Local Level Institutional Arrangements in
Khulna-Jessore Drainage Area
a case study
Working Paper
WP013

Dhaka
May 2003

Program Development Office
for
Integrated Coastal Zone Management Plan
(PDO-ICZMP)

Local Level Institutional Arrangements in
Khulna-Jessore Drainage Area
a case study
Working Paper
WP013

Prepared by
Atiq Kainan Ahmed

Saimon Centre, Road 22, House 4/A, 5th floor
Gulshan 1, Dhaka 1212
Tel & Fax: 8826614; Tel: 9892787; Email: pdo@iczmpbd.org
Web: www.iczmpbangladesh.org
Dhaka, May 2003

PDO-ICZMP

Local Level Institutional Arrangements in K-JDA; May, 2003

STUDY TEAM

Atiq Kainan Ahmed
Afsana Yasmeen
Rob Koudstaal
Mohiuddin Ahmad

i

PDO-ICZMP

Local Level Institutional Arrangements in K-JDA; May, 2003

ii

PDO-ICZMP

Local Level Institutional Arrangements in K-JDA; May, 2003

FOREWORD

PDO-ICZMP focuses on the development of models of good practice to enhance the capacity of
communities to improve their livelihoods (output 4). An important task of this component is to
translate the general objectives of ICZMP into practical priority actions that effectively contribute to
the achievement of the overall goal of reducing poverty and vulnerability in coastal areas. This is a
continuous process in which inventories, surveys, case studies and piloting are essential to help in
the identification and formulation of priority actions.
Based on practical experiences, models of good practice will be designed. It is strongly felt that the
ongoing efforts in different parts of the coastal zone are crucial in the future development of
decentralized resource management for enhancement of livelihoods.
PDO-ICZMP has embarked on few case studies to learn from actual successful efforts to enhance
local management structures and procedures. Based on a coastal livelihood analysis (output 4.1;
presently under preparation and is considered a continuous process) and case studies (output 4.2),
models of good practice will be identified and elaborated (output 4.3). Local level institutional
arrangements in the Khulna-Jessore Drainage Rehabilitation Project (KJDRP) implemented by the
Bangladesh Water Development Board (BWDB) in the recent past has been found innovative and
promising and an attempt has been made to do a case study of this initiative.
Within the limited scope of time and resources, the case study was accomplished during FebruaryMarch 2003. There are many project (KJDRP) literature and reports, which have highlighted
relevant institutional issues. An attempt has been made here to compile and synthesize them, so that
the planners and practitioners can view them in a coherent manner. However, this exercise should
not be viewed as an evaluation of KJDRP, nor it has ever been the intention. The purpose of this
case study is to have a better insight about the institutional process in KJDRP in order to learn
lessons and to build on what have been found successful, achievable and replicable.
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Background and context
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Experiences in the past revealed that water resources management in the Khulna-Jessore Drainage
Area (K-JDA) is a complicated affair. The recently completed intervention, known as the KhulnaJessore Drainage Rehabilitation Project (KJDRP), addressed both the technical and the institutional
aspects of the drainage congestion problems. Under this project four-layers of water management
organizations (WMOs) were created, which include nine fully registered Water Management
Associations (WMAs) and an umbrella Water Management Federation (WMF). They are expected
to be the driving force in “an enabling institutional environment”.
KJDRP as a project, however, stopped functioning after the financial assistance from the Asian
Development Bank (ADB) was phased out in December 2002. Since then, the responsibility for
local water management is with the newly formed water management institutions and the
Bangladesh Water Development Board (BWDB).
The intention of the present document is to report on the establishment of the local level institutional
arrangements and analyze their functioning. The document is structured in six chapters. Chapter 1
provides the historical and basic information of the KJDRP as a project. Chapter 2 gives detailed
information on the WMOs in the area, discussing formal procedures and guidelines, levels of
formation, legal status, management and functioning and roles of different parties. The chapter starts
with a historical account of the early experiences of water resources management in the K-JDA.
Chapter 3 documents the process and functioning of the institutional development. A detailed table
is included providing a chronological account of milestones of the institutional development during
the last decade. Significant issues of resources management and different kind of constraints are
reported in chapters 4 and 5. Chapter 6 presents some conclusions and recommendations.

1.2

Historical evolution of KJDRP
Although KJDRP started in 1994, earlier projects, e.g., the Coastal Embankment Project (CEP),
have shaped the pattern of local water resources management and are regarded as the major cause of
problems occurred in the area. In the 1960s, the East Pakistan Water and Power Development
Authority (EPWAPDA) with financial support from USAID constructed a series of polders under
the CEP, enhancing an increased cropping intensity by preventing the intrusion of saline water. The
creation of polders greatly simplified the existing drainage network, which till that moment
consisted of a very large number of tidal creeks and rivers of all sizes, and substantially decreased
the volume of the tidal flows, though accompanied by an increased tidal range (DHI, 1993). After
more than a decade of good agricultural production, drainage congestion began to increasingly affect
the northernmost polders when rivers and creeks silted up to such an extent that most of them
became inoperative. As a result, vast areas of land remained waterlogged during the whole year.
In the 1980s, the local people appealed several times to the BWDB for necessary remedial measures.
However, during the early eighties, with the exception of a few ad-hoc investigations, little
happened. Later in 1987-88, Khulna Coastal Embankment Rehabilitation Project (KCERP) was
launched with support from ADB. This project included the polders 24, 25, 27 and 28 of Khulna.
The project did not progress and was suspended in 1990 because stakeholders and donors did not
accept the study proposals (Datta, 2000).
In 1990, local people cut embankments of Beel Dakatia, getting immediate benefits from the
removal of stagnant water. However, the situation worsened later with the intrusion of saline water
1
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through these cuts. This saline water became trapped and the consequent environmental degradation
led to a worsening of living conditions in the project area by the early 1990s. This triggered a series
of events and studies to find out a permanent solution for the drainage congestion (Haskoning and
Associates, 1993; BIDS, 1994).
In this context, in 1995, the Government of Bangladesh (GoB), with financial support from the ADB
initiated the KJDRP to find more permanent relief to the suffering of the local people.

1.3

KJDRP: components and activities
1.3.1 Components
As per provisions made in the project document 1 , the project activities were organized in four
components. These are:
◊ Component A: Mobilization of Beneficiary Participation under the BWDB’s Chief
Water Management as Project Director;
◊ Component B: Rehabilitation Works (engineering works) under the BWDB’s
Superintending Engineer, Jessore O&M Circle as Project Director;
◊ Component C: Agricultural Development under a Project Director from the
Directorate of Agricultural Extension (DAE); and
◊ Component D: Fisheries Management under a Project Director from the Department
of Fisheries (DoF).
The BWDB was the main executing agency with both the DAE and DoF acting as supporting
executing agencies. However, the project organizational structure was quite 'complex' with four
Project Directors.
As envisaged in the project document the activities of each component was as follows.
Component A: mobilization of beneficiary participation
Specific activities to help ensure beneficiary participation included: (i) formation of WMAs; (ii)
information campaigns that included open meetings; (iii) preparation of a land acquisition plan; and
(iv) consolidation of benchmark data and design of a benefit monitoring and evaluation program that
would give due attention to social and environmental impacts.2 In later phases of the project this
component also assumed the responsibility to strengthen the formed institutions. NGOs activities
and supervisions were carried out under this component.
Component B: rehabilitation works
This component covered the rehabilitation of the drainage infrastructure, excavation of the primary
and secondary drainage networks, dredging of the river channels, improvement of the drainage
regulator and embankment system, and strengthening of the communication network within the
project area. It can be suggested that all the engineering planning, design, supervision of works, and
other relevant activities were actually conducted under this component. At a later stage, activities of
the two consultants, IWM and CEGIS, were also performed under this component.

1

The 'Appraisal Report for proposed Loan and Technical Assistance Grant Khulna-Jessore Drainage
Rehabilitation Project', ADB, 23 November 1993, was considered as the Project Document.
2

In 2001 this task was handed over to EGIS.
2
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Component C: agricultural development
This component supported the extension activities of DAE, focusing on integrated pest and crop
management, women in development programs, integrated home garden programs, multiple use of
embankments, rice and fish farming, etc. However, this component was not extended with the
extension and revision of the project.
Component D: fisheries management
This component provided technical support for developing fishery management options for the
polder areas. It was intended that this component would advise the WMAs on how best to operate
water control structures, set aside protected areas, develop fish habitats and limit fishing at control
points. Under this component technical guidance was given to the consultants of Component D on
structure designs and irrigation inlet locations. Like the agricultural development component
(Component C) this component was not extended with the extension and revision of the project.
1.3.2 Changes in project components
The design and final selection of two regulator options developed by Component B in 1997, ADB
procedures required Environmental and Social Impact Assessments (EIA and SIA) to be made. This
resulted in the identification and further development of two tidal basin options, as strongly
promoted by the local population. Consequently, additional feasibility studies were undertaken,
including hydraulic modeling tests, for which the Surface Water Modeling Center (SWMC), now
Institute for Water Modeling: IWM) and the Environment and GIS support Project for Water Sector
Planning (EGIS, now Center for Environmental and Geographic Information Services: CEGIS) were
engaged under Component B. Their inclusion in the project implied major changes in the project
arrangements and the final decision was taken in 1999 to build a tidal basin (beel Kedaria) and
implement a Tidal River Management (TRM) approach rather than a regulator approach. This was
also stimulated by experiences with a public cut of the embankments of Beel Bhaina.
The EIA/SIA study conducted by EGIS was instrumental in bringing about this change. Started
mainly to comply with project approval formalities, the nature of the study changed completely after
it was allowed to consider new alternatives. The EIA/SIA study pointed out the change as follows:
"Rather than being an EIA/SIA of clearly defined interventions, it became an evaluation of the
viability of two different concepts for solving the drainage problem in the project area: the
regulator concept versus the tidal basin concept." (EGIS: 1998).
The adoption of the 'TRM concept' preceded important changes in the components of the project.
1.3.3 Consultants
Initially, each of the components engaged their own consultants to assist implementation of the
project. Arcadis/Euroconsult and Bangladesh Engineering and Technical Services (BETS), were
engaged as consultants in component A. Their contract was supervised by the Project Director of
Component A (BWDB’s Chief Water Management). SMEC and Associates assisted component B.
For components C and D, local consultants were engaged under contracts with DAE and DOF,
respectively. However, along with the changes made in the project components (mentioned earlier)
two more organizations: CEGIS (former EGIS) and IWM (former SWMC) were involved. IWM
carried out the hydro-morphological studies and physical monitoring and CEGIS carried out the
EIA/SIA studies, the benefit monitoring (environmental, socio-economic and institutional) and the
management information system and planning related activities of the WMAs. The BWDB Project

3
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Director, Component B (and Superintending Engineer, Jessore O&M Circle) supervised these
contracts.

