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SUMMARY

IPSWAM (IntegratedPlanning for Sustainable Water Management) has as its major objective
to strengthen the capacity of water sector organisations so that they are able to assume their
roles as specified in the NWPo and GPWM.

As part of its activities IPSWAM has carried toan institutional analysis study. The
objectives of the study were to:

1 Make an institutional analysis as an essential preparation for a through revision of the
BWDB6s role in the Water Sector as wel/l
Institutions(LGIs), Line Ministries and WMOs.

1 Propose an organisational structure and staffing pattern for the BWDB at local and
regional levels in the two zones where the IPSWAM programme intervenes, including
identification of actions to be undertaken by the BWDBagement.

The most important documents, which provide the present policy framework in relation to
water resources management are the National Water Policy (NWPo) and the Guidelines for
Participatory Water Management (GPWM). In tational Water Policy (W/Po), which was

formulated in 1999 the Government cdigjladesh expresses its intention to take all necessary
means and measures to manage the water resources of the countcprmprahensive,
integrated and equitable manndrhe Guidelines, which weregpared in 2001, are a follow

up of the Guidelines for Peoplebdbs Participat
and were prepared as a consequence of the declaration of the National Water Policy to
accommodate flexibility, integrity and complemaity in participatory water management.

Based on these two documents the National Water Management Plan is being drafted.

The Ministry of Water Resources through the Bangladesh Water Development Board makes
major investments in the water sector. The ity of Local Government and Rural
Development through LGED and the Ministry of Agriculture through BADC also spend a
considerable amount in water related activities and investments. Besides, other water related
ministries have their own investment pragsa Apart from the Ministry of Water Resources,
altogether some 35 Central Government Organisations, affiliated with 9 different ministries
have been identified with functions relevant to the water sector.

The BWDB is the principal agency of the Governinfam managing water resources of the
country, and it was given the mandate of accomplishing the tasks of executing flood control
and drainage (FCD) and flood control, drainage and irrigation (FCDI) projects.

The BWDB is in the process of reform. The mimsportant aspect of the reform program so
far is the enactment of the BWDB Act, 2000.
changing circumstances, its organizational structure and has drafted measures for improved
efficiency by focussing on

1 Operaton and maintenance aspects of the water sector projects.

1 Involvement of the community and local government institutions at all stages of the

project cycle.

The Act provides for the transformation of BWDB to its redefined role by transferring
implementatio and management of small water schemes to beneficiary groups.



A Reorganization Plan has been prepared which the Ministry of Water Resources approved in
September 1998; its implementation has commenced. The main focus ofotigamesation
proposal is alownsizing of the staff and as a consequence the total staff is reduced from
18,657 to 8,860 persons. The main change in personnel is that support staff such as gate
operators, guards, survey khalashis, chainmen, sweepers etc. will work under contithct or w
be arranged through the private sector. However, this did not take place so far, as it was
expected that it would reduce the performance of the organisation.

The BWDB is organised on functional lines. Thus the operations of the Board are divided into
four broad areas. These are administration, finance, operation and maintenance and planning.

The key participants in water management at local, regional, and central level are:
1 Water Management Agency (here BWDB).
1 Other government agencies or departmddepending on the water management
system).
9 Local Government Institutions
0 Union Parishad
o Upazila Parishad (Thana)
o Zila Parishad (District)
1 Development Cardinating Committee at Thana (Upazila) and District (Zila) level.
71 Local stakeholders through WMOs.

The implementation of the principles defined in the NWPo and further specified in other
documents such as the BWDB Act 2000 and Guidelines for Participatory Water Management
(GPWM) requires the BWDB to take up new responsibilities. The change in poliah whi
effect implies a shift in the functioning of the BWDB from a construction oriented agency to a
water management development agency, means that the following aspects have to be
addressed:

1 Need for the institutionalisation of participatory water resesrmanagement in the
BWDB.
Need to ensure integrated management.
Need for the establishment of mutlisciplinary planning teams.
Need to address social organisation and capacity building of local institutions.
Need for decentralisation of planning andhauity.
Need to redefine and reorient the role of BWDB towards advisory functions.
Need to address gender and gender related issues.
Need to introduce and decentralise (participatory) monitoring and evaluation.
Need to address training and human resoor@eagement in the BWDB.
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In IPSWAM the central planning team has been placed in the BWDB under the Directorate of
Planning (DP IllI) with the aim of supporting its planning capacity. This would be achieved
through the placement of an Executive Engineer, yar&llic Engineer (SDE), a Civil
Engineer (SDE), an Environmentalist, a Sociologist, an Economist, an Agronomist and a
Computer Specialist, supported by TA staff. At present all these positions, with the exception
of the sociologist (who is on study leawat filled.

IPSWAM is also mandated to strengthen the planning capacity at regional and local level and
implement some of the plans in line with the NWPo and GPWM, through the establishment of
Water Management Organisations. For this purpose zonal iptarteams have been



established, which would, as proposed in the project document consist of an XEN, an SDE, a
Deputy Chief Economics, an Assistant Chief Agriculture, and one or more Extension
Overseers; all from the BWDB, supported by two Semionomists a Trainer and -2
Community Organisers from the technical assistance. In the Inception Report it was
mentioned that the Deputy Chief Extension Officer would replace the originally envisaged
post of Assistant Chief Agriculture (for lack of an ACA in thesigd).

