beneficiaries and users of IIMI I s work; 

a description of lIMI's mission and potential benefits from its work; 

a consideration of the elements or components of irrigation management; 

a stmnary of the major program themes 100 has elected to address; 

a description of proposed major areas of IIMI activities or pl'Oir811 

efforts; 

a consideration of IIMI's proposed modes of operation, incltrling ~ 

of collaboration; 
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geographical considerations--where 100 proposes to concentrate i U:; 


work; 


a consideration of Institute prior:-ities; 


the proposed organizational structure for the Institute; 


the physical infrasLrUl.:turf'; 


staffing considerutions, lncluding,disciplines to be covered; and 


Institute financing. 


A brief sUJnmar:, of the strategy docUJnent is found in Annex III. 


5.2.2. Panel commentary 

II~II hilS dpveloped a \,'C'll-conceived strateg~' doc\..BllCnt, setting forth 

the miss ion and prOr)(JseO scope of operations for the next decC:l.de. The Panel 

is pleased with If~II's pltms to review the strategy docum._'nt annually, 

~on'.'(:·rting Its strategies into short- and medium-tenn opc'rati()flnl tenns, 

through a system of "roll ing" fi \'e-year plans. Such an nppruach \-'i II 

facili tate a conlinuing re\'lP\-' Df the Insti tute' s str'H.t,_'gy I nll.x:l i ('y i l~ it 

where necessary and translating it into oppratiollaJ l.er'llS. 

The runel shares II:11's del-'S on the im[X)rt;mcf~ of ir'rigation ln 

developi llg COlmU'v ng T'i cult u['(~ and the need to gn~a1.l,\' impro\'e t.he 

monagt'ment of irTigatlon ">,Ystems to make them mot'f~ prrxiuctivl' and efficient, 

therpb~' T'£..>al i:'.ing nlurl: fully I,h,' bf'llefi ts from thf' l:1t'gl' imesUncnts that 

have r)('(~~' made in irrigat inn s;-'stems throughout the de\'eloping \-'odd. 

It should 1)1" I'~cogni~L'd that II\11 's missioll is, III nnny rL'Spi-~ts, 

unirlue in character among I.·\HC:::;. Th,!re an: flO '_"_Jmpul'able modeL..: upon \,'hose 

e~;perien,~e rPII can draw. Therr'for'e, the Inst.i t ute must di~\'el(jf1 Of' explore 

nCI': and di ffcron t Lechniques anJ approaches for carr:,>' ing out 1 t:;:. mi ss i on. 
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This !IIa~' I.;ell result in In'11's inability to achieve the desired level of 

!'>l!r:c. ·s!:' til some of its undertrutings--a fact that donors W1d collaborators 

mllst rec06rnize. 

The Panel nutes \:1 th some concern an apparent lack of reference in the 

Slr~l! l'~~' dOCLUnent to the important role \.hieh women play in developing 

count r'~' agriculture. 

Therefore the Panel recommends that I1MI consider the impl ications of 

the rule of h'omen in de\'elopins; countn' agriculture in the fonnulation and 

cc)nduct of i t.s progr'am. 

\o,"nil .. rlt)ting th.~ Llix)\'l~ concenl, the Panel agrees with lIMI's general 

"mbsicm" statement and \,;ilh its assessment of its primary beneficiaries and 

targl"_ audiences or cliellt~.. The Pane] also agrees that IIM! should work, 

primaI' i l~' \,;i th and through existing progrums in "client" countries, serving 

as a catal~'st in stimuluting nee<ied research activities. This requires a 

special kind of "h~ndcrship" be~'ond that involved in the conduct of 

indqxmdent r'~search erfor'Ls. In fact, the pursui t of collaborative 

research achieves three important objectives: it increases the research 

output I truins the collaborators in research methooology, and promotes 

adoption of the research findings. 

Ip·n 's mission st.-"ltement. emphasizes its role in t.he "developnent and 

dissemination of management innovations" (emphasis added). The Panel agrees 

this is WI appropriate goal and hopes 11M! is successful in developing and 

introducing new and innovative management practices. However, the Panel 

suggests that IINT should not overloolt opportunities to achieVf~ desired goals 

by reintroducing and/or reinforcing those efficient arrl productive management 

practices which are already known but which have been neglected or remained 

inoperative over the years. lIM! notes that these considerations are 

intended to b? included in its definition of innovations. 

IIMl 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 deve lopnent of 

information or knowledge about improved management practices which is not 

site specific and \·:hich has broad application. The Panel suggests, however, 

that InlI be mlnd-;ul of the IXltential problems and pitfalls of directly 

cop~'ing or trrulsr)()sing successful management models from one country to 

another. Success depends upon IJl8Ily factors other .th:m the intrinsic merits 

of good management prnctices. For eXillT1ple, the."fonnula" which has bE>en 

respollsible for the rapid f..'Cunomic developnent in Korea in recent years may 

not be reacH l~' lransferable to othl~r developing countr ies. Nei ther can the 

successful mD..nagement, tedmiquf!s employed in Japan be easi ly copied b~' the 

United States, Cultund and other factors influence the transferability of 

such lrnol.,'ledge. 

The Panel emphasLzes the importance of deveioping appropriate 

adrninistrrlti\'c and progra.nmatic relationships with host country governments 

and the U' agenr:- itc's concerned h'i th irl'igation. Th(~ StnJ.te~y dcx:ument 

suggests IT:II 10;:; countr,v programs I"ill "nonnall~'" (if~\'elop appropriate 

ills t rum~:n Ls 1'01' ach i ,=,v i ng tht!St~ l'l'la t i onah i ps--3uch u.s fvIeflYJrancia of 

Understanding (:--):)Us i. Tcchni _'<.11 ,\greements, und C<:msul tati ve Coumi tt.ees. 

The Paw'] bt-olle\'e!~ thi'~je insl.l'Ulnenls to be sufficlently important to become 

D. ne('es~::J.I'Y (rather than u des) rabil') l'ondl Lion for wi tlatlng an IIN] 

progrLUll in u gj \'l'n COWl try . r-loreO\'er, the Panel emphasizes the desirabili ty 

of developing the npproprinte ~Jl.; wi th a competent authori ty acting on behalf 

of the nationa 1 goverllment. 

The proposed program themes are ,very brond :uld all-inclusive. 

Obviollsly, 11:-11 cannot and should not attempt to address all of these at one 

time wi th equal levels of effort. It would be helpful to kno\.l the 

Institute's priorities in tenus of relative attention dt'voted to the 

individual themes. It should be noledthal most of the themes are closely 

related, I:Uld a given project may \.Iell relatc t.o scn::rlll dj,ffcrenl theJpes. 

NevertheI eS8 I th(~ Pune1 recoomends that I I~1l nurroh' s()IIK~wha t. the focus 

If its primary p~ogrruTl efforls, concentrating on those themes and related. 
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activities that can make the greatest contribution to the achievement of its 

mission. 

The P'ane 1 ,::oncurs wi th the proposed highly decentral i zed nature of IIM! 

programs as well us the role which more centralized thematic research should 

play--and the manner in ~ilich these two types of efforts should complement 

one another. This t~·pe of program emphasis ob\'iously calls for very close 

interactions betl,'een country programs and thematic research efforts. 

Recogni zing the need for' such close) complementary efforts I the Panel 

iH con~emed t.:i th the H.dministrntive structure set forth in the Strategy 

document (now in e~fecl) In \,iuch IntI's progranJllatic responsibilities come 

under the direction of th['(,'e Directors in three di fferent Divisions. The 

Director General recognizes this structure is making it difficult to achieve 

needed close collAboration within the Institute and to use, most 

effectl\'cly, available resources. Issues relating to IIMI's administrative 

st.ru<'ture m'e discussed in ,~reatf>r detail in Chapter 3 of this report. 

The Panel apprecia.tes llr-U's desire to have broad. geographical coverage 

of' its programs, reaching inlo all the major develuping country regions. 

However, I-Ie would express 1:1 word of caution about expmdir~ too fast and too 

fa.r. At this stAge of the In!:ititute's developnent, the Panel believes it is 

better to do a fe~' things well and develop a reputation for excellencc-­

rnther than attempt to "be all things to all people," possibly jeo}:6I"dizing 

the Institute's ability to do anything well. In this regard, special 

attention should be given to consolidating efforts in countrjcs where 

programs are alrerui," established. Obviously, it will be difficult for IIMl 

to have a significant presence in all five of the major developing world 

zones identified in its strategy statement. This ~ill call for careful 

priori tizing 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 hnich may have broad, general applicabili ty. 

With the ex-prcssed reservations and concerns set forth in the 

preceding section, the Pao~...1..-- finds Ill-II's overall strote!!)" statement to be 
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\o,'ell conceived and effectively developed and. presented. It should provide 

an effective basis to help guide IL~I's efforts over the next decade and 

beyond. 

5.3. The Five-Year Workplan 

The process by which I nIT 's Five-Year Workplan was developed is 

covered in 5.1.2.1 (above), The Workplan, that has resulted is a 

comprehensive document \o,nich covers in some detail the following topics: 

the process by \,hich I IMI' s strdtegy is translated into short and 

mediurn-tenn operational plans--along with the current status of the 

Institute's efforts to operationalize its strategy; 

a sUJIlllary of IIt-U's aehie\"t~ments to date with,,· ~he major divisions 

and areas of aeU vity; 

a delai if:'Ll statement of IINI objectives for the period of the Plan 

(1990-94), providing specific infonnation about primary areas of 

emphasis wit.hin the major divisions of IIMr's operations; 

a considenltion of personnel resources needed over the five year 

period of the plan and the allocation of these resources among the 

Institute's Di \'isions and Offices, and the various cooperating 

countries; 

a consideration of financial resources neer.k.>d 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 hm·,' these resources would be allocated to the major 

functional areas of IIMI operations; 

finally I consideration is given to the manner in which lIM!' s 

perfonnance in implementing this plan will be evaluated during the 
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five-year period (Le., the extent to which the objectives of the plans 

ar· ~ achieved). 

5.3 . 1 . Projected insti tute growth 

Nany aspects of the Plan are covered. in other sections of this report 

(e . g., Chapters 4, 6 and i) 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). Noreover, operating h.rlgets would more than 

double during this period if the goals of the Plan are realized. Although 

restricted funds are projected to increase mn~e than unrestricted funds 

(percentage-wise and total), substantial increases in unrestricted funding 

are ind i cated . 

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 COIIIDen!.ary 

The Five-Year Workplan is generally well conceived, organized and 

presented.. i-.hile lacking some degree of desired detail and specificity, the 

Panel believes it provides an effective instn.ment for projecting InstitutA~ 

activi ties 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 pericxi.' '!be Plan 

considers the types of new or additional activi.ties proposed. However, 

except for a general incttcation of where expansion will 0CX'!Ur, there is 

-56­



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 docl..IDent 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. II 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 

il1JDediate futurc"--as characterized in the Institute strategy. 'nle Panel 

wonders what circumstances prompt such an apparent departure fran the 

strategy. 

The Panel believes the concept of regional operations, involving 

appropriate networks, may be valid for regions incltrling relatively small 

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

The Panel, in 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 ftmds, in real tenns (1989 U. S. dollars), 

should be considered in the light of changes in funding of the LARes 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 availabil~ty. 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 shuuld also be noted that in some of IIMI's "client" colBltries, 

national go"ernments are now raising serious questions about allocating 

bilateral aid funds to support IIMI projects. This lOOy 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 questioo the need for BURJOrt of 100' 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 circllllStances 

discussed above which may constrain the availability of resource8--t\S well as 

the belief, as emJilasized 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 sugges t that the 1nstitute consider, as well, 

its ability to manage effectively an organization expanding at such a rapid 

pace. The Panel believes that, at this stage of developnent, 100 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 it.s 

ability to do so by over extending itself, either geograJilically or in the 

size of its total enterprise. 

5.4. Annual Program and Buigets 

Annually, lINI goes through a process, as described in Sections 

5. 1.2.2., of developing a doct.nnent ",tlich reflects its proposed program and 

budgetary needs for the following year. 

5 • 4 . 1. The 1990 ProgJM and Budgets 

The 1990 Progrwn and Budgets docl.lDent 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 

mul ticountry projects, training and infonnation. The document then 

summarizes proposals to implement these program activities and provide needed 

support services. 
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It should be noted that a 2~ increase in internationally recruited 

staff is proposed along \ . .rj th a 1i% increase in flDiing levels in real terms. 

5.4.2. Panel coomentary 

The Panel found the 19~() program and bu:jget docl.lDent to be well 

concei ved, org~ i zed, and presented. The proposed progranmatic act i v i ties 

appear to be consistent ""i th the lnsti tute' s Strategic Plun as ""'ell as with 

the Fi \'e-Year' Workplan. The Panel noted the significant increase in staff 

and budget reflected in the 19~O fTogram and Budgets document within the 

context of its ex~ressed concern about the rate of projected growth of the 

Insli tute. 



6. lIMIts Hl:QW1 

In accordance with its strategic plan, IIKI is ~tted to work in 

four areas: collaborative field research in specific enviI'OlWelts, thematio 

research to synthesize findings fran varied envirar.!Dts, and ~t 

training and information exchange. This chapter will review aDd. CXWDent 

upon the current activities in each of these areas. 

6. 1. Nature of 100' 8 Research Projects 

Within a year of its fO\mding, and despite the time necessary to 

recrui t staff, plt in place basic systems and procOOures, and lIBke initial 

Contacts with collaborating cotmtries, IIHI launched its first research 

projects. Between 1985 and 1989, scme 45 to 50 projects were initiated. 

1hese fell predaninantly into the category lIM! terms field research­

projects usually developed in collaboration with a calBUl.tatlve (or 

advisory) coumi ttee in the COlUltry concerned, focusing OIl specific problEJlm 

faced in that environment. The reDIlining projects, characterized as theDBtic 

research, aimed at developing generic innovations that might be appl icable to 

a variety of environments. In point of fact, it is saoetimes difficult to 

place a given project in one category or the other, since lIMIT 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 R\DD9.rizes BaDe 28 current IIHI research projects, including 

the objectives of each, the start/caopletion dates, source of ftmding, and 

estimated experdi.tures. While IIHI refers to these as "research" projects, 

the projects often inclooe significant activities other than research. '!be 

wide range of subjects covered by these projects is reflected in their titles 

as shown in Table 6. 1 . 
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Tllble 6.1 Titles of lIM! Research Projects 

Resl!Qnsible 
Unit 
Sri lanka 1­

, , 2. 

, , 3. 
, , 4. 

, , 5. 
Indonesia 6. 

The Philippines7. 
" 

Bangladesh 

Nepal 
, , 

lndia/SL 

Morocco 
Stdan 
W. Africa 

, , 

Pakistan 
, , 
,, 
,, 
,, 
, , 

Progl'8lJm 

,, 
, , 

, , 
,, 
, , 

8. 

9. 

10. 
11. 

12. 

13. 
14. 
15. 

16. 

11. 
18. 

19. 
20. 

21. 

22. 

23. 

24. 

25. 

26. 

27. 
28. 

Title of Project 

Action Research on Irrigation Management for Crop 
Diversification in North Central Province, Sri Lanka 
Irrigation Management and Crop Diversification in 
Southern Province, Sri Lanka 
Irrigation Systems fomlagement (I~) Project 
DevelopDel1t of an Analytical Framework for lrri.cation 
Management 
Irrigation Investments Trends in Sri l...Nlka 
Efficient Irrigation Management and System Turnover in 
Indonesia 
Study on Irrigation Management for Diversified Crops 
Accelerated Agricultural Production (MP) Project, 
Irrigation Cauponent--Research aM Special Sttrlies 
Support to Banglades..l-} in Research and Training for 
Irrigation Management 
~/FOO.D Project in Sindhuptll~ok 
Performance Evaluation of a Large-8cale Farmer-Ma.naaed 
Irrigation System 
Collaborative Research and Training Activities with 
Indian Institutions 
Morocco Program Development 
sWan Establishment and Program DevelopDent 
West Africa Establishment and Program Development. 
(Regional program covering Burkina Fa..so, Niger, Mali, 
Senegal, and Nigeria). 
Collaborative Research with Ahma.du Bello Un i versi ty on 
"Diagnostic analysis of Large IrrigatiCIl Pr'lject and 
Developnent of Farmer Managed Irrigation System". 
Irrigation Constraints to Crop Production 
Impact of Lining Secondary Channels and Rehabi 1i tation 
Strategies 
Canbined Surface Wld Grotmdwater IrrigatiCIl Systems 
Distributary Performance: Variability and Equity in 
Secordary Canals 
Managing Irrigation Systems to Minimize Waterlogging and 
Salinity Problems 
Irrigation Efficiencies in Farmer-Managed Irrigation 
Systems in Hunza Gojal 
Application of mathemat ieal models for siDn.llatiOll of 
DBin canal operations (~e 1). 
Research Network on Irrigation Management for 
Diversified Cropping in Rice-Based Systems 
IIMI-IRRI Collaborative Project on Problems of 
Irrigation Management for Rice-Based Fanning Syscem 
(Philippines, Indonesia and Bangladesh) 
Performance Evaluation of Irrigation Systems. Criteria 
and Norms for Cooperative Wld Evaluative Purposes. 
Farmer Managed Irrigation System 
Design/Management Interaction Studies 
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Anne.x IV also provides IUti lJIBI'l8gement's assesa.ent of the i.JIIpact-­

real or potential--of these projects arxi an indication of the relative woount 

of effort in each project devnted to the various types of activities. The 

percentages of total program effort devoted to each type as estiaated by 

management follows: 

Percent of Total Effort 

Research . . . .. . .... . . is 
Basic (designed to create new knowledge 

or understanding I . 15 

Strategic (df'signed to ~wlve specific research) 

problems or develop new techniques) • 20 

Applied (designed to CI'Clle new technology) . 10 

Adapti ve (designed to adju..qt technology to 

speci fic needs or a particular set of 

environmental conditions) ........ 30 

Dissemination or applic~tion of research result . 15 

Training .... .10 

IIMI management s~ests that the actual allocation of e"fort shown 

here is at the desired level--at least in the short tenD. It is also 

suggested that these activities might be most approproiately s11111D9.rized as 

follows: 

Basic/strategic research . . . 

Action research to develop and. test innovations •• . 5:1 

T'ffiining . . . . . . . . . . . . . . . . . . . . . , . 10 

: ~ snould be no'tea as we1. ...nat tile dl S8eDU.nl:l t 1 'I["! Mri t.r ~UlI 

components referred to in this analysis inclwe only those ef 'orts carried 

out in conjunction with IIM! research projects. If the Institute's current, 

non project-related infonnation and rwnagement training compc leI1ts are 

considered, these components represent about 35% of lIMI' s to tal progrBII 

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

Tolble 6,2 Characterization of Research Activiti•• 

Activity - (% of Total) 

ProJcct Research 	 Research Training 2.E.!!!!! 
Basic Strategic Applied Adaptivl! Implementa t ion 

1 70 20 10 
2 50 )0 15 5 
) 15 20 20 10 25 1,10 2 

ii', :lj jU 
It 
" 

J I~ )U to, 5 
7 10 70 10 5 53 
8 25 25 10 404 
9 5 15 20 .5 20 )55 

12 50 )0 10 10 
1)a 15 Xl )5 

h 15 35 10 20 20 
c 10 lO 70 

14 5 10 25 5 IS 40S 
15 5 30 )0 35 5 
1(, 60 )0 10 
17 1U )0 20 10 25 5 

18 50 SO 

If) 75 25 

;III 1,(/ )0 IU 20 


') Jll I,U 25'I' 
2:l 7'.J l5 
2) 20 20 40 2 ) 156 
'I'.J ~ 5 20 )0 .5 25 10 7 

lb )U )0 30 10 
2R 1,0 40 108,109 

, Discussions, workshops 

tU/"'/lIistratllln, reporting, pl.1nnitlll 

:.I, Inform,Hlon ,1nd publicatIon 

4, Strcnr.thpnll1r. National Irrig.1t!on AdministratIon's capacity to conduct/lllllnagc
rClil:urch 

5, 	 I'ruvlllillll lie 1notitut10llll1 IIrrulI/;enletlts for identification of research
;Jl:etldas and managerial support 

'" 	 I'rflylnltlll II( inHtltutJonli1 nrrllll)\"I1'l'lIlli Cor hll:ntIClclitlon 01 research IIKllncJaH 
an" ""III:I,:crinl Hupport 

5, 	 I'rovl~ion of Institutional arrangements Cor identification of research agendas 
and managerIal support 

6, 	 Study adVIsory commItte. 

7. 	 InformaCion exchange 

H, 	 In(IIrl!llltlllll "xchnnI(Q 

9. 	 lnitiation of a unified statistical dolta base 
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The Director General has pointed out that 100' s miBBion of "developinl 

and disseminating innovations" requires the Institute to go beyord the 

conduct of research dealing with the management of irrigation syst.ems. 

IIMI's collaborators, the national irrigation systems, must obviously be 

wi lllrlg to adopt the innovations suggested by IIMl research before the 

performance of irrigation systems can be improved. 

An interesting and relevant analysis of ILlofI' s work was presented by a 

staff member from the Indonesian operations at the Institute's Fifth Internal 

Program Review. He suggested that, in any given cotmtry, 100 IIlJSt PI'Olre8S 

through a series of steps enroute to management reform. 'nle first step 

in\'olves observations of the existing fornnl aocl infornnl lIl8.l'l8gement 

practices in a given country and building the trust of appropriate govennent 

officials. This step requires great sengitivi ty j.n view of the fact that 

IIi'll's focus on perfonna.nce carries the implied j\.rlgement that existing 

standards of perfonnance are not satisfactory. The secord step involves 

gathering sufficient data to begin to diagnose the problems. Step three 

introduces pilot testing of recoomended changes and measuring improvements in 

irrigation management performance. The fourth step involves acceptance of 

the reccmnenciations by the relevant agencies and their adoption and 

implementation by the system as a whole, inchrling areas where lIM! staff 

have not worked directly. The speaker, highlighting the difficulty of moving 

through these steps, expressed well the challenge of the lIM!' s embraced 

mission. 

A fe," generalizations can be made frem a review of Annex IV. About 

half of the projects are designed for a two-year duration (sanetimes 

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 npeaking , research categorized as thematic 

is financed out of lIMIT's unrestricted funds, while field research is 

supported by restricted funds. But there are excepti ons to this rule as 
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llllrestricted funds sometimes are applied to "top up" the budget of field 

projects. 

The six projects in Table 6.1 for h'hich the Progra'llS Division is 

respons j ble are pri.marily in t.he category of themut ic research; the reoa.inina 

22 munaged by the rTMI c0wllr'y unit8 a~ primar'i 1y field research, but even 

the latter--8...Cj is 11.'11'8 intentlon--wil1 contribuLe to one or' IIlDre of the 

Institute's Heven theme!;, as ll\bl'-, G./ indJcntt:':-I 

Table 6.3 

i' 1.f: 1r\ l'u.k 1 ~ tJUl Programs ~U...----- ---

QI?': ::.:,. 
-~-

IIMI 

Instilulions for irrigation OIHrutr,t:IIl>~nt 0 0 0 0 

Management of' h'ater resollI'f:(~S for 30 79 55 46 
irrigation 

Management of financial resources Cor 
system sU3winabili ty 6 0 5 5 

Management of irrigation fncLli tieR 7 0 5 5 

Management of irrigution organizations 25 3 10 17 

Management of irrigation support services 16 15 22. 5 17 
to fanners 

Management of change in the institutions 16 3 2. 5 17 
for irrigation ------

TOTAL 100 100 100 100 
-----­-----­ -----

Note: Weights are proportiorUll to the number of penmn-years of 
internationally-recruited start' engaged in Ul'~ diviHion'g projects. 

