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1. Message from the Basin Leader  
 

This year the key word to describe the work of the Ganges Basin Development Challenge 
(GBDC) is ‘potential’. The Challenge comprises five related projects (G1 to G5) whose 
research teams have emphasized the huge potential for significant improvement in 
cropping intensity and diversification of the agricultural systems under study.  

The team in project G1 has set out to gather information on current land use. This has led 
to the publishing for the first time in Bangladesh of seasonal rice maps, which will give 
researchers and agriculturalists an understanding of the areas where the most can be made 
of land resources. The maps are the starting point for science-based activities for the 
selected polders (riverside embankments) in rural Bangladesh. 

The soils in the coastal zone are prone to high levels of salinity. Farmers there have 
traditionally shied away from growing rice due to the inability to yield a worthwhile 
harvest, and have focused primarily on shrimp and brackish water aquaculture. But rice is 
fundamental for their food security, and the team in project G2 has successfully 
demonstrated improved rice varieties that can double the yields that farmers currently gain 
with their local varieties. 

There has been major progress in the G3 project, which has focused on community-based 
water management. One recurrent concern raised was the of lack sustainability of projects. 
Historically a donor-funded project has introduced new ideas and trained communities to 
adopt them. But after a few years there is a rapid decline in community participation and a 
consequent decline in infrastructure. This is the case with much of the polder infrastructure 
in southern Bangladesh, which is in disrepair. Herein lies an opportunity to adapt polder 
design to serve multiple functions of water management – with modifications to include 
restricting tidal water surges and combating any negative aspects of climate change, thus 
improving livelihoods.  

The members of project G4 seek to underpin this work by understanding the hydrological 
situation of the coastal zone. Through collaborative participation with stakeholders the 
team has nominated the key external drivers that are influencing the region, such as 
changes in transboundary flow (between river and sea), growth in population, changes in 
water management practices and changes in the way the land is being utilized. 

The message from all these outcomes from the GBDC partners is that, with the introduction 
of better water management and effective flushing of salt from soil, agricultural systems 
can gear up to switch between fresh water rice production and brackishwater shrimp 
culture. The stage is set for year-round agriculture. 

Partner collaboration in the early stages of the GBDC has been an essential component to 
the success of this initial research stage and problem identification. The work of the G5 
project team has helped to coordinate the diverse human resources that have been 
available through partner organizations, both within the CGIAR and with other local partner 
organizations in Bangladesh. The resultant dynamic working structure within and between 
the five subprojects has improved the outcomes and outputs of the first 12 months. 
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2. Background to the Ganges Basin Development Challenge 

Origin and goal of project 

This Challenge is one of a number of initiatives underway through the CGIAR Challenge 
Program on Water and Food (CPWF). The brackish water coastal zone of the Ganges Delta is 
home to some of the world’s poorest and most vulnerable people, whose livelihoods are 
exposed to tidal surges, increasing surface water salinity and a rising incidence of severe 
cyclonic storms. With the aim of improving the livelihoods of Ganges coastal zone farmers in 
Bangladesh and West Bengal India, the five projects comprising the Challenge are focusing on 
areas where there is already some level of water control, especially within the polders of 
Bangladesh but also extending to areas outside polders in India. The goal of the Challenge is to 
reduce poverty and improve livelihood resilience by better utilizing the brackish water of the 
coastal Ganges – through improved water governance and management and by intensifying 
and diversifying agricultural and aquaculture systems.  

Outline of activity 

The research activities are divided into five inter‐related projects that each focus on a specific 
objective: 

Project G1: Resource profiles, extrapolation domains and land‐use plans; led by Dr Andy 
Nelson, IRRI  

Objective: To establish a geo‐referenced data base for the coastal zone of Bangladesh and to 
facilitate out‐scaling of technologies though identification of their target domains and land-use 
planning.  
Description: There is a lack of harmonized, integrated geo‐referenced natural resource and 
socio economic data for the Coastal Zone region of Bangladesh. This project is compiling data 
on the target zone’s natural resource profile (soil, water, weather…), which will be accessible to 
stakeholders and other projects within and outside the Program and thereby act as a 
depository for resource information. 
 

Project G2: Resilient intensified and diversified agriculture and aquaculture systems; led by Dr 
Liz Humphries, IRRI  

Objective: To develop and introduce resilient agriculture/aquaculture production systems in 
the coastal zone for the benefit of small farm households. 
Description: Previous research indicated that agriculture and aquaculture production in the 
brackish water coastal zone can be further intensified and diversified. This project will augment 
previous endeavors in looking at cropping intensification and diversification as means to 
improve people’s livelihood in the coastal zones of the Ganges. 
 

Project G3: Water governance and community‐based management; led by Dr Aditi Mukherji, 
IWMI 

Objective: To improve water governance and management for resilient production systems. 

Description: The project seeks to identify the best methodologies for improved community-
based water and polder governance to allow sound community decision-making to serve the 
needs of small-scale producers. The intention is to improve the institutional arrangements for 
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water management, especially in respect to empowerment of women and other disadvantaged 
communities. 

Project G4: Assessment of the impact of anticipated external hydrology changes on water 
resources of the coastal zone; led by Dr Zahirul Haque Khan, IWM 

Objective: To assess the impact of anticipated external hydrology changes on water resources 
in the coastal zone of the Ganges. 
Description: The project seeks to identify the key drivers of change in the hydrology of the 
system. It is also determining the effects of anticipated changes on flooding, submergence, 
salinity intrusion and water availability in the coastal zones, and the implications to adaptation 
strategies for different anticipated scenarios. 

Project G5: Coordination and change‐enabling project, led by Dr Nowsher Ali Sarder, WorldFish 
(to March 2012)  
Objective: to enhance impacts through stakeholder participation, policy dialogue and effective 
coordination among other Government, NGOs, CGIAR and donor-sponsored projects and 
programs in the GBDC research program 
Description: This project acts as ‘interface’ between the Program and a variety of existing and 
potential stakeholders, ranging from farmers, local and national government, local and national 
institutes and a range of policy makers. 
 

