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Project requires discussion of the changes
~ , te entities (the Trrigation Management
Center a 8 Management Division), the following
- p¢pated In two annexes as noted below:
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EXECULLVE SUMMNRY

he Govermment of Nepal has placed grealb ompliosis an dhe
reform of its dirrigation policies Lo incroace The of Focl cuoninasg
of irrigat ion, It o hias moved to oncourace o caordinal od,
sacloral approach Lo achicve more parlicipalory maneegement,
dimproved operations and maintenance, and local rosourco
mobilization. Ilncreased agricultural vields (rom improved
ireigation is a key element in bthe Governmenl ' s plan lao
alleviate poverty and stimulate agricullural growlh,

The donor comminity has responded with major investments in
infrastructure and in support of participatory approaches Lo
irrigation management, The frerigation Management Projock was
originally designed (1985) to strengthen management, training
and applied studies, anticipaliing the need for new farmer
participation approaches to irrigation management. lHowever, the
original project design attempted to meet this necd by
establishing "parallel structures” in a project context outside
the reqular structure of the Department of frrigakion's
predecessor. This project structure hindered the possibility of
institutionalizing and sustaining this effort beyond project
completion. '

The IMP Mid-Term Evaluation of March 1989 recommended
restructuring the project; addiktional Funding while extending
the project's life to ten years; and redesign to more
effectively address the sector's Ginstitutional needs in a
sustainable way. This Project Supplewent responds direclly to
the recommendat:ions of the evaluation.

The aim of the Irrigation Management Project is to eslablish
a sustainable capacity within the Departiment of Lrrigation to
engage in participatory irrigation development and management.
This will be done through establishing and strengthening two
units in Lhe administration of the Departiment of Irrigation, in
close collaboration with other donors involved in irrigation.
The reorientation of the project toward institutionalizing its
functions in.the Department of Irrigation (DOI) is based 'in

large pun‘;w”ﬁthtfrtctnt development of the GON's Master Plan
for the I_;:;; on Slctor and the revised urganu;alion of the

DOI it en}_

The Ri'i‘ eh and 1raln1ng Unit (RTU) will repluce the more
narrowly def{ned Irrigation Management Center created by the
original lrrigation Management Project. 1In lieu of a separate
and "autonomous" training institution as originally designed,
the RTU will operate under Lhe direct supervision of the Deputy
Director General of the Planning, Design and Rascarch nlvusuon
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s recently proposed in the Organizational Pian ol The nen
freigal ion Master Plan. e Freaining and appb o e ooy oy
funchions of the obd "IMC" will be integeated iota Phe rognlare
operabions of the Division to full il the overalf treaining

rogquiroments of thoe Deparbment and the svclaor FU i LE e
stalfed hy a senior professional, with core slall absorbod [rom
the cureent Leeigalion Management Centor, FLomi bt design,

adwinister, and conduct trairning and applicd sltudics responsive
Lo the needs of kthe Department as a whole, throngh oilbher il
owin resources, agreements with other Nepali lochnical training
organtzations, or specific contracts wibth privale consaliants,

The original Irrigation Management Project's Sysbems
Management Divis-ion (SMD) will be integrated into the Planning,
Design, and Research Division of the Deparlment as & separate
Unit, in accordance with the approved Operational Plan for the
Division put forward by the Ilrrigation Master Plan design team.
The Systems Management Unit (SMU) wi'll develop guidelines and
improve the participatory aspects of dirrigation; enhance sound
operations and maintenance acktivities; and build ‘into a1l DOI
operations evaluation and feedback mechanisms to improve
irrigation efficiency. The two pilot irrigalbion sites now
supported by the current project will be transferred to full
farmer management responsibility in one case, and joint
farmer--DOI management in the other. Operational links will be
establiished with comparable Systems Management upits atb the
regional and district levels to ensure a field-oriented approach.

AID will assist this newly conceptualiced efforlk by
providing long and short term local and expatriate technical
assistance to the Research and Iraining Unit and the Systems
Management Unit. This effort will significantly strengthen the
DO1's Planning, Design, and Research Division in btraining design
and administration; operatiors and maintenance enqgineering;
institutional and socio-cultaral analysis of water user
organizational issues; and the employment of local institutions,
firms, and specialized consultants for field training. Short
term training courses and study tours in the reqgion and
elsewhere will be provided. Limited suppork Funds will be
provided fo quipm.nt and for certain non-recurrent

- "ts and applied studies.

- ,~Irrlgatxon Management Project Office in
;‘f;ﬁth. Irrigation Management Center faciliky in
Pokhara wltt“?“ disbanded, and personnel and physical assets
will be transferred to the appropriate Units in the DOT
Planning, Design, and Research Division in Kathmandu.
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the Lrerigation Management Project, now schodalod Lo
toerminalte in June 1992, will be oxtendod anl il Jae 1994 Jevinl
internal and external cvaluations have beon boaill into ke
design of the exltended project.  Althougle The propased rodesign
sy onlail greater USALD/Nepal Mission wontbaoring, e
npporltuntties for positively infloencing porlormancoe acraus | hoe
ireigation sector in Nepal, and thus increasing ageicultural
growlh, warranl this aclion. 0 ktobtal obF approximateiy
$5,022,000 remaining under the currently authorized Jerigalion
Management Project will be reprogramned tor thiv rodesigned
project. An additional $900,000 will be aulthorized by
USALD/Nepal to sincrease overall authorized project ftunding to
$5,921,000.
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Lo LR PROJECT ROTTONALI

n. THE S SETTENG

Reconl events have reinforced bath Uhe fwpor Laooe ol 1 he
ierigalt ion sceclor in Nepal's development and The polonl inlly
pivotal role of USALD programming in this field. Since the

Lrrigation Management Project (IMP) was tirst approved in 198y,
indeed, since the Midterm Evaluation in npeil 1989 which
recommendaed a project roevision, signiticanl doevelopments have
taken place and new analyses have become avallable, cmphasizing
the need For restructuring the projeclt and dinstitntionalizing it
within the permanent organizational framework of Lhe Government
of Nepal. USAID now has a greaktly enlaryged opportunily to
influence this dmportant sector positively. Changes have taken
place both within the Government of Nepal and in the donor
community which make support for an irrigation sector program
imperative,

1. Tne_Government of Nepal

His Majesty's Governmeiit. of Nepal (GON) promilgated o
Programmne for Fulfillment of Basic Needs by the 'vear 2000, which
calls for essentially doubling grain production from 4.3 million
metric tons in 1984/85 to 8.7 million metric tons by the year
2000. Grain, including potatoes and ’lentils, constitukes over
86 percent of total caloric intake of the Nepalese people, which
is still decidedly substandard. (o achieve this goal requires
the expansion of effective irrigation. 1In the past, donor
support to irrigation has been largely uncoordinated and results
disappointing, even though such assistance totalled over US$ 982
million between 197% and 1987. To approach Lhe issue in a
comprehensive manner, the government formulated an lrrigation
Sector Svrategy in February 1988 into which all donor activities
were to fit to ensure the effective use of limited resources.

An I[rrigation Sector Master Plan is now in fFinal stages of
review and . 1 by the GON.

_ g the 'Blsic Needs targets, the GON has called for

expansion ; '&Quted land by an additional 816,000 heclares by
, he ‘government plans to enhance ‘irrigation water

supply by: P%iﬂj:public and private systems, rehabilitating
existing - .gii hit do not function to their Full pokential;
turning over smaller irrigation systems to farmers; and by
adopting a joint agency-farmer management approach in larger
systems. This highly significant shift toward greater private
involvement is predicated on the early and widespread formation
of private water user _



organizations, bthe recovery of & subslantial portion ol now
irrigation construction costs frowm Farmors, wrn inceoaco in
Farmer involvement in operations and maintoenance ol oxishing and
planned systems, Logether with increasces in waloreoas (Usor
tfees) . lhe economic and social salicnce ol thia ot lorl i
underscored by Lhe projected ostimnlos by Uhe Woebd Boank ol
population increasaes in Nepal trom I 8 million in the Consus of
1981 to 24.4 million by the year 2000,

IThe Hasic Needs slabtement, cmanating from he highost
authorities, dis as much a political manifesto as a sol ol
diverse socially oriented objeckives. Carrying yroal
bureaucratic weight bhecause of its royvyal auspices, it has been
supplemented and given administrative Form through hree
additional key documents in the field of irrigaltion, The
Working Policy on Irriqation Development for the Fulfillment of
Basic Needs [Kathmandu 1988] details fee and construction costs
and sharing arrangements. The Action Plan_for Parbicipatory
Management Progqram {Department of Irrigation, May 1989] and the
Action Plan for Turnover Program [Department of lrrigation, May
1989] spell out the timing and methods for meeting governmental
targets in these areas. Government Irrigation Regulation 204%
[April 3, 1989] sets forth regulations and provides polential
modest refunding to water user associations through retention of
certain fees collected. Together these documents indicate two
major changes +in kthe thinking of khe Government: oF Nepal:
emphasis on improving irrigation performance is now urged at the
highest levels; and increased tarmer involvementl ‘in irrigation,
together with a reduced role for the state in water management,
are seen as vital, Both developments are highly welcome. 8Both
themes were key components of the USAID/Nepal's 1rrigation
Management Project.

These key policy changes in drrigation management have been
supplemented by institutional and administrative reforms. Until
1987, three ministries and four agencies controlled irrigation,
Now such activities have been centralicsed within the Department
of Irrigation of the Ministry of Water Resources (although {he
Agricultural Development Bank of Nepal provides loans and the
Ministry ;ﬁ;iﬂthaylts and Local Development continues to
shpportfiﬁ”'fg.ry smxll systems). 7The Department (or "DOL")

itself h L”f”j,jroorganlred into five divisions, each headed by
LA Deputy? T ‘ggr ‘General. This reorganization has accompanied
a new e _ 'f“on decentralization throughout the government.
The DOX hn k'<l§ reformed iks district tunchtions, creating

district irrigation engineering offices, where previously
engineers under District Yechnical Offices handled all local
infrastructure construction. The result is a government
potentially primed to make significant improvements ‘in what has
géen a lackluster and disappointing performance over the past
ecade.
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2. IFhe Donor Communiby

Recont donor analyses have supporlied the CON's assorl ion of
bhe critical rote of irrigabion. The Wordd gank, in ils Nepal:
Policics for Tuproving Growlh and nllevial ing Poueriy
LWashingbton 1989 ) notes Fhat "irrigalion is neoerlhio oy o
prerequisile for any significant increase in ayricul lural
production.” [[p.29] Conversely, it mainkained pthid., p.24]:
"Perhaps the mmain factor responsible for unsmlisluclory
agricultural growkh has been the slow and incelfvetl jue
development of irrigation.”™ IThe Bunk's Nopil Ngricultural

sector_ Review [May 26, 1989] has reinforced the earlier Bank
analysis of the role of irrigation, while specific and positive
irrigation policies, such as new water-user Jegislubtion,
improved operations and maintenance, turnover to [armers of
smaller systems, and greater coordination between irrigation and
agriculture, have been encouraged under the Bank's Structural
Adjustment Loan LI, and include specitic measures that direckly
relate to project elements.

Quer the past decade, donors have increased their emphasis
on irrigation. The World Bank has engaged in t:he Mahakali
Irrigation II project, totalling $41.3 wmillion in loan funds for
irrigation and drainage for 6,800 hectares of ncw dirrigation, an
Irrigation Line of (Credit for 9,000 additional hectares of
rehabilitated and new surface systoms, emergency flood
rehabilitation of idrrigation and river control in the Western
Region, and institutional development support Lo the Department
of Irrigation. The Bank is also planning a Groundwater
Irrigation YI1l project, to begin in fiscal year 1990 Al a cost
of $45 million :in IDA funding, which is expected to contain
another Irrigation Line of Credit to extend the program to the
Mid-West and Far West Regions.

The Asian Development Bank launched its Irrigation Sector
Project in January 1989. 1t will provide $36 million in support
for construction, as well as training. 1Tn addition, in February
1989 the United Nations Development Program allocated $3.8
million for an Irrigation Sector Support Proyram in the Eastern
and Centrals ‘qionsu«with the Asian Development Bank and the
World Ban'7 sJTeamenting agencies. 7The UNDP has also assisted
the Inter) Wal Lwbor Orgunization in a program of
" # truction of local infrastructure called the

P T, Program ($1.6 million), some of which is
irrigatio s . also in the last phase of a Planning and
Design qtvengthening Project that has provided support for
design of the lrrigation Master Plan, and preparation of several
technical irrigation manuals. '
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B, OPPORITUNTTLES AND CONSTRAINITS

Ihe present situation in Nepal ol fors unproecedentod
opportunilics for improving ireigation, and Uhos oveeal [ ood
supplies, wul significant unaddressed or unresotved {hal warranl
caulion in plianning and expectalions.

L. 1he Opportunities

The ‘international donor community has provided the GON
Financial wmeans by which to make signiticant achicvements in the
fField of dirrigation. Motivated both by the knowledge Uhat
Farmer -involvement is essential in managing irrvigal ion systems,
and by the need to lower the mounting costs of increasingly
complex and inefficient public irrigation systems, the
government is implementing a policy to turn over smaller public
svstems Lo Farmers through water users' associations, and
increase their management participation in larger ones.

Both the govermnent's plans and expanded donor support
require more irrigation staff at all ievels; training throughout
the bepartment from senior officials to engineers and
supervisors; association organizers (AOs) to help farmers
organize Water User Associations (WUAs); and farmers
themselves. This calls for greatly strengthened engineering and
management skillls in the capital, the regional centers and, wmost
importantly, in the districts, if the program is to succeed.

The donors and the GON recognize that even well-funded
projects that stop when their foreign support ends without
integration into the Nepali system can no longer be Lolerated.
Thus there is general agreement that an irrigation sector
approach 1is needed, and that although donors may continue to use
the term "project" to describe their activities, an irrigation
program is being created: fthe institutionalization of discrete
activities into a manageable and wore effective whole.

It is now _apparent that UbRID/Nede s lrrigaltion Management
. tially correct in identifying Lhe sector's
need and omMpts to improve training, applied research,
and irrigema .ms management. Although IMP e¢ncountered




subslantial difficulties for reasons desceibed i The Mid form
Fvaluakion, its Fimety initdation in 198% has now placod UG
in a pivotal position in the irrigalion ool o [ ongle e
reskbructured Lerigabion Management Projoct (IMP)Y) horein
presontod, USATHD is uniquely situaled Lo aflocl The Totalbily ol
bhe ireigation sector through Lhe two eolements of ils planned
nrogram. Ihe proposed dnstitulionalization ol o tiyslcoms
Managemaent Unit (BMU) and a Research and fraining Unil (K1U)
will serve the Department of lrrigation as & whole,
complementing activities funded by the World Bank, Nsian
Development Bank, UNDP and other donors.

2, Constraints and Limitations

Improvement in dirrigation systems and their managemenl are
necessary conditions tor enhanced Food production in Nepal, but
they are not sufficient to solve other production, distribution,
and equity issues, which must be the subject of related but
separate efforts. Expectations must thus be restrained.
Irrigation cannot in :itself address issues of equily. Many
farmers in the rrigated areas assisted are not those in most
dire need, although some may be quite poor. Irrigation cannot
alone resolve problems of land tenure (63.5 percent of
households own 10.5 percent of land; 9.8 percent oun %9.%
percent); incentives for increased production; availabilitly of
agricultural inputs; or rural credit:. Alone it neither can
provide adequate technological packages for agriculture nor an
effective extension service to deliver them. These problems of
complementarity in dimproving agricultural production are clearly
recognized in the lrrigation Master Plan's design, and
irrigation's role is made clear. Dialogue at high levels is now
underway between the Miniskries of Agriculture and Water
Resources, and between the GON and donors, to address Lhese
issues.

