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Introduction

Cambodia is going through an exciting phase of reforms characterised bgentiang

of political and administrative (and yet to begin, but intended, financial) control. This is
0SAYy3 R2YyS dzy RSNJ 4 KS RSTAYAGA2Y 2F WRSOSy
GKFG Aa faz2 o0SAy3 dzaSR (G2 RSTAYS &RSY2O0!
process of decentralisation has taken the shape of empowering the provincial structure

with the establishment of indirectly elected democratic governments. At the local
government level, it has led to the establishment of directly elected communes for

which elections were held in 2002 and again in 200Ye current elected commune

members eleatd a district level council in May 2009, which in turn eésttthe

provincial level council thais chaired by the Governor. Given the small size of the
country, ths political and administrative arrangement creates a 4o local
government structure that is administratively and politically linked to the indirectly
elected federal government at the provincial level. The provincial council is envisaged as
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a means 6 providing political control over the executive, without being granted any
legislative functions. The present phrase of reforms is aimed at democratising the
provincial government and making the Governor accountable to the provincial council

At the sametime they are creating another tier of government at district level (with

political, administrative and eventually financial functions), strategically located in
between the commune and the province. Hence, Cambodian reforms cannot be clubbed
strictly unde the definition of federalism or local governments, but need to be

dzy RSNRU22R GAGKAY IIKBA2RSTAYIAZASNY YS¥ ( @4 din/
WRSOSYGNIfAASRQ YR WRSO2yOSYiN} iSRQ | RYAY
of the Royal Govament of Cambodia (RGC) is circumspect and gradual, yet firmly
institutionalised in the Constitution, the Organic Law, a committed Ministry of Interior

(Mol) and existing institutions at the provincial and commune level. Yet, a lot needs to

be done. The tsk ahead is being attempted to be captured in a decade long roadmap

for D&D that is currently being prepared by Mol. This process is also being supported by

a mechanism to transfer functions (that need to be linked to functionaries, finances &
capacity) tothe subnational government. This consultative exercise attempts to list out

the challenges in functional fallocation for the rural water and sanitation sector

(RWSS) for D&D to support local service delivery for MDGs.

1. Background: UNICEF, RWSS & D&D:

The RGC has embarked upon a reform path that centres on a process of democratisation
and decentralisation for effective and equitable delivery of services to meet the
Cambodian Millennium Development Goals (MDGs). The objective of the MDGs is to
alleviate pverty and enhance opportunities and capacity for development. Safe delivery
of RWSS services is central to the task of poverty alleviation as well as focusing on the
well-being of women and childrena task at the core of the mandate given to UNICEF.
Asit has been a long standing understanding of UNICEF that the family, home and
community have to be the focal point of all child centric interventions, D&D based
reforms provides an opportunity to link with local governance institutions for more
effective ®rvice delivery that have a bearing on children. It is for this reason that
UNICEF has taken up the difficult task of understanding the challenges for functional re
allocation for D&D of RWSS under its support to the RGC.

1.1. Understanding Functional Allocatio n for D&D of RWSS:

In a postconflict situation, decentralization provides a mechanism for sharing political
and economic power. In Cambodia, decentralization is seen as necessary to provide
better service delivery as well as a means to democratize thégadlspace. The design

of decentralization and deconcentration, in any context, provides numerous opgons
each of them having a significant bearing on the nature of local service delivery as well
as the political structure. The outcomes of decentrdi@a are shaped by the
institutional and procedural details that are put in place at the design stage. As it is often
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daFAR 0KS aRSOAf A& Ay (GKS RSUOGIAféD | SyOSs
the deconcentrated and decentralized statewizf R f 221 f A1 S® hyfeée FK:
Gradz t ATSR Of SIFNIé& OFy GKS WaAK2NI GSN¥YQ I
medium term outputs and long term goals. However, this is easier said than done given

that there is a lack of clarity amongedlvarious stakeholders on the purpose and goals to

be achieved through decentralization. Hence, the design of the inception arrangements

that are expected to facilitate the transition towards decentralisation can often be on a

weak foundation. These incaph arrangements comprise of the institutional structures,

fiscal instrument and capacity arrangements. Hence there may be a need to invest in a
flexible architecture of the integovernmental structure, accountability lines,
expenditure and revenue assigents as well as intergovernmental transfers. Similarly

careful thought needs to be given to the manner in which the provincial and local
government administrative functionaries align and interact with the national level
functionaries. There is also a neéa rethink the existing accountability lines of all
functionaries to ensure greater downward accountability. The model of functional
realignment that this report proposes provides enough room to adapt the inception
proposals as consensus is generated aghdooth the erstwhile beneficiaries of a
centralised structure as well as the emerging beneficiaries of a decentralised
arrangement.

The specific functional allocation for D&D of RWSS would depend on certain parameters
that may be difficult to specify by nainstitutional designer based on technical
requirements at any point of time. The specific institutional design will be dependent on:

a. The definition of decentralisatiog there is no one definition of decentralisation
and indeed there are different pathwa and institutional mechanism to reach
any specified goal of decentralisation. Decentralisation may be defined in
different ways by the line departments of Ministry of Rural Development (MRD)
and the Ministry of Interior at the national level, and by ttheconcentrated line
department at the sukprovince and the provincial government. Similarly there
may be different opinion on whether power should be concentrated at the
provincial level or further decentralised at the district or commune level.

b. The poliical purpose of decentralisatiog while decentralisation leads to better
service delivery, national governments need to make a political choice about the
purpose of decentralisatiory whether the primary purpose is the efficient
delivery of services ot core objective is empowerment and participation of
citizens in local governance, or indeed the balance that needs to be maintained
between service delivery and participation. A clear articulation of this for the
RWSS sector is not in place.
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c. The linkage of functional allocation to finance, functionaries and capagity
functional allocation on its own makes little sense unless it is linked to-inter
governmental fiscal transfers, a realignment of functionaries and augmentation
of capacity. In a context vére nearly the entire RWSS sector is funded by the
donors (all having different ideas about service delivery and decentralisation),
functional reassignment by the governmeniil have a limited impaatinless the
spirit and purpose is endorsed by all thendo partners.

d. Changes in sector goajsfunctional realignment should be sensitive to possible
changes in sector objectives and needs. For instance, the rural water sector in
the country is largely dependent on dug wells, hand pumps and rainwater
harvestng structures. However, water quality issues and demands for a higher
level of service like piped water supply would require different levels of technical
inputs at the local level. Hence, the institutional design should be able to adjust
to the changing equirements of the sector and be sensitive to the
responsibilities for piped water supply that are with the Ministry of Mines and
Industries.

e. Ultimately any sectoral decentralisation should take note of the national level
strategy for functional realignmgiéi @ { LISOATFTAOFff & (G(KS wD/ Q
earlier GTZ report on understanding functional decentralisation, and indeed
specific decentralisation programs that are launched by major donor partners. In
addition, the sectoral strategy for the RWSS sedfwat is currently being
prepared by the MRD with the support of ADB and UNICEF will have an
important bearing on functional reallocation.

1.2. What is to be done?

Apart from the abovementioned concerns, a functional assignment for D&D
requires:

1. Clarity on exting roles and responsibilities at the national level as well as
different levels of government mapping the existing functions!

Towards this objective a template to gather information about the existing roles,
responsibilities and number of functionesiwas prepared and finalised with the
help of the professional staff of UNICEF and M&Ribne mformation has been
collected, though not completed as many staff members are without any
responsibility and given that they do not attend office reguldrig difficult to
collect data on them. It was proposed that this national level picture would be
supplemented with data froraelect provinces where UNICEF works on RWSS that

! See annexure 1. A discussion on this data is provided in section ? of this report.
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will be indicative of professional level capacitywas proposed thatUNICEF
provincial levektaff will facilitate the collection of this data. This exer¢ias not
been completed as yethis report has however looked at two major institutional
arrangements in the RWSS sectothe ADB project and the UNICEF project to
understandthe parameters of RWSS decentralisation that existimately the
multi donor fundedRWSS sector review and strategy documnibat is currently
being preparedvill provide clarity on the existing roles and responsibilities in the
sector.

. Consensus buildingpn the parameters of D&D by donor partners and

government over a six month period facilitated through meetings, workshops
and studies.

This consultancy report will form the basis of the first of a series of consultative
process that will subsequently lfecilitated by UNICEF and the Reference Group

that was setup during the course of this consultancy to build consensus on the
parameters of D&D for RWSS. The consultant along with UNICEF staff has met
various stakeholders to introduce and facilitate UNICEF & dzLJLJ2 NI Ay (0 KA
A consultative workshop that will facilitate a discussion on some options for
functional allocation will be held the second half cAugust.

. Create a mechanism to protect the D&D process by-f@mging certain core

fundions that would over time facilitate a transition towards greater D&D:
1. Some classification of different sets of functions

This reportprovides some tentative classification of how functional re
allocation can take place for D&D. Given the uncertairgtesched to the
political thrust of the decentralisation process (elaborated earlier) these
functional realignmentare in the form of some models that the
government can consider. Given the political context where a neat re
classification of functions cape limited, some institutional mechanisms
listed below can assist towards further D&D and could be considered by
the Mol in their 10 year roathap.

2. Planning & InteiGovernmental Fiscal Transfecs facilitate additional
inter-governmental grants and an mgration of decentralised planning
with the planning process of the line department.

As a fiscal outlay is central to any functional reallocation and the existing
line departments would not want a reduction in their existing budgets, the
government and tB donor community needs to consider some mter
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governmental grants to support some soational functions in the RWSS
sector.This could be in the form of a challenge fund to facilitate D&D in
select ministries, including MRBlowever, greater integratiometween

the planning process of the line department and the -sabonal
government can take place to ensure that the budgetary expenditure of
the line departments is based on a decentralised planning process.

. Capacity- establishment career and incemd mechanism to ensure that

right staffing and facilitate greater accountability of line departments to
the subnational government either through a process of dual
accountability or through the creation of a cadre at the district level that
is accountableto the provincial government. While functional transfers
coupled with functionaries and funds will augment the capacity of the
sub-national government, there is a need to support this process with a
capacity development mechanism.

The mapping exercise Mhelp understand the institutional linkages at the
provincial level and present some models for the consideration of the
government. It needs to be seen whether the RGC is successful in the
creation of the district as a budgetary tier and to understamel quantum

of resources that will be available at this level. This will have a bearing on
suggestions for provincially recruited staff at the district level or indeed
the transfer of staff currently deputed at the provincial level to the district
level.