Based on the assessment of the institutional set up the following recommendations are made
in relation to IPSWAM.

1 The Deputy Chief Extension Officers, based in Jessore and Barisal respectively, who
have taken the place of the originally foreseasigtant Chief Agriculture in the zonal
planning teams are not full time available for IPSWAM activities, which may affect
the work of the planning teams. It is, therefore, strongly recommended that the
DCEOs become full time involved in project activitiewhich would also benefit
cooperation with the divisional XEN O&M, as the latter would be more aware of their
activities.

1 Since the DCEO are mainly involved in community development, the role and
importance given to agriculture in the planning proceayg be less than required; this
should be reviewed and adjustments made if and when required.

1 The number of staff required for the position of Extension Overseer/Community
Organiser (male and female) should be higher than foreseen in the project documents.

T IPSWAM could facilitate the drafting of MOU between the BWDB and other
departments, as this would allow closer cooperation of the officials of the relevant
departments.

1 The formation of WMOs as legal entity is important for their future sustainability.
IPSWAM already coordinates with the Committee for the formulation of WMO
registration rules, established in the BWDB and should continue to play a constructive
role in this, based on its experiences.

1 Itis proposed to create an additional BWDB post faining coordinator in the zonal
planning teams so that the training capability can be sustained beyond the project
period.

1 IPSWAM can play and is playing an important role in the organisational change
process of the BWDB through: (i) the establishmenti@honstrations and practical
examples of the new approach and (ii) the use of communication and discussion
regarding the new approach as an instrument to initiate change.

In relation to the BWDB the following is recommended:

1 As both IPSWAM and WMIP sugge that the organisation and management of
community organizations would form an important part of the future work of the
BWDB, the future structure of the group of specialists involved in social mobilisation
within the BWDB needs to be determined. In light of this development it might be
useful to create a specialised unit based on remaining DLWU officers by renaming the



Water Management Directorate (possibly not the most appropriate name, since the
whole BWDB is now, along with some other ministriesl @gencies engaged in water
management) into something |ike ACommuni:t

The staff working at the community level needs to be mobile to continue their
relationship with the WMOs. This means that logistical support for field tsaafto be
provided on a longerm basis.

A better management of water resources would require improved cooperation between
major water sector organisations and related agencies. This assumes that the BWDB
maintains close linkages with other ministriegotigh the Ministry of Water
Resources and horizontal linkages with other line departments at central and field
level.

o0 At the national level, Memorandum of Understanding (MoU) between the
BWDB and the relevant ministries could be drafted that describele and
responsibilities of the involved staff and sets out the coordination mechanisms
of the respective institutes.

o At District and Thana level the Development Coordination Committees could
be used more extensively as the forum for coordination of wassaurces
related activities between BWDB and other line agencies. Alternatively, a
Water Management Coordination Committee could be established at this level,
including the related agencies.

While addressing the gender issues as a consequence ofwilyepnepared gender
equity strategy, the BWDB should place particular attention to the creation of
positions for women at field level. This is a critical issue that needs to be addressed, if
the BWDB wants to institutionalise integrated participatory glagnm the future and
principally relates to the specialised functions in the areas of community organisation
and training and capacity building. As a consequence, the BWDB may also have to
create conditions for female staff deputed at field level thablemahem to indeed

work and live in the field areas, such as suitable residential accommodation and
separate toilet facilities.

The participatory approach requires considerable training and capacity building for the
BWDB staff, LGls and especially foréicreated WMOs. For the BWDB this involves

the decentralisation of training through the creation of separate specialist posts of
training coordinators at zonal level. These positions could form a part of a specialised
training cadre, which has to be esisiivbd under the Training and Staff Development
Department on deputation to the zone. Decentralisation of training to the Zone
requires the decentralisation of financial resources as well.

A participatory Monitoring and Evaluation system needs to be intexd and BWDB
staff should obtain the capacity and skills to facilitate such a monitoring process.

The new participatory and multidisciplinary working arrangement requires a new
approach to working in the BWDB. Thus the BWDB has to engage in efforts to
change attitudes and behaviour, especially stimulating cooperation and a positive
attitude to multidisciplinary team work. The change in the organisational culture and
mode of operation of the BWDB is involving a high level commitment of top
management anactive support of the mid and junior level staff.



1 IPSWAM

1.1 General

IPSWAM (Integrated Planning for Sustainable Water Management) is essentially an
institutional development programme that aims to assist the Bangladesh Water Development
Board (BWDB) n implementing the principles defined in the National Water Policy (NWPo)
and further specified in other documents such as the BWDB Act 2000 and Guidelines for
Participatory Water Management (GPWM). In view of its experimental nature, IPSWAM is a
pathfinde programme, which will try to find a practical way to introduce integrated water
resources management, while taking the constraints imposed by the reality on the ground in
Bangladesh into consideration.

1.2 Objective of IPSWAM

The objective of IPSWAM igo strengthen the capacity of water sector organisations so that
they are able to assume their roles as specified in the NWPo and GPWM. These include:
1 Local level Water Management Organisations (WMOSs)

1 The different offices of the BWDB (headquarter andaggl /local level)
1 Local Government Institutions (to a limited extent)

Specific objectives are:

T To ensure peopleds participation in al/l
implementation, O&M and evaluation).

1 To establish sustainable water managemin selected suprojects with active
participation of peopl e and t o devel op
implementing water management in selectedmalects.

