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PRCFACE

The professional development of His Majesty's Governmeni oi Nepal
officisls in irrigeted water rnanagement procedures and praclices is @
major part of the Irrigation Management Center’s activities. Wilhin his
profeszional development program, emphasis is placed on the development
of the technical and organizational skills needed Lo gel beneficiary farmers
to actively participate in the rnanagement of their irrigation systems.

The conduct of the 1987 Short Term Overseas Training Program has proved
to be an effective means for irnproving the participants’ ability to work on
and Lo solve irrigation management problems. They have ulso learned that
these problems cannot be sulved and conditions improved unless they have
the ability Lo elicite aclive involvement of the beneficiary farmers.

Ginod K Aryal Shonti Nath Shrestha
Acting Project Director Director

irrigation Managernent Project Irrigation Management Project



EXCCUTIVE SUMMARY

The Irngation Managerment. Center (IMC), a component of the Irrigation
Management Prcject, is responsible for the professional development of
HIM3/N ofTicials in the procedures and techniques needed to solve their
irrigation manageinent problerns.  An important part of the IMC's
professional development program is the sponsoring of short term sludy
tours and training outside of Nepal.

In 1937, the IMC <ponsored a tolal of twenty three participants for seven
programs in four countries. Because the professional experience and
hackground of the majority of these participents was in plenning and
construction, the goal of the 1987 program was lo provide training in and
exposure Lo as many aspecls of irrigated weater management as possible
while maintaining & theme directly relevant lo the partcipants’ job
responsibilities. They would then develop the basic knowledge ond skills
necd lo:

1) deveiap and iraplement improved water management prograrms, and

2)  provide informalion on imore narrovly defined and specific topics lo be
inciuded in Lhe 1943 Overseas Training Program.

In general, the participants were satisfied with the 1987 program. Among
other things, they learned that the problems they face in Mepal are basically
the same being faced by their colleagues elsewhere. They also noticed thet
1 all countines and training much time was devoted to implementing water
user invalvement as ane means oi solving some of these problems.
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INTRODUCTION
THE 1087 OVERSEAS PROGRAM

The irrigation Management Center (IMC), a companent of the Irrigation
Management  Project (IMP), is responsible far the professional
develupmenl of His Ilajesly’s Government, Nepal officials in he
procedures and technigues needed to solve their irrigation management
problems. An important part of the IMC's professional development
program is the sponsoring of short term study tours and training
oulside of Mepal.

Fno all practical purpnses, 1987 was the first year that the IMC
orgamzed and conducted & major Short Term Overseas Training
Program. The IMC sponsored o total of twenty three participants for
seven progreins in four countries (please refer to Annex |, Volume | for
a complete list of participants, programs and countries).

Because all of the 1987 participants had limited experience with
irrigation water management, the program wags designed to provide all
participants with training in and exposwe 10 a broad range of lLopics
cavering all areas of irrigation water management, and, especially for
the tours, infarmation in eddition to that covered by the specific theme
of the tour. This was done with the expectation that this broad
exposure woulil develup their skills and awareness and enable them Lo
provide needed feedback on what specific training programs would be
most beneficial to them in the future.

EYALUATIOM OF THE 1987 PROGRAIM

The benefit and impact of the 1957 Short Term Overseas Program was
evaluated in two ways. The first was to review the participants’
reports (please reter to Annex 1, Volume 1, for Study Tour reports and
Annex |1 for Treining reports) and through informa! discussions Lo
yather addilional informalion on opinions end impacts. A one day
Workzhop was alzo conducted in which the purticipants evaluated the
1987 program and made suggestions for the 1988 program.



wne next section presents a bricf description of each program and

some of the benefits gained. The results of the Evaluation Workshop
are then presented.



PROGRAM ACTIVITIES

STUDY TOURS

!

(a)

(b)

S

Thirteenth International Congress on Irrigation and Drainng

Qljective

Ta provide senior Department of Irrigation (DOI) officials with the
opportunity to learn of recent developments in irrigation and
drainage and to chare experiences with peers and others concerned
with irrigation water management,

The Taur

The theme of the cungress wes “Improving Water IManagernent in
Developing Countries”. The congress el in Cesablanca, Morocco
from September 20 through September 27, 1967,

Of special interest to the IMC sponsored participants were two key
quastions deliberated by the congress : (1) Rehabilitation and
Hidernization of Irrigation snd Drainsge Projects for Improving
Water Management and (2) Improving Water Management Through
Training. The first ques'ion explored issues directly relevant tg
the Systems Management Division (SMD) of the IMP, and the second,
issues directiy relevant to the IMC.

