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BACKGROUND

This report is part of the overall strategy of the UNDP/World Bank Water Supply and
Sanitation Program to document community management approaches world-wide and to refine models
for community management of water and sanitation services through demonstration projects.

With water supply coverage in rural areas of developing countries currently estimated at 40%
and sanitation lagging far behind this, there is growing concern that goals of the Water Supply and
Sanitation Decade are not yet in reach. This is both because of the high cost of water supplies and
because those systems that have been installed have often required continued external (donor) support

to maintain, reducing effective investment in new facilities.

Over the last twenty years, community management of water supplies has been promoted in
many Francophone West African Countries. In view of the importance of communities taking
responsibility for the long term maintenance of their water supplies, it was felt that many useful lessons
could be learned from the experience of projects that had successfully involved communities in the

management of their water supplies.

The following seven projects were chosen: Mouhoun and Yatenga in Burkina Faso; Aqua
Viva, Mali Sud and Kita in Mali; and Plateau-Savane and Maritime in Togo. They were selected on the
basis of an initial review of project documents, progress reports, and evaluations. In addition,
discussions were held with persons familiar with rural water supply projects in Francophone West Africa.
Some of these projects have been completed and others are still in the process of implementation, but

all projects had a duration of 6 to 12 years.

Field work was conducted in October and November 1988 and the results are summarized in the
report. The study methodology, described in detail in Annex 1, includes a description of the approach, a
list of the people interviewed, and the types of questions asked. The methodology describes the basic
approach of interviewing project staff, community members, area mechanics, artisans, water point
committee members, etc. Each project was visited for about three days.

A questionnaire was completed for each project based on the interviews conducted at each
project site and these were then used as a basis for the report. A sample blank questionnaire is
provided in Annex II and the seven questionnaires which were completed are included as Annex III. The
questionnaires were used to obtain the following information on the projects: background on the
projects and beneficiaries; water resource information; financing; construction; extension; water
committees; maintenance and spare parts distribution; and other project activities.

A list of persons met and project documents consulted during the study can be found in
Annexes IV and V respectively.
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ORGANIZATION OF THE REPORT

The report does not attempt to present a thesis on the subject nor is it intended as an
evaluation or a criticism of the projects studied. Rather, it presents a summary of some of the
components that are key to establishing community management of water supply. At the beginning of
the report, a section on lessons learned summarizes factors that are believed to have been most
responsible for the success of the projects in establishing community management of the water points.

The components discussed are:

- project management

- community organization

- extension services

- maintenance and spare parts distribution

The main focus of the report is water supply, however, sections are also included on hygiene
education, latrines and training.

Each section of the report is in general, made up of the following: a discussion of the
component in question, a comment highlighting the aspects which contribute to the effectiveness of the
approaches used, and tables with specific information on the component. The reader can also review
the questionnaires (Annex III) which provide more background detail on each project.

It is hoped that the information provided will give insight and ideas to project staff responsible
for preparing and implementing such projects as well as to others working in this sector.
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1. LESSONS LEARNED

Perhaps the single most important lesson learned from these case studies was that all that is
really needed to enhance system sustainability is enabling communities to keep their pumps in operation

themselves. The details of water point management are really worked out by the individual communities

themselves.

There are various other lessons to be learned from the projects visited during the study. These
are presented below.

" Project Management

B Effective project management requires dedicated staff who will implement the various
activities planned.

= National staff get experience in supervising water supply projects, but not in their
management. Projects can pay more attention to developing the management capabilities

of the nationals and this can best be done by limiting the time expatriates work on the
project as well as including national management as a project objective.

= The average cost of §18,500 per well precludes large scale replication, therefore ways
must be found to reduce construction costs and expensive expatriate inputs.

Community Management
B Community management of a water point is sustainable and replicable. The main
elements of the management system are:
- An effective extension service supportive of community capacity.

- The willingness of the community to have an 1mproved water supply (possibly
exhibited by up-front financial commitment).

The establishment of a representative water committee and community fund for
management of repairs and maintenance of the pump surrounds.

- A good maintenance system which uses trained local artisans and which is as
autonomous as possible from the project and/or government.

- An effective spare parts distribution system.



Extension Service

-] Projects are likely to be a success in areas where there is a high demand for water,
especially in the dry season. Consequently, the approaches used by the projects in
mobilizing communities to establish community management of water supplies may not
be replicable in areas where alternate water sources are readily available.

| Hygiene education can only be effectively implemented by EAs involved in mobilizing
and training communities if they are given the mandate, resources and time to do so.

- | The willingness of the communities t0 manage-their water points is the critical factor of
sustainability; extension services only serve to support that willingness and build internal

capacity.

