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Preface

There is no 'blueprint' for sustainable rural water supply. Sustainability is a
complex issue made up of many factors or 'building blocks'. Water supplies will
not be made sustainable by simply piling these blocks on top of one another.
Instead, they must be considered carefully in relation to one another to build
sustainable services. A holistic approach to planning and implementation is
essential.

Any process that leads to sustainable services must be flexible and dynamic.
Steps can be used to guide this process in the right direction but the local context
in each specific case will create different obstacles for which different solutions
will be required. When tackling the issue of sustainability it is important to relate
the wider picture (concerning policy, governance, institutions and finances) to
local conditions (regarding communities, the environment and technology).

Rural water supply projects of the past have resulted in limited levels of
sustainability because of what they were — projects. Water supply has
traditionally been seen as part of the discipline of engineering and consequently
has suffered from the engineering mindset of 'design and build'. The reason this
approach has had limited success is that water supply is about much more than
the provision of physical infrastructure. Just as healthcare is seen as an ongoing
service for which there will always be demand, so too is water supply. There is,
therefore, a need for a paradigm shift from projects to programmes, and from
facilities to services. Programmes should be viewed as ongoing implementation
strategies that ensure the sustainable provision of water services. They should
facilitate user choice and encompass long-term institutional support to
communities, sustainable financing mechanisms, monitoring, evaluation and
review.

Policy and strategies need to be developed in a way which recognizes the
service-based nature of water supply and the need for government to play a
crucial role, especially in providing support, co-ordination and regulation. There
is a range of institutional frameworks and models that can be used for service
delivery, and respective governments should be free from external pressure to
select the most appropriate options for them. Appropriate legislative and
regulatory frameworks that are compatible with government policy must also be
developed.
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The relative strengths and weakness of the private sector, non-governmental
organizations, faith-based organizations and community-based organizations
need to be assessed, especially with respect to long-term sustainability of the
institutions themselves. Capacity building and institutional strengthening needs
should be identified and addressed to increase efficiency and effectiveness for
permanent change. This is an ongoing process which requires effective
monitoring and assessment.

User communities must be granted true decision-making authority. This means
that they should be given comprehensive information needed to make informed
decisions, without being pressured to follow the preferences of the facilitator.
Communities and households should be free to select technology and service
levels that suit them. They should also be free to select the most appropriate
management system for operation and maintenance (O&M), including the option
not to manage this themselves.

Community management requires ongoing institutional support. It must not be
assumed that once a community has been 'sensitized', 'mobilized’ and
'harmonized' it can be left alone to manage its own water supply. It should also
not be assumed that a sense of ownership will lead automatically to a sense of
responsibility and willingness to finance and manage. If community
management systems are to be sustainable they require ongoing support from an
overseeing institution to provide encouragement and motivation, monitoring,
participatory planning, capacity building and specialist technical assistance.
Appropriate legislation may also be necessary to establish community-based
organizations as legal entities which legally own the systems they manage.

Sustainable financing mechanisms need to consider O&M and longer-term
rehabilitation needs. This is essential if systems are to remain operational
indefinitely. Implementers should strive to instil in users a sense of the need to
pay for a water service. The emphasis must be shifted from paying for
maintenance of a facility to paying for the provision of safe, adequate and
accessible water. This concept of paying for water may be difficult to instil in
water users in poor rural communities, but has the potential to remove many
barriers to sustainable community financing.

Despite increased emphasis on social and community aspects of water supply,
technology does still matter. Technology options which are low-cost, easy to
understand and easy to maintain and repair are likely to be more sustainable than
those that require specialist skills or equipment. Where feasible, household water
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supply options remove many of the obstacles to sustainability created by
community ownership. Wherever possible, a range of options should be
presented to potential users. Local innovation that brings the technology closer
to the people should also be encouraged in the interests of sustainability.

Operation and maintenance of systems is of key importance in sustaining water
services. Despite its growing prevalence in recent years, community
management of O&M has had limited success and is not the only available
option. New and innovative maintenance systems require further investigation,
especially those that encourage indigenous private sector participation. These
maintenance and repair systems are at the heart of service provision, especially
for point water sources, and should be linked to long-term rehabilitation needs
where relevant.

The problem of supplying spare parts for rural water supply facilities such as
handpumps has often been highlighted in the past. Private sector provision of
spares is not, in general, a viable option on the basis of profit alone. Where spares
supply is linked to other private sector activities such as technical services for
construction, operation and maintenance, and the provision of pumps and
equipment, it is much more likely to be sustained. Alternative approaches
include links with advertising or the involvement of not-for-profit organizations.
The spares supply problem can be reduced to an even greater extent through the
use of local technical solutions which do not require imported components,
whether from overseas or from the national capital.

Monitoring, evaluation and review are the mortar that holds the building blocks
for sustainability together and ensure the integration of the different
sustainability factors. Monitoring is an ongoing process that should cover all
levels of operation (from national governments to communities) and all aspects
of rural water supply programmes (e.g. policy, institutions, finances, technology
and O&M). At its most basic, monitoring should determine whether or not
communities have access to water. It should also aim to assess management,
operational, maintenance and environmental performance, for which measurable
indicators must be set. Monitoring is necessary to determine overall success rates
for a given programme, area or technology, and identify problems early in order
to find timely solutions and pre-empt failures. Effective monitoring involves
much more than data collection. It is important that data are evaluated and
reviewed to inform decision-makers and to improve performance.
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Water supply provision in rural areas of sub-Saharan Africa is far behind that in
urban areas. International and national targets set a significant challenge for the
rural water sector, which is likely to be impossible to overcome unless existing
and future systems can be made more sustainable. Since access to safe water is a
human right, it is essential that sector professionals take the issue of
sustainability seriously. This means accepting the successes and shortfalls of the
past, learning from these and overcoming the fear of change. A co-ordinated
approach to planning, implementation and monitoring is essential in order to
ensure that water services lead to sustained benefits for poor rural communities.

This book is based on extensive research into the issue of rural water supply
sustainability in Africa. The initial focus of the research was water supplies using
handpumps but initial findings indicated that many of the issues affecting
sustainability were not dependent on technology choice. Consequently, the scope
was broadened to consider rural water supply in general, to find out what features
of projects and programmes promote sustainability.
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Chapter 1

Introduction

1.1 About this book

1.1.1 Target users

The primary target users of this book are those responsible for planning,
implementing and supporting rural water supply programmes and projects in
Africa. The book is designed for local and regional government personnel, non-
governmental organization (NGO) field managers and practitioners, and private
contractors. The book should also provide a useful overview of rural water
service sustainability for policy-makers, senior technical staff within line
ministries, donors and their advisers.

Other potential users include social science, engineering and environmental
research or educational institutions in sub-Saharan Africa, and members of rural
communities who have an interest in water service sustainability.

1.1.2 Aims and objectives

The primary aims of the book are to raise awareness of issues that affect rural
water supply sustainability, provide options for addressing these, using
examples, and describe how these options can be implemented.

This book does not prescribe a 'one size fits all' solution but encourages a flexible
approach to decision-making in which the key factors influencing sustainability
are considered. The overall objective of the book is to enable the reader to
appreciate the interrelationship between different issues that affect sustainability
and the importance of adopting a holistic approach to planning and
implementation, in order to achieve sustainable outcomes.

The book is based on field research in Ghana, Kenya, South Africa, Uganda and
Zambia, and extensive research and consultation on the issue of rural water
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supply sustainability. The research aimed to collect and analyse experiences
from rural water supply projects and programmes, particularly in Africa, to find
out what features promote their sustainability. The research focused initially on
water supplies using handpumps but initial findings indicated that many of the
issues affecting sustainability were not dependent on technology choice. The
scope of the research was therefore broadened to consider all relevant
technologies. Data from a variety of sources were synthesized to identify barriers
to sustainability and options for achieving sustainable rural water services. An e-
conference with participants from more than 30 countries and a number of
international meetings and workshops were held in order to guide the research
and to develop a useful resource for the sector. This book is the product of
international collaboration (for more information on the research see Annex F).

