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National Integrated Water Resources Management Policy Statement
1. POLICY RATIONALE

1.1 Introduction

Small Island Developing States (SIDS) have unique sustainable development challenges when compared to other countries. Most notably they have limited land area, resulting in not only high pressure on land and competition for land between sectors and stakeholders, but also a restrictive limitation on their freshwater resources. Specifically SIDS have very limited opportunity for natural water storage, making them vulnerable to climate variability and climatic extremes and hence susceptible to both drought and flood events. This has a real and tangible development constraint on the economy and public health, as well as on environmental quality, which for Antigua and Barbuda also means the economy. 

The need to improve water resources management is therefore a pre-requisite to ensuring the sustainable development of Antigua and Barbuda.

Given the limited human and financial resources also facing SIDS, Antigua and Barbuda needs to manage its water, land and human resources in as effective a manner as is financially affordable, and this means looking to improve the integration of its management arrangements for its water and land resources – or Integrated Water Resources Management (IWRM).

IWRM has been defined by the Global Water Partnership as:

‘…….a process which 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’.
1.2 Background
IWRM has its origins in attempting to improve the coordinated management of trans-national (international) river basins, historically managed at the national scale by the countries within the river basin. It was recognised however that coordinated planning, monitoring and enforcement of the river basin management could be equally applied to river basins or groundwater aquifers at any scale.

IWRM took on a more global appeal when the United Nations, in recognising significant constraints in achieving the Millennium Development Goals at the World Summit on Sustainable Development (CSD10 - 2002), identified the catalytic role IWRM could play and set an ambitious target for National IWRM Plans to be in place for 2005. This decision was further supported by the United Nations prioritising water within its WEHAB (Water, Energy, Health, Agriculture and Biodiversity) strategy (at CSD11), enabling countries, donors and development agencies to undertake their Water Reviews (CSD - 2004) and develop Water Policies (CSD13 - 2005) to support water focussed initiatives. This has resulted in countries and donors supporting IWRM as a means to accelerate MDG progress with a view to the MDG target milestone of 2015. Consequently funding has come on line since 2005 to support IWRM development.

The Global Environment Facility-funded Integrating Watershed and Coastal Areas Management (GEF-IWCAM) Project is providing to the countries of the Caribbean national level technical support in developing IWRM approaches at the country and the catchment scale, and to promote and advocate the benefits of such integrated approaches. Whilst the genesis of IWCAM and indeed its commencement pre-dates the IWRM promotion by the United Nations, because of its complementarity with IWRM approaches, the primary donor – the Global Environment Facility (GEF) funded additional IWRM Plan development activities as part of the programme. Specifically in line with the WSSD IWRM targets, IWCAM is supporting the development of National IWRM Plans to accelerate the implementation of IWRM.  

It is worth stressing that Small Island Developing States (SIDS) are seen as being influential globally to IWRM advocacy. This statement is arrived at when one considers the smallness of the hydrological catchments and the rapidity of hydrological events and water residency, meaning that these water resources are most likely to achieve demonstrable benefits from IWRM activities within the shortest times. Being able to demonstrate tangible improvements – be they economic (e.g. flood risk reduction), social (e.g. drinking water quality improvements) and/or environmental (e.g. reduced pollution) is essential if longer term IWRM governance reforms are to be sustained beyond donor programme and parliamentary occupancy timescales.
1.3 National Justification
The national justification for improved water resources and watershed management through more integrated and therefore effective water and land management has to be reflected in its perceived benefits and improvements to the national economy, public health and environment. Linking IWRM to these economic, social and environmental benefits is therefore critical to securing government commitment and prioritisation.

Historically, severe droughts and consequent water shortages put considerable pressure on the ability of the Antigua Public Utilities Authority (APUA) to provide public water supply, both for domestic and commercial users. Desalination has become more dominant (now providing more than 50% of the water entering supply) but is recognised as both expensive and unsustainable in the long term, reliant as it is presently on cross-subsidy from telecommunications and power generation, sectors in which the APUA also has significant national investment interests. 

At the same time high rainfall events are lost to the sea, causing flood damage and erosion on land and water quality deterioration at the coast. Inadequate wastewater management creates not only public health concerns, especially in St John’s, but also nutrient enrichment at the coast. 

The water and land demands of the agricultural sector put additional pressure on limited water resources as well as contribute to the destabilisation of marginal lands, creating conflict between the agricultural and other stakeholders.

The tourism industry, which is so important to Antigua and Barbuda (contributing 70% of the GDP), can therefore suffer from inadequate water resources management, water supply management and wastewater management, both directly through water shortages, poor drinking water quality and flooding, and indirectly, through pollution of the near shore environment.