1.4

Physical and hydrological characteristics
1.4.1 Physical characteristics
Administrative
The Khulna-Jessore Drainage Area (K-JDA) is comprised of parts of the Khulna and Jessore
districts. The K-JDA belongs to eight upazilas (Dumuria, Phultala, Khulna Metro, Batiaghata,
Abhaynagar, Keshabpur, Monirampur and Jessore Sadar) with 42 unions. According to Census
1991, the total population of the K-JDA is approximately 1.1 million.
Geography
K-JDA is located in the southwestern part of Bangladesh. The area is characterized by sediment
laden tidal rivers and, in recent years, drainage congestion. The total area is around 100,000 ha. It is
part of the delta of the Ganges and Brahmaputra river systems. The Jessore-Khulna Railway line on
the north and the east, the Lower Sholmari, Salta and Upper Bhadra rivers in the south, and the
Kobadak river catchment on the west, roughly bound the K-JDA.
Topography
The northern part of the K-JDA near Jessore is comparatively high land with a gentle rolling
topography. This area is relatively free of drainage congestion and flooding problems. To the south
of Monirampur and Noapara, the topography becomes more flat and the central and southern parts
of the area contain a large number of beels and low-lying areas, including Beel Dakatia. In these
parts of the K-JDA the main drainage congestion problems were found and consequently would
benefit most from the KJDRP.
Tidal Range
Maximum tidal ranges vary from 2.5 to 3.5 m (spring tide). During neap tide, the variation ranges
from 1.5 to 2.5 m. Tidal ranges are higher in the rivers immediately south of the K-JDA than in
areas closer to the Bay of Bengal. The tidal ranges are 10 to 30 cm higher during the wet season than
in the dry season.
Salinity concentrations
Salinity in the southwest region begins to increase in December and reaches its peak in March to
May. Maximum salinity in the Bay of Bengal is between 25 and 30 g/l, while in the rivers
immediately south of the project area it is between 15 and 20 g/l. Readings during 2001 show that
surface water salinity at both Ranai and Dohori along the Hari river increased from 4 g/l at the end
of March to 13 g/l in mid May and then decreased to 5 g/l by the end of June.
Sediment concentration
Sediment in the project is transported upstream with the rising tide from the Bay of Bengal. It
consists mainly of cohesive silt and clay. The sediment concentration increases during the dry
season. In the rivers immediately south of the K-JDA the sediment concentration generally varies
from 1,500 mg/l in the wet season to 2,000 mg/l in the dry season. Much higher concentrations are
observed during the dry season in the smaller rivers such as the Hari river. IWM found that the
4
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concentration in this river at its confluence with the Upper Bhadra reached values of 8,000 mg/l in
April 1996, while during the wet season the average concentration was only 2,200 mg/l. Readings
during March 2001 show a concentration of 4,900 mg/l at Ranai along the Hari river.
Concentrations were te n times greater during spring tide than during neap tide.
Agriculture
T-Aman is the main crop in the project area. It accounts for about 70 percent of the net cultivated
area. A little over half of T-Aman is high yielding varieties (HYV). The cropping intensity is only
137 percent, which is well below the regional average of 168 percent. This low cropping intensity is
primarily due to water logging. The total annual paddy production is about 350,000 MT. Significant
improvements in agricultural production in the project’s beel areas have already been recorded in
recent years due to the improved drainage system. Crop production in these beels during the
waterlogged period in 1997 was only 6,200 MT, while in 2001 production rose to 45,900 MT. Since
1998, production of Boro crop has increased by 60,431 tons, T-Aman by 48,997 tons and Aus by
11,948 MT with a total of 121,376 MT while KJDRP target was 63,000 MT per annum. Thereby the
cropping intensity increased to 188 percent as against the project target of 157 percent.
Fisheries
The open-water fish resources in the K-JDA are found in beels, floodplains and fresh and brackish
water rivers. A total of 54,600 ha of floodplain and beels are available for open-water fisheries:
◊ shallowly flooded (16,900 ha)
◊ moderately flooded (28,300 ha)
◊ deeply flooded (9,400 ha)
The annual catch of open-water fish, which constitutes about 75% of the total fish harvests (open
and closed water combined), is estimated at 8,260 MT. As the drainage system improves and beels
are reclaimed for agricultural purposes, the availability of fish especially during the dry season is
likely to decline. However, the opportunity for culture fishery expected to increase because of
improved water management measures.
1.4.2 Hydrological characteristics
Drainage divides
Main rivers in the K-JDA are the Upper Sholmari, Mukteswari-Teka-Hari and Harihar-Upper
Bhadra. Main rivers south of the K-JDA are the Lower Sholmari, Lower Salta, Bhadra and Teligati.
The river systems are shown in Table 1 and in Figure 1. Brie f description of each the three drainage
sub-systems is given below.
The southeastern system is comprised of three main catchments: Beel Dakatia or Polder 25 (14,300
ha), Polder 27 (4,900 ha) and Polder 28 (8,000 ha). Previously the western part of Polder 27 drained
towards the Hamkura river. This river is no longer functioning, and all drainage has been diverted
into the Upper Sholmari. Beel Dakatia also drains into the Upper Sholmari, which is protected from
tidal influence by the Sholmari Regulator. Polder 28 drains into the newly constructed
Ramdia-Joykhali Khal and is protected from tidal influence by the Ramdia Regulator.
The Hari river system is comprised of two main catchments: Mukteswari (29,200 ha) and the Hari
(16,000 ha). The Bhabadah Regulator protects the Mukteswari river from tidal influence. Previously
the eastern part of the Hari catchment drained towards the Hamkura river. This river is no longer
functioning, and all drainage has been diverted into the Hari. The Hari drains water of its own
catchment, plus the discharge from the Mukteswari. The Kedaria tidal basin is supposed to allow
5
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sufficient tidal volume to maintain the design section for Hari river. The Bhaina tidal basin has been
permanently closed.
The Upper Bhadra system is comprised of two main catchments: Harihar (16,500 ha), and Upper
Bhadra (11,700 ha). The Upper Bhadra drains water of its own catchment, plus the discharge from
the Harihar. A seasonal cross-dam across the Upper Bhadra at Kashimpur inhibits tidal influence
during the peak sediment period January - June.
Table 1: Major drainage systems with major rivers and area covered
River system
Upper Bhadra
Hari
Southeastern

Sub-system/polder
Upper Bhadra, Harihar,
Polder 24
Mukteswari, Hari Nadi,
Polder 24, Polder 25 (west)
Beel Dakatia, Polder 27,
Polder 28

Main draining rivers

Zones

Area (ha)

Harihar-Upper Bhadra

F and H

28,200

Mukteswari-Hari Nadi and
Hamkura (which is dead now)
Upper Sholmari and Lower
Sholmari

D, E, G
and I
A, B
and C

45,200

Total

27,200
100,600

Overall drainage plan
The Overall Drainage Plan (ODP) for the project area has been under almost continuous
investigations and discussions and finalization of such a plan that should be acceptable to all
stakeholders has been painfully slow because of the complexity of technical, environmental and
social issues involved (SMEC and Associates, 1998). However, with an accumulated knowledge of
different studies Component-B consultant finalized the ODP with BWDB in June 1999. Works were
implemented accordingly by the end of 2002. The ODP recommended a combined approach
comprising TRM and structural solutions for the project area. At the end of KJDRP, the Project
Completion Report (SMEC and Associates, 2002) recommended a replication of a tidal basin at
other downstream locations (throughout the area of tidal influence draining through the Sundarban)
as well as conservation measure in upstream areas of the tidal influence (such as many freshwater
beels around Magura).
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Figure 1: Map showing the major river systems, beels and zones of the K-JDA
(Source: CEGIS)
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2

WATER MANAGEMENT INSTITUTIONS

2.1

Early experiences of water management in K-JDA
The people of this region were actively involved in managing their water (also land) resources.
(Bhandari, 1901; Mitra, 1963; Hunter, 1973; Rahman, 1995; EGIS, 1998; CEGIS, 2002c).
Following this tradition, local people also played an important role in the KJDRP period. However,
the pattern of practices and involvement changed significantly.
2.1.1 People's practices
Prior to the implementation of CEP, the area was prone to inundations by water of the numerous
rivers crisscrossing the area and local people had their own ways to make best use of the resources
available to them. For example, people built temporary, indigenous dikes to prevent water from
entering parts of the floodplain during eight months of the year so that land could be used for
agricultural purposes. Locally, these dikes were called the osthmaishe bundh. A single crop of local
variety paddy (deep-water aman) was grown and yield was rather low. The temporary dikes were
often unable to hold back the onrush of river water. Thus, there were frequent crop damages, which
resulted in food deficits. The people exploited the fish resources available in the area to overcome
such deficits. The temporary dikes were removed after harvesting the paddy so that the floodplain
could be enriched with fish resources. People would then engage almost exclusively in fishing
activities. The CEP (1961) report describes the early history of embankments (dikes) as follows:
"The history dates back to the era of the Zamindari, or large landowners, who also served
as principal revenue agents for the government. Under this system the tenant farmers had to
pay large portions of their income, usually a percentage of the crop, to the Zamindars. Since
their income depended largely on crop production, the Zamindars had dikes constructed
and maintained around the arable land. They were, however, of poor quality and required
considerable maintenance each year. In 1951 the Zamindari system was abolished by the
East Bengal State Acquisition and Tenancy Act, 1950, and the Zamindars were relieved of
their power and authority. Many had been living in other countries and did not return to the
area; some residing in the area left; and those who remained were stripped of their power.
As a result, there was no one to assume the responsibility for the repair and maintenance of
existing dikes or the construction of new ones. Gradually they deteriorated, were breached
and over-topped by tides, and became practically useless" (CEP, 1961:IV-1).
However, after the construction of the coastal embankments, the floodplains were available for
agricultural activities round the year. With the introduction of high yielding varieties of paddy,
production increased per unit of land. Over the years, however, riverbeds silted up, creating drainage
congestion.
By the early 1980s, severe water logging had resulted in many parts of the area. The problem had
further accentuated with the passage of time and prior to implementation of KJDRP, much of the
area remained under water for most parts of the year. Agriculture was severely disrupted and many
farmers were forced to change their primary occupation to make a living.
During the KJDRP period, the practices of people remained mixed. Following improvement of the
drainage condition, both agricultural and fisheries activities intensified. More dry land for
agriculture became available and better-controlled water facilitated culture fisheries. The KJDRP
monitoring results (CEGIS, 2001; 2002b) show a good increase in agricultural land use and
production, an improved post-monsoon drainage and a declining level of poverty persisting in the
project area.
9
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2.1.2 People's role and agency3
With changes in people's practices, the role of people in water management has also changed over
time. Historical reflections reveal that early management of water resources in the area remained in
the hands of local people, facilitated by the Zamindars. This was the case until the middle of the 20th
century. Subsequently, water management was dictated by local government bodies (Union
Parishads). A major shift took place in the early 1960s, when the then EPWAPDA constructed a
series of polders throughout the coastal belt including the project area. Local people perceived this
as a change in the old system and started considering the polders as the property of EPWAPDA
(later WAPDA and after that BWDB) to the extent that they felt it to be the responsibility of
EPWAPDA to maintain and operate the polders. Since then, the BWDB has taken the responsibility
for construction, operation and maintenance of the polders. During this period the local people
including the Union Parishads became only partially involved in the implementation of the polders.
However, during the KJDRP period both 'formal' and 'informal' initiatives of people have taken
place. Since December 1996 a four tiers system of WMOs was established under KJDRP, and these
WMOs became the formal structure for people's participation in water management in the project
area. In this period, the mode of participation of local people was guided by both project (outlined in
the project document) and national (NWPo, GPP, GPWM) guidelines and strategies. Nevertheless,
long before the establishment of these formal WMOs, local people participated greatly under many
informal platforms and have taken initiatives for local water resources management. Particularly in
their protest against water logging, local people have shown a range of informal local initiatives in
water resources management. Both through 'informal initiatives' (such as, Beel Dakatia public cuts
made in September, 1990 and Beel Bhaina public cuts made in 1998-99) or 'formal initiatives' (such
as, deciding for TRM and in IWRM planning) local people of K-JDA have played a pro-active role
in managing their local water resources.

2.2

Formal procedures and guidelines (during KJDRP)
The formal institutional arrangements in K-JDA were developed under the KJDRP following several
procedures and guidelines. This was largely due to the revisions and extensions 4 of the project and
also to the changes in relevant guidelines over the period. KJDRP experiences, therefore, do not
present specifically any one guideline but refers to a 'pedigree of guidelines' that actually influenced
the planning, formation and development of WMOs over the period. The following guidelines and
procedures are discussed:
◊ project guidelines;
◊ national guidelines;
◊ different experiences; and
◊ by-laws and management guidelines.
2.2.1 Project guidelines
Guidelines and procedures were developed by the KJDRP based on the ADB project document
(ADB, 1993); inter-ministerial decisions; technical reports published by the beneficiary participation
component (Component A); and formal cooperative rules/acts (including a few amendments that
were made during the project period).