. Local Governance AccountabilityBased on the mapping of existing roles

and responsibilities between the different levels of government and the
funding mechanism of those functionalities, conduct an accountability
assessment of all the actors involved ime tprovision of water and
sanitation services at the local level (the duty bearers), looking at the
capacity gaps in the existing horizontal and vertical accountability
mechanisms for the benefit of the client in service delivery (the-right
holder). Thisassessment should focus on three core issues: the enabling
environment, the organizational and the individual dimension. The
assessment will also contribute to the sectoral accountability assessment
methodology, developed by the Regional Centre in Bangkok.

. Local Public Expenditure Managementhere is a need to provide initial

input for discussion of the local systems & procedures for planning,
budgeting, procurement, management and O&M etc. which underlie the
responsibilities for infrastructure and seidelivery assigned to the local
governments.



¢tKS O2yadzZ GFryd dzyRSNARGFIYRa GKIFG GKS
has offered the services of two Advisors responsible for Capacity
Development and Governance to further D&D for RWSS. It will be good if

the two Advisers cadevelop a roagnap for items 3 & 4disted above and

KStLI Ay Ada AYLIX SYSydlFaazy [IWith LI NI ;
regard to item 5 the consultant understands that WSP is undertaking a

study on RWSS investment required in thetae It is hoped that this

study will provide the basis for an assessment on the requirement for a

local public expenditure management system for RWSS which could be
developed within the ambit of the ongoing RWSS sector review.

2. The RWSS Sector in Cambodh
2.1. Coverage

The RWSS sector in Cambodia requires enormous financial and institutional Ihits.
estimated that up to 20% of the rural children under 5 years of age could be suffering
from diarrhoea The infant mortality rate and under 5 mortality ratethe highest in the
regionat 97 and 141 per 1,000 live births respectiveBambodia has a population of
about 14.4 million of which about 16% like in urban areas and over 12 million reside in
rural areas. Nearly 40% of the rural population or aboutilion do not have access to
safe drinking waterThe sanitation situation is much worse, with only 19% of the rural
population have access to toilets, which means that ovemillon people defecate in

the open, putting at risk their families and neighlse. Extreme poverty makes the
already critical situation far worse as the per capita Gross National Income in 2007 was
only $ 540, with nearly 40% of the population earning less than $ 1.25 pe¢ tay
international poverty line (UNICEF Website Cambaethitistics)

The Cambodian MDG goafsl £ f (2 al It @SS o6& wnmpI GKS L
adzadlAylrotS 00Saa (2 al S TRishrgnglags to 61 G SN,
increasing the percentage of rural population from 8.6% to 30% by 2@t5drinking

water the increased access target needs to rise from 24% to 50% (Ministry of Planning
website, Royal Government of Cambodia). If we were to accept the abovementioned
figures to be reliable, then apart from sustaining the level of existingseamother 1.5

million people need to be provided safe water and sanitation in the next six years.
Further to these targets, the National Policy on Water and Sanitation that was drafted as
SFNIe a wnno adrasSa GKIFG osEiktdcesdfoNde2y Ay
gl GSN) adzllLJt @ FyR alyadlriaazy aSNBAOSAE FyR f.
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2.2. Constraints

Based on a discussion with various stakeholders, the key constraints in the sector are as
follows:

Basic level of servick should bementioned that the increased access to sanitation is a
NBadzZ G 2F ! bL/9CQa (GKNMzZAG G26FNRa [/ 2YYdzyAd
basic sanitation infrastructure. Similarly, for rural drinking water the coverage is in the
form of hand pumps, dugvells, ring wells and rainwater harvesting systems. Piped
water supply, that is known to provide better water quality, is not a technological option
for rural Cambodiagyiven the lack of fiscal instruments and donor furaisthis high cost
technolog. Herce, the Rural Water Supply department in Cambodia is basically a
provider of hand pumps (the Vietnamese VN6 for shallow wells and Indian Afridev hand
pump forlower groundwater tables) that are eventually maintained by the Water and
Sanitation User Group@VSUG). MRD also provides riwglls, whichdo not require
much maintenance, as well as rainwater harvesting structures where the maintenance is
done at the household level.

Fiscal constraintsThe most important constraint towards meeting the MDGs isl#oi

of national budgetary support to the RWSS sector. Widespread poverty in the rural areas
impedes the ability to people to maintain even the existing levels of services for water
and sanitation, leave along make efforts towards upgrading thEren thaigh the
government relies ona@hor fundingfor all new RWSS investment, thidimsited and less

than half the amount needed to reach the MDGs by 2015. Cambodia will shortly receive
the follow-up loan from the ADB, and UNICEF will continue its suppottgémational
government, but other donors are not present in this seciidre national budget for this
sector is limitedas giverin Table 1

Table 1: State budget for rural water supply facilities
Unit: Million riel (R 200 million is about US$ 10,00(

No. Types of 2006 2007 2008 2009
facilities Planned Actual Planned Actual Planned Actual Planned Actual
expense expense expense expense
1 Rehabilitating 500 500 500 500 1,090 1,090 1,928

existing water
wells (60% for
20082009)
2  Constructing 0 0 0 0 363.2 363.2 642.8
new water
wells (20% for
20082009)
3 Rehabilitating 0 0 0 363.2 363.2 642.8
existing
community
ponds (20%
for 20089)
Total per year 500 500 500 500 1,816 1,816 3,214

9|



Table 2 provides projections of sector investmentsnmitted and the amount that
requires to be raised. A recently commissioned Water and Sanitation Program study on
financing requirements of the sector will throw more light on the gap between the
demand and supply and suggest mechanisms to bridge the gap.

Table 2: Total Investment C ommitted and Planned for the RWSS Sctor, 2006 -
2015.

Year Investment (US$) Committed Total sector Variation
investment investment plan between
(US$) (US$) committed &
RWS SH planed

investment (US$)
2006 5,295,600 3,530,400 8,826,000 10,276,000 1,450,000
2007 5,916,600 3,944,400 9,861,000 10,276,000 415,000
2008 4,464,000 2,976,000 7,440,000 10,276,000 2,836,000
2009 8,260,800 5,507,200 13,768,000 10,276,000 (3,492,000)
Subtotal 23,937,000 15,958,000 39,895,000 41,104,@0 1,209,000
2010 5,788,800 3,859,200 9,648,000 10,276,000 628,000
2011 4,957,200 3,304,800 8,262,000 10,276,000 2,014,000
2012 2,225,400 1,483,600 3,709,000 10,276,000 6,567,000
2013 2,225,400 1,483,600 3,709,000 10,276,000 6,567,000
2014 2,225,400 1,483,600 3,709,000 10,276,000 6,567,000
2015 1,113,000 742,000 1,855,000 10,276,000 8,421,000
Subtotal 18,535,200 12,356,800 30,892,000 61,656,000 30,764,000
Total 42,472,200 28,314,800 70,787,000 102,760,000 31,973,000

Institutional Reformsind Capaity constraintsThe MRD hadeconcentratednstitutions

at all levels of the governmentnational, provincial and district level and has
mechanisms to work at the commune and the WSUG level. However, there is a need for
both administrative reforms as weksfunctional reassignment to enable a D&D delivery

of services to meet the MDGSEhebroad policy guidelines for this can be derived from
the National Policy for Water Supply and Sanitation and the working drafts of the 10
year National Program for Stitational Democratic Developmerithis report along with
RWSS Sector Review that is currently being undertaken by the ADB will help provide
insights to manage the institutional reforms and the transition towards D&D in the
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RWSS sectoit needs to be pointd out that there is a lack of the ability to attract
guality human resources in the national and provincial level, lack of capacity at all levels
to adequately manage the needs of the sector, weak regulatory and quality check
mechanisms, and poor accouniaty norms. Apart from the capacity at the national,
provincial and the district level, there is an urgent need to also build the capacity of non
governmental organisations as well as private suppliers to help build the RWSS
infrastructure.

Lack of Politial Recognition of the Role of Water and Sanitation to help Alleviate
Poverty The economic benefits from improved water and sanitation and its role in
assisting to alleviate poverty is well documented. Yet, there is a lack of political will in
prioritizing water and sanitation services, giving it a prominent place in national
development plans, as well as allocating adequate resources for the sector. Hence, this
is not only a failure of the political leadership as well as the sector administrators,
professonals, donor groups as well as the civil society to adequately prioritise the
requirements of this sector and its contribution to help alleviate poverty.

2.3. National Policy on Water and Sanitation , 2003

TheNational Policy on Water and Sanitation is in thpaets (i) urban water supply, (ii)
urban sanitation, and (iii) rural water supply and sanitation. Kbg features of the
policy are:

1 Government to act as a facilitator of the sector, enabling other organisations to
deliver services

1 Prioritises serviceof the poor

1 Clearly defines the role of the private sector in service delivery and the role of
government to enable the private sector to achieve this

1 Establishes the role of communities in the management of their water supply
and sanitation services

1 Commuities have to choose the type and level of service, based on information
provided on the technical and financial aspects of the service options

The policydefined the roles and responsibilities of the key levels of administration, the
NGOs and the privatsector as listed in Table 3. It needs to be noted that a policy
document is not law; hence the institutional linkages that have been listed here are not
statutory. However, these continue to be relevant today and need to be further defined
in the contextof recent changes in the role of the sultional government, particularly

the establishment of the Provincial and District Councils. As per the policy document,
the responsibility for RWSS at the provincial level rests with the Provincial Rural
Developmemn Committee that is to be assisted by the PDRD of the MRD and its DORD.
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Table 3: Roles and Responsibilities at Different Levels, National Policy 2003

Level

Roles and Responsibilities

Central
Government

Provincal
Government

Commune
Level
Government

Government will function as a facilitator at alevels and promote

communication between communities and RWSS service providers, as v

within the government itself. Government also will seek to impr¢

coordination between sector stakeholders in order to make the best us

resources, to lower theost of services, to avoid duplication of effort, and

lend support where neededspecific roles include:

i Establish an independent regulatory body to facilitate active participa
by communities and service providers in seatelated interventions

1 Seare financing for the sector

I Formulate, disseminate, and implement RWSS policies, regulations
strategies

1 Prepare plans for putting the Policy into practice

9 Coordinate internal and external assistance, and sector interventions

1 Develop and strengthen mbanisms or systems for monitoring ar
evaluating the performance of the sector to ensure that progress tow:
the sector vision is on target

i Establish drinking water quality standards, and monitor ancess the
quality of drinking water sources

The Provincial Rural Development Committee (PRDC) is responsible fo

development planning at the provincial level. This role includes the follo

responsibilities:

9 Collect necessary planning data and information

I Prepare provincial delopment plans and related budgets

1 Facilitate, monitor and evaluate all rural development programmes
projects

9 Provide support to intedepartmental cooperation and coordination |
the field of RWSS services at the provincial level

9 Provide support to tB development of the private sector, especially t
development of RWSS sector

1 Establish Commune Rural Development Committees

1 Certify Village Development Committees (VDCS)

The Provincial Department of Rural Development (PDRD) is responsit

implementig and coordinating all MR8upported activities within eacl

province. It is assisted in this task at the district level by the District Offic

Rural Development (DORD).

