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I. INTRODUCTION

The purpose of this document is to present a management plan

T Lommand dater Managenent ‘s (CWM) Warsaij: Lift Canal subproject.
Livnian the contzut of the purpose and objectives of CWr, this document
shdresses the problens of the Warsal: Lift Canal area which were

Tawintl fred thrangin & Dlagnostic Analysis (LAY study and further
clheditrea the ol a Management Training and Hlanning (MTF) Frogram
Phect nalved S Ul related organtzations. (See Appendices A and B
Porm s wver viel of the MTF Fragram and the Evecutive Summary of the DA

¢ (lil’;;"

Thie wanagenent olan showld be considered acs a stage in the
sl LA ga i process of problem identification, role
vt catron, po bl e solving, and planning. The strategies
pie—=ndled 1 tha e plan provide the CWi participating agencies, viz.

P dtgeteun bepor twment, (g Farm Water Management, tine AID and IDA
comstid tants, agrical tueal Exilension, credit 1nstitutions, and input
hiptier s vttt an dnitegr ated framewsrty for developing individual
bl sn=

In the tcllowing subsections of this introduction, there is a
e te ot Lhe puwpose of CHH and a discussion of the roles of the
proi L1cipating agencies. In Section 11, the management plan is
fresented. It identifies the priority problem areas of the Warsal
Lift Canal ares and defines the goals and objectives of CWM
vrganl salions for addressing these problems. For most of these
ol jetives, a detailed and specific activity plan 1s given. Finally,
S=ction 111, "Follow-up, Monitoring and Replanning," summarizes the
tiratlegies that will be used by the CWM project to implement and use
this plan as a worling document to guide its efforts.

Appendices A through F provide baci.ground material related to
thie planning effort that will be useful to the reader in

understanding how the plan was developed and who was involved at each
phase.

A. COMMAND WATEK MANAGEMENT

The FC-1 for Command Water Management for Northwest Frortier
Frovince, prepared in March 1984, describes the project and its
Furpose and objectives as foilows:

The project is mainly management oriented. It is to
=trengthen the management of the existing institutions,
infrastructure, agricultural inputs and services, along with required



physical improvements so as to effectively remove major constraints in
irrigated agricultural production.

Hence, in this proiject, improvements are emphasized in
association with improved deliveries of non-water inputs and services.
Project components that would most efficiently remove major
agricultural production constraints have been included in this project
to achieve the following objectives:

1. .To increase agricultural production through improved water
management and efficient agricultural services and non-water
tnputs.

2. To develop water management techniques and programmes

replicable over a wide range of agro-climatic zones.

3. To reduce inequities in water deliveries in the tail reaches
as compared to thke head reaches.

4. To build within the provincial agencies a continuing
capability for planning, implementing, operating and
maintaining integrated and efficient programmes of irrigated
agricul ture. :

5. Strengthen farmer participation in formal water u<wer
associrations to imp-ove their overall water and non-water
input management.

The designated Command Water Management Project area in NWFP
i1s the area receiving irrigation water through the Warsak Lift Canal
System. Figure 1 shows the Warsak Lift Canal subproject area. The
project covers a gross area of 54,599 acres out of which the
cultivable command area is 43,3469 acres. (See Appendix C for a chart
describing the organizational relationships involved in CWM in the
Northwest Frontier Province.)

B. DEVELOPMENT OF THE PLAN

The CWM Warsak Lift Canal subproject involves several
participating agencies. In order to help facilitate the
inter-organizational coordination needed to implement the project, a
process of participatory, collaborative Planning was initiated which
led to the development of thia document.

The strategies and epproaches included in this management
plan are the outcome o+t deliberations of field, operatiornal and
executive level managers of the organizations which have an active
role in CWM. These cdeliberations were Zoordinated through a seriesiod
interviesws and workshops arranged by a Management Training and ‘
?lanning (MTP) Program that took place from April 22 through May 14,
1984.
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the basic methodclogy of the MTP was to use a coliaborative
planning process to get tnput from a broad bass of policy, ouperal lonal
and field 'level personnel. An integrative approach was used to get
general agreement on priority problem areas, goal statements and
program objectives which then begin to d?velop integrated workplans.

The starting point for the MTP process was a DA study of the
Warsalk Lift Canal (WLC) subproject command area. This study was
conducted by an interdisciplinary team from the Subproject Management
Otfice (SMO) and personnel from the line departments of Irrigation and
Agriculture including Extension and On-Farm Water Management. The DA
study involved field investigations and analysis of the agricul tural
and 1rrigation systems in the subproject area. Fraom the knowl edge and
undgrstanding gained through the DA study, constraints to agricul tural
production 1n the Warsak Lift Canal area were identified.

The general constraints identified during the DA study were:
i

1. Al inadequate water supply.!

2. An unreliable water supplyé

3. An inequitahle distributio$'of water.
4, Limited capital investment.

5. Limited farmer cooperation.

6. Inadequate institutional linkages.

The MTE program was conducted by an interdiscipinary team of
1rrrigation management specialiste and organizetion management experts
worlking through USAID's Water Management Synthesis 11 project. In the
first phase of the MTP program the DA study and the plans for the MTP
program were discussed with personnel from participating agencies
tnc hading policy level officials. Comments and suggestions from these
tnterviews were provided as input to the participants in Workshop 1.
The partaicipants 1o Workshop 1 devoted two days to defining proklems,
developing goal, {or addressing the problems and clarrfying rolews and
responsibilities for each participating agency. (See Appendix D for a
Summary ot Workshop 1.) :

The outcomes of Workshop I were used as input for a second
workshop attended by personnel from operational and executive levels
of participating agencies. The outcomes of Workshop 1 were refined
and detailed activity plans were developed for selected problem areas
and goals. A product of Workshop Il was a draft management plan which
is to be reviewed by policy level personnel from the Departments of
Irrigetiun, Agriculture, Planning &% Developmnent and Finance. (See
Appendix E for a list uf participants and ~omments by farmers that
were 1nput to that workshop.)



€. ROLES OF COMMAND WATER MANAGEMENT ORGANIZATIONS

Through the Command Water Management Project, the programs
and activities of provincial and private agencies are erxpected to be
actively coordinated with one another. This is to ensure that each
agency contributes to the work of the other in meeting the development
goals. Below is a brief description of the specific roles played by
each of the key organizations and committees in CWM.

1. The Provincial Policy Committee (PPC). The PPC is the
provincial body that is ultimately reponsible for the project. It is
composed of the Additional Chief Secretary, Planning and Devel npment
(Chaarman), and the Secretaries of Agriculture, Finance, and

Irrigation.

The role of the PPC is to provide policy guidance and overall
supervison and monitoring of the project, including maintaining liavon
among 1nvolved public and private agencies. The committee reviews and
approves the annual work plans submitted by the Subproject Manaqer.

2. Ihe Subproject Coordinating_Committee_ (SCC). The SLC 1s
composed of representatives of all the involved agencie=s., The role o+
the SCC 1< to provide an opportunity for representatives of the CWM-
tnvolved organizatilons to engage in collaborative planning and proolern
silving, commumication and coordination, and monitoring of project

proqgr ess, (See Section II1.E. for a discussion of the SCC)

. The_E.bproject_Management Office (SMO). The SMO 1s

hoaded by the Subproiect Manager who reports hirectly to th: Chairman
RN A B EY R I I thee rule of Lthe SMO ie to take leadership i develop g
and rtmplementing a coordinated process of assessing, detining and
addressing the proolems of irrigated agriculture in the subproject
area.  The SMO is reponsible for carrying out with line agencies the
coordinated planning,implementation, monitoring, and replanning of
artirvities to meet the defined goals and cbijectives af the project.
Thez SMO s also an expert technical resource to assist in the
acconplirshment of project goals and objectives.

4. Agricuitural Extension. .The role of Agricultural

Extensi1on 15 to educate farmers, assist in providing timely accews to
input v, and provide for the transfer of technalogy for 1ncreasing
agraicidtural produwe tion in caoardination with all line depar tment .. Tn
addition, Agricultural Extension has the role of assicting in the

development of Water Users Associations as viable organizations that
can actively maintain the renovated watercourses and otherwise promote
agricurtural production.

5. Irrigation. The role of the Irrigation Department 15 the
construrtion, operation and maintenance of irrigation works to provide
a desiygned anount of water distributed equitably and reliably to the

command area. In the Warsak Lift Canal area the ILirrigat:on Lepar tment



1 undertaking = rehabilitation project affecting the pumping station,
thit wain canal and the outlets.

& QQ-Eé[@”Uétéimﬂéﬂégéﬁéﬂk_igﬁﬂﬂl- The role of OFWM is to
winlwize water losses through improvement of the watercourses,
Precrecion land levelling and water management extension techniques faor
Phich vesed agr ool tog ol product 1on. In the VWarsak Lift Canal area,
UGl 1= responcsibile for the improvement of watercourses, the
divelopment ot MHaler Users fAssociations, and the 1mprovement of
farwsr= arrigation practices,

7« 10 Lencultant, NESFAE-NDC. The role of the IDA
Con=tdtent is Lo accict the Irrigation Department ‘s wark in ClM by
stpplying designs, reviewing estimates, seeliinyg antharizations for

Car vyl out Wort o and sunervising the worl:.

8. AID Concultant, ACE-ZCL-ARA. The role of the AID
Conzultont is to assist the OFWi Directorate by checking the field
SHrveys, reviedling watercourse designs and estimates, inspecting
vatuvrcowu se canstruccion, and providing technical help in overcoming

Ay difficult probl ems.



I1. TiiE_MANAGEME''T_PLAN

An outcome of the MTP process was a redefinition and consol -
idation of the major problems using the constraints identified from
the DA wstudy as a starting point. These maior problems were cateqor-—
ized under five general groupings: the main canal system, the on—farm
system, use pf inputs, farmer cocperation and 1nvolvement, and
arganirational cooperation. For each of these five groupings one or
more problem statements were developed with a list of cortraibuting
factors to each problem. This wacs followed by goal ctatements, with
lists of 1involved organizations, to address the pricrity probleme and
their contributing factors. Finally, specific activity plens for the
achievement of most of the objectives are then presented.

A. THE MAIN CANAL SYS5TEM

1o PROBITM STATEMENTS

1. The water supply 15 1nadequate to satistv the existing
cropping patterns and intensities during peak use periords.

2. The water supply is unreliable both in terms of time and
quantity.
3. Water distribution is inequitable with certain outlets in the

head reach drawing more water than sanctioned while certain
outlets in the tail reach draw less water than sanctioned.

2. CONTRIBUTING_FACTORS

To inadequacy:

* Low water alléwances for the subproject.

*# Keduced capacity of the pumps.

* Excessive tonveyance losses in the marn canal.
To unreliability:

* Downtimes resulting from mechanical ¢d electrical
equipment failures.
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fluctuavions.

* Seasonal reductions in diversions

the trash rack at Warsak Dam.

Downtimes resulting from power failures and vol tage

from and choking of

* Downtimes resulting from breaches in the main canal.

To inequity:

GOAL S

t.

* Altered outlets.

* Unauthorized withdrawals in tribal area.

* Heavy siltation in the head reach of the canal.

Reduce downtime by 75% resulting
from mechanical and electrical
equuipment failures while increasing
the water supply by restoring the
capacity of the pumping station.

Reduce downtime by 95% resulting
from power faitlures.

Plrmrnate sl od vperating
Capacities resulting from
vultage fluctuations.

Eliminate downtime resulting from
breaches an the main canal.

Reduce conveyance losses in the
main system to a maximum of 10%.

