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DESIGNING PROJECTS FOR IRUGATION DEVELOPMENT
 
USING EXTERNAL CONSULTIANTS
 

FirtConsiderations Team Composition: Who Should Be Included? 
Over tie past several years the \X'atur Nanageincat Synthesis It AID's project design process rc,quires inlputs from a rlulber 
(WMS-1I) Project has assisteda II Ilmer ol AlI) IMiss itis toi- of prol'essiolatls to dea with tile technical, ec,,aonic, envi
velol , project ideas aid materials, backg r(t.nd paptieris , it tjeCt ronental ad soci al diiensi cas ol project implein atation 
ideati iicat io n dCOcunmeats (II ). pro ject p:pers ( P) as \\l ;tas alad itnpact, Likewise tiiere has been ;Ig rowing recogrlitiol 
examirie project stralegies and tie inplementatic cofsp cifc that irrigatila deveh) I filen t is a soc'i( ,,hnical process that 
projects. This brief note is iatldcd tic make available to AtI) requiresthe contributioIns, tsever;l disciplines. The result is 
stafl', to Other constllhlIg groMups, Mid to tic ist couint, \' cl- widespreadl agreement that Sotutid irrigation pr(ojcCt design 
leagues ideas ad ,;111 thiclll(isc (xperiI- lanaiing lV a iii al!ifaiceted team able to deal withi tle,ggestionstcatt dcriye requa ire pa 
eaces as ticy apply ti) desigaiig projects f cr i-ri, aticcn devel- techaicatl i.sties c f cIg inee"i ig, en vi rc iananteat, id cr-0 pro
,pment.1 Project design M,itler-at1uiiatl de\vel, yilall ductioa is well as ecoaoinic, adiniaisirative. and irgalliza
agencies is a conlplex p)cess that itLlS( de,l with 0ie con- tiota! oaes. 

ceras ofttie host c(tlattr'V dc isi3n-make irs as wCll astSt :2i ead 
quarters st:iff of the agency. Conside-Alllct dialogt;u ai11c0;g The hallnark of project design teamls )IVidedunder tile 
host country cclleagte.; All) Mission stalff, aad exter'al cc1w WMS-tII Projec't has been their nittidisciplinac-v composition. 
sultants is required 1t I'Ceeittliese d11i. needs. TeamllS have usual lv included staff wNith cxpects in engineer

ilig, agrollnla; "-rc InccmIics, aid scoicial science. .aias geiler
ally 11ave shared two Other leatUres. First, aI mljoriiV of the
 

The Planning Process team nicibers have aiid prior experience applying thiir dis.
 
cipline toc irrigation pirotileils--the agr"ooai ists have
Most All) NIissic ciie iniadeqtiate stafflciaci t\to designi i- worked with iIIssIes o' crcji) prodtct ioa i rider irrigated con

rigation projects witthout tile assistance ol oiiside ConlSlti- ttitions cor the sociologists are familiar \vill COIti ol'gaiitilyiv 

tants. Soictimes the Mission lacks staff with wide irrigation izaticn fcr irr igatiin itanalgei cnt. Seccrmd, at teast tie tean
 

-ex p e rie nc e. Other times such staff are av:iila ,blc, lititI he te ' , r fis-s e n r ' i l w i h t. ,c d lf ie irri 

sici ca iot release them l( i ttir esse t iat (lities. ILLS, a erlin s heen ltf essin :it witr i a recohcrd if viewlh lg lii 

0- ga1i-iias0galusa i tl i- a etedULAltate iserl al itigairoli AM( e)a~ lIIabtle t it l P te;Aiiictitside coiisutittints play a key role iin inearl\' all Atl) ir'rgaltcccir l nleilers effectively integrate their separate co. ntritilions. 
de\ clipient desigi activities. At timsiethV also wi irkciilre- Always, a mjority ifreMS-It teai ineiter, i:tve heei ItS 

Wcct Ibckgro+u nd and idntil~cit if in 

inat iconaI tirc fess ic.ma I,,.
 

pr1-, act iv'ities, prlessi(iials. But, several tealls have successful l\ ilicluded 

