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FOREWORD

constitutedThe of KarnatakaGovernment Panel ofa

Individual Consultants to review the implementation of the World
Bank assisted Integrated Rural Water Supply and Environmental
Sanitation Project and recommend such changes thatto
conducive to its more effective and timely implementation. This
report presents the views of the Panel.

the preparation of this report. the Panel hasIn had to
draw upon the expertise and time of many officers. institutions
and organizations with gratitudeand acknowledges the ready
assistance it received. In particular. the Panel would like to

it receivedacknowledge the from the Developmentsupport
Commissioner, Principalthe Rural Development andSecretary,
Panchayati Raj (RDPR), theDepartment Secretary Hr RDPR,
Engineer-in-Chief, Director of the Watershed DevelopmentPHED,
Programme, and the Director of Health Education and Training.

Chief Executive Officers Zilla Panchayats andThe of the
the Executive Engineers of the Project Cells the districtsof

visited made effort visitsthat the Panel make thetoevery
instructive and useful. While thanking them for their assistance
the Panel would like to place on record its appreciation of the
candid manner in which they shared their views and experiences
relating to the project.

n

may be



The representatives of the Consultants and NGOs fullgave

understanding their roles and fieldassistance to the Panel in

assistance received by theparticular. theissues. In
field is gladlyorganizations in therepresentatives of these

acknowledged.

ProjecttheDetailed questionnaires to CEOs,sentwere
the Engineer-in-Chief, thein PHED,the World Bank CellCells,

theWatershed Developmentof the Programme,Director
and others.the NGOsConsultants,

great help in the wok of the Panel. The assistance received from

the recipients of the questionnaires is gladly acknowledged.

PanelThe work of the
assistance of the Director PPMU and his colleagues. The Director

readily made allandassistanceallrendered necessary

information that the Panel wanted for which assistance the Panel

The Panel would also like to place on recordis very thankful.
given by all thehelpfor theappreciation and thanksits

officers of the PPMU and in particular thank the Deputy Director

and Assistant Engineers for their ready help at all times.

The visits to the project villages were a unique experience
and sharpened the perceptions of the Panel of the vital need to
temper projects relating to essential needs to ground realities.

communities.village thelike thank thePanel wouldThe to
Supply and Sanitation Committeesmembers of the Village Water

The replies received were of

was very heavily dependent on the



and the women’s groups of the villages visited for their sparing
so much of their time and being so helpful.

This is presented inreport full of theawareness
complexity of this project in terms of novelty of approach and

experimentalthe integration of related elements. all set
against the backdrop publicof participation. If the
recommendations thisof result inreport the successful
implementation of project in short periodthe the left for
completion and assist in formulation of a follow on project. the
Panel would consider its efforts more than worthwhile.

Gita Sen'Gul am Ahmad
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INTRODUCTION

takenbeen
isEnvironmental

World Bank.the wasas

hasthe State anover
sanitation. health

1993commenced June
factors1999. However,June

recent Mid-Term Review of the
had. other1996in reasons.

concern.

therefore.

structure

the of
to review the

Therecommendthis and

1

planned,
1200 villages in

the Project
the present management structure was not fully conducive to

The

among 
structure of the management of 

The view was taken that

Various projects for establishing and improving water 
supply in villages have been undertaken by the Government of 
Karnataka. Among these one of the important projects that has 

is the Integrated Rural Water Supply and 
financially

Integrated Rural
Project which

The Project,

component 
project was 
completed by 
inhibited its progress 
Project in September 
identified the institutional

the attainment of the various objectives of the Project.
considered

current management and institutional arrangements relating to 
Project and recommend appropriate modifications.

relevant order of Government is at Annex I.

may be undertaken.
carried out by an outside group of consultants rather than be 
in-house. Accordingly, the Government of Karnataka 
constituted a Panel of Individual Consultants

as an area of

and a

important 
and hygiene. The 

and was expected to be 
various factors have

review of the management structure was, 
necessary not only from the point of view of enhancing the 
effectiveness of the structure in relation to the on-going 
project but also with regard to such follow on projects that 

It was felt that such a review should be

up
Sanitation

assisted by
expected to provide piped water supply to 

spread over 12 districts. It 
relating to

in



The terms of reference of the Panel are as follows:
(1)

(2)

(3) other

(4)

The term of the Panel was three months from December
It was originally envisaged that the1996 to February 1997.

interimsubmit thePanel would reportan
institutional one

finalfollowed by aftermonth. be the report. Later,to
discussions with the representatives of the World Bank and

Director it agreed that interim reportthe thePPMU, was
would be submitted by the end of January 1997. However, as
the work progressed. it was noted that the quantum of work

It was noted that field visits werehad been underestimated.
extensive interviews withand the Consultants,necessary

Project authoritiesCells and other and agenciesNGOs,
involved in Projectthe Responses towere necessary.

2

Karnataka 
Environmental 
way;

Water 
in

To review the delegation of powers to the officers 
and institutions and to suggest changes that may be 
considered conducive for the proper implementation 
of the Project;

regarding
framework and delegation of powers within

Sanitation in Karnataka to be 
financial assistance from the

To-consider implementation structure, delegation of 
powers and other aspects considered necessary by 
the Panel to implement the likely follow on project 
pertaining to the Integrated Rural Water Supply and 
Environmental Sanitation in Karnataka to be taken 
up with the financial assistance from the World 
Bank.

To review the institutional frame work including 
the District Level Co-ordination Committee created 
for the implementation of the Karnataka Integrated 
Rural Water Supply and Environmental Sanitation 
Project being implemented with the financial 
assistance from the World Bank and to suggest 
changes that may be considered necessary to enable 
the Government of Karnataka to implement the 
Project as per the Project scope and objectives 
well within the Project period itself;

To consider other relevant issues as may be 
considered necessary by the Panel to implement the 

Integrated Rural Water Supply and 
Sanitation Project in an effective



also always prompt. thesenot Due towere
the submission of interimrealized thatreasons, an

tend of the Panel. It was

its full report within February 1997.

from the Consultants, the Chief
in districts.Zilla Cells the the

(PHED), and NGOs. were
the E-in-C PHED,Consultants,

Commissioner,

the of the Watershed Development
Programme and the NGOs.

PilotThe Panel

Tumkur. The
was
the field. also taken to

the CEO of ZP,
Cells, the
Divisions ZP,
consultants and others.

meet
made to meet thewas

3

groups.
members of the VWSC and with women’s groups were refreshingly 
frank and free.

Secretary II 
and

the Director PPMU, Development
the

Bangalore, 
these visits

Panchayats, Proj ect
Engineer-in-Chief of the Public Health Engineering Department 

the NGOs. Discussions were also held with the

The field visits provided the Panel an opportunity to 
the VWSCs of the villages visited. Particular attempt 

women’s groups. The discussions with

The Panel elicited information through questionnaires
Executive Officers of the

visited 14 project villages of the 
phase and of Phases I and II in the districts of 

Bidar, Tumkur. The purpose of

report would tend to delay the work 
indicated to Government that the Panel would prefer to submit

questionnaires ’ 
it was

Mandya, Mysore, Bidar, Tumkur. The purpose
to have an idea of the implementation of the project in 

Opportunity was also taken to hold discussions 
with the representatives of the NGOs and Consultants working 
in the field. During these visits, meetings were held with 

the ZP, the Executive Engineers of the Project 
Executive Engineers of the regular Engineering 

of the ZP, the district representatives of the

the Principal Secretary RDPR Department, 
RDPR Department, Director of Health Education 

DirectorTraining,



Chapter I

THE PROJECT - A BRIEF DESCRIPTION

Supply and Environmental
Sanitation Project assisted by the World Bank was undertaken

provide drinkingsafe and environmentallyto water

appropriate sanitation facilities to 1200 villages in the 12

districts Bangalore (Rural), Belgaum, Bidar,of Bellary,

Dakshina Kannada, Gulbarga, Hassan, Mandya, Mysore, Raichur,

Shimoga and Tumkur in Karnataka1. The Project Agreement and

the Development Credit Agreement was signed on 4th June 1993,
credit becoming effective from 23rd February 1994. Thethe

Project completion was specified as 30th June 1999, with the

credit closing on 31st December 1999.

The project comprises the following four components21.2

2

4

1 The elements of 
this Chapter. The Project details 
documentation of which the important 
Appraisal Report of March 1993, 
Mission of September 1996.

Page 11, 
Environmental 

latrines

the Project are very briefly described in 
The Project details are available in the 

ones are the Staff 
the report of the Review

These four components are indicated in Para 2.06, 
Staff Appraisal Report, March 1993. 
sanitation includes individual and institutional 
and resurfacing of roads.

1. Rural Water Supply, including construction of new 
and rehabilitation of existing water supply schemes 
in about 1200 villages, assistance for PHED’s 
borewell programme, leakage repair works, a water 
quality monitoring programme and measures for 
ground water recharge.

The Integrated Rural Water



Zillaandmanagement.

447.20The initial Project cost was estimated at Rs.1.3
from theloanthe proportions ofcrores.

7% by theandGovernmentfrom the StateWorld Bank, 15%
maintheexpenditurecommunities. Thebeneficiary on

components of the Project as at the end of December, 1996 was
for3.1029for Water Supply, Rs.55.566 croresRs. crores

Ground Waterfor1.05Sanitation, Rs.Environmental crores
other components.for9.7554andRecharge Rs. crores

and project support totalling Rs.69.4743including software

crores.

5

pit latrines, 
bathing cubicles.

The water supply is planned on a demand of 40 
litres per capita per day (Ipcd) for a public stand 
post and at 70 Ipcd for home connections;

creation 
demand for

3. Institution Building and Project Support, including 
community development programmes for creation of 
village water supply and sanitation committees, 
comprehensive training programmes and strengthening 
of the project management, PHED 
Panchayats (ZPs);

4. Health Communication for 
community awareness and 
environmental sanitation.

of greater 
hygiene and

78% as

2. Environmental Sanitation, including construction of 
environmental sanitation facilities in all the 
project villages based on demand, covering sullage 
drainage, pit latrines, washing platforms, cattle 
troughs, bathing cubicles, street bins and biogas 
plants.

shared in

The community is expected to contribute 30% of the 
cost of drainage works as estimated in the design 
reports, any excess being met from project funds.



certain unique features whichProject hasThe1.4
distinguish it from conventional water supply schemes which

are being implemented as part of Plan activity. These are the
of Communityimportantinclusion of components(i)

operation and of theParticipation for management water

sanitation including drainage andenvironmentalsupply and
community thecontribution by the forlatrines. with

inductionsanitation (ii) ofenvironmental component.
for design and supervision of the water supplyConsultants
and for intensive training of those involved incomponents.

basic skillsproject and for development ofthe
(iii)involvement of Non-Government Organizations for evoking

community participation in the selected villages, supervised

by a Consultant on Community Participation, (iv) a separate

Project Management Structure.

Projectobjectives of not merely1.5 The the towere

involve thesupply butestablish safe water systems to
community in the management and operation of these systems to

objectivessustainability. other socialtheir Theensure
watershed management and theinclude element ofstronga

andof the need for healthdevelopment of awarenessan
community Healthby the throughsanitation ameasures

Sanitation and Health Education programme.

6



hardwarefor theconsultantsinduction ofThe1.6
components of both

the Public Health Engineering
Department (PHED) of the Government did not possess the staff

the induction of NGOsSimilarly,strength for this purpose.
and the Consultant for Community Participation Management was

would not possess the skillsthey are to work in isolation.
to evoke community participation.

The involvement of the community at every stage of the1.7
water supply and environmental sanitation components is built
into the process of implementation. The design of the water

responsibility of thevillage is theforsupply scheme a
DesignConceptualfirstConsultant whoDesign prepares a

survey of the village. its current(CDR) basedReport
and projected population and other relevant parameters. ThisA
CDR is discussed with the village community or Gram Sabha,
with the active involvement of the NGO concerned, the Design
Consultant and the official agencies. The suggestions of the
community are noted and taken into account in the preparation

after scrutiny(ESR) which.of the Engineering Study Report
for the preparation of bidthe basisbecomesby the PHED,
construction theSimilarly, the stage.documents. at

for Construction Supervision is expected to takeConsultant

7

on a

design and construction supervision was
based on the conviction that

considered desirable because official agencies, accustomed as



into reactions communityaccount of the with regard to

adequacy of quality of construction.

Project is being implemented in1.8 The three Phases.

These are i)a Pilot Phase in 11 villages. ii)a Phase I in 257

villages in 10 districts (excluding Hassan and Tumkur) and
includingin 932 villages in 12 districts.iii) a Phase II

Hassan and Tumkur.

The Pilot Phase is almost completed, with water supply1.9
works having been established in 10 out of the 11 and handed

Environmental sanitation works have

been completed in 4 villages while work is in progress in the

7 others.

the 257 villages havefor allIn Phase I, contracts1.10
been awarded for the water supply civil works between March

villages have been dropped181995.and November However,
leaving 239 villages in this Phase. As at the end oflater.

these are under construction in 218 villages.December 1996,
in only 113sanitation worksEnvi ronment a1 are

ofcontributioncommunityexpectedofvillages. Out an
have been271.90 lakhsfor this Phase, Rs.lakhsRs.466.41

contributed as at the end of January 1997.

8

over to the communities.

in progress



The delay in the implementation1.11 of the Project, as
Variousmentioned earlier, has been ofmatter concern.a

identified in the Mission offactors have been Report

September' 96 among which the institutional arrangements were

considered important.

Delays have occurred due to various reasons. In Phasel1.12
expected topreparation of the ESRsfor example. the was

ready byexpected to beandfrom 1.4.1991 werecommence
But these were completed only by38 weeks.31.1.1992 inor

the stipulation was thatAugust 1993. Similarly, in Phase II,

40% of the ESRs of the total of 935 would have to be ready

within 60 weeks of the commencement of the assignment to the
balanceand theMarch 1994whichConsultant,Design was

to beabout 374 ESRs wereIn other words.within 104 weeks.
The1996.by Marchbalancetheready by April 1995 and

earliest 10 ESRs were ready only by May 1995, much after the

contract period.

9



Chapter II

REVIEW OF PROGRESS

In assessing the status of the project. its many
facets would have beto considered. These would include.
among others. (i) review of delays in physical progress.a

(ii) cost factors. (iii) components that have been delayed.
(iv) some main issues with regard to performance.

Delays in physical progress:
2.1 The delay in the implementation of the Project, as
mentioned earlier. has been matter of Variousa concern.
factors have been identified in the Mission Report of
September 1996 which the institutionalamong arrangements

considered important. The Mission Reportwere of September
1996 concluded that while 50% of the Project implementation

period is over only 40% of the implementation in 250 villages
of Phase I has been carried out. With the Project coming to
an end by June 1999, the activity with regard to Phase II has
yet to gather momentum.

2.2 Delays have occurred due to various In Phasereasons.
the stipulation was that 40% of the ESRs of the total ofII,

935 would have beto ready within 60 weeks of the
of thecommencement assignment to the Design Consultant,

which was March 1994 and the balance within 104 weeks. In

10



about 374 ESRs were to be ready by April 1995other words,

earliest 10the balance by March 1996. The ESRsand were

ready only by May 1995. By March 1996, about 156 ESRs were

completed while by December 1996 about 525 were ready. These

inability theofcaused mainly by thebeenhavedelays
Consultants concerned being able to maintain the "milestones”

by them.signedin the agreementsstipulatedtargetsor
delays inother additional contributory factorsHowever, are
effectivesource points, lack ofselection of waterfinal

and by thefield staffofConsultantthemonitoring by
beenhavealsodelays toagencies. Theofficial appear

tolerated since rarely has prompt a.ction been taken to review
stipulatedidentify missing of theprogress,

action.administrativeinresultedhaveshouldwhich
ofwarning systemsearlyinstitution ofpenalties, or

monitoring.

for completion of piped waterThe target dates set2.3
supply schemes and other activities are as follows 1 :

11

"milestones"

1 Extract from Form No. PPMU - 13 Summary: Project
Physical Progress for the period ending December 1996.



A WATER SUPPLY

Description

(No.of villages)Piped
0 •o':’O[t ] ’8TilPilot

A
0025 : 0: 135 : 97257 0Phase -1

:a -j.323262000935Phase 2 T
A

( No.of villages )Leak Repair Works
:0‘0:‘0:‘5O: 20'■t TsT’75 0Phase -1

A
55 05555 555502752Phase T

A

( No.of villages )Ground Water Recharge
0008 0816Pilot T

93 6A

22 0303030 300142Phase -1 T

A

100 0150 1501500 05502Phase T

A

Target (annual) ; A = Achievements (annual)Note: T SAR

12

FY 
95-96

FY 
99-00

Cum 
achievt 
to date

FY 
98-99

Total •
Scope■

To':’2

:’7

A,___

FY • FY 
93-94 • 94-95

To 
:"3

FY • FY 
96-97 • 97-98

tl‘6

•:“5o 
j_____

t 327



B WATER SUPPLY - LABS AND EQUIPMENT
Description

( Labs new and upgraded )ControlWater Quality
0 0 0T; 6 115 0 8Number

j.

C WATER SUPPLY - BOREWELL DRILLING, EQUIPMENT & WORKSHOP

Description

: 0No.of wells* 44 0? *T 1400
: 399:A 1355 112

SULLAGE DRAINAGE & LATRINED ENVIRONMENTAL SAN I TAT I ON

Description

( No.of villages )Sullage Drainage
: 0: 0T; 0 5 05Pilot 11

413
:"6 7135 88Phase -1

a:
: 330 : 36250 : 2000 0935 t: 0aPhase -2

A;
\

( No.of Latrines )Latrines
: 0: 0: 75C 0500250Pilot

•‘490•‘296 "T194
110125 6600 : 1875 : 0 : 00Phase -1

33632236 :1127: a:
0t: 0a 0Phase -2 •7065'

-J.-J-

Target (annual) ; A = Achievements (annual)Note: T = SAR

13

: 0

A;

FY 
93-94

FY 
94-95

FY 
96-97

Cum 
achievt. 
to date

■ Tota
: Scope

FY 
93-94

FY 
93-94

: 94-95

FY 
95-96

FY 
95-96

: t* 0

: a*

•0
I --
I

: 0 
t—

: 0
j---.

Total :
Scope •

Total :
Scope •

3750"T15b00:24f50727i
...... -

■ i a

f 18€:0:tY‘0 
a i a

FY : FY ; FY : FY 
96-97 : 97-98 : 98-99: 99-00

1500* 1500 • 0
:'819“:

FY : FY : FY : FY : FY ; FY :
94-95: 95-96 : 96-97 : 97-98 : 98-99 : 99-00 :• ■ 1 1 1 ■

:-A:

:‘0

f......... • a*
a a a •“

T257”':tTo‘ 725 : O'

•2685

Cum 
achievt. 
to date 

a

FY ; FY ; FY : Cum 
97-98 : 98-99 : 99-00 : achievt.

: to date



E ENVIRONMENTAL SANITATION- BATHING CUBICLES

Bathing Cubicles & Biogas Pilot Plant
No.of BCs :3000 :t : 0 • I •

: 905 :825: 563: 345350: 13
■238
I

: 227 ::A • 11

against a target ofIn the case of Phase I villages.2.4
232 water supply schemes that should have been completed by

In the case of Phase IIMarch 1996 none have been completed.
villages, 50 such schemes should have been completed by March

1996 but the bids for this phase are in the initial stages of
of operationalFebruary 1997. In termsinacceptance even

workload this would mean that 935 such schemes would have to
projectthesincemonths28nextin thecompletedbe

In assessing the implications
keep in mind theof this workload it would be necessary to

ofessentialtheforrequired processesslotstime
Participatory Ruralpreparation of Conceptual Design Reports,

the Engineering Studypreparation ofAppraisal programmes.
callingfinalization of Engineering Study Reports,Reports,J

andand awarding of works.for bids

The pressure on the management of the project would beworks.

evident.

