12.4.2 Operational Departments, FMWRRD

It is proposed that five Departments as are explained in Figure 12-2
would be provided for proper implementation of the NWRMP, of which the
Department of Water Administration that will be newly established is
examined under 12.3 of this Chapter. :

(1) Department of Dams #nd Reservbir Operations |

It is proposed to have three Divisions, viz. (1) Project Planning and
" Coordination Division including the proper arrangement for multipurpose
water storage and use with a strong inter-linkage among various project
organizations and also the technical matters on inter-basin water transfer |
‘schemies, (2) Dam Engineering Division and {3) OM Division; for the latter two
taking into due account more emphasis upon the urgent solution of current
problems and constraints in terms of technical management as are explained in
Chapter 4 of the Sector Reporl;

(2 Dépaz‘tmémt of _Irrigation and Drainage

- Itis suggested to prowde three D1v1smns viz. (1) Project Planning and
Coordmatwn, (2) Irrigation and Wetland DeveloPment and (3) Command Arca
Services in compliance with the work category and related load to be expected

- during the Plan period. More particularly, each Division would be to perforin
the following activities and functions: -

-a) ‘Project Plaiming and Coordination Division

- - Preliminary mvestigatlon and reconnaissance.
- " Feasibility p]anmng and pmJect formulation.
- Imgatmn engineéring and project management to assnst RBDAs,
. Monitoring and evaluation of OM. :
- Idstitutional /human resources management.
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b) Irrigation and Wetland Developnient Division

- Feasibility planning and project formulation..
- - Irrigation éngineering and project management. -

¢) Command Area Services Division

- Field investigation and studies.

- TIrrigation engineering and p"roject management.
} Monitoring and evaluation of OM.

- Institutional / human resource manageinent.

While the agricultural extension services to irrigation farmers are

generally provided by the State agencies principally by the ADPs, the RBDAs
used to have their own extension staff but this service was disbanded in 1986
although some extension staff are retained by some RBDAs. It is critically
important that closer linkages are developed between RBDAs and ADPs to
ensure adequate agro-allied services for the clients of the former. A number of
options are available, but the most practical one appears to be for the ADPs to
establish a special branch to provide the required extension services to the
RBDA prOJects Appointment or secondment of the senior ADP personnel to the
RBDA scheme managements would also factllta_be the development of needed

cooperation; and in the States with substantial areas 'li'n'def the RBDA

irrigation, a RBDA representative would be’ assngned to the ADP management
committee. o

Urgent attention will be paid at-the policy level to forge the strong
collaborative links between the various public and private ofgani‘zfitions
involved in one way or another in the development of all aspects of irrigation
and supporting services, as is explained in para. 12.2 of this Chapter. In
particular, this Department should develop the strong working links with the
Depariment of Agriculture, FMANR sharmg in the responsnbilltles within
their mandates, to apply necessary skills where each has comparative
advantagesin the irrigation development effort.
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3y :ljé'pértment of Waber Suiaply and Quality Control

For smooth opcratmns of the NWRMP thls Department should have
three Divisions, viz. (1) Water Supply and Samtatlon Coordination as Federal
apex: body, (2) Water Engmeermg in ¢conformity with the Section of the Water
Resources Decree for technical assistance and rehabilitation and improvement
support to public authorities having the responsibility for public water supply,
| 'and (3) Water Quality Control in connectlon \'nth the FMWRRD mandate to
monitor the OVerall quality of the water resgurces m ¢ooperation with the
- FEPA and State Enwronmenta] Agenc:es

The 'Wat'er Resources Sec‘tor, FMWRRD through its Department of
Water Supply and Quality Control is charged with the policy advice and
formulation, data ¢ollection, resources and demand surveys, monitoring and
coordmatmg of water supply and sanitation development and operations and
the 1mt1at10n of related research development and studies at Federal level, It
' shall also be responSIble for the establishment and opex atlon of the National
Water Quality Reference Centers. There is the Federal Ministry of Health and
Human Services (FMOH) which is rESponsﬁ)le for establishing the standards
- :and quahty aspects of publlc water supphes The Department also represents
the FGN’s mtm'est in'the processmg of external financial assistance for projects
‘within the Sector. It is of the common view that the responsnblhty of
| ‘natlonmde coordmatmn for water supply and sanitation is most often given to
E:Y natmnal mmlstry of health, bemg less often to another ministry of public
.WOrks or ‘water résources. This is because the operational links among water
‘supply, waste dlsposal and mstructmn in personal hygieng have always been
""stl‘essed and they need to be planned together Health serv:lces, housmg
'idevelrnpment and urban plannmg ‘alse have 1mp0rtant links to water supply
and sanitation, Coordinating and faclhtatlng all these activities which
customanly are the responsmnhty of independent orgamzatmns, are presenting
'another sot of orgamzatxonal challenges wh:eh many countrles are stlll
: ‘struggling tomeet . '

‘ “In ngerna too many agencles, mostly the Government owned are
"‘mvolved in the act’ of domést:c ‘water supp]y, Thls may create undesnrable
nvélry and compet:hon duphcatwn of el‘forts and Wastage of searce resources,
and 'above all the problem stlll remams' 10 water for grea!; number of people.

More pa1 tlcularly, the fol low:ng have been o'bSérved
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- Aside from the Federal agencies, the State Water Agenc:es (SWAs) are
normally headquartered in a State capital with the Area or Zonal
offices in various parts of the State, Genera]ly, these outside offices

* have very limited powers and should vefer most major decistons to the
- headquarters, In addition, the SWAs are s6 distant from their out-
station offices that the local problems do not attract quick response to

: prolonged suffering of the people. R

- The load of the SWASs is so heavy that they have only attempted to

. grasp the problems of water supply to the cities and few urban centers

with little impact in the rural areas. And, the revenue generatmg

- capacity of urban areasis more altractive than in the rural areas. The

situation where the SWA managenents are located far away means

that the rural areas have been marginalised or neglected from the

- water supply scheme, while the LG Authorities have no direct control
over the activities of SWAs. -

- The LG Councils only see their involvement in water supply as ad hoc
and are not compelled to provide water or charge for the services
provided. It appears that very few LGs undertake serious
maintenance of the mini schemes provided through the National
'Borehole Pro;ect

_ ' B0 may be 0!' an opinion that the present functwns of SWAS to supply
the treated water to the urban areas be decentrallzed meanmg that the LG
Couneils should be responsnble for the treatment dlstnbutlon oM and outfits
in the urban areas of LGAs operatlng in areas for the supply of raw water,
Under thls proposal the SWAs will be responslble for (1) pohcy fonnulatmn in
the State Water Supply Sector, (2) the coordmatlon of the actwmes of all

exnstmg agencies mcludmg the mternatlonal orgamzatmn for rural

communities, (3) the negotnatmn and approvai of grants, loans and subventmns
for the water supply develo;)ment and (4) planmng and construction of the Jomt
fac:htles to supply the raw water to multi-LGAs.

_ The decentrahzatnon of the management of the water works to the LG
Authorities level with full reSpcns:blhty for OM will reduce the problems 50 far
“identified for the lack of effective communication in the SWAs. In addmon itis

expected that there would be. marked - :mprovement in consumer response,'

revenue gene:atlon debt recovery and better commxtment on the part of LGA
to provnde better serwce. A pel'lt)d oi‘ several years for thns transntlon may be
reqmred to enable the LGs develOp necessary structures and outﬁts for this
aSSIgnment and the SWAs to el‘fect smooth handlmg over o the LGs, .
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The schedule of duties to be given to three Divisions under the
Department of Water Supply and Quality Control, FMWRRD may be

stimnmarized below:

‘WATER SUPPLY AND SANITATION COORDINATION DIVISION

o =P'rg3\iision of policy guidelines on urban, semi-urban and rural water
supply and sanitation sector. , '

-~ Overall coordination and supervismn of all sanitation and urban,
semi-urban and rural water supply activities nationwide.

- Execution or programmes to enhance advocacy and colhbmatlon
- within the sector.

