Chapter 1
  INTRODUCTION
Char Development and Settlement Project III (CDSP III) was commissioned in October 2005, following two earlier phases (CDSP-I and II), with the aim to develop coastal chars in the Meghna estuary and to give settlement of khas land to landless settlers. CDSP III has a total duration of 65 months and will be completed at the end of February 2011. 

The overall objective of the project is to improve the economic situation and living conditions of the population of the char areas. To achieve this objective, the project undertakes a set of specific interventions, that can be grouped under three headings:

· institutional development

· knowledge management and dissemination

· concrete interventions at field level. 

CDSP III is executed by the following six implementing agencies: Bangladesh Water Development Board (BWDB), Local Government Engineering Department (LGED), Department of Public Health Engineering (DPHE), Department of Agriculture Extension (DAE), Ministry of Land (MoL) and Forest Department (FD). As a part of the institutional development component, implementing agencies instigated and supported the formation of Field Level Institutions (FLIs). These are community-based organizations, consisting of representatives of the settlers in the chars. These FLI made it possible for the people to ventilate their opinions on planning and implementation of project activities.

 The Field Level Institutions looked after the local needs and interests, and played an important role in the implementation process by taking part in planning, implementation and maintenance. They stimulated the sense of ownership of the project as such and of the facilities created by the project interventions. The main FLIs created under the remit of CDSP III are: Water Management Organizations (WMO), Farmer Forum (FF), Social Forestry Group (SFG), Tube well User Group (TUG) and Labour Contracting Societies (LCS). 

This document describes the formation, the activities related to capacity building, the role and responsibilities, the actual work of the FLIs that are directly related to infrastructure development: the WMOs, the LCSs and the TUGs. Technical Report no 6 has already dealt with the FFs and the SFGs. Chapter 2 will deal with the WMOs, Chapter 3  is on LCSs and Chapter 4 on TUGs.  Each chapter closes with a number of conclusions and recommendations that should be considered in future char development programs. 

Chapter 2
 WATER MANAGEMENT ORGANIZATIONS IN CDSP-III
2.1 Participatory Water Management

 
Participatory Water management (PWM) is more than just the operation and maintenance of water management infrastructures. PWM can be defined as management of water in a particular area of the project through adequate operation and maintenance of the infrastructures on the basis of active participation of beneficiaries in planning, implementation, monitoring and evaluation.
In January 1999, the government of Bangladesh published the first National Water Policy (NWPo), which provides policy directives for all the agencies and institutions working for public water resource development projects. Based on the NWPo, an inter-agency taskforce was established. This taskforce produced the “Guidelines for participatory Water Management”(GPWM). The government in 2001 introduced the GPWM. As far as government agencies are concerned, these guidelines are in particular applicable to BWDB and LGED, the agencies most involved in water projects. But the GPWM obviously apply to all other stakeholders such as WMOs, other community based organizations, local government institutions (LGIs) and others.

The GPWM institutional framework consists of three tiers: Water Management Group (WMG), Water Management Association (WMA) and Water Management Federation (WMF). These are the institutional mechanisms at various levels where stakeholders participate in water management. As per GPWM these are independent organizations. They have decision-making power at all stages of local water resource management, and are responsible for planning, implementation, operation and maintenance of local water resource structures. 

According to GPWM, the management responsibilities of schemes/projects depend on the size of the project:
· Management of schemes/projects over 5,000 ha will either be by private management through leasing/ management contract, or joint management by BWDB along with LGI and WMO, but keeping the ownership with BWDB.
· Management of schemes/project up to 5,000 ha will be transferred to WMOs
· Ownership of schemes/projects up to 1,000 ha will be transferred to LGIs that are being satisfactorily managed and will be operated by WMOs. 
2.2 Process of Participatory Water Management in CDSP-I to III areas

CDSP started its institutional activities with regard to water management in 1997, following the then existing guidelines of 1994 (GPP), which were later (in 2001) replaced by the GPWM. CDSP has been following the GPWM instructions fully and precisely. Following the GPWM and the Implementation Manual (see below), three tiers of WMOs were established in CDSP-I to III. 

Depending on the type, size, nature and complexity of scheme/polder/project, the WMO tiers are decided in CDSP-I, II and III areas as per real field requirement. The local stakeholders on the basis of the size and complexity of the area/polder decide the number of levels of WMO. The types of WMO formed in CDSP-I, II &III areas are indicated below:
· WMG formed at the lowest level for each smallest hydrological unit/ polder/ social unit
· WMA formed at the apex level where more than three WMGs have been formed.
· WMF formed at the apex level where more than three WMAs were formed.  
The need for developing an implementation manual has been mentioned in the GPWM (of April 2001). It has been observed during implementation that field level staffs need detailed information ad guidance for full and adequate implementation of the GPWM.  In order to make fieldwork effective, the TA Team of CDSP-II came forward to assist in developing the GPWM implementation manual. At the end of 2004, with full participation of BWDB, the draft GPWM Implementation Manual was developed. The Implementation Manual has been in use since then, including in CDSP-III, and has been found very effective. The manual spells out in detail the role and responsibilities of WMOs, BWDB, LGED, LGIs and others concerned, following the GPWM. The manual contains information dealing with the O & M of all WM structures, including the aspects of their preventive, periodic and emergency maintenance. People’s participation to project activities has received highest priority. This document is waiting for approval from the concerned authorities for wider publication.
2.3 Objectives and main activities of Water Management Organization in CDSP 
 

All the polders/schemes under CDSP-I, II and III are Flood Control and Drainage (FCD) in nature. In FCD Systems, flood protection and proper drainage are the main objectives. Irrigation for crop production remains as a possible additional activity, defending on the availability of an irrigation source and scope, which varies from area to area. Particularly in the coastal FCD systems, the possibilities for minor irrigation depends on the following factors:
· Maintenance condition of the sluice is perfect to ensure no leaking of water.
· Sluice gate is opened and closed properly and timely.
· Canals and outfall channel of sluice are re-excavated with proper design
· WMO is working well with proper management of flood control and drainage structure
The objectives to establish WMOs are as follows:
· To manage, operate and maintain the water management and other infrastructure.

· To maintain the liaison and coordination with the implementing agencies, LGI, local NGOs and other FLIs

· To plan and coordinate activities of local stakeholders

· To prepare the area plan and then project plan (CDSP interventions) as per demand of the local population 

· To mobilize local resources for contribution on O & M costs.

Summarized below are the main activities of WMG:
· Review and resolve conflicts or issues concerning Water Management
· Formally represent beneficiaries as member of WMG
· Operation of the sluice; the WMG decides on the water level to be maintained by closing or opening the sluice gates
· Decide on actions in any emergency situation
· Prepare a maintenance plan and its execution in collaboration with the agencies concerned and with the Union Parishad
· Generate funds through local resources for O&M, organizational costs and other purposes 
· Maintain a liaison with IAs, LGI, NGOs and other community self help groups
· Collect contributions from the beneficiaries 
· Organize volunteer labour for maintenance 
· Assist in arranging relevant extension, training and other services from implementing agencies, projects and NGOs for various stakeholder groups
· Execute the activities of WMOs following cooperative rules as well as the GPWM
Other responsibility includes site selection of infrastructure, resolving local conflicts, supporting the land settlement resettlement, supporting in WATSAN activities etc. 
 
