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PREFACE

Irrigation development is widely lavored by policy makers in developing
countries as a means of enhancing agricultural productivity, ilmproving equily
in access to water resources, sustaining environmental stability and
improving the quality of life in rural areas. However, despite impressive
gains in some countries, the actual benefits achieved during the past two
decades have been disappointing. This has been altributed to deficiencies in
irrigation management that arise {rom inadequate planning, inappropriate
designs and especially from deficiencies in operation and maintenance.

Against this background the Technical Advisory Committee {(TAC) of Lhe
Congultative Group on International Agricultural Research (CGIAR) recommended
the establishment of an Inlernalional Irrigation Management Institute (IIMI)
Lo develop knowledge, principles and expertise for improving the management
of irrigation systems. The ultimate objective is Lo enhance independent
national capacity to improve and sustain irrigation performance.

The Institute, an aulonomous, inlernational non-profit organization,
with Headquarters in Sri Lanka, became operational in June 1984. Since Lhal
time it has established cooperalive linkages wilh a number of irrigalion
agencies and institutions in several Asian countries.

This report explores the prospects and possibilities of establishing
similar linkages with irrigation institutions in the West-African sub-region.
It is based on field visits Lo irrigalion projects in five West-African
countries: Burkina Faso, Mali, Mauritania, Niger and Senegal. Field visits
were concluded with a synthesis meeting in Ouagadougou, Burkina Faso on 18-20
May 1987 with participation of national institutions and research
organizatiocns as well as regional organizations such as CIEH and EIER.

The purpose of the meeting was bo present and discuss the findings of
the field visits with the participanis, and thereby ensure that
recommendations made in this report would faithfully portray Lhe needs and
interests of the prospective pariner ingtitulions.

Possibilities for cooperative linkages are expressed in terms of project
proposals. Proposals that are sLill subject to further negotiations and
approval by all parties and Governments concerned, including IIMI's Board of
Governors.

The proposals should not be considered as restrictive either, excluding
the implementation of activities in olher, non-visited countries of the
region, English speaking countries in particular.

Ir. F, E. Schulze
Director, International Programs
Digana, July 1987,
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1. INTRODUCTION

During its June 1985 meeling Lhe Board of Governors directed that a
stralegy paper be prepared for IIMI’'s operalions in Africa. To conpile Lthe
necessary informalion, IIMI senl exploratory missions to different Africun
countries, which resulted in & documenl entitled "An Africun Stralegy For
IIMI", that was presenled Lo Lhe Bonrd at its July 1986 meeling.

From the nine centers and regional groupings for IIMI opernlions
proposed by the document, Lhe Board selected three for further consideration
: Sudan (Wad Medani), Morocco (Rabat}, and a regional approach for West-
Africa. This document will exclusively deal with the latter.

. During the months of April/May 1987 an IIMI mission visited several West
African countries. The principal objective of the mission was Lo outline a
conceptual framework and the content of the program activities which the
Institute could undertake in collaboration with national and regional
institutions concerned with irrigation management in the region. The
mission was headed by Ir. F.E. Schulze, IIMI, Director,; International
Programs and consisted of Mr. D. Berthery, Ingenieur du Genie Rural, des Eaux
et des Forets of IIMI, Mr. J.C.Legoupil, Chief of the Division "Gestion des
Baux pour Ll'Agriculture” of IRAT and IIMI Consultant and Prof. A.A,
Kampfraath, Head of the Departmenl of Management Studies of the AUW in the
Netherlands (Consultant to IIMI for the period of 16 to 21 May 1987).

The mission visited five countries of the sub-region : Burkina Faso,
Mali, Mauritania, Niger and Senegal. In each country the mission tried to
identify specific operations that could constitute the content of a program
of covuperation with national organizations, institutions or field managers
concerned with problems and regponsibilities in irrigation management.  For
each operation the mission defined priority areas for research and field
studies, identified prospective national partners amd explored their
interests, estimated [financial and other resources required and drew up an
operational framework for program implementation.

The mission also explored possibilities of establishing cooperative
links with regional organizations such as CILSS, CIEH and EIER. The
prospects of establishing a cooperative training program in irrigation
management with the EIER are explained in more detail in a later section.
The mission also explored the possibilities of an association with the CIEH'sy
ongoing communication and publication program.

The mission’s field visits were concluded with a synthesis meeling in
Ouagadougou on 19 and 20 May 1987, which was chaired by the Secretary General
of the CIEH.

" Key institutions identified by the mission as prospective partners in
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implementing an irrigation management research and training program
participated in the meeling. Thege included :

Burkina Faso : Ministere de I'Esu
Ministere de la Question Paysanne
INERA.
Mali : Office du Niger
Niger : ONAHA
INRAN
Senegal : SAED
ISRA
Regional 4 . CIEH
EIER

The purpose of the meeting was to present and discuss the findings of
the mission with the participants to ensure that recommendations Lo be made
by the mission would faithfully portray the needs and interests of the
prospective partner institutions.

Operations, conclusions and recommendations presented in the report are,
however, the sole responsibility of the mission.

The present report elaborates further on the prospects and possibilities
for future cooperation with national and regional organizations in the sub-
region. Based on visits to the countries mentioned earlier, the mission
identified the following opportunities :

1. Cooperation wilth EIER in the field of irrigation management
training, through the development and organization of B special
irrigation management course. ..