In addition, & specie) session was devoled to exemining the role
and inteqration of irrigation, drainage and flood control projects
n the natinnnl developrient plans of developing countries, and a
syrapasium waos held on designing and operating irrigation systems
having insufficient capacily Lo meet pesk water requirements.
There wer: also technical visits toirrigation related facilities, an
egshibition of irrigated agriculture equipiment, and demonstrations
of computerized models and management games.

Skille and Awareness Development

Ihe participants noted that the subject of Rehsbilitation and
Modernization of Irrigation and Drainsge Projects for Improving
waler Management sutornatically introduces the matter of weter



r

(a)

user involvement in the design, operation and maintenance of
irrigation systems. This means that irrigation systems are not
merely technical facilities, but socio-technical systems ‘open’ to-
the environment and interacting with it." Just how to incorporate
this ‘human factor' involvement is complicated. It was pointed out
that irmgation agencies must relinquish some of:-heir
prerogstives end  begin entrusting user groups ! with
responsibilities.

The discussion on Improving Water Management through Training
stressed that training must be practical and field-oriented, with
8¢ much training as possible taking place in on-the-job situations
rather than in the claseroom. It was pointed out that the most
effective trsining institutes were not associated with
universities, but under the sponsorship of the concerned technical
agency.  Requrding the operation and management staff, it was
noted that their formatl education tends to erphasize planning and
design with almost ny attention given to OXM. It was suggested
that it would be use’ul to orient training programs around the
premise that waler users and Operations & Maintenance (0&M)
staff should be considered a single integrated unit whose
abjective 1s aptimizing agricultural production.

In genersl, the IMC sponsored participants learned that the
problems they face in Nepal are basicelly the same problems being
Taced by their colleagues in other countries. They also noted the
fact that much time woz devoted to questions on water user
invalvement.

Legislation Study Tour

Uhjective

To provide the participants with the opportunily to learn of
irrigation operations end user involvernent legislation and of
Waler Users' Associations (WUAs) organizational structures and
procedures in other countries. To share esperiences with peers
and otherc concerned with irrigstion operations and user
invalvement legislation. This is to facilitate developing an
effective  legal  fremework for participatory irrigation
managernent and irrigation users’ arganizations in Hepal.



(b) The Tour

Conducted from August 16 to September 8, 1987 in: Thailand (five
working davs), Indonesia (six vorking days), and the Ph’ilipp_ines
(four working days).

(i) Thailand

The legal framework governing irrigation use is old and no longer
appropriate to the existing situation. There i a need to be sure of
the imptications end consequences of Government assistance to
and intervention in Farmer Managed Irrigation Systems (FIISs). In
Thailand, assistence end intervention has resulted in the
bovernment taking over many D&M responsibilities.

I systemns costing over US$160,000, the Government has tried to
Hond its involverment to the inteke ond main and secondary canals.
Dovinstream facilities are the farmers' responsibility. They are
trying to turn over to the users those cystems costing less than
HS3160,000

.......

In general, cost recovery is abaut 20% of Thailand's 0&M costs.

fultipurpose farmer cooperatives play a vital role in organizing
farmer irrigotion groups. Other inputs of agriculture help to
organize and strengthen farmer groups in irrigotion projects. This
program of multipurpose cooperatives has already improved farm
uields,

(11)  Indonesis

ndonesian irngation systems have a long tradition of Farmer
Management.  Recently, there has been extensive Government
intervention on systems of 500 ha and less, and where this has
happened the level of farmer respongibility has gone down to the
tertiary level,

Lonthet recolution is by consultation, discussion and settlement
rather than by adjudication,

The existing lensl framework has some special features:



= Waler is not owned, not even by the government.;. Whoever
captures water is entitled to use it

- There are no water charges. o

- Government intervention is to improve traditional facilities
and to construct main and secondary canals, leaving the
lerLiary and field channels for te farmers Lo improve.

Bovernment intervention to FMISs is without charge.

Indonesia is presently undergoing a controversy over imposing
water charges. One group contends that havirg high yields &nd
agr tltural seli-sufficiency is sufficient cost recovery. Ancther
group states thal the Government can ne longer afford Lo bear the
burden fo external debt by itself.

indonesia is a country with an abundance of water, and it is not a
good exan-ple for en arid or semi-arid countries.

(1) Phlippines

Every country cerries its own legal legacy. Here irrigation water
is viewed as a comimercial conrnodity that can be bought, sold, and
traded. ‘Where woaler is viewed as o coimmedity, it may make the
farmer users more prudent. This may be why the Philippines gets
approximately SOT payraent of its water charges.

(iv) General | essans

Following are sumne of Lhe general conclusions thet might be drawn
fraom this visit.