1.1.3 How to use this book

It may not be necessary for the reader to read the book from beginning to end,
but an awareness of the interrelationships between different sustainability factors
is essential. This chapter presents an overview of the key factors that affect
sustainability, around which the following chapters are designed. The reader can
then select which factors to investigate further. Each chapter ends with a series
of steps which guide the reader through a process to select appropriate options
for enhanced sustainability. These steps are not designed as a 'blueprint' that is
guaranteed to produce sustainable outcomes, but as a way of addressing the key
issues raised. Sources for further reading are suggested at the end of each
chapter.

Throughout the book examples from case studies are used to highlight key points
and illustrate good and bad practice with respect to sustainability. The Annexes
contain supporting information and tools for advocacy and monitoring.

1.2 Rural water supply in Africa

1.2.1 Service coverage

Africa, despite having a much lower population than Asia, accounts for almost
one-third of the global population without access to improved water supply, and
has the lowest service coverage figures of any continent. Around 6 per cent of
the global burden of disease is water-related, and diarrhoeal and related diseases
are responsible for the death of two million people a year, most of them children
under five (WHO/UNICEF, 2000). The provision of safe water supply,
accompanied by adequate sanitation services and hygiene education, represents
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an effective health intervention that significantly reduces morbidity and
mortality related to diarrhoeal disease.

The Millennium Development Goal (MDG) agreed at the United Nations in 2000
is to halve by 2015 the proportion of people without sustainable access to
adequate and affordable safe drinking water (Annan, 2000). This goal will be
much harder to achieve in Africa than in the rest of the developing world due to
the low levels of existing coverage (Figure 1.1) coupled with high population
growth rates in some areas. This is further compounded by the fact that existing
services demonstrate limited sustainability throughout the continent.

Figure 1.1. Water supply coverage in Africal

1. WHO/UNICEF, 2000
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1.2.2 Why focus on rural supply?

According to the World Health Organization and the United Nations Children's
Fund rural water coverage in Africa was 45 per cent in 2000, compared to 40 per
cent in 1990, still leaving 237 million people unserved (WHO/UNICEF, 2000).
Meanwhile, urban water coverage in Africa was much higher at 83 per cent in
2000, with only 37 million urban dwellers unserved. It is clear that rural areas of
Africa are lagging significantly behind urban areas in water supply. This fact,
coupled with high poverty levels in many rural areas and depressed levels of
service sustainability, indicates a critical need for focused attention to the
provision of potable water to rural communities in Africa. This book, therefore,
addresses domestic water supply in the rural context only and many of the issues
explored may not be appropriate for urban or peri-urban areas.

There are a number of reasons why the sustainability of water services in rural
Africa is generally quite low. Some of these are related to environmental and
technical issues, while many are related to social and management issues. The
book will explore these different aspects in detail and present a range of options
to make existing and future water systems more sustainable. Currently, many
rural water supply projects and programmes focus on the goal of increasing
service coverage through the implementation of new water systems and
facilities. It is essential that this is accompanied by adequate attention to the
crucial aspect of sustainability if any gains are not to be short-lived.

1.2.3 Water supply technologies

Rural water supply provision in sub-Saharan Africa (SSA) is typified by low-
cost, simple technologies which can be operated, maintained and financed by
poor rural communities or households. The choice of technology for improved
water supplies, dependent on environmental, socio-economic and political
conditions, includes:

* Protected springs;

* Handpump equipped boreholes and wells;
* Rainwater harvesting;

* Hand-dug wells;

* Gravity-fed systems; and

* Small-scale pumped systems.
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Many of the issues addressed in this book are relevant to all these water supply
technologies; and the importance of an open, flexible approach to technology
selection is emphasized and promoted. There is no single technology option
which can be used in all situations and each technology has specific advantages
and limitations. Financial implications are important, both in terms of initial
costs to the donor and community, and recurrent costs. In general, financial
responsibility for ongoing operation and maintenance (O&M) of water systems
lies with the user community. It is therefore essential that O&M costs are within
the financial means of the users. Appropriate technical skills, tools and spare
parts are also required to facilitate maintenance and repair. Whatever technology
is selected, some level of O&M activity is necessary. There is an increasingly
popular school of thought that the more simple the technology, the less the O&M
requirements and the more sustainable it is likely to be (Lockwood, 2004; Sutton,
2003). While this is generally true, 'simple' technologies may not always be
appropriate due to lack of user acceptability or restrictive environmental
conditions.

The choice of technology in any particular situation is limited by the
environment and, in particular, the water sources that are available locally. Many
areas of SSA have few natural springs, and populations have traditionally relied
on surface water or shallow groundwater. Groundwater provides potable water
to an estimated 1.5 billion people worldwide daily (DFID, 2001) and has proved
the most reliable resource for meeting rural water demand in sub-Saharan Africa
(MacDonald & Davies, 2000). This is primarily because of the relative ease of
access to water that does not usually need treatment prior to drinking. During the
1980s it became apparent that past policies had left a legacy of expensive and
non-functioning water systems all over the world and consequently developing
countries and donors began recognizing the importance of the handpump due to
its low cost and ease of operation and maintenance, and the availability of
shallow groundwater resources beneath much of Africa and Asia (Arlosoroff et
al., 1987). Wells and boreholes with handpumps were therefore promoted as the
most viable option for rural water supply in many developing countries. In the
past two decades handpumps have become the principal technology for
supplying water to over one billion people in rural areas in at least 40 developing
countries (RWSN, 2004a).

Despite the popularity of the handpump, evidence suggests that it has failed to
deliver satisfactory levels of sustainability. In 1994 it was estimated that 40 to 50
per cent of handpumps in SSA were not working (Diwi Consult & BIDR, 1994),
and according to RWSN (2004b) there are currently approximately 250,000
handpumps in Africa, less than half of which are operational. This is backed up
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by data from Uganda (DWD, 2002a) and South Africa (Hazelton, 2000) which
indicate similar operational failure rates. An evaluation in Mali in 1997 found 90
per cent of pumps inoperable one year after installation (World Bank, 1997).
Despite these low levels of sustainability, handpumps are likely to remain a
major method of delivery of rural water supplies, as they are still considered the
most appropriate and popular solution in many cases. For this reason, the book
has a particular focus on the handpump but does not exclude alternative
technologies.
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1.3 Sustainability

The Cambridge Dictionary (2003) defines sustainable as 'able to continue over a
period of time'; or 'causing little or no damage to the environment and therefore
able to continue for a long time'. The key to sustainability would therefore appear
to be to identify what enables a water supply to remain operational over a long
period of time. However, it is important that the sustainability of a single
handpump is separated from that of the project or programme under which it was
installed. This book is primarily concerned about factors influencing project or
programme sustainability, i.e. factors which facilitate the sustainable operation
of a large number of pumps, rather than micro-issues affecting the function of a
particular pump (or 'handpump function'). While these are obviously
interconnected, and lessons can be learnt from pump-specific detail, it is
important to focus on programmatic approaches and models that contribute to
sustainability.



INTRODUCTION

The four success criteria linked to programme or project sustainability, as / -

adopted by WELL (1998), are: ///// 2

o Effectiveness;

* Equity;

» Efficiency; and

* Replicability.

Parry-Jones et al. (2001a) found a wide range of definitions for sustainability
relating to water supply projects, but concluded that the most frequently
recurring core issues in these definitions were:

* Minimal external assistance in the long term;

* Financing of regular operation and maintenance costs by users; and

* Continued flow of benefits over a long period.
Davis and Brikké (1995) defined a drinking water supply as sustainable if:

* The water consumed is not over-exploited but naturally replenished;

* Facilities are maintained in a condition which ensures a reliable and adequate
water supply; and

* The benefits of the supply continue to be realized over a prolonged period of
time.

