1. INTRODUCTION

2. DISTRICT ENGAGEMENT STRATEGY

The purpose of this information leaflet is to explain how RAP3 will
engage and work with government at District level.

The District Engagement Strategy describes how RAP3 will work
with and support district authorities to improve economic
development and resilience of infrastructure assets in their
districts.

Below is a quick summary of the key features of RAP3. The
RAP3 Overview information leaflet provides further details on the
programme.

1.1. PROGRAMME CONTEXT
Phase 3 of the Rural Access Programme (RAP3) builds on the
successes of previous phases but with a few significant changes:





support focused on the poorest districts in western
Nepal
emphasis on sustainable asset management and
community resilience
working more closely with government organisations
and building capacity
a range of implementation modalities depending on
intervention characteristics and management
performance of the districts

The engagement strategy has been tried and tested over a
number of years and has proven particularly successful in
working with the RTI Pilot districts over the last two years.
District Engagement Mission Statement
“Assist Districts to improve their incomes and resilience
through effective rural infrastructure asset management and
sustainable access to markets, employment and economic
opportunities.”

2.1. CORE PRINCIPLES
The core principles of the district engagement strategy are:


1.2. KEY FEATURES
RAP3 focuses on improved asset management of the local road
network (LRN) and economic infrastructure, short term
employment creation and
longer term income
generation, capacity and
institutional development,
and disaster resilience. It
will follow an annual
management cycle that
links to the Government of
Nepal’s annual planning
process.







Working in partnership – to provide appropriate
technical, management and financial support and build
good relationships
Good governance – ensuring all plans, priorities and
delivery are evidence based, accountable and
transparent
Annual Support Plans – allowing a flexible, demand
driven support programme to address the actual needs
of each district
Annual Management Cycle – to ensure RAP3 support
is linked to District sector and development planning
processes
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2.2. THE ENGAGEMENT PROCESS
The engagement strategy follows a simple process that leads to
the development of Partnership Agreements. The situation
review, improvement strategy and support framework are all
developed through a participatory workshop in each district.
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arrangements, allocation of responsibilities to individuals, delivery
milestones, target dates, intended outputs and results.

2.2.1. Awareness Raising
Official letters from the Ministry of Federal Affairs and Local
Development (MOFALD) to each RAP3 district formally introduce
the programme, paving the way for informal meetings between
RAP3 and District officials to raise awareness about the
programme, the engagement process, the type of support that
can be offered and the proposed implementation mechanisms.
2.2.2.
Situation Review
The situation review identifies the difficulties and challenges
faced by the district. It allows RAP3 to gain a better
understanding of key issues affecting infrastructure management,
economic development and resilience.

2.2.6. Partnership Agreements
The Partnership Agreements are a formal written tri-partite
agreement between the District, RAP3 and DoLIDAR, the
delegated representative of GON’s Executing Agency, MOFALD.
It is a summary of the findings from the engagement process and
which defines the terms and conditions of cooperation between
the District and RAP3. The agreement is not legally binding and
either party may withdraw at any time.
Partnership Agreement Contents

1.3. RAP3 DISTRICTS



RAP3 focuses its support in 8 core districts in western Nepal but
with a further 6 pilot districts for developing and testing the new
LRN Asset Management System. The map below shows the
core districts with a red circle and the pilot districts with a green
circle.



2.2.3. Improvement Strategy
A list of proposed solutions to the difficulties and challenges
identified in the situation review is then developed into an
improvement strategy. This is a long list of all the changes and
support needed to improve the situation. It is not restricted to the
duration or scope of RAP3.
2.2.4.
RAP3 Support Framework
The RAP3 support framework is a short list of interventions from
the implementation strategy that are within the scope and timing
of RAP3. This framework is further developed to include cost
estimates, timeframes, responsibilities and institutional
arrangements for each proposed intervention. At this stage,
there is no commitment from RAP3 to deliver all the short listed
items.
2.2.5.
Annual Support Plan
The annual support plan is a detailed list of the interventions and
support services that RAP3 will commit to providing during the
year. They include detailed activities, cost estimates, cost sharing



A written commitment to a time bound
collaboration, respecting a common goal and
programme framework
The principles of cooperation
The terms and conditions for programme
implementation
The output of the engagement workshop
o
o
o
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support framework)

The first year Annual Support Plan

2.3. THE ANNUAL MANAGEMENT CYCLE
Once the first year annual support plan is agreed, its
implementation and subsequent annual plans follow an annual
st
management cycle. Each RAP3 year runs from 1 October to
th
30 September, with annual support plans prepared in August
and is built around an annual calendar that takes into account the
Government of Nepal annual planning process, monsoon season
and Dasain / Tihar festivals.
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3. IMPLEMENTATION ARRANGEMENTS

4. FIRST YEAR ENGAGEMENT

3.1. IMPLEMENTATION MODALITIES

The approximate timetable for this first year engagement process
is shown in the chart below.

