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Palicies that work for sustalnable agrviculiure and
regenerating rural economiex <orles

There are encugh examples world-wide to sungest that agriculture
which is pro-sustainability and pro-pecple is working. We now
understand the concept of “sustainable’ agriculture s not confined
within the farm boundary, but has sirong links {and a potential to be a
dynamic force withind a wider rural economy. 3o, ‘sustainable
agriculture’ not anly cantributes to greater agricultural production,
but also envirenmental regeneraticn and local economic
development.

tHED's Sustainable Agriculiure and Rural Livelihoods Programme has
undertaken collaborative research to look at ‘Policies that work for
sustainable agriculture and regenerating rural economies’. The overall
chjective of this research is to understand the policy contexts and
instruments that can promote sustainable agriculture and sodial
change. This has been dane in high, medium and low income
cauntries in both the South and the Morth. *Success stories’ have been
tdentified and the policy environment that has permitted these to
emerge has been investigated. Are therg |assons we can learn fram
these ‘islands of sustainability” that will help us turn islands into
continents?

This paper is one of a series of reports from the Folicies that Work
praject, which give the research and methodological background and
cauntry specific findings. The views and opinions reflected in this
material oo not necessarily reflect those of ED, it partners or the
prfect donors.
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Executive Summa ry.

This report describes ope case study conducted as pare of the three-year
interpatignal collaborative research project Policics That Work for
Sustainable Agricnfture and Regenerating Rural Economies (PTW), co-
ordinated by the SARLs Progtamme of ITED. Using case stdies in 10
countries, the major concero of the projece was vo vnderstand the paliey
comtexts and instruments that can promaote sustainable agriculrure and
social change. It was also interested in the particular processes of policy-
making, to understand how policies are formulated and implemenced, Ir

is this process clement which was the major focus for this case study,

The casc study examines the Indian governmment’s new national
Watershed Development Programime, launched in April 1985, This
progeamme was considered to contain many of the elements of a policy
which, on the face of it, would support sustainalle agriceltarally-based
rural hivelikoods {SARLs). It laid the foundations for a *hotoom up’
planning approach, working where possible through NGOs and with
commumity participation as a central principle, Whilst outlining the
toles aned norms of variows implementing scages of the wratershed
development scheme, the Programme allows for sufficient operational
flexibilicy at the state, district and project levels to enable them to
respond to the differing situations and aspirations of the village
Commenities and User groups.

Through an analysis of how this programme is being implemenred on
the ground, the case study has sought to dentify any distortions which
are cecurring berween the alms of the programme and the reality of
implementarion. In this way, any weaknesses or shortcomings can be
identified, and processes explored for amending them, The casc study
was conducted by Anil C Shah with the support of the Developmenr
Support Centre {DSC) based in Gujarat, and presents detailed findings
from field research and stakeholder interviews m the srate of Gujarar,

combined with a natiomal overview.




The research found thar there were many distortions occurring between
the intentions of the Programine and the actual implementation. Thesa
included:

W A lack of capacity amongst the many devolved implementation
agencies for managing such projects, and for facilitating
participatory, empowering processes, Whilst the programme provides
formally for decentralised administration, it lacks the mechanisms for
wistioating adwinisteative and Guancial processes and procedures
approptiate to participatory approaches

B An under¢stimation of the amount of time needed to build
ceMURity capacity and organisation before handing over the
management of resources and programme to the community

B A monitoring process wWhich focuscd on physical and financial
targets, to the neglect of social process and productivity
enhancement. This resulted in imbalance of attention and
development of various resources in the watershed, particularly on
public lands

B The practical difficulties of sccuring significant bencfir from the
project for the poorest sections of a community {including many
women, the landless, tribal, artisans, shepherds etc.)

One of the major observations of those involved In reviewing the
Frogramme, is that no policy or progratnine will cver be perfect: what is
necded is simultancous launching of 4n effective system of menitoring
and evaluation wherehy problems eccurring on the sround can be fed
back to those making the pelicies so that appropriate changes can be
made, Thus recommendations are made for how palicies and
programmes can begin to “learn’ and adapr as they go along;

The reporr deseribes how ﬂﬁpm‘tunities to aetend key policy events, such
as national and state review worlshops and project evaluarions, were
used to put forward these, and other recommendations to policy-
makers. A number of the recommendarions are aow being considered by
Bovernment, but more advocacy work 1s nceded to keep up the

nomentuin.
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The study overview

The Policies that Work for Sustainable Agriculture and Regenerated
Rural Eeanomies Project {PTW) of Sustainable Agriculture and Rural
Livelihoods {SARLs) Programme of the Intermational Institore of
Frovirenment and Development in London seeks to identify the policies
and practices needed to foster forms of rural economic growth that are
socially inclosive and which protece diversicy. There is growing evidonee
that sustainable agriculture and rural development initiatives cannot be
treated in isolation from broader economic and political processes. It 1s
thest broader processes, particularly inappropriate policies, which are

imiting the spread of sustainable agriculture.

The three-year collaborative research project began in carly 1996, Using
case studies in 10 counrries, the major concern of the project was o
nnderstand the policy contexts and instrumeints that can promote
sustainable agriculrure and social change. These may be specifically
agricultural policies or non-agricnloural ones. There is also the fecling
that effective sustainable agriculture policies will only be identified,
impleimnented and sustained under particelar processes of pelicy-making
and when the relationships among key stakeholders are such that they
feel committed to and ¢an be held accountable for a particular policy
autcome. Hence, a further concern of the project is at a peocess level -
to understand how policies are formulated and implemented.

In a typical case the research in this project starts with a review of
successful inldatives or ‘islands of success’ of sustainahle agricalnre
which exist within the ¢case study councry. Onee a fow cxamples are
identified, the research warks backwards and identifics policy forces
supporting the success. The actors Invalved 1n formelating and
implementing these policies are idenrified. Other areas of intcrest
include the differences between the way a policy is written and the way
it cods up being implemented (the policy distortions); and the processes
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involved in formulating and implementing the policy(ies). In the final
stages of the cesearch, policy alternatives are developed, Through this
activity, in which policy-makers and stakcholders will be involved, some
alternatives co current policy and to current policy-making processes
will be developed so that nore sustainable and equitable forms of
agriculmral production can be promoted.

1.1 Case study introduction

Several case studies are being conducted in India as parr of the FTW
research project. This report documents the findings of one of the
studics, conducted by Anil Shah and supported by the Development
Support Centre, Gujarat. The case study examines the implementation
of the Government of India% Watershed Development Progranme,
launiched by the Ministry of Rurai Affairs and Fmplovment in April
1995, It presents detailed findings from field research in the state of
Gujarat, combined with a national overview

The focus of this case study differs slighty from the typical approach of
the other sordies, in that it looks at the implementation of a *good’
policy, which on paper iight be cxpected to promote susgainable
agriculture. In this case, the focus s mote on the impleinentation of the
policy, in order to find cut whether distortions are taking place and if
80, to explore and implement policy-influencing approaches to rectify
them, In this way, the study is contriburng o an understanding of how
pelicy processes work, as the processes involved are often just as
important to the outcome as the policics thenselves,

1.2 The research process

1.2.1 Research team

The research was supported by the Development Support Centre {DSCH,
a non-profit organisation with a mission to promate and supporr people
centred orgaiusations, programmes and policics in natoral resonrces
development {sec Box 1.1).
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The case study was conducted by Apil Shah, Chairman of DSC, and
DSC Programme Officers were also involved in the fieldwork, and in

sharing their own ideas and experiences relevant to the FTW project.

A Steering Committes was constinuted o help guide the research. It
iocluded:

B Anil $hah and two officers of DSC

B Representatives of the Government of India and the Gujarat
Government in charge of the warershed programme

M Chairmen of three Districe Rural Development Agencies of districts
being studied intensively

W Dr Sudershan Ivenger, Director of the Gujarat Institere of
Developroent Research

B Direcror of Extension, Guiarat Agriculture University

W Leaders of three Project Implementing Agencies for watershed
development

The function of the Steering Committee was to give guidance on the
methodelogy of the rescarch project, particularly the selection of arcas
and institutions for intensive study. The members of the Steering
Commiteee, particularly chaitmen of DRIXAs and leaders of PLAs, alse
shared their experiences of the ssues emerging while implementing the
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watcrshed programme, When presented with the findings of the field
study and intcrviews being conduceed by the research team, the Steering
Commirtee gave [k reactions on the significance of these issues.

The Steering Committee held three meetings: in Febrmary 1997, July
1957 and July 1998, After the July 1997 mceting, a srate level
workshop on watershed development was organised jointly by the State
Institnte on Rural Development and DSC. The agenda of the weorkshop
ncluded many issues identified by the Steering Commirtee as well as
those identified during field studies, Some of the memberes of the
Steering Cotnrniteer participated in the workshop,

1.2.2 Research methodology

The research project set out to:

W analyse the new policy on watershed development, comparing how
the programme is actually implemented against the objectives as
conceived in the policy

W jdennfy emerging issues which reflect distortions in implementation

analyse the reaseons for distortions and recommend possible solutions

B present these recomimendations to appropriate policy-malkers at state
and Tational levels with 4 view 1o obtaiming correcrions in the
policy/procedures to better serve the policy objoctives

B undertake follow-up with policy-makers, particulatly at starc and

national levels for acceptance of recommendations

The rescarch team visited seven districes and conducted interviews with
staff of relevant organisations. They also visited villages, Interviews
were conducted with District Rural Development Agencics (DRDA},
Project Implementing Agencies (PTA) and Watcrshed Associations (WA)
{set Section 2.2.1 for 4 descniption of the roles of these organisations).
The aim of thess intervicws was mainly to gather the perceprions of
stakeholders abour the positive and negative aspects of the warershed
programme, The aim was not to explore the outcomes of the
programme, nor o quantify its impaces, The focus was more on the
process of implementation. The inrerviews followed checklists of
guestions based on the essential features of the Watershed Development
Programine Guidelines.

T
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Interviews were cartied out as follovws:

B Seven Districe Rural Development Agencies (DRDAs) were
interviewed, two of them twice, and one three rimes

B TPwelve Project Implementing Apencies (PLAs) were interviewed, four
of them twice

B Twenry Warcrshed Associations (WAs) were Interviewed, five of them
A

The information collecied and the findings of the field studies arc given
in Appendix 2 of this report. Summaries of the main findings are
included in Section 2.3.

1.2.3 Developing policy alternatives and
influencing policy

Another aim of the study was to take the many recommendations
which cmerged and present them at the state and national level in order
to liclp bring about policy change.

Thiting the course of the PTW research, several state and national-level
watershed reviewsfforums were held, to which Anil Shah was mvired
{see Box 1.2} These were good opportunities to feed the Gujarat

findings mto the policy-making pracess, as well as to incorporare some

findings oa the Watershed Development Programme at a national fevel
into the PT sroudy.
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The case study
The Watershed Development
Programme

2.1 A brief history of Watershed Development

in India

Indian agricultural growth has been sufficient to move the country from
a severe food crisis in the 19605 to aggregare surpluses today. Most of
the increase in agricultoral cutput over che years has raken place under
irrigated conditions, but the oppormanitics for continwed expansion of
the irtigated area arc now limited. Indian planners are increasingly
looking to rainfed, or unicrigated agriculture, to meet the demand for
food projected over the next several decades.

It is therefore clear that any policy for food security in India cannet rely
solely on Green Revolution technology. It is essential to devise 2 new
strategy focusing on the drylands of India 1o solve the problem, since the
output cannat be achioved through increase in irrigated Jands. The
attention in terms of finance, research and extension must be redirected
towards the neglecred dryland areas of the country.

The different approach needed towards agriculiure in the drylands
offers huge opportenitics for labour intensive, productivity-increasing

technnlogies. Each of the technologies of the watershed planning could




contribute to raise the productivity of drylands agriceltere, especially
combined with the use of drought-resistant varieties of crops. The
labeur-intensive nature of much of the work required would also help to
generate employment {see Box 2.1).

2.1.1 The micro-watershed approach in India

The watershed has emerged as the main focus for agriculural
development in dryland arcas. This is an obvious focus given that a
major limiting factor to expanding agriculmural production in these areas
is lack of reliable supplics of water. A watershed is a geohydrological
unit or an ages, that deains :;ain WARE At 4 CoOWsnon point. Watersheds
can be defined at various levels {undreds or thousand of hecrares), ar
farm level or even within the farm. Their sizes are classified into three
types, tamely: micro, mini and macro watersheds, A combination of
microwatersheds makes a mimiwatershed, which in turn forms part of
ehe macrowatershed, before finally discharging ineo the sca.