Enzsure the authoriced discharge
at each outlet to within + SZ
of the sanctioned discharge;
proportional to the discharge
in the main vanal.

lo have 1ncreased the water
supply by 50 cusecs over the
next 5 years through the

CWM: Irri. Dept.;
USAID; NESPAK; FRC;
Pakistan Embassy, WA.
D.C.; and Pump
Manufacturer

CWM; Irri. Dept.;
and WAFDA

CWM; Trrea. Doept.:
Siemens; and WAPDA

CWM; Irri. Dept.;
NESPAK~-NDC; and
Forest Dept.

CWM; Irri. Dept.;
NESPAK-NDC;: and USAID

CWM; Irri,. Dept.;
NESPAK-NDC; and
Local Admin.

ID: WAPDA; and
Ag.Dept.-Eng.



Goal _i. Reduced downtime by 75% resulting from mechanical and
electrical equipment failures while increasing the water
supply by restoring the capacity of the pumping station.

Objective_1--A. Implementation of the scheme "Replecing exizsting
pumps of Warsak Pump House".

This includes the replacerent of pumps and 2x3 MVA trane-

formers with 2x7.3 MVA transformers:; the repair of eni=ting
reflux valves, gate valves, and electrical installations: and
the procurement of spare parts.
e RCTIVITY COMFLETION DAYE RESEOMSIBLE _FESOUECES
1. Tenders floated for April 1, 19846 ID/USALID/ I1SRF
international bidding. MESF AL
2. Receipt of tenders. May 15, 19864 bysAID and 1SFF
Felkicetan Emh. #A
3. Evaluation of tenders. May ZC, 19B& USA1D/NESFNY ] SFF
4, Review. June 106, 1984 FrRr TERPF
5. Approval and Issue 1 June 30, 1984 FID/USALID/ 1SFF
Order. NESFAL
6. Document downtimes Sep. 30, 1986 XEN iD
over past five yeare.
7. lospection at factory. INDANESFAY, 15RF
B. Delivery of first 2 Dec. 1, 1984 Manufacturer/ jenop
pump to Karachi. USAID and 1D
Q. Inspection NESF AL, 1SRF
10. Shipment to site. 3 Feb. 28, 1987 ID/NESFAL 15RF
11. Installation Mar. 7, 1987 Manufacturer/ IGRF
IR/NESFALE
12. Test run. 4 Apr. 15, 1987 Manufacturer/ I18RF
ID/NESFAV
13. Document downtimes Apr. 15, 1988 XEN mn
-——-after pump_replacement. _______
Monitoring Flan:
Mile=stones: Whom: How:
1 Approval SE Contact with USAID/IIESFNA
2 Delivery 5E Contart with USAID/Hanufachure
3 Shipment SE Contact with XEM
4 Test Run SE Contact with XEN



Qojective 1-B. Provide silt remaval facilities on Warsak Main
Canal during FY £4/87.

——_.AtTiviyy COMPLETION DATE___ RESPONSIBLE _RESOURCES
l. Survsy and Invest- June 30, 1986 ID/MESPAK~-NDC CumM
igation data.
2. Prepare proposal. 1 Aug. 31, 1986 ID/NESPAK-NDC CWM
3. Frepare design. 2 Sep. 30, 1983 NESPAK-NDC CWM
4. Issue authorization. Nov. 135, 19864 ID/Fed. Coor./ CuWM
NESPAK-NDC
5. Flout tenders. Dec. 15, 19864 XEN CWM
6. Award contract. Dec. 31, 1986 XEN CwWM ,
7. Construction 3 Feb. 15, 1987 XEN/ CwWM
(Closure works) NESPAK~NDC
8. Construction June 30, 1987 XEN/ CwWM
- {Noo-closuwre works) ______ . NESPAK-NDC___________
Monitoring Flan:
Milestones: Whom: How:
1 Froposal SE/XEN Review
2 Design SE/XEN Review
S Lonstruction (Closure works) SE/XEN Inspection
Goal . Kediee downt ime by 95% resulting from power failures.

hyective DA 1o 10t luence WAPDA by July 1984 to arrange tor the
improvement of the elwctrical supply system to
Warsak G.S.

1. Write a letter to May 30, 1984 SPM/CWM
WAFDA explaining the
problem and requesting
WAFDA to implement
therr proposal.

2. Follow-up reference June 7, 1986 XEN Warsak
to WAPDA.

3. Prepare a working June 30, 1986 5PM with
paper documenting WAPDA

downtimes over the
lacst five years.

4. Mereting hetween July 15, 1986 SPM/CWM
ID Sec. and WAPDA.

2. Document downtimes XEN/SDO ID

———— e SR 2 Y ._....__.___.__......__.._..___..._._—-——___—_—_—_———.——-.—'-—....—___—_—___——————



3. Eliminate reduced orerating capacities resulting from voltage
fluctuestions.

’ .
Objective_3I-A. Complete a study during FY 84/87 concerning the
installation of a 11 KV capacitor bhank at the 66 KV
G.S5. at MWarsak Pump House.

This study would answer the questions:
* What % of the voltage fluctuation could be controlled?

* How much could the power factor be improved?
* How much would it cost?
# Time it would take te get it, its availability?
* Time of installation and installation cost?
___lACTIVITY COMPLETYON _DATE_____ RESPONSIBLE _RESOURCES
1. Document downtimes SE/XEN/SDO
over the last S years.
2. Contact Siemens far May 30, 19864 SE/XEN/SDO 20,000
the study. Siemens rep. in CWM?
Islamabad
3. Contact WAFPDA for May 30, 198646 KEN/SDO
the study. CE Design WAPDA

Monttaring FJan: :
Milestone: Feasibility report(s) by June 30, 1986.

Whom: XEN (Glayyum)
How: Contacts
RTIRS B | Flaminate downt § e rewruliing from brea hies 0 the marn anal.

Ubyective 4-A. Cover 350 ft. of the reach trom RD O to RD 7,000
during FY B&/87.

—---BETIVIYY _____COMPLETION DATE _ RESPONSIBLE _RESOURCES
1. Document downtimes June 30, 1986 XEN/SDO
2. Finaiization of 1 Sep. 30, 1984 ID/NESPAK~NDC CWM
desiyn.
3. Float tenders. Nov. 30, 1985 XEN CWM
4. Award contract. Dec. 15, 1986 XEN ChWM
2. Lonstruction ____ Jan. 31, 1987 ____XEN/NESPAK-NDC___CWM___
Monitoriny Flan:
Milestnnes: Finalization of design.
Whom: XEnN
How: Review
Remaining Issue: The remaining 2400 ft of canal covering is 1ncluded

in ISRP Phase II for Rs. 7,200,000 but is not yet
finalized.

11



Objective_4-B. Provide an escape structure at RD 146,000 during FY

86/87.
ACTIVIYY ____ . COMPLETION DATE ____ RESPONSIBLE _RESOURCES
Survey and Invest- June 30, 1986 ID/NESPAK—-NDC CWM
igation data. _
Prepare design. 1 July 31, 1986 ID/NESPAK—NDC Clit
Float tender. Sep. 30, 1986 XEN CWM
Award contract. Oct. 31, 19864 XEN CWM
Construction ____________ Jan. 31, 1987 ___XEN/NESPAK-NDC __ _CWM __
ltoring FPlan:
Milestones: Design
Whom: XEN
How: Review

Objective 4-C. To have influenced the Chief Conservator of Forests
to remove those trees from zZizng the main canal
which are standing o1 the tons and innerclopes of
the canal banks. ’

LE. RESOURCES

NCTTVITY )
Ib

Prepare a working paper July X1, 1986 S
tor the removal of

trees (the number and

location of trees) which

documents the number of

breaches caused by tree

roots over the last 3 yrs.

~-_COMPLETION _DATE ____RESFON
E/

x it

1B
EN

Arrange and hold a Aug. 30, 19864 CE/1D Ser.
meeting with the Chief
Conservator of Forests.

s et e s M e e e s e Tt e s s s T S . Pk ey e Ao et e S SND iy $E e i e el e e e e Tt G i e S S e N e P . S il e S S il . St

Monitoring Plan: None

12



Goal 3. Reduce conveyance losses in the main system to a maximum of
107,
Objective S5-A. Line 4 miles of the main canal in reaches from KD
40,000 to RD 72,000 during FY B84/87.
______ ALTIvITY _____COMPLETION DATE_____ RESPONSIBLE__RESOUKCES
1. Survey and Invest-— July 31, 1986 ID/NESPAK~NDC CWm
1gation data.
2. FPrepare design. 1 Sep. 30, 1986 I1D/NESFAK-NDC CWM
3. Float tenders. Nov. 30, 1986 XEN CwWM
4. Awarc contract. Dec. 15, 1986 XEN CWhM
5. Construction Jan. 31, 1987 XEN/NESPAK-NDC CWM
6. EBvaluate losses. July 31, 1987 _________XEN_ _________ID___
Monitaoring Flan:
Milestones: Design
Whicms XEN
S TSTTH Review
(hjective H-B. Line 4 miles of the main canal in reaches from RD
72,000 to RD 119,000 Huring FY B7/88.
aciiviery ,‘“n__QQDEEEIlQN_QéIE ———-RESPONSIBLE = KESOUKRCES
. Yurvey and lnvest- July 31, 1987 ID/NESPAK~NDC CwMm
1gation data.
o Ir epar e dewsign. 1 Sep. 30, 1987 ID/NESPAK-ND(; CWM
. Float tenders. Nov. 30, 1987 XEN CwM
4. ftward contract. Dec. 15, 1987 XEN CWM
5. Construction Jan. 31, 1988 XEN/NESPAK-NDC  'CwM
©.__Evaluate losses. ________ July S1, 1988 _ ___ _ XEN__________1Dh___
Munitoring Plan:
Milestones: Design
Whom: XEN
How: Review
Remaining lssue: The lining of additional 20 miles (remaining

reaches) is not provided for under any contract
(30,000,000 Rs). Could this be covered by
unallotted funds or a special grant?

13
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Moni

Moni

6. Ensure the authorized discha
of the sanctioned discharge;

the main canal.

Objective &-A. CDnvert)60 pipe outlets intn APM

86/87.

rge at each outlet to within + 5%
proportional to the discharge in

outlets during Fy

Authorization
Float tenders.
Award contract.
Construction

toring Flan:
Milestones:
Wham:
How:s

XEN
Contact

_— e - ————

Authorization

Frovide 9 measuring facilities on Marsak

svstem during FY B84/87
monitoring.

sites and facilities/
prepare proposal.

Arrange for funding.
Float tenders.

Award contract.
Construction

Calibration

toring Plan:
Milestones: Fr nding
Whom: XEN
How: Contact

1 Sep.
Oct.

Dee-.

14

31, 19864 ID/NESFAK-NDC Clin
30, 198646 ID/NESFAK-NDC Cliti
Fed. Coor.
31, 1986 XEN Clr
15, 19864 XEN CuM
31, 1987 XEN/NESFAK~NDC CuiM
suly A1, 1787 _XEN/SPO_ m__.

Litt Canal

and develep a strat=zgy for

RESFONSIELE _FESUURCES
[ bl

ID/MESPNAK~NDI

SFM/XEN 7

XEN

XEN

XEN/NESFAK-NDE

YEMH/MESTAK -1



:Qggl_z. To have increased the water supply by 50 cusecs over the next
9 years through the development of groundwater.

10 trial bures in the WarsaP Lift Candl subpro;ert
area by the end of FY B&/87.

1. Review FC-1 for WAFDA May 19 1984 XEH/NL
groundwater study and
if required suqggest
changes to WAFDA, 1D
and PD.

2. Check with FATA Devel- May 192, 1984 CWM/DSFD
opment Coarp. to see if
they have information
regarding groundwater
in tribal areas.

7]

Ensure that an invest- March Zt, 1987 XEM/Tubewells
igation is completed

by WAFDA for public

tubewells and a

written proposal is

included in the ADF.

Remaining Issue: Funding source. (Irrigation Department thr ough ANE
for Rs. 6,000,000 ?)

