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0. EXECUTIVE SUMMARY

This mid-term review was carried out between 6 and 15 October
1992. As it became clear that FINNIDA would partly or
completely withdraw the funding of the project, the objectives
of the mid-term review were, next to the assessment of
progress, problems and solutions, also directed to the risks
of this funds stoppage to the sustainability of the projects
achievements.

The FINNIDA-supported rural water supply projet in Mtwara and
Lindi regions in Southern Tanzania started with a Master Plan
Phase in 1972. The implementation phases were characterized
by a pure parallel organizational structure. Integration of
the project into the MAJI structures started in 1988 (Phase V)
but is not yet completed.

The FINNIDA support to the rural water supply development in
Mtwara and Lindi regions is in its last phase, called the
Phasing-Out Phase, 1991-1994. In Phase V the transformation
of the project started from a construction-oriented, resource-
driven project to a community-based and sustainability-
oriented project. It was found that the re-orientation of
technical MAJI staff, from construction-oriented providers of
services to supporters of village water supply management in a
partnership with the village is rather a difficult process
which does not come overnight. Progress on this re-
orientation is noticed but still limited. The re-orientation
was found needed to create an environment and establish an
approach facilitating long-term sustainability of
rehabilitated and new water supply facilities. The Water
Policy approved last year further supported development in
this direction. The mission concludes that although some
progress has been made at this moment, the development and
establishment of an effective partnership between the village,
and the district and region is not strongly founded as yet to
get a consolidative basis for long-term sustainability.

It must be noted that the original project objectives for this
Phase were re-directed in the beginning of this Phase.
Support to the management of community point source water
supplies and to the development of an organizational structure
of the Makonde Plateau Water Supply Systems became the foci of
the objectives.

For Mtwara region the project activities during the first two
years of Phase VI (1991 and 1992) were very much influenced by
a stoppage on the supply of materials from FINNIDA. The
stoppage was due to a ban on the supply of materials and the
discussions between FINNIDA and MAJI (national and regional
level) on issues related to the local contribution on purchase
of materials and equipment through FINNIDA. The resulting
lack of materials and spares adversely affected particularly
MAJI Mtwara in its progress in the rehabilitation of both
shallow wells and piped water supplies. This frustrated MAJI



staff in Mtwara very much. Lindi region suffered less from
these problems.

PROJECT MANAGEMENT AND INSTITUTION BUILDING

The integration of the project into the Tanzanian institutions
is nearly complete.
As most expatriate advisers were stationed in Mtwara with a
predominant implementation role more than advisory role, the
MAJI staff in Lindi region had somehow to operate more on its
own in planning, budgeting, ordering etc. This seems to have
had a positive impact on the regional capacity and
institutional development. In general there is still room for
institutional improvement, particularly in terms of
organizational efficiency and abundance of staff at technician
level and below. Technical capacities within MAJI are well
developed. MAJI staff in Lindi's region and districts
recognized increased institutional capacities through improved
well-equipped workshops and implementation equipment.

Some project components do still run parallel to MAJI
including the ordering and distribution of materials. The
accounting system of the FINNIDA-component is not very
transparent for MAJI, which made planning for new activities
somehow difficult.

The post of O&M adviser remained vacant as no suitable
candidate could be identified. This has adversely affected
the further development and establishment of an O&M system for
the water supply systems which was indicated as a key activity
in Phase VI, and some other O&M-related activities.

The training adviser arrived only in August 1991 for a one-
year period. Two community participation advisers (CPA) were
recruited locally and are stationed in the two regions.

At village level the institutional development continued
through the establishment of Village Water Committees (VWC),
training of village leaders, VWC-members, and Well Caretakers.
The effectiveness of these village-based institutions is very
unclear as villages miss basic tools for repair of handpumps,
spare parts are not available and an O&M system with cost-
sharing is not operational as yet.

COMMUNITY PARTICIPATION AND COST-SHARING

Community participation being a concept with more than only
free labour in construction but also recognizing villagers as
managers of their water supply facilities started off in 1988.
The development of this concept received only serious
attention in Phase VI. The present community participation
approach puts emphasis on the responsibilities of the users,
i.e. they have to establish a VWC and have to collect money
for their O&M funds. The roles and responsibilities in the



partnership between village and support levels are not clear
yet, and support structures have not been put in place. For
instance villages have no tools to repair handpumps and no
access to spare parts, and have no information on actual costs
of O&M for different systems. The absence of this enabling
environment is a constraint for effective and sustainable
community management of water supply systems.

The mission has the opinion that MAJI (at the national level)
could be instrumental in the translation of the Water Policy
into clear guidelines and strategies. This could further
include the development of basic models for effective
community management in partnership for different types of
water supplies.

Community participation activities were mainly implemented by
two CPAs who work through MAJI channels. Almost exclusively
FINNIDA funds are used for training courses etc. The present
community-oriented approach requires from MAJI staff a
positive attitude towards this approach. Good coordination
with MAENDELEO, the responsible institution for community
development, is recommended.

