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i Executive Summary

The institutional specialist of the Consultants Team has investigated two kinds of institu-
tional issues of the Compartmentalization Pilot Project: external and internal ones. The
external issues relate to organisational arrangements for the involvement of beneficiaries
and others in water management at the level of the sub-compartment and compartment.
The internal dimension regards the organisation and supervision of the pilot project itself.

An active step-by-step approach is recommended for defining and establishing water
management arrangements. Water Committees will be established at the level of the sub-
compartments. These committees include representatives of the various functional groups
(farmers, fishermen, landless, etc.), Union Parishad Members and field staff of BRDB,
DAE and BWDB. These committees will become responsible for local level water
management, operation and maintenance of facilities and the mobilization of resources.
Besides, water users groups will be formed at the primary level consisting of the immedi-
ately concerned people.

The project (CPP) will, in the immediate future, develop a joint approach with BRDB and
DAE on the one hand and with a selected NGO on the other, for establishing, training
and supporting these committees. The Project will also develop an extensive training
package for different levels and different groups: the members of these committees, for
concerned field staff and for district level staff of the relevant departments. CPP requires
additional manpower for developing this package and for structuring the relationships with
the various agencies. )

At the level of the Compartment ultimately a Compartmental Water Management Board
will be established, for which an outline is presented. As a first step however, CPP
Executive Committee will be installed which will advise the project and facilitate
coordination among the various government agencies. The district and Thana level of the
5 or 6 most relevant departments (DAE, BRDB, BWDB, LGED, DOF, DOL), the
project and the local administration will be represented in this Committee. They will be
joined by representatives from the Sub-Compartmental Water Committees as soon as
these are established. The tasks and initial responsibilities for this Committee and its
possible transition towards a Compartmental Water Management Board are outlined in
this report.

The collaboration between the project and the various government agencies needs to be
taken up in a more forceful and practical manner and this report presents a possible
approach to this issue. Specific activities for genuine collaboration at district and Thana
levels are listed and financial and practical implications are discussed. It is proposed that
financial requirements will soon be elaborated between the project and the concerned
agencies and be sanctioned in a revised Project Proforma and will be channelled through
and administered at Tangail level. Financial support for possible NGO activities can be
arranged scparately from special NGO funds with the concerned embassies. Several
suggestions are given to make it possible for government agencies and, where ap-
propriate, NGOs to work closely with this project.

The internal arrangements in the project should reflect and support the way this project
works with the other institutions. This implies that the project will start sharing responsi-
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bilities with the proposed CPP Executive Committee and that collaboration with line
departments will be sought more vigorously and practically. The expansion of the Project
Team towards inclusion of staff from other departments for specifically agreed activities
has already taken place. FPCO needs to provide guidance and high level support for
establishing the proposed CPP Executive Committee and for flexible adaptation of the PP
where required.
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ii ABBREVIATIONS

ATDB
AAEO
BADC
BRAC
BRDB
BWDB
PP
CL
CWMB
DAE
DC
DOF
DOL
DTC
DTW
DDAE
FAP
FCD/I
FFW
FPCO
GOB
JAEO
LGEB
NGO
O&M
PA

EBP
PWD
BT
R&H
SDE
SMO
SMS
SRP
TOR
TAO
ucC
TNO
UP

Annual Thana Development Budget
Assistant Agricultural Extension Officer
Bangladesh Agricultural Development Corporation
Bangladesh Rural Advancement Committee
Bangladesh Rural Development Board
Bangladesh Water Development Board
Compartmentalization Pilot Project (FAP 20)
Consultants Team

Compartment Water Management Board
Department of Agricultural Extension
Deputy Commissioner

Department of Fisheries

Department of Livestock

District Technical Committee (DAE)
Deep Tube Well

Deputy Director Agriculture Extension
Flood Action Plan

Flood Control, Drainage and Irrigation
Food for Work

Flood Plan Co-ordination Organization
Government of Bangladesh

Junior Agricultural Extension Officer
Local Government Engineering Bureau
Non-Governmental Organization
Operation and Maintenance

