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,... _ ; _:_,_: :_l ::.1{Ry

Based oll successful olltcome of ADB-su:: -.:: .r:- j::i-- :--_;::s. Small Scale \\ia::i :r..,_-:.. p:c,iect(ss\t'R-1) and SSWR-2 of LGED, which =r .:::: ---: -::-:-i:.: -:;u:ed rurar povert,v, thr:-;- .-. :-;.:,:n ,risttlall scaleinfrastructuresmanagedbl'cc::, .,-:1jr- 'i.:::\,1-:i=r--"entcooperativeAssc::: --, ,,,,.11r..r.co'erntttent of Bangladesh(GoB) requesii: '---.- ' ;::-r::: ..-;_.. and the pSSWRSp .,.... -: __=: _ :f e.ADB countrY strategy and program. A loan :::r=-:-" ,,-- ::t:l:c:: be:-.i3gn GOB and ADB in _\=:: _ . :The prrject has since been working rl'ithi.: .. --r.:..-.iiei ins:ir'Lriirai and policy frame.,r: .. -= .-_r!lIntesrated \\'ater Resources Management L:.: .-,i,:-i,:_' ..r3-: e:-iiiii_<heC ;n 1004 as LGED focal r: :. ._- ., ::.:resources developnrent and it is strategicaltr., : :::: -_ :_Fp,:,n rire p:,:jeu-t. .{s a partner Agen:i i"_._ .. .::,,.Jjsirjct and Upazila levels, is for providin_u s-t:,: :: -..:e i\1,1C.{s 3o insritutions (through re_:..::._ __ _:_._suiuron and promotional savings and loan facil:;:.:-
Panrcipaton water management practice has bee: ::::.,;ir nerr and ir is only.developing in Bansl.::.- : r l:
11'=?^ra are also trying to introduce par:i;;r'-:: :: ireir prcject de'elopment process. Compa:": _ -_:;.
LCED's approach towards drawing participaricn r :.. :-,;-s ci prc-ie;r derelopment has been more s'r--::_-:: :-:
focused rhroughaprolongedpracticesfircetrate]ig-rs.LGEDhasbeenabletoeducateitssubprojec:r€-.'.:--:j
and other srakeholders in 6l districts regarding ihe ;iscipline ard Ercs and cons of participation. T_: _ -:::_..Itouever. is moderate in terms of prov'idine a neu cuilture in r,..iral Ba.-lgladesh ,egu.aiig warer_Lj. :.r:r_;_
institutional mechanism. ---'o

critically speaking PSSWRSP has a number of areas to dedop ffier wie rcspcct to WMCA devdryear ud
as folloris:

l' the project needs to accord necessary pro,,'ision for developmen: cf D:f's own knowledge a,no:.. ,;:
addressing broader issues of water management in wMCAs like those tcr inregraine all water-related lr1c3 :..:ggm:Ij 

119 lgn:governTent aggnsies iI the inlere.st of respecrive \\ \{c {s' troiistic improvementt' the proJect may make provisions for developing trairun-s rn.rrtlrlr lqLpocira wuce-member.. -s:i_forconflictmanagement'ski|ldevelopm"n,"i,,','"*"erresOui:3!:,
increasing water productivity etc. - '--'--e

3' Quarterly coordination meeting of LGED and DoC at FiQ su-ried ,,rell and continued for 4 consec::i;:
meetings up to l8n September,2013 but has ceased to be hei,l anx] m,o,re, These meetings had necessr: irencouragingoutcomeswhichtriggerea*ffie]r,rrresoll.inglongstandingjssues,Is
immediate result has been reopening of hitherto abandoned quaner{1 n'reetings at District and Upazila lerels onstatusofwMCAperformance.Itis,therefor",ndatlo;ai|erel
together will be the key to sustain WMCA institutiolnilG.,rgtf,

spectsofcooperativemaj.]agemenIanddevelopmentmaybecrucia][or
the future' Few new wMCAs which are losing ground due to ininal uealoesses of formation deserve iriticaj