The very positive changes in GON policies also offer
challenges. The high political profile of Lhe jirrigation
targets could result in mechanistic attention to achieving
unrealisttngquanttﬁiod goals. such as hectaragu under new

incentive i lﬂbltid to furmer frustrat:on and tack of

9N produetion. 7The desirable goal of improved water
fee collec¥ions could prove inequitable for the tenant. tven
improved production in the Terai could provide more food for the
Indian market rather than in the hills, where it is needed.
Increased production does not necessarily lead to greater
purchasing power or consumption.




The wacroeconomic c¢risis now facing Noepal, wlhiicl Tiog hoon
acutely accentualed by th racont India Nopal teode oo Yeane il
Ireaty dispubte, has resulled in Nepali government deficita hal

cannot long be sustained. Fuven wilth fmproved rolal fons will
India, the next half decade will no doubl wilness goverimmen! ol
Fiscal stringency. The Lerigatjon Dopartmenl's 1Y 1989/90

budget has already been cut 23% frowm about $o3.2 million Lo
$48.6 million, IThe possibility ot the Government of Nopel
maintaining past funcing levels, lel alone providing sigyrif icant
additional support For drrvigation bFrom its own rosources, is
remote,

Although the Irrigation Management Project s
advantageously situated and timwely, iV 1oo is now « constraint,
fFor as demand for its services has increased, il has not been
able to perform to meetl. the challenges under its current
organizational structure.

These questions are raised to demonslrate that although the
revised project has great potential capacity Lo intluence policy
and performance at relatively modest cost,it is not & panacea
for the irrigation sector nor for the goals to which the nat-ion
aspires: greater food production and improuved incomes for the
rural poor. '

C. THE NEW STRATEGIC FRAMEWORK

USAID's new strategic framework for irrigation programming
in Nepal is designed to institutionalize critical capacity and
activity within the Department of Irrigation. It is thus
devoted to sustainability: enhancing the permanent. capacity of
the Departmment of Trrigation to manage its increased
responsibilities beyond A.1.0.'s support, and to adapt to
changing needs in the sector. 1t supports the sector
programming approach by encouraging the DOI and other irrigation
donors to engage in mutually reinforcing sector activities. and
it aims directly at enhancing the opportunities for Nepali
farmers, | ,“ou-b;wntor user organizations recognized as legal
entitiosi gl ,nment to manage irrigation activities and
relation“ DOE Aas a serwvice -providing agency, in
their lthough this strateqgic approach recognizes

: patriate Lechnical assistance will be
needed ‘b went, it incorporates such assistance within
the regulsar: vistrative tramework of khe Department of
Irrigation and its Sector Program, jointly with assistance
provided by other donors, rather than wmaintaining it as a
separate, "projectized", and ultimately unsustainable element,
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USAIN's original project ident il iced scuvral koy otomenly
needing support., bhese inclade: (LY b beineg wtal b capas ity
through training; (2) fostering aclion oriopted and pract ical
research relalked Lo tmnedisate noods and The Teaining procous
and (3) ierigation systems wanggement , including copport o
etfective water wser associations, oporal tons el mainl onance

(0&M), and wonitoring, evaluation, and feedback (M1I&1)Y, Fhrougl
the redesigned Project, these will be developed within the

Department's approved new organizational struclure, and will
have direct Links with irrigation activilics carvicd ont al he
regional and district Jevels., Close collaboration and mulually
supportive activities with other donors will be an lmportant
element of the strategic framework,

These Functions will be included in a discrate Dopartment of
Irrigation organization: restructured Research/Iraining and
Systems Management Units under the direct supervision ob bthe
Deputy Director General for the Planming bDesign and Research
Division.




[ PROJECT DESCRIPTVION: 1HE RESTRUC R D
IRRIGATTON MANNGIMINT PROJST

Lo Goals and Objeclives

Ihe goal of Lhe redesigned Trrigal ion Management Projoct is
Lo improve the capacibty of the Governmenl ol Nepal, Through ils
Department of lerigation, to respond Lo Lhe increasod natjonal
need tor aettective ‘irrigatlon systoms. Its purpose is Lo
strengthen the Department's capacily to implewment pavticipalory
approachaes in dlrrigation management and Farmer assisbance
programs by dinstitutionalizing an dn-~house training institution
and a departmental unit responsible For field directod
activities., 1t will perform these roles through the
establishment of permanent Rescarch and ITraining and Systemns
Management Units within the Planning, Design, and Kesearch
Division of the Department.

The context in which this goal and purpose will be achieved
is the widely held understanding ot the necessity ot improved
irrigation systems management: farmer participation in
irrigation; more effective oparations and maintenance of
existing systems within overall sector programmwing; and donor
coordination and collaboration in the execulion of prejects and
training activities. To these ends, A.L.D. will provide support
for technical assistance, training, practically oriented field
and action studies, and a limited amount of commodities.

The revised project is designed with greater lexibility
than the previous effort, to encourage rapid response o new
irrigation needs and to allow the Department to negotiate with
other donors, on whom Nepal must rely for major support for necw
and ilimproved irrigation infrastructure. Withont administrative
flexibility on the part of the DOJ and USAID, any project
designed to meet anticipated needs will fFall short of ils
potential. Moreover, through institutionalization of key
functions within the DOX itselt, it will) be capable ofF sustained
effort after termination of USAID support.

2, of X ptus
At tﬁﬂhiiﬂ”o oF thls project in 1994, USAID anticipates that
the Depar At of Irrigafion will have l"LPLdde jils taparily to

'V{? ﬁll't Arrigation needs:

For the Research and Training Component:

» By establishing an Research and iraining Unit on a .
permanent basis within the Planning, Design and
Research Division,
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Providing administrative amd Cicoeal Cloxibility in Ihe
sdministration of Lreaining nooda,

Appoinling a protessional )y el il iod Matagor ol he
Rosearch and ITraining Unil of wpproprialo paple wilh
permancnt stabus,

Providing the appointmenl and poslting ol coro
professional ly qualifioed statt,

Having developed curricula, modes of teaching, and
programs of in-service training through its own
resources and in cooperation with other insltilutions
recognized by the Government Loward promobions,

Having developed active collaborative tinks with Nepuli
and international training and research organizations,

Having provided effective training programs after
preparing relevant annual plans at regional, district,
and central levels,

Having developed and executed applied studies directly
or through consultant assistance, externally revicewed
for quality, that address priority issues in the
irrigation sector,

Having formed close collaborative links with other
donors for assistance in meeting training nceceds,

For the Systems Management Unit:

*

Establishing a Systems Management Unit in the DOI
Division of Planning, Design, and Research staffed by a
professionally qualified Manager, with permanent
professionally qualified employees,

Hauing the bystems Hanagemen+ Uniit develop close
inks with newly reorganized regional level
e Anlgement Sections, and augmented District
e 16 Engjneers' offices,

is Unit's staff fully Lrained 'in the

PrY ‘of Operations and Maintenance, [armer
Participation, and Water User Organization in
consonance with the key policy themes of DOJ operation,



" Complelbing Fssential Struclural Tmprovement aclivil jog
el pilot dreigalion sites, and dovolaping ol
disscminating manuals and guidelines Taor 151 Lo (iold
anils,

" Completely tuening over The Sirsia Dudhaor o and | hoe
Handerar irrigation systems Lo darmers:  wpplicalion ol
improved operations and wmainlenance principles alt these
pilot sites, with lessons disseminatod ol sewhora
through relevant operational procodurcs and guidaelines,

" Assisting DOY Field statt in torming and registoring
effective water user associations with support buased on
experience gleaned from Lhe pilol, as wel) as obher,
irrigation areas,

* Having effective monitoring, ecvaluation, and feedback
systems in place at the district and regional Jevels,

* Establishing close collaborative links with other
donors.

This new approach eliminates the IMP as & separate entity,
and thus will enable USAID to have wmore direct contact on a
continuing basis with the Department as a whole, and especially
with the Planning, Design, and Research Division as wel) as
Regional and District systems management staff.

In sum, an effective redesigned Irrigation Management
Project will institutionalize innovative and critical skills,
knowledge, and relationships within a bureaucratic context where
they are effective forces for improvement. 1The influence of
this project is thus designed to radiate throughout the
irrigation sector, responding to newly articulated neceds
expressed by the farmers, the Department, and the donor
community.

3. Project Elements

L)

R b
A. The lrriqa Management Center/ Research and lraining Unit

The earlier stages of the Urrigaltion Management Projeck have
produced limited accomplishments--its problems, as identified by
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iks Mictkberm kvalualtion, are cdue o a lack ol
institutionalizialion wilhin the Depaetinent , ioadegual o
expatritable bechnical assistance, over relinnce o JTocel
contractors, and an insufficient vision of scrvice opporltunil ics
Lo seclor needs, Fhe redesigned projoct anticipal os corroect ing
Fhese deficiencios with a two-stage approach Lo :
inskitution-building and kraining supporl scruvico (oo annex |
For details): a short term response for a lransilional poriod
From projeckt to an dnstitutional unit wilthin the Dopartment,
ending by July 1990; and an institutional phase from July 1990
until the end ot the project in 1994,

The obhjective of the Research and Iraining Unil cowponent is
to improve irrigation parformance through leaining and appliod
studies. Tt will dimplement training and applied studies
programs for the Department as a whole. 1t will promote and
carry out, primarily through local consultant contracts, an
applied studies program designed to meet essential needs in the
Department of Irrigation to overcome constraints in the
irrigation sector.

It will have a variety of roles:

* To execute or administer the Department's training in
support of irrigation sector activities especially -
regarding participatory management and agency turnover
to farmer-managed systems, but also including intake
and in-service kechnical training tor DOYL statt,

1o assess the current and future training requirements
of the Department and its clienls, and develop
appropriate programs to meet them,

» To commission training and field oriented practical
studies, the conclusions from which can be incorporated
into training programs,

» To develop and maintain collaboration with appropriate
nqtional and international training and rescarch

- - e.roles adequately, there are certain
critica tromen for a training and applied research

i ugeoss. Of vital importance are its position
within th ¢ of Irrigation, its bureaucratic

flexibility to respond to changing needs, and its staffing.
After extensive discussions within the Ministry and the
Department, USALD has concluded that the Ilrrigation Management
Center which was to be established as A separate institubion
through the original 1lrrigation Management Project, should be
absorbed into the Research and Vraining Unit, placed directly

under the Deputy Director General (PDRD), and be staffed by an
experienced Gazetted Oftticer.

TITIA pranes o
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Training and studiecs must be tield orionlod Since | e
roles, functions, and prerequisites for the catalylic clemenl in
participatory management, the Nssocial ion Organdzora (DOs), are
still in Fflux and are Llikely to continue Lo boe divparalo
throughout the country, the RIU must he cguippod o rospand Lo
these different needs by dnstiluting diverse Leaining moduloes
For varying requirements at a numbor ot sites  Thos, Lhe projec!
anticipates that many of RTIU's essential functions will be
executed at the district level.

The transitional phase of reorganization of the 1MC should
begin dimmediately, with the transibtion wilhin NFY 2047/48 July
1990=July 1991). Two-year training and studies plans (always
subject to reconsideration basced on new needs) shonld be
formulated to start on July 1%, 1990, the beginning of the
Government's fiscal year. This will be auwgmented by annual plans
and budgets.

Expatriate technical assistance is required for project
success. Both long-term and short term support will) be
necessary. Local technical assistance will be contracted to
perform various speciftied tasks, as required. lechmical
performance capacity will be built within the Department and in
the RTU to the extent possible. ‘

B. The Systems Management Un.t

The original concept behind the IMP Systems Management Unit
(SMU) was to implement systematic operations and maintenance
procedures; assist in formation of water user associallons; and
initiate monitoring, evaluation, and feedback procedures,
essentially on three pilot sites. Two sites have already been
chosen and assisted; Sirsia-Oudhaura and Handetar..

This component under the redesigned project is to be
institutionalized into the Department at the center, and equally
important, into the regional directorates and the district
levels. . . ,

As popwﬁgféﬁpqﬁbj.y Master Plan for Jrrigation Development,

the SMU wi come:a part of the Planning, Design, and Rescarch
Division @ “00Fs+ -1t will be Jled by a Manager (lirst Class

rank). T Gnit and: its components will be linked to the field



Fhrough the Regional Direckorates, which will haoe a Systoms
Management Section, AL the District Touel and reporting Lo | he
Regional Lirectorate, the Districlt lrrigation biwgineor will hoe
responsible for site-level activitios.

The roles of Lhe SMU include the following:

* Strengthening the WUAs by developing procodures fop
formation, registktration, walercess colleclion, armers
training, AQ requirements, assisting in accoss Lo
technical dnputs and services, and formnlal ing
procedures fFor development of wmonitoring, cvalualion,
and teedback in such activilies. :

» Formulating 0&M policies regarding the demarcation of
responsibilities between Farmers and the ngency for
turnover and participatory management .

* Developing quidelines for undertaking the 0&M Jearning
process on physical improvements, including ESI
activities.

* Developing maintenance guidelines for participatory
management and tor emergency assistance to Farmer .
managed systems, and those turned over {to them,

» Using pilot sites to test methodologics of the SMU's
various functions under different field conditions, and
incorporating the results into policies and procedures,
and into training modules and methodologies.

To perftorm these roles, the SMU must be integral to the
Division and the Department, be staffed by career employees at.
appropriate levels, have the flexibility to undertake pilot site
experimentation in collaboration with the RTU and regional and
district offices, and maintain etfective links with other
divisions of the department.

Long and._short-term technical assistance will be required
from both e frdate and local sources. Masters degree-level
and shorég. , ing and study tours will be provided, as
well as & 1 wount of essential equipwent. nlbo there is

-13-



L. COST ESTAMATE & | INANGINL PN

the following Laubles present the costs of The podesigned
project , oxpenditures by categorics and yoars, and conbeibal jone
of GON. Some figures have been based on Lhe ariginal projoct:
design, and Funds remaining tor the projoct e o whole have boon
calculated by USAID/N.