14

FY 
96-97

FY 
97-98

Description \ Total : 
; Scope ■

FY : FY : FY 
93-94 : 94-95 : 95-96

FY : FY : Cum 
98-99 : 99-00 \ achievt.

: to date

completion date is June 1999.

for completion of the



Costs and their implications:
also resulted in escalation of costsThe delays have2.5

tocontext.thisinrelevant.would beItof the project.
for the civil works part of theconsider the per capita costs

water supply component, being the main component in terms of
The per capita costsrather than total outlays.investment,
665 on the basis ofthis element for Phase I averaged Rs.of

296 on the basisthe lowest bids obtained as compared to Rs.
factors such as investmentof the SR of 1992-93 unloaded for

405 oninsurance.and inventory costs of materials,
593 on the basis of thethe basis of the SR of 94-95 and Rs.

The94-95.ofmaterials perandlabourforratesmarket
estimated in the Mission Report ofcapita costs for Phase II

the said Report has

Asestimate.SR atheabovecent130aboutbe per
it is envisagedtotal outlay being fixed,theconsequence.

the Project wouldvillages included inofthe numberthat
Phase IIIn other words.have to be reduced from 1200 to 850.

include only950planned forwhich was
about 600.

theto considerrelevantAt this point it would be2.6
in thesuch works somebids obtained recently for

Phase II villages for Mysore district Slice I. The per capita

15

September 1996 is Rs. 786. Consequently, 
concluded that the Phase II water supply cost estimates would

villages would now

etc, Rs.

case of



cost in these villages on the basis of the SR of 95-96 is Rs.

368 while the per capita cost on the basis of the bids worked

and profitmarket plus stipulated overheadsout rateson

an excess of about 42 per cent523,works out to Rs. overor

it would permitIf this trend were to continue. thethe SR.
inof villages Phase II.larger numberinclusion of a

within thecompletedProject has beif the toHowever,
villages innumber ofdecisions thestipulated period. on

this Phase and their identification would have to be taken

most expeditiously.

rightlycapita costs of Phase IThe high2.7 areper
imposed withconditionalities thattheattributed to were

regard to pre-qualification of contractors and the grouping
in theobviously resultedThisin large slices.worksof

based on thiselimination of effective competition. However,
permitchangedhave been toproceduresexperience, the
withcontiguous villages10of 5smaller packages to

corresponding reduction of the estimated costs per slice. and

adoption of post-qualification in place of pre-qualification.

The new approach has resulted in more competitive bidding as

indicated by the fact that for 74 villages of Phase II there
257received for all the67 bids against 13have been as

villages of Phase I.

16



components relating toThe project2.8
(HSHE),EducationHygieneandSanitationHealth,(a)

Monitoring andWater Quality(c)(b)Ground Water Recharge,
Detection and Repair,Leak(d)Quality Surveillance,Water

envisaged asThese werePHED.theforEquipment(e)and
littlebeenhastherebutthe projectof

table above indicatesTheinprogress
of stipulated targets.in achievementthe slippage

isHSHEtheofthe implementationindelayThe2.9
integralisit anConceptually/unfortunate.particularly

sanitation component with a strongof the environmentalpart
specificofachievementforelementcommunicationhealth

personal and familyof(a) promotionsuch asfocus areas
(c)latrine usage,promotion of(b)hygiene.

waterhouseholdofmanagement(d)

resources
community participation exercises fortheincluded inbeen

maximum impact.

relating to groundcomponenttheobjective ofThe2.10
rain water in situ in order towater recharge is to conserve

This is importantenhance recharging of groundwater sources.

for the long term sustainability of the water supply project
implementation of this componentThe

17

integral parts
their implementation.

in terms of adequacy.

education on

Delayed components:
includes important

environmental hygiene,
and the like. Logically, this component should have



1996SeptemberofReportMissiontheandfaltered,has
conceptualdiscussed later,Asindicated the main reasons.

hampered the implementation of this component.problems have

qualitywaterandmonitoringqualityWater2.11
Currently, such testing issurveillance are related elements.

theatep i demi c situation orto anresponseeither aas
theisactivitymainTheproject.ofcommencement a
theandPHEDtheininfrastructurethestrengthening of

ensuringforWelfareFamilyandHealthofDirectorate
continuous testing of water quality.

and repair work are intended toLeak detection surveys2.12
Leak detectionof drinking water.prevent wastage and loss

would considerably improvefollowed by preventive measures
Itand enhance water availability.maintenance of the systems

includes both building up expertise and providing necessary

equipment in the PHED and ZPs.

borewelltheimplementation ofeffectiveFor2.13 more
essential element of the water supplywhich is anprogramme

component, it is proposed to provide equipment to the PHED.
provided included.beproposed toequipment thatThe was

6 borewell drilling
foryield testing units10hydrofracturing rig,rigs. one

borewells, 3 well logger units for geophysical investigations

18

among others. India Mark 3 hand pumps.



and strengthening and upgrading the PHED workshops. The rigs,

particularly vital element. have yet to be acquired anda
action them. after abortive start. has beenan

recently recommenced.

Some main issues with regard to performance:
The delays that have occurred in the implementation of2.14

various components of the project have been briefly indicated

above. The key issue is how the target date of June 1999 for
thisthe completion of the project could be maintained. In

935 waterit would be relevant to recall that (a)context,
for which actionsupply schemes would have to be completed.

majorjust commenced. (b)said havebest be toatcan
components involving community participation such as the HSHE

instituted.bedevelopment havewatershed yet toand
(c)strengthening of the infrastructure of the main agencies

yet to behas(d)to be ensured. andhas

devised and implemented.

view tosituation withIn evaluating the current2.15 a

recommending possible structural changes that could enhance
the currentfact thattheefficiency.operational

quite differentisthe projectofinstitutional structure
would have tofrom what government departments are used to.

be kept in mind.

19
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Chapter III

implementationThe organization for andstructure

management of the project is unique since the conventional
withindepartmental has beenstructure government not

highdistinctive features (a) theadopted. The are

non-government organizations in(NGOs) theinvolvement of
project. (b) involvement of theimplementation of the

ofoperation and management watercommunity in planning.
induction ofsanitation. (c) theenvironmentalsupply and

(d) establishment of'specific elements.forconsultants
exclusive project cells in the PHED and in the ZPs and (e)the

direct association of other departments of government such as

(f) thedevelopment partners.watershedhealth and as

establishment ofan Empowered Committee, (g)creation of a

Project Planning and Monitoring Unit (PPMU) for management of

the project. The functions of these organizations are briefly
indicated here and the role they perform is appraised.

The Non-government organizations:
The involvement of NGOs is at the district level for3.2

andSupplyVillageorganizing the Waterinassisting
monitoring implementation of(VWSC),CommitteesSanitation

andof the project.participation aspectscommunity
and health communications.undertaking promotion of latrine
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An NGO in each district is also proposed to be involved in

the watershed development activities. The rationale for the

district level. is thattheappointment of the NGOs at

ability enthuseagencies have the toofficial do not
theactivities and that they.communities in NGOs,these

would provide devoted, dedicated service. The PPMU, according

to current procedure, selects and appoints the NGOs.

The role of the NGOs is separately discussed. However,3.3
It wouldfew observations at this point would be in order.a

categorically that efficiency or rolebe difficult to state
of thein theperformance has necessarily been better case

exceptions but by and large theof course.There are.NGOs.
to reach the expectations expected eitherNGOs did not seem

the unfortunate emphasisAlso,in impact or involvement. on

collection of the contribution by the community, particularly
obtainedpart being firstofdecisionthe recentafter a

upfront, has skewed their role from motivators and catalysts

of social change to collectors of funds. The perception that
it beingresponsibility. despiteprimarytheirthis is

has inclearly that of the VWSC and the community at large.
theirobjective ofin theresulted verycasesmany

the role of the CPAIn this context.involvement being lost.
seriousforwould callvis-a-vis the NGOsConsultant

The mechanisms of induction of the NGOs and of theattention.
CPM Consultant need review.

21



experience of the induction in3.4 The of largeNGOs
indicate that when there is such closetomeasure seems

operational association with with financialgovernment

implications, the NGOs often seem to acquire the character of
extensions of government thus losing their vital advantage of

innovation or independence. As a consequence, they are unable
demonstrationof innovativeto perform their primary roles

and critiques of official programmes.

The Village Conniunity:
is activelyvillage levelcommunity the3.5 The at

the project that ofofassociated with those elements are

interest and benefit to it. The community is expecteddirect
variousconsulted through participatory meetings atbeto

DesignConceptual Reportsthesuch whenstages areas
prepared, before the Engineering Study Reports are finalized.

environmentalsupply andof theduring construction water
design andensuring adherence toworks forsanitation

and later for the operation and management ofspecifications.
agencies. theofficialTheitself.supplythe water

consultants and the NGOs are together expected to be actively
isThecommunity. VWSCvillagewith theassociated
iscommunitythat thecontributiontheresponsible for

expected to make of 30% of the costs of the sullage drainage
works and for the entire costs of operation and maintenance

of the water supply works.
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committees of thethese3.6 In most are awarecases
project and are articulate about their expectations from it.

the Project Cells in the districts and some of theHowever,
NGOs seem to have misconceptions of the role of the VWSSC. In

districtsthe project in theofficials inparticular, are

generally skeptical of the need for and the benefits of the
elements ininvolvement of what are viewed as

the planning and implementation of such a project. One reason

for this is that water supply schemes have been implemented
implementedcontinuing to beandall these asareyears

for the specialThe rationalenormal departmental activity.
in vitalinvolvementcommunityemphasis programmeson0

supplysanitation. the waterenvironmentalrelating to
being justthough in funding the largest.element. aeven

route for the former is rarely appreciated.

Consultants:
designing of the(a)employed forConsultants3.7 are

construction.ofsupervision(b)schemes.supplywater
(e)health(d)training.participation.(c)community

(g) impact assessment ofleak detection.communications. (f)
The rationaleground water recharge and (h) special studies.

bewould toconsultantsofappointmentthefor seem
staffthehaveagencies do(i)official not ornecessary

and that permanentthis natureproject ofexpertise for a
a project would not bestaff foradditions to necessary or
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the experiencethese agencies have neitherdesirable. (ii)
sustaining communityevoking andsensitivity forthenor

(iii) NGOs are ideal agencies forinvolvement in the project.
supervision andandguidancebut needthe latter

(iv) consultants would provide reliable and dedicated service
officialavailable fromgenerally bewhich would not

agencies.

leakcommunications,healthforThe consultants3.8
recharge andof ground waterdetection. impact assessment

Reviews of thespecial studies have not yet been appointed.
constructiondesign andforconsultantsof theroles

supervision are discussed separately.

Trainingrole of theof thereviewseparate3.9 A
is in generalConsultant has not been made

agreement with the assessment made in the Mission Report of
September 1996 1. be emphasized that ithowever.It must.

the engineering staffto orientwould be necessary
in the districts with regard to the specialProject Cells

and the
consultants and the need for constant interaction with them.
Also, their responsibilities in relation to the environmental

clearly indicated tosanitation programmes would need to be

i
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Page 9 and Attachment 3, Report of the World Bank Mid­
Term Review Mission, September 1996.

features of

since the Panel

of the

this project and the role of the NGOs



there isthe Cells through training programmes. At present.

the Cells’ responsibility relates primarily to water supply.
largely due to the environmental sanitation component being

is alsosupply component. Itmade dependent on
the staff at the district level of consultantsnoticed that

purelysupervision haveconstructionanddesignfor a
community andInteraction with theapproach."engineering”

slight resulting inoften missingisdistrictthe NGO or
dilution of one of the major objectives of the project. It

thatwould be desirable
their role is understood and the other facets of the project

Suchtheir role.in the performance oftaken
despitestaff, whichthisalsowouldtraining expose

the realitiescontractual stipulations is generally raw. to
of rural needs and the need to trim their expertise to ground
situations both in engineering and societal terms.

World Bank Cell in PHED:
Special units have been established in the office of3.10

12 districtsPHED and in each of thethe Engineer-in-Chief,
unitthe project activities. Thefor management of

the World Bank Cell, PHEDPHED is generally referred to as
Cells.Bank ProjectWorlddistrictstheinthoseand as

Though closely associated, it would be convenient to consider
these separately. This section relates to the Cell in PHED.
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an impression that this activity is that of the NGOs and that

in the

the water

to train or orient these staff so

into account



Superintending Engineerheaded byThe former is3.11 a
Executive Engineers.in ofthe latter chargewhile are

Necessary staff has been provided to these units.

The main functions of the PHED Cell are to review and3.12
monitor technicalto provideengineering aspects andall
support to the ZPs in engineering aspects of the project 2. It

approval ofreviewrespons ibi1i ty for andalso has
responsibilitiesThesanitation schemes.environmental
supply schemes.for waterregarding awarding of contracts

leak detection and repair work and for inspection of quality
thealso hascell. Theis assigned to the PHEDworkof

qualitydrilling andborewell waterresponsibility for

monitoring.

review and approval ofThe procedures adopted for3.13
Divisionalrequire that theStudy ReportsEngineering

them on receiptSuperintending Engineer of the PHED reviews
seeksCell and eitherdistrict Projectthefrom

clarifications or modifications or sends these on to the PHED
intermediateThisapproval.consideration andfurtherfor
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2 The duties and responsibilities of the Cells, the PPMU 
and other agencies and departments are fully described in 
the Staff Appraisal Report of March 1993. Those of the 
World Bank Cell in PHED is indicated on Page 77, Annex 2, 
SAR 1993.

level of technical scrutiny is no doubt useful but delays



through personal discussions rather thanavoidedbecould
’’back references”.

Inspections have been carried out by the Engineer-in-3.14
Chief of the PHED of works relating to both water supply and
environmental sanitation. The inspection notes of the E-in-C

and confirm the view of the Panel, that quality ofindicate.
construction of water supply works is at best equal to that
in other departmentally implemented water supply schemes and

standardthequality ofnotinthat. wascases,some
full review ofimply that ain fact.expected. This would.

constructionConsultant foreffectiveness of thethe
Supervision would be necessary which would ensure that in the

conventionalbeyond thequality standardsnext phase are
it would be relevant to notethis connectionattained. In

by localcarriedoften outwork isactual mostthethat
3 . A mechanism for follow up of the observationscontractors

The Worldmade and instructions issued must be established.
PHED would need to develop such a procedure. ItBank Cell,

Consultant forrequire thedesirable towould seem
observations intheconstruction supervision react toto

usually happens.Otherwise,meetings.reviewperiodic as
whether corrections have been made in the field and at the

3
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These comments are 
Engineer-in-Chief, 
January 1997.

based on the inspection notes of the 
PHED for the period June 1996 to



consultant andnamely theagencies concerned/of thecost
contractor/ would not be known.

the PPMU and the ProjectThe links between the PHED/3.15
Cells in the districts are considered separately.

World Bank Project Cells in the districts:
in of the 12established eachCells have been3.16

districts for overseeing the implementation of the project.
Bank ProjectWorldgenerally referred tocells/These as

part of the ZP structure and work under the ChiefCells/ are
Executive Officer of the ZP. Their responsibilities relate to

sanitation and coordinatingsupply and environmentalwater
the work of the NGOs and consultants.

reports of theSAP and theA plain reading of the3.17
Missions that preceded it would seem to indicate that it was

originally intended that the regular Engineering Divisions of
for theresponsibleoperationallywould bethe ZPs

19934/ district18In Marchimplementation of the project.
(or cells as they would be hereafterlevel project divisions

two cells inestablished on the basis ofreferred to) were
located(Rural) atBangaloreofdistrictsof theeach

4 theCellsrelating to theseOrders are
(2) 91 of 23.3.1993
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G.O. RDP 884
G.O. RDP 254 PPM of 31.1.94
G.O. RDP 139 PPM of 12.6.1994

The Government 
following:-

a)
b)
c)



Shimoga locatedBangalore and Ramanagaram, Shimoga andat

Udipi,Dakshina Kannada located Mangalore andSagar, at

Belgaum located at Belgaum and Chikodi, Gulbarga located at

Gulbarga and Yadigir, Raichur located at Raichur and Koppal,

and Bellary located at Bellary and Harappanahalli and one

each in the districts of Mandya and Bidar. In March 1994,

when the project was extended to the districts of Tumkur and
insuch cells created each of thesetwoHassan, were

districts located at Tumkur and Madhugiri in Tumkur district

and Hassan and Channarayapatna in Hassan district. The staff
sanctioned consisted of each of thefor each cell ofone

assistant engineer(AE),following- executive engineer (EE) ,

accounts superintendent. first division clerk. typist. peon.

driver. Thus, by early 1994, there were 22 such cells.

intention cells.The clearly locate these3.18 towas
following the practice with regard to the regular engineering

divisions of the ZP, at the ZP headquarters andone

This was evidently on the basisanother convenient location.

that the project villages were dispersed over the district.
in July 1994 these 22 cells were reduced to 12 or toHowever,

The reasoning was thatone in each of the project districts.
environmental sanitation worksthe

required better supervision and that this would be possible
assistant executive engineerif of the(AEE) partan was

district cell. While creating the posts of one AEE in each
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one at



district for the project.
staffing pattern of the districtper project district. The

AEs/JEsf3 accountscell AEE,EE, onewas one one
2 first division clerks, 2 typistssuperintendent, 2 drivers.

and 2 peons, except in Mandya and Bidar districts where there
in
ofdispersal andthe advantage of posteffect lost one

technical supervision of EE.

clearly unabledistrict Project Cells toThe3.19 are
manage the varied elements of the project or coordinate them.

point forbeing focalinsteadspeaking. ofGenerally a
and monitoring for satisfactory implementation.management

they have tended to concentrate on the water supply scheme.
the NGOs and thewith minimal interaction with the community.

inspections has beencapacityTheir forconsultants.
diminished resulting in poor supervision of the consultants.

few cases.
cells / of thetheabsolvesof consultantspresence

Whileresponsibility of ensuring performance with quality.
that ofthe major responsibility is doubtless

officialifunfortunateit would be mostconsultants

The long term implications both insupervision is reduced.

terms of sustainability and accountability are obvious.
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were only 2 posts of AEs/JEs. The cells in ten districts.

In a

the cells were reduced to one each

there appears to be an impression that the

the NGOs and



Major associated Departments:
The departments associate'd with this project and with3.20

specific responsibility for important elements are the Health
of theCellDevelopmentWatershedand theDepartment

The Health Department isWatershed Development Programme.
responsible for the implementation of the HSHE component in

In theaction having yet to be initiated.Shimoga district.

appointed. Thebestillhave todistricts. NGOsother
isearlier.mentionedCell,DevelopmentWatershed as

watersheds formicroofdevelopmentresponsible for

thisestablished undersustainability of the water sources

project.These aspects are discussed separately.

Empowered Conmittee:

3.21
for ensuring quick decisions being taken on matters relating

allwith almostis vestedCommitteeproject. Thetheto
powers of government thus avoiding the conventional and slow

thevarious departments atreferences toofprocess
the only restriction regardinglevel.Secretariat

is when plant and machinery worth overpowers
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An Empowered Committee was established at State level'7

5 G.O No. RDP 45 RWS(2) 93 dated 10th February 1993. Under 
G.O RDP 72 PPM 94 dated 17 June 1994 the powers of the 
Committee were clearly defined. By an order dated 3rd July 
1995 the inclusion of Secretary II of the RDPR Department 
as a member was notified. It was clarified under orders 
dated 30th May 1995 that the assignment of powers to the 
Empowered Committee did not preclude decisions being taken 
by the Heads of Departments concerned under the inherent 
powers vested in them.

one crore is
In fact.



sought to be purchased in which case the matter has to go to
andfullOtherwise,Cabinet.the powers

implementation of thetheoverseeingresponsibility for
The Mission Report of September 1996 had suggestedproject.

could beEmpowered CommitteetheSub-Committee ofthat a
This,established for expeditious clearance of many matters.

more powers

is discussedThis

later.

