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Executive Summary

Char Lata is a river island at the southern edge of the Meghna estuary, reachable only by boat, on
the tide's own schedule, a community built on water yet starved of it. Just 86.1% of households
have safe drinking water only during monsoon season; the rest of the year means negotiating
saline river water, ash-darkened ponds, and stored rainwater contaminated by coal ash from the
nearby Payra Thermal Power Plant, reported by 97.5% of households as a near-daily occurrence.

Women carry this crisis. They perform 90.2% of household water collection and 83.2% of
household care work, yet at the start of this project, not a single resident of any gender held
membership in any formal water governance body in Char Lata. The baseline wasn't low. It was
zero.

Women Leading the Tide was designed to close that gap. Implemented by OBHIZATRIK
Foundation with INDEPTH Limited as knowledge management partner, and supported by the
IUCN BRIDGE Gender Mainstreaming Grant, the project ran November 2025-July 2026 with one
mandate: move Char Lata from a governance vacuum to a system where women hold real,
sustained control over the water decisions their households depend on.

A baseline survey, FGDs, Klls, and a Participatory Gender Audit built the evidence base. That
evidence shaped four expert-led training modules, Financial Literacy, Leadership & Negotiation,
Water Resource Management, and Disaster Risk Reduction, delivered in person by national and
international specialists, equipping women as both negotiators and technical leaders.

Sixty women completed the full training cycle. Three community institutions now function under
their leadership, the Water Management, Disaster Management, and Livelihood Committees, led
by women who've taken the name OBHIZATRI ("explorer"), the first in Char Lata's history to hold
formal governance space.

Outputs were validated, not just delivered: a Validation Workshop tested the Women's Water
Governance Action Plan against community and government judgment; a costed Policy Brief
(~USD 216,000) translated it into an investment case; and a Dissemination Seminar secured the
Upazila Nirbahi Officer's public commitment to fold the recommendations into government
planning.
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PROJECT AT A GLANCE

Baseline respondents surveyed

Baseline studies / diagnostics conducted
Workshops conducted
Training / guideline handbooks produced

Locations reached

Institutional & water governance bodies
collaborated with

Community committees formed

Women direct beneficiaries
Youth direct beneficiaries (under 36)

Indirect beneficiaries

Social media posts published on this
project

Validated Water Governance Action Plan
Costed Policy Brief

Upazila-level Dissemination Seminar
completed

122; Female- 101, Male- 21

2 (Baseline Survey; Participatory Gender Audit)

6 (1 data collection workshop, 4 training
workshops; 1 Validation Workshop)

4 (Financial Literacy and Leadership & Negotiation
Skills content compiled into a single handbook)

3 (Char Lata; Chalitabunia Union Parishad;
Rangabali Upazila Parishad)

4 (Chalitabunia Union Parishad; Rangabali Upazila
Parishad; Bangladesh Water Development Board,
Kolapara; the Water Management Committee)

3 (Water Management Committee; Disaster
Management Committee; Livelihood Committee)
60 (100% of trained women;)

48 (80% of the 60 women trained; age range <36
years)

~3000; Char Lata community, reached through the
three committees, |IEC materials, and government
stakeholder engagements

Total: 32 Facebook: 13
Instagram: 13
LinkedIn: 5
YouTube: 1

1

1

1
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2. Introduction and Background

2.1 Char Lata: An Island on the Frontline

Char Lata does not so much sit on the map as float on it. The island is a spit of silt that rose out of
the Meghna River within living memory, gathered grass, then families, then the improvised
architecture of a settlement, and could, geologically speaking, surrender itself back to the water
that made it. There are no roads and no bridges connecting Char Lata to the rest of Bangladesh;
arrivalis by boat, and by the tide's schedule rather than one's own.

The island sits at the confluence of three channels of the Meghna estuary meeting the Bay of
Bengal at its farthest, saltiest edge, and it is here, on water, surrounded by water, that a severe
and chronic shortage of safe water defines daily life. A community member described the
arithmetic of survival to project researchers during consultations: to obtain one pitcher of usable
water, several more must be discarded to rid it of salt. This is not a rare hardship; it is baseline
reality for the majority of the island's population for most of the year.

2.2 Water, Women, and the Weight of Daily Survival

Two forces converge on Char Lata's water supply from opposite directions. From below and
around: rising seas and eroding embankments push salinity further inland every year, while
cyclones, Sidr, Aila, Amphan, and the seasonal storms that recur with predictable severity,
damage homes, ponds, and the fragile infrastructure that exists. From above: coal ash from the
Payra Thermal Power Plant, operating on the mainland since 2020, settles continuously on
rooftops, croplands, and the open clay jars in which rainwater is collected and stored,
contaminating the very water people trust to be clean.

Responsibility for managing this crisis at the household level falls almost entirely on women.
Baseline data shows that women perform 90.2% of household water collection and 83.2% of
household care work, alongside productive labour in homestead gardening, post-harvest
processing, and casual wage work. This is what the project's Participatory Gender Audit terms a
'triple burden', productive, reproductive, and community responsibilities carried simultaneously,
with no additional hours available for participation in governance, training, or advocacy without
deliberate structural support.

2.3 A Governance Gap and the Purpose of the Project

Despite carrying the operational weight of water management, women in Char Lata held, at
baseline, zero seats in any water governance body, not a low share, not token representation, but
a complete absence. Only 14.8% of respondents were even aware that any local water-related
committee existed, and just 17.2% had ever attended a meeting where water or disaster planning
was discussed. Eighty-five percent of respondents nonetheless believed women should hold
leadership roles, evidence of a community whose stated values already outpaced its governance
structures, and whose constraint was structural exclusion rather than a lack of appetite for
change.

It was against this evidence base that the Women Leading the Tide: Gender-Transformative Water
Governance in Char Lata project was designed and funded under the IUCN BRIDGE Gender
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Mainstreaming Grant. The project's central hypothesis, that Char Lata's water insecurity

and governance vacuum are fundamentally and mutually reinforcing gendered problems, has
structured every phase of implementation described in this report: from the baseline and gender
audit that built the evidence base, to the training of 60 women leaders by international and
national subject experts, to the formation of standing community committees, to the validated
Action Plan and Policy Brief now before government and donor stakeholders.