Maintenance and Spare Parts Distribution

- | Area mechanics are capable of maintaining VLOM pumps without central back-up.

| Community mechanics can maintain the Volanta pump with minimal support from area
mechanics. Community mechanics could also undertake more responsibility for
repairing VLOM pumps, if given the tools and training.

. | Private spare parts distribution is important, as exhibited by the fact that all the projects
already have or are in the process of establishing distribution through local retailers.



2. DESCRIPTION OF PROJECTS

The areas covered by the projects visited ranged from 8,500 km2 for the smallest project to
80,000 km2 for the largest, and the number of people served ranged from 65,000 to 600,000. The
systems studied were handpump-based water supply projects although in some of the projects open wells
and motorized pumps were aiso used. The costs per person served ranged from $24 to 3128 and the
cost per water point ranged from $14,000 to $27,000. Table 1 provides background information on each

of the projects.

The projects were located in similar environmental conditions, characterized by a lack of surface
“and shallow well water in the dry season but more readily available water in the rainy season. In all the
projects the demand for water in the dry season was high, as traditional sources were generally 1 to 15
kilometers away. This no doubt had a strong influence on the willingness of communities to participate
in the projects and contributed much to their success. It was also clear in all cases that, to the people,
water quantity was far more important than water quality. Most communities visited had alternate
sources of water (eg. traditional wells) which were polluted, but they were very happy to have them as

supplements to their handpump water.
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3. PROJECT MANAGEMENT

The projects have been managed by expatriates with national counterparts or by nationals with
expatriate advisors. Nationals have been most actively involved in the supervision of extension and
construction activities and to varying extent in planning and reporting on them. Administrative
experience, particularly in budgeting, has been limited. .

All the projects took a "cookbook" approach to project implementation in which the
mobilization activities and conditions for community participation were pre-specified by a project
document. They differed, however, in terms of the involvement of national staff in project planning, as
some project teams were simply presented with an implementation recipe that they were to carry out,
while others were involved in developing and modifying it. Those projects that involved staff in planning
tended to be more flexible and refined their implementation strategy over time.

Most projects had 2 to 6 international staff who remained throughout the project either as
advisors or managers. However, one of the projects never employed international staff but had external
consultants and another eliminated their positions after a few years. The necessity of retaining
international staff for an extended period of time was not demonstrated in any of the projects. It
appears that the projects would have benefited from a strategy to turn over full management
responsibility of the project to national staff in a predetermined time period.

On average, projects constructed 100 boreholes per year at a cost of $18,500 each (514,000 to
$27,000). 80% of this cost was directly related to well construction and pump installation, 15 percent to
management and administration and 5 percent to extension service. For an individual pump this works
out to $14,500 for construction, $3,000 for
management (administrative overheads) and
$1,000 for extension. Expatriate inputs to
management averaged about 3.5 staff years PROJECT COST

per 100 pumps installed or about $3,000 per

pump. $5 Cost per Water Point (Thousands)

It is clear that construction .
dominates project costs and that expatriate
labor adds substantially to costs. As .
indicated in Figure 1, economies of scale .
also are a determining factor. For example,
project costs per borehole were about
$25,000 if 50 wells per year were constructed
and half that if 150 per year were sis bk .

constructed. :
This study did not investigate the s10 L \

reasons for well construction being so high.
It is clear, however, that while the
maintenance systems appear to be both $5F - B
replicable and sustainable, the extremely
high construction costs, preclude J
replicability. Ways of reducing construction 30 - . :

costs must be found if widespread coverage 0 50 100 150 200
is to be attained. Number Water Points Constructed per Year

320




4. COMMUNITY MANAGEMENT

Community mobilization and organization were important components of all the projects, and
even though different approaches were taken, it is interesting that all communities ended up with very

similar management systems.

The process of selecting communities as beneficiaries of the water points varied among the
different projects. In some cases, a survey was used to help with selection of communities, in others, a
request for a new water supply was made by the communities. The communities all had strong
leadership structures, elected officials sometimes existing alongside the traditional leadership groups. All
the communities had other existing community organizations and therefore the formation of water
committees was not new to them.

4.1 Water Committees

Table 2 presents information on the water committees (or development committees, as they
were called in some project areas) established by the communities. All projects took the approach of
establishing water committees for the management of the water points, although in one or two cases, the
committees were established retrospectively after the water points had been installed. In all cases,
project staff, usually the extension agents, described the requisite roles to be played by members of the
committee. Subsequently, the committee members were chosen by the communities or selected by the
traditional leaders. Committee members who did not perform satisfactorily were replaced. In some
projects, community leaders also became committee members. Projects did not, as a rule have a role in
the committee selection process. Occasionally, in response to complaints, extension agents would
intervene to confirm that the committee members were acceptable to all community members. It
appears that on the whole, communities readily established their water committees.