- Formulation of pdllClés on the folhjvwiiig aspects of urban / semi-urban
and rural water supply and sanitation in the country '
i) Charges for bulk water supply. |
ii)  Water supply tarrif structure vis-a-vis cost i‘ecoxfery.
jiii)  Inslitutional arrangement for rural water supply activities.
iv)  Periodic review of the s'tatutbryjprovisicih to water supply and
" sanitation by the various tiers of Government.

v) 'Commumty partucnpatxon for sustamable rural water supply
and sanitation.

- Coordmatlon of all projects on rural and urban water supply being
partially or fully funded by external support agencies.

- Centralized coordination and storage of data collected on water supply

and sanitation in easily retrievable manner to form the framework for

- lmpm\red national water supply and samtatwn monitoring, planning
and management. S

WA’I‘ER ENGINI}ERING DIVISION

Formulatlon of standards for urban / semi- urban water supply on:
.y NetWOrk demgns, development and analyms

ii) ' Sborage facihtles designs and 1mprovement

iu) Water treatment, plant operatwn and mamtenance

- Formulation ‘of standards on the following- aspects of rural water
s_upp_ly nationwide: _ )
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i) Devices to be used for abstraction of water for the rural
populace.

ii) Simple distribution network des:gn suitable for the rural
areas.

‘Technical assistance to the State & deal"_Goeernments on the
adherence to design, operation and maintenance standards.

Development of guidelines on the design, develc:pment and adaptation
of models and prototypes of mini water works such as:

i} Rain water harves_t de\nces.
i) Infiltration galleries.
iii) Springcatchment.

Development of specifications for locally manufactured waber supply
devices including:

i) Watermeters, castiron fitlings.
i)  Ductileiron /steel pipes.
iil)  Casings and screens for boreholes.

iv)  Pumps, both mechanical and electro-mechanical,

QUALITY CONTROIL DIVISION

Establishinent of Water Quality Control Laboratories for monitoring

and selting up of national guidelines and standards.

Water quality and pollutlon control measures relatmg to water supply
in general, . :

Quality control monitoring of reservoirs and boreholes / hand dug
wells for the protection of human health,

Advice on the specifications of locally manufactured water treatment.

chemicals.

Studies on pllef, schemes on water tjuality processes.

Responsible for all quality control related activities including liaising
with all Federal and non-Governmental Agencies and dissemination of

the FGN’s pollmes and gmdehne on quahty control to all relevant
State agencies.

Setting up of Training Network Centres and resources materlals for
human development

Momtorlng of water quality for and from nngation projects.
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- Hydrochemical mapping of national water bodies.
- . Creating water quality data bank.

'12.4.3 National Water Resources Institute (NWRI)
(1) Evaluation of the NWRI

" Reference is made to a report “Assessment and Evaluation of the
- National Water Résources Institute, Kaduna” as presented by Skoup & Co. ,Ltd
(1991) which compiles the present situation with problems and constraints and
' subsequent recommendatl ons.

' The NWRI is a publicly owned and financed organization accountable
to the FMWRRD. Overall direction of the NWRI is provided by a Governing
Board, and the day-to-day management and direction of the programs are the
responsibility of the Dlrecter In the present structural set-up, the NWRI has
six centres viz. Edueatlon Research, Computer, ‘Administration and Finance,
‘Library and Works. Since the Institute has no sub-station as distinct from
experimental s:tes it appears that the Institute is a data- col!atmg rather than
adata-generating agency o

An ei‘fecti've and functional NWRI should be a vital instrument for
implémenting the national water resources pohey In order to fulfill the
objectives of thls pohey, ‘the FGN has pledged to adequately strengthen and
‘fund thé NWRI, universities and Polytechmcs to ¢nable them to play their
' expected roles i in wateér resources and manpower development in “Agricultural
" Policy in Nigeria” (FMAWRRD 1988) It is said that the trend in funding has
“been generous giving an erronéous impression of dwmdhng financial support.
"Although the Instltutes budget is presented to the Governing Board for
- approval the annual werk ‘program dees niot go beyond the Institute’s

"management lével so that it is difficult to sé& how the adequacy or madequa(:y
of the budget can be detenmned mthout consxdermg the werk load

The” capamty of the NWRI to meet the training needs of the water

: resources orgamzatlons will’ depend upon the qualnty and numbers of the
- varioue eategorxes of staﬁ‘ employed by the NWRI to meet lts obhgatlons The

51219



Skoup report explains that the total number of staffin the NW_RI is adcqﬁate at
present and the professional qualification of the senior staff is generally
satisfactory. Although the research is an additional function of the NWRI in
the water resources field where Nigeria is yet to make a mark, itis absolutely
important that the research staff be upgradec{ through the training to a level of
expertise consistent with the desired result. A staff/ student ratio of 1 : 5.6 for
the Education Centre would appear to be satisfaclory - when viewed against a
ratio of 1 : 10 recommended by the National Universities Commission,

(2) Recommendations in thé, NWRMP

“Aside from the public administration to be vigereusly implemented by
the FMWRRD in line with the NWRMP towards the year 2020, the NWRI will
be substantially strengthened and upgraded as a main body for the reséarch
and technical services with the full responsibility to operate the data collection
-/ analysis/banking, hyd'rblog_ic.al observation/ analytical study and training for
design /OM of hydraulic structures, for which a proposed organization chart of
the NWRI is compiled i in Figure 12-3, In this respect it has been already
suggested to transi‘er the main techmcal functions of the present Department of
Hydrology and Hydrogeology in the FMWRRD Headquarters which has not
- been directly connected with the pubhc administration. This is explamed in

para. 12. 3 of this Chapter. -

_ At present, there are two principal data processing centers in the
Water Resources Sector, FMWRRD, viz. (1) the Water Resources Databank
-Centre (WRDC) in Abu_;a under the Department of Planning, Research and
Statistics, and (2} the Data Bank and Computer Based Remote Sensing Centre
in Kaduna under the NWRI both of whlch were developed under the UNDP
Technical Assistance Project initiated in 1989, A UNDP/ UNESCO Mlssmn_
recommended in 1991 that the database should be. c0p1ed to the WRDC Abuja
- to support l_;he planning and administration _at _t_he_FMWRRD_ H_eadquarbel,‘s

while the database at the NWRI, Kaduna should support the teaching and -
research and this reconunendatwn has been the begmnmg of a Wide Area
Network (WAN) for the data exchange in the Water Resources Sector, In

accordance with the recommendatmn to upgrade the technical capablhty of the
NWRI including the transfer of hydrology- related work as mentnoned above, it
is also suggested to transfer the Waber Resources Databank Centre to the
NWRI, Kaduna for more technical and engmeermg considerahon, while the
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databank centre in Abuja will be directed to be equipped with the function of a

Water Resources Management Information System which will be fully utilized
~ for smooth Operatlons of the publlc administration on the nation’s water
resources. - It may be noted that a report prepared by the JICA Team on
January b, 1993 compiles (1) Present Situation of the Databank Centres in the
FMAWRRD, (2) Future Needs in the Databank Centres and (3) Data .
Processing in the JICA NWRIS.

It is stresSéd that more 'pdsitive effort should be made to upgrade the
water resources staff through in-service and on-the-job training. In order to
achieve a proper implementation of the NWRMP, the FMWRRD should
identify the skill gaps to be filled through such training in the NWRI and other

‘local establishments. Training in overseas institutions would be the last resort
‘where the facilities for training in a particular area are not available in
Nigeria. | - '

The JICA team may suggest the followmg items for proper operations
of the NWRI: :

- It is observed that a Technlcal Advisory Committee, thc
' est,abhshment of which is provided for in Seclion 5 of the NWRI
Decree, has not been appointed. This should be appointed for the
purpose of giving the guidance on short-and long-term planning of
the NWRI program in connection with the NWRMP,

- At this stage, the NWRI operates the Unified Salary Grade Level
System as applicable to the Civil Service, while other research
institutions of this type in Nigeria have adopted the USS system as
apphcable to the Umversntles, Polytechnics and Research Institute.

