PLAN OF OPERATION
Domestic Water Supply Programme
‘fﬁiﬁyanga Reglon:

1993 - 1998

VOLUME I

October 1993

GOVERNMENT OF
THE UNITED REPUBLIC
OF TANZANIA

For Prime Minister’s Office

GOVERNMENT OF
THE KINGDOM OF
THE NETHERLANDS

Drs. J ‘Wijznberg
Netherlands Armbassador

2026 D8Pl - 14984



VOLUME I

PLAN OF OPERATION
Domestic Water Supply Programme

Shinyanga Region

1993 - 1998

VOLUME 11

PROPOSAL
DOMESTIC WATER SUPPLY PROGRAMMES
SHINYANGA REGION

1993 - 1997



Y]

d Lk g bed g Ay
[
A

I
p—

L 1) s

TABLE OF CONTENTS

VOLUME 1

INTRODUCTION ...ttt ittt ittt oneinnnasnan
SHORT REVIEW OF RWSP . . . ... .. ittt i i it it e et anas
BACKGROUND . .. .. . . e e i

MAIN FINDINGS OF THE EVALUATION 1991 . ... .............
Programme preparation and objectives . . . ... ... ... ... ... ... ..
Performance and achievements . . . ... ... ... .. ..... ... ........
Institutional framework . . . . .. .. ... L L L
Water supply and sanitation aspects . .. ...... e e e
Hygiene education and sanitationaspects . . . ... ... ...............
Community participation and women involvement . . .. ... ..... ... ...
Programme extension and formulation . ... ... .. ... ... ... ... .. ..

MAIN FINDINGS OF THE PRE-FORMULATION 1992 . . ... ... ... ..

CONCLUSIONS ...

JUSTIFICATION FOR CONTINUATION OF THE
PROGRAMMES . . . . e e i et e e e

JUSTIFICATIONS AS CJTED IN THE EVALUATION REPORT 1991 . .

Viability of operation and maintenance concept . . . . . ... ... .. ... ....
Water supply as a most essential social service . . .. ... .. ... ... . ...
Distribution of water supply facilities . . . .. ...... ... .. ... . ... ...
Replicability . . ... ... .. . .

PROGRAMME OBJECTIVES ....... ettt a e

LONG TERM OBJECTIVE ... ... ... ... . . ... .. .. . ... . ...

Tsomeso: Water Supply Programme 1993 - 1998, Shinyanga Region



PLAN OF OPERATIONS

T

1y

YRR

L i h byt iy Lh
Foek et ekl d e e bk ek ek ek et
] ‘{j‘ i)l -‘\ '

S RT

—~ S

thoin

LA th

[ R

Lh h

thoth
i e lad

L

! Lh oty Ly
RN RN

Lh
e VI e 7]
—_

thola

7.1

~1
a2

—1
e

-~
ihn

SUMMARY OF ACTIVITIES ........... et et 21
ACTIVITIES IN THE INCEPTION PERIOD . .. ... .. ... ......... 21
Revision of programme implementation management structure .. ........ 22
Set-up of administrative procedures . . .. .. ... ... o oL 22
Finalization of RWSP activities . . ... ... .. ... ... ... ...... 23
Preparation Workplans and budgets for Domestic Water Supply Programmes . 23
Revision of Step-by-step approach . . . ... .......... .. ... ..... .. 25
Outline of management informationsystem .. .................... 25
Assessment of implementation capacity of departments . . . ... ... ...... 26
Assessment of the private Sector . . . ... .. ... ... 26
Assessment of training needs . . . . ... . ... ... . ... .. ... 26
Strategy for hygiene and sanitation education .. ................... 27
Gender Impact Study . . ... ... . ......... L T 27
PROGRAMME ACTIVITIES . ... ... . ... . .. . . . ... 27
Establishment of pump factory . . . ... ... ... . . .. .. e 27
Establishmentof stores . . . . ... ... ... ... . ... . . ... ... 28
Development of Appropriate Technology for water & sanitation . ., ... .. .. 28
Development of gender specific community-management techniques . . . . . .. 29
Human Resources and Institutional Development . . . . .. .. ... ..... ... 3
Support to the private sector . . . . ... ... ... ... 31
Training programme . . . .. .. .. ... L e e 31
Establishment of data bank and documentation facilities .. ............ 32
Establishment of a monitoring system . . . .. .. ................... 32
Water quality surveillance . . . . .. ... ... ... ... L 34
Environment-related activities . . . ... ... ... ... ... ... ... 35
PARTIES INVOLVED IN THE PROGRAMMES ................ 17
INSTITUTIONAL SETTING . . ... .. ... . . . . . . ... ... 37
ROLES AND RESPONSIBILITIES . .. . ... .. ... ... ... ... ... ... 37
PROGRAMME ORGANISATION

AND MANAGEMENT . ... . it et it et e 43
DWSP ORGANISATIONAL STRUCTURE .. ..... ... ............ 43
ADMINISTRATIVE PROCEDURES . . . . ... ... .. .. ... ........ . 48
FINANCIAL MANAGEMENT ... ... ... .. ... ... .. .. ........ 49
PROGRAMME MONITORING ... ... ... ... ... ........... . 52
COORDINATION WITH OTHER PROGRAMMES . . . ... . ... .... . 52



3 CONSULTANCY SERVICES . ...................

a oA
bod bt ek e
W k) o=

k.2 SHORT TERM CONSULTANCY .. ... ..., .........

