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1. INTRODUCTION

This Inception Report is presented in compliance with the Commission Comthach is part of
t he Net herl andsé contribution t o t he activity

Management (1 PSWAM) Pr ogr a mm&Ql70®,aRiRy B8a dhiss h o0 , ac
contract states (Article 1, paragraph 29 that:
November 2003) the Contractor shall submit to the Principal an Inception Report providing a

detailed implementation programme for thes | | period of the project. o

This report covers the five year project period, which"fsNbvember 2003 to *1November
2008. Its starting point is the Report of the Committee for Reformulation of the IPSWAM
Programme, January 2001 (Project Document)] Builds on the Technical Proposal of"13
August 2002, which forms Annex 1a of the Commission Contract.

The Government of the Netherlands (GoN) has a considerable history of support to, and
involvement with, water management projects in Bangladeslthe past two decades it has been

the most important bilateral supporter of the Bangladesh Water Development Board (BWDB),
with whom it has forged an enduring partnership. Initial engineering projects have evolved and
broadened into programmes which lude a specific focus on operation and maintenance,
stakeholder participation, local level water management, and-dmdiplinary project planning

and appraisal.

Starting in the early 1990s lessons learned in the Bangladesh water sector from earlier and
continuing projects have led to a gradual policy change reflecting these concerns, and forming a
current policy framework articulated in a number of interrelated documents, most notably the:

1 National Water Policy (NWPo, 1999);

1 Guidelines for Participatorwater Management (GPWM, 2000);

1 National Water Manageemt Plan (NWMP).

I n particul ar, the National Wat er Policy is O0b
management and use of water resources in Banglédesh. par t of BWDBiAst process
2 0 Ovea$conceived and enacted.

In this policy context the IPSWAM programme has been conceived, since the new policies,
guidelines and plans have ensured that the importance of operation and maintenance, stakeholder
participation and mukdisciplinary panning have been widely acceptddthrough programmes

such as IPSWAM and the much larger Water Management Improvement Project (WMIP), now
under preparation, t he B \lebaBsatioisof Raticipatey Watéery under t
Management.

However,making these principles operationddas proved to be complex and often difficult, and
it is this that the programme has been designed to tackle.

The IPSWAM programme is drawing systematically on the experiences of past projects and its
major task is to ba pathfinder projectto strengthen institutional capacityn terms of local

water management organisations (WMOs) as well as relevant local government institutions and
national bodies such as the Bangladesh Water Development Board.

! The Commission Contract has been signed by the Royal tettie Embassy, Dhaka and the consultant
it has engaged to provide Technical Assistance to the IPSWAM programme, i.e. Arcadis Euroconsult of the
Netherlands, which has swaontracted part of the work to Socioconsult of Bangladesh.
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In that context the pgramme is encouraging and developirdeaentralised approackvhich is
fully integrated in the BWDB making full use of zonal offices fomulti-disciplinary,
participatory planning for longterm operation and maintenance, in a regional and cress
sector cotext.

This report explains in detail the project context and how the objectives of the programme are
embedded in an overall approach.

It outlines how planning is being strengthened in BWDB, starting with the establishment of an
IPSWAM Planning Team irthe Directorate of Planning (lll) and the establishment of zonal
planning teams in the South Wesstand SoutbrnZones ofthe BWDRB It explains how, starting

from an institutional analysis, approaches to local level institutional development are being
worked out, and how mukdisciplinary participatory planning is being established. Specific plans
for the training of planning staff and for the dissemination of these approaches within BWDB are
also made clear.

The report also explains how the IPSWAM gramme is putting its principles into practice
through the planning and implementation of nine-grdjects, starting with suproject selection.

It explains the processes of local institutional development, including BWDB staff training and
WMO capacity lilding, as well as muHdisciplinary participatory planning, as they will be
developed in the sdprojects. Plans for the rehabilitation, operation and monitoring of water
management infrastructure in the quojects are outlined and an approach to gshecessful
transfer and sharing of water management responsibilities is developed.

Finally, the IPSWAM programme managementdisscribedand detailed plaa presented. A
Logical Frameworks annexed to the reypt.
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2. OVERALL APPROACH
2.1. Context
2.1.1National Waer Policy

The context in which the IPSWAM programme has been formulated is set by the National Water
Policy (NWPo). This states that, ial l necessary
water resources of the country incamprehensive, integratl and equitablenanner 6 (i t al i c
added).The NWPo formulates a number of basic principles. Those particularly relevant to the

IPSWAM programme are given in full in Annex | and fall into the following categories:

Planning and Management of Water Resources

Public and Private Involvement

Public Water Investment

Water and Agriculture

Water and Fisheries and Wildlife

Water for the Environment

Economic and Financial Management

Stakeholder Participation

Institutional Policy

E R N T R

2.1.2.Guidelines for Participatory Waterdagement (GPWM)

Closely related to the NWPo and building upon it, the GPWM elaborate the NWPo provisions
and make available harmonized guidelines for field use. These are intended to:

1 Increasel/improve stakeholder participation/involvement in water maveage

1 Give the local stakeholders a decisive voice at all stages of water management.

I Raise environmental awareness among the local stakeholders and the implementing

agencies involved with participatory water management.

1 Develop capacity of the local stdi@ders in participatory water management.

1 Gradually establish ownership of local stakeholders in water resource management.

9 Achieve sustainable participatory water management.

2.2. Objectives

In this context it is envisaged that IPSWAM muséake the basic gpnciples operational In
doing so, it is drawing on the experiences of projects that have been executed in the past, and it
will have to define further the practical role of some of the key players in water management in
Bangladesh.It is therefore estdishedin the Project Documehthatthe objective of IPSWAMs
to strengthen the capacity of water sector organisatipimeluding:

1 local level Water Management Organisations (WMOs);

1 the different offices of the BWDB (headquarters and regional/local)level

91 local government institutions (to a limited extent);
responsibly to assume their roles as specified in the NWPo and GR¥éd above).

