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FOREWORD

In order to enhance the readibihity of the report. this mcepuon report (First drafi. Final Phase CPP)
has bt‘.‘ﬂll divided into two volumes

Volume | Main Report

Volume 2 Annex | Sectoral Analysis
Annex 2. Executive Summary Reformulation Mission Report(October 1093)
Annex 3. ToR CPP-Final Phase (June 1996-June 2000)
Annex 4 MoU Donor Review Mission (Februarv-March 1007)

Although all main 1ssues are being dealt with Volume | Main Report. some have onlv been
discussed briefly while the dominant ones have ben allocated more space.

A sectoral analysis on all relevant 1ssues has been elaborated upon. sector wise in Volume

Annex |, while also the most recent strategic documents are included for easy reference (Vol
Annex 2-4).

1< 12

The chapter on mstitutions 1s not included as an annex. due to the importance in the overall
framework. this information has been integrally taken up in the text of the Volume |* Main Report

This Inception Report is clearlv a product of the CPP-Team (Project Team and Consultants Team)
and should therefore be considered as a joint effort for CPP-Final Phase until June 2000
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EXECUTIVE SUMMARY

Fyperences gained. 1 Vet HeN aited 170 perce s

The first phase was based upon a ToR(First Phase). 1ssued in June 1990 The ToR at that time was vahd {os
an emvisaged ume frame up to and mcluding 1004 However. as the project progressed. 1t became apparait
(hat it did not reflect the circumstances and settings properly and on various occasions discussions wers
jmitiated 1n order to discuss possibilities for adjustiment of the original ToR

One of those occasions was the [OV-mission which took place duning January-February 1993 [1 was not
until May 1995 when an evaluation mission was fielded. followed by a reformulation nussion (o

October/November 1995 that the opportunity was created 1o discuss the originally defined ToR

The following were the main strategic points which were formulated by the mission for redirection

. 1o broaden the scope of the project’s objectives and activities towards an integrated water resources
management approach:

. to ensure a more effective approach to people’s participation.

. to create an institutional development process which is viable. sustainable and replicable and winch
is capable of conflict resolution.

. to move from a project approach to a process approach which is integrated into the national
mmstitutional framework:

. to ensure that the project addresses any negative 1mpacts through mitigation measures during the
project and a provision for the mitigation of failure after the project fimshes: and

. to improve the monitoring and evaluation of the project. both technically and with the ntegration

of a broad range of concerned parties. including the establishment of an M&E capacity bevond the
project period

The ToR (Final Phase) formulated the overall project objective using, these points as follows:

“To determine whether the concept of compartmentalization 1s a good investment In contemporary
Bangladesh. 1 e whether it will provide a more secure environment for intensive agriculture. fisheries. and
integrated rural/urban development and thereby improve the economuc security and quality of life.”

[n Open Book with a dvnamic “environment :

The inception report for the Final Phase of CPP 1s defimitely NOT a closed book. but 1t is rather aii open
hook. m which many 1deas are incorporared which are being brought forward by various parties since the
first inception report. Conceptually. many 1ssues have been analysed. some are still pending . many have to
be proved to be worthwhile and have to emerge into a viable setting CPP is being looked upon m various
ways. one point of view 1s and will be the role of tlus exercise in the national context of water resources
plannimyg 1 Bangladesh

The entire environment in which CPP is embedded. has also gradually changed over time. in the same wan
as the project itself has changed and 1s still changng Concepts and perceptions are changing over tme in
the way this tvpe of project 15 bemng, monitorad and evaluated In other words. a aynamic environment fias
been created wineh has even adapted concepts to the physical reahitv of Bangladesh
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Kev postes i the imception report (Final Phasey

The following are the key points of the inception report (Final Phase;
1. The concept of compartmentalization

2. The institution:l aspects of water management

3. The leeal status of the proposed committees

4. The concentration of project’s efforts into OFTD

5. Monitoring and Evaluation

6. Mitigation measures

7. The institutional embedding of CPP at national level
8. The Information Dissemination Mechanism

9. Workplan, personnel planning and budgets

1. The concept of compartmentalization
The concept itself is certainly not an invention conceived by CPP It 1s rather a concept which was described
in documents, but never really applied in the Bangladesh context.

The technical and institutional issues of the compartment. its relation to other areas and/or compartments in
the floodplain. are all i1ssues which can only be partly addressed by CPP. The CPP area in Tangail was
selected because of the presence of an already existing peripheral embankment built in the early nineteen
sixties, and the proximity of the compartment to the Brahmaputra river. such that the hydrological linkage
between the main river and the compartment can be expected to remain in the long term.

The perceived functions of compartmentalization are
1} protection against harmful flooding.

2 flood storage.

3) beneficial flooding.

+) protection against moderate floods. and

5) unproved drainage.

Firstly, the theoretical concept itself has elements which are not well-defined,

The presence of primary embankments along the main rivers. behind which these compartments would be
built. was originally perceived to form an integral part of the concept. The first ToR mentioned this
unequivocally. However, this 1dea has been dropped. at least for the Brahmaputra Left Bank area. The
degree of protection against harmful flooding is therefore significantly reduced. as the primany
smmbankments are not built and most probably will not be built in the near future.

Secondly. the flood storage function is probably difficult to assess. [n reality, this flood storage cannot be
tried out in the field as it 1s not possible to acquire this experience by trial-and-error on farmers™ fields
Furthermore. the impact of flood storage will probably be limited as the level of the compartmental and
mternal embankments are too low

Thirdly. beneficial flooding is a typical component which indeed can be tested The project can assess the
effects on various issues (agriculture. fisheries, environment etc ) by observing monitoring and evaluanon

Fourthly. the protection against moderate floods can be assessed. Thus 1s a scaled-down version of the firstly
mentioned function of compartmentahization

Fifthly, the effect on improved drainage can also be assessed

2. The institutional aspects of water management

Thers 1s an intricate relationship between mstitutions and watermanagement and 1t 1s difficult to distinguish
between them because functionality of the first depends on the second one and vice versa A very itensie
field study performed by an independent orgamzation concluded that the functionality and effectiveness of
the water management committees at various levels does suffer. due to a less-than-adequate representation
or selection of commuttee members. a lack of clear mandates for each type of committee and n some cases
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confusion due 1o high intra- or inter-subcompartment dependancy upon water reculanon [t s propased 1m
this report that both physical and mstitutional adjustments will therefore be made 1o the orwanal coneeprs

Water Management

Adustments will be made. 1f necessary on the estabhishment of sub compartment boundaries such that 1t
reflects better the changed emphasis from controlled flooding from rivers onlv. to controlled floodiny
combined with control of rainwater dramage

Institutions

More relevant interest groups should be represented in the water management commutiees. starting from the
chawk level with elected representation to the higher. subcompartmental level Also the fair representation
of women (not as a separate interest group as their requirement 18 very broad) 1s foreseen in these
committees. The future SCWMC s will predomiantly represent the mterests and views of the ultrmate
direct stakeholders in water management. Stakeholders who have not this direct linkage. will only bias the
institutional setting. make 1t unworkable and unsustamable. Furthermore. a fair and reasonable election
mechanism should be established to ensure this representation. An Executive Committee should be formed
for the SCWMIC to run the day-to-day running of the SCWMC business. Also adjustments are required at
Project Council/ Compartmental Water Management Commuittee level in order to make them more effective
and capable of conflict-resolution

The renewed emphasis on reformulating these two main issues should help toward convergence of the
sustainability. viability and replicability of the compartmentalization concept. Two main points of caution
should be mentioned here

| this emphasis on adjustment for these two main (mstitutions. watermanagement) issues can not and
certainly should not be done overmight A gradual change will take place. taking into account ths
actual situation and the envisaged future institutional and physical setting. A planning schedule has
been developed for a one year period to cover this transition phase starting from restructuring Chawk
Water Management Committees. 1o Subcompartmental Commuttees and the Project
Council/Compartmental Water Management Committee. and

the proposed election procedure of the watermanagement committee members. Careful balance
should be considered between fair and free election and keeping the process manageable and
practicable

(5]

There is a clear trend towards handing over responsibilities regarding O&M from the implementing agency
to beneficiaries. However. in a project like CPP where a combination of water management techniques are
applied, those beneficiaries cannot always be identified uniquely. It is a challenge for CPP Final Phase 1o
realize and strengthen that relationship between project' s activities and beneficiaries such that
responsibilities for future O&M are more eagerly accepted and realized

3. The leeal status of the proposed committees

although the emphasis on mstitutional and physical adjustments seems 1o be justified ( based on experience
studies and analvsis). there 1s one fundamental 1ssue which makes this new setup vuinerable “legal status
Unfortunately. an itense debate 1s still ongoimng, on the legal status of water management commitiees 1
Bangladesh and a clearcut strategy from a national point of view has not vet been formulated The hnuted
role which CPP can have in this national debate 1s to only contribute and make experiences and mformation
as transparent as possible to other interested parties Related to the legal status of the water managemen
committees. 1s the aspect of Operation and Maintenance during and after the project finishes. The current
mstitutional setting does give msufficient incentive for trying 1o solve this 1ssue. as 1oo many outsiders 1 non
legatimate stakeholders) and outsiders’ views bias the real picture In one selected pan of the project area. o
first attempt will be made m “rationahizing  the aspects surrounding O&M on a tnal basis. whereby the
more diract imvolvement. representation and responsibility of legitimate stakeholders i the wates
management commutiees may create conditions for better response 10 making O&N more sustanable 1 the
long term
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4. Concentration of project’s efforts into OFTD

Although the project area comprises only approx 13000 ha. the quantity of plots 1s very large and
monitoring of project impacts on these plots 1s a complicated logistical problem In order to streambine
project efforts in collaboration with GOB-departments. institutions and organizations it is proposed in this
report that three (or four) pilot chawks be selected. which are representative for the various physical settings
within the CPP project boundary These chawks are part of the On-Farm Tesung and Demonstration
(OFTD) program

As the chawk is the basic water management unit. it 1s logical to monitor main ongoing activities regarding
agriculture. fisheries. environment and imtiate the restructuring the institutional framework at this level. o
be followed up at other chawks and at {subicompartmental level

5. Monitoring and Evaluation

The wviability. sustamnability and replicability of the project are to be assessed through Monitoring &
Evaluation. Through a careful selection of indicators this process can be quantified. However. some of the
M&E indicators are difficult to quantfy

The establishment of a base-year is a crucial decision in order to establish a basis for comparison  After
analysis of available data. the year 1992 has been selected as a base year as at that ime CPP had not started
physical implementation activities in the field

Effective intra and inter-departmental cooperation are pre-conditions for viability, sustainability and
replicability Capable and managerially-oriented institutions dealing with a dynamic medium will not
emerge overnight and a process of incremental adjustments will be necessary to ensure that sustainability

Project impacts and influences cannot or are difficult to distinguish from non--project related influences. In
CPP. the peripheral embankment was aiready constructed long before the CPP started its activities In other
words, the pre-project situation was not a floodplain without embankments. A first set of indicators have
been developed which are customized especially for the CPP-setting. The M&E activities can be parnially
performed by independant parties. while the more continuous data sets should preferable be under CPP’s
gidance.

6. Mitigation measures

The term mitigation measures has focussed upon the 1ssue of compensating those who are in some way or
another. affected in a negative way from an economical point of view This term may imply many different
points of view. which are difficult to quantify. The i1ssue of compensation is also clearly delicate. and niust
aim for equitable treatment and avoidance of deliberate manipulation by potential beneficiaries

Funds under budget line item “Mitigation Measures™ ~“Unforeseen” and “Miscellaneous™ can be allocated 1n
this context. Special emphasis should be placed on the mutigation plan for fisheries and on the
implementation of the environmental management plan

A special set of mitigation measures may be necessary in connection with the Jamuna bridge railway and
Tangail bypass road. These aspects of works are implemented under the Jamuna Multipurpese Bridge
Authority (JMBA). Both works cut accross the eastern half of the compartment and will certainly interfers
with the detailed watermanagement activities from the concerned institutions at various levels

Detatled mvestization of the impact areas 15 currently being performed in order to nutigate the impacts of
these works on the watermanagement plan Furthermore close collaberation has been established with the
rasponstble coordinating, organization (JMB A and therr most directly involved donors (World Bank. Asian
Development Bank

7. The institutional embedding of CPP at national level

The physical dimensions of CPP-Tangail are only confirmed to a very himited area of a few thousand ha
The applicaton of vartous new approaches with regard to integrated water resources management i the
CPP-area may serve as an example for sinular settings 1n Bangladesh
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Although the new tasks assigned are of crucial importance for the viabihiy of CPP atself. 1t should also be
acknowledeed that thus task should be sharad as much as possible within the proposed msttutional
framework. includimg the new national mstitutional setting i which the Natonal Water Naster Plan wall be
developed. As that framework 1s not developed vet. 1t s at this stage not possible 1o elaborate on the linkaee
between CPP and that framework

However. the mmplementing and coordinating organization {BWDB and WARPQ respectinelv i should
ensure that the experiences obtained 1 CPP. should be properly fed mto a national framework to niake
optimal use of this information

8. Information Dissemination Mechanism
The opening of an information dissemination center and the availability of a mobile informanen unit have
both greatly enhanced the availability of information on the project

Many interested parties have consulted these sources and there appears to be a growing demand As the
Information Dissemination Center. based in the heart of Tangail town. has reached its potennial 1 the
current set-up. new ways will be explored 1o keep information up-to-date. both at local level (Tangail). at
national level (Dhaka) and even iternational level. This should naturally being performed within the tght
budget available. New possibilities should also be explored in the context of the National Water Naster
Plan

A proposal for further enhancement of project information and availability should be made in the wake of
the formulation of the National Water Master Plan. expected to start shortly

9. Wark plan. personnel planning and budgets
The entire financial setting is based upon an agreement. described in the Technical Assistance. Project
Proforma (T APP). which was released at the end of 1995

The Financial Assistance (FA) component encompasses a wide array of activities, varving from construction
to mitigation measures. augmentation of the project team, operation and maintenance etc.

The Technical Assistance (TA) component includes contract staff costs. programmes. mvestments. and
contingencies

The GoB tontribution covers personnel costs and also the land acquisition A new studv on the application
of GOB rules in land acquisition. has led to a decision the Government 1o issue an order that no
implementation of interventions can take place until and unless the land has been possessed by the
requesting agency Furthermore the donors have asked the project to enhance the processing of pendiny
cases. whereby an independent organization or mnstitute could facilnate and mtermeadiate to solve pending
land acquisition cases

No substantial delay 1s expected from the government order regarding tlie land acquisition. as the muor
works have already been implemented. and a further check on the functionality of already implamenied
mterventions may have some effect on the

planning of remarming infrastructure

A new mitiative developed by the project which will enhance the feeling of responsthility by the wate
management committees 15 that they can now directly propose ninot works 1o the project authorities, and o
special budger line i1s made available unul June 2000 i the TAPP These nunor works can now be
implemented under the responsibility of the water managemen committees themselves

The (financial ) future of the projecti-area) after June 2000 1s clearly a matter of concern First of all. 1 s
doubtful if defiriite conclusions can be drawn up by the end of the project period The testing of the entire
compartment can only be started from June 1008, provided that proper physical AND mstitutional
provisions are present and working
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Even if all necessary requirements are present. one main issue bevond the influence of the project 15 the
oceurrence of hydrological vears with various return periods. [f. for some reason. the hvdrological behiy rour
is such teither due to nature and'or man-made reasoens) that no serious testing can be done on the entire
compartment. then it becomes questionable how to approach the decision making procedure on the question
of viability. replicability and sustainability of the Tangail compartment

In view of the limited testing time available before the expiring date of the current phase. 1t 15 intended that
recommendations will be formulated for continuation of the M&E components beyond June 2000
Conclusions will be drawn at this tme on the basis of information collected to date. but 1t may not be
realistic to expect these interim results to be vahid as a final judgement on the viabihty. sustamability and
rephcability of the compartmentalization coneept 1n Bangladesh

(e [ hadgening

O&M budgeting: from a project approach towards a process approach. in other words. the transfer from
project-bound activities to institutionally embedded. A clearcut O&M procedure depends largely on a
clearcut institutional and physical framework. where there 1s a direct and visible relationship between the
project’s impacts and the beneficiaries.

One clear instrument which makes these changes “transparent” and understandable. 1s the Monitoring and
Evaluation unit. However. as long as the beneficiaries do not see any direct linkage between impact and
their personal benefit. their contribution towards O&M cannot be addressed. moreover. the legal status of
the commuttees need to be finalized in first instance. A trial situation will be created in one of the areas
within the project boundaries. 1in which partial responsibility will be given to the water management
commuttees for O&M as a prelude to further extension of the concept to other areas wathin the project area

a6 she the SR S B R N e o O S ok ke ok MR
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CHAPTER 1: AIM OF CURRENT PHASE

il Introduction

This report 1s structured into two volumes The first. the Mam Report. presents the approach bemg adopred
1o aclieve the aims of the final phase of the Compartmentalization Pilot Project. and sets out the methods
proposed for evaluation of the concept of compartmentahization

The current chapter (Chapter 1) summarises and comments on the Terms of Reference (Final Phase). winle
Chapter 2 expands upon key terminology. of which a clear understanding 1s a pre-condition for aclhievement
of the objectives of the phase In Chapter 3. description 1s given of the compartmentalization concept. i11s
apphication to the Tangail area. and proposed physical and mstitutional adjusuments based on exparience
saimed to date. Especially the nstitutional part dominates this Chapter. but proper justification can be
drawn from the overall importance of the institutional setup in CPP

Chapter 4 explains the approach being adopted to Monitoring and Evaluation. the key tool for assessing the
compartmentalization concept. and sets out the preliminanly proposed performance indicators for
measuring the impacts of the project activities In Chapter 5. the workplan for the remaiming period 1s sel
out. together with the re-estimated budgets. and some proposals for modifications to the planned staffing

Chapter 6 offers proposals on the future of the Project after the end of the final phase of the project
In Volume 2. the various sectors are analysed individually in more detail and linked to the aims
Readers wishing to obtain information upon proposed methodology and overview of the various sectors

ympacted by the project may therefore want to concentrate on Volume | only. while those seeking morz
sector-specific details will also want to refer to Volume 2

1.2 Terms of Reference for Final Phase

The Terms of Reference (ToR) for the Final Phase of the Compartmentalization Pilot Project are based on
the Reformulation Mission Report. but modified to change the emphasis of that report. so that the focus
during the final phase remains upon evaluatimg the compartmentalization concept

The kev elaments of the ToR are reflected n the Overall Development Objective and the Overall Project
Objective

Overall Development Objective

To enhance economic production. reduce povernv and achieve sustamable development for the !
population living 1n protected areas in Bangladesh

Overall Project Ohjective

To determina whether the concept of compartmentalization 1s a good 1vestment 11 CONtenporan
Bangladesh. 1 e whether 1t wall provide o more secure environment for intensive agriculture. fisheres

| and imtegrated rural.urban development and thereby improve the econonuc secunity ind quality of hie
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Within this context. the Final Phase includes the following tasks taccording 1o ToR-CPP. Finai Phase
[ To complete the physical infrastructure of the compartment in close consultation with the cencerned
population and relevant (local) orgamsations
I To test the viability and replicability of compartmentalization Tlus will include
Introduction and testing of all management aspects of controlled floodimy on
compartment. sub-compartment and field level
Testing of the agricultural production potential with controlled floodingy
. The provision of extensive agricultural advisory services
The astablishment of a replicable and sustainable institutional base for the operation and
maintenance of the compartment

* The assessment of the economic viability and social and environmental mmpacts of
COI‘IIP&[’III]E[][BiIZa[lOli
] The implementation of adequate mitigation measures

11 To develop integrated water resource management options for different sections of the rural
population based on the total hydrological system. while remaining focused on the determination of
whether compartmentalization 1s a valid and attainable concept for socially, economucally and
financially sound development 1n Bangladesh

v To develop policies and guidelines for the development of integrated water resource management in
protected areas

\ The development of improved drainage for Tangail urban area

Comments on Approach to Fulfilling the Terms of Reference

Our interpretation of the Terms of Reference is that the focus in the final phase is no longer upon design
and unplementation, but upon realising the aim of a pilot project: testing and evaluation.

Completion of Infrastructure

With regard to completion of the physical infrastructure. most of the major physical works wall be finished
in the FY 97-98. and detailed attention will be paid to the necessity of completing all of the previously
planned minor infrastructure. Close participation with the population of the area will be maintained The
recent agreement with the GOB to ensure that land acquisition procedures are 100% finalized before
construction at a particular site commences could be expected to lengthen somewhat the time frame as
envisaged untill recently.

The nfrastructure as planned and partially implemented under CPP | 1s a direct result of a long process of
various phases of “People’s participation” as defined by CPP in various documents and also stipulated
the Guidelines for People’s Participation. Through a detatled. field-oriented approach to needs assessment
and after consultation meetings with various interest groups and in combined sessions. plans were discussed
and ultmately endorsed by the subcompartmental water management committees In these conumniress.
reprasentatives of interest groups and other interested parties took part in these discussions and plans

1.3 Testing Viability and Replicability of Compartmentalization

There has been a great deal of discussion about the meaning and aims of compartmentalization. much of
which refers to "controlled flooding” We now interpret "controlled flooding" to mean two things: first. the
allowing of water m a controlled way from rivers outside the compartment to flow mto and through the
compartment. and secondlv._ the control of flooding ansing from rain falling within the arsa. by managing
the rate at which 1t moves from higher to lower ground and (where apphcable) out of the compartment
Wliere ramnfall and gl eiver levels occur simultaneously. surtace water management will be a nuxture of
these two and will also have niuxed mms damage himutaton and benericial water application

Chapter 3 ( Approaches to Achievement of Aims) argues for the emphasis in terms of water management to
be placed upon the control of drainage of raunwater within and from the compartiment. and suggests that the
water management committees be constituted accordingly. re n conformance with "natural " drannage
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patterns within the compartment This has the objective of maxmusing subsidhianin. makimg managemasi
Whils as autonemous as 1s practicable. by setimg unit boundaries m a wav which muininuses the amount of
water crossing these boundaries. and thereby also numinnsing the requurement for jomt deciston-making and
conflict-resolution by unit comnuttees

Proposals are mcluded for improved measurement of agricultural impact through a modification of the
controlled test plots. and recommendations are presented for the improved provision of extension sarvices

In the establishment of a replicable and sustamable nstitutional base for O&N and ntra- and nter-
compartment co-ordimation and co-operation. 11.1s argued that the representation of interest Lroups in \wates
management committees established during the first phase be modified to include representation of groups
of farmers with vanving interests as well as representatives of the fishing community. Women are members
of these groupings and cannot be considered as a separate homogenous iterest Lroup As such their vanous
interests are better protected and promoted through a fair representation within the sectoral representation
n the water management committees

Procedures are suggested for forming and running management committees with a view to ensurmg the
replicability of the nstitutional base. lts sustainability will eventually include the establishment of O&M
responsibilities devolved downwards as far as possible. but 1t 1s argued that the aim of beneficiaries 1aking
responsibility for maintenance at higher levels of system infrastructure involves a long process. and should
be approached with sensivity

The detailed. field-oriented approach adopted for infrastructure planmng also made clear that water
management 1s a very detailed and dynamic exercise It 1s always changing, and in fact analysis of the use
of the implemented water management infrastructure reveals that detailed planning at chawk or muluple-
chawk level may have to be adapted frequently over time as land use 1s also changing over time. especially
11 view of the mtensified landuse This dynamic behaviour may point to a required change in management
with regard to fizld level | or chawk-level ) water level control (see Chapter 3y Furthermore. 1t converges
with the adjusted approach towards more emphasis on drainage and water level control. Takimg this ona
step further mio the near future 1s the consideration that the Operation and Maintenance of the main systen
sliould be continued under GOB control. while both planning and O&M of minor water control structures
should come partially under local water management institutions, This renewed emphasis on sustainabiliny
of the entire organizational setup is the only way to have this worthwhile experience embedded mito future
frameworks

Not all impacts of compartmentalization are beneficial to all sections of the community. and the design and
implementation of mitigation measures comprises an important part of the concept Furthermore their cost
las to be considered in the wviability testing Design refinement. costing of mitigation measures and
assessment of their effect upon viability will comprise an important part of this phase of the work

Monitormg and Evaluanon (M & E) wili play a key role mm the assessment of whether o1 nat
compartmentalization 1s.a good mvestment for Bangladesh The M & E component aims to idenufy some
key performance indicators and measure them dunng the final phase. with the objective of determinimg the
true impacts that compartmentalization has had Here. one major difficulty wall be the separation of the
effects of compartmentalization itself from the effects ansing from other factors

Furhermore. measurement of impacts imphes comparison with a base stituation or "pre-praject’ candinions
Here 1t must be poited out that the pre-project situation in the Tangail area was one where a proteciine
emibankment already existed The "pre-project” situation 1s therefore definitelv not to be confused with the
“without peripheral embankment” situanon To the extent possible. data from outside the compartment sll
be utithsed. where available, m an attempt to establish what are the “without perepheral embankment”
conditions However. 1t should be clearly understood that most data will refer 1o "pre-project” 1o with
embankment but prior 1o construction of water management structures



2

IV IO LN R PR QPPTEINAL PHAST iaie

1.4 Development of integrated water resource management options

The anm of basing water managenment on the total hvdrological system 1s a desirable one. and the needs o
the landless. niarginal farmers. and fishing and beatmy, households are being carefully considered The
inipact of the management of surface water flooding upon the recharge of groundwater will be assessed on
the basis of groundwater level (and quality) monitoring However. we consider 1t inappropriate and
impracticable to attempt to nux the management of surface water through comnutiees at various levels with
the management of groundwater usage. wihich 1s largely in the hands of private individuals operating
tubewells Should it become possible to show that the water management strategies adopted by management
commnutiees 1mpacts 1 some way upon the (annually recharged) groundwater aquifer. 1t may become
nacessary to consider floeding operations with the aim of aquifer recharge for the benefit of dryv season
operations

The 1solated natura of the compartment could well mean that aquifer recharge 1s different from that in a
multiple compartment environment, The point we wish to make 1s that we consider 1t would be confusinge
and premature at this stage to try to mix surface water management by sub-compartment committees with
the private sector management of tubewells. Nevertheless. it may be the case that farmers on higher ground.
who are negatively impacted by limiting depths of flooding. could for example be given a higher prionity 1n
achieving access to limited credit resources for investing in tubewells.