2. Cooperation with CIEH in the field of research, dooumentation and
information exchange.

3. Cooperation with research and development organizations in Burkina Faso
on the agricultural use of water resources with limited potential
{groundwater, small dams).

4. Cooperation with research and development organizations in Niger on
farmer managed irrigation systems in the Niger valley.

5. Cooperation with the Office du Niger in Mali on operational water
managemenl procedures and synthesis of existing experiences,

6. Cooperation with research and development organizations in Senegal
and Mauritania on analysis of irrigstion systems performance in the
Senegal river valley with particular emphasis on the process of
disenguagement,,
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The operations lidentified for each country are proposed, and therefore
not binding or limiting. It is suggested that the Research and Development
Program be implemented as a research and development network. This will
include selecting one central research theme per country, (based on a typical
irrigation development model or slrategy), and a mechanism to associate
interesled organizalions from olher countries with that particular part of
the program.

The prospective opportunities outlined above are based only on the
mission’s visits to the five countries of the sub-region. Future missions to
other parts of West Africa, could yield similar opportunilies but are nol
discussed in this report.

The proposals should therefore not be considered as restrictive to the
five countries visited. They are not meanl to exclude IIMI's sctivities in
non-visited countries of ihe-sub-region, anglophone countries in particular.

Contacts and comwunications from IIMI’s Headquarters in Sri Lanka with
West-African countries, organizations and individuals have proved difficult
in terms of continuity. Therefore, IIMI's Board of Governors during its June
1987 meeting aulhorized the appointment of a Resident Representative for a
period of one year. He or she would be expected to follow up on the findings
of the mission and to extend contacts to other countries in the sub-region
interested in irrigation management issues and not contacted so far.

It is expected that this temporary representation will develop into a
long~-term one within the framework of a coherent program for the area.
Ouagadougou in Burkina Faso would be the most strategic location for such a
representation in view of the large number of regional organizations already
present there.

2. CIEH AND EIER

The CIEH (Committee Inter-Africain d’Etudes Hydrauliques) was created in
1960. Tts member countries are : Benin, Burkina Faso, Cameroun, Congo, Ivory
Coast, Gabon, Mali, Niger, Senegal, Tchad and Togo. CIEH's main objective is
to promote regional cooperation in relation to water resources development,
through research studies and exchange and dissemination of informmtion. Its

program consists of : 1) general studies or studies on methodologies ; 2)
technical assistance to Member States ; and 3) dissemination of information
and field experiences, CIEH’s staff consists of approximately 20

professionals of different, mainly technical disciplines. It maintains a
dooumentation center (15,000 references), issues a trimestrial bulletin
{1,000 copies), and operates an information network. It has carried oul more
than 200 studies of general interest to the Member States.

The CIEH is supported (technically and financially) by a number of donor
countries and organizations. Every two years a Council of Ministers meet Lo
define the Committee’s program.
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The EIER (Ecole Inter-Elals d’'Ingenieurs de 1’Equipement Rural) was
created in 1968. Ils member countries are the same as those of CIEH, but

with the Central African Republic as  an additional member, Three program
areas are recognized !

1. la formation initiale : a three year training brogram (ulter Lwo initial
years of preparation in Lhe participant’s home country) leading to the
degree of Ingenieur de 1’Equipement Rural, with approxinately 40
participants each year.

2. la formation post-universiluire : 8 one year specializalion course with
10 participants each year,

3. la formation permanente : training courses of an average duraltion of 4
weeks (gometimes 10), to upgrade participants’ knowledge in particular
fields with a varying number of participants. On average six courses
are held each year on different subjects.

In addition, the EIER maintains close links with a number ol training

institutions in French speaking Europe, There is also close cooperation with
the CIEH, with whom the EIER shares the same compound.

3. CHARACTERISTICS AND TRENDS

Irrigation development in  the West-African sub-region started,

practically speaking, in Lhe post-colonial period after 1960, This means
that, in contrast to Asia, there is an absence of irrigation tradition and of
irrigation bureaucracies as such (i.e. no Ministries of Irrigation).
Instead, irrigation developmenl is in general entrusted to para-statal
organizations who, in addition Lo irrigation, assume many other functions
related to agricultural production, upstream as well as downstream. These
functions demand a great amount of attention from the organization,

Hydrologically, irrigation perimeters in West-Africa are small. There
is only one lurge centrally managed system of about 40,000 ha (Office du
Niger in Mali). A second category consists of systems with perimelers of 50-
2500 ha {(most common 300-500 ha) whose management is generally shared belween
some type of farmers organization and the earlier mentioned multi-functional
para-statal organization. In Niger the nenagement is generally in the hands
of farmers’ cooperatives who receive technical assistance from the
Government., A third category consists of small, farmer-managed, village
irrigation systems of less than 50 ha. Finally, there is what is called the
agricultural use of water resources with limited potential, or irrigation
around low-yielding tubewells and small earthen dams. Here the size of Lhe
"perimeter" is genernlly less than 5 ha.

Another important characteristic of irrigation development in West-
Africa is that it is generally based on rice-based, pump~-lift irrigation
(except in the inner-delts of the Niger in Mali). This makes irrigation in
West-Africa a costly affair, As  investment costs are also extremely high,
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irrigation development and subsequent operalion and mainlenance is o maller
of conslant financial and economic concern. \

As in many other " parts of Lhe world Lhere is a very clear and definite
policy towards governmenls disengagemeni, nolt only in Lhe irrigalion seclor,
but also, and even more pronounced, in areas of inpul supply Lo Lhe
agricultural seclor (services, credil, ferlilizers) and Lhe narkeling ol
sgricul tural products —- funclions Lhal were assumed by the earlier mentioned
para~statal developmen! organizalions. The role of Lhese organizalions in
this changing policy envirommenl would be (or is already) one of Lechnical
support to farmers organizalions/cooperalives thal have Laken over (al least
part) of the tasks originally enlrusted to Lhese organizations.