New and recent legislation and related guidance regardommmune
governance may be of particular relevance to the RWSS policy and str:
The legislation and guidance will clarify the responsibilities and roles o
communelevel bodies, including clarifying the relationship of the Commu

12|



to Village Develpment Committees, and identifying appropriate roles for t
Commune regarding the sector vision and Palicy.

Community i Establishwater and sanitation user groups for the transparent a
Roles and sustainable operation and management of eraservices
Responsibilities § Participate in the planning process to ensure that the community rece
the type of services they want and that the users are willing to pay
them
I Play a leading role in RWSS financial myangent, such as budge
preparaion, settingcommurity contribution levels, selection of servic
providers, and setting user fees and tariffs
1 Contribute to the implementation and the construction of water sup
and sanitation facilities, including financing, labour, materials, and o
forms of contributon
I Monitor and evaluate the RWSS services in terms of operation,
accessibility and impact on community, health and welfare

Water and The primary responsibility ofNSUGIis to ensure the sustainability an

Sanitation User transparency ofRWSS services at the community level, through sys

Group(WSUG) planning, management, operation and maintenance, and promoting a s
of ownership.

Non- The primary role of NGOs will be to help organise communities and build
Governmental caJt OA e Ay &adzlJ2NL 2F GKS O2YYdzy )
Organisation of sustainable and equitable RWSS services. NGOs will:
(NGO) 9 Facilitate community organization and build community capacity in o
to promote a sense of ownership and to sustainably maribhgeservices
I Assist communities to identify RWSS related problems and to r
informed choices regarding solution to those problems
1 Help mobilise funds on behalf of the community and arrange acce:
micro-credit in order to support community initiativeand to build
community capacity for the transparent management of funds
9 Facilitate participatory monitoring of progress to determine whett
activities are being carried out according to plan and whether outco
desired by the community are being achidve
9 Assist communities in making contact with agencies, firms and indivic
who are able to provide services, spare parts, training and tech
assistance
Private Sector The primary role of the private sector is to provide RWSS infrastruc
related sevices to communities with efficiency, accountability, a
responding to community demands

Source: Kingdom of Cambodia, 208&tional Water Supply and Sanitation Policy, Part
lll ¢ Rural Water Supply and Sanitation PqliChapter 2, pp.-8, UnofficialTranslation.
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The policy document also states that the MRWuld, & Sablish an independent
regulatory body to facilitate active participation by communities and service providers in
sectorrelated intervention ® b 20 KAy 3 KI & 0SS ateRRuyth®r 0 2
clarification on functional responsibilities would have to start from this document and
needs to be supplemented with fiscal capacity, functionaries as well as a comprehensive
capacity development plan.

It needs to be appreciated that evehdugh there is an enabling environment for D&D
and that we are dealing with a sector that is already decentralised in many ways, the
task of functional clarification will not be an easy one. One such attempt was made
during a workshop held in November 20@5vards finalising the RWSS Sector Review
report. However, given the complexity of the sectthre rolesand responsibilities of the
different actors in the sectocould not be defined. Perhaps this had to do with the
particular classification of functienunder categories such as planning, coordination,
regulation, service delivery, monitoring and evaluation and operation and maintenance.
Functions such as planning are done at various legeaigtional, provincial, district,
commune and village. Similadgrvice delivery requires inputs at all levels. While some
level of categorisation is desirabdes has been provided in Tabldader in the report to
focus on core functions at various level, a detailed mapping of functions at various tiers
need to be udertaken keeping in mind the linkages at various levels for say planning or
service delivery.

3. Mapping of Existing Functions:

The Ministry of Rural Developmer(MRD) was established in January, 1996 for
improving living standards and alleviating rural pdyeAs per the Sulbecree on the
Organization and Functions of the Ministry that were issued in April, 1996, the MRD is
organized around a General Inspectorate, a General Department for Technical Affairs
and a General Department for Administration and Ricea The Department of Technical
Affairs has five departments; Rural Water Supply, Rural Health, Community
Development, Rural Economic Development, and Rural Roads. The-rabatiened
legislation does not list out the detailed functions of the MRD. lacfice, the MRD
carries out all functions on behalf gbvernment. Under a centralised system, it worked
through its deconcentrated provincial and district level offices, especially for Rural
Water Supply, Rural Health and Rurabés.

Apart from budgetarysupport from the national exchequer, the MRD or the PDRD also
receive funds frondonors. The District Office of Rural Development RDY assists the
PDRD with implementing the projects in collaboration with beneficiaNdRD set up
committees such as theural well maintenance committee, the village development
committee and early childhood education committee exist only on paper with the
support of some NGOs and other partners. While these committees work in close
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collaboration with the commune councilthe formal linkages with the local government

do not exist. They work as deconcentrated units of MRD.

3.1.

Structure and Capacity of MRD:

Figure 1: Organisation of MRD
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Department of Department of Departrnent of
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It needs to be pointed out that though there is a line department looking after water
and sanitation respectively within the MRD, they have very little funding to be able to
provide any meaningful delivery of services to rural Cambodia. The MRD funds are
usually spent on maintaining the tubewells. Most of the funding related to rural water
and sanitation is provided through donor projeatghe current big two being the ADB
supported Tonle Sap Rural Water Supply and Sanitation project and UNICEF supported
Water Supply, Sanitation and Hygiene (WASH) Project under the Seth Koma (Community
Actionfor Child Rights) Programme. However, we should also refer to the erstwhile Seila

LINRINI YYS /' ' YO2RALl QA&
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robust commune councils. Similarly, while piped water supply is limited in rural
Camboda, we should refer to the institutional arrangements with regard to its provision.

Various studies have documented the institutional arrangements that exist in the RWSS
sector in Cambodia, including the 2006 sector study and the recent study on the ADB
project as well as the project documents of UNICEF, and the Cambodian Development
wSa2dz2NOS LyadAddziSQa {ddzReé 2F [20Fft { SNIBAC
for these projects are detailed below.

Figure 2: Department of Rural Water Supply
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TheDepartment of Rural Water SupplRRWS)as understood by its staff responsible
for the following:

1 To prepare short/medium/longerm plans for tke rehabilitation and
development of smalcale irrigation systems at the family, village and commune
levels and smalcale energy projects as well as clean water supply programs;

1 To survey, research, design and carry out ssedle irrigation projectat the
family, village and commune levels and srsalile energy projects as well as
clean water supply program in collaboration with relevant institutions;

1 To monitor and ensure the quality of wells and we#ter before villagers are
free to use it dailyand
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Figure 3: Department of Rural Health Care
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1 To prepare and produce documents covering operation and maintenance for
avyl ff a0FtS ANNRIAFLGAZ2Y YR OftSFy ¢l GSN
association.

It is clear that neither the DRWS, noetbepartment of Rural Health Care (DRHC) have
even a Director level officer dedicated to either water or sanitation. It may make sense
to merge the two units in these two Departments to form a Department of Rural Water
and Sanitation to bring about a gredt convergence in the sector under a unified
leadership.

Theleadership role should include:

1 Sectorvisioning, policy making, functional reallocation, clearing standards and
setting up a regulatory bodgnd quality monitoring agency

1 Secure and plan for famcing the sectoral requirements, through the national
budget and by coordinating with the donor agencies

1 Preparing long term plans and establishing mechanisms to put them in practice

1 Facilitate coordination with different government tiers and across depants
and ministries

1 Putting in place a capacity development framework to address the existing and
future needs of the sector as well as of D&M private sector participation

However, given that the functions of the DRWS and the DRHC are not cleamddef
template in the form of Annexure 1 was prepared in Mayonsultation with the DRHC.

It was expected that this will be filled up by the two departments as well as a few
provinces and districtsn which UNICEF worlsd that we have a better idea dhe
functions at the various tiers of the MRDhe headings in this Annexure were selected
to ensure that these can only be filled when a particular staff reports to the offiitle.

the conclusion of this assignment in August, date this provincial astdatlilevel data

has not been collected and details of only 26 staff members of the DRHC has been
received.What we did manage to do in the last week of this assignment was to get a
quick overview of the staffing and units in DRWS that is given belovioam@RHC that is
provided in Annexure 2.

It is estimated that the DRWS has about 86 staff, of which only 30 have professional
gualification, including the 10 deputy directors. The six major groupings as per their
functional assignment (apart from the 10lety directors) are as under:

Well drilling team: 5 person

Water education and monitoring team: 6 person (UNICEF funded work)
Arsenic investigation and education team: 5 person (UNICEF funded work)
Planning development team: 3 person

Administration and fiiance team: 4

a s wdE
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6. Counterpart team working for donor funded project: 12 person (10 for ADB
project funded project and 2 for IMF funded project)

Table 3: National and Sub-National level Administrative Units of MRD and MOI

Administrative

level

Ministry of RuralDevelopment

Ministry of Interior

National

Provincial

District

Commune

MRD has 11 departments, 4 of
them deal with rural water supply
and sanitation

PDRD with six sections: (i) rut
water supply, (ii) rural health care
(iii) rural credit, (iv) rural roads, (\
community development,and (vi)
administration and finance.

District Office of Rural Developmel
is weak, and where it exists ofte
consists of onlya few persors
without  clear  responsibilities
TSRWSSP is developing capacit
this level to help supervise fiel
activities of that project.

MRD is not officially represented
the commune level (after 2002)

MOI with many departments, oneof
these deals withlocal administration,
which is linkedto the provision of
rural water supply and sanitation
services

MOI appointed Provincial Governor
Provincial ©uncil elected for first
time on 17 May, 2009.

Provincial Rural Developmen
Committee  (PRDC) chaired t
Governor with members comprising
PDRD Director as Vice Chair, a
Directors of (i) health, (ii) women's
affairs, (iii)) agriculture, (iv) water
resources (v) planning, (vi) interior,
(vii) education and public anc
transport.

No direct link between the PDRD an
the elected Provincial Council.

MOI appointed District Chief, Distric
Council elected for first time on 17
May, 2009.

District level weak as bypassed L
Organt Law which allows the
Province to deal directly with the
commune.

Elected Commune Council (C
chaired by Commune Council Chi
who is also elected at the time of C
election.

Village

Village Development Committee
(VDC) exists in some villages.

MOI appointed Village Chief. Electe
Village Council chaired by Villag
Chief.
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In other words, only about 45 of the 86 staff work on a regular basis and have specific
functions assignetb them (Based on an interview by Kim Sreang, 19 August, 2009). The
same can be said for DRHC as well as the provincial and district units of MRD.
Government positions are badly paid and often the professional managers have no
control over their staff thamay be recruited by the political bosses.