AID 's desig ii ,crcCssiivolV es 161.cir kcv parties: the tic st c0 t1i

trv; the I SAtI) Mission, Altl) ,ash inrgtin, iid die outside cC1- Mutti-discip liary t'-;II1s ct i icoCistly 'i6 reduce costs, Mis
sultanlts. Each brins tM [Ie pr-ocess p~ar-ticu~lar'ViC\v; 110 (i- .Sioishave solet sg,.estet iincltisioCn cttihei staff( eithter 
cerns that it Wi:;thes t, see i-eI2ccted iii the project desiin ex-patriate cir n:ttiina) to till te:ti posithis. This cail have 
I:oucirig an ppirovepre dirogiidiig uadvantages, emdsg sch as tie direct source ofgie
agr -emet at two levels. Tle first isihe brod colcepititl d level t-crmnation cmiNI ission experiences and plains. I lowever, if theaind the second the ii ire detailed level of pnject cljcti's, Mission staff lack irrigalion-specitic experience, t[le\ may be 
procedures, and c tittus. iniadeqialie suhbstilutes. 

The external te:inam, cmtriacted b die I'SAIt) Missim. is ex- Bit it is desiraible tcciclude t(he I SAtI) staff altiiber likely to 
iC-Ced to formi late a design acceptahle tco the ctiur partics. ie respontsile fi r project implenmeitatioi :is an active team 
To do this, i. must coupcle the team's techUiical expertise a1nd member. Project desigii is a creative firoccss determinied iot 
experience vith a raiie if irrigatii piro jects wit h tie cciir- cnh.lbitlliiiqtce ti:tckgrOiunds thattheteiuiiinrn ic rs irii 
try-stiecilic knoiwledge ofhst cc i-litrycccl l:ig stiar,d ItSAtI to tihe exercise, hit also bv the comiin expericices they 
staff (and perhaps some te'am1 iieIIIiers ). Creating aIsetting share in the prccess and the dvamics c iiterl uiig these 
that facilitates the sharig of the kiiowledge aiid experiences niuttal happenings. Iadrticiliti -cci thircs iiccs caln iicr ese 
ofthe variOLtis parties is a telui'riceiiti fI r effective ue c fihe the ISAII) cifficer's ainderstandig if lean cciicluSiOIIs aiid 
exterial teami.The t6clowiig par:igrapi:; sigge St iw this cai suggest iccns :indt may einice Mlissin cciliiin i ihe Ii

mbe achieved. S veral factors are coinsidered: tea in ccim posi- ia Iiroici a 

tion, the scope of woirk, preparatictis fir the teamc, teaimi activ

ities, the tolic , context, iiistitit icial aind technici, inlerac
ticmns, :iILteami iiivcitvemiiei pt-degi activities. Developing the Scope ofWork 

Thescope-oi"-work (SOW) is aii esseitial tool for directing the 
Tihe reader interestcd il tile spIN' activities Oif thel C)IIisLIltillg team1: it sets the chiarter for teaiii.iic WVIS-II Reports pCrcd Oil this toic iC i

referred to;lie selected hibliogralYiti ihe endiiofthis report. activities. Mission staff often produice :l1-itcCLIsive liS!S cOf .tc



USAID staff can help by, inicluding policy (juestions in scope
of-work statements, insuring that tihe team includes staff with
policy analysis skills, tnd hllping the team gain access to rel-
eviint lbackground dCuIIments and knlowledgealbil persositCbllls. 

Combining the Institutional and 
Technical Components 

Irrigatioi s'stenis that perkf'Oril \well exhibit aItight c(lillec
tioI.betweeni t lieh drLu Iic teCehn(It. gv' and theC inst it itms for 

lainaging those licilities: they peirite is sociotechnicalUnit,. Sound irrigalti( projet design mlust buik on thtt nriri-
ciple of linkage. S )phisticttedtechn(It.gv Ii)r distt'ibuting wr-
ter will have littie pt sit ieiilact UnUless acc( I ID; i ied b\ ap 
propriate institutional rules ati o~rganizational aangrm els 



fIor properly ojperating it. likewise, go .l r'ules Vithot the 
needed piycal facillities ret.uired for their imlplem:It:lii 
will le in'efctive. 
UTinr tunartelha i t tm he1r (2iffeat. '- (thC designi iCeSS call 
inlhibit this Csse-ntial connecCtion,. Thel'xtelal team i il-
chide :atechtic:l expert anod a Suplrate iii tittution:il special-
ist, Caci vith disti nct rCspons ihltiti s he lIoist cou titr\ 
agericy, if it is in irriga ti( depart Icnnt, nmtay hiau competelnt 
teelin ical slecia ists, but lck staf, kn(\Iedgmt:l~lc ah( itit inst i-
tutioiial iiitters. tIsual. ; the design tt icess gi'C.,, itcedCnce 
to teclhical decisions anod treats i list itutinottlal mttcrs is scc-
ondarv, merevly SulportiveiC tlhe fIiiriCr. 