This is true particularly for the irrigalion and services/exlension
sector which is more difficult to privatize than for instance marketing and
inpul supply.

Closely associated wilth Lhe policy of disengagemenl is the policy of
real-cost invoicing. Il joint mansgemenl of irrigalion syslems is present,
the organization rendering services Lo the farming community {for inslance
running Lhe pumping station or mainlaining Lhe smin canal) would be expecled

Lo find ways and means to charge Lhe farmers For  Lhe real cosls of Lhose
services,

In the Sahelian zone ol West-Africa, irrigation will play an
increasingly more important role for nalional political reasons, such as food
self-sufficiency for agro-climalological reasons, Lhe need (o reduce
vulnerability to the volatility of the Sahelian climale, or [or socio-
economic reasons, such as risk avoidance al Lhe level of Lthe individual
household. The challenge is Lo creale irrigalion developmenl models Lhal are
technically sound, socially acceptable, economically viable, and physically
adaptable Lo Lhe natural environmenl. Experience so far has shown Lhal Lhere
are still many unlnown faclors thal must be laken inlo counsideralion belore
answers Lo  Llhese questions can be found @ unknowns Lhal oflen Lrace back Lo
the fundamental question of how Lo integrate modern irrigated agriculture
with the more traditional non-irrigated agricullure/liveslock production
systens.

4. OBJECTIVES AND APPROACH

)

The objective of the IIMI West-African program falls within IIMI's
overall mandale to contribute to the improvemenlt of Lhe performance of
irrigation systems with parlicular emphasis on matters of irrigation
management. . As irrigation nmanagement is first of all a nalional
responsibility, strenglhening Lhe national capabilities in irrigalion
manogement is an obvious way for TIMI Lo achieve ils objeclives.

Therefore TIMI's Wesl-African program will be based on a close and
formal cooperation with national organizalions having a direclt or indirect
responsibility for the management of irrigalion syslems as well as research
organizalions lnvolvgzd in irrigalion {(nmmnagement) research.
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IIMI'’s Wesl-African program nol  only should it IIMI’s mandale
(irrigation management}) and objectives (improvemenl of irrigalion syslen
performance}, but should in particular serve the needs of the arew. In Lhis
dual context there are two areas Lthat are of particular interesl :

1. The  improvement of irrigalion syslem performance by developing
management procedures and Lechniques for operalion and mainlenance ofl
irrigation systems (hal are appropriale and adapted Lo Lhe specific
local conditions (Lradiljonal nanagemenl conditions and capabililies in
paurticular). '

2. The improvemenl of irrigalion systems performance by deflining ireigalion
development models {Lechnically sound, economically viable and socially
acceptable} thal permit an optimum use of exisling facililies. In this
respecl Lhe size of the holding ylhe  mmn-power requiremenls, the
Ltechnological level of (larming) operalions, and Lhe inlegrabion of
irrigated-and non-irrigaled agricul lure are important aspecls.

As for TIMI's general program, ils West-Alrican program will have Lhe

same  Lhree  program areas ! reseuarch, professional  developmenl, and
communicalion and informalion exchange.

5, RESEARCH PROGRAM

For its West-African research program IIMI has opled for a whole
systems, multi-purpose, field “research cum development” approach, ralher
than a shopping list, or specific problem oriented approach. The reasons are
that in the Wesl-African sub-region, systems are in general relabively small
and the multitude of problems are intimately interwoven, The main problem
under these circumstlances is to develop replicable solulions to Lhe larger
and more complex problem of irrigation development, and nol Lo provide an
answer Lo specific technical or managerial problems in  isolation, TIMI'sg
Research and Development Program will therefore be based on a combinalion of
physical and socio-economic characteristics of typical irrigalion development
models or strategies as encounlered in the Wesl-African sub-region.

The main steps Lo be considered in Lhe implementation of a Research and
Development program are :

1.  Problem analysis by means of a comprehensive study of the local
situation where intervenlion will take place, including physical,
technical, social and economic aspecls,

2.  Screening and mobilizalion of information and experiences [rom elsewhere
that are relevant Lo the problems identified.

3. Formulalion of an action program Lo test the Lechnical and managerial
hypotheses defined on Lhe basis of the above mentioned sleps.




Synthesis Report Page 7

4. Implementation of tLhe action program™ recognizing the need for its
continuous adjustment and reformulation in consultation with the target
£roup.

5. Developing a monitoring and evaluation program permitting action program
adjustments and translation of results in view of their expansion to
other areas.

Cooperation with national research institutions is a pre-requisite to
carrying out a multi-purpose field research and development program. Through
this process, multi-purpose field research also meets the objective of
enhancing national capabilities.

Figure 1 tries to summarize the Research and Development program for the
four earlier mentioned regions : Burkina Faso, the inner delta of the Niger
in Mali, the  Niger wvalley . in Niger, and the Senegal river wvalley in
Senegal /Mauritania. The diagram shows problem areas and research themes that
are of common interest to all four situations and those that are of specific
interest to each one of them,

Research themes of common interest include analysis of physical and
technical factors and conditions, managerial and institutional factors as
well as the analysis of external factors that affect irrigation system
performance. These analyses are aimed at identifying measures of improvement
in each one of these factors or conditions, individually as well as in the
context of their mutual interdependencies.

