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INTRODUCTION

1. WORKING WITH GOVERNMENT IN THE CONTEXT OF
MULTILATERAL/BILATERAL PROJECTS

Warking with Governmenl is nol new MEDs have been
recognised for years as institutions thal have a role lo pay in official
programmas (0 eradicale poverny Organisations like CAPART [C-oun-
ell for the Advancemsnd of Peapla's Action and Rural Technology) set
ug to manage Govemnment funds 1or programimes implamarted by
MEOs have even made provision in ther Goveming Bodies for NGO
representation and modified the various anll-poverty schaires to pro
vide space for peoplas paricipation. NGOs also collaborata with wvar
aus Govarnment Dapatments bolh at the Cenlre and the State and
raceive funds directly from them. The five case siudies |n ihis publica-
tion do ol cover his palle of relationship batween movarnmanl and
MGE0s, where the NGO alons is operational, They relals primarky 10
nroiects in the social secler fundsd by Mulliateral o Bilateral Agen-
cles (relpled to Goverpments or (e LIN] in which the Govetnmenl ol
lncdia is the primary slakebolder, DU N which increasingly HGOs are
baing g lyed in o formal way iheough agresments which spell gl
their funclicns. The NGOs in this patierm of mtenvention relate wih
o Government Agencies, where one al legsl (Local Governmentd) 15
operational, Often the M/B Agency alsc has representalives that re-
lsta operationally. Mulidaleral/Bilateral Agencies and National Gov
amments have been accustomed 1o work with aach other, enler the
GO and i is no longer businass as usual For Myrada, thesa ive
axpariences spread over len years have provided a useful learming
ewmperience which this pubkcation allempls 1o share, Viewod, as thay
ara, through Myrada’s eyes, soma comments may be consirusd as
bigsed: the infention, however, B pnmarily to suppor a paltémn of in-
tervention that provides potential for highes quality of Impact. Upscaing
\0 cover & wider area, and renewal both within the NGO and Goveame
mant systems. An analysis of this triangke of refationships (M/B-Gavt
NGO i vulnarable 1o criticisms from all quarters; # is said thal feols
rush i where angels fear to tread; o this analysis is considered to be
an effort of a foal, 5o be it!

The major assurmption on which Myrada's Inlervention in these
five projects is based is that both the Governman and the NGCs have
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comparaiive advantiages which, if recognised and respeciod by bath
intervenors, establishes a synergy in intervention which ralses its el-
factiveness imierms of achieving tha objective of equity and increases
the polential of susiainability of the impact of the investment. The les-
gong learmt from these case studies indicate that this collaborative
stirateqy is appropriale to achieve these objectives as well as lo up-
scale the programme, provided several supportiva inferventions ars
provided and budgstad for during planning; the nature of these sup-
portive intervantions have been described al the and of each cass

siLsdy.

A stralegy based on comparnative advantages of the inlanve-
nofs requires that one does not croas the line to take the lead in the
ares where the other inlervenor has proven axpartise at the field level
and adequats organisational back-up to intervens with confidence. it
also requiras thal intervenors interact fraquantly and at different lav-
gls lo share and resolve issues (hat anise during the project cycle;
ghove ail #f requires madership in all mtervenors which recognises ihe
value of such collaborative interventions and has the commitment re-
guired 1o make them a SuGcess

Working with Governments as a strategy of intervention and
upsacaling s at times viewed critically as a strategy thal makes the
NGO vulnarable 19 ba "co-opted” by Governmenl. Myrada's expen-
ence indicates thal A is the traditional pattern of NGO funding by Gow-
gmment that primarly fosters a development strategy driven by the
pressure to deliver goods and services which, infact, makes the NGOs
more vulnerable 1o be co-opted. The strategy analysed here which is
based on the comparative advamages of the NGO and the Govem-
ment, provides each intervanor with the space lo respact the athers'
strangths; the NGO hera is not co-opted with the intenfion of neut ralising
its cutting edge; instead its strengths are used 1o improve the guality
of the intervention

The intervention of NGOs in MullilateralBilsteral projects is
largely based on the comparative advantage of NGOs to foster the
growth of peoplas' institutions which are appropriate to regenerate
and manage the resource targeted, whather it be credit, milk, forests
or lands under various forms of ownership and use. I is through these
Institutions that the poor participate in the process that promotes theie
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increasing access to and control of resources even after the project
ends. This alss imples tha! only those NGOs who have this compara-
tive advantage or who have the potential 1o acquire i are equipped fo
play an effective role in any collaborative intervention. NGOs do not
gualify because they are NGOs even through they may work in nural
areas where most of these projects are located, they must also have
the experience o polential o deliver the oulput required to achieve
the objectives of the project and to sustain the impacl

There are other features that intervening organksations need
o acquire to achieve a synergy throughout the project period, lika the
ability ko sbsorb and institutionalize innovative and pariicipalony
sirategies, organisational support for innovation and flexibility, the ability
to work fogether, fo be adequately transparent, to avoid hidden agen-
das and to be commitied 1o handing over the lead lo peoples instilu-
fions, These attibuies do not come easily; they require leadership
with a visfon, constant review and analysis of experience, the abiliy
and commitment o leam from and respect one another's sirengths.

Cne of the words freguently used throughout ths analysis
“paricipation”; since this analysis does nol focus on This concepl or
aspect of intervention, a brief comment here will be in place. Lilke any
new and powerful concept, padicipation of people in development strat-
egy has expleded in development Iterature. Unfortunately like amy
papular cancepd 11 15 alse subject 1o a vanety of interpretaticns. Each
one lends o inlarprel pardicipation in 2 way wilh which ha or she feals
comforable The demands of a padicipalive siralegy thalinfluence all
slages of the proect cycle, however, are uncomfordable and disiurb-
ing, Unfortunately, in actual practice paricipation is often imited io
tha initial siages whare the objective of intervention i lo create aware-
ness and, during tha pasi 5 years, extended o the planning process,
For implemanting organisalions, participation up o this level is an in-
teresting, comierable and at times a comiorting experience; it does,
hawever, prasent problams for planners who are accusiomed 1o tradi-
tional icols and fesl threatened by the use of new ones, they often Iry
1o lower the value of participatory lools by claiming that they do nol
stand up 1o "professional” standards. For paricipation 1o become an

mal affective dimension in & i i
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crgansationsl and siiMudingl change in the intervening metiiulions
and by change in the secio-economis relalions in socisty it is in these
seciors (hal padicipation becomes disturbing, For MultilateralBilat-
eral Agencies 1o foster participation up to 8 ceraln level, but 1o with-
draw from meeting ihe challangas thal it generatas as i goes furher
s lo loze credibility

The tools of participation in the initial stages, whera the objec
lives are to create awarenass and to plan, are available (PRA is one)
the results are vizibks and can ba pholographed to good effect. Thess
lools by themselves, howaver, are not appropriate to identily, bring
out and change relalions thatl support and legitimise a sociely whers .J
small group holds economic, social and political power. |t s hase re.
Iations. which have an impacl on the process of padicipation In Bijd.
geting, mmplemanialion and on gomo managment, The tools that are
approprate o make paticpabon effective in these seclors are =i
inadequale and even these ara nol readily available. For participation
lo be effectiva in these seclors also requires Intervention in the
organdsalional culture and sysliems of inlenenors: few projects have
providaed space and resources for this intervertion, The Wastem Ghais
praject supported by ODA of the UK. is an exception

Z WHY DOES MYRADA GET INVOLVED IN M\B PROJECTS?

Why did Myrads choose to work with Government within g
project suppored by Multilaieral or Bilateral Agencias? The maijor pag-
zons were hal il offered 5n opportunity 1o influsnce polcy snd pra g
fice in favour of the rural poor. and 1o upscale is Inlervention withouwt 2
substantial increase in the scale of its stalf and operations. From its
hid exparsnce, Myrada realisad that ;

i the eenvice delivery approach thal it had adopted in the early
80s had o be complamentad by a strong thrust to busld pecples
inshitutions based an salf help before substanijal investmeants
of iunds. These instilulions had to be of the poor for the cbjec-
tve of equity 1o be achisved. They would be encouraged to
form Apex groups and lo davelop Enkages with crganisations
providing inpuls once their insttutional strenglhs were estab-
lished. These instiulions and inkagas would provide the basis
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for sustalnabilty, allowing Myrada to withdraw, superience
proved that such instituticns had the pelantial for susta trugblity,
equlty ‘and spread . Tharsfore, as it gained exparience in in-
stitufion I:uiE-:Iir-g-_ Myrada movad ELIELY from a eltrale T bhasad
abmosl entirely on service delivery o one that gave pricrity 1o
toslening self hedp and a process that led to the emergence
and growth of pacples mstitutions with the polential for edquily,
sustalnabilily and spread

if it worked ipgether with Government stafl jn a pilot leeming
project, where Myrada confributed its comparative strengths
refating lo the bullding of institutions appropriate to the re-
source to be managed (be it credil, walershads or forests)
the Government staff working together with Myrada on the
projct could absorb these leamings and use them in #s other
projects of a similar nature. This spread and depth in axpen-
ence wollld provide the basis for changas in polcy required fo

I i adopted this sirategy il_need ool stad profecls o BVEry
area that required intervention or even from where requests
from Government and pecple came in. In fact, Myrada would
have expandad 1o ai least 5 times s present size i1 i had
rasponded lo all reguests it received batwean 1988 and 1902,
The alternative was clear, Myrada had (o influence Govern-

ment policy end practice so that they would suppod_both the
growih and functioning of these peaplas instilutions and ihe

Ba.

Iy rada di ered hall Muliisieral and Eilaleral projects
pffered 8 wide scope o achisve these obisclives. In all the
five cases the initiative to involve an NGO(s) was isken by the
extanal agency with aclive support from the Govermnment of
India. Innona of the cases did MYRADA sctively bid or lobby
io get involved, The major reason that prompiad the exiermal
agencies to imvolve NGOs was the expectation that they had
a comparalive advantage in meblising peoples paricipation

How participation would be translated by the NGOs nlo a




development sirategy that foslered equity, sppropriate pecples
inatiutions and susiainable impact in e conbex of 3 paricu

lar project was naot always clear at tha baginning, as many of
thesa infliatives wara the first that thay had undaraken in that
particular sector, though they had experiance of faslenng par-
licipative development stralegies in others. M/B agenciss pro

vided suppert 1o Myrada and NGOs throughout the project in
varying degrees lo creals an environment thal fostered the
ohjectives or equity and sustainability ; this suppor Was also
provided by NABARD in the programme to upscale The Self
Hsalp Growp strateqy

in order {o nfluence policy, mera discussion and aven lobby-
ing with policy makers was inadequate; Myrada had le show
avidence thal what it was suggesling as a resull of ils axper-
ance and inlarsction with paople coulkd be dons suScessiully
in_the fiald i pecples instiutions could emerge ouf of the
miodivation o helo themsaehvas and continus o save, land and
repay, i they could manage to plan, budgst implement and
manage programmas To regenerals and sustain resources in
the micro watersheds and degraded fores! areas, then senio
Gavernment officers who were opan 1o such allemalive sys-
tams would ba willing 10 accept them  and jn & position to
convince their doubting colleagues of the validity of such stral-
egiss. The concept however has to be clear and the field ex
perimant transparent and successful for the slratagy to have
potential for upscaling; it is because the sedf help group and
watarshed management experiences of Myrada scquired
thess faalures that their polantial for upscalling is high

once initiatives 1o change policy were laken based on amplé
avidence on the field of the success of these innovative stral-
egies, a Mmajer raining and exposure programme could De
launched by senior officers for the middle level admnista:
fops: no doubt other condiions wara required like incanlives
recognition, reduced transaction costs and effort, & new
organisational culture that motivaled officers o be maora miter
aclive, ransparent in operations, parficipalive and in ganeral
"people frendly”; but these could be addrassed once the IW0
assantial conditions mentiched above were in place,
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namely - sentor staff and new policies which weare supportive
of the mtiatve and a successtul expanmeant in the fisld ona
suficiantly large scale.

This siratedgy Lo upecaka howasver, required thal Myrada's sira-
tegic infarvention had to be flexible enough o respond 1o the dermands
and needs thal arose in sach collaborative project. In some i infer-
vaned with a comparativaly large nuember of stalf who were opera-
tioral, like in Gulbarga and Dharmapur; in others it placed a few staif
im the field to focus on training and on micro planning, as in the West-
grn Ghals Project whene there are just 4 staff in the Distrct, |n somea
casas il had o refuse 1o accept roles offered by the Government and
tha M'B in order 1o preserve its siralegic options,; for exampde in the
Westam Ghals Forestry Programme, Myrada did not accept the role
al l,'l'lil'lF";r_!:IIr:H funds e NGOs because it fali that this role would re-
duce the effectivensss of ils imtervention and even compromise #s
pesition.

Tha live projscts mn this ludy record :'."':I-l.'i-:'l.'- 5 BEpENENCE OVEer
13 years in working with tha QGovernmeani in the confext of MB
Programmes. There were wo cases where Myrade was invalved in
changing policy and practice oulside the context  of a MAB Programme
The first was m the nitiative 1o make cradit accessibke to the poor
through self hielp groups, which could be linked directly to Banks. This
innovation was initiated by NABARD and Myrada. Myrada approached
NABARD in the mid B0's with a raquest 1o support its efions 1o evolve
an alternate credit system for the poor NABARD nol only supported
this. initiative but took ownership by providing & significant amount of
monsy under its B & D programme. This model hes now spread
throughout the couniny. The second was in the Devadasi programme
where, instead of initiating & project of its own in respense to
Govermment's request, Myrade depuled experiancad staff to the Gov-
ernmant who took leadership of the programme. This ensured that
the programme would be led by experienced slalf, thal i would be
firmly based on peoples perceptions and stralegies thal evolved from
closa mteraction with people affected, that thars would ba continuity
of stafl and leadership in the Govermnment programmea and that there
would ba & grealer chance fora synergy lo emarge among the var
ous mtenvanors namely the Governmeant, Myrada {which starled a small
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the area to suppor the Govemment ging} and olher mier

This project was innovalive and provided a fertile
uf it did not inclieda upscaling as an abjecive

project in
gcted organisalons
ground for learming b

its collaboration with Govern-

Myrada has faced crilicism ouer il
overnment officials have

ane hand, while on the other many G
anprassed (hair concerm that NGOs are encroaching on whial was hilh

srio considered Government territory, narmsly the ErEI':.:l'.EElI"'.:-I'I.D| pov
arty. Myrada's responsa 18 clear; o the crilics of collaboraiian i poings
out that the comparstive adyantages df 1@.@&1&3%3@@
complimanl each oinegt In particular situations, this can lay the basis
for an impact thal is producive sustainable and equilable 0Ver a sig-

y large area. To claim that all that the Government doBs is

i 1o suecumb lo ideclogical pride. To the officials wno arg
rights, Myrada peints out that whila iha
lity lo eradicaly povelty it doeg

mam on

niificant
antl-poar,
= ansitive about their lermtoral
Govarmmaent has mE_EFM_!_FE';IIiiEI
nol have e monopon

MYRADA's Mission Stataments .
T fosiap & process of ONgoang changa in fawour of he rural podar in a
:.;-a-:,- 4 '..:.-r.i:- thiz process can be sustained by them thtaugh their af

fors

and Innovaiive local Iyl imatilu

10 build and manage appropriate .
which

liens roated invakes af juskice, squily grid mutual suppan,
can ansure ihair sustaineble frealinoods
aned gn 8 Delanted pRrapec

g recreate & sell g ambng habitat D .
gsources and the iegni

tiva of the relationship belwaen patural T
mate naads of paople.
To influsmss pubic policies in favour o the poor and 1o builld SUpparEva
institutional linkages betwean ofticial (nstiutions and peoples
omanisations,
To supporl small HGOs and fostar the emargence of new P G work-
irg i PUrAl areas

ang and amang NGOs.

To promots natworkeng ameng peoples institd

e

CHAPTER- I
WHY DOES GOVERNMEMNT INVOLVE MYRADAT

MGEOs ke MYRADA, are only ona expressian of The variaty of
aivic groups that characterise a democracy. These civic groups in In-
dla have amarged largedy through the Gandhian, religious and radical
mavemenis as well as inrasponsa lo peoples nesds Tor fellowship, for
cammunity or group integration, for prolection and promotion of com-
man inerests and culture. Many In urban areas have emearged through
lseal infiatives 1o manage clvis sarvices which Government depart-
rrvafits of municipalities were unable 1o cops Wil such infiatives nave
increased significantly during the past five years. Soma ara member-
ship groups, others are not. Some of these groups include servica 1o
the poor as their sole objactive while others consider it an additional
and al times a margingl ane, whathar it be to the weaksr sactions of
theis awn communily of 1o the poor at large

MYRADA is one of thesa civic groups; ITs mission is to sup-
part the poor  in_rural areas jrespeclive of caste or creed. This s
ganarally clear to the public and is the popular image of MY RADA
Whal ks not so clear howeaver, is (hal the strateqy MYRALIA adopts in
its mission to support the poor dogs nol focus on the delivery of goods
and services but on the effords of the poor to buid thesr own Givic
institutions. (approgriate to the resource 10 be managed) which can
lake the laad in the proceas of susiainable seffraliance, While It is true
that & significant part of Myrada's resources are devoled 1o delivaring
sarvices (and the g.ﬁnﬁrﬁ_l npir.ic-j_ SVE AmMong Sanior Govarnmeant
afficials, is that it delivers these sarvices more effectively than fhe
Governmani) the real comparstive advaniages MYRADA has acguined
after several years of Inals and incremental lzaming are

1) its capacity to identify within a stratified sociaty, affiniy groups
of the poor which are homegeneous and small and to suppor
thair growth into sustainable self-help institutions through the
acquisition of skilks, confidence, self relance, linkages and
rasources, These groups nal only manage physical capital
o cradit, watershed resources, forests, and drinking water,
but alse build up and sustain mutual trust and self-confidence
among members and a nstwork of new relationships within

g




and between groups. All these features provide a base for
them lo underdake new roles and to revive traditional initia.
tives; this network of relations, mutual trust and support can
Do described loosaly as social Capital which serves as a gL
antae for im/esiment by intervenors in the groups. As the so-
cial capifal Increases, the groups potential 1o take on new rofes
also rises.

ah s abilly o initiale and insifutionalize linkages belwean these
groups and oificaal systems like Banks and Government Da
partments. supporiing varous development and ant-poverty
programemes. This reguires, al one end, initiatives to change
official policy and fo make Government systems more frans-
parenl and responsive to local divarsity, 1o changing situs-
lions and ullimalely o handover power 1o peoples institutions
and al the other end fo build up responsible and appropriate
peoples groups to take over robes, responsibilities and re-
Solrces requirad for their sustained progress

The slruclurs of these groups and the patterns of networking
that they selecl depends on the resource they manage ke credit, milk
of nalural resources, and on the structure of socisy in which they
oparate, For examgple, Myrada’s experience indicales thal institutions
managing walersheds are not appropriate o manage credi. Instifu-
tions thalt function effectively in a homagenesus society are nol ap-
progriata in a stralified one. For linkages with the official eystems fo
pa instiubionalised, requires a change in official policy supportad by
adequme resources and commiment @ opa ralionalise and EIJETE:II'I
policy change, MYHALDA has increasing evidence that it is these groups
with thewr linkages and networks thal provida the basis for

1] more affeciive and iransparent uliisation of resources,

2) the sustainable impact of benefits that accrued through the
project’s invesinnent;

3) the poor to scquire and sustain access to and control
cfresources

Briefiy put. therefore, Myrada's comparative advantage les in
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itz abiliy 1o develop peoples instifutions which have the polential to
achieve the obiectives of effectiveness, sustainability and aguity.

While It Is recognised that the poor need backward and
forward linkages 1o prograss, their need for Sideways linkages through
group suppor inonder (o break oul of the rdalionships of dependence
and to creale adequale space lo use the backward and forward fink-
ages provided, 1o thalr advantage, 1& nol adequately accepted or in-
Corponaled n |I|'_:'.'e'.-|:'|F:lr'||-|'.‘I|I siratedy Backward arnd forward linkanes
like tha provision of facilities for inputs and marketing, are of littls '...'5.1:
1o ihe disadvantaged if tradilionsl social and acontomic relationships
contimue (o increase the dependence of the poor on those who have
access to and control of resources as well as on the social struciure
which tends 1o perpeluate and legltimize inequity

After years of working directly with individuals and extending
grants and loans to them as well as opporiunities 1o acquire few infor-
mation and skills, Myrada leamt that very few of The poor were able fo
lake off and become self reliant; the majorily conlinued o depand on
Myrada and in many cases the cullure of dependence increased, The
ufiligation of loans and the repayment rate was poar, inspite of con-
zistent afforts which werae time consuming and distoned relalisnships
betwaen pecple and the crganization. Extension services direciad to
individuals did not have syl ||'|||_a-.a:_‘:l nar was ihera ahy spread
Iocally. Myrada learni thal the poor requife an instilutional base on
which 1o build their efforts lowards self reliance

In the mid 80's, Myrada adopted a sirategy which led 1o the
amergence of Salf Help Groups (SHGs), Alter working for some months
infhe BHGs, mambears ware askad why they had nol braken a of the
circle that had kept them dependent; thair common rezpanse Was
"How could we do it alone?”, The stralegic choice Myrada had to make
therefore, was between encouraging them to hitch on individually to
an intermadiary NGO like Myrada (which had resulted in the NGO
delvering senices to indwiduals and increasing their dependence on
intermedianes)_or supporing them to identify others in thair village,
whom themn can trust and with whom they can work, and 1o build on
their combined effors which an NGO can then suppor. Myrada chose
the lattar, It = thase Qrodips wihick |:‘;|rr_:-1.rll_‘|:{~. ihe poof, I programmeés
suppored by Myrada's inervantion, with the instilutional framework
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r¢|::|uir-E:I io harnass and sustain their efforts towards sed rellance and
with the opportunity and mofivation to acquire managamar skills as
thedr group takes on several new roles and responsibilites. This expa-
rienca halps them to gain cenfidence and to establish new pelation-
ships in society which logether with thelr group, protect their space for
manoeuvre and thair interests, As a resull they are able 1o establish
and maintain a degree of independence from those relationships in
society - social, cullural and economic - which have perpeluaied their
dependence. This situation does nol come about only by dentifying
affinity groups - though this is the first and critical step - but by prowvid-
ing opporlunities for group Iraining and stratagic suppard or group
members lo acquire the nacessary skills, confidence, resources aind
linkages fo inrhate, manage and suppor each slage of their progress.

Myrada's mission stalament focuses on building sustamnabie
institutions (civic groups) of the poar which are appropriste to the task
af resource jo be managed, on supporting ther afforts to network and
on changing official policy whech millitales against instiulions of Tha
noor increasing ownership of investments thal they and cihers have
made in their progress. Myrada balieves thal il has (he SxXpRIENCR
gnd a comparalive advantage (Elalne 1o Govermment) in schieving
this objective of buildng sugiainable groups and Bnkages among these
aroups as well a5 with the official systems which are required 1o SUp-
por tha sustainabiliy of benefits resulling from project investment, it
also balieves that it has a comparalive advantags in motivating these
qroups o adopt mechamsms and regulations 1o ensyra (hal IBSOUICES
are distibuted equitsbly and remain in the control of ihe poor.

Though Myrada has acquired a comparative advaniage in
achieving the objectives of sustainability and equity in programmes
tocused on the poor, il did not acguire this advantage easily or by the
mere fact of being an NGO, Besides all Myrada projects do net pos-
soss this advantage equally, There were organisational feafures thal
Myrada had to incorporate, and consiraints, both within the crganisalon
and withaut. that it had 1o remove, before it could acquire this advarn-
tage; mainlaining it requires eoual concem and Imvesimant in Lime
and resources, SUCCess in maintenance has not been unifonm thraugh
oul Myrada's history; ke every organesation there have Deen ups
and downs. Intermally, Myrada had to be constantly alive to the
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demands and directions established by its Mission and to attain a da-
gree of sell refiance 1o allow it the freedom o selecl the fime, place
and nature of s intervention. Myrada leamt from ils mislakes; lor whap
i gave in to pressure to intervene in order to survive or in a degres
beyond its resowrces, it quickly lost its comparative advantags, 5

il = i i vl E } |
other sowrces or create new instiutions which can take over those

LN | Li!
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roles which Myrada has perermed, The civic groups which Myrads

has suppored the poor 1o establish are the SHGs managing credil,
the micrs watershed managemen! groups and the wasteland and for-
asiry managament groups, legether numbermg over 3500 rl,ﬂ!,.'rad.a
promoles several networks of operational NGOs notably in Andhra
(Foresiry network, involving 24 WNGOs) in Tamil nadu {(SHG network
involving 12 NGOs) and an information nelwork of 700 ins#ulions
which receive Myrada's Rural Management Syslems and PRA pa-
pers fo which several Govl, officials and NGOs have coninbuted
Myrada has also promoted linkages between SHGs and Banks, in
collaboralion with NABARD, thoughout the country

The paftern of colleborative inten/ention which the five case
studies in this publication describe, is basad on the comparative ad-
vantages that the NGOs and the Governmanl have acquired. Since in
fhe case sludias the NGO imabed iz MY HADA, The analysis 1s based
on the comparative advaniages it has acquired over the past 14 years.
The Government loo has comparative advantages, parlicularly in the
area of technical experise. But the guality and consistency of this
coflaborative infervention Is undermined by administrative syslems
which have faded 1o adapl 1o amarging situations, by organisational
cullures that have been conditioned by the weight of bureaucracy,
ideologies and halos (in the case of NGOs), by oul dated cancepls
and skills and by issues that are throw up in implementation usually
dueta lack of adequate transparency. These obstacles can be broadly
divided into the fallowing calegories. Thosa which border on the con-
ceptual, those which arise due fo crganisalional culiure and syElekes
and those which anse during implementation (many of which in turm
are due to organigational systems and culture that do not loster
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collghorative intervention). These five case studies locus on SEUeS
that are conceptual and on thosa which arosa during implemenallon
Chapler VIi however decscrbes some of the causes which lie within
the administrative systems and culture of inlervening organizations
hoth Governmant and HGOs. This analysis also does net focus on the
issisa of organisationsl change, because amang tha e expenences
analysed, # was only in the Western Ghats Project supparted by QDA
. LK whare an effort has been made to influance organsatonal cul
ture and systems 1o foster a higher degrae of synergy in collsborative
intervention. The other projects neghected to invesl any resources in
thia arss

A tew major issues bordering on the conceplual which dicd reod foster
gynergy tn collsborative inlervention are indicated here

One is lhe understanding of “ownership® of the Multilateral or Bilateral
project on which Govt. bases lts right 1o lake a lead throughout the
process. This claim of ownership is parthy based on the "responsibil-
ity of Govt. 1o repay the lnan received for the praject. The projects in
which Myrada and other NGOs ara involved, are all in the social sac:
tor (e.q. drinking wates, forestry, credd), whers loans are axlended on
yary soft lerms, Myrada agrees that Govl. is the owner, but adcls that
for effeclive intervention and sustainable impact of the investment in
the social sector (which all intervenors agres are major objectives),
the intervention stratagy must provide space for people to participate
effectively, and for their institutions o emerge and grow so that they
can take over control. Gavt., thersfore, has to realise thal ownership
alen inciudes the responsibility of 'stewardship®; fof the Govl. is man-
aging these rasources on behalfl of fhe people. Basides, none of these
projects in the social seclor generate resources directhy which are wsed
to repay the kaan. Repaymeants come from other scurces represeniing
a spacirum broader than the project arsa Thiz anhances the respon-
sibility fallowing from “stewardship”. Finally the practice of mobilising
peoples contribution in cash lowaIds capital costs 15 gathering mo-
mentum paricularly in areas where a significant segment can afford
1o contribute, However when peaople coninbute 1o capital costs and
realize thal they will have to maintain the asset, they have a right 1o
damand an effective role in the process of planning, budgelting and
implementation as well as a degres of ransparency in implementa-
Han: this is a claim 1o share "ownarship”

K
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Secondly Myrada's involvernent in developmeni programimes
iz sought for reascns which are related to ils effectiveness wilthin lhs
delivary mode of intervention and does not take into eccount ils major
cormparative advantages in development strategy relaled to the budd-
ing of institutions linkages and networks_ The reasons Giovemment
officials give whan approaching Myrada o inlervene are. - & commil-
ted staff willing to stay in remole areas and to be with the people al
limes convanient to tham, the organisations ability to respond quickly
to problems and needs and 1o be fexible. Myrada's record of dalives-
ing services lo the poor i5 also mentioned by a few samor officials who
are committed o change and to the eradication of poverly. There were
also several other reasons 1o involve Myrada mostly driven by the
neads of Gavernment or donors. In the Western Ghats Forestry
Programma for example, Myrada was first approached fo channe Gow-
gmment funds 1o local HGOs and lo coordinals thes programma, a
role that Myrada refused 10 accept, and foriunataly, kad tha freedom
and space lo redefine; but more aboul this kater

Thirdly the Govarnmant, in general still views Myrada and othear
civic groups as tumkey operalors, a role that Myrada had o adopt
during the 804 n the Biogas programmea. Besides, since the Govemn-
ment has no systems in place lo work with NGOs, | characlenzes
tham as “contractars:” this fudher clouds the relationship. Ir the Drink-
g Water and Sanitation project, for examgle, Myrada was asked by
the Government to provide a Bank guarantee even though the role
amistoned for NGOs did not invelve purchase of matenal or construce
tion

The five projects selpcled for study here where grants were
provided or bbans exlendsd af yary soft terms, have thres categories
of intervenors, The Govemmean, e Multilateral or Bialeral Agancy
(M/B) and the NGD. This modal creales a iriandgle of relationships
which involves lwe Govemmenis or Governmenl relaied mslitutions
and ong NGO: it adds an extra dimansion 1o the patterm in whach
Governments and external Agencles have been accustomed 1o work
and whare thia roles of both parties have been well establishad over
theyears. Enter the NGO and it is po longer bugingss as usual. In four
of the five projects it was the firs experience that the soncemed Gov-
emment Depariment had of working formally with an NGO in & bélat-
eral or multilateral programme

iz
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I afl tha five cases the initistive o involve an NGO (NGOs)
was laken by the external agency with aclive suppor from the Gow-
ermment of India. In none of the ceses did MYHADA achively bed or
lobby to get invelved. Tha major reason thal prompled the exiamal
agencies 1o invalve NGOs was the expeciation that they had a com-
paraliva advantsge in mobilising peoples padicipation. How participa-
tion would be translated by the NGOs iplo a developmen] siralsgy
lhal fostered equity. approprisle peoples’ nsliiulions and suzlainable
irrpac] in the contest of a padiciudar project was not always clear al lhe
beginning, as many of these initiatves were the first thal they had
urclertaken in thal particular sector. These projects therefore provided
an anpodunity to axperirmeant snd o learn; n this lies thair veles which

s sty affempls to share

CHAPTER - ||

THE AGRO-FORESTRY PROJECT
SUPPORTED BY CIDAMOPET1]

GO Bad entered into an agreement with the Govemment of
Andhra Pradesh in tha sardy BO's 10 suppon a major social forestry
project all avar the sials,. CIDA also look the initiative o invelve NG O
an Ltha assumption thal MGEOs had the EXpEMES N dsvedping commu-
nity woodlols {(whech other Forestry projects in the country had nol
succaeded in doing Gl then) and in supporiing afforestation on arid
lands, both pr'.'.-.:_'.lu and cormmon, in ordarto o e iha basic nesds of
the family such as, fusl, fodder, fibre, flowers and fertiliser {the five Fs
as Myrada described the output &t that time), CIDA's strategy was o
nlegrate the Govamment (Forest Depariment), and the NGOz in one
programme, Funds o the NGOs were intended 1o flow through the
Forest Depaitrment

This patiern of collaboralion howsaver, did not maleralise. The
climate that was requirad fo suppo a programme that called for ad
aguate and appropriate mechanisms in which both irtervenors [Gaoy-
amment and NGOs) would be formally involved in & bilateral projec
did mof exist a1 ihe Siate kevel. Evan al the Centre, while senior officers
wera willing to support such pilol coltaborative efforts, no one would
lake & dacision since there was no clear messaga from political lead-
ars suppofing NGO collaboration. Thare was also no clear and handy
pracedent al Stale kevel of working with NGOs_in a formal manner
within a bilatersl programme which this inftiative propesed and no Se-
nior official willing to innovate. Most of the NGOs who wera involved in

tiafive, They had been accustomed to play a role critical of the Forest
Deparimant, especially in the late ¥0's; in their percaption, the Forest
Depariman! was unlkely to play & constructive role in - any collabora-
tive infiative with NGOs. The approach of the Fores| Depadment al
that time did not hedp 1o changes this perceplion.

