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Abstract

The integrated water resources management IWRM have been defined by GWP (2002) as a process that promotes the co-ordinated development and management of water, land and related resources, in order to maximise the resultant economic and social welfare in an equitable manner without compromising the sustainability of vital ecosystems”. This concept has proved to be difficult to translate into practice.  Questions like “what to integrate?”, “up to what extent to integrate?” or “how to integrate?”, have no simple answers in a sector that doesn’t have an integrated approach to implementation. Water crisis is also a crisis of governance, a failure to integrate policies and practices related to the management of water resources, and to tackle this different types of capacity within different groups of stakeholders and institutions at different times are required. Networking arrangements may be the most appropriate way of building the capacities and bridge gaps, necessary to the sustainable management of water resources.

A clear understanding of the problem situation to be addressed and of the concept of IWRM provide the basis for a clear definition of the purpose of a network, which is defined as a group of actors or members who contribute resources or time in a two-way exchange or communication, interacting to achieve common objectives. Networks can be structured in different ways, but in the context of this research, the existence of a secretariat or a managing or facilitating body is considered as a prerequisite to be defined as a network. This study considers networks and networking with regard to human capacity building on IWRM. 

The exchange of resources between members creates the connectivity that characterises networking. The number and types of resources exchanged, the direction in which they flow, and how frequently and voluntarily they flow describe the structure of the communication system and is the “glue” that gives cohesion to the network. It is argued that no clear border exists between a structured network and a community of practice, although it is recognised that they can be developed inside or between networks as a useful mean for tacit knowledge exchange. 

With this framework a scheme for network review is proposed and applied to three networks with different time frames and active on capacity building in the water sector: the “International Training Network” (ITN) Africa, the “South Asian Consortium for Interdisciplinary Water Resources Studies” (SaciWATERs) and the “Nile Basin Capacity Building Network For River Engineering” (NBCBN-RE).

Based on the literature review done, the network review and interviews with network administrators and key resources persons, a set of guidelines for networking in capacity building for IWRM was created. They are divided in two sections. One for the network design phase, which includes guidelines on the definition of purpose, goals and objectives, membership, target group, structure, strategy and planning, monitoring and evaluation, funds and fundraising, institutional framework, and ownership. The second part defines guidelines for network operation on: communication, commitment, work planning and implementation, monitoring and evaluation and changes in demand.

The main conclusions state that network for capacity building should be designed responding to a clear understanding of the problem situation, ensuring demand responsiveness and local ownership by the local capacity building institutions; and that network sustainability depends not only on continued availability of funds trough donors, cost-recovery or profitable activities. It is also related to purpose, commitment, quality, relevance and ownership.
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Introduction

At the Millennium Summit in September 2000, the member states of the United Nations reaffirmed their commitment to working towards a world in which sustaining development and eliminating poverty would have the highest priority. The main aim of the seventh Millennium Development Goal is to “Ensure environmental sustainability”, while one of its specific targets is to “Halve, by 2015, the proportion of people without sustainable access to safe drinking water and have achieved, by 2020, a significant improvement in the lives of at least 100 million slum dwellers” (World Bank 2002).

The achievement of this goal relies heavily on a new vision of water as a key resource to be managed in an appropriate way, and on acknowledging the close relationship between the economic, social and environmental factors related to water. The concept of Integrated Water Resources Management emerged as a response to the lessons learned from the past and it is now a widely recognised approach for ensuring the sustainability of water resources.

As a lesson learned from past development experiences, it became clear that sharing information, experiences, products and skills on a regular basis would greatly contribute to the empowering process, whereby institutions, organisations, communities and individuals develop autonomy to make their own informed decisions about governance (including the creation of an enabling environment for this autonomy to be developed), environment, and service provision in a sustainable way. As stated by Hartvelt (1999,) this is understood as the process of capacity building that is aimed at both increasing access to resources and changing the power relationships among the parties involved. 

Networking is an important mechanism to facilitate this sharing process and to strengthen the capacity of existing national and regional institutions. By providing education and training, facilitating the exchange of research results, disseminating information, sharing experiences and providing educational tools between countries and regions, networking can improve the decision making process and ultimately lead to the integrated management of water resources. 

The review of experiences in networking for capacity building is a source of useful information; giving clues for new networks as well for the existing ones on how to make things better and improve its performance. The review done in this thesis goes through three networks: The ITN Africa (International Training Network), SaciWATERs (South Asian Consortium for Interdisciplinary Water Resources Studies) and the NBCBN-RE (Nile Basin Capacity Building Network for river Engineering). 

These networks have been active in capacity building in the water sector by different periods of time. The ITN is the oldest, with more than 17 years of activity; SaciWaters and the NBCBN-RE are relatively new (2001 and 2000 respectively). The guidelines for networking in capacity building on IWRM were elaborated from its review, analysis of relevant literature and interviews with network managers and resource persons.

1. Objectives

1.1 General

· To expand on the literature and practice of networking by defining guidelines for networking in capacity building for IWRM

1.2 Specific

· To review literature on networks and capacity building in the framework of IWRM

· To review 3 networks for capacity building in the water sector

· To identify the elements that condition the design and operation of networks for capacity building in IWRM

· To produce guidelines to be used by networks working in capacity building for IWRM

2. Research framework

This section presents the conceptual approach used in this thesis, based on a desk study of relevant literature, interviews with network managers and consultation with key resource persons active in the field of networks for capacity building. This framework will be used in chapter four to define a scheme to be applied in the review of three networks for capacity building, and then to develop in chapter five guidelines for networking in capacity building for IWRM.

2.1. The integrated approach to water resources management 

Water is basic to human health, wildlife and nature. But, in view of the speed of developments in all the fields and the rapid global changes expected in the coming years, the world’s freshwater resources are under increasing pressure. In an overview of the state of the environment, UNEP (2002) noted that 'Rapid population growth combined with industrialisation, urbanisation, agricultural intensification and water intensive life styles is resulting in a global water crisis'. Without a substantial change in the management of water resources, UNEP concluded, that the water cycle seems unlikely to be able to cope with the demands that will be made of it in the coming decades. Globally, conflicts over the management of water resource are emerging rapidly. Current projections of water use and population increase in Africa indicate that by the year 2025, at least 25 African countries will be subject to water scarcity or water stress (Rees 2000). 

Globally, irrigation accounts for nearly 70% of water use. Although irrigated agriculture may have wide-ranging environmental impacts, it does play a vital role in food supply, presently producing about 50% of all foods. To keep pace with population growth, it will have to expand by 20-30% in area by 2025 (FAO 2002). However, various factors are limiting its rate of increase, particularly the competition for water from other water users. Irrigation farming is, therefore, under increasing pressure to increase the value of crop yields per unit of water consumed.

One of the main drivers for the water crises is population growth, particularly in developing countries. Rapid urbanisation is one of the consequences of sustained population growth, and it is estimated that over the next 25 years 95% of population growth in developing countries will occur in urban areas, posing severe challenges for water services and pollution control (UNEP 2002).

Climate change is expected to become a major driver for water crises. Although specific predictions on a regional level are not yet possible, scientists agree that the climate will change globally, leading to an overall rise in temperatures and sea levels, with resultant droughts and floods.

3-4 million people die annually of waterborne diseases, indicating the urgency to make adequate water supply and sanitation services available to all. World wide the provision of new water services is outpacing population growth, but 1.3 billion people still lack safe drinking water. In spite of substantial progress in the provision of sanitation services, about 2.8 billion people do not have adequate sanitation. Where water-borne sewerage systems are available in poor cities, sewage is often untreated or inadequately treated, and sewers are poorly maintained (UNEP 2002).

Some 269 rivers and numerous aquifers are shared simultaneously by two or more nations and constitute potential sources of conflict. Water cannot be efficiently managed based on political boundaries, so international agencies should aim at facilitating international agreements to manage shared water resources on a catchment basis (UNEP 2002).

Decades of water development and management policies have focused on the supply-side management with the construction of large reservoirs, dams and conveyance systems as well as deep tube wells. Despite these technological advances in freshwater augmentation, the modern era is not only facing tremendous water scarcity, but also a shortage of capital investments  (OECD 1989).

Water is a transversal issue that permeates all human activities. As such, there is no "water industry" with clear production and user segments. According to OECD (1989) six main management issues central to the analysis of water resource problems can be identified: water supply (domestic, agricultural, industrial), pollution control and water treatment, flood hazards control, navigation, hydropower production and amenities. The list can be complemented by addition of what can be referred as ecological issues that include the well functioning of both aquatic (including fisheries) and terrestrial ecosystems. Their interrelationships are complex in nature, these management issues do not stand alone and are closely interlinked with other policy areas like agriculture, fisheries, tourism, energy, urban and rural development, politics, among others. Decisions made on one side have implication on the others, and this is more evident when water availability is insufficient to cope with actual demand (OECD 1989).

The “Integrated Water Resources Management” (IWRM) is understood as a “process that promotes the co-ordinated development and management of water, land and related resources, in order to maximise the resultant economic and social welfare in an equitable manner without compromising the sustainability of vital ecosystems” (GWP 2002). It is a broad concept difficult to translate into action, examines a wide range of solutions, and considers how different actions affect, and can reinforce each other, it is complementary to the outcome of the International Conference on Water and the Environment held in Dublin in 1992, the Dublin principles:  

1. Freshwater is a finite and vulnerable resource, essential to sustain life, development and the environment.

2. Water development and management should be based on a participatory approach, involving users, planners and policy makers at all levels.

3. Women play a central part in the provision, management and safeguarding of water.

4. Water has an economic value in all its competing uses and should be recognised as an economic good.

However, despite universal acceptance of the IWRM concept, according to UNEP (2002), its implementation has not been achieved in either developed or developing countries. One obstacle is insufficient funding, particularly in developing countries, but there are other obstacles as well: 

· Perceived complexity of the IWRM concept 

· A lack of reference projects 

· Fragmentation of institutional responsibilities 

· Insufficient attention to workplace approaches

· Lack of skills, expertise and awareness

· Lack of adequate and reliable data

· Gaps in available knowledge and technology

Part of the problem with the IWRM concept, is the concept itself, which is broad and difficult to translate into practice. Questions as what, and up to what extent to integrate remain to be answered.

According to GWP (2000) the water crisis is mainly a crisis of governance, a failure to integrate policies and practices related to the management of water resources. Effective water governance requires an enabling environment and appropriate institutional structures that allow stakeholders to work together for effective water management and count on financial practices that support the sustainable use of water resources. Good water governance exists where government bodies responsible for water, establish an effective policy and legal framework to allocate and manage water resources in ways responsive to national, social and economic needs and to the long-term sustainability of the resource.

The IWRM approach advocates a move towards a much more integrated and coordinated water development and management process than is currently practiced. The solutions to current and future crises will not for the most part be found solely in new and extraordinary technological advances or supply-orientated approaches. Instead, they will be found through changing how water is used and managed. Consequently, appropriate changes in the water governance processes hold the key to sustainable water resources management in the future.

2.2. The need for building capacity

Water is reputed to become increasingly scarce, both when expressed as the average availability of the resource and when gauged as the actual delivery of the water service at the appropriate time (World Bank 2002). However, the scarcity problem of water is not its physical shortage, but its poor management, a problem of governance, as discussed previously. In the future, effective water management will be more complex (long-term, cross-sectoral, multi-demand, multi-disciplinary) and will depend on "smart" solutions. Competition will be resolved through negotiations that are based on good forecasts (models). To ensure the integrity of this approach, knowledge, institutional and individual capacity is required, in addition to the right incentives.

Three of the key Commitments of Johannesburg 2002 summit recorded in the “Plan of Implementation” are: “Halve, by the year 2015, the proportion of people without access to safe drinking water” (reaffirmation of Millennium Development Goal), “Halve, by the year 2015, the proportion of people who do not have access to basic sanitation”, and “Develop integrated water resources management and water efficiency plans by 2005” (UN 2002).

If these goals are to be met, the performance of the water sector as well as the success rate of water projects need to be improved significantly. In moving towards these goals, water sector reforms have been made in several countries, and this has created a huge capacity demand. According to Alaerts & Hartvelt (1996), the institutions and the “enabling environment” are the critical links to achieving the sustainable use of the water resources.

The management of water resources and services takes place through the action of institutions. These include organizations such as water departments, utilities, NGOs, community-based organizations, “communities of professional practice”, etc., and procedures and incentives such as laws and regulations, local traditions, prices, and other factors that influence behaviour. Effective management heavily depends on the degree to which “best professional” explicit and tacit knowledge are applied by these institutions, and by implication, on whether these institutions themselves were created and are operated according to best knowledge. But people in these “appropriate institutions” cannot deliver the required performance without a policy framework and a legal environment that allows the implementation, development and follow-up of the new approach. In this view, capacity building is a process that will constructively contribute to the IWRM and to the whole sustainable development process.

Capacity building as a relatively new concept can have different meanings for different people. It is currently used, often interchangeably, with other terms like “education and training”, “institutional development”, “institution building”, institutional strengthening” and “human resources development”, to indicate somewhat similar issues; however, sometimes the emphases given to specific issues could be significantly different (Biswas 1996).

Capacity building has been understood as the process whereby a community equips itself to undertake the necessary functions of governance and service provision in a sustainable fashion. The process of capacity building is aimed at both increasing access to resources and to changing the power relationships between the parties involved. The "community" may be a local government, a village level committee or even a central government department. Capacity building is not constrained to officials and technicians it must also include the general awareness of the local population regarding their services and development in general (Abrams 1996).

The international aid community is placing growing emphasis on capacity building as the key to achieve a more sustainable use of the water resources and to alleviating poverty and hunger in the developing world (Horton 2001). This “paradigm shift” stems from the fact that many development projects appear to lead to increasing dependence on aid rather than promoting sustainable growth and development. Through building capacity, local organizations can design, manage, and sustain their own development —a vital process given the current declining level of aid budgets. 

According to the United Nations (2002), capacity building needs to be addressed at three levels: individual, institutional and societal:

Individual: This involves enabling individuals to embark on a continuous process of learning —building on existing knowledge and skills, and extending these in new directions as fresh opportunities appear.

Institutional: This too involves building on existing capacities. Rather than trying to construct new institutions based on foreign blueprints. Governments and donors should seek out existing initiatives, however nascent, and encourage these to grow.

Societal: This involves capacities in the society as a whole, creating the kinds of opportunities, whether in the public or private sector, that enable people to use and expand their capacities to the fullest. Frequently, if they do not find opportunities locally, trained people join the brain drain and take their skills overseas.

UNDP (1994) identified five dimensions of capacity as the major areas of analysis and key levels of intervention.

1. Training and education: It aims to establish a well-trained human resource base of managerial, professional and technical personnel on which to rely on. New technologies for communication have opened a window of opportunity for some, but also have widened the gap for others. This dimension has received great attention under the conventional approaches to technical cooperation (with different degrees of success) and under the new schemes like networking.

2. Organizations and their management: skilled people are to remain in the organisation to be able to deliver an effective performance. The capacity building process must include the organizational structures, processes and management systems.

3. The public sector environment: is understood as the enabling environment. The policy and institutional environment of the public sector is a major factor that constrains or facilitates organizational activities and affects their performance. The nature of the policy environment also supports or impedes the performance of functions.

4. The network and linkages among organizations: there is a need to consider the network of organizations or institutions that facilitates or constrains the achievement of particular tasks. The accomplishment of many tasks can be made through the coordinated activities of a range of organizations and any particular organization may belong to several task networks. How these networks function, and the nature of the formal and informal interactions among them, are important aspects of their performance. These networks often straddle the public and private sectors even where primary responsibility for a function rests with a public sector. 

5. The overall context: This refers to the economic, social, cultural and political milieu in which organizations operate, and the extent to which conditions in this broader environment facilitate or constrain the functional capacity of organizations. 

Cap-Net (2002) propose three major areas of intervention for the capacity building process in the water sector: 

1. Local ownership: Capacity building should be held at the local level for local institutions, and they should be strengthened. Capacity building is understood as a long process that requires activities to back up, revise and improve performance as a response to a changing environment. New knowledge has to be integrated to the indigenous one to have the expected impact.

2. Partnerships: Improved connectivity between people and institutions can overcome capacity constrains and formal channels of communication providing opportunities to share ideas, information and knowledge. Networks are seen as a powerful tool for capacity development.

3. Demand responsiveness: Capacity building is essentially a service, and it should respond to a demand. In the water sector, reforms towards the adoption of IWRM principles are creating this demand at different levels, from graduates and skilled personnel to governments and civil society. Institutions involved in the capacity building process should identify this demand and address it.

