Chapter 6: Social-Organisational Support 
Trail Bridge Construction  

Trail Bridge CONSTRUCTION  
FOR CIVIL SUB-OVERSEER


6.
SOCIAL-ORGANIZATIONAL-SUPPORT

This chapter deals with the social-organisational-support (SOS) at community and district level along with a method, Participatory Rural Appraisal (PRA) to collect relevant information for the construction of the trail bridge. The following flow chart (Figure 6.1) gives an example of the procedure for a community based bridge implementation project.
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Figure 6.1: Implementation procedure for a community based trail bridge construction.

6.1
Social-Organisational -Support at Community Level

Communities are the most important part of the community bridge building approach. Therefore, it needs to be supported in various aspects. In a way, bridge is serving the local community most, their active participation is the key for successful project before, during and after the bridge construction. This sections deals with these facts in details.

6.1.1
Identifying the Need for a Bridge

The biggest challenge in Community bridge building is the active involvement of the outcome of the existing diverse social awareness as well as the poverty and gender equity consciousness. 

Beneficiaries themselves can best assess the need for a bridge by their Community. The aggregate need for all bridges by Communities in a District may well surpass the capacity, not only of the concerned DDC but also of Community Bridge Program. In order to end up with manageable numbers, the District Council has the responsibility to distribute the need for bridges over several years and to prioritise the bridges, bearing the following criteria in mind:

A. Criteria:

· Purpose of the bridge: Why is a particular bridge needed? For example, for access to: the market, service-centres (e.g. post office, health posts/posts, schools) and farmland or forest.

· Distance gained: What is the walking time saved, if the particular bridge was built? This is measured by asking how long it currently takes to get to the other side, compared to how long it would take if the bridge were not built. The time gained is the difference between these two answers.

· Accidents occurred: How many people have drowned in the last five years?

· Fordability: How many months per year is the particular bridge required for safe crossing?

· Population distribution: The number of households and population the particular bridge will serve. And how is the population distribution percent wise concerning especially the poor, dalit and women? 

· Local commitment: That is the willingness of the potential users to contribute local resources, as well as willingness to assume responsibilities, from site-identification through to the maintenance of the bridge.

6.1.2
Pre-feasibility and Prioritisation

As mentioned earlier, the aggregate need for all bridges by Communities in a District may well surpass the capacity, not only of the concerned DDC but also of Community Bridge Program.  Community Bridge Program's support is, like the support of other stakeholders, limited. It is therefore inevitable to prioritise bridges while observing that the LSGA is followed. Observe that the District Council (DC) is the final authority of a District.  This process is even more important for the more plentiful DDCs to match local needs, as well as to support local stakeholders enhancing their capacities. 

For this process, the following information is vital:

A. At VDC Level (basically for pre-feasibility):

· Need of the bridge: It is important that the bridge site is at a high elevation and of high priority to the concerned VDC(s). This is not only important for the ultimate prioritisation by the DDC, but especially to secure the commitment and participation of the users. Only once commitment and participation have been secured, users will assume ownership. Taking ownership is of the highest importance as it ensures sustained utility and responsibility for the construction as well as the maintenance of the bridge. 

· Commitment of local users: Community Bridge Program exclusively supports the bridge building process ‘from the bottom-up’. Community Bridge Program therefore emphasizes that the commitment of local users is of the highest importance. The impact of this commitment is especially manifested during resource contribution and willingness to bear responsibilities. 

· Resource sharing by the users, the VDC and DDC: This is to ensure a modest commitment from the users in order to insure the aforementioned ownership feeling and a generous financial support from the VDC/DDC this to enhance the sustainability of the programme. Central to the sharing arrangement is that the total is enough to complete the entire construction of the bridge.

· Site location dispute: In case of a site dispute that cannot be solved, it makes no sense to proceed. Therefore it has to be absolutely sure that there is no (lingering) site dispute, hindering the progress of the proposed bridge. To be on the safe side, make sure you get a written consent with signature from the landowner affected by the bridge.

· Technical feasibility: At this stage, it is premature to assess the technical feasibility. However, indicators of a technical feasibility are easy to secure banks that appear to be rather stable; a span that does not exceed 120 m; no apparent landslides. Further elderly local people (preferably over 60 years old) are to be asked about occurrences of high floods and landslides in the past.

6.1.3
UC Formation and Social Organizational Support

The process to prepare and organize the Community with bridge building activities begins once the support of the DDC/VDC is assured. The UC represents the actual beneficiaries and takes the responsibility to construct the bridge. This UC thus plays a central role in the Community. Utmost attention is to be given to its formation, so that both social justice and sound management are ensured.  At least 30% women and a proper representation of marginalized people are to be nominated to comply with the aforementioned principle of social justice. 

This process affects the entire Community including the Ward and the VDC. 

A.  Information of Importance:

· Participation in Meeting: It is crucial that the actual users are present in the meeting, with a minimum of 25 persons from both sides of the banks, including women and marginalized people. 

· Broad based participation: Apart from actual users, the Ward/VDC representatives and the Ilaka Member are also to take part in the decision making process forming the UC. Particular attention is to be paid to the representation of women and marginalized people, often referred to as the ‘unheard voice’. To ensure the unheard to be heard, apply probing methods.

· Popular representation: This implies that users from both banks are represented in the UC, including women (at least 30%) and marginalized people.

· Willingness: The persons chosen for the UC must be willing to take responsibility for the entire process until the construction has been completed.

· Ensure impartiality: Domination by a person or a group of people on whatever grounds (political, caste, ethnicity or gender) must be avoided at all costs while forming a UC.

6.1.4 
Social and Site Assessment

After the UC is formed and the Social Organizational Support is extended, the next step is to carry out a Social and Site Assessment. This process is undertaken to assess the Community’s readiness and the UC’s cohesion and determination to continue with the bridge. The purpose of this process is to reconfirm the community’s willingness to build the bridge and to conduct a detailed survey of the bridge site.

The method for carrying-out the Social and Site Assessment is a Community Meeting of the users. The utmost attention has to be paid to reconfirm the Community’s commitment and willingness as this is the concluding step before continuing with the site assessment, designing, drawing and so on. This process takes place in the presence of the users right at the bridge site. 

