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Executive Summary

Community Management has long been recognised to be critical for vwatgr supply services
delivery which eventually sustain when appropriate levels of support from government and other
entities are provided.The direct and indirect support represenivhat the Rural Water Supply
Network has called th&lus' of community water management. In lieu with project objectives and
research protocols, the case study of Water and Sanitation Management Organisation (WASMO),
Gujarat has been taken up. Gujaratistate with varying rainfall, desert and drought conditions, it
was imperative to adopt a decentralised, commurotyned and demandiriven approach for the
sustainability of the water and sanitation systems. WASMO has given the communities a centre
stage for planning, implementing and managing their owsvillage water facilities.

Government of Gujarat Statbrought in a majorreform in community managed programme in
drinking water sectoby establisting Water and Sanitation Management Organizat{@®fAMO) as a
Special Purpose Vehicl8RY in the year 2002 to facilitate the community in development of water
supply facilities in rural areas of Gujar@his change in strategy entrusts the community with powers
to plan, design, own and manadkeir own waer supply systems. WASMO has strong faith in the
principle that a sense 8P h ¢ y S NA K A L3 td b¢ iRstilled\ainéh§ e community.

One of the key feature of WASMO is the establishmern®af y A  { PaNi Bamiti& &Xxtanding
committee of the Gren Panchayat The Pani Samiti and community in-@alination have may
responsibilities such as<ation and collection of water tariff including maintenance of tariff records
water delivery serviceddily, frequency, duration etcyegulating theuse ofdifferent local sources,
arranging operation of the systengarrying out minor repairs (either through a person in the village
or an external paid servicethlorination at village and household leyalater quality testing and
ensuring proper use of inferucture, cleanliness near sources

In Kutch, drinking water security is facilitated through decentralized local water sources. With the
help of WASMO, existing regional water supply systems have been strengthened and new water
distribution and storageystems have been developed. Following the research protocol the following
villages for chosen to carry out the researelBharasar, Shinay, Kannakpar and habitations
Jabruvandh Badhuvandh Each village is administered and managed by a Pani Samiti. Phese
Samitis were thoroughly assessed through a set of research tools. There are several direct and
indirect costs involved in implementation and later during ongoing operation and maintenance. The
various costs such as CapEx hardware and software, Opdixana and software, recurrent costs at

the enabling environment level and community service provider level have been captured. The
demand driven approach shows that, the community will always need support in form of finance,
technical nuisances, capachyilding. WASMO being ten years old now, has to chalk out a roadmap
to address the issues of service expansion or enhancement through the building cash reserves of the
individual Pani Samitis.
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Gujarat Kutch Summary Cost Table - calculated as the average cost per person, that is averaging across the 3 'successful' villages

Source of funds Use of funds - implementation Use of funds - annual recurrent
OpEXx OpEXx RECURREN
CapEx CapEX | - Apex TOTALIab(?ur g OPEX  OpBxbulk enarl)aling CapManE} EXPENDITUR
hardware software . power water

materials support TOTAL
Community/consumers INR 313 - INR 313| INR 64 - - - INR 11| INR 75
Local self-government - - - INR 15 INR 51 - - - INR 66
State government entity - - - INR 2 INR 54 - - - INR 56
State water supply agency | INR 1,406 INR 310|INR 1,716]INR 7 - - INR 16 - INR 23

National Government INR 1,406 - INR 1,406 - - - - - -

NGO national & international - - - - - - - - -

International donor - - - - - - - - -
TOTALS INR 3,125 INR 310|INR 3,435| INR 88 INR 105 - INR 16 INR 11| INR 220
Median of 20 case studies INR 3,231 INR 207
'Plus' %age 90% 1009 91% 27% 100% - 100% 0% 66%
Median of 20 case studies 95% 57%

The Financial Flow Diagram, below, has been developed advacacy and communication tool. It
aims to assist poliey’ - { SNBE FyR LINBINI YYS RS@PSt2LISNBR G2 ©OArad
necessary for sustainable communityanaged rural water supply services.

Financial Flows - Rural Water Supply
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The twenty case studies are avalalalso in four page summaries, both in Indian Rupees and in US
Dollar (PPP) versions, accessible from the project website. A Policy Brief and a Research Brief There is
also a synthesis report available, published by Earthscan, London.
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1 Introduction
1.1 Background to the topic and the Community Water Plus project

Community Management has long been recognised to be critical for rural water supply services
delivery. Indeed, community management has contributed significantly to improvements in rural
water supples. However those supplies are only sustainable when communities receive appropriate
levels of support from government and other entities in their service delivery tasks. Communities
may need easy access to addwn maintenance staff from government engs, they may need
support from civil society organisations to renew their management structures and they may need to
professionalize that is, outsourcing of certain tasks to specialised individuals or enterprises. This is
gKIG Aa NBTSNNERe ngcssarydaddiis K sustainfcatmménity water supply.
Without such support, community management rarely performs well at scale and is then not an
appropriate management model to achieve sustainable services.

In spite of the existence of success sterie community management, mechanisms for suppport and
professionalization have not yet been scalgul in policies and strategieSuccess stories then
remain pockets of achievementhe necessary support comes at a price, and sometimes a significant
one. Support costs governments and donors additional resources in the short term, but it is likely to
deliver better and more sustainable services in the long term. Alsi&hence betweercommunity
engagement and support from outsiders differs according totdis, such as the technology
employedor settlement size. It is often not clear what the right mix will need to be in promoting and
scaling up successful models.

This research will investigate functioning, successful, '‘community managed' rural watnesh
across India (a necessarily large sample size to find the level of success and involvement we seek to
consider across the range of technologies) in order to determine the extent of direct and indirect
support required to sustain services with a vakdel of community engagement. The direct and
indirect support represents what the Rural Water Supply Network has callegltrgof community

water management.

The resulting analysis will categorize the different levels of ongoing support '[fthe"), as

determined by the fieldwork research, required for different technical solutions, at a level of
competence and bureaucratic involvement that is indicative of normal conditions across many low
income countries. We expect that this will lead to an untimding of the qualities ofcommunity

partneringd KI & 6Aff 0SS NBIdANBR (2 aOlFtS dzZ) aAdzaldl Ayl o
as "the delivery of cereated and cemanaged initiatives with an emphasis on building local self

reliance andsustainability. It aims to help create a common language and approach to partnering as

well as encourage a focus on good partnering behaviour"

1.2 Overall objectives of the research and research questions

This research will investigate functioning commumitgnaged rural water schemes across India in
order to determine the extent of direct and indirect support required to sustain services with a valid
level of community engagemerithis research will investigate functioning commusmitgnaged rural

1 The Panering Initiative (www.thepartneringinitiative.org)
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water schenes across India in order to determine the extent of direct and indirect support required
to sustain services with a valid level of community engagement.