Given this multiplicity in the areas and level of intervention, capacity building amongst communities and service providers requires a different approach and can require longer time, since the process of capacity building amongst communities is perceived as a long-term process that has mostly to do with changes of habits, roles and responsibilities. In this sense capacity building goes beyond training.

3. Networks and networking: a tool for capacity building 

3.1. Definition of network 

According to Van der Beken (2002), “Networking” is a buzzword and many people may expect different outcomes and benefits of a network, sometimes contradictory with respect to its objectives and the resources allocated to it. This becomes clear when one goes through different definition of networks.

The American Heritage Dictionary (1994) defines a network as “an extended group of people with similar interests or concerns that interact and remain in informal contact for mutual assistance or support”. 

Lincoln (1982) defines a network as a “well defined group of actors (individuals, groups, organisations, etc.) which are inter-joined through a group of social relationships” 

Van de Ven and Ferry (in Ruiz 1998) defined network as “the whole pattern of inter relations among a group of organisations, that are integrated as a social system, in order to achieve collective and particular objectives or to solve specific problems in a target group”.

Starkey (1997) defines networks as “any group of individuals or organisations who, on a voluntary basis, exchange information or undertake joint activities and who organise themselves in such a way that their individual autonomy remains intact”. 

From the preceding definitions, it can be concluded that networks are defined in different ways, but all concepts and definitions have implicit the notion of getting out a benefit from the interaction with other actors. Furthermore, actors do not belong to just one network. They can be members of a number of different networks, each based on different types of relationships, and the links involved can be strong or weak, as defined by the type and quality of interactions. 

For the coming analysis, building on the definition provided by Starkey (1997), a network is considered as a group of actors or members who contribute resources or time in a two way exchange or communication, interacting to achieve common objectives. Networks can be structured in different ways, but in the context of this research, the existence of a secretariat or a managing or facilitating body will be considered as a prerequisite to be defined as a network, accepting that these common elements provide a baseline to the understanding of networks. This study will consider networks and networking with regard to human capacity building on IWRM.

Saywell (1996) defines collaboration, consultation and information exchange as networking activities. Information exchange is a passive sharing of information- when a co-ordinator distributes information to all network members with minimal communication between them, or an active sharing of information when there is an attempt to collate comprehensive information from members and encourage frequent communication and co-ordination between members. Whereas consultation relates to the periodically organised face-to-face meetings and workshops, which help to share information and ideas while escaping from the bureaucracy and formalities that may exist in a regular information exchange network. “Collaboration” refers to the mechanism that helps institutions to share resources and conduct activities that are jointly planned and implemented.

Networking can affect the autonomy and independence of its members when the products and services provided by the network compete with the ones offered by the member.

Fowler (1998) in the context of NDGOs (non-governmental development organisations), states that there is a direct relation between cost in autonomy for the institution and the degree of perceived benefit: the greater the perceived benefit, the more likely the NDGO will give up autonomy of action and/or take on additional responsibility for its actions with others.

Centres, organisations, institutions and/or individuals active in the same field try to relate to one another in order to optimise their efforts in accomplishing their mission and goals, and to raise their effectiveness. In their effort to achieve this objective, centres often compete for resources, as they are always scarce. But competition can also be for projects or even for human resources.

One of the reasons why collaboration turns into competition is because of the links between nodes. Common wisdom in networks is "the more connections, the better". Networks with many structural holes (the absence of ties within networks) produce entrepreneurial or competitive motivations, whereas those with cohesive or dense ties produce cooperative motives and may engender a sense of community among network members (Kadushin 2002). But the amount of links “per se” does not guarantee cooperation. Sustained commitment, trust and adoption of values like open communication, quality, innovation and efficiency, promote collaboration among members.
3.2. Why a network?

According to UNDP (2000), sustainable development, involves a process of change towards a more enabling environment. Then this process make use of different types of capacity among a wide diversity of groups and at a different times; but the resources and mechanisms that give institutions their sustainability (staff, space, organisational structures) may not necessarily be compatible with the flexibility required to respond promptly to a constantly changing situation. Collaborative arrangements between institutions, groups and/or individuals like networks may be the most appropriate way of building the capacities necessary to manage a changing environment, and bring together supply and demand, questions and answers.

After defining what a network is, is worth asking why to create one. As a simple answer it can be argued that a network is created because the problems to be addressed are too large for a singe organization to face, and that the benefits to get out of it worth the investment. Networks are also created because potential members see a benefit to get out of this activity: sharing of resources, economy of scale, access to information, resources or new markets.  

To get the most out of networking a key issue is to have a clear idea with whom to network. In making this choice, not only a common field of interest plays an important role. Relating to equal partners and developing with them a relationship based on mutual interest, trust, collaboration and a common agenda will help obtain the benefits aimed at. Here, collaboration is a key element: on the one hand, benefiting from membership to a network is an intrinsic right of members; on the other hand, membership also implies collaboration and contribution. (Borba 1999)

Networks also provide the oportunity to share costs of performing activities and increase the impact. This is true also for the donors who fund such activities. Frequently money driven initiatives are usually shaped according to donor’s view, and not necessarily responding to the actual needs. These funds can be conditioned or “tied” to the fulfilment of some prerequisites, regarding member selection, based on geographical location, type of institution or even, political affiliation.  These “imposed alliances" can harm the development of activities. Ownership can also be compromised and in this sense some donors can contribute to the instability rather than stability of networking efforts. 

3.3. Relations between network members

The exchange of resources between members creates the connectivity that characterises networking. The number and types of resources exchanged, the direction in which they flow, and how frequently and voluntarily they flow describe the structure of the communication system and is the “glue” that gives cohesion to the network. 

Network members who maintain one or more relations are said to maintain a tie, and such ties may range from weak to strong. Weaker ties are based on fewer relations, infrequently and not reciprocated exchanges. Stronger ties are based on the maintenance of many relations and active reciprocal exchange. Weak ties tend to be more opportunistic, taking advantage of passive, group-oriented means of communication, whereas strong ties tend to be proactive, seeking out means of contact (Haythornthwaite 1996).

The advantages of strong and weak ties are fairly well accepted. Strong ties provide timely access to information circulating the network. Those with whom a member is strongly tied are more motivated to share information with that member. However, since these members tend to be active in the same fields, the information they have may be redundant with that available from others within such a closed network. By contrast, those with whom a member is weakly tied are likely to be active in different circles, thereby opening up access to new information. However, the infrequent contact with these others, and their lack of motivation to share, may make for less timely receipt of information (Haythornthwaite 1996).

Relations tie two or more members in a network. When members are represented as connected dots, the relations maintained between them can be depicted. From this view, one can examine the way in which resources (including information, knowledge, educational materials, tools, etc) circulate within the network, and how members are positioned within the network to play central or peripheral roles in the movement of those resources. Theses diagrams (see below) can show whether information and resources are circulating to all members, or whether some subsets of members are only communicating with each other. The way in which resources flow in a network has an important impact on each member’s exposure to information, their commitment and also defines the network structure.

Networks can have a centralised or decentralised structure. Centralised networks are mainly of two types: one where the central secretariat communicates periodically with the various members and there is no lateral exchange of information. It is a one-way flow as in fig 2A. The central body dominates and there are no direct contacts and communication among the various members. This is considered a highly centralised structure, where the central body makes decisions and spreads information and resources. Nowadays this kind of network is infrequent.

The second type is where information and communication flow from the central secretariat to the members and the members contribute information and/or react to the secretariat (fig. 2B). Also here there is no communication among members, but only between members and the coordinating or central body. This is a common structure.
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Figure 2. Centralised networks

[source: Modified from Borba 1999]

Networks can also be designed with a fully connected structure (figure 3), where members are able to interact with each other as well as with the coordination unit in a reciprocal manner. Developments of information technology (internet, e-mail, video-conferencing, etc) have improved communication among members in a significant way.
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Figure 3. A fully connected network

[Source: Modified from Borba 1999]

When the distribution of the administrative functions the governing body among members facilitate the development of activities, a decentralised structure have been adopted by some networks. The role of the secretariat or management body is rather to facilitate the linkages among members than to execute activities. Members communicate with each other and with the secretariat and vice‑versa. Figure 4 represents this decentralised structure. 

It is common that a decentralised network establish their own regional sub‑networks (figure 4). This is a highly decentralised network structure, which greatly contributes to develop local ownership and sustain commitment of member‑centres of different regions. 
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Figure 4. A highly decentralised network

[Source: Borba 1999]

Networks can also be analysed by considering them from the perspective of a focal member. This provides a view of the ties that individual members maintain. Showing the interconnectedness of individual member's networks. Member can be active in more than one network and gain access to a different set of benefits, but at the same time this gives compromises to be maintained. 

But how many ties are too many or too few? What types of relationships make for good education, training and research network outcomes? There is no standard answer to these questions, but a member should weigh his capacity and commitment when he joins and becomes an active member of a network. Characteristics such as the size of the member’s own network, their diversity (and type), as well as the member’s activity and commitment to the network, all have important consequences for a member’s access to resources and support, and for the performance of the whole network. 

Typically, when membership becomes larger, not all the possible connections are established and "structural holes" develop. This limits the member exposure to information and resource exchange, reducing its benefits from networking. The extent to which individuals are connected to each other, and the extent to which the network is integrated are two sides of the same coin.

Differences among members in how connected they are can be extremely useful for understanding their attributes and behaviours. More connections often mean that individuals are exposed to more information that is more diverse. Highly connected members may be more influential, and may be more influenced by others. Information spreads quicker where there are high rates of connection. More connected memberships may be better able to mobilize their resources, and may be better able to bring multiple and diverse perspectives to solve problems: ties provide opportunities.

Number of members is critical for the structure of the network because of the limited resources and capacities that each actor has for building and maintaining ties. As a group gets bigger, the proportion of all of the actual versus potential ties will fall, and the more likely it is that differentiated and partitioned groups will emerge. These groups within the network can be highly interconnected internally more than they are with others. (Haythornthwaite 1996) They can form subgroups known as cliques within the network. The number, size, and connections among the sub-groupings in a network can be useful to understand the likely behaviour of the network as a whole. 

Two major considerations regarding exchange of resources can be done. First, by definition it is expected that network members share the resources they have, therefore there is a need to build up the kind of environment that fosters this sharing: strong ties. Second, it is desirable that network members add new resources to the ones circulating in the network, information that is likely to come from individuals (or organisations) outside the closed circle, those with whom a weak tie is shared. 

According to Van Der Beken (2002), the level of interaction between members determines the “network-intensity”. He argues that sharing information can be seen as a low level of interaction, merging of two or more members would be the highest level of interaction, and proposes the following classification of networks of increasing intensity:

Low-intensity networks

1. Forum: a regularly organised meeting where information and ideas are exchanged and discussion can be freely engaged. Electronic forums through the Internet are an example.

2. Platform: a group of actors that supports an existing programme/project or plan a new programme/project; such an interaction could be the outcome of a forum.

3. Alliance: a more or less diffuse link between actors or between several networks, whatever their type, with common objectives.

High-intensity networks
4. Cluster: a group of actors or partnerships that shares common support structures and seeks to exploit complementary characteristics of the group or results of projects.

5. Partnership or Consortium: a group of actors executing a project of limited duration. 

The term 'partnership' is now widely used where more than one organisation or interest is involved in. It can be understood as a relationship between individuals or groups that is characterized by mutual cooperation and responsibility, as for the achievement of a specified goal. A legal contract in which each one agrees to furnish a part of the capital and labour for the achievement of such a goal, and by which each shares a fixed proportion of profits and losses can be part of it (United Nations 1999).

Networks for capacity building can be classified in one of or more these types, simultaneously, particularly when several projects are under development and involve different groups of members. The level of interaction can vary through time according to defined priorities.

3.4. Network management and organisation

3.4.1 Membership

To understand the relationships between network members, it is useful to define the type or categories of members a network can have:

Individual Members

These are individuals with an interest in the aims and objectives of the network.

Corporate Members

These are the “actual members”, involved in the day-to-day network activities. Defined in different ways by different networks: for IWA (International Water Association) corporate members include utilities, research organisations, consultants, industries, equipment manufacturers and regulators (IWA 2002). For The Professional Associations Research Network PARN, these members are defined as bodies that normally have the following in place or are clearly aiming to have these features:

• Entry pre requisites based on education/experience

• A register of members,

• A code of conduct or guidance for members regarding their professional work,

• Systems to maintain standards and quality within the profession (PARN 2003).

Associate Members

These are organisations or individuals with an interest in the aims and objectives of the network. The chief distinction between the Corporate and Associate Members is that the former receive voting rights at the general assembly. Commonly associate members do not have voting rights.

National members

Defined as countries that are represented in the network through national membership.  

Supporting members

These members give support in kind or as economical resources to the network, and can be given different kind of benefits. 

Frequently a member (not an individual) is considered a resource centre. Modifying the definition provided by Karanja (in IRC 2001) for a resource centre in the water and sanitation sector, a resource centre for capacity building can be understood as a place where information and key skills are brought together to support activities which will strengthen the provision of capacity building activities. Resource centres are typically single organisations working at national, regional or international levels, but may also develop working partnerships, which have practical and theoretical strengths and are forward looking and willing to share knowledge and skills. Resource centres are places where the lessons of the past are learnt and stored, and where those lessons inform and influence current practice. 

For the “Gender and Water Alliance” network, an organization or an individual can request membership if they have an area of competence and are committed to achieving the network objectives; share a desire to contribute to applying integrated water resources management as well as gender equity principles; support the main strategies of the Associated Programme proposed within the context of the Global Water Partnership; and pledge support in terms of time, material support, human resources or funding (IRC 2003).

For the Africa based “Waternet”, the first regional capacity building network specifically established to support the implementation of IWRM, membership is defined as “institutions based in the region that are involved in training, and/or education, and/or research in fields related to IWRM”.  Waternet also has ‘supporting members’, including the Dutch and Swedish governments, and IHE Delft (Cap-Net 2002). 

Different networks have different types of members, and have different criteria for it. What is important is to have defined criteria for member selection that brings in the right kind of persons/institutions for the deliver of products or services the network was created for.

As a lesson learnt from the Waternet experience, it came out that regional networks should weigh the pros and cons of membership at the level of entire universities or faculties or research institutes, and also that “the degree of the membership range and diversity has implications for network identity and cohesion, for the need and scope for strategic partnerships, and for ways and means to interact with” (Cap-Net 2002). 

This leads to another key aspect of the membership: networking activities are done mainly on a person-to-person basis, and more often than not, those persons are working for the network on a part-time and voluntary basis. Networking activities involve to a great extent personal contact, either face-to-face, electronic or by other means (mail, phone/fax).

3.4.2 Network governance
Commonly, network overall governance is executed by the general assembly, a steering committee, and a secretariat. Networks can have different structures for their governance, including an advisory board or technical committees. What is important is that the whole structure should serve its purpose, tailored to ensure effective decision making in carrying out network mission and plans, and therefore should be designed accordingly. Decentralisation of the functions and activities of the coordinating body, and the establishment of regional sub-networks, greatly contribute to maintaining members’ interest in participation.

General assembly
The general assembly is composed of all network members regardless of membership kind. Commonly this is the overall governing body of a network. Each member (institution) nominates and sends a representative to the general assembly, usually meeting on a yearly basis. However, if urgent issues would arise that need to be decide on, they meet on an extraordinary basis. The assembly approves strategic policies, new membership, elects the steering committee, approves or rejects annual reports, plans and budget.

Steering committee
Formal networks for capacity building require a structure, for coordination and accountability because they often have more than one objective and several activities to deal with. The creation of this governing body is considered one of the earliest milestones on the way to formalizing a network.

Typically the governing body is composed of network members who are elected by other network members. The governing body is, in turn, accountable to members of the network. There are several things to consider when selecting a governing body, and each network should decide on them according to its objectives, membership (and type of members) and the planned or expected relationships among members.

· Number of members: How large the governing body should be to be able to make informed, balanced and fair decisions? Too many members can be difficult to manage when it comes to reach consensus and be difficult to coordinate meetings and activities. Too few can lead to under-representation of the members.

·  Composition: Related to representation of the membership characteristics. Some characteristics are gender, kind of member (research institute, universities, etc), and geographical location.

· Length of term or period: How long will the term of members of the governing body be, and will they be able to be re-elected, and for how many periods, if so? This period should be adequate to allow results to be shown. If it is too short, there is the risk of discontinuity and change of trends.