2.4 The process of WMO formation 

Below, the process of formation of WMOs is divided in eight steps. 

First step: The process of formation of WMOs starts with information dissemination meetings in the project area. This information campaign includes dissemination of project concepts, objectives, activities related to PWM, steps and process of land settlement and other development interventions through small and large group meetings in different locations of the system area. A similar information effort has initially to be done among the officials of BWDB at division/sub-division level through discussion, workshops or meetings. 

In CDSP III, after completion of all campaigns, eight sub-polder committees (SPC) were formed in Boyer Char through organizing about 80 separate mass meetings, involving women and men. The size of those SPCs was from 10 to 15 members. The SPCs worked for preparing infrastructure planning for Boyer Char. After the planning stage, the SPCs were transformed into WMOs in 2005, following the GPWM. 
 
Second step: Workshops were conducted with all concerned, including leaders from different SPCs and from Samaj/clusters for formation of WMGs. The objectives of the workshop were as follows:
· To delineate hydrological or social units under each water management systems/sluice
· To get baseline information on present and possible future water management condition of the area
· To obtain more information on drainage problems and irrigation sources
· To make a comprehensive plan to address the future water management requirements.
· To make a plan for formation of WMGs in Boyerchar.
Third step: In this stage the structure of WMOs were defined. This included the detailed plan to establish WMOs. Boyer Char was divided into 10 hydrological units (see map in Annex 2) accommodating the existing 42 Samaj. Accordingly, 10 WMGs and one WMA were planned around the three proposed drainage sluices. More specific: four WMGs for Gabtoli sluice area, two WMGs for Tankir sluice area and four WMGs for Chatla sluice area.
 
Fourth step: A series of plenary meetings (male and female separately) were organized in each of the delineated proposed WMG area. The objectives of these meetings are to disseminate the concept of PWM, orientation on the formation process of WMO and select/elect members for WMG for a second time (once done at initial stage). After having a clear understanding about the forthcoming WMG, people at large had selected/elected representative from among themselves to the proposed WMG in their respective area. Ultimately ratio of female and male representative to WMG stood almost equal.
Fifth step: An ‘Induction Orientation Session’ for official formation of WMG was organized. In that session, the selected members, gathered together for the first time, had an orientation on their tasks and responsibilities, both of the WMG as such and its functionaries. Thereafter the participants selected/elected the twelve members for the Management Committee (MC) of the WMG and declared the WMG formally as operational. Necessary books, records and registers were distributed among the MC of WMG. This induction session decided on the venue for future regular meetings. 
  
Sixth step: The WMG starts holding regular meetings, special meetings, annual general meetings (AGM) and emergency meetings, if required as per their constitution. The WMGs receive required training/orientations from CDSP-III for capacity building (see below). The WMG initiated the preparation of byelaws by forming a subcommittee at this stage. The Project Area Coordinator (PAC) of TA Team and Extension Overseer (XO) of BWDB assisted the committees. 

In preparing byelaws, the GPWM was strictly followed. At the same time, the cooperative rules-2004, as endorsed by the Department of Cooperatives (DoC) were accommodated. The subcommittee reviewed and shared the byelaw with all members and with concerned BWDB and TA personnel, before finalizing it. The WMG then applied for registration including all necessary papers/documents to the DoC. DoC inspected the constitutional sufficiency and viability at field level and finally issued registration to all 10 WMGs formed in Boyer Char. 
Seventh Step: At this stage, the WMG strengthened liaison and coordination with Union Parishads, LGED, BWDB, MoL, DPHE, DAE and others concerned, to solve maintenance problems of the water management structures and other structures. The WMOs took the major responsibilities of sluice operation, along with some minor maintenance. The periodic, rehabilitation and big maintenance remained the task of BWDB. In this connection, WMO always maintained regular communication with BDWB, LGED and TA Team of CDSP. 
Also at this stage, the WMOs work for savings management, fund raising through local resource mobilization, establishment of an office/local information center, holding AGMs on a regular basis, audit financial records by DoC, increase communication with local communities and other development projects. In addition, the WMO work to solve all water related conflicts, and participate in maintenance execution.

 
Eighth step: The WMGs got involved with the implementation activities of six implementing agencies in Boyer Char through their involvement in site selection of infrastructures, resolving local conflicts, supporting agencies in construction works and other interventions of CDSP-III. The WMGs than started water management related activities and prepared a maintenance plan for Boyer Char. 

The WMGs at Boyer Char have been working to prepare a detailed maintenance plan for all structures in Boyer Char, which is to be implemented in CDSP-IV. The same practice has also been followed since long in the CDSP-I and II areas.

At this stage, one WMA comprising 40 members was formed in Boyer Char with the four representatives from each of the 10 WMGs. In this process, each WMG selected four representatives, namely Chairman, Secretary, Cashier and one member. The WMA has been in operation as apex body of the WMGs in Boyer Char. The WMA elected a twelve-member management committee, following a procedure similar to that followed in WMG management committee formation.

Table 1 depicts the process of WMO formation and development.

 

Table 1 Water Management Organizations Development Process




2.5 WMOs actually formed in CDSP areas

Table 2 gives an overview of all the WMOs formed in CDSP I, II and III areas.

Table 2: WMO at a glance in CDSP-I, II & III areas





	Name of Polder/Scheme/Area
	Area (ha)
	No of WMG
	No Of WMA
	No of WMF
	Remarks

	Boyer Char
	6600
	10
	1
	-
	Registered-10

	Char Majid
	1320
	1
	-
	-
	Registered-1

	Char Baggar Dona-I
	1688
	1
	 
	 
	Registered-1

	Char Baggar Dona-II
	2065
	1
	-
	-
	Registered-1

	Polder-59/3B (Zillar, Montaz, Korim, Gopal)
	3426
	4
	-
	-
	Registered-4

	Char Bhatir Tek (Nabagram, Kolmi & Gangchil)
	6540
	5
	1
	-
	Registered-3

	Polder 59/3C-Bamni
	16196
	11
	3
	1
	Registered-3

	South Hatiya Polder
	4065
	20
	3
	1
	Registered-3

	Total
	41900
	53
	8
	2
	Registered-26


The following table gives more detailed information on the WMOs in Boyer Char (CDSP III area).