The Project Proforma restateedb objectives more specifically:

2 A number of these progs and key policy documents have been identified (see Annex Il) and systematic
exchanges of experience have been organised (see Annex ).
% Report of the Committee for Reformulation of the IPSWAM Programme, revised version May 2002.
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T To ensure peopl ebds pae projecti aating from seleation,a | | st a
i mpl ementati on, operati on, mai nt enance, and
all different occupations living within the polderfarmers, fishermen, boatmen, landless,
and both men and women.)

I To establish sstainable water management in selected-mofects with active
participation of peopl e and t o devel op pe
implementing water management in selectedmoiects.

1 To transfer the responsibilities of operation and maariea from Bangladesh Water
Development Board to the people.

2.3. Programme Area

The IPSWAM programme area includes the South Central and South WestipEoménsg zones
of the NWMP (see map)Two zones have been selected to give organisational changes in the
BWDB increased impetus (see objective above).

2.4. Realisation of Objective

IPSWAM is realising its objective by:

1 Establishing and developing onmeentral and two zonal planningells capable of
planning and implementing water management projects in linehwihe principlesof
the NWPo and GPWM.

1 Developing and disseminating the specific methods and procedures necessargke
the NWPo and GPWM operational.

1 Developing local level water management capability and stimulating the transfer of
responsibilities for operation and maintenance to local level water management
organisations byntroducing and establishing integrated, sustainable water resources
management in nine schemes.

This means that the IPSWAM programme is contributing to the efforts of the Gamrmmin
Bangladesh (GoB) to improve the performance of
three levels:

1 It is providing assistance to the GoB in elaborating the institutional and regulatory
framework for the decentralisation of water management regplities.
It is enhancing institutional cabpiities, especially of the BWDB.
It is assisting in the identification, design and implementation of rehabilitation measures
in ninesubprojects.

)l
)l

This both enhances the planning capacity of BWDB and alszaprs the BWDB to implement
effectively other projects aimed at putting the NWMP into practice, notably the Water
Management Improvement Project (WMIPJhe process will be completed in five years, by late
2008.

2.5. Project Principlesind Outline Methodolog

“Itisenvisagedtht WMI P wi | | have a 6strong linkage with | PSW
|l earned é..into the i mplementation plan for the propc
will be institutionalized as WMIP becomes operational.
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Experimental nature.lIPSWAM is apathfinder programme:it is finding a practical way to
introduce integrated water resources management, taking into consideration the constraints
imposed by the reality on the ground in Bangladesh. For this reason,tiexecequires
substantial flexibility, allowing learning from experiences on the ground.

Integration in BWDB. IPSWAM is a programme that is entirely integrated in the BWDB

organi sati on, and is using technicalenohyetsi st ance
sufficiently developed in a way which fally integrated into the team. Planning capacity is

partly decentralised, including planners at the Zonal level, who are in regular contact with
community organisations and who are backed up by a iplgrsupport team located in the

Directorateof Planning (DP) Il in Dhaka.

Integrated approach to planning Four essential aspects of integrated water resource
management are being developed within the BWDB Planning Directorates (with consequences
for the BWDB as a whole):

1 Multi-disciplinary planning teams.

1 Planning in a regional and cressctor context.

1 Participatory Planning.

1 Planning for operation and maintenance.

Improved water managementhis lies at the core of the programme and is being achieved
through careful intervention, usingcast effective low input high output approach.

Optimal institutional framework Effective sustainable water management requires a careful
orchestration of different key institutions, including central government (BYVDocal
government, water management organisations and civil society.

Strengthening local level water management organisatiobscal initiative is the most realistic
starting point for effective i nt egr atonalo n of S
framework, which idegitimate and transparen@and can ensure full and approprigtee o p| e 6 s
participation at all stages giving special attention to gender issues.

Long-term approach to operation and maintenancelhis involves the transfer of
responsibilities for water managemenstarting during the planning phase and complet@ 2
years after rehabilitation. It also involviisancing operation and maintenangausing a range of
possible resources. An essential part of this approach is that guasetaaintenance planwill

be made, which specifies the responsibilities of both BWDB and the water management
organisations and is realistic and acceptable to both. All of this is essential to achieteriong
sustainable, participatory and effectiveamgements.

High technical standardslt is essential that the rehabilitation and improvement of physical
infrastructure involves high quality design and construction, to maketéwng operation and
maintenance feasible.

Experience exchangeThe effetive collection and dissemination of knowledge, insight and
methods is essential so that the approaches developed and applied by IPSWAM may become
widespread and sustainable.

2.6. Poverty Reduction

Poverty reduction is an important priority for both the Badgsh and Netherlands governments,
which are committed to achieving the Millennium Development Goals adopted by the world
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community at the Millennium Summi't in 2000. Go
hungero6; it has two targets:

1 Halve, between 19and 2015, the proportion of peopléhmincome less than US$ day.

1 Halve, between 1990 and 2015, the proportion of people who suffer from hunger.

I n i ts policy me mor andum, O6Mut ual i nterest s, |
cooperationenmwt e t o 20156, the GON states in section
l'ink between poverty reduction ahhd appmachis onment a
broadly shared by the GOB, and is enshrined in the Poverty Reduction StrategylRapedore,

although it can be seen that poverty reduction is not a specific IPSWAM objective, the
programme will adopt a number of measures to contribute to these aspirations (see section 4.6).

2.7. Lessons Learned

Very considerable experience has been draw in the preparation of IPSWAM; during the
inception period a systematic process of assessing and analysing the lessons of the past was
followed, specifically:

9 Study of the completion reports and lessons from past projects using the extenflive DP
library built up during the 25 year Early Implementation Project (EIP), and incorporating
material from the Systems Rehabilitation Project (SRP).

9 Structured meetings with other relevant key projects and institutions (including a field
visit to and briefingdy leaders of the Khulrdessre Water Management Federati6n).

1 Exchange of insights between members of the IPSWAM programme planning team and
zonal planning teams, who between them have participated in almost all relevant recent
water sector projects inaBgladesh.