Development of Policies and Guidelines for Integrated Water Resource Management in Protected Areas

[n view of the 1solated nature of the compartment in the floodplain, it must be realised that there will be no
opportunities for learning. and limited opportunities for suggesting how inter-compartment co-operation
should function If the concept of compartmentalization were found to be a good investment. then the
aventual establishment of adjacent compartments would certainly bring new institutional aspects to the fore
in comparison with thoss of primary significance i the context of the Tangail compartment. and the
present phase can at best only hope to provide some pointers to the future of co-ordination and co-operation
among, multuiple compartments

The currently unique nature of the Tangail compartment has other. more physical. implications: the early
signs of 1mproved water management in the form of umproved cropping intensities and greater
diversification arise largely from an increase in the proportion of lands with a lower depth of flooding (1 e
the proportion of land with a low "F" number has increased and that of land with greater flooding depths
has decreased) This is partly because of operating the mamn intake and peripheral structures in a way such
that not only is the timing of flooding amended. but also the total volume of river flood water enteriny the
compartment is reduced As long as the compartment is isolated. the effects of these management policies
on areas outside the compartment will be limited. and can be addressed with appropriate local mitigation
measures (e g the excavation of Gala Khal to relieve flooding upstream of the main itake through
drainage ro the Pungli River).

ln a situation where there are muluple adjacent compartments n the flood plam. water management
strategies which reduce the volume of water entering the compartment or the entry discharge at peak river
lavals can be expected to mpact negatively on adjacent compartments. since such strategies have the effect
of reducing flood peak attznuation. and will tend to be additive

Thus the benefits experienced to date within the compartment could be said to be due 1n part ta the fact that
it 15 a single compartment, and 1t is possible that these benefits could not be fully realised m o muluple
compartment environment [t will be difficult for the current phase to identify such effects and formulate
appropriate resporses other than i a very general way One proposal made m the current report 1s thit
further hvdraulic modelling i1s required in order to try to separate the effects of operation of the peripherl
structures from mternal operations for the Tangail compartment. so as to understand better their mdividual
iipacts 1t s thought likely that operation of the peripheral structures may have a wreater impact than that
of the internal structures However. modelling of the imipact of compartment operations on areas outside the
compartment 1s bevond the scope of the current pliase and we wish to discourage expectations that the
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srorect wall farmulate comprehensive water munacement procedures applicable ar o regonal o national
I u I | 4

lov el
| B Information Disseminanon

[nformation dissemunation will play an tmportant role in gy acceptance of the concepts and managing
the practicalities of compartmentalization Significant achievements have been made through the Tangatl
Information Dissemination Centre. and arguments are presented m this report for extending the process to
natonal level through a Centre estabhished in Dhaka. dealing with nanonal perspectives. and possibly
Imked to the forthconng National Water Master Plan Tlus should aid the feeding of lessons learead mto
policy formulation and national level planning

1.6 Development of Improved Drainage for Tangail Urban Area

Tlus work 1s ongoimg and 1s expected to be completed in 1998 with the construction of the Tangal 1own
drain which should substantially alleviate the drainage congestion. The operation of this flushing dram Ik
closely with the operation of the main regulator.
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CHAPTER 2: INTERPRETATION OF CPP’S AIM

{he focns

CPP is to focus on three issues. notably viability, sustainability and replicability of the compartmentalization
concept. In the next sections it will be explained how these three conditions define in broad terms the
indicators for M&E

I wable compartmentalization approaches

In the first place. CPP has to make clear whether the compartmentalization approach. as it has been
implemented 1n Tangail. is technically. economically. socially and environmentally acceptable This means
an answer to the question whether technical components of the project perform properly It also implies the
achievement of a number of economic and financial target values. this 1s that as result of the project the
population as a whole is better off Moreover, CPP’s activities should not lead to a degradation of social
structures. they should instead lead to a more even distribution of power and wealth. if the concept is really
socially justifiable Finally, the project should not impact negatively on the environment. unless measures
are taken to mitigate against negative environmental effects,

iahility indicators

Based on this analysis, the viability of the approach is reflected by:

« Data on flood damage reduction as compared with the non-intervention situation which prove that the
concept 1s attractive from the economic point of view:

e Economic indicators such as IRR. NPV and B/C ratio. which equal or exceed commonly accepted
viability levels.

¢ Understanding of the perception of the population of their social position. and

o Data on positive environmental impacts and possible degradation. and on mitigation measures that
clearly indicate a bettering of environmental conditions.

Nustainability of the approach

Sustainability comprises the ability of the compartmentalization concept to work and continue without
outside help. This means that once CPP’s activities terminate, the compartment should be able to stand on
its own feet with the constructed hydraulic infrastructure. created institutions for water management. and
achieved improvements in its social-economy. Sustainability. not only implies that the compartment 1s able
to continue after the project terminates. it means equally that it can handle emergency situations, do the
necessary repairs. tc

Sustainability mdicators

« Stability of the institutional base for the O&M of water management insfrastructure.

s Effectiveness of guidelines and rules for water management.

» (Cooperation between water users and water management implementators, which 1s reflected in part by
the number of complaints water users lodge about water management. and

o Effective arrangements for O&M or hydraulic infrastructures. including adequate financial provisions

Replication of the compartmentalization approach

Replicability reflects the way in which the specific CPP situation, once it proves viable and sustainable.
could be replicated elsewhere in Bangladesh The important question is whether Tangail’s boundary
conditions (those elements which cannot be changed by man). notably topography. climate. soils. and the
specific flood regime of the Jamuna. influenced the choice of solutions for the CPP’s compartmentalization
in such a manner that the project is in fact unique and not replicable. This would mean that the specific
combination of topography. climate. soils. flood regime. and remoteness (distance to the metropohs of 2«
Dhaka) 1s hardly found elsewhere in Bangladesh Or could it be that the boundary conditions in fact only
served as parameters for design and implementation. while the principles used and advantages gamned are
reproducible elsewhere” Then 1t would mean that replication 1s possible
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When trving to evaluate the rephicabihty of compartmentalization approaches. the hkely indicators e

e A compartmentalization approach wiich 1s first and foremost effective m the particular context of
Tangal. but whose..

e Boundan conditons are not unique in the Bangladesh context.

« National policies and guidelines that promote compartmentalisation.

e Acceptance of the approach by government organisations aclive 1 water resource developmient and
management. and

e A judicial and admimstrative structure to legalise the msututional set-up and collecuon of water
charges

Laspmptions, risks and COndinons

A basic condition is the continuation of adequate finances to operate and maintain structures. coming from
either pard-up water charges. or government subsidies. The risks include non-aclhievement of the expected
results. The umbrella condition for the achievement of the results is that there is some degree of people s
participation and that marginal groups benefit, M&E should also try to evaluate the fulfillment of these
assumptions. risk and conditions

The implementation of mitigation measures comprises an extensive and wide range of activities 1n a project
such as CPP As the range of activities 1s many fold. the exact interaction and final impacts are difficult 10
assess It 1s therefore felt that the scope of mitigation measures should not be “confined” but should instead
remain open-ended until impacts are properly assessed and enough time has passed for the impacts of
interventions to become clear.

The identified mitigation measures focus. either within the project area or in the adjacent areas. In
particular on

e water management.

= agriculture:

o fisheries:

e environment.

e institutions. and

= gender issues

According to the reformulation mission (pg 53 etc)

“One aspect of the mitigation measures which needs to be carefully taken account of 1s the assessment of the
full cost This will not be the same as the direct implementation cost to the project of the individual
mitigation measures. as not all will have total coverage and the implementation modalities. through the
project. are very different to those which would be found in a non-project area, The assessment of costs must
imclude personnel. evaluation and planning costs. the costs of monitorimg the impacts. the environmental
imipact assessment and all associated assessment and administrative costs It 1s expected that a separate
avaluation of the full economic cost of impact mitigation will be made”

The ToR (Final Phase) explicitly adds one extra dimension to this

“The need to ensure that the project specifically addresses any negative impact through nutigation measures
duning the project and a provision for the nutigation of failure after the project finishes. These nutigation
measures mciude structural mvestments mside and outside the compariment. environmental mterventions.
planning and consultation procedures and the internalization of externalities”

Prahiliny. sustarhability and replicabifin
A water management system which 1s viable. sustainable and replicable should meet m our opinion the
following conditions

I Attractive in fiancial and economic erns

: The results of the economic analysis will be a determiming factor for GeB to nvest 1
compartmentalization The main benefits to be expected from ncreased agncultural and fisheries
production and reduced damages through improved flood control
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- improved water management has to bring a tangible increase of income for the beneficiaries
- for the water users assuming full responsibility for O&M at chawk level. the accrued financral
benefits as a result of increased production have to outweigh the O&M costs

X Nocrad L.'L'L'..‘_{thh!h“'

- the accrued benefits have to be adequately evenly distributed among the different interest groups.

- substantial decrease 1 flood damage n terms of loss of human hves. housing and private
properties

- adequate representation of legitimate interest groups on WMCs (to prevent blockage by disaffected
Interest Lroups)

- adequate provision of mitigation measures for PAPs

Institutionallyv aceeptahle

= achievement of a legal status for the WMO. upon well defined agreements and contracts with
supporting and co-operating institutions and upon clear definitions and agreements concerning
allocation of responsibilities for operation, particularly in respect of water users' contribution to
maintenance, aventually resulting in a Water Management Act

- an adequate institutional capacity and capability (GO and NGO) at national. district and field level

to plan and implement the compartmentalization process according to the procedures as developed

under CPP

fwd

+ Politicallv conform with national developments
Political commitment from the government needs to be guaranteed especially with respect to the
implementation of the (to be developed) legislation related water management particularly
referring to:

- legislation/agreements with regard to conflict resolution

E agreements made on roles and responsibilities of BWDB and water management committees.

- full incorporation of the (agreed) maintenance costs in the ADPs.

For replicability reasons. the developed concept for compartmentalization should also satisfy the following

conditions

- the project area should be representative for a larger area of the flood plains of the main country's
river plains.

- the institutional capacity and capability should be adequate to plan and implement
compartmentalization without (or with strongly reduced) technical assistance
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CHAPTER 3: APPROACHES TO ACHIEVEMENT OF AIM

3.1 General Introduction

The background agamst which the Compartmentalizaton Pilot Project has been projected. is of assential
mportance to understand the originally percerved context and set-up (Chapter 3 2) The “histoncal”
description of the perceived context is set against the experiences acquired to date As the reality of the
settings of the project. and its practical results so far. are a muxture of physical. insutunonal. social and
orgamzational 1ssues and constraints. it 1s necessary. to try to explain the experiences n a simnlar fashion

{Chapter 3 3

Further. elaboratine on those experiences. and formulaung new acuvities accordinglv. a re-erientation took
g £ £
place regarding these activifies (Chapter 3 4 - 3.9),

32 Brief description history of Compartmentalization

Compartmentalization is an established techmique i watershed management. The technique is applied
when it is necessary to slow down the runoff of river systems or watersheds or to create independent systems
to which different drainage criteria can be applied. By applying the techmgue. the risks of flooding and/or
the size and cost of interventions can be reduced.

Compartments may store excess water temporarily and can do so in two ways

. Excess ramfall 1s temporarily stored in the compartment and 1s released after high water levels
outside have receded. The runoff process 1s slowed down.
. Excess water from upstream parts of the watershed is taken in by more downstream compartiments

m order to “shave™ or alternate peaks further downstream.

Under the first approach. the runoff water from sub-systems is temporarily prevented from entering the
main system. Under the second one. the water which is already in the main system 1s stored m a
compartment Later 1t 1s released again. when the ligh peaks have passed

Compartmentalization at national level in Bangladesh

From a Instorical point of view. floods have devastated large parts of Bangladesh: after the 1987 and 1988
floods. various studies have been done on the assessment of confining these floods or. at the other extreme.
apply a strategy of "living wath the floods". which 1s the more traditional way of coping with these floods 111
these circumstances. A compromise was made out of these two extreme points of view Hence. the concept
of compartmentalization was developed

To prevent the almost vearly flooding along, the great nver svstems of Bangladesh. 1t was visualised thin
compartments could be created over extensive areas within respective their flood plams They would
“shave  the peaks by the two mechamsms described siowing down the runoff. and. taking m water when
the approaching peaks are feared 10 exceed certaim maximun levels

How many of those compartments would be needed m order 1o have an appreciable impact on the peaks of
the major rivers. is not vel known and can not be answered by CPP Even if the Tangail Compartment weie
flooded to great depth. the effects on water levels in the surrounding river systems would not be noticeable
due to the rano of storage mside the compartment to the storage in the enure floodplam In addition
flooding the Tangail Compartment for no immediate benefit. would not be acceptable to the land users
imside the compartment
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Novertheless. CPP can contribute basic information to compartmentalization at national level From its
databases on land use systems. topography. soils and flooding. the Project is able 10 astabhish practical
relationships between imperfect drainage conditions. flooding and damages

Compartmentalization of the Brahmaputra floodplain would serve three purposes

4 Flood control m order to reduce flood damages to human lives. economic assets and agricultural
production (a degree of flood protection).

b Controlled Flooding to capture the benefits of flooding for agnculture. fisheries and navizaton
purposes (Beneficial Flooding ). and

¢ Flood storage to store floodwater and/or rainwater m predefined (sub) compartments to reduce

—_—

floodpeaks 1n order to reduce flood damages elsewhers in the floodplain

[n the compartmentalization approach it 1s foreseen that floodwater would be reguiated in such a way that it
gives maximum protection, mimmum flood damages and maximum benefits to agniculture. fisheries. and
navigation When the system 1s in full operation, (entire floodplain covered with multiple compartments).
decisions need to be made on how the flood ( and rain ) water 1s to be distributed among the compartments,
given the hydrological conditions (flood levels. flood duration. flood predictions and actual rainfall ) and
given the degree of liberty as determined by the technical features of the system

The entire scenario of possible choices regarding the management of these compartments 1s heavily
determined by the prevailing hydrological conditions of a particular year. In hydrologically “wet™ years.
flood protection and mimimizing flood damages wall prevail. while in dry years the beneficial effect of
controlled flooding will dominate. Risk management 1s an essenual part of the concept and therefore an
analysis of possible scenarios need to be worked out which would provide guidelines for management at
(floodplain) regional scale.

The perceived physical system in the floodplain area to satisfy the compartmentalization approach assunies
| The presence of primary embankments

[t was assumed originally that a primary embankment would have been constructed on the left bank of the
Jamuna river (Brahmaputra Left Embankment or BLE). in the same way as the construction (as completed)
of the Brahmaputra Right Embankment (BRE). butlt during the nineteen sixties. The main objective of the
BLE would be to provide flood control to the entire Brahmaputra Left Bank. Later this 1dea was dropped
due to the severe maintenance problems which occurred wath the BRE

There is an urgent need to describe the concept of the compartmentalization in order to agree on the
principles and the objectives etc. In various documents. the degree of details regarding the description of the
concept. makes comparison rather tedious and difficult. The original Term of References (January 1990
states clearlv that this primary embankment 1s supposed to be present

The Oriunal ToR of the Compartmentalization Pilot Projecty issued 1n 1991 ) state

e tlod protection policy adopted w the Flood Letton Plan s that of comtrolled flooding and controlled
drantage This unvolves the bulding of embankments along the maut rivers to prevent unusually cariy

capidiy vising. gk or Jare pever Hloods from damaging crops i properte on adiotning foodplams. aid
providiine reulators stuiees i the emhankmenis 1o allone mormal’ Hoodig of land to ocenr o deptiis it
Wil formrers are Keniiliar tor FIVE aiid LI ddocal pmproved varretios), to allow [ixk 1o prove hetiden the
vivers wind therr Qoodplain feeding amd spawinn areas wnd to evacnate excess ranmwater foodone when
corerial vnver feveds e fove enangdt The protected area hokundd the reor enbanknrens wonld dodovided
[ Le.rru‘.".u'm.'u.rf.f\'_ PAA LI s of XIS Fosded PNy CortR e hepe possehle s as o faciliiane
fre reterione or dragmage of waters ay pegpared T compaeimen!t i Pasivally a pranaelment e vy swho i
thie tivolventent of heneticiaries i considered exsential for 18 SHCCESS The averall objectvie iyt provide
Hrronsdr waler ManuaEenIent. a more secure cavironment for mtensive agricnlture, fisheries aid rterated
privard b development. aid therehy improve the ccononie secnrtiv and gualitv of lie of the floodplain

fropttidation
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Ficure 3.2.1: Map CPP within regional setting. as perceived by ToR (First Phase)
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Annually the Jamuna river stores vast amounts of water on the Brahmaputra flood plam. whereby actual
flood depths may reach several meters at particular locations. Vanation of water levels the floodplaimn
areas i Bangladesh is a combimation of niver flows conveved by the Brahmaputra river (ongimating n
India Nepal and responsibie for more than 90% of the total discharge and local regaonal ramfall U ndey
these unprediciable Moods depths onlv low value crops can be grown. wiule mgher vielding crops can anly
be cultvated with ligh risk

In order 1o smooth these floodpeaks and consequently reduce damage nisk. the varianon in flooding risk has
to be brought down and be made more stable to allow higher value crops to be grown and to reduce damage
lo otlier economic activities A solution would be to embank the entire area prone 1o floods. and
consequently have waterlevel control to a certam axtent

Embanking vast areas of the floodplain would also result in a substantial reduction of fish fry and reduced
s1lt deposition which would result in reduced fish and crop productions

The height of the embankment is linuted and would therefore be only partially effective Furthermore. a
long duration flood which would "invade" the entire floodplain area would not spare the embanked area
from flooding as the inside water level cannot be drained out unless artificial means (e g pumps) are used

If these fully-fledged embanked areas would be implemented at large scale in the floodplain area. the
discharge capacity of the floodplain area itself would most probaply be strongly influenced as the net
convevance area would be strongly reduced This in turn would eventually mnfluence the height of any
embankment in the floodplain area It is possible that extra scouring and substannal bed level changes
would take place whereby the same conveyance capacity for the entire floodplain area could be manained
This last statement 1s not verified by hydrological modeling,

2 The presence of secondary embankments

These embankments would have limited flood control functions as the primary embankment would satishy
on the flood control function. The main objective would be to allow controlled (beneficial) flooding to take
place

Two possible options would be available at the time of deciding on the mitiauon  of the
compartmentalization project. either to start at a location where there would be no existing embankment or
select one with an existing (or partially existing) embankment.

If an area would be chosen without some evidence of initiative for flood protection. then one reason could be
that there would be no need for any (linuted) flood protection measures. uniess these had already been
implemented and 1n a later stage abandoned 1t due to certain reasons Thus. jusufication might have been
absent n these cases

The Tangail district was dehiberately chosen because recurrent flooding problems took place 1n this area and
a substantial embankment with some regulators had already developed as a consequence of these frequently
occurring flooding problems. In other words. local initiatives were developed in order o protect the area ag
much as possible

The Bangladesh Water and Flood Management Strategy Paper (September 1003 states that flood control
was the dominating theme in the “Eleven Guiding Principles™ as formulated by the World Bank This hus
changed over the years as awareness about environmental issues became more pronounced through studies
under FAP and NEMAP (pg, 5. BWFMS. 1095

Furthermore. subdivision of the area mto smaller-sized. watermanagement units would faciliate water level
control at field and (multiple) chawk level
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3.3 CPP as a Pilot Compartment and its current Institutions

3.3.1  Introduction

CPP 1s a pilot project to test the compartmentalization concept as a mechanism for flood regulation in
Bangladesh

The overall aun of compartmentalization was to

extablish a sertes of compartments in the flood plams of major rivers protected by omajor river
emhankmenis. to regulate floods throngh selective protection and mundation of individual compartments

The core question the project needs to answer Is

"‘Whether compartmentalization is a good investment in contemporary Bangladesh'

A simular process as described in Chapter 32 in relation to the whole floodplain. can be applied at
compartment level The compartment is divided into sub-compartments. Ideally. sub-compartments are
hvdrological units where it would be possible within the hydrological boundaries conditions to- manage
water levels independently from the other sub-compartments. Or in other words within sub-compartments
water levels could be manipulated for

- agricultural and fisheries purposes and
- storage purposes.

So, within a compartment. given the hydrological boundary conditions and in so far as independent
operation Is practicable. choices need to be made on

- which sub-compartments need to be saved from inundation (protection),
- 1n which sub-compartments water needs to be stored (storage) and
- how the water is to be distributed among the sub-compartments for beneficial flooding,

Criteria and scenarios need to be developed to make those choices within the hydrological boundary
conditions, as well as an institutional framework for decision-making and implementation

Compartments consist of land enclosed by peripheral embankments for flood protection with gated inlets to
allow controlled flooding or mundation when necessary and outlets for drainage In the full
implementation. a series of compartments would be established. protected by major embankments along, the
major rivers It remains to be assessed if indeed these major embankments along the major rivers are
indispensable for testing the concept. For CPP, it is assumed that these major river embankments are not
indispensable

3.3.2  Relevance of CPP for testing the compartmentalization concept

In CPP the compartmentalization concept 1s being tested i an isolated compartment which 1s not protected
by major tiver embankments, which in essenice means that the return period for flooding 1s 7 instead of 2u-
100 years isee alse ToR June 1990, Chapter 3 2) Furthermore it 1s evident that flood storage cannot be
testad. 1t 15 not acceptable to inundate the compartment for experimental reasons The implications of tull
implementation can therefore only be simulated by extrapolating the results of the pilot compartment (o an
entire flood plam

The question 1s then what can be tested in a single 1solated compartment and whether that 15 sufticient for
oxtrapolation and weneralisation [n order to answer these questions various situations can be exanuned



J

DREAIT INCIITTION REPORT €11 (FINAL PHASTE Iape ZF

which may amse o any wiven vear within a given compartment which forms part of a senes of
compartments m a flood plain They are

a 1he compartment 18 profecied aind draoied throughout the monsoon.

b the compartment 1s protected against external floeding but excess ramwater cannot be dramed off
and 1s srored temporarily in some or all of the compartments.

c part or all of the compartment 1s mientionally iundated 10 harmful water levels in order 1o control
water levels outside the compartment. and

d the compartment 1s subjected to forced mundanion to harmful water levels because flood levels in

the flood plain are too high to be kept out
Testing the compartmentalization concept therefore implies finding answers to the following questions

what 1s the expected frequency of occurrence of the four situations’

what is the damage resulting from intentional and enforced inundation”

what 1s the impact of protection. controlled flooding and improved drainage with moderate fload
conditions?

wd ) =

Questions 1. and 2. have not been addressed by CPP but they must be answered in order to extrapolate the
findings.