DOCUMENTATION

APPENDICES:

I Step-by-step approach

Il System Design 1993 - 1998

m TOR for the Consultants for the Inception Period
IV TOR for the Consultancy Services

\Y Job-descriptions for the Advisers

Toomest: Water Supply Programme 1993 - 1998, Shinyanga Region

---------

LONG TERM CONSULTANCY ... .. ...... . ... ...
Role of the consultant . . . ... ... ... ... ... ... .....
Financial management by the consultant . . .............
Reporting by the consultant . . . . ... ................

iii



DLAN 0F OPERATIONS

v



LIST OF ACRONYMS

AIC
3AR
D
CDA
ZSD
DA
DED
ZFA
DGIS

DHV
DPLO
DPM
DPMT
DSC
DWSC
DWSP
GIS
GoN
GoT
HA
HID
IRDP
TWP
ICGP
KAH
MAS
MCD
MEA
MH
MIS
MWEM
NGO
NLG
NPF
O&M
PMO
PRA
RCDO
RCDO-PA
RDC
RDD
RPLO
RPM
RPMT
RSC

Africa Inland Church

Bariadi District

Community Development

Community Development Assistant

Child Survival and Development

District Adviser

District Executive Director

District Field Assistant

Directoraat Generaal Internationale Samenwerking
(Directorate General for Development Cooperation)
DHV Consultants BV

District Planning Officer

District Programme Manager

District Programme Management Team
District Steering Committee

District Water and Sanitation Committee
Domestic Water Supply Programme

Gender Impact Study

Government of the Netherlands

Government of Tanzania

Health Assistant

Human Resources and Institution Development
Inland Rural Development Project

Improved Water Point

Joint Consultative Group on Policy Programme
Kahama District

Maswa District

Ministry of Community Development, Women Affairs and Children
Meatu District

Ministry of Health

Management Information System

Ministry of Water, Energy and Minerals

Non Governmental Organisation

Netherlands Guilder

National Provident Fund

Operation and Maintenance

Prime Ministers’ Office

Participatory Rural Appraisal

Regional Community Development Officer

Regional Community Development Officer - Programme Assistant
Regional Development Committee

Regional Development Director

Regional Planning Officer

Regional Programme Manager

Regional Programme Management Team

Regional Steering Committee

Domestic Water Supply Programme 1993 - 1998, Shinyanga Region



PLAN OF OFERATIONS

RNE
XWE
RWE-PA
RHO
RHO-PA
RWSP
RWSSC
SA

SRU
SRWSSP
SWN

zhn
TOR
TPM
TPMT
Tsh.
TWSSC
VHW
VM
VWSC
VIP
WCT
WFA
WPCT

Afya

Bwana shamba
Fundi
Maendeleo
Maji

System Design

Step-by-step approach

Tupate Maji Pamoja

Vi

Royal Netherlands Embassy

Regional Water Engineer

Regional Water Engineer - Programime Assistant

Regional Health Officer

Regional Health Officer - Programme Assistant

Rural Water and Sanitation Programmes, Morogoro and Shinyanga Region
Regional Water and Sanitation Steering Committee

Scheme Attendant

Shinyanga Rural District

Shinyanga Rural Water Supply and Sanitation Programme
Sociaal Werkvoorzieningschap Noord-West Veluwe, Nunspeet
{Social Workshop for disabled people in Nunspeet, The Netherlands)
to be named

Terms of Reference

Town Programme Manager

Town Programme Management Team

Tanzanian Shillings

Tanzania Wells Services and Supply Company

Village Health Worker

Village Mechanic

Village Water & Sanitation Committee

Ventilated Improved Pit-latrine .

Well Care-Taker '

Water Field Assistant

Water Point Care-Taker

Health

Agricultural extension worker

Craftsman

Community development

Water

Description roles and responsibilities of the various parties involved in the
programme

Guidelines to come to optimal community participation in the planning and
rehabilitation/construction of water supply and/or sanitary facilities

We will get water together



INTRODUCTION

st

~na Covernment of the Netherlands (GoN) has confirmed to the Government of Tanzania (GoT)

;;:: im:ntion to continue to support the water supply programmes in the regions of Morogoro and
“ininvinga. for a period of 5 years starting the 1* of March 1993.

Zoth regions are presenting a separate Plan of Operation for their respective Domestic Water
L.uppis Programme. Each of the regions has its own programme funding arrangements. This Plan
¥ (—eration has been prepa-ed by regional and district authorities of Shinyanga region, in
=nllatoration with the consultants to the Domestic Water Supply Programme. As such this Plan of
“meruion is to be considered as the programme document for Shinyanga region.

=.ach district has its own Domestic Water Supply Programme, following their own plan and
sadgz. All district programmes will be focusing on user groups. The districts will implement the

srogrimme with support from the region.