 Table 3: WMO at a glance in Boyer char






	Sl No.
	Name of WMO
	Date of Formation
	Co-op. Reg. No. & Date
	Total covered Area (ha)
	No. of Somaj/  Village
	No. Of Members
	Remarks

	
	
	
	
	
	
	Male
	Female
	Total
	

	01
	Hatiya Khal WMG
	15.06.2005
	0115/07 Noa 25.09.07
	     310.00 
	6
	22
	18
	40
	 Chatla Sluice  

	02
	Chairman Khal WMG
	14.06.2005
	0116/07 Noa 25.09.07
	     304.00 
	4
	16
	22
	38
	

	03
	Chatla Khal WMG
	13.06.2005
	0113/07 Noa 25.09.07
	     768.00 
	8
	23
	13
	36
	

	04
	Basumajir Khal WMG
	01.06.2005
	0112/07 Noa 25.09.07
	     545.00 
	5
	19
	16
	35
	

	05
	Tankir Khal-1 WMG
	24.05.2005
	0117/07 Noa 26.09.07
	     459.00 
	5
	19
	19
	38
	 Tankir Sluice 

	06
	Tankir Khal-2 WMG
	06.06.2005
	0114/07 Noa 25.09.07
	     513.00 
	6
	20
	18
	38
	

	07
	Gabtoli Khal-1 WMG
	08.05.2005
	0109/07 Noa 23.09.07
	     844.00 
	6
	21
	20
	41
	 Gabtoli Sluice 

	08
	Gabtoli Khal-2 WMG
	10.05.2005
	0119/07 Noa 01.10.07
	     626.00 
	6
	17
	15
	32
	

	09
	Gabtoli Khal-3 WMG
	15.05.2005
	0110/07 Noa 23.09.07
	     616.00 
	4
	19
	15
	34
	

	10
	Gabtoli Khal-4 WMG
	17.05.2005
	0111/07 Noa 23.09.07
	     525.00 
	6
	16
	20
	36
	

	Grand Total 
	  5,510.00 
	56
	192
	176
	368
	

	11
	Boyer Char WMA
	23.05.2007
	-
	   5,510.00 
	56
	30
	10
	40
	


Eight WMGs of Boyer Char established own office in a suitable location with financial assistance from CDSP-III. Remaining two WMGs are using a CDSP-III site office as their meeting venue and for other official activities. WMA Boyer Char also using Mainuddin Bazar CDSP-III site office for their regular meetings. The WMOs in CDSP-I and II areas have also established own offices for their meetings and other activities. 

2.6 Legal Status of WMOs

It has been mentioned in the GPWM that WMGs or WMFs may or may not be registered, but WMA will have to be registered following the Cooperative Societies Ordinance, 1984 and the Cooperative Societies Rules, 1987. The system would prevail till the government frames separate rules for registration of WMOs. However, after a long debate and uncertainty about the registration of the WMO, it was decided in the meeting of National Steering Committees (NSC) of CDSP-III to register all WMOs under the present Cooperative Society Rules 2004 and Cooperative Society Act 2001. Accordingly, CDSP-III registered 10 WMGs of Boyer char and 16 WMOs in CDSP-I and II areas following cooperative rules and Act.

Field experiences revealed that WMOs in the FCD system are not quite ready to follow the cooperative rules exactly, because of not meeting the conditions to register under the Cooperative Society Rules 2004. For registration of the WMOs, the following criteria’s were followed:

· Each group had to maintain a reasonable amount of share and savings collection for a certain period of time before approaching the registration authority (Upazila and District Cooperative Office) for registration.

· The practice includes maintaining some important documents such as cashbook, ledger book, membership book, resolution book, notice book, share register, and savings register etc.

· The group had also to maintain accounts in the scheduled bank to operate their fund.

· All WMOs had to establish their office in their working jurisdiction

· Each WMO should have a byelaw as per the Cooperative Rules of 2004.

After fulfilling all the above-mentioned criteria for a reasonable period of time, the group applied and received registration from the Department of Cooperative (DoC), becoming a legal entity.

For having registered with the competent authority, 26 WMOs have been allowed and accepted by BWDB to be engaged in the yearly periodic maintenance work instead of a contractor.

2.7 The management structure 

 The Management Committee of WMGs consists of the following posts: 

	Name Of Post
	No 
	Name of post
	No 

	President
	1
	Member Women Aspect
	1

	Vice- President
	1
	Member Fisheries Aspect
	1

	Secretary
	1
	Member Agriculture
	1

	Joint Secretary
	1
	Member WATSAN
	1

	Treasurer
	1
	Member Landless Aspect
	1

	Member-Water Management (Operator)
	1/2
	


The remaining are the general members of the WMG. It should be noted for the sake of clarity that two operators have been engaged in Tankir sluice and four operators engaged for both of Gabtoli and Chatla sluice which represent the four catchments-areas of four WMGs. In the later cases, the operators performing sluice operation duties on pre-determined rotation.

The member/chairman of the concerned Union Parishad (UP) is supposed to provide assistance to the WMO through their representation, as Adviser of the WMO as per GPWM. But due to non- establishment of UPs in Boyer Char, UP representatives as advisers remain pending.

In some of the WMGs in CDSP-I and II areas, UP members have been selected /elected as the general member of the WMG through mass selection process, because there is no ex-officio provision for UP member or Chairman as members in the WMG.

Data in table 3 shows that, in Boyer Char, the average number of members of WMG is 36, with 53% male and 47% female representation. On an average each WMG looks after an area of about 550 hectares. There are 4-8 Samaj/water management blocks covered by each WMG. It is to be mentioned that each local NGO worked for 2 WMGs area.

It should be noted again that the same guidelines has been followed for constituting the WMA.
The tenure of the Management Committee of each WMG/WMA is three years as per byelaw and as per the Cooperatives Rules–2004 of DoC. The first re-constitution of the MC of 10 WMGs and one WMA was completed during July-September 2008. The process followed for reconstituting MC is stated below:
-  A three-member Election Committee was formed in a full general meeting of the respective WMGs.

-  A voter list prepared as per constitution
-  The Election Committee declared a schedule
-  The Election Committee scrutinized the nomination papers submitted by the candidate 
-  Voters casted votes on scheduled date 
-  Declaration of new MC by the Election Committee.
The BWDB Extension Overseer and the concerned Project Area Coordinator of the TA Team jointly supported the election process. The second reconstitution of these WMGs will be held after June 2011.

During reconstitution of MC in 2008, AGM of 10 WMGs was held in the same day and same venue. The second AGM of 10 WMGs held in July-August 2009 and third AGM held in July-August 2010. The next AGM of these WMGs will be held at the time of reconstituting MCs in June 2011. 

 
 Responsibilities of WMG functionaries

For each of the MC functionaries separate descriptions of tasks are given below.  
President of the WMG

 Arrange and preside over regular, annual, emergency and special meetings of the WMG
· Control and approve planned expenditure and activities
· Ensure a meeting of the WMG once in a month
· Supervise the activities of the Operator in emergency and normal circumstances.
· Coordinate activities between members and the MC
· Inform the members during emergency situations and give operator instruction for action
· Initiate activities as per decision of the WMG
· Sign any agreement with and coordinate with BWDB, LGED and other agencies as per decision of the meeting
· Inform UP and concerned agencies about the activities of the WMG at an appropriate time
· Collect and maintain data on water management and the meetings of the WMG.
· Preside over all meetings
· Sanction/allocate a maximum amount of Tk. 500/- to meet any emergency works for maintenance or operation.
 
The Vice-President

· Take any other responsibilities including social forestry and linkage with other CBO assigned by the MC/President
· Run any other technical committee as per decision
· Assist the President in discharging his/her duties
· In the absence of the President, act as President.

The Secretary

· Take care of and supervise all registers, records and documents of the WMG
· Organize meetings of the WMG as per instruction of the President, and record minutes of such meetings and get them approved 
· Prepare an annual report of activities, obtain approval by WMG and present it in the Annual General Meeting (AGM) 
· Work for signing of all agreements
· Assist in maintaining all income and expenditure statements of the WMG and present it in the AGM
· Present next year plan in the AGM
· Control the workers concerned with WMO related activities
 
The Joint Secretary

· In absence of the Secretary, act as Secretary
· Take responsibility for the linkages with other CBOs assigned by the group/president
· Run technical committee as per decision
· Assist the Secretary in discharging his/her duties.
 