Answering question 1 requires an overall model for flood levels in the Jamuna river as well as for the
situation that would exist in the flood plain with a series of compartments established It is beyond CPP's
mandate and capability to answer this question but it is very important that it be addressed for eventual
extrapolation of the CPP case The Flood Management Mode! (FMM). developed under FAP-25/'SWAIC has
partially addressed this, In the near future. this can be taken up again 1o assess this potential situation

Damage by harmful flooding (question 2.) across the compartment may be assessed if forced flooding or
breaches occur in the future. but it would be advisable to also address this question in a theoretical manner
This requires imformation on landuse and expected damage to crops and livestock from prolonged flooding
It is largely a monitoring rather than an implementation issue but CPP's assignment does imply finding an
answer to this question. The Flood Damage Assessment Model. which is developed as an extension or
FMM. has attempted this. but a weak model precision limits FDAM's usefulness at this moment.

Harmful flooding in individual sub-compartments for local storage purposes could be tested 1 case of high
rainfall (ncluding high outside water levels impeding drainage) and in case of local breaches of
embankments. In principle 1t would be possible to mamipulate the system i such a way that the flood
damages are minimised by temporanly storing (part of the) flood/rain water in selected sub-compartments
Apart from the question whether the current water control level between sub-compartment allows this.
selective flooding would be a highly sensitive 1ssue which has sofar not been thought through by the projec

CPP has n practice only been concerned with the third of the above questions. viz

'what is the impact of protection, controlled flooding and drainage in years with moderate flood
conditions'.

This is the only one of the 3 questions which can be addressed experimentally. the others must be addressed
by other methods

3.3.3  Qutline of the CPP set-up

Minimum requirements for testing the performance of a single compantment as a model for the
compartmentalization concept are

(1) establishment or upgrading of peripheral embankments.
(1) establishiment of rules for the operation of peripheral gates. and
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(1) monitoring the resulting changes in water conditions and the response of those affected in terms of
landuse

CPP has therefore established a single pilot compartment covering an area of 13.200 has. divided by a
seasonal river (the Lohajang) and bordered by two other rivers. the Dhaleshwari to the West and the Pungl
to the East. The project has rehabilitated and reinforced the existing horse shoe embankment, constructed a
main regulator in the Lohajang river to strengthen its function as the compartment's main drainage canal
and built gated inlets along the Dhaleshwari and the Pungli and gated in/outlets along the Lohajang,
Furthermore. the compartment has been sub-divided into 16 sub-compartments in order to improve internal
water control The compartmentalization concept was repeated within the compartment through internal
embankments. 1n- and outlets and flooding and drainage channels Several larger and smaller gated and
ungated water control structures have been added and several internal waterways have been excavated or re-
excavated. Repeating the compartmentalization concept at the within-compartment level would implv
independent water control for each sub-compartment This. however. is not practicable The sub-
compartment boundaries are not water tight and in several cases in- and outflow of one sub-compartment
passes through another.

Within a sub-compartment a number of 'chawks' have been defined as the smallest units with more or less
clear physical boundaries, such as waterways. roads. settlements, etc. Generally speaking. however, the
chawks do not have independent water control. although small control structures have been built at the
boundaries of several chawks Between the chawk and the sub-compartment level. 'systems were
distinguished. which consist of a series of chawks which usually have a single water inlet and a single
outlet. Preliminary operating rules have been established for the main regulator, peripheral in- and outlets
and major internal structures.

A three-tier institutional framework has been established for operating the compartment's infrastructure.
corresponding with the compartment, sub-compartments and chawks. It consists of Water Management
Commiittees ( WMC) at all three levels. Water management decisions are to be made at each level wathin the
degrees of liberty as determined by the limitations of infrastructure or water management decisions taken at
higher levels.

The basic question which arises for Phase [l of CPP is what. in fact. can be tested on the
compartmentalization concept tn the Tangail pilot compartment, given the fact that the exisung water
management system 1s already to a large extent determined by

a. the infra-structure as designed and to a large extent constructed during phase 1. and
b. the already established institutional structure of water management organisations

3.3.4  Hydrological conditions and water management in CPP

The water management system in the Tangail compartment, as designed. constructed and partially tested
during the first phase. shows that precise implementation of the compartmentalization concept 1s difficult
The physical reason is that the topography. characterised by a complex of ridges and beels. 1s not favourable
for internal water control Construction of independent hydrological units is complicated and would require
a hugh density of costly control structures A second reason 1s that this high density of structures 1s not
favoured by the people for reasons of land acquisition and navigation During the needs assessment and
subsequent consultation meatings. people gave priority to drainage improvements and an open channel
network for navivation purposes. in addition to protection through embankments

I order to satisfy the need to test compartmentalization concept. the project added more control structures
than requested and agreed upon by the population during the consultation process Nevertheless. the concept
is not and cannot be fully implemented. The result 1s that the actual water management system is a
compromise between. on the one hand. the compartmentalization concept and on the other hand the
topography and the wishes and needs of the Tangail population.
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The boundaries of sub-compartments are ‘porous Chawks are hydrological umits to a limited extent onh
and so are sub-compartments As a result the water managenient system 1is much more complex than mn the
intended compartmentalizatnon concept  Apart from being '‘porous’. the sub-compartment embankments
have a relatively low level. reducing the storage capacity Even if these embankments could be fully
controlled with gated structures. these would only have a lumited protection function in case of breaches in
the peripheral embankments

The foregoing means that given the existing physical water management system. the compartmentalization
concept at compartment level cannot be tested on its protection and storage functions. What remains 1s

— beneficial flooding,
protection against moderate flood levels, and
improved drainage

Beneficial flooding 1s a typical component of the compartmentalization concept which can be tested
experimentally and the project has to evaluate the assumed effects of flooding on capture fisheries and on
agniculture through irrigation and soil fertility. Protection against moderate floods and improved drainage
are the other important components. Further testing of the compartment for beneficial flooding,. protection
against moderate floods and improved drainage are the mainstay of Phase 11

A first condition to effectively operate and test the compartment's control mechanisms within the above
limitations 1s a thorough knowledge of 1ts hydrology and the effect of the exisung nfrastructure For that
purpose. a modelling approach was chosen during Phase L. using an adapted version of a hydraulic model
widely used in Bangladesh. “Mikel 1™ The project. however. has so far not itself implemented the model.
nor did 1t have the capacity to do so. Furthermore. the reliability of the model's predictions in its present
implementation are in doubt. The compartment's hydrology 1s therefore incompletely understood

From more conventional observations it appears. however. that the internal infrastructure has only a lnmited
affact on the water levels within the compartment. This prelimmary conclusion 1s based on the following

- In the report on the 1995 monsoon experience. it appears that the internal structures were only used 1o a
very limited extent. It should. however. be noted that this was the first flooding after completion of the
structures and that no institutional structures were properly 1n place for gate operation

- The 'actual flooding depth maps' of the 1996 monsoon shows that there were no major differences in
water level between chawks and between sub-compartments. This flood was relatively low

- During field observations the number of structure operations appeared to be minimal and moreover
water level differences up- and down-stream of the structures appeared to be small (in general not more
than 10 cm . but upto 30 cm 1n some cases),

The main effects on water levels and flows result from regulaung the flood levels by the peripheral
mfrastructure (embankments and regulators) and through improved drainage The additional impact of the
mternal structures on the water managenient system and subsequent benefits for agniculture fisheries are
uncertain and remain to be assessed thoroughly. Nevertheless. benefical changes to cropping patterns and
cropping intensities in the northern (earliest constructed) pan of the area are attributed by the affected
population 1o project activities,
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Ficure 3.3.4 Physical setting CPP-area
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Figure 3.3 4 Physical setting CPP-area
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3.3.5  Implications for water management organisations

Given the many uncertainties about the hydrological conditions in the compartment 1t 1s obviously difficult
to draft meamngful guidelines for internal water management Attempts (o formuiate them for the
SCWMCs have resulted 1n complicated regulations which can certamly not be handled at the level of the
SCWMC Obviously. this has had a negative impact on the effectiveness of the WMCs at all levels. as
shown by the results of the recent appraisal of the WMCs (Communica. 1997) In it's current condition. the
hydraulic model gives limited msight in system operation. This is obviously not adequate for a system
managed by water users Arriving at clear gudelines for water management committees is thus a pre-
condition for a system managed by them, If the water management system turns out to be too comphicated
for drafting easy to follow guidelines. the viability of water management committees Is put at stake

This means that during phase [l. priority needs to be given to a thorough charactensation of the
compartment's hydrology resulting i the development of clear gwidelines which can effecuvely be handled
by water user organisations. The alternative would be a trial and error learning process

Incomplete control of internal water flows also implies that the sub-compartments as previously defined do
not sufficiently reflect hydrological conditions and inter-relationships. Drainage patterns and command
areas of the various inlets in the main embankment are therefore being considered as the basis for
describing and ultimately managing water conditions in the compartment. A tentative subdivision to
'Drainage Catchments', for instance. showed the degree of interdependence of several sub-compartments for
drainage. At the lower level, chawks also depend on one another to varying degree from a drainage point of
view These inter-dependencies are treated in more detail in Annex-1A of this report. where a revision of
the sub-compartment boundaries 1s proposed, based on drainage patterns. Major attention will be given 1n
the future to better characterising the compartment's drainage patterns. which will have important
unplications for institutional arrangements of water management at the different levels and the roles of
various commitiees

Compartments in the flood plains of Bangladesh would have the function to reduce floods by temporarily
storing runoff waters. In case of the Tangail Compartment the necessity of storing runoff is imposed by
outside conditions: it is expected that outside water levels are so high during the monsoon that parts of the
Compartment can not drain

As far as water management is concerned. it needs to be determined what optimal land uses are. under the
circumstances A second subject of study is whether flooding rnisks can be reduced on the low lands by
improved water measures.

During the first phase of CPP. the Compartment area was sub-divided into sub-compartments. which in turn
were split up in chawks There are |5 sub-compartments in the area and about 150 chawks The sub-
compartments and chawks both have a water management function and on institutional function
Improvements in water management will involve focal commuttees, both at chawk and at sub-compartment

level

During the final phase. chawks and sub-compartments will be maintained. but 1t 1s proposed to adapt the
boundaries of the sub-compartments 1n such a way that each drainage system 1s fully contained within one
sub-compartment In the past. one of the difficulties in water management was. that drainage systems
crossad the boundaries of sub-compartments In managing a drainage system coordination was sometinies
required between two or three sub-compartment comnuttees. The proposed change does away with that
complication

Another change proposed for the final phase 1s that the 2mphasis shifts from water level control to dramage
During the first phase miuch attention was given to water level control down to chawk level That appeared
rather complex and not very well manageable By concentraung on drainage. water management will
become easier
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To improve water management. CPP has to establish closer and more effective contacts with the
committees For that purpose Jumor Water Management Officers are appamted. who will work under
supenvision of a Dramnage + Water Management Engineer Their task 1s to assist the comnuttees m then
tasks and on the other hand te idenufyv important water management issues (see also Chapter =

There is sull insufficient knowledge about the behaviour of water levels outside the Compartment durmg the
monsoon Likewise. the detailed behaviour of the Lohajang river 1s sull unknown During the first phase of
CPP. modsa! calculations were undertaken related to flooding and drainage. but the model needs to be
adapted to the new requirements. In the first place. it will be simphfied Secondly. the model will be
transferred to Tangail office in order to improve the communication about model outputs and the field
situation. It 18 a matter of priority that CPP acquires good understanding of the operation of the Main
Regulator under a variety of difficult boundary conditions (see also Chapter =)
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3.4 Future Institutional Development. including O&M

341 Objectives and outputs
The ToR (June [996-June 2000) state the objective of the institutional development component as follows

The establishment of an institutional base for the operation and maintenance of the
compartment, good intra-compartment coordination and the potential development of inter-
compartment cooperation. This institutional base should be replicable and sustainable without
project assistance, including having a sustainable financial base.

This objective should result in the following outputs
A The creation of a water management organisation

1 which is capable to operate the system according to a set of rules and regulations as
formulated by the project and satisfving the requirements of the land users;

2 in which the different stakeholders or interest groups are adequately represented,

3 which 1s capable 1o solve conflicts between different interest groups and between the water
management units;

4 which 1s capable to maintain the system by adhering to the tasks and responsibilities as
defined by the land users:

5 which 1s embedded within the Bangladeshi institutional structure; and

6 which has a legal status within the constitution.

B Based on the experiences in the compartment the project should formulate a water management

policy. including guidelines describing the institutional process during the planning.
implementation and O&M stages of compartmentalization

3.4.2  Basic principles

In achieving the formulated objectives and outputs, the project proposes to follow some basic principles

I The People Participation Guidelines (PPG) of the MWR will form the basis of the institutional
setting and participation, but will be adapted according to the actual situation in the compartment

2 There will be a clear distinction in the organisational set-up between water management
organisations and the project organisation

d

More emphasis wall be given to the waterusers' organisation at the smallest hyvdrological unit. viz
the chawk. through

- sumulattion and organisation of chawk level water management committess where
relevant interest groups at chawk level are represented '),
) assisting in development of internal chawk water management infrastructure through user

uroup support

+ The target group m water management comprises all people with a legitimate stake 1n water
managgment n the project area. Within the total group of stakeholders distinctions can be made
between different categories of land users and between interest groups (farmers at low. mediun and
lugh lands. fishermen and boatmen) Conflicting mterests may exist between hyvdrological units
between nterest groups In some instances landless fanulies and women may be considered as

Vi CPPL Phase L the Clak conmittess were compused o tamiers only
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distinet interest groups but their interests do not necessarily deviate from the former mentioned
groups

3.4.3  Current water management organisation

Duning the Inception Phase (Final Phase) of the project. the current status of the water management
organisation and the different committees was examined. as a starting point for further development

Relevanoe of the current organisation

With the acknowledgement that the compartmental mfrastructure cannot give complete nternal water
control. the existing management layers of chawks and sub-compartments and their roles also need to be re-
examined Under the existing system. the sub-compartments often depend on each other for flooding and
dramage and the dominant mfluence of the peripheral structures implies that drainage catchments and mlet
command areas should determine management units. Sub-compartment boundaries are therefore being re-
drawn on that basis.

\ppratsal of the existing organisation

In late 1990, all existing 15 SCWMC's were visited by the IDS. the sociologist. the WID and one field
assistant On the basis of this prelininary appraisal two SCWMC’s were chosen for further m-depth
surveys. using PRA methodology. A multi-disciplinary team was formed for that purpose consisting of
representatives of line agencies. NGOs and project staff. An experienced trainer/facilitator was contracted to
guide the PRA. Some of the findings from the survey in respect of the Committees were

—  the objectives of the water management system were not well known

_ farmers were somewhat aware of the system but other categories of interest groups were almost 1gnorant
in operating the structures, the interests of farmers in high. medium and low land were not equally
looked into

_ “terrace embankments' inside beels were proposed by farmers as a way of solving conflicting interests of
farmers 1n lugh and low land

— decisions on gate operation were often not taken through SCWMC meetings and sometimes decided
‘from the top’

— {he attitude of the majority of people towards the system was positive but the fishermen were sceptical
beels and low-lying fishing areas are usually owned or controlled by others than the fishermen

— people were more aware of the SCWMC than of the ChWMCs.

A major conclusion drawn from the PRA was that the committees are not (vet) well developed as people's
institutions. The lack of clarity about the purpose of the system and the nsufficiently worked out and
communication rules and regulations are probably at the hear of the problem

Three further key 1ssues are emphasized here. which are important for the future development of the wates
managenmient organisations

1 During CPP Phase 1. there was no clear distinction between water management organisations and
project orgamisation. A wide range of organisations (GO and NGO) have a role to play m achieving
the objectives and outputs. but the water management organisations should be basically canstituted
of the legitimate stakeholders. and their relationships with the various organisations should be
clanfied.

Ol €11 Pliase T bour mterest groups were disgtmpuishied. tamers fshrermian wome and lodliss 10 s supaested ten

Wl e eciian tilerest goups heressere comttised Wity des eloprant L gat wroups sidi as Ll coud women et comsidated o
tie most disadvantaged groups The speaal mterests of kmdles tamihies will be enplovmant m the comsnidion md mantamee oF i
mfragriaure. hut as sgrenhural lshaurers or Taboirers m fisderies thes wall ned have deviatmg mteredts from the formmer v maitnnied
mterest wroups Smularly woman may have spectal mierests m clen drmbang it supply. o flood preparedness. i thar miae o
farmier w o o Tisheny women wall ot deviate o these of the carbier mantioned mierest groups
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J The different interest groups which can be distinguished 1n water management activities were
previously organised only at sub-compartment and compartment level. 1gnoring the importance of
their representation at the lowest level of water management unit. the chawk.

3 There was no direct relationship between the membership of the commuittees at the chawk and the
sub-compartment level

The new organisational set-up 1s intended to correct for these deficiencies.

3.4.4  Future development of the organisation

thitline

The overall function of the different WMCs is to provide mechanisms for consultation and communication
among legitimate stakeholders 1n water management. for operation of water management infrastructure to
the benefit of the stakeholders as far as this 1s within their competence, for conflict resolution n case of
conflicting interests. and for mediation between direct stakeholders and a range of agencies with a role n
water management.

The outcome of the PRAs conducted by the project during the Inception Period. in combination with the
outcome of the reviews in other sectors especially regarding the physical water management systen. form
the basis of future development of the project's institutional component. Key issues are:

- the relevance of the present three tier system in water management organisation of compartment.
sub-compartment and chawk. in view of the physical water management system

- the roles of different stakeholders in water management (directly affected persons. line agencies.
local zovernment. NGOs and project)

Two main options are available for stratifying WMC into functional layers:

I. Maintain the present system of chawks and sub-compartments. but improve co-ordination mechanisms
between them, reflecting the reality of their often high degree of inter-dependence.

2. Maintain the chawks as the basic unit with the next level being the drainage catchment area or inlet
command area. or a combination of the two. The objective of this option would be reduction in the need
for conflict management among, strongly interdependent sub-compartments.

The choice between these options must be guided by the goal of establishing an effective and efficient water
management system. The system should therefore should 1dealy be such that it 1s grounded in the prevailing
liydrological conditions and that management decisions which affect conditions at a given level be made as
far as possible at that same level (subsidiarity principle)

Since drainage flows are the most important feature of the hydrology in the compartment, 1t 1s proposed that
the organisational set-up should reflect this by making it coincide with major drainage patterns. This wall
largely elinunate the problem of major water flows crossing the boundaries of major management umts. as
occurs with the current sub-compartiments. It 1s therefore recommended to define new sub-compartment
boundaries. based on drainage patterns. The revised boundaries are described and depicted in Annex-14

The chawk remains the best unit for grassroots organisation under any set-up because of 1its manageable size
and s agricultural significance The roles of the chawk commuttees should, however, evolve i such a way
that they reflect the hydrological conditions 1 the chawk and their relavonship with other chawks
Different chawks may be quite different in that respect. depending on therr link with major dramage routes
and with adjoining chawks
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Reprosentlatiens f inlerest groups an the AL S
The ToR stipulates that an adequate representation of all interest groups in the water management
organisations 1s required For ting purpose. the project has two important instruments

! the opportunity of representation of all relevant interest groups in the water management
commitiees
il recruiting the support of NGOs in group formation of disadvantaged and margmal groups

During the establishment process of the WMCs the different interest groups themselves have to decide on
their participation. winch may lead to differences between chawks Fishermen would not be represented
chawks where they are not present

The limitations of CPP with regard to equal representation should also be kept 1 mind CPP. bamy a
project with a hinuted time horizon. will not be able to fully address the equity aspect. Empowerment of
disadvantaged groups is a long time process and requires a change in the social pattern of rural Bangladesh
NGOs with long term commitments to the people and groups they are working with. may eventually be able
to achieve tlus change.

The water management committees will be composed of elected members. As is shown elsewhere 1 (and
outside) Bangladesh. the composition of the committees will largely reflect the existing rural power
structure with limited access of the disadvantaged groups such as marginal and small farmers. tenants.
women and landless. Equal representation will thus depend on the emancipation of these disadvantaged
sroups and 1s by definition a gradual and long-term process. [t will be one of the tasks of CPP to assess to
what extent equal representation can be reached within the given time It and with the mstruments the
project has available Eventually representation will be a kev indicator in reviewing the viabihty of
compartmentalization

Broad roles and composinion of the Water Management ( ‘ommittees

The tasks of the WMCs are described i Chapter 3 45 Their general roles and composition will be
assessed  The future orgamsation i1s considered at four levels (chawk. sub-compartment. compartment.
region)

A Chawk level

The chawk is considered as the smallest project-level physical unit and remains the smallest unit for
significant water management. At the chawk level decisions need to be made with regard to desired water
lovels and the desired in- and outflow into and from the chawk. This means that already at this level
distinctions need to be made among the different stakeholders. The possibilities for water control of an
individual chawk. however. are very limited and therefore the immediate role in water management of the
ChWMC s 15 also hmited

In CPP. phase 1. only farmers participated in the chawk committess In the future all relevant interes
eroups within this unit will be represented i the chawk committee. Water management 1 the project area
mnfluences agriculture. fisheries. water transport and household activities Agriculture is practuised by
landowning cultivators. homestead owners and sharecroppers while fishenes 1s in the hands of fishermen
and women The number of boatmen involved with water transport is so small 1 the Tangail compartment
that 11 1s not warranted to see them as an interest group that has to be included in the comnuttee Lse and
nuisance of water related 10 households affects a large part of the population in the compartment [t 1g
however not considered necessary 1o see them as a separate interest group that has to be representad
primary level. because 1t can be expected that these interests are sufficiently bemng taken care of by the
aforementioned groups These groups are also users of water for household purposes and have also property
that has 1o be protected against flooding

All interests related to water management are shared by women Therefore 1t 1s not necessary 1o treat them
as a group that should be represented separately. Rather a provision should be made that at least one third of
the membars of the lowest level comnuttee. representing the target group as delineated above. are women
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It is therefore proposed that the ChWMC will be composed of elected members from the following
categories

farmer households. with a maximum of two representatives each from households which farm
predominantly in low, medium and high land within the chawk
~ two representatives of fishing household for those chawks where fishing families are present

[t remains to be seen whether these categories ensure sufficient representation of all interest groups
imcluding landless households. which are defined as households with 0-0 3 acres of cultivated land The
representation of the different interest groups will be dealt with explhicitly during the formation process of
the commnuttees as outlined in Chapter 3 4.0

This proposal for composition of the ChWMC does not fully comply with the "Guidelines for People's
Participation in Water Development Project” of the Government of Bangladesh. Mimistry of Water
Resources, as they stand at the moment (publication in English of August 22, 1994). In these Guidelines it
is clearly stated (see page 13) that water users groups shall be formed by farmers. or at least “all people
engaged in farming". either owner-operators or sharecroppers. Consequently, fishermen and home stead
owners are not included. The Secretary of the Ministry of Water Resources has pointed out. however. that
these guidelines will be revised in the near future

It seems fair that not only heads of households can be elected in the committee, but in principle all adult
members of the household. They are as much stakeholders, especially the women in the households. as the
heads themselves. Since election from the full population would be an extensive and costly process. It 1s
proposed that eligibie candidates should comprise household heads and their spouses. and that a number of
seats are reserved for women.

B Sub-compartment level

In the CPP Phase | situation. the SCWMC was composed of representatives of the various interest groups
which were not directly representing the interests of the chawk as well as a number of government officials
The committees should first and foremost be a platform that represents the interests and views of the
ultimate direct stakeholders. Therefore, the future SCWMCs wall consist predominantly of representatives
from the ChWMC's, elected by their members. To maintain a manageable size. each of the ChWMCs
should elect at most two members into the SCWMCs, An election mechanism will be developed to ensure
adequate representation of the major interest groups. including women. in the sub-compartmental
committee. One possible approach would be to have a two-stage election process, whereby in a first round
all the female and fishermen members of the different chawk committees would vote as a group for a pre-set
number of SCWMC members in their category. In a second round. each chawk would vote for members i1n
the remaining categories, whereby those chawks which are already (partially) represented through the first
stage votes for a correspondingly reduced number of members.