It is estimated that each PDRD has about 60 staff, looking after RWS, RHC and
Community Development. At the district level, there would be at best 5 staff who are
not reporting directly to any PDRD uithey do not have clear classifications, sections
and groups. In many districts, the DORD staff does not have an office or a place they can
report to daily. The DORD officials are also not implementers, but facilitators for water
and sanitation projects as willebdiscussed in relation to the ADB, UNICEF and
Commune led projects.

As MRD has long ceased to be an implementer of projects, there is little justification for

its existence at the subational level as a line agency. There would be greater
coordination ifthe PDRD was to work under the guidance of the Provincial Council and

the DORD under the District Council. In any case, there is a need for vertical linkages
0S06SSYy G(GKS aw5Qa RSO2 y-0dfighal hidveinSiént. Tzi§ kah & & A (
only be strengtened if direct fiscal transfers take place from the national government

to the subnational governments.

3.2. ADB Tonie Sap Rural Water Supply and Sanitation Project
(TSRWSS)

Thenational institution that is overall in responsible for the implementation is tMRD.

As the MRD is further compartmentalised with units and there is a need to bring in other
departments, for the sake of effective coordinatiorSgeering @mmittee has been set

up. This is under the leadership of the Secretary of State with membens fural
health care, community developmentyural water supplygender group, the Planning
Department as well as provincial departments of rural development from the 5 project
provinces. This committee meets quarterly, approves the plans, ensures timely
implementation and ensures effective coordinatidorhe implanting office is thBroject
Management Unit (PMU) under the Director, Rural Water Supply supported by a
dedicated professional and technical staff along with a team of consultants. There is
close oordination with Director, Rural Health Care in issues related to sanitation. The
PMU is responsible for planning]location of funds to the provincesechnical and
managerial support to thé>rovincial Implementing Units (PIUs), procurements of high
value contracts, capacity support, coordinate and supervise land acquisition and
resettlement, set up management, reporting and planning systems, preparing a national
data base, as also reporting to the Steering Committee and the ADB.
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At the provincial levela Project Implementation Unit(PIU)is situated within the PDRD
structure and managed by a senior official with the help of regular staff as well as
project consultants. As the implementing unit, the PIU selects villages, communes and
districts as per thdaid down criteria, selects and manages NGO partners, manages
procurement, organises meetings at the spiwvincial level, supervises field units,
collects data, monitors progress, provides technical designs as well quality assurance,
oversees land acqui®n and environmental clearance, reports at the national level, etc.
Overall all implementing related issues are handled at this level.

At the subprovincial level, theDistrict Office of Rural Developmeniboks after the
projects by assisting the PlUselping the water and sanitation groups (WSUGSs) plan,
supervise and monitor the infrastructure development and ensuring that the minimum
quality standards of the infrastructure as well as of the water is maintained. These
district offices help communicatbetween the communes and the provincial level.
While the Royal Government of Cambodia proposes to empower the district level local
government unit, at present there are no linkages between the project and the local
government at this level.

Cambodia haslready started empowering thEommune Councilas local government

units that have a substantial role to play through its planning and budget committee
(PBC)Each village sends two representatives to this committee, usually the village chief
YR | @ Pepré&sghfative. The PBC prepares a comprehensive commune
development and investment plan that is submitted at a district integration workshop
for funding by the government or donors. It is here that the PIUs form linkages and
partnerships with specificoonmunes. Once the communes are selected for the ADB
project, the communes approve the water supply and sanitation village plans (WSSVPs)
for the consideration of the PIU, the register the WSUG, also assume ownership of the
project infrastructure and factlte the land acquisition and environmental clearance.

At the village levelthe WSSVP is prepared based on an appraisal of the water needs of
different stakeholders(including the poor, minorities and womenyvho debate the
technical options and identifthe local, beneficiaries and clarify the financial and other
contributions towards the capital cost as well as operation and maintenance (O&M). The
key functionaries are the village PBC and VDC members as well as the facilitating NGOs.
And the key responBility is coordination and approval of the WSSVP, including land
acquisition and environmental investigation. Finally there is \Water and Sanitation

I & S NA Q (WSWBth_dorms a Board to supervise and certify the construction,
ensure proper O&M, ctdct capital cost and user fees and if necessary appoint a private
operator for the systema SY0o SNBE 2F (KS ! aSNBRQ DNERdzLl LJ
planning and hygiene education meetings, provide capital costs, elect WSUG Board,
make timely payments ah maintain household latrines and household water
equipments.

21|



It also merits mention that the ADB project promotes a policy of subsidizing very
expensive toilets to rural Cambodia. Most of these toilets are ceramic pans, pour flush

with water seal and a sptic tank. These can cost as much as US $ 400 per household

and the demand is created by subsidyence, hygiene education is low, community
participation and collaboration is limited, the NGOs have limited capacity with regard to
generating participatiorand for a project such as this, the capacity and resources at the

PDRD level limited. This project is led by the government officials, the PDRD staff, and its
sustainability is linked to available funding. There is a need to learn from the techniques
usedo @ ! bL/9CQa /[¢{ (2 3ASYSNIGS FyR adzadl A
service delivery, even though the quality of th@nitationinfrastructureis far superior

3.3. UNICEE supported Water Supply, Sanitation and Hygiene (WASH)
Project

The UNICEWASHproject is directly integrated with the existing natioraaid provincial

level administrative structure At the national level the Director of Rural Water Supply

and the Director of Rural Health Care respectiveliersees thewater supply and

sanifation and hygiene component of the Projedtor DRHC, the UNIG&ikpported

Project which covers among other things, CLTS (Community Led Total Saniiation),

fact the major responsibility of the Director and his staffK S 5 A NBOG 2 NJ 5w2 { |
respongsbility is the ADB funded TSRWSS project.

Through this project and other social welfare projeti®yICEF supports the Cambodian

D2 @SNY YSy i Qa at hespsovirclnliRvel bidd Sukprovincial level This includes
strengthening the Provincial Adminiél G A2y Q&8 9ESOdzi A @Sthe/ 2 YYA (i
Provincial Rural Development Committes, well as working with the line staff of MRD,

the Provincial Department of Rural Development (PDRD) and its District Gfffivaral
Development (DORDThere is direct indeement at the Commune levahd the village

level with the people.Taking up from the Seila model as well as other efforts to
strengthen the commune councils, UNICEF has made the commune the focal point in
their effort to decentralise the service deliveffgr sanitation. It is not merely the
adzLILR2 NI G2 alyAdrarazy GKFG Aa GKS olaia 27
be one of the few donors that is passionate about D&D, has invested in its staff learning
more about D&D, and is conscioustbé fact that sustainable water and sanitation in

rural Cambodia requires robust institutions that support the strengthgrofthe D&D

process. Figurd A f f dz2 G N> GS& ! bL/9CQ& adzJR2NI G2 595

The commune activities to build and coordindteal partnerships for improved access
to water, sanitation and hygieneesvicesinclude

1 Review the sanitation and hygiene situation in the villages within the communes
1 Identify villages with the lowest level coverage/the worst situation
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1 Discuss with thevillage chiefs the support that they need to conduct a CLTS
ignition

91 Discuss with PDRDs the support to be provided to the village chiefs for CLTS
ignition

1 Ensure that each village develop a community action plan following the ignition
of CLTS initiative

Figure 4: UNICEF Support to D&D
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rotating), CWCFP, members
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Planning & Budgeting CCWC (X442): Chief, Deputy, CWCFP,
Committee (X1621) Health rep, School rep, village chief
> A
Village Chief

1 Request for materials and technical support from DORD or PDRDs

Monitor progress of community action plan

1 Identify local producers of concrete rings and/concrete slabs and check if they
are willingto produce simpler, cheaper materials and market these products to
the CLTS villages

1 Identify NGOs working in the communes and discuss with them the possibility of
further supporting Open Defecation Free (ODF) villages

=
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Communityled arsenic testing and edation activities: support community
volunteers in their work to communicate key arsemgtated messages to
affected villagers in order to increase knowledge on the arsenic issue and
encourage people in highsk areas to change their practices

Collaboraé with FDRD staff on issues relating to arsenic contamination in
commune water supply

Communes can allocate communméls for:

=

Monitoring and Support to CLTS initiative

Community Awareness raising campaigns: World Water Ragonal Sanitation
Day, GlobaHandwashing Day

Organize commune level quarterly meeting and invite village facilitators from
successful villages to share experience

Organize exchange visits among villages

Organize hygiene promotion campaigns at the commune level

Celebrate the achievenme of ODF status following successful implementation of
CLTS approach

Box 1: Financial flow for RWS project in DRWS
There are three main channels of financial flow to build RWS facilities:

1.
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ADB funded mject:

A Fund flows to MEF;

MEF transfers to DRWS, PMU at the national;

PMU flows PDRD, PIU at the provincial level,

PMU and PIU direct contract with the contractors for building RWS
facilities.

> > > >

UNICEF funded project:
A Fund flows to DRWS for activitiesplemented by central level
Fund flows to PDRD through Excom PRDC;
Technical Support Unit (TSU) of Excom PRDC direct contact with
contractors for building RWS facilities under the supervision of UNI

™

State budget funded project:

A Fund flows to DRWS

DRWS allocates fund to PDRDs based on their annual plan;
PDRD directly contact with the contractors for building RWS facilitie
under supervision of DRWS of MRD.

> > >



During field visits to ADB and UNICEF prdaje&tampong Thom provincé was evident

that the ADB project officials were struck by the motivationta provincial, district and
commune as welUNICEF stafh their ability to motivate communities taachieve ODF
status without any capital subsidy to the people. UNICEF has worked out a motivation
incentive with the PDRD staff and along with the assisgtasfcthe commune members
managed to achieve amazing results towards making villages ODF.

A careful look at the financial flow under the different projects clearly points out that
UNICEF has made good use of the existing fiscal transfer models in osgtezrigthen

the subnational government towards D&MRINICEF has pointed to some bottlenecks in
the procurement process as well as the Excom structure at the Provincial level and how
this transition towards decentralisation is being managsdorovided in Amexure 3 & 4

The Procurement mechanism as provided in Annexure 3 could well be replicated by
other donors working at the subational government levelAnnexure 4 details that the
process of integration has not been an easy one, yet given that this amag is in
fAYS 6AGK GKS 3F20SNYyYSyidiQa 595 &adN)rGS3es
swiftly as they were noticedn stark contrast, the ADB has invested in a PMU model of
functioning that builds capacity outside the sohtional government structurender a
deconcentrated national government unit. Clearly there is little appreciation of the
inherent causes of a lack of capacity at the provincial level. There is also little effort
towards assisting in building administrative, financial and technaphcity at the sub
national level that would last beyond the timelines of the existing project.