Community participation activities included methodology
development, training of trainers and village capacity
building. More efforts have to be made to develop community
participation capacities at district level. This will
facilitate continuation of community participation activities
related to water.

The Water Policy puts much attention on the cost-sharing
aspect to recover O&M costs for water supply facilities.
Although water used to be a free good for the last 20 years,
the acceptance of this cost-sharing principle seems in general
to be quite high provided that water supply is reliable and
adequate. This is particularly so as in both regions water is
scarce and badly accessible.

It is obvious that community management can only be effective
in villages with a functioning water supply system. This
stresses the need for continuing rehabilitation of non-
functioning systems, particularly the handpump and gravity
supply systems.

OPERATION AND MAINTENANCE

As said before no O&M system has been developed and
established as yet. This means that in most villages no tools
for handpumps are present, that there is no spare parts
procurement and delivery system, and no back-up system from
the district level. The mission feels that the establishment
of districts spare-parts shops, which could run on a revolving
fund basis, is a conditio sine qua non for the sustainability
of improved water supplies. It is recommended that such a
system is established with support from FINNIDA.



In a number of villages, village funds have been created and
well caretakers trained. The real costs for O&M, important
information for the financial management system at village
level, are still not known. The mission therefore recommends
that the project soon comes to realistic cost estimates. The
costs for O&M are generally expected to be within the
financial capacities of most households, particularly for the
handpump and gravity piped systems.

TRAINING AND CAPACITY DEVELOPMENT

This component of the project received more attention than in
earlier phases. The two years of Phase VI were however too
short to result in sufficient trained people required to
operate, maintain and manage the rehabilitated water supply
systems. Therefore there is a need for continuation of these
activities for some more years to come.

To make all involved people knowledgeable of the promoted
approach, more orientation on the partnership approach between
villages and support levels is to be given to all levels
including specifically the district leaders and departmental
staff.

To facilitate the continuation of the community participation
and training activities, it is recommended that the contracts
of the present two CPAs advisers are extended to the end of
1994.

The effectiveness of the trained well caretakers is doubted as
no O&M system is in place as yet. Follow-up of training
through monitoring of performance and on-the-job training by
district O&M staff is to be introduced.

Limited funds at the Tanzanian side sometimes resulted in
postponement or cancellation of planned training courses, e.g.
the important pump operators course. The present training
programme is obviously financially not sustainable without
donor funds. However, if trainers at district level are
trained, they would take care of continuation after 1994.

PHYSICAL IMPLEMENTATION OF WATER SUPPLIES

Data on achievements were particularly in Mtwara difficult to
obtain, although a management information system had been set
up by FINNWATER. The system was not sufficiently
institutionalized and is presently not operative anymore.

The project output for Mtwara region was during 1991 and 192
very much influenced by the stoppage and delay in material
supply from abroad.



According to information from the Lindi's RWE's office the
region constructed 51 new shallow wells and rehabilitated 418
existing ones. For Mtwara region less than 50 shallow wells
were rehabilitated with FINNIDA support. It must be noted
that local and international NGOs also supported the
construction and rehabilitation of shallow wells in this
region. In Lindi 2 new single-village piped supplies were
constructed and 6 single-village systems rehabilitated, while
in Mtwara three piped supplies under rehabilitation in Phase V
were carried over to this phase and are not yet completed.

The percentage of (partly) functioning piped supplies systems
is in both regions very low: for Mtwara about 20% and for
Lindi about 27%. Of the shallow wells in Lindi region 74% was
operational according to information from the RWE's office.
Using this information, the mission concludes that the
physical activities progress well in Lindi region.

The mission concluded from observations that the potential for
rainwater harvesting as a supplementary water source is very
high in many areas of the two districts. A study on rainwater
done in this phase did however not result in satisfactory
results and the management adviser decided to do no field-
testing. The mission would recommend the Tanzanian government
or local NGOs to do some pilot and demonstration projects in
the regions based on experiences in other regions in Tanzania,
using local or donor funds.

ENVIRONMENTAL ISSUES

The mission has observed and learnt from regional and district
staff that environmental degradation is increasingly becoming
a thread for the scarce water resources in the regions. This
refers both to the quantitative and qualitative water
characteristics. The main contributing factors are
deforestation, shift cultivation and bush fires. Control
measures to prevent environmental degradation should be
discussed with the villagers, as there are conflicting
interests in land use. There is need for increased
collaboration on environmental issues between different
departments including forestry, agriculture, natural
resources, water and community development.

MAKONDE PLATEAU WATER SUPPLY SCHEME

The mission has the opinion that the studies conducted under
Study Phase I are of high quality. The papers presented and
the discussion during the Seminar on this scheme in April
1992, very much contributed to a better understanding of the
problem and the potential for different institutional and
financial options. Seen the TOR of Study Phase II, the
mission has confidence that this phase will result in a good
framework for the establishment of an autonomous
organizational body to operate the Makonde Water Supply
Scheme.



