ANNEX: 4

Minutes of  meeting held on delineation of O&M responsibilities in CDSP Polders
Date :
16 June, 1998

Time :
9:30 Am

Place:
BWDB Conference Room, Sonapur, Noakhali

1. Team Leader, CDSP initiated the discussion by welcoming the participants and mentioned that this meeting is one of its kind ever held in CDSP  discussing  O&M issues. He mentioned that CDSP is  phasing out from the project by next year after completing and implementing the targeted infrastructure with the help of the govt agencies (BWDB and LGED). The O&M of these infrastructure needs to be attended by the parties concerned. These parties are the real participants of today’s meeting. He mentioned that  UP is the main local body to look after the O&M and to whom people are used to go for any solution. This meeting is basically to develop some " Guiding Principles"  for  future O&M of the infrastructures and interactions among the parties involved.  CDSP, in close contact with the BWDB, has developed the system operation and maintenance guidelines and this guideline will be the  guiding principles of the O&M in this area. He mentioned that BWDB and LGED are the focal organizations for the infrastructures who have to play  the role, while UPs are the vehicle of all development efforts in the rural area. UP Chairman is also the Chairman/Vice Chairman of the CDSP's Polder Committee and members of the newly formed Water Management Committees and they have strong institutional linkage with all other parties, from GOB to NGO. Finally he mentioned that CDSP like to play a role of facilitator to develop a system on O&M in the coming period in cooperation with others. He hoped that this meeting would come to the agreement as to who would do what on O&M by each type of infrastructure.

2. Operation & Maintenance Engineer, described the CDSP efforts in organizing the Water Management Committees (WMCs). He mentioned that  PMC had approved the Water Management Guideline and accordingly decided to constitute/form Water Management Committees in  6 system areas situated in 4 polders (CBD I&II, CM and CBT). So far 5 such WMCs have been formed and being forwarded to the  BWDB for registration/approval. He cited that the parties involved in the process are present here and they will determine their own role by consensus and the people will also play their possible role in maintaining the infrastructure.

3. XEN-BWDB proposed that LGED and BWDB are the official agencies and responsible for O&M. As govt funding in O&M has a limitation, Union Parishad should take major role to do O&M. He , as such proposed that let the UP Chairmen express their view on how they think to do the O&M. Afterward the govt bodies (BWDB and LGED) can decide/plan on this issue.

4. Chairman of Char Jabbar UP congratulated the organizer of this meeting and said that this type of meeting is first in CDSP and is a very demonstrative step to share O&M responsibilities. He however mentioned that –

· UPs have limited resources  getting only 1% from Zilla Parishad budget which is allocated/distributed on population basis. UP’s own resource comes from  taxes on various services and possible items of services which contribute only part of their own establishment. Also tax collection rate is very poor. With this resource UP has always shortage of  development funds and as such infrastructure O&M will again be a  burden to the UP. He proposed that  if some yearly allocation is given by the govt on this purpose, UP can do it in a much cheaper way than govt agencies.

· The main problem of CBD II polder is the bed level of Bagua river which is higher than the canal. This is not possible by the project to solve. But one of the three Flap Gates of Sluice II at CBD is broken for last one year.  He requested for  special attention of the XEN BWDB to repair the gates. XEN BWDB however confirmed that tender for the work has been floated and the matter will be dealt by him soon.

· He proposed that EMG could be engaged to each embankment and roads for preventive maintenance. CDSP also can allocate some fund to UP by which they can do O&M, he mentioned.

5. Team leader expressed that UP Chairmen are in the field. They can propose some possibilities and LGED/BWDB can mention their limitations/problems. Then decision/agreement can be reached for sharing overall O&M responsibilities.

6. XEN-BWDB proposed that if TL, CDSP can help in obtaining WFP allocation fund for EMG/RMP type maintenance work, it will be easy to introduce.  TL regretted the proposal  on the ground that the system will not be sustainable.

7. Chairman, Sundalpur UP, expressed his deep satisfaction for this type of participatory decision making meeting. He said that this is a very good step to involve local govt. bodies responsible for participatory O&M. He proposed that-

· BWDB should  be responsible for major maintenance of  sluice/embankment, etc., and LGED should be responsible  for road/culverts, etc.

· As BWDB has so much land and many opportunities can be developed using those resources, such as, unused land and khal water bodies.

· He also supported the view  that UPs may be allocated fund from the govt to do good O&M.

· UP can be made responsible for supervision, such as, EMG type works, for better results.