There was usually one water committee per pump. Sometimes, therefore, a community had
more than one committee. The water committees all comprised the following basic members: president,
treasurer, secretary/accountant, community mechanic and a woman responsible for cleaning the pump
surrounds. In all the projects an effort seemed to have been made to ensure that women were part of
the committees but usually only as "les femmes responsibles” that is the person responsible for keeping
the pump area clean but with no decision making power . In two projects however, efforts were made to
ensure that there was greater participation of the women in other committee roles, either through a
quota system or other means, although none of the committees visited had women mechanics.
Committees sometimes had two people per job in order to reduce the possibility that the job would not
be done because the person responsible was not available.

Criteria for selection of committee members by the communities included the following
characteristics: a respected member of the community, married and literate (for secretaries/accountants).
It is clear that each community established its own criteria for selection of committee members.
Committee members were not paid for their services and some had been members for quite some time.
It was clear from interviews with committee members, that most of them took their jobs very seriously.
The most important thing was that the committee members volunteered their services to the community
and were trusted by their fellow community members.

4.2 Responsibilities of the Water Committee Members

Committee members each had specific roles and responsibilities. As a team, they were
responsible for ensuring that the community provided funds for maintenance and for settling disputes



about the water point. They were assisted in this by the community leaders. They were supported in the
maintenance of the water points by area mechanics and in one case by central mechanics.

Individual responsibilities included the following:

president - to chair meetings and lead the committee
treasurer - to collect and keep funds
secretary/
accountant - to keep a record of meetings, accounts, pump repairs, and spare parts
used
community
mechanic - to make repairs on pump and do preventive maintenance
woman '
responsible - to supervise pump users and keep pump surrounds clean
43 Training of Water Committee Members

Once committee members were chosen, they were trained by members of the project team,
usually the extension workers. Those who received the best training were usually the community
mechanics, the secretary/accountants and the treasurers. However in almost all cases, this training was
very limited, although it was sufficient to enable the committee members to carry out their various
duties adequately. The community mechanics typically received at least one day followed by on-the-job
training. The details of their training are presented in Section 6. The secretary/accountants received
instruction on how to take minutes of meetings, and how to keep a simple record of the community
accounts, noting funds received, disbursed and balances. They were also shown how to keep a record of
repairs made on the pump or at the water point. Where bank accounts were opened by the
communities, the treasurers and secretary/accountants received special training to help them manage the
bank accounts. Other committee members such as the women responsible for the pump surrounds were
usually just given basic instructions and advice on how to avoid and control conflicts at the water point
and on how to promote cleanliness at the pump site. They were instructed for example to make sure
that footwear was not worn at the water point site and that children did not play there. More extensive
training especially of these women would have enabled the communities to better address issues which
impinge on the quality of the water supply, such as environmental sanitation and hygiene.

4.4 Collection of Funds

One of the main jobs of the water committees in all the projects was to collect funds initially
for the installation of the pump and subsequently for the purchase of spare parts and payment of area
mechanics. In all the projects, sums of money to be collected by communities before they could receive
their water points were determined by the project. These ranged from 50,000 CFA to 300,000 CFA.
Table 3 describes how funds were collected and used in the different projects. All communities were
able to collect the amounts requested of them. Several communities had previous experience in fund
raising as they had collected or borrowed (from banks or loan agencies) much larger sums for the
purchasing of mills, motors etc. The communities established set dues for each community member or
household and monitored/policed the collection process with various types of penalties required of
defaulters. Some communities had regular monthly dues, and others only called for funds when a repair

had to be carried out.



In most of the projects, the funds were used for maintenance of the water point and its
surrounds. Some communities used some of these funds for other community development activities.
The funds once collected were in all cases, except for the two projects in Togo, kept within the
community, usually with the treasurer. In Togo, the majority of the funds were put in a bank with
small amounts kept in the community coffers.

4.5 Income Generating Activities

Several of the communities that were visited had been in the past or were currently involved in
some income generating activity but not necessarily for water supply activities. Agricultural and
women’s groups were usually vary active in this area.

