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I. Background 
After more than a decade of efforts to establish and support Water Users Organizations (WUOs), the government of Albania (Law 139/2015 On Local Self-Government entered into force on January 31, 2016) decided to decentralize irrigation management to municipalities and recognize it as a competency of local self-government alongside with fire protection and forestry management. The reasons for this decision are complex but essentially reflect dissatisfaction with the performance achieved by the WUOs. As result, new institutional structures were introduced in the 61 municipalities. Essentially, in each municipality a new Irrigation and Drainage Unit (IDU) has been established not only responsible for the management of the irrigation networks but also for the irrigation dams within the boundaries of the municipality. The staff of these units has been recruited but the number of staff of such Units is highly variable depending on the irrigated area to be covered, but it is also variable in terms of irrigation experience. In some cases, staff of the former WUOs and of the Drainage Boards have been recruited/transferred and other have participated in training courses organized during the first phase of the WRIP project. Understaffing of these units is often the case and low salaries a limitation to attract highly qualified staff. Nonetheless, municipalities have made significant progress in the management of the irrigation systems but previous work also indicated that there are some significant shortcomings that may need external support to reduce or eliminate them
The Water Resources Irrigation Project (WRIP) of the World Bank (WB) has supported the rehabilitation of selected irrigation systems in the municipalities of Divjaka, Lushnje, Roskovec,Konispol, Devol and others. As the Project has been extended for another 2 years the rehabilitation works of the irrigation infrastructure will continue and the institutional aspects strengthened through several activities among them the Technical Assistance programme described here. It should be noted that during the previous phase of the project several activities training courses, study tours and others) were carried out for the institutional strengthening.
II. Objectives
The objective of this TA programme is to structurally improve the performance of municipalities for sustainable management of irrigation and drainage services to their clients, through 3 clear distinct but complementary parts, namely:
Part A: Hands-on Technical Assistance (TA) on O&M of irrigation systems 
Part B: Monitoring and Evaluation system (M&E) for MARD and support to development of programmatic support programs
Part C: Management Information system (MIS) for Municipalities
Part A: The TA programme is aimed to increase the performance of the IDUs of the participating municipalities for irrigation and drainage management, and it will support all municipalities that have received assistance in irrigation rehabilitation under the project, and it will be concentrated in four municipalities with the largest irrigation area to be managed: Divjaka, Lushnje, Roskovec, Konispol. 
The programme will attend with priority common problems of the municipalities and within capacity to more specific situations of individual municipalities. In addition, the specific tasks of preparing a Monitoring and Evaluation system and an Information System software will be also carried out. M&E system is meant to be an instrument for better oversight and investment planning, and MIS is meant for better operational management and planning.  The scope of work will include but not be limited to:
1.     Defining with farmers’ engagement the desired service delivery and the associated processes for water allocation, water scheduling and distribution, asset management, tariff setting and fee collection and management. 
2.    The establishment of a system for inclusive client communication for farmers’ services at the Municipality IDU
3.    Establishing a platform for agriculture coordination at municipality level where planning and decision making on irrigation scheduling, cropping patterns etc. will take place and which provides the links with the agriculture extension services and development programs that allow them to improve on farm water management practice (IPARD).
4.     Strengthening of the IDU and farmer’ engagement in the planned development and management processes towards a service oriented management of irrigation and drainage systems. This includes organizational, institutional processes for improved efficiency, transparency, social accountability and sustainable financing. 	
Part B: The M&E system aims at the development, population, installation and roll-out of operation of a M&E system that will allow the MARD to follow up the progress of the development and management of the irrigations systems throughout the country. It will be also an important tool for the municipalities to undertake a self-assessment of the annual progress made in the main activities related to irrigation and drainage. It will also in future become an important tool for MARD to identify, assess and prioritize support programs, and monitor programs in terms of service delivery targets. 
Part C: The Management Information System aims at providing a practical database management tool that will help municipalities to keep all the relevant information centralized in a single system. The data base systems will be enriched with two practical irrigation management applications that will be tested and included in the system.  The system will have the potential for adding other relevant applications in the future.  This is the first time that such MIS system will be introduced in Albania and the contractor should aim at simplicity in the management of the system.
In the development of all the activities the contractor will ensure that in any process gender issues receive the required attention by ensuring i) the empowerment of women, through targeted access to information and services, ii) that new coordination processes introduced within municipalities are inclusive and iii) that MIS and client communication platforms are tested, co-developed and accessible for both male and female farmers.
It is important that the support and action planning is practical and focused on day-to-day implementation challenges at IDU level to improve service performance service delivery. All other TA activities in terms of organizational and institutional support should be carried out in so far as they support these objectives. This means that the definition of the desired and required service performance is paramount, and an identification of the problem tree will be required to tackle sub-problems and potential solutions. The Annex1 to this ToR identifies performance assessment areas for diagnosis and development of very practical tools for fulfilling core functions in improving water management in the schemes. 
III. Scope of the work
The present document describes the responsibilities of the consultant. Essentially, within the scope of the work the programme will be undertaken in 4 phases:
1. Diagnostic phase, in which the most urgent needs of the municipalities to improve their performance will be identified 
2. Preparation of the Work Plan in close cooperation with the municipalities where mutual responsibilities will be established
3. Implementation of the Plan of Work (including instalment of M&E and MIS softwares, trainings) 
4. Monitoring and Evaluation, lessons learned and results achieved, development of national guidelines, and final report preparation 

1. First phase: Diagnostic phase 
1.1 TA programme
The first task of the consultant will be to further detail the priority areas of intervention that need to be included in the TA programme. The TA -  in cooperation with the Municipalities - will need to establish reasonable objectives to be reached for the plot and user registrations, but at least a minimum of 2,000 ha must be achieved in each priority municipality and at least a total of 10,000 ha will be achieved with reliable data entered in the system, and quality checked. (See Part C/Defining the irrigation systems of the municipalities).  A number of areas of intervention have been pre-identified and the consultant should ensure that these are covered in the technical assistance, while at the same time acknowledging that municipalities have different requirements and not all are perceived as equally necessary in all places. If the consultant identifies that certain items from the pre-identified list are not required in a municipality, this should be explicitly justified in the inception report and alternative needs identified: 
1. Operation and Maintenance  
a. Water demand and allocation, water scheduling and distribution system
b. Cleaning and maintenance of irrigation systems
c. Service delivery (see annex 1 on service performance assessment areas) and tariff setting
d. Fee collection
2. Asset Management
a. Physical Inventory of irrigation works 
b. Irrigation scheme conditions
c. In-season emergency works
3. Preparation of the full technical and user specifications for the M&E system and information systems that support the management system
4. Farmers Participations/Client orientation needs
a. Assess the communication channels, arrangements in use with farmers (male and female, landowner and water user, upstream and downstream, large scale and small scale). Identify farmer roles and tasks in relation to I&D management. 
b. Identify communication needs of different groups of farmers (including male and female interests and needs), in terms of information provision, complaints, decision making. 
c. Establishing an inclusive agricuture/irrigation program coordination and manangement teamat municipality level where planning and decision making on I&D service can be discussed. Links with the agriculture extension services (including relevant municipal department and regional entities) and development programs that allow them to improve on farm water management practice (IPARD).
As municipalities have considerably different characteristic in terms of spatial responsibilities but also in terms of financial and human resources it will be natural that priorities for interventions to improve the present situation will lead to somewhat different list of priorities but also common areas will emerge. But they have to be framed within the scope of work earlier defined, and be made explicit against performance assessment areas. 
1.2 M&E system 
The Consultant with the support from MARD will identify the needs and the available data for utilization in the M&E system and will assess the information that may be easily available in the municipalities and that can be integrated in the M&E system. For this purpose in Annex 2 a list of potential indicators that could be used in the M&E system has been provided. This list is purely for orientation purposes and the consultant is free to change it as may be relevant. 
1.3 MIS system 
During this phase the consultant will identify the needs and available data for future population of the MIS system. This will include, but not be limited to: 
a. Land (mapping, cadastral information, ownership)
b. Water Users (names, locations, gender, farm sizes, cropping patterns)
c. I&D system (assets, canals, dimensions, conveyance capacity, structures)
d. Mapping data (general and specific landuse, soils, etc.)
e. Current operating rules in all I&D schemes
f. Basin characteristics (upstream/downstream use, hydrological data)
g. Financial information (tariffs, payment records, budgets, yearly accounts)
h. Administrative information (service agreements, staffing levels, equipment, organigrams).
The consultant will present the information base needed and discuss with data agencies (ASIG, cadastre, etc.) municipalities and ministry on their quality, reliability and availability, and collect the relevant data for use in future phases of the project. Should data not be available, the consultant shall indicate precisely which information is not available and suggest alternative data/proxies for a functioning system. 
Finally, the consultant will review the outputs of the training program developed in the earlier stages of the project to better understand the current capacities, and to assess if and how such tools can be utilized in the training program. The aim of this consultancy is explicitly not to retrain the municipalities on the same issues, neither to continue classroom trainings on these modules, but to deliver hands-on training. In this context, it should be assessed which of the modules can have practical operational relevance in the context of this TA activity. The Consultant should provide Practical Guides (i.e. Operation and Maintenance Manuals) for the relevant subjects e.g. Irrigation, Drainage, Dams safety and Pumping Stations, etc.
This phase activity will be completed with the provision of the inception report within 60 days of the signature of the contract.
Deliverables of Phase 1:
-Inception report within 30 days after signature of the contract
-Diagnostic Phase Report within 60 days after signature of contract. For more details, see section IV Deliverables