1 To transfer the management responsibilities (fully or partially) from BWDB o th
people (WMOSs).

The IPSWAM programme areas are the South Central and South Western Zones of BWDB.

IPSWAM is realising its objective by:

1 Establishing and developing one central planning team and two Zonal planning teams
capable of planning and implemergiwater management projects in line with NWPo,
BWDB Act, 2000 and GPWM.

1 Developing and disseminating the specific methods and procedures necessary to make
NWPo and GPWM operational.

1 Developing local level water management capability and stimulating ahefér of
O&M responsibilities to WMOs by introducing IPSWAM in nine selected
schemes/subprojects.



1.3 Programme of Activities

The plan of operation and related activities concentrate on two major tasks namely:
Strengthening of Planning in BWDB, whiafciudes:

Establishment of the IPSWAM planning Team

Establishment of the Planning Team in the Southern and -Sdestern
Zone of BWDB

Training of planning staff

Institutional analysis

Development of approaches

Dissemination of IPSWAM results in the BWDB.

Planning and implementation in selected-gubjects, which involves:

Selection of suprojects

Local level institutional development (WMOSs)

Multi-disciplinary, participatory panning in sygvojects.

Plan formulation (rehabilitation and Operation and Maiatee (O&M))
Implementation of physical infrastructure rehabilitation

Transfer of water management responsibilities

Monitoring

1.4 Organisational Structure

IPSWAM is placed in the Directorate of Planning Il {IB. Within DP-III a planning team
has ben formed consisting of BWDB staff, supported by TA staff (see Figure 1).

In order to provide an effective decentralised planning capacity, zonal planning teams have
been formed in the BWDB Southern and South Western Zones at Khulna and Barisal
respectivey under the administrative control of the Zonal Chief Engineer. Each team is

coordinated by an Executive Engineer and further consists of a Deputy Chief Extension
Officer, a Sub Divisional Engineer, a Deputy Chief Economics, an Extension Overseer and

support staff. Technical assistance to each team is provided through tweesociomists, a
trainer and 24 community organisers.

1C



Figure 1 : Organisational Chart of the IPSWAM Planning Team in DP-II

pirector | Team Leader
DP-lII
Hydrology, IPSWAM Technical Assistance
Administrative Research and Water Resources
Branch Database Division Planning Division 1 Executive Engineer 1 Community Organisation Advis

1 Hydraulic Engineer/SDE 1 Training Advisor

1 Civil Engineer SDE 1 Gender and Development Expert

1 Environmentalist 1 Environmental Expert

1 Sociologist 1 Planning Advisor

1 Economist 1 Institutional Specialist

1 Agronomist 1 Training Specialist

1 Computer Specialist 1 Sociologist

Support Staff 1 Engineer Monitoring & Quality Control

1 Gender BExpert
Short-term Specialists
Support Staff
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2. INSTITUTIONAL ANALYSIS STUDY

As part of its activities IPSWAM has carried out an institutional analysis study essantial
preparation for a through revision of the BV
the study were to:

1 Make an institutional analysis as an essential preparation for a through revision of the
BWDBGO6s role in the inMatelations %ithdtdcal Goveansnentve | |
Institutions (LGIs), Line Ministries and WMOs.

1 Propose an organisational structure and staffing pattern for the BWDB at local and
regional levels in the two zones where the IPSWAM programme intervenes, including
idenification of actions to be undertaken by the BWDB management.

1 Propose a mechanism for the transfer/sharing of water management responsibilities.

1 Define a provisional regulatory framework for the registration of WMOs.

The work on the last two points has et been finalised and is therefore not incorporated in
this report. With regard to the registration of WMOs the project has established contacts with
the recently formed Committee for the Formulation of WMO Registration Rules.

2.1 Methodology of the Stud

The following steps were identified in the implementation of this study:
1 Review and analysis of existing documents/literature and present situation, and the
preparation of a position paper on the mechanics of the decentralized water sector:

o Collection d related documents

o Identification of water management tasks and indication of how these can be
distributed to the lowest possible organization level.

o Specification of corresponding mandates and responsibilities.

o Exploration of options for resource mobdimn.

o Collection of i nformation on present
(change process which has already started)

o Analysis of the envisaged role of the various stakeholders in the water sector at
local, regional and central levels (LGls, WMOs, Im@istries and BWDB.)

o Preparation of an interim position paper.

1 Field assessment of current capabilities of BWDB Zonal field offices (Southern and
SouthWestern Zones i.e., IPSWAM Area):
0 Assessment of the capacities of the various stakeholders to askaime t
responsibilities.
0 Analysis of existing cabrdination mechanism at local and regional levels (with
proposed measures to strengthen their role, if necessary).

1 Formulation of the proposed measures for institutional change in the IPSWAM area
(Southern ad South Western Zones):

o Analysis of the consequences of a new distribution of responsibilities for the
BWDB offices at local and regional levels.

o0 Preparation of a proposal for an organisational structure and staffing pattern at
local and regional levels.

o Identification of the action to be undertaken by the BWDB management to
restructure the Zonal and local offices.

12



o Identification of the necessary action to be undertaken by IPSWAM to
strengthen the BWDB offices at local and regional levels in these two.zones

1 Preparation of the Draft Report

1 Workshop on the Report
A workshop in which the results of the study was presented to representatives of the
BWDB and of other organisations and agencies working in the water sector was
organised on 14 December 2004. Treceedings of the workshop can be found in
Annex |. The written comments that were received following the workshop can be
found in Annex II.