Previously Approved Project 4, 000, 000
Expended & Commitbted Projection as ot

July 15, 1990 $3,978,133
Funds Available trom Original Project $H,021,867
Additional Funds to be Committed $....9200,000
Total Funds $%,921,867

[Table I & 1I USAID Planned Expenditures, for RTU & SMU is on
the following page]

REST AVAILABLE COPY
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lable |

Planned Lxpendilturces (UG ' 000)
Rosoarch & Treaining Unil

Catuogary LY'20 LY'9 1 bv'm2 1Y'm3 1Y'n4 1ol

Technical Assiskance

a) Long- tern Expatriate 20 240 2400 220 0 72C
bh) Short-term Expatriate 0 138 230 230 92 69C
¢) Long-term Local 3 32 32 32 29 128
d) Short-term Local 0 20 26 20 13 79
Adminstration & Logistics
Support Services 2 2h 25 25 0 77
Training
a) Long--term, MS 0 0 40 140 40 12C
b) Short Courses & Study Tours, 0O 50 HO) 50 %0 20C
Seminars, Conference, etc.
Applied Studies 0 200 200) 0 0 40C
Commodities : o 20 30 15 5 7¢
RTU Operation Supp. Costs 1%0 120 80 40 30 '42¢
2,902
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Pianned

Exponciluees

Table 11

(U bt

Lysbtem Managoemenl, Uil

Caleqary

Technical Assistance

a) Long-term Expatriate
b) Short -term Expatriate
¢) Long-term local
d) Short -term Local

Training

a) Long-term, MS

b) Long-term, Ln--country
BSc. Eng. for overseers

t) Short-courses/tours

Commodities

Construction [ES1]

SMU Operation Supp. Costs

Evaluations(for RTU/SMY)

EYLQ0  LY!lol pvtor o 0v'nyoopytun jobal

20 240 240 1O 0 600
0 69 Lt 92 69 345
3 32 32 [ 6 13 96
0 4. ¢ Y (s 19
6] 0 30 30 0 60
0] 20 20 20 10 70
0 30 30 40 30 130
0 20 20 10 0] 50
150 130 100 60 . 40 480
120 " 100 80 60 40 300
0 10 100 10 100 220
2,470

: [ |

Total RIU & HMU H,374 -
Conting. & Inflation h48
5,922

BEST AVAILABLE COPY
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Cost

Long-~term (Querseas)
Short--term (Querseas)
In-Country(Long-term)

Applied Studies

TA, expatriate

TA, Nepali

Adm/Log. Support(Ta)
Commodities
Construction,
RTU Support
SMU Support
Evaluations & Audit
Conting/Inflation

(ESI)

Total

. . S S D S e S Gar S fmet e e 60 ML Sym ¢ 64 SO T O MR MK W SR MBS M A R B Bam e MmN N W e M ST s i

Summary  (U5S$ 000)

AT Granl MO /N
X | o (I
180 - 180
330 o 340
e 70
400 . 4.00)
2355 - 2304
- 322
o y¥i
120 e L20
- 480. -
—— 420)
- 400
220 - 220
358 190 358
3963 1949 3963
TRﬂLE v

"Planned A1D Obligation Schedule (US$ 000)

Fiscal Year Obligation Expanditure
Until 1990 6880 [1] 4446
1991 1000 1432
1992 1000 1661
1993 800 1086
1994 | . 220 1275
Note: [UpH ated until FY90.
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institutionalization of two separate ontilics wilklin he
Department ot Urrigation, both reporting to the Deputy Director
General (PDRD)Y. This redesign will resudt in o wore int jmale
USATL collaboration with a higher Joevel within Lhe hepartment,

Since the project will be integrated into the Department's
operations, the Nepali tiscal year and budgetary process will
play important roles in its operations. thus, &l) evaluations
have been scheduled for February, the perior when the Department
prepares its budget for the Ministry of tinance for the coming
fiscal year beqginning July 1% (see Evaluation Plan). Ihis
redesign calls for a semiannual report from the {wo
organizations, coordinated through the Deputy Director General
(PDRD), to USAID by February 1. 1This report then can be
considered in the evaluation. An annual report on Augustkt |,
covering the previous fiscal year, will provide both fiscal and
programmatic detail). USAIN financial reimbursements and other
fiscal and procurement actions will be tied to the consideration
of these actions.

The previous Project Paper, because of a specificity that
has proven spurious, oftered only Jlimited hope for innovat:ion
and timely responsiveness to the newly articulated needs of GON
or the other donors in the sector. This Implementation Plan is
designed to allow more scope for rapid response, for in that
capacity lies the hope of institutional sustainability.

oy i
LV, IMPLEMENIATLON Pl AN
Ihe redesigned Lrrigation Managemenl Projecl il liave «

substantially dittorent mode ol implemental oo om0

precdecessor., In place of a separale project willi o Projocl

Director and otfdice, USALD proposes & soclor mode callbing [ op
]
=

The fiscal methodology included in the original Project
Paper [page 28] will be moditied tor this redesigned project as
follows: direct AID contracting for expatriate technical
assistance, participant overseas training, commodity
procurement; and evaluations; and direct reimbursement to GON
for local ;;Q§pwqting;and support costs.

A partiK.implementation schedule is included here for the
critical tpgksitional period for the redesigned project.
Annexes 1 @2 contain detailed information on 1IMC and MU
transformatifon: “In Adgust 1990, and in subsequent years upon
the close of the Nepali fiscal year, USAID and the GON will

prepare an implementation
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plan for the coming Fiscal year, which witl )l low USNTD tao
incorporate detailed actions into the pow UGS Gowerpment iaecal
year bheginning October |,

the period prior to July 5, 1990 jis critical, and will
roquire more intensive monitoring by Lhe Mivsion (oo Soeljon
v). Ihe following actions are required by the imes indical ed:

March 1990 Approve Project Paper Supplemnen! .
IMP and PDR Division Work Plans or 2047768
reflect transition to sector support mode

April 1990 Sign Approved Project Agreemenl Nmenchnent .

- IMP Oftdce dis cissolved, ils stall absorbod
into the RTU or SMU, as appropriale, and its
physical resources distributed between those
two organizations.

- USAID begins process ot recruibtment tor long
term technical assistance. (Arrival scheduled
tor September 1990),

- Department establishes RTU and $MU, and staff
assigned and/or recruited for both,

- USAID and LOL determine detailed comnodity
requirements; USALD beqins process of -
ordering commodities.

July 1990

- Department submits to Ministry of ltinance
tinancial) needs to support redesigned project
per Project Paper Supplement.

- USAID and NOI meet to determine additional
administrative/fiscal actions required for
GON and US fiscal years.

September 1990
- Long—-term expatriate technical assistance
arrives in Nepal and beygins functioning.

BEST AVAILABLE COPY
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V. PROJECT_MONLIORLING AND _IMPACT PIAN

Routine Project Lwmplementation Monifloring

this project geinsg in polential progeam of ool ivoneus wlial
it loses in simplicity of normal USATD moniloring.  Wilh Lhe
@limination of the IMP project oFtice, wmonitoring will be more
Mission labor intensive over the short lLerm,

Contact must now be maintained bolh wilh the RID and 1 he
SMU, rather than with a single entity and individual. Close
coordination will be necessary with the Depnly pircclor Goneral
(PDRD) . Field monitoring in the past was Jimiled to two {ield
sites; it will soon have additional irrigalion syslems Lo
monitor. The RTU and SMU organizations will reach iinto the
regions and the districls, where 1t is jmportant the USALD
project manager have intimate knowledge of on-sile conditions.

Most critical tor the longer term, however, is the movement
of the assistance concept from a project demarcated by defined
irrigated hectarage to a program encompassing the ltotal sector,
and thus the nation. 1he Project Officer will in effect become
USAID's sector manager, and his/her duties will entail dntinate
understanding of national irrigation issues as well as donor
activities.

Under the restructured project, there must he closer and
more frequent liaison with a wide range ot individuals in the
irrigation sector within the government and among the donor
community. There must be more time spent in the tield, gauging
training needs and effectiveness, assessing participatory and
jointly managed systems, and the turnover process to farmers,

The present project has been managed by one full-time
Project Officer within USAIDB/N/ARD. A Rural Development
Specialist within that office also spent a portion of his time
on that program. Under the redesigned project, a tull-time FSN
Project Officer, together with a USDH Supervisory Project
Officer, w;l‘*bcvlssignod to its administration. 7The tirst year
will be speili:dismuntling the old project, establishing the new

program, & Tvo loping procedures and systems tor liaison with
which all jpavties are comfortable. It will be
managementifit@nsive. One and one -half person years will be

necessary for this period; a somewhat reduced leuel of effort
will be required tor the remainder of the project.
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Technical assistance personnel, bolh oxpalreiate amd local,
long and short Ltoerm, will be reguired to sabmil poyiodic o
completion reports ko bolh the upit within Uhe Department 1o
which Lhey are assigned and to UsSnIn,

Lach project component within the Doparbment i bl aabwi o one
semiannual report on February 1, which will bhe vased for he

annual evaluation (see Section VL, kuvaluation Plan). the PDHR
Division will submit an annual report orn August |, delinealing
progress during the past Fiscal year onding on Jnly 14 Ihis

document will cover the activities of both the RIU and the $MU,
e will be used in the preparation of an annual plan, which will
include all expected implementation actions for Lhal period.
Monitoring Project lmpact

The previous project, with a goal devoted to increased food

production, conceived ot project impact in those taerms, Nhus
crop cutting surveys were executed to demonstratle progress. Ihe

goal to which this redesigned project will) contribute cannot be
determined by project--sponsored research. 1\t is the Jlong term,
cumulative ettectiveness of irrigation systems and the increased
agricultural production which stems from that effectiveness that
will attest to its success and impact. 1t will not be
statistically measurable in any meaningful way during the Jife
of the project on the national level.

Impact of project purpose can be measured only in part. Tt
may be necessary, but it is grossly simplistic only fo consider
the number of WUAs on the hectarage, or systems returned to
farimers or jointly managed. Equally important are the gquality
and vitality of that participation and its effect on irrigation
operations, and eventually on vields. fthe numbers may be easily
ascertained, but as the "Constraints" section of this report
notes (see Section 1), there is the cver -present danger of
attempting to meet quantifiable targets at the expense of
quality and significance.

In a real sense the 6ntire RTU and SMU operations are in

effect a continhuous:means tor monitoring impact Field studies
will deterg veffectiveness of training, and the retraining
of certai Will incvitably result in monitoring the
effectiv ‘ dr. earlier training experience. As the SMU
develops: nd operational criteria tor irrigation

assocliatio : ions and maintenance, and close Jinks with
the districts through the reqions, the mechanisms Foir evaluation
and feedback into action will be an important component of that
effort. Ihus the project, as institutionalized in support ot the
irrigation sector program, is in itself a continuous,
multi--taceted monitoring and evaluation system fFor lerigat:ion
management .




Impact avaluations (exploring projecl oblecls on

henaficiarias) may be carried out, bul thoy normeal by e done
upon completion of the projoct unless cuidonl probiloms sorlace
Nlthough likely to be anecdolal, Uhey mway he able 1o accortain

effoeclkiuaness oF WUNs, and provide cluaes Tar arcas of

concern or SUCCeEss .




VL, EUNLUNTTON PLAN

usnaln plang to conduct both anmual and special cualual fops
Lo ensure continued adherence to projoct objoectivea, wnd to
determine future neads and direction, Fhiesses i 10 bree Bl
intarnal and extarnal reviows.

ALl evaluations will be conducted in I ebruary to ensure Lhal
the results are builtb dinto the Deparbtment of lrerigetion's
hudgelary process. ‘The Department prepares ils budgel in
February and March, after which it js submitted Lo Lhe Ministry
of Finance for the fiscal year beginning July 14, Ihis
scheduling will quarantee that thoere is no hiatus in government
budget allocations caused by inadvertence or ovversight. In each
case, the results of the evaluation shall be subwitbed o the
Director General of lrrigation for review and aclion,

Each evaluation will consider progress toward
institutionalization of the project elements and {he extent to
which they are servicing the sector and the Departmaent.
Evaluations should be conducted in collaboration with other
players on the irrigation scene in Nepal. the evalualions
should consider the specific benchmarks of progress thuat are
listed below, and in more detall in Annexes 1 and 2 ot this
paper.

The following evaluations are anticipated and funds included
in the financial plan:

February 1991. A joint, in-country evaluation to determine
: progress toward Full institutionalization.

February 1992. An external evaluation to consider overall
progress tor the IMP.

February 1993. A joint, in country evaluation similar to
. that of February 1991.




Fobruary 1994, n Final, extoernal ocvalual ion Lo delormine

progress toward achicuing the Tad O Projocl
Shatus,

fotal cvaluation cosls: $1R0,000.

Benchmarks

(For

more detailed benchmarks, see Annex | Lpp. 19 23], and

Annex 2 [pp. 23.-24]

1990

Previous project mode support terminated, wand a
transitional phase underway. DOI begins to lake
administrative steps to staff and house RIU and $MU,
create permanent positions, and provicde RIVU and SMU
with fiscal and administrative flexibilily.

April 1990

July

IMP prepares NFY Work Plan for 2047/48 aiming at
transition to sector support mode mithin PDR Diwvision,
and annual operatiqnal plans and budgets for NFY
beginning July 1%, 1990.

1990

Transitional phase begins. Institutionalization phase
begun. lLong-term technical assistance for RIU and SMU
has been contracted for and is either in place or
scheduled for early arrival. Training programs related
to sector priority needs are underway. Studies
relevant to training and implementation planned or
under way. Third pilot site activities initiated

Reintegration of Sirsia-Dudhaura and Handetar
¢ dgups

‘;t#ou'lystcms into their respective District and
Wl..0iPectorates completed. HMG/N provides local
A ,qocts for RTU and SMU in new fiscal year budget.

e



Febhruary 1991

First joint evaluation held Lo delermine progress
Foward institutionalizalion. loessons aro i)l into
armnuil progream and budgel [or REU and SM Special
ablention is given to RIY and SMU aclivilicys carriod
oul abt regional and districl Jovels,

February 1992
First external evaluation held. Lvalualion
concentrates on progress toward dnstitubtionalization,
field service, training and implementation plans of
both RTU and SMI), Resulls of evaluation aroe built into
two-year plan for 1992-94.

March 1992

DO1 budget reflects institutionalization of RTU and SMU
organizations and activities.

February 1993
Second annual joint evaluation to determine progress
toward objectives and ensure RIU and SMY are responding
to sector needs.

February 1994

Second external evaluation scheduled to analyze
progress toward end-of-project status, make
recommendations for post-project planning, and
coordinate with donors on anticipated needs in the
irrigation sector. Project ends, with consideration by
NDOT and USAID of future collaboration, it any, in this
field.
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VI, CONDLTTONS PRICFDINY

Fhe Tollowing conditions precodenlt are suggeat ol

L. hat 1The Department o lerigation starl | he
dismantling the Jrrigation Managewment Project,
disktribubion of its assebs to the RIMY and the SMD in accordancoe
with need, recording to the recomnendations of 1his Project
Paper Supplement by August 1990.

process ol
and planning

2. That the Department of Lrrigation agree Lo and devise an
action plan to turn over the Sirsia -Dudbhanra and Nandeltar

irrigation systems to their respective Regionwl Directorates hy
July 1S, 1990,

BEST AVAILABLE COPY
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IRRIGATTON MANAGLMLNT CINTI K

1. Obhjeclive

e purpose of this component is {o cslablish o uil in Lhe
Department. ot Trrigation (DOL) that will) be rosponsible tor
meeting the training and applied studies needs of he DOT, I he
(rrigation Management Center was tirslt cimplementod in {he 1mMp
with the expectation that this componenl of the project would be
institutionalized within the DOL. ns the domand tor Fraining
and applied studies steadily increased, il bhecoane apparent Lhat
an appropriate institutional setting musl be provided tor LMC,
as originally envisioned in IMP, to ensure its Jong Lerm
sustainability and growth.

1.1 Context

The long-term benefits of training and applied studies are
well documented and demonstrated :in other countries. It is now
recognized that increased levels of irrigation performance
require sustained training and problem-soluving stndies programs.

The need for a comprehensive program of Human Resources
Development in Nepal has been realized by the GON through a
recent Ministerial notification which assigned 1MC & national
role in developing and implementing a comprehensive counbtry - -wide
irrigation training program. Moreover, various donors
supporting the sector program have also acknowledged and
assigned high level priority to training and applied studies as
a means to ensure better performance and long term
sustainability of irrigation systems. The Master Plan for
Irrigation, currently in final review by the GON, places strong
emphasis on training for DOI staff to support the new objectives
of the Department.