The Cashier/Treasurer
· Collect savings, shares, admission fees or other money from the member/users as per decision of the WMG
· Maintain accounts of the committee 
· Maintain cash book, registers for the collected contributions and approved expenditures
· Assist the President in controlling the accounts as per committee decision
· Prepare and present statement of the account in the annual meeting and get it approved
· Fulfill any other responsibility assigned to him by the committee.
 
The Operator

· Operate the sluice as per direction of the President and the WMG
· Maintain the water level at the sluice as per decision of the WMG
· Operate the sluice during emergency as per direction/decision
· Collect and maintain data on water inside and outside the sluice
· Maintain register on sluice operation
· S/he should never decide on sluice operation personally
· Report to the concerned agencies and the WMG immediately whenever any fault is found
· Attend the WMG meetings
· Maintain the handle and key of the sluice and register properly.
· Discharge any other responsibility assigned to him by the WMG
 
Other members

· Attend the meeting of the WMG
· Identify the water management problems of her/his area and report to the WMG
· Suggest WMG in solving the problem
· Take action as per decision of the WMG
· Motivate and organize people for the water management in the area
· Assist in collecting contribution for the water management purpose as decided in the meeting
· Assist President and Operator in the operation of the sluice
· Maintain liaison with President and Operator during any emergency situation
· Discharge of Any other responsibility assigned by the WMG.
 

2.8 Rules and Procedures

 

Meetings
· The Annual General Meeting (AGM) to be held once in every year.
· The WMG determines the date of AGM.
· Notice of AGM to be circulated to all members and other stakeholders in the jurisdiction of WMG.
· The WMG meets at least once in every month.
· The Secretary decides date, time and agenda of meeting in consultation with the President and serves the notice 7-15 days before AGM and 3-7 days before regular meeting.
· Presence of majority of the member is treated as a quorum for WMG meeting.
· The Secretary in consultation with President convenes any emergency meeting.
· Confirmation and approval of minutes of the previous meeting is on the agenda of every meeting.
· Reports and accounts are presented in the meeting
· Proceedings of all meetings have to be duly prepared circulated to LGI (UP), BWDB and others concerned.
 
Record keeping

· Every operational instruction is recorded in a register supplied by the BWDB/CDSP-III which is available with the Operator
· Decision of the WMG shall also be recorded in the same register i.e. in minute book.
· A list of the total population under each WMG is kept in the office of each WMG
· A separate notice book is kept, for meetings and for disseminating other information.
 Maintenance of accounts

The WMG has to keep a regular account of
· All sums of money received and expanded by the WMG and of the matters related to the receipt or expenditure 
· All sales and purchase of goods by the WMG
· The assets and liabilities of WMG. 
 The same rules and procedures of meetings and record keeping apply to WMAs and WMFs. In addition the WMAs and WMFs have supervisory and coordination rules as apex organization.

 
Inspection of books and records and supply of certified copies

· WMG Members can inspect bye-laws, Cooperative registration paper, membership list, minutes, share-, savings- and loan books, audit report, O&M Register and all pass books
· Any certified copy of records countersigned by Secretary/Manager can be supplied to the general member at a fixed fee, if any member applies for it. 
 Dispute mitigation
The Management Committee of WMG refers unresolved conflicts, if any, to the respective officers of BWDB or DoC, as appropriate, if they fail to solve the issue among themselves.
 
Bye law preparation and amendment
WMG could change the existing clause or add new clauses in the byelaw as per the Clause 13/1 of Co-operative Societies Law/2001 and Clause 9 of co-operative rules 2004 in presence of majority General Members. A notice to convene a meeting to amend byelaws will have to be served to all members.  A standard bye law is provided in Annex 3.
 Accounts and record management
· Each WMG operates a bank account in the scheduled bank where savings, shares and other fees/ fund are deposited; two signatories out of three can operate the account.

· All kinds of accounts and records need to be kept safely
· Maintain all kinds of cash and expenditures statements
· Records of all kinds of purchase and sales of materials have to be maintained
· Credit and Debit vouchers of WMG have to be kept
· All kinds of papers related to receipts, documents and accounts

· All books related to accounts have to be kept at the WMG office.

2.9 Strengthening and Capacity Building of WMOs
To address the sustainability of WMOs, different steps have been taken to strengthen the WMOs and to build their capacity. The steps include providing necessary training to the WMOs and staff of implementing agencies concerned, local resource mobilization and fund raising, registration of WMO, establishing the office of WMO, establishing Local Information Center (LIC), execution of maintenance work directly by WMO, and formation and mobilization of LCS through WMO.
Organization of training 

Training organized for the WMOs (WMG, WMA and WMF) of CDSP-I, II and III areas are listed in the following table (Table 4).
Table 4  Training organized for WMOs in CDSP I, II and III areas

	Sl
	Name of the course
	Duration (day)
	Main contents
	Venue

	1
	Orientation Course
	1
	-Objective, formation and declaration of WMO, selection of management committee, brief role and responsibilities of WMO 
	Field

	2
	Role of WMO
	3
	-Objective, use of GPWM, role and responsibilities of WMO, UP, BWDB and LGED, role of management committee, fund raising and management, maintenance and operation.
	Field

	3
	Refresher course on the ‘Role of WMO’
	1
	 -Objective, use of GPWM, role and responsibilities of WMO, UP, BWDB and LGED, role of management committee, fund raising and management, maintenance and operation.
	Field

	3
	Basic Gender Training
	2
	Gender concept, gender mainstreaming, dowry, divorce, family planning, activities of women member in WMO and other areas 
	Field

	4
	Refresher Course on Gender
	1
	Gender concept, gender mainstreaming, dowry, divorce, family planning, activities of women member in WMO and other areas
	Field

	5
	Basic Training on  Cooperative
	2
	Details on the cooperative Rule-2004, byelaw of WMO, financial management, audit and AGM etc
	Field

	6
	Accounts Management and Record keeping
	3
	Records keeping, accounts keeping and management, share, savings and other funds collection & management, loan management and auditing
	Noakhali

	7
	Leadership Development
	3
	Organization management, leadership development. quality of leaders, problem identification and conflict resolution
	Noakhali

	8
	Participatory Planning and Monitoring
	4
	Concept of Project Planning, Feasibility Study Technique, Problem Analysis, Objective Analysis, Construction of Project Planning Matrix, Write Objectively verified and Monitoring process 
	Field

	9
	Practical Training on O & M
	1
	Sluice operation and maintenance, embankment and canal maintenance, role of operator and practical observation and demonstration
	Field

	10
	Orientation on Social Forestry
	1
	Importance of social forestry, people participation in forestry, nursery development, variety selection and plantation, benefit sharing
	Field

	11
	Operators’ Training
	1
	Role of operator, role of others and demonstration of sluice operation 
	Field

	12
	Exposure Visit to others Project
	5
	-Visit other similar project, sharing the role of all stakeholders, visit water management structures, share the sustainability aspects, role of WMO in quality control
	IPSWAM, SSWRDSP, JMREMP