1 Finalization of the Report
In this final version of the report the comments that were received with regard to
textual oversights and or factual mistakes that unfortunately appeared in the draft
version of the report (which was widely distributed) have been incorporated.

The analysis has been implemented through desk studies, field visits and discussion meetings
with relevant officials of BWDB and line ministries and local government institutions and
local stake holder, focus group discussions and feed back in small workshops with limited
participants for each activity and finalization of the draft report in a redtlewel workshop.

13



3. WATER RESOURCES DEVELOPMENT IN BANGLADESH

3.1 Introduction

Water resources management in Bangladesh faces immense challenges in order to resolve
diverse problems and issues. The most critical of these are floods in the wet sehton a
scarcity of water in the dry season; the expanding water needs of a growing economy and
population; the supply of safe drinking water and sanitation; arsenic problem; water pollution
and massive river sedimentation and river bank erosion. Furtherthere is a growing need

for maintaining the ecsystems, particularly the fish resources and wetlands. The water
management is increasingly facing challenges of exogenous developments of a global nature,
such as climate change and sea level rise, dsawelf upstream river basin developments in
neighbouring countries. Finally, there is the issue of competitive demand of various water
uses.

Based on the above, the goals and objectives for the development and utilization of water
resources in Bangladesnay, in short, be stated as follows:

Goals:

1 Make efficient use of water resources to optimise the growth of agriculture, including
fisheries, forestry and livestock.

1 Provide navigational facilities for the growth of commerce, industry and
transportation

1 Prevent land, water and environmental degradation.

1 Accommodate land reclamation and accretion.

1 Minimize the adverse effect of flood and drought on rural and urban communities.

Objectives:

1 Irrigation objectives, including major surface water irrigatioml aninor irrigation to
meet agricultural demand.

1 Flood management objectives, including protection of critical urban and rural areas
and control of land erosion from river actions.

1 Energy and power generation objectives, specifying the use of dams andaottnel
structures.

1 Navigation objectives, specifying the use of water for inland navigation.

1 Land reclamation and accretion objectives, specifying the use of reclaimed land.

1 Poverty alleviation objectives.

To fulfil the above goals and objectives thestehile East Pakistan Water and Power
Development Authority (EPWAPDA), an autonomous organisation, was created in 1959
under the East Pakistan Water and Power Development Authority Ordinance of 1959 (EP
order No.1 of 1959). The present Bangladesh Wateeldopment Board was established in
1972 under presidential order no. 59 of 1972, when the former EPWAPDA was split into two
organisations: BWDB dealing with water and PDB dealing with power. BWDB is a body
corporate under the administrative control of Miaistry of Water Resources.

14



3.2 Present Policy Framework

3.2.1 The National Water Policy

The National Water Policy (NWPo) was formulated in 1999. In it the Governmeoit
Bangladesh expresses its intention to take all necessary means and measures tchmanage t
water resources of the country incamprehensive, integrated and equitable maniiée

policy declares its intention of ensuring continued progress towards fulfilling the national
goals ofeconomic development, poverty alleviation, food security, pub&alth and safety,
decent standard of living for the people and protection of the natural environnweith the
following six formative objectives:

1 To address issues related to the harnessing and development of all forms of surface
water and groundwateand management of these resources in an efficient and
equitable manner;

1 To ensure the availability of water to all elements of the society including the poor and
the underprivileged, and to take into account the particular needs of women and
children;

1 To accelerate the development of sustainable public and private water delivery
systems with appropriate legal and financial measures and incentives, including
delineation of water rights and water pricing;

1 To bring institutional changes that will help detralise the management of water
resources and enhance the role of women in water management;

1 To develop a legal and regulatory environment that will help the process of
decentralisation and sound environmental management, and will improve the
investmentlimate for the private sector in water development and management;

1 To develop a state of knowledge and capability that will enable the country to design
future water resources management plans by itself with economic efficiency, gender
equity, social jgtice and environmental awareness to facilitate achievement of the
water management objectives through broad public participation.

The NWPo provides a comprehensive policy framework for dealing with such issues as river
basin planning, water rights andaa&lation, delineation of public and private domains, water
supply and sanitation, preservation of the natural environment and the developmental
concerns of fisheries, navigation and agriculture. The policy also provides guidance on its
economic and finanal management (water pricing), participation by stakeholders,
decentralized management and delivery structures. The policy also formulates views on
regulations, incentives, public investment plans and environmental protection and on the
inter-linkages amog them. Finally, it provides the basic principles for reforming the Water
Resource Planning Organisation (WARPO) and the BWDB.

3.2.2 National Water Management Plan

The National Water Management Plan (NWMP) has been prepared by the Water Resources
Plannirg Organisation (WARPO), another important agency under the Ministry of Water

1t



Resources (MoWR) which is mandated with the task of preparation of the plan. The
Government of Bangladesh has approved the plan. The NWMP has been prepared in a
comprehensive andtegrated manner to meet the broad objective of the NWPo. The NWMP
has accorded priority to such area as institutional development, creation of an enabling
environment, major river development, protection of towns and rural areas, agriculture and
water maagement, natural environment and fisheries and disaster management. It contains a
firm plan for the next five years, an indicative plan for the subsequent five years and a
perspective plan to 2025. Sector agencies like BWDB and other organisations/datsadgm

the government and the local bodies are expected to prepare micro level planning in
conformity with the NWMP and approved government guidelines and implement the plan
accordingly.