Qver the last two decades, the Government of India [Gol) has made
substantial budgetary provisions for microwatershed rehabilitation and
development. There has been strong growth in both government and
nof-governmental institutional capacity to implement wasreland and
watetshed development projects. This capacity has been directed
predominantly at microwaccrsheds, Within semiarid areas onc may
often find co-cxisting {but rarely Interacting) programmes under the
auspices of several agencies, including the Ministry of Agriculture and
Co-operation {MoAC), Ministry of Rural Areas and Employment
(MoRAE)! and the Ministry of Environment and Forests {MoEF).

A microwatershed concept aims to “establish an enabling environment
for the integrated use, rezulation and treatment of water and land
resources on o watershed based ecosystem to accomplish resouree
coxsertation and biomass prodisction olijectives” (Groom ¢t al., 1998},

In watershed management projects, mechanical or vegetative structurcs
are installed across gullics and rills and aleng contour [ines, and areas

1 Hewr reaaneed the Minisern- of Roral Developmene (bdoR D)
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earmarked for particular land-uzes based oo their suitability. Erosion-
pronc, kess favourable lands are pur under perennial vegetarion. This
approach aims te optimisc moisture retention and reduce soil erosion,
thus maximising productiviey and minimising Jand degradation.
Improved moisture management increases the productivity of improved
seeds and fertiliser. Thus conservation and productivity-enhancing
measures become complemcntary. Excess surface runoff warer is
harvested further down the watershed. Thus conservation measures in
the upper watershed have a positive impact on productivity in the lower
watershed. Reducing erosion in the upper reaches of the watershed also
helps to reduce sedimentation of irrigation tanks in the lower reaches
{Samra, 1557),

Farly initiatives in watershed development in India include rhe Central
Scil and Water Conservation Rescarch and Training Instione
[(CSWCRTI), which developed 42 small watersheds during 1956, Here
the emphasis was on surface hydrology, succession of naiural '
vegetation, grazing and burming, cte. People's participation was
ntroduced in 1974 at four locations. This experience was elaborared in
1982-83 in 47 warersheds spread throughout the counery. In the 1980s
watershed development projects were taken up under differcnt
programmes launched by the Government of India. The Drought Prone
Areas Programme {DPAP) adopted the warershed approach in 1987,
The success achivved by these ked 6o larger efforss, as P9 warersheds
called Integrated Wasteland Development Projects (TWDE). This
programnie has now been brought under the administrative jurisdiction
of the Department of Wastelands Development in the Ministry of Rural
Arcas and Employment.

3ntl now, these programunes each bad their own separate guidelines,
norms, funding patterns and technical components based on their
specific aims. For example, the Drought Prone Areas Programme
concentrated on non-arable lands and drainage lings for in sim soil and
oistiure conscrvation on wastelands under govermument or contmunity
or private control, The Integrated Wasteland Devel_:::pment Projects, on
the other hand, made silvipasture, soil and moisture conservation on
wasteland under government or community or private control their




predominant activiry. The National Watershed Development Progeamme
for Rainfed Areas (NWDPRA), launched in 1990 by the Minisrry of
Agricalture, combined all these features with the additicnal dimension
of improving arable lands theough better crop management
technologics.

While the focus of these programmes may be different, their basic
objective has been land and water resources management for sustainable
production. In 1953, the Government of India formed several
cormumitrees celminacing in a technical commirtee headed by

Dr. Ch Hapumantha Rao to review these programmes®, Tt studied the
implementation and impact of the DPAR, DDP and I'WDP programmes
all over the country, The committee gave its report i 1993, drawing
atrention e the fact thae even thaugh watershed development had bean
advocated for several years as the best approach in deought prone areas,
it wras not wWonking satisfactorily. The main reasons wese

B All components of the watershed were not addressed at the same
titng, leading to che neglect of important aress with implications for
equity, An example would be neglecting to develop public land whick
falls within the watershed

W The approach was fragmented, with no single agency taking
responsibility for all components

W There was no people’s participaticon

As a resulr of chis review, the budgets for the vatious different
programmes were metged and made wrailable for Implementing
wartcrshed development following common national Guidelines. These
new Guidelines came mto cifect on April 15t 1995 and now apply to all
the Ministry watcrshed projects.

2 Cioveenment OF India, Mintoy of Feeal Amas and Bmployment, Departent of Trasrelands
Lrevelopment, (1333 Gridelises far Watersbed Dariopenest.
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2.2 The naticnal guidelines for Watershed
Development: A Policy that Works?

The Indian Govermiment'’s Wartershed Development Programme was
launched in April 1395, This Programme was considered to contain
marny of the elements of a policy which, on the face of it, would support
sustainable agriculrurally-based rural livelihoods, or SARLs (Box 2.2}

The implementation of the Watershed Development Prograrnme is
framed by a sct of Guidelines, and on examination {(Box 2.3] theze
comparc favourably to the definition in Box 2.2,

They covisage a “bottam up® planning approach, working where
possible through NGOs and with community participation as a central
principle. Whilst outlining the rules and norms of vanous implementing
stages of the watershed development scheme, the Goidelines allow for
sufficicnt operational fexibility at the state, district and project levels o
enahle them to respond vo the differing simations and aspirations of the
village conumuonities and uscr groups.

The following quate from the proccedings of the Narional Workshop on
Watershed Approach also underscores the similaricy between the
Guidelines and the definition above:

11]




“The overall impression of the implementation of the Guidelines was -
that there ave rewngrbable initiatives to formalize within povermment
system, fnvolvement of people in the design and implementation of
watershed development. Their intention is to aclieve increase in
resotrce productivity it ways which ave ecologically and institutionally
sustamable. More than this, the Guidelines ave & means of bringing
about a tremendous change in the attitude of govermment

 Functionaries... A quiet revolution in rural India... Quoting a chaivman

of watershed association in Andbra Pradesk village This programme is

different because we are doing it ourselves, we are drawing the chegues
and we are ensuring the quality of work.. ™




The Watershed Development Programme |5 emerging 45 4 major pro-
people, equitable, sustainable, pro-environment and gender balanced
programme. It s estimated that abour Rs. 12000 million per anoum

(% 1 = Rs. 43} is likely to be spent on the programme. This is apart from
the contributery mvesements made by the comnuonitics {see Box 2.4},

13




2.2.1 Decentralised administration

Cne of the major provisions in these guidelines is for empowering the

districr level bodies to rake locally relevant decisions on administrative,
technical and financial matters, The purpose of decentralised
administration is to allow the implementation of the watershed
prograthme to become responsive to participation and contribution of
ideas from the bottom-up, The proposed administeative seructure, and
the main stakeholders involved in the programme are described belaw
{see Table 2.1 for a summary)

B Nuational government; The Ministey of Rural Areas and Employment,
Government of India, decides the basic technical, administrative and
financial parameters of the programme. The Ministry achieves this
majnly by its command over the financial resources, and its position
as the country’s apex ¢oordinating hody.

B Siqre governmenis: co-ordinate various government departments, the
agricultural university, volontary agencies and training insticutions.

W District Rural Development Agencies (DRDAs): are respansible for
the implementation of the watcrshed programme ar the district
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level.® A Watershed Drevelopment Advisory Commiteee {DAC) will be
constinuted in each district with representation from implementing
agencies and one or wWo members from the research and tralning
IMStitUTions.

N Project Inplementing Agencies {PLAs}: The actual implementation of
each of the watershed projects is carried out by the PLAs, which can
be voluntary agencies and other instieutions, cotpotations, co-
aperatives, banks, public and private commercial organisations,
Panchayat Rai? mstitutions, government departments, etc. Each PLA
is cxpected to handle 10 micro-watersheds.

B Waiershed Development Teams {WDT): Each PIA is expected to
appoint a multi-disciplinary team, each handling 10-12 warershed
development projects, Each WDT will have at least four members

from different disciplines such as plant sciences, animal sciences,
engineering and social sciences.

B Members of the village comaaeity: those who dircctly er indirectly
depend upon the watershed are organised e a watcershed
association { WA} The WA will appoint a watershed committee (WC)
which will consist of representatives of User Geoups, Self Help
Groups, and the Village Panchayat {an clected village coancil).

Previously, important decisions were taken at state and national levels.

Through this process of decentralisation, the district level Is now
authorised to decide on most operational matters.

3 1t is cxtpecred in the fonee thar watershed progeansones will le admindstercd ana digorier leve] b
the Zifls Parishads [Elecoed Districr Counclsh a5 envitnged umder the Pomafopst Bgi lepisladon,
Howrever, uotl thie legisladon comes into opemton with adequate power and resowrces,
warersbed develapment proprammes vkl be implernented by the DRDA.

4 In 1592, the Panchayati Raf {Local Govemmenc Souchere) was incorporated o the Trdiag
eanstitatinn. The new Act provides for a oniform threetier local govemment sorucmee ar the
village Jevel, intermsediae: and discrier levele theonghont the counery, Elections every 5 yeafs ake
omopolsoey. The der empovaces the Poachapat o leve cocesfduties, fees, ee. Troresdngly the
centenl prverusient o one hand seeks o strengthen Paeckaent ingtitotiaons through legislatian, o
the wther hand facough wicions imporcant schemes of moral development ic seeks 10 enopower
grasscacts organisations of snkelnlders. Warrshed development is ere such programane,
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Table 2.1 Stakeholders in the Watershed Development Programme

Level
MNational

State

Dristrict

Froject

stakeholdar
Mimistry of Rural Affairs
and Employment

Rural Development
Department

State Level Reviews
Committes consisting
of senior officials and
MGO representatives

Jilla Panchayat
0istricr Couneil)

of DHstrict Rural
Development Agency
fDROA)

District Advisony
Committes (DAC)
rensisting of District
officers, exparts and
represantatives of
Flasg

Praject Implementing
Agency (PLAY which
ay preferably be
NGO but alsa eould
be a Govt. agency

Maln functionaries
Sacretary of the
Wiinistry

Secretang

of Cammissigner
Rural Development

Chief Setratary
of the State
Goyt,, Chairrngn

Lhairman

Director of DRDA

Leadar of PlA and
Leader of WOT

Functions

= Policy

* Funding

* Prowvide matching
contribution vanang
between 20 and S0%

* SUNEriSion
* Training
* Review and feedback

* Director of DROA

» Selection and
allotment of wllages

» Approval of selection
of members of WDT

+ Anpreval of village
plans

= Relzase of funds

* |nspection, audit

+ (eneral supervision
guidanes

* Salartinn and
appointment of WIT

» Awareness and
rvtneation of
wiatershed villagers

* Fromotion of village
institutions {user groups,
savings groups,
Watershed Committes,
Watershed Association)

* Appointment of
secretary of Watershed
Committes and
voluntaers far
SURPCITNG Wser graups

= Preparation of village
watershed planz
through user aroups
and Watershed
Committes

» et them approved by
DRDA,




Village Watershed Chairman af
Creveloprment Viatershed
Association (WA} Cammittes
Watershed Secretary of
Cammittes W Lszaciation
User Groups (LIG)
5elf Help Groups
(SHG)

+ Supenvising and guiding
in implementation of
plans; maintenance of
accounds and reporting

* Training of willage lavel
functionaries

» Prepare village
watershed plan

v Approval of plans

+ Proper use of funds
and maintenance
of accounts

* Reporting progress

« Maintenance of
assets created

2.2.2 Participation

People’s participation is mentioned in India’s Plan documents as the

night approach for development. Sporadic ateempts have been made to

generate peoples participation theongh structural changes such as the
introduction of Panchayati Raf {local government) and through

recommendations to ‘invalve’ the *heneficiaries”. However, this is the

first time that official Guidelines for a major programme have given

concrete shape ta the principle of people’s participation by making it
mandatory that people must decide how they want to develop their

resources, that they should be given adeguate funds for implementing

the approved programme, and that they should be given adequate

support in technical, administeative and financial matters, It is of crucial

importance for India% rural development that this thruse of

participatory policy 1s cartied out satisfactorily.

The specific provisions within the Guidelines for people’s participarion

in the planning and running of the development process include:

B Enabling user groups in each watershed to prepace their own action
plans, with help from the WD'T members and Watershed Commirres
members. The Watershed Committee will integrate the plans

prepared by the user groups and prepare an integrared water
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B Each village will be entitled over the fouryear project period ta spend
Rs 2 million, of which 80%%, i.e. Rs. 1.4 million, wili be at the
disposal of the village's Warershed Committee to spend on their own
action plans.