The resulting analysis will categorize the different levels of ongoing support required for different
technical solutions, at a level of competence and bureaucratic involvement that is indicative of
normal conditions across many lancome countries. There is a great advantage in researching in
India where the range of States, and their varying seciononic conditions, gives a good sample of
technologies and approaches which are of relevance to lem@me countries, both now and in the
future as they also reap the benefits in their infrastructure development of economic growth.

The expected outcome of ¢ghproject is to have a better understanding among senior civil servants,
policymakers and international finance institutions, both in India and globatiythe likely resource

AYLX AOFGA2ya 2F RSEAGSNAYy3I (KS WLIAQzAIQY R Fi KHzOO0S55
trajectories for institutional development to achieve that.

In order to achieve that outcome, the project focuses on the following main research question:

What type, extent and style of supporting organisations are required to ensuretaimable
community managed water service delivery relative to varying technical modes of supply?

This is further broken down in the following specific questions:

I What are the current modalities of successful community management and how do they
differ intheir degrees of effectiveness?

1 What supporting organisations are in place to ensure sustainable water service delivery
relative to alternative modes of supply?

1 What are the indicative costs of effective support organisations?

1 Can particular trajectoriesf@rofessionalising and strengthening the support to rural water
be identified?

1.3 Structure of the report

While Clapter 1 introduces the project amakes us through the concepts and methodology opted

for writing this report. The structure of the report folls the Community WatePlusthree-tiered
conceptual model for rural water supply. TBecondsection is focused on the Enabling Support
Environment (ESE) level which is the organisation that provides support to Community Service
Providers (CSP Followingthis, thethird section focuses oRani Samitin each of four villages which

is a substanding committee of Gram Panchayat which manages and operates the water supply
systems in the villag&.hefourth chapterfocuses orthe financial data that is requed to compute a

figure for sustainable community management of rural water systems.

1.4 Concepts and Methodology

Community WatePs (community management of rural water supply systems) is a research project
that aims to gain insights into the type amelel of support and professionalisation that is needed,
YR (GKS NB&2dz2NDS AdiNtedng obrhoney, Btfeing, Antl otliekfdciys Bridf tdza Q
achieve sustainable community management. To achieve this, the resisaegtigaestwenty case

A0 dzRASA 2 TFas iwtalizeidGed)cdminurymanaged rural water schemes across India

6
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where the range of States, and their varying sagonomicas well as hydrologicabnditions, gives a

good sample of technologies and approaches which afrerelevance tomany lower-income
countries.Ultimately, the hypothesis underpinning the research is that some level of external support

is needed to deliver ogoing high quality water services through a community management model.

Key to this support isvhat this research labels th&# Sy I 6 f A y 3 & dzLI(ESEjEiat {8 PA NB y Y
both Wervice authority and monitorir@@functions, such as planning, coordination, regulation,
monitoring and oversight, andirect supporfXunctions, such as technical asaisce and financial
contributions(Lockwood and Smits, 2011)

The researcHocuses on thdevel of water servicepeople receiveso as to validate the degree of

success found under the different programmes. The way in which the community are involved in

def AGSNAY3I (GKAA &aSNBAOS Aa 02y admmSaRicapidBzd K ¢ K
(CSP), which is the entity that takes on thesponsibility for everyday operation anchinor
maintenance of the water supply service. It is recognised thaéfiective CSP should reflect both the

local community and the complexity of the water system, leading to divergent models of
management and participation. However, firstly we investigate the form, function and resource
implications of the ESE, along wieim analysis of the strengths and weaknesses of this particular
model. The study finishes with a detailed consideration of the total cost of providing water services,

with a focus on the costs incurred by the ESt#hether directly or indirectly.

Figure 11 provides an overview of the different elements, whilst a detailed research methodology
and explanation of the underlying has previously been published as part of the Community¥Water
LINE 2SYRSNEG I yRAY I GKS NB &2 dzNIdnunkyYmaliage@entiof angla 2 F
water supply systems in India: concepts and research methodol&yyits, S., Franceys, R., Mekala,

S. and Hutchings P., 2015. Community Water Plus working paper. Cranfield University and IRC: The
Netherlands please seéttp:/ /www.ircwash.org/projects/indiacommunitywater-plus-project

1. BEnabling support 2. Resources dedicaed
environment to support
-Model
- Performance
- Instit utional peﬁormanoe Qitical Level of Analysis
- Degree of partnering

3. Gmmunity service provider
- Service delivery model
Performance
Degree of community

engagement

Validation level of analysis

\

4. Household service levelsand
infrastructure status

5. Gntextual factors: technology, enabling environment,
settlement type, poverty stuation, water resources

snid uswalbeuew Aunwiw oo jo uswdoAsp Jo Alopafel] 9

Figure 11 Relationship between the research elements
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In the case of WASMO in Kutch, the assessment therefore consisted of:

- A qualitative assessment of the funatiog of WASMO in general, through interviews and
focus group discussions

- Obtaining data on costs and finances, through working sessions with WASMO financial staff

- Validating the performance of pani samities and services levels in three validation and one
control village

For further details on the methodology, these have been described in Smits et al. (2015).

The above said data was collected durBeptemberl1-27, 2014. A total of 8 structured interviews

and 2 Focus Group Discussions were conducted aEBIe Level. One FGD with CSP of each village
was conducted and documented. One FGD with the community for each village was also conducted
and documented.