Timeline of expected outcomes and impacts 

It is envisioned that after 10 years the program products will reach 1 million households (HHs). 
The teams plan to accomplish the following: 

Livelihood 

 Reduce food-insecure HHs by 50%; increase HH income by $200/year 

 Empower disadvantaged groups and women through improved income 
• Improve nutrition and lift involvement in community decision-making 

 Create jobs: increase average days of employment by 50% 

 Increase resilience (farmers have greater ability to cope with vulnerability) 

 Reduce food-insecure periods by 50% (while also enhancing nutrition and health) 
 

Production 

 Increase annual agricultural/aquaculture outputs by 50% 

 Increase number of HHs that have two crops/year by 50% 

 Diversify 50% of HHs into high-value non‐rice crops and/or aquaculture (example 
shrimp/fish) 

 Increase income from ‘homestead’ farming systems by 50% 

Environment 

 Increase input efficiency of production system by 30% 

 Establish production systems with reduced negative externalities and greater resilience to 
perturbations (including climate change) 
 

Policy 

 Ensure better implementation of policies, especially on water management 

 Oversee effective co‐investment on resource management 

 Establish coherent cross sectoral policies on water 
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3. Ganges Basin at a glance 
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4. Programmatic achievements in the last twelve months  
 

4.1: G1 Resource profiles, extrapolation domains and land‐use plans  
 
Cultivating better use of land and resources, the Ganges Basin Development Challenge (GBDC) G1 
project focuses on the extrapolation of land use. The research team is profiling the resources to glean 
insights into the future success of rice, fish and the complex variables that play a role in the seasonal 
cycles of water in the Ganges Basin. Project Leader, Dr. TP Tuong explains: “One of the fundamental 
components of data that we need is the present land use, as a benchmark for predicting the future land 
use”.  
 
It is with a future of better yields in mind that G1 members embarked on their collaborative research 
expedition in selected polders of rural Bangladesh, believing that “by using our science, by using our 
knowledge, we see that better yields are possible”. 
 
For the first time in Bangladesh, seasonal rice maps were published to give researchers and 
agriculturalists an understanding of the areas where the most can be made of land resources. Tuong 
was excited by the prospect of mapping seasonal rice variations, and commented: “Quite surprisingly 
we don’t see any published maps of the rice data or the land-use mapping”. The maps made over the 
last 12 months were of medium resolution, and were the starting point for science-based activities for 
the selected polders in rural Bangladesh. The next step is to take this further, identifying the key role 
that these maps play, and in 2012 produce high-resolution maps. 
 
Through collaboration with research partner organizations and other Ganges Basin projects in the 
GBDC, outcomes were greatly improved, as was the speed of delivering new findings. “It is very exciting 
that we have good communication between different sectors in the project, and the work that is done 
by our partners helps us to strengthen our beliefs,” remarked Tuong. Project collaboration between 
these research partners means more data and more shared experience to overcome the challenges 
placed on the project; their primary partner within the GBDC is the G3 project on water management. 
 
Monitoring the salinity of river water and the soil is a primary concern when cultivating rice and 
shrimp/prawn or fish aquaculture. In the past 12 months, the Ganges Basin 1 project set up salinity 
monitoring stations around the selected polders and conducted regular monitoring of the salinity to 
better understand the salinity fluctuations in the water and soil. The scientists have proven that they 
can intensify the land use; using these results they can then see what areas are similar to these polders 
and then map the areas that can be intensified in the future. By understanding these fluctuations they 
are able to predict the future implications and expected yields for crops that are planted within these 
and similar polders, and to provide guidance about when to plant crops and what varieties to select.  
 
In the past, land was left fallow because of the misunderstanding of these sets of data, but with this 
knowledge the intensification of farming can be improved. It has been discovered that leaving the land 
fallow increases soil salinity, but with properly selected crops the team was able to reduce soil salinity. 
“There are methodologies and techniques available to suppress the salinity in the soil and make it 
cultivatable. These are still preliminary findings derived from one set of solid data on fallow land, but 
we hope to generate more data on cultivated land,” said Tuong. “The second part of the monitoring is 
to help develop a strategy for particular polders, so that later on we have the means to help people 
develop a detailed cropping system and a detailed land-use map. The science is in common use in other 
parts of the world, but to date it hasn’t been applied in Bangladesh,” he concluded. 
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4.2: G2 Resilient intensified and diversified agriculture and aquaculture systems  
 
The Ganges Basin Development Challenge (GBDC) G2 project is focused around improving the 
profitability and productivity of agricultural systems in the Ganges Basin in Bangladesh, while making 
them more resilient to climate change and the natural disasters that frequent the coastal regions. Like 
in the majority of Bangladesh, water management plays a critical in the overall productivity of the land 
and sown crops.  
 
The coastal region is particularly prone to natural disasters and high salinity. As explained by Dr 
Manoranjam Mandul, IRRI research scientist: “In the coastal region the cropping intensity is low, the 
use of crop varieties is traditional, so there is a chance to increase the productivity from this region.” 
 
The high salinity causes problems for the production of the most commonly consumed food in South 
Asia – rice. “Rice is fundamental for food security, it’s the main component in the peoples’ diet, and if 
they can’t grow it they have to buy it. There’s a deficit in rice production in the coastal region,” says Dr 
Liz Humphreys, G2 project leader. She adds, “There are now improved rice varieties that can double the 
yields that farmers presently get with their local varieties. They have tolerance to prolonged periods of 
deep water and to high salinity. The issues are different in different parts of the coastal regions, but in 
some places we need tolerance to both of those problems.”  
 
Manoranjam explains: “We need year-round production because we know that our land is scarce so we 
cannot afford to leave land fallow in any season if it usable.” 
 