6.1.2. 9011aborution with 9Lh'~r JARC~ 

IIMI is currpntly invol \'\',} \.;ith WRJ in fl joint project dealing with 

irrigation management for l'i('I·-ba~l'{i fllnuinJ{ s)'::;t.l!.nn tTl thp. Philippines, 

Indonesiu, and Bunl_~lud(~sh. Tlm is al~;l) u)llabol'nUn~ I.;ith tile Internatipnal 

Food unci Policy Hesearch InB LiLule (lH'IH) on a ,joint project to develop and 
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field test better policies and practices for measuring the performance of 

irrigation s~"stems. Consideration has also been given to the possible 

df~vel()pnen·_ of cooperative progrwns with other !ARCs. In particular, 100 

\,'05 recently invi ted to participate in a meeting organized by CIr-tfYT and IRRI 

to discuss a project on rice!hneat rotations in South Asia, ani now appears 

1ikel~" to be inn ted to be a part of the research team. Finally, the West 

African Rice DeveloJ:lTl€nt Association has noted, in its strategic plan, its 

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

nm appears cOlllllit ted to coopernte fully wi th other IAOCs. 

6 . 1 . 3. Pane1 ccmnentary 

The Panel finds IIMI's research history impressive for 80 yOlll'lg an . 
organization. Its ,"igorous activity over its first five years has put the 

Ins~itute into a strong position to define needs in irrigation management 

a.nd to sharpen the focus of its strategic and operational plans. The 

lnsti tute can already point to areas in which it has had an implCt; more 

signi ficant, perhaps, at this stage is the foct 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 wi 11 be important for IIMI to have a 

sustained presence in the nine cou~tries and the West .~rican region where 

there are current projects; the refonn i t st:.~ks to implement cannot be 

achieved in the short time frame of most projects. The quality of personal 

relationships will playa major role in implementing change. Accordingly, 

it '.Jill also be important for the Institute to retain field Btaff in their 

posi tions for a longer period than might be the case with staff of other 

lARes. In fact, the Panel would like to see sufficient funding available 

for a gi yen country to penni t lIMI to field a cOlDltry teWD of at least two 

persons, and preferably three. This will not only serve the cuuse of 

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

research. 

The Panel was very pleased to learn of the appointment of a Project 

De\'elopnent Officer, a response to concerns of current and potential donors 

for improved project pre~entations. Her B....;;sistance will b0 very HClcome by 

IIMl's research staff as well. In due course, it. might be appropriate for 

the office to develop a portfulio of proposals that T~spond to lIMI's 

strategic goals. Through lhe proacli ve definition of research interests, 

the Institute I-:ill be in a beller positi(;m lo resist the pressure of 

prospecti ....e donors to take on projc-"cts of donorH' design which may not. be 

consistent witil roo priorities. The Panel believes lIMI !DUst be 

continually \-''Utchful of the temptatiun to follow t.he J:nth of a consulting 

firm. 

IIM! has identified, in 1 t.s str-dtegic plan and other documents, four 

goals of' research and developnellt in irrigation management: productivity, 

equity, 8ust.ainnbility (environment.al, fi!}l'~ncio.l, organizational), and 

quality of life. While the Panel revieh'ed rUn'g projects fran the 

perspecti ve of type of research l ba...~ic, strategic, etc.), it would also have 

-)Cen interesting to consider the contribution each is eXpL'Cted to make to the 

stipulated goals. The Panel trusts that these are apeci ficully considered 

l.',en H project is designed and/or revi~"L'd. 

The Panel coomends the concept of thematic research as a way to draw 

,~...eric lessons from field projects operating in diverse r:orts of the world 

unci in varied cultural and physical environments, but cautionB, again, 

against the assumption of easy tran..sferability. 

The Panel supports the statement in the strategy plper that improving 

tile perfonnance of irrigation S~'gtclm-l is 1IMI I B major goal and. that it is 

concerned with "absolute standards of performance" for' each performance 

component--productivity, equity, reliability, sU!ltuinubility, and quality of 

life. The Panel also welcomes IIMI's detenninntion that it!! products wd 
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services achieve "the highest standard of excellence." However, to achieve 

these goals, 100 needs a more effective mechanism for quality control. '!be 

present review wxl oversight processes of the Board, the Program Coomittee, 

the Management Coami t tee, and the 8lll'lU8.l Internal Program Review are 

lenerally useful for ensuring the quality of 1oo's progr&II and direction, 

but they cannot provide the rigorous review, critical analysis, and quality 

control of individual research projects (pll'ticu1arly field projects in 

varioue countries) that is needed. 

The Panel recarmends that 1IMI institute additional measures to 

strengthen its quali ty 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 JDaI'lElgement 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 b\xi;.;ets. 

The Panel did review some of the caupleted projects in detail and 

noted that the quality of the work was generally excellent. However, the 

research was concerned prinBrily with setting up field observations, 

analyzing the probiems, developing and pilot testing the solutions, and 

recoomenciing the tested. solutions for adoption. The Panel believes that 

sane of the projects could have been improved if greater attentioo had been 

given to the generic causes of the problems and the econcmic implications of 

the work. 

6.2. Traininl ProcrMa 

The Institute aroords high priority to the training activity, al though 

it has been able to devote only very limited resources to this area to date. 

Its efforts with respect to training are varied, ranging fran structured 

JIIO.I18gement courses to individual awards for independent graduate sttrly. 
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.l·:-un 19Hfi through 1987, lIM! orga.r'lized an anm.al training course in 

irrigation management in collaboration with the Econani.c Developnent 

Institute (EDI) of the World Bank, and there is SCIIIe indi cation iliat funding 

may De available again soon. 

In 1988, for example ~ IIMI had associated with ita cxxmtry programs in 

Pakistan and Indonesia n number of professionals working ex: Rl.D. (ten) and 

Masters' (five) theses, supported through restricted funds. In addi bon, 

there were two Post-doctoral Fellows ascociated with the program in Sri 

Lwlku. Also in 1988, th(!re were five HMI workBhcpa and conferences, two in 

Sri lBnkn, two in Thailand, and one in the Rlilippincs, and one "Special 

Award" \~'UB made for a two-month case sttrly of an irrigation aenagement issue. 

This latter W!l.S an innovative way to document the effor.ts of a grass roots 

organization and its workers and to recognize ana. incorporate in it.."'3 research 

the traditional wisdom of irrigation farmers. These activities have won 

praise from pctrticipmts. 

6 .2. 1 . Types of training 

IIMI plans to undertake four types of training activities: 

international workshops and. seminara--four to five a year--in 

preparation for n;1jor research activi ties as an effort to disseminate 

important. research findings; 

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

}BrticiIUting in research projects lead by 100 staff; 

needs MSeBHrrents fur irrigation mana,gement training wit.h Uw PI()~31)(.-'Ct 

that local training organizations will gear up to meet identi fil'(\ skill 

needs; and 

award of fellowships for Masters', Ph.D., and post-doctorol research 

under the supervision of the Institute's senior otaff. 
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6.2.2. proposed t.ra,ioj rye stratecY 

Recognizing the nP.ed. to intensify tmininl efforts, 1I!11 secured 

support frem USAID in late 1988 to recruit a full-time Training Specialist. 

Initial funding is for a three-year period, BId the new staff .ember is now 

on hand and has coomenced work with vigor. 

The 1nstitute has put forward the following guidelines in i ts 8tra~ 

document: 

with a demand for training greater than lIM! can address, the 

Institute must concentrate on those areas where it possesses a 

camparative adVWltage; 

consistent wi th its mission, lIM!' s training should euq:ilasize 

.uanagement issues and should help national agencies dev~lop innovative 

capabilities of their own; 

recognizi,ng that national training needs are best satisfied by 

irxiigenous organizations and that an internatiCXlaI organization such as 

100 is not oriented towards providing sustained training courses for 

individual countries, lIM! will assist and cooperate with existinl 

national institutions for irrigation management training or will 

stimulate the creation BId development of such institutions; 

IIM! will also help to develop national systems of innovation by 

training people to conduct research BId analysis of training questionsi 

and 

lIMI's primary focus lIill be on the ~t of ~e.mt skills, 

not on the developaent of general irrigation skills or an \a1deratardi.. 

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 coooucted by IIMI 

personnel and collaborators L..'i 11 concentrate on the transmission of knowled8e 

and ex-periences aimed at encouraging the Implementation of innovations. 

TIley ,.'i.ll be aimed primad!:-' at practicing irrigation managers. Irdirect 

training, L..'hich refE'rs to the pr~ess by \-"hich I IN! supports national 

training orgallizations, '.Jill constitute the larger }:6rt of the program arxi 

h'i 11 conccutrute upon : 

advice in curriculum develorment; 

the generation of widely used training materials; and. 

the professional development of national training staff. 

II~1 suggests that regular tralning programs are 3ppropriate in three 

major subject areas: 

management of the irrigated agricultural sector; 

management of irrigation 0!'gnnizations; nnd 

improving the sid lIs of the managers of irrigation systems. 

Although training \..,ill focus on management rother 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 rwde to function 

more effectively ",'hile using the best and most appropriate technical 

infonnation available. 

With the emplo)went of a full-time training specialist, IL~I expects to 

accelerate its training acti"ities. Currentl~·, for example, it is estimated. 

that 811 average of 10% of senior staff time is devoted to a broad range of 
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training activities. Leaders of IIHI's programs suggest that the Institute's 

goal should be to increase this figure. 

6.2 .3 . Panel callDentary 

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 appoinbment of three international staff by 1994. 

In view of IIMI' s declared mission to pursue implementation as well as 

developnent of management innovations, training becomes a vi tal tool, 

particularly on-the-job training. In addition, the Panel oommends the 

Insti tute' s plan to focus most resources on the training of trainers ard the 

development of curriculum materials as the most efficient and effective way 

to hm"e a significant imrnct on the management of irri.~ation throughout the 

Institute's broad geographic outreach. 

The Panel also notes that development of effective teaching materials 

I.]ill require close collaboration with 100 's researchers so that relevant 

lessons can be drawn from both field and thematic projects. 

In this connection, th<... Panel questions the selection of a country 

where lIM! has no project work for the first needs assessment and worders if 

such training activities would not be better carried out as a support to the 

Institutt.:'s field research, Jnrticularly with resources so limited. The 

Pan~l also notes that the conduct of a needs assessment is extremely labor 

intensive and doubts that lIMl can go fon-mrd wi th these on any significant 

scale. Presumably, the completion of one or two such sttrlies wi 11 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 ~ter'B 

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 CEFIGHE (International Center for Studies on Water, located 

neur Nice, Fnulce). Both these institutions would welcome lIMIT's 

part.icipation. These training courses will be offered in the French 

language and thus would require t.ranslation of nt-II's training materials into 

French. 

It has come to the Panel's attention that--since lI~ll is known for 

having the capability--there is a considerable demand for training assistance 

on the part of collaOOmloI's Wid 1 I~1l field staff. In addition, one donor 

with !.:hom thf' Panel met highlighted t.h" need for tmining of senior 

irrigdlion IllllntlgPrs, noting thut there is no institution other than lIMI in a 

posi t i on to o['gani ze or support such training. As this was the focus of the 

ED! course, the Panel hopes it can resuue in the near future. 

6.3. Information Program 

The TINI Information Progrum is designated as an "Office" under the 

leadership of a "Head." This compares with the four major divisions of lIMI, 

each tmder a ·'Director." The Head of t.he Infonnation Office reports, 

administrativel;-.', to the Director General. There is, however, a close, 

working relationship between the Head of this office and the members of the 

Management Conuni t tee (the Director Genenll and the four Directors). 

G. 3. 1 . Target atrliences 

In its 1988 Strategy doclUnent, lIMI identified three primary target 

audiences for its infonnntion programs. The~' include : 

those \-no are in posi tions wherr~ they c:m put into prnctice management 

innovations devclope'i by IIMl 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 sttdy or analysis of irrigation lDBI'18gement as 

well as those engaaed in developing management innovations. This 

&roUP involves managers and researchers in management organizations am 
research and training institutions; 

those who maintain an interest in IIMI's activities, incI wing 

representatives of donor agencies and stakeholder groups, as loIell as 

other lllcernational 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, lIM! provides more 

general infonnation on its own activities as weY as cooments or advises on 

wider irrigution 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 

infonnation 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. Activi ties of these kinds, based on 

assisting people to access aspects of irrigation DanBgement literature 

generated elsewhere, are already performed by others (such as the 

International Coomissiol1 on Irrigation and Drainage (ICID) and the 

Coomonwealth Agriculture Bureaux International (CABI). 

IIM! has a goal of developing a library with some 10,000 vohr.aes. 

Currently, it is approxinBtely halfway towards achieving this gool. '!be 

Institute plans to lMintain and expand its internal library and i.nfonMtion 

data base for usc 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, incltrling the followi.na: 

project reports, which review in full detail the activities and 

results of specific field work; 

research py?ers, which reviews in a more cordensed fOl"lBt principal 

findings that have IOOre general relevance; 

monographs, are longer works (100-400 ~es) rut similar to reAef1I'Ch 

papers in their scope; 

management briefs, inclu:ie sunJIJB.ries of findings of reaearch efforts­

-intended for middle and senior level irrigation officials; 

journal articles, published in leading scientific jounaals, copies of 

which may be distributed to lIM!' S clientele i 

newsletters, involving network information and theme-specific research 

results. distributed to irrigation ma.na,gement professionals. and 

researchers; and 

seminar p~ngs, involving the prcxx.-edings of 1IMI seminars 

organized and published as a state of th'c! art series on relevant 

topics. 

lIMI has recently compiled a naster p..ibl icution list of sane 90 IIMI 

publications along with many IIMIIODI p..iblications l.'hich 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 lIMIT stBff 

appearing in outside (non-1IMI) conference proc-ceciings, lx>oks, and journals 

in the five-year period 1985-1989 since IIMI was fOl.1ndL-d. 
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In addition to its technical publications, 100 is developing a 

cOIJIIlunications Wld. public affairs network, with a view to providing more 

general ne~s and information to enhance its overall objectives. This 

involves the issuance of the quarterly IIMI Review, press releases concerning 

II~II activities, as well as reports and ccmnunications relating to the 

Institute's efforts--plus annual reports and program and budlets docuaents. 

Closel~' linked to such efforts are programs aimed at strengthening 

audio-visual cOfIJllunications. Videos and other types of atrlio-visuals are 

planner.! to support the publ ic affairs network as well as the research staff , 
and others \.Jibhip~ to make presentations of their work. 

II~I'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 establ ished, backed up by a computerized referral system. 

Sl ide duplicating facilities \.Jill make photographed materials readily 

a\"ai Jable to field staff and others. 

In 1990, lIMI plans to give high priority to the further improvement of 

its li brary resources. The headquarters library wi 11 be reorganized and a 

more d~'T1wnic acquisi linn policy intrcd~ed. In collaboration with IeID, 100 

~ill reorganize its "unpublished" literature holdings and concentrate on 

holdings of seminal publislled li terature. 

6 . 3 . 3 . I IMI 's workins languages 

English serves as tile working language of the Institute. H~ever, 

wi th the est.ablishment of country rurl regional programs in West Africa a.rd 

Morocco, French is increasingly needed as a second working l~~. lIM! 

also recognizet:! tile imfXJrtance 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 

capabili ty for the translation of project materials into French to better 

support its Francophone Africa operations. 

6.3.4. Review of infonmt,tion programs 

In early 1989 a Canadian consultant, A.K. Biswas, financed by the 

International Developnent Research Centre (IDRC) , issued a report of his 

review of the IIMI Infonnation Program. AI though a mlDher of specific 

recOOJDenciations were made concerning tile program, the Institute's actions to 

address /OOst of these reccmnendations are not readily apparent. It should 

be noted, however, that 100 has sul:mi t ted a proposal to ~, requesting 

Canadian lJS$200,OOO to fund the developnent of a "Irrigation Management 

Infonnntion 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 

IIM! 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 doc\.lDent (now in near final form) indicates in 

specific terms the nature of 100 publications; how the publications program 

is to be managed; how new publications are initiated, reviewed, and 

approved; the distri~ltion, marketing, and funding of publications; and 

policies with regard to languages used for lIM! publications. 'Ibe adoption 

and implementation of such a policy statement should help clarify the 

apparent concern WId uncertaint.y with regard to the functioning of the 

Information Office. 

6.3.6. Panel CXWDefitary 

The 100 strategy document sets forth a well-conceived plan for the 

implementation of n sound Information Program. The Institute is mking 
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significant progress towards the implementation of such a plan. 1bere are a 

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

Library resources are relatively weak and inadequate. It should be 

noted, h~'ever, that there appears to be a strong coomitJnent towards 

significant impro\'ement in this area. Earlier in 1989, there was a 

substantial backlog of uncatnlogued material in the library, but there is 

apparent pr'ogress in dealing wi th this problem. 

Thpre is an obvious need to develop publications and other infonnation 

materials in languages other than Englisn to serve the needs and interests 

of coopenlting country programs where English is not the primary language. 

IIM! appears coomitted to addressing this need, but there is little evidence 

of progress in this regard to date. 

IIHI must clearly be sensi ti \'e in its publications to host CO\.nltry 

relations and avoid "'nat could be taken us undue criticism of collaborating 

individuals or institutions and their policies. 

The Pane] detected concern among some stuff members about the euq:basis 

IINI management is placing on the production of publications rut does not 

share that concern. Indeed, the Panel cOIlIIlcnds IIM! management for such an 

emphasis. If research results are to be useful to IIMl' s clier tele, such 

information must be disseminated throU1~ appropriate publicuti(~. 

'Ioreover, an active publication progrrun is especially important with a 

relatively young organization like IIHI so that infonnation abc.Jt the 

Institute and its work can be widely distributed to the global community 

haYing an interest in irrigation marul.gement. Such publications should 

obviously be of high quali ty--both in content and appearance. 

The Institute reflects an impress i \,f' list of publications for an 

organization of its size and BUlge of development. Some are obviously of 

high quality. Consultants and others have questioned the fonn and quality 

of others, hOlolever, suggeHting that the editorial staff of II!'H needs 



strengthening to provide JOOre support in this area. Such a need seems 

apparent to the Panel. 

The Panel suggests that target alrliences for sorne 100 publications 

should include organizations or groups primarily concerned with environmental 

and natural resource conservation issues. 

During the course of its work, questions Here raised to the Panel 

concerning the status of the Infonnation Program within the Institute (its 

designation as an Office rather than a .Di \'igion). S~nat related. is the 

question of whether the Infonnation Program is "merely a support fWlction," 

serving primarily as a "conduit for getting publications out" or should it be 

"a program wi th a character of its own.·' 

The Review Panel also heard reference to "pressure to get }XJblications 

out--with little more than cosmetic editing--easenti311~' publishing what the 

authors provide." It I./US also suggested to the Panel that strengthening 

the Institute's overall Information program seems to be sacri ficed at times 

"for expediency in getting publications out." There also seemed to be sane 

concern over the operation of the Infonnation Progrrun 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 purts of the Institute are well defined 

and understood.. The issuance of a clear policy statement w~th regard to 

publicat.ions 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. ~ OF IIMI PIDJWt 

In assessing the impact e>f IIMl's efforts to date, it should be 

recognized that the Institute is a relatively ~~una orJanizatian, having been 

in existence for slightly more than five years. >k>st of its projects were 

lnitiated within the last three years--many durina the last 18 nx>nths. 

I-i'hi Ie recognizing these circumstances, there are DBnY indications of. 
signi ficant proiresB by II~l in carrying out its stated mi._ion. cne such 

indication is the extensive array of research projects currently tn:ier way. 

A s\JIIIIBr:; of these projects is found in Annex IV. There are also .-ny other 

indications of significant proiresB. 

7.1. 100', Aa.e • ..,t of Ita Achievements 

Annex IV provides lIMIT ~ement's aBsessment of the principal 

contributions or i.nqJact (achieved or potential) of the projecta currently 

undel'\olaY wi thin the Institute. Al t.ho\Jih the nature uf theMe projects 

suaaellts siJl'lificant potential imp.:1Ct, the actual oontributions to date are 

under.tandably limi ted. However, a ntlnber of specif I c achievements or 

contributions are indioated 1n IIMT' B annual reports arxi in other statementa 

of ~ement. 

IIMl'. Five-Year Workplan inoludes ext~n.ive reference. to it. 

contribution .inoe it. inception. 11118 include••aDe 18 example. of 

r'elearoh contributiona in Sri Lanka, Pakiltan, the Philippinn, Indoneaia, 

and Nepal. It allo document. itl achievement. in th~tic and multioountry 

re.earoh, traininl, and information. 

The IIHI Director General referred to other examplH of .peoific 

aohieveaent. "we are proud of": 
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in Sri Lanka, studies of the extent to which fB.I1lers should take a 

active role in the lII8llBgement of irrigation systems have led to a 

rather rapid acceptance of new approaches in this area by government 

officials; 

in Nepal, lIM1 's presence has had a significant impact on the thinkilli 

of officials wi th regard to how the Government could better assist 

farmers in managing irrigat;.on systems; 

in Indonesia, IIMI's work haa developed the ~3is for asnaginc water 

reSOUI~es more efficiently, leading to leBS wa~tale. 

Contributions of a different nature were cited by one of IIMIT's senior 

staff, It wru; suggested that one significant impact of 1OO's work is "in 

helping to set the agenda that people use when considering irrig&.tiOll." He 

cited an example of the contributions of a major study by 1IMl of irrigution 

service fees--pointing out that this sttriy was helping to shift the focus 

from t.he mere cost of water to how the fee st.ructurf' for water can contrib.ite 

to system perfonnance, He emphasized that once users realize that they were 

paying the cost. of irrigat.ion water, they will become more concerned with 

better management, 

Perhaps much of the signi ficance of what 11M1 does was s~ up by B 

senior staff member hnen he said that "in the long run, one of IIMI's 

primary contribut iOnH may be in raising the consciousness concernini 

opportunities to improve the performance of irrigation systems and the need 

to give priority attention to such efforts," 

7.2. Collaborators' and Donors' ~t of lOO's ProcI-

Annex V provides a copy of letters and accomponyini qjCBtior~ires 

sent to 49 irrlividuals aBsociated with donor (or potential dctlOr) 

or~anizations and 116 individuals affiliated with or'~anizatioos in COlmtries 

where lIM! has a working presence. Replies were received frcn 18 donor and 
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19 country representatives (referred to as oollaborators). This repreaents 

an overall 22. 4~ response. The lower level of response IIBY nave been re LaUd 

to the short time available, conflicts with Christma£ holiday schedules, etc. 

Followina are the nl.IDbers. of collaborator resp: nses by countries: 

Morocco 4, West Africa 4, Pakistan 4, Sri Lanka 3, Nf pal 3, and Indonesia I-­

with none from the Philippines, Bangladesh, and Indil . 

In scme cases there was more than one response fraD both donor and 

collaborator organizations--for example, representat ves of USAlD in 

different countries. 

Several (~~) --primarily potential donors--indicl:\ted that they did not 

know enough about I IMI to provide the information requested in the survey 

instr\.lDent. 

Section 7.2.1., 7.2.2., and 7.2.3., pI'Ovide infonration aathered from 

nthe survey. Sections 7.2.4. and 7.2.5. provide othe assessments of lIMI's 

efforts. The Panel cOlImfmtar~· concerning donor coll Lborator views is 

provided in Section 7.3. 

7.2.1. Bvaluation of lIMI's procram theEII 

Both donors and collaborators were asked to pr )Vide their evaluation of 

lIMIT's Beven proaram themes, rating each on a scale )f 1 to 5 (with 5 

representins "very important" and "not BO importar t") • Table 7.1 )rOVidM 

a S\.llllllry of theae 8SlIesmoentll. 

