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Preface
 

This paper sets out a strategy for the International Irrigation Management Institute 

(IIMI). The strategy outlines the proposed directions for IIMI during the next 5-10 years. 

It follows lines proposed by Dr.Selcuk Ozgediz, Management Advisor to the Consltha

tive Group on International Agricultural Research (CGIAR). In particular, it uses his deft

nition of strategy as one that "describes the most desirable vision of an organization's 
future, outlines the essential elements of the course that it intends to follow to realize 
tha*. vision, and provides justification for the identified course." 

The paper has been prepared through an extensive process of consultation involving 

many people over many months. We would like to express our appreciation to all the 

members of the IIMI staff, management, and Board of Governors who played an active 

part in this process. We would also like to express our gratitude to the many represen

tati'ves of IIMI's partners who participated in an IIMI Strategy Workshop held in April 

1988: and to the United Nations )evelopment Programme (UNDP), which provided 
financial support for that wokl1shop. Finally, we vould like to express our appreciation 
to the many irrigation researchers, consultants, policy makers, and others wx'ho have ex

pressed interest in INII's strategy. and who have hclped shape our views through 
v'arious comnents and suggestions. 

IIMI owes a special debt of gratitude to three individutals. The first is Charles Aber
nethy, who as Special Advisor to the Director General in 1987 and 1988, undertook the 

responsibility for formnulating the strategy and for preparing this document and the 
many drafts which preceded it. The second is Gerry Egan, Professor of Psychology at 
Loyola University in Chicago, \who proved an invalu:thle resource early on by acting as 
key consutltant at a staff strategy workshop in July 1987. And the third is Selcuk 
Ozgediz, who critically reviewed several early drafts of the Strategy Paper and who, 
along with Ben Bagadion of lIMl's Board of Governors, helped lay the framework of 
the paper through participation in a staff workshop on strategy and structure held in 
early 1988. 

L:tst, it should be noted that this document first appeared as a draft in September 
1988 and is now being published with a small number of changes which have emerged 
from subsequent reviews. For a more compact and quick reference to IIMI's Strategy 

please refer to 1lmanaging lrigation in the 1990s. A Britf Guide to the Strateg; , of the 

Internaltionallrrigation 1lagenteat Institute. Additional insight into how the Institute 
plans to implement tle str;tegy can be found in the "IIMI Work,1 an 1990 - 1994." 
Copies of both of these documents can be obtained by writing to IIMI's Information 
Office in Cololbo. 

Roberto Lenton 
Director General 
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Introduction
 

Tis paper sets out a shietgy for The second part considers tile This strategy hms, as has' been 

tileInternational Irrigation Manage- broad categories of activity IIMl remarked already, : relativey long
leitlInstilute (lIMI), which is a rela- shIotlld underlake in order to aceotlt- terin perspective, of the order of a 
lively yotnig olrganizatiomn. created in) plish its mission. This pall establisltes lecade. It wvill be sthjcld to five 
I98f. h'isslrateg'. p~repa rCd duIriingthe kinds if seTvites II.\II Wv'illOffferyearly reviews. In order tI converl it 
198 -88. is intended as having a per- to its previously identiied clientele. into sIOrt-:antl ICLediui1-terill opera

spectie th' cilerr Ofel n Vars. reviews doillin enCOnuXiasscd terns. a \\itltadift It the tional dIoCltntnl 

i tilephrase "irrigaltion lanagement, erent sitl of' ltis is alsoi needed. 

TIhe strategy is Cntitel'ti illfour and mia kes a selection of major Fuor this purpse II.\II will use a sys
paris. tlhc first xir describes the eon11- theCes oi which I1.\II will conte(n- Iti of rolliing" five-year plans. Tlhe 
ICX (hoilt CXlternal and internal) t0r tr:it its Cl(hrtS. It discussCs tileneel reader wio cis interested in II.\lIs plan

which ilet stra'tegy is devfiseCL. This IOr II Il to work ciOlhlalor: iVii \'tWith Iing On Inhis thne Ncile is referred to 

Parl coiinsiders why such allinstil- ce'rtlin types of partner institUtes. these IXPIM5S, sltlting with the "IINII 
lii is II.\II was leCCL nteC.SSTv Ira"iningILandI infrliation Servics ar \'orkplain 1990-9i." 

whal aV the and outlined.prohIcih IS:111L ipi)rl-
IliiCs Ihalt d its iOIncC)iilln: \ Lilt c 1 .i 3hatlt Stl'C:lsca In irder Il: rt lile 

otlhiir acliilits :lreaiy i'lCUr in these The third parl considers in al)- itg' is..1s far Is pissiblV. ireleant 

Iil-Ids. It tries tc idtCily crta'iin t:it'- propriati strUtlur irfi IIlr s pogrnn: and achievable, IIMI has engaged in 

giories if peColie who i:ic interests wvhait relationships will it dcveli i with a1 WiLC pricess if comsultation in 
in IlNIl's existncC ld its :clivitiCs. tileCountries wherc irrigatiion is iti- cviolving it. The icss Of COIlsUla

lE]spec'ciall )iciin rti1n is the identifica- p iant; hiow will its work in tliose ticin has involved ilectirtulatilln of 
:ioin f tlisi gnocps i IINII couniries be organized: what are likely iifthe Strategy fir coitowli iii carly versions 

siould he dIelivering IbenCfits. I:hnallv. Ic be the itcist fruitful kinds of col- eiltlNs piOiplC manybI"interestdic in 
this lmrn consider's what IINllitself*is. labicration at the technical Ievel. This categiories irrigatiouin man. gers, 

:t irisent: itsvaluCs. its Sltrengtll, aInd lt alsO in cicil- aid donorirtl COinsilC'S which re-sCarClCis. staflf f 

weaknesses. And as)ectN Of the \coik tries II.\11 should licuis its ciope ition i irganizalioins, represenling iniany 

Pattiiir it Is C\Ol\Vd .intCe itseab- and wIhal it Use disci)lincs n1d Vie\pl)ints. lIM's still'.i crilCria shiocild ii 

lishilltinl. guilC its selectli n OF IcirihCr Clitn- mianagenment, and IBotiard of (ohver
tries in which tiodeVUli pciperaticins l iIi i.irs cAll ('0 iribited :itC:lh 

The first part- oncIldCs with i1.tlage. In April 1988. :1workshop was 

articculation ol IINII's Iliissioin iin a stae- [h. linial par cc1thf papleU ccci( - held io which \ere invited senior 
iet oif ile road goals that slitdickl siders internal Ihil frolii countrieste the triangteitiN representatives ill in 

-

g1ide ati -lad its iIIailagC'nt'Ul :andtlI1ull itself sldIIcll IIIcke in Oider to which II.\II is developiig atlive Io 

stlffin their cliices Ocf rtier-range lie granis. Thilsprovided ippiorshic illel)t-llClt t irat'gy. 'ILese' ilc'ludC imajor 

ulijctiVeS. prioritics, and atticions. its tlsepartiltental tiicpionents :ll1dits tlnil Ior refining the Sitraltgy ti con
staffinrg and iiancing. fcoirm oi their pirt'ptions of' needts. 



PART I
 
THE CONTEXT
 



The External Environment
 

The Importance of 
Irrigation in Developing 
Countries 

There reit'.ow abutiut 220 mtillion 

he4c'tares lia) of irrigIted 111nd ill thiet 
lirlcl, representing abouiit I-) i 

Oii tie lttal cultivatcd arel. (A' the 

220 million hlt. I 8 million Ia. i)- "2 

pertcn are. Icicd deVe lliingMi in 
Collries. The irrig ied area in lhcse 

emI nItries Il kCs tin 211 e th1me"Ur-'-Ilttl\t tis. 
ClIvated area. 

Ini riCitlCtiOn tCerins till' signifi-
c'nce i f irrigated agric'lture is even 

grealter. In Sitl \siai. hior exaiiple. 
yields iCr lcChire n fiiliOiliintI irri-
giatedcrl I;1lS;i\Ver:Imge 1. , alldIbtwncc1 
2.2i filis is MmdiI a mlu'ultit o 

most irrigation systens are perfrl-

ing far below their pottntial. This is 

-ic whether perloriitnce is Ieas-
t red in t.,rnils of i achieving pilanlned 

ltargets. or in teris of tile poduclCtion 
potetniail created by tlte physical 
\en In wirds. nmosit Of' thewi ks. iiter 

bieriehits 0f irrigation dveli iplnent 

l\I'e stCitniLed friomithe 1iagniuit. 
"f tltie ni it l -icientinvestment, 'ill fi 
andIlro tli\Clii SItIris. 

Ill Ipiericv tie irrigated 

•t teiriirt'e.
is ni1ch less than t(li are ciiim-

niindcdi anI :iiiiual ci-ipping intensi-
ties ire lower than anticipitc .l.M iire 

Iicftn tIhan iiIt, water is distrihuCd 
ineutiily lit\een Lhirniers near te 
h:i l-Cnd ci elacs ii thiet sVsmlIn 
Where water is assured, anridihiitl 

uniirigatd kidsI&S. half if01'f11 lessir c 1 is L(l\\i-More tIn 
the rgiols o tl prouil cto m Strea mi.\Vater deliveries to i frlerstintal ii 

coeii Iiliii irrigated lainds. Ii thlie fields rarely correspoind in (uintmtvcome 1'rniIl rrigtedland. 1.11ltfie 
190(S and -O \\. lie)n ilt' inticisC 
if cereal i iumput in tes, Couintries 

\wais rtiilllllillat an iiliprcssive 3. 1 per-
Cellt pcr yearii,lire thI:in tIo-thirds 
il this gronli was attrili.itecl to irri-
gaittin. 

Niit surprisingly. tile dclvlioping 
voiirld las inaletmn;isivc iltvesilltns 

ill 11tl'lvcliliii il1'tnew irrigatiOtn 

schMn)ies Or in tIlt! chelmAiliLlio if 

OldIcer SClili'es. !1C;veal cl\Cl(ip ilng 

Ciu trics wlitlh irrigMtiil tiietnritial havc 

clevutcll liver lhirc-l unis if teir 
mulic Sil u ing mor agriculturese to 

irrigatlii iiili jcts. \\'irld\\id inve'.st-
iitl Oill S $ I hillionIt.~ilt' 01 
ptr Veir is itfci ciIld l\' irrigalill 
profcssiiinals. (Overall. tlie p;ljlil I r 
the.se iIveStrIrIrS haIs bcnii high. ill 
its aibscic. it is cliulhmtul w 'etherilt' 
treimendouins gains ill li'id piuduct in 
;icliicVeCl O\r tit pas I i tleitles 

woulcl li'e. I ttn isOsiibl. 

IDespite tile iipoitlance of irria-

tion in sustaining food production, 

andi tintinglt t rue e n 'i'ir cs p y t h he 'an1e requireiimenti
if the tl triners' crops. Nct iil'oiiil Sf 

Iaricrs and landlCss lb)oires in irri-
Ptel arcas remain helow their pn-
tl.ntiilp 

The cinmbination of reluction ill 

operating budgtS and the irnAhilt\' 

Of nianaging agencies to recoiver 

operating clsts, fr social and other 

I'Ireasoins. USuall' cad to debl'icienl lI1ill-

t li;iic aid declin iiig peri'rricean. 
( )ltel.I irrigation Systeli m lst i "eti 

tally rlm:liilitated elore tele origimal 
investments are recoiveredl. i general, 
ntl rtulrnis tl irrigAtiiln invctnillerts 

haive' Icn disapp~ointing. And hi' Cstx 
f cl(4developing new irrigation systeis 

is risilng rapidly. l'te cost o" ie\\ irri-
projcts ill iiianiy trViic ll 

tries is Inl\ a igh aisI'S$12,.(110 Ia. 
gatili ln in-

l)csliitDLxitese setbacks thcliail 

1ior irrigati in conitiites ti increase. 
[hueluStitn tlhai I)\' arises is. Where 
w\ill the ii t;iSe ill sIupply et'(ire, froi n? 

Clearly, ile land ava:ilable for lie\ 

irrigation devinlopnment is linited. In 

the future there will be an increasing 

demand for vaiter by trbaln users for 
such purposiseas hydrielect ricity. The 

answer lies in improving the iman

agenient ol existing rrigation re
sources. 

The Wider Consequences of 
Conseuence 

Irrigation is iiire than ai water

distriruiing, crop-prodtciig
.it°l'h inlis o:iadequatei reiliab e 
water Sl iiiCs io poor li r elinginii

ae c onsid eiral . Ti cingasi t 

Ihe'len hi gh-risk, Iio\v-prl lucliVitv, 
rinfiid agricultlure and omw-risk, high

productiVity, irrigatLd agriCultrUre is 
o tn dr:iiioit,. Wv'i-iii i''edt iriga
lioi prCILIttS Sharp irtlriasats in ood 
Supplis aid incoln ,As cropping in

ensitv increases timtwo, three, and 

evenim 1 ili perii, tlie firt
fIu-inily gainls tile Security iif fond and 
nOIine at shortt intcrvals. Risks of 
food shorige, indctecldness, and in
in\verislntent ire reduced. There is 

less need to nligratL Seasonally or to 

sciffer tlhe lisruhliion. mIimil' sehpara 

lion. and humiliation which Inigra

lion [fteln entails. RedLcCd illigrilion 

allevialtes the pressure (in the already 

iiverer (iwcedUrlbiai areas and inar
gil:l iiln s. 

Sutccessftil irrigation liosts tlie 
wider rural eclnmy. I Ilmusel.hOld in-
Ciimcs arid pure basing power in

crease; retail iradcrs, traispoirt lpera
tiors, arid rttl'l ici suppliers of ser
vices nave tire blsiness; ne\\ proc-
Cssing ihdustries ic esiablihed. Tle 
sLI 0if these "scCOtitiT ineriefits" is 
ien oil tilie Sae iirler as ihc pri

r" 

i 
\When well -rna naged, irrigatecd 

a1grit'ltUre genrats emilpln ilenet ai(] 
higher wages for landlless laborers. 

http:inve'.st


N,\ or retlalili:tutd irrigation ScIemires Somt. wavy part oI th l tsiness 0d witi those in th head or imidlle of,
o'ltCnclltail anId reldistriutiol id irigatlion nlailagelll.lt. Thle bellfits tite systtem: thev rcei\v less water 
s.etttletmtit of la:nlelt.ss fainlilicS. The Or dl Ineqt.Ctnts thit iaylv low IrOll less reliably, illless timelyv fi'shioll 
increasel plrl [l'inities promte Ii- ilnlproveelllnts illirrig:itn Iitlnl ge- antl hieIIV Oe\lr Vitlds, lo\er returns 

or' the 

soinal ;1tl [trlL+ilcilt settlittnt. TIle 


gr'i llto irrigated ates, btI sc;l- ItIlelt. I'lnll conftirmed dtugra- to l:bor, lower intomltnes, less access 
dlIti(ll Of SIItit.t antII' tCl il'nl- to services ani less influence. Itie
 

hI nlclls c XtLltl eIC t\iyL ]thern-i'Al M erits illfhe ofhsIo.se 
l -


I l Jly si'aI but 
to Ihe urban JIir, b redlCilg lhte :VroCt'l,'tl, 1ltentially of Itese eff'Cts CUld be lliti

] 	 'e iln- uitl.V:tS 'iei casLsS, 
Iarehtreibne' 1ny:11V 

I)pesstu. ol ti]h;il ip1IiieoM 	 t ndll. great 3ntI inltensie\. g:tci b\ be(t2ter I21allagllient.
itifrastructoiteV and bV ili-evasing (liegesllllt IIl.relf IlII tibi llllt.es 	 uliabltIrigtlInstes['12. \\l t.N 1 l i~ llh 	'N 0t l '.hI ,11 i o f l ]k ol'tr\0 '1 	 lSa i ll tli '. rr iga t io nl systell +i 

speld tilegreI'rstp rl If Irrigation Management: ICC c(nnstrtii:tcl. shokld be S.ust:lil0thir 	 O 

incmllet (oi 	 Where Research is Needed :ileh in tle hIng t Cont'inning tol hIt). ci 

a]ieve 31tld indeedt to exceed their
At tt te CO-Icvl (1 file nationl:I The poltntial benelits 01 irrigil nrigin:il objectives. That. however,
 

otlly. irnigILid a1griculture incre.ses re grcltl:
the1actlua a'hieVCIInvemill 	ratreVlyIccurs. LOsSns of SUStI:inbility'

fooI C m dvelp.Iilg counltriCs
stcurjit\' ih0tni1gh higher atIIMore 1311 'ny Ittnugh derives frI n several Cctors, ni- their
 
stable' Cii p pItlu-il ,I l the eSe tile\'
Are [lot legligible) :rV tlilstUan- ilntrltlion: phvic:l factors, such aS
 
\\ilh\\hich develoIping c'l(tliCs Iuild ti;illy less than1 tilet
piitntial. [he ills- sallinlizalln"the ino soil(SIccidally 

a It lt int uller Nl cks It l(dI tld. i)tclS fIoriltIpIr tllitent lie illIIall" tilearid 
 :Iitl seilli-,rid colu tiies);
 
lilretetl and Ir OIte divTrsi'it2d II) Itl aIsl't'S 01* irrigJtcd atgrictltlure. II'llln- fiinMciAl fActlIrs, sLch as ilnadeqlate

SlIies I'lIllirrig;lt'd a.IS ,'ClertAeC gVgetVIenC;1anIlad tfle \w'y.IILLhirelse 
 IllxIWS Il res itle systmu,n.L intlo 

ear-fnilgs 01 nAlgsI) If' I'rleigl 
 cx- Will f111' depressing the 11l0tiV.titn i1iits par
canl;ge.Iit. l buflfer tIme 'CtVlllll'lliS; alll OrgtliZllionll f"lCt(rS,-a i'l(" as:i. iu1tell~n inl/~'ll i 'it.I ht :l'''lt stuch d.ucepa l n tsll

:lg~illti>rtt',t'itlunx\'~ri~m~tktlshi-	 Iltl 'tl1 Otl15irrig:itec'l lIrti in Inchil1 

LTCNtUrl iL pIr:Il un)I~o'llitieS rIL- IIdequate
t alleLt tldeal with systetl dclcrio>
rAl llt'llt'll ~tl '~ is out tl llslieIi I za il'i ' c) IRf'i - IS i 2 IM.l ' (t tii. I l ' 

is 01'l fa'ctorsitilt prvt an puo-ltr~i hpll itesilet 	 ratflil 10. 1d o these can belic. in ural infrastture aridtl ltel\ lly1i1 it is bitlul (I t ha. Iill ith altlleviatd Mt}INI ine degree 1 gold
 
reverse the ltMl'"trad\ebet;Iflt n 
 t.alVil'nageiCltS
i'tCllm
ent skills.

utland: t t. IIf watr Can exceed I kilogram I
urba1 ' 	 unit 

clbic meter uLder Qtrualit' ?/Ii,. lte introiduetimlI of(kg f') tl good

Adverstll'U sO OIlt'Ur.
et I'lre wa\tr"c'l1nt Is; illp-actiOCC. it is irrigaItioll lcilities brings many physi

1is afgrl lwlng cIliln il "llugtenvirlll- uSuilly less than 0.t1 kg 1. but rtli- c-ll and 51 ciA! chlnges. atffcting

irntali.ts I v 
 the negativel egxtenai- tively fewV lIanLah,iig atgen2cies (CCOILI Cople's ife Style: Ilteir elvirlinlents, 
ties vlrich rCSult IrI ) ill III 111;111- it. ile pilteltial Iir gain is then ais their relationships, their \vork pattern. 
agedl irrig:ltil I. EIch yearMtIhllstncl)lS high aIs30i) pt.l liv increasing tile Capacity I f land to 
0ll hitareS lrllof lgriltra anI)Llmldls prfcc i lrt :td SllIrt)Or ICoilC,
 
be tlxilithI S3illiiZtiol I.' 1W p ( LScS:
etcltd eitI Ito 01" IA\ iuic-ti'ity hs IJil\'iU irrigation cauIses illiligrMilln 1.1t 
tilceli. \\i holt iegiolls La h ill- seelage antI ()fitl" NIIris I0I watcr Wttl1et0l4211f new0 il)ptlatiolis. Il)It.n 

,,
1i)xvcrisieCl I\ trli II 0\tNage:eV ct Vat-i.- irliiiate(Ul.. u1nredicLable. I CIsing c iltri-l, sOCi:i. il piilitiCal
II ggi)ig. \ltr-)lOlI t.diN'istN SllII , uttitclv \altcr'dlcliverics; Small ,ireas changes. The different \,atcr regimcs
mlrl Iii, 'Whi.t-lSt11lli;asiS,. ati ilalria is irrig imecl: lirmlrs' I .rcalt IlliotIs hoiCt.C ISlOt'iat l with irrigatini aire oiten 
tltrl~tl I'r' c Ithe itilt belle- I'illth hit'ilthi (ItlopsMIrtl i[tIIiis. ill Ilirila c il .trallCl,t dlis.i ,s.lueirirlg orgatnisls

+
hits (It Ittler 1lttilioln that irriglliOll 01' \V\,iti tmll'libilil'. I::chII tlth' " :llllCVet't'lis.r. cr (rping ill-I l'nhanced 
StlIuld biling. ()VCrCXptlxl iLtitlll 01 is SuisCtcl)til i aA Ul lioll 111;111- teilsitycbt,. I l llglloin l I irrigation
gilItld\vt C "itrcslllt'c. tIlt.I thllNteIlt . Igcl lt. Iill)it. lll lil lle Np)t
li\''ilhi)()L c 01II il 11Ac ' LIhZliuiti- 'l tlt, I',inlt. it'ullity ycMtt :ItWIork ill the fieldls. The ill~lIctS Oil 

ttie~s. tlitil1:d11d \\- Ilk 	 tkcl ci'tl-a ntd tJil-c'nltL1udLtI'si,sespeciallyThe is C"Ill- fmlily lilc 1t1wirliel'n and 
bI i-11ig;llitll t - ,atI clt rt" ir'h shi tilt i c-I4y " 
 1 cLhildr.re. Iilsicter'lllc. hut i It yet 
dtlc, illdiill: MAN' i isl Ifc) ti Ill r stc ve tllttl\eri l~ ld. :\l li1C.Nc'llSidera
0iemr0m1Sl.c-S \\Irkilg ha)JtIlr 	 ill Ic", IllInldi's 1 ,lalItALM i Pro it'Ct. tiois 	callcctra('l for Sensitive Inllageilcnl.t, 
Ictly coillilinl,1 Iftl ' iI it LtIc tic-limu-ltd fltoIl1,1)35 kg Ila at :iin)tCI ltillictSiilgl b tilchts tiL re
likt l t lht.SC \Will ilt hA At tile cil cLIi. iilu i+l-JOlcl f1cr head III 35)) kg dtltinIg ailvUrsc tsIIAT'. 
ill tire 'lt.lir. H l M'tsillS'iilka ald ill 'Iakisltan 

'very rltiIf these \\itler I e\tvelld thal lil-etll Illll'ers\'II h It'i 	 sil'-What are Others Doing? 
ind cdl nC liMic -I lilsc IetncideS 	 is ill fcr ini1tiile_ lep)ri-atirinls titnpirtlr'd There are al retly a range ofe 

6I 
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Te'(JIIlft'A 

ill iLi yearis, te Suliccts tLCiils neeud 1ogroups and institues lllnIV l- In recent severlcl develhp- it, li or thaI 

fris which have poigrams of work ing cotuntries Ia\e initited pl'(gI'itllS le add'essed. In sOlIIteca.Ses, tile 

1lhlat llein Ir llnoll im il-servic' ill 'atr nuin- iesearch illon.e way dlI I0 tanl':iilll abi\we organtizatioins and 
+ 


itthe iimprovent oI irrigation or o f lgentll. Inl India. severil iw \Witer sti tilitls are recognizing their stall, 
toirrigtliol tallngil.tilt. IlNII will minh- and il+l"Id Ma1;Iagentellt Instilutes illd I)I.pt'allliddhre.s these neeCds. 

tWillits Is I~t\ fStr institutioiIs an11dawvrII.ss tf. ind ;isfar (\\'Al.MlIs lavee netablished i In ( lltt cases nIetw 

p)ssih' tact such ctivitie.,s purpise; ()ithe \eIctilres rem ilnwith. this recent pitgrallis c.lerging. all cases, 
il ()rd-t r to ensure that it is ilntt LdIr- inclC the Ie on ilI;I tile c(i>leIcxitV f CUit'ging issieS isiU. nlutill+UIll 

taking activitieLs ca':n dul. of ilrigtlioll pr'ojct .1aIt tiaiNg,1ai. leding to greater 'Ool)C'irtionl :Indtlit he 