3.23 Nati onal Action Pl an for Womends Advan

The National Action Rln f or Womends Advancement sets o
various sectors needed for the implementation of the National Policy for the Advancement of

Wo me n . The | atter pol i cy, published in 1997
social status. @e of its major goals is to establish equality between men and women in all
spheres of national life.

3.2.4 Guidelines for Participatory Water Management

These guidelines, which were prepared in 200
Participation(GPP) in Water Development Projects of 1994. The guidelines were prepared as

a consequence of the declaration of the National Water Policy in 1999 to accommodate
flexibility, integrity and complementarity in participatory water management. Its immediate
objectives are therefore to:

1 Elaborate the provisions incorporated in the NWPo, 1999 in respect of stakeholder
participation/involvement.

1 Make available harmonised guidelines for participatory water management for
application in the field.

1 Increase/ immve stakeholder participation/involvement in water management.
1 Give the local stakeholders a decisive voice at all stages of water management.

1 Raise environmental awareness among the local stakeholders and the implementing
agencies involved with particory water management.

3.2.5 The Draft Water Code 2002

The draft Code suggests appropriate water sector roles for the government and refers in this
respect amongst others to the establishment of an enabling environment; regulations of
resource exploitation, sace delivery and water quality; the facilitation of wise use etc.
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3.2.6 BWDB Gender Equity Strategy

A Gender Equity Strategy is under preparation by the BWDB in response to its changed
approach to planning as reflected in the NWPo and GPWM and drafsthas been prepared

in July 2004. The goal of the strategy is tfF
in the efficient development and management of water resources and all its activities through
the participati on offeststegy airhs andestribiogothe mrocess ande s 0 .
related actions that are needed to ensure t
address the gender equity issues. The document further provides short medium and long term
targets and activities for tharious areas of work that the BWDB should address in order to

attain the overall objective of the strategy.

3.3 Current Institutional Framework

The Ministry of Water Resources through the BWDB makes major investments in the water
sector. The Ministry ot.ocal Government and Rural Development through LGED and the
Ministry of Agriculture through BADC also spend a considerable amount in water related
activities and investments. Besides, other water related ministries have their own investment
programs. Apdr from the Ministry of Water Resources, altogether some 35 Central
Government Organisations, affiliated with 9 different ministries have been identified with
functions relevant to the water sector. There is very littleordination between these
agenciesThe National Water Resources Council presides over all these institutions in matters
of water policy and legislation. Figure 2 provides an overview of the relationship of the
MOWR with other Ministries.

Being under the MOWR, the BWDB has to maintaintreteships and linkages with several
other organisations from other sectors that are involved in water related activities. These are:
the Department of Fisheries, (DoF) Department of Environment (DoE), Local Government
Engineering Department (LGED), Direcade of Agricultural Extension (DAE), Public
Health Engineering Department (DPHE), Bangladesh Inland Water Transport Authority
(BIWTA), Road and Highways Department (R&H) Bangladesh Agricultural Development
Corporation (BADC), Department of Forest (DoF)ngtdesh Rural Development Board
(BRDB), Water and Sewerage Authority (WASA) respective Municipal Corporations
/Municipality and NGOs working in Bangladesh (see Figure 3).

The principal public organisations, under the Ministry of Water Resources, aklates
Resources Planning Organisation (WARPO), Bangladesh Water Development Board
(BWDB), River Research Institute (RRI), Institute of Water Modelling (IWM), Centre for
Environmental Geographical Information Systems (CEGIS) and Joint River Commission
(JRO. WARPO is supposed to evolve national policies and plans for water resources,
ensuring optimum utilisation among various users such as agriculture, fisheries, navigation,
public health, industry etc. WARPO is also expected to consolidate data on Vileeteddy
various agencies. The RRI which originally included the Surface Water Modelling Centre
(SWMC) is a research and data generation unit for hydraulic and river studies. The SWMC
has been renamed Institute for Water Modelling (IWM) and becametaltrissinvolved in

the mathematical modelling for different water resource utilization studies. The CEGIS was
originally established as a project, but is now a trust and operates in the area of mapping and
GIS data collection and analysis. The functidnJRC is to make investigation on water
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sharing of common border rivers with India and provide technical advice to both the India and
Bangladesh Governments.

An overview of the major areas of responsibility and functions of the various organisations
working in the water sector is given in Table 1.
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Figure 2. Institutional setup of MOWR and related Ministries.
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Figure 3. Institutional setup of BWDB and related departments and agencies
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Table 1. Overview of the major functions of important organisations working in the water

sector.

