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Chapter- 5

IMPLEMENTATION AND INSTITUTIONAL MECHANISM 

The success and sustained impact of the watersheds depend on quality of implementation and creation of an institutional mechanism to maintain and mange the watershed works and other development activities. In this chapter we have examined the implementation mechanisms established in the watershed areas with specific reference to the roles played by the PIAs in the overall project implementation. We have also assessed the maintenance mechanisms established in the project areas and capability of the watershed committees to continue the maintenance and development works after the completion of the project period and withdrawal of the PIAs.   
5.1. IMPLEMENTING STRUCTURE

The Central guidelines make it mandatory for the state governments to create an elaborate instructional structure to plan, implement and monitor the watershed development activities at the district levels, where the available funds are disbursed. The details of this defined structure including the implementing agencies at various levels, their key functions and functional status in the selected watershed areas are presented in table 5.1. The overall success of the programme depends on effective working of the five levels of functionaries and effective integration of their services. The role of the PIA, as the programme manager and coordinator, is thus very vital during the project period, as it can directly influence the project level functionaries and activities. In this context, the role of DWAC, which selects, the PIAs (and the project areas) assumes importance. During the early phase of programme implementation in mid-1990s, the DWAC didn’t have much of a choice, as there were a few established agencies (mostly in NGOs) available for watershed development works, which all got selected. Our four sample watersheds, as we have seen, are also managed by four different PIAs, all NGOs, many of who were earlier engaged in similar activities. However, we have seen different project impacts across different watersheds depending on types of areas and activities chosen and management practices adopted by the PIAs. Although the same institutional structure is available across all watersheds, we have seen different spending pattern and community approaches, which could be attributed to the existing village level institutions as well as the visions and management approaches adopted by the PIAs.    
Table 5.1:
Key roles of Implementing Agencies and their functional status in sample watershed areas

	SL No.
	Implementing Agencies
	Composition
	Key Roles
	Whether functional

	1
	District Watershed Advisory Committee (DWAC)
	DDO/ Collector, DRDA, Line departments, NGOs and Research Institutions
	Selection of Project Implementing Agencies (PIAs) and approval of their project proposals.
	Yes, at district level

	2.
	PIA
	Govt. Dept. / Panchayat/ NGOs/ Institution 
	Overall project implementation/ management. Receives fund from DRDA.  Formation and capacity development of WC in work execution and fund utilization. 
	Yes, all being NGOs and located near the project areas at Block level

	3.
	Watershed Development Team (WDT)
	Four subject matter specialists representing Agril. Engg, plant science, vet science and social science
	Provide technical guidance and training to village groups and WC. Organise women and other village groups.
	Yes, at Block level

	4
	Watershed Association (WA)
	Members from all households, directly or indirectly dependent on the watershed areas. 
	Approves watershed activities and formation of Watershed Committee for work execution. Makes plan for various user groups (including direct and indict beneficiaries and labour groups) and resolve conflicts among them. Creates watershed development fund based on contribution from all members.
	Yes, at watershed/ village level. But the WA does not include non-beneficiaries in three of the four sample watersheds.

	5.
	Watershed Committee (WC)
	A chairman, a full time paid Secretary and 10-11 members of WA representing various user groups and including women and SC/ST.
	Carry out the day-to-day project activities in association with PIA and WDT during the project period. Continue the project work and other activities after the project period in association with DRDA. 
	Yes, at watershed/ village level.


[Source: PDI Survey-2001]

5.1.1 Functional Effectiveness

In the previous chapters, we have shown details of watershed areas and their specific impacts. While the selected areas are all water scarce areas and the dependent people are mostly small and marginal farmers and landless (in the non-tribal district), all user groups in a watershed have not been made part of the WA and shared the direct benefit flows. Except for WS-III, the social impact of the programme is found to be missing in all other sample watersheds. In this context, we have tried to examine the relevant functional details of the PIAs to find out whether the PIA of the successful (in terms of user groups’ participation) watershed (WS-III) has adopted a different implementation approach. 


