Consultative Group on International Agricultural Research

Mail Address: 1818 H Street, N.W., Washington, D.C. 20433, U.S.A.
Office Location: 701 18th Street, N.W.
Telephone (Area Code 202) 473-8951
Cable Address - INTBAFRAD
Fax (Area Code 202) 473-8110

From: The Secretariat September 8, 1994
AGR/TAC:IAR/94/8
International Centers’ Week

Washington D.C.
October 24-28. 1994

IIMI External Programme and Management Review

Report of the
First External Programme and Management Review of the
International Irrigation Management Institute (IIMI)

Attached is the Report of the First External Programme and Management Review
of IIMI, together with the transmittal letter from the Chairman of TAC and the Executive
Secretary of the CGIAR to the Chairman of the CGIAR; TAC’s Commentary on IIMI’s
External Review; and the Response of IIMI’s Board of Governors and management to
the External Review Report.

At the ICW, the Chairman of the External Review Panel will outline the Panel’s
conclusions, the TAC Chairman will summarize TAC’s views and the Centre will
respond. Members of the Group will thereafter have the opportunity to discuss the
Report and verbal presentations. A consensus will be sought on whether the Group
wishes to endorse the recommendations made by the Review and/or seek any other
follow-up action.

Attachment

Distribution

CGIAR Members
Centre Board Chairs
Centre Directors
TAC Chair

TAC Members
TAC Secretariat



AGR/TAC:IAR/94/8

THE CONSULTATIVE GROUP ON INTERNATIONAL AGRICULTURAL RESEARCH

TECHNICAL ADVISORY COMMITTEE AND CGIAR SECRETARIAT

REPORT OF THE
FIRST EXTERNAL PROGRAMME AND MANAGEMENT REVIEW
OF THE
INTERNATIONAL IRRIGATION MANAGEMENT INSTITUTE

(IIMI)

TAC SECRETARIAT
FOOD AND AGRICULTURE ORGANIZATION OF THE UNITED NATIONS

September 1994



CONSULTATIVE GROUP ON INTERNATIONAL AGRICULTURAL RESEARCH

TECHNICAL ADVISORY COMMITTEE

Alex F. McCalla
Chair

8 September 1994

Dear Mr. Serageldin,

We are pleased to submit to you the Report of the First External Programme and
Management Review of IIMI which was conducted from 17 February to 8 March 1994
under the Chairmanship of Prof. Bernard Tinker of the United Kingdom. The Review
Report and the written Response of the IIMI Board of Governors were considered by
TAC at its 64th Meeting in June in the presence of the Panel Chair. IIMI was
represented by Dr. M. S. Swaminathan, Chairman of the Board, Dr. Roberto Lenton,
Director General, Dr. Khalid Mohtadullah, Deputy Director General, and Dr. Jacob
Kijne, Director of Research.

Like all the external reviews of the CGIAR Centres since 1991, this Review was
conducted through a single panel with both programme and management expertise. In
line with current practice, the Panel submitted a single integrated report, an approach
which has consistently demonstrated the advantages of similar joint reviews.

In addition to the Report of the Panel, there are two attachments to this letter.
The first contains the TAC Commentary, which summarizes TAC’s reactions to the
Panel’s Report and the written Response of IIMI’s Board and management to the Review
Report. The second attachment is the written Response of IIMI.

The Review shows that IIMI is making progress in its transition to become a full-
fledged CGIAR institution, and that there have been many changes required of IIMI over
a short period since its entry into the CGIAR System in January 1991. However, there is
some way to go before IIMI has reached full CGIAR standards. This task will be IIMI’s
greatest challenge in the next few years, and TAC will carefully monitor the progress
made by the Institute. IIMI has the commitment and will to complete the transformation,
and the Review Report contains many helpful suggestions on what must be done to
accomplish this expeditiously. The Board is in agreement with most of these and has
initiated a move to implement them.

Mr. Ismail Serageldin
CGIAR Chair

World Bank

1818 H Street, N.W.
Washington, D.C. 20433
USA

Mail address: Technical Advisory Comm/CGIAR, University of California, Davis, CA 95616
Tel: (916) 752-8648/8649 - Telex: 4900010239 UCD UI - FAX (916) 752-8572
Office Location: 219 E St., Suite 2C, Davis, CA
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The case for an international research programme on irrigated agriculture is
overwhelming on food security and sustainability grounds. Research on water
management will be one of the most important challenges in agricultural research for
several decades to come. IIMI is a main operator in this field, and is well placed to help
in mobilizing the international research effort, and thus needs support at a level where it
can make a significant contribution.

We recommend continued strong support of IIMI by the CGIAR. With the kinds
of changes envisaged in IIMI’s strategic research agenda and in its global leadership role,
the Institute is likely to achieve a prominent place within the CGIAR System in the
future.

Yours sincerely,

Y A e

Alex McCalla Alexander von der Osten
Chairman, TAC Executive Secretary, CGIAR
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COMMENTARY ON THE IIMI EXTERNAL REVIEW

TAC Commentary on the First External Review of IIMI

TAC thanks the Chair and members of the First External Review of IIMI for
the penetrating analysis of IIMI’s programmes and management. The Panel’s report is
clear and well-written, critical but constructive, and highlights the central issues and
challenges facing IIMI. TAC agrees with the findings of the Panel and, in general,
endorses the recommendations made in the Panel’s Report. The Committee is pleased
to note that the Board and management of IIMI are in general agreement with the
Panel’s findings, and have already made progress in implementing the Panel’s
recommendations.

This commentary, which was prepared with inputs from the CGIAR Secretariat,
should be viewed in the light of the importance that TAC attaches to the subject matter
covered by the Institute. The case for an international research programme on
irrigated agriculture is overwhelming. Indeed, research on water management issues
will be one of the most important challenges in agricultural research for several
decades and a major research effort, involving inputs from many partners, will be
required.

TAC therefore looks forward to the initiation of the Systemwide initiative on
water management, which was proposed in the MTP process, and for which IIMI has
been identified as the convening centre. It is particularly important that the
Systemwide initiative includes aspects related to the understanding and monitoring of
the environmental and health problems arising from irrigation, as well as the possible
measures or studies that need to be developed in order to reduce or avoid such
environmental degradation. “Such expertise could be provided through IIMI’s partners
in this initiative.

In order to fulfil its mission on irrigated agriculture, IIMI will have to work
with other IARCs, NGOs and national institutions mainly engaged in crop research.
IIMI must increase its capacity so that it can deal more effectively with this dimension,
either through links with other centres or agencies, or through increased in-house
expertise. If IIMI is going to work on all issues related to irrigated agriculture, it has
to deal with institutions with different perspectives. IIMI should also be aware that the
irrigation issue is becoming increasingly transnational, and that this will require IIMI to
be involved with a new set of institutions.

TAC strongly concurs with the Panel’s suggestion that IIMI should move more
towards strategic research, in which strategic issues (rather than existing country
contacts and programmes) drive the research agenda. This would also help IIMI to
better define its global role and programme of country activities in line with its
mandate and goals. IIMI should not disperse its resources and senior scientists among
too many unrelated, country-level activities which may divert it from more strategic
issues of greater international significance.
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The Panel makes suggestions aimed at strengthening Board performance, which
is especially important, given current challenges and the fact that IIMI's long-serving
Director General will soon be retiring. IIMI could benefit in particular from an
increased role by the Board in guidance and oversight. Greater attention also needs to
be given to a number of inter-related internal matters, including the completion of the
change process, the focus on research outputs, and improving staff morale. As
suggested by the Panel, a change in management style and institutional culture is
needed, in order to foster openness, debate and teamwork, and motivate staff towards
greater achievement.

The Panel describes IIMI’s administration as working well overall, and the
current efforts to further increase organizational efficiency should continue. Analytical
measures of programmatic efficiency and effectiveness should also be pursued, and
could feed beneficially into broader planning and review processes.

TAC endorses the Panel’s recommendation that IIMI define which headquarters
and country activities are properly part of its core programme, and support parts of the
country core programmes with core funds. TAC notes that [IMI is developing a set of
criteria for ranking projects in terms of their contribution to IIMI's core programme,
derived from the research question central to each programme. Since a redefinition of
core and complementary programmes may have budgetary implications, TAC would
appreciate being kept informed of IIMI’s progress in this regard.

IIMI’s Director General will be leaving office by the end of 1994. He has
played a major role in the rapid growth and expansion of IIMI, as well as its entry into
the CGIAR, and the development of a new strategy and Medium-Term Plan. He and
his team must be congratulated for these achievements.

One of the most important issues the CGIAR faces in meeting its overall
mandate and goals is to deal with the increasing scarcity and degradation of water.
IIMI, with its global mandate on irrigated agriculture, is a key Institute in addressing
this issue, and thus needs support at a level where it can make a significant
contribution. In TAC’s view some of the problems that IIMI currently faces and the
Panel has raised are transitional and arise largely from the recent entry of IIMI into the
CGIAR, and its adjustment from a project-driven to a programme-driven Institute.
IIMI needs to develop a strategic research agenda and should provide leadership in
understanding the global aspects of site-specific irrigation problems. This task will be
IIMI’s greatest challenge in the next few years, and TAC will carefully monitor the
progress made.



18 April 1994

Dr. Alex McCalla

Chair, Technical Advisory Committee, CGIAR
Dr. Alexander von der Osten

Executive Secretary, CGIAR

Dear Drs. McCalla and von der Osten:

On behalf of IIMI's Board of Governors and Management, we are pleased to submit to
you our response to the Report of the External Program and Management Review. IIMI's Board
and management have given careful attention to the Panel's analysis and recommendations,
particularly those relating to the Board, the Institute’s organization and management, research
quality, headquarters and country programs, and the assessment of outputs and impacts. The
detailed response to the Panel's recommendations and principal suggestions is provided in the
attachment to this letter; in what follows we would like to comment on some of Panel's overall
conclusions.

Most of the Panel's conclusions about IIMI's current and future programs are
congruent with those of [IMI. These include the following:

. The importance of international research on irrigated agriculture: We share the
Panel's conviction that the need for international research on IIMI's subject is
overwhelming and that there is no clear alternative to IIMI at the present time.
We also agree with the Panel that IIMI is a fully viable Institute and that there is
no convincing argument for an amalgamation with other CGIAR centers.

° IIMI's unique opportunity to link the global picture of irrigated agriculture with
user-driven demands captured in action research: The Panel has clearly
endorsed IIMI's special approach to research, which is based on studies in the
field with real systems and with the involvement of local organizations and
farmers. IIMI agrees that there is no alternative to the approach if the results
are to have impact. We are pleased that the Panel has commended IIMI for its
willingness to work in the field on real problems, and has supported a
continuation of the practical problem solving tradition which currently forms
such a strong part of the Institute’s culture.

o The essential role of interdisciplinarity to the achievement of IIMI's mission: We
are pleased that the Panel has highlighted IIMI's ability to effectively integrate
staff with socio-economic and bio-physical disciplinary affiliations. We concur
with the Panel that this interdisciplinary facility is one of IIMI's major strengths,
and that we can provide a model for other institutes in this respect.

P.0. Box 2075, Colombo, Sri Lanka
127, Sunil Mawatha, Pelawatte via Colombo
Telephone: 94-1-567404 Telex: 22318 & 22907 IIMIHQ CE Facsimile: 94-1-566854 E-Mail: [IMI 157:CGI129
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e IIMI's change in mission statement: We agree that one consequence of IIMI's change in
mission statement, from one that emphasized irrigation management to one focussing
on irrigated agriculture, is that IIMI needs to develop more formal and effective
relationships with other CGIAR Centers with agronomic capacity. For this reason, we
concur with the emphasis that the Panel has given to collaboration between IIMI and
selected other CGIAR centers in its future work as the convening center for an inter-
center initiative on water resources research.

o The need to address the environmental costs that accompany efforts to improve the
productivity of irrigated agriculture in developing countries: We strongly endorse the
Panel’s recommendation that IIMI strengthen those components of its program that
study the relationship between irrigated agriculture and the environment, and have
elaborated on this further in our detailed response. (IIMI also endorses the Panel’s view
that it should devote greater attention to research on gender issues.)

Quite appropriately, the Panel has paid particular attention to examining the steps that
[IMI has taken to meet the expectations of the CGIAR and TAC in transforming itself into a
CGIAR Center with a strategic research agenda. IIMI appreciates the Panel’s careful analysis
of science and science quality at IIMI. The Panel has identified a number of research issues
that need urgent attention; IIMI is addressing these issues and is committed to complete its
transformation into a full-fledged CGIAR institution.

The Panel has also provided a detailed analysis of IIMI's organization and management,
and has alerted the Institute to issues that require the urgent attention of the Board and the
senior management team. With the guidance of the Board of Governors, IIMI's Director
General and the management team are making the necessary changes to improve research
staff morale and make the most effective use of IIMI's human resources.

IIMI's country programs and the Institute’s relationship with national agencies were
singled out for comment by the Panel. We are pleased that the Panel concluded that national
collaborators have confidence in us and high hopes for strengthened linkages, and that IIMI
staff in the main host countries are respected and influential. At the same time, we share the
Panel's concern about the dispersion of country program efforts, and are carefully reappraising
this part of I[IMI's activities.

While IIMI's Board and management have endorsed all but one of the Panel's
recommendations and most of its suggestions, we need to point out that the implementation of
some of the Panel's recommendations can not be effectively achieved without additional
financial resources and senior staff.

In closing, we wish to express our appreciation to the External Review Panel for their
valuable report. We are confident that this report will assist us in the further development and
growth of the Institute.

Yours sincerely,

M. 9. Qrouminotbiane b b 2 Lo

M.S. Swaminathan Roberto Lenton
Chair, Board of Governors Director General
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Joint Response of IIMI's Board and Management to the Recommendations
of the External Program and Management Review of March 1994

Gender Issues (Section 3.3.6.1):

All programmes and projects be reviewed for research opportunities related to
gender, and objectives be established based on these.

IIMI recognizes the fundamental importance of gender roles in irrigated agriculture and
agrees on the need to devote greater attention to this subject in its research. There are
two areas of special interest to IIMI in relation to gender: (1) the analysis of farm
household behavior in order to understand the linkages among the performance of
irrigated systems, agricultural production, and broader socio-economic and
environmental impacts; and (2) the analysis of the participation of women in water
users organizations and how their participation could be enhanced. The latter area is
directly related to the institutional and organizational studies IIMI is presently
conducting.

Environmental Issues (Section 3.4.2.1):

IIMI explore opportunities to expand its research on the environment, particularly
in relation to the Systemwide initiative on water management.

Food security in developing countries relies heavily on the performance of irrigated
agriculture. Sustained advances in the productivity of irrigated crops are essential
both for increasing output per units of land and water and for preventing more forest
land coming under food crop cultivation. Intensification of irrigated farming is however
not without environmental costs. IIMI’s environmental agenda will include: (a)
integration of environmental parameters in performance assessment indicators, (b)
mitigation strategies to minimize hazards such as salinization and water logging and
the release into the atmosphere of methane gases from rice fields, and (c) control of
disease-carrying vectors. While the first area of research can be carried out by IIMI
alone, cooperation with other appropriate national and international institutions will be
sought in the other two areas. IIMI's role as convening center for an inter-center
initiative on water management research will be utilized for examining through a
cooperative network many aspects of irrigation and the environment.

Integration Between Research and Institutional Strengthening (Section 3.4.2.2):

Each country research activity and most institutional strengthening activities be
associated with a research programme, with the Director of Research and the
Deputy Director General coordinating this integration.

From its inception, IIMI has recognized the importance of linking research conducted in
functioning irrigation systems with efforts to strengthen capability to manage these
systems. IIMI has also recognized its unique comparative advantage of linking the
global picture of irrigated agriculture with user-drive demands captured in country-
level action research. For this reason, it fully supports and endorses the
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recommendation that each country research activity and most institutional
strengthening activities be associated with a research program. This recommendation,
together with recommendation 5 (below), will be a crucial element in IIMI’s efforts to
achieve its integration objectives.