3.4. The Central Role of the Commune under the Seila Programme

Camd 2 RAF Q&4 NRBIFIR (G261 NRa PptieSaranihef cantric Seflaz y 4 |
programme. The Comune Council through the Village Development Committee
generated demand for RWSS serviddRD essentially workeak the grass roots levély
developing a strong tradition of participatory planning with Village Development
Committees and with the Communeo@hcils that were established in 200The

Provincial Rural Development Committees (PRDC) were set up along with its Technical
Assistance Unit (TAU), which was concerned with providing technical assistance for the
design and contracting of small scale asftructure projects.

The Water and Sanitation User Group (WSUG) is set up on the basis of a ministerial
guideline for about 2@5 user families. Most funding for wells comes from a
discretionary fund allocated by the national government to the commune citgin
Under this scheme, a project proposal is prepared by the WSUG to the Commune
Council. It is evaluated by the Commune M&E Focal Pergooee a Commune
Councillor and another from the Planning and Budgeting Committee of the Commune
Council. Once the rpject is cleared, a contractog recognised by the province,
implements the project. The quality assurance is done by the Commune Chief and a
Provincial TSU representative. 5% of the payment is withheld till the guarantee period of
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6 months during whichime the contractor undertakes repair3.he maintenance of

these wells is subsequently done by the WSUG. The Commune Council also has a role to
play in ensuring that public funded wells that are constructed in private land are open to
access for all users.

Under this arrangement, we find that the MRD and the PDRD accessed Commune
Council funds to assist in providing drinking water to WSUG. It was also observed that
the PDRD did not manage to extend its services to WSUG as far as timely and
satisfactory maitenance of these wells were concerned. There were problems related
to timely procurement of spare parts and providing it to WSUG. In many areas even
though the WSUG were formed, they only existed on paper.

3.5. Piped Water Supply to Rural Areas

While piped wate supply, by law is under the purview of the Ministry of Industry, Mines
and Energy (MIME), they have entered into a Memorandum of Understanding (MOU)
with the MRD to ensure that small, namommercial piped water projects of community
orientation can be rgulated by MRD. Given that there is no dedicated funding source
for this technology, piped water supp(fPWS)has a limited reach in rural Cambodia.
While PWS should be possible wherever there is a concentration of at least 150 families
within a distance babout 15 meters or so, this would require a development of private
service providers under full ownership, build operate and transfer, leasing contract,
management contract or service contract. On paper technical advice can be sought from
NGOs and privatengineering firms, lack of publfunding is a major constraint and this
mechanism has not really taken off since the MOU between MIME and MRD was signed
in 2001. As under the Seila programme, the Commuar be the focal point for
generating demand, cadinating with MRD, PDRD as well as the service providers.

3.6. Summingup:) T OOEOOOET T A 02T TUA 211 UAUGBA
The RGC has made significant advances towards decentralisation of RWSSiedhiges
century. Development assistance to the RGC has ensured that thién{Rio principles

that presently govern this sector are institutionalised in thationalWater Policy, 2003

as well as the RWSS Sector Review, 2006. -Mtdtial and bilateral development
agencies have also underlined the importance of decentralisatiod administrative
reforms towards deconcentration in order to able to provide better service delivery to
meet the MDGsHowever, the institutional landscape for RWSS delivexry changed
since 2005 when the UNBIBPNCDF Report prepared by the Cambodiandigpment
Resource Institute that mapped the then existing functions for local sedabeery. In a
context where there have been no policy level changds important toacceptthat the
changing institutional landscape is an outcome of the changiigijles of the donors
There has been a shift in the focus from the Commune level, and while some donors
accept the spirit of the D&D process, others take a narrow sectoral approach and create
institutional designs that are geared towards a speedy diséluof loans rather than
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sustainable developmental outcomes that the sector demagd& S Y KY SNJ G4 SNXY Y
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Cambodian peoplelt must be said that the donor community in r@hodia is also

abetting the confusiorthrough frequent changem the institutional landscape for RWSS

service deliveryWhile the RGC has to find ways and means to build a robust institution

for D&D of RWSS services, the donor community has to find waysaans to resolve

their different approaches for Cambodia. It is towards this effort that a donor reference

group was set up to facilitate this study and bring about a greater convergence of
approaches.

4. Functional Allocation in the RWSS sector

The MOlhad earlierlastyear issued a circular to facilitate functional allocation for D&D.
In response to this request theRWSilled in Table 4stipulating the functions that need

to be transferred. A similar exercise was undertaken by tR&0 but they have ben
unableto share the outcome of that study. However, as is evident from the case of the
DRWShis exercises | & YSI yAy3dft Saad ¢KS awb5Qa NBalLRya
December, 2008 (that was shared on 19 August, 2009 with theSURI Mission on
Functional Reassignmenthade a mockery of the exercises it does not allocate any
function in the RWSS sector for reallocation during the next ten y8dns example
clearly underlines that problem¢ while MRD has been at the forefront of
decentralisation initiatives in Cambodia, it has its own definition of decentralisation. As
mentioned at the beginning of this report, the definition of decentralisation can hotly
contested and the positions that institutions take is related to the power that they can
exercise through a particular definition and its associated institutional design and
functional assignment.

It will be useful to stop and understand the different models of decentralization and
what each of them means in terms of service delivery and adoesster. This can be
mapping a decentralization axis where one moves away from centralisation and
deconcentration towards decentralization through different choices and emphasis on
state or market approaches. Figure 5 provides one perspective on therediffe
approached to decentralisation.

Given the varied interpretations of the term decentralization across Asia, getting a grasp
of an ideal type of decentralization or attempting to measure decentralization on an
index would be difficult. If one was to g that economic growth does not necessarily
lead to development, but democracy is critical for a fair distrilmitof economic gains

then democratic and devolutionary decentralization would be an aspiration for
Cambodia Such a goal would be necessaryoivercome the ills of a centralized delivery
mechanism and democratize service provision to the people. With this theoretical
position it is possible to identify a few neregotiable features in the design of
decentralized rural water systems.
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Devolution of fiscal, functional and functionary responsibilities to local governments
promises fundamental shifts in rural governance. It signals a shift from centralized
supplydriven, noraccountable and inefficient management of public resources to one
that is sistainable, transparent, accountable, inclusive and efficient. The centralized
model has resulted in serious fiscal deficit, low cost and maintenance recovery and
unsustainable systems. While the decentralized route is a step in the right direction, it is
in no way complete. It provides a challenge to set up institutions, systems, procedures
and access to technical and professional capacity that result in good rural governance
outcomes. However, to achieve this, the decentralization process has to be aegloti

by clear central guidelines along with voices from empowering rural constituents.

Figure 5: Different Decentralization Options

Market Driven
WCAY Ll yOALI ¢

Public Management

Democratic Management

Deconcentration Decentralisation Devolution

Decentralization Axis

The political economy of the respective institutional designs and the decentralization
models and how they influence the outcomes of decentralized delivery as well as the
politics at the local levek itself an area of inquiryThe focus here is on understanding
the public management of water ilCambodiaand how the centralized delivery
mechansm differs from a decentralized delivery system. It needs to be stressed that
careful attention needs to be given to designing decentralizing institutions and how they
influence the local politics if many of the shortcoming of a centralized system dre to
addressed by these reforms.

The key lesson emerging from the review of seR@YSS projects in Cambodkathat
the transition to decentralization is a long process and the national and state
governments along with the line departments have to work h&ydiards creating a
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decentralization framework to manage this transition. Effective incentives and robust
fiscal instruments take a long time to design. This transition is not just about negotiating
design, but also the erstwhile beneficiaries of the sgsiéke the national and provincial
politicians, bureaucrats and politicians who are in many ways controlling the design of
the decentralization process. Creation of bad decentralization designs and processes will
lead to unsustainable outcomes; hence pypland design issues have to be negotiated at
broadbased forums rather than the offices of the politicians, technocrats and
bureaucrats.! & ' 3FAyad GKS 5w2{Qa&a dzyRSNARGIYRAY3
been listed in Table 4, Table 5 has been prepérech a perspective of a professional in

the RWSS sector who finds merit in the move towards a transition towards D&D as
outlined by the RGC. Table 6 points out that any functional reallocation would
necessarily result in changes in the institutional desi§existing sufmational units.The
discussion around institutional change, including changes in fiscal transfers,
procurement systems, accountability lines and capacity to deliver on the newly acquired
functions, needs careful detailing. Inputs intogtprocess will have to provided by sector
leaders in Phnom Penh, but also the provincial level representatives, administrations,
PDRD personal, district council representatives, DORD staff, NGOs, private sector players
as well as the wider civil society @ambodia. This would necessarily require a
consultative process that is not limited to a discussion with the MRD.

There are lessons for the wider water sector from this decentralization approach. While

there are participatory approaches to the distribori of water through water
committees, and collective watershed committees, bringing them into the ambit of the

local government structure would necessarily lead to the adoption of decentralized
technologies and democratic methods of water allocation. Bniggservices and
resources under the ambit of local governments would have a significant impact towards
reduction in poverty for public googdéike water RA NS OGft & A Y LI OG0 LIS2 LI
The centralized authority as policy maker, implementer and le@gu of water has

ensured that water as a resource is taken out of the hands of the people and used for
patronage for political gaingAs the D&D reform process in Cambodia is setting out to
challenge the existing rents, ith process will continue to beKd- NI OG SNRA aSR | &
NRyYyel eQo
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Table 4: Functional Allocation Exercise Undertaken by the Department of Rural Water Supply, Ministry of Rural Development

Level Responsibility Functions Deconcentration Decentralization
National {1 Policy and Strategy Develment { Strategic Plan and Overa
{1 Strategic Plans and Mediufirerm Development Management
Plans
1 Financial Resource Mobilization
1 Coordination and Cooperation
1 Overall Management and Technical Supervisior
1 Monitoring
Provincial 1 Project Site Selection 1 Annual Work Plans and Yes
1 Annual Wrk Plan Project/Program
1 Project Implementation Management through Implementation
Line Departments Management
1 Ongoing Monitoring and Water Quality
Surveillance
1 Technical Supports to Commune Level
Management
Commune 1 Village/Commne Action Plan 1 Commune Action Plans Yes
1 Community Mobilization and Village Level
1 Village Level Operation and Maintenance Operation and
Management Maintenance
{1 Local Resources Mobilization Management

Note: This is based on an internal note of the DRWSsimilar exercise has been undertaken by th&HT, MRD. However, in its
recommendation to NCDD, MRD (dated 11 Dec, 2008 which was given to t@d DMission on 19 Aug, 2009) it has not recommended the
transfer of any function under deconcentration and detalization for RWSS in its 5 year and 10 year plan.