- 4nception has played an important role in
raising ¢ of awaraness of the benekits of a

participa; ¢h to irrigation management. 1his has been
"4 T the New lrrigation Policy (1988) issued by

In the present changing environment, training is expected
to play a pivotal role in transtorming the DOL from a
construction oriented agency to a more dynamic, management.
oriented agency, responsive and technically prepared to meaet the
changing needs in the sector.
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.2 Rationale

Ihe IMC was inktislly established and orgoanisod ae o
component. of the USALD tunded lrrigation Managemenl Projoct
(ITMPY, which also comprised the Syslom Managoment Divicion, I
was envisionad that MC would provide new skitla o job
Fulfillment, create awareness, change al liludes, and allop
motivations, as well as contribute to Lhe base ob Leaining
experience and materials available for ireigal ion asysloms
managementl. in Nepal. In addition, IMC wis 1o carey onl applicd
studies on dirrigation dissues for the DOI. Several conslraints,
however, have Limited the JMC's ability to meel lhese
expectations. ‘'The Mid-Term Evaluation analyzed Lhese
constraints and identified the lack obF an approprinle
institutional setting as a critical Jimiting faclor to the
development of TMC,

The operation of the IMC as a separate "project'", outside
the regqular GON structure, has hampered its ability Lo appoint
permanent staff and, thereby, the opportunity to provide higher
education essential to upgrade their skills. The temporary
project-appointed status of the professional staff{ has caused a
high rate of turnover due to job instability, Limiting the
ability to capitalize on the field experience required to run an
eftective training and applied studies program. Questions about
institutional capabilities and responsiveness have been answered
by increasing the local TA presence to such a degree that IMC's
DOI staff are out-numbered and under--utilized. Moreover, the
[MC is seen as a place, rather than a resource, thus requiring
training to be held at the center itself, instead of mobilizing
staff and resources to conduct training in places more
appropriate to the needs of trainees.

The current "project" mode of operation also complicates
the functional administration of the IMC. 'lhe additional
bureaucratic intervention imposed by the IMP management
apparatus before reaching the decision-making level of DO
limits the degree of autonomy, treedom and independance of [MC.
In sum, under the current project arrangement., the IMC does not
have the ahixttyutb adapt, evolve and grow in order to meet the
needs of .ﬁ‘d'thi sector program.

Thd?_Aj“ﬁingoswﬁroughf about by the increasing priority
given to tiireigation sector provide the IMC with a unique
opportuni’v:s{ play an active role and expand into a mweaningkul
resource. Tn ordor to capitalize on this opportunity, however,
the IMC must become tully institutionalized within the DOI to
overcome the constraints currently Jimiting its capabilities.

BEST AVAILABLE COPY
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Regqularizing the JTMC will not rewmove all constrainls.
However, when absorboed into the DO, The Leaining Taneclions now
performed by the TMC will get. the oflicial recognilian Lhey mon
Lachk: and will be seen as contral, rather than periphoeral .
HMG/N rogulations will still pose Limilalions, bal dyramic
Leadaership can mikigata bheir etbtoct Wilth higly oo
leadership, and & c¢lear vision of ils mandaloe, he Dot wiltl he
able to overcome many ot the operational ditficoltics which now
pose problems. This leadership and adequale resources should
enable Lhe redasigned LMC to develop and respond 1o DO noeoeds .

Meanwhile, the DOI will need to reorient ils training
approach, dlmprove 4its ability to utilize available rosourcoes,
internal and external, and develop & sense of comni bnent
Redesign ot the IMC, and dinstitutionalization ol the training
functions, will directly address this need.

1.3 Specitic Objectives

The objective of this redesign is to establish « permanent
national institutional capability within the DOT lto satisty the
training needs of the Department of Irrigation and the sector
program. 1t also will administer an appliecd studies program
designed to conduct problem-solving research on the constraints
in the irrigation program.

Training will play a central role in the development of the
human resources for +improving irrigation management. in Nepal.
Training is a new activity within DOI, yet it has already played
an important role in consciousness raising on irrigation
management issues. The rapidly changing environment within DOI
and the irrigation sector program, however, will generate a
substantially larger demand for training and applied studies.
This broader program will require NDOU to develop a planning,
programmning, administrative and networking capabilily which can
only be achieved with an adequate institutional arrangement.

2. Institutionalization of Training and Applied Stludies
Activities within the Department of Irrigation

y of several options, including registration
under th j§pment Board Act, and the establishment ot IMC. as
a separatys £ ihe. DOI directly under the Director General,

, wCTERPEEhat the most timely and effective measure
will be :te e IMC as an internal unit - the Research and
Training Unit <“of the DOl's Planning, Design, and Research
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Division under the Deputy Dirocctor Goeneral, as onuisagod in the
approved reorganization design presepntod in Lhe Masltor Plan [or
lerigation,  this will) enable the IMC, in ity new organizat ianal
Form as bhe Research and Teaining Undt, Lo develop and mainlein
Fhe close ties, and assured budget supporl, thal Q0 rogieires Lo
suslain itsell and remadn responsive {o DO prioril ice

2.1 Research and Tralning Unil Structure and Rofoy

Ns proposed din the Master Plan (or Trrigalion' s approved
re-organization ot the Planning, Design, and Rescarch Division
of the Department of Irrigation, the Trrigalion Management
Center will be dncorporated into the new structure as Lhe
Research and Traiming Umit (RTU). (See ntlached Chart) the RIUY
will bhe administered by a protaessional Manager of G | rank,
reporting directly to the Deputy Director General (Flanning,
Design, and Rescearch). 7The DDG (PDRD) also is raesponsible tor
administration of the lrrigation Seclor Program al Lhe central
level.

The RTU will be composed of two sections: Training and
Research., Documentation, audiovisual, and support services will
be incorporated into these two sections Lo enable them Lo
operate in a self-suffFicient manner.

The following major functions will he per{formed by the RIU:

a) Assaess current and future training requirements ot the
DOY and the drrigation sector;

b) Manage, coordinate and carry out all training
activities required to meet the training needs of DOIL
and its sector program;

c) Promote and carry out applied studlies related to the
operational needs of DOI and tuture developments in the
sector;

d) Develop and maintain collaboration with other
appropriﬁto national and international training and
re¢y rch institutions.

2.2 Func"ff°;':0piration of the Research and Training Unit

The Manager (Research and fraining) will be responsible for
planning the training program in consultation with the various

divisions of the DOI and other agencies and donors, and will
oversee ils execution.

BEST AVAILABLE copy
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Ihe Deputy Diroctor Genoral (PDRY will rovicw aind approyo
Fhe annual training and applied sludics hudgolt; facililalo
coordination between the divisions oF Lhe bHot and The Training
and Resoarch Unit (Formerly 1MC) for planning and implomenl ing
the treaining and applicd skudies progeam; and periodically
morvi Lor and esvaluate the tralning and rosearch progeamn

Me Manager (R&V) wil) be a bFirst Class ORIl icer within the
DOT, and must possess extensive experience (n irerigel ion
dove lopment. and managemaent, and appropriaie exposaroe (o
developmenl of training and applied sludies programns, This will
provide the RIU with Lhe leadership necessary Lo perftorm idts
functions and responsibilities.

Statt within each section will be encouraged ko
participate in both training and research activilties. Dual
involvement ot the statt in training and applied studies will
permit the trainers to capitalize on field experiences arnd
lessons learned through applied studies Lo enhance the training
and extend the concepts of participatory irrigation management..
Training will be field oriented in order to serve the needs of
the sector program. This requires linking training with applied
studies to encourage sound and productive dinnovations ‘in the
training program. All training will strongly emphusize the use
of participatory methods and Field exercises.

1n order to delineate responsibilities for developing. and
implementing training courses, the RTU will Follow a task-torce
approach to the extent possible. ‘lask--force members will be
selected for each training course from Ri sections as required
by the areas of expertise and services involved. ’'lhe task-force
will have a coordinator who will be responsible tor planning,
development and implementation of Lhe training activity,

For each training activity, the assigned team will pertorm
a needs assessment consistent with the requirement of the client
population, design a training syllabus, prepare a work plan,
training schedule and budget, arrange to contract for outside
resource ‘ d logistics, oversee implementation ot the
trainin 04 conducted in- house, and evaluate Lhe
training : ‘he team coordinator will be responsible tor
oversegeinias : activities. A similar approach will be

In order to implement the training and applied studies
activities required to meet the needs ot the Irrigation Sector
Program RTU must be staffed with qualified permanent DOL
personnel in appropriate disciplinary areas. The core statf
required for the
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Eralning and applled studies progeam will consist ol .
professionals,  The stal f may ho of fered Lhe opportoanily Lo
undertalke Masters' level Leadining af Lor one yoar ol gopnico Lo
Lhe RIU on condition that they agroee to roltuen Lo the RIU Tor w
period specitiod by DOL, :

the breakdown of the proposed slal ling plan is wu Lol lows:

RTU Manager (Gazetted Flrst Class) FoPhb /M
Civ/ngric Lng,

Professional Staft [TO BE PROVIDED 8Y DOI |
3. IMPLEMENTATION $S1RATEGY

The conversion of 1MC to RTU will take place in two phases:
(a) an initial period between March and July 1990; and (b) the
institutional development period between July 1990 and June 1994,

3.1 Phase 1: Present to July 1991

The institutionalization of IMC to RTU can begin
imnediately by an GON administrative decision placing Jt :into
the fabric of the DOl directly under the Deputy Director General
(PDR)Y. This wil)) permit other steps which will Jead to Full
ingtitutionalization of the RTU as the DOL's nalional training
and applied studies arm. An early transter dnto the DOT will
allow timely budgetary and staff provisions as well as
facilitate RTU's rapid integration.

In this period, the RTU will concentrate on staffing
issues, reorienting dts approach for the implementation ot the
approved training and applied studies program, and utilizing
technical assistance as a stop-gap until DOI statt are in
position to take over full responsibility for {the program,

3.1.1 Deployment of Core Staff

Beginning as soon as possible, and continuing through the
NFY 2047/48, -the DOX will identify suitable professional statt
to man the RYU and fmmediately begin the process of posting
them. Wheg ‘ogliblo. preference should be given to
transferrigif and, ‘UWihere required, giving permanent appointments
to professtgie ¢anﬂ'nupport statrf now al IMC, who have proved
themselves” capsble ddring the implementation of the previous
phase of the IMP.

3.1.2. Training Program
At the time of this redesign, the IMC has developed a

training plan for the period July 1989-June 1990 that has been
approved by DOI and the National Planning Commission.
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N hovgh it s not practical toochartege Dl Cooimimg oo o
approved by The DOL ane Phe Nat doma b P hanmig Comc cogg Lo
FO89 1990, 1the DOL should rooeionl TUas beaboing o dbagmit icanl by
For The poriod beginning wilh NEY 2007748 (anly 1900 fone
inslance, Tho teaining of 0ssocial for Organd zor e ooy whong bl b
decontyalizod, nsing a Task torceo Mobile Teamming Toom wdralogy,
where Lreainees and Lrainers can bonel 0 feom The o td
environment and prepare for circuomstances Lho Trewimors will
metually faco while worlking, Lo addition, Uhe 0o preogeam shondd
consolidate and better dintegrate classroom anmnd | iold modales (o
reduce logistical problems, make the leaching learning process
more eftecktive, and be more cost -efFftective. Tinally, gronp
discussions and case studies should be inlroduced to veplacoe
Formal academic lecturing,

The RTU will expand dits functions to organize, on
systematic basls, btraining programs tor intalke ¢abee and
in-service staff, as recommended by Lhe Mastor Plan [or
(rrigation.  This part oF the DOL's Lraining program will be
designed by the RTU staff, but dimplemented for Lhe most part by
accredited training institutions, such as the Instiltule of
Engineering, the National Adwinistrative Staffl Colleqge, and the
Tnstitute ot Agriculture and Animal Sciences The DOV wri )
continue the current TMP arrangements with Lhese and olher
institutions tor such training. In addition, the RIU will enter
into contracts with other national institutions, local
consulting and research firms, or wilth individonats, For
provision of training required to meel DOV objectlives.

Est.imated aggregate training demand lFor this period tor the
irrigation sector as a whole is as follows:

Class Duration No. frainees
(weeks)
Farmer leaders 1 20
Ao . 6 5() (30 on-going)
3 4%
3 8%
1/2 60
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e number of trainecs envisionesd in Thie schoedalo §6 an
asbimate of the aggregate demand ol he DOV, 150 and 11

prograns in Nepal during Lhis period, Lo carry oul Lhig
skrategy, the RIU will use resources available in appropeiale
disciplines (rom dornors dn the seclor program. N 6 wembor

LSP 1A Lreainor team will be assigned by POR. Division lo
supplement RIU resources in delivering o program dealing wilh
khe participatory lrrigation management theme. Pl ROU wi L)
also take this opportunity to help build up ils capabilitios in
khis area by having staft work c¢losely with resource persons,
and by maximizing time spent in the Field.

3.1.3 Appliaed Studies Program

The profound changes in staffing patterns, functions, and
priorities that RTU will undergo during the tirst phase of the
institutionalization process will demand a redirection of its
current applied studies timetable. bLuring this phase, the RIU
will be required to scale down. the applied studies program,
concentrating on completing on--going studies, overseeing studies
contracted out, and documenting lessons learned in the
Sirsia--Dudhaura and Handetar SMD field sites.

3.1.4 Technical Assistance

The current local TA contract has been extended until the
end of March 1990. During the transition phase, the RVU will
require a significantly lower but more specialized TA .input as
no new applied studies will be planned or execculed and the
training program will focus on one specific subject urea,
participatory irrigation management.. 7The I'n package required
for the period beginning in July 1990 will consist- of a reduced
number of specialized consultants to support the lLraining
program and complete the on--qoing applied studies. ‘'lhe
following consultants, who will report directly to the RIU
Director, will be required:

1 Nater Users Institutiona] Development Specialist.

‘ninq opocialist
Mﬁtion wmanagement research speciallst with strong
Ngraund in participatory irrigation management
tion résearch.
3.2, The Development Period (July 1991--June 1994)

During this period, RYU will develop and implement a

training and applied studies program {.o wmeet the requirements of
DOT and the Irrigation Sector Program.
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3.2.1. Deploymant ot Core Statt

The required permanent steaff for RIUD will copsist of

professionals, plus approprialo suppord poprsoned Ihoso

professionals will either be posted (o RID by hOt, ar dopatoed

from other agenciaes obF GON. In addition, he DOL anay choose Lo
Y

employ temporary contract staff either hrough local consullant
Firms or dindividually to meet spoecitic professional noeds tor
Limited periods,

3.2.2. Training Program

The initial period of institutionalizalion will emphasize
implementation ot a training program Lhat. will meael the
immediate needs of the DOL and idirrigation sector program. lhe
training will tocus on the participatory approach Lo development
and management of drrigation systems, and on specilic Lechnical
areas in irrigation management. The traimning and appllied studies
plan proposed herein covers the first two years of RiU's
operation and has been developed through intensive consultation
with the donors in the sector program, primarily UNDP, The World
Bank and the Asian Development Bank. Similar planning exercises
will be held every two years,

The detailed work plans for training and research will be
prepared annually, based on inputs From DOL divisions and the
recommendations from an 2inual review and planning workshop.

The following categorivs of training will be provided
during this period:

Association Organizers (n0s)

Period 1990-~91 1991-92
No. of Trainees 120 t70

The primary objective of the RO training program will be to
provide the necessary skills to:

0
o reasources,

o

o Assist the turnover process,

o Assist the joint management.proeess; -~ A

BEST AVAILABLE COPY
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0 Nosisl Tarmers in credit managomoent

0 Nssisl Taraers L construction and vehabililal ion,

Ln order to minimize the logistics involued v Uraining a
large number of A0s and also to provide waxlhwum exposure to [he
Field sites, btraining actlvities will be decontralizod to Lhoe
maximum extent possible, Furthiermore, Lhe RIU will organize
this training in collaboration with Lhe training ftecilitles and
training personnel of other line agencies, J.e. NDB/N, hOA, and
Panchayat I'rvaining Centers, and will coordinate Lhao
participation of* 1A personnel of the donors involved in Lhe
irrigation sactor.

