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(Back cover)

The Government of Bangladesh has been committed during many years to improve living
conditions in its rural areas. The Netherlands Government has granted extensive support to
this endeavour. Much of this joint effort is directed to the coastal areas of the country, where
many “polders” were constructed to protect low-lying flat agricultural land from flooding.

Management of polders should be performed by people’s organizations. IPSWAM (Integrated
Planning for Sustainable Water Management) is a programme implemented through the
Bangladesh Water Development Board, and financed by the Netherlands Government. It aims
at improving such management.

This book is a manual of a novel methodology to enhance people’s participation in resources
management, using their know ledge, expertise and organizational skills. The methodology
“Learning from the best” is based on finding “the best” in relevant issues, among the
population, spreading their capabilities to others, through exchange. The process of learning is
notably enhanced by creating a festive environment of contests, aw arding great prizes to the
best, w hich are a pow erful incentive for all to try to be even better.

This methodology w as first developed in Latin America, w here it is known as Raymi, meaning
festival in Quechua, the language of the Incas.

ARCADIS Euroconsult contributed to the adoption of Raymi in Latin America w here it edited
and distributed a Spanish manual and used the methodology in several of its projects.

“Learning fromthe best”, Ray mi, has show n that it is possible to speed up change through the

combination of local knowledge management and providing prizes as incentives to learn,
apply, and innovate. This is the first manual of Ray mi edited in English.

£2 ARCADIS turoconsuLT

A DEXCEL Book Fund Publication
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PREFACE

Environmental degradation and widespread rural poverty are perceived as colossal liabilities
dragging dow n the economies of many nations. There appears to be no future for many, but to
migrate to the cities and tropical forests.

This book provides a different outlook and show s that the capacities of the (extremely) poor
with their dilapidated possessions can be seen as major assets. People are capable of
reclaiming their rangelands, agricultural lands, forests, their cultural riches, their economy, their
future.

It all may sound surreal. How ever, by now, small and big projects in so many different cultural
and institutional realities show ed that it could be done. This book includes testimony of many
farmers and project staff, w hich all tells the same story: rural development can be very fast,
achieve enormous improvements in the economy of thousands of poor families, w hile they
create their ow n opportunities.

This is a manual of a methodology designed and matured over the past 18 years in different
countries in Latin America. It is called “Learning from the best’, Raymi for short (fiesta in
Quechua, the language of the Incas). It is flexible and adaptable, capable of giving the people
their rightful place in their development: centre stage.

The history, experience and theoretical background of Raymi are described in another
publication of DEXCEL: "Eradicating poverty by developing peoples’ capacities”. It is due to
appear shortly in English, Spanish and French.

As our publications show, DEXCEL promotes Raymi, as it is the best methodology for
development know n to date, capable of producing rapid, replicable and sustainable results.

The search is on to improve this, or create even better methodologies. | hope this book
contributes in that quest.

Willemvan Immerzeel

Dhaka, October 2005
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1. Learning from the best in the Polders (%)
“Learning from the best” is a methodology to develop peoples’ capacities. Its basic principles
are really quite simple:

0 Find the best in some issue, and

o0 Give others the opportunity to learn from w hat the best do and know

o Provide strong motives to all, to learn, to create and apply innovations.

We all know these principles from sports: the teams study the techniques and strategy of their
strongest opponents to improve their ow n performance. There are interesting prizes and there
is much honour for the best. Big corporations have very similar strategies to stay ahead of the

competition. This shows that “learning from the best” is a general principle, applicable to many
different situations.

“Finding the best” will require tw o things: you need to have a good idea of w hat you are looking
for and a very large population to find something special, because the performance of most
families, and most organizations, is near “average”. Very few of a large population have
interesting things to show . (See Figure 1 “Normal distribution of capacities”) “Population” can
mean “families”, “organizations”, or both, depending on your field of interest.

Figurel
Nor mal distribution of people’s capacities
Average aluable
knowledge
The worst “Average” The best
management Their management
is damaging reclaims resources

“Learning from the best” can and is used in many, and very diverse areas as indicated above,
also in rural development, in a methodology called Raymi (?), which was designed and
matured in some of the poorest regions of Latin America.

The contents of this manual are based on publications of DEXCEL, a company aimed at
improving quality (effectiveness + effidency) in rural development. The publications are
available at www.dexcel.org

“Raymi” means “festival” in Quechua, the language of the Incas. The best can found in a
systematic way, through competitions, in a festive atmosphere, but also by asking around.
Repetitive contests provide strong motivators to improve continuously.



Ray mi has show n that great results can be achieved within a short time. In rural development,
how ever we are used to very slow processes of change.

Is it really possible to speed up the pace? Experience in several different countries, and in
many different projects, large and small, has shown that it is. There are at least two major
reasons:
- First, as in sports, the use of incentives improves performance of many. Such
incentives are honour and good prizes for the best. Contests about relevant issues are
organized. Such contests can be quite motivating, not just because of prizes and
honour, but because of the good results that people achieve. Prizes and honour are
great “motivators " during the existence of the project. After that the contests stop and
the “motivation” to continue outstanding performance should come from obtaining great
results (better living conditions, for example. In the case of IPSWAM, that would be
better conditions in the polder.).
Second, and may be more importantly, Raymi can mobilize a resource normally
disregarded and therefore wasted: the populations’ capabilities, their know ledge and
expertise, their creativity and possibilities to experiment and learn. With more people
involved, more capabilities become available.

Using and enlarging people’s capacities is the very essence of development.

Figure 2

The exceptional can help improve performance of the majority

Ray mi is not about identifying winners: it is about making winners out of ordinary people.
(Adapted from K. Patricia Cross)

| wrote this manual for the technical staff of BWDB-IPSWAM to use Raymi in improving w ater
management in Polders. People who live in the polders manage w ater levels and quality.
There are many problems with it now, because w ater management really is not very easy, but
people can gain much by improving it. In many polders, conditions related to w ater levels and
quality, are quite bad now . Improvements are therefore urgent.

-10 -



Asyouwill see, I distinguish several “stages” to implement Ray mi. | will explain some concepts
while describing these stages. These and other concepts are found in "Eradicating poverty by
developing peoples’ capacities”, a book about experience with Raymi in Latin America (At the
time of writing this manual, it is available on internet, only as a draft. See:

www .dexcel.org/publicaciones/learningdft . It will be available shortly as a publication of the
DEXCEL Book Fund at: www .dexcel.org).

What this book is NOT

To facilitate reading, let me define w hat this book is and is not. It is a guidebook of “how to”
apply this methodology, but it should be improved, changed, by learning and observing. It
maybe a guidebook, but you have to adapt the methodology to your particular institutional and
cultural situation. You can improve Ray mi, and make it eve more effective.

This is not a document of one financier, or a particular project. It “feeds” on the experience of
many people and projects, using their insights and documents.

What this book IS

For one thing, |wrote this book in English, w hile all its experience comes from Latin A merica. |
hope to contribute the debate about eradicating poverty and development, with very positive
experience from the other side of the globe. This manual may help the quest to arrive at better
projects; “quality” projects, w hich have greater impact at a lower cost. Projects capable of
improving the well-being of the population significantly and that are adapted to its social,
cultural, economic and institutional realities.

| am co-author of another book, which is about the history of the design of Raymi, and
the “discovery” of a number of concepts, crucial in development efforts. Understanding
the concepts helped to improve Raymi. They may also be of use to improve other
methodologies. This book will be available in English, French and Spanish on:
www .dexcel.org. At the time of writing this manual, they are all available in draft at:
www .dexcel.org/publicaciones/learningdft.

This manual centres on developing people’s capacity, as | believe that this is the essential
issue in (rural) development.

1.

@ It is about developing people’s capacities...

Capacity development is the process through w hich individuals and their organizations
acquire and develop know ledge, expertise and skills, w hich translates in possessing new
capacities.

This enables (groups of) people to improve their performance and unfold their potential.
Raymi is a practical methodology for capacity development.

| hope to persuade the reader to look for more information, read other books, consult web
pages, etc. In addition, those w ho can may w ant to visit the areas Iw rite about, to talk at length
with the families and staff of the projects. If youwish, | can organize such visits for you.
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2.

® Experience and concepts

MARENASS (an IFAD project in Peru using Raymi, from its design) understood that their
role was to “dewvelop capacities ", for which it used the methodology Raymi. The
experience of MARENASS show ed how families and their communities started to design
and implement strategies to improve their well-being and life in general, in all its
dimensions.

This experience show ed that the farmer communities are effective and can increase the
impact of public investments aimed at eradicating poverty, because it is possible to boost

production and reclaimtheir resources.
Augusto Cavassa, in: De Zutter 2004, p.134 (Translated from Spanis h)

How to use this book

If youw ant to use Raymi, you should read it from beginning to end, in sequence. How ever, you
may start just by glancing through the pages. The variety of contents, styles of presentation
and pictures, may grab your attention anywhere and provoke further reading. Another
possibility is to check the indexes and start from there. There is a main index, but | also
included an index of the Text Boxes.

Almost all material for further reading about Raymi, and projects using it, is in Spanish. In any
case, you may find much in www.dexcel.org and its links to other pages.

About the stile and use of words and places

Several examples presented in this book come from Latin America. That is because much of
my experience comes from that region. How ever, Raymi can be adapted to other contexts,
without upsetting its effectiveness, as was shown, for example in micro-industry, and
preventive health care in urban realities.

Sometimes | will refer to the “project”, which wants to use Raymi. In many places, | call it
IPSWAM, as | wrote the manual for that particular project in Bangladesh. “Project” may also
include NGO activities, projects of governments, etc. The word simply refers to an organization
with the resources to accomplish a certain task w ithin a limited time.

| use a number of words with which you may not be familiar, such as “polder”, regulator, w ater
management, and so on. The book therefore has a glossary, which contains many concepts
about w ater management, as w ell as concepts and other issues related to Ray mi, the meaning
of abbreviations, etc. You may w ant to glance through it, and use it w hile going through the
text.

The Audience

| wrote this book for the IPSWAM staff, with the responsibility to improve conditions in the
polders quickly. However, | believe it may also be of interest to other actors in rural
development: directors, technical staff, institutions, etc. but also for rural leaders, rural
professionals w orking in technical assistance. The book is for specialists in rural development,
project designers, back stoppers, project financers, staff of state agencies and staff of
organizations of international cooperation.

The layout of the book
After this introductory chapter, Chapter 2 gives you Raymi in stages and steps, from project
design, organization and selection of the project area, to the first and subsequent contests. It
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may be that Monitoring and Evaluation is the most important tool in rural development. | used it
to design the basics of Raymi and improve it. | therefore dedicate a w hole chapter to “M&E’.
Two annexes are included. The first one provides a number of ideas about what a “good”
Water Management Group would look like. The second annex is the “Rules and Regulations”
of a contest in the polders, giving you a detailed account of w hat such a document should may
look like.

3)
The significance of prizes and learning
Mrs. Felipa Aguilar : “We were not only interested in the prizes, but we were interested to
have forage for our animals, and to plant those fields and have better harvests. That's it.”
(Community of San Nicolas, Aroma, La Paz, Bolivia).

Mrs. Aida Mamani de Quispe : “Itis not for the prizes, but it is that we want to know , to teach
our own family, because we, farmers, we don'twantto stay like this. Year after year passes by
and w e want to learn more and more, for the well being of our children, and to improve our
animals.”

(Community of Collana Norte, Aroma, La Paz, Bolivia).

Mrs. Hsabeta de Mamani :“It is to improve our fields, to improve our animals too. if we get a
prize, wew ill take it, but mostly it isfor our animals.”
(Community of Collana Tiji, Pacajes, La Paz, Bolivia)

PAC-Il, in: Van Immerzeel, Cabero 2003
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2. Raymi in stages

In this chapter, | will describe how to use Raymi, from project design until the end of the project
(ideally year four). | have divided the w hole process into five stages, to facilitate reading. One
or more steps subdivide each stage.

The first stage is about “project design”. One of the key features of Raymi is to set clear and
unambiguous targets. The project should reach these targets within its lifetime, w hich typically
is about 4 years. A Raymi project is not open ended, as many development activities are. The
results obtained during the project should be sustainable, which implies economic and
ecological sustainability. It also implies that a sufficient number of people should have
achieved the kind of management required for such sustainability. We call that number of
people the “critical mass”.

The project should establish the ecological and economical optimum for the particular area in
which it operates. The fundamental conditions should be determined, w hich are necessary to
realize that optimum. These conditions represent the “Framew ork of Contents”, indicating the
direction the project should take, avoiding too much dispersal tow ards other issues.

The second stage looks into the formation and organization of the project team, responsible
for improving w ater management in the polders and promoting the project.

You may say that describing these first stages is not required because a design for IPSWAM
already exists and the team is already in place. That is true. How ever, the logic on which that
design was based is different from the one Raymi uses. IPSWAM, or its next stages, may
prefer to follow the new logic.

The third stage is about the selection of polders, based on transparent and publicly know n
criteria. Once the project area is established, the project will initiate formal relations with local
organizations.

The fourth stage will look into drafting rules and regulations of contests between families and
betw een their w ater manage ment organizations. This stage wi ill also treat the very first contest.

Continued observations about w hat goes well, and w hat did not, is the essence of stage five,
to improve project performance continuously. Much of the speed of the processes of change,
depend on the quality of the team's observations and their ability to adjust their actions. Such a
process tests and improves the quality of the technical staff. The fastest moving project know n
to date was able to introduce sustainable and comprehensive change of management
practices in almost 100% of the population, within two years. (This was the NGO CADEP,
while working in Cusco on irrigation management in Mollepata, Anta, Peru). “Normal” speed in
Ray mi, how ever, achieves similar percentages w ithin about four years. (%)

A basic tool during this fifth stage is Monitoring and Evaluation. | consider this the most
important task of the project team during this last and longest stage.

2.1. First stage: Project Design

The first stage starts out defining the project. IPSWAM already defined itself during the first
years of its existence. During those years, IPSWAM and the local population determined the
precise locations of operation, created several Water Management Organizations and the
project staff provided training on a number of issues.

Conventional projects typically require ten or twenty years only to introduce change of any kind
in a small percentage of the population (typically less than 10%).
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IPSWAM's present methodology does not allow it to venture into other polders. It simply does
not have staff or budget to do so. How ever, boundaries can change if IPSWAM can develop a
more effective and efficient methodology. In that case, IPSWA M could move into more polders.
It is with these new polders in mind that 1w rite about this first stage.

This manual is about IPSWAM creating the methodology that w ill allow it to take on many more
polders. For that scenario, | assume that IPSWAM has some liberty to choose w here it may
work. For that choice, | propose to adopt a simple criterion: go for greatest impact and benefits
for the people, w hich in this case w ould be, as many polders as possible.

Let it be clear, | am not suggesting that IPSWAM's staff should do more. Rather, its staff
should do things in a different way, which will make it possible to do less, while achieving
more .

The steps within this phase are the following: (I) identify the project area, opportunities and
actors; (Il) define the Framew ork of Contents; (lll) justify the project; (IV) define the project
manage ment units and budget.

Step 1: Identification of project area, opportuniti es and actors

I w rote this manual for the flat tidal areas of Bangladesh. Water management in such areas, in
one form or another, is aways present, even where the government did not construct
embankments or regulators.

Picture 1
Accreted land south of Polder 22 during high tide.
People constructed levies to protect the new land.

Without embankment or regulator, there is alw ays some form of water manage ment

People living in and around the polders, see thew ater move while it erodes land and deposits
silt. Some just use the w ater for fishing. Others try to conquer new ly accreted land to plant rice
and defend it against salt w ater. Still others let the salt w ater come onto their land to cultivate
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shrimp. All such actions are rather straightforw ard w hen the area is small. Complications arise
in larger areas, not just because of the size, but also because many more people are involved.

IPSWAM works in such complicated situations, where government agencies constructed
embankments and regulators, creating polders. At present, it is not very clear how and w ho
should manage w ater quality and w ater levels in these polders. Complications in many polders
are so serious that major portions may be flooded during the rainy season, w hile drainage is so
slow that flooding from occasional dow npours threatens the winter crops during the dry
season.

In such a scenario, IPSWAM could produce the greatest impact if it can improve water
management in the largest possible area. Using Raymi, IPSWAM can spread its resources
very thin, w hile causing a great impact within a short period. This is possible when IPSWAM
uses its resources to mobilize an even greater one, present within the population: people’s
know ledge and expertise, their creativity and organizational capabilities.

Anyone used to conventional projects would say that spreading the resources so thin will
cause no impact and will only result in w asting them. Others, used to Ray mi, w ould argue that
conventional methodologies invest too much and achieve too little, w hile w asting the major
resource available: peoples’ capacities.

As Raymi has it, IPSWAM can attend many more polders. This implies that the number of
stakeholders would grow likewise. According to the logic of Raymi, the more people and
organizations involved, the more resources become available to the project, as everyone can
contribute something. Conventional methodologies have a more pessimistic outlook: the more
people involved, the greater the problems.

There is no experience with Raymi in Bangladesh. That makes it difficult to make an accurate
assessment of the maximum extent of the area IPSWAM could cover. Experience in the most
complicated environments of Latin American countries (with extreme poverty, migration,
severe degradation of resources, and post-conflict situations with disintegrated social
structures plus plural-cultural realities) has show n that one staff member could easily handle
betw een 15 and 20 villages. Social conditions appear to be less complicated in Bangladesh.
How many polders could IPSWAM include in its program if the same staff requirements w ould
apply in the polders? That number may be a first approximation of the area the project could
cover.

Improving water management before improving infrast ructure
An important issue in the design of IPSWAM is the present assumption that infrastructure
needs to be in reasonable condition before w ater manage ment improvement by the people can
be organized. IPSWAM therefore finances infrastructural overhaul.

A consequence of this assumption is that the project does not consider any activity to improve
manage ment by the stakeholders in those polders for w hich no budget is available for canal re-
excavation and repair of regulators. People in these polders manage w ater levels and quality
with whatever means they have available. | believe that their efforts, know ledge and expertise
can be enhanced, providing the possibility to substantially improve conditions in their polders
before undertaking infrastructural overhaul. Many poorly operated regulators are silent
witnesses of this fact.

“Unplanned activities”, as IPSWAM calls it, cause severe “internal drainage” problems. Such
activities include construction of cross bunds by the population, but also by road constructing
agencies. Such actions exclude areas served by a particular regulator. Problems show up in
drainage congestion, w hich tends to getw orse over the years.

-16 -



“Overland drainage” also finds obstacles, causing drainage congestion in many places. Such
obstacles can range from roads, levies, etc. to simply a long distance from a particular plot to
the drainage canal.