Mone of the intervencrs made & serous attempt 1o descnbe

11} G - Carddian Inmamallons Devolcpmand Agency
“OPE - Miope Inlsonaionsl DeveEspmant Agonoy - Conads
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what vahue the NGOs could add to the programme. Parhaps the For-
asiry Sectar was one in which the NGOs In Andhra Pradesh had no
yel developed a clear siralegy of intenvantion based on their Com-
parative advantage al thal leme; but there wara significant expanments,
perhaps not in the project area, but surely alsawhers in the country in
which boih NGOs and the Fores! Department were involved, from which
thia infenvenors inAndhra could have drawn several lassons, The NGOs
on their part did nat take this opportunity to work togethar and to prasent
a clear and cohesiva strategy to the Government basad on lheir &x-
parience or vision, nstead ideclogy which affected their ability 1o n-
novate in development sirategy and which undermined relations wilh
slher imarvenars landed 1o dominate. Those who held that there was
no good in the Forest Depariment oftan held sway; this made dia
logue with the Deparment difficull; it sirengthened the postion of those
officers in ihe Forest Deparment whe thought that NGOs should be
kepl at & distance and waakened the postion of those who held the
opposite view. As 3 rasull, inspile of afforts by CIDA to integrate the
twa interventions, it was finslly decided to have 1wo separaia projects:
the major one with the Govemment and a small initiatve with 12 (it
grew 1o 24) NGOs [2]

The projact agreement with the Gov emment did not klentify
any roba for the MGOs. Interactions between WG 0s im the network and
the Forest Depariment ware lefl 1o the intialve of individuals from the
Earest Depattment and the NGOs warking af the local lavel. Exampies
of such imaractions and mutual supporl emerged in saveral Disthcls,
bul na instdutional base was pul in place at State Level that could
buikd on and learn from these local mitiatives. Oiccasional mastings
ware held belween the Forest Department and NGEOs paricularly in
the kater 80's and early 90's, bul this was Towards the and of the final
phase of the project

Myrads came into the picture whan CIDA realised the need
fof a local inatitution 1o coordinate tha programme with the NGUs and
la provide support services to them when required. The NGO sifua
fion inAndhra was volatile during thal period, with new NGOs emerg
ing in thair hundreds and with radical movemanls playing a significant

121 Wik Ihis projpec] was Ender praparatian, tha aulbor weiirk @ Dullirma
cniiaidiant with G0 and played 8 role in siempting 10 Gaveop
e nsifdianal aTangements requinsd 1on IS imestepimErd.
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roda: the naad for close monitoring was stressed both by the Govemn-
ment and CIDA

CIDA provided funds to a Canadian NGL, HOPE, which also
irvested funds of its own and took on the responsibility of managing
the NGO programme on CIDA's behalf. HOPE entered into an agres-
ment with Myrada as well as with gach WEC 0 the networl and Uans-
{amed funds directly to sach NGO, Myrada in 1983 had decided that i
would not assume the role of transferring donor funds whethaer local or
axternal, though it was prepared lo provide all other suppor Services
when required,

The need to relate with 24 NGOs logether with the changing
situation on the ground required thal mecharnisms be created which
would allow decisions 1o be taken quickly and with close interactian
among all the parties concemed. Myrada. in 19895 requasied HOPE io
post & Programme Officer in India Who wiowle facilitats (he process of
decision making and give the NGUs in the netwark the confidenca that
their epinions were heard by GIDA and HOPE. A Programme Office
whe was a rapressntative of the NGO, HOPE (not of CIUA) was sia-
tioned in Bangalore from 1987 to 1833 and played a significant role in
the success of the NGO project

Myrada played & role thal could be deacribed as an extension
of the doner's traditional roles of fund management, Programimea M-
toring and technical support related lo Forastry; but i added ather di-
mensigns. including suppon for capacity budlding ol NGOs: (ranging
fram management and crganisational strengthering lo mainienance
of accounts and book keeping); it also gradually broadenad the inter-
vantion lowards & more intearated sirate based on micro walgrshed
management and pegples instiulkons, that supparted sustainabla pro-
ductivity increases in the livelihood resource base of dryland farmers

Loggsons Learnl

The leasons Myrada draw from this expanence wera the following

1 I order to imiotve NGOs in an effective and integrated
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3. Preparalory seminars and workahops are required for all in-
janyenors 10 undaratand and ascepiing value of each others
role. Similar saminars and workshops should be held parodi-
cally during the project as people and perceptions change

manner, the extamal agency imultilateral or bilatersl) fesescls
1o be gro-active nof only al e Cantre but alse at the State
lgyel. It needs 1o ansure i the Stale level, the conlinuous
nrasence of a local ingtitulions or of its representative 1o igh
light the value added by adopling paricipatory devalopmeni
sirategies[3] and the lead rote that NGOs play in lostening 4.
tharm. This representative needs to be based in a local NGO
whe can support hisher afions lo identify and remove the
organisational and attitudinal blocks 1o more constructive col-

Mo collaborative programime will be eftective unless adequala
imvestment (s made 1o bufld Governmert and NGO capacly
and to influence organisational change

labaration and efective impact, o suppori the capa city 5. The capacity of NGUs ca nnat be taken for granted; a::'::‘h ane
buidling of Governmant and NGOs where required, 1o facili- noads 1o be assessed in the context of e project in which s
tate the effofts of NGDs and the Government o cope with o be nvolved, and an s potential to fosiar e o 4
changing stuations on the ground, to take the inillative in padticipatory dE"'ﬂI_:'F""E:'JI siratagies leading 1o peomes in-
arganising stratagic larventions to strengthen collaboration sfitudE0ng {ap.:-pr-!:prﬁlu o "-1:’: rasource to be managad) which
of gl the imtarvenors including pecples institutions during the can increasingly take the lgad in the process and ASSumS
aroject cycle, and brisfly, o perform a catalylic role through- contral
oul, Myrada also realisad thal all these roles cannol be per ; ;

B £ gignificant featurs af this project, and one ihat contributed

formed by 8 consullant. While privais oo nsultancies Can Mo
{or periomance collate reports and organise mig@tings with
Giowt their personal kong temm interasta and lack of conlinu-
ous presence in the fisld do not allow them to play a critical or
a proactive role to lead initiatives towards change in stralégy
grealsr ransparency and sfiective participation of peoples
institutions

graatly 1o ils SUCCEES, was the relationship betwean HOFE
and Myrada. HOFE considerad Myrada as a pannet in s
participatory deyalopment infialnves and the forestry projed
as only one exprassion of this parnarship This approach to-
wards long term organisational partnership Was pncouraged
by CIDA in the 7U's Consequently, both ciDa and HOPE n-
yested n Myrada's sfforts towards capacity ballding and
2 The Government and the NGOs must enter inlo agreamants nelitutional support. This parnership developad |.r:.1-::: E.w:;hangl-&

which claarly identify not only what tha NGOs' responathililies of etaff, collaboration In fund raksing and ue.p th.at!:n af Whyracis

ara. but also the ressons why NGO iplenvention required ataff 10 other HOPE suppored projects In Aszia, nolably in

and whal '.Mﬂpuﬂhiﬂﬁgmlmmiu_nwm. The Gov- Cambodia

amment will have to take the lead in this initiative, bul inmarny

casas the Muliilzteral/Bilaleral agency will nead Lo play a roie

in creating an enabling climate The terms of the agreement

o which tha Governmeni agiess will indicate the value i

places on the comparaine advantages of NGOs and the de-

gree of commitmean it has to ensure that thess advanlages

are used in the best possible way,

3] & distingiion nesds 10 De mite befwesin ot thal 108 Der paricipalion ke PRA
= oo Faid, ani particpilony gervalopment siraegias oo e oo {higes @rah=pas
g b nn o procEss o sk whiich sl sirabegio mianenlion (no wing PR

i mmaieaed




CHAPTER - Il

PARTICIPATORY INTEGRATED DEVELOPMENT OF MICRO
WATERSHEDS [(PIDOW Gulbarga)

EIDOW was projecied as a parlnarshep af three Intervencrs
namely - the Govemment, the Swiss Developmeanl Cooperation (S0C)
and Myrada, with the pomarny objeciive ol epabling the pacpla imvolved
o emerge as the fourdh pariner who would progressiiely exercise
contral and managemant of watershed resources, The Governmiend
opetated during the first few years through the Lina Departments and
later through the DLDB; Myrada was the NGO involved throughout

Peoples instilutions were gradually inducted into the project managao-

ment system{d]

When preparafions for this project began in the mid 19805,
support for collaboration with NGOs in the Central Government had
increased considerably, but & similar epablmg envircnment was siijl
to be fostered within the state, This proposal - though not in the form
of a watershed projeci - was infially drawn up by three |AS officers
posted in Guibarga, after visiting SDC officials had shown interest in
the area. The process required to shifl the focus of the project o wa
lershad managemaent and 1o involve an NGO 1o suppor a participa-
ory devedoprnant stratagy however, was & lomg one; it took almost 2
vears. Al the Stale baved, initially the official collaboration with NGOs in

the contex of a Bilsleral programime was viewed with sceplicism;

ldl Prigas Panod Mansgemant Machanisms moluded eps from

P e

I 1fa8- &7 S0C, DRDS & MYRADA

L 1988 - 01 | 7 p_ 300, MYRADA, DLDB & SHG

Il 1982 -85 | DLDB, SOG, MYRADA & SHGET & WICs
I 1955 -58 ' OLDB, S0C, MYRADA & SHGs & WICs

ODHDOS Chetric] Fowral D logamesdil Socaaly
OLDE - Oy Land Cesalspmant Bosand

&P, = Lhls Padiibkai
GHGE - Sl Mep Groupa
WICs Walenshid |ings il by o
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besides the project proposed was too small fins ncially 1o mam a pro-
file high enough to demand prority from senior afficials wha ol
take decisions which had no precedent and which were co nsidarad
unorthodax al thel time. As a consequence, no agreement was ap-
lered into batwsen the Govermnmend and Myrada spalling oul thair
respective roles and - mome impordantly - lhe reasons for ss kirug Myrads
to collaborale, It was understood thal SDC hard long =xperlence of
working wilth Myrada and therefore, was confident that Myrada's in-
volvement in the project waould add an extra dimenzion T.r-..:.x Secre:
tary, Department of Hural Development of the Govemment of Karnataks
who took over just as the project started in the field was suppartive of
tfus collaboration wilh Myrada and took the initiative 1o ensure thal the
mechanisms for collsboration were put in place and functished eff B
tively. This was a forfunate coincidence which sel the patterr. Since
the Govermnmenl support for collaborative initiaifves with NGOs in

creased during the second half of the 1980°s, bath al the Centre and
State, this climate was adequate to keep alve the collabaration with
Myrada even though no formal agreement was enlered into Cne of
the major objeclives (as envisioned by SDC and Myrada) of 1his pilot
project was thal Governmen) siafl would ghsorb the culture and skills
required to foster participatory developman stralogies and pacples
institulions in all the walershed projscts in the State, Myrada had 1o
take the lead in providing this leaming experience. The absence of an
agresment between the Government and Myrada where Myrada's role
would have been clearly slated, reduced the effectivensss of Myrada's
intervenlions in PIDOW to achieve this chjective

Whila tha genaral climate in the Govarnment was Supportve
ol invohing NGO's in multi and bilateral programmes, the Govemment's
reasons for involving NGOs, were focused on the NGOs capacity to
delver services 1o the poor with & degree of commitmant nat commen
inits own dalivery systems, | was also assumed that MGOs had closar
rappon with the people and therefore could identify the poor without
succumbing to pressure from interested parlies. Though Myrada did
not agres thal hese were the major or only reasons, i went along
Myrada had interacted with several Government officlals, both at higher
and lower levels, who wera committed to thelr work and aware of the
situation in the field, bul they were frustrated with the way their De
pariments functioned and with the lack of epporunities to upgrade
their skills. Unfortunately, organisational reform which could have
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chamnged their envirenment and provided the oppoftunities and incen-
tives reguired had no priorty in the Govermment

The reason that prompled SDC lo involve Myrada was the
azsumption basad an its expanence of working with Myrada and ather
MNECs elsewhers, that Myrada had cedain comparative advantages
as regards introducing participative development strategies and pro-

cesses leading to peoples institulions which could regenerate and

managse resources in a sustainable and equilable manner. Comrmijl-
ment was nol he main resson; it was a bongs, 'l'hu primary regson
was Myrada's polential to foster capacity and inslr i
nol ils capacity to deliver senvices, |t was SDC's assumplion thai
Myrada could develop a stralegy to make peopias parlicipation effac-
tive throughoul he project cycle in an incremental manner, leading at
the end of the project, to & situation where the peoples instdutions
ook the decislons and conirolled all inferdentions in thasr walershad
It was also assumed that this approach walld lead o a higher level of
ausiainability of the investment, particulardy in drylands of marginal
and small farmars ard an all-round increase i 1ha natural resource
base which broadened the spectrum of Fvalihood oplions for the poor
especially the landless. To suppor this group, mvesiment was made
nimproving non-farm skills and in providing them with access (o credit
ihrough the sell-help cradit management groups i the MICro water
gheds. SDC's assurmnption, which Myrada sharad, was that PIDOW
woulld provide the leaming situation from which the DLDE ard Myrada
could draw lessons which would benefit projects in other pars of the
stale and the country managed by Govl. and NGOs

PIDOW was therafore intended by SDC to be a pilot project
with the main focus on is polential for peing & learping situaticn, The
Governmenl Departments involved however, considered it as a pilot
iz the extent thal it was a first phase of 5 i arger nyestm
by SDC. The learing dimension had no prionty during tha pariod when
the Lina Deparments ware involved; their major abjective and con-
cam was to complate the physical works belora the year end, which
usually meant thal the work was rushed through in the final days of
the financial year; process, paricipation, nstriutional building and leam-
ng had fitile place in this paltern of operstion, When lhe DLOB leck
over, respect for peoples involvemeant and attenfion 1o organsse nter-
ventions according to the demands of the process, to design and
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lncala physical struciures in collaboration with The peaple, Increased
significantly, Howsver, il soon became obvious that most of the DLDB
stall were not committed to PIDOW g2 a learming expariance which
could broaden their expertise beyvond their abiiy to create an anablng
phyeical apvirenment (which DLDB hud l'.-rﬂ-:ﬂB".l ::mr-l?%fnlly in its
projects supported by the World Bark [5]}
capacity bulkling. This broader strategy is nol aasily L,alplured i k-
shops; absorbing the lessons derved from PIDOW and crealing the
supporting culture i3 a difficult exercise; it takes time, sustained com-
mitment and the willingness to initiate change in stralegy, procedures
and in organisational systems and cuflure. It also requires regular ex-
posure 1o and interaction with people and with alher organisations
who are ivelved in the process of changa and instilution building
This strategy though difficult to implement, fosters the social basis fog
prnpowarmant and sustainability; briefly it helps 1o buald up the "Social
Capilal® which iz essential lor grass rools damoctacy 1o sundive and
for the vulnemble sectors (women, tribals lapdlgss) lo gain control of
the development process and 1o share in the bangfitz, While it was
trus that Myrada could contribute very little to DLDE's expariise and
axparience in creating tha physical environmant for watlershed man-
agemant, it had the potential to contribute towards one of the objec-
tives of PIDOW narnely - 1o create a leaming situation from whichthe
irtervencrs would gain experience not only in the use of parlicipalory
techmigues (like PRA) bul of parficipatory development sirategies lead-
ing to peoples institutions which can provide the soclal and instiu-
tional basis for self-rekance, empowerment and sustainable produc-
firily.

Myrada had no watershed projects in the mid 80's which could have
sarvad as a demonstration, How the paricipative process would evolve

(] D08 gaired e mxpariencs ol crasl ing & prypsical snvionrsal Frosgn 185 Wi i
e "Wiorid Bark assicled Walenhed projecls of the aafy B0, incikianially, the Word
Bank inek Intial sieps o intoduse. panisipation ints dovelapment siealegy sily in ha
aasly 1EI0's; fis Paticpallon Sounce Bool was publshed o 1985 A | rechaed
Fobruary 1808, Tha Walershed prmjetts ol ha aary 1980% had negigib-de Bpul lrm
e 'Wadd Besi inleima of poogie's padicpalion and Bss of paficipalive cevelpman
slrafagine: T abieives of bulldng capescily and lociaring pooplos Instindions seis
sod swmr enniilared. Binog 1990 howswer. i Winrk] Bank has mesde sgnlican
peogress in This maa and now meovidoes The ieail in sevesal cosniias; Mullliabersts ks
AL and peveral biladerals have had - longse NEian o achissament in pard el ony
duiakpmen siralegies
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in PIDOW and what types of peoples institutions and linkagas waolld
emerga lo support sustainability and squity, could not be foreseen. A
theoretical blueprint, up fronl, may have convinced the sceplics that
the NGO had & contributian o offer, bud | waukl glso have stified tha
process. [ i5 precisely because a bluagrpt of the peoplas mstiiutians
that will emerge cannol be deawn up af the beginning, gl Ve e ed 1o
ensure quabty in pardicipation during the process is so impodant, All
thai Myrada had, was the confidence thal it would kmow whan and
hiow to infervene and at what depth during the process, and when 10
withdraw. PIDOW was a leaming experisnge for Myrads as much &s i
was for the Government: the approach lo the expenence and the de-
grea of absorplion however, differed. The lessons from PIDOW were
quickdy absorbac by other Myracds nrojects nolably Huthur, Kadiri and
Kamasamudram where the lopography was suitable for micro walter

shed management stratagy.

Management Machanisms

Management mechanisms ware eslablished which invalved the thres
partners (Govarmment, SDC, Myrada) iniially and which worked lo-
wards including represeniatives from peoples’ watershed institutions
as the fourth partner who would take the lead in sustaining the impac
of the intervantion. These mechanisms wers sl yp ¢ project, Distric]
and State levals. (For details refer Appendix )

Lessons Learnt :

If lessons appropriste for upscaling through the Gevemment
were 1o be isamnt, they had to emerge from & projact in which both
Goyarnment and NGO5 were invobiad, ililising their comparative ad-
vaniages. The following comments deggribe the festures of ihis col-
laborative Initiative and indicate the lessons that can De drawn out,

i) While the Governmant and SDC entered into an agréeament
thie did not materialise between the Government and Myrada;
but the involvemnant of Myrads wes included in the agreement
that the Government and SOC entered inlo.[6] The |ack of an

agreement between the Govemment and by rada clearly

6] T hie i no T n ke 1is] project siih CIDATHILS

i

i}
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stating not only MYRADA's responsibdlities, bul also the rag.
sons for Myrada's involcerment, was perhaps & major reason
why the comparalive advantages Myrada could bring fo the
strategy for micre-watershed management were not fully ac-
cepled by the DLDE and why the objective of using PIDOW
a5 a lsarning experiance was not adequalsly fulfilled, The
Govammen! generally assumed on the basiz of its agree-
meni with DG thal i owned the project and that its inlanen.
lions in the physical epvironmendt formed the magor pillar of
the project. The social and institufional objecines wers lalt 1o
Myrada. This compartmenialisation did not foster a climats
that could suppor the objective of learning from one ancihers
stranglths. For gtr:.airrlpll,l tha report on the periormance of tha
SHGs (Sell Halp Groups) which played & major rolein foster-
irg the process that led to the management of ihe watershed's
resources by peopla, did not figure on the agenda of meat-
ings at State level til 1951; when it did figure on the agenda, i
raised the profile of the inerventions in the "socal environ-
ment” at official mestings.[7] In general it cowld be said Thal
the chjective to relate to the PIDOW project as a leaming ax-
perance for all thres pariners succeeded 1o & cenain axtant
only when thosa in charge ook a perscnal interast in motivat-
ing staff to ulilise this polantial

It rrust however be recordad that the process thal evolved
was complex and required regular analysis and reflection by
all intervenars, It is for this reason thal regular workshops and
exposures involving all the partnars at every leval, are critical
to build and sustain the effectivenass of the collaboration
Then: were periods when these interventions were inadequate
Further such opporiunities are often provided for senlor staff -
some times as a "perk” - while staff at lower levels who noed
to interaci more qualitatively are neglected,

The degree of complaxity was enhanced by the diferani jaad

Tree "Prrpsscal ErndironmenT Covers o aciidies wilhin 4 mion saienshed by con
Ifhule ko the mansgesmnl ol scil apd wekes and nanzass of bDlkenass. The “Socld
Ervstranment” corsivis of ol peopies fnsliyions #hch emargs n e walershad &g
1he Ankages they e=lablsh bolf amang Baim sedes as wall as with ouiside inallutions
10 SEREOM BN OragraTmes s plams
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(1]

roles of inlervenors some of which were anwvisonod wiile oth
prs emerged . Myrada took the lesd in crealing awarensss and
in mobilsing all people {even those who had left the arsa bul
held fallow lands in the micro watershed): DLDB look the lead
in creating & physical environmeanl for increased productivity ;
Myrada's role in this process was lo identity and place a valun
on lechnologies which farmers had wsed for generations to
manage 5ol and waler, but which had detariorated in recent
times. Myrada took the lead in losterng the social environ-
meni required to suppo sustainablaproductnly and to pro-
mote equity’ the credit or Sell Help Groups (SHGs), Waler-
shed Commitiees and Farmers Societies provided the basia
of this social environment. DLDA, Myrada apd the SHGS in-
depepdantly played a role in fostanng the linkages required to
support sustainability of institulions, inputs and markels; for
exampls Myrada played a key role in changing official policy
o aliow Banks to relate directly with the SHGs; DLDE ook
ihe indiative to link peoples groups to varous Governmenl
Departments and the SHGS ook the lgad in establishing link-
ages with ptivale compansss for the supply of inpuls and mar-
Kating

The expectation, however, thal DLDE would also ac-
quire the skilis 1o foster the process through which peoples
institutions would evolve, did not materalise, There was a sig-
nificant difference between this project and the Westam Ghats
Farestry Project supported by Overseas Development Assis-
tance {U.K ) described laler whera the Forest Depariment Was
invohvad: inthis case, several loreslers, alter a penod of train-
ing and field experience, took over the role played by Myrada
stalf in lastering paricipatory development lechnigues; COA's
decision, o inifiste crganisational support within the Foresl
Dept. for such "finge” inRtiatives was cnbical. This allowed
Myrada lo scele down some of [15 Interventions in the PIDOW
expanence since this did not occur, the extension of the projact
to 4 olher areas required the collaboration of NGOs o the
same extent as in fhe pilot

The objective of PIDOW, as a leaming experienca was nol
adecquately reflected in meslings at State lewvied which focused
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on overall financial and adminisiralive issues, and gave no
space to assess learnings from fhe collabomtion which was
itha first formal mitiative with an NGO in tha country In L
cortext of bilateral projects. Al the Citatrict lewel, while finan-
cial and administrative matiers were also discussed, attention
was given lo solving problems that arose as a result of the
participative development stralegy which resulted in chang-
ing situations that unfolded in the figld, Tha District also (ook
the initiative 1o ghve representatives from the Watershed Com:
mittees a place on the District Commitiee bul their role fo-
~ugad on the implemantation of the “reatmant” plan

Tha "coniroversial® issues thal amse largely because both the
Govamment and NGO were pperational, senvad 1o raisel he
laarming potential of the pilot project, The intaraction betw=an
iha Government and Myrada during operations and the difer-
and rasponsas to the changes that occurmed during the particr:
patory process, brought to the surface gaveral factors, largaly
afising from certain lealures of crganisational cullure and pro-
cedures which inhibited the parficipatory development ap-
proach, In many cases a working solution was found and ac-
cepied at higher levels. These issuas could be divided into
ihree calegomes

. Those related to rules governing operations. of Goy-
amnmenl_Departments which conflicted with [he
projects fogus on placing valus on iraditional prac-
ticgs. In such cases the NGOs support for thasa tra-
diticnal practices did create lensions particularly al
lower lavels, bacause the Govemmeni was respon-
sible for and took the lead in cresting tha physical
amwironment, For example, the Soil and Water Con-
servation Dapafiment required that people should
huild rud bunds since the assessment of work done
and hence of paymen!, was based on (he area dug-
out 1o acquire the mud. The peopls on the other hand
praferred to construct boulder bunds which was their
traditional practice; besidas, boulders Were sirswn all
aver their fialds, which woulkd be clearad in the pro-
cess. When the issue was discussed at the Distncl
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leved the Caollactor asked the people whether they
coiuld corme up with a system that was sccepied by all
o @gsess work dong on boulder burdds. Thay an

eweared thal they could, and returned in an heur with
one. The imporance of involving people in searching
for solulions was highlighted throwgh this experience.

Thosa thal arose from pressures 1o mplemant obpec-
lives exraneous o the projec!’s objeclives. The ob-
jective of developing a strategy thal focused on fos-
fering people’s capacity and instiulions 10 Manage
micro walarsheds required & concentration of fime,
personnel and resources in the [imitad arna of & mi-
cio walershed: besides the fargeiied impact was nof
immediale bl long term. This went conlrary 19 pres-
sures from political sources 1o broadcast The propact's
invasimanl over a8 wide an areg as possible, and Lo
focus i on immediate benefils (o lamilies. Thesa pres-
sures arose parlly from ocal leaders and politicians
who gave priomy 1o short term banelis and parly
because valua placed on the projects polantil o be
g leamming exercisa varied among the three ntense-
nors, There was also the concemn exprassed thal the
irtensiy of the intervéntion in a small area would in-
crease costs per heclars, thus reducing the polential
of thiz initiative as a replicable model. PIDOW dame
onstrated that there was no single managemeant
model, Each micro watershed evolved its own, though
carain common patterns and guide lines were dis-
camible; # also demonsiraled thal once expenence

.:l]: e PrOCess Was ag quﬂd by NS, once Net-

altiludas and lack of leaderahip.  The by mesin mter-
vencors n oparations, namely tha Line Uepadments!
OLDE and Myrada bravght with them the culiure of
thieir organizations , tha wialghl of pasl expenances of
working with one ancther (some good, others not)
thair parcaplions af ona another's nienti WS and & oen-
das and the usual human fraifies including slrong
egos. Retalions of trust took tima 1o build up. Leader
ship of a high qualily was callad for in all thres injer-
venors both o creste and strendgthan [fust. This ;-,-p;
of leadersip wias nol :1|'|.\.l;.|:|.':~. Flrr-',r|l.-_-.!_|: I'_;-'-_Il all the thiee:
besides ransfers within Covernmen were frecusani

The problems that arose, as a resull, were many and
will be deall with afzmahore (chaplar VIl) since |}|.-_-;!|.-
were similar to those that arcse in other collsborative
mitiatives Detwean Govemmeant and NEOs. Anagren

menl bahween the Govemment and Myrads whict

clarifiedthair respective roles woulkl have provided g
stable guide and perhaps overcome some of these
hurdles; but it would nol have bean adeguale; sirale-
e interyenticn within the organksations of iIntervenors
io develop systems and a culturs 1hatl suppod col-
Laborative intansantion S orilical, Cther Inslrumeanis likke
reguilar seminars, work shops, ratreats and mlormal
se55i0ns are also necessary; above all sustained lead-
ership with a vision and willingness o leam, 1o share
and innovate and o relale construcively with olher
organisations (whose comparalive advantages are
recognised and dawn upon) B & crtical need through-

ol

gasany changes occurred 'ﬂﬂ'-l'-‘w Wi} Mo major inervandion was envisaged in the project with tha
19 support the strateqy to hand over the |éad in plan- objactive of institulionalising in DLDB the lesson leamt; a par-
nimg, budgaling and IMos mEing m_ “Iﬁlammhed allel agreement between SDC and Myrada antered into in
institutions, 1o accept peoples confribulions and to 1580-91, gave Myrada ihe resources lo nstilutionakse the
place s monatary vale on traditional lechnologies. lessons lsarmt in it own organksation as well as to offer its
both the cost per unit and the time_required could be sarvices o support similar initislives takan by Giovl. and NGOs
aharply reduced. in other paris of the country

Those thal arose as & result of organisalional cuitura,
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A full time Swiss programing advisor was appoinied 1o ihe
groject. Though his role as envisioned in the project propesal

was mainly related o project management and monitonng on
bahalf of SDC. in reality he also played a critical {(though largaly
unforesesn) role in Myrada's judgemant, as a catalyst. which
a pilot innovalive and learning expenence inyelving thres par-
ners needed. Though three intervenors were mvolvad, Two,
namely the Govenment and Myrada played he M&jor opera-
tional roles. This gave the SUC programimes acvisor 8 carain
space which allowed him to play & calabd roie The parcep
tions and sttitudes of individuals represenling the two majos
apaerational partners, | some carried over from Ihe pasl, olh
ars rasulting from the imeraction dunng the project 1 which
emerged during the process of planning, monilonng and iTpis-
mentation. and which al timas threatensed to reduce the affec-
fivaness of the collaborative intervention feqisined a third par-
=0 of an organisation to play a calalvtic rols, In the absancg
ﬁ._mdguementlpﬂg who perhaps could have performed
this role more transparently, il was left 1o the Swiss Advisor
and on sevaral occasions to intervenors recrusted &t critic al
stages 1o fill this gap. The role of a catalyst {including suppor
for the SOC programme advisor's catalylic role) was also
played effectively by the SDC Resident Representalive who
was posted in Bangakore,

An operalional mechanism was required a1 fisld lnvel thal in:
legated all sectoral interventions under one authority, This
did not happen during the first 1-2 years when the Line e
partments intervened; @ also did nol occur during the briaf
period when the Govamrmen niroduced the deceniralisad
system under the Panchayal Raj Act: It happened only when
tha DLDE tock over and fielded its project Linit

The absence ol @ poficy (ramework which would suppon
decantralissd mechanisms for managing all lands, resources
;-.-lj programmes in [he walershed in order to improve ils physs
cal ervironment in an integraled manner is a_major obslacle
to_ihe strateqy to empowsr peoples instilutions fo take the
lsad in regenerating and sustalning the watershed & resources

Myreda's vision is thil someday 1he Mero walershed
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managamen! commillaas{a] will becoma Walershed
Fanchavats with full control over all lands and resoucaes in
the Micro watershed, Meanwhile, an analysis of policies g.-E
procedures in all Depariments which inhibil an integraled stras-
aqy i walershed managemant is required urgently i this ap-
proach is 1o take off and spread on the basis of peopkes initia
tives

Cwnership of the Prosect by the Governmen! a5 well as by tha
paopia is 8 crifical iactor for sustamability, The project's ap-
proach to mereasa odmarship of the Project by theGovamimeni
was to mclude 308 of projec! cosls under the budast of tha
wvarous infervening Line Depariments . When the DLDE {ook
over, this percentage was retained, This element of cost shar-
ing together with 2n gnabling palicy and suppartive
craanisational culture and systems provides the baszis of the
widaly sccapled approsch n development infarvention 1o an-
courage and assess commiiment to the objactives of the
project by Governmient. Howewer, cost sharning is declining as
an indicator of ownership and commitment at the State level
gz overall resources for developmeant projects diminish i pro

portion lo growing need and demand; as a resull, the pres-
sure an Govemiment to invast in areas where externally aided

projects do nol operate s great [9] In such & scenario, the
Governmenl’s pwnership needs (o be based on suppodives
s on commilmen] and proriby 1o medilim
and long term objeciives like sustained productivily and -
uity and on the decision 10 retain personnel for a 3 year ferm
with th project. MYRADA's expenenca n other projects has

. e r

Thei \Wabsesrad Managamend Cosvmitiaas hal omerged in FIBOW wars composed of
represanialbogs oo all B SHOS i e seesieed &nd Uom iha group of angs lam-
wra Wl oblalieed B iieec Banal e B projicl Theso Watershed Caomimitess
mere acius during mglemesialion and e lherelors men aReenariaely descbed a5
Walsrshed bep hemeriialicn CammBlisek. &1 e bne o willing Shoy  haed nod luly -
wiewed lhai relo in fe conlex of masagomedd &nd maklssanca ¢l |ha pysical ano
i amvircmemanle thad bad besn craobea g fhd prejac H:«'Ii.ﬂ.:n.ﬁd-l'l-g-:'ﬂﬂ rala
8 by calakyse theas prowps 0 sededing thelr roe as Wadsrshad Management Gemmibsis

i s DRoming wcrmasingly evidenl in pErojects reibed primasly & insttutone changs
Bl pesprias paiicpalisn T edarmnel sources 6o nol &0 signilicantly b resnyress
miciilad In tha piojecd aska
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proved that the people are willing to contribule in cash and
kind once they are convincad that thair contribution will be
confrolled by them and not by the Government or amy othear

mativates them io taka the lead in maintaining watershead siruc-
{ures and management mechanisms once the project is over,
It i5 also becoming ncreasingly evident that Government re-
sources can no longar meel maintenance nesds. The self
help groups which Myrada fostered in PIDOW decided 1o con-
ver all grarts, given by the Government 1o their mambers
far agricultursl inpuls, into loans fo be relurned 1o the com-
mon fund of each group. Over & parjod of & few years, the
groups in the project have 3 total common fund of Hs, 6.3
milllen. This pattern of raising and managing resources is
crlical 1o sustainabdity of thes projecis Impact
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CHAPTER - Iv

