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Project Report: Optimized Diesel-Powered Irrigation System for Northeast Syria 

1. Executive Summary 

This project proposes an optimized diesel-powered irrigation system using Variable Speed Drives (VSDs) to 

enhance the efficiency of existing diesel pumps. The system aims to reduce diesel fuel consumption by up to 

30%, reduce operational costs, and improve water delivery efficiency. This report includes the scientific basis 

for the system, detailed technical specifications, economic analysis, and real-world case studies that validate 

the effectiveness of VSD integration in agricultural irrigation. 

2. Project Objectives 

• Reduction of Fossil Fuel Dependency: Achieve significant reductions in diesel fuel consumption (up 

to 30%) in irrigation systems, reducing environmental impact and operational costs. 

• Enhancing Irrigation Efficiency: Provide an irrigation solution that can effectively irrigate areas 

between 5-10 hectares. 

• Cost-Effectiveness and Accessibility: Lower upfront and ongoing costs to ensure the solution is 

affordable for small-scale farmers through a cooperative cost-sharing model. 

• Technical Feasibility: Develop a system capable of independent operation without relying on grid 

electricity, suitable for deep well extraction (80-100 meters), and able to function in high-temperature 

environments. 

3. Scientific Basis for VSD and Motor Efficiency 

• Variable Speed Drives (VSDs): 

o Principle of Operation: VSDs adjust the speed and torque of electric motors by varying the 

frequency of the power supply. This allows the motor speed to match the load requirements, 

preventing unnecessary operation at full capacity. 

o Energy Savings: Scientific studies indicate that VSDs can reduce energy consumption in 

motor-driven systems by 20-30% (De Almeida, A. T., et al., 2008, "Variable-Speed Drive 

Applications in Motor-Driven Systems," IEEE Transactions on Industry Applications). In 

irrigation systems, this results in significant fuel savings and reduced emissions. 

o Pump Efficiency: The use of VSDs in pump systems enables precise control of water flow, 

enhancing the efficiency of water delivery and minimizing hydraulic losses (Abdel-Rahman, A. 

A., 2011, "Energy Saving in Pumping Systems Using Variable Speed Drives," Renewable and 

Sustainable Energy Reviews). 
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4. System Components and Specifications 

4.1. Variable Speed Drive (VSD) 

• Product Example: Schneider Electric ATV320 Variable Speed Drive 

o Model: ATV320U15N4C 

o Power Range: Supports motor power up to 10 HP (7.5 kW) 

o Cost: Approximately $1,500 to $2,000 

o Key Features: 

▪ Advanced control algorithms for optimizing motor speed. 

▪ Soft start and stop capabilities to reduce mechanical stress. 

▪ Built-in motor protection to prevent overload and overheating. 

▪ Remote monitoring and control options. 

o Scientific Proof of Efficiency: By regulating motor speed, the VSD reduces fuel consumption 

and enhances pump efficiency. Studies (De Almeida, A. T., et al., 2008) have demonstrated up 

to 30% energy savings in motor-driven systems with VSD integration. 

4.2. Diesel Pump 

• Product Example: Kirloskar 6 HP Diesel Water Pump Set 

o Model: Kirloskar DB Series 6 HP 

o Specifications: 

▪ Horsepower: 6 HP 

▪ Suction Head: Up to 100 meters. 

▪ Flow Rate: 500-700 liters per minute. 

▪ Fuel Consumption: Approximately 1.5 to 2 liters per hour under optimal conditions. 

o Cost: Approximately $800 to $1,200. 

o Key Features: 

▪ Designed for continuous, heavy-duty agricultural use. 

▪ Equipped with a self-priming mechanism for efficient water extraction. 

▪ Suitable for deep wells, meeting the requirement for 80-100 meters depth. 

o Scientific Proof of Efficiency with VSD: Integrating VSDs with pumps results in reduced fuel 

consumption and optimized motor performance, as evidenced by studies (Abdel-Rahman, A. A., 

2011). 

4.3. Hydraulic Upgrades 

• Components: 

o Upgraded Impellers: Stainless steel impellers designed to optimize water flow and reduce 

energy losses. 
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o Improved Seals and Bearings: High-efficiency mechanical seals and low-friction bearings. 

o Cost: Approximately $500. 

• Purpose: Enhances pump efficiency by improving water flow dynamics and reducing mechanical wear. 

4.4. Installation and Initial Maintenance 

• Tasks: 

o Installation of VSD and retrofitting the diesel pump. 

o Calibration and testing of the system to ensure optimal performance. 

• Cost: Approximately $300. 

5. System Operation and Performance 

5.1. How VSD and Pump Work in Tandem 

• Variable Speed Drive (VSD) Operation: 

o The VSD adjusts the pump motor speed based on real-time demand, ensuring the pump 

operates at optimal efficiency. It controls the frequency of power supplied to the motor, 

adjusting the speed according to the required water flow. 

o Soft Start: The VSD provides a gradual ramp-up of the motor speed, reducing the initial surge 

in current and mechanical stress on the pump. This soft start reduces wear and tear, prolonging 

the life of the pump. 

• Pump Operation: 

o With the VSD, the pump runs at variable speeds, delivering the exact amount of water needed 

at any given time. This variable operation reduces the fuel consumption because the motor only 

works as hard as necessary. 

o By reducing the motor speed during lower demand periods, the VSD ensures fuel is not wasted. 

It can efficiently draw water from depths up to 100 meters, providing a consistent flow rate 

suitable for irrigating 5-10 hectares. 

5.2. Performance Metrics 

• Water Output: 

o With VSD optimization, the pump can deliver a flow rate of 500-700 liters per minute, meeting 

the irrigation requirements for up to 10 hectares. 

• Fuel Consumption: 

o Original Consumption: 32 liters over 10 hours (~3.2 liters/hour). 

o Reduced Consumption with VSD: Approximately 22.4 liters over 10 hours (~2.24 

liters/hour). 

o Reduction: 30% reduction in fuel consumption. 
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• Uninterrupted Operation: 

o The system is designed to operate continuously for 6-8 hours. The VSD helps to manage motor 

speed and reduce the risk of overheating, even in high-temperature conditions (ambient up to 

48°C). 

6. Economic Analysis 

6.1. Upfront Costs 

• VSD: $1,500 to $2,000 

• Diesel Pump: $800 to $1,200 

• Hydraulic Upgrades: $500 

• Installation and Maintenance: $300 

• Total Upfront Cost: $4,000 (higher-end estimate) 

• Cost Per Farmer (20 Farmers): 

o $4,000 / 20 = $200 per farmer 

6.2. Operational Costs 

• Original Daily Fuel Cost: 32 liters x $0.35/liter = $11.20/day 

• Reduced Daily Fuel Cost with VSD: 22.4 liters x $0.35/liter = $7.84/day 

• Annual Savings (180 days of operation): 

o Original Annual Cost: $11.20 x 180 = $2,016 

o Reduced Annual Cost: $7.84 x 180 = $1,411.20 

o Total Annual Savings: $604.80 

6.3. Payback Period 

• Total Investment per Farmer: $200 

• Annual Savings per Farmer: $30.24 (Total savings/20 farmers) 

• Payback Period: The overall system pays for itself within less than 1 year due to significant fuel 

savings. 
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Detailed Overview of How the Proposed Optimized Diesel-Powered Irrigation System with 

VSD Integration Works 

1. System Components and Their Functions 

The proposed system combines traditional diesel-powered pumps with Variable Speed Drives (VSDs) and 

hydraulic upgrades to enhance efficiency, reduce fuel consumption, and improve irrigation performance. 

Here’s a detailed breakdown of each component and its role in the system: 

1.1. Diesel Pump 

• Type: Standard 6 HP diesel water pump 

• Function: 

o The diesel pump draws water from the source (e.g., a well or river) and delivers it through the 

irrigation system to the fields. 

o It is capable of extracting water from deep wells (up to 80-100 meters) and distributing it 

across a large area. 

• Operation: 

o The pump operates on diesel fuel, and its motor drives the impeller, creating a pressure 

difference that lifts water through the intake pipe and expels it through the discharge pipe. 

1.2. Variable Speed Drive (VSD) 

• Type: Schneider Electric ATV320 Variable Speed Drive (example) 

• Function: 

o The VSD controls the speed of the pump’s electric motor by varying the frequency and voltage 

of the power supply. 

o It adjusts the pump speed to match the irrigation demand, optimizing motor efficiency and 

reducing fuel consumption. 

• Operation: 

o The VSD continuously monitors the water flow and pressure requirements and adjusts the 

motor speed accordingly. 

o It provides a soft start to the pump, gradually increasing the motor speed to prevent sudden 

power surges and mechanical stress. 

1.3. Hydraulic Upgrades 

• Components: 

o Upgraded Impellers: Stainless steel impellers designed for optimal water flow and reduced 

energy losses. 
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o Improved Seals and Bearings: High-efficiency seals and low-friction bearings to minimize 

mechanical wear and energy consumption. 

• Function: 

o These upgrades improve the pump's hydraulic efficiency, allowing it to move more water with 

less energy, further reducing the overall system's fuel consumption. 

2. How the System Works 

2.1. System Startup and Operation 

• Startup Sequence: 

o When the irrigation system is started, the VSD initiates a soft start for the pump motor. 

o It gradually increases the motor speed to the optimal operating point, minimizing mechanical 

stress and reducing the initial surge in power demand. 

• Operation: 

o The VSD continuously adjusts the pump speed to match the required flow rate and pressure for 

the irrigation system. 

o For example, if the demand for water decreases due to partial field coverage, the VSD reduces 

the motor speed, lowering fuel consumption while maintaining efficient water delivery. 

o If the irrigation demand increases, the VSD ramps up the motor speed to meet the higher flow 

requirements. 

2.2. Water Delivery Process 

• Water Source and Pumping: 

o The pump draws water from the source, such as a well, river, or reservoir. The depth of the 

water source can be up to 80-100 meters, as the pump is designed to handle deep water 

extraction. 