:T'j:T :T y"::::111*ep.orts of Doc..1nar i:licate the status of \\ \IcA operarions. Divisionat Joint Regisrranof DOC nray be entrusted with for ng awareness ofDCOs, UCOs of \!'I{C.{s.
ln short mentoring of WMCA executives and DOC officials and regular and effective monitorir"vn v^euuuvsr arru r-r\Jt ulllclals ano regular and ettective monitofing at HQ andfield are the key factors for wMCA improvement and sustainabilitl . Technical Assistance to DoC with morepractical and on-site WMCA development perspectives (detailed in this repon further) is felt necessary.
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FINAL REPORT

DoC-Support component of psswRsp (ADB Loan 2s42(sE)

t. Preface

This is the closing repoft of the Consultants supportingthe Water Cell of the Department of
Cooperatives (DoC) on completion of its tenure of 3 years from January,. 2012.It became
increasingly imponant, as the support progressed towards the end, to hi_ehlight the valuable and
significant issues. based on experience.

The srnall scale water resources sector project of LGED is a vital part of broader national
objective, alnong others, of (i) managing surface water efficiently and effectively and (ii) drawing
participation from the stakeholders in water resources within the confines of small hydrological
units of land and water for sustainability of the water management systems and reduction of
poverry through increase of production, consumption and employment in rural areas of
Bangladesh.

The job. a' defined in the LGED Small Scale Water Sector Project documen! is complex and
to achieve it is an uphill task. While National Water Policy-1999 and Guidelines for Participatory
Water Manasement (GPWM)-2001 require formal participation of local stakeholders to manage
local water resources, actual participation on the ground has remained a far cry in almost all water
sector agencies. This is only in Small Scale Water Sector in LGED that the Guidelines has been
translated into practices and being attempted to implement as far as possible since late 1990s. The
ongoing ADB,'IFAD-assisted PSWWRSP and JBlC-assisted SSWRDP have set up concrete
guidelines while framing the Subproject implementation process. LGED has 4 stages and 38 steps
to involve all possible water sector stakeholders from identification to operation and maintenance
stage. The subproject planning and implementation process, meticulously designed to derive
participation from stakeholders, have faced limitations in terms of existing social power structure,
want of good leadership and enabling environmenl time- constraint in adequately covering the
planning, desigrr, implementation and, particularly, formation of Water Management
Cooperatives.

Department of Cooperatives has been made responsible for registering the Water
Magagement Cooperatives Associations (WMCAs) under Cooperative Act and for conducting
statritory and promotional activities of the WMCAs aimed towards sustainability of benefits from
the water management systems and from cooperative activities.
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2. Looking Bacl< at the ToR of -icll

The assigrrlent of the Deputl Teai.-, -.-=- :.---:.:: ,- -1 .'' December. 20 l-1. Ti-le siaius of his

corlpletion ,,'rs-d-vis the Terms of R:;t::::. -.: t:-I .. . - : ,. 
-=

Assignment as per TOR S:::,. :; ,f .rmpletior-t

Provide all support to PMO trtd DOC in
irnpl ementi ng the subprojects

1. Subn-.ined QPR and Monitcr-::1=r:i-.s ir
time i 11 QPRs and Monitorin_g R::':r:. i-:, rlc:

l01l till June 2014 ) and supr::,.:: i-*
*hen asked

Support PMO/DoC to establish Yirt€r
in the Department of Cooperatives

l, Prepared formal Proposal i'c,r ;s::r : : -
\\ aier Cell and submitted vide App::- ,.-- :. .-:
Dran Interim Reporl of Consui-:-. :-, . --;
lUnl. Br,t \\'ater Cell set up with pai:: *: J,Jr-
otllcials and 1 fuil time DEO, which ,s ,i:-"" ::

Act as Team Leader in absence of
lnternational Team Leader

Prepare an Organogram for the Cell 4. Proposed r ide Appendix-4 as stated ab.r,, e

Prepare ToR for the Cell 5, Prepared ride Appendix-4 as

Prepare ToR for staffing of the Cell 6. Prepued vide Appendix-4 as mentioned above

In collaboration with LCED develop

mdehanism to establish effective linkage

between the Cell and LGED's IWRM

7. Water Cell and IWRM now effectiveli' linked.

Reports shared, observations received and

addressed, Ers applicable. LGED District and

-

Upazila Engineers arrange monthly meetings

";
time to time.
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In collaboraric,n ,,i.irh LGED arrd the Cell
develop performance criteria for WMCAs
which will t'eed into MIS and capacity
building plan

8. WMCA pe.fo.mffi
developed in .i6=lioiirtionTj., pMo. ptc,
IWRM and Water Cell. The criteria lrave been
used while monitorine WMCA performance since
Oct 2012. These dala need to be coordinated
with IWRMU dara ror confirmation.