MANAGEMENT OF THE
ENVIRONMENT & DEVELOPMENT OF WOMEN

(MEADOW)
IEAD [1] - CHARMAPURI PROJECT

The IFAD project staried in Dharmapuri Disinet, Tamilnady in
the late BD's where Myrada had already been working for three years,
during this paniod over sbdy Salf Help Groups (SHGs) had bean func
tioning of which tha 24 womens groups were incorporated inlo the
IFALD project, This was not a pilol or a learning project; il was just the
firsl m a lina, The pr-f'.li.ﬂ.":r was based on 1he raspectvie comparative
advaniagas of the Govermment and the NGO the former provided 1he
technical inpuls required for income generating programmes, while
the lstter fostered the paricipaiony strategy leading 1o the formation
and empowerment of womens self halp groups. The project’s objec-
tves did not include the capacily bullding of Govemment staff to equip
them o take over the role of the NGS; it emwisioned a replication of
the project in several districts where local NGO= would be engaged
for the roles and functions that Myrada was pedorming in Dharmagiir
Diistrict

The TNGDW [2] approached Myrada to 1ake responsibility for
the enlire programime covering 10,400 poor women in the Distric
Myrada proposed lo include several small NGO0s already working in
the projecl area. The Corporalion egread but on the following tarms

that & wauid be Myrada's responsibdity 1o coordinate their work

- that funds for their services would be channeled through
My racka,

thai Myrada would be held responsible if any of the NGOs in
the network failed to fulfill #5 responsibilities

i IFAD - Irsemational Fund for Agricullure Developmar
121 THGDW - Tam# tachs Corperabion for Devetoomen! of Waman
35




that Myrada would traln me-{ :»L.-l:lE rvisare and animators

Myrads agreed. Forunately andy one NGO detaulied and
Myrada look over the villages allofted 1o A

The intialne o involve NGCs in the IFAD sponsored projact
in collaboration with the THCDW was based on the rack record ol
NGOs in olher parts of the world in delvering micro credit to the poor
aspecially ihrough groups of women. How a group would be formed
ard whal ¥ould be Ihe basis {for cohesion were not considerad while
the project was being formulated, This lefi the s1age open for groups
fo be formed of ‘eligible beneficiaries’ (eligibility being assessed ac-
cording to criteria adopled by the project ke gender, or casle and the
racord with Banks of previous koan 2 [l Friary I,_:- As the project envi-
sioned 10,400 beneficiaries, 54 wmber of menm-
bers in the grougs fornmed would nol excesd thal rumber,

The concept of the group that emergesd i Myrada went con
1|'=1r5.-' i the above scenano. Myrada focused on identitying groups that
i s pistad on the bases of thesl, midual supgpod and common
interests: this set of relationships which could be described as part of
the social capdal of the groups onginaled frem several tackors like
common cccupation, ancastry, ongin, caste, creed and other similar
tactors ol affindy which had wenlilied the membership aven befops
Myrada's infervention. Myrads helped fhis group to develop inle an
Institution which performed new rolas, both internally, involving Rs own
members as well as in forging new relationships and linkages with
olher groups in sociely and with other institulions, These groups had
space for mposdion of sanctions on memrbers including expulsion from
group membership. Myrada discoverad thal even within a village of
30 to 40 tribal families, there were sub groups which prefemred to func
tion independantly. The immediate fall out of this approach was thal
Myrada had 1o organize groups with double the number of membears
i crckar o ind the lan thousand four hundrad aligible women who
would qualily for lcans under the [FAD project. The THNCOW at ona
stage considerad this a waste of ime and money and suggesied that
groups be formed only of 'eligible’ membars [3)

[#] % sl howeesr ba recorded that the THCOW sepporied Mymda's simbegy  during a
laigs pard of ¥ projoct's durakion

a6

Myrada's expenance had indicated that the affinity groups
sundwved evan after all the intervencrs withdrew, while 'h:lae q: ups

formed on tha basis of extarmal Ell';ltl"llt:f' "'-'ltl:'rll_l tondad P':-:l
evan before the project ended and cfien immediately .:1:=-r I:ru: group
recalved funds under the project

O reason for the differancs in slraﬂn_'-_-!.]-_.,- described above was
ihat the maor underlying assumption of Myrada and TNCDW difars
While Myrada focused po capacily and institution bullding as the ba-
sis for sustainabilly, equity and empowerment, TNCDW (often against
tha advice of some of its officials) under pressura to achleve targets
continued to view the groups as "sarvice delivery instrumants® which
ware ils "clients® within the conlext and period of the project

The second difference in approach which undermined the
participatory process leading fe ownership of the programmea by the
groups was the gdmimstrative pattem adooted for advancing loans
which was similar fo the one in the IRDP [4] programme. The "lcan
papers” were drawn up in the name of the individual mamber of the
group, Iranstemed to the individuals account and from thera Lo the
group's account, The group was not allowed to add any service charga
above the Bank interest (12%) to cover its respons iEality for ensuring
proper ullksation and repayment. As a result, the groups ownership of
the "loan” was waak

As Myrada and the TNCDW gained experence they intreduced
significant changes in the way the_loans were gdministered. For ex-
ample - All the officials involved in the IFAD Project visited the village
logether to discuss the programme al the Sell Help Group mesting
this was a positive improvement over the IRDP approach. The people
did not hava te make several Irips to vanous offices. Financial trans-
actions alzo became more transparent.

There were also other initiatives Laken by the intervenars dur-
ing 1he course of the project which were innovative and in lurn fos-
tered the growth of the SHG. For example, Myrada encouraged the
groups to decide on laking bans accerding 19 their needs and their
abikly 1o manage the assel which tumned oul lo be generally smalier
amounts than the unit cosl prescribed by the Banks. For example

{4 IRDF - Imfegaied Fumi Devedepmen] programims
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Though the project had buggeted a sum of Az 10,000 per unil
cost for assets, the Banks allowsd the groups lo decide on
the loan required for each assel. As a resull the loans were
much smaller; except for a lew loans for irgalion. seniculfure
and anlmal husbandry, he loans were on an average around
As. 5000/-. Peopla for instance decided lo borow Hs. 1000/
to repair their senculiure raaring sheds rather than take a loan
af s, 5000/- to construct a new rearing shed; they opted lor
small sheap units (less than 5 rather than the prascribed wnit
of 20+1. This reduced tha [can burden considerably and pro-
vided tha people with the freedom they needad lo work ac-
cording to thair management capacity. Myrada has gbasrvbd
thal wheal is prescribed g5 an sconamically vigble unil. 5 nol
ahvays considered by people to be managaabla by (hem @i
tiglly: they prefer to spread their risks by investing in sevaral
small enterprises on which their livelhood is based and build
up gradually lowards managing a single viable project from
which Iheir dally livelihood neads can De met

Another mpovation initiated by Myreda m consulia-
tion with MABARD and sciively promoted by the THCDW was
to exctend one koan for 8 packaga of options . unlike the IRDF
programme which fecuses on one loan for a single assel. Small
and marginal farmers in dryland areas have iraditionally
adopted a package of options, integraled Mo farmmg sys-
tams: this distributas thair risks, mereases the number of in-
come sources and lenglhens the period over which they har-
yast a diversified product which meals thair livelihood needs,
hyrada approached NABARLD and the Banks to accept & pacs-
age of options; this was agreed to in principhe, but in practics
it was mplemented for a year only, though i rasponded fo
farmers management practices. The reasons why Banks with-
drew wera Lhe following:

- it toak time to discuss the package wilh sach family;
the pressures to achieve targels ded nol pemit this,

: the planning procedure adopted by the TNCDW,
claarly indicated the number of lpans under each
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gector like animal husbandry, senculture atc.; adopt
ing a systam whera a packaga of opbons was included
under one loan made reporling according lothe plan-
ning requirements a dfficull exercise

Myrada had no hand in the design of the projsd; as a resul
some of the initiatives In policy changa which Myrada was involved
with did not have a bearing on project design, Forexample, the project
design slarted wilh mobilsation of group savings, Sul 1 then wemn
straighl to large incoma generaling [oans from the Banks. Myrada's
experience indicated thal people begin by laking a large numbsar of
loans for consumption and then move 1o treding and small business
il takes 2 /2 - 3 years before some opl for larger loans of Rs, 10,000/
Yat, the unit cost prescribed in the design was averaged at Rs. 10,000/
o be advanced within the first three 1o six months. The projed design
pnjl.'ldﬂd for a comrmunaly Uu'.-ll_llu-[_lr"-l,'!l:'. funck @5 A -._1ranr 10 2ach salf
!'.EII!:l group el the and of e |'_'|rr_|J|:-_.:_:| F':ll.-’tlﬁgln.‘:.-'ﬂ-:.l this fund would Feave
been more effeciive n fostering the process of institution builkding If i
had been used g malch the savings at the end of the firgt vear, Even
here it would have bean preferable 1o give it a3 & loan on very safl
terms, To give it as a grant al the end of the project after the SHGs
have begun fo gel accustomead to & “loan culture” surely goes con
trary fo the iMemal dynamics of the groups progress, Finally, by 1988-
BS MABARD was leaning towards the pattern of extending a linge of
cradil to groups, leaving the group to decide on the size of the loan,
interest rate and schedule of repayments with reference Lo each loan
NABARD could have been persuaded to adopl the Dharmapuri prajec
as & pilot if it {or Myrada) had besn involved in the design

A recent study by the World Bank [5] of several NGO expanments in
rural credil, including the IFAD project in Dhamapun Disinicl, indi-
cales that those NGOs which have "concentrated on the dakvery of
fimancial services™ have gone a lol further in achieving [mancial
sustainability than those (ncludng Myrada) which hava placed equal
emphasis and in some cases greater, on 1he social service aspacts of
on "social inter-mediation®. Myrada has always opted for a wide range
af suppor services. In faci, the IFAD project in Dharmapun is callad

"MEADOW" (Managemant of the Environment and Development o
Women) in onder to draw altention 1o the need for & "credi plus®

jsh] “Buslainaiie Banking wih paor neml women. ‘Wi the World Bunk 8 keming (o
WEFa Ly Basist, Gendes & Povary Team. Asia Technical Depasmairn
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sirategy for sustalnable increases mn produciivily, Howeaver, this sfrat-
aqy involving all round regenaration of natural resources ook off only
in the fourdh year of the project. One of tha learnings hal prompied
Myrada fo adopt this strategy was the poor recovery rate frem invest-
merts in the gl;;n:_‘:',all:l.;:n:_l and animal hiazhandny ralated sectors which
depand on Investments in watershed management and natural re-
source generation for susiainable increases in productivity. Even more
significant was the discovery that in a large number ol cases repay-
ment of loans taken in lhese seclors cafme from income earmed thraugh
athar activities; in a significani number of cases the major source of
repavmems of the loans was not the ingome from the assel, For ex-
ample a Myrada study of 142 cases in which repaymants ware over
75% indicated the lollowing

Sericuliure Cnly in 12 out of 32 cases was the
assal ke major source of repayment

In 43 ouwl of 60 cases the assel was
the major source of repayrmen|

Animal husbandry
Harficuliure In 5 out of 17 cases the assel was
the major source of repayment

In 15 out of 33 cases the assel was
the magor source of repaymant

Mom Farm aclivilies

In such & scenaric the high rates of repayment in projects
which focused on the delvery of financial services indicated in the
Werld Bank study could have been sourced from bormowings undar
prassura 10 repay

Discussions with tha people concernad indicated that several
considerad the asset purchased theeugh the lean as a long term in-
vestment; they were aware thal the income from the assel could nol
meel the repayment echedule and had aiready decided that repay-
ment would come from their other sources of livelihood. In fact, they
apl for loana smaller than the unit cost bacause they assass thair re-
payment capacity on income from cther aclivilies and nat from the
assel for which the Bank provides the loan. The World Bank study
ralered to did not analyse the source of repayment
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The IFAD project proposal gave adequale mporance (o the
role thal peoples institulions will play in the programmea particularly 1o
manitor 1he aBocation of funds and to ensure repayment. Transpar-
ency in transactions, montormng of credd (use and repayment) and
eqquity in loan disbursemenis were the thrae functions thal these inst.
tutions were expectad lo pedorm. Transparency was mdeed achieved:
transacition costs to the Banks 2nd the 'bensficlanes’ were reduced
[6]. The growps monifared the use and repayment of cradit bul this
objective guickly became not only the maior bul the oaly ong becauss
tha TNCDW se! 1argels for the number of loans 1o be disbursed and
tha Banks major criterion for success was the performance on repay-
memd. These ndicators of success which were given prienty by the
THNCDW and the Banks undermined the ghjactive of sustainabiily. For
axample, the pressure 1o achieve guarerly targals oflen forced the
Line Departments 1o take up activities al & time when the climate was
niot favowrable | this occurrad in the sercullure componand | or with-
out adequate preparation 1o provide backup support redured for the
assal 1o sEvive or o be used productively {this happened Ineguenily
in the animal husbandry component), The indicators thal wars given
prionty in monitoring related 1o the achievement of targets in the num-
bar of baneficiaries supported on & quarerly basis. While setling tar-
gets halps in driving the project forward, unless efforts are made along-
side 1o assess bolh the mstitusonal strenglh of the sall halp group and
the resources available 10 maintain the productivily of the assel be-
fore substantial funds are advanced, the target appraach will and did
undermine the growih of sell rellance and the process of institulional
building which are essential for sustainabilfy

Myrada made several afforts to reduce the subsidy cullure
which il considers a major drawback in the management of tha IRDP
and IFAD programme. A distinetion, however is made belween
subsidising the asset (Myrada's position is that this should be avoided)
and subsidising, through administered prices, the inputs required fo
manage and maintain the assel { including technical senvices ) ol
||;'th=||;-||j sustainable levels of prod UGl l1'!.'_ i 1his araes I".."Il,'rada's posi-
tion is that infrastructure whech 15 pacessary 10 suppor programimss

%] & ghedy by O % H. Puhazhendi imes RAAARD, commissonsd by the F oo e ]
chivedepmanl Comorafon, Ausireis it gl meduciions n fmansacion cosls ol -
proimalely 2005 10 The Banks s 8% 10 e Danedicimnes wihen compared I Cogls
Incernad undaor fhe |RDE programss
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for the poor still reguire these subsidies, Inthe IFAD programme Myrada

motivated several groups to place the asset subsidy as a Figed De-
pasi aaming 13% inerest and to take the entire amount requirad {which
was usually smaller than the prescribed unit cost) as a loan al 12%
intaresl. This fixed deposid provided those members who repaid the
loan with & capilal base on which they could raisa further koans from

the Bank,

For horticuflure and ngnr.'l_-lru.'r! n d!'!,rlal'n‘.‘l to be productive,
both the physical amdironmaent (required 1o manage and consernve soil,
waler and blomass) and the social environment (groups, networks
and linkages) are required; ihis was a lesson leami from Myrada's
PIDOW project in Gulbarga. While tha IFAD project provided for the
social epvironmient, tha physical smvironmant required io build the basis
for productivity on drylands and 1o sustain it was nol given importance
it was only i the mid 1990°s that the Govemnment inftiated a water-
shied management programme n the area; meanwhile, Myrada has
fostered & few microwstershed management inlfiatives, bul they nead
to cover & much larger area for their impacd to be signihcant; Myrads
has given this programme pronty only since 1984[7]

Training :

Myrada gave priority to foster self help and institution buikding
as the basis for equily and sustainability, Essential fo this strategy

was a {raining componant focused primarnily on the group-not on indi-

viduals. Based on its experience in this ares, Myrada allocated abowt
g months for the group to stabilise before loans through the project
ware advanced. Unforunately, the pressure (o achiéve targels resulled
in the loans being advanced jus! three months after the group was
identified in several cases. Myrada's objective of ancouraging sav-
ings was lo inculcate a "habit of savings” and 1o promote attdudes of
self-refisnce; Myrads encouraged groups 1o lend from [hedr savings
50 thal they would acquire the skills of credit managemeant including

[ Thia neme gean o & Myraca proeol indicales D main Brust of Bs projec] sinraegy.
T Dreadmagnil préepo) sponsieed by Foster Parems PLAN Inteenallonad was acoord
Ingly nasmed "MEADCY" (Maragaand ol tha Enviren menl -and Developmant of
VAo ey, Hirevens, ireasiiniard [n B anagdeonmend waa nsigrilicant ounng ihe el 4.5
voang ol ihe profec and plcked up only bn 19941004

a2

the ability o prioritise loan requesis, 1o apply sanchons for default, 10
assess the profits and risks related to each activily and 10 fix a service
charge accordingly. The rushto advance loans, howeaver, gava people
lhe imprazsicn fhal savings were a condition 1o receive loans: fhis
reduced the educational impact of the exarcize

Training was an essential componant of the project design
The mmporance of training lor institution buitding, sell help and sm-
powerment was recognised by IFAD and adequate investmend made
Training in the project design coverad Iwo mapor areas: one relalad io
group stabiksation, mstituion building, self refiance and esmpowerment
whera Myrada fock a lead role, and the ather (o the technical skills
required to support asset productivity where the THCDOW through the
PiU {Project Implementation unit set up by THCDW at Distnet level)
and the Line Deparmenis look the lead, The THCDW however, realised
that demands of the programme wera far greates than the Line De
partmenis could cope with; it therefore decided in 1934-85 (o recrui
voung professionals on short 1erm contracts and 1o bulld up mobils

0 e SO

Training in off-farm skills which opan up the potential for em-
ploymenl in industries (s a component that has not been given ad-
equals altention by the inlervenors. Yel, in and areas this avenue
must be explored H the Bndless and marginal farmers are 1o eam
sustained incomes. The project area around Hosur offered many op-
porunities for contracts with industries to provide employment 1o
women, Myrada has over the lasl two years focused on this ares
confracis with industries have been enerad info and several amall
enferpnaas initiated

Management Mechanisms :

Tha THNCDW astablished a Projact Implamentation Ung (PILI)
in each District. 10 was made uwp of officers on deputation from various
Line Depariments whose role was 1o provide fechnical training to the
peopla and to mobilise suppon from the respective Line Deparimenis
Thea genaral impression was that the PIU was nol as elfective in per-
forming these roles as pxpeciad, Tha reason however had mare to do

with the general stale of inefliciency and lack of resourcas which are
aroraing fesiures in the Line Dapardments and wilh the skills of stafi
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[which are either inappropriale 1o drytand and semi arid areas and
guidaled even In areas wivera walar is available), than io the parfor-
mance of the FIU In facl. the PIU had sayeral unintended pogiive
effects, For exampsa, tha entire team of officers fincluding the local
Bank Manager) visitad the village and anended the SHG meeting 10
discuss the programme. This was 3 marked difference from the regu-
lar IRDP programime wWhere ithe bensficiany has 10 spend conside-
able time and money belore his/her loan comas Throu gh. These wers
significant achievemants which the people painted out when asked 10
compare the IFAD programma with IRDP. Yel Governmernt ard Bank
alficials ware involved In ot prOgQrEmimes; the organisatonal and
social emironments, howeyver, Wers difterent. A further comparaine
anahysis of the managemert gystems operaling ini the I1ADF and the
|FAD projects would be 8 conslructive exercisa

IFAD did not place any full time re presantative wilh the projest
unliks the two other bilateral projects. The Swiss Development Coop-
gration and HIDA both placed a full time staff with Myrada who playad
the important (though unintanded) robe of a catatyst If tha IFAD project
it was the TNCDW that parformed this calalytic role 1o a Brge axten
at tha State level. It had a major responsibilty {which il parfommed
successiully) 1o foster coliaboration amaong the Banks, the Line Da
partmedits, the local District adminesination and the NG&Os. The high
profile of the Corporation, the decision of the Chief Secratary to Chair
the State level Comimitias selup axclusively for this project and streng
commitment of the [ndian Bank (till 1995)and NABARD to suppor the
cradil line were all important iactors that contributed to 2 high degres
of cobaboration among all the intervenors { For further delails regand-
ing project prganisation refer Bppendix 2. When {his project was
upscaled 1o cover sk slates & naw sinuciung Was developed; refar
Appendix 3 }

A significant differance between this project and those with
which Myrads was rvohed in the eany and mid BO0s was that in lhe
\FAD project the Goyernmen [THCDW) entered into an agresment
with Myrada; tha rodes of Myrada and the Govermiment wWers claarly
ndicated in this agraement fhor tha Agreemenl refer Appendix 4)
Though imporance was gaven tn form and fran groups DY bolh par-
tias the reasons for working with groups differed - tor TMCDW they
wers agents of service delivery, lor Myrada (hey Were the basis of

K

oivic groups of the poor which would continue 1o funcion even

tl'.ll';' project ended and to parform social functions beyond thosa :H =
sioned in the project which were relalad fo cradi| monitorin I.*rdn----
paymant. It was this differance in percepltions regarding 1.-1: r:-"r: e
tor group sirategy that caused several tensions during -rnnle.r-:.—:::ﬁ
tion, The only role which was nol loreseen for Myrada and 1..-:hql
Myrada had lo play, partcularly at the Block level was that of a -I1-II
hysl 'llr'uﬂﬁ":.l}prdl[pjlﬁ' of the vancus ntarvenors; this role was plﬁ;i
TE THCOW al the State and District levels and by Myrada at the Hbl-arb:
T o m?re.—-.-mcn’. betwaan TNCGOW and Myrada however ralsed the ;;v i
of the intaraction to thal of a_contract which plaged added press {..- =
both parties 1o respect one another's rofes The importancs I::d%lI
agreament a& A basis of coplinuity was recognised whan an E.-|L,- f II:
{0 cope with frequent transiers of the Project Director - there were I:'-:
within 2 period of six years. =5

Though multilateral and bilateral projects were increasingh
including poligy change and oroanisational retorm a5 n'|.=.'.J,-:|r-_'-I:u._1=--:ri-.j=ij
the IFAD projec did ot da 50, The naed for these I_'i.:il-"..-f'.‘ll:-E*:'. 1uﬁ
the cradit defivery system more responsive to the needs of the F:w.;;-;
had prompled NABARD in the mid 80's to support Myrada's initiative
to farm self help groups which if succe eaful would ba nked directhy |:-|
the Banking system, Mymda adoptad this sirategy rather than ::el up
a parallel credit system ol its own. For this stralegy o be |::'.1|:r_1i-~-4:|.:I
howeaver. NABARD and the ABI had 1o be Fria|or |:|I.ay-ur,5 Ths inma:
tive was slill being assessed and had nat been accepled s a podicy
when the IEAD project starled. This is why the [FAL project 3-:.'-:-|:-1a::|
administrativa features of the IRDF Frogrammsa r

The macra palicy change required 1o fink Banks directly 108
SHGs was initiated by NABARD and Myrada in 1985-86 long before
the Irﬂﬁ project began; but since il was a magof shift im he strategy of
cradil provision it took several studies and other BXpEriaices I:-:-J_:iea
Myracda's for the ABI and NABARD 10 1ake a decision. The RBI iintro-§
duced the policy only in 1980 with NABARD providing the truidvlinesl
in 1991, two years after the IFAD Dharmapun |:-.'l'.i|-:.'!-l"..r. he-:.:.a

LESSONS LEARNT

1 Management mechanisms particularly for iInnovafive and
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coliaborative programmes must be prasided over by Sieniar
Oifficers like the Chief Secretary {or Devalopmant Comimis-
sionar in some stales)

The NGO will usually be drawn into play & calalytic role i ihg
fisld level; provision must be mada far this role

Macro policies related to nalural resource regenaration and
e creation of social capital thal go beyond the provision and
use of cradit and assets ralalad diracily 1o ganeraling ncomes
are essaniial fortha sustainahility or programmes where credil
pravision i5 the magor investrmeant. This credit plus Siratedqy s
critical whare projects are situated in dry and degraded arsas
and targeted lo the poor. Investimeants which suppor the so
cial and physical enviranments, inputs and markeds, and tha
farming systems raquirsd lor sustainability and provision of
livalthood needs is essential, Separals intiatives to put these
policies in place must be lostered alongside ihe programims,
or else this objective should be built Into the project's goals
and provision made to ensure that this objective is given ad-
gquate suppor and smponance throughout the project period

Moritering indicators must be agreed lo by all intervenors and
pricity established amang these indicators al the baginning
of the preject and mairiaired throughout

Though agresment belween the Government and the NGO &
assential i must be drawn up after adequate discussion be-
wwaen both partles which clarfies their respective rolss and
comparalive advantages which pf ovidas the reasons tor thair
involrement and for adopling a paricular sirategy.

Group formation on the basis of affinity and group lraining are
sssential components; they lay the basis for sustainabikly
Group training must preceed training to individual membears

The NGEOs which will collaborale in operabions should be In
voheed during project design, especially i they have had ex
perience in the participatory devalopmani strategy and

infostering the instulions envisioned in the project.

G

Tachnical support cannct be left to the Line Depariments
Brivate sources need to be mobilised and a siralegy pul n
placa lo involva them in providing both technicel and market-
mg Support.

fovernmaent and Bank officials will reapond with a high levat
of commitment and effectivenass f they are provided with a
cupporive adminisirative and organisatio nal cullure

The "Indian Modal' of linking SHGs to Banks which was nol
followed inthe IFAD Dharmapur Project needs o be promoted;
{ ensures a high level of participation, provides an anabling
snpvironmant for ampowerment, builds up the group owner
ship of funds and of the programme as the group s free lo
decide on unit cost, inMerest rales, schedul of repayment and
on =anclions: # also and allows the NGO inwodwed to with-
draw




CHAPTER - v

WESTERN GHATS FORESTRY AND ENVIRONMENTAL PROJECT:

WITH THE FOREST DEPT. AND ODA - LIK,

When this project began in the early 1580°s, The suppor in
Govemnmend for collaborative initiatives with MNGOs was the highes!
there are signs thal il has since declined, While collaboration with
MGOE has been significant in anti-poverty and social welfare projects
and in wasteland develoomanl, relations batwean the Forest Depart-
ment and NGOs, in Kamataka, were punciualed by periods of ten-
sion, and in other parts of the courntry by opean conflicls which did not
reflect the garn aral climale of collaboration betwean Governdnen! and
MGOE in other saclors. This praject, which was supporiad by the O
{Overseas Developmeant Administration) of LK., was the firs! bilateral
mroiact i Karnataka in which an NGO was formally imvoblved with 1The

Forest Deparimen

The tma this project 1ook 1o move from identificaticn o ap-
proval was unusually long - around 8 to 10 years. One of the magor
reasons was the sirang opposition from NGOs who hedd a position
that the project would provide the Forest Deparimant with additional
suppart to introduce programmes which would make il more difficult
for people, especially the landless and fribals, to meet thelr daily live-
ikood needs, The issue of biodivarsity was not raised as a major ob-
iscinve in the mid-eighties by local NGOs. During this period, howsaver,
several popular movemants led lo major changes in forest pobey which
were reflected in the National Forestry Palicy of 1988, Among other
faaluras, this policy recognised the customary rights of paople who
depanded on the forests for thair fvelihoods and opened spaces for
paople o paricipate in the managemant of cedain areas of the for-
asls and to share in the produce. i also brought inte sharp focus the
importance of forests as a genstic resource base and the objective of
biodiversity as a major one in torastry managemaent. Thaugh these
policies wore not as comprehensive as Myrada expacted them to be,
they did provide al lsas! an opportunily, which if explodied strateglcally
hiad the polaniial Lo opan up aven wider avenuss whiers paopls colid
play an affective rode in the management and use of foresi resouces
n & sustainable manner.

4H

Myrada on s part opled to suppor itiatves thal scught to fostar an
innovalive process leading to jomt loresiy managemeant, inslead of
adopling an open stance which was sharply critical of the forazt podicy
and Forest Depardment. Thiz ks nol 1o deny the value of such criticism
it is often required o draw aliantion to policies and procedures '.-'-'Im:;.
iraditionally urderminad the livelihoods and rghts of people: it plays a
eritical role g5 & watchdog over intarprelation and implementation of
the Forast Policy, It can be claimed that thiz crilicism playved a signifi
camd rele in persuading Government 1o expenment with new sirale-
gies of forestry managemen! which invelved the peopls. But whal was
required alongside was the efon 1o loster innovalive stratedies thal
could iske 1he place of those which mamw had soreed were now iFal-
gvant and even harmful o sustainable mansgement of the foresfs
resources. Myrada realised that it was necessary for an NGO o be
imvoheed with the Forest Deparmaent eary in the process i order 1o
Increase the chances for a paficipatory development strategy fo
emerge, which wauld fostar the growih of peoples mstiutions that could
gradually take the lead in managing the forests resources in & sus-
tainable and equitable way. Myrada was not alone; several Forast of-
ficials, concerned with the rapid boss of forest cover and the failure of
fraditional managament msthods, openly supported this sirategy as
the “last resort’. The support of senior Forest Officials for a change in
management strategy was bolh arilical for the project 1o take off as
well a5 encouraging to other interveners. The macro policy which pro-
vidad the ervironiment for this stralegy was put in place by the circular
of Jume 1, 19520 from the Government ol India which was ratified by
the Government of Kamataka in April 1893 and is known as the Joind
Forest Management Resolution.[1)

Myrada realised thal there were many cbslacies
{organisational and cullural) as well as conflicting interssts that would
continue fo hinder the process leading to the formatian and ampowar-
ment of peoples institutions, but with the change in macro policy and
support from within the Forest Department, the time had come 1o risk
farmal colaboration. Tha ODA project which provided his opportundy
in & way broadans the horizon further by accapting the causal link
between peoples paricipation and bio-diversily consarvation. The

1] T OOA profec] commeancat i Aprl 1501 IRe Goveenment o] Kamalaka raiiiad ks
resnhfion oy in &pnl 1805, The gap did have & ragelsa impact on re nlanmeg
proscass n he alinl slepe
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JEPM [2) order introduced by Ihe Karnataka Govarnmend, hawaver
vasts considerabla power with forest officials in the composticn and
running of the Village Forestry Comimitieas (WFC). Though thase pro-
visions add hurdles 1o the growth and ampowarmen of peaples insti-
tutions. the project provided a ‘wedge of epportunity’ which could be
further widenad provided an oppropriale siraiegy Was adopied and
sustainad.

Whan the Fores! Department and ODA approached Myrada
to collaborate, tharsfore, Myrada had a reasonably clear idan of the
stralegic nalure of its interanton Myrada was first approached 10
coordinata the inftialives of NGOs in Littara Kannada Districl {the projec
arsa), and to channel lunds to tham for initiating and suppoting -
come genarating initialives underlaken under the project. Myrada how-
gver refusad to channel and monilor funds, as this role did noi flow
fram ite mission; in fact Myrada has consistently rafused o perform
this role since 1983 [3]. The roles that Myrada acceptad wars the fol-

fowing:-

To organise participatory axercises al village level with paopie
srast slaff and olhers to start 8 progess leading to a join? tor-
estny management plan al village level. (This role gradually
developed space for Myrada's intervention in the exercise of
micro-planning at village level)

- To et up village loresiry groups [4]; and to train villaga ank
matars. (This mie sxpanded to include training for village
groups, particularly of woman, who wara interasted in forming
selt help g-‘l"?:]F-E.:l

- To build capacity of Forest staft and NGOs to conduet particl-
patory technigques like PRA {hyrada focused here onlraining

12 JFER ok Foemckny Planneg and Mansgamem

13 The orh scsplion was in e FAD projed wivaro WY HADW, dd nodl cihanfell piogramins
lunds, Dol spmed (o channs adminiiretes coesls to MG in The paPecrk, since his
waa o any ey smaler ROCHE could cofabiale in lha prejact

[4] Tha ‘groups’ relarmad fa becaims the Vikags Fansiny Commileas, The gaesral body

wias compoaed of ane memoes om each lnmiy inihe village; tho gameral Eochy il
15 brmmbans 1o a0 axeoulive Commiiee.
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of guards and foresiers who provide the major inferface with
paople: thair re-arisniation in erms of attitudhes and skills was
iderfified by Myrada as critical (o the process of paticipaborny
planning and implemenaticn The inadequiacy of PHA fech-
niques alone to ensure effective participalion during imple
mantation has been realized as a problem bul nol adequately
addressed as yal]

bvrada was aware that the roles described above were Inad-
aquate 1o achieve the objective of fostering paricipatory development
strategies that would result in empowered peoples institutions. Fur-
that, the Forast Department had already laken cerain mitiatives in
which peoples institulions should have participated bul could not do
so eflectively, because only & few were formed and evan Ihese had
not stabilised when these initiatives were undedaken. For axample,
the Foresi Departmant decided on how the Village Foras! Cormmnit-
taps would be constitided and what their roles and powers would be
It was tha Forest Depanment that ook the lead in forming VFCs, Al
one time Targets for ragistering VFCs were sel and performance as-
sessad primarly on the number of VFCs registered

Forest plantabons (which had been established under other
schemes long befora the project commanced) wers handed over and
proceeds from the sale of these plantations wers g harad with 1he Vil
lage Forest Committees even before they were capable of exarcising
their organisational functions effectively; this gave the expacialion of
immediale incantives & daminant role in group farmalicn; groups based
on thesa ingeptives do not last leng, neither do they becoma pffactive
peoples institulions. They may impose sanclions gn outslars en-
croaching on their territory, but they will not be strong enough 10 irmi-
pose sanctions gn their own mampers, or o achiava the objectives of
affactive and sustained managemen of their resources keeping in rmind
the intereste of all groups moluding the poorer seciors

The focus of paricipation also fendad lo Decome identified with the
novelty of PRA (Pardicipatory Fural Appraisal) technigues My rada
axorassed its concemn hers, since experience has provided adequate
avidence thal paricipatory lechniques like PRA do nol necessarily
foster participatory sirategies and the emergence of peoples instil:
tigns unless several other g pportjve decisions ane taken, irplamented
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and sustained, Several strategic interventions beth in the project's
nrocess as well as within institutions of intervenors (NGOs and Fores
Department) are necessary for peoples instiubions 10 &merge and
acquire the confidence and skills to decide on their own constitution
and funclions, as well as for inervenors o provide the Space neces
zary lor these institutions fo take over the lead role in cerain
programmes and areas. Myrada's experisnce has proved that peophes
institutions, to be effective, must paricipate at all stages of the intar.
vantion, from project identification through planning, budgeting and
implementation in order to lay the basis for sustained managemen
To form peoplas institutions in @ hurry 1o meesl largeis undemmines
their effactivenass as they are not prepared to undertaks these func-
tiong: a5 & resull the lead in all areas and programmes conlinuas o
ramain in the hands of the Fomast Deparimeant

Though Myrada was aware that the roles as described in the Agree-
menl with the Farest Deparment were inadeguata o fosler tha pro-
eegs thal would help to achieve the objectives of equily and
sustainability, it decided 1o go ahead; but at the same time it kept its
oplions open 1o intenvens further and perhaps mOrs sirategcally |f
space was provided. Myrada was alse aware thal it weuld hava to
prove the effectivensass of its intervention, as wall as raise the level of
confidence of other intervenors {mainly the Forest Dept and NGOs) in
its organisational strengths and sirategy, before i world ba given the
space it sought o broaden the scope of s iNerventions.