This definition fits in with the findings above and is useful in setting out three
simple requirements of a sustainable supply. These can be combined with the
WELL success criteria to develop the following definition, which is adopted for
this book:

A water service is sustainable if the water sources are not over-exploited but
naturally replenished, facilities are maintained in a condition which ensures a
reliable and adequate water supply, the benefits of the supply continue to be
realized by all users indefinitely, and the service delivery process demonstrates
a cost-effective use of resources that can be replicated.

A 'water service' means the ongoing provision of water of adequate quality and
quantity to all people within a defined area of service. The 'users' include all

7
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those in the community which the systems serve, and the 'service delivery
process' means the way in which systems are installed, operated, maintained and
repaired. It is important to distinguish a 'sustainable' water service from a
'successful' one. A project or programme in which facilities are operational over
a prolonged period of time due to heavy external financial and technical support
may be successful, but the approach is likely to be very inefficient and
impossible or difficult to replicate elsewhere. Under the definition such a project
could not be said to be sustainable. The inclusion of equity as one of the criteria
for sustainability is debatable, yet since water is now seen as a human right
(World Water Council, 2002) it is essential that water services reach all,
including the poor and vulnerable.

Sustainability is a complex, dynamic concept which is made up of many
interrelated components. Once a general definition for sustainability is
developed it is important to identify the factors that contribute to its achievement.
For this reason, a number of sustainability factors have been identified which
constitute 'building blocks' for sustainability.

Based on a review of previous studies and existing literature (Abrams, 1998;
WELL, 1998; Mukherjee & van Wijk, 2002) eight factors have been identified
as being critical to achieving sustainability of rural water supplies:

* Policy context;

* Institutional arrangements;

¢ Financial and economic issues;

e Community and social aspects;

* Technology and the natural environment;

* Spare parts supply;

* Maintenance systems; and

* Monitoring.

Sustainability cannot be achieved by focusing on one or two of these aspects in
isolation. Some water supply projects and programmes stress the importance of
single issues such as community ownership or supply chains or appropriate

technology in order to achieve sustainability. These may all contribute to
sustainability but do not provide the solution in themselves. It is essential,
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therefore, that a holistic approach be taken which addresses all sustainability
factors and the relationships between them.

1.3.1 Interdependence

Figure 1.2 illustrates the way in which sustainable services depend on all these
'building blocks' and that without any one of them the supporting wall of
sustainability begins to weaken. Each layer in the wall depends on the layers
below and supports the layers above. National and regional policies are likely to
affect all other sustainability factors and provide the overarching context in
which these factors must be viewed. Planning is heavily influenced by policy and
must address all the 'building blocks' in the wall above. The focus of
implementation is on technology and the natural environment, but this must
consider other issues including O&M and monitoring. O&M includes
maintenance systems and spare parts supply, and is dependent on all the blocks
below, including technology choice, community aspects and institutional issues.
Monitoring is of key importance for achieving long-term sustainability and will
be influenced by, and should address, all other layers and blocks in the wall.

The sustainability factors or building blocks identified above address all the
issues covered in our definition of sustainability including functionality, project
effectiveness, equity, replicability, and efficiency. There is a great degree of
interdependency between different factors, with monitoring addressing all other
factors and acting as the mortar that keeps the building blocks together. The
following chapters of this book describe the key issues which contribute to, and
hinder, sustainability under each sustainability factor.

1.3.2 Measuring sustainability

In order to measure sustainability, or the effect of factors and issues on
sustainability, the four success criteria adopted by WELL (1998) can be used. In
discussing specific issues under the sustainability factors in the following
chapters, these criteria will be revisited repeatedly.

Effectiveness is the degree to which rural water services and interventions meet
their objectives. This comprises the functionality of the water supply facility,
issues around water quantity and quality, and associated benefits such as
improved health, time saved and income generated.

Efficiency represents the output produced per unit of resources. These include
financial, human and physical resources for service delivery, operation and
maintenance. Water services may operate successfully but overexploit natural
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Figure 1.2. Sustainability building blocks

resources (e.g. water), human effort or funds; these must be used efficiently if
services can be said to be sustainable.

Equity is the degree to which water services reach all members of communities,
including the poor and disadvantaged groups. Issues related to vulnerability,
poverty and gender are of key importance to ensure that equity is achieved.
Water services must be affordable and accessible to all if they are to be equitable.

Replicability is essential to ensure the expansion of water services and to
increase sustainable access to safe drinking water. This concept combines
technical, environmental, financial and institutional issues. Flexible approaches
that can be replicated are essential for sustainability.

10



Chapter 2
Policy and strategy

National policies and strategies need to be developed in a way which recognizes
the service-based nature of water supply and the need for government to play a
crucial role, especially in providing support, co-ordination and regulation. There
is a range of institutional frameworks and models that can be used for service
delivery, and respective governments should be free from external pressure to
select the most appropriate options for them. Appropriate legislative and
regulatory frameworks that are compatible with government policy must also be
developed. This chapter aims to identify where policy may have an adverse
effect on sustainability, how this impacts on existing roles and responsibilities,
and what changes may be required.

2.1 Policies and strategies affecting water supply

The terms 'policy' and strategy' are often used interchangeably. For the purposes
of this book the following definitions are used:

* 'Policy' is a specific statement that guides or directs decision-making; and

» Strategy' refers to an elaborate and systematic plan of action.

There is a wide range of government policies and strategies that affect rural water

supplies, some directly, others indirectly. Many of these have a significant
impact on the sustainability of water services, intentionally or otherwise.

2.1.1 National policies

A number of general national policies influence sustainability. Many African
countries have developed similar generic policies due, primarily, to the influence
of the International Monetary Fund (IMF) and World Bank. The most common
of these are policies to promote:

¢ Decentralization and civil service reform;

11
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¢ Privatization;
* Economic liberalization and free trade;
* Poverty reduction and health improvement; and

* Government co-ordination of donors and NGOs.
In addition, there are often policies specific to the water sector, such as:

* Community management of water systems; and

* Handpump standardization.

These policies and subsequent strategies, and how they impact on service
sustainability, are addressed in the following sections of this chapter.

2.1.2 Poverty Reduction Strategy Papers

Poverty Reduction Strategy Papers (PRSPs) describe a country's
macroeconomic, structural and social policies and programmes to promote
growth and reduce poverty, as well as associated external financing needs. Many
African governments have now developed, or are developing, PRSPs through a
participatory process involving civil society and development partners,
including the World Bank and the IMF. The emphasis placed on water and
sanitation in these strategy papers varies enormously, from entire chapters
devoted to the subject, to passing references alone.

The World Bank (2004) aims to assist policy-makers and sector departments to
design PRSP water and sanitation strategies that actively address the needs of the
poor. The approach used is to:

* Provide guidance on analysis of the linkages between poverty, water and
sanitation;

* Assist in identifying problem areas that require intervention and in defining
objectives;

* Provide a menu of possible public interventions, and a framework that assists
in their prioritization;

* Assist in defining a monitoring and evaluation framework that allows re-
evaluation of the linkages, appraisal of poverty outcomes, and assessment of
whether the chosen intervention has been effective.

12
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Sustainable rural water supply has a number of positive effects on poverty
reduction, such as reducing the burden of disease and money spent on medical
treatment; releasing time previously used for collecting water for other activities;
and facilitating income generation through productive use of water. Where
existing policy and strategy papers fail to emphasize these links, advocacy
campaigns may be necessary to highlight the need to incorporate rural water
supply strategies into national PRSPs.