To implement the recommendation, IIMI is ensuring that country-level research is
directly linked to broader research priorities while retaining local relevance, and that all
country research activities are the shared responsibility of the corresponding research
Program Leader and the Country Program Head. Importantly, the Director for Research
is assigning program leaders to share responsibility with, and support, the country
program heads. Program leaders and country heads will jointly develop annual
workplans, specifying inputs and agreed outputs and milestones.

Country Programmes (Section 4.3):

(a) IIMI plan its country programmes to make maximum impact in the near term;
and (b) critical mass to implement country programmes be located in very few
countries, while work in most other countries be carried out without resident
staff if it is part of a project based in Headquarters or country centres with
critical mass.

IIMI {ully supports both parts of this recommendation.

IIMI has endeavored to plan its country programs to make maximum short-term
impact. Doing so elfectively requires (1) agreeing in advance on the kind of impact IIMI
expects to achieve; (2) facilitating learning further lessons from countries and programs
in which IIMI has already shown results; (3) understanding country needs and
strategies and examining how IIMI can contribute to achieve impact; and (4) making
best use of national professionals and institutions.

IIMI agrees that critical mass to implement country programmes can be located in very
few countries. In choosing such countries, IIMI will continue to give special
consideration to those countries in which increasing the productivity of irrigated
agriculture in a sustainable manner is critical to food security and in which IIMI can
have the greatest impact.

IIMI agrees with the Panel that the concept of "critical mass" is more a relative
criterion than an absolute one. It can be achieved in a number of ways, including
through collaboration with national institutions and other CGIAR Centers, and through
the use of highly qualified consultants and national professional staff.

Integration Between Headquarters and Country Programmes (Section 4.3):

IIMI define which headquarters and country activities are properly part of its core
programme, and support parts of the country core programmes with core funds.

IIMI fully supports this recommendation, and agrees with the Panel that the
effectiveness of country programs has been hampered by their classification as
complementary. I[IMI's country core programs, such as those that IIMI is undertaking
to address secondary salinization resulting from poor systems management in
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Pakistan, lie at the heart of IIMI's mission to improve the performance of irrigated
agriculture and therefore should quite properly be considered a part of IIMI's core
program. IIMI's experience with its definition of core and complementary programs has
shown that the rigidity of this definition has been a major obstacle in achieving
integration, and we are grateful to the Panel for its analysis of this issue.

To implement this recommendation, IIMI is developing a set of criteria for ranking
projects in terms of their contribution to IIMI's core program, derived from the research
questions central to each program. Once these criteria have been agreed upon, IIMI
will select the projects that will be considered to lie within its core program.

The implementation of this recommendation will require the approval of TAC and the
CGIAR, and the proposed redefinition of core and complementary programs has budget
implications. TAC should take these matters into account in reviewing IIMI's future
program and budget proposals.

The Board (5.1.2):

The Nominating Committee should develop a mechanism to assess regularly the
composition of the Board, and the contributions of individual Board members and
officers.

The Board fully agrees on the need to assess regularly the composition of the Board
and the contributions of individual Board members and officers. However, the Board
Chair, rather than the Nominating Committee, should directly assess the contributions
of individual Board members and share his views with the Chair of the Nominating
Committee. Such an assessment is needed when (1) the Board is considering the re-
election of Board members for a second term and (2) the Board is asked to recommend
Board members for service on other CGIAR Boards.

The Board believes that the selection of Board members should be done with extreme
care, based primarily on their ability to contribute to the fulfillment of IIMI's mission.
Careful selection of Board members is particularly critical in view of the Board’s
decision to reduce the size of the Board.

Programme Support (Section 5.2.1):

A Programme Support Unit be created that includes project development,
training, information, and computer services.

IIMI agrees with the Panel on the importance of information, training, computers, and
project development to the research agenda, and believes that these functions are
currently managed effectively by IIMI. In keeping with the Panel’s recommendation
that IIMI stabilize its organizational structure, IIMI proposes not to make the
organizational change that this recommendation entails.
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Oversight of Programmes (5.2.3):

The programme review, forward planning, and monitoring process be based on
pre-established objectives for each project, and be fully and consistently
implemented.

IIMI fully supports this recommendation. Like the Panel, IIMI firmly believes in a
project based system in which the central unit of program management is the project
(although of course IIMI's programs should determine the projects to be developed and
implemented). IIMI also agrees on the need to fully and consistently implement the
program review, forward planning and monitoring processes outlined in its strategy and
other documents. Particular attention must be given to preparing detailed workplans
at the project and program level for the guidance of IIMI's research staff.

As an immediate step, Program Leaders and Country Program Heads are being
assigned responsibility to develop annual workplans with specific milestones and
outputs, to monitor progress against these objectives, and to report periodically on
these matters. In addition, IIMI is revamping its annual program planning exercise to
ensure that objectives for each project and program are clearly articulated, and
restructuring its Internal Program Review to make it a more effective mechanism for
reviewing program results.

Programme Management (Section 5.3.4):

The Programme and Project Subcommittee be chaired by the Director of Research
and charged with oversight over research and ensuring an adequate level of
publication.

IIMI fully agrees with this recommendation, which it has already implemented. The
Subcommittee is responsible for oversight of program outputs and impacts, including
publications (see also response to recommendation #11, below).

Stabilization and Management (Section 6.1.1):

IIMI stabilize its organizational structure, decentralize responsibility as advised in
the Report, and concentrate upon improving management for maximum
effectiveness and establishing an organizational climate to stimulate excellence.

IIMI thanks the Panel for its detailed analysis of IIMI's organization and management.
Clearly, the Institute faces several problems that relate to staff morale, management
effectiveness and delineation of responsibilities that require the urgent attention of the
Board and the senior management team.

Like the Panel, [IMI regards this recommendation as the keystone of the Panel’'s Report.
The four major components of this recommendation are addressed in turn below.
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Stabilization of Organizational Structure: IIMI concurs that the many changes at IIMI

over the years have been unsettling to staff and that operational stability is now an
urgent necessity. IIMI is therefore stabilizing its organizational structure; in keeping
with the Panel's suggestions, this is being accompanied by a reorganization of program
management through a participatory process.

IIMI also notes the Panel’s other comments on the current organizational chart. One
management position will be eliminated effective 30 June 1994 when the Director for
International Cooperation retires.

Decentralization of Responsibility: IIMI fully agrees with the need for greater

decentralization of basic responsibility and authority to Program Leaders and Heads, in
order to create a stronger sense of ownership over these programs. IIMI also agrees
with the Panel that the process of decision-making needs to be made more transparent
by clearly delineating where responsibilities lie at all levels. The Director General has
already taken firm steps to clarify these questions; a responsibility chart specifying
decision-making responsibilities at all levels is under preparation and will be circulated
widely within the Institute in the near future.

Improving Management for Maximum Effectiveness: IIMI's management has already
taken steps to make the process of decision-making more transparent, to indicate ways
in which staff inputs will be used in decision-making, and to communicate
management decisions more effectively to staff. IIMI fully agrees with the Panel that
whereas the earlier participatory style of IIMI may no longer be practicable at an
institute-wide level, participatory action can certainly be taken at the country and
program levels. IIMI staff are committed to ensuring that delegation of authority and
responsibility to lower levels of the organization will be accompanied by a participatory
style of management at these levels.

Establishing an Organizational Climate to Stimulate Excellence: IIMI fully agrees with

the Panel that, in research, an important determinant of performance is the quality of
the work climate. The Director General and the management team are making the
changes in management style, communication, and decision-making needed to ensure
that research stalf feel responsible for their projects and programs. IIMI's Director for
Research is also taking firm action to improve research staff morale, enhance
interactions among scientific personnel, and regain the climate of collegiality among
researchers that earlier prevailed at IIMI.

Refereeing and Publishing (Section 6.3.2.1):'

An Editorial Committee, with a Publications Review Subcommittee, be appointed
to manage IIMI's publications and ensure quality.

[IMI produces publications for two distinct audiences: the scientific community, and
irrigation policy-makers and managers. Scientific audiences are best reached through
refereed journals, which have their own peer review mechanisms. IIMI will set up an
Editorial Committee to ensure qualily content in its own publications. The Committee
will be managed by IIMT's research staff, and will undertake the tasks recommended by
the External Review Panel.
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Response to Principal Suggestions’

Section 3.4.3 - Inputs in Adjusting to Strategic Research

On page 38, the Panel suggests that the decision-making processes through which
research projects are defined, external financial support for contract project is sought,
research teams are organized and staffed, and the relevance and quality of research is
monitored should be more decentralized to the level of program leaders.

IIMI endorses this suggestion. Although responsibility for mobilizing external financial support
for projects must remain with the management team, in view of IIMI's desire to move from a
donor-driven to a program-based approach, Program Leaders can and do play a facilitating role
in seeking financial support for projects.

Section 4.4 - Training

On page 47, the Panel suggests that reinstating training capacity is a high priority, and
that IIMI’s training efforts should draw primarily on its knowledge base.

IIMI fully endorses and supports these suggestions, and is taking steps to further developing
its training and institutional strengthening activities despite the departure of its senior
management training specialist. IIMI also endorses the need to ensure that its training and
institutional strengthening efforts build on its research results.

Section 4.6 - Suggestions for Improving Institutional Strengthening

On page 49, the Panel suggests that explicit strategies for institutional strengthening be
formulated country by country on the basis of discussion among IIMI staff and with
national collaborators.

IIMI fully endorses the need for such country strategies, and is implementing this suggestion.

Section 5.1.3 - Board Leadership

On page 53, the Panel has five suggestions: First, the appraisal of the Director General
and the setting of his goals for the ensuing year are a critical part of Board oversight,
and these matters need to be given a clearer and more conclusive treatment than was
the case in the December 1993 Board meeting. All appraisals of senior management
should focus on output rather than input measures. Second, as the last item on each
Board agenda, there ought to be a closed session in which the Governors assess how the
Board and Committee meetings have proceeded, and what might be done in the future to

1 oOnly the more important suggestions are considered here;

with respect to the others, IIMI’'s Board and Management has found
them valuable and helpful, and expects to put them into practice.

&
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improve their effectiveness. Third, before the agenda for a forthcoming Board meeting is
finally decided, each Governor should be encouraged to suggest items which he or she
feels should be included. Fourth, the Board should periodically review the quality of its
decisions. Fifth, the Board should seek closure on important issues (such as definition
and measurement of critical mass for country projects discussed at the April 1993 Board
Meeting) to give IIMI managers clear policy direction.

The Board accepts these five suggestions, which it believes can help to improve the
effectiveness of the Board, and is putting them into practice.

Section 5.3.4 - Proposed Changes to the Organization and Management of Programmes

On page 62, the Panel suggests that greater attention is to be given to the prior
specification of performance criteria and milestones.

IIMI endorses this suggestion; IIMI's Program Leaders are giving priority attention to this
matter at the project and program levels.

Section 6.1.3 - Staff Performance Appraisal System

On page 65, the Panel suggests that the staff performance appraisal process be
strengthened. On page 67, the Panel suggests that IIMI's appraisal system for national
staff be linked with a clearly articulated and active training and career development
policy.

[IMI agrees with the Panel’s comment that the performance appraisal process is strong but
believes it can be improved to identify training needs and staff development goals for
international staff as well as national staff. I1IMI also endorses the Panel's suggestion that the
appraisal system be linked clearly with an articulated career development policy. Greater
attention will be given in the appraisal form to furthering institutional goals, maintaining
strong relations with colleagues and partners, adhering to budget and management skills.
Management is considering adding directly to the Performance Appraisal Form sections Wthh
evaluate these aspects of an employee’s performance.

Section 6.2 - Budget and Finance

On page 69, the Panel suggests that budgetary procedures need to be strengthened, and
managers with budget responsibilities need to receive a clear signal that they are going
to be held accountable for their performance against budgets.

With regard to enhanced budget controls, there are two levels at which this can operate: First,
IIMI can strengthen management attention to budget discipline; and second, IIMI can
strengthen its "command" systems which control expenditures. Towards this end, IIMI will
strengthen attention to performance against budget within the appraisal system; apprise
Directors monthly of predicted budget overruns; invite external auditors to review the budget
process and controls and recommend practical strengthening measures; and reduce the
expenditure review level of $1,000. In addition, at the start of the budget cycle in June, the
Institute will hold orientation sessions with managers with budgetary responsibilities, to
emphasize the importance of budget discipline, to ensure that there is a common
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understanding of budgetary responsibilities in the budget process and to lay out the
expectations for performance against budgets in the future.

On page 70, the Panel suggests that the Budget Subcommittee be chaired by the Director
of Finance and Administration.

IIMI has already implemented this suggestion.
On page 70, the Panel suggests that IIMI's external and internal auditors be better
linked.

IIMI endorses this suggestion and has already implemented it.

Section 8.4 - Impact and Achievements

On page 96, the Panel states that IIMI should make every effort to codify and
demonstrate its program impact.

IIMI is pleased that the Panel has recognized the impact of IIMI's work, but recognizes that it
needs to make special efforts to ensure that it properly informs the world of its successes, both
in research and in impact. IIMI intends to commission special studies to evaluate and
quantify its program impacts. 1IMI also intends to ensure that impact indicators are built into
its major projects and programs.
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7 March 1994
Dr. Alex McCalla
Chair
Technical Advisory Committee
Consultative Group on International Agricultural Research
219 E Street, Suite 2C
Davis, CA 95616-4577, USA

Mr. Alexander von der Osten

Executive Secretary

Consultative Group on International Agricultural Research
The World Bank

1818 H. Street, N.W.

Washington, DC 20433, USA

Dear Dr. McCalla and Mr. von der Osten,

I am pleased to transmit to you the Report of the First External Programme and
Management Review Panel appointed to assess the International Irrigation Management
Institute. This is the first external review of IIMI since the Institute began, in January
1991, to operate within the CGIAR System, and to transform from the old IIMI’ towards
the "new IIMI’ it wishes to become.

IIMI has an important and a critical mission to accomplish in helping to achiéve
the necessary and rapid increases in output and in productivity of food crops in irrigated
agriculture. Accomplishing this task through intensification, and against the prospects of
a decreasing share of water supplies for irrigation, represents a formidable technical,
policy and managerial challenge at all levels. It will be the task of irrigation management
research and IIMI in particular to help generate the knowledge base required to transform
and modernize irrigated agroecosystems in the developing nations.

The need for a CGIAR role in helping to meet the above challenge provided the
justification for IIMI’s entry into the CGIAR System in January 1991. As the Report
shows, IIMI has taken definite steps to meet the expectations of the CGIAR and TAC,
though progress has been modest and uneven due to the need to develop both a strategic
research agenda and a suitable organizational structure to implement it. Nonetheless IIMI



XVi

is now showing dynamism in pursuing its aim of moving away from the legacy of donor-
driven operation to a more strategic demand-driven programme approach, whilst
maintaining the positive aspects of this legacy.

At the same time we are pleased to note that IIMI is already beginning to occupy
an important position in research on irrigation management, and national collaborators
generally have expressed confidence in and high hopes for IIMIL. Also, the Institute’s past
record in the field is not insignificant, and IIMI is aiming to strengthen its links with key
countries where it can take a longer-term view of its commitments, and thereby maximize
the potential for impact.

Since joining the CGIAR, IIMI has gone through a major planning process, in
which it has developed its Strategy document and its 1994-98 Medium-Term proposals.
These provided valuable information that was helpful to the Panel’s work, and also an
insight into the wider goals and vision of the Board and Management. The Panel
concluded that the emphasis on irrigated agriculture in IIMI’s mission statement is
correct, and the emerging programme structure is generally adequate and should be given
a chance to succeed. IIMI now needs to create a climate of stability for itself so that it
can achieve a sharper focus within each programme as it implements its Medium-Term
Plan.