3

Here the word 'agency' refers to 'organized initiatives by local people'.

4

The completion date for the project was extended for the first time from 1 August 1999 up to 31 December
1999 and for the second time from 01 January 2000 to 31 December 2002.
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The ADB project document in different paragraphs 5 specified a number of issues, functions and
requirements for planned institutional development. The document outlined a clear Beneficiary
Participation Plan (BPP) and clarified various spheres of beneficiary participation (see Table 2). The
BPP formed the basis of all subsequent beneficiary participation and water management institutional
development plans and activities for the project.
Following the project document (the different issues specified in project document and in the BPP)
Component-A of the project detailed out a technical report as WMA plan. 6 The institutional
planning and the design was also structured in this document. Since its approval this technical
report7 on institutional arrangements worked as a functional guideline for the formation and
development of all levels of WMOs in KJDRP.
2.2.2 National guidelines
The project guidelines in setting up the institutional mechanisms were also influenced by national
guidelines, particularly the national water management guidelines and the national cooperative
guidelines.
Guidelines for People's Participation (GPP) - 1994
In early 1995, when the project started working on developing the institutional mechanism, the GPP
was prevailing as the 'national guideline' for water management. GPP was the first of such guideline
for building up institutions consisting of beneficiaries and representatives from grassroots level and
combined with officials of different departments and agencies in the field. The GPP suggested a
Project Council consisting of representatives of water users, BWDB and other bodies (Figure 2).
Water users were organized in Water Users Groups (WUG), Water Users Committees (WUC), and
Water Users Association (WUA). Moreover two types of federations (FWUA and FWUAB) and
several types of boards (WUAB, WUCB, WUGB, etc.) were formed.
Following the GPP selectively, the Component A team suggested some participatory measures in the
institutional framework of KJDRP. Particularly the stages of participation according to the GPP
were considered (e.g., participation in design, planning, implementation, O&M, etc.). Other parts of
the GPP framework, however, were not followed, e.g., the project council (PC) was considered but
the different layers of federations were not considered. The GPP suggested framework was
considered quite complex and not all layers of this framework were found to be relevant for the
KJDRP situation. The GPP-suggested institutional framework is shown in Figure 2.

5

Paragraphs no. 19-21, 37, 44, 49, 51, 53, 56, 59, 62, 70, 77, 78, 80, 88,and 94-96.

6

Component-A in KJDRP was composed of a TA consultant team and the WMD (formerly LWUD) team.
Here, the term 'Component-A' refers to both the parties.
7

Revised Technical Report no. 3. Component -A) 25 June 1996.
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Table 2: Beneficiary Participation Plan outlined in the ADB project document
Stage
Steps
Beneficiary Participation
Needs
assessment

Social design study
Feasibility study
Environmental examination

Recruitment

TA consultants fielded
Draft by-laws for WMA prepared
Draft contract/terms of reference
for NGOs prepared
NGOs suitable for work identified
NGOs contracted for work
Engineering consultant fielded
Initial survey

Design

Preliminary design

Final design

Tendering

Advertisement
Public opening
Evaluation
Award

Construction Mobilize
Construct
Complete

Preparation
for turnover

Establish operation procedures for
facilities; develop maintenance
schedule for facilities; initiate
income -generating activities along
embankments.
Turnover
No-fee lease of embankments,
drainage channels, structures (i.e.
khas lands) to WMA.
Source: ADB, 1993.

Interviews; public meetings; needs and perceptions
assessed; do they want a project and, if so, what kind?;
perception of non-government organizations (NGOs) also
queried.
Viewpoint of beneficiaries and NGOs on draft by-laws
should be assessed; NGOs should be consulted in
formulating draft contracts.

NGOs organize initial meetings between engineers/
survey crew and beneficiaries; feasibility level plans
discussed and beneficiary views taken into design
consideration; NGOs use these meetings to begin forming
WMAs.
Engineers return to incipient WMAs to discuss
preliminary design, noting how beneficiaries' viewpoints
were taken into consideration; NGOs help organize and
participate in these meetings; the land acquisition
necessary and proposed terms of payment should be
discussed; a general consensus should be reached.
Engineers return to WMAs to discuss the final design and
implementation schedule; amount of work available for
Labor Contracting Societies (LCS) should be detailed;
WMAs propose several candidates for training by the
engineering consultants to assist in construction
supervision (at least two of the most suitable will be
selected for training); agreement of the WMAs (in the
minutes of meeting) is necessary prior to tendering of the
civil works; NGOs help organize meetings and prepare
minutes.
Information campaign keeps beneficiaries informed of the
contract award schedule and progress; concerned NGOs
and WMA officials informed of bid openings if they wish
to attend. LCS contracts (worth $50,000 or less) awarded
by direct appointment and financed as force account
works; NGOs help organize LCS.
Information campaign keeps beneficiaries informed of
construction schedule; representatives of WMA assist in
construction supervision; LCS undertakes suitably sized
packages. WMAs consulted whether the tendered civil
works have been completed as agreed prior to final
payment of retention money to contractors; minutes of
consultations prepared by NGOs.
WMA is registered as a legal body; WMA and selected
beneficiaries receive training in operation and
maintenance from BWDB; NGOs help support these
activities and draft lease agreement for khas lands.
WMA (i.e. beneficiaries) take responsibility for facilities.

12
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Guidelines for Participatory Water Management (GPWM) - 2000
Drawing on the provisions of the National Water Policy (NWPo), a new guideline (i.e., GPWM)
was developed for water management. This guideline perceived the participation of local
stakeholders as a continuous 'process' and concentrated on the following major provisions of the
NWPo:
◊ planning and management of water resources;
◊ public and private involvement;
◊ economic and financial management;
◊ stakeholder participation; and
◊ institutional policy.
Similar to the GPP, the GPWM suggested different stages of participation with some minor changes.
The GPWM adopted a three-layer approach (WMG, WMA and WMF) and simplified the
institutional arrangements considerably. The functioning and formation of some layers, e.g., WMC
and PC, were de-activated. The GPWM institutional arrangement is shown in Figure 3.
In 2000, when the new GPWM was under review (approved in the same year), major part of the
institutional formation in KJDRP was completed following the BPP and GPP. Newly formed
institutions were not yet registered at that time. As the new guideline (GPWM) was enforced
nationally, the remaining formation and development of institutions in KJDRP followed the new
GPWM.
Inter-ministerial settlement of legal status, July 1995
When the project was initiated, registration of the institutions to be formed was not defined entirely.
For registration purposes and setting up legal framework of the institutions, the project actually
pursued following amendments as per the inter-ministerial decisions taken on July 23, 1995. The
inter-ministerial decisions were useful in contextual zing the cooperative rules as per the field
experiences of that time. The decisions on amendments were as follows.
◊

The Rural Development Division agreed to take immediate necessary steps to amend
paragraph 2 (2) of the Cooperative Societies Rules, 1987 to include WMAs in the definition
of Multi-purpose Cooperative Society. This amendment of cooperative rules distinctly
allowed the WMAs to identify (by definition) as formal Multi-purpose Cooperative
Societies after registration.

◊

The proposed institutional structure (by ADB and later by the project) had two more
features that required additional amendments in the operation of cooperative rules no. 10(2)
and 10(3) (b). The amendment of rule 10(2) was needed to consider the issue of multiple
institutional membership (e.g., a member of WMG will be able to be a member of WMA).

Following these decisions, the project had actually proposed that WMAs, WMCs, and WMGs that
would be registered as multi-purpose cooperatives at different levels. The WMC registration,
however, following the revised national framework or GPWM was not proceeded and eventually
dropped from the registration plan. The registration issues are discussed in some detail in Section
2.5 of the present document.
Co-operative ordinance and rules, 1984 and 1987
As the two national water management guidelines (GPP and GPWM) and the inter-ministerial
settlement of 1995, defined the WMO legal arrangements under the National Cooperative Rules of
1983 and the Cooperative Ordinance of 1987, these national ordinance and rules became the legal
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frame for registration and functioning of the WMOs. Particularly in preparing the draft by-laws for
institutions these rules and ordinances were used as major guidelines.
2.2.3 Different experiences
In addition to the abovementioned documents and generic national guidelines, experiences of
various BWDB projects were also useful in formulating the institutional arrangements in KJDRP.
These included the Ganges-Kobadak Irrigation Project (GKIP), the Systems Rehabilitation Project
(SRP) and the Bhola Irrigation Project (BIP). The component A team visited the GKIP and
analyzed8 the arrangements, while useful information was also found in a technical paper by Shah
Ahmed Ali Khan et al from 1994 (Annex to the Technical Report 3 of Component A, 1995),
reflecting critically on many years of direct experiences of this project. Furthermore, in developing
guidelines and functional arrangements for LCSs and leasing khas lands, experiences of SRP and
BIP respectively, were extremely useful.
As the KJDRP water management institutions were to be registered under the cooperative rules,
experiences of cooperative models became relevant. With respect to savings arrangement at the
village level (i.e., WMGs) under cooperative rules or capacity building of institutional
members/leaders, reference was made to experience gathered from the Bangladesh Academy of
Rural development (BARD) in Comilla (the Comilla model).
2.2.4 By-laws and management guidelines
Following the above mentioned guidelines and experiences the by-laws for each level of institutions
were prepared. These by-laws became the functional guidelines for the WMOs, setting rules and
guiding day-to-day management activities on different levels of management. Sample by-laws are
presented in Annexes C and F. By-laws can be made for any organization, but become formal and
“sealed” documents upon their registration.
Two other management guidelines were prepared:
◊ guidelines for handing over BWDB propertie s to WMAs; and
◊ an Operation and Maintenance (O&M) Manual.
The first one is a management guideline for WMAs for proper utilization and management of the
handed over (leased) properties (from BWDB). This guideline sets specific rules and roles for
WMAs, WMGs and the WMF on financial arrangements in using income from these properties for
joint O&M with BWDB. This guideline was provided by Component A of the project and approved
by the BWDB (Annex G).
The second guideline is a manual for post-project O&M of infrastructure. The manual provides a
zone-wise and overall guideline on day-to-day functional activities, skills and finance needed for
future O&M. Training was conducted involving WMA representatives to follow-up with the O&M
activities as needed in collaboration between the WMAs and the BWDB. This manual was prepared
both in English and in Bangla by the consultant of Component B and approved by the BWDB.

8

See Annex-I, Component A Technical Report no. 3.
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Two national guideline frameworks that influenced the K-JDA institutional arrangement

Project Council
Representatives of

Representatives of

Representatives of

Water Users

BWDB

Other bodies

WMF
Water Users
Organizations

BWDB officials

Other bodies

XEN, EO/AEO

- Local
Admin.

FWUAB
FWUA

WMA

- BRDB
WUAB
WUA

SDE, AEO, AIO

- DAE
- LGED
- DOF

WUCB
WUC

SO, XO, AIO/II

WMG

- NGOs

WUGB
WUG

- Forest &
Environ.