(IuaulI1o' Iii0rV el Sw\\azilald. the Iuternaititl i\\ater. cillalitiaii in llet\cCn NIpCci:IlizCdtvl sw'.SC\hIrei; m in

thus II aims ti idl.ntify the lp;rticu- ManaIgeIIICIment 'railln itsll t : Stitutitins. 

lar scLt0rs and sitItittI inis in which it Asian & I':icicirigaii IiIi ligetn it 
is

ilper)ites with I c li li,.v a:.tkiIn- the 'nier-itx tif .\ollbtil n I t rel.iOst in tie list of Irends 

t:lge. turses, i _cl Iy S1:1..Ili- theCi S ig 1\iz1 t'th glt\\'ing ( 11Cerli 111titing devel

vTrsitV in c llatlhIiIrttinm With researh olpme_.it ifeiias i i'er issu,es iof 
It is illoraI tat, n ti stlnllniriZC. instittits in .\hrini and Thiii . agTricultural andleVllrlllollntl sLs

the tgoin l lg tivit-ies inlresearch. tliin;ibility. I)ue..ti ti L ntiud piiI la

training. and infllllntitll related to, Ilowntir lll (\'/byiaI ('SystcInis aid titin gor,Ili. and the lack of emploiy

ill araIs, largeirrigaiti)n llillagielt.lll illfirII tin l:tlit;ISis illirrigtati in mcIt po)ntunitisC ru1r1al 
exist :it the Ite'rnatitinal CitiIllIIioil Il)ulaliois 'ie iuigrating ti marginal 

.\lu,'l ( ilfthme!,s('m'c/ isofif single- Itr Irrigation & I )rainag, IICII) I lead- or fragile il.ds.he researclm strategy 

discipline kind. ft ilot iad ilNew I)elhi: the (O)'erseas 01' tle Ieas twit dUcIlUs etnilih:.sizedtwimg (civemti qparlers 
disciplinry: lines. tte ( ) mdi znglL undersitudying orit" I)cvellplentl InstitutI l)ll in;mnimxitiii prtodtmcti\'ity' high 

,fe.\.w aplects of M irrigalion svsiel ill indthe Ctmirimiimtve.ltlm Aglri.ulturIal input. highly intenisi\c hlirmning chtili

Spcl,.i illstitt- ItCrnt- (inte lands.relative ii oltitiln. iz,ed lItt[rii. I liehm.tlitin:ll (CAl tit ,s i most pitriductive 
titills lii Such e.xist 11.tny it l. Tlie strategy is :i .i.ne. awii k inl li ill), \Valimnlg[ri,. Elnglad lmes emierging 

Ci' lltlit-S. \\hih tlvze:., . \, :1( id.ntifying criips, livesc k,. and syslLclIR ; t per:ite in dilferent \as. 1) mlitin-
irrigtti in svysieiins Irni ht tinirs ailarge librlary and publishes all if ]iductiioiI thtlliie adapt-Ilistic+poiiit teillis 
it"view, in luding, tl phyNicl.l, ;gri- iual bililiigrapIV; CAB illtenlt - able to i wvide range oii physica.l and 

cultlurl. illstitiitioinal. MAI tl)tit tillll lioIIn;I Ipublish.s rec'gular petridicads toif s('ic.-Ct(ltimlic Cnvir iolitn.Fs. The 
liflt'lsitln, is fa"Ic',s citinnIiotil. +ill'Dtr;ict; () l)in tilWl with) lldl cil ratit)inl itg, is ittultidisciplied tius

1III liSS'illlt i ilCews,1lletr and tic in latll and1LIcoitimpas' the 
Iliciiuilltrit.s with Ptll a1 paricipating milgemtmeilt 01' whOlIC ieStiurce s'.Slge irigatit irolessio nal pp1s to 

S\'ylii. Ihrichavet bL-teenieiis nelik. Mlr;lmir hin thei liidumlllt cuOl
i'eSat.ith IujCts (t1\'aitis kinlIds.)llents. 

StV iticlIude SCMl1].i at[ h'.'i#n11('loft'uIll'(ltflSwith lth. ile'ts.;itliollrese:t is researcl A 


i I'ectlinl trininil ilt
tie 1MiolA Iiikist;m . 1t iitit ll d t irlfimnatill cim tiillt resller ce intetr itlnl agritcul
w\\o k oI th I. itiiHt nlil Rice in irrigatitioin i inailgelnlelt hivc IclgullturI ie..:irihl ci thit woth\itilla itl 

Ret.:mii11 Inlitutleo .Ill id ttie l ii ppe'l during the p st dtecldc :t tt. with the Citmitiltive 
I to l imd Agri'i l- t liptii Iilt .iiti ll Agricultti':lTIIh' tilihILiNaitinal hrigaiti inA lmi ,istrmtii ill T c . 

the Plill il s. the I.gylpt \\',ilCr I'sC tire ()gali'zitiin's ( A(tS) l lrmia- R _ illh (C(HAR)were c."lblishcd in 

Io address this Iied.
've litlril Suppormit 

llilid lts 'ilei .I11. hlternilati
liii Cc, ;iet VtsI I ijctls ill Iltliii. iiiogranI ftr i :iii \\';I-Ihe ist decadl 

Icr NI;iiigCiiltii; the 'Iles I1 Ihte inll 

A ligi' ImIbter()ifisllilIQ Agency Inrternatiti dl I e\lihp- Hit:ird f(iI' Sil Rtsacl \indMllagCjut(itlrtses ftior 
imnts I I' ,lI)'s \\' ;Ir.Iimlagemiieint i Cliltl (IIBS1/A.\) Ithe Intiternitiinalinl irititg i ll;i itoffered idl time 

wir \l..\lst ire spci:mliz'd \with t()I)-ill Silmsis PItojcctS illmltnteild V CiiILil ftir lUsechm il l \gr if'oresiy 

griti)s ii 'S Lilli S; and tile I1R(:1AI:I. thi lie)eraitinil (:Cenelr Iiortiniiiig di\isitilS bIetwCn'l thrCc 
l l Sup)i ll i i ving Aqualic ICS01tlCC.S \bLIn;IgCiII'nIl'(n 'nS:CilgiiL'(i - rctL Itiiig liti 

;iil cct fri Asia and tihe Ne'r Iais - (ICAINII intlI li hllterilillt:ml Ceil
lmla giintl (liL ili l ill(i'i 

iil adilhydro lgy. agriculturC' 
ie eco i iit'c in.l si :~ lie c.'N. PAN ), ;[i, iliu hlded te i ohy 1gv 1 iby ('SAID. if lISct tlt li1 gy 

(ICIl I). immuurig ()t[lers. \',ithlin the'IIer are tiptrticularlv lirgc iliti1)er
0C(fI CAR tie Int'riltitini llstititC fhim 

iligIit I' ilg Current Irrigated li''iia Agriculturc (IFIA) ind the se cilgllltilItee Trends In 
few iil irrigai i n t;iglicill. Agriculture liitiihitit11;1i (: )11RlVsIaritC Illiltltute 

ti tt1 c illstit tile ilithils- iWeV r. n lure of irrigatio linf SC nlilid 'l'r)] ]C I ,A[)
uLghi so i tiCS ill I[H ti le h it 

trii]izd ctuntries toffir Such ctuir.W.s. ;.nd ariuLltr is Clllig, illd With ' estaiblishied ltlleast pirly forwere 
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this reasnn: o ther .l thecenters tilill n10rS 01*1.131in'lde COlaet:3t for ixl'- S'.it.'llers note fromt (lie experinletl 
CGI:\IA :re nowx\ lanning or aire al- ti1ipationu of I:uriiirs ill Ilie 1I.Nigil, Nt:iill to the. iel,. :iS rV.Se:ir{h lI,-
iV'A1-1 :lIi'Lltkiil i r'n{'Ilr.rh :1iliII aiMt Ci l'UitlRt~lil, MLIl reh:lbilit:itioll 0' ' liIs llor' IttLIhdtiCici'lilld 11111.1 
adlc iljl'tii clopis toc lore i(ollijlex en- irrgl lic 1 SN l'',,ti1 . 3lld this offl'S CIl- hol .stic11:lttl3t. triclitiilI:il reS :ItI 
'ironMintS :1id ntSt ni fitnin, sicleIid i ec.l c I)Clcr teSrc.'. IItii ci1.hgies Ibgin to break down 
'.Steslll .\ oIr (VI'. nsiith:ii:lniiiit. oif d. iltLoL (file 

f'ood IcOl uclitill ,\S'tills is 3()\V : it gi\II t o 
M ll l ll is clue 10 thue I tltitler (if inter:icting Vari

allies ,iil thle i c:IC o tltcselck i lt'I icf 
tih.' I' rftfililt (d" ofllstelhitlI.SJi of ll l JrrJ variale,'f- Ilis. lt tntext f i ition 
(C;I..\i', 'l.III i,;d .d\i,,(,rv I• it - gl3 :il.:ilJ11lg itiil 1rLl .'513313)1 ,v103 I it 3i 3ll 10 ii;~~~itltl ~hte hc e._xisting cc'inch- 3ol Jh :iCtli li 

rt.'L' (IA C). ailtI n , 't n r tJ;Ills ill l'e1'h llg C3 tt1t3l3'5. l all. irrigtion s'l.stllll. 
t oil) rease 313tl ic k ait.s >t l'r;+th31t1ticil .tttc, : . L cIiI )L',..' i Al+ilt.,.. XIe..\l~t:o Ihi11 , I~n.iir' itlthlll's rsl':,irli' :iittt'i ;it ciuiti.erici'l Foitrtih, ti(s're is .3n inlcr,:ising cicec 
ri'n-.iccii i')lo ltlgt11 ', L' lil(m1'o It iltiMl'rI it' ' l ltiiil NV.S+'31

C 1 
ll 1fo3research inl) Imant:laginl g the conopeat iontJ)l,alltd its ad lt io~ll( fir(oll jtlIl ist ' (f1. lt't.rt.illI \\':lt r Sourllcest IiCl olP

Th e r I L (l> o a n r -
rft..SiCh1, ill Ii,' C.)l0,'1l J Is 

' o fi ir r i g. Li ol I IM~ t L-Jl WuI 1 1 1jlinl r -Ml C C 1. € ) Uh. r N t .' c m lIzi> i r r i g a tl i o n . d t h e'sh ift i ng p r i o~ 
l . ,,L-.U. ILi'S., Mo~re ;Jl)Inrl+ri It.• h Third ies'\hi'h :wcolmlay ihe J1.'inreasin 

lil irriiiliinl "'c.15 itl.ijllizt_ cmn- \\orlId 1(onditicins. Such W\ irk is (3r- dmt:ind lfrci setor urp is,iotheri. th,,:r
IhI(c)Lei' t cr3) .od ,tlsii.inCl rUccI_\ iV, :t lice tIiln irrigation. TiiI, includes the Ineedu I1rliiljtiiC. lotx:iieiipl 
1 cnu l ilcoiIc' tlhull il djrisfMd :I.- (i'illri' Nationa 1.1Ii .\hichniismte for drinking witer ir flmilies 1ind 
riuttrte'. ttd i lilliIi/ th ci\tlSe. .\nlgiio Le. dii (.it.e Rural d 'sEA:tLX IiVCSto ck, aind. water i IOr other house
,'n1\ ir nMi'it:il elle..ts 11tl \\ ithill :Iind ,ii'- , rets (<CI. (I: l') il 11:01,euses. :ilsi in{+ .s tIitld i i .CIc us.eC 
I LSVit..irriig:tt.,if MLnS. I:tllIrC, (dwatet I-
s-ek ito 333.3\nlniiZ, reirlS 10 inVSt- t'niveursitls ill the I .S. nd as Xtl of' iiiitIStrx' inl gelleral. 

it 1iSt I ;t llie I ':ili ,t:itC an1d CohoraIo Stalte f hyh.droelectricity ald ifur 

ILeIIIts ill ii rli.gM lt l it oIil kl. l iill:llt- iNNal atco I:l\\a lr n:ig tull Clll L , ncreased itt n ti 31 is being
Ci~i rfoitrce. Icr lie des\ I oiciuih'iltio l]rOjeC t 131' rnuat cll lt.ec lI olI gy i i I1 c 1trailli g ipp roipriate tic theo~lht.y rL 's. (oling JilntopJl.y ill theu Jimll'm e+llll t \t' ,)I'ln l :+l ~~+r~l o t ei .iMi'i ()I' o1ciiliugI.S3131:c)I).1i\ ill' w31 :i trtnds. (urrently, only :I I'u'cthtin'ilt \'e 

within the li,',itilic)t' oif irrigliticl rgll(lMUN. Mid htlil\\ttc' lnIi u es't'i, s ffer training i irrigation 

itIl:I Iag'ill.'nJt itSCH'i, \ iIIi rt' ()\\ JgerS ill lW iteld alnd [l t: ill thi Ici te _ei l t. nd thoe which d are 

(-teiviug tihe :ttei cc1(11 l tii icoits, re- 1,"CICC i'lintrii. I CMtd in d':ilih)d Tiihi 
I) il~hisii trainling loir irrigaitiont specialists

o I. tict 131:l l'i:tn:. :i' al'iest.. Tini oper3-n i deeloping countlries is t'lhlilicl 
1JllL'L' :tllc.lies 

(luill's the cie.ic Iihtelt l 1 irm- I i l Ii3 ILII'. This Intl nnlS 

Filst, diL l ho., rI IM'tt1 ll 1 Ill(.' 0l) - C St{1he d CIhIILt II ofh,\ 'lJ that irrigatio el gineers 311[33, l must ire-

C,.l'allJIg hudg.u.1 ()I*irrigtllJllIRiC 1t.ill. l 1 3 rAril' ('. ll 1n - (r'iletIly le'av their iost ouI111ntrygL" llol' r forincr,.C;I.SLd ARLt1'lj<)1 is being ,i\, to It) lymzu -r Ih() Stored~ ]+)tgra.duate co)ns ider. I.,._ . 1 :d 111 posih u ataionl at 

thi theIIVrI( l
+ 

:c 1diltcii'tIcllti cl of i3:31-
:L1.o.IIInt rU'l-I n',-ihility I'r( ll ;~Ig L 'J"- I 

lit.".' 
II+.S 

31Ud to oc i aIl'tJteirrigaitioniI 
" 

- :slle (st ill tc'rtts 
'll t'mr. This pattern 

Of fiI:ittces 
is c+hainging 

:In3Md 
anid 

lo Il'1t.i'r' ,Icc' I ,. :ild I) t111Cllihili-
/mili (dccCllt'S:tl' IsI i'lt1"', () oip- Third, 35 lillVl melLd ilh(l\e, i1-

innova1tive\ 

SLIit :IS titoi 

cgr:lilr 
01'l In 

:iroi'areem rging, 

:i's Ad~llilliStrai
-rCiteV:L1d iiiAIIlt:fi 

A..iI(g thisi' ,3)31 

hl!\\ 1131 irllgl io 

irrig:ti ccl SVtil ,. 

lu,' :griitt 

ig('llil.'s :3311(It 

13'I'l:5'd :tl'ltiot is bL-iig gi\l tcc liVe St:lTf (COICege, hil therU 
fieJld t.'sl':irt ll :td 'th leet i'ti t Ifor :iSSis:ll' ill chirriCLIhiti 
Oif tSSiit(tJl'ld mletlld o Jgi's. As re- 3313 ill this :l.':. 

is :I nieCd 

cltdu\' op-

Beneficiaries And Users Of IIMI's Work
 

It this Suction \\L: t(1Itsidr w\itlit lti'ir le.ds :3 sIi:irp] :S it 1;3ll, :331l1 p)ruiLtic 311d survices aire [lie rural 
gtcclls i"c i .1, :o311 lttlli/i 115.I g t . C l'tSI' tIhi1 it t:gl' s'ISits wocrk towa':irdis )oor' (farmeriters., mtn:ils, lin llessSho uld Ih e l i e I l l af il l t l S L .'l"., a n d. I h neui- p'r ob1{+l m t h a tI ;i r e k11 o w n'1 tto aff ecL{+( >) " p e>op l e, ind h i I r e.d , a nd i g a t l la bo r
Ci:iries o f t3' results, of II\sII'r, oc. stra:3in 313.-111 l'rS) nil'l'llJitlg Ccnignifica'ntly. 'LIItries. whose
Ill or111'r tic tI1:ixit1i/ its icl iCt, th livelih ods lepelnd 1il irrigateid agri
htiFtittitI' iUSt il nily11' hti.SLLS3I l1 l't theinti:it' benf'iciaries of I,\Fl's ctlture.. FlartterS ireL uliint:e IUenefi
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ciaries, rather than ilnmediate c]in1s, 
bilcaLIsC tleir i.eds canl ethotter met 
by natiollal agencies tal by an inter-
ntrtionald organization such as II.\I. 
lhoslt inCLS tnl tile llcttr Iamrl-Clvel 
practices and tecriolog; Ittore ap-

propriate extension serVices, it"IiltJd-
ing Ira llinngin hasic' t anItgetlie lnt 

skills;imtore reliaie \watcr delivery: 

elnryefectiv ct.'lllltinictiotl witlh 
agoet. stall;almtihtter w\a.'sof work-
ing with cail:tl-tlatl:lgtllet'lt ageltis. 

], expect 
dl0'tol tin g.ltl'rla 

II.\II cannot ltwve%\. to 
A ircct rittiotl-

ship wilh these heneficitr. groups 

whith ire ext nClV i ug, atltl dis-

persed. T'Ile clirCt tisers. or "Clilts" 

o'0rli.\ls otutputs art' those ort';,niz:l-
liItlS itl lht1 dCte hllilg Coil nriCs 
\lvichlare ti'lCetltLi il vtritos \\;.s 

\\ithtilt' l:Inagellltlt( o irrigatio t. 

Their ctillctrls t11mVhe atthIe leVls 
oIfpolicyv tIttlitl, t pt'a.tralioalat-

;ageClllt. ISe:trt'l, or ctiistiLIttly. 

lherte are ,a nttllller of such 
grops.AllI~t~eIl~irCX~dll ergril tps. tieir e nlattrt' tilrsiolt rxact 

syslem,,. 1I1\II rect.lgnizes tilte l'llow-
ilg grips art' fxllict.ularl" signicalto 
ftIr the orie'ntation (A'its wtork pro-
grams. 

I. 	 iovertillilt irrigatiol i.iiatagi'-
flill irgatliZatlilS withi haiVC 

direct respontsilbility ftor pilannin1g. 
designing, oiperating MItld stippitir-
ing irrigatito systelis. These may 
he ilinistries 01i parastatall Iodits. 

2. I'tliCt'.llakinlg organizatiotns whitcl 

aire responsi fi01letfr detet.tll 
ntxtiotlll pl ic'iCs till rcalio 0 \'a-

eirresttttrces plantling and to irri-

git.id agricwyttir. 
3. (.)rgtiizatims antd associations of 

irrigatl tl water users, which II,.l' 

()\\'I orttx rcise ttlatlagetlitllt ['tilt-
liois otl irrig:ttio n Systiemls. I sti-
Aly, hi h.v ealls awa.vs.to theC 
Vstitis wItithIi[test! grlups IIatl-

aQe 1rc,relativel ',ti all;hi t sill 
gr oups :lso oie ,tllallage local 

tlistrilblitio stc'Itrs oI ilLlcII larger 

siltttllt.'. adI t .erefirtehlve Soltlt 

tll;Ig llagt rtlationship itlll arld 
terft"ice with atlargT-SCale .Igl.C\ 

t. 	 NXitnat esearchitlStitt'5, I)' 
thosc, with
'ially ,ihlish.d


sis and activities itl irrigat 

gation-related questions. The 
growth of tileindigenous olsLil

taiticy sCLit1t is a1 sigIlificant cur

'lnt trend ol d'evelopment in many 
coutlies. 

"'ltere are as vet few research or 
rining instituts \\ith: l orixplicit 

clllti:, towards the matlaget-lent of 

frigatiol (:Isdistinct roillIbu tile tech
tllltgit.s of irrigation). 1IN11is there

fire in : rather diflere'nt situation fritlo 

ill;itly olhcr international agriCtllttiral 
researchi centIers, illthat it will rarely 

itltralitilg Wilh direcl\tiv mpa

rallel' nat1iol0Al instill CS. Thilse lllly 

comte ilto existctlst. later, or irriga

tiotl tttllilgellicill IllalIt' :tiddetdto 

tite raltlg I' txistitlg tlitional insli

lttts. 

i\I h:S Iritd to etnsore that tile 
views ol aflectctd client groups hlave 

illitented tlt! cvoltiontl if its stral
gy. iThe actions itl this rieIlnain regardion of e 


il 	 I~!IL~gIIIIIISIL~liS.were tile Wide ti re~ol iil (Aifearlier
il ttnlagcttlett stdis. 	 trafts of the strategy, ati til' Cotl

v'eling it) April 1988 of' a Strategyi. I niversitiesand tational 'stmilish-
e t l inig, Workshop,to senior rtprtsittthich 

espec'iallyVhV tisi' ;iinig :l higher 
lev'els i1l:l1llcll.
ofl" 


.	 Nationll cntlntlhing irgalizaiiols 
which exist to give aditle oin irri-

latives rom all counttrie's where 1h\lI 
is dev'eloping atvet' programills, alnd 
also some011fIntill getograplhical areas 

where IIMI is lt yet representetd, 
were inilcd. 

The Internal Environment
 

Origins 

11iliis tilefirst intetrnalioniIl insti-
titiwhose elforts are dlevid olely 

It tIle StlIlbicl of irrigattion ilianagi.-
tlilt i t \i .was i'siahlishttl ill198 iil 

he~adquairiters ill Sriilanil, 111I inM)e 

w as proviletl hy ;it Inltirnational 
Stppiit ( 6 t; (set' deplllhliclI ix Ftir its tit tt ir 

or Ihi.S
1]
inlcinvli-~ship) C'll.Slitilited sinlgle 

purp ise.Er 

Thh h t l, I ' l- ; -S C I 1 
Tit prit'ssihll i t l 197a. tlc.esi'art'h- (etltre 

tit til hig12ail in li' teari)' 19'
7(1s. ail 

DONOR MEMBERS OF THE IMI SUPPORT GROUP 

Ag:a Khan Iotntlntation 
Alric:ilI)i'eve'kptllop lt ilnk 

Asiatl I)evetipiilent Iailk 
Auu ri tlaiockelc 

Ca aantkt.lerFl'l~lil 

(F enatliRIe. A*efeiler 
Iederal i (errinatl'

In
Ford 1:oundlmli< 

lt, 

I llcV a l D l .pmeintt 	 rna tioin o\t 

international Iunltl rAgricultural 
I)evehipllopment 

liapan 
lrl r thers' Fn dILI 

Tt t lilthiri 
'le Ni'ti' riaints 
iii'd K.in'4,dom1
 

I Nati3 I )evelipt'tltUnitedi ls 
o gIra m m eiP~r lc 

Iteld Stat's lli'rica 
Wiirmltitlk 

Wol)Kn 



Strategfl, 	 Managemet
offte Itterntatlonal 17Yigation lInstittte
 

\vas conducted largely by or in close irrigation pertonnance. 'his in turn 
liaison with tie CGIAR ind its Tech- implies: 
nical Ad'isory Committee. The moti-
rating tactors which, throighout this a) ensurinit that impacts reach 
period, sustained a general consen- clients and ultimate beieficia-
sos that such an institute as IIMI ries, not sitiiply studying irriga-
shokld be created were that: tion systems or developing bet-

ter understanding of their 
1. 	deficiencies in the management of behaviors; 


irrigation, and related institutional 
 b) 	not only developing innova
prolblens, wvere becoming a tions, bUt Collaborating withi 
constraint to !he realization of sUs- tien t collabortin with 
tained increases in agricuIltnral client agencies f their adlp-dar 
production; tatioi and ilplementation: and 

2. 	 the internationa center approich, c) maintaining only i relatively 
characteristic f"CGIAR. hid hid small nucleus of hcadquarters
crtable success in alleCviating other staff, so that most of the pro-
cIOstraits to algricilt ralaIi-prodnoc- fessiunal staff are plcet in 
ion; tot rect onatat aie p-aeeelopa with practical 

agement problems. 
3. 	 bCC:LuSC Of tie I OiOn-speCific 

nature of irrigation ind its associ- 3. Ensuring that IINI's prouLIcts and 
:tetd proilems, it .\asapp:irent that services achieve tile highest stan-
ait aior effort wa'isneetded toMajo toment dards of excellence.nede This implies:efort ,,-ts 

Strengthen national institutionsand
ri 
pr:grlnns. a) international recntitirm.nt of the 

most qualified specia!ists in the
AlthoiL1.4hIIIMIis a young organi- field drawn from all parts of 

zation, it has nevertheless existed for the world; 
five years and in thatl time hIs aCCU
niulated certain experiences and per- b) undertaking long-term pro-
ceptions of its appropriate role. 	 grams vd'tien such effort is re-

Llired; and 
Certain valu.s are widely shiard 

anong IIMI's Board and statf. These c) focusing efforts on those things 
values govern the o RIctict of its work, that IIMI caln do well. 
and guide thw Instiltile in making 
choices among alternative courses of -I.Fostering the increased aLitononY 
action, aind illdetermining priorities of client agencies, in keeping with 
that are consistent with its mission. IINI's mission to strengthen 
They are isfollows, national efforts. The ultimate cri-

tenion of success w\,ill be the elimi
1. Promotion of mu ltidisciplinary, nation of the need for IINII to con-

collaborative, field-based research, tinue its assistance. 