Research themes of specilic interest refer to specific problem areas
associated with a particular type of irrigation development., This does not
mean that these research themes would only have local significance. There
applicability clearly exceeds the boundaries of the country concerned. As
mentioned before, it is suggested that the Research and Development program
will be implemented as a research and development network, selecting one
central research theme per country, ({(based on a typical irrigation
development model or strategy), and a mechanism to associate interested
organizations from other countries with that particular part of the program.

The components of the proposed Research and Development program for each
of the four countries are given below.

Burkina Faso

In Burkina Faso emphasis will be placed on the agricultural use of water
regources with low potential, Two different situations will be considered :
water resources from small earthen dams and from groundwater (village wells).

Small earthen dams {(about 600 in number) are mainly constructed for
drinking water purposes.

Their use for irrigation purposes has been limited so far (2500 ha),
while their potential has been estimated at 20,000 ha per dry season
irrigation. One of the Government'’s present concerns is to create an
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awareness among the rurgl population of the unlapped possibilities,

Ground water resourceg include a large nunber of wells installed in
fractured bedrock areas., They are very low discharge capacity wells that
primarily serve drinking water purposes, In spite of severe limitations
{considerable depth and low discharges) it ig expected that these water
resources could, in addition to meeting drinking water needs, irrigate 2-3
percent of the cultivated area and meel 16-20 percent of the food needs of
the villages concerned. As for small dams, the major problem is to find the
appropriate development models with the relevant technical and non-technical
aspects.

Mali : "Office du Niger"

In relation to the other irrigation systems vigited in the region, the
"Office du Niger" is the oldest and largest gravity-based system. Since its
origin in 1932, 57,000 ha have' been developed ; of that amount 37,000 ha are
actually farmed in semi-intensive paddy production mode (1.8 to 2.0 tons of
paddy/ha harvested on average for a single Crop per year),

In the Sahel region of West-Africa, which is periodically ravaged by
drought, the "Office du Niger" controls an exceptional water and land
territory of 1 M ha. Within the territory there is immense potential for
diversified agricultural production, stock farming, fishing, and irrigation
development in the inner delta of the Niger. Thus, the "Office du Niger" has
the potential to contribute substantially in the medium term to resolve
national and regional food deficits through production surpluses.

The "Office du Niger" is the object. of an extensive rehabilitation
program presently under negotiation with a group of donor countries and
agencies, The main objectives of this program are : 1) the physical
rehabilitation and modernization of most of the hydraulic infrastructure
which has deteriorated, and the levelling of lands allocated to farmers ; and
2) the internal re-organization of the irrigation agency based on a new
definition of its functions, with  particular reference te farmer
participation. The main functions of the "Office du Niger" would focus on
management of services for land and waler resources, as most of the other

activities will be progressively transferred to farmers and other economic
entities,

Given the present situation of the "Office du Niger," two areas would be
of interest to TIMI first, the prevalence of water management related
problems of all kinds, technical and institutional, from the main canal down
to farm level and tLhe drainage system : ‘and second, the uncertainties which
still remain about the choice of _appropriate criteria for future
rehabilitation programs and resultant difficulties in managing &
heterogeneous system with different designs, operating rules, facilities, and
conditions offered to farmers,

It is proposed to implement the brogram in close cooperation with the
newly created division "Gestion de 1'Eau" (water management.) of the "Office
du Niger" gimul taneously enhancing its capacity,
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~ DIVERSIFICATION (Vallée}

PLUVIOMETRIE

CARACTERISTIQUES DU PROJET

500 ~ 600 mm

400 - 600 wm

400 mm

300 ~ 1300 om-

SPECIFICITE DE L'OPERATION

- PROBLEMATIGQUE ROUVELLE
DE VALORISATION AGRICOLE
DES RESSOURCES EN EAU
MERTIONKEES

- EXEMPLARITE DV MODELE
ATTOCERE

CONCEPTION MODERNE ET
INTEGREE DES AMENAGEMENTS

- LE MANAGEMENT DES
GRANDS PERIMETRES
GRAVITAIRES

- GRANDE DIVERSITE DE
SITUATION

- VOLONTE DE DESENGAGEMENT
DE L'ETAT

= POTENTIALITE IMPORTANTE

REPRESENTATIVITE
REGIONALE DU PROJET

* 20,000 ha DES PETITS
BARRAGES

* 2 ~ 3I DES SUPERFICIES
IRRIGUEES EAU SOUTERRAINE

INTERET RECIONAL CONSIDERABLE

- 140 000 ha au NIGER

- IKTERET POUR LE MODELE
D'ATTOGESTION

- 200 000 ha au MALI

- EXCEFTIONRELLE POTENTIALITE
POUR LA REGIOR

400 000 ha (Vallée)

~ CONDITIONS EXCEPTIONNELLES
POUR DES ANALYSES
COMPARATIVES

INDICATEURS :