Much of the agriculture population in the coastal region has traditionally shied away from growing rice, 
due to the inability to yield a worthwhile harvest, and has focused primarily on shrimp and brackish 
water aquaculture. Liz explained that as part of the G2 research, they’ve setup field experiments and 
demonstrations: “We have shown local farmers that our rice varieties perform much better than theirs, 
and when they grew them they got instant results last season in all polders. Other farmers come and 
have a look and they want to get seed of some of those varieties, and they will grow those varieties 
next year.”  
 
The GBDC researchers have shown leadership in the field, which has encouraged further community 
engagement with the project. It is through the introduction of new rice varieties that can be grown in 
more saline conditions that farmers and their families will become self-sufficient with rice production.  
 
Although it is still early days with the project and research activities, the team working on the G2 
project is excited about the future potential of the research. It is through improved rice varieties, 
coupled with brackish water aquaculture that the highly saline regions will grow. “We’ve already got 
findings coming out of the data; those who are able to practice brackish water shrimp production seem 
to be much wealthier than farmers in polders where they can’t practice it,” added Liz. 
 
She concluded: “Although it’s really good for farmers’ incomes, in some polders brackish water 
aquaculture has been banned because of fear of environment degradation. In fact they’re denying 
themselves the opportunity to greatly lift their incomes. We intend to show them that by proper 
management they can have the best of both worlds – aman rice and brackish water aquaculture in 
sequence.” 
 

4.3: G3 Water governance and community‐based management  
 
The G3 project of the Ganges Basin Development Challenge (GBDC) is looking at community 
involvement in management of water resources and asking questions such as, under what conditions 
community management works best, what are the constraints that they face and what kinds of policies 
and institutions are needed to foster community management. To answer these questions, G3 is 
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conducting large, qualitative field studies in several locations in the coastal areas of the Ganges Basin.  
 
A key finding is that community involvement is now a mainstream paradigm in Bangladesh, so no one 
really questions this as a policy. The challenge however is sustaining community involvement after 
completion of government or donor aided projects. Dr Aditi Mukherji , the project leader explained: 
“What keeps coming back is the lack of sustainability of community participation. A donor-funded 
project comes in bringing training for communities. It does a good job, but after a few years we see a 
rapid decline in adoption of the new practices by those communities and a rapid decline in the 
infrastructure. This is a ‘project syndrome’ that we’re seeing.”  
 
This is an area with potential for dramatic improvement, and with the engagement of key stakeholders 
within the government sector there is opportunity for real change and improvement in how existing 
and future projects are managed. Aditi continued: “The most positive indicator is that at government 
level we’re seeing willingness to work with communities and with researchers like us; they’re willing to 
give us time, and we’ve been able to talk to the very top level.”  
 
Through the collaboration with government stakeholders and other projects within the GBDC, they are 
able to reach a larger number of people, and return results and impacts relatively quickly. Research and 
data collected through the GBDC projects are already proving very useful. “Collaboration and 
participation are very important, for instance with the mapping work provided by G4. I can now take 
those maps back to our communities and suggest we look at growing rice instead of culturing brackish 
water shrimp, because the salinity is so low during the wet season,” said Aditi. 
 
The gender dimension in Bangladesh plays a critical role in planning for success of most projects in the 
future, and the G3 is committed to engaging the female population to augment the future potential and 
growth in the rural coastal areas. This is a significant component and is new for Bangladesh. Aditi 
explained: “We’re collecting gender-disaggregated data, so we are meeting separately with female-
headed households. These data will take a major part in initiating our different approach.” 
 
Finding ways to improve the conditions in rural Bangladesh in the future is of high importance. The plan 
is to get away from this identified ‘project syndrome’ that plagues many development efforts around 
the world and is certainly rampant in development hotspots like Bangladesh. 
 
“The crucial and key issue is this problem of deferred maintenance. The G3 project intends to identify 
incentives to keep up the maintenance on the infrastructure, and then align the incentives to continued 
infrastructure maintenance,” Aditi said. “There is now a total buy-in, with community involvement. No 
one is resisting it anymore but the actual modalities vary, and that is where G3 can come up with 
practical recommendations,” she concluded. 
 

4.4: G4 Assessment of the impact of anticipated external hydrology changes on water 
resources of the coastal zone  
 
The people of the coastal zone in Bangladesh must deal with some large environmental challenges in 
pursuing their livelihoods. However with proper research and implementation there is great potential 
for improvement in utilizing water resources. Impact assessment tools can assist in the process.  
 
The Ganges Basin Development Challenge (GBDC) G4 project is assessing the external drivers that 
create the identified problems. The initial 12 months of the project have built a solid foundation for the 
future of the project and for optimizing the impact that the project has in the coastal zone.  
 
Dr Zahir Haque Khan, project leader of the G4 project explained: “If we look at the coastal zone of the 
Ganges Basin, we know it is a disaster-prone area. It has experienced countless disasters – storm surges, 
drainage congestion, siltation and salinity intrusion happen over and again. But there is good news: this 
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area also has huge potential to intensify the aquaculture and agriculture sectors.” 
 
Improving the cropping and outputs of the small-holder farms is of primary concern. “Based on our data 
and information we have identified the huge potential to intensify cropping – with yields up 100–300% 
in the low salinity level,” said Zahir. “This is has been identified using fresh water and salinity zoning 
maps that extrapolate the areas where certain types of agriculture will thrive. On such a map we locate 
the problems of the siltation and the inadequate number of regulators; we can plan and improve the 
drainage system and water management infrastructure.” 
 
However, a further concern that needs to be monitored and factored into the equation is the 
transboundary flow of the Ganges River and changing water courses of the tributaries. This is an 
ongoing issue that will continue to plague the coastal zone of Bangladesh, but with correct 
management and the right government policies can be overcome. Through collaborative participation 
with stakeholders the G4 project team has projected the key external drivers that are influencing the 
region – such as changes in transboundary flow, population growth, changes in water management 
practices and changes in the way the land is being utilized.  
 