Sectoral approaches to solving these issues only meet with partial success, partly due to initiatives and ambitions being limited by agency and organisational mandates, partly through a lack of coordination with other sectoral plans and activities, and partly due to a lack of human and financial resources available to individual departments. IWRM introduces an approach of managing the water resources more effectively through inter-sectoral planning and implementation, and more efficiently by enabling limited human resources to be coordinated and shared. 

Furthermore IWRM looks to improve linkages between government and civil society, bringing the contribution the general public can make to water resources management (e.g. rainwater harvesting to improve drought resilience, reduce water demand and reduce surface water run-off) more centre stage, an important objective for SIDS whose public sector technical and financial resources are limited, whilst also engaging and accessing the resources the private sector tourism industry can mobilise to support maintaining the integrity of coastal waters.
1.4 National Consultation Process
The recent consultation process under the GEF-IWCAM Project was commenced in January 2008 with a National Symposium on IWRM, supported by CEHI and UNEP. This brought together over 25 governmental and civil society stakeholders and was attended by the Prime Minister of Antigua and Barbuda, the Honourable Baldwin Spencer. The symposium introduced IWRM Principles and considered water resources management constraints in the country and agreed specific priorities to improve integration. The stakeholders requested APUA to be the initial lead agency for IWRM in the country. 

The next phase of IWRM support commenced in May 2009, with support being provided to the Antigua Public Utilities Authority (APUA), the designated lead agency, to develop a draft IWRM policy statement. Preparations for a further round of multi-stakeholder consultation on the content of a draft IWRM policy culminated in a second national consultation of governmental and civil society stakeholders in December 2009, which considered a national vision for IWRM and the structural elements of a draft national strategy.
The third phase of the national IWRM policy development involved a period of policy drafting between January and June 2010, in which the earlier national consultation outcomes were re-worked into a framework focussing on integration of the necessary governance reforms advocated by the contributing stakeholders and supporting IWRM principles.

The first draft was circulated to the Antiguan and Barbudan stakeholders in July 2010 and a second draft prepared based upon feedback and comments. The second draft was circulated in October 2010 and further feedback received. A third draft was prepared and circulated in February 2011 in advance of the Draft National IWRM Policy Review Workshop on 08 March 2011.

Final amendments were made to the draft IWRM policy and the document presented to a High Level Session on 10 March 2011, consisting of five Permanent Secretaries (or Acting Permanent Secretaries), the Chairman of the Barbuda Council, and their senior technical advisors. The delegates voiced their approval of the draft National IWRM Policy, and recommended the document be considered by a minister for submission to Parliament.         
The IWRM consultation process to date has included the following national and local government agencies:

· Antigua Public Utilities Authority (APUA)
· Office of the Prime Minister
· Antigua and Barbuda Meteorological Services

· Barbuda Council Agricultural Committee

· Antigua and Barbuda Bureau of Standards

· Development Control Authority, Ministry of Works, Transport and the Environment

· National Solid Waste Management Authority

· Environment Division, Ministry of Works, Transport and the Environment

· Central Board of Health (CBH), Ministry of Health, Sports and Youth Affairs

· Ministry of Agriculture

· National Office of Disaster Services

· Fisheries Division, Ministry of Agriculture, Land, Marine Resources and Agro-Industries

· Tourism Division, Ministry of Tourism and Civil Aviation

· Ministry of Finance, the Economy and Public Administration
· Survey Department, Ministry of Agriculture, Land, Marine Resources and Agro-Industries

and civil society representatives from:

· St John’s Development Corporation

· Antigua Hotel and Tourism Association (AHTA)

· Antigua and Barbuda Waste Recycling Corporation (ABWREC)

· Antigua and Barbuda Association of Professional Engineers 

· Sir McChesney George Secondary School, Codrington Village, Barbuda

· Manager of Susie’s Hot Sauce

· Manager of Sister Glo’s Jams and Jellies

· Caribbean Water Treatment Ltd

· Lewis, Simon and Partners 
· Environmental Awareness Group

· Bendals Community Group

· Barbuda Council
1.5 Water Resources Management Issues in Antigua
During the 2008 IWRM National Symposium, an overview of national water resources management issues was presented by APUA, and discussed with the stakeholders present. Whilst not necessarily representative or comprehensive, it provides a good indication of the critical and priority issues facing the country.

Water supply is being drawn from a variety of sources including surface and ground sources and from the sea (desalination).  

Major water issues facing the country included:

· No National Water Policy to guide developments in the water industry;

· The water demand currently exceeds the water supply by 1MGPD and there is a need for excess water production during the dry season;

· Aging infrastructure network and associated problems of encrustation, leakages and high-unaccounted for water due to corrosion;

· Inadequate storage to keep pace with peak demands;

· Inadequate operation system given the decentralization of various sources that feed into the distribution and transmission system;

· Faulty water meters that give rise to erroneous and inconsistent meter readings that impact billing;

· Inadequate water rate given the type of water that APUA distributes;

· Threatened watersheds and water resources due to intensive and in some cases unregulated land use.