Tablel.1 Data Sources

Unit of Analysis Data Sources
Enabling Suppor| 8 Key Informant Interviews
Enviromment

2 Focus Group Discussions
Secondary Information
Service Provider 12 Key Informant Interviews (3 in each village)
- Chair, Pani Samiti, Talati (Record Keeper), Valve Man
1 Focus Group Discussion in each village (with Baniiti/Gram
Panchayat)
Secondary Information
Households 30 Household Surveys (in each Village)
1 Focus Group Discussion (in each Village)
Fromdiscussions with DWSU staff, the village selectiasdone. The first being Bharasar (Bhuj
taluk), for its24*7 water supply to the entire village. Second and third being Shinay (Gandhidham
Taluk) and Kanakpar (Abdasa taluk) respectiastiiey won awards from the State Government of
Guijarat for "Best performingani Samitiin the year 2012. Lastly, the coatwillage was zeroed
upon habitations Jabruvandh Badhuvandftese habitations were chosen because dffieir
deserted location in the senarid region of Kutch.
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2 Enabling Support Environment

This sectiorthapter detailgthe working model of WASMID Gyarat.
2.1 Organisational set -up of WASMO

2.1.1 Background and origins

The community participation approach needed an altogether different kind of governance which
would provide an enabling environment for engaging the users in planning, the development of
infrastructure andowning up of Operation and Maintenance of service delivery. The traditional
approach was not able tengage the citizens in the programmghe feeling of trust needed for
community engagement could ndie developed and the partnerships with NG@sre not working

due to rigid engineering bureaucratitominance.Due to the above scenario, it was decided at the
level of the Government of Gujarat to innovagéenew form of governance that would provide an
enabling environment to the community in whisbcial process woullde of paramount importance.

The policymaking and implementation at grassroots level would be interacawe strive for
engaged governance. People would be involved at every level of planning and implemeraaton,

in decisionmakirg, ard be given full control overrfances. In line with the principle stibsidiarity

that anything that can be done at a lower level should be done at thatiefugictions, fundsand
functionaries had to be devolved to the lowest level of governance.Jatf A O& f S@St > G KSa
have sufficed but proactive facilitation was envisaged as a conceptual innovation for the
decentralised communitynanaged water supplyprogramme. It was also decided to develop
horizontal networks with nofgovernmental organistions, funding agencies and other sector
players?

This majoreform in community managed programmetime drinking water sectowas establisted

as Water and Sanitation Management Organizati@dASMOJwhich isa Special Purpose Vehicle
(SPYin the yar 2002 to facilitate the community in development of water supply facilities in rural
areas of Gujarat. WASMO is registered as a Society under the Societies Registration Act, 1860 and
also as a Public Charitable Trust. Formed in 2002, WASMO is a iagildeganisation working
towards drinking water security and habitat improvement by empowering communities to manage
their local water sources and village drinking water supply system and services. WASMO embodies
Gujarat'sinstitutional commitment to empowring rural communities at the grassroots level for
developing their own water supply systems.

In Gujarat, the body which is primarily responsible for Water Supply in state is Gujarat Water Supply

and Sewerage Board (GWSSB) which was created in 1979%adzin2 y 2 Y2 dza 02 Re® LGQ&
sustainable water supply and sanitation services in rural areas of Gujarat. It idettiiesource

villageg and develops water resources, implements regional water supply schemes and responds to
water supply needs inrmes of drought. It guarantees water quality, promotes sanitation, oversees
filtration, treatment, chlorination and supply of water in villages and towns.

In Gujarat, a state with varying rainfall, desert and drought conditions, it was imperative to adopt
decentralised, communitpwned and demandiriven approach for the sustainability of the water

2 James, A.J., 201mdia: Lessons for Rural Water Supply; Assessing progress towards sustainable serviceTdelivery.
Hague: IRC International Water and Sanitation Centre and Delhi: iMaCS.

9
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and sanitation systems. WASMO has given the communities a esage for planning,
implementing and managing their own-uillage water facilities. The stegy and approach of
WASMO has been in consonance with the reform principles adopted in the rural drinking water and
sanitation sector, where the role of the government is that of a facilitator rather than a provider.
Kutch District has been selected forgistudy.

Government of Ministry of Drinking Water
India (Gol) & Sanitation (MDWS)

Government of
Gujarat (GoG)

[ GWSSB (Gujarat Water }[ GWIL (Gujarat Water ]

Supply & Sewerage Board) Infrastructure limited)

Water and Sanitation Management Organization
(WASMO)

District Water Sanitation District Water Sanitation
Committee (DWSC) Unit (DWSU)

933 Villages in Total 932 out of 970 Schemes
completed

1328 Households 6800 population
supported by WASMO served

10
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Figure2.1 Network mapping of WASMO

2.2 Supporting organisations

G¢CKS 62N] 2F 21 GSN) {dzllLd & wAYy Ddz2F NI G A& 06SAYy-:=
Department. The work of laying [the] main pipeline for transmission of {digtrict Namada Canal

Water in bulk, and its operation and maintenance, is being carried out by Gujarat Water
Infrastructure Limited. The work of the distribution to feed potable water to underground sumps of

villages getting raw water from the bulk pipeline is ddnethe Gujarat Water Supply and Sewerage

Board. Water from the group scheme and that of local sources is stored in the underground sump of
village. Water supply facility at standposts and household connections through laying of distribution
pipeline is icluded under in specific village water supply schemes. This activity is done by WASMO

08 F2NXNIGA2Y 2F tFyA { I YA (GWSBARNS AdmiKistratl@gRepdtt SU a LI
201314, 2014)

abz {{. Aa F adl Gdzi2NE 02 Re foraD8velopomnt, RegulatiorKehd { G I { S
Control of the Drinking water sector in the State. The jurisdiction of the GWSSB (Board) extends to

the whole state. The Board largely works for putting in place rural water supply system as well as
operational managementfdRural Regional water supply schemes covering cluster of villages. In this

area the main function of the Board is to prepare, execute, promote and finance the schemes for
supply of water for drinking purposes. The Rural water supply systems includdalimtabf hand

pumps, mini water supply system, etc. in small habitations and piped water supply system for
individual villages including large water supply system covering several villages.

DUTIES AND FUNCTIONS OF THE GWSSB

The duties and functions of theoard as identified by the GWSSB Act No.18 of 1979 are identified as
under:

To prepare, execute, promote and finance the schemes for supply of water and for sewerage and
sewage disposal.

To review and advise on the tariff, taxes fees, and charges of wapmaly and sewerage systems, in
the areas comprised within the sphere of operation of the water supply and sewerage services of the
Board and in the areas of the local bodies which have entered into an agreement with the Board.

To review annually the teciical financial, economic and other aspects of water supply and sewerage
system of every scheme of the Board or the local bodies which have entered into an agreement with
the Board.