—me Netherlands and Tanzanian Governments have fielded a mission in the course of 1992, to
$ormulate this 3-year programme in terms of scope, objectives, approach and responsibilities. The
Tain objective was to further continue the development of the sustainability of improved water
=uppiy and sanitary facilities, primarily at user group level. The Formulation Report of 1992 as
wz]] as the Evaluation Report of 1991 have both been used as reference documents for the
~repeation of this Plan of Operation.

The crogramme implementors at district level have been requested to formulate the scope of their
~zspective district programmes, which should indicate the expected number of water supplies and
xanitzry facilities that will be provided. The actual size, shape and mode of implementation of the
srogrammes and the individual projects thereunder will be determined by the initiatives from and
marticipation by the user groups. Similarly the regional authorities have heen requested to
“ormlate the scope of activities they intend to carry out in support of the district level programme
mpl:mentation.

“ne proposed plans of the districts have been compiled into a regional proposal for a Domestic
“atzr Supply Programme for the period 1993 - 1997. The proposal, including the budget
=stirmates has been presented to the Netherlands Government and to the Tanzanian authorities and
:x artzched to this Plan of Operation as Volume II.

“pec:al emphasis will be given to new issues in the programmes, i.e. a more prominent role for
worr2n in decision making, the possibility to make use of more appropriate and feasible technical
apticns, the abolishment of intervention areas and the involvement of the private sector.
Zonszquently, a broader base-for programme support can be created. This emphasis implicates
zhat due attention shall be given to institutional development of implementing Departments, NGOs,
The rrivate sector, and user groups and subsequently the programme itself.

“ariyus types of training will be given to programme implementors at different levels. Training
w1l pe focused on a number of fields (e.g.: community mobilization, participatory planning and
_mplementation, budget and finance, administration, technical issues, value-for-money auditing and

sonoring.

Twimestic Water Supply Programme 1993 - 1998, Shinyanga Region 1
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The rrogramme commenced March 1" 1993 with an Inception period of six months, during which
-i-latzral arrangements have to be finalized and recruitment and mobilization of personnel
=nderaken. Equally, elaborations of the proposed implementation plans submitted by the district
znd rezional authorities will take place in consultation with the consultants.

Due 0 the fact that the district and regional proposals for the new Domestic Water Supply
>rogrammes had to be formulated under an enormous time pressure, they need to be subjected to
scrutiay and further detailing. The re-planning of activities during the Inception period shall be
_imitad to activities to be carried out during the period September - December 1993 and the next
vear of the programme (1994). Plans may need to be re-aljusted during the year if
‘mplementation requires to do so, in order to ensure that objectives are met. This flexibility is to
=z effactuated by the programme and its implementors.

This Plar of Operation consists of two volumes. In Volume 1, chapter 1, a historical background
»f th: Rural Water and Sanitation Programmes for Morogoro and Shinyanga region since 1971 is
srovided in chapter 2. The justification for the continuation of the programmes is described in
chapizr 3. The programme objectives have been summarized in chapter 4. Specific activities,
which have been identified at this stage in the proposed district Domestic Water Supply
Programmes have been summarized in chapter 5. This overview may require further amending
znd axtension. The institutional setting of the programme is reflected in chapter 6. The
programme organisation and management is outlined in chapter 7. The consultancy services to be
-endered 1o the programmes are elaborated in chapter 8. The annual budget figures for the
Jistrict's Domestic Water Supply Programmes in Morogoro and Shinyanga Region for the period

1993-1998 are presented in chapter 9.

In appendix [ background information on a ‘Gender Impact Study is presented, to be initiated
Jurirg the Inception Period. A revised version of the step-by-step approach, which is primarily to
e considered as a management instrument to control implementation of water supply and
sanitation projects and which is to be used by Programme implementors is presented in appendix
iI. In appendix III a draft of the *System Design 1993 - 1998’, which describes roles, tasks and
-esponsibilities of the various parties involved in the programme, is presented. The Terms of
Reference for the consultancy services for the Inception period and for the full programme period
are provided in appendices IV and V. The job descriptions for the individual advisers of the
consultant are provided in appendix VI

The original district Domestic Water Supply Programme proposals, as these were presented at the
end of 1992, are incorporated as Volume II, without the amendments that have been made since

then.

This Plan of Operation provides the guidelines to implement programme activities and may serve
as a reference to the policies, objectives, organisation and resources for implementation of the
district’s programmes. As the programmes are based on a process oriented approach, it will
require regular monitoring of results and possibly a review of implementation strategies. This will
enable implementors to adjust and optimise methodologies and working processes of the
Programme. This Plan of Operation will become effective upon signing by the Government of
Tanzania and the Government of The Netherlands.



2 SHORT REVIEW OF RWSP

—

iy | BACKGROUND

The Netherlands assistance to the water sector in Tanzania dates back to 1971. The general
objective of the assistance to the Morogoro and Shinyanga region is the improvement of the living
~ondtions and health situation of the population in these regions through the permanent

zvailzbility of good quality drinking water.

