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INDIA

ORISSA TRIBAL EMPOWERMENT AND LIVELIHOODS PROGRAMME

APPRAISAL REPORT

ANNEX 10

COMMUNITY INFRASTRUCTURE

I. BACKGROUND

1. The Programme area is characterised by hilly terrain, scattered small settlements and low density of population. As a result, the area lags behind in the provision of rural infrastructure. Most village roads are unpaved and many are only tracks or paths, without foundations or cross-drainage facilities and many become impassable during the monsoon season. Many small villages and hamlets lack safe drinking water facilities and remain dependent on streams and tanks. The provision of one pump per 250 persons has been achieved but this is inadequate for the tribal areas and whilst the norm has been reduced to one pump per 150 persons in tribal areas, due to lack of funds this objective has been substantially reached only in Kalahandi. Lack of maintenance in the past meant that non-functioning wells represented a considerable problem but this is now being addressed through the training of village mechanics, which should be completed in the Programme districts in 2002/03. Some tubewells are affected by excess iron but attempts to address the problem through the provision of iron treatment plants has similarly suffered from lack of attention to maintenance by the community. Sanitation systems are also lacking in the villages. The lack of social infrastructure such as Anganwadi centres and Public Distribution System (PDS) outlets further disadvantages tribal communities. In addition, the development of economic activities e.g. NTFP processing is frequently held up by the lack of suitable worksheds, storage and transport facilities and the lack of mills and expellers in most villages condemns women to time-consuming and laborious manual preparation. 

2. Although significant resources have recently been allocated by Government of India for rural infrastructure development, it is clear that the remote tribal communities will continue to be at the bottom of the list in accessing these funds be it for road upgradation, provision of tubewells, etc. and hence there is a continuing need to provide funds to removal critical constraints in rural infrastructure provision which impede the development of tribal communities.    

II. PROGRAMME COMPONENTS

A. Strategy and Approach

3. Community Infrastructure Fund (CIF).  The Programme would provide a Community Infrastructure Fund (CIF) to finance community infrastructure needs identified by the community. The principal aim would be to fill critical gaps for small and remote communities which may not be covered in the near future under other rural infrastructure programmes as available funds are allocated first to communities with higher populations. Access to the CIF would be through a demand-driven approach with communities identifying critical infrastructure constraints for consideration for financing. Funding of projects under the Programme would make an allowance of 5% for design and supervision. Separate provision is made for training beneficiaries in the operation and maintenance of the infrastructure. 

4. Programme support for rural infrastructure would, as a priority, be linked to other Programme activities and would only benefit Programme villages. Emphasis would be given to improving linkages to markets for those communities which are producing significant surpluses, particularly during the monsoon season; reducing the workload of women e.g. by ensuring the supply of drinking water is close at  hand and  improving the social welfare of tribal communities through improved access to food supplies through the PDS system or food banks, child care and health care. A pilot experiment in the provision of community buildings in remote villages would be undertaken (depending on community demand) to see if the provision of facilities for overnight accommodation would significantly improve their access to public services.

5. Programme assistance would generally be limited to public/community infrastructure – the exception would be the construction of worksheds to enable user groups to establish income generating activities such as NTFP processing and storage and economic infrastructure, such as mills, which provide valuable services to the community, and in particular to women. However, even in these instances, ownership of the workshed/mill could be vested in the VDC with the user group taking it on long-term lease. If the infrastructure is to be owned by a group, a contribution of at least 15% of the total cost should be required from the group in the form of labour or local materials.

6. Emphasis would be placed on community responsibility for maintenance of the infrastructure provided. Full responsibility would be required in the case of drinking water supplies, storage facilities, worksheds, etc. In the case of roads, community contribution would be required in terms of any unskilled labour required but some government contribution would be required where material and skilled labour costs are high. The key to community acceptance of the maintenance responsibility lies in generating a sense of community ownership of the infrastructure. Experience shows that this in turn comes from the community contributing its efforts, in terms of labour and local materials if not in cash, during the construction phase. This principle will, to the extent possible, be followed under the Programme, even if this deviates from the current approach under other government schemes since one purpose of the Programme is to test out the success of different approaches to addressing the key issue of sustainability of development interventions.