3. Methodology

The project's evidence base was built through a mixed-methods approach combining quantitative
survey data with qualitative, participatory tools, designed and triangulated to capture both the
scale and the lived texture of water insecurity and gender exclusion in Char Lata.

3.1 Quantitative Approach

® Household Survey: A structured questionnaire was administered to 122 respondents (101
women, 21 men) across Char Lata, covering demographics, water access, sanitation, disaster
exposure, governance awareness, and industrial pollution impact.

® Sampling Strategy: Enumerators were trained on 19 January 2026, with hands-on
demonstration led by Mr. Minhaz Uddin Shibly, before data collection proceeded across the
island's households.

3.2 Qualitative Approach

® Focus Group Discussions (FGDs): Three FGDs were conducted with male, female, and mixed
groups (27 participants total), capturing lived experience of water scarcity, salinity intrusion,
and disaster cycles.

® Key Informant Interviews (Klls): Five Klls were held with institutional stakeholders, including
the Chairman of Chalitabunia Union Parishad, the Upazila Agriculture Officer, the Upazila
Women Affairs Officer, and a Deputy Assistant Engineer of the Bangladesh Water
Development Board, to triangulate community perspectives against governance realities.

® Participatory Mapping: Seasonal calendars and water-body mapping exercises documented
fluctuations in water availability, salinity, and agricultural cycles across the year.

® Case Studies: In-depth case studies were collected, including the account of a Char Lata
mother who lost two newborns during separate disaster events due to the island's lack of
accessible emergency healthcare, evidence used throughout this project not as an isolated
tragedy, but as an illustration of what governance failure looks like at its most intimate scale.
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3.3 Data Triangulation, Ethics, and Limitations

Quantitative and qualitative findings were triangulated to cross-validate patterns, for example,
confirming survey-reported mobility restrictions against FGD testimony and KIl institutional
perspectives. Ethical protocols included informed consent, confidentiality, and safeguarding
measures appropriate to a context where disclosure (particularly regarding harassment and
gender-based violence) carries real social risk for respondents. As with all baseline research in
remote, disaster-affected contexts, findings represent a snapshot in time and should be read
alongside the seasonal and tidal variability that characterises life in Char Lata.
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4. Baseline and Gender Audit: The Evidence Base

The Baseline Report and the Participatory Gender Audit, both completed and submitted in March
2026, form the evidentiary foundation of this project. Together they establish, in granular and
defensible terms, why Char Lata's water crisis cannot be resolved without deliberately and
structurally addressing gender exclusion.

4.1 ACommunity Defined by Water Insecurity

86.1% 97.5% 95.9%
SAFEWATERONLYIN | REPORTDAILY COALASH | FACE SALINITY INTRUSION
MONSOON FALL

Salinity (95.9%) and general water scarcity (88.5%) are the two dominant challenges reported by
the community. These are not intermittent shocks: 99.2% of households experienced water
shortages triggered by disasters in the twelve months preceding the survey, and cyclones alone
damaged 99.2% of homes. The community is economically fragile against this backdrop, 76.2% of
households live on less than BDT 10 thousand per month, and 66.4% of respondents have primary
education or less, meaning that both the capacity to adapt and the capacity to recover are
structurally constrained.

4.2 The Governance Gap: Invisible Institutions, Silenced Voices

At baseline, awareness of and access to local water governance was nearly non-existent. Only
14.8% of respondents were aware of any local water-related committee; among whom only 17.2%
had ever attended a relevant meeting; and not a single respondent, across all 122 surveyed, held
membership in any water, disaster, or governance body of any kind. This was, in the words of the
project's own evidence, not low representation or token representation, it was zero.

"To get one pitcher of water, we need to waste ten pitchers to get rid of the salinity.”
- Afemale Char Lata resident, community consultation

Gendered patterns filled this governance vacuum by default rather than by design. While 85.3% of
all respondents agreed that women should hold leadership roles, 82.2% of women had never
spoken in a community meeting. The barriers were structural and specific: household workload
(79.2%), mobility restrictions (58.4%), and a measurable confidence gap, only 22.8% of women
reported 'very high' confidence in public speaking, against 57.1% of men, despite women holding
the deeper, more granular practical knowledge of the island's water sources, seasonal patterns,
and household needs.

4.3 Gendered Disaster Dynamics: First Responders, Last in Decision-Making

Women in Char Lata are the primary providers of safe drinking water during crises (85.2%), yet
men dominate the single highest-stakes decision a family makes in a disaster, whether and when
to evacuate, acting alone in 48.4% of cases against just 6.6% for women acting alone. Disasters
additionally expose women to acute protection risks: 80.2% reported harassment during disaster
events, 98.0% cited mobility restrictions as an active challenge in a crisis, and only 39.3% believed

10



\ y .\'\t\‘l." %
LIUCN ﬁ See
BRIDGE OBHIZATRIK

access to cyclone shelters was equal between men and women. Char Lata has, as of this
report, no cyclone shelter of its own.

4.4 Industrial Pollution: A Community under Siege

The Payra Thermal Power Plant compounds every other vulnerability the community faces. Coal
ash fall is reported by 97.5% of households, with consequences that cut across livelihoods and
health: crop damage (98.4%), pond contamination (95.9%), and reduced fish catch (95.9%). Most
households (91%) report having no coping mechanism whatsoever for this pollution, and 79.5% of
respondents agree that women are disproportionately affected because of their central role in
water collection and household care. Strikingly, only 8.2% of respondents have ever raised a
formal complaint to any authority, a silence that reflects not acceptance, but a complete absence
of faith that governance structures will respond.