"p m 1982 special emphasis was given to achieve quantitative targets and clearly defined physical
sutprts. Limited attention was given to the participation of the rural population concerned. In
-onfcrmity with the policies of Tanzania at the time, water supply facilities (wells, hand pumps
and sometimes piped water supply schemes) were provided free of charge to the rural
~ommunities concerned, whereas repair and maintenance were supposed to be taken care of by the
Sovanment, (following the principle: water is free for all).

*n 1982 an evaluation mission came to the conclusion that eleven years of technical and financial
support to improve rural water supply in Tanzania had not produced sustainable results, mainly
due 0 a lack of sustainable O&M arrangements. A substantial percentage of the water supply
“acilies constructed in the villages had become non-operational. It was therefore recommended to
shift the responsibility for water supply systems to the district and village level.

This recommendation coincided with the District Authorities Act of 1982 which decentralized
zimest all relevant functions of the Central Government to Local Government Authorities at
district and village level, including operation and maintenance of domestic water supply systems
The 1ew approach of the programme was first evaluated in 1987 It was concluded that, while the
wvstem for operation and maintenance was still being developed, there was a need for additional
support. Emphasis was given to the availability of spare parts casily accessible to the villagers.
The =ission recommended to extend the Rural Water and Sanitation Programme (RWSP) with 2
zacozd phase. whereby special attention to the elements of community participation and health
shoud be given. Furthermore, it was suggested to separate the manutacturing of pumps and spare
oars from the project.

The Plan of Operation for the next phase was prepared in 1987/1988 by the water sector specialist
attached to the Netherlands Embassy. The Plan of Operation refined the ’System Design’ of the
~rogramme, clarifying roles and responsibilities, and included a step-by-step approach on how to
zpproach the rehabilitation or construction activities in the villages. The approach aimed at
zzcuring full participation by the village communities in all stages of programme implementation,
20 as to enhance sustainability of O&M. The implementation of this new approach has denoted a
major shift in programme strategy, from a construction and physical out-put oriented approach
“owards one giving priority for community based O&M.

Targats were set for the rehabilitation of 281 shallow wells and the construction of 82 new ones.

In 1991 the programme was evaluated. The conclusions and recommendations of this evaluation
orovide a basis for the current formulation.

Domestic Water Supply Programme 1993 - 1998, Shinyanga Region 3
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MAIN FINDINGS OF THE EVALUATION 1991
(excerpts from the Evaluation Report 1991)

Vo
o

2.2.1 Programme preparation and objectives

The zvaluation mission of 1991 concluded that the Plan of Operation was sound in concept, but
Soo0r as a management structure. It was found that the formulation of objectives was somewhat
émbiguous on the relative priority to be attached to water supply objectives vis-a-vis community
Jevelopment objectives. It was recommended to make a strategic choice in this respect. As the
srogramme - lowed a process approw:h without specific performance indicators and :crvice
zargets, it became rather difficult to keep the programme on track.

2.2.2 Performance and achievements

The progress of the programme was delayed for almost one year. The expenditures by the end of
1990 were only 63% of the approved budget for the corresponding period. Only 2 out of 160
water points had been handed over to the villages by then. Various reasons can be mentioned for
the delay such as late approval of the Plan of Operation, the collapse of the supply agreement with
TWSSC and slow budgeting and disbursement procedures. The Programme appeared to lack spirit
of "common purpose” and genuine collaboration.

The step-by-step approach, which provided a framework for activities at community level, seemed
0 have been adopted well by all parties concerned.

The strict procedures of the Plan of Operation resulted in an excessive workload for the
Consultants™ team. This reduced their professional contribution to the Programme to an
anjustifiably low level. Performance in data-collection and analysis had been very poor.

223 Institutional framework

The evaluation mission considered the institutional structure to be cumbersome. The organisation
was top-heavy and there was confusion about distribution of tasks in the Programme, which
hampered clear demarcation of the responsibilities. This created a management vacuum, drawing
“he advisers into executive roles. This, in turn, reduced the sense of responsibility of the officers
in charge. Undue complexity of functional relations within the structure made that the system
consumed a lot of energy just to keep it going and to keep everybody informed.

The envisaged District focus had not been realised sufficiently. The Regional Level continued to
“eature prominently in decision making and in programme design and implementation. Largely as
2 result of lack of genuine agreement with respect to decentralisation provided for in the
programme’s Plan of Operation. The coordinating role of the Community Development
Department had been effective and useful at field level but remained constrained at higher levels
as a result of lack of agreement between the Ministries concerned and Maendeleo’s (Community
Development) limited authority over other implementing parties.



1.2.4 Water supply and sanitation aspects

Tz SWN 80 hand pump used in the Programme turned out to be a durable pump, which limited
ruzintznance requirements. Meanwhile even more maintenance-friendly hand pumps had been
Ceveloned, and hence the present choice should not be left unchallenged.

2.5 Hygiene education and sanitation aspects

)

[ vgiese education and sanitation aspects had been somewhat neglected. It had received less
suppor rom the district Health Jdepartments than expected, mainly due to a lack of proper
i idarce and properly trained staft.