Outcome of the above mentioned capacity building activities, opinion of the participants, observations of trainers, etc. were reviewed. Major findings are summarized below:
· WMO members keep contact with beneficiaries, LGI, IA and other projects
· WMO members play a vital role in awareness raising on water management issues
· WMOs work for operation, use, maintenance and management of the WM structures, land settlement and supporting other development interventions
· Meetings were regularly held 
· WMOs work for savings, share, fund creation and management
· WMOs play an important role as field level institutions for all development efforts.
· Members of WMOs identify operational and maintenance problems.
· Participants got a practical demonstration on proper sluice operation techniques
· Operator of the sluice got a clear understanding on sluice operation and minor maintenance by himself
· Participants realized how fishing traps, silt or cross dams on canals could block drainage channels, affecting a wide area
· Both male and female members of WMGs understood their tasks and responsibilities in the area of water management because of the training
· Integration between BWDB and WMGs increased.
Training provided to the staff of Implementing Agencies

Table 5 Training provided to implementing agencies

	Sl
	Name of the Course
	Duration (day)
	Venue

	1
	Participatory Planning and Monitoring
	03
	Noakhali

	2
	Training on the use of GPWM
	03
	Field

	3
	Basic gender training
	02
	Noakhali

	4
	Social Forestry Methodology and IPM
	02
	Noakhali

	5
	ToT on Training Modules Development
	04
	Noakhali

	6
	Leadership Development
	3
	Noakhali

	7
	Maintenance Plan
	01
	Noakhali

	8
	Exposure visit to others Projects
	5
	IPSWAM, JMREMP-BWDB; SSSWRDSP-LGED 


The training and capacity building activities were found useful for skill and knowledge development of the personnel concerned agencies. 

Exchange visits for agency staff and WMO representatives were organized during CDSP-III to SSSWRDP of LGED and IPSWAM of BWDB The objective of these visits were to give an exposure to the WMO members and agency officials on institutional development, water management, financial management and other aspects to achieving sustainability of WMOs.
 
2.10 Maintenance planning and implementation
Maintenance Plans

CDSP addressed the proper operation and maintenance of the infrastructure so far constructed from the project in CDSP-I and II areas. In this regard, a comprehensive maintenance plan (see Technical Report-23) was prepared on May 1999 for three Polders under CDSP-1 together with the concerned agencies, LGI and WMOs. In that planning process BWDB, LGED, UP and WMOs jointly contributed, while the TA Team facilitated. In the process, maintenance responsibilities were delineated among the parties concerned, with a commitment to accomplish the tasks it in a stipulated time. 
The same planning process was followed in CDSP-III as for the areas of CDSP-I and II. Assistant Extension Officer (AEO) of BWDB facilitates the maintenance planning exercise from the side of BWDB. The format is shown below:

Maintenance Plan for FY----------------

                                                  Name of the WMO:

Implementing Agency: BWDB/LGED/DPHE, Noakhali

	Sl
	Proposed scheme/work
	Benefit from works 
	Amount (length/no)
	Work by WMO
	Costs for IA
	Source of funding

	
	
	
	
	Amount
	Costs
	
	


WMGs of Boyer char prepared a maintenance plan in advance following the format. The maintenance has to be implemented during CDSP-IV. The same exercise has already been done by the WMOs in CDSP-I and II areas. As per appraisal report of CDSP-IV, maintenance work would be undertaken in the CDSP-I, II and III areas as per priority of the concerned WMOs.
The steps of maintenance planning and execution are mentioned below:

· Each WMG prepares its own draft plan setting priories and delineating the assignment

· WMG submits the plan to the concerned officer of BWDB/LGED/DPHE and TA team

· XEN/SDE invites the representative of WMOs and other concerned agencies and reviews the proposed plan

· All concerned discuss, review and finalize the plan and distribute the assignments among agencies, WMO and UP

· IAs includes the WMO proposals in the ADP and develop estimate, float tender and issue work order for execution

· BWDB engages WMO directly for execution of maintenance work in most cases but LGED and DPHE engage contractor for execution.

Signing agreements between WMO and BWDB
 Involvement of various stakeholders in ownership, management, operation and maintenance of project/sub-project/scheme of different sizes are elaborated in the GPWM. The terms and conditions of the sample agreements for ownership transfer, making over management, private management or joint management of different sizes project/sub-project/scheme are stated in annexure-6 of the GPWM.

As per GPWM, management of area over 5000 ha will either be by private management through leasing or joint management by IA along with LGI and WMO; management of area up to 5000 ha will be made over to lGI and WMO, and management of area up to 1000 ha will be transferred to the LGI, which are satisfactorily managed and operated by WMO. 
Accordingly, BWDB top management issued instruction to the field executives to complete O & M agreement in all its project/sub-project/scheme in all types of project in all over the country. As follow-up of the instruction, BWDB Noakhali O & M Division has already completed signing O & M agreements in the CDSP-I and II areas with appropriate tier of WMOs as per operation and maintenance rules of GPWM. In most cases the agreement was signed between BWDB and WMG, while for bigger polders it is signed between BWDB and concerned WMAs. A sample copy of the agreement between BWDB and Char Majid WMG is enclosed in Annex 4.
Agreements between WMOs and BWDB in Boyer Char 

Agreement between BWDB and Boyerchar WMO will be completed soon, after completion of construction work of all water management structures and after these are ready for operation. The draft agreement has already been prepared. As per the draft document, the agreement will be done between BWDB O&M Division, Noakhali as implementing agency (First Party) and the 10 registered WMGs of Boyerchar (Second Party) based on sluice catchments. On behalf of second party President / Secretary of 10 WMGs will sign the agreement.  
In the mean time, a Joint Management Committee (JMC) has formed for operation of the Gabtoli sluice because this sluice will have influence and impact on a large area constituted the parts of Boyer Char, Char Majid and its catchments area, Char Mora Dona and part of Ziar Char. Consequently, involvement of all parties in the management of the sluice would facilitate functioning of the structure by avoiding or at least limiting conflicts in future. The XEN, BWDB is the Chairperson, a WMO representative is member-Secretary of the JMC and others, as member and advisers, are appropriated as per local demand and local consultations.

See Annex 4 for an example of an O&M agreement between BWDB and a WMO.
 
Role of implementing agencies
 
BWDB: 
a) The BWDB Sectional Officer (SO) will frequently monitor the scheme/polder situation and will keep close contact with the President, Secretary and Operator of the WMO, to oversee water management activities or matters of wider interest
b) BWDB will provide technical advice to the WMO for proper operation and maintenance of all WM activities 
c) BWDB will be also responsible for routine and periodic maintenance of the major hydraulic structures, embankment, main canals, post flood emergency major work, reconstruction and rehabilitation of infrastructures and major protection work for erosion
d) BWDB will support the WMOs in preparing an appropriate maintenance plan for the polder every year
e) BWDB will provide institutional support to the WMOs for awareness raising for the participation of people in the WM activities and will provide training and other technical assistance.
 