30 |



Table 5: Tentative Jassification of Functions for Discussion on Reallocation :

Body Role Description
Government Policy Statutory body with respect to: Resource Managemevrdter quality standards, tariff levels, engaging the private sector,
of Cambodia Development work quality standards, material standards, grievance resolutions, land acquisition, investment capital, etc

Watchdog INYQa fSy3IidK FdzZRAGKY2YAUG2NRAY I NBfFGA2YyaKAL G2 NB3IdA |
Regulatory  Guidelines/ Develop guidelines and regulations with respect to policy issues (e.g. water quality monitoring frequency, costs, ete). |
Body Regulations policy advisory role to the Government

Monitoring Coordinate monitoring functiol. Y A G A £ £ & GAf f &2 NJ -térh dai doahis &Gk independentdt A y
Provincial RWSS Contrac The Provincial Government can contract with MRD or PDRD (or PDRD could become an agency of the Provincial Go'
Government as well as dter service providers such as NGOs
Local Service Local bodies shall contract with water service providers to build infrastructure and later distribute water within their
Government Provision constituency. Unbundling of this role ¢e participation and empowerment, construction, treatment, operation and
(District) Contract maintenance, tariff collection etc) can be done at the discretion of the local body within national and provincial policy
RWSS RWSS Service Water service provide, including PDRD and NGOs, shall provide water services to end consumers, under contract wit
Service body
Providers
Water Users Consultation Local bodies shall work with consumers to water users group to identify and service water service requirements
Group
Local Technical Asst  Local bodies shall work with Coordinating Agencies such as MRD, PDRD to meet technical assistance needs and to r
Bodies/ Monitoring monitoring requirements
Coordinating - - - . . - -
Agencies Coordination ~ Where coordinating activities (@ raising investment capital) or disputesdecross Commune/District/Provincial) may occu

between local bodies. Coordinating agencies shall assi$puteresolution according to policy and guidelines
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Table 6: Functional Reallocation and Changes in Institutional Design:

National Government  Provincial Government District Commune User Group
Policy & Strategy Ensuring that national goals & standards The district has beeweak ...  Central role in Planning,
Deconcentration Regulation& Standards are met takes orders directly from the planning. Mobilization,

. Finance Financeby MRD to PDRD PDRD .future roleof district Demand sent to PDRD Technical choice,
(Existing Planning Planningoy PDRD MRD and local government  through district Construction, Tariff
arrangementson  control over line dept  Weak link with line dept unclear officials. collection, O&M,
the ground Coordination Coordination between national govt & Facilitating user groups quality checks

local govt & effective

Policy & Strategy
Decentralization  Regulation & Standard:

Finance

Planning

Key functional shift:

- Dual ontrol over

line dept
- Coordination

Ensuring that national goals & standards

are met -
Key functional shift:

Finance by MRD tBrovincial Council
EXCOMo report to Council

Planning by?DR@vith PDRD, district,
commune & user guup assistance -
PDRD reports to EXCOM on plannin
implementation, as well as on
coordination betweemational govt &
local govt

Develop core competency in
engineering and software skills,
planning, implementation and
capacity development

et tariff rates

Key functional shift:

coordination
All the above functions All the above

District RD offials report  strengthened functions
directly to District Council Key functional shift: strengthened
Additional staffing - Focal point for Key functional shift:
directly recruited by planning, - Given statutory
provinceto district coordination & function as sub
Develop core competenc quality assurance committees of
in quality review, both of Commune
implementation infrastructure as Council
facilitation, planning and well as health
capacity deelopment standards

- Commune

representatives

part of statutory
body at district
level

Not reallyan option under Cambodian D&D plan under a unified administration, hence more options can be discussetboedtralization

Devolution
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5. Managing the Transition towards Decentralised Process of Functional Reallocation for RWSS delivery :

Slide 1: Institutional Framework for Building Alternate Vision

The Futurec Blocks for Building Alternativ&/isions

The framework below can be used to facilitate all identified Scenarios

Institutional Framework

WSUG |<—

Governmentof [ A) Policy Development _Draft
Cambodia B) Watch Dog
|
[
C)SuldTlTe:/ Regulatory Exchequer/Donors [ MRD< DRWS
) Monitorin Body i [ " DRHC
l¢) E) Funding
Provincial & o T
- H) TA, Monitorin
District —). LU
Government 1) Co_ordmanon/
Dispute
AF) Service Resolution
Provision
Contract
A
Commqne H) Consultation
Councils
G) Water
Service
v
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This section on understanding
and managing the transition
towards a decentralised process
of functional reallocatiorior
RWSS delivemyill be depicted
graphicallyin the form of slides
so as to understand the key
inputs of institutional design that
are requiredat the various levels
and also make changes to the
process of the transition as we
learn more about how to
manage this transition. Slide 1
depicts the key levels of the
administration and the specific
inputs required at each level.



Slide 2: Understanding Motives, Lev ers and Supporting Change

Mobilizing Action- The process supporting change

The same incentives should be considered in setting policy as in implementing it

I
Motives | Agreement | | Duty | | Opportunity |
Levers | Participation || Persuasion| | Economic| | Power/Influence | | Coverage ” Accountability|
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In order to promote the balancing of incentives with objectives from the start, and to ensure that the best

Gaztdziazyas

INBE RS@St2LISR:Z (GKS F2tft2gAy3a FTANRG

A Commission independent reports on appropriate sector
reforms in Cambodia
¢ One sponsored by donor partners
¢ One sponsored bvIRD
¢ One sponsored by ouncil of Elected Representatives
(Facilitated byMOI)

al

Currently the NCCD has
only requested the MRD
to provide a list of
functions for transfer
under D&D. Howver, as
per the National Water
Policy, 2003, MRD is only
one of the actors in the
sector¢ other players
include the provincial
and district council, the
commune councils as
well as the NGOs and
the private sector. It is
critical that all these
voices getepresented

in any discussion on
functional transfers and
institutional change. A
mechanism to initiate
that process is suggested
here.



Slide 3: Organising Leadership to Support Change

Mobilizing Action- The process supporting change

The following stateled initiatives should be undertaken in support and facilitation of sector
reforms

Initial Reform Management Activities

A Commissionindependent reports on appropriate sector refornrs Cambodia

A Devise a responsible asdstainableRWSSector Strategyo balance the many and varied requirements for water in the
state. This strategy should be informed by the heads of all using and concerned departments, and benefit from technical
expertise with respect to planning and forecasting water resource issues

A Setup required reform units

Core

Minister, SecretaryNCDDDonor group, etc
Leaders ¢ INCDD group

¢ Sector leaders, experts, & stakeholders

Key MRD & D&D leaders and
stakeholders

Sector Taskforce

MRD & D&D Reform Taskforc

¢ The Core Leadership must bighly committed and supportive
¢ The Sector taskforce should:
» Guide sector strategy development
» Draft required policy and regulatory changes
» Report to decision makers on progress & required executive-bback removal

¢ TheMRD& D&DReform Taskforce should be comprised of strong, respected leaders, be advised by an external expert
in public agency reform, and report to the Sector Taskforce regularly on progress vs. a detailed implementation plan
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It is clear from the
submission of MRD to
NCDD that there is a lack of
capacity irthe
understanding of the
transition towards D&D at
the highest level in MRD.
There is a need for capacity
development in the form of
crossvisits and study trips
to other parts of Asia as
well as to organise short
studyseminars on D&D
related areas for th senior
level administrators as well
as politicians. This
transition requires a careful
management for which the
top leadership have to be
committed.



Slide 4: Initial Reform Management Activities

Mobilizing Action- The process supporting change

The following stateled initiatives should be undertaken in support and facilitation of sector

reforms

Initial Reform Management Activities/ 2 V i QR

A Document sector reform strategyincluding:
¢ Theinstitutional framework for the sector and the limitations of various stakeholder roles
¢ Adetailed reform agendaat the sector level. This must include:
« The highlevel activities and restructuring requirements of state sector agencies
« A schedule for financial and political separation from state sector agencies
« A plan for the rapid capacity building of local bodies within the new strategic scenario

A Develop policies and regulation® support the strategy andperationalizingt, while commencing structural reform
activities of sector agencies

A Develop andnitiate a media programto:
¢ Demonstrate commitment to and support of sector reforms
¢ Promote the rationale fob&D

¢ Promote awareness of issues bearing on the provision & sustainability of water resources within the state (e.g.;
managing demand and facilitating service provision through recognizing water as an economic good)

An important considerationwill be
expectation from the newly elected
provincial and district council members
from the localelection in May, 2009
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Once the reform strategy has
been agreed, it needs to be
detailed, documented and
shared with all concerned.
This has to be followed up
with a careful develpment

of policies and regulations to
assist in supporting this
change. The purpose of this
change shouldbe shared

with all citizens, including
women and marginal groups.



Slide 5: Guiding Principles

GuidingConsiderations for Public Agency Reform

In support of the development of a reform agenda, several guiding principles should be
considered

Guiding Considerations

Reform Program Preparation

A Prior to the detailed design of a reform program for t&D a structured, objective, and participative analysis of the
performance constraints faced by the agency is pruderithis should include close consultation with all major stakeholders,
especially women, local decisiomakers and officials. This analysis should take aim at building consensus on the specific
problems constraining the sector and on required corrective actions. At the conclusion of the analysis, it should ketpossibl
develop a reform action plan to which stakeholders are committed.

A Reformobjectives should be driven by intended outcomelndividual components of the reform strategy must not be seen as
ends in themselves, but as necessary means to agreed upon objectives. This, as well as successful pilot experietgés, will he
avoid resistance to reform.

Policy & Regulatory Reform

A Policy statements underpinning sector and agency reform should be endorsed at the highest possible level of government. Th
level of support provides the foundation for the development of detailed regulations.

A Regulations will best be developed by a crisgctional, equally represented group of stakeholders. However, while the details
are being finalized, reform should not stand by.
Driving Reform

A Areform taskforce will be required comprised of management with sufficient status and authority. Specialized training to this
team in change management may be offered to support their task.

A The task force team should develop a format for regular progress reports.
A Pay incentives may be required and appropriate for members of the reform task force.
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The spirit of the policy and
regulatory reforms need an
endorsement at the highest
political level and need to be
supported by responding to
all fears and uncertainties of
the different stakeholders.
Budgetary cuts should be
avoided and where possibl
reforms should be
supplemented with
incentives like pay reforms as
well as capacity
development.