Eligible Infrastructure

7. Infrastructures eligible for financing would include, but not be limited to, the following priority areas:

· Drinking water supply – focusing primarily on the provision of additional tubewells (or other suitable water supply schemes) in small, underserviced villages; provision of iron treatment plants; repair of hand pumps and training of pump maintenance workers and provision of spare part banks for hand pumps.
· Village road upgradation - focusing primarily on culverts, bridges, retaining walls and critical stretches of earthen roads beyond 3% gradient for upgrading to all-weather road to provide access during the monsoon.
· Storage facilities – focusing primarily on the provision of village level facilities for food banks, PDS supplies, NTFPs, agricultural products, etc.
· Worksheds and economic infrastructure (e.g. mills) – construction of worksheds and other economic infrastructure for community/user groups established under the Programme who lack adequate facilities for establishing group income generating enterprises and to provide needed services to the community.
· Community buildings – construction of meeting hall and overnight accommodation targeted to remote communities. 
B. Criteria for Selection of Different Community Infrastructure Projects

General Provisions

8. All community infrastructure  projects would be required to meet the following conditions:

· They are technically feasible.

· The community/user group would be entirely or partly (as appropriate) responsible for maintenance of the infrastructure after construction/rehabilitation and to this end would be required to submit a signed commitment from the community/user group to this end together with concrete proposals for organising/financing the maintenance.

· For any social infrastructure e.g. anganwadi centre, school classroom, a clear commitment is required from the concerned authorities to provide the necessary budget to ensure that the facilities remain operational.

9. In assessing requests for infrastructure projects which fulfil the above pre-requisites, priority would be given to projects which : 

· Meet drinking water needs and food security;

· Provide the highest benefits to the largest numbers of beneficiaries;

· Ensure the lowest cost per beneficiary;

· Support other economic objectives of the Programme e.g. time saving activities, improved communications to support marketing, etc.;

· Have a high level of labour intensity providing more local employment opportunities during the construction phase.

10. The Programme would apply the following criteria for selection of micro-projects in different sectors.

· Drinking water supply: Improvement of drinking water supply would be prioritised following assessment of the following criteria:

-
Small hamlets with poor access to clean drinking water which are unlikely to be serviced under other schemes;
-
Villages where there are more than 150 persons per hand pump;
-
The community ensures physical and financial participation in maintenance costs.
· Village road upgradation: Village road upgradation would be prioritised following assessment of  the following criteria:
-
Road services small communities with less than 500 population which will not be covered by other schemes for some considerable time;
-
The road project is requested by the community and accorded high priority in its Palli Sabha Resource Management Plan;
-
The community ensures physical and financial participation in road maintenance
-
Roads which serve more than one village within a micro-watershed;
-
Roads which serve the maximum number of households per km of road;
-
Roads which serve communities with high agricultural potential and marketable surpluses with a predominance of crops which need to be marketed during the monsoon;
-
Roads which improve the access to clinics, schools, etc.;
-
Roads which involve minimal environmental impact and do not pass through Protected Areas.
· Storage facilities: Provision would be prioritised following assessment of the following criteria:
-
Villages and hamlets which have not been provided with food banks under other schemes;
-
Villages with poor access to public food distribution schemes due to lack of storage facilities in the chain;
-
Villages with high production of NTFPs and/or surpluses of other agricultural  products for which storage facilities would enable farmers to benefit from higher off-season prices;
-
Villages which need improved storage facilities in order to improve the functioning of the ICDS programme.
· Worksheds and economic infrastructure (e.g. mills): Provision would be prioritised based on assessment of the following criteria:
-
Failure to access facilities under other schemes e.g. through SIDBI, NABARD, line departments, etc.
-
Palli Sabha supports the application;
-
Facility will benefit at least 30% of the community members;
-
In the case of group owned/managed infrastructure, the group provides a minimum of 15% of the cost in the form of unskilled labour and/or local materials
· Community buildings: Provision would be prioritised based on assessment of the following criteria:
-
Remote villages without Anganwadi centre or primary school;
-
Programme will only finance cash expenditures on materials not exceeding 50% of the total cost;
-
Initial pilot testing on use of such facilities
C. Design Considerations