B One of the eriteria for the selection of viilages wili be where people’s
participation ¢an be assured, for example, where the village
comnninity has been successfully orzanised into groups for credit,
womeil’s and children’s development, social forestry ete.

B The success of the project will be measured, amongst other
indicarors, by the number of project activities/works that are
implemented through vser groups, the expected norm being 80%.

These steps are unprecedented in the history of rural development in
India. Placing such conbidence in the mral communities in a country
divided by class and castes and othet facdons and entrusdng therm with
large funds is an act of empowerment. It should be of grear interest to
all those whe believe i a participatory approach to rural development.

2.3 Findings

The above section has surmmarised the main objectives of the Gol’s pew
Watershed Development Programmie, and has atgued thar, on che face
of it, the policies, gutdelines and administrarive strucure proposed have
all the ingredicnts of an approach which should foster “sustafnable
agricidiure and vural vegeneration that increase food production and
decess to entitlements, conserve watwral resources, reduce poverty and
stirnulgte strong rural social enterprises” (Guyt, 1356},

In this section we examine how these policics ate translatng themselves
into action on the ground.
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2.3.1 Decentralised administration

Positive findings o

Participatory processes should lead to planning and implementation that
is locally relevant, and consequently may differ from national/state
averages and norms in terms of prierities, sequenicing, quantities and
costs, ete. Decision-making at an appropriate level has to be supporred
by competence, resources and scnsitiviey — at the village level (warcrshed

association and its commuittee], at the implementation level (PIA) and at
the district level. The Guidelines provide for all his.

Constraints

At a national level, whilst the new Guidelines have led to empowerment
of village commumities, and strang interest and commitment to the
watershed programme ar DIRDA level, therc is a considerable gap
herween the scale and vision of the Guidelines and the implemeneation
capacity at the project level. Within the various implementing agencies,
there is considerable variadon in the extent to which they have maoved
towards participatory principles in their working seyle. In the majerity
of the cases the district officers like to retain control over decision-
making process rather than moving towards the expecred facilitative
and supportive role, There are also wide differcnces in the skills and
commitment of PLAs, and some systematic difference berwocn GOs and
NGOs in their mode of operations (Shah et af., 19934).

Thus whilsr the Guidelines envisaged creating a decentralised
arrangement of administrative bodies, the lack of capacity amongse
these bodies has failed to bear this our, Specific constrainrs include:

M There is no system of guidance to DRDAs on how to tackle emerging
issues. DRDAs take cheir own decisions in isolation, creating meer-
district differences in the rules governing the scheme. Thosc involved
in the process in Gujarat also felt that the DRDA are unprepared for
the programme: there is insufficient manpower, a shostage of
vehicles, no provision for overhead costs for DRDA, a lack of
otientation and guidance for DRIDA staff on emerging issues; and a
lack of expertise in community organisation.
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B Even if qualified, the memisers of the WD'T do not have expetience of
implementing such a large programme, Purchetmore, many of the
government functionaries in the warershed ream are not able to do
Justice to their duties as they are not able to devote full time to the
proiect. The watershed programoc is seen as additional eo normal
duncs.

In Gujarat many stakeholders commented thar an important
wrakness of PLAs was the problem of zrmacring and retaning WOT
members of the right quakity. This is mainly due to the litnits of the
time frame and ad boc natare of the project erganisation, Dther
problems mclede the lack of woren members aod community
organisers; inexperience in capacity-building approaches; inadeqnate
support to the WIDTs, such as unenthwsiestic responsss towards
WDT members’ worky and 2 shostage of vehicles.

B The lack of training and capacity beilding for government officials,
WDT and viliage functicnaries was also scen as an obsracle in
Gujarat, and more generally nationally. There is no strategic
apprvath 1o taihing and capatity building, with trainiog scemtngly
lacking in importance and offering few incentives (o staff o
participate. The training that does exist bas failed to address

fundamental issues such as attitudmal and hehavioural change.

There 15 a rapid tum-over amangst decision-makers in the
governmenlt system. This leads to many problems, with new staff not
sufficiently aware of the programmes; insufficient dissemination to
functonaries etc.

N The lack of monitoring was menrioned as 4 concern by many in
Gajarat, At present there ace bardly 2oy monitoting systems, exoopt
i terms of physical and financial achievemenrs. There is a danger
that this will give the wrong signals to the implementing agencies,
singe they may feel they are only being monitored on physical and
financial progress, and thercfore only pay attention to these aspects.

|20
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® Finally, some FIAs in Gujarat have only formed village instcations
for the sake of complying with-the Guidelines: This becomes
important since the village institutions arc cxpected to rake over the

opetation, management and further development of assers created.
With weak inscitutions this will be difficult {see Box 2.5}

2.3.2 Participation

Positive findings

The pardcipation of the village commumty and groups is coptral to the
watershed programme. The Guidelines detail a process for ensuring
participatory planning of local resources. It was very enconraging to
find that all the DRIA, PLA and WA members imrerviewed in Gujarat
appreciated the participatory character of the scheme. The programme
has facilitared new approaches in participation and most of the Whs
said that other government programmes should also be participatory.
They were enthusiastic about the bettom-up narure and trapsparency of
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the approach, mmd eonsidered it to be the moat vakaable part of the new
scheme, PIAs and village groups particulatly, bad developed a scose of
ownersiup and with their involverment in planniog and implementation
of the varicas components, the project ought to be sustainable.

For example, all the WAs are implementing the progearnme
independently, with the support of the Watershed Development Team
{WDT}, and are taking important decigions about the formulation of
plans, approval of the statement of accounts, and the formation of user
groups. They are also able to resolve differences or disputes between
user grouns and salf-help proaps.

There are cases of success in blending local and professional knowledge
in technologies such as selection of apprapriate sites, choice of building
materials etc, For example in some project villages, sites selected for
water hatvesting structures by WDT were changed after inpot from the
commumity. However, in most cases there was linde evidence thar the
WDT had attempred to achieve synergy berween laial knowledge and
external oxpertise,

Constraints

The guidelines stpulate that within 3-6 monchs of starting the
commurity organisation process, Self Help Groups {SHGs) should be
formed which will continue to function and grow, Nevertheless, it was
ohserved that it generally tock a ¥ear to build the capacity of the
community and in a few cascs partiers would have preferred more time.
Some of the PIA; mentioned that they did not have enough expericnce
1 the comwnmnity organisation prooss,

Some PLAs apply participatory principles mechanically and prepare
almosr identical microwarershed plans for several villages. They need to
be guided, trained and equipped in participatory methodelogies.

Constraints in efficient funcioning of decentralised administration and
capacity building had a ditect impact on fostering and sopporting
participation.
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2.3.3 Self-reliance

Pasitive findings

As covisaged in the Guidelines, in Gujarat, Users Groups and Sch-help
Groups are beginning to take over che operation and maintenance of
activities. Within two and a half years maintenance funds are
accumulating: between Rs. 50,000 to 130,000 per village. Ths is
expected to be around Rs. 75,000 to Rs. 230,000 per village at the end
of the project period. The money is deposited in a separate bank
account {see Box 243,

This is very different from the previous practice of either line
departments or local bodies assuming responsibility for maintenance of
assets. This required village feaders to run to distict offices that were
always short of resaueces and in any case bad litcle interest in looking
after far-flung assets. Assets usually deteriorated, not very slawly.

Constraints

Mot cnough time bas been allowed in the Guidelines for the capacity
building phase. Some of the PLAs felt that, drawing on the experience of
ather NGOs, the programme should be for a longer period. The present
scheme envisages the project, ncluding its funding and the supportive
rofe of WDT, will come to an end after four years. To what extent in ies
present form will it be sustained afrer the project period? Experience
shows that there will still be a role for the F1A in some form or another,
after the project period ends.

2.3.4 Equity

Pasitive findings

The fiedd sordy came across an outstanding success story of joint NGO-
LA organisation of self help groups of poor families which have been
given revolving funds for producing art products. The PIA has arganised
markering links, both in the local fairs and city outlets. Tn another
instance, SHGs have been providing loans from the deposited funds to
their membcrs for agriculture and allied activities,
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Constraints

Whilst the Creidelines specify that the benefits of watershed development
should reach all groops including the landless, great concern was shown
by the participants in the national workshop abour the encroachment of
public lands that has been going ao for decades due to the slackness of
enforcing agencies, This encroachment is depriving the poor of the
benefir from their development, The degree to which public lands were 3
focus for development varied from state to statg, In Andhra Pradesh
only private tands were being developed, whereas In some districts of
Madhya Pradesh only public lands are being developed. There is a nzed
for an equal emnphasis on the development of all lands within the
watershed boundary.

Investment on public lands shonld also be an important mechanist for
extending benefits across a broader section of the commmumity. Whilst
the Guidelines do stipulate that individual Wagesshed Developiment
Flans should specifically outline approaches for Commen Property
Resources [CPR), the national study team found enly isolared cases of
carcfully thought-out strategics for identifying usees of public land and
developing tmechanisms for bencfit sharing (Box 2.6). Ity Gujarar ton,
there were many problems of working on CPR. It was obscrved thar
they were either encroached upon or that instintional arrangements for
the protection of these lands were difficult to ser-up.

Access to forest land and ibereasing its productivicy is inporrant for the
villagers living close to forests, particularly the poor. However, there is a
fack of dariyy in the Guidehioes aboot b forest band shounid be
protected and developed when it is part of a microwatershed. The
national study team re¢ommended renewed effores at Government of
India and state levels for inclusion of forest land in watcrshed plans.

In Gujarat there was concern about the role of women in warershed
development, and the lack of capacity buildimg excrciscs, with the
exception of 2 few PIAs. In most of the PIAs and WAs there were very
few women's groups formed.
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2.3.5 Diversification of livelihoods

Watersled development improves the natural resource base. It can make

a strong contribution to improving the livelihood of the poor but it
cannot be expected to be the sole sonrce of Livelihoods. Watershed
rchabilitation cannot be a panacea for rural development. Other
measures are needed to be introduced with a long terin strategic
perspective to strengthen social organisations among the poor priof 10
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watershed rebabibivation and 1o Y them 10 o wider range of econemnic
and social activities, some of which are unrelated to watershed
development {(Shah et al., 1998b). However, in Gujarat people reported
duting the intervicws that the programne has helped in reducing out-
nigrarion and provided employment in drovghc-prone areas.

2.3.6 Productivity

Positive findings

With the groundwater recharge and consequent rise in the level of warer
in farmers’ irvigation wells, some fanmers have started taking rwo
atidinenal crops, sotorner and wnter, wiich was nor possitle carher.,
The physical assets constructed for recharging of the groundwater and
conservation of rain warter have improved the drinking warer and
irrigation scenario in the rural arcas which had been gradually
Worsening,

Coincidenrally, during the period of the FTW research, the DSC itself
was cvaluated by an independenr agency appointed by one of the
dohors providing lunding suppoit to DSC {EDA, 1998). As part of this
study the cvaluation agency locked into the watershed programme being
nplernemied by Fihs which are sepported by DSC. The smody locked
mainly 2t the impact on watcr resouree development, rather than at
other ¢gsonrces such as improvement in iand resources. One finding was
that against the investment by three PIAg of Rs. 4 million, the additional
income generated on account of extension of irvigation is of the order of
Rs. 22.5 million ($1 = Rs. 43 }, giving a return of 3.7 times over a three
- four year perind (Tahle 2.2). The wartershed programme therafore is
not only conceptually sound bt [s largely impleorcnesd in a cose
effective manner.

Constraints

Producrivity enbancemnent is a low priority with most P1As except some
well organised ones. There are almost ne or negligible linkages
established with outside agencics {especially line deparnments like
animal husbandry, agriculture et} for productivity improvement in
agricultore and related sectors.
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Table 2.2 Cost pEr unit cutput measures for three PIAs

Parameter Shri Kundla .Drﬁrat . Lokbharati Totalf
Gram Seva Charitahle AVErage
Taluka Gram  Trust (OCT)
Seva Mandal
(SKTGSM)
Additional area hrougivt
urder irrigation (ha.) 1778 2500 4456 5724
Mumber of household
supported (hhs.) 247 LI B0 3870
Mumber of
prograrmme villages 33 11 25 68
Additional net incorme
generated (in Bs.} 15,894,200 - 3,750,000 2,891,200 22,535,400
Exterral
wrivestrmernit 4.034,721 1,044 288 G50 434 £,038 323
Total cost per
additignal ha,
irrigated (in Rs.) 3.079 472 715 1,343
Total cost per hh.
supported {in Rs.) 2.216 1,474 1,722 1,986
Total external
investment pet
hausehold {in Rs} 1,633 1,305 1,599 1,560
Cost —henefit
ratio 3.9 s 3.0 1.5

Ir was felt that theee was an over emphasis on employment at the
gxpense of the development of agriculiure, animal husbandsy, forescry
BTe. b sustain the activiries of the project.