Several steps can le takei to sitrImoUnit t l'ese iiitatiolls. One 
is careful selectiot. 01 tile CxtCrnal tea mu, is disctUssed love. A 
second corrective is to organize an instittionl anvlysis earhl 
in the design process. Alternative stluliois to tcln ical prob-
leis can then be examii ned inl terms of the institutionliair-
rangCents that would f)e Ieq(uired to succCssfttly operate 
and stustain theni. In this \va; project lesi'gi.1can irncorlortte 
both tclnical tnd i Ustitluti.tial consideratltis. 

A third procedu re is for the design inocess tt. nuake asSu ul--
tiols explicit :tlld it u.unigbiguous. Thus, for each irrigatio in 
tecliiihue or technok0g\,; assulp1tiois abott the requisite in-
stituItimial cowlditionls sh)Uld 1W discussed. FIor each instit t-
tioniia arrarigemient suggested, a!ssulptiotns abouIt tlie sup-
porting technology beirig prot. osed should le discussed. 
This exl)licitness will ,acilittte soIInd sociotechtn ical choices 
and avoid project designs thai either install ilstitutioiiall\,ill-
aippiropriate techoh)gy or attemipt to create inistitutions liot 
supI)Iorted by effective tednological arrangenie;iis. 

h gli s Isle P'li1. .)ltpA(fi l /elexhihila 
//) con; lcc/ iobI/)'i'U !hyel 'd"(tUl/ic 

l/cdwokq)1(Lq' (Ii ! I/.!e il/Si/i tiol/s.fr 
1hUtiL'ilW ., /ckl., o/)lvale/.kose'lacifilC 

ats socio'b lk/li1(6'!1 /is. 

Using the Ram in Follow-Up Activities 
tinder the presetl All) design ard implementatior sequence,
sign ifticiat chia nges in tile prima ry act(ors ()ocu r at a n1u iiber.01 
points. Normilly the external team operates in only a small 
p)Ortioll ofthis desigt-iniplinentation SpeCC-duriig the pe

l 	 riod if 1ir )ject idntifiicalitn laId/,r pr(Oject p:ilie r foriull
tion. The exteriial team is nut outiiil\' involVeCd ill the presen
tat i(in tf tlie pii()ject tialiper t( All)/Waslirnlgt( ii. And Lstii ah 
ncither the external team nior the technicall staffof All) paut-ic
ipate ill the final i jrct loan or"agrCment discti:ortls. These 
typically involve the All) )irectot, ()r his designee, atnd top
level staiffof milistries such is lin:ince orhtireigni affairs. Also, 
the externi:il teaimi rarely takes 19,irt ill ihe start-u) activities of 
the project ( whemi often aI lew actior, tile p oject c mt rat'tor be
gins \work ) or ill subsequent pr0j,,ct rvCiCws :111d C\1alualti llS. 

limiting the role of the exieral iti in these \vavs is not All 
bad. Conllicts of interest nt ight otherwise decelop. Moreovet 
project desigliing is Iot so precise Illitaa tiCv gippa1t.icuhta 
cai be irCStIiCd it I1tv tile Iil aniswer. BIut there also arie 
drawbacks to this ci rcuimscrilie2d role. AlI)'i instit utionmat 
meury mnt\, he insufficient 1t 19r)vide neeCded recall. Cotili
miu ity 11,t\ I)e fotregone. 

l) avoid these s rcoings, Sot. nmieeber( s ) of the external 
team might p9articipa.ite in the vat-ious preserntation,, o the' 
Project to Al1)/Waishingioi ;ttd io ioth the technical agencies 
of the host Cotlrl' ISwetll as the negotiations \vi t tele rele
v:tnt fiiiancial and foreigi affiairs ministries, if possilile. in 
eitch of these settings, the ftictit.n of the externtl team mem
tr would lie toadvisC the t SAIl)sttffregaridiig the likely ir

pacts on project success ofany late modilic,itions to the Proj
ect Palper or the Letters of hImcn tttion (Is). Secotid, if 
project iniplementationi iivolves ,t corntrtctor, the exteral 
team or desigiated rieniiihers couli helli to orient conitractor 
staff. Third, meImIbers of the external consulting team could 
participate iii project tCviCws and Cvaluations to interpret tie
origiial intenit of the project design and the coitext of tie 