As the intarvention prograssed, Myrada was approached by local NGOs
to provide fraining in participatory. techniques and micro planning
Myrada was also supporied by the Forest Depl. in its initiatve 1o ex-
pose people and forest officials to ils alher projects in Gulbarga,
Holalkars and Kamasamudram. These visits focused on successhul
gxperiments of local people o manags cOMMOnN resourcos,
microwatershads, forests and credit, While indially these exposure vists
were imited to mambers of the VFCs, they gradually Degan 1o inciude
groups of women from a few villages. These women who joned 1o-
gether for the exposure visits have been motivated in 3 or 4 villages in
the project area 1o start their self halp groups {5HGs) on their return
These expostre vishs have given people an insighl into what peoples
institutions managing natural resources can achisve if they are ak
lowed space to devalop thair own ingtitutions and nal Ireated as ex-
lensions of the NGO or of any Govemmenl Depariment.

a2

As a result of the inftlalive of these women to form aelf help groups,
Myrada was able o present a case 1o extend the lormation of thase
groups over a larger area in order (o foster the objectives of equty
and sustainability. Myrada's analysis indicates thal a large number of
people who depend for their livelihoods on callecting non forasi tim
var produce have to borrow for food and social needs from contrac-
tors 1o whom they have lo sall these products. Myrada expects that
the SHGs will give them the independence required to lind altemale
marketting channels. The existing laws requinng that all produce
should be sald only through confractors also needs fo be changed

Myrada's institutional strategy in the project area now has the follow-
ing fealurss

identification of affinity groups paricularly of the poor and for-
mation of these groups into sell help groups (SHGs). These
groups are small {around 20 members) homogeneous (wilth
similar interests and ocoupations as well as of similar social
and economic stalus) and voluntany (thay fopm tReir own redes
and regulations; Myrada provides the broad framework). Ex-
amples of these SHGs are groups of headloaders and of nen
timbeer fores! produce collectors - both have to cope with sev-
aral fraditional and official biases which makes them vulnesr-
able to exploitation. These SHGs will not only save and ex-
tend cradit 1o their members for frading and consumption needs
for which there is no local source other than money lenders,
but also provide an institutional base from which these groups
can protect their.interssts. Myrada will train these groups in
the skills of organisational management and growth

These SHG: representing differant mterests and ocoupations
in each village will elect membars from thesr SHGs (o repre-
gamnt their intarasts on the WFCs. The better off and more pow-
arful farmers do not come forward lo form these SHGs; in
most VFCs, however, they alrsady held all the official post-
tions., In fact the VFCs, in several vilages, have provided an
apportunity for the new elite smerging to caplure posilions o
power and siatus which are largaly controlled by the lradi-
tional elite in the older village inatifutions.
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Wilt this strategy regarding the instilufional base go against the presem
structure of the VFCsT It need nol. The headloaders, forest gatherers
and graziers pelong largely to the poorer seclors and lower casles
they are also generally homogeneous. These casles have 1o be rep-
resentad on the VFC. The change that the Myrada pattern wil intrg
duce i that these membars will be elected by their SHGs and ot
salacted in the general assembly mesling Thesa represaniatives will
also have a base o suppor thesr interasis

An analysis of the present paftem of VIEC formation and manage
e, indicates that the Foresi Depariment plays a major and lead
role. The Forest Department idantifiss the areas that fall into five Zoneg
[5] and brings out the "Zonation Map®. True, the Iraining in padicipa
tory techniques provided by Myrada has added a paricipatory dimen-
sion 1o this exercise, but i i far from adequate as the people are not
val organised and have no clear idea of thelr rolas. The salechion of
the villages o come under Joint Forestry Planning and Managameni
(JFPM} and their priorifisation is also largely done by The Foresl De-
partment; crilara used include the degres of degradation (canopy cover
less than 0.25), tha proximity of the village to the forest, willingness of
people fo collaborate and patential for a joint forestry programme. The
Forest officials play the lead rode In maesting with tha villags fo expain
the JFPM concept, programme and abjectives and the respeciive roles
and obligations of the people and the Forest Department. FRA exer-
cizes o collect data and sdeniify problems are also conducted by for-
asl officials. The procedurs to form the VHC s once again Red oul and
conducted by them; the Secretary of the VFC is a lorester; it is his
responaibiity to set the sgenda and o call for VFG msatings; hinally
the Range Forest Officer has the power to remove any member of the
VEC an the recommendation of the member secratary. This scenario
[aises the question whether the VFGs sre considered to be sxtan-
sions of the Foresl depadmeni ? The present approach indicales ihal

thay are. If, however, the FO's iiention is io foster ther growih as
mstitutions, with a seperate idertity. or as _atemate instiutons in

volved in fores! managameent in (hair own right,
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than seversl of the practices referred to above nead 1o be reviewed
and changed The present top down approach o nshitulion buiding in
s way flows from the responsibilifies which the Forest Deparment
pxercises over lands which ke in Zonss [, Il Il and IV, These respon-
zibilities which resemble exclusive rights he by sialule with the Fores!
Dieparimeant. While the Forest Daparment exercises complets control
over Zones | and I, the JFPM programme opeans up a space for Joint
Planning and Management in Zones [l and IV, which, howewver con-
tinue 1o remain the statulory responsibility of the Forest Department
Tone V covers non-forest Government lands and private lands ex-
cluding Betia lands [6]. This zons is managed enlirely by private hold-
ers: bul under the JFPM, the Forest Department sesks to infroduce
joink planning and management wilth the objacive of promoiing eco-
logical and environmental objectives

The criterion that lands with less than 0,25 canopy copy only
ara sligible to come under JFPM raises two ssues

whal about forest lande with a higher canopy denasity? Are
these nol in need of joint management, paricularly if they fal
within Zone 111 and If they are used by forest gathersrs or
graziars and fall under Zone 117 Ara these areas excluded
becausa of the division in responsibilities between the Terro-
rial Forestry and the JFPM divisions?

- the focus on degraded lands tends to channel altention and
resources o astablish plantations only; the project document,
however, provides a broader scope for JFPM including pres-
ervation and reganeradon

The Project document states that the keystone m the projec! stralagy
is 1o dafine more clearly Forest Land Management objectives. "A key

stone In the stralegy is Io define more cleart L._‘i.._ﬁ_| aiest land managsment
abjactives: Al pragent there is uncedainty ;-jilmm the mananemeaanl
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obieclives of different categories of forest areas, whether it be in the
short-madium or long term. This uncenzinty s due fo (he conflicting
damands being made upon the forest estats becausa of new aware-
nass ol environmental and ecological hazards and bacause of the
increass in the numbers of those whoss |lvelihcod depends on fores
produce of varigus Kinds * {Project Document 31)

One of the issues which perhaps prompted this stalamant and which
is not adequately addressed i the pressnl stratagy 1 that of com-
pleta axclusion of gatherars of non timoer lorest products from Zones
1 and 11. 1! is understoed that multiple objectives are not admited in
Zones 1 and 11. The only objectives guiding fores! management In
thase areas is the preservation and gnhancedment af foresl cover and
biodiversily. Whan PHA exercises wers conducied at village leval 1o
assess the degree of penstration of the foresl on ihe par of galherers
of non timber forest products, it became evident that they panairaisd
at least into Zone 11, i this Zone is closed, it follows thal thieir el
hood base will be reduced making them more vulnerable. It is frue
that in many cases collection of thesa products 1s nol thigir only Source
of incame. but il is their main sourca during cenaln months. Exclusion
trom Zone 11 will in turn increase thefr dependency on focal large
farmars and weaken their bargaining power which, in many vilages i=
strang, becauss of a lsbour coniract system ared the abilily to surave
if wages are nol payed on their lerms While the Forest Dapafment
doas have a case fo close Zone 11, provision miust be made o do it
gradually and 1o ensure thal those depending on this Zone for thel
livelihaods are able o cope with the transition to alternate sources of
incoma and fo a sAuation in which they obtain belter prices for nese
products. At present, for example, they do not have the right fo sell
these products directly but are abliged to el them to contractors; ths
reduces their eamings considerably. A similar situslion will emarge if
areas ara closed lo graziers pariculary in those araas whars the
syslem works through engaging a village cowherd to look after the
grazing neads of the village caitle over long pariods. In such casas

the herds often epler areas now demarcated under Zone 11.[7]

The Forest Dept has recogmzed the need for 8 coping stralegy. bul
has lergely laft it o NGOs 1o organise altamale markeis lor lorast
products arto existing Govl anli poverly pregrammes o provide alter
nate livelihood oppodunities and 1o meel village priorities like drinking
waler which do not come within the purview of the project. Thege inl-
liatives gre inadeguals, Any sirategy which has the potantial for suc-
cess 1o achiava The objectives of equity needs 1o be based al least on
the following interventions

(7]
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a substaniial nput of resourcas (funds, trainirg, peoples Instl
tutions and linkages) 1o provide the basis for aRemnate bveli-
hoods: the esources available under the existing Government
anti poverly programmes are far too inadequate to achieva
this objectrve. It was for this reason thal Myrada suggesied as
early as 1990, thal atempls be made by Govl, 1o mobilise
other donors whe gould provide these inputs. Some Siates
lile Guieratl have adopoted this approach; and lessons could
hawve been dmwn from iheir expenance

- the problems of sach group have 1o be considered and a stral-
gy worked oul fo cope with specilic issues. The presant ap-
proach is too general and fails to focus on speciic issues of
parlicudar groups.

sl help affinity groups must form the basis of this strategy if
pach group is 1o build up its own resources, itz indepandence
trom contractars and monaylenders, its sonfidenca and the
finkages required to infliate and sustain an aflemala Iy edihocd
syslam

The project documert continues: “Through a process of land-use plan-
ning. i conjunetion (whera their injarasls could be atfectad), with lo-
cal groups of people, the project will help the Forest Departiment 1o
define more closaly the desirable and faasible objactives for sach uni
area. While mulliple chisctives will remain commen, loresl eslates will
he managed with a predominant tvps of abjective in view, In all cases.
environimental copcems and sustainability will be mmparative.” (Source

Project Documeant 3.1), Though equity is nel mentioned speciically, i
i5 implied in the statement that peoples mieresis need 1o be laken into
accourd and that multiple objectives will remain common - at least in
thase areas where the poor depend for their livelihoods

The project document further stales: * This process will lead 1o a 2o-
nation of the ferest according fo these types of managament obiac-
tivas: ecalogical, economic andior jocal neads, The zonation system
will provide a basis for rainnal long-1emnm manggeme], a5 s requirad
in forestry, &nd ba expressed in the Joint Foresl Plans and the Work-
irg Plans and thus justify the investmans baing pul into rehabilitation
and conservation.” (Source: Project Document 313
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Dioes this nol reguire that zonal boundanes are estabiished only afte
peaple have found the means to cope wilh pressure on their lveb-
hoods rather than Imposed according 1o the demands of pre
determinded schedules?

The basls of sustainable impast of the project les ullimalely
on Ihe organisational capacity of the peoplas institutions set up and
manage the resource and on its =bility to losier the organisational
fealures, valuss and conventions necessary for the sunvival and growth
of any insfitution. Prominent among these are strong ownership [of
ik fnstitution and resources), by is members abilty of itz members 1o
apply and accepl sanctions, regular meslings according to accepted
procedures. mobilisation of self help, transparency in all operalions,
ragular {yearty) change n leadership, linkages 1o instRutions (bolh
private and Government], provision of credit, technology and markei-
ing and sound financial management, incleding audits. The process
threugh which thase institutions emerge has 8 major impacl on the
{aatures and conventions of the instiulion; if The process is directive
and preconditioned, the leatures required for sustainability will nol
emarge and fiourish. The prevailing practice in establishing VFCS In
Littara Kannada district durng the first 2 1/2 years of the project does

TRAINING:
Training is the major componant of Myrada's intervention strategy. A
summary of the iraining programme conducled batwean January 1885

and March 1596 will provide an insight into the overall thrust

For Forest Officials

Subject Mumber of courses | av.3 days
Aftitudinal and Behavioural changes 4
Gender sensilisation -
Micro Planning (JFPM) 1
Conduct of meetings and documentation B
Self Helf Group concep! and funclions 1




Far VEC Members:

Roles of VFGs members in JFFM 2
Seff Help Group concapt and funclions 0
Organisation building 12
Cammunication skills 5
Comman Propery Resource managemen 2
Exposure visists 1o Guibarga Karnasamudram,

Hollalakere projects (including Foresters) 17

For HGOs

Gender sensitisalion ’
Trainings in conducting Micro Planning
pxercises at village tevsl 2]

hota: Several Irainings were akso conductad for Foras! and NGO siaff
1o equip them to conduct PRA training cn thelr own.

Reguiar feeback and evaluations of the: training both from the partic-
panis and from pacple, hedped Wyrada 1o review the programme graii-
odically and to respond to emerging neads. One area whare Myrada
could not intervens as infensively as the situation required was in the
tormation of sell help groups at village level particularty of the poorer
s actors who depend on the forests for thair livelihoods. Both ODA and
ihe Forest Dept, have now agreed ihal this nead musi be addressed
aven if il requires Myrada lo place additional staff in the project area.

The procedyre adoplad 1o selac peopls for training and exposire alsno
nends 1o be reviewad. The sslection is done by the Forest officials
andior by the VFG - of which a Forester is the Secrelary Participants
are usually selected on the basis of representation from VAMOUS Qroups,
Whike this method of selection ensures reprasentation, 4 does not help
to support follow up action which has fo be based on affinity groups
with sirrilar intarests and eoncems. Though the individuals who go
through the training and exposurs may ratum with naw ideas and he
confidence that they can work, they do not have the suppor of othars
in their affinity group who did net have a similar experienca; it is diffi-
cult for those whao benefitted from the experience 1o bring the othiers
together and to lay the basis loran institution_ | villages where peoois
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decided to go out for an expesure to Myrada projects and grouped
themselves according io their affinity refationships. the follow up was
more evident. For example, in Talagadda, the YFC had been regis-
tered and launched with great fanfare bt remained dormant for .-._l:,-g.r
a year till tha DCFs (both erritorial and JFPM) look interest in reviving
it with the help of & commified villags youlh. Myrada suggested that
tha focus be an women from the village. Three groups of women vis-
ited Myrada's Holalkers project; many of them were headloaders who
had a daily income, On thair retum they started savings and buill up
their self help groups which are still functioning. From this and other
similar expenences, Myrada concludes that intervention will be more
strategic and effective in terms of instilution building 1f peaple, paricu-
larly women, are allowed to organisa visds 0 ather villages whara
ieal ingfilutions and self help groups have developed. The galection
of the members in each group should be jall 1o e WOMEaN and nal to
the vilage Forest Committea or the Foresters. This will require inter-
yapors, NGOs and forastors to relale not paly with the YFC meambers
bul more imporantly 1o relste regula tly with the amire villsge comimu-
pity, The present practice, is that once the VG is established, nterve-
nare deal only with this commities

In general, though parficipatory techniques are balng extens vely used
by the Forest Deparimeni and NGOs in ihe project, the initiative 1o
form village institutions has beean top down, humied and stractured
This approach undermines the process required for self help and con-
fidence to develop and for paoplas instiutions (appropriale lo the
resource to be managed,) lo emerge and grow and fo sustain the
impac

The other major objective with which Myrada |5 concerned |s Sguly,
The institutional pattem which Myrada has started 1o foster inlhe project
area arlses mainly from its concerm that the objectives of Uity {and
sustainabililty) are nol adequately addressed in the present siralegy,
conditioned as it is, by the structurs of society and the exisiting rules
and organksational limitations of intervancrs Myrada's concem is thal
the Villaga Forest Commitieas which consist of ong mamber from each
tamily in the village tends to focus on and 1o favour tha inlerests of the
upper sirata and of men. The interests of this group and the raditional
managemend practices of the Forest Uepariment coincide 1o a large
extert. For example, the upper strata do nol depand on the forest for
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their daily neads, hence they tend to opt for long term timber species
in the plantations undar JFPM rather than on a mix which also meets
the nesds of the poor. The Forest Deparment which is accustomed 1o
this pattern usually goes along with this priorty, except whara indi-
vidual forest officers take the initiative o foster effective paricipation
from all groups including the poor to arfive al a pattern which meets
the needs of all sections of the people. |Lis Myrada's axperience that
inequality in Village Sociely resulting largely from conlrol of benaefits
and pccess to fores! resources by ncher families undermings the
progress and growih of peoples institutions which have lhe potential
in collaboration with the Forest Depanmenl 10 mansge [oresls in &
susiainsble manner Myrada's strategy in the Micro watershed man-
agement project in Gulbarga was faced with the same issue of squl-
lable management and sharing of natural resources; the strategy i
adopted helped to address the issue lo @ significant extent. Myrada
formed Self Help sHindy Groups of the poorer sectors in each waler-
shed and supporled their eMforls towards selff reliance belore major
inifiatives were taken to regenerate the watershed and {o manage and
share resources, Thesa Self Halp Groups mobilised savings, met their
consumplion and small mcome generating neeads and even came to-
gether 1o lorm apex groups which supported their mterests. This pro-
vided them with the social and economic space necassary an which
they could build their mstitubons and lake on a wider role in the area
Tha Walershed Managemeant Committees which are similar to the \il-
lage Forest Commiltess, were made up of two representatives from
all the salt help groups of the poor and women as well as from groups
which represenied the upper strata, This provides a mechanism 10
VFC members 1o discuss Esues with their SMG members. Al presan
thie VFC membears (particularty the poor) do not have a mechanism for
discussion and fesdback. As mentioned earfier Myrada has bagun to
introwduce & similar strategy in the Forestry project, bul it would re-
quire & larger number of figld workers bo denlify and form these selt
help groups: the budget does not make provision for these workers. |

the objective of equity is to be achieved, however, the intervencrs will
have to review the present instfutional strategy al the vilaga level,
the VFCs as presantly constituted are not an adaguate of appropriate
machanism 1o loster aquity

The other concern of Myrada relales 1o gender. Inthe mid 80's, Myrada
began to focus an forming seff help groups [SHGs]} of woman whan i
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discovered ihal as the income of the poor families in s projects in-
creased, the consumption pattern of men was the first 1o change. For
exampls, men graduated from beedis to cigaraties, Myrada assumed
that i separate SHGs of women ware fostered, women would have
greater access to oredit, This assumplion proved correcl. Howaever
tha query whathar this access increased their control over eradil and
n general over their lves, could not be anawered till several years
tater. It is now clear thal women's role inthe family has been anhanced
considerably afier a lew years s 8 member of @ SHG that resulted
from & genuine process based on self halp, savings, group lraining
and instilutional growth. This is not tha case with groups which were
larmed hlllll'!.'-l'.‘“-' and mainly with the objective of implemanting
program

it was this expenance thal prompled Myrada 1o encourage women
from villages under JFPM to join in an exposure visi lo Myrada's
Holalkere Project and to share the experience of women thars who
had been managing thair SHGs for several years. They returned and
stafed SHGs of their own. In one case a village (inchuding women)
decided not lo divide the procesds from the Fores! harvest, but to
slart a commaon fund from which these in need could bormow,

Tha official mstilutional strategy of the JFPM project, however, affec-
lively leaves oul all the wamen in the village excepl the few (usually
two} who are membars of the managament committee of the VEC. it
has no plece for womens' institutions like 5HGs which would provide
the base for support and feedback 1o the VFC women memibers on
matters redating 1o woman. The project in fact, makes several assurmp-
tiona with regard lo gender They ars:

- that the Governmeant order which states that a minimum of
Iwo women should be members of the management commit-
lee would encourage the VFC 1o induct a large number of
womean mambers

In general only the minimum number (2) bas been inductad. A
turther question raised is "shaukd women nol comprise 50%
of the VFCT"

" that the women representalives on the VFC would guarantes
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that the rights and interests of the women from all sections
would be protacted

Without womens institutions to suppor them, experiance in-
dicates thal this cbjective is difficult to achieve. Besides thesa
2 representalives on the VFC are usually from the upper strata

jhal & single representative (gven i male) from sach family
ansures equitable distribution of forest harves! proceeds,

Sa far as distribution among familias |15 concernad, this may
ba true, {though & case could siill ba made for a bias lowards
those who depand on access 10 the forests for their Ivekhood
which the JEPM has now restricted), but it does nol ensure
acoess to fores!t harvest proceeds by women

that participatory exercises through which micro plans are for-
mulaled give adequale space and priority to womens inter-
aals and rights.

This doss not happen urdess the inlervenor makes a apacial
efiort 1o meet with women's groups seperately, and fo offer
additional training and exposure

- that tha impact of micro plans are beneficial agually to men
and woman

Indications point o the conlrary, unkess biases in planming are
pofrected.

Management Mechanisms

Al the village level the Village Forest Commitiees are formed, their
roles are described below | (they do not have the freedom to dafine

their robas):

- 1o protect the forest from fire, smuggling, encroachs
menl, illagal felling and grazing
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. io dentily species useful 1o the commaunily for planta-
tiona under JFPM areas

. boequlale minor fores! produce
o impose finas for violating the rules of the VFC

Il iz claar that the YFCs have been viewed as a continuation of 1he
Foras! Depanment; the roles of both institulions are 1o protec, regu-
late and fine, Tha major change is the VFCs role in deciding the spe-
cies 1o be planted on degraded forest ands; bul as pointed out earier,
sinoe the VFC inchudes both rich and poor, the inlerest of the formar
tanded io dominate, Furiher, the sacratary of the VFC is a forest offi-
cial and the Range Forest Officer has the powerss lo disqualify any
mamber: the DCF can superseds tha VFC. This does nol leave much
space lor peoples ownership of the programme and for responsibie
leadership to develop, Given the presenl scenanio, however, where
the VFCs are not really representative of all inberests (surely not of the
poor wha do not have the confidence and independence to parficipate
effactively in decisions taken in the VFC) the dacision 10 exarcise con-
trol ower the VFEC by the Forest Depardment may be appropriale as a
shof tarm measure. There ars instances, lor akample, whare com-
mitted Forest Officials on the VPG have laken the initiative 1o 1ilt the
decisions of the VFG in favour of tha poor. However, this level of com-
rmutmant ‘s by and large the exception and nof tha ruls.

At the Circle lavel there s an Advisory Commiites and at the Statle
lavel a Steardng Committes which is the final authority. NGOs are rep-
rasented on both bodies, but no provision is made for representatives
of peoples institutions on the steenng commitiee [7] An Empowarment
Commitles was lormed last year [1994-85)withoul any representalion
from the MGOs; this committes s now functioning as the final author-
ity. The reasons for this change in the management pattern need o be
studiad; but thare is a clear shift away from the direction thal a particr
patory development stralegy would foster if 1 is susfamed with a de-
gree of commiment

[l The Deputy Corseraior of Foresly (DGF) Bas e powar to rominakte one NGO e
ihe Maragemenl Gommites of e VG
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several NGOs are involved in the programme; they have not enterad
iro & formal agreement with the Forest Depariment, bul thara s an
understanding that they will assist in forming the ¥ FCs. They arealso
irivolvad in initiatling income generating infiatives including suppor
for training in skills and markating. Thesa NGOs have maintainad ad-
aquale space in order fo parfarm a critical role particularly with regard
to ihe project’s objectives of foslering bio-diversity, and aguiy. This
role i imoortant to improve the quality of peoples participation and 1o
highlight cerain issues which may otherwise be relegated to a kower
level of pricrity.

rhe NGOs and VFCs have suggested madifications 1o the Govern-
maml Order on the JFPM, but up to the fime of writing (May 1826} no
policy has emarged regarding whether and how the JEPN: Grder can
be modified. This raises the whobe issue of tha need for arganksationz|
raform within tha Forest Deparimenl which is requirad to suppon
pragrammes |ke JFPM. Thers i5 ampie avidence thal 26% - 30% of
Forest staff in Uttara Karmataka Gircle have absorbed the skills and
tha allitedes required 1o conducl paricipatory axercises, bul umness
this group is supperted by changas within he organisation, they wil
oo ooy remain margnalsed bud also hesidale 1o infroduce paricipa-
tory systems in budgelling and implermentation. |1 hough organisational
reform has been identified as ona of the objectives of the Westem
Ghats project, a serious initistive o achieve this objective began only
in_1905. Myrada siressed the nead 1o evolve a siralegy for
arganisational reform as sarly as Augusl 1933, in facl il nesds 1o go
hand in hard with the planning and implementation process. it the
JFPM programme is nol to becoma an extensien of the Forast
Department's programme but an slternale system of, forasiny man-
agemeni as envisioned by the project document, the Forast
Department’s role needs to be supportive, not dominznt and leading
To Fulfill this role kowever, inlarmal :nr-g.in-S.aI||1|‘.al sysiems which are
new and innovative are required; these ralate to appraisal and perfor:
mance indicators, ability 1o relate with ather organisations, particularly
with peoples institutions net just with indrviduals, respect for diversifi-
eation and decentralised decision making, a shift from achieving far-
gats to building instilulions as well as other changes in attifudes, man-
agament skills and priorities regarding sojectives

As staled earier thers is ample evidence that a significant numbsr of
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forest officiaks have acquired the skills of comducting PRA exercises
during micre planning; but Myrada's expanence also indicates that
padicipatony skils in planning can be practised without any sgridicant
degree ol instihtienalisstion of pardicipalony aitudes. slrategies and
svstems in the Intervenors organisation. As a result, while paricipa-
tory lechniques are welcomed and adoplted during planning, several
problems that were latent but did not emarge dunng these BREICISes,
surfaced laler during implemantation. Paricipation in implementation
requiras strong and sustained supporl from the intervening
organisations particularly those in the lead, in this case the Forest
Depadment. This is possible anly if the inftevenors’ organisations and
systems have institutionalised the attiludes and systems thal foster
participatony relationships both within and with other insttutions, Key
indicators of progress in this direction is the abiily ol inlervenors 1o
work fogether and with peoples instifulions, respact for other instiu-
tions, willingnass to relate with them on an equal basis, 1o establish a
degrae of transparency in operations with which they fesl comion-
able, o avoid hidden agendas and to be able 1o cope with criticism
without becoming defensive.

LESSONS LEARNT:

1 In & heterogensous sociely pdeguale lime {g regquired ko con-
sofidate groups reprasanting various sirala before the plan-
ning exercise at vilage level is underaken, this hefps 1o maka
participation by the poor and marginal effective. The Village
Forest committess should be formed with represantatives from
thesa groups

2. The roles and functions of peoples institutions should nof ke

drawn up withoud their active pamicipation.

3 Contral of peoples institutions by Government Officials glifles

the process of instilulional growth and people’s empowenment

4 While training and exposure are useful instruments of change,

they must be suppored by management mechanismg which
hedp to involve people increasingly in decision making for the
intervention to become effective and suslainable

&7




e

=]

There is a significant number of forest officers who can ab-
sarb participatory tachniques and attitudes, provided gdeguate
{raining and grg:.r.:s.';]!igumi suppor is proveded

The ability lo use paricipatory techniques i mmponant bk in
adequalte; a participatory stralegy |§ requirad 1o fogter paoplas
institutions aspecially of the marginal and weaker seclions in
order io achiave the objectives of sustainability and equity

NE0s can play an effective role if they combins criticism with
(b ability 1o foster processes thad build pacples institulions
which can lake over the responsiblity of regeneraling and

managing nalural resources

NE0s need to be open lowards adopting gn incrémenial siral-
gy in inlervention; demarding that priceity be given to all NG o
objectives &t the beqnning, may ba counter produciive; Thay
nead to prove their eflectiveness and establish credibibiy

Multilateral/Bllateral organisations need lo_invesi i
organisations| change in mtervening agencies gl the start of
the project. Unless adequate priorty |s given to this objective
initialives that fosier partictpation in planning at the field level
will remain on the fringe and fall 1o promaole the process that
isads towards the growth of peoples institutions that have an
siective role in implemantation and on going managemant.

Adequate attention must be given 1o exigiing social and @40
nomig relationships based on the need for labour and it
from the poor. Unless these relefafionships are changed, sév-
eral programmes envisioned by the project will nol 1ake off or
achieve thair objective. Attempts to foster independent mar-
kelding systems in control of gatharars aof fares! preduce have
{ailed largely because these gatherers depend on contractors
for credil

A dual sysiem of managament in one area rasutling from the
saparation of the Termtenal and JFFM Divisions must ba

]

avoided. A singls line of administration |s essential for sffec-
tive fervention and for the lessons drawn from the exper-
ania 1o influence organisational policy and culture that is re-
quired to provide suppor for upscaling the expenance,

Disgtribution of produce fo VFTs from previous lorestry projecls
undermines the efforts required 1o build selif meliance. particu-
larly if this distribution occurs loo early in lhe process and is
nol used to budld up local capital.

The transition period required for thosa who depend on thelr
ity efincods on the forest must be edeguate (o allow this sector
o cope. Adequate invastment is aiso requited to provide this
seclor wilh investmenis 1o support thair coping siraleges
Aesources available under existing govemment programmes
are fare too inadaguate to meed this need
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CHAPTER - VI

INTEGRATED RURAL WATER SUPPLY, ENVIRONMENTAL
SANITATION & HABITAT DEVELOPMENT
PROJECT.

MYRADA'S INVOLVEMENT IN MYSORE &
GULBARGA DISTRICTS [1]

The Integrated Rural Waler Supply, Ervironmental Sanitation and
Habital Development Project in Kamalaka supporied by the World
Bank staried in 1881, Preparation, however, started in the later half of
the 80's. Myrada first astablished contact in 1282-90 and sharad with
tha World Bank Team the experience in its H.D. Kole project where
village groups had contributed towards capital costs of drinking water
systems and had made effors io manags the systems with vanying
degrees of succass aven though they had 1o pay commercial rates for
alecinicity used by the pumpset [2]. In the Pdsl Phase of the World
Bank project which was implemented during 91-82 and covared 11
villages, no NGO was involved. OM Consullants, engaged by the Gay

arnmant and the Waorld Bank, took the lead; its analysis of the propsct
proposal prepared and presented by Govarnment, indicaled ihat
peoples invalvemenl was eritical, if the objeclives of iIransparancy and
flexibility required to respond Lo the micro situation were 1o be achieved

The Pilotl project, however, did not attempt 1o provide perceplions re-
garding 1Ii|-'| nature and rokas of peoples instiutons required o imple-
menl and manage the drinking waler and sanitalion systems.

As a follow up of the study, OM Consultants cenducted training and
exposure sessions to introduce Government stall who would be -
volvad m the Pilot villages 1o the axperience of psople’s effective par-
ticipation in planning and design of the systams Whrads wes asked
by OM o provide opporunities for exposure to ils expenments wilh
community nvolvement in the management of drnking waler sysiams
and to paricipatory methodologses that were used in incorporaling
peoplas imvalvemant in its projects. Myrada's intervantion in the piiol

i Thi conirbasan ol Mr. Bl Jisaph 1o Bis sy s recogniad and apprecisted, He
hasa i Tt ey racka Temm ik M ysors CEsincl

12| Tiheiesd emies waarn ol [hres Smas Bighar han mias leded on Qevemman Dooss
ohi Seilid 2ay Tish peoples padiapalion was baing penalsed

70

phase was lacilitaled by OM consullanis and the World Ban¥, not by
the Governmenl.