WMG

WMG

WA, XO, II

- PAPs
- Others
related

For Project/Sub-Project/Scheme
above 5000 ha

Water Users

Figure 2: Institutional arrangement suggested in GPP

Figure 3: Institutional arrangement suggested in GPWM
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Levels of formation
In KJDRP, a 'four-tier' water management structure was created:
◊ Water Ma nagement Group (WMG, registered);
◊ Water Management Committee (WMC, not registered);
◊ Water Management Association (WMA, registered); and
◊ Water Management Federation (WMF, not registered).
WMGs were formed as the primary institutional entities at all villages within the project area.
Initially, WMGs were formed with a participation of at least 25 percent of the households. At a later
stage, WMGs were registered under the Cooperative rules and became legal entities. WMGs have
their own bank accounts and hold independent savings and shares that were collected from the
members and shareholders.
At the second level of institutional formation are the WMCs. These were formed to bring together
two or more WMGs to manage the catchment of a primary or secondary drainage channel.
Although, the WMCs were formally dropped in the latest national guidelines (MoWR, 2002) the
formation of this level was completed in the project. However, due the lack of formal
acknowledgement and proper functioning, this level of institutions lost its importance during the
final stages of the KJDRP.
The next level of institutions is the WMAs. All “catchment level WMCs” are combined in a
drainage unit with a distinctly delineated hydrological boundary and were brought under a WMA.
These drainage units are commonly referred to as 'zones'. The project document identifies the
formation of WMAs as a pivotal step of beneficiary participation in KJDRP and suggests their
involvement in all major spheres of the project as follows:
"..... WMAs will participate during the design, construction and O&M phases and will be
the focal point for Executing Agency interactions with the Project beneficiaries." (ADB,
1993: paragraph 44).
Subsequently, WMAs were registered as multi-purpose cooperative societies and function as the
'key’ local level institutions for water management. With the legal arrangements made, the WMAs
became the 'joint partners' to carry out the O&M tasks of each zone along with the BWDB.
Each of the above three water management institutions (WMG, WMC and WMA) are composed of
general members that are selected/elected by independent executive committees, and have the
portfolio positions of Chairman, Secretary, and Treasurer in respective committees.9
Finally, at the top of the institutional framework a WMF was formed to look at inter-zonal and
regional issues. As there are many concerns common to all WMAs and many interactions exist
between WMAs, WMF proved to be a crucial level of institutional formation (CEGIS, 2002a and b).
Besides this 'four-tier' water management structure, three other types of institutions or 'special
groups' were formed:
◊ Landless Group (LLG, registered);
◊ Fisher folk Group (FFG, registered); and
◊ Labor Contracting Societies (LCS, not registered).
The LLGs and FFGs were formed to ensure participation of landless people and fishers; covering
the area of each WMCs. The LCSs were formed for the execution of specific intervention to support

9

The 'Treasurer' position has actually been abolished from the structure afterward.
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poor and destitute people (both female and male). These societies mainly undertake small-scale
earth works. LLGs and FFGs were registered under the Cooperative rules. The overall registration
issues are discussed in more detail in Section 2.5 (see Table 3).
Table 3: Distribution of Water Management Organizations by zone (September 2002)
Zone
WMG
LLG
FFFG
LCS
WMC
WMA
WMF
A
46
B
19
C
33
D
24
E
55
F
89
G
67
H
90
I
84
Total
507
Source: BWDB, 2002a

6
4
6
3
6
8
8
7
10
58

6
3
6
3
6
7
6
1
10
48

25
9
9
9
25
14
17
10
6
124

6
4
6
3
6
8
8
7
10
58

1
1
1
1
1
1
1
1
1
9

1

1

In addition to the organizations and groups mentioned above, a Project Council and Basin
Coordination Committee were planned in the project. These institutional entities, however, were not
materialized.

2.4

•

In the initial proposal for institutional formation in KJDRP, a provision was made for Project
Council. Component A actually elaborated on this layer in their technical report prior the WMA
formation. However, when the GPWM dropped the provision of the Project Council, the project
followed the nationa l guideline and dropped the Project Council.

•

The provision of a Basin Co-ordination Committee was considered in relation to the Tidal River
Management (TRM) option. This was planned for better management of the tidal basin and for
continuation of the relevant information campaigns. Though the formal committee was not
formed, informal arrangements at the basin level continued.

Linkages and representations
In general, beneficiaries (members of the households in K-JDA) participated through the primary
level institutions (WMGs) by becoming members and shareholders.
At the WMG level, members elect an Executive Committee (EC) and nominate two representatives
(one female and one male) to the WMC in the respective catchments. Likewise, at the zonal level,
the WMA general body consists of two representatives from each WMG (one female and one male)
and representatives from the each WMC, LLG and FFG in respective zones. The number of
members in WMAs varies according to the number of primary groups in respective zones. The
WMA has a twelve-member Executive Committee including a Chairman, a Vice-Chairman and a
Secretary.
At WMF level, the EC is composed of 31 members. This is constituted by three representatives from
each WMA (one female and two male), two representatives from all LLGs (one female and one
male) and two representatives from all FFGs (one female and one male). There are 5 portfolio
positions (Chairman, Vice-Chairman, Secretary, Join-Secretary and Treasurer) and 26 executive
members (see Annex F for details). The overall institutional arrangement is shown in Figure 4.
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Levels of functioning

WMF
(1)

10

Apex

Representation
Working relation without
representation

WMAs
(9)

Registered

Hydrological unit

Not registered

WMC
(58)

LLGs
(58)
LCSs ++
(124)

FFGs
(48)
WMGs +
(507)

Catchment

Village +/work ++

Figure 4: Diagram showing the local institutions their linkages

2.5

Legal status
As mentioned, registration was considered under the co-operative act and rules and with the
Department of Co-operatives. After the inter-ministerial decision on the legal status of the water
management institutions, the procedure of registration was initiated. The revised Technical Report 3
(Component A, 1996) suggested the following:
"Each WMG and WMA will eventually be registered officially with the Cooperative Offices
of the relevant Thana. After registration all WMAs/WMGs must comply with the laws and
rules governing multi-purpose cooperative societies" (Component A, 1996: p. 25).
Accordingly, WMAs, WMGs, LLGs and the FFGs were registered with the Department of Cooperatives. The legal/registration status of WMOs is shown in Table 4.
Table 4 shows that most of targets were achieved by October 2002, except that of FFGs.
Registration of the FFGs was found to be complicated, because many of them were already existing
and had registered under another name.

10

Levels of functioning of each tiers of WMOs were defined on the basis of functional and hydrological
parameters. The KJDRP project area was divided into nine distinct hydrological units called zones. Here, the
term 'hydrological unit' therefore refers to these nine zones. The term 'catchment' refers to primary and
secondary drainage channels within each zones. The term 'apex' is a blanket term and refers to the whole
project area.
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A
46
B
19
C
33
D
24
E
55
F
89
G
67
H
90
I
84
Total
507
Targeted
507
Source: BWDB, 2002b.

6
4
6
3
6
8
8
7
10
58
58

1
1
2
1
5
1
1
1
1
14
48

1
1
1
1
1
1
1
1
1
9
9

Not considered for
registration

Table 4: Status of registration of institutions in KJDRP under Cooperative rules
Zone
WMG
LLG
FFG
WMA
WMC

WMF

Not considered for
registration

PDO-ICZMP

After registration, the water management institutions began to function as multi-purpose
cooperatives having their specific by-laws and cooperative rules and regulations. Officially they are
named as ‘Multi-purpose Cooperative Societies’.

2.6

Management and accountability
Usually the overall management responsibility of the WMOs rests on the Chairman and the
Secretary of the executive committee. The committees formally meet monthly and most of the
decisions are taken in monthly meetings. In emergency situations the Chairman and the Secretary
jointly take management decisions for immediate action. Such decisions are then authorized in the
next monthly meeting of the committee. If necessary, specia l meetings of the EC are convened.
EC is accountable to the respective general body. For example, EC of WMA is accountable to the
general members of the WMA during its Annual General Meeting (AGM) and in Special General
Meeting (SGM). In the AGM, annual budget and annual activity plan are presented for discussion
and approval. The AGM also elects EC for the next tenure.
At the federation level, the EC of the WMF is accountable to the internal committees of the
federation, while important decisions are to be endorsed by ECs of the WMAs.
WMOs (registered ones) are also accountable to the Department of Co-operatives. The Co-operative
Officer of respective upazilas audits their books and records.

2.7

Obligations to the Co-operative Department
WMGs, LLGs, FFGs and WMAs are registered with the Cooperative Department. Registered
institutions are subjected to direct 'financial auditing' procedures from the respective upazila
cooperative offices. For election and re-election procedures and other related activities, WMOs are
to inform the cooperative offices of respective upazilas and districts. In addition, the WMD of the
BWDB is usually informed informally. In each AGM, the representative of the cooperative
department attends and supervises the formation of the EC.

2.8

Role of BWDB
The BWDB played an important role in the establishment of the overall institutional setup. An
extension team under the direct supervision of the Deputy Chief Extension Officer (DCEO) of the
Water Management Directorate (WMD) of BWDB in Jessore was responsible for mobilization of
the beneficiary participation in KJDRP. This team was supported by a TA consultant team and
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several NGOs and was headed by the Chief Water Management as Project Director. Throughout the
report this groups is referred to as “component A”.
In establishing and developing the institutional arrangements in KJDRP, BWDB played the
following roles.

2.9

•

In liaison with the TA consultant team, Component A developed the overall institutional
mechanism for the KJDRP and formulated the guidelines and functional roles for the institutions
from the initial stage of the institutional formation.

•

In forming and strengthening the WMOs, the BWDB played both a supervisory and educational
role. Here, Component A worked closely with the partner NGOs in training and other
institutional strengthening activities. In each zone the Extension Overseers (BWDB staff) of
Component A worked at grassroots level with the NGOs and the local community.

•

BWDB regularly supervised and monitored the NGOs.

•

For several purposes, such as guiding the institutions in obtaining their 'legal status'
(registration) or in such issues as leasing arrangements, the BWDB played a coordinating role
between different agencies. For registration and leasing purposes, Component A worked with
the Cooperative Department and the District Administration offices (e.g., the DC office),
respectively.

•

Furthermore, Component A supported the engineering wing of Component B in such issues as
the identification and specification of works to be carried out and the formation of LCSs.

Role of NGOs
Where the BWDB played a supervisory role, the NGOs played a more 'functional' role in the
institutional formation and development. Initially, the project document justified the NGO
involvement in the project as follows:
"Because NGOs have successfully organized farmer-based groups in Bangladesh, NGOs
will be used to help form WMAs." (ADB, 1993:para 37).
The NGOs played a day-to-day functional role in institutional formation and development until
completion of the project. Their activities, for example, related to: enrollment of members (through
motivational activities); organizing local people; conducting training; organizing meetings
(arrangement, distributing letters etc.); record keeping; information dissemination; supporting
registration process; supporting leasing process; and providing logistic support.
As the NGOs were contracted under Component A of KJDRP, they maintained a close liaison with
this component. WMOs also welcomed the contribution of the NGOs and worked with them
intensively up to the end of the project period.
The selection and evaluation of NGOs was done under direct supervision of Component A. To select
NGOs, the TA team and the WMD team started to identify all relevant NGOs11 operating in the
project area. This list was approved by GOB and ADB as part of the National Water Management
Plan. The following NGOs were then recruited through tendering under the Director, WMD.12 Later
during the project NGO performances were evaluated twice by component A; some were dropped
and some were given new contracts. The work period of the NGOs are shown in Table 5.

11

A list of NGOs in the project area was annexed in Technical Report-3.

12

The NGO selection and evaluation strategies are outlined in Technical Report 2/1: NGO Performance and
Future Requirements.
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Table 5: Contracted NGOs by work period and zones of operation
Name of NGO
Work period
Zone of operation
Pradipan
GUF
Unnayan
PSS
SUS
MASES
Jagorani Chakra
SIBAS

1997-2002
1997-1998
1997-2002
1997-2002
1997-2001
1997-2002
-

A, B, D
B, D (parts)
C, B, I
E
F
G
H, G, F
I

2.10 Relationship with local government
WMOs maintain formal and informal relationships with the local government (LG), that is, the
Union Parishad (UP). They can be summarized as follows.
•

Formal arrangements (such as in the national guidelines) did not suggest a strong WMO-LG
relation. The PC that was mentioned in the first national water management guideline (i.e., the
GPP) provided for a strong WMO-LG relation. But the subsequent GPWM excluded the PC and
suggested an advisory role for the LG in matters of water management. KJDRP followed the
GPWM procedure and did not establish a PC.