2.1.3 Rural water supply strategies

Many African governments have ambitious targets for increasing rural water
supply coverage in line with international targets such as the Millennium
Development Goals. In general, these national targets include time-bound
percentage coverage figures and set appropriate service levels in terms of litres
per person per day, water quality standards and distance of water points from
dwellings. Many African countries have developed rural water supply strategies
in order to reach these targets. These strategies may be in the form of five or ten
year operational plans, or may cover longer time periods. Current strategies from
different African countries are typified by the following:

* The setting of minimum quantities of water per person per day;

* Water sector reforms that define water as an economic good and adopt an
integrated approach to delivering water and sanitation services;

* A decentralized approach to service delivery in which the role of the public
sector at all levels is mainly to monitor, regulate and facilitate the
performance of stakeholders in O&M;

* A demand responsive approach to the delivery of community based water
supplies, for which users are responsible for managing O&M to ensure
sustainability;

* Private sector provision of all goods and technical services including the
provision and distribution of spare parts; and

* Capacity building and sector reform.
In addition, some examples of recurring issues are:

* Integration of hygiene education with the provision of water and sanitation
facilities;

* Gender mainstreaming at all levels of sector activities;
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* Appropriate technology and research activities;
» Cost recovery in order to ensure sustainability;
* Monitoring stakeholder, system and sector performance; and

* Integrated Water Resource Management (IWRM) promoting economic use of
water.

Many national strategies are influenced by external donors and international
organizations, and hence there is a significant degree of uniformity of policy
among different countries, at least on paper. As a result, despite local differences
in culture, environment and politics, many effects of policy and strategy are
region-, rather than country-, specific. These are explored in more detail in the
following sections of this chapter.

2.1.4 Sector-Wide Approaches

The Sector-Wide Approach (SWAp) is a mechanism whereby governments and
development partners agree on a strategy to achieve improvement in sector
performance and more effective use of resources through programmes rather
than projects. Various definitions of SWAp have been put forward, reflecting a
range of views as to what is actually meant by this term. CIDA (2000) suggests
the following definition:

"The sector-wide approach defines a method of working between Government
and donors. The defining characteristics are that all significant funding for the
sector supports a single policy and expenditure programme, under Government
leadership, adopting common approaches across the sector, and progressing
towards relying on Government procedures to disburse and account for all
funds.'

SWAps have already been developed and implemented by a small number of
countries in Africa and are likely to be developed by many more in future. At the
heart of the strategy is central budget support, whereby donors give funds
directly to central government which allocates funds for sector activities to local
government. This is sometimes referred to as a 'basket fund' approach. While
there is no fixed formula for their development, SWAps should always follow a
highly consultative process to ensure that all stakeholders participate in the
development of the approach. Typical features of SWAp include:

» Itis developed on principles of partnership and collaboration and the goal of
achieving sustainable access to water supply and sanitation services;
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* All significant funding for the sector supports a single policy and expenditure
programme;

* Government provides leadership for the programme;

* Common implementation and management approaches are applied across the
sector by all partners;

* The programme progresses towards relying on government procedures to
disburse and account for all funds.

One of the key features of SWAp is to improve the sustainability of services
(DWD, 2002a). The shift from facility-driven 'projects' with a finite lifespan to
service-based 'programmes' has significant potential to achieve this aim. The
overall drive for greater efficiency and effectiveness should also contribute to
service sustainability, as should greater co-ordination and consistency among
implementing agencies. However, if these benefits are to be realized, it is
essential that government bodies are accountable, that activities and outputs are
adequately monitored, and that roles and responsibilities are clearly defined.

2.2 Roles and responsibilities

National policies and water supply strategies inevitably determine the roles and
responsibilities of different sector stakeholders. Increasingly, African countries
are adopting the following structure:

In the framework shown in Figure 2.1, decentralized government institutions
take on an enabling role and are responsible for initial financing and regulation,
facilitation and monitoring of sector stakeholders. The private sector is
responsible for the delivery of technical services such as drilling, installation and
spare parts supply; and community-based organizations (CBOs) are responsible
for the management and financing of O&M. Actual O&M activities may be
conducted by the private sector or communities themselves. This framework
presents both opportunities and threats to sustainability which are outlined below
and expanded in Chapter 3.

2.2.1 National government

National government is the principal policy-making body and should also be the
leader, administrator and co-ordinator of sector activities. The appropriate line
ministry or agency for rural water supply should be the key driver in developing
and implementing sector strategies. These should include overall strategies for
service delivery and monitoring of sector activities, but these should not be so
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National Government
(Policy-maker)

Local Government
(Enabler)

Institutional Support

Finances & Regulation

Finances -

<—

Service Delivery

CBO
(O & M Manager)

Private Sector
(Service Provider)

Figure 2.1. Typical stakeholder framework

rigid as to restrict regional and local government institutions from being able to
develop sub-strategies suited to local context.

When national governments become reliant on financial support from external
donors for virtually all investment in the water sector they may become locked
into the dependency syndrome. This places a Government in a difficult position
since they require financial support, yet inevitably lose some autonomy as a
result of this. Government staff may be unwilling to say 'no' to, or disagree with,
policy initiatives of major donors for fear of losing precious external funding. If
policy is to be truly developed by governments they must develop the capacity
to say 'no' and to seek ways in which to generate internal revenue for water
supply provision. This is likely to lead to the promotion of low-cost solutions
which can be sustained, rather than ongoing dependency on high investment
solutions and the need for repeated rehabilitation.

2.2.2 Local government

Current PRSPs from many African countries promote decentralized government
involvement in service provision, in partnership with the private sector.
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Opportunities
Opportunities provided by decentralization policies are that local government:

* Provides a sustainable institution close to the communities served;
» [s strategically located to determine local needs and priorities; and

* Isideally placed to develop and implement monitoring strategies.

Constraints
Current constraints to decentralization include:

* Insufficient resources, knowledge and expertise in local government
institutions,

» Lack of local revenue/taxation and over reliance on central government
funding;

* Underdeveloped private sector unable to provide services;

* A mismatch of knowledge and capacity between the private and local public
sector;

* Increased layers of corruption at different levels of government;
* Lack of regulation to ensure transparency in public-private partnerships; and

¢ Central ministries of constituent sectors (health, water, environment, local
government etc.) may be unwilling to devolve powers to local authorities.

The basic principle of decentralization can make a valuable contribution to
sustainable rural water services, but only if the above constraints, which are
considerable, can be overcome. Perhaps the most crucial constraint is that local
government institutions often lack the resources and expertise to provide
sufficient regulation and support to the private sector (Sohail, 2001). It is
essential that institutions be provided with sufficient resources, the capacity of
public and private institutions is sufficiently strengthened, and appropriate
structures are developed to ensure accountability and transparency. If greater
autonomy and responsibility is to be given to district level institutions then there
is a need for a regional power base to support, monitor and regulate activities.

2.2.3 Community-based organizations

Many government strategies stipulate that rural water services should be
community-based. This means that communities select a water supply
technology, of which they become owners, are involved in its implementation,
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and are responsible for managing the operation and maintenance of their chosen
technology (they may or may not actually conduct maintenance themselves).
This assumes that communities are:

1.  Given a range of technologies and information in order to make an
informed choice;

2. Willing and able to manage O&M (this may mean that they use a third
party to actually carry out maintenance and repair); and

3. Willing and able to finance the cost of O&M in the long-term.

These three criteria are prerequisites for sustainable community management
and yet they are not often investigated fully before a water supply initiative
commences, despite rhetoric to the contrary. Communities are rarely provided
with sufficient information and options in order to make an informed decision
regarding technology choice, and hence their willingness and ability to manage
and finance O&M on a long-term basis is not firmly established. Community-
based organizations (CBOs) usually take the form of committees which lack
legal status, meaning they are often unable to take legal ownership of systems
and facilities. These issues are addressed in more detail in Chapter 4.

It is also important to note that current strategies do little to address long-term
rehabilitation needs apart from recognizing the fact that this is currently beyond
the means of most communities, and the need for government to provide for this
in the medium term. This issue is addressed in detail in Chapter 9.

Box 2.1. Community management policy1
The National policy for water resource management in Kenya states that:

'The basic solution to the problems in operation and maintenance of water supply
schemes ... lies in the full involvement of the users'; and

'The Government will continue to promote the development of water systems that are
self-sustaining and where the beneficiaries themselves are encouraged to take full
responsibility for operating and maintaining systems."