The themes, "Improvins Institutions for Irrial;tion Manalement" and 

·'Manl:.iins Water in Irriaation Systems" were rankt!d ~ lahest, wi th each 

receivina a 4.4 ratina. Approximately 80 percent 01 the respondentia Jaw 

theae two themee either a 4 or 5 ratina. "~n••cinl Irription 

Orlanizationa" received a slilhtly lower overall rat illl (4.0) than the two 
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highest ranked themes. Seventy-three percent of the respcrdents IBve this 

theme a 4 or 5 ratina. 

Table 	7. 1 DonorICollaborator Asaea nt 
of T!IV?rtanoe of 100 'Ibemea 

~t.s.! 

~ Rating 
1 

~ Ratil'll 
1 or 2 

~ Rat III 
_5 _ 

S Ratinl 
4 or 5 

Overall 
Ratinl 

Institutions for 
Irrigation f'hnaaement o 4 50 77 4.4 

~ing Water resources 
for Irrigation 4 8 60 81 4.4 

Financial HBnagement 
of Irrigation Systems 4 31 23 50 3.5 

l'ilnagement of 
Irrigation Facilities 4 15 12 35 3.3 

f'hnaaement of 
Inrigation Organizations o 4 73 4.0 

f'hnaaement of' Irrigation 
Support Services for Farmers 0 31 12 42 3.2 

Managing Chanae in 
Irrigation Institutions 8 27 31 3.5 

• Scale ! to 5, with 5 indicating "very important." 

The remainil'll themes were iiven ratings in ~ 3.2-3.5 ranle. 

"Managil'll Support Services" received the lowest overilll rating of 3.2, with 

alJDost one-third of the resporxients iiving it a rating of 1 or 2. 

Most respondents seemed satisfit~ \. i th 11111' s stated IIlission. CXle 

collaborator s\.Gested two possible addi lional theme:i." 1) "Ha.naaement of 

Wastqe in Irriaation Systems," and, 2) "Manaaement )f Environmental Bffect.s 

of I rr iaation Sys tems BlXi Practices." 
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One general conment by a collaborator is particularly noteworthy in 

considering the Insti tute' s range of program themes. "lIM!' s efforts to 

date appear to be toe thinly spread to be moat effecti ve, Its limited 

number of personnel attempting to cover so wide a mandate makes 100 more 

of a diagnostic outfit." 

7 . 2 . 2 • Assessment of 100' a major program acti, i ties 

Donors arxi collaborators were asked to provide their assessraent of the 

relevance of lIM! f s four major areas of activi ty: therr atit: research, field 

operations (cO\mtry-speci r'ic programs), training, and infonnation. The 

results are summarized in Table, .2 

Table 7.2 DonorLCollaborator Assf'ssment 
of Relevance of Major 100 Activi ties 

Activity Assessments *" 

% Rating % Rating % Ratil g % 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, wi th 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 s une ratings (3.9-4.0) 

to two of the four major program activities--field op!ratioru3, and 

infonnation. Some three-fourths of the respondents g lYe a 4 or 5 rating to 

these two activi ties. Thematic Research received a s lightly lower score of 

3.7, with 57% giving this activity a rating of 4 or 5. 
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Training received. a much lower relevance rating (2.9). Such a low 

rating is not consistent wiUl the intportance attribLlte:i to training by IIBIlY 

of the dl..nor and collaborator representatives met bv the Panel. Such a 

rating in the survey may have resulted from the respor.dents' interpretation 

of tr:e question. Conceivably, !;,cvcrul gave ita lOl-ler rating because this 

:J.sr·-·{'t of Ill-lI's activities is the least developed ~.O date and, therefore, 

has ccnsidcred to have the least relevance or meaning at the present time. 

Some of the West African collllbor~ltor8 emphas ized the need for 

information and training programs more 01'1 cnlt~ to their region rather than 

to Asia. 'me need for more publications in the Fr€.-nch language WB.B also 

emphasized. A major collaborator stressed the need for "applied research to 

s()lve the problems \-Ie are facing in the eff'ic:!.p.nt mmagement of our 

irrigation systems and how they could be chl.U1ged to meet the requi~,:!I'lts of 

modern agriculture." 

,\nother collaborator rnnde the fol!ol.Jing COlIlllcnts: "llMI should work 

wi th re!;carch insti tuLions as opposed to irrigution bureaucracies "dth 

....nich close links are nt."'Ccssury but not fundrunentnl. Management innovations 

need to be field tested in collaboration ..:itn irri~3.tion agencies, but their 

irmovntions cannot bf': developL~ wi thout resellrcilerf participating." 

A major donor suggested that rn·n should "ern! ~asize applied research 

more. People in irrigation agencies Hill ligten t, IIMl about practical, 

applied research fj ndings. " 

One agency from a donor countr)' indicntt-'{l thl tit "strongly /ll6intains 

the view that lIM!' s primary mandate is decentralb ed ficld research on the 

actual irrigation sile£:) of the countries rather thl'n establishing its own 

research facilities." 
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7.2.3. Assessment of IIMI' s perfoI'lDBl'M::e throu&h survey 

Overall, IIMI received very positive evaluationg by both donors ard 

collaborators in the survey. The responses of both groups appeared to 

follow the same general pattern and, for summary purp)ses, have been 

combined. 

In tenus of "overall effectiveness," the respondents gave the Institute 

an average rating of 4.1 (on a scale of 1 to 5, with) indicating "highly 

effecti ve"). Almost 40 percent of the respondents eV'lluated lIM! as "highly 

effective" (Il mting of 5.0) und over t\..;o-thirds pro\'ld.ed. a rating of 4 or 

5. None g[\\'e illl evaluation of less than 3. Such eva Luations are considered 

to be \'ery positive, given the fact that lnll is such a young organization. 

:\ dono r g i ... i ng II!'1I 11 3 rn t i ng added that the Insti tute "seems to be 

rapidl~' impro\" i ng . .-\nothc'J' dunor pro\'ided a rating ()f 3. 5, conmenting 

thnt "TI:-II has ITru:h> gn:nL ilIlprO\f~II11-I.t in defining goalS and objectives and is 

beginning tu :ll_'hic'\'" them." 

In c\"alu(l t ITlg "stn~ngth~ and \.Jeaknes!'Oes,·' one iJ lportant donor said, 

"Its couIltr~' pI'ograms r.~e vC'ry ('ffc'f~t i vc, Its field "esearch program has 

mude Zl !urge impact. Overall 11 good organization, wo ..thy of continued 

support." 

Anothf!r donor ind icuted as "gtr'~ngth")" -- "11 high quality staff and good 

networks." As a weakness the donor SUggf~sted that "funding levels appear to 

limi t effectiveness." A potent wI dvnoI' suggested that IIM!' s strengths "are 

its clear mandate to tackle critically important problems and its dedicated 

stuff." The respondent. ndded "I I~ll':-; 1ilwly difficuJ ties in adequately 

addressing major issues int.'lude the poor definitions of the problem of 

irrigation management, the compl exi t~' of the problem in Bocio-econanic and 

biophysical terms und the 10cution-sJX..~ific nature of the solutions." 
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cnly one respoooent (fran a collaborator organi mtion in a cotmtry with 

a well established IIMI program) had decidedly negati ve cooments about 100, 

suggesting that the Institute had made little impact. He also suggested 

that there had been 1i t tle interaction between his QI'ganizations and 100. 

Another respondent in u posi tion of major responsibi 1 i ty in the same COlD'ltry 

said: "IIMI is in a fonnati ve stage in our CO\.D1try. It has already made c:.."l 

impact. When it matures, it will be of great benefit to us." 

Several respondents, while agree ins with I IMI'!= basic mission, 

suggested that greater emphasis should be given to small-scale irrigation 

proJect~. Other collaborators coomented very favorat ly about lOO's 

participatory and collaborative modes of operation. 

7.2.4. 	 Assessment of IIMI' B performance ~sh personal 


contacts by the Panel 


In the course of its work, one or more Panel Il}t:mbers visi ted 

rcpresenta t i \'cs of both donor and collaborator' orgal}) zations in seven 

countrleS ....:here IIMI has a program/staff presence. 1t was possible through 

such \'isits and inteructlons to gain addi tional imprf ssions about IIM!' s 

performance. 

The general impressions gained through sLCh COl tacts were not greatly 

di fferent from those encountered 1n the survey. 

It should be noted, however, t.hat in sane of U ese contacts it became 

apparent that some officials in irrigation agencies 1.5 well as policy and 

decision making authorities knew little about 100, "1' its mission and 

activities. Svme agency and donor representatives r·marked that loo's 

re..earch is "too theoretical" ani also incanplete be. ause (in their opinion) 

it does not address the practical feasibi li ty of its reccmnendations--nor 

does it adec;uately examine the financial and economi, , feasibility of its 

research firxtings. Because IIMJ is attached to natinal agricultural 

institutions (e.g., PARe in Pakistan and the Philipp ne Council for 
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All'iculture and Resource8 r._reb ar¥I Developlf!llt) in saDe countries, SCBe 

aantacta in natianal irriaticm 81e11Ciee IIeeIIl to believe that the Institute 

i.a ~ ooncemed ",lth urlcultural rather than irrilation lIIf.t.l18gement 

re.earch. 

Some of theee leas-t.haft.poeitive atti t1.lies appear to be due to a lack 

of knowledJe about lOO-tdlich, in turn, may be due to a lack of adequate 

interactions or CXIIIIIUnlcation between tile Institute and these key officials. 

Deapi te evidence ot some such atti tllies , the ovt:rwhelmi.ng response the 

Panel encountered was very posi tive and sliwortive, prrhape W'lUBually so 

liven the fact that lIMI is a very younJ oI'ganization with a limited 

opportuni ty to have proved its worth. 

One major donor coamented to the effect that, i1 his jldgement, 

investments in work such as IIMI' s, directed towards mproving the 

manaaement and related efficiency of irri,ation systel!lS "could ca'ltriwte 

more to increasinJ developiJ'li world food production" 1han any other activi ty 

which his Blenc,Y could support. Many donors and collaborator 

representatives stressed the larJe lap between the ac1 ual perfol'llBnCe of 

irription systems and their potential, expressing thE.. view that roo is the 

only orJanization with a clear arw:1 exclusive DJ1lldate 10 assist in more nearly 

realizinl thil potential. 

Flnally, it ahould be noted tJlat in the course fits efforts the PanelI 

dillOOVered that the Alian Devel0PDent BlInk ill eJli8ied in a CXDprehensive 

_ ....ant of 100 project. or activi tie. which recei\ ed financial support 

fl"Olll the Bank in the five-;,ear period, 1985-89. At' t} e time of the Panel's 

review, however, the reaulta of the ADS assessment weI e not available. 

7.2.5. AI"'P"t br Sri Ltnka Consultativa C< IIIDi t tee 

Durinl the s-at three months, the Sri lanka Com:ultative CaIImi t tee of 

100 hu carried out an e"..hation of IIM!'s perfol'llBl ce since its inception. 
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Since IIMI has been involved wi th programs in Sri Lanka for a lQl'lger period 

than in any other cmmtry, the observations wxl conclusions of the 

Consultative Coomittee are especially relevant. 'l'he Coomittee provided the 

following summary statement in its report: 

"In keeping with its mission to strengthen nat: cmal capacities in 

irrigation management, IIMI has carried out its fiel( work effectively 

through a set of well-designed country programs, self cted with the 

concurrence of the Sri Lanha Consultative Conmittee. IIMI, instead of 

confinit1g its programs to theoretical study, has put ita staff into direct 

contact I.li th diverse irrigation management si tuatiore in the field. They 

have been organized at different levels of involvemer t, acxx>rding to 

circumstances and resources. 

"One notable feature in JIMI's operations has een the flexibility in 

its procedures and its informality in dealing with 0 untry specialists and 

national agencies. It has chOSEn to playa catalytic al role, rather than an 

authori tarian one, in promoting the developnent of iJ ri.gation management 

capibi li ties of national agencies. Implemenwtion 0' its research programs 

has generally involved collaborative research carriet out by lIM! staff and 

that of the related national agency or institution. 

"TINT'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 w] h all significant 

national organizations, Loth goverrunental and non-go' ernmental, concerned 

...,i th the management of irrigation in Sri LD.nka." 

The Chairman of the Consultative COIIIIlittee, in :l 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 In<titute. 
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7.3. Panel 0 

It is apparent that in its short span of existen"Je, 100 has initiated 

impressive progr&llDatic activities which offer si.gnifj::mlt prooUse for 

enabling the Institute to achieve its objectives of in proving the lIJBl'l8i~t 

of developing COlD'ltry irrigation systems. Indeed, In I' 9 activi ties are 

already contributing to stdl objectives, 'Ibe high ma.r~ which both 

collaborators and donors give IIM! is imprcssi ve evid£- "lICe of the rapid 

progress the Institute is making towards achieving iu stated objectives in a 

relatively short time. 

The principU inst..alxJes where t.he Panel has fOi nd l~B than positive 

attitudes towards the Institute have been where coomur,ications between IIHI 

and collaborating agencies seemed to be JX>Or, 

The Panel recoomends that 100 concentrate on de veloping effective 

ccmnunications with personnel in collarorating agencif s--including those at 

the highest levels involved with policy making, 

It should be recogni zed, that I IMI is not II reSl arch insti tute in tile 

same mold as many of tile !ARCs. Its mission to impro\ e tile management of 

irrigation systems requires IIll.I:h different approaches than, for example, 

efforts to increase tile prcx:iuction of rice or wheat, Moreover, I1HI' s 

efforts must go beyond research. It must also work cj osely with tilose 

having responsibili ty for managing irrigation systems in helping them apply 

or use the knowleclge of how their systems might be lJIlI)8ged more effectively. 

In that regard, 100 is IOOre involved in what some WOltld characterize as 

action research involving more "downstream" or research implementation 

efforts. At the same time, as one of the few insti tut ions globally 

concerned with irrigation management, lIM!' s acti vi tic s must alBO inchrle 

significant "upstream" efforts in the more basic and E trategic research 

areas--in efforts to generate new knowledge or underst anding and to devel>p 

new research techniques. The Panel is somewhat surpr~ sed, however, that 
lIM! would characterize 35 percent of its project acL vities as basic or 
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strat,eaic research. Such a figure seems high, given the nature of Ioo 

projects. ntis is undoubtedly related, however, to how ODe interprets the 

meaning of the terms "taBic" ani "strategic" am the fact that IIMI is, 

Weed, concerned with generating new knowledge cav)eming irrigation 

management--even though such :research miiht not be ~garded as ''basic'' by 

physical and biological scientists. 

Donors ~ collaborators resporrlini to the Pa leI survey gave a 

decidedly higher "importance" rating to three of II U's themes than to the 

other four. These themes: "Institutions for lrriga .ion Management," 

"Mana.iZement of Wat.er Resources for Irrigation," and "Management of Irrigation 

Organizations," would also appear to the Panel to b ~ most important in tenDS 

of priority attention. The Panel notes that the in ormation in Table 6.3 

(Chapter' 6) apparently indicates that rIMI currentl has no effort deal Lng 

with the first of these themes, "Institutions for I 'rigation ttmagement." 

Moreover, lIMI (Table 6.3) seems to accord a greate. relative priori ty to the 

theme dealing with "Managing Irrigation Support Ser,jces" than was indicated 

in the donor/collaborator survey. 

The Panel concurs with the oooervations of bo h donor and collaborator 

representati ves ·that improvements ill lhe management of irrigation Syste;BS--to 

which lIMIT is committed--offer grea~ promise for si)nificantly increasi:~ 

food production, and thereby contributing to improvfd food security, in IIIBllY 

areas of the developing world. 

In S\.lJlDEUJ', ther.e is li ttle doubt concerning he great need to improve 

different levels of management of irrigation system. It is readily apJBreI1t 

to the Ptmel that IIMI has done ail f'ffect.ive job in its relatively brief 

period of existence of initiating [Uld carryi ng out :lriOUB progra,amatic 

endeavors which should contribute s; gni fi canlly to uproved lII8I'l8lCement of 

irrigation systems in the developir1!: world. 
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,I,):-,;h! fl;')'-' '-iP'-YL-d <I:: a a,drv,."(>nl"rll ('("flL;ultant 1"')1' til" 'fiL\H and sf'\'cral of th" 
l!"f'1'I,~\1 if·nll ,.lgrl :l!l~.urC\i l",,~' :n'('il <..:->.'ntel·s as "''''Ll as LIlrc'ctor of 
,-\C1:nlrll"U':I'.I'.:11 at j'··\lil.J.,\ ::-, ::i:.Tl,L :-ihf: I:as a m"mher' or' tn' TBnol that 
'''I)'';'I''! t"l 'i,t,' fJ r::;r I~:·:1.('rn:tl '!:UJ:I!.,:/'m"nt 1''''''1('\; fA' TlT:\ In l~ld~\ :lnd ha~i since 

I:I!" I' l!.;.\II.~i In cll111l:_u' n'\::'\,'~ nt' 'T"i"j\l' 'Inri \ I.I,T, Prin!' u:· 1:1,~1. ;.;hr>, 
'Iw'nt "I'.t.l"·ll .'-",I!·:-. HI ':l!'iC>U" [,')"1 t_l'_ll~; '~t ch' ln~~1.1 till." "f iTltrTnat lunal 
hi'!,,,\, ll'!I III '.,,\: \')I'I", t!:,· j,'.:-:: t'i\'I' :1<-; , L",' IT''',;I,knt fr,r' i~dll":It.inn::d 

"'!'" l'·'·:~·, ii,.'~\,ilJl''!':'\ d.l'!....:·t:>·r:r_ f'!1::t. ! n'·'::;'·.1 :;U"l'-(.l't 1(, ,,',;\flY or' t.he L\1{(s. 
>i:·, ..!r··c.r:l h;I''; m: ,:U...\ fr.fJfll "':I'tl':l.l ;.11)""]";1':: 111 l,·-·j Itll"ll sf:-ienL'f' alld h:.l::~ 

='1~'1l1 ~I "it'Inc',:tr'!' :'Jt tht.: L('l1:Vn ;:ch>01 'if t.C'..'fw,,:;lCS. She has ll\'(xl foC' 
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'!',r!~nsi\'e periods in (~enna.ny and in Syria and has tl8\'elled ',irlf>ly in many 
parts rJf the de\'elopl~ \.:orld on professional assigl ments. 

Sl"ED S. KIRMANI, B.E., D.Sc. is currently a cOlsultant. to the ""orIeI Bank 
'In thp consult.ing professJ')rI and on construct LOn sc' tor strategies. From 
l('i~ rn 1~8t), hf' Q1S flJr'ector 'of Pr'o.J£:'ct!-. 1rI thf> i~olld bunk, and from IH69 to 
l'i: .:, h~· S':I'\f~d i 1\ \TU'l ow·..; t aft' and nvlm.~t.:1"l al pOS I t Ions, Earlier, hf~ IJa8 

, l.l,:,f ErLglnet'r', i'llter and i'()I.l!r !1f"'cLJpment .-\utho/'J ty (WAPDA), and Chief 
1'llI.!lltl·,,~ '.1 thl.' l~m.)[\h II'l'l~:11 1,"11 DP,:er'1m('nt, i';'UUS!3lI, ,...hich he fir's1 joined 
\'" 'Ul tlTlg!lllUn ['.n,lo.'.ln(·PT' III !.i~.j, '">,)('('111 a!"t';W ')~ hJS exper'lPnce include 

m:tnagprnenr Ill' irrlgati"n SYS!PffiS, 1,'01 ,'!' s,'>1·tf)r plum lng, und management of 
d,·\,,'L'IXIlPlIt 1,/'oJr~(·ts. l'h,' (j,·\,·\,.pnelll :uld lfr,plelTlt'n' ution of the mulli­
r': Ii: "1' ,;,,t I; l" I nrlus ~)J.I ~ III I i:\ll In h 11. j "> 1 an anei maI\' gCl1lpn t at dp.ve 1 ()rmf~ll I 
i'l ':-.:n ':'1' \'"or'lil [·,anl- ,~,I ILl.! .\,,'r· Inl't:>' t.llli' n dollnrs I,'pre 'he illgh 
I' IIlIS III hl~':; ('[11'('>£,['. H£' ha<-; ais() SPI''''r:d on si': E:. ernal Re\'iew Pun!~ls 
:"'II'-""lng 'II dmn. · lll\rl l,'l IJ.a! Ion sc·('tllr picuUJlrlJ£ :.;t,dJes. Mr. I\innuni, a"
1'1' I.'ell of I'ahistan, 1:, a l\lf'lI\bI~I' of fi\'e prnfpssinll' 1 soclt.·ties, uuth,'H' of 
'.;r···"I':d Ic:chnieni pnp('I'S, and rccI!>l!'nt l:f lIIany [ll-n"ns, 

E. T, YORK, JR, I S from thf' \-)\ I, I t h b. S. and "I ...,. aegt'e(:~ fl'un: \\lblwn 

I. 1 \'('1':'; 1 t ',' and :.\ H:, r,. (.,,)01 1 .Y: H!l1ee i f:'011! (H'III' I \ ! n j \'f> I'e;, I t \. . Hr loa'" :\I~ I d I 

:lppulnt.mCrtt c !\S ITOt'(':::'SUI' mid Hc,tci, h·pt. "fl.,Qrr)n(l'.v, ... ' . ;-)\l1te l"':"'~'''sity: 
IIil'f>!'ICI/', ·\iabaITIIl 'onp"I'at I'.f' E.-..,:t'>nsll,l: .-)(>1"\')('('; ·vir inlstr'ator, Fedr~t'al 

j·\rpnI..,UJrl ~el'\ if,t·, t .S.:I ..i., i Icp .. l·r('~irif'llt f;lr ~I'I l;ltuI'al Affail's, 
i'.\f'f'llt ive \ i,:-.e-iTr>sldellt and intel'I!;, hf.''''ld,'nt. 'Iii' t'l':~it:: of FLorida; and 
'harlC'l·il .1', .... tnt.!.' Irli·,·r· ..·.It~ ~.\·~I'.'m "r j.. ~I,l;:. '.'l'i;'j IClng-lerm irlll'r"'st in 
Thl:'fi \H)I'ld de\r:!nr:f1lenl, hi' o;f'!'\'!-'\1 f('l· ',I' :·p;tl·~~ ,-,I. th,' h;llll'd fOl' 
I' "1'11111 lnnn\ !·(",rl illld \g1'i"lli I \Ir:}j : "! ,pw'l\t 1\'.1: 1111 th:'(:1' \"I'a:"· a~i 11.f-; 

I !taI IT.lUlI. HI' has r'('('f'nl \ .. ",mill,·!,·,· :1 -..:. "":11 I"!" ,II tlv' Tr~\ i;n;. ',: 

1(" lS()T'~ ,munlltf'f' IT .. I ".j In! ',i \j,. rif' 1liL": )li1 i .... l'!'f.'sid'·nllal ~Il.,,!:nons 

11\ '\L!I'il'11111IJ'n\ !,.,\'pl,,!Xw·rjl t· .·,,"·"1:. '.II!: 1(""; :.UI' r', -,I"ll~, IllClu,illl1.! 