Organisation

Function

Planning Commission q
1
1
National Water Resources

Council (NWRC)
Water Resources Planning |

Organisation (WARPO) q
1
1
River Research Institute
(RRI) q

Joint River Commission q
(JRC)

Institute for Water
Modelling (IWM)

= =4 -4 8 -9

Centre for Environmental
Geographical Information
System (CEGIS)

Bangladesh Water q

Development Board

(BWDB) q
1
1
1
1
1
1

Local Government i

Engineering Department

(LGED) q
1
1
1

Processing and approval of all development projects
Establsh multisector investment priorities
Recommend allocation of resources

Approval of national water policies

Macro level water resource planning

Maintenance of wateesources database
Preparation of reports on major water programs
Preparation of national policies for water resources

Surface water (scale and physical) modelling
River training studies

Monitor and manage crog®undary rivers on basis of-k
lateral agreements

Mathematical river modelling

Flood management modelling

Irrigation system modelling

National and regional modelling

Environmental modelling (e.g. mdelling for arsenic
contamination)

GIS and remote sensing activities for the sector

Planning and implementation for the development of riv
flood control, drainage surface irrigation and draught prov,
Prevention of salinity intrusion and desertification
De-siltation of channel for navigation, fisheries, forestry, v
life development and improvement of the environment
Collection of ground andurface water data

Flood forecasting and warning

River surveys

Establishment of Water Management Organisations
capacity building.

Town protection schemes

Planning, designing and implementation of runditastructure
development projects.

Thana/Union drainage and embankment planning, irriga
planning, land and water use planning.

Small scale water resources schemes

Canal digging programs

Some of the secondary roads
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Organisation

Function

Roads and Highways
Department (R&HD
Public Health Engineering
(PHE )Department
Department of Agricultural
Extension (DAE)

Bangladesh Agricultural
Development Corporation
(BADC)

Inland Water Transport
Authority (IWTA)

Department of Fisheries
(DoF)

Department of Environmen
(DoE)

Municipal
Corporations/Municipality

Water andSewerage
Authority (WASA) (Dhaka
and Chittagong)
Non-Governmental
Organisations (NGOs)

= =

= =4 =

= =4 E E = =

= =4 -8 -9

= =

Establishment and maintenance of highways, feed
approach and link roads; including the construction of bric

Rural and urban water supply and sanitation

Information dissemination on agricultural technolc
including water and landse

Operation of low lift pumps and tubewells
Harnessing of hill streams
Salinity control, distribution of water for irrigation

River conservancy work, including river training 1
navigation purposes

Disseminating navigational and meteorological informat
including river charts

Hydrographic survey

Programming for dredging and revivdlaead or dying rivers
channels, canals, etc.

Develop, maintain and operate inland river ports
Develop rural water transport

Develop inland and offshore fisheries

Development of rules and regulations for utilization
fisheries resources.

Planning for fish cultivation

Monitoring pollution level of rivers, underground a
drinking water

Collection and analysis of data concerning environment
Assist in preparation of EIP for different agencies

Providing sanitation services

Manage underground sewerage systems
Supply water for public and private purpose
Undertake schemes for provision, storage and distributig
water

Regulate, control and inspect all ptigasources of water i
the urban area

Sanction new wells

Sanction water pumps and other sources of drinking wat
the urban area.
Provide a system of public drains undertake drainage sch
and manage public water courses in the urban area.

Construct, improve and operate water supply and sews
works as well as other facilities to improve environme
sanitation in the city

Construction of secondaryads

Community welfare activities
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4. THE BANGLADESH WATER DEVELOPMENT BOARD

As mentioned before, the Bangladesh Water Development Board (BWDB) started its operation
in 1959 as the Water Wing of the erstwhile East Pakistan Water and Power Development
Authority. As the principal agency of the Government for managing water resources of the
country, it was given the mandate of accomplishing the tasks of executing flood control and
drainage (FCD) and flood control, drainage and irrigation (FCDI) projectser Atthie
independence of Bangladesh, the Authority was restructured in 1972 into two different
organisations dealing with water and power separately.

To date more than 529 projects have been implemented by the BWDB of different types and
scale and with vanus levels of success. The activities carried out by the BWDB have generated
a very rich and diverse knowledge base, from which several lessons could be learned. As works
progressed in the sector, it for example became clear that inherent contradiastet iexthe
mandate and the various methods followed by the Board in carrying out its responsibilities.
Despite great efforts from the side of the BWDB and large investments made in the water sector,
mainly through donor assisted projects (amounting teentban US$ 3 billion), subsequent
reviews revealed that several of these projects were performing below expectations. This was
mainly attributed to a lack of maintenance.

At the same time it was observed that, while over the years the focus of watlepdesnt and
management shifted towards joint management, user directed activities, transparency and
efficient management techniques, the organisational culture of BWDB remained practically
unchanged. This resulted in increasing problems with the interoiking of the organisation

and its ability to interact with the people and deliver the appropriate level of services to its
clients. Therefore the Guidelines for Peopl e
Later, in 2001, the Government apped the Guidelines for Participatory Water Management
(GPWM). However, absence of an enabling environment did not see many advances in this area.
The culture of a consultative process in the management of water resources could not permeate
through the rakand file, and the top down approach continued.

It was apparent that improving the efficiency of BWDB depended to a large extent on setting its
own house in order. But this was not enough. BWDB was constrained in its activities by what
other agencies dim the sector. It was apparent that the activities of BWDB had a direct bearing
on some of the activities of the other watelated agencies whereas the activities of the others
definitely had their impact upon the work of the Board. There was thus afoe@dmore
comprehensive and holistic approach towalmtegrated Water Resources Managemefar
obtaining optimal benefits. Fortunately, during the 1990s a series of bold initiatives were taken in
the water sector that defined an integrated framework. sprecific elements of this framework
include: the National Water Policy (NWPo0), the National Water Management Plan (NWMP) and
the ongoing reforms of BWDB.