During this process, the DDC technician has to take the following information into account:

A.  Information of Importance:

· About Community Bridge Program, including its support package: What does it support and what not. What are the working procedures or processes of support? 

· Commitment of the users and the VDC: Are the users willing to take up the responsibilities from local resource mobilization through to construction and maintenance? Similarly, it must be reconfirmed whether the concerned VDC is still firmly supporting the bridge. Especially ensure the fund allocation.

· Site location dispute: Is there any (lingering) site location dispute? If there is, it is entirely up to the local users to settle the dispute.

· Technical feasibility: Is the proposed site is technically feasible? 

6.1.5
Community Agreement and Bridge Layout

The Community Agreement (CA) is established between the DDC and the UC for the collaboration of a particular local trail bridge. The CA fully conforms to the LSGA. Hence, this agreement provides the legal and binding basis for all the stakeholders. After this agreement has been signed, the DDC technician will proceed with providing the layout for the bridge foundation and the excavation can begin.

Prior to concluding this Community Agreement and providing the bridge layout, the DDC technician has to secure the following important information:

A. Information of Importance:

· Exact quantity of materials: At this point of time, the DDC technician will have completed the design, the drawing and the estimate of the proposed bridge. All these must have been approved by the DDC. This means, the DDC technician knows the exact quantity of works required to build the bridge (ref. approved quantity estimate).

· Resource declaration by each relevant stakeholder: This implies knowing the exact total resource requirements and the contribution that is to be provided by each individual stakeholder. This commitment must be supported with evidence by each stakeholder in writing (minutes of meeting, letters, etc.). 
· Commitment of users: This has been mentioned repeatedly before and must be re-emphasized to avoid possible delay and conflict among the users. The commitment of the users, especially in terms of local resource mobilization and willingness to assume responsibilities, is extremely important. This from the identification of the need through to routine maintenance.

· Broad-based participation: To avoid potential exploitation of the poor and marginalized people ensure broad-based participation in each and every decision that is made. If this is not the case or if there is any sort of dominance of one or more influential persons, the ownership feeling among the users is bound to decrease. This will negatively impact the sustained use of the bridge.

· Quality of the bridge: As this is the starting point for the actual bridge construction, the users are to be aware of the importance of the quality of the bridge. The DDC technician has to assist the community to fix the bridge layout. The drawing of the bridge is to be well explained by the DDC technician to the UC.

· Information on the Demonstration Model Bridge Training (DMBT): Once the bridge layout is given, the DMBT can take place. The DDC technician has to set a time for the DMBT. If the date is fixed, the DDC technician has to inform the recently chosen trainees in person. In case the date is not fixed, the DDC technician informs the UC that a letter with a fixed date will follow and that the UC has to inform the chosen trainees in time about the content of this letter.  

· Action Planning: The DDC technician needs to draw up an action plan together with the UC. For this, s(h)e can follow the matrix of what, who, when and where.

6.1.6
Local Resource Mobilization

This process is not intended as a separate process, but outlines the chronology from need identification through to maintenance of the bridge. ‘Local resource mobilization’ and ‘participation’ are often mistakenly taken as a substitute for ‘free labour contribution’ 

Local resource mobilization addresses the following:

a. Gathering of local materials.

b. Application of local materials.

c. Local skills requirements and how to mobilize these skills.

d. Leadership and responsibility brought in by the immediate users. 

e. Mobilization and utilization of local financial capacities (the VDC/DDC and the users). 

This process runs from the UC level up to VDC level. 

For this process to take place, consider the following sets of information:

A.  Information of Importance:

· Volume of work: The total volume of work that requires unskilled and skilled labour.  This is derived from the quantity estimate.

· VDC/DDC’s commitment: Commitment made by the VDC and the DDC to the concerned UC in terms of financial, technical and material (if any) support. This is known from the minutes of the meeting or correspondence with the stakeholders concerned.

· Cost of skilled labour and portering: The total costs for skilled labour and transfer of materials from the road head up to the bridge site. These costs can also be retrieved from the cost estimate.

· Contribution by others: Contribution expected and/or guaranteed by 'others' namely MP, local organizations and individuals. This is known through the correspondence with the contributing stakeholders.

· Mode of contribution: This implies the mode of contribution by the users such as labour, material, money or responsibilities. This is established by the decision of the users concerned. Attention must be paid to neutralize 'power-holders' by ensuring broad- based participation. This may also include partial contribution like for instance semi paid labour by the users. 

6.1.7
Social Orientation during Demonstration Model Bridge Training (DMBT)

This process is to provide technical orientation through the Demonstration Model Bridge Training (DMBT) and social orientation to the local bridge builders (‘bridge-craft persons’) and the selected UC member. Usually, 2 local bridge builders and 1 UC-member are selected to take part in this training. The basic aim of this process is to achieve a good quality bridge, which starts with the quality of the local materials to maintain. Furthermore, this process aims at capacitating, especially the UC member, in matters such as the overall planning and management of the bridge-construction, including social mobilization. It is very important to select and send the right participants to the DMB training. Bear in mind that their services will not be confined to one bridge only, but will also be required in the future for other sites. Considerable attention is to be given, during the Social and Site Assessment and Community Agreement processes, to select the most appropriate participants.

The UC has to give preference to employ previously trained local bridge builders that live in the near vicinity. Only in case experienced bridge builders are not available, the UC will need to select people for this DMB Training. 

While conducting the DMB Training, consider the following information: 

A.  Information of Importance:

· Local Resources Mobilization: Highlight the importance and need of local resource mobilization. 

· Division of labour: The division of tasks and labour into components easing its assignment to different people or groups of people.

· Recording of resources received and used: Discuss ways how to record the various resources collected or received as well as used, including both materials and labour.

· Attendance: Record the persons who have joined the work, irrespective whether voluntary or paid and the time spent on the job.

· Importance of routine and major maintenance: Supply information about the importance of maintenance, be it routine or major. Highlight the inter linkage of maintenance and the life expectancy of a bridge.