Myrada's exparence in nvolving people o drinking waler
programmes in H.0. Kole Talug, indicated that people were willing {o
conlribute cash and labour to constie ther donking waler systems
provided they were involved in the planning and had control of their
gash comnbution dunng impiementation. They were aiso willing to pay
towards malntanance of thesa syslems and weare doing 2o In sevsral
villages. Filol axparamants in bullding up peoples instdulions 1o man-
age these drinking water systems had progressed sufficiently for
Myrada o deaw a few initial lessons thal could support replicafion on a
larger scale. In the area of managemeni of village saniiation, Myrada
had limiled expanence of peoples mvohramant in pannng and impls-
mientation which was spread all ovar is projects. These axparimeanis
wers not ' old’ anough to draw lesson: regarding their management,
bul case sludies relaled lo issues thal arose during planning and de-
sigri wera sharad with those who ware inlaresied.

Peoples’ contrbulion in cash jor drinking waler systems was supported
by Myrada on fhe assumplion hat § would increase ther sepse of
ownarship leading to greaier condrol ovar the process of planning and
implamentation; this 0 tum would lay ke basls for sustamable man-
agemenl. It was nol anend in Asalf; bud 3 maans - Ihoudh 8 mESor one
- io pochieve an end. Experience indicaled that this heighlened sense
of ownership resubed in mos! cases in a product of better quality and
sultably adapted to the micro situation, |n tum this level of satisfaction
with the product led o a commilment o mainfain these systems which
im turn resdlied in effords 1o build local institulions and establish fink-
ages for the management and maintenance of these systems. Myrada
has rol claimed hal cash contribution towards capital costs s the
only facior on which ownership i based. The involvement of every
sgctor of the vilkage, lhe degres of lransparancy and combrol ovar tha
procese of planning, iImplementalion and tha management of financea
and the wilkngness of wvanous poliiical and other factions fo pul the
develkopmenl of their village above their vasted inlerests are equally
critical as a basis for sustainable management. Bui ils expenence pro-
vided ample evidence that once the need for thess syslems was ac-
capled by the majority and expressed in concrate terma by all sectors
thraugh contribubions incash, (e people had a slaks in the programmee,
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and i was easier for enlightened leadarship in the village (and for
infervencrs) to mobiise people to give these programmes pricrly oved
other pulls and pressures

Trust was 8 majoer factor thal supported the mobilisation of cash con-
iributions. It was clear that people responded more willingly to initia-
tives taken by NGOs to maobilise resources in all the Disincls where
tha programme was planned. In one village visited by this authar,
people agreed to contribute towards capital costs for drinking water
{not for sanitalion) provided thair contnbuton was placed in a sepa-
rate account over which they had conirol, This demand did not elicit a
posilive response from middle level Govemmend Officials who were

prasent; Govl. however, later agread 1o this

The strategy that required peoples contribution towards capital cosis
far drinking waler went againg! the prevailing ideclogy in (Goyamment
thal this essential service should be provided fres | was becoming
increasingly clear both 1o the World Bank and to several NGOs, that
Gavt. eould not continue to maintain drinking wales sysiams sinca il
was increasingly strapped for resourees to perform this function which
was as essenlial as providing a drinking water system, Fusther, people
were dissatisfied with the response and effectivenass of Govl. De-
parments whosa jobr it was o malntain the drinking waler systams,
and were prepared 1o take up the responsibility. The alternate slral-
agy which shifted the responsibilty 1o lha people was bazed on her
sense of ownsrship and an awareness of their fghls which provided
them with the basis of 4 ciaim (o be involved in the design and layoul
ol thesa sysiems. The process involved in mobilising cash and in plan-
ning also gave NGOs adequals space to ensure thal drinking walar
syslems would be planned and implemented taking inlo account the
naeds of the weaker sections of the vilage. These faciors, as men-
tioned earlier provided critical support in Myrada's experiments o
achieve the obiectives of sustainabilty and equity in the drnking wa-
ter programme. Several Officials in the Govl. also sharad thaise par-
ceptions and concern. Contribution from the people, however, was
still too major & deviation from official government prachice; Tha Gowi
finally agreed to a 30% contrbution, but for sanitation. nol jor dnnking
water ' mus! be recorded thal experisnce over thi pasi 3 years shows

clearly thal people have bean motivated o contribite mainly and of-
1en solely becausa of the promese of donking wales Ina faw
F

villages where drinking water was nol a fell need (dua to olher sources
nearty] confributions have nol been forthcoming for the sanitation
Pro<graming

Myrada's vision of the dominant features of the inferventicons by Gowt
and the NG Os was that af

1} & E.@ﬂ, nership based on their respective comparative advantages
which arsse bolh from their skills and experiance as well as from
the percaptions that people had of them;

in) an integrated and sustamed sirateqy 1o fostar tha growth of peoples
instrtulions and

=

i} @ deep commilment to hand over power to peoples institutions so
.H‘r-ir thay could take the lead in the procass of project planning
mpeemandalion and managemen|

This analysis focuses an the impact that the strategies ko which inter-
venors are accustomed, their organisational cullure and systems have
had on the process of planning and implementation of the drinking
water and sanitation programme. The analysis assumes that this im-
pact will have an effect, whether pesitive or negalive on the strangth
of peoples Institutions and their potential for sustainable and effective
management of the systems. As the Govl. has been the major and
lead inlervencor, the analysis focuses on the naturs of its |n[&r-..-énlg|:.uns

Myrad-:_m is ong of the several NGOs involved in tha process of imple-
mentation. Since its area of aperation in the Drinking Water and Sani-
tation Programme covers two Districts, namely Mysore and Gulbarga,
this analysis draws heavily from Myrada's experience in these two
areas. Il must be recorded, however, that though Myrada has

programmes in ihese two districts, the operational area of the drinking
water and sanitation programme lies oulside ils programme area:

I'-."I.g..'rada_ therefore could not rely on any previous contact and rappan
with people in order to gl the drinking water and sandation programma
off the ground. s rappor with the District administration, particularty
In Mysore Districl, however, did contribule to close co-operation and
suppart from the very star of the iMervention
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PART - 1. AN ANAYS|S OF THE PROCESS

Agresments for Fhase | which were entered into between Govern-
mant and aach NGO, gave the NGO ample space 1o intervens in all
araas which were critical o participation at every staga of the propect
and to the emergence and siability of pecples instilutions. The lerms
af reference which described the rolas of the NGO included

- creating awareness about the project and visits of technical
taarms,

- argamising padicpatory exercises to idenlily peoples ngads
and design constrainls,

- ensuring thal Govemment and slected officials, including de-
sign consultanis, paricipala in [he planning exercise

invalving peopla in planning, implementation and maintenance,
providing feedback to technical and administrative shaff

organising Gram Sabha meetings before, during the planning
phase and after the plan incorporated peoples Suggestons,

forming Village water and Sanitation Committees,

mobilising contributions and ensuring the participation of
women and weaker saclions

This & a comprehensive list and includss all the major inlerventions
requited for participation and institution building. As the projed pro-
gressed. however, several factors emerged which had an impact on
the obiectives of the NGO intervention. For axample:

1 Objectives became priorlised undar pressure ansing from
external faciors like administrative demands of project man-
agement which were uniform for all projects and often inap-
propriate to a project based on participatory siralegies and
saveral intervenors: there were also pressures from politicians
whose priorties differed from those of the projact

F:
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Delays in finalising agreemanis with intervenors which in turn
raduced the lima required to nurure the emergance of peoplas
ingtitutions and ercouraged declsions which reducead frans-
paPaRY

Inasdeqguate understanding of and apprecialion for the com-
pamtive advanlages that NGOs brought 1o the interventbon
resulling al times in Inlervenors allempling roles assignad lo

athars.

Gaps emarged which were not envisagad, but which had to
B Tk L for tha process to mova forward” these [aps Wiara
filled up mainly by non-govemment inlervenors. These were
not budgeled for

Organisalional practios and cullure mesulted in_roles for the
Village Commitless baing designed and finaksed withoul al-
lewing Wme for the Committess to grasp the nature of the
progmEmme 1o enabile them o contribude effectivaly. This ke
room for conflicling interpretations of the role of the Village
Water and Sanitatiovn Commifleas [herelnafier Village Corme
mittees), pariclarly wilth referance to the drinking waler
progQramime,

The underlying perceptions of Gowl. vis-a-vis NG Cs and vice
varsa were not positive encugh at gll lsvels o forge an sfiec-
live synergy in intenventieo ovar 8 long panod. The quality of
the synergy depended on the perceptions that Senior officials
had of MGO0s, scme were posinie, others nok;, and they were
transferred penodically, The understanding of and the com-
mitmerit 1o this parnership was nol mstitutionakised adequately
to svercome personal perceptions and biases, To achieve this
planners have to go beyvond making provision  for Coordi-
nation of NGO intervention and [Eaison with Gowvi to include
imtervention for organizationsl change in all the intervenors
whathar Gowt, of NGOs. This abjecive was not  included in

project design.

Erocurement procedures of the Workd Bank did not always

achieve the objeclives for they were designed, namely
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transparency and accountability; they allowed room for sub-
letting

The agreaments entered inlo by Government with various in-
stitutions including the Village Waler and Sanitation Commit-
tees did not inchlude any clause which made Govl, account-
able for delays and failure 1o comply with schedules.

It is Myrada's experience that lor a participaiory process to be
affactive and 1o load to ownership the mannar in which the
objective is achieved js_as much or more important than the
objective Aigall. In the mattar of mobilising peaples contribu-
tion for Instance, the degres of ownership sach family has of
the praject will be based partly on the ameunt # has conlrib-
uted and partly on the affort t has made 1o be involved al
vanous stages of the project cycle. Because of the pressure

The following analysis based on the sighl developments described ! to achleve targets, in several villages peoples confribution has
above relers paricularly 1o the Districts whera Myrada is Imvolved I bean mobiized not from individual family donalions, bul from
namely Mysore and Gulbarga, There wara, however, similar expen- schamas which the Village Committes introduced eq: taxing
ences in olher Districts. purchasers of house plots in new layouts, local industrialists

The Government decided o invelve NGOs in mobilising
peoples conlfribution because it accepted that MWGE0s had a
comparalive adavantage in achieving this objective. Initially
Government approached OM Consultants lo accepl this re-
sponsibility in all the 28 Districts in which Phase | of the praject
was planned. OM suggesied that NGOs working in these Dis-
tricts ba involved as they had a base, were aware of local
realities and had a rappor with the people, The Government
agreed. Myrada's experience over three years indicated that
though the NGO ook the Jead in mobilising contribution, the
presence of the Chief Executive Officer of the Distncl and the
BDO aspecially in 'difficult’ villages was often very uselud in
rrsabilesing suUppon

This ohigctive however became prioritised due 1o external fac-
lors, because it provided an easy and acceptable monior of
the project's progress. The pressure o achieve targats in this
grea. bafore the Village Committees that spaarhaaded the con-
tribution programme could establish their position and adu-
cate people about the reason behind this sirategy resulted in
commandable progress towards achieving the fargst set for
the aize of contribution, bul filed to raise among the pecple a
sense of ownership that is required lo raise the level of their

commitment to the sustainability of the programme. Peoples
contribution became an end in itsell. not 8 means. & # was
inlended 1o be,
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and traveliing cinemas olc. When this sirategy is couplad wilh
a diminishing degree of involvement as the project cycla
progresses (this is far mare pronounced in the drinking waler
programme) there are adequate grounds for the assumplion
that peoples sense of ownership is reduced and thal ther com-
mitrnanl to maintenance will be undemmined

The causas for a dminishing degree of paricipation lies also
with the manner in which the paymenis are mads, The pre-
vailing practice has had a negative impact on the sandlation
programme, though il is nol as pronounced as in the drinking
walar programme. The presant practice in Mysore Distnict re-
quires the Village Committee 1o iransfer the funds collected
far sanilstion 1o the World Bank Cell. The Committee has an
account in three names ( President and Secrelary of the
YWSEC, and one more of their choica). The World Bank Lell,
afier verifying the work done, issues chaques for payment in
ihe name of the Presidant of the Village Committes; the cheque
is then cashed and payments made for sanitation works. The
members of the Vilage Commilles who wera involved in the
caollection of funds are not broughl inlo the process of verifica-
fion and payments. Several members have reporied thal they
are not satishied with the way in which paymens are man-
aged and have asked for greater transparency. Regular mest-
ings of the Committee and of the vilage are reguired whena
progréss of the work and payments ara discussed, if this prob-
lem Is to be addressaed,
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At prasent these meetings ara raraly held. The suggestion
from people that the Wordd Bank Call should iransfer funds to
the Village Committee's account rather than vice versa would
also help o increase peoples control

Intervention on the par of politicians also undermmed the pro-
cess. For example even up 1o mid 1996, politicians assured
paopks that they need nol coninbute towands capital cosis and
that they would oblain a clearance o this elfect from  thai
lerders, Pressure from powarlul politicians Lo star impleman
laficn even whera the conlnbulion was below 10% of the tar-
gel undermined the effods of the NGO and the commiimant
of surrounding areas [2], The slections to the Millk Coopera-
tives Producers Society broke up al least one Village Water
and Sanitatlon Committes in Myscre District. Though presurres
arsmyg tram local political processes cannotbe avoided
Ihay can be containad if the Village Watar and Sanitation Com-
miliea is given time and training and | evary mambar is in-
wvolvad m the programms

Delsys in entering inbo agreemeants wilth NGOs were mainly
responsible for the imilled degrea to which people were in-
volved in the planning of the drinking water syslems in Phase
1. Infact, only afler the NGOs intervaned, ware the paricipa-
lary panning exarcses conducted, but the modifications sug-
gested in the design arrived (oo ale for incorporation in the
original design. An analysis of the modifications suggested
during the padicipalory planning exercise conducfed during
Phase 1 indicates thal the people focused on location and
capacity of the overhead water tank. on small habitations which
wara laft oul of tha design, on the engineering design Rself
and on the existing drinking water systems and distribution
natwork which wera not lakan inlo account in the design and
estimates produced under the World Bank sponsored project

These are factors that are critical to manageman! and
suslamabily of the systems. Dunng Phase 2, however, there
was significant improvement; participatory planning exercises

For simmpe werk siaded in Him Kofaohi vilage of Salsy Digiricl shars conicbulion
vaas anly 8,525 of 1B agres:d srmonl
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were conducted in time for modifications 1o be incompaerated
However, the assumplion mada here is that the lack of peoples
paricipation in several villages during Phasa1 whinh.leﬁ -
aral issues unresolved that emerged and caused tensions and
delays as implemantation progressed, will have a riegalivi
impact on their sense of ownership and on the management
and maintenance of the dnnking water syslems

Dalays in starting implemeantation, even whara the majpor part
of pE.I:IpﬂE.'E contrbution was maobilised, resulted in a nagative
though unintended impact of iransparancy O ome hand
people began to exer pressure on Government 1o star wml:._
on the other governmenl was concernsd lhal if
theimplemantation of the programme continued 1o be delayed,
tha peaple would dissolve the Village Gommitiess and refurn
tha funds that were mobilised. As & result, in one Disinct at
laast, the World Bank Cell insisted that the paoples contribu-
tion which had been held by the Commifles in & seperate
account, should be transferrad 1o the World Bank Cell This is
tuirn reducad the transparency in the management of the fund,
in the paymants for the drinking waler and sanfation systems.
I turm this reduced the level of peoples trust in the interve
nors and thair sense of ownership of the programme. It mus
ba recalled here thal when people wers approached by
Myrada, OM Consultants and the Governmeant in 1881-92
during the pilot project, they had agresd o contrbule. pro-
yidesd their funds wers maintained in & seperale accOUNT GWar
which they had control

Bacause of the lack of appreciation tor the comparative ad-
vantages which NGOs brought 1o the intarvantion, thers were
cases where Governmenl officials attempted to lake on the
roles assigned fo the NGO in order to achisve largels. Al-
tempts by officials to form Village Commitiaes is ane example
These efforts drew lukewarm responae from the peopla; offi-
cials involved, with the best of intentions, did not appreciate
tha need for several and stralegic interventions belore a rela-
tienship of trust developed among the various seclions of the
village community and pecple felt conlent o
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form a committea avar which they had a sense of ownharship

[he objectve of equily was listed among the objectives set
for the NGO, NGOs are aware that equity cannot be achievad
by appointing womean and the poor on committaes. NGOs
have baen able 1o astablish a relationship of irus!l with thess
marginalised saclors and have convoked seperate meetings
with them where they have felt free to talk. The issue of the
dependancy of the poor for sbour and credit and the impact
this has on their effective paricipation in common meetings,
was nol addressed and could hot be within the Imiting frame-
work of this programma. Myrada's experienge shows thal the
poor need fo achieve some deqree of self eliance and confi:
gence befors they are able to project and protect thair inter-
esls ellaclively as regards sustained access lo community e
gources. Though the NGOs infervened io bring the inleresis
of the weaker sactions Inlo focus, their panicipatian through-
out the process was nol as effective as required for thair intar-
asis to be protecied in 2 sustained mannar, Fo example, the
waler needs of the hamlels aftached to vilages whers the
pocrer sactors of the population lived had not been incompo-
rated in the design in several cases unlil the NGO inlervened
it is also doubtful, at this point of tima, whather the weaker
seclions will have a voice in the management and mainte-
nance of these systems These issuss fogether gdded to the
|zad tme required for the basis of sustainability and squity 1o

b established; they alse bring mlo sharp focus the need to
involve those NGOs who have a clear and sustained commit-
ment to equity

An analysis of the debate that the issues mantioned above
gave rise 1o, indicated that while Govemment's policy to pro
vide drnking water free could be justified, the hesitation to
admil peoplas contribufion in cash for drinking water had morm
1o do with the perception that this would give people a right o
control the process of planning and implementation as well as
throw open issuss fike equity which Government officials are
not equipped 1o handle, The need for training of Gowt. and
NGO staff to manage these issues fogether, is a prierty and
should be inchuded in any stralegy lor organisational reform
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which is increasingly becoming a critical input in the siretegy
based on comparative advantages of Govl. and NGOs. The
naed for training of the Village Commitles to foster the effec-
tive participation of all and 1o help the mambers of establish
narms for institutional functicning and growth also emarges in
this context: but, &5 will be pointed oul later, no provision has
been made in the role of any infervenor to cope wath his

reeed

Several gaps emerged which ware not envisaged in the agree-
menis. As a resull. NGOs and olher non-govemment mlansae-
nors had to take on roles in order to remove hurdles and 1o
facililate the progress of the propact. Those roles halped to fill
in the gaps created by delays or by the lack of flexibility in the
sysisms governing the intervantion strategy. In thenifial pe-
riod, for exampba, the World Bank Cells whose primary role
was o coordinate with the Distnc Administration dunng the
planning phase, wers not established; some in faci look over
a year bo become functional, During this peticd NGOs played
a role in mobilising support from Line Deparfiments. Though
the Chief Execulive Officers of the Zilla Parishads played an
impaortant rale in mobilising the officials in the planning exer-
cises 2t village level, many of these officials considared this
obligation an additicnality (and perhaps rightly so), which they
could well do without. Where the NGOs did not have suffi-
clent rapport with the Govl al the highest level, the paricipa-
tion of these officials was lmited and took a major effort on
the part of the NGO to sustain,

Another gap that emerged after the inftial thrust To mobilise
peoples contribution succeedad, was the need 1o support the

yillage committess (o sel Up ApRropr igle mechanisms for
managing their prganisational needs and planning 1o achisve

thelr gbjgclives. These needs have ta ba addressed i time
by adaquate raining and exposure for all the members of the
Village Cammittees, if the basks of sustamnability both instiu-
tional and financial of these institutions is lo be established.
Mo clear provision has been made for this role in the terms of
reference of the NGO (or of any other intervenor) and conse-
quantly no time has been allottad or costs provided
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for in the budgel. Myrada's expenence indicatas that the pro-
cass of institution building at villaga level is a process thal
requires stralagic interventions by the NGO during the first 1
to 2 yaars; this is the tima required for these instdufions to
decide on their composition, structure and constitution and 1o
aoquire the habit and cufture required for stability, as well as
1o focus ina sustained manner on the objectives of tha project
For example the committes members Ihal take the lead in
the participaloty planming axercise are often not the same as
those chosen by the peopls to supanvize the implementation
Further the Government and the NG Os appearto assume that
the commitiea thal mmptemanted the project will also be tha
#ppropriale one lo manage and maintain the system, Inother
projects where Myrada is involved with natural resource man-
agement, the implementation commitfees had o go through a
long process before they were eble to define their role in
tarms of managamant and sustamability, In 1he process sev-
eral of the commatlees changad their membership. The present
praclice referred o above where the President collscis the
chequa trom the World Bank Cell, cashes it and pays the con-
tractors engaged in the sanitation programmee wilhoul any reé-
grence to the members, could have been avoided il tha Vilage
Committess had bean tramed o follow the basic norms and
procedures required for any institution o function lranspar-
enlly and effeciively, The introduction of Ihe Panchayel Raj
sysiem during the implemaniation of Phass | and the Gowt's
decision to induct the elected members on the Village Water
and Sanitation Committess adds & further dimension o the
compostion and funclicning of these commilless which needs
I ba discussed by the members. Elections to bocal bodias will

condinue to be held and these Village Water and Sanitation
Committess must be able 1o cops with the pressures thet these
eleclions brng with them. The recent (mid 1996) alections to
the Milk Producers Cooparative Sociaties in Mysore District
resulied in &t least one Village Waler and Sanitation Cormmil-
lee breakng up because i was unable to cope with these
pressures

All these factors have to be addressed in the fraining

g2

programime  in the context of the overall objectives ol the
project for the abjective of sugtainability 1o ba achieved. The
training ofiered should squip the village instilutions 12 man-
age change both within thelr organisation and in sockety which
will acour periodically. If the villega institutions managing the
drinking water and sanitation systems are unable to cope with
these changas, their polential for sustainabiity will be reduced
However, ne clear budgetary provision has been made in.ihe
protect and in the teems of reference of the NGO 1o incorpo-
fale this role of iramimeg.

Beasides NGOs, OM Consuliants |5 tha ather major non-Gow

intervenor, As a Consultancy Fm, its role i 1o coordinate the
NGO programme, to experiment with pilot and innovative in-
terventions, to repan regularly on progress and to haise wilh
the Govi. OM Consuliants also had the expenence of having
1o take up roles thal had nol been envisaged. As the
programme developed, for example, they had 1o taka on the
function of screening all claims and bills from NGOs balore
Govl. released funds. This was understandable, since the flow
of funds was managed by the Well Baring Uinit of the Public
Heallh Departmeant which had no experience with the type of
work in which NGOs were involvad. (In fact the initial approach
to NGOs was to treal them |ike any other contractor applying
for & wall drilling contracl.) The NGOs are happy with ths ar-
ramgament, bul il raises the basic quesiion aboul the project’s
strateqgy to use the comparative advaniages of both Gowl and
NGEOs for maximum effectivensss in achiaving the objectives
of equity and sustainabifity. This strategy requires that intar-
yenors while bringing in their comparative advantags, break
out gi the babit of working in & comparimentalised fashicn
and interact with sach olher. Both the Government Depari-
ments involved and the NGOs need to work in this fashion tor
maximum effectiveness; il also builds the polential for

upscalling

If the impedance of building village institutions is accepled as
an objective which is critical o achieve the objective of
sustainability, both the Government and the NGOs should give

pricrty fo thesa instilutions Unfgitiunately it has Decome
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ahmost sxclusively the responsibility of 1he NGO, Myrada's
expanence in thiz and olher project indicates thal unless both
the Governmant and the NGOs consider the suppor for build-
ing appropnate pecples insilutions as & major obiective of
community pardicipation, it is ool ghven adequate poomby, Other
prassures [resulling from defays in setfing up the adminisira-
inve infrastructure and processing the project which finally lsad
o pressure lo disburse funds) tend o gel prionty. Inlerven-
lrons primanly ntended lo deliver goods and services and
drven by shor term objeclives of project administration, tend
to undermine the procass required for the growth of peoples
institutions. Forming and establishing peoples instilutions is
olien a threatenmg aclivity for adminisiralive systems which
are accusiomed o defivery of services; this applies nol only
io Governmeni systems but also to MGE0s which focus on ser-
vice delivery. The process that supports the growth of peoples
nstitulions must be driven by transparency is all operationz
honesty, concermn for people and the willingness 10 hand over
power, These are qualities which have become sroded during
the past 20 years. I thase qualilies are absent, the "job” may
be done, but the basis of ownership by the people and the
potential for sustainability will be limited. Myrada’s expenence
indicatas thal both Governmant and NGOs mist give this ob-
jective of building peoples instilutions prianty; to leave it 1o the
NGC distorts the process as it reduces the degree of interac-
tion required between intervantions that focus on the physical
ke construclion) wilh thosa thal focus on people's invokie-
ment; this in tum weakens the potential for instituiional growth
The impression that Governmenl agreed to NGO participa-
tion mainky' because it recognised thal NGOs have a com-
parative advaniage in mobilising paoples confribution (and net
because of tha importance of people institutions in whose for-
mation and growth, while the NGO plays the lead role, the
Giovernmant needs 1o be equally involved) also became strons
gar as pressures lo mobilise peoples contribulion increased
significantly, leaving other objectives far behind,

It musi ba poinked out however, that il is nol evident al this
point of time [mid 1986) whether the institution appropriate o
plan and implement these systems will be the same as the
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institulion appropriate to manage them in the long lerm. it is
alse not evidant whether the samae institution can and should
manage tha drinking water as well as the sanilation syslems,
The NMGOs will have to invest far more ime in meslings with
the paople and the Village Commiiees and in regular and
systemalic analysis of the emerging process before percep-
tionz in hese areas begin to become clearar.

The rules and rolss of the Vilkage Waler and Sanitation Com-
mitiees were drafied in 1992 even belore the NGO's interven-
tion began; there were no peoples inskiludons @ that time which
could efectively interyens in formulating the mles and roles
which would govern their funclining. Myrada’s esxpenence
clearly indicales that for peoples instilutions 1o grow and be-
eome slabilised they must be invobeed in formulatireg their rules
and roles and have the power 1o change them lo suit emerng-

ing situ=bons

fis a resull, somae agreements are not comprehsnsive encugh
1o provide adequate space for people institutions 1o pariic-
pate effactively in implementation. One example s the sgree-
ment that the Weorld Bank Project cells, which were ectab-
lished in every project District, antered info with the Village
Water and Sanitation Commitiees. Leadership in drawing up
agreements wilth these Committess was taken by Govemment
The guestion anses whether the Govi. considers this leader-
ship role as its own by right, or whather # considers is role as
a facilitator to enable the Committess to evolve the lerms of
the agreemenl as they become established? Laadership fo
& ceran extent by Government is inevitable in the inttial stages
given the prasenl limitations of project promolion Dy
Government's operalive systems which have little space for
organised participation by people, as well as because peaples
institutions are naot adequately stabilised and often do ot re-
flect the interasts of all sectors of the village population in the
indtial perod, i is imporant therstors for the Governman] 1D
present the initial agreaments not as finalised decuments but
more as lentative guidelines which will be adapled as peqples
institutions become involved and have an ncreased sense of
ownership. Though the present agreement with the
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Village Commillees siales that they have a role in the
programme, tha lerms of the agreement tend to focus on
pacpes role in the sandalion component and on the aroun
of paapkes conlnbuton lor sanststion and tha tims frame within
which it should be mobilised. Thara is no spacific referance to
(he rote of the Commeisss m (he dinsmng walsr component
As a result, the atliudes of officials in the Engineerng De-
pariment are ambivalen lowards peoples padicipation in the
drinking water component. Mosl of tham at the field level are
raluctan 1o allaw parbicipalion i implementalion, clamming thal
tha role of the Committees in implemeaniation has 1o be de-
cided al Stale level Some officials express the opinlon thal
since according lo the agreement paopke have not contnb-
uted to the drinking water component, they have no mght to
moniar the implemeniation. Other officials are more open to
peoples involvement in mplementation and several, 81 the se-
nior level, actively promote 1. There ks urgent need for clea
and agreed perceptions on this crucial issue, as it hes under-
mined the sense of ownarship of the drnking water system
on the parl of the people and will probably hinder the process
lowards austainablka managament

There are a_few anomalies which underlie this mixed st of
percaphions, While the main reason that motivated people to
contribule was their expectation of a beller waler supply sys-
tem (this is why in vilages where they had adequate water
supply or perennial aflemate sowces like rivers, contribution
was not forthcoming), Gowl's policy and practice are driven by
the understanding that people contributed for sandation. Laler
Govl, considered a change in its official position (o consider
the contribution at 10% of the enlira nvesiment in the villags,
but peoples perceplions and even those of officials in the fisld
remain unchanged a5 no policy statement was isswed Hill mad-
1985, Though the Agreement with the Commilteas encour-
age pecples participation in both the drinking water and sani-

tation systems, lhe level of panicipation differs  signiicantly
in the process of Implemenigtion. Myrada's perceplion is thal

1he major reason why peoplas participation is of a higher quality
inthe mplameniation of the sanilalion sysiem is becauss tha
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very natura of the programme demands a high level of parlic)-
pation. In fact Govt, officials realise that the several decisiors
required al the micro level to install the santation system can-
nat be taken without thepeople playing a lead role in impie-
mantation. Hence Govl's rode iz restricled 1o providing the
initial design and to provida technical back up, In most vil-
lages, people have evan sslected the contraclors for imple-
menting the sanilation system. The situation with Lhe drinking
waler system, howsyver. allows Govl o inslall it withoul hand-
g over leadarship tothe pecplesinstitutions. The Warld Bank’s
systems are credited for this development Yel people are
keen 1o ba involved in the implementation of the drinking wa-
ter systam. In their parcaption they have comribuwed o and
have a degree of ownarship; hance they have a clalm to mani-
tor progress and quality and 1o decide on the local level con-
iracton Vel while Government officials in most areas are of
the opinion that tha Village Commiftees have no role in supar-
vising the implementation of the drinking water system, these
Commiltess have repeatedly demanded such a mole; they have
also requested thal (nlormation regarding paymant 1o the con-
traclers be sharad with them; in many cases they have in-
sisted that paymant 1o contractors should be made only alter
they had cenified thal the work has been done according to
the required quadity. This has not baen accepted by the Gov-
ammant. It musi be recorded, however, thal in several villages,
local politics does obstruct the work withou! adequate reason,

There is ancthar gap that needs 1o be filled in when future
programmes invalving NGOs are designed. No agreemsents
wera envisaged betwean OM Consulianis and the NGOs. OW's
major role as the lead organssation inthe communily partici-
pation initiative requires thal i interacts closely with NGOs
This relationship, based on mutual understanding, has proved
adequate so far, but il may not stand the stress that will onigi-
nate from any NGO taking infiatives that OM may not be able
1o support or from any NGO that may fail to live up o its role
inspite of OM's consistent persuasion. On the other hand the
absence of an agreament may provide OM wilh space

B7




in case an NGO decides 1o take any nitiative that may be
difficull for & consullancy ke OM to support, bul which = re-
quired for the major objectives of the programme 1o be
achieved

An intervention strategy that is driven by peoples participation
in planning, implementation and on-going management, has
lo flow from and be supporded by the organisational and op-
graticnal culture of inlervenors, both the Govemment and
NGO, Myrada's experience indicales thal while a stralegy 1o
mobilise pecples paricipation in planning can go along with a
minimum degree of suppon from the intervenng organisation,
pecples pardicipation in implementation teguines 5 makor shili
in_the organisational cullure of the intervencrs lowards fex-
iy, trapsparency in cperaiions in which the pafmers are
involved (parficulary i people have conributed lowands costs],
willnansze fo hand over leadarship 1o peoples instdutions
consislent and sustained priogity fo fosterthe parficipatary pro

caess over other administrative objectives ke achievements
of targets and the ahility 1o reiste with and respect institulons
which are non-governmental and aven infonmal provided they
operate according to norms that govern well run Institutions
Affer a period of community crganisation during the B0's, sys-
tems and procedures have been largely deawn up by the Gov-
ernment for the people whose involvement in tha project has
been minimal and even al limes resented as undue encroach-
ment, People imvobved with the drinking waler programime have
pointed oul that their sense of invokement and ownership wifl
be raised if the ofiicials of the World Bank call would intraduca
ihe selected contractor 1o the people before work starts; oth-
ers have suggested thal people should be involved in the
choice of sub-contractors; this is feasible, given lhe prevalling
practice of sub-contracting to kcal contractors. People have
ako asked hat (hey have a rols in suparvising the implemen-
lation of the drinking waler programme. These suggestions
which would nol raise objections in an organisation accus-
tarned to work wilh people, tend 1o raise defensive reactions
from concerned Governmenl Depadments. The onlyproject
among lhe ve whers Myrads s workmg with ihe Govern-
menl which has made provision for oraganizational changs
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_i5 the Weslam Ghats Forestry projeci (supporied by ODA

LK ); but even here this inifative started a few yaars after tha
project was launched.