2. Second phase. Preparation of the Plan of work 
2.1 TA programme
One of the main tasks of the Coordinator will be to prepare an action plan where identified needs will be attended in the best possible way. The Work Plan will be prepared aggregating all the specific Action Plans for the selected areas of intervention in each municipality plus other activities planned and described later.
The Action Plan will be developed together with IDU staff for each priority area of intervention will include, at least:
1. Participatory self-assessment and diagnostic of needs assessment in performance improvements on all parameters identified in the IDUs.
2. Definition of the objectives to be achieved and municipalities involved with clear interim 6 month targets and end-targets. 
3. Main tasks with targets to be undertaken and definition of each part responsibilities
4. Definition of processes and tools to be used to improve service delivery and any equipment needs (e.g. measurement devices, logbooks, forms, smartphones, registers, organograms, communication products)
5. Identification of any expertise needed and details of staffing arrangements, counterpart focal points. 
6. Detailed plan of work for on the job training activities
7. Definition of indicators to assess progress in the implementation of the plan 
8. Final evaluation of the achievements made in the implementation of the Action Plan and eventual recommendations for the Municipality and MARD for future actions.
9. In addition to the generic tasks mentioned above, there is a special pilot proposed in Divjaka municipality in Divjaka scheme, which entails the expansion of the pressurized irrigation network to the field level, including the distribution system, pressure control and water metering, with the aim of further enabling on-farm modernization. This pilot program would not only introduce the technical solutions (designed separately), but also introduce on a pilot basis volumetric metering and charging, define modalities for leveraging farmers contribution through irrigation service fee but also a contribution to capital investment. Practical approaches to the latter (volumetric metering and mobilizing joint financing from private farmers, municipality and the project) will need to be defined and implemented with the support of the consultant, based on natexperiences in the water utility sector and regional experience in irrigation financing.  
2.2  M&E system 
The consultant will prepare the final list of the indicators for the approval of the MARD. The MARD within two weeks of the presentation of the list of indicators will either approve or reject the list indicators with detailed explanations in case of rejection and provide alternative proposals. A consolidate list of proposals will be prepared after this consultation process. 
2.3 MIS system
During this phase the consultant will prepare the detail plan of work of this part and include it within the overall Plan of Work. For the preparation of the plan of work the consultant should consult the section of this ToR dedicated to its detailed description but also take into consideration the information collected in Phase I.
The overall Plan of Work of all the activities will be prepared within 90 days of the start of contract and submitted to PM/MARD and WB for approval. In the second half of the year the overall plan of work will be revised and updated according to the evolution of the TA programme. The plan shall have incremental targets on all operational, organizational and institutional aspects of I&D service delivery and shall include clear mutual obligations between consultant staff in its support role and IDU staff in terms of improvements. The action plan shall identify topics and purpose for each time period and each visit and identify tasks and targets to be achieved by IDU staff in between TA visits. In the project proposal, the consultant shall present this workplan and allocate sufficient resources for this level of face-time with the beneficiary IDUs. 
Deliverables of Phase 2:
Within 90 days of the start of the contract the Consultant should deliver:
a) Participatory self-assessment reports and tasks and targets set for the IDUs
b) Action plans for each of the four municipalities 
c) Consolidated list of indicators to be used in M&E system 
d) Plan of Work for the entire TA programme. The Plan of work will include a complete list of deliverables 
3. Third phase.  Implementation of the Plan of work 
3.1 TA programme 
The third phase will be implemented through the direct work of the coordinator, deputy irrigation and drainage adviser, national experts and international experts.  Most of the activities planned will have a component of on-the-job training to improve the actual procedures as it may be necessary. The commitment of the municipalities to participate actively in all identified tasks is essential and this should be clearly specified in the Plan of Work. 
The consultant should look at the opportunity to develop standardized forms and procedures when possible and appropriate. This should be directly linked with the diagnostics from Phase Two and include, but not be limited to the areas pre-identified in this ToR (under the description for Phase one). 
It is not the task or mandate of the consultant at this stage to develop sector regulations. Also, the success of this consultancy should not be subjected or preconditioned by suggested changes in the overall institutional or legal framework for the sector. Where the consultant identifies needs for improvements in terms of the sector regulatory framework, it shall communicate with MARD and suggest draft regulations in the final report. For the pilot-testing phase and to support a learning process, there is explicit approval to anticipate regulatory improvements and work on that basis in close consultation with MARD and municipalities. 
A progress report will be presented every 3 months (3 th, 6th, 9th and final report 13en month). The progress report shall report on activities undertaken by the consultants, achievements against targets in the 3 months, any challenges and obstacles and suggestions for remedial action to achieve end-targets. 
3.2 M&E and MIS system  
In addition to the TA activities, a M&E system for the MARD and municipalities will be developed and applied. Also the MIS system will be developed and applied. The implementation of these two parts are described in subsequent sections of these ToR. 
Deliverables of Phase 3 (includes Part A, B and C and for details see Section IV Deliverables)
	· Delivery of the M&E system including software

	· Progress reports in the 3th month 

	· Delivery of the data base management software with GIS applications and related user’s manual but without the water management applications    

	· Joint review of the software with the data base management 

	· Installation of the software in the servers of the agreed government institutions

	· Start-up Training session for the use of the database management software by the staff of the 4 municipalities selected (in Tirana) 

	· Completion of the training of the designated staff of the MARD in the maintenance of the MIS and M&E system in the server of the ATTC

	· Delivery of second progress report 

	· Evaluation report of the water management applications in the pilot municipalities using Excel tables and delivery of the final templates to be used and guidelines for use.

	· Submission of the second year plan of work 

	· Completion of the Integration of the water management applications in the software of the data base management (MIS software) 

	· Completion of the populating with data of the MIS system and the generation of GIS maps according to targets established in ToR

	· Completion of on- the job -training of the operators of the system in each municipality.

	· Installation of the revised software in the server of the (ATTC) and   transfer of the final MIS software program code to the contracting authority fully tested and operational 

	· Report on the clients (farmers) information services provided



Fourth Phase: Monitoring and Evaluation of the results achieved, development of national guidelines, recommendations and final report preparation
4.1 TA programme 
As the TA programme is aimed to improve performance of the IDUs it will be important to identify the departing situation clearly and assess what improvements were achieved at end of the programme. For this purpose, the contractor will develop a M&E system for the main activities of the TA programme that will be monitored from the start of the contract.  The programme is expected to bring substantial improvements in the following areas:
1. Improvement on the procedures for irrigation annual planning and water distribution. Including assessment of present allocated staff and future needs in selected municipalities. 
2. Improvement of the communication with all the water users (farmers’ information platforms, dedicated websites, direct meetings, others).  
3. Improve control of the O&M maintenance costs and reducing the gap between actual costs and revenues from water tariffs. 
4. Procedures for effective maintenance improved (planning, implementation, control) 
5. Establishment of a functional and inclusive agricuture/irrigation program coordination and management team at municipality level
6. M&E system developed and operational
7. Improvement of the data bases that are actually used for the management of the irrigation systems 

The consultant may add other expected results according to the Work Plan.  
The monitoring and evaluation of the TA programme will be undertaken throughout the duration of the TA programmeand completed in the 13en month of the contract. In order to facilitate this evaluation, it will be necessary to develop a number of simple indicators to evaluate bi- monthly the progress made in the implementation of the Plan of Work. The results will be presented in the bi-annual reports earlier mentioned and in the final report.

An explicit task of the consultant is to develop national level guidelines for improving IDU,I&D service delivery, including technical, operational, organizational and institutional aspects. These guidelines shall be developed at the end of the consultancy and be based on lessons learnt in the implementation of this consultancy. In the section of the Deliverables the main items to be covered are described
The Final Report shall include Full reporting on all activities, achievements, including all tools developed, pictures, data, maps, interim reports, and guidelines as identified as sub-deliverables elsewhere in this ToR. The final report will be completed within the 13 month of the contract. 
4.2 MIS system 
All the activities of the MIS system should have been completed in the former phase and therefore no essential activity is foreseen unless that in the second annual plan the time of deliverables have been modified and approved by the MARD.  
Deliverables of Phase 4 
· national level guidelines for improving IDU I&D service delivery
· Final report

PART B. Development of a Monitoring and Evaluation (Benchmarking) 
At present moment, the information of the progress that is being made in terms of irrigation development and management in each municipality and an overall overview at national level is not complete.  Therefore, there is a need   for developing a M&E system that may be useful to the municipalities but also that will provide MARD with essential information to monitor the progress made in the irrigation development and management for all the municipalities of the country.