Lessons learned fall into a number of categories:

Physical and technical

1 In purely flood control/drainage schemes, physical structures do not always require
regular operation, which has important implications for the organisation of openation a
maintenance.

1 The demands of flood control, drainage and irrigation are, to a certain extent,
contradictory, i.e. structures which offer protection during one period may become a
hindrance later on.

Social

1 Flood Control, Drainage and Irrigation (FCDIhsenes do not only concern water users
in the narrow sense (farmers, fisherfolk, boatmen and other households using domestic
water), but may affect a wider population by creating adverse effects iprotatted
areas.

1 Even the impact on water users in t@row sense will be differential (e.g. farmers,
fisherfolk and boatmen may not have identical interests).

1 Therefore, effective mechanisms for mediating the conflicting interests are an essential
part of water management, and differences of power wiltaffetcomes.

1 In addition to the above differences, women have strong specific interests as well,
especially in relation to domestic water use, {@st/est processing, housing and

® Notably: Planning and Management of Water Resource (EIP) and Community Participation for
Sustainable Water Management (SRP).
® See Annex Il for a short inventory of these sources and Annex IlI for a summary of the outcome of the
structured consultations.
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employment. In the past they have mostly had extremely limited opportutities
participate in water management decismaking.

Institutional

1 Because of the wide range of interests, water management institutions have to facilitate
option analysis, mediation between conflicting interests and optimisation of outcomes.

1 The large inestments and technical skills required for the development of the necessary
infrastructure justify public sector involvement. Finding the right combination of local,
regional and national institutions to optimise leglegm sustainable water management is
essentialamong other reasons shat infrastructure built by other departmetdégsnot
interfere with planned water managenjent

Operational

1 Transferring responsibility for scheme operation does not require complicated
organisational structures. It alid not be done hastily, but should be carried out with an
eye for existing informal groups, and should approach the difficult issue of resource
mobilisation for maintenance carefully and creatively.

1 A careful, multidisciplinary approach is needed for gwedection of sulprojects for
rehabilitation.

1 All affected stakeholders should have opportunities to participate in considering
different water management options, which will be carefully worked out, using-an in
depth assessment of existing arrangements.

1 Water management institutions which protect the interests of poorer sections of society
and are able to optimise the interests of a wide group of stakeholders can better be
achieved in sulprojects where sharp conflicts of interest (e.g. certain typebriohs
culture) do not occur.

9 Good cooperation with other relevant departments (Local Government, Agriculture,
Fisheries etc.) at local level is essential to optimise benefits frorprejdrts.

1 The provision of information to WMOs is crucial. Stakeholdersst be fully and
transparently aware obverall costs/benefits of schemes so that schemes are not
imposed on them.

2.8. Conclusion

Taking into account the many important points made in this chapter, IPSWAM is conceived, not
as a fiveyear, externally assil projectbut as a longterm, stable, sustainable programme
(with, say, a 20 year time horizon) consisting of a partnership between government and local,
participatory institutions,with external assistance only during the first five years.

Therefore, is u e s of 6trancsverr®d ior DB dwwhpl not ari s
arrangements will have been planned and implemented from the very beginning and technical
assistance will be phased out gradually. This principle has important practical iropscahich

will be dealt with in subsequent chapters.
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3. STRENGTHENING PLANNING IN BWDB

From the experience of pr eviojects$hat pre degignedtirean i t has

an engineering perspective contribute little to achieving broaderlajguent objectives. A
multi-disciplinary planning approach enhances the relevance of péjectsimwlvement of
stakeholders in planning is a precondition for a successful pfject.

Taking this into account and bearing in mind tHeSWAM programme objective of
6strengthening wat er thenfaloneng appreacht hasi beentlaidtouttta on s 6
develop and then disseminat¢éhe specifi¢ participatory, multidisciplinary planningpproach

which is now required.

3.1. Establishment of IPSWAM Planmj Team in DAII

In IPSWAM, the programme technical assistaiscaimed asupportingprogrammeactivities and
simultaneously focusing on capacity buildingvhich will mainstream the principles of
participatory water managementthe BWDRB This is, by is nature a transitory process with an
appropriate exit strategy -ouilt, so that BWDB take over responsibility during the
implementation period. The strategic objective of IPSWAM is to actifidlg the BWDB at

central and field levels with minimum sogrt from the projectin this way theycaneffectively

internalize the new approach and methods of participatory planning for sustainable water
management . BWDB&ds zones will play the pivotal
O&M circles and @M divisions will implement them and remain responsible for management
transfer/joint management and grammesustainability.

Bearing in mind the limitations of previous planning activities in the BWDB, duringni
phasethe Early Implementation Bject (EIP)establislked a dedicatedplanning cell in 19950
improve its approach tprojectmanagementAfter learning from the experience of the Systems
Rehabilitation Project (SRP) a RlEing Team was formulated ithe Third Directorate of
Planning DP-111)® and approvedy the BWDB Board in July 1996From the beginninghe
designatedPlanning Team membefasrmed thecore of the team but other experts and individuals
from BWDB design and field offices werdsoto be actively involved in its workl'he Ranning
Teammakes extensive use of thgpertiseand experiencef DP-1Il and holds regular structured
discussiongo shae views andobtainfeedbackthroughoutthe planning process. ThedaRning
Team was constituted as follows:

Executive Engineer Agronomist
Environmental Engineer Fishery Expert
Civil Engineer Economist
Hydraulic Engineer Sociologist

Computer Engineer

The Planning Teanplayed an important supporting role in the formulatiohlREWAM and also
continued planning activities, carryingtaihe Water Management Planning Exercise for Polder
43/2A andthe Operation andMaintenance studies forollers 22 and 43/2EMuch of the
experience gained by former members of the Planning Team is now being put to use elsewhere in
the BWDB, since staff hae been promoted or transferred.