Slide 6: Guiding Principles -l
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Guiding Considerations for Public Agency Reform

Guiding ConsiderationsContinued

The Pace of Reform
A The pace of reform will be driven by several factors, including initial service conditions, availability of financiaksgsourc

management capacity, degree of program support among key stakeholders etc. While certain elements of a program may be
implemented quite quickly, it is important to recognize that tangible results from the reform program may take some time to

surface. To avoid this scuttling the momentum and support of the progsperific procesbased performance metrics should
be established earkpn which will emphasize progress made on the road to more measurable impact. Where possible,
objective performance metrics should also be established to support desired outcorfibe metrics may be phased with the
program, initially focusing on enabling factors and later focusing on relsafisd measures.

Executive & Political Leadership & Commitment

A The reform of theMRDwill requirehigh-level political and executive commitment and supporfA dual role of championing
reform initiatives and accomplishing bro&@dsed political and administrative support is required.

Ministry Reform

A The reform of a public agency such as MieDshould be, and be seen part of a larger restructuring of the ministry The
importance of this reform to improving the effectiveness of service delivery, especially during a shift toward decentralizati
must equally be appreciated by political and agency leadership.

Transparency & Accountability

A A key component of th&IRDreform will be the promotion of accountability, integrity, and transparency within the agency.
This will require increased emphasis on management control and feifgvand improved audit procedures as a means of
reducing corruption and mobilizing the organization around performance.

The reform process has to be
paced carefully with
accountabilityand capacity
instruments and have to be
seen as part of a wider
administrative reform
process. Values such as
transparency, integrity and
accountability have to be
underlined as they are key to
increasing efficiency,
sustainability as well as
ensuring acess.



Slide 7: Guiding Principles 11l

GuidingConsiderations for Public Agency Reform

Thesereforms will require a

Guiding ConsiderationsContinued very high level of input
war it

Retraining and Capacity Development UGS (EE SETEL0)

A The reform of theMRDmay require an element of personnel retraining and capacity development. These programs should be development. The transfer of
implemented afteran objective assessment of the capacity requirement within the sector and a capacity development plan functionaries to submational

A Itis important to recognize the benefits retraining can have on the development of the private sector.
A Learningfrom retraining and capacity development in other states and countries will be beneficial.
A Ingeneral, it is better taindertake capacity development efforts after pay reforms are implementaithat there is resisted due to lack of similar

enthusiasm to learn and belong to the organization and sector. pay grades and facilities at
that level. This concern

governments is usually

Pay Reforms

A A major impediment to the effective functioning of théRDis lack of incentive for employees to performThis incentive can
largely be provided through pay reforms, but a cautious and pragmatic approach is needed. Perferelatecepay should be needs to be addressdd
|ntr0fjuced., but initially on ? pilot basis, focusing 0r_1 measurable outputs. . . encourage redeployment at
A Pay incentive may be required to support prospective redeployment of professional staff to local bodies. . L
the provincial or district

Consultative Support )
level, or indeed to the

A Where outside expertise is required, even on a stientn basis, it should be sought from qualified persons with local

knowledge and contacts. regulatory bodies. The task
A Where the use of longerm advisers is appropriate (e.g.; in a membership role on a reform task force) continuity must be .
ensured. force overseeing these

reforms need to be
supported by qualified
change managers.
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Slide 8: Understanding the Pre -Change Process

AgencyPre-Change Process

Achievement of change will require the involvement of all key stakeholders and strong
management commitment and leadership

Example
Pre-Change Process

Understand & Agree on Understand Develop Tracking
Prioritize Develop Case for Objectives Current Metrics and
Stakeholder Needs Change (based on Performance vs Mechanisms
needs) Objectives

wSolicit input from  wBased on wArticulate view of wMeasure and wldentify
sector & stakeholder future organization & compare current comprehensive
organizational feedback, sector and functions based on performance vs. but manageable
stakeholders organizational required stakeholder new objectives set of process &
wMap stakeholders ~ competencies, needs/ outcomes wldentify specific results metrics to
based on influence resources and wReconcile with sector  areas for drive change and
and perceived priorities, develop strategy improvement monitor progress
support for change ~ ¢ase for change wPerform functional
(involve key

review of organization

Ztsakee:ig:?etrr?c’nse who and Identify functions
P Y and roles that will

May SeIVe as agency  pecome redundant
reform taskforce)

Outside expertise can be very helpful in
preparing for complex change
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Slide 9: The Change Process

AgencyChange Process

Achievement of change will require the involvement of all key stakeholders and strong
management commitment and leadership

Change Process

Example

Communicate to

Communicate

Create change Develop Gap Execute & Track
organization Closure Plan Key Plan to
9 Stakeholders Organization
wldentify specific setwSequence required  winform key winform the wEstablish regular

of internal
stakeholders (task
force) to drive
change internally

actions, timing,
resource
requirements,
responsibilities, and
performance
milestones to bridge
gap between current
performance and
objectives

wEnsure plan is
integrated with those
of dependent
stakeholders

stakeholders within
the organization
and external to it

wRevise plan as
appropriate

organization of the
change plan, schedule and
ensuring that each  format
functional area and yRigorously track
employee against process and
understar;\d; anld results measures
accepts their role wldentify and enact
countermeasures
where necessary

progress reporting

Utilize incentive levers for maximum
organizational mobilization
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6. Capacity Development:

As mentioned earlier, any functional reassignmémivards decentralisatiorhas to be
strengthened with financial allocation, transfer of functionaries, capacity development
and estabkhment of new accountability channel3his section will deal with the
framework of capacity development that needs to be put into place to strengthen the
transitiontowards D&D.

All over the world wte agencies have so far approached training and capaci
development in a supply driven manner. Capacity development of local governments in
the changing times is very different from say an extension service or providing
information about the local government rules and law or teaching local finance officers
how to keep proper accounts. The effectiveness of capacity building for developmental
needs will have to be measured on the basis of developmental outputs and outcomes
and not on the existing basis of number of training programs conducted and number of
students attended. As outcomasf a D&D procesesould beefficient service delivergr
empowering ranging fromsafe and sustainablprovision for water and sanitation or
greater gender representation or equitable distribution of public resources, capacity
inputs have to be more challenging than the didactic methods that averently
adoptedby NGOs and state institutiong/ith regard to the RWSS sector the following
need to be taken into account:

Integrating hardware & software:

The specific requirement of éhwater and sanitation sector is to reequip tis¢ate
agencieghat are dominated by the civéngineering hardware skills with an ability to
address software issues. There are wider issues related to water resource management,
scarcity, quality, resourceonservation and sockangineering related to sanitation.
There are also issues of efficiency and finance that have emerged given the competing
pressures on public resources. Apart from the need tegaip the engineer, there is a
need to also open theector to disciplines other than engineerirtgowever, in orderd
augment and support the process of training there is a needfitst develop a
knowledge base in the sector.

Reorganizing delivery across different tiers:

Recent reforms towards communitgnd local government centric management and
delivery of rural water and sanitation has led to a rethink on the institutional
arrangement. Roles and responsibilities have to be clarified across the diftezeof

the government- national provincial & local @istrict, commune and user grolp
government. Any capacity building program can only start from the point of redrawing
the institutional architectureof both the national and subational government
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With regard to institutional design to build cagity to facilitate the transition towards
decentralization, there are two issues that need to be addressed. First, there is a need to
ensure that decentralization has produced mechanisms to mediate reldtipss
between the national, provincighnd district governments that support and facilitate
strong and effective local level governance. This requires a clear redefinition of national,
state and district3 2 SNy YSy GaQ (Faila FyR NBazdz2NDSae® h
of capacity at thesub-national government level, but it needs to be pointed out that
there is a need for capacigevelopmentat the national andgrovinciallevel too to help

steer the transition towards decentralization. It is the lack of this capacity that has
limited the potential inpact of RWSSeforms in Cambodia. Second, it needs to be seen

if decentralization has fostered the development of intecal organizational synergies

at the community level. Such networks facilitate local governance in three ways; (i) they
help to mobiliz additional resources for local level development that would have
remained dormant; (ii) they enhance the accountability of local level political and
management officials; and (iii) synergies between these institutions lead to innovations
and higher leved of productivity as disconnected structures are pooled into a common
framework at the local level. There is a need to build critical institutions for local
governance involving both statutory systems for audit and accountability, as well as
participatorymechanisms such as social audit to curb nepotism and local despotism that
undermine local governance.

6.1. Understanding Capacity Development:

Recently here has been a spurt of literature on participation and capacity development
with a focus on the nomgoverrmental organization sectoHowever, here is a need to

step back and understand the requirements of capacity development in our times. The
shift from a supply driven model tonaapproachthat focuses on demand driven,
inclusive democracy and local empowent is dependent on institutions and capacity
that can help manage this transitioBuilding local capacity and understanding its role in
development has been influenced by existing ideas ranging from social movements,
empowerment, participation and themportance of civil societyThe critical link
between knowledge, empowerment and social transformation was made in the work of
scholars such as Paulo Freiess early as 197@&nd has inspired a whole generation of
academics and activists in the developigg2 NI R® CNBANBQa O2y O0SLid
provided a road map for social power to political power. The foundation for social power
to transform into political as well as executive power was laid down in the literahate

is nowpopularly called sociabgpital.

Paulo Freire poirgtout that the process of learning is deeply political, for education can
help liberate the oppressed. Other scholars like Robert Chambers believe that the
people know their problems and pathways to the solutions; hence it istbesmpower

and involve them in the process of development. A RWSS capacity building framework
for local governance needs to combine both the process of liberationttamddea that
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knowledge that is harnessed in people. The centrality of power and tbacgof the
common man that these two scholars capture provide a practical mechanism of crafting
alternatives for greater empowerment. In many ways it links to the suggested solutions
to the problems in development, reflected in a genre that comprisesvibeks ranging

from Mahatma Gandhi, Samir Amin, Alfred Schumacher, Ivan lllich and Amartya Sen
among others.

There have been many critiques on Freriean methods of conscientization or awareness
creation that we need not dwell on here. For the moment leidentify three significant
contributions to capacity building and empowerment for development that Freire makes
(i) the experience and knowledge of learners is crucial, (i) awareness, learning, self
esteem and the capacity for political action are mutyakinforcing, and (iii) the poor

and the marginalized have the right, and capacity, to organize and challenge authority to
create a just society. Similarly, the work of Chambers preadgitical understanding of

() the role of the professional idevdopment, (ii)the beneficiariesof development and
those who are excluded, and (iii) how development impacts on the environment and
peoples livelihoods. Techniques such Raxticipatory Rural AppraisaPRA helps to
identify people whose capacities ne&al be developed and the mechanism of resource
use that can enhance productivity, sustainability and equitilese mechanisms of
mobilizing and understanding social reality is the road for political paywarallenging
authority as per Freire and craftingternate development paradigms that challenge
existing social relations according to Chambers.