Clearly, activities that are “unplanned” now, should become “planned” and the people

themselves should remove most obstacles to overland drainage. Such action would prevent
new problems and reduce or eliminate existing ones.

In other words, there are pow erful reasons to improve people’s control over w ater in more
polders than the few where infrastructure is improved:
1) People need to “plan” the present extremely harmful “unplanned” activities, thereby
improving internal w ater manage ment; People need to improve over land drainage.
2) IPSWAM only has a limited budget to improve infrastructure. The project can therefore
undertake this activity only in few polders, while problems are much more widespread.

It can alleviate such problems by changing present management practices (or the
absence of such practices).
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(4)
Water management
“Operation” of infrastructure is the one key issue of water manage ment.

Operation is “influencing the flow of water with understanding to obtain the desired water levels
and water quality in a water management system”.

The most important instruments in operation are regulators and canal excavation (*). It may be
that the gate of the regulator is broken. This only means that operation of the gate is
cumbersome. Operation can start on the day the flow of water can be influenced with
understanding (by taking out or placing stop logs, or an earthen bund, or by opening or
closing the gate).

The instruments required for such understanding are: independent blocks, gauges inside each
block and at each outlet, a simple map.

- “Blocks”. Each regulator can only serve a limited number of hectares. Each block
should be hydrologically independent from other blocks. A polder should have as
many blocks as it has regulators. Water is hardly manageable if blocks are
interconnected.

- Gauges at the countryside of each regulator and in the far reaches of each block to
assess the functioning of the canal netw ork by comparing w ater levels at the regulator
and in the far reaches.

- A map of the canal netw ork of each block, or even a simple sketch of the canal layout.
It must be precise in signalling the canal layout. It does not need to be precise in terms
of scale, etc. The WMOs can and should produce these maps, for each block.

At present, the blocks only have gauges at the regulator. A cumbersome alternative to
referenced gauges throughout the canal netw ork is the MAXI-MINI test (not yet introduced).
Other alternatives are out of the question due to their extremely high cost (such as computer
modelling, needing detailed measurement of the canals, w ater levels, etc.).

Consequently, the WMOs cannot yet assess the performance of the canal system of the
blocks, with understanding, or any kind of precision. Adequate system operation is not
possible under such conditions. An expensive alternative to canal operation with
understanding is comprehensive re-excavation, as practiced by the BWDB.

Many assume that the regulator and other structures (gated culverts, etc.) are the only
instruments for influencng water levels. However, it may be evident that removing or placing an
obstruction in a canal also influences the flow of water and waterlevels. Such “canal operation”
istherefore an instrument in water management.
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Picture 2
Badly operated regulators

Water enters and leaves the polder at the rhythm of the tides.

During the rainy season, water that entered into the polder duiing the upcoming tide occupies
most of the regulator capacity to drain the water from the polder. This kind of operation
greatly impairs drainage and causes severe drainage problems. Such problems show up far
away from the regulator, in drainage congestion.

Similar but reverse problems occur duiing the dry season, when water is needed, leaving
much of the polder dry.

Another assumption of conventional investment in development is the idea that the project
needs to study the problems first, and solve them. No one in his right mind w ould doubt that
such a procedure is correct: how else could you justify the necessary investments?

Ray mi takes a different look at this issue.

0 People identify and solve their problems. The project “only” motivates themto do so by
promising rew ards. The project also directs peoples’ attention to the issues it believes
need to be improved.

0 The project “pays” only for the best results in the form of przes. The amount paid as a
prize is typically much less than the winners’ investment in labour and cash. This
means that there is virtually no project expenditure, unless there are tangible and
sizeable results.

Raymi therefore does not require the project to do detailed studies of problems to justify
investments. Evidently, there may be certain problems, which go far beyond people’s
capacities to solve them (for example, constructing a bridge in a major road). How ever, people
can often improve much before such a bridge is constructed, with means that are w ithin their
reach.

In short, it appears to me that IPSWAM is capable of designing and implementing a more

effective and more efficient methodology. This w ould imply that it can and should take on more
polders, to generate the largest impact possible. It also implies that it should move tow ards
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polders where the BWDB, or any other agency, wil not do any “implementation”
(infrastructural overhaul) soon.

Creating new organizations
Many rural development methodologies create new organizations and invest much energy in it.
Ray mi, how ever, proposes to build on existing ones.

IPSWAM is committed to create new organizations: at the low est level the WMGs and at the
polder level the WMA. | am an engineer. That may be why | used to think that the project
should create a WMG for each regulator, or rather, for each block served by one regulator.
IPSWAM how ever, created one WMG for each village.

Both possibilities have their advantages. One finds its logic in w ater management, proposing
one organization per w atershed, the other aims at using the existing social structure. There
has been some debate about this issue. IPSWA M has chosen to create one WMG per village.
I now believe that this is the right decision.

According to Raymi, however, one should avoid creating new organizations, and rather
enhance existing ones. If, how ever, creation of new organizations is unavoidable, one should
get as close as possible to existing social structures, as IPSWAM did.

Step 2: Definition of Framework of Contents

This second step is about the changes the project will bring about. Some projects take their
references from the “preferences” of the population; others leave it up to the project staff to
decide. In either case, the result is usually a scattering of attention into all sorts of directions,
affecting the impact of the intervention.

IPSWAM clearly focuses on improving w ater management and create stable organizations to
this effect, assuming that this is the issue most affecting people’s economies in the polders. It
is hardly likely that improving water management is the only relevant issue to create
economical and ecological sustainability of the villages in the polders.

IPSWAM has opted to prepare “environmental plans” for the polders, w hich is in many w ays
similar to the Framew ork of contents. The WMOs agreed to implement the environmental
plans. These include w ater management, but also other issues such as the reduction in the
use of pesticides, and planting of trees.

The move of IPSWA M out of the narrow focus onw ater manage ment to include environmental
issues is quite remarkable and very significant, especially because it is based on the system
perspective in development.

The only difference between the environmental plans and the Framework of Contents is
perhaps that the Framew ork also looks at the economic side of development, as it is based on
a combined environmental and economic picture. In either case, much of the contents apply to
the family level (w here many of the most relevant activities take place, seen from the economic
and ecological perspective).

There are several instruments to define the Framework of Contents. The most reliable is
ecological and economical simulation (°). | recommend entrusting this task to short-term
experts. Such an exercise, how ever, should leave capacities in Bangladesh to continue and

> Several computer programs are available for such modelling. See also: "Eradicating poverty by

developing peoples’ capadities’ at www.dexcel.om.
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further elaborate these techniques. In other countries, (Peru and Chile) universities are taking
interest and developed expertise in this area, to assist NGOs and government rural
development projects to focus on the major issues in rural develop ment.

The simulations can also provide an answ er to the question if improving w ater management is
enough to improve people’s economies, or if there are other key issues that severely constrain
development.

It may be possible to improve the “environmental plans”. How ever, at this point it is probably
best to consider the environmental plans as Framew ork of Contents.

Step 3: Project justification

This step in the design of the project aims to establish costs and benefits. This step focuses on
optimizing different alternatives, and on presenting the arguments on the relevancy of the
investment. IPSWAM has already presented studies of infrastructural intervention, w hich
appear to justify such actions. How ever, lastingly improving water management through
developing peoples’ capacities did not receive proper attention yet.

Paying attention to improve peoples’ capacity in water management is also quite relevant
where “implementation” takes place; investment in improving infrastructure can only pay off f
IPSWAM is successful in lastingly improving water management in the polders. Otherwise
regulators will continue to block drainage (as they are mostly “occupied” by tidal water moving
in and out). Furthermore, “internal developments” (all “unplanned”) will continue to deteriorate
drainage conditions, unless IPSWAM is successful in improving peoples’ capacities in w ater
manage ment. Furthermore, overland drainage will continue to cause w ater congestion, as long
as there are no organizations such as the WMGs aimed at eliminating such problems.

The justification still required is therefore about IPSWAM developing peoples’ capacities in
water management. What are the costs of such actions? What are the benefits, in polders w ith,
and in polders without infrastructural improve ments?

What are the costs when IPSWAM fails to be effective in developing peoples’ capacities in
water management? It may be that investments in infrastructure would not bear fruits, meaning

that there is a cost for the family and local economy. The simulation exercises suggested
above, can give reasonable estimates of costs and benefits.

Step 4: Project management Units and budget

The agro-ecosystem is managed by farmer families, fishermen and their organizations. The
basic “management units” are the areas controlled by these organizations. That is w hy the
WMGs are village-based. However, the basic water management units (polders and the
catchment areas of each regulator, or blocks) do not coincide with the geographical areas
controlled by any organization. A polder may have 22 villages, and therefore 22 WMGs. There
may be only five blocks in the polder, w ith several villages in each block.

How does IPSWAM deal w ith this confusing issue? Its guiding principle is that people manage
their resources. This implies that the smallest units for IPSWAM are the organizations. These

organizations should learn how to cope with water management units that cover several
villages.

IPSWAM has chosen the polder as their basic management unit, which groups together a
number of villages. How ever, a polder is not a social organization, but a w ater manage ment
unit. A number of villages also form a Union Parished, but these organizations do not coincide
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with polders. Choosing the polder as the basic management unit implies that new
organizations are required (the WMAS).

An essential component to calculate the budget is the number of staff required in a certain
area. In other areas, Raymi determined that the Concentration of the intervention, w hich
expresses the number of staff in relation to the number of families. Raymi suggests that there
should be 0.7 to 1 staff member per 1000 families. In those areas, the villages have about 60
to 150 families each (°). In Bangladesh, how ever, the villages concentrate more families. The
staff works through the village organizations. How ever, the fundamental criterion is not the
number of families, but the number of organizations. This means that one staff member should
be able to handle a polder with anywhere between 10 and 15 villages. In practical terms, that
would be about one to tw o staff members for each polder.

Evidently, this is a first rough approximation of staff requirement, when using Raymi.
Conventional methodologies typically require many more staff. When discussing Raymi, this
issue is often somew hat contentious. It is how ever, quite crucial, not just for calculating the
budget, but also for the methodology itself. The low number of staff reflects the different roles
for the staff should play in Raymi. See also the Text Boxes: “The trick of the diluted project”
and “Capacity development: hands-off — hands-on”.

(5)
The “trick of the diluted project”

The shift of paradigm, that the field staffs need to go through, is a major difficulty when
implementing Ray mi. Everyone is used to being “teacher” and considers to be the “source of
know ledge”, believing that it is their task to “help” and solve problems of the farmers and their
organizations.

Ray mi changes the role of the “extensionist”. Some adjust easily, but others take the “helping”
part of their job really in earnest. The change to the new role in a capacity development

project is not at all easy.

To facilitate the transition, the Director of the project has a “trick”, which [will call the “diluted
project”: the conventional field staff can only “help” a limited number of organizations and
families, 80 at the most. With Ray mi, each staff member must achieve that about 10 to 15
times more families introduce changes in their management. That is impossible if (s)he w ould
stay in his/her conventional role. In other words, the field staff cannot persist in the role of
“teacher” and w ould fail if they tried.

Villages in these areas are spread out over large tracts of unfertile. Such villages cannot hold
more people asthe distances people would need to cover would become enormous.
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6.
© Capacity development: hands-off — hands-on

Raymi is about capacity development. People from outside cannot do capacity
development. An outside agent or promoter can encourage, stimulate capacity
development, or deliver information. How ever, (s)he cannot —should not- take the lead.
Leadership should emerge from w ithin the organization and members of the organization
should do the required work. Families and communities can benefit from outside
knowledge and advice, but they should be in charge. In other words “hands-off”
“Participation” does not begin to describe this require ment.

Capacity development goes way beyond participation
Capacity development implies acquiring and applying new know ledge. Learning based on

experience is therefore at its core. In that sense, capacity building is “hands-on” and
practical for the families and their communities.

(Adapted and tr anslated from: Douglas Horton, 2004)

The number of Field staff available in IPSWAM makes it possible to attend a large number of
polders, if itw ere decided to use Ray mi.

Another important item in calculating the budget is the requirement to provide interesting prizes
to the families and their organizations. Contests are a major ingredient of Raymi, as is the
exchange betw een people and their organizations about issues that are part of the Framew ork
of Contents. In calculating the budget, how ever, the prizes for the contests are a major issue.
Details about the contests will follow in the next paragraph. For now, how ever, let us look at
the budget first.

Contests between families , these are organized by the WMG. In this case, IPSWAM w ould
finance four or more prizes per contest for each village. For example, in case a Polder has 22
villages (and therefore 22 WMGS) it would require 22 x 4 = 88 prizes for each contest. With
one dry season and one w et season contest per year, this w ould mean 176 prizes. The project
may decide to assign more prizes per village. That depends on the criteria it wishes to apply.
The amount of the prize should generate sufficient expectation, or rather, excitement.

Some financing agents using Raymi in their projects consider distributing resources to the
families so important that they prefer to provide a prize for each family (case of IFAD in several
South American countries). In this case, the excitement of winning, and the effort people put in
to be the best, derives from the difference betw een the prizes. The first few prizes should be
great, the others simply interesting.

Contests between WMGs , these are organized by the WMA. The number of prizes needed
for the contests betw een the WMGs depends on how many WMGs there are. One prize is
enough if the WMA of a small polder only has about three or five WMGs. A large polder with
20 WMGs w ll require at least four prizes. Again, this depends on the criteria IPSWA M decides
to apply. As in the case of IFAD, it may be that IPSWAM considers it quite important to provide
the WMGs w ith resources. IPSWA M may therefore prefer to provide a prize for each WMG.

The prize should be such that it creates sufficient interest and excitement among the
population, especially when starting with the contests for the first time. The process of
innovation, both for the families and the WMGs and WMAs should be “kick started” with great
prizes. For example, the first prize for afamily may be equivalent to the monthly w age of afield
staff member.

The main contests are “general” in nature. They should include the main and most general
issues of resources management at the family, village and polder level. These contests are to
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find out who manages their resources best. These resources include labour: achieve more,
with less effort (*). There should be (at least) tw o general contests per year: one to prepare for
the dry season, and one to prepare for the w et season.

The field staff should monitor w hat people do during the contests. It is quite likely that some
issues do not receive the attention they deserve. Some important issues may not even be part
of what people are doing. At the family level for example, people may not be improving their
fish production. At the WMG level, maybe target w ater levels for different portions of important
canals may never have been determined. If there are no target levels, the WMG w ll also not
check if they are achieving these levels. The WMG may be so busy with their village that they
forget that they are part of a block and need to coordinate w ith other WMGs to determine w ater
management issues w ithin the block that they share.

Whatever the issue may be, if it is important, it should receive attention. “Partial contests” can
help to focus everyone’s attention on these important but forgotten issues. Partial contests are
organized simultaneously with the general contests. These partial contests must be open to
everybody, even to those w ho do not participate in the general contest.

The prizes for the partial contests must also be included in the budget. The project cannot
know in advance, which partial contests it should organize. It should therefore make a rough
estimate to include these contests in the budget: about 50% should be added to the amount
required for the general contests.

Contests do not only require prizes, they also need publicity. Such publicity may include
posters, radio and local TV messages, miking, banners, flags. In addition, the project should
estimate the cost of spreading the rules and regulations to the families and WMGs.

Providing prizes only for the best determines much of the efficiency of Raymi. This implies that
the number of participants hardly influences the budget. In any given village, the same budget
is required for 50 participating families, as it is for 500.

The project, how ever, achieves so much more if more people participate. It should therefore
invest much effort in maximizing the number of participants. Evidently, it is a much greater feat
to win from 500 than it is to win from only 50. The excitement to win in a contest where many
participate is much greater. That excitement and with it the motivation to do their level best
depends on issues such as effective publicity, high ranking authorities coming to give the
prizes to the winners, etc. For these reasons, the project should try and “optimize” the
excitement, and w ill require some budget for that purpose.

Ray mi is not just about finding the best, the essential part is about learning fromthe best. The
contests only help to find them. Exchange betw een families, and betw een their organizations,
is required to learn fromthe best examples. These trips of exchange may not be limited to the
polders where IPSWAM is working. It may very well be that very exciting experience is
available in the area of Chitagong, or some other remote area of Bangladesh. Sufficient budget
allocations should be available for these purposes.

A budget is required for preparation and spreading of training materials (leaflets, in w hich the
best families can explain their secrets of why they obtained such good results. ()

! The contests should never be about who did more. Rather, they should be about managing the

resources well. “Managing” is always about lowering costs while increasing output and
su stainability.

That is different from what conventional projects do: such projects prepare matetial about what
their technical staff can teach the population. With Raymi, the teachers are found among the
population and the project staff becomes “Director of the school”. These “directors’ need to find
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Finally yet importantly, IPSWAM may want to publish about their experience, so others can
learn from our experience. “Learning from the best” is not just for families. It also applies to
projects. A reasonable budget should be available for this issue.

2.2. Organization
With the budget prepared and approved, IPSWAM can now start its activities. This is the
second stage of Raymi. As a firststep, IPSWAM needs to “compose” the team.

Step 1: Composition of the team

The team should be made up of a coordinator, secretary / administrator and field staff
according to the maximum area IPSWAM can cover, according to the criteria set forth above,
describing the first stage.

Selection of staff

Ray mi requires a combination of characteristics and capabilities of its staff, somew hat different
from those required for conventional methodologies. This difference is mostly due to the
different role the field staff will play. () For example, Ray mi does not depend on the field staff
as a source of information for training in the different subjects. The field staff should not
engage as trainers or teachers. Rather, “the best” should be found among the population to be
trainer for the others. The staff “only” has a facilitating role. Therefore, in selecting the staff,
their fundamental capacity should be in creating a process of learning among families and
among their organizations. | will call this “inter-learning”. The fundamental capacity of the staff
is therefore not what they know on technical issues of agriculture, water management, animal
husbandry, human health, etc.

The field staff needs to have the capacity to recognize people among the population, those
people w ho possess the “specific contents”, and all its variations, that make up the Framew ork
of Contents. The “specific contents” is the best specific know ledge and expertise to manage
some resource. It consists of know ledge and expertise. Consequently, it cannot be dissociated
fromthe person possessing it. | call these people, families and organizations “pioneers”. Raymi
moves very fast. This means that others will surpass today’s best tomorrow . It is a major task
for the staff to be always on the lookout for pioneers. The contests are just one mechanism of
finding the best. Another, very important mechanism is having staff, capable of finding
pioneers.

