
IMPROI)VING THE MANAGEMEN 1OF IRRIGATED 
A(RI(JLii RE: 

IF, 

FOR COMMAND l .;ANAGFMEN'i ', IAKISTAN 

!'lE ,ANACK\!IFN' I'I'RAINING ND 'LANNING PROGRAM 

64k 

WATERN'IANA(I;IILNI SVN'l u1,IS PROJECT
 

WXVNI PROFISSIONAl. PAPEKR 3
 



Improving the Management of Irrigated Agriculture: 

The Management Training and Planning Program 
for Command Water Management, PAkistan 

PrepareAl by
 

Andrea L. Jones
 
Senior Management Specialist
 

International Development Management Center
 
University of Maryland
 

and
 

Wayie Clyma 
Professor
 

Agricultural and Chemical Engineering Dcpartuent
 
Colorado State University
 

Editor: Darlene Fowler
 

WMS Professional Paper 3 

Prepared in cooperation with the United States Agency for Interniational Development,
 
Contract DAN-4127-C0-2086-O. All reported opinions, conc~usions or recommendations are
 

those of the author (contractor) and uot those of the funding agency or the United States Government.
 
Mention of commercial product in this publication is solely to provide information.
 

It does not constitutt endorsement by USAID over othet products no:. mentioned.
 

WATER MANAGEMENT SYNTHES!S 11 PROJECI
 
University Services Center
 
Colorado State University
 
Fort Collins, CO 80523 

in cooperation with the
 
Consortium for International Development
 

and the
 
International Development Management Center
 

University of Maryland
 

March 1988 



TABLE OF CONTENTS
 

Section Pag
 

PREFACE........................................................................................................................................
iv
 
EXECUTIVE SUM M ARY ..........................................................................................................
v
 

I.INTRODUCTION........................................................................................................................
1 

II. OUTCO MES OF THE PROG RAM ...........................................................................................
1 

III. BACKGROUND.......................................................................................................................
2
 

A. The Pakistan Com mand Water Management Project ...........................................................
2
 
B. The Water Management Synthesis 11Effort ......................................................................
4
 

IV. THE MANAGEMENT TRAINING AND PLANNING PROGRAM ....................................
5
 

A. Sum mary of Needs to bc Addrcss.d by the M TP Program ...............................................
5
 

. Relationship of the CWM Project to the larger development environment....................
5
 
2. Effective project management..........................................................................................
6
 
3. Introduction of appropriate, sustainable technologies .....................................................
6
 

B. Design and Implementation of the MITP Program ..............................................................
6
 

1. Phase I:entry...................................................................................................................
8
 
2. Phase 11: management training and laning ................... 8
............... 

3. Phase III: consolidation 9................................................................................................... 


V. STEPS TO TA KE IN THE FUTURE .....................................................................................
10
 

VI. APPLICABILITY OF THE APPROACH ...............................................................................
11 

VII. REFERENCES........................................................................................................................
11 

VIII. APPENDICES .......................................................................................................................
13
 

A. List of Reports Resulting from the Diagnostic Analysis and MTP Programs Conducted 
inPakistan..............................................................................................................................
13
 

B.Abbreviations.........................................................................................................................
14
 

iii 



PREFACE
 

Tile Management Training and Planning (MTP) program 
was developed and conducted in support of Pakistan's Corn-
mand Water Management (CWM) Project. It was a joint effort 
of Colorado State University (CSU) and the University of 
Maiyland, working through USAID's Water Management 
Synthesis II (WMS 11)and PerformanlCe Management (PMP) 
projects. 

The MTP Program was a team effort: imrportant contribu-
tions wererimade by many individuals in tile United States and 
Pa kistan. The MTP Program owes most of its success to the 
cner-y, efforts and leadership of Mr. Navaid Nasri, Federal 
Cx)rdinator for CWM; the CWM subproject managers --- Mr. 
Bashir Ahraad/Baluchisan. Mr. Jalil Khan and Mi. Akhter Ali 
Ismaili/Nc :hwest Frontier, Mr. Salim Arsnad/Punjab, and Mr. 
Ayallatoh Tinio/Sind; Mr. John Foster, USAID/Islaiabad
proiec aftficcr; Mr. ULsman Qarmar, International I)evelopucnt
Association representative (World Bank,; and the key iprsonnci 
of the CWM-relatd organizations and their staffs in each pro-
vince. All of the participants in the Management Training and 
Planning Program in each province were critical contributors, 
from farmers to field p.'rsoijael i0 the Secretaries cf the CWM-
rclated orgainiations. 

In the U.S., valuable support and guidance was provided by 
the l,.adership of Water Management Synthesis 11 and the Per-
formai.xe Management projects in USAID's Science and Tech-
nology B3ureau. The MTP teams ficlded under these projects 

worked long, hard, and effectively alongside the provincial 
participanLs to achieve the resulLs discussed here. Among the 
team members were two individuals who hold posts in tie 
Government of Pakistan: Ms. Feroza Ahsan and Mr. Asif Brohi. 
Their pltrticipation, in part~cular, addedl depth to the teams and 
contributed greatly to the o,,crall success of tie program. The 
nembers of the MTP teams who worked in Pakistan were: Ms. 
Feroza Ahsan, managemnnt consultant (International Develop
ment Management Center, IDMC) and senior researcher at the 
Administrative Staff College, Govemlent of Punjab, Lahore; 
Mr. Asif Brohi, IIDMC management consultant and deputy 
director of the National Development Centre, National Bank of 
Pakistan; Dr. Molammed Ilaider, economist, (CStU; Mr. I)elnis
Ilamilton, IIDMC management consultant; Dr. Gene Queno
imeon, economist, CSU; Dr. Richard Tiislcy, ar.rononiist, CSU, 
l)r. Robert Mohammed, agric dltural engineer, CSU; Dr. Brad 
Parlin, soc iologist, Utah State University; Mr. Joe Alwis, water 
management consultant, CSU; Ms. Judith Oki, IDMC manage
ment consultant; and Dr. Paul Wattenburger, agricultural engi
neer, CSU. Additional professional support was provided by
David B. Levine, 11. Lee Jennings, and Merlyn Kettering of 
l)evelopment Program Management Center (DPMC). 

Wayne Clyma 
Andrea L. Jones 

Co-Team Leaders 
March 1988 
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EXECUTIVE SUMMARY
 

In this paper, the authors present, discuss, and analyze an ex-
perience in designing and implementing a management im-
provement ctibrt called the Managcment Training and Planning 
Prograin, for an irrigation development project in Pakistan in 
1986 and 1987. This program was carried out for the Command 
Water Management (CWM) Project in each of Pakistan's four 
provinces: Baluchistan, Northwest Frontier, Sind, and Punjab. 
It involved]a team of water management and management 
speclalists using a specific approach to guiding the management 
ot development efforts -- the team planning methodology - to 
help tit P akistan provincial organizations involved in the 
project (mainly the Irrigation and Agriculture departments)
inprove CWN's implementation, 

The MTP Program built on the results of the diagnostic ana-
Ivsis studies conducted earlier for each of the pilot subproject 
areas. The diagnostic analysis studies had provided data on the 
presence and magnitude of the constraints to prodlctivity in the 
system and had provided an ideal taking-off point for a nlanagl-
ment improvenment program. 