Participants Activities (matrix)

Project Proforma

Public Works Department

Project Team

Roads and Highways

Sub-Divisional Engineer

Subject Matter Officer

Subject Matter Specialist

Systems Rehabilitation Project

Terms of Reference

Thana Agricultural Officer

Union Council

Thana Nirbahi Officer

Union Parishad

/
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iii GLOSSARY
Beel Small lake, low-lying depression, a permanent body

Compartment

Compartmentalization

PA-Matnx

Parishad

Sub-Compartment

Union

Thana

Thana Nirbahi Officer

of water in a floodplain or a body of water created by
rains or floods.

An area in which effective water management, parti-
cularly through controlled flooding and controlled
drainage, is made possible through structural and in-
stitutional arrangements. A compartment can be sub-
divided into sub-compartments.

The spreading of the flood water over the flood plains
by establishing interlinked compartments, with the
objective to provide a more secure environment for
agriculture, fisheries and integrated rural and urban
development through water management (controlled
flooding and drainage) .

A relational matrix, depicting links between partici-
pants and activities in a certain process.

Elected Council

A sub-unit of a compartment, in which to a certain
extent the water management can be controlled by the
people living in the area represented in a Water Com-
mittee. The sub-compartment is mostly separated
from the adjoining ones by embankments or roads
provided with (semi)controlled structures.

Smallest electoral unit of areas outside municipalities
comprising several mauzas (or villages), and general-
ly divided into three wards. It has an Union Parishad
(council).

Local government administrative unit, comprising
about 10 Unions, and mainly staffed by delegated
central government officials.

The local administrator, who during the absence of
the Chairman is coordinating the government officers,
posted at Thana level.

4%2—»
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I INTRODUCTION

1.1 The Compartmentalization Pilot Project (hercafter CPP) or FAP 20, aims at
developing and testing the physical and non-physical aspects of "compartmentalization™ !.
This includes the construction and/or rehabilitation of structures that help to control
flooding and drainage within an area. It also includes the establishment or improvement
of institutional arrangements that allow water management within the (sub) compartments
in such a way that beneficiaries are involved and their requirements are optimally met.
Finally the project has to come up with institutional arrangements that make it possible to
replicate and sustain compartmentalization in Bangladesh, building on the strengths of
existing organisations or, where needed, introducing new forms of organisation.

1.2 The project has been in place now for some 8 months and has made a vigorous
start with various kinds of data-collection, the initial development of models and the
generation of the inception report. According to plan, the project has, so far, not
systematically looked into the institutional aspects of the compartmentalization concept.
Neither has the actual or possible involvement of governmental agencies, other than
BWDB, been a subject of major attention.

1.3 The institutional expert of Euroconsult, Mr. Martin de Graaf and Mr. Anwaruz-
zamam Khan of BETS paid a visit to CPP Tangail between 16 March and 3 April to look
specifically at these and related institutional aspects. This report reflects the major
findings and recommendations of this Team. Annex A contains a summary of the results
of a survey among local institutions conducted during the visit. Annex contdins details on
the inter-agency meeting in Tangail where the proposed CPP Executive Committee was
discussed.

1.4 Even more than usual, the term "institutional aspects” covers quite a broad range
of issues. The fundamental question is how CPP can approach the search for institutional
arrangements for water management within and between compartment or sub com-
partments. What kind of administrative, organisational, political and procedural arran-
gements and processes could be appropriate and effective for cohesive and purposeful
water management?

1.5 This strategic question clearly goes beyond a location-specific pilot project like
CPP and another study, FAP 26, will focus on such issues. However any initiatives to be
undertaken by CPP will inevitably touch upon this question. This is why in chapter 3
this issue will be explored and a pragmatic way of dealing with it is suggested.