Zahir continued: “The partners gave their views based on their knowledge and experience and we in 
turn shared our own. Between us we could come to a final assessment of the problems and determine 
what sort of technology we need to address the effect of external drivers.” 
 
“We wanted to come up with the external drivers in a participatory way, to ensure that we defined real 
external drivers with optimum potential for impact. These are not just the views of the G4 project but 
also the other partners.” 
 
While the overarching issues are challenging, there is an excitement that transcends the G4 project and 
adds to the positive outlook of the GBDC as a whole. This has been cultivated through the collaborative 
process of professionals from all disciplines and with diverse backgrounds. 
 
“The achievement that is most noteworthy is the partnership building that has developed. It has 
flourished in this project; we can involve different disciplines and institutions and use their knowledge 
and experience to facilitate the search for solutions to these problems. It’s an integrated approach,” 
explained Zahir. 
 
Zahir is convinced of the need to institutionalize the approach and continue it into the future. He 
believes that it lays the foundations for attaining real, achievable outputs that can be implemented for 
the welfare of the target population, and will seize the opportunity to ensure that whatever comes from 
the research will quickly lead to outcomes. 
 

4.5: G5 Coordination and change‐enabling project  

The G5 coordination and change‐enabling project developed its role as the management team presence 
in the Ganges Basin for the Challenge Program on Water and Food (CPWF). It put processes in place to 
build its overview function to ensure all projects are progressing satisfactorily and integrating well in 
areas of common interest.  

As the projects progress, members of the G5 team will play a vital part in enhancing the impacts of the 
project cluster. They are there to manage stakeholder participation, policy dialogue and effective 
coordination among other Government, NGO, CGIAR and donor-sponsored projects and programs in 
the GBDC research program. A second responsibility is to contribute to  out scaling for development 
impact on the ground and up scaling through policy advocacy for improved future uptake of 
technologies and knowledge. 

This project thus acts as the ‘interface’ between the CPWF and a variety of existing and potential 
stakeholders – ranging from farmers through local and national government, local and national 
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institutes and a mix of policy makers. 

Launching and inception workshops were convened in June and October/November 2011. They brought 
together as many team members as possible from GBDC projects, also key members of the public and 
private sector with an interest in the research from a range of perspectives. Common understandings of 
individual project research plans, inter-dependencies, personalities, partners, limitations and 
opportunities all helped to build a team approach to the BDC, along with some level of knowledge by 
those not intimately connected with the BDC.  

Network mapping coordination workshops were held in Khulna (January 2011) and Barisal (February 
2011) to help identify a strong network of influential players who can help the G5 efforts in turning 
GBDC research outputs into outcomes. Scaling up and out, as well as discussions on financial support 
that may be required to leverage greater uptake, were all part of the workshop sessions.  

Practices of the adaptive management system were implemented during the year through bi-monthly 
coordination meetings, reflection workshops and meetings to refine BDC reporting requirements. An 
Adaptive Management Guidelines document was finalized and made ready for release to project 
leaders and the broader CPWF community via the G5 wiki. The guidelines provide a succinct description 
of the monitoring and evaluation (M&E) process of the CPWF and links to adaptive management 
practices. 

The Communications Strategy of Ganges BDC is has been distributed to BDC projects and the 
Communications Coordinator is working with Project Leaders to focus target audiences and products. 
Research progress is shared among the BDC projects at regular coordination meetings convened by G5. 
GBDC activities have been aired by a local TV channel, and videos on field activities have been 
distributed to all BDC projects for use in up-scaling messages about the technologies being generated. 
Plans are advanced for uploading relevant information and publicity material onto the Ganges section 
of the CPWF web page.  

Gender mainstreaming geared up, with recommendations to all projects on where to adjust work plans 
to improve gender perspectives. An analysis of needs is underway, and this will be followed by training 
for those involved in the mainstreaming process. 

 

 
 

5 Research highlights 
 

Research highlight Significance for achievement to BDC objectives (i.e., 
outputs, outcomes) 

1. Identification of cropping adaptations 
already underway by farmers.  

Greater availability of fresh water to intensify 
cropping systems beyond expectations. 

2.’Deferred maintenance’ issue of polders. 
Donors, governments and communities all 
face ‘perverse incentives’ vis a vis 
maintenance.  

Rehabilitation of polders is necessary for adoption of 
intensified cropping systems. Polders need to be 
reconfigured from their original role of saline water 
control to that of increased food production ability, 
meaning that in some cases the intake of saline water. 
Need to realign incentives to deal with maintenance. 

3.Planning to produce land use maps 
fundamental to solving conflicts.  

Zoning of polders, at regional and polder level to solve 
conflicts between high and low land and between 
agriculture and brackish water aquaculture. 

4 Preliminary results from homestead survey 
reveal the importance of homestead economy 
(+- 20% land use area) that should be focused 
on.  

Increased focus on homesteads, especially on the 
livelihoods.  

5 High yielding short duration aman rice 
varieties could roughly double yield with good 

Positive for intensive cropping systems introduction.  
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management practices in two polders.  

6 Informal structures and systems are as 
important as formal.  

G3 to explore this aspect of governance and 
management beyond initially thought.  

6 BDC Coordination  
 

 The coherence of the GBDC is well established in some part due to the contracting process 
adopted by the CPWF. However, this is being held together by regular bi-monthly meetings. 
These have, in the past, been attended by representatives of the three projects whose leaders 
are not in the Basin. These meetings have not been entirely satisfactory as project leaders 
preferred to join (in part due to incomplete meeting reports). This is being addressed by using 
an on line conference call facility, webex.com, that enables screen sharing as well as audio.  

 Two Reflection Workshops are held in the Ganges that are timed to coincide with the 
completion of cropping cycles in G2, one of which happily coincides with the Annual Report 
schedule. The field visits that occur at this time are inclusive of all GBDC projects where this can 
be arranged, and are therefore a good opportunity for the Basin (and MT) Leader to explore 
project activities more deeply, including with the farming community.  