To carry out applied research for efficient discharge of the duties andtins of the Boargl
(www.gwssb.qgujarat.gov.in/profije

In this case study we focus upon the work of WASMO who works directly with communities. An
estimation of the level of support delivered by GVBESd GWIL is included in section four.

11
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2.2.1 Community enabling support organisation

WASMO, the Water and Sanitation Management Organization, formed in 2002 is a facilitating
organization working towards drinking water security and habitat improvement by emipogve
communities to manage their local water sources and village drinking water supply system and
services.

21 {ahQa zAAAZ2Y

To enable communities to have adequate, safe and sustainable drinking water supply and improved
habitat by ensuring empowerment arattive community management of natural resources, leading
to an improvement in their living standards.

Mission

1 Empowering communities to plan, manage, maintain and own their water supply and
sanitation facilities

1 Ensuring participation of communities ammen in managing their own water supply and
services

9 Attaining drinking water security through a combination of local and bulk water supply
systems and village level infrastructure

1 Encouraging communities to adopt best practices on local water resauargagement,
including rainwater harvesting

1 Bridging the existing knowledge gap amongst communities on water resource management,
water conservation, safe drinking water, hygiene and sanitation issues

1 Creating a manpower pool and strong knowledge bagkdrwater and sanitation sector

Strategies

1 Creating institutions at the village level and strengthening them through continuous capacity
building

1 Focus on IEC and software activities before taking up development of infrastructure for
water supply

1 Putting entire programme in public domain for seeking strong citizens' engagement

91 Social process based demand driven programme implementation for achieving stakeholder
engagement, gaining public confidence, strong community leadership, accountability and
efficient service delivery

9 Building strong partnerships based on transparency and trust with community, community
institutions and NGOs.

This change in strateg@ntrusts the community with powers tplan, design, own and managleeir
own water supply systems&s opposed to the previous programme design where the whole
responsibility lies in the hands of GWSS8BASMO has strong faith in the principle that a sense of
Wh gy SNA KA L td bg RstilledNdmén§ e community.

2.2.2 Organisational structure

12
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Governing Body
Chairman — Principal Secretary (Water Supply),
Members — Secretary Concerned Departments,
Joint Secretary (Water) Gol, MS GWSSB, CEO WASMO etc)

Executive Committee
Chairman — Principal Secretary (Water Supply),
(Members — MS GWSSB, CE M&P GWSSB, CEO WASMO etc)

[ Chief Executive Officer (CEQ) }

Chief Engineer [ Chief General Manger ( F&A) ] [ Project Director ]

4[ MIS Unit ] Finance and Board & Funding
Accounts Unit Unit
4[ Water Quality Unit }
4[ IEC Unit }
4[ Project Mgmt.Unit (PMU) }
4[ Training Unit ]
Social Mobilization
Cell (PMU)
[ M & E Cell } [ Technical Cell } [ WRM Cell }
Mgmt. Support Unit
(Admin & HR)
o S

Figure2.2 Organogram of WASMO

There are a total of 452 people working in WASHlibth at Head Office and Districts. Out of these,
163 are Social Mobilizers and 136 are the technical lot. The admin and finance section is resourced
with 49 people. 100 people supp the teams in daily activities at office and field level.

21 {ahQa KSIR 2FFAOS Aa aAldda 6SR Ay DIFIYRKAYIlI 3l NE
is called as a District Water & Sanitation Unit (DWSU). Th programme implementation isipalgn

the DWSU for the respective district. DWSU works with a District Water & Sanitation Committee
(DWSC). DWSC is chaired by District Collector. The other members of this committee are Vice
Chairperson, District Development Offficer, Member Secretaxgcutive Engineer (GWSSB), District

Health Officer, District Education Officer, Project Officer (DRDA), District Social Welfare Officer,
District 1&B Officer, Unit Manager,DWSU and Technical Officer, DWSU. . The Village Action Plans

13
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(VAPSs) prepared duri@RAs are presented and discussed in these meetings. The Collector approves
the schemes.

District Water & Sanitation Committee

Chairperson,
District Collector

Vice-Chairperson,
District Development Officer

Member Secretary,
Executive Engineer (GWSSB)

Members,
District Health Officer
District Education Officer

Project Officer (DRDA)

District Social Welfare Officer
District I&B Officer
Unit Manager, DWSU (WASMOQ)
\\Manager, (Tech.), DWSU, (WASMO)/

Figure2.3 Organogram of DWS

2.2.3 Project Cycle

WASMO projects are implemented in two cycles, followed by continued-ipgdementation
support. The first cycle lastsom three to six months and involves community mobilizatibnthis
phase, WASMO introduces the programme design to the communttpduction of the programme

in a village is done through workshop/ village meetingis in these meetings that, theommunity is
introducedamong the about norms of the programme including community participation and partial
sharing of cost by the usefsormally 10% cost of the scheme; Government contributes the rest
9099. All the decentralised communitymanaged programms require a ten per cent community
contribution towards the capital costgnd it is in fact a preondition to any financial assistance
made by WASMO. This contribution ensures that the communities not only own the structures, but
also participate in theroject from the very beginning. Village leaders with team of WASMO and
NGOstep in to motivate the community to accept the communibanaged approach and appreciate
the need to contribute towards the capitabsts either in cash or kind.

One of the keyeatures of WASMO is the establishmentfl y A { Thércorindudit@s in Gujarat

are served by a Formal Water Commite&’t YA {F YAGAQ O06KAOK YSlIya 21
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the substanding committee under Gram Panchayat. After the introduction ef soheme in the

Gram Sabha, a Pani Samiti is democratically elected in a village meeting which is followed by a formal
oath-taking ceremony.lt is empowered through a Government Resolution (GR), issued by the
Panchayats Department in the year 2002. Forovatf Pani Samiti is done in Gram Sabha. The Samiti

is normally headed by Sarpanch of Gram Panchayat or by Panchayat member of respective village (in
case of Group Gram Panchayat). In case of unwillingness of Sarpanch to head Pani Samiti Deputy
Sarpanch oiGram Panchayat member can be elected as Chairperson of Pani Samiti. Talati acts as
Secretary of Pani Samiti. It consists of1Omembers Pani Samitis also provide an opportunity for
women and STs/SCs to participate in the decismaking process. Pana®iti is formed during Cycle

I; by the end of Cycle Il, Pani Samiti is expected to take over the responsibility of Operation and
Maintenance of the water supply scheme.