•

A direct connection between the WMOs and LG was also resisted to some extent by the rules of
the Cooperative Department. One example is the registration rule stating that WMAs could not
be registered with a UP Chairman holding any portfolio (i.e. President or Secretary) position
within a WMA. Such examples were seen in zone A and E.

•

In spite of these rules, WMO leaders in all zones have maintained good informal relations with
the LG. Usually WMO leaders would seek advice from the UP leaders and often invited them to
participate in monthly meetings or AGMs.

2.11 Role of external agencies
Both the institutional and technical components of KJDRP were strongly influenced by external
agencies as donors and consultants played a significant role in the development of the project. The
project (including the consultants) was accountable to the ADB, while the ADB appraised the
project’s activities and progress, including the development of the institutional arrangements.
KJDRP experience suggests that in major decisions and planning, the donor (ADB) plays a
significant role. It was useful in establishing the rights of the stakeholders and particularly helped in
giving the WMOs a voice in negotiations. This was visible in the preparation of the BPP and in the
formation of female LCSs.
In addition to the role of the ADB, consulting agencies (local and expatriate) played an important
role in taking up a stakeholder-oriented approach. For example, in the negotiations with the BWDB
for an EIA/SIA study and the establishment of a stakeholder oriented TRM approach were largely
possible because of the requirement to meet donor regulations and the independent approach of
consultants led by an expatriate consultant.

2.12 Development of institutional activities
The development of water management institutions gradually took shape through a variety of
institutional activities throughout the project phase. Each activity strengthened the institutions a bit
further and provided a milestone in the institutional development.
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Although different guidelines structured the institutional development in KJDRP, the functional plan
for the establishment of WMAs was submitted in November 1995 and approved in June 1996. With
the approval of this plan, activities for the institutional development in KJDRP started. The WMD
team, with support from the TA team, started the formation of WMGs in a 'pilot area' (zone A: Beel
Dakatia ). This was completed by December 1996. Efforts were then made to engage NGOs to carry
out this work throughout the project area. But this process was not completed until the NGOs were
fielded in mid-1997. At that moment the WMD was well equipped to train and guide the NGO
teams in each zone and extend the achievements of the pilot zone. The formation and registration of
over 500 WMGs was completed by December 1999. The nine WMAs covering all hydrological
units in the project area were fully formed and functioning in 1998. Their registration, however, was
delayed for technical reasons (as it was dependent on the Cooperative Department) and could not be
completed until 2001. At the final stage of KJDRP, the WMAs took steps to establish the Water
Management Federation (WMF).
The major activities related to the institutional development in KJDRP are compiled in Table 6.
Table 6: Major milestones related to institutional development in KJDRP
Period
Event
1993-94
Nov. 23,
1993
Mar. 1994
May, 1995
Jul. 23, 1995
Nov.30, 1995
Aug. 4, 1995
Jun.25, 1996
Mid-1996

Jul.-Dec.,
1996
Dec. 21, 1996
Dec., 1996
Jul., 1997
Aug.,’97-98
Oct.29, 1997
May 1997 –
Sept., 1998
Sept.-Dec.,
1998
Dec., 1998

BIDS Social Design Study (SDS) recommended measures for
beneficiary participation in the project area.
ADB outlined the Beneficiary Participation Plan (BPP) for
KJDRP.
The Project Proforma (PP) finalized.
Consultant TA team for institutional development mobilized.

Remark

Pre-KJDRP event.13

Specified in various sections
and also in Annex 4 of RRP.
TA team worked with LWUD
team as Component A.
Legal status of WMOs settled with MoWR.
Confirmed by the Secretary of
the MoWR through PD.
'Water Management Associations Plan' submitted in the form of Technical Report no. 3.
a technical report.
Engineering consultants mobilized.
'Water Management Associations Plan' approved and finalized. Revised Technical Report no. 3.
Engineering consultants considered a revision on infrastructure Component A sees this as an
plan.
'encouraging initiative' and as
an effect of BPP.
First initiative of formation of WMGs and WMA were carried LWUD and TA team facilitated
out on a pilot basis in zone A: Beel Dakatia (formerly
the process.
denominated as zone-1).
First formal meeting of newly formed WMA of zone-A was
Representatives of WMGs,
held.
FFGs & LLGs participated.
Preparations were made for the engagement of LCSs in the
project on a pilot basis.
NGOs were contracted and fielded to form WMOs.
The role of ADAB delayed
NGO input.14
Training programs on 'WMG/WMA formation and
development' were carried out by component A.
Local people cut open Beel Bhaina in two locations.
EIA/SIA study was undertaken. The newly formed WMAs and For the first time, WMAs
other local stakeholders decided for TRM and Ktb in a
participated in a major project
workshop held in 20 May 1998.
decision.
Consultations held on Overall Drainage Plan (ODP).
Both BWDB and consultants
participated.
The formation of WMAs/WMGs was completed.
The registration was delayed
and completed in 2001.

13

For details see BIDS recommendation of Draft Final Report and the Final Report of Social Survey Cum
Action Plan on CERP-II (BIDS: 1993 and 1994).
14
For detail on these discussions see Technical Report no. 3/1 Pg. 18.
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Event

Remark

Mar., 1999

NGO performance evaluated and six (6) NGOs were awarded a
further contract.
Sept., 1999
ADB review mission decided to extend the NGO contracts up
to 31 December 2002.
May, 2001
WMAs proceeded with IWRM planning.
Jul. 15, 2001 WMA of zone C was registered.
Aug.30, 2001 WMA of zone D was registered.
Aug.31, 2001 WMF was formed for the first time.
Sept., 2001

NGO contracts for zones F and I were discontinued due to a
dissatisfactory performance. 15

Sept.02, 2001
Sept.27, 2001
Oct. 03, 2001
Oct. 28, 2001
Nov., 2001
Dec. 25, 2001

WMAs of zone A and B were registered.
WMA of zone E was registered.
WMA of zone G and H was registered.
WMA of zone I was registered.
WMAs drafted their first zonal IWRM plans.
WMA of zone F was registered.

Dec. 8, 2001

Downstream public cut at Beel Bhaina closed.

Mid Jan.,
2002
Jan. 30, 2002
Jan. 31, 2002

WMF meeting held on Kedaria tidal basin operation.
Leasing agreements (on water bodies) were signed between
BWDB and WMAs of Khulna District.
Kedaria tidal basin operated.

In all zones.
CEGIS facilitated the process.
Zone C was the first registered
WMA in KJDRP.
2nd registered WMA.
J-SUS and SIBAS were dropped
and contracts were given to
Unnayan and Jagorani Chakra.
3rd and 4th registered WMAs.
5th registered WMA.
6th and 7th registered WMA.
8th registered WMA.
The WMA registration process
was completed
The unplanned TRM operated
since Oct. 29, 1997.
Properties other than water
bodies were leased later.
WMA/WMF members gathered
at Bhabadaha regulator.
Properties other than water
bodies were leased later.
For properties additional to
water bodies.

Apr. 23, 2002 Leasing agreements (on water bodies) were signed between
BWDB and WMAs of Jessore District.
Aug., 2002
Leasing agreements (on other than water bodies) were signed
for Khulna and Jessore districts between BWDB and WMAs,
specifying the use if income for O&M purposes.
Nov., 2002
WMAs/WMF finalized the IWRM plans (zonal and regional). Sept.-Dec.,
O&M plans prepared by the WMAs.
2002
Dec. 24-30, WMO representatives participated in 3 final workshops
WMA/WMF leaders made
2002
(CEGIS, IWM and BWDB) and a farmer's convention was
several presentations in these
organized by Component A.
workshops.
Dec. 31, 2002 KJDRP concluded.
Source: Dates are collected from two sets of QPRs published by component A and B consultants.

2.13 Participation
Beneficiary16 participation was organized through various channels of 'formal' institutional activities
(e.g., memberships, meetings/consultations and training programs); project activities (e.g., planning,
design, construction and O&M); and management activities (e.g., AGMs, SGMs, plan formulation
and training programs).

15

The NGO performance and evaluation issues were discussed in the Annex -VI of the Technical Report 3/1
and the overall guidelines were discussed in Technical Report 2/1.
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2.13.1 Membership
At WMG (village) level, general members were enrolled on a regular basis. Development workers
(DWs) employed by “contracted” NGOs were involved to motivate local people to get enrolled in
WMGs and subsequently helped in participating in water resources related activities. To increase
membership, DWs were given 'targets' by Component A. To increasing membership, the DWs often
received active support from the already enrolled members. In places where beneficiaries suffered
from pre-project interventions and received already some benefits through the project, they actively
participated in the process. Data on membership and participation along with the population figures
are shown in Table 7. As per the Component A information the male -female ratio of the members is
approximately 60:4016 . As both male and female members of respective households represented
many households in the WMGs, and there are one woman and no man from some households
(women-headed households), actual coverage in the WMGs may be roughly estimated at around
27% of total households in the K-JDA.17
Table 7: WMG participation and coverage in KJDRP (September 2002)
Target set by
Zone
Population
Households
Compone nt-A
A
87,975
B
26,057
C
27,243
D
27,690
E
82,309
F
123,085
G
98,958
H
135,274
I
98,234
Total
706,825
Source: BWDB, 2002a

17,160
4,688
5,017
8,757
14,637
25,353
17,107
25,264
17,263
135,246

9,480
2,894
3,409
4,827
8,219
13,826
9,654
13,432
10,132
75,873

Total members
5,862
1,643
2,010
3,490
5,693
7,368
6,209
7,357
5,009
44,641

2.13.2 Meetings and consultations
Most of the WMGs and WMAs had provisions for regular monthly meetings, especially monthly
meeting of the EC were mandatory under KJDRP. Agenda, issues and results of these meetings were
documented in 'resolutions' (copy of a typical meeting resolution is presented in Annex D).
Regular meetings at different levels of institutions proved to be useful means of participation in
KJDRP. As the WMGs and WMAs gained legal status and became multi-purpose cooperatives these
monthly EC meetings were institutionalized as a regular proceedings. At WMG level, however, the
frequency of meetings varied and in some cases meetings were only conducted as and when needed.
At WMC level meetings were not followed up formally as this level was dropped.
At WMA level meetings developed as a regular 'field of discussion' for water resources related
activities. The AGM was the most important meeting for each WMA. This meeting usually carries a
great significance due to the election of the WMA committee. NGOs were actively involved at both
WMG and WMA levels as the major organizers of the meetings. At WMA level, NGOs along with
the WMA members were engaged actively in the distribution of invitations and the organization and
documentation of the meetings. At WMF level, the monthly meetings gradually gained importance
as in these meetings WMA representatives used to gather and seek opinions on project decisions and

16

Estimate based on the discussion with DCEO at his Jessore office on 28th January 2003.

17

Among the women members, 10% women-headed households assumed).
24

PDO-ICZMP

Local Level Institutional Arrangements in K-JDA; May, 2003

initiatives. Many WMA and WMF meetings were extremely eventful and the members experienced
these meetings to negotiate and create a platform for united action. The number of meetings held in
the project was quite substantial (Table 8).

A
B
C
D
E
F
G
H
I

1,811
585
1,328
825
1,902
3,279
2,790
2,514
1,654
Total
16,688
Target
19,383
% of target
86
Source: BWDB, 2002a.