4.6 Comment

One of the keys to community management is the establishment of a functioning water
committee. Some projects established water committees after pump installation and as the project
evolved. For the majority however, the establishment of the water point committee was the initiation of
management of the water point. Once the communities had got their committees organized and trained,
they functioned with little input from the project. Training, although limited, provided the necessary
skills for each committee member to fulfil his or her role and responsibility. The collection of funds
was a responsibility which was willingly carried out by the communities, who were determined to keep
their water points in operation. Furthermore, sustainability of the committee was facilitated by the fact
that the entire community had a role in electing and replacing committee members and that the
traditional leaders usually had a good relationship with them.
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S. EXTENSION SERVICE

Extension Agents (EAs) involved in the projects were responsible for mobilizing and organizing
the communities, training water committee members, and ensuring the establishment of community
management of the water supplies. Extension agents were each responsible for approximately 15 water
points per year. There appears to be little difference among the approaches used by the seven projects
to provide an effective extension service. It must be noted thdt on the whole, financial resources put
into extension services were limited. In all the projects except for one, extension staff were recruited
specially by the project. In the one exception, extension was made the responsibility of health workers
working in the region as an addition to their other activities. The number of EAs employed on the
different projects ranged from 3 to 120. There are however, slight variations in the way in which
extension was carried out in the projects. These will be presented below. Table 4 summarizes various
aspects of the extension in the projects visited. It presents among other things, recruitment methods,
selection criteria, the responsibilities and the reporting procedures for the extension agents and process

of extension within the project.

5.1 Selection and Training of Extension Agents

All the EAs had a minimum of 6 years of school. They came either from ministries associated
with development/health work or were specifically hired by the project. Those hired by the projects,
were often community or agricultural development agents (or occasionally health workers). They were
usually given a written or oral test prior to recruitment. Language skills and willingness to work in the
communities were also taken into account. The EAs received monthly salaries comprising a minimum
of 30,000 CFA and supplemented by various benefits for health care, field trips etc. A key characteristic
of the more dynamic extension agents interviewed, was their dedication to their work. Most of the
extension agents were male. Project staff (male) felt that this was in part because the need to travel
across harsh terrain on mopeds discouraged many women from considering the job. However, the few
female extension agents interviewed were just as effective and efficient as their male colleagues.

All the projects provided training for their EAs and followed up with refresher courses or
additional courses as required. Some EAs were trained at schools specializing in extension work and
others were trained by the projects. There were basically two variations on the approaches used by the
projects in preparing their EAs for their work:

a) In the first, EAs were given intensive training on a very well defined system and
procedure (cookbook) for extension, and then left to implement it without much
deviation from the planned procedure. They received some follow-up training or
refresher courses at various times during the implementation of the project.

b) In the second, EAs were given general training on the project and then they developed
messages and the procedure for the extension work themselves together with their
supervisors. There was follow-up training or a refresher course provided at various
times during the implementation process and there were also opportunities to try out
new ideas. Periodic work planning meetings which all the EAs attended also provided an
opportunity for further training.

5.2 Interaction with Communities

One or more meetings were held with the communities who were to receive the water points.
Various messages were conveyed to them. These included information on the project, what it was
offering and what was expected of them. The communities were required to establish water committees,
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take certain decisions, and collect money and materials before the construction of the water point. EAs
provided a good liaison between the construction teams and the committees. Members of the water
committees were trained, and community performance was monitored after installation of the water
points. The following steps were taken in establishing community management:

a) Communities were identified either through a socio-economic survey Or a community
request to the project. .
b) A series of meetings were then held to mobilize the communities. Often, a contract

would be signed either at the beginning of the mobilization process, or at the end when
the installation was complete to signify that the water point now belonged to the
community. Not all projects had a contract signing ceremony. The members of the
water committees were then trained by the EAs.

) Some form of commitment was sought from the communities prior to beginning
construction activities (financial outlay, formation of committees etc.)

The timing between the different meetings depended on the number of EAs, the number of
communities they had to work in, the speed with which the communities did what was expected of them
and the availability of the drilling teams (there was no point in preparing the people and then letting
them wait for several months before they received their water point). In some projects, the mobilization
process occurred within a one to two month period. In others, it took several months. Also in one
project, there was a 1 year long period after the initial community mobilization prior to the
identification and training of committees.

53 Meetings with the Communities

Each project determined its own unique process of extension. The number of meetings however
ranged from a total of 3 to a meeting once a month for the duration of the project. Where there were

fewer EAs, the project usually followed a campaign type of approach, rapidly mobilizing the
communities within a short period to prepare them for the construction activities and then moving on

to a new area. The subject matter usually covered included the following:

a) First meeting: general presentation of the project, the proposed activities and inputs to
be made by all, (ie. the community/community representatives, the project staff and local
government). Often this meeting was held at a district/regional level, bringing together
only community elders and leaders.

b) Second meeting: more detailed discussion of various aspects of the project with the
entire community, for example choice of water point (handpump or open well),
reiteration of the need to collect funds and provide construction materials, water point

sitting, and selection of committee.

c) Third meeting: discussions with committee members, if open well construction was part
of the project, this meeting might be used to ensure that all the labor input required by
project from the community had been provided.

d) Additional Meetings: these were held for the resolution of conflicts, or to organize
specific activities such as construction of animal watering troughs, or to run special
campaigns such as for ORT training.