The Pani Samiti opens and maintains a separate bank account in nationalised bamdoflow.

The Samiti is responsible to plan, design and implementllage water supply schemes. It is also
responsible for O&M of the village and fix and arrange collection of water tariff for sustenance of
system and services. WASMO lays emphasiistuss in Gram Sabha and form Pani Samiti, which
has representation of all sections of society to deliver its roles and responsibilities in letters and
spirit.

The role of women in the management of water in a villagiedentified asa crucial factor.
Women have been provided a platform to voice their issues by making it mandatory to ha
least one third women mabers in the Pani Samiti.

A Village Action Plan is developed and is approved by the Gram Panchayat. After the mepHrati
the Village Action Plan, the community contribution (10%) is determined and collected.

The second stage lasting twelve months involves physical execution and completion of the project.
The Village Action Plan is implemented and a continuous tectsupglort is provided by the District
Water and sanitation Unit (DWSU). WASMO also ensures the quality of construction by regular
monitoring. Levy of water tariff is fixed in this phase. After the construction, the assets are handed
over to the Pani Samiéind from here on the O&M is taken care of the Pani Samiti.

Third cycle is also of 12 months for provglipostimplementation support. This phase is more of a
handholding support in terms of components such as training and capacity building of the members
of Pani Samiti. The Pani Samitis are taken on exposure visits to the best performing villages.
Continuous monitoring and auditing support is also lent by WASMO in this phase.
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1.Hand holding approach
for effective 0&M and
sustainability of system and
services

Third Cycle

2. No withdrawal from the
village “Wait, Watch and
Support for Sustainability
Strategy”

3.0ngoing training -
technical and financial

> 4.Robust system building

5. Co-ordination with block
and district centres

6. Interaction with other
performing Pani Samitis

Figure2.4: Description of Project Cycles in a Scheme

2.3 Enabling Environment Des cription

WASMO believes that community participation and capacity building need strong social process at
village level. Hence, social processes to involve people in water management are taken up
AyiSyargSteo LG Aa (GKS &a2ndAadziSNENR OlSIANI AGGA LI 6\ NeRyy
implement works. The community is empowered riraintain the assets for service continuity in

times ahead.

The ESE has a clearly articulated vision, mission and/or objectives for its support function, which is
also sipported by a policy mandate

Professionals of WASMO and Implementation Support Agency (ISA) are tuned to a sys
trainings and regular guidance by senior officers to follow in practice:

G/ 2YYdzyAded A& LXLFYYSNI YR AYLI SWSy SN <y R

While precautions are taken by the engineers of WASIGee that the structural design of the

important structures is safe and sturdy, the ongoing monitoring and supervision of the works in order

to ensure quality, is the reg®nsibility of the Pani Samitis. Holding sensitisation workshops, providing
documented material in the form of manuals and lists of approved vendors are some of the means to

help Pani Samitis ensure the quality of works that are taken up in the villagstr@ction training is

a part of the capacity building initiatives and helps the community to understand the basics of
construction activities and in some cases it has empowered them to prevbatasward work in the

village.Also, there arestructured mehanisms for tracking information on performance of thani

Samitis¢ KSANJ LISNF2NXIFyOS A& S@lFftdad G§SR 68 (KS Waz2yAil:
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Access to Safe Water is the main objective of WASBM@e of steptaken up by WASM® achieve
the aim n this connectiorare:

IEC activities by adopting all measures including print, audizal mass media etc
Capacity building of alhe members of Pani Panchayats

Provision and monitoring of field test kits

Water quality testing and remedial measuredaigng improvement

Identification/ registration of safe drinking water sources in all habitations
Data compilation, updation and sharing with all concerned

=A =4 =4 4 A

Operation & Maintenance and Sustainably of Services and System

Water supplysystems created under ¢éhproject are significant only if they continue to deliver the
benefits over a considerable period of time. The community therefore hadeatogplay in aspects
such as:

Fixation and collection of water tariff including maintenance of tariff records

Water delivery services in the villages

Regulating the use of different local sources and reserving drinking water if required
Arranging operation of the system

Carrying out minor repairs (either through a person in the village or an external paid service)
Chlorination at village and household level

Water quality testing and mapping of different sources, potable andpamable.

91 Ensuring proper use of infrastructure, cleanliness near sources

=A =4 =4 4 4 -4 =1

Table2.1 Understanding the support received by Pani Samitis fr&8E

Type of activity | Modality of | Explanation

support
Monitoring and Both  (On A separate cell in WASM@ Wa2y A (2N
control (auditing) | request and 9@l fdzZ GA2YyQ KSfLA Ay |
supply Pani Samitis and status of servasivery.
based) i Pani Samitis are also trained to monitor their o
workThe first audits of Pani Samitis are done
WASMO.
Water quality Both (On 1 WASMO provides Water Quality Testing Kaits
testing request and supply basis to Pani Samitis
supply 1 Therecords of these results are available in the off
based) of Pani Panchayat.

T WASMO also does testing independently twice a y
Water resources | Both (On 1 Activities such as development of infrastructure

management request and water storage o distribution in villages, constructio
supply of sanitation and washing facilities, rain wat
based) harvesting structures, school drinking water sup

infrastructure,  soak  pits, water  resourc
management structures, etc are taken up.
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Technical
assistance

Both (On
request and
supply
based)

Engineers provide understanding & devel
sustainable scheme on the basis of populati
available water and future requirements consideri
the norms prescribed by the Govt.

Due weightage is given for the revival and use
traditional water sources.

Local knowhow and community water wisdom
used.

Survey and designing of the scheme are done \
technical support by WASMO.
VAP contains details of work structures planned w
their estimates.

Conflict
Management

On reques

Regular training, discussion and regular guidance
competent professionals of WASMO help them
achieve the capacity to implement scheme works
effective manner.

In case of emergency situations, such as conflicts
improved communication chanretome into aid.

Support in
identifying
investments
needs

Both (On
request and
supply
based)

Participatory Rural Appraisal (PRA) which inclu
social mapping, resource mapping, transect wa
interviews, etc are taken up in the village including
hamlets.

21 {ahQa G22fa I|yR YSi
systematic manner & aim at having the comple
demography and topography of the village.

Water sources and existing water supply assets
service delivery are assessed. It also consi
sustainability é water sources including their glme
efficiency/ drying up in summer. These activities h
in identifying the investment needs.

