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Community-oriented stepwise approach

A Step-by-step approach in drinking
water and sanitation projects

25 steps to safe water and sanitation is an account of the experiences gained
and lessons learned by Helvetas and local communities in Nepal in the ex-
ecution of the Self-Reliant Drinking Water Support Programme (SRWSP) over
the 7 years it has been in operation (since 1993/94). The most notable change
SRWSP introduced is the importance given to the process of social change
combined with the delivery of safe drinking water and sanitation. In addition,
gender equality, participatory decision making at the local level, and user-
friendly technology have all a prominent place in the programme.

The key factor in the success of the project is the community-oriented step-
by-step approach of SRWSR Through this guided stepwise approach to the
preparation, construction, and maintenance of the drinking water and sanita-
tion facilities, people in a community are forced to think in ways which
encourage critical awareness. This facilitates a process of change. While ini-
tially the change may be somewhat superficial, the seeds for a deeper and
lasting process of empowerment are implanted.

The community-oriented stepwise process
The SRWSP step-by-step model combines seven advantages:
• It consists of a series of activities and benchmarks that safeguard the in-

tegrity of the project process and increase community ownership.
• It requires a series of activities and/or criteria to be fulfilled by the commu-

nity. Operations are undertaken in sequence: as one is completed,
attention moves to the next.

• It is a tool for participatory planning and monitoring.

• The process looks in a holistic way at technical and social aspects of drink-
ing water and sanitation.

• Involvement of women and marginalised groups is encouraged.
• Operation and maintenance are an integral part of the whole project.
• The step-by-step model ensures predictability - for the community as well

as for the project.

Experience is needed to follow this step-by-step model:
• Facilitation of the process is important and critical to success.

This model, however, is not a "black box" solution for everything:
• Source conflicts are impossible to completely resolve by the approach

alone.

The external evaluation of 1997 (see references) states that SRWSP is a pio-
neering and highly innovative programme, albeit with a relatively small
coverage, well worth advocating to a larger group of interested people. How-
ever, Helvetas does not want to take sole credit. Several key features of the
present SRWSP approach are also being used by other organisations: what
makes SRWSP different, however, is the way in which it combines many 'best
practices' from such existing programmes. For this reason Helvetas has de-
cided to publish this account of one of our successful projects: To share the
lessons learned and to promote the step-by-step approach in rural drinking
water and sanitation projects.

25 steps to safe water and sanitation takes the reader, in non-technical lan-
guage, through the various stages of the programme, with explanations and
examples where necessary. In addition, issues raised, problems faced and an-
swers found by the communities and programme staff working together are
reviewed. The brochure also provides an outlook to the future development of
the approach: the major change planned is the move towards Integrated Wa-
ter Resources Management, including drinking water and sanitation facilities.