€) Training of Committees: individuals of the water committees received appropriate
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training for their different duties. (This has already been discussed in Section 4).

) Monitoring of progress: each project established a system for monitoring community
progress in establishing management of the water points. Sometimes monitoring would
continue for up to one year after installation of the water point. Discussions on progress
with the establishment of committees, maintenance of water points, collection of funds

etc., would be held during these meetings. :

54 Transport/Housing

Availability of transport also played a role in the efficiency of service and all the projects
ensured that the EAs had access to some form of transport. EAs were given mopeds, or motorbikes and
occasionally project vehicles to assist them in doing their work. In some projects EAs had motorbikes$
and stayed with the communities for the duration of the project whereas in others they moved from one
area to another. The transport and fuel were provided by the projects. EAs were expected to find their
own housing. Some had to stay in central communities during campaigns and work in the surrounding
area, others lived in the project area, whilst others lived and worked out of nearby towns.

5.5 Monitoring

Monitoring of the activities of the extension workers, was an integral part of the implementation
of the service. There was usually provision for the exchange of ideas and discussion of problems/issues
between EAs and their supervisors, as well as among themselves. Weekly, fortnightly, monthly, quarterly
and annual reports prepared by the EAs and their supervisors were useful tools for monitoring their
activities. In addition, the EAs held regular review and discussion meetings to discuss progress and
solve problems.

5.6 Comment

An effective extension system will ensure that community management of a water point can
occur. The keys to this effectiveness are:

- good communication between the extension agent and the community,

- a desire/mandate to transfer management responsibility to the community and away from
the project,

- a willingness to work together and,
- - mobilization prior to construction (good timing).

Projects either brought EAs in from outside the project area, or used those who already worked
within the area either for government or for other agencies. Using locally based agents was
advantageous in that they would already be familiar with the communities. Also, it would be of benefit
to recruit extension agents from ministries already working in the area, because they could remain after
the project was completed to provide follow-up and support (if funds were available).

Where extension agents lived within the communities, they were more obliged to use a less rigid
approach because they were very much a part of community life. On the other hand, where the
contact with the communities was only during specified campaigns, it was simpler to have a set or

"cookbook" approach.
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Some EAs received training which enabled them to provide a broad range of messages to the
communities including the specific ones related to receiving the water point. However, in most cases,
the EAs were ill equipped to address issues such as environmental sanitation, albeit this was not within
their terms of reference. The training that they were able to provide to the committee members was

also limited to the specific goals of the projects.

The number of EAs working on a project also affected the emphasis of the different projects on
mobilization activities, environmental sanitation and health education. Because mobilization was a
relatively short term activity in which EAs focused on about 15 communities each year and then moved
on to the next group of communities, it was cost effective to provide them with transport. However,
had the projects been designed to also provide long term environmental sanitation and health education
support, this would have meant that EAs would have had to remain working within a group of
communities for a much longer period of time and the transport issue would have had to be handied
differently.

The extension systems used by the projects were on the whole effective in establishing
community management of the water points in the areas where the projects were active. The two main
approaches used to communicate with the communities and establish management both had their merits
and disadvantages. The approach of giving the EAs flexibility in the field, to modify and adapt to suit
community pace and needs helps make the service work. However using a "cookbook" approach also
has its merits. In both cases, however, it was the willingness of the communities to participate which
made it possible for the interaction to take place and the management system to be established.
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6. MAINTENANCE AND SPARE PARTS DISTRIBUTION SYSTEM

The key to effective management of a water supply system is sound maintenance and a
sustainable spare parts distribution system. Even if a community is willing to pay for its water supply
and manage it, nothing will be achieved unless there is a means of ensuring adequate maintenance and
spare parts distribution. All but one of the projects employed a tiered maintenance system comprising
combinations of community mechanics, area mechanics and project back-up with area mechanics being

relied upon for below ground repairs.

6.1 Community Mechanics

Each community selected its own community mechanics as part of the water committee. In
Table 5, the process of selecting community mechanics, their responsibilities and the training they
received are presented. Like other water committee members selection was based on various criteria. In
most cases their selection was based on the nominees having mechanical ability. Community mechanics
were not paid for their services but in some projects they were reimbursed for travel to purchase spares.