(Re)training of
service provider

Supply
based

Every effort is put to stimulate the necessary sk
into the community andrainings are also imparte
to villagers addressing a wide array of issues f
project planning to post implementation operation
maintenance.

Information and
communication
activities

Supply
based

WASMO gives high emphasis to IEC activities
generaton of public awareness and a feeling
responsibility towards water related issues. The
G{2FGoI NBE ! OGAQBAGASAE
Gram Sabha, publications, folk media, electrg
media, rallies, campaigns and workshops.
These activities & undertaken to generate
awareness, share knowledge and create an enak
environment and promote a behavioural change.

Fund mobilization

Both (On
request and
supply
based)

the fund is directly transferred to the Pani Sami
thus bringing in a bottm-up approach.

The Pani Samitis are expected to manage the fu
and maintain all sorts of records, cash books, b
accounts, receipt books, etc.
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I The accountability and effectiveness of the P
Samiti can be influenced and monitored by t
presence of a effervescent Gram Sabha.

2.4 WASMO Performance Indicators

This section provides an assessment of the degree of professionalization, institutional performance,
and client satisfaction dWASMO

Table2.2 Understanding theESE performance indicators

Indicator Score Explanation

Formality of the mandate The ESE has a clearly articulated vision, missior|

100 o ; : .
for support and/or objectives for its support function, which i
also supported by a policy mandate

The ESE has tools and methodsdibof the areas
of support it provides and applies those in a
systematic manner

Working methods 100

The ESE has one or more tools to track the
Information management | 75 performance of the service providers it supports
and uses that to plan its work, but not monitor its
own impact

Communication between L

. t authori 100 The ESE has a number of communication chann
service s'uppor gu ority that are well used for contact with the service
and service providers providers it supports.

The ESE monitors client satigfan, and more than
70% of the service providers attended last year,
indicate satisfaction with the support received

Client satisfaction 75

The organisation has a strong and formal mandate with a clearly articulated vision, which is also
supported by a Governmenif Gujarat. W { ah Kl a +tfa2 o06SSy Ig4FNRSR GKS
of Excellence in service delivery.

The atmosphere of WASMO is young and energetic and builds on strong sense of commitment. There
is a prevalence of healthlgrganisational culturevhich was clearly capted in the team work among
various cells in the officelnterviews with theCEO, WASM@nd othersenior officersexhibited that

he was able to provide a clear sense of mission that was shamddrespectedby other team
members.

21 { ahQa isasCardbidtedl to the working model and use giofessional toolsvhich are

used throughout the project cycl&he base of the organization $et on good organization values
and is set as a good example for success in past and continues to do so even riest@. pfrhe
service from staff working at the field level is praiseworthy. The ease at which the staff interacts
with the members of Pani Samiti demonstrates the high level of trust the community has towards
WASMO. Though the communication systems ardlyressrong and well developed, there is still a
chance of improvement in the area of addressing grievaniksti-channel feedback mechanisms
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could be developed, including the opportunity fihe communitiesto provide feedback directly to
head office viagestablished mechanisms, such as a central phone number or website.

2.5 Institutional assessment of WASMO

l'y laaSaavySyid e¢la Fftaz2z YIRS 2F 2! {ahQa AyaidAaduldz
figure 3.4) on a scale from 1 to 4

Organisational autonomy

Interactions with Key

External Institutiong 3 Leadership

Management and

Organizational Culturg Administration

Developing ano

Maintaining Staff Community Orientation

Technical Capability

Figure2.5Institutional Assessment

A short explanation for each of the score is given (whereas the detailed scores per question can be
found in annexure.

Organizational AutonomyWASMO has definedrganisational policies and goaBvery year the

team sets internal goals and wartowards achieving thenT.he team securesufficient funds from

appropriate sourceto meetorganisational goalsThe action plans that are prepared aim at meeting

the expectedongterm demands on the institutiod 9 FSNE LISNE 2y QanWsMS A a Of
After recruitment, each individual is trained by a senior. The Human Resource Cell looks after
assuring that each official is aware of his/her roles and responsibilities. However, the employees fear

job insecurity as most of them are recruited contractual basis.

Leadership:There is aramicableatmosphere in the organization and the officials work in harmony.
This can be attributed to an able leadership thatolves people with the mission so they gesense

of ownership. There is an evidenoéa disciplined leadership in a philosophical environment which
enriches the rate at which the officials are able to render their services. The teams are dynamic and
are service oriented. Their performance is evaluated on regular basis which pavesfer waseer
growth and improvement. During various interviews, it is also observed that the people demonstrate
personal integrity.
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Management and Administration: Top management isresponsible for framing polies,
development of plans andbjectives of tle organization. The teafieaders/managers directly
support the top leveland are aware of their roles and responsibilitieBhey communicate the
objectives to the rest of the team and the work is designed in a systematic manner with each and
SOSNE Liksang gpensibilities clearly defined. People work in a team to get a task done
and each one of them is accountable to complete a given task on scheduled time. All the systems
that were developed to tract the administrative work have been in syni thi¢ work done and used

are used on regular basis. There is a separate section which manages all the finance related work.
Documentation of various accounts and budget is done stringently. At the district level, each office is
provided with a Finance Odfer. The accounting and budgeting from the DWSU are all summarized at
the head office. Both at the head office and at various DWSUs, personnel are recruited on need basis.
9PSNE2YySQa NRfS Aa Of SI NI & RSTAYSR rcesyliforntailon LINBE & Sy
is managed systematically and communicated to various channels with the team as well as with
external people.