"To give more incentives to the NWRI stalff, the USS salary scale
should be brou ght up to the appropriate authority for approv.al
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12.4.4 RiverBasin Devélopment Authorities (12 RBDAs)
(1) Past Achievements

- It is clear from the ambitious aims specified for the RBDAs that they
were looked upon as the solution to the inefficiency of development planning of
.the Federal and State Ministries. They have tended to focus on large-scale
smgle purpose pmjects with large, sophisticated technology and expensive
“engineering elements, especially for irrigation schemes. Some of the RBDAs
developed large, ‘mechanized, rain-fed farms or were engaged in poultry
' produchon or land clearmg schemes. Each of the RBDAs developed large and
" inefficient bureaucrac:es, and perenmal conflicts with the Federal Ministries
and State Govemments havemade the RBDAs to achieve very htt!e progress.

The performance of the RBDAs has been much mlxed few of which
were either financially or economi¢ally sound. In their tasks of monitoring and
: managmg the water resources, all RBDAs have failed to do a satisfactory work
‘and, to the centrary, have neither installed adequate hydro- -gaging systems nor
maintainéd those that have been mstalled ‘While thelr functions are rational,
“the fi nancial constramts have reduced the programs of several to a size that is
inconsistent with their relatwely large staff and relevant facnhhes such as
: bunldmgs, land, plant and eqmpment Chapters 4 &5 of this Sector Report,
‘show the achievements of these RBDAs in terms of i ir rigation operated and of
- water source works and related irrigation systems completed or under
construction and that aWait the 'd_ownstream development.

, lee most of the pubhc enterpnses, the RBDAS have failed to realize
" the hlgh expectatlons of‘ the FGN particularly as vntal instruments for the
attainment of self- sul‘f‘clency in food productson. Some of the reasons as
"already given for thelr fallure mclude‘ -

e Inadequabe fundmg _
. Lack of technolog:cal mfrastructure

- 'Bureaucratlc redtapism in their relatzons with the supervnsmg
__ {Mmlstry

. Frequent changesm pohcles
- Interferencein operatmg decismns
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- Poor resources allocation.

{2) Partial Commercialization by the TCPC

' Acco‘rdingly, the miain thrust in the program of Comnercialization of
the RBDAS since the year 1988 is to remedy these observed shortecomings. Tn
designing the reform package of - RBDAs, the Techmcal Commlttee on

‘Privatisation and Conunereiallzatmn (TCPO) has taken into consideration the
following f actors

- RBDAs oceupy a pivotal posmon in the search for economiec
development and self- sufficiency particularly in food production
and raw matenals for industries. The wheat program started some
years ago is a shining example of the kind of role which the RBDAs
are expected to play 1n the proVrsmn of the raw matcrlals for
industries. :

- "The level of inefficiency, mismanagemeﬁt'a’nd waste in the public
enterprises including - the RBDAs calls for measures which
represent a radical break with past attempts at introducing
changes, if the objectives of present commerclall.zatlon program are

tobe achieved. The case of non-water assels is a glarmg example of
the scale of mlsmanagement of scarce financnal resources.

Investments in such orgamzatrons m their present form consume
vast financial resources, the seale ‘of which are progresswely
outstrlppmg the pubhc resouree avalhbrht}' '

The RBDAs ére'p'art- of 24 public enterprises slated for 'p'ertial'
commercialization under Schedule 11, Parl; I of the Privatization and
Commercialization Decree, No. 25 of 1988, Acco:rdmg to ‘the - Decree,
'Commeraallzatwn means the reorganizatlon of enterprrses wholly or partly
owned by the FGN in whlch such commercnallzed enterprlses shall operate as.
profit making commercial ventures and without subventlon from the. FGN.
They would have to operate as purely. commercial enterpnses, and being
subject to the general regulatory powers of the FGN the enberprlses are to be
able to:

- fixrates, prices and charges for goods and servrces provnded
capitalize assets; :
- borrow money and issué Debentures Sbocks, and



- sue and be sued in their corporate names,

Under thls guidéline, the broad objectives of the partial
commercialization of the RBDAs are:

© - To re-orientate the RBDAS towards a new horizon of performance
improvement and viability through the enforcement of strict
" commercial principles and practices.

- To remove the bureaucratic battlenecks in their decision-making
" procedures and admlmstratlon to enhance their general
“operational efficiency.

- To evolve an effective, cost-conscious and goal-oriented
management, ' '

- To reorganize ‘and reorientate the RBDA operations and

admnmstratlon to ensure the achievement of the objectwes for
“which they were established. :

- 'Fo undertake a comprehenswe review of the accountmg and
~information system in the RBDAs with a view to install and
maintain modern and effeetive accounting system which will
produce promptly and accurately the necessary data for monitoring
their financial operations and performance, '
- To check their present dependence on the treasury for funding
" 'through a more realistic capital structure which will enable them
to approach the capital market t6 fund their operations without the
Government guarantees.

" The TCPC has recognized that the 11 RBDAs are not the same in their
level of development, size of operations and complexity, Indeed, for some of
them, after the sale of their non-water assets they will have practically nothing
to do: Accordingly in p'r‘dposing new organizalion and management structures,
the RBDAs have been ¢abegdriz‘ed into three groups:

_ GroupA: 'Hadejia-Jama’are.Sokobo-Rima and Chad (3)
| . Board of ljirecf,ors (9 members):
‘Managing Director -1
Executive Director -3 mcludmg ‘Operations, Serwces, and
Fmance & Admlmstratmn '
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*

Part-time Divectors . -5 including ‘the Ghalrman and a
representative of the Supervnsnng
: . Ministry.

Cessation of Subventions:

50% recurrent subvention to be withdrawn in 1993 and no
subvention as from January 1994,

GroupB: Anambra Imo,’ Ogun OShun Upper Benue, Lower -

" Benue and Niger {5)

Board of Directors (7 members):

Managing Di_réctor -1

: Executive_Direétors -2 i'nc}_udiiig Operations and Services.
Part-time Directors -4 in¢luding the Chairman and a
' ' ' répresentative of the Supervising
Ministry.

Cessation of Subventions:

 331/3% of recurrent subventlon to be w1thdrawn in 1994 and none

from 1995.

Group C: Cross River, Benin-Owena and Niger Delfa_ 3)

*

Board of Directors (5 members) S g

General Manager -1 -
Part-time Directors -4 inc¢luding the Chairman and a
' representative of the Supervnslng
Ministry.

Under the General Manager, twe Actmg General Managers are
positioned for each of Operatlons and Services. '
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. Cess'sélti(m"bf Subventions:

' 20% of recurrent subventxon to be withdrawn each year 1993 - 1996
ending up w1th no subvention in 1997,

It is also mentioned that after the trén’sitiml period as given above for
continued Federal slibvé'ﬂtioh of both capital and recurrent funds, the RBDAs
should, in addition to Eeing financially self-supporting, be able to declare
‘surpluses and pay a return on investment not less than b percent annum, and
futuré developments not covered by capital subventions should be financed
from the capital market and co]laterallzed by the quality of the balance sheets
of the respective RBDAs, In addltlon, it is recommended that the foliowmg
functions of the RBDAS should be fully commercmhzed |

i)  water supply.
i)  dammaintenance and operatlons
i) irrigation projects which invelve:

- canal construction, - _
. const‘ruéﬁon of night stm‘age and compensatory reséi*voirs
“procuréinent and installation of pumps, sprmklers and other
- necessary éqmpment
iv) boreholes dnllmg
‘_ V) land clearmg, preparatmn and management and leasmg
i) - 'consultancy services.
“vil) plant }nre services,
| viii) so:l and water testmg laboratorles
ix) auto repalr and serv1ces

('—3): Récommeﬁdatiéns iﬁ the N WRMP

In accordance mth the decnslon to restrlct the RBDA operatlons to the
water reSOurces development and subsequent oM, the followmg future
'dlrectlons are onented :
(a) The RBDAs mll be respons:ble for devel(t-pmg multlpurpose water

storages ‘and supplymg ‘the raw water for the purpose of irrigation,
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(b)

hydropower, water supply and others with the amount and timing as
required by the downstream users at the desngnated points with
appropr:ate COst_mg arr_angem_ent._ In the case ﬁofrlrrlgatlon, major
facilities to be constructed and operated by the RBDA include the storage
dams, primary pumps, diversion dams, main and lateral canal network
together with major drainage works, and subsequent provnsion and OM of
the termmal service network will be the responsnbxhty of the Water Users
Assomatzon (WUA) together with the agro-allied services to be carned out
by the State ADPs for urgent realrzatlon of the antxclpated irrigated

' agrlculture under proper arrangement of the State Government In the

case of water supply, the dehvery of raw water by the RBDA will be made

“at a point wnthm the territory of the State Water Agencies. When the
~ hydro sector is mcluded its specﬂ’ic faelhtles will be constructed and

operated by the NEPA for major hydro or the State Rural Electrification |
Boards for mini hydro. With this arrangement, the RBDAs will become
the public enterprises similar to that of the Water Resources Development

-Corporation under the supervision of the Mlmstry of Constructlon in

Japan.