2.2.6 Community participation and women involvement

Tme «2p-by-step approach safeguarded that minimum conditions for community involvement and
smotivzion were met. Women had been marginally involved, however. Development of some
k.zsic skills on Village level (caretakers, village mechanics) had been satisfactorily. Non-
weailecility of spares was mentioned by the villagers as the major handicap for proper

rmizinteaance.
227 Programme extension and formulation

Tme rission concluded that ample justification for extension of the Programme existed, on the
~.z3is of a number of factors:

- th: O&M concept has a good potential;

- wezer is considered among the most essential village level facilitics;

- prasent distribution of water supply facilities is very uneven;

- replicability, which was not yet achieved, should be the final objective for donor intervention.
T+ was recommended that a new phase of five years shouid be formulated.

I= view of the fact that almost all rehabilitated water points still needed to be handed over, and
~m.at rzhabilitation was still under way for many villages, a prolongation of the present phase was
_r:ormended (until 31 December 1991). It was presumed that by this date all rehabilitated
swstemms could have been handed over to the villages. By the end of 1991 another extension (up to
=2 erd of 1992) was agreed upon and then a final extension for two more months (up to March
_%. 1733) was granted at the end of 1992,

3 MAIN FINDINGS OF THE PRE-FORMULATION 1992
For Shinyanga Region

e main findings of the pre-formulation related to the Water Supply Programme of Shinyanga
.2gicn are given in Volume IT of the Formulation Report and presented below.,

r"l

LCoverage

“he rresent coverage of population served with operational IWPs is estimated to be between 8 and
L1 opercent.

Tomest: Water Supply Programme 1993 - 1998, Shinyanga Region 5
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=-om :l water points and schemes constructed and rehabilitated through RWSP since 1974 the

“~llow‘ng are operational: 360 shallow wells and 2 piped water supply schemes.
waore han 80% of the water points constructed by RWSP in the period between 1974 and 1986
~azam: inoperative due to lack of proper maintenance and unavailability of spare parts.

Implementation capacity

aizny field team members are not adequately qualified; they have little formal education and
= mog: no professional training. An exception may be some of the District Field Assistants (DFAs)
-2 »7nizians) who seem to ha- : been doing a good job.

= -r a proper execution of their tasks the field team members, notably Community Development
= ssistznts (CDAs) and Health Assistants (HAs), also lack facilities e.g. the use of information
—aterials erc.

T-istrizr officials and field staff have on the whole a sound technical background. However, they
ack the capacity to perform major construction and repair jobs. They also do not have the
marsornel 1o do water quality tests, and to carry out detailed surveys.

=hout 3 to 4 wells can be constructed in each district with present construction tools, if used
s-hiciently. On average 40 wells may be constructed per district per year. Water quality testing
=mparzus are only found .in the regional office.

“oe ri2ld teams do not have enough tools for everyday maintenance and repairs of hand pumps
+=d pined water schemes.

Survews for construction of shallow wells are limited to hand-drilling. There is no equipment at
2 strics leval to carry out hydrological surveys.

+iperation and Maintenance

=1 viiiage level a system exists of collecting funds for Operation and Maintenance. Currently there
i+ no well-organised, effective support from the district team, which can strengthen cost recovery,
=»d Village Level Operation and Maintenance (VLOM) systems.

“Women’s involvement

%o far little attention has been paid to the involvement of women in the programme. This is
~articularly important where it concerns siting of water points, use of improved facilities and
“zalth and hygiene issues. The lack of attention may be largely related to a general lack of
«nowledge and skills in community participation issues, and in participatory approaches. Some
croblems are certainly due to the relatively small number of women field team members. At
Zistrict supervision staff level only one woman works for the programme.

“ne Women and Children’s Programme Section in the district Community Development
Zepartments is not in any way supporting the programme.



Training
“The only training given within the programme so far, has concentrated on the introduction of the

step-hy-step approach and the monitoring system. This training has focused on process issues, not
oh content and meaning.

Problems encountered

Thers are several severe problems and constraints which hinder the districts in the proper
=xecution of thcir tasks in the programme:

. Management problems

More clarity i management roles and responsibilities is needed in order to ensure a solid
hasis. Problems with transport, allowances and the allocation of funds (see below) may very

wzll be related to general management problems.

5. Lack of knowledge and skills

One reason for the district officials and the field teams not following up on the monitoring is
perhaps a general lack of knowledge and skills at all levels. From the Heads of departments
aad district teams, down to the field teams, people seem to have no clear views on how to

mobilize and support villagers.

~. Transport problems

Many of the planned field visits do not take place in the appropriate time, or in some cases
they do not take place at all. Programme implementors consider lack of transport as the most
important problem for a proper execution of their task.

1. Problems with payment of allowances

Allowances to be paid by the programme are often delayed. Some told thut they were never
raid the full amount due to them. The allowances paid to people higher in hierarchy are often
the same as those for field teams.

Problems with delays in the monthly reimbursement of funds from the programme to the
districts further complicate the payments of allowances, simply because the districts sometimes

lack the money to pay out fully.

2. Allocation of funds

Districts suffer from a general lack of money for a proper execution of all necessary tasks.
The system in which the District Executive Director has in reality the power to allocate all
funds for the district, including the programme funds makes it easy to "borrow" from the

programme for other purposes.

