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PAKISTAN EI,IPHASIZES SYSTE},IATIC PLA}INING AND

CIIRRICI'LI]M DEVELOPMENT IN

ON FARM WATER MANAGEMENT

Tra in ing  D i rec tors  f rom a1 l  par ts  o f  Pak is tan  met  ln  a

Natlonal Conference in Lahore in January, f984. They discussed

\rays to improve their  t raining programs. one way to br ing about

lmprovenent was to coordinate training efforts in On Fatm Water

Management through the establishment of formal currlculum

development committees comprised of members from each of the

provincial  areas and from each of the discipl ines represented.

The conference focused on the training of future "trainersr" or

faculty,  who would be needed in the development of ne\t  t raining

inst i tut ions in Hyderabad, D.I .  Khan and Quetta as wel l  as those

new faculty who would be appointed to the On Farm Water Management

Trai .ning Inst i tute at Lahore. I t  r^ras understood that the

educat ive process to be ut i l ized by facuJ-ty ( trainers) would need

to be related to technical  t raining, as opposed to a more general

theoret ical  educat ion approach eomnonly used in col leges.

Conference members were also concerned with how to make the



national- curriculum more relevant for those employed in 0n Fann

Water Management Field Teams.

Curr iculum wh-]-ch had been developed, in the early stages of

On Farm Water Management prograns had not been systematlc nor had

it  been related direct ly to personnel job requirenents. The

Conference, therefore, set up courni t tees which were assigned to

study the job descrtpt ion of each group of employees and then

design curr iculum and training procedures which would be more task

specif lc.  The new curr iculun committees T^rere fortunate to have a

great deal of  background information avai lable to then such as

f ield manuals,  directorate documents and universLty reports

deve loped under  U.S.A.1 .D.  funded pro jec ts  in  p rev ious  years

including mater ials developed at Colorado State Universi ty and

Universi ty of Agricul ture, Faisalabad. Addit ional ly,  the Director

and the faculty at the "Inst i tuterr at  Lahore had already developed

lec tures  and prac t ica l  f ie ld  exerc ises  wh ich  were  be lng  used.

One najor contr ibut ion of the work of previous consult ing

teams in On Farm Water management had been to introduce a

nult id iscipl inary approach in solving problerns in 0n Fam Water

Management.  This approach, however,  was not wel l  ut i l ized in the

curr iculum development process. Rather,  faculty from each

discipl ine area organized their  lectures and pract icums rather

lndependent ly and with l i t t le dialogue with each other about how

these discipl ines could be t ied together in a unif ied way.

Perhaps the greatest lack in al l  of  thi .s was that curr iculum was



not developed systematical ly,  and that heavy emphasis was placed

on lectur ing about engineering concerns of watercourse

construct ion, surveying and precision land leveI l ing. Li t t le or

no emphasis was ini t ia l ly placed on the management of water on the

farmers I fields r or1 how to help farmers inprove their farming

pract ices, and how to work with farmers effect lvely in the

deve lopment  o f  Water  User  Assoc ia t ions ,  bo th  fo r  in i t ia l

construct ion purposes and also for future maintenance of these

watercourses. So, the curr iculum committees tackled these

problems related to farmer coumunicat ions, to i rr igat ion agronomy,

to rural  sociology, to management training and began to suggest

what subject matter \ . /as appropriate for each area of need. This

work cont inued for s ix months after the conference concluded.

Train lng which had been g iven in an organized fashion dur lng

the last  seven years,  occurred in  Lahore at  the Inst i tu te.

Pr inar i ly  th is  t ra in ing was in appl ied engineer ing.  Some t ra in ing

had  been  he ld  i n  o f f i ces  o f  D i rec to ra te  s ta f f  as  need  a rose ,

however,  there had been few systemat ic  ef for ts  made to pul l  these

var ious ef for ts  together  wi th in the provinces r  or  among the

provinces nat ional ly.  During a seven year period many

watercourses were constructed in the Punjab, Sind, Baluchistan and

in the Northwest Front ier.  Achi.evements ln watereourse

construct ion to date have been amazing and speak to a real

t t success  s to ry r r .  By  1981,  two thousand watercourses ,  61232

k i lometers  in  length  had been cons t ruc ted .  More  than 38 ,804 acres



of land of sna11 farmers had been leve11ed, the major i ty of which

occurred in the Punjab. But each irr igat ion construct i .on project

required addit ional f ie l-d staff  who needed training. Therefore,

the critical link in the entire 0n Farm Water Management scheme

was the training and education of an ever increasing number of

people to work with this project under the Ministry of Food and

Agricul ture.