CommunityOrientation:2 ! { ah Q& O2NB O02YLISGiSyde Aa SaidlofAaks
with the community. Various tooland methods are employed to interact and have a {sided

AYGSNY OGA2y 6AGK GKS O2YYdzyAiliraSaod WeKS Ayg2f @S
interface between both the parties. Both the social mobilizers as well as technical experts work
towards progressive success. Emphasis is laid in consideration of equity and involvement of people
from all the communities. All corners of the village and all the communities including the most
marginalized are considered while planning for the project. Comtiesnare always provided with

proper channels of communication to have conversation of iamgortant matters The DWSUs also

respond tocomplaints, emergencies, and suggestions which community menobene Pani Samitis

make. Usually, the DWSUs aim at amding any complaints/emergencies within 24 hours.
Communities are trained in all the three stages of project cycle. By doing so, the communities are
empowered to manage their own services aeduirements

Technical CapabilityThe officials of WASMO pesss the technical capabilities to efficiently plan and
implement the projects in a stipulated time. The teams are trained for takimgnd technical
decisionsand also rendeeffective management by conducting technical studies and planning as
requestedand when requested by the communities. In the process, the teams also ensure of the
quality in each and every assignment that is taken up. Various PRA exercises that are conducted
during Cycle One (pfienplementation stage) help the social mobilizers andhig@cal experts to
design the project schemes that aseitable for the specific needs of thélage. All the officials are
trained and their skills are groomed to a good extend whenever required. The organization has
access to all the technical expertiged also sukzontracts consultancy services for important subject
areas such as ground water geology, etc. One area of improvement for better provision of services is
to strengthenpractical research and experiments to improve existing uses of technétodgcal
conditions and needs
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Photograph: Field Exposure to the newly recruited technical and social mobilizers.

Developing and Maintaining StaffCompetency development ithe crucial driving force fothe
success of WASMO and increasimg its employee effectivenessThe research indicates that
employees most often make use of training initiatives and, in particular, tfielthtraining methods

and tools to develop their competencies. There is an existence of clear process for detgrakitiin
needs and the training programmes are designed on Hmesis. Hence, training still forms an
important part of competency development. With regard to the role of the organisation in
competency development, employees indicate that their organisaigoports them in their learning
activities. However, incentives to sustain stadieds have to be strengthened. Lack of job security (as
the jobs are contractual) enables the employees to perform better. But, this is also one of the
drawbacks in retaininthe trained and experienced staff.

Organizational CultureThe work culture among the teams is one of the assets that boost the
performance of the organization. It contributes immensely to the productivity of the employees.
There is clear cut existence afteam spirit among the teams. Employees hawemase of ownership

and also have a pride about the work that is being done. WASMO has achieved great success in
provision of water to every nook and corner in the state. In Gujarat, some of the areas aes teea

0KS O2dzy iNEQa o02NRSNJ FYyR SaidlrofAaKYSyd 2F I LAL
problems such as distance, terrain geography, and cultural differences make it difficult to achieve the
water supply through piped network. But, WASMOshaccomplished in supplying water by
overcoming all these problems. Employees take stride in such achievements and also these successes
keep them motivated to put in best efforts in future too. The organization has always managed to
have continuityin the organizational cultur@ven within the varying levels. The staff is provided with

good physical infrastructure and this is also aided with good maintenance. Overall, the office is clean
and well maintained.

Interactions with Key External InstitutionsTo kring a significant recognition of the organization at
central and state level, it is important to establish and maintain contacts with some of the national
and state level agencies. By doing so, there is a two way bergefé the organization is benefét
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from the latest policies and funding; twoi KS 2 NBI yAT I A2y Q& Y2RSt OFy o
successful case study that can be replicated in otates. Thetop level management stays well

informed about external policy, financial, and regulgtessues and action3he management also

maintains good contact relations with all the key individuals related to a respective project. The
LINEP2SOGQa 3A2Ffa | NB | NIAOdzZ | lafeRormalatédko iffldehc¥ A y 3 &
policies, legiskion, and other activities to obtain necessary approvals and resourtée

programmes are always designed with an objective of community involvement in achieving the

LINE AN YYSQa a-tupéndrtadioh supprbis diveniolithe Pani Samitis whighadways

kept informed about monitoring. The various support services aid in the monitoring and in O&M of

the project schemes at a village level.

WASMO is a professionaliyn organisation, with strong leadership and community orientation. It
also has dlof its technical, financial and administrative systems in order. The outlook of WASMO
towards water service delivery is sought out to be highly locally relevant and effective. Involvement
of Gram Panchayats to sustain community participation is alsonmmmdable. The success of
WASMO can also be attributed to tmeotivation levels of senior bureaucrats amtolvement of
politicians inthe programmes. fie support provided by external funding agendnes added to the
positive results. Finally, the key fetor for the success of this programme tise willingness of
communities to take on responsibility for the full O&M of their water supply systenabling
Environment Partnering Assessment

Public service delivery often requirespartnership between professionals, service providers, and
community residents Also betweenPani Samitis (service providers as well as communities) and
WASMOa partnership has been establishedaking it possible for them to accomplish much more
than they carperform on their own.. In this research, it was critical to understand tieéationships
betweenvarious stakeholders omow well a partnership develops and moves forward

Capital Investment (Implementation)

Collaborative
4

3
Bureaucrati 2 Contributory
1

Transaction Operational

Consultative

Figure2.6 Partnering Assessmertturing capital investment phase.
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The partnering assessmerst understood to be different in various stages in a project cycle, from
initial capital investment (implementation), to the service delivery, and asset renewal phases. The
partnership is assessed against the criteria by Demirjan (2005), who identifieseiftypes of
partnerships. It must be noted that these types are not mutually exlcusive, and many partnerships
employ elements of the different types of aprtnerships, as defined by Demirjan.

In the Capital Investment (implementation) phas-
the relationship is collaborative when boWASMO
and Pani Samitisshare responsibility for decision:
regarding hardware (e.g. infrastructure) an
software (e.g. capacity building) developmeBbth
WASMO and Pani Samitis come together for
preparation of a Village Mon Plan (VAP). Thegg
relationship is contributory during the sharing %
implementation costs.Both ESE and CSP po
financial resources to meet the costs of capit
investment in hardwareWASMOand PaniSamitis
work together in contributing labour and/or
resources to deliver hardware and softwa
provision during implementatianSuch partnership &
A& Y2NB W2LISNI GAZYIl f CB
partnership is established during vario
Participatory Rural Appraisal meetings and befq
preparation of VAPsIn this type of panering,
WASMOand Pani Samitsi communicate regularly Photograph:infrastructure built from the 90-
during implementation with structured 10% contribution

opportunities for feedback and dialogueThe

partnership is transactional in the initial phase wh&ASMGand PaniSamitisinitially negotiate &
implementation plan(VAP)hat is then delivered by the ESEhe bureaucracy type of partnership is
evident when WASMQrovidesPaniSamitiswith a standardised model of hardware and software
provision during implementation

dF GA Q¢

All in all, this means that theaptnership has elements of most of types of partnering in it, with
bureaucractic being the least developed element. This makes the partnership rather complete.
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Capital Renewal Service Enhancement or
Expansion