Domestic Water Supply Programme 1993 - 1998, Shinyanga Region 7
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Assessment of the System Design approach

The System Design, which was the basis for the Plan of Operation of 1988, gives a clear and
comprehensive overview of roles and responsibilities of all functionaries, water and sanitation
committees -and village committees, etc. involved in the implementation of the programme. The
institutional framework and task descriptions are worked out to a great level of detail.

It aiso includes a step-by-step approach, which spells out a total of 17 steps to be taken towards
implementation activities in the villages, and also gives some indication of time inputs and people
i- olved. The training man.al "Tupate Maji Pamojz~ (to get water together) :laborates on the
corzent of each step, and gives some indications as to training components.

A monitoring system has been developed which provides possibilities for all functionaries on
village, district and regional level, to follow closely the proceedings and some of the effects of
programime activities.

The following problems were identitfied:

- The System Design and the step-by-step approach, as they are presently used, tend to be
executed fairly "mechanically” rather than serving as a guide to programme activities.

- The approach lacks guidance in methodology: what methods and techniques could be used in
discussions with the villagers; what are good ways for spreading information and knowledge.

- The System Design and the monitoring system emphasize a hierarchical work structure, with a
long chain of control on what is happening in the villages. This suggests a top-down approach
which does not leave much room for the villagers to take up responsibilities for themselves.

- In the Svstem Design no references are made to the necessity of having female staff to work
with women in the communities. In the step-by-step approach indications are missing on when
and how to rake gender differences and socio-economic differences into account, and on how
to promote the participation of women and less well-off people in the community.

- The manual "Tupate Maji Pamoja" is somewhat out-dated, particularly in its focus on the
Village Government as principal partner for community participation and organisation. It has
now been recognized that the village leadership may have quite ditferent priorities from what
the villagers consider necessary or desirable’. A revised manual should focus more on water
supply user groups to ensure direct involvement and appropriate cost sharing and cost
[ECOVErY.

- The time estimates given for some items in the step-by-step approach seem not quite realistic.
For instance, 3 months in Step 4 and another 5 months in Step 7 and & indicate an excessive
amount of time for work in offices on design, budgeting and procuring materials for the
construction of some shallow wells or a simple piped scheme,

Dr. C.S.L. Chachage, e.a., 1990, Rural Water and Sanitation Programme in Morogoro
and Shinvanga Regions. A Study on Women Involvement in the Implementation of the
Programme (pages 4 - 9).



Tre monitoring system in its present form is very elaborate and time consuming, particularly
wiere it concerns time inputs of district and regional officials. The monthly visits to the field,
wiich the system requires from them, are not felt to be really important.

Athough all people involved have been trained on the monitoring procedure, no proper
g:idance has been given on its meaning and on good methods for an analysis of the data. This
results in an inefficient use of the system: there is no proper follow-up on problems reported
b+ the villagers; at the districts and in the region there is no insight in the general progress of
o mmunityv-based operation and maintenance, as well as financial management in the villages.

Findings from the monitoring system are at present not accessible to the community. It is not
uiad == a wol to create awareness and self-reliance in the communities,

z.4 CONCLUSIONS

Zasec or the aforementioned findings of the evaluation and pre-formulation missions, the
“)lowing conclusions have been drawn by the pre-formulation mission:

A review of the step-by-step approach is needed in order to follow a more appropriate and
scund community-based approach, with sufficient attention to needs and resources of the
community and an emphasis on the participation of women. The planning of steps must be
coal-oriented, It should be clear what the criteria for goal achievement are. Also, there should
b2 a good guidance in methodology. It should be indicated clearly what should be done in
ezch step, why it should be done. and how it can be done. An updated and thoroughly revised
version of the manual "Tupate Maji Pamoja” could probably serve this purpose, but only
when it is introduced and discussed in a well-organised, comprehensive training programme.
Also realistic time estimates for ea~h step, or cluster of steps should be introduced.

[7 is necessary to review the monitoring system, cuiting it down to the essential data needed to
seppert and understand the progress of activities in the villages, and to solve any problems.
The monitoring system and its findings are to be made accessible to the communities.

- The percentage of coverage (ratio of total population to water supply equivalent of operational
TWPs within an accessible distance from the homestead) in both programme regions is still
disappointingly low,

In the praevious phase the programme intervention area has been relatively small, and new
constructions have been very limited.

Addirionally, during the preparations of the Domestic Water Supply Programmes a number of
:ssues were raised. They are important to be taken into consideration for the new programme as

well

- The establishment of intervention areas not only resulted in limitations of the working area for
the programme, but also forced the programme implementors to regularly come back to areas,
where people were not ready to cooperate.
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It is gradually recognized by district and regional authorities that the necessity to enhance the
piticipatory role of women in planning and decision making should be addressed.

A’so the bottom-up approach needs to be given more attention than in the past period, in order
1o entarge awareness of the user groups for their responsibility for water supply systems and
tc gradually boost output of rehabilitations and construction of new water supply facilities.

For one district in Shinyanga region there were found two different water plans, financed by
oze donor. In another district the same occurred, but then financed by two different donors.