The purpose of the MTP Program was to assist the organiza-
tions involved in the CWM Project to address the problem-
solving, planping, implementation, coordination, and monitor-
ing requirements of the effort. To carry out the MTP Program, a 
consulting team of management and water management spe-
cialists from USAID's Water Management Synthesis II Project 
worked closely with a provincial CWM subproject manager for 
over one month. During this month, the team conducted a 
series of structured meetings and workshops. These meetings, 
and two structured planning workshops, brought together 
representatives of the involved organizations in a collaborative, 
problem definition and planning process that involved, at 
different points, all organizational levels -- from the provincial 
Secretaries to the departmental field workers, as well as farmer 
representatives. The immediate results of that prc'2ess were that 
the organizations involved in implementing Command Water 
Management: 

1.Developed greater understanding of and support for the 
. oe great elundestadfing terofand supes fties. i-
CWM Proje,:t, as well as clarifying the roles antd rsponst-
DvM , port 

2. Reached a common understanding of the problems and 
opportunities in the irrigated subpioject area based on the 
results of the diagnostic analysis study, as well as com
bining knowledge of field conditions from individuals in 
each department. 

3. Identified and agreed on new approaches to addressing 
the above, frequently involving new patterns of colla
boration among departments to carry out innovations. 

4. Develoled anti agreed upon an interdepartmental plan for 
improving the pilot command area, which inclueld articu
lating long-term improvement goals, one-year objectives, 
and activity plans for meeting objectives with defineo 
responsibilities and monitoring points. 

5. Identified and initiated on-going organizational mechan
isms for continuing the planning process, and planned for 
the periodic monitoring and review of progress. 

The structured process of the MTP Program brought the in
volvement of provincial departments from the policy level 

(Secretari,s o Ir:igation, Agriculture, Finance, and Planningand Development), the executive level (directors, directors 
general, and chief engineers), the operational management level 
(deputy di',xtors, superintending and executive engineers), and 
the field It- c (agricultural officers, subdivisional officers) into 
the process of problem solving and planning for the command 
area. In this effort, i'armers were involved, bt due to the weak 
linkages between farmer organizations and provincial depart
nients, this involvement was in some cases only a starting effort 
and was relatively minimal. Where strong farmer organizations 
did exist and linkages were strong, thoir participation was more 
central to the planning. 

It is clear that there is a great need for continuing effo.ts to 
help the provinces build ,nthis initial planning step. For this 
kind of management improvement strategy to work effectively, 
it is critical that follow-up work assists the provinces in deve
loping their approaches to oil-going monitoring of progress, re
identifying and addressing problems, and replanning key activi-While much was learned by all parties during this program,
such efforts, if undertaken in similar circumstances, should be 
on an on-going, longer-term basis to ensure the greatest impact. 
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about the Pakistan CWNI Project and ieWMS 11Project, and 
reviews the overall WMS II training effort in support of the 
CWM Project. Section IV traces how the MTP Program was 
dcveloped and implemented, and outlines the activities and 

I. 	 INTRODU(:TION intended Outconres of each of its phases. Section V presents 
some of the next steps required to build on the foundation

Improvinjg tileprxuctivity of irrigated agriculture in deve- established by the NMTP programs. In Section VI, we lx)k moreloping counti'ies is a continuing challenge to irrigation water generally at some of the challenges of improving irrigatedmanagement professionals worldwide. While much has been agriculture, at how the MTP Program was able to address theselearned aboutt structural, physical, technical, and agrotomic. in Paki;tan, and at how this approach might be applied to other
imnprovenienLs that could contribute to dramatic increases in irrigation development efforts.
 
yields, improving nianailgciient is still a major, out.standing
 
challenge. (See, for example, Chaietwrs, 1980, and Clynia,
 
[,attiniorc and R,ddy, 
 1982.) Without better strategies for
 
improving nianagenicit, toher improvements are unlikely to
 
have their plotential inj act. 
 il.OUI'CONIES OF TlHE PROGRAM 

The purlposC of' this paper is to contribute to tilegrowing ilie irnniediate results of the MTP programs demonstratedknowledge about irrigation ruaricment by describing recen that this approach was effective in meeting some of the chal
experi rics in developing and codcluting 
atprograur that lenges of irrigation nian'igement encountered in Pakistan. Our 
lotcused on imiproving the rliarI:.gerient of inirrigatedI )'lmnnirih Wre;cs itworking with the ('WN subprojecLs in each1area. Spcifically, this jpr (icusses the0 month-long MnI province differed due to (iffCrences in organizational setlngs,

rlhespecific' irrigation management protberns faced, the stalus ofci T raining and Planning (NTP)Progran 	dvclopd for projCCt iniplemncnlation, the individuials involved, aid theI'"tki.lan's ('olliniand Water Mamiagemient (('NI) ProjCt' I.'IS 
 coll) sition of our own teoms. Nevertheless, there were some 
par, of the support provide'd to that project through I ISAII )'s general onutcoiies of the NI'lP program coimmiiinon to all pro-
Waler MariagCntl Syniifres II PriJect (WNMS II).' 'lie NI' vices:
 
Progran, was cofnducted by technical assistance teanis 
 ledI
 
jointly by Colorado StiteI 1niversitv and the International 1. Indersanding of and in'olvenient in the project 
wereI) vehopnient \an'ement Center of the V l of Mar' strengltlened for the representatives of tile diverse organ]cve' raen 
M anag men (e o r t ae Uan ec hlyofaisty n's iations who partik'Pated in the M TI program . Atand fr Ma i sIubprjctcorninarid area i 	 lhe ach of akistar s IXlicy level this ineant inlcreased support for the project iiiIIr prov InIces. achieving its overall objectiv s. At the operational level 

individuals fet ownership for a plan that they 	themselvesTie M-1'1 Program was designed to support the start of he created and were responsible for implementing.
C(WM Project by building a solid foundation for managing 2. Problem-solving and planning were consistently linked 
pr ject inplementation. It built on earlier assistance to the directly to the in-depti knowledge of the needs of tieproject by WMS 1I,and was to be followed by further technical subproject area provided by de diagnostic analysis and
assistance provided by a long-term, resident assistance learn 
 tire CWM staff.
 
provided by a USAID contractor. The MT1P fxkused on helping 
 3. The command area management plan completedCWM to immeditely achieve specific water management during the NITP established a stronger base foririprovemen.Ls at tie sane time as it provid(ed a basis foi ad- project iMTplementtion and sonitoring. The plan
dressing the overall mananigement-relaled needs of the project. 
 directly linked project activities to the achievement (If

The MTP Pcograru thoroughly integrated a fxus on technical 
 measurable objectives for system improvements.'

andmanagement aspecLs of project effectiveness. 4. Innovations in water management arld management
 

The renainder of this paper is orgaiized as follows. Section 	 were identified and planned during the MTP. These 
arose from small group discussions in which outsideresources (host cotintry, as well as MTP learn mnenbers)in 1986 and 1987. Section Ill gives background information provided input and idoas in the context of the problem

. . . .
 A .-oninand area is tihe 	 solving discussions.toal area provided irrigiltion water by a single main 
or brnch canal and itsdistributary canials. 5. Involvement of farmers in tile project was somewhat- the CWM Project is jointly funded t' the Govenhsent of Pakistan, t strengthened by the MTP. However, except in Baluch-
World tank, and the U. S.Agency forIntenatinal l)evclopaient. Itsprimary istan, farner participation was not as great isdesired 	andpurplose is to develtp and apply on a pilotbasis as,integrated comniand area was an innIXortant area identified for further work.atlroach toimproving the productivity of irngated agriculture, which includes 
greater dcp.lisirtn ital coo)rdination, increased fanmer involvement, improvedrnanagement of the irrigation system, and specific physical inprovemnents. While the plan expanded thecontemplated project activities beyond theI A list of reports and plans developed during the WMS tt assistance to theCWM is prented in Appendx A. A lt 	

physical rehabilitation of the system, for differing reasons isany of theseon acLviies had not been accomplished by the time follow-up visits were madetoijectisprsntd in Appendix t.istf iie abbreviaiios nsed i nine months later.this report is presenred in Appendix B. 
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6. 	Linkages among organizations and individuals were 
strengthened through the MTP process. For example, the 
representatives of key organizations' on the subproject 
coordinating committee (SCC) were tie designated "plan-
ning team" for the MTP. The planning experience result-ed in a more acti' ' and greatly strengthene~d SCC. 