· Election procedures: This considers who gets to nominate a candidate for the governing body, and if members are to be elected by an open show of hands or by a secret ballot, and who gets voting rights.

The Steering Committee serves as the policy-making body of the network. It executes the administrative and managerial functions that are not under the competence of the general assembly.  As this committee is “over” the secretariat, it gives functions and looks after its workings.

Secretariat
The network secretariat is responsible for the day-to-day management of the network. It usually comprises at least two members: a secretary and the network manager, but this can vary from network to network. Functions of the secretariat may be to implement decisions made by the steering committee and the general assembly, to elaborate annual reports and annual financial accounts, to co-ordinate actions leading to the general assembly, and to be accountable to the Steering Committee. The secretariat is not an implementing body for the network. Delivery should be with members

The following are examples of management structures of networks for capacity building:

a. Waternet (figure 5)


Figure 5. Waternet Structure

[Source: Waternet 2001]

b. UNESCO-IHE Power governance structure of the partnership (IHE 2002):

· Panel of rectors

· Technical committee

· Academic working groups for joint products

· Task force

c. The organizational structure of the Indonesian Capacity Building Network for Integrated Water Resources Management, InaCapNet, consists of two elements: Steering Committee and Secretariat Executive; they also hold an annual meeting (InaCapnet 2002).

3.5. Communities of practice 

Capacity building as a long-term, voluntary process of increasing the ability to identify and solve problems and risks, and to maximise opportunities, involves both the mobilisation of human, institutional and other resources and their subsequent strengthening and development. If networks are to serve this general purpose, they should be considered as a “learning organisation”, an organisation that has the intrinsic capacity to learn and develop as a whole rather than as a set of individual members. 

According to Wenger (1998), the concept of communities of practice has recently gained attention as a way of understanding how knowledge and learning develop in specific contexts, and of how they are manifested through particular sets of skills. 

Unlike more formal types of organizational structures, it is not so clear where communities of practice begin and end. They do not have launching and dismissal dates. The situation is different from, for example, a task force or a team that starts with an assignment and ends with it, a community of practice may not congeal for a while after an assignment has started, and it may continue in unofficial ways far beyond the original assignment.

Wenger et al (2002) define communities of practice as groups of people who share a concern, a set of problems, or a passion about a topic, and who deepen their knowledge and expertise in this area by interacting on an ongoing basis. He argues that communities of practice are everywhere and we all belong to a number of them (at home, at work, in our hobbies), some have name, some do not. Some we recognise, others remain largely invisible, but it is important to acknowledge that the relationship and the willingness to share must be voluntary; there must be mutual or reciprocal activities.  

Despite the variety of forms that a community of practice can take, they all share a basic structure. Authors like Verna (2000) and Wenger et al (2002) agree that a community of practice is a combination of three fundamental elements: a domain of knowledge, a community of people who care about this domain, and the shared practice that they are developing to be effective in their domain.

According to Wenger et al (2002), when these three elements function well together, the community of practice makes an ideal knowledge structure that can assume the responsibility for developing and sharing knowledge. In networks active in fields of education, training and research, this approach provides the opportunity to build an integral approach to knowledge transfer and makes diffusion of the tacit knowledge managed by the owners and the tareget group, otherwise hardly done. This is clearly recognised by “Mycap-net” (2002), as follows:

“When thinking of the poor and vulnerable, there is a general tendency to think of them as helpless people for whom the only solution is aid. The reality is that marginalized people are usually highly motivated to help themselves, they are very often held back by constraints imposed on them by society. In every case, these people should be looked upon as an important and powerful resource to be involved in planning and implementing solutions to their own water-related problems, whether access to drinking water or adapting to floods and droughts.”

Looking at the elements that define the community of practice and its activity one can conclude that there is no a clear border between a structured network and a community of practice. Verna (2002) sate that communities of practice has a looser degree of connectivity and simpler relationships than structured networks. 

Being broad the field of activity of networks for capacity building, it is acknowledged that communities of practice can be developed inside a network or by networking with other networks and be useful vehicles for knowledge sharing around specific issues.  In some situations, groups working in isolation may be highly productive, as differentiation facilitates the concentration of relevant expertise. 

3.6. Networking in the context of capacity building for IWRM

The complex interrelation among the management issues related to the water sector points at the diversity of consequences for wide range water resource users. Frequently governmental institutions dealing with water issues are not well equipped for it. The problems are of intricate nature and have interdependent causes, while governmental institutions tend to work independently and with a fragmented approach (OECD 1989).

According to Cap-Net (2002), many national and local institutions responsible for water management and water service delivery do not work effectively or efficiently because of:

· Inappropriate policies for water management, and unclear definitions of the mandates of the institutions

· Lack of resources (inadequate funding and human resources)

· Working in an environment that is not conducive for institutions and inhibits job satisfaction

· Inadequate education and training facilities

· Lack of participation from communities and customers

In this respect, the water sector is not so different from other sectors and the analysis and lessons drawn from one sector can be translated into another. What is clearly not the same for the water sector is the “first order priority” that is usually given by governments, which is recognised as a modifying factor mainly in terms of funding. Also, as the water sector has a strong influence on governments, it is considered as a conservative sector, where changes have their own pace and depend on a range of factors.

There is a wealth of experience held by water practitioners, specialists and decision-makers worldwide to build the holistic approach required for water resource management. The creation and strengthening of networks as instruments for connecting actors at local, regional, national and global levels have been identified as major issues needed to address the challenge of IWRM. The cross-sectoral nature of IWRM reinforces the potential in the networks approach to face new emerging challenges. Networks allow information and expertise sharing and can become a proactive structure in synthesising experience and lessons learnt, identifying research areas and encouraging virtual exchanges of views.

4 Review of Networks

4.1. How to review a network? 

To make the review of the proposed networks, the following characteristics are proposed as the more relevant ones: members and membership, structure, purpose, performance and ownership. Those characteristics are reviewed using other elements of analysis, as indicated below. 

To review a network, the following scheme is proposed by the author:

a. Introductory analysis of why, when and by who the network was created

b. Network Description

· Members 

· Criteria to become a member

· Role of members

· Network structure

· Network and member resources 

· Network time frame

· Funds and fundraising 

c. Purpose

· Vision

· Mission

· Values and principles

· Objectives 

· Target group and interactions 

d. Performance 

· Outcomes and benefits 

· Difficulties and obstacles encountered

· Weakness and strengths

· Relevance

e. Ownership

4.2. The International Training Network, ITN 

a. Introduction 
During the International Drinking Water Supply and Sanitation Decade (1981-1990), utilization of low-cost technologies began to make significant progress. Combined with their development, there was a need to facilitate training in the countries concerned to enable the technologies to be absorbed into the engineering mainstream. In the early 1980s, the UNDP-World Bank Program had developed a number of materials intended for training purposes in the form of manuals on how to construct latrines and how to conduct surveys and other exercises. Training and information materials were prepared in many languages, and consisted mainly of slide-sound shows, films, and project preparation guidelines aimed at engineers and other water sector professionals, field staff, and NGO and government decision-makers. 

These were seen as a foundation for a new venture initiated by the UNDP-WB program with support from bilateral donors: an International Training Network (ITN) for Water and Waste Management. The Network was launched in 1984 at a meeting of donors in Konigswinter, Germany, convened by BMZ/GTZ, UNDP, and the World Bank. Full operations began in 1985, and the main phase of activity took place in the second part of the Decade. 

The ITN's immediate objective was “to strengthen the capacity of sector and educational institutions within developing countries to carry out training programs and other human resources development activities on low-cost water supply and waste management.” Thus, development and operation of a network of institutions, though not in itself an objective, was the primary means to achieve the overall objective. 

 Wholesale education and training among sector professionals was outside the scope and resources of the project as envisaged. Its purpose was rather to help teaching institutions incorporate low-cost approaches in their public health engineering curricula, and to establish a network whereby they could exchange tools, experiences and information.

Over the years, the Global ITN have transformed into a different network, membership have changed and its vision, mission and objectives have been re-formulated, trying to move the field of activity according to changes in demand and global tendencies.

The ITN program has been evaluated several times. In the present review, reference is made to the first one made in 1987 and the one made in 1994, both by teams including WB personal.

The focus of this review is the ITN Africa although some reference will be made to ITN Philippines.

b. Network Description

Members
The ITN was conceived as a partnership of training centres, host agencies, governments and donors specialized in water and sanitation issues, including the UNDP-World Bank Water and Sanitation Program. The program wanted to establish the Network linking affiliated institutions serving Asia and Africa. 

The UNDP-WB goal was to develop a network of 15 participating centers by the end of the “decade”. These were to be relatively independent bodies, led by people with influence in the water and sanitation sector. Their task was to advocate state-of-the-art policies and to become focal points for knowledge on low-cost approaches.

Ultimately, seven participating ITN Centers became fully active: country Centers in Bangladesh, India, Ghana, and Philippines, and Regional centers in East, West and Southern Africa. These latter were respectively based in the African Medical and Research Foundation (AMREF) in Kenya, the Centre régional pour l'eau potable et

l'assainissement à faible cout (CREPA) in Burkina Faso, and in the Department of Civil Engineering at the University of Zimbabwe. ITN have evolved into a diverse set of autonomous non-profit making country centres (like in Ghana and Zimbabwe), national networks (India and Philippines), and sub regional networks (like in West and East Africa). Nowadays they are loosely linked in a global network. Centres have evolved as independently managed organisations and developed different specialities, established links with new institutions accordingly and joined other networks, donors and associated institutions in industrial countries.

In 1997 operational guidelines were defined by five African ITN centres:

· NETWAS International - Network for Water and Sanitation International (Kenya) 

· CREPA - (Burkina Faso)

· IWSD - Institute for Water and Sanitation Development (Zimbabwe)

· TREND - Training, Research, Education and Networking for Development (Ghana)

· NCWSTI - National Community Water and Sanitation Training Institute (South Africa)

In November 2002, the ITN Africa network held its strategic planning meeting. Actually the members are NETWAS, CREPA, TREND, IWSD, NCWSTI, CFPAS (Centro de Formação Profissional de Águas e Saneamento, Mozambique).

ITN Philippines was established in 1990 to provide a platform for government, non-government and the academe to work together towards the promotion of community-based water supply and sanitation systems. In 1998 it was registered as a non-government organization. It does public information, research, community organizing, advocacy and training for the awareness, appreciation, protection and conservation of Philippine water resources. Its consultancy services include technical assistance, environmental and ecological sanitation, policy advocacy, consultation workshops, case studies, action researches, capacity building of trainings, dynamic information support, community organizing and study tours.

Through time the number of members has been kept relatively stable; from the originally intended 15 centres, only remain the one in Philippines, the Africans NETWAS, CREPA, TREND, IWSD and NCWSTI. 

Criteria to become a member
UNDP-World Bank initiated the project in a top down way, the initial selection of suitable local and regional institutions to act as ITN Centers and the support to plan and find financing for them was undertaken by the network’s co-ordination unit (located in the World Bank’s infrastructure and urban development department of the policy, planning and research complex in Washington), selecting existing sector agencies or educational institutions. It was made on a region based criteria and the receptivity of the governments to join the program.

The 1997 ITN review made by UNDP recommended not to exclude countries in Asia or Africa, such as Nigeria and Bangladesh, where commitment was difficult to ascertain but have large urban and rural poor populations. It was acknowledged that the full commitment to ITN’s objectives was a condition to join.

Role of members
The selected institutions became members under the UNDP-WB selection, and they  were expected to function not only as isolated national entities, but also as an international network for the exchange of information, experience and mutual collaboration. UNDP-WB provided different assistance to the centres, besides funding, one basic resource were educational tools in the form of manuals on how to construct latrines and how to conduct surveys and other materials to be used in the diffusion of low cost technologies for water supply and sanitation. These training and information materials were prepared in many languages, and consisted mainly of slide-sound shows, films, and project preparation guidelines aimed at the education and training of engineers and other water sector professionals, field staff, NGO and government decision-makers. 

These training materials were produced under the research and development program by the World Bank, mainly in Asia and centres invested time and resources making them more suitable for African conditions: low cost technologies should be cost-effective, affordable, easy maintainable and culturally acceptable. The 1987 network review team was favourably impressed with the accomplishments by that time, in line with proposed objectives of “Decade”.

The approach was the training of trainers to promote its replication on a larger scale and achieve a wider impact, being the final beneficiaries of the program the low-income population groups in the urban fringe and rural areas in the country(s) of activity/influence of each centre. 

In the firsts years centres were pretty much active in getting themselves established, and struggling to get enough funds, they were cooperating with each other on an informal basis through the initiative of the directors .The UNDP-WB program were very active in the promotion and establishment of the ITN in the early years but this support was not equal to all the centres, and decreased trough time. In 1994, support to the international network was phased out. 

This approach was made in the so-called “top-down” way, and the initiative was heavily money-driven. It was the outcome of a plan made by donors who identified the need and provided the economical means to achieve the goals, but the process was made with little or no consultancy with the beneficiary countries. 

Today the centres are acting as a country node, having its own network at country or regional level. They are active in education, training and research, and after the 2002 strategic planning meeting, members agree to work collaboratively on five topics.  

Network structure

The network was conceived with a simple structure, consisting of a central unit located in the World Bank in Washington and the centres at the periphery.

The central unit was the network hub and had to:
· Prepare guidelines for appraisal of centres

· Mobilize funds to support centres activities

· Establish the centres

· Held instructors’ workshops and orientation meetings for consulting engineers

· Develop links and joint programs with other projects

· Translate and adapt the training materials to French, Spanish and Chinese

Figure 6 shows the network structure as was depicted by the evaluation group in 1994.
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Figure 6. ITN structure in 1994

[Source: UNDP-WB 1994]

This figure shows a centralised network, where the UNDP-WB headquarters are at the centre. The main component of these relation was the funding, made trough money transfer and contracts with the centres. The figure clearly shows two independent groups (Asia and Africa), linked only trough the network hub. Inside the African group the connection between centres is deficient. Networking involves interaction and communication between members, and this circumstance limited the benefits members were obtaining. 

This situation was acknowledged in the 1994 evaluation: 

“…the available information indicates that collaboration and exchange among the centres is practically non existent, except in the area of information exchange, which also appears to be sporadic”

The network coordination unit slowly loosed activity after the Washington coordinator left the program and was not replaced. Its functions were poorly assumed by the regional World Bank working groups in Asia and Africa, but it was more on an intermittent basis.

The organisational structure and management of the network was not completely addressed. The only governing body was the coordination unit, but after the establishment phase its coordinating activities were weak. There were no clear understanding of what a network should be, neither what the role of the management body should be. 

In 1997, five African Centres NETWAS, CREPA, IWSD, TREND and NCWSTI made a reference document, describing the details of operation and cooperation of the network centres, but no formal governing structure was defined. Centre director’s were holding annual meetings and progressively these meetings included more organisations, institutions, donors and sector agencies. This was the beginning of the ITN conference, with one day reserved to the centres meeting.

Communication technology has improved connectivity among members and currently electronic means of communication play a major role. Today the ITN has improved communication among centres, with links of different intensity between them. Francophone and Portuguese speaking countries experience communication problems (in the past as well as today), as English is the language spoken by the majority of the members and although centres are encouraged to be bi-lingual. As a consequence, materials developed by CREPA are not fully used by other members, since this implies an extra translation cost.

Once established, the World Bank ITN program coordinator had a weak presence, not influencing decisions among centres. Members agreed to have a rotational manager institution on a yearly basis. This institution should deal with coordination of network activities, joint publications, reporting and secretariat activities. Also, this institution should organise the annual conference to be held in its. 

This rotational managerial scheme provides discontinuity in the management impacting the general performance of the ITN. The performance of that managing centre is directly related to how active this member is, its commitment, skills and ability to manage a changing environment. On the other hand, this rotational process is considered as part of the capacity development process, as in this way each centre has the opportunity to manage ITN.

During the November 2002 meeting, members agree to form a jointly funded coordinating unit that is located at NCWSTI in South Africa. This unit will link individual members, develop promotional material, follow up network project proposals, market the ITN, be focal point for information on ITN and organize network events. In this meeting the need to develop and strengthen the management was also recognised and a proposal for management support will be developed at NETWAS by May 2003.