Some of the recommendations for water resources management in Antigua and Barbuda included:

· Development of  adequate water policies supported by appropriate legislation;

· Commissioning of an Integrated Water Resources Management Agency;

· Incremental annual expansion for source and supply development to meet needs;

· Replacement of ineffective pipeline systems.

· Ensure improved financial viability of APUA’s Water Division.

In the following plenary session, the attending stakeholders highlighted:

· A more detailed analysis of Antigua & Barbuda water resources and watershed management issues was undertaken by Cooper & Brown in 2001, as part of the IWCAM preparatory works, as well as the situation analysis for the Draft National Action Plan to Combat Land Degradation (MPWU, 2005).

The 2008 national symposium stakeholders identified the following next steps for IWRM:

· Dedicated Water Resources Authority to be set up (APUA lead until then);

· Development of a water policy - planning and investment on water capture in the surplus areas in the south of mainland Antigua with distribution to the more water-stressed areas in the north;

· Focus on agricultural community to ensure that water requirements are met;  

· Harmonize the APUA & Central Board of Health (CBH) production/water quality monitoring regime; and

· Improve capacity of the human resources and laboratory capacity with respect to water quality – possibly including regional capacity.

1.6 December 2009 Integrated Water Resources Management National Visioning Workshop and Policy Consultation
An IWRM National Visioning Workshop was held in December 2009 to develop an over-arching vision for IWRM in Antigua and Barbuda and to develop an outline strategy or framework for a future IWRM policy.

After a period of re-sensitising and re-introducing IWRM to the attending stakeholders, a process of identifying barriers to achieving sustainable water management and how IWRM approaches could contribute towards overcoming those barriers was undertaken. The structure of this dialogue followed that used in similar consultations in Pacific SIDS.

A summary of the diagnostic IWRM needs analysis completed in the workshop is given below:

i. Water Resources & Watershed Management

· Sustainable yields assessments of all water resources;

· Monitoring run-off flows (presently un-gauged) – specifically including storm waters entering the sea and lost as possible water resource;

· Saline intrusion assessment and management in the south;

· Protection of water resources – improving enforcement;

· Creation and enforcement of buffer zones;

· Sediment and watershed management – requires changing rural livelihoods;

· Collaborative working between Agriculture and Forestry Departments on improved farming practices - reducing pesticides and nutrients; and

· Coastal water quality risks from sewage treatment & desalination plants.

ii. Island Vulnerability

· climate forecasting - need improved monitoring network, human resources shortages stopping rainfall predictions; 

· coordination of Meteorological Services and APUA rainfall monitoring networks;

· cyclone tracking operational (NODS), needs to be linked to flood management;

· Improvements to water storage capacity to reduce drought risk;

· Land zoning as a mechanism for flood risk abatement; and

· Improving agricultural practices - reducing erosion.

iii. Public awareness and education  - sensitization, education and involvement

· On water conservation, environmental protection, and farming practices;

· Alternative to overcome inadequate enforcement capacity; 

· Need monitoring and evaluation of awareness campaigns; and

· Target benefit of IWRM to communities, i.e. their livelihoods.

iv. Water and Wastewater Management Infrastructure

· Focus on water demand management;

· Unaccounted for Water (UFW) unacceptably high at 45%

· Stand pipe mis-use reduction 

· Coordination between organizations on infrastructure planning;

· APUA and Public Works on drainage and flood management

· APUA moving towards increased desalination – but unaffordable;

· Impact assessments of brine disposal on fisheries needed

· Rainwater harvesting is a solution; and

· Enforcement of existing building code – DCA capacity

· Discourage household cistern use for APUA water

· Good public awareness already

· Significant potential to increase

· Need for urban sewerage systems

v. Polices, Plans and Institutional Arrangements

· National water and sanitation policy

· National land use policy

· National water policy to include IWRM

· Overarching National Sustainable Development Strategy

· Physical development plan (deals with zoning)

· Integrated land use planning 

· Political commitment

· Public commitment

· Inter-sectoral body/committee

· Explore feasibility of a Water Resources Management Authority

In agreeing with the above IWRM activities/actions, the participating stakeholders recognised the following agencies and stakeholders were not present, and that the above outcomes represent a basis from which to develop a policy structure only, rather than a definitive policy per se: DCA, Environment Division, CBH and Forestry.

This IWRM diagnostic needs analysis, in conjunction with the 2008 IWRM National Symposium outcomes, augmented by further literature sources and stakeholder interviews, and considering IWRM guidance available, has been used to develop a draft IWRM policy structure for Antigua and Barbuda. 
1.7 March 2011 National Integrated Water Resources Management Policy Review and Endorsement
The National Policy Review forum was held in March 2011 to provide an opportunity to discuss and finalise the detailed content and wording of the draft IWRM policy with a broad range of key stakeholders. The document reviewed was the third draft of the policy document, earlier versions being circulated nationally over the previous 12 months and responses coordinated by APUA.