The staff should achieve that the pioneers share their knowledge and expertise with others.
That is w hy the staff should be capable of using and combining a number of instruments, such
as exchange trips, radio programmes, w ritten material (written by the pioneers themselves),
posters, newspapers, banners, and so on. The field staff should be capable of monitoring and
evaluating the effects of all such “spreading” activities to improve his or her effectiveness.

The field staff should be capable of identifying deficiencies in the treatment of the areas
included in the Framew ork of Contents. (S)he should therefore be capable of understanding
the Framework of Contents, verify all available “specific contents” and be capable of
identifying any missing issues. Besides, (s)he should be capable of proposing the necessary
steps to overcome shortcomings in an effective and efficientw ay.

very good teacher in all of the major subjects. Training material should not reflect what the
director knows, but what the professors (the best families and organizations) contribute! These
families and organizations should therefore prepare their materials: flyers, leaflets, etc.

See also the book “Learning from the best” available at:
www.dexcel.org/publicaciones/learningdft
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The attentive reader will surely ask now “and what about the technical capabilities of the field
staff"? Yes, what about it? In the first place, the technical expertise and capabilities of the staff
is necessarily limited, if compared to the wide range and depth the very best people in the
polders have, and w hich the field staff can and should mobilize. The main criterion for selection
of staff is therefore their capability to organize and direct a very dynamic process of inter-
learning and local experimentation.

The field staff in a project which focus is on water management can therefore be an
anthropologist, a civil engineer, a sociologist or economist, etc. The professional orientation
hardly matters. The fundamental issue are his or her attitudes tow ards even the most deprived
families (innovations can often be found among such families; need is the mother of creativity).
These attitudes should be positive, and be characterised by empathy and respect, allow ing
that his (her) relations with the population are horizontal. At the same time, the field staff
should have a healthy dose of self-criticism, be capable of teamw ork and capable of sharing
his or her progress and problems to advance colleagues, and IPSWAM in general. (S)he
should be capable to learn from ow n experience as well as from the colleagues.

Staff training

Staff needs training to be able to w ork according to the projects methodology (Raymi). Several
strategies are required. The most effective is a combination of seminars and w orkshops by
people who know and understand Raymi, visits to other projects using Raymi, and studying
literature about Raymi. The last two issues are necessarily limited in Bangladesh, as the
experience is only available on the other side of the globe, w hile most literature is in Spanish.
There is one book in English (and another in French) available as draft. At the time of writing
this manual in English, the draft of the English version of the book is available at
www .dexcel.org/publicaciones/learningdft. The field staff will have a hard time reading a 150
page English book. It may be necessary to translate parts of the book to Bengali, as well as
this manual.

The field staff needs training in the Framew ork of Contents and in how to use this instrument to
maintain their actions within the general direction IPSWAM should go (as going off in all kinds
of directions will diminish the economical and ecological impact of the project). There may be
two “versions” of the Framew ork of Contents: one for families and their WMGs and one for
WMAS.

a. Training in the Framework of Contents (Families and WMGs)

The field staff needs to understand several basic concepts. How ever, before any theoretical
explanations, they need to visit the area of the polders and understand and learn about the
causes and characteristics of deficient water management and other issues related to the
causes of rural poverty. The field staff also needs to learn to recognize improved w ater
manage ment.

This may seem rather straightforward. However, confusion about basic issues is quite
common. For example:

0 Areas which suffer from w ater congestion, are commonly referred to as “low land”,
though topographical surveys and topographical maps show that the land can hardly be
flatter that the polders. In the polders, deep w ater is usually not a topographical issue
but a very severe drainage problem, caused by obstructions and distances overland
drainage needs to overcome and by problems in the canal network and regulator
operation.

o0 Operation of regulators is another issue surrounded by quite a bit of confusion. For
example, many believe that fast flowing w ater is a sign of maximum drainage. That is
true in tidal canals, but not after a regulator constricts the flow. Letting the tidal w ater
flow freely in and out obstructs the drainage flow, as the outflow of tidal w ater occupies
the capacity of the regulator most of the time. That w ater came in during the upcoming
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tide. It appears that not many realize that a regulator provides maximum drainage,
when water can only flow out, and is blocked from flow ing back into the polder. Similar
confusion surrounds “maximum’ flushing (*°). It appears to me that people never
operated the regulators of the polders at maximum drainage capacity.

0 Some believe that the canal netw ork should link all regulators. How ever, if that were
the case, the polder would be inoperable. Rather, as people in Polder 22 show ed, the
catchments of the regulators should not be interconnected. The size of each catchment
should correspond to the capacity of the regulator.

And so on. The project should clarify these issues as they hamper improvement of water
manage ment.

The training of the field staff needs to address these and other fundamental issues and be
follow ed by a study of the basic concepts of water management of polders in tidal areas, as
well as issues related to agricultural and fish production in such polders.

Systematic evaluation of progress should accompany the learning process of the field staff,
combining w ritten and oral examinations, as well as practical visits and tests in the field. The
field visits should include the execution of the MAXI-MINI test or other ways to assess the
performance of the canal network of blocks (for example, comparing the w ater levels in the
canal netw ork at the regulator and at the far reaches of the block). Such tests make it possible

to pinpoint trouble spots in the canal, needed to operate the w ater management system w ith
understanding (See Annex 1: “What deter mines if the WMG is good?”).

Training of the field staff should continue and deepen during the project. New staff, entering
the project later, should also receive this training, study the mentioned issues and accompany
the best field staff in the field, to understand the principles and mechanisms of Ray mi.

10 In Bangladesh, “flushing” means letting waterinto the polder.
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7.

“ Where does the MAXI-MINI test come from?

The managers of a block require a simple instrument to verify its performance: gauges at
several key locations in the canal netw ork. Gauge readings allow the managers to see if there
are any significantw ater level differences w ithin the block. If there are, it indicates that there is
some obstruction to the flow of water.

Such gauges, how ever, require installation and all need to have the same reference level and
scale. There are only gauges at the regulators. Other gages may never be provided.

An alternative way to measure the performance of a block is the use of gauges without
reference level. They can be as simple as a bamboo stick placed firmly in the canal bottom.
Non-referenced gauges (bamboo sticks) may be easy to install, but with such gauges it is
cumbersome to measure the performance of the canal system and find obstructions.

Even so, the test makes it possible to check if the smallest w ater management system (the
block) is capable of providing the required w ater levels in the canals throughout the block.

The MAXI-MINItest is based on a simple principle: if the system performs w ell, w ater levels in
the canals of the block should change, when the level at the regulator changes: if the w ater
level at the regulator is maintained low for several days, the water levels in the canals of the
block should follow and become low er. Changing the w ater level at the regulator to a higher
level, should be followed by a similar change in water levels throughout the canal system.
Obstructions somew here in the canal systemw ll show, as levels will not follow the low and
high w ater level at the regulator.

People can put the non-referenced gauges (bamboo sticks) in any place in the canals of their
block, to see how well their canal system performs. By using the test, they obtain precise
know ledge about the performance of the canals, as it makes it possible to pinpoint
obstructions in the flow of water. Such knowledge is required to plan the minimum
requirements of canal clearing or re-excavation (also known as canal operation). WMOs
require such knowledge to operate their block with understanding.

In the absence of referenced gauges, there is no alternative to the MAXI-MINI test, as far as |
know . How ever, you may know a (better) way to check the performance of the block. Please
make sure it is applied and people learn how to use it. Apply and develop the MAXI-MINI test
if you do not have an alternative to it, or else, install gauges throughout the block, all with the
same reference level.

Not having any test at all to check the performance of a block and pinpoint obstructions, is not
acceptable, as it would mean that those responsible for managing w ater have no way of
assessing the performance of their block. In the absence of a performance test, canal re-
excavation is either comprehensive or random (random from the w ater manage ment point of
view, as obstructions cannot be identified in a systematic w ay). Both forms of re-excavation
are aw asteful use of resources.
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Picture 3

In the absence of gauges, sticks in the canal bottom, and a healthy dose of common
sense, isall thatis needed to check the performance of the canal network of a block.

b. Training in the Framework of Contents for the WM As

Without a doubt, the WMA should play a central role in development processes of the polder.
That is why the staff of IPSWA M should have a clear picture of that role and of the strategies
to stimulate such roles.

The main role of the WMA is a facilitating role of the economic activities of the polder, creating
the best possible conditions for (economic) activities, such as agriculture, fisheries, and so on.
The main attention in the polder is, evidently, w ater management. It is, how ever not the only
one. IPSWAM developed “environmental plans” w hich are agreed upon w ith the WMOs. These
plans include w ater management, but also other issues such as the reduction in the use of
pesticides, and planting of trees. For the time being, these plans can serve as Framew ork of
Contents. The field staff should be familiar with them and be able to recognize the value of
what some families and organizations do to fulfil the issues contained in the plans. These
families and organizations are the pioneers, whose examples they should spread everywhere
within their area.

Step 2: Refining the Framew ork of Contents

The sequence within each item of the Framework of ¢~ ontents

When put into practice, the project should approach the Framew ork of Contents systematically
and according to basic pedagogic principles. Systematically, as there should be a certain
order. For example, there is no point in improving livestock as long as there is insufficient
production of animal feed. Starting with livestock can even be damaging and in many cases
lead to a dramatic reduction in the production of fodder. Fodder production comes first.

As for the pedagogic principles, the project should treat the issues in the follow ing order:

o From simple to the more complex. For example, from the selection and storage of rice
seed by each family, to a regional system of production of seed, including control of
pests and diseases, commercialization, quality control mechanisms and distribution,
etc. all managed by the farmers themselves.
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o0 From the particular to the cdlective. For example, from field irrigation to a well
functioning irrigation system. In the drainage system of polders: from eliminating
obstructions to overland flow (family and village level), to improving operation of the
drainage system.

o From prevention to cure. For example, food security, hygiene, drinking w ater
provisions, and so on, are first in line. Attention may then also cover healing and curing.
Integrated Pest Management of crops places its first attention to preventive measures.

Contents should be relatively simple at first. Atthe end of the program, they should cover the
Framew ork of Contents in all its complexities.

Step 3: Promoting the project

Presentation of the team

Local leaders and organizations should be contacted once the polders are selected and after
contracting and training the field staff. The project should convene a meeting with them to
present the IPSWAM team. It is important to win the support and confidence of these persons
and organizations by being open, and honest. The first impressions are very important and are
hard to change. We need to do our best to cause a good impression. The project should
provide the follow ing information, both verbally as w ell as in written form (a small leaflet):

(8)
Key information (leaflet)

o Complete name of the project, addresses, telephone numbers, office hours,
etc.

o Name of the Directors, Team Leaders and all other staff and team
members, including their functions and responsibilities.

o A brief description of the project, its objectives and methodologies and
subjects itwill cover.

0 An explanation of the role of the stakeholders.

0 An explanation of what people in the polder can expect from the project
(prizes, exchange visits to learn from others).

0 What not to expect fromthe project (fixing of the school, etc.)

And about the methodology to be used:

o The project will work with: Families, through WMGs and WMAs (to be
created).

0 The project has a budget to provide prizes for the bestfamilies and WMGs
and WMAs. The rules and regulations of each contest will specify the
prizes. The participants will organize these contests themselves, inscribing
the participants, appointing referees. No staff member of the project will be
referee, but can be an observer.

0 The contests are a way to find the best families and organizations in a
systematic w ay.

0 The project will give the winners the opportunity to spread their example
everywhere, so everyone will know them, and know how to improve on
what the winners did during the next contest.

0 Each contest will last about 3 to 4 months. There will be tw o contests per
year. The project willw ork during the next x years in the area.

o The project appointed technical staff to work with the organizations (the
local staff should be present, of course).
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Promoting the project

A major issue to be effective as a project is the image people have of it. The project should
therefore do a major effort to create and improve that image. A new project has the advantage
that nobody knows it and it can therefore construct its image from scratch. In the case of
IPSWAM, how ever, people in the polders already have seen the project and know about the
BWDB. There may be expectations; positive and negative, based on w hat people have seen
already. In any case, IPSWAM and the BWDB may need to find out w hat their present image
is, and compare that to w hat it should be. All future actions should contribute to creating the
new image.

The project team should use quick and brief surveys to find out w hat people know and think
about BWDB — IPSWAM before the start of the use of media to orient the media campaign in
an adequate manner. In addition, the project (the field staff) should monitor the effect of the
campaign. Such surveys are an easy, cheap and fastw ay to help improving the image of the
project and communication w ith the people.

In any phase of the project, it is quite useful to make use of mass media, both radio and local
new spapers. The radio messages reach many households. The local papers are an excellent
way to complement the radio, especially w here information needs to be presented in a precise
and detailed manner. In any case, the project should give due consideration to the strategic
use of the different media that are available (See also: http://www farmradio.org).

While promoting the project, it should make it clear that it will work in a limted number of
polders, w hich itw ill select (preferably) through open contests (see below). The project should
also make it clear that a significant budget will be available for prizes for the WMOs and
families, and that all families, villages and polders through their WMGs and WMAs of the
polders that qualified, can participate in the contests that they will organize themselves. The
project should also indicate in a few clear terms w hat the participants could improve to win the
contests. For example, “the BWDB — IPSWAM w ill give great prizes for those families, villages
and polders that take best advantage of the w ater.”

The project should use the media with the best coverage in the project area, and complement
their campaign w ith posters, placed in public areas, such as schools, markets, and other areas
where many people will see them. The project (field staff) should distribute flyers (simple one-
page leaflets) in all such places.

The impact of the publicity campaign should be that all (men and women) know about the
project and about what is coming up next, and can identify some central issues: that the
project will provide good prizes for the best families, villages and polders. It should also be
clear that the families, WMGs and WMAs should do some effort to get that prize.

2.3. Selection of Polders

Step 1: Final selection of Polders

At first, during the design phase of the project, a rather large geographical area may have
been chosen. The project will workw ith a maximum number of polders as it cannot work in all.
It needs to be decided precisely which ones it will consider. There are several ways and
criteria for that selection.

The polders may be taken into the project in a staggered fashion (may be a group of 4 during

the fist year, 6 during the second, etc. working between 3 and 4 years in each polder). The
guestion therefore arises of how to select the polders that will join in the first batch and which
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ones w ill come into the project later. In addition, w howill select those polders? Moreover, w ho
will decide w hich polders itwill exclude?

No doubt, the director can take all such decisions, or (s)he can request his Executive
Engineers to take those decisions, applying the criteria that (s)he established. Such criteria
may include issues as poverty, or seriousness of water management problems, or others the
(s)he deems fit.

How ever, the Director can make such decisions more profitable, and more in line with the
participative nature of the project. As a matter of principle, the decisions should be
transparent for all parties involved. In addition, it should be possible for the WMASs to have
influence on the decision if its polder will be included or not in the project. The mechanism
used in deciding on w hich polder is in and w hich is out, is a practical and pow erfulw ay to show
the purpose and outlook of the project.

| therefore propose the follow ing mechanis m for selecting polders: a contest betw een WMAS.
The project can formulate such a contest as follow s: define w hich issue(s) is (are) consistent
with the Framew ork of Contents of the polders, and define the selection criteria according to
that (those) issue(s). The WMAs should get the time to prepare the issue(s) to improve their
possibility to win. The winners are in the first batch; the losers will get a chance to be in the
next batch, as do all other polders. For example, the follow ing items may be selection criteria
(if these are within the Framew ork of Contents):

o The WMA is formed according to the guidelines for people participation. (*!).

o The WMA is properly registered, or its registration is in process. (These first tw o criteria
may be “critical’, meaning that the project will not consider the WMA if both criteria are
not fulfilled).

o The WMA has prepared maps indicating the follow ing:

0 Regulators and canals; village boundaries; regulator capacity in hectares (or
some other measure of area); catchment area according to reality; catchment
size in hectares.

o The WMA was able to adjust the catchment area according to the capacity of each
regulator.

o The WMA has performed tests for each catchment in the polder through its WMGs, to
determine the performance of each block system (e.g. the MAXI- MINI test);

0 The WMA has solved all major problems identified through the test, w hich are w ithin its
possibilities.

o The WMA, through its WMGs, has established target water levels throughout the
polder, at critical locations. (those levels also depend on the time of the year)

o The WMA keeps record of the difference betw een target and realw ater levels.

o The WMA has established regular upkeep of the embankment through the WMGs.
Their WMGs, in turn, have agreements with the embankment ow ners / occupants to
keep the embankment in proper condition (or face penalties).

The project can select the judges of such a contest can be selected from WMA members from
another WBDB Division. The “prize” for such a first contest does not require any additional
budget as it is not more, nor is it less, then being part of the first batch. BWDB — IPSWAM
may, how ever decide to provide prizes for those who made it into the first best, or the best
ones among them.

1 Formation of the WMA should be the task of the UP chairperson, or another local authoiity

rather than a direct responsibility of IPSWAM. You may say that “local palitics’ may interfere in
the formation of WMAs. That may be so, but the project will only indude them if they comply
with the criteria defined by IPSWAM.
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The time betw een inscription and final selection by the judges may be four months. Evidently,
IPSWAM will and should provide assistance to the (proto) WMASs, as much as it can. The
project, or others, can call upon the WMA members already appointed in IPSWAM'’s polders to
assist local authorities in WMA formation in other polders (paid for by these local authorities).

Such a selection procedure (or a similar approach) w ould have several advantages:

0 The decision about which polder is taken into the project is transparent and highly
participative.

o Considerable progress will have been made during the initial stages of the project in
covering the Framew ork of Contents in a group of polders way beyond the reach of a
project using conventional methodologies.

o The WMA will have identified which trouble spots require further attention, or even
investment from the BWDB, based on a test of the performance of the catchments of
the polder (e.g. the MAXI-MINI test).

The project should identify the next batch of polders through the same procedure. The
authorities in these polders should therefore know that they could participate in a next round
and have a new opportunity to improve the performance and the WMA.

Such a mechanism can only function if the project informs all about its existence and if all are
well motivated to participate. Some confuse “motivation” with “persuasion”. Motivation should
come from clear and unambiguous motives, such as a prize and the honour to be part of the
first batch. The project can increase that honour by organising a huge ceremony of giving the
“title” of being part of the winning batch. Such a ceremony should be widely publishing.

Step 2: Signing of agreements with WMAs

Agreements betw een BWDB — IPSWAM and the selected WMASs can be signed as soon as
the winning WMAs are selected (called “title of participation”). This document establishes the
relation betw een BWDB — IPSWA M for a period no longer than one year. The WMA can loose
its title if their performance, established during the next contests, falls short fromw hat may be
expected.