The longterm vision of the Government about the future shape and functions of the BWDB have
beenreflected in the directives given in the NWPo. Those directives centre around two 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 operatthose areas that

need to be decentralized in the interest of efficiency and sustainability. Over time, the BWDB
would emerge as a highly professional water management organisation dealing witédege
projects and issues, leaving the ownership madagement of small and medistale projects

to local bodies and other beneficiary groups. The NWPo made the following concrete stipulations
about the mandate and structure of the BWDB that had a tremendous influence in the drafting of
the new BWDB Actgespecially:
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emphasizing the separation of policy functions from those of operation and management
to bring about greater accountability and transparency;

confining BWDBOGs ptregionaliamd dpcaflavel anty byadesignating s u k
the Water Reaaces Planning Organisation (WARPO) as the exclusive agency for
macrolevel water resources planning;

making BWDB responsible for execution of projects above 1000 ha, leaving the
development of smaBcale projects to local bodies;

proposing management tisfer of small and medium scale projects to beneficiaries;
emphasizing the involvement of stakeholders at all stages of the project cycle.
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5. INSTITUTIONAL REFORM IN THE BWDB

5.1 The BWDB Act 2000

The most important aspect of the reform program andttstral adjustment process undertaken

by the Government of Bangladesh for the transformation of BWDB is the enactment of the
BWDB Act, 2000 that requires that BWDBO6s f ur
NWMP. This is considered as the first neswwards attaining the future vision. It could also be

seen as an intermediate measure for providing a smooth transition from the past to the future. As
one of its most i mportant features, t he Act
circumstancesits organizational structure and has drafted measures for improved efficiency. It
also focuses on (@) operation and maintenance aspects of the water sector projects; and (b)
involvement of the community and local government institutions at all stagles pfdject cycle.

The Act provides for the transformation of BWDB to its redefined role by transferring
implementation and management of small water schemes to beneficiary groups.

For projects with a command area less than 1000 hectares the followmpaypitlies:

1 The Board shall only implement projects having a command area of more than 1000
hectares.

1 The Local Authority shall be entitled to execute FCDI projects having command of less
than 1000 hectares.

1 The Board shall transfer ownership of FCD &@DI projects up to 1000 hectares to the
Local Authorities.

For project with a command area between 1000 and 5000 hectares:

1 Management of new projects with command area less than 5000 hectares shall vest with
beneficiary organisations.

1 The Board shalgradually transfer the management of all existing water projects with a
command area of more than 1000 hectares and less than 5000 hectares to beneficiary
organisations.

For projects with a command area greater than 5000 hectares:

1 Management of these peats shall vest in joint management committees comprising of
beneficiary organizations formed for this purpose.

A major change in BWDBO6s structure brought
oversight functions from operational management. Topag@ment iS now vested in a policy

and oversight Governing Council (GC) or Board of directors with thirteen Directors: seven from
the Government and six from outside the Government. The GC thus provides a forum for multi
agency and stakeholders participatiand brings the input and oversight of stakeholders,
professionals and the civil society to bear into the operations of the BWDB. The Act also has
moved the locus of decisiemaking from the Ministry of Water Resources to the GC itself,
although the GC Wlistill be headed by the Minister for Water Resources, with the Secretary of
the Ministry as a member.
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5.1.1 Functions of the BWDB under the Act

The BWDB Act of 2000 has somewhat reduced the scope of work of the BWDB but what
remains is more rational, mageable, peopleriented and focused. According to the BWDB Act

of 2000, the Board shall be responsible for carrying out the following functions under broad
based mandate of water resources development and management in the country in the light of
Nationd Water Policy and National Water Management Plan.

Structural functions:

T

Construction of dams, barrage, reservoirs, embankments, regulators or other structures for
development of river, flood control, drainage, surface irrigation and drought prevention;

Dredging, reexcavation and dsiltation of water channels and removal of obstacles from
the mouths of rivers for improvement of water flows or diversion of water for assisting
fisheries, navigation, forestry, wildlife preservation and up gradation afogmeent;

Works for preservation, land accretion, reclamation and estuary control,

River training and river bank protection for the protection of towns, bazaars, haats and
places of historical and public importance from the hazards of land erosion;

Congruction and maintenance of coastal embankment;
Prevention of salinity intrusion and desertification;

Harvesting rainwater for irrigation, environmental protection and supply of drinking
water.

Non-structural functions:

Flood and drought forecastingdawarning;
Hydrological survey and investigation;

Devel opment of forestry and fisheries on
and construction of roads on embankments in conjunction with relevant government
agencies, for the preservation ampimovement of the environment as well as for poverty
alleviation;

Basic and applied research on water management;

Establi shment of water user o0s associ at
organisations, their training and participation in project milag, implementation,
operation and maintenance and project cost recovery fortéangsustainability of
benefits to the beneficiaries of completed projects.

5.1.2 Water Management Tasks

The BWDB Act thus provides a clear mandate and operating jursdicti the Board and
assigns the organisation as the lead public sector agency for undertaking major water
development projects and programmes. The mission of BWDB is to providestzige
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engineering support for the implementation of the National Wateto6&trategy and Plan. It

will be involved in planning and implementation of all major surface water development projects
and other FCDI project with command areas above 1000 ha. It would not be involved in sector
planning.

Based on the functions stiptda in the Act and mentioned in the previous chapter the BWDB is
involved in the following major activities and tasks:

Tasks and activities for structural functions:

1 Participatory planning with multidisciplinary teams, detailed design and implementation
of projects/sulprojects (FCD, FCDI, IRR, Erosion protection, dredging of rivers etc.).