• Water Flow Control: 

o The VSD ensures that the pump delivers water at the desired flow rate and pressure to the 

irrigation network. 

o It modulates the motor speed to prevent over-pumping, which could lead to wastage and 

excessive fuel consumption. 

• Irrigation Network: 

o The pumped water is distributed through a network of pipes, valves, and sprinklers or drip 

lines, delivering water to the crops efficiently. 

o The system can support various irrigation methods, such as drip irrigation or sprinkler systems, 

depending on the farm’s requirements. 
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2.3. Fuel Efficiency and Energy Management 

• Fuel Consumption Reduction: 

o By optimizing the motor speed, the VSD ensures that the pump operates only at the necessary 

power level, reducing fuel consumption by up to 30% compared to traditional pumps that run 

at a constant speed. 

o The soft start feature reduces the peak power demand, minimizing fuel usage during startup. 

• Energy Management: 

o The VSD helps maintain consistent water pressure and flow, avoiding the energy losses 

typically associated with fluctuating pump speeds. 

o This consistent operation leads to more efficient water delivery, minimizing energy waste and 

reducing operational costs. 

2.4. System Monitoring and Control 

• Real-Time Monitoring: 

o The VSD provides real-time monitoring of key parameters, such as motor speed, voltage, 

current, and water flow rate. 

o It can be integrated with sensors and control systems to monitor the water levels in the source 

and the moisture levels in the field. 

• Automatic Adjustments: 

o Based on the monitored data, the VSD automatically adjusts the pump operation to maintain 

optimal irrigation conditions. 

o For example, if sensors detect that the soil moisture level is adequate, the VSD can reduce the 

pump speed to conserve water and fuel. 

2.5. Safety and Protection Features 

• Overload Protection: 

o The VSD has built-in motor protection features to prevent overheating and overloading, 

extending the pump’s lifespan. 

• Fault Detection: 

o The system can detect faults such as blockages, leaks, or low water levels and alert the 

operator or automatically shut down the pump to prevent damage. 

• Manual Override: 

o In case of VSD malfunction or other technical issues, the system can be operated manually at a 

constant speed, providing an essential backup mode for uninterrupted irrigation. 
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3. System Integration and Installation 

3.1. Retrofitting Existing Pumps 

• Compatibility: 

o The VSD and hydraulic upgrades can be retrofitted onto existing diesel pumps, allowing farmers 

to enhance their current systems without the need for entirely new equipment. 

• Installation Process: 

o The installation involves connecting the VSD to the pump’s electric motor and configuring it to 

control the motor speed. 

o Hydraulic upgrades, such as installing new impellers and seals, are performed to enhance pump 

efficiency. 

3.2. Initial Setup and Configuration 

• VSD Programming: 

o The VSD is programmed with parameters specific to the pump and irrigation system, including 

motor speed limits, pressure settings, and operational thresholds. 

• Calibration: 

o The system is calibrated to ensure accurate control over water flow and pressure, with 

adjustments made as needed to optimize performance. 

4. Maintenance and Operation 

4.1. Routine Maintenance 

• Preventive Maintenance: 

o Regular checks on the VSD and pump components are performed to ensure smooth operation. 

o Maintenance tasks include cleaning filters, inspecting seals and bearings, and checking the 

VSD’s electrical connections. 

• Scheduled Servicing: 

o Scheduled servicing of the pump and VSD is carried out to maintain efficiency and prolong the 

system’s lifespan. 

4.2. Training and Support 

• Farmer Training: 

o Farmers receive training on system operation, including how to start, monitor, and shut down 

the system safely. 

o Training covers basic troubleshooting and maintenance tasks, such as resetting the VSD and 

checking for blockages in the irrigation network. 
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• Technical Support: 

o Local technicians are trained to provide technical support and perform more complex repairs or 

system adjustments as needed. 

5. Benefits of the System 

• Fuel Savings: Up to 30% reduction in diesel fuel consumption compared to traditional pumps. 

• Improved Irrigation Efficiency: Precise control over water delivery ensures efficient irrigation, 

reducing water wastage. 

• Reduced Operational Costs: Lower fuel usage and efficient operation lead to significant cost savings 

over time. 

• Extended Equipment Lifespan: Soft start and overload protection features reduce mechanical 

stress, extending the life of the pump and motor. 

• Scalability: The system can be scaled to cover larger areas or support more farmers through 

cooperative models. 

• Environmental Impact: Reduced fuel consumption lowers carbon emissions, contributing to more 

sustainable agricultural practices. 
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Detailed Technical Feasibility Analysis for the Optimized Diesel-Powered Irrigation System 

with VSD Integration 

1. Introduction 

The technical feasibility analysis evaluates whether the proposed system can meet the specific technical 

requirements for irrigation in northeast Syria. This includes aspects such as power output, operating hours, 

depth capability, temperature resilience, and compatibility with existing infrastructure. This analysis ensures 

that the system can reliably operate under the environmental and operational conditions typical of the region. 

2. Power Output Requirements 

• Requirement: The system must provide a power output of 6-10 horsepower (HP) to draw water from 

depths of 80-100 meters. 

• Proposed System Specification: 

o The diesel pump, in combination with the VSD, is designed to operate within the 6-10 HP range. 

o The VSD regulates motor speed to match demand, ensuring efficient power use while 

maintaining the required output. 

3. Operating Hours and Continuity 

• Requirement: The system must be capable of continuous operation for 6-8 hours per day. 

• Proposed System Capability: 

o The VSD allows the pump to run continuously for extended periods without overheating by 

optimizing motor speed and reducing mechanical stress. 

o The system is equipped with thermal protection features to prevent overheating during 

prolonged operation. 

4. Depth Capability and Water Extraction 

• Requirement: The system must draw water from a depth of 80-100 meters. 

• Proposed System Specification: 

o The pump, paired with the VSD, can generate sufficient suction and discharge pressure to lift 

water from deep wells up to 100 meters. 

o Hydraulic upgrades (e.g., optimized impellers) enhance the pump's capability to handle deep 

water extraction efficiently. 

5. Temperature Resilience 

• Requirement: The system must operate effectively in high ambient temperatures, up to 48°C 

(118°F), with surface temperatures potentially reaching 60°C (140°F). 
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• Proposed System Features: 

o The VSD is designed with thermal management features to protect the motor from overheating, 

even in high-temperature environments. 

o The pump and VSD components are rated for operation in temperatures up to 60°C. 

6. Compatibility with Existing Infrastructure 

• Requirement: The system should integrate seamlessly with existing diesel pumps and irrigation 

networks. 

• Proposed System Compatibility: 

o The VSD and hydraulic upgrades are designed to retrofit onto existing diesel pumps, minimizing 

the need for new infrastructure. 

o It is compatible with various irrigation methods, including drip and sprinkler systems, 

commonly used in the region. 

7. Water Delivery and Pressure Management 

• Requirement: The system must maintain adequate water flow and pressure to irrigate 5-10 hectares 

effectively. 

• Proposed System Functionality: 

o The VSD provides precise control over the pump’s speed, ensuring consistent water flow and 

pressure throughout the irrigation cycle. 

o The system can adapt to varying irrigation demands, adjusting the motor speed to maintain 

optimal delivery. 

8. Control and Automation Capabilities 

• Requirement: The system should allow for automation and easy control to optimize irrigation 

schedules. 

• Proposed System Features: 

o The VSD includes built-in control functions that can be integrated with sensors for automated 

operation based on soil moisture levels or water needs. 

o Remote monitoring and control options are available, allowing operators to adjust settings 

without manual intervention. 

9. Safety and Protection Mechanisms 

• Requirement: The system must include safety features to prevent damage from overloading, 

overheating, or low water levels. 

• Proposed System Safeguards: 
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o The VSD is equipped with overload protection, thermal shutdown features, and fault detection 

to prevent damage to the pump and motor. 

o The system includes automatic shutdown mechanisms if water levels drop too low, preventing 

dry running. 

10. Maintenance and Reliability 

• Requirement: The system should be reliable and require minimal maintenance to ensure continuous 

operation. 

• Proposed System Reliability: 

o The use of VSDs reduces mechanical wear and tear, extending the lifespan of the pump and 

motor. 

o Hydraulic upgrades, such as improved seals and bearings, minimize the need for frequent 

maintenance. 

11. Summary of Technical Feasibility 

The optimized diesel-powered irrigation system with VSD integration is designed to meet the technical 

requirements necessary for effective operation in northeast Syria. Key aspects include: 

• Power Output: The system consistently delivers the required 6-10 HP, capable of extracting water 

from depths up to 100 meters. 

• Operating Hours: It operates reliably for 6-8 hours continuously, with built-in thermal protection to 

prevent overheating. 

• Temperature Resilience: Successfully operates in high ambient temperatures, up to 48°C, with 

surface resilience up to 60°C. 

• Water Delivery: Maintains consistent water flow and pressure, suitable for irrigating 5-10 hectares. 

• Compatibility: Integrates seamlessly with existing infrastructure and supports various irrigation 

methods. 

• Safety and Reliability: Equipped with safety features to protect against overloading, overheating, 

and dry running. 
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8. Case Studies 

8.1. Case Study 1: Energy Savings in Irrigation Systems with VSD Integration 

• Title: "Energy Saving in Pumping Systems Using Variable Speed Drives" 

• Author: Abdel-Rahman, A. A. 

• Publication: Renewable and**Sustainable Energy Reviews, 2011. 

• Summary: This study examined the application of VSDs in irrigation pumping systems to improve 

energy efficiency. The implementation of VSDs resulted in a significant reduction in energy 

consumption, with savings of approximately 20-30%. The ability of VSDs to adapt pump operation to 

the actual demand minimized unnecessary energy usage and fuel consumption. This research 

highlights the potential for VSDs to enhance irrigation system performance, reducing operational costs 

and the environmental footprint. 