 The new appointment of a Basin Leader has provided another outreach opportunity for G5 to 
show cohesion as the TORs and cv of the potential appointee have been shared with project 
leaders, and project personnel will be involved in the ‘in-person’ interview and familiarisation 
schedule prior to any offer being made.  

  
6.1 Inter-project linkages 

 
 
Please discuss any particular successes or issues with these linkages.  How is the BDC dealing with 
scheduling issues? Are there any that you are particularly worried about for the future? 
 

There have been no changes to these linkages. There are no scheduling issues at the moment.  
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7 Meetings and events  
Please list what you think are the most important meetings and events held in the last year from the 
point of view of the BDC 
 

Meeting / event Significance for achievement of project and 
BDC outputs and outcomes 

Report 
available?* 

1. see list in G5 report   

2.   

3.   

* You are expected to write reports (can be in various forms- a formal report, a blog post, minutes, 
photo journals, etc.) on meetings and events organized by the project 

8 Fostering change 

 

There is little political will to ensure or promote success even though issues of agricultural and aquatic 
systems are included in formal planning documents.  There is insufficient cohesion between 
investments of donors. Farmer fatigue is starting to feed into the equation with so many projects 
directed to the same areas. Good quality NGOs to work with in social mobilisation are scarce, and those 
that are good are overstretched.  

 
 
 



  Annual BDC Report 

14 | P a g e   B D C  P R  
 

9 GANGES BASIN DEVELOPMENT 
OUTCOME LOGIC MODEL

G1
Extrapolation 
domains for 

each 
technology

G2
New rice 

varieties & 
suitable aqua. 

species validated 

G4
Identification 

of external 
Drivers  & their 

effects

G5
Established 

M&E adaptive 
mgt. system

EXTENSIONISTS <>FARMER COMMUNITIES<>SEED SECTOR PLAYERS<>NGO<>
MICROFINANCE AGENCIES<>WATER MANAGEMENT AUTHORITIES<>LGED<> 

BWDB<>POLICY MAKER<>CGIAR RESEARCHERS<>NARS<>CIVIL SOCIETY ORGS 
<>Donor

CHANGES IN KNOWLEDGE ATTITUDES AND SKILLS
The benefits and value of new technologies and crop/fish varieties ,  implications of different 

land use plan, understand the key external drivers of change and their impact on water 
resources, understand the role of community in polder management, participatory and 

adaptive management of NRM and strong communication platforms

CHANGES IN PRACTICES
The practical application and adoption of GBDC outputs including high level use of scenario 

planning, tools and effective water governance strategies; improved planning of water 
infrastructure, farm-level use of new technologies, seeds and adaptation strategies; private 

sector involvement in the agriculture sector including information, finance, markets and 
inputs; and improved coordination and communication 

Reduce poverty, improve food security and strengthen 
livelihood resilience in coastal areas through improved 

water infrastructure, governance and management, and 
more productive and diversified farm system

O
U
T
P
U
T
S

O
U
T
C
O
M
E
S

I
M
P
A
C
T

A
C
T
O
R

Land-use plans 
based on trends, 
constraints, and 

interventions

Improved 
homestead 
production 

systems

Produce policy 
briefs & research 

papers on  
"good" polder 

governance

Water 
availability, 

salinity zoning 
& waterlogging
map in present  

& future

G3
Improved water 

governance 
identified & 

strengthened

Basin focused 
communication  

gender 
strategy & 

documentation 

 
Please discuss any notable progress towards achieving the outcomes shown, or any particular issues in 
achieving them.  After 6 to 12 months we expect that much of what you will report will be about building 
the necessary relationships and trust to achieve changes in behaviour. Please include any comments you 
might have on use of OLMs and theory of change in the BDC 
 

The above GBDC level outcome logic model was designed in response to a request from all GBDC 
project leaders at the Reflection Workshop that the OLM be much simplified. It is too early to provide 
notable progress at this point in time beyond that already provided in earlier sections of this report.  
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10 Working through partnerships 

 

Bringing teams together early in the planning process helps build cohesion through trust and 
understanding of where others, and the individual concerned, contribute to the overall goal. To 
promote this there needs to be a stable ‘coordination’ oversight otherwise individuals become 
frustrated and may lose sight of the higher goals. Stability is also required in funding. Within the 
Bangladeshi context linking to networks and stakeholder platforms can be a time consuming process 
unless there happens to be any complementary projects that offer a win win-situation. The project 
based nature of Bangladesh means that networks and platforms and forming and falling apart 
constantly at the end of projects, unless there is a sound economic basis, or other incentive, to remain 
active.  
 

11 Support from CPWF Program 
 

 M&E and Communications support for capacity building of G5 personnel.  
 

12 Response to previous requests to make changes 
Did the CPMT make requests for action in the last progress report?  If so please describe the steps you 
have taken. 
 

What were the requests made in the 
MT evaluation of your BDC Inception 
Report? 

Describe and provide evidence of what you did to fix the issues 

1. Resolve any outstanding personnel 
issues in G5 

The original team has been replaced with new M&E and 
communications expertise. A new Basin Leader is being 
sought.    

2. Find a way of meeting PLs request 
to be included in regular planning 
meetings 

Webex online conference calling to be tested in the next 
meeting. The program enables sharing of documents.  

3. Resolve issue over GBDC Advisory 
Committee to G2’s satisfaction 

Yet to be resolved finally but the TORs have been revised, and 
the potential for a CPWF sub committee to be formed are 
being followed up.  

4.Approve change to milestone plan Approved on 15 December. 

5.Approve a cross-the-board six-
month no-cost extension for GBDC 

Still under consideration (was to be discussed in February) 
with the further issue of funding and integration into CRP1.3.  