- Mansgement of irrigation systems, being deeply rooted in the
socigl and cultural fabric of a sociely, carries with it a
legacy of its own.

- Due to the reasons mentioned above, irrigation systems in any
country should be considered to need special treatinent.
Exchanging  experiences, however, greatly facilitates
understanding the other culture's behavioral patterns which
helps in drawing conclusions,



(b)

= In South Cast Asia, emphasis is on o process of amicable
settlement of irrigation issues rather than on adjudication.

- Much depends upon the availability of the resource. If there is
an abundance, one can afford to waste or mismanage it.
Whereas with scercity one cannot afford to. e

o

- lirigation has to be seen as a participatory =ndeavor between
the farmer and the government. No qovernment managed
irrigation system can be successful withoul the farmers’
participation. In all three countries visited, efforts have
been made o increase the involvement of farmers. It is the
farmers who have to take the lead. The government’s role is
to assist their effort.

= Law should always be a vehicle for development, and it can
maoke headway only when backed by programs. Otherwise, it
becomes a nice piece of paper. It is no wonder to find in all
three countries that to some extent the legal provisions have
become oheolete and have been svrayed over by development.

Operation nf Run-af-lhe-River Irrigation Systems Study Tour

{vu]
1o

Objectiv

!

For DOI and IMF personnel to become acquainted with the better
perforining Run-of-the-River irrigation systems in three South
East Azian countries so that key factors of the successful
programs, with adaptation, can be emulated in planning, designing,
constructing and eperating Nepali systems.

The Tour

For twenty-five days from August 5 to August 29, 1987 in:
Indancsia, Thailand, and the Philippines.

Skills and Awsrenese Development

{i) Indonesia

The first day wos devoted to an orientation by Indonesia's
Oircctorate General of Water Resources Developrent (DGWRD) in
Jakerta. Major points erphasized by DG¥RD related to Water User
Associations (WUAS) in Bali. This included WUA meetings and
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adminisirative processes; water distribution rules; and
- . t
agricultural practices.

Numerous projects were visited on both Java and Bali. In:addition
to discussions on the operation of these systems, discussions
were also held on the role of WUAs and on WUA-Agency
interaction. For example, the Pemali Comal ‘Irrigation Projsct,
The maein and secondary cansls were designed by the Government,
whereas for tertiary development, planning and design, irrigation
personnel consulted the beneficiaries for final approval of the
work. Each tertiary block, 70 to 100 ha, has a WUA. The WUA
operates the tertiary blocks according to Government policy.

Proper consideration is given to all of the physical facilities and
organizationsl requirements that are necessary for successful
irrigation. Performance of the irrigation systems, therefore, is
better than in Hepal and attention is given to the farm level.
Rarely are the systems mismanaged. This may be because of the
good interaction that exists between agency stalf and the farmers.

Distrihution systems sre such that a predetermined quantity of
vrater is delivered. Most systems have lined cansls and adequate
facilities for the control and measure of flow al all strategic
points, including the farm level. Waler losses are minimal. If
necessary, canal fMow is augmented by diverting water from other
sources. Where viater is scarce, storage systems are developed.

Farmer organizations are strong, and they feel that their well-
being depends on the system's performance. Hence, sustems are
well maintained and operated. The responsibility for 0&M1 is
shared between the DGWRD and the farmers,

Mo water tax is charged by the government. Farmer groups have
their own rules for raising the funds needed for running the
systerne. In come systems, there is only a Government watchman
residing at the headwork. He acts as a contact between the Agenry
and the fermers.

(i) Theiland
The major points covered during the tour wrere: planning, 0&N

manpower requirements, Fonitoring, Evaluation & Feedbaik (ME&F)
activities, and communicating with farmers.



Most projecls vicited were of the slorage type. These systems
were originally run by the farmers to serve a limited srea. The
Royal Irrigation Department (RID) improved them. In most cases, a
complete system was constructed so that a larger area could be
irrigater.

The respunsibility for 0&I1 is divided between the RID and the
farmers. HMain systems of large and medium scale projects are
taken care of by the RID and that of small systems by the farmers.
On-farm level by 0&M is token care of by the farmers in all types
of systems.

waler measurement throughout the entire system is practiced only
in some projects. Structures at control points are used for flow
rmeasurement, and rmonitoring is done weekly. waler delivery is
based on crop stage and time.

[n small scale irrigation systems, the farmers are provided with
information end advice by Mobile Units. Project site offices have
system status boards displayed. The groundwater system toured
is noteworthy. As waler is coslly, the system is properly
planned and managed.

The RID conducts training for field staff and farmers involved in
cultivating different crops. Booklets are distributed that explain:
system operation, recommended agricultural practices, and rules
to be followred for proper irrigation water distribution.