The duration of the training program will be approximately
6 weeks, including classroom and intensive Ftield exercises,

Association Organizer Supervisors

Perind 1990 .91 1991 .92
No of Trainees 30 RO

The primary shjective of this training is to provide the
necessary skills to: (a) supervise, monitor and evaluate the
activities of field AOs; and (b) provide the necessary technical
support to AOs' activities as required. The traimning program
will include ftield site wisits in order to discuss and exchange
experiences with AOs and DOY field staff. ‘The duration of ihe
training should be approximately 4 weeks.

OQverseers
Period 1990--91 1991-92
No of Trainees 60 8%

The objective of this training is to provide an orientation
to the concepts of participatory management, turnover and
specific tion. sector project activities. 1n 1991-92 the
concepts oprilto dosign and consfruction technology, and
: systems will be included in the curriculum,.
The trai Il include intensive field exposure to these
activitit ;th lgoncy and furmer-managed irrigation systems.
Tn addition, limitad nummber of outstanding OQuerseers will be
supported for B.Sc. level training within Nepal under this
element of the redesigned project.
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lerigabion Engincers

Puariod 1990 91 (ool 9y
No ol lrainees 6 #o

Initially, the objective of this traivming will bhe Lo oxpoue
Enginears to the concepts of participatory maneagement, Lurnouer
and specific drrigation sector programs and ita implomentalion,
ln addition to this, 4n 199192 thay will be trained in he
subjects of O&M of drrigation systems and on-larm waler
managaement. .,

Wataer Users Association Members

Period 1990/91 1991/92
No of Trainees 30 60

The objective of this training element is Lo build up the
leadership and capabilities of the Water Users Associalions'
members so that they can tacilitate the organizational process
and to orient them on WUA regulations and irrigation sector
support activities. This traidning will aim to capitalize on
exper-ienced WUA members who Jlater can assist in a farmer Lo
farmer experiaence-sharing process in other irrigation areas,
The duration will be approximately 2 weeks and will be carried
out at the Regional/District Level.

Seminars/Workshops

Seminars and workshops will be held on a yearly basis to review
and plan the annual training and applied studies program,
present and analyze particular topics of interest and discuss
special programs to be implemented with the participaltion of
other donors and agencies involved in the secior program.

3.2.3 Staff Deueiopment

The t aining dosigned to improve staff skills will be
conducted 11 ereas the lmprovement of Lechnical
profici 3, b chieved through a combination of overseas
trainin B support to backstop thoe inmitial lwplementation

e annd applied studies program.

g 1 attend specialized short courses overseas
and work in‘conjunction with subject matter specialists to
develop new teaching materials and adapt existing ones to Nepali
conditions. The subject matter specialists will later assist
the RTY in delivering the training program during the initial
stage in Nepal.
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Wilh exltension ot the project to 1994, laong Lerm MS/7MN
level braiming will commence afler the candidalos haue heoen
employed Tor one year, Ihis time period will onablo the RiU
management ko ocvatuale the performance and apliltudes of ho
candidates tor graduate studioes.

3.2.4. Applicd Studies Program

NDirect)y or through Jocal consultant assistance, 1the RIU
will dimplement a modest applied studies program Lhat will focus
on specific sites and topics documenting the lessons lLearned in
the participatory management and turnover areas undertaken by
the System Managament Unit ot DOY.

The RTU staff, with the assistance of long and short Lterm
TA stafl, will develop an applied studies agenda for the next
two years and didentify critical areas complementary to the &MU
main themes. The studies will be executed primarily by
professional consultants contracted by DOYL, and administered by
the RTU staff with the advice ot the T statt. the size of the
applied studies program for this period should be keptl swall, in
order to maintain high quality while utilizing available
professional resources appropriately.

4, PROJECT INPUTS
4.1 Technical Assistance

Technical assistance is desligned to provide support Lo the
RTU in developing capability for the design and iwmplementation
of training, either through DOI resources or via outside
contracts, and gquiding the applied studies program. The TA will
consist of short and long term local as well as expatriate
expertise in conjunction with the TA provided by ongoing donor
administered projects.

The project will provide 132 man-months of Jong term and 90
man--months of short term TA. 7The long term technical assistance
consists of 9" rrigntion Management technical expert
(expatriaty '1@& in the development and 1mp1omonla|ion of
" Qﬂd‘lpplied studies program, participate in RTU
training “and coordinate the short and llong term
overseas | salng ' the R1U staff; one Senior Advisor (Nepali)
on training 3 research organization; and one Social Scientist
(Nepali) to assist the adminstrative support staff in guiding
the training and research program.

The short term expatriate 1A will assisl. the RTU Manager in
the development of the RTU training program and applied studies.
Local consultants will implement specific training activities as
required by DOI. Vhe breakdown of Lechnical assistance is
sunmarized in Table 1.1 attached.
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Falble 1,1

Level of kbEforl tor lochnical Nssisiongse

Resourech and Troaining Uil

Positlon Speciallzation

Man anonlhe

LUBE

Long-Term Consuliants

Irrigation ILrrigation System Management,
)

Enginear operations and maintenance,

(expatriate) On-Farm Water Management,
development of training
and applied research
programs experience

Institutional Establishment of training

Development and research idnstitutions
Specialist
(Nepali)
Rural Development of program for
Sociology © participatory irrigation
Specialist management
(Nepali) '

Sub Total

Short-Term Consultants

Farmers/WUA Establishment of WUA
Organizations organizations,
Specialist participatory
(expatriate) management, training
elopment experience

O&M of talkishment of operational
Irrigatic bédiures, performance
Systams. Y¥hation, training
Special 0§dpnent experience

(expatridE@F T

On-Farm Water Establishment of
Management interdisciplinary
Specialist on-farm irrigation
(expatriate) management programs,
training development
experience.

BEST AVAILABLE COPY

-39.

30

48

48

132

GCos |
000)

720

64

64

844y

92

138

69



Developmental
Comnunication
Bpecialist
(expatriate)

Martagement of
(rrigation
Agencies
Specialist
(expatriate)

Microcomputer
Use in
Llrrigation
Specialist
(expatriate)

Provisions for

Procduction of Lerigation
extonsion/disseminal ion
materialys, audliovisual
Lechnology, Lraining
developmont expericnco

Planning and budgetary
processes, institutional
nrrangements, personnel
management., tralning
experience,

Use of microcomputers

For irrigation operation,
data base management,

and adwministration,
Microcomputer training
experience,

consultant

servicaes as needs arise.

Subtotal Short--term expatriate consultants

Irrigation
Institutional
Development
Specialist
(Nepali)

Training
Specialist
(Nepali)

Library
Development
Specialist
(Nepali)

Prouision‘

Establishment of

training and applied studies

programs in participatory
management..

Teaching methods, and
teaching skills
development cxperience

Establishment of
documentation,
library management
experience

b Estublishment of

LX)

pudiovisual

-nyitiﬁi'ﬂnd production
!qhgiques

~Yocali consultant

services asfﬁoidi arise

Subtotal short.-term local consultants
Total short term consultants

Total

BEST AVAILABLE COPY
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30
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15
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60
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207

450

20

20

23

79
510

1617



o\ )
h)

c)

d)

)

g)

h)

3)

k)

1)

m)

Tahlo

.2

lechnical Nssiolance

Research and

Training Unil

Position
Long-—-term Expatriate
Long -term Local

Short-term

Farmers/WUA Organizational
Specialist (Expatriate)

O0&M Irrigation System
Specialist (Expatriate)

On—-Farm Water Management
(Expatriate)

Development Committee
Specialist (Expatriate)

Management of Irrigation
Agencies (Expatriate)

Micro-computer use in

Irrigation Spec. (Expatriate)

Provision for Unidentified
Consultant (Expatriate)

Irrigation Institutional Dev.

Specialist (Nepali)

Developwehla s #udio-visual
Specialist (Nepali)
Provision for Unidentified

Consultant (Nepalil)
Total

Training SQ;ciulict (Nepali)

EYI9Q  RYIOL bYtor rytay LY lotal
Ao 2 42 L 0 .36
20 240 2 i) 220 0 120
2 28 24 24 2.2 _90

3 } 2 32 32 29 128

0 2 0 e 0 a8
4.6 4.6 ) 92

0 _2._ 2. 2. 0 O
4.6 N6 4.6 0 138

0 1 1 ] 0 3
23 23 23 0 69

0 1 0 1 0 2
23 23 0 46

0 1 1 1 0 3
23 23 23 0 69

0 1 1 1 0 3 _
23 23 23 0 69

0 3 3 3 0 9 _
69 69 69 0 207

0 5 4 3 3 15
7 5 4 4 20

0 5 4 3 3 15
7 i 4 4 20

0 3 3 0 0 6
4 4 8

o 3 3 0 0 6
4 q )

0 5 5 4 4 18
7 7 4.% 4.% 23

3 68 63 56 32 222
23 554 48] 517.5% 41.5 1617
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.2 draining

N number of short and long term training opportanil ics witl boe
made available to RIY parmanent statt as o means 1o prouijcde
inconl ives and improve their technical skills.

a)  Bhorlt term ITraining or Study lonrs

As part of the program designed Lo improve the proflessional
skills and technical proficiency of RIU stalf in spocibtic wreas
of drrigation management, research, and training admwinistration,
the permanent statf mill attend various short courses and sbtudy
tours in the USA and in countries in the Asian region., 1In
selecting the training institutions, carcetul consideratzion will
he given to their experience and experiise relevant to the
particular subject matter. N total ot 26 wan -months ofF short
term overseas training or study tours will be provided by the
project in arcas related to RTU training and rescarch
responsibilities. These training elements are summarized in
Table 1.2,

) Long Term Training

This category of training refers to those RIU personnel who
will be sent abroad to obtain Masters degrees. The candidates
will attend universities in the USA or in countries in the Asian
region. These Masters degrees will be in the Fields of
agricultural/irrigation engineering, rural sociology, agronomy
and development comnunications. Training opportunities will be
awarded only after the candidates have worked for RTU for at
least one year and (a) have demonstrated considerable
initiative and creativity both in training and applied studies,
and (b) agree o return to RTU for a period of {ime to be
determined by DO1., A total of 96 man--months of Jong term
training will be provided by the project.

4,3 Commodities

Commodities will be provided by the project primarily to.
upgrade the:finisting squipment used for production of
audiovisusii .nd microcomputer systems for {raining
design, & rative monitoring, and analysis ot applied
studies. 88 include water measurement equipment, office
furniturelgiiitiglivipment, and basic technical books and
periodicals he .reference library now located in IMC,
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Table 1.3

Short _lerm Iraining

subjech Person-Manlh Casl (51,000,

Farmer Partlcipation
and Orgamization 10 6O -

On -Farm Wataer
Management: 3 20

08M ot Trrigaktion
Systems 4 4.0

Microcomputer Usae 1in

Irrigation Management a 35
Developmental Communication 2 1%
Trainers ‘lraining 2 20
Management of Ilrrigation '
Agencies ] 10
Total 26 200
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] END OF PROJECT S1ATUS

e RIU program aims al the developmonl of o el ional
institutional capabilily Lo provide: (a) o comprehonsioe
lraining program Fhiat will wmeet all The training noods ol DOL;
and (b)Y an applied studies program Lhal wil !l address important
issues affecting the development and managemoent ol  ireigal fon in
Nepal, cspecially as rolated to the themes ol Lornover and joint
manggement of drrigation schemes. the following resulls are
expaected by the end ot the project:

0 The RIU will be fully dnstitutionalized within Lhe
Planning, Design, and Research Division ol DOL:

1) A Manager (First Class Officer) wilh experience in
administration of training and research achkivities
appointed and in place.

ii) Permanent professional core staft transterred from
IMC, or appointed, and in place; and,

ii1) Appropriate contraclual and other arrangements for
professional services negoliated, and services
ongoing. -

iv) Administrative and support personnel as required
appointed and in place.

0 Core staff proficiency developed in {Lhe design and
implementation of training and research aclbivities
through in-service orientation and training. lThese
staff will be in place and tully operational.

o The RTU develops a comprehensive and relevant training
program designed to meet all the DO)L training needs,
utilizing both in-house capabilities and appropriate
contractual arrangements with accredited dinstitutions,
qualified consulting firms, and highly experienced and

qualified Nepali professionals;

Cans

ops an applied studies program which wiil
articipatory management and turnover
Sprdority areas within the strategic framework

tem Management Unit of the Planning, Design,
Division of DO1;

(o] The RTU implements an external review wechanism to
ensure that the applied studies address the needs of
improved irrigation management., and the outcomes are
both properly documented and of high quality;
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0 The RIU dmplements an appropriale mechanism Lo monilor
and avaluate the dmpact of the Lealning progran.

O The DOL, through the RIU, esltablishes ol
insbtitutional Linkages wilh nalional and intormeal ional
teaining and research institutions in which specilic
aclivities and their lmplementation wmechanisms wil)
have been identified.

6. BENCIHIMARKS
March 1990

¢] transitional phase of dnslitutionalizaltion process
underway and reflected in IMP Workplan tor 2047/48,

o] IMC Director begins planning transition to RI1U,

0 l.Local TNA select:ion process underway for next phase of
1MP project.

o) Relocation of 1IMP staff and assets bhegins.

o Detailed implementation plan of training and applied
studies program for 1990-1991 developed.

July 1990

0 Transitional phase of dnstitutionalization process is
underway, including:

i) Approval of RTU organization by HMG.

il) Appointment of Manager, RIlU (First Class),
professional and administrative staff.

o l.ocal long term VA tor period 1990/1994 contracted and
in place.

o Sqlgpxibnwcgylhort term overseas training opportunities
ki &, and short term expatriate TA
' Q for 1990-1991 determlned

o atriate 1A for 1990/94 contracted and

February 1991

0 First annual training and applied studies review
workshop he}d.



QO

O

O

0

Q

July 1991

0

Q

o)

NLL arrangemonts tor selection and placoment of | jpgl
U long-term training program [ inalizod.

Yaarly implementation plan For short Lorm ovopseas
staff bLraining and short Lorm oxpatriale I0 (op
upcoming Flscal year completoed.

Detwailed implementation plan for training and applied
studies program tor upcoming Nepali tiscal yoar
completed,

tormal collaborative arrangements with
national/international dnstitutions undermay,

Ilmplementation of short--term overseas staff training
and expatriate TA underway,

Training and applied studies plan for new fiscal year
underway.

Long-term training program for first MS/MA candidate
connences., .

Collaborative actions with national/international
institutions implemented.

February 1992

o

o

o)

0

Q

External project evaluation held. Evaluation
concentrates on progress toward dinstitutionalization,
training and applied studies plans.

Second annual training and applied studies review
workshop held.

All regular annual planning exercises for upcoming
Fiscal year Finalized.

)

nts for selection and placemeni. of second
ong--term training program f(inalized.

Second 2--year training and applied studies plan
completed.

Long term training program for second group of MS/MA
candidates comnencas.

BEST AVAILABLE COFY -
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February 1993

0 [hird annual tealning and applicd studios rouiow
workshop held.

O ALL regular annual planning exerclises (o upconing
Flscal yoar tinallzod,

0 ALL arrangements for placement of last group of M&/Mn
candidates tinallzed,

0 First MS/MA graduate program completoed.

July 1993

0 Third annual training and applied studies review
workshop held.

February 1994

0 Fourth annual training and applied studies review
workshop held,

0 All regular annual planning exercises for upcoming
fiscal year finalized.

o Second group MS/MA graduate program completed and
graduates in place.