Network and member resources - Funds and fundraising 

The program set up included the creation and strengthens of institutions able to cope with the proposed objectives. For this, economical resources to contract qualified staff were provided by the coordination unit of the UNDP-WB. Each centre were to have a director that should be responsible for the recruitment and management of the staff among diverse disciplines that include water and sanitation engineers, socio scientists, public health officers, economists and environmentalists. 

The centres and the International Network itself enjoyed support from donors, at first through the Program and later independently. UNDP was an important facilitator and donor, both from headquarters and through UNDP Country Offices. The ITN was established with funds from the UNDP, World Bank and international donors, in its first 18 months it mobilized $5.7  US million dollars for the support of the national centres. By that time it was envisaged that increased levels of funding and continuity were required to maintain and implement the proposed work program satisfactorily

Since 1994, centres have relied in its own capacities and abilities to search for different funds sources. New alliances allowed the involvement of new institutions and donors, as part of the own centre network. 

The 1994 ITN evaluation recommended that an emphasis on market orientation in business plan was required to improve sustainability and relevance, and that the financial support from donors should be used to support capacity building and non-activities, allowing activities such as consulting to generate income. 

The African ITN-centres proved that the ITN idea could work and become very effective. The ITN-centres became sufficiently strong being professional and competent in its service provision but also in its management and commercial capacities. Although certain services like information dissemination, linkage to sector learning at global level, advocacy for the sector etc. can not be sold cost covering to the recipients. Yet, exactly these services make the ITN- centres unique and most valuable for the sector.

Network time frame 

The network time frame can be divided in five overlapping periods:

I. From 1982 to 1986. A pre-ITN or design phase in which the training materials to be distributed among the centres and the design of the network took place at the coordinating unit

II. Starting in 1985 was concentrated on the establishment of the proposed 15 centres and the network expansion. This period was strongly guided by the coordinating unit. In 1993 when the network coordinator left the support form the World Bank was reduced substantially. In this period centres like CREPA and NETWAS aimed to establish links with institutions in neighbouring countries to form regional networks. 

III. Starting in 1989 aimed at closer collaboration and exchange between members. This year the first ITN director meeting was carried out. These director’s meetings evolved into a larger event, with the participation of other organisations, institutions, sector agencies and donors, and finally became the annual ITN Africa conference.

IV. Starting in 1997 with the preparation of the operation guidelines as the official reference document of the ITN Africa, describing the details of operation and aspects regarding the cooperation of the centres. Networking principles were defined. Objectives were reformulated, areas of specialisation were defined and the responsibility to become financially viable and contribute to the ITN Africa activities was left with each centre. This was done by NETWAS, CREPA, IWSD, TREND and NCWSTI.

V. Starting in 2002 after the strategic planning meeting held in November where the vision, main goal and strategies for the ITN Africa were defined. Also and agreement on the work plan and the setting up of a coordinating office in NCWSTI, South Africa was made. 

c. Purpose

Although training was the core activity to assist countries in building their capacities to deliver water supply and sanitation, ITN expanded its mandate beyond technology training to capacity building. Greater emphasis was placed on assisting governments to formulate policies for human resource development. As the ITN grew, stronger mechanisms for skills transfer, coordination, and regional strategy development emerged. A closer partnership with PROWWESS (Promotion of the Role of Women in Water and Environmental Sanitation Services) was established to strengthen ITN training in participatory approaches and promotion of the role of women in the sector.

The research and training mandate of the network changed over the years, as low cost technologies became widely known and used. The network focus shifted to new areas of activity (capacity building) that require a social change. Adjusting from supply-driven to demand driven policies and projects is difficult in a sector traditionally managed by engineers. 

Vision
The vision statement changed over time, reflecting the new direction the network adopted. As was defined in 2002, “ITN Africa is a network of centres of excellence, committed to capacity building for the delivery of sustainable water and sanitation and hygiene services for all and effective water governance”

A conceptualisation should be done, in order to make clear what a centre of excellence is, and how to strength them.  

Goal
The current ITN main goal statement is “To ensure an empowered and self renewing water supply, sanitation and hygiene sector effectively and efficiently delivering and managing services and resources” 

This goal reflects the change in the network field of activity. By 1986 it was aimed at strengthen the capacity of the water supply and sanitation sector mainly through training activities on low-cost water supply and waste management.

Values and principles
The 1997 agreed principles are:

· Commitment of the members or partners

· A common interest of the partners

· Existence of perceived and real benefits to be derived from networking

Although not redefined, not really addressed in the 2002 meeting, this principles continue to be valid and implicit in the vision, goal and work plan adopted. 

Objectives
The original objective in 1984 was to set up 15 training centres in existing organisations around the globe. The centres’ purpose was to spread the knowledge of how to develop water supply and sanitation services for the poor using affordable low-cost technologies, easy maintainable and culturally acceptable. The centres were expected to train new professionals, train trainers, conduct applied research, and establish information dissemination programmes. To ensure that they had access to current thinking and technical support, each centre was to be linked with one or more associated agencies in the north as well as among similar centres in the region. 

The goal of 15 ITN was elusive. The plan was top down, supply driven, from the north to the south, likely made with little consultation with the recipients. It was a very different world in 1984, a great deal about development has been learned since then, and the general development environment has changed. New global trends have emerged and donor priorities and interests have also changed. 

The 1986 long-term development objective were to increase the capacity of developing countries to deliver water supply and sanitation services to low income groups, using primarily low cost-technologies and community based approaches.

And the immediate objective was to strengthen the capacity of the sector and educational institutions within developing contries to carry out training programs and other human resource development activities on low cost water supply and waste management.

ITN Africa in 1997 redefined its objectives: 

· To promote free flow of water and sanitation sector information, between individuals and organisations

· To provide practical information and qualified technical advise and assistance to individuals and organisations in the water and sanitation sector

· Promote the use of appropriate technologies

· To identify subject areas in which the available information is inadequate in order to prepare publications or undertake research hand development activities

· To maintain contact with experts, resource centres and specialized organisations and cooperate for projects of mutual interest

· To maintain regularly updated documentation and computerized database on all issues relevant to WSS sector, together with statistics of enquires to evaluate effectiveness of ITN and respond to changing needs

· To promote effective and efficient means of communication to enhance exchange of information in Africa

· To act as a resource base for Water and sanitation sector

In the 2002 meeting the network objectives were not redefined, although a goal was defined and a work plan structured around four thematic areas: Ecological sanitation, hygiene and sanitation school materials, catchment management and WASH (water, sanitation and hygiene) campaign. Projects were drafted and CREPA, TREND, NCWSTI AND IWSD are respectively responsible for the preparation of the final proposal. Progress on this will be evaluated in May 2003.

Target group and interactions

The original target group were the low-income groups and educational institutions in developing countries, to carry out training programs and human resource development activities on water supply and waste management.

The target group was redefined in 2002 as the decision makers at higher levels where the impact can be bigger. It was agreed that the centres should act as broker between the higher and the lower levels. 

Other institutions seen as “good partners” are also targeted to strengthen the ITN capacity to work with communities.

d. Performance 

Outcomes and benefits 

The ITN centres were provided with an audiovisual series on low-cost technologies and approaches. Each centre adapted these materials to its own cultural and linguistic needs. Centres also developed many of their own tools and materials. 

By 1997 the African ITN network was functioning to the extent as it was found beneficiary to its network members. Newsletters, strategies, experiences etc. were exchanged; opportunities for training courses were facilitated; complementarities were sought with preferences, yet, competition was accepted depending on the market situation and the competence of the centres.

Technical visits to other centres are considered as a key interaction activity, since they provide the opportunity to have personal contact, and learn “on the field” about the work others are doing, exchange of experiences and it also provides technologies to be adopted and adapted by other centres.

As independent institutions, ITN centres are an integral part of each country’s development community, but they have access to best practices and knowledge through the network. They see themselves as catalyst and as partners to governments, helping to bring about change in development approaches through generation and dissemination of knowledge and information.

The network outputs are defined by its activity, which are embedded in one of the following categories:

· Documentation and information dissemination

· Capacity building, mainly by training at different levels

· Applied research in water and sanitation

· Advisory/consultancy services to donors and their own governments in project organisation

Difficulties and obstacles encountered
The so-called “top down approach” that originated the ITN did not lead to a sustainable set up.  When the World Bank support was phased out new funding alternatives were developed and the goal of the creation of 15 centres was abandoned, meaning that the network should be expanded on a clearly expressed demand. 

The lack of focal point for leadership once the network coordinator left the project, limited the contact with the headquarters with respect to information and documentation. This lack of leadership also led to insecurity and lack of direction of the network as a whole. In most cases interest was confined to individual centres. 

The effort required to become a financially viable institutions, to build up its own networks and to address the clients, left little time to a centre to network with other centres.

Poor communication is seen as a constrain to commitment, but it has been gradually overcome. In 1994 evaluation was recognised that centres claimed to have inadequate information on other centres’ work programs. The cost and difficulty of communicating across Africa is being lowered by the information communication technology (internet, video conferencing, fax, e-mail, etc), but still there is limitation of access to such technologies. Communication is also constrained by language, being English the most common language in the members’ country, francophone and lusophone countries suffer an additional communication problem.

ITN operates in an uncertain environment, as the political agendas change through time, and with this the political support required to be effective in a sector with strong governmental influence. This uncertainty also has an impact on the funds needed to achieve the objectives. Although most of the centres operate more or less in an autonomous way, CFPAS rely heavily on governmental subsidies. To spread the risk through different income sources is seen as a need.

Weakness and Strengths

The lack of a coordination unit has been one of the main detected weaknesses, since coordinator of the central unit left in 1993. The 2002 strategic planning meeting decided to appoint a coordinator based in NCWSTI, and all other centers were asked to contribute funds for it.

The lack of a business plan, market analysis and an effective marketing strategy that allows a clear demand orientation and a more of a business-like organisation was recognized as a weakness. Centres moved towards a demand responsive approach, allowing them to become more stable in financial terms and keep its relevance.

Some of the strengths of ITN Africa have are:

· It is a local African network able to present a strong and reliable African perspective.

· It is an active and well known network with a great number of partners networking with individual centres.

· ITN members and its networks are able to cover almost the whole Africa, giving the possibility to perform activities in lusophone, francophone and Anglophone countries.

· There is a wide range of accumulated experience within the centres and the network has a strong multidisciplinary team.

· ITN has a good record of relation with big institutional projects, and achieved good reputation for the impact achieved in the promotion of low cost sanitation initiatives.

ITN centres form the basis of the network, therefore the network strength is directly linked to its centers’ competence and performance. 
Relevance
The ITN played a key role in strengthening the capacity of people and institutions to absorb the substantial sector investments to better serve the needs of their rural and urban poor populations, and this was acknowledged by institutions and organisations active in the water sector. 

The network approach defined through ITN operation evolved through time. ITN was a pioneer initiative. By the time it was created there were no other networks and it went through a process of learning by doing. The network concept has been maintained through its 17 years of operation, although it has gone trough a periods of different levels of intensity in communication and networking activities.

In the 2002 strategic planning meeting the ITN Africa decided to strengthen the network identifying mechanisms for cooperation and analysing the role of partners in the agreed work plan.

e. Ownership

Although the ITN creation was a donor driven initiative, the 1987 evaluation recommended that the responsibility for the creation of network centres should be with the local centres, so they feel greater ownership to the network centre and strengthen their commitment to ITN objectives. 

As the centres were “left alone” by the coordinating unit, the ownership was established in the local institutions and this condition remains until today.

(See Sources on which this review is based on “References” chapter)

Discussion
The ITN started in 1986 in the framework of the International Drinking Water Supply and Sanitation decade (1980-1990), and is still active. It is the oldest network for capacity building in the water sector, and as such, it has gone through a several phases of activity and had to adapt itself to the changes in the sector and in the international trends. The information about this network is mainly paper based, spread among member institutions and individuals, a situation that posed an additional difficulty to its review. Below, major findings are discussed.

· According to the definition of network adopted in this research, during the firsts phases of its development the ITN was not acting as a network. The group of members were not contributing resources or time in a two way exchange, interacting to achieve common objectives, as was recognised by the 1987 and 1994 evaluations. Communication between members and existence of a governing structure are requirements to be called a network.

· The role of members changed trough time once they became established, had a more stable funding and became aware of the possibilities of the cooperation achieved trough networking activities, but also because of the change in the water and sanitation sector, the new links established and the advent of the information technology era, which facilitated to a great extent interaction among centres. An example is provided by Kenya where the centre was originally established in a medical research foundation and by 1994 it was already working as an independent centre: the regional centre for east Africa, the Network for Water and Sanitation (NETWAS).  This institution became active in several African countries. Today is a network of networks with regional centres in Kenya, Uganda and Tanzania.

· The structure of the network evolved through time. At the beginning of the project, it was conceived as a “Star” network, with the coordination unit at the centre. By 1994 the trend was the development of regional and country networks. Currently the centres are loosely linked and in November 2002 the ITN Africa had a strategic planning meeting where the definition of the role of centres was addressed, and new compromises were made. Today the structure is of a fully connected network, a network of networks. This decentralised structure gives ownership to the local institutions and capacity to remain demand responsive, through the contact with stakeholders at different levels.

· Activities and outcomes were not clearly included or flagged under a network plan but centres were active on their own behalf more than on the network’s. The 1994 evaluation emphasized that there were no clearly defined objectives for the ITN as a whole, no clear strategy and no monitoring and adjusting mechanisms as it was evolving. The network had gone through different periods of activities, with high and low commitment laps. By 1997, member institutions agree on the definition of operational guidelines and in the 2002 meeting, new compromises were defined around five themes: Water, sanitation and hygiene campaign, ecological sanitation, catchment management, school hygiene and sanitation materials.  

· This network was designed to be a long-term one, in order to be able to achieve the proposed objectives. Its ability to adapt to a changing environment and the commitment of its members has given its permanence through time with more than 17 years of networking activities. 

· In a broad sense, the ITN lacks of a network plan in which to frame network activities. Training courses, research activities and consultancy are not conducted on behalf of ITN but on behalf of each own centre. When reviewing centres annual reports and activities, is clear that centres are developing its activities following its own objectives and networking with others on a collaborative basis. Is worth noticing that centre’s objectives are compatible with the proposed goal for the network, but adjusted to the perceived needs of each context.

· By 1994 there were no clear objectives and strategies on how to network. ITN Africa objectives were formulated in 1986, when the emphasis was more on the establishment of the centres than in the networking activities. They were redefined in 1997, and again in 2002. The local, regional and global conditions changed over time and the network had to adapt to this new conditions:  it went from a project driven to a demand driven structure, although there are external drivers such as policy outcomes from conferences like Rio and Johannesburg that had tremendous impact and modified the conditions and suggested a new approach for water resources management. 

· It achieved a good impact with the investment of a relatively small amount of funds, in part due to the ability of the centres to search for funding through different sources, matching the demand with its services.

· Member institutions have been working together by a long period of time, allowing for the development of a close relation. Networking activities involve a great deal of personal interaction, and centre directors have built reliance on the integrity and ability of the partner institutions trough networking activities.

· ITN Africa documentation was found to be disperse and scarce, or at least not of easy access. The rotational management scheme adopted, the lack of a central unit for documentation and the information management followed are the main reasons for it. A great deal of information is with persons more that with the institutions themselves, once these persons leave, the history and the lessons to be learned become elusive.

4.3. Nile Basin Capacity Building Network For River Engineering (NBCBN-RE)

a. Introduction

The 1994 regional congress of the International Association of Hydraulic Engineering and Research –IAHR- in recommended capacity building as a first priority with preference for training within Africa, to stimulate co-operation between countries in the African region and to establish linkages between hydraulic research centres in Africa. 

In 1995 the Egyptian government with the support of the Netherlands government and technical assistance of IHE, established a regional training centre at the Hydraulic Research Institute –HRI- at Cairo, the HRI-RTC. The main objective was to transfer the HRI’s scientific and technical expertise in hydraulic engineer and related subjects to African and Arab countries. It became a well-known regional training centre.

In December 2000 the establishment of the network was proposed as one of the activities of the Applied Training Project, formulated as a means to translate into action the Nile Basin riparian countries’ shared vision aimed “to achieve the sustainable socio-economic development through the equitable utilization of, and benefit from, the common Nile Basin water resources”. It was framed in the basin-wide Shared Vision Program, that included technical assistance and capacity-building projects to be implemented basin-wide to create an enabling environment for cooperative development among the Nile basin riparian countries.