7. 	 The concept of multi-levcl, multi-organizational pro-
blem solving and planning was demonstrated to be 
viable and was accepted as relevant to improving sys
temts and system management. 

Some outcomes were specific to the subproject area in each 
province. The MTP process at times resulted in the resolution of 
certain long-standing problems and in agreements to move 
ahead with recommended, specific innovations in irrigation
policies and programs. Examples of these outcomes from the 
four provinces include: 

1.Agreement to modify the jurisdiction of the Extension
Service so that it would be compatibl, with those of On-
Farm Water Management and Irrigation, thereby allowing
for improved ctx)rdination of services. (North west Fron-
tier Province and Punjab) 

2. 	 Initiation of joint prograns to serve farmer., by Extension 
and On-Farm Water Management (Northwest Frontier 
Province and Pun.jab) and by Extension and Command 
Water Management (Sind and laluchistan). 

3. Agreenient to use procedures that would result in the 
coordination of designs for the main canal system wi 
those for watercourses by the In'igation Department and
On-Farm Water Management or CWM (Agriculture
Department). (All four provinces) 

4. 	 Policy decision to use the SCARP (Salinity Control and 
Reclamation Project) tubewells to provide farmers with 
additional water during times of peak crop requirements,
(Sind) 

5. Agreement at the policy level to support the investigation 
of groundwater development as part of the CWM Project.
(Punjab) 

6. 	 Policy decision to permit the revision of branch canal de-
signs, where appropriate, to increase the bed level of the 
canals in order to better command the irrigated area. 
(Sind) 

7. Development of a management system for guiding, coor-
dinating, and controlling complicated implementation and 
construction schedules. (Northwest Frontier Province) 

8. Initial agreement to revise procedures for the warabandi 
(rotation schedule) to account for watercourse losses. 
(Punjab and Sind) 

9. Commitment by the Pakistan Water and Power Develop-
ment Authority to work with CWM to resolve the pro
blem of interrupted power supply to the pumps for the 
lift canal. (Northwest Frontier Province) 

........ ........ ....
 
5The key organizations were the IrrigationDepartment, the On-Eami Water
Manag-mcnt and Extension directorates of the Agriculture Departmnent, the 
two engineering consulting firms working on the project, and the ,ifficeof the 
CWM stibproject manager. 

10. Plans for how the newly arrived resident technical assist
ance team would support and be involved in implement
ing the management plan. (Baluchistan) 

!11 Agreement on a plan for managing the distribution of
 
. a rthonlan emninghe d t ofcanal water, which included monitoring flows at keyepoints in the system to improve the equitable distribution

and adequacy of die water supply. (Northwest Frontier 
Province and Baluchistan) 

12. Agreement by Irrigation, Extension,and On-Farm Water
 
Management to work together to involve farmers in 
watercourse and other system improvements. (Northwest 
Frontier Province and Baluchistan) 

111. BACKGROUND 

A. fhe Pakistan Command Water Management Project 

"ThePakistan Command Water Management Project,

launched in 1984, is a jointly funded project of the Governmen
 
of 'akistan, the Inenmaional Development Association (IDA)
 
of the World B3ank, and the U.J.S. Agency for International
 
Development. The purpose of the Command Water Manage
ment Project is to develop and apply ccordinated approaches to 
addressing problems in irrigated agriculture. It is a pilot project 
and is funded for five years, from 1984 to 1989. 

Specifically, the CWM Project was designed to suptort the 
Irrigation and Agriculture department organizations involved in 
irrigated agriculture in their efforts to improve the planning, 
coordination, integration, and monitoring of their activities at 
the irrigation command level. CWM focuses on improving
irrigation management from the level of the farmer to that of the 
policy maker in pilot subproject areas in Punjab, Sind, 
Baluchistan, ald Northwest Frontier provinces. The CWM 
Project's strategy for increasing productivity in the subproject 
areas includes: 

I. Increasing the equity, reliability, anI adequacy ofwater 
distributed to fdrmers. 

2. 	 Increasing the farmzrs' use of appropriate agricultural 
inputs, L-edit, and improved farming practices.

3. 	 Developing improved systems and water management
 
techniques that ca.i be replicated in other areas.
 

4. 	 Increasing the involvement of fanners andfarmer
 
organizations in operating, maintaining, an 
 managing the 

5. 	 Institutionalizing coordination among key agencies
 
(particularly the departments of Irrigation and
 
Agriculture) and farmer organizations for planning andimplementing integrated programs fo~r irrigated 
agriculture.
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Central to the overall strategy of the CWM Project is 
increased coordination among involved organizations to assist 
farmcrs in increasing productivity. These organizations include 
the provincial Irrigation departments, the Agricultural Extension 
and On-Farm Water Management directorates within the pro-
vincial Agriculture departments, agricultural credit institutions, 
seed and fertilizer suppliers, and water user associations. Gui-
dance committees at the policy-making and operational levels 
and a subproject management office (SMtO) were established ineach province to oversee tileefforts of all groups and to support
coordination (Figure 1). The CWNI Project provides funding to 
staff the small, interdisciplinary SMO, which coordinates int-
provenents to die main canal system by the hIrigation Depart-

ient, and to the on-farn systems by the On-Farm Water Man-
agenent Directorate. CWM also provides funding for technical 
assistance and training. 

Figure 1presents a general picture of die relationships 

among provincial agencies implementing the CWM Project.6 
The organizational llacement of die CWM subproject manage
nitit office is di ff,:rent in ach1of the our provinces. In Ptinjab, 
it is a seni-independent office within the Agriculture )epart
ient. In Sind, th' subpmject nmanagenent office is semi-inde-


pendent and sits within tile
Agrictilture Department, but also has 
reslxmsibility for on-farm water management in the subproject 
area. in Baluchistan and Northwest Frontier provinces, tilesub-

project manager is a line nnager within the Irrigation l)epart-

ment who carries his normal irrigation responsibiilities along 

with the respor,:bilities of the CWM subproject nmanager. 


In each province a provincial policy committee (PPC was 
created with the Secretary of Agriculture, of Finance, and of 

Irrigation as members. The committee is chaired by die Addi-

tional Chief Secretary, Planning antid I)evelopment. The pur
pose of die PPC is to make sure that these heads of departments 

are informed and involved in the CWNI Project, both in general

oversight an(l in making sure 
that the project-related activities 
of their respective departments are coordinated and linked. The 
subproject manager reports directly to this committee on project
matters, most often through his particular departmental Secre-
lary. 

The subproject management office (SMO) typically consists 
of the subproject manager and four to five individuals who were 
seconded from the three main implementing agencies (Irriga-T
tion, On-Farm Water Management and Extension) to form hisstaf .T e SO d
velps p oje t p ans c o rdin tes theact vistaff. The SMO develops project plans, coordinates ie activi-
ties of the implermenting agencies, assists in Initiating water 
management inmrovements, and monitors and evaluates system 

Project documents provide for tie SMO to be organized intotwo divisions- monitoring and evaluation, and water manage-

6 All of the organizations listedinFigure 1 are involved inimplementing 
CWM, although only five of them (Irrigation, On-Farm Water Management,the subproject management office, and the two consulting fErms) receive 
funding for activities under the project. 
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Provincial Policy Committee 
Pr: 	Aod. Ciee 

Planning & DevelopmentChair: 	 Add. Chief Secretary of 
Members: 	Secretary of Irrigation 

Secretary of Agriculture 
Secretary of Finance 

Secretary: Suhproject Manager 

Subproject Coordinating Committee 
Chair: 	 Reps. of water users assoc. 
Members: 	Exec. Eng., Irrigation
 

DeI, "Tir.,Extension
 
Dep. Jir., On-Farm Water Mgnit.------


Reps., credit institutions
 
Reps., farm input suppliers

Rep., IDA consultantsRep., USAID consultants 

Subproject Management Office 

I Deputy Director , Nonitoring &Evaluation 
Evutio
 

Deputy Director, Water Mgnt.

ject (4 or 5 professionals report to SPMI
including die deputies. All are seconded 

from other organizations and represent
civil engineering, agricultural engineering, 
sociology, 	economics, and agronomy.) 