The “title” w ill establish the follow ing:
BWDB — IPSWAM:

o Will award prizes to the best WMASs, the best WMGs and the best families (w ho are
members of the WMGSs);

o Wil organize and finance training activities for WMA members and the best WMG
members. Such activities include prizes for contests, visits to other polders and WMASs
and WMG members in other areas. BWDB — IPSWAM will provide the required means
for such exchange;

0 Produce and spread training material among WMA and WMG me mbers;

o0 Finance the Referees required for the different contests to be organized,

o Consider interventions required in any of the polders (re-excavation, construction of
bridge and culverts, etc.), according to which WMA showed to manage w ater in the
polder best.

Alls such activities and investments from BWDB — IPSWAM must fit the budget established for
the different issues.

The WMAs:
o Wil participate in contests betw een WMAS;
o Will promote and organize contests betw een its WMGs, according to the rules and
regulations to be established and encourage the WMGs to organize contests betw een
families (members of WMG);
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o Wil identify WMGs and families with outstanding results in water management,
agricultural and fish production;

o Will receive the budget for prizes for WMGs and families and immediately give the
respective prizes to the WMGs and their families;

o Wil receive and cooperate to show outstanding results of the WMA, WMGs and WMG
families to all people interested to learn from such experience.

2.4. The first contest
Step 2: Drafting and introducing the rules and regu lations
The rules and regulations establish and define:
o the “rules of the game”,
o the roles of each player,
o the criteria through w hich itw ill be established w ho willwin a prize,
o0 the number and nature of the prizes,
0 what needs to be done to win a prize.
The follow ing lines explain how to formulate the draft rules and regulations, w hich the field staff
should discuss and finalize w ith the WMAs.

a. The first Contest. It is not just one contest. T here are several at the same time:
0 A contest between WMAs that will establish w hich polder is managed best (organized
by BWDB — IPSWA M).
0 A contest between WMGs that will establish which villages are managed best
(organized by the WMAS).
0 A contest between WMG members that will establish w hich families of the village are
the best ones of the w hole village (organized by the WMG).
The rules and regulations will cover these three parallel contests all at once.

The rules and regulations will inform about the issues that are included in the contests at each
of the three mentioned levels.

b. The name ofthe contest should reflectthe gener  al intention
The name should convey the essence of the contest and IPSWAM in a short phrase, in simple,
dow n to earth Bengali. The name should be immediately appealing to possible participants.

c. The place where participant can register

Families can inscribe themselves w ith the WMG, through their representative (WMG member).
The rules and regulations allow the families to inscribe themselves in the contest w hile w hen
they also applied for membership of the WMG. Participation should be out of free will and free
of cost.

WMGs can inscribe with the WMA of their polder. The WMASs are registered through the
signing of the “title” w ith BWDB — IPSWAM.

d. The prizes

The rules and regulations must establish the prizes that the project will give to the winners.
This makes it possible that everyone can evaluate if it is interesting for themto participate and
how much effort they will invest to obtain the prize. The project should therefore make the
prizes know n to all, and they should be very attractive.

e. Description of the intention of the contest
This description should be consistent with the name of the contest and directly appeal to the
possible participants. For example:

Are you ready for the dry season?

34 -



“The Dry Season Contest is to see which Water Management Organization is best
prepared for the dry season. Preparing for the dry season is necessary to create the
best opportunities for all families of the polder.”

“Is your family ready for the dry season?”

“Whatis the contest about?”

“It is a contest betw een water management organizations and among families. The
contest will establish w hich organization and family is better. It will last three months.
Therefore, you have time to prepare yourselves!”

Many families will never read the rules and regulations. These people need to find out from
flyers, posters and the radio, w hich only carries a short message. That publicity will use the
name of the contest and a very brief description (as in the example provided here). That
should be enough for them. Therefore, those few phrases should be sufficient to have an idea
of what is expected.

IPSWAMw ill organize exchanges during the contest w ith those families and organizations that
appear to do very well. These exchanges will provide the families, WMGs and WMAs w ith
clear ideas about w hat they can do to improve.

The explanation continues:

f. How should you prepare yourself towin a prize?
Brief descriptions should follow, as well as the criteria by which the Referees will judge the
families, WMGs and WMAs. Annex 2 includes an example of such criteria.

g. Introduction of the Rules and Regulations

The field staff should discuss the draft rules and regulations w ith the WMAs of several polders.
It can than be corrected, printed and spread to the families and their organizations. The
changes should not affect the main issues of the contest (determined by the Framew ork of
Contents — environmental development plans); even if these issues may not generate much
enthusiasm during the first contest.

Step 2: The checklist
The Project team should verify if they are ready to launch the first contest:

o The Framew ork of Contents and its sequence of imple mentation.

o The issues to be included in the first contest, which should follow from the Framew ork
of Contents (the environmental development plans).

o The polders that will participate. This implies that there should be signed “titles” w ith the
respective WMAS.

o List of the WMAs and members, WMGs and WMG members; maps of the polders,
prepared by the WMAs, indicating village boundaries, w ater management infrastructure
and true catchment boundaries; names of key authorities in each polder. These
authorities should receive the information about the contest directly from BWDB —
IPSWA M staff to try to secure their support.

o Distribution of field staff to each polder (1 for small, 2 for larger polders)

0 Rules and regulations (see Annex 2), printed in sufficient quantity to distribute among
many, as well as posters and other material to promote the contests. The project
should give special attention to the name of the contest. The name should catch the
essence of the contest in a few words. A suggestion: “Are you ready for the dry
season?” Evidently, all publicity should be in Bengali. There is no point to write even
onew ord in English.
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o0 Several items mentioned above have implications for the budget, which should be
available at the time of giving the prizes to the WMA.

Picture 4

Poster for the second contest in Chile. It is clearly indicated w hat the prizes will be.
Pictures or draw ings show w hat kinds of issues are important.
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The first contest can start once all (most) issues of the checklist are in good order. The field
staff can than distribute the rules and regulations, posters and other publicity material in
sufficient numbers to the WMAs, WMGs and others. The project vehicle should carry the
posters pasted on all sides, the radio and (local) newspaper should receive the necessary
information to publish on their daily broadcast, etc.

The publicity campaign should be so intense that it creates great expectations and the contest
becomes a major event in the area. Such an impact increases the honour to be participant and
eventually become a winner and therefore increases peoples’ efforts to improve their
conditions at hardly any additional cost. In addition, if the media campaign is successful, the
“next batch” of polders will try even harder to be part of it all.

At the same time, IPSWA M-staff should inform the WMGs about the start of the contest and
encourage them to inscribe as many families as possible (who should all have at least one
family member as member of the WMG. This may be an encouragement to inscribe more
members in the WMG).

IPSWAM staff should also explain the details of the rules and regulations, including say that it
is the main sponsor for the prizes. IPSWAM staff should achieve the effective support of local
authorities to increase the publicity of the contest.

Picture 5

National authorities get interested in the contests if publicty is great. The
picture shows the Minister of Agriculture of Peru congratulating a winning
organization of the very first irrigation contest 1988.

The \visit of the Minister enormously increased the standing of the project
and people became even more motivated to try their level best during the
next contest.

IPSWAM staff should achieve that the WMGs inscribe as many participants in the contests as
there are families in their village. The staff should also explain in which way IPSWAM will

assist: training, exchange, financing prizes. The staff should distribute flyers about the contest
in all villages (through the respective WMG members).

The field staff should regularly assess the impact of the media campaign, through simple
random interview s. The publicity strategy may require changes, when they find that there is
insufficient coverage, for example.
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Step 3: The first contest

This step is the implementation of the contest itself. It starts when participants inscribe
themselves and it ends w hen the project aw ards the prizes. There should be considerable time
betw een these two crucial moments, which may last betw een four to six months. That time is
needed so the participants can change their management practices, implement w hat they
believe is required to be better than anybody else. The participants also need time to look
around to see w hat other participants are doing, and improve w hatever the competition does.
BWDB — IPSWAM should assist in this process, organizing exchange visits betw een the
families that appear to be the best and the best representatives of other areas (selected by
their organizations).

The field staff should visit the vilages and some families of whom people say that they are
doing very well. The field staff should see if people understood the Rules and Regulations; if
motivation to improve is high, and identify possible shortcomings that may jeopardize the
continued interest of the participants.

One of the major tasks of the field staff is to find the best examples of WMA, WMGs and
families, which are worth spreading to others. The field staff should provide and organize
opportunities for others to visit such organizations and families.

The field staff should decide the date of the visit of the Referees, in consultation w ith the WMA
and WMGs, and publish these dates in such a way that all participants learn about these
dates.

The field staff should also request the WMAs and WMGs to appoint persons, who will
participate as Referee at the different levels of the contest (WMA, WMG, families). The WMA
and WMGs should select their Referees froma list.

The field staff should organize referee training at an early stage of the contest. The staff should
organize such training as early as possible as it creates additional clarity as to which are the
main issues of the contest.

Allwinners should receive ample publicity, so people can check w hat it w as they did to win, to
improve on the winners during the next contests, combining all inventions and innovations from
the winners in their new manage ment approach.

The process of finding and spreading the best know ledge and expertise is accumulative and
progressive. It is a process of permanent learning. The learning from each other, “inter-
learning” as | call it, in combination with the contests provides an excellent way to stimulate
people’s creativity and experimentation. This is how people can develop their know ledge and
expertise and improve their traditions. Contests plus inter-learning is a pow erfulw ay to develop
increasingly better know ledge and expertise.

Sometimes people assume that only the contests identify the best, and that, once found, these
people can be used as “experts” during all following contests. Such a procedure would
unnecessarily paralyze and maim the learning process. Finding the best should be an effort,
which never ends. The contests are just one mechanism for it. The most important one is the
field staff looking around constantly to identifying people who can show interesting practices.
Those that appear to be great today should be quickly replaced by others w ho do even better.
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The force of Raymi’'s proposal on contents is the combination of Framew ork of Contents and
accumulative “specific contents”, which are those people and organizations doing interesting
things; interesting, in relation to the general orientation, the Framew ork of Contents (the
environmental plans).

Difficulties with the first contest

Many projects had difficulties with their first contest, as the participants are not quite sure yet
what to do, to be better than others. It is not hard to understand w hy. The Referees did not yet
judge anyone before the end of the first contest, so no one knows yetw ho could be winner. In
addition, the field staff often believes that the contest should be the only way to find the best,
implying that exchange cannot start until after the first contest.

This kind of problems is not hard to solve. First, it must be clear that it is also an important task
of the field staff to find the best organizations and families (in one aspect or another). The field
staff has this task throughout the whole program, from the first contest until the very last. The
exchange program should also start very early on in the contest, or even before. The issues
families and organizations need to see during the exchange program should include all main
items, which are of interest to the project (those included in the Framew ork of Contents —
environmental development plans).

As for the Referees, the WMGs and WMAs should appoint people from their midst to be
referee elsewhere, and select theirs from a list. The project should achieve that the WMOs
appointing the referees an early date so they can receive some basic training in how to carry
out their task. Such training (based on the Rules and Regulations) provides the Referees w ith
a clear picture of what their WMG, and each family, should prepare. The referees will play an
important role in leading their ow n village to victory and the project can use them as contact
persons betw een the village and the field staff.

Selection of the Referees
The main criteria for selecting the Referees are seriousness, honesty and local prestige.
Questionable decisions of the Referees cause irritation and can de motivate the participants.

The Referees for the contest betw een WMAs may be appointed by a joint meeting of WMAS,
as a Federation of WMAs does not exist yet. (The project, IPSWAM, only sponsors the
competitions and does not engage or take responsibility for Referees.)

Several projects using Raymi organized w orkshops for the new Referees to learn how to judge
the participants and how to use and interpret the criteria spelled out in the Rules and
Regulations of the contest. Other projects did not organize such training and preferred to learn
“on the job”.

Referees will only need training during the first contest. There will be plenty of people with
experience during all follow ing contests.

The Referees may request the field staff to accompany them during their first day as referees.
BWDB — IPSWAM staff may be tempted to accept. How ever, they should make it a point that
they are impartial observers and can in no way influence the view points or decisions of the
Referees. The project can well do without claims that field staff favoured some participant.
Such claims, even w hen they never reach the office, affect the credibility of the contest. There
is also another, practical reason w hy project staff should not participate: they (should) have no
time. They have other occupations.
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The Referees learn much by seeing all the differentforms of manage ment that families, WMGs
and WMAs developed. They will apply the best of what they saw in their own homes and
organizations. See also text box: “Contests and learning through comparison”.

(9)
Contests are an important element of Ray mi.

They motivate people to innovate.

Contests and learning through com parison
The contests between families and organizations from different places allow not just
contact, but also comparison, promoting competition, and cause innovations to spread.

Lets’ listen to Don Frandisco Kian (Carahue, IX Region, Chile)*:
“It took me by surprise, because | am President of an indigenous community from
over there by Copully (Catripulli Alto). Nobody w anted to be part of the team of
referees and | did not offer myself, because, as a president, | cannot do everything.
Therefore, | wanted someone else to go, because | used to work in that area up
north, long ago. | know that area. That's w hy | w asn't interested to be referee there,
because | already know it more or less”.

“But there was no other representative. One more was needed. So | did it and |
really enjoyed the experience. Yes, it is different over there. It is different. It really
helped us a lot. |wentwith Don Checo. We w ent to Butaco.”

“It is different, | mean, there are more poor people over here. You can tell right
aw ay that they don’'t know. They take no initiative. Over there in the north it is
different... because with half a hectare, people can live well, with a vegetable
garden and all that.”

“So, | saw over there that we know verylittle , very little. We don’t care for what
we have, because we don't know anything else than potatoes and w heat, and
nothing else. It's like something hereditary, and that's no good, because we also
have to think about other things. We need to innovate... and that was my
experience.”

“| talked with Miss Jessica Rebolledo (the Communal Coordinator of the
Programme) and | told her that I w ould like everyone to be referee and continue to
be referee from now on. Over there | saw something that is missing over here. We
have to learn fromthem.”

Don Francisco Kian w as referee and could see and “learn fromthe best” in an area not far
from his own community. He wants everybody to become referee to learn how to
overcome poverty.

The task of the Programme Araucania Tierra Viva could not be explained better: find the
best and spread their knowledge and expertise about issues, which are vital to beat
poverty.

The story of don Francisco Kian tells us that the contests are more about sharing than
they are about competing

Programme Araucania Tierra Viva, in: Van Immerzeel, Cabero & Wiener, 2005

12

Workshop of referees, 21-10-2004, Carahue, Chile. EU project “Program Araucania Tierra
Viva”.
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The criteria by which the Referees judge the participants should combine a number of
characteristics:
o they should be established before the start of the contest;
o they should be known to the participants from the start of the contest (and are
published in the “rules and regulations”);
o they should be easy to verify and check to avoid arbitrary decisions or involuntary
omissions.
Mistakes in the formulation of the criteria can result in distorting the purpose of the contest.

How can the Referees judge so many participants?

Each village (WMG) may have hundreds of participating families. Each wants to show what
they did. Is it possible that the Referees visit eachfamily? Clearly not. Mr. Chittoronjon Haldar
proposed a practical solution for this problem (See Picture 6):

Picture 6

Mr. Chittoronjon Haldar (chairman of the WMA):
“Each WMG should present a short-list of their best families”

Shenerber WMG meeting Oct. 4, 2005

Other projects did not design the clever solution of Mr. Chittoronjon Haldar and therefore
limited the number of participants, seriously affecting the impact of the contest. In other
projects, the Referees “solved” the “problem” of having to judge so many participants by
arbitrarily disqualifying many, for example, for not being present at the precise moment of
arrival of the Referees in the village. Such procedures lead to great frustrations among the
participants. it may be evident that the project should avoid all such problems.
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Each WMG should prepare a “short-list”, as Mr. Chittoronjon Haldar proposed. To do so, the
WMG will need to apply the same criteria as the ones used by the Referees. The WMG should
therefore understand these criteria very well. Did the family do enough? Is there enough
animal feed? Is the amount and quality of seed sufficient to cultivate their crop? Is the plan
coherent and does it include the key issues? Etc. It must be clear that “the best families” are
not the richest ones, but the ones who managed their resources in the most intelligent w ay,
never mind if a family has few or abundant resources at their disposal.

Participants sometimes believe that it is sufficient to show their innovations on an experimental
scale. This, how ever, should not count. Whatever the participants have to show, it should be
part of their daily routine and be at a real life scale. For example, a scale model of a latrine is
not a usable latrine.

The Referees (also those responsible to do the pre-qualification to prepare the short-list)
should give their judgement if the family or organization did enough, too much or too little of
each issue, how well. In addition, the Referees can inform about how much the participant did
(w hich is interesting to report to the financiers). There is no better way to learn to judge the
performance of families and their organizations, than practice. See also “how to judge
performance?” and “An abstract level”.

Everyone will have doubts on how the WMG chairperson prepared the shortlist if (s)he makes
it. If this can be an issue, a “rule” should be included about it in the rules and regulations. For
example: “Make groups of 10 families, and have each group name their best family.”

If the village has 500 participating families, it reduces the group of possible winners to 50. The
group of 50 can repeat the exercise, making five groups of 10, appointing tw o or three families
each. That will reduce the number the Referees need to visit to 10 or 15 only, w hich makes
their task possible.

Step 4: Monitoring the process

It is the responsibility of the Field Staff to improve participation in the first and following
contests. How ever, it is not likely, nor is it necessary that all WMGs participate in the first
contest.

In the first contest, at least 70% of all WMGs should participate and over 90% in all follow ing
contests.

Similarly, of each village, at least 50% of the families should participate in the first contest. The
following contests should show a growing number of participants. Something is seriously
wrong if this does not happen. There are examples of such situations: PAC-II (a European
Union project in Bolivia) aw arded the prizes more than three months after the first contest had
ended. The follow ing contest started immediately after the first one ended and obviously had
fewer participants than the first. The number of participants increased tremendously for the
third contest, after the prizes were awarded. MARENASS (an IFAD project in Peru) is another
case where in some cases the number of participants hardly grew from one contest to the
next. This happened because some organizers of the contests (village representatives) tried to
limit the number of participants to increase the probability to win for their ow n small group of
relatives.
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Table 1

Targets for participation w ithin each village
(% of total number of families of thevillage)

I Firstyear || Secondyear || Third year |[ Fourth year |
1 2 3 4 5 6 7 8
contest | contest || contest | contest || contest | contest || contest | contest

L5009 70% |l 809 809% |l 8004 809% |l 8004 8004 ||

The targets shown in Table 1 are in line with the necessity to reach the “critical mass” of
families significantly improving management of their resources. The “critical mass” assures
sustainable results (*°).