This involves: 


u. nsuring that lINl's work Lhi-
a) nsirg real irrigation is nitely contriliutes torsuaelns the reclic-

field lboratories, raither thanfielopin sciratie ratertn tion of poverty, the promoition of 
clfveipiig spcia l xperimen- social jsitice, and the improvement 

of' the sitnation of disadvantaged 

b) empo ying a systems approach. 	 groups. Irrigation has the poten-
tial to bring about sLIcI effects, 

2. 	FImphasis upon solving real prob- but does not always (l0 so, Lirless 
lerus, in keeping with IIMI's mis- there is itpositive orientation of 
sion to help improve and sustain management towards these goals. 
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All of these values are of high 
significance in the management of 
IIMI's prograns, but the second one 
inparticulr may deserve someadded 
explanatory remarks. IIMI mist not 
becone, nor be externally perceived 
is, an academic institutior Its orien
tation towards real problems and prac
tical solutions must at all times be 
evident. 

IIMI isby no means the only in
stitutiton playing an active role in im
proving irrigation management. It has, 
however. certain featores that are 
UniCILiC to it. These features define 
llNl's comparative advantage, \is-a
vhis other institutions in the field. IIMI 
wan- its actwill develop itsactivities in such ways 
as to use and develop these special 
features, which are: 

An international status and 
open International recruit

policies enable IINMIto 
be netral objective observer,
 

ene obetive osrer 
not identified with a particular
cont ry, particlar c iscipline; 

tion management problems; 

A multicountry focus enables 
the Institute to test potential 
irrigation management innova
tions in various contexts, and 
to promote intercouLintry 
exchanges of ideas and expe
riences; 
A long-term presence and resi
dent staff in selected coun
tries enable IIMI to participate 
in SLIstained action research on 

importanl irrigation madnage
fant ith t evron 
familiarity with tileenviron
ments that influence them; 
Ani emphasis on collaborative 
investigations and problem
solving helps IIf.lI to work 
effectively in this mode with a 

nuntber of different national 
agencies siiltlliariCously in a 
given country, rather than being 
tied to specific projects or agen
cies; 

http:AlthoiL1.4h
http:recntitirm.nt


7he Contevt
 

A combination of unrestricted 

ano project funding facilitates 
a broad multidisciplinary 
"program" approach and 
provides IIMI with sufficient 
flexibility to address key long-
range irrigation management 
problems. 

There are other institutions char-

Purpose 


In previous sections we have con-
sidered the nature of the problems 
and opportunities that arise in irriga-
tion management; the identification 
of groups that can he assisted by an 
organization such as IhIl; and the 
character of IhMI itself, as it has 
evolved in its earliest years. These 
factors combine to lead to the follow-
ing statement off [MI 's mission, which 
has been evolved by llMl's staff and 
management and reflects the set of 
objectives formally given to the Insti-
tote in its founding charter. 

IIMI exists for the folo\\'ing ptr-
pose: 

* 	 tostrengthen nationalefforts 

to improve and sustain the 
performance of irrigation 
systems in developing coun-
tries, through the develop-
ment and dissemination of 
management innovations. 

Definition of Terms 

Theabove mission statement is brief. 
Some of the expressions in it deserve 

acterized by some (though not all) of 

these features. IIMI will aim to buiki 
uIp partnerships with these, and to 
take advantage of complementary 
strengths. 

On the other hand, IIMI does not 
aim to develop its strengths or 
research facilities, in any one disci-

ITMI's Mission 

amplification, because of their signifi-
cance to IIMI's evolution. 

Nationalefforts. This refers to 
actions undertaken in develop-
ing countries by government 
agencies, parastatal bodies, non-
government organizations, 
farmers'or tenants'groups or in-
dividuals, to improve the per-
formance of their irrigation 
systems. 

Management innovations, 
This means any physical or or-
ganizational change in the con-
ditions or the processes of 
management that can cause 
improved performance of :a 
system. It does not necessarily 
mean changes that are entirely 
novel (although that may some-
times be the case), but it will 
probably more frequently mean 
the introduction of some prac-
tice that is new to the particular 
system or institution, but has 
been successfully demonstrated 
in some different context. 

" These innovations Will undergo 
development and dissemtna-
lion. The first of these is the 

pline, in order to rival thz existing 

single-discipline institutions .n fields 
such as hydraulic engineering, irri
gation agronomy, or computational 
modeling. It recognizes that its 
comparative advantage does not lie 
in that direction. IIMI's policy will be 
to develop cooperative, not competi
tive, relationships with established in
stitites in such fields. 

process of identifying, field test
ing and evaluating the new ap
proach, which includes deter
mining the conditions required 
for its stuccessfuladaptation from 
one context to another. The 
second part, dissemination, 
involves extending the knowl
edge and experience so gained 
to IIMII's partners and clients. 

Performance of irrigation 
systems. The improvement of 
performance is IIMI's majorgoal, 
so it is essential to know what it 
is. Performance is often taken to 
mean the degree to which .I 
system achieves its objectives. 
But objectives differ for indi
vidual systems and may be 
reset from time to time by a 

management decision. IIMI's 
concern is with absolute stan
dards of performance, so one of 
its early tasks is to develop 
consistent definitionsand meas
urements of each compronent 
of performance: productivity 
(i.e., crop output per unit of 
each major input; land, water, 
labor), equity, reliability, sos
tainability, profitability, and 
quality of life. 
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,r(tti, ,f:h, Int 'nutional hItqIl4ttiot ,attageMejt ilstittite 

The Benefits Of llMI's Work 

In the discussions that led to the 
institute's establishment, and in the 
process oIf' self-examinati n that led 
to tilecurrent strategy. two luestions 
were ofen raised. 

First. even in tIt ise sitL at i(Ins 
where man;IaI.ge.inenlt delects are 
obViitus, w tie utecatn In stilt 
ensure that its activities w\illmake : 
difference? The recent history of* 
dCVe\'!0pnIiltn is strewn witI examles 
of projects w\'hose anticipated 
benefits have fiiled t lateria lize. or 
have been realizeld 01V 10lalMotlest 
extentI . 11I11 Ilis I rSethat its 
activities tlo ot ICl \wthe sanc patilt. 

Second. if the anticipated hericfits 
tlo iaterialize, tilwhom will tihey go? 
\'hat setions I'S1iciet\' Se ti llst 
likely to gain friim any su'cesses h\' 
1WNW1?Critiis oiten atcthse irrig:Ltiin de-
velopminent il'clntriblUting t0 increascs 
ill 1 Iieity: hli\\CW 11Ml ftel 
conlfitent tha1t tie beiefnefits il its ac-
ti\ities \\ill gi to titise \\'1i) need 
tiltllIIiost? 

11I1 cannit aiswer these (liiis-
litons fully. bIoeauielith are al'ecteti 
by the briatler clonsequiences of' 
nati nal government piilicies. liw-
ever, partial answers are possible. 

In regatrd the first IhMI'sto issue. 
Sitt~lailm
isill in . \'VSMlmllal'S 


to t:lt 1of, tlie iltler interlmiltil nlal 
agricltlraI research centers at tile 
lile of their establishcnt In 196(). 
there was iiii guarantee thati hyirid 
tecliilolgies anId IsSt'i;teti lractices 

Boith of"these factors arc present 
in regard to irrigation management. 

Opportunnities are clear, nbecatuse i 1 
tie kinds and seriousness of pnir-
lems noted earlier. A search f-or 
answers atnti willingii.'ss to chtange, 
by Illse responsib le fIm 11 l:iging 
agencies have become o)pparent 
during tie past decade. New organ-
izatitalI structures ;irebeing cnlteil-
plated in moany Cl.tlires: tiletui(e 
tOW.Irds "ttUrniver" of systems oir parts 
of sy\stem,, to somne kind of newly 
created lrmers' organization is one 
eXIllll)e. S) ire tileeffTorls by miany 
agencies to mbl)ilize resources for 
Ioperations through self-financing. 
Nevenheless. sone agencies may hesi-
tatc to intrdlce Clil gCeSIheCatuse if 
tile risk asso i:lted With CIhange. Ill 
these caIses, 113l's activities will serv' 
ais :acatalyst through its emphasis oi 
act iiin resea rch. which seeks tlode-
terlin ilehest \\'a\'sintriitiLtcing01 
nett\\- ianagin'lienl practices. Once 
identified, l1MI's multliluntr oplera-
tions w\'ill Pro ide a ready vehicleI r 
disseminating agelcies experience in 
intrtlucing change aliong iticr 
cointries where similar conldit iIs 
preail, 

As to tlie secind issni' (tilc identi-
icatiin * tifte b'neficiary groups), 

immediate benefits; their families ul
timately benefit from the increased 
quantity of 'oodpriduced on tilefarni
 
and the security that ensues. 

In cases where w:ater is conserved 
and managed to increase cropping 
intensity, .armers throIughout tile 
systemn halve tilteopporitunity to grow 
thtree crops a year instead of* one or 
two, and tiletotal food production 
and assoiciaLted incolue of the systtln 
c;l increase consideralily. This sets 
ol't chta iniof events wliich reverber
aes thlr oighout Itle Ic:il cOI iniunity 
including ai increase in labor reqttire
ments within tilesystem itself, an 
increase in demand i"ir agricnItnral 
inlits antd processing services, a 
dlI.vxnw\ard pressure oininfomnal inter
est rates, ant : general reversal of 
[liei tertus of trade which attracts 
publicinvestment in rural inf rastrmc
t(ire anti private investment in rtral 
business. All these increase tile 
denanl for labor throughott the ru
ral COIIntiinlity. 

Irrigation is nut untdertaken lIust 
for farlers - if it was it would not 
attract tileinvestmtent it does. Irri
gatio n enables fariniers to prodLc,.e tile 
surpluses that go to feed and clothe 
Urban pOpIllations. When these sr

there are several reasons fur ISSulil- pluses are weak, there is ilpoirtatiiin 
ing that Ibenelits 'rombetter irrigation

naWnClgenlelt slIotld diffutse widely 

through the economniy ald ti',.puPI-
lation. 

()nIeIlnctiin ilirriatiiin ianage-
linnt is to iIsuire that water is teliv

would le etbraced intratditiinatl equiitably throUgh0i t tileolni-ered 
f'arlming ciilintnulitits. tha1t a "Greenm ntn area - that all fIariners, regatd-
lU\ottin" Wild in lCt like place. 
\Vhat cutld be identified :It11ht1tite 
wals tie existence (4I ]fpporlnlitiis: 
and (less clearly), (lie receptiveness 
Of indiVitiIals t Iew itiliali\'es. 

less of their loction in tilesystlenil. 
receive lheir dite share. When this 

iCCtirs, poolrer ':rtilers,w 11 are 
freilquently locaedi in tie disaidan-
taged sectiions o'f be system. receive 

of* agricultural p rutcts. When tilesuipluses are strong (as goot manl

agenelll shoUtld help to enisure) for
eign exchange can Iie put tI oliher 
uses t hatbenefit the entire -pula
tion. 

Iiproivetd irrigatio lanagement 
tan also lead to sLstainllle fnrming 
systets. When f'arlers feel assUred 
that they will receive water deliv'eries 
Ihat correspond in timing and qiLlan
tityto field crops, they will Ile tnire 
willing to take tie risk of diversifying 
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MlJeConlext
 

into new crops. This is particularly of cropping systems reduces economic live environmental impacts imentioned 

true for irrigating non-rice crops, and biological risks associated with thus far: salinization, siltation, and 

which have highly specific water growing a single crop. water-borne diseases. Such benefits 

requirements, in irrigation systems Last, improved irrigation manage- often accrue to tihe disadvantaged 

designed for rice. The diversification ment can alleviate most of the nega- rural families. 
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PART II
 

STRATEGIC ISSUES
 

,ate Dc,
 



Major Strategic Areas 

In inany spheres of activ'ty, 3. inlornation services. to ensure thai it is capable of stic

recent decades have seen some forn ceeding. 
of managerial revolution. IFNl's Each of these five work areas is 
mission implies aaustained, internai- reviewed in separate sections which In pursuit of tile general atim of* 
tional collaborative efiort to bring tile low. irollt tile point of view of practical relevance, IIMI will make 
benefits of such a change to Third II,. l's own orgalnizatio, areas I and arrangements for internal and exter-
Workl irrigation. 3 albove 1 related and nal a.;sessnlents of its Own perfornare intimately 

s lrilloften lie perlormed by tile same ance; for developing measorable 
servan during COI its productivity;IIp I should e this staff grottp,po.ssiblv is nsctCLiC criteria of own and 

period of cagei s ctselr for phases of the same project, so they fIr making itself+ accoutable to its 

eilnll'ati. Iwo prc ipalbs insses: are review\ed together in the section c lit groups.en1ga|ging inl two principal btisiincsse~s: nClltrti* IilReerh 
on Collaborative Field Researcht, 

0' lil int areas ire reviewetd, There are certain principles thtat
I. LIcVi..lopIttlCni t WIi liletag Bli'oret Itese work 

principles 1tLisI til methodologies Ofguide n
innovoatioins tI rotigh rcsea rch; and iwever, soic general 

governing IIMI's ictivities, and the [[Ml's studies and will allnimate ill its 

2. assistance to national irrigation specific theles oin liich IIMI will work, regardless oflthe particuliir pro

algCelCit's il generting. inmpleiment- Cculentrate its effiorls, arc outlined. grant thlenme. All of these principles 

ing. :lnd ldapling such innovations are peri:inent cltaracteristiCs if"llNI 's 

ill their own particulaIr circuLn- IINII's role, in relaiion to tile work. 

stances. oatinal i irganizatiis whose eff'orts 
it seeks to strenglihen, improve,, and 1. NIca;stirentient of*irrigation pefrlorit

'lthese major ILisinitesses Ca it. proilllte, iteds special attention. All ance, and tile ise of quantitative 
further divided intlo severil sect ors \if [[Nil's work itust he founded upon perfornca incsureientents as the 
w hich will le refle cted in tie princi- coliaboration with such igeiciCS. If objective criteriai of the success or 

pal units of INII's organizatiinal strutc- there is not a1comiiipleimtentary efliirt otlherwise of management innova:
olre in order tIo einsure that eatch aiiited towards itta ii Ielntdeveli*lOp- lions aind cliaiges . This will 

receives adeutl te and suistainted ilent oil the pall ofi ia atinal agency, require tt e dci,. rtriniation of' at 
itentiion. there w\ i d Ili little Illit I1l\II cani least partially standardized sets of 

to defineT[iic devliipitteitt ill itt igei tmit'l Tiil, ollier 	thait researci alione, which characteristic paramiteters 

already stressed IINII doies aspects of perfortan tce. Only thusWe htaveiti atioIis re'iires: 
tit wish iti se c all l d in itsell. can valid intrcitotlntry coinparisons 

he inmade.1. field resea rch iilt irrigation mnii-

agelteiti systemtts ill specific clnvi- Since collaioration is essential, 

roniiitits: ;ntd qtlestiollS will arise Is to the extent 2. Footlthation of' objectively testable 

and Iiinits of INII's role. There can I1'pOithCsCs :iiOuit tlhe various 
2.- thlemtatic research t(i de'elop le ill generalI answers Ilo thes, sinte caLise/ellect Iinitkages it irrigation 

genteric inntovatiions Ihait mit be tIme character aitd ftimmctions of til' nanagel ent processes. Only thus 
applicable in ;I 'arietv of evi ri iit agencies wili which [lN I relates are caIll we d eveop i capacity to 

Inliitts. very diverse. I li"ever, it will iiit predict th (licnsetences if inter

veitions.
the in in- g it, rall lie suliciiCtllt I'mr IINII sim ply

Assislainte to strengthlen
'ill.'l capaities of' ationtal irriga- i prescribe si lUtioiilms; tlti is neces

s;ir' but [Nll's tasks iiinust usually il- 3. Alallysis of iiteract ions ietween 
tioit ageocicY reqiLres:I 

CLitLe sioiime share in aI phise Ofi inm- the design o't he irrigation systeitt 

in a given. adaitive reseachrlta i aclion- l'iniC'ilttililii Mid id;iplalio. Irrigi- and its mitiagetient 

sitC-spC- enviriintent. 'his implies distin
research prograims. whos istpUrpi ii, thilil tistii' hILs nuterl itis 

features that miake localized goiishing Ime conistraints iitposedis to field-tesi niagenient inno- cilic 
by physical conditioins frot Ihosev'ations ill specilic circumstances; 	 adlaptatioS CsSelltial. IINII IItliSt ilsiO 

stay in coniact with the pratical itt- iilpOs'd h)' niil;igCittlit conli

2. inanagenent training services, and plemictiltatuion priicess for long enotiugh ions. 

17 



4. Dlevelopnient of effective irrigation 
institutions and encoirageinenlt of 
institutonal change and reforn. 
Only by accepting change as a 
necessary principle and 1y inti-
v'ating all participants to want 

Elements Of Irrigation Management
 

In this section wveidentify t set of augment and control the sup-
major elements into which the ply of water to the soil, for the 
subject area of irrigation nagemnent purpose of enhancing the pro
na, be divided. Iis leads ts to tie duction of crops.susqeteto 'i whihv make 
subseuectio n in 'tiici e nich TIis "water-delivery" definition 
a selection of somec of these, on whiichiCco nst itutes thle oiriginallttISteoiia miteaning oitnaig()HIM's work will initially concentrate. 

What is Irrigation 

Management? 


III defines irrigation nmatigenent 
3s: 

the process in which institu-
tions or individuals set objec-
tives for Irrigation systems; 
establish appropriate condi-
tions; and identify, mobilize, 
and use resources, so as to 
attain these objectives; while 
ensuring that all activities are 
performed without causing 
adverse effects. 

It is also wiortliwliile to clarify tile 
teri "irrigationi." andl what it includes. 
Tliis then leads to the analytic fraine-
work that seems aplpriiriate hor sltidy-ing its inanagemet.n, 

l)efinitions of irrigation are niuner-
otis. Tile word is used with two 
levels of nealning - a niarrow, fiUic-tional one, ;il] at bronid ont tat 

incorporates social, institutiiinal, agri-
cttlairal, and otlier connctions. In 
its restricted. fUnctoi:ial sense (wI lic 
is referred to here simply as "irriga-
on") ai rioin"d dciiiiiiin s:2.sritable desinilion is:a uiml 

Irrigation is the totality of 
means employed by people to 

1 J't, hnti'nuljue it /1Sra1e,1 n l htiona i ttllion ic'age'entlist ilute 

change rather than resist it, will 
the instittions of irrigation adapt 
swillly enough to acconniodate 
tile stresses of rising detnands and 
tie oplportlnities of improved 
teclmiohogies. 

5. 	Application of tile principles and 
practices of modern nanatgement 
to tile nanagenient of irrigation 
systems. 'fhe principle needs little 
elalboration, but must underlie all 
II,\ll's :ttitLudes and activities. 

irrigation. Ilhowever, when speaking 

of ninaging irrigation, it is nt 
enoiugli to consider whether water is 

nianipulated correctly, aItliihigh this 
is certainly vital. It is also necessary 
to ensure that a 'ariety i It"inM, 
agricultUral, and economiic aspects are 

taken into consideration before an as-selnion is nade that ;In irrigatiin en-
terprise is adequately rniaiagel and 
S 

It is precisely because of these two 
ititerpretatiions that the terninology 
irrigatio water managenment" has 

emerged. which is taken to nean the 
arrangemients fr delivering water to 
fields it prescribed places, ;inimints 

and times. Irrigation tianagenent," 
io the oilier hand, is iiore often 

interpreted tiiean mnageinentsystens related to tei broader scope
of irrigation, which is lhlIl's interpre-
tati in too. 

Components of Irrigation
Management 

IINII di\'ides the cmoni ients of' 
irrig tion rim nge ent into five very 

iroadcategouries: 

1. 	seting objecti'ce;
1 esta hIlishuing adequate conditions 

and acluiring resources, for the 
acliie\enlent of tlose objectives; 
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3. 	 controlling processes towards 
achievement of tie objectives; 

-i. 	 perorming aIll these activities inways that aire appropriate to thle 
external context; and 

5. 	 arranging reneral of the system, 

fron inie to tinie, so as to en
iance its capacities. 

Otliers ia y add a sixti corn
pimnent - ionitoring, to see whether 
or not objectives are achieved. 'hat 
is a vital lask of inanagers. It is, 

liowever, an initegral part of the thirdconipnent, process control, whiI 
cannot be perforned properly in 

rdst:iiefll.y i 
the absence of monitoring and its 
associa:ted follow-utp activities 
evalutLion and feedback into correc
tive meastures. 

'le five compinents above 

correspind to tile following five 
qiestins. 

1. 	What results do ve want to 
achie'e? 

2. 	What resources and facilities do 
we need, in order to achieve these 

reslts? 

3. 	 filow should we use these 
resotrces and Elicilities so as toachieve these resuls? 

,i. 	 What external factors sliid ie 

coiisidered so ihat in achie'ing the 
we dii iniit hiarnn t ie externatl eniivi ri iinen t, a:ind so>that 

external activities do not harn the 
internal oleration? 



Strtegic Issues 

5. 	How can we arrange to adapt and 
imlprove tilesystem fron time to 
time, so as to incorporate new Processes 
ideas and technologies, and to 
deliver steadily improving results? 

These five concerns apply to 
national irrigation plans and to 
individual projects. But they are also 
present in every subsector of irriga-

tion management, and in each case 
tilesane live questions iust be 
answered. 

This leads to tileidentification of 


irriatin mm~lcmet.
tilemajor sectors of tilefield of 
irrigat in mianagemoent. 

The following clheme of thirteen 
lajor sectors includes ilost of tile 

issues that give rise to practical 
malnagement proiblems. Each sector 
is linked to one of the five com1po- Context 
ients listed
above. 


Renewal 

Component Sector 

Objectives National irrigation poli-
cies 

Conditions Irrigation facilities 

Institutions for irrigation 
management 

M;inagenient of water 

rere fi aioManagTement of land 
resources for irrigation 

Management of crops in 

irrigated agriculture 

Management of financial 

There are nany interactions 
anong these sectors, but til)are 
sufficiently distinct so that each can 
he treated as a separate topic of 
analysis. 

An inportant feature is the 
relationship between the organizations
 
tor faer atioe ae jint pari 
(or farmers). They are joint parti
cipants in the business of crop pro

resources for systenl duction, and irrigation cannot succeed 
sustainability without the best efforts of these two 

Managetlent of irrigation groups. Ilowever, the farni coi
facilities munity is not under the direct control 
anat~nentof rri~lto o tie nmanage ment orga nizat ions. 

Management ofirrigation 

organizations 
Management of irrigation 
support services to 
farniiers 

Contextual factors 

Improvetmlent of iniga-

tion facilities 

Management of change 
in the institutions for 

irrigation 

IIMI's Themes 

seeks to nake tile 


nilent estinlpact. 

Fromn the set of irrigation manage- which IINII strong-


sectors identified above, III 

has chosen initially
a smaller group 


of seven majotr program themes upon T[lithenes will recruit-
guide staff 
which it intends to concentrate its ment policies and ensure an appro-

efforls. 