4.5 Assets to Build On

The evidence base is not only a record of deficit. The Participatory Gender Audit identifies real
strengths the project has been able to draw on directly: women's deep, place-based ecological
knowledge of water sources and seasonal change; strong community cohesion and collective
coping traditions; near-universal community willingness to engage (97.5% willing to attend
meetings or trainings); and a clear, self-identified demand for practical skills, with 90.2% of
respondents requesting disaster preparedness training specifically. The project's design,
described in the sections that follow, was built to convert this latent readiness into structured,
sustained leadership.

11
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5. Project Implementation: From Evidence to Action

This section documents how the project moved from foundational research to functioning
community institutions, transitioning from one phase to another, tracing the full arc of activity
between November 2025 and July 2026.

5.1 Preparation and Inception (November 2025 — January 2026)

The project began with administrative and logistical groundwork: signing of the grant agreement,
finalisation of staff contracts, activation of safeguarding protocols, and validation of INDEPTH
Limited's technical scope of work. Monitoring, Evaluation and Learning (MEL) tools, including the
project's logical framework, were prepared in this period, and venues for upcoming field activities
were identified.

A high-level Inception Meeting was convened on 26 January 2026 at Rangabali Upazila Parishad,
bringing together government stakeholders across agriculture, public health, and water
management. The meeting secured explicit institutional commitment to continuous support
throughout the project period, and consensus among stakeholders on the importance of women's
leadership in water governance, an early and important signal that the project's gender-
transformative premise would find institutional traction rather than resistance.

5.2 Stakeholder Mapping, Baseline Survey, and Gender Audit (December 2025 —
March 2026)

Sixty women participants were identified and mobilised through OBHIZATRIK's field volunteer
network. Baseline survey questionnaires, FGD guides, and Kll frameworks were finalised, and data
collection proceeded despite disruption from the 2026 national election, which temporarily
limited the availability of key government stakeholders for qualitative interviews. The OBHIZATRIK
team, supported by INDEPTH, absorbed this disruption by front-loading baseline data collection
ahead of election day, keeping the project on schedule without compromising data quality.

The Participatory Gender Audit ran in parallel, applying a SWOR/C (Strengths, Weaknesses/Gaps,
Opportunities, Risks/Challenges) analytical framework grounded in feminist political ecology,
intersectionality, and social reproduction theory to Char Lata's water governance system. Both the
Baseline Report and the Gender Audit Report were completed and formally submitted in March
2026, providing the evidentiary foundation described in Section 4 of this report.

12
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5.3 Capacity Building: Four Expert-Led Training Modules (April — May 2026)

A DELIBERATE CHOICE: BRINGING THE BEST AVAILABLE KNOWLEDGE TO THE ISLAND

A defining feature of this project's design was the decision not to compromise on the quality of technical
expertise reaching Char Lata's women leaders simply because the island is remote. OBHIZATRIK Foundation
and INDEPTH Limited coordinated directly with recognised national and international-calibre subject-matter
experts to develop each training module from the ground up, and then brought those experts across the
water to Char Lata itself to deliver the training in person, ensuring that geographic isolation did not translate
into a lower standard of learning. The 60 women leaders of Char Lata trained under the same calibre of
expert instruction available in any major training centre in the country.

Four thematic training areas were identified directly from baseline and gender audit findings:
Leadership and Negotiation Skills, Financial Literacy, Water Resource Management, and Disaster
Risk Reduction. Training modules were originally scheduled for April 2026 but were deliberately
rescheduled to align with the agricultural off-season and to follow Ramadan and Eid-ul-Fitr,
reflecting the project's responsiveness to the community's actual rhythms of life rather than an
externally imposed calendar.

The training were orchestrated by careful planning and to maintain a sequential capacity building
focus. This started with giving technical understanding on leadership and negotiation skill
development. This was reinforced by giving the community a sense of financial literacy, which
helps that understand and manage their money better, because at communities like Char Lata,
financial empowerment translates into social recognition and community acceptance of someone
who is financially stable.

Finally, the community was given the training on disaster and water governance, which are more
related to the project’s goal and objectives and a bit more technical in nature.

In essence, a strong foundation was given to all trainees first, so that their knowledge on disaster
and water governance is solid and sustainable.

Training Module Dates Lead Expert & Affiliation
Leadership & Negotiation 6-10 April 2026 Asif Uddin Ahmed, Private Sector and Leadership
Skills Development Expert, INDEPTH Limited

Assistant Professor, School of Business, University of
Liberal Arts Bangladesh (ULAB)

Financial Literacy 6-10 April 2026 Asif Uddin Ahmed, Private Sector and Leadership
Development Expert, INDEPTH Limited
Assistant Professor, School of Business, University of
Liberal Arts Bangladesh (ULAB)

Disaster Preparedness and 11-12 May 2026  Imamul Azam Shahi, Urban Development and Disaster
Response Risk Reduction Expert, INDEPTH Limited

Program Head, BRAC Humanitarian Programme.
Strategic Water Resource 13-15May 2026  Zillur Rahman, WASH and Climate Resilience Expert,
Management and Governance INDEPTH Limited

13
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Each training was supported by dedicated, purpose-built training handbooks, including Women-
Led Water Management and Coastal Climate-Smart Water Governance; Water Resource
Management and Disaster Preparedness; and Financial Literacy and Leadership & Negotiation
Skills, ensuring that the knowledge delivered in person remained with participants as a lasting,
referenceable resource. All four trainings were completed on schedule by mid-May 2026, with 60
women successfully completing the full training cycle across all thematic areas.

5.4 The Action Plan and Validation Workshop (May 2026)

Drawing directly on baseline evidence, gender audit findings, and the knowledge built through the
four training modules, OBHIZATRIK Foundation and INDEPTH Limited facilitated the drafting of the
Women's Water Governance Action Plan (WWGAP), the project's central strategic output. The
draft plan was brought before the community and local government for scrutiny at a Validation
Workshop held on 16 May 2026, attended by the Chairman of Chalitabunia Union Parishad,
elected female members of the Union Parishad, OBHIZATRIK Foundation officials, and 50 of the
60 trained women leaders.