I 

http:tiol/s.fr
http:techn(It.gv


Several WM.";-II teamis implenented their work in two phases 
separated y a lalpse of several months. This pha.:ed approach
has some imp rtant advantages: 

I1
.'as i, , iifttws atea it to gi 'Cp(Iicy a idIntlsit il ()hl issues 

priority inl tIle Ltrnilation iphase 11nd carLeul attention to es
sential technicAl c ponInts (fdthe proj(ct illthe sconed
 
phase. TIhle fits t p)hMSC ()II cess s h m address
tie des i prS 1 ! 
important issucs such as the Iist coUntrlly :Itlicv( s)to he ill
volved, the instittititnal mix of communlity gl ilientV'K( ,vrn 

rcfspolnsiliiI 'vLitr Irrigation 1pertti tlland nti lglellielt, and 

h tilancial arr'ainge icits 1,)irec'wveriig c'1sts. Once agre c
,non,has CCn reachCd ot1 the stratcgic architecCttre of l'eptrt iject design, til tre a!ttetltit eati turti to tlip rtatil tchnical 

dihlie'lsi tns in the next p1h .se." 

2. l', petit(1l IbtCeetiCC Ihe t w phasescan allow Ihe hostctltUlt'\' anod the Nlissi ttl to'et ttidet' tesths of the fIirstphase' 

antlidiscuss nCede,d rt'flneteil tis, if*art:V This peCr'iod AlsO c,1-
sti,dal~tes tlltirsttlditl oflwhat is beinlg pirt tiosed aInd broa:d

(11S thle Last, (f illividluals llid organ iz:t ions fainiliar with 
the apptl')ti;c't, cI'if'viing ally iniscoiceltions o sio.5is s of
 
the ealli an1d btiililigg c()llutittleilt to f'uih'1" plu iiig and
 
etuallt~l alproVall. '['he'se inteil alctiv'ities can he fIcilitated v Cltihlr Ni\iss itaistafI'r slltie tile_ fril tie ctaInulting 1te.he 

3. 	 1Di\ iding plaitt intiit() two plh:ises alst cn lltake a large 

ttdd i\crs, externalt eatll e
ialt)e m nage:l and Cffect'ive 


While the niedt1 i r widely ruc'g-
nniif ic'tId tealms is i)()\\' 

lli.ed, tlheir trn4ai iz iliill,t:1ltgetlleit anid e'fl'ecti\v utiliZ-

tion hallhe (tisi'g
cmtilplcx. f the external ctnstltants call 

he'lp21rCso)lve S1'of'lhse diflicultiCs. For'otie tlitg, pihasing 

can fac'iiit;it, t~litaining lte servic'.s tfl'setio~r c'nsttltaslm
l unaivaiiltleinira single 

mi ct alsi I'dliIce s1t'ewl tilliC 


ciglh _ 	 tSSgnitnl'nl iltanvUf \Weks. 
It gist ical sup(l eurdens 


Ithat A Slrge eCtla lltacs tiitie1 teil cadet, t SAlpI staff :tnid 


host C0outtttlV officials, 

Illshort, in st cirCUilstalceCs, dividiig Ilie ici" I teaiii ef'ffort 
into two :gts Call be( all e2ffective' \Vay ht ()pcrate. Iftlhis is 
dtle, it is imperative ihat soie teall cninbers participate illill 

both phases to provide cOitiilit; ntin iimize [he start-up tlle2 
Of the sCcoitd gi'ot)., antd avoid tilt'c'atioll of t\o disparate 
reports. This can be achie'ed initwo ways: I ) tIle teai leader 
can participate with bothIteams, and 2)the first tealli can i-
clutde ai1road-based individfual wii teC'hiliCalexpertise ( is 
may ie ihe team lealder) to insure that technical niattes are 
adequatel)' raisCd i lie formulat mu s.age ant fuIll coisit-
ered in the filial stage. 

Considering the Policy Context 
Irrigatio project design efforts frequetItly neglect broad gov-
ernment policies that can have a fundamerital impact on proj-

ect outcomes-either hy enhancing or by limiting project 
achievements. Opportunities to modify these public policies
in tile context of a specific irrigation project seldom occur. 
Thus, existing policies become conditions to which the proj
ect must adapt. 