List of Abbreviations

CWSSP Community Water Supply and Sanitation Programme

DWSO District Drinking Water Supply Office

DWSS Department for Water Supply and Sewerage

EE External Evaluation

HDP High Density Polyethylene

HMG/N His Majesty's Government of Nepal

HSE Health and Sanitation Education

INGO International Non-Governmental Organisation

IWRM Integrated Water Resources Management

MHPP Ministry of Housing and Physical Planning

MLD Ministry of Local Development

NEWAH Nepal Water for Health

NGO Non-Governmental Organisation

NRCS Nepal Red Cross Society

O&M Operation and Maintenance

PRA Participatory Rural Appraisal

PSA Participatory Self-Assessment

SDS Social Development Section

SRWSP Self-Reliant Drinking Water Support Programme

UNDP United Nation Development Programme

UNICEF United Nation Children Fund

VMW Village Maintenance Worker

WARM Water Resources Management Programme

WHO World Health Organisation

WSMC Water and Sanitation Management Committee

WSMCT Water and Sanitation Management Committee Training

WTC Women Tapstand Caretakers



Table of contents

Summary 3

List of abbreviations 4

Table of contents 5

Introduction 6

PART I BACKGROUND

1. Helvetas' involvement in drinking water
& sanitation in Nepal 1976 - 2000 8

2. The three phases of the SRWSP Approach 9

PART II SALIENT FEATURES

3. The Community Oriented Stepwise Process:
Action and reflection 13

4. Health and Sanitation Education:
New concepts and approaches 21

5. Technology: Understood and owned by
the community 25

6. Women and men: Efforts towards a
gender-balanced approach ., 27

7. Partnership: A search for different modalities 30

8. The Organisation: The backbone of the programme .... 33

PART III NEW DIRECTIONS

9, Integrated Water Resources Management:
A logic step forward 36

References 40



Introduction

Traditionally, rural communities in the hills of Nepal (Helvetas' focus area)
have depended on unprotected springs, ponds, canals, streams and riv-
ers for their drinking water supply. The water often had to be fetched from
long distances. In 1971 His Majesty's Government of Nepal (HMG/N)
embarked on an ambitious programme to develop piped water supply
schemes in hill-area villages where the need for water for domestic pur-
poses was most acute. In support of the International Drinking Water and
Sanitation Decade (1981-1990), the government considerably increased
activities in the water and sanitation sector. Despite these efforts, govern-
ment figures show that, at the beginning of the 21st century, Nepal will
be able to supply piped drinking water to only about 60% of the hill ar-
eas, and sanitation facilities will be available for less than 25% of the
population.

Nepal's water and sanitation sector involves many agencies. Besides the
Government there are several external bilateral and multi-lateral donor
agencies. International Non-Governmental Organisations (INGO) support
the sector directly with technical and financial assistance, or indirectly
through integrated programmes. Two major national and various local
NGOs are involved in the implementation of water supply and sanitation
programmes. The private sector, e.g. engineering consultants and manu-
facturing companies, is also actively engaged in providing services for
the sector.

Existing national guidelines lay out modes of implementation regarding
sanitation, technical aspects and working with local NGOs. This has fa-
cilitated the integration of sanitation, involvement of women, peoples'
participation, and the collection of maintenance funds into all drinking wa-
ter programmes. Moreover, HMG/N has introduced the National Water
Resources Act 1992 along with the Drinking Water Regulations 2055,
which provide a legal framework for appropriate utilisation, protection,
management and development of all the water in Nepal. It turns owner-
ship of any water source over to the State and, among competing user
interests, assigns the highest priority to drinking water.

During its two and a half decades of involvement in the drinking water
and sanitation sector in Nepal, Helvetas has helped the Nepalese Govern-
ment set up 335 large drinking water projects under the Community
Water Supply and Sanitation Programme (CWSSP) and almost 100 small
to medium size drinking water schemes under the Self-Reliant Drinking
Water Support Programme (SRWSP). As a result of this support, a total of
35000 villagers living in the mid hills of the Western Development Region



are at present beneficiaries of piped drinking water systems. Given the
expected growth in population, the design of the drinking water systems
allows for a potential capacity of up to 57000 users.

This paper is a description of the SRWSP concept and approach. It is di-
vided into three parts. Chapters 1 and 2 (Part I) set the background on
which SRWSP has been developed and briefly describe the SRWSP ap-
proach. - Part II looks at each of the salient features of SRWSP. Chapter 3
gives a detailed account of the community-oriented stepwise process,
the backbone of the programme, while chapters 4 to 8 cover the issues
of Health and Sanitation, Technology, Gender, Partnership and the Organi-
sation. Each chapter closes with a reflection on the key issues and
lessons learned, followed by a statement taken from the External Evalua-
tion report 1997. - Part III takes a look into the future. Drawing
conclusions from lessons learned, it describes how Helvetas/Nepal
moves towards Integrated Water Resources Management (IWRM) at the
local level. Some initial experiences gained in two pilot activities are
shared.

Throughout the paper the term "Community" is used. The people in the
community (sometimes called villagers), represented by a Water and
Sanitation Management Committee (WSMC), are all those living within
the area covered by the drinking water supply scheme. An average of
around 50 households make up such a community, whose housing may
be scattered or clustered, depending on the situation. Although the term
suggests unity, a community can be
very diverse. Each community consists
of men and women of different ethnic
and caste groups. Most of these people
are involved in agricultural work, some-
times supplemented by labour abroad.
The economic situation varies from well-
off to very poor. Low-caste people are
mostly in the lower economic and social
strata. Women, in general, are subordi-
nate to men, though in some ethnic/caste
groups women enjoy a higher status
than in others. When reading the paper
this diversification of 'the community'
should be understood.