Though this study does nol discuss the procursment proce-
dures stipulated by the World Bank, altention needs fo bs
drawn 1o the impact on the paricipatory progass caused by
some of these proceduras andfor by the manner of their imple-
mentation. The impact was particularly significant in Phase |
where some of these procedures undermined the quality of
peoples involrement, Whether this will laad o problems re-
lated to management and maintenance &5 not avideni ai
this tlma, since none of the systams ere completed, however
the assumplion, based on Myrada's experience, is that & wil
unless other exceptional factors, like high quality leadership
emerges. For example, the Worlkd Bank's stipulation that con-
traciors need lo have previous experence of working with
Mulilaleral agencies as well as the breakdown of the work
inlo comparatively large slices, made i mpessible for local
contractors o enter the bidding. Large firms, bagged the con
tracts: in lurn however, they sub-contracted and in many casas
sub-sub-conlracted, ending up with the small local contrac-
tors underaking the job [3]. The question being asked is: whal
ohjactives do the World Bank's procedures reguiating cof:-
iraciors, intend to achieve? I they are qualily and transpar:
ancy. aciual practice has mada both vulnerable ard suspact
The hiring of design and quality controd consullants also from
a long distanca has |eft local Government Cifficials puzrzled
They point to the fact that these Consullants have recruted
fresh engineering graduates whao have far less expenance than
thair own officers. It is becoming increasingly clear thal un-
less the comparalive advantages of intervenors are clearly
identified and established, the reason for recrulling outside
consullants will not be clear to Governmeni Officials, result-
ing in frustration and resentmant.

The peocedif QUwEming conltacis Fasve been acap et wnder Fhass 10
respoid 10 kscal sihual ke
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wmenﬁ dic] mol etvar the responsibility of the Goy-
emmen]. For exampla one aspect that the agreansmns -:|.|é|
nol cover was the possible dalay in stafing implementation
after people had mobilised their confribulion or atleast a ma-
jor part of it. Delays did ocour reaulting in people hold ing back
the remaining parl, until implementation began and in some
cases in withdrawal of their contribution, Though perhaps ' un-
thinkable' in & socisly where the Governmant has been the
provider, 8 penalty clause could be considersd jp future_The
naed for sccountabdity on the part of Govemment as & crucial
lacior that builds democralic convantions is nof yed aoequalely
recognised.  Hural people gensarally do nol pay direct taxes
and hence do nol have any sense of ownarship over funds
managed by the Government. When this author asked a mem
ber of the Village Committee why he was concerned abowl
how peoples confribution of 30% was managed bl did not
ovince any concern over lhe Government's shara of 70% he
replied, “that is the Government's money, nol curs®. But | in-
cigled, "Government raizes its funds from taxes®. *l do not
pay laxes”, ha repliad,

The need 1o spall out Government's responsibility end ensure
that it is fulfilled on time, is imperative; delays in implementa-
tian have resulled in an increase in costs and consequanily in
the amount people are required 1o contribute. Delays have
also resulled in decisions which have affected transparency.
For example, apprehension thal people will withdraw their
confribition due to delay in implementation has prompted
Govemman! i some Districts (Myzore is ona) 1o slipulate that
paopas conlnbubion in cash showld be transferred 1o the ac-
count with the World Bank Call of the District. Paople are un-
derstandably agitated over this transaction,
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PART 2. MANAGEMENT AND MAINTENANCE:

OnJune 20, 1996 and August 23, 1996, the Commitee members from
nina Village Waler and Sanitation Committes (VWEC) wers invited by
Myraca to skark dScusson on three toplcs:

1 How to raise resources 1o mainlain the iwo sysiems?

. What are the features of a "good” VWSC? { "good", as under-
stood by the group)

. What is the role of the VWSC during implementation?

The people decided to divide inlo thres groups, with sach group dis-
r_'L;E.'\,jl'm one lonkc

The reporis of their discussions are recorded below

Group 1

VWSCs from B.C. Hall
(Dirirkéng Walor noasing cosmplalion Sanifafion B0 over)
Devanoor
(Cennden g Wabar 20% complehed, Sanitalion TMS aver)
Bherya

|Eirinkimg water ard Sanlaion 10% complelad)

Participants |n

all 3 Grodps Elected and Mominalad members of the
YWSC, Executive Engineer and Asst / Engi
near of the Warkd Bank Cell, Grama
Panchayat Secretary, Zilla Panchayat officiaks
(Chief Sec. and Depuly Sacratary), Myrada
slaff,

Subject discussed: How o raise resources to maintain the

aystems?
The participants decided on the following

imceme and expendiure patiern
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gl PARTIHAILARS BOC HALLD | DEVAMOOR BHERYA
Ha
(LIl
I Dapaalt lor waler AsB0200 |Re 300w3Dd | Rs.BOCeA00
suppts 1o housa housas housas houses
A=, 1,00,060 |[Rs 90,000 | As 150,000
2 Intaresi on Degposit Rs. 1,000 He. B0 Az 1 500
maney [oF WabE Suppy
a 12%
a3 Mty bell From R4 x 4 Rs.2 x 400
houaes LS = 3.2 400 =M, BO0O
niroal Bps
4 Bl for direct walsr Az 12200 |As10x 300 | He 10 x 300
supply Io houses =Rz, 2400 | =Fe 3,000 | = As 3.000
Talal Monihly Income | A, 5,600 As. 4,700 As. £ 500
Expsndituss:
i Edactricily Bil Az, 4 000 RE. 3,200 R=. 1,500
| a Winssrman FAx. 3 x ADD As.2 ¥ &30 Ha.2 ¥ &l
=H3. 1 200 = Hs. 1200 | = Hs 1,300
-1 Citheary Ais, 500 FAs. 30 Rs. B0
Total Monihkly R&. 5800 A=, 4, 700 A=, 3,500
Expenditure
Balance Ml Nil RAs. 1,000
92

It is, however iMerasting lo cbsanse that the following tems of expen-
diture wera not braught up for discussion; thay fall broadly into Two
calegones

. thosa related to the mairdenance of the samtalion syalam: for
exarmple, he salary for drainage cleaners and the cosl of
bleaching powder; this does indicate the lower pricrity given
ic this programme when compared to drinking waler

thoze malatad 1o miapar repairs af the Pumpse andg even 1o
regular minor maintenance requiremants

However, It is anficipated thal the regular grant from the Zilla Panchyal
towards maintenance of drnking water systems which amounis to
appron. As. 1.25 lakhs will cover these costs. There s also the ques-
tion of unoaid bills, which 1he Gram Panchayal plans 1o repay if fhe
gnnt@l grants from the Z P, are forthcoming.

Oine issue thal tiggered off discussions but is nol recorded here as i
was raisad initially outside the meeting was the one that involved the
axisting (oid) drinking water distribufion systam for which peaople had
contribuled deposits for private connections. People asked that thess
deposits should be returned by the ZP. and credited 1o the mainie-
nance account of the VWSGC. The Secretary of the Gram Sabha indi-
cated that these deposits had been uliised for development works
The Engineer from the World Bank cell however advised the VWSL o
torward & resclution regarding rafunding of these deposits which will
be prasented bafore the Gowvt

Group 2,
VINSCs from Kuderu
{Drinking water completed, sanltation B0% over)
Kyathanahall
(Drinking Water & Sanitation 80% comgpletad)
Kadakola
[CHinking water 50%, Sanitation 60% Complated)
Subject discussed :  Fealures and Reles of a "good” VWSC
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The group decided that the lollowing roles and features ware necesary
for a VWSG to function effeciively

. All elected Gram Panchayal members, as well as village el
ders and members of all groups should be nvolved actively
in electing the VWST members, and work iogether in a spiit
of unaty and cooperation

- YWSC members should represent all classes and groups,
with priority to tha membership of wamen,

- The elected President and members should have the backing
aned trust of the villagers

- The VWSC must meal al least once every month

- It miust supervise the proper supply of waler and the maimnie-
nance of the drinking waler and saniflation systems

- It must lasting selulons to problams al The monthly meetings
and ensure thal decisions o solve them are taken at the
meeimg with the parlicipation of all and enforced

- The members shouwld visil regularly all the strests of the vil-
lage to oversee the standard of maintenance of drainage and
waler and sanilary systems as well a5 1o hear grievances

- The members should motivate the villagers to construct and
use bath/tollets and to maintain public sanitation

. Thea YWSE [which includes the alected memibers 1o the Grama

Fanchayat) should have the sole responsibility 1o collect the
walar foas
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GEroup 3

VYWSCa

Subpect

from Chandakavad:
{Drinking Watsr and Sandation complated)
Lidigala
{Drinking Watar T0%, sanilation 80% comphated)
Yelzwals

[Drinking Walar and Sanilalion 80% completed)
Discussed Fodes of the VWSCs during implamanlation:

The group decided that the VWSC should underiake at laasl the fal-
lowing rales during mmplamantation

To supervise the construction of the drinking water and sanhi-
lation systems and 1o inform the concemed officer it any de-
fects in constructicn are obssnved

(Mote: Contracts for the Overhead Tank, mam and connacied
works related to the drinking water system are landered from
Bangalore. In Mysore DU the contractor has sub-coritracted
to village and Taluk level contractors whose work is monitored
by angineers of the principal contracior and supervised by
anginears of the National Institule of Design whose services
are hired for design and supervision. The VWSC does not
have any defined role in the implemantation of the drinking
watar systam. Implementation of the sanitation system on (he
other hand is given directly to the VWSC by the World Bank
Cell. In tum the VWSC engages contractors. The villagers
supervise the quality of the work and redesign tha plan to 5L
the micro siluation, There have been instances whare people
have bean dizsatisfied with the quality of the work; in most
casas the problem has been sorled out, in a few casas the
contraclor has abandoned the Work)

i the publie is found to be hindaring the implemantation of the
saniiation work because the peophe are not salisfied with the
quality or design, the VYWSC should take up the matter and
sort out the issues instead of allowing the public to take mal-
ters info their hands




. If there are flaws in the construction (for example people have
poinled ol defects in proporiion of cement, in curing and n
laying of pipes 3 feel under ground as stipulated), the VWSGC
should bring these faults o the notice of the concamed offi-
cial Immadiataly.

- The VWSC should ba given first preference to carry oul imple-
mentalion work. (Mole: this clause has been Included n the
sanitaticn programme but not in fhe drinking water
prog ramene)

The group also discussed the roles of the VWSC

- The VWSC should mesl once a monih

c The VWSC should fix waler rales and ensure collection

+ The VWSG should operate a separale Bank accounl for this
programme; books ol accounts shoukd be rmairtained
propary

= Drraing should ba supervised regularly to ensure that they ars
Claan

- Proper supply of drinking water should be snsunsd
The VWSC will pay the elctricity bills and salaries of oparator,
valvaman and drainage cleansrs on tima

- The VWSC will train the villagers on the need to presarve
waler and not lo wasie il
The VWSC will ansure maintenance of pumps, plpes, water
laps and drains and carry oul repairs when required,

A case siudy of threa villagas follows; § highlights
several issues thal arose in the process of forming
village insiiulions and provides ancther perspective
on gdevelopments & field laval

i)

A CASE STUDY OF THREE VILLAGES

{Drinking Water and Sanitation)

VIDYA RAMACHAMDRAMN
Programme Officer,
MY HADA
Movember 1995

Experiences in iImplementation

These expetlences relate o Phase | only, since there have been dil-
ferances in the implementation processes followed in the Pilot Phase,
Phase | and Phase |l. Two villages [Yelwala and B, Seshally) were
irderviesved in detall, A third (Kittur) was proposad for defailed inler-
vimwing bul no person was available despile a confirmed appointment
Hebbal, a vilage enroute to Kitlur, was briefly intarviawed since sav
aral of tha VWSC members ware available by the roadside. Some
interactions were also possible with the World Bank Cell

a) Village Selection: It was difficult o gel an exact idea of all
the considerations that had influenced village selection. Tech-

nically, all the selected villages qualify since water availability
is less than 40 L.P.C.D. {lire per capiaf). However, in soma
yillages (eg.Kittur, Hebbal) this s not seen as a major prob-
lem sinca flow irrigation Iacililies exist and the  canal waler
iz made uge of for washing, bathing and a variety of other
purposes, Thersfore, the dependance onpotable waler sye-
tems ks reduced to thal extent, Therefore, vilage co-operalicn
(particularly with regard to making 30% contribution ta the

The ES companent, particulery drainage, s taken up only
as an accompamment lo the OHT since increased watar
availabiity wil resull in increased waler use and there
fore, incraased waste waler thal has to be drained. Where
ham lets are large and also qualify for OHTS the ES com |
panen! will gaxtend i the hamiel. However, contribufions . |
to the ES component can come from any part of the op
erattona! unil (Le, vilage + harmals)
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saniation component) is not forthceming, Hamlets may nat
be simiarly well endowead, but it is the main village that has
the ‘deciding vote' since that is where the ovarhaad tank (OHT)
will bie located and the major sanitation component taken up

At the end of 2 years of sfforts to mobilise vilage cooperation.
Fillur-and Hebbal have shown fiils prograss, There are clear
pointefs that thay are not interested in the programme. In Kitiur
no one was available for comment despite a confirmed ap-
poiniment. In Hebbal, & request was made to the pecple
present o stale thelr stand in writing, Response: “You did nod
ask lor it in writing thal we wanted io be involved. Now why
should we give it fo you i writing that we do nol wan! the
programme? We will still take it if it cormes fres nol if we have
to make contributions.* This siuation is anlicipaied in a few
other vikages also In Somanathpur [nol interviewed] the com-
ment was, -~ You are offanng food to people who have already
ealen wall. How can you expect tham lo pay for food which
they are too full to eat?™ Contributions wers a problam here
too, but it appears now 1o have become a prestige issue not
o 'lose’ the programme s0 cash conlrbulions have started
coming in. The following general observations can be madea:-

It prasent water needs are fullilled, projected water
needs by 2011 A.D. do not appear lo be a strong
encugh argument o mobilise peoples participation

- The 4070 LPCD argument does not make good sense
lo the people in villages where plentiful, though non-
potable, waler sources exisl. Water availability per sa
rather than waler polabiity is whatl matiers 1o most
peopla since whara canals revers elc., exisl, the wa-
tar is regarded by them as adeguate to maeet most of
their needs

' “Losing the programme that is knocking on yolr doors”
appears to be a lool that has been used quite efectively
fo ensure that as many salecled village as possible
do indeed cooperata in the programme,
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k)

The possibiity of 'dropping’ a nen-cooperative village (or the
poasiility of non-cooporation ilsall} was nol considered al the
timie of staring Phase | I s now an issue under discussion
Under Phasza |, even I cancallations are allowed is not likely
that they will be replaced. In Phase ||, the issue of replace-
ments is also to be considered

Bole of PRA : In Phase | the PRA exercise was underaken
loreg afler the implemantation plan was finalized. In Phase |l
PRA iz being used more appropriately o assisi in the plan-
ning process fsall. The role of PRA has been significant in
the following ways

i has helped people 1o understand the programme
in totality,

. In Yelwala, tha PRA ook place afier the implemenia-
licn plan (Engineering Study Reporl) was already
finalised. It was held on the 27th and 28th September
1893, The PRA findings had major repercussions on
the programme. Population which was earlier put al
2642 [excluding hamiets) and projected as 3600 by
the year 2011 was now found through PRA to be 6234
already. This called for the addition of one more OHT
of 100,000 Itrs,, capacitywhich was sarlier not planned

since the village already had 2 OHTs. Similarly, the
dasign of drains, length of drains and disposal paints
al the end points of drains wers all modified

Simikar examples can ba cited from olhaer villages also
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c)

Neverheless, In Phase |, PRA largely was a formalily that
had io be compleled In Phase ||, it is planned 1o be used
much more in the planning process ilself. Belwaen the draw-
ing up of a draft plan (Conceptional Design Report or COR)
and making the final plan (Enginessing Siudy Repor or ESR)
will ba the PRA exerciza which will influence the shape of the

ESH

VWSC Formation © As mentioned sarlier, a Grama Sabha is
called in each village at which the VWSC members are cho-
sen. The VWSC had already bean formed in the Phase | vil
lages before the Panchayal elections were held. Subsequentiy,
all Panchayal members ware autometically absorbed into the
VWSCs, In Yelwala, (as in most other villages) the Panchiyal
President (2 woman) demandad and secured the position of
VINEC Precident. In B. Seehally, the Prasiden! continues o
b4 @ non-elected parson who enjoys a high stalus in the com-
munity because according 1o people;-

He is & medical doclor,

His father was the vilage chairman for many years

Ha provides employment to the local peaple

He has donated significantly fo village Programmes
- He is seen as a good and fair-minded individual

The VIWSCs are fairly large (31 members sl Yelwala, 18 at B.
Seehally) though all members do not share the same leval ol
inderast ko participate actively.

Iz thare & need for a separate VWSC now that the Grama
Panchayats ara in position and all members are automatically
in the VWSC? Responses at village level were mixed, bud
tended to distinguish between the planning and implementa-
tion phases where the VWSC was seen as being necessary
and useful, and the follow up and maintenance phase, which
needed 8 more of less permanent system and could best be
laft 1o the Panchayal

This view point suggesis thal the YWSC s viewed as alem
porary body until the works are complated. Nevertheless, it is
necessary because.
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The Panchayal may not represent all castes interast
groups, colonies, ha milets, &lc.

There are molvaled and able persons respacted by
the community who are not inferested in contesting
Panchayal slections, but are willing 1o serve on the
VWSCs

The VWS i a |-|,._-|r-_-F,E.'|1|;;;|| brcechy Mo doubt polfcal
interests are represented on i1, bul 80 are other inler-
@sts

Should all Panchayal members have ax-officio status on
VWSCs? The view seems to be in favour, because the
Panchayal has many powers the VWWSE does nol have and
the presence of the full Panchayal on the VWSC can ensure
the power of the Panchayal behind the YWSC

The Rele of Womean:

' The grama sabhas are almost always all male. There-
fare. mast of the non-elected nominees fo the YWSCs
are men. The womnan most commaonly represented on
VWSCs are those who have bean elected o the
Panchayats and therelore have automalic represen:
tation on the VWSCs. The few non-elected women
represented on the VWSCs are those co-opted in or-
der te fulfil the mandatory obligation of providing 33%:
repraseniation 1o Wormen

. The presence of women al PRAs is found 1o be mini-
mal; they are mona as non-participant observers rather
than persons contributing kovinfluencing the planning
process. This points 1o the need for a more concertad
effort to involve women in active roles, Will this have
a significantly more posilive impaclt on the
programma? Polentially, yes In actual fact, there are
no ready examples to quote from. i is being suggested
that in atleast 2-3 villages of Phasa | the VWSC should
be composed entirely of Women (barring the men
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abected to the Panchayat whio therefore, are automat)-
cally an ihe VWSE). Tha Panchayal and VWST Prasi-
denl al Yalwala (a woman) axpressed (hat womean
could possily succesd whera men had laled, par-
ticularky in mobdlising coninbulions if thay wenl on a
door-to-door mobilisation (“begging lor funds™) cam:
paign. This would also give them a grealer edge in
planning the programme 1o més! their needs batler

Community Contributionsg : This has bean the mosl infer
esling aspect ol the programme from tha point of view of how
it has bean variously managed. As earller stated, drinking water
systems are to be established free of cosl bul the apviron-
mental sanitation (ES) componan! |composad of drains wash-
ing plattorms, bething cubicles, dust bins and cattle roughs)
requires 20% of the cosls 10 be mobilisad from the public. In
addilion, the usual Gavernment rates apply for getting houss-
hald waler lap connaclions, Bvalones ara obiainable under a
separately subsidised Government schame

There is apparently no cailing on ihe amownl that a revenue
village can ask fowards the ES component provided 30% of
ihe amount i3 raised from the public

As o malter of policy a revenue village selected under this
IRWS and ES projact cannol addiionally be supporied from
other schemes of the Zilks Parishad thal offer 1007 grants for

sanitation programimes

The ES component appears to be low in the st of peoples
phiorities, Conlributions are a problem bul for the fact that the
waler supply works will nol begin until the ES cenfributions
are mobilised, Would It not have bean better to stipulate the
conddian of contnbulion with The waler supply camponard in-
staad of the ES component? The Govamment said parhaps,
but it was against the Slale’s policy o do 0. The inlerviewed
villages said it made no difference whether they paid for one
or the othar; as far as they were concemed, The boltom line
was that they had to parl with some of their money. Even
when they paid for the ES component, in their minds thaey
were doing s0 ondy for the saka of walter,
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Tha 30% porion becomes larger with every Increase mn the
coat of executing the ES componant. Eg. in Yelwala the cosl
was originally esfimated at As. 755 000/-. It was later revised
to Bs. 1,100,000/ to incorporate some of the works that had
been left oul of the original plan. A& second revision has now
pagged it al Rs. 1,650,000/ and it is against the last men-
tioned figure that confributions are being collactad

How ara contribuiions collected?

Yalwala : The Panchayal has used ils authonty o the ulmoast.
Mo individual donations were coming in, not even from the
Panchayat and VWSC members. The Panchayal had 180
sites to sell. 1 insisted that sach persan buying a site had to
pary an additional amount Rs 600/- lowards the IRWS and ES
programime, Receipts ware issued for these donalions. Fami-
lies who wanted their namas to be registered for indiidual
tap connections had o pay Ra. 100- over and above the Gov-
armmmant rale as donation, Tounng cinamas and locally oper-
ating faclories had to pay Rs.5,000¢- and above as dona-
tions In order to get their icensas renawed. As on 31.01.1 945,
A= 350 0000- had been colleciad. Al the lime of this interaew
the committes mambers said that they were trying o explore
a few more similar sources, bul since most of their options
had already been exhausted the woman members of the
Panchayat were considerng going ona house-to-house cam-
paign. They needed to raise a tolal of As 500,000/ but were
not very sure when this target would be reached, Yelwala
has undertaken o raise s hull contribufion in cash only,

B, Seshally : The President of the VWSC sef the ball rolling
by making a personal contribution of As. 10,000/, A palitical
rival followed wilth a contnbution of Bs, 5,000/-, A few more
similar contributions followed, Theraaltor, ihere was a discus-
gion thal each household should make a per capila coninbu-
fion of & cerain amount depending on the number of mam-
bers in each household, This did nol happen. Instead, the
committea did an informal weakh ranking exercise and de-
cided 1he amounts o be conributed by each housahald
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depanding on their aconomic stalus. This was accepled by
the village and contributions have started coming in accord-
ingly, Sence the VWS president’s wife is an alected membar
of the Zilla Parishad, she managed lo get a grant from the
Zilla Panshad for a par of the drains {contrary 1o the existing
official policy] thereby ansuring that the World Bank supported
ES componan! budgel remained within manageable limits.
Since contributions fram individuals were inadequate, dona-
tions from touring cinemas and |ocal factories are also baing
collected, The local milk society has an of Fs. 100,000~ and
it has been decided thal Bs. 10,0000 of this will be & conlrbiu-
tign to the programme. Of the tolal estimated cost of Rs
1,030,000/ B, Seshally has to mobilize a kecal contribution of
Hs, 300,000/ of which it has agreed that Rs, 46,0007 will be
in matenial, Rz, 31,000/ in labour and Rs. 223,000/ in cazh,
As on 31.10.1985, a cash contribufion of Rs, 140,000/~ had
been deposited in the bank Labour and materal contribulions
could not be asceraried al the lime of the interview

Kittur : Al the time of tha visi only Bs, 100/ had been col-
lected oul of the expected contribufion of As. 180 D0Q/- This
was lhe amount coninbuted by ane individual fowards open-
ing tha bank account. The commities did undarake an infor-
mal wealth ranking exercize to fix the amount to be conirio-
uted by each family. The first prominent citizen o be contacted
pointed to the tap in his yard and said he had no water prob-
lem, s0 he did not see any reason to contribute. With  this,
the committee gave up its alternpt lo seek contrbutions. The
commities also made a suggestion that contributions could
be mobilzed from the hamlats and ater the OHT was con-
structed in Kitur the hamilets could be given a pipeline con-
nection. The ES works would include both Kittur @nd the ham:
lets. This suggestion was neither lechnically feasible or ac-
ceplable 1o the hamlels The Kittur committes has informally
expressed thal it is better to drop the project unless the con-
tributicn conditicn is wakved. Since no cne from Killur was
available for discussion, the above information was obtained
from thie Project  Staff
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Hebbal : Discussions ware brief and held on the roadside

The commiltee mambers said thal each of the 4 main casle
groups in the village had o fund from which they had agreed
te confribute fo the programme since house-to house colléc-
thans has baan rejected by the people. Howsver, thay subze-
guently used up these funds towards some local | malk soci

oly } elections. Now fhey had mothing to give. They apolo-
gized 1o the Project Staff for the two years of molivation work
pul in and suggested that they remain fnends but nolio mEise
the subpect of local confributions agam. They weara willing to
4o the programme if it came free, nol otherwise. Habbal has
flow imigation faciliies and does nol parcerve any major drnk-
Ing water need. The Project Stalf, ara not willng to gnve up
Hebbal a5 & " bad job " and plan to persist in their etforis to
mobilize coniributions. This kind of persistence and refusallo
give up has been characteristic of the project uplo now. All the
people iIMarviewad ware unanimousiy of tha opmacn that only
tha persistenca of the NGO had sscured thair willingnass 1o
participale in the programma, * Nobody had ever approachad
us again and again lo be subjected o our indiierance or aven
our abuse. We couldnt understand how he { stalf membear |
kept coming back ®

Besides the above villages the sfualion i of olher vilages
was also discussed with tha project stsff, The conclusions

thal can ba drawn are




Whaere drinking water is not a major problam contri-
butions have baan difficull to raise for tha ES compo-
niet,

Dynamic leadership and personal commitment to the
programme oy the VINSC members have played a
major role in secuning contributions

The power of the Panchayath has been used magi-
nalively in such villages where leadership has beean
actnem

In sevaral villages the Panchayaths are sesing a po-
litkcal gaim in pursuing this programme, since i is un-
likely that so0 much money can be mobiksed for their
villages from any othar sources. Al the same time it
nas beaan possible o neutralze their poliical delrac-
tors by including them in the VWSC and making i a
VWEC programme rather then a Panchayath
Frogamme

A major point of griation has bean the long delay be
I¥ean announcing the programme . preparing the
gslimates and its actual implamentation. This
demotivated peopla. raised doubts in their minds, re-
sulled in cosl escalations and conseguenily, an in-
creasae in the amount [0 be raised as conlribution,
Several commitiee members complained that they
could not deal with These cost revisions i It meant
going back again and again to the people for more
cantribtons

Where contribulions are concermed innovation has
bean the buzzword, Suggestions have ranged from
“Why don't you do 70% of the work and lsave the
remaining 30% 7 1o “wihy donl you estimate the value
of tha drains we alraady have and sat it off aganst
the contributions we have lo make?" 1o 8 simple “why
don't you de something and bring the cost down?®
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7 In villagas where conbributions have bean collecied,
iLis not very apparend thal the peopls fesl o greater

avan less so in villaoes like Yelwala where no howss-
to-house contributions have been raised 83 against

- ally and cther villages where every family has
(i sxpecied 1o] contribige. The Project Staf feel thal
house-lo-house contributions are the only real contr
butions; the committess agres in theory but opl for
sasier options wherever they are available,

|mplemantation: As per the onginal plan, none of the works
could begin until the cash contribulion agreed o was aclually
collectad and deposited in The bank. However, the expected
lavels of contribution did nof fiow in as anticipated. In ordar io
deal with demativation and doubiz of the people who had al-
ready contributed, and lo avoid cost escalations due to fur-
thar dalays In implementation, the Mysore District authorties
modified their sland as lollows

If half the expecied cash contribulions were actually collected
and deposited in the bank, then the ES works could begin

Thia eantract for water supply works is given directly by the
Government to an agency of ils choice (based on standard
sedection procedures for award of contracts for civil works)
This agency has subconiracted others for the aciual execu-
fiom of works

The VWSC is the confractor for the ES component, and it is
within the power of the VIWEC to allocala work lo pacple of 115
cheice. In Yelwala, where there is a good amount of work 1o
ba done, the VWSC has distributed the work to 8 agants. It
did not appear thal political considerations dictated this deci-
sion: rather the WVWSG said it had worked o the advanlage of
the village sinca work was proceeding at a fasl pace and
each contracior competed with the sther o do quality work,
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In B. Seahally the work was given 1o a parson from a neigh
bonng area who has been execuling civil works forthe vil-
lage for over a decade, He i aceplable to the whole commu-
nity and despite the fact thal he s a 'big man' ["he owns a
road reller”) he is prasant in the village regularly, deals with
peaple sympathetically, halps to raise local contributions, and
arbitrades In dispulas thal anse when drains have 1o reclaim
and run through encroachsed or private lands,

The ES works are regularly supervised by the maore active
VWSC membars and even by non members (eg. B. Sechally)
The ES component s regulary reviewsd by the VWS al its
mealings

In B. Seehally (and several other villages) the path of the
drains has somelimes been across privale (encroached)
propedy. The drains laid during the day have been destroyed
al night by angry iemilies, increasing the cosls to the conirac-
tors who have lo slad again ihe next day, Sometimes walls
have had to be knocked down, There is no sel patlem for
sorfing ihose _dispules, Each has been tackied on o case-
b= casa basis by the YWSG. No cash compensations have
bewn pald, hough some minor repair works 1o broken walls
have bean made.

The only {anticipated) Catch 22 situation with regard to imple-
mentation again relates to public contribution. Mo village has
[aiged the full 30% yet both saniation amd water supply works

have started n several villagss, What if the full 30%, naver
comes? The conlingency plan is to stop the ES  works gl

sGme pont until more public funds are rajsed . However, the
waler supply works must go on since thalisa separgte
conlraci awarded directly by the Governmenl and any post-
ponement will only resulf in further cosl escalalion. Nobody is
sure ¥ the people will retain an interest in the ES Programme
once the water supply sysiam is in place.

Management: As par the plan responsibility for the ongoing
mainenance and manageimant of 1he walar supply and
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drainage systems is yestad in the YWSCs, However, both
Yelwal and B. Seehally pointed oul thal thare ware several
problems with this. According 1o them, the Panchayath is best

guited lo do this job

1. The VWSC is a private body and will be charged highizr
ralas for elecincity

Z The VWSC is a private body aind, therefore, the Gov-
armment can sasily cut oft electric supply to the wates
system if electricity dues are nol paid. Yelwala already
has accumulaiad dues in |_|11|:|.=|i|_! mbactricity bilks of over
Bs. 400,000/~ If the system is managed by the
Panchayath, electricity cannol be cul off 5o easily

3 Water charges have 1o be collected each month rom
both standpos! users and househald tap connections
Tha Panchayath already employs a Bill Collectior who
can combine this work with his olher collection e -
sponsibiities. Tha VIWSC, on the olher hand, has o
amploy a perscn 1o do this job, tharsby incumng ad-
ditional expense. Besides, peaple can dodge paying
private bodies whereas it is nol so easy lo dodge the
Panchayath whose power extends toa  bol of ather
areas as well,

4, The Panchayath already employs sweapers to clean
the vilage. Though the VWSC is also empowered 1o
amploy sweepers, il is an expensa {hal can b avoided
il thia managemenl is vestad n the Panchayath since
the exisling sweepers can themsslves clean the
drams

The Panchayath can more readily surmmon the con-
carnad {j::-'-.rn:*,-rnmenl Depariments 1o altend 1o repairs,
atc. Though, in theory, the VWSC is also vested with
the necassary authoridy lo invoke the assistance of
the Government, in praciice, it is anticipated that it
will b more difficult for tha VWSC to get the needed

rEsponse
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i The VWSC has 1o depend on waler revenues only in
order to pay sweapers, colleclors, and for other ex-
penses that may arise from time 1o time. The
Fanchayath has other revenues that # may employ al
itz discretion 1o mest such expanzes

It is appropriate to point out that at this time the Project Stan
believe thers i litle difference betwean the VIWSC and the
Fanchayath® The VWSC s regarded as “an extended arm ol
the Panchayath®. The people, on tha other hand, perceive a
clear differance batweaen the two. "The VWSG is powerful only
becausa ihe full Panchayath is represented on it. Take away
the VWSC from tha Panchayath and yvou still have a
powerfulPanchayath. Take away the Panchayath from the
YWSC and whal do you have?" Al the above argumeniz are
very valid and merit altention. The question of management
has o be serously and thorowghly discussed before the SyYE-
tems are handed ovar lo sither body to manage

At the end of the day, tha issues that offer food for thoughl are

Contributions for water supply vs, contributions for sanitation,
which has more molvational appeal? What accounts for mo-
fivation and how can i be enhanced in all casas?

Planning for projected water needs whera cumrent needs are
close 1o being fulfilled vs. planning for current: needs in water-
scarce villages and including projecied needs in the plan; a
syslem of ranking that can establish prloritbes more cleary
and objactively. ]

Planning based on water potability (even for other than drink-
ing or cooking purposes) vs. planning based on water avail-
abiiity and actual polable water needs; the lalter ignores the
haallh implications of using unsale water for washing, elc. but
has mmplications for the success rale In mobilising public con-
tributions -
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Raizing house-to-hiouse contnbullons vs. accepling the use
of any means 1o raise public conribulions:, does ocne have
any special mem over the other in imvesting people with an
aclual sense ol ownarship of the programmaa?