Drinking Water Supply

11. The Programme would respond to requests within the government’s current policy of seeking to provide one well for every 150 persons. The pumps to be provided should be the new India Mark III hand pump or later performance models. After installation of  new tubewells including new pumps, and renovation of the existing pumps, the ownership should be transferred to the community so that it can be responsible for maintenance. 

12. Maintenance training.  Each community would be asked to provide three persons to maintain hand pumps and also the area around them. These should include at least two women and if there is a SC community, one SC member. The Programme would finance training of these maintenance workers by the Rural Water Supply and Sanitation Department (RWSS) at the district level (see Annex 13, Appendix 2, Table 2). This would involve one week joint training with maintenance teams from neighbouring communities followed by on-site training of each team in their own village. The training would focus on preventive maintenance procedures for hand pumps and pump repairs by villagers themselves.

13. Spare parts.  The RWSS has already put in place schemes for the provision of spare parts to the community mechanics. The Programme would examine the adequacy of this provision to support any Programme communities and would be able to amplify these provisions if necessary including establishing spare parts banks at the block level, similar to the Kalahandi model. The Programme would finance the initial stock of spare parts for communities provided with drinking water supply schemes. These would be replenished by drawing replacements from the spare parts banks which would charge a minimum (wholesale) price. Communities would be encouraged to develop a system of fund collection from the users to meet both the routine and emergency costs and to pay the community mechanics for both routine and other maintenance works.

14. Iron treatment plants (ITP). Priority would be given to the provision of iron treatment plants in villages where iron content is higher than 6 mg/litre. The plants consist of a filter system. Five to six times per year the sand filter has to be cleaned by back washing and at least once per year the unit has to be dismounted for cleaning and repair. Lack of this maintenance has been a problem and the community mechanics will be provided with training in ITP maintenance. 

Village Road Upgradation

15. Only the critical sections of village feeder/link roads that impede access during the monsoon season would be addressed under the Programme. Emphasis would be placed on improving village connectivity at the minimum cost. Thus emphasis would be placed on the provision of culverts, causeways, retaining walls, etc. Where red soils dominate, earthen roads are only usable up to a gradient of 3% and thus sections of the road between 3% and 5% would be provided with a water bound macadam surface and sections between 5% and 12% would be provided with black top bitumen surface.  

16. Pilot scheme for community maintenance. With limited budgets for maintenance, village roads receive low priority. Thus, where a village road is substantially upgraded under the Programme, it is proposed that an experiment should be launched for the roads to be handed over to the community as private public roads – this means that it is the duty of the community to maintain the road under the supervision and guidance of the Rural Roads Department or the ITDA. Maintenance of WBM roads requires spreading of sand over the road surface to refill the gaps between the stones, and when stones in a part of the road surface become loose to repair this at an early stage, to prevent degradation. This is a labour intensive work, which can readily be undertaken by the community, and sand is generally available close by. Thus the key requirement is to motivate the community to take responsibility for ensuring that the road remains in good condition. This will require overcoming the inertia arising from the entrenched perception that this is the government’s responsibility. This will require considerable motivation on the part of the NGO from the point at which the community identifies the road as one of its priority needs in order to generate a sense of ownership of the road upgrading. A commitment to take on the responsibility for maintenance should be obtained from the Village Development Committee (VDC) prior to commencement of the road upgrading. The community would be involved in discussions on the nature of the work required on the road and this should help to generate ownership by the community. In addition, as far as possible the VDC and the community should be involved in implementation of the works as sub-contractors. Both women and men of the community would be involved in undertaking the work.