Project Planning and Monitoring Unit:
The Project Planning and Monitoring Unit (PPMU)3.22 was

for management andestablished in March 1993 at State level
6 . It is expected to provide guidancemonitoring the project

to the implementing agencies and ensure maintenance of high
and the attainment of the objectives oftechnical standards

the Empoweredsecretariatthe tothe project. It acts as

Committee.

separate department of government3.23
and the Director, PPMU is not declared as a Head of Department

of a Head of Department been conferred.
the RDPR department and is thefunctional wing of

secretariat of the Empowered Committee.
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nor have the powers

6 G.O. RDP 884 RWS (2) 91 of 6th March 1993

The PPMU is not a

however, has not been agreed to. Alternatively, 
/

could be delegated to Sub-Commit tees with reporting of use of

these powers to the Empowered Committee.

It is a

the Committee has



beenhaveduties of the PPMUfunctions andThe3.24
7 overall1993 TheMarchofindicated in the SAP

implementation of thesuccessfulresponsibility for the
selection andadherence to agreed procedures.theproject.

hardwarefor theconsultantsofobtaining approvals
selection and appointment of consultants for the

software components and of the NGOs and ensuring coordination
among them would lie with the PPMU.
coordination, management and monitoring of the project is its
prime responsibility.

7
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components,,

Component 4, Annex 2, Pages 73 - 76, SAR March 1993

In general, the planning.



Chapter IV

ADMINISTRATIVE PROCEDURES

evolved for theadministrative proceduresThe

thosequite different fromthe projectmanagement of are
projects. Thesimilarimplementation offollowed in the

majorallrequire that almostof the Bankprocedures
ofdraftBank’s approval. from termsdecisions have the
ofdocumentation. choicetender and contractreference.
theThis islike. procedure toand theconsultants new

small proceduralquite oftenandimp1ement ing departments
defects have caused delay in obtaining approvals. The review

of the Bank’s procedures are beyond the brief of the Panel
expressed except toand. therefore. are

these procedures would certainly bear review.

Bank’s proceduresthefirm adherence to4.2 The as

strictly followed. Incurrently stipulated should be many

procedures which were unacceptable to the Bank.

the various official agenciesThe responsibilities of4.3
as specifiedof the project.involved in the implementation

in the SAR have determined the administrative and accounting
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cases, delays have occurred because of deviations from these

no views say that



1. The procedures governingprocedures that
accountingofproposals.of variousprocessingthe or

byvarious levels do not.and betweenreporting from
expeditiousfordeterrentbethemselves. to aseem

discussedissues,organizationalimplementation. The as
evaluating the forrelevant forearlier. reasons

suggested withmajorslow implementation. changesNo are
regard to procedural arrangements. However, some issues would

as discussed further.need to be attended to.

PPMU isThe Director,4.4
Nevertheless, the Director doesnot

perform many functions similar to what a head of department
including management of routine functions such aswould do.

touring, etc. At present, all matters require approval of the
burden on the system totallySecretary, RDPR.

the importance of issues. isof proportion the Ittoout
suggested that the Director, PPMU be delegated the powers of

though not designatedof department even as
such.

All payments not covered by Letters of Credit (LOC)4.5
that have to be made by the Director, PPMU such as payment of
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PPMU 
the 
the

of
104

the PPMU are 
75 and 104 of the Staff 

1993. Similarly, for the PHED 
responsibilities are at Pages 77

a part of the secretariat and

are in place

1 For example, the responsibilities 
indicated in Pages 73 to 75 and 
Appraisal Report, March 1993. Similarly, 
and the Project Cells, 
and 78 of this document.

This casts a

a head of department.

a major head

are more



system of exclusive bank accounts that could be operated upon
authoritiesimplementingprojectdesignated wasby

instituted. castsIt
PEED and has built in elements of delay. It is suggested that

of the
allocation ofwithin otherDirector^ PPMU casestas

appropriate funds.

been developed forA special accounting system has4.6
this project to enable the expenditure to be distinguished 2.
The main feature of this system is that it authorizes bank
accounts being opened in favour of the Executive Engineers of

them throughreleased tofundsthe Project Cells and that
Letters of Credit would be credited to these bank accounts.

the expenditure initial outgo is notlarge part ofFor a
thoughconventional system.Treasurythethrough

reconciliation of accounts with the LOC in the books of the
Treasury would still be necessary. No particular difficulties

avoidoperating this However, toreported in system.are
of reconciliation of accountslater.audit issues

must be monitored.

93122 PPMNo. RDP
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a bank account be permitted to be opened in the name

bills of NGOs are now paid through the Well Boring Division

2 The procedure is specified in GO 
dated 27th April 1995

the pace

an unnecessary accounting load on the

of the PEED. This procedure was evidently adopted before the



The delegation of enhanced general financial powers to4.7
isofficersdepartmentalotherandDepartmentsofHeads

16thof917 TFPFDorder No.governmentinindicated
thethe project would beMore pertinent to1991.September

delegation of enhanced powers to officers of the Public Works

and Irrigation Departments specified in order No. PWD

indicated in the latter order.

included underworksdrainageandsupplywater are

"irrigation” for purposes of exercise of the powers.

thefurther todelegation ofneed for4.8 The powers
ofin chargeofficersotherEngineer-in-Chief, andPHED

implementation of this project has been under consideration.
is clearly not the want of powersTVs emphasized earlier. it

that had contributed to delays in implementation. A scrutiny

15 thOrder ofspecified in the Governmenttheof powers
December 1994 indicates that it invests sufficient authority

it would seem that further delegationin the PHED. Therefore,
implementation notexpeditingsolely forof arepowers

necessary.

undesirable to delegateit would beIn principle,4.9

extensive delegations reduce theliberally becausepowers
levels of scrutiny of proposals which have largeessential

in the offinancial implications. Also, except case mega
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93 of 15th December 1994. As

1 FCR



undesirable toitspecial character,projects of

delegate special powers unique to one project.

However, delegation of some elements of administrative4.10
functions now performed by the Empowered Committee could be

It isconsidered which would help in quicker decision making.
EmpoweredtheofSub-Committeesrecommended that two

Committee could be formed with the following functions

The advantage of forming these Sub-Committees would be4.11
smaller numberthat they could meet more frequently since a

The decisions of these Sub­involved.of officers would be
Empoweredthereported tobewould have toCommittees
Empoweredresponsibility of theoverallCommittee. The

Committee would not be reduced by this arrangement.
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this 
do

b)To render monitoring of the project more effective, a 
Monitoring Sub-Committee of the Empowered Committee 
could be constituted. This Sub-Committee should have a 
regular schedule of monitoring of project activities, 
quantitative and qualitative, and a system of follow 
up of the results of monitoring.

a) A Management Sub-Committee of the Empowered Committee 
could be constituted to perform, by delegation by the 
Empowered Committee, certain functions of the latter. 
These could include matters which are mostly concerned 
with operational issues and now included in G.O. RDP 
72 PPM 94 of 17 June 1994. These are (i) finalization 
of villages, (ii) finalization and approval of action 
plans of villages/districts, and (iii) purchase of 
vehicles. In general, this Sub-Committee could deal 
with all matters that do not involve substantive 
matters of policy.

would be



CommitteeEmpoweredthefrequent meetings of4.12 More
would also go a long way to inculcate a

Its main role should bethe project agencies at all levels.
effectiveensuringandpolicy issueswithdealing

coordination between departments.
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Chapter V
PER CAPITA COSTS

the water supply componentcapita costs of

provide an insight of the pricing mechanisms that operate in
capita alsoof coststhis project. The assessment per

givennumber of beneficiary villages thatdetermine the a
The assessment and control oflevel of funding can sustain.

be an useful exercise and

assist in the optimum application of the funds available for

this component of the project. Also, an evaluation of the per

the water supply component of the projectcapita costs of
would be necessary for a realistic assessment of the scale of

the project in terms of the number of villages that could be

covered in the period available for completion.

apart from thean urban5.2 For

approximate total cost, the unit cost for comparison would be

capita cost of providing desired quantity ofthe

potable water to the beneficiaries. This unit cost would be

computed when the water supply scheme is surveyed, designed.
On the basisestimated and project report prepared. of the

known present population or the projected population at the
end of design period the per capita cost is calculated and
compared with an estimated unit cost to enable an investment
decision to be taken.
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or rural water supply.

The per

per capita costs would, therefore.

the per



5.3 Normally, the SR of the PHED applicable to the period
when the supply iswater scheme isprepared taken into
account in preparing the estimates for the scheme. The SR for
each year includes the rates for labour, materials. finished
items and lead lift included inand it. this project.For
however, the procedures were modified at the instance of the

the SR was not adopted in toto in
preparation of estimates. Under the revised procedure.
estimates prepared adopting the for few itemsSRwere a
whereas for pipes andcement. steel, valves. marketetc.

of therates of preparation of the estimateyear were
adopted. For purposes of evaluation of the bids received and
for purposes of comparison of the bids. the SR was taken into
consideration for few items while the difference in ratea
for steel and cement. pipes and valves etc. compared to the
market rate prevalent at the time of bid evaluation was built
in. The estimates derived on this basis would obviously be
higher than that the basis of the the sanctionedSRon or
estimate. In addition. derived rates for various other items
such insurance. investment charges etc taken intoas were
consideration. This procedure of adoption of the SR combined
with derived rates was adopted in contrast to what the bidder
adopted which market rates for all materials.was which
constitute about 60% to 70% of the total cost.
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the unit cost forIn accordance with this procedure.5.4
villages works out to about Rs.300 per capita. This

the projectadopted while working outcapita cost wasper
cost in the SAR of March 93. An additional provision of about

35% to 40%
latter also taken into account.With the

computed at about Rs.400 to Rs.420 per capita.

Against this estimated cost, when construction tenders5.5

in evaluatedcalled 1994,after

and approved for 257 villages of Phase I, the total cost came

against the estimated cost of Rs.29 crores.

This is estimated of 786. Sinceat Rs.
these tenders are eligible for price escalation which would
be about 15%, ’the unit cost would rise to Rs.900 per capita

basis population Rs.750 ifthe of the 1991 and theon

population of 2011 is taken into account. This means that the
project cost has gone up by almost two and a half to three

itimes

5.6 The project cost as indicated in the Mission Report of
2September 1996 provides Rs. 129 (Rs.100crores

crores) for the 1200 villages. With provisions for
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was made to cover contingencies and escalations.

to Rs.76 crores

a per capita cost

Phase I

pre-pre-qualification were

the unit cost was

1 The calculation is based on the information in Para 5(i) 
and Attachment 2 of the Mission Report of September 
1996.

2 Attachment 2, Mission Report of September 1996

+ Rs.29



the netcontingencies and escalation also taken into account.
isthis, Rs. 90OfRs.180would be croresamount crores.

leaving a balance ofcommitted for 257 villages of Phase I,
This will notonly Rs.90 crores for the balance 950 villages.

be sufficient even for about 350 to 400 villages if the per
900capita cost of the 257 villages of Phase I of about Rs.

Phase II villagesthe tenders forinto persist evenwere
being floated about twosince the latter tenders yearsare

capita costsof lowertrendif thelater. However, per
Phase II villagesnoticed in the tenders obtained for some

could bethatof villagesnumberthecontinue.towere
2 benefitted for a fixed quantum of investment would increase .

if the number of water supply schemes in Phase IIHowever,
intois takensurface waterdependentwould bethat on

in whichthe per capita costs would increase.consideration.
restricted.beof villages would have tonumberthecase

Therefore, if the original targets of the project are sought
it would imply that additional funds toto be retained. an

extent of Rs. 180 crores would have to be found or the scale
of the project curtailed to about 750 villages.

projectthisapplicable tocapita costsThe5.7 per

indicated above must be compared with the corresponding costs
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3 The trend in the per capita cost obtained in the tenders 
floated for Phase II has been commented upon in 
Chapter II. The average per capita cost in the case of 
some Phase II villages of Mysore district is about 
Rs. 523 while that for Tumkur district is about Rs. 584.



the ESRs prepared by the Design Consultant from the point of

view of costing.

would havehigher unit costthatThe expectation5.11 a
is also,workofqualitybettermuchbyoffsetbeen

slices of Phase Icontractors of the 18to.
have missed all the mile stones so far with no valid reasons.

other than internal deficiencies.

97 has1996forthe PRE SRthatis learnt5.12 It
recently been updated as

or aboutlast year rates.costlier by about 15% to 20% over
40% over the base year 1992-93.

Since the long term implications of the cost factors5.13
schemes,supplysuch waterallfor animportantare

Thisanalytical review of the system of costing is suggested.

review could be done by.

(a)

(b) a
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96-97, 
materials

a result of which they will become

similar comparative study of one or two estimates 
of 2nd phase villages from among those prepared by 
NIDC and by Kirloskar consultants to determine 
costing of all parameters.

comparing the costs of samples of works under ARWS 
and NRWS schemes prepared adopting the SRs of 92- 
93, 93-94, 94-95, 95-96 and 96-97, taking into 
account the SPD rate for materials or quotation 
rates for non covered items with

Nor has the time table been adhered

All the major
unfortunately, not met.



thisforrelative costs purpose,computing the5.14 In
insurancelike taxes.servicesuncoveredofassessed costs

etc., which are being taken into account by major contractors
theunlikeconditions,Bank’stheinstipulatedand as

the piece work system,practice in departmental execution or

could also be taken into account.

The pre-qualification procedure has been given up and5.15
Packages are now beingpost - qualification is now adopted.

formed on the basis of a minimum Rs.50 lakhs estimate and may

consist of a maximum of about four to five villages. In rare

forbeing utilized. the costs asurfaceof sourcescases
It would be idealsingle village may exceed rupees one crore.

possible to include just two orsmall as

three villages but administrative costs would tend to rise if
betweenbalancereasonableadopted.is Apracticethis

smaller packages which wouldofobtaining maximum benefits
render the process more competitive and administrative costs

the adoption ofNevertheless,struck. asbewould have to
small packages as possible is suggested.
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if packages are as



Chapter VI

COMMUNITY PARTICIPATION ACTIVITIES

Community participation activities (CPA) are a central
theofdistinguishing itthis project.part of

other water and sanitation projects undertaken by the state.
total projectof theonly 1.5%forAlthough CPA accounts

all of the institution building and health
togetherCPA)include(whichactivitiescommunication

a keycomponents aretheseconstitute only 4.6%,
essentialTheir effective delivery ispart of the project.

and their implementationfor planning of project activities.

and sustainability.

6.2
in planningcommunitiesof localinvolvement(i)

environmental sanitationand supervision of the water supply.

facilitate(ii)facilities; todevelopmenthabitatand
Supply(Village Waterlevel institutionsformation of local

fulltakewhich willCommittees)Sanitationand
the assetsofresponsibility for operation and maintenance

of thefixing and collection water(including thecreated
to effectively communicate the message of and(iii)tariff);

arrangements for community cost sharing equaling 30% of the
capital cost of the sullage drainage facilities; and (iv) to
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’’software”

cost, and, indeed.

to ensure

The objectives of CPA in this project are four-fold:

from most



create a sense of ownership among the communities who will* be

the users of the assets created by the project.

project stages:in threeplacetakeis to6.3 CPA
/operationimplementation, andplanning.participatory

the key agents motivating the communities in the villages in
participate. Theydistricts toproject aretwelvethe

expected to be supported by a CP management consultant whose
andin overall managementassist the PPMUistask to

Sanitation andreporting of CP activities as well of Health,
in coordination with theHygiene Education (HSHE) activities.

HSHE consultant.

The incorporation of CPA into government programmes is6.4
ministry.in theand RDPRthein staterelatively new

Therefore it is worth pointing out some of its implications,
when doneOn the positive side.both positive and negative.
mobilizecommunity participationgenuineeffectively. can

communities to be fully involved in planning, monitoring and
makes governmentinThis turnimplementing programme.a

contractors and others more aware and accountable forstaff,
andefficiencytheraisingtherebyperformance.their

effectiveness of the services delivered. Both the quality and
Thisthe cost of the work done

does not mean that the interactions between the community and
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can be positively affected.

maintenance. Non governmental organizations are envisaged as



beTheresmooth.bealwayswillpersonnelproject may

ofby thecausedfrictionsandtensions processvery

by the community attempting toi.e. zparticipation itself,
andtheresponsible for costservice providersthehold

quality of the services. But this is an unavoidable part of a
in the end contribute considerably to the

programme’s effectiveness.

However, there are also some inherent difficulties in6.5
of governmentsetupinto the currentincorporating CPA

allCPA requireseffectiveis thatfirstTheprogrammes.
parties to acknowledge the rights of communities to have a

beThisdecisions.projectinvoicesignificant can

personnel whofordifficult governmentparticularly are

doand nota hierarchicalaccustomed to
requires an initialtake kindly to questions from below. It

alltraining and orientation ofofand continuing process
aim of building theof project personnel with thelevels

correct attitude and mindset about the meaning and importance

of CP.

betheretraining,suchofabsencethe6.6 In can

theaboutconfusion.misunderstanding.considerable even
itself.participation Commonobjectives ofandmeaning

misunderstandings include the following:
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or
of

that 
government

partially 
in lieu

participation means 
wholly execute 
government itself;

people will 
programmes

process that can

chain of command.



or

Each of the above can certainly be part of a genuine6.7
isingredientprovided the keyapproachparticipatory

the involvement of the community inemphasized. That key is
and their empowermentcentralproject decisions in way.a

information and authority so that they canthrough awareness.
participate effectively in making those decisions.

Another source of difficulty in incorporating CPA is6.8
the paucity of simple measures for judging its effectiveness.
While quantitative proxies may be unavoidable.
remembered that CP is a qualitative process and proxies must

chosen carefully and used with caution. For example thebe
financialthe community’sofextent a

proxy for thepoor
the project.

Another issue is that the incorporation of CPA into a6.9
project such as this one relies on external ’’change agents”.

with previousorganizationsusually non-gove rnmenta1
the assumption thatexperience in doing such work. However,

NGOs will be easily available to do the work is often belied
in practice. NGOs are rather thin on the ground in some parts
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tl-h as

participation means that people will partially 
wholly pay for the programme;

contribution may be

it should be

level of the community’s enthusiasm for

- participation means that the community is ’’motivated” 
to accept the parameters of a project over whose 
design and / or implementation they have little say.



quiteand their strengths and experience areof

experience toandknowledge,appropriatethe awareness

conduct CPA.

A final bottleneck is the status and roles of women in6.10
type requiresthisA project ofcommunities.the project

to bestrong and effective participation by
theirlikely to havesustainable. Women

They are thework and daily lives impacted by the project.
environmentaltheprioritiselikely towho areones

sanitation component of the project provided it is explained
whothetherefore beThey shouldthem.adequately to ones

villageintheir statusbutstrongly.participate most
andconsciousUnlessthis.allowsrarelycommunities a

draw them in and give themsystematic effort is made to a

space, the project will suffer from the absence of the voice
likely to be its strongest supporters and

beneficiaries.

None of the issues raised here are insurmountable. But6.11
effortsknowledgeable tosystematic andrequireallthey

guidance and motivation from

sustainedand inproject.days ofearlythe wayaany

throughout the project’s life.
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overcome them through training.

assume that all NGOs themselves have

of those who are

women if it is

the state.

uneven. Thus one cannot

are the ones most



An additional problem for all "software" activities in6.12
project of this type is the tendency for the "hardware" toa

but in thedominate in terms not only of the funds allocated.
and in the minds ofand time-phasing.priorities in timing.