The selecti o ( this subset of, 

m ljr not to be regardedthemes is 
ita negative sense. It he eanne(ct dlS 

thlt 111 w,'ill
neglect other aspects of' 
irrigation inagelnt: On tie 
c(ntrac, it mnta strive t(i I 

t')nzta and awre ess of devCelop-
rItentsall ther . 1utthe Inlstituein oft 

is not a large one, and it niust 
beware of tile dangers oif excessive 
disposal of itsavailahle resources 

across the very large field Ithat is 

irrigation nialagetient. Its seven 

major themes will lietileareas in 

priate balance of interests and
 

disciplines. The application Of a 

thematic structure to lI1l's programs

willalsooptitiize tileuse of a small 


nucleus if head(tlarters staff, whose 
function ist,)integrate or synthesize
 
the results Of country-specific studies. 

toiin
() perceive generalI trends, and to 


anlke
inter-country comparisons (see 
sect ion on Theniatic Research). 

Inselecting its seven themles, IINI 
has been guided by three considera-

tioins. 

1.Users' needs. IIMI will address 

Some of tilesectors in this analysis 

(such as tilemanagement of water) 
are usually subject to tiledirect 
control of a managing agency, and 
(,thers (such as the managetment of 
land and crops) are Usually not. 
lecauise tileperformance of tile
 
systen isaffected by those aspects
 
that are outside its direct control, a 

managing agency cannot ignore what 
happens in these sectors. Instead, it 

must find ways of influencing then. 

problems that correspond to needs
 

feltand expressed by itspriniary
 
user group,tile
irrigation agencies,
 

and will airii
towards developing
 
practical solutions.
 

work
 
on those problem areas inwhich
 

2. hnptact potential. IIMI w\ill 

solutions seem likely to have nlaxi

nInmuinpact.
 

.Jompartive adtage.IIMI will 
3 	 concentrate (in hentes where it 

possesses a c(npa llth advantage 
possese a other ititea d t 
relative to cther institutes study
ing aspects of irrigation. This 
implies special attention to 

nultidisciplinary questions and to 

integrated managenlnt, rather 

than single-discipline issues. 
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StrilfQ' fbih In alernationalIrrgati .aiiie'wnt Institot' 

The se'en tllemles on which IIMI remarkably little studied. A wide studies ol wh:t are referred to as 
proposes to build its programs are Is variety of organizational models are 'niain-systen" operations, ind on tIle
fol\ows: in use, ranging fronicentralized inin- second of our (licine-selection crite-

Institutions n mirranage- istries of government and single- ria(inipact potential) this is chosen 
ier system parastatal corporations to as an area where the lack of past 

l'ariner-nmanaged systems in which alnalyses suggests considerable possi
laInagelent of water resources for governineil agencies have no bilities oif improvement. 
ilrigation controlling voice. Within tilefarner-

Many of tie present prohlens ofIli genient I lfinancial resources Imlaniaged sector itself, there are again
 
L.tainablilitv1 a nalI the
f s us ayvvin ttget operatiions are restult of 

r systenuti t a great nmany ariants. changing objectives of canal systems\lanageiment of irrigation 1lfacilities The inst itiIs that act irriga- (or changing external denalnds, not 

gii onti Thitae tIaiso that aa g - always explicity recognized in rest;tedtionobjectives): such changes ae happenzillions 
 it directly. Otiler kinds iif institutions 
Management of irrigation support condilion tilelegal, social, political, ing through graduil evoltion of th1e 
services to farmers irrigated agricultural system, throughManagelnent change in the whicheifirrigations nuost function, :tin Unintended environnental impacts, or 
institltins for irriglion these can have significant impacts ilrpi changes in cropping patterns 

system perfornance. aS farmers adjust to economic 
cmanges. In its work thbus far Ih\Ihas
 

Institutions for irrigation Th. justilicltion for this theme found thlt muain canal operations, with
 
management coies fron the second ani third their preponderance of hardware, are
 

criteria (qolted abOve: effective work perceived by agencies as alreadyI 'ner i', eatliong, IM wsill ton- in ihis fieldi has high potential fI r operating elficiently, when the oppo
pril+riat'e institutiongtl conditions for inipact, and lies well within IMI's area 
 Siteis freIuentl' tilecase. In these 

Conilantive advantage. There will cases, IIMI mlust first prove that prob
imianalging irrigation syste ts.'eativl i here thil lens do exist and then seek solu

besubstantialI interactionm between this
 
This will inolve research (o such them and all iitiers. but especially tions.
 

issues Is tile nerits 0f sClelies rul with Ill'next twO. Other stresses on operational
 
by tentrallIa agencies ver- processes atrise
nngenieni flronldeficient main
sos tdIoS or
11ii nlaged by larners: tenance, so there w\'ill he significant
 
cIhitlstet ill is tenantig
h It inn farm-s ivs interaction between this theme and
 
ontri+lsted tost, tha+tt Maagement of Water
withi give Ifarm- that of maintenance and rehlabilitaers transferabl'e lnd titles. (f par- Resources for Irrigation tion (below). A mlajor focus of IIMI's 

ticular imipo rtance will he tie exami- . work on this theme will relate to thenaio~n of lit' itpa+ct i f sulch fntla- This theme cineerns proce'sses in 
lmentall i ch0ices tie physical watern'titl i)n1I irrigi- supply, delivery, operation of irrigation systems under 

mnaintttoachie i r i lit chinging tontditions.lion per'ormiamice lindter ,in envJ- and disposal systems. In canalronnlental and Soiail condi.tions. For systemlls it encompasses operations Canal operations are still tile 

thoii Systems inagt't IV centira Idiwn to ile delivery of water to predominant area of irrigation water 
anlariners oir harnier groips, So it nlianagenilent in developing countries,will intltitletenciining tit' ii issers, iinplies awareness of crop needs for Iblut other features are steadilyquality, knowletlgt, antI skills iif water, aditof the constraints on gaining inportance. Groundwateralgency' persiiiowe assessing a oIterna-water delivery that iay be inlposed development and conjunctive useigeni prsonnel; Ofingassesing arae- isSoil
live inilorniatilon gathering atrranlge- ascs type or land ground anId surface water resources 

nl'nts and coilninicatiion syStelMS: shaping. (lowever, Ihll does not have lielped nany countries (notably 
aid ,inl1nZIlg tilei aldVUtlgts aitnd([is- expect to extend its research efort in tht Indian subcontinent and in 
atlvaiiges if' tilfereit inStiltutilintl into these latter areas: it needs aware- northern China) Ito niodiy the sea

iif, butnot research activity on sonality of their irrigation supplies,nlechia tlenl. ) and at the Same time Iii conbatnisnis Iir' cist redvte' 
ness 

_(Venamlcelle, aliso)SUistllled on- vaterlgging tle Io rising wter 
der this thleite., is a significant part iif The past decade has seen a tables. There are often special prob
tile total set if,ifnImlingenient condi- nuiiber stutdics tertiary lenis of heterogeneous nanatgemlen,1fiel1d on 
tiins, yel ilsrelationship itosysteni water tlist ribut ion, often going Utder since sirface water is tis ually a 
perorance criteria such Ias prodLc- the naie "on-'ari water nan;ge- public resource, whereas wells are 
tivity ir cost-elfectiveness has beeni nent." There hay' been fa-lr fewer often private. 
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Strattic Issues
 

Management of Financial 

Resources for System
Sustainability 


I laving identified tilematnageclent 
conditions that a svsten requires, 
there arises the iatl,aissoui question 
of' nmobilizing resources (usuallv 
linancial) illorder to secure and 
sustain hil Colnditions. cut ese Bulget 
hacks and tilerising cost of rehabili-
taton have mtoved this probletm to 
[tie lrefri1t Of algecll'ycoiinsilerat iOins; 
thus, hy our first criterion, clients' 

interest, it is ai protninent issue. 

EXpelditure tnlyihe lelrayedl in nta n 

\\ivs: somettintes hv reLi\'ery (I-

irrigation serv'ices lecs frini henefii-
h~vhenef'iciaris' contributions
iriesl 


in ca:l t or in-kind, partictlarly llior; 
or, niore coinioni tlirctit lv. hylway of 

fiunding from] htitional treasuries. 

IIl.l's iompntarative advatlt:lge lies 
not in tile flinicing ques-narrower 
lions of It()\\tuch should be 
Ciilleteld and frot \\hii: hilut rather 
in theIhr ioler. interdisciplinary ques-

lions of the intiractions atllioig 

flllntce, llgency perl'irlialne. :id 

iVer1illl systo pirliirMianc. Strlltegies 

ltl\e to le letcrnminted that will 
mo ilizeireiLre it1\viVN llyst 
increlse ;iccointihiliy atidlinltltCitl 

resp nisibility i if agencties ind hite 

tilel er'tnllCi aMid su,tlintibilit\' If 

-ysteltis. This is a cise for actioin 

reisearch. ill Cilli intl,,ti \\itlt irriglt-
tiolltItagUillent lgtmtiCs \willing to 
tle\'t20) tltlhieAd-tSt llhe-rlltie 

melti tls fir risitlrce nblilizattion. 

I)esplite its cirreitt it1ipitrltte ti i 

lgeliies, tie tlmemimehfitUCif shiiuilid 

tilelevel that it tecones i disintcen-
tive to famlinrg, or crop selection, par-
ticularly when the underlying flow of 
resources into tilesystemt, front 

markets or central lpurchlasing attthori-
ties.is deficient. The linkages tlthese 
fictors to mUnagenemt and perl'ont-
ancl are itimaltelk rellated. 

Management of Irrigation 
Facilities 

Irrigation sysetns deteriorate pilysi-

cally like any other physical strit-
tmure.Strucituris iy rust or he willfulol 

datoaged: weeds grow and sedittnet 
accutulltes in canIls; all sorts of 

iotrusions like aninials, vehicles, 

garbage, miay cause the limks and 
beds of a del'irneilcanIs to Ibtecioc 
from their initial shape. Ni,-Nrly all such 
deteriirltin detracts fromonthe 
systeill's Capacity to ticet its ohjec-

NManagetoenlit nlst levelop arlt 

tures, and nanagement processes, 
appropriate mixes of hardware and 
software are required illorder to 
upgrade tileperlolnance p(otential, 

and then to sustlin it at the new 
levels. Many alternati'e rehabilitation 
stittegies lle ctrently being itople
mented, and olTer oppo<rtun[ities to 
compare costs, bcflel'its,inpttt, and 
susta inlhility of systems rehalbilitated. 

Second. under current mtt;inenance 
policies. systems must be maintained 

in a condit ion sulTicient for the 

lchieV\elent oft OibectiVes. The 

irganizing and finamicimig ifladequate 

ninilellance is presenting difficulties 
to lany :gent'icies (and isindeed one 
of the ttotivations behind the search 

for better filiaticitg arrangements and 

f r turnover schemes; sii these thetlles 

ihave clear interlinikages). 

Management of Irrigation 
Organizations 

As descrihed earlier, mtianagetoentappropritte respli itose this fitct, and 

the reSpiiinses irtt;illy always f~ill intl of irrigation systetos inclKIdes not only 

ile If twvo categories: IliilutenlliCetian agellent of Wvater but also 

or rehliilitation. These can be c()1- [nliagetllent of' people and 

sidered ;is respet ivelV. C'lintlOUitS nittiagettielit of ii i'ormatio. Ill imany 

or iliscrete nethods ofaccollplislitg 
til'slttte i of keepingI sic 0bjectiv\e 
the s1Vstett ;llrlixittl intile(col-

ditiits lor which it was intended. 
Thtre is :1suLIs)tmtill Clifferemice, lio-

ever, inthat relthilitaltiOrm, Ciinhdcted 
after atsigtiificanutnUber of years, is 
utSall\' als ai opportunity,otlaktn as t 

to ulpgradc and uplate the svstettt: to 

eltlaice the captcity () tile. systill 
tii n tet iew So tlieM ojectives. 
distintctiiin tb ell iIaintellance anid 

not test there. The l)riohlenln1Iii- rehilthilitatiiir, w\elli lfl goes heytd the 
vating twio iijir griups of 1iei lili - simple (ist ititit Inetwee it cui rrern 
agUncy mffit'ial-. and frirners - to cost ;tUl clpital reinvestment. 
secur11e ittllXiinti) frinitlieriirtmntce 
systeitis will lwyl', he tli'iely lSsio- The priilems ittost widely per-

fintliti. re-
c t\tl- heell tiitalllceases Where 
syste itteHoriltti (inClaWredb\ 

Ci;teil with There hllt\'e 

(rop production) hAS toll)iel lm;s 

ittarket rewarls to cultivators drlripped 
lielIiiw tiit i;tlitg levels. Niir (-ln 

fatrters'service fees he pushed to 

cei'ed I)' marnligintg :lgencies, in this 
theili are,are two. First. colli-tltlly 


tries with mature irrigation systenis 
are currentlynmaking large investmnenits 

developing countries, irrigationi 

hbureaucracies atminisljetjrirrigation 

systettis with Clphtasis il tie supply 

iif water as liit itipiut to agricultural 

prodtlil td Iii ilitwing rules and11o 


procedures. But tie essence of 

maluai nt',m'uto monitor not onlyis 
tile itptlts bul ASO tile outputts, tile 

p-ocess, and tile feeIlhack, and to 

t 	ittike tiletcessutry clilittges itt real 

titte i eraitions i resllionse ti such 
feeillilck. Shifting fritt1t a11 
anliinitration mode totananage1ite 
mode iti o .1ting syste tts by 
enhancing tie itlaiagetlleit capacity 

f the decisin-nlaking ani operating 
persontnl iif irrigation agencies is tile 
key toiachieving and siiustaining high 
levels of irrigatiomn Systeti 
lierformance. Inadditiot, if irrigation
agencies are t ldollt hetter canal 

itt tile rel;bilitalion o f irrigat ion t peration practices atnd use tlhenoil 
ystellis. IBecause syStetttS intilh a large-scale and sustained blasis, 

physical facilities, orga nizational struc- prot'o nd changes in oth their 
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intertal structures aind processes and o! credit and technical assist ance 
tie policy environnment influencing services to Ifarm er groups or 
them will he required. individuals; assisting in the 

rehahilitation and reconstruction of 
II dIhils proiposes to devote SystelmS oiwvned and operated hy 

Sfpecial attention lo tile folhi\\'inlg fariners; andLihelping fautners improve 
policy decisions, in[stittltit)ila IOelrations, ,l:i.iik1e:nCe aiL 
arralgeimients. and orginiz:itional an1d Illanageillenl stalld;lds thrlgh water 
,ianagenient cihainges thl:at will make ,nageliie Pt advisory exten sio)n(ie imllpleie t.ltion of int lovedC canil ;.ind k!1i(!d Illlil S 

ili-.rtiOn W0cit's possible. Ill addition, gOV'rntlents are generally
coinldulctiti : Lh \\,r(k. III W.ill iLlild responsibleI for coordi nat ing tIle 
Oii its CXi'<,iCncl to at C Oll teiL proisio in 0*f seeds, .c'rtiliZers, credit, 
subject. pir: iclarly in Sri L.ainki1 I and other inputs required to increase 
lindiinicsii. Ilie prilOdlctivil\'y oif irrigated 

" Change strtugies (involvrhng policyv, i,.;:icLhtLire. 

organizational, and inanagelni In a gn wing nIotlllher i ifcases (see 
inovaltions) tii assist irrigation "Managenent or Change" below) 
illanaigenlent ageliCic's tio shiftI fill governmttent agencies iiriginally 
a aill;llihislr.Itivt.. i(d OC l i i CstaIilishtd t 10play :i direct role ill 
dynlliic inni)v;ltive I;nallgcicl t 	 the develoipmllent. ciinstrtiLction. And 
ill(,I. 	 iiallag9igellnt 0f irrigatioln sysICIS ;at' 

no\w heing asked to llllg' thteir 
Mletlodologies for iliinit)ring ind :*IIr)I'Lh aind pIlav an indirect role 

evaluaiting tht.' peri (nuance 0if tiie geared tmiiarLIs pr\ iding support 
IlinaIgell.'lt pLoCL'NSi.'.. if" tle services to individuals or fariner 
agency itself) for OIIplrati(lal OeSL 	 groups respionsiibile for farmer-
by irrig;i gag,, Tn:ged systCms. Slchi indirect roles, 

to iIlSU lStrakegitsi require tnaiageliLelitACOUnlAbilit hwever, 

(IfagtilLciL's, particularlyi if(Il'lers, .Plri~applIches its Sophisticated ias thaswand to iitlprtkiiv () Cantn 	 rquired y irrigaion agenies dirictiy 

Alolg 	 responsihle fbor water supply and 
di ,tril)Ltflol. Fo>r example, file\' reqUire 

-gallizational andi itnageUtint tite organizatlion of credit aid 
tecLIIi(ILIeS to eillI C tilL' tecihnicail ISsisaiic' services: tile 
Coll[ionll ii i n ( iinif niali(n mo bilization of labor and financial 
untigcIllent pln.,Ce 's(5firligatio(n 	 resou rces fr(ni 'arn ers; and tie 
agecli s. 	 -i r.iniating 1fdeCiV~ry\'iif inputs alld 

s.rvicLs pr ivikl.'d by (iferelt ag(licies 
and privatle sourceCs. Thtey aIso require 
skills - ini LICAing with large numbers 

Management of Irrigation o)f sittall farnoers. in working with 
Support Services to Farmers farner )rg:inizations ain(] NG()s, and 

)verl1ltl[l inStituitions play ;I in rL'c()gniziig tOW role iif simallarieny ot" r tles0ti hellt W1s0l i f'irter-iiiiiniged sy'stemiis in 
l~lI iLtygof r Hs ti Ii Icisaiul agric hitLiraI p ri(Lti LL - StAff 0f 

develo+'hping .c(Lllit ri's. 11(ldevco.| ng irrigatisy.e .rI o te iLit(iinal irrigatioin agencies an(]i 

i lnl,.L lr11 ,nAl gnL'itS are ieparlil'leII s \ (1li0 n o'CUs,giv t 	 frei(it 
I(Ii rL'ct l\ respi nii Ih., lir th e p )sL,pss. 'le niL( f. Ir ll ;iig.IILIte!1

nialigLILlet of rrigftii>n. ir (t_, illn(A\' ,tiilsi lili illiagL'lt-Cllt Irailling 
ilisalgniL's, . , iigat'i IlstitLlit1i , ill the dCv(N 1in l 01f'nM,re e.'ofi ive 

ilyIMI i, ire i lnirrdes. ll .'sLri
L Llt I irrigitli support SLIi'es tol farntters 

plymr rls 1C.t oLS is theref(ore great,l)llLL 
incluide protioting irrigation 

li I' r(1isiondevel(pment throug oI In iLddressiig tiL ntanagenlien of' 
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irrigation support services to farmers, 
II[II intends to hu ikl (i its work to 
date in Nepal. Sri Lanka, and other 
coont ries (In imInproving the 
effectiveness of g(overnmliental 

assistance to traditional Iarniler
lilanalged irrigatin SyStemS. Sna.ll 
irrigatioln systems bulilt and nianaged 

ly fhI"iners exist in ,illny of these 
som e (such :IS 

Nepal) they represent a majority of 
the irrigated areas. 

Management of Change in 
the Institutions for Irrigation 

The thellies described above relate 
mainly to aspects of perfornance and 
nialllgemllenlt within an established 
institit iolnal systemn. There are times 
w\'hen it hecoiies appropria to imake 
Itindaitlenli] changes to an existing 
set iif institutions: to introdLuce new 
ones. tol abolish ild ones, or to 
relocate tilL' interfaces and redefine 
areas of' responsibility ietween 

institutions. 

The process is akin to 

nliderli:itiiin of tile physical systern. 
It inVIris (tinially) returning to the 
systen design stage. aind establishing
neCv nlIanagernent conditions. 

Illoever. it is oflten Imtch nore 
diicuilt to achieve, because existing 
groups and instittlions iay resist the 
ciange. 

T 
ilt- f( rti 1st t-ixitple oif this in 

tile clirrent decade is the trend to 
prm(lote developmenlt of farmers' 
organizations. and to turn over to 
thir) Certa in functions, such as 

CiMtiil laintenance and perhaips feecollection, which were previously 
disLiarged Iiy goivernnenlt agencies. 

StIdies 01' lis "ttrnover- process wvill 
(nl lln I s ilmain iniitiall activity under 

thitis I iente. A linLiier Of' CL(MtIn.ries 
ioW iave atctive piolicies in tlhesCi 
dirt'tCli l S, Si) IINl's interest inl it 
iilfbirnis to tihe criterion of clients' 

needsI.S 

Physically, fle turnover process 



Strategic I.sws
 

aimOL1l11tSshifti ng tileinterfaceto 
between agency and farmer group, 

say Ironi the field chaMCl head to it 
larger distributary channel head. 
Organilizatio)na llyit is inuch mire 
ctonplex. It involves questions :abotit 
the appropriate constitution, financial 
status, and extent of authority of tltcse 
stronger farmer organizations; land 
tentre; relattionship with agencies; 
tran5sIcr of eilmlployile n t if' soniie 

operatiton and maintenance staff to t 
new employer; ard much more. The 

ways in which these matters are 
decided mLst have meany implicati ins 
iin rega rd to tile subIsequent 
perfonlanlice of' tilesystem, especially 
its otitput ald equity. 

The problent here is twolold: to 
determine tlie most desirable 
arrangements ti achieve after tihte 

transfer, and to manage tileperiod ol 
transition. All proposals 'o)r 

institutioma change present these two 
probilems, :and [lie turnoe'er question 
is tilemost pirominent ol'tlieni today'. 

Ttrnover is clearly t case where 
IIMi's m1ultidisciplinary approach 
sho)uld display its comparative 
advantage: and its impact potenti:al is 
also obvio us. 

Collaborative Field Research
 

Collab(rative field reseairch projects has been invited, so research and 

coindticted on irrigation man:igement inniv:tion development aspects w'ill 
systenms illspecific enviroments will proceed together. Illallcases there 
Ie :i key element oif work tii sliiotulda national organiz:ition 
develop management innovations, willing and able to collabor 

Frequentlv. such rese:itch effect NI. 

liN's 	 be 

riWill inCle ively with II 

CI)ii lelnts of'a atl:iptive ir. :ictiion 

fcirm of IlNI's N:itional collaborators m:iy l'ie ofresearch. 'l'he typical 
\Will ntinLe kiLds: irrigition tia nagemtoentprOijectS c 1o i nvl 'ty	several 

aigencies and research institutions: 
it'ld 


stll illcmll:lbor:ative :cti\itivs 

with sj,le n:Mtionail institute or universities :1LnI 
11.11 


prol'essional trainng 

dy- establishlments; aind irrigation users' 

to-dy control OF such proiecs. alnd orgainizations. Oilier internatiotml 
thetCOlllpilillg \vhel' 

tiimnagenent omgallization. Thela 


0f' repiiris til'\':agricUItur:il research centers 1111 
btsimiess (If 

the staff ifIINIIs cOLtntry tiits. 
eld, Willbe prini:iily tile' 


Projects will ustm:lly (:lthoutgh not 
aI\\ms) be fii:lnced by external 
donors. The process of' project 
f<oritiltiimn willgeneramly, therefore, 
involve itle:ast three parties: IINII, :i 
namtimn:l :igency. and a dihmvir. :or 
tl:ese re:sons, project 'oitiltdlloinwill 
ine'Vitily rei tiire signilicaint :iiimounts 
of tin1e. prImect luistalld ipl3mning 
1i0riii livyIn IbU'twCtn ()c aid tariiegi M 
)eirs iefore tlie desired inceptii 
date. 

II.NIl's basic sources or fresh 
informiatiomn ()inirrigatimn tiiiagenient 

epartners, but their 
presence xii)Uild usually lie 
occasionally :ilsem 

nm0
sufficient, since IINIlwioiuld :ilso seek 

to)estalish at n;itionml-level interest 
illall its field work. 

Illits selection ()Ifprojmects to pro-
pose tioits potential co)ll:iburmtors :nd 
funders fur their support ard piatici-
patioll. IINII w'ill atpply tie folli wing 
criteria: 

1. proijects nust address one ior iioire 
if* IINIl's set mf* seven strategic 
thilies: 

2. 	project objectivcs. w\orkpl:is atnd 
bUtdgets, includinig tho)se iif IINII's 

prIactices aind proiblelis wyill c()tile ciillaboiur:ting partners, tus b 
friituits fieldrese:uich proigrais. Ill clearly defined ill docu01nts 
general stich riese:irch Willhe i plrl igreed ti by IINIl, its panltners, and 
if' somute spec i prii lem-solving tilie proiect's IMinders, bel' ne woiirk 

exercise Iir which IINIl's participation bIegins; 

3. projects oflering tileprospect 	of'
 

relatively quick results will (at least 
inlII's early years) be accorded
 
pricrity; 

ior:iteict which be full)'-I 	l')rt cain 
hnineed withit reciirse to [[,\If's 

iinrestricted funds wvillbe 

ireferret, since these funds :are 

essential for sustaining much of' 

tilehemllatic work is well :ts 
central :dliinistrative services.
 