15



May 1984 June 1984
1-A -5 —j * 1w
Tenders received Review -3
Tenders evaluated Approval % Jacie (b de-
1-R ’
— Survey and Investinatinn
2-A ’ _?
Letter to WAFDN Folloe—un ’
S———— Frepare 2 Wworlkinn paper
S3—A , “ e
Document dowuntimee T
Contact Siemens and WA= Feraive feasihili by repes oo
4~ ‘ ?
E——— Dncument doemt i me s
q-R ?
— Surves anr invests AR BRI TR
q--(C
S5-A/R
6-A
5H-H

Feplacement of pumps
Silt removal facilities
Electrical supply
Capacitar hani:

Canal covering

d-R Eerapn

4--1 Tree reamayal

3-O/B Lining of ranale

&-A Dt ) et COonversion
&-F Measur ing facilities

16




daly 1906 ) Auguat 19086
r———
1-A
1-L *1n
€ Prepare propos.nl——j
A ’
Meet 1 000)
Z-A
4 N
Y * ]
S Frepare design
f) - _’ _—,
€ Fropoarc o worlang paper Arrange and hold meetingqg
T P ?
€ lnrveey oand Investigation
TR
€« Finalize design
!I’ !
€ tar vy el lirvectigation
atd prepe 0 e proposal _——
1 A Bonlacement of pumps 4-B Escape
[~k S1lt removal facilities 4-C Tree removal
A Electraical supply 5—-A/B Lining cf canals
TR Capasritor bank 6-A Outlet conversion
a4 -1y Uanal cover 1nq 6-B Maasuring facilities

17




September 1984 Octacer 1986

1-A

€———————— Document downtimes —Jt

1-E F3ns ]

€ Frepare desiagn

2-A

I-A

a4-0 *1

< Finalize design——}

4-R __9 _’

Float tender Award contract

4-C

S—A/B *l.y '

3 —'repare design——j

65-A ®1x
f Float t@ndevr——j

Authorization

6-R Al N
9 Float tnndﬁ“f——j

& Arrange for funding

Replacement of pumps
511t removal facilities
Electrical supnply
Capacitor bant:

Canal covering

>>r 0N a b

18

V>0

Ecrape
Tree rvoemnval

/B Linino of canals
ntlet conversinn
Measuring facilities



November 1986

December 19864

1-A *2

¢————— Delivery of first pump——’

*
Inspectian

J

19

1-R J _j T
Authorization Float tenders
Aviard contract.
2-A
-
4-N ’ ’
Float tenders Award contract
4-R
4-C
S-A/K , ?
Float tenders Award contract
6-A
Award contract——’
&-HR
Award contract——?
I-A Replacement of pumps 4-H Escape
1-B Si11t removal facilities 4-; Tree remoyal
2-A Electrical supply °-A/R Linipg nf canals
3-A Capacitor banik &-A Outlet conversion
4-A Canal covering &~R Measuring facilities



January 1987

Feburaryv 1987

* M

Shippment to sifp——’

Construction

T

(Closure worlks)
— Constructian

¥

———— A

»

(Mon-closure worbcs) —3

_ f

— Construction

59-A/R
¢————— Construction

&-A
————— Conztruction

|

6—R

—

€¢—————— Construction

- Calibratiaon

1-A Replacement of pumps
1-R Silt remaval {facilities
Z2-A Electrical supnlv

3-0 Cepacitor banl

4-A Canal covering

Escape

Tree remoayval

Lining of canale
Dutle& conversion
Measuring facilitiec

20
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March 1987 April 1987
1-A *4q %
Instaliation % - Test run ——?
1-p
< Construction (Mon-closure worls? >
2-A
3-A
4-AQ
4-R
4-C
S-A/H
&-A
6-H| j
€ Calioration
1-A Replacement of pumps q4-p Escanm
1-ER S5ilt removal farilities a-C Trese remn al
2-A Clectrical supply S-N/RB Lining of cannle
I-A Caparitor hant &-A Mt 1ot crnnveras o
4-A Canal covering 6-R Messuring facilities




May 1987 June 1987

1-A

1-R

< Construction (Mon-closure worke)

2-A

3-A

4-A

4--R

q4-C

3-A/BR

6-h

6-H

1-A Replacement of pumps 4-R Ecsrape

1-Rk S5ilt remaoval facilities A4-C Tres remaval

2-0 Electrical supply o—A/F Linitng of canale
=N Copacitar hani: b -A Dut) et conversinn
4-n Canal covering 6B Measivring facilities

22



July 1987 Auvgnust 1987

1-A ]

1-E

2-A

Z~-A

4-p

4-R

a-(

S~A/R %

€¢—————— Evaluate losses

€— Survev and Investination

6-A ?

- Measure discharaes

L--T1 —
=
1-A Replacement of pumps A1-R E=cane
1-F Stit remavel facilities a-—r Tres roma a0
2-A Electrical suvpply SO-A/R LLining af ranale
3-A Cepacitor bank &—N Doklet rovccercjon
f-A Canal covering &-B Meacurinn facrilitios

23



B. THE ON FARM SYSTEM

1. PROBLEM_STATEMENTS

1. The water supply is inadequate to satisfy the de=ign
cropping patterns and intensities during pealk use periode.

2. MWater distribution along individual watercourses ig

inequitable with head farmers receiving a higher #1ow
rate thanm tail farmers.

2. CONTRIBUTING FACTORS

To inadequacy:

* Excescive tonveyance losses along individual
watercoures.

* Excessive field application losses due to unlevel
fields.

To inequity:

* Excessive conveyance losses along individual
watercourses.

S INVOLVED_ORGANIZATIONS

1. To increase the available water Cur, OFWM, 1D, Foten-—
by reducing convevance louses tg sion, Deputy Comm. ,
the extent the watercourses have WiAs

80% efficiency, thereby allowing
for an increace in crop yields
and intensity.

2. To have reduced the field appli- Chi, OFWM, Ertencsion
cation losses through adaoption
of improved irrigation practices.

24



4. BPECIFIC PLANNING

-

To increase the available water by reducing conveyance
losses to the extent the watercourses have 807 e{fici-

ency, thereby allowing for an incr=ase in crop yield

and intensity.

Objective_1-A. By Ju

ne 30,

187 to have constructed the 25

for which designs are prepared resulting

in 80Z efficiency.

- ACTIvVIYY
1. Receive PIL's for
15 WCs submitted
USAID.

2. Obtain approval for
10 additiaonal designs
from DFWM/CWM and
submit to consultants
and USAID.

Finalize tenders for
materials an all
25 WCs.

%]

4. Meet with existing
29 WUAs through
yunnt tour 1n order
Lo develaop interest
and commitment for WC
rehabilitation
and maintenance
and repayment of
10Z materials cost.

3. Begin physical work
on WCs
2 WC
WwC
wC
WC
WC
WC
WC
W

R ANWWWWI

LT Ty ——

e s ————— — - — =D

May 31, ‘B&

June 1, ‘86

to July

LYY
-

June-Jduly
1986

July, 86
Aug, B&
Sept, 86
Dct, B&
Nov, 86&
Dec, 86&
Jan, 87
Feb, 87
March, 87

bd puk b i b b b s b

23
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OFWM Director
CWM Praject
Manager

ACE

OFWM Deputy
Director, HQ

CWM Assist. and
WMES
Ext.
AWar
1D Sspao,

Ziladar

Dir.

EADA, Pesh-

CHWM Assist Dir.
and Field Team



Complete work on
10 WCe

Complete worlk on
remaining i5 WCe

1 Feb. 87

1 July, 87

OF WM
ACE-ZCL-AAA

OF WM
ACE-ZCL~-AAA

Man

itorings:

MILESTONES T0O BRE MONITORED:

and completion of watercourses.

WHD™ SMD,
HOW?

comn
Objective_1-R.

Information
pamphlet on WCs
and FILL in local
languege and dis
buted to field w

Training program
for Z-4 days
scattered over
month.,

scc,

leted WCs.

By Sept.
personnel
referred

SCC monthly reports on
and pre and post convey

19846 the Extencsion
in the WLE will have educated
to OFWM for

farmers

WCs and FLL.

e TIVME FRAME____RES
by July 1
1984
tri-
orlters,
June-July
1984

MILESTONES TO RE MONITORED:

Completed pamphlet and training program.
referrals, July through November.

WHO? SMO
5CC
OF Wi
ID X
Esxt.
HOW?

Dep Dir.
EN WLC

Dep. Dir.

HE

2&

OFWM Deputy Pir., HB, AID Consul tants

and

ChM Acs=ict.
QFUIFl Assist .

Dir.
Dir.
Field

Ext. Deputy Dir
Information

Deputy Dir

OFVIM, Asst, Dir.
Trainess: EADA
Fesh. & Fhyber

Increase in

Fesh and FATA

Report by OFWM and Extension to 5CC.

renovation

Monthly targets for initiation

WCs initated and completed
ance loss measurement -~

L o~

Irrigation

ancl -

nf

'RCES



4

Dbjective _1-C. To have identified and designed 25 additional
WCc for renovation during FY 87/88.

Identify additional 25
WCs on which to organ-
ize WUAs

Organize and
register WUAs

Survey and
watercourses

desiar

Get necessary
appravalsg

July 1 to
Nov 30,
1986

Aug 1 to
Dec 31
1986

by March 31.
1987

by June 30
1987

CWM fAssist. Dir.
and field team

CWHM Assist.
and WES

Dir.

CWl1 Assist. Dir.
ID Sub Engineer

QFWH Dir.,
SFM, Consul-
tants. USAID

MILESTOMES TO BE MONITORED:

WHO

HOW

Monthly targets

?

SCC, OFWHM,

2

Monthly reports to the 8S8CC and SHO on the WUAg

(cee time line).

Deputy Director HG

identified

and registered and progress on designs.
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Objective_ 1-D. Have the farmers on 25 WCs actively involved in
maintaining their WC by end of B4/87

—-atrIvivy o TIME FRAME _ _ RESFONSIBILE _RESOURSES
1. Upon completicn of OFWM Dep Dir.

Wls OFWI1 1nforms ID CWM Asst Dir.

AEM and Deputy Com. ID XEN WLC

that WUAs e.1wl and Deputy Com.

the name at each WUA
Chairman.

2. Z1ladars oriented by ID XEN WILC
to new role in July 31 ID Collector
viorking with bllAas 86 ID Chief Eng.
on WC maintenance. OFWM Dir.

2. ID AEN requests by ID XEN
bep. Com. to fora July 31 Deputy Com.
committee to review 84

WC cleaning far whale
system.

4. As needen during the Jan.~Febh. 1D, QFWM
yuar and during closure Ext. Dist. Admin.
committese of 1D ‘zriladar)
OFWM (sub engl), Ext.
(tield .<st) Dist Admn
(Lehsilcdar) and WA
chalrman chech WC
maintenance,

S. 1D XEN WL.C and Chlir Feh. 87 ID XEN wLC
Azet. Dir. evaluate CWM Assist. Dir
success of strategy '
and revicse.

MILESTONES TO BE MOMITORED:

Farmation af WC maintenance review committee for WLC: eval-
uation of success.

WHO:

ID XEN, WLC
scC

HOW:

Report on the review of WC during January.



Goal _2. To have reduced the field application losaes through
adoption nf i1mproved 1rrigation practices,

o

biective _2-A. To have demonstrated effoct)ve trraiqgation and
cropping practices through the establ)chment
ot 25 demonstration plots aver the FY B4/87.

—_ACTIVITY ____TIME_FRAME_____ RESCONSIRLE __RMGQURGES
1. Budget established By Aug. 15 CWM, SPM

for PLL demonstration. OF WM Dep Dir HO

P&D

2. Select 13 sites Aug/Sept 30 CWM Aect. ir,

tor Rabi demonsiration: WME

get agreements from ’ Ext. EADA,

farmers:; plan and Fesh. and A0

design sites.