SLrpport dereloping the database and

moriitoring of \\rMCA in collaboration with
IWRM MIS Specialist

9. Monitoring Daraba:e developed in DoC in
close collaborarion rrith LGED and monitoring
reports being prepared regularly

Identify opportunities of .strengthening
coordination through information sharing
and data interpretation to respond to the

evolving WMCA needs

I l. Opportunities identified: quarterly
coordination meetings held for 4 quarters.
(beginning from 14111/2012 till tB/09/ZOt3.
Under LGED/IWRMU initiative, district level
coordination has started.

A Revised MOU drafted and discussed in
coordination meetings, but ultimately not 

i

Support in preparing the quarterly and

Ann ual performance report
12. Supported as and when needed.

The said status was duly presented during the meeting of the ADB/IFaOZCOB Joint review Mission with
DOC Officials on l5'h December, 2014. Moreover, the Quarterly Progress Reports of DTL and
Monitoring Reports on WMCAs (submitted regularly by DTL) have ample data and information on the
actiVitieSperformedduringtheconsultancyperiod.

I.

3. ' Judtilication of the support to DoC from the Project AI)B Loan No BAN2542 SF

Remarks of the Joint Review Mission (7-24lune,2014) is relevant here to cite, "... with support from the
Project, a Water Cell has been established in DOC. Establishment of a Water Cell is justified as WMCAs
have a different nature from regular primary cooperatives, given that their establishment is a prerequisite
for small scale water resources development, and given that their membership is relatively large."
However, justifications of the individual consultants for DOC strengthening are given below in brief:

i)

8.

9.

10.
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3.1 Justification ofthe Positi-':i - .-- -::- -', " --:-rr'trr't Consultants

(i) Tearn Leader: The Team L:':.: i -:-- ' ': ; =--:t i,r, provide in three in:u:s t. '.ri;h
trro had been conrpleted inJune. -: :. ': - -- i:= :;,=','.-.cheduled in rnid-F:br-.-. - ll
Bu tlr. lurt unit * pp.d.
The ilro inputs were productiv'e: i.=. ..; ' :' -'iRi"fl--. PIL' ;,:nsultants, JICA-supp;r=: .-.."
scale development consultants ano Jl.:, -i':,r,s .'iei: mainl)' initiated; revier,,. ,:': = = =-:
literature. finning up of the uori^,: :.:., ', si:tng suL,pr,:iec:s and meeting reie.''- ':-.-
authorities in LGED and ADB/BL\1 ::: ',,::: .rccesslulll accomplished.

His technical expertise could be ,::.,".:: :;,ng his remaining input in terms oi i-: .', --:

I\\'fu\.Ilri VIIS data and improving th: :.'.:;: ;:, cI,:se collaboration with LGED functior.: -.

f ii) Deputv Team Leader: This p,.-,; l:r';as prorided the longest duration of 3'.':. .-'
lCrlltoDec2014).Theinpr-rthasbeei-,s-;:ess;r.:l11 completed(pleaseseesection-2abo'.:

\\'hile the activities mentioned jn TOR rieie ail tbcused louards del'eloping formal stt': =.- --

DOC like suppoft to PMO, suppon ro es;aL,lish \\'ater Ce1l. preparing TOR and Organ.-::.- -'
the Cell. developing WMCA performance criteria- supporiing database development et: -:-".
informal activities were to be done in terrns of mentoring the relerant DOC officials fo:'-;--.
perceiving their role in sustaining the \\'\ICAs. lvforeover. Xack of resources for deri:: -=

WMCA performance- monitoring softrvare \i'as a gap.