0 Second external evaluation scheduled 1o analyze
progress toward end-of -project status, make
recommendations for post--project five year plan, and
coordinate with donors on anticipated needs in the
irrigation sector over the medium term,

June 1994

o Project ends, with consideration by DOl und USAILD of
tuture collaboration, it any, in this tield.

ot
P
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ANNEX 2

LIk SYS1EMS MANNGEMINT INT T

Obhjectiva

Ihe objectivae of this comporient is to sirenglhen |he
capacily of kthe DOL Lo dmplement. (1s Seclor Progran by
establishing & Systems Management Unit in the Departimenl of
(rrigation (DOL) responsible for guwiding and overseeing Lho
NOL's newlyradopted participatory approach to irrigation
davelopment and wanagement., The approach was Firsl introduced
in the DOL on & trial basis in the Systems Management Division
of the TMP, with the expectation that it would ocventually ba
regularized within the DOL. Subsequently, the DOl has adopted
the participatory approach in all of +dts activities. The draft
Irrigation Master Plan proposes incorporation of & permanent
Systems Management Unit to administer Operations and
Maintenance, Water User Organizations, and Monitoring and
Evaluation aspects ot the Lrrigation Sector Program. fIhis
component of the redesigned lrrigation Managemenl Project,
therefore, follows both From predecessor activitices and Fron
evolving policy directions within the DOl and the Ministry for
Water Resources.

1.1 Context

With the promulgation of the Basic Needs program, which

enphasized irrigation development, HMG/N assligned tormidable new

responsibilities to the DOI, which it reorganizedc in 1987 to
incorporate irrigation elements of the Department ot Agriculiure
(FIWUD) and the Ministry of Panchayat and Local Development
(MPLD). This led to a thorough restructuring to enable the DOI
to undertake a considerably broadened role. Whereas {he DOl had
previously been highly centralized, concentrating primarily on
the construction of large-scale projects since the wid.-1970s,
the reorganization gave more responsibillty to Regional

rates, created District lrrigation Offices,
kention to small and medium-sized schemes,

and redir‘
in additi

called tor Ferles plrticipation in all stages of irrigntion
development, ‘including capital cost recovery. 7The Irrigation
Sector Program, initiated in 1988, contained the ftirst
manifestations of the new policy. 1is provisions for farmer
involvement in rehabilitation and new construction, the eventual
turnover to farmers of small and medium-scale schemes, and Lhe
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introduction of Jolnt management in large scale schemoe, ol |
signaloed a signiticant rooricntatdion of DO priorilios and
operal fons which recognizes Lhe neoed for walor usors o
participale acltively in treigallon dovetopment aned managomont
Fho now orientalion was (urtheor arvliculated in Lhe [eeigat ion
Legislal ion 20485 and netion Plans tor turnover and Participal ory
Managemenl., issued in 1989, concurrent, wilh JTwplomentat jion of
Lhe World Dank -Funded Lerigatlon Line of Credil, and Lho nHB's
Lerigation Sector Projact, both supportecd by UNDP. [ unded
Fechnical assislance,

1.2 Rationale

The policy statements and donor-funded fField operalions
share common eleaments ot TMP's SMD approach: emphasis on Farmer
involvement from the beginning; the use of field slaff
(Association Organizers) to organize tarmoers; and tho assumpiion
that the DOL will eventually relinquish Q&M responsibility for
part or all of the system.

The directions are clear, bui procedures are nol.. Much
work remains to translate policies into practices, and to
develop procedures which facilitate the processes and lead to
desired outcomaes. However, no part of the DOJL currently has
responsibility for developing policies and procedures, advising
or directing, or monitoring {he participatory process The
draft Master Plan for Jrrigation assigns these functions 1o a
re--organized Planning, Design, and Research Diwvision reporting
to the Deputy Director General (PDR).

The Mid-Term Evaluation of the Irrigation Mdnngomvnt
Project recommended that its Systems Managemeni Division be
absorbed directly into the DOI, as originally designed, instead
of being maintained on a project basis. The project structure
isolates [MP activities From the Department, making it difticult
to transfer lessons learned, and exacerbating the "project"
tendency to apply resource levels and procedures which cannot
possibly be sustained in a broader program. Subsequent events
have demonstrated very clearly the need tor the DOTI to assign
internal r  ;9ntjb1]ity for the participatory process, to

Hightze the functions ot the SMD, lest the Sector
Wto y.t another series of "projects" which cannot
,onsoquontly, the DOI and USALD/Nepal agreed to

ﬁt?anmform the SMD from a "project" to a

A ,' [y vh
. I

This redesign has been guided by recommendations of the
Mid--Term Evaluation, particularly the statement of a "New
Strategic Framework," which was reflected in the NOl's "iheme
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Papar" propiarad for Lhie design, as well as bricoling notos
prepared by (MP consultanls and olhor noles feom IMP s1ald I
addition, this effort has benefliled groatty (eom he
organlzational and procodueal recomnendal vong containoed in 1 he
Nnetion Plans for lTurnover and Participal ory Managomenl (soe
BiblLiography), which provide a basic structnre {or
fnstitutionalizaltlion,

1.3 Objective

fhe objective of this dnstitulionalizalion process is Lo
strengthen the capacity of the DOL to dmplement its Seclhor
Program by establishing permanont. umits within the DOL which are
responsible tor establishing policies and procodures,
monitoring, and implementing those elements of the program which
deal with irrigation user participation and thae improvement of
ofp2rations and maintenance capabilities wilthin dirrigation
systems,

The lrrigation Sector Program aims te dmprove drrigation
pertormance by directing attention to management: questions, as
well as civil works. In existing systems, i aims to engage i1he
active involvement of beneticiaries in rehabilitation works and
the preparation of operations and maintenance programs, and then
either transfer the systems completely to ftarmaer groups or
establish a joint DOl-beneficiary participatory management:

structure. New systems will introduce the participatory concept

from the beginning. Four concepts are integral elements of the
SMD approach: (1) securing the participation of farmers
through water user organizations (WUOs) and associations; (2)
developing technically sound and socially acceptable operational
plans; (3) jointly undertaking a physical iwmprovement program
(Essential Structural Tmprovements, (ESY] in IMP terminology
which has been adopted by the DOI) which supports the
operatiovnal targets; and (4) establishing viable maintenance
programs with clearly defined responsibilities. ‘The Sector
Program also has recurrent cost recovery objectives which were
introduced through the SMD and will be the responsibility of the
new Systems Management Unit of NOI.

concept is new for the DO, and its
' ‘.well-developed nor certain fo lead to
desired ojd 15 @. institutionalization requires a strong
field basej 8uitde nacessary experience tor retinement and
4 wikply, new field staff are/will be
“wégular DOL staff are not necessarlily
familiar with the participatory approach, convinced of its value

or prepared to implement it. Strong, clearly articulated
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direction From Headaguarters and 1he Regional Direclorabog v
ossontial for succeoss,  Consequently, SMU wiltl he
inslitutionalized at Headquarters, Reogions and Districls,
Similar capacibty must also be developed in Lhe Projoecl O ices
which manage large schemas wunder DOL ar Developiment Board
managemernt

2. Instilutlonalization of systems managemenl activilies
within the Department ot Lrrigation

SMD will be dinstitutionalized at three levels of Lhe DOL
corraesponding to its three major tuncltional levels: Ceontor,
Regions, and Dlistricts.

2.1 Existing Structure and Roles

The structure of the DOl is still evolving since
reorganization :in early 1988. Lt has three basic runctional
levels:

Headquarters - sets general polivcies, plans, approves
programs and budgets, wmanages central -level projects,
and provides general supervision and oversight.

Regional lrrigation Directorates (RID) - - set and implement.
policies; review and aggregate District programs and
budget:s; manage regional projects, allocate budgets to
Districts; assist Districts in scheme identification,
preparation of feasibility studies and approval of
designs; supervise and monitor District--level
activities.

District lIrrigation Offices (DJO) -- design and/or manage
implementation/rehabilit:akion of tarmer managed
irrigation systems funded through the District
Panchayat, manage small and medium DOL schemes, promote
farmer participation through water user organizations.

s

jacts are implemented and managed as
. - DOI centrally, or through Development
‘“g' @¢tively create parallel bureaucratic
structure ENese Rrojects huve their own offices outside of
the juris of District Oftices. These schemes, and all

new ones, are to”adopt participatory management regimes.
DOl headquarters is divided into five divisions: Planning,

Design, and Research; Small Irrigation and Water Utilization;
Medium and Large Irrigation; Groundwater Utilization; and River
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fraining and Environmental Prolection, frnwdeition, Thero ape
an Administrative Division and Nccount Divigion Regg ioneal
Directorales have Lwo administrative scocl fons and Lhreo
funclional scclions:  Construction and Maintenance: Planning,
bosign and Feasibilily Study; and River lraining ard
Monitoring. District leeilgation OfFicos vary in comploxily,
roughly depending on the magnitude of DOL involuement in heo
pistrict., AlLL DIOs bhave a Smal) Lrrigation Project and River
I'ralning Section; larger ones have an O&4M Seclion and & Few
okhers also have a Groundwater Utilization Soection. Fhao
reordganization also calls for the creation of a Disteict-level
NO, or AQ Supervisor, but these pos:itions have not been Filled
vet, and will be filled only din conjunction with implemenlation
of the Seclor Program,

Overall, the DOI structure contains many empty or vacant
positions bacause of an actual shortage of stabkt due to hiring
freezes, and because many staff are seconded to temporary
positions in Projects. Headquarters, Regions and Districts are
all under-staffed.

The overall hierarchy is dominated by ties between office
heads. That dis, the District lrrigation Engineers report to the
Regional Directors, who report directly to the Director
GGeneral. Comnunications From a division or section flow up to
the office head and down to the head of the lower unit, then to
a section, and vice versa. There are no direct tunctional fies
between divisions or sections on different levels,

2.2 New Structure and Roles

The institutionalization of SMD as the Systems Management
Unit within the DOI will require changes at all three levels,
with roles and functions corresponding to the level. Projects
are also expected to establish similar units. The whole
structure nust be involved becmuse to establish a unit only at
Headquarters will not affect field implementation, and having
units only at the District level, the operational level, will
not affect policy.

The § Iﬂp»hﬁﬁially be institutionalized as the Systems
Managemen gnm- the Planning, Nesign Division of DOU, led by
an AssistéRNBErekary level Maunager. As outlined in the
Organizat: r.the PDR Division, the Unit will consist of

: ‘Operations and Maintenance (0 & M); Water User
Organizations; and Trrigation lLaw. On the Regional lewvel, a
Systems Management Section will be created, led by a Senior
Divisional Engineer. On the District level, a Water Users Unit
will be created, led by the Association Organizer Supervisor.

|
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Project offices will also assign such responsibilil ics,
prosumab Ly bo units similar to their conntorparts in Lhe rogular
DO hierarchy,

(e SMU Tn DOL Headguarters will have (he (ol lowing
funchtions:

1. Develop methodologies, procedures and guidelines (or
mobi Lizing Farmer participalion in irvevijigalion sysloms
through Water Users Organizations (WUOQ), which assume
respons-ibility For operations, malntenance and resource
mobilization;

2. NDesign, contract for consultant assistance fFor, and oversee
pilot activities to test and retine lurnovaer and
Participatory Management. concepts for broad application;

3. Based on the results of pilot activities, develop
procedures and guidelines and provide guidance and
supervision to the Regional Irrigation Diraectories (RID) to
implement the participatory approach in all new systems and
in the Participatory Management, Turnover and Assistance to
Farmer Managed lrrigation Systems (FM1S) programs;

4, Develop methodologies, procedures and guidelines for
systematic operation and maintenance (0&M) for the Turnover
and Participatory Management programs in both new and
existing systems;

5. Monitor the implementation of these programs and update
guidelines and procedures as appropriate.

The role of the SMU is that of advocate, resource and
guardian of the participatory process in all DOT operations.
Regional and District units will be clients, informants and
colleagues of the SMU, as described below.

Assistance to FMIS programs is nol a new concept in Nepal.
The former District Engineers under the Ministry of Panchayat
and Local.- D.gnlopment had such & program, as did the Farmer
trrigatio gter Utilization Dlvision of the Department of
Agricul turg ® ADB/N. However, it is new for the
Depar tinents} vigation. Until the District Irrigation OFfices
were crea ing ‘the recent reorganization, the DO could
only assist’éxtisting systems by taking them ower entirely.
Currently, however, the DOI is mandated to help creale WUOsS, or
strengthen them if they exist, and to involve them in the
planning, design, resource mobilization and construction of new
systems, as well as constraint/need identifFication in existing
systems. Upon completion of the work, the DOI then withdrauws,
leaving the system completely in the hands ot the WUO.




Iha Water User Organlzation Section of SMU will bo
responsible for formulating policices and procedurcs Lo assigt
DLOs and Projects promote participation by torming and/or
actival ing WUOsg .

Ihe principal agent in the WUO activity, bolth in tho
TMP/SMD and Lhe terdgation Sactor Program, s Lthe nNssociablion
Organizer (AO), a (ield-based person whose role is frequaently
characterized as that of a "catalyst." Thoe n0O s employed by
the DOL, either on direct time-limited contract or Lhrough a
larger contract with a private technical assistance consulbancy
firm, He 18 btasked with working with farmers to help them
organize and strengthen the organiczation, tacilitatbing
communication between the agency and WUOs, training WUO
leaders/membaers, and wmonitoring WUO performance. This model For
the AO role has bheen adapted from the "Community Organilzer"
model First developed in the Philippines and then spread to Sri
Lanka and elsewhere.

The A0 role is still being defined in Nepal. The IMP
followed the above outlline, but other manitestations ot A0s have
added other bureaucratic functions to the AO scope of work. 1n
addition, the role of Lhe District-level A0, or NO Supervisor
sanctioned in the DOL's organizalional chart, will surely become
more bureaucratic than catalytic. The SMU will guide the
evolution of the AO role to assure the integrity and success of
the participatory approach, and to keep the role as modest as
possible in order to ensure that the DOT does not unwittingly
create an impossible manpower burden For itselt. The A0 role in
Turnover and Assistance to FMIS can be expected to be temporary,
but AO0s may have permanent roles in tha systems which adopt.
participatory management.

Specific responsibilities of the Water User Organizations
Unit will be as Follows:

a) Strengthen the AO program by defining the role of RAOs and
the content of their training, and developing procedures
for plagement, field operations, supervision and phasing

Os under different managewmeni: regimes;

b) Assis Jementation of 1lrrigation Regulation 2045 by

. G '9cadiires for registration, watercess
colle 3. and WUO activities, and arranging for
appropriate training for DOI statt through the Research and
Training Unit of the PDR Division;

c) Supervise and document the process of Wataer lser
Organization development;

54—
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o) Develop Farmer tralning programs in close coltaboral fon
with the Rescarch and readinipng Unit of PR, was approprinlo;

n) Develop programs o facililale accoss of WHOs ta crodil,
agricultural inpuls and services Lo incroase agricullural
production;

) Nssist appropriate units of the DOL lo develap Monitoring,
Evaluation and Feedback systems (ME&E)

) Monitor and assess the relative dmpact of different nO
roles, and compare the relabive overall timpact of NOs witlh
different functions, educaltion Jevels, origins, and so on;

h) Pay spaecial atteiition Lo developing procedures which assure
that DOl staff strengthen traditional WUOs when Assisting
FMIS, rather than create alternative, competing
organizations,

In conjunction with the Turnover and Participatory
Management programs, the WJO Section will help identity pilot
sites, supervise the implementation of programs, test
procedures and document results, and commission or undertake
comparative studies of similar activities :in other projects and
systems. Out of this knowledge base, the Unit will develop
guidelines and procedures to be followed by the Regional
Directorates and District Irrigation Offices in implementing the
participatory approach in all schemes under the DOIL.