There were two community mechanics per pump. One project specified that these both had to
be men, and another encouraged selection of a woman as one of the mechanics. All received a small
number of tools (mainly wrenches and spanners), to help them carry out the repairs. These mechanics
were trained by the project in the repair of the above ground parts of their pumps. The training took
the form of a specific course of one or more days and on the job training. Additional duties inciuded
preventive maintenance, acquisition of spare parts from the project or a retail outlet and monitoring of
pump use. The community mechanics were only allowed to repair the above grounds parts of the pumps
installed. There was one exception to this where they were allowed to repair specific below ground
parts of the Volanta pump.

6.2 Area Mechanics

All but one of the projects had area mechanics (AMs) who were available to repair the pumps
when requested by the communities. Some of the AMs had their own jobs and therefore did not have
to depend on pump repair for their livelihood. The number of pumps served by the area mechanics
ranged from 5 to 40. Criteria for their selection included, mechanical ability, literacy, stability in
community, interest in job, and availability. Other details of their selection and responsibilities are
presented in Table 6. They were trained to install new pumps, and, if they were part of the project
team, to train community mechanics and occasionally to sell spare parts. Training courses ranged from
a period of five days to one month. Both theory on pump components and operation as well as
practical skills in installation and repair were taught.

The area mechanics were responsible for the repair of the pumps as requested by the
communities, and as already stated, this usually involved all below ground repairs. Some stocked and
sold spare parts and others were required to train the community mechanics. In all cases, they were
given tools. These tools were either paid for by the community in which the AM lived or were paid for
in part by the AMs over a period of time, Transport to and from the water point was the responsibility
of the AM. They carried out repairs in response to community request and were paid for their pump
repair services by the communities. In some cases the transport of the AMs was paid for as part of the
repair. Some of the AMs were reasonably autonomous from the projects and others were an integral

part of the project teams.
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6.3 Centralized Maintenance

Only one project had centralized maintenance support to the community mechanics. There were
no area mechanics. Central mechanics were assigned from the parent Ministry to the project area
provided project vehicles to repair pumps as requested by the community or extension agents. They
received a monthly salary for their services. Table 7 describes the roles of central mechanics in the

project.

6.4 Back-up Support

With four of the projects, there was either project back-up or ministry support to the AMs to
help with difficult repairs, use of tripods, distribution of spares and monitoring of pumps. Support to
the communities was therefore provided by a combination of AMs and the project/Government. With
the other two projects, this type of back-up had been or was being phased out, and as already stated
one project had central maintenance and no area mechanics to back up. The support provided to
communities served by this system, was therefore fully provided by the area mechanics. The need for
extensive back-up support depended also on the type of pump being provided to the communities, this
was largely because of the lifting tackle required by the India Mark II. Both the Vergnet and Volanta
were well suited to a combination of community and area mechanic service.

6.5 Pumps

The pumps used by the projects were the Volanta, the Vergnet, the India Mark II (including
local versions), and the UPM (see Table 8). The Vergnet and UPM were the only ones solely
manufactured overseas. For all these pumps with the exception of the Volanta, the community
mechanics were only allowed to repair above ground parts. This was mainly because
government/projects considered that below ground repairs would be beyond the capability of community
mechanics. For the Volanta the community mechanics were able to make below ground repairs also,
except for work on the rising main for which the area mechanic was the only one trained.

6.6 Spare Parts Supply

The distribution systems used by the different projects have been alluded to in the sections
above. Table 8 describes each one in greater detail. In three of the cases, the projects had control of"
the spare parts distribution and would procure the parts and sell them through the EAs or the area
mechanics. In the four other cases, local distributors sold the spare parts to the communities. In two
projects, agricultural outlets were involved in the distribution process. Those projects which had not yet
done so planned to get out of the loop of spare parts distribution as soon as they could find suitable
distributors. Sometimes communities bought and kept a small stock of the parts in order to reduce the
visits into town. The projects all tried to ensure that the spare parts were readily available otherwise
the maintenance system could not function. Occasionally when spare parts were not available locally,
enterprising distributors would get them directly from the manufacturers overseas. Prices for the spares
were controlled by the projects, manufacturers, distributors or the Government.

6.7 Comment

The ultimate aim of all the projects was to put in place a working maintenance system. Those
systems which had a combination of community maintenance and area mechanics with minimal or no
back-up from the project would stand a better chance for sustainability once the project was complete
than those which had a large dependence on the projects for management of their systems.
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Furthermore having AMs for whom this was not the sole source of income, was beneficial to the system.
Those with a centralized maintenance system would always depend on the project or government for
maintaining their system and at the end of the projects when there were no more external funds to
support the centralized system problems would arise. The most suitable maintenance systems were those
that were truly community managed: where there were choices for methods of fund-raising, accounting,
selecting those who would repair and maintain the pump, and ‘having spare parts available on the local

market.