The workshop was substantive rather than ceremonial. Women participants directly discussed the
water, disaster, and livelihood challenges they face with the Union Parishad Chairman and female
Union Parishad members, and the resulting dialogue surfaced several priorities that were
subsequently incorporated into the final Action Plan, including:

o Community rainwater-harvesting storage infrastructure

Char Lata faces acute seasonal water scarcity, with households struggling to secure reliable
freshwater during dry periods. The action plan identifies community-based rainwater-harvesting
storage as a priority infrastructure investment, enabling households and communities to capture
and store water during the monsoon for use throughout the leaner months, reducing dependency
on increasingly saline or unreliable sources.

e Riverbank erosion and displacement from Chalitabunia

Ongoing riverbank erosion along the Chalitabunia shoreline is displacing residents, many of whom
are relocating into Char Lata. This influx of displaced people is placing additional pressure on the
island's already fragile water access systems, compounding scarcity and governance challenges
that the action plan must account for in its planning and resource allocation.

e Absence of a cyclone shelter

Char Lata currently has no cyclone shelter, leaving residents without a designated place of safety
during cyclonic events, which are frequent and severe in this coastal, low-lying part of the Meghna
River Basin. The action plan flags the construction of a cyclone shelter as an urgent infrastructure
gap, directly tied to community safety and resilience.

14
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e Salinity intrusion and declining agricultural productivity

OBHIZATRIK

Agricultural yields on Char Lata have sharply declined due to a combination of salinity intrusion
and coal ash deposition affecting soil and water quality. The action plan calls for climate-smart
agricultural support — including salinity-tolerant crop varieties and adapted farming practices to
help restore productivity and protect livelihoods dependent on farming.

e Broken sluice gate on the western bank

The sluice gate on Char Lata's western bank, which regulates water flow and helps manage
salinity intrusion, is currently broken. Its disrepair is undermining efforts to control saline water
entry and manage freshwater distribution, making its repair or replacement a critical and time-
sensitive priority within the action plan.

o Formalintegration of BWDB as an implementation partner

The action plan emphasizes the need to formally bring the Bangladesh Water Development Board
(BWDB) into the water governance structure for Char Lata as a recognized implementation
partner. Institutionalizing this relationship is seen as essential for ensuring technical support,
accountability, and long-term sustainability of water infrastructure interventions on the island.

The Union Parishad Chairman supported the substance of the draft Action Plan while candidly
acknowledging the limits of Union Parishad jurisdictional authority, and committed to formally
conveying the community's demands to the relevant higher-level government departments. This is
reflected explicitly in the final Action Plan as a standing commitment on the part of local
government. The Union Parishad also formally expressed appreciation for OBHIZATRIK
Foundation's work and its intention to continue collaborating on Char Lata's development beyond
the life of this project.

5.5 Community Committees and the Rise of the “OBHIZATRI”

THE OBHIZATRI, CHAR LATA'S TRAINED WOMEN LEADERS

The 60 women who completed the project's training cycle are known, within this project and increasingly
within their own community, as the OBHIZATRI, the Bengali word for 'explorer' or 'adventurer.' The name
captures precisely what these women represent: the first cohort in Char Lata's history to formally navigate
governance space, carrying specialised technical knowledge back into their own villages and translating it
into functioning local institutions. Under their leadership, three community committees have been
established and have begun their work.

15
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Three standing committees now anchor Char Lata's water governance system, each formed
with a target of at least 50% women in committee positions, and each led in practice by
OBHIZATRI:

Committee Mandate

Water Management Water infrastructure oversight, BWDB liaison on the sluice gate and rainwater

Committee (WMC) harvesting, water-body and salinity monitoring, and coordination of women-only
pre-Union Parishad deliberation sessions.

Disaster Management Early warning dissemination, evacuation support, cyclone shelter advocacy,

Committee (DMC) mapping of erosion-displaced and vulnerable households, and women's
protection protocols during disasters.

Livelihood Committee Climate-smart agriculture piloting, livelihood diversification, and microfinance

(LC) linkage for women-headed households, anchored in the Financial Literacy
training outcomes.

These committees are not paper structures. Each has held its inaugural meeting, adopted (or is
finalising) terms of reference, and begun implementing the specific actions assigned to it under
the Women's Water Governance Action Plan, detailed fully in Section 6 of this report. Their
formation directly answers the single starkest baseline finding in this entire project: that women's
committee membership in Char Lata stood, before this project, at exactly zero.

5.6 IEC Materials and Public Awareness (June 2026)

To extend the reach of the project's messages beyond training participants, OBHIZATRIK
Foundation developed and installed a package of Information, Education and Communication
(IEC) materials between 23 and 30 June 2026: three billboards, at the river-crossing boat point, at
the gate of the OBHIZATRIK school, and at Chalitabunia Union Parishad, and fifty posters
distributed across the local market, school premises, the Union Parishad office, and surrounding
public areas. These materials raise community-wide awareness of women-led disaster
management and water resource governance, reinforcing at a public, visible scale the shift in
leadership this project has worked to establish.

5.7 Policy Brief (June 2026)

A bilingual Policy Brief, Gender-Transformative Water Governance, Climate-Resilient Livelihoods,
and Erosion-Adaptive Mobility for Char Lata, Patuakhali, was finalised in June 2026, translating the
project's evidence base and the Action Plan's priorities into a costed, four-pillar investment
proposal for government, donor, and industry stakeholders. Its content and financial detail are
summarised in Section 8 of this report.

16
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5.8 Dissemination Seminar (June 2026)

The project's implementation cycle reached its public culmination in an Upazila-level
Dissemination Seminar, successfully completed on 23 June 2026 at Rangabali Upazila Parishad.
The seminar brought together a substantive cross-section of local government and community
stakeholders: the Upazila Nirbahi Officer (UNO), the Assistant Agriculture Officer, the Upazila
Water Development Board Member, the Upazila Social Services Officer, the Chairman of
Chalitabunia Union Parishad, representatives of OBHIZATRIK Foundation, and the trained women
participants from Char Lata village.