1.6 While it is not within the mandate of this pilot project to deal with the widest
institutional aspects of water management in Bangladesh, CPP certainly has to deal with
the practical situation in the project areas. In these areas a large number of actors are
active. These include the various governmental agencies, local government, elected
representatives, non-governmental organisations and the various categories of people.

! A Compartment, as defined in the Inception report of CPP is: * an area in which effective water management, particularly through
coatrolled flooding and controlled drainage, is made possible th ugh structural and institutional ar - A compartment can be sub-divided mnto
sub-compartments.”




7

FAP 20 TANGAIL CPP INTERIM REPORT; ANNIX § - INSTITUTIONAL ASPECTS Fage 8 of 101

ET The challenge of CPP is to understand the interplay of those various actors and
to come up with provisions for constructive involvement of the relevant actors at the
local, sub-compartmental, compartmental, regional and national levels. This question 1is
taken up in chapter 4. Based upon a preliminary survey of (potentially) involved agencies
a factual picture is presented of current roles vis-a-vis aspects of water management.

1.8 It will be argued that at present no effective instruments exist to meet the two
basic requirements for effective water management within (sub) compartments: the
involvement of users and the coordination of agencies in regard to integrated water
management within such units. The two are obviously closely related but will be dis-
cussed consecutively.

1.9 The first issue, which has so far been presented by CPP with much emphasis, is
the question of people’s participation. What kind of practical arrangements can be explo-
red and used in Tangail (and later in Sirajganj) to ensure that those who are crucially
involved, will indeed be able to raise their voice and influence decisions regarding any
aspect of compartmentalization? In chapter 5 this question will be discussed and a
pragmatic approach will be presented as to how CPP could possibly proceed on this issue.

1.10  The next question, equally important to CPP, is the issue of involvement of and
cooperation with government agencies. It is clear that the various government departments
should have their place in an integrated approach to water management. Each one of these
has expertise and resources to contribute and each has a particular mandate that extends
into the areas in which CPP will be active. This is well understood and the TOR for CPP
explicitly stipulate coordination and involvement of these various departments. However,
as experience so far has demonstrated, such coordination and involvement does not
happen spontaneously or easily.

1.11  The future success of this project depends much on constructive involvement of
existing agencies. This is needed not merely for short term operational purposes, but also
with a view to the long term credibility and viability of future arrangements for com-
partmental water management. Such arrangements have to take roots in the various
departments or else CPP will become another isolated effort for which only donors and
possibly the BWDB feel responsible.

1.12 With this in mind the questions of coordination and collaboration were taken up
during the visit and the first steps were made towards the establishment of a Project
Implementation and Coordination Committee for the Tangail CPP. In Appendix B the
relevant details concerning this initiative are found. In Chapter 6 the issues at stake are
discussed in detail and outlines for a possible approach towards effective involvement are
presented.

1.13  All the above "institutional aspects” are closely interrelated - and this often
makes their discussion and planning confusing and unpractical. For example: the way
beneficiaries’ participation is conceived and facilitated has implications for the way
government agencies could or should play their role. The practical demarcation of (sub)
compartments imposes constraints on the involvement of local government structures.
And the way the project itself is organized, funded and controlled has implications for the
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(im)possibilities for collaboration with and involvement of certain organisations. This is
an unpleasant but inevitable reality.

1.14  In order to better understand and deal with the interrelatedness of those various
institutional aspects this report opens and closes with a more comprehensive discussion.

In chapter 2 a conceptual overview is given of "institutionalisation in CPP": how do the
internal and external organisation of this pilot project relate? What is the link between
coordination and participation? And in the final chapter these questions are again taken
up at a practical level: what are the implications for project management and planning?
If projects are, indeed, policy experiments, the way they are organized and conducted will
reflect on the policies they will bring about. The high ambitions underlying the CPP
require internal and external institutional arrangements that need careful discussion and
deliberate decisions.