1. MWR, 1999
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Box 2.1 presents a typical example of governments' views of community
management, 1.e. that sustained O&M comes down to the role of the community
alone. The term 'self-sustaining' is slightly ambiguous but implies that
communities should be capable of sustaining their water supplies all by
themselves. Such assumptions are dangerous since experience to date shows that
successful community management requires ongoing institutional support.

While community-based water services have demonstrated some high levels of
sustainability, this is only the case where there is a strong institution (government
or NGO) in place to support communities. If policies are to continue to promote
community management they must also recognize the necessity for institutional
support if water services are to be sustainable. It should be noted, however, that
even this is no guarantee, since institutions themselves may not be sustainable.

The alternative is to develop policies and strategies that do not prescribe
stakeholder roles but set out a more flexible framework. Chapter 7 presents a
number of different models for operation and maintenance of rural water
supplies, some of which fit the community management model while others do
not. The model that is most likely to lead to enhanced sustainability levels will
depend on the local context.

2.2.4 Private sector

Privatization is another key component of many African governments' poverty
reduction strategies. While there is nothing inherently wrong with private sector
involvement, it is important to recognize its limitations and some of the
constraints to its promotion.

Opportunities
Opportunities provided by privatization policies are:
* Income generation for the indigenous private sector;

* Development and growth of indigenous private sector where it does not exist
or is very weak;

* Increased potential for local revenue generation through taxation of business;
* Increased efficiency of service delivery by promoting competition; and

* Economic growth and employment.
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Constraints
Constraints relating to privatization include:

* The local private sector is often underdeveloped and lacks required expertise,
especially in 'software' areas;

* Private sector organizations may lack the capacity and skills needed to enter
into and manage contracts;

* Private companies may be less likely to relate positively to communities;

» Tendering for contracts locally increases potential for corruption at this level;
and

* The prioritization of profits over services may lead to social exclusion,
especially affecting the poorest in society.

In order to overcome these constraints, proficient government regulation is
essential including sound pro-poor strategies. Effective contract management
strategies also need to be put in place to prevent over-pricing or sub-standard
workmanship.

Box 2.2 presents the case where increased private sector participation has the
potential to undo the progress made by the community-focused NGO approaches
of the past.

Box 2.2. Privatizationl

In Ghana and Uganda, decentralized government institutions are now encouraged to
contract out to the private sector which currently lacks the necessary skills and
expertise to deliver. This is especially the case for 'software' activities such as
community mobilization, where the experience and skills of NGOs are fast becoming
under-used. As a result, many lessons learnt from the past are likely to be lost and
there is the danger that rural water supply is once again becoming facility-driven
rather than demand-driven.

1. Harvey, 2003

Arguably, one positive effect of civil service reform programmes and
downsizing is that skilled individuals who previously worked in government are
driven into the private sector. This presents an opportunity for the private sector
to develop in partnership with local government. For this to be successful,

20



POLICY AND STRATEGY

however, appropriate support strategies are required that focus on a limited
number of areas, promote quality of workmanship and business viability, and
develop appropriate monitoring mechanisms (Danert et al., 2003).

With the increasing move to budget support, local government regulation and
private sector implementation, it is essential that services remain responsive to
community demand (see Chapter 4). If the Millennium Development Goals are
to be achieved, water supply coverage must be increased, but if more emphasis
is placed on the facility than systems to sustain services, any gains will be short-
lived.

Sometimes there is an unwillingness in the private sector to relate appropriately
to the community and to properly involve them in relevant stages of the project
cycle, especially if this is seen as time- or resource-consuming. It is therefore
important that community-related requirements are built into contracts and that
such activities are regulated.

Another downside of privatization is the increased potential for corruption.
Corruption among external support agencies, NGOs, governments and the
private sector remains a serious obstacle to sustainability since it reduces
efficiency (‘a cost-effective use of resources') and stifles opportunity for long-
term solutions. It is therefore essential that privatization be accompanied by
transparent regulation.

Opportunities for the private sector must be evaluated carefully and realistically,
particularly concerning the provision of community/social expertise, and the
provision of handpump spare parts, which is not often commercially viable as a
stand-alone activity (see Chapter 8). An assessment of existing private sector
capacity is also essential to determine what level of involvement is realistic and
what needs to be done to increase this. Incentives for private sector participation
must also be analysed; profit, 'making a living', professional pride and social
status and esteem may all play a role in sustaining private sector involvement.

2.2.5 Non-governmental organizations

Where government policy promotes privatization, decentralization and Sector-
Wide Approaches, the traditional role of non-governmental and not-for-profit
organizations may be threatened. Traditionally, many rural water systems have
been installed under projects funded by donors and implemented by NGOs,
many of which are skilled in participatory approaches, appropriate technology
development and innovative management strategies. If donors are now to
commit funds to central government, which then allocates resources to local
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government, which then contracts out service delivery and construction to the
private sector, what role remains for the NGO?

At worst, NGOs will cease to operate, the experiences of local and international
NGOs will be forgotten, and valuable knowledge will be lost. At best, NGOs can
work in partnership with the public and private sectors to build capacity and
share knowledge, or can reinvent themselves as private sector organizations to
bid for contracts. The reality is, for the time being at least, that there is still a vital
role for NGOs and not-for-profit organizations, since many African governments
have not adopted SWAps or have a long way to go until they are effectively
implemented. It also likely that charities and faith-based organizations will
continue to implement water supply interventions using funds from charitable
contributions. These should, however, be implemented in a manner consistent
with government policy.

2.3 From policy to practice

Policies and strategies are written words on paper, but should be much more than
that if they are to result in the desired goal of sustainable water services. In order
for policy to be put into practice there must be:

* Institutions and personnel to drive policy implementation;
» Stakeholders that adhere to policy and strategy guidelines;

» Consistent regulatory and legislative frameworks; and

Adequate financial resources.

2.3.1 Policy drivers

National governments must be responsible for developing and driving policy.
For this reason it is essential that government institutions 'own' their respective
policies and strategies. This means that they must believe these are best practice
for the sector and that they should be in the driving seat from the onset of strategy
development. National and regional government institutions should act in
partnership with other sector stakeholders to develop appropriate strategies and
should establish a national action committee to oversee its development and
implementation (see Section 2.5). Without such a body charged with this task, it
is likely to take an excessively long time before any changes to policy affect
practice. Political will and commitment are essential.
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2.3.2 Stakeholders

It is important that all sector stakeholders respect and adhere to government
policy, and work within the strategy framework developed. External Support
Agencies (ESAs) and NGOs must be willing to follow policy and strategies.
Inconsistent practices of the past can often be put down to non-adherence to
policy and the sidelining of government. Government institutions, from national
to local level, have a responsibility to monitor and regulate ESAs and NGOs.
They should also ensure that they do not bend policies due to external pressure
as a result of an offer of increased investment.

2.3.3 Legislature and regulation

It is essential that regulatory and legislative frameworks correspond to policy and
strategies, otherwise these will be impossible to implement. Where necessary,
appropriate legislature will need to be introduced in order to enforce rules and
regulations. This should consider issues of land and communal ownership and
consequences for community-based water systems. Where community
management systems are to be promoted it may be necessary to establish
community-based organizations as legal entities. Regulatory frameworks for
public-private partnerships are also necessary to ensure satisfactory standards of
workmanship by private contractors and effective contract management. Anti-
corruption legislation is also likely to be important for increased efficiency of
decentralized systems.

2.4 Policy and technology

2.4.1 Handpump standardization

The 1970s and 1980s saw the development of 'Village Level Operation and
Maintenance' (VLOM) handpumps that could be maintained at community level
and whose specifications were available in the public domain (Colin, 1999).
Many African governments were encouraged by external donors to use a small
number of public domain handpumps to support the development of local
manufacture and viable markets. This was based on the belief that limiting use
to a few locally manufactured public domain handpumps would stimulate self-
sufficiency and eventually create a demand for spares that would result in the
emergence of distribution channels to meet it.