3. Do Pl.L and field Oct-Nov CWM Asuict, CWM for PLL
Jayout on 17 siteq Tir N -
with on the job train- ance
ing for 1 WMO, 1 WMES, from OFWM
4 subeng., 2 field assts. directorate

tor training

4. Land preparation Oct~Nov Ex. ENDNA Sewda:

& planting Far mere, E-t.
(Rabi Crops). Fertili-
zer:CM,

3. Plan 12 demo plots Feb. 87 CWM, OFWM
for 1967 Khari+f Ext.

6. Farmer Field : April 87 Ext. EADA Fecsh Refresh-
Day planned and : CWM Asst. Dir. ments
beld. needed

7. Evaluat on of May 87 Ext. EADA Pesh
succec., & report CWM Asst. Dir.
recommendations. Ext. Statistical Div.

Plan 12 demo. plots for
1987 kharif crop.
Monitoring Plan:
MILESTONES TO RE MONITORED:
Agreements, demonstration plans ccmpleted, plots
in place, farmers field day, demonstration evaluated and
reported.
WHO?
S5CC; CWM Sr. Mgr, MYE; Ext. Statistical Div
How?
By making field visits and measuring time of irriga-
tion, and yields of crops.
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S. ON-FARIM_ACTIVITIES SCHEDULE (MAY 1986 THROUGH_JUNE _1987)

Iiay June
| : . : 3 i 1 H 2 : z H 4
I N O S oobiil= Frralize tendere $or materiale

Select 173 clteys Yor dgemo plots and

F1an touwr of Do bithse ]21 OFBI Evt. IDS

I

FITLESTONL G

I T
R F TR
RNV TR &
G.oWaork
Oabhark
dablork
7 bork
H.olork
CoWari:

Toatal

10, Work
11.Work

O
O
On
(WIN
O
on
o
On
on

caompleted on 10
completed on 15

2 liCe~-July 1,

Hil=-fug
3 oWle-Sept
3 LiCs-Dot
Wk a- oy
S Wle-iec
T bls~-Jan
3 Hils-Feh
2 MCe~Marc

i

1

1
1
i
1
h

b ]

1

L I R R

1

Frepace Water Management Famphlet |23
Design Field Worlk Trainiq 24
‘84 12.6elect sites for demo plote.
‘84 13.Camnplete FLL for demo plots,
‘HE 14.Flant Rabi demo ploce.
‘B4 15.Harvest Rabi demo plats.
8b 16.Farmers Field dzye.
‘84 t7.Report result of deao plots.
‘87 1B. Identify & plan Kharif plots.
‘87 19.PLL for Kharif demo plots.

‘87 20.Flant Kbarif dema plots.

WCs~-Feb 1,87
WCs-July 1, '87

30


http:C,--t.2t

August

1 i 2 :

X

B}

j bt oicat Works on

]

Watercourses

s

plan dewoi- tiratians z

Land levelling Operations

Tour of 2% Wias

bield varters of EXT & 1D Training Program|2

ch

Identitication of New WC

for renovation

FY B87/89

“

21.Flan tour of 25 wWuUAs
22L0FWMEXT,ID meet with
23 WUA=.
2%.Prepare (nfo. Pamphlet
“4.Design fi12ldwnrtlers
training program
25.Conduct training for Ext.
and ID field workers

Registration of WUAS

N

26.Identify 5 WCs for
S

27.1ldentify

WCs for

Z8.ldentify S5 WCs for
29. ldentify 5 WCs for
0. Identify last 5 uCs

31

tien in FY 87/88

renov.FYB87/88
renov.FY87/88
rencv.Fyg7/88
renov.FYB87/88
for renova-



irk
Septenber October
1 i o 3 ] 4 1 : 2 H 3
= hvsical warkbe 41 on  watear courseag >
Land levelling Gperations 1= #
271 ldentification of WCs 24 for renovations >
—
RS Revistratian of Wias 32 Registration of Wuas
21. Registration of S5 WUAs for renovation FyB7/88
2. Registratian of 3 WUAs for renovation Fvyg87/88
33. Registration of WUARs for Fenovation FYB7/88
i4. Registraticon ot WlRs far renovation FYB7/88
33. Registration of ..nal 5 WUAs for renovation FYB7/R8



Hovember December
1 i = i 3 ' 1 H 2 : 3 :
i
< Fhysical wicirl: on WC & Fhysical warl on WG
tEstablish 13 Rabi Democ plots)i4 13 Rabi Demo plots
Z9{ Id WC= for Renova. 30
331 Registration of WuUAs 34 Registration of WUAs :q




Janiary February
1 ] . ; i 4 1 ] 2 i ! : 4
Fﬁ Fre,cical o on We 8114 Fhysical worl: on WC >
—
12 Rabi Demo plots »
Flan 12 Kharif Demo plots|i18]>
Survey and gesign WCs for 3461 renavation in Fy 87/88 ‘3-

-y

Z&. Survey and design WC far renovation FY 87/88

7. Burvey and design WC for renovation FY 87/88

8. Complete des:gn of all WC for renovation FY 87/88

9. Obtain all approvals and PIL for renovating 25 WCs in
FY B7/81

40. Finalize tenders for materials to renovate 25 WCs in
FY B87/88




irarch

April

A

7

Fhy=sical work on WC

¢

Rabi Deno Flots

Harvest plotsiils
Field Days 16
PLL Karif Demonstration Plots 191>
371 Finalize design of WHCs 8 Approval of WC design >
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June

—
3
5.

By

1 i 2 : 3 ' 4
Fhysical work on WCs 11
Cvaluate results of plotej17
FPlant harif Demo Flots 20
fApproval of 25 WC for renovation in FY 87/88 |39
Finalize tenders 40

36




C. USE OF INPUTS

Farmers 1n the Warsak Lift Canal area do nol use reccmmended
and appropriate doses and combinations of inputs and farming
pracivices.

* Ineutficient Extension services are provided because
ot lachk af staff.
Insdeguate and unreliable water supply.

* Fiow tarvers’ poant of view, procedures for getting bank
loane e toon difficul t.

* Ciedis sguncies have not given any special emphasis to
tive nizeds: of farwers in WLC area.
® Meibcte do not adegnately reward farmers for their

Piosdvctian.

t Suberdies have been removed from agricultural inputs
vhich mskes then too cestly for farmers, given the low
pricec they get for thelr crops.

* Farmer o do not undarstand the value of benefits fom PLL,
and seem unwilling to pay the +ull cost of it.

* Four roade and lachk of transportation maikes it difficult
tor farmers to abtain fertilizer, approved seed and other
Copmerc14l 1nputs.

1. Improved farmers’ knowledge of Extension, OFWM, CWM
level and combinations n+ inputs
for obtaining ma:imum profits
fram crop production.

2. Improved farmers’ knowledge of Extension, CWM, ADBP,
accessing and using credit for Commercial Banks
obtaining inputs for crop
productiori.
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Tmproved farmear Enowledge of levels and combbinations of

iUt s for | ohtaining maximum profits from crop
productian
Ob jective _1-A Establish within FY B8&4/87 an adaptive
research  program for the WLC area that tests

alternative input technologies for local
farmers,
—ATINVLTY T HIE_FRAME__RESFONSIEILE _RESOURCES
i. Through SFil, cortact by SHO Staff
the Director of (Agronomist)
rResear ch Department Jure 30 Director NIFA
about conducting field Dir. Rezearch
test in project area. at Agric. Univ.
L Develop plans far June 30 SHO staff

field plot=s with to
Director of Outreach. August 30

‘Agronomicst)

Director Outreach/TIPAN

Extension

. Establish plots. Uctober 1 Outreach/TIFAN
to SMO0 Sta+f

October 30 Extension AD, F@

(Agronomist)

4. Conduct farmer April SMO Staff
field day(s). (Agronomist)
TIFAN
Extension FA
5. Evaluation, reporting April 1§ TIFAN
and planning for next to SMO staf+f
cropping season. May 135 (agronomist)
Flonitering Flan:
Fiilestones: Whom: How:
1 Flane developed SMU Staff Field visits,

tor test plots. reports to SCC
2 Flots established.
3 Field Day.
4 Flans completed
for next cycle.

(Agronomist)



a general
and FAs with caollaboration af the NWFF
University.

training program faor SMO

Objectivz_1-H. Have
cultural
)
ALTIVITY ___ _ ____TIME_FRAME___
Through the SFM, inform

DG af E£xtension and

contact Dep. Dir. Eut.
and EADA to request
tratntng by the Agri.
v,

Conduct nceds assecss—
ment of training needs
(utilizing USAID credit
and 1nput survey data,
1f possibiler.

Pevelop curricula based
on needs assescement.

Discuss plan with
Agricul tural University.

Conduct training.

Evaluation and plan
training for next cycle.

June

June
to
June

July
tao
July

July
to
July

Aug.

Sept

SkHM,
Coop.

SMO,

TIFAN
SMO staff
EADA

TIPAN
5MO staff
EADA

TIFAN
EADA
SMO staf+

TIFAN
EADA
SMD staff
SMD staf+
EADA

Dept.
Extension

f0s
Agri-

USAID

Monit

oring Plan:

Milestones:

1 Needs ascsessment complete.
2 Training event completed.

3 2lans completed for next

cycle.

39

Wham:
CWM Sr.
for MUE

Haw:
Reports to SCC

Mgr.



r3

2

4.

Establish an Agricultural Development

Authority (ADA) sale point jointly with

private firms for seeds, insecticides

and

tertilizer at the WLC on a trial basec.

Through SFM contact the
Managing Director of ADA.
Refer Lo previous rontact
with Javed Parser, bDeputy
Managing Directar. Al so
contact private firm for
sale of pestitides at the
sale pouint.

Select a site for the
new sale pointc.

Notify farmers of the
new =ale point.

Establish new sale point.

Monitoring Flan:

Milestores:

1 Agreement to
establish
sale point.

2 Establishment of
sale point.

June 20

40

Whom:

SMO and
ADA

StiG
ADA
Extension (D.D.)
Frivate firms

statf (DSFM)

SMO staf+f
EADA

Extension
SHMO staf+

ADA
Frivate firm

How:

Field Visits
and repert to
ScC



Objective_1-D. To have increased the participation of WLC
Agri. Extension staff in the Command Water Manage-
ment Project by designating it a special
pilot area and realigning the aorgarizational
boundaries so that they are consistant with
the boundaries of the Warsal Lift Canal

project area.

ACTIVITY TIME_FRAME __RESFONSIBELE__RESOURCES
Readjust the organizational by HMay 31 Ext. (DBG)
Jurisdiction of
externcsion statf and
designate the WLC sub-
project as a pilot area.

Identify resources — by June 10 Ext. (DG)
needed for a strengthened CwM, (SPM)
Extension staff in WLC and FPC
make a funding proposal to
FPC.
Develop revised job descrip— by June 30 Ext. (DD)
tions and workplans for the SMO (DSFPM)
changed posting of Extension
staff.

Monitoring Flan:

Milestones: Whom: How:

1 Ag. Extension staff SHMO and Rebort to SCC
assigned to project Extension
area.

2 Job descriptions and
workplans complete.
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Gual _2.

i

Improved farmers knowl edge for accessing and using credit

to obtain inputs for crop production,

Establish a praogram of credit education for

farmers and new credit services through the

Cooperative Department.

Through the SPM contact
TIFAN for a course to
train GMO staff, AOs
and i~As.

Conducl a survey of

credit and 1nputs needs

In the proyect area and
use 1nformation as a basis
for developing curriculum
for in-zervice training.

Develop i1n-service
trainming rurriculum.

Conduct 1n-service
traviniiong.,

Mal'e farm visits to
Arscuss credrt opportun-—
tties with tarmers.,

Cooperative Pepartment
prepare a proposal to
create a post of Inspector
with Suab ITnepector in

each Hovion Couancr 1.

