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DESIGNING PROJECTS FOR IRRIGATION DEVELOPMENT
USING EXTERNAL CONSULTANTS

First Considerations

Over the pastseveral years the Water Management Synthesis 11
(WMS-11) Project has assisted a number of AID Missions (o de-
velop project ideas and materials, background papers, project
identification documents (PID). project papers (PP)as well as
examine project straiegics and the implementation of specitic
projects. This brief note is intended to make available o AID
staff, to other consulting groups, and 1o host country col-
leagues ideas and suggestions that derive from those experi-
ences as they apply to designing projects for irvigation devel-
opment.' Project design by international development
agencices is a complex process that must deal with the con-
cerns of the host country decision-makers as well as the head-
quarters staff of the agency: Considerable diafogue among
host country colleagues. ATD Mission staft, and external con-
sultants is required o meet these dual needs.

The Planning Process

Most AID Missions have inadequate staff capacity to design ir-
rigation projects without the assistance of outside constil-
tnts. Sometimes the Mission lacks staft with wide ircigation
experience. Other times such staft are available, but the Mis-
sion cannot release them from other essential duties. Thus,
outside consultants play a kev role in nearly all AlD irrigation
development design activities. Attimes they also work on pre-
project background and identification activities.

AID's design process involves four key parties: the host coun-
try, the USAID Mission, AID/Washington, and ithe outside con-
sultants. Each brings to the process particular views and con-
cerns that it wishes to see retlected in the preject design,
Producing an aporoved project design requires achieving
agrzement at two levels, The first is the broad conceptual evel
and the sccond the more detailed level of project objectives,
procedures, and outputs.

The external team, contracted by dhe USALD Misston, is ¢x-
pected to formulate a design ceceptable o the other partics.
To do this, i must couple the team’s technical expertise and
experience with a range of irrigation projects with the coun-
try-specitic knowledge of host counary colleagues and USAID
staff (and perhaps some team members). Creating a setting
that facititates the sharing of the knowledge and experiences
of the various parties is a requirement for effective use of the
external tearn. The following paragraphs suggest how this can
be achieved. Several factors are considered: team composi-
tion, the scope of work, preparations for the teany, team activ-
ities, the policy context, institutional and technical interac-
tions, and team involvement in post-design activities,

The reader interested in the specitic WMS-H Reports prepared on this topic is
referred to the selected bidliography st the end of this report.

Team Composition: Who Should Be Included?
AID's project design process requires inputs from a number
of professionals o des) with the technical, economic, envi-
ronmental and social dimensions of project implementation
and impact. Likewise there has been a growing recognition
that irrigation development is a societechnical process th
requires the contributions of several disciplines. The resuluis
widespread agreement that sound irrigation project design
require *planning by a multifaceted team able o deal with the
technical issues of engineering, environment, and crop pro-
duction as well as ecconomic, administrative. and organiza-
tioril ones.

The hallmark of project design weams provided under the
WMS-IT Project has been their multidisciplinary composition,
‘feams have usually included stalf with expects in engineer-
ing, agronomy, cconomics, and social science, Teams gener-
ally have shared two other features. First, a majority of the
team members have had prior experience applying their dis-
cipline to irrigation problems—the agronomists have
worked with issues of crop production under irrigated con-
ditions or the sociologists are familiar with communicy orga-
nization for irrigation management. Second, ac least the teum
lea ler has been a professional with a record of viewing irri-
gation as a multi-faceted enterprise, and thus able o help eim
members crfectively integrate their separate contributions,
Always, a majority of WMS-11 team members, have been US
professionals. But, several teams have successfully included
national professionals,

Multi-disciplinary teams can be costly: To reduce costs, Mis-
sions have sometimes suggested inclusion of their staff (either
ex-patriate or national) to Al weam positions. This can have
advantages, such as providing the e a direct source of in-
formation on Mission experiences and plans. However, if the
Mission staff tack irrigation-specitic experience, they may be
inadequate substitutes.

But it is desirable to include the USAID staff member likely o
be responsible for project implementation as an active team
member. Project design is a creative process determined not
only by the unique backgrounds that the team members bring
to the exercise, but also by the common experiences they
share in the process and the dyvnamics of interpieting these
mutual happenings. Participation inthis process can ircrease
the TISAID ofticer’s understanding of team conclusions and
suggestions and may enhance Mission commitment to the 6-
nal proposal.

Developing the 3cope of Work

The scope-ol-work (SOW) is an essential tool for directing the
activitics of the consulting team: it sets the charter for team
activities. Mission staff often produce all-inclusive lists of ac-



USAID staff can help by including policy questions in scope-
of-work statements, insuring that the team includes staff with
policy analysis skills, and helping the team gain access to rel-
evant background documents and knowledgeable persons.