· Decision making process: This is a crucial issue to be dealt with. Trainees are to be made aware of the multiple decisions that need to be made, as well as the impact of such decisions.

· Correspondence: As the UC has to maintain correspondence with various institutions; provide some good examples. The examples can range from writing to filing letters to and from the VDC’s, the DDC and the other stakeholders.

· Involvement of local bridge builders: Since there will be local bridge builders emphasis the importance of their involvement. The locally available experienced builders should be encouraged and motivated in bridge building.

6.1.8
Bridge Construction

This process addresses the steps that lead towards the actual construction of the bridge. The actual construction of a bridge is performed by the UC, this with the technical support of the DDC and the DMB Trainees. The DDC technicians will carry out the technical supervision. This to ensure that the specifications, norms and standards defined in the SSTB manual are met and that the workmanship of the bridge is on a satisfactory level. This Manual only addresses the ‘Social Organizational Support’ (SOS) part of bridge building. Therefore, the main purpose of this process from a SOS-perspective is to ensure the smooth functioning of the UC, during all the stages of the construction. It is helpful to the UC to maintain a Project Book, seek resource assurance from the respective stakeholders and follow Community Bridge Program materials handling procedures in order to make the UC functional and efficient.

In order to be able to realize the above, the following information must be secured by the UC: 

A.  Information of importance:

· First phase of works: This includes the collection of local materials like stone, sand and gravel. It also includes the excavation of the foundation.

· Second phase of works: This includes the portering of materials from the road head up to the bridge site. 

· Third phase of works: This includes the construction of the bridge foundation, including masonry works, concreting, cable pulling, walkway fitting, and fence weaving as well as gravity structure and bridge completion.

· Project book: The UC will maintain the Project Book containing all relevant records made available by Community Bridge Program. The DDC technician has to help the UC to maintain and update this book.

· Resource assurance: This implies that the stakeholders who had promised resources in the beginning would actually commit those resources. 
· Materials handing over: Confirm through the DDC technician that the required local materials are collected at the bridge site, before the confirmation of the date and the location (the road head) for the handing-over of foreign-materials.  

· Change in the site location: Confirm the site location. Due to geo-technical reasons it can happen that the original location may need to be shifted a little. 
· Conflict, if any: The UC may have encountered many conflicts. It is recommended to well diagnose the content of these conflicts. Analyse the causes and give advice accordingly. This will enable the UC to manage the conflict properly.

· Performance of the UC: This refers to the progress of works performed by the UC as well as the workmanship applied.

6.1.9
Final Inspection, Bridge Maintenance Committee (BMC) Formation and Routine Maintenance

This is the concluding process in Community Bridge Program. This process addresses the final inspection of the bridge from a technical point of view and the formation of a Bridge Maintenance Committee to deal with the routine maintenance. 

The final inspection is to result in a ‘Work Completion Certificate’ confirming that the bridge has been constructed following the SSTB-norms and standards (see the SSTB manual). 

The bridge is a property of the Community. Therefore, it goes without saying that the Community has to take proper care of the routine maintenance to enhance the life expectancy of their bridge. A ‘Bridge Maintenance Committee’ (BMC) has to be established to perform the routine maintenance. Upon completion of construction, the tools used in bridge building are to be handed over to the newly formed BMC. The roles and responsibilities of the BMC need to be well discussed and understood during the process.

During this process, the DDC technician needs the following information of importance:
A.  Information of importance:

· Bridge quality: See the SSTB manual.

· Resource utilization: How the UC has utilized the resources of different kinds and types from different sources.

· Remaining tools and materials: The tools and materials that are transferred to the BMC after the completion of bridge.

Total cost and its breakdown: The resource utilization from a financial perspective. This implies calculating the total cost and its breakdown into the various components, as well as the breakdown of contributions by each stakeholder. 

6.2
Social-Organisational -Support at District Level

DDCs have become the bridging institutions of community based bridge building concepts. Therefore, this institution has to be strengthened on various aspects of the bridge building within the district.  

6.2.1
Planning and Coordination of a Trail Bridge

Starting any project, both Planning and Coordination are utmost important. This is true for any bridge building approaches and programmes. The DDC, as per the Local Self Governance Act (LSGA), is the responsible unit for Development Projects. Therefore it is their task to plan, implement, monitor and evaluate a project. Hence, the Planning and Coordination of Trail Bridges at District Level is the responsibility of the DDC. Once the DDC, in coordination with the agencies involved in Trail Bridge Building in a particular district, has drawn a suitable plan, fulfilment of the need of a bridge will be well structured. 

The aim of this process of Planning and Coordination of a Trail Bridge is to equip the concerned institutions with planning tools and procedures, so as to draw a functional Trail Bridge Perspective Plan and a Yearly Plan respectively. 

The Planning and Coordination, has to give attention to the following issues:

· Collect and Compile Bridge requests: Once the Community has filled in the Community's Application Form and passes this on, through the VDC and Ilaka, to the DDC, the DDC has to collect and compile it. 

· Assess feasibility: After compiling the Community's Application Form, the DDC has to assess the feasibility of the proposed bridge site. This is to be followed by completing the DDC's Application Form.

· Trail Bridge Perspective Plan (periodic) and Yearly Plan: It is important that the DDC is well informed about the total bridge requirement of their district. This helps to seek various alternatives to fulfil them. In order to fulfil the total bridge demand, a Perspective Plan and a Yearly Plan will help DDC to structure their efforts. It will help them to mobilize other agencies involved in Trail Bridge Building ventures in the district. On the basis of the DDC’s own capacity, the capacity of other agencies in the district supporting Trail Bridges and possibly with the support of possible donors, the DDC can draw a Perspective Plan (periodic). Taking the Perspective Plan as a starting point, the DDC has to draw Yearly Plan on the basis of feasibility and prioritisation weight for a specific year. This plan should be linked with the District Transport Master Plan.