T. cope satisfactorily with the required output for water supply facilities districts are
himpered by their limited implementation capacity.




3 JUSTIFICATION FOR CONTINUATION OF THE
PROGRAMMES

21 the past four years major investments have been made in building up experience and in
-astitutional capacity for a community based approach in water supply, so far focusing mainly on
=ommanity participation in construction and community based Operation and Maintenance. For
“e approach to be effective and sustainable, additional attention is to be paid to community based
olanning and monitoring, particularly concerning cost sharing and financial management. The
sarticipation of women 'n all programme activitics, in particular with regard to planning and
“inancial management, needs to be improved. To implement these improvements, a further update
~f kmowledge and skills in modern participatory methodology and cost sharing/cost recovery
~ractices is needed for the local project implementors, especially field staff.

Though quite some improvements were made during the last stages of the previous programme,
=oor access to water and also the poor quality of water remain a significant problem for the
}najority of the population. Though the coverage in some villages may reach up to 100 %, the
Agures for the overall coverage in both regions are still very low. In Shinyanga region the rural
water supply coverage by the end of 1992 reached 22 percent only, whereas in Morogoro region

“he figure reportediy reached 48 percent.

in view of the continued prevalence of water related diseases, it is felt that major efforts are still
~equired for improving the availability and accessibility of safe water for domestic use. At the
zame time people need to be aware of the health risks of using traditional water sources.

_essons of the past have been learned and several adjustments were made since the visit of the
“ormulation mission. So has planning at district Ievel been activated and has in a number of cases
the physical output in terms of IWPs increased. At the same time also some political bottlenecks
nave been eliminated. The draft Water Policy of 1991 acknowledges the need for a participatcry

zpproach.

So far little attention has been paid to the involvement of women in the programme. Women have
asually been excluded from early planning, final implementation, operation and maintenance of
water and sanitation projects. As such they often become victims rather than beneficiaries of the

STOEramimnes,

-n the programme area (Shinyanga region) women are the ones mostly involved in the harvesting.
storage and use of water e.g. cooking, cleaning, washing and watering of domestic animals and
zardens. The women generally are the main guardians of household cleanliness and who are the
caretakers of the sick. They usually are also the main instructors of hygiene behaviour to their

children,
Thus women’s knowledge about water sources, their quality and reliability, restrictions and
advantages of their use and about appropriate storage methods may be a matter of life or death to

shem. their men and their children.

Numerous reasons have been given for the low attainment of targets for community sustained
water and sanitation facilities. Topping the list is the lack of adequate funding. However, it is felt

Domestic Water Supply Programme 1993 - 1998, Shinyanga Region 11



PLAN OF (.FPERATIONS

-hat the exclusion of the major beneficiaries (women) from the whole cycle of water and sanitation
srojects ~as played a significant role in their failure.

All of th= above mentioned factors therefore emphasize the importance of ensuring that women
are fully involved in all the activities related to water and sanitation projects. This should lead to
-he increzsed sustainability of these projects, empowerment of women, education and the creation
of confidence among them.

To boos: the output of construction works in the sector, the involvement of the private sector has
1o be er. uraged to the maximur: extent possible (small ccatractors and fundis). Id.ring the
nrevious programmie stages contracting out to the private sector was not considered.

As was ooncluded in the previous chapter, a substantial increase of the coverage is required. This
1 not merely from the point 'of government policy. It may be clear that safe and accessible
Jomestic water supply also ranks high in terms of community priorities, especially among women,
Therefor= an increased allocation of development funds towards this sector may be considered to

~e fully fustified.

Besides the intended improvements in terms of the programme’s participatory methodology, also
the organisational structure of the programme will need to be strengthened. In order to improve
performance there must be clear targets and an adequate control system. The proposal for the new
nrogramme therefore attaches much weight to performance indicators and internal as well as

axternal monutoring.

An impe rtant concept for the new programme is to focus on the sustainability and replicability of
projests on community level, since the Tanzanian Government is constrained as to the burden of
development activities it can sustain. Tanzania will be moving into a new era, in which private
initiative and self determination will get better chances. The new programme seeks to offer ample
opportunity to support this process at grassroots level.

31 JUSTIFICATIONS AS CITED IN THE EVALUATION REPORT 1991

3.1 Viability of operation and maintenance concept
The maior aim of the previous programme to develop a functional village-based and district-
supported system for O&M of rural water supply has been achieved. However, some important
issues still remain on the side of financial sustainability (e.g. the actual O&M expenses per well)
and on the availability of spare parts. These are general problems with the rural water supply in
Tanzaniz. and it is therefore considered reasonable to allow the rural water supply programme to
continue to work on these elements. Besides a continuation of rehabilitation activities also the
construction of shallow wells should be taken up in the new programme.

312 Water supply as a most essential social service
In terms of priority at village level water supply facilities score high. It is understood that the

availability of safe water points hinge upon community development activities, Especially if the
position of rural women is taken at heart, improvement of the water supply seems to be crucial.