In Cambodiapolitical power has now been given to the peopie the subnational
government. These institutions provide an opportunity for emancipation through
democratic voice and a productive use of their knowledge through their participation in
decision making. However it needs to be seen how people use this democratic structure
for their empowerment and to craft alternative development paradigmewards tls

end there is a need for capacity strengthening at the local level in terms of crafting
democratic institution, enhancing human resources and evolving mechanisms for hiring,
retaining, partnering and contracting highly skilled professional capacity ashee
needs of the local government. Such capacity development has hitherto only been done
in a project mould in a sector or acressctors in a limited geographical region by select
NGOs, multilateral, bilateral agencies and government programs. As ithereeed to

take such interventions to scale, these existing mechanisms of capacity building need to
change.

6.2. Building institutional capacity for scaling up capacity
development:

While there is much to learn from some NGO led participatory and empowering
methods, a local govament centric capacity developmemhodel requires a different
focus. It enables the conduct of a local democratic process, one that sitdlages
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governanceof certain constitutionally defined subjects at the local lelllike many 6

the existing micrescale approach to capacity building, there is a need for a fresh
approach given the enormity of the task d¢dcal governance A RWSScapacity
development approach would necessarily have to be built on the existing micro
approaches, butvould need to be scalable as a macro approach. Towards this end the
institutions of local governance need to be built and empower institutions and capacity
that focus on democratic and devolutionary development.

There is a need for far reaching changeshe supply side management of capacity
development including partnerships with NGOs, the private sector and professional
networks for development. The supply side also requires capdeiglopmentin order

to meet the changing needs of time and theseai need to devise mechanisms by which
they can meet the enhanced requirements. For some emerging needs training
institutions may not have the capacity, and for some they need to reform themselves
such that theycan be accountable to the provinciabuncit as well as the district
councils, commune councils and WSUGs/en that those who are being trained also
have the authority for decision making in certain matters, there is also a need to pay
attention to the demand side of the capacity requirement, \wdigy localconstituents

can articulate their capacity needs and demand services from training institutions and
networks that they can tap into.

Ultimately the issue of capacity support should not be restricted to only a technical
approach of strengtheningapacity of local governments. A capacity programme should
also be aware of the political economy in which it functions and identify key
interventions specific to local conditions to sustain the process of devolution.
Decentralization constitutes an ingttional change that is conducive to expanding the
representation of those who gain from reforms. These emerging beneficiaries need to
form political alliances to counter the centralizing forces in the society. At the same
time, instead of treating the etwhile beneficiaries as foes they need to find
mechanisms by which they could have fruitful political and economic relationship with
the losers of the reform process as well. A capacity building program that is unable to
resolve the conflicts among key ac$ and agencies would not be able to achieve the
desired outputs of the decentralization process.

6.3. Empowering Local Institutions: Investing in Networks for
Development

Knowledge and learning have become the new strategic imperative of organizations. The
current environment for organizations is one that is characterized by uncertainty and
continuous change. This rapid and dynamic pace of change is forcing organizations that
were accustomed to structure and routine to improvise solutions quickly and correctly
To respond to this changed environment, organizations are moving away from the
structures of the past that are based on hierarchies, discrete groups and teams and
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moving towards those based on more fluid and emergent organizational forms such as
networksand communities. These strategic knowledge initiatives are ushering in a rich
array of opportunities for applying Organization Development expertise.

A certain type of community, the Community of Practice (CoP) has been identified as
being a group whersuch types of knowledge are nurtured, shared and sustained. CoPs
are groups or teams of individuals working in pursuit of common goals and linked by
common interest and challenges. The ability to efficiently share information, skills and
insights within hese groups helps maximize knowledge transfer, build trust and further
innovation. However, in practice, much of what is called knowledge management is
often little more than information management with the use of information technology.
More recently, thee has been recognition of the importance of subtler, softer types of
knowledge that needs to be shared.

It is important to make a distinction between knowledge and information at the outset.

While web managers and coordinators would like to see infornmagwocessing as
knowledge, academics and practitioners would defer with such a definition. Knowledge

and learning are social in nature and are dependent on human cognitive structures that

give data their meaning and value as information. Hence knowledgeotabe
transmitted like information, but must be recreated by individual minds. Knowledge is
020K G OAG YR SELXAOAG® ¢ OAG GKFEG NBAAR
and learning. Explicit is that which gets deliberated, debated, docueterdnd
communicated. Academics and development practitioners would like to say that there is

no knowledge outside of people. Externalized knowledge is only information.
Knowledge, as Freir@nd Chambers haveointed out, can be empowering and result in

sodal change. Knowledge management therefore needs to quickly move from an
emphasis on technologies and databases to an appreciation of how knowledge is
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communities that create it, itan only be managed by them and not by any professional

or hierarchical structure.

Ny

6.4. Institutional Design for Capacity Building :

Hence, any local government centric capacity building initiative hashii its focus
from training toall four of the followng:

1 Policy Facilitation

1 Knowledge Generation
1 Capacity Development
1 Implementation Support

While it would be easier to identify activities only related to training, there is a case for
adopting an integrated approach. Capacity development without paigyport would
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be weak, uncertain and unsustainable. Capacity development is also critically linked to
knowledge generation. As knowledge is generated or produced in practice, there is a
case for nurturing communities of practice in the water and sanitagector. Further,
training and implementation needs to be linked to ensure that a task has been
completed, but also has delivered better outpuWithin this broad matrix a integrated

and demand driven capacity building plan needs to be built that nétsuengthens the
RWSS sector but indeed the D&D process of the RGC.

The question of capacity building is beginning to be discussed and debated in the region
as national governments are awakening to its need in a context of neglect by most
provincialgovenments. As pointed out, he concept of capacity is not just the use of
human resources and their management, but also includes questions of strategic design
of institutions and involves a process of facilitating and managing relationships with
professionagroups and individuals who can assgb-nationalgovernments to perform

their mandated functions. Hence, a capacitgvelopmentprogram needs to ask the
guestion as to how one can create institutional incentives that address concerns by
providing democatic values that endeavour towards greater equity, accountability and
efficiency.

Capacity demand follows from devolution to local governments. This would generate
different demands for capacity needs that can be addressed by a capacity building
framework Sucha capacity building framework for local governments can have four
components: (i) supply structure, (ii) demand mechanism, (iii) incentive structure, (iv) a
monitoring and evaluation mechanism, and (v) harnessing networks for cap@ajply
Strucure: As local governments may not have even the initial capacity required te start
up their functions they may need capacity inputs by specialised training institutions. As
is usual for participatory projects, following an assessment of existing capauity a
requirements of capacity, a targeted implementation of capacity is provided. These are
usually in the form of mechanisms to create statutory systems like administrative and
budgetary procedures that local governments need. Apart from creation of tgainin
materials, training of trainers, modules and creation of specialised institutions this
mechanism also comprises of mobile teams of specialists in the form of NGOs who are
available to support clusters of local governments to plan, design and estaldigmsy

of managementDemand MechanismAs local governments begin to manage their own
affairs, the politicians and officials will discover the need to build additional capacity as
per their specific requirements from time to time in different arenas. Asitgg this
additional capacity provides an opportunity to local authorities to access capacity from
different institutions.Incentive StructureA fiscal reward system is critical to incentivize
the capacity process. If the central and state governments gnconditional grants to
local governments then the local government functionaries would not have any
incentive to invest in capacity. On the other hand, if fiscal transfers are limited to
investment in capacity, outputs and outcomes then it would haymositive impact in
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building capacity.A Monitoring and Evaluation SysterSuch a system would be
designed not only for capacity building, but also for the decentralisation process as a
whole. Such a mechanism would provide information on the functionih¢he local
government structure and point to the need for any changes in the institutional design
to consolidate the decentralisation procesklarnessing NetworksDeveloping and
accessing specialised networks to facilitate ideas, information, forge gatiips and
analyse projects.

With respect to training courses for local government functionaries to build managerial
capacity, the distinction between a supply driven (i.e. a didactic way of teaching based
on a oneway communication between teacher andudent) and a demand driven
capacity building programme is an important one. A lot of training programs have to be
provided in the traditional supply driven manner. Yet if the objective of capacity building
is to ensure that in time people as 'subjectsliviie transformed into ‘citizens' then
designing a capacityevelopmentprogramme that treats them as students and subjects,
as has been done in traditional training programmes for local government functionaries,
may not be the right approach. There iseed to create a mechanism that gives a voice
to the trainee and the local government representatives need to find themselves on the
board of the training centres. This will ensure that there is a regular assessment of
training needs by local government megentatives on the basis of their own
assessment and of their requirements from time to time.

There is also the issue of capacity and incentives for better outputs in training
institutions. Asmost training institutionsare run in a centralized mannerefr ability to
enhance capacity for decentralization is questionable. At the cost of sounding pedantic it
may be said, one may be risking the success of the decentralized governance structure
by entrusting the responsibility of building the capacity focdb governance to an
agency that is responsive to the centre. Following the traditional path of sourcing a
training institution would ensure that one follows the dictate of a monopoly service
provider of socially based training. The human resource requergnito manage the
process of decentralization is enormous and such capacity may not be available in one
training centre. The human resource capacity in specific institutions limit the quality of
training that could be provided by them. Hence there is aché® form innovative
mechanisms to ensure thdtaining institutions form partnerships with a network of
institutions, by contracting capacity, and other such mechanisms that are not
traditionally available to them. Ultimately state institutions will ohlgve an incentive to
sourcein capacity and deliver better outputs if they realize that their monopoly to these
capacity building funds is threatenetihere is a need to put in place amovative
incentive and monitoring mechanism that addresses some hef human resource
constraints and professional inefficiencies of training institutions.
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7. Conclusion

The transition from a centralised structure to a decentralised one is going to be a long
processAs mentioned at the start of the papdd&D for RWSIS achallenge that has to

be supported by an enabling environment at the national level, particularly by the
NCDD. While the 10 year National Program for-Sabonal Democratic Development
would provide an enabling framework towards D&D, certain processesl ie be
urgently put in place:

- adedicatedfiscaltransfer systento sub-national governments
- achallenge fund for central ministries to assist in the transitoards D&D

- clarifying and making robust the planning mechanisso that funds are tied to
the local planning process

- institutional development to facilitate functional transfer

- preparing a comprehensive capacity development framework
- clarifying new accountability rules

- managing the political economy of change

- embarking on a year long processfagilitate an understanding of change and
managing the process
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Annexure 1 : Matrix for Understanding MRD RWSS Functions at National / Select Provincial Level

Name

Gender

Designation &
Unit

Educational
Qualification
(Doctoral, Masters,
Bachelors,
Technical,
Secondary, other)

Work Experience
(Specify details of
work &

employer)

Number of
Years in
Present
Department

Training
Undertaken
(Specify
details)

Job Description
(Functions
performed in
department)
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