(i1i) Philippines

Although national and communal systems existed before, it is only
after the creation of the Mational Irrigation Administration (NIA)
in 1964 that policies and strategies were formulated for @ major
government program to improve the standard of irrigation systems
and to erpand irrigated areas.

The NIA is divided into functional sectors. The actual
implementation of construction and operations is carried out by
the Regional Offices. Under the Regional Offices, the Provincial
lrrigation Offices construct communal irrigation projects, render
O&M technical assistonce, and collect fees for pumps and
communal systems constructed by the Government.



a)

b

The NIA has given importance to the development of farmer
irrigation organizations. The Community Organizers Program vras
developed by the NIA to promote the formation of farmers'
erganizations.

The MIA provides snbsidized laans for construction fo communal
systems. The Irrigation Associations (1As) have lo be registered
vtith the government in order tu have legal recognitivn. IAs are
required to contribute 108 of the construction cast. Construclion
ie slarted only ofter the |4 hos signed o contrect with the NiA
stipulating that the 1A will be responsible far system O%H.

Ta cover the cost of construction as well as the operation cost of
irrigation systems, the MIA collects irrigation cervice fees from
the beneficiaries. New collection procedures snd strategies
presently are being developed to increase collection. Fees are
coliected through the 1As. The IAs gel an incentive payment if the
collection efficiency is over 703%.

(iv) General Lessons

Efficient irrigation system management is possible only when the
system has the necessery physical facilities end an active
irrigation users’ association. The best way to achieve efficient
system operation is to motivate farmers (o participate in
management.  The implementing agency should consider the
farmers’ needs and use their knovledge. Building on effective and
active irrigation users' associstion, therefore, needs attention.
Building these associations is an intricate process and achieving
good results take time.

Familiarization with Theiland's Irrigation Training and Training
Facililies

Objective

For the Director, Irrigation Management Center to gain exposure to
Lraining programs, procedures and facilities.

The Tour

Five days from July 20 through July 24, 1987, in Thailand.

10



c)

SKills and Avareness Development

The USAID/Thailand Training Office was visited. The Training
Dfficer recommended that MG study tours and shart ferm training
(less than six manths) be arranged and funded by project Technical
Assislance (TA) because USAID Training Offices are best able to
artange lung tenin training.

Casetsart University has strong capabilities to conduct training in
irrigation water managerment. There is o highly qualified group
within the Faculty of Engineering, and they are able to draw on
extension and traiming methodology experts as well as other
experts in the University and from the government. Presently,
Casetsert University does waler menagement training on a
contract basis for the RID Training division.

The RID Training Division is about tyo uears old. The Training
Division has training sections for Construction, 0&M, General
Technical, Fechanical and General Administration. It is also
respongible for operating the RID Training Colleqge which has a 3
Jearr program for frrigstion Engineers.

They are sUill conlracting out 81l of Ueir training programs.
Although the T-aining division contracts oul their training
programs and many programs are conducted at project sites, they
have & modern four story office building where they prepare
reporis, plan proqrams, ete.

The &I Training Section has developed and conducts three
Ursining pogeatng. Their courses for Zonemen, Ditchriders and
Agricultural Technicians are each 9 days long. Their course for
YWater Mazters is one month. In 1986, they will start a program
for troining farm youths. tor Preject Managers, they conduct
seminarg on General Admiinistration and Management.

Casetsart University and RID often use the training facilities of
the Government's Agricultural Extension und Training Center,
Nakern Phathom. The Center is used Lo conduct trainings and to
produce Wraining materials for the entire country. The Center is
modern ond complele. The clessroom vwing is two stories. Each
floor has 6 air conditioned classrooms, each sealing approximately
40 people. There are four, three story dormitories. One dormitory

11



is furnished with VIP apartments. There is alsoc o large ond
excellent dining facility,

The main administrative building has a large publications room
with 4 high speed printing presses; 8 TV and Viden Swidio for
making training and extension films, 8 audio recording studio for
meking tapes and records; and a room for makily photographic
slides.

The Training Center stoff stressed that while quality training
could be conducted anywhere (given the availability of needed
material and support), quality planning and training materisl
preparation requires specialized, complete support.

The Continuing Education Center (CEC), Asian Institute of
Technology (AIT) conducts & variety of short courses that are
relevant to IMM's training needs. These courses are scheduled and
are usually offered once 8 year. CEC will, however, arrange to
conduct at anytime these courses if the requesting agency or
institution will guarantee twelve participants (if fewer are sent
the cast is still equivalent to sending twelve people).

The CEC staff stuled thet a training center's professional staff
should consisl of a small professional core group of experts. This
Qroup is responsible for developing and implementing programs
using the tolents of a larger group of outside Resource Persans.