This is an additional bottleneck that hasproject personnel.
to be dealt with in the early stages.

The above problems have been raised here because all6.13
have affected the CPto a greater or lesser extent.of them.
notin this project.activities appear

been any systematic attempt to guide or motivate the project
personnel at either the administrative or engineering levels

In our review weabout the real meaning or importance of CPA.
found time and time again that CP was viewed as equivalent to

thecollecthelping tothemselves
ofcapital costfor theexpectedcontributionfinancial

sullage drainage.

In addition, the time phasing of the CPA and HSHE has6.14
and far removed fromin practice been far from appropriate.

inresult.have been envisaged originally. As a

Phase I of the project the appointment of NGOs

(ESRs)that Engineering Study Reports
therebydone.AppraisalsRuralParticipatorythe were

key part of CPA rather meaningless.rendering this
andmobilizationeffectiveforthat.to usappears
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was so delayed

were completed before

There does to have

the NGOs ’

It also

what may

motivating or



the community, the HSHE component ought to
have been started early in the project. simultaneously with
the preparation of CDRs. This would have made it possible for
the villagers to truly view this integrated proj ect.
Incidentally it would have been possible in that case also to

the informHSHE to and mobilize to participateuse women
better. Instead,

and result. villagers convincednot about theas a are

integration between the water supply provision component on
the side and environmental /sanitation habitatone
development the other. Furthermore, the opportunity toon

bring women into the project at an early stage has been lost.

and their participation in most districts appears to be quite
poor.

6.15 How can these problems be handled at this stage of the
project? It is essential to speed up implementation of the

component, and to integrate withHSHE TheCPA.
project is already suffering from the presence of multiple
sets of personnel and consultants, and it is likely to create -

the ground if there further
proliferation of personnel with separate responsibility for
HSHE independent of CPA. noted that. in future
projects at least.

at least at the same time.
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"software"

"software" must begin before "hardware" or

considerable confusion on

as an

It may be

involvement of

is a

the HSHE component has not yet commenced.



need for reorienting key projectstillisThere6.16 a
personnel and officers at the administrative and engineering

levels about the real meaning and expectations about CPA so

contribution-becometothe NGOsthethat onpressure
collectors is removed, and they can concentrate on mobilizing

communities suchvillageof thesections women.key as

if the role and staffing of the project cells atHopefully,
suggestedmodifiedisdistrictsin thelevelthe ZP as

the balance between theelsewhere in this report.
priorities andofincomponents termsand

coordination will be improved.
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"hardware"

"software"



Chapter VII

THE ROLE OF THE NON GOVERNMENTAL ORGANIZATIONS

betotherealready,have appearsAs seenwe
theinof the NGOsroletheaboutconfusionconsiderable

minds of engineering and administrative personnel. Ironically
them to ensure that the villages make theirthe pressure on

financial contributions seems to have confused even the NGOs
oflevelresult therole. Astheirthemselves about aown
andcreativity in bringing aboutand awarenessinnovation

lot to beinvolvement on the part of the villagers leaves a
while the CPAthat.herenotedbeisdesired. toIt

objectives are specific about the type of institution to be
created (the VWSC) , and the need to motivate the communities

also statefor NGOsreferenceofthe termscontribute.to
and thatthat the specified list of tasks is only indicative.

to develop and incorporate innovativeare welcomethe NGOs
approaches.

Somewhat surprisingly, even well-established NGOs with7.2
fieldin thelong experience in participatory development

rather mechanically.approached their taskhavetoappear
Only in a few cases do they appear to have drawn on their own
prior field experience to develop appropriate methodologies.
It is possible that, because NGOs were not very involved in
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thatfeeltended tothey havethe project.design ofthe
rather thanfrom above,follow instructions

Other possible
drawing

workingNGOs aretheallthatfacttheincludereasons
muchtypicallywhich arefield-basesnormaloutside their

with moreworkusuallytheywhereandinsmaller area.
and wellspecific objectivestime-frames,relaxed and open

and openanSmaller physical area
and moretime-frame are

NGOtheforlearningandfeedbacksinteraction,intense
andthis project has not had,luxuriesitself. Both these are
timeworsened by the poorbeenhastimeproblem ofthe

of theinto the implementation
much moreproject. Despite this. we

to motivate and involvebe donecould have been and still can
in a project of this type.a major gapfor example.women

be the inadequacy ofAnother serious7.3
the NGOwherecases.

operating with field staff based at taluk level. with each
staff member handling anywhere from 8 villages

taluks. For effective CPA and to
this is woefully inadequate staffing unless it is
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defined target groups.
conducive to greater experimentation

staffing at the
itself is not experienced, the number, quality and experience

their role is to
creatively from their own experience.

of the staff appear dubious. In other cases it is the number 
of staff that is the problem. Most of the NGOs appear to be

to two or more

phasing and late entry of NGOs
feel that in most cases

gap appears to
In some

ensure women’s involvement.

field level.



supplemented by a corps of village-based volunteers trained/
the formationFor example,supported and guided by the NGO.

SupplyVillage Waterthesupporttosanghaswomen’sof
consistent village based presenceCommittee would require a

In thisleast in the initial phases and possibly longer.at
maximum of(the NGOscontext the payment being made to a

Rs.750)ofminimumandmonthvillageRs.1040 aperper
insufficient and needs reconsideration.appears

The major task currently being performed by the NGOs7.4
This isexercise.is the Participatory Rural Appraisal (PRA)

villagerswhich theSabha at arebypreceded Gramaa
fieldthe project. Ourinformationbasicintroduced to on

visits and interviews with the NGOs revealed that an average
Sabha ofcouple of hundred villagers attend the Gramaof a

Each village onwhich only about 10% may be averagewomen.
If one excludes about half ofhas a population of about 2000.

this population as consisting of those under 15 years of age.
then the proportion of population attending the Grama Sabha

PRA exercise.fewer attend the20% at best. Evenaboutis
This would not be a problem in itself if the Grama Sabha and

face-to-faceintensivebysupplementedPRA morewere
this has notButworkers.basedby villageinteraction

thebasic knowledge aboutresulthappened and evenaas
project, especially on the part of village women is weak, let
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andparticipationownership,genuineofsenseanyaione
involvement.

fromsufferedalsoactivity hasThe CPA poor7.5
coordination with the activities of the Design consultant and

anticipatedprojectThecell.projectDistrictthe ZP
considerable and close interaction between these three as the

key to the effective meshing of
Design consultants and ZP cellfact this has not happened.

as envisaged.staff have often not participated in the PRAs
This has been uneven across the districts with the situation
being better in some than in others. Nonetheless, NGOs appear

to feel that the support they have received on this front has

been weak.
questions posed by the villagers has been hampered. In fact

NGO has attempted to compensate for this by appointingone
its own engineering staff.

andcoordination between^ NGOsAs mentioned earlier.7.6
the Design Consultant was particularly weak in Phase I with

WhileESRs being prepared before the PRA had been conducted.
this situation appears to have improved somewhat in Phase II,

the Design Consultant,Of late.it is far from satisfactory.
♦ and missed milestones for ESRs,

without paying enoughpreparing ESRsagain to beappears
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"hardware" and "software". In ’

under the pressure of time

and hence their ability to answer the technical



riskunwilling to

in

7.9
pay for the capital cost of public assets will increase their

Public goods still remain public goods

and simply having to pay for a part of the capital cost does
One mightone’sittreatwill own.that asone

equally view the charge as
before without feeling any sense of genuine ownership. Itas

* would have been better to put much more emphasis on early and

strong HSHE and strong CP activity to motivate people towards
drainsof responsibility for public goods such assensea1

etc. There also appears to be an inherent inequity in asking*
facilities thatofconstructionthefortovillagers pay

for. Assuming* their urban counterparts do
* that the main objective
I this mechanism has worked singularly poorly.

inThe mechanisms for redefining the role of the NGOs7.10
the districts are discussed later in this report.
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because 
taken up and the poor

particularly in villages that 
headquarters and where 
politically aware, 
the <

was to foster a sense of ownership.

nearer to district 
therefore more 

so accustomed to 
government paying for everything that they do not 

feel they have an obligation to pay; this has in some 
cases been worsened by political interference.

It is also not clear conceptually why making people

an unavoidable "tax" and continue

sense of ownership.

of the extensive delays in the project work being 
' ~ ■ quality of the work itself, the

villagers have become suspicious and disillusioned about 
the entire project itself, and are unwilling to ----
their money;

not mean

are 
people are 

people have become

not have to pay



function thealso supposed to atconsultant isThe8.3
facilitating andin the district,level of the project cell

andthe design consultantsactivities ofcoordinating the
thisdonethey havewhereis difficult toItNGOs. see

ofthis levelmentioned.alreadysuccessfully since, as
doubtfulisweak.been particularly Itcoordination has

whether the CPM consultant has the standing or clout within

the project to ensure that recalcitrant engineering staff and

design consultants will cooperate with the NGOs.

A third level at which the CPM consultant is supposed8.4
theWhile atto provide support to NGOs.function isto

of organizing meetings and passing bills.mechanical level
thecomplaint.forbe muchtodoes notthere roomseem

activehave played thenot really toconsultant does seem
cross-fertilization ofrole envisaged in promoting learning.

and between them and PPMU.ideas and experiences among NGOs
An example is the proformas for evaluation of CP activities.

themainly quantitative and provide few clues toThese are

qualitative impact.

In the field it appeared that the consultant’s staff8.5
and canexperienced than those of the NGOs,lessare often
For thehardly provide the needed support to the weaker NGOs.

their presence has largely been irrelevant. Itstronger NGOs,
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consultancythisthesefor allis clear that, reasons.

requires ma~or rethinking.

The importance of community participation activities8.6
component of this project and the roles of NGOsa majoras

and the CPM Consultant have been reviewed in this chapter and

the two preceding ones. The review would suggest that certain

structural changes would be desirable.

It would be advantageous if all software components.8.7
the responsibility ofdistrictinincluding HSHE, anarea

activities inprojectwords allothersingle InNGO. a

should be managedexcluding engineering elements.district.
The NGO would have to includeby a single NGO in a district.

thewithinteractionfor betterengineerits staffin an
and consultants.community and liaison with the contractors

The district NGO would have to be appointed by the CEO of the
PPMU would doubtlessclearly defined.that linksZP areso

andcontroldirectbuttheselection of NGOassist in
supervision must lie in the district.

andThe CP Management Consultant on the present terms8.8
andis unclearroleThe currentconditions unnecessary.os

thiscommenced.has notcomponentthe HSHEsince even

consultant has played only a minimal
providetobeit wouldthe However, aNGOs. necessary
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’’liaison” role vis-a-vis



supervisory level to provide the necessary guidance for the
Such asuggested earlier and to monitor them.district NGOs

supervisory level would be required to provide the Director,
in theadministrative supportwith thePPMU necessary

management of the district NGOs. This level could be provided
in two ways as follows:

i) a

ii)
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professional could be inducted into the PPMU with 
the necessary experience and on a tenure basis for 
this purpose. This is elaborated later.

compensation
be found,

NGOs. The 
of such a 
including

functions and 
consultant must be 

direct responsibility

if a post of the type cannot be created in the PPMU 
with the required compensation or if such a 
professional cannot be found, a consultancy 
organization could be inducted between the PPMU and 
the district 
responsibilities 
clearly defined, 
for performance of the district NGOs.



Chapter IX

DESIGN CONSULTANT

consultants were proposed to beAs mentioned earlier.
that governmentgroundproject theinto theinducted on

departments did not have the necessary staff for carrying out
regard to thein the project. Withthe activities

are employedtwo consultantswater supply component. one
fcr design and the other for construction supervision.

The design consultant for the 950 villages of Phase II9.2
selected on the basis of competitive bidding. The projectwas
formed into three packages for this purpose, each packagewas

covering four districts. After due procedures were followed.
DevelopmentIndustrialNationalthefirms. namelytwo

New DelhiCorporation (NIDC)
Consultants,
consultants.

The responsibilities of the design consultant include9.3
carrying out initial surveys, identification of source points

qualityborewells. waterthedrillenable PHED toto

analysis, and preparation of designs. The latter, was to be in

thepreparation ofthefirst stageThestages.two was
with theinteractionfor(CDR)design reportsconceptual
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Pune for two packages were appointed as design
for one package and Kirloskar

some of



community. The second stage was the preparation of the final
design report incorporating the views and requirements of the

drilling ispossible and aftercommunity the extentto
called the Engineering Study Reportscompleted by the PHED,

had assist indesign alsoThe consultant to(ESR).
and bill of quantitiespreparation of the tender documents

and assist the PHED in evaluation of construction tenders. It
that the design

consultant’s services would cease.

The time limit for the design consultants’ work was 249.4
expected be1994. The tofrom March ESRsmonths were

completed by March 1996. The agreements also stipulated that
andESRsof

preparation of tender documents had to be completed by the
end of thefirst year

second year.

for various reasons, the performance of the9.5 However,
design consultants has not kept to the prescribed time table.

sharedthe delays would haveThe responsibility for
Theand the consultants.official agenciesbothamong

allege that the PHED did not mobilize adequateconsultants’
equipment for drilling operations which resulted in delays in

invariably been delay in locating water sources
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the preparation of ESRs, while the department’s view is that

was only after the last activity was over

there has

and the balance by the

to be

end of the

the work of submission of CDRs,40 per cent



because the consultants did not employ trained geologists and
Ingenerally that their staff onewas

the consultant had sublet the work to a third party whocase,
mobilizeconsultant toforcing theit halfway.abandoned

thesubmitted byESRsecond not waseven oneyear
indicated thewould haveRegular monitoringconsultants.

permitting correctionsdelays withlikelihood of reasons.
well in time.

It is noticed that the consultants did not employ and9.6
Also, thestaff.ground sufficient number ofplace

generally fresh oremployed werestaff
ofconditionsBothsupply activities.experience in water

qualificationstheirandpersonnelofsufficiency were
littleHere again.stipulated in the agreements.

qualitative monitoring.

the involvement of the consgltants in9.7 In* many cases.
the communityThe views ofthe

in thereflectedadequatelynot. consequence.as awere
the projectbasic premise offrustratingthusdesigns. a

relating to the importance of public involvement in decision
therethatis particularly distressing to notemaking. It

of the ESRs being prepared without a CDR andhave some cases
the basic premisereflecting a neglect ofPRA exercise.a
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there was

persons with little

PRA exercises was minimal.

manpower for its completion. In the result, by the end of the

on the

thin on the ground.



again. Even if it is explained that this was done to expedite
the work and that these were drafts, the impression that the

need forappreciate theunderstanddid notconsultants or
This would indicatecommunity involvement would be sustained.

would alsoconsultantsthestaff oftechnicalthethat
benefit by orientation courses which the Training Consultant
could organize.

The delay in the preparation of the ESRs has resulted9.8
in a cumulative delay in the completion of other processes.
The monitoring system and more important the follow up on the

has not functioned effectively atconclusions of monitoring,
the level of the PPMU or PHED.

conditionstherelating toaspectisThere9.9 one
review. Theneedsthatdesign consultanttheattached to

currently stipulated.responsibility of this consultant, as
ends with the preparation of tender documents and evaluation

when the work is finallyDue to delays.received.of bids
awarded and the consultant for construction supervision comes

changes in the design are sometimes found to beon the scene.
The SAR states that the scope of the work of thenecessary.

designs andallchecking ofincludes ftconsultantlatter
for completeness and comparison with local

conditions.
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tender documents
carrying out additional surveys and revisions in



drawings if required” 1 This results in the consultant for
construction supervision quite often having to redesign
elements of the scheme. including costs. leading to further
delays. It is recommended that the design consultant should
continue till of the construction work so
that he performs all functions relating to design, including
the changes found the work is
sought to be executed. The compensation for such an
additional responsibility would be small if there is little
delay between evaluation of the tenders. awarding of the work
and its The assignment of this responsibilitycommencement.
to the design consultant would imply that the SAR would have
to be amended to the extent necessary.

9.10 For the follow project. the conditions foron
selection of the design consultant should be more stringent.
The best consultants with the necessary capability should be
selected. cost being one of the factors but not necessarily
the deciding one. The scope of the consultant’s work should
be clearly defined thatto of communityensure processes
involvement would not be curtailed and that continuation of
association would be till the construction work commences.

i
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necessary when

That the consultant for supervision of construction has 
this responsibility is indicated in the "Outline Terms of 
Reference" for this consultant - Page 90, Annex 2, Staff 
Appraisal Report, March 1993.

that may be

the commencement



Chapter X

CONSTRUCTION SUPERVISION CONSULTANCY

the presumption of fasta
and time bound execution of works through resourceful.
experienced and competent major contractors that theso
accrual of benefits could take place with minimum gestation
period and with quality assurance.

10.2 Such time constructionbound also calls for

intensive supervision activityof construction over an

extensive This, in extensivewould implyturn.area.
fieldorganization the supervisory levels withandat

placement of staff these levels.competent at It was
presumed that the present departmental hierarchical set up

of the official agencies combined with their multifarious
responsibilities would not be able to carry out this task.

particular, with the staff available with ZillaIn the
Panchayat Engineering Divisions it thought that thewas
intensity of supervision of construction activity could not

be achieved. also felt that obtaining sanction ofIt was

additional staff and their placement in time would have
been extremely difficult and time consuming and that even
if such sanctions obtained well in time, the postingwere
of willing competent and experienced staff would not have
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This project was conceived on



been possible. resultThe would have been large scalea
turnover of personnel.

Therefore, it was felt that adequate supervision of10.3

majorconstruction of the would bework contractors

the appointmentpossible only through of constructiona

supervision consultant for the first phase of 257 villages

responsibilities of the consultantdistricts. Thein 10
clearly specified in thefor construction supervision are

SAR and agreement with the consultanta
Following adherence to the stipulated procedures of10.4

bid evaluationshortlisting, floating of tender documents.
andBankthe Worldapproval ofobtaining theand

appointed theDelhiM/s NewNIDC,Government, aswere
view of theirinconsultantsupervisionconstruction

association with the activity relating to the preparation

of the engineering designs of the first phase villages as

the prime consultants and other qualifications.

The experience based on inspections by the Panel and10.5
by the competent authorities has been that the quality of

similar worksinequal thattoconstruction is bestat
no perceptible improvementisThereexecuted by the PHED.

MarchAnnex 2 of the Staff Appraisal Report,
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1 Page 52,
1993.



expected to be a system of better supervision. In fact. in
the quality of construction is disappointing.

the appointment of

consultant for supervision of quality of construction has
not resulted in the attainment of standards of construction
very much different from those routinely achieved in the

of departmental work. There have been many occasionscase
of complaints by the and by inspectingVWSC the
authorities2.

10.6 The poor quality of construction.

inadequate supervision. could generally be attributed to
the weaknesses the consultant. The
site engineers of the consultant are said to lack expertise
of quality control untrained and spread thinlytests. are

controlling authority wasThe view of the
consultant requires substantial improvement inthat "the

2
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LQ 

in quality of construction as

a few cases,

a direct result of what was

a consequence of

Such complaints were voiced by the VWSC and other members of 
the village community to the Panel during field visits. 
Also, the inspections by the Engineer-in-Chief, PHED have 
indicated lack of supervision resulting in poor quality of 
construction. For such examples, reference may be made to 
various inspection notes of the E-in-C such as those of 
June and October 1996 for Bangalore (Rural) district, 
November 1996 for Raichur and Gulbarga districts, December 
1996 for Shimoga district, January 1997 for Belgaum 
district.

an exclusive

on the ground.