OBJECTIFS AMELIORATIONS DES PERTFTORMANCES DES SYSTEMES D'IRRIGATION
INDICATEURS : EFFICACITE, PRODUCTIVITE, EQUITE, PERENNITE, SANTE
= ARALYSES FACTEURS ET CONDITIONS PHYSIQUES ET TECHNIQUES
m INDICATEURS : OUALITE DE L'INFRASTROCTURE HYDRAGLIQUE, CONDITIONS A LA PARCELLE (PLANAGE, TAILLE D'EXPLOITATION)
=z d
= - FACTEURS ET CONPITIONS 1INSTITUTIONELLES ET DE HANAGEMENT
= - - .
= IKDICATEURS : PROCESSUS ET CONDITIONS DU MANACTVENT (PERSONMEL,  ORGANISATION, INFORMATION, OUTILS)
[0 )
—
2 AMELIORATIONS FACTEURS ET CONDITIONS EXTERRNES
INDICATEURS : COMMERCIALISATION, IRTRANTS, POLITIQUES DES PRIX
! L]
PONEI— MODELES ET STRATEGCIES ©DE DEVELOFPPEMENT DE L'IRRIGATION

TECHNIQUEMENT SAIN, ECONOMIQUEMENT VIABLE, SOCIALEMENT ACCEPTABLE, QUESTIONS POLITIQUES D'IRRIGATION

THEMES DE RECHERCHE I 1 M 1

INTERET SPECIFIQUE

** PETITE HYDRAULIQUE EN
. MILIEU RURAL

* AMELIORATION DES
TECHNIQUES DE POMPAGE ET
DISTRIBUTION :

* IMPACTS ET ORGANISATION
REGIORALE

*+* CONDITIONS TECHNIQUES ET
ORGANISATIONNELLES DE
L"AUTOGESTION

* ASSISTANCE TECHNIQUES
* ARALYSE DE LA

DIVERSIFICATION AU
RIVEAU DE LA FERME

%% ASSISTANCE TECHNIQUE A
LA GESTION DE LTEAD

* ALLOCATION ET
DISTRIBUTION DE L'EAU

* SYNTHESE DES EXPERIENCES
DE REHABILITATION

#*& ETUDE COMPARATIVE DU
MANAGEMENT DANS DES
CORDITIONS TRES VARIEES

* PROCESSUS DE DESENGAGEMENT

* INTERACTION CONCEFTION
~ MANAGEMENT

h
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Niger River Valley

The type of irrigation organization developed along the valley of the
river Niger represents an advanced stage of farmer participation in the
management of medium scale irrigation systems (200-500 ha on average, but
sometimes over 1000 ha) ; an orientation which interests most of the
Governments in the region. ' :

IIMI is interested in studying the conditions under which the irrigation
systems in the Niger valley are planned, developed, and managed.
Specifically these conditions include :

- Integration of irrigated agriculture (double cropping of rice with
8 tons/ha a year!) with olher on-farm or off-farm activities ;

- The organization of farmers into operational sub-groups attached to the
cooperative of the scheme ;

- The particular role of the Government agency in providing technical
asgistance, without actually managing the system (the farmer’s
cooperative’s responsibility) ;

- A wvariety of design and management inter-action concepts (pumping in
stages, open/closed systems),

Major Governments concerns are reducing pumping costs, by more efficient
irrigation water management practices (pumping operations according to
electricity charges, and monitoring and detection of waler wastes), as well
as diversification of agricultural production.

Senegal River Valley, Senegal/Mauritania

Important investments have been made in irrigation development in the
Senegal river valley : the Diama dam, in the Senegal river delta, to prevent
sea waler intrusion (operational since 1986}, and the Manantali storage dam
expected to be cperational in 1988, permitting the irrigation of some 240,000
ha in Senegal, 125,000 ha in Mauritania, and 10,000 ha in Mali. A special
project called "apres barrage" (post dam) is Lo be implemented to realize the
project’s full potential, irrigation as well as others.

The Senegal river valley presents an extreme diversity of conditions.
Climatologically rainfall increases in the direction of the upper valley,
offering increased possibilities for rainfed agriculture (quasi absent in the

delta}. Pedologically, conditions include heavy basin clay =soils only
suitable for rice, levee soils favorable for crop diversification, and very
permeable sandy soils. = Socio-economic factors include different tribes,

objectives (those within the farming communlty and those of the Btate),
systems of land tenure, and migration (to France in particular)}.
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Different types of land reclamation and irrigation development include
small village systems (10-20 ha), intermediate systems (200-300 ha) and large
systems {up to 3000 ha), with different management models.

The extensive changes that are expected, the great variety of conditions
present, and the new agricultural policy of government disengagement in the
Senegal River Valley, require considerable efforts in the field of research
and development. Il is towards that end that a protocol for cooperation hasg
been signed between SAED (Senegal Valley Development Authority)} and ISRA
(Senegalese Agricultural Reseurch Institute). Within this framework, IIMI
envisages the implementation of its collaborative research program in
Senegal. A similar, but more modest arrangement. is under consideration for
the Mauritanian part of the valley.

6. PROFESSIONAL DEVELOPMENT PROGRAM
6. PROFESSIONAL DEVELOPMENT PROGRAM

It is envisaged that IIMI’a West~-African Profeasional Development
program will include the same components as IIMI’s established program for
Asia : individual programs, courses, and workshops or seminars. IIMI’s
Professional Development Program will closely reflect IIMI's mandate in
irrigalion management by stressing management issues rather than technical
irrigation gkills (there are already a number of on-going training activities
in that field).