Initiating works evan before full contributions are collected vs
doing =0 svan il a part is collecied: cost escalalions on ac-
cont of delays in implementation have to be avered and al
lhe saimie Uma full conlfibulions have 1o be sacured

Dafining “co-oparation” and specifying a fime [imit for villages
to co-operaie or ba dropped from ihe programme in favour of
other villagas

Managamant by the Panchayath vs, managemsm by the
VWSG

The experences in Mysors District have shown that the battar deci-
sians have bean those that have been influenced by practical rather
than Meolgical considerations




CHAPTER VI

THE PERCEPTIONS OF NGOs INVOLVED WITH
MULTILATERAL/BILATERAL PROJECTS

This last chapler broadens the canvas to include the perceptions of
saveral NGOs who have begun o work with the Governmant (n the
context of MullilateralBidaleral Projects sinca 1991, Thase percap-
bons are refaled to 3 relalionships:

’ The relationship betwean the Multilateral / Bilateral
Agency and the Governmani

< The relationship belween the Government and the
NGOs
3 [he relationship batwean the Mullilateral/ Bilateral

Agancy and the NGOs.

1. The relaticnship betwesl Multilateral / Bilatoral agencies
and the Government:

The experience of MYRADA as well as of several other NGOs
invelved in MultilateraiBilateral (M/B) projects indicates that the
M/B agency and Government have far more lealures in comman
than NGOs have with them, Ax & result, the relationships belwean
the M/B agency and the Government are subjact tofer less stress,
than those balwean the NGOs and these Iwo organisations. It
may be useiul to kentify the features that NGOs find comman
bobween these two inlervenors, especially the ones that are zean
o lbe more significant, and to assess whether they inhibit or sup-
port the growth of reletionships among all the intervenors and a
symargy in the collaboralive interveniicns. These features and thei
impacl on the project are seen through NGOs' eves and there-
fare reflect the NGOs' perceptions; they are incomplete, and will
be considered biasad, but need Lo be taken into acceunt in injtia-
tives to improve the effactiveness of this collaborative model o
intervention in development stralegy
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As parcaived by NGOs, this relationship between M/B agen-
cias and the Govermmenl is based on the nfluenced by the fol-
lowing major featuras

In terms of Linkages :

thers is & direct communication link betwsen the two; [ while
the M/B agency is expacied 1o communicate with the NGO

only through the Govermment, |

there 2 a long tradition of working fogethar in many cases
personal relationships have developed which add an elemenl
of trust: (the NGO iz a new entrant and does not ususally enjoy
these relationships)

important pegoliatons between them and documents afe re-
stricied and unavailable to the NGOs involved

both work within the gonlext of sovereign agrasments; this
places their relationship In a paricular projact within tha
broader context which could wall include mutual overanching
inlerests that tend to daminale the relationship in & panicular
project and, at times, even diver it from achieving ils objec-
live: (In none of the five projects analysed did MYRADA have
agreaments with both Government and the MB BgENCY, it was
only in the late '80s that Govemments began entering into
agraements with the NGOs which enabled both parties to
define their respective roles and fo be accountabila)

tha Govarnman! & the clienl of tha MultilaterslBilateral agency,
the client clzime ownership of lhe project based parily on its
obligation to repay the loan; ownership is often extended 1o
th right to exclude or include other intervenars. { The official
posifion, though often unexpressed, is that the NGO has no
right 1o intarvens since it has no obligation 1o repay |

In terms of a stake :

both { Govt. and MB ) have an indirect financial slaka in !Iw,f.
prosect: both are aware thal recoveriss will nol be generated di-
rectly from tha

-

113




project but from elsewhere. This oftan leads the borrowing
Governmeant lo adopl an approach which is inspired more by
the pelitical capital which can ba derved from vestments in
a particular constituency than by concemn for productive and
sustained Impacl, {The mclusion of several villages n the
World Bank Cirinking Water Project which already had an ad-
ejuala supply, 15 an example; their refusal to conlrlbule how-
ever provided an opaning for these villages to be excluded; it
also crealed problems for the NGO involved, since they wers
"pofitical”® chaoices in the first place ),

the M/B agency usually works on the assumption thal thera
will be  incremantal commitment to the chjactives that involve
sustanability and equity. The Government is comfortable with
this approach. The reality is that this approach allows the level
af commitment 1o these two objectives 1o diminish, oncs the
agreamenl launching the project iz signed. Thareafter, The
pressure o disburse funds and to achieve targets drives the
implamantation process. | Since The NGOs give the objec-
lives of sustainabiity and equity priority, conflicts arise )

netherthe WB agency or the Govamiment has a major stake
in the imvobrement of NG Os and peoples nstitutions throwgh:
ouf 1he project cycle from identification of the project to main-
tenance of the assel and impact. Yed this factor is critical for 2
collaborative inlervention strategy o be affective in tarms of
sustaniabdliy

both have staff who have no personal stakie in the sustainability
of the project impact; they move on long before impact can
be assessed. This is particularly true of the borrowing Gov-
emnment; mast of the five projecis analysed here have had
four to five directors within the project's life: as & resull it is
quarierly largels achieved in terms of funds spent and benefi-
ciaries targeted thal become the major indscators of padar-
mance; (NGO stafl usually stay on in the area for longar pe-
ricds and have o ve with the conseguences of distortions
resulling from decisions taken undar political compulsions and
sho lermn mteresls |
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In_terms of oparational stratedies :

hoth M/B agencies and Government staff feel comiorable wilh
a directive siyle of funclioning; they are nol accuslomed 1o a
consultative style which NGOs promola

both have glaff whe are accystomed 1o identiy, plan. bucget
and implement projecis lor the people; they are both accus-
tomed to deliverng goods and services and 1o hife or coniract
turnkey operators who continue to do the same; parlicipatory
processes invalving peoples decisions In project budgeting
and implemantation are new approachas which do not fit well
irto their planning methods, procedures for operalions, pro-
curement and disbursemant and with their percepbicn of or-
dar,

both are uncomiorabls with informal institulions or peoples’
groups and view them as fransitory instilutions. As a resull
ona of the major concems of officials i 1o formalise these
institutions andfor to sbsorb them into karge recognised sock
eties. { NGOs are aware that peoples nsfitutions operate far
mora lransparenthy even though they are not registaraed. Many
refuse regisiration because il makes them vulnerable to ha-
rassmant by petty officials. Evan iha FEi| and HABARD have
accepted the legitimacy of informal Sell Help Groups which

are not registered )

similarly, both the W8 agencies and Govemment tend 1o con-
sider traditional technical skills and structures as backward,

of low valus and productivity and 1o be réplaced. On the athar
hand NGO= recognise traditional institutions and skills, place

a monelary value on them and build on tham. | Thera is, how-
gver, @ noticeabls change in the approach of several MB
Agencies fowards placing a value on traditional skalls and struc-

uras. |

the relalionship is sustained by the assurance that both par-

ties are rgprasented at sl maetings prior 1o project approval
and on all fallow up committees; together they sel the agenda
and tha pace. { The experence of NGOs is that they are
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!u-.;ll..dazl In maatings whera only namow issues regarding NGO
Imvolvement are discussad and nol in meetings whera the
project and sector policy matters are on the aganda; this sa:
veraly diminishes the electiveness of their intervertion }

E:-r:-l_h operate according lo established rules and proceduros
which are standardised across regions; bul local conditions
vary. Neither actively fosters changa; both find it difficuli to be
flexible enough to respond readily 1o change and 1 cope with
;;_:;qur|51 which resylts from changs without becoming dafan-
iye. Th-.:rE are, of course, exceptions, but these depand alk
maost enlirely on the leadership: it is "back to usual® wihen such
teaders are transferred and replaced by others who do not
measure up la lhe situation

adminssiralive systems in Government are gearad o monitor-
irg the delivery of goods and services and dao not give valus
or poonity 1o capacity and institution building. ¢ Staff of some
MWE ag.ﬂnfﬁ.iu-_-; howevart are increasingly placing greater value
on mstitullon and capacity building, bul thair financial and
administralive systems have not yal translaled this valys joto
indicators that carry weight at decision making levels) g

The Relatienship between Government and NGOs -

This side of the friangle is perhaps the weakest since the
common faatures between Government and NGOs are tew
when compared to the number between Government and the
Multiateral or Bilateral Agency,

The officials who represent Government work at three bevels:

Level A includes officers of the 1AS and IFS (1) cadres and
sanor rapresentalives of the Governmen

Level B covars all those who consider visits 1o the feld as
part of thelk supervisory role but where field tows (defined as
actual interaction with villagers and nol with officials) do not
take up more than a fraction of thair tima; and

&5 : Indizn Sdminisirason Sericas
IF& - edlan Foresirg Garvices

M6

Lavel € includes all those who congider inferacticn with people
as thalr main role

NGO expenence indicates that thers are several Level A officers

such as the abiliby to listen and leam and to function in a sifualion
thal is conlinuously evolving, they are willing to take calculated
rizks and quick decisions; many have expensnce In working wilh
MG Os, Whare such officers ked the Governmenl intervention, the
synergy graw betweenGovernment and NGOs and provided ax-
cellent support to the staff of both institutlons as well as (o the
peaple; il also crealed a conducive working siluation. Mestings
chairad by such officers were nod restncied to admimistrain/e and
financial matters, bul covered developmeanl slratagies and
searched for ways 1o forge all the intervancrs info an effective
team. Such officers ware also willing to support the emerganca of
people's institulions and to give them repraseniation in projec
meselings, as in the micro watershaed project in Gulbarga, The Wes-
grn Ghats Forestry and Dhamapuri Projects also had similar ex-
periences. Officars al this level however, generally do not have
tenures over two years. Unfortunately, the qualities describad heng
were not shared aqually by all incumbents which subjacted the

collaboration to & degree of uncentainty.

The willingness and ability 1o 1ake risks and decisions al Level
B diminish sharply. Officials al this level normally have longar len-
ures than their superiors and are reluctant to lake innovative deci
sions that do not conform o rules and procedures since ey may
not be appreciated later by a new boss, By and largs, officials at
ihiz level are uncomforiabla with NGOs; this results in a lack of
mutual trust. Some have had previous and #misd expensnce
with NGDs, where, as it often happens, only the negaive laa-
tures or a few fallures have influenced their opinions. These im
pressions wara strengthened by their experience of some NGUs
whao did not give adequale imporiance lo regular reporting, fo at-
tendance al meetings called by the Government and 1o financial
management. NGOs are aven viewed in s0me projecis as poten-
tial threats to their interesis singe NGOs often have direct access

fo their SUperion;
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beskdes, NGOs generally tend fo be sympathetic 10 complaints
trom people aboul the lack of response and the styvle of funclion-
ing of these officlals oftan without venlying their genuinensss.
The performance of officials ai this level is also hindered by the
distance of the project site from their homes and the lack of trans-
port, which often is nol a constraint wilh NGOs. In many cases
they were not involved in the initial stages of the project cycle and
wara somelimes evan expected to implemeant plans drawn up with
people's participationwhile they themselves remainad
marginafised They often resent thesr superiors' rappor with NGO
wha are free to talk al meslings and whom, many feel B0y &
privileged position. Officials at this level have no major slaks in
EEE-I'hE'-‘I'I'Ig tha objactives of the prexesc Their involvemeant is Con-
ditioned mainly by administrative demands 1o meel shor ferm
largets related to expenditure and beneficiaries. |t is obvious that
these fealures do not forge a sound basis for heatthy and con-
structive relalionships

On some occasions, NGO stall (including MYRADA's] have
contributed towards strengthening these negative images by their
nexperience and enthusiasm. MYRADA on its pan has taken sev-
eral gleps lo change these perceplions, though nol abways suc-
cessfully. To bagin with MYRADA stall ensured that all officers at
this level, who had some respansibility in the project, would be
included in the pandpatony exarcises thal were initisted with ks
pecple during project identification and planning. In Gulbarga they
were included aven in the evaluation 1eam thal adopted a partici-
patory evaluation methodology. Informal meetings were organised
on MYRADA's premises and an "open house” policy was adopted
whers officials were welcome to drop in when ever they ware
around. Transport was provided 1o staff who had 1o visit areas
whara no public transport reached. Care was taken o question
rumours. Officials were encouraged to talk al meetings, o ex-
press their opinions, and If they continued to be raluctant, to al-
low MYRADA staff to express them on their behall. Differences in
stralegres were discussed al ragular meelings and nal left 1l 2
crigiE developed

Govermnmant siaf! at Level C whose major role is lo inflarace
with people normally relatz well with NGO field staff They are
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often provided with some degree of suppor m tarms of transpor,
stay and in achieving targets under various programmas. Staff of
this level, however, have litlle opportunity to upgrade their skills

besidas there iz no space for tham to even conslder innovativa
stralegies given the organisational cullure thal prevails in '!.'i:Tv-
emment Depariments. MYRADA has attempted fo provide train-
ing and exposure 1o staff al this level, paricularly in the Westemn
Ghals Project; the response has been encowraging. For mest of
tha participants, insernvice Iraining was a first and refreshing ex-
periences Chrar 3009 of the Forestars inthe District covered |.'p!|. the
Project changed their approach lo peopls; they were abla to con-
duct paricipatory planning exercises and foster the growth of
peoples inslitutions, though (o a limited sxanl. However It.n: SUp-
port requred from the organisation to carry lorward paricipalony
intervention strategies al fisld level is still inadequate

Deceniralisation and empowsrmant off froml ine staff to enabla
them lo respond 1o changing sitisations s sl tar awsay, The high
favels of transparency and mutual frust required within r"l.-E
organisation 1o support such strategies in the field staffl have :=.~II||
to be achieved. While many of the field stafil who have pariic-
pated in the training and exposure sassons have ﬁl,;ul..lir.':".'-'l tha
skills of communication and the abilily to conduct paricipaton
techniques and exercises mainly for planning village |-E'-jE|
programmes, they have not been able fo move further to eoquirs
the space and the skills 1o analyse redalions belwean vanous
groups In socisty which 1o & large extenl condition the present
slatus of people, and Lo infiate action thal will change policy and
practice thal are baised against the poor and marginalised sec-

Lors.

in general, however, thera are certain negative parceplions
at all ievels of Government thal do not contributs lowards strength-
ening the relationship with NGOs though the number of officials
supporing this collaboration has increased significanily. For ex-
ample, there are cerlain sections in Government who cannal un-
derstand winy NGOs should receive funds, especially when lhey
are scarce, Governmen! officials, in general, are not accustomed
te competiion and questioning which emerge in their dealings
with N3 0s and people's groups, [t was difficult, for example, for
officials to accept that people's budgets for watershed structures
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wara kower than official ones. Many are unsure how to deal with
people’s groups and iniliatives which they feal are best lalt o
poiiticlans. MYRADA did not have The expanance indially to ovar
come these obstacles, besides, many of #s staff in these projects
wiare new recruits who had o be re-orisnied 1o MYRADA's Mis-
sion and approach; they were also younger than most offictals,
and in a society where wisdom is associated with age, i is diffi-
cull for seniors to acoept ihal e _;unil_'.-rs can creale & I.r-_;;-|-||1||g
siluation. Gradually, as paricipatory methods were developed and
adapled fo sach siuation, as the value of peoples’ instilutions
Was recognised and as staff graw in expenence, many of these
obstacles were reduced. On ils part, MYRADA did not anticipate
many of the problems; il did nol give adegquate importance o
syslematic and regular analysis by all infervenors of the develop-
menl process. Like many NGOs, MYRADA staff too made claims
which wars not rigorousty confirmed and openly discussed. One
irmtant ta NGO-Government relations, which officials find difficult
fo cope with, is the 'Hale' which NGOs tand to claim, MYBADS
sullars from this 'Hale'too; and while proud 1o possass it, MYRADA
did not slways enaurs (hat it was ol used as an excusa 1o avoid
the basic requirements of pood administration ke repors, ac-
counts and affendance al meatings which an NGO neads 1o com-
ply with, if It wants to establsh a sound working relationship with
Govammend

The features of MYRADA which wara recognised by Gavernmani
officialz with which they wers comforlable and could relale with
ware the following

MYRADA's Board is gompesed largely of senior retired. Govern-
ment oflicers who are widely respectad for thair integrity, capa-
bilities, experience and dedication to duty, and of a politician with
a repulation for inlegrity and service

MYRADA adopts sysiems and procedures in finance and projscl
managament with which Governmient is lamilisr and comdor
able;

MYRADA keeps al a distance from pary politics and maintains a
secular image: both featuras maks it easier for Government offi-

crals to ivohee MYFAADA:

120

Though # did not agree with Governmeni on many oCccasions,
Y FADA did not adopt a position that made dialogue difficult or
Government defensive, bul soughl o work oul solubons jp_ihe
fiald to prove its peint. This approach avoided a situation whera
ane party had lo kose face and sirangthaned the hands af those
in Govermmeant who had agreed with MYRADR's posiion, bul
neaded evidence lo win support from olhars;

MY HADA s stz were able lo relafe with Govemmen officials al
all three levels; they were membears of Commitises al Stale and
Ceniral leveals; this enabled MYRADA lo cultivale a broad spec-
truerr of relationships with Govammeant and 1o relale with Govern
ment evan oulsida the conlexl ol a paricular progect whare op-
arglional prassures miluenced the relstichship and somatimes
aven distored it this network of conlacls crealed an enabding
emdiranment for MYRADA s iInvolvernant In 2 parlicular propact

Govamment 15 avare that MYRADA can mobifise resources to il
in gaps in the programme.

MYRADA's Head Office iz situgled in Bangalore, The Slale Capl-
tal; Govarnment can easily idenlity d and communicalion 15 easy.

MYRADA has a large feld cperation paricularly in Kamalaka
where it has projects in 8 Disiricts, The 15 projects @ manages
cover gver ane millien nueal poor diresctly,

There is a degres of commonality of interasts betwaen the follow-

ing

local polilicians and MYRADA, they often lobby for the project
area to cover their constituency.,

Senor Government officers and MYRADA who believed thai
MYRADA can mplement anti-poverty programmes effectivehy
than Govemmen! deparfdmants;

- Government field syvel stall who oflen lnd suppor and ancour-
agement from MYRADA project stafi
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jnlerms of a slake

3 Relationship betwean the Multilateral/Bilateral Agency and

the NGOs : The M/B agency has a stake in the success of the NGO's

’ . - - ] -. - =L -
indervention, since in most cases it iakes the milialve o m

ln terms of Linksges

11l
i

In a few cases, experence of previous collaborations which
wara posilive helped o bulld relations of trust in a paricular
project. NGOs who enler indo this relalionship for the first
time have o make a specil effor fo underatand the demands
of a inangular collaborative infervention; many need support
in this area; MYRADA { among clhers ) is willing to provics
s suppon

A few of the MB agencies have the space and the willingness
to relale with HGOs nol a5 contractods al as pariners. For
eg. SDC]1] and CIDA [2] worked in parinership with MYHADA
thay supportad its mission and sirategy though they did not
segn any formal MOU with the ofganisation, The indiidual
proiecis they fund _are expréssions of this parnership wilh
the crganization, They confirmed this pannership by sup-
porting programmes that helpad 1o baild the organisation; their
suppor, for example, for the corporate concems of MYRADA
Ike capacity building of staff, was crucial tor the growth and
susiginability of the organisalion; il enabled MYRADA io re-
spond to changing situations both oulside and in the
organisation, without compromising its mission and aver
sirefching ifs resources. These iwo bilaterals also placed full
time programme stall who worked 1ogether with MYRADA staff
on the project with which thay collaborated as wall as at head-
quarters; this made feadback and decision making more trans-
parend and timely, resulting in more effeclive  intervention
Relationships are placed on a firm footing when the MB and
Govermment ensures thal the NGO selected bas the experi-
ence and { or the potential to work with government, is rans-
parand in its operations and 12 comm#ied o the oulpul ra-
quired ko achieve the project's objectives.

s O Ewizg Dwalopmen Comperahen
i ] Canadien riammalicersl [ir-..'ll-:r||:|rl|-ll:l fupe ric
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sohve NGO in the projec, oftén against the pravailing opn-
ion which doss nat walcoma NGO participation or cannol
idantify what vatue it could add

Samme ME0s, on their par, have a stake in_slrengthening this
relalionshep since it oftan finds {hat the M8 agency supports
their concerns especially as regards susiainability of impadt
hased on the participation of people throughout lhie project
cyele and on the growth of pegples insttulions. MYRADA'S
=take with reference to some M/B agencies is 6ven Iargc-. as
tha success or failure of the relalionship in a paricular u:-’;j.ﬁ:'.l
has an impact on the parfinershp which has broader mplica-

licns




Sanior staff of both organisations | MB Agencles and
NGOs ) have terms in office which are long encughfor
tham to expenance the impact of their dacisions; Ihis
gives them a grealer gense of sccoupiabibly than
Sapior stalf of Govemment whose terms are relatively
ghom

4 Badormance appraisals are far more related (0 ac-
ial pohievements in These two organisations than in
tha Government where annual increments and pro-
moticns have become mattars of right, unrelaled 1o
porformance al mosl leveds

In terms ol Operational Stralagies

Al ke MIB agencies supporl parlicipatne sirategies,
though commitment lo padicipation throughout the
project cycle among the M/B agencies varies; wih
soma M/B agencies tha interpretation of what partick
pation maeans in the feld becomas increasingly re-
stricted as one moves from stafl who rekate with the
field towards tha cenire and as the project cycle moves
from planning to implementation. Where the M/B
agency places full time stalf in the fiedd ke SDC and
CIDA they wera able to cope with emerging siluations
which required thal the pecple take the lead, with va-
riety and mnovation; as a result thesa M/B agencies
tend to give value 1o iraditional skills and 1o the growth
of peoplas’ instilutions; thay do not treal these insti-
tutions as temporary abermations thal mus! be loler-
ated til formal instilutions are established

There is greater willingness ameng M/B agencies
when compared 1o Government, to share informeation
related to operalions with NGOs

agreement between Govemman and the NGOs. They need 1o lake
steps to change policy and practice alkeast in the following areas B0
shat the obstackes 1o this ralationship funclicning in a way thal raises
e quality of impact are reduced of remaved

. apart from one of TWo QOCUMBTHE which are sensitiva, there
shauld be an understanding that all others will be shaped with
the NGOs involved: trust begets irust, The Govermment should
also agras o nvile MGOSE o PEH!'Jipu'drE‘ in discussions relafad
to (he antire project 85 wall as to policy covering the project in
questkon &nd not 1o restrict NGOs to meetings whera only
NGO matters are discussed, This would add valus 10 NGO
involvement and give NGOs an opperiunay 1o demonsirata
new approaches al the higher levels of Government and to
offier themn as leaming situations, wWhich, it successtul, contrib-
uie far more fowards changng policy than hours af argurments
and advocacy, The cumant practice in some deparimeants of
axcluding NGOs from discussions belwaen Gowarnment and
(he MultilateralBilaleral Agency while ensunng {hal Goawarm-
mant officials are presenl al meetings betwaan the MGO and
the Multilateral/Bilateral Agency needs 1o be cha nged.

- indicators of performance S hould pe established togeiner
withGovernment, NGOs and the people and agread fo by all
ctall inmvolved befora the project starts. This wall give an op-
podunity to the NGO o include indicators thal cover capacity
building and the growth of peoples’ inslitutions . Performancs
indicators should also include the opportunities and suppar
provided 1o the people io includs thelr ndicalors which relate
to thedr prionfies in terms of a stralegy. The degres to the pecple
1o include their indicators which ralate to thesr perlormancea
indicators should alse include the opporunily Tias and sup
nort provided, Priorities In terms of a stralegy The degresa of
pacples access o and comtrol of resources and sell propelled
intarventions In their area never igure as indicalors of par-

formancs, Lall lo itself, Governmenl [and svan sevaral NGDs

These experences suggest thal thosa who taka the initiative 1o pa exparenced in the Dharmapun project) will focus, under
irvolve NGOs in projects with Government whether they are senior pressure, on ndicators that cover largets ralsted to funds spent
slaff of Governmen! or of the Mulilateral/Bilaleral Agency need to and beneficiares and area coverad.

realise thal thair objective is far from achiaved by finalising an
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the Governmant, Multilateral'Biateral Agency and the NGO
must agree thal the magor goal of their nterventions is 1o make
Raopla the Fourth parnar, This requires that the following
objectives ara expressed clearly, that the strateqles io achieve
them are accepted by all, that all intervenors have, or try Io,
acquire the skills, attitudes and organisational supporl nec-
esgary 1o implemant or support these strategies and that
agreements are enlered into where possible lo provids a firm
basis for collaborative endeavour to achieve this goal. The
objectives refarred 1o are tha following

- that the people and staff at all levels among the inter-
vanors are involvad in idantifying the need for the
project and the nature of the investment from the be-
ginnng of the projed cycle before planning begins

that the long term objective of the invesiment is sus-
lained impact; increased productivity and higher lev-
els of equity achieved in the shord ferm are nol  ad-
eruala

that the intervention strategy fosters appropriate
peoples institlutions since they provide the necessary
suppon systems to achileve these omectives. Tha siral-
egy should also loster networking among thase insti-
tutions, linkages with private and Governmant instiu-
tions and markels supporied by policy changes (i re-
quired), as well as the necessary skills and confidence
Io use and mamtan the impact of investmend and 1o
keep these instilufions and linkages functioning. It
should also foster @ change in organizatiopal culture
and adminisirative practices which do nol promaole
these objectives

. Ihal adequale funds are allocaled for organisational
change, capacity building for middie and lower level
Government stafl, for peoples’ institutions and indi-
viduals and for NGOs:
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that the miervention strategy leads 1o peoples’ insti
lulions taking over confral of 80 iMervantions in thair
area of influenca and concern, and 1o tha alective
paricpation of all seciors in the management of those
resources which affect their lives

- Ihat raditional mstitutons, structures and skillls will
be recognised and given valus, and, # found relevant
in supporting the project’s cbjective, built upon and
reat replaced or formalised (and standardised) unless
pacpha think it nacessary 1o do 5o

Agrasmenl s writing on the strategy o achisve thase objec-
tives is useful bul nol adequate, This agreement should take the shape
of an MOL among the intervenors even befare the Agreement to be-
come imolved with the project is enferad inlo. There are also some
dimensiens of the stralegy (for example, those that deal with
organisational reform and altitudinal change) which do not lend them-
selves easily lo written agreemeants; withoul adequale imvestment in
this area, pariicipatony initiatives will coninue to remain marginal and
sparadic

# % % R Ee R
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APFENDIX |

Slale Level

Mmoo [s
MY HALA G.0 KI/DLDE/SWDP shc

Joint Project Committes (JPC)

Chalrman: Secretary Agriculiure and Horticulburs

Sacratary: Director, State Walershed Development
Frogramime
Members: . Diisional Commissioner, Gulbarga

: Chief Conservator of Foresi [Development)
Director of Agriculiure
. Representalive of the Ceniral Governmani

Z repraseniatives of the Government of
Switzerland

. DHrecter of Horticutiure
. Executive Diractor, MYHADA
Permanent Invitees:
PIDOW Dirsctor of Project (SWOF/DLOE)
- MYBADA Programme Officer

MY HADA Coordinalor

Kiia 1] Gt & Kamaiaim
[2] Deyiana Davadopman| Boer
[3] SWOP: Stae Walerhed Devel aprmend Progamine
[4] 5W15S Deuslopmanl cooperalion
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special Invitees:

. Tha JPC may call upon special mviteas to
aitend s mestings as and when reguired

The joinl Project Committes decides upon ths general gubde
lines and policies of the Project, It approves the Project work
programme and budgel The JPC meeals 8l leasl once &very
& months .

Divisional Level

WYRADA Programme Officer, MYRADA Project L-oordinalor and ‘.?D'Z
Syviss Advizar have Dean adopled as parmanant inviteas al tha Lin-
jand Development Board (OLDB), Gulbarga Divigion and attend the
moanthly review meeting of the Board

District Leval
District Lavel Committass
MYRADA Project  Project Director Sangha Repre- Swiss
Coordinator DLDB [Committes sardatives Advsmer
chairman) |
Witershed Coor-  Project Team Leader (DLDB) Sangha

dinator: Watar- =Agric. Unit Mambars
shed Promoter 2 Asst Agric. Offt. + Ag.
and SubjectMat-  Assistants
ter Specialisls - Hortlc. Unit
Assl. Horlic, Ofr. +
Hort. Assistant
- Forestry Unit
Assislan
Conservalor of
Forest; Range Forest Officer
+ Foresters
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Tha District lawva| Commities is res

s | ponsble for joint programme plan- [T} MICRO CREDIT FOR WOMEN (10.000) kel
g, Impameaniaijorn and monitoning at the Project fisig level It re- —
| Porfie to the JPC, The Dristriet leval Cromamit . AD|

B2 Meels once g monih

| ———|IFAD| 12

3] TAMILNAD WOMEN'S MYRADA
DEVELOPMENT COR-
GGTN*I | Punnnuu[c@uui;J lmucmnfyacn

MIES' ACT) _ :
i

| B=

STATE LEVEL PROJECT MONITORING COMMITTEE
CHAAPERSON
CHIEF SECRETARY OF TAMILNADL

| ]

| HSTRICT LEVEL COORDIMATION E‘GF-I!MI'I'TE:|

I

| I I
| e
| Fl.U. Dificers an
lian f MYRADA ] )
m?nluga:'?m armal ginl (16 Staff paid by SIEHBT;:*“
Deparliments ‘ihﬂﬁﬂﬂt'lu the Govt.) H
L ~a.|

L]
G
- Suppail aifien's

B3 -

; , Groups in collabo - Viail
Maior Roles: ration with 14 e
- Technical Services HGOs, Social nsind
- Attending Grots Organizers and i brg
£ ng [ J_’H“F ﬁlnl-m.ulu.\j'l, *F-I.Illm[rl!
Meeting. - Prowide: credit 1o
- Recommends - Buppaorl for groups,
| Cradit spplicstions, formation of Apex ~ Monitor repayments.
. Socielies and
Linksgpes.
' - Plans sirategic
mtervenlion alter
projeat ends.
| 1) Qovemment of India, Reas o Bask ol india
{21 Wlernstional Fand lor AGHEU IRl e weiap ey
' {31 Cowm s i ol Tamilnss;
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APPENDLX IV

DEED OF AGREEMENT BETWEEN TAMILNADU
CORPORATION FOR DEVELOPMENT OF WOMEN AND
MYRADA

THIS AGREEMENT made on the day of ona thousand
nine hundred and ninety batwean the TAMILMADU CORPORATION
FOR DEVELOPMENT OF WOMEN LIMITED a Government ol
Temilnadu Undertaking incorporaled under the Companias Act, 1958
(Ceniral Act | of 1856) and having s registerad office at 17, Second
Avenue, Shasiri Magar, Adayar, Madras-600 020 hersinafter referred
io as Draw, the party of the first part which exprassion unless it is re

pugrant to the context shall includa ds Char-person and Managing
Director and MYSROE RESETTLEMENT AND DEVELOPMENT
AGENCY registered under the Socisties Registration Act 1960 (Cen-
fral Act XX1 of 1860, having its regislered office al 24, Semvice Fosd,
Cromlur Layoul, Bangalore - 560 071 hereinafier referred lo as
MYRADA the parly of the second part which expression unless i is
rapugnant 1o the contaxl shall include ifs Executive Direclor and Ad-

mirisiratons,

WHEREAS the party of the firsl par ia 8 company incorporated undar
the Companies Act, 1956 (Central Act | of 1956) and fully owned by
the Govamment of Tamil Madu, it is engaged in the implementation of
the Tamil Nadu Women's Development Project with financial assis-
tance from the Intemational Fund for Agriculiural Development in
Uharmapurn distnel siming at the sconamic upliftrment of abowt 10,500
women below the poverly line by forming them inte greups and pro-
viding financial assistance for varicus income genaeraling activities.

ANL WHEREAS with this object in view the party of the first part de-
sired 1o ulifize the field level sxperience of a reputed Mon-Govam-
memtal Organisation in the process of identification of potential ben-
aficiaries as per the Project eligibility crtena, tormation of women's
groups, assisting internal group savangs and consumplion lending,
assisting n the selection of animators and supervisors, Iraining of
ammators and supenvisors and providing ofther inputs in the soclo-
economic speclrum ralevant to the project, which in effect the ser-
vices of the pary of the second part, namely MYRADA would ba as
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per the Froject Appraisal Raport, with the overall guidance and direc-
tion for the programme 1o be gven by Deaw

AND WHEREAS the party of the second part come forward to provide
all the services reguired 1o implement the above said prajact, the par-
ties of both tha parts following writlen correspondence and discus-
slons mutually agreed Lo include the following functicns

AND WHEREAS in consideration of remuneration agreed io be paid
a5 perthe guidebnes indicated n the Project Apprals Report MYRADA
shall discharge the following functions:

i Initial group formalion of women In the age group of 18-55
years, belonging 1o famdies 'with' a Iolal annual income of
Rs. 4 800V- and below and with reference to such ofher crife-
ra | aid down i the Progect Hepord and the advice of Daw
from time to tima

2. Aszeiting in Ihae selection of animators ai the rate of one anima-
tor per vilage who is & sultably qualified woemen resident of
the same vilage, as per the directions of the Project Report
and the advice of Dew from fime to tima

3 Assigting in the selection of suitably qualified supervisors al
the rate of one supervisor for evary twelve animalors

4 Arranging cluster level women's group meeslings to got the
views and opinions of women beneficiaries in the implemen-
tation of the project or such other informalion as requirsd by
Diow from lime fo lime.