In conclysion:

- USAID/Thailand Training Officer recommends that study tours
and short erm training (less than six months) be handled by
project TA because USAID Training Offices are best able to
grrange long term training.

- Kasetsart University's training for RID Water Masters
concentrates on very few topics. The topics are directly
related to the trainees daily job responsibilities. The

techniques taught must be easily implemented by the
truinees,

= Initially, a training program should concentrate on conducting

one course. The course should be conducted repeatedly and
improved. ‘%hen the majority of the trainee population has

12



teken the course, then it is time to start another training
course.

- Steff of the Agricultural Extension and Training Center
emphasized thet a training center is not an institute or a
college. It should have a core staff. equipment and physical
facilities to support and disseminate information on training
and research programs underway throughout the country.

- A successful Waler Users' Group formation program in
Thailand is based on making sure thet farmers have an
economic reason Lo join together and to operate and maintain
the irrigation system, They have found that most beneficiary
farmers organize and manage well when they can truly see
both main system performance improvement and economic
improvement for themselves.

= AIT recommends that a training centers’ staff should consist
of @ small professional core group. The core group is
responsible for developing and implementing programs using
the talents of a large group of outside Resource Persons.

- Even with excellent physical facilities and equipment, the RID
Training Division has concentrated on developing only three
regularly conducted training programs. They have done so in
order to ensure that the programs will be of & quality to
provide true benefit.

B TRAININGS

]

a)

b)

On-Farm Water Managerment

Conducted by

Continuing Education Center, Asian Ingtitute of Technology,
Thailand.

Duration

From Seplember 7 through October 17, 1987,

13



c)

d)

e)

Objective

To upgrade participants’ ability to manage irrigation water by
being able tn:

fissess irrigation system potential for more economical and
efficient operation

evaluate water management problems at the block and field
level

make effeclive changes in irrigated agriculture land and
water managerment practices, and

have an understanding of water management training methods
and research stralegies in water management involving
farmers and irrigation personnel

Content

soil-waler-plant relationship and soil moisture retention and
uptake

theory and determination of infiltretion and hydraulic
conductivity .

aver view of Un-Farm Water Management

crop water requirement

Lropping patiern selection, design and testing

design of On-Farm irrigation systems

land capability classification

physical-chemical properties of soil

<01l salinity and drainage

land levelling

irrigation scheduling

evaluation of furrow, border and basin irrigation methods
waler allocalion, scheduling and monitoring

vater inanagerment for rice and upland crops

On-Farm extension methods

economic evaluation of On-Farm irrigation systems
Socio-economic aspects of On-Farm water management

Field Trips

A one day field trip lo observe irrigation and egricultural
practices in the Cenlral Ploin.

A five day practical field exercise to use what was learned in the
claseroom sessions.



1

a)

)]

Skills and Awareness Development

The training was @ good presentation of the benefits of
management.  Water should be menaged to get meximum yields.
Yields cannot be increased simply by using more water. It can be
increased by delivering of water at the right time, at the right
place, and in the right amount. Thailand has started irrigation
project management programs, and the results are good.

Land concolidation is a good program, but, in the present cituation,
it is difficult to do in Hepal. It is costly, and il needs the
mehivation of farmers (which takes time to nbtain)  Perhaps 1t
can be started on a small scale somewhere so that farmers can
understand the irportance of land consolidation

Soil is an important factor in water management and irrigation
planning. The participants learned that the cropping pattern
should be adopted to the weter availability and the soil condition.
They carme to know in detaii that it is essential to choose the type
nf crop as per the soil condition.

Participants observed that the Thai WUA prograim is giving good
results.  They are convinced of the importance of farmer
porticipation in WUAs in order to get the full benefit from an
irrigation project.

Participants are more knowledgeable about: calculating crop water
requremente, meking an irrigation schedule and evaluating the
ecanemics of on-farm irrigation systems and practices.

Training un Iriigation ‘weler Hanagement and on the irrigation
Fanagement Information System

Conducted by:

Matinnal  Irrigation  Administration  and NIACONSULT, Inc,
Fhilippines

Durstion

from September 26 through November 13, 1987.



c)

d)

Objective

(i) Irrigation Water Management portion - To increase
participants knowledge and understanding of how to maximize
lirigation use hy

- supplying the right amount of waler to meet crop
requirements

- making more effective use of rainfall

- reducing conveyance, distribution and on-farm losses

- adopting suitsble schemes for distributing and applying
irrigation water

- reducing drainage problems

- using teturn flow, and

- developing aclive participation by irrigators’ associations

A secondary objective of the Irrigation Water Management portion
of the course was to increase participants knovvledge and
understanding of how to promote increased production through:

- proper land use
- impraved cuttural practices, and
= better farm menagerent techniques

(if) lrrigotion Management Inforriation System portion - To
increase parlicipants knowledge and understonding of
monitoring and eveluation programs through training in the:

= use of input-Cotpist Monitoring System
- useof Project Benefit Monitoring and Evaluation Systems, and
= useuf trrigation Ianagement Information Systems

Cantent
(i) Irrigation Wator Management portion

- datarnllection and use: hydrometeorological, agranomic, soil,
system losses and cystem maps

= planning for system improvement

- implementing system improvement plans

- assessing ond improving plens and schemes for sustained
implementation

- main features of water management

- crop-vater requirements

16



e)

f)

effective rainfall

= Conveyance, distribution and on-farm losses

- relationships between irrigation management planning
variables

= methods of water distribution

(i) Irrigation Menagement Information system portion

establishing bench-mark agro-socio-economic profiles

- Preparing and using ogricultural development plans

= monitoring and evaeluating sgricultural development plans

- planning and using agro-socio studies

= planning and using farm management studies

= developing and using an Irrigation Management Information
System

Field Trips
To various Regional end Provincial MIA offices and irrigation
systems 1o abserve and discuss water management, monitoring and
evaluation, and farmer participation,

The Tullowing places were visited:

¢

Angat Maasim River Irrigation System, Bulacan
Upper l"ampango Irrigation System

- Pontabangen Irrigation System

= HMagat River Irrigation System

= Region |, Baguio

- Region 11, Battan

- Region 1V, Laguns

= Region VI, Hoilo

= Regian VII, Cebu

- IRRI

Skills and Awareness Development

All participants in an irrigation system have to be alerted to
keeping Lheir system operational by praclicing proper water
tanoyenienl. Inslesd of increasing irrigaled area by new projects,
o systematic approach for monitoring existing systems is a means
Lo keep the systern operalional.
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a)

m

c)

A perticipatory approach by the beneficiaries in the form of
irrigator associations supported by the Philippines Institutiona!
Development Department is required in communal and Government
systems. This approach develops a feeling of system ownership
among the irrigators which lessens Government &M costs.

Hurnan resource development through training is a means to
improve knowledge, skills and attitudes of personnel.

Last, it was emphasized that by introducing a written water law,
it ic easier for decicion makers to decide the share of water to be
made available to the irrigators and to resolve conflicts.

Management of Training Centers
Conducted by

Continuing Education Center, Asian Institute of Technology,
Thailand

Duration
From July 27 through September 4, 1987
Objective

To improve technical and financial planning and management
capabilities of training center key personnel, and (o improve their
ptfectiveness in relsting training activities to the overall
corporate ohjectives of the organization.

Systematic manpower development

corporate analysis

training plans

job training needs

joh anelysis

cusl estitnule/budget of training plans and prugrams
firancial contro)

hiring of consultants

improving communicotion skills

office management related to use of computers
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e)

1)

Field Trips

King Mongkut Institute of Technology, North Bangkok Campus

Alts Telecom International Ltd, Bangkok

Kasetsart University Extension and Training Office, Rangkok
Institute of Government Administration end Local Development,
Bantgkok

Bangsai Irrigation Project

Kamphaeng Saen irrigation Project

Thai Airways, Personnel Development and Training Department,
Bangkok

Skills and Awareness Develapment

Huran resource development to improve knowledge, skills and
attitudes through training is necessary for proper irrigation
management. Training must be practical ond field oriented, yrith
9s much as possible taking place in on-the-job situations other
than in the classroom. The training institute, moreover, should be
under the sponsorship of the concerned technical agency.
Regarding technical agency staff, their formal education
emphasizes planning and design with almast no attention given to
U&rL il is necessory, therefore, that 0&M orientation training
programs be conducted.

Lfficient irrigation system managzment is possible only when
there 1s an active irrigation users’ association. The best way o
achieve efficient system operation is to train the farmers to
participate in management. in doing this, the training agency must
consider the farmer's needs and must use their knowledge.

It was emphasized that a training center's professional staff
should consist of a small professional core group of experts. This
group is responsible for developing and implementing programs
ueing the talents of a larger group of outside Resource Persons.

Initial training progrems should concentrate on conducting one
couree  The course should be conducted repeatedly and impraved.
When the majority of the trainee population has taken the course,
Lhen it is Lime Lo start another training course. lhis is done to
esure thal the prograins will be of @ quality tu provide a true
benefit.
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In conclusion, a training center is not an institute or a college. It
should have a core staff, equipment and physical facilities to
support and disseminate information on training end research
programs underway throughout the country.
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PROGRAM EVALUATION

THE WORKSHOP

The workshop was held on Februarg 12, 1987. Most of the 1987
Overseas Program participants were able o attend (please refer to
Annex 11, Volume |, for a list of those altending).