Consultations and interactions with IIMI Management and staff at every level were
extensive, frank and cordial. We greatly appreciated the detailed and helpful
documentation and presentations provided by IIMI, and the efficient and friendly way in
which all members of the staff, from the DG down, gave us support. We are also
grateful to the numerous irrigation and agricultural scientists, managers and government
officials who shared with us, in many parts of the world, their perception of IIMI and its
activities - particularly to those who received us so warmly during the our visits to Sri
Lanka, Pakistan, India, Indonesia, Philippines, Nigeria, Niger and Burkina Faso.

I want to add my own warm personal thanks to the members of the Review Panel
for their efforts to make the Report full, fair and accurate and the colleagues from the
TAC Secretariat, Dr. Amir Kassam, and from the CGIAR Secretariat, Ms. Elizabeth
Field, for their invaluable help. Without them we could not have completed the task.

In closing, all the Panel members join with me in expressing gratitude for the
opportunity to be part of this Review Panel. We have been impressed and encouraged by
the dedication and enthusiasm of IIMI’s staff, and hope that this Review will assist them
in [IMI’s future development.

Ym

P. Bernard Tinker

Chair, IIMI

External Programme and
Management Review Panel
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PREFACE

This is the Report of an External Review Panel appointed to review the
programme and management of the International Irrigation Management Institute (IIMI).
The membership of the Panel and their backgrounds are listed in Appendix I.

The detailed Terms of Reference for this First External Programme and
Management Review of IIMI (main phase in February/March 1994) are shown in
Appendix II. In broad outline, the Panel was asked to:

. assess the recent evolution of IIMI, its mission, strategy, programmes,
organization and management;

® review the methods and processes used by IIMI to ensure quality and
relevance in its activities, services and outputs;

] assess the effectiveness of management, including leadership, values and
culture;
] review the ways in which IIMI collaborates with other institutions within

and outside the CGIAR;
® assess IIMI’s achievements and impact; and

° assess the adequacy of the facilities and resources available to IIMI in
relation to its current and future scale of activities.

The Panel’s approach to the Review has been open, participatory and forward-
looking. In conducting it, the Panel has followed the general guidelines for the CGIAR
review process.

The information on which the Panel based its assessments and conclusions were
gathered in a number of ways. The Panel spent a week at IIMI in November 1993 to
familiarize itself with the Centre, and again for three weeks from 17 February to 8
March. In each case, it received presentations from Management and staff, and met them
in groups and individually.

The initial visit to the Centre was followed by visits in groups or singly, to
national institutions and IIMI’s field operations in Sri Lanka, Pakistan, India, Indonesia,
Philippines, Nigeria, Niger and Burkina Faso. The Panel Chair and the Management
Consultant visited IIMI during the time of its Internal Programme Review and the Board
meetings which were held from 28 November to 5 December 1993. At that time the
opportunity was taken to interview all the Board members individually.

The Panel members also discussed IIMI with officials of several CGIAR member
governments and organizations, and with irrigation scientists and administrators familiar
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with TIMI in some of the industrialized countries. Visits were made by the Panel Chair to
ODA and ODI, London, Hydraulics Research Limited, Wallingford, a Panel member to
ISNAR and IFAD, and Panel Resource Persons to IRRI, ICLARM, IPTRID and the
Office of the Committee on Sustainable Agricultural Development, Washington. Panel
members were also able to meet or hold telephone discussions with representatives of
IFPRI, ICRISAT, IITA and IBSRAM. A list of institutions and individuals visited or
contacted is given in Appendix III.

In addition to visits, the Panel gathered information through several surveys: a
questionnaire sent to a wide cross-section of irrigation scientists, administrators, managers
and policy-makers in developing countries (the results are summarized in Appendix IV); a
survey of IIMI staff asking their views regarding the effectiveness of management,
including leadership, values and culture; responses to a letter sent to CGIAR and non-
CGIAR institutions collaborating with IIMI; and responses to a letter sent to all CGIAR
members and regional representatives.

Finally, the Panel had access to a large array of documents and data made
available by IIMI. Additional documents were provided by the TAC and CGIAR
Secretariats. A list of documents furnished to the Panel is shown in Appendix V.

Altogether, we believe we were able to obtain sufficient information to enable us
to put forward with confidence the analysis, conclusions and recommendations in this
Report. We hope that this Report will be useful to TAC, to the CGIAR, and most of all
to IIMI itself.
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SUMMARY AND RECOMMENDATIONS

The Panel summarizes its findings and judgements in the form of answers
to five questions, followed by the eleven recommendations contained in this Report.

1 Is There a Need for an International Effort in Irrigated Agriculture
Research? (Chapters 1 and 2).

The Panel’s analysis shows that the case for an international research
programme on irrigated agriculture is overwhelming on food security grounds. This
emphasizes the importance of irrigation management research, especially in relation to
possible water scarcity. IIMI is the main operator in this field. IIMI works in a
dispersed and heterogeneous community of irrigation organizations which contribute to
research that promotes improvement in irrigated agriculture. This renders its work
complex and it is heavily stretched to collaborate with a number of them. However, IIMI
is well placed to help in mobilizing this effort, but it must become a centre of excellence
in its own field to be able to play an effective catalytic role.

IIMI began as a donor-supported organization but entered the CGIAR
System in January 1991. Since then it has been upgrading its systems and in particular it
has prepared its Strategic and Medium-Term Plans. These have been accepted by TAC
and the CGIAR, and the Panel has judged them suitable to guide IIMI for the next few
years. There have been many changes required of IIMI over a short period, and there is
still some way to go before it has reached full CGIAR standards.

2 Is IIMI Doing the Right Work and Will it Succeed in Transforming
Itself into a Full-Fledged CGIAR Institution? (Chapters 3 and 4).

IIMI'’s research programme has been oriented towards field work and
impact. The Panel believes that this should continue and IIMI should aim for maximum
impact in the near term, but that a strategic element has to be added on science, as IIMI
is a CGIAR Centre. The country and Headquarters research need to be better integrated,
as do research and institution strengthening activities. The latter are well regarded by
national cooperators, but the training programme needs to be reinstated.

[IMTI’s strategic research agenda is developing slowly. The challenge for
IIMI is to define the right balance between field relevance and scientific achievement.
IIMI has made a fair start on this, and we urge it to persevere. However, opportunities
for research in gender and environmental issues need to be developed. At present the
number of publications is inadequate, particularly papers in refereed journals. IIMI is
advised to clarify its whole publication policy. The Panel is convinced that IIMI has the
commitment and will to complete the transformation into a full-fledged CGIAR
institution.
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% Is IIMI Governed and Managed Effectively and Efficiently? (Chapters
5 and 6)

The short answer is, "in part". IIMI has grown at a rapid rate. The Board
has strong membership but it may need to strengthen its operating procedures. The Panel
advises that the Board introduce an assessment system to evaluate the contributions of
Board members and officers.

IIMI’s administration works well and its approach to human resource
management appears fair. The management of programmes is less good, and there is
some confusion in responsibilities. The Panel advises that a measure of decentralization
is required with more authority delegated down the line. A main element would be that
the Director of Research should chair and run the Programmes and Projects
Subcommittee. The management style may have caused some loss of morale, and the
Panel has advised how it believes this could be corrected. In particular, now that the
MTP is accepted as viable, it believes that IIMI should aim at stabilizing its structure and
concentrate on improving its management procedures.

IIMI’s planning, monitoring and review process is good in theory but needs
to be better implemented, with pre-established objectives at different levels.

4 Is IIMI Developing Institutional Linkages? (Chapter 7)

IIMI needs to develop institutional relationships because it cannot
successfully accomplish its goals without them. These relationships must be forged with
national irrigation agencies and research institutions, as well as with international
institutions both within and outside the CGIAR.

The Panel believes that IIMI is respected, and as a result is influential, in
the main host countries. However, benefits of collaboration usually come over time, and
IIMI must be very selective in its country programmes. IIMI needs to develop clear
criteria for deciding where country programmes should be established, and IIMI should
not start a country programme without clear objectives for research or impact. The Panel
has advised on how critical mass could be maintained.

IIMI’s relations with other CGIAR Centres is developing, but rather
slowly. IIMI needs to get experience in inter-centre collaboration because of its
nomination as the convening Centre for a Systemwide programme on water management
research. The Panel regards this as a very important opportunity for IIMI and urges the
Institute to seize it.

5 Is IIMI Viable and Can it Deliver? (Chapter 8)

Every Review should ask the question whether the Centre should continue
at all. We have no doubt that work is urgently necessary in [IMI’s subjects and that there
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is no clear alternative to it in the world at the present time. The Panel believes IIMI to
be viable on its own, and sees no advantage in an amalgamation.

We have found that IIMI has had useful impact already and needs more.
It also needs to improve strategic science and science quality. The Panel believes that
IIMI can do both these things.

RECOMMENDATIONS

The Panel recommends that:

1. Gender Issues (Section 3.3.6.1):

All programmes and projects be reviewed for research opportunities related to gender,
and objectives be established based on these.

2 Environmental Issues (Section 3.4.2.1):

IIMI explore opportunities to expand its research on the environment, particularly in
relation to the Systemwide initiative on water management.

3, Integration Between Research and Institutional Strengthening (Section 3.4.2.2):
Each country research activity and most institutional strengthening activities be
associated with a research programme, with the Director of Research and the Deputy
Director General coordinating this integration.

4. Country Programmes (Section 4.3):

(a) IIMI plan its country programmes to make maximum impact in the near term; and
(b) critical mass to implement country programmes be located in very few countries,
while work in most other countries be carried out without resident staff if it is part
of a project based in Headquarters or country centres with critical mass.

5. Integration Between Headquarters and Country Programmes (Section 4.3):

IIMI define which Headquarters and country activities are properly part of its core
programme, and support parts of the country core programmes with core funds.

6. The Board (5.1.2):

The Nominating Committee should develop a mechanism to assess regularly the
composition of the Board, and the contributions of individual Board members and
officers.
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Programme Support (Section 5.2.1):

A Programme Support Unit be created that includes project development, training,
information, and computer services.

Oversight of Programmes (5.2.3):

The programme review, forward planning, and monitoring processes be based on pre-
established objectives for each project, and be fully and consistently implemented.

Programme Management (Section 5.3.4):

The Programme and Project Subcommittee be chaired by the Director of Research
and charged with oversight over research and ensuring an adequate level of
publication.

Stabilization and Management (Section 6.1.1):

IIMI stabilize its organizational structure, decentralize responsibility as advised in the
Report, and concentrate upon improving management for maximum effectiveness and
establishing an organizational climate to stimulate excellence.

Refereeing and Publishing (Section 6.3.2.1):

An Editorial Committee, with a Publications Review Subcommittee, be appointed
to manage IIMI’s publications and ensure quality.



CHAPTER 1 - PERSPECTIVES ON IRRIGATED AGRICULTURE

1.1  The Role of Irrigated Agriculture in Global Food Security

According to the UN estimates, the current world population of 5.5 billion will
increase to 10 billion by 2050. About 97% of that increase will occur in the developing
countries, and two-thirds of this growth is expected to take place in the cities.

Parallel to this it is likely that the present worldwide economic growth will
continue and result in rising incomes and standards of living, and hence in the demand for
a meat-based diet. This will cause an increased demand for agricultural products, which
will be added to the extra demand arising from population increase. It is estimated that
total food demand in the developing countries will increase by approximately 150% by
2025. The continuing population increase will result in a decline of available cultivable
land per capita worldwide from 0.3 ha in 1988 to 0.17 ha in 2050, with only 0.11 ha per
capita in developing countries.

It is obvious that productivity in agriculture will have to grow rapidly to keep up
with the demand for food. About 8% of the increase in food production in the last half
century has come from the expansion of the cultivated area and 92% came from higher
yields per ha. Over this period agricultural technology has produced remarkable
responses, with doubling or tripling of yields in a number of crops. The main inputs have
been new crop varieties, increased use of fertilizer and improved biocides, together with a
large increase in the irrigated area, at a rate of about 3% per annum between 1950 and
1980. Since 1980 the annual rate of increase has declined to about 1%. The total world
irrigated area has increased from 80 million ha in 1950 to 237 million ha in 1993.

The importance of irrigated agriculture at the present time can be best illustrated
by the fact that the global irrigated area of 20% of the world’s cultivated land produces
US$ 104 billion worth of crops, or one-third of the world’s food harvested, and that an
estimated 46.5% of all grain is produced under irrigation. The irrigated sector in the
developing countries, covering a total estimated area of 173 million ha, meets the basic
food needs of billions of people, especially in Asia. In addition irrigated agriculture helps
to alleviate poverty and unemployment, and maintains low food prices in rural areas and
for the urban poor. Despite this excellent record, most irrigated areas in the developing
world produce half or less of their potential yield which could be attained with the best
management of water and other inputs.

In the developing countries, over the next 30 years another large increase in total
food production of around 150% will have to be effected, or from 1.15 to 2.6 billion
tons of grain in order to meet estimated food demand. Some of this need could be met
by expanding the cultivated rainfed area, but the availability of good new land is now
less, and its geographical location is not ideal; in particular, there is limited land available
in Asia. The small contribution from increased land area to past yield increases argues
that suitable land is not easy to find, and that increasing yield per ha on established fields
is more cost-effective. The yield level on rainfed land may often be controlled by
available water, which may be inadequate or irregular in supply. The benefits from
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additional bought inputs are therefore often low and farmers may be reluctant to invest in
them. It is therefore uncertain how far yields on the rainfed lands of the developing
world can be increased beyond the present level of 1 to 1.5 tons per ha of cereals.

When in the developed countries all current technologies of fertilizers, water
supply, pest control and management are being used in full, the maximum yield for a
single crop of cereals is about 10 tons per ha. This output level should be regarded as
the limit of full intensification, and this is being quite closely approached in some
industrialized countries. In practice the average yields over a large area will always be
somewhat smaller than this, and the practical limit for full intensification under irrigated
condition is about 8.5 tons per ha for a single crop. In the developing countries similar
potential yield levels per year are achievable, from two crops per year and with well
controlled growing conditions. However, due to the more difficult and adverse growing
conditions in many of the developing countries it is more realistic to assume that at a
regional scale on properly managed irrigated land yields of 6 tons per ha per year are
obtainable. This level is currently obtained in some parts of the developing world, such
as the Punjab and Egypt.

In this discussion we are assuming that the only technologies that will be available
are basically those used at present, though clearly there will be improvements. These
technologies all have their roots in the 19th century, though their full application has
occurred in the 20th. The main discovery of the 20th century - biotechnology - still has
to prove itself in practice, and its impact on crop yields may not be felt till well into the
21st century, so it seems unwise to rely upon immediate major breakthroughs.

We argue here that it is essential to move towards full intensification of agriculture
in the developing world, taking all possible precautions against the environmental
problems that could follow from this. It is only on the irrigated lands that the full
potential for crop yield can regularly be approached. Some expansion of the irrigated
area may occur (an estimated increase of 1% per year for the coming 30 years), but the
rate of increase is declining, and economically viable new sites are becoming difficult to
find. At present non-food crops occupy some 20% of the 173 million ha of irrigated land
in the developing world. We therefore assume that the irrigated area for cereal
production in the developing countries will rise to not more than 192 million ha by 2025.

Our fairly conservative assumption of a yield level of 6 tons per ha per year
suggests that irrigated land in the developing countries could supply 1.15 billion tons of
cereals by 2025. Adding to this the cereal output of the rainfed area, estimated as 0.65
billion tons, the developing countries will probably be able to produce in the year 2025 a
total output of cereals of 1.8 billion tons. This indicates a net deficit of cereals in the
developing world in 2025. We do not speculate on how this could be met: possibly
average irrigated yields might be higher than this. We simply use this rough calculation
to show that there is no room for complacency, but that the need for maximum
production from irrigated agriculture at that time will be overwhelming. The same
conclusion probably applies to most of the period between 2000 and 2025.