8. Similar views were expressed by the other two Chairmen  of Char Jubilee and Char Elahi.

9. XEN LGED congratulated CDSP to arrange such an important meeting which never took place earlier. He mentioned  that this type of meeting/discussion is an appropriate step and emphasized the role of UP Chairman on the O&M of the rural infrastructure. He further mentioned that UP Chairmen have the executive power to mobilize local resources. Thana Council allocations (resources) are also channeled through them. They can guide the NGO activity by selecting the sector, resources from different agencies and those can be utilized for O&M of the infrastructure. He informed  that LGED have some budget for O&M. But it is very small in comparison to the need. He, however, proposed that-

· UP can prioritize the maintenance from their (UP) budget and construction of new infrastructures can be done through Thana Council/national allocation.

· NGO can be engaged sector-wise so that  O&M  fund can be arranged.

· 1% District Council fund can also be utilized in O&M

· Coordination of O&M activities between LGED and UP should be planned and hence about 60% road maintenance work can easily be done.

· Contributory development plan can also be introduced

10. Co-Team Leader of CDSP proposed to the meeting that UP Chairman can make an annual budget for their area and can  have provision for O&M fund in their budget. 

11. XEN BWDB expressed views that UP is the sole authority to maintain the infrastructure within the UP but they are not playing the due role. Rather sometimes abuse the infrastructure like embankment, khal, water bodies and unused land. He proposed that -

· Open water bodies can be leased out to  fisheries societies  as per existing govt.  policy.

· UP should take security of the infrastructure. No banana trees shall be planted on the embankment.

· UP Chairman can utilize their authority to mobilize resources that can be used for O&M

12. O&ME, CDSP  proposed some points on local resource mobilization to collect funds for O&M. These are –

· Leasing the of khal water bodies to WMCs for fisheries, poultry etc

· Use of embankment for plantation of fruit/timber/fuel trees etc

13. IDS, CDSP  proposed the following in the meeting –

· BWDB to approve the WMCs and hand over the sluice key/handle to the WMCs.

· BWDB and LGED should appoint contact persons for the WMCs.

14.

Decisions:

On the major issues of O&M, the following decisions were taken:

a) On principle, BWDB and LGED agreed to take major maintenance responsibilities of the infrastructure on priority basis

b) The minor maintenance should be the responsibility of the UP and WMC who will organize it from their own resources/voluntary labour.

c) Operational responsibilities have been fixed to the WMCs under the guidance of UP

d) Details of a), b) and c) are shown below: 

O&M RESPONSIBILITIES TO BE SHARED BY DIFFERENT PARTIES



Name of infrastructure

Type of maintenance

Responsibilities

Remarks


BWDB








Embankment:

Periodic maintenance

BWDB on priority basis

Every 3-5 years




Preventive maintenance

UP regular basis

Every year


Sluice

Periodic maintenance

BWDB on priority basis

Every 3-5 years




Preventive maintenance

BWDB on priority basis

Every year




Cleaning Debries

UP regular basis

Throughout  the season


Main Khals

Reexcavation

BWDB on priority basis

Every 3-5 years




Removal cross dams, nets, other WM obstacles

UP regular basis

Every season


Secondary Khals

Reexcavation

BWDB on priority basis

Every 3-5 years




Removal cross dams, nets, other WM obstacles

UP regular basis

Every season


Tertiary Khals

Reexcavation

UP and users

Every 3-5 years


Borrowpit



Maintenance

UP: UP to initiate leasing process as per govt. rules

Every 4-6 years




LGED 








Feeder Road - B

Earth work

UP on regular basis

every year




Carpeting work

LGED

Every 3-5 years


Rural earthen Road

Preventive

UP on regular basis

Every year


Bridge

Preventive (approach repair)

UP on regular basis

Every year


Box Culverts

Preventive (approach repair)

UP on regular basis

Every year


Pipe culverts

Preventive earthwork

UP on regular basis

Every year




Pipe replacement

LGED

every 2-3 years


e) XEN BWDB will give approval of the newly formed WMCs along with the handle/keys of the sluices

f) Concerned SOs of BWDB and Maintenance SAE of TE (LGED) will be the contact persons for the WMCs. The SO and TE will ensure free access of the WMCs for their works.

g) UP Chairman will see the possibilities of use the local resources for O&M

h) UP Chairman will ensure security of the infrastructure and restrict their abuse.

i) EMG/RMP can be engaged by BWDB/LGED with the coordination /help of the UP

15. At the end all UP Chairmen informed the meeting and requested TL that there are few more development  needed in the polders and they hoped that those will be completed by the project. As such they requested an extension of the project  for two more years.

16. TL ended the meeting with thanks to the participants and hope that in the future the parties concerned will play their due role according to the agreement so that O& M can be done in a regulated way.

Minutes prepared by 

O&ME and IDS, CDSP
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