137
80
66
47
131
107
81
80
192
75
217
139
193
201
228
70
198
23
1,443
822
1,437 1,073
100
77

15
5
18
9
17
18
17
8
5
112
123
91

22
19
36
31
82
48
92
31
9
370
470
79

2
2
4
5
10
2
2
1
1
29
29
100

27
14
13
10
14
8
16
13
11
126
-

12
10
13
13
12
10
12
11
9
102
-

1
1
1
1
1
1
1
1
1
9
9
100

20
22
19
20
54
18
20
23
9
205
-

AGM/SGM

Monthly

Consultation

AGM/SGM

Monthly

Informal
Monthly

AGM/SGM

Monthly

AGM/SGM

Monthly

AGM/SGM

Zones

Monthly

Table 8: Different types of meetings and consultations held in KJDRP by zones (up to
September 2002).
WMG
LLG
FFG
WMC
WMA
WMF

13

13
-

1

1
-

2.13.3 Participation in project activities
Participation in the project and BWDB activities was a major goal of beneficiary participation.
Following the guidelines beneficiaries were involved in project planning, designing,
implementation, O&M and other relevant activities.
In preparation of the Overall Drainage Plan (ODP) the engineering consultant together with the
Component A team had undertaken stakeholder consultation session and following the expressed
needs and recommendations a major revision of the ODP was carried out. Similarly in the EIA/SIA
studies public consultation was widely practiced and the major recommendation of these studies to
apply TRM resulted from this participatory approach. At a later stage, IWRM and O&M planning
exercises were also carried out in close interaction and active participation of the WMAs.
WMAs were also directly involved in the identification of work in the final two years of the project.
Each WMA identified and prioritized their structural needs to the BWDB, which took up the works
accordingly. With respect to design and construction, structural designs were authorized by the
WMAs and the corresponding civil works were carried out under the supervision of the relevant
WMOs. This procedure took considerable efforts to be implemented, but towards the end of the
project they seemed to work properly.
For O&M purposes, a major goal of the project was to lead towards a joint O&M between BWDB
and WMOs. At the culmination of the project in December 2002, all nine WMAs had agreed on
such a joint O&M with BWDB. To support their O&M activities BWDB had leased some properties
(i.e., khas land, embankment, etc.) to WMAs for generating income to contribute financially to
O&M activities under the responsibility of WMAs.
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2.14 Information campaign
Information campaigns were carried out all through the project period. Campaign materials were
distributed through the NGOs and BWDB Extension Overseers. Materials mostly served the purpose
of awareness building and information to stakeholders on project activities. Some relevant figures on
the information campaign are given in Table 9. The major information campaign activities were the
following.
•

Leaflets and posters containing different types of motivational and informative messages were
distributed throughout the project area. A copy of one of such leaflets is attached in Annex K.

•

At the initial stages of the formation of village level groups, beneficiaries were informed
through radio messages, mostly broadcasted through Khulna Radio. These radio messages were
particularly useful during the beneficiary consultations on drainage design, informing local
people of the dates and places of consultation meetings.

•

In the final years of the project, a Quarterly Project Bulletin 'KJDRP Barta' was published by
Component A. Four issues of this information bulletin were published both in Bangla and
English. BWDB professionals, consultants, WMO representatives, NGO representatives and
many others contributed short articles in these bulletins. Copy of KJDRP Barta is attached as
Annex I (in English) and Annex J (in Bangla).

•

Local daily newspapers, such as the Purbanchal, occasionally published news about the project.

•

In addition to above activities discussion meetings were held from time to time with journalists
of the Khulna Press Club.

Table 9: Information campaign materials distributed by types (till September 2002)
Materials distributed
By NGOs
By BWDB
Total
Banner
Leaflet
Poster
Brochure
Newsletter / bulletin (including quarterly Bangla
and English bulletin)
Group meeting
Source: BWDB, 2002a.

154
433,430
50,700
0
0

120
307,000
62,000
15,000
10,400

274
740,430
112,700
15,000
10,400

1,154

380

1,534

2.15 Training
Comprehensive training was envisaged in the project document and correspondingly training
programs were carried out for institutional capacity development at different levels. Training
programs were mainly carried out by component A (with the help of NGOs) and the project
consultants (SMEC, CEGIS and IWM). Instances of site visit for better understanding of the water
management situation also took place that was highly appreciated by the male -female members of
the WMOs and they welcomed these programs and participated with great enthusiasm. At several
occasions the WMOs requested for a greater number of training programs with a higher frequency
(CEGIS: 2002a).
Training activities fall into the following main categories.
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•

During 1997-98, training was carried out for the WMD and NGO teams on 'WMG/WMA
formation and development'. A manual18 was developed for the purpose and over a hundred
professionals received this training.

•

During the period between 1998 and 2002, large-scale training programs were carried out for the
WMG and WMA members on a wide range of subjects. Topics for included: beneficiary
participation; organization and management (including Cooperative rules); economic
management; agricultural development; women in development; health and childcare and water
management and tidal river management. This was an integrated program carried out by
Component A and the NGOs. This program again, was based on a special training manual19
developed by Component A.

•

During 2002, a special training program for all EC members of WMAs and members of the
WMF was undertaken at the Bangladesh Academy for Rural Development (BARD) in Comilla
on the theme of 'water management and leadership development'.

•

During the project period, a number of special training sessions, project workshops and other
meetings were arranged to discuss urgent and special issues that occurred in the project.

The number of beneficiaries trained by Component-A is shown in Table 10. Other training activities
were the following.
•

Component B consultant SMEC and Associates, carried out training programs for WMOs and
BWDB on O&M, site supervision (i.e., construction supervision), etc.

•

CEGIS conducted both long and short-term training programs on Management Information
Systems (MIS), planning for Integrated Water Resources Management (IWRM), and
monitoring.

•

IWM conducted training programs on the hydro-morphological monitoring and related issues of
interpretation.

Table 10: Number of beneficiaries who received training (till September 2002)
Zone
By NGOs
By BWDB
Total
Male
Female
Male
Female
Male
Female
A
888
B
267
C
823
D
427
E
1,090
F
1,147
G
1,041
H
1,540
I
1,841
Total
9,064
Target
9,113
% of target
99
Source: BWDB, 2002a.

692
233
574
241
816
538
659
860
1,109
5,722
5,923
97

80
48
50
46
663
161
347
20
127
1,542
1,899
81

44
21
25
25
513
63
129
4
47
871
1,065
82

968
315
873
473
1,753
1,308
1,388
1,560
1,968
10,606
11,012
96

736
254
599
266
1,329
601
788
864
1,156
6,593
6,988
94

18

See Technical Report no. 8: Training Materials for Staff Forming WMAs (in Bangla).

19

See Technical Report no. 2/2: Training Program for WMA/WMG members (in Bangla).
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1,704
569
1,472
739
3,082
1,909
2,176
2,424
3,124
17,199
18,000
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2.16 Consensus building and decision making
For most of the water management institutions, consensus building related to two different spheres:
internal and external.
For WMAs different types of internal consensus building or decision-making processes were
observed, varying from zone to zone. Some WMAs relied on the EC or only on the President and/or
the Secretary, while others took decisions in a more participatory way, for example, by inviting
respective WMGs to participate. In most cases, it was observed that final decisions were taken by
the respective ECs. In emergency situations WMA leaders often took quick decisions and
communicated directly to executing agencies (such as, BWDB). These emergency decisions were
later discussed in monthly EC meetings. Women’s participation in decision-making was nominal,
and was only in the ECs.
For decisions that required involvement of external parties, the WMGs and the WMAs usually refer
to local influential (local elite, teachers, political leaders, etc.) or local government (usually UP
Member and Chairman) as and when needed. WMA leaders often interacted with local government
leaders for taking certain water resources decisions. In some zones WMA members were also part of
the local government.
Women's attendance in formal meetings was satisfactory. It increased during the project but
participation in real decision-making processes remained low (EGIS, 2002, CEGIS, 2002a).

2.17 Conflict handling
In K-JDA, water resources conflicts are related to: internal drainage; upstream-downstream drainage
and water allocation; and timing of management interventions (for example, regulator operation).
Land use conflicts of the gher areas were also quite common. During the late 1980s, these conflicts
often turned into complex situations. The catastrophic drainage situation in the 80s and the 90s and
the continuous suffering of the local people had created a common interest and a capacity for public
discussions that greatly enhanced the conflict resolution potential of the local level institutional
arrangements. The WMOs, and in particular the WMAs and WMF, became useful institutions for
conflict handling as they provided a “recognized” meeting place for discussing problems and offered
a structured interaction with BWDB and other agencies.
Monthly meetings of the WMOs thus became a useful platform to discuss local water resources
issues and in many instances a number of contentious issues were resolved locally.
Resolutions of these monthly meetings became a means of documentation and reporting to BWDB.
Typical WMO meeting resolutions are shown in annexes D and E. In many cases, locally influential
people were consulted before taking decisions. In these cases, WMOs played an important role in
creating a platform for local level discussions and generation of locally supported solutions.
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MANAGEMENT OF RESOURCES
Resource management is structured according to formal arrangements but informal measures
prevailed for many functional purposes. The following sections describe in some details the
management of funds and properties.

3.1

Sources and organization of funds
Though there are several institutional entities present in KJDRP, sources of funds are quite limited.
Four sources were identified: contributions at WMG level; leasing out public and common
properties such as khas land; donor and consultant contributions; and own contributions of EC
members.
Village level WMGs are the major source of income. Each WMG formally has to collect
membership fees, monthly savings 20 , shares, or other contributions from the general members. The
total amount of such funds as of September 2002 accumulated to about Tk 7.25 million (or about Tk
163 per member). A break down of funds and savings per zone is given in Tables 11 and 12.
The amount of savings for different WMGs varies with the population and size of each WMG. Some
of these WMG funds were used for income generating activities and even distributed as micro-credit
among the members. After registration of each WMG, savings were deposited in the bank under
supervision of the respective EC. Funds were audited by respective Upazila Cooperative Officers.
Other institutions in KJDRP (e.g., WMAs, WMCs, or WMF) did not have any formal fund
generating procedure.
As the water management institutions in KJDRP were formed on a voluntary basis these were not
allocated any funds for management and functioning purposes. For management and functioning
purposes, WMG executive committees (of the registered ones) disbursed small expenses and, in
monthly meetings or prior to election in each AGM, the committee had to share the details to the
general members. Since 2001 the project (disbursed under the instruction of WMD) allocated a
small financial contribution (monthly taka one thousand) to each WMA mostly for logistics
purposes.
In the final year of the project, as part of the turnover arrangements conceived in the project
document (i.e., handing over O&M responsibility to WMAs), BWDB leased out some assets (e.g.,
water body, khas land and embankment) to the WMAs for income generation (Table 14). Through
formal contracts between each WMA and the BWDB it was arranged that income from these assets
would be used as contribution to joint O&M. During the project period, however, no income was
generated from these leased properties. It is expected that from 2003 onwards, WMAs will generate
income from this source and will contribute to the O&M and functioning of the institutions.
In addition to these formal arrangements it was observed that in many cases WMO members and
leaders managed some petty expenses on a voluntary basis. However, as the activities of the
institutions gradually increased. such arrangements became complex. At WMA level the NGOs and
consultants often made sporadic token contributions for logistic reasons. (e.g., token contributions
by CEGIS or IWM for attending workshops and work sessions, and transport cost conveyances
provided by Component A for attending training sessions.)

20

Monthly savings mostly varied from Tk.5 or Tk.10 per month for each member. However, the maximum
was not limited and members were usually encouraged to deposit more if possible.
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Table 11: Summary of total WMO funds as per September 2002
No.

Amount (in Taka)
Up to
Up to
June 2002
September 2002

Item

1.
Total received as admission fees
2.
Total share capital
3.
Total savings
4.
Other WMG income received
5.
Total lending to members for income generation
6.
Total income received
Source: BWDB, 2002a.