Through the S5FM, send the
proposal to the PFC for
consideration and approval.

Establish fi1eld office for
Sub-i1nspector.

August

Sept.

Sept.
to
Nov.

May 10

to
May 21

June

42

SMO Staff
(Agranomist)

SMO staf+f USAID
USAID

(Deputy SPM)

SMO staff

(Deputy SFM)
T1PAN
EADAs
Al0s, FAs

SMO staff

(Depdty M)
1 AN
EADAs
A0s, FAg
A0s, FAs
Extension

Cooperative
Department
(Deputy SFM)

SMO stat+
iDeputy SFM)
SPM



Maonittoring Flan:

Milestones: Whom:

172}

Credit survey SMO
completed.

Inservice training
condurted.

Froposal presented to
FFC.

Field cffice staffed.
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How:

Observations,
field visits.
Report to SCC



D. FARMER COOPERATION AND INVOLVEMENT

1. PROBLEM _STATEMENT

—

Farmere have chawn limi ted couperation among themselves and
With concerned government agencies in improving agricul tural

productrvity.,
<. CONTRIBUTING_FACTORS
r Ethine diversity,
* Lach ot effective WUAs or Cooperative Societies.
* Unreliasble water supply.

f o High rate of lliteracy.

3. GOALS_AND_INVOLVED ORGANIZATIONS

BUBL Y ____._  INVOLVED_ORGANIZATIGNS
the development and 1nvolvement of OFWr, 1D, Cooperative

Vlater Users fozoctations and caope-  Dept., CWM, E:tension

ratiyve societies wer o coneidered

under s oober of the goals devel —
oped to addrews the problems of the
O Farm Syctean, Use of Inputs, and

“."gdi:l'_n! Paovial Cuu,):f allwis.

4. SFECIFIC PLANNING

The Leiow objertives, which deal specifically with WuAs or
coapet atlve societies, were devel oped under problem area of

?
Di-Farm System and llse of Inputs.

On-Farm System

Objective 1-0C: 1o have 1dentified and designed 25 additional

Wls for rencvation during FY B7/88.

Ubjective 1-D: Have the farmers on 25 WCs actively involved

1in maintaining their WCs by the end of
FY B&/87.
Use of Inputs

Objectlive 2-A: Establienh a program of credit education for
Tarmers and new credit services through the

Cocoverative Department.

For the detail plans please refer to these sections.

Issue: Additional roles and responsibilities that WUAs can

productively assume need to be identified and

fosterd, (e.g. in overall water and non-water inputs
management; monitoring the progress of the project;

and ensuring equitable distribution of water..FA
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E. ORGANIZATIONAL COOFERATIODN

1. FROBLEM_STATEMENTS

There 1= & lack of knowledge, understanding and cooperation
1n planning and implementation amongst various involved
agefcles.

2. CONTRIBUTING_FACTORS

¥ Ne=d to share infaormation.
¥ ll:ed to aszist one another in specific areas.

* Gener 2l 1zolation; barriers to cooperation.

* MHeed tor active collaboration and/or coordination in
problesn areas and on special project tasks.

GOmb INVOLVED ORGANIZATIONS

1. To hs. & 1ncreaced the effective All S5CC members: WM,
caordination of CW invol ved ID, OFWM, Extension,
arganlizations IDA and AID consultants,

WwuA, ADA, Commercial
banks, ADEBF, Coopera-—
tive Dept.

Objective 1-A. To have initiated by tihe end of June a more
effective and {fully representative SCC
that meets monthly and effectively
addresses project related problem= and
decisiaons. (See Appendix F for a des-
cription of the coordination needs of
each organization.)

———-RCTIVITY ____ TIME FRAME ___RESFONSIELE _____ RESOURCES
1. S5CC meelings held Once each SFM, DSPM,

each month addres-— month and all SCC

sing the areas nembers (see

listed below. above)

Issue: Need to select WUA representatives who are
representative of a larger federation of
WUAs.
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10,

AREAS TO BE ADDRESSED AT THE SCC MEETING

Review the management plan.

Develap 1taplementation bBrograms for how the objectives of the
Managewent plan will be achieved.

Monitur progress agailnst aqur plan; discuss the achievement of
Qoals.

Replanning Lo tale into account changing conditions.

Exchange information about the design parameters opf canalg,
outlets and walercourses (OFWM, 1D, NESFAK, ACE).

Resolve problems amongst agencies.

Examine policy issues for presentation to FFPC (e.g. how to
successtully remodel the butlets).

Implement decisions taken at the review meeting of the Federal
Coordinatar.

Clarify the specitfic organizational plans for coordination
and coordinate overall activities.

Develop new programs.
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The purpose of the CWM management plar. is to provide guidance
to the Subprcject Manager, his sta¢f, and the 1nvolved agencies in
meetir:g the overall objectives of the project. The plan reflects the
ideas and thoughts of field, operational, and executive level
personnel abiont the priority problems of e Waroodb L ift Canal nilot
project area. Hased on intensive planning sessions over a two weeb

~period, the plan contains project goals, one year oblectives, and
activity plans and schedules that have been established to address
these problems.

The next stepes an the planning proaces= 1nclade a revi ew by
the policy level of CWM, further maditication and definition of the
plan, and ongning implementation. I'm many «asers the artivity plans
1dentified 1n the plan are axplouratory activities, which can and must
lead to more specific planning for how the activities will be carried
out and the nbjective achieved. Leaderstip for ensuring that the
proper review nf the plan occurs, that moditicat ione are incorporated,
and that there 15 follow-up and more definitave planning 1n each area
will be taken by the Subproiect Management Office with the 1nvolvement
and guidance of the Frovincial Policy Committee and the Subproject
Coordinating Committee.

In addition, specific monitoring and evaluation plans must be
developed and implemented. These plans will address three general
levels of monitoring and evaluation. The first level! is that of the
individual activity plans cutlined in this management plan. The
responsibility for monitoring and reporting on the completion of
activity plans lies with the Subproject Manager working with the
assistance of his staff and the Subproject Coordinating Committee.
This monitoring should occur through a monthly system of reporting on
project progress to the SMO and the SCC.

The second level is that of moni toring and evaluating the
effectiveness of individual activity plans in arhieving the
objectives, and ultimately the goals, which they were intended to
achieve. The responsibility for this level of monitoring and
evaluation will lie with the organizations responsible for
implementing the particular activity plan plus the Subproject
Management Office staff.

The third and final level of monitoring and evaluation is
that associated with the effectivenese of the nroject as a whole in
achieving the 1ntended purpnse of tie project, that is, 1ncreased
agricultural production. This etfort must go hand—-i1n-hand with the

a7’



Haveline Survey which i1g P oanred, Those parameters which ar €
Vdenitlrled ao bapon Cant aind deazueed deving the bissel e S Ve L@
the parametees which wust be awoni tared thronghiout e L fo o Tl

IR TETEN Tt Fesponeabality tar this mond Laryng wili aatattt to ot
Ui siibprogect Hanagenent Ot filce staff sy but tney chiovid ey ~tud drasy
tHital eesist eniCe from the or gamration witich coarrte: out the Maveline
S e,

Bec.auze project condi tg ons and regulremnerbs fr eEiternit |y
Change, revieus ot the Pplen and repl aini g Lo addrens Ul w3 roee
Condibrans ar e o impor Uant . Pl conbinig nag, calleborativie 1nvo veaipensit
b Lhe appropr i ate ayencies and organizalionsl 1 evels 10 awnitari ng
«hd seplanning project actt vi ties will be ewcential to thelr efteclrve
taplementati an.,
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APPENDIX A

OVERVIEW OF MANAGEMENT TRAINIMG AND FLANNING FROGRAM
MEMEBERS OF THE FACILITATING TEAM

MTF SCHEDULE
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OVERVIEW DF MANAGEMENT TRAINING AND PLANNING PROGRAM

The Management Training and Flanning MTP) program in  HuEe
was  conducted in support of Falistan‘'s Cammand Water Management«
(CWHY , Varsalk Lift Canal (VL)Y project. The MTFP program has breen
the latect in A corime nf training activities funded by USNTD fo
CWH thr ough the bster Managoment Synthesis 17 Froject. Frevioas
training programs have incladed training assistance in condarting
A Diagnoctic Analyeis (OA) study of the needs and constraint e i
Phe U0 0 memject arma,

The overal) nPurpase of the MIP prooeam wae to Serve AT n
Tinlbaage  hetwueo the DA st that ddentified vater managemend
needes and constraint g, A the devolopment of oporational nlans
that  ddenbify  aecderd TOPRCovenent s an by they 11 he  care imd
oot The  HTE foruses o e deval opment of that Plan wmhile
AE=1dng the devalopment of crifiend mavagement il le ~nrd e -
Veekeye For the dndividuat e and racnizatione jrved yed, Thea  wBgr
freoe am fove PUEE gac monyeh vwitoed r"'n-'v\ mi ol e i) thirpuagh mil-Tia
19R4 THowes facititered hy oa fiue membier team  of sk

mAanagqencit aod o manageomen b sCAience enerial {gte,

The BT nrogeam consdabod o f A by ied QN EREENT ST ¥ cf e 2
Fhr o phace the pro-worl of fort ag hatd the team vigit Fe-pha
viar fem Fhe vmist - (AT S N £ X3 EUY PR Ny 1l 19, Mevrng this Vimoe bhare
Arlcane e beoam viait e it o TR B “proy jen-t H,*.nngg-v . [RR I S A
EYET VAo memed S s g Dolicy lewsl i Hiralea g coover oty e el
Aeerise A mant A Dranog Tat g Threa vicite ey o SIS N TRt B S
gt ve bl Yaagm s t\r:wi ey ey =4 Ardinn af The ey jee LU B R SN E TR
et s Aned mAaAnaneeent nepds inform the | AV AR R RVE T | 1 nr Flyen
peaddinng frooovge Aamyg andd 1Tdent § o potential pag-t iripante fcn the

vene b aelvapn,

Nber A brdief Suter Tadde e Pl beoam arrivert in Fechaoomn o

Oped 1 77 by hegin e oagram, The firgt nhase of the MIE 1amt et
from fywit 07 bov Bpr g} 27, During thie time ths team resiei e
thes At af Fieee b evien the program, sOvirg ! LT
“opectation af A he coneer nerl department=,  finali-e e saleocting

M peticipats for the ot shop, and plan the firat vot b ehnon,

e planng ey Al bpAaing g pertions of the M coned =t g

Vores v ) clhvnges, the fir el e feve o Hayea ATSIR TS BT S BT RT | Ty,
Thie s ab Lenyteg hy farmera, field apgd operatinmal 1eel jrdio

Al e Mgy o f ulhvoam particrinated iy the DA =tady, The fir —?
ML ISR KV T fivenerd iy roviienioeng the {UA) sty A e e
Jrlont 364 1n LR H rjicc'n:_r_:ing there proabh)eoms anri e =lvpinng
=l Al mrgicee b, ardely e bhiem. [;-ru Ehe eocmnr vimred =hop, ol anni 1N
team e o DO af pem eoend At ives of a1l invals o anene i es a8
thves Tie prend oy D e beny  ane Femribivm anel Srney "t eondilng Frveyiprve—y
Leso i | meot Hen fogr s oa Al f thay= fram Mav Atk tn Hay 290,
i - tor ebvapy jovenl ved moe b ly eopmralingal level 1ndivicla=l= ith
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the part-time participation of key eiecutive level and outside
rESOUrce persons.

During the secand workshop the actual management plan  for
tHiM was developed. The planning pro-ess was a collaborative
eftort of the representatives viorking in snall groups and charing
and integrating their resulls uithin the tull planning group.