Implementing Agencies
 

Water users associations 

Credit and input suppliers 

Irriyation Department L__.._r (IDA-contracted)n 

Agricuhteeral Extension
 
r 
 Superisoryengineeringconsutnts 

I (USAID-conractcd) 

Figure 1. Provincial organizational relationships and 
structures for CWM Project implementation. 

cent. The Monitoring and Evaluation Division will regularlycollect and analyze data on the conditions in the stubproject area.
The Water Management Division will identify and ther initiate 
the use of new water management methods. Coordination of 
implementation is to be achieved through a subproject coordi
nating committee (SCC) chaired by the subproject manager. 
Included on the SCC are representatives of all agencies ororganization: supporting irrigated agricult2re in the subprojectarea. The SCC is to contribute to project planning, coordinate 

7When the M'1 programs were held, the responsbities of these two 
divisions were not yet clearly defined or reflected in actual operation. 



the activities of the departments, identify and address problems, 
and monitor and evaluate progress. 

B. The Water Management Synthesis 1I Effort 

The strategy of the Command Water Management Project 
required that individuals involved in project implementation 
imediately receive training in the basic concepts and mcthdl
ology to be used. This early training was to focus on the use of 
interdisciplinary approaches to diagnosing and addressing pro-
hlcms. In 1984, the centrally funded, USAID Water Managc
ment Synthesis II (WMS I1)Project' was requested to plan and 
conduct this training by the Government of Pakistan and 
USAID/Islamabad. Colorado State University (CSU), one of the 
universities involved in WM/TS I1,took the lead in responding to 
this request. CSU (leveloped and began implemcnting a general 
plan Ior training in the stintmer of'1985. 

At the heart of CSU's approach to the C'WM 	 training pro
gram was iasDevelopment Nlodcl' (Figure 2), which described 
a process for improving irrigation management (Clyma, Low
dermilk and Laltiniore, 1981). This model is a cycle containing 
three lphascs: 

IDiagnosis of an irrigated area using an intcrdisciplinary 
field study approach called "diagnostic analysis" 
(Lowdcenijlk et al., 1983; Podinore and Eynon, 1983). 

2. 	 Development and assessment of alternative solutions to 
identified problems. 

3. 	Development and implemention of plans for irrigation 
system inprovement and management. 

This sequence repeats as implementation is followed by further 
data collection and analysis to develop an ulplated picture of the 
system in order to identify rcw or continuing problems and tofurther develop new solutions and imlplementation plans. 

The centra! assumption of this development model is that 
irrigation systems can be improved significantly only if the 
current operation of th-, system - its problems and opportu-
nities - is well understood. Within the levelopment model, 
diagnostic analysis is used to generate a better understandiag of 
system operation. Because of the importance of the diagnostic 
analysis process for identifying needed improvements to under-
stand and resolve pr'.lems in Pakistan, diagnostic analysis was 
incorporated into the CWM training program as itsprimary 
analytic tool. 

T[he WVMS I Project was initiated by USAII) in1982 t p h 
improvement of irrigated agriculture in developing countries worldwide, with a 
focus on Asia and the Near East. WMS I1was designed to systematically
synthesize, apply, and advance what was being learned around the world about 
improving irrigated agriculture. 

Phase 1:
 
Diagnostic
 
Analysis
 

Feedback
 

Phase 3: 	 Phase 2: 
Program m__Development 

Implementation 	 & Assessment 
of Solutions 

Figure 2. The lvelopment Model. 

As planned by CSU, the CWM training program involved a 
sequence of taining activities taking place over two years. The 
general objectives of the program, as articulated in early 1985, 
were that the program would assist the involved individuals and 
organizations in the following ways: 

I. 	In learning how to apply diagnostic analysis in order to 

achieve a comprehensive understanding of an 	irrigated 
command area. 

2. 	 In successfully conducting a diagnostic analysis of a 
subproject area in each province. 

3. 	lIaddressing the problems identifiedluring thediagnostic analyK~, including dleveloping a provincialmanagement plan that would identify the goals, objec
tives, activities, and roles and responsibilities of the 
organizations involved. 

4. 	 In developing management processes and procedures for 
effective monitoring and evaluation. 

5. 	In developing further the skills and understanding 

nes 
systems. 

During 1985, prior to developing and conducting the first 
MTP Program, the following initial activities addressing the 
first two objectives listed above had been completed, and 
providet! a foundation for the MTP Program: 

Diagnostic Analysis Workshop July - August, 1985 
(participants from all provinces) (5 weeks) 

9The dvelopment model crected at CSU is one of a number of paradigms Introduction to Management Planning August 1985
used by professionals in this field to describe the development pro'wxss. Since (participants from all provinces) (I 	 week)
CSU led this assistance effort, the CSU model was used as th. underlying 
conceptual framework for our work. 
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Key Officials' Meetings September 1985 

(each province separately) (3 days in each 


province) 

On-Site diagnostic analysis training November-December,
(each province separately) 1985 (6 weeks each 

in Northwest Fron
tier, Punjab and Sind 
provinces); February-
March, 1986 (Baluch-
istan, 6 weeks) 

By March of 1986, a diagnostic analysis had been COmllcted 
by the subproject management office and line deparlmcnLs in 
each of four provinces. Some of the irrigaltion l)roblems and 
opportunities identified were new; others were already knoxi 
by the inuividuals working in the subproject :uca, though the 

iaigtostic arilysis usually provided specific new data about 
their magnitude and contributing factors. As an example, some 
of the more imp)rlant points raised by the diagnostic analysis in 

,the 	Punjab subproject follow:" 

1. Inequity of water supply. OutlCts at the head of the system
received significantly more water that those at the tail. 
Withdrawals at the head outllets ranged from 40 percent to 
90 percent above the sanctioned supply, while near the 
tail withdrawals were mealsured at 62 percent to 65 per 
cent below sanctioned supply. 

2. Unreliabilityof water supply. Farmers relx)rted that the 
water supply was unreliable and said that they were 1i1-
will'ag to invest in high-yielding varieties and fertilizer, 
which require more predicutble water supplies. licir 
reports were supported by measured fluctuations in the 
flow of water ranging from 5.9 to 18.3 cusecs near the 
tail of the distributary. 

3. 	 Inadequacyof water. Water supplies were inadequate for 
growing higher valued crops. Near the tails of the distri
butaries, minors and watercourses, land was kept fallow 
due to insufficient water supply. Initial studies, however, 
demonstrated the presence of good quality groundwater
which could be more fully exploited to provide adequate 
water to all farmers. 

4. Watercourse losses. Water losses in watercourses' 2 aver-
aged 40 percent, thereby contributing to inequitable, inad-
equate, and unreliable water supplies to individual farms, 

t0 In large measure, the problems found ;n Punjab were similar to :; e 
identified in the other three provinces. lowever, the specific contrit.,,ting
factors were usually quite different. 

1tThe documents providing the results of the diagnostic analysis studies and
the management pla's developed during the MIP programs are listedAppendix A. 