5, Conducting training programmes to supenasors, animators and
bansficiaries after getting the prior approval of Dew about the
contents of the programme

G, Designing of skill-oriented and attitude-orientad training
coursas o supervisors, animators and beneficianes with em-
phasis on aspecis like communication, gender issuee, salf
raliance, group dynamics, imporfance of savings, banking pro-
cadures, simple accounting, programmes of the
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10

11

14

Government, reporting reguirgments, funciional literacy and
ather issues a8 required by Dew from tme fo time.

Conducting suparvisors rafresher traiming courses lor & pe-
riod of 7 days on an annual basis based on the needs fell by
the lield staff themselves

Evaluating animators with relation (o their exisling altituedes
and gualities and the functions expacted of them in the dis-
charge of their dulies as animators and reporting the same 1o
Craw,

Providing on going supporl 1o animators, supervisors and
groups particulatly in the mana gement of the sayvings and the
lnans consumplion sociaties through a quarierly review cum
training workshop at the cluster lavel and n other areas i re-

quared by Dew

Conducting cluster level workshop - Local leved '.-'n.'.-:-rkg.rmps.
for a penod of 1 - 2 days covering 3 - 4 glusters whn?h il
provida an opportunity for the field leve siafl o l.mng forth
their fiekl problams for discussion and to find solutions.

Conducting district level workshop - An annual review :an-d plan-
ning workshop in the district for a period of 3 days which would
provide a forum for assimilating past expenance and working
towards improvements inthe implemantalion process.

Participaling in district lavel women's group n1|_:-:¢|tin:;]5 once in
a quarler which would be used o share axperiences on
organisation busiding and managemeant, & perdormance stan-
dards for the groups and to discuss savings, cradils, and olh-

B

Participating in 0.P.C.C. {District Projecl Co-ordination Com-
mittee) mesatings with necessary reporis

Participating in C.P.C.C. {Central Project Co-ordination Comr
mitlee) meetings with necessary répons
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15 Co-operaling and asaisting the agencies appainted by Daw o ‘ Year Mo.of baneficianes Cumulative Total

conduct benchmark surveys and project evaluation studias at
amy and all stages.

16. All cther functions including advisory that would be suggested
by Dew from tirme: 1o time for the successful implemeantation of
the projec

AND WHEREAS in consideration of the services o ba renderad, the
party of the second par submitted a budgetary requirements for the
eniire duration of the preject and whereas the party of the first part
alter consideration of relevanl aspecis, agreed 1o provide a total fi-
nancial assistance (o the axtent of Re. 16,25 1500 (Rupees Sideen
Lakhs twanly five Ihousand one hundred and fifty anly) lo enable the
party of the second par fo incur expenditure on the iraining expenses
to the animators and supenvisors amounting to Rs. 7.19,100¢ (Ru-
pees Seven Lakhs ninelean thousand and one hundred only) and the
Mon-Governmental Organisation's administrative costs amounting o
Hs, 8,06,050/- (Rupees Nine Lakhs six thousand and Fifty anby) from
out of the funds provided by the Government of Tarmdnadu lowards
the implementation of the Tamil Nadu Waomen's Development project
However the exact amount of training expenses 1o ba released o
MYHRADA by Daw will depend on the actual number of animators and
supenisors 1o be trained by MYHADA every year which may be at a
slight variance from the figures indicaled hera.

AND WHEREAS the MYRADA, party of the sacond part agreed 1o
recefve (he above said financial assistancs and 1o abide by tha follaw-
ing terms and condidbons; -

1] MYRADA shall undertake the responsibility of identification of
10,500 potential beneficiaries in Dharmapun disirict who are
abgible for financial assistance as per the project eligibility
critaria and form them inlo groups of 15-20 women at the rate
ol 2 groups in a vilkage in clusiers of & conliguous villagaes
and hamlets, The yearwise delalls are as follows:-
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2)

3

d)

£

&)

1588-90 1080 1080
1890-91 2160 3240
1991-82 2160 5400
1062-83 2520 a0
1943-04 2520 10440 or 10500

MYRADA shall encourage and ensure thal all the woman
irhegroups would make internal savings and generate group
fund from which consumgtional ioans could be availed by the
individuals as contamplated in the Project Appraisal Report

Y HALA shall assis! in the selection of animators and  su
pervisors whose requiremenis would be as detailed below -

Yoar Animators in posiion  Supervisors in
Rosition
19E58-00 34 3
1820-51 108 g
1991-92 180 15
1892-83 228 21
1805-04 240 23
1694-85 168 20
1895-945 a4 14

KMYRADA shall provide allother services indicated above and
discharge their dufies in letter and spirt as contermplated in
the Project Appraissl Hepor,

In the even! of any over-run of costs MYRADA shall mest tha
additional expanditure in respect of training costs and #is own
adminisirative costs for fulfilling this agreement.

The annual financial requirements shall be provided by Dew
every year to MYRADA afier taking into considaralion the
annual requirements for every year and after recahing the
funds provided for the project from the Government of Tamil
MNadu The funds for tha succeeding year shall be released
afler accounts are rendered for the funds received during the
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)

9)

10)

preceding year. Under normal conditions accounts for the year
concluded shall be randered within a pariod of three months
from the year-and by MYRADA_ MYHADA shall furmish a cer-
tificate of utilization of funds duly cerified by ils awdilors to
Diew within three calender months of the ulilization of the
amaount or befara the closing of the accounting year which-
avar is earlier in the following format:-

“Certified thal the sum of BB ...oocoaniininnn e -
{Rupeas ....... : ) has baan ulilised out cd e
graniof Rs......... - [Aupeas. 7
......... ..-) provided by Dew, Mndraz
It hae akso I:ar.—rl dily en*le-rJ ihat the sad grani nas
bean ulilised for the purpose for whech it was grantad
in their reference Mo e
dated s ras s beerevees. Within the
perodrom......
|+ [ P '

On receipt of the above sakd financial assistance from Dew,
MYRADA shall open a saparate Bank Account and shall de-
posit all funds received from Dew only in the sakd Bank Ac-
Gl

The proper books of account shall be maintained regarding
utilization of the saikd funds and MY RADA shall cause the same
io be audited by & firm of Chardered Accountants once a year

The sakd account shall be open to special audil and inspec-
tions by Dew at any point of limé dunng the currency and
existence of this agreement, MYHADA shall prepare and sub-
mit to Dew Mem wise annual budgetary plan of expanditire
for tha first year of the project to lacilitate release of funds in
instalments. MYRADA shall continue this exercise for all the
Yaars.

MYRADA shall sst up a local project monitaring Committes to

mionitor the progress made in the implementation of the praject
and cause such commiites 1o meed penodically,
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14)

18)

The Dew Madras hersby reserves the nght 1o levy and re-
cover any interest by way of penalty or olherwise on the
amounts sanclioned and released to MYRADA in the svanl
of thair conlinued default or notations of the tepms and con-
ditions of the agreemant by the recipient of the funds

A progress report indicaling the progress in the project ralal
ing to issues relevant to MYRADA shall be furnished fo Lhe
Project Co-ordinator, Dew on a quarterly basis within 15 days
of the close of each quarier

Dewal ils sole discretion reserves the right 1o recall the funds
akeady released or stop/suspand release of further funds i
finds that the services are nol rendered properly/satisiacto
rily or funds are not being utiksed as envisaged in the cnginal
or subsequently modilied project document with the interest
gamed on It by MYRADA

Dew at s sole discrefion reserves the nghl lo engage an-
other Mon-Governmental Organisation/Non-Governmental
Organisations in the place of MYRADA i the latier faids o
discharge its duties satisfactorily or abandons the work n any
part of a parficular year so as to complete the unfinished work
redating 10 that particular year and all the costs exceeding the

allatrment made for the particular year incurred 1o complete
the unfinished/balance works relating to that year shall be
recovered from MYRADA

Dew also reserves the right to engage one or mors Non-Gov-
arnmental Organisations besides MYRADA or withoul
MY RADA for implementing the Project for any particular year
or years i in its considered opinion # could bring in better
desired msulis

Dlew and MYRADA agreathal all disputes relating to the scope,
extent of interpretation and meaning of the agreement and
any dispute arising thereol shall be decided by mutual dis-
cussions, Al unsettied issues shall be relerred fo Govern-
ment of Tamil Nadu represented by ils Secretary, Backward
Classes Wellare, nutritious Meal Programme &
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Social Wellare Depariment, Madras-600 008 and all the de
cislons laken by him are final and no Civil Courd shall have
any jurisdiction over this agreamient.

Thea duration of the propect shall be seven years from the date
of signing the dead of agreament

MYHADA shall refund the unutifized portion of the amount
released on expiry of project period or svan aarlker when funds
are no longer required for the purpose for which they wers
released along with the interes! earmed oul of these unutilized
fumnds

Dew and MYRADA furlher agree o add, aller or amend any
par of tha terms and conditions selforth harsin from time 1o
time if such additions, alterations or amendments are thought
necessary after mulual consultations

Dew and MYRADA agree that both reserve the nght to with-
draw from the agreement afler one month's notcalintimation
in which case the agreemant comes fo an end mmediataly
after completing the obligaticns of the respective parties duse
til the end of that particular year. For this purpose and tor the
purpose of condition 13 and 14 sbove a statement of aloca-
tion of funds year-wise and aclivity-wise is appended which
forms part of this agresment

The allocation of funds as shown in the appends is  inter-
changeable marginally among items 3 to & alone provided
the total allecation made for that paricular yvear does not  ax-
ceed and further Dew agrees to this before hand in which
casa MYRADA gives writtan justification for such real location
well n advance.
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In witness thereol the eforesaid parties hereinto put their seals and
signatura on the day, month and year firsl willen above

WITNESS:
1

Signature

Party of the lirst par
L

2

Signalurs

Farty of the sacond par
MY RADA
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APPENDIX V

5 i H
AGREEMENT

Sub Community Paricipation Activiies under Inlegraled
Rural Waler Supply and Envirenmental Sanitation
Project in Karnaiaka

P

MAME OF COMSULTANT

Sal oul below are terms and conditions under which the Con-
sullam M/ MYHADA will carry oull the above mentioned assignmmont
specified in the attached Terms of Reference

For administrative purpeses, the Rural Developmeant and
Panchayal Raj Depariman, Govemmend of Kamataka has been as-
signed o adminisier the assignment and 1o provide the Consullan
with all relevant informalion needed 1o carmy oul the assignmenl. The
services will be required n nlegrated Waler Supply and Environmén:
tal Sandstion Project for about Twranty Four Menths, duning the penod
from August 1995 fo July 1997. These dales are astimates and the
Aural Development and Fanchayal Ha) Dapariment, Govarmrment of
Kamalaka may find # necessary o posipona or cancal the assign-
ment andfor shoren or extend s durafion. Howswver, svery effort will
be made 1o give the Consultant as early as possible, notice of any
changes. In the event of termination, the Consultants shall be paid for
the service rendered for carmying out the assignmeant lo the date of
termination Government of Kamataks wilh any repors or parts haraod,
orany other infermation and documentation gathered undar this Agree-
mant prior 1o the dala of terminaticn

Sl oul below ara the terms and condidons wnder which the
Consubanis M's. MYRADA have agreed to carmy oul the assignment
for the Rural Development and Panchayal Raj Depariment, Govern-
manl of Kamataka. The sarvices o be performed, the eslimated time
lo be spent, and the reports to be sumbitied will be in accordance with
the attached
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This Agresment will become effective upon confirmaticn of
this letier on kahall of the Consulanis M/s. MYBADA and will tarmi
qate at the end of July 1997, of such other date as f'nutuall;.- agread
petween the Rural Development and Panchayat Haj Department,
Government of Karnataka and the Gonsullants M/s. MYBADA

Payments tor the services will nol pxcesd o lotal amount of
Rs.590.313- (Gulbarga phase [). Operation and Maintenance

Tha Risral Development and Panchayst Haj Department, Gov-
arnmant of Karmnataka will pay the Consultants, payable within 30 days
af receipt of invoice as follows;

-

Torme o Amourt a5 % ol Schedula of
paymenl Contract Value payment
a> Mobilization 10% Within 15 days of
Advance signing of contractor,
b=Elavan ¥ AE Within 15 days after the
bl-monthiy and of the 2nd, 4th, Gth,
installements sach 8th. 10th, 12th, 14th,
of 8% of :_.fr-nlracl 16th. 18th, 20th and
u-aiuujs uhl.:;.ﬁﬂt to 99 months.
satesfactory
p{u-pnﬂil’.‘ll‘lHTE'

prograss and
submlssion of
reporis as per the

TOH
' 1 r
e Final payment on 129, '|."u|1r'|.1'| 30 days o
: s i complation of work
aiEiac ¥

complation of
entire scope
of weork
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The mobikzation advance will ba recovared from the first 4
'ru-nmnzr.ll,' installments I'E 5% of condract valise from aach !:..“J

The above fee includes all the costs related 1o carrying oul
the services, including overhead and any other taxes imposed on the
Consullants

Tha Cansultants will be responsible for the appropriate s
anca coverage, nthis regard, the Consultants shall maintain workerg'
compensaton, employment liabilty insurance for thedr staff on the
assignment. The Consukants shall also maintaln comprehensiva gen-
eral liability insurance, including contractusl lmbiity coverage adequals
to cover the indemniy of abligation in an amount of not less than
He. 5.00,000/- or equivalent, against all damages, costs, and charge
and expanses for injury to any person or damage 1o an ¥ property ans-
Ing oul of, or n connaction with, the services which result from the
faull of the conzultants or its staff. The Consullants shall provida the
Hural Development and Panchayat Raj Depardment. Gavernmant al
Kamataka with cetificalion thersol uwoon raguast,

The Consullant shall indemnify and hold harmiess the Bural
Development and Panchayal Raj Depariment, Governmeant of
Kamalaka against any and all claims. demand, andior [udgemenis of
any natura brought against the Government of Kamataka arsing ol
of the services by the Consultant under this Agreemont. The obliga-
tion under this paragraph shall survive the termination of this Agrae-
ment.

he Consulants agres thal any manufacturing or construc-
tian firm with which they might be associated with will not be eligible 1o
paricipate in bidding for any ooods or works res ulting from or associ-
alad with the project of which this consulting assignment froms a par

All materials produced or acquired under the terms of this
Agresment written, graphic, film, magnetic tape or olherwise shall re-
mamn the properly of the Rural Development and Panchayat Raj De-
partmenl, Governmenl of Kamalaka, The Rural Devealopment and
Fanchayat Raj Depariment, Government of Kamataka retaine the
exclusive right to publish or disseminate reports ansing from such
materials. The rights and duties approved for in this paragragh shall
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conlinua nn|with51apd|ug the terminalion of this Agreéament or the
gxeculion of its alher provisions

Tha Consullant undadakes 1o carry oul the assignment in
secordance with the highest standard of professional and elhical com-
petence and inlegrity, having due regard 1o r_he n:_alllre ard puruc-sa_ﬁl
the assignment, and o ensura thal the slaff assigned Iﬂ.perf-}rrn the
sarvices under this Agreament will conduct themzelves in a mannar

consistent herewith

Tha Consultant also agrees thail all knowledge and mioma-
ticn nol within public domain which may be acquired du.r'.ng ihe carry
ing of this Agreement, shall be, for all lime and for all purpose, re-
garded as stnclly confidential and held in confidence, and s hal_l ol I:"E
directly or indirectly disclosed fo any person whatanevear, excapt with
the Rural Development and Panchayat Raj Depanment, Governmaid
of Kamataka's written parmission.

Place: :
(Signaturs of Authorized
Aepresentalive on behalf of
Consufant)

Datle

[Signalure and Mame of the
Client's Representative)
{ Title)

Aflachment: Terms of Raferancs




Appendix V

TEAMS OF REFERENCE
FOR NGOs IN PLANNING STAGE OF COMMUNITY

WATER SUPPPLY
BND
ENVIBCHMENTAL SANITATION PROJECT

BACKGROUND

1

The Govamment of Kamataka is preparing an Integrated Bural
Water Supply and Environmental Sanitatian (IBWS & ES)
Project for the World Bank fmancing in 12 districls. The project
districtz are Bangalors (Rural), Mandya, Mysore, Shimaaa
Dakshina Kannada, Bidar Gulbsrga, Raichur, H-:—Ila-r;.-
Belgaum, Tumkur and Hassan. Experiance with {.-:..r-.m-_-nﬂ-,.;
Paticipation and Involvement in Water Supply and Sandation
have shown a marked improvement in the sustainability of
the investmenis. Tharefore, ane of the objectives of the pro-
posad project is 1o involve the communities in 1he plannéng of
the facilities and in their Oparation and Maintenance (CHEh)
{especially the consumer awarsness). Under the project, tha
commanities would alsoshare the capital cosis of the emviran-
mental sanilation facilties {in the form of cagh and kind) and
would be expected to cover the D&M costs of bath ihe rieral
l.\:a15r sUpply schemes and tha envitonmental sanitation fa-
cilities (i.e., sullage drainage schemas)

The proposed project is expected 1o cover ahout 1,200 wil-
lages and would be implemanted over a five Year period. The
rural waler supply component would consisl of piped wate
supply schames, mini water supply schames and hand pumps

Most of these waler supply schemes will use Ground Wates
as source, & few schemas may have surface and of Sub-gyr

face water sourcas; most of the schemes will be single village
schames; and a few may be regienal ... serving more than
oné village. The envirehmental sanitation component would
Inciude sullage drainage! and relatad minor road upgrading ],

146

3

8, ]

privale household latrines, Washing platforms and bathing
cubicles, catile troughs, and dust bins lor solid wasie disposal

In all villages |excepl where for easons staled it 15 nol re-
quired), a Dry Land Develooment Componand for ground wa-
ter recharging will also be implemented. The project also con-
lemplates a comprehansiva Health Education Programme, and
an Inlegrated Tralming Programms speceally designed for the
implemanting agencies, NGOs and the baneficiansas.

OBJECTIVES OF COMMUNITY PARTICIPATION ACTIVITIES

(CPA) IN THE PLANMNING STAGE

Tha chjeddives of CPA are to ensure imealvameant of local com-
munities 0 planning of Water Supply, Envircnmental Sanpa-
fion and Habital Development (ES & HO) facilities, 1o facilials
formation of local level instifutions (village Water & Sanitation
Committes) for taking wp responsibdity for Operafion Mainte-
nance of faciitlies created (includng fation and collection of
Water Tariff), to molivate the communities 1o share 30 per cen
of the capital cost of the ES & HD facilities, and créate a sense
of awareness, paricipation ownership among the consumers
and users of the project facilities.,

PHESENT STATUS

The project is baing implemented in two phases. Phase | cov-
ars 257 villages and the remaining 950 villages would be cov-
erad under Phasa [

Thea implementation of Phasze | has been precedad by a Com:-
munily Paricipation axercise on a pilot scale in 11 villages,
distributed over 10 project districts

Active community padicipation in the project { with the
assifance of NGOs | s anvisaged in three slages of the project
These ara:

(a) Participative Planning Slage;

(b} Implemeniation Stage; and

{¢) Operation & Maintenance Stage
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The pariicspative planning stage in the Phasa | villages is al-
ready in prograss and this is likely to be completed in various

distncts during the period February-March. Assistance of laad
ing NGOs have been wilized for this work

SCOPE OF WORK

In gacn propect district, 70 fo 100 villages would be taken up
during this phase

The strategy for CP Activities (planning phase) in 950 Phass
Il villages will be different from that adopted in phase |, in the
Sensa

(i) that the community mobilization will precede the
preparation of engineering designs:

[} thve process of community consullations and  fonmu-
lation of schemes will be an inleractive process till the
designs fully reflect the community's needs and pref-
arences and communities are willing to maintain, op-
erale and finance these schamas; and

(Hi) the communities will ba free to opt out of the project if
their priorities are different than Water Supply and
Sanitation, or are nol willing 1o accept their share of
responsibilities and financing

The CF [planning phase) wil have four main steps viz:

(i) Awareness Craation, Situation Analysis and Meeds
g sessmenl:

fii} Participatory Planning Process;
iy Formation of VWSCs: and

[} Continued suppor to VWSCs in reaching agreement
with ZP project Cell on final designs and in fuilfilling

their own responsiblity including raising vp front cash
contribwtions.
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AWARENESS CREATION, SITUATION, SITUATION AN ALYS

AND NEEDS ASSESSMEN
This would include following :_’rl':riu;il:i-ES.

(a) Create awareness aboul the project

(o) Prepars a social map of the vilage

i) Collect basic dala - demographic, socio-cullural, geo-
graphic {including all hamiets) to the extent possible

[d) Assess communily's percephions regarding key de-
velopment issues, their pnonties and {hie relative rank-
ing of WS & E5 issUes

{s) Prafiminary Situation Analysis anvd Needs Assessmen
tor water supply and sanitation impryoement noeds

{1y Infiarm the commuities about the forthcoming visits Dy
the tachnical consullancy team for designing of the
facilities (water Supply, Environmental Sanitation)

(o Ascedain the overall response of the community 10
the project and examples of their past cooperative ac-
tions

(k) For each villsges prepare & simpla and brel repor
far 7P Call covering the findings from (a) to (g) abnﬂ.'ﬂ_
{ & copy will be fumnished to design consultant also. |

PARTICIPATORY PLANNING PROCESS

GOK is in the process of appointing technical design consult-
ants for conduct of tachnical investigations, design of facili-
lies, preparation of detalled engineenng repos and other re-
|atad documents. The consultants will initially prepare a "Pre-
liminary Enginesring Reporl” for bolh Water Supply and Sank
tation improveaments including prelminary cost estimated
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and layout maps and submil these to the ZP Celljand NGO)
and PHCD for reviaw, Only the least cosis solutions will be
proposed.

With the help of these "Preliminary Engineering Repors” pra-
parad by the consulants, the NGOs will conduct detailad con-
simation wilh the communities regarding the leval of service,
seheme desgn and their '.l.li||i|"||:'|na.5;5 lo share costs and re-
sponsibilities (for both water supply and environmental sani-
tation). The underlines principle would be that the schemas
will be designed comesponding to the community’s demand
and which they are willing to maintain, operate and financs
The ZP Cells {and the consullanis) will actively participate in
thess consultents) to assist the NGOs in explaining to the
communities the lechnical delails, justifications-and cosits and
to respond fo their queries. The proposed financing pattam is
as hollows:

(=) Ivestment Costs: Walar Supply 100 per cent by GOK
Public Sullage Drainage: 70 percent by GOK and 30
per cent by the communities. Privale/Group latrines
A GOK ::CI_IIJEII:':" aof Hs. 1850 par latdne for SCISTYS
BPL and Hs. 1200 for others, entire balance cost by
the awner

(b} Q&M Costs: Waler Supply, Public Sullsge Drains; 100
per cent by the communities, Latrines and other pri-
vate facilities: 100 per cent by the owners.

The ZF Gell will {through PHED and technical consultants)
then procesd with preparation of final designs based on agreed
sarice levaels and shanng coste and responsibilties,

Based on the final designs, the NGO and the ZF Call (and
consuliant when needed) will heve final round of consuliation
with community and assist it to reach an agreement with tha
£F Cefll regarding the scope of the scheme and sharing of
cosl and responsiblities,
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(VWS C)

As per the Karnataka Zilla Parishads, Taluk Panchayat
Samithis and Grama Panchayals and Nyaya Panchayats Acl
1883 the Cperations & Maintenance (Q&M) n:_lspnn.glhll.iir:n
for Waler Supply Systems rest with the Grama Panchayats
However, the act gves flexibility to the Grama Panchayats for
forming thelr own byelaws. The Gevernment of Kamataka
has issued necessary guidelines 1o the Grama Panchayats
along with the model byalaws, This would anable village level
Waler Supply and Sanitalion Commitiees (VWSC) 1o play an
acivve e by parcipation and mvohrement in planning the
contemplated fasilties, cost sharing and in O&M of the facili-
Iies crealed through tha project

The Govermnment of Karmalaka has issued necessary instroc
fions to Grama Panchayeis to enabls the local level bodies
PE!‘IIEip-‘:‘-lE eflecively n the project. The drafi Byelaws are
enclosed in Annexure ||

1&) Enable the formation of local level institiution (Village
Water & Sanitation Commilles)

(k) Megatiation with VIWSC on cost sharning arangements
{ cashimateriallabor ) for ES & HD componant 1o tha
fune of 30 parcent of the capial cost.

{] Draw up agreament with VWSC for taking up respon-
sibifilies for Opsralions & Maintenance of the facili-
lies created.

{d]} Fadilitate YWEC to mobilize the share of community
contribufion,

(= Assis! tha WWSE in the process of collection of cone
fribution and in depositing the accounts in Bank ac-
counts in line with the guidebnes provided under

model byalaws of VWSCs,
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AREA WORK

Each NGO can take up 30 or more vilages based o o
organizafion capacity, They can also take up mefe than one
district based an their capacity and (he anea ol Ihewr opera-
fion. They are also free to collaborate with the cther local kivel
M0

In addilion to the tasks menlioned above, [ based on the ax-
pesience from the Phase | ), & tentafve list of lasks lo be par-
formed has been compiled { Ref: Annexure | ). This is only an
indicativa g1, NGOz are welcome o develop olber Innovahve
appracches and incorporete the sams

SPECIFIC OUTPUTS EXPECTED

The specific outpuls expacied from CPs for aach project
Village are

{i,']_: F'rl:-iﬁﬂ'l BWHErenass among the comimunilies.

b Communities assisted in reaching an agresamsanl wilh
ZF Cell on schemes final design and sharng of costs
and responsibilies

(=) VWSCs are formed and are functional

(c) Continued assistance o communities to mobilze wp
frart cash contributions and preparing them for fulhll-
ing their own responsibilities duning constructionand
Q&M of agraed schamas

TIME PERIOD AND SCHEDULE

The implamentation of CPA has 1o be completed with 8 panod
ol 24 calendar months. Tha detailed schedule will have to be
developed along with PPMLU, 2P Cells and technical consult-
ants, appointed for the district, The overall schedule would be
as follows

22.

Praliminary awareansss craation
ardd need assessmant B-10 months from starl
Participatery Planning and
feadback, 5th month-18lh manth

Formation of VWSOs &th month-24th month

BEPORTING PROCEDURES

The NGOs will work with the Executive Enginesr of the CF
Project Cell. Tha ZP Call will facilitals the NGUs work, partici-
pate in community consultation activities and mondtor the
MNECs work, The NGOs will furnish monthly progress repor
and other repords prepared as per the TOH o the ZP Cells
wilh & copy to PPMLUL. ZP Cells will arrange lo coordinate the
wotk of NG Os and the tachnical consullants and also PHED's
advice in lechnical matiers when neaded. PPMU (with assis-
tance from the CP managemeni consuttants) will crganize
NGO training, compile comprehensive guarierly progress re-
port on CP activities for all the project distnicts, and arrange
calective review of NGO work through field visits. Formals
for progress reporting will be developed by tha PPMUL A co-
erdination meeling will be organized by PPMU evary quaries
{or earlier when necessary) with all the NGCOs and other par
ticipating agencies to raview progress, problems and take fok
low-p actions to resolva the problems, The mestings will akso
be useful for exchange of axparences amangst the NGOs.

MID-TERM ASSESSMENT

A mid-term assessment would be camied out by independant
agency appointed by PPMU 1o review the guality and quan-
lum of progress
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ANNEX 1|

COMMUNITY PARTICIPATION COMPOMNENT
PARTICIPATORY PLANNING IN PHASE Il VILLAGES

TASKS INVOLVED

Based on the learning from pilet projects and the expenence
gained from Fhassa [villa s, the flj]'ru'.r.ri.ug lerdative tasks hava
bean identified for scaling wp the community pardicipation ac-
tivitias to cover afl project vilages. The enclosed list of Tasks
is indicative, NGOs are walcoma 1o incorporala othar innova
tive approaches or staps o suil location specific conditions.

FRELIMINARY AWARENESS CHREATION AND NEED AS-
SESSMENT STEP

This step would involre
Familiarization visits 1o project village.

Dissemination of information on the project and Bs features 1o
the community

Inferming the community of the visit by technical consultants
ard cther slages that would tolkow,

Praliminary dialoguas with the cammunity on thair neads, prob-
lems and pricrities in relation to Watar and Sanitation.

Preparation of Social Map withiby the community

Collection of basic infermation on demegraphy and water and
saniiabon siuaton in prescribed formats.

Assassmanl of communily response o lhe project and s
features | includmg their willingness to share capital costs and
take up C&EM responsibilities |

(8) Decumeniation

(D) Previding feedback to technical consultants in pre-
geribed formats.

PARTICIPATORY PLANNING

(1) Informing the Mandal Pradhans/Administrators/
B.D.Os about the projeet and schedule of Grama
Cabha

(2 Crrianting tha implamanting Engineering officials on

DRA and ensuring that they are briefed with the De-
signs and cost estimales beiore aflending the pian-
ning exerise

{3) Village project munch (through Gram Sabha). Expla-
nation of project objectives and componants, people
invalved and their role, time frame, impacl of commu-
nity participation, community résponsibilites and com-
munity contributions | approximate amount of conin-
butions 1o be mobilized has (o be informed ).

(4] Fation of lime scheduls for planning exencisa in
Grama Sabha.

(&) For villages where Dry Land Development Board
(DLDB) component is involved, DLDEB should ba in-
formed and invalved in the planning exarcise,

(6) Ensure that Gram Panchayat Pradhams/Adminisira-
tors/Engineers/Design Consultants parficipate in the
planning exercize

(M The span of PRA's exercise could be three days. Dur-
ing this period, the planning group and afficials should
stay in the village {(ncluding night halis) for gocd rap-
port building and to understand the local problems in
details.
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VILLAGE LEVEL PLANMNING ACTIVITY

During the PHA exercise, the planning group should
ensure that the ol community paficipates, This can
be achieved by establishing prior formalinformal con-
tacts through village transact and using traditional vil-
mge methods of communication like "Dangura® or
"Thamata" (drum bealing).

The project objecinves and schedule of activitias for
the next three days should be explained in detsil

Flanning group should have consultalions with
winmen s groups | ke Mahila Mandal | and Youtl

CAui,

The actual Dayvwise PRA sxercize could follow tha
mmccil given balow:

FLAN
oF
ACTION

YVILLAGE
THANSECT

FIMALIZATION

OF NEGOTIATICHN
ESTIMATES FO#
EMVIROMMEMTAL
SAMNITATION

MEASURE
MENTS
(ROADS/
DRAINE)

MIGHT!
EVEMING

DAYl DAY

Fommetion
of VWSCs

Woman's
Mealing

Passing of
Village
Rasoluticn

Mesling!
Tnangulation
{Cross
Checking)

(12}

(13)

During the PRA exercise, desins, plans and cost es-
limates of all the compaonents must be explained 1o
the people. This should be presented on the first day
its=lf, |t ghould alsa be verified and modified, i needad.
based on the people's felt needs and suggestions

The "Social Maps® generated on the ground during
the Padicipatory Planning exercize should be pre-
senled fo the Pecple for cross-checking (Ifangula-
tion) and thereafier ransferred onto paper, for per-
mansn documentalion
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{16

{17

(18)

(18)

Ravisad cost estimates have 1o be carried out affes
mcorparating the people’s fell neads. This has 1o be
dore by the technical members of the lzam

The vilags Water and Sapilation Commitiee (VWSEG)
should be formed in consultation with all Social Growps
and local organizations according fo the byelaws for
mulated for the purpose. The formation of the VWSC
shauld be the culmination of the planning affors,

Megotiations for people’s contributions based on re-
vised cost estimaies have to be done. Time required
tor the viliagers 1o mabiliza the contribution amount
has fo be agred upon based on the project norms and
the local aituations.

The mode of people’s contributions | cash, labor, ma-
larial ) has 1o be finalized and recorded during nego-
tiations. The donalions and contributions collected by
the committes initially will be kept in a separate ac-
count in a local nationalized / cooperative regional
rural bank branch. The amount so kept shall ba drawn
under the joint signatura of the President / Vice-Presi-
dent and the Treasurer of the village Waler Supply
and Sanilation Committee. The amourt shall be drawn
for the purpose of remitiing 1o the Grama Panchayal
Fund in the Treasury towards the village share of the
Village Water Supply, Sanitalion and habitat devel-
opment schame as and when reguired

A lormal resolution: detailing thalr commitments has
tobe passed by the committes.

To ensure that the feed back from the planning exer-
cise is reflected in the modified design to suil the user
reguirements by effeclive coordination with a Design
Consullant, ZF Engineering Staff, Executive Enginaer
[ World Bank Cell } and PHED.
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(200  Regular follow-up visits by the planning group 10 &n-
sura That communily contributions are mobilized as
per aarlier agreaments