It would seem clear - that

in the performance of



several aspects like staff pattern, positioning experienced
3field staff.

some reasonableto10.7
extent if these to

the appropriateinintensive orientation andan
fields.

thisofoutalso unfortunate10.8 It evenwas

of 12designs in 4 outengineeringforconsultancy
districts.

co-ordinationlack ofalso10.9 There was
the districtas

theand NGOsconstruction contractor.theProject Cells,
involved with regard to responding to lack of supervision

oflacktherenoticed. Also,remedying defects wasor
with the VWSC. Astheminteraction byconstant a

thatcreatedimpression has beengeneralconsequence. a

3

74

The problem could have mitigated 
inexperienced staff had been subjected

sufficient
between the various agencies involved such

training
This does not appear to have been undertaken by the 

consultants.

PHED on 
September 

of

competence to sort out field problems ...”

that
inadequate field supervision staff quite a few of them were
withdrawn by the consultants for use in their other

Comments by the Engineer-in-Chief, PHED on observations 
made in the Mission Report of September 1996 on 
construction supervision, in his letter of 6th January 
1997 No. EIC/PHE/SLWBC/AEF/96-97 to the Director, PPMU.



insufficient andsupervision construction has beenof
ineffective.

The monitoring of construction supervision has also10.10
rigorous review ofmonitoring andbeen weak. Constant

particularlyperformance of the consultant. on
qualitatively in place.has not beenaspects.

specific parameters stipulated inUnfortunately, wereno
the contract document nor were they developed for review of
performance during implementation4.

The present system does not seem to lend itself to10.11
effectivesupervision by the consultant toeffective or

The need for such a consultancycontrol of the consultant.
is recognized for the same reasons that prevailed earlier.

supervision ofconsultancy forlevel oftheHowever,
construction would need reconsideration. is recommendedIt

appointed for each district.be
This would permit better monitoring of the performance of

including whether his sta-ff are in place tothe consultant.
the extent stipulated and with the necessary qualifications

accountability the of thetraining. The partand on
consultant would be more easily enforced. The CEO of the ZP
and Project Cell would be able to supervise the performance

4
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Incidentally, the consultancy cost works out to Rs.6000 
per village per month for 30 months.

such consultantthat one



timely and effectiveinconsultantof the manner.a more

Such consultants could be highly qualified institutions or

provided they have theindividualsexpert necessaryeven

organization for this task.

The terms of reference of this consultant would have10.12
to exclude responsibilities for modification of designs or

workconstructiontime thetheestimates atrevision of
commences. This should be the responsibility of the design

consultant as mentioned earlier.

Firm conditionalities should be specified relating10.13
inspectiontraining.qualifications.numbers.staffto

parameters and monitoring parameters.
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Chapter XI

GROUNDWATER RECHARGE MEASURES

Ground water recharge is of the importantone

components of the project with the objective of recharging of

groundwater resources for ensuring the sustainability of the
The rationale for undertaking this

activity has been explained in the project document. In the
Staff Appraisal Report of March 1993 it is stated that the

objectives of envisaged in thisthe element formeasures
groundwater recharge and watershed development toare
conserve the rain water in-situ in areas of high dependence

rain enhance infiltrationfall. and recharge oftoon

groundwater the time. reduce soil erosion.and. at same

Micro­ proposed be in eachsheds to treatedwater were

village or group of villages in size from about 100 to 400

and selectionhectares. planning of forAlso treatment
groundwater recharge in the project villages was expected to

700 project villages were proposedbe highly site specific.

this component of this project.covered under Three

envisaged namely. baselinephases mastera survey.were a

plan and finally an action plan.

of Karnataka11.2
had experience of thoroughly tried and tested methodologies
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to be

The SAR recognizes that the Government

drinking water sources.



for watershed development. Based on this experience. it was
proposed to undertake this activity. As mentioned earlier.
this is an important element of this project. thisHowever,
activity was proposed to be restricted to thatareas.
is. this activity to the extent that it funded by thiswas

project was to be restricted to non-arable land in the upper
catchment and drainage "Non-core"areas courses. measures
which would primarily benefit arable land land underor

cultivation was not proposed to be undertaken in this project
since such land would usually be privately owned. The

watershed activity on the latter type of land was expected to

funded by the beneficiaries.be the input of the project
being only motivation through the formation of

micro-11.3 only 9 watersheds have beenAt present
completed and 17 are expected to be completed by March 1997.

The Mission Report of September 1996 states that the progress
and hasof activity under this component has been very slow.

identified the contributory factors for such slow progress.

apparently is the apprehension theof the ofOne reasons
benefits ofdirect of the methodregarding theGovernment

micro- Consequently the iswatershed Governmenttreatment.

considering alternative and more effective methodologies of
committee for study ofexpertground recharge. Anwater

possible alternative methodologies has been set itsandup
duringis still due. Also, discussion with thereport
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"core"

"sanghas".



it noticedWatershed DevelopmentDirector, Programme, was
that there is some conceptual problem regarding the scope of

recommended in the Mission Report of’’selective treatment’’
The Mission Report recommended that there isSeptember 1996.

the vicinity ofscope of adopting selective treatment near
being that theintentiontubewells. thedrinking water

investment should directly benefit the tubewells established

has beenofThe treatmentthisunder areaanprogramme.
suggested to be limited to the vicinity of these tube-wells.

been suggestedwhich hastreatment""selectiveThe11.4
would seem difficult to operate in the field because of two

watershedsuchis thatfirstTheconditions.restrictive
non-arabletreatment measures should be restricted to public,

lands. The second is that it should almost exclusively relate
the particular tubewells established under this project.to

likely to be onlyThese conditions, if strictly applied. are
watershedmicro­effective.beutility. Tomarginalof

widerundertakenbe areashave towould overtreatment
without distinctions of usage of land for optimum returns on

essential minimum area wouldActivities overinvestment. an
also seem necessary if the objective of soil conservation has
to be met.

important issue is that relating to arable land not11.5 An
isItcomponent.thisfunding withinforincludedbeing
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the micro watershedlocated inunderstood that the farmers
"arable"the categoryland falling underwho areownarea

extremely reluctant to undertake watershed treatment measures
latter being of the order of Rs.3500 pertheat their cost,

acre.

highlysuchwhetherdoubtfulextremelyis11.6 It
of much benefit.ground would betherestrictive works on

Ifunreasonable.field wouldin theSuch distinctions seem
activitythe projectandexcludedbehasland toarable

the optimum resultslimited to only a part of watershed area,
investmentThelikely to be achieved. asnotenvisaged are

with this restricted approach.contemplated in the project.
would seem unproductive.

reasonable to integrate a micro-11.7
watershed scheme into the much larger watershed programmes of

result.theinthat.ProgrammeDevelopment soWaterthe
alsotubewells /areprojectrelating tospecific areas

of such differing views on basicbenefitted. As a consequence
ProgrammeDevelopmentWatershedTheaspects.technical

have serious difficulty in accepting the efficacyappears to
of the suggested selective approach.

it is noticed that SanghasOn an operational aspect.11.8
it would be doubtfulHere again.have not been established.
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It would seem more



the involvement of Sanghas in this projectwhether thisat

very productive because the restrictedwould be ofstage
activity doesThisapproach of watershed development. not

evidently benefit all people in
entireperceived by thethe benefitsvillages. Unless are

scarcelybeneficiaries. it isthecommunity leastator
likely that the farmers would contribute to the programme or

agree to join the Sangha for a restricted purpose.

also been minimal.hasinvolvement of the NGOs11.9 The
there would seem littleSince the activity itself is low key.

point in involving the NGOs at this stage.

the basic approach tothatwould11.10 It seem necessary
project bethisrelation todevelopment in re­watershed

till thesuggest thatIt would be reasonable toexamined.
this element ofsorted out.basic issues of methodology are

the project should be kept on hold.

The component is an important one and integral to this11.11
project in terms of sustainability of drinking water sources.

mentioned above.variousthefor reasonsHowever,
thatsuggestedisitoperational. aandmethodological

woulddeve1opmentwatershedfor seemprojectseparate
currentthecomponent ofinstead of its beingdesirable a

project with only partial objectives.
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Chapter XII

Leak detection and repairs:

In any water supply system, whether urban or rural.

loss of is inevitable.water The system management would
have to ensure that such losses are minimized. In order to
minimize such losses in the supplywater beingsystems
established in this project. includedcomponenta was
relating to leak detection and repairs of leaks.
envisaged that leak detection survey would be undertakena
followed by repair of leaks in the existing distribution
systems included in this project. The expectation was that
in 800 villages whereabout there piped water supplywere

systems already existing which have been included within the

1200 project villages , water losses of more than 20% could
be prevalent. It was also estimated that about 350 of such
systems would require repair of leaks. In order to reduce

losses the minimum.water itto proposed thatwas an '
independent consultant would be employed for andsurvey
supervision of such leaks repairand works and timea
schedule of two years was stipulated.
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LEAK DETECTION, WATER QUALITY MONITORING AND 
EQUIPMENT

It was



responsibility forinstitutional12.2 The
and surveys was that of the ZP Engineering Divisions in each

this responsibility isin other elementsdistrict. but, as
The employmentnow that of the Project Cell in the district.

of a consultant for survey and supervision was on the ground
thestaff,have thedidagencies notofficialthethat

thisexpertise forthenecessary equipment purpose.or
However, the PHED and the Project Cells in the district were

in thisexpected to monitor the works of the consultants and.
process, also gain experience and expertise

by the end of 1996 activity relating to12.3
The consultants have notthis component had not commenced.

thefor all practical purposes.been appointed and therefore.
could not beconsultantswork has not commenced. Because

appointed in time, it was proposed to have a pilot study in a
limited activity did notselected villages.few

The pilot study could not be undertaken becausetake place.
have/staffdo notdistrictsthe orinProject Cellsthe

experience for carrying out this activity nor any
Theinitiating this work.for
whoZilla Panchayats,theregular Engineering Divisions of

have field staff, have not been involved in such activity as
noticed earlier.
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However, even

is there

1 Page 56 Staff Appraisal Report March, 1993

Even this

leak detection

infrastructure in the cell



12.4 is strongly urged thatIt the consultancy for this
be finalizedpurpose possibleas soon that thisas so

component of the project can be taken up. Also, it would be
pilot study in one of the project

few selected project villages

Water Quality Monitoring and Surveillance:
12.5 Experience has shown that ground iswater not
necessarily always safe for human consumption. The quality
of has.water therefore. beto tested for physical
characteristics. chemical composition and bacteriological
content. Of the 62 parameters specified for testing quality
of it iswater understood that leastat 9 parameters are
critical. Because of the importance of testing the quality
of made availablewater in this project. componenta was
included to the drinking water supplied to the
rural population through the water supply schemes of this
project is safe. Accordingly, water quality monitoring and a

surveillance system were included as the main element of this
component.

12.6 Water quality control would relate to routine testing
of water supply, monitoring the activity of those agencies
involved in such testing and providing technical support. The
PHED was made responsible for performing this role and also
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expertise is developed for carrying out such surveys.

districts or in a so that the

very useful to take up a

ensure that



for providing training and technical assistance to the Zilla
relates qualityelementThe second toPanchayats.

earlywould thatsurveillanceSuchsurveillance. ensure
adverseregarding likelyavailablesignalswarning are

health conditions and would assist in preventing epidemics.
The responsibility for such surveillance was assigned to the
Health Department.

Both these elements included setting up or upgrading12.7

equipment.otherprovidingfacilities andlaboratory
thisimplementation oftheintheHowever, progress

Testingslow.extremelyhas beenparticular component
the establishment and construction offacilities, including

laboratory building have not yet been established.

It is12.8
urged that action should be taken for its implementation. In

Healththeactivity bysurveillancetheparticular,
Department could be instituted on a pilot basis.

Equipment:
In order to ensure that the PHED was able to carry out12.9

its responsibilities with regard to the water supply systems
thestrengthenproposed toitproject,thisunder was

this Department through the provision ofofinfrastructure
6The latter includecertain specific items of equipment.
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This component is an extremely important one.



drilling rigs, hydrofracturing rig, 10 yieldone testing
units for borewells, 3 well loggers . It was also proposed to
strengthen and upgrade the two existing workshops of the
PHED.

12.10 The strengthening of the infrastructure of the PHED is
critical element of the project activity because thisa

department has taken over the responsibility of flushing out

the borewells drilled for the first phase villages. testing
their yield. identifying for the villagesnew sources
included in Phase II and drilling borewells of the order of
3000 for the latter Phase. theIn absence of better
infrastructure. the has been carryingPHED theseout
responsibilities with their existing equipment throughor
private contractors. This has caused delays which have. in

delayed submission of the CDRs and ESRs by the Designturn.

Consultants.

e 12.11 The equipment has not yet been procured though it had
in positionbeto within oftwo the start of theyears

project. nor has any attempt been made for strengthening and
upgradation of the two existing workshops. In fact. it has
been the well loggers beto

2procured and that the delays were mainly due to procedural

2
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As communicated by the Engineer-in-chief, PHED in his 
letter EIC:PHE:SLWBC:TA-D:AE-P:96-97 of 20/1/97

are not proposedstated that



difficulties including differing views
specifications for rigs.

In view of the need to adhere to the stipulated date12.12
it would seemJune 1999,

difficult for the PHED to undertake these responsibilities in
of its infrastructure.the absence of strengthening

i

(
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of completion of the project, viz.,

with regard to the



Chapter XIII

HABITAT DEVELOPMENT AND HEALTH COMMUNICATION

If the objective of rural health has to be achieved.

sanitation and habitat development must be integral elements

of water supply schemes. The health of the community is.
among other factors, dependent on the adequacy and quality of
its water supply. It is because of this close relationship
between supply and health that important componentswater

relating to habitat development and health communication were

built into this project. the recognition of theIt was

importance environmentaland relevance of sanitation and

habitat development and their relationship with water supply

motivated inclusion these thisthat the of incomponents

project. this is what makes this projectfact,In an

integrated one.

Environmental Sanitation and Habitat Development:
The environmental sanitation component includes small13.2

scale drains and disposal sitessurface for sullage.
individual latrines. bathing cubicles for cattlewomen,

binstroughs, washing platforms, and biogas pilotstreet
plants. Road resurfacing is also included to the extent that
it is necessary for proper operation of the surface drains.
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cattle troughs and street binswashing platforms,Of these,
considered as part of the water supply scheme.are

including the three elementsThe water supply works.13.3
fully funded by the project. The othermentioned above, are

sanitation andpart of environmentalwhichcomponents, are
funded partly through contributionshabitat development. are

to an extent of 30 peras beneficiaries,from the community,

materialsthe contribution being in cash.cent of the cost.
evoke theincluded tocontributionThislabour. wasor

operation andestablishment.community intheofinterest
maintenance of these assets and to create community awareness

Thehealth.theirforelementsthe importance of theseof
third of the totalhabitat development component is about a

contribution of the communitytheof the project andcost
would be of the order of seven per cent of the project cost.

relating toelementsanitationenvi ronment a1The13.4
latrines toto provideis meantlatrinesofconstruction

beproposed tolatrinescostprivate households. Low were

generated through health communication campaigns by the NGOs

the Health Department and by providingfield staff ofand
labour.contributeexpected tosubsidies. The wereowners

1650 perfixed at Rs.materials or cash and the subsidy was
for others.1200and at Rs.household for low income groups
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installed on a demand basis but the demand itself was to be



Masons trained under the training programmes of this project

to provide the skilled services required.were This element
has not progressed to the extent envisaged and quite often
beneficiaries have opted for that not consideredpans are
appropriate for this type of latrine. However, as
of public education it is commendable venture. It woulda
benefit by better supervision and monitoring.

13.5 Some degree of awareness of the project goals and its
objectives has been created in many of the villages. but in
varying degrees. similarA of environmentalawareness
sanitation has been created. it is very encouragingIn fact.

in some of the project villages
give first priority to latrines.

such awareness would have been higher had the nexus between
health. water supply and sanitation been communicated. as was
envisaged. physical theIn terms. ofprogress
imp1ement at ion of this has beencomponent not toup
expectations. It is recognized that the latter is very much

dependent on perceived needs of the community and that it

the very rationale of inducting NGOs into this programme but

their impact has not been to the degree expected. Partly this
is because there has been excessive emphasis on beneficiary
contribution and. mentioned earlier.as

held responsible for ensuring adequacy of the contribution.
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a measure

to note that women’s groups

followed by water. However,

includes an element of inducing social change. The latter is

the NGOs have been



Such pressures have.

the part of the community to participate in the project
activities.

13.6 The recent decision to insist on an up front part of

the contribution and to prioritise villages on the quantum of
contribution has skewed the scheme further. It would appear

up front contribution may result in nearly 200 villages being
relegated to the lowest priority. in BangaloreIn one case.

district(Rural) the supply iswater almost ready for
commissioning but operation is being held back as an
’’inducement" for contribution for habitatthe element! As
pointed out earlier. provision of supplywater should be
guided by criteria of need by priority rather than being
linked to contribution for habitat elements.

13.7 collection of

responsibilitycommunity contributionthe the of theare
The is active its chairpersonwhen andVWSC. VWSC the

majority of its members from the beneficiary village.are

by virtue of office. the chairperson is theWhere, Chairman

of the Gram Panchayat and does not belong to the beneficiary

is disadvantage obviousvillage, this committee forat a

the part of the chairperson
and some degree of politicisation. It would be necessary to

91

that the application of this revised approach of obtaining an

created a reluctance on

reasons of lack of interest on

in some cases,

The habitat development works and the



gently insist on the chairperson being from the beneficiary

village itself.

thethat the NGOtechnical VWSCThe support13.8 or

district is notCell of theProjectfrom thereceives
does not have theas noted elsewhere.The Cell,sufficient.

staff strength for carrying out this responsibilities over a

the quality of thesewide spread area and. a consequence.as
ofcriticalthe stagesSupervision atsuffer.works
Thetheweak foris oftenimp1ement at i on reason.same

beenhavesituationthisremedytopossible measures

indicated elsewhere in this report.

HealthandSanitationHealth,CommunicationsHealth
Education:

The health communications element of the project. was13.9
andsanitationenvironmentalthestrengthenincluded to

habitat programmes and to impart to the village community an
inter-theseofimplicationshealththeofappreciation

related elements.

(i) toobjectives of this componentfour are:The13.10
to promote latrine(ii)promote personal and family hygiene.

theofcreate greater(iii) to awarenessconsumerusage,
and.supply schemesimportance of waterrequirements and
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(iv) to create greater community of theirawareness
responsibility for and importance of the maintenance of
drains. Health communication strategies
by consultants for dissemination through mass media methods.
The communications programme relating to Health, Sanitation
and Hygiene Education (HSHE) was expected to promote personal
and family hygiene and provide knowledge regarding management
of household water resources.

13.11 This is extremely important component of thean
project which, if successfully implemented, would have helped
in improving health conditions in the project villages and
would have provided demonstration otherto rurala
communities of the benefits of these practices.
Unfortunately, there has been almost in itsno progress
implementation. recently decided that this component
would be implemented in Shimoga district by the Health and
Family Welfare Department, the implementation in other
districts being through NGOs and a HSHE consultant. However,
discussions with the Director, Health Education and Training ‘
of the Health indicateDepartment that knowledge of the
programme within the department is minimal and that no action
has been initiated for commencing activities in Shimoga
district. Similarly, little has in theprogress
other project districts. The methodology of implementation
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were to be developed

It was

been made



itself does not appear to have been determined in the absence
of the HSHE consultant.

Reasons for the tardy progress include poor monitoring13.12
Healthcoordination with thelack oftheof programme,

Department and loss of time in asserting the capability of
it wasthe department in implementing the programme. In fact.

department has beentheafter protracted discussions that
assigned this responsibility in Shimoga district.

The Mission Report of September 1996 has made certain13.13
in commencingspecific suggestions for expediting progress

thedoubtless PPMUWhilethis component.activities under

the Healththe expertise innecessary to emphasis thatbe
The department has BlockDepartment must be fully utilized.