The Ffinal phasze of the MTP, from May 10 1o 14 10c] uded
return visits to the esecutive and policy level individualsza., This
was to review the draft management plan and obtain sugyestions on
how 1t might be improved and discuss any policy issues that
needed to be addresced to facilitate the impleaentation of the
plan.

USAID/Water Management Synthesis 11 Team of Facilitators

Andrea L. Jones, Team Leader University of Maryland

Asif A. Brohi University of Marylasnd, National
Bank of Pakistan
M. E. Ouenemoen Colorado State University
Richard L. Tinsley Colorado State University
Paul L. Wattenburger Colorado State University
A-2
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APPENDIX B

C IGNOSTIC ANALYSIS OF COMMAND WATER MANAGEMENT 'S
- WARSAK LIFT CANAL SUBFROJECT AREA

EXECUTIVE SUMMARY



DIAGNOSTIC ANALYSIS OF COMMAND WATER MANAGEMENT 'S
WARSAK LIFT CANAL SUBPROJECT AREA

Executive Summary

i}

Command Water Management (CWHM) Froject was initiated to
increase agricul tural production within an irrigation command
area. disagnostic analysis (DA) study was undertaken by CTHH tn
identify activities that would lead to improved productivity by a
combination of increasing yields :ind increasing cropping inten-
sity. The DA study of the Warsak Lift Canal Sub-project area wacs
began in November 1985, The DA involved an interdisciplinary
team from the Subproject Mansaement OTffire (SMD). Line depart-—
ments of Irrigation and Agricul ture, including On Farm Vater
Management and Extension, participated in the study.

Th
=

D

The DA consisted of field studies of the operating irriga-
tion svstem and the farming systems it serves to identify the
constraintes t improved productivity and the canemng for the
conebtr aipnd g, The infarmation and tnrlerstanding Aevel pped rlar-ding
the DA provides the basis for collabmrative Rplanniag for 4he
teprasement of hath the irrioation and aaricul ture system, and
the develnpmant of erational plans to implement thase improve-
ment = The conctrante identified in the DA of the Warcsal: Lift
Fanal Subproject include:

A. Unreliable Water Supply

Uater reliabhility isg rerhaps the primary copctraint to
tneraasing aqricol ture production in the subproiect area., An
trir eliahle water sSupply no® only inhibitsg the effective applica-
tion of water, hut alan influences the use of non-water innibg as
viell. The praobhlem f unreliehle yster supnly i= partially due te
the Taclk nf an appraprjate mAanagem=nt plan for mperating the
cystem and the ahepnr e of conbral etraetor es neressary ta farit.
tabto ihe implementatinn af corh a plan.  Onobthec importand, con-
tribting factor to of this constriant is the dicsruptions in the
canal water supply. There are hasically four resson for- the=ze
dieruntions:

T power disruptions,

— problems at the pumping statien,
— water shortages, ancl

— breaches in the main canal.

Foaver (Haruptions of even one minute cen result in dis=roup--
Lions in the water supply of twn to three hours. This is hecause
of the time required tn reprime and start the pumps.  Eqiipment
failure je o reqolar accurence and kerps one ar more af the nump e
ot of operation nearly all the time. Thus there is effectivel.
no backuap poaop availahle. Mater shortanes pyeauallv only foree A
cutback in the total discharge by allowing the pperation of thy ee

B-1
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pumps at a time. Breaches are rare, but if one occurs can force
the closure of the canal for an extended period of time. As an
rample of this unreliability, it was observed during the DN
study that there was a four day period in which no water was in
the main canal. This disruption was the result of problems with
the pumping station.

An unreliable water supply that occassionally results in ne
flow, males it difficult for farmers to plan their activities {or
mazimum productian., I¥ water is uncertain then investments in
inputs soch as fertilizer, certified seed, and pesticides bhecomne
risly. Under these canditieons farmers naturally minimize the u=e
M oroduction inputs, perticulerly if they must be purchacoad with
credit.  When provided with a reasona2bly reliable water copply,
Farmers can vusually adjoust thoj: cropping activities to assure a
rositive return on their crop production investments.

B. Inadequate Water Supply

Although providing an adequate supply was nevsr an ohiectiva
0f the jrrigation eysteme in Fallistan, »n inadenuate wakber
suprly cen have many repercuscimnes in the operaticn of the EEREEE
tem, Inadenuscy in the supply to the cuhproject ic cainged mo=t1-,
by the commang ares delibherately heing designed too lerge for the
Aavajlable =supply of woter. The prohlem of inadanuacy jis
ARt uated by the pomp discharge beino enly 75% of the intenderd
di=charge. The loes in pump discherge ig largely the re-::: -
the dam being =ilted full, and a large amount of highly =2bhracive
sediments are carried in the c2nal water and go through the
pPuempe

In 2ddition, the convevencs lossps at all levels effectivel .
e Vs water supply.  The zigTAag0ing of the wstercourees
roles dthesn Tncere susn greater.  To the extent the rigzage are
conbe il ing b retaining a non—erasive flow, straightening the
water corens Lo remove the zigrags needs to be done with caution.

The inadeqgiate water suonply tends to encorr-age farmera tn
act as dodividuale earch trving to enhance his owun supply in ~eden
Yoo mavimice his ireinated area, Far more at the bead of the =y=ten
mate modifacatinns to their oubtlets =0 26 to increace the 4 1m0 af
traters jnkn theirs vatercouree, at the expense nf the farmera At
the teRil ot the system. Even thouoh the {farmerc mere receivina
more than their allnted share, they were c=til] cornlaining of nnt
having csufficient water for hoth their kharif and rabi crops.

The water supply could be 1nereasad by increscing the promne
dicscharge to the design level of 200 cucers, This is already: a
part of the Trrigatjon Sysetemn Rehahilitatinon Frogram, Nanthe:
means of increasing the water supnly would be by reducing the
loncses in the system. A final posceibility for improving the wat -
sopply cauld be the developnent of grounduater. The potential 1o
doing this needs to be eramined,


http:trvJc.ng
http:cau.,ti.on

C. Inequitable Distribution of Water

The equitable distribution of available water in the
irrigation system is a major objective of Fakistan. Thics ig
really a social obhjective that may not readily be reflected in
total Crop production. The inequity in the system come= from the
decreasing amount of water heing avajlable the further the ic—
tance from the source.  Along the Wareal Lift Canal +he Theau by
reschies its ma:imum for the last 14 bm which no longer recpjun
ANy watnr, Inequity alean orcurs along vatercony mpg L o a1 AV A Y
lorame continually redu e the waler stpply available doan Fhe
watercources,

D. Limited Capital Investment

With all the riskes ascnciated with an unreliahle wat oy
Sunply, the farmere Aare reluctant to invest in nroduction §opat g
cich as fertilicer chemical s and Toproved cped. Thev arvp paye -
Ficvtbar by retact ant toy ohtain crediy, Credit is avartab)~ £ nm
RS WATR I Yot s ane | bt anes largelyv (ngeed, Thes dnet bt e
Vi Vver § oy mrev e Ay o oy 7]i|m1’n'fu ety e b al o ,:\('u;\(\':)l:]r'! IaX]
the appae i tes, while . farme e rraim thye fworedier os ae e 4,
Comnd ek e Al 4 yme concumyngg, Ry the Himee o Iman 1= aRpr eeeed
s Y en Tate b tHilice the Topate, The relvctance of  facme e
Fia Voot in prrochact i an j[\["l’_ Soonnld he o Promery rea~on for e

fencral by Lo yial de in the aroa,
E. Limited Farmer Cooperation

Three e ese mpyen Lo e 14101 £, mer conperatinon in hatl m Ty
Fasning angl cperating the Al errripcne, Many nf the sy oer o help
Attt Aavgy e gy w,nlmrrrnvrr—-r‘, ST P ae nomher of the Ay mesy 2
ey neat NAarvicipate g Lher e o e offrnctive mechaniem to pread ).
o bhose whin e not acejal, Liteuize, farpm o Pre roloct -ob b
Fhiae o abes oy AT nelaohbhen o 4 coapnlete their irrigations by

U N A L RETRTS Lime 7t the end @f their torn,

Soame of T he Jaclh oaf cooperation may he Aattributed tmn the
ifdorencs in ethoic greonpe, [t may alen he a4 Mrect resolb A
the vnrelianirie, Of the watey stpplyg, PREOw Aning jndividoale b
At incopendent |y, My ay memy- =anld want +o fn somennm s acry
20t A ey hhave the telarn favog rOme r’h,n—j_ng one nf {he i vt § o
TN emvvirm, From the farmer o ner cpective, it wandld e hetd a4y
Peeept vhatl de your e uhen your bime comes, Al=n, 3 1ac) A
Todags ane =h1 1171 e Ieadar chip hindere farmers from developing and
Participating in watercrwr em—yi e arganizatione,

F. Institutional Linkages

The DO sty did Aot direct]y consider the formal And oy
informa relationshipg hotgeen the departments, organicaljone,
ANnd agencies inval ved in supnlying viater, dnpite and/sens mer i e
Loy the farmer o on the Warsal ) jfy Canal, Hovever | ane of 41ye.

b joe b vers af the (i is toy b el vii b fvin Previncial DS LT Todh B R

Continugng Capaby ity for plnnning. implnm@ntinq, oper abipg and
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maintainirg integrated and efficient programs for irrigated agri-
culture. Accomplishing this obijective will require the collabor-
ative effort of all the involved groups and how those agroups
relate and are interrelated is an important consideration.

Currently there are no formal mechanisms to faciliate the
collaborative planning bv any of the departments, organiraticns
or agencies involved. In addition, all of the departments,
arganizations and agencies involved operate according to
chiertives that are somewhat narrovly defined. This larl of
In=titutiona]l linkages can be a maior constraint to the
der elnpment and implementation of appropriate, broad bhaced
etralevies and plone whereby agriculutral production in the sub-
proiect can be increacsed.
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NORTH WEST FRONTIER PROVINCE
COMMAND WATER HMANAGEMENT PROJECT
MANAGEMENT TRAINING AND FLANNING PROGRAM

The Comnmand Water Management (CWM) was initiated in NUWFP to
increase agricuel bural production in the command area of the Warsak
Lift Canal comprising 43,000 acras.  The Departments of Irrigation
alfd Hyricul Lur e, including Agriculture Extension and On Farm Water
Fiznagement, cumpleted a Diagnostic Analysis (DA) of the area early
thizn year which identified the most serious problems constraining
agricul tural production. Using the DA study as a basis, a
Hariagement fraining and Flanning (MTP) program is currently
winder way to develop a management plan aimed at solving praoblems and
tu provide stafd training on critical management skille and
l.nowl edge.

The first of two workshops was held April 28 and 29 for the
Blwpo=e of bringing together farmers and field/operation level
personnel from organizations heving responsibilities in the Warsak
Lifl Canal area to (1) clarity problem statements, (2) underctand
thie factors contributing to the protilems, and (3) propoze guals and
slrategles to solve problems. A brief summary of seven seleacted
piublen arvaw, with factore cantributing to these problems and
=tgyezted gouals and strategies far solving them, follows.

t. Unreliabiility of Supply.

|
water cupply is unreliable both in terms of time and
guantity. The unreliability of supply is the result of a
number of factors including: full power supply failures and
voltage fluctuations, mechanical and electrical eqguipment
fallures at the pumping station, breaches in the main canale,
closures to recover bodies, reduced diversions from Warsal: Dam,
end chobing of the trash raclk located at the intake to the
tunnel feeding the main canal.