Table 5.2:
Details of PIA functioning 

	SL

No.
	Information
	Non-Tribal (Panchmahal) Dist
	Tribal (Dahod) Dist

	
	
	WS-I
	WS-II
	WS-III
	WS-IV

	1
	Name of PIA


	Medhavi
	ANaRDe
	Sadguru
	Utthan

	2
	No. of village managed


	One
	One
	Two
	Two

	3
	Previous watershed experience


	Not much
	Yes
	Yes
	Yes

	4
	Has in-house training facilities


	No
	No
	Yes
	No

	5
	Involvement of all user groups


	No
	No
	Yes
	No

	6
	% of Total Sanctioned Expenditure on Project Activities
	70
	76
	80
	75

	7
	% of Total Project Expenditure on Labour
	63
	43
	79
	45

	8
	Whether funds from other sources integrated in the project works
	No
	No
	Yes
	No


[Source: PDI survey- 2001.]

As shown in table 5.2, all user groups’ participation is achieved in WS-III in spite of this watershed having two villages. In all watersheds the household size is about 325, except in WS-II, where it is about 400. Involvement of all these households in the programme perhaps required more time in community management and also higher investment than what was feasible within the project. These constraints could be better managed in WS-III than in all other watersheds. Sadguru, the PIA of WS—III, because of its in-house training and community managers, has been able to organize more meetings with the village groups to assess their diverse needs that needed to be built into the programme components. Similarly, it (Sadguru) has been able to spend much more on project activities, especially on employment creation activities. In fact, it is the only PIA, which has tapped other sources of funding and integrated the same in the extended project works. 

The approaches of all other PIAs have been to implement a land development plan within the budget limit, with no planning for all user groups. In this connection, the roles of WDTs in all watersheds are confined to only technical supervisions of watershed works and imparting limited training and extension services relating to improved crop and livestock practices. The WDT is not effective in the area of community organization. Thus, in all watersheds, the services of the WDT and that of the PIAs (except in WS-III) have only benefited one of the user groups- the direct beneficiaries: the landless and other landowners have not been provided with any other income generating activities. 

The composition of WA in all watersheds (except in WS-III) is not as per the guidelines, which require memberships of all households who are directly or indirectly dependent on the watershed areas. Thus, all user groups representing direct beneficiaries, indirect beneficiaries and landless have not been formed and represented in three of the four sample watershed areas. The WCs, formed in these watersheds, although represent SC/ ST and women members, don’t include members of landless and other non-beneficiaries households.      


The WC including a full time secretary from the watershed village has been formed in all watershed villages, as per guidelines, to execute the project work on day-to-day basis and make payment to villagers on agreed lines. All WCs are found to be quite effective in this regard, especially in settling and making prompt payments. None of the sample households had any complaint regarding payment rates and modalities. In fact most of them wanted the present institutional structure to be continued in the implementation of other government programmes as well, so that contractors are not involved and payments are settled at village levels without any cut or bribery payment.

5.1.2
Functional Linkages among Key Players
Successful implementation of watershed projects necessitates effective linkages among all relevant secondary stakeholders in the project area. PIA, being the central implementing authority needs to play a pivotal role in coordinating the services of other key players and linking them with various users’ groups. While PIA is the primary stakeholder responsible for the overall implementation, there are other key secondary stakeholders, who are to be effectively linked with the village groups and functionaries. These key secondary stakeholders and the roles expected from them are described in table 5.3. If new project information and services including technology and marketing from these departments/ agencies are made available, there will be renewed interest in many new group enterprises among all village groups, especially the landless and other non-beneficiaries, to participate in the watershed development programme.

Table 5.3:
The Key Players and their roles in watershed development
	Key Secondary Stakeholders
	Expected Roles/ Services


	Panchayat (PRI)
	Identification and Selection BPL and landless for group loan/ subsidy. Transfer usufruct rights of village land/ pond/ tank to selected groups.


	Revenue Department
	Transfer of revenue wastelands to Panchayats


	Other Line Departments (Agriculture, Fishery, Horticulture, Cottage Industries, etc.)
	Provide new technology information and training and also departmental subsidies.