Minor amendments were received from the 25 delegates, and these included in a fourth draft presented in March 2011 to a High Level Session of Permanent Secretaries, Acting Permanent Secretaries and senior representatives from the Office of the Prime Minister, Ministry of Finance, Ministry of Agriculture, Ministry of Tourism, Ministry of Health and the Barbuda Council, supported by their senior technical advisors.

The High Level Session endorsed the draft National Integrated Water Resources Management Policy document, and requested initial prioritization on addressing integrated drought and flood management to maximise the garnering of ministerial support.

The High Level Session delegates also committed to providing representatives to the steering committee to be formed to manage the IWRM planning process over the initial two year period.         

2. GUIDING PRINCIPLES FOR IWRM POLICY AND PLAN DEVELOPMENT

There is much advice and guidance given on IWRM planning. This section captures such guidance and considers its value and application to Antigua and Barbuda.

2.1 The Dublin Principles
Four principles drafted as the Dublin Statement are commonly referenced as defining the foundation for guiding integrated management of the world’s water resources. These are: 

· Fresh water is a finite and vulnerable resource, essential to sustain life, development and the environment;

· Water development and management should be based on a participatory approach, involving users, planners and policymakers at all levels;

· Women play a central part in the provision, management and safeguarding of water; and 

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

2.2 Guidance to IWRM Frameworks

The main global advocate for IWRM is the Global Water Partnership (GWP), which has promoted IWRM as a process for over ten years. It has developed useful guidance on how to develop an IWRM framework at the area, basin, country and regional level.

GWP recognises that water is required for people, food, nature and industry, and has developed an approach which is worth considering here when trying to develop a coherent overall IWRM approach for Antigua and Barbuda.

GWP describes IWRM as a process of change, a way of thinking about water management in order to better achieve 3 key strategic objectives:

· Efficiency – maximizing the economic and social welfare of water;

· Equity – in allocation of costs and benefits to promote sustainable social development; and

· Environmental Sustainability.

GWP considers an IWRM Plan should:

· Heighten awareness and understanding of the value and benefits of integrated water resources management and vulnerability of human health and the environment from poor water resources management;

· Identify and implement actions to address specific causes of negative impacts and threats on human health and the environment from poor water resources management practices; and

· Assist to mobilize resources and partners, including the private sector, for implementation of specific projects to address the negative impacts and threats on human health and the environment from poor water resources management practices.

GWP identifies 3 main areas of action as part of what it refers to as its IWRM Toolbox. These are the:

· Enabling Environment – including national policies, the legislative framework and adequate water funding;

· Institutional Roles – including well defined responsibilities, capacity building to undertake those functions, and coordination between these agencies; and

· Management Instruments – including water resources assessment, demand management, public awareness and education, water allocation mechanisms, regulations, EIA, risk assessment and management tools (e.g. flood and drought), economic tools (e.g. tariffs and subsidies) and information management and exchange. 

A rapid comparison between the IWRM measures identified from the early national IWRM diagnostic assessments for Antigua and Barbuda, and the GWP checklist clearly shows that the national review identifies nearly all of these IWRM issues. 

The focus now therefore has to be to create and improve linkages across the sectors and scales (communities, watershed, islands, nation), and build capacity within and between the stakeholders in utilising the management instruments and tools and to strengthen and improve the enabling environment and institutional roles and coordination. This is most likely to achieve political, institutional and general public support in the short term by addressing the most obvious pressing key priority issues.

2.3 IWRM Approaches and Current Thinking
The early IWRM planning philosophy (2003-2008) for National IWRM and Water Use Efficiency Plans has the following general characteristics:

· National in scope and scale;

· Holistic and comprehensive;

· Multi or non specific issue/priority;

· Originally to meet 2005 target;

· Linked to MDG delivery in 2015;

· Strong focus on enabling environment and institutional framework;

· Limited focus on demonstrable short term benefits;

· Difficult to identify specific and tangible IWRM derived outcomes; and

· Potentially difficult to secure initial political and financial commitments.  

It has been recognised by many IWRM practitioners that this approach was overly ambitious and not focussed enough on securing short term commitments nor generating early tangible benefits from which to build longer term and more sustainable governance reforms.

Consequently a more pragmatic approach to IWRM planning philosophy and implementation is now recognised as more realistic, and can be described by:

· Locate IWRM initiatives more explicitly within framework of national development polices;

· Learn from good water management rather than build more complex theoretical frameworks;

· Link to climate adaptation;

· Base strategies in existing institutions;

· Must be in response to a recognised problem or crisis;

· Successful IWRM efforts do not have IWRM as their principal objective;

· Socially, technically and economically appropriate to local context; and

· Make it do-able.