District Health Education Officer andEducation Officers, a
others in supervisory capacities and a wide network of health

This department must be assigned a prime rolefunctionaries.
the extentcomponent andimplementation of this toin the

thematerial ofcommunicationandtrainingpossible the
This would

help in enhancing the role of the department in such activity
and also improve its communication skills.
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department must be made use of and built upon.

would take action in the light of these suggestions, it would



appointmentThe of consultant is13.14 for HSHE nota
It has been suggested later in this report (Paranecessary.

specialist inthe position of the health15.29) that PPMU

the Health Department fully utilised.
would not be necessary.
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a consultant for HSHE
should be strengthened. If this is done, and the expertise in



Chapter XIV

SYSTEMS FOR MONITORING, EVALUATION AND SUPERVISION

Since the inception of the project. and indeed from

the time of its formulation.
need to complete it within stipulated and agreed timeto
limits. The of thereports various missions that have
reviewed the progress of the project have regularly commented

the slow of implementation and haveon repeatedlypace

stressed the need for an effective system of monitoring which

would assist better management of the project.

14.2 The induction of consultants. at considerable expense.
in implementation of the various elements of the project was
specifically the ground that they would be able toon

maintain better time management in implementation.

assumption, targets of achievement and completion of specific

stipulated. the failure to adhere inviting

liquidated damages or penalties.

14.3 There are, both
official and non-government. that are active participants in
this project. Obviously, the project management would have,

other responsibilities. the dual tasks of ensuringamong

coordination these various agencies but also ofamong
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as indicated earlier, many agencies.

the emphasis has been on the

activities were

On this



monitoring the performance of each one of them. The ability
to effectively monitor a multi-agency activity of this nature

the availability of adequate information. In otherpresumes
effective monitoring essentialwords, systems are an

requirement.

the project assignsofstructure14.4 The management a
It has to coordinate all activitiescentral role to the PPMU.

importantassist otherproject and alsorelating theto
the consultants and the NGOsparticipants such as the PHED,

theas mentioned elsewhere.It is.in their assigned tasks.
To be able to carrysecretariat for the Empowered Committee.

wouldtheeffectively. PPMUresponsibilitiesitsout

efficient managementdevelopnecessarily need to an
information system.

the need for timely and reliable information14.5 However,
the project is not the exclusive

The other agencies who ar£' partnersrequirement of the PPMU.
operationaldirecthaveand whoimplementationin a

responsibility would also have to develop reliable internal
These wouldreporting for effective monitoring.systems of

districts. theinthe Project Cells thetheinclude PHED,
the Consultantsthe Health Department,Water Shed Programme,

and the NGOs.
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on activities relating to



14.6
activities relating to the project are clearly delineated
The objectives of such monitoring are to ensure that (i) the
physical works progressing (ii)to schedule. theare
community health communication trainingandmanagement,
programmes are being carried out satisfactorily and (iii) all
activities are cumulatively achieving the project objectives.
The reporting system for this purpose would have to provide
information which would permit such a monitoring role being

is inimply that thereThis wouldeffectively performed.
activities inlists allthatinternalplace systeman

activitiesof andcalendar eventspriority and provides a
itthat determine the achievement of a given milestone. Also,

reporting thatexists systemtherethatwould aassume
requiredinformation of thevalidandtimelyprovides

from information on physical progress to qualitative aspects
of the activities within each component of the project.

review ofinternal mechanism for14.7
the projectofcommencementfrom theactivitiesprogramme

major componentswould partly explain the neglect of some
such as HSHE, watershed development, water quality monitoring
and leak detection.

Staffof the6 Page 104
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1 Paras 3.32 to 3.35 and Annex 
Appraisal Report, March 1993.

How the PPMU would monitor, evaluate and supervise the

character for monitoring an activity. The latter would range

of anThe absence



14.8 The reporting system isthat currently in place
permits effective evaluation of physicalan and financial
activities. It is built on the conventional lines of routine
reporting of limited items. As it does not
permit the evaluation of those aspects of the programme which
have characteristics and objectives relatednot to large
asset building. These include activitiesthe relating to
community management. trainingHSHE and Theprogrammes.
evaluation of the latter require the development of
appropriate impact indicators. Such indicators have yet to be
developed. The effective monitoring of these components has.
consequently. been neglected. Had indicatorssuch been
developed early in the project and used for evaluation of

implementation of the components would have beenprogress.
expedited and better coordination between construction
activities and these components would have been possible. It
is urged that such impact indicators be developed so that the
monitoring is rendered effectivesystem for bettermore
management.

14.9 The internal reporting system relevant to this project
within the PHED seem adequate to the extent that it relates
to physical and financial relating to the waterprogress
supply component. However, qualitative aspects are not built
into the reporting system. example.For the results of

98

now structured.



relating quality ofincludinginspections. those to
not built into the review system. Follow upconstruction. are

follow soon aftertherefore,and corrective action does not.
inspections.

it is pertinent to note that the PHEDIn this context.14.10
in the preparation of progress reportsto assisthas PPMU

since the latter is the focal point for the project and that
these reporting functions of the PHED vis-a-vis the PPMU are

ofinternalthecarried out. However,adequately use
hardwaretheeffective management ofinformation

informationinsufficient. Thecomponent by the PHED seems
2 relating tocarrying out its responsibilitiessystem for

Theassociated with water supply is inadequate.components
tool for management ofneed to use the reporting system as a

itswhich isitself.component by the PHEDhardwarethe
direct responsibility, would bear emphasis.

The reporting system within the Project Cells is weak14.11
theinformationprovide adequateit does onnotsince

activities of the NGOs and consultants whose activities these
The technical staff have notexpected to oversee.Cells are

the projectthose aspects ofbeen oriented with regard to

2
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The main responsibilities of the PHED are indicated in 
Annex 2 of the Staff Appraisal Report, March 1993.

for more



participation.association andcommunityinvolvethat

participationcommunityforreporting system14.12 The
places excessive emphasis on the element of contribution as a

ofindicatorssensitiveneglect ofthetoparameter more
ofThe extentsocial change.andinvolvementcommunity

groups of thethe impact on women ’ scommunity participation.

the effectiveness of communication programmes andprogramme.
similar aspects are not adeguately reflected in the reporting

elementsthe monitoring of theseextent.thatTosystem.
effective monitoring system hasofThe absencesuffer. an

theinadequacies intheevaluation ofinhibited thealso
relating toand the NGOsconsultantstheofperformance

ineffective performance andstaff.untrainedinadequate or
inevaluation has. turn.of suchlacklike. Thethe an
hardwareandsoftwaretheimplementation oftheaffected

component s.

Indicators would also need to be developed for other14.13
trainingtheofconductThetraining.suchcomponents as

in terms of stipulated numbers and participants isprogrammes

training suchrelating tomonitored. Aspects aseasily

competence and theretraining,adequacy.

duepersonnel totrainedofinadequacyincludinglike.
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use of skills with

Monitoring is, therefore, of the usual routine nature.



monitored.beneed toalsowouldwithdrawalwastage or
Indicators would have to be developed for this purpose.

theofassessmentthat would permit anIndicators14.14
betohavealsowouldprojectthesustainability of

developed.These would include aspects such
functioning of the VWSC etc..water supply.

Recognizing the importance of14.15
for developingconsultant aappointment ofthe asystem,
the projectof waspartinformation system asmanagement

is most unfortunateSAR of March 1993. Itsuggested in the
It is urgedconsultant has not yet been appointed.that the

it isthat this be done expeditiously. As an interim measure,
theofoutcarriedbereviewinternalsuggested that an

set of indicators be developed forsystem of reporting and a
other components of the programme.

101

an effective information

as maintenance of



Chapter XV

ALTERNATIVESTHE MANAGEMENT STRUCTURE

The current management structure of the project has,

factorsamong other aspects.
that has impeded the implementation of the project. A brief
description of the existing management structure and of the
agencies associated with the project has been presented in

fewChapter III.
possibleissue ofthe largerbutprocedural aspects

improvements in the structure of the project management would
still need consideration.

attempting toinandIn appraising the structure15.2
suggest changes or alternatives that might improve the pace

the temptationand quality of implementation of the project.
changes has been resisted for pragmatic

. Any changes in structure within government take timereasons
and considerable effort, involving as it does layer^ of inter

and decisionsdepartmental consultations and concurrences
withcontinuously pressed for timelevels that orat are

The primary objectiveother priorities claiming attention.
structuralbeing the completion of the project by June 1999,

with least effort andchanges would have to be such as could.
be put into place. On

since a follow on project is envisaged. for the latterhand.
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been identified as one of the

Some suggestions have also been made on a

to suggest radical

in the shortest interval. the other



there is immediate time constraint in establishingno an
appropriate management Therefore,structure. what has been
attempted is evolve ofto set alternativesstructurala a
that could be in place in the short for theterm current
project and some of which could be adopted for the follow on

project too. These suggestions must be considered along with

those relating to delegation of powers and other aspects.

15.3 The appraisal of the management and thestructure

suggestions for modifications are based on the firm premise

or should be. considered as a districtthat this project is.
that level. Theto be managed and implemented atproject,

role of the other agencies would be more by way of support
responsibility for policy andwith overalland assistance.

inter-agency coordination.

briefpresented withalternatives15.4 ofsetA aare
at first sight.Some of them.analysis of their rationale.

management /structurethebe tocontrarytoappearmay
basic framework oftheproject butthisstipulated for

has been retained.and NGOs Forinvolvement of consultants
the mainis restricteddiscussion toconvenience. the

management units.
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supply withof waterI.

the water supply component has beenIn this project.15.5
habitatsanitation and theclosely linked to environmental

insistdecisiontheAfter recent tocomponents. on a

reasonable proportion of the contribution by the community
is madecommitment toin beforebeing paid advance a

this link issupply component.theimplement water even

Water supply isinitiated.closer than when the project was
community participation in the otherconditional tonow

such participation being measured by the quantumcomponents.
The recent prioritization of villages on theof contribution.

basis of contribution has carried this unfortunate linking to
theseallconclusion.illogical Asits consequence.a

components have suffered.

This linking has no doubt resulted in the contribution15.6
by the community corning forth at least in some measure but it
has generally tended to slow down the implementation of the

This insistence on contribution haswater supply component.
as mentionedalso resulted in the role of the NGOs changing.

collectors offrom motivators of social change toearlier.
a perception that seems to prevail with the CPcontribution.

Management Consultant too.

view could be taken that access toIn this context.15.7 a
safe drinking water is an entitlement - not a free one since
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Reconsidering the linkage 
environmental sanitation:



it would be charged for but nevertheless a right. similar to
the urban Therescene. is little justification for a
different approach from that followed in urban areas
regarding the conditions under which this entitlement would
be met. If this perception to be consideredwere
then the otherwise) of treating the two
components relating to water supply and environmental
sanitation as separate would need consideration.

15.8 It is, for these reasons, recommended that the
component relating to water supply be delinked from other
components and operated independently. Such delinking would
establish the credibility of the project and enhance chances
of community participation in the other components.

15.9 The treatment of these two separateas components

any change in organization except for
reorientation of the staff and the NGOs. It would have the
advantage of rapid implementation of the water supply
schemes. With water supply being available. the impact of
communication of principles of water conservation and use.
personal hygiene and sanitation would be strengthened. The
role of the NGOs would be better defined and they could then
focus the environmentalon sanitation component more
effectively. It is suggested that this should be examined

105

partial change in the concept of the project 
but it would not need

would imply a

as valid.



I

further
water supply schemes.

The district Project Cells:II.
15.10 the main operational units in
the implementation of this project. As stated earlier. this
project should be considered a district level activity rather

centrally directed which would imply that theone,
Project Cells are the key elements at the functional level.
Unfortunately, these cells are unable to manage the project

is weak and there is apparently a skewed perception of their
role and responsibilities among the senior officers in charge’
of these cells.

district project its15.11 The role of the cell and
iresponsibilities are described in the SAP of March 1993 and

in the orders creating these cells. They are the focal point
satisfactory implementation of all thefor

project, specially envi ronmenta1 sanitationfor the
have a multiplicity of rolescomponents. They, therefore.

engineering with supply. monitoringregard water andto
assisting with regard to environmental sanitation works. and
assisting and consultants while supervising andNGOs
coordinating their work. As against these responsibilities.

1 Page 78, Annex 2, Staff Appraisal Report, March 1993
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component^ of

than a

Their structureactivities effectively for various reasons.

The Project Cells are

in the context of more rapid implementation of the



they are staffed with 711st engineering personnel all of whom

located the districtat headquarters. would beItare

unrealistic thisto staff. with the quickexpect even
training and orientation they may receive. to carry out these
functions satisfactorily. particularly those that relate to
the health. sanitation and hygiene interact andtoor
establish working links with NGOs, much less with the village
community.

15.12 These cells part of the ZP structureare
directly under justthe of the like theCZO ZP other

departments of the The has regular engineeringZP. ZP

divisions. the number depending on the size of the district.

In the larger districts. these regular divisions are located

the district headquarters and other places foratat

operational convenience. They have staff at the taluk level

with JEs at the field level. They are. among alland below,

other activities. in charge of the water supply schemes being

implemented in the districts such Accelerated Ruraltheas

Water Supply and the National Rural Water Supply schemes.

The reorganization of the project cells would have to15.13

be considered from two different points of view. The first is
activitiesits ability to

and provideunder this project the managementnecessary

the Secondly, its capacity to effectivelysupport to CEO.

107

function as a coordinator of all

and work



implement the various components of the project ensuring both

quality and timely performance. These two are interconnected.

15.14

supporting staff, being engineering personnel. The
cells have suffered by the difficulty of posting EEs to the

the EEs have had no divisional or field

experience. first posting promotion.this being their on

Transfers have been common. The mind set of the cells. for

valid reasons. is not conducive to effective performance of a

role they are not accustomed to. Consequently, the cells have
whichandrarely had the continuous competent management

isguidance control.and Itwould provide the necessary

suggested that the head of the cell should function more as a

manager and coordinator
perform its role and provide the necessary assistance to the

this project. theAlso,implementation ofin theZPCEO,
character of the cell should be more inter-disciplinary.

As mentioned earlier, this project should be organized15.15

and implemented on the premise that it is a "district level

project”. This would imply that the structure of the district

should be suchCells
projectresponsibilities forassumption of alland

be inter-the cell shouldofactivities. The character
suggested that the districttherefore.disciplinary. It is.

Project Cells should be organized on the following lines:
108

The cells are headed by an EE, all other staff, except

cells. In many cases.

for some

as would

so that the cell is better able to

ensure effective performance



i)

ii)

to

iii)

iv)

with regard toin isolationcells workThese15.16 even
beingresponsibilities. thereengineeringtheir no

coordination with the regular engineering divisions of the

level. renderingstaff fieldThey do have atnotZP.

inspections and supervision of engineering works sporadic and
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the 
Engineer

Posts
NGOs

The cell should be headed by a senior person 
selected for management skills. A senior officer of 
the Karnataka Administrative Service could be 
posted but the post need not necessarily be filled 
by working officers. A wide choice would be 
available from the pool of recently retired 
officers, and the private sector including those 
who have associated with the larger NGOs. In fact, 
considering the short tenure of these posts, 
appointment from the latter categories would be 
advantageous because terms and conditions could be 
generous enough to ensure devoted work and the 
appointment would be on contract.

supporting
These staff 

part of the
The Project Cell currently has some 
staff, including an Accounts Section, 
and this Section would continue as 
reorganized Cell.

The post suggested above would be addition to the 
current staffing pattern of the cell which would 
have to continue to provide the engineering skills. 
This would include the Executive Engineer, an 
Assistant Executive Engineer with two to three 
Assistant Engineers.
In addition to the staff and posts indicated above, 
the Cell should include staff members with 
experience in working with NGOs, the community and 
social issues. Posts of a Social Scientist to 
liaise with the NGOs and of a Health Education 
Specialist would have to be included in the Cell. 
Such specialists would be available in departments 
such as social welfare, women and child 
development, the Land Army, the Health Department 
and the like. In this case too, open market 
selection would be an advantage for the reasons 
mentioned earlier. The number would depend on the 
size of the district but, generally, one such 
specialist would seem sufficient in a district.



superficial. The small additions to the engineering staff of
the Cells suggested earlier would, to enhanceextent.some
their supervision capacity. In this context. the induction of
the regular Engineering Divisions of the for limitedZP
purposes could be considered.

15.17 The induction of the regular Engineering Divisions of

the for of supervision of construction andZP purpose
Environmental Sanitation activities would be desirable. These

Divisions have engineering staff down to field level and such

add their workloadmonitoring duties would to tonot any

significant extent. The coordination between the Project Cell

and these Divisions would have to be provided by the CEO.

If this responsibility of monitoring the quality of15.18
keeping the Projectandand generalconstruction progress

Divisions,regularassigned the ZPisinformed toCell
Thewould befield staffadditionalmarginal necessary.

number beingand theof JEs,consistcould AEslatter
appropriate in each district depending on thedetermined as

number of project villages and associated criteria.

placed instaff. thefieldof such15.19 The advantage
who would be mainlyregular Engineering Divisions of the ZP,

concerned with, works under this project would be that after
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the project ends expertise for long term maintenance would be
available.

15.20 could be arguedIt that the implementation of this
project could as well be assigned to the regular Engineering
Divisions of the ZP. However, the need to adhere to totally
different accounting and procedural stipulations and to
constantly interact with and the village community.NGOs
places these Divisions at a disadvantage. The project would
not receive the constant attention it needs. Therefore, the
structure suggested retains the Project Cell but utilizes the
regular Divisions the limited purpose of supervision.for

continuethat the project wouldThis tostructure ensures
receive the attention of a single agency, it reduces problems

■j.regular engineeringcoordination with between theof and
divisions of the ZP and eliminates the task of orientation of

liaison with NGOs andthese divisions in terms of approach,
new procedures.

Reduction of multiple agencies at district level:III.
district.inVarious agencies15.21 operate somea

Design Consultant, theinclude thesimultaneously. These
ParticipationCommunityTraining andConsultants for

the Consultant for Construction Supervision and theactivity.
NGO selected for the district.

Ill



15.22 The Design Consultant prepares the water supply scheme
of each village and continues to be associated with the
project till the final awarding of work for each scheme.
Close interaction with the district Project Cell, the
Training Consultant and the NGO is essential at all stages by
this consultant. The other consultants operate during the
period of implementation of the project and, due to the close
association of the withNGO the village community. these
consultants cannot ignore the NGO. However, the close inter­
relationship one would have expected does not exist theto
extent desirable often resulting in the communities desires
being ignored. quality of the work delays inpoor or
completion.

15.23 The alternative to this situation would be to consider

single NGO could be in charge of district anda
responsible for all software aspects of the project described
earlier. singleAn thatNGO has develop throughor can

suitable staff inductions the skills for health and

sanitation communication and other elements. excluding the

engineering components. could be identified and assigned one
district. The advantages would be that the district Project
Cell would be able to exercise its authority of supervision
and monitoring better and that would beone agency

in some instances. the existence of
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accountable. At present.

whether a



multiple consultants and agencies has resulted in dilution of

responsibility and accountability.

15.24 If this pattern were to be adopted. an NGO should not
normally be assigned more than one district. This would avoid

building up large organizations in the NGO which again may

result in lack of internal direction and control. The
district Project Cell must be associated with the selection

of the NGO and the contract must be awarded by it even if the

final selection is by the PPMU.

recommended that:-15.25

a)

b)

c) so

d)

e)

f)
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of 
of

The NGO 
motivators 
women.

All activities in a district, excluding engineering 
elements, should be managed by a single NGO. There 
would be only one NGO per district.

village level
preferably

must appoint part-time 
from the village community.

The NGO would have to employ an engineer per team 
for better interaction with the community and 
liaison with the contractors and consultants.

All software components in the district, including 
HSHE, would be managed by this single NGO. This 
would permit better supervision and monitoring.