1.15  Although the institutional specialist looked into a number of general project
strategies and issues, especially related to organisation, it should be clearly stated that this
time only the Tangail area was visited. It is hoped that the conceptual framework and
general information presented in this report will have relevance beyond the Tangail
situation. However where the report refers to specific institutions and recommends
location specific approaches it only relates to Tangail. It is conceivable that once CPP
takes up the institutional aspects of the situation in Sirajganj (scheduled to happen after
mid 1993) other approaches will evolve.

Note: On 29 September, after the finalization of this report, we received the first sers of
comments from members of the Panel of Experts and from other colleagues. These
comments have not been incorporated in the present version of this report.
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2 INSTITUTIONALISATION IN CPP
The ambitions of CPP

2.1 The Compartmentalisation Pilot Project combines ambitions that are extremely
difficult to realize and merge. First of all, like in all foreign funded projects, a special,
one-time initiative is supposed to affect huge, permanent organisations that derive their
momentum from forces unrelated to the project. Whatever the formal agreements might
be, daily realities of such organisations are not easily changed by such projects. Especial-
ly so when administrative procedures need to be modified and incentives are minimal in
proportion to the effort required.

2:2 But CPP wants to go one step further: working from a basis within one govern-
mental agency, the BWDB, other public agencies are supposed to be drawn in and to
surrender a portion of their autonomy towards as yet only vaguely defined collaborative
structures. This goes against the grain of bureaucracy as we know it in Bangladesh and
elsewhere.

2.3 The end product of CPP will be systems of water management at different levels
in which various governmental agencies and as yet undefined representatives of people
will shoulder new responsibilities. Whereas there might be a rational justification for
defining and allocating responsibilities for, among others, managing floods and drainage,
this does not spontaneously inspire agencies or people to accept accountability for these
new tasks. Such tasks add to their burden, without offering any other compensation than
possibly enhanced collective wellbeing.

2.4 But CPP is even more ambitious: it does not only go against the grain of
centralized decision making within one ministry, it intends to put in place local and
regional institutions that facilitate and stimulate people's participation. And while this is a
popular slogan among international donors and national governments, it demands
fundamental changes of attitude and procedures, among donors and the concerned
governmental agencies that are less readily embraced and even less readily realized.

2.5 In the end CPP will develop and put in place systems of more or less decentra-
lized water management in which the population of an area, assisted by a variety of
public agencies will be able to select and realize priorities related to land and water. The
material instruments for this will be the physical structures that control flooding and
drainage and these instruments will, one way or another, be created by governmental
agencies. However, the selection, design and operation of such structures will to a much
larger extent than is the case at present, be a matter of popular participation through
functional bodies and will reflect a more refined and public attempt at balancing interests
and priorities within society than is presently the case.

2.6 At the same time the population will to a larger extent than is the case now

- assume responsibility for the upkeep and use of these structures. There will be a more
direct link between received benefits and required contributions. In the present situation
most if not all construction and O&M costs of (major) flood control and drainage
structures are borne by central Government (and of course ultimately by the people of
Bangladesh), with or without external assistance. This might change in the institutional
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arrangements that CPP might help to develop. And this, obviously, requires choices of a
sensitive, political nature and complex organisational arrangements.

The phases of institutionalisation

2.7 If we try to list the institutional steps that CPP needs to go through we can
distinguish:

a. the creation of a stable project: the evolution from conceptual abstraction to more
or less routinized and efficient practical activities. This is the first stage in which
the project finds it self at present;

b. the establishment of regular patterns of cooperation and coordination with a
variety of government agencies, in support of the project. A start has already
been made;

¢. governmental (and possibly non-governmental!) agencies assuming project-
initiated activities as their own. This has so far, been initiated for the planning
stage of the project;

d. organization of beneficiaries which in enable them to take up responsibilities for
aspects of water management;

€. sustained functioning of local and regional institutions, materially and politically
supported by a combination of public and private initiative and contributions.
This is one of the final products of CPP, hopefully realized in a few years but
even then requiring continuous fine-tuning.

f.  consolidation of the CPP experience in Tangail and Sirajganj in the shape of
manuals, training packages, procedures and reports. This will be one of the other
final products of the project.

g. reglementation, consolidation and replication of institutional arrangements for
comprehensive water management at local, regional and national levels through-
out the country, directed by national legislation and reflected in the mandate,
budget and procedures of one or more relevant public agencies. This goes
beyond CPP, but might build upon its experiences.