" Report of he Committee for the Reformulation of the IPSWAM Programme, Dhaka January 2001,
revised May 2002.
® Then DRIV

Xii



With the start ofPSWAM in November 200&he Planning Team in Dhakia functioning well’®
Of the ten new staff who joined the Planning Team since November 2003 (including TA staff),
three (30%) are womeRlanning teamare also being established in the South CentralSauth
West Zones under the respecti@bief Enginees (see below)lt is expected that certain steps
may be taken to improve the staffing and effectivenesautifdisciplinary Planning Team

1 BWDB may beenabled taecruit new graduaterofessionals in thdisciplines required

1 Engineers and other professionalay be posted fort éeastthreeyears

1 Ad-hoc staffingarrangements may be avoided.

The Planning Teatrmembers are beifgrmed and trainetb beresponsible foall aspects of

project formulation and planninghrough their direct involvement in actuaVater

Management Planningxercises as well as their implementation and followTine. roles and

responsibilitesof Planning Team members clroady be specified as follows:

9 The Director, DRII provides overall guidance and-codination.

1 The Executive Engineer isesponsible for organizing the Planning Teand is
regonsible for final output

1 The Agronomist provides basic information on land &hifities, existing and potential
land use and their relation to water management.

1 The Environmental Enginedés responsible for theollecion of data for evaluatinghe
environmental impacts of proposed developments/interventions.

1 The Hydraulic Engineeand Civil Engineer véfly catchment aresa investigate water
management potentials and problems @exklop preliminary desigoptiors.

9 The Computer Engineés responsible for thprovision anddevelopmenbf planning and
monitoring instruments and softvea and for thénstallation and operation efjuipment

9 The Economistis responsible for theollecion and analysis oflata required for the
calculation ofeconomic viability.

1 The Sociologistis responsible for investigatinigcal initiatives with a focu®n water
management as well dscal saial structure, power structure, land ownership, lease
arrangements and sharecropping. Tarsns the basis for identifyingnd umlerstanding
the problems angotentialsolutions in water management

Technical Assitance(TA) has been provided under IPSWAMith special inputsluring 2004)

to assist in the development of the Planning Teamur€i§.1 showshe composition of both the
BWDB staff and theTA staff’. The BWDB staff report directly to the Director DIP; the TA

staff report to the Team Leader, and through him to the Direttoe TA Team Leadeis
responsible for ssising the Director, DRIl in implementing the IPSWAM programme and
superviing the donor progress and financial monitoririg. particular te is developng and
introdudng the concept and approach of participatory, radiktiplinary and gendegensitive
planning,facilitating the transfeof knowledge from DRIl to other planning directorates, other
offices of the BWDB and to other organisais, andstimulaing collaboration between BWDB
and other agencies, both at central and regional/local levels inimdgaand implementation and

in operation and maintenanasll staff are determined to establish a fully integrated team where
ideas andrisights are freely shared, and have currently formed working groups in: planning,
community organization, institutions and monitoring/quality control to facilitate this process.

Figure 3.1: Organisational chart of the IPSWAM Planning Team inlDP

° Currently there is no provision for a Fisheries Expert and the posts of Sociologist and Environmental
Engineer will be filled shortly.
%n the Project Document Organisation Chart three TA staff are shown as-€ariomists, and later
specified as Socieconomist (Sociologist), Soceconomist (Institutional Specialist), So@oonomist
(Gender Expert). Here they have been shown simply asol8gist, Institutional Specialist, Gender
Expert.
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3.2. Establishment of Planning Cells in BWDB Southern and South Western Zones

To provide an effective decentralised planning capability, zonal planning teams are being
established in Khulna and Barisal, each legladdy an Executive Engineer. Deputy Chief
Xiv



Extension Officers based in Jessore and Barisal will join these teams (in place of the Assistant
Chief, Agriculture originally envisaged) as well as local ®asional Engineers, and there is

also provision for a Economist to join each team. Extension Overseers and support staff will also
be deployed.Technical Assistance staff (two so&oonomists and a trainer, as well as
community organizers) are working with each zonal team; the organization of each tedsn and
office arrangements will be formalized during 2004 (see section 3.3 below).

The roles and responsibilities of the zonal planning team can broadlyeoified asupportive to
the core Planning Team under P They will be under the administragvcontrol of the Zonal
Chief Engineersandthe technical controbf the Director DHIIl. The TA staff will report to the
Team Leader, IPSWAM, and through him to the DirectorIDPThe BWDB (peration and
MaintenanceDivision staff along with the Zonal Rlaing Team will be involved in conducting
information/motivation campaignamong the local stakeholders of the-pedected sulproject
concerning thelPSWAM approach In this drive, awareness building, site visiemd the
preparation of inventaes of stakeholders interestl intaking over management responsibilities
will take place. At this stage Zonal Planning Team must have director contact witbnterned
LGls. All field investigations andata collectionaccording to the approaches developedhiey t
core Planning Teanwill be the responsibility of the zonal planning team. Another major task of
the zonal planning team will be the formatiordrganization of WMOs and capacity building.

In this contextthe office of the Chief\Water Management BB must be involved for effective
mobilization of stakeholders with all the participatory spirit of IPSWAM. Zonal Planning $eam
will also support the BWDB f@eration and Maintenand&visions in conducting trial operatien
after repair and rehabilitationasks are complete.

3.3. Institutional Analysis

It is recognized r om BWDB&s experience and achievements
t

6hardd engineering skills with O6softdo skildl
most effective. It isn this context that he BWDB i s O6evolving into a
service delivery organizat iforcuéliThiginfiésam requi

adjustment in working practices and staffing arrangements made necessaryngltrarient of
water users in planning, operation and maintenaritealso implies a strengthening of
relationships betweeregional BWDB offices andthe offices of other Ministriesas well as a
changingrole for the BWDB headquarters vi&vis the regional and field fi€es, in the context
of increased decentralisation.