At the seminar, the project team presented its full achievements and shared its policy
recommendations for more effective and inclusive climate adaptation at the local level. The
response from government was substantive: the UNO explicitly appreciated the initiative and
assured the project team that its recommendations would be taken into consideration in the
Upazila's future development planning. This commitment represents a significant milestone, a
direct, on-record signal that the evidence and Action Plan produced through this project are being
received not merely as a donor-funded exercise, but as material input into government planning.

This outcome reflects, in concrete terms, the value the project's design has placed throughout on
collaborative effort between local government, the Char Lata community, and development
partners, precisely the governance model the Women's Water Governance Action Plan sets out to
institutionalise.

17
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6. The Women's Water Governance Action Plan
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The Women's Water Governance Action Plan (WWGAP), finalised in June 2026, is the project's
primary strategic output. It translates the baseline, gender audit, and validation workshop
evidence into five broad action areas, each with specific, timebound, resourced actions and
clearly assigned responsibility across the three community committees, OBHIZATRIK Foundation,
INDEPTH Limited, and named government partners.

6.1 Vision and Goal

"An inclusive, climate-resilient water governance system in Char Lata in which women
exercise equal decision-making authority, their knowledge shapes policy, and
communities are protected from water insecurity, industrial pollution, riverbank
erosion, and disaster."

- WWGAP Vision Statement

The Action Plan's goal is explicit and measurable: to raise women's representation in decision-
making bodies from below 10% to at least 30%, to integrate at least five climate-adaptive
measures into local governance, and to secure critical infrastructure commitments, a cyclone
shelter, sluice gate replacement, rainwater harvesting units, and formal BWDB engagement, by
July 2026.

6.2 Five Broad Action Areas

Action Area Lead Committee Core Focus

BA1. Inclusive Water Water Management Committee operationalisation; formal
Governance & Women's Committee (WMC)  BWDB petition on the western-bank sluice
Representation gate; rainwater harvesting infrastructure;

women-led water monitoring; quarterly pre-
UP women's deliberation sessions.

BA2. Disaster Risk Disaster Community disaster preparedness planning;
Reduction, Women's Safety = Management cyclone shelter petition to Upazila Parishad,
& Erosion Response Committee (DMQC) DDM and MoDMR; women's protection code

of conduct and GBV referral pathway;
community DRR awareness campaign.
BA3. Livelihood Resilience & Livelihood Livelihood diversification plan; piloting of
Climate-Smart Agriculture Committee (LC) salt-tolerant and ash-resistant crop
varieties; livelihood mapping and
microfinance linkage; formal engagement
with fisheries decline evidence.

BA4. Environmental WMC /community  Training of 10 community environmental
Advocacy & Industrial environmental monitors; formal complaint file to the
Pollution Response monitors Department of Environment on Payra

Thermal Power Plant impacts; community
water infrastructure needs assessment to
BWDB/DPHE.
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BA5. Gender OBHIZATRIK Gender-responsive rules of procedure
Mainstreaming, M&E & Foundation / across all committees; sensitisation
Dissemination INDEPTH (M&E sessions with men and religious leaders;
lead) endline survey (July 2026); bilingual policy

brief and final reporting.

Each action area names specific, dated actions (for example, submitting a formal petition to
BWDB for sluice gate replacement, or holding inaugural committee meetings with at least 50%
women in committee positions), the resources required, and the public and private stakeholders
whose engagement is necessary, including BWDB, DPHE, the Department of Disaster
Management, the Department of Environment, Upazila-level line offices, and OBHIZATRIK
Foundation and INDEPTH Limited themselves. The full action matrix, with named responsibilities,
timelines, and resource requirements for every action, is provided as an annex to this report.

6.3 Achievements against Project Objectives

This section reports what the project has achieved against the four Project Objectives set out in the
original proposal submitted to IUCN under the BRIDGE Gender Mainstreaming Grant, together with the
Overall Objective from the project's Logical Framework. Rather than measuring each objective as a
pass/fail target due within the original nine-month activity window, this section reports the concrete
increase achieved from each documented baseline, as progress the project has already delivered.
Several of these gains, particularly the depth of institutional practice, will continue to build over the
project's full multi-year horizon; OBHIZATRIK Foundation will continue tracking that progress beyond
this report, with the next formal long-term review scheduled for the end of 2026.

Overall Objective: Inclusive, Climate-Resilient Water Governance

Women's representation in Char Lata's water governance bodies has risen from a documented
baseline of 0% (0 of 122 respondents held any governance seat) to women now holding the substantial
maijority of active leadership positions across three newly formed community committees, the Water
Management Committee, Disaster Management Committee, and Livelihood Committee, each led in
practice by the OBHIZATRI, the 60 women trained under this project. Char Lata moved from a
community with no formal women's governance structure of any kind to one with three functioning,
women-led institutions within a single implementation cycle.

Specific Objective 1: Participatory Gender Audit of Local Water Governance

The project completed Char Lata's first-ever participatory gender audit of local water governance,
engaging 154 stakeholders directly, 122 baseline survey respondents, 27 Focus Group Discussion
participants, and 5 Key Informant Interviews with named institutional stakeholders, including a
Bangladesh Water Development Board Deputy Assistant Engineer. Applying a SWOR/C (Strengths,
Weaknesses/Gaps, Opportunities, Risks/Challenges) framework grounded in feminist political ecology
and intersectionality, the audit produced the first documented evidence base Char Lata has ever had
on gendered water governance, completed and formally submitted in March 2026.

Specific Objective 2: Leadership, Negotiation, and Technical Skills of 60 Women

Women's technical and leadership training in Char Lata rose from 0 to 60 women trained across four
modules, Financial Literacy, Leadership & Negotiation, Water Resource Management, and Disaster
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Risk Reduction, delivered in person on the island by named national and international
specialists. Every one of the 60 women mobilised for this project completed the full training cycle: a
100% completion rate against a baseline of zero prior formal training opportunities of this kind
available to Char Lata's women.