For the irrigated sector to achieve this goal, irrigated agriculture has to become
more efficient. All the evidence shows that the main impediment to this is in poor
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management of the irrigation system, and that the necessary inputs will largely be wasted
until this is corrected. This task is IIMI’s duty and opportunity, and it is the main reason
for its existence. The Panel points to several other areas of legitimate interest for
irrigation management in this report, but the most critical issue is our future food
security, at a time when that future is so uncertain.

There are considerable global benefits in concentrating agricultural activity as far
as possible within the irrigated area and using this area to its maximum capacity. If all
cultivable land on the globe were to be taken into use, it would almost certainly be
possible to feed the maximum expected population of the world. However, this would
entail the development of areas now in forest or other wild vegetation, with the loss of
ecosystems, biodiversity and biogeochemical cycles, which can be more usefully saved
for future generations. Sustainability is an issue that should not be looked at in a purely
local sense.

The other question is that of the rate of increase in food demand and in food
output, which must be kept in approximate balance. It must in principle be easier and
quicker to exploit existing facilities fully rather than create new ones. All these
arguments thus converge on the conclusion that the improvement of the management of
irrigated agriculture is a priority task.

This must happen at the same time that environmental impacts related to irrigation
become more serious. Attempts to use larger fractions of available water will increase
the danger of salinization. Intensification increases the danger of fertilizer elements and
biocides in groundwater. Population pressure on the catchments from which water is
drawn will lead to deforestation, poor land use and erosion, with siltation into irrigation
systems. The total task facing irrigation research is truly formidable, and this is
developed further in the next section.

1.2 Research Needs in Irrigated Agriculture

Evaluations of irrigation projects have emphasized that many perform very poorly,
and that most projects are operating well below the potential output used to justify the
original investment. There has consequently been a decrease in the rate of expansion of
the total irrigated area, due to the overall low economic return on investments in this
sector. This is even more so because of the relatively high and rising capital costs for the
construction of new irrigation capacity (about US$ 2,400 per ha in Asia to US$ 7,200 in
Africa for medium-sized systems), and the low market prices of cereals. There is a
serious shortage of well-sited, low cost opportunities for expansion of the irrigated area.
Work on maximizing cost effectiveness of new systems by innovative irrigation
technology is therefore important.

Many of the irrigation schemes which were constructed at the beginning of this
century badly need rehabilitation in order to become economically viable again. The
main reasons for their present low performance are insufficient funding for recurrent
expenditure, and lack of systematic plans for maintenance and management practices.
Most governments and donors have recognized that poor maintenance is a major obstacle
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to improving water use efficiency and output. The total annual investment in irrigation
needed today for infrastructure maintenance is estimated at US$ 10 to 12 billion. This
estimate does not include major costs for important rehabilitation works. Any improved
lower-cost methods for maintenance would be extremely valuable, and rehabilitation
should be carried out in ways that would minimize subsequent maintenance.

In addition to the poor maintenance, leading to crumbling and leaking canals,
ineffective sluice gates, choked and untended watercourses, and inequitable distribution of
water, the performance of irrigation systems is also damaged by more general institutional
problems. One such problem, especially in large-scale irrigation schemes, is the lack of
cooperation between the managers and operators of the water systems and the water
users. The management style in most systems is supply-oriented, making water available
on fixed schedules, rather than demand-oriented and responsive to the users needs.

The impact of the operation of an irrigation system on the farmers and their
families within it is pervasive. A direct consequence of the inefficient and inequitable
water distribution in many irrigation schemes is increased social tensions in the farming
communities that they serve. Other socioeconomic concerns include the effects of water
management on income distribution and tenure, the resettlement of those who are
dispossessed by the construction of reservoirs and other irrigation infrastructure, and the
effect of the operation of irrigated agriculture on the lives and behaviour of the water
users, especially women. A major area of research is to find effective ways in which the
water users can be given a much greater influence over the way in which water is
distributed and the system is run, as this both increases efficiency and defuses the tensions
mentioned above.

Another problem of increasing significance for the irrigation sector is the scarcity
of water and the growing demand for water by other sectors of economic activity. In the
developing countries irrigation uses 70% of available fresh water, and a large fraction of
this water is lost before it is used, either as drainage water in the water courses draining
the catchment area of the irrigation system or seeping into the underground and
recharging the aquifer system. Overall, it has been estimated that these countries use
twice as much water per hectare as the developed countries to achieve crop yields that are
only one-third as high. What appears as a water scarcity crisis in many instances is
largely a water management crisis. The mismanagement of water has multiple causes and
requires a variety of interventions to correct it; these have to be designed by appropriate
multidisciplinary research. The very large gap between optimal and current use opens the
attractive possibility of simultaneously reducing water use by agriculture and making
more of it available to other sectors of the economy, while at the same time increasing
the effectiveness of irrigated agriculture as a whole, and thereby improving incomes,
equity and sustainability. Understanding these causes of mismanagement and devising
solutions to them is IIMI’s fundamental mandate.

It is generally recognized that poorly designed, operated or managed irrigation
systems lead to major environmental problems, and the importance that is assigned to
these is rapidly increasing. The most significant environmental problem is the
degradation of the natural resource base, the soil, because this may destroy the whole
irrigation system. The most frequent problem of this type is an increase in waterlogging
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and soil salinity. Part of the reason for this is the inadequacy and/or the complete
absence of a drainage network. Most plans for irrigation works now include some
protection against these forms of soil degradation. This adds more than 10% to the cost
of new irrigation systems, and thereby makes investments in irrigation projects less
attractive when they are appraised using conventional cost-benefit analyses. Where soil
salinity has appeared or is threatened there is an urgent need for site-specific research to
determine the best way of controlling it.

There are also major problems that are located outside the irrigation system itself,
and that greatly widen the scope of irrigation-related research. Careless land use
activities in the catchment area of the irrigation system, induced by population pressure
and resulting in deforestation, overgrazing, and poor tillage practices, cause soil erosion
which can eventually render large areas almost sterile. The eroded soil adds to the silt in
dams and canals, and thereby reduces the efficiency and shortens the effective life of the
irrigation system. The main ’downstream’ concern is on water quality. Saline soils
naturally produce saline drainage water, and the increasing use of agrochemicals means
that they also will find their way into the drainage unless used with care and expertise.

These effects can damage the quality of water used both for irrigation and for
drinking. The long-term impact on water supplies becomes more serious when the
agrochemicals seep into the aquifers that provide drinking water for downstream users,
because corrective measures are then very difficult. The presence of either salt or
agrochemicals can damage ecosystems and biodiversity, especially in fragile wetlands.
These problems show that research on production systems has to work together with that
on irrigation operation and management, and shows the wisdom of IIMI’s new mandate
on ’irrigated agriculture’. Further, irrigation can lead to increased health hazards to
people living in irrigated areas through the propagation of vector-borne diseases.

Research in irrigation must address all the key problems listed above. Such a
broad agenda and such a huge area require the work of many researchers. IIMI needs to
identify what subjects and opportunities it can most fruitfully deal with itself, and then put
concentrated efforts into building up collaborative teams with high-quality partners to deal
with broad issues. The structure, progress and future of IIMI’s research is described in
Chapter 3; below we discuss the research community within which IIMI must find its
partners.

1.3  The Irrigation Research Community

There is a great variety of institutions which contribute to research that promotes
improvement of irrigated agriculture. Some carry out research and others fund or
coordinate it. They do not presently constitute an integrated community by any means,
and there are many interfaces with related communities of parallel disciplines. This
subject is developed further in Chapters 7 and 8.

Countries where the irrigated area is relatively limited in extent do not usually
have separate irrigation research institutes but rather carry out such research within
agricultural research institutes. When there is no separate organization there is a risk that
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irrigation-related research will receive low priority and be limited to agronomic aspects.
Establishing regional facilities is one means of overcoming such problems, as in the case
of CIEH (Comité Interafricain d’Etudes Hydrauliques, based in Burkina Faso). On the
other hand, research in countries where there is a separate national irrigation authority is
often likely to take a narrow disciplinary view, emphasizing technical and engineering
factors more than management ones. The desirable interaction between irrigation and
agriculture departments is often absent. Parallel to specialized institutes or departments,
some irrigation research may also be carried out by national universities.

In addition to national capacities, numerous international organizations have been
engaged with the advancement of irrigated agriculture through research and/or
dissemination of information. Some are more focused on irrigation technology issues,
such as the International Commission on Irrigation and Drainage (ICID) and the
International Programme for Technology Research on Irrigation and Drainage (IPTRID).
Their primary concern is to improve the technical performance of irrigation systems.
Others touch on specific aspects associated with it, such as the World Health Organization
(WHO) concerning health impacts and the United Nations Environment Programme
(UNEP) on environmental consequences. Some of the other CGIAR Centres, in
particular the International Rice Research Institute (IRRI), the West Africa Rice
Development Association (WARDA), the Centro Internacional de Mejoramiento de Maiz
y Trigo (CIMMYT) and the International Food Policy Research Institute (IFPRI) are also
working on problems of irrigated agriculture.

The main UN interest in irrigation research and technical assistance comes from
FAO, in which the Land and Water Development Division deals with irrigation and
drainage, and various other division are concerned directly or incidentally with irrigated
agriculture. The Water Resources and Management Service of the Division prepares
guidelines on irrigation and drainage technology.

Another important set of research contributors includes the universities and
research institutions in the developed countries, that provide training and conduct
fundamental and applied research on technological, socioeconomic, operational,
managerial and environmental aspects of both rainfed and irrigated agriculture. In these
institutions, training and research tend to follow disciplinary lines, with some institutions
having now adopted a more multidisciplinary approach.

Given the enormous size of the financial resources invested in the establishment of
the irrigation infrastructure, and the large amounts which are annually needed to keep the
irrigation schemes operational, the world is not investing sufficiently in irrigation
research. Total annual expenditure on irrigation and drainage research probably does not
exceed US$ 130 million a year. This is slightly more than 1% of the annual investment
in irrigation and drainage, and probably less than 0.1% of the total value of produce
grown each year on irrigated land in developing countries. The total expenditure on
irrigation and drainage research in the developing countries amounts to only US$ 80
million per year, and the actual expenditure ranges from US$ 0.1 to 1.5 per irrigated ha.
It is difficult to justify this low level of activity in the light of the needs outlined here.



CHAPTER 2 - CREATION AND EVOLUTION OF IIMI

2.1  Origin and Creation of IIMI

Two events in 1969 began the 15-year process that established IIMI. The first
was a Bellagio Group proposal that stressed the importance of water management in
agricultural development. The second was a joint proposal by the Ford and Rockefeller
Foundations that recommended establishing an international centre to carry out
multidisciplinary research on irrigation technologies, the economics of water management
at national and farmer levels, and water policy issues at national and international levels.

Water management and irrigation issues surfaced repeatedly on the TAC agenda
between 1971 and 1978, and a series of reports and discussion papers were
commissioned. In 1979 TAC presented its third priorities paper to the Bellagio Group.
Water management research was second on the list of initiatives proposed when additional
funding became available. In 1980, following an IDRC-sponsored study, TAC submitted
a draft proposal on water management to the CGIAR, which then commissioned a further
study to generate alternative proposals. In 1982 the study team recommended to TAC
that an International Irrigation Management Institute be established and funded by the
CGIAR.

At its May 1982 meeting the CGIAR concluded that it would be financially
inappropriate to add to the 13 Centres already funded, and did not endorse the
recommendation. Instead, it encouraged interested members to explore the establishment
of a centre along the lines recommended by TAC and mobilize new funds for this. This
group of interested members initiated the formulation of a Support Group of 14 potential
donors. The Support Group met in Washington D.C. in October 1982 and decided to
establish and suppori IIMI as an independent international organization. Executive action
to establish the Institute was entrusted to the Ford Foundation which sought a location for
the Institute’s headquarters, considering India, Sri Lanka and Pakistan. After an approach
to India failed to produce an agreement, a decision was made to accept the invitation of
Sri Lanka and to establish the headquarters of the Institute at Digana Village, built for the
construction staff of the Victoria Dam and then being vacated. IIMI partially occupied
the village in mid-1984 and expanded its occupation during 1985, beginning operations
early that year. Control of the newly formed IIMI passed to the Institute itself in January
1985. It took over the management of the services and facilities at Digana Village from
March 1986. IIMI moved to Colombo in 1989 and to present headquarters in 1992.

2.2 Evolution of IIMI

IIMI'’s evolution may be divided into two phases. In the first phase, from June
1984 to December 1990, IIMI operated outside the CGIAR System, and received its
funding from a Support Group of donors. The second phase began in January 1991 when
IIMI joined the CGIAR System. -
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[IMI’s Charter, which came into effect in 1984, stated that the specific objectives
of the Institute were to develop methods, devices, procedures, practices and operational
approaches to: (a) optimize the effectiveness of water use for agricultural production; (b)
ensure dependability and equity in the distribution of the benefits of irrigation; (c)
evaluate and improve the management and performance of irrigation systems; (d) protect,
maintain and improve the quality of irrigated soil and the environment in areas affected
by irrigation systems, as well as health, and the general welfare and quality of life in
rural agricultural communities; and (¢) improve the reliability of water supply, thus
reducing the risk to investments in yield-increasing inputs, and to share and disseminate
information thereof among potential user groups, organizations and other bodies and
persons concerned with irrigations.

Although in its early years IIMI did not have a formal mission statement to guide
its work within the broad framework of its Charter, IIMI interpreted its specific mission
to be: "to strengthen national efforts to make more productive use of irrigation systems".
In 1988, IIMI’s Board approved a formal mission statement that gave the Institute’s
purpose as: "fo strengthen national efforts to improve and sustain the performance of
irrigation systems in developing countries through the development and dissemination of
management innovations".

Initial activities took place within a handful of relatively nearby countries in Asia,
and later expanded into Africa. Field offices with residential staff were established in Sri
Lanka (1984), Nepal (1985), Philippines (1985-93), Indonesia (1986-89), Pakistan (1986),
Bangladesh (1988), Burkina Faso (1988), Sudan (1989), Morocco (1989-93), Niger
(1991) and Nigeria (1991). Given the mission in 1984 and the nature of available
bilateral funding, IIMI’s programme during the first phase evolved largely on a country
and project basis, with specific emphasis on strengthening irrigation management capacity
at the national level.

2.2.1 The CGIAR Involvement

The combined impact of increasing population pressure and resource degradation,
and the low productivity of irrigation systems, highlighted the need for a broadening of
the emphasis in internationally supported research to give greater weight to issues of
natural resources conservation and management.

In May 1988, at the CGIAR Mid-Term Meeting in Berlin the Group discussed the
work of ten so called "non-associated centres" including IIMI, and asked TAC to
undertake an examination of a possible expansion of the CGIAR System. At the Mid-
Term Meeting in Canberra in May 1989, the CGIAR members agreed on a "Declaration
of Intent on the Future Work of the CGIAR" in which they stressed "the evident and
urgent need to investigate the significant research issues of natural resources management
for sustained food production". The research needs in this area were considered to
include the development of principles and methods for management of water resources for
irrigation systems.
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2.2.2 Justification for IIMI’s Entry into the CGIAR System at the Time of
the 1990 Debate on the Possible Expansion of the CGIAR

TAC, in its analysis, recognized the critical role played by irrigation in
agricultural production in developing countries, and particularly in Asia. It was
considered that greater benefits would flow if scarce irrigation water resources were more
efficiently managed. TAC further considered that the training of personnel responsible
for the management of irrigation systems and strengthening of the institutions responsible
for irrigation management and research must be given high priority. In particular,
research on socioeconomic aspects of irrigation management was considered to be
critically important. Research was also needed on the policy of irrigation development and
the role of irrigation development in food production.