LGED:
 
a) LGED will provide institutional support to the WMOs as and when required
b) 
LGED will provide technical advice to the WMO for proper maintenance of all WM related infrastructure
c) 
LGED is also responsible for routine and periodic maintenance of the roads, bridges/culverts and for rehabilitation of these structures

d)
LGED will support WMOs in their preparation of an appropriate maintenance plan every year. 
 Role of Union Parishad

According to GPWM, the Local Government Institutions (LGIs) will provide supporting, facilitating and coordinating assistance to the concerned WMOs in respect of participatory water management at the local level. LGIs will provide such assistance through their representation as advisors to the concerned WMOs and also through their respective standing committees. These roles were further specified in CDSP as below:

a) UP is responsible to take part in operation and maintenance of medium hydraulic structures, replacement of fallboards, repair of minor flood damage work, medium erosion protection and painting gates of medium structures. UP will provide supporting, facilitating and coordinating assistance to the WMOs in respect to PWM

b) UP will provide assistance through their representation as advisor of the concerned WMOs and also through their respective standing committees.

c) UP will act as a coordinating agency for linkage between WMO and the public sector agencies

d) UP will ensure the security of the WM infrastructures.

e) UP will provide institutional support to the WMOs, specially to have volunteer labour inputs and financial contribution from beneficiaries on O&M

f) UP will provide support to the WMO for awareness raising and participation of people in the water management.

g) UP will monitor the activities of WMOs

h) UP will send representative to the WMO meetings

i) UP will provide support to WMOs with respect to raising funds for O & M.

 
2.11   Local Resource Mobilization and Fund Raising
Cost recovery for O & M in the Flood Control and Drainage (FCD) projects is not envisaged in the GPWM. In case of Flood Control Drainage and Irrigation (FCDI) projects, water rates are charged for O & M as per Government rules. However, it has been felt necessary by the WMOs in CDSP-I, II and III areas to raise funds to cover day-to-day costs of WMOs as well as to meet the expenditure for undertaking minor maintenance works. With this, WMOs have been collecting savings, shares and admission fees from the members. 

The WMOs earn directly for maintenance work in CDSP-I, II areas, as a portion of the profit is deposited to the bank account as miscellaneous fund for O & M. WMOs in Boyer char facilitated the formation of LCSs that were engaged in pond re-excavation under LGED. A portion of the profit of LCS work was also deposited to the WMG account as part of fund generation. 

WMGs in Boyer Char, and also in the old CDSP areas, have been operating a group fund for disbursing loans among the members of WMO. The interest earned by providing loans contributes to a fund that can be used for O & M. 

As mentioned, the rational of this fund raising includes to meet the running cost of the WMOs itself, such as stationary, costs of entertainment in meetings, maintenance of WMG office shed, a toolkit, minor maintenance of sluices & other structures and conveyance of office bearers to visit BWDB, LGED and UP.  Moreover, all the WMOs have been exploring various potential sources to raise funds through other local resource mobilization with the support from BWDB, LGED, UP and others. 

2.12 Performance of WMOs in taking local initiatives
 
Local initiatives are defined here as spontaneous individual or collective actions for improvement of drainage situation and routine or periodic maintenance of water management infrastructures. These initiatives are related to traditional indigenous water management practices, or aim at enhancing the benefits or reducing the negative impacts of public water management infrastructure. These initiatives have benefited the community as a whole or category of stakeholders. The initiatives that have so far been taken by the WMOs are as follows: removal of cross dams; re-excavation of branch/link canals; putting pipes under the rural roads; minor maintenance of embankment, sluice area and rural road; removal of fishing traps from the canals; and plantation of trees in the sluice area. 

WMOs have been working for removal of cross bundhs from the canals for improvement of drainage congestion. This initiative has been reported from all the hydrological units in all CDSP areas. This success can partly be attributed to the voluntary contributions of the members of WMOs. In some cases, WMOs used their own fund by hiring labor to remove the bundhs. In some areas WMG members jointly with UP Chairman and - Members removed cross bundhs and fishing traps during the monsoon. Local administration also supported them in this attempt. Improvement of drainage by installation of pipes in  rural roads has been reported in CDSP-I to III areas. Re-excavation or de-siltation of the branch or link canals by the WMOs has been reported in all polders.
 

2.13 Water Management Conflicts
 
A number of water management conflicts were reported in all the systems. The most common conflict was between fishermen and WMOs over the control of sluice operation. Fishermen who catch fish in the sluice area always try to influence the sluice operation. This conflict is severe in the Char Baggar Dona-II area. This illegal influence of fishermen has always been affecting the farmers living inside the polder area in a negative way. After establishment of WMOs however, the said problems have been mitigated or even solved completely. Other conflicts were building cross bundhs and fishing traps in the canals for fishing, causing drainage congestion in the locality. WMOs have been working very intensively to address this problem from the beginning and made very commendable progress in this regard. 

2.14 Conclusions and recommendations

· WMO related activities should be reviewed at the level of O&M Division of BWDB through organizing monthly review meeting; the XEN BWDB should convene the meeting; among others concerned staff of BWDB (SDE, SO, AEO, XO), representative of LGED, DPHE, DAE and TA Team should participate to the meeting.

· An adequate number of Extension Overseers should be posted at Division level under the supervision of the XEN.

· At present no coordination mechanism exists between the staff of BWDB’s Water Management Directorate and the staff of the O & M Divisions; such a coordination mechanism has to be developed. 

· At present, BWDB is implementing periodic maintenance work through engaging WMOs, instead of contractors, but no specific payment modalities are followed in this regard. As a result, WMOs have been suffering a lot to get their payment dues in time; also, WMOs are not getting any mobilization advance for the assigned work.  Specific payment modalities should be developed through which O & M work could be implemented through WMO in future.

· A guideline has to be developed for engaging LCSs in implementation work. In this regard, involvement of WMO in formation and mobilization of LCS could be included in the guideline.

· Membership in each WMG should be increased; the range should be between 30 and 60, depending on the area and number of households.

· Women membership should be at least 30% in the WMA and WMF

· A lump sum fund may be given to the WMG/WMA/WMF as block grant, which the concerned organization may revolve for generating income, to be uses for small O & M works

· WMOs should be involved in selection of landless under land settlement activities to avoid local conflict and to make the process more transparent. A WMO representative should be included in the Upazila Agriculture Khas Land Management Committee. 

· An appropriate training need assessment has to be conducted at the initial stage of a project, which to be implemented during the project period.

Chapter 3   LABOR CONTRACTING SOCIETIES

3.1 Introduction

It is recognized in the GPWM as well as in the National Water Policy (NWPo, 1999) that 25 percent of the earthwork of any public water project will be offered to the specific target groups of the beneficiaries i.e to the WMO, which to be implemented by Labor Contracting Societies (LCS). NWPo also stipulates that all opportunities are explored and efforts undertaken to ensure that the landless and other disadvantaged groups are directly involved in participatory water management of local water resources. For this purpose, agreements between implementing agency and WMOs and agreement between WMOs and LCSs have been conducted, as is given in annexure- 5 of the GPWM. GPWM indicated to engage 30% women in the LCS work. The purpose of the LCS program is to create opportunities for employment and income generation for the poorest project beneficiaries, both males and females, to ensure a fair wage to the laborers and to implement the works in a timely manner and with high quality. Also skills and knowledge about earthwork is developed, which makes LCS workers better prepared for future employment opportunities. 