This section provides guidance in the development of M&E system at the Municipality level to be developed.  
· The Proposed M&E system should be simple and containing clear indicators.
· The number of indicators should be small and do not constitute a heavy burden for the municipalities. Although no limit can be established in these ToR for the number of indicators it would be advisable if they are kept below a ceiling of 25 indicators.
· The indicators should monitor the progress in the main activities of the municipalities related to the management of irrigation systems including: irrigation management and development, Financial aspects, relation with farmers, energy consumption for irrigation (pumping stations) and  others as it may be necessary 
· Some of the data needed in the M&E system will be available in the Information System but for others the data will have to be calculated or derived from other sources of information.
Arrangements will be made between the Ministry of Agriculture and Rural Development (MARD) and the municipalities regarding the number of indicators and the frequency of reporting to the MARD for following the progress made by the municipalities in the management of the irrigation and drainage systems.  Not necessarily all the indicators may need to be transmitted. 
The contractor will define with detail how each of the data needed to calculated the indicators will be calculated. The contractor will prepare a document providing guidance of how to use the M&E system.  
The monitoring system will be in reality a benchmarking system since the municipalities will establish their own targets and monitor regularly the achievements reached.  At the beginning of the year the targets for the year will be established in each municipality having into consideration the achievements of last year.  At the end of the current year the indicators will be calculated and will be compared with the targets set at the beginning of the year. The system should have the capacity to store the information from previous years and calculate the relation between the previous year and the present year to illustrate the progress made. 
The M&E system will be delivered by the end of the 4th month after the appropriate consultations with the parties involved and acceptance of the final version. 
The M&E system will initially be developed simply in Excel or similar for testing purposes and after a first round of reporting, it will be developed into software that can be rolled out in municipalities. The software shall be open-source, off the shelve customizable software without licensing cost. In the development of the software the consultant shall liaise with AKSHI on potential initiatives in existing software and linking it to such initiatives, but while that will be the eventual goal the simple system shall be developed and used in the interim to address urgent needs and to learn lessons from implementation. 
The TA programme will support the MARD in the dissemination of the M&E system to the municipalities.
Development of the M&E system shall take account of the interest of MARD and municipalities to further professionalize the relationship in terms of technical assistance, M&E and financing for the sector. Centralized planning and management of irrigation investments would be limited in future to large infrastructure that covers multiple municipalities. Other investments would be planned and implemented at the local level. Equally, service level improvements are primarily the responsibility of the municipality. At the same time, policy and legal frameworks, and technical and strategic sector guidance as well as monitoring, and adjudicating on financing will continue to be the responsibility of MARD. The M&E system would be set up to allow future development of irrigation improvement programming against set benchmarks and reporting. Such a program will need to be able to query and include inputs on target setting, achievements of results, have simple verification ability, and allow financing to target specific objectives on improving irrigation service in the different municipalities. 
Part C. Development and Application of a Management Information System (MIS) for irrigation 
As part of the package of the strengthening the institutional capacity actions, the consultant will develop, populate, install and support use of a Management Information System (MIS) that should improve the day to day task of the IDU staff in managing the irrigation systems. During visits made to the municipalities it was often indicated that the information bases were weak and that often working maps were not available for the field work. The Information system is aimed mainly at providing a good data base for the management of the irrigation systems. With explicit commitment from the municipalities to support and utilize the MIS, On pilot bases this will be developed to some extent (with limited functionality) in all supported municipalities and in more detail in selected areas in the four priority municipalities, with the aim of supporting the improvements as supported by this TA program immediately, as well as to learn lessons in development, testing and use that can be incorporated in the future roll-out in all municipalities in the country.
The total duration of this specific activity is foreseen as 13 months and will be initiated not before the beginning of the 4th month after the signature of the contract. 
The consultant will provide the necessary human resources for the development of this application. Essentially they will consist of a programmer who will work closely together with the irrigation experts (coordinator, facilitator) on the team, as well as with the junior facilitators/data entry clerks. This should ensure that the MIS is supporting key functions and decisions to be made in the I&D service, is practical and easy to use and not perceived as a burden to the staff operating the system. 
The main characteristics of the proposed system are described in the following sections. 
The Management Information system will have three clear distinct phases. The first one will consist in the development of a software / geo-database that aims at having a set of data bases where the main information needed for managing the irrigation system will be stored. This will be common for all municipalities. The second phase, only to be supported in one or two of the priority municipalities, will address the development of two water management applications that will provide procedures for improved practices on irrigation planning and for irrigation water distribution, they are described below in detail. The third phase will develop functionality to support client management services (e.g. communication app, website, two-way communication, complaints/suggestions log, etc).  Overall, the process will need a good quality assurance from the consultant, both on the programming side, as well as on the data quality verification. 
While the focus should be on a simple-to-use system, it should be built in such a way that future modules can be added that would deal with more sophisticated functionality (e.g. financial modules, detailed operational modules, subscription services for weather and agronomic advice, crowd-sourcing information on system-status, etc.). 
First stage of the implementation phase 
In this phase the contractor will develop a software that will permit the adequate management of the main data bases but before doing that it will necessary to define the Irrigation systems where the information will be stored. 
Defining the irrigation systems of the municipalities
There is a great variability of the irrigation systems managed by the municipalities. From very small ones with less than 50 ha to large ones with more than 6000 ha and the sources of water can be dams (most general case) diversion dams in the rivers, or pumping stations from drains or rivers. In this context an irrigation system is considered as an independent hydraulic unit. 
However, for large irrigation systems managing large number of parcels is not practical and for this reason it is recommended that the total system be subdivided in independent hydraulic units that can be managed with a certain degree of independence.  In these cases, a secondary canal or a group of secondary canals can be considered as relative independent units and be managed as a nested irrigation system. In each case the definition of the irrigation system will need particular attention to find an equilibrium between what can be managed practically and the hydraulic independency of the system. When a large system is divided into several independent hydraulic units it will be also necessary to define the total irrigation system where all the corresponding hydraulic independent units are integrated. 
Each irrigation system will be recognized by its name. The user will enter the main characteristics of the irrigation system to be created. In reality, only few data are needed to characterize in a unique form an irrigation system. The following ones are recommended: name of irrigation area, location, water source, irrigable area, pumped/gravity fed, irrigated area, number of users. Once the information is entered it will be saved and the irrigation system will appear under the list of those to be managed.
Data bases of the irrigation systems of each municipality 
Under this sub-option the user will be presented with the list of irrigation systems already created. By clicking in one of them he/she will be presented with a menu of modules that will assist the user in the management of the selected irrigation system. The user will be presented with the following data bases: 
Management of the irrigation systems of the municipality  

List of irrigation systems 
Irrigation system 1 
Irrigation system 2.
……………………..
Irrigation system 9 

Data base management of each irrigation system 
1. Users and parcels  
2. Land use data
3. Irrigation network diagram and parcels 
4. Crop irrigation needs 







For each irrigation system the 4 data bases indicated above will be entered as described below.
User’s and parcels data bank 
This is a very important data base that must be kept up to date. This data bank once elaborated will suffer few variations resulting mostly from the change of ownership.  The contractor should consult data base systems that exist in the market and get guidance with regard to the information to be entered and also how it is managed (also following applicable data protection and privacy laws). 
The data base should link in a unique manner 2 important elements: the user and the parcels. The user can manage one or several parcels. The user is either the owner or the legally authorized lessee. Below, there are the main data that each of these 2 elements must have, as minimum requirements.
User: Name, surname, gender, telephone, address, and whether if he/she has signed an agreement with the municipality for the payment of the water fees[footnoteRef:1], and other relevant data as considered necessary. The database “user” should allow for the registration of both husband and wife including their contact details.  [1:  In some municipalities, farmers sign agreements with the municipality for the payment of the irrigation water fees] 