There also seemed 1o be a greater emphasis on water resource
development such as water barvesting, as compared to land
development, eg. building soil fertility. The expenditure patten shows
that as much as 70-80% of the total hudger is spent on water storage.
Thers is a need for a more balanced approach, as the wacershed
approach calls for intcgrated development of both soil and water
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Furthermare, questions were asked about the feasibility of the
watcrshed approach and treagnent m the flat areas, parricularly if they
are saline, Various treatments for rainwatee harvesting and che retention
and development of soil fertility are readily applicable when the lands in
the watershed arca are undulating. However on flat land located in
drought prone areas which are particularly saline, different measures are
needed to conserve rain water and improve land ferriliey.




Recommendations

The two years of the PTW research project have been encouraging and
rewarding. The tesules so far show thar the Guidelings are very sound,
pecple-friendly and flexdbic. There are many advantages in following
these Guidelines, which have innare strength in many areas. But there
are problems also, mainly recogmised as the number of implementation
difficulties described above, which need to be addressed.

The recommendations in this section are deawn from the feld research
in Gujarat, the projoct’s Steering Group meetings, and the various
national and state level forums and reviews listed in Box 2.1,

3.1 Decentralised administration

The growing popularity of the watershed programmme has attraceed
orzamisations and individuals who have no experience in implementing
programmes through a pacticipatory process. This results In weak FLAs
and the programme suffers as a consequence, Criteria are therefore
needed for the future selection of organisations vo ace as FIAs, to cosure
that they have the capacity and experience for this role. These criteria
should take inre account past experience with participatory
development, evidence of acceprance in the village {cspecially where
NGO PlAs are concerned), Eamiliarity with watershed programmes, and
access to professional staff.? Tt is also recommended that procedures be
introduced ro cosure that FIA staff are full-time, and that processes cxist
for “derecognising’ PIAs if they turn out to be incompetent andfor
indulging in malpractices.

Specific criteria are also needed for the selection of Directors of DRDAs,

with a particular cmphasis on experience in participatory approachcs to
rural development.

& As pam of the p-ulic:.rhiul-'l'l'.{fh{cing process, Anil Shah adapred ceiteria developed 1 Andbira
Pradesh, and naed these ra draw vp critecia apprapriace for Gujacat Stake, These were sen 2o the
Rucal Development Commissiomes.
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Also, despite clear guidelines, the profile of selected villages that many
PLAs have come up with indicates that on many Impertant counts the
selection criteria were ignored, wich the resuly that more deserving
villages were left out, Thus there is a scrfous need for criteria and
procedures for selection of PIA’ and villages and their deselection, if
NECessary,

There 1z a question-mark over how the sustainability of the instinicions
and activities initiated during the praject period can be ensurcd ar the
end of the four years currently allowed for project implemnentation. The
Guidelines have little to say on the issoe of how the post investent
phase is to be managed. Some continuing suppett and assistance by the
FIA (or one o more members of the WDT) may be desirable for a
further onc or two years. Modifying the Guidelines to merge rogether
the amounts available for administration {10% ) and community
arganisation {3%) ey g0 some way woveards fwnding this, bt
additional funds may also be necessary. Further research may be needed
t decide on the best course of action.

For implementation of the watershed programme government
departments can also be appointed as PIAs and in face in several states
govermment depattments are preferred as FIAs, It has been found in
several scudies that there are number of problems in government
departments funchioning 25 implementing agencies.

They cannot coploy a full timc and exclusive WID'T, and henee there
WeIE Mmany 52ps in doing foll jostce to the varicus responsipilities of the
P4 in social organising and technical services, As reconvmentcled by the
national wotkshop therefore, there is a need for 2 nationwide study of
the problems faced by government agencies working as a PIA and
possible soleions,

Flow of funds plays a critical role for success of the programme. While
the Guidelines clearly mention the yearly budget 2llocation of the
programume and fund releasing patiern, they de not mention the
procedural aspecrs of the fund flows. Consequently, varicus sysrems are
developed at district/ state level, with different levels of effectivencss.
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The issues and problems arising fram this, such as ﬁ;ultiplt sources of
funding, are found in all states of the country. Sifice these issues affeer
the progeamme’s implemcntation adversely, it is desirable that some
specific norms and systems be developed which can be followed with
Aexibility to suit local conditions all over the counery.

Finally, in any scheme using public funds it is necessary to ensure that
money is spent within the framewerk of the conditions of the scheme.
As the watershed schemc is very flexible in its approach, there is more
scape for the misusc of funds, sometimes out of misunderstanding of the
cenditians and somerimes through malpractice, This has to be checked,
and accouneability for the use of public money properly adhered to.
Inspection and audic by governmenr agencies arc therefors required.
However in a highly participatory programme where the voluntary
sector is invited to work as implementing agency and grear
responsibility entrusted to village instimtions, the approach and
funcrion of audit and inspection have to be different. They have to
appreciate the in-buile flexibility and therefore diversity in planning and
implementation, They should bear in mind the lack of experience on the
part of NGOs and village institutions about accounting matters. Thus
one of the roles-of the inspeeting agencies will have to be educational so
that the capacity of the NGOz and village instutions can be built in
developing transpatent accounting systems. An advocacy effort will be
required to achieve such a change in the role of inspocting authotities.

3.2 Participation

Participation is at the heart of the watershed programme, and the right
artitudes and behaviour arg ar the heart of participarion. Along with
appropriate decentralised admnistration, it is very important to arrange
for capacity building from national to village level to adeguately grasp
the why and hew of participation.

There is an urgent need for a major programme of capacity building at
all levels: for the government, NGO and WDT tcams involved in the
pracess. For government staff the focus needs to be on increasing
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awareness of participation, equity and gender issues, For NGOs there is
a need to razse their technical capacities. Given the difficulties of
secrniting social scientists as members of WS, invesanent should be
made in strengthening the social and commuenity development skills of
technical staff. PEAs will be able to kick-seart this process by giving
LIty to training within a systems of incenrives based on monetary
berefits and oppontomities for persomal grewth. Becanse of the rapid
turn-over of staff, an induction arrangement is needed for DRDA staff
for rapid orentation for newly appoimnted officers.

This prograwme of capaciny-huilding alsa has implicarions for training
institeeions, which will need to be revamped and resuscitated to equip
them with the facilities and capacity to deliver this training requirement,
A Committee on Training for Warershed Scheme has recommended
sétting up 2 Mational Standing Committee on Training and Capacity
Fuilding. There is also a need for a2 similar Committes ac che stare level,
This was recommended by Anil Shah at the State Level Workshop on

- Watershed Devclopment in August 1997,

Front the point of view of the villagers, they often only hear about the
scheme through oral communication by P1A leaders and WDT
members. Such a communication mode widens the scope for
misunderstanding, distortions and misuse. It is therefore recommended

that pamphlets in simple, iocal languages be prepared and distribuged to
the villages selecred for the scheme.

3.3 Equily

In every forum there is always a mention of enhancing the role of
women in the watershed programme, Several agencies have different
experiences of facilitating women to play an effective role it natural
resources development. It would be very useful to pool together these
expertences to find out what arrangements, conditions and factors, as
well as support, are required for achicving the enbancement of women's
role in warershed development, There should be ac least one woman
member iy each Watershed Development Team to ensure amenton i
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given to the involvenent of women in the scheme. One recommendation
is that watershed projects nced w develop berter links with existing
mstitutions in the village. There is parcicularly scope for berter links
with women’s eredit and saving groups.

There is a necd for clarity about the inclusion and treatment of forest
land falling under the watershed ares. This wonld have bencfits for the
poorest ithabitants of the watcrshed. The Principal Chief Conscrvator of
the Forest Department, Government of Gujarat has issued instructions
for thiz but action has not yet marerialised {see Section 4,11}

A better understanding is needed of the opaons available for the usc of
public and comimen lands. Further research would be useful into the
extent of encroachment of public lands; the degree of productivity and
usc of the products available from public lands; the factors that may
motivaie the community ve protect and develop public lands; and the
technical and social measures that are appropriate in different locations
for developing public lands etc, Twe specific recommendations for
public lands include:

1. Wherc commons ate ho longer available, provision should be made
for the lease of private fallow for the fandless and for marginal
farming familics.

2. Thart all watershed development acdon plans should contain 2 clear

statement on how benefits accruing from commeon land are to be
shared.

Cross-subsidy should be considered within the warershed projects, by
increasing the comributions of the better off. It has been observed, for
instance, that for land shaping and irfigation, farmers with more land
pay 4 higher rate of cancribution, wich small farmers paying a lower rate.

3.4 Productivity

To take advantage of the majort investment in land Improvemene
afforded by the watershed development projects, it is essential that
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agricultural praductivity is geeatly increased, PIAs should begin
establishing contact with outside agescies {especially Line Departments
like Agriculoure, and Aninal Husbandry] in the second vear of project
implementatién in crder to marshal their suppart for subsequene
productivity improvernent in agriculture and relared seetors. Support is
particulacly frpoctant i irdeation management, hortenlinie, bvesiock
and marketing.

Crovernments should consider amending the Guidelines to incorporace
maore comprehensive warershed-based downstream development that will
put to nse the enhanced capacity for raising produchvity in agriculture
and livestock, This is populacly described as the “warershed plus®
approach, which is likely to lead to more sustainabic rural livelihoods.

In view of the enormous ecological and social diversity of the
watersheds of the deyland areas, there should be a more site-specific
approach to iovestments 1o land imprevement.

WVarlous treatments for rainwarer harvesiing and the retention and
development of soil fertility arc readily applicable when the lands in
watershed area are undulating. However land which is flat and locaced
in drought-prone areas, cries out for measures that conserve rainwager
and improve land fertility, particularly when the land is saline. There is
a need for further research into how participatory development of
watersheds can be undertaken in flat fands, considering the rechnical
issues in particular.

3.5 Self-reliance

An important objective of the watershed scheme is the promotion of
self-relant community institations. During the project period they will
be assisted to develop capacity for managing adminiserative, technical
and financial matters. Attention to human resonrces development is
important for the success of participatory approaches, The Guidelines

‘have emphasised this and made provision for ir. Howevar, experivnce

shows this is pot enough.
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Social mobilisation and human resource development are slow and
imtensive processes. The Government of India should averd che
temptation of a quick replicarion withour adequate rime for capaciry
building for people’s participation.

For long term sustainability, PTA artention cannot focus soicly on
wormnen and the wealcer sectors: the needs of the midfhigher meome
groups must also receive some atention if they are not to undermine
pro-poor initiatives. The WDTs and village leaders have to learn bow o
make participatory management all inclusive, as far as possible.

Self Help Groups (SIHGs) should be promoted as institutions of long
term sustainability, with particular attention to the scope offered by
praperly manazged savings and credit groups. Ideally, SHGs should be
scen as the foundation of community action and the building blocks of
Warershed Committees.

For the sake of institntional sustamabilicy, Wacershed Committees
should not oaly manage the funds for warershed mainrenance, bue
should also undertake productivity enhancement dhwough inpur supply,
marketing and linkages with external expert agencies.

3.6 Creating a programme that learns

“Our planning ic right, the problem is with nplanentation”
{3hab et al., 19984},

This rescarch has shown cleaely that however desirable the purpose of a
project, however much care bas been taken in its formolation, it is
bound to carry within it germs of inadequacics and gaps thae surface as
the programme is implemented. Rather than assume that the project
design is near to perfection, it is far more realistic to assume that no
project desizm can be withour some faules: there are always going ta be
hidden problems, gaps, shottcomings and inadeguacies that are bound
to reveal themselves as the programme implementation procceds. What
is needed therefore, is a system of monitoring and review which picks up




on these prohlems and allows the programme or policy to be adapted
accordingly {see Figure 3.1} This is one of the mast critical Jessons
emerging from this study.