TAC noted that some CGIAR Centres, e.g., IRRI, CIMMYT and WARDA, have
some work in the area of water management. Also, IFPRI had conducted research to
analyze the role of irrigation in relation to food policy. However, the organization and
management of irrigation systems was not covered. TAC found that IIMI was filling a
significant gap in the subject matter coverage within the CGIAR System and that its work
complemented rather than duplicated the work of several other IARCs. TAC noted that
IIMI operated largely through a series of country projects but that this was necessary in
order to undertake research on the organization and management of irrigation systems.
TAC considered that IIMI’s mission as then defined "to strengthen national efforts to
improve and sustain the performance of irrigation systems in developing countries,
through the development and dissemination of management innovations" conformed more
with that of ISNAR than with those of the commodity Centres in the CGIAR.

In considering the case for the admission of IIMI to the CGIAR, TAC noted that
the term "irrigation management" as used by IIMI was a substantially different concept
from those such as "soil and water management", sometimes referred to as "factor"
research. Accordingly, TAC did not see IIMI as an institute working on a single factor
of production to any greater or lesser extent than it might view ISNAR in this way.
Consequently, in TAC’s evolving terminology, IIMI was regarded, along with ISNAR
and IFPRI, as a "subject matter" centre.

TAC also noted that there was little research in these areas outside the IIMI
programmes, and as in the case of ISNAR, IIMI’s role was not one that could readily be
subsumed within the portfolios of existing CGIAR Centres. It required a different set of
disciplines and a different paradigm. It was the combination of these considerations that
justified admission of IIMI into the CGIAR System.

2.2.3 TAC’s Recommendations on CGIAR Priorities and Strategies in Public
Management Research

TAC noted that the concern about the ineffectiveness and inefficiency of public
sector organizations had spawned substantial programmes of research on this problem. In
the CGIAR context, research in this field needed to underpin the strengthening of national
research systems and to improve the management of common property resources such as
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irrigation. Research was needed on the policy context of national research and on the
organization and management of national research systems.

In terms of agricultural productivity, irrigation water was undoubtedly the most
important common property resource. Poor management of irrigation systems by
government and farmer organizations leads to considerable wastage and the inequitable
distribution of water. Field research was needed to diagnose constraints to effective
irrigation management and to develop management innovations to overcome the problems.
TAC believed that some of the principles developed from research on the organization
and management of irrigation systems may be applicable to other common property
resources under public or communal management, such as wastelands and some types of
rainfed farming.

Several CGIAR Centres were currently involved in different aspects of water
management research. While research on irrigation management was addressed mainly
by IIMI, important aspects of irrigated cropping systems in Asia, Africa and WANA are
included in the work of IRRI, WARDA, CIMMYT and ICARDA. Similar research is
likely to be needed on irrigated agriculture in Latin America. However, there was a need
to study the efficiency with which increasingly scarce irrigation water is used for crop
production along with resource degradation issues such as salinization and waterlogging.
Also, several Centres, through cooperative arrangements with external agencies, have
found the need to take into account watershed management, human health and
downstream environmental considerations related to irrigated and wetland farming
systems. TAC concluded that there was a need to bring all these different elements
together through an inter-centre programme so that the capacities and interests that
already exist in other CGIAR Centres, including CIAT, CIFOR and ICLARM can be
integrated.

2.3 IIMI’s Current Strategy

Joining the CGIAR System led to a number of programmatic, administrative and
financial changes. The most significant change resulted from a closer identification with
the overall mission of the CGIAR, a broadening of the Institute’s early focus from
"irrigation systems" to "irrigated agriculture”, and a move away from being project-
driven to programmes-based planning and project implementation. The new focus and
mode of operation is reflected in IIMI’s draft strategy document: "Improving the
Performance of Irrigated Agriculture: IIMI’s Strategy for the 1990s".

IIMI’s Strategy is a response to two of the world’s major problems: the expanding
food needs in developing nations, and the competing demands for limited freshwater
resources. IIMI believes that the answer lies in improved irrigation management, better
policies and more intensive use of existing irrigated areas which would allow irrigation
schemes to operate close to full potentials. Further, IIMI considers that while
improvements in irrigation polices and management are a precondition for meeting future
food requirements, they must be accompanied by many forms of technological advances,
including improved crop varieties and production methods.
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2.3.1 IIMDI’s Mission and Goals

In its current strategy, IIMI defines its mission as being: "to foster the
development, dissemination and adoption of lasting improvements in the performance of
irrigated agriculture in developing countries".

IIMI sees its broad mission being achieved through three specific goals: generating
knowledge to improve management and policy-making; strengthening national research
capacity in irrigation management; and supporting the introduction of improved
management and policy-making.

To achieve these goals, IIMI has identified two main sets of activities: research
and institutional strengthening. Each is supposed to contribute to a lesser or greater
extent to each of the three goals, although research contributes mainly to IIMI’s first
goal, while institutional strengthening activities contribute more to the second and third
goals.

2.3.2 Programme Structure and Approach

IIMI recognizes that there is a large number of organizations in the world carrying
out research on irrigation, and considers this to be very appropriate because the subject is
vast and complex, and IIMI by itself could never hope to address all the important
research issues. As an international institution, IIMI expects to play a global leadership
role in maintaining a "watching brief" on significant development worldwide, encouraging
the work of others, helping to make information on important innovations available, and
maximizing synergy among key research organizations. For the period of the 1994-98
Medium-Term Plan, IIMI will address a selected set of research issues in which it has an
advantage over other organizations, and which it believes will have a significant positive
impact on irrigated agriculture. These issues are grouped in five research programmes:
(1) assessing and improving the performance of irrigated agriculture; (ii) sector-level
management of irrigated agriculture; (iii) improving public irrigation organizations; (iv)
toward the local management of irrigation systems; (v) sustainable management of water
delivery and disposal.

IIMI has also identified four cross-cutting research themes: environment and
health; choice and use of technology; gender issues; and improving global database on
irrigated agriculture. ‘

IIMTI’s institution strengthening objectives are addressed through four sets of
activities: (i) organizational development activities; (ii) professional development
activities; (iii) information dissemination activities; (iv) information networks.

According to the 1994-98 Medium-Term Plan (MTP), the Institute’s core
programme will focus on research and institution building activities that are designed to
generate transnational rather than country specific results. The complementary
programme will be made up of country-specific projects. IIMI has developed a concept
of core add-on projects (CAPs). These are core funded projects attached to country
specific collaborative research projects to allow the Institute to generalize from country-
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specific projects, and thus contribute to the generic core programme. By 1998, core and
complementary activities would be of equal importance. The regional allocation of core
resources would take into account the distribution of the areas under irrigation, i.e. 76%
for Asia, 12% for WANA, 3% for Sub-Saharan Africa (SSA), and 9% for Latin
America.

In assessing IIMI’s MTP proposals, TAC expressed concerns about the issue of
programme focus with respect to the broadened mission, and critical mass, particularly
with respect to sector management and public organizations programmes for which only
two core SSY (senior staff years) had been allocated. TAC also noted that the high
proportion of complementary activities, in relatively few countries, presented a major
challenge to IIMI in ensuring effective support to its generic research and institution
building activities.

TAC recommended that IIMI be assigned core resources for 1998 of US$ 7.6
million (in 1992 dollars). At this level, the estimated total manpower allocation for core
research and research related activities would be 12.5 SSY in 1994 rising to 13.75 SSY in
1998. In 1994, the proposed manpower distribution by core programme would be 5 SSY,
1 SSY, 1 SSY, 3 SSY and 2.5 SSY for the performance, sector management, public
organizations, local management, and water management programmes respectively. Over
the MTP period, training, information and documentation would account for 4 SSY per
year. The balance of core effort among five categories of TAC defined activities in 1998
would be 38% for natural resources conservation and management, 45% for
socioeconomics, public policy and public management research, and 17 % for institution
building. Corresponding figures for the balance of complementary effort in 1998 would
be 38%, 42% and 20% respectively.

TAC also identified IIMI as the convening centre for a proposed Systemwide
initiative on water management research covering inter-centre cooperation in irrigated
cropping systems research, including watershed management, human health issues in
irrigated areas, and downstream environmental problems created by irrigated agriculture.

2.4  IIMI Today

The 1994-98 MTP developed by IIMI and approved by TAC in October 1993
serves as the basis for [IMI’s programmatic efforts. IIMI’s research activities constitute
about two-thirds of its total expenditures - a proportion that has grown slightly with the
growth of resources, as shown below in Table 2.1 The projected operating budget (net of
transfer to reserves) for 1994, however, is currently US$ 8.8 million, a decline of about
8.6% from the 1993 expenditure level and below the MTP-approved level for 1994 of
US$ 13.4 million (in nominal dollars). This represents a drop of 25.6% in nominal
doliars from the expectations in the MTP.

Unlike most CGIAR Centres, the downturn in funding is quite recent for IIMI.
IIMI’s funding level had increased steadily from approximately US$ 1.0 million in 1984
to close to US$ 10 million in 1993 by a compound rate of about 26%. The Institute
achieved this by enlisting new donors and attracting additional support from its
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"traditional" donors (see Section 7.5). Since 1991, when IIMI joined the CGIAR, its
core unrestricted funding has continued to rise while core restricted funding began to
decline (in 1992), as shown in Table 2.2. While unrestricted resources are increasing in
absolute and proportional terms, they still account for only about one third of IIMI’s total
funds, whereas for the more established CGIAR Centres the proportion is closer to two
thirds.

Table 2.1 Breakdown of IIMI’s Total Expenditure (Including Capital) - 1989-93

1989 1990 1991 1992 1993
Projected

US$ % US$ %o US$ % US$ % US$ %
Research 3,854,256 61 4,254,666 63 5,619,992 66 5,928,381 65 6,433,968 67
Research
Support 562,470 9 677,804 10 704,040 8 856,534 9 816,600 9
Information 346,000 5 385,755 6 539,683 6 474,008 5 455,500 D
Governance 475,000 7 624,584 9 582,484 7 704,310 8 900,900 9
Finance &
Administration 649,392 10 736,790 11 619,850 T 867,248 10 723,800 8
Other
Administration 461,000 Wi 81,749 1 441,726 5 257,392 3 264,500 3
Total
Expenditure 6,348,118 100 6,761,348 | 100 8,507,775 | 100 9,087,873 | 100 9,595,268 100

Table 2.2 Type of Funding - 1989-93

Year Core Core Non-core or Total
Unrestricted Restricted Special Project

1989 1,744,929 1,448,179 2,690,435 5,883,543

1990 1,903,505 1,588,572 2,741,261 6,233,338

1991 1,899,395 4,071,107 2,075,657 8,046,159

1992 2,725,941 3,765,637 2,636,368 9,127,946

1993 3,342,397 2,808,074 3,738,503 9,888,974

The staff who carry out IIMI’s work are organized as shown in Figure 2.1. The
structure is made up of three broad components - Programmes, Communications, Finance
and Administration - reporting to the Director General (DG). The DG is assisted by a
Deputy Director General (DDG) and four Directors (Research, International Cooperation,
Pakistan, Finance and Administration), and is discussed in Section 5.2.




Figure 2.1 1IMI Organizational Chart — December 1993
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In terms of staffing, the total number has increased by 36% from 1989 to 1993,
with an increase of 23% (from 31 to 38) in international staff. In 1993, there were 19
international staff based at Headquarters (HQ) and 19 in eight field offices, most of whom
were in Pakistan (7) and in Sri Lanka (4). Of the 33 Programme staff, 18 had a
background in engineering, 5 in economics, 7 in social sciences, 2 in management, and 1
in agricultural science. Staffing patterns are presented in Table 2.3, and are discussed
further in Section 6.1.2.

In 1994, retrenchment of staff is anticipated. Responding to the recent decline in
total funding, in December 1993 the Board approved a 1994 budget that required a
reduction in personnel costs. As a result, the DG has announced a proposal for staff
reductions, expected to affect about 10% of national and international staff.

2.5 The 1990 Donor-Sponsoréd Review of IIMI and the Centre’s Response

IIMT’s first external review was commissioned by the IIMI Support Group. The
panel made five programme-related recommendations, and six management-related
recommendations. The programme-related recommendations covered the following areas:
narrowing of research themes; over-extension of IIMI’s activities; quality control;
communications with personnel in collaborative agencies and those involved in policy
making; and gender issues in irrigated agriculture. The management-related
recommendations covered the following areas: Pakistan; legal status and governance;
organizational structure; indirect costs; project budget and staff orientation; and position
classification system.

IIMI's actions in response to the recommendations, are tabulated in Appendix VI,
together with Panel’s remarks and implementation scores. According to the assessment
by the Panel, IIMI has implemented 5 recommendations in full, and 6 recommendations
partially. The Panel comments on IIMI’s actions in the appropriate sections of this
Report.
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Table 2.3 Total Staff Strength - International and National Staff - 1989 and 1993
Research Research Information Governance Fin. & Sub
Support Admin. Total
HQ Field HQ Field | HQ Field HQ HQ Field | HQ Field TOTAL

1989
International Directors
and above - 1 2 - - - 1 1 - 4 1 5
Other International Staff* 7 17 1 - 1 - - - - 9 17 26
National Professionals 30 16 - 3 4 1 - 9 8 43 28 71
National General 15 40 - 64 9 - 5 57 - 86 104 190
TOTAL 52 74 3 67 14 1 6 67 8 142 150 292
1993
International Directors
and above - 1 2 - 2 1 - 5 1 6
Other International Staff* 12 18 1 - 1 - - - - 14 18 32
National Professionals 19 42 - 31 15 1 2 11 11 47 85 132
National General 12 30 - 114 9 - 5 56 - 82 144 226
TOTAL 43 91 3 145 25 1 9 68 11 148 248 396

* Three associate experts arc included in the International "Research” staff in 1989, and 6 in 1993 (3 are in Headquarters and 3 in Pakistan).
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CHAPTER 3 - RESEARCH PROGRAMME

The 1994-98 Medium-Term Plan reorganized IIMI’s research into five
programmes - assessing and improving the performance of irrigated agriculture, sector-
level management of irrigated agriculture, improving public irrigation organizations,
toward the local management of irrigation systems, and sustainable management of water
delivery and disposal - with four cross-cutting themes - gender issues, health and
environmental issues related to irrigation, choice and use of technology, and improving
the global database on irrigated agriculture. Research achievements, since the
establishment of IIMI in 1984, have been regrouped into these five programme areas.
Country-specific research in the 14 countries where IIMI was or is present has in most
cases been conducted without formal connection with the research programmes or the
cross-cutting themes. That part of country research which is not directly identifiable with
research programmes is reviewed in Chapter 4, as it in general relates more closely to
institutional strengthening activities.

3.1  Overall Considerations on Irrigation Management Research

Irrigation management research has particular characteristics which determine the
research strategy to be followed. The subject of inquiry is the performance of complex
systems and organizations, so research generally needs to be conducted with operating
agencies and in general through action research, in which researchers observe the impact
on performance of changes in management practices. This implies making research
supportive of development objectives, which complicates the research methodology. The
approach, however, offers the advantage that the process of research itself provides
institutional strengthening and training, and thus enhances the chances of adoption of the
recommendations derived from the research. The fundamental linkages between the
management of irrigated agriculture and the vital biophysical base - e. g., in hydrology,
agronomy, soil erosion, and soil salinity - imply that the research is multidisciplinary and
that data collection is difficult and must often be sustained over long periods of time.
Despite the difficulty of this approach to irrigation management research, criteria are
available to assess research performance (see Chapter 5). v

IIMI’s methodological approach to irrigation management research thus requires
significant direct involvement with operating irrigation systems, in part because this is
IIMI’s source of information and its laboratory, in part because lack of local skills
prevents effective delegation of field research to local agencies and professionals in most
countries where it works, and in part because its mandate gives IIMI developmental goals
that go beyond those of other CGIAR Centres. Strategic research may thus be achieved
by drawing generic lessons from many field action research projects. For IIMI, this is
both a unique source of advantage in research, and a source of difficulties in organizing
strategic research. Success requires the formulation of rigorous hypotheses, systematic
data collection, and the use of research methods that will subsequently allow comparative
analysis. For this purpose, the use of relevant theory is essential. Success also requires
that headquarters research programmes, country research, institutional strengthening
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activities, and assistance in the introduction of improved irrigation management and
policy making practices be integrated into a coherent overall programme.