6.Respond to MT suggestion above See above.  
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13 Implications for future action 

13.1 Emerging opportunities and risks 

 

Emerging opportunities Implications for future action Output/OP 

1.Integration into CRP1.3 CPWF Sunrise plans initiated  

2.   

3.   

Emerging risks Implications for future action Output/OP 

1.Lack of funding in 2012/2013 Discussion between CPWF and 
WorldFish regarding joint fundraising 
planning needs to commence.  

 

2.   

3.   

13.2 Assistance needed from CPWF Central to the BDC in the next twelve 
months 

Please list assistance the BDC might require, beyond what has already been identified in project report. 
Specify where you think it should come from. 
  

Assistance needed Why is it important? 

None identified at this point in time.   

  

  

13.3 Feedback for improving this reporting format 

Please tell us what you liked and what you think needs to be improved.  
 

none 
 

13.4 Additional comments 

Please provide any additional comments not covered so far but that you wish to communicate to the 
CPWF Management Team. Make confidential comments in Annex 6. 
 

none 
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14  Evaluation of BDC technical projects 
Please evaluate the BDC technical reports on the basis of the evaluation questions given below.  Carry 
out a self-evaluation for your own coordination and change project.  Cut and paste in the following 
symbols to answer the questions.  Refer to Project Progress Reports (PPR) while doing so. 

? = too early to say   = exceeds expectations   = meets expectations  

 = barely satisfactory – good enough not to hold up next tranche payment but there are issues that 

need dealing with by time of next progress report 

 = unsatisfactory -- serious issues exist that require discussion with MT before release of next 
tranche payment 
 

Evaluation questions P1 P2 P3 P4 P5 

Is project research becoming more precise in the research questions it is 
asking? Have research questions evolved in ways that take account of what 
is being learned by basin projects?1 (PPR Section 1.1.1) 

     

Are research ‘best bets’ evolving based on interaction with potential users 
and on accumulated learning by basin projects?2 (PPR Section 1.1.1) ?     

Has project research been of appropriate rigor? (PPR Section 1.1.2)      

Has the project met its milestone obligations, in particular done what other 
projects expect of it? (Section 1.1.3, workbook excel sheet ‘milestone plan’)      

Is the project’s milestone plan for the next year acceptable? Have future 
milestones been adjusted to take account of what has been learned by 
basin projects?3 (PPR Section 1.1.4, 2.2, workbook excel sheet ‘milestone plan’)  

     

Is the project working with suitable partners to meet research and 
outcome objectives? (PPR Section 1.3)       

Has the project done what was asked of it after the last progress report? 
(PPR Section 1.4)      

Is the project striving to achieve developmental outcomes? (PPR Section 
1.2.2 and 1.2.3, workbook excel sheet OLMs OTIBs)      

Is the project providing evidence of early outcomes? (PPR Section 1.2.3.)      

Has the project updated its theory of change in the light of what it is 
learning? (PPR Section 1.2.1., 1.2.2),       

Is the project adapting its work plan to what it is learning? (PPR Section 
1.1.1., 1.1.4, 2.1, 2.2.)       

Is the project financially well-managed (based on summary financial 
statement and what BL knows)? (PPR Section 3., 3.1. and 3.2)      

 
 

                                                
Commentaries: 
1
 Over time, projects should achieve an improved understanding of basin challenges, opportunities to address them, the range of 

possible innovation strategies, their likely performance, and constraints to introducing them. This improved understanding (much of it 
probably unanticipated) may emerge from work within the project, or from other projects in the basin. As new insights accumulate, at 
some point it becomes necessary to re-frame or re-focus project research questions. It is not just a matter of making questions more 
“precise” – sometimes a reformulation is needed. 
 
2
 “Best bets” to refer to innovation strategies (technologies, institutions, policies) that appear to have a relatively good chance of being 

attractive to next users, and to other stakeholders affected by the innovation. Just as research questions should evolve, so should the 
design, shape and selection of „best bets‟. Accumulated learning may come from project research or from research from other 
projects, as well as by “interaction with potential users”. 
 
3
 As learning accumulates and greater insights are achieved, research questions evolve and „best bets‟ evolve. This is very likely to 

result in adjustments to research plans and milestones. We should be flexible in allowing adjustments to milestones – as long as 
these adjustments are well justified in terms of a suitable reformulation of research questions and priorities, and the needs to better 
understand „best bets‟. 
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Justification of scoring: 
--------------------------------------------------------------------------------------------------- 
Q1. Is project research becoming more precise in the research questions it is asking? Have research 
questions evolved in ways that take account of what is being learned by basin projects? 
A:  Projects G1-G4 have slightly revised their research questions to become more targeted. G5 have not 
adjusted the research questions to date.   
 
Q2. Are research ‘best bets’ evolving based on interaction with potential users and on accumulated 
learning by basin projects? 
A: There is evidence that this is the case in all projects other than G1. G1 is too early in the research to 
comment.  G5 is allocated a   as there has been insufficient time allocated to this activity to date, but 
this is expected to be rectified in the near future with the appointment of a new Basin Leader.   
 
Q3. Has project research been of appropriate rigor? 
A:  In all instances the research has been found to be of sound quality as far as the assessors can 
ascertain. This was also borne out in the Reflection Workshop where scientific progress was shared with 
peers.  
  
Q4. Has the project met its milestone obligation, in particular done what other projects expect of it? 
A: Except G4 & G5 other Gs met its milestone obligation. G4 has yet to provide data to G1 on 
transboundary water flows partly because they have yet to receive baseline from IWMI and this is 
causing delays. However this does not appear to be impacting negatively at the moment. G5 has yet to 
finalise the milestones for visioning how to best connect with development actors, and policy advocacy 
plans.   
 
Q5. Is the project’s milestone plan for the next year acceptable? Have future milestones been adjusted 
to take account of what has been learned by basin projects? 
A:  Milestones for the coming year remain as adjusted at the time of the inception workshop. However, 
these may change depending on approaches used for budget reductions.  
 