Specific Objective 3: Women's Water Governance Action Plan

Char Lata has gone from no water governance plan of any kind to a validated Women's Water
Governance Action Plan, co-designed with 50 of the 60 trained women and Chalitabunia Union
Parishad leadership at a Validation Workshop on 16 May 2026. All three community committees now
stand behind the Plan as endorsing bodies, exceeding the minimum of three envisaged at design stage,
each committing to quarterly review and annual renewal. Community input on cyclone shelter
construction, rainwater harvesting, the broken western-bank sluice gate, and formal Bangladesh Water
Development Board engagement, gathered directly from the women and local government at the
Validation Workshop, was incorporated into the final document.

Specific Objective 4: Integrate Climate Resilience and Disaster Preparedness

Climate-adaptive water governance measures in Char Lata increased from 0 to more than 5 measures
now written into the Action Plan, including community rainwater harvesting infrastructure, a women-
led water monitoring roster, an early warning system, salt-tolerant crop piloting, and a cyclone shelter
petition. Alongside these, the Disaster Management Committee has adopted a draft Community
Disaster Preparedness and Response Plan and a women's protection code of conduct, both of which
did not exist in any form before this project.

Summary of Achievements

Objective Baseline > Now What Changed

Overall Objective: Women's 0% > majority-led 3 committees formed; all led in practice by OBHIZATRI

governance leadership

SO1: Gender audit 0~> 1 completed 154 stakeholders engaged; first gender audit in Char Lata's
history

SO2: Women trained 0~ 60 trained 100% completion across 4 expert-led modules

SO3: Water Governance 0~ 1 validated plan 3 committees endorsing; co-designed with 50 of 60 women

Action Plan

SO4: Climate-adaptive 0> 5+ measures Written into Action Plan; DMC preparedness plan adopted

measures

OBHIZATRIK Foundation will continue to track these gains through its long-term monitoring process,
with the next formal review scheduled for the end of 2026.
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6.4 Endorsement and Institutional Ownership

The Action Plan was developed through a genuinely participatory process involving the 60 trained
OBHIZATRI, the three newly formed committees, the Chalitabunia Union Parishad, and the project
implementation team, and was reviewed and validated at the May 2026 workshop. Endorsing
bodies, the WMC, DMC, and LC, alongside OBHIZATRIK Foundation and INDEPTH Limited,
commit under the plan to implement assigned actions within specified timelines, meet at least
quarterly to review progress, report to the community annually, maintain gender-balanced
membership, and update the Action Plan annually as conditions evolve. This annual review clause
is deliberately built in to guard against the single risk the project's own Gender Audit flags most
explicitly: that change driven by an NGO intervention could reverse once the project period ends.
Institutionalising review and reporting inside the committees themselves is the project's primary
safeguard against that risk.
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7. Policy Brief: A Costed Investment Roadmap

Finalised in June 2026 and presented at the Dissemination Seminar, the project's Policy Brief,
Gender-Transformative Water Governance, Climate-Resilient Livelihoods, and Erosion-Adaptive
Mobility for Char Lata, Patuakhali, translates the evidence and the Action Plan's priorities into a
specific, costed proposal directed at government, donor, and industry stakeholders. Its central
argument is structural rather than incremental: that Char Lata faces three converging crises,
climate-induced salinity, industrial coal-ash pollution, and a governance vacuum, compounded
by two further existential threats, riverbank erosion capable of consuming 500 to 1,000 metres of
land in a matter of weeks, and tidal isolation that severs the island from markets, healthcare, and
governance forums alike.

"The women of Char Lata cannot govern water if the land beneath them is eroding into
the river. They cannot attend meetings if the tide prevents boats from landing. Erosion
and tidal isolation are not separate problems, they are the physical infrastructure of
exclusion.”

- Policy Brief, Core Argument

7.1 Four-Pillar Strategy

Pillar Focus Estimated Cost
(BDT)
1 Gender-Transformative Water Infrastructure (rainwater harvesting 10,900,000
tanks, pond sand filters, women-only cyclone shelter with WASH
facilities)
2 River Erosion Resilience & Climate-Adaptive Mobility (early warning =~ 7,300,000

system, tide-adaptive jetty, erosion coping fund, floating
ambulance, raised homestead platforms)

3 Climate-Smart Livelihood Windows (saline-tolerant sunflower, 4,460,000
crab fattening, homestead gardens, indigenous poultry,
community composting)

4 Governance, Capacity, and Advocacy (Women's Water User Group 1,200,000
formation, gender-transformative DRR training, public speaking
training, multi-stakeholder advocacy dialogue)

The four pillars total BDT 26,246,000 (approximately USD 216,000) over a proposed 12-month
implementation window. Every line item is deliberately designed around a gender-transformative
feature, for example, infrastructure ownership and management vested explicitly in the 60 trained
women change agents rather than in the Union Parishad, to ensure sustained access and
accountability rather than a reversion to male-controlled management once external attention
moves on.

7.2 Stakeholder Responsibilities and Requested Commitments
The brief assigns specific, time-bound responsibilities to eight categories of stakeholder: the
Bangladesh Water Development Board (erosion forecasting and integration of local monitoring
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into national systems); the Local Government Engineering Department (tide-adaptive jetty
construction); the Ministry of Disaster Management and Relief (funding the women-only cyclone
shelter and GBV referral integration); the Department of Public Health Engineering (WASH
infrastructure supervision); the Ministry of Environment, Forest and Climate Change (investigation
of Payra Thermal Power Plant impacts and linkage to the UNDP Offshore Small Islands
programme); Chalitabunia Union Parishad (khas land allocation and co-management of the
erosion coping fund); OBHIZATRIK Foundation (implementation and change-agent training); and
IUCN BRIDGE (technical oversight and linkage to Meghna Basin transboundary policy processes).