Strategic research may also be conducted by devising new approaches to answer
management and policy questions which can be analyzed in a single location. In that
sense, not all strategic research in irrigation management is based on inter-site
comparisons and generalizations. This latter type of research can be implemented in
locations without critical mass of research staff and without multi-site projects. This
suggests a three-pronged geographical strategy, with concentration of a critical mass of
research in a few selected countries, organization of multi-country projects targeted at
well defined research questions, and single-site development of new scientific approaches.

3.2  Observations and Recommendations Made in Previous Reviews

Similar recommendations to those made by this Review Panel have already been
made in previous external reviews. Our Report recognizes many of the same gaps in
research performance which were noted before, suggesting that the response to the earlier
recommendations may not have been effective (see Appendix VI). Some of these
lingering observations and recommendations are the following:

3.2.1 1987 Review Mission

® Lack of clarity and specificity of objectives. Need to make sharper choices of
priorities, with critical mass of resources for each choice and location.

® Problem of quality control: recommend use of an external panel of experts.
° Weak headquarters supervision of country projects.
3.2.2 1990 External Programme and Management Review
° Need to make sharper choices of priorities with critical mass and sustained
presence in the chosen sites, i.e., not overextending programmes either

geographically or in size.

® Need to strengthen quality control mechanisms: recommend expert reviews and
use of special panels of experts.

L] Need to increase communications with collaborating agencies and with local
irrigation officials and policy makers.

® Need to consider the role and welfare of women.

° Need to be contintally watchful of not following the path of a consulting firm.
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3.3 Review of the Research Programme

IIMTI’s five research programmes are reviewed, as currently defined in the MTP.
All core (unrestricted and restricted) funded projects are assigned to one of these five
programmes. Their total 1994 budget is US$ 2,386,000. There are additionally 17
country projects with a complementary budget of US$ 2,887,000 and 7 Pakistan projects
with a complementary budget of US$ 536,000 which are not directly identifiable with the
research programmes, although some have direct linkages to one or more of the
programmes. Table 3.1 gives the list of these projects with their sources and levels of
funding, and the country location, and Table 3.2 gives staff allocation across
programmes. In what follows, we have grouped publications in three categories:
scholarly publications (journal articles and in-house monographs and research papers),
proceedings (books of conference proceedings and chapters in proceedings), and in-house
country and working papers.

3.3.1 Programme 1: Assessing and Improving the Performance of Irrigated
Agriculture (in 1994: 36.6 research staff, a core budget of US$ 630,000,
and 7 core projects)

The main objective of this programme is to develop a conceptual framework and a
set of indicators for assessing the performance of irrigated agriculture in terms of
efficiency, equity, welfare, and sustainability. Work in this area has been done
collaboratively with IFPRI for the design of indicators which address agricultural
performance and socioeconomic effects, and with ICID, ILRI (International Institute for
Land Reclamation and Improvement), and IHE (International Institute for Infrastructural,
Hydraulic and Environmental Engineering) for the development of indicators which
characterize hydraulic performance. The results have been published in 11 scholarly
publications, 16 proceedings, and 14 country and working papers.

This research aims at providing irrigation managers and sector policy makers with
tools to assess quantitatively the performance of irrigation systems and to monitor the
impact on performance of changes in the water delivery system, the organizational
structure, and the policy framework. It has done this by: (1) adapting indicators taken
from other fields to the subject of water management in developing countries and
systematizing them in a nested hierarchy of indicators, running from the irrigation system
to the politico-economic system; (2) developing more systematic links between the
physical and non-physical aspects which affect the performance of irrigated agriculture.
A comparative analysis of performance indicators, using irrigation systems spread over
different agroclimatic regions and management systems is in progress. Today, there are
recorded examples of use of these performance indicators in several countries, among
them Indonesia, Nepal, Sri Lanka, Pakistan, India, and Malaysia.
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Table 3.1 1994 Budget Allocation and General Features by Research Themes and Country Projects

Programme 1: Assessing and Improving the Performance of Irrigated Agriculture

Project Status Budget Budget Budget Total Donor Country
Res.Core UR Core Compl:*
1, Performance - Coordination 1 82,000 77,000 159,000  Japan Gov.
2, Performance Assessment and
Evaluation of Management Interventions
- An Action Research Study for MUDA
Irrigation Scheme in Malaysia 1 85,000 88,000 173,000  Japan Gov. Malaysia
3, Assessing and Improving Irrigation
Management Performance in Selected
Systems - Morocco 1 105,000 105,000 Neth. Gov. Morocco
4. Assessing and Improving Irrigation
Management Performance in Selected
Systems - Argentina 1 26,000 45,000 71,000  Neth. Gov. Argentina
S Socio-Economic Impacts of Improved
Irrigation Management Performance 1 7,000 7,000  Japan Gov. Sri Lanka
6. Testing Performance Assessment .
Indicators in Mahi-Kadana System - 1 29,000 29,000  Japan Gov. India
Gujarat, India 1 13,000 13,000 Neth. Gov. India
7 Current Practices in Irrigation Performance
Assessment: A Review of Experiences in 1 35,000 35,000 Japan Gov. Pakistan
Pakistan 1 15,000 23,000 38,000 Neth. Gov. Pakistan
TOTAL 397,000 233,000 630,000
Programme 3: Improving Public Irrigation Organization
Project Status Budget Budget Budget Total Donor Country
Res.Core UR Core Compl.*
1. Improving Public Irr. Organizations 1 185,000 185,000
TOTAL 0 185,000 185,000
Programme 4: Toward Local Management of Irrigation Systems
Project Status Budget Budget Budget Total Donor Country
Res.Core UR Core Compl.* :
1. Potential for Water Markets Development
in Pakistan 1 30,000 30,000 Pakistan
2s Gender issues and Irr. Management 1 64,000 64,000 Neth. Gov.  Sri Lanka/
Burkina
b Faso/Nepal
3. Privatization and Self Management 1 240,000 240,000  Germany
4. Colombia Basin Follow-up 1 5,000 5,000 Germany Colombia
5. Participatory Management Study 1 13,000 13,000  Germany Sri Lanka
6. China Case Study - Changing Patterns
of Irrigation Management in North China 1 5,000 5,000 Germany China
Z. Irrigation Management Turnover in India 1 64,000 64,000  Germany India
8. Sudan Privatization Study 1 20,000 20,000  Germany Sudan
9. Irrigation Management Transfer
Conference - Wuhan, China 1 108,000 108,000 GER/FF China
3 86,000 86,000 FF/FAO China
10 Programme of Support Systems for Local
Management 3 118,000 118,000  Germany
11 TARC/IIMI Studies at Thirappane 1 20,000 20,000 Sri Lanka
12 Latin America Programme - Phase II 1 63,000 63,000 FF LAC
13 Latin America Programme 3 71,000 71,000 IDB LAC
TOTAL 857,000 50,000 907,000

* Compl. = Complementary

Status 3 grants are discounted by 33 %
Status 4 grants are discounted by 50 %

Note: Programme 2 is not functional
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Programme 5: Sustainable Management of Water Delivery and Disposal

Project Status Budget Budget Budget Total Donor Country
Res. Core UR Core Compl. *
15 Water Management Base Project 1 60,000 60,000
2 Research on Irrigation and Drainage
Technology 1 60,000 44,000 104,000  Germany
3. Research on Irrigation and Drainage
Technology 4 72,000 72,000  Germany
4, Canal Operations 1 43,000 43,000 Sri Lanka
5. Research component/Fordwah 1 20,000 20,000 Pakistan
6. Environment Programme 1 14,000 14,000
7. Health Programme 1 51,000 51,000 DANIDA
8. Africa Programme A 159,000 159,000 AfDB
9. Water and Environment in Asia 3 65,000 65,000 IDRC
10 WANA Programme 4 76,000 76,000 IFAD Sudan/Pak
TOTAL 483,000 181,000 0 664,000
Country Projects
Projects Status Budget Budget Budget Total Donor Country
Res. Core UR Core Compl. *
Bangladesh:
i Research and Training on
Irrigation Management 1 83,000 83,000 FF Bangladesh
21 Privatization of Minor Irrigation 1 188,000 188,000 ADB Bangladesh
India:
3. M&E of Irrigation Management Turnover
in India 3 82,000 82,000 FF India
4. National Water Management Project 3 173,000 173,000 WB India
Nepal:
5 Water Rights and APP Project 3 76,000 76,000 FF Nepal
Sri Lanka:
6. TA for Participatory Management of
Irrigation Systems 1 132,000 132,000 ADB Sri Lanka
7. National Irrigation Rehabilitation Project 1 282,000 282,000 EC Sri Lanka
8. Shared Control of Natural Resources 1 897,000 897,000 USAID Sri Lanka
9. KOISP Evaluation 1 94,000 94,000 GOSL Sri Lanka
10 Irrigation Management and Crop
Diversification 1 22,000 22,000 ADB Sri Lanka
11 TARC Project 1 10,000 10,000 TARC Sri Lanka
Burkina Faso:
12 Improvement of Irrigation Performance 1 160,000 160,000 AfDB B. Faso
Niger:
13 Irrigation Management Development in
the Niger River Valley 1 187,000 187,000 AfDB Niger
Nigeria:
14 Joint Management of Irrigation System
- Phase II 1 80,000 80,000 FF Nigeria
15 Support to WUAs 3 151,000 151,000 WB Nigeria
Sudan:
16 Supplementary Programme Support 1 118,000 118,000 FF Sudan
17 Latin America Programme 1 152,000 152,000 FF Mexico
TOTAL 0 0 2,887,000 2,887,000
Pakistan Group
Project Status Budget Budget Budget Total Donor Country
Res.Core UR Core Compl.*
i Direction 1 109,000 109,000
2. Crop Based Irrigation 1 131,400 131,400 ADB Pakistan
3. Waterlogging & Salinity - Phase 11 3 132,000 132,000  Neth. Gov. Pakistan
4. Pehur High Level Canal 3 20,100 20,100 ADB Pakistan
3. LBOD Project 4 33,000 33,000 WB Pakistan
6. Fordwah Eastern Saddqiya 4 17,500 17,500 WB Pakistan
7, Sailaba Irrigation 4 93,000 93,000 IFAD Pakistan
TOTAL 0 109,000 427,000 536,000

Status 3 grants are discounted by 33 %
Status 4 grants are discounted by 50 %
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Table 3.2 Research Staff at Headquarters and Field by Programme

Staff Category Programme Total
1 2 3 4 5

Headquarters

International Staff 3.5 0.0 1.0 4.0 3.5 12.0
National Professionals 2.5 0.0 0.0 8.0 1.5 12.0
National General 3.0 0.0 1.5 4.0 3.5 12.0
Field*

International Staff sl 0.0 3.7 4.1 5.1 18.0
National Professionals 14.5 0.0 6.0 10.0 18.5 49.0
National General 8.0 0.0 4.7 9.3 8.0 30.0
Total 36.6 0.0 16.9 394 40.1 133.0

Legend: Programme 1: Assessing and improving the performance of irrigated agriculture
Programme 2: Sector-level management of irrigated agriculture
Programme 3: Improving public irrigation organization
Programme 4: Toward local management of irrigation systems
Programme 5: Sustainable management of water delivery and disposal

< Country programme staff are not assigned by programme area, but normally work on a
number of programme areas depending upon project requirements

In the past, most of IIMI’s efforts were limited to reviews, comparisons, and
evaluations of other peoples’ work, and the conduct of performance case studies in a
range of physical and institutional environments. Present and future activities aim at
providing, in the next five years, a field-tested, comprehensive and workable set of
performance indicators. This will be pursued on several sites through action in-depth
work, including surveys of households and organizations. At the same time, these
surveys will be used to test a variety of hypotheses on the determinants of performance
such as the roles of tertiary development of canals and roads, rotational water delivery
schemes, management information and decision support systems, and various forms of
decentralization and user participation.

As research progresses with performance studies, understanding the linkages
between water delivery, farming systems, farmers’ responses, and agricultural output will
become more important. Since behaviour mediates the relationship between system
design, management, and policy changes on the one hand and changes in performance
indicators on the other hand, focusing more explicitly on response of rural households,
farmers and communities will be important.
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3.3.2 Programme 2: Sector-Level Management of Irrigated Agriculture (in
1994: zero research staff, zero core budget, and zero projects)

This programme focuses on the broader issues pertaining to sectoral policy
toward irrigated agriculture. It included projects on the impact of alternative financing
mechanisms on the performance of irrigated agriculture, priorities for public investment,
and the development of methods for the participatory formulation of sectoral policy
toward irrigated agriculture. This programme is relatively new and has only published 8
scholarly publications, 13 proceedings, and 2 country and working papers.

Research analyzed the performance of irrigation agencies across a large number
of locations to identify the impact of payment of user fees on the performance of these
organizations. It arrived at the important conclusion that, when these agencies are at least
partially financially autonomous and dependent on user fees for their operating revenues,
the payment of fees leads not only to greater availability of resources for O&M (operation
and management), but more importantly to greater accountability to users and hence to
sharply improved performance. This is an important research contribution which has
circulated worldwide in well distributed publications and offers useful recommendations to
policy makers and agency managers. The same question was analyzed with quantitative
analytical techniques to show how the Philippine’s National Irrigation Administration
(NIA) responded to a reform that made it largely financially autonomous and dependent
on user fees. It showed that this institutional reform induced NIA to be more cost
efficient, to increase efficiency in water use, and to achieve greater equity.

Analysis of the pattern of public investment in irrigation in Sri Lanka showed that
there has been a shift from investment in new projects to investment in rehabilitation and
modernization, with emphasis on enhancing the efficiency of water management. Instead
of charging water fees, Sri Lanka chose to delegate to users responsibility for O&M
below main system level management. Investments in rehabilitation and modernization of
water delivery systems, coupled with these reforms for participatory management, have
had very high cost-benefit ratios, far higher than the previous investments in major
infrastructure.

While reported by IIMI under this programme, the valuable research on the
performance of public irrigation agencies logically pertains to Programme 3. Future
research proposes to look at the bureaucratic and political processes through which
irrigated agriculture policies are made.

Research in Programme 2 does not yet address the broader themes of sector-level
management announced in the MTP, namely "to develop strategic planning methodologies
and approaches for governments to formulate effective and realistic national and state
policies and plans for the development and management of the irrigated agriculture
sectors of their countries". We regard the research agenda of Programme 2 as of
fundamental importance to IIMI in as much as it helps integrate irrigation management
research with the broader sectoral and policy issues. Among those are the pressures to
reallocate water to non-agricultural uses, which require increasing the efficiency of water
use in agriculture and thus demand greater attention by governments to water management
issues in agriculture. This new programme has yet to evolve a coherent research agenda,
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with well defined priorities and hypotheses, and a clear division of labour with other
agencies conducting research on these broader themes. As soon as this is done, this
programme needs to aggressively seek funding for its projects.

3.3.3 Programme 3: Improving Public Irrigation Organizations (in 1994:
16.9 research staff, a core budget of US$ 185,000 and one core project)

This programme has published only 2 scholarly publications, 1 proceeding, and 1
working paper. However, most of the work reported under Programme 2 properly
belongs here. In addition, a large share of country-programme research pertains to this
area of work, particularly research done in Pakistan and Sri Lanka, even though there has
been little formal integration with headquarters research programmes. Proposed research
focuses on analyzing which kinds of public irrigation organizations work best, and how to
manage the required processes of reform of these organizations. This would be done
through comparative case studies using methods derived from the management and
organizational literature. We regard this area of work as vital to IIMI’s research agenda
since public organizations at present dominate irrigated agriculture, and the reform of
their management practices is a key to improved performance of irrigated agriculture.
For success in this research, clear integration between country-programmes research and
headquarters research programmes needs to be pursued vigorously.