Combininy the Institutional and

Technical Components

Irrigation systems that perform well exbibit a tight connec-
tion between the hydraulic technology and the institutions for
managing those facilities: they operate as sociotechnical
units. Sound irrigation project design must build on that prin-
ciple of linkage. Sophisticated technology for distributing wa-
ter will have little positive impact unless accompranied by ap-
propriate institutional rules and organizational arrangements
for properly operating it. Likewise, good rules withont the
needed physical facilities required for their implementation
will he ineffective,

Unfortunately, a number of features of the design process cin
inhibit this essential connection. The external weam may in-
clude a technical expertand a separate institutional special-
ist, cach with distinct responsibilities The host country
agencey, if itis an irrigation department, may have competent
technical specialists, but lack staff knowledgcable about insti-
tutional matters. Usually, the design process gives precedence
to technical decisions and treats institutional maters as sec-
ondary, merely supportive of the former.

Several steps can be taken to surmount these limitations. One
is carcful selection of the external team, as discussed above, A
second corrective is to organize an institutional analysis carly
in the design process. Alternative solutions to technical prob-
lems can then be examined in terms of the institutional ar-
rangements that would be required to successfully operate
and sustain them. In this way, project design can incorporate
both wechnical wnd institutional considerations.

A third procedure is for the design process 1 make assump-
tions explicit and unambiguous. Thus, for cach irrigation
technique or technology, assumptions about the requisite in-
stitutional conditions should be discussed. For each institu-
tional arrangement suggested, assumptions about the sup-
porting technology being proposed should be discussed.
This explicitness will facilitate sound sociotechnical choices
and avoid project designs that either install institutionally in-
appropriate technology or attempt to create institutions not
supported by effective technological arrangemens.

Irrigation systens thet perform well exhibit a
tight connection hetween the hydraudic
technology and the instititions for
managing those focilitios: they opercate

s sociotechiical units. \

Using the Team in Follow-Up Activities

Under the present AID design and implementation sequence,
significant changes inthe primary actors occur ata number of
points. Normally the external team operates in only a small
portion of this design-implementation space—during the pe-
riod of project identitication and/or project paper formula-
tion. The external team is not routinely involved in the presen-
tation of the project paper to AID/Washington. And usuaily
neither the external ieam nor the technical staff of AID partic-
ipate in the final project loan or agreement discussions. These
typically involve the AID Director, or his designee, and top-
level staft of ministries such as finance or foreign altairs. Also,
the external team rarely takes partin the start-up activities of
the project (when often a new actor, the preject contractor be-
gins work) or in subsequent project reviews and evaluations.

Limiting the role of the external team in these wavs is not all
bad. Conflicts of interest might otherwise develop. Moreover,
project designing is not so precise that any particular group
can be presumed to have the final answer. But there also are
drawbacks 1o this circumscribed role. AID's institutional
memory may be insufficient to provide needed recall. Conti-
nuity imay be foregone.

To avoid these shortcomings, some member(s) of the exteirnal
team might participate in the various presentations of the
project to AID/Washington and to both the technical agencies
of the host country as well as the negotiations with the rele-
vant financial and foreign affairs ministries, if possible. in
cach of these settings, the function of the external team mem-
ber would be to advise the USAID staff regarding the likely im-
pacts on project success of any late modifications to the Proj-
ect Paper or the Letters of Implementation (LOIs). Second, if
project implementation involves a contractor, the external
team or designated members could help to orient contractor
staff. Third, members of the external consulting team could
participate in project reviews and evaluations o interpret the
original intent of the project design and the context of the
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Several WMS-TT teams implemented their work in two phases
separated by a lapse of several months. This phased approach
has some important advantages:

i. Plasing allows ateam to give policy and institutional issues
priority in the formulation phase and careful atention to es-
sential technical components of the project in the second
phase. The tirst phase of the design process should address
important issues such as the host country agenevis) 1o be in-
volved, the institutional mix of community and government
responsibility for irrigation operation and management, and
the financial arrangements for recovering costs. Onee agree-
ment has been reached on the strategic architecture of the
project design, more atention canturn o important technical
dimensions in the next phase.

2. The period between the twa phases can allow the host
country and the Mission to consider results of the lirst phase
and discuss neceded retinements, it any: This period also con-
solidates understanding of what is being proposed and broad-
cns the base of individuals and organizations tamiliar with

the appreach, clarifving any misconceptions or omissions of

the team and building commitment to further planning and
eventual approval, These interim activities can be facilitated
by cither Mission staff or someone from the consulting weam.