It is considered appropriate for Antigua and Barbuda to take this more pragmatic approach to IWRM planning.
3. ANTIGUA AND BARBUDA NATIONAL IWRM POLICY STATEMENT
This section provides the final draft policy framework. The draft policy is intended to provide the overall strategy for IWRM which will be subsequently implemented using a National IWRM Plan to be developed over the next one to two year period.

3.1 Antigua and Barbuda Integrated Water Resources Management Vision

The following National IWRM Vision has been agreed upon by the Antiguan and Barbudan stakeholders:

‘Ensuring the sustainable management and protection of the water resources and watersheds of Antigua and Barbuda for the equitable, economic, social and environmental benefit of our people and natural resources’

St John’s, December 2009

3.2 Objectives of the National IWRM Policy

The primary objective of the National IWRM Policy is to deliver the IWRM Vision. 

The policy itself focuses on the integration of the various foundations required to support IWRM becoming a reality. Thus it highlights coordination, integration, inclusion, cost reduction, and increasing benefits across stakeholders rather than sector specific or stakeholder specific strategies.  

The National IWRM policy is not specifically attempting to address all water-related issues per se in the country, and should not be considered a draft national water sector policy – rather it is an IWRM policy statement, intended to focus on integrating strategies and activities that can contribute to and improve national water, wastewater, land management and disaster preparedness policies and plans.

3.3 National IWRM Policy Elements

It is proposed that the National IWRM policy consist of  ten strategies. These are:

1. Establish a sustainable national capacity for water resources assessment and management;

2. Promote climate adaptation water management across all stakeholders to improve the national capacity to mitigate droughts and floods;

3. Promote water demand management, water conservation and efficient water use across all stakeholders and sectors; 

4. Establish and implement effective wastewater management for urban and rural stakeholders to protect the terrestrial and marine aquatic environment;  

5. Establish and implement a robust policy and legislative framework for IWRM;

6. Establish and implement an effective Institutional Framework for IWRM;  

7. Establish and implement integrated land use planning mechanism; 

8. Establish and implement integrated watershed planning and management;

9. Ensure inclusive, equitable, transparent and accountable stakeholder participation; and

10. Provide sustainable funding support to the IWRM policy implementation. 

These policy components are considered individually in more detail below.

3.4 Ten Elements of the National IWRM Policy 

Each of the ten policy components is considered below in more detail, with strategies identified for each component:

1.
Establish a sustainable national capacity for water resources assessment and management
This first component recognises the national capacity to quantify rainwater, groundwater and surface water resources is inadequate and is preventing informed decision making on managing water resources effectively and efficiently. Catchment water balances and yields are poorly understood, water demand and use in individual basins is poorly quantified. Stresses on water resources and water dependent eco-systems are recognised but not quantified, including the unknown storm water flow to the marine environment, which is a lost source of water resource. A lack of information is preventing proper planning for and investment in water management infrastructure.

This policy element focuses on creating a sustainable national capacity to monitor, evaluate and manage - by creating robust data baseline assessments for supporting permitting procedures quantifying abstractions (by volume) and effluent returns (by volume and quality) - the nation’s water resources. 

Whilst this could eventuate in a dedicated water resources agency/unit/division, this policy calls for utilising and integrating the responsibilities of existing hydrological, meteorological, geological, ecological and engineering services, to deliver this function initially. Any future national water resources management agency would be expected to become the technical secretariat to the future IWRM policy and planning coordination body (see Point 6 below), 

This requires government agencies with hydrological, meteorological, geological, ecological and engineering expertise to apply their coordinated efforts to quantify catchment water balances and uses – be it for public or private potable water supply, agriculture and irrigation, flood prevention, and/or terrestrial and coastal marine environmental habitat reliance (environmental flows) and protection. 

This will require a capacity building needs assessment and training programmes to augment existing expertise. But it also will include establishing an integrated geographical information system across water, land and chemical (e.g. hydrocarbons, agro-chemicals) user stakeholders, enabling water resources assessment, and prioritising the commitment of financial resources to addressing critically stressed water resources.

2.
Promoting climate adaptation water management across all stakeholders to improve the national capacity to mitigate droughts and floods
Drought and flash flooding represent two critical problems for Antigua and Barbuda, although ironically these are the two extremes of the hydrological cycle. Optimising surface water capture and retention during rainfall events for use or storage for dry periods is a clear way of reducing vulnerability to both hazards whilst increasing water availability generally and reducing poor water quality reaching the coastal environs. 

This policy will prioritise the assessment, development and promotion of a wide range of water retention strategies, across all stakeholder groups, from land management based slope and watershed run-off reduction improvements, to urban infrastructure water capture, to consideration of national water storage planning infrastructure and inter-basin water transfers, whilst being mindful to conserve sustainable land and water management (i.e. avoiding both inappropriate land activities and structures and over-abstraction of water resources).