( ) /i[ 1/ft )/) Y)/ik 1'/)1( Illll I(IltgWe'L.ci 
" i () () 'C)YU"t[ ) /"C(Ia. OurI u /1"' 

MlkCOplfi/hi'.s /l 	 lomic aUiS'CYlt 	 /1/ t)/(.Ct'N{.\ .cL)U ' )N N' c ''N /C C//'_'i4 

'
 

h1s/i/11 el~f) malin .iic)i's', as~ihe 
O#'g"lII''' I*~" {lki{!/J'l t(W 1'J. ' / 

.S0',')icy(' U111/A,/ rihi/ and rs/{.t )o1SI')I'i//I/ 

( 1/() i /ft)li. 

l'pical, project design considers econonic policies such as 
pricing tr farl products and, more recentlv; policies regard
ing repaynment of investment costs and charges for operation
 
and mllainlelnanCe1,. But also iiportant, and less frequeitly, ex
ami tied, are broad adm in istrative policies that affect the re
cruitmenlt, supervision, paynmient and other matters affecting
 
civil service. This is a crucial gap because irrigation agency
 
staff llay a tcelt ral role ilmany projects. A coninon mistake is
 
Io 1"t
overestimate the administrative capacity of the'se agencies. 

Another importat pl icy area concerns the rights arid roles of
 
local organizat:ons. A strength of 
 ian' All) irrigation p'oject 
designs has been inclision of llocal nanagemet colllpo
nerit, such as some f'orm of water User group. S'Olietiilies be
cause of existing national policies and laws that either dis
cotraget lhe formation ofnlocalJ orgaiiizations, or at a 
minimiium, fail to create a positive policy context for their de
velopment, such plans have been thwarted. 

G 
Good irigatin prOject latining requires attetionting several 
pol icy areas. Onecare te tcropolicies affecting economic 
atd fiscal issues. A seondl are those policies affecting institu
tionial maters sich asthe organization and plerfiriiilalce of 
the civil service atntt i6e rights and responsibilities If local or
gainizatiotns. 

If policies are either absent or do[not support project nieans 
and goals, it will be necessary to decide whether to acceptthese conditions as constraints arol.h which to plan or to ini
corporate policy modiications into the project plan of action. 
The conlsulting team must deal adequately witlt liese matters. 

http:I(IltgWe'L.ci


tivities to he colpletel byIa('Ch team mmber. This ma" he ef-
fective if there are opportunitieS for* ne~gotiation It\een 
the staff and the consultants prior to initiating the xo)rk nlld 
occalsio ns It further reline the SOW as the(. wc -k prceeds. Ne
gotiaiioll ;IRLIcICilaCllellt .ire cSil; Ilc c;ausc thCstfI.1 f w h1x 
prepare the S',)w hile k vwfcdgeahhk, ah( ctl AIl ) design re-
(uireMUnts in gea.n t ayN'be tmf'a1iii"1ar with the spccilicdesign lesICLS so'i.ICL ithd''il irrig~llioln d('vuhql(.,ntlll.designC fOIcedAsl )iaiedithl irigaion dxi ctla MLuch(Nnhe 
oft tile fc li)wing disclssiTm suggests ipcIrtcnlitasls ti hlidentified in tihe S()\V The ideal 5Cse- Ifc--Work ide.ntliehs inix 

bro;Id telIS the IldrIate Of thle teall and Omlits lllnecIssarv 
de.Vetais;m~i,,ls InlhigulitiCS thaIt nl).iv IA '-dtis, efft vk Is ligiies le I0) fl.lsc CXIV thatav ad tr fafse ixht., 

icIris. An efkc*tiye SOW is m st li kely t,c merge fr~i1 i lie ci)-
bined eflbIrts cclthe ,\lissioci sltflaTId tle external cc CItiltanits. 