Parcel: unique number to designate the parcel. It would be desirable to use the numbering system that is already used by the municipalities/cadastral system as this may facilitate the transfer of information. However, the concern exists that such numbering system may not reflect the location of the parcel within the irrigation system. For this reason, the contractor should develop a complementary numbering system that is a combination of letters and numbers that help to identify where the parcel is located with respect to the canals providing water to the parcel and the irrigation system where it belongs. Other data to be included are: irrigable area, irrigated area, irrigation method used (furrow, drip, sprinklers), source of water: name of irrigation canal from where water is received, name of drainage canal (where applicable) and groundwater (where applicable).  Ownership of pumping unit, if applicable and other data that may be relevant. Existence of on-farm reservoirs should also be entered. The system should be able to include irregularities that exist in many schemes (e.g. farmers pumping from the drains, or directly from main canal)
Land use data bank
The information related to the land use is an important element in the management of the irrigation system as there are many parcels that remain uncultivated or only cultivated with winter crops and therefore not needing water. Furthermore, knowing the crops planted is an important information in order to determine the priority for irrigation scheduling.  It is also important to know this information for the irrigation planning as the areas irrigated by the main crops are necessary. Basically this a data base that needs to be updated yearly except for perennial crops.This is not a usual practice in Albania and introducing it make take some time. Furthermore, populating the system with this information may take quite some time beyond those considered in these ToR. For this reason, the data entry will be made according to the following list of priorities:
1st priority: area selected for the pilot experience on water distribution approx. 600 ha
2nd priority:  uncultivated areas as they are important for irrigation planning 
3rd priority:  parcels with greenhouses as they may have special requirements for irrigation  
4th priority:  perennial and other crops as may be possible with existing available human resources
To simplify the data entry, the crops may be grouped by categories that have similar crop water requirements. The consultant may establish the minimum coverage of data entry of for this database compatible with the human resources available but the first priority must be respected. 
The Irrigation network and parcels 
The aim of this module is to be able to link the different hydraulic elements of the irrigation network with the parcels. There are two modalities for this. In the four non-priority municipalities, the irrigation network will be presented in the form of a simple map, on an open-source mapping/satellite imagery background (open street maps, topo, google earth), as well as in the form of a hierarchical schematic model with key nodes, and showing easily the functionality of the scheme. 
These functionalities will also be available for the priority municipalities, and since in these municipalities the database will be used for actual operational decision-making, more detailed scheme modelling is required. The system irrigation network will be drawn with the support of vector-mapping in GIS. The irrigation network will contain all the hydraulic structures of the irrigation network (spillways, control gates, outlets etc.  will be represented. By clicking in the canal or structure the characteristics of the element will be displayed. On the longitudinal elements: canals and pipes the maximum flow must be assigned. Secondary elements such as outlets, checks, siphons, flowmeters, spillways can be added to open canals and valves, air release devices, hydrants and manometers can be added to pipes. Each element must be represented in the drawing of the irrigation network by a symbol that will be defined by the consultant and again by clicking in the element its characteristics will be shown. It should be easy to modify the scheme elements if modifications are made, hence the need for vector-mapping to show relations between the different elements. 
Each scheme element will have at minimum the following entries (and each entry shall log the date entered): 
Canals:
-capacity (flow)*
-Status
-Photos
-Length and other dimensions
-operational regime (rotational, fixed level, fixed flow)
-Assumed losses over canal length*
-Assumed time to fill canal (travel time)*
Structures: 
-type of structure (control, measurement, etc.)
-location in scheme (GPS and also functional location through coding)
-date constructed
-Status (functional/partially functional/non-functional)
-Photos
-Design Drawings
Note:  those elements marked with an asterisk are essential. The others can be introduced depending on availability of information and time.
It is essential to link the irrigation network with the data base of parcels. Here again by clicking in the parcel the characteristic of the parcel and the user will be shown.
It is also required that the irrigation network is linked to the parcels and crops so as to show the land uses of each parcel.
The contractor will produce GIS maps for the selected irrigation systems of the municipalities and will link them to parcels data bank as indicated in the section of the “Geographical coverage of the application of the MIS system”
Crop Irrigation needs 
This module will calculate the Irrigation needs for all crops grown in the concerned municipality but is not specific for any irrigation system.  The calculated crop irrigation needs will be used as a reference in the irrigation planning application and in the water distribution application.
The calculation of the crop irrigation needs will be done according to well accepted methodologies, for instance CROPWAT from FAO and using average climate data for the last 10 years. 
In addition, the system will calculate the irrigation water needs for the meteorological information of the current year so as to provided farmers with information when and how much irrigation water to apply for their crops according to the planting dates. For each crop, at least4 different intervals of 15 days each will be entered. The system will generate the irrigation scheduling for each crop and interval with real meteorological data and keep it up to date with the progress of time. This information should be made available to farmers and the consultant will propose the most convenient way of doing so. 
Geographical coverage of the application of MIS System
The data bases are a useful tool for all the participating municipalities and therefore it is recommended that it will be applied in all of them as described above. The objective of the Information system is to enter all the data required but in some of the municipalities with large irrigated areas this may beyond the present capacity.  
Whereas the scheme infrastructure mapping will need to be done to the above specifications for all modernized irrigation systems and sub-systems, the TA -  in cooperation with the Municipalities - will need to establish reasonable objectives to be reached for the plot and user registrations, but at least a minimum of 2,000 ha must be achieved in each priority municipality and at least a total of 10,000 ha will be achieved with reliable data entered in the system, and quality checked. Ideally, this area is identified as part of a hydraulic area within a larger scheme if information for an entire scheme cannot be digitized. In any case, for areas beyond the 10,000 ha which may not be entered and/or verified as part of this assignment, there shall be a data entry plan with reasonable targets and building on efficient data entry modules, tested for the first 10,000 ha. Also, for these areas there shall be an average/aggregate value at tertiary level entered, in terms of area served, number of plots and average cropping patterns. 
The consultant will be responsible for organizing the data collection at municipality level and will deploy junior staff to assist the IDU staff with the data collection and data entry and may decide to add additional remunerators in the proposal. Priority will be given to municipalities who also deploy adequate staff resources to this task. 
Main conditions that the Management Information System (MIS) should meet 
The main generic characteristics of the information system are described in Annex 4
Second stage of implementation: Water management applications of the data base using Excel templates.
For the Water Management applications, it will be tried out as a pilot experience in 2 municipalities.  The irrigations system to be used for this pilot experience should be in the range of approx.600 ha. The Municipality of Lushnje has already indicated their willingness to participate and Divjake. The coordinator of the TA programme will make the final agreements with the interested municipalities.
The data bases are the basic information necessary for the irrigation management of the irrigation networks.
Initially, the applications will be undertaken with the use of Excel templates. This will facilitate the understanding of the main steps necessary for arriving at the management outputs necessary for managing the irrigation systems.  The contractor will collect the methodologies that are used at present in the municipalities and propose improvements as may be needed. 
First application:  Seasonal irrigation planning
This module should be used before the actual irrigation season starts to estimate the water demand during the summer months and in particular to determine the peak month of demand. Once the total demands are estimated monthly it will be compared with the available water supply in the main canal. The irrigation planning is well known in the IDUs and has been the subject of one of the training modules and therefore it is assumed here that its application is well known but unfortunately is rarely used. The purpose of this application is to facilitate its application and make almost mandatory before the irrigation season starts.  
On the bases of its application, decisions will be made regarding the maximum amount of irrigation water/ha that will be permitted each month (or flow that will be used in the canal) and the farmers will be informed accordingly when conditions of water scarcity will justify.
Successful implementation of this phase will be determined by the amount of information provided by the respective water masters and maintaining the water allocations.  The monthly maximum allocations will also be used in the second application. 
Second application: Water distribution by the restricted demand method 
Field experience of water distribution in Albania shows that practically only one method of water distribution (called often “restricted demand”) is used. As irrigation water is not particular scarce in Albania most of the irrigation systems have the flexibility to be operated under this modality.  It basically consists in farmers interested in receiving water make a request to the water master. The requests from different farmers are processed at central office and according to the availability of the water supply the requests are satisfied within a reasonable amount of time (in general, less than a week). The water master in general does not control the specific turns of each farmer but controls for how many hours the tertiary canal must remain open and farmers take care of the water distribution within the tertiary canals. 
The amounts to be provided in each irrigation are quite approximate as most of the canals do not have any kind of measuring device and this is something that needs to be improved but water masters know the approximate flows that are being used. This module will aim at improving the present practice and facilitating the calculations of when it will be delivered and the volume to be provided. 
Some municipalities use Excel tables for this task and it is necessary to have a clear understanding of the actual method. Once this is achieved the contractor will provide Excel templates that will improve the present practice. Improve practices will be base in the consideration of the actual crops irrigation needs. As a full consideration of all the crops needs may add a great complexity some simplifications will be introduced, for instance given the same water allocation to similar crops (vegetable for instance) or summarize the allocations at the tertiary level. 
The main steps of the procedure to be followed are described in Annex 3 but each of the steps there described and the decision-making tree assumed herewith, must be verified in detail with each municipality, to ensure it aligns with actual decision making processes:
Integration of the water management applications of the data bases using Excel.
Once the water management applications have been fully tested and verify its capacity to improve the actual water distribution practices and irrigation planning the contractor will integrate them into the software of the data bases earlier mentioned. 
The water management applications will be fully tested and made operational, and there will be field testing and simulations with the water masters. 
Therefore, users in the municipalities will have the possibility of using the methodology of the Excel tables or the software according to their capacities or preferences. If excel tables are properly designed the output can be entered into the MIS for administration purposes. In any case, the User Interface (UI) should be intuitive, easy to use, minimize human errors (through assisted choices, drop down menus, etc) and eliminate unnecessary steps to make data entry as simple as possible) – on the understanding that users will not be GIS experts, but municipality water masters. 
Third stage of the implementation.  Client Services
A third element of the system will streamline the client services, such as: 
· dissemination of information on the scheme (first phase databases)
· Receive user requests through the App (for instance, water turn, repair request)
· dissemination of information on the schedule (as per second phase output)
· push notifications to an App to be developed for iOS and Android for general notification on I&D operation, financing, administration, emergencies, scheduled repairs, etc. 
· Facility to register complaints, suggestions, 
· Periodic newsletters and other agricultural services. 
· The client services system should be linked with the other two modules, such that clients can update their information (phone numbers, addresses, plots, subscriptions) through the app/website. 
For this purpose, an App and a website portal interface will be developed and a receiving software with appropriate decision making trees to process demands and communication. 
While many more functionalities and integration with other agricultural services may be conceptualized, the initial functions will be limited to the above. 
IV. Deliverables
In several sections of these ToR reference has been made to deliverables to be provided by the contractor. The following list is the consolidated one and to be mandatory for the contractor. 
Table 4: Consolidated list of deliverables 
	No
	Phase 
	Part 
	Deliverables
	Time limit of delivery (in days) after signature of contract

	1
	1
	A 
	Inception report
	30

	2
	2
	A, B, C
	Diagnostic Phase Report
	60

	2
	2
	A
	Participatory self-assessment reports and tasks and targets set
	90

	3
	2
	A
	Action plans for each of the four municipalities 
	90

	4
	2
	A, B, C 
	Plan of Work for the entire TA programme
	90

	5
	2
	B
	Consolidated list of indicators to be used in M&E system 
	90

	
	
	A, B, C
	Progress Report
	90

	6
	3
	B
	Delivery of the M&E system including software
	120

	7
	3
	A, B, C
	Progress reports in the 3th month 
	120 

	8
	3
	C
	Delivery of the data base management software with GIS applications and related user’s manual but without the water management applications    
	150 