These water retention strategies will promote inter-sectoral water resources planning, considering multiple demands, uses and users of water infrastructure – such as flood prevention, rural irrigation, public water supply and possibly micro-hydropower potential.

A specific priority is given to rainwater harvesting at all scales, as well as development of national and local drought and flood mitigation plans.

3.
Promote water demand management, water conservation and efficient water use across all stakeholders
Excessive water demands not only waste valuable water resources, potentially damaging habitats, but also increase the likelihood of water shortages and water scarcity, increasing drought vulnerability. APUA has in recent decades met increasing potable water demand through the use of desalination plants. However the consultations supporting this IWRM policy development clearly identified desalination as unaffordable, relying as it does on cross-subsidy from the APUA telecommunications income – which itself may soon lose its monopoly and thus protected revenue stream. 

This policy calls for an integrated campaign of water demand management across all water users, but with an initial strong focus most notably on reticulated public water supply (transmission mains, service reservoirs and distribution pipelines), agricultural usage and the tourism sector to sensitise more efficient water usage.

A raft of strategies will provide a coordinated approach to reducing water demand per se, through a combination of improved public, commercial and agricultural water supply infrastructure operation and maintenance (including improved metering, leakage reduction and theft reduction), increased public awareness and education on water wastage and water conservation (including incentivising water saving technologies), increasing best practice irrigation system promotion (including the application of incentives), and appropriate water tariff structures penalizing excessive water usage and recognising the full cost of water production and delivery.
This policy also calls for the assessment and promotion of wastewater re-use (in conjunction with Policy Element 4) to reduce potable water usage for non-potable uses such as irrigation. 

This policy also recognises the contribution rainwater harvesting (see Policy Element 2) makes to reducing demand on public water supplies.
Those users and systems of greatest loss and wastage will be prioritised for early attention. The tourism industry will receive particular early attention to reduce its water consumption. 

4.
Establish and implement effective wastewater management
Inadequate wastewater management remains not only a primary threat to the public health of the urban and rural populace, but is also a critical concern to the well being of  the coastal marine environments, upon which the Antiguan economy is so dependent. There is an immediate and very obvious link therefore between improving wastewater management and the economic, social and environmental sustainability of the country.
This policy recognises wastewater as a potential water resource to be utilised.  

This policy element supports the development and implementation of a national wastewater management strategy using appropriate and sustainable technologies including wastewater re-use, public awareness, tariffs and commercial polluter pays approaches, to improve wastewater management for the urban and rural populace, commercial and other sectors. 

This policy requires any increase in water supply provision to be matched by an appropriate and comparable investment in wastewater management. 

The strategies will include a range of approaches from centralised (urban) sewerage systems, to individual building septic tanks, to commercial, tourist resort and industrial facility package plants, all of which require consent, permitting, inspection and monitoring, and thus need to be supported by self-regulatory approaches developed through public education and awareness raising.
This policy recognises the financial burden associated with sustainable national wastewater management and will include cost-benefit assessment studies to quantify the benefits to the coastal stakeholders – notably the tourism industry – to support environmental protection taxes. Specifically this policy recognises that wastewater re-use (and sale) can contribute to achieving wastewater management cost-recovery.  

5.
Establish and implement a robust policy and legislative framework for IWRM

Antigua and Barbuda is no different to most countries that have over time developed policies, strategies, legislation and plans that are either sectoral in scope and/or agency specific in delivery and implementation. This makes coordinating land and water resources management, as well as multi-sectoral water demand management and effluent disposal difficult, and in some cases mutually exclusive and contradictory. 

This policy element requires a broad review of all existing policies, legislation and plans, identifying those which influence or impact upon water and land management, supply, demand and disposal, and through appropriate legal analysis, then identifies gaps and necessary requirements for new and amended policies, legislation, and plans to ensure IWRM can be realised.

This policy does not foresee whole scale changes to existing policies, legislation and plans. Rather, through careful mapping of existing responsibilities and strategies, this policy expects to augment and improve the existing policy and legislative framework, in particular with respect to improving inter-agency and inter-sectoral planning, coordination and implementation.  

Where required, policy augmentation may include new policies where these needs are presently absent entirely, such as a National Water Policy and/or National Land Policy.

This policy also requires IWRM to be recognised and integrated across the National Economic and Social Transformation (NEST) Plan and other national umbrella initiatives. The understanding of the contribution of IWRM to achieving sustainable national economic and social development and environmental protection is critical to IWRM financial support.
This policy further recognises the legislative framework must be inclusive of civil society and should allow for the continued involvement, contribution and role of NGOs and CBOs to enforcing regulations.
This policy component also prioritizes resolving certain legal aspects which need to be clarified in order for water management to be effective. These include (but are not limited to) legally defining national and civil water rights, water ownership, water allocation and water use priorities.

6.
Establish and implement an Institutional Framework for IWRM
As previously identified, Antigua and Barbuda, in common with most countries, has ministerial departments and agencies which have mandates and responsibilities which are essentially sectoral in extent.  This structure makes it difficult to coordinate between departments.