3. Dividing planning into two phases also can make a large
and diverse external e more manageable and effective.
While the need tor muliifaceted eams is now widely recog-
nized, their organization, management and effective utiliza-
tion can be complex. Phasing of the external consultants can
help resolve some of thesce ditheulties. For one thing, phasing
can faciiitate obtaining the services of senior consultants who
might be unavailable for a single assignment of many weeks.
It can also reduce somewhat the logistical support burdens
that a farge weam places on the team leader, USAID staff and
host country ofticials.

Inshort, in some circumstances, dividing the wotal team effort
into two stages can be an etfective way o operate. U this is
done, itis imperative that some team members participate in
both phases to provide continuity, minimize the start-up time
of the second group, and avoid the ereation of two disparate
reports. This can be achieved in two wavs: 1) the eam leader
can participate with both teams, and 2) the first team can in-
clude a broad-based individual with wechnical expertise ( this
may be the team leader) to insure that wechnical matters are
adequately raised in the formulation stage and fully consid-
ered in the final stage.

Considering the Policy Context

Irrigation project design efforts frequently neglect broad gov-
ernment policies that can have a fundamental impact on proj-

eCct outcomes

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

Good irrieation project Planiing reqgiiires
atterition to seeeral policy crecas. One are the
IHACTO OLICes affecting econontic and fiscel

issties. A seconed are those policies affecting

mstititional picitlers such as the
orgenization aried perforniance of the ciril
service anid the viohts ciid responsibilitios
of local orgcnizations,

Typically, project design considers economic policies such as
pricing for farm products and, more recenty, policies regard-
ing repayment of investment costs and charges for operation
and maintenance. But ulso important, and less frequently ex-
amined, are broad administrative policies that affect the re-
cruitment, supervision, payment and other mauers affecting
civil service. This is i crucial gap because irrigation agency
staff play a centrad role in many projects. A common mistake is
1o overestimate the administrative capacity of these agencies.

Another importart policy arca concerns the rights and roles of
local organizations. A strength of many AID irrigation project
designs has been inclusion of a Jocial management compo-
nent, such as some form of water user group. Sometimes be-
cause of existing national policies and laws that either dis-
courage the formation of local organizations, or at a
minimum, fail to create a positive policy context for their de-
velopment, such plans have been thwarted.

Good irrigation project planning requires attention to'several
policy areas. One are the mocro policies atfecting economic
and fiscal issues. A second are those policies affecting institu-
tional matters such as the organization and performance of
the civil service and the rights and responsibilities of local or-
ganizations.

If policies are either absent or do not support project means
and goals, it will be necessary 1o decide whether 0 accept
these conditions as constraints arourd which o plan or to in-
corporate policy modiiications into the project plan of action.
The consulting team must deal adequately with these matters.

1
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tivities to be completed by each teanm member. This may be ef-
fective if there are opportunities for “negotiation” between
the staff and the consultants prior o initiating the work and
occasions to further refine the SOW as the work proceeds. Ne-
gotiation and refinement are desirable because the staft who
prepare the SOW, while knowledgeable about AID design re-
quirements in general, may be unfanuliar with the specitic
design needs associated with irrigation devel pment. Much
of the following discussion suggests important tasks o he
identified in the SOW! The ideal scope-of-work identities in
broad terms the mandate of the teany and omits unnecessary
details, vet avoids ambiguities that may lead o false expecta-
tions. An effective SOW is mostlikely 1o emerge from the com-

bined efforts of the Mission staft and the external consultants.

1he ey to preciring for ihe tecin'’s arvivedd
(A1 10ork period is aehiering the vioht
Detlerice betieean too fou cnted 100 ey
PEIOE Arra iloenicnts,

Preparing for the Team’s Arrival

The key to preparing for the team's arrival and work period is
achiceving the right balance between oo tew and oo many
prior arrangements. Preparation involves mobilizing needed
resources, while leaving the mater of their detailed use to the
team itsell. Three sets of resources are essential:

1. Documentary materials. These should include reports,
documents and information from AlD, host country govern-
ment agencies and other biliaeral and multikueral donors, as
wellas scholarly papers and reports by local and international
rescarchers.

2. Official briefings. Scnjor US government staft and key
host country officials are important sources of hackground
information. Meetings with these ofticials need 10 be sched-
uled. Officials need adequate brictings o interact produc-
tively with the external team.