3.3.4 Programme 4: Toward the Local Management of Irrigation Systems
(in 1994: 39.4 research staff, a core budget of US$ 907,000, and 13 core
projects)

This is a subject in which there is considerable country and donor interest given
the widespread on-going processes of transfer of irrigation management to WUA (Water
Users Association) and the geographical importance of FMIS (Farmer-managed Irrigation
Systems). It has published 6 scholarly publications, 27 proceedings, and 12 country and
working papers, and the FMIS Newsletter in support of the FMIS network. This
programme’s budget includes much country-programme research which is not directly
integrated with headquarters research.

The programme has addressed important questions on the determinants of
effectiveness of local organizations for both surface and groundwater use, the role of
supportive services and public assistance strategies to FMIS and the impact of public
policy reforms such as water rights in affecting the performance of the FMIS sector, the
correspondence between farmer management and the optimal technical design of water
delivery systems, the development of approaches for the participatory generation of
information and assessment of performance, and the design of local institutions for the
management of village water tanks and underground water aquifers. The conditions for
success in transferring irrigation management from government to local farmers’
organizations is another important focus of research. It has been pursued through a
number of country case studies (Philippines, Indonesia, Sri Lanka, Senegal, Sudan,
Bangladesh, USA, and recently China) and subsequent comparative analysis and
extraction of generic research results. This research has provided materials for the FMIS
Newsletter and eight workshops of the FMIS network.
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Important conclusions have been derived from this research, showing for
example: (1) the importance of institutional, legal, and technical support for WUA, and
hence the need for guidelines to define the relationship between public and private roles
for effective water management; (2) the importance of extending the functions of WUA to
the provision of other services in order to consolidate their financial viability and enhance
their sustainability; (3) the mechanisms through which user participation in management
of the irrigation agency that collects water fees enhances performance; (4) the design of
alternative organizations to enlist the cooperation of and insure the coordination among
users of underground water; (5) the development of specific procedures to gather the
information necessary for the effective monitoring of user-managed irrigation systems; (6)
the development of performance indicators specific to locally-managed irrigation systems;
and (7) the development of methods for the self-assessment of WUA performance and the
use of this information to improve performance. The forthcoming publication Locally
Managed Irrigation Systems, combines IIMI’s findings with the broader literature to
extract generic management and policy implications.

In our judgment, this is an area of research and technical assistance that is one of
IIMI’s hallmarks and where it may establish itself in a leadership position within an
international network of irrigation professionals and through the generation of a flow of
new knowledge. The programme is pursuing an ambitious agenda of country case studies
and comparative analyses covering several years of work. To give a truly new
perspective that goes beyond a collection of facts, it will need strong intellectual
leadership and greater coordination of efforts between headquarters and country levels.
Research hypotheses and methodologies must be more strongly grounded in the important
theoretical advances which have been made in the fields of institutional economics and
organizational theory, in particular regarding the determinants of cooperation and the
performance of local organizations, the design of agrarian institutions and contracts, and
the determinants of household and organizational behaviour in the context of fragmented
and incomplete markets. It also needs to result in a greater flow of professionally
refereed publications. This area of research should be one of IIMI’s strong points, given
careful attention to the aspects described above.

3.3.5 Programme 5: Sustainable Management of Water Delivery and
Disposal (in 1994: 40.1 research staff, a core budget of US$ 664,000 and
10 projects)

Research efforts in this programme focus on the biophysical and engineering
aspects, and its interface with the management aspects of irrigated agriculture. It has
been very successful at linking these fields and should capitalize on this unusual
integration. Studies are geared towards the understanding of how crop diversification,
canal lining and maintenance, the use of decision-support tools, and the utilization of
groundwater in conjunction with surface water affect the conservation of water, the
flexibility and stability of water delivery, and the sustainability of the physical resource
base. This programme has published 9 scholarly publications, 42 proceedings, and 15
country and working papers.

Through a number of collaborative efforts in Bangladesh, Indonesia, the
Philippines, and Sri Lanka, IIMI studied the system management requirements and the
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incentive structure needed for crop diversification, in general away from rice toward more
high value crops. The research showed that achieving diversification is a complex
business that requires changes in the water delivery, economic, institutional, and social
context within which farmers make their choices.

In Pakistan and Sri Lanka, IIMI studied the impact of interventions on water
delivery in two ways. First, by studying in the field the effect of three interventions
(lining, desilting, and changes in operational management) on water delivery
performance, and second through the development of a decision-support tool for
improving water delivery by irrigation canals. Some of the conclusions from this action
research are: (1) canal lining is only effective if the lining process is of high standard or
where groundwater is already saline; if not, selective desilting based on hydraulic
modelling tends to be more cost effective; (2) systematic planning, implementation, and
monitoring of maintenance is technically and economically feasible in a developing
country context; (3) conditions for equity in water distribution can be improved when a
systematic maintenance programme is followed and rehabilitation of distributary canals is
done; and (4) supply and demand of water can be better balanced and water losses
reduced by a combination of the following measures: restoration of canals, improvement
of maintenance practices, use of decision-support systems, and in Sri Lanka at least the
participation of WUA to O&M.

Preliminary research on decision-support tools has shown that there is
considerable potential for these vastly underused techniques to help improve irrigation
management. We suggest that IIMI should have a focused programme of scientific work
in the field of information technology, and that this should be closely linked to the
different research programmes. However, IIMI should not spend resources on creating
specialty software, but continue to act as an intermediary between centres of excellence
which develop software, and practitioners in the field.

In the Pakistan and India programmes, as well as in other country programmes,
the conjunctive use of groundwater and canal water was examined. A number of key
issues, such as aquifer drawdown, water quality, equity effects of water markets, and
organizational problems have been addressed. This research showed how to improve the
information base and the monitoring process for aquifer behaviour and environmental
degradation, and how to craft institutions to manage groundwater irrigation at the level of
aquifers or groups of tubewells in a larger water-management context.

In some of its country projects (Pakistan, Sri Lanka, and West Africa), IIMI staff
has been studying the effects of irrigation management on waterlogging and secondary
salinization which is the result of inadequate irrigation and/or irrigation with salt-
containing water. While research has been of the diagnostic type, IIMI should now focus
attention on methods and techniques through which salinity in the root zone can be
maintained at a level compatible with the cropping system.

Whereas in the past most research activities in this programme were of the
action-type and rather dispersed, these problems now need to be studied in a more
quantitative and integrated fashion. Irrigation agencies are badly in need of methods and
tools that combine advanced methods and monitoring techniques to improve the
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management of physical systems. A major contribution of IIMI in this field should
consist of combining and adapting existing methods to make them operational in less
developed countries. Integrated system models are very suitable instruments for
predicting: (1) the effect of changes in O&M systems and management scenarios on
water delivery in terms of efficiency, equity, adequacy, and reliability; (2) the cost-
effectiveness of planned improvements in physical infrastructure; and (3) the downstream
environmental impacts and the effects of upstream activities on the irrigation
infrastructure. Optimization models make it possible to utilize and manage water
resources for irrigation better. Simulation models can be used to analyze the processes
controlling the physical functioning of an irrigation system and the relation between the
system and the surrounding environment. We consequently suggest that IIMI should
significantly strengthen its scientific skills in this area of research, and make more
effective use of current collaborations to absorb this knowledge into its own research
agenda.

3.3.6 Cross-cutting Themes
3.3.6.1 Gender Issues

In agreement with the 1990 review, we stress the fundamental importance of
gender roles in affecting the performance of irrigated agriculture and hence the need for
IIMI to devote greater attention to this subject matter in its research. This theme is
currently a subactivity within the Local Management Programme, and is staffed by an
Associate Expert. Progress has been made in initiating research activities and conducting
field work in Sri Lanka, Nepal, and Niger. However, it has as yet had little impact on
[IMI’s work and has resulted in little research output. In general, this programme suffers
from insufficient commitment by permanent staff and insufficient interactions with the rest
of IIMI'’s research, particularly at headquarters. There are no clear overall directions in
IIMI'’s research toward gender and there is no integration with the overall research
programme. This programme has suffered from IIMI’s lack of attention to understanding
behaviour, particularly at household and community levels. And not until the DR and
programme leaders explore systematically how the gender dimension enters in their
research will the theme be given due attention.

The Panel recommends that all programmes and projects be reviewed for
research opportunities related to gender, and objectives be established based on
these.

This recommendation will also require that serious consideration be given to
recruitment of professional staff with the appropriate skills for this type of research.

3.3.6.2 Health and Environmental Issues Related to Irrigation

Irrigation has been associated with several vector-borne diseases and the
management of water flows can influence their incidence. IIMI has been cooperating
with PEEM (Panel of Experts on Environmental Management of Vector Control) in
defining a research agenda, but this is still at a very preliminary stage.
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Work on the relation between irrigation and the environment focuses on impacts
within the irrigation system (waterlogging and salinization), above and on the irrigation
system (watershed management), and by the irrigation system (downstream pollution and
disturbances to water flows). Clearly IIMI has done important work on the first type of
impact and this it where it should maintain its main thrust. As it focuses more on
irrigated agriculture, a number of additional within-system environmental issues should be
addressed such as the relationship between water management, pest control, crop
diversification and agrochemical distribution.

With the USAID-funded Shared Control of Natural Resources (SCOR) project,
the Sri Lanka field programme is now establishing an action research programme that
integrates watershed and irrigation processes and management. Due to the difficulties of
measuring biophysical processes, work on upstream and downstream effects will have to
be done cooperatively with other CGIAR centres and specialized research agencies. In
addition, given the fundamental issue of creating economic incentives for upstream land
users to manage their resources in less damaging fashions, strong expertise in resource
economics is needed, and this would be a good basis for cooperation with IFPRI. We
suggest that IIMI may find it more consistent with its current expertise in within-system
management to move toward the downstream environmental effects as opposed to
upstream issues in the first instance.

3.3.6.3 Choice and Use of Technology

The functioning of an irrigation system is controlled by the physical
characteristics of the water delivery system and by its management, where the latter is the
result of interactions between farmers, water users associations, and the irrigation agency.
For an irrigation system to perform better, it is thus necessary that both its physical and
organizational components be simultaneously improved. For this reason, it is essential
that TIMI staff maintain expertise in technological issues for work in all of the five main
subject areas of its agenda. The physical interventions which have been studied are few,
and limited to canal lining, desilting, and changes in maintenance procedures. Given the
strong management-technology linkages, which should be a hallmark of IIMI’s expertise
in the CGIAR System, we suggest that IIMI should pay greater attention, in collaboration
with others such as IPTRID, to new technological options in irrigation and drainage, to
scientific decision-support methodologies, and to use of modern measurement and
communication systems, and to continued developments in the modelling of transport
processes within the soil.

3.3.6.4 Improving the Global Database on Irrigated Agriculture

Given its worldwide mandate, and particularly if it is to become a Systemwide
Convening Centre on Water Management Research, IIMI should have a strong
quantitative perspective on the global state of irrigated agriculture. A global irrigation
database would assist IIMI in assessing emerging issues, and be useful to many other
international organizations, less-developed countries researchers and decision-makers, and
the private sector. Mainly due to lack of funding, no attention has been given to this
cross-cutting theme. This is, however, an area where IIMI needs to move with caution,
as there have been countless wasted efforts at building data bases. This is a major
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enterprise more in line with the FAO’s capability and mandate. The Panel suggests that
IIMI should not start collecting data before a study is done on the type of information that
it would be relevant to collect, the method of data collection to be followed, and the data
processing hardware that it would need to acquire. We do not regard it as an IIMI
priority.

3.4 Overall Assessment of Research and Recommendations

A key question posed by TAC to this Review Panel concerns how far IIMI has
gone in moving from a donor-driven project specific approach to a strategic demand-
driven programme approach to research, after its entry to the CGIAR System, and how
effectively this has been done. We answer this question by first characterizing the
product expected from research in general and strategic research in particular. We then
turn to the process used to achieve greater focus on strategic research. A linked question
is how research has been affected by the broadening of IIMI’s mandate from irrigation
management to the management of irrigated agriculture.

3.4.1 The Product of Adjustment to Strategic Research: Quantity and
Quality of Research Output

In general, we find that IIMI has made modest and uneven progress in achieving
strategic research since entry into the CGIAR system, and that overall research
performance still lags behind potential in quantity, quality, and impact. A few research
products have been excellent and have received considerable attention. They are,
however, still too few and only weakly cumulative in the development of a broader IIMI
view.

In quantity, refereed journal articles for the last five years numbered 5 in 1989, 6
in 1990, 8 in 1991, 4 in 1992, and 6 in 1993 (Table 3.3). The total number of scholarly
publications (refereed journal articles, monographs, and research papers) numbered 7, 6,
10, 4, and 9 in those same years, respectively. In-house publications numbered 19, 14,
6, 10, and 17, respectively. The totals of all publications were 38, 36, 32, 36, and 37,
respectively. These figures show no significant change in research output since entry to
the CGIAR or any greater focus on refereed journal articles and scholarly publications,
where strategic research would be published. Although there is a time lag between
adjusting priorities and achieving published output, there is no evidence that there is a
larger flow of papers in the pipeline. Overall, this is a rather low output for a research
staff of 43 professionals at headquarters and 91 in country programmes (Table 2.3). This
is confirmed by a recent survey of publication rate in 22 IARCs, including 16 CGIAR
Centres. IIMI ranks 21st for total publications per total research staff and 19th for
journal articles per internationally recruited scientist per year. This low performance
raises the important questions of whether there is proper time allocation between research
and other activities, whether there are adequate incentives to stimulate publication, and
whether there are the right professional skills to generate publishable research.
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Table 3.3 IIMI’s Publications by Outlets and Years

Classification 1:

Type of publication 1989 1990 1991 1992 1993 Total
Scholarly publications 7/ 6 10 4 9 36
Proceedings 17 20 19 26 17 99
Working & country papers 14 10 3 6 11 44
Total 38 36 32 36 37 179

Classification 2:

Type of publication 1989 1990 1991 1992 1993 Total
Refereed journals 5 6 8 4 6 29
Chapters in proceedings elsewhere 14 16 18 22 14 84
In-house publications 1-9 14 6 10 17 66
Total 38 36 32 36 37 179
Legend
Classification 1: Scholarly publications include journal articles,

research papers, and monographs.
Proceedings include chapters in conference proceedings
and complete conference proceedings published by IIMI.

Classification 2: Refereed journals are articles in international refereed
journals. In-house publications include monographs, proceedings,
and other publications published by IIMI.

Quality of research is of course difficult to assess. Publishing refereed journal
articles and scholarly materials is one test, particularly for strategic research, and it is
poorly met. Another test is a survey of opinion of 47 national institutions run by the
TAC Secretariat, a standard practice in CGIAR centre reviews. Results suggest that
IIMI’s research during the last five years is assessed to be between slightly and
moderately valuable (see details in Appendix IV), an average score of 2.9 on a 5-point
scale. These are modest marks at best. Scores given by research scientists and research
administrators are lower than those given by managers and policy makers. Scores given
by those who have been associated with IIMI for more than 3 years are, however, higher.
Assessment of the future importance of IIMI’s research areas is higher, with scores
ranging between moderately and highly valuable, and an average of 3.8, confirming the
importance of IIMI’s research mandate and confidence among national institutions that it
can deliver valuable research results in the future.
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Our own assessment of research quality derives from our detailed review of a
selection of IIMI’s most important writings made for us by the Institute. In general, we
find that individual papers address relevant issues. From the very first presentation of
research results by programme heads to the review panel, we noted a tendency to
undersell results. Undervaluation of achievements is compounded by scarcity of
sufficiently visible publications. However, we also find that research procedures are in
general not sufficiently explicitly grounded in the relevant bodies of theory, that
insufficient high quality quantitative analysis is being used, and that results are not
sufficiently translated into specific guidelines for management and policy improvements.
This is partly due to the difficulty of the field of research, as explained in the first part of
this chapter, but it mainly reflects an approach to research which is too often descriptive
and discursive, lacks sufficient scientific rigour, and derives management and policy
implications that are much too general. More use needs to be made of rigorous mathematical
techniques, without implying that mathematics and statistics must permeate all research.
More attention needs to be given to simulation of the impact of alternative physical,
management and policy scenarios on performance indicators. For this, greater attention
needs to be given to the specification of behaviour, to the identification of causal relations
and processes, and to the use of analytical techniques that permit either comparison of
alternative scenarios or derivation of optimum solutions. IIMI’s research needs to be
more solidly based on its vast cumulative experience, better grounded in theory and
advanced methods of analysis, consistent with IIMI’s mandate and with the institutional
and informational context of the countries where it works.