2.8 [f we want to visualize this intricate process of institutionalisation over time we
can observe the following process:
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Figure 1
responsibilities over time

D

BENEFICIARIES

il!

CPP/FAP 20 GOVERNMENT
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— >

The Pilot Project (through the Project Team and Consultants Team) initiates most
activities and is, at the early stage, the most active and responsible institution.

If the project is effective as intended, existing government agencies will soon assume
responsibilities and their role will expand over time. At the same time, although certainly
not in the same way, beneficiaries and their representatives will take up responsibilities
for planning, decision making, implementation and monitoring. At the envisaged end of
CPP the involvement of FAP 20 will come to an end. A balance will by then be in place
between continuing activities of agencies, supported by legal instruments and administra-
tive routines and people’s involvement and contributions. This will in time change further
as the physical, socio-economic and political environment of Bangladesh will continue to
change.

2.9 For those who expect CPP to produce quick results it might be appropriate to
underline the complications of each of these five phases. These phases present their own
demands and require different approaches and resources from the project. If the project
can not adapt itself to those varying requirements its final results will be disappointing.
Those who supervise and support CPP need to keep this in mind and might concentrate
on making available resources and high level support as and when required. This includes
the removal of constraints that might exist in any of these phases. Such constraints and
possible solutions will be discussed in the final chapter.

The requirements for each phase

2.10  More specifically: the initial phase of the project zetting established and defining
a more clear-cut approach and working procedures is coming to an end with the
finalisation of the Inception Report. Final decisions regarding budget, staffing and
responsibilities need to wind up this phase.

The Technical Committee and the concerned donor agencies is expected to take these
decisions soon.

2.11  The second phase of establishing coordination with other agencies requires
national level support to overcome possible reluctance among such agencies and to allow
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a flexible set-up in Tangail for such coordination. It is essential that, pending the
execution of FAP 26, the various departments at district and Thana level are actively
encouraged to enter in a pragmatic form of coordination. As will be discussed in Chapter
6, the practical formula of a CPP Executive Committee is proposed al project level.

2.12  The Project Team should make an active effort to effectively draw in the other
relevant line departments and the two levels of local government. But they can only do so
with the active support and endorsement from the BWDB. If this project is perceived as
an exclusive BWDB project, undertaken in a centralized and isolated fashion, the other
departments will soon opt out and the intended long-term multi-disciplinary approach will
never evolve. A constructive approach from the side of the BWDB, including a genuine
willingness to share responsibilities with the proposed CPP Executive Committee is
essential.

2.13  The noted risk is even larger when it comes to the third phase: departments and
local government assuming specific, practical responsibilities for activities initiated by the
project. This will only happen when formalities and budgetary constraints will not stand
in the way and when the concerned departments will have some incentives to get
involved. In chapter 6 it will be argued that, at least for this year, reimbursement of
project related expenses incurred by agencies (other than BWDB) should be kept simple
and fast.

2.14  For government agencies the simplest procedure will be to include a general
budget provision in the PP for expenses incurred by other departments, to be reimbursed
through the local CPP office. The low level of the likely amounts and the unpredictabil-
ity of these expenses do not make it worthwhile to go through the complications of
arranging Project Proformas with each of the concerned line departments.

2.15  For the intended involvement of Non Government Organisations such a pro-
cedure might not be suitable and it is proposed that, where such involvement requires
payment to NGOs, this will be done from the NGO Funds kept at either of the concerned
Embassies. The NGO activities are likely to be in the fields of training, education and
mobilisation and these fit within the scope of those special funds. The project can directly
negotiate with NGOs and can mediate in getting the required budget to and from the
embassy for approval and handling.