IWRM therefore needs to support existing organisations and stakeholder bodies to strengthen their coordination and cooperation at the policy, planning and operational levels. Partly this is to improve coordination and prevent duplication of effort and conflicting or competing mandates and programmes. But with each department or agency having limited human resources, such an approach can also significantly increase delivery and implementation when staff across agencies coordinates and works together.

Specific focus will be given to the creation of inter-sectoral mechanisms (commonly known as ‘apex bodies’), to be responsible for ensuring integrated and coordinated policy development, development and land zone planning, as well as governmental departmental programme implementation (including water quality monitoring).

Where existing inter-sectoral coordination mechanisms exist, these will be evaluated for their potential for development into formal IWRM Apex mechanisms.

Such coordination arrangements will need to consider improved coordination at various levels, ranging from national policy and planning review, to island wide and sector planning, to inter-departmental annual work programme delivery. As such these coordination mechanisms are expected to function at ministerial/Cabinet level (e.g. national policy and planning), departmental director level (e.g. sector policy and planning, and programme delivery), and technical officer level (e.g. project and operational activities).    

As coordination will operate at different levels and scales – national policy, national planning, water resources and watershed planning, inter-agency operations – in reality several coordination mechanisms will be required, such as technical groups and planning committees reporting to a National Water Council or similar, responsible for policy. 

This policy also advocates the fundamental IWRM principles of participation, inclusion and gender equity (see Policy Element 9 below), and as such this policy promotes and supports the development of a national water partnership, whose membership is open to governmental and non-governmental stakeholders, and whose elected representatives must become statutory members of the national inter-sectoral mechanisms. That is to say institutional reform forms part of a wider reform to water governance, which this policy requires to be a partnership between government, the private sector and communities.  

7.
Establish and implement Integrated Land Use Planning Mechanism
The IWRM consultations identified a clear stakeholder concern with a perceived lack of island wide planning, including land zoning classifications. Whilst national land zoning is a function of many factors, many of which are competing, IWRM factors such as water resources and infrastructure availability, wastewater infrastructure availability, flood risk, land degradation risk, terrestrial and marine protected areas, and water resources protection areas, are not seen as contributing to the decision making process.

This policy requires strengthening of the wider national planning process to ensure not only inter-sectoral coordination, cooperation and consideration with respect to water demand and pollution generation, but also consideration of catchment and watershed related issues, including catchment yields, flood risk, and sediment erosion risks. 

Hence this policy component requires optimisation of land usage to reflect the capacity of the catchment and sub-areas therein to withstand these developments, preventing further deterioration of catchments, promoting land use improvements, protecting upland and lowland stakeholders, livelihoods and habitats. 

A specific focus will be given to strengthening land use zonation within the  draft national land use plan. This plan will need to be finalised based upon a national catchment characterisation process, considering water resources yields, flood risks, erosion risk (soil types and slope gradients), and existing land and water resources pressures and uses, to enable the existing additional carrying capacity of each catchment to be assessed, such that informed national planning decision making can include and be influenced by these IWRM constraints. This policy strategy differs from Policy Element 8 below, in that the focus here is on land zone planning at the national scale being cognisant of land and water constraints, whereas Policy Element 8 below focuses on best practise watershed management at the implementation scale, including coordination of stakeholders.  

This policy component objective thus requires many of the other IWRM policy points to be in progress, e.g. water resources assessment, institutional coordination, policy and planning coordination.

8.
Establish and implement Integrated Watershed Planning and Management

Within each watershed or aquifer body, there is little effort to manage individual catchments (as opposed to inter-catchment island-wide issues which are considered in IWRM Policy Element 7) recognising the connected relationship between land use activities and the hydrological cycle. Specifically there is little recognition of the impacts of upland watershed land activities on the water resources (flows and quality) of downstream users. This affects most catchment stakeholders through derogating the public water supply and through reduced coastal marine water quality, which diminishes the tourism value.

This policy component recognises that watersheds need to be managed as hydrological units. This policy therefore requires improving watershed management through coordinating the development and implementation of plans and activities of the relevant government departments, local land owners and the private sector, through participatory approaches at a catchment scale from ‘ridge to reef’.

This policy therefore requires robust catchment characterisation, prioritising those catchments under greatest stress and of greatest value, to be defined by agreed indicators. 

Plans and implementation programmes will require continual coordination and stakeholder engagement, with this policy promoting and developing effective specific basin or watershed management committees specifically including community representation.

This policy component prioritizes the need for demonstration projects to focus on linking upstream and downstream stakeholders, in terms of not only impacts (abstractions and pollution) but also with respect to sustaining livelihoods. 
Water safety plans are to be developed for all potable water supply catchments (surface water and groundwater), with APUA working with upstream communities and agricultural land owners to develop sustainable livelihoods compatible with raw water quality protection.