12 Watercourses deliver water from the canal outlet (which is managed by the 
Irrigation Department) to individual farms. Farmers operate and maintain the 
watercourses and smaller field channels below the canal outlet. 

5. 	 Submerged outlets. The identification of a number of 
submerged outlets demonstrated the need for better 
coordination between the designs of the canals and the 
watercourses. 

6. Use of inputs. Only 3 percent of the farmers reported 

using agricultural creait. Fertilizer use was half the 
recomnended amotnt. 

7. 	 Farmerinvolvement. The great majority of farmers 
indicated that although they did not currently belong to a 
farmers' organization, they were interested in formingorganizations through which they could help to improve 
the availability, accessibility, and usage of water supply, 
the quality of services, and the access to agricultural 
inputs. 

IV. TlHE MANAGEiENT TRAINING AND 

PLANNING PROGRAM 

A. Sumnary of Needs to he Addressed byI lhe MTP
 
lProraim
 

Toward the nd of 1985, the International [c loptns.
 
Management Center (IDMC) at the University of Maryland
 
began working with CSU to develop plans for addressing the 
management aspects of the C\VM Project. The initial step in 
this joint effort involved conducting a needs assessment to 
better undcrstand and develop agreement among key policy, 
executive, and operational managers abocut the important 
management needs and how they should be addressed. To make 
the assessment, key people in the prcject at all levels and in 
each government department were interviewed. The needsidentified were categorized in three areas as follows: 

1. Relationship of the CWNI Project to the Larger
 
Development Environment
 

The assessment identified the following needs in 
strengthening the linkage of the project to the larger 

environment: 
-To increase support for and ownership of the project within 
the upper echelons of the provincial governments while 

creating a stronger link between the CWM Project and the 
overall development programs of the provinces. 

* To develop better support and strategies for involving 
farmers and farmers' organizations in improving and 
managing the irrigation systems. 

° To raise the general awareness of the range of organiza
tvhtions and individuals involved regarding the kinds of
improvements needed. 
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2. Effective Project Management 

The assessment identified the following needs for impioving 
the management of the project: 

"	To support the development of strong, effective leadership 
within the project in cacti province. 

"	To more effectively articulate the approach to irrigation 
development envisioned by tie CWM Project and the 
approach and strategies to be used to move toward achiev-
ing that vision. 

"	To develop management systems and agreements that 
would support effective implementation. 

" IT)develop a strongr link between the allocvion of re-
so e ament.sourcesand the plans for addressing the most critical pro-

ject needls. 

3 .Introduction of Appropre SsubstantialAppropriate,3.ntodtn utiaheTeho e 


The assessment identified the following neds for streng-

thening the introduction of appropriate, sustainable technolo-
ies: 


*To develop organizational mecharisns that result in the 
continual use of information on field conditions (such as 
'iagnostlic analysis results) to gu ide th de velopmnetll of 
project strategies and plans. 

Fo identify arnd employ realistic Strategies that are tar-
geted to addressing current important problems, rather 
than only following the blueprint guidance of early 
piroject designs. 

*To miodify as appropriate and strengthen organizational 
structures and mechanisms to guide and coordinate 
improvement efforts. 

*To increase the flexibility with which targets are esta-
blished, results are evaluated, and plans are made. 

These general management needs of the Pakistan Command 
Water Management Project are not unique to that project. The 
problems and challenges of the CWM Project have much in 

common with development projects in general, and certainly 

with other irrigation projects.' 3 The purfx~se .cf
the needs assess-
ment was to identify not only the gerieal areas of need, but also 
the specific circumstances and contex, lo which we would tailor 
the MTP program. 

As the needs assessment was being completed, we put to
gether a plan for a management improvement program in each 
province that would begin to address the needs identified in the 
assessment, as well as the specific water management issues 
identified in the diagnostic analysis studies, Instead of separat-
irg management training from water management planning as 
13A recent needs assessment completed by the senior author for a a small-scale 
irrigation effort in tndia uncovered a very similar set of overall project needs, 
However, the approaches to resolving thcse needs will undubtedly differ sin~e 
the specific factors contributing to the problems differ. 

originally envisioned, we decided to work together to develop a 
"management training and planning" program lat would 
integrate management and water management concerns. The 
MTP Program would be guided by the team planning 
methodology (TPM), an approach to management improvement 
that has been used by IDMC and others in a number of 
development situations (Levine, 1988). 

For this program, however, the TPM would be tailored so 
that the program could build upon the earlier work and 
leamings from the diagnostic analysis studies conducted in each 

subproject. The diagnostic analysis provided a solid base of 
informaion that CWM-relatcd organizations could use to 
identify and address problems and opportunities for improve-

Field personnel from the involved organizations hadconducted the study, andi, therefore, felt ownership for the 
results. In-depth interviews with farmers had provided 

information and a way to bring farmers' views of tllroblems and needs of the area into the analysis. 

Prior to the diagnostic analysis, professionals in each of the 
iprovincial organizations planned their activities with littleinformation about actual field conditions, and each organization 

used somewhat different, untested assulliptions about these
 
conditions. The completed diagnostic analysis provided, for the
 
first time, accurate information about water distrihution, 
agrononuic conditions, availability of markets and inputs, and 
firmer needs and concerns. This information could now be used 
to create a common understanding of the problems from which 
improvements could be identified and planned. 

Ilowever, joint planning would most likely not occur without 
a mechanism to effectively involve the multiple organizations, 
and levels within organizations, in a coordinated process to 
address the findings of the diagnostic analysis. Also, though 

inlividuals in the lower levels of the various organizations 
understood the problems and felt ownership for the diagnostic 
analysis, there was a need to bring the same understanding into 
the operational, executive, and policy-making levels of these 
organizations. For this reason, the MTP Program sas designed 
to use the team planning methodology to bring the diverse 
organizations and individuals involved in tne CWM Project 
together in a collaborative problem-solving and planning 
process that would help move the project ahead, while 
strengthening important management skills. 

B. Design and Implementation of the MTP Program 

The Management Ttaining and Planning Program was 
designed as a three-to-four week intervention. In it, some of the 
issues identified in the diagnostic analysis and the needs 
assessment would be dealt with directly, while for other issues 
only the groundwork would be laid for future consideration. It 
was anticipated that future programs would be needed to
strengthen and support the resuits of this first program and to 
carry the work further. 
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The overall ptirpose of ie MTP Program was to give tile 
provincial CWM organizations an opportunity to work together 
in reviewing the CWM Projec, analyzing what they knew about 
thc needs of the pilot c'ommand area. identiftying current issues 
that needed to be addressed, and planning how to address them. 
By the end of the MTP, provincial officials Would have dcvC-
loped a management plan thiat addressd tile 11r dIClcs idenutified 
by the diagnostic analysis; strengthened the processCs fir pro-
bl, il-solviig, planniung, c mrdin ati 1 monitoring, and evaltia-
tii; and improved their owni,. iaiiagCliet skills as they rclte 
to tmiodertakinpt I, illlveni cuts, 

TO create a program that would atWilV iiItCgratel the consi-

der:ition o1 water Inanagenlent and Illallag'llielt issnes, we 

bcgani by concciving of the program as a L;ircd eIoln het wee n 

CSUilrad the International Development N;lla.gtlliellt Center 

(,knivesity of"NilarylnidII. We modelcd this relationship ill our 

co-directorshilp roles, and we soight to inftegrate our itko ipr-

spctlives hvien we rc'ruitcd and selCctCd the' iebe rs of our 
lenlis and(It pipared tlieimito condict die NIlP lrograii. lFaih 

lteI eani was to consist of our to li slpecialists, with It Ieast 
two ,'ater ilaeiint and iw,, nian,'cmll speciaists oiu 
each teallti.' 

bcc.ui of this illtiteirted allploclh, the roles of ':kIh sp,-
cialist wkerc not liiiite..d o his mr tier tecliiical field. lcani mciii-
hers were exlxcted lo ensure that our work continually incur-

+oratlCd the ilndc.lsliidings of all disciplines. To achlieve this 
level of integration and teamwork, a lotur-to-iv day, leam 
planingnc'tiil was held with the ilucvelution teami1 before 

cach prograni. 