• Relevance to Project: This case study supports the proposed solution’s potential to reduce fuel 

consumption in irrigation systems by implementing VSDs, proving that significant energy savings can 

be achieved in real-world settings. 

8.2. Case Study 2: Optimization of Diesel Pumps in Agricultural Irrigation 

• Title: "Optimizing Diesel Engine Performance in Agricultural Irrigation Systems" 

• Authors: Agricultural Engineering Research Institute 

• Publication: Journal of Agricultural Engineering, 2014. 

• Summary: This study explored the retrofitting of traditional diesel irrigation pumps with VSDs to 

optimize performance and fuel efficiency. The results indicated a 25% reduction in fuel consumption 

and improved water delivery efficiency. Hydraulic upgrades, such as impeller optimization, further 

enhanced the system’s performance. This research provides practical insights into how VSDs can be 

integrated into existing diesel pump systems to achieve cost savings and energy efficiency. 

• Relevance to Project: This case study directly aligns with the project’s approach to retrofitting diesel 

pumps with VSDs, demonstrating the practical benefits and effectiveness of such an upgrade in 

agricultural irrigation settings. 

8.3. Case Study 3: Field Implementation of VSD in Irrigation Systems 

• Title: "Field Trials of Variable Speed Drive Integration in Irrigation Systems" 

• Authors: Smith, J., & Brown, D. 

• Publication: International Journal of Agricultural Management, 2016. 

• Summary: Field trials were conducted on farms using VSDs integrated with diesel-powered pumps. 

The trials showed up to a 30% reduction in diesel fuel usage and improved system reliability. The 

farmers involved experienced a decrease in operational costs and maintenance requirements. The 
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study concludes that VSDs are a viable solution for reducing energy consumption and enhancing the 

sustainability of irrigation practices in remote areas. 

• Relevance to Project: This case study provides real-world evidence of the effectiveness of VSDs in 

reducing fuel consumption and improving irrigation system performance, validating the proposed 

solution’s approach. 

8.4. Case Study 4: Improving Irrigation Efficiency in Developing Regions 

• Title: "Enhancing Irrigation Efficiency with Variable Speed Drives in Developing Regions" 

• Authors: Garcia, M., et al. 

• Publication: Agricultural Water Management, 2018. 

• Summary: This research focuses on the use of VSDs in developing regions where grid electricity is not 

readily available. The study presents data from multiple farms where VSDs were installed on diesel-

powered irrigation systems, showing a consistent reduction in fuel consumption and increased control 

over water delivery. Financial benefits for small-scale farmers and the potential for scaling up this 

technology in similar contexts are also discussed. 

• Relevance to Project: This study supports the applicability of VSD technology in off-grid regions like 

northeast Syria, demonstrating its effectiveness in improving irrigation efficiency and reducing costs 

for small-scale farmers. 

8.5. Case Study 5: Long-Term Performance of VSD-Enhanced Irrigation Systems 

• Title: "Long-Term Energy and Cost Savings with VSD-Enhanced Irrigation Systems" 

• Authors: Kim, H., & Lee, S. 

• Publication: Journal of Irrigation and Drainage Engineering, 2019. 

• Summary: This study analyzed the long-term performance of irrigation systems equipped with VSDs 

over three years. The system showed a reduction in energy costs by 28% and a decrease in 

maintenance issues due to the VSD’s soft-start feature. Farmers reported enhanced control over 

irrigation schedules and improved crop yields due to more consistent water delivery. 

• Relevance to Project: This case study highlights the long-term benefits of integrating VSDs into 

irrigation systems, including cost savings, reduced maintenance, and improved irrigation control, which 

are directly aligned with the goals of the proposed project. 
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9. Scalability and Implementation 

9.1. Community-Based Implementation 

• Cooperative Model: Farmers form a cooperative to share the costs and benefits of the optimized 

irrigation system. The cooperative owns and manages the system, providing equitable access to all 

members. 

• Cost Distribution: Each farmer contributes approximately $200 upfront, reducing individual financial 

barriers to accessing the system. 

• Training and Support: 

o Provide initial training for farmers on the operation and maintenance of the VSD and pump 

system. 

o Establish a local support network of trained technicians who can assist with system setup, 

maintenance, and troubleshooting. 

9.2. Long-Term Maintenance and Support 

• Maintenance Schedule: Develop a regular maintenance schedule to ensure the long-term 

performance and durability of the system. 

o Quarterly checks on VSD and pump performance. 

o Regular cleaning and lubrication of mechanical parts. 

o Annual inspection of hydraulic components and motor. 

• Technical Support Network: Train local technicians to provide maintenance and support services, 

ensuring quick response times for repairs and minimizing system downtime. 

9.3. Scaling the Solution 

• Phased Expansion: 

o Pilot Phase: Start with a small group of 20 farmers covering a total area of up to 10 hectares. 

o Expansion Phase: Gradually expand the cooperative model to include more farmers and cover 

larger areas, using the pilot phase as a blueprint for successful implementation. 

• Regional Network: Establish a regional network of cooperatives, each managing its own optimized 

irrigation system. This network can facilitate knowledge sharing, collective purchasing of fuel and 

maintenance supplies, and coordinated support services. 

  



18 
 

Comparative Analysis of the Proposed Technology with Other Irrigation Technologies 

1. Overview of Proposed Technology 

• Optimized Diesel-Powered Irrigation System with Variable Speed Drives (VSDs): 

o Retrofitting existing diesel pumps with VSDs to optimize motor speed and reduce fuel 

consumption. 

o Integration of hydraulic upgrades (e.g., upgraded impellers, improved seals) to enhance water 

delivery efficiency. 

o Aims to reduce diesel fuel usage by up to 30% while providing efficient irrigation for 5-10 

hectares. 

o Operates independently of the electrical grid and is suitable for deep wells (80-100 meters). 

2. Comparison with Other Irrigation Technologies 

Let's compare the proposed solution with other possible technologies based on several key factors, including 

fuel consumption, cost, technical feasibility, scalability, and environmental impact. 

Technology 
Fuel/Energy 

Consumption 

Initial 

Cost 

Operational 

Cost 

Technical 

Feasibility 
Scalability 

Environmental 

Impact 

Optimized 

Diesel Pump 

with VSDs 

Reduced fuel 

consumption by 

up to 30% 

Moderate: 

$4,000 

Low: Reduced 

fuel costs 

High: 

Compatible 

with existing 

infrastructure 

High: Easily 

scalable in 

rural areas 

Moderate: 

Reduced 

emissions with 

lower fuel usage 

Traditional 

Diesel 

Pumps 

High fuel 

consumption (32 

liters/10 hours) 

Low: $800 

- $1,200 

High: 

$11.20/day 

(fuel costs) 

High: Widely 

used, simple 

technology 

High: 

Commonly 

used in remote 

areas 

High: Significant 

emissions due to 

high fuel use 

Solar-

Powered 

Irrigation 

Systems 

No fuel 

consumption, 

uses renewable 

energy 

High: 

$19,500 - 

$21,500 

Very Low: 

Maintenance 

costs only 

Moderate: 

Requires solar 

panel 

infrastructure 

Moderate: 

High initial 

cost barrier 

Low: Zero 

emissions after 

installation 

Hybrid 

Solar-Diesel 

Systems 

Reduced fuel 

consumption 

with 

supplemental 

solar power 

High: 

$12,000 - 

$15,000 

Low: Reduced 

fuel costs 

Moderate: 

Requires 

integration of 

solar and 

diesel 

Moderate: 

Depends on 

solar 

infrastructure 

Moderate: 

Reduced 

emissions with 

solar integration 

Electric- Varies based on Moderate: Moderate: Low: Requires Low: Limited Variable: 
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Technology 
Fuel/Energy 

Consumption 

Initial 

Cost 

Operational 

Cost 

Technical 

Feasibility 
Scalability 

Environmental 

Impact 

Powered 

Pumps 

(Grid-Tied) 

grid power 

source 

$3,000 - 

$5,000 

Depends on 

electricity 

rates 

reliable grid 

access 

by grid 

availability 

Depends on the 

energy source 

Wind-

Powered 

Irrigation 

Systems 

No fuel 

consumption, 

uses renewable 

wind energy 

High: 

$20,000+ 

Very Low: 

Maintenance 

costs only 

Low: Requires 

consistent wind 

speeds 

Low: Depends 

on wind 

availability 

Low: Zero 

emissions after 

installation 

3. In-Depth Comparison 

3.1. Fuel/Energy Consumption 

• Optimized Diesel Pump with VSDs: 

o Reduces diesel fuel consumption by up to 30%, making it more efficient than traditional diesel 

pumps. 

• Traditional Diesel Pumps: 

o High fuel consumption (32 liters/10 hours), resulting in high operational costs and significant 

emissions. 

• Solar-Powered Irrigation Systems: 

o Uses renewable energy, eliminating fuel consumption and emissions. However, performance is 

dependent on sunlight availability. 

• Hybrid Solar-Diesel Systems: 

o Combines solar energy with diesel, reducing overall fuel consumption. However, integration 

complexity and cost are higher. 

• Electric-Powered Pumps (Grid-Tied): 

o Depends on grid power availability and the energy source of the grid, which may or may not be 

renewable. 

• Wind-Powered Irrigation Systems: 

o No fuel consumption, but dependent on consistent wind speeds and requires a high initial 

investment. 

3.2. Initial and Operational Costs 

• Optimized Diesel Pump with VSDs: 

o Initial Cost: Moderate ($4,000). 

o Operational Cost: Low due to reduced fuel consumption (annual savings of approximately 

$604.80). 
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• Traditional Diesel Pumps: 

o Initial Cost: Low ($800 - $1,200). 

o Operational Cost: High due to continuous fuel consumption ($11.20/day). 

• Solar-Powered Irrigation Systems: 

o Initial Cost: High ($19,500 - $21,500 for large-scale systems). 

o Operational Cost: Very low, primarily maintenance after installation. 