RAP3 will adopt a range of implementation modalities from direct
implementation by the RAP3 team through to funding through
government systems. The implementation modality will depend
on:
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4.1. ENGAGEMENT SCHEDULE
FY 2012/13
Ref
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the nature of the intervention being supported,
the suitability of existing systems with respect to quality
control, transparency and accountability,
the capacity and ability of the district to adhere to such
systems and manage payments in a timely manner
the cooperation and performance of the district in
implementing RAP3 interventions

4. Programme
(detailed)

Region
Far West
Accham
Bajura
Dadelhura
Doti
Mid West
Dailekh
Humla
Jumla
Kalikot
Mugu
West
Parbat
Central
Sindhulpalchowk
Eastern
Jhapa
Morang
Sankhuwasabha

FY 2013/14

FY 2014/15

May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct

Working with
Districts

Up to six week engagement process leading to signing
of Partnership Agreement in Core RAP3 districts
Preparation of next annual support plan in all districts
Starting with the annual support plan, the cycle then includes:










Survey – for example post monsoon road and infrastructure
condition surveys and market systems surveys
Plan – an outline or summary plan showing the main support
items, sub-projects or interventions with cost estimates and
timeframes
Programme – a more detailed and accurate breakdown of all
items in the plan specifying activities, implementation
arrangements, responsibilities, targets and intended results
Appoint suppliers – procurement of contractors, consultants
and NGOs; formation of user groups or cooperatives as
appropriate
Implement programme – implementation according to the
agreed programme and implementation modalities
Annual Review – a joint and participatory review of
implementation against plans and programmes, quality
standards and an update of the situation review, improvement
plan and support framework based on achievements during
the year. This forms the basis of the next year’s annual
support plan.

2.4. EMBEDDING RAP3 IN GON OFFICES
A District Team Leader will be assigned to each RAP3 district
and will be the main interface between RAP3 and the districts
authorities. Additional technical and support staff will be provided
through RAP3 as needed to deliver the annual support plan. The
Rural Transport Infrastructure (RTI) Pilot, a component of RAP2,
demonstrated the importance of close working relationships with
District level government officials through daily informal
interaction. This can be best achieved by embedding the District
Team Leader in the office of the District Development Committee
(DDC). As part of the support plan, the DDC needs to agree to
provide office space for this RAP3 DTL. Additional RAP3 staff
can either work from DDC offices or a separate RAP3 office,
depending on the size of the team and availability of space in the
DDC offices.

4.2. FIRST VISITS

RAP3 will work with each district to find the optimal balance
between:
 the initiatives that can be implemented through GON systems
from the outset, e.g. LRN maintenance works;
 those that will start as direct funding but may be able to
transfer to GON systems once a tangible, transparent and
verifiable system has been developed and accountability
demonstrated; and
 those that will not be transferred to GON systems in the
lifetime of RAP3 due to their private sector, market led nature,
e.g. income generation support

MoFALD are currently in the process of writing to all participating
Core RAP3 districts to inform them of the start of RAP3 and the
forthcoming workshops. Once this letter is sent to the districts,
representatives from the RAP3 team will visit each district for the
initial awareness raising, to:




agree on the date, venue and participant list for the workshop
identify DDC representatives that can act as a Focal Person
and facilitators for the workshop
distribute a checklist for data collection to assist in the
identification and selection of income generation and
economic infrastructure sub-projects.
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3.2. INSTITUTIONAL FRAMEWORK
The GON Executing Agent for RAP3 is the Ministry of Federal
Affairs and Local Development (MOFALD). The Department of
Local Infrastructure Development and Agricultural Roads
(DoLIDAR) and District Development Committees (DDCs) will be
the GON implementation partners. RAP3 directly supports the
development and roll out of the GON RTI Sector Wide (SWAp)
Programme.

4.3. PARTICIPATORY WORKSHOPS
The RAP3 team will visit each district for 3 days. The first day is
to prepare for the workshop and to make courtesy visits to key
District representatives. The second day is the workshop itself.
The third day includes informal discussions with the DDC on a
number of issues including:




information about other projects and programmes active
in the districts – who’s doing what and where. This
information will help develop the annual support plan
and subsequent implementation plans
availability of office space and accommodation for the
RAP3 district team leader and wider team and other
logistical issues

RAP 3 Contacts
Technical Management Office: PO Box 15134,
Ekantakuna, Jawalakhel, Lalitpur.
Tel: 5000245, Fax: 5000227
Central Coordination Office: c/o DoLIDAR, Shree
Mahal, Pulchok, Lalitpur
Tel: 9851133896
Email: rap3@imcw-nepal.com