In order to forge a hnk with the elected branch of local government institutions. it 1s proposed that some
representatives appointed by the Umion Panshad should be taken up in the SCWMCs This link mcreases
the authority of the SCWMCs and puts the mterests of water users in a broader perspective The number of
LUnion Parishad members could be limited to three. who should preferably be living in the sub-compartment
One of the three should be a woman. The chairman of the SCWMC does not automatically need to be the
Chairman of the Union Parishad. since that might mean a conflict of interests. in case he s a resident of an
area i another sub-compartment

The government officials (at the moment usually the Inspector of BRDB, the Assistant Fishery Officer. the
Block Supervisor of the Department of Agricultural Extension and the Extension Onerseer of BWDE)
should not be mambers of the SCWNC They could however be mvited to SCWMC meetings as technical
resource persons

In view of their size. the SCWMC should elect an Executive Committee from amony its members with
sufficient decision power for day to day running of SCWMC business
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At the compartment level. a Project Council (PC) was established in July 1990, which can currently be seen
as a Compartment Water Management Comnuttee A potential future differentiation between PC and
CWMNIC s further explammed 1n Chapter 5 1 The PC 1s chaired by the District Comnussioner and has TR
members Of wiich 32 are from the SCWMCs. © are Union Parishad members of the SCWNMCs and 57 are
from the Government Departments. NGO and Local Government Sofar the Council has met twice. One of
the decisions taken was to create an Executive Commuittee from within the Council

Presently a Thana Nirbahi Officer is vice-chairman of the PC. while the sub-divisional Engineer of CPP-
BWDB 1s member-secretary This has caused irritanon among officers from Government Departments wiho
are members. but higher in rank and status than the vice-chairman and secretary It 1s recommended that
one of the Union Parishad chairmen tand member of a SCWMC) takes over as vice-chairman and that the
Executive Engineer of CPP-BWDB becomes the member-secretary

Tlie PC is obviously too large to be effective in preparation of policies and in operational matters. That fact
has been recogmsed by the members, whence their decision to establish an Executive Committee from
amongst them This Committee should have operational responsibilities and should prepare policy
decisions. 1o be made by the full Council. for instance those on the rules for operation and maintenance
Although the "Guidelines" do not mention the possibility of the creation of such an Executive Committee as
a part of the Project Council. the Secretary of the Ministry of Water Resources has endorsed the 1dea

It 1s recommended that the Executive Commuttee consists of -

— the Deputy Commussioner. as chairman.

— one representative of each of the 15 SCWMCs (either the chairman or the member-secretary). one
SCWMC representative will be Vice-Chairman of the Executive Commuttee. and
Executive Engineer CPP-BWDB. as member-secretary.

Representatives of Government Departments and -agencies. and of NGOs should be vited to attend
meetings as technical resource persons.

An election mechanism will be developed to ensure adequate representation of the major interest groups.
and of women. in the executive committee.

For the time being the PC should be continued n its present form. Once the new composition of the
SCWMCs has been realised. however. the PC should also be reconstituted. at which time 1ts composition
should also be reconsidered with regard to the political members (Union Parishad). in case the Government
of Bangladesh decides to enhance the admimistrative status of the Thanas and to have an elected
adnunistration at that level Also the question will have to be addressed whether the representation of the
lime agencies 1n the new CWMC 1s appropriate 1n view of ils role as a water users organisation This issue is
further discussed 11 Chapter 334 5

The overall set-up of the three-tier water management orgamsation 1s shown in Figure 3.4 4
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Figure 3.4.4: The three-tier set-up of the water management organisation

() Regronal level

At present a regional committee is not opportune. However. some of the decisions in respect of water
management in the compartment affect the adjacent areas, in particular the operation of the main regulator
The adjacent areas are presently repesented in the PC, and in the new set-up the adjacent areas should also
have a say in the operation of the main regulator. In an eventual future stage of compartmentalization an
authority would be responsible for the water management of the entire Brahmaputra flood plains and
representatives of the compartments within the flood plains would be involved. Especially in case of the
regulation of floods. choices have to be made about the relative degree of protection of individual
compartments. [n the development of scenarios for disaster planning, involvement of the CWMC wall be a
prerequisite

The roles of the ChWMC and the SCWMC are further elaborated in Chapter 3 4 5
3.4.5  Operation and maintenance of the water management system

Prantciples of aperation and maintenance

i At each level. the relevant committee will be fully responsible for. and deal wath those operanional
issues which relate only to water conditions wathin its boundaries Issues which exceed these
boundaries will be the responsibility of the commuttee at the naxt levei

2 The beneficiaries can probably not be made fully responsible for the maintenance of the entire
within-compartiment water management system  The Reformulation Report and the recently
concluded Joint Doner Review Mission both recommended a cautious process to investigate the
possibtlity of cost sharing by beneficiaries Maintenance and operation of the chawk infrastructure
should become the responsibility of the ChWMC. as the actual nfrastructure 1s himited. whereas
responsibility for maintenance of the infrastructure at sub-compartment and compartment level
will. for the time being remain the responsibility of the BWDB Experience with chawk-level
maintenance by beneficiaries will guide further steps i beneficiary cost sharing at higher levels.
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3 A similar situation exasts regarding operation of the structures within the compartment aboye the
chawk level Operation will be done by operators under supervision of the relevant WNC but their
salanies are presently pard by the BWDB from project funds BAWDB wall continue to do so until the
possibility of cost sharing or cost recovery has been further examined at the chawk level

4 The procedures for O&M as lmd down in the PPG will be the wwdelme for establishing the
mamntenance systenw imitially at chawk level

Lasks of the different orgamsations and services
Based on the above principles the following tasks are assigned to the different groups involved in O&M

[he Chawk Warer NManagement Compnittee «ChHNC)

Only a small number of chawks have any control structures at all and their effectiveness in many cases 1s
doubtful Furthermore. operation of a structure will usually affect several chawks which are located in the
same drainage pathway Operational rules for gated structures will therefore have to be developed and
adopted at the next higher level. 1e the redefined sub-compartment Only munor structures. which solely
affect the chawk where they are located are under full control of the ChWMC The same reasoning, applies
1o waterways. Only those whose function 1s strictly at the chawk level will be the full responsibility of the
ChWMC. while the water ways which connect several chawks 1o a major channel are the responsibihity of
the SCWMC. The SCWMC may, however. assign maintenance tasks for connecting waterways to those
chawks which share them

Thius. the essential tasks and responsibilities of the ChWMCs are
operation and mamtenance of the internal chawk water management imtrastructure.

contribution to the maintenance of infrastructure shared with other chawks. and
representation of the chawk interests 1n the sub-compartment commitiee

wd a2 —

The Sub-Compartment I ater AManagement Commitiee (SCHAC)
Sub-compartment boundaries will be redefined on the basis of drainage patterns as outlined in the Water
Management (Annex-1A) The tasks and responsibilities of the SCWMC are

I advising BWDB on the operation of the sub-compartment's main inlets) and outletis)

consultation with the Compartment Water Management Comnuttee's Execuuive Comnuttee,

operating the sub-compartment water management infrastructure (within-subcompartmental

structures). based on agreed rules and regulations.

3 monitoring maintenance requirements of the SC infrastructure on the basis of reports from the
‘ chawk committees and soliciting maintenance services from the relevant mstitutions (BWDB and

possibly LGED. according to their respective mandates. see below).

- making decisions on operation of infrastructure in conflict situations. based on agreed guidelines.

and

representation of the sub-compartment interests in the Compartment Committee

[

n

Fire Compartment Water Nanagement Comnputee (CHCY
The tasks and responsibilities of the CWMC are

| advising the BWDB on mamtenance and operation of the peripheral embankmnients and structures
imcluding the main regulator.

= advising the BWDB on operation of the water management sysiem between sub-compartments s

far as relevant. and

representation of the compartment interests i the regional committee

4

—d

fomhankment Maimtenance Graoupys (X))

The EMGs. consisting, of groups of landless women have been constituted by the project to maintam the
mternal embankments with project funding In order to be sustainable these groups have to be
imetitutionahised 1n the course of the Final Phase Orgamising and remunerating the EMG wall i future be
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the task of the orgamsation that takes responsibihity for maintenance of intra-compartment infrastructure
Depending on the outcome of the experiment with beneficiaries’ cost sharing thus would be aither the
BWDB (or possibly LGED. see below) or the SCWMICs themselves 1see above)

A8 aned L0

The 1ssue of responsibility for maintenance of intra-SC infrastructure has not and could not have been
resolved during Phase | The project will now experiment with giving responsibility for intra-chawk
maintenance to the ChWMCs and the experiences will give guidance for further steps in cost recoverv In
the event that cost recovery cannot be considered beyond the chawk level. responsibility for other
infrastructure within the compartment will have to pass to GoB agencies involved in water management.
viz BWDB. LGED, etc. according to their mandates. [t i1s therefore proposed that the project starts
discussions with the LGED and other potenuial agencies to investigate the scope for their future involvement
and explore the possibility for participation (n the project in this respect

Develomng rules and regulations for operation aid mamtenance

To facilitate the tasks and responsibilities of the water management commuittees at each level. clear and
detailed rules and regulations will be developed by the project in consultation with the WMCs. For the
chawk level. this entails:

— if relevant. developing operational rules for the within-chawk infrastructure based on water and drainage
requirements and desirable water levels, and assignment of tasks for its actual operation (gate operators.
etc. J;

— developing guidelines for soliciting minor works from BWDB or other agencies for the improvement of
within-chawk water management. and

— developing guidelines for maintenance of infrastructure. specifying the responsibilities of the different
actors

At sub-compartment level the rules and regulations will deal with inter-chawk water distribution and
drainage given the limitations of control of in- and outflow into and from the sub-compartment. Developing
rules and regulations entails:
formulation of an internal water management plan within the limitations of controlling water in- and
outflow in the different agricultural seasons:

— developing detailed and clear operational rules for the sub-compartmental peripheral in- and outlets and
inter-chawk infrastructure. and allocation of tasks for the actual operation of the infrastructure (gate
operators. elc . actual operation of the peripheral in- and outlets will be by the BWDB).

— developing guidelines for the management of emergency and unforeseen situations. and

— developing guidelines for maintenance of infrastructure. specifying the responsibihities of the different
participants

At the compartment level. the rules and regulations will deal with water flows into and out of the
compartment within the lunitations of control. as well as with water distribution between sub-
compartments Developing rules and regulations entails
~ formulation of a compartment-level water management plan within the linitations of water control in
the different agncultural seasons:
developing detailed and clear operational rules for the maim regulator. actual operation will be by the
B\WDB.
developing guidelines for the nmplememation of the rules and regulations. covering emergency and
unforeseen situations, and
developing ywndelines for mamtenance of peripheral infrastructure. specifying the responsibilities of the
different participants

[ the process of drafting water management operation and maintenance plans, the inputs from the BWDB.
LGED. DOA and DOF are crucial The inputs of the BDWB and LGED wall concern the techmcal
feasibility of the plans given the operational possibilities and limutations of the system The DOA and DOF
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will contribute 11 advising on water and dramage requirements and water levels for agnculture and fisheries
purposes

Responsibilities for the actual operation of the infrastructure are with
Operators of the ChWNIC for internal chawk management

~ BWDB at compartment level for peripheral in-and outlets and major internal structures on the
boundaries

Operators of the SCWMC for inter-chawk water management and

The operators will 1mplement the operational rules as formulated 1n collaboration with the comnutiees it
various levels The rules should be considered as a framework for the operation of the system. which need to
be regularly adjusted and adapted to the actual water conditions as they occur This will be done m the
water management committee meetings at the different levels at regular intervals. or when the situation
requires: e g, major floods and drought periods

Procedures niust be developed for timely consultation between organisational levels in case of minor or
major emergencies. In view of the size of the commuttees at sub-compartment and compartment level.
executive sub-committees will have to be formed with sufficient decision making power

An mmportant aspect of the operational plans is the disaster planning (see also Chapter 3 8) For floods of
different occurrence and duration. scenarios need to be developed at all three levels within the compartment
For the design of scenarios criteria need to be developed for mimimising the flood damages in terms of
human lives. economic infrastructure and crops and livestock. The scenarios will ultimately lead to an
operational disaster plan for the entire compartment defining which gates will be opened and closed for
different flood levels. The BWDB will be responsible for the execution of the disaster plan at such times

Contlict resalution

The water management committees at the three levels will be primarily responsible for solution of conflicts
which arise between persons. interest groups and water management units within their area of jurisdiction
If these commuttees fail to reach consensus. then the conflict will be referred to the local government the
Umon Chairman at the chawk and sub-compartment level or the Deputy Commissioner in case the conflict
comprses the compartment

3.4.6  Phased development of the WMCs

The nstitutional concepts elaborated upon in this report deviate considerably from those followed during
CPP Phase | It 1s realised that a clean start is not passible because of the history of the project and the
ongoing activities. Implementation of the institutional development process will therefore be gradual. taking
imto account the present situation and ongoing developments

Orgamisation of water users at the chawk level involves the following planning steps

1 Data collection

- assessment of hivdrological features of the chawk water use. maim constraints and potentials. first
identification of interest groups

i Coraup mectings wilh chavwk popilation
presentation of objectives. scope and limitations of chawk level water management.

- identification of constraints and opportunities related to water management

- identification of mterest groups

- formulation of pessible interventions for improvement of water management system with rdentified
interest groups

: decision on composition of chawk committee based on 1dentified interest

Formation of pre-ChItAfC

: election of commitiee members for the 'pre-Ch WM

- drafung of a constitution for the ChAWMC
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start with implementation of proposed 1nterventions

4 Planning for O&M

- approval of draft rules and regulations for chawk water management. suitably modified and
planning of operations

- drafting of a chawk level maintenance plan. responsibilities, prioritisation. cost recovery

3 Formettion of ChIbAC

- andorsement of ChWMC constitution by members

- transformation of constitution into by-laws

- registration of ChWMC

The formation of ChWMCs (new stvle) will be guided by teams consisting of BRDB, NGOs. BWDB
(operation and maintenance). DOA & DOF (advising) and the project NGOs will be instrumental im
stumulating special target groups in advocating their specific interests When introducing the process of
ClhWMC formation. a 'fresh needs assessment', as proposed in the re-formulation report is not required [t 15
considered that the process of identification of interest groups (including idenufication of their specific
interests in water management in (separate) group meetings) will have similar results as the ‘fresh needs
assessment’

It i1s proposed to develop a planning schedule for the phased development of the ChWMC over a one vear
period The first trial of the approach should take place in one of the pilot chawks which are being set up by
the agricultural section (see Chapter 3.6: Agriculture). Subsequently, phasing should be by sub-
compartment as newly defined Once all ChWMCs in a sub-compartment have been formed. a similar
process 1s initiated for the establishment of the new SCWMCs. This will allow the project to simultaneously
phase out the old-style sub-compartments and their SCWMCs and phase in the new ones. Finally. the new
CWMC will be established.

3.4.7  Water management organisations within the institutional structure

Legal status of the arer Mlanagement ( ommiitees

The water management organisations need to be developed into relatively autonomous organisations. where
decisions on water management are taken by and executed by the water users. each committee within its
own mandate This implies that they need a legal status within the national institutional framework and that
the committee by-laws or constitutions are recognised and incorporated in the Bangladeshi constitution

The project is aware of the ongoing debate on the legal aspects of water management. Presently there 1s sull
no satisfactory solution for the legal status of water management organisations in Bangladesh This means
that CPP has to continue to participate in this debate.

The status of the ongoing debate 15 as follows. In August 1995 the CPP in a Note on Legal and Institutional
Frameworks of the Beneficiaries Organisations in Water management concluded that "Both the local
government orgamisation model and the co-operative model do not provide suitable frameworks for local
water management organisations at this stage" A year later. however. the Government of Bangladesh opted
for the co-operative model and decided (Ordinance of May 13, 1996) that water user groups will be
rezistered under the Co-operative Ordinance. 1984 and the Co-operative Societies Rules, 1987 The "water
management co-operative association” is defined as "a co-operative society which is formed to 1mprove the
socio-economic conditions of its members by way of providing various facilities and services and the
members of which are beneficiaries of a sub-project or a scheme undertaken under a Water Resources
Development Project” The Ordinance of May 1990 supersedes the earlier decision to have the water user
vroips rewsterad by BWDB

The defimtion of water management co-operative association seems to cover the groups in the CPP as
proposed earlier Registration under the Co-operatve laws can thus take place. provided the water user
groups are exempted from the requirement that members "belong to the same class or occupation” and
should possess "more than 40 decimal of cultivable land" ( see article 10 (2) and 10 (3)xd) of the V87
Rules) Tlus should be certified before any rewistration efforts are undertaken
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The water user wroups in CPP should only apply for legal status when the project staff and the Project
Council feel assured that these groups will be the permanent water user organisatnons and i case it 18
indeed necessary for the groups to be a legal entity. This would for instance be the case when mamtenanes
functions dre transferred to the groups as discussed previoush  In the meantime and for pragmatic redsons
the present situation will be continued. 1 e water management commitiees registered with the BWDB

Kelanonsiups vl hatronal DISHTRToNs
Aamong the government and non government organisations there are + types of mstitutions with a differem
function with which the water management organisations must define their relanonships

1 The BWDB with the mandate to the operate and maintain water management infrastructure
which 1s responsible for O&M of FCDI projects The relation with the BWDB will consist of the
following elements

= operation of the system: tasks and responsibilities and procedures for the actual operation of the
system need to be elaborated and formalised 1n agreements between the CWMC and the BWDB

- the operation plans as prepared by the WMCs will need to be screened and approved by the BWDB
on thetr technical feasibility

- maintenance of the system. whereas the ChWMC s fully responsible for the maintenance of the
internal chawk infrastructure. for the time being the BWDB will remamn responsible for
maintenance of the other infrastructure. the SCWMC and the CWMC will be mvolved i the
annual maintenance plan (as incorporated in the ADP) of the sub-compartment and compartment
infrastructure: priorities will be indicated for maintenance.

The relationship between the BWDB and the WMCs as laid down in the PPG. will form a framework for

the elaboration of the tasks. responsibilities and required procedures

3 Institutions related to the orgamsation of water user and mterest groups. viz BRDB and NGOs
NGOs will organise the disadvamaged groups and will sumulate their representation in the water
management committees at various levels ') The BRDB and some of the NGOs. which have the
capability. will be instrumental in developing the nternal orgamsation of the WMCs

3 Organisations related to conflict resolution. Emerging conflicts will be handled within the WMCs
at the different levels In case these organisations are not able to solve conflicts satisfactorily. they
will be referred to the Local Government in first instance. to the Union Council if the conflict falls
within the jurisdiction of the Union and 1o the Deputy Commissioner. in case the conflict
encompasses the union. It will be the task of CPP to elaborate the procedures for conflict resolution
and the mandates of the WMCs and the Local Government 1n this respect which eventually should
be incorporated in the Water Management Act

4 Organisations with an advisory/supporting role concerning water management The most
important orgamisations are DOA and DOF which will advise on water levels and water and
dramage requirements from an agricultural and fisheries point of view

3.4.8 Development of chawk level water management infrastructure

To date. emphasis has been given to the development of the nfra-structure alt compartment and sub-
compartment level It is expected that in the process of ChWMC formation many requests will arise for
improvements of the water management infrastructure at chawk level As infrastructural improvements al
this level wall relate to the direct needs and interests of the chawk water users. 1t 1s proposed that priority be
given night from the beginning of the formauon of ChWMCs There 1s a provisien for “munor
works/unforeseen” under FA Guidelines have been prepared for the utihsation of the FA funds (Apnl
1996, execution of the ‘minor works will be the responsibility of the SCWMCs The procedures as outlined
i the guidelines will be followed

s mesae that represeantatives of mteresd goups relited tsate nigipgamant wolld be rapresanted ot NGt
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35 Watermanagement

Campartments 1 the flood plains of Bangladesh would have the function to reduce floods by temporarily
storing runoff waters In case of the Tangail Compartment the necessity of storing runoff 1s imposed by
outside conditions it is expected that outside water levels are so high during the monsoon that parts of the
Compartment can not drain

As far as water management is concerned. it needs to be studied what optimal land uses are. under the
circumstances. A second subject of study 1s. whether flooding risks can be reduced on the low lands by
improved water measures

During the first phase of CPP. the Compartment area was sub-divided into sub-compartments. which m turn
were split up in chawks, There are 15 sub-compartments in the area. which measures about [3.000 ha
There are about 150 chawks. The sub-compartments and chawks both have a water management function
and 1n institutional function. Improvements in water management will involve local comnuttees. both at
chawk and at sub-compartment level.

During the second phase chawks and sub-compartments will be maintained. but 1t is proposed to adapt the
boundaries of the sub-compartments in such a way that each drainage system is fully contained in one sub-
compartment. [n the past one of the difficulties in water management was. that drainage systems crossed the
boundaries of sub-compartments. In managing drainage systems. coordination was sometimes required
between two or three sub-compartment committees. The proposed change does away with that comphication

Another change proposed for the Final Phase is that the emphasis shifts from water level control to
drainage. During the first phase much attention was given to water level control up to chawk level That
appeared rather complex and not very well manageable By concentrating on drainage, water management
will become easier.

To improve water management, CPP has to establish contacts with the comnuttees. For that purpose Junior
Water Management Officers are appointed. who will work under supervision of a Drainage / Water
Management Engineer. Their task 1s to assist the committees in their tasks and on the other hand to idenufy
lmportant water management 1ssues.

There 1s still insufficient knowledge about the behaviour of water levels around the Compartment during the
monsoon. Likewise, the behaviour of the Lohajang river s still unknown. During the first phase of CPP.
model calculations were done about flooding and drainage. but the model needs to be adapted to the new
requirements. In the first place. it will be simplified. Secondly. the model will be transferred to Tangail
office in order to improve the communication about model outputs and the field situation It i1s a matter of
priority that CPP acquires good understanding of the operation of the Main Regulator

Parallel with the simplication of the management of the system. gauge readings will be reduced and adapted
to Project needs
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3.0 Agriculture

3.6.1 Implications of CPP interventions for agriculture

The implications of improved water management for agricultural production can be subdivided into two
broad categories

1 effects on the seasonal growing conditions in the different land types
] effects on the options farmers have for using their land and on the productivity of farming

These effects are briefly analyzed on the basis of existing project information. as a point of departure for the
agncultural programme

Effects of improved water management on seasonal growing conditions

Pre-monsoon season (Kharif=). By the controlled intake and distribution of early flood water it 1s expected
that some pre-irrigation becomes possible. while inundation of low-lying areas can be delayed Improved
drainage should reduce the accumulation of excess water from early ramnstorms. Tlis should reduce damaye
to the standing Boro rice crop and facilitate its harvest as well as preventing damage to young DWAman
seedlings,

A\ fonsoon season (Kharif-I1). Better water control should result in an overall decrease in water levels during
the Kharif-11 season. This 1s expected to entail a shift in the distribution of land types. based on ‘nmormal
flooding depth’ in Khanf 1I. towards less deeply inundated land types' |

Post-monsoon and rabi seasons. Improved drainage should result in earlier land availability for dry season
crops

ffects on farmers' land use options
If the expected change in land type distribution matenialises. this would have a profound effect on farmers
options for cropping. The major effects would be

] dry land crops can be planted earlier. allowing a larger area to be planted to winter crops hke
mustard, wheat, potatoes and increasing the scope for two successive rabi crops (now usually
mustard and boro)

2. better drainage should reduce early flooding. resulting in;
= reduced risk of damage to the standing boro crop _
more favourable conditions for transplanted and direct seeded Kharif rice
3 lower water levels in the Kharif season should increase the scope for planting high yielding mstead

of local Aman rice varieties, more productive Aman paddy in replacement of deep water rice and
planting deep water Aman in previously deeply inundated land. which was left fallow

The third effect 1s the most uncertain and there will be increased risk associated with a change-over 1 the
tvpe of Kharf rice grown In those areas where decreased flooding depth can be reliably expected. rice
production is likely to increase because of a shift to more productive monsoon rice growing practices This
should reduce the reliance on boro rice and opens opportunities for other irngated rabi crops to replace
Boro Possible crops are maize. sunflower. safflower. summer pulses. (tropical varieties of) tomatoes and
even irrgated qute Alternative irrigated rabi crops would be a real mnovaton. but their econoemics and
marketing aspects need attention

1t dronld henoted e that CPP cm oaly he teted onastand-alne basis The phyvsical and hvdrologeeal sitaation m s mitdti-compi e
suttmge s probably substintially ditferent
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3.6.2  Objectives of the agricultural programme
The goal of the agricultural programme is to
testing of the agricultural production potential with controlled flooding
In order to attain this goal the following operational objectives are defined:
1 monitoring the actual changes in seasonal growing conditions and in farmers' land use as a result

of the project's controlled flooding and drainage

12

interventions

exploring, with the farmers, new options for crop production, including new cropping patterns.

alternative rabi crops and more productive rice production methods and varieties in the Kharif

seasomn.

3.6.3  Activities of the agricultural programme

The activities of the agricultural programme should follow strictly from its goals and objectives. They are

urouped into two overall themes

monitoring the changes in field conditions and the evolution of farmers' cropping practices and vields
resulting from changing water management conditions

participatory assessment of new options for diversification of crops. cropping practices and cropping

patterns
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Theme bomorioring field conditions. croppng practices wd vrelds
Rutrenale

The project’s improved water management 1s expected to result i changes in farmers' landuse and cropping
patterns if they feel confident about these effects This should lead to increased rice production in the
monsoon and increased crop diversification in the dry season Monitoring of landuse practices will have 10
take place for a considerable time before significant changes are likely 1o be observed

Proposed activinies
The following activities will be carried out as part of the momtoring theme

momitaring the evolution of land use
monitoring changes ir cropping paterns
= monttorg vields of monsoon rice
= collection of input and output data for economic analvsis

The current monitoring tools need revision and should be consolidated to avoid duplication.