3.3.1Emerging Policy

Since its creation in 195¢he BWDB has beerpredominantly an institution of civil engineers
(andsomeagmonomists) It was basically a constructiariented organization angdasdesigred
accordingly. With completion of more than 500 projects there is a meechang the
organization froma construction oriemtion to a focus oroperation and managemerih
Bangladeshthe water sctor as a whole is now in a process of change in oaleneet the
requirements othe NWPo and the forthcoming National Water Management FNNMP),
which reflect thelong term vision of the Governmeanhd have major implications fduture
shape and functions of the BWDB

These implicationsentre around ter basic concepts. Firstly the BWDB must rejuvenate itself to
perform new and challenging tasks that will be required of it in the new millennium. Secondly, it
must not operate in those areas that need to be decentralized in the interest of efficiency and

" Report of the Committee for the Reformulation of the IPSWAM Programme.
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sustainability. Ovettime, the BWDB would emerge as a highly professiamaer management
institution dealing with only &rge-scaleissuesjeaving the ownership and management of small
scale projects to local bodies and other beneficiary groups. TheoNWdde the following
concrete stipulations in the draftiagd enactment of the new BWDR: 2000.

1 Emphass onthe separation of policy functions fraimose of operation and management
to bring about greatexccountability and transparency.

1 Confirement of BWDB & s pl anni ngirefiana candi local lewsldy s u b
designating the Water Resources Planning Organization (WARPQO) as the exclusive
agency for macrbevel water resources planning.

1 Making BWDB responsible for execution of projects above 1000 reing the
development of smaBcale projects to the local bodies

1 Proposinghemanagement transfer of small and medium scale projects to beneficiaries
1 Emphasizing the involvement of stakeholders at all stages of the project scheme cycle.
This is refleded in the institutional framework defined by tR&/Pa
Organisation Key responsibilities
Ministry of Water Resources| Overall policy formulation, includingnstitutional reform
NWRC Co-ordination of all water resources management activities
WARPO Macro-level water resourcplanningcoordination.
BWDB Plannindimplementation of schemes of more than 1000 ha
developnent/transfer of opation and maintenance
LGED Planning, implementation of schemes of less than 1000 ha.
User groups Operation and matanance of schemes

The policy further specifies the ownership and management of water sector projects

Activity Less than 1000 ha 10001 5000 ha More than 5000 ha
Construction | LGED BWDB BWDB
Ownership | Local Government BWDB BWDB

Management | Community Oganisation| Community Organisatiot Jointly by:BWDB/LGI/
Community Organisatiof

3.3.2Change Process in BWDB

BWDB is now undergoing a process change.Various reform initiatives have already been
undertaken.During theinception periodconsiderationhas beengiven to the variousreform
initiatives already undertakernand to the outcome of therecent study on nititutional
developmentarried outby BWDB and WARPQ as follows:

1 New BWDB Act, in line withNWPo, enacted in 2000.

1 BWDB Reorganization: In parallel ith the legal reform, a BWDB Rerganization Plan
prepared in 1998 now being implemented. This reducing overall staffing levels and
developng a skill mix by creating permanent positions for mdisciplinary
professionals.

I n | ine wi tflturetforus on BiaipaBed water resourc@anagement, project
implementation andperation/maintenandanctions have now been merged

1 Management transfer of schem#ss is being madeperationalusing theGuidelines for
Participatory Water Managemer{GGPWM).
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1 Improvement of Administrative and Financial Procedures: tNéDB has recently
reviewed a number of instruments for decision making and operation and has issued
revised and updated versiofs.

1 Training arangemerg In addition a twinming Arrangenent between the Government of
Bangladesh and the Netherlands Ministry of TranspBublic Works and Water
Management was signed in 200Cfffective upto 2005 with the objective of further
strengthening and structuring theb-operation in the field ofristitutioral development
for integrated water resourcesnagement.

9 Task Force: To assist the transformation processili-disciplinaryBWDB task brce
has been constitutedorganged into six working groups, one each foaspectof the
BWDB Act 2000™ This has been done thithe assistance of the Dut@ounterparts
(Twinning Mission) and aAction Plan for making improvements in these aifes been
prepard.

9 Other Studies: th&rogramme Development OffigDO) of Integrated Coastal Zone
Management ICZM) has conductedn Institution Review of selected Ministries and
Agencie$®. Under the project preparation study tbe proposed Water Management
Improvement Project(WMIP) a study has also been conducted for identifying
institutional developmerdctivities forBWDB and WARPO which will be supportdzy
the project.

3.3.3Institutional AnalysisStudy

IPSWAM is essentially an institutional development programme that aims to assist the BWDB in
implementing the principles defined in the National Water Policy arntidr specified in other
documents such athe new BWDB Act, 2000, and Guidelines for Participatory Water
Management (GPWM). On the basis of these documeamis in order to achieve loagrm,
sustainable, water amagementduring 2004IPSWAM will conductan institutional analysigs

an essentiapreparationfor a revision of the BWDB sole in the water sector as well gsits
relatiors with Local Government Institutions, Ministries and Water Management Organisation

In conducting the institutional afysis, the present positionof BWB6 s ref orm pr ogr ammi
of twinning arangementsand previous studiesvill be reviewed in depth. Thsetudy tean will
undertale theassignment as already outlin€dyith some adjustment and prioritization.

Step1: Analysis from Existing Dcuments.
1 Analysis of the envisaged role of the vadatakeholders in the Watee@or at local,
regional and central levels (Local Government Institutions, Water Management
OrganizationsLine Ministries and the BWDB).

Step 2: Feld Assessment of Current Capabilities. (Setrtland South WestnZones)
1 Assesment ofthe capacities dhe various stakeholdgto assume their responsibilities.
1 Analyss of existing co-ordination mechanisms at local and regional lev@léth
proposeé measures to strengthen their ralenecessary).

2 These arelnternal Work Procedure, Delegation of Administrative and Financial Power, Modernization
of BWDB6s Ac c o u ialt Systegn, Reguldtienfor @adletton of Service largesfrom
Irrigation Employees (part).
13 Formation of BWDB Five Year Plarsystem improvement of procurement and financial management
human resources developmesérvices and revenuand operation ah maintenance (includg making
operationathe GPWM).
“PDOICZM Paper no. 8, Nov 2001
!5 Report of the Committee for the Reformulation of the IPSWAM Programme.
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1 Investigation of current institutional arrangements for the design/fabrication/installation
of gates and other mechanisms on sluices and formulation of proposals for improvement.