Tu increase reliablility, the following goals and
strategies were suggested: ensure a continuous and full power
supply by providing an auwsiliary power supply to the pumping
station and malring arrangements to give priority consideration
to the pumping station during periods of high demand; minimize
mechanical and electirical equipment failures by replacing and
upgrading old equipment and providing adequate facilities for
maintenance and repair at the pumping station; eliminate
breaches by covering selected reacaes, providing additional
eccapes, and removing trees {ram along canal banks; and ensure
a full supply From Warsak Dam through negotiations with WAPDA
concerning diversions and cleaning of the trash rack.



more water than sanctiocned while certain outlets on the +-:1
reach of the main canal draw less water than sanctioned. This
inequity of distribution along the main canal is the result of
altered outlets, unaythorized withdrawals in the tribal area,
and heavy siltation in the head reach of the main canal.

To achieve equity along the main canal would involve
ensuring authorized discharge at each outlet =o that everynne
recieves no more and no less than his due share. Strategies to
achieve this goal would include revision of chalhandies and
replacement of all outlete with AFM outlets, redesign and
construction of the main canal up to RD 40,000, implementation
of the Cansz! and Drainage Act in the tribal arca, and
installing and developing a strategy for the uce of measurement
structures.

QlﬁLEiQHSiQDgéﬂg_lﬂgguiEX_QLQDQ_lDQiZiQUél_HéigCEQHE%EE;

Water distribution is ineguitable along individual
watercourses with head farmers receiving a high~r flow rate
than tail farmers. This inequity of distributi-n along
viatercourses is primarily_ﬁﬁg_Eesglﬁ_p{_high corveyance lossecs
and iilegal cuts in the main watercouree.

To achieve equity along the individual wate: courcses wou)d
involve ensuring that every farmer receives his due ehare of
the water. Strategies to e hieve this goal woul incluode
reducing conveyance losses hy improving watercrour ces and mal ing
allowances for reviewing losses in the warabandi- in terme nf
additional proportionate time for tail farmers.

Inadeguacy of Supply.

The water supply is inadequate to satic/y the desiagned
cropping intensities of 40 percant in kharif and 40 percent in
rahi seasons. Under the eristing cropping patterns and
intencities the prohlem i= even more cevere. Thi=s inadeguacy
is the result of inadequate vater allowances, reduced pumping
capacities, excecsive conveyance losses along main canals and
watercourses, application lnsees, and the eucessive acreesge of
"high delta" crops such as sugarcane and rice.

Toe improve the adequar y of supply the following goals and
strategies were sugagested: increase pumping capacities by
replacing the pamping unite-, reducing main canal conveyance
Insses by lining selected teaches, rediice watercow e
conveyance Josses by impro cing vatercourses, redice applicating
lossrs by intraducing impr oved ttrigation pracrticrea, and rediee
the arrrages of "high delta" crops by encouraging farmere to
arow "low delta” crops throuagh appropriate programs, and
supplement. supply through the development of aroundwater.,

Agricultural lnputs_and Credit.
There was a general cancencus that praduction could he
1increased through better use of amounts, quantities and
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qualities aof séédg;-fertiligers and pesticides. Factors
belicred Lo contribute to this praoblem area included
thsutticient fundi~g for extension services,

thadequat e/ tinreliabl e irrigation water supply, unavailability
ub 1opute ab appropr iate times during cropping seasons, and
=Y I nowl edye by farmers of inpult requirements for optimum
preoche bion. Regarding credait, Workshop 1 participants listed
Lhe Fulloving reasons iy Lthe agricul tural credit system daoes
hol Serve farmers adequetel v credit is not aluays avairlable on
time, fevmer s do not bnoe how Lo access credit, farmers are
rrespainiaable about wusing credit funds far inlended purpnses
ahid shioat repaying loane , and credit ageincl es have ot
Pecognleed special credlt Hleadsy of CUrl areas.

P Hor bshiop 1 frarticipants csuggest that a vwidespread
Lasic agirionttaral education program should be developed far
the project area. Such a program stioul d Inclade village
=il hat'= sponsored by Agricultural Extension and credit
ayentles, demonstr abions of advanced techriology av “melas" and
chovs, and bthe ectablichment of model farms 1n the MWarsalk Lift
Canal area Lo demonh=iral e Lmproved praclices. They alsao
propused tapraved tunding for Agricul tural Extension and credit
sehtres w0 that these agencles may tulfill their effective
role do CUML Ectablishment of a special Agricultural Extension
cell 10 the Wersal Lift Canal difeEa was recommended.

Facmer Cooperation.

Farmirs have been noted Lo lacic cooperation among
them=:1lves and with gavernment agencies.  Far esxample they are
slouu tu accept Laproved agr icul tural practices, are often tardy
L repasyaaent of banl Creuity sametimes refuse to Pay water
chargi. and at Limes uoe wntair means of getting irrigation
valer . Sume of the faclors noted by participants that
contribute to this problem are farsere” 1lliteracy, lack of
dyit1ciiltueal education, and lack of Waler User's Azsaclations
ahid Cooper alive Societies, Also farm incones are seldom
Aadequate to cover ernpenses, a cituation which encaurages
Farmer o Lo spend bore oued funds on family living rather than on
o vl o,

Folential goale and stratenies suggested by the VWorkshop I
participants focused on education of farmers in credit and
syricultwral practices and an developrnent of Water User ‘s
Associalions. Strategies nentioned were to encourage
cmall-scale agro-industry to supplement farm income and to
sipand the role of Water User s Associations to mediate in
lacal conflicte/disputes on distribution of water.

The need for greater organizational cooperation to address
the issues discussed above was nat one of the areac defined in
the Diagnostic Analysis study. During Workshop 1 this area was
defined as the need for greater communication, understanding
and cooperation in Planning and implementing Command Water

D-3


http:atJcjt.ia

Management related activities. Specifically these were

i1denti faed needs for sharing information and collaboration on
ongoing activities and special joint projects by Extension,
Oruit, Ih, credit agencies, the supervising consultants and
others. Strategies suggested to address this need included
developing the Subproject Coordinating Committee into a mor e
active information sharing body. In addition a need for more
informal smatl group contributions and special task farces for
specific p.oblems and projects was identified.

S\



LIST QF PARTICIPANTS IN WORKSHOP 1

Name Title/Position Organization
_____________________ T T T e e e e e e e
Mohammad Aslam kKhan Field Engr. ACE~-7CL-ANA
Ch. Karamat Ali Field Engr. NESFAL —ny
Habib-ur-Rehman Incharge Training ABL
Fazal-e-Rabbi Azst. Director CWH
Fhan Zada Agri. Economist CWH
Mohammad Kamal Irrigation Engr. CWM
Shah Ali Nagi XEM Irrigation
Mosoon Parve: sSnO Irrigation
M. Ashifaq Faracha Sr. Aari. Credit Officer United Ranl 1 1p
Malil Hirdavailullah Deputy Director AOF W
Sultan Mohd Ehan Deputy Director ADRY
Shaibkh 1. Farim NCH Habib Nant 1 qn
SGhavkat han Fhaineer N-SEar
Mobhd Aur ang:-ehb Snin WLC, Trring.
Farves Nhbar Qfficer Incharge Credit NBP
Mo Rebman EADA Agr. Eb, S,
M, A Pangech Managing Director ADnA _
M. Tghal Deputy  Director Agr, Fot. Sr.=,
Thramual 1 ah Deputy Mollector Ireiagationg
Abdal Ghaffar Deputy FProject Manager Coir
Aodil Hamid Aect, Chief FE&D Dept
S.5%haulkat Huscain Shah Acet. Director Ngr . E:4 .
Mohel, Yaugaal Deprdky Dy pecton- arum
SBher A f~al Fhan Socialngist Clir
Mohd JGalil b han Froject Nanager- Culi
Alhtar OV JTemaili Deputy Secretary Irrigationg
Abdul Caviun bhan XEM, Warsai: Canal Irriagsatinon
Nisar Lhan Farmer
Macim Khan Farmer
Malik A==t. Chief W 9 F F2D
Shaukat Ali Agronomi gt CwWnM
Mazullah Ehan Agr. Super. Credit Off. Muslim Ceom, frans
Rehman Gul kEhattal: ADA
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WRITTEN COMMENTS BY FARMERS

During the two workshops two farmer attended and submi tted

written comments or letter to the facilitating team. These
comments and letter are enclosed below.

1.

Farmers FProblems
Inadequacy of WLC Water

~Water tax relaxation (paying Rs. 32/Jareb actually Rs
16/Jareb.

—Crop destroyed due to breaches.
—Need to install tubewells on each outlet,

—Contracting for concretizing outlets not accepted due
to potential malpractices.

~Worl to be done throuagh rural committee=s, as has hean
done 1a past under Integrated Rural Devel opment Fraogr am,

Supply of pesticides is limited (as per claims from Gnas
Agri. Dept.)

Non-availability of quality seeds.
Subsidy for fertilizers is needed.

Difficulties in obtaining credit from ADRF. Regarding thn
high interest rate:

—either eliminate interect,
-or reduce the rate.

Land-levelling requires us to rent bullderers at Ps, 1320
which is out of the reach of a small farmer, thus »ob-+t-
required.

In order to ectablish private tubeuells it is required tn
contact WAFDA. This is very difficult. 7To obtain power
cornections is a matter of vyears.

~Far this, area committees should be formed and
responsible leocal people should be appointed to
supervise this operation.

gl
.

tae
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To: The In-Charge, Warsak Dam, World Water Management

Subject: Froblems of agricul turists and their socio—economic
problems.

Sir,

It has beer learnt that a program is to be launched for the
vielfare of agriculturists, specially for Khalil-Momand area.
According to the pragram agriculturalists will be required to pay
107 of development costs, In this connection it is stated that
being too POOr, we cannol pay this amount.

Second, it is pointed out that the Warsal: Canal (1if#) i=
not giving us proper untilitbw due ta_jts i1l design. Fast v we
find it dry and sometimes destroyved at various places e tn
floods. At the time of crops plouvghina and later stages this
canal canno' feod proper water to our fields. It is5 sugneaterd
that instead of any other program, the flow af water in Fle
canal should he confirmed first, Then ather =zub projrete ma. beme
=tar ted.

Fothermore it i ctaterd that the Water Mananement of =le-
to plan and constrnctk watervays from the cansals ta eqee $ra-bage
.o, up o G500 fest, It de stated that the weel shonid Lie ctorn
to die Full evtent, Hizwever | farmerg Tiving at tho tail=s ni the

canal and watercourses will (oo cnoperalke,

Tt e therefore requecsted that first the Warsalk Conal f1ift)
be made sure of water 1w,

Yours sincerely,

Basim Fhan
Villager

29/4/84
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List of Participants

CM:

M.Jalil Khan
Abdul Gha+far
Fhanzada
Shaukat Ali
Sher Afzal Khan
Mohammad Famal
Faral-e-Rabbi

OFWM:

Dost Mohammad Khan#
Mobammad Yousaf
Malil: Hidayatullah
Sher Afzal Vhan

IRRIGATION DEPT.:

Mohammad Amin Fhattak#»
Aihtar A3 Temaili

Shah Ali Nagi

Ahdul Dayyum than
Ma=oad Farwvaisz

Mthammarg ALrangzehbx*
Il:ramul )l ah

EXTENSION:

L2l Mohammad dhans
Sahibrada Mohd Ashraf
Mohammad Igbal
Shaukat Hussaip Shah
Noor Rehman#

FINANCE:

Foohul Aminx

Workshop 2
May 4-8, 1986

Subproject Manager /5E Irrig.
Deputy Subproject Manager

Sr. Manager for Monitoring &
Agronnmist/cnmputer progr

Sociologist (part-time)
Scheduling Specialist
Ast. Director, OFwWh, CcihmM

Director

Fvaluation

ammer

Deputy Director, H=zad Quarters

Deputy Director, Field

Deputy Director, Monitoring & Eval,

Secretary

Deputy Secretary

XEN

XEM., Warsalt Canales Div.,
SD0O, Warsal: Fump Station
SN0, Warcal: Lift Coanal

Deputy Collector, Feshawar

Director General
Dep. Director,
Nept. Director,
EANA, Feshawar
EADA, Khyber gency