!·:.:.::pl, I.JrJ(':·la, 'f'rllr':li \111"?'1";:, ,lIld 'II' 'al'! li":I.UI. He JI;j:~: als(l led il n'rmrJf'r 
,I ifl 1]".1l1.,rl-·~II·"nglll"rling IIlISSI,)n:" I,· ,·.,Il/lll·If·S n -\fl'lr:u, "\SIU, and 
l.illl1l \lTlPI' I' II. ,lln'I'nl i.',', lit rJ,)ifh·. 'h,' I I r Je "1' i.i t ingUIL;hf'd SeT'\'ic,~ 

l'I"'i'I",8('T', '111\1"1'<-;1 t:. ;)f FI"lld: •. 
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1 • i "if·:! \ )SJ:.. L':1.1 ~I ·I-,I·I~.- _..... _. -". __ .. _- _._-

Tilf> IlIn.inf' pUQX1'''f nf' j·.hp Rpv i e\; I S to a('('(>~,s til, C'ontf'nt, quality I 
l!ili'<J('t, :mri '. :.\ ; 11(' nf t hp o\'erul j pr")g r'!illl "1' t.np interllfltionul Irrigation 
\k.m~~(~l'fnr'I'l IW'f!tIJ\,: (rU'IlI, and l.~ ri"j(')";Jlne \.·t....'ther the operations 
h(ilii~ r"ndC'd an' UlI't'I(Yi~\l1 in iUI' \,:1'1 I)("'li:u"c-d JXlliclPs nnd to 
m'\'f'J)t:W 11" stancll..tl·d·.., (If ",,;pll"n," 

: '- ,l':r...I,"l. d t h(\" . !ll"' i~" ',1 f.':.' I ..: :: . ~'j.! .!~ "\','~ i st the rw;i it ute in 
J,jUlfllll. ; t '''; \ '1\: 1 I t OC , :'IOri f~rl··;.l:1-: (Ie! ! fl' I';! t \. nf thp. p!'inritif~S and 
t'lltlH't 	 <~\1"\1".l2:i,·<· )"'i""l!,Il:zc'(i h:' It< !"·:\r'o. 

'\ Irl~ :1' ,x",ts: 

(i) 	 Ib!L.!.!n~r.:.r.~..p.!.:.i:~~/lf,,~c::..YL_t~'_II(·.l._~·';:i.'~:j m :;~_i.qn, ils internal 
'ITlsiSI"TiC'\' and Itlll'r'prl '1.:lti·'lj >. I"'-l"~' 1.0: 

(a) 	 thn lrnml'(jj;:\t0 af;d lon,-TI ,,, ~.'·Ii'. ;',,;!, lml:r'()\'pd al\d 

~:tJ!:-,taJII:~r'; !l.:'~lcult.ur1l1 pi ':'~I 'i, 1 '-',\·~,jI:m.s <l:O-, \.'i 11 ~ 
f'll' hum:\!' >,:i·jl':.I!·e in (j.,\('!(·'j'II\!C ,',,' mlr'it,!..;; 

(bi 	 Prf~~ t tl' , \/,)(1 ])()<·;;.,i bll i \ If'f-. Hr'ca~ ·f \.:nr'\i. h:: thp 
I no, t 1 :.11 ;II il I "\' t.he n:-; 1. I t t1'1 I j 1I1~. 

( i i ) 	 The t r';\Jl!-> lit t j ('I! :). 1 /')1' IllJ "-.E ;')1, .,'' . +;~j~:~~! \JllS of t-'OI'k in r'e 1at lor.--------.-.---.- . - .._--------­ ~----

to: 

(a) 	 th,~ Instlttlt,,':.,; ~rl'ull~~':. tlld tilr ')r''''r~ss h.\' ,,-bieh it I..'a' 

formu I U u:d; 

(b) 	 t.he In~t 1 tute' s rot lomlle--:i~: ":-:P' :·'·;~;wd in t.h" ,(:it raTt"j :' . 

fr)f' lt~ prloritic's. Its pre;,"Tl! '11 i ftlttlrf' o\'pndl si.:", 
its de(,L'rHrnli::,~ ITlllfl' 'll' "1")"\1[1 1, Its gt'ogl'apill" f'r '11, 

::lIld t.h" ," Impo::.. it i (Ill and bll j IInc" '.': thp c)\'pra I 1 pr()~ rnn ; 
and 

(e) 	 thr. ~r'()ad in',d.it.utiofl[.d pn',;rntlmf'1 '--:\I'ti"I'I(>~, ()f' "Uer 
lntpl'ontl.)lIu.l Inslltuti'!~ ilnd nr'l?JU l;~lItlUIlH, I.UlU of 

rlUti,maJ in:,t.itutf·s 1n (~'('J"'r"I'nt ln~: eO\lntf'l(~S ~d In othel~ 
',herf! thr> \·;od{ of tlw In~' ilutl' l~ rfdp\·nnt; 
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! i i. i) 	 The :,ontent and guali ty of the scientific and related \."orh: of thp. 
Insti tute wi th particular reference to: 

(a ) 	 the result 8 0 f the Ins t i tute' S h'ork; 

(b) 	 the current and- planned t.'ork and the role of the 
scientific disciplines therein; 

(c) 	 the information exchrulJ~e W1d trnining pro~rruns. t.heir 
methodologies, thdr specialization and decentrali:mtion, 
and the participation of the professional staff therein; 
and 

Id) 	 the adequ"c:.' of the support serviccs"l1nri ot.hel' facilities. 

'l\') 	 The actuul and £':lu.'ntinl impuC't. finn u~efulnc~c;:..; of thc Instittlle's 
activitics in I'pluti()C1 to: 

(n) 	 fcxx.i sccul'ity conr.'crns in developin,~ (~ountries indudinst: 

n,l!riculll1ral pr(ldllf~tidty and the eCJllity of 
distribulirn of benefits from incI'l~u,j(~ prcxjlJ('t ion; 

the c<'ono'jlic 	situalion nnd CJuality of life of 
resour'cf~-po()r funners, purticuh.rly h'0/0pn funnel'S, 
nnd their cmplo~m~nt und income opportunities; 

til£' su~t.air\!1hility of productive Inr;.-j us!' systems in 
de\'l'loping C'CJtmtri eg; 

(b) 	 re.3curch (:UJXlCl ty j n de\'c lUf'ing count des through 

it.,.; infonnntion exchange and training progrruns; 

cooperat ion "'i th nat ionnl resellrch and de\'elr)[nlcnt 
progrruns; and 

cooperatinn Idth other internntinnni institutes and 
or[!uniznU ons. 

h') The f~ffr:>ctiv('nC'sg of t.hr rr:mag"mpnt of the Im3t ittll/.' and the 
appropriateness of H.<.; slruc,u/'(,,,,', \"ith particular r(,fprcnce to: 

(n / 	 Gon'rnun'~/~--ll:'1l ~illpl'o1't (,;'()uP, ['rnru of Go\'crnor's and 
its rommi t tC'e's, [ltd it. fl :w't lon; 

(bl 	 Progr;,uo ~~lI1al',I'mf'nt--Jf?:\ii' r·,ilip, onnn,::ation:d '3true turc. 
pJ mming :md re\'lc,,' SY~Jtl m~;, rnanngun('llt I.lf p,"gram 
acti\'itif>:;, 1IIr.·nitor·ing (If ':ost eff'_'Ct. \pnc!~s; 

(('/ 	 Pl'rsorUlLi - /'/XTllilIJ1P!lt., sluff dc\'clojfw'nl, 'llid other 
procedur'('H ; 
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(d) 	 Finance--bu::iget, financial reportin ~, arxi at.riit systeme; 

i (» 	 Fund rnising--strategies ruiopted ar~ i prospects for the 
flltllr~, the oolance tw:t\..'een core nr i non-core funding; 

if) 	 Administration--physical facilitie~, procurement, general 
services secu!'i t~·, transport, tI'UW l, etc.; 

(gl Inf'.'rillatiun--C0Il1IlWlicutions Ser\'lCt ;, pUblicntion and 
ctislI"ibution ser'\'ices, lihrar~', mru 19ement information: 

Ihl 	 j./elution·7:nip ,,'i:.h I.":ternul erJ\·jrr)nr.mt.--links ,,'ith 
I'lif'llts, CI:llarXl!'atr)n:!, flnd donors, 

Constrn.i nts on thc> Inst it. UlP' c; nct i \'i ties .-hich may be hinderj ng 
,tl" impl i'ml .'1l1 'l! i ')TI f' i 1~. pr·';-gr'U1T\.<-;, tU1d p(" 3sihle ~an9 of 
n-ciuC'lllg ur' C'ijrnlll1.ll111g such COnSlr~l.lllts, 

" \iE\!-R\l. ., ",": i; ,Lh:.. \T[, ':'" -_._._._--- .. _-- - ------- _.. 

(/til!'!' a!-f"·I.:'I.s :,·f par'runollIlL imp'I'tanc'L' al'(' 1hf:' 1m ~itute's decentrali~ed 
IWld,. flf'lr,,'ra: i )n :md Uw :'pilll In,,:~hip t.r hcariqUi 'tel'S to off-campus 
:\1'1 1':1 if""; /lI'l"l'lt If:S 1·:i'h:1I and r)(·th'(>"11 rpspur'c I pr'ogrum..s and the.' 
!'~:~:\n" :lI:l"lI.~ rr"l!r',Ul,',; c\TlI.l P'j:1Urjll!-;hl!) 1:l1h rHl' '-mill program.':>. \lJ of 
'h···.. , I' ·~tLCld.·.·:\' i"n:,: ~,,.l:.\·,· I.' fh" 1:;1"", in dlll'h nf~ lnst.itllt(, 
If''\l.'-'!;tl''',·. :\'.. 1,·til'I"-· '!rJd "';'nu'g;,"-. irtf.(i il!",.)f ,t.s Hnd ncti\'ities. 

''11 Iii.' ,1'1:-; . i I~. f'/'\ l"\:, th,· !"lrwJ t '11 i l·'~I''':I'' 1(. Lhp i)nnOrSIJPpol t 
·,j"oIT :\11': mal\1' '-'I)I.'(·iCl(' I'\.'C'IITIDI'-,ndaT 1uri> !"':alt'd 1 I these tenns of 
I'P"'T'''n r 'l' :.Iwi the nrpP.nd~.:'d list of i·":";IlP<.: •. \Ii ir ikntion should uls( I:x 
~l· .. "rl ·,e '11'-' rr·!~lti\'I.' irnr"'ruU1('p :.f I~l" '::ll'I"\l:~; ! 'cormnenrin t i on5 mnde. 

l""'>:mlrTI"!ll1:!'i':n\t; it I.isnes, b0C:HlSf' the r'T'i!'\ J'-i heirs alone. 
!"lu:1 : ~:', l' :.:;h'-oIILrl /)I. ('1(~ur1~' wl(k'r~.t.'-n; tnal th. I ';'..HlP1 canTle) t COflUIJ i t 
'hI' i'.n·T· ~·'liT.r'r'!_ '-;n111p to Hn,\' r"nsr'q\l('nt :V~! i:ll!, and the Insti tlltf' 
shnlll. i h'ar- this in mind h'hen cc'n~ldf>rHl'-! lmpl"ml IUlT irm of the PW1~] 's 
rf'C' IrrtrTl·'nc1.:1 t i sns before the report hus r.P(,II d 1sru' wd h." t..he /}()J1or 
SUllIx1r·t '·,r".lup. 
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A StM1ARY OF lIMI'S STRAIDdC PL~~ 
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The following material br'iefly slIIIDarizes key el ements of IIMI' s 
stmtegic plan, a draft of ",'hich '..'as formally approved by the Board of 
Go"ernor's in September, 1988. A final version of the strategy '..'as publ is' ..d 
in late 1~89. The comments in this section concerni~ the application or 
impjementation of the Institute's strategy refers to IHI's vi~'S - not t"lose 
of d:.c F'ane1 • 

The Importance of Irrigation in .Developing Cotmtries 

I PH t s strategy doc\..lIlCnt begins b~' emphasizing 
the 1m]:'Ortnnre of irrigation in developing countrj 's and the need to imp:'"ove 

thl~ maIU:\~ement and use of water. 

The impwtance of i nig:lt lOli i s rp.fl~ted in the:' fact that there ar,} 
ah(Jllt 22('0 millIon hprtarcr.; rJf HTi.~nt('d land i.n the 1,( rId, reprpsenting Slme 
157~ of the total cultivated a['l~:.l. ,-\ppr"l:':ulllitc'ly 72%; f this irrigat.ed. la:Ki 
hi 1n de\'clopHig countries. Thp slgnificance of irrirated agriculture is 
f~V"rt grr':.\tf:'r in t.erms of production, In SOllth Asia, for example, yields from 
llTjgatr>(i (:'ereflls average l:x>t\-:cen 1.~-:::,25 times as mlch 6.S those from non­
irriga'f:d land. ~loI'(, than haIf ,:,j' th:.\t r'egion's tota food produ('tion cOl:tes 
from i rr' iga ted lands. 

The dp\'~loping l.:orld has madp mussivf.' in\'estmen s in the de\'f:~lopnen ~ of 
rlel-', c'r rehAbilitation of old, irrigation schemes. S. veral developing 
r.ountrip.s ha','{, de\'ot.ed over thref'-fourths of their puhlic experKiitur'p.s fo~' 

agrir-ulture to jrrigation pro,iects. 

Dc'spi t (> these! larg(~ expend i lures and the docunented importuncr: of 
i TTlgnt jon in promoting and sustaining food productiOl , most irrigation 
sysu'ms uri" [If_'r:for11ling far helOl' their potential. In many systems, the a!'ea 
irTigntrd i'~: much lr:ss lhan t.he area commanded, and ill nual cropping 
i n T f'Il'~ 1 t If.'S nT'" 10\.'('r than anT. icipateci. \o.ater is oft( n distributed 
inr'qll.i 1abl~' bPtw'en funners near the hend-C'nd Clf the ~ ~rgtem "nere t..'ater hi 
as""II'f~i (md those less fortunate lrX'ured dOhTIslream. 'ater deliveries to 
farmer'~ fjelds rarC'ly correspond In qllantit.~' and tim'ng to the true 
reqlli ri'IJlf!r1ts of the ('r()p. ~j(~t incomes of fanners and landless laborers in 
lfTig:1TC>d ar....?m' remain bC'loh' t.heir pot.ential, 

Thl' (,I)rnbination of rcd1.lc1.ions in operating budgf ts and the innbilit:J' of 
manns.; ing ngencies t.o recover operat.ing CC.ISts often Ie ::is to deficient 
maintlm::lw'p ::luri decl ining perfOI11lLU1ce. In gcnr,'r::ll, n' t returns on irrigu";ion 
investments have been disappointing. !"Joreover, the c' st of developing ne\tT 
irrigution systems is rising rapidly. In man~' develc ing countries, the cost 
of net; irrigation pro,lects is not, as high as I:.S. U2-CII)O/ha. 

B~' an:..' measure, thf.! actual returns or bel\f-~fi ts ' rom irt"igation are 
ofl('n '::i ignificuntl~' belo\.,' thei r potential. This ma~' t"esul t from a number of 
circulllstances, including 1m,' crop productivity due to inadequate, 
I.Inprcdktable or untimelr "TIter deli veries, sharp inequities between head­
end and, tuil-end fanners in terms of water availabilit~" and difficultie in 
maintaining effective and sustainable irrigation systems over the long te:·m. 
:\,11 f)f these difficulties can be addressed through be ter nnnagement of 
irrigution s~'stems. 
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Such IY)tentials for impr(wing the productidty and econOOlic returns of 
i rr J gat i on ,,'~'st('ms C'ontri buteo ~,t) the interest in the creation of 1PH as an 
irn'·r'nat.iOru.11 ('enter de':H(:uT.,-"i te' impr0\'illg the management of irl'igatl0ri 
~~'~ t (,inS in' i1l.' lC\(' ior 1 ng 1."0 r 1(1. 

Ill'll I S be,"eficiaries arrl "clients" 

Ttl" ui t im;:ltp bI~nf~fi·:inri·:'3 of II~II's products and ser\'ices a~ fanners 
ill ~i(,\ 'l,lping l'OlmtrlCS hno!:;c liw·lihood's depend on irrigated agriculture. 
Th,' ,i 1:'(x't u!:;er!:; or' "cl ients" for II:'/I' s outputs are those organizations in 
'lI":('1.opng C'ountric8 1,+llC'h arc concerned in various ways ",'ith the management 
IJr' l!Tip,ntlnn sysrems. IT~1l reco~nizes u mnber of such target ,groups \.lith 
I;nl,-.h it might IJork, Tht':' include: 

p,,)\'prnment irrigation rnunagement Qrganizations I;hich have dlI'ec~ 
~",~c;IX:lnsjbilit.\' for planrllng, designing and supporting irrigation 
~:..st PInS; 

p()lic~'-"\::\king ()r~alli:',ati()ns, I.:hich are re!:;ponsihle for dc-tenni.ning 
nut lanaI pol idE'S in relation to \,'8ter resource!:; plunni~ and 
i rdp.nted agr i!:,ul tun:: 

'n.!.nni:~ati()ns and ass(X'lation!-: ':If irrigation \-utel' users, h·hi.ch rn.':lY 
)I,r. 'lr' hay. r'('spons1 Lolli': ,\' for managing irrigatIon systems; 

!\1l' irlmd :'('~eaI'('h insti tut'::=, PRpe{~iall" those h'i th intf.'rr.'st,~~ ()I' 

a r ', j .. : ~ ll'S in IrrIgation and in munagemcnt stud ies; 

'U';"~'Sl/-1es and nntional est.:lblishnl'mts for p!')i'esslolk:d 'l'uinili,l!., 
C>.::TX·C wiJ~' those aiming at hignt'r l('yels of ITlru1agL'ment; 

!HH i,mal <.'01l:;;ul t ing organizntions concerned In th pr.)\,iding ad':i"e or. 
: :'J':~'1tL:n-rclated i:-;UCS, 

j; 1'-' ;,(,'r:'()gni zed th:.lt there are ~.'et \'ery fel" research or t:r·aininE? 
ir:""il',lI','~ I.,ith an ('~;plicit oricn·.~tion tOharos irrigation management. 
l:\lj io..;, t.r:,:['('forc· ill n different situation from many oth!!!' international 
agl'!r'~Li'ur:d ;'~~<':c!lr('n "pr:tprs in thi.lt it I"ill rarclr be interacting \,ith 
t:i i J'f'" '.1'. t:'omp:,\f"\b if> n:l ti rmal ins L i tutrs , 

IIHl's mission 

11\,11 rl,·finr·s its missIon and purpose to be that of "stI'en!,{thening 
rl'l t : Un<l; "[forts to improye and sustain the performance or irrigation systems 
111 ril"''''' j oping '~ountries through the developnent anci disseminati'Jn of 
Ul:lIlHs"ml'nt innO\·tltions." \"ithin this context, "management inno\'ations" means 
un," ph~'5i('ai nr or'gnllizatjonaJ char~es in the conditions or processes of 
mana_L!,~IIl!'!lt that ~:nn c:aus,-. :rnproy':.'Ci perfonnance of a system. 

[1 should be noLed th:.t 1 rr:-II defines "irrigatlon managfO'fficm" as "t~1e 
F-I"f'/.'SS in 1.11 i ('\1 ins ti tll f, ir:ns or indi \'ldunls set object 1\'es for i rri gat i 'Jn 
sys',.'m::;; establish arpropl'iat~ conditions; and icienr.ify, mobili~e ar.d US~ 
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r<;;">"~"l\lrc'es so as to obtain thes(> objectives, hnile insuring that all 

twtl '. j t i,e!') DI'f-, perfonned. without c8usifU{ adverse effects." 


InlI themes 

11NI has ~hosf"n, initi31b', SL'ven major program themes uron Iohich it 

intf'wis t'J concentrntf,~ i ts ~ffor.ts. :\ brief description of each follows: 


in~tltutioru:; for Irrigatir)n ~Iana,gffllent - Lnder this theme, IIMI 
I:i 11 seek to det.cnninc the most appropriate management condi tions 
for institutions concerned h'ith irrigation systems. 

\'lanug('ment of \'8 ter RcstJurcf's for Irr'igat ion - This theme 
I 'uncerns prcx.'es:::;(~s in the phys icu 1 ~ tel' supply, deIiver,.' and 
riispo:illl systCIDb. 

~.tlll[~gement oLJ"W1lnClal Resourc'es for System Sustainability -
This thoffi(' I.'ill deal I.'ith mobilizing RrlCi using eff~ti\'el~' the 
rf'st)urees needed to fad 1 i tat e effect i \"f;~ management of irnglltion 
'~;\'sT,Cms . 

:-l:magcment. nf trrig!!.t)~1.._.t:acilitiE'8 This im'r)h~s effecti\"f? 
!n.:m~\fwm('nt far T:he maintenance and I'f:>habil i tation of irri~ation 
rar~ iIi t, i ~~s . 

~tl ",I~n(.'n1 uf [r['i~ati:m ,1I'g;~r\l~n_!J,Q!\~ - 'lanagpment of irt'ig~H.ion 

~,"C 'Ynl", i II\'('} \",'''1 nOT, Ufl i ,\' Thi: management of I;ute:- but also the 
II"U\:tgf'nlPI;1 ~,t' peupif' and inf"'r1lll1tl.,m. This them'! l.Jill fo('I.1..'3 on 
iml'l'O\lng'tJlf' "rfp{" l';pness I)f thr,' arimin;stf'f1tion of 
(l: 't:::111 ::: I' i '-,TIl-, f '( Jl ,""11,1:"; I; i 1 h i fT i gil' ion sys t pm~ . 

t.~ulUgement of ! !'ng;lt.1on ~.lli-2I22.!:.t SCI'\'ices to Fanners - Initially, 
11'1 i i nl (..'nds I (l f(,)l'us i t.~ f:'ff'orts on the spe<:'ial problems of 
ri,·j !\'pring ~UPP')rt ~;I'['\'i,-,cs tC' the farmE'r-managed sector. 

:j:lIIugelllf..'~~L,~hi1I.!&(~_)J..!_...!J~~_inst i tu~if)n..:?_,.2J irrigat ion - The 
forr~g(Jing six thcmc~ 1'I..>1ut c to aspects nf performance and 
m;:\I\ugcmf.'nt "'l.thille'olah1isnen inst.iT.uti')nal s:,stem.s. There are 
umf:'S, hOI.'('\'cr, I;hf'rl j t becomes aprroprinte to make fundamenu 1 
changes ill E':-: i!:-:t, i llg selS of i nSl: i i.UT. ions to im.roducp np\-' 
i nsf. 1 l,ut ions, T cJ ai'lll i?n old ones, or to relocate the interfaces 
and ['eapfine 3['8a'3 of rpsrxmsibilities beth'~!en institution<5. 
This theme h'il1 ['(~lnte to the' eff~ti\"f! management of such 
change. 

Priority areas of work 

III carrying out its mission, IIMI has identified four pnoritr Ilreas of 
l.'orR. They are us follol"s: field research in specific em'ironments; 
t.hematic research t!) synt.hesize findings from varied environment.s; 
information exchange; and management training. 
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, ,' ! tal t .. ti .. · ~ fl,.alrj ' " ~t..' : Il' h I r J'.":t.~ condur.ted on irru!Utl C'n 
1tl111\ ~ernCnt ~" tern H) spe i fie ",wi!'oJVn('nts will be a ke~' eh~'mC'n f 1 f'll ' .. 