· Choice of Bridge Technology: The Trail Bridge could be built by applying two types of technology widely known as Long Span Trail Bridge (LSTB) and Short Span Trail Bridge (SSTB). Recently, HMG has set the demarcation convention regarding the choice of technology, which is LSTB, for more than 120 m span, and SSTB, for upto 120 m span. Therefore, the DDC has to choose the specific technology as per the demarcation policy for each particular bridge site (see the LSTB and SSTB manual).
· Prioritisation: The DDC can either draw a Yearly Plan out from the Perspective Plan before prioritisation of sites seeking support from the prospective partner, or prioritise the bridge sites as per the support capacity of the partner, writing a Yearly Plan afterwards. 

· Pipeline Concept: After writing a Perspective- and a Yearly Plan, the DDC has to put the prioritised bridge sites from the Yearly Plan into a Pipeline. This will give ground to the DDCs for seeking alternatives resources. Such resources may come from the supporting institutions itself or from any other agency, including the DDC/VDC. If any bridge site put in the pipeline does not get support in the same year because of resource constraints of the agencies; this bridge site will automatically goes to the next year.

· Coordination concerning various agencies: This issue is only related to the planning of Trail Bridges in a district. This is to coordinate the work of the different bridge building activities within the same district, during the planning of Trail Bridge Building. The coordination concerns either support to an individual bridge site or sharing resources for the same bridge site by the different agencies. Such agencies might be DDC/VDC, CARE, RADC, Gurkha Welfare (Kadoori), BBLL, TBS and other specific projects. By maintaining a proper coordination during the planning, the DDC will be in a position to address the acute bridge needs systematically.

6.2.2
Local Resource Mobilization

One of the main financial strategies of the community bridge building approach is the mobilization of local resources. As the core of the Programme, Local Resource Mobilization is not limited to a particular step. It pervades the whole process, from the first DDC’s orientation phase until the Bridge Maintenance Committee formation. The purpose of this chapter is to sensitise the importance of Local Resource Mobilization and to establish a policy on how to mobilize local resources at the DDC level. This chapter intends further to cite the impact on ownership of the bridge, where local resources have been mobilized. Taking ownership, because of the involvement of Local Resource Mobilization, triggers to sustain the use and maintenance of the bridge.

The following issues are important to consider:

· Sources of financial resources: There are many sources from where the users can obtain financial resources: the DDC and its Sectoral Grant, the VDC and its Self Reliance Fund, and INGOs working in a particular district. Other sources are formal or informal local institutions like the Community Forestry Users Groups, Income Generating Cooperatives, local charitable organizations, GUTHI etc., which are operational in a particular location of the district. Likewise, the MP fund could also be one of the sources.

· Local materials: For any community-based approaches in bridge building; the utilization of local materials has high priority. Such materials are stone, gravel, sand and boulders. As construction tools, wood and bamboo are also used. Community Supported Bridges are supposed to serve the local need. And for the sake of localizing repairs and maintenance, the use of local materials have significant advantage.

· Peoples’ Participation: In case of community based bridge building approaches, Peoples’ Participation counts from identifying the bridge need through to localized repair and maintenance. Hence, the participation of the users in decision-making is very important, as well is voluntary labour contribution by the users, if so decided by them. To ensure the Peoples’ Participation, one should observe very carefully whether there is a sign of any sort of pressure, domination or negative influence (hegemony) by any individual or group of people. This by keeping especially the marginalized people and women in mind. If an above mentioned sign occurs, proper intervention measures are to be applied to ensure good spirit of participation of all the people involved.

· Transparency of resources received and used: As mentioned earlier, while building a bridge, there may be many sources of resources. For the sake of good governance and to strengthen the trust between- and among the users, a transparent system to record the resources received and used is required. Decisions for acquiring and utilizing such resources must be taken in a participatory manner. To ensure transparency (and participatory-decision-making) from the beginning, the expected resources from different sources are to be disclosed to the users during Community Meetings. And while spending or utilizing such resources, the members of the Users Committee involved have to decide together on how to spend and utilize. 

Transparency of resources received and used will add to the feelings of ownership of the bridge at the local level.  Feelings of ownership will guarantee regular use- and maintenance of the bridge by the users.

· Involvement of local bridge builders: Involving local bridge builders in the bridge building process, as another dimension of local resources, is of many-fold importance from construction on to maintenance. By the involvement of local bridge builders’ know-how to retain at local level is ensured. It also can be beneficial in the future with the building of bridges in the vicinity. While employing local bridge craftspeople trained through Demonstration Model Bridge Training or local bridge builders already involved in bridge building, their commitment to the construction of the actual bridge will be high. The DDC has to keep record of the trained local bridge builders and suggest Communities, connected to a particular bridge site, to utilize their expertise when needed.

6.2.3
Monitoring and Quality Control

DDC is the implementing agency of the Community Trail Bridge Programme. Therefore, the responsibility for monitoring and quality control heavily counts on the DDC to ensure quality output. The DDC, whose personnel is heavily involved in many other rural infrastructure projects and in other Bridge Building Projects as well, are considered more knowledgeable e.g. in terms of maintaining quality of infrastructure, where foreign materials like cement are used. This is in contrary to the users, who may not have a lot of awareness concerning those issues. The users, as being insiders, may also not be able to see their own weaknesses (Johari’s Window). So, constant monitoring through many means is a necessity. 

For ensuring quality through monitoring, the following issues are important to consider:

· Status of progress: The users are to complete the first phase of works i.e. the collection of local materials and the excavation of the foundation. Once the users inform the DDC that they have completed the first phase of works, the DDC technician has to visit the site and assess the progress. Similarly, in other stages of the bridge construction, the DDC technician has to assess and monitor the progress of works. Normally, 2 or 3 visits are required to assess and monitor the progress. 