230,669
1,350,090
4,349,504
383,540
1,668,310
6,313,803

244,427
1,446,270
5,108,072
458,941
2,700,269
7,257,710

Table 12: Break down of funds raised under WMOs by zone up to September 2002 (in Taka)
Zones
Membership fee
Shares
Savings
Others
Total
A
37,364
B
15,960
C
19,215
D
30,160
E
27,493
F
36,030
G
31,045
H
15,015
I
32,145
Total
244,427
Source: BWDB, 2002a.

3.2

83,960
65,880
119,170
47,110
80,370
186,520
223,820
334,560
304,880
1,446,270

346,633
148,509
561,427
197,604
727,492
619,235
598,824
1210,611
697,737
5,108,072

34,790
2,594
20,155
4,965
46,000
98,129
66,124
163,091
23,093
458,941

502,747
232,943
719,967
279,839
881,355
939,914
919,813
1,723,277
1,057,855
7,257,710

Credit for income generating activities (IGA)
In all zones, with the exception of zone D, WMGs have used part of their funds to provide credit to
members for undertaking income generation activities. The amount of each credit was small in and
distributed under the responsibility of the respective EC of the respective groups. In most of cases,
credit was used for: trading (e.g., hoarding paddy, seeds or wheat or buying fish fry etc.); purchasing
tools and inputs (e.g. for small agricultural equipment, seeds etc.); purchasing rickshaw vans; etc.
Zone-wise statistics of such investments are shown in Table 13.
Table 13: Amount invested in IGAs as of September 2002 (in Taka)
Amount invested in
Percentage of total fund
Zone
Total group fund
IGAs
invested in IGAs
A
26,000
B
13,500
C
153,340
D
0
E
833,334
F
125,100
G
292,500
H
851,695
I
404,800
Total
2,700,269
Source: Component A data (up to September 2002).

502,747
232,943
719,967
279,839
881,355
939,914
919,813
1,723,277
1,057,855
7,257,710
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Transfer of BWDB properties
One of the promising activities towards sustainability of the institutions is the transfer of BWDB
assets i.e., khas lands, water bodies and embankments to the nine WMAs. It is expected that WMAs
would generate income from these assets and would use the income for O&M in the post-project
period. Formal arrangements were made with each WMA both for the transfer of properties and for
the future joint O&M commitments. Necessary legal arrangements were also made with the Ministry
of Land and its relevant directorates.
Initially, the procedures for the transfer of properties started quickly. Later, however, when the
WMAs really needed to get hold of those assets, the process was delayed considerably as delineation
of khas lands took a longer time. For proper management and utilization of the leased properties, a
management guideline was prepared by Component A (Annex G).
WMAs received a total of about 167 ha of cultivable land, 106 ha of water bodies and 80 kilometers
of embankment. Component A assessed that over 1.75 million taka can be earned from leasing out
these properties annually. This implies average income per WMG member of about 40 Tk. The
variations per zone are huge.
By end of November 2002, WMAs have also deposited over one lakh taka for O&M, which
accounts for 6 percent of the assessed revenue from the le ased assets. More detail is given in Tables
14 and 15.
Table 14: Distribution of assets leased to WMAs (December 2002)
Cultivable land (ha.)
Water bodies (ha)
Embankment (km.)
Possession status
Zone Total Possession status Total Possessio n status
Total
Received
Yet
to
Received
Yet
to
Yet to
area
area
Length Received
by WMOs
A
35.22
27.35
B
30.00
16.00
C
13.36
9.00
D
22.67
18.42
E
8.69
8.10
F
2.60
2.60
G
43.40
30.36
H
7.06
1.04
I
4.15
4.15
Total 167.15
117.02
Source: CEGIS, 2002c.

receive
7.87
14.00
4.36
4.25
0.59
0
13.04
6.02
0
50.13

13.75
4.86
3.27
1.09
5.95
1.28
74.66
0.47
0.58
105.91

by WMOs
12.15
4.86
3.27
0.51
4.04
1.28
10.12
0.47
0.58
37.28

receive
1.60
0
0
0.58
1.91
0
64.54
0
0
68.63

5.00
24.00
25.00
21.00
3.00
0
3.20
0
0
81.20

by WMOs
0
24.00
25.00
21.00
3.00
0
3.20
0
0
76.20

receive
5.00
0
0
0
0
0
0
0
0
5.00

Table 15: Assessed value, WMO contribution and per member resource endowment
Assessed annual WMO contribution
Return ratio
Per member share
Number of
revenue from leased
for O&M *
(% of assessed
of assessed revenue
members
assets (in Taka)
(in Taka)
revenue)
(in Taka)
A
210,000
10,700
5.10
5,862
35.80
B
324,000
17,000
5.25
1,643
197.20
C
310,162
12,000
3.87
2,010
154.30
D
281,250
10,500
3.73
3,490
80.60
E
100,000
5,000
5.00
5,693
17.60
F
46,600
3,500
7.51
7,368
6.30
G
435,000
30,200
6.94
6,209
70.10
H
15,200
5,000
32.89
7,357
2.10
I
32,000
8,600
26.88
5,009
6.40
Total
1,754,212
102,500
5.84
44,641
39.30
Source: DCEO memo no L-5/548 dated December 01, 2002.
*Up to the end of November 2002.
Zones
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CONSTRAINTS

4.1

Socio-cultural
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Some 'implicit' socio-cultural factors were found as constraints towards institutional development in
K-JDA. At the initial stages of institutional development, some degree of reluctance and attitudinal
problems towards considering new institutions were found as constraints. However, this kind of
‘implicit’ cultural barriers mostly remained sporadic and rarely took any concrete expression. In
some zones these phenomena were even less pronounced as in other zones, which might be related
to the level of hardship and sufferings of the people that differed from zone to zone (severe hardship
may be assumed to ‘by-pass’ cultural constraints).
There were some instances of dropout from WMGs mainly due to mistrust and confusion created by
the rumors (i.e., members savings will be taken away by the BWDB after the project phases out).
As the project progressed, some constraints were observed in the form of forcible occupation of
drainage canals. Many drainage canals in the project area were illegally occupied by local influential
groups. This has undermined the control of the emerging new institutions over common resources.

4.2

Institutional
Some groups (certain sections of political activists) became critical to any BWDB intervention.
These groups acted against accepting another BWDB implemented project in the region. The later
involvement of local NGOs and their motivated activities during the formation, however, managed
to lessen further aggravation of the conflict.
Institutional development was also constrained due to opposition from ADAB. ADAB was critical
of the implementation of the physical structures and it discouraged local NGOs to engage in
partnership with the project and hence delayed the process of institutional development. Many
ADAB members with good track record of social mobilization refrained from collaborating with the
project and the project had no other option but to rely on intending NGOS whoever were available
for collaboration. In this context, options for the project for partnership with NGOs were restricted.
Although the level of participation was satisfactory, there was some tendency to monopolize
committee leadership by a few. The re-election procedures under the Cooperative rules and the bylaws of accountability to respective larger bodies have reduced the tendency of monopolizing power.
Relevant information on the formation of WMA committees in different zones is shown in Table 16.
The project document envisaged strict regulations to avoid ‘coterie’ suggesting:
"At WMA level, by-laws are needed that provide full representation of all affected groups
(landless, women, fisher folk, elderly, etc.) and ensure that WMAs do not become the tool of
a few powerful elite ." (ADB, 1993)
Some dissatisfaction was observed among the members of the WMOs who could not attend different
types of meetings. For instance, most meetings with the BWDB and consultants were attended by
the Presidents and Secretaries of the WMAs. Other members of the WMAs often felt left out and
were not happy. This sometimes threatened the cohesion of the committees.

4.3

Financial
At the WMG level, the collection of monthly savings often became irregular. Due to the
inactiveness of some development workers and poor economic condition of the family, members
could not deposit monthly savings at a time. In some villages where villagers did not receive any
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benefit from the project, they were reluctant to deposit savings in a regular manner. However, in
those areas where people suffered greatly and received visible benefits from KJDRP activities
(through the reduction of water logging or road construction), contributions were more regular.
Holding frequent meetings at WMG and WMA levels required some financial support. Moreover, at
WMA level, EC members (as they were involved in different kinds of activities related to local
water resources management issues) had to visit different parts of the area, for which no financial
support was available.
Table 16: Changes of WMA/WMF committees and other issues by zones
Changes in key positions
No. of times
(since June 2001)
WMOs
Executive
Election/selection
Status
Positions
committee formed
held
WMA - A
3
2
WMA - B
3
2
WMA - C
2
1
WMA - D
3
2
WMA - E
3
2
WMA - F
2
1
WMA - G
3
2
WMA - H
3
2
WMA - I
3
2
WMF
1
1
Source: Discussion held with DCEO in Jessore (January 28, 2003)

4.4

Changed
Changed
Unchanged
Unchanged
Changed
Unchanged
Changed
Changed
Changed
Changed

President
Secretary
NA
NA
President + Secretary
NA
President + Secretary
President + Secretary
President + Secretary
Vice-President

Statutory
The registered water management institutions had to refer to their respective generic by-laws as
guidelines. These by-laws were found useful for general institutional purposes, such as: generating
capital; income, savings and credit management; and other cooperative functions. However,
experiences showed that water management institutional activities also deal with issues beyond such
cooperative functions. This requires rather well conceived provisions that relate to the specific water
management conditions. In other words, functional water management requires integration between
management skills and technical issues (Koudstaal, 2001; CEGIS, 2002c; Mitchell, 1992). For
instance, specific guidelines for conflict handling, O&M, integrated planning, natural resources
management, financial management, etc. are an integral parts of water resources management. The
legal arrangements under the cooperative guidelines, however, can only provide generic cooperative
guidance and often create statutory complex conditions for functional water resources management.
KJDRP experiences suggest that the non-registered institutions also had some responsibilities,
though the lack of registration often meant lack of obligation. For example the WMCs, as they were
not registered, became less active. Some WMO leaders feel that the non-registered WMF hinders
greater mobilization and integration of the functioning of the Federation. It was suggested that the
WMF should have a legal status under the Department of Social Services, which would enable the
WMF to function as a larger umbrella “welfare society” incorporating all village level institutions.
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CONCLUSIONS AND RECOMMENDATIONS
Setting up institutional arrangements under the KJDRP was a unique endeavor. Through the ADBfinanced project water management institutions were developed in almost every village in the
region. Local people participated in the institutional activities with great enthusiasm contributing
from their scarce resources. Since the 1980s the suffering from water logging and the consequent
environmental crisis motivated people to work together for solving their problems in their way. The
formal establishment of WMOs under KJDRP gave the people an opportunity to institutionalize
their nascent, sporadic and informal local initiatives. Through the institution-building process,
people have got access to technical knowledge and information and have ownership of WMOs that
are gradually transforming into key organizations for integrated water resources management.
Therefore, local level institutions in the K-JDA, are envisaged to be in a process that leads to a
sustainable enabling institutional environment.
To strengthen the existing institutional structure, both vertical and horizontal coordination is
essential. BWDB is the key agency that performed a promotional role and is expected to continue
this role in future, contributing to essential parameters of sustainability i.e., capacity building,
financial autonomy, accountability and legitimacy. Continued support from the BWDB is envisaged
in the following manner:
formalize and enhance the link with WMOs and BWDB;
revise and specify tasks and mandates of relevant BWDB staffs (Extension Overseers)
in the absence of NGOs;
option for periodical progress and/or review meeting with BWDB;
institutional re-orientation (redistribution of tasks, responsibilities and procedures) along
with the cooperative by-laws to keep up the spirit of participating in water management
issues;
facilitate preparation of annual action plan for improved water management; and
long-term allocation of resources to achieve financial autonomy (presently, one-year
lease of certain assets has been offered).
However, a few observations and recommendations merit mentioning.
•

Formally a four-layer local level institutional framework is in place now. But all layers are not
functioning in a similar way. For example, the WMGs still remain weak compared to the
WMAs or the WMF. Therefore, some WMOs still remain to be strengthened and some followup support is needed. WMCs have are not functioning and have lost their relevance. This tier
should be dropped from the structure.