2.16  What has been presented as phase four, but in reality partly coinciding with
earlier phases, is the establishment of procedures and systems for participation by the
various categories of affected people. Partly this might happen through rather informal
mechanisms such as ad hoc meetings at village or sub-compartment level. But in the long
term this will require the establishment of a more regular mechanism, possibly in the
form of Water Committees as discussed in Chapter 5.

2.17  These Water Committees can be seen as the more continuous mechanism for
‘people’s participation at the level of structure, village, union and/or sub-compartment.
They will serve to express needs and views, articulate priorities, mobilize local resources,
operate and maintain simple structures, etc. They will also serve as the vehicle for the
representation of people towards the more formal Water Management Boards at the level
of Compartments.
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2.18  Details will be discussed in the relevant chapter. The point now is that the
establishment of these committees will require an appropriate approach and special
resources of CPP and the willing collaboration of the various technical departments (incl.
BWDB) and local government. It is proposed to experiment with NGOs, DAE and BRDB
facilitating the establishment and functioning of these committees.

2.19  The ultimate definition of composition, tasks and responsibilitics of these Water
Committees will evolve over time and might differ among locations. But this should not
be a reason for delay. Again, CPP should be given the flexibility and mandate to establish
such committees, with guidance and involvement of the CPP Executive Committee.

2.20  Phase five will see the continued functioning of institutions for water manage-
ment at sub-compartmental and compartmental level, increasingly independent from CPP,
a temporary project. This will only happen if the various involved parties will find value
in these institutions and if the material resources for their survival will come from local
contributions as well as the budgets of the participating agencies. If this is put in place, in
combination with a tested structural system for water management, CPP will have
realized one of its major objectives.

2.21 This phase will prepare for the actual establishment of the Compartment Water
Management Board which will, in the vision of this report, in the long run assume formal
responsibilities for priority setting, handling of conflicts, O&M and aspects of cost
recovery related to water management at the compartment level. The concept will be
discussed in the next chapter, but at this place it should be explained how the ultimate
formation of such Water Management Boards relates to the phased approach of CPP.

2.22 It is clear that at present no legal instruments, budgetary arrangements and
detailed procedures are available for the installation and operation of such Boards. At the
same time we cannot simply wait and see. As a practical approach it is proposed to treat
the CPP Executive Committee as a precursor to the Compartmental Water Management
Committee. The CPP Executive Committee can be quite readily established without legal
modifications, with only an advisory status and will, initially, only draw from already
existing government departments.

2.23  As a next step the CPP Executive Committee will incorporate regularized
representation from the sub-compartmental Committees. As soon as those Committees
will have been established, they will select or elect a fixed number (to be determined)
representatives to the CPP Executive Committee. This will dilute the involvement of
government agencies with the essential representation of people who are affected. The
character of the Committee will obviously change through this and so will its mandate.
This should be reflected in changing arrangements for chairmanship, secretariat and other
formal and practical aspects of the functioning of the Committee.

2.24 These and other details will be discussed later, but the main point is the sug-
gested phased approach to the generation of institutional arrangements at compartment,
sub-compartmental and water users level. Without waiting for detailed legal and ad-
ministrative arrangements to be prepared by FAP 26 or others, CPP can make a start with
exploring, testing and installing organisational provisions for participatory and multi-
disciplinary water management.
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2.25  The ultimate installation of the Compartmental Water Management Board and
especially the decision to equip this Board with the powers of regulation, taxation,
employing staff, instruction to technical departments, ctc. can obviously not be realized
within the scope and mandate of CPP. But this should not be taken as a reason not to take
the steps that can prepare for that final phase. 1t would greatly help if the relevant
authorities of Government of Bangladesh would allow and encourage the various involved
actors in Tangail (and later Sirajganj) to go along with a carefully executed and monitored
experimental approach.