First, the Workshop reviewed the activities of the 1987 program. In
general, the participants expressed salisfaction with the programs.
Some administrative and logistical shortcomings were highlighted and
the individuals responsible indicated that any shortcomings would be
resolved in next year's program.

It wos ernphesized that for study tours there had to be more time
preparing the group for the tour. Al least 2 or 3 days prior to
departure, a workshop should be held to inform the participants of the
purpose of the tour and what they are expected to achieve. This is to
ensure that a focus is maintained throughout the tour.

1986 REDUIREMENTS

The remainder of the Workshop was devoled g planning the 1988 Short
Termn Overseas Programn. The recommendations are presented.

1 For the IMP Headquarters Section
= training ir irrigation system financial management
2 For the Dperations any Maintenance Section

- methodologies for gssessing repair and maintenance
requirements

- designing simple and economical hydraulic structures

= managing irrigation waler under conditions of fluctuating
water supply

- monitoring, evaluating and improving on-farm water use

= developing farmer participation in essential structural
itnprovements

For the Water Users' Association Section

(&)
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developing programs for participatory maenagement
irrigation

WUA organizational design form the WUA perspective .
managing community resources from the socio-institutional
perspective

For the Monitoring, Evaluation and Feedback Section

monitoring and evaluation methodologies

irrigation woter requirements and woter use; soil moisture
physics; and estimation of irrigation scheduling veriables
data gathering end its methods. Aiso data analysis: water
measurement, WUA formetion and role in ME&F, and
agricultural information

For the Irrigatic anagement Center

person appointed to be Chief, IMC Training Section, should
attend the CEC, AIT HManagement of Training Centers Course
planning and design of different types of applied studies
study methodologies

data collection and analysis

sample design

report preparation and information dissemination

conducting training needs assessment

course design end instruction methodologies

program evaluation



IV CONCLUSION AND IMPACT

A

OYERALL PROGRAM GOAL

The professinnal experience and background of the vast majority of the
1987 Overseas Training Progrem participants was in plenning and
construction.  Only one or lwo had previous work experience in
irrigation water menagement. The goal, therefore, of the 1987
Overseas Training program was {o provide training in and exposure to
8s many aspects of irrigated vvater management as possible while
maintaining a theme directly relevent to the participants’ job
responsibilities. They would then develop lhe basic knowledge and
skills needed for them to:

I develop arid implerment irrigation water management programs, and

2 provide information on more narrovrly defined and specific topics
to be included in the 1988 Overseas Training program

IMPACT ON SKILLS AMD AWARENESS DEVELOPMENT

tn general, I1MC sponsored participants learned that the prablems they

face in Nepal are basically the same being faced by their collesgues
elsewhere.

Thay noticed that in all countries and trainings much time was devoted
Lo implementing water user involvement as one means of colving some
of these problems.

All ot the participants reported thal they are more sensitive ta the
value und need of involving farmers at al) stages of planning, design,
construction and participation in 0&M. Since their return, they have
been working to involve farmers more end they have found that it
makes their jobs easier. They are also aware of the need Lo be sure of
the implications ang consequences of Government assistance to and
intervention in FMISs.

For the SHD, DI, and other HMG/N participants, the training and tours
gave themn the besic knowledge needed to set direclions in their work
programs. :
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It wos noted that a successful Water Users' Group formation progrom in
Thailand is based on making sure that farmers have an ecoromic reason
to join together to operate and maintain the irrigation system. It was
found that most beneficiary farmers organize and manage well when
they cen truly see both main system performance improvement and
economic impraovement for themselves.

The participants in the Legislative tour developed an awareness that
the management of irrigation systems, being deeply rooted in the social
and cuitural fabric of a society, carries with it a legacy of its own. a
legacy thet requires a lot of skill and ef{ort to change. They slso
noticed that in Southeast Asia the emphasis on a process of amicable
settiement of irrigation issues rether then adjudication.

As 8 general note, the Legisletive tour participants noticed thet if
water is costly. scarce or trealed as a commodity, it is managed
better.

Inanc form or enother, the subject of training was a part of all of the
programs and emphasis was placed on a number of aspects.

Training roust be practical and field oriented. Training institutions
must be under the sponsorship of the concerned technical agency.

Training programs should be based on the premise that water users and
Agency O&M staff should be considered a single integrated unit whoze
objective is optimizing agriculture.

Tramning topics should be girectly related to the trainees daily job
responsibilities. The techniques taught must be easily implemented by
the trainees.