\,', 11'1' 1 , dt.'\,~ I I f' mana".,mcn+' it"",,1\ 11': i nli, FrnqUf:nt 1~' such l·e~p.alot:'h II II I 
i I ( :lIdt, f "mr'(;)nt!l1l~ II r ttdLlptl t ' I ) ' 11 l ir,n rIot "Itry'n. ProJccts 1.'11 \I . unJ]~' rw:­
f'i nn,l' (...0 b: '''x1.f!!n)Ld "nl) I' , Ill'- PI' JOf.H3h of PT'f) if'C' fonnula1 l ()fl I: I 11 
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\Il t' ) .... .I,d , 1 flI11 ' . 
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t'" 'fll ~ 'n 'n lrrlQIH1 0 ' mnnnalf'mt 'nt ! ~.ues, lx.lt o1.~~ heaHi re "aJ¥'h t lJ 
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;\on-l'I..'!udent programs, in \.."hi('h iNl lUldertakes those functions 
that t:::an he done intf.'nTIlttPnt IY; seminars. lo.'Orksbops, informBtinr1 
und sraff p.xchanges, and I;>nrollraging national plrticipation in 
'I'~ i \.;ork reseal'ch; 

E,~.o.ld'·n: prograJll!!, ill ,;hkh 1 I'll fields onp to two internat i'Jfi::ll 
"':Iaff and aims I,) PI"'\'ld, ' thl'm \,lth supporting resources 
"';UI'i'iCtf'fl' '.0 pur· ..... '..lp (·()liabon.ll.1orl ir. '.lction research and til 

t r':llning, I:\nd to '_'~:1f~nc rl's('ur'.:-h f~apacit~, b~' sponsoring nationalE' 
a..., r(~search as:::;r)l'illl,'s f~ill)\.'s, This model can alsooJ!' 

a''':'f..lmplish ail '110' I.hf' non-r'p<"lCien t model does, but it doc~ rIot 
lIsuul b' ~lIffk .. · t,:. r~()\'I~J' r r:-!l 'e.; I"ompletp. thematic range; 

'. ::;tror!g "Br-c.lIIch"~:~~,I, in \,oiC'h 1I~1I places a fully 
/1:111 t H j ".f' if'] imll',' ! :,>~l. c·.lpab t(.' of "~r,-,rnl, ing across I I:'JI' '-3 r:.l11gC' 

;' trlt,:,rn·~s :lIld sf-':I'\'ic.,!~, ,S'" far. trllS t:.-pe has been implemented 
'lnly in hlkisl.:tn, and bt:<_'i:llIS I ' of its relativp.l~· high C08t. it 
I:ill be :.lpP'f.1printe onl~' to countries Idth large amounts t'f 
i IT i ga t ed 1and. 

~.:!.!~icLlwnIT__2.L.£t:gi()nal Resident programs, in ",ilich a staff 
gl".lUp i co rused J n unr..? ::OLtllrn', but is intended to relate als,') to 
:.1 rHlmbt:>, ':1 nf:·j~hl:)f:>r'jng C r)I,l!ltrie8. This type I)f program is being 
irnrlf"merltC'd in :·\t.'st Africa, and I"ill be appropriate in regions 
l.'hF'l":' th(: "':umt of ir-rigntlon in individual cotmtries if: 
~r!sllrficient to just-if:.' the op\'elopnent of single country Il'-II 
pru~r:un~ . 

,Uth')\Igh II~Jl has ini' ,all~' Loosen the abo\'f~ frame\;ork, i'. \.-ill b~ 
II'·'·· .. sa)'" ',l' maintain fle':iCiU t~' HI its procedures. Ir~ some c:l.s'.'''s, I i'1I rna:: 
('h:~'-'Sf' i',' pla~ a morC' cat31:'i.ic ro2p or a more adviso~' role in ';orking I:nh 
(:'thcJ'~..\n e-.;ample might I:x: an II!'!! research net\.;ork, ","herein staff :lSS i st 
ira ttl.;, rJ.!!vei oflllent Wid man.o.gl.'ment or research proj~t.s carried out b:.- r'f.?thorl~ 
r.tpmbe t'S . 

r l"il' ~ LGUlItry progrrun'~ \:ill 1I0nnall~' hn\"(: the follo"-'ing regula1'.ory or 
"Olltral clr:!mt'nts; 

:m ;\gr'~('ment or ~lcmorr.tlldum of Understanding, bet\.;('en II~fI and the 
n81:..ional government, ~hHt regulutes the legal and fiscal status of the 
I rm country tmi t and its personnel; 

a Technical Agreement, ar series of such Agreements, bethcen IJN1 and 
key national irrigation organizations, which pro\'ide th~ franJehut'k for 
insti tutianal collaboration in field work and other technlcal 
ncU:..it ies; and 

a Consultative Committee, comprIslng senior national irrigation 
managers and other appropriate people as well as II~JI staff. At 
present., II!-II' s Consul tative Coami ttees meet about t\-.'o or threr:: t im(~~ u 
~'ear to insure that II~II~s activities are in concurrence '.:ith national 
objP("i ;ves nnd. II"iI's own strategic obJectives. ThlS \Jill also insure 
that IIiiI's acti\'ities remain "user-driven". 
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I r:-n does not intend to make cO\mtry programs permanent installations. 
Pro~s must remain in place long enough to be econanically and 
strategically viable. To remain in agreement with IIMI's mission to 
strengthen the capaci t~· of national agencies and institutions, the goal of 
e\'er~' country program wi 11 be that ,over time, IIMI's activi ties would be 
taken over by those institutions and agencies. For that reason, achievements 
will b~ e"aluated on a regular basis by !INI's Board, staff, and the host 
count r-~- Consultative Cormnittees. This ,,-ill also increase the accountability 
of ('uch program. 

In deciding \-onere it should establish co\.mtry programs, and the various 
le,'cls of aeti vi t~· ,,-hich should take plnce, II~1l ,·:ill be guided by the 
follo,.ing cr'iteriu: receptivity, need, range and extent of irrigation, 
technicnl interests I insti lutiorml strengths , administrative arrangements, 
and dc'nor support. 

Thel'~ are over iO cO\lf1tI'ies in the'l.arld with Illf.)re than a 100,000 ha of 
irrig3t.ion. :-}ast of thc'se are developing countries. IIMI will have offices 
Iilld pr'Ggrams ill a relatively small pr'oportion of these. 

Hodes of collaboration 

In implementing its countn' progrruns, lINI makes partnerships and 
colluborutlve ventures n key element of its approach. There are at least six 
t:--pes of insti tutions \.i th ',ilich UN! will collaborate: 

natjr~~l irrigation-managing agencies, and associated research and 
training organizations; 

international agricultural research centers; 

other centers of excellence; 

international lender and donor organizations; 

lion-governmental organizations; o.nd 

national and international professional bodies. 

Geographical considerations 

II~II has identified five major zones within each of "ilich 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 
di \"ersi ty must exist. But wi thin each zone, there is more sharing of ('(mllon 
problems, and there will be more gain from information exchanges and general 
conrnunication among professionals than there is likely to be within different 
zones. The five major zones so identified are irvlicated in table II!. 1 
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Table III. 1 Major Zones Identified for 100 Attention 

Zones Population Cultivated Irrigated OX PersonsI 
(,.J) area area Dependence cultivated 

(M hal (M ba) on ha 
irrigation 

South-East Asia 708 125 26.2 21.0 5.7 
East Asia 1109 107 4;.7 44.7 10.4 
Arid/Semi-Arid Belt H8 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 

Source: I IMI Strategy document. 

IIM! is itself located in the South-east Asia Zone arrl 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 stUC1.v 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 undertaken in a deliberate fashion, begirming with 
mi ss ions to review the possibilit ies and leading to the developnent 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 inmediate 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, 
ho\.,'ever, IIM! will have a fully international set of programs, with cotmtry 
uni ts in all five zones. The possibility of achieving that will depend in 
large measure on the availabi li ty of donor funding. 

wnile IIMI's mission relates primarily to assisting developing 
countries, this does not mean that it will neglect the e.qperience alre~v 
gained in industrialized countries. On the contrary, I lMI seeks to learn 
from successful irrigation systems in such countries and must aim to become a 
channel fOl the selection and transfer of relevant parts of their methods to 
II~II' s Ohn clientele. This means that lIM! should develop relationships wi t.h 
irrigation management and research organizations in those countries. 

Organizational structure 

In order to implement the programs wrl 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 arxi is described in chapter 3. 

Physical infrastructure 

To fulfill its mission, lINl does not need to possess extensive 
research faci lities of its mm. The tnIll1a,gement of irrigation systems has t.:> 
be studied using real s~'stems belonging to national agencies, fann 
organizutions, and so on. This leads to a decentralized structure for IIMI' s 
0{)f:'rations. 

The nucleus of this structurE: \.Ii 11 be the Institute's headquarters 
I,ithin Sri Lanka. The hcadqLUlrters will contain various central facilities 
ineluding n library, a modern printing uni t, and a set of efficient and 
I'Pi iahle communications systems. 

Staffing 

In order to implement its Strategy, IINI "'ill need. a mixture of 
inlt.:'muUonnll~' recruited staff as \.o'ell as personnel from each of its 
Ct)Wltl'ies in which it operates. 

International stuif will be recruited on the widest possible basis with 
the objective of seeking people or exceptionall~' high quality, with a broad 
perspective, and well-suited to the col.laborati\'e modes of work to \.onich IIMI 
is rommi tted, 

Staff selection will also truw account of the various disciplines 
involved in irrigation management so that in each unit there are, as far as 
possible, people of complementary e:\-perience and knowledge. Several major 
f,!r()ups of disciplines can be recognized \.o'ithin the general frameHork of 
irrigation management. These include the following: agricultural sciences, 
irL'luding agronomy and soil science; economics, including agricultural 
econ:)[nics; engineering, including civil and agricultural engineering; 
organization and manngement; and social science, including anthropology and 
rural suciology, 

Utimat('l~', IIr-n aspires to develop staff members whose knowledge srsns 
all or most of these disciplines as they affect irrigation and \.ono do not 
pel'!.'e i \'e themsel \'es as belonging to anyone particular discipline. 

Finance 

The ftmds which make IIMI's work possible cane from a variety of donors 
and under a variety of arrangements. Among these 100 identifies two major 
categories: 

Unrestricted arants; 'lbese are grants providEd without any 
condi tions 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. 

A-1S 




Restricted funds These are funds provided for 8 specific 
purpose. Most cOOIDonly the:.' are given in order to enable 100 to 
execute some defined project. 

Unrestricted grants are currently provided to IIMI through its Support 
Group, ,.i1ich mepts annually and "nose members pledge fl.Ulds to IIMI on an 
annual basis. 

L'nlilte other, more centralized international institutes, lr-n is able 
to secure substantial restricted funds though bilateral or specin l project 
ftmding, p['ovided that the research undertaken in any cotmtry responds to the 
developnent needs of thRt country. Restricted funds appear to be much more 
available than those of an Wlrestricted nature. Restricted furxis 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 lIMIT's thematic 
research "'i 11 depend substantially upon unrestricted funding. 

Field operations and the regional projects under the Progre .:8 [)ivision 
will be funded principally from specific project (restricted) fur :L;. 'Inc 
srune is true for the programs under the Pakistan Division. ThOS( fUlIctions 
under the Finance and Administration Division will be financed PI inc j pnlly by 
applying an indirect costs charge on all grants. Infonnation and Management 
Training .....ill be financed by a combination of Wlrestricted and restricted 
grants. 
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ANNEX IV 


SlMiARIFS OF TYPES OF RESEARCH AND IMPACI' OF CURRENT 100 

.~1\E\ IV provides a brief description of current Ilr'll research project~ 
and programs ab well as an evaluation of their impact. Following the 
description of each pr'oject there are two sections. Section "A" provides 
infoT"1l1utiofl on thf' t:--'r)(~S of actidUcs associated ,...ith each project/program, 
char'acteri~ed in tenns of the l)f'rcentage of time devoted to the activi ty. 
Section "n" pnwides an pn~luution of the impact (current or potent.ial) of 
each--to the extent to "'hich this can be prodded. at this time. This 
material has been prepared by Ill'll management at the request of the Panel. 

In Part A, the research defini tions employed. by the (XHAR have been 
used. These are as folloh~s : 

Bns ic Research: that designed to generate new lmowled.ge or 
understanding. 

Stra teg ic Research: that d~~si~nC'd for the solution of specific 
research problems or the dc\'clopnent of ne'" research t.echniques. 

App] ied ~:,search: that designed to create ncw technology. 

Adapti \'C Research: that designed to adjust technology to the specific 
needs of a purt icular' set of environmental condi tions. 

Note: 	 Information on the t)~ of research and impact of projects 
.t,lO,11)24 and 2; is not available at this time. The~' will be 
included in [l later version of this report. 
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1. 	 ~: Action Research on Irrlgation Management for Crop 
Diversification in North Central Province, Sri Lanka 

Proiect Leader: C.R. Panabokke 

ObJectives: 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 

Completion date: December 1989 

QQnQr: Unrestricted core funding from IIKI 

Total Estimated cost: (1989 only) Staff salaries, local staff travel, 
supplies, publications, etc. - US$27,400 

A-20 




1. ACTION RESEARCH ON IRRIGATION MANAGEMENT FOR CROP DIVERSIFICATION 

IN NORTH CENTRAL PROVINCE, SRI LANKA 

A. 	 Please charact.p.rizp the nat.ure of activities associated wit.h this 
project or program in teras of percentage of time devoted to the 
activity. 

Acti v i ty 	 I of Total Effort 

i . Res(~arch 

1~1lS i c : .•.•..•..•..•.. , .......••••.•.•• 


Strategic: ........................... . 


Applied:.............................. 70% 


4.dapt J V~: ••••••••••••••••••••••••••••• 

11. 	 Implementation or ~pplicat.jon 


of ReSp.llrch Findings: ..........• 20%
o 0 000 00 00 

iii. Training: .................... 	 lOX
t ••••••••••••• 

iv. Other (PLease specify) 

............. 


.... ........ . 
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n. Please providf' your t.'vnlunt.ion of the illlpact or potential i.pact of this 
project/program. 

1. 	 What do you consider the principal contributions or impact of this 
project or prograa to date? 

Th£' (j\crnll perfol'lIIan l • t· of tlH' "'ahawl'li Systt"m H in terlls of w!"t 
season rice yields per acre foot of water as well as production of 
non-rice crops during thp dry season is considered satisfactory. 
Howeve!', there is it high dl'grr'~ of vnriation in the amount of 
irrigatioll deliveries bulh bf'l\oo't>PFI tllrnout.s wit.hin a distriblltary, 
us well tiS between farm allotments within a field channel. This is 
in turn reflected in the· high variability in crop yields observed 
within Ii turnout. 

The lJrincipal contribution of this project will be to minillize this 
variabilit.y bl'll)W Uw turnollt and thlls even cut disparities in 
farmer i IIcomt's. 

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

Although it wa)-, Flot pn~,sill\t· lu fullow liP th!" second intervention 
phase of this study as planne·d during the dry (yala) season 1989 
owing t.o the disl,lIrlwd cllllditinn in this area, the rf'sults of this 
(l roj t'e \ I. Oil Irl hll \1::' IIl'I Jlf'J t tiP man agemf'1l t agency on t.hl Mahawe1i and 
nthpr similar syst('ms to hpttf'r manage watf~r deliv£'ries within n 
distrihutary. This is a maller o\' srJ('ciul concern to the present 
management agellcy of the Mahaweli who are seeking ways of improving 
the prp.sl~nt levels of management below the distributa.ry level. 

3. 	 Can the impact of this work be Quantified in terms of financial 
benefits or econOMic returns? If so, provide some indication of 
the .agnitude of such benefits or returns. 

It will bt ift'i('lIlt al. this st1l.~e to properly quantify the i.pact 
of this wor~ In tprms of pconomic returns. It could, however, be 
broadly stated that ensuring art p-quitable distribution of water 
deliveries alDong turnouts as well as between allot.ents, would help 
to eliminnt,p thp prrspnt economic disparities among farmers within 
a single turnout. 

Currently (if so, describe) 

In the future 

A-22 

http:distributa.ry


2. 	 Tl tle: Irngation Management and ::'rop DlverSlficatlon ln Southern 
Provlnce, Sri Lanka 

PrOJect Leader: R. Sakthlvadlvel 

Jtlectlves: The overall ct]Pctlve 15 tc str~cgthen the long term 
sust~i~abi!l!Y cf 1~rl~3t:)n :ystems and to ~ptim12e use of eXIstlng 
lan,i, water and lnfrastruc~u!t resources through identifYing 
Improvements that could te ffid~~ in the processes of design, 
reha!:,1l1tatlon, system IT,alid,]ement, .and operatlon and maintenance, WIth 
partIcular attenticf. ~iven to requlrements f~r crop diverSlficatlcn 
The specIfIc obJectIves ale ~G ldentlfy key organizatlonal and 
management factors which lnfluence the performance of irriga~ion 
systems, and deSIgn and reh~bllltatlcn Innovatlons and alternative 
system management practices Wittl particular attentIon given to 
requIrements for crop diverslfication. 

Start date: 1 February 1988 

Completion date: March 1990 

Don0fs: ASl~n Developffient Bank (ADB); unrestrlcted funds 

Total ES:lmat:,d cos~.· UC;$433, 400 
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2. 	 IRRIGATION MANAGEMENT AND CROP DIVERSIFICATION (SRI LANKA) 

A. 	 Please characterize the nalure of act.ivitips associated with this 
project or program in terms of percentage of time devoted to the 
activity. 

Activity 	 % of Totsl Effort 

i. Research 

Basi (~: .... , .......................... . 


Strategic: ..... t 	 50X•••••••••••••••••• , • • • 

t\I'lplied: ............................. . 


Adapt i ve: . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 30% 

ii. 	 Implf!ment.1.I.tion or :\ppl ication 

of Research Findings: ................... . 15% 


- in Kirindi Oya Projecl; an aclion committee with all relevant 
departments including 11M] has been constituted to prepare an 
implementation plan for the cultivation of OFC's commencing yala 
1990. 

- a sub-committee of tlte project Coordinating Comillittee 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 separnte O&M division under a Senior Irrigation Engineer with 
more powers has been created. 

- the design-management interaction studies have lead IIMI 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 lIMI 
based on 	 measurements are being considered for adoption in the 
revised project approach, replacing previous assumptions. 

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

- a sub-coa.ittee was constituted to review the O&M aanual 
prepared 	by the consultants, after IIMI raised questions about its 
assuaptions. 
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- .any of the IIMI findings reported in the Interi. report are now 
being considered for iaple.entation. 

iii. Training: .............................. , .. . 51 


The project is being Imple.ented in close coordination wit~ the 
i.ple.enting agencies and two of the staff in the research tea. are 
on second.ent from the i.ple.enting agencies who are being trained 
in this project. A workshop for senior MEA officials (20 nu.bers) 
was held in which the research results of the Uda Walawe 
rehabilitation project was presented. 

iv. Other (Please specify) 

............. 


. . . . . . . . . . . .. 




O. 	 Plt~ase provide your evaluation of the impact or potentiltl impact of this 
projt-·ct/program. 

1. 	 What do you consider the principal contributions or i.pact of this 
project or prograa to date? 

Most of the research findings rL·port.pd ill t.he progress and inU'rim 
reports have had cOlJsidl'r'llhlt~ impact on t.he thinking and attitudes 
of the consultants, COllstr'\lc!.ion and implf'menting agenc,ies. They 
now realize the importancp uf th.est.:' research findings, accept them 
/tno t.ry to lntrodlice thpm ... 11!:IIP\{'r thert::' is an opportuni ty to do 
so. 

2. 	 What do you percejve to be the potential impact of this project or 
progra.? 

TI1(' study would bring Ollt t1H' del'iriencies in implementing both the 
r('habilit.ation and nel- setLlf'ment projects and provide guidelines 
rnr (>frectivl~ impiemenl.llt i',n of such projects thrfjugh inqtitution­
bll ild i nl;; I fllrmt'rs and u~pn('y parti ci pat ion I and effecli ve 
managf>mt'nt inrl(-,vat.i()lIs. 

3. 	 Can the impact of this work be quantified in ter.s of financial 
benefits or economic returns? If so, provide so.e indication of 
the magnitude of such benefits or returns. 

Currently 

We do not at present any quantitative figures to substantiate 
financial be/lpfits or economic returns. However, attempts are 
being ffiIlde to work Ollt such nenefits which will be included in the 
finlli rt-'!port of this projE'f't. 

In the future 
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3. 	 ~: Irrigation Systems Management (ISH) Proje(~t 

Project Leader: D.J. Merrey 

Objectives: To provide research results which strengthen implementation 
of the USAID-funded I~K Project; and to strengthe~ 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 

Completion date: 30 June 1990 (likely to be extended by two years) 

~: U.S. Agency for International Development 

Total Estimated cost: US$395,150 
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3. IRRIGATION SYSTEMS MANAGEMENT (ISM) PROJECT IN SRI LANKA 

A. 	 Please eharncteriw t.hf' nllture of activit.it's as!:)ociated with this 
projl'ct or program ill terlls of ~Iercelltage of time devoted to the 
llctivity. 

Activ i ty 	 % of Total Effort 

i . Rt'st.·!\ rr' II 

Ras ic: ...••••.•.•......•..•.•....••.•• 


Strategic: ......................... , .. 


ApI) 1 i ed : • • • • • • • • • • • . • • • • • • • • • • • • • • • • • • 15% 


Adapt i ve: ••• , • • • • • • . • • • • • • • • • • • • • • • • • • 20% 


Ii I Implellent.atiun or Application 

of Research Findings: .. I. " 20% 


iii. 	 Trailling: .•.•••••••••••.••••••••••••••••••• 10% 

iv. 	 Other (Please specify) 


Discussion!;, WorkshoIIS** ............. 25% 


,.\dllinilitration, reporting (formal), planning 10% 


** Thi~ is n highly collaborative project involving 2 irrigation 
Ilge!lcit~s, t.he donor, research subcontractors, and IIMI 
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B. 	 P)e~se provide your evaluation of the impact or r0tential i_pact of this 
PI'OJ ec tiIJrog rum. 

1. 	 What do you consider the principal contributions or iapact of this 
project or prograa to date? 

Dpve!opaent of close working relationships, and R murp effective 
mod f.' of operatioll, between agencies and private firms do!!!~ 
research; pre) imillary resf.'ILrch results indicate SONe problems in 
implementation of rehabilitation and institution-building projects 
for I\hich spN'if'ic- recommendations are being aade; serious 
deficiencies in Irrigation Departaent financial management which 
reduce aaintenanc(! effectiveness. 

2. 	 What do you perceive to be the potential iapact of this project or 
prograa? 

1. 	 Strengthening programs for building and promoting far.ers' 
organizAtions. 

2. 	 Improved manag(~ment of maintenance of systeas. 

~, 	 Improv0d data base for performance monitoring on 4 systc.s. 

~. 	 Development of a clear policy on future rehabilitation and 
modernization projects. 

5. 	 More effective use of applied research be agencies, and 
delivery hy firms, in future. 

3. 	 Can the iapact of this work be quantified in teras of financial 
benefits or econoaic returnl? If 10, provide loae indication of 
the aagnitude of such benefitl or return•• 

Currently 

Not possible to Quantify. 

In the future 

PORsible in terMS of aore effective URP of aaintenancA funds if 
r~commendations ~re adopted. 
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2'flectl';U';: Tv develop dll 311d..i·:·tl·~:J~ irci;;,tcw\..rk tOl lrrlga:.~or. 

HI'::~!c1·:'lem,=nt -:ha· :;o':er5 31: .nar.3'1elllent ~on ...·crn~ tr,at df€' relAted :.: ',Jater 
~~:.very; for the developm0~· r~ Ifllgatlon :apacltles: determlnat:on o( 
Je:1fcral obJectlve~, feasible ob}ec::'1es, fun::-' .('rlal and techr.lcal 
E-:jiJ:rements, and for the development of lfrlgatlor, capacItIes' seasonal 
:Ill·:: :n-seasonal water manct'J~lIl':?nt C1l1d '~'Pt'1dtl('::.::l :::cLht..!~ ':':1:: t:·lar.::. 

Start date: January 1988 

~ompletlQn dat~: March 1992 

Netherlands/1IMl unre!trlcted 

70tal EstImated cost: lIMI unrestrIcted: ~S$7 350 for 1988 and 
US$~4,1100 for 1989; Estlillated ':;overnment of Netherlands' contributIon 
1S$eO,JOO for 1ge8-1989 
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'.:'b)·.-L'.'es: T': ir:;':~~~ tIle POllCY rnd~:'=::'; and IUH with better 
'l:.d~~:·:;u.::,!:n~ :.: teld·_ .. '.J". t~:·'JrL-mlC n'JL:.dk.lllty of different 
investment:. :ilte:'natives among new irrigation construction, Irrigation 
~·ehat-l:;.ta::'lor" an~ l~l4jatL'r. iOdna'Jf:ment Improvement. 