Only one project encouraged women to be one of the community mechanics. This was
apparently not a consideration for the other projects, although it has been demonstrated in many
elsewhere in the world that because of the vested interest and the key roles played by women in
acquiring water it is advantageous to have them participate as community mechanics. The ease with
which this is done also depends on the type of pump, and the prevailing socio-cultural conditions.

In all cases the communities paid for their spare parts. In the four projects where the sale of
spare parts was established with local retailers, the system functioned independently as long as they
received the parts from the manufacturers or their representatives (together with approved price lists).
Price control was necessary since there was usually only one distributor. In a situation where parts are
readily available such control would not be necessary.

Problems arising with availability of spare parts in the remote, rural areas seemed linked to the
distribution system for the capital city to the retail outlet and not to the non-availability of parts from
the (international) manufacturer to the whole-sellers in the capital.

The use of independent distributors instead of the project as a distributor provides an autonomy
which is desirable since the distribution system must continue after the project is completed. It was
clear from the projects visited, that for a maintenance and spare parts distribution system to be
sustainable, it was necessary to ensure as much autonomy from the project as possible.
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7. HYGIENE EDUCATION

; Project staff see the need for communities to modify various habits in order to obtain the
maximum benefits from their water supply. Water supply projects therefore often attempt to provide
health messages but usually with limited success. Often, especially in areas of extreme water scarcity, all
that the beneficiaries want is water, and the quality is of secondary importance.

The objectives of many projects are often the provision of water supply in order to improve the
health of the population. It has been shown that provision of water supply contributes to improving the
general health condition of the beneficiaries, but that without other interventions such as primary health
care, improved hygiene practices and environmental sanitation, drainage etc. full health benefits cannot

be realized.

A minimum input to a water supply project is hygiene education which can help to assure that
the water is collected, stored, and used properly, and that the environment of the population is kept
clean. If water supply projects are to be fully effective then a sound hygiene education program is
essential. In order to have an effective hygiene education program, it is essential to have:

a) well defined and clear messages;
b) an effective strategy of delivering messages;
C) time for changes to be effected.

None of the seven projects visited had a specific health education component although some
had hygiene education inputs (see Table 9). The projects tended to address this issue basically through
the efforts of the extension agents who were inadequately trained to handle this subject or who were not
given enough time to devote to it. They were usually only trained to present basic messages on keeping
the water point area clean and ensuring that the soakaway for the waste water at the water point was
functioning properly. These messages were given to the women responsible for the pump surrounds.

Sometimes the EAs worked with the health departments in delivering hygiene education
messages to the communities and in promoting proper environmental sanitation and the use of latrines.
This could be taken a step further, where the health department staff could be trained to deliver water
hygiene and environmental sanitation messages as part of their daily duties. Then this could help
reduce the load on the EAs, but at the same time enhance the quality of the support being provided to
the communities.

Specific community members can also be trained to be focal points for information and
promotion of good hygiene practices. The "femmes responsibles” (women on the water committees)
would be ideal for this type of training. One of the projects visited had a very effective ORT training
program which was run by the community women themselves after they had received initial training
from their extension agents/health workers.

28



‘UIWOM O PIINQUISIP
jooqpuep] A

Vi waloug m

‘usWoM 13410
ojel}) GIny Ul ogm
uouwIoM Ujel) Sy W

-uSredwed [ YO &

“wafoid jo paroodxa
1 JEYM UO pUE SpPIdu
puE sja1[aq [euonIpe}

“JUaUI B3I} ‘5I5BISIP

J0 2ousjeannd
uo Koalns q)jedp ®

“youdisop ojydesd

*21min)
ur g aaciduwy oy

qijeay jo juswiredap

..... qim Pyuo) m

U3 Yi[eay
..... Aunwwod | B

NOLLVONJd aNZJOAH

(RS HINAN

ROAPY 20O

onoel TeH

Pas[1 STELRIE

slqusuodsoy | oqm

Jurureyy,

RLAEN 0 [euoneu &q umelp
oytoads oN m sa1nioid Jo xog m spoyiow JYVVIO M - e e —————
v waloig m ‘v 109forg m ‘vg wolorgm e L e ‘uawom d3ejjla 7 &
*dutujeial
pue Jururen
...... aY) Uy papnpoul m B Aep | m
‘udredwes
UOIIBUIJOEA B ‘uo13a1
*sawaYy) up sroylom yijeay quauodwoo
ayoads € uo syg jo Ainqisuodsax ‘uoleoNpa ‘uoneanps (gH) uoneonpa
&q poy sudiedweo ¢ m ‘UOISUIND JO UBI W BOISUXD JO Hed W 2u3i34y oN & 3uai34y oN m ouaj34y pouuejd oN m
(VavNvO) (vap (ANVTIHZIIMS) EONVHD (1a) (SaNY TIHHLIN)
odo, HD A e W OsE,] TurHny ose,] euDumg
HANLLIVA Vi ns rivi VAIA YOOV VONHLVA NNOHNONW