But it was due ro a very positive attitude of PD/PMO, PSS\\'RSP that the DJL's activities fii.
[ould realize desired fruits in flowing terrns:

L a pool of DOC Officials (in HQ and in Dir isions r got intensely trained, interes:::

in WMCA development, monitoring and susuinabrliq'

2. the Water Cell has been formalli recognized rr irhin DOC as a regular and r.i:i-:::

section with full time dedicated Data Enq Operator rihich rias noRex]sting before

3. a workable software has been in place Io continue operating atalarge sca,e:,:'

accommodate data of all the existing and upcoi-ning subprojects of LGED and aui,:

generate reports for the management

4. the District level Inspectors have been oriented towards visiting WtlC.+s a

number of times during a year for the interest of providing correct data for the Water Celi

ii"' 5. the system has confirmed that the Cell Phone numbers of all Chairmen and

Secretaries oi WtUCa, exist and LGED or DOC management can access them as aM

when necessary.

6. a strong format for reporting status of WMCAs semiannually has been achieved

and being pursued by the Cell
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'r;-: Entry Operator has been trained to c.-:, .-: liler data befbre insening into
. -; r. r =: .nd recheck after dummies are printe,l b:-. " -;-ai oublication

special training needs for WMCA office bearers have been outlined and reported
ftnrterly Progress Reports (QPRs) for managemmt to pursue, which is believed to be
xxlxrerse help for WMCAs to sustain

:'i aier Cell is strong enough to handle data a:.: ::: rsh iepofis in absence ofDTL

r '' Orerall, DOC has owned the WMCA-phrnrs.';i-.-. s a national instrument to
iy :: --;ss poverty reduction objectives ttfough water na]i:g-nent.

(iii) T:: :ine and Media Specialist: This Specialist had a rhree-month continuous input. He
produce: . Report on which few observations were made from s0rne corners. The Report was
finallr su:nined to PD/PMO.

(iv) Le-eal Expert: This Expert had also three-month interminent input, completed on 3l',
l Decem b'e r. 2012 and his report was not submitted as far as understood.

4.

1

Observations on ToR Stipulations vis-a-vis practical Needs

It is essential now to look back as to how far the TOR stipulations have been in line with practical
needs of DOC strengthening. Summarily, the TOR stipulations were largely agreeing with
practicai needs of TL and DTL except a few points for other nvo positions as below:

For Trainine and Media Specialist
a. the input as a Media Specialist remained unaddressed . 'l'
b. the input as a Training Specialist could be designed to iddress more practical needs of
WlvlCAs like for (i) developing training materiats for DOC, (ii) testing materials in a few events
as problem-solving tools, (iii) guiding DOC ofticials to be good evaluators of training when joint
training programs are held in cZTI's or in Cooperatives Training Academy in BARD

For Leml (Cooperative Law) Specialist
a. the input could be given to produce more practice-oriented and focused guidelines to
prepare Bye-Laws
b. the TOR for the Expert could include an assignment to get the said Guidelines followed
by fg,w WMCAs and to elicit a really WMCA-evolved Bye-Law on the ground (as in most cases
the Bye-Laws are typical and made out externally by local cooperative officers.

,)
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of LGED end
The response from PD/PMQ I"GET)
LGED and DOC Officials urere ako
while in field for subproject visit
BesidesPD/PMO,otherhigi-;:1.-.:l -.-;.s ,l!. 1.,:E.SE/IWRMU)inciu,:;n: pDSS\\Rp
and Tearn Leader, JICA-supr_.:=_ S_i ; _--.SP -"ie:e ,.::. responsive to the needs,:,i.-: ?SSr,\ RSp
Consultants. PIU Consultants '.,. i:- ' : _ : ,,_,[3::i]', : .:i ai i t-espects.
DOC's response to the pro-r.:: -:-::.:: :a: be:n F,:_,;tir.e all along. DOC :i--.,,::: c-:l-jce
accommodation. three indepe:rce::::::iei ia;riir::s and printers, with internei:----::: -.1 :n
each of the tlrree workstations an: " :;:_t:r ,,r airn hc,spitabilitl,,.