Step 3: Preparation of Ryosed Measures for InstitutiahChange (W Zones)

1 Analysis ofthe consequences af newdistribution of responsibilities for the BWDB
offices at local and regional levels.

1 Preparation of a posalfor an organizational structure and staffing pattern tfee
BWDB at local and regional levels in the two zones whbeelPSWAM programme is
involved.

1 Identification of the action to be undertaken by the management of the BWDB to
restructure the BWDB offies at local and regional levels.

91 Identification ofthe necessary action to be undertaken by IPSWAM to strengthen the
BWDB offices at local and regional levels in sieéwo zones

Step 4: Additional Investigations
1 Investigation of current best practice andpmsls formechanismso transfer ownership
of water management schemes of less than 1000 ha to the parties indicated in the NWPo
1 Investigation of current best practice andgosls for mechanismsgo transfer or shar
water management responsibilitigsr schemes above 1000 ha to/with the parties
indicated in the NWPo.
9  Definition of a provisional regulatory framework ftre registration of WM@

During the study the team will consult a wide range of water sector stakeholders within and
outside the BWDB. Forming an interageneference groupgpeifically for the purpose of the
study will ensure the necessary balance of inputs. The team will make it a point to inform and
consult the newly created BWDB Governing Council.

Organizing a large scale event following the pattern of the 1997 Nationalert@ace on
Participatory Water Managememiy ke a way to bring thessue to the public domain. The study
team will, however, also have to create a platform within the BWDB for proposed changes.
Methods for lnilding a support base forthe ¢t d y 6 s datonsowill inelude:
1  Workshops, focus group discussions, and surveys to solicit inputs from policy makers,
unions, stafitnd noABWDB stakeholders.
1 Interim position papers on specific subjects with feedback to be secured in workshops
with limited particpation.

The present policy framework leaves a number of issues regatdindecentralization of water
management open, especially:
1 The respective mandates of WMQ@s$Is and the BWDB fooperation and maintenance
tasks
1 The modalitiesmobilizing resoures for covering operation and maintenance costs.

However, befordét can embark on this task thieudyte a mé s f i r st task wil!l be t
position paper on the mechanics of the decentralized water ¢8ttpr 1) The position paper
will :
1 Identify water resources management tasks and indicate how these can be distributed to
the lowest possible organizational level
1 Specify corresponding mandates and responsibilities
1 Explore options for resource mobilization.

Once this basic framework hasdpeestablished, work on tliemaining part of thénsttutional
Analysis Study will follow immediatelyThe study will indicate conditions and a time path
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according to whib responsibilitiescan be transferred t&WMOs; it will also define which
changes Wi have to be made in the current regulatory framework to facilitate the transfer of
management responsibilities

The Institutional Analysis Study will refer to other sector policies, e.g., the National Agricultural
Policy (1999) and the Coastal Zone Mgement Planto the extent thathese are relevant for
water sector management reform. Special attention will be given to investigating the actual and
potential role played by the Cooperativeepartment in registering, monitoring and auditing
cooperative WIOs also in relation to their potential for supporting complementary savings and
micro-credit activitieswhich can enhanadieir effectiveness

3.4. Development of Approaches

In strengthening overall planning, two main approaches will be followed: firstcegs of local
level institutional development will be instituted; at the same time a -disltiplinary,
participatory, approach to planning will be developed. These are outlined below.

3.4.1Local Level InstitutionaDevelopment

A number of relevarnibcal level institutionsarecurrently involved in water management

1 BWDB, working through its Division and Subivision offices, as well as staff of the
Water Management Directorate.

1 The Department of Agricultural Extension (DAE), which has a network of extensio
officers (Block Supervisors), who train farmers in water use, as well as in other
agricultural practices.

9 Local Government Institutions (LGIs) such as Union Parishads (UPs) and Upazila
Parishads (UZPs), which lease out and control various water bodies.

1 Existing Water Management Organizations (WMOSs), which have been formed at various
times in the past, and which have varying degrees of activity at the present time.

However, the roles of these local institutions in water management still tend to beamfioim
various reasons. Over the years, both government officials and community members have learned
to expect that the decisions about addressing water management problems will be made by the
centre. An important part of the purpose of the IPSWAM Prodsata find ways of changing

these expectations and assumptions.

A number of activities have to be carried out to achieve a sustainable, effective local water management
framework:
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1 Effective Water Management Organizations (WMOs) have to cbeated and
strengthened, and their water management capacities have to be enhanced.

1 The capacities of local offices of the BWDB and other local level institutions need to be
developed, so they can effectively support participatory water management

1 Women stakeholders need to be empowered and their capacities enhanced, to enable
them to participate in local institutions in ways which address their needs and interests.

9 Appropriate polices for lorterm, sustainable operation need to be developed jointly by
the different local institutions.

A careful study of previous experiences has identdi@dimber okey issuesClear programme
objectives and a clear definition of the participants are esseitialarly, initiativeswhich lack
appropriate participatin of local shkeholders are not sustainable.

