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1. Research proposals for USAID fun?ing prepared. 
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Project. 

3. · Deveiop .t.raining· program for-:water-· manag~~ent··
, specialists. 

4. Draft water manHgement transfer model. .. . 

s-: Identify and clear field party replacernents. 

6. Decide Mission and TAB roles in management and funding 
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This project received a comprehensive review in February 1976. As a 

result of that review the project has been extended for three (3) 

years be9inning 1 April 1977. The extension will focus on continued 

research but, with a strong emphasis on utilization in Pakistan and 

development of the methodologies into technology packages which will 

be acceptable in other LDCs. 

The present review was for the purpose of developing a one year work 

plan and a strategy for the project period. The project manager TAB 

participated ~ith Pakistan USAID ~tission personnel in the review. The 

Chief of the Soil and Water 1·!.anageroent Division also participated for 

a brief period. 

The project involve~ a mix of activities with primary focus on 

experimental research with farmers at the MONA Reclamation Experimental 

Project (WAPDA) and activities best described as evaluative research 

related to the "On-Farm Water Management Pilot Project" which is 

an AID loan project to the Government of Pakistan. Past research 

at MONA under this project, has devel1:>pt::d the technologies for adoption 

in the Pilot Project. A team of Soil Conservation Service engineers, 

agronomists and economists are also involved in the Pilot study as 

trainers of watercourse and land leveling technicians. This program 

is proceeding in ~ee provinces, t.~e Punjab, the Sind and the Northwest. 

The project also has evolved, especially with the initiation of the 

"Water Management Pilot Project," into more than research on the 

physical aspects of water n~nagernent. Currently, the work encompasses 

the broad scope of technology ~efinement, implementation constraints, 

extension techniques, implementation and extension training requirements, 

macro socio-economic effects, and general technical assistance 

relating to on-farm water management improvement in irrigation system 

management directed especially at the farm level. 

The work plan for the next contract year represents the proposed 

mix of activities requirea. :Lt is obvious that the project now 

includes aspects important to several organizations. The GOP, USAID/ 

Pakistan, and TAB each look to the project for outputs especially 

re~evant to their major strategies in water management improvement. 

In this regard, project management has become cumbersome since the 

lines of responsibilities are indistinguishable with project objectives 

i.n general serving all. This is not inappropriate, rather it is 

lnd.icative of the project being highly relevant and achieving success . 

in attaching an important problem. 

EVALUATION 

Progress in general has been good. Technically, the research is 

excellent. The project has arrived at a critical point where implemen-
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tation of its findings becomes an important aspect within its scope. 
Weaknesses are apparent, at this stage, and care must be taken to 
direct some activity away from technology refinement and into the 
area of the constraints involved in the implementation process itself. 
Presently, there is more known about technologies which will create 
a si9nif icant improvement than there is about how to get them 
accomplished over a broad area serving many farmers and groups of 
farms. Research on appropriate water user organizations to implement, 
:manage, and maintain the system and the socioeconomic effects of the 
improvements lag research on technical aspects. 

Field project personnel are doing an excellent job of cooperatinr:; with 
and utilizing host country counterparts. There are many formal 
linkages on specific projects on which USAID/Pakistan provides local 
currency support. There are many more informal arrangements where 
Colorado State University is called upon to be research advisors. 
Some Pakistan officials are especially grateful to Colorado State 
University and AID for the accomplishments in water management improve
ment during the past few years. One of WAPDA's Chief Engineers 
pointed out that Colorado State University had identified Pakistan's 
number one agricultural problem. The Chief of the Water Resources 
Section of the Planning Commission congratulated Colorado State Univer
sity for "having gotten closer to the farmer and the culture of 
Pakistan than any other American group in history." 

. 
The work at MONA Reclamation Experimental Project has been especially 
successful. Practically all the technologies developed thus for on 
this project have been initiated there and the GOP has decided to 
create a similar "Experimental Project" in the Sind Province. Project 
Agreements providing local currency USAID support for the Colorado. State 
University related activities at MONA terminate on June 30, 1977. 
New proposals are being prepared so that Project Agreements to complete 
the work can be signed. 

Studies relating to water user organizations to implement and maintain 
water management technologies are planned. These studies will be 
financed under a USAID/PAK Project Agreement with the University of 
Agriculture at Lyallpur. c~lorado State University advisors will 
give technical guidance with research design and data collection. 