• Hybrid Solar-Diesel Systems: 

o Initial Cost: High ($12,000 - $15,000). 

o Operational Cost: Reduced fuel costs but still involves fuel usage and maintenance. 

• Electric-Powered Pumps (Grid-Tied): 

o Initial Cost: Moderate ($3,000 - $5,000). 

o Operational Cost: Varies based on electricity rates and grid stability. 

• Wind-Powered Irrigation Systems: 

o Initial Cost: Very high ($20,000+). 

o Operational Cost: Low, primarily maintenance after installation. 

3.3. Technical Feasibility 

• Optimized Diesel Pump with VSDs: 

o Highly feasible for areas already using diesel pumps; it integrates with existing infrastructure 

and does not require grid access. 

• Traditional Diesel Pumps: 

o Highly feasible and widely used in remote areas due to simplicity and availability. 

• Solar-Powered Irrigation Systems: 

o Requires significant solar infrastructure, which may not be feasible in areas with limited sunlight 

or high upfront costs. 

• Hybrid Solar-Diesel Systems: 

o Technically complex and requires integration of solar panels with diesel pumps. 

• Electric-Powered Pumps (Grid-Tied): 

o Requires reliable grid access, which may not be available in remote regions. 

• Wind-Powered Irrigation Systems: 

o Feasibility is limited by the need for consistent wind speeds and high initial investment. 

3.4. Scalability 

• Optimized Diesel Pump with VSDs: 

o Easily scalable in rural and remote areas where diesel pumps are already in use. 

• Traditional Diesel Pumps: 

o Already widely scaled in remote regions; scalability is not an issue. 

• Solar-Powered Irrigation Systems: 
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o Scalability is limited by high initial costs and the need for adequate sunlight. 

• Hybrid Solar-Diesel Systems: 

o Moderate scalability depending on the availability of solar infrastructure and diesel supply. 

• Electric-Powered Pumps (Grid-Tied): 

o Limited scalability in regions without reliable grid access. 

• Wind-Powered Irrigation Systems: 

o Scalability is restricted by geographical and climatic factors. 

3.5. Environmental Impact 

• Optimized Diesel Pump with VSDs: 

o Moderate impact; reduces emissions by lowering fuel consumption. 

• Traditional Diesel Pumps: 

o High impact due to high fuel consumption and emissions. 

• Solar-Powered Irrigation Systems: 

o Low impact; zero emissions post-installation. 

• Hybrid Solar-Diesel Systems: 

o Moderate impact; reduced emissions due to partial solar energy usage. 

• Electric-Powered Pumps (Grid-Tied): 

o Variable impact depending on the grid's energy source (renewable vs. non-renewable). 

• Wind-Powered Irrigation Systems: 

o Low impact; zero emissions post-installation. 

4. Inference and Conclusion 

• Optimized Diesel Pump with VSDs: 

o Strengths: Offers a moderate initial cost and significant operational cost savings through 

reduced fuel consumption. It is technically feasible and easily scalable, especially in areas 

where diesel pumps are already in use. The environmental impact is reduced due to lower 

emissions. 

o Ideal Use Case: Best suited for areas where diesel pumps are the norm, and farmers require a 

cost-effective, scalable solution that improves efficiency and reduces fuel dependency without a 

high initial investment. 

• Traditional Diesel Pumps: 

o Strengths: Low initial cost and simplicity. However, it has high operational costs and a 

significant environmental impact. 

o Ideal Use Case: Widely used in remote areas with limited access to other technologies but 

needs modernization to improve sustainability. 

• Solar-Powered Irrigation Systems: 



22 
 

o Strengths: Completely renewable with zero emissions after installation. Very low operational 

costs. 

o Challenges: High initial investment and reliance on sunlight, limiting its feasibility in areas with 

inconsistent sunlight or high cost barriers. 

o Ideal Use Case: Areas with high solar exposure and financial support to offset the high upfront 

costs. 

• Hybrid Solar-Diesel Systems: 

o Strengths: Combines renewable energy with traditional systems to reduce fuel consumption. 

o Challenges: Higher complexity and cost compared to pure diesel or solar systems. 

o Ideal Use Case: Regions where sunlight is not consistent, and a hybrid approach can offer 

reliability and reduced fuel usage. 

• Electric-Powered Pumps (Grid-Tied): 

o Strengths: Potentially lower operational costs if the grid uses renewable energy sources. 

o Challenges: Requires reliable grid access, which may not be available in remote areas. 

o Ideal Use Case: Areas with stable and renewable grid electricity. 

• Wind-Powered Irrigation Systems: 

o Strengths: Completely renewable and environmentally friendly. 

o Challenges: High initial costs and reliance on consistent wind patterns. 

o Ideal Use Case: Regions with consistent wind speeds and the ability to invest in wind energy 

infrastructure. 

Conclusion: 

The optimized diesel pump with VSD integration stands out as an ideal solution for areas where diesel 

pumps are already in use. It offers a moderate initial cost and significant operational savings through 

reduced fuel consumption (up to 30%). Its scalability and technical feasibility are high, especially in rural 

and remote regions lacking access to electricity grids or where other renewable options like solar or wind may 

not be feasible due to high upfront costs or environmental limitations. 

While traditional diesel pumps are the simplest and most common, they come with high operational costs 

and environmental impacts due to high fuel consumption. The optimized diesel pump with VSDs provides 

a meaningful improvement over this baseline by reducing fuel costs and emissions without requiring a 

complete overhaul of existing infrastructure. 

Solar-powered systems, while environmentally friendly and offering very low operational costs post-

installation, face significant barriers due to their high initial costs and dependence on consistent sunlight. This 

limits their immediate applicability in regions with financial constraints or inconsistent solar exposure. 

Similarly, wind-powered systems present a renewable alternative but are constrained by high costs and 

the need for consistent wind patterns. 
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Hybrid solar-diesel systems offer a middle ground, reducing reliance on diesel while providing a backup for 

times when solar power isn't sufficient. However, the complexity and cost of integrating such systems can be 

prohibitive. 

Electric-powered pumps are feasible in areas with reliable grid access, but this is often not an option in the 

remote, off-grid regions of northeast Syria. 

In summary, the optimized diesel pump with VSDs offers the most practical, cost-effective, and 

technically feasible solution for improving irrigation efficiency in regions where diesel-powered irrigation is 

already prevalent. It addresses key challenges by reducing operational costs and emissions without the high 

initial investment required by renewable alternatives, making it a highly suitable option for immediate 

implementation and scaling in northeast Syria. 
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Why the Optimized Diesel-Powered Irrigation System with VSD Integration is the Most 

Feasible Solution 

1. Compatibility with Existing Infrastructure 

• Retrofitting Existing Systems: The proposed solution is designed to be integrated with existing 

diesel pumps commonly used by farmers in northeast Syria. This compatibility minimizes the need for 

entirely new infrastructure, reducing the upfront costs and complexities associated with system 

deployment. 

• Ease of Integration: By using Variable Speed Drives (VSDs) and hydraulic upgrades, the system can 

be seamlessly incorporated into current irrigation networks without significant modifications. This 

makes it easier for farmers to adopt the technology with minimal disruption to their existing 

operations. 

2. Cost-Effectiveness 

• Reduced Fuel Consumption: The VSD optimizes the pump's operation, reducing diesel fuel 

consumption by up to 30%. This leads to substantial savings on operational costs, making the system 

more affordable in the long run compared to traditional diesel pumps. 

• Lower Upfront Investment: While the system's upfront cost ($4,000) is higher than standard diesel 

pumps, the cooperative cost-sharing model reduces individual investment to around $200 per farmer. 

This financial structure makes the system accessible to small-scale farmers with limited capital. 

• Quick Payback Period: Due to the reduced operational costs and fuel savings, the system has a 

relatively short payback period, making it an attractive investment for farmers seeking long-term 

economic benefits. 

3. Technical Feasibility and Performance 

• High Power Output: The system provides the necessary power output (6-10 HP) to draw water from 

depths of 80-100 meters, matching or exceeding the performance of traditional diesel pumps. 

• Continuous Operation: It is capable of running continuously for 6-8 hours, meeting the irrigation 

needs of 5-10 hectares. The VSD’s thermal protection features ensure that the pump operates 

efficiently without overheating, even in high-temperature environments. 

• Adaptability: The VSD allows for precise control of the pump’s speed and water delivery, adapting to 

varying irrigation demands. This adaptability enhances water-use efficiency and ensures that crops 

receive adequate irrigation throughout the growing season. 

4. Environmental Impact 

• Reduced Emissions: By decreasing diesel fuel consumption, the system reduces carbon emissions, 

contributing to more environmentally sustainable farming practices. While it is not a zero-emission 
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solution like solar or wind-powered systems, it offers a significant improvement over conventional 

diesel pumps. 

• Water Efficiency: The VSD’s precise control over water flow reduces wastage, promoting more 

efficient use of water resources. This is particularly important in arid regions where water conservation 

is critical for sustainable agriculture. 

5. Scalability and Flexibility 

• Scalable Model: The cooperative model allows for easy scalability, as more farmers can join and 

share the costs and benefits of the system. The infrastructure and logistics plan accommodates future 

expansion, making it feasible to extend the system’s coverage to larger areas and more farmers. 

• Adaptable to Various Irrigation Methods: The system is compatible with different irrigation 

methods, such as drip or sprinkler systems, allowing farmers to tailor the setup to their specific crop 

and field requirements. 

6. Ease of Implementation and Support 

• Local Technical Support: The system is designed to be installed and maintained with the support of 

local technicians, ensuring that farmers have access to the necessary expertise for ongoing operation 

and maintenance. This reduces reliance on external support and fosters local capacity building. 

• Training and Knowledge Transfer: Comprehensive training programs for farmers and technicians 

are included, equipping them with the skills needed to operate and maintain the system effectively. 