•

K-JDA as a region is quite large. The inter-institutional communication and coordination is
essential for a well-functioning regional water management. Follow-up support is needed to
further structure WMA and WMF coordination, in particularly for such issues as O&M and
IWRM planning. The BWDB should play a crucial role in such coordination.

•

Considering the financial sustainability of the WMOs, the past experiences elsewhere in the
country were not very promising, but the institutional arrangements developed in the K-JDA
hold a good chance to sustain. This is to a great extent due to both external and internal
financial arrangements. Externally, income will be generated from BWDB assets leased to the
WMAs, while internally WMGs have accumulated a substantial amount of savings by
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themselves. Arrangements, however, are fragile, and need careful guidance and continuous
assessment.
•

Different types of training and capacity building measures were implemented under KJDRP.
The monitoring results suggest that the WMOs became more capable of planning, conflict
handling and negotiating (EGIS, 2002; CEGIS, 2002a). To maintain the actual level of
sensitization and capability, at least at WMA and WMF level, future consultation and training
need to be carried out on a regular basis.

•

WMAs and WMGs are fully registered now, but their actual functioning is more like
cooperative societies that participate in water management. In future a more specific water
resources management oriented registration might be necessary based on by-laws and
guidelines and would explicitly serve the purpose of an effective and efficient water
management at local level.

•

Women's participation in institutions increased towards the end of the project. However,
women's participation in decision-making processes remained low and is limited with the ECs.
A lot of work has to be done in this field.

•

The KJDRP institutional arrangements lacked operational and strong relations with the Local
Government (Union Parishad), the absence of formal provisions likely being an important
reason. However, for better functioning and management of the local water resources issues, a
close and formal relationship may be necessary. Particularly in the spheres of conflict
management and management of the BWDB leased properties, local government can play an
important role.

Compared to the crisis period of the 1980s, local people are now better off to a considerable extent.
The physical drainage rehabilitation played a major role in this development, but equally important
is that the established ownership of the local people through the institutional arrangements.
The described process of development of local level institutional arrangements is a long-term
process that needs both strong internal drives and motivation and well coordinated and focused
external facilitation and guidance. During KJDRP, both were in place and cooperated effectively,
though not always smoothly. It is of major concern that in absence of KJDRP, the external
facilitation and guidance will slip away and that the route to a sustainable solution for managing the
local water resources will be interrupted in spite of the continuous internal drives and motivation.
This boils down to the well known but not yet answered key question: how to incorporate and
assimilate donor-driven project initiatives and developments into Bangladesh governance. That is a
challenge for tomorrow.
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Annotated bibliography of selected reports

Document title: Report and Recommendation of the President of the Board of Directors
on a Proposed Technical Assistance Grant to the People's Republic of Bangladesh for the
KJDRP.
Author/Published by: Asian Development Bank. November, 1993, Dhaka.

This document is considered as the ADB 'project document' for KJDRP. This is often called RRP
as well. The document sets most of the provisions for project. Inside the document, the four
components or parts of the project are outlined for the first time. In various paragraphs the
recommendations of the President of the Board of Directors were proposed to GoB. The
document also provides information on the technical and financial aspects of KJDRP. The role
and activities for each components and planned WMAs are significantly categorized in some
detail. Since the initiation of the project, this document was considered as the major guideline for
all the activities carried out in the project. The issues of institutional arrangement and beneficiary
participation are covered in the paragraphs no. 19, 20, 21, 37, 44, 49, 51, 53, 56, 59, 62, 70, 77,
78, 80, 88, 94, 95, and 96. The Beneficiary Participation Plan (BPP) that was pivotal for
institutional development is also Appendixed in this document.

&

Document title: Technical Report 3 (Revised).
Author/Published by: Khulna-Jessore Drainage Rehabilitation Project, Component A.
June, 1996

This approved and revised technical report written by the component A consultants is considered
as the major technical guideline for institutional development in KJDRP. This report sets the
guideline and technical measures for formation and development of Water Management
Association (also other layers) in the project area. The report also outlines draft by-laws for the
WMOs. Following the project document and national guidelines this technical report analyzes the
formation, functional measures and other relevant issues of institutional arrangements in some
details. If some one wants to know the initial technical aspects of institutional development in
KJDRP then this is the document to start with.

&

Document title: Beel Dakatia: Environmental Consequences of a Development Disaster.
Author/Published by: Atiur Rahman, 1995, UPL.

This book authored by an eminent economist Dr. Atiur Rahman is considered as a classic
portrayal of the waterlogging period in Beel Dakatia. This a critical overview of the development
disaster caused by formation of Polders during 1960s. The book actually yielded out of the BIDS
Social Survey Cum Action Plan study carried out under the Coastal Embankment Rehabilitation
Project. The human dimension of the tragic story of the Beel Dakatia is revealed in this book.
Both quantitative data and qualitative information are presented. An environmentalist account on
the post-CEP (or pre-KJDRP) situation is visible in this book. However, for those who would like
to compare the past present situation from an environmental or social point of view this book
could be a starting point.

41

PDO-ICZMP

&

Local Level Institutional Arrangements in K-JDA; May, 2003

Document title: Technical Reports no. 3/1
Author/Published by: Khulna-Jessore Drainage Rehabilitation Project, Component A.
August, 2002.

This is a technical report prepared by the TA consultant team of the component A. This is actually
the last published document by the component A consultant. The document provides information
on the institutional strengthening measures carried out since the initiation. It also reports on the
evaluation of the overall activities performed by the contracted NGOs in the project. The activity
together with the ToR of the consultant was also compared in this document.

&

Document title: Integrated Water Resources Management Plan
Author/Published by: CEGIS, WMF and WMAs, November, 2002

This is a participatory planning document which gives detail account of the process, results and
exercises of the two-year long comprehensive participatory Integrated Water Resources
Management (IWRM) planning exercise carried out in KJDRP. The document provides detail
methodological account of the IWRM planning exercise and provides the K-JDA Regional
IWRM plan along with the zonal IWRM plans. This document provides a clear picture of the
planning initiatives conducted through intensive consultation with different layers of WMOs in
KJDRP. A comprehensive set of zonal inventories (from all nine zones) of problems, solutions
and issues is documented in this document. If some one wants to know about the planning
capacity and the problems issues of the WMOs then this document can help a great deal. The
IWRM plans were prepared by the WMF and WMAs, and the facilitating role was played by
CEGIS.

Document title: Environmental and Social Impact Assessment of Khulna-Jessore Drainage
Rehabilitation Project
Author/Published by: EGIS, September, 1998
This is a well-compiled report conducted by a multidisciplinary team. The report holds
significance for a dual reason. Firstly, the report provides a comprehensive technical account of
environmental and social issues and the possible impact from diverse perspectives. Secondly, the
EIA/SIA report through its technical recommendations plays a decisive role in establishing the
TRM approach in KJDRP. However, for those who are interested to understand how the TRM
approach was gradually established in the K-JDA, this document could be a useful citation. The
report also provides a good information on the contemporary public consultations and institutional
perspectives as well.
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A copy of registration document of a particular WMA (in Bangla)

Synoptic translation of contents
Appendix B is a registration certificate of Water Management Association of zone F (one of nine
zones of K-JDA). This certifies that as per the Cooperative rule no. 47 of 2001 the WMA of zone
F is registered with the thana (Keshabpur thana) Cooperative office as Multi Purpose Cooperative
Society. The new name as per the registration certificate will be 'Bhadra Harihar Water
Management Multipurpose Cooperative Society Ltd'. The points mentioned in the certificate are
as follows:
-

Registration certificate number
Date of registration
Area of operation (by number of villa ge)
Signature of the Authority.
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A copy of sample by-laws of WMA (in Bangla).

Synoptic translation of contents
Appendix C is a 'by-laws' of Water Management Association of zone F. There are 46 points
mentioned in the by-laws. The major points are as follows:
-

Introduction
Name and address of the association
Area of operation
Objectives of the association
Membership
(qualification
and
disqualification)
Election of members
Fine, suspension and expulsion of members
Payments of the withdrawing, removed or
expelled members
Cessation of membership
Duties of the members
Fund and custody of funds
Credit (eligibility, interest, service charges,
objectives, account, returning etc.)
Executive Committee (EC)
Constitution of EC, qualification, vacancy etc.
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-

Authority and responsibility of the EC
Duties of the Chairman, Vice-Chairman,
Secretary and other Members of the EC
Meetings (monthly, AGM, SGM)
Repeal
Distribution of profits
Amendment of by-laws
Election system
Election of EC and general body
Election committee, Scrutiny
Distribution of bylaws and documents
Settlement of dispute
Internal supervision and audit
Representation
Seal
Dissolution
General laws
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Local Level Institutional Arrangements in K-JDA; May, 2003

A copy of a typical 'resolution' of a WMA meeting (in Bangla)

Synoptic translation of contents
Appendix D is a typical resolution of a WMA monthly meeting. The points mentioned in the
resolution are as follows:
- Meeting agenda
- Proceedings of discussions by issues
- Decision
- Signature of the meeting chairman
- Distribution list
- List of participants
- In this typical WMA meeting resolution five issues were discussed
and five decisions were made as well.
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Local Level Institutional Arrangements in K-JDA; May, 2003

A copy of a typical 'resolution' of a WMF meeting (in Bangla)

Synoptic translation of contents
Appendix E is a typical resolution of a WMF monthly meeting. This particular meeting was held
at Khulna. The issues mentioned in the resolution are as follows:
-

Proceedings of previous meeting and sought approval
Discussions held on: O&M manual, zone specific issues and
problems, general issues in the project area (overall)
Decisions (on 14 issues)
Signature of the WMF Chairman
Distribution list
List of participants
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Local Level Institutional Arrangements in K-JDA; May, 2003

A copy of draft by-laws of WMF (in Bangla)

Synoptic translation of contents
Appendix F is the draft by-laws that is in practice for Water Management Federation (WMF) in KJDA. The major points outlined in the by-laws are as follows:
-

Aims and objectives
General membership
Executive Committee (EC)
Power and function of EC
Election procedure
Duties and responsibilities of EC (Chairman, Vice-Chairman, Secretary,
Joint Secretary, Treasurer and Members)
Rules for meetings (Governing, general, procedures, requisitions etc.)
Security of funds and disbursement procedure
Audit of accounts
Transfer of responsibilities, etc.
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Local Level Institutional Arrangements in K-JDA; May, 2003

A copy of management guidelines for leased properties (in Bangla)

Synoptic translation of contents
Appendix G is a management guideline of leasing properties to WMAs. The document was
prepared by the Component A of KJDRP. The major points of this guideline are as follows:
-

Introduction
Duties and responsibilities of WMAs (8 points discussed)
Duties and responsibilities of WMGs (5 points discussed)
Duties and responsibilities of WMFs (5 points discussed)
Returns from the leased properties
Resolution of potentia l conflicts, and
Amendment
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Local Level Institutional Arrangements in K-JDA; May, 2003

A copy of leasing agreement of properties between BWDB-WMA (in Bangla)

Synoptic translation of contents
Appendix G is a leasing agreement of properties between WMAs and BWDB. This particular
legal agreement on a non- judicial stamp is between WMA of zone D and Khulna O&M division.
The major points of this agreement are as follows:
-

Parties involved
Objectives of the agreement
Duties and responsibilities of the implementing agency (BWDB),
and
Duties and responsibilities of the WMA
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A copy of 'KJDRP Barta' (English newsletter) published by Component-A
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Local Level Institutional Arrangements in K-JDA; May, 2003

A copy of 'KJDRP Barta' (Bangla newsletter) published by Component-A
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A sample leaflet that was distributed in information campaign (in Bangla)
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