During the course of the JICA Field Work (M), the RBDAs were asked for
the procedures to demarcate the prOJects and programs for water
resources development between the RBDA and the State Government It
may be noted that “The Budget Momtormg Commlttee Half Year Report”
(December 1993) recommends that in view of the dwmdlmg FGN
resources; all small agricultural and water resources plOJect-S should be

handed over to the State Governments. For thns the JICA Team takes a

different view that since the State Governments are not eqmpped wnth :
suﬁiclentmanpower to manage those projects as aré seen in para, 12,1, 3,
all the water resources projects even for small scaled should be carried out
by the RBDAs after substantial upgradmg of their engmeermg capablllty
and in accordance with the consistent’ ‘policy and gmdelmes under the
FMWRRD. In this event, the State Irrlgat:on Departments would be best
merged With the ADPs which have the ablllty already well: demonstrated -
to promote the farmer-owned and operated :rngat;on wnth the benef‘it of a -
strong FGN support and assisted by the’ World Bank Mhis
recommendatlon hoWever, may be against the general deeentrahzatlon

o pohcy bctween Federal and State and as thc engmcermg capa\mhty in the
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(©)

(d)

‘State Governments is stréngthened during the course of the NWRMP,

this may become null and void.

Asisstatedin paré. 12.3: 3, the presént functions relating to hydroldgicai
and meteorological data’ eollection and investigations will be removed

- from the RBDAs and will be transferred to those of the proposed Regional

Water Admmlstrahon Offices, because these functions are non-révenue
yielding without doing any harm to the RBDA operations. However, the

| -hydrologlcal gages to be required directly for hydraulic structure
_ operations will be mana_ged by the RBDAs at their cost, anid the data

observed will be sent to the NWRI for reference and management.

The NDBDA took over the responsibilities of the Niger Delta

Development Board, Federal Ministry of Transport and Aviation. Unlike
other RBDAs, this Authority operatés mainly on the water-ba_th sea and
fresh water in the delta and creeks. These factors impose very severe and
stringent operatidnal conditions and very hard working conditions on
specialized machinery such as can work under deltaic soil conditions and
withstand the corrosion by saline water, It appears that all these restrict

‘the scope of NDBDA operations and limit the level of its achievements,

For the proposed rchabilitation of cutter suction dredgers, it is
recommended that a detailed costing will he done to ascertain the feasible
and viable charging hire rates fdi‘ these equipment before investing more

funds for this, and coneurrently the viability of the use of these equipment
for actual operations will be fully assessed for altérxiatiVe consideration.
~ Currently, the NDBDA is undertaking the schemes to solve the ecologteal

problems of flooding and erosion as are similarly seen in the A-I, LB and

B-O RBDAs. It is the view of the JICA Team that these non-commercial
~ schemes together with the activities under the pollutlon monitoring and
- ¢ontrol program be funded from the Eeological Disaster Fund to which
- they more closely relate after careful examination on the content of these -
: pmposed activities. The NDBDA should act as an agent of the FGN for

these actmtles not belongmg to the Water Resources Sector, FMWRRD

and, therefore, be refunded by the FON. through the FMWRRD for any
- expenditures’ incurred. This {s what i is demanded by the new quasi-
© commercial status of the RBDAs. :
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- Itmay be noted that it would be difficult to evaluate how the programs
of four RBDAs (A-1, B-O, C and ND) | justify-their existence as independent
agencies, and there would appear to be a strong case of reducing the number of
RBDAs through amalgamation in the interests of both administrative and
technical efficiency. In addition, it is considered that the moves to amalgamate
the H-J RBDA and the CBDA will make the significant pomtwe changes to the

currently imbalanced water sxtuatmns between the upper and lower parts of
_ the Lake Chad Basin (1A- VIII) It should also be kept in mind that although
the amalgamation would increase the critical mass of qualified and experienced
personnel in a new institution, the scope of non-water resources development

activities to be assigned to the River Basin and Rural Development Authorities

‘as announced on January 4, 1994 for reversion of the RBDAs (refer to para. (3)
of 12, 1.2 of this Chapter) will be carefully evaluated.

12.4.5 Strategic tssuesin Project i}nderta kings
(1) Project Preparati.on

Durmg the first half course of the NWRMP Study, it had proved
'extremely troublesome to obtain the reports of previous project studies carried
out for the FMWRRD and RBDAs. Virtually, there is no ccntral library well-
established, and the whereabouts of a report-and volumes of a report are
frequently unknown. And, the thorough inspection of recent project reports by
the Study Team suggests that the requirements for project studies particularly
in a feasibility study are improperly understood. The general requirements of
the feasibility report are that a study team should collect, analyze and present
~ all necessary information to determine the technical feasibility, environmental
soundness, economic viability of a proposed projéct‘or progra?n._ Many of the
previous examples were lacking in many aspecis and would be decmed to be

described in the mode similar to those of a pre-feasibility study which is

normally commissioned to identify a projec(s) and determine whether the

investment in a full-scale feasibility study is warranted; It is strongly
recommended that future studies should be carried out upon setting clear

guidelines in line with the mtematmnally recognized standards as apphed by
the World Bank and similar organizations. =

12-80



- The previous Chapters of the Sector Report have pointed out that

much of the exlstmg pro,lect undertakmgs were not properly planned,
muplemented operated and in particular maintained with less emphasis upon
regular repair works It is needless to'say that the good planning needs sound
basi¢ data and next, the effective implemention could result from good design
and supervision, fair and disinterested international or domestm competitive
bidding, and sound public accountability. Efficient OM should result from
“training, dedication, motivation, and a proper understanding of the 'objéctive
" and function of the project works; and also the need to generate funds to keep
them in a good v{rorkin;g order.” On the top of these items, the broad
participation as is explained in para. 12.2 of this Chapter is reqmred at all
levels and stages of development, -

(2)  Trade Off between Praject Preparation and Implementation

The importance of adequate preparatory work has been repeatedly
borne out by ei{perien:ce. There is no doubt that better project preparation could
‘reduce the likelihood of implementation problems. In this occasion, a question
still reimains: how much preparatory work and in what detail is enough.
" Behind this guestion lies the recognition that there is, at least beyond a certain
point, a trade off between the investment of additional resources in project
- preparation and the use of those resources to help implement the project.

_ The terms of trade off can be usefully analyzed in relation with the
conditions rang'ing from “Hard” items such as infrastructure components
'includin'g civil works and major items of equipment to “Soft” items such as
institution building, staff training and the design of mechanisms for users
’partlcapatlon ‘Completing the detailed engmeermg or design of the “Hard”

- component before the funds are committed may substantially reduce the risk of

- construction cost overruns’ and’ 1mplementatmn delays owing to impreuse
: estlmates of the physwal works quantity to be executed. On ‘the other, it can be

o unproductNe beyond a point to devote detailed preparation effort to a pro;ect

" “Soft" component, the success of which is largely determined by the behavior

.' patterns about which less can be known in advance. ' After the project $tarts,

" the de31gn ofstmh componenl; may reqmre considerable adaptatmn to cope with
‘various’ users reqmrements or a rapzdly changnng natural and so:::al
enwronment S : * :
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Even when there is much that cannot be known in advance, it is
essential that the project preparatlon makes the fullest possible use of the
- information available, Such .preparatxon should specify clearly the project
objective, ensure definitely the commitment of all parties concerned includ'ing
the proposed users and beneficiaries to those objectives and then positive
participation, and outline in detail the réquired inputs and arrangements with
respect bo organizations, institutions and procedures. For example, & cmrm_mn
shortcoming of the training program when included as a component in _'ptojects
has been that this has not been adequately prepared in advance, and there are
consequent delays, mlsunderstandmgs and mistakes durmg the course of
project implemeéntation. As a matter of fact, there may be a point beyond which
more elaborate analysis is not justified by the collection of knowledges.