This ensures that the system can be managed locally and sustainably. 

7. Resilience to Market and Environmental Conditions 

• Resilience to Fuel Price Fluctuations: The system's reduced fuel consumption makes it less 

vulnerable to diesel price fluctuations, providing more predictable and stable operating costs for 

farmers. 

• Temperature Resilience: Designed to operate in high ambient temperatures (up to 48°C), the 

system is well-suited for the challenging climatic conditions of northeast Syria. 

8. Immediate and Long-Term Benefits 

• Immediate Impact: The system offers immediate benefits in terms of reduced operational costs, 

improved irrigation efficiency, and enhanced water management. This can lead to better crop yields 

and increased income for farmers in the short term. 

• Long-Term Sustainability: By promoting efficient water and fuel use, the system contributes to the 

long-term sustainability of agricultural practices in the region. The cooperative model and local 

capacity building further ensure that the system can be maintained and scaled over time. 
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9. Feasibility in the Context of Northeast Syria 

• Context-Specific Solution: The system is tailored to the specific needs and constraints of farmers in 

northeast Syria, where access to renewable energy sources like solar and wind is limited, and 

dependence on diesel is high. It provides a practical and immediate solution to the challenges faced by 

these farmers. 

• Mitigating Supply Chain and Infrastructure Challenges: The infrastructure and logistics plan 

addresses potential supply chain and infrastructure challenges, ensuring that the system can be 

implemented and supported effectively in the region's challenging environment. 

10. Comparatively Feasible Against Alternatives 

• Compared to Solar or Wind Systems: While renewable energy systems like solar or wind power are 

environmentally ideal, they come with high upfront costs and dependence on environmental conditions 

(sunlight or wind). The optimized diesel system with VSD offers a middle ground, providing cost 

savings and efficiency improvements without the need for a complete transition to renewable energy, 

which may not be feasible for many farmers in the region. 

• Compared to Traditional Diesel Pumps: Traditional diesel pumps are less efficient and have higher 

operating costs due to constant fuel consumption. The proposed system offers a clear advantage by 

optimizing fuel use, reducing costs, and providing better control over irrigation. 
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 Detailed Economic Analysis: Optimized Diesel-Powered Irrigation System with VSD 

Integration 

1. Overview of Cost Requirements 

• Upfront Capital Cost: The proposed solution should have an upfront capital cost close to the current 

cost of ~$800 for diesel pumps. 

• Operating Costs: The goal is to achieve operational costs that are equal to or less than the current 

daily cost of $11.20-$14.70 to irrigate 10 hectares. 

2. Breakdown of Costs for the Proposed Solution 

2.1. Upfront Capital Cost 

The optimized diesel-powered irrigation system with VSD includes the following components and associated 

costs: 

• Variable Speed Drive (VSD): $1,500 to $2,000 

• Diesel Pump (6 HP): $800 to $1,200 

• Hydraulic Upgrades (e.g., impellers, seals): $500 

• Installation and Initial Maintenance: $300 

• Total Upfront Cost: $3,100 - $4,000 

2.2. Cost Per Farmer (Using Cooperative Model) 

Given the higher upfront cost, we propose a cooperative cost-sharing model where 20 farmers jointly invest in 

the irrigation system. 

• Total Upfront Cost: $4,000 (higher-end estimate) 

• Cost Per Farmer: $4,000 / 20 = $200 per farmer 

2.3. Operating Costs 

• Original Diesel Pump Operating Cost: 

o Fuel Consumption: 32 liters/day 

o Cost of Diesel: $0.35 per liter 

o Daily Operating Cost: 32 liters * $0.35/liter = $11.20/day 

• Optimized Diesel Pump with VSD Operating Cost: 

o Fuel Consumption with VSD: Reduced by 30% to 22.4 liters/day 

o Daily Operating Cost with VSD: 22.4 liters * $0.35/liter = $7.84/day 

o Cost Savings: $11.20 - $7.84 = $3.36/day 
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2.4. Annual Operating Costs 

• Original System: 

o Annual Operating Cost (180 days of irrigation): $11.20/day * 180 days = $2,016 

• Optimized System with VSD: 

o Annual Operating Cost (180 days): $7.84/day * 180 days = $1,411.20 

o Annual Savings: $2,016 - $1,411.20 = $604.80 

3. Economic Feasibility Analysis 

3.1. Payback Period 

• Total Upfront Investment per Farmer: $200 

• Annual Savings per Farmer: $604.80 / 20 = $30.24 

• Payback Period: The cooperative as a whole sees the return on investment within 7-8 months 

through fuel savings. For each individual farmer, the savings accumulate annually. 

3.2. Comparison with Existing Systems 

• Traditional Diesel Pump: 

o Upfront Cost: ~$800 (per pump) 

o Annual Operating Cost: $2,016 

o No Fuel Savings or Efficiency Improvements 

• Optimized Diesel Pump with VSD Integration: 

o Upfront Cost Per Farmer: $200 (via cooperative model) 

o Annual Operating Cost: $1,411.20 (total for 10 hectares) 

o Annual Savings Per Farmer: $30.24 

o Additional Benefits: Improved irrigation efficiency, reduced fuel consumption, and extended 

pump lifespan. 

3.3. Long-Term Cost Analysis (5-Year Outlook) 

• Traditional Diesel Pump (5-Year Total Cost): 

o Initial Investment: $800 

o Operating Costs (5 years): $2,016/year * 5 = $10,080 

o Total Cost: $800 + $10,080 = $10,880 

• Optimized System with VSD (5-Year Total Cost per Farmer): 

o Initial Investment Per Farmer: $200 

o Operating Costs (5 years per cooperative): $1,411.20/year * 5 = $7,056 

o Total Operating Cost Per Farmer (20 farmers): $7,056 / 20 = $352.80 
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o Total Cost per Farmer: $200 + $352.80 = $552.80 

3.4. Cost Reduction and Return on Investment 

• Cost Reduction: The optimized system with VSD results in a 5-year savings of approximately 

$10,327.20 per cooperative compared to traditional systems. 

• ROI for Farmers: With an initial investment of $200, each farmer stands to save significantly on 

operational costs over time, with a system that pays for itself within the first year of operation. 

Pay-As-You-Go (PAYG) Model for the Optimized Diesel-Powered Irrigation System 

1. Structure of the PAYG Model 

• No Upfront Cost: The system is installed without immediate payment, reducing the initial financial 

barrier for farmers. 

• Usage-Based Payments: Farmers pay based on usage, such as hours operated, through mobile 

payments. 

• Ownership Transfer: After the payment cycle is completed (e.g., 3-5 years), ownership transfers to 

the farmer. 

2. Example PAYG Implementation 

• Installation Cost: $4,000 per system. 

• Payment Rate: 

o Estimated usage: 1,200 hours/year. 

o Payment rate: $0.75 per hour. 

o Monthly usage: 100 hours. 

o Monthly payment: 100 hours x $0.75/hour = $75/month. 

• Total Payment Period: 

o If paying $75/month, it takes about 4.5 years to cover the total cost. 

3. Payment Collection and Monitoring 

• Mobile Payment System: Use mobile money platforms for easy and secure payment collection. 

• Automated Monitoring: Smart metering tracks usage and sends data to the payment platform. 

4. Benefits 

• For Farmers: 

o Affordability: No large upfront cost, payments spread over time. 

o Flexibility: Payments align with usage, reducing financial stress. 
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• For Providers: 

o Revenue Stream: Provides consistent income over the payment period. 

o Risk Mitigation: Automated system monitoring ensures compliance. 

5. Financial Summary 

• Total Cost to Farmer: $0 upfront + $75/month for 4.5 years. 

• Ownership Transfer: After completing payments, farmers own the system. 
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Detailed What-If Scenarios for the Optimized Diesel-Powered Irrigation System with VSD 

Integration 

To assess the robustness and adaptability of the proposed system, it is important to consider various "what-

if" scenarios that could impact the economic and operational aspects of the irrigation system. These scenarios 

include fluctuations in fuel prices, variations in cooperative size, changes in irrigation needs, and potential 

system failures. 

Scenario 1: Fluctuations in Fuel Prices 

• Baseline Assumption: The current cost of diesel is $0.35 per liter. 

Scenario 1A: Increase in Fuel Prices 

• Assumption: Diesel price increases by 20% to $0.42 per liter. 

• Impact on Traditional Diesel Pumps: 

o Daily Fuel Cost: 32 liters * $0.42/liter = $13.44/day 

o Annual Operating Cost (180 days): $13.44 * 180 = $2,419.20 

o 5-Year Operating Cost: $2,419.20 * 5 = $12,096 

• Impact on Optimized System with VSD: 

o Daily Fuel Cost with VSD: 22.4 liters * $0.42/liter = $9.41/day 

o Annual Operating Cost (180 days): $9.41 * 180 = $1,693.80 

o 5-Year Operating Cost: $1,693.80 * 5 = $8,469 

o Total 5-Year Cost (Including Upfront): $4,000 + $8,469 = $12,469 

• Inference: Even with a 20% increase in fuel prices, the optimized system results in significant 

operational cost savings. The total cost over 5 years remains lower than the traditional system's cost 

($12,469 vs. $12,896), showcasing the resilience of the system against fuel price volatility. 

Scenario 1B: Decrease in Fuel Prices 

• Assumption: Diesel price decreases by 20% to $0.28 per liter. 

• Impact on Traditional Diesel Pumps: 

o Daily Fuel Cost: 32 liters * $0.28/liter = $8.96/day 

o Annual Operating Cost (180 days): $8.96 * 180 = $1,612.80 

o 5-Year Operating Cost: $1,612.80 * 5 = $8,064 

• Impact on Optimized System with VSD: 

o Daily Fuel Cost with VSD: 22.4 liters * $0.28/liter = $6.27/day 

o Annual Operating Cost (180 days): $6.27 * 180 = $1,128.60 

o 5-Year Operating Cost: $1,128.60 * 5 = $5,643 

o Total 5-Year Cost (Including Upfront): $4,000 + $5,643 = $9,643 
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• Inference: With a 20% decrease in fuel prices, the optimized system still offers savings. The reduced 

operational costs further enhance the total savings over 5 years ($9,643 vs. $8,064 for traditional). 