Safe water is still not guaranteed for
many people in Nepal
(Original Drawing from the project)



Helvetas' involvment in drinking water
and sanitation in Nepal 1976 - 2000

Helvetas' involvement (with the financial support of the Swiss Agency for
Development and Cooperation, SDC) started in 1976 when it agreed to
provide technical assistance to the CWSS Programme in the Western De-
velopment Region of Nepal that was financed by the Swiss Government.
CWSSP took up many new aspects in the drinking water sector of that
time. It started in the early 1980s with the inclusion of operation and
maintenance. Various training programmes were developed to build up a
cadre of skilled technicians and overseers/engineers. At village level, spe-
cial training programmes were conducted to develop the managerial skills
of the user groups and technical skills of maintenance workers. The im-
portance of sanitation as a factor in improving public health was also
recognised. Beginning in the mid-1980s, a full-fledged sanitation and
health education package was developed, combined with a special pro-
gramme aimed at women's involvement. By 1994, about 340 drinking
water and sanitation projects in 16 districts of the Western Development
Region of Nepal had been completed.

In 1987 HMG/N reorganised its ministries. This resulted in the transfer of
CWSSP from the Ministry for Local Development (MLD) to the purely
technical Ministry of Housing and Physical Planning (MHPP). The CWSSP
evaluation report of 1989 states that: "The CWSS Programme at present
is in a critical phase where it is difficult to foresee in which direction it
could develop. Much depends on the efforts of HMG (...) to harmonise
the CWSSP and the DWSS (Department of Water Supply and Sewerage)
implementation approaches and to what extent the policy on people par-
ticipation is put into practice."

At this point, Helvetas decided to develop the new SRWSP concept on
its own. This was done for several reasons: A major political transforma-
tion in Nepal in 1990, which allowed civil society to become active in
development activities, opened new opportunities. Also, concepts of 'par-
ticipatory' and 'community-led development' needed a fresh
interpretation, reflecting the changing global thinking on development in
the early nineties. Additionally, while developing the SRWSP step-by-step
approach, efforts were made to design the projects on a smaller scale
than in CWSSP (thereby enhancing people's sense of ownership), to in-
volve women more adequately, to integrate sanitation and health
education better and to further increase concentration on the poor seg-
ments of the community. The change from CWSSP to SRWSP was not
just a change to another approach. It was seen as a new vision in which
the construction of drinking water and sanitary facilities was combined
with the empowerment-of an increasingly aware community moving to-
wards greater self-reliance and development.
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The three phases of the
SRWSP approach

Taking into consideration a set of principles such as empowerment, jus-
tice and equity, gender equality, and rolling planning, the objectives for
SRWSP are formulated and divided into five main categories:

• Community management and empowerment (with special emphasis
on women).

• Improved sanitation and health.

• Provision of safe drinking water.

• Sustainability (through well-functioning operation & maintenance (O&M)
systems).

• Partnership and capacity development in partners.

To achieve these objectives, a strong community-oriented process ap-
proach is chosen. The community is guided through a stepwise process
that encourages its members to become self- reliant in solving drinking wa-
ter and sanitation problems. Health and sanitation education and all
technical tasks are fully integrated in the process. No specific targets are
set, the programme activities are planned flexibly. A process of rolling
planning is adopted, based on experiences gained and lessons learned.
No particular target groups are defined, but women and marginalised
groups within the given community receive special emphasis. At several
points along this process, the active participation of these groups is a
pre-condition for further progress.

The stepwise process is a series of activities and benchmarks that safeguard
the integrity of the project process and increase community ownership. A
number of specific activities and/or criteria must each be fulfilled by the
community. A new operation is started only once all previous required
activities have been completed. For a project to reach completion, it
needs to successfully run through three phases: Preparation, Construc-
tion, and Operation & Maintenance. The duration of each step and each
phase depends entirely on the commitment, ability and willingness of the
community (a detailed description of the 25 steps can be found in chap-
ter 3).

The community is guided through a
stepwise process that encourages its
members to become self- reliant in
solving drinking-water and sanitation
problems.

The stepwise process is a series of
activities and benchmarks that safe-
guard the integrity of the project
process and increase community
ownership.