Trae o ruci i) i ne \tI t 


membrs the opporttunity to: 


Rctache. i coiiimon iiilierstaidiig of the context, piirpio:;, 
an(d structure of the CWNI Pro ject anud tile resu lIs of die 
diagnostic aa lvsus study f' tle provincial proJect area. 

2. Establish and agree oil the pursc inteein(lutcoeics,, 

and aptproich of the MIT Progaim, 


.3. Undersluoid individiual and cillIce tivc roles and responsibi-
lilies as team menibers, and how their spcific expertise 
would fit the initrdisciplitaly a approach. 

4. 	 Plan how to specifically tailor and implement die general 
MTP Program design to the actual situation in the pro-
vince within which they were to work. 

14 The waler rnanagernnlit specialists selected for tile learns wre all 

experienced in diagnostic analysis arid carrie frori a numinber of different 
disciplines: agronomy, agricultural eginieering, econiolnics, aid sciology. Of 
tile two water management specialists on each learn, one was a physical
scientist and the other a social scientist. Of the two rnarnagenient specialists oil 
each learn, one was from the U.S. anid the other was from Pakistan. The Us,. 
specialis brought experience wil the managemcnt improverent aproach e 
were using, arid the Pakistani specialist brought knowledge of the rnanal~eim itstructure of and issues in public institulions in Pakistan, as welt as other 
cultural skills and knowledge. 
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Although grounded in a well-tested management improve
ment methodology - the teani planning methodology - the 
MTP Program represented i new extCnsion and application of 
that methodology. Since the Command Water Management 
Project actually consists of four independent, provincial sub
projects, die N'l'l Program would be implemented four iimes, 
once in oitch province. To control tile evolution of the intervei
tion iixiell, we s,.lucnced the programs so tal we had an1 
opxrt unity to build on each previous expereience, In tile first 
program in Punjab, the co-authors worked as co-team leaders to 
bring our combined experience and concept nal approches to 
hear on that first iluplCentat ion. For the second and third 
programs, we each selamatcly led teams that tailored and deli
vered the program ill Nor 'hwest Frontier and Sind provincces. i 
early 1987 ve usedd whsl hat,e id learnwI in the earlier programs 
to gtlde and sulpport the teami that COnductIL'd theC Lrth MTPn*I-
intervention in Baluchistan province. ,,o two co-authors then 
Icd t follow-up program in Northwes-t Frottici Province. 

The MIT' assiurcd that the indiividiials and organi/ations
 
iiix, olvd in :niioVing irrillt.il aIritCulture in cach province
 
a'hiTved tihe 'ohlowing thiough a series o' participative
 
xtlkshop 1 itillgS.
and 

I. 	 Agreement on the oxerall context of the C'oiiiiiild \Vterl' 
Management Project; that is, how was the project linked 
to overall provincial dCl.oi)inCt goals, W1h,1 were tile 

CWM Project purpose and objectives, what were tihe 
intended oreanizational rtoles and responsibilities within 
C(WM, and whi was the current slatus of irpil)l nitation. 

2. 	Using tle diagnostic :alysis as a starting place, 

identification and agieement upon die ciimrnt priomity ofprobleis and issues (technical, organ izational and 
political) ill the pilot area it the l)roject. This involved 

in in-depth review of the problems, tile magnitude of each 
prtblcm area, anid the factors contributing to it. 

3. Articulation of a set of goals, objectives, and activities 

based ol a problem-solving process that would link 
specific activities, roles, restponsibil ities, and monitoring 

reqtuiretncnts to the resoluLtioll ol the agreed-upon 
problcnis. This would result in i draft mnitgemncl plan. 

4. Adoption of the management plan based oii review, input 

and stipport from dh execitive- and policy-level 
p:rsonncl in the involved provincial organizations, as well 
as the involvcment of the federal project coordinalor and 
representatives of the donor agencie,;. 

As part of ouir use oif the tum planning methodology, weemployed ain "action-training" approach (Solomiton, Heegaard 
and Korhner, 1977; Kettering, 1985), rather than a traditional 
training approach to the xorkshops held. This meant that the 

prograni and its workshops involved participariLs in addressing
the actual problem-solving and planning lasks off die project,
while lc ing skills and conccpLs that would allowth emto 

continue this work. The MTP tean worked with a sries of 

http:irrillt.il


small and large groups which, in different combinations based * Identifying who needed to be involved in tie various 
on the work at hand, participated in background briefings, pro- activities of the MTP. 
blem definition and problem-solving sessions, and decision- * Reviewing the results of the diagnostic analysis.
making and planning at Ib)th operational and policy levels. •Identifying tie concerns and issues that needed to be 

addressed. 
To best carry out this kind of appwoach, we txok time to cl-

stre that there was support for the program and that the organi-
zations and individuals would be able to participate in ways
congruent with their roles in the project. For example, we made 
sure to consult the members of the Provinciol Policy Coninifuee 
oclore and after the formal planning workshops. Their partici-
pation was essential to gaining a mailate for the work we were 
doing, as well as for building their own involvement and clari-
fying their role in the CWMN Project. Also, executive-level iudi-
viduals were informed, their input was solicitcd, and they were 
invited to participate at selected p,)it 5 in the workshops. "1hils 
mid-progran participation allowe(l tOIC1i to prMvide inll)tUt and 
direction to the ianageno cnt plait as it was tehiug forntd. 

ilie tpcrational managers ',veic the key virtiCiilLtSt)if t'e 
pibl)icm delinition anid planning workshops as innebrs of a 
"lplanning teani" rcsponsible for drafting the nianagenentplan. 
In most cases, tIese nianagers were their organizations' relire-
senlatives on the subproject cxrtdinating conmilttC. Repres.,en-
iatives of'If, iernirs' organi/ations and fiel( workers front the 
different agencies also were involved, allhough mnainly when 
lie workshops focused on problen delinition. 

To give a better idea of what actually oc curred in the MTP 

prograim, Table I describes the sequence of progran activities 
and Figure 3 relates the activities t( the personnel involved. 
LachiMITP Program contained three phases: enhy, management 
training and planting, and consolidation. A set of essential steps 
were taken prior to each NITP'5 which included: 

hco
TIrei e inoofthedianoicly's isoft 

2. 	 Quick assessment visits to each province by MI' teamn 
members prior to the actual start of the program. 

3. 	A stitictured tean plarining meeting during which the 
MTP team tailored the general program to the specific 
province subproject and prepared to conduct it. 

1. 	Phase I: Entry 

The entry phase varied from 1-1/2 weeks in the Punjab 
(where, because there had been only limited preparation prior to 
the program, there were additional tasks to accomplish) to 4 
days in Sind, Northwest Frontier, and Baluchistan provinces. 
During the enlry phase, the team met with the key people involved in CWM invgorved is stMn thethe province,roincehesinpeciallyothenespecially the subproject man-et an 
ager and his staff, to obtain their input, involvement, and sup-
port for the program by: 

isOne exception to this pattern was the program in P1otjab where most of the
tasks that were to be done prior to the MTP were ctnpleted after the team 
planning meeting antiduring the first phase of the MIT. 

- Reviewing and getting concurrence ia the overall MTP 
approach and strategy. 