Two decades on, many governments have adopted handpump standardization
policies, whereby usually only one or two public domain pumps are allowed to
be used in the country. Such policies have had positive effects by minimizing the
number of different handpump models in country and encouraging the provision
of spare parts, but there is no evidence that sustainable supply chains have

23




RURAL WATER SUPPLY IN AFRICA

developed as a result. Local manufacture also remains limited, with the majority
of pumps and spares being imported. This may be due, in part, to limited
incentives for local private entrepreneurs and lack of government support.

Advantages
Advantages of handpump standardization policies are that:

* The number of handpump models requiring specialist spares and skills in a
particular country is reduced;

* The quality of pumps and components can be more readily assured since there
is a standard against which they can be tested; and

* Opportunities are created for local enterprise where standardized pumps and
spares are manufactured locally.

Disadvantages
Disadvantages of standardization include:

* Lack of competition among manufacturers to improve the quality of products;
* Lack of incentives for local innovators and entrepreneurs; and

» Inflexible attitudes to alternative technologies.

The term standardization' is understood by some to apply solely to public domain
'standardized' pumps, but the term is often used simply to describe a limitation
of handpump choice in a particular country. Some countries have chosen to
standardize on a range of pumps including proprietary or non public domain
pumps. Whichever pumps are selected, it is important that standardization is
carefully regulated and should allow flexibility so as not to stifle local
competition, innovation and manufacturing. If this not the case, such policies
simply sustain dependency on imported pumps and spare parts, the quality of
which may be poor.

Another issue to consider is where there are large numbers of particular models
of existing pumps which have not been selected as 'standardized' pumps by the
government. Box 2.3 gives an example of this in which the sustainability of over
1000 water points is potentially threatened rather than enhanced by the
standardization policy adopted in one country. This emphasizes the need for
flexibility in policy development and implementation. The process by which
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standardization is introduced is also important, since where all interested parties
are involved the policy is likely to be more successful.

Box 2.3. Handpump standardization? //%

The Government of Uganda has chosen to standardize on the Uganda versions of the
India Mark Il and Mark Ill pumps (known as the U2 and U3). These pumps are
manufactured locally and adapted to suit local groundwater conditions and
community needs. However, there are over 1000 existing Consallen handpumps in
the east of the country. They have been installed by an NGO using private, DFID and
EU funding, and currently demonstrate higher levels of reliability than the U2/U3, but
despite proof of the ability to manufacture these pumps locally the Consallen was
not selected as a standard pump for Uganda. In this instance it can be argued that
standardization has done little to improve sustainability.

1. Harvey, 2003

2.4.2 Economic liberalization and tax-free aid

Many poverty reduction strategies in Africa promote economic liberalization
which means the removal of trade restrictions. This makes it cheaper to import
public domain pumps, such as the India Mark II and Afridev, and associated
spare parts from India than to manufacture the same pumps locally, even where
there is existing capacity to do this (see Box 2.4). The procurement procedures

Box 2.4. Economic liberalization and tax-free aidl

Kenya has existing capacity to manufacture the Afridev pump in-country but the
commercial viability of this is threatened by the importation of cheaper Afridev pumps
from Asia. Since import duty is waived for handpumps these imported pumps are
cheaper in-country than those manufactured locally. Local companies simply cannot
compete with these subsidized imports. If spare parts are imported separately from
pumps, import duty must be paid, making the cost of these significant. However,
there is no incentive for manufacturers to produce spares locally since the profit
margins are negligible compared to that for pumps, which they are unable to sell.
This situation is a result of economic liberalization, 'duty-free aid' and the cost-saving
practices of donors.

1. Harvey et al., 2003

and tax-free status of some External Support Agencies (ESAs) and NGOs often
compound the problem. Instead of buying locally, donors opt for the cheapest
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price internationally and recipient governments waive import duties and other
taxes which reduces costs further. This benefits the donor by reducing costs but
undermines sustainability since it increases dependency on imported pumps and
does not stimulate local private-sector provision of pumps and spares. Evidence
suggests that the more local the purchase of the pump (for example at regional or
district level) the more likely the retailer is to make sure spares are available
locally (WSP, 2000; Harvey et al., 2003).

The key differences between the predominant current situation of imported
pumps and the optimum situation of locally developed and manufactured pumps
are summarized below:

Current Situation

Imported pump |:> No duty |:> No quality control |:> Low cost (to donor)

No incentive to import spares

Optimum Situation

Local innovation |:> Local pump |:> Quality control |:> Local purchase

Local available spares

Where communities are presented with a real choice concerning technology they
may also apply pressure for local provision and changes to policy. Technology
choices presented to communities should include household options, low- and
medium-cost communal options and different types of handpumps. They should

also be informed of where equipment, pumps and parts are available (see Section
4.3).

Government policy can have a key impact on the sustainability of handpump-
based water supplies by supporting local innovation and manufacture. This may
mean imposing appropriate duties on imports while providing incentives for
local enterprise. It may also mean greater restrictions on donor procurement
practices (see Section 3.7). Currently, policies favour donors and foreign
manufacturers more than they support sustainable services. Whether pumps are
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imported or produced locally, third party quality control is an important measure
to ensure appropriate standards for equipment and components.

2.4.3 Government rhetoric

Even if not formalized in official policies and documents, government rhetoric
can have a significant influence on water supply technology and sustainability.
This may include the promotion of one particular technology, such as the
handpump, or negative impressions concerning another, such as the Rope Pump.
False promises or impressions created by politicians that government will
provide and finance water supplies can also have a serious influence on
sustainability. Research has shown (Reed, 1995) that where even the slightest
perception exists that government will provide, communities are very reluctant
to manage and finance their own services.

Box 2.5. Government rhetoricl

'Water - gathered and stored since the beginning of time in layers of granite and rock,
in the embrace of dams, the ribbons of rivers - will one day, unheralded, modestly,
easily, simply flow out to every South African who turns a tap. That is my dream.'

1. Antje Krog, preamble to the South African Government's White Paper on Water Policy

Box 2.5 gives an example of government rhetoric from South Africa; while this
describes what may be a worthy goal, the fact that a key strategic government
document predetermines technology (i.e. piped water supply) is likely to support
the idea that low-cost alternatives are sub-standard and threaten the sustainability
of existing rural water supplies that rely on these.

2.5 Steps towards appropriate policy

The policies and strategies outlined above have considerable potential to affect
the sustainability of rural water supplies. Figure 2.2 summarizes the steps that
can be taken to develop appropriate policy and strategy. There is no guarantee
that fulfilment of these steps will lead to policies resulting in sustainable water
services. For this reason it is a dynamic process that may be repeated at regular
intervals, in order to review and revise policy decisions.

Before this process can be embarked upon it is necessary to determine who
should be responsible for driving it. Ideally, government should be in the driving
seat and work in partnership with other stakeholders. A national action
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Figure 2.2. Policy and strategy development process

committee for rural water supply can be formed including representatives of all
government ministries and departments involved, directly or indirectly, with
water supply. The chairmanship of this committee should remain with the
principal department responsible for water supply provision. A policy planning
schedule can be developed in which the process is repeated at five-yearly
intervals.

Step 1. Demand for change

The first step in developing appropriate policy and strategy for rural water supply
is to assess the demand for changing current policies and strategies. Clearly, if
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there is nothing wrong with these, there is no need to develop new ones. Demand
for change is most likely to arise if existing goals and targets are not being met
or are unlikely to be met, levels of efficiency and effectiveness are inadequate,
institutional capacities are insufficient, or overall sustainability levels are too
low. It should be noted, however, that demand for change in itself does not
necessarily mean that there is a need to change policy. It may be that change is
needed in implementation or management instead. Or it may be that ESAs and
NGOs, and even government agencies, simply are not following government
policy. If this is the case, it is necessary to find out why. Legislative and
regulatory frameworks may be incompatible with policy and prevent effective
implementation. Demand for change can be best measured through a detailed
monitoring and evaluation exercise to review current levels of sustainability and
variables affecting these. A review of the water sector may also be necessary to
assess sectoral trends locally, regionally and globally which may influence the
development of new policies.