3.2. LCSs in CDSP III

In line with the government policy and guidelines, CDSP III engaged LCSs mainly in earthwork, like excavation/re-excavation of community ponds and re-excavation of secondary drainage canals. These LCS groups were formed with participants from the poor sections of the project beneficiaries. These earthworks were officially contracted out to the LCS through WMGs by the LGED for pond re-excavation and BWDB for canal re-excavation. One of the objectives was to help the WMGs to build up their funds for routine maintenance of the water management structures (see Chapter 2). During implementing of these works, the LGED-LCS guideline was followed for formation and mobilization of LCSs. BWDB and LGED initially issued a letter to the WMG to form a LCS for a particular work. This formation process slightly deviated from the GPWM where it is mentioned that an LCS has to be formed through BRDB or an NGO (as affiliating agency). The project management decided formation of LCSs by WMGs because the WMGs knew better about the eligibility of members of he population to become member of LCS in their area. This formation process did not require any additional service charges to the affiliating agencies. Thereafter the concerned WMG formed the LCS belonging to the poor section of the people who live near the proposed work site as per LCS guideline. The guideline was supplied them. A map of the project area of CDSP III (Boyer Char) can be found in Annex 1, while Annex 2 gives the jurisdiction of the 10 WMGs in Boyer Char.

Agencies and TA Team scrutinized the selection of LCS and finally the concerned agency gave the contract to the LCS. Criteria followed for selection of LCS member are given below:  

· Poorest landless labor

· Nearest to the scheme/working area

· Permanent settler in the area

· Age not below 18 years

· Each household selected one laborer

One LCS Leader and one Assistant Leader were selected for each LCS. 

Several orientation/training events were provided to the LCS leaders and members. The training contents were: payment modalities, working systems, LCS methodology and fund disbursement arrangements.

In CDSP-III a total 23 LCS were formed in four financial years. The number of LCS members varied from 40 to 72. From the total of 23, four were exclusively women LCSs. Women LCSs were engaged for community pond excavation/re-excavation. Two male LCSs worked for re-excavation of 3.5 km secondary canal under BWDB (see details in Annex 5).  The remaining 17 LCSs were engaged for excavation/re-excavation of community ponds under LGED. Total financial involvement was Tk.46 lakh. out of which Tk.6.3 lakh. from BWDB and Tk. 39.7 lakh. from LGED. The contract value was as per agencies’ Schedule of Rates without any change. In the contract the bank account number of respective WMG was used for all payments. Annex 5 gives an overview of LCS work in Boyer Char.

The involvement of LCSs provided short-term employment opportunities to the landless laborers, which contributed, to establishing better living conditions for them. It helped as well to raise a small fund for WMGs for future O&M s work assigned to the WMG. In addition, the engagement of LCSs created scope for more interaction between agency and WMO/LCS.

However, during execution of LCS activities a number of problems were faced, among them the fact that no mobilizations advance was provided by BWDB to the LCS. The LCSs were forced to use WMG funds to make up for the advance. Delay in payment was also faced in some cases which spoiled lot of time of LCS representatives in visiting agency offices. 

The newly formed LCS had an informal contract with WMG to keep 5% of the profit in many cases in the bank account of the WMG as fund for future O&M by WMG and remaining money was distributed amongst the LCS members according to the working days of each LCS member. WMGs used this approach to raise their fund for future O&M and to run their organization as a sustainable one. 

Male LCS members earned on average Tk.140 per day and female members Tk.90 per day, based on measured earth volume performed. 

3.3 Recommendations

Based on the experiences in CDSP III, the following recommendations are formulated that should be considered at the start of CDSP IV.

· A standard rule or guidelines with regard to engaging LCSs have to be developed at the beginning of CDSP IV which would be followed by all Implementing Agencies (BWDB, LGED, DPHE and Forest Department); this rule should include that at least 25% of all earthwork should be done through LCSs, as per NWPo and GPWM. Also all maintenance work should be done by LCSs, through WMOs.

· LCSs should be given necessary training- and orientation sessions.

· In each of the concerned implementing agencies, a LCS officer should be assigned with the task to look after LCS related activities.

· All staff members of the implementing agencies and of the TA-team should be oriented on LCSs and their activities.

· WMOs should have a leading role in formation and mobilization of LCSs.

· Mobilization advance and other payments should be in time and should be ensured by the agency and the PMC and others concerned.

· Possible retention of LCS wages as savings has to be ensured, which would be returned as lump sum at the end of the contract.

Chapter 4 TUBE WELL USERS GROUP 

4.1 Introduction

Under CDSP III, a number of interventions have been undertaken and implemented by the Department of Public Health Engineering (DPHE) to install improved water supply and sanitation systems in Boyer Char. DPHE interventions in Boyer Char are:

1. Supply of Deep (hand set) Tube Well (DTW) to the user groups

2. Supply of Single Pit Latrines (one for each households)

3. Establishing Public Toilets in rural markets and other public places

4. Pond Sand Filter (PSF); for area where tube wells tested to be not effective
5. Rain Water Harvesting Schemes (RWHS; for area where tube wells were not effective.
As per project proforma (PP) and the project’s Inception Report, local NGOs with the coordination of BRAC have been responsible for formation of Tube well User Groups (TUG), site selection of DTW, contribution money collection from TUG, selection of caretaker for Tube Well User Group (TUG) and selection of site for single pit latrines.  NGOs also organized skill development training for beneficiary groups for maintenance of the supplied infrastructures.  
The five local NGOs are:

1. Sagorika Samaj Unnayan Sangstha (SSUS)

2. Unnayan Parikalpanay Manush (UPOMA)
3. Dwip Unnayan Sangstha (DUS)
4. Noakhali Rural Action Society (NRAS) and
5. Homeland Association for Social Improvement (HASI)
 

4.2 Distribution of Deep Tube Well and Single Pit Latrine
 
However, NGOs were not responsible for PSF, RWHS and public toilet establishment. DPHE interventions and involvement of the five local NGOs are presented in the table:


Table 4.1  DPHE interventions and involvement of NGOs

	Name of NGO
	No. of Deep Tube Well
	No. of Single Pit Latrine
	Public Toilet Management Committee
	PSF Group
	RWHS User

	SSUS
	223
	1467 
	 
 
20
	 
 
45
	 
 
6060

	DUS
	168
	1346 
	
	
	

	NRAS 
	27
	1343 
	
	
	

	HASI
	154
	1291
	
	
	

	UPOMA
	28
	1482 
	
	
	

	Total
	600
	6929
	20
	45
	60


It should be noted here that approximately1571 single pit latrines were distributed directly by the DPHE among the beneficiaries re-settled in the cluster villages or among the beneficiaries settled scattered in other locations of Boyer Char. The TA Team supported and assisted in the distribution activities. 

It is also to be noted here that NGO activities ended by the end of June 2010 as per contract with Embassy of the Kingdom of Netherlands (EKN), but the resettlement of the household from outside the polder to the clustered villages (with twin houses) inside the polder was done by the component of the Ministry of Land, mostly in the last six month of 2010. 
 
 
Local NGOs formed TUG for distribution of tube wells, initially from the group members of NGO-groups (all women). Then, these NGOs with the guidance of BRAC selected the site for Deep Tube Wells and Single Pit Latrines. 