1 Participatory operation and maintenance of completed projecisfsjérts:
- Preparation of operation plan including water management plan.
- Preparation of maintenanckap.
- Preparation of need based budget.
- Delineation of responsibilities between WMOs and BWDB.
- Implementation of O&M plan.
- Monitoring and evaluation with special emphasis on environmental monitoring.

Tasks and activities for nonstructural functions:

1 Flood and drought forecasting and warning:
- data acquisition;
- data analysis;
- preparation of forecasting and warning on flood and drought;
- dissemination of information.

1 Hydrological survey and investigation:
- establishment of meteorological stations and idiogrof data;
- establishment of water level gauge and recording;
- river crosssection survey of major and medium rivers;
- discharge measurement, sediment load measurement and salinity observation etc.;
- compilation of all data.

T Stakehol degionsd participa
- social mobilisation and ensuring public participation at all stages of project cycle;
- development of water management organisations (WMOS);
- capacity building of WMOs;
- ensuring WMOs 6 participation i n i mpl e
evduation;
- performance monitoring of WMOs;
- handing over management responsibilities to WMOs and LGls.

5.2 Other Reform Measures

1 A Reorganization Plan has been prepared and its implementation has commenced.

Since the previous ferganisation of BWDB n 1984, there have been considerable
changes in the working situation within the Board with regard to workload and staff
strength. Accordingly, in September 1998 the Ministry of Water Resources approved the
re-organisation of BWDB. The main focus of the-amganisation proposal is a
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downsizing of the staff and as a consequence the total staff is reduced from 18,657 to
8,860 persons. The main change in personnel is that support staff such as gate operators,
guards, survey khalashis, chainmen, sweepers d@tcwark under contract or will be
arranged through the private sector. The Directorate of Land and Water Use (DLWU) will
be phased out and some technical units will be abolished or merged. A new Directorate of
Water Management is proposed under Member O&ldw Additional D.G. O&M) and

the post of Director (Land & Water Use) has beerdasignated as Chief, Water
Management. The rerganisation document contains a thpage summary of the
proposed reduction and-assignment of the staff and the rest & tocument lists the
proposed staff and staff hierarchies. The document thus provides little information on the
rationale behind the proposed structure and staff strength.

In order to operationalise the management transfer of small schemes to the local
sakehol ders the fAGuidelines for Participa
previously have been approved.

Several activities have been completed for the development and improvement of the
BWDB6s Administrative and Financi al Proce
- Internal Work Procedures.
- Job Descriptions of Employees.
- Delegation of Administrative and Financial Powers.
- Moderni sation of BWDBG6s Accounting al
- Draft regulations for collection of service charges from irrigation projects.
- Revision of Rule for Enlistment of Contractors and revision of Procurement
Documents for improvement of procurement contracts.

A Draft Vision Statement of BWDB has been prepared and is in the process of
finalization.
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6 BWDB ORGANISATIONAL STRUCTURE

The BWDB is orgarsed on functional lines. Thus the operations of the Board are divided into
five broad areas. These are administration, finance, operation and maintenance, planning and
implementation. Recently implementation has been merged with O&M for sustainable O&M in
an efficient manner. This merger will increase the commitment to run the project successfully
after the physical work is completed.

BWDB is basically a fielebriented organisation. Except for the Administrating Wing, all other
Wings have their field outs extending deep inside the rural areas. The basic work of the
organisation is carried out by the O&M Wing, which manages the largest number of
professionals in the field. The field operations of Planning and Finance Wings provide necessary
support to th&®&M, which includes implementation, so their work can be carried out smoothly.

The core of the BWDB organisation is its O&M field units, starting from the Sections to the
Zones under the Zonal Chief Engineer. Almost all of the functions assigned todhe ihder

the BWDB Act are performed by these elements, with necessary support from such units as
finance, administration and planning. The Department of Hydrology is the only division of the
Board that has a parallel agb in the field, though on a mudmaller scale. Strategically, the
BWDB is organised in the field on the principle of unity of command of all field activities
despite the existence of a number of specialised activities. There is thus no separate unit for such
specialised activities asvarbank management, integrated coastal zone management or land
reclamation. These activities form part of the responsibilities of the O&M organisation.

The field establishment of the O&M wing is built up from the lowest to the highest levels on the
basisof jurisdiction, volume of work, complexity and level of responsibility. At the lowest level,
covering more or less the administrative jurisdiction of one or more thanas, but mostly on the
basis of volume of works, is the Section under the charge of amthipéngineer called a Section
Officer (SO). A few Sections make up a alibision headed by a Subivisional Engineer
(SDE) and a few Sufivisions constitute a Division. This is the most crucial level since most of
the operational activities are planngupcessed and followed up from here. The hierarchical
linkage of O&M wing is depicted in Figure 4.

An Executive Engineer (XEN) is in charge of a Division and the Executive Engineers are
supervised by Superintending Engineers (SE) and Chief EngineersA@&y. Divisions make

up a Circle under the charge of a SE while a Zone consists of a few Circles headed by an
additional Chief Engineer/Chief Engineer. The CE is the higtaedting official of the BWDB

in the field. The field set up of the O&M wing costs of 7 zones, 21 circles and 63 divisions.
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Figure 4. Organogram of the O&M wing in BWDB.
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