(PP-DAE co-operation in monioring

CPP is a temporary construct. which will cease to exist in the future. It should work as much as possible
through existing organisations to ensure sustainability and future continuation of its activities. We therefore
proposé that monitoring of landuse. cropping patterns and crop yields gradually becomes a joint activity of
CPP and DAE.

Theme 1l participatory assessment of 1ew craopping options

Ranonale

Improved water management is expected to open new avenues for farmers to increase the efficiency. varety
and profitability of farming Action research 1s needed with strong farmer participation to explore novel
options 1n cropping patterns. cropping practices and crop diversification over a sufficiently long period The
remaining life span of the project will not be sufficient and the process will have to continue afterwards

Since the chawk is the basic water management unit of the project and the Chawk Water Management
Committees will have responsibility for water management at the chawk level. the chawk 1s the logical
organisational unit for participatory On-Farm Testing and Demonstration (OFTD). The selection of three
pilot chawks with contrasting conditions to initiate the OFTD process are being proposed Results obtained
in the pilot chawks can be demonstrated by DAE 1n other chawks.

CPP-BARI-IDAFE co-operation m QFTT

On-farm research in Bangladesh s the task of the Bangladesh Institute of Agricultural Research (BARI)
which has considerable experience in participatory on-farm research (OFR) BARI operates a permanent
OFR site in Palima. close to the CPP area In order to ensure long term sustainability of the OFTD work. the
project should establish a formal Mol with BARI to jointly conduct OFTD 1n the pilot chawks

Proposed activities
The programme carried out n the 3 pilot chawks will extend over the remaining lifetime of the project and
bevond For the 1997/1998 agricultural vear the following activities are envisaged in the pilot chawks

Jostablishment of the three pilot OFT1 chavwks
PR af the pilot chawks
Design and executton of first rotnd of on-farnr rests and demonstrations

The on-farm tests and demonstrations will be designed with full farmer participation and will probably
address 1ssues such as choice of varieties. shift from Deep Water rice to Aman._ diversification of rabi-season
cropping,. etc Participatory approaches will be used m all aspects of the work in the pilot chawks
Pronusing technologies will be extended through DAE
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Some on-going activities will be continued. including demonstration of high yielding rice varieties. using a
simplified approach. demonstration of vegetable growing, targeting rural women. and the irrigation survey

In the coming vears the programme in the pilot chawks will develop according to the priorities identified
wath farmer groups The emphasis will be on the feasibility of shifting to higher yielding nice growing
practices 1n the monsoon season and on diversification of dry season cropping. Water conditions in the
chawks should be monitored and compared with target conditions according to the project's water
management guidelines and model predictions Yield levels and profitability of rabi crops should be
monitored and yield gap analyses should be carried out for Boro and T-Aman rice.

3.6.4 Institutional co-operation

Close co-operation will be established with DAE and BARI to facilitate the work of the project and to
ensure sustainability and future continuity. The co-operation should be based on clear contractual
agreements between CPP and its partners. specifying the services rendered by DAE and BARI and the
financial means made available by CPP
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3.7 Fisheries

3.7 1 Objecrives

The objective of the fisheries component of CPP is to identify the impact of the water management changes
brought about by compartmentalization on fisheries production and to develop and implement nutization
measures. where appropriate.

Impact assessment was started in 1992 through catch assessment. frame survevs and hvdrodyvnamic
modelling Catch assessment and frame surveys provide the fish catch in kg/ha/yr (Figure 3 7 1) Model
results (inundation area by depth class ) give the opportunity to extrapolate for CPP area for the “with
project and “without project” situations. So far. on the basis of FMM, carch was estimated at 330 T v n
the 1993 situation (assumed to be without project situation) and predicted as 488 T/yr wath project for the
same vear. The accuracy of the FMM has been put into question so that 1t has been decided 1o recalculate
the impacts using GIS. with the fish catch data collected continuously from 1992 to date

Figure 3.7.1: Catch rates of floodplain- beel complex in the CPP area

Production (kg/halyr)

Recruitment of beel resident fish is important for floodplain production. The project completed a study on
reproduction behaviour which, with the findings of the study * beel concept™. has been developed 1o
improve understanding of the spawmng of the beel resident fish species

Riverine recruitment is the source of riverine fish in the floodplain A three year hatchling migration study
has been completed and the main regulator has been constructed as “hatchling-friendlv™ The Lohajang
“loop cut ~ has been proposed which could increase the density of fingerlings n the Lohayang and
ultimately the fish production. by reducing the distance from the main river to the main nlet

Information on 2953 ponds and pagars and socio economic information on the pond owners have also been
eathered in a study

The “beel concept” comprises conservation of beel water during the pre monsoon season lo facilitate the
beel resident fish species spawning The idea 1s to allow the water level of the perenmal beels to increase
by 1 -15 m during the premonsoon season This could conflict with drainage requirements and the
practicability of nising water levels without a negative 1mpact on drainage needs to be individually
considered for each beel
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Over-fishing 1s one of the crucial reasons for capture fisheries decline The fishing pressure and catch
ability of the gears in the CPP area will increase further due to the water management interventions In
order to limit the pressure and restore the brood stock for recruitment in the fishery . community based
fisheries management 1s obligatory CPP will initiate the community based fisheries management in the
area through awareness building and try to impose fisheries regulation through peoples participation

In order to maintain the natural brood stock . the idea of the sanctuary 15 well understood and reliable
support to the natural fisheries production system. CPP wall try to establish community managed fish
sanctuary 1n the CPP area

3.7.2  Mitigation measures

The professional fishing community of the CPP area consider that they will be adversely impacted due to
the water management interventions. According to a recently concluded study (SSS. 1997). a total of 261
professional fishermen household were observed within the CPP area Movements of professional
fishermen wath fishing boats are seriously hampered because of the water regulators and embankments. also
the accessibility to the water bodies are reduced. The water bodies are mostly private property. The owners
of the depressed pockets are introducing fish culture and at the same time consider the natural fish of their
depression as their property. As a result the fishing community are no longer allowed in to these water
bodies The same study reveals the decreasing trend of the access (Figure 3.7.2). In order to compensate the
loss incurred. a compensatory programme has been developed which includes lease of water bodies. skill
development training. and facilitating credit lines for the professional fishing community

Figure 3.7.2:  Decreasing trend of fishing right of professional fishermen in CPP area
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In order to boost aquaculture production in the area. a comprehensive ~Aquaculture Extension
Programme™ (AEP) has been developed and started implementation in 1994 (with the aim of increasinyg the
availability of fish in the area).

To date. a total of 1500 pond owners have been trained. of whom 348 (22%) women Clusters [b. I and [l
have been fully covered Due to the large number of pond owners in cluster IV. 550 of the 1075 pond
owners (according derelict ponds) were selected and vited for trammg in 9% 491 pond owners
actually participated in the tramung

Aquaculture production was monitored 1 [994/95 and 1995/90 and compared with the pre-project
production level (Tables 5& 0)) Before the AEP started, the average production of the ponds was 1090
ky/ha’crop and 258 MT/year of fish was obtained through aquaculture in the project area Through the
AEP, the production level of the ponds increased considerably to an average of 2200 kg/ha/crop. A total
aquaculture production of 302 MT/year has been reached so far, with an incremental production of 104
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NIT vear The programme will contimue for the total coverage of the area and 1s estumated to achieve o 1otal
production of 440 MT vear

Ficure 3.7.3: Total aguaculture yield of CPP in different vears

Total aquaculture yield of CPP (MT/yr)

Monitoring of the fish catch wall be continued. Beel water levels of 8 representative perenmal beels 1n 8 sub
compartments will be monitored up to 1998 Hatchling concentration will be monitored n the Dhaleswan
and Lohajang Rivers after the “loop cut ~ assunung that this proposal is implemented  Aquaculture
monitoring continues and will be completed 1 1999_ after the completion of the AEP

In order to check the hatchling friendliness of the main regulator a study on survival rate of the hatchlings
upstream and down stream of the structure will be conducted during the monsoon of 1997

CPP has from its beginning maintained close co-operation with several government and non government
orgamzations in related fields The fisheries section of CPP maintains haison with District and Thana
fisheries offices. Tangail. The DOF personnel were involved n the formulation of mitigation measures. and
implementation of the Aquaculture Extension Project

To develop sustainable fisheries management in the CPP area . the ongoing programmes of fishenes are 10
be enhanced The monitoring of fish catch should be continued until the end of the project The Aqua
culture extension programme will be completed. and a round up programme has been scheduled in
100800 1o refresh and sustain the technology learned Monitoring of the AEP will be undertaken alony
with the round up In order to strengthen the msttutional frame work. close co-operation with DOF
BAFRU. BRAC, FRL. CNRS and other GOs and NGOs wall be maintained
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3.8 Environment

381  Environmental Activities (Ist Phase CPP)

The potenuial environmental effects of the compartmentalization concept were assessed in an /7 [ case s
by FAP 10/19n 1992 Baseline survey data were analysed for two scenarios. future situation “with project
and “wathout project’ [t was predicted that compartmentalization will have both beneficial and adverse
impacts on a set of important environmental components Mitigation of some of the negative impacts could
be possible. although several residual impacts would remain A brief outline of an Environmental
Management Plan was developed. including impact monitoring and a proposal for institutions (outside
CPP) responsible for implementation This programme proposed by FAP 10/19. however. never
matenalised within the institutional setting and the financial and organisational capacity of the CPP

Therefore. CPP started a programme for isnvironmental Swrvev and Initiatives i nid 1993 1t formed the
basis for the Environmental Management Plan for CPP which was finalised in mid 1994 (TN 94/11) The
ElA-impact prediction matrix for Tangail CPP was refined and adjusted to field verification by the use of
new CPP data sets and a monitoring programme was initiated to further examine the real changes relating
to important environmental components such as groundwater availabulity. soil fertility changes. land use
changes. wetland status. etc  Some other important impacts were monitored by other CPP sections such as
effects on fisheries, navigation and agriculture

The Environmental Management Plan (EMP) 1s based on the concepts of sustainable and environmentally
sound development outlined by the National Environmental Management Plan (NEMAP 1994) and
strategies for water and flood management outlined by the FCPO (1995). The EMP has four main elements:
the Environmental Protection Plan, the Environmental Monitoring Plan, Public Participation and the
Implementation Framework The Emvironmental Protection Plan is the key element and covers general
vuidelines for anticipatory planning to achieve environmentally sound planning and design of water
management structures and agricultural development. \fingation plammng aims to reduce the adverse
impacts, e.g for fisheries. integrated pest management. and navigation. (‘ompensation planmng aims 1o
address residual impacts. such as wetland losses and land acquisition for construction purposes
¢ ontingency piamnng aims to further mininuse natural hazards or accidental events and the Resonrces
\fanagement Plan aims for preservation and enhancement of common resources such as social forestry.
embankment plantations. aquaculture developments. and waste management in rural areas. The EMP also
proposed environmental impact monitoring of soil fertility. groundwater levels, water pollution and support
to other CPP sections to monitor fisheries and (agricultural) land use changes. The compliance manitoring
shiould ensure that all CPP activities are in line with sector policy guidelines and legal obligations The
iniplementation of the EMP started in 1994 wath surveys. impact monitoring and social forestry

A preliminary assessment of CPP impacts is not possible. given the short time since implementation of

major water management structures and their operation by the people. although some trends regardiny, the

status of natural resources in the project area can be observed

1 There 1s a further and accelerated decline in wetland (aquatic) habitats associated with conversion
into intensively cropped agricultural land (1individual initiatives of farmers)

A There 1s an overall diversification of cropping pattern and the cropping intensity (yields per vear is
shightly increasing, mainly due to an increase n dry season irrgation

i There 1s a further decline n brodiversity 1 terms of habitat diversification. nugratory (wildhife
fauna and species diversity

4 There 1s a sharp decline in habutats favourable for floodplaim and beel fishenes. but on the other

hand. there is a considerable development of pond and culture fisheries i many areas CPP s

supporting local mitiatives i culture based fisheries through a special fisheries progranime

There 1s a decline i dramage congestion in most agricultural lands due to dredging of khals under

the CPP Dramage congestion was the major “flood concern” identified by local people (ETA case

study 1992

0 Bank eroston and local sand deposition (from major rivers. khals) has alinost stopped due to CPP
activities These 1ssues also had been addressed by local people before CPP started.

a
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There 1s some development of homestead plantanons and embankment planations The poteniia

of improving, embankment plantanons 1s not vet fully reahised by the CPP bank erosion protection

fodder and fuel production i “common resources

S There 1¢ sull an icreased shortave of biomass (fuel) energy. due to increasing restrictions of free
access 1o common roods (common property land) and the steadily inereasing demand

Y Road communication improved due to new construction works under local wovernment and partly
due to the rehabilitation of existing embankment roads by CPP. navigation m khals and floodplains
(during monsoon season). however. 1s further hampered by some of the CPP structures and or new
roads constructed by local government

¥ Natural water flow 1n floodplains is further hampered by embankments and roads constructed by
local government or local imtiatives (non-CPP activities) In most cases there is a lack of co-
ordination and communication berween the implementing agencies

11 Water quality in most khals and many ponds 1s very poor. especially in Tangail town or other rural

settlements: water quality in beels can vary considerably,

However. it is too early to quantify these general observations. Many of these trends may be not directly or
indirectly related to the CPP specific activities and 1t wall be the challenging task of the final phase of CPP
{o differentiate the general trend of development changes from the diverse impacts of CPP

There are many factors influencing the flooding pattern in the CPP area. CPP water management structures
and operation of these structures by local water committees are only two elements in the whole svstem Full
scale testing of the entire compartmentalization and subsequent analysis 1s needed to idenufyv the direct
impact of CPP. especially regarding the operation of the Lohajang regulator. the main nlet and outlet
sluices of subcompartments. Simple operational rules of these structures need to be developed to wmunde the
decision-makers (for gate operations) for optimising water management n  their own
chawk/subcompartment and without imposing adverse effects on other up- or downstream areas Given the
existing hydrological and topographical data. relevant flood model calculations still need to be further
verified under field conditions to compare the following discharge scenarios with and without CPP project
pre-project situation (natural flow vs. flow wath existing embankments and no or poor operation of shucas,
dramage congestion): flood control (with CPP structures and all CPP gates are closed) vs partial flood
control (with CPP structures and operation of - and outlet gates by water committees)

3.8.2  Environmental Management Plan (CPP-Final Phase)

The “Reformulation Report™ emphasized the continuation of the on-going water management activities and
recommended the further assessment of environmental viability. sustainability. and rephcability of the CPP
approach. including groundwater availability. water quality. soil fertility. and bio-diversity impacts. It also
recommended that for the adjacent areas. mitigation measures are to be further formulated in close
consultation with all sectors of population The ToR state the need to ensure that the project specifically
addresses any negavve impacts through mitigation measures during the project and a provision for the
nutigation of failure after the project fimshes These mitigation measures include structural mvestments
inside the outside the compartment. environmental mnterventions. planming and consultanon procedures and
the internalisation of externahiuies

The updated EMP 1s focused on the following activities,

o monitorimg of soil ferulity changes under intensified crop production

« monitoring of the effects of flood protection (compartmentahization approach) on the fertility of soils

e biodiversity monitoring in sensitive habitats. beels and homesteads

« homestead forestry and embankment plantation

s monitorimg of agro-chenucal use and storage. mtegrated pest management | IPN tramang,

e ygroundwater availability monitoring

« water pollution in groundwater. ponds. khals and some sensitive beels (fisheries)

e disease incidence monitoring (public health issues. related to water related diseases)

e environmental education and traming, programme. dialogue with local people and the interested public
on CI‘I\'!TOI]!‘I\EI‘HBI ISSHes
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« support to and collaboration with other CPP sections regarding the monitoring of impacts such as land
use changes. agniculture, fisheries, and navigation.

o development of environmental indicators to monitor and evaluate the sustainablity of the CPP approach
in terms of important environmental components (1n close collaboration with the M & E section of the
CPP)

The details of the programmes and monitoring activities are shown in the updated EMP (February 1997)
The final EIA appraisal is scheduled for mid 2000 with a review of the predictions of environmentally
adverse or beneficial impacts as outlined in the EIA case study (1992). Recommendations for holistic
environmental management plans for water and flood control projects will be elaborated for the final
evaluation in the year 2000. with special emphasis on environmental protection. mitigation and
compensation planning,

Soil fertility monitoring programme

Biodiversity monitoring programme

Agro-chemical monitoring programme

Integrated pest management (IPM) programme
Groundwater availability monitoring programme
Homestead forestry programme

Embankment plantation programme

Water pollution monitoring programme

_ Public health (disease incidence) monitoring programme

0. Environmental education. training and dialogue programme
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3.9 Women and Development

3.9.1 Inrroducrion

Nowadays the lives of women in Bangladesh are profoundly affected by the socio-economic changes ansing from
increased landlessness and poverty. Poverty 1s increasingly breaking down the traditional fanily support system
and pushing women out of their homes in search of employment directly needed for their sunvival In the GoB
policy women are considered as partners and as change agents of development The Fourth Five Year Plan (FFYP
1990-1995) acknowledges the growing role played by women in agriculture, aims at mainstreaming of women n
development increasing women's participation in education. health and family planning. agnculture, industries.
trade. services. environment and natural resources sectors.

During Phase | of CPP the Women and Development (W&D) Section has ensured that Women and Development
is approached with a positive attitude by project staff and related orgamsations. In addition to gender awareness
creation. the W&D Section has strengthened women's self-confidence by paving attention to women's participation
in the water management committees. by orgamsing skill training, workshops for women. by creating employment
opportunities and literacy development for women groups and by the dissemination of information.

The change from Phase | to Final Phase was a useful moment to learn lessons from the past. For this reason a
participatory survey has been executed that has looked into the level of women's participation in the water
management committees and into possible effects of project interventions on gender relations and on the position
of women_ The survey concluded among, others that women are less represented in the committees than men and
have no participation in structure operation, or say in other committee affairs. This is either because women feel
shy to talk among men. or because women are not well informed about the water management system. the role of
the commuttees. their responsibilities, etc. Women expressed their interest in being included in the comnutiees for
different reasons: farmer women because they felt directly affected by water control 1ssues. landless women because
they considered the committees as an opportunity to have access to jobs. and fishery women because they wanted to
defend their interests related to a decrease in fishing opportunities, which 1s one of the consequences of the project.
The survey concluded that women's present status of participation in the committees should be improved. and that
new thought should be given as to how much and in which area this participation 1s to take place

In the final phase of the project, the W&D Section will continue with the promotion of employment opportunities
for women through Embankment Maintenance Groups as well as with the orgamisation of varous mitigation
measures for women who risk being negatively affected by the project (fishery women. women in adjacent areas)
During this second phase, however. the major focus of the W&D section will be on the active involvement of
women in the water management committees, on agnicultural tnal and demonstration activities, as well as on the
monitoring of project effects on gender relations. '

3.9.2 Women and Development Objectives

The project's overall Women and Development policy goal 1s to develop and promote a gender sensitive approach
for water resource managenent takes into account the water-related interests of different categories of women as
well as men. promotes women's empowerment and active representation in all decision making, levels. and enables
women to benefit to the same extent as men This will be realised through the following specific objectives

¥ 10 realise the representation of women's nterests and thewr active participation 1n decision making m
project institutions. systems and O&M

% to develop approaches to improve women farmers' access to and control over agncultural resources
information, skills and benefits

1o develop nutigation measures with women who will be negatively affected by project activities

1o develop gender awareness and skills among, stakeholders

5 1o assess the effects of the project on gender relations and women's socio-cultural. econonical. political

and physical position
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3.9.3  Approach —== : /

Wonmen's interests in water management will be included in the overall project components. activities and
institutions. During, this second phase of the project more attention will be paid to farming women than to landless
women This s because women of farming households are more directly affected by changes in water management
than landless women, and because there are indications that the positive effects as anticipated by the project do not
affect women farmers as positively as male farmers. Specific activities with and for women wll be organised when
it is necessary to overcome constraints to women's participation and to strengthen women's capacities to participate
on an equal basis with men

I omen's Participation in [nstitution Butlding and Deciston making

In the final phase of the project a change is already proposed to take place in women's representation in the
committees. to realise a better reflection of women's interests in water management. Women from different
categones of farmung households (high, medium and low land) should be represented in the committees on such a
basis that they will be able to raise their voice and make their interests clear. This will be made more feasible and
acceptable through the increased attention that the project will give to women's role in agriculture (see Chapter
3.6). It implies that the number of women in the committees will have to be increased through representation
including farmer women of different types of land. It also implies that the level and quality of women's
participation will have to be increased. For these reasons it is proposed that the project sets a requirement for a
minimum of 35% women to be represented in the commuttees. Special empowerment of the women comnuttee
members is important, for instance through training in additional knowledge and skills (e.g principles of water
management, conflict management, self-confidence, techniques of presentation, of management of meetings. etc)
and through special meetings with and networking among female committee members.

It omen and Agriculture

During Phase I, CPP has primarily worked with landless women and male farmers. Male farmers have been
involved in the comnuttees and have also been targeted through agricultural extension, demonstrations, pest
control. etcetera. whereas famale farmers hardly played a role in the project. As is shown in the appraisal of the
Water Management Organisations. crop patterns have changed in many farming households. [nstead of one single
crop it has in some areas become possible to grow two to three crops of high yielding variety of paddy annually
Mustard and other Rabi crops are also being grown now. This was not possible before the start of the project. The
WMO appraisal report also states that the increased production has resulted in an increased workload for both men
and women farmers. [t 1s not clear to what extent the changes in workload have resulted in equal benefits for both
male and female farmers, Men continue to be the main decision makers on the income derived from agniculture

Existing studies into the role of female farmers in Bangladesh. as well as field visits in the Tangail project area.
show that women participate in agriculture either as agricultural labourer, as members of a male headed farming
household. or as independent farmers. This last group is composed of either women who are heading a household
on their own (female headed households). or of women whose husband 1s employed elsewhere (female managed
households). The involvement in agriculture of these different categories of female farmers 1s different. 1n
particular with respect to land ownership and decision making,

In the framework of the CPP agricultural programme. on farm testing and demonstration (OFTD) activities wall be
implemented with farmers in the three pilot areas e 3F, 28 C and 19E For this purpose. CPP wll closely
collaborate with BARI and DAE and field teams will be stationed in the pilot chawks composed of a CPP
extension overseer and the DAE Block Supervisor of the chawk. PRA activities will be executed wath a view 10
better understand farmers life and needs, and new crop varieties and technologes will be tested and monitored

During discussions in the field women made 1t become clear that they wanted to participate in the trial and
demonstration activities and that they wanted to be selected as tnal and demonstration farmers. They stated that
the extension activities should sometimes be organised m mixed groups in which women participate together with
men. but other times women would prefer to work in special groups with women only. It wall thus be an important
challenge of the project, the agncultural and the W&D Sections to develop strategies to involve women optimally
in the tnal and demonstration activities.
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The active mvolyvement of women i1 the on farm tnal and demonstration programme should among others result

m

- equality in the number of female and male tral and demonstration farmers

- women farmers adopting new crops. techniques and technologies

- women farmers groups who are tramned i new technologies and are able to dissemimate the imformation
and skills

- a better msight into the needs and potentialities of different categones of female farmers

- experience with various approaches on how to involve women n agncultural change as a result of
compartmentalization

To achieve the above results the W&D section wall assist the OFTD programme wath the following activities

& Gender capacity building

¥ The integration of W&D issues n the PRA activities which are foreseen in the programme n order to
make sure that a better insight will be obtaned into the actual roles and responsibilities of female and
male members of farming households. their access to and control over resources. organmisational capacity
and decision making power

* Introduction of new technologies: Among the options in new technologies that will be presented to the
male and female farmers. special attention will be paid to answer specific needs of female farmers
= Trial and demonstration farmers (m/f) will be identified and trained. and depending of the subject of

interest, female. male and mixed farmer research groups will be created with a view to optimalise the
access to and spread of information among women

¥ Monitoring of effects on gender relations: During the on farm tnals male and female members of farm
households will be requested and trained to momitor wanted and unwanted effects on gender relations in
the household. with emphasis on workload. control over (new) resources. productivity. decision making

The establishment of the senior OFTD supervisory team as proposed by the agricultural section will include the
W&D consultant and the sociologist. The field team that is established for each of the three pilot chawks
(composed of one CPP extension overseer and one DAE block supervisor) will be strengthened by a female
extension or field worker who is experienced in agniculture/livestock development. but also in issues related 1o the
organisation. training and empowerment of women. These three female field workers (who will also have to be
based in the field) will be recruited by CPP from the labour market. At chawk level the W&D Section project
should identify strong women from the wvillages who are willing and capable to operate as local extension
auxiliaries.