	9
	3
	C
	Joint review of the software with the data base management 
	165

	10
	3
	C
	Installation of the software in the servers of the agreed government institutions
	180

	
	3
	A, B, C
	Progress reports in the 3th month 
	180 

	11
	3
	C
	Start-up Training session for the use of the database management software by the staff of the 4 municipalities selected (in Tirana) 
	190

	12
	3
	C
	Completion of the training of the designated staff of the MARD in the maintenance of the MIS and M&E system in the server of the ATTC
	200

	14
	3
	C
	Evaluation report of the water management applications in the pilot municipalities using Excel tables and delivery of the final templates to be used and guidelines for use.
	230

	15
	3
	A, B, C
	Submission of the second year  plan of work 
	240

	16
	3
	C
	Completion of the Integration of the water management applications in the software of the data base management (MIS software) 
	270

	
	
	A, B, C
	Progress reports in the 3th month 
	270 

	17
	3
	C
	Completion of the populating with data of the MIS system and the generation of GIS maps according to targets established in ToR
	315

	18
	3
	C
	Completion of on- the job -training of the operators of the system in each municipality.
	330

	19
	3
	C
	Installation of the revised software in the server of the (ATTC) and transfer of the final MIS software program code to the contracting authority fully tested and operational 
	330

	20
	3
	C
	Report on the clients (farmers) information services provided
	340

	21
	4
	A, B, C
	National level guidelines for improving IDU I&D service delivery, including technical, operational, organizational and institutional aspects.
	340

	22
	4
	A, B, C
	Final report 
	360

	23
	4
	C
	Completion of the remote support of the contractor to the M&E system and MIS system 
	540


The contractor will be also responsible for any other deliverable included in the work plan in addition to those listed above. 
The main deliverables are described below:
1. The inception report
It shall contain at least the following: 
· Preliminary baseline on institutional performance and needs assessment and proposed plan of action for the second phase. 
· Information database with available data for M&E system and MIS system and further conceptualization of the decisions to be supported by these systems. 
· Indication of data not readily available with relevant institutions, and alternatives to deliver a functional system
The inception report will be accompanied with a formal commitment from the respective IDUs to form a taskforce, commit staff of entire IDU to work in collaboration with the consultant in terms of diagnostics, improvements and reaching of targets. 

2. Participatory self-assessment reports and tasks and targets set for the IDUs
This report will be largely based in the use of the Annex 1 and the responses obtained during the visits to the municipalities.
3. Action plans for each of the four municipalities 
The actions plans for each municipality will be prepared on the bases of the diagnosis made with the previous report and the agreements made with the municipalities.
4. Plan of Work for the entire TA programme. 
The plan shall have incremental targets on all operational, organizational and institutional aspects of I&D service delivery and shall include clear mutual obligations between consultant staff in its support role and IDU staff in terms of improvements.
5. Consolidated list of indicators to be used in M&E system 
The consultant will propose to the MARD a list of indicators to be used in the M&E programme for approval of modification. The final consolidated list of indicators must be agreed before the 90 days of signature of the contract 

6. Delivery of the M&E system including relative software
Based on the MARD approved list of indicators the consultant will prepare a simple software that can be rolled out in municipalities. The software shall be open-source, off the shelve customizable software without licensing cost.
7. Progress report (period of first 3 months) 
The progress report will cover the progress made in the activities planned in the Work Plan and outline potential problems  and solutions for the forthcoming period.
8. Delivery of the software with the data base management software with GIS applications and related user’s manual but without the water management applications
Before starting the programming of the Information system the contractor will send an expert to all the concerned municipalities to collect information about how the irrigation systems are managed now and what procedures are used.  Whenever possible samples of the Excel tables that are used to store information in each municipality will be collected to have a better understanding of the information that eventually could be imported in the new system. 
9. Joint review of the software with the data base 
During the nine month of the contract, a review of software delivered made will be made. The purpose will be to assess that the work of the consultant in the development of the Information system corresponds to the TOR and the expectations of the clients (MARD and municipalities).
The meeting will take place in Tirana with an estimated duration of two days and during the 9th month. Should the consultant need a revision of the proposed date it can be requested to the MARD for their consideration.  The meeting will be attended by the concerned parties and the international consultant.
10. Installation of the software in the servers of the agreed government institutions
As earlier indicated the system will be web -based and therefore the program will be installed in the server of the Agricultural Technology Transfer Centre (ATTC) and the users will access it from the municipalities through the system of passwords.  The contractor will ensure that the whole system works properly.
11. Start-up Training session of users from the municipalities in Tirana. 
Immediately after the first delivery of the software in the month six, the contractor will organize a training event for all the eventual users of the information system.  The purpose of the training session will be to familiarize the future users with the Information system. A maximum of 20 participants is expected. The session will be organized preferably in Tirana but other location may be agreed with the Contracting Authority. The duration will be of 3-4 days. The sessions will alternate presentations by the contractor and working sessions with hands on the program by the participants. The contractor together with the contracting authority will ensure that enough computers are available for the trainees.
During the training session printed copies of the User’s manual will be delivered to the trainees. The contractor will deliver also 10   copies of User’s Manual to the contracting authority 
Any bug identified during the training sessions will be corrected immediately and at the end of the 4 days a revised version of the program will be installed in the server by the contractor. 
All the cost related to the organization of the training event will be borne by the contractor.  
12. Completion of the training of the designated staff of the MARD in the maintenance of the MIS and M&E system in the server of the ATTC.
The consultant will train for a period of not less than 10 days the staff of the ATTC in the maintenance of the software installed in their server 
13. Delivery of the second progress report 
The progress report will cover the progress made in the activities planned in the Work Plan and outline potential problems and solutions for the forthcoming period 

14. Evaluation report of the water management applications in the pilot municipalities using Excel tables
After selecting the pilot municipalities where this activity the contractor will study with detail the procedures that are being used at present for the water distribution including the Excel tables used. After this analysis the contractor will provide alternative templates for the improvement of the water distribution procedures. These improvements will be based in the allocation of irrigation amounts (m3/ha) based on crops needs or groups of similar crops. The improved templates will be tested and verify that they provide satisfactory results.  
The whole procedure will be documented and provided as guidelines for future use in other municipalities 
15. Submission of the second year Plan of work 
The revised plan of work for the second year will be submitted covering the remaining 6-month period of the contract. 
16. Completion of the Integration of the water management applications in the software of the data base management (MIS software)
As the procedure for water management applications (irrigation planning and water distribution) have been tested with Excel templates in the pilot experience they should be consolidated in the Data base management software. The functionality of the water applications will be fully tested and operative. This revised version of the software will be installed in the server.  
An additional manual user will be elaborate for its use 
17. Completion of the populating with data of the MIS data base system and the generation of GIS maps according to targets established in ToR
The staff of the municipalities is heavily engaged in their day to day activities and the time available for entering data into the system is limited.  On the other hand, is of high importance that the system is populated with the data so that can be operational as soon as possible. With this purpose the contractors will contract for a limited period of 6 months 5 young graduates that will assist with the data entry and other responsibilities.  In principle, in each municipality one graduated will be located except in Lusnhje where 2 graduates will be located since this municipality has the larger irrigated area to be covered but the Coordinator can make other agreements with the concerned municipalities. The contractor will cover the cost of this data entry staff. The provision of this additional staff does not exempt the municipalities from their commitments in data entry.  A formal agreement will be made in each municipality regarding the staff that will work in parallel with the graduates provided by the contractors.  
18. Completion of on- the job -training of the operators of the system in each municipality 
The contractor will carry out an intensive on-the -job training of the operators of the municipalities in charge of using the system. At least two persons in each municipality will be trained in the use of the system and during the period of data entry and use of the system they will participate actively in this task.  
The consultant will prepare a detailed report of the on-the-job training carried out and it will be included in the final report 
19. Installation of the revised software in the server of the (ATTC) and   transfer of the final MIS software program code to the contracting authority fully tested and operational 
To ensure that the contracting authority may be in the conditions of introducing modifications and improvements into the information system, the contracting authority will designate a national focal point programmer to act as focal point for the future programing needs.  The contractor will make available the chief programmer for 10 working days to the national focal point programmer to go together through the program and fully familiarize the person designated by the contracting authority with the program code. The final code will be installed in the server of the ATTC.
20. Report on the clients (farmers) information services provided
The consultant will prepared a short report of the experience with client irrigation services provided and their future use 
21. National level guidelines for improving IDU I&D service delivery, including technical, operational, organizational and institutional aspects
An explicit task of the consultant is to develop national level guidelines for improving IDU I&D service delivery, including technical, operational, organizational and institutional aspects. These guidelines shall be developed at the end of the consultancy and be based on lessons learnt in the implementation of this consultancy. The guidelines shall include at minimum the following: 
· Diagnostic of common issues in irrigation service delivery performance, disaggregated by type of scheme (based on SWOT and problem-tree analyses carried out in the context of the earlier phases of the project). 
· Identified targets for service delivery indicators, identifying in practical terms low performance, medium and high performance targets on each aspect of I&D service (to help self-assessment and incremental improvements)
· Listing and explanation of specific tools (including O&M guides/manuals), arrangements and products used during the assignment, their objectives, key parameters for success, and variations thereof in different context. 
· Process guidance on how to carry out self-assessment and develop an IDU improvement plan at municipality level, setting realistic interim goals in a participatory manner, needs for facilitation and support. 
· Guidelines for MARD in terms of process facilitation for these processes, utilization of the M&E system to monitor performance and to improve accountability, and;
· Identification of structural institutional/legal/regulatory aspects that need to be addressed to overcome service delivery challenges. The consultant shall draft such regulations, but shall not be responsible for follow up on their approval. 
· A strategic plan and multi-annual workplan for implementation of the above after the completion of the TA program. 
22. Final report
Full reporting on all activities, achievements, including all tools developed, pictures, data, maps, interim reports, and guidelines as identified as sub-deliverables elsewhere in this ToR.
V. Human resources to be provided and consultant qualifications
The consultant must have demonstrated experience of at least 10 years in the Irrigation and drainage as well as in the development of software for irrigation or water resources management. Documentation of the experience is necessary. 
Training and joint development are key aspects of the contract. The contractor should maintain frequent contacts with the responsible persons in the MARD, municipalities, and farmers for the best possible understanding of their needs particularly with the reports that the need to be generated.   It would be important that the software responds to these needs. The contractor should deepen that understanding as well and involve them in design choices. For this purpose, the necessary travels to the municipalities should be foreseen during the development phase. 
Duration of the assignment
The assignment will have a duration of 13 months from the signature of the contract that under no circumstance can be exceeded.    
Expertise to be provided by the contractor 
This success of this TA consultancy will depend very much on the implementation of a structured process of hands-on training with a dedicated team that builds trust with municipalities throughout the process. For that reason, it is expected that the consultant will present a workplan that allows continuity in process facilitation by the same (small team of) expert(s) from start to finish, with inputs from specific sector experts as required and as agreed between the facilitator and the respective IDU. The consultant will provide the services of the Coordinator, and a deputy facilitator for 13 months. Coordinator is expected to spend most of his/her time (at least 60%) in supporting the work of the municipalities on site. This team shall have demonstrable practical experience in irrigation scheme management, as well as a good understanding of the Albanian context. 
This team shall have demonstrable practical experience in irrigation scheme management, as well as a good understanding of the Albanian context. 
Both positions will be evaluated in the selection process. Since two positions are required for adequate coverage, the consultant is free to divide the work between the two specialists, building on their respective strengths. Both experts need to meet the qualification criteria and should be able to provide expert advice. The coordinator will provide overall oversight of the task and be the team leader. 
In addition, the consultant will provide a pool of (national or international) short-term experts as indicated below. The specialities mentioned in table below are indicative and can be changed according to the needs identified in the Work Plan but the total number of months (10) must be respected. The services provided by the experts will be mainly in the municipalities assigned for the work. The consultant will provide the CVs of experts which may include other specialties besides those listed. These services are in addition to the manpower that will be needed for the development of the Information System that will be described later in the text. The total assigned to young professionals (30 p/m) must also be respected.
Table 1. Provisional list of national experts and person/month to be provided by the contractor 
	