Individual Programs

This category includes the Fellowships Program (at masters, doctoral, or
post-doctoral level), Special Awards Program, and on-the~job training.
Although no details on this part of the program can or should be given at
this stage, priority should be given to those persons and issues that could
promote transfer of similar irrigation management experiences within the
countries of the region as well as between those of Africa and Asia. IIMI is
in an unique position to promote such transfers in view of its activities on
both continents. -

Woerkshops

A limited number of workshops are envisaged in close asgociation with
IIMI’s Research and Development Program. Three different levels are
congidered : national, regional, and international.

At the national level the main purpose would to promote inter-
institutional cooperation and to mobilige interest and support for the
program.

Exchange of information and field experiences should be the main purpose
of workshops at regional level. Regional consultations should also relate to
IIMI's Research and Development or Professional Development Program. IIMI's
Research and Development program is designed to enasble particular subjects to
be studied in particular countries. However, study results will have regional
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or international applicability. Once the program is well underway, the
possibilities for ordanizing regional workshops on well defined subjects
should therefore be considered.

Irrigation experience in West Africa is very recent compared with that
in Asia. There are (and have been) satrong linkages between Western
irrigation establishments and irrigation bureaucracies in Africa and Asia,
but there have been relatively few opportunities for direct Asia-Africa
linkages. It is therefore proposed to organize a workshop whose primary
objective would be to map out Asian experiences that are relevant for
irrigation development in Africa. The workshop will be preceded by a limited
number of preparatory comparalive analyses.

Courses in Irrigation Management

. Clear distinction should be made between decision making on the one hand
and execution of what has 'been decided on the other. Proper water
distribution requires the switching on and off of pumping stations, the
opening and closing of gates, or the operation of some other kind of control
structure. What is generally lacking is the awareness that behind these
physical activities there is a process of decision meking that ultimately has
led to these activities. Decision making processes will therefore be the
central theme of a regional training program in irrigation management.

The course is intended for those with day-to-day managerial
responsibilities. The main target group will be the "Chefs de Perimeter”
(system leaders), " Chefs de Casier" (area leaders), or their equivalent, a
total of about 1765-225 people in EIER member countries. Assuming a 50
percvent participation, this would mean a total group of about 100 people to
be trained- in irrigation management as explained above. Taking into
congideration the frequent turn-over in positions, the annual need for this
type of training would be about 40-50 persons. '

Conlent and methodology, duration, and organization, still have to be
developed. However it is expected that the main pert of the course would
include exercises and discussions based on case studies of various situations
that occur (or could occur) in day-to-day management which require a decision
from the Chef de Perimeters. Due attention will also be given to the inter-
relationships between technical and administrative conditions on the one hand
and managerial issues on the olher. :

7. COMMUNICATIONS PROGRAM

IIMI's Communication and Information Exchange program proposes to seek
the cooperation of interested regional organizations, CILSS and CIEH in
particular, to manage a sub-regional communication program. Its publications
would focus on irrigation management issues relevant to -the Sahelian region
of West-Africa, This program would also act as a regional relay station of
the main documentation center on irrigation management that IIMI is
establishing at its headquarters in Sri Lanka.
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8. ORGANIZATION

Governance

IIMI's West-African program shall be administered by a Regional IIMI
Representative/Director, responsible to the Director General of IIMI or his
designate, He or she will be responsible for the operation of IIMI’s West~
African program and for ensuring that the programe and objectives are
properly carried out.

IIMI's Governing Board will be responsible for the development and/or
approval of programs and for policies under which IIMI’s West-African program
would operate, with due consideration to the needs of the area and in close
collaboration with concerned -national agencies and regional organizations.

Internationally recruited Resident Stasff appointed under the regional
program will come under the direct responsibility of {he Regional
Representative/Director. Research assistants and other local staff will be
selected, recruited and financially supported by IIMI under the direct
responsibility of the Resident Staff.

Agreements

IIMI’s program in a specific country will be baged on an umbrella Lype
agreement with the Government concerned, by which the Government will
recognize IIMI as an autonomous, international, non-profit, educational and
training organization with objectives and activities as set forth and ensured
by its charter. Privileges and immunities shall be applied accordingly.

In addition cooperative agreements will be concluded with national
institutions, agencies - or organizations. Such agreemenls will specify the
objectives of the program, workplan, resources and responsibilities of each
party, It is intended to also conclude cooperalive agreements with CIEH and
EIER whose fields of interest are closely related to those of IIMI. It is
expected that such cooperalion could be beneficial to all parties.

Meetings

Annual meetings would be held at regional level with those agencies or
institutions with whom IIMI has concluded cooperative agreemenlts. The
purpose of these meetings would be to define research and development
programs at the national level, to follow their progress and to ensure their
consistency and continuity.

These meetings will function as regional program committee meetings,
whereby the ultimate responsibility for the program remains with IIMI’s
Governing Board. Regional organizations such as CIEH and EIER will also
participate in the meetings. :

Meetings or workshops for regional dissemination of research results
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would be held depending on the progress made by Lhe Reseurch and Developmentl
program.  They would fuocus on specilic issues of comwn inleresl Lo a wider
range of organizalions in the region than Lhose direclly involved in Lhe
program through cooperalive agreemenls., (See also workshops. )

Periodic meelings would also be held on research and development
aclivities al pational level. These meelings or workshops would evaluate Lhe
research and developmenl aclivities on a  regular basis. Participation ol
aclive or polenlially inlerested instilutions would be encouraged. (See also
worhshops).