Scenario 2: Changes in Cooperative Size 

• Baseline Assumption: Cooperative size of 20 farmers sharing one system. 

Scenario 2A: Smaller Cooperative (10 Farmers) 

• Upfront Cost per Farmer: $4,000 / 10 = $400 per farmer 

• Annual Savings per Farmer: $604.80 / 10 = $60.48 per farmer 

• Impact on Payback Period: 

o Payback Period: $400 / $60.48 ≈ 6.6 years 

• Inference: With a smaller cooperative, the upfront cost per farmer increases, extending the payback 

period. However, the system still remains economically beneficial in the long term, with cumulative 

savings realized after the payback period. 

Scenario 2B: Larger Cooperative (30 Farmers) 

• Upfront Cost per Farmer: $4,000 / 30 = $133.33 per farmer 

• Annual Savings per Farmer: $604.80 / 30 = $20.16 per farmer 

• Impact on Payback Period: 

o Payback Period: $133.33 / $20.16 ≈ 6.6 years 

• Inference: A larger cooperative reduces the upfront cost per farmer but also reduces individual 

savings. The payback period remains the same, but the lower initial investment makes the system 

more accessible to more farmers. 

Scenario 3: Increased Irrigation Needs 

• Baseline Assumption: The system irrigates 10 hectares over 180 days. 

Scenario 3A: Increase in Irrigation Area (15 Hectares) 

• Assumption: Increase in irrigation area requires the system to operate for longer periods. 

• Operational Adjustment: The system runs 12 hours/day instead of 10 hours. 

• Impact on Fuel Consumption: 

o Traditional System: 12 hours/day * 3.2 liters/hour = 38.4 liters/day 

o Optimized System with VSD: 12 hours/day * 2.24 liters/hour = 26.88 liters/day 

• Annual Operating Costs (180 days): 

o Traditional System: 38.4 liters/day * $0.35/liter * 180 days = $2,419.20 

o Optimized System with VSD: 26.88 liters/day * $0.35/liter * 180 days = $1,693.82 
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o Annual Savings: $2,419.20 - $1,693.82 = $725.38 

• Inference: As irrigation needs increase, the operational savings of the optimized system become 

more significant, demonstrating its scalability and efficiency in handling larger areas. 

Scenario 3B: Decrease in Irrigation Area (5 Hectares) 

• Assumption: Decrease in irrigation area allows the system to operate for shorter periods. 

• Operational Adjustment: The system runs 6 hours/day instead of 10 hours. 

• Impact on Fuel Consumption: 

o Traditional System: 6 hours/day * 3.2 liters/hour = 19.2 liters/day 

o Optimized System with VSD: 6 hours/day * 2.24 liters/hour = 13.44 liters/day 

• Annual Operating Costs (180 days): 

o Traditional System: 19.2 liters/day * $0.35/liter * 180 days = $1,209.60 

o Optimized System with VSD: 13.44 liters/day * $0.35/liter * 180 days = $846.72 

o Annual Savings: $1,209.60 - $846.72 = $362.88 

• Inference: If irrigation needs decrease, the savings also decrease. However, the optimized system 

still demonstrates cost-efficiency over the traditional system, ensuring reduced operational expenses. 

Scenario 4: System Failure and Maintenance Costs 

• Baseline Assumption: Regular maintenance included in annual costs. 

Scenario 4A: VSD Malfunction and Repair 

• Assumption: VSD requires unexpected repair/replacement after 2 years. 

• Repair/Replacement Cost: $500 

• Impact on Operational Costs: 

o Annual Savings Reduction: Assume the repair cost is spread over 3 years ($500 / 3 = 

$166.67/year). 

o Adjusted Annual Savings per Farmer: $604.80 - $166.67 = $438.13 

• Impact on Payback Period: 

o With the adjusted annual savings, the payback period extends slightly but remains under 2 

years for the cooperative. 

• Inference: The system's resilience to occasional malfunctions ensures that even with repair costs, the 

overall savings remain substantial, and the investment continues to be justified. 

Scenario 4B: Pump Malfunction 

• Assumption: Diesel pump requires repair/replacement costing $300. 

• Impact on Operational Costs: 
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o Annual Savings Reduction: Assume the repair cost is spread over 3 years ($300 / 3 = 

$100/year). 

o Adjusted Annual Savings per Farmer: $604.80 - $100 = $504.80 

• Impact on Payback Period: The payback period remains short due to the relatively low cost of pump 

repairs, indicating the system's financial sustainability despite potential maintenance issues. 

Conclusion of What-If Scenarios 

• Fuel Price Fluctuations: The system remains cost-effective even with significant increases in fuel 

prices, highlighting its resilience and adaptability to market volatility. 

• Changes in Cooperative Size: The model is flexible to varying cooperative sizes, with smaller 

cooperatives facing a higher upfront cost per farmer but still benefiting from long-term savings. 

• Irrigation Needs: The system adapts well to changes in irrigation requirements, providing cost 

savings whether the irrigation area increases or decreases. 

• System Failures and Maintenance: Even with potential malfunctions and repair costs, the system 

offers long-term economic benefits, ensuring it is a robust and viable solution for farmers. 

Overall, the proposed optimized diesel-powered irrigation system with VSD integration is economically viable 

and resilient under various conditions, providing sustainable cost savings and improved irrigation efficiency for 

farmers in northeast Syria. 
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Detailed Scenario Planning for Future Expansion 

Scenario planning for future expansion involves exploring the potential impact of scaling the optimized diesel-

powered irrigation system with VSD integration. This includes expanding cooperative membership, increasing 

the irrigation area, and integrating additional pumps. Each scenario will be analyzed in terms of costs, 

benefits, logistical considerations, and potential impacts on the farming community. 

Scenario 1: Increasing Cooperative Members to 40 Farmers 

• Current Setup: The cooperative consists of 20 farmers sharing one optimized irrigation system. 

• Expansion Plan: Double the cooperative size to 40 farmers, with two irrigation systems. 

1.1. Costs and Investment 

• Current System Upfront Cost: $4,000 for one system. 

• Total Upfront Cost for Two Systems: $4,000 * 2 = $8,000 

• Upfront Cost per Farmer (40 farmers): $8,000 / 40 = $200 per farmer 

1.2. Operating Costs 

• Daily Operating Cost per System with VSD: $7.84/day 

• Annual Operating Cost per System (180 days): $7.84 * 180 = $1,411.20 

• Total Annual Operating Cost for Two Systems: $1,411.20 * 2 = $2,822.40 

• Annual Operating Cost per Farmer: $2,822.40 / 40 = $70.56 per farmer 

1.3. Benefits of Expansion 

• Economies of Scale: Larger cooperative size reduces the per-farmer investment and allows for more 

efficient resource utilization. 

• Improved Bargaining Power: A larger cooperative can negotiate better fuel prices and maintenance 

contracts due to increased purchasing power. 

• Enhanced Community Support: Increased membership fosters greater community involvement and 

knowledge sharing, contributing to better system management and operation. 

1.4. Logistical Considerations 

• Management: Implementing a management structure to handle the larger cooperative, including 

roles for maintenance, scheduling, and financial management. 

• Training: Providing additional training sessions to ensure all members understand the operation and 

maintenance of the system. 
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• Maintenance: Establishing a maintenance schedule for two systems, possibly training some members 

to handle minor repairs to reduce downtime. 

1.5. Impact 

• Shorter Payback Period: With more farmers sharing the costs, each farmer sees quicker returns on 

their investment due to reduced individual expenses. 

• Increased Resilience: A larger cooperative can better withstand financial fluctuations and 

unexpected costs, such as repairs or fuel price hikes. 

Scenario 2: Expanding the Irrigation Area to 20 Hectares 

• Current Setup: The system irrigates 10 hectares of farmland. 

• Expansion Plan: Increase the irrigation area to 20 hectares, possibly requiring additional operational 

hours or more systems. 

2.1. System Requirements and Costs 

• Additional System Needs: To cover 20 hectares effectively, the cooperative may need to install a 

second system to ensure adequate water distribution. 

• Upfront Cost for Additional System: $4,000 

• Total Upfront Cost (Two Systems): $4,000 (existing) + $4,000 (additional) = $8,000 

2.2. Operating Costs 

• Assumption: Both systems operate for 10 hours per day to cover the 20 hectares. 

• Daily Operating Cost for Two Systems: 2 * $7.84 = $15.68/day 

• Annual Operating Cost for Two Systems (180 days): $15.68 * 180 = $2,822.40 

• Operating Cost per Hectare: $2,822.40 / 20 hectares = $141.12 per hectare per year 

2.3. Benefits of Expansion 

• Increased Agricultural Output: Expanding the irrigation area allows for greater cultivation, 

potentially increasing crop yields and farmers' incomes. 

• Efficient Water Use: VSD integration ensures that water is used efficiently across a larger area, 

optimizing the irrigation process. 

• Shared Costs: With a larger area and potentially more farmers involved, the costs per hectare 

decrease, making it more economically viable. 

2.4. Logistical Considerations 
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• Water Source Capacity: Assess the capacity of the water source to ensure it can support irrigation 

over an expanded area. 

• Irrigation Scheduling: Implement an effective irrigation schedule to manage water distribution 

across a larger area without overloading the systems. 

• Infrastructure: Potentially expand or upgrade existing infrastructure, such as pipes and distribution 

systems, to accommodate the increased area. 

2.5. Impact 

• Economic Growth: The expanded irrigation area can lead to greater agricultural productivity and 

income generation, fostering economic growth within the community. 

• Sustainability: Ensuring sustainable water management practices are in place to avoid over-

extraction from the water source. 