Figure 3.1

Policy making fCorrection B |

Planning
Capacity building

fmplementation

Inforrmation, fead back

¥

Monrtdring

Tor example, challenging the widespread belief reflected in the guote
which starts this scction, the Design Team firmly believed that rural
development programmes are severely limited in their design by the lack
of adequate “knowledge input™ of the right kind (see Box 3.1).




Expericnce has shown that as soon as the excirement of the launch of a
new programme and the attention thiat itl_g'e'lts fades away, the programme
slips e an equilibrinm state to which the system is i:ciﬁstantlg,r referring.
This is done through the instruments used for review and moniroring,
which in turm determine financial flows and performance assessment.
While an approprate programme design is a necessary condition, it alone
is not sufficient to keep the progeamine on track.

The Watcrshed Development Progeamme is a good example of such an
equilibrium process in operation. In terms of project design, there is no
other rural development pragramme in recent history i India thar has
zone through such a detailed design process, In fact In terms of resuls
as well, the programme was able to show significant progress in the
three years since its launch in 1995, However, as the programme got
scaled up, there is a perception in many quarters that it has begun to
slip towards the kind of equilibrium charcacteristic of a system
daminated by physical and financial montoring systems. Staff ar
different levels get pulled up only for not having spent the allocations
and not for a failure to achieve some of the other desired outcomes.

The Design Team is therefore of the opinton that we can change the
‘systern equilibrium level” if we replace the present MoRAE monitoring
system [after successful pilots} with one that keeps pace with cutputs,
outcomes and impacts. The Design Team (Shah ef af., 19%8a} concluded
that there were a number of ways in which MoRAF could improve the
monitoring and on-going improvemnent of the Watershed Development
Programme, Other workshops also made valuable recommendations.
These recommendations have much relevance for the process of making
and implementing appropriate policies:

B The Design Team recommended ceplacing the present moniroring
systemn (afrer running successful pilots) with one thar keeps pace with
outputs, outcones and impacts, The new system would also generate
and sustain demand for “quality performance’ where the attainment
of physical and financial targets alonc will not be seen as adegoate
performance.
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B To help achieve the above point, there is a need to ser up 2 mechanism
whereby a connnmous loop s created running from policy-making, to
learning, to implementation, which then feedbacks to policy
corrections {see Figure 3.1). [n addirion to routine moniroring, this
could also be achieved by setting-up a think tank of the centeal and
state level. This wouid idcnﬁfy important 1sues that required special
bur quick studics to provide feedback to policy-makees that would
help them to decide If coursc-correction is required.

B There is also a need to strengthen the Ministrys capacity at different
levels ro monitor its programme for 4 range of outputs, ocutcomes and
impaces, and to digest, synthesise and integrate the resulting applicd
knowledge in the design of en-going programmes and evolving new

OIICE.

B Indicarors are needed to help assess progress from the angle of
quality and process, tather than simply physical and financial
progress against targets. This should specify whar needs to be
moenitored, by what criteria and for whem. Caution nceds to be
exercised so that the performance indicarors selected are not too
sophisticated, The emphasis should be oo a few, accurare indicators
requiting low levels of skill, time and other resources to measurc.

B Training and financial provisions would need to be made for this new
system.

W There is also a need for adequate baseline dara {biophysical, socio-
cconomic, ec.) o be collected prior to the implementation of a
watershed project in ordér ¢0 pormir accurate assessment of change,

At the time of drafting of this report, it is vnderstood that there arc
groups formed consisting of representanives of DFID and the Minisery o
consider the recommendations of the Design Team report and to work
out modalities for their implementation.




Influencing policy 1o
support sustainable
development

The information provided up to chis poine abour the work of the study
teams, workshops and meetings, presents a range of official initiatives
and activitics for improving the policy of watershed developinent and
retmoving the bottlenecks and *distorrions” thar hamper its progress.
However there are three more steps required before these
recommendations can create an impact on implementarion.

1. Fiest, the implementing agencics uﬁuall.:r' do not act on
recommendations unless they are converted inro written instructions.
Cly then do they feel comfortable to rake action.

2. Second, the written insrructions issued by central government and
state governments have to reach implementing agencies. Though it
may appear a simple macter of transmission of papers, in reality there

are many gaps which obstruct che spread of knowledge abour
modified amendments and instructions. This is pardcularly troc when
implementing agencies are NGOs,

3. Third, even when fresh insrrucrions have reached implenicnting

agencies they may not be nnplemented oght away for several reasons:

M they are not undetstaod

B rheir significance is not fully realised

B they arc found to be difficult to implernent

B the new instructions may require additional efforr by
implementing agencies which may consider themselves already
overloaded

B the revised instructions may undermine entrenched vested intereses
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For these rcasons, it is important o understand the conrext of policy-
making in India, and thus to understand how policies may best be
influenced and changed.

4.1 The Indian policy-making environment

The vast size of India and the fedeeal character of India’s constitution
present some partiondar problems to the policy-making process by
central government. There are a number of other elemenrs which are
specific to the Indian pelicy-making conrext;

.M The uncertainty about continuity of leadership, which can be 2 major

hindrance. Sudden changes in political leadership often rake place
due to the valnerabiliy of minority governments. Since the
Government of India approved the watershed scheme in Octaber
1224, there have been four changes in the political party in power.

B Transferability of government officers at all levels of the
administeative systemn is also a serious problem. Fven though the rule
is postings in a pasitien for thres years, there is ne certainty, as
transfers can take place even after three months. Again, since the
watershed scheme was launched there have been four changes in the
crucial position of Secretaries in charge of the Ministry of Rural
Affairs and Fmployment. The watershed scheme was formulated and
launched under a secretary whe had a vizsion and administradve skills
te get such a revolutionary scheme accepred by other Ministries and
political leadership. During the first four years of the launching of the
scheme the Ministry was headed by four secretaries, two of them
quite pnsuirzble.

B In a federal structure, the financial strengeh of central government is
extremcly important and effectve in developing national policics.
When backed by bberal funding sopport (usually 50 to 80%., the
remaining o be matched by state zovernments and sometimes small
part by the beneficiaries), the cenzral government acquires legitimacy
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for developing and to some extent enforcing policies, which under the
Indian constication are in the stares® démain.

B In the Indian simatnion, senior bureavcracs reach policy-making level
int the central sovernment after decades of service in district and state
administration and sometimes ar an intermediare level in the conrral
zovernment. There is considerable screening n the selection of
hureaucrats for the senor positions n the Central Government.
Therefore their calibre 1s usvally high. However the problem is that
mast of them, even if otherwise suirable, are somewhat out of touch
with the ground realities which they have left many years before.
They have to therefore rely upon other sources of information and
knowledge. The most important of these ares

1. Reports of conunitteesfrask forces erc. Reports of such commirtees
usually provide useful information about prevailing statvs and
guidance on future courses of action. For the purpose of this case
study the report of the Hanumanth Rac Committee (1993) {see
Section 2.1.1) was a decisive factor in cthe fornulation of policy for
the new watershed programme.,

2. Conferences of state representatives which usnally have a
comprehensive agenda for appraising the progress and problems of
various schemes. The information in the agenda papers and
deliberarions in the annual conferences of stares’® Secretaries and
somictioes hlinisters of Rural Development provide useful

knowledge to the senior officers in the central government for
formulation and coreections of policies.

3. Policy lobbying by interest groups such as NGOs, and by
academics that have intensive first hand expenience and studics of
important issues. Their effectiveness depends upon their capaciry,
access and qualitiesfstrength of their presentations.

Deespite these varied sources of information and koowledge, the
Ministry of Rural Affairs and Employment in the Govermnent of India
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dacs not have an adequate system for assimilating such information.
Systematic processing of information generated by regufar information
flows and from special studies is required for developing & sound
knowledge base that would help in policy-making and policy changes
thar reflect the political eeality and ground practicality. The Mintstey of
Rural Affairs and Employment is subseantially dependent upon the
feedback from state governments. Thercfore for betrer policy-malding at
state and national level, it is essential that stace governments themselves
have better monitoring systems; and secondly, that the central
govermment also has its own instruments for informarion feedback and
tor developing a sound knowledge base, '

4.1.1 Developing policy alternatives

Before any attempt is made to try to influence policy, the following
points need to be considered:

B Perception and kacwledge i needed about what needs to be done.
This has to be based on iInformation and knewledge of the pround
realiries

B Judgement is needed aboot what would be aceeptable to political
level decision-makers and srate governments. Since the rural
population commands a large majoriry of the elecorate, rural
development is high on the agenda of all polidcal parties at the
naiicnal and state level

B A realistic assesstent is needed of the practicality of aperationalising
the policy/schetne through ficld administration

Appendix 5 containg detailed guidelines for the steps needed in
influencing the policy process.

In terms of the PTW case smdy, it was felt by the Steering Comrmittee
that the recommendations emerging from the sindy should be presented
to the state administration and at 2 national Jevel, The purpose would
be to mflucnce policy makers to make appropriate changes in the
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{uidelines. The range of national and state leve! fornms occurring at
this time (see Section 1.2.3 and Box 2.1) wete seen as ideal
opportunities for these recormmendarions to be brought to the artention
of key policy makers.

Some of the outcomes of these forums were as follows:

B A recognition by the Secrerary ar the Ministry of Rural Affairs and
Employment {MoRAF} that *...despite all these successes and despits
the potential of this programme, there are also probiews, The
prograsmune today, even at the Govermmnent of India level, is
frapmented, Whatever allocations are made Jor this programme are
ot fully utilised because of a lack of capacity, inadequate training
and because of @ lack of proper attention to this programme, And
there may alen be uncertainty about the release of funds, Most
mportant perbaps, people’s participation is not very well
wnderstood... row to promeote people’s participation, what are the
constrainrs becanse of swivich people are not able to realise their o
potential, how can these small successes here and there be replicated,
and hoie can we bring more aveq under watershed development
steeeessfulfy”

W A recognition at the National Worlshop on Watersheds (sce Box 2.1)
that despite having “strong confidence in the Guidelines, particularly
in their provisions for participatory, equitable, gender-sensitive and
decentealised approaches to watershed development, [theve are 2]
rarber of implementation difficulties....”. A oumber of
recommendations were made to address these, including setting up a
National Standing Cornmirtee on watershed development that would
meet regularly to review progress and consider problems thar arise in
implementation that require action ar the policy level. This has sill
not been done. There is already a Standing Committee on watershed
development established at state level in Gujarat, chaired by the Chief
Secretary of State and comprising important gevernment officers as
well a5 representatives of NGOs, Similar Standing Committees are
also needed in the other states,




B The Design Grovp on Bronsh assistance o the Mintsory of Rural
Affairs and Employment has made an inoovative recommendation
for serting v a special instrument [National Rural Devefoprcnt
Support Unit) for manitoring the implementacion of the programme
and taking corrective action to remove bortdeneclcs, There iz a need
for a similar inserement at state level. For the presenr a modest
proposal is nade to the Secretary of Rural Development,
Government of (Gujarat to appoint a Monitoring Group for
watcershed development, which has heen accepted. Considerable
effort will have to be put in to ensure its effective functioning,

B The Ministry of Rural Affaies and Fmployment issued a statement in
March 1998, in consolracion with the Ministey of Environment and
Forest {MoEF), that “Natrre does mot recopnise the artificial legal
boutidaries of forest and nop-forest lands and watersheds.” It was
therefore clarified that forest lands, which form patt of project
watersheds, are to he treared simultaneons(y in the project. However,
this has vet te be vpcrationalised. Forther advocacy will be needed to
keep this process moving,

W Nieamwhile, efforts wete made a1 the stase level in Gujarat 1o get
forest lands included in watershed planning, Anil Shah worked
closely with the Forest Department of Gujarat to develop instructions
to not only permit inclusion of forest lands in the watershed planning
process, but also about how the officers of the Forest Department
could cooperate in planning and implementing che watershed scheme
when part of it is on forest land, These instructions of the Gujarat
Forest Department were considered as a model by MoRAE, and have
been citculated to all the stare governments. They will need intensive
follow np to secure miplementation.