To assure coherence with IIMI's overall program requires close
interaction belween IIMI’s Headquartiers in Sri Lanksa and IIMI’s WesL-Alrican
program.  This means frequenl visits for coordinaling and support purposes,
not only belween IIMI's Headquarlers and the Westl African program, bul also
between the Wesl-African program and IIMI’'s branch  in Pakistan, ils
activities in Morocco and elsewhere.

The ultimate objective is to develop a coherenl, real inlernational

program on irrigation managemenl research by slrengthening the links belween
the various regional components of IIMI’s prograu.

9. PROGRAM INITIATION

To 1initiate the program it is proposed Lo appuinl a Regional
Representative to be stalioned in Ouagadougou for a period of one year, 1t
is expected that this Lemporary represenlatlion would develop into a pernanent
one within the framework of the long-term program. The najor tasks of
this regional represenlalive office during the Ffirslt year of program
initialion {Year 0) [ollow.

General Activities

1. Sel wup IIMI's Lemporary sub-regional office in Ouagadougou (Burlkina
Faso).

.2, Eslablish conlacls on a regular basis wilh appropriale regional
organizaltions represented in Ouagadougou.

3. Liaise with donor agencies and prepare a review of Lheir aclivities and
fields of interesl in mallers of irrigalion development.

4. Elaborate further and in more delail the various program areas
identified and formulate detailed aclion programs tLaking into accounl
on-going related activilies.

5. Prepare detailed proposals for prospective donors in accordance with
their particular fields of interest and IIMI's mandale and program.
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6.

7.

8.

Identify luoeal insLi tulions wilh which TIMI could covperale Laking inlo
accounl faclors such as mo Livation, commilment v Capabilities, and
relevancy.

Handle administralive mallers and relale Lo IIMI Headqguarlers and olher
points of external support Lo carry oul the planned aclivities,

Explore the inlerest and possibililies of including English speaking
Wesl-African counlries in Lthe regional nelwork.

Research and Development Program

1.

2.

Review and selecl represenlative  research and development oplions Lhal
are of particular inlerest Lo Wesl Africa and to TIMI's Program.

Explore the prospecls for cooperalion with national instj tulionsg
(research institulions » development agencies, and universi ties) to
implement a research and developmenl program in a particular country,

Negotianle with national agencies concerning the terms and conditions for
the establishment of an ITMI progeam in thal counlry,

Formulate detailed plans of operation for each of the selectled research
and developmenl programs in each country,

Professional Development Program

1.

2.

Prepare a review on-going Lraining aclivities in Lhe field of irrigalion
in the countries concerned.

Elsborate further on a regional course in irrigation managenent in close
cooperation with ETER and CIEH and formulate a proposal Lo be submilled
to prospective donors.

Elaborate further a proposal for a workshop on Asian experiences
relevant to African irrigation development and explore possibilities for
donor support., ©

Communication and Information Exchange Program

Explore the technical and financial feasibilily of a communication and

information exchange Prograin,
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10. MEANS OF OPERATION

Cost Estimates

The table below sumnarizes the cost estimates for program initiation,
the regional office and each of the six program components.

Program costs,
(All rounded figures in US dollars)

- Program Initiation . 345,000 (one year )
Regional Office ' 1,235,000 (four years)
R and D Burkina Faso 1,655,000 (" "

R and D Office du Niger (Mali) 1,455,000
R and D Niger Valley (Niger) 1,305,000
R and D Senegal River Valley 1,410,000
Professional Development 985,000
Communications 450,000

— o —
-
- -
= =

Tt Nt s s et et

Tables 1 gives a more detailed general view of cost estimates, while in
Table 2 the costs of program initiation (Year 0) and regional office (Year 1
through 4) are further specified,

Staffing

Internationally recruited staff the requirements are :

1,

2,

One Regional Representative for a period of one year for program
initiation,

One Regional Representative/Program Director for a period of four
years, responsible for program implementation.

One full-time irrigation management training specialist for a
period of two years, supported by six months of international
managemen! consultancies.

One Resident Staff for each Research and Development activity to be

included in the program, supported by a variable number of
international consultancies.

In Lerms of locally recruited staff the program would require a number
of research assistanls, editorial, secretarial and administrative support
staff, drivers, and casual laborers. More details are given in the project

proposals.,
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11. SCHEDULE OF IMPLEMENTATION

The present document presents prospeclive opportunities for irrigation
nanagement research and development in Burkine Faso » the Niger and Senegal
River Valleys and Lhe inner delta of Lhe Niger in Mali ("Oflice du Niger").

It is suggested that the Research and Development. program will be
implemented as a research and development network, selecling one central
research theme per couniry, {(based on a typical irrigalion development model
or stralegy} and a mechanism to associate inlerested organizations {rom other
countries with that particular part of Lhe program. All countries visited
expressed interest in all four components of the Research and Development
program. .

Each of the program components identified can be implemented
independently from the others. Simultaneous implementation in the context of
a consistent and coherent research network however has a number of
advanlages,

It could better contribute to the development of knowledge, principle
and expertise by offering a greater, less location specific, variety of
conditions for comparative analysis of aspects of irrigation management

It would promote program coherence. Not only with respect to the
implementation of the Research and Development program on themes of general
or specific interest, but in particular between the Research and Development
program on the one hand and those of professional development and information
exchange on the other.