Start date: October 1988 


Completlon date: March 199~ 


Donors: JICA; ::iiid I1MI '.lnrestr icted 


Total EstImated cost: US$9,OOO (not Including staff time) 
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5, 	 IRRIGATION INVESTMENTS TRENDS IN SRI LANKA ** 

A, 	 Plea~~ characterize the nature of bctivities associated with this 

projl'ct Ilr progralll ill terll'" of percentage of tille devoted to the 

/icli\'ilYI 


Activity 	 % of Total Effort 

i. 	 licseltrcll 


Bas i c: •• t 25% 


Strateg i c: . • • • • • . • • • • • • • • • • . . • • • • • • • • • 25% 


ApJ)] if-·d: •••••• 'J 
 ••••• , I •••••••••••••••• 

Adaptive: •.••••••••••••••••••••••••••• 

i i. Iliple.entnt iOIl or Appl ication 

of Research Findings:. I 
 ••••••••• ,., ." '" 

tii. Trllining: ••.•••.••••••.••••.••••••••••••••• 50X 

jv. Other (Please specify) 

.............. 


... .... .. ... . 
** This proj('ct. Itll!> heen car-rled out partly as 8 thesis research of a MS 
student. under IIMI's Professional Develop.ent Progra., 
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B. 	 Please provide your evaluation of the illpact or potential impact of this 
project/program. 

1. 	 What do you consider the principal contributions or impact of this 
project or prograa to date? 

Ni Ie, so far. 

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

We expect that thp results of this research would giv~ 
basic/critical informntioll tu th,· policy makerR in reBtructuring 
thp Pl)] ic:i('s nil irrigation development and irrigation management ill 
Sri LankH . 

.1. 	 Can the impact of this work be Quantified in terllls of financial 
benefits or economic returns: If so, provide so~e 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 t.his rt'sparch 
in such a way as to direct th~ investments to the opportunities of 
best economic pay-off avoiding miss allocations of the public 
funds. 
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lNOONESIA 
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6. Ii1lg: Efficient Irrigation Management and System Turnover in Indonesia 

Project Leader: H. M~rray~Ru6t 

Obiectives: 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 

Total Estimated cost: US$1,024,000 



•••••••••••••••••••••• 

6. EFFICIENT IRRIGATION MANAGEMENT AND SYSTEM TRANSFER IN INDONESIA 

A. 	 Pl"net' f'!laruclerize the llutUI't' or act.ivities associated with this 
projf'ct or program in terms nf pl'rcelltagf~ of timp d~voted ta the 
activily. 

Activity 	 % of Total Effort 

i. 	 Research 


l\~\sic: •••.•••.••••••. ,................ 5% 


Strategic: ... t. I 

App lied: .... I 	 15%• It' •••••• , • • • • • • • • • • • • • • 

..\dllpt i ve: . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 30% 

i i . 	 Impl('mf~lIlalion or Appl icalioll 

of Hesf'ar'ch Findings: ...•......•.••.••.•• 45% 


iii. l' (' ,1 in i ng: .........•... , •. , ......•••••••.••• 5% 


jv, Olllt'r (Pleas!" siH~ciry) 


............. 
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B. Pleasf' provide your pvaluat ion Id' thr> impact or potential impact of this 
pruj (:ct/ I)rog ram. 

I. 

'I 
~ , 

3. 

What do you consider the principal contributions or i.pact of this 
pruject or program to date? 

- To assist the government iu implement ing the policies aimed at 
grater concentration on OkM as !'ullds for nel.' construction gradually 
diminish, and in reducillg rl~(,UI'J"f'nt co~ts by turning over sllall 
systems to farmers, 

- To develop and pilot tpst low-cost techniques for improved 
management of existi/Ig ir-rigatioll facilities, including upgrading 
of infol'mutioll base£ for management, operllt.iomd procedures and 
'planning for ir'rig1ltion opt-rllt.ions; 

- To assist in the develol'nlpnt of n long term program for the 
turnover of O&~1 /'esponsih: J i t.y to farmer's 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 
progr~.? 

- Thp adoption by pro\'incilll irrisation authorities of a set of 
pr'e-Lested management teclilliquf's ("rtt a/'e within the staff and 
financi1ll rl~SOllrces of the irrigrd iOIl agency, and which lead to 
mln'e ('fff-ctiv(' use of t'xistillg irnf!stmcJltti in t..he irrigation 
~!:'('tor ; 

- The ebtllblishment of a manag!:'ment-foclJRsed unit or cell at 
national level that can help provide advisory service to provinces 
on effective management of t.heir O&M resources. 

Can the i.pact of this work be quantifieJ in ter.s of financial 
benefits or econo.ic returns? If so, provide so.e indication of 
the .agnitude of such benefits or l"eturns. 

Currently 

Currently it is (Iiffirult to assess th~ impact in financial terms. 
This is because tilE' /let benefit.s are indirect, potentially 
rf'slilting in greater cropping int(>llsity in the dry season through 
more effective water distribution, and greater farmer investmerit 
due to more reliablf' water deliveries. The time fraJIe involved has 
been too short to make evaluation of impacts, particularly since 
pilot testing has only rt'ccnlly been illlplellented on a wide enough 
scale to have the desired impact on irrigation system performance. 

In the fut~rc, once turnover of smaller systems has been 
successfully accomplished, it is possible to expect clear financial 
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benefits through the redpvelopment of agency staff to other areas, 
thus reducing recurrent costs with no loss of agricultural 
benef i t. 

In the future 
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7. ~itle: Study on IrrigatIon Management for Diversified Crops 

Project Leader. A. Valera 

0bJectlves: The overall ohJec!~ve was to det~rmine 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 methodc)ogy 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 ~rimary factors and their interaction 
which conditIon how farmers pr~pare land for irrigated rice in the wet 
season and for one or more dIversified crops in the dry season; 4) 
d~velop on-farm irrigation methods for at least one upland crop; design 
and fIeld test operatIng procedures for publicly-managed portions Jf 
:';'-;'igation systems; and 5) recommend those polIcies whicr. are likely to 
support more profitable farmIng practi:es and investment in irrigation 
development as related to dIversifIed crops; and prepare a set of 
specific guidelInes lnd 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 

Com~leticn dat~: AUJust 1989 

Donor: Asian DevE!lapment Bank (ADB) 

Total EstImated cost: ~S$450,000 
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STUDY ON IRRIGATION MANAGEMENT FOR DIVERSIFIED CROps 

A. 	 Please characterize the nature uf activities associated with this 
project or program in terms of p('rcPlltngf' of t ille devoted to the 
activity. 

Activity 	 % of Total Effort 

i. Research 

Basic: ................................ . 


Strategic: ... I........................ 10% 


;\ppJ il~d: •...... , ..•....•..••••.•.•..•. 

:\daptiv(.!: .......... 	 70%
t ••• ,.............. 


11. 	 ImplemPllt.atioll or Application 

of Research Find i ngs: . . • . . . • • . . . . . • • • • • • . 10% 


iii. 	 Training: ......... , ....................... . 5% 


iv. 	 Otllf'r (Please specify) 


Information and Publ ication 5% 
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B. 	 Please provide your evaluation of the iapact or potential impact of this 
project/progroa. 

1. 	 What do you consider the principal contributions or iapact of this 
project or progra. to date? 

n) 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 prov ided if tile potenti al for dry season non-rice crop 
production will be realized on n larger scale. The project 
provided new design para .....•.... which will i.prove the 
irrigation of non-rice crops. 

b) The project was able to provide and field test portions of the 
guidelines for op~rating NJA 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 ~il] become the basis for the 
operations manual for systems with diversified cropping, This is 
an objective of another project at NIA. 

c) T.he proj ect also deVfd oped a computer-aided-mapping program for 
identifying parts of systems suitable for diversified cropping. 
This technique can also be modifil~d to map other spatially 
generated ioformation fur hider applications. 

2. 	 What do you perceive to be the potential impact of this project or 
progru? 

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 iapact of this work bp quantified in teras of financial 
benefits or economic returns? If so, provide soae indication of 
the aagnitude of such benefits or returns. 

Currently 

The siaulation study results of the project for one of the study 
sites (Upper Talavera River Irrigation Srstem, dry season arell.. 
1,900 hal indicated that following the project's recommendation 
will increase the systems's financial returns ahove variable 
production cost by as much as 267% or by as .uch as 51 .illion 
Philippine pesos. This is based on current prices of rice and 
onions and also with the assuaption that appropriate irrigation 
proct'dures will be implemented with lIodifications on control and 
irrigation facilities. The production costs for not include the 
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rehabilitation costs in the8P esti.ates. Si.ilar results were 
obtained for the other four study sites. 

In the future 

NIA strongly recommp.n~ed a follow-up project to pilot the results 
of tbis project. ADB is also keen in supporting this pilot 
project. NIA indicated that before i.ple.entation to a l~rgp.r 

scale. Presently, there ~re at least 30,000 ha of identified 
potential irrigat~d area in R~gioll III suitable for non-ric~ crop 
production in the dry Sf-'liSon. Considering the ~bove increased 
productivity, the potential impact of this study in the future is 
very clear. 
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8. 	 ~: Accelerated Agricultural Production (AAP) Project, Irrigation 
Component - Research and Sp~cial Studies 

Project Leader: C.H. Wijayaratna 

Obiect:ves: a) To evaluate, refine and improve NIA's present package of 
Management Innovations. b) To identify new innovations to strengthen 
Irrigators Associations (lAs) and lrnprove and sustain the Performance of 
irrigation systems. c) To strengthen NIA's capacity to conduct and 
man aye applied research. 

Start date: February 1989 


Completion date: End of February 1991 


QQnQr; USAID 


Total Estimated CQst: US$640,OOO 
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8. ACCELERATED AGRICULTURAL ~UCTION (AAP) PRQJECT. 

IRRIGATION COMPONENT - RESEARCH AND SPECIAL STUPIES 

A. 	 Please characterize the nature of activities associated with this 
project or program in ter.~ of percentage of ti.e devoted to the 
activity. 

Activity 	 % of Total Effort 

i. Research 

Basic! . ... . . .. . . . . . .. . . . . . . . . . . . •. . . . . 25% 

Strategic: ........................... 25%
III 

Applied:.............................. ** 

Adaptive: ............................ . 


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

ii. 	 Implementation or Application 

of Research Findings: ................... . 


iii. Trai ning: ................................. . lOX 


iv. Other (Please specify) 

Strengthening National Irrigation 
Administration's (NIA) capacity to 
conduct/manage research..... ......•••••.••• 40X 
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B. 	 Please provide your evaluation of the i.pact or potential i.pact of thi. 
project/prograa. 

1. 	 What do you consider the principal contributions or impact of this 
project or prograa 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 NIA/regional institutions. 

2. 	 What do you perceive to be the potential impact of this project or 
prograa? 

Identify ways and means to a) strengthen irrigators 
associations (lAs) and b) improve relations between NIA and 
Irrigators Associations. 

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

Strengthen NIA's capacity to conduct and manage research. 

3. 	 Can the i.pact of this work bP. quantified in ter.s of financial 
benefits or econo.ic returns? If so, provide so.e indication of 
the aagnitude oC such benefits or returns. 

Currently 

DifCicult to quantify at this stage. 

In the future 

As the project is b~ing conducted in close collnboration 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 nnd crop production. At present there 
are nn plans to measure this impact. 
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BANGLADESH 
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9. 	 Title: Support to BangLcldesh in Research and Training for Irrigation 
lianagement 

Pro J'Oct Leader: ~'. E. Parker 

Obiect 1 v~; To s t rengtlien thf.~ capri":: 1 ty of re levant instltutions and 
people in munaging trrlgatlOn Ly;:~-'~m:; and irrigation development In 
Bangladesh. 

SLut date: Head arrlvc-d in Bangl.:idenh in October 88 

CQmpl~tlon date: Forrl Yound~tlon grant is for three years 

Don0rs: Forri Foundatlol; 

Tot~l EstImated cost: US$600,OOO of which Ford Foundation covers 
US $-, 5 0, 0 0 0 
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9. 	 SUPpoRT TO BANGLADESH IN RESEARCH AND TRAINING 

FOR IRRIGATION MANAGEMENT 

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

Activity 	 x of Total Effo~ 

i. Research 

Bas ic: . . . . . . • . . . • • • • • . • • • • • • . • • • • • • • • • 5% 

Strategic:............................ 15% 


Applied: ........................ , .... . 


Adapt i ve ~ . . . . . . . . . . . . . . . . . . . . . . • . . . . . . 20% 

ii. 	 Implementat.ion or Application 

of Resparch Findings: .... 5%
I '" •••• ••••• ••• 

iii I Training:. , .... , .......................... . 20% 


iv. Other (Please specify) 

Provision of Institutional Arrangements 
for Identifiration of Research ~gendas and 
Management Support 35% 
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R. Please provide your evaluation of the impact or potential impact of this 
pruj PC t./program. 

I 
I. 

"'" . 

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

Pro\idin~ a legal hast· fl)r II'!I til ('ollaborate with the host 
country through an MOU I whIch f'stabl ishes the rights, duties and 
obligations of the two parties and immunities and privileges for 
IIMI to operatr' as an intf'rllatior.lal agl~ncy. 

Providing a forum t.hrough Il Consultative Committee for inter­
agency/interdisciplinary interaction to identify a programme of 
work and det.ermin(1 priorities for collaborative activities and 
policies for irrigation management. 

Prov j ding opport un i t i ~s throub Sat ionlil worksllOps and semi nars an i 
through regular informal contacts for close in~eraction between 
difff:'r'Pllt disciplirlPs, profpssions and a variet-,y of institutions­
at times with overlapping functions - to focus on irrigation 
management.. 

rreat i ng an /'nv i rOllm('nt for dosf> collaborat iOll between different 
disciplilles and agclIcies with a focus on irrigltion management. 

Crf'ating l.I.Il awareness about irrigation mllnagcml~ntl sociological, 
equity and sustainability issues among nationa~s and thereby 
strellgthening national capacity in irrigation Inanagement. 

Establishing contact h'ith international agenci!s and donors and 
sensitizing them to the real research and invcitment needs of the 
host country. 

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

Strengthening t.he capacity of national agencicq and institutions 
with a multi-disciplinary focus and thereby contributing to 
increased producl~vity and employment opportunities in the rural 
sector. 

Establishing and strengthening linkages among Irrigation management 
research and operation groups through joint ac~ion research 
project.s. 

~aking available to other countries in the reg~on, the Bangladesh 
experience, especially in the area of groundwa~er utilization and 
plncing this experience in the broader context of irrigation 
development in Asia enabling mutual reinforcemtmt and information 
exchange. 
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3. 	 Can the i.pact of this work be quantified in teras of financial 
benefits or €·conomic returns? If 80, provide so.e indication or 
the .agnitude of such benefits or returns. 

Currently 

It. is difficult, at this stage, 1.0 qllantify either in finandal 01' 

ill ,'collolllic terms as most benefit:; are indil'ect or tied LIP with 
other f:lcLors. 

Jn the future 

III Lh,·! f1lturc however, innovations dc"eloped on the basis of action 
research will contr ibute to reduc ing con!;t f'aints to performance 
leading to higher productivity through better irrigation lDanagement 
which could be measured at a later stage. 

rllllllH:rs and policY-lDakers will make rational investment decision~ 
when f'videllce of increased productivity through improved management 
is madC' knowlI through these co llaborati ve efforts. 
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10. 	 ~~ WECS/FORD Project in Sindhupalchok 

Proje~t Leader: R. Yoder 

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

Start date: January 1986 


Completion date: December 1969 


Donors: Ford Foundation and IFAn 


Total Estimated copt: 




11. Title: Performance Evaluation of a Large-Scale Farmer-Managed 
!rrigation System 

Objectlves: ExamIne the agricultural system to determine if 1) cropping 
decisions are constral~ed by lack of dependable irrigation water, and 2} 
spacial variation :n Yield of each crop is related to water stress. 
Evaluate the perfor~ance cf ~he irrigation system by monitoring 1) 
accps~ :) ....·ater both among systems competing for the same source and by 
pcten~lal new members, ~~ equity ~f acress by members of the system with 
the right to use water, 3) the effectiveness of organized response to 
water stress and conflict ,lr.lor.g memi:l?fs. 

Start date: Hay 1988 

Compl~tion date: Hid 1990 

D8:10r: Ford Founda tlon 
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INDIA 
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1~. 	 Tltle: Collaborative Research and Training Activities with Indlan 
Instltutlons 

PrOJect Leader: R. Sakthivadlvel 

Ob~e~tlves: To exp!ore, inltiate and implement collaborative research 
and training projects by IIMI In associatIon with Indian institutions 
engaged in research and training activities, and exchange information in 
lrrigation management through exchange of visits and sCIentific 
literature. The princlpal objective is to strengthen the research and 
trainlng capabilities of selected Indian institutions to contribute to 
the improvement of irrigation performance in India. 

Stdrt date: 2 September 1987 

Completlon date' 31 March 1991 

Donor: The Ford Foundation and the USAID (India) 

Total Estimated Cost: US$700,OOO 



12. 	 COLLABORATIVE RESEARCH AND TRAINING ACTIVITIIS 

WITH INDIAN INSTITUTIONS 

,\. 	 Please charactf'rize the naturE:' of activities associated with this 
project or pr'ogram in terllls of W'rTf'ntage of tille devoted to the 
acti v i ty. 

Activity 	 X of Total Effort 

i. Research 

Bas ic: ........ , .........•..•..•...•..• 


Stl"atcgic:............................ 50% 


.\ppl ied: ...........••..•••.••.•••••••• 


;\dapt i \'e: ••••••••••••••••••••• , • • • • • • • 30% 

i i . 	 Implementation or Applicntion 

of Research Findings: ................... . lOX 


four Sl'ts of institutions were selected for collaborative 
research and training. 

rpsparch tOllies for collaboration werf' identified and 
preliminary research proposals are being prepared by the 
Indinn collaborating institutions in association with 
implementing agencies. 

iii. Traini ng: ...........................•...... lOX 


with the help of IIMI training specialist, it is proposed to 
organi7e one training program in Training Needs Assessment. 

iv. Other (Please specify) 

............. 


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

I. 	 What do you consider the principal contrihutions or impact of this 
project or program to datf~? 

signing of MOA hill! \.'.\PCOS of GOVt'l'nm"nl of India. 

constituting and holding lilt' l'oorrlinatir:l'. :;:,;,mittee meeting. 

idclI t.i fy i ng C,) 11 lihor:ll j \'1' r('~eal'dl lind t.rllin i ng ins ti tu tions 
and rescllrch tliprr,,", through JIMI exploratory missions. 

fiflll.lhin~ a SI·t. or instit.lJt i()II~;. re":f':trc!t tht'meH and 
init.iat:lIg pr'l"prlrat tOil of ('olLtboratj\'l~ research proposals. 

signing of Collaborative ,\gr("'m<:'nt h'ith USAJD 

compl"tinf, I'f's"i1rch 011 application of expert systems to tank 
di:l~nu!-;tics by H l'/'!'-rir>r:toral fpllo!.'. 

IJHrlicipllting in ~;I!llJinilI'S, h(lrl\~:hops and short courses. 

2. 	 What do you perce i ve to he the pot(:ntilll impact of this project or 
program? 

t.o st.rf'rl<.;tiIPfl tlw i ll~ tit llt i(lfllll I'c~·,(,r"Th I\nd training 
cllp~lbjljti,'~; l>f St·l,'ct,_,d Irldiall IIISlj 1lil.ioliS to contribute to 
the iml'roH,d il'rigi,tiofl perfurnl1lTlc,' ill India. 

to Ilssi~;t the r.'st'!lC'ctwrs to i.Vir>pt El n,,)I'C intl'rciisciplinary 
approach lo rr's!';lrch tran~('t'rlfllng IIIHT')~ disciplinary 
bound.1/' iL'S. 

to assist in linking the rt,!-;t:ili'L'ht'r~ to the larger 
intf:l'lwtional maf\ll~crn[>!lt. Ilf!twol'k. 

3. 	 Can the i.pact of this work be quantified in terms of financial 
benefits or economic returns? If BO, provide Bome indication of 
the magnitude of such benefits or returns. 

Currently 

The research pC'ojects are yet to be implemented. 

It may he possible to provide such quantitntive beneflts nt the end 
of the project. 

In the future 
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13. Title: Morocco Program Development 

ProJect Leader: J. Verdler 

Obiectives: The two basic objectives of the program development in 
Morocco ~re: (1) tapping the skliis and working capacities of Morocc~n 
input); and (2) "exporting" Moroccan innovations outside the country and 
"lmporting" foreign innovations in Morocco. Three projects are now 
under discussion with Morocca~ c:ler.ts and partners: (a) local 
application of a multi-country FroJec~ on :he implementation of the 
techniques, methods andprinclples Jf m~nagement to irrigation agencles 
(other countries involved: Burklna Faso and Nigeria); (b) improvement 
of farmer management in a tradltlonal irrlgation system included in a 
large scale project on the Tessao 11t valley (this project could benefit 
from IIMI experience in Nepal); and (c) increase of water productivity 
through ~he develorment of water delivery system following the water 
requirements of crops. Exploratory contdcts have been made with 
Pakistan to evaluate the interest of "exporting" Moroccan expertise on 
dlstributary canal regulation and on on-demand systems to Pakistan. 

Start and Completion dates: Hdrch 1989; Initial phase is two years 

Donor and EstimJted cost: France and African Development Bank; approx. 
US~:50,OOO per year. 
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13. 	 MOROCCO PROGRAM DEVELOPMENT 

A. 	 Please characterize the naturp. of activities associated with this 
project or prograa in terMS of percentage of time devoted to the 
activity. 

Activity 	 X of Total Effort 

Project Project Project 
(a) (b) (c) 

i. Rf'search 

Basic: ............ . 15% 


Strategic: ........ . 35% 


Appl ied: ....•...... lOX lOX 


Adaptive: ......... . 15% 20% 20X 


i i. Implem~ntation or Application 

of Res(~arch Fi ndiTlgs: 50% 20X 70% 


iii. Training: ..... ,., ...... . 35X 

iv, Other (Pll.!l.Lse specify) 

............. 


..... .. ..... . 
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B. 	 Please pro\'ide your evaluat.ion of the impact or potential impact of this 
projrct/program. 

1. 	 What do YOII consider the principal contributions or i_pact of this 
project or program to date? 

The development of proj.·ct s has made I IMI kno~n in Morocco and 
helped 11 higher invulvt'lOl'l1t of Moroccans ill other 11M! activities, 
sllch as t.he P,US netlo.'()rl.. nr the IYMY/ODI network. 

-.) . 	 "hilt do you perceive to be the potential impact of this project or 
progr8.DI? 

The potential impact of the IIMI prugra.s under development in 
Morocco is the impr'ovf'mf'lIt ()f irrlgaLioll management skill in the 
country through: 

Ii much more import alit ll:-;e uf the rrsul ts of basic Ilnd 
strategic research already existing in Morocco, by Moroccan 
fiuld organlzatiolls (mainly (e)). 

the introduction of disciplines unknn~n to irri~ation agencies 
(mainly (a)). 

tlte collahoration bell":';'n fiPld organiza.tions and research 
institutes in an int.ernational context (all project, mainly 
(a) and (b) for the international aspects). 

It is too early to make assessment on the potential impact of the 
exploration of ~loroccan innovations to other countries, such as 
Pakistan. 

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

Currently (if so, describe) 

In the future 
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14. 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,OOO of which 
Ford Foundation has provIded US$495,OOO. 
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14. 	 SUDAN ESTABLISHMENT AND PROGRAM DEVELOPMENT 

A. 	 Please characteriz~ the natufP of artivities associated with this 
project 0r program in terms of percentage of time devoted to the 
acti v i ty. 