B An advisory cosmumittee was get up by the Ministry of Rural Affairs
and Emplovment and DFID ro prepare a manual. There has been a
need felt all along for some guidance to the field staff on how to
operationalize various pravisions in the Guidclines for implementing
the watershed programne. The Ministry of Rural Affairs and




Employment with the suppert of DFID entrusted this task to the
National Institute of Rural Development. (INTRDY), NIRD constituted
an Advisory Committee for selection of subjects, topics and the main
points to be covered under each topic. Anil Shaly was invited to be 2
member of the Advisory Committee. The title “Manuoal™ may carey
the impression that its provisions are mandatory and therefore it may
impart rigidity in the operationaliziug the Guidelines. Therefore it
was agreed that the title “Field Handbook™ would be used instead of
hlasiual.

As a follow up to the recommendations of the committee on training in
watershed, a national conumittee on training has been appointed by che
Government of India. Aml Shah 1z 2 member of this committee,
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Conclusions

The PTW research project came to an end in March 1998, However,
this 5 not the end of the policy influencing process, as there will
continually be a need to advocate for the many changes in policy and its
implementation identified above, The agenda for the fucure calls for a
rwo-pronged action consisting of (1} continued advocacy; and (2)
further research inte approaches to overcome some of the unresobved
issues. DSC, led by Anil Shalt, and with the Involvement of like-mmded
institutions, will be advocating policy changes to make the watershed
programme mnote people centred.

At the state level, a few of the research recommendations have alfready
been accepred and action taken by policy makers, These can be
constdered success stortes, OF course it wonld be wrong to attribute
these successes to this research project, Other like-minded individuals
and insttutions also contributed to these achievemenrs. Some of the

SICCeSSes Are:

a} Gujarat State High Level Working Group on Watersheds

b) Gujarat State Standing Commirtee on Watersheds

cj Gujarar State Training Conunittes on Watersheds

d) Gujarart State Commictee on Monitoring and Evaluation of
Watcrsheds

All che comunitees have as members senior zovemment officers,
representatives of NGOs involved in watershed development, snd
academics Interested in watershed seudies, Anil Shah is 2 member of all
these committees.

Clay and Schaffer {1984) as well as Ascher and Healy (1990) make the
point that “policy-making is not @ coberent rational process of
identifying @ centval problem, finding options, sctting criteria and
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selecting the best option. In fact it #s a sequence of many actions by
many actors, eqch with patentially differcnt interests, information, roles
and perspectives.., treve i3 wo one discrect moment at which a policy is
migde; and there is no one key parson who takes policy decisions”.

All this is cqually erme gbaur a good policy to remove the “distortions’
that are found in its implementation. It is not enough vo work ocur a
cogent casc, bowever well founded on facts, to secure changes in policy.
A resolution is required over a long petiod, sometimes stretched over a
decade to secure even partially the gains of advocacy. Those who ser oue
to influence policy and policy changes should cherefore be prepared for
hard work; in the field to collecr reliable mformation, for desk work to
prepare a strong preséntation and plenty of footwork and follow up by
written and personal communication to ensure that the presentations
reach the right authorities and more important they give it the required
attention and due consideration. Only then will the cycle of thres steps
mentioned earlier start. Though difficult, almost tonmrous, the effart
appears worthwhile when some results are obtained as described above,

Formunately for this research project the Indian puhlic systemn is stilf
amenable and responsive to such imtiatves. It is democratic and has a
tradirion of rational decision-malking processes, The Economist, in a
review of the Warld Bank publication “Assessing Aid: What works,
What Daeser't, and Winy™ certifies that India has *reasonably good
policics and its caparity to absorb aid and use it well enormons ™.
Thetefore continuing cffort to influence policy changes for an epoche-
making programme like the Warershed Development Programme is
worth all the hard work and eecasional inevitable setbacks and
fTsITations.

7 Mavember 1420, 1958




Appendix 1

Issues identified by the Steering Committee

The significant observations made by the various niembers, officials as
well as PIA leaders, in the different steering committees are as follows:

First Steering Committee meeting

The: Steering Committer recommended that the research findings may be
proscnted at the staie and national levels which may have more mpact
than ooly sending recommendations on paper or presented personally
byfthrough individuals. The members showed readiness to attend such: a

presencation.

Second Steering Committee meeting
The SC was informed that the interviews conduocted by the Research
team of DRDA, PLAs and villagers in 2 districts helped in identfying

number of critical 155ues.,

B The state Government had agreed to organise in collaboration with
DSC, a state level workshop on watershed development om 23-24¢h
July 1397, About a third of the issucs identified for constderation in
the workshop have been contributed by the ficld studies conducred
for PTW,

B It was very encouraging o find from the field smdies thart all
stakcholders arc aware of the participatory character of the scheme
and they considered it irs most valuable part.

B The 5C decided that the scheme iz likely to throw up new issucs as it
progresses and therefors would be advisable to make more rounds of
interviews with the same DRD A=, FlAs and village groups.

B Anil Shah raised the issue “What after 4 years of the project period:™
There 1z need for study of the post implementation/investment phase
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of the project. The study of sustainahility should consider
institutional, technical and finandal aspects.

Third Steering Committee meeting

W The third meeting recommended that village comurunities should be
supplied literature m simple language about the watershed scheme,
The 5C was informed that DSC had produnced a small pamphler in
local language giving basic information about warershed
development project. This was being freely distributed in project
villages, However the ficld studies showee that the decisions of the
state government on various recommendations made in the State
Level Workshop on Watershed Development bad not reached the
P1As. The Sreering Committee recommended chat DSC should study
the communication and dissemination systocm pertaining to watershed
PIOgramme,

W About the recommendation on the need for co-ordinating the
contribution of the line deparmments such as agricalnire, horticulture,
forestry, animal husbandry ete., for improving the productivity of the
watershed resources, the Steering Cermnmmittee recomtnended that this
tnay be studicd along with the rescarch on “What after 4 years™.

W The Sweering Commaitee considered the findings of feld studics and
suggested more intensive study on the following issucs:

2} There was a strongly felt need for more reliable criteria for
selection of PLAs, Adapting criteria developed by a state like
Andbra Pradesh, Anil Shah bad deawa up cIitcria appeopriate for
Gujarat State and zent them to Rural Development Commissioner
Need was also felt for derecognition of PIAs when found
thoroughly incompetent and indulging in malpractices. It was
lecessary to work our a procedure for this purpose.

b} As in the case of PLAs, criteria were algo developed for the
selection of villages and sent ro the Rural Development
Cominissioner
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) The nced for botier monitoring was an important issue presenced
during feld study. Monitoring of quality and process aspects
acquire particular significance because on the one hand this was
very much emphasised in the Guidelines and on the other what is
manitored by government at the state and national level is only

physical and financial progress in relation to the targets.

d} It was found that the rainwater harvesting structures which are
only 2 out of 11 weatments listed in the Guidelines are taking
away as much as 70% and more of the watershed budget. This
nccds to be studied and some guidance miven about minimum
attention and expenditure on other irems such as on private lands,
public lands, agriculture, animal husbandry ete. The pattern of
expenditure by TLAs in watershed vitlages needs o be looled into.




Appendix 2

Stakeholders” observations recorded during
fleld study

District Rural Development Agency (DRDA)
Districts

* Amreli.

* Banaskantha.

Bhavnagar

* Jamnagar

Kurch.

Rajkor,

Vadodara.

Project Implementing Agency (PIA)
* Anarde Foundation; Distt: Jamnagar, Tharad: Diste: Banaskantha.
{2 WAkS: T tuice of Jamnagar disit.)
» Ambuja Cement Foundation; Khodinaz, Distr: Amreli. {2 Wals: favics)
Shri Akharpurshotram Chatitable Trust; Gadhada. Dristt; Bhavnagar,
(2 W)
BATE; Khumban Distt: Bhevnagar; Kukavay, Diste: Amrcl; Arcoc Distr;
Rajleot. {8 WA: 2 WA eack)
Development Support Centrey Dhari, Diste: Amrell, {3 WAS)
Gram Vikas Trust; Dwarka, Distt: Jamnagae {1 WA's: fwice)
Gujurar State Rural Development Corporation: Vadodara.
Gujatae Land Development Corporgation; Liliya: Diste: Amreli.
Self Employed Women’s Orgamsation; Radhanpur, Distt: Banaskaotha.
{4 WAs)
Shroff Foundation (SFiVadodara
Submersible Pomp Users Group of Farmers (SPUGF); Distr: Falanpur,
{2 WAs)
vrulsh Prem Trust (VPT); Upaleta, Diste: Rajkor,




l. Decentralized administration

Fositive

1. Selection of secretary, volunreers and funcrionaries for the Watershed
Commitee (W Watershed Association (WAL, (A Was)

. WA and WC handling large funds and maintaining accounes them ac
village level. {4 of 12 PIA gud afl WA repearediy)

. Importance of well orgapnised FIA. 7 of 12 FIA repeatediy)

. Responsibilities of agencies. {4 of 7 DRIDA repeatedly)

Tt

laa

afrm

Problems/issues

&. Selecricn and derecognition of PIAs and villages. (A5l DRIDA, 2 of 12
FPIA and & of 20 WA repeatediy)

7. Weak PIAS. (3 of 7 DRDA and 7 of 12 PIA repeatediy)

8. Inadequate amount of Overhead cost for FIA, (8 of 12 PIAYS
repeatediy)

9. District Rural Development Agency’s (DRDA) are wnprepared for the
progranune. (3 of 6 DRDA repeatediy)

10. Timely release of funds for PIAL(6 of 12 FIA}

11.Need for comprehensive monitoring sysiems. (1 of 7 DRDA and 4
of 12 PIA)

12. Need for clear administrarion and managemenr responsibilicy, (1 of
7 DRDA and 2 of 12 PIA)

13. Absence of wrinten agresment between DRDA - TFIA, PIA /DRDA —
Wh, except in few districts, (1 of 7 DRDA aad 5 of 12 PIA}

14. Lack of capacity building exercises for government officials, WD'T
and other functionaries. {1 of 7 DRDA and 5 of 12 FI4)

15. Unaware of financial expenditure in different line irems. (8 of 20
wa)

16, Ditficulties in identifying and engage of consultants. {2 of 7 DRDA)

17. Difficulties of getring Watershed Association registeced under
socicties registration act with Chacty Commussioner {2 of 12 PIA)

18, Lengthy anditing by DEDA. {2 of 12 PIA)

19. Irregular Advisory Comimitee ineetings and discussion only of
physical and financial aspects. (2 of 12 PIA repeatedly)

H).DRDA is overloaded with work and work culture of DRDA for
community organisation process is different. (T of 7 DRDA
repearedly.
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21.Less expendimure on training and “Commumity Ceganisation™. {1 o
6 DERDA and 4 of 200FA}

22 . Inadeaunare levef of supervision by WDT. {1 of 7 DRDA)

23, Apprelension regarding transfer of money to WA and WC directly,
{1 of 7 DRDA} :

24, Clarity of permissible and non permissible items for PIA under
overhead cost. {1 of 7 DRDA)

25. Need for commonality in norms of different district for DRDA |, PIA
and WA. {1 of 7 DRDA) -
26.Pressure over DRDA from state governmeit to urilise moncy.(1 of 7

- DRDA).
27.Funding from Employment Assurance Scheme (BAS) is complicated.
1 of 7 DRDA)
28, At least minimoum of 4 yrs of watcrshed project for Project
Implementing Agency {P1A) to assess their capacity. {1 of 7 DRDA}
2. Technical competence of Watershed Development Team (WIDT). (1
of 7 DRDA)

Il. Participation

Positive

0. Favourable peoples participation, borton: —up — approach,
implementation by beneficiaries, development of sense of ownership
and transparency in the programme. (Al DRDA , PTA and Wds
repeatediv)

31. Contributions arc both in voluntary labour and cash. (AN PIA and
WA repeaiedly)

32, Communication of the programme to villages by PTAs. {Afl WA)

33.Favours linkage in the scheme: Government — Non CGovernmental
Orgamisacion (NGO} - Village, (A WA repeatediy)

34. WA are implementing programme independently. (2 of 12 PIA and
afl WA)

35.All important decisions raken ac village level. {4 of 12 PIA and all
W)

36.Prior relationship of few established NGO's with the community
have made programme success. (2 of 7 DRDA and 6 of 12 PIA)

37. Coapetation between village Panchayars and village instirations in
mast of villages cxcept few, (4PTA of 12 ard 12 of 20 WA)

-




38. Would like to work more in future. {3 of 12 PlAandl0 of 200A}

39, Examples of cases of contribution: as much-as 30 % for private and
up to 20% for the public strecrure. (4 of 12 PIA and 6 of 20 WA)

4(), Bxamples of snccessful blending of local and professional knowledge
in technology. (5 of 12 PIA}