Expertise
	Estimated Person/month not less than

	A. Key Staff
	

	K1-Coordinator 
	13

	K2-Deputy Irrigations and Drainage Adviser
	13

	K3-Software developer (individual or company)
	6

	K-4 O&M cost and irrigation tariff specialist 
	8

	K-5 GIS specialist (maps preparation) 
	4

	K-6 Community Development with gender background 
	2

	B. Non Key Staff
	

	IT specialist (websites) 
	2

	Young professionals (5 persons per six months each)
	30

	Total 
	[bookmark: _GoBack]78



Once the specialities of the national experts have been identified and agreed with the Municipalities the contractor will prepare the TORs for their interventions and submit for approval to the PM and MARD.
The contractor will cover all the costs related to the provision of the human resources needed. This include: travel, local transportation, per diem, all social security liabilities and any other applicable.
Key staff 
Key staff of the consultant will be the TA Coordinator, the Deputy Irrigations and Drainage Adviser and the Software Developer.
The figure of the TA Coordinator and Deputy Irrigation and Drainage Adviser are key element of the programme. Besides the technical qualifications which are indicated below they must have the capacity of establishing good working relations with the concerned staff of the municipalities that he/she will be working with. Much of the success of the TA activities will depend on the commitment and collaboration that can be established. The contractor, when bidding, should provide evidence of similar assignments that the proposed candidate has completed successfully in the past. 
For these key positions the main qualifications are summarized here:
K1- TA coordinator 
a. Capacity of establishing good working relations with the concerned staff of the municipalities that he/she will be working with.
b. Former experience as leader of irrigation/ water resources projects 
c. The consultant will be preferable an irrigation engineer with more than 10 years of professional experience in the development and management of irrigations systems 
d. Experience with the data base management is required 
e. Experience with participatory organizations will be considered an asset 
f. Knowledge of financial issues related to the management of irrigation and drainage issues will be considered an asset. 
g. Fluency in English is required
K-2 Deputy irrigation and drainage adviser 
a. Capacity of establishing good working relations with the concerned staff of the municipalities that he/she will be working with.
b. The incumbent will be an irrigation engineer with at least 8 years of professional experience in irrigation development and management and 3 years of engagement in the actual management of irrigation systems  
c. Deep understanding of the water distribution issues is a requirement 
d. Knowledge of the issues related to the maintenance of irrigation and drainage system is also required 
e. Advanced knowledge in the management of Excel. 
f. Knowledge on the preparation of GIS maps will be an asset 
g. Working knowledge of English will be an asset 

K-3 Software developer 
a. The incumbent must have at least 10 years of experience in the use of IT technologies 
b. The incumbent must have demonstrated experience in the development of software for the use of large data bases
c. Knowledge of several programming languages (to be detailed) 
d. Demonstrated experience in the management of GIS applications 
e. Experience in the installation, management and maintenance of web based software
f. Demonstrated experience in the development of apps.
g. Familiarity with irrigation will be considered and asset. 
As indicated below, the consultant may provide the services of a consulting firm specialized in software development to undertake the tasks of the M&E and MIS systems, in which case the services of the software developer will not be necessary. 
K-4 O&M cost and irrigation tariff specialist 
The consultant will carry out the following activities in each municipality: 
a. Investment planning. In collaboration with the IDU staff and after review of existing documentation available (engineering studies of different kind) priorities will be assigned for the execution of the works will be made and a tentative planning for their execution in the coming 3 years will be prepared. It may be well possible that for some of the planned investment no studies exist and therefore one of the planning purposes will be to carry out the necessary studies that will provide a more accurate evidence of the investment needed.
b. Several alternatives will be prepared for the financial resources that can be expected including land tax, central government allocations, water tariffs and own resources of the municipality that can be dedicated to the investment s and the current expenditures 
c. O&M expenditures.  Previous year expenditures will be reviewed and projections for the 3 coming years will be made.
d. With all the above information 3 planning scenarios will be made under different assumptions. After discussion of the alternative considered more realistic will be selected and used for the overall planning of the municipality.
e. One of the main responsibilities of the consultant will be to train on the job the local staff of the IDUs in the methodology used for this planning exercise.
f. The consultant will prepare a main report with his/her findings and recommendation. The report will include annexes for each municipality containing the specific recommendations.

c. Qualifications 
The consultant will be an agricultural economist agricultural or engineer or with more than 15 years of experience in the planning of the water resources and management of irrigation system and demonstrated experience in the field of irrigation works planning
Knowledge of Albanian language will be considered and advantage. Otherwise, the consultant will be responsible for hiring the services of a local interpreter to assist with the communication with the staff of the municipalities. 
d. Length of assignment 
It is estimated that the total duration of the assignment will not be less than 8 months. 

K-5 GIS specialist (maps preparation) 
Tasks to be performed by expert
a. Assist the Consultant to develop a methodology for data collection;
b. Review existing databases related to selected irrigation schemes;
c. Digitizing 10,000 ha of irrigation systems as selected;
d. Develop maps;
e. Scan and geo-reference field maps with field data;
f. Training of the municipality officials and guide them in the process of data collection.
Qualifications
Please specify: IT, GIS expertise – proven experience with API integration, webservices, and data visualization. Specific experience with ArcGIS programming. 

K-6 Community Development with gender background 

Duties and Responsibilities:
· The gender specialist has to support the Municipalities to carry out their responsibility to implement gender mainstreaming in the irrigation sector, 
· Follow up on the gender strategy implementation in Irrigation & Drainage Strategy,
· Coordination of gender related activities with Municipality responsible staff,
· Work closely with Municipalities to coordinate gender related activities within the project, and review all components reports/progress reports in order to identify gender related issues, opportunities in time and come up with recommendations, corrective actions.
· In each of the selected schemes identify a gender focal person preferably a senior staff member to be trained on gender related issues who can then contribute on gender mainstreaming at field level and ensure gender equity in the project.
· Ensure consultations are done with stakeholders - including private sector and local farmers groups as well as communities, to elicit the views of both male, and female stakeholders,
· Take part in training programs and sessions to the relevant staff of Municipalities, community members and farmers on gender, and social aspects,
Skills:
· Knowledge of gender related issues in Albania, basic knowledge of agriculture and its challenges, Understanding of challenges faced by disadvantaged and vulnerable people including (but not limited to) the poor women etc,
· Demonstrated ability to write clear and concise reports,
· Experience with World Bank funded projects is an asset,
· Demonstrated knowledge of MS Office packages, especially MS Power Point, MS Word and MS Excel,
· Able to work under pressure and as team member and work for long hours as and whenever required,
· Fluent in English
 
Qualification and Experience:
· BSc in environment, agricultural extension, social studies, gender related studies, political studies or other relevant fields,
· Advanced degree (MSc) in one of the above mentioned fields is an asset.
· Minimum of 5 years of relevant experience (with BSc) or 3 years of relevant experience (with MSc) in the areas of social impact analysis, and gender.