Typically, we met with tileprovincial Secretary of Irrigation 
and the Secretary of Agric alture, with the chief engineers and 
directors general who worked for them, with the operational 
counterparts of the CWM snbproject manager in each line 
agency, and with other key people at the operational and ptlicV 
levels. ile purlxse of this phase was to set the stage for tile 
action-training workshops of Pthase 11, in which selected 
representatives tfkey organizations wotild participate in 
problcni-solving and planning to address the identified issues. 

2. Phase II: Managenl Training and Planining 

This phase lastcd rtn I- 1/2 to 2 week; in each province and 
culninated wifli the completion of a draft nianagenient lplan. 
Tw workshops took place diiring this phase' 'lhe first 
v,orksiop was large (3)0 to 35 participants) anti involved 
selected individuals front th lie ld and opera tionaI inlaagcunIiicUi 
levels of all the organimations involved intile C\VM effort in 
that province. Tils 2-3 day workshop focused ol developing a 
Con1non understanding of the CWM Project, rcviewing and
expanling the rests of the diagnostic analysis using the 

knowledge and experience of the participants, and reaching a 
coirVon understanding of the problems indie subproject and 
the factors contributing to them. 

A second wtirkshop (2 days in Punjab and 5 day's in
 
Northwest Frontier, Sind, and ,aluchiistan provinces) hrotglit
tgethe r ;1smaller operational plainning team representing the

Nkey organizations responsible for inlipleenting CWM. 1 The
 

purpose of this workshop was to btiid on the agenda developed 
in the first workshop by further defining and clarifying the most 

significant problems. These problems were then addressed, and 
a draft inter-organizational management plan was developed. 
This plan: 

.	 reflected agreements on a gener set of goals for the 
subprojcct area over the remain .g three years of the 
CWM Project. 

, identified some specific objectives for the next 6 to 12 
months, action plans to achieve these objectives, and the 
roles and responsibilities of the involved organizations. 

-......
16 Six offices in different organizations were considered by the subproject 
managers to be the key implementors. Four of these were provincial offices: 
the CWM Subproject Management Office and the On-Fdrm Water 
Management, Fxtension, and Irrigation line offices retsp'asible for the
subproject area. In addition, the two consuting firms working with the 
Irrigation and On-Farm Water Management offices were included on theplanning team. In Baluchistan only, farmers' representatives were also 
members of this team. 
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Table 1. Stages of the CWM management intervention supported by WMS II. 

Stage 

)iagnostic Analysis 

Diagnostic Analysis (VA) 

Workshop (5 wks) 


Diagnostic analysis of 

subproject (6 wks) 


Management Training and Planning 
Pre-program visit for the 


MTP Program (1 wk) 


MTP Teenm Planning Meeting 

(4 days) 


Phase I: Entry (I wk) 

Phase II: Management Training 

and Planning (1-1/2 weeks) 


Phase III: Consolidation 

(I wk) 


Focus 

DA concepts, skills, & 
practice 

Identify priority problems, their 
contributing factors, and their 
magnitude. 

Initial planning for MTP, information 
gathering and briefing of provincial 
oiganizations 

Prepare MTP team and plan MTP 
program. 

Present and refine MTP, identify key 
concerns, obtain input of policy 
officials, final planning for workshops. 

Workshop I: Problem Definition. 
Review project context, goals, and 
structure; starting with the DA, gain 
understanding and consnsus on 
priority of problems. 

Workshop l: Problem Solving and 
Planning. Complete dFalt management 
plan. 

Return to key policy officials with 
briefing on draft plan; obtain Ix)licy-

level input and decisions; "next steps
planning" by SMO. 

Participants 

CWM/SMO staff from each 
province, WMS 11team 

CWM/SMO staff, field personnel from all 
involved agencies, farmers, input suppliers, 
WMS II team 

CWM/SMO staff, mui:i-levels of key 
provincial organizations, 2-3 members of 
MTP tearo 

MTP team and representatives of USAID, 
Govt. of Pakistan 

CWM/SMO staff, mtlti-levels of key 
provincial organizations, MTP team 

Field and operational personnel, CWM/ 
SMO staff, other representatives of all 
involved organizations, farmers, MTP team 

Operational planning personnel, CWM/ 
SMO staff, farmer representatives, 
executive personnel, M'FP team 

Policy and executive levels of key 
organizations, CWM/SMO staff, MTP team 

The completed draft management plan set the stage for aseries 
of reviews for further input and approval by executive and 
policy level personnel during the final piase of the program, 

The two workshops held during Phase II of the MTP 
Program used an action-training approach to address tasks, 
while simultaneously teaching important management skills and 
concepts. The workshop sessions included short presentations 
on water management concepts relevant to the CWM Project 
and on management concepts and skills reiated to problem
solving, planning, monitoring, and evaluation. Presentations on 
these areas were usually made immediately before concepts aid 
skills were to be applied. Once the concepts and skills were 
applied, the experience gained was reviewed for whit was 
learned, 

One example of the use of action-training in the second 
workshop was the ntroduction of a method for developing 
project plans. Aspecific planning format was introduced, 

discussed, and agrecd to by the "planning team." Small 
subgroups of that team were then asked to use that tool to 
develop their plan for specific areas of the project. 7 They 
received guidance from the training team in their work, and
when their plan was completed, they presented it and received 
critique and suggestions from their peers. This training 
approach was used throughout the workshops to teach skills in 
problem definition and problem-solving, planning, and 
monitoring. 

3. Phase III: Consolidation 

During this final phase, the team worked with the subproject 
manager and his staff to conduct briefings for the policy- and 
executive-level officials. The intent was to obtain input and 

17 Small working groups that included representatives of each major 
organization were formed to address each importnt technical area identified inthe first workshop. For example, in one province, the technical areas identifedwere system management, productivity improvement, and farmer participation. 
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Levels of Provincial Organization* 

Diagnostic 

Analysis 

MTP 

Preparation/ 
Guidance for 
Planning 

0 Workshop 1 

Wr,,shop 2 

Consolidation 

Farmers Field 

Field 

Studies 

Entry 

Problem \
Definition 

Problem-

Solving and 
Planning 

Operational Executive Policy 

I 

2 m 

Review of Draft KKZ< XKKcI 
ManagementPlan 

*Anywhere from five to fifteen organizations were involved 
in the activities. 

Figure 3. Involvcment of farmers and the levels of provincial irrigation-rclated organizations 
in the DA/MTP planning process. 

supt-)rt for the draft management plan, as well as any specific 
decisions required by it. We also worked with the subproject 
manager and his staff to identify specific steps they needed to 
take to ensure the completion and effective implementation of 
the plan. This phase took four to five days. 

V. STEPS TO TAKE IN THE FUTURE 

The Management Training ard Planning Program was only 
one step in a longer program of assistance to the Conr mand 
Water Management Project. What was accomplished during the 
program - e.g., increasing the understanding of and support for 
the project, addressipg key problems, and planning for project 
implementation - cannot be viewed as having been 
accomplished once and for all time. Management is a 
continuing process of identifying and addressing problems, and 

the management and technical requirements of a complex effort 
like Command Water Management are great. 

As a follow-up to the MTP Program, it will be critical to 
continue to assist the provincial subprojects as they address on
going needs for further problem-solving, planning, arid 
coordination, and as they develop more effective approaches to 
monitoring and evaluating their activities and modifying their 
plans. At this time, the following appear to be the most 
important areas to address as continuing assistance isprovided 
to the CWM Project: 

1. Strengthening implementation, especially the strategies 
used for on-going monitoring and evaluation of project 
activities and performance and for replanning activities. 

2. Continuing to identify and address areas that need coordi
nated action by multiple agencies. 

3. 	Developing strategies for effectively involving the
 
Extension Service and other public and private.
 

10
 



organizations that provide agricultural inputs and services 
to farmers. 