A recent Woirld Bank mission saiid: 

'Part of IIl.\'s research and inno

vatit e wi irk liesin slttdying suC
cessfu Imainagemtient pract ices alld 
:itdapting thoise that :re best stileI 
to) tilegiven conditiomns if' tile 
ci)untry. Another fI'pat IINII's 
activities rel:ites to implementing 
til selected proiject design with 
living irripation systems operaled 
by i:ltioi:,l agencies illtilefield 
to coinfirin tie stit:bility of' the 
design: Io imllniv,tieilmipro ivetments 
dtlring imiupleniia tiin, as needed; 
Ii)evltmate tile results; and to de
cide Ointilesutitmbili:y if testedthi' 

toides fir systen-wide applica
ti."
 

'Ihisstatetlent describes well IINII's 
own viewv iif its role infield opera
ti ins, and o ltherelationship between 
such operatio)ns :inid thieitlic research 
(see Ii lhIwing section). 
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(!/IbvInternational IrSlralegi. riationl .tuat'I'IentltIstijlu.'e 

IINIl's fieldcpera tions involve two srtidy ph:lse, whose purpose is to in which proIp()sed Ll4111gCs are tested 
types of work (between which there Urinderstand a given system'nI: and an iln practlce :nd lhodifited in order to 
is not a sharp Iotundary). There is a implenentation or innovatiin phase, optimize their effects in tilegiven 

systeml.
 

Thematic Research 

As noted earlier, filetdeveoipntrent IINIl's propos-ied work oilthenatic Ai iimportant aspect of IINil's 
of' tIl:1t agetilent inilitoVt tins rqtILliresresearch w\ill build oilthe experience theinatic research work will be the 
not nly field rese-rch til irriga aM1n 11ddatta thItat the institute has :already prep:aratiton and periodic review and 
ian agenielt svstems in specific acquired through its field research updating of -state-of-tlte-art" analyses

lnvi ritllllllts, t t.niat ic work to date. Ihowever, special effort of th i resent state of kmnowledgebit ls re- oil
 
,earch t devop gIener. icnn('a- will be ittade to analyze this experi- each (if IlMl's seven thnles. Such 
titns that Ill;' a )plicalI tie i al ence, Ct1tlp ring it withI thIose puIll- reviews will htelp integrate or synthe
va:riety Of cuvirttlmnliS. Ft r this lished by oilier re-ear.her.s, colntrast- size tIle re-ults of the work of IM! 
reason. rs.arch leading to gtneric ing difkLren*lt )Intr "experiences, :an1d alnd others, and perceive general
(IeSCriptiitiis and soilutions oflirriga- dlI)ping ci(1inceptu:ll fraineworks trends; help inforn irrigation nlanag
tio lli -aiLoenicitl s., that will conlnlctl question' rgall- lnd explain sIuch ,ers, policy makers, and rese.trcliers 
ized altig the. lir.s tof the SeCven fildiiigs and uhliilttel\ give tlteiti a about the iiajor developments in the 
tlt-e.s Or.fined t,C n Ipr.diCtiv capacity. A significant C- field of irrigation nianagetient in ain lit'tin 
[I.\Il's TIhinlatiC R,.,,ri lr )grals. lent of the latter activity will he the systematic :tnd regular nanner; and 
\,,ill st tond key elhent I.\l's I nriiiulitiion of objecti\:l. testlhle se'rve: a secure fo)undation for thebe: ifll as 

work to d-I ltmlu;igeietL'nlt hilno- Iypotheses alout tihe 
 variols cu:ILS frthter work of IINI in each of the 
vat iiuS. I1.\11's fitld reCa rlCi ac'tiVi- :i nd effect linkges in the rrocesses seven thenies through the identifica
ties, as described in 1it section on oif irrigatitn nianagement - ie of tion of principal gaps in knowledge
Coll ralui ye Field esC'rel iI, Will he tlie principles of II,\l's work outlined :Iswell :s areas requiring research. 
3 sigliifilit Soirce of field data in tile sCtin ol Major Strltegic 
and experielce for ilLput '')IINII'.s Areas. 

Management Training 

IIl\l's clients, partners, and donors the identificatiin of target groups of potentially vast - in uch greater
all show high interest in hringing peoiple towards whoin ll\l's manage- than IIII can ho)e to supply. IIMI 
alsnil .I "inLniigetteit revolution" in lient il training activilies sloiu Id be tntlst therefore concentrate in tile 
irrigation. If this is to occur (:s II.\II ailiied; Set mid, tilellieanby which areas where it possesses an 
Ihtlievs ii will) Ml t eSsent iliinlgredi- tranilliig set.ices Call titsiffecti\'lI adtvant:ge. 
ent will he tratiniig and prtflessional le deliVered hV il institute with lIINIs 
develotiien, eSpeVCitllV oi'ie1ttd dclntr;ilized chira(cter. and third, [lie 2. To ionformto ilIN's iiission 
towtards intrttducing FIresh tnl:lige- subject \r lI.\lls stiteltent, trainingwhich training its sltotuld 
nienl OCis Amd )pirtunities it ieC ',ltiuld AIdiVNSs. eiphasize ininageiiietnt issues andMiddle Mnd U(Iper Si'd1:1 0f 1n1tnIgilg hlefiiing thi.- e 'Jrinl- should aim io help national 
Ligenits, where ui dett'hitas(Lil litost iig si;ItR*gV, the t ft ltlovi ng prirneiplt s pcies
;gencies to develothp innovation 

bailyeLdaLpted idinpltlrvleintted. tlonstrLints have bt.'en observed. pcities. 

Il lhis sechlitl we exatliinte Iirst, I. The deimind for training is 3. National trainiig needs are hiest 
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satisfied by national organizations. 
Ani intern:ational instittte like IIII 
is not oriented tovwards providing 
sust ained training Cot0rses for 
individual countries. 

.i. 	 IIMI will therefore assist and 
coo perate with existing nationalI 
institutions whit have tie 
function (if training for irrigatiin 
mllageItllt.ll It the national level; 
anil in Ctountries w\'here appropriaitt' 
ilnstitutiolns to tlCliver this kind of"l'\i,.l 
training do not ye exist. IIII w.'ill 
IlpIll to sionlate tile creation of 
suth a ,atcitv. 

d5.Ivhlo nt olit selin ti 
vCh) na tionatl syst s Of' 

innovation bw training piipli to 
CMiiltct resturclt aintd analysis if1 
management uestilns. 

A coirillary i if points I and 2 a'or. 
is that INIt's trainitlg tslttl not , 

ti tlevelip gnerat irrigation skills irit 
tindrstanding iOf irrigation techliligvu. 

Tlhiere are nllineltitS instilti(tis 
alreadly supplying this field. aIlI1s 

nallgemnllt ttUp1liasis \\viili hl 
diluted itifi alloweid itself toi lct lne 
intilVtld ill these ;iti'ts. 

Target Groups 

'lhe recipietlts of)training ttwards 
vhtollt II1I Will direct its aCtivities 

are inl three major groups, 

1. 	Managers. especially lhis' in lot 
ikely Soni ti h_ itl) psitiiins 
where 	 tihey can itr uci 

ntitltunce clingi antd innolaition 
in their iirgitnizauti ns. 

2. 	 Irailnirs. 

3. 	 Il'seichers. 

Activities 

IhNll's nanagemttent training 
:lctivilies Ws'illCttain a ltixttrie iof 

direct andl indirect appro)tachts. 

1. 	Dirict tratining si'ssions condltct'el 
INyII personel alndi 

collalo ratirs will usually hi ot ilie 
semtinar iniode. anI Will 

cotncentrateon [Ihe transmission, of 
ecxperiences in rega rd to 
im plemcnt:i lion of innoltins. 
These will Ibe tined principally it 
practicing irrigation managers. 

2. 	 Indirect training ( llealning 
processes by vh ch ItNII sL1Ipp is 
n'tiomial training organizations) wvill 
form the larger part of' the 
program. In1this, lNIt's atti'itii's 
will ti incentrateLUlIn : 
t) oil Ctrrit ul1 dtU\'e-

h.n 

h) 	 tile generation of 'widelu\'lsahle 
training naterials. andt 
tn 

c) 	 the profeussioinal detvelopmenlt.n 
of' national training ,taf. 

ItNII's tmtanagemtent training efforts
 
Wsillalsi inCtLutI a COtt)pOrnient directed 


towards developing naitio tal catlres 
oliof r1eSellch staff with the_CallaCity iii 

c>11tltt rescarch leatlilg t0 the 
Ieelilmntt antd dissittlinatliotli 1 
llatllagenitnt inniatiotns in their Own 

countries. Such a comntp nent will 

require e rts oun s'verail trints. not 
all if' which will bte strictly inl tle 
dtotnaill if, IlNIl's training staff. They 

Will incltulde ( 1 ) on-the-jlob training f 

stl' o partnr,'cliCrt institutio tns 
seconded to IlMi fior participatiot in 
collaborative action research plOjccts; 
(2) felloiwships for stalf if national 
research institultions in tlCVeltlIipig 

(i-itrie s: and (3) career internships 
bir lntst-diCttOral and otht'r highly 

tffif nrtional research andt 
training institutes. 0)f particular
imlottance will he tile de'vetlpttnt
Of Ctoperativ' at')ion research 

prograims in which iat ionatl institutes 

take iiniprima ry respi insihilitv lot- li' 
cotnduct of' rt.serch. Stich plogralsl 
coUld build oln thie expxrience that 
IINII htas alievCd ti-dati' through onl-
going cooperative activities inl tie 
Phililpp~ineS, nliA. and Sri l.ainka. 

Th ese iiCs il tillt' hi)indtary 

hetween research and training will he 
explicitly retognized ini INIt's s'slet 
of SlcciaI Awards antudRi'search 
IFelloshslips. 

2i 

Partners 

As nfoted above. inost of 11Ml's 
training efforls will he applied to 
idirec delivery o ttaining services. 
This implies that 11311 will require 
national partners ttough \\hi ii) 
channel these services. There is no 
standard nilel for these partners. 
sintc nationl: institutes explicitly 
CttiCClld with the itallnagellnil iif" 
irrigatioin doi not (in general) exist at 
1 resent ill il'o . deV'e( I'iing '(lnl1'ieS. 
Sninctilles. the trIaining agency will 
htit.ttint,be tle stme irrig:tion agenc\ witlh 
which I tNIIlortns its research 
ci llaboratiotn; solltlttimes, it it111Nybe at 

iversity. an inst tt ite fitanhagetoent 
tldies' or sonic other type o
 
estuilislmlent . r
 

it is to ble htiped that national 

irrigation m:nagement institutes w\'ill, 
in dtu cOulrSe, evolvC, and ill couIntries 

wher this occuIrs IINI's mantagemnt' 
training task is likely to be easier and 
nmore effective. 

Identification of Training 

Needs 

A task that IINII is vell equipplCd 

o lerform is tile assessment of' 
training nceds in irrigation 

aina gi'mentt. These needs va ry. 
NeCIs assessments are dtesirabti Incith 
at a natliona levfel and at tit level of 

intlividual agcies. IINI Will lorttiit 
generat tilehodtologies for mtaking 
stLtch asseSsmen1s. and Will thts be 
readty either to ptrforn the 
assessittents itself. or tii help otlhers 
to i plm nt Js mteth odlogis. 

Subject Matter 

T[lopits of IINIl's proposed 
trri t iinidedtivitis no 
t o g atiitih's ca be intosii ctd 
two grOiltih . 'hre are ite stubjectsott whtich it is app~lropriateu tit idevelop 
regttltar ir frc(ttiteltly repeated CiUtirses, 

which ailt at establishing cimlinil)n 
hitbities if tiunderstanding, attittitles, 
itllthods, etc., vithin :ai organization. 
(Other subjects are more suited 
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.....S "tra. ,bIntenatona., 1,,, l , IM,, 1. 1aim,,.lpl qqviIlln hii ille 

to occa sional "non repetit "e nt trelkre inceans thelient improwe- seq'eets as hir inst. n tiltro

presentations or seminars in relatively Went of' tile pr' cess Ibywhich institu- tluclion o1":ininiprC ,d ia nagementrestricted groups, lions (10 these things. It is illthis inl'iriiltion systeli. A redefinition of 
reslbce...t
that (listiilctions can he nilde tlsks and responsibilities.The i;tte.r style Iirders as Ifor in'e., +etweeil id li list ratiire andt Ilitage- stance in turning 'er the responsi

upiu 1o pi'o)gr:iiill.\ll's inforniatilii It Ilent imiides of*operation, bilityfor parltsof the SN'steill to itsis :ipii'')o+rit1C for the iniial disseiii- users, COull on tileother fund Iluenatiion of new ideis and insights, In the admiinistrative Illoddu9-riI 
 considerible consequences for theeeec~Ily :niiung key peioiple. ti 'isi:lize their responi-It is oimagellCies agency. hi both cases tile role of train
be expected that this will he Iilityh in ti'iLiis o tile\'ay lthvytl(0 ing isto enhian+ce the capacity of'.them1rit:il mode of imlting lie results their work. The emiphalsis is ,n '+1:ig agency to realize the required lan
of*II.\l's tlliillic studies Midcfalso Ifor techlnicially correct. eflicient. and ag-linen+1t tfhanges.
exfpiosing tileinffornmiatio n gathered 'I'() sn-eiiellely. lhene resi)oisili)ilities,

'imIa' rtictilc itintry)ligriilOr- irrigatio ii gencies
n r pl iost in tile 3. 7hi mls o/indtloidlls 'ithin
prject to wider ltliLlices frontother 
 admiii nistrativelii ode tend (io ft.self thi, numaIgtml.'ieidit There areSIWWsli. 
counit
ries. 
 iriented aid inpul-hf
iC'isC(t. iny indi'iduals involved inirriga

tion - ni t Only indiiduals from irri-Igulitr training is alpproipriate in Iliarea1s iIIstitutiiinswith severe water shorti-galtioll (governlent or

thlieeinali ouiect areas. aIge:111dstroing roles defining equi- no1-government) and iners, hut 

J1ane 1 , Ie/ *. ta e'haring of' the limited water AlsO indirid uals friom other govern
1. +i ltl,£ic'ulllm To./"k f9l'ir'r Sppllies. this iniodle of' operatioin maysa¢ ot(st'c'lor. 1ent or non-governient institutionsoltr' '1"ilike the" i r- be justified, privided it is indeed tech- like extension se'rices, credit organigall io) sectitir fu*ctict iffet.c i\'ly, m+ic:ily correct, efficient, tinliely. nd z:,ti1ons, etc. Manageiiient training can 

lir.itV inlqelLt+ rg;iei i lidliS\as t ci st-effective.inlitt(Olditllted 


actiir lion iillnagciient 

Ojl'rert(te W\%v l"+At' help individual participants in irriga

iinthis, ci(iiijlte 5y'ti Ihas his lisitutlionts \whe to tnderstand,there are less define, and implenment their own roles
()\'irestricted Oibjecti'Ves. Toikemp strinlgent water coinditioinis atnd more within this organizational system.

these ini h n-lM Oiivwith the iifjcctiV\'s pitenti:il and flexihility I'mr natchitg

of, tile \\li)ile systelil there_ 
 iperiti)lt(o 

Ifor thal illitiate And guide Itiral iopportunities, there is : need 


is atneed sVsteiii c0ha1iiging :agricill- A clear distinction has to he mtiade
IIecliallisitt Ietween decision imaking on the one
decisii in-making nriCesses Iy these I'iir oirgatnizationsio oerate ina more 
 halnd and tilephysical inpletnenta

v'ariouipIarliciliait.s. managerial iioiide. more oriented to tis of' whin has been decided on
 

ri ile umf" concerned tileiet. tr;fiiiing inlthis respet (lients and miire with it her. As tdecision-itia king proc
). if cr..liilg mi'lenss in general)isine m if agricultura l (mlp')tits. esses (or ianagelienI areusually not part of anli irrigation techplexity ilietetile ito i1 irriga tion Presently the administrative Illiile nicatl training. there is indeed a need 
ridsvStein its ('tril objectivses ad i1i oper:ion is :1ciiillion pliellon- to fillthis gap by Imanagemient train[lierohe each at1 is expected t 1011,e\el ill sit utati ns w'here I llore I' iiplahiI\' this li ti)iXtei\'.n Si it \\ill initnaigerial ing ,ctsing tile specific requirelide coul generate con+- ille1ts in relatiin to inman ageri al 

Nad ~iiev (lcse. oiiijec t ~sideral)ile ICeiiehts. Benefits ci ulh he respinsitilities for opera tion and 

The fiicus 0if suci training should realized through tileintroductiiin of liaintenrance (if irrigatiiin systems. 
he )t syslemls thiinkiiig, cllicliil- ilmqproived llalnagelient prliiCesses, Such aI progral \ill have to deal 
tii skills and iletlhids, inlorliltiii ippiroprialte and adLpted to tile local primiiarily with managelent principles
sharing. and jiintde.cision making. imslitutional. cultur:, si cial, and tech- and pr:tices and their application to 

l'l elvr lnlent . irrigattion allanagenent. Enlianticemiient
2. .h1iot'c,, til(!/"ei it'qtiilm (if individual nlaliageilent capabilitywga(i (llIzaIoi. Mlilagemi.iit has been TieT ile i(if training inthis cointext skills is the major objective. This does 

defiied earlier atstileprOCess iin N'\hich isne iif assistance tio irrigation insli- not lean that irrigation skills can be 
inslitiliiis and individuals st ihjc- tutinM s in the iintriiclictiin Offih1an- ignored. ()i the contrary, proper irri
lives I'ir irrigaliin Srtemills: establih age.niet ilinovations. At theille titte galion imlanagetlent reqlires a1hasic
ipjIri(liattu ciiclitiiis; :1aid idUltif'y hiwevcr, there is inaspect of creat- knowledge of thiephysicl possilili
iniilize. aid use' resources to allain ing an :ii (iltlicareness piltnliah ties of the system to be iianagecd. If
these objCt'ctN Iincefits tha co1u1Id he ohltlined from such kniowledge is lacking, irrigation

im prov('ed nianagemiet proicesses lid Imalagenetit t raiiLng shliuld also proiproving irrigatiiin systels ' pC- 'onditimns. Such ittr)retni ents do not vide oppotunities to fill this kiiowh
f'imriaice through iiprived ilan~mge- always need i have lar-reaching con- edge gap. 
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Straite,'t Isscts 

Information Service 

The two principal operational ma nagers and researchers in the assisting people to access aspects of 
objectives of IlM l's information work ianageient organizations and irrigation management literature 
will he (1) to provide :an adequate research and training establishments, generated outside of IIMI, are already 
sulp port formnat for tie varied Some of these individuals may reside perforned by others such as the 
requirements of"tile Institute in terms in dc\c1oped countries, within lInternational Commission on Irrigation 
of inhformation output (during a period universities or specialized institutions. and )rain age (ICII)), and the 
when the InstitUt's research activities Commonwealth AgriculturaI liureaux 
will begin to generate significant The third is a iiore diffused group Internationa l (CAI International). 
informatiin materials): :Li (2) toe il uding most Of lMl's stakeliolder N evertheless, II MI will contact 
identify selected segmients of IINIl's and funder gro ps, as well as other appropriate orga nizat iins iil the field 
pairtners' and clients' information international agricultural research of multilateral, multidisciplinary 
needs to which 1IN1 could haWe a centers vhose 'workis directly or network and referral systems in the 
compnrative advantage in selectivcly indirectly related to irrigatiin I'if-.Id of irrigation manageiment 
catering. niagecment. informtion exchage, where there is 

probhly a1c,,mlarai\'e advantage inINII has cle.rlx' identified tiree For all of these groups, IINI 's assisting in coordinati of existing 

levels of' target audiences for info~rmation services are based, first, networks, and participating in 
informatiin exchange that mlst ihe on tie provision of materials that are defining, implementing, and 
reached foir 11311 to fulfill its mission. develih ped within IINl's owin thematic sustantivcely supporting such 
At the first level are thcose people research and field operations coiirdin:iory mechanisms or bodies. 
wlho are in positions where tihe\' cnan programs. Altiougl Other in'itituitions The Institute will also assist tile 
pil intoi pra ctice ii:nagelli.nt cain supply general iifirr at ioi in irrigation managenent COMInninity in 
in novatiins developed hv II.\II aLnd irrigation maniageiient, II,! is inl m n anhi'ed access to selective 
its ciollaborating agencies. Secinud are excellent piosition to do tlie infirmation off Lise in innovation and 
hse peple nccried thl conct l'211( aalytical woirk decision making.c with and 

stLudy or analysis of irrigation needed to identify problem areas. 
managemlent, and who are themselves collect and analyze information, and IINII will also niain:ain anid expand 
engaged in develo ping managenlent dissemina eI the informattion to those its internal library and informnation 
innoatticins. Third, are thos, PLile pe ople who neel it most. Second, database for use by the Instituite and 
who mlaintain an interest in IINl's 11MI1will provide more general its collaborators, althoiugh it does not 
activcities and progress, iil uding inlirniation oii its own activities S a ail lt bLild Lip a general external 
reliresenUtives of donior agencies aiid well as act iil :i inlfornilatiin interface service based on these. It will maintain 
other stakeholders if IINII. capa city to comment or advise oil close relati(nships witi similar 

wider irrigation maagement is.scs infirmio n gathering groLIps to 
The first of these grouLps in'olves an1d develoipmeits is it dleenis ensure llMI's access to those materials, 

people in middle to senior approipriate in the fulfillment of its :and 1i ensure that those institutions 
management positiois and at pilicy- mission. [iird, it wx'ill assist other have access to materials published by 
making and decisioi-taking levels. institutions and indiV'diaIs invilVced IIMI. And progressively, it Will I hoild 
p-reoliminantly in ministries and in irrigation managenient information on capacity to alvise national research 
irrigatioi mianagemilelnt organizaltioins. exchange. FOiirlh, the Institute's centres on relevalit docuillmentaltion 
In si lie cases, these peo ple \\iill le infoirmation services will provide an] technical infi rniation technology. 
in tle co untries vhere an iinnovltion prcoduit SLippi irt foir its traiiiing and 
is developed and thus where (lie poifessionl development progra s. \Vithin tie oerall infiormation 
innovation may he readily applicable: thrust, pLillic:tioli is the activiity which 
in other cases tile)' will be in other The Institute does not CLirrently 'ill gencrate, initially, tile greater 
ciuntries vicr. cioniditio ns are similar, see a coimiii paratIivxe ad';ant age in iiIliiieof ii t tpUt oiist readily 
and wher, tile innovation may ibe ina aining widely accessible ava ilable to target auLdiences. Specific
adapted. dhatahases, or in collating ahstracts if funded prijects usually contain 

relevant publications by )thers. contractual requireiients in terms of 
The second grou p involves Activities of' thcse kind.s, hased upon project reporling, he they initial, 
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qf ibe,Stralegi' I ,ernlmatolIrrigmion *tItat 4c'nwot Ittstlufe' 

interim, or finalreports. Also, lIM's 
work since its inception has 

under IINJI Special Awards, 
from non-I IMI people with 

theme-specific 
results, such as 

research 
the current 

ccuimulated acriticalmiass of ongoing relevant experience. These are FBIS and other newsletters, 
r.search and results which can now usually shutn inlength (2U-80 which are aimed at the 
form the genesis of a strong 
pullicattio ns program. In addition. an 
inlnimat ion 'puI)lilicati ins Colipolent 

pages) and will he sent to 
selected mailing targets and 
on demand. 

second audience group, 
irrigation management profes
sionals and researchers. 

will he built into project design to 
ensure that the information gathered 3.2 Mon,'gepabs.These are longer 3.6 Sc,,'tiharI'iceedings.IIMI will 
during tilecourse of a project is -',orks (I}0--iOO pages) des- organize ro:search seminars 
converted intoian infornttion product tined for similar audiences, given by senior staff and 
Which Can be used by intended Publications will normally be selected visitors. The proceed
audiences, written into project or research ings of these seminars 'ill be 

design. New formats for IINI! published as a1 "state of the 
IIMI's publicatiions activities w\'ill publications will be designed art" series on relevant topics. 

co ncentrate i in tileIl(h iwing iutpuls: 

1. Pln/vect Rclporls. which describe in 
f •l(01 lt~~C l cL~S 1full detail aLcti\it ies alnd resulIts of 

to promote both tilteresciarch 
and practical aspects of the 
lstitute's work. For examtple,
II' let aesolllMl's clients hav\e shown i 

3.7 CoU1nhy Papers. Similar to 

Research Papers, this Series 
contains works of relevancemiltntercoAr fgn 

specific ficld-work. These are of-
ten reqUired as part of contractua 
project obligations and conse-
quentl respond t project-

strong interest in receiving 
guidelines, maInua Is,and stan-
dards for irrigation manage-

ntpractices. 

mainly in theircountryof'gen
eration, and most of llNl's 
country programs will pro

c works f this ture, as 
Illintl resiinlict-men 

specific foirmai.Theya;re often site
specific. and are written to 

toa 

.3 

pratics. 

laagemnent B1rik'. These 

result of their 

ties. 

field activi

comply wti tle requirements of 
tle relevant nationa client depart-

Will be sunItna ries of findings 
of major research. Primarily 

In addition to its technical publi
cations, IIMI will develop a1coinol

ment and collaborating institute, 
:and the project funder. They may 
also have a reliively smlll exter-
nal audience. 

intended for middle-to senior-
level irrigation officials, they 
are similar to fact sheets pro-
duced by extension organiza-

nications and pulblic affairs network 
with a view to providing more 
general news, information, and 
dissemination of results to enhance 

2. inrkin,' IqetfN, intended to stittu-
tions and dissetiinate (Iuickly 
those pieces of information 

its overall interest, good w'ill, and 
objectives. The quarterly J311 Retvie, 

Iate cli cSS ii inatiling people 
interested ;n different aspects of 
irrigation managetment. They make 

that IMI thtinks are if widest 
relevance. Management briefs 
generally describe tile essence 

press releases, and other information 
materials will be issued on a regular 
basis, as well as reports and commu

available the results of recent 
ongoing research, and tile 
infoirmed opiniins of IINIlstaff 
mletmbhers and collabora tors, is 

of some finding; readers with 
particularly high interest in 
that finding are told Iow\ to 
obtain the next, more detailed 

nications on tite Institute's overall, 
"coirpiorate" activ'ities, such as Annttal 
Rieols and the Pmtwram and BIudgel 
(cIicuments. 

early as pissible. level of' publication that am

3. "chnical l'tblications 

3.1Rsceacb Papers. These are 
aimed at wider internationalI 
aludienetes, broadly in tile 

plifies it. 