6. Implications of the Suppon for the Furure \\}ICA Developments

The DOC-Suppolt Consultancl cun.-.s.:-.t three ..ears has a strong irnplication l,:: :-: ::.: l 
=,

suppon for the project during the rerr,ai:iing time up ro 1017 iu,hich may extend jn ;--i:s: :,f : :::
ior practical needs). The implications al-e as foiloiis:
l- tf any expertise suppfrt is prrovitled to DOC, *ris will necessarily be of rctafl rffi.rne: for
specific needs andJgr short penod,onJl. For example: on-sire mentoring 6pffift,"
bearers regarding savinp increase stme collectioru prodwtive lending operatior dividend
distributiorL networ*ing with local Upaila atrd NGO entities for sharing variorn sumorts
programs of the government, taking latest technolog for mrarginal gains in agricul;;i-= ;::3r
development, skill development etc.

Further shoft term suppon ls e ed ro der,erop specialized skill in wM cc,,3-:":, ,:,
tralnlng: developing training modules. materials and skill tbr rr.ater sector projects ri-jr, : lrl.,l
which lacks in these respects at the moment
3. An MIS Specialist's Technical support rvill be needed for immediate deveiopn-;:: ::
stronger monitoring software than what is being used nori. The present software is der::;ei
upon ACCESS program of the Computer nhich is not cornpatible with MIS based on si:u,:Ja.l
programs. For long term sustainabilitl' and compatibilitl of rhe system with LGED ani ,uher
organization, such an MIS has to be developed and personnel trained
4'..FaciIitators',iatelyafterimpIemenutron1S
completed is a practical need exnerienced during the rhree vears, to achieve sustainaL,iiiry cfl
WMCAs' Initially these Facilitators may be on Projecr Accoun! which may be tranite6ed ro
WMCA's own accounts when WMCAs are strong enough to pay those from themsell,es. This js

a proposal, just for consideration of the superior management.
5. .!; IWRMU is the focal point of LGED for O&M and sustainability of small scale rraler
management systems developed through the present PSSWRSP and SSWRSP. DOC has also ro

5.

very positive in all respects. The field-level
, in supporting the D0C-suppol-t consultants

be equally strong and equipped with materials, equipment and transports. More close and regular
tS,ton unaioint a.tirities of DoC and IWRMU is sin.-orr-n.,n r.'. n.;nniffilcted and
sustained fits of the su For about a thousand WMCAs so

traini ng: devel op'i-ng training modules. materials
which lacks in these respects at the moment

coinpatibly (with IWRM
As.
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7. Conclusions

DOC has been aptll' responsive and progressively competent so far to meet the needs of an
increasitrglr Iarse number of water sector subprojects which are. by all means, different frorn
DOC's standard Cooperatives. But there is no scope to be complacent with the achievernent so
far, because there are furlher potentials for WMCAs to grou, and contribute to the national
econom). Besides this secondary field (cooperative activities), WMCAs have their primary field
of agricultural. t-lsheries and other production frontiers where the same members have been
contributing to the growth of GNP in agriculture sector for which DOC has a role too to play.

The need tbr supporting DoC further is, therefore, obvious (please see Section-6 above). The
scarcer is the availability of water for rural agriculture and fisheries, the more complex is its
management through cooperatives. Ihe functionaries of DoC hove to be groorued up
appropriatel,- through constant training home and abroad to cater the dynamic needs of water
cooperatives (conflict management. skill development, leadership development, networking,
economizingwater resouries by increasingwater productivity etc), Simultaneously, development
of training @training equipment, transports anAAttxiiary other supports
.<;: ; 1-tfioe are sine-qua-non for overill through cooperatives.

be inadequate; a comprehensive assessment of the
DoC needs ond identification of definite source(s) offund is, therefore, ttrgent lest the completed, 'l
ongoing and upcoming billions of Dollar projects in water sector should suffer due to lor, -
capacirv' of DoC in producing and sustaining the stipulated benefits.

At present, mutual cohesion of activities and closer understanding between DoC and LGED for
further orchestrating the valuable experience and resources together to elevate the performance of
WMCAs are the most expected initiative to be taken by managers of concerned organizations. To
cite the statement of ADB/IFAD/GOB Joint_Bgyig1v Misstpn (07 -18 December, ZOl4) *--------
recommendstheIRw@there@r-rc-o-rdinationwithWaterCellandto

.v INB All the documents and
submitted to PD/PSSWRSP,

reports produced so far by the DTL have been copied in a CD and
LGED for his records along with this Final report.l

THE END
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