Deep Tube Well site selection

 The criteria used for DTW site selection are as follows:

· No Tube-well should be located within inner compound of any family
· The location of DTW should be sufficiently far away from any source of pollution
· The location of DTW should have proper drainage
· The site should not be susceptible to normal flooding or any other influence that can cause damage to the platform
· The tube well should be accessible in monsoon time
· The users have to be convinced and agree to pay contribution money of Tk 4500/ for each DTW,
· No other safe sources of drinking water available for the selected households.
The TUG collects contribution money TK. 4500.00 for each tube well. The collected money is deposited to the local NGO.  The NGO transfers the contribution money to DPHE through a Demand Draft. After receiving contribution money, DPHE starts installation of DTW
Single Pit Latrine site selection 

The criteria followed for selection of site for single pit latrines are follows:
· The poorest families get priority
· The users must be permanent inhabitants or in the process of being inhabitants of that area
· Receiver families agree to contribute money if charged, for each toilet
· Receiver families agree to construct superstructure by own cost and arrangement.
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4.3   
 
Formations of Tube-Well User Group (TUG)
 

 As per the result of the deep test tube well with good aquifer the concerned local NGOs were asked to form TUG in the suitable area. A TUG exist of a group of 14-18 women living around a DTW.   
 Around 552 TUGs were formed in Boyer Char by the NGOs, against a target of 600. DPHE, with the support of TA Team, formed another 48 TUG in Boyer char after the NGO activities ended in June 2010 i.e. during July-December 2010. From the original total of DTWs, 140 DTWs were shifted from Boyer Char to the new chars, i.e. Nangulia (66 nos.), Nolerchar (42 nos.) and Caringchar (32 nos.). Accordingly, NGOs have formed 140 TUG in these areas.
TUGs held meetings on bi-monthly basis, usually facilitated by workers of the local NGOs. 
The following have the common issues discussed in TUG meeting: hygienic promotion; water born diseases; safe use of latrines; cleaning the homestead and kitchen garden areas; maintenance of tube wells and latrines; equity in users rights
4.4 Maintenance of DTWs

 
NGOs were responsible for selection of two-care taker from each TUG for operation and maintenance of the DTW. The criteria they followed for this selection are mentioned below:

-    One who donates land for DTW installation
-    A neighbor household of the first one  
-    Willingness to take care of the DTW
-     Married women preferred
-     Physical ability, age also considered among others. 
  
Two women are selected as caretaker for each group. Caretakers received a three-day training (including one day practical at field) on maintenance of DTW. NGO provided this training. NGO also provided to the caretakers one tool kit box for each DTW. NGOs distributed 552 set tool kit among the caretakers.
 
4.5 Monitoring 

The performance of DTW installation, site selection, latrines installation and construction of superstructure (by the users themselves) have been monitored very closely by the NGOs, TA Team and DPHE. The methods followed in monitoring are mentioned below:

 
· NGO staff, DPHE field official and TA concerned observe the functioning of DTW and latrines
· The issue discussed in the bi-monthly TUG meeting
· Problems reported to DPHE for necessary action
· Field problems reviewed at monthly NGO field level coordination meetings
· Progress reviewed in a bi-monthly coordination meeting convened by BRAC and follow-up discussions of the issues in the weekly NGO group meetings
· Progress and problems reviewed in the tri-partite review meeting as and when required.
· Policy level issues discussed in the Project Management Committee and, if necessary, in the National Steering Committee meetings.
4.6  Training 

Tables 4.2 and 4.3. give information on the training activities for TUGs, imparted by the local NGOs, and about the training activities for staff of the local NGOs, provided by BRAC. 

Table 4.2  TUG training provided by NGOs

	Name of the Course
	Duration (day)
	No of participant
	Major Contents
	Venue
	Facilitator

	WATSAN awareness training
	3
	2898
	Personal cleanliness and hygiene, latrine use & maintenance, group role and responsibilities
	NGO office in field
	Sectoral Specialist, BRAC

	Care Taker Family (CTF)
	3
	1104
	DTW operation and maintenance, use of tools, personal cleanliness and hygiene and WATSAN awareness message and group coordination activities and distribution of water among members
	NGO office in field
	Sectoral Specialist, BRAC


 
 

    Table 4.3 Training of local NGO staff provided by BRAC
	Name of the Course
	Duration (days)
	No of Trainee
	Venue
	Facilitator

	Training on Strategic Planning
	06
	15
	TARC, Comilla, BRAC
	Chief Trainer of BRAC

	Basic Training on WATSAN
	6
	10
	TARC, Comilla, BRAC
	Chief Trainer of BRAC

	TOT on WATSAN Awareness 
	6
	10
	TARC, Comilla, BRAC
	Chief Trainer of BRAC

	ToT on Caretaker Family Training
	3
	10
	TARC, Comilla, BRAC
	Chief Trainer of BRAC


4.7.  Observations and recommendations

Major observations on water and sanitation activities during project implementation are:

· Scattered location of houses was a problem to form TUGs
· Delay in land settlement hampered the site selection and distribution of latrines and DTWs to the beneficiaries.
· Families living outside the embankment demanded latrines and tube wells; though they were not eligible
· Number of households increased compare to BRAC baseline survey carried out in 2006
· Number of available single pit latrine was fewer considering local demand i.e. there was a shortage of around 1000 latrines
· Delay in establishment of clustered villages and twin houses hampered the site selection and distribution of DTW and latrines among re-settled beneficiaries.
· Suitable water was not found in some DTW sites i.e. unacceptable salinity, and/or iron content was found in water.
For sustainability of water- and sanitation interventions in the coastal char areas, the following aspects could be followed-up in future programming:

 
· LGIs (UP) could be involved in formation of TUG along with NGOs.
· Household coverage in each TUG might be increased to 20-25.
· LGIs should be involved in planning of water and sanitation activities.
· Sufficient DPHE staff and mechanics should be deployed for proper implementation, and (bigger) maintenance of DTWs and public toilets.
· Distribution of sanitary latrines should be planned by the TUGs and they should monitor the implementation.
· A water supply and sanitation manual, based on a participatory approach, would improve the quality of the whole process
· Other field level institutions like WMOs could be involved in formation, site selection, operation, and maintenance and management aspects.
· Local NGOs could follow up the activities of TUG after project completion.
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& Others Concerned
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WMO Development Process





 Participatory Water Management Appraisal





Implementation of GPWM





Presentation Skill





Problem Analysis





Communication and Leadership Development





Participatory Planning (PRA)





Basic Training: Task, Responsibilities, Bi-Laws and O & M





Follow up refreshers of Basic training  (one day) 





Field Training on
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Accounts and Record Management
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Exchange Visit





Workshop on Fund Raising





Orientation on tasks and responsibilities (one day)





Coordination With Concerned Agencies/UP





Prepare Annual O & M Plan





Holding Regular Meeting and AGM





Holding Mass Meeting and Selection of Member / Representative for WMO





Define Water Management Organization Structure





Rapid Water Management Appraisal





Information Campaign at Community Level





Information Campaign Among Officials of BWDB at Division Level





Introductory Session for WMO, Formation of Executive Council and Short Orientation





Conflict Resolution





Resource Mobilisation & Fund Raising





Operation and Maintenance
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