The field staff should monitor the inscription process intensively. (S)he should find that
sufficient families inscribe themselves to surpass the targets mentioned in Table 1. I
inscriptions fall short of the targets, (s)he should find the ways to improve the inscription,
intensifying publicity, or removing obstacles. Such measures should be taken and be effective
before the closing date of the inscription.

Evidently, inscription is only demonstration of an intention to participate. Participation means
that the families and organizations do their level best tow in.

You may say that the targets for participation are excessively high. Yes, they are very high.
How ever, projects using Raymi generally surpass these targets! There are several reasons:
people are highly motivated if the prizes are great, and if there is good publicity.

Prizes and publicity should be such that everyone w ants to participate. Good results will come
later as a motivator, once people have seen and experienced such results. Such results
increase participation further, evenw hen reducing the prizes and publicity.

The project can achieve that attention is aimed at all major opportunities to improve by
organizing exchange in all relevant issues between families and their organization. Such
exchange should start soon after the inscriptions concluded. There is no reason to w ait for the
results of the contests to know about some outstanding families and organizations. The
contests are just one way of finding them. It is an important task of the field staff to look for
such families and organizations and organize exchange. Organizing exchange does not mean
taking people to far away places. Exchange starts as soon as people know where the best
families and organizations are. They will go there by themselves to check it out, if it is not too
far. The best should also be provided time on the radio (the most popular stations of the area)
to tell about their experience. Remember, others will quickly surpass the best of today. The
task of finding the best and facilitating exchange w ith them never ends.

The field staff should monitor the inscription and participation for each village and every
organization, including those that are hard to reach. The project should meet the targets of
inscription and participation in every village. The figures about excellent participation in some
areas should not “compensate” low figures in others. Simply because improving conditions in
some areas does not compensate a lack of improvement in others.

How to judge performance?

Each family, each bari and each village is different from another. For example, it is possible
that the families of one village are mainly oriented to fishing, commerce, handicrafts and much
less tow ards agricultural activities. Fish cultivation may be the main activity in another village.

13 See: “Eradicating poverty by developing peoples capacities’ in:

www.dexcel.org/publicaciones/learningdft/
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Similarly, it is possible that one family w ith several big children has quite a bit of manual labour
available, w hile another family, has hardly any manual labour available, as it consists of a
widow with her four small children.

Is it possible to organize contests betw een villages and families, w hich are so different? Is it
possible to monitor their improvements w hen there are so many different issues?

The principle of the contests is that each family and each village should improve management
of all their resources, simultaneously. It is much harder to manage many and abundant
resources than it is to manage only few. Giving the best possible care for one goat and one
chicken is not as hard as caring for many animals, and much land. As the contest is about w ho
cares and manages his or her resources best, it is more likely that those w ho have few willw in.
These very poor families will, and do find ingenious ways to make ends meet. That may be
why poor people are often very creative and efficient and are often at the core of the
competitions.

This principle has consequences for the way Referees judge peoples’ efforts. For example,
who will get more points? Should the family or organization win because they did more than
any other? Well, it depends. It may be that a WMG re-excavated 1000 meters of a tail end
canal. The whole block would have improved if they had invested their efforts in a small
section of the main canal near the regulator. No one should receive credit just for the work
done, because the effort invested may be too much if compared to the benefit, or another
approach may have been more beneficial. One WMG has rather clean canals now and may
only have changed regulator operation to avoid most siltation in their canals. Another may
have dedicated much effort into clearing silt from the canals, but their way of operating the
regulator still causes much siltation. They will need to take out all that silt frequently, w asting
an important resource: their own labour. Which WMG should win? the one that prevented
siltation, of course.

2.5. The second contest and parallel contests
The contests betw een families (members of the WMGS) and their organizations (WMGs and
WMAS) are simultaneous. Changes in the way families want to manage their resources may
require changes in the way their organizations (WMGs and WMA) manage w hat is their
responsibility (village resources, blocks, polders). Contests betw een families and betw een their
organizations therefore complement each other. One example of such comple mentarity:
People of a village like to grow aw inter crop and w ant to start as soon as possible with
land preparations. Quick drainage of the w ater from their block (the catchment of one
regulator) is therefore required. This can only be done if the WMG of the village
cooperates with other WMGs of the same block and if they have determined the
performance of their block (**), eliminating obstructions encountered, starting with the
obstructions to overland drainage (the “particular”) but also checking the performance
of the w ater manage ment system of the block (the collective).
Such operation of blocks is only possible if the WMA of the polder established clear
separation of those blocks (water level cannot drain out quickly from one block if such
separations do not exist, as water coming from other blocks will not allow the levels to
drop quickly).
Such adjustment of organizations and infrastructure can and should be part of the
contests between the water management organizations. The WMGs and WMAs w il

14 Performance of the water management system of a block can be verified by checking if water

levelsin the canals of the block adjust quickly to changes in water levels at the countryside of
the regulator. This can be done with the MAXI-MINI test, for example.
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need to adjust to the new form of management of a block, once most people of the
block agree that they wish the water to drain out before a certain date, to allow field
preparation for the winter crop (to continue with the example). Evidently, in other
blocks, people can agree on different dates.

A combination of contests makes it possible to treat different issues, areas, times and peoples
(fishermen, landless, farmers, eftc.), which makes it possible to generate massive participation
and generation and spreading of innovative techniques. Such combinations of contests should
take place during a sufficiently long period (3 to 5 years), and are as follows:

0 The general contests : these include the family level and their organizations,
simultaneously, tw o per year, lasting 6 months each. These general contests provide
the general frame for all activities. The general contests cover the management of all
major resources of the families and their organizations. These general contests should
be organized during three to four years.

0 The partial contests . These run parallel to the general contests, but focus only on one
aspect, which requires special attention. “Partial” means that only one or very few
issues are included. For example, a contest betw een WMAs about the organization of
embankment maintenance, or a contest between WMGs about improving overland
flow, or the use of their canals for fishing and fish cultivation, or a contest betw een
families about the use of ghers.

Picture 7

Construction and use of ghers may influence the w ay people w ant the water in the polder to be
managed.

Another example is a contest about preventive health care (drinking w ater, latrines,
vaccinations, state of health of the family, cultivation of vegetables and fruits, improved
and smoke free kitchen, etc.) in w hich only women participate.
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Tables

Monitoring and evaluation of the contests should deter mine if the partial contest should
be repeated or if the issues w ill merge w ith the general contest.

Organizing partial contests does not require much from the project once the general
contests are in place: the WMAs and the WMGs perform all tasks of registering
participants, appointing the Referees and judging the participants, etc. The contribution
of IPSWAM should be limited to preparation and distribution of the rules and
regulations of the partial contest, facilitating and financing exchange and prizes. The
main task of the project is monitoring and evaluation, but that is an activity also required
for the general contests, and it is therefore no additional effort.

Great but short events . Certain contests can be quick and the project can organize
them as a major happening. Excellent moments are local traditional festivals, or big
sporting events. Such contests create great mobilization and general joy and
excitement. The project can invite local and national authorities to join, for example for
the honour give the prizes to the winners. Their presence adds to the excitement. Event
type contests may be repeated regularly (once a year, for example). The project can
enhance the event further by including rowing, music, dance, and theatre contests,
betw een the villages (organized by the WMA. The project only supplies the specific
rules and regulations, and prizes).

The usefulness of these contests is to focus attention to a certain essential issue and
create an opportunity to demonstrate important progress in capabilities, know ledge and
expertise. Such events enhance pride and self-esteem. Their value to spread the
application of innovations, how ever, is very limited. The project should therefore only
use the events as comple menting the general and partial contests.

The project can organize the event type contest as a championship betw een winning
teams from the polders (regional, national or international, as is done in Bolivia and
Peru), for example on the issue of improving over land drainage.

2 and 3 show asimplified and fictitious example of a combination of contests.

Table 2
Example of combined contests
Level Type of contest Drganized
b
1 | General contest Between polders General | Haff yearly BW[\)/B -
(WMAS) IPSWAM
2 | General contest Between villages General | Half yearly WMAs
(WMGs)
3 | General contest Between families General | Half yearly WMGs
4 | Fish production in ghers and ponds Between families Partial | Halff yearly WMGs
5 | Improving ov erland drainage Between WMGs Partial | Haff yearly WMAs
6 | Preventv e health care and Integrated Between women Partial | Haff yearly WMGs
Pest Managemert in crops
7 | Disaster prevention Between polders Partial | Halff yearly Local
(WMAS) Gov ernment
8 | Music, dance and theatre Between villages Event WMAs
(WMGs)
9 | Zonal corntest on block and polder Between WMAs Event Project
planning, and record keeping
10| Contest on animal husbandry Between families Partial | Haff yearly WMGs

Table 3 shows the same combination of contests in a “time frame” for the duration of a project.
Warning : the project can only make this table of contests for the general contests. All others
are planned to address certain issues that are not receiving the attention needed to improve
people’s lives and economies, the ultimate aim of the project.
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Table 3
Example of a combination of contests and their occurrence over time

Yearl | Year2 | Year3 | Year4
1| General contest 1 2 3 4 5 6 7 8
2 | General contest 1 2 3 4 5 6 7 8
3| General contest 1 2
4| Fish production in ghers and ponds 1 2 3 4 5
5| Improving ov erland drainage 1 2 3 4 5
6| Preventw e health care + Integrated Pest Mgment of crops 1 2 3 4 5 6 7
7 | Disaster prevention X X X X X X X
8| Music, dance and theatre X X X
9| Zonal contest on block and polder planning, disaster X X X
prev ention and record keeping
10| Contest on animal husbandry X X X X
The toolbox: training courses, work shops, contests , exchange, leaflets, posters

The field staff has a number of resources (“tools”) at their disposal to increase the
effectiveness and efficiency of their work. The most important one is “Monitoring and
Evaluation”. | believe that this instrument is so important that | dedicate a complete chapter to
it (Chapter 3). The following paragraphs present some “tools” related to exchange and “inter-
learning” (learning from each other). The use of the tools briefly treated below, or any other
ones should reflectwhat w as found through Monitoring and Evaluation.

Tools, starting easy

Most issues promoted through contests are simple and w ell know n to many families and their
organizations, though they may not apply them. An example is gher construction. Most people
know how to make a pond, though they may not know all advantages of a gher for fish
production. For the people to learn about this issue, it is enough that they see several
examples and talk w ith the best “gher families” (the pioneers).

Motivation (*°) is sufficient to spread the gher far and wide, based on the information from the
pioneers about their usefulness to improve incomes, and their mention in the general contest
betw een families. If ghers still do not spread, it may be enough to organize exchange w ith the
gher pioneers and the other families, in combination with small leaflets “flyers”, in w hich the
best gher families explain what they did and why. These families can prepare the text and
drawings for the flyers themselves (the project only finances printing). In addition, the project
should use the radio to announce on w hich the best gher families explain their experience. If
still very few people prepare their ow n gher, the project should initiate a partial contest about
the issue through the WMGs. (The project only provides the “rules and regulations” and the
prizes. No other investment in time of field staff or anything else is required).

The general rule is “do as little as possible, achieving w hat needs to be achieved”. So, if it is
possible to avoid doing something and still achieve great results, so much the better.

Issues that are more complicated may require additional action (such as gher management,
Integrated Pest Management, overland drainage improvement, canal and regulator operation,
etc.). The detail of the information for such issues is large and complex but essential to
achieve success. Therefore, extensive brochures providing all detail should be prepared (in

“Motivation” in the sense of providing a dear motive, and not in the sense of persuasion. The
project staff should hardly engage in persuading people, as thisis quite ineffective.
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addition to: mention in the general contest, leaflets, posters, radio, and partial contest).
Besides, it may be that pioneers in such a complicated issue, visit the WMGs for several days
or w eeks, to help themto implement their first experiment. (S)he may need to come back after
a few weeks to help solve some problems encountered, and correct mistakes.

Contents from other areas

Some specific know ledge and expertise may be available in some other area but not in the
project area. It would cost much time and effort to re-invent similar know ledge and expertise
completely from scratch. It is therefore more efficient and effective to go to the source: to that
that other area. This may be the case with tidal basin management, as found in the area of
Jeshore-Khulna. Another example, from Peru is very efficient and sophisticated field irrigation
technology, w hich originated from pre-Inca times, but in the Sierra, it only exists in one area.

People will need to go to these areas and learn the technology from the local experts, w orking
along side with them and seeing in detail how to design, use and apply the technology. The
experts should also travel to the project area to assist the WMAs to implement the new
technology.

Why do people need to go to the area w here the technology is already in use? Would it not be
enough to hire a few experts from that area to work with the people in our polders? There are
tw o important reasons to send WMA members to the area w here tidal basin management is
used:

1) WMA wiill be able to appreciate all details of this complex technology w here it all happens. If
only the local expert would come to the polder, (s)he would need to explain so much detalil,
that (s)he is forced to simplify the ideas. People need to see and appreciate the new
technology in all its complexities.

2) A number of additional aspects, difficult to grasp and explain, may accompany the
technology. People need to “live the complete experience” to comprehend and appreciate all
ramifications and consequences.

Specific contents promoted by the project

There is no doubt that the (field) staff of the project has valuable technical know ledge. Not
taking advantage of themw ould be aw asteful use of that resource, as would be not using local
know ledge and expertise. How ever, how can the potential of both sources of know ledge and
expertise be used in the most effective and efficient way? Up to this point, | have only written
about using local know ledge and expertise, and nothing about using the know ledge of our
staff. Here is how :

First, establish the general environment of inter-learning (the contests, and exchange betw een
families, WMGs and WMAS). Once that environment is functioning, the staff can train one or
two of the very best families or organizations in the particular issue. These families or
organizations may try the proposals of the staff, adjusting them to their reality and experiencing
if it solves any problem or has some other advantage. The family or organization doing the
experiment is likely to be very interested to do their level best to try the proposal as it may give
them an edge in the contest.

The experiment of the family or organization, with the proposal of the staff, may be successful.
In that case, the (adapted) innovation will spread with all the others, and through the same
channels (contests, exchange and inter-learning). This procedure implies that the proposal of
the staff will spread very quickly, once it has gone through its first application, w hich should be
very successful (otherwise, it will not spread. No one is interested to implement w hat did not
work).
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WARNING. The project and its staff have the possibility and may be tempted to promote their
ow n proposals with many families and organizations at the same time. That w ould be returning

to the top-dow n approach in training of conventional projects, which has shown to be quite
ineffective.

Another warning . The project and its staff may w ant to limit the contests to the issues they
wish to promote (assistance in meetings of the WMG and WMA, keeping records, etc.). It is
certainly possible to show improvements in such areas. How ever, this would be w asting the
major resource available to development of the population: their ow n and best know ledge and
expertise. Much more can be achieved if the project is capable of harnessing this great
resource for people’s development.

In any case, to contribute knowledge is not essential task of the project neither of their

technicians.

An abstract level
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Picture 8

Planning is learning to analyze and improve

Present situation

Plan

How does one learn something new? There are so many ways. The first is simply by
observing. The contest may be a way to sharpen the observation, as people want to try to be
better than others. How ever, much depends on the kind of contests the project promotes. For
example, a contest about which organization organized more meetings, or cleaned more
kilometres of canals, is very different from a contest about who did the most adequate (doing
as little as possible, w hile achieving much).

A contest about who did more will identify those people or organizations with a lot of muscle
and energy, w hich is useless in a development program as it cannot spread to others.
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The type of contest (about who did the most adequate, doing as little as possible, w hile
achieving very much) makes it necessary to relate the problems to be solved with w hat w as
done. This is no easy task and requires sharp observation, understanding both the problem as
well as the reasons why the participant choose some alternative and not another.

Taking notes and making draw ings is a tool to sharpen observation. It also serves to improve
understanding as it takes daily practice to an abstract level.

That is why | propose to improve the “abstract level” in our learning processes. There are a
number of opportunities:

o During exchange trips. The project should provide all participants with a notebook,
colour pencils, and ballpoint, including those who cannot write. Everyone can draw .
Participants should write and / or draw what they see of interest during the trip. At the
beginning of the trip, the organizer should announce that a jury consisting of two
participants would review the notebooks. This will stimulate the people to take notes,
which they need to observe all the details, and remember them later when they are
back at home.

o Another opportunity is the contests themselves (all three types of contest). The
referees should judge (among other issues) draw ings of present situation, and the plan
for the future, etc. Each family and each organization should prepare such plans and
keep them up to date. They can be draw n on the w alls of their houses with charcoal, for
every one to see, or inside, if people prefer to keep their plan private. The Referees
should judge the quality of the plan (and not its artistic value). The Referees should
express with clarity what it is they like about it, w hat they recommend to improve it, etc.

The drawings can progress from year to year. For example, the first contest may request to
include in the plan of the families: improved rice cultivation and overland flow, fish production
and preventive health care (drinking w ater, latrine, vaccinations, food stocks, vegetable and
fruit production, etc.) as some of the many things to include in the plan. The next contest could
request the families to include in their plans: improvement of tree production and plantation,
their livestock and the best use of dung (w hich is often burned, w asting a valuable resource to
maintain fertility in the fields), plus all other aspects they wish to include. In addition, each
partial contest should include planning of the most relevant aspects.

The WMGs and WMASs obviously should prepare plans of improvement of w ater manage ment,
and maintenance of the embankment, and other aspects they may wish to include.

The plan should never become the main item of a contest. The core issue is always the
application of ideas to real life, and not the ideas themselves.

Making draw ings, or descriptions, of the present situation and plans, in pedagogic terms, is
taking the families and their organizations through the process of abstraction of their reality,
think about it, and about their future, and depict that future in a drawing or descriptions. After
this “excersize”, implement the plans in real life. The drawings on the w all, or descriptions, are
the abstract level.

Stimulating understanding

Understanding is quite essential to choose the most adequate and pertinent solutions. The
drawings and descriptions of the present situation and plans can help to think about w hich
would be the best decisions. Trying to find out whatw ould be the best thing to do, often leads
to original answers to the problems, different from the ready made answers and practices
promoted by traditions or conventional projects. Such newly invented answ ers and practices
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can be more successful, than the ones that were available. The contests will have many
people looking for better answ ers, (re-)inventing. Some of their answ ers may give very good
results and be spread through the mechanism Raymi has in place (providing the people the
opportunity to learn fromthose w ho practise the innovations).

Picture 9

Gender

You may have noticed that throughout the text | write
about “families”, w hich is the basic unit responsible for
their economy and resources management. They can
manage their economy and resources because the
family can count on the capacities of its members,
husband and wie, often also including younger
generations. Raymi seeks to amplify these capacities.