	Funding Agencies (Lead Bank, Central Govt and other Agencies providing credit/ subsidy)
	Provide funds and monitor fund utilization.


	Industries/ Technical Agencies 
	Provide new technology, training and possible buy-back arrangements.


	Marketing/ Export Agencies
	Product Marketing



In none of the four sample watersheds, except to some extent in WS-III, we find these secondary stakeholders playing any role for the benefit of villagers in general and the landless/ non-beneficiaries in particular. The limited role-play by the PIAs, the primary stakeholders, has not been instrumental in diversification of project activities and thereby effecting involvement of other departments/ agencies in the project areas.


5.2.
TRAINING AND FORMATION OF SHGs 


As part of the watershed development programme, the PIAs are required to organize training camps in the watershed areas to improve the technical knowledge of WC and WA so as to facilitate decentralized management and improved land management practices. The training programmes are also needed to help villagers in the formation of SHGs with specific reference to formation and activation of group enterprises for landless/ non-beneficiaries, women and other weaker sections who are not part of the on-going development programmes. In this context, the details of traing programmes organized and SHGs formed in our sample watershed areas are shown in table 5.4.

Table 5.4:
Status of Training Programmes and formation of SHGs 

	SL

No.
	Information
	Non-Tribal (Panchmahal) Dist
	Tribal (Dahod) Dist


	
	
	WS-I
	WS-II
	WS-III
	WS-IV


	1
	Number of Training camps held
	6
	9
	20
	5


	2
	Training Topics
	Account management, Improved land management practices 
	Account management, Improved land management practices 
	Account management, Improved land management practices, Formation of SHGs and women groups, group enterprises for women and other groups.
	Account management, Improved land management practices 


	3
	Training programmes for Landless/ non-beneficiaries
	No
	No
	Yes
	No


	4
	Whether SHGs formed and activated
	No
	No
	Yes
	No


	5
	Whether women groups formed and activated
	No
	No
	Yes
	No



[Source: PDI survey- 2001.]

The data presented in table 5.4 indicate that training programme have been organized in all four sample watersheds. However, because of in-house training facilities, the PIA of WS-III has been able to organize more training camps and also cover a large number of topics and users’ groups. Thus, while 20 training camps have been organized in WS-III, the PIAs in other three watersheds have organized only about 5-9 training camps. In these three watersheds (I, II, and IV), where limited training camps have been held, the training items are confined to account management (for WC) and land development practices (for land- owners/ beneficiaries). There are no training programmes for project activities for landless/ non-beneficiaries and women groups in these three watersheds. As a result, no SHG has been formed by landless and women groups in these watersheds to avail group subsidy and undertake non-farm group enterprises.

5.3.
MAINTENANCE OF PROJECT AREAS 

During the five-year project period, the PIAs are there at the watershed levels to supervise and coordinate the project execution works, and transfer the development fund to the WC in phases to pay for the works carried out on day-to-day basis. After the project period, when the project activities are completed and the available funds are all utilized, the PIAs are supposed to withdraw from the watershed areas and any operation and maintenance works thereafter are to be carried out by the WA and WC on their own and from their internal fund. In order to ensure that maintenance works don’t get affected because of lack of fund after the project period, the PIAs are required to create a Watershed Development Fund (WDF) based on individual contributions of members of WA much before the completion of the project period and their withdrawal from the project areas. WC can carry out the maintenance works in future if such WDF is available with them. Table 5.5 shows the status and extent of WDF created in the sample watershed areas.