Initially, a training progrem should concentrate on conducting one
course. The course should be conducted repeatedly and improved. Yhen
the majority of the trainee population has taken the course, then it is
time to start another training crurse.

A training center is nol an inetitine or a college. It should have 8 core
stoll. The core group is responsible for developing and implementing
Frograms using the lalents of & large group of outside Resource
Persons. It should also have the equipment and physical facilities to
support all activities and to disserninate information on training and
research programs undervray throughout the country.
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A

STUDY TOURS

13 Thirteenth International Congress on lIrrigation and Drainage,

Casablanca, Morocco
Ir 11D Karki, Director Gereral, Department of frrigation
M G N Thokur, Project Director, Irrigation Ianagement Project

Mr ML Agrewal, Project Manager, Mahskali Irrigation Development
Project

MW J Leatham, LBII TA Team Leader, Irrigation Management
Pruject

MrJ W Breslar, USAID/N Project Officer, Irrigation 1anagement
Mroject

MrJd T Davenport, USAID/N Chief Engineer
Legisiation Study Tour to Thailard, Indonesia and Fhilippines
r S Kk Pant, Director, Departnent of lrrigation

Mr 3 N Upadhaya, Executive Direclor, Water & Energy Commission
Secretariat

Mr B P Acharya, linder Secretary, Ministry of Water Resources
Dr U Gaulerm, EAST CONSULT TA Team Member, Irrigation
HManagement Project

Operation of Run-of-the-River Irrigation Systems Study Tour to
Thailand, Indenesie and Philippines

Mr B K Aryal, Director, Systems Management Division, Irrigation
IManegerment Project,

M AL Shrestha, Chief, IMonitoring, Evaluation & Feedback Section,
frrigation Ianagement Project

M- B D rMandsl, Assistant Engincer, Easiein Irrigation Regional
Directorate .



1

Mr Ramji Prasad Upadhaya, Assistant Engineer, Command Area
Development Preject Westery Gandak

Mr L Ghimire, EAST CONSULT TA Team Mernber, Irrigation
Management Project

Foriliarization with Thailand's Irrigation Training end Training
Facilities '

Mr S i Shrestha, Director, Irrigation Management Center, Irrigation
Management Project

Mr vV A Gillespie, LBII TA Team Member, Irrigation Management
Project

B  TRAINING PROGRAMS

On-Farm Y/ater Management Continuing Education Center, Asian
Institute of Technology, Thailand

Mr N K Chaudhari, Assistant Engineer, System Management
Division, Irrigation Management Project, Field Office, Parwanipur

Mr Binod Poudyal, Acting Cngineer, Central Irrigation Regiona!
Directorate

Mro L I Singh, Acting Engineer, Western Irrigation Regional
Inrectorate

1M Deepak Poudel, Assistant Engineer, lrrigation Menagernent
Project

Training on Irrigation Water Managerent and on the Irrigation
IManagement Information  System, Mational Irrigation
Adrmnistration and NIACONSULT, Philippines

Ifr B K Arysl, Director, Systems Managernent Division, Irrigation
Management Project

Mr 1 C Adhikari, Chief, Operations & Haintenonce Section,
Irrigation Management Project



3

Mr S Manandhar, Chief, Applied Studies Section, Irrigation
Management Center, Irrigation Management Project

Mr Pashupati Lav, Divisional Engineer, Western Irrigation Regional
Directorate

iMr C IN Tatar, Divisional Engineer, Nerayani Zone lIrrigation
Development Project

Management of Training Center, Continuing Education Center, Asian
Inctitute of Technology, Thailand

FIr S N Shrestha, Director, Irrigation Management Center, Irrigation
IMenagement Project
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MrBK Argal, Acting Director, Irrigotion Management Project
Mr S N Shrestha, Director, irrigation Management Center

Mr Pashupati Lav, Uivisianal Engineer, Western Irrigation Regional
Directorale

Mr | C Adhikari, Chief, Operotions & Mointenance Section, lIrrigetion
FManagement Project

Mr N K Chaudhari, Assistant Engineer, System Management Division
Irrigation Management Project, field office, Parwanipur

’

IMr S HManendher, Chief, Applied Studies Section, hgetion Management
Center, Irrigation Management Project

Mr A L Shrestha, Chief, IMonitoring, Evaluation & Feedback Seclion, Irrigation
ransgerment Project

Mr 1. P Ghumire, EAST CONSULT TA Team Mernber, Irrigation Managemeant
Projent

Mr JHBresiar, USAIDAN Project Officer, Irrigation Managerment Project
Fr D fulligen, Acting LBII TA Team Leader, Irrigation Management Project

Mr'/ & Gillespie, LBII TA Team Member, Irrigation Management Project