The families divide their responsibilites and work
according to age and gender, w hich implies that both
male and female members perform specific tasks. As a
result, male and female members also “own” specific
capabilities (knowledge, expertise) necessary to
manage the area for which each is responsible. It may
be evident that development of their capacities should
therefore focus on both. This determines the gender
approach of Raymi.

How ever, men usually dominate, monopolize if you
will, contact with the world outside the villages. This
happens even when Raymi hardly requires contact
betw een the people and field staff. It is therefore
necessary to “correct” the involuntary project bias
towards men, through positive discrimination of

women, to reinforce and develop their capacities too.

Women can and should play a major role in some issues IPSWAM seeks to improve. For
example, those issues related to management of the house, including:
care for children, drinking w ater, vegetable and fruit production, selection, storage and
care for seeds of all crops (rice, vegetables, and others), care for animals, as well as
care for kitchen and living areas, including latrines, and w aste management, and care
for canals and other w ater bodies in their vicinity.

The importance of the areas in whichwomen play a major role can hardly be over-estimated.
Their contribution to improve living conditions in the polder is considered vital.
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3. Monitoring and Evaluation
In this chapter, I will describe the function of monitoring and evaluation in general terms and its
peculiarities in a project using Ray mi.

| understand Monitoring and evaluation as a toolbox containing a number of systematic and

rigorous procedures. Their purpose is to assist the project to recognize its practices, identify its
achievements as well as mistakes and w eaknesses. Monitoring and evaluation is a project
manage ment instrument, w hich enables taking decisions at all levels of the project. Monitoring
and evaluation is a means to determine reliably, that the project achieved its targets w ithin the
specified time (effectiveness), at the low est possible cost (efficiency), while it has produced
verifiable impacts with the targeted population (effectiveness), achieving sustainable results in
the capacities and performance of the population (impacts).

M&E, especially monitoring, should enable the project management to choose from a number
of alternatives:
o Continue according to the study and initial planning, without major corrections;
o Carry out major corrections during project execution; and
0 Abandon (part of) the project half way. This may happen w hen it becomes evident that
the project cannot attain its objectives with the available means, or that continuing the
project or some of its activities are not relevant to achieve its objectives.

M&E also plays an administrative role, as it should supply the information required for report

preparation for the financing and / or supervising agents. A good M&E system should
continuously produce structured information. It should also provide the arguments and
justifications to take important decisions about the project.

In other words, M&E is a means to learn from experience in a systematic way. M&E makes
experience explicit / conscious / more objective.

Monitoring:  is registration, elaboration, internal publication and documentation of
information about the project, in a planned, systematic and continuous w ay.

Evaluation: is the assessment of general information; it is making judgements about w hat
happened and comparing w hat happened to w hat was planned. The objective
of the assessments and judgements is to “steer” the project, and correct its
direction, if needed. Evaluation is comparing w hat happened w ith w hat should
have happened, to determine how to face and react to the facts.

Evaluation is also considering what could have been, seeing similar projects
which achieve more and better results. This implies questioning and if needed,
changing the design of the project.

The project should use M&E creatively, to analyze, to understand and learn.

M&E should provide processed information to correct the course of the project, if needed.
Consequently, the information and judgements should be available as soon as paossible, on
time to avoid that the project continues in undesirable directions. Changes at the start of the
project, no matter how great, are relatively simple, provided there is support from financiers
and the targeted population. Possibilities to introduce changes diminish as the project
progresses and so do their impacts. Much is fixed in what is done. Sw eeping changes can be
traumatic in a project, which is well under way. It is therefore necessary to learn timely , to
take advantage of the opportunities. It is better to have approximate information w hich can be
obtained easy and quick, than exact numbers and data, w hich are hard to get, requiring much
time and coming too late to be of much use to correct the course of the project (see Figure 3).
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Figure 3
Correction can be timely or come too late to reach the target

M&E collects and organizes information. How ever, it should only be collected if it is useful for
project management, according to the principle of the minimum effort (which says that if
something is not needed, do not do it.). The information is grouped as verffiable indicators,
which need to be easily measurable.

M&E produces information needed for internal use and for others. It is quite essential. The
topics are (in order of importance):

o

Impacts , consisting of finding, generating and spreading capacities (know ledge and
expertise), and in improving living conditions in the polder, and people’s economies.
The project should detect and report positive and negative impacts, w hich it did not
foresee. How much did the project advance compared to the planned impacts? How
much if compared to similar projects.

Results , which include number and percentages of participating families, and their
progress in the issues contained in the Framew ork of Contents. How much did the
project advance if compared to the planned results? (in terms of number of families, as
well as in relation to the Framew ork of Contents). This is “the purpose of the project”,
forwhich it is entirely responsible.

Assumptions . It must be shown that conditions allow the project to produces the
envisioned impacts and results. This issue comes before the activities, as | consider it
more important.

Activities . M&E should answer several questions about the activities: were they
executed in such a w ay that the desired results are obtained, according to the principle
of the minimum effort (that is, the project should do as little as necessary; could the
project have done less to achieve the same or more?).
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0 Resources . M&E should show that the project used the necessary means, in terms of
staff and financial resources, equipment, communication, among others. A resource
requiring special attention is the methodologies used by the project. People rarely
perceive “methodologies” as a resource, to be replaced by a better one, in much the
same way as the project should change any other tool if it is not adequate to
accomplish the task. Much of the effectiveness and efficiency of the project depends on
the methodologies it uses.

M&E is, above all, a means of joint learning. It is, should be, a joint exercise between the
leadership of the project, field staff and population. M&E should result in improving the
project, improving its results and impacts.

There should be interaction between M&E and planning. Planning should be flexible, to
respond to the corrections needed to achieve the required results and impacts, or more.

Participation of project staff in collecting information is sometimes blocked, or at least
hampered, due to the idea that information should be “objective” (in the sense of “impartial”).
The staff is involved and not impartial. That is w hy the leadership sometimes prefers the staff
not to participate in gathering information. How ever, subjective information is part of objectivity.
Besides, the staff’s participation in this task increases their responsibility and understanding of
mistakes and corrections. In addition, each staff member should do his/her own M&E w ithin
the polder(s) under his/her responsibility. By doing so, the staff member should produce the
(processed) information to conduct the polders tow ards the required impacts and results. Each
staff member is therefore also part of M&E. Evidently the information produced by the staff
should be collected and processed by those who are in charge of the project.

Raymi and Monitoring and Evaluation

The issues mentioned above: (impacts, results, assumptions, activities, resources) will be
treated below, in reverse order, as those in charge of the project and the field staff dedicate
most of their time to w hat has less weight. | do not pretend to write a manual on M&E, but will
only comment some issues relevant w hen using Raymi.

Resources

Financial resources : Raymi has an interesting feature: operational costs can be very low,
partly because funds are transferred to the local organizations (WMAs, WMGs and families),
but mostly because the participants perform essential tasks themselves, with their own
resources. A Raymi project can function with operational costs of less than 20%. Larger
projects can have less than 10% operational costs.

Spending should never be a target. it may be that the project can spend less to achieve the
required results and impacts. In such a case, it is possible to expand the area.

Resources — Prizes : The prizes is one of the most pow erful motivational instruments to
invigorate innovation and learning processes. Money for prizes is what makes the heart of the
project tick. With this in mind, one should not worry about giving cash to families and their
organizations. At the time of designing a Raymi project, and calculating the cost/benefit, prizes
are considered as part of its costs, implying that the direct effect of the prize money is merely
an externality. Even so, many worry about how winning families or organizations would spend
the prize, fearing they will not invest it wisely. That is w hy some projects give either very small
prizes or a prize in kind (a cow, tools, etc.).

Extensive experience w ith the methodology, in hundreds of villages and thousands of families,

has show n that people invest their prizes with considerable care, for example in improving their
house, to buy tools, seeds, etc.

55 -



There are several issues to consider. The first one is the motivation the prize can generate,
that is, just how attractive is it? Usually, money is the best motivator the project can “buy*.
Buying any other item increases the hassle for the project (it needs to buy the prizes, transport
and store them, etc.).

Resources — methodology . The methodology a project uses is an essential part of its
resources, largely determining the quality of the project. This manual describes a methodology,
which makes it possible to achieve great results within a very short time. How ever, that does
not mean that it is perfect as itis. | may be convinced of the value of Ray mi to obtain results at
a very low cost. It is stil necessary to improve it within the context of the project and it is
therefore necessary to develop it further. The question of how to improve the project should
alw ays be part of M&E.

Improving, simplifying, a methodology, and understanding why it produces certain results,
make it possible to find ways to improve it and improve w hat the project does. Comparing
methodologies is a valuable exercise to this end. Similarly, the project should stimulate that the
different teams and field staff develop variations on the centrally approved methodology. To do
so, they justify what they are doing (different) allowing others to learn from himyher, and
judging the effort by the results obtained. This is how the methodology used by the project can
become alive, developing it further and preventing myths and dogmas.

Please, share the improvements you made of existing methodologies, write about it so others
can learn fromyou, and also to achieve that your results, effort and methodology w ill be know n
as really being yours.

Activities
In Raymi projects, M&E may be the most important activity of the field staff. (S)he is a
facilitator but primarily, a keen and systematic observer. (S)he needs to assess the different
steps of the process and take corrective measures, early, on time to optimize results and
impacts.

I will give one example here about the time of inscription. This example will also show M&E of
the project leadership during this period.

o Faysal is responsible for Polder xx/2x. He anxiously waits until he has received all
inscription formats from the WMGs. He finds that in one village only 21 families were
registered. In the others, registration is even w orse. From 15 WMGs, he did not receive
anything at all.

o Another field staff, (Munir) takes the inscriptions in his ow n hands and goes from bari to
bari, throughout the polder for which he is responsible. Towards the end of the
inscription period, he managed to register 90% of the families of the three villages he
could visit. He had no time to visit the other 18 villages of his polder. From those
villages he only received one list w ith six families on it.

0 Sajeda, however, less energetic than Munir, and less complacent than Faysal,
distributes the flyers with information about the contest everyw here, even on markets
outside her polder. She has daily contact with the WMG and WMA members and
leaders, who should do the inscriptions. She announces the contest on the radio, and
even organized miking throughout the polder, announcing which WMG had inscribed
more families and warning that there were just a few more days to hand over the
inscription lists to the WMA and BWDB — IPSWA M. She even w ent to see the teachers
of several schools in the polder, asking all students to tell their parents about the
contest, giving flyers to them.

No doubt that each field staff did the best (s)he could, to achieve good results in the
inscription, according to his / her point of view of whatwas the right thing to do. The project
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leadership, w hat did they do during this time? Did they know that the inscription in the Polder
of Munir was going so slow ? Did they know that Faysal limited his effort to simply announcing
the contest in a general meeting of the WMA?

Just as the field staff should do their monitoring, the monitoring of the project leaders should
provide them with timely information, to act when they can still influence and correct the
outcome. The leaders of the project should therefore monitor the activities. There are two key
issues:

Are the activities being executed in such a way that the expected results will be obtained?
Alternatively, may be it is possible to suppress some activities, or it maybe necessary to add
something to w hat should be done.

Does the field staff use the available means (resources) adequately to achieve the required
results? The “means” includes radio, local press, but also financial resources, staff, equipment,
end so on. It may be possible to spend less, to obtain the same results, or it may be necessary
to spend more of one or another resource.

The leadership of the project should gather all the information necessary, in time to correct
possible restraints immediately. (S)he should have Faysal learn from Munir and Sajeda, in time
to change his activities so he can produce the necessary results. Sometimes, rather, very
often, it is better to act on incomplete information, than to w ait until all information is available
and be too late to influence events and the course of the project.

The example about inscriptions, to achieve some numerical results, is rather uncomplicated,
but also applies to the results related to the Framew ork of Contents. This group of results
should perhaps be the main area of concern for the project leadership, w hich should take a
pro-active approach, and notw ait until there are problems in achieving results in this vital area.

The leadership of the projects should develop the instruments needed to attain the required
results or more. The project leadership should take advantage of the differences betw een the
many villages and polders. For example, the project leadership should see to it that the best
examples are used in all polders. In other words, when the field staff in one polder finds a
pioneering family in some issue, the project leadership should spread that information to all
field staffs, so they all can use that family for their exchange programme. The project
leadership is w here all information should reach and fromw hich all relevant issues should be
transmitted to the others. The project leadership should see to it that all field staffs find relevant
pioneers in all issues of relevance for the projects targets, and make sure that all such
information reaches all.

In other words, the project leadership should assure local knowledge management, w hich
includes:

0 The regular update of the “List of pioneers” w hich should be available to all field staff
(see below);

o Periodically verify that all issues of the Framew ork of Contents are covered by the “List
of pioneers”;

o0 Make sure that inter-learning takes place in a timely fashion, so the innovations that
were found can still be used during the present agricultural campaign;

0 Make sure that the participants learn enough during the exchange programmes to
apply w hat the pioneers do. If that w ere not the case, the leadership should take action
and do w hatever it takes to improve learning. Complex issues may need special
treatment (see paragraph 2.5: “The toolbox: training courses, work shops, contests,
exchange, leaflets, posters”);

o Confirm that exchange visits do not degrade into nice trips to interesting destination,
removed from direct interest to cover the Framew ork of Contents.
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And so on.

Activities — Databases

Monitoring of activities produces much valuable information w hich should be registered and be
accessible to the project staff. Information about the project area should be gathered and
registered in an orderly fashion: (villages, number of families in each village). The project
should register WMG membership, as well as the inscriptions of families in the contests,
allow ing the field staff to follow which families registered for w hich contests, and their results in
the contests. The project should use such information to follow learning processes, and
problems with it. The Referees often include quantitative information about w hat each family
and each WMG did in the contests. This information should be gathered and used to verify
village by village, which percentage of the families that registered for the contests, really
participated (that is: achieve more than the minimum notes.). These data should be compared
to the target. It can and should be registered w hat each family and WMG did for each of the
criteria mentioned in the “Rules and Regulations”.

The project should maintain a photographic register (in the computer), w hich can tell the story
of families and communities. This register can show from w here families and communities
started and how they improved themselves. One person per village should receive the task of
registering improvements and interesting feats, after a basic course in using a digital camera.
From time to time, the field staff should collect and replace the memory sticks of the cameras,
as w ell as descriptions of each picture.

The maps with people’s plans (drawn on the walls of their houses) should be part of the
photographic register. It will show the plans of families and WMGs, and w hat they actually did.
The photographic register will show how the plans changed, according to w hat people learned
during the project.

The so-called “testimonies” (transcripts of interviews) is another source, w hich illustrates in a
very vivid w ay w hat people w ent through.

The combination of registers should be used fromtime to time to “capitalize experience” of the
project and make it available to others through publications, in Bengali, and some in English.

The families, WMGs and WMAs should regularly receive copies of some of their pictures as
well as the publications prepared for a wider audience, a show of respect, consistent with the
Ray mi approach.

The “list of pioneers ”. The field staff identifies pioneering families, WMGs and WMAs, in the
course of their work. The field staff should register the pioneers’ names, and addresses, date
and a brief description of the relevant (technical) issues. This register should be available to all
field staff, to help orient the exchanges. As explained, this register changes as the project
progresses. Others, who are even better, will overshadow the previous pioneers. In other
words, the “list of pioneers” should reflect the progress of the families and their communities in
the course of the project. This register should include WMAs, communities, families in the
project area, but may also include others outside that area.

Activities — Reports . The monthly reports of the field staff should be very specific about their
activities. The reports w ill highlight pioneering families in each of the issues of the Framew ork
of Contents. They should provide information on how they spread the examples of the
pioneers (radio, exchanges, production of written information by the pioneers and the
reproduction and distribution of such material, etc.). The reports should inform about the
publicity of individual achievements through radio and local press. The reports during the time
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of registration of participants in the contests should inform about publicity and its impact, the
number of families, WMGs and WMAs registered, as w ell as the measures taken to improve
the inscriptions, comparing themto the targets as show n in Table 1.

Results

Results should be compared to the targets. The project should clearly define its targets, and
results should be intentional.

How ever, conventional methodologies are often “open-ended”. It is therefore difficult (rather,
impossible) to define w hen the project fuffilled its task w ithin the available time.

An example is a project, w hich defined the follow ing “targets™

o Conduct 18 courses per village, of three days each, along the three years of the
training of farmers. The project should give 72 courses in four villages.

o0 Conduct 1,800 small courses, which are 18 one-day courses in each of the model
farms. There should be a minimum of 10 participants these courses, to attend 1,000
families in the four villages w here the project works. This means that there will be an
estimated 5,000 beneficiaries of the activities.

If the target would be: 5,000 families apply x innovations in their resources management,
within the project period, it would be best to achieve that targetw ith as little effort as possible.
In other words, a mnimum of means (activities) such as (small) courses, exchange, etc.
should be used.
Imagine that the destination (target) of the cargo is know n. Obviously, the truck should
take the shortest route (using a minimum of means) to reach its destination.

How ever, imagine the sender defines the destination of the cargo as the number of
kilometres the truck should travel. That is the kind of situation encountered in projects
that defines the means it will use, instead of where it is headed, its “target”
(destination).

When “target” is replaced and confused w ith “means to be used”, the project simply prepares a
list of activities. In such a case, activities are reported and are called as “results”.
Unfortunately, this is quite common. It may be clear that results should be “changes in
resources management” (of families and their organizations), if that is what the project is
about. It may be that the project used all means but it did not achieve changes: the truck
travelled many kilometres w ith its cargo but only in circles and never got anyw here.

Another consequence of confusing the target with “means” is that planning is done according
to the capacity of the project: activities are carried out according to w hat the budget allows,
without knowing if it was too little, enough or too much to achieve change in a certain
percentage of the population. This either results in “stretching” the means to “cover” very large
populations, or in investing the w hole budget on a small population. There seems to be no w ay
of know ing w hat is reasonable. The available budget and the size of the population are simply
“matched” by distributing the activities uniformly over w hatever number of people.

The target is achieving sustainable results

The previous lines reflect a situation found in quite a number of NGOs and projects. | therefore
like to take a fresh look at the targets. As said above, targets in development (and training)
should never be defined in terms of how many courses will be given, or how much of any other
means should be applied. Raymi is about making sure that the changes to be introduced will
continue to spread at a rapid pace among the population, once the project is gone.
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The project could also stay but will need to reorient its focus (Framew ork of Contents), after it
succeeded to reach the “point” where changes spread very fast without further project
involvement. The project reached that point w hen a “critical mass” of the population applies all
innovations required to “fill’ the Framew ork of Contents. (*°) In spreading of innovations, the
“critical mass” is reached when about 30% of the population applies them. (*') “Change”
becomes sustainable after reaching that point. That is the point where the innovations are
safely “anchored” in the population.