2.26  The development of legal, fiscal and administrative machineries for water
management boards at national, regional and local levels appears to be one of the
elements of FAP 26 and we eagerly await progress in regard to this project. This will
help CPP to understand the direction in which the GOB will move in regard to the larger
institutional context within which CPP is only a pilot project.

2.27  While the larger context is beyond the mandate of CPP, the consolidation of the
experiences in Tangail and Sirajganj clearly falls within it. Exactly because this is a pilot
project with more room for controlled experimentation and with heavy emphasis on
systematic measurement and monitoring, it should be in a position to present tested
guidelines, directly useful training packages and replicable formulas. The production of
such instruments will conclude CPP as per its present planning.

2.28  In conclusion we can see that the Compartmentalisation Pilot Project, as any pilot
project, has to go through three stages:

a. learning to be effective: which (qualitative) approach works under certain condi-
tions and how could it work even better?

b. learning to be efficient: how can the selected approach be made less costly or
more standardized?

c. learning to expand: how can the standardized approach be replicated over a
much larger area without having to explore, experiment and test again?

2.29  Each of these 3 stages has its particular problems and challenges and the
organisation of the project should accordingly allow for different ways of working within
and collaborating outside of the project. CPP shall only be able to realize its aspirations if
this can be kept in mind and if the project can indeed carefully run its three-stage course.
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3 THE COMPARTMENTAL WATER MANAGEMENT BOARD

3.1 CPP will, over time develop and test systems that allow integrated management
of flooding, drainage and related activities. While it is too early to define these systems at
this stage, it might be helpful to outline a guiding concept. This will give some clarity on
the direction the project could move in and it might help to identify areas for discussion,
study and research, decision making and testing. It is obvious that even a pilot project
will not start from scratch.

3.2 The concept of Water Management Boards, as briefly indicated in the preceding
chapter and elaborated in this one, takes the discussion in the TOR for the CPP and in the
related documents one step further. It borrows from lessons learned in experimental
projects in Bangladesh and from the experiences in countries where intensive multi-
disciplinary water management on a regional basis has been practised for a long time.

3.3 Although it is evident that Compartmental Water Management Boards can only
be conceived and realized in the context of a nation-wide frame-work of legislation and
administration, such a framework is not discussed here. The reason is that FAP 26 will
study these issues in depth and CPP's mandate is limited to a regional level. We realize
that even for an area like the Tangail Compartment a full-fledged Water Management
Board can only be installed on instructions by the Government of Bangladesh and after
proper legal, fiscal and administrative parameters have been decided.

3.4 However, we understand the responsibility of CPP, as defined by the TOR for
FAP 20 to include proposing "policies and guidelines for strengthening existing institu-
tions and/or establishing new ones for the management of compartment or sub-compart-
ment development with the emphasis on local government and beneficiary participation.”
And this is to include "prepare and try out alternative proposals for establishing local
Boards of Management...... " and the preparation and facilitation of the handing over of
"operation of all works and maintenance of embankments and minor channels ...by the
BWDB to the Local Board of Management of the Project...".

Constituting elements for a Compartmental Water Management Board

3.5 Without in any way attempting to be final, we can list a number of elements that
need to be kept in mind in conceiving institutional arrangements for the management of
compartments. Hereby we remain with the definition and size of compartments as used so
far within the Flood Action Plan discussions and the TOR for CPP.

3.6 The present understanding suggests that the following elements are relevant in
setting the role, composition and scope of a Compartmental Water Management Board:

a. Area focus: determined firstly by hydrological, secondly by administrative and
thirdly by socio-economic factors: large enough to make comprehensive manage-
ment meaningful, small enough to remain "governable" and to allow involvement
of concerned people.