Q6. Is the project working with suitable partners to meet research and outcome objectives? 
There have been some adjustments in partnerships across most projects in order to rectify earlier 
problems, or, in the case of G3 the withdrawal of SocioConsult, who are  now replaced with a regional 
NGO Shushilan.  
 
Q7. Has the project done what was asked of it after the last progress report? 
All projects have adequately responded to all comments from the Management Team.  
 
Q8. Is the project striving to achieve developmental outcomes? 
Most definitely – this was also very clear during the Reflection Workshop.   
 
Q9. Is the project providing evidence of early outcomes? 
Based on analysis of the OLMs, all projects are providing tangible evidence of early outcomes in the 
form of domain maps, field trials, data collection and reviews, identification of external drivers, 
monitoring of salinity, compilation of polder maps, and various strategies and documents, as well as 
coordination activities.  
 
Q10. Has the project updated its theory of change in the light of what it is learning? 
G1 and G2 have not made changes as they continue to be relevant. G3 has included government and 
donor agencies to better reflect their understanding of issues. G4 has made some slight adjustments, 
along with their OLM plans. G5 has not changed.  
 
Q11. Is the project adapting its work plan to what it is learning? 
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Yes.  
 
Q12. Is the project financially well-managed (based on summary financial statement and what BL 
knows)? 
Particularly so, given that funds were late and partnership signatures were delayed.  
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15. High points, issues and further exploration 

15.1 Project G1 

• At the start of the GBDC we postulated that cropping intensity & diversification in polders 3, 30, 
43/2/F can be greatly enhanced.  Our work in the last year strengthen our belief: there is huge 
potential 

• Good progress is being made on the “soft side” of the community-based water management, but 
“software” alone cannot work if the “hard ware” is out of date – and it is completely out of date.  
Rehabilitation is not adequate, they need to be “redesigned” according to their “new roles”.  

• Roles of the polder have to be revised to serve the new cropping systems, which varies accordingly 
the polders – some cases opposite to their original functions e.g. intake saline water instead of 
“salinity control”  

• More “action research” on “community based water management” is required. 
•  The “real possibility” of increasing cropping intensity and diversification rest on having adequate 

development funds to revamp the water management of the polders.  Great to see many on 
going/being planned work by LEGD, BWDB on the polders. The question is: how we can join hand 
with these GO in their development work?   Is there a role for G5? 
 

• “zonation” (at regional level and within polders) is fundamental in solving conflicts between 
agriculture and brackish water aquaculture as well as between “high land” and lowland. 
“zonation”/land use maps to be developed by GBDC will be useful for the GOB coastal zone 
planning and development. 

• How do we incorporate “community-based” management in to the zoning/land use mapping? 
• Preliminary results from homestead survey reveal the importance of homestead economy 

(homestead area ~ 20% of total land area). There could be a need  to focus more on homestead,  
especially on livelihood of the tenants?? 

• Help farmers to Prepare for “climate change adaptation”. Questions on coping with weather 
variability need to be asked and explored.  

• Questions on access to safe drinking water need to be asked and explored. 
 

15.2 Project G2 

 
Polders 3, 30, 43/3/F 

There is surety that there is a need for:  

 improved polder infrastructure to enable improved water management (inside the polders 
e.g. drainage networks, canal desilting, levees to separate high and lowland, storage for 
irrigation; as well as at the edges (sluice gates, levee repair etc). 

 community/watershed level water management 

 production system zones 

 
Polders 30 & 43/2/F 

There is reasonable certainty that: 

 Introduction of shorter duration varieties needs synchronization planting/varietal duration 
at village level to avoid problem of rat devastation of earliest maturing fields 

 Need for community/watershed level water management to reduce problems of water 
stagnation & to increase availability of fresh water for irrigation in the canals  
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However, there is less certainty of the:  

 benefit of mulching for rabi crops 

 Zero till systems for quick turn around (earlier establishment & reduced input costs) 

 Improved drainage towards end of aman will allow earlier establishment of rabi crops 
(which will be beneficial for winter crops, especially wheat – ACIAR project findings – and 
for earlier establishment of summer/early kharif crops to reduce risk of damage from early 
kharif rains) 

 
Polder 43/2/F 
There is reasonable certainty that:  

 High yielding short duration aman rice varieties with good management perform well in 
this polder (roughly double yield of local variety (G2) ; however this remains to be tested 
under farmer management? 

 There are good short duration Aus varieties available for the region (PN10, BRRI) 

 Suitable productive rabi crops include maize, sunflower & wheat (BRAC, supported by 
results of G2 in relation to sunflower & maize) – much more productive than the low input 
crop grass pea which is broadcast prior to aman harvest 

 Boro rice can be transplanted in first week of November (meaning that it will be harvested 
in time for an aus crop prior to the aman crop, & reducing irrigation water 
requirement/cost of pumping  - G2 & PN10) 

There is less certainty of: 

 Plenty of fresh water all year round in the rivers (G4) 

 Findings 1-3 mean huge potential for double & triple cropping with aus-aman-boro & aus-
aman-rabi (boro crop irrigated, a couple of irrigations for aus, PN10) 

 Few farmers have pumps for irrigating from canals (G2 survey will inform) 
 
Requiring exploration: 

 Potential for gravity irrigation right to farmers’ fields could usefully be explored by G4. 