Activity 	 % of Total Effort 

i. Resear,:h 

Ba~ic: . . •. . . . • •• . . • . . . • •. • . . . . •• • •• •• • 5% 

Strategic: . . . . . . . . . . . . . . . . . . . . . . . . . . . . lOX 

A P pI i ed: •. , •••••••••• t 

"daptive: .................... ,........ 25% 


i i . 	 Implempntation or Application 

of Research Findings: ......•.••.••.••••.• 5% 


iIi. Training: ...•..•.•......... f 	 15% 


I,. Other (Please specify) 

Provision of Institutional Arrangements 
for Identification of Research Agendas and 
Management Support. 	 40% 
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B. 	 PI eaSf' prov ide your evaluation of the impact or potential impact of this 
projecL/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 IIMI 
to operate in thp host country by establishing rights, privileges, 
duties and obligations of the two parties and providing immunities 
and privileges for lIMI to operate as an international agency, and 
is indicAtive of national support for its research in irrigation 
marHlgement. 

Iden!.i fieat.ion of a rf'search agf~ndn through intensive interaction 
with national agencies, professionals, non-governmental 
organizations and donors at a national workshop. 

Ilighlighting that social Rnd institutional issues are as important 
as tecltn ica I i sSlles and cn'at ing 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: 

Tlte strengthening vI' resc8rc:h and management capacity of irrigation 
a~l'ncif's tel ,'nhance systcm performancE' through training, workshops 
and forma I and i nform:tl proff'ssional interaction, thereby proDloting 
increased ~roductivity. 

Foc11s on the need for an illter-agency and interdisciplinary 
collaboration and need for consultation with farmers in the 
man~gement of large irrigation systems currently having highly 
~tructured 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 sche.es. 

3. 	 Can the impact of this work be quantified in teras of financial 
benefits or econo.ic returns? If so, provide soae indication of 
the .agnitude of such benefits or returns. 

Currently 

It is difficult, Ilt this stage, to quantify either in financial or 
in economic terms as most bellefits are indirect or tied up with 
other factors. 
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In the future 

In the future however, the adoption of innovations and iaprovcaents 
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 latcH' stagp, 

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. 	 ~: West Africa Establishment and Program Development. (Regional 
program covering Burkina Faso, Niger, Kali, Senegal and Nigeria). 

Project Leader: J.e. Legoupil 

Objectives: Develop methodologies to achieve effective manageaent of 
irrigation systems and farmer participation in small, aediua and large 
systems. 

Develop research agendas relevant t~ 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 diBs~~ination across 
borders by development of network programs. 

Start and Completion dates: Regional Representative was posted to 
Burkina rasa for the regional program in June 1988. The initial phase 
is two years. 

Donor and Estimated cost: The estimated cost for two years is approx. 
US$650,OOO, of which USAID has provided US$344,OOO. 
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15. WEST AFRICA ESTABLISHMENT AND PROGRAM DEVELOPMENT. 

(REGIONAL 	 PROGRAM COVERING BURKINA rASa. NIGER. MALI. 

SES'EG!.L AND NIGERIA 

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

; or Total Effo~t 

i. Research 

Bnsic: ....•.•......•..•• '1 ••••••••••••• 5% 

Strategic: .......•..••.•••... '•.••.•••• 

Appl ied: ••..••.••••••••••••••••••••••• 

Adllpti ve: . . • . • . . . . . • . . . • • • • • • • • • • • • • • • 30% 

ii. Implement~tion or Application 
of ResPllrch Findings: .•.•••..•..••••••••• 

iii. Training: ••.......•..........•••••••••••••• 30% 

iv. Other (Please specify) 

Pro\' is i on of Insti tutional Arrangements 
for Identification of Research Agendas 
and Management Support 35% 

.... , ....... . 
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B. 	 Please provide your evaluation of the impact or potential i.pact of this 
project/program. 

I. 	 W!,~t do you consider the principal contributions or iapeLCt ot tbi. 
project or progra. 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 oper&te 
as an international agency, and also an operational base from which 
I1MI could collal·',rate wi tit other countries in the region. 

Providing opportunlt.ics through workshops and seminars and through 
regular informal contncts fur close interllcti·}n between different 
disciplines, profcssi(lll~i and agencies with Il focus on irrigation 
managemen t , 

L),'veloping I"' "l·;,l"ch pril.rities and agendas in consultation with 
I)[\tional a&' '., and h'J1cficial"y involvement. including 
developmnnt (, Ill)po~llh; .'.lddrcssillg national concerns which, in 
addition, hllYL' regional rplevance, 

Establishing cont.act wit.h int.ernational agencies and donors and 
Rensilizing them to th~ f •. ! resparch and invHstment needs of the 
(,()llntries in thl' re~iofl, 

Creating lin aWIH"(>rJ(~Ss I\bout Irrigation manugement, sociological, 
equity and sllst.llinaoi I ity issues among nationals of these countries 
and thcreby sLrefl~t.henillg /lational capacities in irrigation 
management. 

2. 	 What do you perceive to be the potential impact of this project or 
progr&ll? 

The strengthening of capacily of national agencies and institutes 
to better manage irrigation systpms and thereby contribute to 
increased productivity. 

Linking of irrigation management research nnd operation comlllunities 
through joint action research projects both in-country and in the 
region. 

Establishment of information llnd traini:1g networks to facilitate 
cross-country trl\nsfprpn~p and access, especially among countrie~ 
in the region. 

Establishment of importance of beneficiary/agency relationships alld 
social and f'quity issu('s in irrigation management. 

Create Ilwnrf'nf'!;S and understanding of O!·,_,d for enhancing capacity 
for incr~nsing productivity and sustainability of irrigation 
systpms in preference La heavy investment in hardware. 
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3. 	 Can the iapact of this work be quantified in teras of financial 
benefits or econoaic returns? If so, providf soae indication of 
the aagnitude of such benefits or returns. 

Currently 

It is difficult, at this stage, to quantify either in 
fillunciul or in ecollomic terms a:; most lenefits are indirec' 
or tied up with other faclorH. 

In the future 

However, the adopt ion of i nnovut iOlls ant: improvements 
resulting from lh.. cldlaburuU .... f' research and sharing of 
information Illld research ill t.hl· region, .. ill contribute to 
improved IJf>rformunct' thr()ugh bettt'r irr. ;ation managellent aJ d 
lead t.o hi~hllr pr,)(ltwtivity ilnd crnppin~ intensities, which 
could be quanlifil·d at H later slagf'. 

Beneficiury participat.ion in system millll.~cment have 
implications fflr operation and maintenarce costs of systems 
wh i ch may hi! quan t i f i ,-~d. 

Plnlln('r~; I1nd /luI i C'y-makel's will make mOl ~ rational invest.e) t 
decisions wtJt'1l e\'iJ/~n('(l of increased prrjuctivity through 
i mpr()ved management is made known throu~ h these collaborati, e 
effor+.s. 



16. 	 Title: Collaborative Research with Ahmadu Bello University on 
"Diagnostic Analysis of LaTge Irrigation Project and Development of 
Farmer Managed Irrigation System". 

Project Leader: S. Manor 

ObJectives: To develop and evolve farrner-manag~d 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 diagnostic analysis which is being 
implemented under phase-1). 

Start and Completion datps: December 1988 to November 1990 

Donor and Estimated cost: The Ford Foundation - US$233,OOO 
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16. 	 COLLABORATIVE RESEARCH WITH AllMAnu BELLO UNIYERSJI'Y ON "DIAGNOSTIC 

ANALYSIS OF LARGE IRRIGATION PROJF.CJ'_-..!.\ND nEVF.LOP~·SNT OF FARMER MANAGE Q 

IRR IGATJO'L~YSTI~~. 

A. 	 Plenst' charllcterizt' th,' nlltllr.· of lictiviti ..·s ass,:intcd wit.h this 
project or pro~ram in tt'rms of perCi'IIt.rl~P of timt devoted to the 
ad i vi t.y. 

Activity 	 % of Total rum 

i. 	 Hcst'l.lrch 

BI'lS j c': •••• , •••• t •••• I • I ••••••••••••••• 

Strat~~ic:""""""t""""""'" 60% 

r\PIl i i (II J : ••••••••••••• , ............... ; • 


·\dnpl i Vt-~: 	 30%I , ••• t •••• I I • • • • • • • • • • • • • • • • • 

ii. 	 Implementation or ,\pplication 

of Res"arch F llid I fl\~'.;: •••••••••••••••••••• 


iii. Training: ~llllOlIId lilld )nt.f'rnHtionnl Workst· )Pg 10% 

iv. Othrr (Pleasp specify) 

............. 


A-79 


http:PROJF.CJ


B. 	 Please provide your evaluation of the impact or pol·!ntial impact of thii 
project/prograa. 

1. 	 What do you consider the principal contributiolls or iapact of this 
project or prograa to date? 

The principn1 objective or this project is to diagnose the 
operation and aanageaent probleas encountered in large irrigation 
systems IIlBllaged by the River RaAin Authorities in Nigeria and to 
identify the consttaints in turnillg over the systea froa agency 
managed to farmers. An interdisciplinary tea. asseabled froID amon~ 
the ABU Cnculties has initiated rield research in two large 
irrigation systeas. Dat.a collection both froa social science 
perspectives and aain syslelll aanageaenl. 

.,-. What do you perceive to be the potential iapact of this project or 
program? 

The project will CODe up ~ilh n methodology for diagnosing the 
value~ and constraints of large scale irrigatirn systems in 
Nigpria. The research results of this study w~uld also help to 
formlliate int.ern'nUons under Phase-II of this project for turning 
over 	the systell from agency mnnased to farmers. 

3. 	 Can the impact of this work be quantified in teras of financial 
benefits or econoalc returns? If ao, provide Boae indication of 
the .agnitude of such benefits or returns. 

Currently 

The project is just started. It is too early t~ assess its 
impact in teras or financial benefits or econollic retur~s. 

In the future 
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17. Title: Irrigation Constraints to Crop Production 

Oh)ectiv~s: 1) Investigate lrrlgation-related con tralnts and their 
imp~ct on productlon of prlnclpal crops; 2; Assess from existing 
Information, optlmal patterns of Irrigation for rna or crops, 3) 
Investigate farmers' decisions regarding irrigatio: to as~ertain how ~ld 

why thelr practices differ from the optlmal and to assess the impact 0 

such dlfferences upor. ,:rop y:elc: 

Start date: October 1987 

Completion date: September 1992 

~onor: USAID, IFAD, proposed to ODA 

~o~dl ?~ti~ate~ cost: US$400,OOO 
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17. 	 IRRIGATION CONSTRAINTS TO CROP PRODUCTIOS 

A. 	 Plf'ft'sp ,'har'llct.·rlze trw llnLuft' of :\c'lvitit's asso i:lted with this 
proj(>('t til pro~ram in !forms of pcrcf'ntnge of tirnr- dcvoled to th/-, 
activity, 

X of Total Eff('rt 

13aB i (0: ••••••••••••••••••••• t •••••••••• 

SlrnLcgic: ........................... . lOX 


.~ppl i ()d; . , . t •••• , ••••••••••••• I • , ••• , • 30% 

.~(iapljve: .......... " •.. I •••••••••••• , 20X 


ii. 	 Implt'mf'IIL:~ti()n (II' An>licntion 

Ill' Rps('nrc:h F i lid i II~S: •••• 0 0 , ••• lOX 


iii. l'raining:, .... '" 	 25%I ••••• I' ••• ' •• , ••••••••••• 

iv, Othel' (Plens p sppcify) 

Erfort.~i I·;eft' mad" t.o implf'lnPIIt important findillgs such as 
"~P6I\tiv!' impa('! "I' clHlll.l closure durillg thE' roost critical 
C.t.:l'<f' :.f \"I",:tI .;r",\"111" arid ".'l<'rpI\SI' ill ihpat. yields bf:'clluse 
ill' additional faLl' Jl'l'i~ilt.i()n". 

Aboll t flO 1'\ I /.'r . I (~rJ .'IL;"rl t~; "f f'llnj 1l1).1.~r Jill tUri' nt~pRrl!ilellt 

Wf'rt' trill/it,d , J \011 IJ'r mnrIH~I'm('n t. 1.('('!1II i q'lf'S t Ilr(Ju~h 
[·ollahul·:tti\f> IClIVi! i,·~; ,)f rl'sl'l.Irch :lTld dala ndll'ct.ion ulJ(J~r 

"Irrigation C, I~~tr;tll.t.s" stlfriy. FiVI) fo ,r!lIl 1 0/11' wel~k traini~g 

r.nlJr~;t'!~ wt'rt' I 'Id In l'nll!ll;Ct· 1111' lrrignt ion re~,cll.rch and 
mil 11 agt.'/ilI ,'nI. cal thi J it ips (If (jOP ()ffi('ial~ 
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D. 	 I'leasf> provide your (>\'aluation of the impl.1r.t or ~lot'~ntial impact of this 
project/program. 

1. 	 What do you consider the principal contribution,s or impact of this 
project or program to date? 

nlf' pr'incipul contribut.ion is through in~titut (lnal strengthening. 
IIMI Pakist1l.11 is colla\)orat.irlg .. ith t.h,., Punjab Agriculture 
O"'partmL'nt to pxamirlP the imp1l.ct ,pf various ir'igation-relatcd 
constraints to crup production and to sugg(>st. 1anagement 
intpl'\"nt iOlls t.o (lV('rcom(' or millimizf' t.heir ad 'erse f>ffects. 

2. 	 What do you perceive to be the potential impac~ or this project or 
program? 

Polt'ntinl impact of this proj'·( t IS m1l.lIifold. Better understandir'5 
.)f irrigatiIJli-r,·latt'd cnnslrnints at farm ~oul I help in: 

idt'nt 1 r ient.iorl of system levd changes r(- luircd to manage the 
s~'stem murt' effi· !pnt.ly lind r,~sponsive tl farm needs; 

impro\ ing "at('r 11S(' effll l>:IiI'J thrl,ugL gL lerating updat.e 
irrigntioll ('Xt.f'IlSlOn messages presently a 'ailable to the 
farmers; ami 

increasing agency cl1pabi I ities to carry 0 It fllture research. 

3. 	 Can the impact of this work be quantified in t"ras of financial 
benefits or economic returns? If so, provide 'joae indication of 
the magnitude of such benefits or returns. 

Currently 

Potential long 'erm IH'nefits are (luit£' cl 'ar and obvious but 
difficult to qUlTItify at t.his point in t.i Ie. Even slightest 
improvement towards efficient anei product ve 1\Sf> of irrigatiol 
supplies will yield direct benefits in te'ms of better 
reVf'nuf'S, 

In the future 
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:B. 	 !itle: Impact of ~ining Secondary Channels and Rehabilitation 
Strategies 

?roiect Leader: E.J. Vander Velde 

)tJectives: 1) Evaluate impact of rehabilitation strategies upon 
surface water deliveries; 2) Determlne most cost-effective approaches 
for distribution system rehabllitatlon through comparative analysis of 
1ctual rehabilitation strategIes. 

Start date: 1 December 198£ 

Completion date: 31 December 1991 

~onor: USAID 

Total Estimated ~ost: CS$326,OOO 



18. IMPACTING LINING OF SECONDARY CHANNELS AND REHABILITATION STRATEGIES 

A. 	 P]PTlSf> chllrllctt'>rizc the nature of activities associated with this 
project or program in terms of percentage of time devoted to the 
acti vi ty. 

Activity 	 ; of Total Effort 

i. 	 Research 


n'lS i e: . t 50%
I • , •• , • • • • • • • • • • • • • • • • • • • • • • • • 

Strntegic: ..... , .... , .............•.•. 

Applicci: ... , .•....•..••••.•....•.....• 

Adaptiv(..l: 	.............. ,.............. 50X 


ii. 	 ImplC'melIlaLlon or l\ppJicatloll 

of Rf~Sf'arch Findings: .........••• ff •••••• 


iii. Training: .............•.••...••.••••••••••• 


iv. Other (Plcbse sp~cify) 

............. 
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B. 	 Please provide your evaluation of the i.pact or potential i.pact of this 
project/program. 

1. 	 What do you consider the principal contributions or i.pact of this 
project or prograa to date? 

Because research progress is conditioned by phased Irrigation 
Department completion of distributary canal lining, only pri.arr 
dala collection to determine canal performant e changes fro. pre­
lining conditions to phase I lining co.pletion has been done. With 
completion of Ph&se II lining nt end of Khar:f, 1989 season, 
pr imary data collect ion to determine canal p,!rfor.ance changes 
between phase I lining and phase II lining i:; only just underway. 
Hence, there is no contribution or impact to report as yet. 

2. 	 What do you perceive to be the potential i.pact of this project or 
progru? 

This project is expected to provided a compa"ison of distributuary 
canal performance improvements obtainable under two different 
rehabi I i tat ion strategies that have been di ft'erentially followed by 
the Irrigation Department, viz, heavy or majr,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 t,o pursue when plann ing for canal s: stem rehabi I i tation. 

3. 	 Can the impact of this work be quantified in terms of financial 
benefits or econollic returns? If 80, provid" so.e indication of 
the .agnitude of such benefits or returns. 

Currently 

Impact as yet can not be quantified in terms of financial benefits 
or economic returns. However, expected outPllts will include a 
determination of comparative costs and heneflts of canal 
performance obtained through two different r,·habi Ii tation 
processes. 

In the future 
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19. Ii1lt: Combined Surface and Groundwater Irriga'ion Systems 

Project Leader: E.J. Vander Velde 

Objectives: 1) Determine existing distributary command water budges 
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 h}drologic environmen'.s; 
3) Identify groundwater quality conditions and nanagement options tlat 
reduce or minimize n~gative impacts; 4) Identify potential impacts of 
public tube well turnover on ov raIl irrigation 3ystem performance; 5) 
Determine options to balance groundwater extraction and maintenance of 
water tables. 

Start date: 1 February 1988 

Complet.ion date: 31 December 1991 

Donor: USAID, IFAD, WJrld Bank 

Total Estimated cost: US$513,000 



19. 	 COMBINED MANAGEMENT OF SURFACE AND GROUND WATER 

IRRICATJON SYSTEMS 

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

Activity 	 % of Total Effort 

i . Rcst'lirch 

Ansie:................................ 75% 


Strategic: ........•............•....•. 


:\ppl i(~d: ..• , .........•.•.....•••...•.. 


Adaptive: ........ , ... , ..•. , ........• ,. 25% 


i i. Implement.ation or t\ppl ieaf ion 

or Rescarch Find i IIgs: , .. , ............... . 


iii . Tr II i n i ng: . . . . I • • • • • • I 	 • • • • • • • • • • • • • • • • • • • , • • 

i\'. Other (Plcase specify) 
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B. 	 Please prov ide your evaluation of the impact or potential i.pact of this 
project/program. 

1, 	 What do you consider the principal contributions or i.pact or this 
project or program to date? 

1) Providl:'d 1st privl1tf- tuh,.' well c('nSlJS and d1\tabase in Pakistan fOJ 

entire distribt1tary command an~1\ (database subseql '?ntly used by ENERCCIN­
-National Energy Consf'r\iltion Centrc---PrlJject in ~ ilot Ilctivity to 
improv(> f'1I['rgy ('OnSUolpt1 l Hl pf-'I'fnrmancl' ·)f private tube wells); 2) 
Tpsted/demonstratcd 1I1)\-! melhndologit:s to obtain rf-linble private tube 
101['11 	 operations dnln; 3' Dpt~rrninpd rplatiye magnitudes of contribution 
of publir ;Ind privati' pllfll[wd ~roundl.·l1tpr and slJrfl1~e water to irrigatfd 
agriculture; 4) Identifi('d emergent groundwater quality problems in (. 
distributary command whpre non~ were acknowledged to exist, 

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

1) An t'llhallcerl, m('re reliable basis for deU rmining major wat.er 
all<J('[ltion dt'('isiof\'" ,'sp" •.~ially ill th£.· reco[!1ition of the 
lmport.:lnu' of "urt'.'! :/' 'illpjJ 1y for ~1'()lInd\o,'at('r 'll iii z/\ l ion which hl s 
signifIcant jmplic;\·j'lTIS for current and futl.re investments in 
('lulal 1 i!ling; 2) I"'(:n~ni t i(J1/ of t "f~ opportllr I t if'S for morp 
effe('liv~~ ('I)I\Junct"", irri~ation operat.ions, ~s well as constrairts 
and possibh, ,>(,luti Ins til t.h!~m; :1) Mllnll~('m(1t nptiuns for surf~ce 
Ilnd groundwllt... r SY~:_f~m operations to millimizi ,-,oor water quality 
impact.R on irrlgnl, l a.:::ri(·\Jlt.\Jff~. 

3, 	 Can the impact of this work be quanti:ied in terms of financial 
benefits or economic returns? If so, provid~ some indication of 
the magnitude of such benefits or returns. 

Currently 

The impllct. of this work can not be quantifiec in terms of financial 
benefits or economic returns It this still carly stage )f research 
implt'me!Jtation, (ENERCO~ ~Il Jt activity being planned ,)Ilsf'd upon 111011­
de .. eloped prIvate tube well Glta:JllSe estimates an cner~y consumption 
impr~)\'t'Dl('nt of at least 20% l"r tube well; about 200 tu:>e wells are cxpectfd 
to bt> included in the pilot f"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 perfoIlllance in terms of 
~ater supply variability mlnimization and distributional equity 
c.,b)ectives in different hydrolugic environllents; 2) Identify causes of 
i,e.:' r d i st ::-lbu tary performance in achiev ing operat ional objectives; 3) 
Assist IDs in identifying management options to better achieve 
operational objectives of distributional equity and minimum variability 
1n ~ater supply; 4) Adapt computerized hydraulic model to support 
management decision-making in secondary canal operations. 

Start ddte: July 13~7 

~ompletlorl date: 1991 

Jonor: USAID 

~otal EstImated CQst: US$629,OOO 
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20. 	 PJST~IBlIT~!lY PEHfOJ-MANCE: VARI~B1LITY AND EQUITY IN SECONDARY CANALS 

A. 	 PlpRsc char'aderizp. the nature of activities aS8oci;lted with this 
project or pr'ogram in tp.rlDS of perclmtogf! of Ume d"voted to the 
ad i vi ty. 

Activity 	 , of Total Effort 

i. 	 Research 


Basic; . .. . . . . . . . . . . . . . . . . . . . .. . . . . . . .. 40\ 


Strategic:, .......................... . 


Appl ied: . . . . . . . . . ... . . . . . .. ... . . ... ... 3o, 

Adoptivp.:............................. 10' 

Implementation or ApplIcatIOn 
of Re!'ip.ardl Findings: ................... . 20% 

Ill. TrHilling: .......................•....•.•••• 


iv. Other' (P!pa.... e speci fy) 
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B. 	 Please provide your evaluatJnn of the impact or potent ial impact of this 
project/program. 

a. 	 What do you consider th~ principal contributions )r impact of this 
project or progru to d;.te? 

Reseorr.h has confirmed -~everal causes for fai lun of ID to achieve 
distributary oper'at ion objet:t i ves, Progress has Jeen lIade in 
development and testing of a modifipd hydraulic m~e] cAlibrated to 
predict water supply di ·;tribut ion to off-takes us tng a minimum set 
of discharge dAtA for f1 specific- distributary, 'J lis model was used 
in an "action r'esearch " mode to assist Punjab ID in plarmlng 
targeted annuAl maintell mr.e to achieve dlstribut.a 'y opf'rat ionHI 
objective of improved \0\ Iter distribution equity, Initial results 
showed t.hAt planned, tll geted distdbutRry lIluintf· IUrwe could 
achieve greatly improvp.'l equi ty in canRI water (ll )tribution. 
Resul ts also demonstrat ·'d need for Hdditionul ins ,i t lit ional 
mechan isms to sustain i "lprovements. 