4. 	Assessing current strategies for obtaining farnmr involve-
ment, and identifying and instituting additional means for 
involving farners in the project. 

5. Continuing to improvc tiet ianigemCnt of 11,e system by 
!tting objectives for water doli.'eris (lrriga'ion Depart-
ment) and tairgct efficiencies (On-Farm W;itcr Manage-
ment), as well as ohjectives for increased know!cge ard 
skills transfer to farmers (x Cnioni) to irnrcasc produc-
tivty. 

6. Initiating action research in the tiehl to rea and ircpleincit 
improved technologies for assisting It mers to further 
ilprove productvityv and incomes. 

7. 	 Involving the resident technical assislance tcant in support-
ing the above iniprovenent s, 

VI. A&PLICAIllI'l Y OF TlE APPROACHl 

The Pakistan Command Water Management Project reflects 
iany of the cocn.ffaints to impcoving prodrhivity that are found 
elsewlre. Worlcwide, the challenge of inioroving irrigtcd 
_igricullure ia.s revolved around a recurring set of inipitnen, 

tationi diflficulties sinilar to those in Pakistan. As reviewed 

above, the MTIP adtdressed thcse si' cessfully by:
 

1.Linking ihprovemit efforts to an. understandlag of ie
aCtual fielci ccialiticinis ar! p~iohcleris. 

2. 	 Identifying improvements that were appropriate given the 
resources available and the priority assigned to the iun-
provemenLs by those!involved. 

3. Achieving greeter collaboration anong the diverse organ
izations that must contibute to an improvement effort. 

4. 	Obtaining the support amd guidance of policy and tipper
management levels for implementing improvenients; 
particularly those that involved politically sensitive issues 
such as water policy enforcement antd coordination among 
different agencies. 

5. 	 Providing expert technical assistance in a way that built 
on and supported the expe'rtise of local resources. 

6. 	 Increasing the involvement of farmers in planning, 
desigking, and implementing improvement efforts that 
had traditionally been handled only by government 
agencies. 

7. 	 Improving the management of irrigated agriculture by
fccusing on improving the productivity and incomes of 
farmers. 

Just as the MTP depended on earlier steps taken in the 
project, such as the diagnostic analysis, follow-up to the MTP is 
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essential. Further wor:k is needed to continue to address all three 
phases of the Development Model: monitoring and analysis of 
relevant data about the system, devclopment and assessmeicnt of 
solutions to problems, an(l planning and implenrentation of 
i!.tproveinot programs. 

The approach denionstrated by tice MTP IProgra i is appli-
CIC t0 any' situnat ion "aIling for the system atic inprovenent of 
irrigated agriculturc. While diagnostic analysis has been used 
with success in a number ofcountries and irrigation projects, 
this has been, to the authors' knowledge, the first systematic 
attempt to use a structured manageinent intervention program to 
build on the results of'a diagnosic analysis. 

Diagnr.,Aici inalysis, or sonic lhrm of field st.idy, is essential 
for developing In underslandin) aiong professionals in irri
gated agrict, ture of the problems that iost constraiin inproved 
mlarnagement of irrigated agriculture. We believe the MiTHP, is ic 
action-training, iiplenentation planiing progranc, provides an 
impcrtan i odel for addressiii the queslion of how an ini
proverient priog ranm can be initiated andci sustained.
 

Applying the apl)r ach used in the MTP to other irrigation
 

Inc:cnagelnenl settinigs will mnmc developing
e spec ific varritris
 
of this niarugemient improvenient program Io address the re
qtrirenients of each siltnation. The MITP is not a recipe for how
 
planaing should be done, but ,n ,xample of how an approach to 
iniplenent.ition plannirig was successfully applied to a pi
cular set of circunistances. 

This approach is currently being used to design a new effort 
o support the implementation of a small-scale irrigation deve

lopment project in India and the development of an irrigation
 

advisory service in Egyp,. These efforts and others should help 
to significantly expand our ability to improve management pro
cesses in support of improved irrigated agriculture. 
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APPI'ENi)IX B: ABBlREVIATIONS 

CSU Colorado State University. One of die participating U.S. universities in USAID's Witer Management 
Synthesis 1IProject and tile lead institution for the WNIS II activities in Pkistan, including the NITP 
'rogran. 

CWM 	 Conimand Water Man agemcnt Project. A proc't ulldcd IJOintly by the (ovcrnient of P'akistan, tle 
World Bank (IDA) and USAIDito cstahlish pilot arc~as in each of the four Pakistan provinces to develop 
and implement inProvcnienits in the managenient of irrigated agricnltire. 

i)A 	 Diagnostic analysis. A diagnostic analysis is an inter lisciplinary stidy of an irrigation system to 
understand its operation and It ideritify w,,hat is working well and what is constraining improved 
productivity. 

)PNIC 	 Development Program Maniagelitcit ('enter, U.S. )eparteinnt of Airiculturc. )lIM( is an orgalnization 
dedicated to uInmproving pulbl ic sector lim laiage iient in agricullture, rural develient, ain rclated areas. 
As a coop.ratling institution with USAI)'s Perforimiance Management Projiect, l)l'MC provided support 
to the iinplementationi of tle MTP IProglani. 

II)A International Developnn Assoeiation of the Wvirld Bank. lProvidt; conces.siona' 
dovelop(d coitntrics. II .\ supports ie Pak istan ('W NI Projct. 

hars to least 

I'(IC International De-velopmnuet Management ('enter, Jniversity of Miarylad. I )MI( is ain organization 
dedicated to the research, developiewn, and applicalion of i aliagenietnt iii prove menl approaches for 
developnent nianageient. IDMC providcd minagenent tevelopiet Icadcrlship it) Ihe NT1I. It is a 
cooperating institution within UJSAI[)'s P'erformance Management Project. 

MT P Managemen Training and(1 Planning !Prtugratii. The appr uxiniaitcly 1r'0ur-\wck nian age int iei pro vonieill 
program dcveloped and iin leiented to support tie Pakistai Comniand Water Management Project. 

NWFIP Northwest :rontier Province, Piikislan. 

PM P Performance Matiagenciit Project. A centrally funded project of USAIl)'s Science and Technology 
Bureau whose purp.,e is the research, development and application of nianagenlent improvement 
strategies and techn iques for development efforts. 

PPC Provincial policy conmnittee. Chaired by the Additional Chief Secretary of Plauvning :ind Development, 
the committee's iemnbers are tie Secretary of Agriculture, die Secretary of Finance, and the Secretary 
of Irrigation. The coiumittee's pr)ose is to keep its meribers infornied iid involved ill tie CWM 
Project. 

SNIO Subprojec: maniagement office. Eiach provincial SMO develops project plans, coordinates the activities 
of tie implminentiig agencies, and iionitors and evaluates the results of the work. 

SPM Subproject manager. 

TPNI Terin planning methodology. The TPM provides a way of structuring interventions to assistance efforts 
so that those involved in projects assess die current status of the project, identify key iniplementation 
issues, and develop plans for the next phases of implemenuttion. One applicat ion of the TPM is in the 
preparation of technical assistance teams for their assignments. 

USAID United Slates Agency for International Development. Donor agency diat funds die Pakistan CWM 
Project through a combination of grant and !oam, and which alslo funds the WMS 11and PMP activities 
in support of CWM. 

USAID/ The USAID mission hoated in Islamabad, Pakistan. USAID/ Islarnabad provided funds for tie MTP 
Islamabad 	intervention. 

WMS II 	 Water Management Synthesis II Project. A centrally funded project of USAID's Science and 
Technology Bureau whose purpose is the development, synthesis, and dissemination of approaches for 
improving irrigated agriculture worldwide. CSU's and IDMC's work on the Pakistan CWM Project was 
done as a part of the WMS I Project. 
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