 

Polder 30 

There is surety that:  

 De-silting of canals will greatly increase ability to store fresh water in the canals for use 
once the rivers become too saline, and thus the ability to grow boro rice 

There is reasonable surety that:  

 Rivers become too saline for use for irrigation in Feb/March 

 High yielding short duration aman rice varieties with good management perform well here 
– roughly double yield of local variety (G2)  

 Suitable productive rabi crops include maize, sunflower (BRAC) – much more productive 
than the low input sesame which is broadcast in Feb/March 

 Boro rice can be transplanted in first week of November (meaning that it will be harvested 
in time for an aus crop prior to the aman crop, & reducing irrigation water 
requirement/cost of pumping  - G2 & PN10) 

There is less certainty that:  
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 A few farmers have pumps for irrigating from canals (G2 survey), a few farmers have access 
to ground water 

 Findings could mean huge potential for double cropping with aman-boro (PN10, G2) & 
aman-rabi  

Requiring exploration: 

 Potential for increasing supply of fresh water to the polder by intake from the top of the 
polder (where rivers may be fresher for longer?) for distribution down the polder 

 Impact of groundwater pumping on the fresh aquifer (drawdown & recovery, salinity 
intrusion) 

 

Polder 3 & other areas with brackish water aquaculture 

Year-round aquaculture 

 There is  huge potential to increase productivity (mostly extensive zero input systems) (G2 
lit. review) 

 Work could usefully be undertaken to research the feasibility and desirability of converting 
back to aman-aquaculture systems (with good water management at the end of shrimp 
phase to enable rains to leach salt). This would require community synchronisation 

 

Aman-shrimp systems 

 There is reasonable certainty that improved salt and water stagnant tolerant rice varieties  
can yield around 4 t/ha at 4-6 dS/m 

 There is less certainty that water management at the end of the shrimp season has a big 
influence on salinity in gher during the rice phase 

 
 

15.3 Project G3 

High points, significant achievements, expectations exceeded 

• “Deferred maintenance” is the key hurdle to long term sustainability of projects 
– Donors, governments and communities all face perverse incentives vis-à-vis maintenance 

• Communities are diverse with different power dynamics 
• Informal structures and systems are just as important as formal structures and systems 
• Just training communities is not enough. 
• Water plus community organizations work better than just water focused organisations  
• Need to re-align incentives of donors, government agencies and communities for dealing with 

deferred maintenance issues  
Already known: 
• SW parts of coastal Bangladesh is a part of an active delta, downstream, is ecologically fragile and 

prone to natural disasters.  
• Global experience of involving local communities in management of irrigation/water resources has 

been dismal  
• The government of Bangladesh has enshrined community management as one of the pillars of its 

Water Policy.  
• While community participation works well as long as projects are funded, they mostly die a natural 

death (or at best remain inactive) after completion of projects.  
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• LGED and BWDB projects incorporate participatory principles, but the way they actually 
operationalize it differs.  

Requiring further exploration: 
• Polders now serve more functions than they were originally designed for, but we don’t know what 

the full implications are 
• We know that there are informal rules and institutions, but not enough how they work 
• We don’t know enough about under what conditions formal institutions like WMOs function well 

and when they do not. 
• We know that conflicts are widespread, especially among “powerful” shrimp farmers and paddy 

farmers, but don’t know how they are resolved 
• We know that LCS are an integral part of implementation of participatory water projects in 

Bangladesh, but not the impact these have on water management and on the poor 
• We do not know enough about the continual problem of “deferred maintenance” and how it can be 

resolved 
• Need to know more about economics of different cropping systems 
• The guidelines for participatory water management make it mandatory to include women in 

executive committee of WMAs and WMCAs. However, we do not know anything about the 
experiences of those women and the impact of their participation on their own lives and that on the 
functioning of WMA and WMCAs. 

 

15.4 Project G4 

 

• Salinity level  remain between 0.1 to 0.2ppt from June to March in the low salinity zone ( P43, P42, 
P41,P39,P44) Huge potential for fresh water irrigation to increase the cropping intensity and 
revisiting and redesigning the khal and gate system 

• In polder 30 irrigation can be provided up to mid February and Boro rice can be grown to some part, 
sub polder can be developed for improved water management separately  for growing 2 rice where 
no rice at present 

• Polder 3, T-Aman crop can be grown because of low salinity from July-to the end of Nov (1ppt 
1.5ppt), there are huge number of informal structure that can be formalized with less number of 
planned structure for flushing and drainage for shrimp and rice as well as safety of the 
embankment, which is the ground reality  

• Drainage congestion has been prevailing in some of the polders in SWR. And solution is feasible to 
remove crop damage and early plantation of crop. Inadequate water management infrastructure in 
P-30 and P43/2f, significant siltation of khals and inadequate capacity for holding water for 
irrigation 

•  There are drivers of change that would have impact on water resources; which has already been 
experienced 

 Requiring further monitoring  to assess the future conditions:   
• Strong partnership has been developed  between national  and internationals institutions to work 

together and sharing knowledge and  experience 
• We are not sure what are the likely /quantitative impacts of drivers or combination of drivers on 

water 
• monitoring of  flow and salinity for more confirmation of present  findings 
• Development of future scenarios based on external drivers 
• Selection of scenarios that are achievable within the project period to assess the impacts and 

devising adaptations  and establishing the  concrete methodology and assumptions 
• Model calibration and validation and simulation of scenarios 
• Assessment of future fresh water resources  
• devising adaptations measures specially for 43/2F polder to cope with the future conditions for crop 

intensification 
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15.5 Project G5 

High points, significant achievements, expectations exceeded.  This is a self-evaluation to help the MT-
lead 

There is a high level  of cohesion and interaction between GBDC projects, and a very good working 
relationship developed particularly with BRAC, a well as other network partners. Given an assured 
funding base and time allocation the GBDC objective has a high potential to be very successful in 
contributing to the improvement of livelihoods in Southern Bangladesh and south east India. 
 
 

 

16. Annexes (attached as separate documents) 

Annex 1: Project 1 Annual Report  

Annex 2: Project 2 Annual Report  

Annex 3: Project 3 Annual Report  

Annex 4: Project 4 Annual Report  

Annex 5: Project 5 Annual Report  

Will be evaluated by MT Basin Lead 

Annex 6: Confidential feedback to the CPMT  

Will only be shared with CPMT 
 
 
 
 
 
 
 