Qualifications of the pull of national and international consultants
The contractor should propose a pull of national consultants that will complement the experience of the Coordinator and the Deputy facilitator. For those expertise that adequate levels of experience may not be available in Albania international experts will be proposed. A minimum of 9 moths of national or international consultant for Coordinator position and 13 month period for national or international Deputy Facilitator position have been foreseen but the contractor may exceed this minimum requirement if they consider that to fulfil the ToR a greater workforce is required. For each type of expertise at least the CV of two consultants will be provided. The contractor will describe in the offer the expected tasks that the consultants will carry out.
For the young professionals a minimum of 30 p/m has been estimated but if the contractor considers that to achieve the targets established in these ToR for the implementation of the MSI, they can increase the work force and justify their choice.
For the international consultants the contractors will provide a tentative list of the potential ones with their respective CVs. As Albania has no formal experience in the development of the irrigation information systems it seems advisable to use the advice of international consultants in this specific area of knowledge.
Development, implementation and remote support of the M&E and MSI systems
For the development and implementation of the software of the M&E and MSI the consultant may use their own human resources or may subcontract with a specialized IT consulting firm the related work but under no circumstances this second alternative will exempt the contractor of delivering the activities and deliverables describe in these ToR. In either case, the contractor will provide detailed references of the work done by the software developer similar to the one proposed in these ToR and the number of p/m that will be dedicated to this activity within the contract.
With regard to the GIS applications the contractor will be responsible for providing the program that will not imply future payments for software licenses,
For the apps to be developed the contractor will be responsible for their periodic updating for a period of one year.
During six month after the completion of the contract the contractor will provide all the remote technical support that may be required from the users and the MARD of the M&E system and the MIS system. As the contract cannot exceed 13 months, the contractor will budget this activity during the 13 months and provide the services during the subsequent 6 months but no additional payment can be requested. 
It is expected that no need for changing the program code arises but should this be case due to errors detected in this period the contractor will be responsible for revising the code and ensure no loss of data. In that case, the revised code will be delivered again to the contracting authority and installed in the server.

ANNEX 1.IRRIGATION AND O&M PERFORMANCE ASSESSMENT INDICATORS FOR THE TA  PROGRAMME
This lists intended as a kind of generic checklist to do a self-assessment of the irrigation service delivery performance by the farmers and agency (IDU)). It is not mandatory its use but can assist the consultant in the process of self-assessment of the IDUs.

	Thematic boundary
	Performance area of interest
	Description

	1. Water Service Delivery
	0. Adequacy
	0. Does the farmer receive sufficient flow, pressure (if applicable), total quantity, to meet the crop water requirements and timeliness?
0. Is excess irrigation water suitably drained from farmers’ plots without causing damage to soil and crops
0. Is the biological and chemical quality of irrigation water supplied safe for users, crops, environment and livestock

	
	1.2 Reliability
	1.2.1 	For irrigation services based on irrigation scheduling: Does the farmer receive water according to the agreed schedule and predictability
1.2.2 	For on-demand service: Does the service provider ensure continuity of service at the delivery point (e.g. hydrants or other)
1.2.3  	For proportional distribution: Does the farmer receive water according to agreement. 

	
	1.3 Equity
	1.3.1 	Is irrigation water distributed fairly across all users of the system
1.3.2 	Are drainage services comparable standard across all users
1.3.2 	Are irrigation services parameters (adequacy, reliability, flexibility, quality) built into infrastructure that enable equitable distribution to all users.

	
	1.4 Flexibility
	1.4.1 	Does the system allow farmers to vary their demand in response to changing needs at farm level, during the cropping cycle and over the seasons
1.5.2 	in how far can farm decisions on cropping and irrigation methods be made individually from neighbours, within the overall service agreement.

	
	1.5 Multiple use services
	1.6.1 	Are other dimensions of water services including: watershed management, flood protection, environment, ecological flow, hygiene, livestock, fisheries, domestic water, washing, tourism, recreation, groundwater recharge etc. recognized, given consideration and interacted with by I&D and other agencies.

	
	1.6 Productivity
	1.6.1  	Is the irrigation service attuned to enabling sustainably maximized and diversified production (in terms of yield or return per unit of water, labor inputs etc.

	
	1.7 Operability  
	1.7.1 	Is the physical design of the infrastructure (density of network, type of control structure, measurement capability) fit to deliver the required level of service required by farmers 
1.7.2 	How sensitive is the service to flow fluctuations, breakdowns and other variations/anomalies and can service be maintained without high deployment of water, energy and personal resources

	2. Organizational resources
	2.1 Financial sustainability
	2.1.1 	Are sufficient resources budgeted and mobilized to manage, operate, maintain and replace irrigation infrastructure to deliver quality irrigation and drainage services now and in future
2.1.2 	Do water users pay for irrigation services (effective fee setting and fee recovery mechanisms enforced)  
2.4.4 	Is there effective expense control and cash flow management of I&D agency based on accurate forecasting  
2.4.5 	Is there access to commercial finance 

	
	2.2 Asset management
	2.2.1 	Is there an asset management plan to maintain the condition of I&D assets; to be kept running at an optimum operating standard, and provide a level of service to farmers that is consistent with cost-effectiveness and sustainability objectives
2.2.2 	Is there a suitable operation plan which rationalizes type and costs of various operational requirements (to provide a suitable level of service to farmers that is consistent with cost-effectiveness and sustainability objectives)

	
	2.3 Technical Operations Management 
	2.3.1 	Is the organizational structure and decision making clear and functional in terms of inclusiveness, hierarchy, functions and reporting 

	
	2.4 Organizational Management (including HR)
	2.4.1 	Is the staffing composition adequate to fulfil the mission in terms of technical, financial, social and management positions, skills and capacities
2.4.2 	Is there an effective staffing plan, including training and development, performance management, adequate compensation and a learning organization
2.4.3 	Is there a staff performance and reward system in place to incentivise employees
2.4.4 	Are there outsourcing policies and practices for specific functions

	
	2.5 Fiduciary Management
	2.5.1 	Is there an appropriate investment strategy for development and sustainability of I&D infrastructure and services

	
	2.6 Strategy and Decision Making Processes
	2.6.1 	Is there an institutional vision, mission and sector road map to support change management and improved service delivery performance by the I&D agency
2.6.2 	Are there internal service standards and process workflows for common MOM functions and are records on service levels maintained
2.6.3 	Are there performance standards for I&D services which are used as the basis for fund allocations, prioritization of activities and monitoring improvements in service delivery
2.6.4 	Is there a suitable inventory on main system and service parameters (users, land owners, irrigation network, irrigation rights, geography, crops) to support decisions.

	
	2.7 Conflict Management
	2.7.1 	Are conflict management mechanisms in place to enable debate and resolve conflict regarding the service (either between users, or between service providers and users)
2.7.2 	Is there adequate tracking of conflicts and analysis to overcome structural problems




	
3. Governance-enforcement and conflict management
	3.1  Transparency and Organizational Culture
	
3.1.1 Does the I&D service provider have a dispute resolution mechanism
3.1.2 	Is management accountable to users/owners/stakeholders and are there performance assessment mechanisms
3.1.3 	Does management include staff and users in institutional improvement processes and is there an effective communication strategy

	
	3.2 Enabling policies and associated legal instruments in place
	.2.1  	Are there adequate policy and legal frameworks (including suitable legal instruments in place) to strengthen performance of irrigation service delivery
3.2.2 	Do water and other relevant sectors demonstrate compatibility between policies

	
	3.3 Institutional vision and sector road map defined
	3.3.1 	Is there an institutional vision, mission and sector road map to support change management and improved service delivery performance by the I&D agency

	
	3.4 Institutional/
organizational coherence

	3.4.1 	Does the I&D agency have organizational autonomy (financial, political, etc.)
3.4.2 	Are there suitable mechanisms defined for inter and intra-agency coordination
3.4.3  	Is there clarification of tasks and responsibilities (spatially, functionally, hierarchically and hydraulically) of the various agencies regarding delivery irrigation and drainage services
3.4.4 	Is the I&D service provider considered credible by the people it serves, by financiers, and other stakeholders
3.4.5 	Are there (formal or informal) service agreements between parties for the provision of services and are these agreements enforced

	
	3.5 Accountability 
	3.5.1 	Is provision of irrigation water regulated and licensed and are these suitably enforced 
3.5.2 	Are there process management and performance monitoring systems within the organization that ensure an adequate accountability to the management, and members/users/customers
3.5.3 	Are farmers and water users of I&D services engaged in the accountability of the I&D agency and other stakeholders responsible for service delivery
3.5.4  	Is information on scheme operation and service delivery routinely and effectively measured (metered) and documented 
3.5.5  	Is there an effective and responsive information management system to provide agency related information on structure, people and processes
3.5.6 	Is there effective communication within the organization and with its clients on the formulation, execution and evaluation of service delivery activities