· Bridge Specific Progress Report: For extending technical support at various critical stages, a Bridge Specific Progress Report is required. This progress could be assessed against the planned activities.
· Field visit: Normally, five field visits are required to ensure quality of the bridge during the construction. Especially during the critical construction stages field visits are absolutely necessary. The five critical construction stages are;
1. Bridge layout and foundation excavation

2. Quality of stacked constructional materials

3. Concreting of Deadman / Drum and placement of saddles

4. Cable hoisting and walkway erection

5. Finishing works including completion of gravity structures on main anchorage blocks.
These visits may range from on-the-spot guidance in maintaining quality of local materials to technical support. Therefore, before visiting the sites, the concerned technician has to study the bridge file, including the design, the drawing and the estimate thoroughly. It is advisable to provide one set of the complete above-mentioned file to the UC, so that this is also available on the spot. 
After each field visit, the DDC technician has to prepare a field visit report and submit this to the LDO/Engineer. In case of some discrepancy, this has to be reported to concerned agencies. This will enable the DDC and the supporting institution to improve or correct things timely.

· Correspondence: Monitoring on a different level can also be done through correspondence between the DDC and supporting agencies. Such correspondence will enable both parties to strengthen their relationship and to understand either party’s problems, if any. Ultimately, this will lead to timely remedies and to the building of quality bridges. This monitoring through correspondence can be done as per requirement.
· Review meeting: This meeting takes place between the DDC and the supporting institution. In this meeting, the entire Programme of a particular district is reviewed. This review mainly consists of the yearly progress, the status of projects taken for support in a particular year, problems and difficulties faced and possible remedies to overcome the problems. 
On the basis of this review, the future course of action is prepared. Therefore, it could be considered a District Level Review and Monitoring Meeting. For guiding the meeting, it is recommended to prepare a joint meeting agenda, agreed by both parties in advance, before the meeting takes place. Such agenda will cover: Bridge- wise Progress of the Year, the capacity of the DDC, problems faced during the year, possible remedies to overcome the problems, a new Action Plan regarding carry-over sites and the future planning of Trail Bridges. Such meetings are advised to take place at least once a year, but preferably twice a year. 
6.2.4
Construction Management

The ultimate aim of the community approach in local bridge building programme is to capacitate the local partners, i.e. the DDCs, and to phase out its own technical assistance. To reach this goal, involvement of the DDC in Construction Management is a pre-requisite. This chapter deals with the issues related to Construction Management, like technical support, construction supervision and so on, of Trail Bridges in the district. As the DDC is the implementing partner, it has to establish a clear-cut management system, so that the users receive proper Construction Management Support. For Construction Management in terms of technology, please refer to the SSTB Manual.

For extending proper Construction Management Support, the following issues are important:

· Technical Support: It is expected that the DDCs be capacitated in the technology by various means of training. Such trainings range from classroom-teachings to on-the-job-trainings. Once the DDC is capable in terms of technology, it has to establish a functional Technical Support System how to extend technical support to the users. This will lead to a successful completion of a good quality bridge with a long life span, without any unnecessary delay. This Technical Support starts with a site assessment and continues through to the bridge completion. 

For extending technical support, the DDC first has to assign 2 to 4 technical staff. Those technicians are preferred to be local and under DDC’s pay roll. If possible, the status is expected to be permanent. After assigning such DDC-technicians, the DDC has to capacitate them in collaboration with supporting institution if any.

Secondly, the DDC has to assign particular bridges to certain technicians. This makes each DDC-technician responsible for providing Technical Support to a certain bridge, in consultation with the Engineer concerned. The Technical Section of the DDC can apply their own system, if available, for supporting the users. If not, the Technical Section has to be instructed by the DDC to set a Technical Support System to provide Technical Support to the users.

· Construction Supervision: Construction Supervision by the DDC technician ensures good quality on one hand and timely progress on the other. It is required to approve the quality of local materials, to coach the users, especially the local bridge builders, in stone masonry, cement work, foundation excavation, dry wall erection, concreting, cable pulling and walk way fitting.

· Construction Management and Support System: With the experience of the technicians, the DDC has to set a system for Construction Management and Support. This system is to be known by the technicians, so that they can take their own initiatives, within the framework of the system. For example: What procedures and actions have the DDC-technician to follow, if a user approaches him/her for Construction Management Support? What are the following procedures and steps? In case the assigned technician is absent, which other technician is to be contacted by the users?  

A proper Construction Management and Support System will ensure prompt and efficient support to the users, which will result in the efficient building of a good quality bridge with a long life span.

6.2.5
Record Keeping and Accountability

As an implementing agency, the DDC needs to keep various types of Records. For example, Records of resources intended for various tasks, from different sources. Or Records concerning bridges constructed by various agencies and the DDC itself. It is also necessary to keep Records of the trained bridge builders from various bridge sites.

There may be different types of correspondence regarding the Bridge Programme to the different stakeholders. All the correspondence with different stakeholders is to be recorded properly, so as to retrieve and reproduce them when needed.

For the sake of good governance and transparency, all the information is to be generated and published to the public at large. With a proper Record Keeping System, the DDC can retrieve and produce the needed information efficiently and accurately.

For maintaining the various records properly and to enhance accountability, the following issues are to be considered:

· Local Bridge Record/District Bridge Record: This Record shows the total number of bridges built by different stakeholders/agencies in a district. The total cost spent to build a bridge and the contribution made by different stakeholders to particular bridge constructions is also shown here. This Record gives the DDC proper information about the constructed bridges through out the district on one hand and will provide insight for proper planning of new bridges. All this information has to be constantly updated by the DDC and has to be reflected in the District Infrastructure Map. It will enhance the accountability of the DDC towards the public at large.

· Manpower Database: The DDC have trained many local bridge craft-persons through the Demonstration Model Bridge Training with the help of many supporting institutions. This manpower can be used to  construct the community Supported Bridges in the district by providing the users the right masons, necessary for quality and timely completion of a bridge.

Trained local bridge builders are very important. However, training new bridge builders without considering the availability of already capable local bridge builders, will be unnecessary and a mere misuse of resources. Therefore keeping a proper Manpower Database is a necessity. Once DDC has such Database of well-trained masons, they can suggest the users of a particular bridge site in a proper way about whom to employ for their particular bridge building. A Manpower Database includes name, address, and experience prior to the training, date of training and experience in bridge building after the training. 