Staff. The Water User Organizations Section will be
composed of one Social Scientist with background in rural
institutions (Class IT Gazetted Ofticer), two Assistant Social
Scientists (11] Gazetted Officer), and appropriate support staff.

2.3.1.2 Operation and Maintenance
The overall goal of the operation of an irrigation sysiem

is to achieve equitable, reliable and timely water distribulion
resulting. 4 #*ncropﬁgd‘agricultural production. Illowever,

sustained §93. dépends on the effective planning and
execution ANt stribution plans or procedures
-~ operat e iintenance.
o »{‘
The re§go 31 g of the Operatlion and Maintenance Section
is to formulate field-based procedures and guidelines and

provide overall gquidance to carry out the activities required
for both the Turnover and Participatory Managed systems. These

tasks include establishing guidelines and procedures for
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el factive implementabion of Essenlial Structural Tmpravemenl
programs; develop Fileld based, detalled oporational procedures
and manuals as roquired; developing plans for ayaloemal jc
mainltenance programs tor DOL schomes ang guidelines aop
assislance to FMIS and Turnover systoems o the cvoenl of
unforescen damage caused by lTandslides, tloods, and similor
disasters,  Stallf should imitially consisl ol & Marnagomenl.
Specialist, an Llrrigation Engineer (2nd c¢lass), two Assislant
Agreicul turul Engineers and two Overscoers.

2.4, System Managemenl, Seclions (BMB) +in Lhe Regional Lerigalijion
Directorates

The Regional Lerigation Directorate (RIND) scls policies,
guidelines and procedures for the District lrrigalion OFtices,
monitors their activities, allocates bhudgets, and provides
general oversight of district level actiuvities fhe RINDs have
three sections: Construction Monitoring; Planming, Des:dign and
Feasibility; and River Control and Monitoring.

The SMU's counterpart in the RIDs wil) be a Systems
Management Section or a sub-section of the Planning, Design and
Feasibility Section of the RID, depending on the ease with which
A new section can be created. IF it proves ditticult to create
a new Section, a Systems Management Sub--Section should bhe
established in the Planning, Design and Feasibility Section,
duplicating the placement of the SMU in the Planning, Design and
Research Division at Headquarters, and providing a strong link
between the two levels.

The Systems Management Section's functions would be similar
to those of tthe SMU, but involue closer ties to the DIOs. In
effect, the SMS will translate general guidelines and policies
into more specific instructions to NIOs, and provide Feedback to
the SMU.

Similar to the SMU in overall mandate, the SMS will provide
guidance and wmoniZor implementation of the participatory procaess
on the district level. 1he SMS will also have a more direct
9. -8MU. in: dmplementing the Action Plan pilot programs.

A
Lo

2.5 Systen Man
OfF1ice

The District lrrigation Office (P10O) is tLhe iJ-plementing
unit ofF the DOL of all fleld activities excepl tor syslams
managed centrally and by DevelopmeniL Boards. 1They will be

+
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clients and informanls for the SMU and SMSa, s ing procoduros
and guidelines preparacd by ULhe SMIL, and providing focdbeck or
Lnproving them,

Ihe straclture of DIOs will viary wecording Lo Lhe yolgl jue
DLO workload, consisting of (rom one Lo {four bechoionl
sections.  Systems Management funclions will be conlored in e
WUA and Oparalions Section, headed by an A0 Supervisor,

DIOs are still evoluing, Sowe DILOs will be activotly
involued in the Turenover and Asslstance 1o FMIS programs, ol hope
NDLOs wihich have very little drrigation and irrigal ion polential
will have a simple structure and very lillle responsibilitly

The WUA & Operations Section will be headed by the 00O
Superuvisor wilth respons:ibililty for dmplement ing hae
participatory approach in all DIO activities hrouyh olher sbafll
of tthe DLO. Specific funcltions are as follows, parlticularly
with regard to the Irrigation Sector Program:

0 to promote participation by assisting Lhe Farmers Lo
organize;

o to assist WUA registration under provisions of lrrigation
Regulation 204%; '

0 resource mobilization;

o) assist WUAs linkages with other agencies {o obtain dinpuls.

AO Supervisors and AOs are to be assigned to the DIOs
concurrently with the implementation on the district level of
the ISP or [(LC, respectively, in different regions.

2.6 Systems Management Functions in Large Scale Projectis

An SMS, or equivalent, wil) be established iin all large
projects managed by the DOl or a Developmeni Board to perform
functions ‘similar to those identified aboue, paying special

attentions g{jrticipltory management. issues, as these systems
are expoc: o ‘whift ultimately to that type of wanagement.
regime. .@,)Wﬂyuhlts would communicate directly with the SMU at
Headquarte 'fﬁa,ﬂur‘ than through the RIDs.

3. 1mplementation Strategy

Nominal institutionalization of the lrrigation Management
Project's SMD can Lake place immediately by transferring i into

¢



Fhe MU Lhal has alraady boen crealod within Dhe Planning,
Degsign and Rosearch Divigion, Howovwor, Lo st itol jonalizo |
ftunclions current by din Che IMP/ZSMD, and adjust hem o
corrospond to the requirements of [he DO wnd e Soelop
Program, wi bl take Lime Gaven an adegonale commitmenl by 1 he
DOL, the process cunt be compleleod in Lhroo sleps

Aa) Conclude IMP/SMD's "projoct” activilive, conwolidale
lessons fearned, collapse the curronl projocl slraetare,
integrate wssmntiml elaments into the SMI, wd develop
linkages with RIDs and D10s:;

bh) Strengthen parallel units in the RID and DIOw, develop |he
HSMU agendag, train staff Lo undertake required funclions,
and proepare preliminary guidelines and procedures wilth RIDs
and DIOs; and

c) Expand the SMU's capabilities to undertake the full
specltrum of raequired tasks through provision ot staft and
increased budget allocations.

3.1 Phase L: Consolidation and Relocation, present Lo 7/91

The first task of the IMP (and SMD) s to take steps which
will transform itself From a projecl lo a program support entily
and permit the SMU to function productively before the end of
the 2047/48 Nepali Fiscal year These include Lhe following:

o] Prepare concrete programs for Sirsia-Dudhaura and Handetar
which identify specifically what is required Lo completo
the ESI program, and develop and implemeni. O&M programs

in Sirsia-Dudhaura, reach clear agreements on tuture
DOIL/WUO responsibilities and authorities:

in Handetar, reach clear understandings on the
mechanism and timing of turnover.

o] Develop a plan for continuing support and monitoring of all
project sites until 1994,

with. RIDs and DIOs, and reach agreement on, Lhe
1d..timing of complete handover of the systems to

g ing resources required Lo implement the

od. above, necessary assistance, costs, and

udgetary support.

i

o With the support of the Director General, NOI, and direct
involvement of the Depulky Directors General, especially the
head of the Planning, Design and Research Division, develop
a manpower deployment plan which will most efficiently




absorh (he skills and experionce ol coreenl IMP slalt inlo Lhe

SMU,

and distribute romaining slall olaombore Lo cnabi e tho DOt

Lo gain max-imun benel TU trom thoir skills wd oxpor icneo
ldentify SMU posilions which TMP/SMD atall coannol boe expeclted Lo

(il

QO

0

salistactortly, and appoint personnel Lo i bl e,

Lomediabtely implement Lhe manpower doployment plan and
integrate the [MP/SMD bucdget into Lhe My

SMU prepares dts first Annual Plan for the next Nepal:
fFlscal yoar, including realistic btargels and badgel
estimates,

Under supervision of SMU, transfoer GSirsioa Dudhadra and
Handetar o their respective Regional and Districlt otfices

and begin dimplementation of the support and monitoring plan,

Each RID should prepare a statf reorganizat.ion plan which
results in the creation of a Sysiems Management Section or
Sub-BSection, the assignment of stalf to positions, a
clearly established set of relationships between these
stafFF and others 1in the RID, and identitication of needed
staff or skill development.

Each RLD should prepare a statfing plan and Limelable For
the establishment of WUA and Operations Units in D10s,
corresponding to the implementation needs ot the LLC, JSP,
Action Plans, or other activities which depend on the
presence and functioning of AOs and $A0s.

DOI prepares a general plan for dimplementation of the pilot
programs contained in the Action Plans, including a
timetable for developing methods for preparing site
profiles and institutional analysis, and methods ftor
developing agreements, undertaking ESY, and planning final
status. Plan is discussed with respective RID and DOILs and
modified according to agreements reached on :implementation,
support and monitoring roles and responsibilities.

‘hﬁﬁrt of ILC Technical qunstance, aMU beg:ns

PIRNges lﬂd conducts joint SMU/RID/D10 workshops to
discusiﬁPolus and responsibilities, identify Jlines of
communication, clarify guidance, suppori., supervision,
reporting and implementation requirements ot ceach unit, and
program regular meetings to establish communication miihjn
and between units to support the institultional learmning
process,



3.2 Phase LU bFstablishing and Steongthoming Phie SMSa gl
Disteiclt Unilsa, July 91 to July 92

Fhe socond phase wmi bl concontralo on ostabboabiioeg ity on
Lhey Regional and District levels, articilal Froeg Uhvee SMNE wegenngd e
and developing an action program, and peoparing guidobines and
procedures.  the Mirst task of Lhe SMU is Lo hegin slrateglizing
and Lhinking in a programalic mode, developing priorilies and
approaches to Fulfil its role as advocate, resource wnd guardian
of the participalory procuess.

0 SMU preparves an dnstitulilonallzing agonda which specifl ics
its mandale, develops a realisiic timelable for assuming
responsibilities and producing outpuls, and highlights
achievable benchmarks .

o SMU prepares a long term Aclion Plan which specifies tLhe
responsibililties of staff for producing outputs, identities
required resources, and sets a clear timetable for matching
resources and responsibilities to meet required outputs.

0 SMU develops detailed implementation plans for activities
contained in the Action Plans and creales working
procedures with RIDs and DIOs for carrying Lhem out..

0 SMU develops guidelines for implementing Lhe participaltory
approach in the Sector Program, specifying differences in
new construction, furnover, Participatory Managemeni and
Assistance to Farmer Managed Irrigation Systems, and
develops a long -term program to test and update the
guidelines.

0 With SMU support, R1Ds and DIOs establish counterpart

units, develop imutually compatible work plans, and beqin
functioning.

0 Based on stuffing patterns and capabilities, SMU works urith
.he Research and Training Unit of the PDR Diwision to
Paini programs appropriate 1o the needs of

Once the SMU and its counterpart units are established and
functioning, The DOT will devote attention and resources to

increasing their capubilities to guide, oversee and manage the
participatory approach.
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lahto 2 |
Level of Llforl for technicoal Aaaisbanco

Systoms Manegement Ml

Posil iorn pecializatiion Moo ol s ol
C(UEG L, 000),

Long~lerm Consultoants

lerigalion Lerdgation Sysbam Managoment,
Enginear oporations and maintenance,

(expalriate) Cost. Racovaery, On Farm Wataor
Management, Microcomputer
use for Oparation ol Lrrigation

Systems JO 600
Comnunity
Irrigation
Speclalist
(Nepali) 36 44
Social
Specialist -
(Nepali) 36 48

Sub lotal 102 696

Short--Term Consuliants

lrrigation Establishment of Maintenance

Operations procedures and performance

Engineer evaluation gudelines for

(expatriate) irrigation ) 1%

Irrigation tstablishment of Maintenance

Maintenance qudelines, procedures for

Engineer diagonosis, planning and

(expatriatezﬁ wlementation % 11%
. y ', ‘(

Nateerqﬁ

Specia’l$H gkrative requirements

(expatri 8l requirements 2 46

Provision e fcbncnlﬁint services as need

arise (expatriate) 3 69

Provision for consultant services as noeed

arise (local) 15 19
Sub Total 30 364

e S038 sl SIS I

Total 132 1060
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d)
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leghnigal naaialonee Sehedulo

Ferby e

vystems Marnagemen

Pogition
Long -term Expatriale
Long -Lerm lLocal
Short-tarm

Irrigation Operation
Specialist (Expatriate)

Irrigation Maintenance
Specialist (Expatriate)

Water- Law Specialist
(Expatriatae)

Provision for Unidentified
Consultant (Expatriate)

Provision for Unidentified
Consu'ltant (Nepali)

Total

(Lorson Month )
Cost (115 B ono)

Loy

)
they i
YO Y92 1Y 93 1L Y'94  lola
L2 2. - 0 .30
200 240 1)) 0 HO0
28 20 A2 10, 12
42 i 16 i3 96
2.5 2.5 0 0 &
DT H 57.H 0 0 115
LAeh 2.5 0 0 _.h
BRT BT 0 0 1%
] 1 0 0 2
23 23 0 0 46
0 1.5 1.5 0 3
0 0% 38 % 0 69
) 4 3 3 g__l 5_
7 A ) ) i9
a7 A47.% 21.% _13 132
417 448 .5 154.5 17 1060



0 MU and Tls countoerpart wnils catabbiah o doar Linleagos,
and smoolh working rolationships

0 Aol workahops aere held on the eogionol and noal ol
fevel to reviow progress and highlUight soecowues apd
additional neods, ‘

0 Regular Lraining programs aro implemontod, neing (he " fask
Force" approach whaonevor approprialo.

0 Sector Program activitios are monitorced and cvalualed Lo
identify lessons learned and dmprove guidelines and
procedureas .

0 Guidaelines and procedures are revised and updated, in Jight
of aexperience,

4, PROJECT INPUTS

4.1 Technical Nssistance

Technical assistance for this component of {he redesigned
Trrigation Management. Project will lFocus nolk only on $SMU
requirements at central level to complement the A provided
through UNDP funding but also will assisl in the establishment
of SMS at regional and district levels. 1This technical
assistance will support tield activities in conjunction wilh the
TA provided by UNDP for projects funded by the World Bank and
Asian Development Hank.

The project will provide approximately 102 person months of
long term and 30 person-months of short .term TA. long term
technical assistance will consist of 1 Irrigation Engineer
qualified in irrigation systems wmanagement (expatriate) and 1
Community Irrigation Specialist (Nepali). Both long term 1A
will be stationed in Kathmandu to assisl in the establishment of
SMU and the development of its programs but will spend
considerablgtime -in the field supporting regional and field

staff.

The‘k .lrm 14 will consist of 1% person-months of
Foreign,g‘ 0 provide expertise in specific Fields related
to SMU act ‘fes” and' 15 person-months of local consultant

services mainly to support field activities

4.2 Training

The Systems Management Unit staff al Headquarters, Regional

o o




Direcltorates and District Terigalion O fcos will roeoive
training undar Lhis project spocitical ly dosignoed to sbronglly
staf o conbributlons as Individuals and e Teams Lo dovelop and

inp loment sysbom managoemont progeams Some stall i bl beo sont
abroad (or Masltors level degroo bteaining, chorl couracs ad
study tours,  Soma stafl will roceive Nse  bngineering Leaining

Ln-country for upgrading the skills of oxporicnced oversours .,
Ln-country training will be providod 1 heongh Lhe rognlae
procedures of the DOY, managed by the (raining and Research Uil
of the PHDR Division,

4.3 Commodities

the office equipment, fleld equipment, wnd vehicles
prouided to SMD through the original Lrrigation Management.
Project will be reallocated to the SMU by DOL. ndditlional
equipment will bhe purchased under the redasigned IMP to support.
Systems Management. Unit activities at Headquarters, Reglonal
Directorates and Districlk offices.