12
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Emnharncement of the position of women would in many villages be virtually impossible without
improving the water supply. '

=13 Distribution of water supply facilities

MAainly for logistical reasons the Rural Water and Sanitation Programme concentrated its activities
- selected intervention areas, leaving a majority of villages unattended. The villages that were
sarved are generally those in the more accessible areas, where clusters of settlements exist. The
ailocaion of resources was so far not done on the basis of relative urgency. There are many
willagss that still reiy entirely on traditional water supply, which oftea is clean nor safe and
mnorecver far from the homesteads. Though in some villages the coverage may have reached up to
~00%. in general the coverage in Shinyanga region is still low (22%). The targets as given in the
mational water policy of 1991, are still far from being satisfied.

z.1.4 Replicability

The Netherlands has been the major donor for the water sector development in Shinyanga region.
The zwareness arose that construction alone is not sufficient and that efforts needed to be directed
s developing sustainable systems for management and operation & maintenance at the village
favel. The ultimate objective for the donor therefore is that the construction and rehabilitation of
=ater supply facilities will be realised through, either public or private, local parties. The step-by-
step zpproach that has been developed is to serve as a guideline for the cooperation of the
Geparments with the community (user groups) and the private sector (fundi’s). This approach,
These guidelines, are likely to increase the pace of implementation, as it will enable a replication
=if projects. It is expected that the step-by-step approach facilitates the operations at the village
“2vel. so that more water supply projects can be realised in a shorier time span.

Domestic Water Supply Programme 1993 - 1998, Shinyanga Region 13



AN ©F OPERATIONS

v



-n - am |

4 PROGRAMME OBJECTIVES

4.1 LONG TERM OBJECTIVE

The long term objective of the programme is to improve the living conditions and the health
situation of people by providing access to an adequate -i.e. sufficient in quantity and safe in
guality- water supply or sanitary facilities within a reasonable * distance of the homesteads in a

sustainablz and environmentally viable way.
Initiaives to improve or construct a water supply system or sanitary fucility must come from tii:

zsers. The implementation of these field activities will be carried out along the lines of the step-
y-stzp approach. The planning of the programme will follow a process oriented approach.

4.2 MEDIUM TERM OBJECTIVES

in order to reach the above mentioned long term objective the following medium term Programme
objectives shall be achieved:

1) increased number of people making continuous use of raised service levels of water supply
and/or sanitary facilities, as a basis for improved public health and living conditions;

2) reduced effort spent on water collection substantially 2, by providing water closer to the
homesteads;

3) improved gender balanced participation of the users in decisicn-making;

=) improved sustainability of the Operation and Maintenance of water supply and sanitary

iacilities. by e.g. strengthening the relevant skills of user grouv::s;

3) strengthened capacity of the institutional framework for the provision of water supply.
sanitary facilities and hygiene education, in order to ensure continued efficient, effective
and environmentally viable development, when donor assistance is reduced.

4.3 STRATEGIES

To meet the above mentioned medium term objectives, the programme will put emphasis on the
Tollowing gender-specific strategies:

1) constructing improved water points in the proximity of the homesteads, in gradually
increasing numbers, in order of relative urgency and receptivity, taking environmental
effects 1nto account.

- What is reasonable or substantial will be determined by the beneficiaries, the technical
possibilities and the costs involved.
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srimulating community participation in order to support user group management, that is
tzking full responsibility for planning, implementation, operation & maintenance and
cwnership of their water supply system or sanitary facilities.

>cusing on institutional development in order to establish a functional system of services
to rehabilitate or construct and to maintain the water supply and sanitary facilities, to
manufacture and distribute pumps and spares, slabs, tools and equipment. Therefore it will
m2 necessary to develop:

* specific capabilities of user groups;

* the implementation capacity of the departments;

= the grganisational set-up of the programme;

* the services rendered by the private sector;

= the services rendered by supporting agencies;

= the cooperation with other programmes and NGOs.

£acusing on human resources development in order to strengthen the performance of the
rarties involved in the programme. A Personnel Development System is to be established,
which will include a training programme to assist departmental staff at various levels to
=xecute their tasks satisfactorily.

strengthening the performance of certain groups within the community and of the VWSCs
by identitying and organising training activities. Strengthening the performance of people
in the private sector will get specific attention (see 5).

supporting the private sector to render their services for construction and rehabilitation of
water supply systems and sanitary facilities (e.g. wells, tanks for rainwater harvesting,
niped water supply schemes, as well as VIP latrines and other sanitary facilities);
supporting workshops at the regional level that can produce hand pumps and spare parts;
supporting small scale enterprises and shops at the district and the ward level to take up
the role of distributor,

promoting sanitation and hygiene education at village level, by providing training and
through the execution of pilot activities and a mobilization campaign.

developing appropriate technology and methodology in order to eliminate constraints
and to improve the implementation of the programme.

PHASING OF THE PROGRAMME

In the programme various phases can be distinguished, that follow each other and to some extent
overlap. The five year programme period is described here in terms of shifting emphasis over the
soming vears. as indicated below (see also chart on the following page).

FESERUUEN B

Inception phase - March 1993 - September 1993
Capacity building phase - September 1993 - July 1995
Production phase - January 1995 - July 1997
Phasing-out - Yanuary 1997 - March 1998