· Correspondence: The DDC needs to correspond with different agencies and stakeholders. For this the DDC first has to define the various levels and different nature of correspondence. Then they have to assign suitable persons for corresponding, giving them full responsibility, to ensure satisfactory results. All the correspondence made by the DDC has to be properly recorded. Keep bridge-wise Files to record the correspondence related to a particular bridge in a clear and organized manner. Other correspondence made regarding the Programme, can either be kept in a subject File like 'Planning' or an agency File.
Correspondence helps to monitor the status of the Bridge Programme. Such correspondence will enable both parties to strengthen their relationship and enhance mutual understanding of either party’s problems, if any. Ultimately, this will lead to timely remedy and ensure good quality bridges. Correspondence between parties is done as per requirements.
· Transparency: As mentioned earlier, many stakeholders may be involved in terms of their contributions to the building of a particular bridge. Record all the contributions received and the expenses made, together with the required documentary evidence, in a proper manner. This to prevent the DDC of being accused of misappropriating the funds. Extra caution is required to develop an accurate System, following the prevailing Fiscal Regulations. In case the regulations are not sufficiently prescribing the procedures, develop some formats and procedures to maintain the recording of funds in line with Fiscal Regulations. Keeping proper transparent records of the funds received and used, will enhance the credibility of the executing agency and will boost the image of the DDC among the public.
6.2.6
Post-construction Measures

Constructing a bridge has only little value, if it is done without applying proper Post-construction Measures. These Measures range from the formation of a Bridge Maintenance Committee to Routine and Major Maintenance of the bridge.

From the very beginning the users are the owners of the community owned Bridges. Hence, there is no need of handing-over once the bridge has been completed. A Users Committee carries out the construction of the bridge and during this construction, the users at large observe the performance of the UC members. Therefore, while forming a Bridge Maintenance Committee (BMC), the users will choose UC members on the basis of their performance during the construction phase. They can add members to the BMC by choosing some interested bridge-users that live in the vicinity of the bridge, if they wish so. Bridge builders involved in the construction of the particular bridge always have to be part of the BMC.

The main aim of this chapter is to ensure that Post-construction Measures are properly taken. This will lengthen the usability and the life expectancy of the bridge.

For extending proper Post-construction Measure support, the following issues are important to consider.

· Final Check: Once the bridge construction is complete, the DDC technician has to perform a Final Check of the bridge. For the procedures of this Final Check, the technician has to use the SSTB Manual and the Design and Drawing of the particular bridge. How to perform the Final Check is dealt with in the SOS at Community Level in detail. 

To ensure its technicians perform a quality Final Check, the DDC has to send the right number of persons as agreed with the any supporting institutions for training. Like all other technical support to the UCs, and obviously for the Final Check as well, the DDC has to create a pool of technicians ranging from Engineers to Sub-overseers. For this, first visit the DDC practices and then introduce the formats as suggested by the supporting institutions.

Further, like mentioned before, it is important that the DDC assigns particular bridges to certain technicians and give them full responsibility of providing technical support, including the Final Check in consultation with the Engineer concerned. 

Formation of the BMC: For sustained use and a long life expectancy of the constructed bridge, a transparent and known system for maintenance has high importance. In case of community Supported Bridges a Bridge Maintenance Committee will take care of- and be responsible for the Routine and Major Maintenance of the bridge. The users will choose the members of the BMC in a Community Meeting.

The BMC can consist of all the UC members and the bridge builders involved. Or it can be a Committee formed by some chosen UC members, some chosen interested bridge-users living in the vicinity of the bridge and the involved bridge builders. Whatever the case, inclusions of the actual bridge builders in the BMC is a must, because they know the technical details of the bridge and are able to monitor the condition and apply the proper maintenance measures. 

· Handing over of the tools: After the formation of a BMC, the UC must hand over the remaining tools to the newly formed Committee. This will enable the BMC to ensure proper Routine Maintenance using these tools. Because of this handing-over keeping a proper record of such tools by the UC is very important. The DDC has to monitor the use of such tools, once they are handed over to the BMC. This to prevent unnecessary and inappropriate use of the tools by the bridge users or the BMC.

· Maintenance and Bridge Condition: Maintenance has two facets. One is Routine Maintenance, which includes only: the cleaning of bridge parts, the tightening of nuts and bolts, cleaning the debris and re-fixing the dry stones. Another is Major Maintenance, which includes: changing the walkway deck, the crossbeams, the wire net and the maintenance of the foundation walls. Routine Maintenance is not very demanding, but Major Maintenance requires considerably high financial input. However, if Routine Maintenance is done properly and regularly, Major Maintenance is less necessary and could be postponed, thus saving a lot of money. 

For the Routine Maintenance, the DDC has to make the BMC entirely responsible. For the Major Maintenance, the DDC has to make the BMC responsible in managing the work, but the DDC has to provide for the financial requirement, this together with the local authorities like the VDC and with outside agencies, if available in the district. Finally, the DDC has to monitor the condition of the bridges supported through the DDC and also others, if any in the district. Monitoring the bridge condition will enable the DDC to assess the performance of the BMC and to decide whether to pursue the BMC for the Major Maintenance as well. After the Major Maintenance, the DDC has to keep record of the resources received and utilized, including the final assessment of the job done.

6.2.7
Reporting System

For keeping activities related to the Trail Bridges transparent on one hand, and enhance good governance on the other, it is important to produce an efficient Report. Basically, this chapter deals with the Annual Progress Report and the distribution of this Report among to the different stakeholders. The DDC will probably have their own Reporting System, which may not be Trail Bridge Specific. Therefore, the main objective of this chapter is to discuss and design a Reporting System focussing on Trail Bridge activities.

For properly producing an Annual Progress Report and to enhance good governance, the following issues are to be considered:

· Annual Progress Report: For producing this Report, the DDC has to maintain proper files of Trail Bridge specific projects. In those files, each and every piece of information regarding the specific project is to be kept in an orderly manner.