41, Taken additional watershed development project apart from the
existing ones. (2 of 12 PIA and & of 20 WA)

42, For future selection of villages, prefer cluster approach. (4 of 12
PIA]

43.Need for involvement of ciecred elements at distrior level. (1 of 7
DRDA and 2PIA onr of 12)

44, Held cascading workshops at districe level for WDT, WA and other
functionaries. (2 of 7 DREDA]

Problems/issues

6. Lack of DRDA and few PIAS orientation towards community
organisation process, (1 of 7 DRDA and 2 of 12 PLAS repeateding

7. Morc time required for building capacity initially. (4PTA out of 12
and & of 20 WA repeatediv)

8. Role of few elected members became negative. (1 of 7 DRDA and 2
of 12 PIAY)

9. Peoples ignorance and not obeying decisions taken collectively lead to
damages to structures. {3 of 12 PIA%}

10.Except for few PIA, no planning at the villages. {1 of 7 DRDA)

1. Sustainability

Positive '

11.The UG, SHG shall take over the maintcnance and operation of the
activities fworks. {1 of 7 DRDA, 7 of 12 PTIA and 14 of 20 WA

12, Availabiliry of the maintenance funds at in cach Watershed
Development Projects (WP (1 of 7 DRDA, 5 0f 12 PIA and 16 of
20 WA)

13.Other Government programmes should also be participatory.
(ALl WA}

14.Plans to wotk in futare in Nateral Resource Management {INRM)
after the project. (2 of 12 P1A])




15.PiA involved in development works eatlier have fonmed strong
institntions which shall be sustainable. (1 of 7 DRDA}

16.Need for brain storming at state level on “What after the project”.
(1 of 7 DRDA)

Problem/{issues

17. Programme should be of longer durarion than four years and at least
8-10 yrs for sustainability. (3 of 7 DRDA and § of 12 FIA repeatedly)

13. Sustainability of the vser group or 3HG ete. was doubtiul in the
absence of eligihility of the successors or the transferee of rhe land.
{1 of 7 DRDA and I of 12 PIA repeatediy)

19. Danmvage to structares — there shovld be provision for damages.
(3 of 12 PIA)

20, Technical spundness of the structores buile by PIA. {1 of 7 DRDA}

2].5upport from Government departments, programmes and PIA after
the project. {1 of 12 PIA)

22.No plans to work in futare. (1 of 12 PTA)

IV. Equity

Positive

23. Training programmes and exposure visits for Self Help Groups
(SHG) and other functionary ete, have gained confidence in the
community. (4 of 12 PIA and 8 of 20 WA}

24. Linkages of the WA, $HG ete. with the Government Programme (4
of 12 PIA)

25.Few good leaders have been prepared for the WA/ User's group. (1 of
7 DRDA)

26.5uccess story of SHGs. (2 of 12 PIA)

27.Ex. of removing encroachment in common lands in fow PIAs by WA,
{1 of12 PTA)

Problem/{issues

28. Moderaee work on commen lands due to encroachment. {f of 7
DRDA gnd 5 of 12 PIA, 12 of 20 WA repeatediy}

29, There was 4 concern about the role of women in watershed and
capacity bullding exercises, except in a fow PlAs. (2 of 12 FIA and
14 of 20 WA)
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30. Institutions by a few PLAs are formed only for the sake of the
progranume. {2 ot of 7 DRDA and 1 owut of 12 PIA)

31, Groups shoald be formed only afier gaugng people’s response to
works or activity. {f out of 7 DRDA and 1 out of 12 PIA)

32 Linic of Rs, 5,000 /- SHG for revolving funds. {2 of 12 Pfa}

33 Mot enough linkage of the SH{ s have been escablished with the
(Govt. programmes and iostitutioos cte. (1 of 7 DREDA)

V. Productivity

Positive

34, Farmers have started taking two crops — summer and winger. {1 of 7
DRDA, 2 of 12 PIA and § of 20 WA

33.50lved drinking water apart from the irrigacion, {5 of 12 PIA and 1f)
of 20t WA repearediy)

36, Helped in reducing migration and provide employment in the
drought prone areas. (1 of 7 DRDA, 1 of 12 PIAY)

37.Defined low cost small structures for the programmes. (1 of 7
DRDAj

38. Changes in cropping pattern. (f of 12 P4}

Problem/issues

39, Lack of balanced approach and equal emphasis on land and waren
(1of 7 DRDA, PIA and ol WA)

40, Feasibility of wartershed approach and trearment in flar lands in
particular saline areas. {1 of 7 DEDA and 2 of 12 PIA)

41.Unaware of inchision of forest land in watershed programme. (1 of
12 PIA}

42 Non-cooperation of some fine departments in fow cascs. (1 of 12
PIA)

43.Lack of planning for raising productivity of agriculture or aniinals.
(1 of 12 P14}

44, Even with incorporation of local knowledge, technical expertise
should play 2 major role. {1 of 12 PIA)

57




Appendix 3

Recommendations of various policy forums

l. State Level Workshop on Watershed,

- 22-23rd July 1997

The issues collected from the ficld smdies, those deliberated in the
Steering Committes, the issues dentified by DSC chrovgh its own
activities and those which were suggested by the state adounistration
were all discussed o the srate level workshop in July 1397 that was
organized jointly by the State Institote of Rural Development and DSC.
Ir was a very well attended workshop, patticipants included
representatives of central government, state povernment, District Rural
Development Agencies and P1As, The participants considered in groups
and in plenary sessions the issues presented in the agenda and made 64
recommendations, They were considered by the state govemment and
instructions were issued on most of them.

4] Stlection of villages for watershed: A scoring system of assigned value
of different criteria may be evolved for selection of villages as per
Guidelines. The state government prepared criteria and DSC
developed a scoring system which were citculated tor all DRDAs. It
does ot seem o be opetationalized.

b Selection of PIAs: A scoring system of assigned value of different
coiteria may be evolved for the selection of PIAs which would be
capable of implementing watershed development in a participarory
nanner. Stare Government angd DSC have prepared ceiteria and
circalared o DREDAs. It does not scem to be operationalized.

¢) Considering that menitoring is so far focused on physical and
financial progress against rargets, the workshop recommended thae
indicators may be evolved that would help in assessing progress from
the angle of quality and process.




d) Contribution: There should be no compromise on conrribution.
Watershed Developmennt Associations shonld 1y to get more

contribution from those likely to benefit more. $tate Govemment
instrucred DRDAs to implemnent these recommendations.

&) The self help groups of the poor should he involved in development
of public lands, fisherics ere. to share the benefit. There should be
convergence of schemes of rural development in the watershed area
thar would raise the living standards of the resourceless. Landless
families having milk animals may be provided access to suitable
black of public land to ereare a fodder plot and may be also
encouraged o raise fruit trees on public lands.

[y There should be at least one woman member in the watershed
development team.

zl Villagers must agree to remove the encroachment on commaon lands
before a project is committed, Whatever part of a watershed is under
forest land should be treated under Joint Forest Management scheme
through user groups.

h} The Principal Chief Conservator of Forest Department, Government
of Gujarac has issued instructions in March 1998 for inclusion and
treatment of forest land which falls within the selected watershed
ared. These insrructions, which are excellent, have yet to be

operationahised.

Il. Brain storming session on watershed
development

It Wovember *97 the Ministry of Rural Affairs and Empll:r}rm::nt
prganized a one-day brain storming scssion on watershed development.
Several expecs, state representatives and NGOs involved in watcrshed
programmé presented their experiences and views. Anil Shah was
invited to participate in the session.

i} Peoject priority should be demand driven and should have enough
flexibility,

L]
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It was brought out that the government functionarics in the
watershed team are not able to give justice to their duties as they ate
not able to devore full time to the project. The warershed programme
is treated as additional to normal duties.

e} The Secretary, MoRAE observed: “The programme requires not only

rechnological coordination and administration coordination but alse

a very high level of people’s participation which is the key factor for

suecessful implementation of the watershed development programme.

The indicators for public participation are:

v Knowledge for ranning of the programme

« Empowerment in terims of confidence

« Sustamabiiity and maimtenance of the project after s
completion.”

He also linked participation to its outcome — learning, empowerment
and building up vibrant organizations. He emphasised the imporgance
re identify who is to parficipate, when to participace and what will be
outcome and indicators of participation.

m) Key to success of watershed development is when the programmes

axe ewned by the beneficiaries and supported by the agency 1.c.
patticipation of project agencies to implement the people’s
pTOgranmme,

ny The programeme requires not only techrological coordination and

administrative coordination but also a very high level of peaple’s
participation which is the key factor for successful implantation of
the watershed development programmes. The size of the group and
cohesiveness within the group is of ntmest importance for peoples
patficipaton.

o} Need to include forest lands for development purpose when ir is part

of watershed was discussed at length. Anil Shah stressed that there
was an urgent need for issue of g joint erder by Ministry of Forest
and Ministry of Bural Affairs and Employment for treatment of
watersheds on both forest and non-forest lands.

i
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I The Secretary, MoRAE mentioned that the weakest link in the
programme is poor monitoring and poor follow up. The staee
governments give very Hitle attention towards monitoting and
evalearion. This creates a gap berween policy-malkers at ane hand
and implementers on the other

g) Meed for seriousness abour monitoring: A management tool of
knowing what you have done and what failures are to be collecred.,

t) Impartance of atritude 0 monicoring and evaluation is important,

Moniroring iz not policing but ro improve the things.

g} The institutional arrangement for the post project sustainalility is not
the easv job, this requires creatinn of vialle organization for
mnainteniance of the assers created.

[ll. Advisory committee on preparation
of manual

Nov '#8 onwards for wacershed development Guidelines (appoinred by
MNational Institute of Rural Development with tiic suppoct of DEIDY),
Need haz beeo felr all along for some guidance to the ficld staff how ro
operarionalize various provisions in the Guidelines tar implementing the -
watershed programme. Ministry of Roral Affzirs and Fmployment with
the support of DFID entrusred this taslk to National Institure of Rural
Development (NIRDY). NIRRT constitated an Advisory Commirttee for
selectian of subjects, tapics and the main points to be covered under
each topic. Anil Shah was invired to be 2 member of the Advisory

Conimittec.

a} The atle “Manual™ may ¢arry impression that its provisions are
mandatory and therefore it may impare rigidiey in the
operationalizing the Guidelines. As suggested by the Anil Shah, it was
agreed rhat the word “Fleld Handbook® will be vsed instead of
hMannal. '
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b} Another impertant peint which has repeatedly arisen during the

implementation of the programime was release of funds. Though
Guidclines have emphasised the need for timely release of funds, in
the absence of clear instructions sometimes the implementation
vomes to a halt for want of funds. Giving examples of Development
Support Centrc and other implementing agencies, Anil Shah tried to
malke a strong case for strict instructions which would carry deterrent
action for the defaulters.
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Appendix 4

Findings of study team on impact of Watershed
Development in India

Responding to the request of Ministry of Roral Affairs and
Employmcot, the DFID office in India appointed a study team o review
the implementation of the Warershed Guidelines. Mr Anil Shah was
mvited to be an Indian member of a 4-member weam appointed by DFID
in Orctober 1997, The team visited the states of Andhra Pradesh,
Madhya Pradesh and Orissa and apatt from discussion with the stare
level officers made extensive tours in the roral arcas to sce for
themselves the way the watershed scheme was implemented and the

achievements as well as the problems. It presented the report in
February 1993,

Recommendations

In general the Team recommends:

1. that stronger links be established between national, state and diserice
levels particolarcly with a view ro betrer strategic planning and
managemcnt of such aspects as training, selection of staff, and ceoss-
lezening among districts and states; strategic linkage of warershed
development with wider rural developinent initiatives; monitoring
and evaluation; strategic selection of watershed devclopment sites in
relatiaon to agro-ecological and socio-economic characterstics; amd
monitoring of local adapeation of the Guidelines 10 ensure thar they
Are COmSITuctive.

2. that the Guidelines be modified in order to distinguish clearly those
aspcots which must remnain uniform across all areas from orher which
may be adapted to local conditions.

3. that the resources available under each of the four initiarives under
MoRAE {IWDF, DPAF, DDF, EAS) be pooled ar district level into a
single programme, and that reporting and mooitonng procedures be
standardised across all initiatives at all levels.
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in respect of implementation arrangements the Team
recammends:

4!

that specific criteria be devised and implernenced for the selection of
Lirectors of DRDAs, with particular emphasis on experience in
participatory approaches to rural development.