Table 5.5:
Status of WDF 
	SL

No.
	Operation and Maintenance Information
	Non-Tribal Dist
	Tribal  Dist

	
	
	WS-I
	WS-II
	WS-III
	WS-IV

	1
	Amount of WDF – Rs in lakh


	1.01
	0.70
	0.78
	0.84

	2
	Major Source of contribution


	Wage bill
	Wage bill
	Wage bill
	Wage bill

	4
	Any O&M expenditure yet


	No
	No
	No
	No

	5
	Any O&M plan for Community lands
	No
	No
	No
	No


[Source: PDI survey- 2001.]
As is found, watershed development fund of Rs 0.7-1.0 lakh has been created in all watersheds to meet the future maintenance expenditure. As the watersheds are just completed, no maintenance expenditure has been incurred yet in any of the watersheds. Only the beneficiary households, who are members of WA, have contributed to the WDF. As most of the beneficiaries also worked as wage labour in the land development works, an average amount of Rs 10 per day was deducted from their wage bill as contribution towards the WDF. This practice of fund collection was invariably adopted in all watersheds. 

As we have mentioned earlier, the land and water resources development works, which require maintenance, are carried out in private land. So, the beneficiaries themselves will attend the yearly maintenance works relating to leveling and bunding. Only the new water resources structures may need some major maintenance, which could be met from the WDF. Although limited community lands are affected (in only WS-I, III and IV), there are no clear management plans and maintenance schedules worked out for these areas. 

5.4.
SUSTAINING THE PROJECT AND DEVELOPMENT WORKS 

The creation of watershed development fund would enable the WC to carry out the required maintenance activities. But, can the WC take up other development works and diversify the watershed activities and bring more benefits to the areas and the willing participants in the programme? What is the capability and willingness of the WC and the WA to continue the development works in the absence of the PIA. The answers to these and related queries are provided in table 5.6 to draw inference about sustaining the project activities in the sample watershed areas.

Table 5.6:
Working of WC and village communities 
	SL

No.
	Operation and Maintenance Information
	Non-Tribal  Dist
	Tribal (Dahod) Dist

	
	
	WS-I
	WS-II
	WS-III
	WS-IV

	1
	Training of WC


	Yes
	Yes
	Yes
	Yes

	2
	User Groups conflict


	Yes
	Yes
	No
	Yes

	3
	% Non-beneficiaries


	33
	60
	0
	35

	4
	% of beneficiaries’ participation in village/ WA meetings
	48
	63
	72
	90

	5
	WC/ Village Community being involved in other Development work
	N0
	No
	Yes
	Yes

	6
	Interest of village community in development of forest and wastelands
	N0
	No
	Yes
	Yes


[Source: PDI survey- 2001.]
The WCs in all watersheds are trained to implement the project works, and all have done well in this regard, especially when the PIAs are there to supervise and coordinate their work. Whether these WC and the WA would be able to work on their own and take up other development activities in the absence of PIA in their areas would depend on history of community management and their actual involvement in other development activities. In this connection, the hill/ tribal watersheds are much favaurrably placed, as the WC and the WA members in these villages not only have a traditional community management system, but they have also participated, on their own, in other development programmes (protection and development of forest areas) in their villages. In the hill watershed (WS-IV), although group conflicts exist between beneficiaries and non-beneficiaries, the latter are a smaller fraction (35 %), and there is complete unity among the beneficiaries: almost all beneficiaries in this watershed have participated in the WA meetings training programmes. There is no problem whatsoever in the WS-III, where all groups have participated in the proramme, and there are active SHGs and women groups already operational to take advantage of other development programme (SGSY) meant for the group beneficiaries. Thus, we may conclude that the watershed programme can be sustained in the two watersheds of hill/ tribal district, and more so in WS-III. In contrast, in the plain watershed areas, the WC and WA are not as active in the absence of the PIAs, and is unlikely for the WCs in these two watersheds (I and II) to diversify the activities after the project period and attempt a more all round development in their villages.

5.2. Also, as we have found out, in all sample watersheds except in one case (WS-III), a large section of villagers consisting mostly of landless have been left out from the development process. Such a trend of omission of the landless and weaker sections would not only perpetuate the conflicts between the haves and have-nots, but it would also come in the way of effective watershed management and sustenance in the long run. In the absence of any non-farm development alternatives for the non-beneficiaries, consisting of landless and women groups in the watershed areas, not only the poverty alleviation objective would remain unfulfilled, but even the maintenance of existing structures would be adversely affected, as the sections left out would have no stake in sustaining the watershed structures and other related assets. 
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