Fechavar

Sectior Officer

NESPAK-NDC (1IDA consul tants tp ID):

Ch. Mubhammad Akbar
Shaulkat Khan#

COOPERATIVE DEPT.:

Mohammad P14 Shah
Fazal -e-Alram#

Froject Engineer
Senior Engineer

Deputy Registars

Tribal Area

Deputy Registars, Head Ouarter



AGRICULTURAL DEVELOPMENT AUTHORITY:

Javed Daiserx
P&D Department:

Mohammad Ajmal Khan#+»

Malitl: Aziz—-ur~-Rahmanx%

CREDIT INSTITUTIONS:

Amanullah Khan

Ashfaq Parachas
Shaibh 1. VFarims#
Habibur Rahman#*
Rafat Ali Khan#x
Sultan Mohd kKhanx

FARMERS:

Mohammad Micar Fhan#*
Subhan Shah+

Abdul Raudf Fhan*
WAPDA:

Mir Zoman KRhan#

Yar HNohammard Fhan#
Hoor Mohammad than*

TIPAN FROJECT:

. William Seiderss

Director

Chief, Water and Fower
Assistant Chief, Water and Fouer

SVF & Chief of Credit,
Naticnal Bank _cof Pakistan

Sr. Agri. Credit Officer, UBL
ACH, HEI

foicer—lncharge, Aari. ARL
Dfficer an Special Duty, PBC
Deputy Director. ADEF

Chief of Mohamand
Farmer
Farmer

Chief Engineer
Evecutive Engineer, G.S.0.
Executive Engineer

Outreach Specialjst

(*¥) Indicates resource persons
(#%) Indicates special participation in the final discussion
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JRuUANIZATIONAL COORDINATION

The following comments were written during Workshop 11 by parti-
cipants representing the Irrigation Department (D), On-Farm
Hater Management (MFWM) , Aaricoltoral Ertern=<ion, the Command 1
Mater Flanagenent Subprojiect Management Dffice (CHM) , And bhe 1DA
Conealbant =, The worlsheet instructions are given below, wvith
tha crnmmmnta nf each reprezentative.

Organizational coordination involves regular communication,
coordination on tasks and collaboration in planning and problem
solving among organizations. Reflect on and then note below the
specific kinds of coordination (i.e. information sharing, joint
worl, assistance to each other; etc.) that your organization
needs from tne organizations listed below:

1. Needed from On Farm Water Management:
(how often, at what time intervals)

Tofow mabting on the watercourcses to he lined ard =traiohtrned on =
. (1M

Al Y D hace i o

Foere modhat no water is wasted divcing iks conveyance from canal

Lo the foarm donite often, guarteriy). (ID)

Mator ooy ces renovabtion pronramg conrdinatinn  forr et et =
rerodelting: hele and mntivabtion of farmers for implement ation of
remrdde 1l nf ootlete proocam; potivalion of farmer e tm adapd
AT Drmontdling toy wialtcr 5',»nii3hi]it)'; formatinn o4 Biith= ~ndd
malinaa Phoan  of{ective  tn hendle amall h eputes ocuor  unte

ds=tr ahntyon, (ITH

Pt Dy ane aosrbterty progee=e reports ithin a weel frem tlas e

Af o meankh S gusstar (phvsical as wel] as fFinancialls to participate
o FHE mactinos regudar v informstion reaarding development  ~f

HOe when apnljceblie; and timely evhmicseion of reports, (O

Tonley matinn pecded mpice o oraykh at the GO0 mecst inq fru e i oo
P essg o =2evcs jeaplementalion plan to conrdinate wi bl obhes
Ao gee o S0 appriees Adifficalt and problematic oaroea Ao pb fen
2o necdet G SOy responsas of MG in water comn =0 jmprocmment
sobicrts an SBCC and asesis! in preparatian of reimburecment

applicalion of completed worl: when done. (CWED

Tonfew mat o e water level reanired At hesd of  water e eoc
LR RYRFRTRT R Nnin romenl b ant for drciding the do=ian anrd tvpre nf
ragb 1l e 0T Con=gltant =)

Froct~e eonthly peetings chould be held with DM techingeal
it mation Lesping jn view the targeted activities he made
wvartabde hoe (EMit; dpint touring of the area and field in
“oltabor ation uith the YMUN eshionld he done. (Extencion)



2. Needed from Irrigation Department:
(how often, at what time intervals)

Roundary maps nf individual

fields with water distributioan
schedule on timm/area hamsies 2% 50
o

on as possible:; monthly And

e ter by reporta nf pProgress and expendi tuyre within a weel: fram
bhe endg of month/quear ter g timely submiccion of reimbur =emeont
applicalions: and tn Participate in the = I meetings
reqgular 1y (T

Supply dinformatian needed vl wal frcawn c- loprouement ;s progrecs
e anal impracement in 00 and when needad: =upply wal o

Ao ding Lo nead of crop=;: ard prepare warl: Plan in recspect @
TAana) improvemsnt once  a year and  progress reviemw 2t SN
maeb g, (FLr)

Timely snnly  of  earve, and tield data; Irdentification  ar
problses ta he colved: detailed cost eshimatec: ANNreal el [l s
wrarter Te phivsical and finencial progrecs repcrtes detaila by
Avardiinn cantract o; mhtatemanloc of exnendi btures: and reimhur cement
AP e ab i ey (IIV\f:mnFLﬂfym1Q5)

Fioad oy o FPoaribing o ey (f virber conr ses | DF M needs caome {nfrrmat ey

Abvarl st e ey e vtegarding moahsg 220, worahandj 2t . cnme
Preistance dg o maliyata the tormers 1or 1) FIONIing of reco ey

Aaremaend Ty nroveydineg b ahouy dring construetiong and T
Al e ey e ! m?fHEﬁHﬂHCW.(”rM”)

Forapnd o IATRRN B W Mmoot ings ta revien the por )l of the previnng

naat ]y . Teriny! o ing af predecre in the command ares pe thne:
vl ey Conraea and nformati.e traininn be
fraandsed (R b eneinn)

Y



3.
Management Office:

Needed fro: the Command Water Management Subproject
(how often, at what time intervals!

Monthl, proaress reports along with information on
bottlenecks. (1D) )

Feparte on  whether the work ic being carried out according to the
schecdule  and the worlte are done completelwv. The CWN  campricss=s
all the elerents needed in the project: as surch they can «hars
itdess and comrdinate onesesdar - hasier . Therefore the shoe] d
meet o diecues, and coordinate on reguler basis. (1D)

To hold monthly meetings of the SOCC
clearaneces of schrmee from conealt an
and anpual work plans, (1D)Y

Azerstaee 1o erpedite the cupply, of

:
te

to arranne fonding=: early

and {teceral coordinator:

information and data

reqrrred fraom Irrigation Depaprtment and OFW: and timely appraval

et annual wort plan from FFEC. (1DA

Moranne bo ctart dmportant weel of

1e==itane o of

finapecial

1Lz =2ar
contingencies/evpendibures.

ek hven

Conesul tants)

the watercourees hefeore
sunpport for civil
(OF WD

works ac {far as

tror ymdiceslle meetino= ehould he aorgenizred; inforpation o tlhie

rnacing progress should be made

(Foleneimn)

available ton

this departmeont

/\f\}
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4. Needed from Agricultural Extension:
(how often, at what tinpe intervals)

Assessment /analysis of  the vields of the prevailing crops per
acre  and ezpected vield of the demonstration plots per scre and
2ach crop season. (ID)

They ashruld highd faht the problems to others and in time inform
the  Treiagation Dept of  the need and  the cropping patterng

ceaconal meatings,  at leoact every three monthe, (1D)

Cradirt  watlercony co tenaovalion education program and to arrange
for bimely rion- water inpute, (1)

Holivate far mer e tn cooperate with activities of CUM project
combirenicl v advien farmer o on agro-gconomic practices Tortoeting
nEeo ot At or and poan-wat or inpute: contact farmore Joinktly aith
PPV and Cocperative Societies and cradit agencies tn At atp

Yhem Pre md et 3 un] T availablie farilitjeos qQuarterls then
prmearlo g eresd v demonete abtion plete in proiject areas and v loy
Torree ey s @mear e o Cron, water wuse tao TIFOH fey

A N TR AT

ot tence bon walivale farmere for sianing 107 recoveary
AR R Fow doing imzeovemt wor s amd  maintenance; zrlec bing
veEbevconr con ko hie improved  and  demeoncstrakioon plotes and

MAainienances of ipmportant watercourses, (OFbLIM)



5. Needed from the Command Water Management AID Consul tants/ACE-
ZCL-AAA (how often, at what time intervals):

Before a job is completed or finalized, the consultantz chould
bring to the notice of the ID; whenever requested, report of
desian and estimates should be submitted. (ID)

Timely technical advice whan-raguiredt inspection notes regarding
cite  visite and surveys and evecution of worl checking; ard to
essict in compilation of reimbursement applications. (Ck)

Azcicst tn design irrigation structure; provide consul taney in
problem area when needed:; and accist in supervision of wuorl when
vundear erecution. (CUM)

Supply of water level required at head of watercourse. (1Da
Conenl tant o)

Fofore finalization of 2stimates they shpould checl our
decian/ectigpates: during improvement work of the watercources,
thev =hoold ynspect the site and guide (not after completion of
vieve by o {TIF LD

Hrnthly review and coordination meetings should be held to review
the uort . (Extensian)

2
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6. Needed from the Command Water Management IDA
Consul tants/NESPAK-NDC (how often, at what time intervals):

Fefore a job is completed or finalized, it should be brought to
the notice ot this dept.; whenever requested timely submission of
report of desiagn and estimates. (1D)

Farly mlrarance of proposed schemes, and Authorization +rom federal
oot dinator; completion of feazihi ity propocale of schemng
Inclodoed 5n Warl Flan B6-87: help in preparation of re-—

I mhior ooyt application:s and help in implementation of Notivity
Flan finalisod in Vorkshop 2. (I

Framins ey Wil relateod 4 Vi scrutinize design and
eetimabtiee as per nlan of cp=ration and when needed; and resolve
terhinical yeenee 22 when neoeded. (CFM)

L area should he

Moni ity mectings and Goint touring of the projoc
lable of the woe}

23
Yrepnedy alen in{oematian should bie made avai
dane an o =imi]ar mrojects in other countries,



7. What do you think should be addressed in the monthly
Subproject Coordination Committee meeting? That is, what
information should be shared, problems or planning addressed?

Frogress in respective fields: bringing problems by each dept.and
snlving it by identifying how and who will solve it and
then processing it accordinaly. (ID) :

The  targels given to the different departments working for Cb
proaram should be discussed with the aim to Fnow the pr ogress and
the nroblem faced by any functionary: before planning is aning
to be l2id dowun for the completion of the project, problems
=hould bo  diecussed in detial. (1D)

Aoy prehlem during the monthg progress on fundings/reimburce-—
rent=: 2genda of FFC meetinas, review meetings. (1ID)

Feview of all related prablems from any agency within the content
of O projects. (CWHD

Fevien of preogress of all agencies involved:; Assist in prepsring
1 an nf operation/worl: plan; addrecss problems amongst
LA provide  assistance and information to other apencies;
Tiv memelings with other agencies:; coordinate overall activities
of o1l snencies invnlved; evamine policy issues and put  hefore
FIC  for 2pproval /assistance. (CUIHD

Trnfrrmation should be exchanged about: design parametere of
irrigatjon channel; design parameter of outlets and their tvpes
aod waler level reqguired at head of watercourse. (IDA
Consultante)

Frodject prouress; eny difficulties in problem facing. (QFUIM)

To review the progress in light of the target fixed in the
beainning and how much prooracc.ha=_hern _achieved: difficulties
anct bottlenaclis and requirements should be sorted out and
solubion to addreces these should be done.