Step 2. Analysis of current policies and strategies

Assuming that there is a recognized need and demand for change it is then
necessary to analyse current policy and strategies carefully. This should include
rural water supply goals, policies and strategies, as well as national policies and
strategies for other sectors which may affect the water sector. It is important to
identify where policy may have an adverse effect on sustainability and how this
impacts on existing roles and responsibilities. Table 2.1 can be used to identify
policies which may hinder sustainability.

The sustainability snapshot tool can be used to identify sustainability problems
in consultation with communities (see Section 9.4). It is also essential that legal
and legislative issues be analysed fully, including overlaps and gaps in
legislature. Any policy developed without appropriate consideration of
legislative aspects runs the risk of being incomplete or at worst, irrelevant. Once
the relevant policy issues have been investigated the issue(s) with the most
negative impact on sustainability can be identified. On the basis of this, a range
of possible changes to policy in order to rectify the situation can be considered.

Step 3. Initial stakeholder consultation

If the policy analysis indicates that current strategies are hindering sustainability
then a consultation process should commence to lead to the development of an
appropriate strategy. The first step in consultation is to identify stakeholders that
should be involved in the process; these are likely to include government
ministries and departments, external support agencies, other institutions/
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Table 2.1. Policy and strategy analysis

Identified sustainability problem

Relevant policy issues and possible effects

Environmental or technical
constraint to operation (e.g.
groundwater quality/yield)

Handpump standardization - is the selected technology appropriate
for the prevailing environmental conditions?

Decentralization - is local government adequately monitoring the
actions (siting, drilling, installation) of private contractors
Privatization - does the private sector have the technical and human
resources to successfully undertake the work?

Low user acceptability of facilities
and low willingness to manage/
pay for O&M

Decentralization - is local government undertaking/facilitating
sufficient community mobilization prior to implementation?
Privatization - is the private sector undertaking sufficient community
mobilization prior to implementation?

Community management - do communities have the necessary
incentives, knowledge and information to support O&M?

Lack of technical capacity to
undertake maintenance and
repair

Decentralization - is local government able to provide adequate
support?

Privatization - does the private sector have sufficient technical
capacity to undertake O&M?

Community management - do communities have the necessary skills
and knowledge to undertake O&M?

Lack of technical resources
(spares/tools) to undertake
maintenance and repair

Handpump standardization - are tools and spares available for the
selected technology?

Community management - do communities have access to
appropriate tools and spare parts?

Economic liberalization - are local alternative technologies unable to
compete with imported equipment?

Lack of finances for 0&M

Handpump standardization - is the selected technology too costly for
communities to maintain?

Privatization - are private service providers setting tariffs too high for
users?

Community management - do communities have the necessary
organizational capacity to finance O&M? Cost-recovery targets - do
cost recovery targets place too much expectation on communities?

organizations and communities. A comprehensive consultation process is
required to collect representative views of different types of communities, to
ensure that these feed into the process. The stakeholders can then form a policy
review committee and task groups to focus on specific policy issues. This
process of consultation should include workshops and public hearings to
facilitate dialogue.

Step 4. Development of strategy document

The next step is for the review committee and task groups to develop a strategy
document. This document should outline the overall goals and targets, and
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identify the roles of key stakeholders and financial requirements in order to
achieve these. It should also present an appropriate regulatory and legislative

framework in which to operate. Key issues that should be addressed in a strategy % /////

document include: 9

* Opverall objectives and goals;
* Desired outputs;

* Policy actions to achieve outputs (including roles and capacity building
needs);

* Summary of indicators and milestones; and

* Investment and financing plan.

It may be useful to develop the strategy using a logical framework approach, a
simple example of which is presented in Table 2.2. By incorporating measurable
indicators into the framework this can be established as a monitoring tool to
measure progress in strategy implementation. An appropriate framework should
consider institutional, regulatory and monitoring arrangements, stakeholder
participation, sustainable financing mechanisms and budgetary allocations, and
technology development and selection.

Step 5. Impact assessment

Having produced the first draft of the strategy document it is then necessary to
assess the likely impact of the new strategy on government institutions and other
stakeholders, including communities. This should include an assessment of
stakeholder capacities to fulfil respective duties. Financial, environmental and
socio-economic impacts should also be investigated.

Step 6. Consultation and agreement

The results of the impact assessment should be fed into the strategy document
and appropriate revisions undertaken. It is then necessary to enter a further stage
of consultation to ensure that all stakeholders are in agreement, and to formally
approve the proposed strategy. This may lead to further revisions of the strategy
document and assessment of associated impacts. Communities should remain
involved at this stage. This cyclical process should continue until agreement is
reached.
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Table 2.2. Logical framework for strategy document (example)

and promotion of
appropriate
technologies

and development
fund and Implement
pilot studies to field
test existing local
pumping
technologies

technologies used
10% more each year
from 2004 at local
level

Sector objectives | Outputs Policy actions Indicators/ Investment plan
milestones
To increase Institutional Develop clear roles | Co-ordination $$%
sustainable access | structures and responsibilities | committees in
to water supply in established for rural | at all levels; form operation by end of
rural areas water supply at co-ordination 2004; monitoring
regional and district | committees; and regulatory
levels implement framework fully
monitoring and operational by 2005
regulatory
framework
District level co- Provide training at Performance of $$%
ordination of rural district and regional | regional and district
water supply and levels; inspect and | co-ordination bodies
institutional support | monitor activities in line with
to communities with respect to performance
performance standards by 2006
standards
Increased private Develop initiatives to | Turnover of private $$$
sector participation | develop efficientand | sector has doubled
in construction and | competitive private | over 4 year period
0&M (including sector; implement (2004-2008); 20%
spares supply) pilot studies for of water systems
private sector managed by private
service delivery sector by 2008
Sustainable District co- Quarterly monitoring | $$$
community- and ordination data compiled for all
household-based committees to districts by 2005;
water supplies, implement regular sustainable
where all recurrent | monitoring schedule | financing in 80% of
O&M costs are met | for all communities, | communities by
by users to provide support 2006
and technical
backstopping
Increased number of | New systems to be | Proportion of people | $$$
new and improved installed and without sustainable
water systems in sources protected access to safe
rural areas using demand- drinking water to be
responsive approach | halved by 2015
Local development | Establish research Appropriate $$$
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Step 7. Revised policies and strategies

Following consultation, the strategy document should be finalized. If policies
have been identified which need to undergo change, recommendations may need
to be made for revisions in overall policy, as well as strategy. This will be easier
to achieve for policies specific to the water sector than sector-wide policies,
within which the strategy will need to fit.

Step 8. Action plan for strategy implementation

Once the strategy has been agreed upon by all stakeholders it is necessary to
develop an action plan detailing how it will be introduced and implemented. This
is likely to be an incremental process and the action plan should include a
detailed time scale, with clear allocation of roles and responsibilities. It should
also identify relevant legislative and regulatory issues which will need to be
addressed in implementing the strategy. Provision should be made for ongoing
monitoring and performance measurement to determine future demand for
change, so that the process can be repeated as and when required.