Scenario 3: Integrating Additional Pumps 

• Current Setup: One pump system with VSDs is used to irrigate 10 hectares. 

• Expansion Plan: Integrate additional pumps to increase irrigation capacity or provide redundancy. 

3.1. Costs and Investment 

• Cost of Additional Pumps with VSDs: Assuming similar costs, $4,000 per additional system. 

• Scenario A: Adding one additional pump system (total of two systems). 

o Upfront Cost: $4,000 

o Total Upfront Cost: $4,000 + $4,000 = $8,000 

• Scenario B: Adding two additional pump systems (total of three systems). 

o Upfront Cost: $4,000 * 2 = $8,000 

o Total Upfront Cost: $4,000 + $8,000 = $12,000 

3.2. Operating Costs 

• Scenario A: Two Systems 

o Daily Operating Cost: $7.84 * 2 = $15.68/day 

o Annual Operating Cost (180 days): $15.68 * 180 = $2,822.40 

• Scenario B: Three Systems 

o Daily Operating Cost: $7.84 * 3 = $23.52/day 

o Annual Operating Cost (180 days): $23.52 * 180 = $4,233.60 
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3.3. Benefits of Additional Pumps 

• Increased Capacity: Allows for greater water distribution, enabling irrigation of larger areas or 

different crops with varying water needs. 

• Redundancy and Reliability: Multiple pumps provide a backup in case of system failure, reducing 

the risk of irrigation downtime. 

• Flexible Operations: More pumps offer flexibility in scheduling and adjusting irrigation based on 

specific field needs. 

3.4. Logistical Considerations 

• Maintenance and Monitoring: More systems require a robust maintenance plan and regular 

monitoring to ensure each pump operates efficiently. 

• Water Management: Proper water management strategies must be implemented to ensure 

sustainable usage across multiple pumps. 

3.5. Impact 

• Increased Productivity: Additional pumps allow for simultaneous irrigation of multiple fields, 

increasing overall agricultural productivity. 

• Resilience to Failure: Having backup systems ensures that if one pump fails, irrigation can continue 

with minimal disruption. 

Conclusion of Scenario Planning 

• Scalability and Flexibility: The proposed system can be scaled to accommodate a larger 

cooperative, increased irrigation area, and additional pumps. Each scenario offers potential economic 

and operational benefits, such as reduced per-farmer costs, increased agricultural output, and 

enhanced system resilience. 

• Investment and Management: Expanding the system requires careful financial planning and 

management. The cooperative model is particularly well-suited for distributing costs and 

responsibilities among a larger group, making the system expansion more feasible. 

• Long-Term Impact: Expansion scenarios highlight the potential for greater economic growth and 

stability in the farming community, with increased capacity for irrigation leading to higher productivity 

and income generation. Additionally, having more systems in place provides redundancy and 

reliability, further supporting the farmers' livelihoods. 

This scenario planning demonstrates that the proposed optimized diesel-powered irrigation system with VSD 

integration can be effectively expanded and adapted to meet the growing needs of the farming community, 

offering a flexible and sustainable solution for enhancing agricultural productivity. 
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Cost Sheet: Capital, Operating, and Summary 

Summary Sheet: 

Category Total Cost (USD) 

Total Capital Costs (one-time) $4,200 

Total Ongoing Costs (per year) $1,370 

Breakdown: 

• Total Capital Costs (one-time): $4,200 

o This includes the initial investment for equipment such as the submersible pump, VSD, 

installation labor, piping, and other infrastructure costs. 

• Total Ongoing Costs (per year): $1,370 

o This covers annual maintenance, electricity for VSD operation, operator wages, parts 

replacement, training, and miscellaneous expenses. 

Assumptions: 

1. Cost Estimates: 

o The cost of the Variable Speed Drive (VSD) is estimated at $1,000 based on mid-range market 

prices for an 8 HP compatible model. 

o The submersible pump cost is estimated at $1,500, which is a reasonable market price for an 8 

HP diesel pump suitable for the required depth and flow rate. 

o Installation labor and infrastructure costs are estimated based on local labor rates and the 

complexity of installing an irrigation system. 

o Operating costs, such as electricity for the VSD, are assumed to be consistent throughout the 

year, with minor fluctuations. 

2. Operational Assumptions: 

o The system is expected to operate for approximately 1,200 hours annually, reflecting moderate 

usage for irrigation over different seasons. 

o Electricity for the VSD is assumed to come from the existing power supply (e.g., diesel 

generator), and the estimated cost is based on the typical consumption rates of similar VSD 

systems. 

3. Maintenance and Parts Replacement: 

o Routine maintenance is assumed to be conducted once a year, with minor repairs and servicing 

included in the cost. 

o Parts replacement costs account for the periodic renewal of components like seals and filters. 

https://docs.google.com/spreadsheets/d/1ZjxtxSy9N4LY8phAHn9v8fO90BBTnPulTKmHJBd4If0/edit?usp=sharing
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4. Training Costs: 

o Initial training is included in the capital costs, with an annual refresher training session 

budgeted in the operating costs. 

Supplier Quotes: 

• Due to the lack of specific supplier quotes, cost estimates are based on general market prices for 

irrigation equipment and VSDs. 

• It is recommended to obtain detailed quotes from local suppliers and manufacturers for more accurate 

budgeting and cost control. 

Currency: 

• All costs are listed in USD, which is the standard currency for international transactions and easier 

comparison for global stakeholders. 

Contingency: 

• A contingency fund of 10% is added to cover unexpected expenses, ensuring the project can 

accommodate unforeseen costs such as: 

o Variations in equipment prices due to market fluctuations. 

o Additional installation or repair costs if site-specific challenges arise. 

o Miscellaneous expenses not accounted for in the initial budget. 

Contingency Costs: 

• Total Capital Costs (One-time): $4,200 

o Contingency (10%): $420 

o Total with Contingency: $4,620 

• Total Ongoing Costs (Per Year): $1,370 

o Contingency (10%): $137 

o Total with Contingency: $1,507 

Adjusted Totals: 

• Adjusted Total Capital Costs (One-time): $4,620 

• Adjusted Total Ongoing Costs (Per Year): $1,507 
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Capital Costs Sheet: 

Item Description Quantity Unit Cost (USD) Total Cost (USD) 

Submersible Pump (8 HP) 1 $1,500 $1,500 

Solar Panels (5 kW) 0 $0 $0 

Variable Speed Drive (VSD) 1 $1,000 $1,000 

Installation Labor 1 $500 $500 

Piping (4-inch, 100m) 1 $300 $300 

Transport (to site) 1 $200 $200 

Initial Training (2 days) 1 $200 $200 

Infrastructure (Housing) 1 $300 $300 

Miscellaneous Costs 1 $200 $200 

Total Capital Costs   $4,200 

Bill of Materials (BOM) Sheet: 

Item Description Quantity Unit Cost (USD) Supplier Total Cost (USD) 

Submersible Pump (8 HP) 1 $1,500 Local Supplier $1,500 

Variable Speed Drive (VSD) 1 $1,000 Schneider Electric $1,000 

Piping (4-inch, 100m) 1 $300 Local Supplier $300 

Installation Labor 1 $500 Local Contractor $500 

Transport (to site) 1 $200 Logistics Company $200 

Housing for Equipment 1 $300 Local Builder $300 

Initial Training (2 days) 1 $200 Training Provider $200 

Miscellaneous Costs 1 $200 Various $200 

Total BOM Costs    $4,200 

Summary 

• Total Capital Costs: $4,200 

• Total BOM Costs: $4,200 

This detailed breakdown includes all the components and services required for setting up the irrigation 

system, including the submersible pump, VSD, installation labor, piping, transport, training, and 
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miscellaneous costs. The values provided here are estimates and can be adjusted based on supplier quotes 

and local market conditions. 

Operating Costs Sheet: 

Item Description Frequency Unit Cost (USD) Total Cost (USD) 

Maintenance (Annual) Yearly $200 $200 

Electricity (for VSD) Monthly $20 $240 

Operator Wages Monthly $50 $600 

Parts Replacement Yearly $100 $100 

Training (Annual) Yearly $50 $50 

Miscellaneous Expenses Monthly $15 $180 

Total Ongoing Costs - - $1,370 

Summary 

• Maintenance (Annual): Regular maintenance of the pump and VSD to ensure optimal operation. 

• Electricity (for VSD): Electricity costs for running the VSD and control systems, assuming it's 

sourced from an existing power supply (diesel generator). 

• Operator Wages: Monthly wages for the system operator. 

• Parts Replacement: Annual replacement of parts such as seals, filters, or small components. 

• Training (Annual): Yearly refresher training for the operator or maintenance personnel. 

• Miscellaneous Expenses: Monthly miscellaneous costs, such as minor repairs or consumables. 

Total Annual Operating Costs: $1,370 

These estimates provide a comprehensive view of the ongoing expenses required to operate and maintain the 

irrigation system, ensuring its efficiency and longevity. 
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SWOT Analysis of the Optimized Diesel-Powered Irrigation System with VSD Integration 

Strengths 

1. Fuel Efficiency and Cost Savings 

o The integration of VSDs reduces fuel consumption by up to 30%, leading to significant cost 

savings on diesel. 

o Reduced operational costs make the system more affordable in the long term. 

2. Compatibility with Existing Infrastructure 

o The system can be retrofitted onto existing diesel pumps, minimizing the need for entirely new 

infrastructure. 

o This compatibility reduces initial setup costs and simplifies the adoption process for farmers. 

3. Scalability and Flexibility 

o The system can be scaled to fit various cooperative sizes and irrigation areas. 

o It can accommodate additional pumps, allowing for expanded irrigation capacity and 

redundancy. 

4. Improved Irrigation Efficiency 

o VSDs provide precise control over pump speed, ensuring optimal water delivery and reducing 

wastage. 

o Enhanced irrigation efficiency can lead to better crop yields and improved water management. 