3.9.4 Monitoring of effects on gender relations

The W&D has a specific tasks to monitor the effects of project interventions on gender relations in the project area
This should be done in direct relation to the above planned W&D activities. Target locations for the momnitoring on
project effects on gender relations are the three pilot chawks selected in the framework of the CPP agricultural
programme. The overall M&E activities executed by CPP could serve as control data Target groups of the
monitoring exercise are farming households of whom the female farmers participate in the OFTD Programme.
fishery households that participate in mitigation measures and households of landless women mvolved in EMGs

Some of the major deternunants of gender relations, such as the gender division of labour. control over resources.
and changes 1 knowledge and skills will be monitored and worked out 1n monitoring sheets and/or be monitored
in a qualitative way Before the start of these monitoring activities, the W&D Section will obtain a good insight in
gender relations in the local context and undertake an inventory and analysis of existing data on the three chawks.
and collect additional data if needed The sociologist. member of the Project Team. will be n charge of the
monitoring component She will be assisted by the W&D consultant and W&D assistants.

Supperting Nleasures

[n order to optimalise the effects of the work of the W&D Section a number of supporting measures and activities
will be undertaken. of which the most important are’

- regular gender training for project staff. GO's. NGO's, commuttee and selected community members

= elinunate gender biases out of extension. information and tramning matenals



e (®

DRAFT INCEPTION REPORT CPPOFINAL PHASE Pl

- development of videos. folders, 2tc 1) to promote CPP among women and women's orgamsations and 1)
to promote \Women and Development experience in CPP among other organisations and projects
- representation in Project Information Center
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3.10 Information dissemination

3.10.1 General background

A precondition for asking people to participate i project activities. 1s their access to adequate information
on the related subjects. CPP. since its inception, has consulted the PAPs in different ways Being a new
project in concept and process approaches, it 1S an imperative to let everyone have his or her say. Criticism
continues locally. nationally and internationally on FAP in general and CPP in particular But 1t is observed
that much of the critictsm results from inadequate information and ignorance To address this need for
correct information, the project. in 1995, has restructured the total information dissemination mechanisim
An Information Dissemination Center has been opened Tangail in 1994 Regular discussion sessions with
journalists have been arranged These efforts have created an atmosphere of positive understandings of
successes. failures and limitations, These pioneering efforts of the project have resulted m a
recommendation "to create a public documentation and information centre for water sector planning at
WARPO and on information dissemination centre at BWDB project sites” in the Jont Statement of
Government of Bangladesh and its Development Partners on the Bangladesh Water and Flood Management
Strategy signed on December 04, 1995 It should also be stated here that themathic groups will be formed
who will discuss certain topics with various GoB/NGO. These thrmathic group can be orgamzed around
certain themes with presentations for a relevant project audience (see also Chapter 5 1),

D.G. WARPO supported the idea of setting up a national Information Dissemination Centre in Dhaka.
which should not limit itself to FAP 20. but would receive support and information from the project as
appropriate. Exact modalities were not finalised. but the principle was established

Aecording to the ToR (Final Phase)

“The project must work closely with national insttutions and develop a range of matenals and
dissemination media to ensure that the lessons learnt witll directly feed into policy and planning approaches
1o water resources management The last period of the project should be used to ensure that complete
appraisal of the viability of the approach is made and that appraisal methodologies are institutionalized
within the GoB.

3.10.2 Information Dissemination Center at Tangail

The information dissemination mechanism consists of two elements,

1) Resident Unit

The project information center 1s located in the heart of Tangail town close to the public hbrary and
Mumicipality. The center 1s staffed with an Information Officer and two associates The center provides the
following information and services

- General information on project concept. planning procedures and implementation schedules.

- Technical aspects including hydrological.modelling and detailed structural works.

- Dufferent sector 1ssues like agriculture, fisheries. environment etc:

- Institutional settings at the Compartment. Sub- compartment and Chawk level.

- Several other social issues. in particular related to women in development.

- Important issues and information on the project interventions in Bangla and in Enghsh.

- Documentary films on CPP in general and other topics are shown regularly.
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Since the opening, approx 3-4000 wisitors are using IDC’s facilities. yearly Pprofessionals. scholars.
journalists, policy makers. students, businessmen, NGO executives. GoB officials. house wives. farmers.
teachers and others from students were the largest group visiting the [DC

2) Mobile Unit

[nformation campaigns are organized from time to time at village level using a mobile van through display
boards, print material distribution and video shows.

Mobile van In order to bring information of the project at the doorstep of the rural people, a show using a
mobile van is arranged frequently About 5100 people attended thirty mobile van shows arranged at
different places.

Various media-formats have been used to special audences.

In-house programmes, video-shows. footage for Bangladesh TV and International TV.

Staffs at (inter)national workshops and conferences, briefing sessions with local and national journalists.
etc

Meet the Press

The project is giving attention to this effort of 'Meet the Press'. Regular briefing sessions with individual or
group of journalists are taking place. Journalists are also taking active interest in project activities and are
attending field level functions

Press coverage

The project has been focussed many ways by local and national dailies. weeklies covering wide spread of
subjects.

The Press Speaks ..... : Compilation of the Press Coverage

All the available press coverages on CPP has been compiled and consolidated in a Technical Note (TN
95/05). This note. when released, became instantly popular and additional prints were made Subsequently.
another version with english translations of Bangla news stories was released.

Technical notes & working papers

The output of the project includes a series of reports, guidelines and manuals (CPP. ToR page 6) In
Technical Notes and Working Papers. survey results, findings, proposals etc. are presented Publications
prepared by the project since inception are included in the "List of Publications" which is updated regularly

3.10.3 New Avenues for information sharing

[n view of the preceding information presented and the experiences obtained so far. it seems that there are
still opportunities which have not been explored in order to disseminate transparent information on a
regular-basis to various audiences Through the establishment of the (resident and mobile part) of the
Information Dissemination Center CPP. a wide variety of audiences has been covered already

Bringing this idea even more advanced. discussion have been held at WARPO and the implementing
agency BWDB The potential usage of BWDB facilitate (Department of Public Relation). the upconunyg
development of a national water master plan and the subsequent restructuring of WARPO utself nto an apex
organization, all transpire the need for an effective information mechanism.
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Although substantial improvements have been made in this respect. comparing the situation with pre-
Information Dissemination Center time. it 1s necessary to embark on new ways to bring the message
accross It 1s therefore proposed to perform a new study which will be composed of two parts

| The mnformation mechanism from a project point of view and how it will feed into the national syvsteni.

and
a

2 The international scene. how to cover that. seen from a local (1.e. Bangladesh) context
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3.1 Mitigation measures

Mitigation measures are direct concern of adverse impacts of project activities. The CPP 1s predicted to have
four major kinds of adverse impacts These are loss of water based transportation, increased agrochemical
use and pesticide contamination. reduced open water fisheries production, and loss of seasonal wetland area
and its habitats. A few other negative impacts may likely to occur in the field of ground water quality and
quantity, soil fertility and sedimentation, biological species diversity. vector borne disease incidences. etc .
but these assumptions are subject to verification from impact monitoring results The adverse impact
predictions of the CPP are such that, the project wall 1) reduce passenger trips and goods transportation
along the navigational routes from 292000/year to 260000/year. and 900 ton/year to 850 ton/vear.
respectively. 11) substantially increase the use of fertilizer and pesticides from the present amount of 4800
ton/year and 11700 kg/year, respectively based on. 1i1) reduce capture fisheries production from 530 ton/vear
to 488 ton/year, and iv) cause a loss of 1148 hectares and 3131 hectares aquatic area during monsoon and
post-monsoon period, respectively. A mitigation plan was developed as part of the Environmental
Management Plan of the first phase of the project. This included i) construction of a boat mooring place at
Ramdevpur and 2.7 km long road with accessibility to Tangail town to facilitate passenger and goods
transportation ii) training of farmers on integrated pest management practices to mitigate the increased use
of agro-chemical pesticides iii) facilitation of natural hatchling migration by allowing free flow through all
sections of the river bed iv) motivation and training of wetland sensitive area people on community wetland
conservation programme. Implementation of the first two mitigation measures have been completed while
the other two are to be covered during the final phase of the project.

In order to ensure adequate measures the following mitigation steps are proposed to undertake during the
final phase.

+ Continuation of the [PM training programme with a target of i) establishing 2-3 new IPM schools every
year as well as, in total some 10 new schools in areas of ecologically sensitive beels and other
waterbodies with significant fish production in SCs 1-2. 4-7 and 13-16 i1) conducting annual refresher
courses for all the previously trained 210 farmers and ii1) establishing two demonstration sites for more
intensified and on-farm training,

+ Implementation of natural hatchling migration mitigation plan through removal of sand rim/bar from
the mouth of Lohajang river and gate operations as detailed up in the first phase EMP.

* Special measures for sustaining the livelihood of professional fishermen by I) arranging permanent lease
of all khas water bodies and providing credit facilities as well as technical training to professional
groups. ii) developing skill through traming for other means of livelihood like. gear making. weaving,
animal rearing, vocational works, adult education etc. for the dependent members of the professional
fishermen community

* Implementation of environmental awareness and education programme through social gathering,
meeting. video display, etc.. in order to promote the community wetland management 1deas among, local
people at two selected wetland sites (1 e Boro Beel in SC10 and Atia Kumari Beel in SC 14).

*  Special measures for women for 1) flood preparedness training in the adjacent areas. 11) promoting their
participation and benefit in the fishing community training programme. and 1i1) monitoring of effects on
vender relations in three pilots Chawks selected under agricultural programme.
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CHAPTER 4: MEASUREMENT OF ACHIEVEMENT

44 Introduction

The overall scope of M&E 1s 1o monitor and evaluation the changes inside the compartment boundaries and
in the adjacent areas compared with the pre-project situation. This wall. in turn provide a management tool
to guide the project management to make necessary adjustments for reaching the overall objective of the
project. M&E 1s 1o assess whether project results were achieved 1n available, sustainable and replicable way
According to the Reformulation Mission. M&E in this pilot project has the following three objectives: (pg
26, ref ).

e First. 1t attentively keeps track and interprets performance of the established physical and organisational
structures to develop and implement remedial measures to mitigate the impact of the project or improve
its performance.

e Them. M&E supports the overall assessment of viability of the compartmentalizauon concept. and

« Finally. 1t contributes to the further improvement of the planning mechanisms in the water resources
sector. providing feedback for future developments. This implies close interaction with national
activities in this field and in particular with the establishment of a new WARPO.

The ToR (Final Phase) addresses this issue as (see also vol 2, annex 2) “The Effectiveness of the project as
a pilot will depend on the improvement of the monitoring and evaluation of the project. both technically and
with the integration of a broad range of concerned parties in the review of the project’s implementation
This includes the establishment of an M&E capacity beyond the project period” (see also Chapter 5 and 0)
CPP is to focus on three issues: notably viability. sustainability and replicability

I'iability of the compartmentalization approach

In the first place. CPP has to make clear whether the compartmentalization approach. as it has been
implemented in Tangail. is technically, economically. socially and environmentally acceptable. This mieans
an answer to the question whether technical components of the project perform properly. It also imples the
achievement of a number of economic and financial target values. this 1s that as result of the project the
population as a whole is better off. Moreover. CPP’s activities should not lead to a degradation of social
structures. they should instead lead to a more even distribution of power and wealth. if the concept 1s really
socially justifiable. Finally. the project should not impact negatively on the environment. unless measures
are taken to mitigate against negative environmental effects

Viabhithn imdicators:

« Data on flood damage reduction as compared with the non-intervention situation which prove that the
concept 1s attractive from the economic point of view:

e Economic indicators such as IRR. NPV and B/C ratio. which equal or exceed commonly accepted
viability levels.

e Understanding of the perception of the population of their social position. and

e Data on positive environmental impacts and possible degradation. and on mitigation measures that
clearly indicate a bettering of environmental conditions:

Sustainahiliny of the approach

Sustainability comprises the ability of the compartmentalization concept to work and continue without
outside help This means that once CPP’s activities terminate. the compartment should be able to stand on
its own feet with the constructed hydraulic infrastructure. created institutions for water management. and
achieved improvements in its social-economy Sustaimnability. not only implies that the compartment is able
to “muddle through™ after the project terminates. it means equally that 1t can handle emergency situations.
do the necessary repairs. etc
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Sustarnahility indicators

« Stability of the institutional base for the O&M of water management infrastructure.

« Effectiveness of guidelines and rules for water management,

e Co-operation between water users and water management implementators. which is reflected in part by
the number of complaints water users lodge about water management. and

« Effective arrangements for O&M or hydraulic infrastructures. including adequate financial provisions

Replicahilitv of the compartmentalization approach

Replicability reflects the way in which the specific CPP situation. once it proves viable and sustainable.
could be replicated elsewhere in Bangladesh. The important question is whether Tangail’s boundary
conditions (those elements which cannot be changed by man), notably topography. climate. soils. and the
specific flood regime of the Jamuna, influenced the choice of solutions for the CPP’s compartmentalization
in such a manner that the project is in fact unique and not replicable. This would mean that the specific
combination of topography. climate, soils, flood regime, and remoteness (distance to the metropolis of e ¢
Dhaka) is hardly found elsewhere in Bangladesh. Or could it be that the boundary conditions in fact only
served as parameters for design and implementation, while the principles used and advantages gained are
reproducible elsewhere? Then it would mean that replication is possible

Replicability indicators
When trying to evaluate the replicability of compartmentalization approaches, the likely indicators are:

A compartmentalization approach which is first and foremost effective in the particular context of

Tangail, but whose:.

« Boundary conditions are not unique in the Bangladeshi context.

« National policies and guidelines that promote compartmentalization.

e Acceptance of the approach by government organisations active in water resource development and
management; and

e A judicial and administrative structure to legalise the institutional set-up and collection of water

charges.

4.2 Description of CPP’s setting

IWhy the Tangail compartment was chosen
The reason for selecting the Tangail area to implement the compartmentalization concept was two-fold:

o The existence of a protected area where embankments were made by local people: and
e The physical location of the Tangail area in the Jamuna floodplain. which would make the application of
this concept possible.

Moreover, the availability of data on flood conditions and agriculture in the compartment also played a role.
However. little information existed on the social conditions in the area, nor was there information on a
number of key elements like transport conditions, economic, institutions, and the position of women
Through the base line survey executed during the first phase of the project, it has been attempted to correct
this situation.

Fhe importance of Tangail's specific conditions

In monitoring the achievements in the Tangail compartment, stock should also be taken of specific
~outside” conditions such as topography. climate, soils. etc These conditions could have a determininy
influence on the achievements of CPP, although this may as well not be the case So when considering
indicators for the viability. sustainability and replicability of the concept, they should be held against the
“mirror” of the Tangail compartment’s boundary conditions
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4.3 Monitoring and Evaluation during CPP’s First Phase

A special unit was made responsible for the monitoring and evaluation of activities of the technical sections
engaged in the project during the First Phase During this phase. the basis for momtoring was established
with a baseline survey. and a household survey Somewhat later CPP identified a comprehensive list of
indicators which was, however. not actively used for M&E. The majority of the sections in CPP continued to
execute therr own monitoring programme. without much linkage to the M&E activities Details of the
sectoral monitoring activities are listed here

e Agriculture. where monitoring activities concentrated on agricultural practices mn 250 plots from 4
clusters covering an area of approximately 40 ha . covering the 1994 and 1995 crop seasons For the
demonstration of T.Aman (HYV). the Agricultural Section has selected. together with DAE. 30
demonstration plots from clusters 1b. IL. 111 and IV for testing water management

o Fishery monitoring concentrated on the perception that water management resulted in a reduction of the
seize of water bodies i.e. rivers, beels, etc. and that as a result the number of fishermen declined To
capture this aspect. CPP conducted special fishery studies over the period from April 1992 to Apnl
1994. which also served as baseline data for further monitoring and research activities, Moreover. the
Fishery Section executed a catch assessment and fishing effort survey from April 1992 to December
1995 Also. there was an inventory of ponds. starting in 1991 and completed in March 1996 Finally.
hatchling samples from 1992 to 1996 are stored in the project laboratory.

« In institutional development activities took place. but were not monitored formally. However. the results
achieved during the first phase provided already some sort of indicator By September 1990. the
population. with the backing of CPP, created 100 Chawk Commuttees (CC). and 15 Sub-Compartmental
Water Management Committee (SCWMC). In the Project Council (PC) or Compartmental Water
Management Committee (CWMC) headed by the Deputy Commissioner. 72 members were selected with
provisions of another six members for co-operation.

e In the field of environment a number of monitoring programmes started during phase one of CPP CPP
executed a comprehensive Environmental Impact Assessment (EIA) i 1992. A social forestry
programme, being a part of Resources Management Plan started with the objective of preserving and
enhancing floral species in the project area. Moreover, Integrated Pest Management (IPM) traming
began in April 1994 for farmers. and concentrated on biological pest control methods in order to
mitigate the adverse effects of pesticides in the crop fields. From the 13 DPHE tubewells. 9 BADC
DTW. 4 BWDB observation wells records on the static ground water table are collected on yearly.
monthly and weekly basis. Then. the Environmental Section prepared a work plan for investigation of
the soil fertility status at 27 selected plots, from both inside and outside the project.. An Environmental
Laboratory was finally set-up i March 1995

e In CPP. involvement of women is felt necessary with a view to create self-rehiance among women.
creation of employment opportunities. increase of income generation activities for them During the First
Phase. 1.164 women attended meetings/workshops like women training programme for farm fanilies
(49). manure making by water hyacinth (34). formation of LCS (596). formation of EMG (671 net
working for women (32). orientation meeting (144), follow up workshops (32). International Women
Day (50) and training on fishing (192) Besides. 909 women attended meetings on creation of

emplovment opportunities and income generatung activities

Little can he concluded as too much remains unfinished

CPP is a Pilot Project and both structural and non-structural measures are yet to be accomplished 1n full A
this stage. 1t will be inappropriate to make any judgement on its performance and ability to achieve its
objectives. But it would be noteworthy to remark that CPP faced tremendous opposition from local. national
and international circles At the moment. target groups of the project are enthusiastic to co-operate with the
project activities. A wide range of activities has been put i hand A focus on impact measurement is now
required. which makes formulation and monitoring of appropriate indicators a high priority If project
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svaluation demonstrates its viability. sustainability and replicability. it can be used as a model for other
areas in the floodpiain

4.4 Baseline Data

The concern for measuring CPP s resulty

Assessing the viability, sustainability and replicability of the compartmentalization approach should include
as to whether the adoption of the approach has led to an increase in agricultural income. has reduced flood
damage, has enhanced the co-operation among water user groups. etc. The success of compartmentalization
will only be proved if it is pegged against the situation as it existed in the compartment before CPP started
its activities. This underlines the importance of base line data, which should be extracted from the baseline
and household surveys carried out early in the First Phase of the project

Recollecting the past proves sometimes difficult

In some instances base line information is difficult to assess. In particular where it concerns fisheries, there
s little or no information available from the pre-project period, mainly because CPP’s Fishery Section has
no equivalent at the Thana level. The establishment of the Fishery Section, meant that for the first time
some development actions took place in the compartment. To a lesser extent this also applies to the
institutions and the women's development activities of CPP. Before the project started little or no activity
took place, and hence little information is available about the situation in those days.

4.5 Analytical model for M&E

("hoosing an analytical model

The choice of an analytical model for constructing an effective M&E system is a critical one. While multi-
criteria analysis (MCA) is a very suitable tool for presenting the M&E results, it lacks transparency as to
why certain indicators have been selected and others not, it does not provide insight in the relationship
between activities and results, and it does not take note of project assumption, risks and conditions. As such,
it 1s very suitable in presenting performance indicators for the compartmentalization concept. but it becomes
less suitable when an evaluation is also needed of actions vis-a-vis results, or when one tries to review the
impact of assumptions, risk and conditions. Logical frameworks could provide this type of integrated
reflection on project objectives and activities. although they also have limitations.

Preference for a logical framework

A suitable model for constructing M&E indicators is based on the so called Objective Oriented Project
Planning method initially developed by GTZ (German Development Corporation). and made the
cornerstone for formulation. monitoring and evaluation of projects by the Directorate General of Co-
operation of the European Commission'. With an integrated analysis, called a logical framework. one
brings into perspective the objectives, purpose. results and activities of the project in a schematic way A
logical framework provides in a nutshell the project. and it relates (integrates) objectives to activities As an
example Figure provides a sumplified logical framework for CPP.

For detailed mformation on the method referance s made to the Manual a Projedt Cyele Management (Integrated approads and
loeal framework ) which was published m 1993 by the Europem Comnussion.
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Figure 4.5.1: Simple Logical Framework for CPP activities
ASSUMPTIONS
OBJECTIVELY SOURCES OF = .
UTERED IO LGS VERIFIABLE INDICATORS| VERIFICATION LDNDQ;O‘;‘JSS ANE
(Qverall Objeciive I Indicators | Sowces ] Issumplions. ¢l ]

To enhance economic production. improve Indicators like GDP/capita.  National statistical Agreement between
environmental security, and reduce poverty cropped area. |teracy rate. publications (BBS) the GOB and donors

in the floodplains of Bangladesh etc to fulfill this phight
1(_‘,”}’ Purpose I Indicators ] Npurees I Lssumptiony. ¢re
To define appropriate water management  Global indicators that Often evaluation  Agreement between
methods for the development of protected  provide a means of verifying reports provide the GOB. GON and
areas, which can be replicated in the purpose insight GOG

Bangladesh

I?)eczﬁr_' Resulrs | [ndicators 1 NOLrCces | ASsumptions. ¢lc. I
(1) Viable, sustainable and replicable Technical, economic (IRR.  Project M&E Acceptance by the
compartmentalisation approaches NPV, B/C), social and publications, muftl- GOB and the GON of
(2) Integrated water resource management environmental feasibility. criteria analysis  the TAPP,

options for different sections of the rural institutional structure for Acceptance by local
population cost recovery water population

(3) Policies and guidelines for the management (guidelines

development of integrated water resource  and rules) and institutional

management base (nos. of complaints

about SWMC and CWMC)

\Prosect denvities i Vfeans | Cost | dssumprions. erc ]
{1} Construction (1) Technical assistance Contributions: Agreement between
(2) VWWater management (2) Programmes Bangladesh: Tk involved parties on

{3) Institutional development (3) Equipment 248 64 M TAPP,

(4) Agricultural development (4) Surveys TA Netherlands  Availability of funds

(5) WID (5) Construction Hf 1521 M

(6) Fishery and aqua-culture (6) O&M cost FA Germany DM

(7) Environmental protection 1350M

(8) Support: GIS,_ Economics, M&E

Pre-condition: GOB provides the
|undical and
administrative
structure for improvea
water management

NSeguencing

The implementation of the project’s activities depends fully on the pre-condition that the GOB should
provide the judicial and administrative structure' Then a logical link could be established between CPP’s
activities and its assumption. risk and conditions (bottom part of the framework). to the achievement of the
CPP’s results. In the next step there should be a logical relationship between the results. and their
assumptions. risk and conditions on the one hand. and the project purpose on the other hand Finally. the
combination of project purpose and assumptions. risk and conditions. should make the relation to the
overall objective transparent

Mie M&:- Section takes the pomt of view that tus s o pre-condition. Al the completion of CPPtmay happen that thas pre-
condition could not be fultilled. imd consequantly 1 will he up 1o the projeat to define winds mmimal conditimns wonld he
necessany 1o make the companmantalisation approadh anvhiow successtul
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| logical framework is the traditronal tool for (&l

A logical framework 1s more than a presentation form for projects, 1t also provides ways of checking the
achievement of objectives, purpose and results and gives an overview of the inputs that will be required
However. the main criticism in using logical frameworks for M&E, rests on the fact that they are geared
towards providing information on physical and financial progress. whose value 1s limited for 1mpact
monitoring. And as such. it is believed that the effects of the project’s activities and the resulting 1mpacts
should be brought to the foreground by making some alterations to the framework

The maodified \I&F logical framework

[t 1s proposed to amend the logical framework from Figure 1. so that it reflects better what effects and
impacts project activities should have In the columns next to the objectives, purpose and results, each
logical frame provides monitoring indicators and sources for verification. It should be remembered. that the
classical framework lacks these indicators when it comes to activities, because it assumes that the provisions
of means and money would be enough as monitoring indicators (see annex 1G)

I'erification will not he a CPP task

The achievement of this objective fits within an overall development strategy for Bangladesh. where CPP 1s
only one of the activities. Monitoring of the achievement of this overall objective cannot be considered a
task of CPP alone: it is more a task of national planning organisations involved in development.