It would considerably strengthen regional cooperation and dissemination
of knowledge in irrigalion management in the context of active engagement,
which is lacking at Lhe moment,

It would increase implementation efficiency, particularly in terms of
development of methodologies and technical backstopping, not just serving the

purpose of one project, but to the benefit of other program componenis as
well,

Although simullaneous implementation would have a number of advantages,
there are a number of constraints -- administrative, operational and
financial -- thal have Lo be taken into consideration. This means that the
program will have to be implemented in stages, depending on the rapidity with
which these constraints can be overcome. . Tt should alsoc be noticed that the
prospective aress identified should not exclude resesrch and development
activities in other countries of the West-African sub-region,
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A meaningful schedule of implementation can therefore only be drawn up
after a more detailed analysis of Lhe above mentioned considerstions und
constraints., This is one of the issues Lhat should be considered during Lhe
proposed Year 0 (Program Iniliation).

12, TABLES

Table 1. General view of cost estimates in US dollars

Table 2. IIMI West Africa Research and Development Program : Regional office
budget estimate
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Table 1, Genera) view ol cest estinates in US dollars

Frogran Regional Professional Commun Leation = Besearch & Developmenl Progras
Tnitiation  Bepresemtative Developmenl FROEPED  mmmmrmmm o e e e e
0ifice Progran Burkina  Niger valley Office Senegal Others
Faso (Niger) du Niger River valley
Turalion ih years ! 4 { 4 é ¢ 4 4
International Staff 120,000 489,000 248,000 -- 400,000 460,000 100,000 400,000
Naliznal Staff {8,000 110,498 38,000 158, 000 253,406 138,300 175,200 260,000
Travel Nissions,
Consulbancies §0,000 208,000 124, 000 20,000 120,000 110,000 120,900 110,009
Supplies,Services,
Lease Hold Impr. 31,000 146,000 73,000 145,000 218,000 178,000 218,000 110,900
Equipnent £4.700 51,000 N, B0 55,000 118,000 260,200 100,200 233,200
(ourses “u - 140,000 - -- -- -- -~
Regional Workshops - - 75,000 - - -- -- -
Alro-dsian Workshops - - 75,900 - -- - -
Sub-Total 287,000 1,024,400 819,000 316,000 1,378,800 1,087,000 1,213,400 1,173,200
Indirects Costs (20%) 67,400 205,800 153,800 75,200 275,400 217,400 242,700 234,600
Tolal 144,400 1,235,306 982,800 51,000 1,654,600 1,304,407 1,456,100 1,409,800

Rounded [igures HE, 000 1,236,000 985,000 450,009 1e55,000 1,305,000 1,485,000 1,410,000
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Table 2. IIMI West Africa Research and Development Program : Regional office
budget estimale

IIMI - WEST AFRICA RESEARCH & DEVELOPMENT PROGRAH : REGIOMAL OFFICE

Workers = Xeepers = Gardners = 100 ¥ 13 x 1.4 = 1820  Driver =200 % 13 % 1.4 = 3640
Direction Secretary = 250 x 13 x 1.4 = 4550

IIMI STAFF
I Resident Director

NATIONAL STAFF

120,000  1P0,000 120,000 120,000 120,000 600,000
Admin.Assistant {

5,000 10,000 10,000 10,000 10,000 45,000
Fellowships - - -- -- -- --

3 Workers/2 Drivers
| Secretary

TGTAL NAT.STAEF.

7,000 13,000 13,000 13,000 13,009 59,000
4,000 4,600 4,600 4,600 4,600 22,400
16,060 27,600 27,600 27,600 27,600 126,400
SUPLLIES AND SERVICES |
House Renting {16,000 10,000 10,000 10,000 10,0600 50,000
RD Prog.running expen.! 17,000 20,000  2G,000 20,000 20,000 37,0060
TOTAL SUP & SERY 1 27,000 30,000 38,000 30,000 30,000 147,000

CQUTPHENT i -

1 Car {normal) boo1B,000 20,000 - 20,000 - 58,600

Cars {4 wheel drive}) | -- = - -~ -- ~=

! Hotocycle/motobyke | 2,000 2,000 -- 4,000 - g,000

Experigent.equipt P -~ -- -- -~ --

nffice equipt {18,000 26,000 -- 10,000 - 54,006

House equipt P 16,000 3,000 - -- -- 25,000
TBTAL EQUIPHMENT P 54,000 57,080 - 34,000 -~ 145,000

e S
LEASE_HOLD THPROVE 16,000 10,000 -~ 10,000 - 30,000

TRAVELS AND MISSIONS
Inter.& Loc.Missions
Nat . Morkshops

TOTAL T.H. | A0,000 52,000 22,000 52,006 52,000 268,000
c(including exploratory aissions in English speaking countries)

THERS l
Indirect costs{20%) | 57,400 59,300 435,900 54,700 45,900 263,200
T0TAL {344,400 355,900 275,500 328,300 275,500 1579,600
QFFICE EQUIPHENT TRAVELS - MISSIUNS
Furniture for R.Direcior = 9,000 From 1181 < 100 x 100 = 10,000 Us$
Furniture for Secretary = 3,000 From R.Direc. = 126 days x [00 = 12,008
Alr Conditioners {4) = 6,000 Logal Trip 5,000
Teleph.Telex = 10,000 International Trips = 15,000
Typewriter machine = 1,500 Workshps for program = 10,000
Computer = 5,000
Photocopier : g, 000
Hiscellaneous = 4,000 Next >>

44,000 US$
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Next >>

http://intranet.iwmi.org/Library/M/H_6934ii.pdf