3.i .IournalAlicles. Staff and pro-
ject and program collabora-
tors will be enciOuraged, with 
information services support, 

Closely linked to this will be i 
progressively stronger effort in the 
area of audiovisul cornnMunication. 
Videos and other types of audiovisu
aIsWillbe used to support the p-)bliC 
affairs network as well as tileresearch 

second Idice category. to publisIt their resea rch in staff, and others who wish to make 
They review, in a miire con- the fioirenost scientific jiUrnals visual presentatins of their work. It 
densed firmat. principal find- in tile field. Offprints will be will be a particolarly important con
ings, especially tilhosetha t made of these articles for dis- ponent of training aid professional 
seem ti be of' itire general tribution to IIMI's i\\I aUdi- deveh pment activities. 
relevatice. Slch papers tniiy ences. 
be derived directly from IINII's 
fiecld-work; but tile)'may also 3.5 Ne'sleters. IIMI \Villpublish 

Finglisli willserve as the working 
language of the Institute. However, 

be comnmissioned, for exanple network information and with tileestablishment of important 
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Strategic I.-mies 

country and regicnal programs in 
West Africa and Morocco, French is 
increasingly needed as asecond work-
ing language, initially in the region, 
but with wider connotation 'here-
after. It is to be noted that wh lveas 

in Asia many languages are used, in 

Africa the three main languages of 
ConiLmuiCa1tion are Arabic, English, 
and French. IIMI also recognizes the 
importance of disseminating material 
in other languages ait are widely 
us'd in its collaborator countries, such 
as Urdu, Tlga1log, and Bahasa Indo-

nesia, and later, Spanish, Chinese, and 
lHindi. IIMI will endeavor to arrange 
with its national partners and consul
tative conmittees for translation into 
national languages those outputs with 
special significance to a particular 
country. 
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Country Operations 

In keeping withli its ilisiol to 
strengthen laltiolnll Cap")acilics it' 
irrigation oantagccnt. IINI proposes 
1t cIrr' o<ti its IM-\\ork thlrough a 
set ofi'ount. operatiills. The Igic" 
Of this is Clear: unlike Icaniv other 
kinds of agt'ric'Lulttll':l research. notlhing 
of sigificanCe. in irrigation 
cuanal;IgntVlIIt2n C;all be sttoliVLd ill l 
libilcratctcry, and.LhecansUC ()I hCtAtitl-cl 
specific inllncs relattivcly little can 
be stud.lied thl oretically. IM1I intust
Icel'oref' porl its staff iln direct 

cointact \\itIt diverse' irrigat itol 
culanageicttent situations in tie field, 

1be1acnd cotuintry oti ons arovidea ilclllCd to teit ic a uml r 

Modes of Operation 

dces nt usually suffice to cover 
III's cc ci-plete thematic ralnge. 

3. 	 A1sth-cq /MIC/C i tios. in 
which IIl places a fully 

iulltidiscilinar ' teto.'ll capalc of 
operatilg acroiss IIII's ringe of 
thcctnces and sevices. So filr', this 
typet has bein itplecllrcented only 
ill Pakistan, and hcutUSe Of its 
relativetlV high cost it Will he 
appcptriatc nly to .oUlltrics with 
large :atO1un1ts of irrigateL land. 

.1.hllliCo tiorsirllotrccicill 

cperatios, inl which a staff group 
is h:sCd ill one countr.%y, bul is 

Vehicl' fc r tcoing this. 

Cctcuntry operations t e 
orga nized at dilffcring Ilevels if 

involvemnent. a1cc rdi ng tio 

cirCiccItani lCs and resoutlrcs,. The 
C((I,\hA Stud\' Iean cl Water 
Mangrecent. wlC, 198..2 ltdWhse rep)ort 
tocilte ustahlishlucnit oif lINI, proposed 
six ditferent levels o I' 11 
intlveent. if'wlhich INil prlc cses 
to ilitiacllv deVtlicp ftUr. 

1. 	.i-r'sid'tt op"ratiou"s. in wlct 
IINI timutlertakes tlhost functins t 
that c;ln hi dtc it inlteriittecitly: 
sciciinars. wiorkshlps. inftorctt;icLc 
Mitl Staff eTxltailge's, aild 
eticraging n:tioinal partititl c 
ill nttwocrk reearcl, 

2. Resid ,nt c fc'raliiins iccwhIich IINI 
fields ont or t\\c ill[terliatioicl staclf 
a citl is I f)rVtl' th n.I WilI 
Stlpi))rticig i sttrt., Stcficitent tic 

fpirSuctti'cllalcrt cllciin cictiicc 
resarcth ;lt il tr:icifilg. and tic 
txtend restarch talacityv y 
splonclring nationc;ils acs resarth 
assi cialtes or fellh iws. 'llis tictel 
tlc lso accipcccnlish all ilat tlit 

iticuc-rsidetl it. diest.S, but 

f' ileighblring countries. Thlis 

.'lpe of' operatioin is becing 
icplcnnted 'n \\'.est Africt. and 
will hIe ,i-ppqro priatc in regions 
where tie extent of' irrigalitn ill 
illli'idu:tl Ciultries is insufficient 
t jutstify the de.\velcpm rit (Of 
single-ccuclftyIP peractions.-\t 

Althhough 1INil h: s initiacllv chosen 
tie abi>ve franework, it will bt 
lnecessary ti itlilt:in flexibility ill its 
pr)dCCtl ret. Ill Sil' lot s. 111 1i3I' 

cLcist tic ilacV a mcort cata lytic rol'. 
)r a ittr :1\tl,'iscr' role ill 1 calging 
id sufptViSiclg \- rk hv ()litrs. All 

tx;cIc-C might be aIn INl1 reserch 
ntetwork, wlhreic stafTf assist in tle 
evelopcecttotl aitl nallgeietlllit cif 

research proijCt:s c:rritd 0ut Iy 
citslwt )fk inliers. 

Management of Country 
Operations 

cperaticocis. wvhether ccfthe 
lrallch. resittcll, ir ion-residecl 
1t\is, it.(ilire carefll ianageietitl 

arracigentitll sl,. These cinust Ie 
tflesiglnetd ti ensvire that each 
oeraticn will: 

(:oitc)p 

1. 	contribute to lNII's strategic, and 
especially theclnatic, objcctives; 

2. 	 ontl-il'buIct1 )th grtenitl\th)fta:ltiooll 

efforts, especially in irrigation 
ilialnagel llt research and 
developttil; and 

3. 	 lc:int;in efftlive aind pfrodItCtiv 
relationships witlh all significant 
natitmal organizations concerned 
with lte anagecnent of irrigation. 

In 	 addition, catust iiost of, the 
tvoltorttis cm;to,ponent 

activities mutst he ftulded through 
p~roject grants, the activitie!s Will also 
b.e constrained by tilt: ii sdttisfy 

objectives tlht areset by ihose donors. 

To achieve these aimlis. IlNIls 
Cotinlr)' operaiors will ncctnally have 
tlhret regulatrv or control elements. 

1. 	Al Agreement., or Nielorandutl 
of [Understanding. between III1 
and the national government., that 
regulates the letgal and fiscal status 
Of the IINlI ccuIntry urlit and its 
ptrsonntel. 

2. 	 A Techcnical Agreement, icr series 
of scclh Agreenents, btweell IM 
and key natiornal irrigation 
ocrganiizctics, which providts the 
franewcrk for instiutiinoal 
collaboratioin ill fitld-wicrk and 
other techitnical activities. 

3. 	A Ctstltati'e Ciociicitte, 
ccoprising senior national 
irrigaticn ciiariagers and otilier 
alilroipriatt ptctcllt, as well as IINII 
staf'. At fprtsecnt, IINII's Consultative 
Citnittees it.et aibout twio or 
three tics a.year. to etnsurt that 
IINl's activities are ill contcllrrence 
with naticcal ihijectives antd IIMI's 
i)\ic strategitic ljectives. These will 
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Also ensure that l1MI's IA'ceptii'ty'. IeCta use workactivit ies I 	 IEII,'s national res.arch instlit'. thti'
reimin -liser-drivtn.l" 	 cnllllltlbe impleimented vithil natiinal role illat collalortlve 

active n:ational lllcollilborlt ion, it lprojcc't and Il.\l'scL1nillbc greatl,Following the adoption of II,\li's must fecl assured that its presence trl less.Correspondingly

o(verall international ltratey, 
 :1nd its illlputs Ie strl'llglt',esired

c(ilill eli t nalioi viorkplins will by significllnt nit io ia irrigat iolit .(/,?dillislrainw', rMll,'i'Ini'. 
 I
Ihe devhOloped to guide programt irnstitutiolls. illist nt'gotite stplle a;lgreedeVt'li pnint inl eachi oIfitle countries Mleits, coi'leillgits legal 	 nid isca
whe.re II\I hitas :active operations, .%'ei/. IlIlist ,stalf ill St:tls,il 2 II.\ll hmciticits illeach cltllirv where it 
WVS cllsistent with lile verall places where there is c' identlned proposes to place resident opera
strategy, hut ret'flecting also tilt lor the kind of work it Lcanl
d. ill tioll tllS. Tht' lt.goltiatillns ot
partictilar ntCeeds and priorities oII'elll ordCr to 	 eISlIr tih;1tileotpilits ltese caln he lengthy and costly,
t'€uint
IV. 	 Iht' Iecl'eciil iMltptits. and IINIIviill therelore prelecr ct'lli-

II.\II thsiIlt linted to itke 3. Railt,' mi(d ten'l(,itof irqlli . fries whhi lfcr acteptablle ar
ci Uitrv petrnitineilt IIII Will pretStlalnily ini lllr rgelllsClltS Most readily.OiperatiIls 	 i l 

installitlill.S. ()peCr:tins rllilltnastU' itla:ltgelltent prolllis and oppor- 7 )OlOr Stlpilr. II lent ex
ill place long enough to he tllnities illeout.1 it.es w ith considl- I) CI 10 l . il
 
ticOlniicallv .ll:( strategically vialble. erabh. numtbers of irrigaitionII Ihr-rt pep hiavi tnretricte.d fods on

lo remnainI il agreelilemlt with llI\NIs jct's, and ciinsilerable diversity of :an1adilocate :cale to financ its
 
m isionl to stre.CIlgtilktl tilecap:city 01' irrigatio 
 ntypes. Resident 11 1l.ita' oLInltry lns. resil O pl'ratiu E cit tIe.'e
ililtil lill ll.inigtlncieS .1r; stitutiors, t eile in suLcil cIo untries weilltierel ore .l USt tlTio p rtlin erei're fitl

gi.1 i1if0 t UT coulntir operatioi will geler~itte
. a wid r ritge oiif inf trb tll 0.stilS til sffiitiltiAi elurt
he tlat li er tim ,ll'sacti1ities litii til t it n lI s thte:nltice ti(>no us t l r
lM 	 t Il., iC 

\\IuilIdbe ta ken Over ]by thost stuildics. festal)lisliinga ncwoffie.
 
illStitiolnsa lt age ll'ie'S. F o I tit
t 1; 

ft'isnh, ati t'l titilts will .e 7i'uhill'l illh'''St. (rtin.Ill1 l- litre art liver 7,.1) ries inthe 
eVAL(ateti lta ra 4ulir basis by IP.1's tries havec develiiped special (otl. wllrld that Itave lore titan 100,000 

iltllitiBoart taff. d i1st oulnlrv centrtiils oi effirt. i r hit:ve id ha if irrigateti atd. .\listiti htels hare

CO(;SUIhti c C >1liitte's. hlis\\'ill 
 titlile success. With Soilt aspetct tltS. IINII \\illhave 
ll-SoilreLT.Cise, 11V ;tCtllltilit 01' of tilg n t s farltisc'- offices antl operatinlis in a relatively
 
cill oler;tiiol. Iallaged sstemi's, tlrniver 
 Stil:11 propirliol e'il al-If* these. l-

pIllicies. Or C iinuinclivc, list if+ propritte ti tal ulIniler of suit'h eotin
grllidwater. IIMI will hv:\'ccle.ar r)\,peratiions will have to he dis-Criteria for Initiating reasins to place' Stat vhut'r tih' tei'veretd tItritugh experience. I1,II

Country Operations Can.1 SUlt "Stiti' Spctill tXl'xriCllt .	 ILlist ;h'liiti te ciiiplemttentar dart
gers of' excessive lispersion (whichInl deciding where it situlid estab- . hIsliflltioal s1t1'n4/ibs. h'iitt'nie- ci Itald ttoSUprficialit\v and alish coulintlylOperatnils, :atiIthe vari- III's I)\\'it willsit) iif efiOrt be it'avy atiilistratie anI logistic lur

iiis levtls if activity (above) which influenced by national capait'til' dhi) an(d UC't.SSi\t cMVinceit ralioll
should takt plact, IN1 WillIhe guided tiontribLlUt' to tet' ef'orts. Where., (whicht e'iUiltl retdLoc the range of"
by titt folh%\ ing criteria. for examitple, thrt' art' st rong II l's experience and rele'antce). 

3" 



Modes of Collaboration
 

Ii iiplecntting its cin try' pro-
gralms. IIMI tmlkes Iartnerships antd 
ci llaoratliwt.e lt urcs a key -Lnit 

in its tppi(ili. ()ollhiiration pri i..;s 
IIMI \\ith ac CSs 1i) oirirt iriia-

lion ystLin. and allo,., re.Sident stallf 
1liW til()rttlrlitv lo AcCSs hoo Atkno\\ I-
Ltdgte aLId capiiiJlit- on ilt' ,xisiliig 
facilitlui And Itall of" Colla ii rating 
.igeiicii.'Sintl partn..is. htre. arC Al 
I.ist six typt.s f instul \ll,ith 
\\hichlI.\II \\ill c(illabllratt: 

1 naitiiinal i'igatii n-m.na.i gten-
cit's. ;lli issi ti it ",tlrear a i nd 
training irgini/;aiiills; 

algm2. intemmiat nil itkilttl re.Search 

3. ilier Ltteters of exctllclct': 

a! r a-i tl tiiii( 
gIiralit 
I inerimi(Itn tl i ir oir-

,nii-giicritieLmnitlt oirganiZ;itiI, 
aind 

0. iliimnil and interatii nal pisft 
l,- di(r. 

National Agencies and 

Research Institutions 

Colllorm io withllional 
ti's an11d iItillitiilsrestrcir 

daitieillal to CtArrving iiutl 
iiissii in fli tsVeral itisois. 

i.il-
is fttn-

I.Ml's 

.s1. 7 (iscul' o/' W11 lll i isiolu. IIN.I'S 

oin relaimtissionii is all tiii irmitl ce. 
ei\'to its St1ff atI fill cial 

re's(i iirc't . 'l"o ait'hi e'v su IficictlICIIistro.-iu -c. To liilv iiiher.l
ilill-im'l, 11 11 Illu"I~ itnvokC]\t(lil'rS, 

At IS ;I catlIst. AnditNleted it, 

'lfluts tlhroiugh (i lla ucatilin witlh 

sVril inat partintrs. rallitriilmI 
tlu;ini o llmtcltr;ite its l-io i il atSiiglt 

li t';ii ls. 

micht'ialltsill iw/" nnphenIjmsi2. .1 s 

hillllolhs.Tht devcelopmnnt aI 
innovations 

nlltil\'t nia ior 1)p1lciItiS (A im plh-
ilUttin i CAnni it lV done 

'.'.I'II tb, ac'i' v 1,,4 1r:it1 (" 

Cxsting ma1:1l13~na 

testing of nll:tnigllntll i 

i IgnL'cieS. TO be 

IL r. iTere strong coinplcineltarity 
aning IINII's field-oriented opera

lionl research appro ach, tie experi

ment stlt ion Ut 0ach,ap)[)lo; of SLch 
('(lciters is IRRI. :nd time broad policy 

perspcctives of' such centers as tile 
-ftc'ti'., II.I's retLse'chers mIIlmS Inirtlional Food Policy Research 
(0 iMorel thll prtpir- reports: hev 

MUs he palrlt'r' ill aI iint effi irt, 
with naIlla! agencies. lo deeli p 
inniVllinS., nd toit. eevhether 
and I th"yik\can be in ple-

i nt., 

3. "lii' iI'('til I /ot/('jilrail(IhJi(Iti( hIl 

Theti'nli'..develo pmecnt ofTIti 

inniivations requires first a thor-
etrsiglihIiStiMIling if t itlist-
ing agentI\' ;IntILits li iiiiian. 11
ciA!. 1nt1 otler coinstraints. before 

thetIIISt rele ;Antllodifi.itiols c:ml 
be Irop ,td. Such untltrstatling
g~mi ;cMInbt'.t bt ~t throutgh tile 

ci cst*rlattiioinshlip with tilt aIgnt'V. 
hich a cillab irative proitct el-

tail:. 
.,s- r i . ttl i d 

Un til ii 

cilllahbicratioin with nitionalI 
partcnrs is An excellent ve'hicle 
towarLs IINIl's giaiof Strt hethen-

ing intioal capacititCs. Ptticipalt-
ing Staff learn about field research 
Iirsthindatil ga in I grtalter I vIen-
fit hilli tile rtsulls. (: bli iett 

Stlits.ar iterht ire a vital (thiiglh 
siiiiiewlhat inf i ti l nq i 

l.\l's ilianag tient training. 

International Agricultural 

Research Centers 

Jiiit vellirts between tt'l antd 

Institute (IPIRI). Collaboration be
(w42n IIMI and Iother resource llln

agenintt centers such as tile Inter
national Hioiard for Soil Research and 
NlIa nagcment (IBSRANI) which focuIs 

i in key facitors Of piL iduction couId 
:.,i bshe heneficial. 

Other Centers of 
Excellence
 

Collaboration with scientific insti

ttliotins and rtegiOll.l or international 
iorganixatlions located in (or supported 
b1y ) inldustrialized countries is also of 

hiigh importance, since it enables III1 
toi increase iiperatiinal f'lexibility and 
it1 benefit from (rather than dttlli
cate ) liet highly special izetd expertise 
iytvtcilabll at such institutio ns. IIMI 

cxptcts i() ciillahoratt with such 
instititioS tiiminissiin sttidililtlid 

its w thtin \\,'lten thtese are rtluiretd 
il uirtlier its own work. IIMI also 
prolposes that it collaborate with 
rttl'L[ ci ultiling firmns, \,hlen stIci 
firmis haive sptcializetd expertise of 

vlue t IIII, or when tile)' are 
tngaged in activities that directly 

. lPiirt .II 's illissill. 

International ]Lending and 

Donor Organizations 

IINII priiposst that it work in part

nershlip with internationail lending 

ies, particularly internationali ither i tterialii lml agriCtIltiuralI agec or 

rlscarlh centers ;ire alsii highly proIII- rtgioinll pltilnIbanks such asm LaV0Idei 
\sing cLISe iif tile critical role tha;t the \Viirld Hank, the Asian l)eveltp

lt'l\ Ctnters play in wiorld agrittlll- ieult Hank, anmldtlit African )evelop

.i
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mient aink, the'r multilat.al I rgali-

fIor i\,tCr0.lit.r5o iSnt.ShIlil.,.t.lji.illhq'll~litoll1.,lilt' 1 FIZld . l!, 

Ililtiillil :igtl-t.1S fIr tlle\'lit Ii)iIltt 

i.SiSiiIlc. Sti'h .AStW I 'S AgU.'.eII'( r 
Iitll...n ttl~inll l)t'.'l tl l 5tth 
trga izltio s plhiy i k o kir inl 
ilipri ilg irtigtltitin tl nlil.. ill 

on' 1tIL-i tIIV' c ldiienIISt iht' I llI.Mt." 
. - h t lt :lt 


theV w il. i, . is i l Iti . t1' hI-i 


iligit tl lolik,y ,+,+'itlll,l Ill.,n;,Ig.-

Il ie.ir,tins1. Ci ilk itilt itotl x\ith 

OhR iltulithiittl l ,lindI gt li.,ii. oIji 
t0 1(d ilt i .;ISV hLll'n + 

stt t.ils 

l rtIm tlit' tIh Iiial AiSSittIL 'ugh it-
tivitII hai Sitlh ag'tl. l l i IAide tVN 

gt t.'l tll 011t5ll I l i in ii ith thti.'t 

IOiaI. ill ltI' iligiti)ll WetI r. 

Non-Governmental 

Organizationsridta 

Ni n- ienIit.il fll"otvet. t)trgi;ali;.li 

n v kindst iIntl tt .ittivi 111;ilitaIe 
reiIvantit) i.\iI's IlliSSitl. Sonic hav 
a taih n . illter',ltll itli.S Opl'i'atc 
ntit lll . "lW rittli ' 0,l'lYp', is \\it, 

i ev0 ioffer I I ntI lile U i,lptor
,lull iI.nl ilt.l';Iti i ll , . , 

ft ili d li/n dii 

N;lt~l l,+ io]n<n-Loverl.t_..l t'l~l 

ni ,ili/iltil i t-tei plIiv i signi'i.iilit 

()I,' ill promonitilg aLnl,,Idvtefh)iig tIL' 


I 'Irl r-Milli. t-,ll irnig;Itititn ,+t-C.r. anld 
"ill thtret'OI hbc It-C iilt to 

Pei iltt toil the l t.1L. tf Illi gil,-

Ijt.. tIf in s rnil.S tt ltlintEs.ilh StpI)I)rt I 

l]hC il'. lc'iitfll t t" siiuiiliir let.ilts 

10 ti1C iiiattgCIIctlt 0f inlltittitiOlIA 

CI:.hlgl', CSJ)ILi!ilfy [lieill inaller ofdCveIoping AitItiateIN' strong farmer 

orgallizatiosls ill .N''lC11- ILtiIrl)Vtr 

st'lll C...

National and International 

Professional Bodies 
National and intrIllatl inlfl profes

.iollil ]hliCS+iltt l t.i~lt ill 1)1'0

llting ifll nid ttiolln cxchanges. IIMI 

hils a eitlillidtlinl of U'nderstand
itt1 \ill th,e lIturln iiiial C )illmitlis
itn for Irigation a I )i na,. whih 
orgatlize. triennia Icongl',ess s and 
irritIs v ri) l lf]itilloio l s .rvi'S 

fit l its New ),,1lhi ]ieAiIitlartt r s. 