. thar the MD'T appreach be modificd o specify a minimum tenure by

tcam members of 3 years, and to reserve one position for a social
scientist. It further recommends that other States cxaming the MBT

model as 2 means of strengthening technical support to FIAs and
WI'Ts, and links with the line Departments.

that ¢lear criteria be developed and implemented for the selection of
both GO and NGOs applying to become PIAs, and where necessary,

for their subsequent de-selecrion.

that procedures be introduced to ensure that PTA seaff are full-time.

. that all %¥LiTs should contain one female member,

that given the difficulties in recruiting social scientists, Investment
should be made in strengthening the social and community
developmcent skills of technical seaff.

10, that in large villages, the additional area for watershed development

may be allotted after the WA and WC have demonstrated their
capacity to implement the scheme.

11.that the 30% quots for women on the W be extended to cover the

DWDAC and SWPHLC. Furthermore, the WDT and MDTs should
contain ac least one female membee

12.that the warershed project should develop herter links with exdsting

instrrndions in the village, There is particularly scope for better links
with women’s credit and saving proups.




13.that renewed efforts are made at national and scate levels to reach
agreement with the MoFF and with DoF to implement JFM in
watershed project areas.

14.that all watershed developrocnt action plans should contain a clear

staterment on how benefits accruing from commeon land arc o be

sharcd.

L5.thae project duration should be increased from 4 0o 5 vears to allow
for a longer capacity building phase and provision for a handing
over phase. No additional expenditure on works 15 envisaged.
Overhead costs of PIAs / WDTs will need to be increased
accordingly.

16.that during the second half of the project, the WA 7 ¥ C should
prodoce an action plan detailing how investments will be
maintained, ths should included details of procedures and
responsibilities for managing the funds after the project. This orst
include measures to ensute transparency and cleat accountability

17.thar as the first of these new generation projects draw to a close
{in 2 years ime), a small number of NGOs be selected and assigned
responsibilicy to provide support to these villages, Fach NGO would
be responsible for a specific area. Their responsibilities may include
provision of technical and institurional suppost on a need basis and
providing continuous training to watershed secretaries and
volunteers. Provisions for meeting the cost of these ‘support teams’
will need to be made.

18._that despate the ditficulty, continued efforts be made to collect
villagers® contribations to watershed development, and chat the fund
thus created be supplemented by matching contributions fram

govermnent, and nsed for wider economic or social activities.

19, that conrtibutions for work on private land should be calenlated
according to a ‘slab-system’ whereby all farmers are entitled to a
fixed rate subsidy for works undertaken land up o a specified bmit




and pay a higher rate for work carried out on any addidonal land
they own. This system should be flexible for areas with particufarly
serious degradation problems.

20.that greater scope needs to be provided in the Guidelines 1o
encourage the formation of joint government™NGO PlAs. The
modalities governing their uperatiﬂn will need scrions thought at
State and District levels. '

21.thar State dicecrives should be issaed by the DRD and DoF clarifying
the pasition with regard to development of forest lands in
watcrsheds. This should direce that whenever forest land forms part
of nicre wateeshed, it should be given appropriate treatment,

22, that any PLA whether government or NGO should have action plans
for forest land approved by an autherised forest officer and carry it
out through a aser group which may be designated 2s a FPC to meet
the reguirement of the [FM scheme,

23.that in cvery watershed a boardfnotice detailing financial outlays and
progress of physical worles should be displayed in a prominent place.
Thought should alsa be given to the use of pictorial symbols to
enable information to be shared by the illiterare,

24.that an effective systcm of monitoring and evaluation based on the
outline be put in place, and the necessary training and financial
provisions be made.

In respect of funding arrangements the Team

recommends:

25, that the sums provided under the Guidelines for che wotks
componcrt remain unchanged.

2&.thar the sum provided for administrarive overheads shonld be
caleulared scparately and de-linked from the ratefha formula. lr
should be calculated above all to ensure that the PIA can operate
¢ffectively and released to the PIA on an annual basis.




27 thar DRDAs compile and synthesise existing infortnation or
workloads, operating costs and financial arrangements of watershed
secretaries and volunteers. This will enable centeal gavernment to set
a more realistic sum aside for these costs,

28.that a sample of PLAs should compile and syithesise existing
- information or workloads, operating costs and financial
arrangemeots of watershed secretaries and volunteers, This will
epable central government to ser a more realistic sum astde for these
CoOsts.

29, that clear statement of policy be made ar state leve]l on the funding
arrangermnents for goveriiment PIAs,

30.that research institutes support the programme through the design of
training curricolum for PLAs, WAS, WCS, and DRDAs.

In respect of land improvement the Team recommends:
31.thac in view of the enormous ccological and social diversity of the
watershed of che dryland area, there shovld be 2 more site-specific

approach to investments in land umprovemnent.

32 that, to ake advanrage of the lavge investments in land
improvement, agrnicultural productivity must be grearly increased.
Strong support from the line depariments horticuloure, agricoloure,
livestock, irrigation, forestry — is needed. Support is particularly
important in irrigation managemenrt, horticulture, livestock and
marketng.

33 that, int villages with steep or highly erodible land there should be a
mechanism for cost sharing for soil and water conservarion.

Otherwise land owners themselves should be responsible for the
work.

34.that effores to plant wees or grasses on common land be undertaken
cautiously, on a site specific basis, given that the narural regeneration
of trees and grasses is rapid once areas are protecied.

67|




e — it ————

In respect of further studies needed the Team

recommends:

35.that 2 short study be commissioned to investigate practical
provisions which can make it easicr for women to underrake field
duries,

34, that studies be conductad in watersheds where benefies have been
successfully shared with the weaker sections and with women, in
order to identify the coirdirions for success and make proposals for
thelr replication.

37.that studies on the ecopomic and financial benefis of the
programme over 4 wide diversity of ecological conditions be
undertaken to supplement currently merge information.

38.that there is a need to carry out studies of projects which have
successfully motvated Farmers to increase their conteibutions
documenting the processes imvolved.

3%.that training at all levels should contain components on gender
awareness and on the role of social scicnrses.

In respect of human resource development the Team

recommends:

40, that the “report of the Committee on Training for Watershed
Development™ be adopted; x further recommends that high prigrity
be given to such critica) areas as:-

41.Developing expertise in the training instinutes and giving them
adequate support

42, Training in atwarcness and artimude change for Collectors to sensitise
them to the benefits and needs of participatory approaches

43, Training for womnen , a bitherto neglected area, and the need for a
programing to assess their skiils and needs.




44, Organising workshops for stare level fenctionaries on warcershed
development at regular intervals to exchange ideas and discuss future
strategics

45, Introducing watershed development inro the university curriculum
for congincering and ageiculture.

In respect of “old projects”, the Team recommancds:

46.that a clear policy statement is needed be issued from the Gol
regarding the furtare of projects underraken prior o the 1994
Guidchnes, given the considerable investment made in them.

47.that a paralle]l fund be established to be psed for capacity building

and insticutional development in arcas covered under the old
Guidelines.

48, that DRDAs conduct a survey of the status of old Guidelines
projects, taking into acceunt both the nature and extent of resource
productivity and the institutional arrangements in place for
managing the resource. Based on the findings, and nsing the funds
provided as above, PLAs should be sefecied to develop local capacioy
to manage the resousce.
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Appendix 5

Strategies 1o influence policy

Some useful tips are reproduced bere fram a paper: “Challenges in
Influencing Public Policy: an NGO perspective”. (Shah, 1998)%

These peincipally apply to those outside the government system, like
N0, Such arganisations ¢an have access to policy-making processes
through committees, study groups etc, They might have opportunity of
brecoming members and in any case they can present studies and facts
which may influence then o make recommendartions supporting

participatory and sustainable development.

Since influencing public agencics is an ardueous and daunting task,
NGOs should be ready to expend considerable time and effore swhen
thoy take wp the challenge. What needs to change?

Public policy is embedied in 2 country’s constitetions: fegislative acts,
rules, administrative instrocrions, issued through manuals, Guidclines
and orders by government bodiesfofficers at different levels, It warks
also through established decision-making practices and their
implemenration, Policy-change advocates should know precisely which
of these need change in order to facilitate development,

Those who decide policy changes are usually precccupied in
implementing already exdsong courses of actien, and considering and
sifting a plethora of proposals for change. Such proposals are made by:
influcntial political partiesfleaders, interest groups, commitree
recommendations, research findings, public-spirited experts, and in
letrers to the editors of newspapersimagazines. Policy-makers are
bombarded daily with proposals for change; they are not waiting for
gaod ideas. Their basket 1z full, the bus is crowded.

§ Putlished tn Rlackbum {1 958).
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selecting ideas _

Development agencies will do well i sclice a feiw advocacy ideas oue of
the many that emerge in the course of their work. These should have: the
potential for a large impact in furthering the cause of development,
particutarly for deprived areas, communities, groups and families. Fren
if convinced, the decision-maker will talee months to change
adiministrative orders, years to modify legislating provisions and decades
to amend a country’s constitution, Development agencies should,
theretore, give priority to ideas thar require 4 change in practice,
admiaistrative arders, manuals, mles, aces and a courmeey’s costitution
in that order.

Plan of action

Strategy for drawing attention

Since this proposal will ke one of many, the ageney will need to wark

out a strategy for gaining early arention. This may mcludle:

* locating the officer whose acceprance of the proposal is crecial and
those whose opinion sthe values;

* locaring a key officer who is sympathetic to the development




programme promoted by the development agency. Fake histher
advice on how to go about promating the proposal; |

* contacting influential people and taking cheir advice and help i
influencing decision-makers;

+ requesting influential officers to visit the NGOs work for better
appreciation of the proposal; during such visits presentation by the
peaple incorporating PRA exercises would steengthen the case if
neccssary, a meeting with the decision-malkeers should be arranged;
and

= using the media 1o ceeate a climate favourable for the acceptance of
the proposal.

In the event of rejection

If the crucial officer is not impressed by the proposal, if sthe rejects or is
likely to reject it, wark out a strategy to overcome the obstacle, The

" agency may approach higher levels in government to direct the officer ta

recansider the proposal sympathetically and expeditiously. The agency
may have to wait until the unsympatheric officer is rransferred or a
more favouesble situation develops.

In the event of a favourable response

It and when the response of the decision-maker is favourable, the agency

should work to ensure thar the formulation of the proposed change will

MEET its [equUITCmEents:

» suggest the appointnent of a drafting committee, with agency
representation, for the proposcd change;

¢ offer the agency’s services to wark with the officer who is responsible
tor deafting the government orderfinstruction; and

* if such offcrs are not welcome, remain in touch informally with the

offtcers concerned.




Follow up

Credit

Give credic and complimenes to all who have helped, with and without
cothusiasm, in the progress of the proposal.

An environmeant conducive to

o D N e T e

4 it ye)]

...........................

........................
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Country Case Studies

This series of nine case studies published as part of the Policies that
Wark project gives the full detail of the research in each case study
undertaken as part of this four year, ten country, research profect.

For each country, the reporis contain the methodological
background, 2 policy ‘milestones” history, and details of the various
and mary case study processes undertaken, along with policy
analysis and recommendations. These reports illustrate the amazing
complexity, diversity and enargy of the rural sector in these regions,
as -well as providing detailed background information on them,

useful to researchers, acadernics, policy makers, donors and students
alike. :

Policies that werk for sustainable agricufture and regenerating
rural economies series

Thare are encugh examples warld-wide to suggest that agriculture which is
pro-sustainability and pro-people is warking. We now understand  the
confept of ‘sustainable” agriculture is not confined within the farm
boundary, but has strong links (and a potential to be a dynamic force withing
a wider rural econormy. 5o, “sustainable agriculture” nat anly contributes 1o
greater agricultural production, but also environmental regeneration and
toral economic development.

NED's Sustainable Agriculture and Rural Livelhoods Programme has
undertaken collaborative research to loock at, "Policies that work' for
sustainable agriculture and regenerating rural econamies’. The overall
objective of this research is to understand the policy contexts and
instrurments that can promete sustainable agriculture and social change. This
haz tigen done in high, medium and low income countries in both Seuth and
Morth. Success stories” have been identified and the policy environment
that has permitted Lhese to emerge has bean investigated. Are there lassons
we can learn from these 'islands of success” that will kelp us turn islands into
continents?

This paper is one of & series, which provide the contextual and conceptuad
background to this programme of research.
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