How ever, as soon as the project retreats, the number of people and organizations applying the
innovations will decrease. | call this phenomenon “contraction”. | estimate roughly (and safely)
that the contraction affects about 20% of the total population. The project's target should
consider this decrease. In other words, to achieve sustainable results, the project will need to
achieve that 30 + 20 = 50% of the population applies the innovations during the project time.

The project should reach the 50% target within the shortest possible time. Experience with
Raymi in many different projects show ed that it could be reached within three to four years.
The absolute record is 2 years (in a relatively small area), w here changes w here focussed on
water management and major changes in crops and crop manage ment.

The numerical targets refer to the percentage of the population that should adopt certain
contents. The part about the contents to be adopted needs further explanation. “Contents” is
not about application of one or another technique, but about having dominated the issues of
the Framew ork of Contents (*®). For example, there can be many w ays to maintain w ater levels
in the canals of the polders within a desired range, (if water management were part of the
Framew ork of Contents, w hich in polders with w ater management problems should certainly
be the case).

Within each block of each polder, people and their organizations are free to determine exactly
what water levels in their canals should be, and the way they wish to control them. People
have or will develop a variety of techniques and practices for each issue (such as controlling
water levels). Not one particular technique or practice should be spread, but people should
learn about the variety of options available so they can choose, and also develop their own
(combination of options).

The essence of improving resource management is about people being able to make choices
of techniques and practices, which are best suited for their particular situation. Outsiders
(including the project) should therefore not make the choices for them; rather, facilitate the
development and spreading of the many alternatives, as w ell as the capabilities to choose the
best alternative, or to develop new ones if none fits the problem.

Targets and the Framework of Contents

The numerical targets are important (referring to the number of participants). How ever, these
numbers only become important when they also indicate that all these people learned to
dominate the issues of the Framework of Contents, which are also called “targets of
substance”.

16 The term “critical mass’ is borrowed from nuclear science, where it denotes the minimum

required mass to sustain a nudear reaction.

See also: “Eradicating poverty by dewveloping peoples capacities, Experience and a novel
methodology from Latin America”, Paragraph 3.3. “Spreading information and innovations
among the population”, available at www.dexcel.org/publicaciones/learningdft

Framework of Contents is the main and essential issues to improve the incomes of the
population in a sustainable fashion. It provides a clear orientation to guide a development
project. It translates the system focusin specificissues.

17

18
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The field staff should “measure” the difference betw een “results of substance” (progress of the
families in terms of the Framew ork of Contents) and the “targets of substance”.

The role of the field staff in this aspect is rather essential. (S)he should continuously look for,
and find, those people and organizations, w hich obtained exceptional achievements, because
they possess exceptional know ledge and skills showing up in concrete results. That is w hy
M&E is an essential component of the role of the field staff.

The field staff should spread all innovations found w hich are relevant to the Framew ork of
Contents, as quickly as possible. The tools at his/her disposal are exchange, flyers, posters,
the radio, but also the visit of high ranking officials to the area to focus everyone’s attention on
the pioneering family or organization.

Up to this point, | have referred to the possibilities to find pioneers (families and organizations)
locally. How ever, it is likely that some issues fromthe Framew ork of Contents do not get much
attention and that the project cannot find anyone w ith much to show for that issue. What to do
if that happened? There are several things:

it may be that the field staff knows about a pioneering family or organization outside his/her
area of work. He may organize the exchange in much the same way as in his/her area.

it may w ell be that issue still does not catch the interest of the people in his/her area of work. In
that case, (s)he may need to organize Partial Contests (contests about some specific issue).
Such a contest makes it possible to focus on that particular issue and achieve the interest it
deserves. Such partial contests run parallel to the “general contests” (see previous chapter).
This procedure even works well when no pioneering family or organization can be found
anyw here in the particular area. Depending on the results, it may be necessary to repeat such
a contest, until people start taking interest in the issue, after w hich it can simply be included in
the general contest.

In other words, the project should reach “targets of substance” deliberately and intentionally,
by checking, if the “results of substance” are heading for the targets fast enough, doing w hat it
takes, to get there, no more, no less.

Effects and impacts

The project leadership should do M&E of the effects and impacts of the project. On the short
term, such effects and impacts consist of the generation and spreading of know ledge and
expertise. Ako rather quickly, the new knowledge and expertise lead to the improvement of
resources management, recovering them. It often takes somew hat more time to recover
peoples’ economy, though big progress is made already w ithin the first years of the project,
energizing people’s interest in continuing to learn to improve their resources manage ment.

M&E of activies and resources should be daily. M&E of results should be done less
frequently. it may be enough to monitor impacts two or three times per year. The project’'s
leadership and the field staff should each carry out their own evaluation of impacts. How ever,

the view points of outsiders can often be quite interesting and refreshing. They can contribute
with new ideas and criticism.

In addition, computer simulations (mentioned earlier) can help to understand w hich
mechanisms cause the phenomena seen in the field, sharpening observation, but also
providing ideas about how to improve.
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Unexpected impacts

It is possible that great improvements w ere achieved in people’s economies. Even so, there
may be negative effects also. For example, it may be that the increase in number of animals
the families can keep, has increased so much that one or two children need to care for them,
abandoning school.

M&E of impacts carried out by the project, as well as M&E by outsiders, should watch for
unexpected negative and positive impacts.
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Annex 1. What determines if the WMG is good?

The WMG should be able to mobilize the villagers to performthe basic tasks w ithin the
boundaries of each village (clearing of water hyacinth in important canals, maintaining
the regulator, etc.).

The WMG should understand the w ater manage ment system of the block(s) of w hich it
is part. It should therefore have several instruments:

Understanding the problems of overland flow, and the obstacles it encounters;
be able to mobilize the villagers to remove such obstacles.

Measurement and recording of w ater levels throughout the block(s), as well as
comparison of the different levels to the target w ater levels. Such targets must
be defined by the WMG.

Maps, indicating w hich canal serves how many bighas (for example in red: more
than 4000 bighas, blue: between 3000 and 4000, green: betw een 2000 and
3000, etc.).

Main problems are identified, and their causes are known and are addressed
effectively. This means that main problems have become less.

Operation of regulator. Water is either let into the block for flushing, or let out of the
block for drainage. Water should never be allowed to flow in and out freely with the
tides.

Functioning of the system is determined regularly and is expressed in water level
difference between readings at the regulator and at the most remote point of the block
during the critical period.

Target w ater levels are defined correctly throughout the block (Target w ater levels are
the levels that should be achieved).

Actual w ater levels are recorded regularly and are compared to target w ater levels. The
difference betw een target levels and recorded levels should be small.

The regulator is being maintained.
The WMG achieves the required contributions in labour fromthe families.
Keeps the canal netw ork in their area in w orking condition.

Contributes their share to solving the problems of the block (in labour and other
resources, if these were demanded by the WMA).

Performs other services to its villagers?
Having an efficient problem reporting systemin place.

What else determines if the WMG is good?
The eight-step approach (Table 4) provides a solid basis for comparing manage ment of blocks.

The MAXI-MINI test may be used to assess system performance of each block and to
compare how well each block committee functions.

-63 -



Table 4
Going step by step into the Quality Circle
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(10,
The MAXI-MINI test of Block performance

Block performance can be tested at any time. It consists of operating the regulator of
the block in such a way that a high w ater level at the countryside of the regulator is
quickly followed by a much lower one (or the other way around). These “extreme”
water levels should quickly spread to all canals of the block. There is a problem if the
reaction is slow in some part of the block.

The procedure is as follow s:

The regulator should be operated at maximum drainage capacity for several days and
then at maximum flushing (or the other way around), also for several days.

Maximum drainage should achieve that the w ater levels become almost as low as the
low tide level at the countryside of the regulator. This water level should be nearly the
same in all canals of the canal system of the block after days of maximum drainage.
Maximum flushing should result -after several days- in water levels almost as high as
the high tide level in those same canals (*°).

Water levels react slowly if there is some kind of obstruction in the canal. The slow er
the reaction of the w ater level, the more the obstruction affects the area served by that
canal.

Large w ater bodies cause the w ater levels to react slowly, and so do connections of
the block to neighbouring blocks.

Gauge readings should be taken at certain time intervals (twice a day?) after shifting
operation from maximum drainage to maximum flushing. These readings should be
taken at the beginning and end of each one of the important canals (%°).

The difference between maximum and minimum w ater level found during the maxi-
mini test, is the indicator that we need. This means that any kind of gauges is good
enough: including bamboo poles driven into a canal bottom.

The difference between the maximum and minimum level on each gauge indicates
obstructions in the canal system. There is no obstruction if the difference between
maxi-mini w ater level is (almost) the same as at the regulator. Obstructions are
important if the difference between maximum and minimum is small. (see illustration
below).

The arrows represent the difference betw een the highest and low est water level during
the Maxi-Mini test, as found at different, successive points in the canal system. The
measured difference gets smaller if there is an obstruction (the “clouds”).

Let us look at each point (indicated w ith numbers in the illustration):

1: Regulator (Riverside): This is the difference betw een high and low water levels.

19

20

Of course, there is no need to flood the polder. We only need two different water levels at the
regulator during several days to check the reaction of the system. The greater that difference,
the better.

Important, according to the treedike map, as it serves a large area (treedike map: the trunk
represents the main canal, the branches get smaller and less important, when farther removed
from the trunk. Itis a map to show the importance of each canal in a graphic way). The canal
may be very important but narrow, or unimportant and very wide. Present size of the canal has
litle to do with it'simportance in the system
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These levels are reached every day. All other arrows are measured inside the
polder, after several days of maximum drainage and several days of maximum
flushing.

2: Regulator (countryside). It can be seen that several days of maximum drainage and

days of maximum flushing did achieve the target of almost reaching low and high

tide levels inside the polder.

Apparently, there is no obstruction betw een 2 and 4.

5. There is an obstruction betw een 4 and 5. This results in a much slow er reaction to
regulator operation in the rest of the canal system. There are other obstructions
betw een all follow ing points

8: There are big obstructions betw een 8 and 9, as w ell as betw een 9 and 10.

Which obstruction affects the largest area? Which obstruction should receive priority
for removal? (%)

w

2 Removing the obstruction between 4 and 5 will improve performance from 5 to 10. Successful

removal should result in 5 being almost the same as 4. Removing the obstruction between 9
and 10 would only improve the fail end. The obstruction between 4 and 5 should therefore
receive priority. Note that the present methodology for study cannot establish any piioity for
canal re-excavation and cannot measure the effect of the re-excavation on waterlewels.
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Annex 2. Rules and Regulations
Draft for discussion

BWDB - IPSWAM
Invites families and their WMAs and WMGs to participate in the

FIRST
Dry Season POLDER CONTEST

Organizedfor: Polders 22, 43/2A and 43/2E

ARE YOU READY FOR THE DRY SEASON ?

November 2005 - April 2006

GREAT PRIZES!

Best WMA in Khulnha Zone:
Best WMA in Patuakhali Zone:
Best WMA over-all:

Tk. 30,000
Tk. 30,000
Furnished office

PLUS in each Participating Polder:

WMG First Prize
WMG Second Prize

Tk. 20,000
Tk. 18,000

PLUS in each village of the WMG:
Best Family First Prize
Best Family Second Prize
Best Family Third Prize Tk. 10,000
Best Family Fourth Prize Tk. 8,000
The bestfamilies of each village alsoreceive a sari and a shirt(50 families per village).

Tk. 15,000
Tk. 12,000

Information and inscriptions
at BWDB — IPSWA M offices

Inscriptions are completely FREE and voluntary
Sponsor: BWDB — IPSWAM
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Are you ready for the dry season ?

The first Dry Season Contest betw een Water Management Organizations w ill be organized in
your Polder during the months of November 2005 to April 2006.

What is the Dry Season Contest?

The Dry Season Contest is to see w hich Water Manage ment Organization is best prepared for
the dry season. Preparing for the dry season is necessary to create the best opportunities for
all families of the polder. Is your family ready for the dry season?

What is the contest about?

It is a contest between water management organizations and among families. The contest will
determine w hich organization, and w hich family, is better. The contest will last six months.
Therefore, you have time to prepare yourselves!

To participate, the WMA wiill register with BWDB — IPSWA M.

BWDB — IPSWAMw ll forma Referee composed of Polder representatives from another area.
The best WMA w ill receive the WMA prize.

Each WMA w ll inscribe the Water Management Groups (WMGs) of its Polder who want to
participate. The winning WMGs of the Polder will receive a great prize.

Each participating WMG w ll inscribe all families from the village w ho want to prepare for the
Dry Season. Husband and / or wife of the participating family should be member of the WMG.
The participating family will prepare themselves with the support of their local leaders. A
special Referee will qualify the families and choose the best of each village. These families will
receive a great prize!

The WMA and all its WMGs w ll prepare themselves by checking w ater levels, improving their
canals w hen needed, operate regulators the best way they can and maybe other things that
you think is needed to show that your organization is great.

The Referees of the Dry Season Contest will visit the Polder to see who prepared best and
how many families of the polder are well prepared. The more families prepared themselves,
the more points the WMGs w ill get!!

How many WMGs can inscribe themselves?

BWDB — IPSWAMw ants to work with the maximum number of WMGs. That is w hy all WMGs
of the polders can register to try to obtain the WMG prize. The WMA of the Polder can only
participate if 70% OR MORE of it's WMGs participate in the contest.

How should you prepare yourselves towin a prize?

If you prepare yourself, you can win a prize! There are things that you need to do with your
ow n family, and other things need to be prepared w ith your village (WMG) and Polder (WMA).
Your leaders are your guides for the preparations.

The president of the WMA is responsible for preparations of the Dry Season w ithin the Polder.
He may request the assistance of other local authorities of his polder.
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The president of each WMG is responsible for preparations of the Dry Season within it's
village. He may select the local authorities to assist all the families of his village.

Contest between WMAs: What things need to be prepar ed in the Polder?

The responsibilities of the WMA include w ater management in the whole polder. The WMA
should organize and coordinate in such a way that w ater levels and quality are according to
what people in the villages want. This includes organizing the polder in Blocks (w hich is the
total area served by one regulator). There is one Block for each regulator. Each bhiga of the
polder should be part of one Block. Some blocks may be smaller than the regulator capacity
permits. Other blocks may be larger than the capacity of the regulator. That could be a
problem. The WMA should arrange the blocks according to the size of the regulator.

At the end of the rainy season, the WMA should check if the embankment is still in good shape
and summon the respective WMG to repair possible damage.

Some issues may need coordination with the BWDB or other (government) agencies. That is
the responsibility of the WMA.

Each member of the WMA should lead their village to perform tests of functioning of each
Block (for example, the MAXI-MINItest). If a problem is found, it should be fixed by the village
where that problem occurs. Each test should be w ell documented.

Item of contest between WMAs W axim um
score

-1- | Plan of improvement of the Polder, including description of 5
present situation.

-2- | Distribution of Blocks in the Polder. If needed, blocks must be
adjusted in size, by placing or removing cross-bunds (or other 15
measures that you see fit).
Clear distribution of block management to the WMGs.

-3- | Clarity in distribution of responsibility among the village for 10
canals, embankment and regulator operation and maintenance.

-4- | MAXI-MINI test for each block documented and follow ed up 20
through respective WMG.

-5- | Embankment checking, documentation and follow -up through 10
respective WMG.

-6- | Regulator checking and operation, documentation and follow -up 15

through respective WMG.

-7- | Relations with Government agencies. 10

-8- | Map of the polder and blocks, indicating block size in Bhigas,
Regulator capacity in Bhigas, and canals corresponding to each
block. 10
Archives and documentation, including documentation of target
water levels and measured w ater levels.

-9- | General state of w ater levels and quality in the Polder. 5

Total Maximum score 100

Contest between WMGs: What things need to be prepar ed in your village?
The WMG Referee will assess the follow ing:
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Item of contest between WMGs M axim um
score
-1- | Plan for improvement of the village.
Plan for improvement of the block to w hich the village belongs 10
(prepared in cooperation w ith other villages belonging to the
same block).
-2- | Adjustment of the block(s) according to regulator capacity. 10
-3- | Organization and imple mentation of MAXI-MINI test. 15
Identification and removal of bottlenecks in canals.
-4- | Regulator operation w ell organized and documented. 10
-5- | Determination of places to register w ater levels; definition of 10
target w ater levels; regular registration and documentation.
-6- | Organization of contest betw een families in the village, % of 20
families participating.
-7- | Archives and documentation. Map of the block(s) tow hich the
village belongs, indicating block size in Bhigas, Regulator
capacity in Bhigas, and canals corresponding to each block. The 5
number of bighas served by each canal should be indicated. The
map should also indicate the village boundaries.
-8- | Agreements w ith embankment occupants for regular upkeep of 10
embankment.
-9- | General state of w ater levels and quality in the block (compare 5
target w ater level to obtained w ater level).
-10- | General state of the village (cleanliness and garbage disposal
sites, state of canals, care for regulator, roads, embankment. 5
Greening activities. Special care for places of worship and
respect)
Total Maximum score 100
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Good maps are needed of the block to understand how the w ater flows, where
obstructions are, which village is responsible for w hich parts of the canals. The map
can be painted on a floor or on aw all.

Contest between families: Things every family needs to prepare
An organization can only be strong if its families are good and healthy. Every family can
contribute to its ow nwell-being and w ith it to the w ell-being of the w hole community.

The contest betw een families is not about w hat you have or do not have. It is about the care
you give to your family. The Family Referee will assess the following for each participating
family:

Item of contest between families in each village M| aximum
score
-1- | Planning of your bari and kitchen (Plan and imple mentation) 10
-2- | Care for drinking w ater. 10
-3- | Existence, location and cleanliness of latrine. 10
-4- | School attendance of children. Boys & Girls 10
-5- | Health and nutrition of the children (checking w eight and height 20
every month, or every week, if needed).
-6- | Food storage, quality and quantity. 10
-7- | Seed selection and proper storage (if you grow crops) (*) 10
-8- | Quality of fish cultivation management (gher, pond), vegetable 10
and tree production, and if you have crops: Integrated Pest
Manage ment
-9- | Care for your animals, if you have any, including proper use of 10
dung. (*)
Total Maximum score 100
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*) If you do not have animals or do not cultivate crops, you will get 8 points for the respective
item.

Which family should prepare itself? Each family can decide for itself if it should participate
or not. How ever, the more families participate, the more likely it is that your WMG will win a
prize. Families can only be inscribed if husband and/or wife are member of the WMG. At least
50% of families of the village should prepare for the Dry Season. You can register for the
contest with your WMG. A poor family can participate just as other familie s can. The
Referee will not look if you are rich or poor, but will see how you care for whatever you
have. A small family can inscribe itself, for example, a widow and her small children.