The NBCBN-RE Network was established as a regional programme to build on the HRI-RTC and strengthen capacity in the Nile riparian countries for an environmentally sound development and management of the river Nile basin. In the context of river engineering the network has defined as the general aim of capacity building “to improve the level of knowledge and develop professional skills of engineers enabling them to efficiently solve technical and managerial problems related to Rivers and River Management” (Boeriu 2003)

In January 2002 in Cairo 48 representatives of governments, water authorities and research institutions of all ten countries in the Nile basin, UNESCO, World Bank, Nile Basin Initiative, international basin organizations and training centers met, discussed and outlined a framework for cooperation in river engineering ia a workshop on the establishment of the Nile Basin Capacity Building Network for river engineering. This known as the Cairo Declaration and the “kick off” of the network.

b. Description

Members 

The Shared Vision Program that supported the creation of the network received assistance through the so-called International Consortium for Cooperation on the Nile established to support the Nile Basin Initiative’s strategic Action Program, at the request of the concerned countries. The initial partners comprised the World Bank, the United National Development Program (UNDP) and the Canadian International Development Agency (CIDA).  These initial ‘cooperating partners’ played the role of facilitators, assisting the process of dialogue. At a later stage the governments of Denmark, Finland, Germany, Italy, the Netherlands, Norway, Sweden, the United Kingdom, and the United States, together with the Food and Agriculture Organization (FAO) and the Global Environmental Facility (GEF), actively supported the Initiative, directly or through World Bank trust funds.

The members of the network are ten institutions belonging to the riparian countries: 

1. Egypt: Hydraulics Research Institute (HRI)

2. Burundi: Geographic Research Institute of Burundi

3. Uganda: Makerere University, Faculty of technology

4. Congo: Cisscam (Comité Interministériel  du Small Scale Mining)

5. Eritrea: Water resources department

6. Ethiopia: Addis Ababa University

7. Kenya: University of Nairobi, Civil engineering department

8. Rwanda: Kigali institute of Science, Technology and Management

9. Sudan: UNESCO chair in water resources 

10. Tanzania: University of Dar es Salaam, department of water resources Engineering

In five of the ten centres or nodes a research cluster will be established, and the responsibilities and activities of being host country for that will be integrated with the nature of the start-up activities in these nodes. The Research Clusters will be in Egypt, Ethiopia, Sudan, Tanzania, and Uganda.  

The network is considered to be open to national and regional capacity building institutions and professional organisations active in education, training and research in the Nile Basin countries.

Criteria to become a member
The core of the network is composed of the 10 institutions mentioned before, one in each Nile basin country. These institutions are selected mainly on the basis of:

· Their expertise and capacity in the field of river engineering

· Recommendations of the two Nile-technical advisory committee members of a particular country

· Their capacity, attitude and willingness to coordinate the in-country network of river engineers and river engineering institutions

· Their capacity, performance and excellence in a specific specialisation of river engineering attitude to host a research cluster. 

Every node of the regional network is a again a(n) (in-country) network in itself, composed of and open to in principle all the river engineering sub-sector institutions (Ministries, research institutions, universities, NGO’s and private sector institutions) and individual professionals. 

Role of members

The node has three different roles in the network:

1. The node as the core of an in-country network. As such, its objectives are:

· Create and sustain a national NBCBN-RE node that includes all river engineers and related professions.


· Become a Member in at least one regional research cluster  

· Strengthen human resource development by building up the training and research capacity in river engineering in general, and the Research Cluster area(s) of specialisation in particular.

· Contribute to information, knowledge and experience exchange with the other Nile countries.

2. The node as part of the Research Cluster Network has two objectives:

· To increase the capacity of the Nilotic countries in River Engineering through the formation of multi-country research clusters. 

· To organise and produce useful research knowledge for the sustainable development of the Nile and its peoples.

3. The node as part of the regional Network should see itself as co-owner of the NBCBN-RE, responsible for its development in-country, and an equal stakeholder with the other Nilotic NBCBN-RE nodes in the overall effectiveness of the network. 

The reviewed network documents, make a difference between a centre and a node as follows:

The centre has a wide view over what knowledge and information is available in its field of expertise. The centre functions as focal point for capacity building activities in its field of expertise. Its functions are: To organise training courses, select lecturers from the region for its courses, make fellowship raising and promotion, curriculum review, conduct research in co-ordination with local researchers, look after research funds, organise seminars and workshops, promote staff exchange, and develop a knowledge base with relevant documents, available models, curricula, information about courses, research papers and database of experts.

Network Structure
The network has a focal point in each of the ten countries it comprises members of the same nature (research institutes) but also ministries, university faculties. In this respect, it can be considered a mixed network, with vertical and horizontal characteristics.

Although the network has been designed without hierarchy, the research clusters will co-ordinate and stimulate activities and flow of information through the network. The location of each centre is done accordingly to the knowledge and expertise already existing there. So far thee are five research clusters, each for different aspects of the integrated water resources management: GIS and modelling in Egypt, River Morphology in Sudan, river intakes in Ethiopia, water works and structures in Uganda, Hydropower in Tanzania.

The nodes operate as the basic co-ordination unit with specific knowledge and information about local supply and demand in a specific field. Being the central element of the whole structure. Each nilotic country is one node of the network, and it is conceived as an association of individual professionals supported by their organisations. As such, each node is a local network in itself. The role of the node will vary from country to country, because each node plays a different role in the network.

The node functions are complementary with the regional centre, with specific knowledge about the local situation: become a centre of excellence for one of the topics of the river engineering science, specify the demand for training, identify and recruit the top lecturers, advertise the training courses in its country, pre-select the participants for the courses, mobilise the research capacity, formulate specific research topics, organise and implement research, contribute to seminars and workshops. It should convey the activity of the river engineering community from its country to build up capacity in river engineering, and also should take the lead in building capacity at regional level.

The definition of the centre and node function seems to be overlapping: the centre selects the tops lecturers, conducts research in co-operation with researchers in the region, organises seminars and workshops; and the node identify and recruit top lecturers, organises and implement the research and contributes to seminars and workshops. If the functions are to be complementary, the definition of the responsibilities should de very clear, and communication open.

The nodes are expected to become a “centre of excellence” for one topic of the river engineer science, but so far the reviewed documentation does not define what such a centre should be.

The network secretariat is the administrative and co-ordination unit of the network, hosted in Egypt at HRI. It has funds to stimulate training and research in the field of river engineering and office facilities with communication and transport facilities. Its main tasks are: co-ordination, facilitation, promotion and monitoring the activities of the network. It based at the HRI in Egypt. It was chosen as such because of its expertise in the region, its facilities and commitment to the network. It was also considered that Egypt is a politically stable country. 

The advisory board or steering committee is the main leading body of the network. It is composed by one representative of each node (the country co-ordinator of the node), one representative of the NBI (Nile Basin Initiative) and the Nile-SEC and IHE and HRI project directors. The Network manager is the secretary of the committee. As observers, donors and other supporting organisations can join the annual meeting. Its main tasks are: advise on the set-up, development and network activities, evaluate the network performance (the secretariat and nodes), advise on: training needs, priorities, curricula, relevance of nodes proposed research, the contents of the database and possible funding opportunities as well as on marketing tools, evaluate procedures for funding allocation to stakeholders.

The following is the organisational chart (figure 9), as presented in the web site www.nbcbn.com 


Figure 9. NBCBN-RE organisational chart

[Source: NBCBN-RE 2002]

This chart seems to reflect the secretariat and not the network organisation, as some instances are not in the text (steering committee, nodes, centres)

The current the network organisational chart could be depicted in this way (figure 10)


Figure 10. Representation of the NBCBN-RE current organisational chart

From the network map available in the web site (figure 11), it seem that the network is a centralised one, with focal points in each country. Arguably this just for presentation purposes, although in the network planning documents, communication among members is an issue not fully addressed. 
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Figure 11. NBCBN-RE network map

[Surce: NBCBN-RE 2002]

The network has a newsletter, and so far 2 issues have come out. First one in November 2001 and second one in June 2002, with a news flash in December 2002

It is expected that the scientific communication between the centre of the network and the network nodes, as well as between the network nodes will be done through the web site. The site will provide easy access to research documents, events, latest news, network database, maps, mailing lists, scientific forums and exchange of experience, among others. The web site is not fully operative at the moment, and some of the proposed services are under construction.

In this site will have a database is being constructed with data and information about network members, research and training activities, including course applicants.

The web site started to be monitored on may 21st 2002.  On February 28, the site statistics were:

The site had 2498 hits, coming from Africa (81.4%), Europe (8.8%), North America (5.9%), and Asia (2.1%).

Interestingly, 75.2% of these hits came from Egypt, 7% from The Netherlands and 5.7% from United States.

The numbers of hits by the other country members are: Tanzania 2.2%, Sudan 1.6%, Ethiopia 1.5% and Uganda 0.5%. For Burundi, Congo, Eritrea and Rwanda there are no report of activity so far.

Network and member resources
So far, there is a designated focal person in each country node; network activities are being done on a part-time freelance basis. 

The secretariat at HRI in Cairo consists of one network manager (regional expert), one network advisor (resident expert) and one secretary (local staff).

For the training courses centres and nodes recruit the lecturers on a temporary basis.

The HRI in Egypt built accommodation facilities for course participants as well as office facilities for the secretariat. 

The network secretariat and the coordinating institutions of the nodes has received support by the project (see below) to set up an information and communication system for information provision and storage and for their communications across the regional centres as well as with their in-country members. 

After signing a Memorandum of Agreement between the Network secretariat and the hosting institution in each country (Sudan, Egypt, Tanzania, Uganda and Ethiopia, so far) the project has released money for the initial investments in the ICT infrastructure. Additionally an annual compensation will be given for operation and maintenance costs of these systems.

Funds and fundraising 
Funds for the creation and strengthen of the HRI-RTC was provided by the government of the Egypt and the Netherlands, and also FAO, UNESCO/Cairo and ALECSO (Arab League Educational, Cultural and Scientific Organization) contributed with funds for US $ 45.000 

The initiative to establish this network was launched by IHE with the financial support of the Dutch government and the Egyptian government by the end of 2000.

Establishing the network is the phase II of the project “Strengthening the regional training capacity of the Hydraulics Research Institute at Cairo, Egypt”. It was founded with seed money from the Dutch government. The project five-year budget was around 2 million euros, to be invested 50% as contract staff cost, 5% as purchases investments, 5% as operational costs and 40% for training courses. 

The Egyptian government made a total contribution estimated at around one million euro (around EUR 200.000 in cash for infrastructure construction, and the rest as local staff, facilities and logistic support).

The budget from this project is intended to fund: 

· Research proposals, reviewed by the scientific advisor and approved by the network secretariat, to a maximum of Eur 25.000 per research cluster, plus a compensation for small investments, out-of-pocket costs and a contribution of Eur 10 per day research work.

· Routine node activities: Eur 12.000 will be given to each node for infrastructure and equipment. Additional Eur 2000 per year are given during the project lifetime.

· Node management with Eur 1200 during the project lifetime

· Node launching events

· Organisation of a regional workshop (2003)

· Organisation of a research seminar in Cairo (2004)

· Staff development with one or two fellowships per project lifetime for the three month diploma course on Hydraulic Engineering in River Basins, at HRI

· Support to additional fund acquisition

To support the implementation of the network activities five funds are foreseen: 

1. Fellowship: to support post-graduate students participation

2. Node strengthening: to support participation of country institutions

3. Staff development: for the training of trainers

4. Staff exchange: for the exchange of lecturers and professional staff

5. Research: to support researchers in the joint regional projects

In November 2002 a request for funding was made to the Nile Basin Initiative, searching for additional support

The project funds are currently managed by the NBCBN-RE secretariat, which in time receives the money from the project through UNESCO-IHE, The Netherlands.  
Network time frame
The phase I stated in 1995 when IHE and HRI started a project to provide training courses to transfer the scientific and technical expertise in hydraulic engineering and related subjects to countries in the east Africa region. In late 2000 the network initiative was presented as project phase II, and in January 2002 a kick off workshop for the meeting was launched in Cairo.

c. Purpose

Vision, Mission 

The Cairo declaration, which is the outcome of the kick off meeting in 2002, did not address these points, and in the reviewed documents they were not found either. This is a weakness, since clarity around an agreed vision, mission and principles is a central element in strengthening the network.  

Values and principles

Values to be adopted by members in the kick-off meeting are: trust as a major ingredient that binds members, transparency and shared ownership, willingness to share information. 

Objectives 

The network defined developmental as well as immediate objectives. The developmental ones have been defined as:

1. To strengthen the human and institutional capacity of the Nilotic States to manage the water resources in the Nile River Basin in an effective and environmentally sound way.

2. This will be done by strengthening the human resources development capacity and research capacity in a specific field of IWRM, namely River Engineering

3. Through its capacity building operations in River Engineering, the project aims at increasing the co-operation between training and research institutes in the Nile Riparian States so as to level the playing field, create mutual understanding, and build confidence among scientists and politicians from different countries sharing the same resources

The second developmental objective do not offers complete support to what is stated in the fist one; which aims to …”manage the water resources in the Nile River Basin in an effective and environmentally sound way”, and the second claims that this will be done by “….strengthening the human resources development capacity and research capacity in a specific field of IWRM, namely River Engineering”. It is clear that to manage the water resources in an effective and environmentally sound way there is a need to include more than the river engineering field. 

Immediate Objectives:

· To make optimal use of existing capacities in the field of River and Hydraulic Engineering by connecting specialized institutes and experts.

· To enhance communication between these experts and institutes.

· To improve the accessibility of education and training in River Engineering in the region.

· To facilitate and regionalise research on River Engineering in the Nilotic countries by offering opportunities to perform joint research.

· To raise awareness concerning the central role of the river basin as the management unit of international waters among politicians and professionals active in this field.

· To link-up with other networks and programs stimulating regional co-operation in (aspects of) Water Resources Management

· To set up a regional information centre and database that can be easily accesed by network users.

According to Riis (2002) An immediate objective is a statement of effects to be achieved in the short-term as a result of the project output. In this way the successful achievement of the immediate objectives contributes to the achievement of the development objective. The immediate objective should specify the changes or improvements that could be expected in the target group, organization or region, if the project is completed successfully and on time. It should also state the magnitude of such changes and the time span in which they will be brought about. 

These immediate objectives contribute the achievement of the developmental objectives, they are formulated in a clear way and realistic but  do not make use of the so-called strong or action verbs and are difficult to evaluate in quantitative terms, posing difficulties whet it comes to monitoring and evaluating activities. These immediate objectives admit several interpretations and are not directly observables: “to make optimal use…”, “to enhance communication..”, “to facilitate and regionalise…”

When one looks at the history of the network development, one can conclude that these objectives are demand driven. They are responding to an expressed demand on the 1994 IAHR congress and to the increasing number of applications from the Nilotic counties: During 1996/7 60 professionals were trained, and by 1999 more than 100 applications were received.  

Target group and interactions
The target group can be seen as divided in two parts. The first one are the nodes and centres themselves, and the second one the students to follow the training courses.

The main target group for the training courses was defined as civil engineers working in governmental authorities, research institutes, universities, consultancy and  projects dealing with water resources development in the region who need a general upgrading in theoretical and applied experience. The short specialised courses on different subjects are targeted to more senior engineers, researchers and university lecturers with at least and Msc degree and more than five years of practical experience.

d. Performance 

Outcomes and benefits
The main achievements of the HRI-RTC (the network hub or center) so far are:

Establishment of a well equipped Regional Training Centre with up to date facilities, such as a computer network, laboratory facilities, audio - video facilities, well equipped library, own transportation means, etc. 

· A team of 15 well-trained senior lecturers 

· A managerial team for course management and marketing 

· Training of more than 60 professionals from Nilotic countries including 9 females that participated successfully in the 3-months regular diploma course. 

· More than 120 professionals including participants from 12 different Arab countries were trained in the various short courses.
The network website is operative and is being tracked for statistics since May 2002. The site has general information about the network, a resource library under construction, a news and event page (with poorly updated information), presentation of the training activities with an on-line application form.

Benefits for a member are represented in the access to opportunities that can be summarized as follows:

· Funds for node activities

· Strengthen of local capacity 

· Access to information produced by research clusters and available at nodes

· Sharing of experiences

· Access to research funds and opportunities to do joint research

· Staff development support and exchange

· Scholarships

Difficulties and obstacles encountered
The whole process has gone through a various difficulties. The network manager identified the following:

· Lack of enough founds to complement project funds, as it does not fund all the activities in the centres or the nodes. 