Geographical Considerations 

l.\llis efitils to hlIp itt'gialt' 
ni1ticCi'ITontrxy riL-'icc' will ,It'iarky 'aIble I. \Iajor statistics ol the fie zones. 
he-ittitre Wsef l d Inmo.t. 'i , Populalion Cultivated Irrigated % Dependen e Persons/fst 

itlll()ili Utll i t I a Iiott.t(ldl (M) area area on cultivated
 
Sililiila" tIlhit*lilaltlilitii ,,. this
F (O ha) (I ha) irrigation ha 
tIt';i(sil. il\il h- llistjtl i,,ilhid live \ stlit-tst .8t ii 12i 20.2 21it.7 

1ll-lilt i slls t. in . i h ltt/il l li 107 ,of7 I.2 t1dL-dt L]t' 

Mal~jol" (CL't'M~illAlW N (it(Cd ill thle t\m.o (.Aild S,'.11llidk 
IrtL'vil ,ull ',,.,+tio )S'.H. m ) -1++182 5 0+8 31.2..] 

,g l* ol) I [',r 1' S. ill I'lt ll to() N+lh ]'aq, A\rl 

iir) ./\tt ;IkviL tl) SB SA 3. 2.8I '(lit ltI ll ll 11 15 ill.Z 1II.S: 

V\v i l S,uh lioild di\ iidoll, IIIK'h 
divrt.'iyZL.' ICKt' iis lx,-.. hi' '..ilti ,.1111 
m ll i lt.ll ., ili th lvt \ill hi. MI Lt-' 

*l*US,MC..Xint.ill \illil CAL1t1+.Southeastou Asia sysIcits an11igulat, l'_ctik lalluvial plainS 
tltd dl.ftas. Thi Se itlihlrntitly pr diC

' 
CL his Cill]y ';I] <.f+d(l,+)1 to vet 3pil ro ifomaio l~llL''";1l( Zolt. \;Is, ll+Nl's f Ili\', hvt,,l ikh' 

l itil i tI it. tWi t i- tIt li It .ili .S.Mid is lii. l ey i p uIfI l So.,gc, lt itto 

lt is likctly toil whihgvirsnc 'crhy ilty cin st it hrigti mit tl h 
/()[It',. •, . 1it•katI lgaiobt.' .ndilftrl and ill tt y\ p'lil,.'S 1W\). Sn,._ ,l'i of I"\+t'y lII'uC HU* IXbTS' of ill,.li\'M ill par-

Thu_ Iit. L'ZOII.S ;HT Sh(,v,11 ill 9CIWIt.tM,,l';ill S ril);tit-'d l)I(I,.hCtioll iiplaist. Although n()nirrigilIcl pro'(-

I~~igI~~rV 1.(L'1lllNglii-lisil-lC. ric.,(.(ls- is quit,, nll. ~l.l,i(, is signilit.ltlu tht lliol 

Of il) ll-],tl(Jilul 1 tt(C*li('i. gL I.;dI\y is XCCS h1Cll'.'llu1. '2Lnt ;citrd\)~n v,'Ill o.x.('+<f,ca
]KIn M;iSL'd nItt. Il) Illountall , Stllm. I ;til o1" flolirrigilItCL agric'ulturetoI( 
whid' givtC I'iSV 10 I_)\'t.r Silly r'iver' lut.tc<.Illil; .so irrigaItion' l+oiaI .s.tale 
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S11iiiclnn'1/1111iqii1111 

itol c l p is in genter l tsstlllkll. 'lit 

ZOI [tMis in ItVLtntvy.i Vs dC'hicd tl(C 

ni it;ihlC sUcccss i i'isiIL it.s riC plI-

(.1i4i1n 11101V 1iliyill In its piOl nIl;I-

ioill gil WhidililS\wl ISriicntCtl 

SOilCini V I II. n L'icn i cSLItSStcli 


is dMrktlin .iiid tli\sijtcitlliill *i\\ily

1'ro~lll iCC.t' 

[it' .mair tlltiicl-ts il this Zitn , 
:1lV liii3tldcIshi, hirni. ilccstit'll 
scii;i Irtl s;its (d, htlini, llltlintJsid, 
K.11ln1)tltht'a, IioN., MAl Ai , Nepall,a~s~ Sri 

1,a11ki. Tl il d, tihle ]hilil)j~intVS. ;111(1t 

Victlin. 

East Asia 

The l"iI Asia /,imt, It(hil! uld 
Ki t.il (is c'hiiit It'rittI. t, Siithtis l 

\sid Milt lit'Arid SClliliilrid Xiiit' liV 
i l l[ i i )C IIL/' irl i o_!lti l l \ S lt Clii ShI Mt CL ( Mi 

lrctJI ;ll'iil ri\'l'S. Thi tiolilloitiS 
stCliinItCI1 t' l t il I Ytihell\\ irciltc 

tilliilt' in lhlt' w\irltl, ICtcs tCcli 

ciL irli4iilill nIlliis'IS lht 1ldiii itltiill 
' 

IllMill.ilCItII't in sliccili \ ,. Tht 

Z/iilc iils idni llillit' With 
SiitlitiLIst ASia. llliihihl" its cillhisi 
o li hilll it o lot ll ha\c I li pi-

Stlsillt\ l is. th' , rAfrica 

lh'\si ic t'riill i l stit 
dii t lopI. \S iPll Asial 

Mideth Ali aid N ZoIt. iri A-

lioa 11Ald idSird olt\il) 

11;](1 iivs. l ciiitcittl liv iii'ijni ircis th li.u t 

WestAt i and Noii 

Africa (A rid/Se miaridiin-i Zoills ion e) 

lorxio Ihe, Nileto the' 111)1t'r' GI Igi ill 

Noilli hItli;i Il1ld tlet S\r D)dr\'A ill So-

\'iC' (:t 'Ar~l ..\ iAi. litS I /lkll (Al gt'll-

t'r411.\' tr\ ]()\\v ;iillu il i]iI11411 (ItlIl-

;ill\) It.S l11311 1illl illilcK w ll')ir 

IIJ\t'lStd h\" Ili jor ii\tCis lhll 11J\t C 

the'ir oiill i n ill tllAIlI lill \ tcls thati 

1'rinl,9Vlil1C /(MCt...AS in ll lit,4CA l ASiA. 

tile, ri\(tS 11~ii) illilul sill id 11;1\t' 

IiiH tlo\\n1 I() lt lrlilt', 1'\'Cl, i1h0%iill 

."il S\'lt'lll , "lhiS all't' I plrit'd 
St'\tr;ll oIl the' t'-iliL'N irrig4;ioilll lti' 

tie's. Its l)oj)p tilI~lS MVrt Very' dlti.-ISt ill 

111L.aill i~il lill., andt Sparlset. isidet 

tht.ll, ICC:tts, InnlirridtCtl food i1i1i - flt'illitill is .l IMun gcl ICnt iSSlC hletre

dluctiil i ia'11itv is weik, ir ncgli- A rCCCIII lhistiOT' 01' siginiiifillt dtClinc. 

gilC .\li V i' 'these ill i implics' cn lIt lrics lxr c'pit;i loo iiintiduictiii 

dcpcInd i1111s!ItdllV Oil iiiig:iin fori ctd'lln Xvitlt 3gri4claltiual l-rnhltmrns, 

Itititl A.lilI'ibTlr. inviolving tirkCl iiiClCi:ilisiiS :InL tile 

LUIItI'l IlIli\i iii : l in lile i'CUltirIl 
the s s tMV in i,,u tll t-ScViUr 01 lt l l S-tac lscli, i iis. i 

Illodod'll I illltCS I)t'tOll11t SH-lrltd I l it IIil llr'€iletIS I'V'Illtt to fill~illtin 

lite ililS, lI lio Lib1' ([n the' Nile', \\IhTCr illdl St s Ij ln g irrigatlio~n. 

ilnlu;Illv lic stihrllwt \\ ici itcs illtts 

hL c' tfitlirct ' The cOniltnits 1t1 idHItlCrrltnicdIn ilil r ilclnu- 1 h 
dVtilliCnt is Ih tilt Iill \\ IV Ilior- lilt irall 1liiVC htcLn aining tlie first I 
\%Mr1l, Alldth iolln IiiluSI 1,ll'IMSS the'ir i-'Iill-lledt r-C,, Ltlt illtlMlht l go;il he' S, 

o l IC It'tSt, l)rodul(i\i(V ) LrU Ulili 01l ''C IhICI'Ortlc iliIOVLd rnilher I'urlhe'r 

displ;ivS (ii\i ih inilttilnil lcdVCl
oIth Ih lsl St,\et, rCllIVroniltM nhil OlpllMt-i1 I'ml irrigatlioln; Nigctria, w\ith 
\Vdtci. [it Ziiie ilsi S tl itli itid 01 

iirihliciiis 01* irrig;itiiii tlh l11Mi gritli- tihc Citlint.Ints hiightst liliptliiIn, is 
CU ofl th ilt ;li1 plhinls imiACt tr~linl- foll \'iw sillut ani ai Sul'cessJin of" 

ifit tiltIu: high tC\dlitoliiiln rates othrtitl ieritts will he impclltd 
illti li t hut 1 t.ll t'iSt, silt dclp si- dlilg tins t'iiui . 

Ii ll in tiltI l)Sii tle iIntridlit'llitl 

i o!ll l 0 1 I ) rI L11,~ll T i i r ,L;ll i ( 1I ill ( ) l ti - lL atin Am e r ic a a n d th e 

illtrV cdsilll lcl systeils futls 
lr i i t ltii ins 1i ldllih t i lis- Caribbean 

tJSt Vcc 1t.S. i.tiln Allltritil is (in Ml irrigi lll 

lnsc * SCl t I niIgInCiiis In a f 
lhi, lliji irThietiin sl t zotsit, hn I' s,)cise Sth 

lXt I [Nfll hcci America lids stverl c f'tlitl Clitrit.'tPc'\iS'rIi (i l - haJCS) iA' thlthe,, IS\datrcltlC,s 
'ItillsflltsIe ikislilllih i t [ tI lt Africdn situatiion; stihistintidl rail

pl of 7 al t tlilln Stilli ln. I'C, i)VLrLtt C 11) t'1[N' iV'inaIiIIS. 

except the Nile niiithitis Iiktsutigr ir higihllu-e 

cxits. iut'sliti' h iitlttliiir slcr 


sllilklltlt Ni tsi cXl S,Illrathertan zcctnt taplcrc'til 

Valley c ptils. Ilu hrul el. Ire StilSlinIll 

ill rtlI itl tii Nilc Vallect, ir,.ri ilt li (:dtII.il litS i nlorhike Irazil, 

i' sli vis ifi pllh iS hih, llg( cl l i s 'rti ntistl i if (:ille Aesir.liltillg. illltill tltIiiSitl ttir"l ii ltit -ttisily uf 
tiU h()~v\\Clr 111:1n ill S01tl, ,,iCSl:,\Si4l, expandlt iirip44tt,n ( <~'',l) ill 

Allnia ivt l1iii't1it viniih ll" lilIlt resultedIhi AiersIurI cezil) Central 

llsi d iiou i lliat dt Coiii- i il d [iei C uitl i [lih ituiicc nttriuIniia i 
Ik'\ 'lS l i ~l is lSC(Altoful li t Asia,(,f ,ItiollJ h c'l- More rt~ililn 

tui. inliti;il irrigt4;iolll tIltot' ptillilt wa's ill thatl irrig4ationl is IlecettSSary tIfC'e'tlilt.St. 

xilltii, u iOlrJilli/Cdt I J\\rd' Co 111 od iC it lilt t )O)Ltllilln. The're' Are, howeve''cr, 

i llO l))i'itilItII ll Ni;Lplt' 1'oodltS: \'Ill~mti ga.I o4'- l'e\\" (11"the' 11;1ltlr~il irrig4;ioi 

h1 ttL0, Midc I1iilS, )lit'lI 1iilC'd 1 l'orl- ]illie's i)rtCStCliItd IW) gltM rivetrs and 

Cigln IiliirktClS, ThtCSL' tColliliollS MCit ;lu 'llS,'SM iiII, S so It iiin:igCIt'nlt' ll til S 

l gcpuoln llt It' ' ill ' ()J' i l iliyh;lnginf4 ;IS ~ ,,,(I (C \IC t su 01' 

I)ltS t ll 1 loodt it ill'S t'CSillt t'JSt'S .1111;111-toILn i~lIn -SC' lt,. 

"rhe're i Ji rich hV ' s,C tCi-JI (- illlritCS 

tol (10'tl-10 irlig4;ill. C, Iptti~ill' ilnloi- D eploy mient of 11M I 

\';itCtl h\ diliii \AiriLlbiliO' ;l"ntl Ihtl Resources 

'l t(Itlt'lII wish1 ['( l ) Ioot tCUll'it'. -fv lC 
The're' l't' i)N ll h t . ilt' l hi - I h~\'iill kldenilih 'd tlhtcst'f\'' XC 

Iisht'd i'rigaiill 'I ZOlltS, \Wih ,th hith ther i't sb~ltltMltTAOlt i- ad) 01' 

Sol ill~ltillil~ l hrot~il liMiM 9in 'n
t(al01 ,lliill'a"IA\si~i. SoliiIC SilllJ~il:1V' ll nt 
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issues. cld ieIcL .Silkll rii0spiUt, Of fuIlre that ll.\ es will growreSt n'rces 
protlniting . mlhlltlilliicatiin li. L'TO,,-
lf+eriliZatjiin., hov, Sholl. II.\II deploy 
its ll'0i.S iMid llilltd st;ll roi-sortilcs 
.iIll1)1ig tlieiii? 

liMis ladqurte.rs is its,.l lCted 
ill zoin is natturally blegatnitsI I 
Oliriti'tits in 1ha3tZone,II eXIended 
ill In1 early dLIleil into, \\st Asia 
ilI Noirh Fant .lArici.'Th st ieL'tI 

naturail cliics, 'HILir leeiLsilent.e 
oini irrigatinii is high, llere are lrgL' 
t1ill;igiIg iagL' "ies ti Sttly; l int r-
alWtwill, d there r e i' ijt li' r'-a-
siins hir savigti that tle po1tillial gaiis 
Ifriiti inimprm el tl;IiagIllenti' 1.1dt 
It- gret. 

It 1i) i, II.\II lt ii) l , heiXl)li)irt lie 
IossihilitV Of lyring 01thL, r t, of

Alricil. Tlhis, 0l)Cr:il + \\;i., tmld,-j-tiikt.In 
ill a de'lihberate 1llIioln, hbeginnin}g \\ ithIiii,,,i ., 10) rt.,\it.,\\ the lo ,,,ihilitiL',, 

k+'dili g to t-it l oegt witheilei l l rcll-
reitte.n tli' iHIL'. )ih litssv is 

to tIle point where it cIn sll'I" 
undertake the '-;sulitlial exrilelOirl 
of e bllrkinig on resi1ent Ilogral S 
in In(olhler Zine, either Eist Asia or 
Latin Americt, Vexn tlli gli these 
would hold greit ilnlrest. A lhise1'o 
CIniSolidation id progran mdLVel Ip
lilv-lt in tile presnl Zones mulst 
prcede thIt. irl ; rlrsil v lIL. 
Itll I s ent ilt\-'il:l shlould pro-
htl\y he ;liile([ilt miaking miore coin
p)r'llIisiVe rCilbiS ill thIeArid Seiliiarid 

(It :mei in Alria. II.\II \\'ill h\'-
ever, aihl ito initiate pri' Iaiiis, ; let Ii 
It tle Visiting levl, ill ht East Asia 

llatl laitin America lmLirinllg tite next 
five 'vearm I990-9)i. 

II r lli 
a li ihm te'rtli, II,\lI willI i lr
SC~lIl o rtS tlll tly llits:h~o itl' 

1.1Iin,t <I"Ik~orll I'. , ith'111C r tmit: ill g (isi not ill I ISh ilIvst it i i-l gratlis itl i i II,\I'v liits 

oIi . 'i The \I III rbill <itt'[)L'lls 

l+ ,i doLIth1 fr~ .vtheIMIC. (h) 111CL, StS il tit e 110WIi 0I'i dio I'miti"s',.HII thet'
,sisiif thlt stritegy. milti. i ij - W li-ti it s,Lnis tlh it' litle is hle-

ti iris Isegail 
rlaI; oiil\' 

the.1nC. 

It is not 

ill 1988. liiially ll.\Il Will 
Ii) tilt" \V' t I'Ii 11 1)1" itSdlitig ripe t_, H" stIflle ta'tewishM 'r

ipplroitoili fi lo\Vd in Alri.i. Wvili I 
iitiill ' >l. tI itIi)' ti-lIn lrlIftinig itzolie3

likely in tie. iitttltdi.tU strategy papelr, will SeIve ASA;iniLIl. 

atmanduIpNrON 
B~ANGLADESH 

NE, 
Dyhaka PHILIPPINES 

/uaa Manila 

'A 

- r '-' 

/ 

I Iall, i\w las lie experience Ihat :11 
I.lest a1three-.'; time e LI tlS t hIelapsit 

anlicipateid between the first exphloit
lot-\' Visit ;IIILI the first ci\it1y pro
grainI activity, So a degree of f,.orward 
plinning of this kind of initiative will 
he neceNsaryV. 

Relationships with
 
Industrialized Countries
 

II.\1l*s itission relates to assisting 
the dleveloping countries. Thiat does 

it llIL';In thill it IegIlIcts tle eXpelri
cnIce arcildy gained ill indstttrialized 

ottril.n filte ciitrar,, IIII 1111.Itst 
swck tio le;Iri friii successul irrigal
lion S\'SIte llS i llltCI Colilt[riS, itrIi 
lthtis tint hIw a cl:inlIel lfortolt eco mie 
the selLctinii tl i01 rel'v;itit- :11td Itrnlrplrls ofI the.ir mtho(ds+to II,\II':+own' 

deelo-LphslIit.-IlIClL'. Tlhis, l +,, ,llll.S1 HII f .'1 1.11di lthetion ,llils w ith irrigatio t 

litt l'Ill llalsd 'lt at I'MIsl izau

l n iittl 
The levatit ,o.titries Whe re re

1L\ )in irrig;atio i i i .si tallllild 
t t the \l liteLr:n1anI ll titlri.s 

iI EturopL. Rlhettiited States, ilec 
St tvitI t'niot, llapi, atInd lustralia. 

i 
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Priorities 

As lcscrilted carlier, 11,\I eIC is- till ActiVitiCs - r;.llinig ;ill informa:- IIMI's priority at.ionS thereafter will 

iges its wiirk being carried out ill tioll - Will hcc'Olll lccss:lr., el (to: 

f " ajl ii l'CJ.;IS:t 'iti t "iCi'.SCdlIh. I . COnsolidllc" its country oper.ia
' cmllm ul it fieHll c;re h ilg, mtll It is Iit jrl priMt 1t0SUt qumt i- )ion It) SCCLII'C .i strl~lg data-

A t l,+. i il l +o ffl' li t o l 'l. F ( Wu l () r,+ S l h I C 1'O. I t. il 0 * Se + [I L i 1ln'1l I tm 11oth e ' c Ca t l t i ,, s't 1~rg 11 1Cti d i S tt l i l b)A l1 i,[i l 0v. 
" fitteMI' it t'X sLthit ti. Liii iri't l (i c irt ll( ii+] thtisC ,\i)rk arIf.''IS, .is 

ltn' Ull't c rS 2. dev',tilop a lcl ti "proits milf)irLitiitil XpVn lit .CAtl its stl' l t ;Mcir I I Ci:nhct:ilIt istrong 
t w+, ill A 'ftIct'hC I iIM;iCi . Il itl- .i ly gra t L'ilIC.lit il g 0i1 ConCeJt+iMAllm 'Atiim s w ill gomt), thu' ;ll'A. l lfi'i.l th ,I'VW.,.'ll,.'h. Th1.' * M It" WAlyCII.\11 €l ''leiI ()'tp<rt l'S I'(Wiu[-c(I uplt(Ilt tCS-l;l,:i.Sqiilg '"+t ' 

-
Rsm llitr.'.s tLS,' ill thiS \\AV shI iihl. A1 sit ' i i:(l)lI cmmttrv units. li .i- 3. promote the fiell-tist g l" ill 

nCVt.t hclIss. Iii g ltild ll 'L ciL i.cl, sn itillng di 't v cs il ir ii cnts, ill i \ivt e ideas. and 

Tliii;itiC Iti.sirLt'ch i )irk s h kldliiiRdIr tl pot it inlti cl'h)iC tsi CIntatwith -I. dissenminate tile Ienclits of,ac
illcrelin'd pmnrtiiatn:ite. inth as revil piilleiits ;ind giner;ite ;ippro- iitttnilated experience throtglh 
II.\lI's sIOk mdiXl Cricile i ll k nmiw- print . bintal-IbisCd xlpcrience and steadilv growiig prioigras of 
IVeIhc' illo'im','iseCS. incrsei l dissIm linl- hial noilog iil7p)lt il ilieS. inl'ormatitn aind maiagcment 

training. 
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PART IV
 

OPERATIONAL IMPLICATIONS
 

I rl 1
 



Organizational Structure
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proViClCI for in IIIl's Chlrer, the l)i-
rector General willhe responsii to 
tlte Board ImltileadItnistr:tiOlln of 
tiheInstitute, tle operation of its pro-
grain. and tih ilnICn1t'ntration od tih' 
il Ucisions O1 tile.H o . lThei. l oa:rl 
Will It'tnilat,*I I's policieS. al Rlv,. 
r 'vi ew, nd lltli its p rot''a al m ajio r 
grasliS, Al:pi rcviwriV' ltilbdge,. 
tlin fiiiOital COiiditiOln 0I the Insti-
[utl. and undcrtakc all other such 
functions icccssarv Ifor tli lIilnint 
oI[liht )hjt:ii',.
1I'iMlut1. 


Programs Division 

This Division is responsilblc for 
III's thematici ograi. heIt\\ill 
coniroll,l bv the I)irector, Proralln 
(1)ll. 


lhis )ivision iiillhivthre 'etasks: 

I. 	 IheCitiati r-Sarli; 

2. 	 regioal ori nitltiluitiv lio-

icts; ind 

3. itt:1inageiiiciit 
tralling.l4,i '1 

"l'htiui:itic rWsaci'h staff will Ill
have ilav-ti-ilav olperaioili;l respll-

he r,.Sl7)lnIiI.dlt,,.llg CM-+I'or 
C,.plulil
AlilahiS*if irigAtii ldin~g,

i('t scs; incsle l) 
Cii ,.Xt'Ci-eie.V'. (Ilit1 of I1I1aldiif 

lhr isiiitl lii.'. aCtivi' in l Ist fitHlilsi 

lill pie iiitegritiiig the 

ti O i~r\ile geneall.i tltetriihiils, *uiiil'-
towhoiIClJJILCS1i~ilS 

si's and explan;tions oI irrigatiln 

vhe i arlenltatillld ti lile uneLr itheoeCrall Stij ifliSion of tlle 
PrO'gl 	 will lie 10.g .iDiVision: silme 
s.conded (I it 1rm tileieldOpera
titns )ivision for igreedl teris (f'or 
inst.'', 3142lcrStcCssluli itolplettiol Field Operations Division 
of a Iicll irol t Li).Fu rth r. not l Till 
such staff will he icaeL Ialt h ad - 'hlis I3)i FiSinnw',ill ht' rcs'.Spon.,,..ill 
l utars;it w ill hie p ssiloi Crll.sta fllr ll tht Institut slncfi tr-.s w t lierte 


at 	 counirn units I ie assigned frt.-cill~ili lit fiel projcts with the. 
qiunltil a part-tillit hasis. 

tIliiiiatclv ii is Cn'isagCd 11:1t the 
lhllmalic staff willthinll, i1n1anagis, include sv'eralwho overse all 

work condtLctCd ileach onc of IIMI's 
.t.,.t.,llstralegic tIhnli s. \Vhile illuchof 	 the thalit work ian Ihe* doine 

using restrictcl piroiject ftliils, tliit 
'ohrelce. (ItilitV, anid cOnlilltlil\\ill 
lnil ,1117p1i 

Llnls. \\a.S Wvilllie siLglt i tObllill 
VV i h\' Unre..stritd 

,Xt',litioIl of1 in Pakistan. It willtlls.e 
lie controllcI y t I )irect or, Field 
Opelrtions (lI:W), to whoi all hlads 
of country operations other than thI)ircttor, Pakistan, will report. 

liFO vil 
riotiine stl rIVisionof lie inplellnen

:ltiil of tuntry and regional pro
grains. including alloation of' re-
S(iliCp.riprovision pro-

The' he responsible for 

of necessary 
le--Siolloal Slipor' to ottnl'nirogran 

to 	 f1' licals. llolitloring'utinds slp)ptl sp ific pie't'c's 	 of'prljeit iudgcts 
lhtmaliC wiork. [he legree oif sh-

cess illi filahii Ii Itirestrictcid all 
unrestricltlsuili0 will dIctrlin"I the 

i1tiln 01r lhinilatiC stafll that (an,of hi' 
su p)I d'.ril 


licgh 	dliltiartrsl stlaff uitlnertik- ald Sitlil)orting regional or inter-regional projecltsiroatler thlnmiatic interests. The liFO 

will Jils i he attCd to the PrograimsI)iviSil n. Siite. usu:llv' liC aim 01 

Sihilitic'S Ir field lrOirItts. liet \Vill sch uin*it'sI is to Cxli)lorC Sonic 
chosen thlcine or
diff'renl coiuntriies. 

al,so il lstih :1i 

froni which Fielid 
Pakistain projclt r 
ltiihii rarilv' aItigiiiciitil: foir exaitillt,. 

epoariry lugc e d:I certainleii 

topic ii several
lets stiff Will 

of 

()erailins or 
ilures caii ie 

0l rcSolrCCS 

aundilperformance, ileveloliplment of' 
new ioInlit) prograili. andd lloirre
lations. The Director will also ie re

sll ipisilile fOr working closely with the 

lDPto enSlrC that IINlI's fildi iriCciCts 
are iperate.d in suLh1ia Wa' aS t
contriliute to Ilh\l's 

a Projlct r.il-.S certain ill-, provide leaidershiip itln coinceivinig, 

will have a siiall slal'fto lilovile sup
porl illllth,'llionl.
 