The brief closes with a direct request for formal government response within 30 days of
submission, specifically: confirmation that LGED will conduct a jetty feasibility study at Char Lata;
confirmation that the UNDP Charland project will extend housing support to the island; and
initiation of a Department of Environment investigation into Payra Thermal Power Plant ash
pollution. As detailed in Section 10 below, direct engagement with the Bangladesh Water
Development Board to advance these commitments is scheduled as an immediate next step
following this report.
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8. Financial Overview

ndepth UBHIZATHIK

The table below summarises project expenditure against budget for the reporting period covered
by the project's final report (November 2025 — July 2026); a complete final financial report covering
the full project period through July 2026 will be produced alongside this final narrative report,

referenced in Annex 5.

Personnel 4,500.00

Travel and Logistics 2,000.00
Training / Workshops 3,500.00
Materials & Supplies 1,200.00
Communications & Outreach 800.00
Monitoring & Reporting 1,200.00
Other (Overheads + External Audit) 1,793.00
Total 14,993.00

4492 .85

1958.89
3638.13
1087.21
775.24
1195.86
1881.78
15029.95
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9. Challenges, Adaptive Management, and Lessons Learned

9.1 Operating Context Challenges

® Remote, tide-dependent access: As Char Lata is an island at the southernmost point of the
Meghna estuary, mobility to the mainland depends entirely on tidal patterns and boat
availability, requiring all field activity to be scheduled around tidal windows rather than fixed
calendars.

® Seasonalweatherrisk: Storms, cyclones, and flash floods are common in Char Lata during the
summer and monsoon seasons, requiring built-in schedule flexibility across all field-based
activities.

® Patriarchal gender norms: As a highly patriarchal community, women's double burden of
unpaid household care work and training participation created a persistent access barrier,
addressed directly through flexible scheduling and enabler support rather than assumed
away.

® National election disruption (early 2026): The 2026 national election temporarily limited
availability of key government stakeholders for qualitative data collection; the team adapted
by front-loading baseline data collection ahead of election day, keeping deliverables on track.

® [ocal Union Parishad election: An upcoming local Union Parishad election introduces a
transition risk for institutional continuity. OBHIZATRIK Foundation will arrange a dedicated
briefing with newly elected Union Parishad members and the Chairperson to introduce them
to the project, its Action Plan, and its post-project commitments.

9.2 Lessons Learned

® \Women's time poverty is structural, not a scheduling inconvenience: it must be budgeted for
directly, through travel support, stipends, flexible timing, and childcare consideration, rather
than treated as an individual barrier for participants to overcome on their own.

® Quality of technical expertise matters as much as access: bringing internationally and
nationally recognised experts to the island, rather than defaulting to generalist facilitation
because of the location's remoteness, was a deliberate and, based on training completion
and community response, well-justified investment.

® Institutional buy-in compounds: early, direct engagement with government stakeholders at the
Inception Meeting created a foundation of credibility that carried through to the Validation
Workshop and, ultimately, the UNQO's public commitment at the Dissemination Seminar.
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10. Next Steps and Final Monitoring Phase

With the training cycle, Action Plan validation, Policy Brief finalisation, and Dissemination Seminar
all completed, the project enters its final phase, comprising the following planned activities:

10.1 Bangladesh Water Development Board Engagement (Kolapara)

A meeting with the Bangladesh Water Development Board, Kolapara, is planned to present the
Women's Water Governance Action Plan and the Policy Brief directly to the government water
resource authorities responsible for the project area. The explicit objective of this meeting is to
secure integration of the Action Plan's commitments and the Policy Brief's recommendations into
BWDB's own workplans and budget allocations, converting the project's evidence and community
endorsement into standing government commitments that will outlast the project period itself.
This engagement operationalises the Action Plan's own BA1 action area, which names formal
BWDB integration as a core requirement, and responds directly to the Kll evidence gathered earlier
in the project from BWDB's own Deputy Assistant Engineer for Kolapara/Chalitabunia.

10.2 Long-Term Monitoring Through OBHIZATRIK's Presence in Char Lata

Because OBHIZATRIK Foundation maintains an ongoing presence in Char Lata beyond the life of
this grant, monitoring the sustainability of these interventions is not a one-time closeout exercise
but a continuing responsibility the organisation carries as part of its permanent footprint in the
village. This subsection sets out what that long-term monitoring will track, and how OBHIZATRIK's
local presence is structured to supportit.

Drawing on the project's design, its indicator framework (Section 6.3), and the Gender Audit's own
risk assessment, OBHIZATRIK's ongoing monitoring in Char Lata will examine, at minimum:

e Whether the three community committees (WMC, DMC, LC) continue to meet on the
schedule set out in their terms of reference, and whether women continue to hold at least
the targeted 30% (in practice, considerably higher, given the OBHIZATRI-led composition)
of committee positions

e The status of the formal petitions submitted to BWDB (sluice gate replacement) and to the
Upazila Parishad, DDM, and MoDMR (cyclone shelter), and any government response
received over time

e (Governance and participation indicators, tracked periodically against baseline, including
awareness, meeting attendance, public speaking confidence, and women's decision-
making participation

¢ Ongoing evidence of climate-adaptive measures being implemented by the WMC, and of
livelihood diversification activity by the LC

e Community perception of the OBHIZATRI's continued legitimacy and authority, particularly
among households not directly represented in the original 60 trained participants

e Any emerging risks flagged in the project's own Gender Audit — tokenism, backlash or
gender-based violence risk, elite capture, or project-dependency — and evidence of how
the committees are managing them independently as time passes

Because OBHIZATRIK's staff and field volunteers remain based in Char Lata, this monitoring does
not depend on periodic external visits alone. Committee meetings, petition follow-ups, and
community sentiment can be observed as part of the organisation's routine village-level presence,
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allowing issues to surface and be addressed as they arise rather than only at scheduled
review points. On current evidence and trajectory, the governance structures established under
this project are functioning and locally owned, with the clearest gaps remaining in the pace of
external infrastructure commitments (cyclone shelter, sluice gate, rainwater harvesting units) —
items that depend on government and donor response to the Action Plan and Policy Brief, and
were always understood to extend beyond this project's own implementation window.
OBHIZATRIK will continue to track these through its long-term presence in the village, with formal
review checkpoints, the first scheduled for the end of 2026.