A recent government declsion required three thousand or more

Extension Field Assistants to take a six weekts course ln On Farm

Water Management at the Institute in l,ahore during the next three

years. This 
.put 

a tremendous strain on the exlst ing training

process and on the trainers at the Inst i tute, s ince only 40

students could receive training at one t ime during e six-week

course. This course was to include pract ical  t raining in land

level l ing, surveying, watercourse engineering, i r r igat ion agronomy

and soci.al /nanagement concepts related to working with rural

farmers. Tralners at the Inst i tute took on this nerr ehal lenge,

however,  the more theoret ical  curr iculum which had been employed

for professionals was considered to be largely unsuitable for

f ie ld assistants who needed pract ical  t raining in a number of

ski l ls.  Thus, there was a need f  or the development of a neri l

curr iculum which would relate to the tasks of Field Asslstants and

Sub-Engineers on the f ie ld teams.

In the Northwest Front ier Provinces, Sind and Baluchistan

there  was a  c r i t i ca l  need to  deve lop  be t te r  t ra in ing  fac i l i t i es .



Directorate staff  were busy wlth many admlni.strat ive dut ies and

consequently could devote very little time to the trainlng

funct lons. As more and more \ratercourses were to be constructed,

and as new f leLd terms \Jere hired, less and less attent ion Lras

able to be devoted to training these new people. I t  was evident

that coordlnat ion of t rainlng and cooperat ion between the

provlnces was essent ial .  So the First  Nat ional Conference on

Tralnlag and. Curriculum Development struggled, with the tremendous

challenge of recooneading trore appropriale training nethods and

tnore relevant currlcula for 0n Farn Water Management needs

nat ional ly.

But the Conference had to consi.der other needs also. In

addj. t lon to the concerns of the'provincial  directorates to improve

thelr  t raining systees, fundlng agencles whlch supported improved

cralalng and curriculum development through the technlcal aid

provlded by their  consultants lacked integrat ion and a unif led

approaeh. Asslstance had been provided by the l^/or ld Bankts

Consort ium for Inte::uat lonal Development Project,  the Asian

Development Bankrs Tate and Lyle Project and the var ious projects

funded by  U.S.A. I .D .  These pro jec ts  were  ve lT  concerned w i th

lratercourse conveyance losses of almost 407 of a1l  avai labLe water

provlded to farmers. These losses had cont inued in spi te of the

fact that i r r igat lon channels had been constructed. Irr igat ion

channel construct ion was, therefore, only a part ial  answer to On

Fara Water Management.  People who used water,  the famers, abused



lrater and needed to be inf orrned about improved irrigati.on

pract ices. Addlt ional ly,  the major ain of al l  funded proJects was

to lmprove crop production. This was not happening as rapidly as

the funding agencies and government directorate had hoped.

Fa:mers needed to receive training in lrrigatlon agronomy. This

requlred more and more tralners to t,rain field teams and extenston

workers froo the Department of Agrlcul ture. The task ahead was

huge lndeed. Ad hoc xoeasures would no longer suff ice.

The Natlonal Conference on Training and Curriculum

Development,  therefore looked for rrays to solve the above

problems. A systenat lc Inter-dlscipl inary Training Model \ tas

di.scussed and the way to introduce this was considered. In br ief '

the approach the Conference declded to use was:

l. Define the purpose of the 0n Farm Water Management

Tralning System and l ts najor operat ional goa1s. Develop

obJec t lves  fo r 'each d isc ip l lne  area  re la ted  to  t t re  goa1s ,

such as engineerlng, agronomy, sociology, etc.

2. Con'mit tees were then appointed to look at the job

descript lons of each category of employee developed by

the  d i rec to ra te  s ta f f ,  assess  the  competenc ies  each

category would be required to have and finally develop

learning tasks related to these competencies.

3. Frou thls l ist  of  tasks the connlt tees began to develop a

curr iculuu which was "task specif ic" in nature. They



4 .

were asked to suggest whieh training rnethodology would be

most appropriate for the task related to training,

whether these be theoret ical  in nature or ski l1 related

learning for pract ical  f ie ld tasks. Ways to evaluate

t ra inees t  1eve l  o f  success  were  then to  be  deve loped.

Flnal ly,  i t  was considered to be important to check the

sys temrs  e f f i c iency  by  look ing  a t  what  worked or  d idnr t

work with those who received training. Methodological

changes needed were to be fed back to committees of the

inst i tutes so that they could inplement changes in their

design of the curr lculum for 0n Farm l , Iater Management.

The f inal  step to be taken was to look at the or iglnal

purpose of the system annual ly so that the curr iculum

could be changed to meet new needs. For instance, Rural

Soclology was added to the curr iculum in 1984 so that

trainees would learn about barr iers to change and how to

deal with people from dif ferent social  groups in the

t rans fer  o f  techno logy  process .  (See F igure  I  be low)

5 .