All families can patrticipate...

How can you inscribe your family?

Just ask the WMG members of your village and place your name on their list of participants.
As most of the issues are about the care of the house and health of the family, the wife of the
family inscribes the family. If you are not registered as member of the WMG, you should do so
first.

Regulations of the contest
The Referees will judge the participants according to the criteria and maximum scores
indicated above.

About the inscriptions

The WMG, w hich w ants to participate, will inscribe the families of its village, w hich are member
of the WMG. The authorities of the WMG will present the list of families to the WMA, and
provide a copy to BWDB — IPSWAM. The WMA, which wants to participate, will need to
present a written request to BWDB — IPSWAM, indicating w hich WMGs of their polder will
participate. The inscription of the WMA is valid if more than 70% of all WMGs in its polder
participate in the contest.

Dates and qualifications
Inscriptions need to be presented before November 15, 2005. Of course, you can start your
activities before that date, if youwish.

There will be several qualifications. The dates w ill be published by BWDB — IPSWA M timely.
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Referees of the WMG should regularly check improvements of their families.

Prizes: See the first page of this document.

About the Referees of the WMASs

A joint committee of all WMAs w ill appoint the Referees for the WMAs. These Referees will
determine w hich WMA is the best within the Zone and will win the announced prize. Referee
must be a team of at least three people. These Referees must be independent and cannot
come from any of the participating polders.

About the Referees of the WMGs

Each participating WMG will be judged by Referees appointed by the WMA of the polder.
These Referees will determine which WMGs are the best within the polder and win the
announced prizes. Referee must be a team of at least three people. This team may include:
President and members of WMAs of other polders, or other capable people from outside the
polder.

Some people damage the embankment.
The WMG sees to it that such damage is repaired.

About the Referees of the families
The WMG will decide whow ill be Referee for their village. It is suggested that the Referee will
be a team of three people. This team may include:
o President of a WMG of another village (or another capable person from another village)
0o Members of a WMG of another village (or other capable persons)
The Referees of the contest betw een families of each village will determine w hich families are
the winners.

About the role of BWDB — IPSWAM staff
Staff of BWDB — IPSWAM can never take part as Referee but may participate as observer.
The WMG or WMA can invite other observers as well, to show what they have achieved.
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Attributions of the Referees of the Dry Season Cont  est

The Referees will qualify the results according to the criteria and maximum and minimum
scores indicated above. The verdict of the Referees cannot be discussed or appealed, and
cannot be subject to disputes.

The Referees may disqualify a participant for the follow ing motives:

In case of a WMA, w hen less than 70% of its WMGs participate;

In case of a WMG, w hen less than 50% of the families in their village participate;
Not complying w ith the rules and regulations set out in this document;

Inflicting damage to w ater manage ment infrastructure (important canals, regulators);
Other strong motives.

O OO0 Oo0Oo

Acceptance of these rules and regulations
Inscription of each participant in the contest indicates their complete acceptance of the rules
and regulations set forth in this document.

Cancellation of the Contest
BWDB — IPSWAM reserves the right to cancel the results of the contest, or parts thereof, in
case of finding irregularity. Such annulment cannot be appealed by any party.

About possible changes to these Rules and Regulatio ns

BWDB - IPSWAM may change these rules and regulations. The participants will be informed
in writing. Also, the participating WMAs, WMG’, or families may propose changes to these
Rules and Regulations to BWDB — IPSWA M.

Functions and Responsibilities
The President of the WMA is the Coordinator of the Dry Season Contest in the Polder. His
responsibilities in the contest include:
0 Promote the participation of all WMGs.
Improve the WMA in all aspects (s)he sees fit.
Supervise and evaluate regularly the presidents of the WMGs.
Coordinate actions betw een the villages and with (government) agencies.
Organize other contests and championships betw een villages.
Participate as Referee in the contest.
The President may appoint assistants.

O O Oo0OO0Oo

The chairperson of the WMGs  participating in the contests. His/her functions and
responsibilities include:
o Improve the administration and planning of his village, especially related to w ater,
embankments, regulator, but also to other issues.
0 Inscribe all the families of the village w ho are member of the WMG to patrticipate in the
contest betw een families.
o Coordinate the activities related to the contest with other WMGs, with the WMA and
other local authorities.
0 Organize the contest betw een families.
0 Prepare the plan of care for the village and infrastructure (important canals,
embankment and regulator).
0 Preside over the committee of Referees in contests in other villages.
The President may appoint assistants.

Participating families
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The families voluntarily inscribe themselves, registering name of husband and wife. The wife
will sign the inscription as most items of the contest are within her tasks and responsibilities.
Though many items are cared for by the wife, husband and w ffe are responsible for the w ell-
being of the family. Husband and / or w ife should be member of the WMG.

All participants

This contest is about learning from others. All participants are therefore willing to show the best
of what they did and achieved, to visitors from other WMGs and Polders.
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INSCRIPTION FORM for the Dry Season Contest Date:........
POIdEI: .
VillAge: ...

Total number of familiesS: ........oovvvviviiiiiiiiiiieieeeeeeeeeeeee
Total of participating families: ............... (at least 50% of total number of families of village)

President Of WIMG: ......oovuiieieeee et een e e e eanan
MEMDEIS Of WIMG: ...oeviiieeeee ettt e s e e e e

Participating Families:

Name of Wife Name of Husband Signature of Number of Children
me mber of WMG

(wife and or
husband)
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Glossary

Anchoring of innovations

Tem used to describe an advanced state of adoption. The adoption
increases rapidly from this point onward. A project can be confident that
innovations will continue to spread once this point is reached. Itis one of
the sustainability criteria of project output and a target in a development
programme. See: “critical mass”

ARCADIS Euroconsult

International consultancy company, with its headquarters in Arnhem, The
Nethedands. ARCADIS Euroconsult implemented two projects using
Raymi in Latin Ameilica (PAC-ll and IMA-Peru), and was involved in a third
(ALA 94/89, in Guatemala).

Bhai Small neighbourhood, with families who are often related to each other.
Bigha Local unit of area in some areas of Bangladesh. 1 Bigha =0.13 ha

Block Regulator catchment area. See Regulator, and Catchment area.

BWDB Bangladesh Water Development Board

CADEP José Maria NGO with its headquarters in Cusco, Pem. It used the irigation contests
Arguedas similar to Unu Kamachig Raymi in several of the communities where it

operates.

Capadcity development

Process through which knowledge, know-how, skills, talents are acquired
or created, which translate in new capacities, and allows the person or
groupsto improve and unfold their potential.

Catchment area

Also drainage basin or watershed. All runoff from a catchment area hasa
common outlet Two adjacent catchment areas are separated by a
hydrological divide. All the rainfall runoff within the boundaries of a
catchment area of a regulator (also called “block’) will leave it through the
regulator.

Char

Land accretion from sedimentation in the river delta.

Cognitive approach

Learning based on the knowledge already available in the person, allowing
assimilation of contents. These need to be re-structured and modify the
cognitive structure of the person. That is when the technique can be re-
invented, that is, adapted to the local conditons, and consequently
applied.

Contest

A contest allows someone to obtain a prize by demonstrating the result of its
skills; it allows detemining those personsin a systematic way.

Contraction

Reduction of the number of people that adopted an innovation due to
dedining incentives. (Over) estimated at 20% of the population. T he target of
adoption should be the critical mass + the contraction = 30 + 20 = 50%.

Critical (system) element

System element without which the water management system cannot
function properly.

Critical Mass

Minimum mass capable of sustaining a nuclear reaction. Tem used in
training programmes to describe the minimum adoption rate required
producing the ‘explosion” in number of adoptions. It is (safely) estimated
at 30% of the total population.

Desertification

Denotes interrelated economic, social and ecological processes
associated with degradation, culminating in a virtually uninhabited desert.
The process is about the dwindling resource base , the increase in
poverty, migration and social destabilization and typically affects entire
regions larger than one particular country.

Development

Is understood as a steady and endogenous improvement of living
conditions of a group of people. Itis the process of growth of people’s
capadcities to mould theirfuture.

Development project

Is a mechanism through which one tries to strengthen the ways in which
the population increases their resource base, their productive
infrastructure, technological capabilies and their most efficient forms of
social organization, for production, with an integrated management of their
environment.

DEXCEL

Development & Excellence, organization promoting excellence in rural
development. It created and introduced cerificaton of NGOs. Also
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contibutes to quality in dewelopment through publicatons. See:
www.dexcel.org

Effectiveness The degree in which an organization achievesits goals.

Efficiency The degree in which an omanization achieves loweling its costs while
maintaining its output.

EIP Early Implementation Projects

EPIC Erosion Productivity Impact Calculator. Computer model simulating crop
growth, erosion, nuttient and water flows.
See: WEPP, LADERASS, WOFOST.

EU European Union

Euroconsult See: ARCADIS Euroconsult

Evaluation Appraisal of the information generated in Monitoting; it is emitting

judgements about what happened, compared to what was planned, with the
aim to conduct the project, correctits course. Evaluation is compaling whatis
and what should have been, to determine which action should be taken in
the light of the facts.

Explict knowledge

Explicdt knowledge is objective and rational and can be expressed in
words, text, numbers, formulas, graphs, etc. It can therefore be
transmitted rather easly, for example, in writen form. See: Tadit
knowledge

Explosion Rapid adoption. It occurs after the “critical mass’ is reached. It nomally
occurs about 20 years after the first introduction of an innovation. The
conditions for the explosion can be created within 4 years. See: Critical
Mass, Contraction.

Flush, flushing Letting waterinto a polder.

Framework of Contents

Main and essential issues to improve the incomes of the population in a
sustainable fashion. It provides a clear orientation to guide a development
project. It translates the system focusin specificissues.

Hydrological system

System composed of water ways and water bodies (rivers, canals, lakes,
etc. It may contain regulators and other structures that can influence the
flow of water.

IFAD

International Fund for Agricultural Development

Inter-learning

“Mutual learning” is understood as a collective process of renovation of
capadties, and indudes socialization, interiorisation, exteriorisation,
application and association.

IPSWAM Integrated Planning for Sustainable Water Management is a programme
implemented through the Bangladesh Water Dewvelopment Board, and
financed by the Nethedands Government. It aims at improving water
managementin some polders of the coastal area of Bangladesh.

Khal Channel, often a tidal creek, oliginating on developing char land.

Knowledge management

The capadity to learn, improve tacit and explicit knowledge and generate
new capacities on the basis of one’s own expelience and that of others, to
answer to the needs of individuals and communities in their development.
Also: emerging academic discipline.

LADERAS

A simulaton model designed for conditions and challenges in
mountainous areas faced by technical assistance. The model can assist in
estimating the economicimpact of land reclamation activites ex-ante; and
contiibute to identify the most relevant issues, which allow the definition of
prioiities. Available at: CONDESAN, CIAT, CORPOICA, Colombia.

It was used to identify the Framework of Contents of MARENASS and
formed the basis of its Feasihility Study. See: WEPP, EPIC, WOFOST.

Learn-from-the-best

Methodology for capacty development, also known as “Raymi” or
“Pachamama Raymi”.

Maintenance in water

Aims at prolonging the life of structures which are essential in the water

management management system. Canal "maintenance" influences the flow of water
and should therefore be dassified as operation and not as maintenance
(see: Operation).

MARENASS Project financed by IFAD and the Government of Peru. It was the first

project, which used Raymi from its design (mplemented between 1998-
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2005). Itis generally considered to have been unusually successful.

MAXI-MINI test

Test of perfomance of the water management system of a block
Performance can be vetrified by checking if water levels in the canals of
the block adjust quicky to changesin water levels at the countryside of the
regulator. The MAXI-MINI test is required when the block has no, or an
insufficient number of, gauges.

Monitoring

Registering, elaboration, internal publicaton and documentation of
information about the implementation of the project, in a planned and
systematic way.

Natural diffusion

Increase of adoption of a certain innovation, in the absence of external
incentives,

NGO

Non Govemmental Organization

Non-critical (system)
element

The water management system can function properly without the non-
critical element. See: critical system element.

O&M

Operation and Maintenance, also "Water management”

Operation

Influencing the flow of water with understanding to obtain the desired water
levels and quality in a water management system. The most important
instruments in operation are regulators canal excavation. The most important
instruments in polders be able to use these instruments with understanding
are: - Hydrologically independent blocks;, - Instruments to monitor the
behaviour of the system (gauges at several locationsin the block, a smple
map).

Such instruments can and must be used to manage water levels in the
polder.

Pachamama

Mother Earth in Quechua. Keeper of all living things, goddess of pre-
Columbian and present day veneration. It is the only contemporary
traditional deity of truly Pan Andean reverence. Pachamama is the
equivalent of “ecology”. However, she is considered sacred and therefore
has a much greateremotional value as “ecology”.

Pachamama Raymi

Fiesta or day of the Mother Earth in Quechua, a native language in Peru,
Bolivia and Ecuador. “Learning from the best”, or Raymi used to be called
“Pachamama Raymi” See Raymi.

Pachamaman Urupa

Fiesta or day of the Mother Earth in Aymara. It was the name of the
programme of PAC-II, through which itimplemented Raymi during the last
two years of its existence, and immediately afterwards, in all Post-PAC
programmes of La Paz, Oruro and Potosi. See Raymi.

PAC-II A European Union sponsored Programme for Auto-Development of
Farmers in La Paz, Bolivia. Two similar programmes existed at the same
time in Oruro and Potosi. PAC-Il implemented Raymi two years before its
close.

Polder Area protected against flooding by an embankment. Water flow in and out
of the polder is usually controlled by structures, such as regulators.

PRODERM PRODERM, the “Rural Development Project in Micro Regions’ of the

Department of Cusco, financed by the European Union and Dutch
Development Aid (1979 - 1991).

Programme Araucania
Tierra Viva

Rural dewvelopment progamme in the IXth Region of Chile. Based in
Temuco. Fnanced by the European Union and the Government of Chile. It
used Raymi from the start of its activities, and published several
documents about the methodology.

Rate of adoption

With Raymi: the percentage of the population that dominates issues
contained in the Framework of contents.

In T&V: percentage of the population, which applies a specific technology,
or practice, which the project wishes to transfer.

Raymi

Raymi means fiesta in Quechua. It is a methodology for capacity
development, using local knowledge management, contests, and intensive
exchange. Contests are held between families and between their
organizations and are organized by the population; prizes are sponsored
by the project. Families and communities that manage their resources best
can be identified in a systematic way through these contests.

-80 -




Also called: “Pachamama Raymi” and “Learning from the best”.

In the Andes, Raymi was the name for all events of the iitual calendar of
the Inkas. The word also applies to collective labour for mutual benefit,
which would end as a fiesta, with music, food and drinks.

Regulator

Also called gate or sluice. It is a structure to control the flow of water.
There are several types of regulators. Some are designed to maintain a
certain water level; others are designed to allow water flow only in one
direction, etc. A regulator is designed to serve an area: the (regulator)
catchment, also known as “block’.

SID

Strategies for International Development. American NGO, which made
Raymi its main methodology. It started its activities in Bolivia around 1994.

Spedfic contents

The best specific knowledge and know-how to manage some resource. It
consists of explicit and tacit knowledge, and can therefore not be
dissociated with the person possessing it

Sustainable Agriculture

We use the term “Sustainable Agriculture”, “pemaculture”, “organic
agriculture”, without distinguishing the subtle but relevant differences
between them. They all are about agriculture with few external inputs, also
known as LEISA (“Low External Inputs Sustainable Agriculture”).

System

A system is composed and defined by each one of its sub-systems (also
called “elements’) and of the relatonships between them. The
characteristics of a system depend on the characteristics of its sub-
systems aswell ason how these relate to each other. The smallest water
management system in a polder, isa block

System elements

Basic sub-systems. In a water management system, elements can be
canals, regulators, embankments, etc.

System user

All people using the waterand water ways of a water management system
(fishermen, boatmen, famers who use the water for irrigation) also, those
people who benefit from the drainage provided by the system, all those
protected by the embankment, induding the people living on the
embankment.

T&V

“Training and Visit’, common training methodology, having many vanations.
Its main characteristic is that a technical person helps famers through
frequent and regular visits, to solve their problems, based on his technical
knowledge, and with the aid he can receive from different experts.

Tacdt Knowledge

Tadt knowledge is within the person. It is the “know-how”; it is having
certain “competence”. This kind of knowledge is generated through
expeilience; it is personal and not explicit. Transferring it to others is
complicated. Itisacquired by learning, experience. This knowledge shows
in perfomance and the capacdity to answer efficently to new problems and
challenges. Also known as “work process knowledge”. See: Explicit
knowledge.

Tk

Taka, local currency of Bangladesh (1 USD 63 Taka)

Union Parishad

Lowest tier of local government administration in Bangladesh.

Water logging

Also called “water congestion”. (Rain) water accumulates due to the
existence of some obstruction to the water flow (such as faulty operation
of the regulator, and/or obstructions in the canal system, see water
shortage). Water logging and shortage are indicators of the quality of
water management of the system.

Water Management

The control of water surpluses, shortages and quality by adequate
operation and maintenance of system elements as canals, regulators, etc.
to obtain optimum conditions for activities within the boundaries of the
water management system. Water management is "operation and
maintenance" (O&M). Usually, the objective of water management is to
provide optimum conditions for different activities or interests.

Water management
system

A hydrological system which can be controlled to perform as desired -
within the limits imposed by its sub-systems.

Water shortage

During the dry season water shortage may exist in a polder due to the
existence of some obstruction to the flow of water (such as faulty
operation of the regulator, and/or obstructions in the canal system), or
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because water surrounding the polder has become salty.

Water shortage during the dry season is often followed by water logging in
the rainy season, as the same obstructions can hinder the flow of the
drainage water (see water logging).

WEPP

Computer model. Water Erosion Prediction Model, based on weather
generation, infiltraton theory, hydrology soil physics, plant science,
hydraulics and eroson mechanics, Agriculture Research Service of the
United States Department of Agriculture.

See: LADERASS, EPIC, WOFOST.

WMA

Water Management Association, composed of representatives of several
WMGs, as per the Guidelines for Participatory Water Management.

WMF

Water Management Federation, composed of representatives of several
WMASs, as per the Guidelines for Participatory Water Management.

WMG

Water Management Group, the lowest Water Management Organization.
IPSWAM created such organization in each village.

WMO

Water Management Organization, incdudes. WMF, WMA and WMG
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