2. 	 What do you perceive to be the potential impact o~' this project or 
program? 

I) A 	shift from relativ.· negler.t t.o increased pJDphasis on 
maintenance activities 0 achieve distributary op.... rnt lonal 
objectives, 2) facilitu ed by a decision support (H.pubi lit.y that 
can Hssist ID operation ,I officers in priuritizin;, diHtr-ibutary­
level majntenance activ ties relutivp to resourCt!! HVililable, and 
3) institutional mechan'sms t.hnt support Hnd susl;·in impr'oved 
distributAry perfonnHnc' 

3. 	 Can the impact of this lork be quant i fied in tenru: of financial 
benefits or economic returns? If so, provide soml indication of 
the magnitude of such bl.;oefits or returns. 

The impact of this work:annot be quant i fied in tr rms of financial 
benefi ts or economi c: ret lrns At t.h i s time. Howev! r, quant. i fi cat i on 
of economic costs of an~ returns to achieving improved distributary 
performnnce (ns well (IS ~ost.s of Bnd returns to df dining or poor 
performance) would be p ,sible with a~~ropriate i.puts of economic 
analysis expertise here!- )for'e unavailable. 
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21. 	 Ti~le: Managino] Irrigation Systems to HinilJli:te Wtterlogging and 
3a:lnlly Problpms 

PrOJect Leader: J.W. Ki]np. 

Object;';es: 1) Identify and define linkages betw!en irrigation and 
draInage systems management and the lncidence of 'Iaterlogging and 
salinity (W&S) problemF; ~) Deslgn. t~st and refine irrigation and 
draInage system mandgement strategl~s ·0 ffiinlmlze W&S. 

Start date: Third quarter 1988 


Completion date: :qG3 


.IlQn.Q.r: Royal Netherlands Government 


To!al Estlmated c~~t: Arrrox. US$~,OOO,OOO 




III 

2 J • 	 ~!NAGING IRRIGATION SYSTKMS TO MTNU.uZF. W_~TI;RLOGGIN<l ANn.. SALINITY 
~!«>B I~EM~ 

A. 	 Plcmw dlUracteri7.p th(~ nature of nctivilip.s t-lssocilltl'd with this 
project or pr'ogram in terms of percentage of t ime d .. votr~d to the 
adivit.y. 

Activit)' 	 , of Total Effort 

1. 	 Research 


HURlC;: •••••••••.• , ••.•••. , • • • • • • • • • • . • 0% 


Slralegic:: . . . . . . . . . . . . . . . . . . . . . . . . . . . . 5% 


:\pplipd:.............................. 30% 


/\da~Jt i ve: . . . . . • • • . • • • • . . • • • . • • • • • • • • • • 'lO,­

11- lrnpit'melltlllion or Applicnlion 

of R~!.<;ean;h Findings:.................... 25% 


'r r" rfin i 1) g: . . , . . . . . . . . . . . . . . . . . . . , . . . • . . . . . . . 

IV. Othf'" (Please specify~ 

* Subsufllf!d 	 ullder Research 
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B. 	 Please provide your evaludtion of the impact or pob'uti"l impact of thF 
project/progro.. 

I, 	 What do you consider the principal contdbutioJI8 or illpacl of this 
project or progrlYl to date? 

The project has creal.ed an I}wan~l)t'ss of the imlorlance of the 
1 iKely impacl whic'h JP,lJIHgt!Jlleld or In-igat. ion S: 3temR cnn hflve (1:1 

lllf~ mi t igatton of WI)' ~r-IlJgglllg ann Sal ini ty Pn blems. Inlef"f~~.t has 
hf!l!ll 	 ~~l'rJ(' r-Il I j·d I J I t hI J1)(' III IIgPl1I' i f'S and /I'St'll) ChillS t it III i om: to 
cullnbolHle with IIM- HI lhe I'r-oJecl, 

2. 	 What do you perceIve to be the potenlial impact of this project or 
program? 

With lhe widc' ITwlOt'1 ,~I' (If Watl'l-logging [lnd SuI inity in Pakistan 
\IUld under slmllar' ~~! :11 ()llmt'nts In othel- (-Olllltl j,~s), Drainage fwd 
Heclamfltion InvcsLmt!J,rl' nlld I'unl IIlUl!d subsidJZlljon of the O&M 
rt~prese"t e vpry h,'/I\ y hurdt'll oil 'hp nfll ion"l r f!~(IlHTPS. Bot.h 
lnveslmt:,,! ("os I ~, illHI ,'P' III IllIg (os! to ,:\11 tw Sil\ ,~d I f I he drlljlluble 
sUI-plus ('an be n:ducr.j lhr'ough ru,,rl"~:f'mf!nl illlpl Vt',ll inns in tht.' 
ll-rigtll ion systt~ms. 1t1ny POSSILJI: I lies for- dOlog this exist which 
need lo b,' f'xp1oilt~d 

eM the impact of th~ ; work be quantified in t~1DS of financial 
benefi ts or economic ··etl1rns~ Tf so, provide r-Jme indication of 
the magni. tude of sud benefi ts or returns. 

CUIT!!llt ly (I r Sl 

Tlw projf~d is !. 11) in fI vt'ry purly sInge of implementation. 
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22. 	 ~: Irrigation Efflciencies in Farmer-Mana ,ed Irrigation Systems in 
Hunza Gojal 

PrOJect Leader: .T.W. Kijne 

Objecti'les: 1) Comparative d!:lSeSSlnpnt uf irri /dtion system 'Joals and 
~fflClencies Lt. new and pre'11(,.IIS1I' existing Gc lal PHIS; 2) 
Identlficaticn (jf maYlI L,·-:t;ns ,l,oth phy.sH:a] arlu operational) that 
joven. l;rigatlon effi(:;"~:Jci ... s ;r; '';r)jal PHIS. 

Start date: 15 M2r~h 1989 


Complet~on date: 15 September 1989 


Donr:>r: Ilg.j r:h d, Foundat 10n 


Tota: Estlmateri co~t: US$~O,OOO 
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22. 	 IRRIGATION BFFICIENCIBS IN FARMER-MANAGED IRRIGATION SVSTEMS IN HUNZA 
GOJAL 

A. 	 Ple88e charact.erize the nf:tture of activities associated with this 
project or P~~!P ~m 10 terns of percentage of time devoted to the 
ad ivily. 

Activity 	 , of Total Effort 

i . 	 Resear'ch 


Rasic:................................ 75% 


StrHtegic: , ..... , ........... \. . . . . .. . . 25%: 


Appl ied: ........................•..... 


Adapt 1ve: 	. .. . ..... I •••••••••••••••••• 

ii. 	 rmpl~mentatlon or Application 

of Research Findings: ................... . 


1.11. TrnIning: ................................. . 


I
iv. DU)I~T' Please spec} fy)

r 
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B. 	 Please provide your evaluation of the impact or pot.ential impact of this 
project/prognDl. 

1. 	 What do you consider the principal contributions or t.pact of this 
project or progra. 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 a.ong financing agencies, abou, 
the justification of investments in irrigation infrastructure. 

~. 

.) 	 What do you perceive to be the potential i_pact of this project or 
progra.? 

The large variations in present application efficiencies indicate 
that improvements could be made. One expects that a more prer.ise 
contrul of water at the field inlet, better levelling of the 
fields, and appropriate intervention by the irrigator duriug lile 
process of irrigation would lead to improved efficiencies at fil:l,· 
level. The indication present in the data that field losses arp 
less in the new Hreas than in the old ones, points to the 
i.mportance of fanner's pr~GCJlce during irrigation and his or her 
inLervention in it. 

3. 	 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. 	 Ii1lg: Application of mathematical models for simulation of main canal 
operations (Phase 1). 

ProJect Leader: H. Sally 

ObJectives: 1) To provlde lIMI with a state-of-the-art research to(,l to 
investigate the interactions between the design, management and 
performance of main canals; :' To 1emonstrate, through a real-life 
appllcation, the feasibility of uSlng simulation models to identify 
effective and responsive main canaJ operational pr~ctices. (The us(r­
friendly computer software developed coul1 also serve as a training tool 
for lrrigation professlonals), 

Start date: November 1987 

Completion date: February 1990 (revised from October 1989) 

Donor: Goverl~ent of France, Core Support 

Total Estimated cost: U5$158,000 exclu~lve of IIM!'s staff time; 
contributIon of ~EMAGREF in terms of staff time was estimated at 
U5$41,OOO, but now revised to US$133,OOO 

A-I02 




23. 	 APPLICATION OF MATHEMATICAL MODELS FOR SIMULATION OF MAIN CANAL 
OPERATIONS (PHASE I) 

A. 	 Please characterize thp. nature of act. i vi ties associab!d wi th this 
project or" program in terms of percentage of time devuted to the 
activity. 

Acti vi ty 	 ~ of Total Effort 

i. Research 

dusic:,............................... 20% 

Strategic: . . . . . . . . . . . .. . . ..... . . ... . . . 20% 

App 1 i ed: .............................. . 


Adl:lp t i Vf~: ...... , ...........••.......• 40% 


11. 	 Implementl:llion or Applicalion 

of Research Find i ngs: ................••.. 


111. Training: ................................. . 


IV. Other (Plf'ase spP("lfy, 

.'i t utly Adv I :wr'y Conrmi t t.ee 
15% 

Total 	 100% 

* lmplementnlion of n~s~f!rch findings and training of Irrigation 
Agency gjaff Ilrf' pi;mrtul undf~r Phan~ :z of this ploject:. 
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B. 	 Please provide your evaluation of the impact or potential i~ct of tbia 
project/program. 

1. 	 What do you consider the principal contributions or impact of this 
project or progra. to date? 

In interacting with lIM! staff during proj~ct implementation, 
Irrigation Department personnel were sensitized to various aspects 
of canal regulation, espeoially to the consequellces of improperly 
adjuste~ water level control devices on the conveyance and 
distribution of waler flow. 11M! also provided the Department with 
information on key physical Rnd hydraulic paTBJDt!ters of canal and 
contributed to enhancing lheir understanding of the hydraulic 
behavior of the canal. We also created an envi 'onment of 
acceptance within the Department of the potenti.,l of simulation 
modeling to effectively address mHin canal des~i~ and management 
concerns. 

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

Demonstrate that simulation model ing is a v:iablt! al t.ernative to on­
si te field experimentat ion as a research tool t·:; study the 
interactions between the design, management and performance of 
irrigation systems. 

Demonstrate, on n real life system, the usefuln !SS of simulation 
lechnique as a decision-support tool 1.1 support of the management 
of a 	mRnuEll] y--opernt ed main cuns] system. 

Use the simulation, model software as a training tool to sensitize 
irrigation professionals to canol regulation co lcepts. 

3. 	 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 

Obiectives: 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 gefieral, and for s~lected 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 1994 

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: IIMI-IRR! Collaborative Project on Problems of Irrigation 
Management for Rice-Based Far~ing Syste@ (Philippines, Indonesia and 
Bangladesh) 

Pro ject Leilder: S, H1 randa 

Objectives: 1) To characterIze the factors whlch influence the options 
for changes In rlc~-~~sed [armloy systems, and tl identify the more 
important options In selected geog~aphic locatio IS; 2) to determine the 
degree to which J:£fo:ellt l'::"/els of trflgat.lOn s,stem performance 
Influence the aDII:':., to effe<':llvely lncorporate changes in the farming 
systems; 3) tc df:velop dfi::lent and economical llethods for managing 
irrigation water delivery and use of post-rice r·!sidual water for ri:e­
based systems In which non-rice crops are grown, with special referelce 
to ill'l)lic!Cions [or agrunomiC practice and for ir.stitutional performmce 
and change; 4) to t:-ansrnlt ;~rj(l l1':~rpret the reslarch findings to 
agricultural a:i<:l :; I J ~Ll'; ;'. s'/?t'-,f, managers, plallners and policy mak:!rs 
to encourage Inblnlt,~ _dl'! bettr-r ,j'xlslon-making, 5) to enhance the 
development of 'l:3on·'.! i:i"0f(:~:~;;:)i;a:." ~n thE:' area of irrigation probl:!ms 
through prOV1510r, 'J: ,!l;j!:c~tr. research o~,portuni' ies; and 6) to pro:'lde 
opportui11ty b:' ~pr;:; "ne iI)E staf: to Interact _n a variety of 
coll3.boll t .ivi: 'i:·"'· :'" ',;i1],'h ''';01,:lrj permit the :e'Jelopment of an 
effective and mut'i~!~j ~1~r0[tlve long-term rela'ionship, 

Start date; . ),.1,:' ;~i" 

Completion date" :~: ,:.:,,,::'1 30 June 1990 but ex ens ion to end of 
December 1990 h32 :,.:.. :'e'_jJ'O'S t: ed. 

Donor: Rockefeller found3 tlon 

Total Estimatf,rj (:<.t: US$l.: mlJI~oll to rIMI an,~ US$O.3 million to 
IRRI 
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2!,}. 	 IlM-'-/UQtLC01LABQRATrVE PBOJECr ON PROBLEMS OF IRRIGATION MANAGEMENT FOR 
Jil.Cr~--B~SED FARMING SYSTEMS 

A. 	 Pleast' chttrur:U·rize the natun~ of acl ivities associated with this 
project or program in terms of pp.rcentagt;' of time devoted to th~ 
act I vlty. 

Act i vity 	 % of Total Effort 

1. Hesearch 

li~;lC: ..... I ••••• I •••••• , • • • • • • • • • • • • • 5~D 

Strategic:............................ 5% 


Applip.d:.............................. 20% 


Adapt i ve: . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 30% 

1 J • ImjJlt.'rntmtRt ion or Appl i'~fli Jon 

oj Iiest'arch F'lCldlllgS: .................. .. 


I 1 I • Tr-" I n 1 ng: ................................. . 25% 


iv. Other Please speclfy) 

InfllrlllC1t.ion Exchange 	 ]0% 
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B. 	 Pleose provide your evaluation of the impact or potential impact of this 
project/program. 

1. 	 What do you consider the principal contributions or t.pact of this 
project or progra. to date? 

Development of effectivp. collaborative field-work in an inter­
disciplinary framework, bot.h between the two international 
institutes and with numprous nalional agencies, universities, etc .• 
in each of the thn't~ project ("ountl·ies. 

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

Impacts will be mediRted through lhe national irrigation managing 
organizations ill each cowllry. The polenUal benefits wi.ll be in 
the form of enhtlnred fann incomeR. If the organizations f.Jdopt 
management practices thal foe i J i tHte the irrigat ion of non-ric... 
crops and thus provide fHrmers with H wider. more flexible, IDMrket­
responsive choice of crops. 

3. 	 Can the impact of this work be quantified in terms of financial 
benefits or economic returns? If 50. provide some indication of 
the magnitude of such benefits or returns. 

Currently fif so, describe' 

]n l.hf' future 

EVldelll'f' fnJnI th,' PhIII{Jl'lll!'~; sh()\,,~ tlwl the potential enhallC('ment 
of fann lnCnmf'S, If IinlJ- r'l Ct' (.TOpS can IIf' p I anted in the or'Y 
seLJSO;], should Iw In !Iw ranl~f' $SO 50n pf'r heelan' per yf~ar. There 
drf~ some 7 m.ha. In th,.· I'hr·p,· counl,'ies. Gr'oss dlversifi.(~ation 15 

not ('IPelf, lind rnl){h! bp in tht~ nr'd{~r of 1 m.ha., depending on 
fl<.1 t 1 ulla 1 t',)od po 11 t: 1 t'S , 
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:6. 	 ~itle: Performance Evaluation of Irrigation Systems. Criteria and 
Norms for Cooperative and Evaluative Purposes. 

Project Leader: R.M. Ryi 

Objecti~es: 1) To develop a conceptual foundation fJr measuring the 
performance of irrigation systems; 2) To devise a set of performance 
measure~ basei on the conceptual foundation developed and the 
accumulated experience with evaluation techniques and indicators which 
hav~ already been tries; 3) To test the suggested measures with 
existing data from samples of sy~tems classified by category; 4) To 
make avalla~le 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 

~Qmpletion date: December 1990 Phase I 

Donors: Ford Fcundation 

Total rsti~ated cost: Phase I - US$413,627 
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26. PERFORMANCE EVALUATION OF IRRIGATION SYSTEMS: CRITERIA AND NORMS FOR c0-
OPERATIVE AND EVALUATIVE PURPOSES 

A. 	 Please chHract.erize the nature of activities associated with this 
project or program in terms of percentage of time devoted to the 
acti vlty. 

Activity 	 , of Total Effort 

i. Re~earch 

Basic: ................. , . . . . . . . . . . . . . . 3o, 


Strategic: . . . . . . . . . . . . . . . . . . .. . . . . . . . . 30' 


Appl ied: . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 30' 


Adaptive:............................. 10% 


11. 	 Implementation or Application 

of Research rindings: Hesearch is not completed yet 


i i j . Training: ................................. . 


IV. Other (~leHse specify) 
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8. 	 Please provide your evaluation of the impact or potential i~act 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. 

2. 	 What do you perceive to be the potential ~8ct of this project or 
program? 

This 	project has the high probability of hav~ng strong impact on 
both 	theory and practice of irr'igation 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 practiges in a single system, a sub·-set 
of systems or sYBtem~ across national frontiers. This research 
will 	provide a common methodology for measuring the performance of 
an individual system, a set of systems or crOBS national systems. 
In addition, this research will also provide a baseline data for 
comparison between the comparable sets of system, such as standards 
for irrigation systems in arid region emphasizing allocation 
function etc. 

3. 	 Can tIle impact of this work be quantified in terms of financial 
benefits or economic returns? If so, provide SODe 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. 	 ~: Farmer Managed Irrigation System 

Project Leager: S. Manor 

Objectives: To develop and disseminate improved mechanisms for 
governmental assistance to farmer-managed irrigation systems. 

start and end date: January 1988 to December 1990 

Donor and Estimated coat: IFAD, ~MZi US$750,OOO 
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28. 	 Title: Design/Management Interaction Studies 

Project Leader: C. Abernethy 

0biectives: To collect standardized sets of data describing the design, 
management arrangements, and perform~nce of numerous irrigation systems 
1n different enVIronments, and ana .. /ze them to identify interactions 
among these three factors. 

Start and end date: March 1990; Indefinite 

Donor and Estimated cost: Unrestricted Funds; US$28,OOO per location 

~113 



28. 	 DESIGN/MANAGEMENT INTERACTION 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 

Basic: . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 40~ 

Strategic: .............. , . . . . . . . . . . . . . 40' 


Applied: ............................. . 


Adaptive: 	............................ . 


ii. 	 Impl~Dentntion or Application 

of Research Find ings; ................... . 


Ill. Training: ................................. . 


iv. 	 Other (Please speci fy; 


Infonnat lon Exchange 10% 


Ini t iaLioIJ of a uni fip.d statistical data-base 10% 


1\-114 




B. 	 Pleuse provide your evaluation of the impact or potential impact of this 
pr'oject/program . 

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

Project activities should start in March 1990. 

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

Th i s 	 pr'oJeci shall I rl i mpruvp roeseorch capac i t y cind qual i ty, by 
generating standardized sels of performance data on numerous 
irroigation systems in dlffer!:'nt environments and management. styles. 
The standardization of data should facilitate inter-system 
compmoisons. By collecting delta also on des:ign parameters and 
other possible determin~nts of performance, thp project should 
clarify cuusRl relations. 

3. 	 Can the impact of this work be quantified in terms of financial 
benefits or economic returns? If so, provide some indication of 
the magni tude of s1Jch benefi ts or returns. 

Currently {if so, describe] 

Ui reel or pconomlC lmrHwt would bf' h!:lrd tD ussess. 

In the future 
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ANNEX V 

COPIES OF LETTERS AND QUESTIONNAIRES SE1:{r m 

Inn DONORS AND OOLLAOORATOH[-i 


(Sample of donors' letter attached; a similar letter ~us sent to 
collaborators in all countrles in which lIM! has had active program) 
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Building 106 
lniversity of Florida 
Gainesville, Florida, 32611 
U.S.A. 

23 November 198:1 

Letter to the Donors 

!)ear ••••• 

After same five years of operation, the InLernatio!~1 Irrigation 
~cment Insti tute( IIMl) has initiated an external review of its program 
and management. The external panel commiss l(med to conduct the review is 
comprised of Dr. Vijay Vyas, Chainnan, Dr. Roger Corbi r • '"e, ~. Joan Joshi, 
!-Ir. Syed S. hi I1lruli and me. As a part of its efforts t 1e PaneI would great 1y 
appreciate your views t::Onceming the work of I1MI. 

It would be most helpful if you could fill out the enclosed 
questionnaire and return to me so that it will be received ut the nbclYe 
address !l.Q later than Deccmber 31, 1989. Th is cia te is ~ri tical if thc 
information is to be used by the Panel. 

Your comments will be treat~~ in complete confiden~e by the Panel. 

Thank you for your cooperation and assistance. 

Sincerely, 

E. T. York, Jr., Member 
I INl E."{ternal Review Pal).el 

(Telephone. Fax Ntunber - 001-904-392-3161) 
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QUESTION'NAIRE CONCERNING IIMI 

(use additional pages for response if needed) 


1. Information concerning questionnaire respondent. 

Name 

Orgo.nization -

Responsibility or mission of organizution -

Title or responsibIlity of respondent in organlZlltion -

II. 	 Information concen1ing I PH 

1. 	 IINI's stated mission is .. to strengthen natiollal efforts to 
improve and sustain the performance of i rrignt. on systems in 
deveJoping countries through the dev(.;luT:tJlcnt ruld disseminution of 
rnanngemen t i nnonl tj ons . .. I I~lI has 1dr'll t i f i t~ ~,even ITIlljor program 
themes for currying out this mis~ion. 

1. 	 Please rate these thplIlf's on a scnlc (,i' til;) n terms of your 
evaluation of th"lr lmpor'tance (::; - \'('T';. llllfXJr' ant, 1 - not so 
important. ) 

Your 	rating 

Improving instJtlltluns for irrlgatJOn lIlUfl:->.!!,ement. .......... . 


~1anaging ~.r.lter in irrlgation s:.'stems •..•....•...•••.••••••• 


Financial management of irrigating systems ...............•. 


t-Ia.no.ging facillties of irrigation s::stcms ..............•••• 


!"lanuging i rriga t ion organ i Z1l1.i 005 •••••••••••••••••• , ••••••• 


~lannging supJY)rt scr\'ices to farmnrs .......... , ........•.•. 


r-innaging chlU'lge (in\'ol \' ing i rr'igntion s;,."Stcm..sJ ............ . 


i i. From ynur pel'S pee t i vc, sh011ld I n'll ' s mi S8 lon be di ffcrent than that 
stated. Should t.here be different th('me~, or ar ~us of emphasis. If 
so, what: 
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')... 	 Hm.· relevant is 11:'11' s ~..o['k to the needs and mterests of your 
organizatlon? (Hate each IlCti·.'ity 1 to 5, \.li·n 5 representing very 
relevant, 1 not so reiE'vantl 

.-\ct 1 v 1 ty 	 Rating 

a' Them..'l tic rf'search ...................... . 

b) Fie ld opern t LOns 


(r:ount.r'~· specific ['es€'3['ch) ........ , .... . 

c) 	 trainlTl,g .... I ••••• ' ••• , ••• I ••••••••••••••••••• 

d, 	 ir1fnrmtl t ir)n ......... , ... ,.f .•••••••••• ,I ••••• 


3. 	 HOh' cr'f"ctt\'e do )'OU consl(ie:' IPJl to be In O'~hle\'ing its goals or 
objectives" (fw.t.e on n scale oCl to 5, \-'ith i being highly 
effective) Add comments. 

~. "hut do you consider 1 ['11'5 strengths and "'elHnesses? 

3. If :'our organlzauon IS (~urrentl'/ not an I1'L donr[', hnat are thE 
cons idprat i ems tUld/or pr'ospects 1'('1r ~,.our SUPT )rt in the future? 

6. Other comnents. 
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