The project will complete the endorsement process for the Action Plan across all three
committees and produce its final narrative report, final financial report, and external audit
certificate, consistent with the project's original logical framework. Beyond this formal closeout,
OBHIZATRIK Foundation will continue to monitor progress in Char Lata through its ongoing
presence in the village, and will update IUCN on these findings through periodic monitoring
reports, with the first such update to be shared at a final update meeting.
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11. Conclusion and Recommendations
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The Women Leading the Tide project set out from a single, stark data point: zero women, and
indeed zero residents of any gender, held formal membership in any water governance structure in
Char Lata. Over eight months, the project has built, from that baseline, a functioning alternative,
three community committees, sixty trained women leaders known and respected in their own
community as the OBHIZATRI, a validated Action Plan carrying explicit local government
endorsement, a costed Policy Brief now before national authorities, and a public commitment
from the Upazila Nirbahi Officer to weigh the project's recommendations in future development
planning.

This progress should be read with appropriate humility about what remains outstanding. The
project's own evidence base is candid about the risks of reversal once external attention recedes,
tokenism, elite capture, and project-dependency chief among them, and the Action Plan's annual
review and endorsement mechanisms exist specifically to guard against them. The infrastructure
commitments that would most durably resolve Char Lata's water crisis, a cyclone shelter, a
repaired sluice gate, rainwater harvesting capacity at scale, lie substantially outside this project's
own budget and require sustained government and donor follow-through.

Recommendations

® To IUCN and donor partners: Treat the Policy Brief's four-pillar, ~USD 216,000 proposal as a
direct, ready-to-fund continuation of this project's evidence base, rather than a new proposal
requiring fresh justification.

® To the Bangladesh Water Development Board: Formalise the partnership status requested in
the Action Plan and act on the sluice gate replacement petition, which carries direct,
documented community and Kll evidence.

® To Upazila and Union Parishad authorities: Follow through on the UNO's public commitment
at the Dissemination Seminar by incorporating the Action Plan's recommendations into the
next Upazila development planning cycle, and formally brief incoming Union Parishad
members following the local election.

® To OBHIZATRIK Foundation and INDEPTH Limited: Complete the final monitoring visit and
endline survey as planned, ensure the Monitoring and Evaluation report is annexed to this
technical report without delay, and maintain at least light-touch post-project engagement with
the three committees through their first full annual review cycle.

® Forfuture replication: The model of coordinating with internationally and nationally recognised
subject experts to design and personally deliver training in remote, hard-to-reach
communities, rather than defaulting to lower-cost generalist facilitation, should be considered
a transferable good practice for future gender-transformative water governance programming
in other char and coastalisland communities.
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Annexes

The following supporting documents and materials accompany this technical report:

® Annex1:Baseline Report

® Annex?2: Participatory Gender Audit Report

® Annex3:Women's Water Governance Action Plan

® Annex 4: Policy Brief, Gender-Transformative Water Governance, Climate-Resilient
Livelihoods, and Erosion-Adaptive Mobility for Char Lata, Patuakhali

® Annex5: Final Financial report

® Annex6: Social media posts links -

Facebook Instagram LinkedIn YouTube

1. https://www.facebook.co 1. https://www.instagram.co 1.  https://www.linkedin.co 1. https://yout
m/reel/206320762756661 m/reel/Da2WK5jk4hqg/ m/posts/OBHIZATRIK_fro u.be/F18rdv
0/ 2. https://www.instagram.co m-carrying-water-to- TZCls

2. https://www.facebook.co m/p/DaiarZULKly/ governing-it-women-
m/share/p/17W2NYmYVJ/ 3. https://www.instagram.co activity-

3. https://www.facebook.co m/p/DakK0T82DV43/ 7480650230082822145-
m/share/p/18agwxaHC4/ 4. https://www.instagram.co P7ef

4. https://www.facebook.co m/p/DZII3Nvkb6g/ 2. https://www.linkedin.co
m/share/p/18DP1xSoyi/ 5. https://www.instagram.co m/posts/OBHIZATRIK_O

5. https://www.facebook.co m/p/DZFUbYvn0ib/ BHIZATRIK-iucn-
m/share/p/193VDfQuYZ/ 6. https://www.instagram.co bridgegrant-activity-

6. https://www.facebook.co m/p/DXj0dQ1FHbV/ 7454783165056831488-
m/share/p/1B4nwqopC4/ 7. https://www.instagram.co Nf3R

7. https://www.facebook.co m/p/DX0O2eX3k1Ga/ 3. https://www.linkedin.co
m/share/p/1BbpJLBKUD/ 8. https://www.instagram.co m/posts/OBHIZATRIK_O

8. https://www.facebook.co m/p/DXMWI5GGNLd/ BHIZATRIK-iucn-
m/share/p/1DTT3HbVR/ 9. https://www.instagram.co bridgegrants-activity-

9. https://www.facebook.co m/p/DVGsvzOjCpG/ 7454783971642580992-
m/share/p/1EiLJ6p1d4/ 10. https://www.instagram.co hoin

10. https://www.facebook.co m/p/DUk7ddzjuDC/ 4. https://www.linkedin.co
m/share/p/1EKWVBaMEs/ 11. https://www.instagram.co m/posts/OBHIZATRIK_O

11. https://www.facebook.co m/p/DUGN_KFj8P4/ BHIZATRIK-iucn-
m/share/p/1EMtDPDuHp/ 12. https://www.instagram.co bridgegrants-activity-

12. https://www.facebook.co m/p/DZXXoM6én-TF/ 7469987515412729856-
m/share/p/1FPIMIiJK9A/ 13. https://www.instagram.co AYGj

13. https://www.facebook.co m/p/DUSsfAJFGAQ/ 5. https://www.linkedin.co

m/share/p/1H5wunhdMw/

m/posts/OBHIZATRIK_w
omenleadingthetide-
OBHIZATRIKfoundation-
activity-
7483063182488387584-
JQZa
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