ﬁﬁ

FAP 20 TANGAIL CPP INTERIM REPORT; ANNEX 5 : INSTITUTIONAL ASPECTS Page 17 of 101

b. The primary responsibility of the Compartmental Water Management Board is
to ensure that management of surface and ground water within the concerned
region through physical and non-physical measures optimally serves the long-
term interests of the concerned population.

¢. The Board will incorporate and integrate inputs from the concerned depart-
ments: the Board should not be part of or subject to any specific department and
will be the primary mechanism for bringing together and weighing the inputs
provided by the various disciplines.

d. The Board will make it possible to channel and articulate the specific interests
of the various categories of concerned people. This means: functionally and
socio-economically differentiated interests will speak through and to the Water
Management Board. The Board will be a public forum for those interests and
these interests will not be represented by influenced party but by direct represen-
tatives of concerned groups.

e. The third kind of input, next to the representation of specific technical advice,
functional and socio-economic interests is the input from local government,
which is concerned with consistent administration, the handling of conflict and
the most effective use of public resources.

f. The Board will act within boundary conditions that have been set at higher
levels. Those conditions relate to wider interests of national safety, national and
administrative systems set by the Government of Bangladesh, etc..

g. In turn the Compartmental Water Management Board will set boundary condi-
tions for lower level sub-compartments to the extent that these are required
interventions concerning more than one sub-compartment and/or sub-com-
partmental interests conflict.

h. The Compartmental Water Management Board will oversee operation and
maintenance of all FCD facilities within the Compartment. Actual O&M will
be carried out either by organized beneficiaries, local government or specialized
service of the BWDB and/or LGEB or by staff dircctly under the Compartmental
Water Management Board.

i. The Water Management Board will have its own clerical stafl and limited
technical staff for those tasks that are crucial to its mandate and that can not be
delegated to an existing department. For this the Board will have its own budget.

j. The expenses of the Board will be, to the largest extent possible, be met from
local/regional taxation or systems of direct contributions from the concerned
population and functional interests. Subsidies will complement such local rev-
enue.

k. The contributions to be made by categories of beneficiaries will be in propor-
tion to the benefits they are supposed to obtain from thc measures and structures
under the control of the Water Management Board.
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The present situation

3.7 In respect to the existing situation one can observe that no single body is
responsible for comprehensive management of water on a regional area basis. The
BWDB's responsibility is limited to particular projects, usually of a larger size. And even
then mainly to design and construction and rehabilitation only, with O&M being a
relatively minor responsibility and conceived from a narrow focus. No regular channels
exist for involving technical departments in long-term planning and monitoring of water
quality and quantity, flood protection, drainage and related issues.

3.8 Neither do the existing representative bodies effectively serve to articulate
sectoral or socio-economic interests in regard to water management. Firstly because their
composition and functioning are determined primarily by political forces instead of by
water-related issues and viewpoints, secondly because the existing bodies do in fact have
no control or responsibilities for the structural or non structural aspects of water manage-
ment. Their roles will be discussed in the next chapter.

3.9 The deficiencies in regard to O&M of flood control and drainage works have
been the subject of exhaustive studies, most recently by FAP 13, and there is no need to
recapitulate these. What is important to keep in mind is that in fact O&M of minor works
is not clearly designated to agencies that have the mandate as well as the resources. But
even if O&M is looked after, this still does not assign a more pro-active role vis-a-vis
controlling and improving quantity and quality of water to an institution that can integrate
various aspects and viewpoints. )

3.10 However the most conspicuous and costly omissions in present arrangements are
the lack of involvement and responsibility by the various categories of concerned people
on the one hand and the lack of accountability of relevant agencics to those people. Such
a situation cannot simply be remedied by a limited initiative as compartmentalization. But
perhaps more than in most other sectors it has become widely understood and accepted
that the non-involvement of the various categorics of people results in the waste of public
and private resources.

3.11 On the next page the main features of the institutional arrangements concerning
water management as they are now and as they could be around the concept of the Com-
partmental Water Management Board are summarized.
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