9.
Ensure inclusive, equitable, transparent and accountable stakeholder participation

IWRM calls for governmental and civil society stakeholders to work in partnership to deliver IWRM. The early national IWRM consultations showed good contribution from both the governmental departments with interests in water related matters and the private sector and civil society groups. In part this may relate to the public-private partnership which already exists due to the economic productivity associated with the private sector ownership of the tourism sector, which as the downstream ‘reef’ users, have a keen interest economically in both the reliability of potable water supplies and the quality of the near-shore water quality. This bodes well for the future IWRM process.

This policy component builds upon existing governmental – private sector relationships to strengthen the inclusion of multi-stakeholders and multi-sectors in all aspects of the IWRM process, including policy and plan development, watershed management, water resources monitoring and infrastructure funding.

This policy further calls upon the human resources of the non-governmental stakeholders to be utilized to address the capacity gaps and low expertise base that most small island states have to contend with. This includes the technical resources available and affordable to the tourism industry as well as the voluntary contribution that can be mobilized from the engagement of schools and colleges, community based groups and non-governmental organizations.

To facilitate this engagement, this policy component requires the development of appropriate awareness raising and education campaign strategies for supporting IWRM, both through formal modalities (e.g. the national school curriculum) and more informal approaches (e.g. tourist resort customer awareness, community outreach and a web-based knowledge centre).

10.
Provide sustainable funding support to the IWRM policy implementation. 

IWRM does represent a change from ‘business as usual’. It requires more effort to initiate than ‘business as usual’ and whilst IWRM intends to deliver cost savings (e.g. reduced flood damage, reduced desalination costs, and lower water resources management implementation costs – coordinated water quality monitoring) as well as benefits (e.g. improved water resources knowledge, increased agricultural productivity through soil retention and higher eco-tourism revenue), the process requires, in its infancy, funding support to catalyse and deliver all of the above 9 policy components.

This policy therefore promotes the funding of a national IWRM implementation plan through a combination of direct government support, private sector contribution and external donor grant aid over a two year period of stakeholder engagement. This process will identify the required human and financial resources to deliver the IWRM plan and will focus on the short term current political and public priority issues of drought vulnerability, flooding risk, drinking water quality and food security.  
To secure longer term IWRM funding support, this policy also advocates the monitoring and monetary valuation of the economic, social and environmental benefits derived from IWRM activities, as well as the costs of their implementation and delivery. These ‘savings’ can then be ring fenced for annual IWRM support. This policy therefore requires the demonstration of the economic value of water.

Furthermore this policy requires the evaluation of stakeholders contributions made towards achieving IWRM as well as the value of the benefits received, to support transparency and accountability in decision making when considering the financial consequences (impacts and benefits) delivered by the IWRM governance process to ensure equitability amongst stakeholders.   

4. INTEGRATED DROUGHT AND FLOOD MANAGEMENT: A PRIORITY ISSUE AND FIRST STEP TO IWRM GOVERNANCE REFORM
The national IWRM consultation process recognised that in order to attract public and political support, IWRM governance reform should commence with an immediate national priority action, and should apply the 10 Policy IWRM Elements to improving the management of this one specific issue, preferably in one specific catchment, to improve its ‘do-ability’.

The national consultation process has highlighted stakeholder opinion that implementation of this policy statement on IWRM governance reform process targets ‘improving the drought and flood resilience of St. John’s’. 

The High Level Session delegates also supported the prioritisation of those water management issues which would easily find national, ministerial and departmental support. These delegates supported integrated drought and flood management, inclusive of land use, water demand and wastewater management solutions.    

5. WAY FORWARD

This draft IWRM Policy statement is the culmination of three years of national consultations, involving the widest range of national and local stakeholders from government and non-government organisations and agencies. 

In producing this statement, the stakeholders of Antigua and Barbuda have been coordinated by APUA, and technically supported by the Caribbean Environmental Health Institute (CEHI), their independent consultants, and the United Nations Environment Programme.
A High Level Session of Permanent Secretaries has endorsed the document and has recommended APUA to submit the documentation for consideration by their responsible minister for endorsement by Cabinet.

In parallel to and in anticipation of this formal Policy endorsement process, key Antiguan & Barbudan IWRM stakeholders have received guidance on the next steps to developing a national IWRM partnership to assisting in IWRM policy implementation. This guidance has included the development of a two year long implementation plan. This is often referred to as the IWRM Road Map. 
The Antigua and Barbuda IWRM Road Map, was also approved by the High Level Session, and is available as a separate document. It has been prepared with budgets and a Logical Framework to facilitate securing of necessary funding. The next step of this governance reform process is Steering Committee Establishment. At the invitation of the APUA, stakeholders at the High Level Session committed to membership of the Steering Committee and initiation of the IWRM Road Map process.      
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