Community Buildings

17. Most tribal villages have no place for consulting rooms for the doctor or nurse or for short stay of health, educational, or agricultural personnel. As a result, many remote villages which cannot be visited in a one‑day trip seldom receive the necessary public services because there is no adequate place for overnight accommodation. In these villages, the provision of a community building providing for a large room (which can be used for health consultations, meetings, training sessions, etc.), bedroom, kitchen and separate latrine and washroom block would be a useful asset. Provision is made for storage which could be used for the grain bank or by producer groups to store their products or materials. The proposed design (Figure 1) is an example which has to be modified according to the actual need of the community. Provision of community buildings would only be considered for remote villages, particularly those where there is no Anganwadi centre or primary school (which should provide alternative venues for meetings/training).

18. The construction of community buildings would be undertaken initially on a pilot basis to test out the usefulness of the concept. The Programme would only respond to demonstrated community interest in the form of the community commencing construction using its own voluntary manpower and collected local materials. No Programme funds would be allocated until the community has provided the land, cleared the site and prepared the foundations as a tangible indication of its commitment to the micro-project. The community would also be required to take full responsibility for operation and maintenance of the building. The Programme would supplement the community’s efforts with materials requiring cash expenditure such as roofing materials, window frames and doors and skilled labour. The contribution of the Programme would not exceed 50% of the total cost. A thorough monitoring of the use made of the buildings constructed during Phase I would be undertaken and a decision would be taken at the Mid-Term Review (or later if insufficient experience has been gained) on continuation of the programme.

III. IMPLEMENTATION ARRANGEMENTS

A. Identification and Selection of Micro-Projects

19. Communities will identify their requirements for infrastructure development and submit them to the ITDA as part of their Palli Sabha Resource Management Plan.

20. Each ITDA will establish a Selection Committee which would include representatives of the relevant line departments at the district and/or block level to provide specialist expertise and local knowledge of the plans under regular government programmes. This Committee would screen the submissions for adherence to the selection criteria and then develop its own system for prioritising the micro-projects for selection as it is anticipated that requests will exceed the funds available. 

B. Implementation of Micro-Projects

Drinking Water Supply

21. The implementation arrangements for the drinking water supply micro-projects is outlined below:

(a)
in communities requesting drinking water supply, the VDC would be responsible for  forming a drinking water supply sub-committee prior to acceptance of their proposal;

(b)
the VDC would enter into a Memorandum of Understanding with the ITDA to take responsibility for maintenance of the drinking water supply and for identifying volunteers to be trained as community mechanics;

(c)
ITDA would enter into an agreement with RWSS for implementing the programme

(d)
RWSS staff would: 

-
make site selection in consultation with the community;

-
tender for and enter into contract with a drilling contractor to undertake the drilling work and installation of the casing;

-
install the pump and cast the concrete slab;

-
arrange training for community maintenance teams;

-
provide initial package of spare parts;

-
hand over tubewell to the community.

22. Procurement of contractors would follow the normal RWSS procedures, namely, bidding limited to pre-qualified contractors, tendering and award to the lowest bidder. A contract with the VDC comprising the terms on which the water supply would be handed over to the village would be made. The contract should comprise an agreement by the VDC  to take responsibility for maintenance and to identify persons from the community for training. The NGOs would be responsible for encouraging and supporting VDC involvement.

23. Supervision of contractors would be undertaken in accordance with the normal practice by RWSS Block staff. Materials would be tested at the RWSS district-level office. ITDA would retain responsibility for all technical aspects and for ensuring that the works were constructed in accordance with the specifications.

Village Road Upgradation

24. Once a community has been informed that its request for road upgrading has been accepted, the following processes would come into play:

(a)
The community would sign an agreement with the ITDA to take full or partial responsibility (as appropriate) for all operation and maintenance costs, indicating the mechanisms agreed with the entire community for the provision of labour and cash contributions.

(b)
The VDC would establish a sub-committee to manage the operations and maintenance of the road.

(c)
The community would be encouraged to form Village Work Groups (VWGs) of up to 20 persons, preferably the destitute and landless identified by the VDC, to provide unskilled labour.