Previous project appraisals have called attention to a lack of 
sufficient attention to the economic aspects of water management improve
ment. This deficiency is now quite appropriately being addressed. 
Previous work had identified some micro on-farm benefits however, the 
macro effects over a large area and on society had not been investigated. 
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Approximately one full time scientist equivalent is now addressing 
the marginal value of irrigation water throughout the year; the 
indirect as well as direct benefits from L~proved water management; 
a determination of optilI'al level of investment for land leveling~ 
and an economic analysis of one of the Salinity Control and Reclama
tion (SCARP) Projects. (projects utilizing large wells to augment 
irrigation supplies and to lower the water table thus reducing the 
salinity hazard). These studies are all highly ~elevant and will 
eerve planners when decisions regarding needed input to accomplish 
improved water management are made. They will also serve to quantify 
in a site specific case, the relative importance of water management 
in agriculture - an issue often debated today among development 
"experts." 

Colorado State University has been requested by USAID/PAK to play a 
role in research and evaluation related to the On-Farm Water Manage
ment Pilot loan project. Colorado State University.will also assist 
the University of Agriculture at Lyallpur in development and conduct 
of a training program for water management extension specialists to 
be used on the Pilot project. 

Since this operational project can be viewed as an experiment in 
imple:P.lentation of improved water I:'lanagement technology, it is essential 
that someone monitor and evaluate the process as it unfolds. This 
Colorado State University activity is therefore vi~wed as highly 
relevant and especially important since AID anticipates involvement 
in several similar on-farm water improvement projects throughout the 
world and knowledge especially related to implementation is practically 
non-existent. 

It is not a simple task to "research" an implementation process since 
~re must be taken not to become a part of the process. The pilot 
project organizationally involves a coordinator at the Central 
Ministry of Agriculture, operational units within the Provincial 
Departments of Agriculture, the USAID contracted SCS team providing 
technical assistance on project operation and, of course, the USAID 
project IOC>nitor. With the Colorado State University team doing evaluative 
research on the project, it is obvious that there are several organiza
tions involved and the possibility of confusion and misunderstanding 
exists. This is especially true since the SCS team also monitors land 
leveling and watercourse improvel':'~nts to insure that they are installed 
according to specifications. It is essential that all parties delineate 
their respective activities and work together for the overall success 
of the project. USAID's role in careful project management is highly 
important. 

The project extension requires that several manuals written in non
technical terms for planners, developers and project implementors be 
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prepared. It is obvious that field party work loads in Pakistan 
preclude their playing a lead role in preparation of these manuals. 
Campus personnel, especially those with experience in Pakistan, must 
therefore take the lead in preparation of these manuscripts. Field 
party personnel and their Pakistani counterparts will be utilized as 
reviewers of draft materials. 

It is quite obvious that this project has become somewhat successful 
in Pakistan and is pl&ying a key role in the USAID agricultural program 
there; yet its research production and implementation techniques have 
relevance in many locations throughout the world. Therefore, the 
project has definite importance to USAID/Pakistan as well as TAB in its 
central role to attempt provision of generalized technologies which are 
non site specific. One would assume that the project will provide needed 
input to the program in Pakistan for several more years while the general 
extendable value on a worldwide basis will become less and less important. 
It appears reasonable, then, that the major project activities should 
somehow be converted from a TAB centrally-- funded program to a site-
specific Mi-ssion-or-i-ented p_:i:_~Am. The division of effort, fund"ing and 
manageme-rit:-responsiliiii tfes for TAB and USAID/Pakistan will need to be 
specifically spelled out within the next project year. 

RECOMMENDATIONS 

As stated earlier, the project is a complicat~~ mix of research, implementa
tion, training, and evaluation activities-~~quiring careful and diligent 
management to insure timely production of expected outputs. Following 
are items needing attention during the next project year: 

1. Colorado State University must seek replacements for most of the 
field party personnel since six of the seven party members terminate 
duty tours during the next nine month period. Some overlapping of · 
tours would be highly desirable. 

2. WAPDA and Colorado State University personnel roust develop research 
plans for conti~ued funding of the work at MONA. These plans need 
to be prepared in sufficient time so GOP and USAID approval can be 
forthcoming prior to 1 July 1977. The proposals should detail 
requirements for complete discrete projects with annual budgets 
so that USAID can analyze projects and budgets on an annual basis 
and make funding decisions based on priority. 

3. Discussions should be held among USAID, SCS, and Colorado State 
University relative to the respective roles of each on the On-
Farm Water Management Pilot Project. After duties and responsibilities 
have been carefully identified, sorted out, and agreed upon, these 
should be presented to the GOP counterparts so that there is no 
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confusion regarding the scope of work for each technical assistance 
group. 

4. Within the next ten month period USAID/PAK and TAB will make decisions 
relative to future management and funding responsibilities of this 
project. Apparently this is important since the project obviously 
serves the needs of each but, is becow~ng more and more site 
specific as technologies are adopted on a wide area • 

... · ... 