.	 ,.' l l / , (tll '1 1 YI[
A) (/ // 

(11 IdIt'())', p i'od I's k 1'! 'c]l/it' -jcl/ 

I)(lace'/en 1/,'' ) I(i//( J( 1)/ I1 ('1 

PioI( )1"(I)'rl'll]c~t'n/c-l;/, 

Preparing for the Team's Arrival 
The key t) preparing ficr tilt te anfs arriva'l ;sod vtrk period is 

aclieving the right balcaance heiwen tcIc f\,, and too 
 llN 

pric cr a.Irl-nelt
resouInrces, ",'It iI tl~rs.leparati In involves cnchilizing neededheiv i ig t i t t el.r If ifhuiir detleld iise tc tho 

teanlitself. N% ssluch
sets tWl 1Ms rfiure esni:uing 

1. 	Documentary materials. These slioi incl(.lIe irepOrls, 

documnents aind inf crm itil ftc cd All), host cclunltrV govern-


agencieS 


well as sChOlcI-,1v ICpers MI 


Ill11 I 111d thr 	 I)il lCral and 1liftilhte-al dccnoi-s, as 
r-epc)its I Ical alcd iniernatic nal
 

researchers.
 

2. Official briefings. Senior I!S gcoIverunent stafl and key
11ost country oflicials are iilp rtiantts cn-ceS c Hackgrc lund 

infornmation. Meetings With II,eeflicials nCe.d t0 Ihe scId-.
Iehd. Offlicials need.I alequaite hrielings ic iier.aC pi-clrduc

tively xxith tle external team. 

3. Logisticalpreparation. CotitItrys tati is v.1ry bit prior 
ari'angenients foIr internial travel ch.'rirCC, sciiCdlllillg Of 
transpolrtation, arrange1im1,ns folr interpreters, lIWOl-dUctioll 0If 
lnemci 1arid interim repor s, .andrelated iiit ters ar likely torecluire attenti ilil. The Mission lay wish to I e foits s 

members resp nsibility fo r these arrangenients. Anctiler al-
ternative is for a member If the cOnsuhtiig leamn toIarrive in 
advance to implement some, or all (Ifthese actiolls. On at least 
two occasions, WVMS-II has successfully used this approach. 

Team Activities: What Needs to Be Done? 
WMS-1I experience suggests that design teams need to strike 
asuitable balance between the fllowirg activities: 

.)ackgroUnd1. Obalininig adeq Iat' infrnatior through re
view of existing docun ents and brielings from key officials. 

2. 	 Visiting rural areas to I-,coine familiar wii the field con
ditions in which the project wvill be implemented. This invecs acquiring first -hand Iknow le Ige (If thle physical enivi

rnnient ill ' ' ic pn)ject activities will occur, and.l, throi,,Iirap~id.l :Iprid sal t.chlniclues, learning ahout the rural comlmu
nities and hous Ichilds to be affected and tlie capacities (If the 
iniplenlieiting ageilcy(s) lield staff. 

3. 	 Meeting with host court[[trv c(IlealguS-)olicy-makers, 

seior g cvcrnmellt staff, prOject inplementors, knowvledgea
bhee"ae understand past excaden-ics, a'cd (Ither observers- to 
periences, current sitLuationls, an1d future plans Ior irrigation
development, and the nLture of the assistalce re(luested. 

*.i 	 I )iscussing with i TSAI) staff br(cad policy objectives, Mis

sion strategies, and current and past project design and imple
mentation cxperiences. And, is the w()rk progresses, fre
+lientllylv discussing with the Mission staffthe emerging project 
dimensic Ilos. 
5. 	 I)iscussing with staff ofother doInor agencies their past ex
p)riencs, Current activities, utu e plns in support of ir
rig.tiun development. 

uiirgiii e itenixiIrcehec adpo esm c 
this period tie lea11 will receive and processnew infOlrmation. It needs time to assimilate and Organize this 

lata and to . inif ate project implicat ions. Wiin-team brain stOrlling sessiois andI discLssions regarding approlpriate 
strategies and needed actions are a critical part of this pro
cess. 

Suggested Thning of Team Design Activities 
1. Orientation of Team in US 

2. 	Phase I-Formulation Stage (4-5 weeks in-country) 

3. 	 Interim Period--USAID and Host Country Dialogue 
(2-3 months) 

4. 	 Phase l1-Completion of Design (4-5 weeks
 
i
in-country) 

5. 	Post-design Activities: fi,._al negotiation
 
contractor orientation
 
implementation reviews
 



proiject panming and in itiation. Ini short, tle external consulting team 	 is an important resource ilwhich tile Mission has inl-
vested; steps shouIc! he consid2rec t apprLriatel\ iize
 
thit resource in post-prllIect planning act i\iti. 