When the important uncertainties exist, sufficient flexibility should be

built into the project layout and design so that the elements can be reappraised
" and the arrangements and procedures modified in the light of practical
experience. The need for flexible implementation should be antlcnpated during
the project preparation, and the staff resources should be accordingly budgeted,

When the uncertainties with respect to project design in “Soft” term are large,

it may be preferable to begin with a small-scale pilot demonstration scheme as

a development model that is deliberately experimental in nature and to
evaluate its implementation closely,

-(8) - Planning and Ma_naging the Project Implementation: General

Needless to say, most work done in the earlier stages of the prbject

cycle such as identification, preparation and appraisal is directed towards
ensuring SUccessl“ul implementati()n “In Nigeria, breaking ground for a new
project or sngmng a loan with an external agency attracts much official and
press attentions; however, the project implemention has recewed llttle
attention not only from _the supervising government agencies but also from
those directly engaged in the development process. The long, slow precess of
tackling the myriad of problems that frequently arise durmg the pro;ect
lmplementatmn is seldom in the limelight unless the things go badly. In the
real societies, events seldom go strictly according to the planj both external

~ cirecumstances and some of the project principle:-factors change; and -

consequently, the project implemention takes ona life of i its own,
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In a broad sense, the nnplementatmn of a project begms when the
resources are committed to a particular mvestment but an irrigation and
dramage project, for example, comprises a variety of associated activities such
as construction of main systems, on-farm works, provision of extension and

marketing services, credlt to farmers, training program, and so forth that are of
more or less importance and that begm and end at dnfferent, times. In Nigeria,
plannmg the 1mplementatmn of a project, virtually tended to be neglected. The
emphasw was on the decnszon-makmg process without taking adequate account
of the capaclty of the mstltutlons to execute and operate them. The resulting
_shortcommgs, dnl‘ﬁcultles, and failures have helped to direct attention to the
need to plan ‘explicitly for 1mplementatlon

The subject item in this paragraph may take up three main plahning
and organizational issues: (1) the selection of an implementation unit from
. among different organizational alternatives along with the related issues of
- coordination and supervision; (2) the orgamzatlonal 1mphcatlons of different
technologles and types of projects; and (3) techniques for plannmg and
managing lmplementatlon being composed of crltlcfsl path analysis including
the most common method of the PERT (Program Evaluation and Review
‘I‘echmque) PERT/Pime and PERT/cost, monitoring and evaluatlon and
_management information system, The next sub-paragraphs will examine the
coordmatmg mechanisms, and the techmques for managing the pro_]ect
: 1mplementat|on in some detail.

@ (';oofdina'tingmechanisms

An dlfﬁcult orgamzatmnal issue arxses in the case of multlcomponent
- pro;ects such as those for irrigation and drainage and of mulhpurpose projects
“such as those of dams and water conveyance canals, that have to be
: nnplemented by several agencnes Approprlate coordinating mechanism should
_be estabhshed among these agencies, and there are some possibilities, but
‘many experiences have suggested that any “coordinating mechanism can be
effective Only if it satisfies two condntmns“ (1) a cléar definition of the
responsnb:htnes for each of the partnclpatmg agencies, and (2) adequate
“incentives for. each of them to work constructwely to achleve the project
“objectives. There wc-uld be three albernatnves as given ‘below
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- One solution to the need for coordination should establish a special
project unit through which funds are channelled from the Federal
budget in the Federal M:mstry of Fmance to the nnp]ementmg

' agencles

- Another is f‘or onhe lmplementmg agency to take the leadmg role
“acting-as a preject unit to coordinate the activities of other
participating agencies and sometimés to allocate funds. In this
alternative, a special unit for the irrigation projects and
“multipurpose dam projects may be provided in the Project Planning
and Coordination Divisions of both the Departments of Irrigation

' and Dramage, and Dams and Reservoir Operatmns, respectwely

- A third alt,ernatwe frcquently adopted is to appomt some t.ype of
coordinating committee which should be given the requisite
authority. Each participant should be as close as possible to actual

- operations. Any committee of ministers or other high-level officials
with many other responsibilities have seldom performed well.

(5) Monitoring and Evaluation During Project Implementation

Monitﬂring' of the progress of a project focuses primarily on “What” is
or is not happening in retation to both inputs and outputs; while Evaluation
either during 'oi* after projeet inipleméntation' seeks to explain “Why” prbject
outputs, effects and’ nmpacl;s were or were not achleved A momtormg and
evaluation system examines three aspects ofa project: (1)its physmal progress;
(2) project cost; and (3) project benefit. The analysis of information about these
three aspects constitutes a logical sequence of activities; therefore, this system
may be considered as a composite group of activiiies to monitor physical
process, cost and benefit; to subsequently evaluate the project; an’d finally to
take whatever actlon mi ght be needed, correclive or otherwise, as mdlcated by
the evaluatlon More strictly; . '

" - Monitoring is defined as the timely gathering of information on-
project inputs (costs incurred), outputs (physical progress of works),
- and complementary activities that are cruclal to the attamment of
the project ob;echves :

- Evaluation, on the other hand mvolves the comparison of effects
and impacts of the project against the established plans, and this
seek to establish “Why” there are discrepancies between the actual
results and targets and draw the policy implications,
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The Monitoring can be a relatively straight forward and inexpensive
system which pro\iides' an early warning to the 'project management about
'potenhal or actual problemS, and should be based upon a set of simple
mdlcators that can be collected and processed in time for management (o take
necessary actmns The Monltormg is; in effect, a streamlined management
- information system with the demgn of appropriate indicators. It can also be
used to inform the higher officials in the project departments, FMWRRD or the
Federal Ministry of Finance of implemen'tation progress and problems.

The Evaluatlon in-this context is an on-going activities, as dlstmct
: l"rom “BEx Post Evaluation” which is undertaken when the implementation has
been mrnplel;ed and is used for accountab:hty, planning of future projects, and
research. The purpose of on-going evaluation is o reassess the project
objectives and the means of achieving them in the light of experience and new
development as the implementation proceeds.. And, this goes hand in hand
_ _with.-fshe,project-monitnring, ‘drawing on information supplied through
~ monitoring as well as special duties to reconsider the project objectives and
modify them accordingly. The Evaluation should be done on a timely basisif it

isto se’rve its purpose - an obvious point, but ene¢ that is often missed.

The Monitoring and Evalnatlon are normal functlons of the pro;ect
management to be performed and then used directly by it. Generally, a
monitoring and evaluation unit is established under th_e_ project director and
needs to be well integrated with the rest of the Organiz'ational structure for
project implementation, Itiscommonly observed in many other countries that
the practice has not necessarnly been conmsbent with the theory, There are
many instances in which the monitoring and evaluation systems have made a
substantial contributmn to the improved project implementation; on the other
hand, the momtormg has often become just another data: gathermg effort,
seldom mﬂuenclng the management’s declslons in other words, large amounts
of data were collected but not processed if processed, they were not used.
Several pre- requls_ltes may be suggested_ for success:

- PrOJect dlrectors should desxre the progecf, monltormg and
- ':evaluatmn system and be commltbed to its use.

- _Demslons for the data to be collected shou\d be focussed upon the
pmblems that will. need to be solved durmg the pro_;ect
- implementation, - : -
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- Requirements for the data collection should be adapted to the
reahstlc standards of accuracy, tlmehness, and cost

- 'The prOJect momtormg and evaluatmn system should be demgned
. at an early stage of the project preparation, in partlcu]ar, during
~ the course of 4 feasibility study, and the baseline data related to
“Project Benefit” through a benchmark survey should be collected
well in advance.