· Different technical and managerial levels of the member countries. This is as an opportunity to level the capacity among members

· High number of country members: 10 are considered as a big number, taking into account that each country node is a network itself, the number of members is potentially very high.

· Communication systems in some countries: there is different access to information technology among members, and since the website is the main communication tool, this can pose limitations to the open and on time communication.

· Lack of professionals and researchers in some river engineering fields, in some countries.

Weakness and Strengths
· The successful history of the HRI-TRC is seen as a strength, not only for the facilities it has got, but also for the wide endorsement the centre has among donors, universities and governments in the Arab an African countries.

· The main weakness identified so far are the different technical levels among the member countries, communication constrains and the lack of professional and researchers in some river engineering fields, reflecting the need fro training activities un this field.

· Lack of a vision and mission statements, agreed and well known by members 

Relevance  

The network is seen as an effective means to build capacity for training within Africa, to stimulate co-operation between countries in the African region and to establish linkages between Hydraulic Research Centres in Africa. It is a pertinent means to create the environment in which professionals from the water sector sharing the same river basin can have the possibility to exchange ideas, best practices and lessons learned.  

The network is an effective platform to foster education training and research for and by local professionals active in field related to river engineering. It is designed to promote education research and training, but also through the in-country networks it aims to link professionals working in the field of river engineering. This interaction with stakeholders is key factor in keeping the network demand responsive.

e. Ownership
This network is designed to be jointly owned by the group of information and knowledge suppliers, capacity builders and end-users from ten riparian countries, under the umbrella of a region-wide supported and acknowledged regional organization. Such an organization is the successor of TECCONILE: THE NILE TECHNICAL ADVISORY COMMITTEE (Nile-TAC).

So far, HRI Egypt and IHE have signed MOA with UCWR, UNESCO chair in water resources, Sudan  and another one  with the University of Dar Es Salaam, department of water resources Engineering, Tanzania for the creation of research clusters, this mechanism will be used for the establishment of the others centres of excellence (research centres). The need for a legal framework was recognised in the Cairo 2002 workshop as a means to provide identity and also to ease relationships between members.

It is also recognised that the network should be linked to the Nile Basin Initiative, but be legally independent.

(See Sources on which this review is based on “References” chapter)

Discussion

IHE has been providing guidance, conceptualising, raising and managing funds and giving technical support to the proposed activities. An evaluation of the work done until now has not been carried out. This could provide elements for the “tuning” of the objectives and activities, and would help to compile the network documentation produced so far and to create a record of the network history. The following comments can be made from the review done:

· Trust is a major binding element binding members. Transparency and shared ownership are understood as conditions of a sustainable network. The strategy relies on the unity of purpose, build on already existing communities, support a two way flow of information, provide open communication stimulating face to face contact complemented with information technology-supported communication and accept consensus decisions.

· Member selection criterion is mainly based on their willingness to contribute and to act as an active member of the network. So far there is no a unified and agreed criteria. At this stage the main concern is about being established, getting funds and continue operations. 

· Capacity building will be the priority issue on two fronts: network members and the civil engineers and water professionals. There is a difference in the capacity among centres and the need to establish a benchmark for education, training and research becomes clear when it comes to the quality of the expected outputs. The network is expected to strengthen itself through a capacity building process among their members, but so far there is not a clear strategy on how to address that.

· There is not a defined business plan that allows the centres to produce a sustainable income. Currently they receive economical support from the project. After the fourth year (2004) it will be phased out. 

· Conflicting information was found in the network documents. Node, Centre and Secretariat functions are defined in different ways in different documents. Several documents address the same issue, and text duplication was common in the reviewed documents. This is a source of confusion.

· The leadership has been taken by IHE and HRI, and both institutions are active in promoting the network and providing training courses. So far, interaction and communication among members is poor, except for the newsletters, the workshops and research cluster node launching events. As the web site statistics suggests, so far this platform is not being used as intensively as desired.

· The newsletter published contains excerpts from network documents and materials by IHE staff, besides news and announcements. Between the two numbers overlapping information can be found, meaning that it requires carefully planning to maintain its relevance.

· It has been considered that a more detailed definition and description of the main role of theses nodes will be given at a later stage based on the more detailed identification of the real needs of the countries. This will be done once the node is officially established and the formulation of a research plan, the identification of the specific problems within the selected topic, the selection of the specific cluster activities and the tools and methods of implementation of these activities is completed.

· The definition of the centre and node function seems to be overlapping: the centre selects the tops lecturers, conducts research in co-operation with researchers in the region, organises seminars and workshops; and the node identify and recruit top lecturers, organises and implement the research and contributes to seminars and workshops. If the functions are to be complementary, the definition of the responsibilities and its coordination should de very clear. This requires open and timely communication, and issue not fully addressed yet in the network planning documents. 

· The network secretariat developed the Internet based collaborative working platform especially for information exchange among all the members, but its effectiveness can be questioned so far based on the website statistics. Two main reasons for that can be stated: Internet access for country members other than Egypt, is an issue, and still there is not so much to communicate among members.

· The nodes are expected to become a “centre of excellence” for one topic of the river engineer science, but so far the reviewed documentation does not define what such a “centre of excellence” should be. 
· This network is still under development and its activities so far are mainly based in Egypt, although students from the whole African region have been trained at Cairo. Implementation should make clear the differences between network activities and the ones done by the centre following its own mission statements and objectives. 
This network can contribute to the political and social stability of the Nile region, by promoting agreement and collaboration around one of most conflicting issues: water. 

4.4. South Asian Consortium for Interdisciplinary Water Resources Studies (SaciWATERs)

a. Introduction
The three-year project (2001-2003) that originated the network aimed to establish a Consortium of senior scholars based in academic institutions and NGOs in Bangladesh, Bhutan, India, Pakistan, Nepal and Sri Lanka to govern a ‘virtual water resources academy.’ The project sets out to do capacity building, link and strengthen existing activities, in order to make water resources management contribute to food and livelihood security as well as environmental improvement and alleviation of the poverty and poor nutrition of disadvantaged women, landless labourers and marginal farmers. It is committed to interdisciplinary training and research across the boundaries of the natural and the social sciences on the theme of Water for Food and Rural Development.

The coverage of this network is regional, acting in. In each of these countries there is one institution, which is considered as a focal point. For India they have five. This network also has established some links at the global level, by networking with entities such as GWP, Cap-Net and Gender and water alliance.

b. Network Description

Members
South Asia Consortium for Interdisciplinary Water Resources Studies (SaciWATERs) SaciWATERs is a Consortium, which started with a membership spread over the 6 South Asian countries, and one of the Members is Dutch. It comprises senior scholars based in academic institutions and NGOs in Bangladesh, Bhutan, India, Nepal, Pakistan and Sri Lanka.

The following are the member institutions

· College of India. (Dr.Peter Mollinga Convenor, originally from Wageningen University, Netherlands). 

· Associated Development Research Consultants (ADRC), Sri Lanka.

· Centre for Development and Environment Policy, Indian Institute of Management, India

· National Institute of Advanced Studies, India 

· Indian Institute of Science Campus, India

· Institute of Rural Management, India

· Nepal Water Conservation Foundation (NWCF), Kathmandu, Nepal.

· Department of International Relations, Bangladesh

· Ministry of Agriculture Thimpu, Bhutan

· Development Visions, Multan-Pakistan.

Criteria to become a member
The network is small, and members are called by selection. Each country has an institution as focal point (for India there are five). The focal points are supposed to be the nucleus to spread the network further; they were asked to nominate 5 to 10 potential members.

Currently there is not a written selection criteria, but it is acknowledged that this criteria should be elaborated soon by the core group of Saciwaters. The core group wants to create an identity of the network; having a discriminating membership. In this sense it is an exclusive network. The members selection is done through the network activities, in this way, they get to know the potential member “on the field” . The selection through CV revision is considered too formal and the invitation to join a project is considered a better option, it is a capacity building process where is possible to get a deeper understanding of the partner.

Role of members
The role of the members is 

· To create and coordinate their own network in the sub-regions they work in. 

· To be active in the research activities the network is carrying out in that country

· To advocate for the “water voices” of the stakeholders belonging to the network target group, and thus to monitor changes in demand by remain in contact with them

· To share information experience and lessons learned with the other members.

· To bridge –cultural- barriers for the implementation of the network activities at the sub-regional level

In this way, the network is designed to be decentralised, allowing members to manage their own sub-regional network.

Network structure
The core group makes decisions and the project manager coordinate actions. The Network has a project office at Hyderabad (India), but the respective core member in the focal point conducts most of the activities in a decentralized way.

The network can be considered a fully connected one; the communication among members is mainly based on electronic mail. 

The so-called Core Group meets twice a year, and is the governing body and management committee of the organisation. By May 2003 a decision to expand the Core Group to include around 20 people, form the different South Asian countries, spread in sub-sector within the water sector, with a good gender balance, and age composition will be made.

The project manager is responsible for 

· Implementation of decisions made by the Core Group of the Consortium regarding activities to be undertaken

· Organise and manage the SaciWATERs office

· Prepare Core Group meetings

· Take initiative to improve and expand the activities of the SaciWATERs programme

· Prepare regular reports on activities, financial and otherwise

Tasks of the Website manager:

· Set up and manage the SaciWATERs Website that includes: information provision, creation and maintenance of the platform for discussion groups and publication of a electronic journal.

· Attend to the administration and logistics of the project

The administrative officer deals with secretary functions and administrative issues of the network.

The current organizational chart of the network can be represented like this (figure 7):


Figure 7. SaciWaters organisational chart

And figure 8 represents the structure:
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Figure 8. Representation of SaciWaters structure.

Network and member resources 

The organisation has an office in Hyderabad, India, where it is also registered as an NGO, and from where it operates its bank account. Saciwaters has a Core group composed by the consortium members (one member by focal point) and 3 staff members: a project director, a web manager and an administrative officer. Personnel.

Each member institution designated a part-time representative for the network, who at a country level is responsible for the coordination of the sub-regional network and the SaciWATERs activities in that particular country.

Funds and fundraising
The initial financial support for Saciwaters has come from the Dutch Ministry of Agriculture through the Partners for Water for Food programme (and via Wageningen University). 

In the first 3 year Wageningen University is the Convenor of the organisation, which should be financially and organisationally self-sustaining at the end of that period.

Saciwaters actively looks for new sources of financing, formulating new projects with other partner institutions, and presenting them to potential donors

The network also performs activities on a cost recovery basis and does consultant activities as a means of getting funds. 

There is a recognized difficulty in getting enough financial resources within the region for supporting the activities, as well as support for the basic network institution for continued activities.

Network time frame 

Saciwaters have been working for 2 years, but it took some time (almost 8 months) to establish it, set up the secretariat and starting the activities. This network is considered to be in an early development phase, working to find the needed economical support and remain active.
c. Purpose

Vision
The Consortium recognizes that studies on water resource management (WRM) require interdisciplinary inputs across the boundaries of the natural and social sciences. It perceives water resource development and management as deeply embedded in the process of human development.

As such it conceptualises water as an arena of contesting ideologies and interests. Social transformation through water management is seen as an ongoing process of interaction and decision-making among multiple stakeholders that requires an interactive mode of understanding and planning for interventions. Strengthening the negotiating capacities of the marginalised sections of rural communities - in particular of women, landless and marginalised farmers - can contribute to planning for WRM that is more pertinent, relevant and feasible. Civil society initiatives for facilitating the mediation of this grass root water-voice to the public sector institutional set up are considered as an invaluable asset.

Research is not viewed as a 'stand-alone' activity, but as a means for reducing the knowledge gaps which act as a key constraint on development. SaciWaters gives  importance to the dissemination of research findings, and to working with local partners in ways that strengthen their knowledge-creation capacities. 

Mission
The agreed and shared statement is: "Tapping interdisciplinary inputs SaciWATERs contributes to capacity building for improving WRM in South Asia - from a pro-people, human development perspective. SaciWATERs promotes the incorporation of grass root stakeholder interests in the processes of policy formulation and implementation at all levels of the water resources sector in South Asia through advocacy, advice, research and consultancy."

This network is not an implementing organization, through its projects and activities it provides a platform for the exchange of “water-voices” from some regions that are in the hinterlands of the political discussion and to bring them to the fore, connecting them to a more organized public arena. This exchange of information is important for region support, they facilitate this communication and for them is a way of getting support.

Values and principles

The review done, did not yield any written and agreed values and principles, although they following can be deducted from the design and operation of the network: Trust, commitment, open communication, advocacy, cooperation
Objectives
1. Capacity building for integrated water resource development in South Asia through interdisciplinary education, research and training.

2. Advise and advocate for ensuring grass root stakeholders preeminence in water resources policy-making, planning, development and management in South Asia.

3. Research and Consult on issues that facilitate an understanding of water resource use, development and management in an integrated and interdisciplinary context. 

These objectives are lacking an action verb that adds clarity to them. They cover broad areas of action capacity building, advice and advocacy and research and consult. These include the human development perspective stated in the mission and also the consultancy activities required for get access to resources that allows for financial sustainability, but they are not measurable statements of the desired changes the network intends to accomplish, they are about ongoing processes and as such the evaluation of its achievements include a degree of subjectivity.

They are long-term objectives, giving to the network this characteristic and the need to be sustainable to achieve them. Objectives are known, agreed by members, and made public through the saciWATERs web site (www.saciwaters.org).

Target group and interactions
Saciwaters see social transformation through water management as an ongoing process of interaction and decision-making among multiple stakeholders that requires an interactive mode of understanding and planned interventions. 

They see the strengthening of the negotiating capacities of the marginalized sections of rural communities - in particular of women, landless and marginalized farmers - as part of the planning for WRM that in a more pertinent, relevant and feasible. 

The network facilitate the expression of the s-called “grass root water-voices” to the public sector institutional set up and raise awareness about its problem situations. This is also a means to understand the sector and know about demand in order to keep the relevance of the network activities. 

They are actively working on the strengthening of Women Water Network in South Asia, and also in academics, government officials, policy makers and representatives of civil society organizations.

d. Performance 

Outcomes and benefits
The main outcomes are provided by the network-planned activities that are:

1. Organization of seminars and conferences on water resources issues in the region on a regular basis. 

2. Develop South Asia focused interdisciplinary education and focused training programs at graduate and post graduate level on Integrated Water Resources Management for food security and sustainable human development. 

3.  Develop an interdisciplinary Ph.D. Training program on water resources. 

4.  Create and manage a website, and an electronic journal on South Asian water issues. 

5.  Advocacy and Networking to constitute an interface between local/grassroots groups, national and international water networks/organizations.  

6. Function as a platform for acquisition and execution of research assignments, and consultancies in relevant areas. 

In 2002 they completed the following activities in Water Education:

1. A diagnostic on the status and content of higher education in the water sector in South Asian Countries on "A review of the current status of formal education (at graduate and postgraduate levels)". As a result, reports were produced for North India, South India, Nepal, Bangladesh, Sri Lanka, Pakistan.

2. A workshop in Bangladesh on "Capacity Building for Integrated Water Resource Management for Human Development in South Asia". September 22-24. 2001. In this workshop the inventory studies were reviewed and an action plan was developed.

3. The web site www.saciwaters.org is operational, and is designed to contain information about:

· Civil Society Organizations, networks and government organizations working on Water Resources Management in South Asia.

· Information on education / research Institutes offering training and     research programs on Water Resources. 

·  Ongoing research projects in South Asia. 

· A platform to discuss on WRM related topics with experts in this field. 

· Up-to-date information on events and news published in an on line    newsletter. 

· Upcoming events on WRM organized by the Consortium.

· Information on distance education / online courses on different modules of WRM being planned by SACI project.

· South Asian country-wise water policy documents.

· The network of PhD students working on water issues in South Asia

Currently the site is not fully operational and as was said before, is not maintained up-to date.

4. PhD Network Meeting on Integrated Water Resources Management in Kathmandu, April 20-21st 2002  Supported by 'Nepal Water Conservation Foundation' and 'SaciWATERs'. The aim of the meeting was to help build a network of the Ph.D. students conducting their research in water related fields in South Asia. There were 42 participants including 32 students and 10 members of SaciWaters.  During the meeting the participants identified the opportunities, constraints and facilities for conducting research from an interdisciplinary perspective, made presentation on its research topics. As support, SaciWaters proposed do the following to promote interdisciplinary Ph. D. research: 

· Facilitate the promotion of interest in interdisciplinary research and provide exposure like this, and feedback through workshops, training programs. 