The NGO would have to have sufficient number 
staff members formed into teams, the number 
teams depending on the number of villages.

The district NGO must be appointed by the CEO 
that links are clearly defined. PPMU would assist 
in selection but direct control must lie in the 
district.

It is, therefore.



The Project Planning and Monitoring Unit:IV.
15.26 The role of the and its responsibilities havePPMU

been indicated earlier. The appraisal of the adequacy of the

of the for satisfactory performance of itsstructure PPMU

convenience. focus specific androle could. for on some

These would include its internalimportant areas. structure.

monitoring capacity and powers exercised by it.

withstructure of the15.27 The internal PPMU,

and functional specialists, would need consideration in view

of the recommendations that

district and that the long term CPM consultant be eliminated.
thean important issue is the linkage between the PPMU,Also,

PHED and the district Project Cells.

Structural Changes:A.
Thesupporting wings.andtechnicalhasThe15.28 PPMU

they do not / needsincediscussed here anynotlatter are
The technicaland would continue aschange

of theconsistingengineering aspectsrelatingwing tc
engineers wouldassistantsuperintending engineer and two

wingthereorganization ofthecontinue. r.owever.also
currently consisting of aconcerned with software components,

needwouldspecialist,healthandscientistsocial a

consideration.

114

now constituted.

a single NGO be in charge of a

a Director



15.29 The suggestions regarding reorganization of the
district Project Cell and assignment of project activities to
a single NGO in each district would require that the PPMU has

the capacity and professional ability to guide. monitor and
supervise the district agencies. Towards this end. the
following recommendations are made:-

It

The appointment of a single consultancy for overseeing15.30
2 Thethe NGOs

thevery much dependconsultancy wouldthisforneed on

to 'cibove. Ifspecialists referredthreecompetence of the
function in theunablethese professionals to mannerare

envisaged for any reason,including difficulty in changing the
intermediate consultancythisthenrecruitment.ofrules

organization between the PPMU and the district NGOs would be
earlier.statedcoordination of the NGOs. Asfornecessary

the character and responsibilities of this organization would

2 Chapter VIII, Para 8.8
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be 
the 
the

b) In addition, a professional who would coordinate 
and oversee NGO activities would be necessary in 
the PPMU. The incumbent should be selected on the 
basis suggested above.

a) The posts of Social Scientist and Health Specialist 
which exist at present should be held by 
professionals who can provide the leadership 
needed, tender expert advice to the Director, 
effectively monitor the programme and successfully 
liaise with other experts, NGOs and concerned 
institutions. It is suggested that these posts 
should be filled by tenure appointments, with 
professionals employed on contract, drawn from the 
open market, the compensation being attractive 
enough to obtain the best talent.

in the districts may have to be considered



be different from that of the Consultant.current CPM It
would have direct role of supervision and monitoring
and be more cost effective.

Monitoring:B.

15.31 The responsibilities of the PPMU could be successfully

discharged only if effective reportingof andsysteman

monitoring is built up. Establishing such system is alsoa
its responsibilities. Various forms have beenamong

from the districtprescribed for obtaining periodic reports

cells, from the PHED Cell and from the consultants and NGOs.

focus on progress in physical financialandtheseHowever,

terms and do not provide indicators on qualitative aspects of
and thethe work of CPMFor example. NGOsthe programme.

ensuring participation ofevoking andinvolvesconsultant
inbuildingcommunityin the contact programmes.women

knowledge of sanitation and health in association with the
withlike. Qualitytheanddrainage assuranceprogramme

regard to construction is another aspect that is not reported
It would be usefulexcept for sporadic inspection notes.on

to develop indicators on the important qualitative aspects so
take correctivePPMU is able tothethat even onmeasures

isis in Itimplementationthese aspects progress.as
understood that

itsadequate system is in place veryUnless soon.ansoon.
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an MIS consultant is likely to be appointed

a more



utility would be little considering the date for completion
of the project. It is, therefore, recommended that:-

i)
for

districtthe and theC. PPMU, PHED

There are three engineering responsibilities assigned15.32

to the PPMU and these are:

(ii)with regard to the works -

a.

b.

standardsc.

d.

with regard to procurement -(iii)
thea.

stipulatedto

b.

117

tender 
awarding

are
The
be

(i)independently assessing the quality of engineering 
works, and

that 
and 

conformity with guidelines.

advising and monitoring the activities of the 
implementing agencies including the ZP Project 
Cells,
ensuring the completeness of designs of water 
supply and drainage schemes with regard to 
adequate mapping, consumer demand analysis and 
stipulated standards,
ensuring acceptable standards of site 
supervision and construction by actual on-site 
checking during various stages of 
construction,
keeping all records relating to contracts and 
payments

Linkages between
Project Cells:

Pending the appointment of the MIS consultant, an 
internal exercise should be undertaken to develop 
indicators for qualitative monitoring of the 
project with regard to activities where physical 
and financial progress are not important criteria.

ii) The conclusions drawn from current monitoring 
not adequately reflected in corrective action, 
follow up of the results of monitoring must 
institutionalized.

advising the implementing agencies on the 
standards, formats and procedures required for 
procurement according 
guidelines, 
ensuring 
evaluations

documents, bid 
contracts are in



c.

15.33 The engineering personnel in consists ofPPMU one
Superintending Engineer and two Assistant Engineers. It would

seem impractical to assign the task of independent checking

of quality of works This responsibilitythem. is andto

should continue to be that of the Engineer - in-Chief, PEED.
The has widePHED network of officers. includingStatea

Superintending Engineers and they can be more realistically

assigned this task. theto work of theHowever, assess

consultant for construction supervision and the efficiency of

departmental inspections, random works could be got inspected
by outside individual experts.

The engineering responsibilities of the PPMU can. at15.34

be considered as providing advice and support, promptbest,
processing of PHED proposals with the appropriate levels of

Committee. All otherincluding the Empoweredgovernment
engineering responsibilities should be assigned solely to the
Engineer-in-Chief of the PHED and the PHED World Bank Cell.

The expertise for discharge, of this responsibility is in the

PHED and cannot be provided by the small unit in PPMU. The
functions in (ii) (iii)assignment of the b. and d and ac

wouldrather than theand b the PPMUto PHED seem

PPMU’s role of coordinator. channel ofappropriate. The

118

forwarding tender documents, 
contract award recommendations 
agreements to the World Bank : 
approval.

bid evaluations,
> and contract 
for review and



communication and monitoring are

reassignment of functions nor is its advisory role regarding

procedures and guidelines diminished.

If the suggestions regarding the reconstitution of the15.35

district Project Cells are accepted, it would be appropriate
liesto specify that day to day management of these cells

with the CEO of the ZP who would report to the Director, PPMU

of monitoring. Such doesfor arrangement notpurposes an

cells.authority of vis-a-vis thesedilute the the PPMU

it clearly lays down the chain of command which is.Rather,

currently considerably blurred. It would also clearly declare

CEO of thethat the ZP

vital programme in the district.

The district Project Cells have responsibilities which15.36
engineering. environmentalcategorizedcould be as

withcoordinationcommunity participation andsanitation.
ZP Zstructureof theTheyconsultants and partNGOs. are

coming under the CEO of the ZP but report to two authorities.

For all engineering aspects and for processing of designs and

inspections they report to the Engineer-in-Chief, PEED. On

monitoring, they report to theall other matters, including
in suchcertainDirector, TherePPMU. anareasgreyare
functioningis currentlythe systemarrangement. However,

would.major changes Itandwell necessary.seemno
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is operationally responsible for a

in no way reduced by this



nevertheless, the progress reportseven

the hardware component cartfe to the PPMU through the PHEDon

available andthat the of the latter would becommentsso
this would also

as a major partner in the project.

Delegation of powers to the Director, PPMU:D.

is15.37 mentioned earlier, the separatePPMU notTVs a

the Director, beenof hasdepartment government PPMUnor

of department. Theof major headdelegated the powers a
separate department isconversion into notof the PPMU a

recommended because there would be little advantage in doing
the unit in government in chargeThe PPMU is. in effect.so.

of the project and the PHED and other agencies work with it
Its strength lies in being a part ofand not independently.

If it were to be converted intothe secretariat. a separate

distinct disadvantage of itsthedepartment there would be
the and otherwithbeing hierarchically PHEDon par

departments associated with the project which would result in

need for coordination at government level.a

assign to thehowever. to15.38 It would.
whichhead of department.ofthe powers a
wouldcould be done through government orders. Such powers

equipment for the office. travel.relate
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serve as a review of the PHED’s performance

seem appropriate if

Director some of

to expenditure on

seem necessary



leave and the like. delegation would avoid issues of
internal management having to go to the Secretary which would

be both a saving in time and effort.

15.39 It has been stated earlier that the lack of financial

and administrative powers regarding sanctions and approvals

cannot be asserted as having inhibited implementation of the

project. No special delegation of such powers to PPMU or to

any other authority seems necessary.

Accounting matters:E.
The payments by the PPMU to the NGOs are now released15.40

through the Well Boring Division of the PEED. This system was
stages of the project before theinstituted in the initial

project was developed.thisforcurrent system of accounts
into whichCells have bank accountsthethe latter.Under

paid and from which they makeCredittheir Letters of are
exclusiveThis permitsthrough cheques.payments an

facilitatingprojecttheaccounting forsystem easy

computation of expenditure and claiming of funding. However,

PPMU has not been permitted to open such a bankthe Director,
madeNGOsPPMU's payments totherefore.and.account are

through the Well Boring Division of the PEED. Apart from theI
system complicates accounting andthisdelays that occur.

agencies thatthe relevantexpenditureassignment of to
through the PEEDto NGOsoperate the funds. The payments
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opened in the of Director,the PPMU that suchname so
payments could be made directly by the PPMU. However, to vest
full responsibility and control with regard to the activities
of the NGO in the district. it would be appropriate if the
district Project Cell is assigned the task of paying the
NGOs. a local bank account delays
would be avoided maintaining. at time, the strong
links that ought to exist between the cell and the NGO in a
district. would/It however. be increaseto thenecessary

>
quantum of the Letter of Credit theto cells beas may
required. Such an arrangement must be considered as part of

the contract with the
district NGO is awarded by the cell concerned.

V. of vested in the Empoweredpowers

15.41 The Empowered Committee is vested with full powers of

of plant and machinery worth more than It
would be desirable to restrict the agenda that this Committee
considers to the most important issues.

15.42 frequent meetingsMore of the Empowered Committee

would go a long way to inculcate
project agencies allat levels. Its main role should be
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Delegation
Committee:

Since the Cell operates on

a sense of urgency in the

one crore rupees.

could no doubt be avoided by permitting a bank account to oe

the same

government except, as indicated earlier, in cases of purchase

the recommendation made earlier that



dealing with policy issues and ensuring effective
coordination between departments.

To enable the Empowered Committee to perform its role15.43

the following recommendations are made:-better.

of

In general.

VI.

The consultancy arrangements relating to desi'gn of the15.44

quality ofsupervision offorandsupply systemswater

separately andreviewedbeenconstruction have some

of reference ofmodifications in the current roles and terms

these two consultants have been suggested.

in the arrangementmodificationsIn addition to the15.45
supervision andfor constructionrelating to the consultant

123

Consultancies for Design, Construction Supervision and 
Training:

c) To render monitoring of the project more effective, 
a Monitoring Sub-Committee of the Empowered 
Committee could be constituted, 
should have a 
proj ect activities, 
and a system of 
monitoring.

the
This Sub-Committee 

regular schedule of monitoring of 
quantitative and qualitative, 

follow up of the results of

Management 
could be 

the 
the

a) A Management Sub-Committee of the Empowered 
Committee could be constituted to perform, by 
delegation by the Empowered Committee, certain 
functions of the latter. These could include 
matters which are mostly concerned with operational 
issues and now included in G.O. RDP 72 PPM 94 of 17 
June 1994. These are (i) finalization of villages, 
(ii) finalization and approval of action plans of 
villages/districts, and (iii) purchase of vehicles.

this Sub-Committee could deal with all 
matters that do not involve substantive matters of 
policy.



the better control that these would give to the Project Cell,

it would be useful to develop a second level of inspections.
carried by variousinspections doubt outWhile are no

regular intervalstake place atdoauthorities, these not
effectiveis thereinwork iswhile annorprogressa

It would be desirable to ensure thatmechanism of follow up.
inspection of works with particular reference to quality of

isrigorously. Itregularly andisconstruction done
Circleof theconsistingpanelthatsuggested a

the EE of the Cell andSuperintending Engineer of the PHED,
expert be established in each district for thisoutsidean

ofA system for regular inspections and follow uppurpose.
observations would have to be developed.

the consultancy for Trainingconsultants,Among the15.46
Thissuccessful.the mostbeenhavesaidcould be to

with thecontinuedbehave towouldconsultancy even

This is becausestructural changes suggested for the PPMU.
innumerable categories ofimparted totraining has beto

skill have to be developed for functionaries atpersonnel.
electedprovidedbe toorientation haslevel andfield

institutions andpanchayati rajof therepresentatives
socialtheresponsibility ofthewould beofficials. It

thisofthe activitiesscientist in the PPMU to coordinate
the necessary training programmesthatconsultant to ensure

The training of the staff ofcarried out successfully.are
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functions of this

■consultant.

VII. Village Water Supply and Sanitation Conrnittee:
15.47 The involvement of the village community in activities
relating to water supply and environmental sanitation is a
unique feature of this project. The operational mechanism
for this purpose is the VWSC. To render this committee more
effective. the following measures are recommended:

a)

b) Chairman should be

c) The VWSC the Act.

15.48 fact. the formationIn of village developmenta
committee. under the wouldAct, desirable withseem
responsibility for all development activity in the village.
If such a committee could be established. it would eventually
replace the VWSC and also help in activities relating to
health, watershed development,etc.

125

The VWSC should be reconstituted with a maximum of 
twelve members with at least a third of the members 

of the 
must be

being women and with representatives 
SCs/STs. At least eight of these members 
elected/selected by the Gram Sabha;

committee of the Gram 
responsibilities and a 
limited to the village, 
authority for levies;

should have legal status under 
This could be conferred by designating it as a sub- 

Panchayat, with specific 
defined area jurisdiction 
This would provide legal

The Chairman should be from the village
Gram Panchayat members from the village should be 
members, subject to a maximum of four, 
elected/selected by the Gram Sabha;

the district NGOs would be one among the

and the



Creation of an independent project authority:VIII.
The management of the project is now completely vested15.49

government agencies. institutionalin thatAn arrangement

structurestake such management of departmentalwould out
forbe envisaged. The rational such arrangementcould an

authority would (i) beindependentwould be that notan

(ii) be ablesubject to government procedures or pressures.

to consider technical and other issues objectively and with
independence than is possible within government.far more

(iii) be able to determine its
consultations.protractedwithoutcorrectionsmid-term

ofconstraintstheexpertise withoutbest(iv)induct the
staff withissueshierarchies. (v)predetermined manage

greater expedition and to the benefit of the organization and

(vi) manage finances for optinum returns.

would bethis natureinstitution ofA possible a15.50
society registered under the relevant law and vested with all
authority for management of the project3. However, ^ven such

havehave towouldindependent institutional structurean
itsrestricttend tomightthatfeaturescertain

forestablishedbesociety were toIf aindependence. a

3
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A similar project in Uttar Pradesh is being funded by 
the World Bank. A Society has been formed for the 
implementation of this project. A detailed description 
of the management structure is available in the Staff 
Appraisal Report, Uttar Pradesh Rural Water Supply and 
Environmental Sanitation Project, May 1996, World Bank.

own procedures and make



Bankproject of this funded by the World othernature or

donor agencies, it would have have governmentofficial to
the World Bankthe board of management becauseofficers on
agenciesfunding wouldand other government-to-government

require the State government’s guarantee of performance and

return of loan funds. The State government cannot be expected
control.without management Insuchextend guaranteesto

the independence of the institution would not beother words.
total as it would have been had it been a NGO.as

Any institution that is responsible for large scale15.51
activities spread over wide spread areas and involving local

community participation would have to develop fairly strict
beThis wouldfirm procedures.controls andhierarchical

particularly necessary when the elements of the project are
Suchofnetworksought to be implemented through NGOs.a

be whatequivalent toin effect.would.control measures
Since official funds are involved. theexists in government.

andofrigorthesubjectwould be tosociety

accountability.

such an institutional structure would have a15.52 However,
innovationcapacity forflexibility andgreater degree of

wouldinternal structureItsgovernmentthan agency.a
largely determine its efficiency and its ability to perform

largeconventional government agency. Abetter than a
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ajidit



unitsorganization with district units and at
size with consequentthe disadvantage ofwould havelevels

control.dilution of managementpossibilities of
society with district level societiesAlternatively, an apex

responsibilityfunctionalwould castmembersfederatedas
The latternamely on the district agency.where it belongs,

could in turn be a federation of village level organizations.
A society for an activity such as water supply or sanitation

could more usefully function as an apex body of local groups
theirforforumstrongandsocieties aserve asor

betterment.

Another alternative structure could be an apex society15.53
which implements the programme through a single NGO for each

the latter being carefully chosendistrict,
its ability to manage all elements of the programme.

The formation of a society for implementation of such15.54
programmes with a suitable structure down to the field level

would take considerable time. As
would seem to offer an alternative approach for the follow on

changesmanagementsuggestedtheifproject. However,
effected and thesuggested earlier in the present system are

experience proves satisfactory.

of this nature may not be necessary.
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a radical change of approach

on the basis of

an innovative approach it

smaller area



15.55 It is, therefore, recommended that (i) the suggested
changes in management structure of the current system be
implemented and continuously evaluated in the next few months
and (ii) detailed evaluation be made of the experiment ina
Uttar Pradesh for a proper appreciation of the need for such
an independent society.

Short Term and Long Term Measures:IX.

15.56 The project is expected to be completed by June 1999.
Most of the management changes suggested herein could be in
place with minimum delay since they do not involve radical
changes in the The recommendations - couldsystem. be
considered by a Sub Committee of the Empowered Committee
which could also be assigned the responsibility of

implementation of the suggested management changes. It need
scarcely be emphasized that the project should not get
delayed the ground that these management changeson are

causationwould take time circular ofa
delay.

15.57 The management changes could be built into the follow
project since there is time for the preparation of theon

latter. As suggested. the need for desirability ofor an
independent institutional would needstructure separatea
careful evaluation.
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necessary but



Chapter XVI

FOLLOW ON PROJECT

The Integrated Rural Water Supply and Environmental
Sanitation Project under consideration was planned to cover
1200 villages. The need to establish water supply systems in

existother villages where they do not or
continue priorityinadequate would beto a concern.

isimplementation likely. Thesimilar undertheto one
project wouldimplementation of the currentexperience in

guide the determination of the components of the project, its
time span, management structures and other aspects.

The evaluation of the structure of the current project16.2
otherthat.presented in this among

the major issues are:-matters,
managementdistrict levelof thea)

b)

reconsideration of the consultancy appointmentsc)

monitoring andof thed)

e)

delinking of watershed development componentf)
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reorgani zation 
structure

delinking of the water supply component from other 
components

reorganization of the management structure of the
PPMU

Recognizing this need, the development of a follow on project

considerable improvement 
follow up procedures

where they are

report would indicate



itfollow project is designed, is16.3 theWhen on
recommended that the suggestions made earlier with regard to

determining the managementadopted whilethese aspects be
structure. main recommendationsconvenience. theFor are
summarized again.

16.4

a)

inter-beCell shouldof theb)

i)

ii)

iii)

management 
the

engineering 
Executive 
Engineer, 
Engineers.

The Cell 
selected 
officer

The district Project Cell would be reorganized as 
follows:

The structure of the Project Cell should be based 
on the premise that this is clearly a "district 
level project".