(d)
The ITDA Junior Engineer would undertake, or would contract out, the design and preparation of construction drawings and bills of quantities, with design features worked out in consultation with the community. The ITDA Assistant Engineer would vet the full details of the design. 

(e)
Before tender, the work to be done by the VWG would be listed in the Bill of Quantities.

(f)
The ITDA Assistant Engineer would put out calls for tender, prepare the necessary tender documents, evaluate bids and select contractors for undertaking the works. Government standard rates would apply with no gender discrimination. Every effort would be made to ensure that VWGs are awarded a substantial proportion of the work that they can undertake, including earthworks, culvert casting, pipe installation and turfing. 

(g)
VWGs would negotiate a sub-contract with the contractor to undertake specific works up to INR 100 000. The facilitating NGO would be on hand to ensure that the VWGs receive a fair deal.

(h)
The ITDA Junior Engineer would be responsible for liaison with the VDC, for supervision of construction and for promoting the use of the VWGs for suitable work wherever possible. Materials would be tested at appropriate laboratories. ITDA would retain the responsibility for all technical aspects and for ensuring that the works have been constructed to line and level.

(i)
Following completion of the works, the road would be handed over to the VDC. As the contractor is responsible for the work done for 6 months after completion, there would be two handing over exercises. When the road construction is complete, the villagers can start using the road. After 6 months, the responsibility for maintenance would be handed over to the VDC technical sub-committee.

Other Infrastructure

25. Once a community has been informed that its request has been accepted, the following processes would come into play. Depending on the complexity of the infrastructure, it may be constructed directly by the community under the supervision of an experienced works supervisor (e.g. for village grain banks, stores and even for worksheds), engaged as part of the cost of the micro-project or contractors would be engaged for the purpose. In the IFAD supported Andhra Pradesh Tribal Development Projects, women’s work groups established to construct infrastructure under the project were subsequently contracted for construction of school classrooms outside of the project. Communities would be encouraged to implement the works themselves and to engage petty contractors to provide specialist inputs. Under community implemented schemes, the micro-project would be costed at the statutory minimum wage rates but the community would be free to decide the rates to be paid to unskilled labour from the community and any surplus funds could be used to create a Community Fund for maintenance or to be used for other community purposes as decided by the community. 

26. Community implemented micro-projects. In community implemented works, all purchase of construction materials, hiring of equipment, transport and skilled labourers would be done by the communities. They would decide which part of the works will be executed by hiring community members and which part will be contracted to petty contractors using local shopping. 

27. Once a community has been informed that its request has been accepted, the following procedures would apply:

(a)
The community/user group would sign an agreement with the ITDA to take responsibility for construction and for all operation and maintenance costs, indicating the mechanisms agreed with the entire community/group for the provision of labour and cash contributions.

(b)
The VDC/user group would establish a sub-committee to manage the implementation of the works and to manage the community/group involvement in the operation and maintenance of the infrastructure. 

(c)
The Sub-Committee would organise the agreed community/group voluntary contribution to the implementation of the project
.

(d)
The Sub-Committee appoints a Project Coordinator and Accountant.

(e)
Community/group elects a ‘control committee’ whose task is to monitor the work.

(f)
The ITDA appoints a Supervisor who is in charge of controlling the quality of the works, award of petty contracts and use of funds.

(g)
The ITDA Junior Engineer would undertake, or contract out, the design and preparation of construction drawings and bills of quantities, with design features worked out in consultation with the community. The ITDA Assistant Engineer would vet the full details of the design.

(h)
A first instalment of funds is transferred to an account opened by the Sub-Committee for the micro-project provided that the beneficiaries have fulfilled their obligations with regard to their contributions.

(i)
If a community needs to hire skilled labourers (masonry, plastering, carpentry, etc.), equipment, or transport (for transport of sand, stones, etc.), a notice is put up in the village/GP headquarters indicating the items/services required and the location and date where interested bidders can place their offer. The purchase committee (Project Coordinator, accountant and Supervisor or ITDA Engineer), in the presence of the representatives of the control committee, invites the bidders to state their price and selection is done, based on price and quality of products and services offered. Signing a simple agreement concludes this. The value of these petty contracts would generally be up to INR 50 000. Petty contracts of an amount higher than INR 50 000 would need to be approved first by the ITDA. 