· Produce targeted publications on this and use the website for posting good quality reading materials. The example of positive achievements in respect of the use of planned interdisciplinary knowledge may be taken. 

· Financial support to interested groups obtaining Internet access 

· Promote initiatives like “Water Nepal” from the South Asian region. 

· Facilitate capacity building among the research supervisors and lobby for early and wider acceptance of interdisciplinary research in the universities. 

SaciWaters has published 3 books: “Water for Food and Rural Development - Approaches and Initiatives in South Asia”, “Rethinking The Mosiac-Investigations into Local Water Management” and “Water User Associations in Andhra Pradesh”.

Besides that SaciWATERs carried out two workshops: Regional Co-operation for Human Development: Floods in South Asia, and IWRM in South Asia : Global Theory, emerging practice and local needs.

The benefits of being a member of this network are:

· Exchange of information experience and expertise about IWRM, by being part of the capacity building process

· Be active on reflection and consensus-building around water related issues, receiving advise and advocacy

· Gaining access to a “large arena”, receiving the opportunity to amplify the impact of the member institution by linking local issues to national and international policies.

· To provide its own expertise and services through the consultancy activity of the network

· Gain access to research and the information produced by this activity, in a cost effective way.

Difficulties and obstacles encountered
The project manager identified the following main difficulties:

1. The co-ordination of activities within different countries in South Asia has proved to be difficult, since the cultural differences among the counties ads additional complexity to the implementation.

2. Find sustained financial flows within the region for supporting network activities and for the basic network operation.

3. The required inter country travel logistics.

4. The long distance monitoring of the activities. Fort this, the lack of a county based resource centre is acknowledged, as a means to decentralise this activity.

5. Scarcity of required resource persons to carry out the planned activities. 

6. Infrequent personal meetings of capacity builders community.

Weakness and Strengths
· The network so far has only one donor, although they actively search for project funding.

· The web site currently has no permanent manager, and is not being monitored for statistics, loosing the opportunity to gain more feedback from it.

· The monitoring of activities is done on “long-distance” basis and is not closely followed.

· The web site, although is operational is not bring updated on a regular basis. 

· The support of the Dutch Ministry of Agriculture through Wageningen University is seen as a strength in the starting phase for the set-up of the network, but financial sustainability is not clear so far.

· The core group and the project manager are very active in establishing new links and looking for founding opportunities. 

· The network has a good coverage of South Asia through the regional networks established by its members 

Relevance 

The network is pertinent to the capacity building on IWRM, research, advise and advocacy activities through: 

· Execution of practical action research projects for demonstration and illustration of IWRM, and its advantages over the traditional approach.

· Establishment of useful links with government, education policy making and decision making institutions for lobbying in the adoption of the IWRM principles.

· Networking with grass root based water networks and multi stakeholder groups around water related issues, encouraging meeting of contending interests and formulation and implementation of action plans as a result.

· Participation in the country’s water policy formulation and implementation.   

e. Ownership
SaciWATERs is designed to be owned by the member institutions. The review of the status of formal water education at graduate and postgraduate levels was a starting point to involve local capacity building institutions in the network activities.

The network decision-making process empowers the core group and allows to balance the consultancy activities with the path given by the mission statement and its long-term objectives. 

As was said before, this network is in an early stage of development, and it is designed with a long-term view. This raises the issue of the network sustainability, since the achievement of the objectives requires the network to be active for a long-term period of time. For this the network needs to be a viable organisation able to maintain enough income to sustain its activities. The balance between the donor supported activities at the grass rot level, the cost recovery ones and the consultancy services are a good strategy to achieve financial sustainability.

(See Sources on which this review is based on “References” chapter)

Discussion 

The network is still very young and the impact of its work remains to be seen. Although from its design and initial operation, some lessons can be learned.

· Saciwaters have not defined yet its membership criteria at the beginning of the network’s existence. Now that members have developed a sense of solidarity through collaboration and action and benefits of networking have come out, the core group is interested in defining them.

· The network was designed to have open communication among members, in a fully connected structure, where the use of electronic means of communication is very important. So far, they have mailing lists and e-mail as the main communication tool, but the web site aimed to publish up-to date information is not fulfilling its function. 

· Since the initial economical support from the Dutch government is finishing, the network has been active in looking for new funding sources. They accomplish donor funded activities (such as awareness and advocacy campaign, the PhD network meeting, among others), and others on a cost recovery basis (publications). Another used source is the project proposal preparation. This combination of sources spread the economical risk, a good condition for network sustainability.

· According the proposed objectives, this network was designed to be active for a long period of time and the continuous availability of funds (cost-recovery, donor funded, consultancy, project proposal preparation) are one condition. Also, commitment of the core group and member institutions, contact with grass root “water-voices” and quality of its work are considered important for network sustainability. 

· The coordination of network activities would require a more decentralised structure. This will allow for monitoring and evaluation to be implemented on a regular basis, and plan accordingly. This decentralisation will also provide a way to bridge cultural differences among country members.

· This network found that according to the regional conditions a “Consortium” was the most convenient legal status to gain credibility and capacity to perform the required activities.

· The core group in this network was found to be very active, committed and aware of the local conditions. Adjustments in planning should be done, now that the network has become involved in more activities and established links with new partners.

The following table presents in a summarised way the network review done in this chapter.

Table 1. Network Review Summary

	
	ITN Africa
	NBCBN-RE
	SaciWATERs

	General
	· Created by the UNDP-WB program with support from bilateral donors. Money driven initiative, established in 1985 and still active
	· Created in 2000 as part of a wider project in the Nile riparian countries. 
	· Created in 2001 by a Dutch funded project, aimed to establish a consortium of senior scholars to govern a ‘virtual water resources academy.’

	Description
	· Membership changed through time. At starting phase Bangladesh, India, Ghana, Kenya, Burkina Faso and Zimbabwe. Today Zimbabwe, Burkina Faso, South Africa, Kenya, Mozambique. 

· No clear definition of criteria to become a member 

· Interaction between members through time has gone through low, moderate and high levels.

· Started as a star network. Today centres are loosely linked in a fully connected and decentralized structure

· Funds from UNDP-WB and other donors. Centres developed cost-recovery, donor funded, consultancy activities and proposal preparation.
	· Members are ten institutions from the Nile riparian countries: Egypt, Burundi, Uganda, Congo, Eritrea, Ethiopia, Kenya, Rwanda, Sudan and Tanzania.

· No clear definition of criteria to become a member.

· So far, interaction between members is scarce.

· Designed as a fully connected network, but today is acting more a star network

· Centre members can have 3 roles: As the core of an in-country network, as part of the research cluster network and as part of the regional network

· Funds from Dutch government. Cost recovery activities starting.
	· Members are academic institutions and NGOs in Bangladesh, Bhutan, India, Pakistan, Nepal and Sri Lanka.

· No clear definition of criteria to become a member

· Interaction between members mainly electronically and through project activities

· Designed as a fully connected network

Members should:

· Create and coordinate sub-regional networks. 

· Be active in the research activities 

· To advocate for the “water voices” of the stakeholders 

· To share information, experience and lessons learned.

· To bridge –cultural- barriers for implementation

Fundraising: Trough donors, cost recovery activities, consultancy and project proposal preparation.

	Purpose
	· “ITN Africa is a network of centres of excellence, committed to capacity building for the delivery of sustainable water and sanitation and hygiene services for all and effective water governance”

· Principles: Commitment,  common interest, mutual benefit 

· Target group went from low-income groups and educational institutions in developing countries to the decision makers at higher levels. Members should act as a brokers between high and low levels 
	· No clear definition of mission and vision statement in the network launching document: “The Cairo Declaration”

· Principles: Trust, transparency and shared ownership

· Two target groups: centres themselves, and the students to follow the training courses.


	· Aimed at capacity building for improving WRM in South Asia, incorporating grass root stakeholder interests at all levels of the water resources sector, through advocacy, advice, research and consultancy."

· Principles not clearly stated but deducted: Trust, commitment, open communication, advocacy, cooperation.

· Target group:  academics, government officials, policy makers and representatives of civil society organizations

	Performance
	Benefits for members

·  Documentation and information dissemination

· Capacity building, mainly by training at different levels

· Applied research in water and sanitation

· Advisory/consultancy services to donors and their own governments in project organization

Main difficulties: 

· Lack of coordinating unit

· Lack of founds

· Communication among members

Weakness 

· Lack of network business plan

Strengths

· Long history, coverage of almost all African continent


	Benefits for members

· Funds for node activities

· Strengthen of local capacity 

· Access to information 

· Sharing of experiences

· Access to research funds and opportunities 

· Staff development 

· Scholarships

Main difficulties:

· Lack of founds

· Differences in capacity among members

· Communications

Weakness

· Different technical levels, communication constrains, lack of professional and researchers in some river engineering fields

Strengths:

· Success of the HRI-TRC, Cairo
	Benefits for members

· Exchange of information experience and expertise, receiving advise and advocacy

· Possibility to amplify its own impact 

· To provide its own expertise and services 

· Access to research and information.

Main difficulties:

· Coordination of activities within countries

· Lack of funds

· Long distance monitoring

· Scarcity of skilled human resource

Weakness

· Current dependence on one donor

· Website not fully operational

· Monitoring

Strengths

· Dutch support

· Commitment of the core group

· Sub-regional networks

	Ownership
	· Strong ownership developed through time by the members
	· Network designed to be owned by the group of information and knowledge suppliers, capacity builders and end-users from the ten riparian countries
	· Owned by local member institutions. Wageningen University is acting as a convenor


5. Guidelines for networking on capacity building for IWRM

Effective water governance requires an enabling environment and appropriate institutional structures that allow stakeholders to work together for effective water management and count on financial practices that support the sustainable use of water resources. Collaborative arrangements between institutions, groups and/or individuals in the form of networks are an appropriate way of building the capacities necessary to manage a changing environment and give practical application to the IWRM concept, through intersectoral and multidisciplinary interaction provided by networks.

A network is created because the problems to be addressed for a single institution are too large to face, and because potential members see a benefit to get out of this activity: sharing of resources, economy of scale, access to information, resources or new markets. The network can bring together knowledge and expertise from different places and collaborate to solve problems. Networking is a means to develop joint activities like training, research and marketing, where the aim is the enhanced impact. But becoming a network member not only provides benefits, it also creates obligations, and different kind of members play different roles in the network. Members are the main “asset” and network viability and relevance rely heavily on its participation, which is not automatically given with the membership. 

Many factors shape the working of a network. This section presents the most relevant ones to be followed as guidelines for networking in capacity building for IWRM. These guidelines are structured in two parts. Part one, deals with the design of a network for capacity building and part two is dedicated to network operation or functioning. These guidelines summarizes what a network for capacity building in IWRM should look like, they come out from the analysis and interpretation of relevant literature, the review of networks for capacity building done in chapter 4, and the interviews with network managers and resource persons active in related fields; they are presented as statements or indications of policy or procedures by which to determine the course of action to be followed by networks in capacity building. 

I. Network design

Usually there is a facilitator, conveyor or a small “core” group who initiates the network and goes through the initial steps in order to define and establish an initial structure to build on and afterward develop the network as such.

The first question to address is why to create a network instead of use a different tool or mechanism to deliver a solution to the defined problem or set of problems? This decision should come as an answer to an identified need that must come out from a clear understanding of the water sector in which the core group is involved, and should be addressed before the designing stage.

The guidelines regarding network design will be introduced using ten topics. They take into consideration factors ranging from the first steps in establishing it to its dissolution.

1. Purpose definition
Is the statement of the reason for the network existence, and should include the mission and vision, what and where the network wants to achieve, the network members, the definition of the target group and the principles and values to be adopted.
The definition of the network purpose is a precise and agreed upon statement of the reason for network's existence. Ideally, the purpose should come from a clear understanding of the problem situation to be addressed and the concept of IWRM, in order to give relevance to the network activities. 

The purpose definition leads to the identification of the “network niche” or where the network wants and need to be in order to tackle the problem situation. The purpose definition must include the mission, vision, principles and values the network will adopt, promote and use to achieve its goals. It will provide a framework for the scope and direction of priorities and activities; give network members a shared sense of purpose, which together with the expected benefits to be obtained are the basis for the collaboration, ensure that everyone understands and agrees with the purpose of the network.

The mission definition ideally include the following elements:

· Who are network members (institutions, individuals, governmental organizations,)

· Why the network was created

· What and where the network wants to achieve

· Clear definition and identification of the target group for the network activities

· What are the principles and values to be adopted and followed.

The following partnership values worth to be adopted: vision, commitment, cooperation, ownership, equity, quality, effectiveness and efficiency. These values contain key elements for the network operation. 

The definition of purpose becomes a description of what the network is about, so it is necessary that the definition be accurate and acceptable. It should be simple, brief, and broad enough to win the support of the range of organizations and/or individuals thought as potential members. 

2. Goals and Objectives
They define the purpose toward which the network is directed; each objective should focus on one desired change, be achievable and measurable. 

Clear goals and objectives are necessary to understand and define what the network wants to accomplish. In the context of these guidelines a goal is considered as a broad statement that describes the changes that will happen because of network action. Objectives are specific, measurable statements of the desired change(s) that a network intends to accomplish by a given time.

Key elements to take into account when defining goals: There could be a need for more than one goal, but each should focus on one change, they should be achievable and realistic, they are more attainable when they are more modest and it should be realized that probably they will require different amount of time to be achieved.

The process of identifying goals must also be closely related to efforts to understand the network context and the roles played by other actors. This provides the basis for the relevance of the network and creates room for understanding of the members interests. It is useful to define areas of change and ensure that they are measurable, so indicators and its source of verification must be defined to ease further monitoring and evaluation activities.

In setting objectives it is necessary to understand that they are not activities. They should be specific telling exactly what is the problem to be addressed; they should be measurable, framed in terms of how much and how many and state the extent of the problem that will be resolved. Objectives should be “socialized” among members and become known and agreed by them.

These questions will help in its design:

· Are they formulated in a clear way?

· Are they achievable? 

· Are they result-oriented

· Are they demand driven?

Networks are shaped through action and communication, and as venues for voluntary interaction through exchange and mutual learning, they have a potential for responsive adaptation in the face of variable local, regional or international contexts, including opening opportunities and risk-taking, since they are in theory unhampered by rigid structures. 

Responding to such changes can lead to a re-definition of the network objectives: the project cycle presented in figure 12 helps to understand this continuous process, where the management (implementation) of a project, its monitoring and further analysis produces new inputs for the design of new projects, use and adaptation of the results. 
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Figure 12. Project cycle

[source: LMA Network 2003]

3. Membership

Membership is not participation. Members will remain committed if there is clarity around purpose, benefits to get out of networking. 

When setting up the network, the core group or the conveyor, always face the challenge of who to invite to be a member. The following criteria for the selection of members should be considered (the list is not exhaustive): historical or previous relations, expected quality of the products, complementarity with other potential or current members, willingness to give prominence to the network, commitment, willingness or ambition to develop the network, proper financial and governance stability, geographic location, political backing and language. Besides that, clarity around purpose, goals and functions helps to define the membership and what skills and experience are needed.

Benefits as well as required commitment by join the network should made be clear to potential members from the beginning. Members of a network are the network. If members do not have the knowledge and/or skills necessary to do the required work, the logic for their expending the effort and commitment needed to make a network work will be lost. Networking mainly is a voluntary arrangement. People or institutions may become members because they are invited; they will stay members because they see in the network activities a benefit, a way to realize specific objectives to them and/or to the goals they are trying to achieve. Partners in a network could have to give up part of their independent decision-making power when co-operating with other partners and this means that its capacity to bring his actions completely into line with his own goals can be affected. The better the match between the goals and working methods of the network, and the aspirations and capacities of its members, the more sustainable and successful the network will be.

Once the network has gained some cohesion and stability, the issue of setting membership criteria to qualify membership must be considered. It is common that at the starting period a number of institutions are invited to join, selected on the basis of its reputation or previous work. Some of them will remain as active members and some may be not. There could be a difference in commitment but also in the capacity to perform the required activities and this could be an issue when it comes to strengthen the capacities of the weaker members. It is not expected that members have the same capacity, but is desirable that a minimum to build on exists as common ground for basic understanding and future capacity building among members. This selection criterion can lead to an exclusive network and leave out some potential interesting members. Advantages and disadvantages should be weighted in deciding on this.