3. Logistical preparation. Country situations vary, bat prior

arrangements for internal travel clearance, scheduling of
transportation, arrangemenes for interpreters, production of

memos and interim reports, and refated matters are likely to

require attention. The Mission may wish to give one of its staff

members responsibility for these arrangements. Another al-
ternative is for a member of the consulting team to arrive in
advance 1o implement some, or all of these actions. On at least
two occasions, WMS-IT has successfully used this approach.

Team Activities: What Needs to Be Done?

WMS-1T experience suggests that design teams need to strike
asuitable balance between the followirg activities:

I. Obtaining adequate sackground information through re-
view of existing documents and brictings from key officials.

2. Visiting rural arcas to become familiar with the teld con-
ditions in which the project will be implemented. This in-
volves acquiring first-hand knowledge of the physical envi-
ronment in which project activities will occur, and, throveh
rapid appraisal techniques, learning about the rural commu-
nities and houscholds to be affected and the capacities of the
implementing agencys) field staff.

3. Mecting with host country colleagues— policy-makers,
senior government statt, project implementors, knowledgea-
ble academics, and other observers—1o understand past ex-
periences, current situations, and future plans for irrigation
development, and the nature of the assistance requested.

+ Discussing with USAID staff broad policy objectives, Mis-
sionstrategies, and currentand past project design and imple-
mentation experiences. And, as the work progresses, fre-
quently discussing with the Mission staff the emerging project
dimensions,

5. Discussing with staff of other donor agencies their past ex-
periences, currentactivities, and future plans in support of ir-
rigation development,

During this period the team will receive and process much
new information. It needs time o assimilate and organize this
dataand to formulate projectimplications. Within-team brain-
storming sessions and discussions regarding appropriate
strategies and needed actions are a critical part of this pro-
CeSS.

Suggested Timing of Team: Design Activities
1. Orientation of Team in US
2. Phase I—Formulation Stage (4-5 weeks in-country)

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

4. Phase II—Completion of Design (4-5 weeks
in-country)

5. Post-design Activities: final negotiation
contractor orientation
implementation reviews




project pianning and initiation. In short, the external consult-
ing team is an important resource in which the Mission has in-
vested; steps should be considered e appropriately utilize
that resource in post-project planning activities.

First Approximations and Emerging Decisions

In general, the capacity to collectand process a wide range of

datacin support of irrigation project design has increased,
Also, new approaches to project designing rece gnize the lim-
ftations of a “bluepring approach and the consequences of
over-nlanning. Thus, what is needed in Jdesigning irrigation
projects are afew clear goals and objectives and sound prop-
ositions for how to achieve these. Also needed is a set of pro-
cedures whereby learning and needed corrective action can
occur as implementation advances.

tn short, exiernal consulting teams should be charged o de-
velop designs that formulate a sound charter for aetion—
identifying critical objectives and broad strategies for achiey-
ing them. These designs should also setin place procedures
and staft arrangements o tormulate implementation actions,
to examine the outcome of implementation, and o enact cor-
rections as required. The irrigation project design should be
the best possible first approximation, but should contain
within it modes for identifying and resolving cmerging prob-
lems,

Water Manageme at Synthesis Project Design Reports

WMS 12 Ecuador/USAID: Irrigation Scctor Review

WMS 14 Peru/USAID: Irrigation Development Options and Invest-
ment Strategies for the 1980°s

WMS 21 Haiti/USAID: Evaluation of the Irrigation Component of
the Integrated Agricultural Development Project No. 521-
0078

WMS 28 Sclected Aliernatives for Trrigated Agricultural Develop-
mentin AzaaNalley,  Dominican Republic

WMS 29 Evaluation of Project No. S19-018-i USAID/E! Sabvador, Of-
fice of Small-Scale Freigation—Small Farm Irrigation Sys-
tems Project

WMS 30 Review of Trrigation Facilities, Operation and Mainte-
nance for Jordan Valley - Authority

WMS 32 smail-Scale Development: Indonesia/USAID

WMS 35 frrigation Sector Strategy Review: USAID/India; with Ap-
pendices, Volumes T and 113 volumes)

WMS 36 Irrigation Sector Assessment: USAHD/ Haiti

WMS 40 Watering the shamba: Current Public and Private Sector
Activities for Small-Scale Irrigation Development

WMS -1 Strategics for trrigation Development: Chad/USALD

WMS 42 Strategics tor Trrigation Development: Egvpt/USAID

WMS -8 Small-Scale and smallholder Irrigation in Zimbabwe:
Analysis of Opportunities for Improvement

WMS 49 Design Guidance for shebelli Water Management Project
(USAID Project No. 6:49-0129) Somalia/USAID

For copies of the above reports write

Office of Agriculture Science

and Technology Burcau

Agencey for International Development
Washington, D.C. 20523
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