(j)
The Sub-Committee/Project Coordinator is responsible for organising the labourers from the community who will participate each day in working on the micro-project.

(k)
Materials are bought from the nearest shops by the purchase committee. As it is often difficult to obtain three written quotations, the purchase committee has to put in writing the shops visited and indicate the prices they obtained.

(l)
As no performance guarantees can be asked from petty contractors, they receive no advance payments but are paid by the Sub-Committee according to the progress of the works.

(m)
Payments to the Sub-Committee are made as follows:

· 20% when site clearance and initial works have been completed;

· 30% when 75% of the 1st allocation has been used and satisfactorily accounted for;

· 30% when 75% of the 2nd allocation has been used and satisfactorily accounted for;

· final 20% when 75% of the 3rd allocation has been used and accounted for.

28. Contractor implemented micro-projects.  In contractor implemented micro-projects, the ITDA would be responsible for engaging contractors to implement the works. The following procedures would apply:

(a)
The community/user group would sign an agreement with the ITDA to take responsibility for all operation and maintenance costs, indicating the mechanisms agreed with the entire community/group for the provision of labour and cash contributions.

(b)
The VDC/user group would establish a sub-committee to oversee the implementation of the works and to manage the community/group involvement in the operation and maintenance of the infrastructure. 

(c)
The Sub-Committee would organise the agreed community/group voluntary contribution to the implementation of the project
.

(d)
As with roads, the community would be encouraged to form VWGs to provide unskilled labour to the contractors, or to take full responsibility for construction.

(e)
The ITDA Junior Engineer would undertake, or contract out, the design and preparation of construction drawings and bills of quantities, with design features worked out in consultation with the community. The ITDA Assistant Engineer would vet the full details of the design.

(f)
Before tender, the work to be done by the VWG would be listed in the Bill of Quantities.

(g)
The ITDA would put out calls for tender, prepare the necessary tender documents, evaluate bids and select contractors for undertaking the works. Government standard rates would apply with no gender discrimination. Every effort would be made to ensure that VWGs are awarded a substantial part of the work that they can undertake.

(h)
VWGs would negotiate a sub-contract with the contractor to undertake specific works up to INR 100 000. The facilitating NGO would be on hand to ensure that VWGs receive a fair deal.

(i)
Following completion of the works, and final inspection by the ITDA Engineer, the infrastructure would be handed over to the community which would be responsible for operation and maintenance.

1. MONITORING INDICATORS

29. Whilst the final indicators to be used for monitoring the community infrastructure component would be established through participatory processes involving the communities at the commencement of Programme implementation, an indicative list of indicators is provided below:

Performance Indicators

30. The following  performance indicators would be considered:

· No. of community infrastructure projects implemented by type

· No. of community infrastructure projects implemented – by contractors and directly by community

· No. of households benefiting

· Community contribution as % of total cost (where appropriate)

· Ability of community to collect community contributions (voluntary labour, etc.) for maintenance

Impact Indicators

31. The following  impact indicators would be considered:

Drinking water supply

· Time saved in collection of water
· Increase in per capita use of water
· Reduction in diseases related to inadequate water supply facilities
· Reduction in hand pumps out of use due to community responsibility for maintenance
Village roads improvements

· Increase in provision of transport services
· Reduction in transport costs
· Changes in volume of produce marketed from the village
· Increase in utilisation of social facilities e.g. health, education
Other infrastructure (stores, worksheds, community buildings, etc.)

· Increased access to food 
· Increased prices for NTFPs, agriculture produce, etc.
· Increased income from value addition
· Increased attendance of health workers, etc.
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� 	One method adopted in some infrastructure development schemes is to hire unskilled labourers from the village at less than the daily wage as the rest is considered as the community contribution to the micro-project.
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