What is required to fulfil this overall objective

The overall assumption that defines the potential for reaching this objective is that the Government of
Bangladesh and those of all countries that have pledged money for the Flood Action Plan, have some degree
of mutual agreement on how to stimulate economic production, reduce poverty and achieve a sustainable
development for the population living in protected areas in Bangladesh. Without such a consensus it seems
hard to see how such an overall objective could be achieved. Consequently. it is clear that monitoring the
achievement of this objective falls outside the scope of CPP

Boundary conditions which the indicators should ““mirror”

The prevailing physical, climatic and social economic environment in which the project takes place. defines
by and large what is possible. and to what extent it could be replicated. Investment cost per ha for instance
is an indicator whose value is largely influenced by these boundaries conditions. as is operation and
maintenance of structures. Factors that may be important in valuing the indicators include the given
hydrology (type. discharge), topography (slopes, natural drainage system), soil quality (potential cropping
intensities and yields), population densities. distribution and number of urban agglomerations, water borne
activities (transport), and limiting factors such as wetlands

4.6 Defining CPP’s Indicators

From project activities to idicators

The activity part of the logical framework gives a list of all the activities to be executed by CPP in the
current phase of the project. with their direct effects and expected impacts. All these project activities relate
to the work of technical sections of the project. and hence it provides a base to identify for each section a
number of project activities. together with outcomes to be realised. direct effects. and 1mpacts to be
expected. At this first stage of the M&E process, there will be no critical evaluation of project activities. as
it 1s assumed that the formulation nussion has performed its task At a later date 1t may be necessary 1o
bring changes to project activities. 1f and when monitoring proves that certain activities are sub-optimal

Data from secondary sSonrees

Indicators that fall outside the influence of project activities will have to be provided from secondary
sources, e statistics on market prices for inputs and production (agriculture, fishery. livestock)
Information which is available at the Thana level and at the DAE should be collected and compared with
the indicators collected by CPP. Where possible, data on the adjacent areas of the compartment should also
be assembled.
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Flood damuage

Although the Agricultural Section of the project would follow what happens n case of flood damage 10
crops. accepted and official data should also be collected Base statistics on flood damage are necessary for
the techmical and economic analysis of the compartmentahizauon approach (see also Annex [|H)
Information which is available at the Thana level and at the DAE should be collected and compared with
the ndicators collected by CPP’s Agricultural Section. Where possible. data on the areas adjacent to the
compartment should also be assembled

Nituation in adjacent areas

The effect of the compartmentalization approach on the adjacent areas needs to be assessed in order to
evaluate the impacts of the concept. It is likely that there will be a negative 1mpact on flood conditions in
these areas and hence on crop losses, damage to public and private property . cropping patterns and
intensities

The pre-project vardstick

[t should be remembered that all indicators the project defined and will define have to be held against a pre-
project yardstick It is stressed that data on the pre-project situation should be as realistic as possible and be
an average of “good” and “bad” years. It 1s considered that the year (see Annex 1G) 1992 would represent a
suitable reference for the pre-project situation. Part of the collection work of indicators concerns grouping of
comparable pre-project indicators. It should be noted that most pre-project data from within the project area
are not be very representative for a compartmentalization concept. because the main peripheral embankment
existed already for more than two decades. An attempt is also being made 10 measure some parameters
outside the project boundary. so as to partly reflect the “without-project” situation, The main source of
information would be provided by existing statistical publications. project documents and supplementary
information collected at the Thana and DAE levels.

Ex-post household survey

At the start of the first project phase a household survey was commissioned to an external agency. Data of
this survey are available. but have no been very accessible for project staff. An attempt will be made to
evaluate the validity of these data and to enter them in a data base for use by the technical sections of CPP
Moreover. emphasis needs to be placed on an ex-post household survey. after termination of the project
Such a survey could provide a very good insight in the perception of the population of what CPP has
achieved

Table 4 6.1 provides an overview of all the different indicators and data expected to be collected as part of
the CPP's M&E acuvities. For each of the indicators and data sources the rationale for 1ts inclusion in the
M&E activities is provides, so that the table needs no further explanation
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Table 4.6.1: Preliminary list of CPP indicators and data collection activities and their respective

Cropping Pattern Survey per SC

rationale
| No. | Section: Indicators Rationale
Engineering.

l General Information on Expenditures Besides. the project related cost. there are likely local and
made by CPP on support services e.g, national institutional costs like Project Director/Executive
Training, consultancy etc. Engineer s Office for a workable administrative setup.

2 Investment and O&M cost per ha for | Cost of structures such as regulators. sluice gates.
structures. embankments, excavation, | embankments, excavation of dramnage systems O&M
etc. with and without mutigation | including mitigation cost is required to alleviate negative
measures and making a differentiation | effects.
as to how much unskilled labour has
been used. _

3 Document with water management | Without guidelines and rules it is impossible to arrive at a
guidelines and rules for each relevant | viable & sustainable compartmentalization approach
structure in SC.

+ Record of gauge readings for key water | Gauge reading will provide insight in the effectiveness of
management structure. guidelines & rules framed.

Sedimentation Measurement of | Compartmentalization will reduce sedimentation by creating
waterways stable hydrological settings.
Institutions.

5 Number of existing WUG, SCWMC & Institutional structures for implementing water management
SCWMC/PC. their involvement in | guidelines & rules will facilitate sustainability of
O&M., their objectives. Composition compartmentalization approach.

(Number of members. who do they
represent), nos. of office bearers who
they are.

6 Elements for an appraisal of decision | The effectiveness of water management committees depends
making within WMC: for a large part on their ability to make the right decision
« internal regulators SW/PC: structure, | This largely depends on the parameters mentioned n the

lines of command, meeting schedule | indicator.
» information flows between
committees and CPP/BWDB
e physical and non-physical tools
(office accommodation, transport).
7 Records of complaints about water | To obtain written as well as verbal complaints without any
management by SCWMC & PC. threat will give a good indication of effectiveness of water
management rules & guidelines.
Agriculture.
8 To follow what effect compartmentalization has in reality on

crops. variety. land use ete. Any changes in cropping pattern
are likely to be linked to the fact that water regimes have

changed.
9 Cropping pattern monitoring plots & | Collection of farm economic data on agncultural income &
monitoring program of farming systems | value added will  reflect economic  impacts  of

for input use & yields

compartmentalization.

Dependency on agriculture services

Usage of HY'V will increase the dependency on services like
improved marketing. efficient input supply & competent
extension services, agricultural credit etc
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No. | Section: Indicators Rationale
WID

10 | Number of women and function held in | Number of women holding function in the comnutiees and
WUG. SC. PC. their social position and | also can make use of their position effectively depends on
education and distribution of groups and | their social position & education
committees with women over the
compartment _‘

11 Numbers of meetings & workshops on | Recording nos. of women attending workshops s an |
awareness raising. skill development. | indication that women could better defend their position i |
legal aspects and nghts. how many | the comnuttees along with others
persons participated and where the
meeting, or tramng was held.

12 | Number of contracts issued to EMG & | Transfer of money and promotion of managenal skz]l?1
LCS. number of persons involved in | social position of women changes. which would have a
EMG & LCS. distribution of the | bearing on their acceptance in WUG or SC commuttee s
contracted EMG & LCS over the | function
compartment, duration of EMG & LCS
contract and amount of Taka paid out.

13 | Survey of the perception of women on | With a better perception of the social status and power. it
their social status and power. would give women a better chance to function in WUG or

WMC at SC or PC.

14 | Expenditure pattern by women and | Through investigation of expenditure pattern of women

landless of EMG & LCS earned with maintenance of infrastructures it should be
possible to see how much rests in compartment & how much |
seeps away to outside

I5 | Fishery:

Catch assessment and fishing effort Compartmentalization has negative effect on fishing The
survey in a representative number of catch assessment and fishing effort survev alreadv 1 |
sites in the compartment. making existence will provide the indicator to assess the impact |
distinction between subsistence and '
commercial fishing.

16 | Recording of Beel water levels (Beel | Water levels in the Beels. provide an indicator for the
concept) reproduction potential to fish. Hence. water management

influences Beel water levels.

17 | Survey of hatchling migration. Reduction of migration would also have a potential negative
effect on commercial & subsistence fish production and tlus
is an indicator for the viability of the approach

18 | Number of persons recetving aqua- | Aquaculture is not part of the compartmentalization
culture traming and nos, of traiming. | approach but 1t 1s a mitigation measure and training 1n aqua-

| location of sites where aqua-culture | culture provides an opportunity to offset negative effects
training 1s given and montoring of
inputs and outputs in aqua-culture with
one pond owner in each group
Environment

19| Soil Fertility Monitoring This will provide a means to verify the EIA’s prediction of
possible long term adverse impacts on soil fertility status as '
a resull of project activities

21 Bio-Diversity Monitoring, &  Social | Compartmentalization on biological species diversity 1s an
Forestry important aspect. This wall provide a means to verify EIA’s

prediction of long term negative impacts on wetlands and its
habitats

s |

Integrated Pest (IPM)

Training

Management

Increased use of pesticides may lead to serious negative
impact on biological diversity IPM traiming may cause
reduction 1n pesticide use
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[_No. Section: Indicators Rationale

23 Agro-Chemical and disease incidence | Compartmentalization approach is likely to bring changes in

monitoring cropping pattern & hence possible use of increased agro-
chemicals in the crop fields which would adversely affect the
quality of natural environment such as soil and water

24 | Social Forestry Programme The program wall lead to protection & enhancement of floral
diversity through community participation in planting trees

25 | Environmental Education and Training | Necessity for the development of the level of environment
education & raising public awareness on environmental
concerns.

20 | Ground Water Availability Monitoring The fluctuation of ground water table 1s likely to take place
with controlled flooding & flood water management. Ground
water use for dry season irrigation 1s an important aspects |
for table fluctuation & water availability.

27 | Water Pollution and disease incidence | Compartmentalization may influence the river water and

monitoring, rain water flows & therefore will create obstruction against
spread & dilution of pollutants by natural means [ncreased
use of agro-chemicals is likely to deteriorate both surface &
| ground water quality.
A change in the hydrology of the compartment could affect
public health to the better or worse. Records kept at union
health centres would offer an opportunity to monitor it.
Economics:

28 | Collection of base statistics: Cropping Collection of base statistics is necessary for the economic
pattern,  yields, price.  livestock, analysis of the compartmentalization
population, etc. From Thana Statistical
Office and DAE

20 | Crop damage. damage to public and | Collection of base statistics on flood damage 1s necessary for
private property and economic value of | technical & economic analysis. Information is available at
crop losses (Thana Flood Relief Officer) | Thana level (DAE) & compared with CPP (Agriculture)

data.

30 | Collection of statistics and Indicators | Effects on the adjacent area needs to be assessed in order to
that make a comparison with the | evaluate the benefits of the concept. It is very much likely
situation in the adjacent areas possible: | that there will be a negative impact on flood condition in
Cropping pattern, yields. flood damage | these areas and may have dramatic changes to cropping
to crops. property and infrastructures | pattern & intensity
(Thana level offices)

Monitoring and Evaluation:

31 | Review of actual M&E indicators and | M&E is not confined to the collection of indicators. but as
appraisal of assumption. risk and much to the validity of these indicators to follow project
conditions that define the | activities.
implementation of activities.

32 | Appraisal of the validity of assumptions. | It i1s believed that these assumptions, risk & conditions
risks and conditions that influence the | should be reviewed annually in order to establish their
achievement of projects results. possible impact on the project.

33 Evaluation of existing information of the | The pre-project situation forms the basis agamnst which
pre-project situation agriculture. | progress is evaluated. As such it 1s eminent that there 1s a
fishery. mstitution. WID. environment. | full consensus on this data. otherwise they are useless for |
economic data (e g prices. crop losses. | evaluation later
flood damage)

34 | Co-ordinate actions for a household | As a means of comparison with the results of the household
survey 1o be done after completion of the | survey done at the start of the project, the ex-post household
present project phase in 2000 or 2001 survey should provide insight in the perception of the

population of the achievements of CPP.
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4.7 Economic Analysis

| alye added and gross margun o aericuliure

Improved water management may result in more favourable conditions for agncultural production by
delaying early floods 1n the Khanf | season and by lowering of water levels in Khanf Il season combined
with faster drainage of water of late floods at the beginning of the Rabi season. This may allow further
intensification of agricultural production by pernutting a switch from broadcast Aman to transplanted
Aman. This may be accompanied by a more intensified use of the Rabi season through 1ts prolongation to
April. Actual developments in total cropped area as well as per crop n addition to yield levels wall be
monitored The incremental benefit. expressed as the value added and/or gross margin of agricultural
production per unit of area for each sub-compartment will be determined. The most important data required
are the result of the collection programme discussed before. including yields per crops. cultivated areas per
crop and season. level of inputs per crop. family and hired labour. draught power. tractor. irngation and
other costs per crop and unit. For all of above data, prices need to be identified and monitored throughout
the project period.

Economic indicators

The economic indicators recommended here concern Internal Rate of Return (IRR). the Net Present Value
(NPV) and the Cost/Benefit Ratio. All of these indicators are commonly known and widely accepted as a
vard stick for the assessment of development projects. In order to present above indicators in financial and
economic terms. conversion factors must be used to eliminate distortions generally connected to financial
prices in order to reflect the economic opportunity costs of resources and commodities. The Guidelines for
Project Assessment were published in 1992 (FPCO. October 1992). of which an up-date may be required At
the same time, the cost of capital (interest rate to be used) should be determined and provided by the same
source

1.8 M&E and Economic Programme for the period from 1997 to June 2000

M&E in the first year of the project needs to concentrate on the assembling a data reflecting the pre-project
situation. and on the continuation and perfection of on-going monitoring activities. Data collection with
respect to the construction and operation of structures has to continue The on-going activities fulfil the
requirements for M&E. But. in particular the work of the agricultural, fishery and environmental sections
needs to be supported and co-ordinated. Moreover, actions are needed to start the collection of data with
respect to institutional development and women’s activities.

M&E section presents the programme for monitoring and evaluation in 1997 - June 2000 In the bar chart
attached all data collection subjects have been mentioned together with the period when activities are
running. The data collection will be a continuous process and these data wall be mainly collected by the
technical sections and furnished to the M&E section for use in their reports in due tine Data collection
subjects. processing and publication responsibilities are given in the table appended. The bar chart 1s only
indicative in nature. In preparing this bar chart due care has been taken in terms of indicators and what 15
possible At a later date whenever M&E system is operative and data collection takes place. 1t will be
necessary to critically evaluate this hst and see if indicators have to be added or skipped The M&E
acuivities wall continue up to the project period. 1.¢ June 2000 and beyond that it should be taken over by
BWDB on continuous basis

The economic analysis of the project needs to take place n the year 1998 and at the end of the project in
2000 While 1t would no be possible to modify the activities of the project when the economic analysis is
limited to an ex-post analysis. CPP will make a preliminary economic analysis at the end of 1998 The
results of this analysis should provide the project and its management with a clear indication whether the
activities are giving an acceptable economic return
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CHAPTER 5: CPP’S SET-UP, AND WORKPLAN / BUDGET

5.1 Project organization. co-ordination and linkages

Intraduction

One of the main identified shortcomings in the Phase | institutional setting of CPP 1s the lack of co-
ordination mechanisms at district as well as at national level. in particular the institutional embedding of
CPP within the GO (and NGO) structures at district and national level. While the water management
organisations will be basically constituted by water users, all government and non government agencies
which have a role to play in achieving the objectives and outputs, should be represented in the project
organisation.

The project organisation for CPP, Final Phase 1s defined in the TAPP (October 1995). A few weak points 1n
the project organisation which need to be resolved are discussed here

( ‘v-ordination at national level

In the first phase a number of events took place that probably could have been avoided if a better inter-
ministerial co-ordination had existed. The closure of the Dhaleswari and the railway and road to the Jamuna
bridge are examples of plans of other Ministries that had considerable impact on the plans of CPP

Problems in the relations between Departments/agencies at District level cannot be solved or avoided at that
level. but only at national level through consultations between Ministries. The exact demarcations between
the responsibilities of BWDB and LGED 1s, for instance. a case in point.

The CPP is a pilot project with potential consequences for the whole of the flood plains, which is a national
affair. The Project Council is a strictly Tangail oriented body. which will not have much attention for
aspects of replicability of the compartmentalization concept. Discussions on replicability should not only
take place within the Ministry of Water Resources. but should be made an inter-ministerial matter

These are three reasons for establishing a high level inter-ministerial Steering Committee for CPP for co-
ordination at national level. At the moment the project is guided and monitored at national level by the CPP
Steering Committee, composed of BWDB-officials, and representatives of the Ministry of Water Resources.
WARPO, the Planning Commission and the German and Netherlands embassies. BWDB chairs the
Committee. Other actors in the project such as line agencies (MOA, MOFL) and NGOs are not represented
here. The Committee has not been effective in fostering co-operation with other Ministries [t lacks the
broad membership to address the co-ordination adequately and decisions taken by the Commuttee were in
many cases not followed up. apparently due to the fact that it did not have sufficient authority

Because of the prevailing vertical institutional setting, a National Steering Committee should be established
at ministerial level The membership of the Steering Committee should therefore be expanded to also
include Ministries that either are stakeholders in CPP (for instance the Ministry of Agriculture) or whose
plans could have adverse effects on the activities of CPP (for instance the Ministry of Communications)
The following Ministries should therefore be included. Water Resources. Agriculture, Fisheries, Local
Government and Rural Development. Communications, Land. and Women Affairs. The Chairman of the
BWDB and the Director General WARPO should also be members To represent the NGOs active in the
project area. one representative of an NGO umbrella organisation should also be member Both the donors
(The Netherlands and Germany) continue to be represented by an official of each of their embassies

To enhance its authority and effectiveness, it is necessary that the Secretary of the Ministry of Water
Resources chairs the Steering Committee and that the other Ministries are also represented by their

Secretaries or their replacements

The Committee should meet every quarter.
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The Terms of Reference of the proposed Steering Commnuttee should be wader than the co-ordimating
activities performed earlier The fact that Mimistries which have no direct stake in CPP. are also represented

should not prevent the Steering Commutee from taking on admimsiratuve responsibihties such as the

approval of the Annual Work Plans of CPP and the acceptance of the progress reports The Committee
should also continuously assess the sustainability of the institutional arrangements in CPP. Similar set-up
has been applied in other project

Co-ordination ar Compartment and District level
There are presently three forms of co-ordination at Compartment and District level.

(a) the recently established Project Council
(b) the Extended Project Team. created by a Government Order in May 1992
(c) the District Technical Commuttee, a non-project co-ordinating mechanism

Preyect Councrl and CHEAC

Co-ordination at the Compartment level is presently ensured by the Project Council, currently called
CWMC. The different roles of the project organisation. line agencies and water management organisations
who are now all participating in the PC should be defined After termination of the CPP. the water
management activities will be the responsibility of the CWMC. while the other (supporting and advisory)
activities related to agricultural development and conflict resolution would be the mandate of the line
agencies co-ordinated by the DC. Therefore it is necessary that this separation of tasks is reflected in the
organisational set-up from the beginning,

The proposed phased introduction of the new WMCs (Chapter 3.4.4) wall require in due time to reconsider
the composition of the new CWMC as the highest echelon of the WMCs in the compartment. Since the line
agencies would have no role in this new CWMC, an additional forum may be needed where CWMC and
important agencies meet. This could be the Project Council-new style (to be renamed after the end of the
project). The PC would be constituted of
= the CWMC
= District heads of relevant co-operating line agencies and local government
= NGOs
= CPP representatives
The PC wll be chaired by the DC_ Its main task is to co-ordinate and monitor the implementation
of the project. The PC wall meet monthly,

The Extended Project Team

The Extended Project Team consists of five executives of Government agencies in Tangail: Deputy Director
DAE. Executive Engineer BADC. Executive Engineer LGED. Deputy Director BRDB and District Fisheries
Officer. Regular meetings however only took place in the period from January to April 1993 Despite the
sub-optimal operation of this Team. it was further expanded by a Government Order in July 1995 1o ten
officials Added were District Forest Officer. Administrator Tangail Pourashava. Executive Engineer
DPHE. Deputy Director Women Affairs Directorate. Deputy Director Environment Directorate. Although
collaboration between CPP and other Departments certainly took place. especiallv in case of DAE.
Fisheries. BRDB and LGED. these achievements were the result of bilateral contacts rather than of the
existence of the extended Project Team The Team did not function as a co-ordinating platform. Probable
reasons are no instructions from higher levels to participate in the Team and differences in status between
the officers

Co-ordination transcending bilateral contacts 1s extremely important because of inter sectoral linkages It 1s
therefore proposed to abolish the extended Project Team and establish a Techmcal Commuitice from
members of the Project Council In regular meetings. consultations can take place on the plans of each of
the institutions and on the progress of the implementation. insofar as plans and activities are related to CPP
interventions The Technical Committee should advise the PC and 1ts Executive Committee on technical
matters The fact that the PC supervises, as 1t were, the functioning of the Technical Commuittee. combined
with instructions from higher level to attend the meetings. will certainly help to enhance its effectiveness
The following Government Departments/agencies should be invited: Department of Agricultural Extension.
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Department of Fisheries, BARI-Tangail (in view of their role in the On-Farm Testing and Demonstration
Programme (see chapter 3 6 Agnculture). LGED. Department of Women Affairs. BRDB and an NGO
representative. The Jamuna Multipurpose Bridge Authority, not a member of the PC, can be invited when
needed

lhe Distriet Technical Commiltee

The District Technical Committee consists of 40 officers of all Departments and agencies n the District
From CPP. the Executive Engineer of the BWDB participates. It meets once a month and 1s chaired by the
Deputy Commissioner. This Committee has too many participants and is too general in nature to serve
effectively as a co-ordination platform for CPP

Co-ordination within the project team

The project team consists of a team provided by the BWDB. headed by the Project Director (Superintending
Engineer BWDB) and a team comprising Bangladeshi consultants and expatriate consultants. The range of
disciplines in the consultant's team is much wider than the one in the BWDB project team, which means
that not every consultant has a counterpart from BWDB. Co-ordination within the combined project team 1s
thus more of a interdisciplinary nature than co-ordination between counterpart and consultant. Indeed most
of the consultants find counterparts in other Departments (such as Agricultural Extension. Fisheries) or
have no actual counterpart at all (for instance the Institutional Development specialist). In the Consultants
Team a number of sections are created, such as Engineering, Water Management, Agriculture, Fisheries,
Environment, WID. Economics, [nstitutional Development and Monitoring and Evaluation. These Sections
are very small, in most cases consisting one or two staff members,

Although the contacts between individuals - sections and between BWDB - consultants have been frequent,
the project needs to adopt more internal co-ordination mechanisms aimed at problem solving. For that
purpose. small multi-disciplinary thematic or 'issue-oriented’ groups will be formed, consisting of BWDB
and consultant project staff. when relevant extended with one or two people from other agencies. These ad-
hoc groups, formed around a theme. issue or problem will be fora for the generation of new ideas.
brainstorming and discussing project policies in a particular area. as well as a co-ordinating mechamsm for
implementing clusters of activities. Some examples are:

— approaches to developing the new ChWMCs and SCWMCs
S on-farm testing and demonstration

= people's participation in infrastructure maintenance

- monitoring trends in landuse

The thematic groups will also organise senunars around their theme wath presentations for a relevant
project audience and invited participants from other organisations. The project will organise at least one
monthly seminar about an important project-related topic of currrent concern, The Team Leader and the
Project Director wall assign the monthly seminar to one of the thematic groups on a rotational basts

Visiting expatriate consultants will also present a seminar on their particular field of interest during each
visit. This will improve the professional interaction with project staff outside their immediate discipline

Contractual arrangements with line agencies

More of the work which was previously carried out by project staff will in the future be carried out by or in
close co-operation with line agencies This is crucial for the sustainability and conuinuity of project
activities Examples are the landuse survey. which wall be gradually transferred to DAE and the On-Farm
Testing and Demonstration Programme which 1s being set up in co-operation with BARI and DAE (se2
Chapter 3 0 and Annex 1B) Contractual arrangements are developed for that purpose. on the basis of Mol's
with the collaborating nstitutions, The project, being the client for the services of the hine agencies. makes
the necessary funding available

Other activities currently carried out by project personnel will be screened with a view to possible transfer (o
other agencies following a similar format
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Figure 5.1.2: Compartmentalization Pilot Project : Institutional Setting
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ersonnel requirements i Instiutional Development

Institutional matters are crucial for the success of CPP Many of the existing institutions have probabh to be
reshaped For the Insututional Development Section that brings wath 1t the drafting of proposals on the new
compositions and on the tasks and responsibilities of each of the institutions (with clear distinctions between
policy matters and operational matters, and between decision making, powers and advisory functionsi Other
activities to be carried out by the Section are

—  The actual formation of the revised institutions. Much thought and attention should be given to the
electoral process the way i which members of the primary groups elect their representatives mn the
SCWMCs and the members of the SCWMCs elect their representatives in the Project Council

- The members of the reshaped committees will need training before they can adequately function The
management of the groups (chairperson, secretary) will in many cases need assistance from the project
staff to have the meetings properly prepared and conducted

- The pilot character of the CPP makes 1t imperative that much attention 1s given to monitormg and
evaluation in order to evaluate compartmentalization. Monitoring of the activities of around 100
primary level commuttees. 15 secondary level committees. a Project Council and a Steering Commuitiee
will be a time consuming, affair.