Neglecting existing, often informal, grousdetrimental to succesénd there is a heed to move
away from the previous tendenef/favouring high technology solutions, which are usually under
centralised dection

If solutions to water management problems are to be successfully maintained by community
members, those community members must be able to partioipaliestages of project planning

and implementation. In order for that to be possible, locgtititions must be developed and
empowered.Local level institutions often have more practical wisdom than is generally
recognized by officials and their proposed solutions are worth consiaeniefylly, because they

tend to be lower in cost and easi@ntaintain tharigh technology infrastructure

There areserious concerns about the excessive costs and bureaucratic delays which often arise
when cooperatives try to become registered. There are advantages to registration in terms of
transferring locatesources to the WMOs. However, there are also disadvantages in terms of the
time and money required and frequently perceived lack of benefits

Water management activities are often hampdrgdlack of coordination among ifrict,
Upazila and Uion levelinstitutions For example, the ADC Revenue, Upazila Nirbahi Officer
(UNO) and UP Chairman each have authority for leasing out different sizes of water bodies.
Officially, they are not required to consult each other before making these decisions, byt if th
do not, this can causeerious complications for water management in the poldEnis
demonstrates the need foonamunity members, government and technical experta/ork
together an@chieve successful means of communication

Women and men benefit fibrently from water management, so they mhbeth be able to
influence decisionmaking within water manageent organizationdt must not be assumed that
leaders of communities, WMOs or even the male heads of families will fairly distribute the
benefits é water management, unless there &aclaccountability at all times

Exercising too much pressure on WMOs and handing over responsibilities prematurely can be
counterproductive, so appropriate and timely capacity enhancement is important.

Practical, natral meeting facilities are needed for stakeholder meetings. It is best if such facilities
are created wi tdontrindiony, in srdearotdcreatd obligatian®dto a few elite
people.

WMOs should be enabled to operate Income Generatiniyithes (IGAs), in order to have
additionalsources of incom#or their members
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Several gerall guiding principleshave been established as follows.

All members of theeentraland zonal Planning Teams need to develop a common vision through
shared devepment and #ining, so that they can work together moéfieetively. At present,

there is still a need to develop horizontal transparency between BWDB and other agencies
operating at the local level.

Participation of the stakeholders in the developnmaoicess to ensure that their needs are
adequately addressed,s a prerequi site in order toefoster
and to make its benefits sustainaflkis will have the following benefits:

T
T
)l

Community participation in the planning pess will mean thakocal preferences and
priorities will guide the choice of interventions.

Participation in the design stage will ena@ngineers to benefit fromo ¢ a | stakehol
extensive knowledge of local conditions and traditional practices.

Participation in implementation will enable poor people to have access to employment
berefits generated by the project, and will produce increased assurance of high quality
work, because of accountability to stakeholders who live on site.

Participation inopeation and maintenance can result in a reductiofiavernment
financial costeandmore costffective maintenance

Participationat all stageswill foster a sense of ownership, which igvajor factor in
ensuringsustainability

The IPSWAM approach to ¢al level institutional development follows the framework outlined

in the GPWMand alegal and regulatory framewofkr WMOs will be established jointly with

local communities using the successful experience of other projects (e.g KIDRP, CDSP etc.)
Womerd s r i pgrhictpate egually in decision making is clearly recognized as is their right to
gain appropriate amounts of the employment genelatedater management activities.

In drainage and flood control schemes, rights to participatenatlibe diectly linked to land
ownership, becaussl residents have a stake in effective water management.

A good working relationship willbe establishedoetween BWDB and the Cooperative
Department, possibly through a memorandum of understandangelarify methals of
collaboration.

A five stage atline methodologyhas been established.

Stage 1: The experiences of previous atwhtinuingwater resources management projeeave

beenreviewed in detail, with lessons learned from thergiths ad the weaknessed
their approaches.

Stage 2: Initial meetingsare beingheld with BWDB local officials and relevant LGIs, to learn

from their past experiences and agree on how they can appropriately be involved in
participatory water management.

Stage 3: Through partipatory exercisedpcal staff ofBWDB, LGIs and WMOs as they are

formed, will be enabled to identify and prioritize local water management problems,
explore possible solutions, and agree on basic plans of action.
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Stage 4: Appropriate training will bgrovided to BWDBstaff, LGIs and community nmabers to
enable them to suppoandwork with effective WMG.'® Awareness raising meetings
and training will be provided to train BWDBtaff, LGIs and other stakeholders to
encouragavomen to participatactivelyin their meetings and other activitidsxisting
policies in gender, environment and water management and their implications for local
people will be clearly explained.

Stage 5: Agreement will be reached among WMOs, BWDB and Local Government Irnstisuti
(LGIs) at the Union, Upazila andidirict levels regarding their distribution of
responsibilities, plans for working together and the appropriate means of
communication among these stakeholdaidritten ayreemerg will be drawn up
regarding the rightand responsibilities of all stakeholders in the implementation and
monitoring of the agreed water management processes and actions.

Finally, with the experiences of previous water management pr@sasdackground, the lessons

learned during th@haseof IPSWAM activity will be reviewed in a concept papéris paper

will facilitate preparation of future plans and training modules, asasedlervings a resource to

enabl e other programs and organizations to begi
concept paper will take into consideration the general (social and resources) environment in
Bangladesh, as well as the constraints ofditganizations involved, and will be used as a basis

for the dissemination of approaches within BWDB discussed tioget.6.

3.4.2Multi-disciplinary Participatory Planning

Suitable starting points for considering water resource management planning are is the provisions
of the NWPo and GPWM, which are clearly mudisciplinary and participatory in nature.
Building on exsting experience, the approach includes giving special attention to the poverty
alleviation objective of water manageméhtp a comprehensive environmental assessment of the
existing water management situation and to the involvement of women and-tahndoowning
categories of the population (landless farmers, fishermen) in assessment, identification, planning,
implementation, operation and maintenance.

| PSWAMO s approach embodies environment al aspec
sensitive manneit also makes use of thesults of existing analyses and studies already carried

out by BWDB for Polders 22, 43/2A and 43/2E. The adaptation of this approach for glannin
subprojects is described irestion 43, below Theapproach includes the followirfgr all new

subprojects (polders).

- The povision ofzoning strategies based upon ecosystem features and land usexy(exist
and future) for each polder, through thstablishment of a comprehensive, mapped
information baseda facilitate consensus farstablishment of a strategic zoning system
This will safeguardthe structure and functioning of the polder ecosystem, sustain
multiple uses, andbe used for sharinknowledge for participaty planning and
implementation. Specifically hydrological unitswill be identified and institutional
arrangements established for their management.