The flexibility inherent in networks also means that it is possible to change members to meet changing needs and agendas. The ability to change partners as circumstances dictate, make networks adaptable to a variety of situations. The benefits of co-operation can however only be realized when partners achieve some level of integration, which normally reduces the flexibility to change partners. On the other hand, if networks emphasize this dynamics too much, they may not be able to reap the benefits sought after, because of a lack of integration. In defining the membership it is important to be clear about the type of members and the role they will have, as was stated earlier in chapter 4. 

The information and development specialist R Heeks (1999) draws attention to what he calls resource-deficit participation: "Those introducing participation can make a mistaken assumption about the innate resourcefulness of individuals and groups: assuming that they are latently capable and resourced and that these capacities merely need to be uncovered through participation. In reality, this is not so. Members of organizations, like members of communities, often have heavy existing workloads and have no time to invest in new processes of participation". A member only will adopt a new compromise if the expected benefit will be high enough to commit himself to the network activity.

4. Target group

Clear definition and identification of the target group will provide the basis for the needs assessment required to be demand responsive.

The target group is considered as the group of final beneficiaries of the network activities, it should be identified and included in the purpose definition of the network, as they are the final “clients” of the network. This group is the one who is creating the demand the network is responding to. 

Clear definition and understanding of this group and studies conducting to needs assessments, are a key factor in designing network activities. Interactions between the network and this group should receive careful attention, since they are the source for the network to be maintained in a demand responsive way.

5. Structure

The way in which members are arranged or put together to form the network should facilitate its operation. Legal identity and legitimacy also count for the network to be effective and function properly.   

According to the adopted network definition, the basic structure a network, the group of members must have at least a secretariat, a managing or facilitating body. As a network manager commented "there is no need for a very large structure, only a full-time core group, some form of secretariat, able to organize core issues and then draw from existing expertise on an issue by issue basis. It should be able to have an eye on the ground, to do analyses, to bring people together and harmonize their expertise. It needs to be interdisciplinary. And it needs to let those who are its members feel a sense of belonging, a closeness with the problem. Otherwise, they will feel coerced when asked to do something for free”. 

The definition and functions of the governing body are presented in chapter 4.

The structure should be as simple as possible but as complex as required to achieve the proposed objectives. A balance needs to be found between a too loose structure that drains potential and continuity, and one too heavy or complex that crushes initiative and innovation by making communication complex. When the distribution of the administrative functions or powers of the governing body among several members is an advantage for network operation, the issue of decentralization should be used a design criterion. 

Decentralization facilitates the interaction with stakeholders and enhances local ownership and commitment. In this sense the network has to be fit for its purpose.

Networks have to be in compliance with the law, and adopt a legal status favourable to its mandate.

6. Strategy and planning

Networks for capacity building in IWRM should have a “corporate strategy” to make it an effective organization, and an outward looking one to respond to demand. Each requires explicit planning, monitoring and evaluation.

Strategy is the use of all the resources available to a network in order to achieve targeted goals and objectives as effectively as possible. It has to be embedded in the approved plans. 

The Network needs to find ways of building capacity “internally”, as part of the strengthening of its weaker members. In turn this raises the question of the extent to which the network serve as a capacity development mechanism (serving an inward-oriented capacity building function) in contrast to building on the capacities of its stronger members in order to initiate outreach action (serving an outward-oriented support function for the broader community). The focus and resource needs of the two agendas are different and each requires explicit planning, monitoring and evaluation.

This defines two broad strategies: The “corporate strategy” and the “outward looking strategy”. The first one is directed to the members and how to make the network effective, create commitment and establish local ownership it should be dedicated to strengthen member’s capacity to perform their tasks in a better way, and should come out from a diagnostic in which actual capacity and conditions are contrasted to what is needed. The development of this internal capacity is strongly related to the quality of the delivered outputs. 

The out-ward strategy, should make use of the demand-driven approach to ensure relevance, and design a business plan accordingly, that will provide the basis for the network financial sustainability. 

The business plan should respond to a demand detected at the local level by a needs assessment study, be designed to produce revenues and be agreed by all members. The business plan gives a path to follow and help to understand the financial situation of the network.

Key elements in the design of the business plan are analysis of the demand and supply side of the market the network is in, identification of other institutions or networks delivering products that can be regarded as competence, prices of the services offered, and promotion activities to advertise network outputs. 

One can counsel against designing an organization around people, preferring to build around the strategy itself and change the people if necessary. However, people cannot always be changed, and new ones with the required attitudes may be hard to find. So designs should take account of the people available to lead and work in them. 

7. Monitoring & Evaluation

Monitoring and evaluation must be planned at the network design stage, according to the goals and objectives defined. 

Monitoring can be understood as process carried out to systematically keep track of the execution or implementation of the planned activities with a view to collecting information. It is the basis for evaluation, which is the comparison of the executed activities with the objectives, goals and strategies to assess up to what extent these activities have contributed to its achievement. Evaluation is also aimed at the identification of factors that helped or hindered the process and is usually made by an external authority, while monitoring is normally internal.  

The following questions are to be considered in the design of the monitoring and evaluation scheme: What is to be evaluated? What indicators have members agreed to use? At what point is it useful to assess progress? What methodologies will be used for data gathering and analysis? Who should be involved from within the network, from the target group, from outside the network, and what skills knowledge and qualifications are required on behalf of the evaluator? Who will undertake regular monitoring and documenting of experience? How many regular evaluations will be conducted, who will be responsible and how much it will cost? How will the result of the evaluation be used?
8. Funds and fundraising

Fundraising needs a strategy. A balance must be found between pursuing the mission and vision efficiently, and in being financially viable. This can push members to tackle activities not in line with goals and objectives but good at giving revenues.

Becoming economically sustainable is a challenge faced by all networks in its design and operational phases. Funds and fundraising are central issues to sustainability, but not the only ones: sustainability also depends on quality, relevance, commitment and capacity to respond to changes. Sustainability will be the result of the successful combination of good design and good performance.

A network can be conceived with a short time frame and be designed to achieve a specific objective in a given time and once this is achieved it will be terminated or dissolved. 

On the contrary, the network can be designed to remain active for a long period of time, and then financial sustainability becomes an issue. Then, the funds can come from donors, cost-recovery and profitable activities, or a mix of them.

Activities oriented to attend a need in a target group that is not able to cover its cost, usually should be donor supported. Other means for the network to generate income are cost-recovery and profitable activities (e.g. consultancy services), project proposal preparation and membership fees.

At the planning stage, advantages and disadvantages of each of these possibilities must be considered and this decision is a key input for the network strategy, since it will affect the operation and the benefits members can obtain from networking. It is recognised that by having multiple sources of income the financial vulnerability is reduced

9. Institutional framework
The adequate institutional framework for a network is the one that gives more advantages for its operation in terms of support and autonomy. Clear definitions of roles for collaboration (network/institution) are needed.

Institutional framework is understood as the structure for supporting or enclosing the network offered by an institution. There are several options for this: to be rooted inside an institution, be an independent structure or adopt a mixed condition. Every option has advantages and disadvantages.

The institutional framework is a design criterion to be used according to the network purpose. 

The backing given by an institution provide a more easy access to resources, links with interesting potential partners, access to information related to the specific field of action and provision of basic facilities. The decision to create or host a network is done usually as a response to a particular situation where the need for collaboration is acknowledged. 

Thus, when the network is framed into an institution, there should be a clear provision for the administrative issues as well as for the economical ones. Institutional planning must define and involve in a clear way the links between the institution and the network creating a working environment where there will be no room for competition or interference but for collaboration. 

10. Ownership
Local ownership should be strengthened placing greater responsibilities and giving decision-making power to local capacity building institutions. 

Ownership is understood as the legal right to the possession of the network. This definition seems pretty obvious, but in fact it comprises more than the “legal property” of the network and its resources. This has to do also with how individuals or member institutions feel about what is “owned”. 

Networks for capacity building should be owned by local capacity building institutions. They are information and knowledge sources central for the sustained relevance of the network. Projects should count on local capacities and build on them to ensure relevance, endorsement and continuity of the activities.

II. Network Operation
Once the network has gone trough a design phase, operation is the way to achieve goals and objectives. A structured design phase should yield results in the operation phase. Network operation requires the interaction of several factors. Guidelines regarding communication, funds and fundraising, commitment, action plan, monitoring and evaluation and changes in demand will be discussed below.

11. Communication
Open and effective communication providing timely transmission and receipt of relevant information is critical to networking. The agreed communication plan should be designed according to the local conditions and the possibilities of the members. 

The communication plan must define the platform for interaction in order to provide an opportunity for the regular exchange of information and expression of opinion. Regular meetings, video conferencing and the creation of newsletters or electronic mail lists as primary vehicle of communication should be defined as well. Alternatively, faxes, e-mails, letters, phone calls, conference calls, or memos reporting the most recent developments from one or more members to the others can serve the same purpose.  

The following must be considered when deciding on the communication frequency:

· The larger the network the greater the need for formal guidelines 

· The more specific the task addressed, the more frequent the interaction. 

· Match the frequency of communication with the purpose for communicating

The plan should include:

· Key people in the network who are to receive communications and or to participate in decision-making pertaining to a given task.

· Define who will receive specific communications, when they will receive them, who will be asked for feedback, and how to obtain their feedback.

· Decide who in the network involved in each task will have responsibility for making sure that the communication between key people involved in each task happens.

· Set up communications platform within the network so all members are informed.

· For every task or project, outline clearly how people will communicate while they are working together.

· Make diffusion of network activities and achievements to the general public, as a means to advertise it and gain support.

Interaction through communication is a central activity to networks, since is one of the benefits of networking. Members will communicate even if time constrained when the benefits of doing it are good enough.  

It is not enough to have a website or a mailing list to have open, effective and efficient communication between members, especially if they belong to developing countries, where the information technology is expensive and not always readily available. The communication plan must be designed according to the local conditions and the possibilities of the members. 

Informal communications between members by their very nature are less structured than formal communications. Informal communications between members are, however, just as important as formal communications. Few guidelines can be given to facilitate the process of informal communication between members, except to say that it must be encouraged and never thwarted.

12. Commitment
Sustained commitment is strongly related to the benefits members obtain from networking. Clarity of purpose, goals and objectives besides decision making power, participation in implementation, support, advice, access to funds and information help to build and maintain commitment.   

Many of the reasons for declining commitment by members to a network can be addressed during the design phase of the network. Clarity of purpose, goals and objectives helps to motivate network members, and the development of an effective action plan helps to ensure mutual accountability of network members to each other by clearly defining who is responsible for which actions within an agreed upon time frame. 

Networks that make clear what is expected of members are more likely to sustain commitment among them than networks that do not. At the same time, the clear definition of the benefits a member can get out of the networking activities will promote and sustain commitment.

Similarly, defining a clear and open decision-making process, developing an effective communication plan, and choosing an organizational structure that is appropriate to the needs of the network and its members, are essential ingredients in the process of building and sustaining commitment.

13.Work planning and implementation 
When strategy and planning go together the result is a work plan that that is a specific set of steps which are to be completed to achieve the proposed objectives. Activities done by member institutions on behalf of the network should be framed into this network plan.

The action plan identifies the activities to implement for the achievement of each objective, identify resources (people, money and in-kind contributions) on behalf of the members and donors and make clear what is actually for the network, designate responsibilities identifying who is responsible for each action to be undertaken. 

Actual job descriptions or terms of reference may be of help. The plan also should define the time schedule for the actions that must be undertaken. This will allow the implementation of the monitoring and evaluation activities.

Implementation of the work plan to achieve the goals may require different arrangements: task forces can be set up by the Network to address each defined goal; networking with institutions or other networks and the promotion of communities of practice (see chapter 4), can provide ways to address different goals.

Member institutions should incorporate the network activities in their own work plan, adopt principles and reflect in its planning the network mission, in order to give strong backing and generate commitment. 

14. Monitoring and evaluation:  what gets measured gets done
Monitoring and evaluation helps to sustain commitment, since these activities provide key arguments to re-formulate objectives, change strategies and adapt to a changing environment.  Evaluation must be conducted on a regular basis.

Monitoring activities provide the information required for evaluation, and this requires an understanding of the conceptual basis of the network, its purpose definition, goals and strategy. The line defined by these three elements provides the framework for evaluation, since as was said before, qualitative measurements for network evaluation are not always relevant. Monitoring and evaluation help networks to perform in a better way, more efficiently and effectively. They help to “tune-up” strategy, provide key inputs for planning, and help to be accountable to donors, members and stakeholders. (see project cycle in “Goals and objectives”)

Information produced by these two processes is an important part of the institutional memory. Keeping track of the activities through documents, databases, images and other means to store information are of big help when it comes to learn from the past experiences.  

As a means to monitor and evaluate qualitative aspects of network performance relatively new participatory techniques are used. Participatory monitoring and evaluation promotes the involvement of a wide range of stakeholders, employing methods that allow a more equal opportunity for the expression of views and sharing of lessons. This is done through tools and methods for promoting participation known as PRA (participatory rural appraisal) or PLA (participatory learning and action). (Novib 1999)

Evaluation must be conducted on a regular basis and not as a final step in a project or activity. They account for what has been accomplished, promote learning about what action strategies are working and which do not, provide feedback to inform decision-making within the network, assess the cost-effectiveness of different strategies, position high quality projects for future funding opportunities and increase effectiveness of network management.

15. Changes in demand
There is a gap between what is demanded and what is needed in terms of capacity building. Needs not necessarily match the demand. When a network is operated in a demand responsive way, getting funds should not constrain it.  

The perception of the changes in demand is made trough the contact with stakeholders and the target group and the review and analysis of the network niche, as defined in the network purpose. Ideally members should be able to detect changes in demand before they happen: to “predict” them and innovate. This will help to maintain relevance.

A network can only respond to changes according to its size and field of activity. Adaptation to major changes in demand needs additional capacity and support.

The clear definition of the target group is the starting point for a network to be demand responsive, but demand can vary among regions and adjustments should be made accordingly. Networks for capacity building on IWRM are influenced also by donors: the supply side. Investments on capacity building are part of the development aid and through international meetings like the Rio or Johannesburg Summit, priorities and interest of international donors are changed in a time frame of 5 to 10 years and programs are left behind with the problem that originated them unsolved. In most of the cases, this time frame is not long enough for a network to evolve and consolidate as an independent structure. 

To cope with changes, networks must be flexible and be able to adapt to changes and include these new trends in the planning and the strategy. Because of its relatively simple structure, networks can be very flexible and can deal with changes in a fast way.

***

6. Conclusions 

· There is a perceived complexity around networks for capacity building in IWRM among water sector engineers that constrains its expansion and impact, since they mainly dominate decision-making and implementation in the sector. 

· A network is a good tool to build capacity on IWRM when designed and operated responding to a clear understanding of the problem situation, ensuring demand responsiveness and local ownership.

· Network sustainability depends not only on continued availability of funds trough donors, cost-recovery or profitable activities. It is also related to clarity purpose, commitment, quality, monitoring, planning and implementation, relevance and ownership.

· Selection of members should be done regarding the capacity of the candidate, and the fitness of its own objectives with the ones of the network. The closer they mach, the better.

· Networks for capacity building are better equipped to achieve their objectives when they: have a defined structure for governance, allow network members to participate in the decision making process and conduct monitoring and evaluation activities on a regular basis.

· The highly decentralised network structure is useful to be adopted when long-term networking for capacity building in IWRM is in the purpose of the network, since this network of networks allows wide intersectoral and “multi-stakeholder” communication.

· Evaluate a network implies a degree of subjectivity, because network activities tend to be broad and aim for social impacts, changes in attitudes, raise awareness and build capacity. In this sense quantitative measurements assumed to be objective, value free and scientific, cannot give a complete evaluation.
· The guidelines developed in the context of this thesis may be of use for networking in other sectors, taking into account some particular characteristics of the water sector like the strong influence of governments, reliance on donors and the comparative low available profit for the private sector.

7. Recommendations

· To promote and strength communication among networks for capacity building on a regional and global basis (e.g. through global networks, managers meetings, video conferencing, among others), allowing the exchange of experiences, diffusion of its activities and more general, the benefits of networking.

· To conduct further studies for a more systematic information and deeper analysis in order to understand what "success" and "failure" might mean in relation to networks for capacity building in IWRM.

· Adjust, adapt and develop methodologies for for monitoring and evaluation of the qualitative impact of networks for capacity building

· To review networks in other sectors to learn more about how networks can be catalyzed, strengthened and supported and adapt theses lessons to the water sector, taking into account the particularities of this sector.
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