In addition to the staff and posts indicated 
above, the Cell should include staff members 
with experience in working with NGOs, the 
community and social issues. Posts of a Social 
Scientist to liaise with the NGOs and of a 
Health Education Specialist would have to be 
included in the Cell. Such specialists would 
be available in departments such as social
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to provide the 
include the 

Executive 
Assistant

The character 
disciplinary.

should be headed by a senior person 
for management skills. A senior 
of the Karnataka Administrative 

Service could be posted but the post need not 
necessarily be filled by working officers. A 
wide choice would be available from the pool 
of recently retired officers, and the private 
sector including those who have associated 
with the larger NGOs. In fact, considering the 
short tenure of these posts, appointment from 
the latter categories would be advantageous 
because terms and conditions could be generous 
enough to ensure devoted work and the 
appointment would be on contract.
The post suggested above would be in addition 
to the current staffing pattern of the cell 
which would have to continue 

skills. This would 
Engineer, an Assistant 
with two to three



iv)

c)

One NGO is recommended to be appointed for a district16.5
with the following features

a)

b)
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The Project Cell has currently some supporting 
staff, including an Accounts Section. These 
staff and this Section would continue as part 
of the reorganized cell.

All activities in a district, excluding engineering 
elements, should be managed by a single NGO. There 
would be only one NGO per district.
All software components in the district, including 
HSHE, would be managed by this single NGO. This 
would permit better supervision and monitoring.

If this responsibility of monitoring the quality of 
construction and general progress and keeping the* 
Project Cell informed is assigned to the regular ZP 
Divisions, marginal additional field staff would be 
necessary. The latter could consist of AEs and JEs, 
the number being determined as appropriate in each 
district depending on the number of project 
villages and associated criteria.

The induction of the regular Engineering Divisions 
of the ZP for purpose of supervision of 
construction and Environmental Sanitation 
activities would be desirable. These Divisions have 
engineering staff down to field level and such 
monitoring duties would not add to their workload 
to any significant extent. The coordination between 
the Project Cell and these Divisions would have to 
be provided by the CEO.

welfare, womeW&’-and child development, the 
Health department, the Land Army and the like. 
In this case too, open market selection would 
be an advantage for the reasons mentioned 
earlier.

The advantage of such field staff, placed in the 
regular Engineering Divisions of the ZP, who would 
be mainly concerned with works under this project 
would be that after the project ends expertise for 
long term maintenance and sustainability would be 
available.



c)

d)

e)

f)

The PPMU would be restructured as follows:-16.6

i)

withii)
and

iii)

iv)

a)

b)

e

reason be appointed, 
be necessary.

In 
community 
inducted 
district NGOs.

consultancy 
would

have 
into

would 
overseeing

level 
each

the 
the

be 
the

of
of

overseeing 
necessary, 
and (ii)

all 
if

16.7 The Consultancy appointments are recommended to be as 
follows:

The posts of Social Scientist and Health Specialist 
would continue but the incumbents would have to be 
well qualified professionals chosen from a much 
wider field.

The staff suggested above would be in addition to 
the supporting staff that now exist in the PPMU.

A single consultancy for 
district NGOs would be 
professionals suggested in (i) and (ii) above are 
not available. If such professionals cannot for any 

the single consultancy would

One Construction Supervision consultant would be 
appointed for a district. Reputable institutions or 
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The NGO would have to employ an engineer per team 
for better interaction with the community and 
liaison with the contractors and consultants. 
The NGO must appoint part-time village 
motivators from the village community in 
village, preferably women.

The district NGO must be appointed by the CEO so 
that links are clearly defined. PPMU would assist 
in selection but direct control must lie in the 
district.

The NGO would have to have sufficient number 
staff members formed into teams, the number 
teams depending on the number of villages.

addition, a professional, with experience in 
participation management, 

for coordination

The Design Consultant would be necessary and should 
continue till final designs are completed and 
modified bill of quantities and estimates are 
prepared.



inc) necessary. any case

The CP Management Consultant is not necessary.d)
e)

if

beenrecommendations hastheserationale forThe
provided earlier.

would have beMonitoring systemsReporting and16.8
improved on the following lines

woulda)

b)

c)

otherfromschemessupplyof waterDelinking16.9
thisinelsewhereindicatedtheforcomponents. reasons

report, would be desirable in the follow on project too.

Development and recharging of groundWatershedThe16.10
water component would have to be excluded from the follow on

ofselectioncriteria forthe asin areas.project case
If the composite approach thatcontinue.discussed earlier.
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The system must be established well before project 
activities acquire momentum.
The computerization 
appropriate soft ware 
is essential.

The HSHE consultant is not 
not on a long term basis;

The parameters on which information would be 
obtained for monitoring and the indicators that 
would be used for this purpose need to be developed 
well in advance.

The Training Consultant would have to continue. This 
consultant could induct other consultants or 
experts for short periods of time, if necessary, 
for specific activities.

of essential data, with 
for analysis and monitoring.

highly qualified individuals, provided they have 
the necessary organization, could be appointed.



(and private) land fromdoes not distinguish arablebetween

land is adopted, itnon-arable (or government) a

part of this project. However, the balance of advantage would

lie in implementing this activity under a separate project.
that emphasisthecoordination being established to extent

could be on watershed programmes that would benefit project

villages.

Committees of the Empowered CommitteeThe two Sub16.11
should besuggested earlier, for expeditious decision making.

the Management Sub-Committee and theestablished.
Monitoring Sub-Committee. The Empowered Committee should meet
more often to ensure that the emphasis on project activities

does not get diluted through routine management practices.

intothe VWSCofcharacter ain thechangeThe16.12
avoidThis wouldfostered.should bedevelopment committee

committees being set up for various specific purposes at the
coordinationofdegreeandlevelvillage someencourage

between inter-related programmes.

The early commencement of some elements of the project16.13
is essential. The current project has suffered seriously due

Thislate.commenced toobeingactivitiescertainto
the followingin particular.experience would indicate that.
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These are

could be



components should be commenced at least a year or two before
the components which result in asset-building are commenced:-

a)

b)

c)

Reorganizing the PPMU;d)

these should be completed by the time implementationIn fact/
of the other components begins.

16.14
the need for an independent institution for implementation of

thecareful consideration. If
woulditadopted.suggested hereinstructural changes are

seem that the same management structure would suffice for the

in theinvolvedissuesTheproject too.follow on
estab 1 i shment of an independent society for implementation of

itAt first sight.the project have been discussed earlier.
would seem doubtful if this would be a better alternative to
what would be in place after the structural changes are made.
The management of the society would be mostly official and it
would be dealing with Bank funds provided through government
and, therefore/ subject to all the stipulations of government
with regard to control over expenditure and the requirements

Since such an institutional structure has recentlyof audit.
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Procurement of equipment for the PEED for improving 
its infrastructure;

Appointment of the district NGO and CP activity, 
HSHE activities, formation of the VWSC and training 
of local community leadership;

Establishing indicators and devising an effective 
monitoring systems in all concerned offices;

The adequacy of the structural changes suggested or

the follow on project needs



it
is itsuggested that would be useful evaluate theto
experience in that State of this management structure before

taken.decision is is till this isrecommended thatIta
society forconsideration of thedone. the

implementing this project should be postponed.
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formation of a

been established for a similar project in Uttar Pradesh,



Chapter XVII

SUMMARY OF RECO4MENDATI0NS

briefly summarized herein. Reference to the relevant paras is

for convenience, follows the order ofprovided. The summary,

in particular. be referred tothe chapters. Chapter XV must.
for fuller discussion of these recommendations.

system ofof theanalytical study should be made1. An
intotakingworkssupplythecosting of water

implementedworksofcomparative dataconsideration
under other such programmes and this project to provide

in future. Parasofguidance regarding control costs
5.13 to 5.15

softwareallforresponsibleshould besingle NGO2. A
components in a district.

15.21 to 15.25.CEO of the ZP. Paras 8.7,

The Community Participation Management Consultant on the3.
present terms and conditions must be replaced to provide

effective supervision and guidance to the districtmore
theadministrative support toand theNGOs necessary

PPMU in the management of these NGOs.
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including HSHE. This NGO must 
zhave the necessary staff and should be appointed by the

The recommendations made in the preceding chapters are



i)

ii)

The Design Consultant is necessary.4.

i)

For the follow on project.ii)

Para

forConsultantof the.characterandroleThe5.
Construction Supervision need to be redefined.

eachshould be appointed fori)

ii)

the

The component relating to Groundwater Recharge needs6.
operationalandmethodologicalreconsideration on

thesorted out.thesetimesuchTillissues. are
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A professional should be inducted into the PPMU for 
this purpose. Para 15.29(b)

of 
and

consultancy 
district NGOs 
professional

One such consultant 
district. Para 10.11

The services of this consultant should continue 
till the commencement of the construction work so 
that all functions relating to design, including 
changes that may be found necessary when the work 
commences, relieving the Consultant for 
Construction Supervision of the latter 
responsibilities. Paras 9.9

the scope of the work of 
this consultant should be clearly defined to ensure 
that the process of community participation is not 
curtailed and to take into account (i) above.
9.10

The assistance of a consultancy organization 
between the PPMU and the district NGOs would be 
necessary if the single professional suggested 
above is not considered sufficient or is unable to 
carry out these responsibilities fully. Paras 8.8, 
15.30

The terms of reference would have to exclude 
responsibilities for modification of designs or 
estimates at the time of construction. Para 10.12

iii) Firm conditionalities should be specified regarding 
the number, qualifications and experience of 
staff employed. Para 10.13



implementation of this component may be kept
Paras 11.3 to 11.11

7. Action to implement the elements under leak detection,

water quality monitoring and purchase of equipment for

the PHED must be initiated urgently and its completion
monitored. Paras 12.2 to 12.12

receiveHabitat development and8. HSHE components must
urgent attention. The mechanisms for interaction between

the district Project Cell, the NGOs
13.8,improved. 13.2be toweak and must Paras

The HSHE component must be implemented urgently.9.

i)

ii)

The monitoring system needs improvement.10.

i)

ii)
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The 
improved, 
should 
15.31,

The appointment of a long term Consultant for HSHE 
is unnecessary. Paras 13.9 to 13.14, 15.15(iii)

qualitative aspects of monitoring must be 
For this purpose appropriate indicators 

be developed. Paras 14.8, 14.12, 14.13,
15.36

The expertise available in the Health Department of 
Health Education should be fully utilized and the 
staff of that Department associated with the 
implementation of this component. Paras 13.13, 
15.15(iii)

The use of the reporting system as a management 
tool must be improved both in the PHED and in the 
district Project Cells. Follow up of the 
conclusions of inspections and monitoring must be 
built into the system of management. Paras 3.14, 
14.10, 14.11

on hold.

15.15(ii), 15.30

and the VWSC are



iii)

iv)

supply should berelating waterThe to11. component
implementedandotherdelinked from components

separately. Paras 15.5 to 15.9

makeThe district Project Cell must be restructured to12.
effective. Theanddisciplinaryit multi more

structure should be based on the premise that this is a

15.3, 15.103.9, tolevel project". Paras"district

15.3515.15,

i)

ii)

PPMU needs reconsideration. Parasstructure of theThe13.
15.26 to 15.28

i)

ii)
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It should be headed by a senior managerial person, 
with specialists in social communication and health 
communication. Para 15.15 (i) and (iii)

regard 
the

engineering
should be

The responsibilities with regard to 
aspects that now vest with the PPMU 
assigned to PHED. Paras 15.32 to 15.34

The posts of Social Scientist and Health Specialist 
need to be upgraded in terms of professionalism. In 
addition a professional who can oversee the 
district NGOs is necessary. Para 15.29

The induction of the regular Engineering Divisions 
of the ZP for purpose of supervision of 
construction and environmental sanitation 
activities would be desirable. Paras IS.l^to 15.20

Indicators that would assist in assessing the 
sustainability of the project would also have to be 
developed. Para 14.14

Pending the appointment of the MIS Consultant, as 
an interim measure, an internal review should be 
made of the system of reporting and a set of 
indicators developed for qualitative aspects. Para 
14.13



iv) it

financial of theSpecial delegation of to14. powers any

departments in charge of the project is notagencies.
currently available wouldThe seemnecessary. powers

sufficient. Paras 4.7 to 4.9, 15.39

Two functional Sub-Committees of the Empowered Committee15.
Sub-the ManagementTheseestablished.should be are

Committee and the Monitoring Sub-Committee. The meetings

heldbeneedCommittee toEmpoweredtheof more

15.41 to 15.434.10 to 4.12,frequently. Paras 3.21,

To strengthen the system of inspection of construction.16.
establishedcould bedistrict levelthepanel ata

consisting of the Circle Superintending Engineer of the

ProjectdistricttheEngineer ofExecutivethePHED,
Cell and an independent outside expert. Para 15.45

The Training Consultant would be necessary and must be17.
continued. Coordination with the professionals suggested

6.16,

15.46
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iii) The Director, PPMU should be delegated the powers 
of a head of department. Paras 4.4, 15.37 to 15.38

in the PPMU would have to be effective. Paras 3.9,

If the recommendation made above is accepted, 
would be necessary to permit the Director, PPMU to 
open and maintain a bank account as prescribed in 
the accounting procedure. Paras 4.4, 15.40



establishment of independent society forThe18. an
would to be carefullythe project havemanagement of

considered. An independent evaluation of this management

suggested herein may beview is taken. The measures

implemented and evaluated before a radical institutional

structure is adopted. Paras 15.49 to 15.55

The VWSC should have a legal status and its composition.19.
should provide for women members and SC/ST members. The

developmentvillagesinglehavingpossibility of a

committee should be explored. Paras 15.47 and 15.48

incommenced wellbemust"software” components20. All
"hardware"theofcommencementof theadvance

16.13components. Paras 6.15,

The short and the long term recommendations made herein21.
could be considered by a Sub-Cozmittee of the /Empowered

15.57Committee. Paras 15.56,

the recommendations made aboveFollow on ProjectThe22.
valid for the follow on project too. An independentare

similarofstructurethe managementofevaluation a
before thebe madePradeshproject in Uttar muse

consideredisindependent societyofformation aan
viable alternative. Paras 16.4 to 16.14
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structure in Uttar Pradesh would be desirable before a



ANNEX I

PROCEEDINGS OF THE GOVERNMENT OF KARNATAKA

Subject:

PREAMBLE;

completion period of June 1 999

of

I*

of 
in

frame 
project

having 
in 
being

It 
Water 
etc.

considered the 
view the nature, 

followed for 
to constitute a 

to 
the 

proper

Karnataka 
keeping 

procedures 
the project 

on

Recently there was Mid-Term Review of the Project by the 
World Bank Authorities. The Aide Memoire of the Mid-Term 
Review suggested to review the project institutional 
structure so as to make it conducive for the implementation 
of the project before the project closing date of June 1999. 
Considering the nature of the project, project objectives, 
the current procedures that are being followed .for the 
implementation of the project and the institutional frame 
work, it is also the considered view of the Govt of Karnataka 
the present organisational structure is not enough for 
effective implementation of the project. Therefore, it has 
become necessary to modify the implementation structure so as 
to implement the project as per the project design and scope 
well within the project 
itself.

The Government 
issue in detail and 
objectives, current 
implementation of the project has decided 
Panel of Consultants on individual consultancy basis 
review the institutional frame work created for 
implementation of the project and to suggest

Government of Karnataka is implementing an Integrated 
Rural Water Supply & Environmental Sanitation Project with 
the financial assistance from the World Bank in 12 districts 
covering 1200 villages since June 1993. The total cost of 
the project is Rs.447.20 crores. The project is slated to be 
completed by June 1999. The basic objective of the project 
is to improve the health conditions of the rural population, 

is proposed to achieve this objective through the Piped 
Supply, Environmental Sanitation, Health Education 
The expenditure as on today is Rs.57 Crores as against 

the targetted Expenditure o-f about Rs. 220 Crores.

Integrated Rural Water Supply & 
Environmental Sanitation Project- 
Constitution of a Panel of Individual 
Consultants to recommend changes in the 
Institutional Structure of implementa­
tion under the project-reg



. .2

Therefore,

GOVT ORDER NO RDP 197 PPM 96 DATED 23-11-1996

1 . In the above circumstances

Consultancy basis consisting of the following

1 .

2.
(Retd)

3.

Each Consultants of the Panel shall be entitled for a payment
of a consultation fee of Rs.50,000\- thousand

including local travel and a sitting fee of Rs.250/- per day.

2.The Terms of Reference of the Panel shall be as follows:

(1)To

*

(Rupees Fifty
only) actual travelling expenses for travel within the State

Representative of the
Indian Institute of Management 
Bannerghatta Road 
Bangalore

Shri. P. Padmanabha, IAS (Retd) 
No. 216, Double Road 
Indira Nagar, II Stage 
Bangalore - 560 038 
Convenor of the Panel

review the Institutional frame work including 
the District Level Co-ordination Committee created 
for the implementation of the Karnataka Integrated 
Rural Water Supply & Environmental Sanitation 
Project being implemented with the financial assis-

Shri. Gulam Ahmad 
Engineer-in-Chief, 
No 412, 13th Cross, 7th Main 
II Stage, Indira Nagar 
Bangalore - 560 038

, the Government of KarnatakaI
are pleased to constitute a Panel of Consultants on Individua

institutional structure that may be considered necessary to 
enable the Government to implement the project within the 
project period itself and to review the delegation of powers 
and suggest optimum changes that may be considered necessary 
for the implementation of the project. Therefore, the 
following orders are issued.



. .3

and
implemen-

»

of Individual Consultants shall submit anPanelThe
Interim Report in respect of the Institutional frame work and

within one month and the Final Reportofdelegation powers
all aspects pertaining to the implementation of thecovering

Supply & EnvironmentalRuralIntegrated WaterKarnataka
the implementation structure/Sanitation project and on

the likely followby the Panel to implement
Rural Supplythe Integrated Waterpertaining &to

(2)To review the delegation of powers to the Officers 
Institutions and to suggest changes that may 

be considered conducive for the proper 
tation of the project;

tance from the World Bank and to suggest changes that 
may be considered necessary to enable the Government 
of Karnataka to implement the project as per the 
Project Scope and Objectives wel,! within the 
Project Period itself;

relevant issues as may be 
by the Panel to implement 

Rural Water Supply & 
Sanitation Project in a effective

other 
necessary 

Karnataka Integrated
(3)To consider 

considered 
the 
Environmental 
way.

delegation of powers and other aspects considered necessary

(4)To consider implementation structure, delegation 
of powers and other aspects considered necessary 
by the Panel to implement the likely follow on 
project pertaining to the Integrated Rural Water 
Supply & Environmental Sanitation in Karnataka 
to be taken up with the financial assistance 
from the World Bank.

on project
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financialthetakenSanitation to beEnvironmental
Bank wihin three months. TheWorldfrom theassistance

Panel would be provided byforSecretarial assistance the
Monitoring Unit.the Project Planning and

l|

To:

instreg.com

1 .
2.
3.
4.
5.
6.
7.
8.
9.

BY ORDER AND IN THE NAME OF THE 
GOVERNOR OF KARNATAKA

A Ul. __
(M.R. IVIJAYAK

Directqr, PPMU & E/o 
Addl. Secretary to Government 

Rural Development & Panchayat Raj 
Department

Accountant General in Karnataka, Bangalore
PS to Minister for Rural Dev & Panchayat Raj, Vidhana 

Soudha, Bangalore
PS to Development Commissioner, Vidhana Soudha, Bangalore
PS to Principal Secretary to Govt, RD & PR Dept
Engineer-in-Chief, PHED, Bangalore
PA to Secretary to Govt-II, RD & PR Dept
Superintending Engineer, PPMU RD & PR Dept
Jt. Controller of Accounts, PPMU, RD & PR Dept
Member concerned

up with

instreg.com