First Approximations and Emerging Decisions 
Iln general, thli capacit v to Co)llect :and pwocess a wide range of 
clat:in Sl)pitt (tfrtrigalimIt p roject desigt Ihas i ncre'ased. 
AlsoI, new t-I1plprjccl designin recgiize the lii-riches 
i:ltitIns ()I'"llie.Ttrilt" ,.r dinc editnces (fp- r(It;i tile Colll 

vetl-plai iritig. Thus, w0hat is needed inl Jesigtiing irrigation 
pr ijc , w i r g€ I:t ;llitcil llldsLI rIt-t i, f1el I''; ids t iVys 
(ositiotis fltwI()\\ ):icllicvc thes'. \1s I nc'cdLd is aisCt (Iflr(-

ccl ures whuie lc;iiig and needed c Irrect civct in can 

oI(c tiras iii lc'lhe lii n Idl ' ,.1. 

In sll(rit, CxiIll c Ilililg tcaiis .Mll(
htlcl be chrg1Cd to d(2-

'el 1p clcsigns hit bltrlnultle a mmicld clrter lo t'aclill-

id [nit ig crit ca;l I] LhCd'tiies ;in mIil5id sr;itlc'g ic's 6It' alc'li-
ing tihC'ii. The'se designs sI(ll) Ldalso set itl pl ace plVOcC'_-c s 
and slaff ir:ligleCnlt,1s I()k )rt'0AItltei iipltiietitllll;tiItil acli)l-s, 
to eXaiilli 	 Ctlile ()Ii tcllt , titi kIlhe)If illl)Ic,llll 	 tl -
rect iI)lls ll I l )ject desigi should be51;:required. T ie irigat 	 e 

Water Managemt atSynthesis Project D esign Reports 

WMS 12 Ecuador/USAI): Irrigation Sector Review 
WMS 14 Peru/USAIl): Irrigation )evelopment Opt ins and Invest

ment Strategies for the 1980's 
WMS 21 I laiti/USAlI): Evaluation of the I.rrigatirl Component of 

the ln!egrated Agricultural l)evelopment Project No. 521
0078
 

WMS 28 Selected Alternatives lIr Irrigated Agricultural )evelop
ment inAzua Vallc\ I I)milican Republic 

WMS 29 EVAl.1uatiol 0n)l'()Iicct No. 519-0184 [SAI)/El Salvador,Ol1 
lice ol, 1nl-Scale Irrigation-Siliall Farm Irrigation Sys
tens 'roject 

WMS 30 Review of Irrigation Facililies, Operation aid Maitle
t-llticlrIoicdill Vailley Autl orit' 

\MS32 Siall-Scale honeCsia/ ISAIt)ece iopment: Ind: 
WMS 3 ; Irrigation Sector Stralegy Review: IUSAI)/India; with Ap

pcidices,M\lnhlmes I atud I1(3 vollcs) 
WMS 36 Irrigat oI Scl r Assesselient: ISAII)iI Iiii 
WMS -(0 Waitering til' Sllamil);I: CuTCnl Public and Privale Sect(or 

Act ivitic's flr Siall-Scale Irrigation )evellopment 
\IMS 4i1 	 Stlraltgies t'or Irrigal in )evelopmeiint: Chad/I ISAII) 
WMS -12 	 Strategies for Irrigation )evelopen t: Egyptil SA I)

the best p Issil)C fitst apprl'Iiilatlil If,blt sllotlltl C nill WMS i8 Small-Sc.lC, atid SMallholdcer Irrigatill in Zinbabwe:
withil it til)des low idtlitilyi ng ald resolvilng Celnve'gi ng pgi')- Aialysis of Opl)cIrlnities fl ntiiprovrcnlent
letus. WMS *t9 	 Design Guidancc for Shelelli Wat'r Maunagele1enlt Project 

(ISAII) Proiect No. 619-1)129) SIniali:t/t SAlI) 

For copies of Ihe above reporlts write 

Office of Agric'llUre Scietice 
and 0C'Ichll lgy Bre:i 
Agency I)r Intertioatoial I)evelopn ent 
Washington, I).C. 20 23 

This l:iper was preparedI :1Cornell I iniversity fortie ialagtei 'nlesislaler it Project, UISAII) Contract DAN-1427-C-00-0086.00, to the ConsortlIum for 
internat ut iaDevelpmllnt. 

http:DAN-1427-C-00-0086.00
http:Small-Sc.lC