Collaborative )
Collaborative

Bureaucrati Contributory

Bureaucrati Contributory

Transaction Operational ] )
Transaction Operational

Consultative )
Consultative

Figure2.7 Partnering Assessmerduring capital renewal and service expansion phase

Both the phases of Asset Renewal or Service Enhancement/Expansion mimic the Capital Investment
Stage. BothWASMOand Pani Samitiswork hand in hand during these stages. In short, the whole
Project cycle repeats again from Cycle 1 where the social processesgwagthe an establishment

of constant interaction with community and key stakeholders. Action plan is prepared in cycle 1. In
cycle 2, infrastructure is created with efforts and monetary contribution from BhSMGand Pani

Samitis In the cycle 3, the poésmplementation support is given and slowly the property is handed
over to the CSPs. Hence, in these phases, all types of partnerships exhibit a strong relation. However,
the bureaucratic type of relationship takes a backseat in these phasemsset rephcement,
expansion or renewal i@t the moment) notdependent on generic programme timelines (e.g. every

X years and/or with every X% of population increase)

Service Delivery: Administration, Management and Operation and
Maintenance

Collaborative

Bureaucrati Contributory

Transactionat Operational

Consultative

Figure2.8 Partnering Assessmertturing service delivery phase
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After that hardware construébn, the Pani Samiti takes over the responsibilities forgoimg
Operation and Maintenance. At this juncture, the collaborative partnership almost becomes nil since
only the Pani Samitis is responsibfier decisions regarding administration, managementd an
operation and maintenanceeven the Contributory type of partnership is inactive here as the costs
are mainly borne by the Pani Samitis. These costs are recovered from the monthly/yearly tariff
collection from households. When it comes to tlsgstem for sharing information regarding
administration, management, and operation and maintenanités sole responsibility of the Pani
Samitis. In this, the role of ESE is minimal and hence the consultative relationship is not much strong.
The operational role of contributing labour and/or resources to support administration,
management, operation and maintenanég also done by the CSP in this phaBee transactional
partnership is also hardly seen as the administration and management is carried out by the Pani
Samitis. Pani Samitis have yearly audit and the costs for the audits are also borne by them.

3 Community Service Provider Level

3.1 Context
Kutch district is located in a crescesttaped peninsula in the Gujarat state of Western India. It is the
largest districtin Gujarat and has an area of 45,612 sg km constituting 23 per cent of the state. Kutch

is like an island as it is bound by the sea in the South and West and by the Ranns (salt marshlands) in
the East and North. Kutch h#&s33 inhabited
villages with aural population of 13akhs

A semiarid district, Kutchis known for its |
water scarcity. Rainfall is erratic and variabl
The average annual rainfall is 388 mm. Kut
accounts for 60 per cent of the seiaiid tract
in Gujarat. Temperature ranges from 4
degrees centigrade in the summer to twc
degrees in winter. Kutch is considered to be
droughtprone district as droughts take place

every two to three years5 SAONAGSR Ay &42YS 3JI2@SNYyYSyid NBLRNILA
KFNRaKALJEéT VidrteOdod) thpoghabty fard thiiguingOmaking it a fascinating and
challenging place to studyn water supply sustainability through the community.

In Kutch drinkingwater supplyis facilitatedthrough decentralized local water sourced/ith the help

of WASMO, gisting regional water supply systems have beestrengthened and new water
distribution and storage systems have beggveloped.To assess the enabling support (in this case
DWSU, Kutch), four villages were selected based on a few indicator@ré-hequisite was three
villages where the water supply scheme by DWSU has been successfully sustainabyie aitldge

where thesupporthas not yet been extendefiom the enabling entity. Over a few discussions with
DWSU staff, the villages selectiomsdone. The first being Bharasar (Bhuj taluk), for its 24*7 water
supply to the entire village. Second and third being Shinay (Gandhidham Taluk) and Kanakpar
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(Abdasa taluk) respectivelys they won awards from the State Government of Gujarat for "Best
performing Pani Samitiin the year 2012. Lastly, the control village was zeroed upon habitations
Jabruvandh Badhuvandfitese habitations was chosen because of its deserted location in the semi
arid region of Kutch.

Table3.1 General characteristics of thfour villages

Characteristics | Bharasar Shinay Kanakpar Jabruvandh
Badhuvandh

Population 2900 3500 400 700

Households 558 700 70 62

Main Occupation| Agriculture, Agriculture, Agriculture, Agriculture,

livestock livestock, business| business pastures

Water resources | Borewell (groundwater) Predominantly
dependent on
openwells

Bharasar village with a total population of 2900 is located 17kms Bbuajdistrict headquarters. The
primary occupation of the village is agriculture followed by livestockimgaMany residents have
emigrated to theUnited Kingdomand some

have to KenyaBharasar every year receives

funds from these NRIsBharasar village has

24*7 water supply.

Shinay with a population of 3500 is located in

Gandhidham taluk of Kutch. The villages has

700 households who are mostly engaged in

agriculture, livestock rearing followed by

business. Shinay village is surrounded by a huge

pond on the east side. Almostn years ago the villagers of Shinay faced huge water crisis. Water
was fetched from a pond nearby. It is 0.5km from the centre of the village. Women went in the wee
hours of the morning to fetch water. The neighbouring village was reaping benefits\ifa®MO's
intervention. In 2007 Shinaya panchayat members approached WASMO for enabling support to
achieve equitable water supply.

Kanakpar village with a population of 400 is located in Abdasa taluk of Kutch. The villagers of
Kanakpar are predominantly imtagriculture followed by business. The village is surrounded by a
pond at one end. Villagers fetched water from the pond. The pond is 0.5 km from the centre of the
village. Ten years ago panchayat supplied from a borewell but with erratic supply. Water be
supplied by tankers was a common scenario until ten years ago. At present the village enjoys 24*7
water supply. Water tankers have been completely disappeared from the water supply scenario.

Jabra Vandiwhich comprises 70 households, avillage inAbdasa Taluka in Kachchh District of
Guijarat State, India. It is located 881 towards west from District head quarters Bhlijis near to
Arabian sea. There ikigh chance of humidity in the weathefThe village is divided into two
habitations namelalravandhand Badhuvand The habitations are constituted entirely by Muslims.
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