Studies on irrigated agriculture are found in work on crop diversification, and on
analyses of upstream (land use in watersheds) and downstream (effects of saline water in
drainage) processes. We commend IIMI for not losing sight of its main focus of research
while broadening its mandate from irrigation to irrigated agriculture. However, there are
obviously many more important issues that concern irrigated agriculture than the above,
and a comprehensive plan for work on this is still lacking. Some of these issues will
enter in IIMI’s research through a focus on farm household behaviour, farming systems,
the interface between technological change in crops and water requirements, and work on
sectoral policies.

Research has had an impact on the scientific community through several notable
publications which have circulated widely and attracted the attention of the international
scientific community to IIMI. This impact is however still modest. Impact on irrigation
managers and policy makers has been obtained by raising their awareness of the large gap
that exists between performance and potential, and by providing them with a number of
alternative options to reduce this gap. By far the most significant impact has been
obtained through the role of research in supporting institutional strengthening in specific
country programmes and this is discussed in Chapter 4.

3.4.2 The Process of Adjustment to Strategic Research
3.4.2.1 The Future Definition of Research Programmes

The Panel suggests that current programmes continue to be in an excessive state
of flux, and would benefit from some logical reordering and greater focusing. Since IIMI
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was started, the programme structure has been reorganized many times, with definition of
some 30 successive alternative programmes over the years. Reorganization into a two-
programme approach has recently been discussed as a way of focusing the research
programme. We suggest that, with proper adjustments that can be accommodated within
the current MTP, the programme structure in place seems generally adequate and should
be given a chance to succeed instead of being amended once again so soon after
definition. Better focusing of research should be achieved by sharper specification of
priority research within each programme, rather than by administrative restructuring.
Energies should now be fully devoted to implementing the current research agenda.

Five research programmes does not appear to be excessive as long as there are
strong interactions across these programmes. If country-programmes personnel is
affiliated to these programmes, critical mass is easily reached, although not necessarily in
every country location. A 5-programme structure offers the advantage of stimulating
decentralized initiatives by several research leaders. For donors, it offers clarity of the
types of programmes which are being supported. And for research professionals, it offers
identification with recognizable disciplinary traditions. However, as we shall discuss
below and in Chapter 5, it only makes operational sense if it is accompanied by more
decentralization of programme management compared to the current research management
structure.

A suggested logical reordering of the current programme structure is as follows:

Programme 1: Water delivery, use, and disposal (currently Programme 5,
"Sustainable Management of Water Delivery and Disposal"). This programme focuses on
the interfaces between hydrology, engineering, agriculture and management; on the
technology of water delivery, use, and disposal; on cost-benefit analyses of alternative
options such as lining, desilting, drainage, and rehabilitation within different managerial
structures; and on the development, adaptation, and use of quantitative decision-support
tools. This programme should seize the opportunity of entering forcefully into
environmental issues by capitalizing on a unique combination of interdisciplinary skills in
biophysical and management sciences. Analysis should extend to downstream
externalities and watershed management. If this theme is successfully developed, it may
in due time spawn a separate programme on the environment and irrigated agriculture.

Programme 2: Resource management by farm households and communities
(currently Programme 1, "Assessing and Improving the Performance of Irrigated
Agriculture"). In accordance with the workplan set out in the MTP and the high priority
given by the Board to this subject of inquiry, this program needs to complete the research
in progress on performance indicators. This is expected to take up to 5 years more.
After completion of this research agenda, further work on indicators should be present in
all programmes, according to the issues addressed. In particular, analyses of the
determinants of performance should be the objective of all programmes.

It is difficult to predict priorities so far ahead, especially in view of the likely
changes in CGIAR. Below is sketched out an alternative agenda that could follow the
current Programme 2. This would focus on behaviour in relation to management of
resources, water in particular, since this is the linkage between changes in system design,
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public and private management of irrigation, and policy and changes in performance
indicators. The relevant levels are: (1) Rural households and individuals within
households by gender and age, stressing differentiation across household types. (2)
Communities, particularly for the management of common property resources. This
includes contractual arrangements among households and communities for the allocation
of water. This Programme would be the most logical home for the gender theme in
terms of disciplinary affinities.

Programme 3: ILocal organizations for the management of irrigation systems
(currently Programme 4: "Toward the Local Management of Irrigation Systems"). This
programme is currently properly defined. It focuses on intermediary organizations,
principally water users associations (WUA), farmer-managed irrigation systems (FMIS),
and cooperative organizations for the management of surface and underground water. It
addresses the important issues of turnover and privatization of water management, and of
complementary institutional reforms as governments cease to deliver services, including
service cooperatives, credit unions, technical assistance services, etc.

Programme 4: Public irrigation agencies (currently Programme 3: "Improving
Public Irrigation Organizations"). This programme focuses on administrative mechanisms
of water allocation and on the determinants of performance of public irrigation
organizations, for instance the roles of bureaucratic incentives, decision making
hierarchies, and financial responsibility. The process (speed, sequencing, and
complementary reforms) through which reforms are being implemented is also
fundamental for the success of managerial reforms as well as for eventual privatization
and transfer.

Because public and private sectors always coexist in the management of water,
with different relative weights and functions, careful consideration should be given to
bringing Programmes 3 and 4 into one single programme that deals simultaneously with
public and private organizations for the allocation of water. Arguing in favour of keeping
them separate, but closely interacting, is the fact that they rest on different intellectual
traditions within the social sciences.

Programme 5: Sector-level management and policy toward irrigated agriculture
(currently Programme 2: "Sector-Level Management of Irrigated Agriculture"). This
programme would focus on issues of public finance and investment priorities, planning
techniques for the intersectoral allocation of water, property rights and the legal
foundations of water contracts, the development of water markets and water pricing as
mechanisms for the allocation of water, regulatory agencies for the performance of water
markets and the determination of water fees, regulation of pollution and incentives for
sustainability, the broader policy framework determining the structure of incentives and
constraints, and long run dynamic forces such as population growth and global
environmental change. Much of this work should be done cooperatively with [FPRI, the
World Bank, and other agencies (see Chapter 7). It is, however, important for IIMI to
participate at this level of analysis in order to maintain a link with the broader picture of
water management.
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There currently exist large imbalances across programmes in terms of staffing,
resource support, and level of activity. We suggest that, if IIMI has a serious
commitment to its current MTP, careful attention must be given to the discrepancies
between desired and actual programme sizes and that remedial actions be correspondingly
taken.

Cross-cutting themes were recently introduced, but have as yet not been a
success. This is typical of a matrix approach to research management, where the
secondary dimension (themes) is either competing for resources with the primary
dimension (programmes), or left unstaffed and neglected. In our opinion, cross-cutting
themes have not been organized in such a way that they can work. We suggest that these
themes should be vigorously pursued but that this should be done by integrating them in
all programmes when relevant, as opposed to de-facto managing them as separate sub-
programmes. Each programme leader should have clearly formulated plans as to what
his/her programme should be doing about cross-cutting themes (see Chapter 5).

IIMI should give far greater attention to the link between irrigated agriculture and
the environment as this theme emerges as a well acknowledged critical issue and the
CGIAR has identified it as one central to its mandate. Failure to move pro-actively on
this theme exposes IIMI to the risk of finding itself dangerously lagging at a later date.
Greater attention should be given to finding opportunities to do research on the
environment within IIMI’s mandate and core budget constraint, and collaboration with
other institutions working on this vast subject should be arranged. IIMI should prepare
itself for its role as a *Systemwide convening Centre on water management research’ by
being proactive in addressing related environmental issues. A separate programme on the
environment and irrigated agriculture may well be organized at a later date if this theme
is successfully developed.

The Panel recommends that IIMI explore opportunities to expand its
research on the environment, particularly in relation to the Systemwide initiative on
water management.

This Panel is conscious of the danger of suggesting additional themes in a context
of, at best, zero-sum core budgets. Trade-offs will consequently need to be made with
other existing programmes. To this end, IIMI will have to engage in a full review of its
priorities. Possible sources of savings are the consolidation of Programmes 3 (Public
Organizations) and 4 (Local Management), minimal expenditures on Programme 2
(Sector) by conducting research principally through cooperation with others, and extensive
collaborative agreements in the environmental field as well. In our judgement, however,
the main sources of funds for this additional area of work should come from enhanced
internal productivity in research, following the recommendations made by this Panel,
which ought to allow work in new areas without sacrificing output in the existing
programmes. Finally, if IIMI makes a convincing demonstration of its specific
capabilities in this important field, additional funding through contract research seems to
be a realistic possibility.

This Panel is also conscious of the need for IIMI to prioritize its efforts between
moving into new research themes and enhancing the quantity and quality of its strategic



35

research as recommended by this Panel. We feel, however, that progress in the
environmental theme is too rapid and widespread for IIMI to lag behind without serious
risks.

3.4.2.2 Achieving Better Performance in Research

IIMI’s research projects need to relate more explicitly to the broader global
picture, to identification of the major determinants of a water "scarcity" crisis and of the
sub-optimal performance of irrigated agriculture. The relatively poor definition of current
research is not due to lack of vision, but to the width of the gap between global vision
and specific project definition. Establishing relationships between the broader picture and
research priorities is the fundamental purpose of the development of a long term strategic
plan and of an MTP which makes a collective vision operational. To be effective, future
MTPs consequently need to be developed through intensive participation and cooperation
among research programme leaders, country programme heads, and management and
their respective teams. Only if the MTP is the outcome of such a process can it become
a consensus document that sets research priorities, coordinates research, gives guidelines
for project definition and screening, and relates project initiatives to the broader picture.

Given the rather unique approach which IIMI has chosen to fulfill its mandate,
achieving greater performance in research also requires that headquarters research and
country programmes be integrated into a single coherent programme, which has research,
institution strengthening, and training components. Definition of research priorities
should in part be done in response to identification of critical bottlenecks and
opportunities in irrigation management at the level of country programmes. Information
gathering and applied research done in country programmes should be clearly linked with
overall research objectives and with Institute-wide research programmes. IIMI’s greatest
advantage in insuring relevance to its research is the close link which it has with user-
driven demands. However: (1) Close participation of national representatives in the
definition of country programmes through local Consultative Committees (CC), while
essential, should not be confused with the setting of research priorities toward strategic
research. CC demands for information may tend to be dominated by the need to provide
answers to short run crises. (2) Headquarters needs to provide greater scientific guidance
and more precise definition of research methods, in order to permit effective comparative
analysis across projects and countries, and the extraction of strategic knowledge from
country-programme action research. (3) The current separation between research and
institution strengthening in defining the content of country programmes is reinforced by
the separate control over these two functions by a Director of Research and a Director of
International Cooperation (DIC).

Most country-level institutional strengthening activities that have a sufficiently
specific focus should be explicitly identified with IIMI’s research programmes, either/or
both as sources of information or for the dissemination of research results. In addition,
all country research activities should be part of an IIMI research programme and hence
under the shared authority of the corresponding research programme leader and the
country programme head. A suggested organizational structure and a set of operational
procedures in support of this integration are presented in Chapter 5. In this chart, the
DDG assumes the responsibilities formerly assumed by the DIC and some of those by the
director for Pakistan.
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The Panel recommends that each country research activity and most
institutional strengthening activities be associated with a research programme, with
the Director of Research and the Deputy Director General coordinating this
integration.

As CGIAR financial contributions have declined, and IIMI, like other CGIAR
Centres, has to rely increasingly on contract project funds, the risk of "following the path
of a consulting firm" is enhanced, particularly since opportunities for contracts are
relatively abundant in this area of expertise. There is in principle no reason why reliance
on complementary funding cannot be made consistent with IIMI’s mandate,
implementation of a coherent research programme, and achievement of strategic research.
However, this will require increasingly careful adherence to sharply defined programme
priorities set in the MTP, clear definition of hypotheses and methods before acceptance of
special projects, and continuity of effort and accumulation of knowledge. To achieve this
necessary guidance, we make a recommendation in Chapter 5 on the Programme and
Project Subcommittee.

We noted that the volume of publications must be increased and that more
research results need to be published in professional journals and refereed outlets. At the
moment, too many research results remain in the grey literature where they are difficult
to access and are not subjected to the rigors of anonymous peer review. For this
purpose, the proper incentive structure must be put in place. In general, there should be
much greater explicit demands made of the research staff to publish, with the highest
scientific standards relevant to fulfill [IMI’s mandate. In discussions with several top
IIMI scientists, we noted confusion between the need to publish in the scientific literature,
and perceived relevance of this type of knowledge for real practitioners in the field to
whom IIMI scientists have strong commitment. This confusion needs to be resolved, and
a clear definition of the requirements for publication should be specified in job
descriptions and in the definition of goals. Evaluations of research staff performance
should be.done, with feedback to staff directed at helping individuals improve their future
research performance. Associate experts seconded to IIMI should be explicitly induced to
publish on behalf of the Institute and generally jointly with their IIMI collaborators. For
the moment, those experts located at headquarters are not sufficiently integrated in IIMI’s
research programmes and are too often left adrift. This is not the case in country
programmes where this integration has usually been effective. Greater incentives to
publish should also be given to national collaborators by defining more explicitly their
roles in the process of research and publication. In general, these collaborators should be
joint authors of the publications based on work in which they have participated.

As recommended by the two previous review panels, greater use should be made
of external panels of experts and international advisors to enhance quality of research
output. According to IIMI’s response to the 1990 donor sponsored review (see Appendix
VI), this does not appear to have been done except on one occasion. It is, nevertheless, a
small part of what is needed to insure quality. The key sources of quality performance
and quality control are in our opinion to be sought in improving the intellectual climate
that prevails at IIMI. This climate must stimulate creativity and collegiality, and use peer
pressure to enhance the quantity of research and peer advice to enhance the quality of
research. It should be created by organizing periodic seminars, informal presentations of
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proposed research initiatives and early results, reading groups on new subjects to be
explored, short courses on key issues (e.g., new advances in quantitative analysis and
computer packages, in the theory of institutions, in management techniques, etc.), and in
general by fomenting an atmosphere of intellectual ferment and discussion. At present,
not much of this occurs, and individualism is the dominant norm.

Sharper focusing of research also needs more clarity in the division of labour
with other research institutions in the field of irrigated agriculture and the necessary
supporting collaborative arrangements. These arrangements have to be based on a clear
understanding that IIMI’s five research programmes all need specific partners. This
includes both other CGIAR Centres and other participants to the field (see Chapter 7).

Finally, quality can be increased by a stronger interface with the international
scientific community and with centres of excellence at the frontier of knowledge in the
different fields involved. For this, IIMI has to seek greater involvement in collaborative
projects, and make more effective use of visiting scholars, students doing doctoral
dissertation research, and scientists on sabbatical leave. Participation in scientific
conferences should also be encouraged.

3.4.3 Needs in Adjusting to Strategic Research

Strategic research is a demanding task that requires technical skills and the
organization of research teams that are markedly different from those needed for donor-
driven project-specific research. We started this chapter by observing that the subject of
irrigation management research is highly interdisciplinary. This raises difficult questions
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