8. LATRINES

Only three of the projects had components for the provision of latrines. These were additions
to the water supply projects which were being developed. Of the three, one project provided community
latrines and the other two, family latrines. In all cases, masons were trained in latrine construction.
For the family latrines, part of the pit construction costs and all the superstructure costs including labor
were paid for by the beneficiaries. For the community latrines, the communities were only required to
provide labor (Table 10). Promotion of environmental health as part of the latrine component was
extensive in only one project. There was a reluctance of many potential beneficiaries to accept the
public latrines which they were being offered as they preferred family ones. The projects were limited in
the number of latrines to be constructed within the project areas. In one project, health agents were
paid by the project to promote and coordinate the latrine component. Once the project is completed,
this promotion will stop unless it becomes an integral part of the service they were to the community.

Construction of public and institutional latrines especially for health units, markets and schools,
would, if they were properly operated and maintained and managed, be a useful way of latrine
promotion. Use of approaches such as environmental health education in schools and with women'’s
groups would also enhance the awareness of the communities to the need for latrines and improved
sanitation practices. It is obvious that a clear and well defined marketing and promotion strategy needs
to be employed in order to get families and communities to construct and use latrines properly.
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9. TRAINING MATERIALS

As part of the study, an attempt was made to collect and identify the different types of training
materials which were used in these projects. The majority of the materials collected pertained to the
mobilization of the communities, and training of the water committee members. They described how to:
hold community meetings; keep accounts; repair the various pumps; conduction extension; monitor
progress; prepare contracts etc. In addition there was material on drilling of boreholes and manuals for
training the trainers of extension agents as well as information on latrine construction. Annex VI lists
the types of training material collected at the different project sites Annex VII provides a bibliography
of the training materials collected including a brief abstract for each item.

Training materials are essential tools for preparing all those involved in the project for their
respective roles. Guidelines on how to do things, and clearly defined messages to be presented to the
target audiences are invaluable to a project. A range of training materials were used by the projects.
The majority of materials were typed guidelines and instructions on how to carry out various activities.
Very few used audio-visuals as communication tools although there was agreement during discussions
held with extension agents and other project staff, that these tools would be very useful during
discussions with communities, to help explain what the project was offering.

Training materials should provide specific messages and recommend alternative methods of
service delivery. The messages should not be complicated and should be clearly presented. Suitable ones
should be developed for use with the different audiences, the young as well as the old (males and
females).
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EA

DNHE

GOT

IDA

MII

ORT

NGO

CDR

LIST OF ABBREVIATIONS

Area Mechanics

Extension Agents

Direction Nationale de I'Hygiene et Energie
Fonds European de Devloppment
Government of Togo

International Development Association
India Mark II

Oral Rehydration' Therapy

Non- Government Organization

Revolutionary Committee

ANNEX VIII



Swiss Center for Appropriate Technology

Centre Suisse pour la technologie appropriée

Schweizerische Kontaktstelle far Angepasste Technik

postal address: Tigerbergstr. 2, CH-9000 St.Gallen,Switzerland
phone: 071 30 25 85, telex: 881 226 skat ch, fax: 071 22 46 56

-------------------------------------------------------------------------------

Ref: ME St.Gallen, August 29, 1991
Handpump Meeting in Islamabad

Dear Madam or Sir,

Enclosed you find the report of the Proceedings of the Handpump Meeting held
recently in Islamabad, Pakistan.

The report covers the main part of the meeting from 24 - 27 June in Islamabad,
and also the optional field trip to Lahore and Karachi from 28 - 29 June. A
separate appendix to the report contains the papers which were presented to the
meeting by delegates. This appendix has not been circulated with the main report
but is available from SKAT on request.

One of the important outputs of the Meeting was agreement on changes to the
Afridev Specification to reflect field and manufacturing experience since the
original Specification was issued in October 1989. These changes are now being
incorporated, and the revised Afridev Specification is expected to be published by
SKAT in October 1991.

Yours sincerely,
SKAT - Swiss Center for
Appropriate Technology

P S

G53 40 Markus Eisenring
Swi

Encl.

Report of the Proceedings of the Handpump Meeting

Distribution: Participants and according to the separate list