Such information may range from the Community Agreement to the Final Bridge Assessment and the BMC Agreement. Also the cost estimate and the actual expenditures are to be kept in these files. All this information has to be compiled at the end of the fiscal year and to be reproduced in the form of Annual Progress Report. For this purpose, it is suggested first to discuss and establish which information to put in this Annual Progress Report. Then revisit the existing reporting format of the DDC, to find out whether it covers all the information needed as established by the discussion. If the desired information is covered by the existing reporting format, continue with this format. In case, the existing format is not sufficient, take reference of the format provided by supporting agencies.

· Distribution of the Annual Progress Report: Once the Annual Progress Report is produced by the DDC, it has to be sent to all stakeholders involved. This will give the concerned stakeholders the opportunity to have insight in the progress of the Trail Bridge Building activities in particular districts. The Annual Progress Report can be taken as a milestone for further Programme Planning in the district. As the Report also gives information on the cost and contribution involved to complete each bridge, this will enhance good governance. All people interested in this matter are to be given access to above-mentioned information. This will enhance trust and will build confidence between the DDC and the users at large.

6.3
Gathering information in the community-a Participatory Approach

6.3.1
Participatory Rural Appraisal

Participatory Rural Appraisal (PRA) is considered one of the popular and effective approaches to gather information in rural areas. This approach was developed in early 1990s with considerable shift in paradigm from top-down to bottom-up approach, and from blueprint to the learning process. In fact, it is a shift from extractive survey questionnaires to experience sharing by local people. PRA is based on village experiences where communities effectively manage their natural resources. 

PRA is a methodology of learning rural life and their environment from the rural people. It requires researchers / field workers to act as facilitators to help local people conduct their own analysis, plan and take action accordingly. It is based on the principle that local people are creative and capable and can do their own investigations, analysis, and planning. The basic concept of PRA is to learn from rural people. Chambers (1992) has defined PRA as an approach and methods for learning about rural life and conditions from, with and by rural people. He further stated that PRA extends into analysis, planning and action. PRA closely involve villagers and local officials in the process.

Similarly, Rapid Rural Appraisal (RRA) reflects the new thinking about development, needs, and people oriented responsibilities. It is a process that is highly systematic and structured, relying on interdisciplinary teamwork and special strategies for data collection and analysis such as triangulation, probing, and iteration.

Process for RRA/PRA

There are a wide range of participatory tools and techniques available. People can use these tools and techniques according to their situation or needs. Generally, the application of different tools may vary from one situation to another. However, the process for conducting RRA/PRA remains the same. 

Organization of RRA/PRA

Any RRA/PRA can be organized in the following way:

1. Selection of RRA/PRA team members

2. Objectives

3. Formation of sub-topics

4. Selection of methods, designs and respondents

5. Interview

6. Sub-team meeting

7. Whole team meeting

8. Report writing

A group of people as an interdisciplinary team is required to perform an exercise before and during fieldwork while using PRA tools and techniques. The team members must identify topics or sub-topics or checklists on which to build questions before going to the fields. It is recommended that the team members stay together until the end of the process to make working objectives achievable. There are guidelines on how to proceed in conducting PRA and in using specific tools and techniques before and during the field works.

There are some rules of PRA/RRA, which should be followed by the team in order to get precise and reliable information. It is important to understand the rules while conducting PRA/RRA. The main rules are:

1. Do not interrupt - do not interrupt when someone is talking in his/her turn at interviewing or probing for information. And also do not interrupt the respondent.

2. Do not assume - do not assume either that you know the answer or that information is wrong about something.

3. Do not lead or give clues - do not lead or give clues to the respondent with your preconceived ideas. Stay neutral while asking questions so that you do not lead the respondent. 

If the rules are not followed by each of the team members, it may mislead the information. Therefore, the team must be careful with the above-mentioned rules while applying different tools and techniques of RRA/PRA.

Before fieldwork

There are some steps, which need to be followed by the team members in order to collect reliable and precise information. The steps for before fieldwork are:

Use of secondary information
Secondary data are important for background information and basic assumptions of fact that the rural people provide. Therefore, a careful review and assessment of the secondary data are necessary from secondary sources before fieldwork. It may be helpful in developing topics, sub-topics or checklists to be used in acquiring information. The team must know why they are in a village.

Selection of interdisciplinary team
PRA methods are considered good when they are carried out by a team consisting of especially trained interdisciplinary persons. The team approach is necessary in this method because a great deal of diverse information is generated rapidly where a single person may not be able to sort it out and understand it effectively. A single person may not be perfect in all areas. Therefore, an interdisciplinary team approach is recommended for this method.

Experience shows that a small interdisciplinary team consisting of three persons is the best for conducting RRA/PRA methods. Similarly, a basic understanding of the society in relation to resource uses/practices is necessary. Therefore, it is highly advantageous to include broadly based researchers/practitioners with the knowledge or experience in different disciplines.

As we believe, there is a professional bias in the field and each professional will seek information from his/her point of view. A small team facilitates close cooperation and organizes team members for role sharing. The role, which does what should be discussed among the members and also should be agreed by all while assigning the roles. The role of the ‘facilitator’ and the ‘gatekeeper’ may be rotated depending on their agreement and understanding. The other roles including taking one’s turn at questioning, taking notes, listening etc. may be shared among the members.

Developing sub-topics
Generally, a brainstorming session is organized for developing topics or sub-topics. A number of experienced people, not necessarily team members are invited in the session to generate specific issues on a particular area. The raised issues in the session are listed in flip chart or board, depending on the availability. The issues are repeatedly discussed in the session relating to the practical situation and are finalized as guidelines for collecting required information.

The team members should also discuss how to carry out field works, especially tools to be applied for collecting the required information. Generally, the choice of tools depends on topics and expected output. The team should consider the situation and select the tools, which fit better for collecting reliable and precise information. Therefore, it is the team that decides which tools and techniques fit better for a particular area.

It is preferable to go for a short field visit to identify key informants, to observe the initial site and to try out the tools. This preparation may be assigned to a single team member, probably someone who is familiar with the locality. Based on the short field visit, the pre-designed tools may have to be changed or modified.

During Fieldwork

The fieldwork is people-oriented. It seeks information on indigenous knowledge, local customs and practices. Therefore, the team should begin analysing and evaluating data at the very start of the work and continue on throughout the fieldwork.