(6) Managenient Information

" The Unsatiéfactory state of the management information "syste'ms has
been identified in several of the developing countnes mcludmg ngerla In
fact, theéir endemic madequacy has been shifted by the mternatmnal financing
agencies to the employment of the above-mentioned- prOJect momtormg and
evaluation system as a snnpllfied and more feasible technique for managing

the information. However, the ‘minimum information systems covermg'

financial transactions as well as technical and staffing issues are requlred for
project impletnentation and later foi pmject OM. Experience has shown that
being similar to the project monitoring, this information system should be

adapted to the local conditions and customs and made compatible with the -

information of the parent agency.

Different typ'es of the water resources projects need different
information systems. At ene extreme, convéntional infrastructure or water
supply projects which can use the standard technologies may adapt well-
established systems and procedures designed for similar-natured projects in
other fields of Nigeria and also in other countnes ‘At the other extreme, the

people-oriented projects such as for irrigation and dramage and lntegrated -

river basin, management program that’ include the prov:smn of sérvices by
many public and private agencies in geographlcally scattered areas need an
information system sensitive to the local cnrcumstances and to’ the nearly
impossibility of keeping accurate records at local IeVel '

Categorized into this is, for example, the trammg and visu: extensnon
system which is essentlal for the dlssemmatlon of irrlgated agnculture as'is
examined in Chapter 5of Vol Two: Sector Report This j is usually adopting an
extreme solution: to reduce the repart wntmg tc a mmmmm extent, and the
extension agent’s only obligation {s to keep a dxary to record the vnsnt to

1298

@

e



farmers, the type of advice given, and the problems raised by farmers. This is
an incentive to kéep the agent in the field and out of the office, since one of the
‘main risks of a cumbersome management information system has been the
wrong s:gnal it gives to concentrate on reports instead of field work. This
degree of simplicity, however, caniot be maintained for all activities of type.
The application of this training and visit prmclple to the health delivery system
to be involved in the water supply and sanitation program has already
: 1denttfied that the mmtmal mfonnatlon requirements would be more elaborate
than those for irrigated agr_lculture ‘extension because of the wide range of
sérvices provided. The requirements for activities that entail the financial
transfers, such as agricultural marketing or inputs. supply in ‘agriculture
" extension service, may inevitably have to be more complex,

12.4.6 Special Remarks on Prop’er Institutional Buiding-Up

‘The followmg paragraphs have been quoted from the “Lessons of
World Bank Experience: Investingin Development” (World Bank, 1988) which
would be useful references for proper institutional building-up of the Water
Resources Sector, FMWRRD:

- ‘Common Problems Encountered:

In most developing countries, the policy-makers and managers
alike should strike a balance between applying the generalized
lessons of experience and devising innovative solutions to suit their
unique reQulrements and problems. That balance is particularly
- difficult to achieve, and partleularly important, in the design and
management of development institutions.: . Nevertheless, some
common problems are identifiable across a wide range of countries
- as well as sectors, leew:se, some general lessons can be drawn
" from the experience of countries at different stages of development
. about what to encourage and what to avoid in designing and
managing the institutions that are charged with the task of
development. e
‘The countries that have been most successful in recent decades in
_ establishing strong. inshtutlons cover a wide spectrum - Japan,
- Indis, and Brazil would be on most lists, Although they still have
' many mstututlonal shortcommgs, these countries have devoted
strong and sustained efforts to building-up the capacity of their
"mstituhons to manage high-priority activities, and all of them
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have recognized that the institutional development entails a
lengthy process of experlment and adaptation that does not take
p]ace spontaneously, even in response to market forces.

Consultanis and Training

“In ‘many countries, the responsnbnhty for devising and carrying
~through the institutional and policy reforms of the pubhc service
~ falls on the shoulders of a very small group of senior decision-

makers. These officials have many other responsibilities, and in

‘any event cannot dlreetly supetvise the implementation of complex
- reform programs. Specialized skills from outside the public sector,
or from outside the country, may therefore be neé¢ded. The

international lending agencies have relied heavily on consultants :

both for its diagnostic studies and for its lending work in
cenjunetion with administrative reform, They have usually looked
for people who are familiar with the country and already known to
the government. The multifaceted nature of work on public
administiration often calls for a combination of expatriate and local

consultants, generalists and specialists, on long- and short-term -

assignments. There are, however, few consulting firms or
organizations that can yet provnde the mix of reputation, techmcal
skills, and international experience that is needed.

The poht_,lcal ensntwnty of the subject and the lack of ready-made
technical solutions add to the risks in seeking advice or technical
assistance from abroad, When expatriate consultants are used, two
additional but important tasks should be assigned to them: helping
to build up a local consulting capacity, and training local officials
as counterparts to the foreign advisers.

In sum, institutional reform of the pub]i.c”adminis'traticm is a
~difficult and lengthy process; progress is likely to be slow and
subject to frequent reversals as the political fortunes change. At

* times there may be a danger of substltutmg form for substance:

" studies may be completed, committees established, leglslatlon
- passed, or regu!at:ons issued without any real change in
performanée occurring. Yet in many. countrles, the weaknesses of
public administration remain such a serious obstacle in the path of
development that the cost of failing to come to grips with them - or
at least to make a start and persist in the face of setbacks - is hlgh

Civil Service Staffing and Compensation

At the heart of the performance of the public admmlstratlon tie

issties concermng the efﬁclency, competence, and morale of eivil
servants. It is common in Nigeria to find the public service grossly
overstaffed at lower levels, while salaries and benefits at the higher
levels are inadequate to attract, retain, and. motivate the
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competent professional staff. In Nigeria, the real wages in the
public sector have fallen over the last decade, with managers’
salaries falling particularly sharply compared with what the
private séctor pays. '

Administrative regulations and procedures, often inherited or
transplanted from the developed countries but ill-suited to local
“circumstances, may further reduce the efficiency of the civil
service, sometimes drastically. The efforts to improve these aspects
- of public administration may include:

«  Strengthening the personnel management by conducting

~ diagnostic studies, by training the staff of the agency that has

oversight responsibility for the civil service, and by reforming
rules and regulations.

+ - Reducing staff on the government payroll by 1dentll‘ymg
redundant worker and helping to retrain and relocate them,
_and by designing programs to control public employment.

o Selectively raising civil service compensatlon, when this is
necessary to bring it more closely in line with that of competing
. positions in the private sector.

. Changmg the organization and procedures of pubhc agencnes to

~improve efflclency, generate timely and more accurate

mformatmn and make the agencnes more responsive to their
public.

. “Tmproving the training programs for.'th_'e Government
personnel,
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12.5 MANPOWER DEVELOPMENT FOR THE NWRMP IMPLEMENTATION
12.5.1 * General

It appears ata glance that the present mslltutwns in Water Resources
Sector. typlcally suffer from serious shortages of skilled and eXpeneneed stafT,

an exeessive number. of untrained staff, overloaded services and facilities,

inadequate wages and salaries, and a g:ounte'rproductive'poliéy‘ énvironment.
In particular, at the heart of the public administration performance lies the
issues concerning the efficiency, coxnpet_ehbe and mofale of ¢ivil servants. Itis
comtmon in Nigeria to find the 'public service 'grc’:Ssly overstaffed at junior level,
while salaries and benefits at senior level are inadequate to attract, retain and
motivate competent professwnal staff; as a matter of fact, real wages in the

public sector would have fallen over the last decade(s) with managers’ salaries’

falling particularly sharply compared with v._vhat the private sector pays.

'I‘here would be the needs to unprove these aspects of the public
administration including:

- Strengthenmg the personnel management by conductlng
diagnostic studies, by training the staff of the agencies that have
oversight responsibility for the cwﬂ serv:ce, and by reforming the
rules and regulations.

- Reducing staff on the gbvernm'en't payroll, by identifying the
redundant workers and helping to retain and relocate them, and by
designing the programs {0 control public employment.

- Selectively raieihg the civil service compensation when this is

necessary to bring it more closely in line with that of competmg

positionsin the pnvate sector.