	
	3.6 Representation

	3.6.1 	Is there transparency, equity and inclusiveness (including marginalized groups like women, IPs etc.) in the stakeholders associated with services delivery including the I&D agency
3.6.2 	Is the level of representation of various stakeholders including marginalized groups suitably reflected in the composition of water user groups and I&D agency
3.6.3 	Are stakeholders including marginalized groups suitably empowered, included in dialogue, and involved in decision making including setting their agenda




ANNEX 2.POSSIBLE LIST OF PERFORMANCE INDICATORS OF THE M&E SYSTEM TO BE USED AT MUNICIPALITY LEVEL AND MARD

This list is purely orientative to assist the consultant in the identification of indicators for the M&E system

	Category of indicators 
	Number 
	Name of indicator 
	Description of indicator 
	Target for present year 
	Actual achievement in current year 

	Financial


	1
	Total costs of the O&M per irrigated ha
	Total O&M cost / total irrigated area 

	
	

	
	2
	Personnel costs per irrigated ha
	Total cost of staff / total irrigated area
	
	

	
	3
	Maintenance costs per irrigated ha. 
	Total cost of maintenance / total irrigated area
	
	

	
	4
	Number of permanent employees per irrigated ha
	Number of permanent employees/ total irrigated area 
	
	

	
	5
	Rate of recovery of water payments in percentage 
	Total amount of the water bills paid / total amount of water bills emitted (%)
	
	

	
	6
	Rate of recovery of the O&M costs 
	Total amount of water fees paid/ Total amount of the O&M costs 
	
	

	
	7
	Budget for irrigation and drainage (including staff) per irrigated has 
	Total budget for irrigation and drainage of /total irrigate ha. 
	
	

	Municipality’s   relations with the irrigators 
	8
	Number of complains formally made in the municipality 
	Number of complains formally made present year 
	
	

	
	9
	Number of request for technical assistance on irrigation practices 
	Number of request for technical assistance on irrigation practices made 
	
	

	Energy for irrigation and drainage (where applicable) 
	10
	Power contracted or power installed (if fuel engines) 
	Power contracted in kW or 
Power installed in kW or HP (if fuel engines) (total for all pumping stations) 
	
	

	
	11
	Power consumed per ha 
	Power consumed present year (kWh)/irrigated area (total for all pumping stations)
	
	

	
	12
	Total energy costs per irrigated ha of systems depending of the pumping stations 
	Total costs of energy / total irrigated area of systems depending of the pumping stations
	
	

	Irrigation management 
	13
	Total irrigated area 
	 It is the sum of all the irrigated areas of all the irrigation systems managed by the municipality 
	
	

	
	14
	Irrigation ratio (irrigated area /Irrigable area) 
	Irrigated area/ irrigable area (for all the irrigation systems managed by the municipality)

	
	

	
	15 
	Relative Irrigation Water supply (RIWS) Total amount of water consumed/total amount of water delivered 
	This indicator will be presented separately for each irrigation system and a weighted average given for the municipality.
 The water consumption will be calculated theoretically taking into consideration the area planted of each crop and the Irrigation water needs calculated for the crop.
The total amount of water delivered should be calculated taking into consideration the amount of water that enters in the system and the overall  efficiency  of the irrigation system 
	
	

	Rehabilitation of irrigation canals  
	16
	Total investment allocation for the rehabilitation of irrigation canals per irrigated ha 
	Total investment allocation for the rehabilitation of irrigation canals/ total  irrigated ha area (for all the irrigation systems managed by the municipality)

	
	

	
	17
	Total number of kilometers rehabilitated 
	Total number of kilometers rehabilitated 
· Main canals 
· Secondary canals 
· Tertiary canals 
(for all the irrigation systems managed by the municipality

	
	

	Drainage 
	18
	Total cost of maintenance of drainage canals 
	Total cost of maintenance of drainage canals 
	
	





ANNEX 3: DESCRIPTION OF THE WATER DISTRIBUTION BY THE RESTRICTED DEMAND METHOD
1. Entering into the system the farmer’s request for irrigation. It is important that if a farmer manages or owns several parcels he/she has to made independent requests for each plot as they may be located in areas provided by different canals. In order to enter the requests into the corresponding plot the system must provide a quick way to find the parcel requesting water. As the request for water will be several during the irrigation season each request will be identified with the consecutive number (first, second, third… irrigation) and the date when is made. As each parcel is unique and provided with water from a canal, the system must immediately reflect the canal where the plot is located.
2. Water allocations. At present the amounts of water provided may not keep a close relation with the one actually needed. The system will try to improve this practice by establishing standard allocation of a number of m3/ha for each irrigation according to the main crops. Each irrigation system will be free to establish the appropriate water allocation taking into account the predominant crops and soils. 
3. Preparing the water distribution schedule. The water distribution will work on weekly bases. The request made during the running week will be attended the following week. On Sundays no request for irrigation for the following week will be accepted since there will be no sufficient time to include them in the calculations of the following week and informing the farmer. The system will start to sum all the requests made in each of the lower canals (tertiary level), them all the sums of each tertiary canals within a secondary canal will be aggregated and subsequently all the sums of the secondary canals will be aggregated in the main canal. As the maximum flow of the main canal is known it will be determined the number of hours -taking into account the number of hours that the irrigation system operates each day- that the canal will be in operation the following week to satisfy the demand. If the flow in the main canal can satisfy the demand the system will work fine but otherwise some of the requests will have to be moved to the week after next. This sequence will be applied recurrently to the secondary and tertiary canals. The time of water delivery to the parcels will be determined by their position in the canals, the flow available at the turnouts. 
4. With the Excel tables the system will calculate the delivery time, the duration of the irrigation and the volume provided to each parcel but as water master are not responsible for the distribution within the tertiary canals all the requests of the farmers will be aggregated and the total time during which the tertiary canal must be open will be given to the water master.
5. Water consumption by parcels. In the procedure illustrated above the amount of water provided in each irrigation is recorded and at the end of the season the total amount used should be recorded. The total of all the water consumptions at farm level is an important input to calculate more than one indicator in the M&E section which reflect how effectively the irrigation system is managed.  


ANNEX 4: TECHNICAL SPECIFICATIONS FOR THE MIS
The main generic characteristics of the information system are described below: 
1. Programming language
A widely used programming language should be used preferably if it does not require payment of licencing but licenced programming languages will be accepted upon proposal of the consultant along with analysis of pros and cons with free software. In any case the consultant will ensure that the final product have no cost for the final users as the programming language is concerned.    It is important that local experts be trained in the course of the contract in the setup of the MIS software, so that they are in position of introducing modifications or correction when needed after completion of the contract.
2. Import and export of data 
The municipalities have already some data bases in Excel and there is also some related information available in the Agricultural Technology Transfer Centre (ATTC) where there is a great deal of cadastral information in GIS maps, some of this information may be outdated and will need updating but much information will be valid and transferable.   it will be necessary for the contractor to study well the information available so that the system may be able to import the existing info with a minimum of modifications. Also many Excel tables exist in the municipalities that may provide a good part of the information needed.   It is realized that the information available is only part of what is needed but efforts should be made so that the system may be able to recover as much as possible. Obviously, the system should also have the possibility of exporting files with the requested information in editable files in common programs (excel, word, access, csv, kmz, shp, etc). 
Data safety 
It is very important to develop a secure system for the protection of the data. Three levels are foreseen.
· A system administrator at central level that is the person responsible for providing the passwords to the lower levels and do the regular maintenance of the system (backups) and install new versions, if necessary. 
· First level users with the capacity of entering and changing data and generating reports. This can be further subdivided on subtasks. 
· Second level users with only access to consult data 
· If there is a need to replace the existing version of the MIS for a new one (as result of correcting possible bugs in the system) special attention should be paid not to lose any information entered in the previous version. The contractor will be held responsible for the loss of information in case that the transfer from one version to a revised one may generate such loss. 
· Historical data (previous years) must be protected and cannot be changed. 
3. Data privacy 
The system will store private information (name of persons, land property, O&M cost of the municipality, etc. and therefore its used is restricted to the persons that will be authorize to use it.  It should follow applicable data protection and privacy laws.
4. A web based system 
The Information system will be installed in the centrally located servers of the ATTC.  Staff of the municipalities will access the system from their own working station in the municipalities or mobile phones. 
5. Maps
The data bases will be connected to a geographical information system (either open source or trade made registered) and maps will be generated for the main variables (land use, irrigation and drainage networks, irrigation water delivery, etc.
6. Language
The Information system will be developed in Albanian and in English.  This will permit a better interaction with foreign experts and disseminate results widely and to interact with other countries. It is believed that if properly established from the beginning adding the English language would have a moderate impact in the overall cost of the development of the system.
7. Interactive help
In every screen presented to the user the possibility of consulting the descriptive help must be available. By entering the specific topic in the search window, the system will take the user to the part of the help dealing with the topic. 
8. Automatic verification of the validity of the information entered within established ranges. 
For numerical values to be entered the minimum and maximum ranges will be defined and when values entered do not conform with them the value entered will not be accepted. Other non-numerical values may be also object of verification.
9. Information management 
For each of the data bases above mentioned the system must have the capability of managing the information in different ways. It should be capable of:
· Input new data
· Modify record
· Erase record 
· Consult data 
· Make specific queries 
· Produce customized reports that present information in a clear manner. 
· Periodical back – up of all the information stored 
· Each data base will have the capacity to be exported as an Excel Table. This is very important since the Excel tables may be used for several purposes and among them those indicated below.  