Rapport building
Rapport building is an important task for the team for collecting reliable information. It is usually done to develop communications and to establish working relationships with the local people. Generally, rapport building is initiated immediately as the team enters a village. This may help the team to bring closer to the village people. The team should follow the following steps suggested for conducing PRA in rural areas:

· Start talking to the rural people saying namaste whenever you meet them, for example, on the trail, agricultural fields, teashops, homes etc. 

· Treat and respect rural people as per their local custom, for example, greet them first whenever you meet saying namaste buwa/dai or ama/didi depending on the person and ask a few informal questions such as what are you doing? Do you live in this village? How far is your house from here? etc. 

· Ask the knowledgeable people about a subject or area in a village 

· Try to meet with local leaders and officials before starting work in a village 

· Clearly explain reasons for coming to the area 

· Show genuine interest in the local issues 

· Choose time and venue that are convenient for the local people 

Maintaining protocols
Maintaining protocols in the team is the basic rule in PRA/RRA methods. Grandstaff et. al., (1995) defines protocols as a set of rules governing how people act in a given situation, a code of conduct. They further elaborated that RRA protocols are rules of interpersonal behaviour by which an RRA team agrees to operate. The followings are the suggested protocols by Messerschmidt (1991) for conducting RRA/PRA in the rural communities:

· A facilitator (from the team) controls the interview process by singling start, filling gaps etc.; 

· Each team member pursues a sub-topic, following one’s own line of questioning and reasoning; 

· The order of interviewing sequence (who starts, who follows, who finishes) predetermined, members take notes during each other’s turn; 

· Unanticipated questions that arise out of turn are held for later; 

· Unwanted persons (e.g. drunks, trouble makers etc.) are politely diverted by a team member (a pre-chosen gate keeper); and 

· After each day’s sessions, the members debrief as a group, discuss findings to verify and also incomplete information are noted down for recollection. 

Data collection by applying tools and techniques

Start collecting information by applying appropriate tools and techniques once the rapport is developed in a village. Also, apply probing and iterating techniques for collecting more in-depth and reliable information. Some techniques for collecting information are:

Semi-Structured Interviewing (SSI)

Semi-structured interviewing is the principal method used in RRA. It is conducted using the sub-topics to guide the specific questions thought up by the researchers during the interview. SSI is conducted with key informants, who have good knowledge about the history of the village and its resources, and others using pre-selected sub-topics as guidelines. In this method, actual questions are created during the interview. Questions should be precise and easy to understand. Leading questions should not be used while conducting interviews. 

Iteration
Iteration is one of the techniques for collecting information in RRA/PRA methods. In this technique, the same question is repeatedly asked in different situation for conforming the given information. A very high pay-off from flexibility of the methodology through iteration occurs in the ability to reform questions and formulate new questions, especially within the interview itself (Grandstaff and Grandstaff 1989). 

Probing
The main function of a probe is to encourage the respondent to answer more fully and accurately. Furthermore, it also helps to structure the respondent’s answer and make sure that all topics of interest are covered. Always start questions with who, what, why, when , who and how (the ‘six helpers’) for helping to establish the basic situation. 

Observation
This is also used as a technique especially in the social sciences since a long time. In this technique, related indicators are used in the field to verify the collected information or to generate questions. For example, if the dung is used for cooking purposes, it means that there is a scarcity of firewood in the area. 

Similarly, there are wide ranges of participatory tools available, which can be used according to the situation or needs. The most common PRA tools and techniques are: 

· Secondary data review 

· Observation 

· Building rapport 

· Semi-structured interviews 

· Key informants interviews 

· Group interviews/discussion 

· Ranking and scoring 

· Labour schedule 

· Decision tree (making) 

· Wealth ranking 

· Circle, bar and Venn-diagramming 

· Seasonal calendar/diagramming 

· Timelines, time trends 

· Participatory transects 

· Participatory mapping 

Debriefing session

Debriefing sessions and discussions are important during the fieldwork. The team members review their field notes after their fieldwork since, delay causes significant loss of memory and may seriously affect the results.

After fieldwork

A discussion should be carried out by the team about the collected information and going back for more should be arranged if it is necessary. Each team member is assigned tasks and results are meld by group member's consensus. The findings are also presented in workshops or seminars for the comments. The comments/suggestions are taken care of and are incorporated in the final reports. 
Participatory Rural Appraisal has become very popular in gathering reliable and precise information in rural areas. It is considered good for learning about rural life and condition from the rural people. The reliable and precise information can be collected with the available tools and techniques of PRA by pursuing appropriate process. The reliable and precise information gathering depends on how the process is followed by the interdisciplinary team. Therefore, process is important in RRA/PRA methods. Similarly, some techniques such as rapport building and key informants interview are also important in RRA/PRA methods. These techniques help researchers/practitioners to be more familiar with the area and also to collect reliable and precise information. 

6.4
Review Questions

Answer the following questions:

1. What are the important issues related to local resource mobilizations?

2. What is the importance of record keeping?

3. Prior to community agreement in trail bridge constructions, what is important information that has to be collected?

4. What do you understand by PRA and RRA?

5. What are the important tasks during the fieldwork? Explain briefly.

1





Post-Construction


Phase





Construction


Phase





Construction


Phase





�





�








CHAPTER-6:  SOCIAL ORGANIZATIONAL SUPPORT
Page 123 


[image: image2.png]N Progress Assessment \ Delay 0
0 of 1st phase construction /

Yes
v
Transportation of
materials
to road head

|

Potering of materials
to bridge site

]
< Progress Assessment \ Delay )

materials at site ?

Yes

| H ]
**Construction work :
*Site supervision of . g:ﬁg’:{fllgﬁg

the construction - gravity structure

- walkway erection

< Progress Assessment \ Delay n)

of construction work /

Yes

Final Check
- Bridge maintenance
Rectification (BMC) commiittee
work [’  formation
- BMC agreement
- Technical inspection

Bridge
accepted

Dela
—— No 2 ﬂ

Yes

v

Issuance of work
completion certificate

!

Routine
maintenance of bridge