1. Preparation phase

During the preparation phase, preceding the construction of a drinking
water scheme, numerous activities take place which lead to improved
community management and better sanitation practices among the peo-
ple. Those activities include assessment and analysis of the community
in the field of drinking water and environmental sanitation, community
mobilisation to form a Water and Sanitation Management Committee
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(WSMC), Health and Sanitation Education
(HSE), training of WSMC members, fund
raising for operation and maintenance,
and participatory monitoring. Only after
completion of these activities is a de-
tailed technical survey and planning for
the drinking water system initiated. At
the end of the preparation phase, when
the design and material estimates are
ready, the community plans for collection
of locally available material, transporta-
tion of additional construction material to
the village and all construction. This is the
start of the construction phase. The dura-
tion of the preparation phase varies but
usually is one to two years.

Activities to be completed and criteria to be fulfilled by the community
during the preparation phase are:

• The villagers inform the local authorities of the application forwarded to
Helvetas.

• A Water and Sanitation Management Committee is formed, represent-
ing all groups in the community and reflecting in its actions their tasks
and responsibilities.

• The whole community actively participates in the fulfillment of all the
steps and is involved in the planning and decision-making processes.

• An O&M fund is collected and deposited at a local bank.

• Willingness to change sanitary habits is demonstrated by the construc-
tion and use of a locally appropriate latrine.

• A written agreement is signed on the use of the proposed water
source and on the place of the proposed location of structures, includ-
ing tapstands and tanks.

• Technical and feasibility studies are conducted.

• The community agrees to mobilise its own resources, including human
resources, and to assume full responsibility for operation and mainte-
nance.

The construction phase is the shortest
of the three. An average gravity flow
system, consisting of a 5 km main
pipeline length, a storage and distribu-
tion tank, some other structures and a
total of seven tapstands serving about
50 households can be completed within
three months.

2 . Construction phase

The construction phase is the shortest of the three. An average gravity flow
system, consisting of a 5 km main pipeline length, a storage and distribu-
tion tank, some other structures and a total of seven tapstands serving
about 50 households can be completed within three months. SRWSP pro-
vides skilled and technically qualified staff to guide and support the
community, but it is the people themselves who must build their own
drinking water scheme. During this phase a Village Maintenance Worker
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(VMW), appointed by the community, is trained on the job and during an
intensive two-week training programme. After completion of the construc-
tion work and the subsequent final commissioning, the operation and
maintenance phase begins.

3. Operation and maintenance phase

The operation and maintenance phase is open-ended for the community,
while for SRWSP it is limited to two years. The objectives of the O&M
phase are:

• to enhance sustainability of the sanitation and drinking water facilities
by providing support to the WSMC, VMW and Woman Tapstand Care-
takers (WTC),

• to allow time to detect any technical shortcomings and need for im-
provement and modification,

• to monitor the programme's effect and overall impact.

In order to achieve these objectives, the project area is visited at least
five times, training is made available to build local capacity, and follow-up
is provided. During the O&M phase the community can turn to the Dis-
trict Drinking Water Office (DWSO) for technical support, while their own
funds will be adequate to cover costs for repair work. The complete
project duration, from its beginning to the start of the O&M phase, takes
about two years. The stepwise process is illustrated in a poster and
small booklet serving as guideline for the community (see the poster
showing the process and its steps, enclosed with this brochure).

Partnership

Partnership is a key feature in the implementa-
tion of the whole programme. SRWSP has a
very broad scope of partners but essentially
works within two types of partnership: dual and
multiple. A dual partnership entails cooperation
between SRWSP and the community repre-
sented by a Water and Sanitation Management
Committee (WSMC). In the multiple partnership
approach, SRWSP cooperates with various or-
ganisations, such as NGOs, technical consult-
ants, local authorities, and governmental drink-
ing water agencies, and reaches the community
in this way. Cooperation with the NGO sector
takes place mainly in the areas making up the
programme's social component, while consult-
ants are given the responsibilities in the techni-
cal field. Local authorities and governmental
agencies are partners for coordination and coop-
eration. Others are involved for specific tasks
such as training.

Chart of stakeholders

COMMUNITY

LOCAL
AUTHORITY

SRWSP
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