All these activities are too heavy a workload for a one person Section. The Institutional Development
Section should therefore be strengthened with at least one additional consultant, and preferably two. One of
the two consultants could be head of the Section, also responsible for the workings of the SCWMCs. Project
Council and Steering Committee. while the second staff member would be responsible for the primary
groups and for traming (see also Chapter 5.2 and S 4)

5.2 The CPP-Team

The CPP Team consists of two teams who are performing the duties and responsabilities of CPP
According to the TAPP. the following tasks are to be executed and allocated to the following teams

Project Team
Consultants Team

The project will be implemented by a combination of a Project Team, from the GoB. a Consultant’s Team
provided under contract from the technical assistance budget of the project and personnel from a wide range
of other government and non-government agencies. The Technical Assistance Project Proforma (T APP) of
the GoB (2nd revision) gives the definition of the overall management of the project and the division of
labour between the Project Team of the GoB and the Consultant’s Team as follows

“The project will be executed by the Bangladesh Water Development Board (BWDB) of the Mimmstry of
Water Resources. The Flood Plan Coordination Organization (FPCO) of the same Ministry will coordinate
and monitor the Pilot Project activities .. BWDB will provide a Project Team for the execution of the
project and the Netherlands Technical Assistance Programme will provide Consultants to formulate plan
layout and to advise and assist the Project Team FPCO will nominate specialists to monitor progress and 1o
coordinate activities with other relevant Flood Action Plan activities” and

“The Project Team 1s responsible for execution of physical and institution building works tll June 1998 and
then full operation for two vears specially during monsoon In performing the aforesaid works. the
responsibilities will include surveys. designs. tendering. supervision of construction including, quality
control, non-structural intervention such as earthwork through LCS. preventive maintenance works through
EMGs. EMP activities. mitigation measures etc. operation and maintenance. monitoring and data
collection. organisational aspects etc The Project Director 1s assisted by one Executive Engineer. one
Deputy Director and other officials augmented from other ministries The Executive Engineer will be -
charge of the surveys, construction. O&M and momitoring etc. and will maintain constant haison will the
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Consultant Team for the implementation of the activities Beyond the Project Team. BWDB Design Office
will prepare the designs of all the project features on the basis of design criteria and relevant data

It further specifies

“The Project Team provided by BWDB would be augmented as necessary by local consultants Because of
the integrated nature of the programme, the team 1s composed of specialists from the various ministries and
organizations involved in rural development. including Agriculture, Fisheries. Forests. Local Government
Engineering Department, Bangladesh Rural Development Board (BRDB). the Department of Environment
and BWDB For the project to be as effective as possible, a close definition of individual assignments, roles
and responsibihties will be necessary

Rewarding the consultants team 1 states

“The consultant team will assist and advise the project team in the preparation of plans. the lay out of the
project and the quality control of the implemented works, Development of conceptual strategies and their
testing will be of major significance. The team will have a major role in providing training to all parties
involved in the preparation. operation and evaluation of the implemented works. The consultant will cover
land and water use. flood control and drainage in the formulation of an integrated water management.
socio-economic and institutional aspects, information dissemination, aspects of women in development.
environmental issues, fisheries and other relevant disciplines. “The team consists of expatriate and national
experts as described in Chapter 6.2 (and Appendix A/l and A/2 of the TAPP). Additional numbers of BAEs
(Bilateral Associate Experts) is made available from the DGIS on contract basis. A gradual phasing out of
consultants is planned. The tasks will be handed over variously to the project team, related GoB agencies.
NGO partners and importantly to Compartmental and Sub-compartmental Water Management
Commuttees™

The Project Team consists of the following personnel:

Project Director (1. permanent)

Deputy Project Director (1. permanent)

Executive Engineer( 1, permanent)

Deputy-Chief Extension Officer( |, permanent)

Female Sociologist( 1. permanent)

Institutional Development Specialist(1. from 1 July 1998 onwards to June 2000)

Agricultural Extension Overseer (4, deputed from Department of Land and Water Use, permanent)
Credit Specialist (1 from 1 July 1996 onwards to June 2000)

The Consultants Team consists of the following personnel ( according to technical/financial proposal).

Team Leader ( 1. expatriate, permanent)

Deputy Team Leader( | .local consultant, permanent)

Monitoring and Evaluation Specialist(2:expatriate and local. limited)
Environmentalist(2:expatriate and local. imited)
Economist(2.expatriate and local limited)

Women in Development Specialist(2:expatriate and local.limited)
Institutional Specialist(2.expatriate and local.limited)

Fisheries specialist(2.expatriate and local. limited)

Agronomist (2. expatriate and local:limited)

GIS speciahist | local. hinited)

Project Manager (1. expatniate. limited)

unallocated
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Figure 5.1.1: Compartmentalization Pilot Project Organogram
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Figure 5.2.2 Staffing schedule - Integrated Team Compartmentalization Pilot Project (Final Phase)
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Furthermore. two positions under the Bilateral Associate Expert Program are under request One position
for GIS/Land and Water Use. one position for Fisheries The GIS/Land and Water Use position 1§ assumed
to be filled up i June 1997_ while the equivalent position for Fisheries is expected to be filled up during
third quarter 1997

The entire framework within which and the manpower planning 1n which 1s required to work. puts heavy
emphasis on coordination and management Especially the movement and coordination of the (expatriate)
non-resident team is a task which requires careful planning within the existing team

The tasks divided between the resident and non resident consultants team is clearly defined Although the
actual man months allocated to the non-resident team is relatively high in comparison with the residem
team. it is determined that the entire responsibility for the Consultants team remains with the resident team
The full program has to be planned, discussed and carried forward by the resident team. the non-resident
team only advises and assists.

During the preparation of the technical/financial proposal for the Final Phase . it was proposed to

assign the deputy team leader also the task of water management. Although the Deputy Team leader
accomplished this combined task ( but had to resign from his post because of medical reasons ), 1t 1s felt
now that the deputy team leader should also put emphasis on the institutional aspects due to the mstitutional
changes proposed in Chapter 3.4 and 5.1. Therefore. the following changes/adjustments regarding
institutional and other matters, are hereby proposed:

Only those positions are mentioned which are required to be adjusted and fine tuned. or have special
requirements. The other positions which have not undergone changes. will consequently not being specified
as they remained the same as originally planned in the Technical Proposal (June 1996)

Deputy Team Leader / Institutional Specialist

The increased and more complicated workload towards institutional re-organization. makes 1t appropriate 1o

have two consultants positions share this workload. It is therefore proposed that the Deputy Team Leader

has an institutional background, with which(s) he can provide additional backing for the institutional
» §4

specialist ).

Watermanagement
The Chapter 3.3 and 3 4 have highlighted the lack of sufficient on-the-ground practical field experience

which could assist in developing guidelines for the water management of this compartment.
Proposed 1s the following set of measures:

. appointment of mid-level drainage/water management engineer (| permanent) in the engmeenng
secuon
. appointment of an expatriate hydrological modelling engineer who can transfer the hydrological

model, so far developed. from the SWMC to the Project Office 1n Tangail (approximate tine
frame 6-8 months, financed under “Contingencies™. T A-budget).

. appointment of cluster field teams, whereby in-depth local knowledge can be fed back into the
management. These cluster field teams consist of agriculturalists. water management engineers.
institutionalists. women n development staff etc. This approach i1s completely n line with the
renewed emphasis on acquiring detailed field knowledge. which 1s essential for a fully
understanding of the institutional setup. its constraints and practical implications  These cluster
field teams have been organized in collaboration wath the project team. where 4 agricultural
exlension overseers are assigned to ( all staff financed under TA except the agricultural extension
overseers). and

[Tie credt specialist imd the msttutional speaalist (hoth finimeed indey Fmimaal Assistmee ) windy are part of the Augmantation Projes
] eam (see Chapter S 4 can be assigied speatic tasks regardmg mstitutionalization m cotluboration with the Consultots | e
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. The bilateral associate expert in GIS/Land and Water Use wall also get a task in the coordination
of these teams These teams will have weekly sessions with the relevant persons in the various
sections

Agronomist/Farming Systems (national consultant)

Oniginally 19 5 manmonths were allocated against this position. In view of the intensive field program in
relation also with the OFTD-schemes. it 1s hereby proposed to cover the entire period between 15/9/1996
and 30/6/2000 by allocating 9 manmonths from “unallocated™ to this point

These 9-months past time These past tume assignement would take place between 1/6/1997 and 1/1/2000
The actual usage of time would depend on the prevailing availability and flexibilitv of manpower and the
work pressure (18 manmonths past-time, % manmonths full-time)

Women in Development Specialist (national consultant)

The same allocation of manmonths was available for the Women in Development Specialist. The newly
allocated 9 months additional, can be stretched. and in this case the 19.5 manmonth, from which 7 have
been used. remains 12.5 manmonth between | May 1997 and 30 June 2000. As it is preferable to have
continuation in this position, an additional 38 month - 25 month equals 13 manmonths, which would be 6.5
month full-time.

Hydrological modeller (expatriate and/or national consultant)

From the very outset of the project (Original ToR. June 1990), important contributions were expected from
the hydrological/mathemathical modelling. in order to assist in developing a useful tool which would assist
in the water management of the area.

Through intensive collaboration with FAP-25 (Flood Hydrology Study) which later converted in the Surface
Water Modelling Centre (SWMC), a hydrological model, originally perceived to yield results at national
and regional level. proved also to be useful for “compartmental™ and “structure operation modeling” In a
later stage. a derivative model, based on the previously developed Flood Management Model. was put into
operation which would give much more interpretative results than the previous approaches. This derivative
model takes the Flood Management Model as the base for detailed calculations on the impact of certain
water management strategies on agriculture. fisheries, infrastructure and urban development Certain
assumptions regarding the relation of water level and damage/profit had to be assumed.

The detailed field information made available to the computer program, allowed to have an assessment with
such detail However. certain physical areas within the compartment do show instability of the FMM which
in turn causes the model results less valid for proper interpretation. [t 1s therefore proposed that an
additional input for a minimum 6 months with the following objectives:

I validate/calibrate the model for the 1996 hydrological data.

adjust the input files for the main and other peripheral structures to test the sensitivity of the model for
nunor fluctuations in measurad water level.

assess the problems with the instability of the FMM. especially in relation to geographical areas of
cluster [1 and cluster 1]

4 assess the behaviour of the Lohajang under different rainfall conditions and different operation scenarios
at the Main Regulator

study the behaviour of the iternal drainage system under different rainfall conditions

12

et

4

The work should be done by a hydrological modeller who s familiar with the field conditions. and
consequently can interpret the results accordingly Main emphasis should be on the interpretation of the
results rather than on the mechanical operation and running of the model. Furthermore. it is also proposed
1o have the model at a more interactive-friendly location, based thus in Tangail at the project headquarters
The necessary training for the hydrological modeller wall be initiated at the Surface Water Modelling Centre
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after a few weeks. computational facilities wall be made available at the Tangail project office. such that
operating and proper interaction can take place among various specialists

Enhanced Coordination

It 1s also proposed to make the short term (expatnate) inputs as clustered with other disciplines and short
term inputs as possible. Furthermore. two positions ( agronomist and wad ) are altered Their mput 1s
changed from relatively longterm ( few months duration. full ume with few months interruption) to longer
duration and part time with less interruption. This embeds more continuation and more guarantee for
sustainability

Coordination of the work under the various sections. and especially under the M&E section

The temporary set-up of the consultants team. inherently embedded in a project environment with a hnited
time frame. requires close coordination between the project team under GOB/FA and the consultants team
under TA funding Both short term and long term objectives should be addressed. not only regarding the
actual activities both also regarding long term manpower plannng,

The following diagram gives an overview of all personnel (senior positions) involved, both at project and
consultants team and the current proposed time frame A substantial revision and reshuffling has been
performed on the organogram, time frame as presented in the technical proposal of the consortium. dated
June 1996

Clustered inputs

. short term inputs should be clustered as much as possible to create an environment which s
conducive for heavy integration among disciplines and whereby major decisons can be focussd
. In principle these clustered overlaps between the resident team and visiting team should be

programmed at least two times per vear ( preferably once during dry season and once/twice during
monsoon season)

Coordination and organization training programes
Under CPP Phase | the training coordination for the various sections was performed as pan of the

assignment of the institutional specialist. During CPP (First Phase) 1t became apparent that a full ume
training officer (mid-level) 1s more effective, once(s)he 1s properly tramned.
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5.3 Action Plan and Manpower Planning

According 1o the reformulated objectives of the project for this Final Phase. elaborated on the new approach
has been performed in Chapter 3 In a nutshell. the various main issues have been discussed while enure
setting, for each subject has been dealt with separately in annexures which follow the same main sequence as
in Chapter 3 Elaborated workplans have been made and explained in the respective annexures

The following main 1ssues are planned

« institutional setup formation of watermanagement committees in various levels

o astablishment of smooth working M&E

e establishment of OFTD-scheme

e mitigation plan

o development of information dissemination mechanism

o final assessment
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Table 5.3.1: Action Plan January 1997 - June 2000
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54 Financial Assistance

The total Financial Assistance package (structural and non-structural actviues) as deternuned and allocated
i the 2nd revised TAPP (March 1990) distinguishes the following categories isee Table 5 4 1

| Major regulator

2 Minor regulator

3 Modification of sluice

4 Bridge / culvert

5 Bank protective works

6 Road development

7 Embankment re-construction
8. Re-excavation channels

9 Tangail Town drain

10 Mitigation measures

11 Unforeseen

12 Miscelaneous

13 O&M during construction
14 Survey & investigvation
15. Project equipment

16 Augmented project team

A careful analysis has been made. based on detailed field knowledge and financial constraints. Furthermore.
achievement as per June 1996 have been calculated. the contracted value for FY 1996-1997. the programme
for FY 1997-1908 for FY 1098-1999 and for FY 1999-2000 (Table 54.1). A further analysis of the
functionality of already implemented interventions will be performed during the 1997 monsoon Deviation
from planned physical activities for FY 98 and beyond may take place based on these observanons and
analysis.

The first nine categories do not require further explanation. However. serial 10-16 does require further
explanation

Mitigation measures (serial no.10)

Mitigation measures will take care of any negative impacts during the project and a provision for the
mitigation of failure after the project fimishes. These nutigation measures include structural investments
inside and outside the compartment. environmental interventions, planning.a nd consultation procedures
and the mternalisation of externalities

Mitigation measures for adjacent areas focus on structural interventions such as improved drainage. flood
proofing and the construction of refuges.

Mitigation measures for only inside the compartment take several forms Mitigation measures for fisheries
and environment will be included. For mitigation measure of fisheries sand nm of Lohajang niver will be
removed This will facilitate the entry of the first flood water critical for the inflow of the hatchling into the
CPP area Agquaculture development 1s a part of CPP The beel concept and subsistance fisheries are
mitigation measures

According to the Reformulation Mission (October/November 1995) 11 1s mentioned that mitigation measures
should be formulated which should also cover the period after the project finishes. if found necessary

A first “glimpse” of the necessity for formulating mitigation measures after the project fimishes, can be
performed at the interim decision point economic assessment. determined at December 1998-February 1909
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Table 5.4.1: Financial Assistance (FA) programme - cost schedule (in Lakh Taka) for structural and
non-structural activities
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Mitigation measures for environment are defined as:

. Environmentally sound planning

. Mitigation planning including the beel concept and n approved natural recruitment as well as
changes to design structures and other intervention to permit improved navigation and
transportation

. Contingency planning for floods, including a flood disaster plan. the construction of refuges and
the provision of emergency O&M where structural failure occurs

. Resources management planming including a wetlands conservation strategy. a social forestrv

programme for embankment and homesteads. waste water management proposals and water
quality improvement measures

Unforseen (serial no.11)

Unforeseen investments during the testing phase 1s a unforeseen mitigation to widening existing structures.
special facilities for boat transport or fish migration all within the project boundaries. A total of Tk. 50.00
lakh. 50 00 lakh, 100.00 lakh, 150.00 lakh and 50.00 lakh, should be allocated in between Ist and Sth year
for compartment testing and finalizing of the constructions in adjacent areas. Total comes to 40000 lakh
taka. Some modification took place as the FY 96-97 did not allocate any budget against this item and the
available budget was allocated against 4 financial years The CPP initiated guidelines for minor works.
stipulated that a maximum of Tk.200 lakh can be (see Annex 1A for details) allocated for this.

Miscellaneous (serial no.12)

Expenditure beyond any specific head wall go under miscellaneous head, such as closing of bridge openiny,
and other preventive measures during flood. This “muscellaneous™ can be allocated both wathin the
compartment or in the adjacent areas.

O&M during construction (serial no.13)

The FPCO guidelines for Project Assessment indicates certain standard rules for the calculation of O&M
during construction.

Survey & Investigation (serial no.14)

In the second revised TAPP this is allocated for implementing the Environmental Management Plan and
Post-Project Household Survey

Project Equipment (serial no.15)
The necessary project equipment has been purchased already.
Augmented Project Team (serial no.16)

Under Financial Assistance part of the budget is allocated to financing the Augmentation team The
function of the Augmentation team is (According to the Second Revised TAPP. pg 36) to add special
expertise ( consultants) to the Project Team in order to make the team widely “disciplined” to be able 1o
coop with these tasks Between July 1990 and June 2000. one (female) sociologist (48 manmonths). one
credit speciahist (48 manmonths) and one institutional specialist (24 manmonths). Unul 1 Apnl 1097 from
these 120 manmonths onlv © manmonths have been used so far As part of the capacity building of the
BWDB. an early embedding of an institutional specialist would be most appropriate at this moment
Furthermore, also the job description of the credit specialist could be adjusted such that the allocated
finances could be used The need for a credit specialist at the moment has not been foreseen as of yet
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Table 5.4.2: Financial Progress and Planning Clusterwise for physical works 1996-2000
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55 Technical Assistance

Table 5 3 | 1dentifies the major allocations of finances after the detailed planming and programming for the
various sectors within the project. including the overall project requirements

According to DGIS codes. the following categonies can be distinguished

DGI1S-code Description

300 Staff ( short-term. longterm consultants: local support staff. reporting, )
400 Purchases/Investments ( programmes/equipment}

500 Operational Costs

o600 Training and Courses

800 Contingencies

For DGIS-code 300 Staff.. some changes have been proposed in comparison with the technical/financial
proposal. These changes are described in Chapter 5.2

For DGIS-code 400, Purchases/Investments: the base for the allocation is the detailed programmes which
have been described in the annexes while the compiled versions are explained in various sections of Chapter
3 (mstitutions.water management/engineering, agriculture, fisheries. environment. women in development.
monitoring and evaluation. information dissemination.

For DGIS-code 300, Operational Costs. an assessment has been made on the current cost allocation

For DGIS-code 600, Training and Courses, part of the sector-specific trainings have been mcorporated here
Furthermore. interdepartmental cooperation 1s also included here.

For DGIS-code 800, Contingencies: a proposal 1s under preparation for the adjustement of the hvdrological
model such. that practical application 1s possible directly at the project location and one further proposal 1s
being prepared to engage an independant organization/institute that can assist to enhance the processing of
land acquisition procedure formalities.
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Table 5.5.1: Financial planning technical assistance component, Compartmentalization Pilot Project.
Final Phase. Oct. 1996 - June 2000,
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5.6 GoB Contribution

The allocation of GOB's funds 1s mamly confined to GOB personnel and land acquisition payment The
matn positions under the implementing agency (BWDB) have been indicated already 1n Chapter 5 3

The Assessment Of Progress On Land Acquisition

Table 56 | gives an overall view of the land acqusition status. starting fram the allocation made in the
T APP. to the progress upto June 1996 and the programme for FY 96-97 and FY 97-98 The total amount of
land required. as originally esumated when the TAPP was formulated. has been reduced from 340 ha to
approx 190 ha This sharp reduction of land is due to the project's efforts to obtain wheat allocation under
FFW programme Tlus FFW programme which will cover two fiscal years. has started in FY 90-97 and
providing that sufficient progress is obtained. a further allocation of wheat will be made in FY 97-98

According to the MoU of the Donor Review Mission (February-March 1997), the following
recommendation has been included

“The mission wishes to see the full support of the BWDB to arrange for all outstanding payments and
wishes to be monthly informed on progress being made. The project is requested to provide assistance to all
persons. who have not yet received full compensation. If needed. the project may also utilize the services of
an NGO for this purpose”

A proposal for this study will be submitted before 1 July 1997 to WARPO
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Table 5.6.1: Land acquisition status, CPP-Tangail. March 1997
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CHAPTER 6: BEYOND 2000

M&EE beyond June 2000

In the year 2000, sufficient information should be available. to assess the comphance of the overall project
objective aganst the background of the overall development objective. One note of caution should be
expressed here is that in case durning the monsoon of 1997. 1998 and 1999 the hydrological situation 1s less
than normal. that a judgement on the working of the Tangail compartment as a viable. sustainable and
replicable exercise in Bangladesh which is economically feasible . may have to be postponed Therefore. it 15
proposed project document will be prepared which takes the financial. organizational setting into account
and which provide a framewaork for further monitoring of CPP Tangail after the end of the CPP Final Phase
under a “skeleton-staff arrangements” with additional funding from various sources. A post-project
evaluation period of minimal 5 years after the end of the Final Phase would be most appropriate

Embedding of CPP's experiences _at national level

In many publications on water resources management in Bangladesh. the word “flagship™ has been
mentioned as a synonym for CPP. In many respects, the activities as they developed. emerged. evolved and
settled down in the project area. have undergone quite a number of changes The definition and application
of people’s participation is one striking example where many interested parties have expressed their own
opinion and interpretation 1o it

The entire institutional framework at field level in the CPP-area. which i1s now in the middle of a re-
assessment. 1s a product of significant field experience and evaluation. a product which can rarely been seen
at such detailed level in Bangladesh It would therefore be rather inappropriate to see these lessons.
knowledge and expertise fade away and/or disappear before it can be used/applied in similar projects in
Bangladesh. or for that matter in other countries with similar settings

As CPP has acknowledged this task and responsibility in an early stage. an Informaton Dissemination
Centre was opened at District level in December 1994, A contineous flow of information is available for
anybody . any party and apparently the need and requests for information increases. The implementing
agency (Bangladesh Water Development Board) has made it mandatory for any new project under
implementation to organise a permanent information centre. based on CPP’s example.

As this in itself 1s an accomplishment and achievement (to make information as transparent as possible).
one should not forget that this idea has to be inserted into a national system, preferably at WARPO/BWDB
level where the support is available to perform these tasks. A real commitment to disseminate this
information on a national basis. is not present. It would be a task which would be necessary for the
implementor of the National Water Master Plan to build on the experniences and lessons learnt from CPP n
this respect

Prudent change in attitude from a project approach to a process approach

The experience CPP had in conceptualizing. developing. applying and modifying the various stages of
people’s participation. has given on-depth information which 1s crucial to understand the field level and its
decision-making process This same process can. if properly applied given an opportunity to covering, the
relationship between water management institutions and beneficiaries who are represented in those
comnuttees If the proposed institutional framework will have sufficient impact. then the project can
generaly embark on gradually handed over responsibility of O&M to beneficiaries. whereby the “outside™
financial assistance to accomplish should be phased out in the long term

The handing over of responsibility of O&M from the implementing agency to a process of beneficiaries
participation should be a cautions and gradual process. Handing-over of this responsibility before properly
working mstitutions are 1n place, should definitely be avoided
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