TECHNICAT TRAINING SYSTSMS MODEL

Purpose

i .  S p e c i f y  S y s t e m  P u r p o s e .

2 .  Def ine  Sys ten  Goa1s.

3 .  S p e c i f y  O b j e c t i v e s  -

Related to purpose.

D Qua l i t y Cont ro l

Change the systeu based

on evaluat ions.

Change nethodology based

on task perforroance of

t ra inees .

Change curr iculun based

on al terat ion in tasks

of the technology.

1

7

3 .

B Formulate Learning Tasks

1 . Ident i fy Trainee tasks

fron purposes.

Ident l fy Trainee Job

Descr ip t ion .

Assess Input and

Trainee Competence.

Inventory Learning

Tasks .

,

3 .

4 .

Iv
C Deslgn Training Systern

I . Draw up task specif ic

Curr iculurn.

Assess xoost appropri .ate

teach ing  methodo logy .

Demonst ra te ,  t ra ln ,

exp la ln  teach.

Trainees nodel

deuonstrat ion, perform

Task perfonnances are

evaluated.

,

J .

4 .

5 .



SI]WARY:

The design of a training system for a technology such

irr igat ion water management,  requires attent ion be given

deve lop ing  a  p rocess  wh ich  is  log ica1,  ho l i s t i c  and contex tuar .

sys tem's  thought  requ i res  a  consc ious  process  o f  re f lec t i .on  wh ich

is  sys temat ic  in  the  sense tha t  1 t  i s  method j .ca l ,  coherent ,

des igned and ana ly t i c  in  na ture .  r t  i s  re1at i .ona1,  tha t  i s ,  i t

accounts  fo r  re fe rences ,  connect ions ,  in te rconnect ions  and

cooperat ion part icular ly from al l  the representat ive discipl ines

i .e . ,  eng ineer ing ,  i r r iga t ion  agronomy,  ru ra l  soc io logy  and

technical /vocat ional educat ion.

what did al l  th is mean to conference menbers in regard to on

Farn water Management training? rt  meant that the ent ire traini .ng

program to  be  es tab l i shed wou ld  be  re la ted  to  ' t re fe ren ts ' r  o f  tasks

to  be  per fo rmed by  t ra inees  ,  the i r  j  ob  descr ip t ions ,  the i r

funct ion in a larger inter-discipl inary system. r t  meant that

trainers would plan curr iculum together.  Thinking this way

reversed the usual curr i .culum development process which had begun

with discipl ine experts l ist ing what they thought trainees must

know.

as

t o

The Systems Approach in

by the conference required

Curriculum Development embarked upon

that ini t ia l  ref lect ion about the



ent i-re On Farm Water Management System, i ts process, structures

and outcorne had to be nade by aI1- cooperat ing agencies. Then the

educat j .onal system which was ini t iated would carry out t raining so

that those who perforn tasks for the 0n Farm Water Management

would do so more effect ively and more eff ic ient ly in future years.

During the two day conference many najor concerns rrere

discussed and important decisions reached. The f i rst  f ive agenda

items below glve some idea of the work done by the conference

members and to be done at regional inst i tutes in the years to

come.

Establ ish an Overarchlng Joint Planning Unit .

Ini t iate Interagency and Interdiscipl inary Coordinat ion

for Training.

Establ ish a Unif ied Curr iculum in the Countrv.

Es tab l i sh  Standard  Job Descr ip t ion  fo r  a l l  T ra inees .

Establ ish Training Targets in a Systematic Fashion

through Inter-Agency and Interprovincial  Dialog.

The efforts to improve and coordinate training and curr iculum

development to enhance On Farm Water Management pract ices by

providing more wel l  t rained people who are able to perform their

tasks wel l  has begun in earnest.  Comrnit tees have worked hard and

have recornmended traini .ng needs. A Nat ional Curr iculum Guide has

recent ly been publ ished by the Punjab Directorate of On Farn Water

Management.  Task specif ic t raining modules in Urdu and Engl ish

have been wri t ten and publ ished. Much dialog has occurred betr,qeen

1 .

,

3 .

4 .

1 0



Training Consultants of the fundlng agencies. Plans to opea ne\r

trai.nlng instltutes in Sind aud North West. Frontier Province are

uader-way, based on the work of the National Qenrmi.ttee for

Traiui.ng and Currlculun Development. Assessments have been made

for manpover needs and the training of a new cadre of tralners is

present ly a pr imary concern. Development educat ion is a di f f icul t

aad chal lenging task. I t  is encouraging that so much progress has

been uade in the area of training ln 0n Farm Water Management in

Pakistan.

I t