- Changing the orgamzatlon and proc«:dures‘ of public agen_(:iés’ to
improve efficiency, generate more timely and aceurate information
and make the agencies more responsive to their public.

- Improving the training programs for government personnel.

It is stressed that deficiencies of the government agencies in managing
the investment programs frequently are an impediment on pu_blic' _é-.e'cto:-
activities, hence an important area in need of attention. Programs and
activities to ensure the most economie¢ use of public resources and improve the
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speed and efficiency with which the decisions are made should be sought to
improve the decis‘idn-makfng process so as to curb inappropriate or ¢xcessive
investment. To accomplish this, the programs should support better
‘coordination between the NPC and other agencies concerned and a clear
" definition of the responsibility for evaluating and monitoring investment being
cdnabinéd with the improvement in government’s ability to identify new
investments and to set the priorities among them.

It is hoped that the substantial change along these lines will be
~ achieved by the FMWRRD during the earlier course of the NWRMP period with
" - a possible reform that will proceed step by step through the introduction of such
" procedures as the painstaking in investment decision-making system after
‘eliminating several factors as poor inter-departmental coordination and:
inadequate information on which to base decisions or guide actions have slowed
progress.

The project institutions need to be planned as part of an articulated
institutional development strategy for the parent agency sixch_ as RBDAs, for
the Water Resourees Sector, and indeed for the country. The importance of

- mana'ge_men!-;'and staff development to the effective functioning of project

“institutions is a large and complex theme, because the pervasive shortage of

. managers and skilled staff are an almost universal characteristic in Nigeria,

The leading issue_, however, can be identified; the primary one is incentives for

~all staff, but particularly for managers and middle-class professionals whose
- performance has the most decisive impact on institutional efficiency.

_ This'is a difficult problem in the public service, since the financial
_incentives cannot match those in the private sector, but much ¢an be done, and
‘the gross dlsparltles ¢an be narrowed; easier lateral entry and exit can
encourage thée public service as a regnlar part of a career; “Super-Grades
~ outside the normal system may be considered to meet extreme needs; elements
of the financial package other. than salaries may be made more attraclive.
'Managers and staff respond to the work incentives as well as the material -
‘ineentives: to being given the responsibility, to being judged fairly on their
'performance, and to working in a good institution, In addition, the decision
makers can encourage the positive trends by increasing the managerial
~autonomy, by mvo]vmg the staff in desngmng tasks and organizational
solutmns, and by mstntutmg the performance appraisal and promotion systems.
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And also, the counterpart to improved management and staff incentives is the
improved accountability. '

Filla“y, the management and staff need the training and skill
‘development, because the training in the absence of the other factors as
mentioned above has the limited utility. The need for skilled professionals
remains urgent, and so the search for training strategies relevant to
institutional needs should continue. In recent years, some countries such as
India and the Philippines have experienced with “Action-Learning” or “Action-
" Research® approaches to the training schieme. Thesé try to break down the
~ artificial barriers between the training and the work by giving trainees the
practical problems in réal organizational settings to solve, review and discuss
collegially, and this approach has proved particularly useful for entry-level
staff. _ o ,

In other cases, more resources are being devoted to the management
education for middle-level and senior personnel in midcareer; often both civil
service and public enterprise staff are covered, Occasionally, the programs for

- public sector managers are integrated with those for private sector managers.
The emphasis is increasingly on participatory and problem-solving approaches
and on developing the ability of managers to relate'sp'eciﬁi:-op'erétional
solutions to broader strategic objectives. o -

The trammg of its personnel is something of a gamble for an agency or
mstltutmn because of the frequent loss of people, once they are trained, through
resignations, transfers, promotions, and the like. Bonding the staff to serve for
a specified time after their training may help, but it is not a long-run solution
and may be difficult to enforce. A better way to cope with this type of attrition
is to recognize the problem explicitly and to plan for it by training more staff
than are immediately required. It is true that this augments the problem of _
finding suitable candidates and relieving them from their existing duties for
training, but it also spreads the benefits of training more widely through the

_economy and in that way contributes to the overall development effort.
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12.5.2 Manpower Projéction
(1) ‘Sk’(‘)llp'" Manpower Projection

- Reference is made to para. 12.1.3 of this Chapter where the Skoup
Manpower Survey is explained. In this Survey, an additional questionnaire
form gave the projection of potential manpower resources by the States,
Agencics and FMWRRD on the short-term (1995), the medivm-term (2000 to
'2005) and the long-term period (2010). It may be noted that firstly, there was a
general lack of any scientific bases to make any rational projections since ho
indication was given as to the potential work load on which manpower
projections would be based, and secondly, the agencies are considered to beina
better position, tindér thé circumstance, to project then- work force based on
‘ then' estimated rate of growth in activities.

Based on ’this Survey, the manpower projection for each of the 28
respondmg States and FOT is shown in Table 24 “Manpower Projectton by
States and Agenciés in Vol, Three “Water Resources Inventory Survey”, and
that for the FMWRRD, RBDAs and NWRI in Table 12-4. The indication is that
by the year 92010, the labor foree in the FMWRRD, RBDAs and NWRI will be
2,903 up from its current level of 2,186 showing an additional 717 staff. Much
of this growth will take place in the techmcal arcas which will grow frem their
“current level of 780 to 1,624; however, the Limnologists and Oceanographers
* are projected to show no growth potential, Again, much of the benefits accruing

from this growth will occur in the RBDAs which will account for 335 or 61
percent of the growth potentlal 'I‘he NWRI is projected to grow at a higher rate
from its current level of 31 to 199 for the year 2010 which dims the prospects of
its ability to cope with the training needs of the growing RBDAs.

" (2) General Remarks on the Projection

- Implementing the projects and programs ‘and related policies for
managmg the water resources as are del;alled previously in this Sector Report
‘Tequires the adjustments in the number of staff and also the level of skill and
TiX ofstafl‘ that can only be dchieved progresswely over time. Intmducmg new
'policnes will require more speéaalists who need the training in various
'_methodolognes The new aSpects of water-re]ated operatmns will reqmre more
staff and Will need to be reﬂecbed in the resources assigned to such eperations,
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including the provision of a rationale for institutional arrangements for
implementation,. partlcu!arly the division of responsibilities between
government and non-governmental or financially autonomous en_tltnes. The
qualitative and quantitative upgrading of specialized and other staff is
essential to meet the crucial changes of managmg the water resources in line
with the priority reforms and activities which may deal with the issues such as
(1) appropriate inceniive framework and pricing; (2) service delivery to th_e
poor; (3) public investment priorities; (4) environmental restoréition and
protection; (5) water resources assessment and data reqmrements‘ (6)
eomprehenswe analytical framework; and (7) legislation, institutional
structures, and capacity.

In General, prmectmn of the manpower durmg the course of
1mplementmg the NWRMP would be a matter to be given by reference to the
programs and work loads envisaged in line with an acceptable ratlo of the
number of management, senior technical and administrative and j junior staff,
During the course of Field Work (Il), the counterpart effort had been made on
the collection of relationship and ratio or proportion of each of these categories
of stalf in the public service through the positive contact with the Federal
Ministry of Establishment and Service Matters, however, there has been no
information available on the posmons as stated above. It is suggested in the
NWRMP that the Department, of Planmng, Research and Statistics, FMW RRD
will delineate its manpower needs in quantltatwe and qualitative terms:
appropriated for proper implementation of the recommended NWRMP, and this
information will be of help in drawing up a detailed scope of work: fer, the
proposed National Water Resources Manpower Training Prograﬁ_'l that is
discussed later. | :

‘In accordance with the request made by the FMWRRD some of the .
typical manpower arrangements are shown for future reference

{a) A Division of the Operational Depértmerit, FM_WRRD_ o

In should be understood that a Division of the Operational Departme'ﬁt
in the FMWRRD is responsible for the public admmlstrahon of the particular
water resources-related projects at nat:onwnde level in a routme manner as an
apex body, It may be assumed that such Dwnsmn would be subdmded mbo :
three Sectnons such as Planning, Guldance, and Momtormg and Ev‘aluation. '
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- Asis explained in para (2) of 12.3.3 in this Chapter, an entire country will be
divided into four Zones, ¢ach of which may involve 7 to 8 States. Two senior
technical stalf in forties and twenties to thirties, each for any two Zone taking