4.4 Construction

In order to consolidate the activities underlaken in the
jointly managed systems, limited fFunding will be provided the
Systems Management Unit to continue with an ES) program at the
Chandra Canal tield site, and a wmaintenance program tor a

limited period, complementing rather {han substituting for Lhe
regular 0&M budget of the District Irrigation Oft-ices.

4.5 Qperating Support

Over the duration of the project AID/N will fund some of
the operating costs of SMY, such as a portion of Lhe costs for

the contract professional staff and AOs in the field sites and
AO0 Supervisors in some of Lhe locations where the pariicjpaiory

approach is being implemented. AI1D/N suppori for Lhese costs
will steadily decline while the HMG/N share will increase so

that by 1994 HMG/N will be responsible for all recurrent costs.
5.  END OF/PROTECT. 9YATUS

gemgnt Unit is permanently established in the
wPlanning, NDesign, and Research staffed by A
class), and composed of three sections:
Operatfons Ané Maintenance, Water User Organizations, and
Irrigation Law, all staffed with permaneni. employees,

* SMI) has developed close links with reorganized regional
level Systems Management SeclLions, and augmented District
Irrigaltion Engineer offices,

» Staff engaged in Systems Managemeni activities
appropriately trained,
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Ndeguate budgels allocalocd by HMG/N Lo wappor b Syst o
Managoment acbivitios al cenloer, rogional, and distirinl
Foue Ty,

Systom turnover ol Handetar aod parlicipal ory wanagononl al
Sirsia Dudhayera and Chandra Canal silos {fancl ion
sucecessiully.

EfFfeclive water user associdalions formed wille soapporl (rom
DOL tield stalf and Systoms Managemenl Hnil, bised on
axparience from the LMP pilot aclivities as well as obher
irrigation schemes,

Close collaborative Links established with other donors,
Dotailed oparational procedures and manuals Lo jimplemenl
the O&M process developed and used in tLhe implementation of
irrigation wmanagement Action Plans,

Guidelines to prepare maintenance plans and budgels
developed and adopted by DOT,

Benchmarks

July 1991

» A System Management Unit (SMU) is set up within
Planning Design and Research NDiwision of DOL

* Staff appointed and in place

L [MP staft relocated as appropriate

* Long term TA contracted and in place

i Sirsia-Dudbhaura and Handetar Hdrrigation systems

reintegrated administratively into their respective
s and regional directorales.

6? implementing the participalory approach
4. 4 “component:s of the sector program completed
?‘ﬁtiﬁﬁihlted to DOI offices nationwide

o Detailed plans for implementation ot Action Plan pilot
programs developed

BEST AVAILABLE COPY
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July 1902

" Dacumental.ion comploted oy Sieaia Dudbcuera ond
Handetor sibtes, and "lTessons Tearned divaominal o

* SMU has esbablished ¢lear Linkages, cloar oxpoclal jong
and smoolh working rolations wilh rogional and district
uniks, as well as with olher eloments ol HOl
organtzation,

February 1992

Extornal evaluation on progress |owards
institutionalidzation completed,

February 1994

Second external evaluation to analyze progress {foward

end-of -project status, coordinated wilth evaluation of RTU
component. . ’
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ANNEX 3
FOGICAL FRAMEWORK

Program o Gector Gonl

to dinprove Lhe capacity of Lhe CGovernment of Nopeal, through
Lhe Department of Levigation, Lo respornd Fo the incromsoed
national need for effective irrdgation systoms contribuling to
enhanced rood production [1].

[1] Note: The original Irrigation Managemenl. Project Paper
callaed For the goal "to dincrease the total agricultural
production from irrigation systems in Nepal." Hecause
irrigation is a necessary bul not sufficlent condition of
improved production, and increased production wlill not
necessarily contribute to increasad Nepali consumption, bthe
project goal i$ redefined for clarification because of
these obscured causal relationships, not because of a
rejection of the earlier goal.

Objectively Verifiable Indicators

1. 1lrrigation effectiveness improves as measured by’
percentages of actual system coverage in bolth summer and winter
seasons.

2. Farmer involvement, a prerequisite for effective
irrigation in Nepal, is expanded Lhrough tormation and
registration of water user associations,

Means of VYerificatlion

1. HMG/N statistics on percentages of system area actually
receiving sufficient water in both seasons.

2. HMG/N statistics on: 1) turnover syslems Lo WUAs; 2)
jointly managed systems that were completely state controlled;
3) tradltlonllly,fnrmor managed systems; (4) registration of
water userg;fA,ﬁ', ,

1. N
increased grﬁ«J

production.

2. HMG/N prouides sufficient local resources to carry out
program,

BEST AVAILABLE COPY

-&7--



3. HMG/ZN cont inues 1o stress OAM, WHNe, ool ol bher pof oems

4. honor support for irrigal ion relorms conl tntes al high
leve !,

2. Projecl, Purposo

o slrengthen the Department of Terigal ion's capacity Lo
implemenl. parlicipaltory approachaes in ils dreigal ion managemoent
and farmer assistance programs by institulionalizing an i house
Leaining dnstitut-dion and a departmental unit responsible oy
field-oriented activities,

End--Of-Project. Stalus

Research and Training Unit:

1. Established on a permanent basis at cdivision level with
a permanent manager and appropriate permanent staff and status,
and with fiscal and adminlstrative flexibility,

2. Developed curricula and modes of training, with
in-service training recognized by HMG/N as credil toward
promotions.

3. Collaborative links with internal and.externaj Lraining
and research organizations,

4, Delivered effective tréining programs at all
appropriate levels with staff fully utiliczed.

5. Formulated and executed annual and biannual training
and studies plans.

6. Close symbiotic relationships established with other
donors in the irrigation ftield.

7. HMG/N provides sufficieni local resources to cover
operating costs of the Center.

q,'ﬂont unit established within {he NOl's Planning,
jéaréh Divis-ion appropriately stafted by

proFessionullywqdilifiod career employees.

2. Effective monitoring, evaluation, & Feedback systems
built into the unit.

3. Appropriate and effective activities carried out at

pilot sites with resulls applied in other systems and in
training programs.
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4. Closo collaboraltive Jinks ostab’lishoed it e of e donoesy

5. Glose integration of headquartors, regional, ard
district aclivitics

6. lesting and application of improved oporeal ions wnd
maintoenance activities undertaken, wilh some in place.

] 7. Pilot sites operating offectively lurned auer Lo
Farmers or to joint Farmer -ndgency opaerat jon,

Means of Verification

1. Joint DOL -USALD evalualions
2. 1992 external evaluation.
3. HMG/N roeports.

Important Assumptions

1. HMG/N wi'll take naecessary steps Lo approve of
institutionalization with assignment of permanent stafl ail
appropriate levels. :

2. HMG/N will approve/a flexible management system {0
enable the organizations tof operate eftectively.

3. Field-oriented research can influence ‘irrigation
policies and training.

4, Close supportive links will be maintained belween
center, regions, and districts.

3. Qutputs
Research and Training Unit

1. RTU established at Division Jevel with appropriate
permanent, Iilft. :

2. N ';norionted practical studies carried out by
permanentSkatf: and qualified professional consultankts and
INCOPPOPCA : 1trlining

3. Training pwograms executed at capacity levels and
demonstrably effective.

Magnitude of Outputs

l1a. Manager of RTlU is Class One ofticer,
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b RIU has appropriate tiscal and adminisleal e
floxilbility,

2a. draining programs carried oul al wvarious [oucls wilh
approximalely LOo individuals Crainod during Yhe iral Lo Ve

2b. Iraining recognized by HMG/N and donors as prrroviding
assential services In meeling Nepalese needs, and tunding for
core activitles increasingly provided by 1 hem.

Systems Managemen(. Unit

oA unit within the Planming, Design, and Rosewarch
Division established,

Magnitude of Qutputs

Ja. A permanent Manager assigned with core permanent staff.
la, Data on effective levels and criteria for WUAs and the

A0S 1is fed back into DOL activities and training at. appropriale
levels.

Means of Verification

Through periodic evaluations and data collected from DOI
and other donors,

4, I1nputs

1. Training
, RTU: Long-term training, 96 monihs.
Short -term training,

and Study Tours 26 months
SMU: Short -term training '
Study tours 17 months

2. Technical Assistance
RTU: Long-term, 132 months
L ~8hort -term, 90 months
“”‘?TSMU Long--term, 102 months
e Short -t.erm, 30 months
Local technical assistance

3.
$70,000

SMI); $50, 000
5. Construction

SMU . $400, 000
6. RTU Operations $ 420
7. SMU Operations $ 400
8. Project Evaluation (see evaluation plan)
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Means ol

Verif el ion

Audit reports, site vigit
reports Lo USALD/N semianmuial Ly and annoal by

S, annel

-71-
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NNNEX 4
PROCURLMENT P AN

Commoailics

SN has already supplied (or has on order) Che vagenl fal
commoditics tor Lhe operation ot the lerigaltion Managemenl
Projecl. these include wmaterials lor the curront 1MP Office as
well as Lhe [MC and MDD As Lhe projec! is transtorred to
direct support of the JTrrigation SeclLor Program in Uhe Planning,
Dasign, amd Research Division of Lhe Department of Lrerigaliion,
tha physical assels of the Project OfFice will bhe dislributed Lo
the two project elements, the Research and Fraining Unil and the
Systams Management Unit, which will!l become Lhe components of (he
restructured project Until the Departwent of Jrrigaltion
approves this restructured project, the actual allocation of
each item of these assels Lo Lhe RIY and SMU cannot be
‘determined. Therefore this plan cannol provide the specificity
possible in a new Project Paper.

The redesigned Irrigation Management. Projecl will require
additional equipment, however, to support expanded and more

important central operation.

Of the $965,000 estimated for commodities in Lhe initial
TMP PP approval, $430,000 remained unspent. and uncommiltecd on
October 1, 1989. $50,000 for SMU and $70,000 for RIU is
proposed for comnodily procurement the remaining fund is
reporgramned for other activities. ‘The RTYU will require
training and operational equipment., some of which has been
identified by the IMC. The SMU will need greater mobility to
comnunicat:e directly with sites in the fileld, and should have
enhanced computer capacity, especially in dealing with watercess
collection and other dissues.

Upon project approval and the appointment of senior staff
to each organization, USAID/Nepal and the Department of

Irrlgatxon W ll.jointly prepare a revised procurement plan with
y.

Seruicesf

Expa S te *ﬁ i¢al assistance under the original
Irrigation ' Man fﬁﬁﬂt Project, as the Mid lerm Evaluation Report
demonstrated, was inmdequate from a number of standpoinis, and
local technical asgsistance was spoltiy rhe new programming

opportunities and mode within the Department call for a new, and
more effaective and afficient, sel of Lechnical assistance

services.

BEST AVAILABLE COPY
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Upon approval of rhe rodos bgned P i b doms Mo rope |
Projoct by HMG/N, USATD/Nepal will contracl fop Fovevey Lo
expatrialo and Nopali technical assistanee, anl Logol hor wiUh
Lhe Department of Veeigal fon wil l begin idenlifying apocif i
profossionally qualitied indluiduals and inst il romng wha gl
bo contracted for longer Form assi grmoent s, o for spocific
shorl Lerm tLasks, relatod Lo 1 he operal ions of The Research and
fradining or the Systems Managemenl. Unils within | he Planning,
bDesign, and Research Division ob the DOIL.
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ANNEX Y

CALINCH EXECUTTVL SUMMARY PORITON | ROM 1MP M1 N
REPORIT)

Funttint 1o
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NNNEX ¢

(N Inen SCOrL o) WORK 01 ymp h'lm.‘:f(:m)
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NNNEX 7/
HIHLLQGRNAPIY
Government ol Nepea)

Progremne tor bullillmanl of Hasic Noods (198% 2000)
Kathmandu, Fobroary 1989,

Working Policy on ITrrigation Developmenl for Tulf il lnent of
Basic Needs. Kalthmandu, 1988,

Action Plan For lurnover Program, Kelblmendu: Deparlnonl, of
lerigation., May 1989,

Action Plan for Participatory Management Progremam,
Kathmandu: Department. of Lerlgation. May 1989,

Background Lnformatlon for the Redesign leam. Lrerigation
Management Project. Eask Consult (p) )td. Kathmancdu, August 1989,

The World Bank

Nepal. Policies for JYmproving Growth and Alleviatling
Poverty. 1989.

Nepal. Agricultural Sector Review. May 26, 1989

Staff Appraisal Report. Nepal. Mahakali lrrigalion UI
Project. May 20, 1989,

Nepal-Groundwater lrrigation 111 Project. itnitial Executive
Project Summary. June b5, 1989

Asian Development Bank

Nepal Country Development Straleqy Statement FY 1989,
January 29, 1987,

Nepal. 1rrigation Munagement. Project (367-0153). 1986%.
98 Nepal's Small and Medium Scale lrrigation Section November
19684,
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L8paN
Leeedgabtlon Managoement. Projoect Midiorm tvalualion Repord

Kat hmanda, April 1tou9

Othor
Pupuors [rom @

lrrigation Management 1in Nopal. Roscarch
Bharatpur, Nepal, 4 6 June 19487,

Natiornal Sominar
Rose, Leo. "The Nativnal Politicel Culture in Nepal.,"
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ANNEX 8

PERSONSG CONGULTLD FOR PROJECT RIDESTCN

Governmont ot Nepal

=

Karkl, DG, DO
Aryal, Project Diraclor, IMP
Adhikari, IMP
8. Neupane, Director, [MC, IMP
.Pant, DDG, DOL
Gajurel, DOL
M. Shrestha,D0G, DOL

Ansari,DDG. NDOT

Gautam, consultant, DOI
.B. Pradhan, Executive Direc:or, Nepal Administraljve Slaflf
sollege
.K.Pradhan, Secrotary, Ministry of Water Resourcaes
+R.Basnayat, Sacretary, Ministry ot General ndwinistration
.B. Shrestha, NPCS
L. Kayastha, Central Regional Direclorate,DOI
.N. Regmi, DG, Dept. of Agriculturae
Dip Raj Sharma, Execuiive Director, APROSC

Bhupendra Aryal, MWR

T O XCT

mzme’)GC 222 29N -~

The Donor Community

Richard Reidinger, worldlnank

A.E. Manzaraoo, World Bank

J. Stout, World Bank

Louis Rijk, World Bank

G.E. Radosevich, World Bank

Robert Yoder, 1IMi

K. Senga, Asian Development Bank
John Gerstle, UNDP

John Samama, consultant, World Bank

Ben Bagadion, consultunt, ADG
J.C. Ocam . kank, NiA.

Stuce \i&‘ w3 irector

‘ vCe iler
Timn Harris, Chiof PPO
M. Calavan, Program Officer
Allen Eisenberg, Contracting OFficer

Hugh Sheridan Plunkett, Deputy Chief, ARD N
Prryoq Pradhan, Program Specialist/IMP Project Ofticer, ARD

Jyoti Kansukar, Chief Engineer, PPD/ENG
Ramchand Oad, consultant
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TEAM _MEMBE RY

Mohuamed ajt Kadd, ITrnstitut A
Morocco, ream Leador

Hector Malano, Centre for In

gronomlque ol Yeterinare Hagssan 11

¢

ternational lrrigalion Ivaining and

Research, University of Melbourne, Anstralja,

Prachands Pradhun, LIM1/Nepa

1

Ganesh Ram Shrostha, ApB/N Nepal

David 1, Steinberg, Consulta
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