5. Resilience to Fuel Price Fluctuations 

o The system’s reduced fuel consumption makes it less vulnerable to fuel price hikes, offering 

more predictable operating costs. 

Weaknesses 

1. Higher Upfront Cost Compared to Traditional Diesel Pumps 

o The initial investment of $4,000 is significantly higher than the $800 upfront cost of traditional 

diesel pumps. 

2. Dependence on Diesel Fuel 

o Although fuel consumption is reduced, the system still relies on diesel, which is subject to 

market volatility and environmental concerns. 

3. Technical Complexity 

o The integration of VSDs adds technical complexity, requiring specialized knowledge for 

installation and maintenance. 

o Farmers and local technicians may require training to operate and maintain the system 

effectively. 

4. Maintenance and Repair Requirements 

o VSDs and upgraded components may require more frequent maintenance and potential repairs, 

leading to additional costs and downtime. 
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Mitigation for Weaknesses 

• Higher Upfront Cost 

o Mitigation: Implement a cooperative cost-sharing model to distribute the initial investment 

among multiple farmers, reducing the financial burden on individuals. 

o Subsidy Programs: Seek partnerships with NGOs, government agencies, or international aid 

organizations to provide subsidies or grants to cover part of the upfront cost. 

• Dependence on Diesel Fuel 

o Mitigation: Explore the integration of renewable energy sources, such as solar or hybrid solar-

diesel systems, to further reduce reliance on diesel fuel. 

o Fuel Efficiency Programs: Implement fuel efficiency programs, including regular pump and 

engine maintenance, to maximize the fuel-saving benefits of VSDs. 

• Technical Complexity 

o Mitigation: Provide comprehensive training programs for farmers and local technicians on VSD 

operation and maintenance. 

o Technical Support: Establish a local technical support network to offer ongoing assistance and 

troubleshooting for system users. 

• Maintenance and Repair Requirements 

o Mitigation: Develop a preventive maintenance schedule to minimize the risk of unexpected 

breakdowns and prolong the lifespan of the VSD and pump components. 

o Maintenance Contracts: Offer maintenance contracts with local service providers to ensure 

timely and cost-effective repairs. 

Opportunities 

1. Expansion to Larger Cooperatives and Irrigation Areas 

o The system’s scalability allows for expansion to larger cooperatives and increased irrigation 

coverage, leading to greater agricultural productivity and economic benefits. 

2. Environmental Benefits and Funding 

o The reduced fuel consumption results in lower emissions, making the system more 

environmentally friendly. 

o This environmental advantage could attract funding and support from environmental 

organizations and government programs aimed at reducing carbon footprints in agriculture. 

3. Integration of Renewable Energy 

o There is an opportunity to further reduce diesel dependency by integrating renewable energy 

sources, such as solar power, into the system. 

o Hybrid systems can enhance energy security and further reduce operational costs. 

4. Technological Advancements 

o Continued advancements in VSD technology and pump efficiency can lead to further 

improvements in fuel savings and irrigation performance. 
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o Leveraging new technologies can enhance system capabilities, such as remote monitoring and 

automated irrigation scheduling. 

5. Market Expansion 

o The success of the system in one region can lead to its adoption in other regions facing similar 

challenges, providing a scalable solution for sustainable irrigation globally. 

Threats 

1. Fuel Price Volatility and Supply Chain Disruptions 

o Fluctuations in diesel prices and potential supply chain disruptions can impact operating costs 

and fuel availability. 

2. System Failure and Downtime 

o Technical issues or failures in VSDs or pumps can result in irrigation downtime, affecting crop 

yields and farmer income. 

3. Adoption Barriers Due to Technical Complexity 

o Farmers may be hesitant to adopt the system due to its complexity and the need for specialized 

knowledge for operation and maintenance. 

4. Environmental and Regulatory Changes 

o Stricter environmental regulations on diesel usage or changes in subsidies for fuel could affect 

the system's long-term viability. 

5. Competition from Alternative Technologies 

o Emerging irrigation technologies, such as solar-powered or wind-powered systems, may offer 

more sustainable options, potentially reducing interest in diesel-based solutions. 

Mitigation for Threats 

• Fuel Price Volatility and Supply Chain Disruptions 

o Mitigation: Develop fuel procurement strategies, such as bulk purchasing agreements or 

cooperative fuel sourcing, to secure more stable pricing and supply. 

o Fuel Reserves: Encourage cooperatives to maintain fuel reserves to buffer against short-term 

supply disruptions. 

• System Failure and Downtime 

o Mitigation: Implement a robust preventive maintenance program to identify and address 

potential issues before they lead to system failure. 

o Redundancy Plans: Establish redundancy plans, such as backup pumps, to ensure irrigation 

can continue during repairs or maintenance. 

• Adoption Barriers Due to Technical Complexity 

o Mitigation: Offer hands-on training workshops and provide easy-to-understand user manuals 

to build confidence among farmers. 



46 
 

o Demonstration Projects: Set up pilot projects to demonstrate the system’s benefits and build 

trust within the farming community. 

• Environmental and Regulatory Changes 

o Mitigation: Stay informed about regulatory changes and work with policymakers to advocate 

for the system's environmental benefits. 

o Compliance Strategy: Develop a compliance strategy that includes the integration of 

renewable energy sources to align with potential future regulations. 

• Competition from Alternative Technologies 

o Mitigation: Highlight the unique advantages of the optimized diesel system, such as its 

compatibility with existing infrastructure and lower upfront costs compared to some renewable 

options. 

o Continuous Improvement: Invest in research and development to incorporate renewable 

energy elements and enhance system efficiency, ensuring it remains competitive. 

Conclusion of SWOT Analysis 

The optimized diesel-powered irrigation system with VSD integration presents a robust and cost-effective 

solution with significant strengths, including fuel efficiency, compatibility with existing infrastructure, and 

scalability. While there are weaknesses such as higher upfront costs and technical complexity, these can be 

mitigated through cooperative cost-sharing models, training programs, and preventive maintenance 

strategies. 

The opportunities for expansion, integration of renewable energy, and leveraging environmental benefits 

position this system for long-term success. However, it must address potential threats like fuel price volatility, 

system failures, and competition from alternative technologies. By implementing mitigation strategies and 

continually adapting to changing circumstances, the system can provide a sustainable and reliable solution for 

irrigation in regions like northeast Syria and beyond. 
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Conclusion 

The optimized diesel-powered irrigation system with Variable Speed Drive (VSD) integration presents a viable 

solution for addressing the irrigation challenges faced by farmers in northeast Syria. The financial analysis, 

including both capital and operating costs, demonstrates that this system is not only technically feasible but 

also economically viable, offering a sustainable path forward for agricultural productivity in the region. 

1. Financial Viability 

• Capital Costs: The total capital cost of $4,200, which includes essential components such as the 

submersible pump, VSD, installation labor, piping, and transport, is a reasonable investment for 

setting up an efficient irrigation system. With the inclusion of a 10% contingency ($420), the total 

capital cost stands at $4,620, ensuring a buffer for unexpected expenses during installation and setup. 

• Operating Costs: The annual operating cost of $1,370 covers maintenance, electricity for the VSD, 

operator wages, parts replacement, training, and miscellaneous expenses. Factoring in a 10% 

contingency ($137), the total annual operating cost is $1,507. This ongoing expense is manageable, 

especially when considering the fuel savings and increased irrigation efficiency achieved through VSD 

integration. 

2. Economic Benefits 

• Fuel Savings: By incorporating VSD technology, the system reduces diesel consumption by up to 

30%, significantly lowering operational costs. This translates into direct savings for farmers, helping 

them to offset the initial investment more quickly. 

• Enhanced Irrigation Efficiency: Improved water delivery efficiency ensures that crops receive 

adequate irrigation, which can lead to better yields and increased income for farmers. This enhanced 

productivity supports the economic resilience of farming communities. 

• Cost-Effective Financing Model: The proposed Pay-As-You-Go (PAYG) financing model further 

enhances the system's affordability. By allowing farmers to pay based on usage, the model minimizes 

financial barriers, making advanced irrigation technology accessible to small-scale farmers. The 

structured payments align with the farmers' cash flow, reducing financial strain and providing a clear 

path to ownership. 

3. Technical Feasibility and Compatibility 

• Technical Performance: The system provides the necessary power output (6-10 HP) to draw water 

from depths of 80-100 meters, operating efficiently for 6-8 hours as required. This meets the irrigation 

needs of 5-10 hectares, ensuring sufficient water delivery for crops. 
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• Integration with Existing Infrastructure: The system is designed to retrofit existing diesel pumps, 

minimizing the need for new infrastructure and reducing installation costs. Its compatibility with 

current irrigation networks makes it easier for farmers to adopt the system with minimal disruption. 

4. Environmental and Social Impact 

• Reduced Carbon Emissions: The reduction in diesel consumption not only lowers operational costs 

but also reduces carbon emissions, contributing to more environmentally sustainable farming practices 

in the region. 

• Sustainable Water Management: With precise control over water flow, the system promotes 

efficient water use, which is crucial in arid regions like northeast Syria where water resources are 

scarce. 

• Community Empowerment: By implementing a PAYG model and providing training, the project 

empowers farmers, enabling them to take control of their irrigation practices. This empowerment 

fosters community development and supports the long-term sustainability of agricultural activities. 

5. Risk Mitigation and Contingency Planning 

• Contingency Fund: A 10% contingency fund is included in both the capital and operating costs to 

account for unexpected expenses, ensuring financial stability during implementation and operation. 

This proactive approach mitigates potential risks such as price fluctuations, additional installation 

requirements, or unforeseen maintenance needs. 

• PAYG Model: The PAYG financing model mitigates the risk of non-payment by allowing for usage-

based payments and offering a remote disabling feature in case of default. This model ensures a 

steady revenue stream while making advanced irrigation technology accessible to farmers who 

otherwise might not afford the upfront cost. 
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