- The preparation of Environmental Impact Assessmehig\sj and Social Impact
Assessments S|As) incorporating feasibility studiesas well as Bvironmental
ManagemenPlans (EMPs) which rarmonseecosystem features and land uses (existing

% For more detail on WMO institutional development see Chapter 4.

7 Although poverty alleviatin is not specified in the IPSWAM programme objectives, it is nevertheless an

important overall policy objectives of GoB and therefore deserves inclusion here (see sections 2.5 and 4.6).
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and future}to achievesustainability The peparation of guidelines, manuals and training
material for participatory planning based upon experience in the Polders/22, &8
43/2E for adaptation and replication of EIA and EMP for six other polders in particular
and for all polders in general

- The povision oftraining directed at capacity building in relevant institutiansluding
BWDB and WMOs aimed at adequate sharing of rasgibility and resources
(decentralization of power) to enable implementation of EMPs at the polder level

- The facilitaion of poverty reductionthroughincreased land and water productiyiég a
parallel outome of environmental management; alsmgsrt for the organization of
landless and marginalizgople tesafeguardheir benefitdrom this process.

Early marriage is a general feature of the Bangladeshi rural population. In theogedi polders

the average ages arewomen: 15 years; men: 3@ars. The youthful population could benefit

from early introduction to aspects of environmental management of which water is the
foundation. The moton of the participation of teachers and the schgoing population in

activities linked to environmeéal managementould assist the youths in understanding the
integrated natwure of 6wat er Thus,streuymwion of theey woul d
participation of teachers and the schgoing population in activities linketo environmental

managemen

Numerousevaluation report& conclude that participation is key to sustainable management of
water resources. Additionallthere isac onsensus for a shift from O6wa
pl anningbé, to Oi nt egr iadrpodatingnaultipte ruses amd fonations efs p | ann
water, ancharmonization and integration within a wider regional contltdre specific lessons

that emerged includée need to
9 Safeguard existing increases in agricultural productivity
1 Reverse the income inequalitiestteEemmed fronprevious interventions.

1 Improve the quality of engineering interventions by seming local participation in
plaming, operation and maintenance.

Enhance irrigation potential.

Minimize conflict among multiple uses of resources by ragsing eology and

environment.

1 Provide bargaining power (group political power) to disadvantaged and vulnerable
members of the local population.

9 Strengthen the cascade of institutions from the national level to WMGs to translate the
NWPo and associatagliidelinesinto action.

i Establish mechanisms for dissemination of knowledge gatoedll participants in
integrated water resources managemantprder to influence policy and to facilitate
institutional ownership.

1 Divide responsibilities among the various levalsd agencies, redefine mandates and
authority and promote mutual accountability.

=a =

These are all being taken into account in preparing the planpgach.

Legitimacywill be incorporated in the planning approach by includingaeliewing attributes

18 For example, those &P, SRP, CPP, DDP and KJDRP
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Development opportunityensure that optimal use is made of opportunities availaldadisite

to contribute to economic growth and human wellbeing (agriculture, fishery;f@gsiry,
irrigation infrastructure, etc.).

Externalities: anticipate and prent adverse economic and environmental side effects of
development activity by ensuring that all costs are borne by the implementation and operation
process and that they are not imposed upon members of society who do not directly benefit
(pollution by ago-chemicals, depletion of fishery etc.).

Equity: provide a fare share of economic benefit to the poorest and most vulnerable members of
the polder community.

The only approach, which enables legitimacy to be provided to a plan, isdmsalplinary
patticipatory planning. In this approach an opportunity is proviokethe relationship between
government agencies and WMOs fopem and equal access to technical information and
knowledge, andor representatives from one discipline to question propositions others.To
support high quality and effectiveparticipation, special attentioshall be given to the
establishmenof a uniform information base thatam be accessed at all levels of planniriggm

the cental government agency to the WMO.

The threePlanning Studieslone by DP lIl providevaluable information for the three Polders
43/2A; 43/2E and 22For active use iparticipatory planningit may be made accessible to all

the participants through presentation in mayiapped information is the tgpthat is most useful

and understandable from an ecological as well as a developmental (land use) standpoint. This
information is highly amenable to discussion and analysis with populations familiar with the local
terrain. These populations generally operan the basis of mental maps on which actual
experience is superimposed from memory. With appropriate training the gap between mental
maps and graphic mapsiwbe bridged. The spatial dimensiwiill be enriched by analysis of
changeswhich have been exgrienced over timethroughfacilitated discussion. The training
component of IPSWAM shagjive particular attention to maps and their relevance to planning.

Initially, polders 22, 43/2A and 43/2E constitute the ecological and economic planning units.
Planning shall give @ansideration taheir physical, biological, socieconomic and environmental
aspects. These are given in appropriate detail in the guidelines¥onmental assessment
(under preparatign Planning for the polders shall be subsumethiwithe greaterhydrological

units of which they are partherebygiving consideration téhe interrelationship with upstream
activity and downstream impact¥he boundaries and parametefsthe regional hydrological

units shall be established in coftation with the relevant institutional partneraespecially
WARPO. The regional hydrological units shall include clusters of interrelated and interacting
polders. Planning for the units (polders) will provide adequate consideration to related policies
anddecisions. This will be achieved through the Chief Planning, BWDB who is in a position to
facilitate entry to the regional context. The formalization of regional integration will be achieved
by way of the District Coordinating Committee of which the I®AWDB Executive Engineer is

a member. In this manner the regional/cross sectoral issues such as health, transportation,
fisheries, private sector development, agriculture and transportation shall be integrated with
| PSWAMOGs primary f atermanagementparti ci patory w

Planning in the polders shall be most meaningful if the land units are defined on the basis of
catchments. Participating resource users are generally sensitive to the factors that influence the
hydrology of the catchments within whichely live. Their economic interests, for instance in
regard to agriculture and fishemrelinked to the levels (quantity) and quality of water received.
Their interest in participation in water managemerdlsoproportionate to the manner in which
the land units capture such experience. The meaning and content of transfer of management
responsibility for assets from the BWDB to the appropriate ®¢idhall therefordake this into
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