“into account future transfer of a staffl to another office would be responsible,
under the direction of an Assistant Director, for collection and filing of the data
and information within their territory and preparation of the action plans and
instructions required for subsequent techn.ical and administrative work. In
this oceasion, one Division will take 15 senior staff in general, as given below:

Section . Deputy Director Assistant Director Sen_u_)r.l(]yr. Senior byr.
_ : : - Experience Experience
Planning 1 1 2 1
Guidance - ‘ 1 2 2
Monitoring & - 1 2 2
Evaluation : o
Total : _ 1 ' 3 6 b

(b) Project Office for Construction and OM

A typical example is given to the irrigatinﬂ and drainage project with a
water storage which may be classified into large, mediuvm and small. Apart
from the pre-feasibility and feasibility studies and detailed engincering which
“would be mainly entrusted to the consulting engineering firms, it will be

common that the construction works are executed under the technical
assistance of the consultants. The manpower reéquirements in a standard mode
are given below as an example: ' | |
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: | - Large 'I\fediufn ' Small

‘Service Aréa (ha)unit 10,006 - 1,500 300
- No. of Service Units S | .4 : 10
“Total Area Managed (ha) 10,000 6,000 ‘3,000
+ Construction
_ " Minimum
Staft © v Experignice
Project Manager 1B 1 1 1
Dam Engineer _ .10 1 1 -
Engin¢ering Geologist 5 ] 1 1
Trrigation Engineer ~10 1 1 -
Irrigation Engineer b 1 1 1
Technic ' 3 4 4 4
Administrative 3 2 2 2
Accountant 3 1 1 1
« OM
Minimum
Staff Experience ‘
Project Manager 16 1 1 1
- Water Sour¢ée Work " : ' :
Dam Engineer _ 10 1 1 -
- Hydrographer 5 1 b -
Gate/ Valve Tender 2. I 1 .
Mechanic - 5 1 1 -
"Electrie 5 1 1 -
Technic _ ' 2 5 - 4 3
- [lrrigation and Drianage System
Water Master 10 2 - -
Zone Man . - b 10 4 -
Gate/Canal Tender 2 <1 B 20 10
"Note: Anoplimum area to be managed:
Project Manager (vveeeeereeenneaneaenesn 201530 X 10°ha
Waler Master ..oovveeensncirocueeecnans 5166 % (0% ha
ZoneMan ..., feiees ivietaeieieaiee. 1015 % 10%ha
Gate/Canal Tender ....oevvveiiiiiinnann - 300 to 400 ha
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12.5.3 Proposed National Water Resources Manpower Training Program

The manpower training both at t}ie formal and informal levels in the
Water Resources Sector has been grossly neglected by various agencies with
the expenditure on this activity that remained at an all-time low. It may be
mentioned that most agencies so far visited would lack any éompreherisive
training and retraining program to update and upgrade the knowledge of their
stalf. The Skoup Report on Manpower Survey points out that the budgets of the

FMWRRD and their parastatals were Iooked into and the revel_atlon is that in- -
the past three years or so, there ceased to be any properly articulated and

judiciously executed program on training by the FMWRRD, hence, the tf'ainihg

activities have remained largely ad hoc, uncoordmated and a response to

external aid signals.

Implementing the NWRMP as outlined in this Report requires |
appropriate adjustments in the level of skill and mix of staff that can only be -

achieved progressively over time. This will require more specialists, and staff
will need substantial trainings in the methodologles for p:o;ect preparation

that incorporates the multise¢toral aspects and in the participatory approaches
to designing, 1mplementmg and: operatmg projects. The newly refined ’
strategies of water-related operations under the NWRMP will require miore -
staff time and will need to be reflected in the manpower resources assigned to -
such operations. The quantitative and qualitative upgrading of specializedand
other staff should be essential to meet 'a challenging task of 151*0pe'r water

resources inanagement and development as are recommmended in the NWRMP.

Itis stressed that severe shortage of the trained manpower may be a

major constraint of 1mp1ementmg the NWRMP in an approprlate manner. At -
this stage, virtually all the work for feasibility study, design and construction |
supervision of the water projects are _entrusted to the local or expatrlate .
consultants. Because of an emphasis upon medium and small sxzed projects as -

recommended in the NWRMP effort should be made to train more skilled in-
house manpower and to give more incentives to keep them,: Altholagh a

temporary solution may be to engage the local or expatnate consultants the. :

FMWRRD should arrange for intensive training of water resources staf'f to take
over from them, as well as for long-term training of younger agency staff and
university graduates. ‘When the consultants are ‘employed, an addxtl_onal but
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important take for training the government officials as counterparts to the
consulting experts should be assigned to them.

“Phe NWRMP has identified that the transfer and development of
appropriate water resources and environmental technologies are a long and
painstaking venture l‘or proper 1mplementatwn of the NWRMP by the
FMWRRD Whlch calls for the National Water Resources Manpower Training
Program from external multinational or bilateral agencies to assist the NWRI
in all aspects. This proposed Program should be, if possible, carried out during
the early period of the NWRMP at least by 2000 in line with the strategic
implementation schedule to be involved in the NWRMP layout. A major
. requnrement is to initiate the necessary machinery in a manner with “action-
learning” or “action- research” approach for training to translate or adapt the
- proven technologics in the d(_}h(if or related countries to those appropriate for
use in Nigeria. The pfopcbsléd Pechnical Assistance Program (TA) can be seen
more as long-terni institutional development and capacity building venture
* than as the traditional short-term intervention aimed at the strengthening of
virtually non-existent capabilities in Nigeria, and this TA should also be self-
~ perpetuating in that the water resources sector in Nigeria enables the recipient
_ of the TA to develop itsown capabllltles '

The proposed TA that has been mcorporabed into the National Water
‘Master Action- Plan by-2000 on the aspect of institutional development and
manpower capacnty bu1ldmg would be mainly stationed at the NWRI, Kaduna
-for intensive group training programs, workshops and seminars with part time
‘stays at RBDAs and State Governments to break down the artificial barriers
) between training and work by giving the trainees prachcal probléms to solve,
review and diseuss co]legxally as well as for advisory work on the water
" resources, policy' framework and program management for the FMWRRD in
Abuja. The Program may include such expertise as water administration, dam,
irrigatioh; water supply, gully crosion and flood control, hydrology and
hydrogeology, and part-time specialists to be led by a team leader and
supported by a coordinator, as summarized below:

'Objecti\'ré . Institutional development and manpower capacity building.

. “Enforcement of Water Resoureces Decree.

12109



- Engmeering on planning, des:gn construction and OM for dam and
reservaoir, 1rr1gatwn and drainage, water supply and sanitation,
and gully erosion and flood control.

- Observation, data processing and momtormgfsurvelllance on water
quantity and quality for surface and groundwater,

- Water-related environmental effects and EIA gmdellnes for
projects.

Agencies - :  FMWRRD (lead), NWRI, RBDAs, FEPA and State
- Governments.

ExternalInputs : - Dispatch of I_u:cperts and provision of equipment. and
_ materials, _ - S
Implementing Schedule Proposed : Five years from 1996, with experts
inputs tentatively assumed in Figure
12-4, _

In addition to this Program in general, particular considerations have
been made to ensure satisfactory operations of the projects and programs to be

invelved in the National Water Master Action Plan, ‘These include a series of

the technical assistance programs by external agencies for three items with the
dispatch of survey teams and a financial assistance program by external

agencies for Dadin Kowa hydro scheme. The former includes (1) Water |

_Reso'urcés Management Pr'ogram in Upper Hadejia, (2) EIA Study and

. Environmental Monitoring Program, and (3) Preparation of Medium/Small .
Dams Package Program {(one survey team for each of three priority basins). For
reference, items (1) and (3) are compiled in Chapter 4, item (2) in Chapter 11

and the Dadin Kowa hydro in Chapter 8 of the Seetor Report.
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