2.5.1 Advocacy

Rural water supply planners, managers and practitioners have a key role to play
in influencing government policy at district, regional and national levels. Some
of the key ways in which professionals can advocate for changes in policy and
strategy, that enhance sustainability, are illustrated in Annex A. The key
advocacy areas addressed highlight the need for:

* Institutional support for sustainable community management;

* Private sector expertise in 'software' activities for sustainable privatization;

» A flexible approach to technology selection which promotes local sustainable
solutions; and

* Import conditions and procurement practices which promote sustainable
private sector provision of technology.
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Chapter 3

Institutional issues

There are many different institutional issues that influence rural water supply
sustainability. In order to determine the most appropriate management options
and partnership approaches the relative strengths and weaknesses of potential
stakeholders need to be assessed, especially with respect to long-term
sustainability of the institutions themselves. This chapter emphasizes the need
for a paradigm shift from projects to programmes, the key importance of
institutional support for the community management option and the importance
of capacity building. It also outlines a number of different partnership models
that can be applied.

3.1 The end of the project

The traditional approach to rural water supply in Africa has been that of a project
with a finite life span. This is convenient for external donors and implementing
NGOs but conflicts with the very principle of sustainability. A water supply is a
service, and any service requires ongoing management. The focus on the facility
or static infrastructure (which it is hoped that the users will keep going somehow)
detracts from the importance of managing and maintaining a water service,
which is a dynamic process.

Some donors have now recognized the limitations of the project model and are
moving towards a programmatic approach, such as that promoted by the Sector-
Wide Approach to planning (SWAp) where central government is the
administrator. There remains a need to develop long-term strategies which
recognize the importance of ongoing support, whether this be fulfilled by
government, the private sector or NGOs. No longer is it acceptable for an
implementing agency to install water supply facilities which are simply 'handed
over' to the users, and then to leave, washing its hands of them. Unfortunately,
however, this still happens far too often. Whether through central budget support
or regional programmes it is important that donors, governments and
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implementers subscribe to the concept of rural water supply services. This does
not mean that these services cannot be financed by the end-users but does
recognize the importance of institutional management, monitoring and
regulation.

Table 3.1. Advantages of programmes over projects

Sustainability factor

Project

Programme

Policy content

The influence on policy is minimized
by the time-frame of the project

There is potential to develop
advocacy strategies to influence
long-term policy and strategy
change

Institutional arrangements

Projects are often donor-driven and
implemented by NGOs/consultants
who leave the area after a finite
period

Local government and sustainable
institutions take the key roles

Community aspects

The need for a project 'handover'
transfers all O&M responsibility to
users who may not be ready for this

Sustainable partnerships can be
developed over time and ongoing
institutional support provided to
communities

Financial and economic issues

Time-bound budgetary
requirements limit sustainable
financing mechanisms

Budgetary allocations can be made
for institutional support for
communities and long-term
incremental strategies

Technology and the natural
environment

Technology choice often remains
rigid and there is no time to
investigate longer-term solutions

Allocations for research and
development can investigate
alternative technologies and
monitor environmental issues

Spare parts supply

The need for an exit strategy has
led to the idea of a 'seed fund' for
private spare parts supply - this has
not worked

Incremental strategies can be
developed to encourage spares
supply by linking with other
programme activities

Maintenance systems

Systems are often set up with no
provision for ongoing monitoring
and regulation

Ongoing and participatory
monitoring of maintenance can be
developed including stakeholder
regulation

Rehabilitation strategies

There is insufficient time or
incentive to develop long-term
rehabilitation strategies

Long-term rehabilitation strategies
can be developed addressing
financial, technical and institutional
requirements

Monitoring

Monitoring systems can be set up
but there is no ongoing drive to
sustain these

Sustainable monitoring systems
can be developed to identify, pre-
empt and solve problems
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3.1.1 Advantages of the programme approach

The programme approach can contribute to sustainability in a number of ways
that touch upon all the sustainability factors outlined in Chapter 1. This includes
sustained management, financing and regulation, as well as appropriate policy-
change, technology choice, maintenance, and long-term rehabilitation strategies.
The advantages of rural water supply programmes over projects are summarized
in Table 3.1.Many of the advantages identified concern the potential of
programmes to deliver sustainable solutions. Simply changing to a
programmatic approach will not in itself automatically result in these but
provides an appropriate platform.

3.2 Forging partnerships

In order for programmes to be successful there is a necessity for productive
partnerships between different sector stakeholders. Chapter 2 outlines the typical
roles of government, community-based organizations and the private sector in
many current rural water supply strategies. There are, however, several different
ways in which stakeholders can forge partnerships for sustainable water services.
These must address the following two programme components:

* Implementation - provision of improved water supply systems and facilities;
and

* O&M - ongoing operation, maintenance and upgrade of systems.

It may be that different stakeholder partnerships are used for these two
components.

3.2.1 Stakeholders

There are several different potential stakeholders who may be involved in rural
water supply programmes. These include:

» External Support Agencies (ESAs);

* National and local government institutions;

* Non-governmental organizations (NGOs);

* Communities and community-based organizations (CBOs);
* Private sector companies and individuals; and

* Non-profit sector organizations (churches etc.).
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External support agencies

Traditionally the water supply sector in sub-Saharan Africa has been heavily
dependent on external support from international and bilateral donors. ESAs
have significant influence on policy decisions and often work in partnership with
governments. ESA support has advantages and disadvantages. It provides
valuable financial resources but ESAs often dictate the terms under which funds
can be used, which reduces government autonomy. Apart from budgetary
support, ESAs can also play a key role in capacity building to enable sufficient

/ l t regulation and support to CBOs and the private sector.
///// . governmen

Government

National and local government institutions are generally the most important
stakeholders if services are to be sustainable. The role of government in rural
water supply must be clearly defined at all levels and understood by all
stakeholders. In many cases the principal role of government is that of co-
ordination, particularly co-ordination of those ministries and departments that in
one way or the other have something to do with water supply. Government staff,
skills and practices have a significant impact on service delivery (Gross, et al.,
2001) and therefore government capacity, especially at local levels, is of key
importance.

Non-governmental organizations

In the past, NGOs have been the primary implementers of rural water supplies,
and in some countries this remains the case. International and local NGOs rely
on funds from ESAs or charitable contributions and normally implement water
supply projects, where a given number of facilities are installed within a fixed
period of time. The vast majority of NGOs have adopted the community
management model and some, especially local ones, work within the same area
over many years and become semi-permanent institutions.

Community-based organizations

CBOs are often water committees which are responsible for the management of
water points but can also be development co-operatives, women's groups and
institutions such as a community school or clinic. In general, CBOs are made up
of volunteers who commit their time and energy for the good of the community.
Many NGOs have concentrated efforts to form and build the capacity of CBOs
in order to empower communities. Even where CBOs are not in existence,
communities play a crucial role in sustainability since they are the end-users of
water services.
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Private sector

The private sector is sometimes known as the 'profit-making' sector, though in
reality many indigenous 'for-profit' companies may barely get by financially.
Private enterprise is increasingly playing a role in rural water supply in Africa.
The private sector comprises private companies and individuals which provide
services for profit or to make a living. These include drilling contractors,
engineers, handpump mechanics and water vendors. While profit is the principal
driving factor for such stakeholders, professional pride and esteem may also be
important motivators that should not be overlooked.

Non-profit sector

The non-profit or not-for-profit sector is used to describe a range of stakeholders
which are non-governmental but not traditional NGOs. The most common of
these are faith-based organizations, such as churches and mosques, which
provide services to communities not for profit but as a humanitarian act. These
institutions are often long-term or permanent organizations which can fulfil
specific support roles.

3.2.2 Conceiving and sustaining partnerships

Institutional partnerships for rural water services can involve any of the above
stakeholders, and the number and nature of partners will depend on the local
context. In order to form sustainable partnerships the following features (adapted
from Karasoff, 1998) are critical:

* A shared vision and mission to provide a framework to guide future actions;

* Common goals that are mutually beneficial to all partners and that can be
measured;

* Clear roles and responsibilities that best use the expertise of each partner;
* Shared responsibility and authority for attaining partnership goals;
* Shared decision-making using a process on which all partners agree;

* A joint plan that outlines goals, objectives, outcomes, strategies and
measurable indicators (for monitoring); and

* Shared resources committed by all partners.

Good communications and time are key elements in setting up partnerships.
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