I leads if Couintri opierations arercSlioiSilile 'or thle leaderslhi of tile 

lititui's field research and traihing 
proijedts ill(lie, coincrncid country. 
such stalfl will: 

1.liie 

illtpil''CSSS; ailil tiC''\clpl-Ilialiaglli 	 piltSwhih the Clltl1rv illiiliinS 
ing and implemitnl g thi' Iliit" 
puililiitiiin progrm The 1) will 

Operations 0)FOiand tli' l)irector,
Pakistaii. in the design :ind develop 
Ili,'nti il iLtS, i thall IrSuiC 

such lI)rlictts StiliiIr aid a1r. 
izitegrateil with IINIi's tih'lialit'stlil-
egy. Th liP will Alm) be reslponsible 
iOriolliiillouS rivi\v anlld'Valialioil 
oI' ll.l'sprollgraiits andibl irganizai-
lioin t.i 	 IlitCrnialoif InstitUtCs anllial 
P'rogram Rv''itw.. 

'llit'inati' res arch stalf nced not 

iannot prtoIvide, such s aff illafill 
this role. 

initially. attachteld to the l'rograilis 
I)ivisioll. S iiIf \'Will lie resi,.ml-
sihle' for ilivi'hIillg all II Il's 
lilaiagniielnl training activities. a dI 
giving ailvic i i o tr'to heads 
I Tilioill regard ti iiluillitr proi-ill 

ects '\vhich ha''ai training coiit1nt. 

All slaff I'i thei'iatic anal-ys s, 
regional or intt'r-regiiial pro jects, and 
Managemiiient Iraiing. .will work 
clo.selv together as at integrated unit 

Iornltaltiilg, implemniting, and 

coordilating the Unit's collaiora
tivc fielld research lirticis Under 

the gcineral direction of th liFO; 

2. 	irpiraiiiual Iullgets and ititer
nal review illicunliCnis, tililit pe
rioilic activity plains and progress 
reilorts, anl undertake all other 
aihiiinistrauive'ctyiitics required for 
the irprop'r fiictioning of l'theInit; 

3. 	 supervise the lInit's internationally 
alll natilmall' rCrulited rescarcl 

atid atillisirai\ive staiff; 

1. lilp iloallai tlef ctive relation

+.
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OpratiuialhnIplications 

ships \v'ilh the ho.st coint ry prin- earlier. ''hree other futnctions are also 
cipallv through tie medium 
CollstdllaliV't C01111itttt. 

of' a envisaged: 

1. participation in regional or mtulti-
idltliy new resca rclh initiatives ci muntl'y pri)tcts cotributirg to theil SCL1-il,'andIs~~ttil 11S6111 d~ilati MIV.iS nde te D1;aund atssist the' Instiltuttt in s.curing. thte'tatit" analysis, Uinde~r the I)1'; 

filldIti~S1.alilltiaupp rtfitiiLtit'iIl 5(ltJ)'iort f(1r thtes't ititia

tives: and 

6. 	 contribute to tie brotder intellec-
tLal d ti01latic lrograms oft.11. 

Pakistan Division 

This )ivision will be iespotisihle 
lor all Institute activity inl Pakisaln. It 
will be headeI li_1t l)irector, IIII-
Iakista. wlto will ftiction as tle 

Chief sc'itii' illd excutive ofhlicer 
re 	 oitin '4 t ile' IDirt.'C or (; r;l. 

[lie I)irct-l r, II.\ll-l':i-istan. will 
l0rovide . hil il)FA1 .-

11HIiliea rshid mv-ingi.Lill llI INl-
Pakistatn pJlec1ts tnder the general 
dirtiolf lIt l)Jitor Gceral Mill 
inl rgularU itl'tiliorl wih other Dli-tI 

retlol'S. I IC will Alm) tAke itll d 

respol nsilbility. ill tolnstiltatioll wiit l 

I)irCtt Ir(txltrl. IIIr toniitintiig inttr-

natiolitl rruil f' f a'irst luI IiW 
tullidiklisciplii:irv, )Il.-essioltl stll: 
assist ItItitLut' ii :ittrittig ial-
Cial SiI INKih'0111 bilatratl Mittlli-

hlteril 5 LIrc's: dt'V\t'll) flitill irll.,
ill 	 'olislttiol With collIorilting 

lgullcits: tn:tititiii tlil lonlatit ,nd 

ptolicy rt'illrishi'is i ht' lihl(lt 

coluntly; ole.l1Catt' rild llilli ill 11 1-
Pkis:iMI Sofi-Cc il lt.:iort' il( its field 
facilitit's ill Puutlai :iitl hthterprov-
inttS, 

The iliternattilolally recruiltet staft 
oIIf I.II-:ikistaii \\ill. prettdotilntly. 
be tlgage'd ill th. iliI(t't'ililiti f* 
agreedt'tl collalioraitivt proijt'tis \ih 
Ageti lls 1liiist Ci 1 ildi-iit'1 t'lntrV. Ill 
tilIn. [tie' Will he txit'ttLt'tl I Col-
tribtet thero ~r~m A Midi 1.(,nt 
tlCieIIi~iicpiograim of P.11.(ric tiieciiai-
nisiriil 13 Wvillt ttlllIlotld io ichit'V 
this IIlictive \\ill ht ilt I tti I 
s'tcol tlt tIt of such stall to tlit' 
Prltgr:logrs l)ivisionri. :as Mltliit'd 

,01 

2. 	participittioni ill iearation of 
further projects; and 

3. 	 rt'pari:ltion of talerial for the 

Int rillatioti Office. 


Ftile 
PaisnFinance and 
Administration Division 

This )ivision will Ie respollsible 
for planling and directing tlte finlan-
cial. purllahsing. persomtiel. housing 
and adminiistrative support servic s of" 

the Insitut. It will he Iladed w 1hec 
Director. Fillnance :an1d Adlitillstrtliol 

. 

Tile I)FA will develop, under tile 
dtiVttiim of tilee trd :toaLd )irector 
General. tile long- and shlort-range 
filinci:I policies til hudgets of tile 

Institute: suierivist lie admninistration 
(f its :inacl1 resources; direct tIle 

it i i;lgellitllrl disIt st' tInt of 
IINIIs :tt1 uaILhlttlgt[t and reet IlIIttld 

le Wx 
AsO sure a(CIe(ltlc.ltC h flio 

hrttoigt fii:iricial lianigetnenCt Coi-

dljt iLtenIS wlhtei nceCssati. ill 

trols and pl:trtiting withitl tile 

a':Iili', rt's lurCt's: sUit'rvise tile 
trill:iteriarit't t" AcluiOLtUS :irtl books 
CoNi isItC n witl) :aCl l ingccete d it 

rJitctitt's:ct irdiri:ite OutIsitit aludits: 
iMiiigt Al Institlit' tlccotMts :ntl 
signatory po twtrs: dirett :ll dishurst-
nll'0:i; stpervise tit liltlagtlllt'it of 
I Il's headquarters facilities and 
st rvics:, andisstirt comlianct with 
ilt'riatiotlll and local tax require-
Itllits. 

Information Office 

This Office will lIt resliolisiile or 
hr\l'.s itif'orrniatioll activitics anditl 

p tiflicatioll hifcilities ard for tile llb-
lit relations arid aff'airs of tile Iisti

,
,i 


tiute. It Will ie Itd by the I lead o 
Inflormatiorl. 

The I lead of Itilorniatto i li) 

responsilel for coordinating tile
nttt' uiilii rgaso

11SRIni C'S I) )i~lihig lprogra ns of' 

relports, hooks, periodicals, and 
articles, and the library and inlfolrma
lion datlabases. Tile material for tile 
thCmatic rptubliCiatkI01S irogram \\'ill be 
ipro\'iled through the )I'; Iro, t re
ports wvill Ie provided through the 
l)F0, the l)irector. Pakistan, or by 

Cotntry operations. The ftlIrma
tion Office will lie respoisihle for tile 
productiol (If such pullications, and 
for their design, pre.ettation, and dis
[illir dign p Srt' anddi11t1ti 
ribution, and will ensure that publi
tions and other inlorniition tUattri
ls reach tile approlriate target audi

tnces, by tnairlaininig properly rep
resetlltie Ilailing lists. i'he Head of 
lnoriuwation will also be responsible 
(Ir the Instiltte's public relations and 
affairs, ard Ior advising tile Institute 
on inl'orniation neteds relative to 
irrigation mianagetllet l requirements. 

Project Development Office 

This office will he responsible for 
aWssisting tit Institute's Manlagelllt 

in identiffying, f'ornitlatinig, futnding,
atid tlilnitoring of new projects. It 

will lit he:ded by tie Project l)e'evl
op tiniOfficer (I)O). 

The PI)O will participate in tiego
itiatioris with olnors and coillabora

orS turig the teF: it i (Iftle se 
illd SC(I'dtlICS of liew projects, or 

frvsh phses oftexisting projects. (Such 
negotiations will, of coutse, gerierall 
l e led or Ile initiatetd by Ih\Il Diretc
tors iir the I)irector General.) Tihe 
PI)O will work ctlosely xviih tile )P, 
tile DFO, tile IFA. ald tie Ir)irctor, 
l,\lI-Pa:kist. n, all o iwhom closelyare 
interesttd ill tile successful execution 
of sutich work. Tie P1)O will also have 
liroject monitoring functions, ill sLip
1l)01rof the Institute's ol)'ratiolis. 



Physical Infrastructure
 

To I1lfill its iissitn, IINI does not 
Ieed to po,ssess extensive research 
facilities of, its own. The mnagetianit 
(d irrigation systems lilts to e slud-
ied oil real systels belonging to 

In order to ilemllent its Strategy, 

11h\1will need :amixt u re o interna-


ildstaff fron
lv recruited slall'. 
eact if its CtOtnlltis I"o['per:itioll. 
tiClly 


hnterna1itio nil stall \'ill hleirit.iiitM*l 
on the widest possible basis, and lhe 
rertlilntnl ()Ipel-iiiS Will h guidedl 

in tle Section on the I11terna1l ll i 

ro i .ittn.lhu.,s ply th aitII\IIi 'will 
seek PCi)le01' IioIally high<L 'XCep 

qulity. w'.\itlt hnl l l'r.splixtv . a. 
well Sitld i0 llk' ihli lv xies 
of work 0 \\hih HM.IIis conilitld. 

nalionl agenci.es, Cainners' orgazi - ColtillUe to ble [Ite Iistitilte's he.ad
tiOIs, land have seen ill (II.IuII'S In its otlher511 (il. As we in Sri l.anka. 
earlier Sections, this lcads to a (kCen- country €opl,';Itions IIMI's siaff' will 
tralized structture. freLoentlyi w :le inl oflaccimilltodated 

The nclt-LIS o1' this structture will lices provided byI.t collaborating or-

Staffing 

OrganIliZationti and inanage nlent; 
and 


SocialJ Science, including anlro-
pology and rural sociology. 

tiintly. IIMI will aspire to 
develop staff imeiibers whose knowl-

illprli'ticular1 th1.e%alues exprssed cedge Splns :illor most of these lis-
Ciplitnes isIhey allect 
who oii not lerceive 
beloingiilg to III (ill 

ll eb lhe\\owever. that 
titite tol ac-hieve . 

iriation, nd 

thel5is i.nl
,Ies 

artilear disci-

goal will take 

StallUSelecil \'ill take acOLIl (of o " xrpei)iet, ll.IIt\'ill geterally 
the var1liols disciliheS il\to udlill to develop each of' its counltry 
irrigatiol tixinageillelt. SO1lt10inlCt.ld plogrtlS to ; e'el tl1:11canllsuJ)Ort 

1ensure :Iv'ailabilitv of a variety 

unit there are, as f'ar as pllpsih*,, 


t t 
and kno\\ledge. S'eUral:tIl (Mjr 
peopl .0(If ..itlliiC iet.llaeXp.CriCII., 

gopIs 


o r d is c ipl lint s c a l be re ogn izdld1 
within the guneral f'rawork ' irri-

It;lst tWo 01r'tlCilnllnioally 
rU it ed sl:f I f ' iilel1 Cint. r\v 

diS.ip~liieS. 

Th nleed to ensure that atmple 

glizalt iton. 

*enculrage and pirov ide sell
dleotent o]pirtuniti.,; 

*lis.oiage ill every Ioriti 
discrimination in empoNment 
hecloise of, soich :iclors as 
ethnic originl, nationality, r'ace. 
Color, sex, aIg, lirlt:lil sILIs, 
religion, or piolitical affiliation; 

l 
i.u S fo rlV t e )I>xt i o

ilotion aldi advaneilnlt; 

provide seeure and well
equip-pecd working 
111t. :and 
Ci environ

ni al 
Ciilt ailcd opteourauge pro'ide 
p frrlty CoIin11liliCeafultaf 
tiIi1 an* involveient in 

at:iters of, their cioncern. 

National slaff plolicies vari)w\ill to 
ll )' lo
S o ll. C X t .' ll ) ,¢+-'( t)llll' 

aisthe (:lntit\' (ualt)':a1ilI ot' rele
,itisd._S attentioll Vlillt Ioca S ar1_(ilt the SIm1eg:t1io 1 ll t..'llt:IS T''iht_'d is giventl Itll stalff siar'CII, LIresouc 

il the"Section on Eleents of Irrigi-
tion .Mlalagenlleni. 

'Iltese,c lud e, ill all hbeti*calO ir-
deru: 


AgricultralI scietlce, ileltUdinlg 
aIgrOim IIaL soilScience: 

Economics, incl't ding apgritut'rl 
C_%'()1I01I1CN; 


Etlgineering, incltding civil and 
agricuilturi. engineering: 

evaluat ion, amid selectin process 

i llisthat anllilternl atio ial r Luit-

lieit Sl)eciaIlist Will be aI t 11::jlent 
featIMire of the Irgillizmiti t' lltre. 

II.\II wv'ill prolvide :Iworking 

envinitliieli that will penit stalfto 
achie\ve tilte highest leCVel if itdi'i-

doil and Institute perfiormance. I 
I'olicies Will seek at all tintes to: 

provide'alirand eIlttitifble Irel-
miet for all stallf': 

Il..rywhere.keeping wvithlIll'sItt 
' 


C0"6illl iti V ; i eli)+'; nliXtlr'e- .,soit' 
OF IlAttiolinllly reCrtitd II.\IIstaff arnd 

S,l'inded stall I'l ll 11Inaliol;tl islittl
tions Will utat:lly' be e tlC,-l,. IWith 
prefclnce I i seconded staff" fIir re
selrcih atnd field opuratli i"ns, and for 
nItionally recruited stlff for adminiis

tI'stative and mncillary services. Criteria 
ill regard to the cloice andItltiliza
tilill if'ift tioin11 reII .;es'hl Wil i ll

clhde thu llowing: 
I INII's missiiin involves strength

*t6
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OfrauionalImplications 

ening natimal efforts, and also 
disseminating management 
innovations. SochII processes 
will be accelerated ifsignili-
Cant1nuIbers l1" staffnational 
can be associated with IINilS 
programs, ideas, and methoid-
ologies. 

A,s not,:d in the section on 

Mallagerl- it Tra ining, partici-

pation in research projects 
contains an implicit training 

coliponent for staff tnational 
institutions, and IINI should 
arrange that this benefit is 
spread as widely as possible. 

IINI has, in many projects, a 
requirement to work along with 
other participating organiza-

tions, and to deliver its 

OLIIpIIS according to sonie 
sChIeCdIhC. 1IIlI IltLiSt have 
sufficient control o\- rseconded 

Finance 

The lunds which niake 1hNl's work which would not be available through 
possible cille I'rom a 'arietyotf unrestricted sources ahle. 
donors and Under a v'ariety of 
arrangements. :\iong these IIMI ill 
distinguish two major categories. 

I'ltrestric'ted grants. 'hiese are 
grants provided \wit lIiLlt anl cCiil-
ditions imposed as t tilepir-
poses for which tile\- may he 
spent. Their utilizatiii is therelore 
at the discretion iif tileDirector 
General and tile I ard. 

ilils.These are fi 


provided l r ; specific purpose. 
NMiist commonly, they are given in 
order to enable IiNil tio execuitl" 
silit_defined pri ilett, 

Urnrestricted grants arc currenlly 
prOivided to IINIithroiugh its Support 
Grolpp tli iiiets an;iiliy. aid 
Whose IIiemiiihIrs pledge funds to IINIl 
iii n aolnuail b;sis. 

I'olike other, iiiore centralized 
interinatii ina institutes. IIMIis ahie to 
secure substatit i restricted fuiids 
tirough bilateral oirspecial project 
flinding. privided that the reseach 
undertaken in aM couintry respmids 
t tie deelie litneeds of that 
ci iutl. This Will enable IINI to lake 
advantage oi'financing oipportiIties 

Each of thiese types off funding has 
its own advantages and contraints. 
lIlN's approach will be to seek a 
Iaiiced porintfolio if unrestricted and 
restricted iiInoetic. With :inappropri-
ate nix of botli types, IINI Will be 
able to achieve more 'aied objec-
tives aiid operate a more flexible 
workplan than could he arranged 
under cither type alone. The follow-

ing characteristics oltile two types of 
ost pcinent. 

U'nrestricted grants provide 
opport nit ii'., f"ir llMi's Board 
and iiianiageneill to enstire 
stability of senior posts; to 
promote certain studies of their 
o(VI choice; and to provide 
seed miioney fmr stiilat ing new 
avenues of research. 

Restricted (project) funds aLre 

often provided in tie coltext 
of some wider developlent 
project, and this helps to 
ensure that lINi's inputs are 
relevant to national develop-
iieit objectives. For similar 
reasoins restricted Iund ing in a 
project context helps to ensure 
comlitrnenl on the part off 

staff, toi enlStore thai it can 
discharge such citOllments. 

Although llMl's role is to in
novate, it mnLISInot ignore rele
vant bodies of past experience 
or research results developed 
in national organizations. 
Seconded staff from national 
institutions are one useful rotlt 
by which these fictors can be 
fed into IINII programs. 

IIMI's national collaborators. 

Restricted funds are available 
in significant quantity, and the 
rules and procedures observed 
by many donor or lender 
organi zations nean that this is 
probablyia larger source of 
funding than unrestricted 

grants. 

Restricted fund.; suppor 
program actiVities and are not, 
in general, easily obtained fi ir
administrative and other ancil

lary a;nd supporive aktivities. 

UInrestriucd ,giants ielp IINIi to 
stabilize its country prograiis. 
if these relied entirely on proj
ect ftnds there would be re
current problems of maintain
ing ai tontinuius and reasona
bly uniforil financing level in 
each of tlhese dispersed cOun
i)tryoperatprtoswihaeasii is which are alsoi 

necessary lor pograin de'el
iipment: lbr instance, to finance 
the early stages of contacts and 
programi preparations with a 
new coutrim, or a new agenicy, 
before fully developed project 
sulibnissiioins tan lie drlwVn lp. 

In order to implement its Strategy, 
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IIMI will therelore seek different fund-
ing arrangements fr the different 
component activities. In hroad out-
line, they are as fhilhws: 

Themtatic research will he funded 
;isf'ar as pi ssilICle fri01 UtlrCstricted 
grants. Whil'eIwiys will he soight tim 
ol)tain restricted foods to stipplirt spe-

II ciic ispectstrc\i's them whuaticrk, 
-
o\,r:ll integ~rity', 

it\',111d ini""Il' eni 

thie c ierel'e, cluail 
(r)hm-I

research cannot Ie reai zed on 1 
piecenil Ibhasis. For tis reasnin tine 

Sirflegi qf/'bh InterhaionalInsll.Iw(llh'lw('flh(JI,illle 

eVolution, growth, and impact 4I Division, Director General's Office, 
IIMI's thematic research will dep_ I and loard of Governors, will be fi
stIl)Stnti lly oni asic.Mppc Urt through narced principally by applying an 
unrestricted funds. indirect-cost charge on all grants, 

Field Operations and the regionil- which will he recalclated 

projects side of the Proigramins I)ivi- Inforlaition and management train-
Sir will he Iinded princ-pi ly from ing will hc financed f1),a cmi)ina
specific project (restricttl) funds. tion of uirestricted and restricted 

T Pakis!a Iivisio i ill he grants. As f'ir as possible, in both of 
hdedlike . prepareield Operations i*l these areasil,\1l will aii to 

f eeField OperaOilns, and offer Iii donors appropriate pro
pallly from specific project l'uids. jects, and miliMiZe these Units' riced 
' The Fhnance and Ad ministration for unrestricted funds. 

TypesL in i'dtri t at SiiitnfcrdPress Pie .id 
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11,11 Headquarters, Sri Lanka 
11.O. Box 2075, 

Colombho 

Sri L.anka. 


Pakistan Division 
I-A B l)anepUr Road, 
GOR I, laliore, 
lzakistan. 

Bangladesh Field Operations 
P.0. Box 7187 
I)ilkusha 
l)haka 1000 
Bla:gladesh. 

Idonesia Field Operations 
)irectorate of irrigalionr 

.II.I'attiloura 2(0 -

Keayoran Baru 
Jlakarta Selatan 
Indonesia 

Morocco Field Operations 

cio SI1 IA. 

-61, Avenue lassan II, 

Al Akkari, 

Rabal.Morocco. 


West Africa Field Operations 

BI)i373 
()oagadougoul, 
IBurkina Faso. 

IIMI Addresses 
(as of 1 December 1989) 

Nepal Field Operations 
p.o. Box 3975, 
Katlimandu, 
Nepal. 

Philippines Field Operations 
ICC Bldg., NIA Compound,
 
EDSA, Diliman,
 
Quezon City,
 
Metro Miania, 'The Philippines.
 

Sri Lanka Field Operations 
Uat I[MI l-leadquarers) 

Sudan Field Operations 
c/o llydraulics Research Station 
P.O. Box 318,
 
Wad ,Medanii,Sudan.
 

Membership of the
 
Board of Governors ( 199)
 

Mr. Da\'id Bell, Chairman (United States)
 
Dr.Abdalla Aimed Abdalla (Sudan)
 
lng. Benjamin tl. Bagadion (Philippines)
 
Dr. Carlos G. Grassi (Venezoela)
 
Dr.Roberto .. l.eontn (Fx-oflicio) 
Dr. Guy I.e Moigne (World Bank) 
Mr. Robert McNamara (United States) 
Dr. l.etitia Obcng (Giana,) 
Dr. G.R. SandhoU (Pakistan)
 
Dr. KUnio Takase (lapan)
 
Mr. Jean-Pierre Troy (France)
 
Mr. A.A. Wijetunge (Sri Lanka)
 