In view of the changing political climate and the new Water
Policy , the mission has confidence that the proposed
institutional structure (Water Board) and the suggested cost-
sharing principle for the Makonde Water Scheme will be
acceptable.

CONCLUSION

The mission noticed progress in the development and
establishment of a community-oriented approach in the project
areas. In a number of villages, cadres have been oriented and
trained to take up roles and responsibilities in community
management of their water supply systems. However, in the
partnership relation, the support from district and regional
level required to make this community management effective is
still missing. This support system comprises an operational
O&M system including effective spare parts distribution system
and district-based O&M back-up support. To make the water
supply systems sustainable these have to be further developed
and established. This requires also training at different
levels as explained above.

As the project aims for sustainability of the water supply
systems the mission strongly recommends to continue funding of
activities related to community participation, operation and
maintenance, and training, to the end of 1994. In financial
terms this would imply an estimated donor fund allocation of
less than 1 million Finn marka per year for 1993 and 1994
which is less than 25% of the originally allocated budget
amount.

The mission has the opinion that if the project does not
continue with the above mentioned activities, the achievements
in community capacities, partly developed community-oriented
approach and other training achievements, may not be
sustainable resulting in breakdowns of presently functioning
and used new and rehabilitated water supply systems.

The mission also recommends that non-used funds allocated for
material supply for 1991 and 1992 can still be used for the
procurement of materials required for rehabilitation of
shallow wells and gravity piped water supplies presently under
rehabilitation.

Furthermore, specific recommendations have been formulated for
FINNIDA, MAJI at the national level, and MAJI at the
regional/district level.



INTRODUCTION

1.1 PROJECT HISTORY AND PROJECT SETTING

The cooperation between the Government of Tanzania and the
Government of Finland in the water supply sector started in
1972. The geographical area earmarked to receive Finnish
support in the water supply development was Mtwara and Lindi
regions in the south-eastern part of Tanzania. A feasibility
study and the preparation of Regional Water Master Plans
preceded the actual start in 1978 of a series of
implementation phases which continued until the end of 1987.
During this period of 10 years the main Project objective was
to construct as many water supplies as soon as possible. The
Project was organized through an implementation unit entirely
outside the MAJI structures: i.e. a parallel project set-up,
which fitted well in the project strategy of the
Implementation Phases. In 1987 it was observed that more than
50% of the constructed water supply systems were not
functioning. As main reasons were identified lack of funds
and skills for proper management, and for operation and
maintenance (O&M). But other reasons included the
organizational approach followed in planning, implementation
and management of water supply systems, and the weak
institutional and community capacities to sustain the water
supply systems.

Phase V (1988-1990) aimed to correct this situation of poor
O&M and management of the rural water supply systems by
emphasizing the institution building aspects and the
integration of the project in the MAJI organization. The main
targets of Phase V, also called "Integration and Institution
Building Phase", were the development of management, operation
and maintenance systems, development of manpower and
establishment of an effective system of community management
for the handpump wells in order to create a "sustainable water
supply system" in Mtwara and Lindi Regions. Although the
Project was supposed to be integrated into the MAJI
organization during Phase V, it continued to maintain a more
implementation-oriented than an institution-building approach.

The Evaluation of Phase V (beginning 1990)1 revealed that in
order to reach sustainability of the water supply systems,
much was to be done including issues such as institution
building, community involvement, O&M procedures and support,
and cost recovery.
Therefore, continuation in Phase VI was justified.

Report of the Evaluation Mission January-February
1990.



1.2 PHASE VI: AIMS AND STRATEGY

While Phase V was the Integration and Institution Building
Phase, Phase VI was called the "Phasing-out Phase", and
definitely the last phase to receive financial support from
the Government of Finland.

The development objectives of Phase VI were to consolidate the
existing water supplies, and to provide additional sustainable
supplies through rehabilitation and new construction. Safe
and reliable water supply would lead to improved health and to
economic development.
Sustainability was the key word in the defined strategy with
elements as community involvement, cost-sharing for O&M,
improved management, O&M procedures and performance-oriented
training.

1.3 MID-TERM REVIEW OBJECTIVES

The initial main objectives of the mid-term review were (i) to
analyze the chosen Project strategy and priority setting of
activities versus Project objectives, identify problems and
identify solutions and directions to reach set targets, (ii)
to make recommendations for the remaining period, and (iii) to
make a risk analysis on institutional, social and political
aspects if the Project would be interrupted prior to the
originally set date. These objectives were discussed and
agreed upon between FINNIDA and the mission coordinator in
Helsinki on 3 September 1992.

Upon arrival in Tanzania, the mid-term review mission was
briefed at the Embassy of Finland. The modified Terms of
Reference were handed over and further explained. The major
alternation in the TOR was that the time horizon of the
Project had changed: the Project is definitely going to end
the beginning of 1993 instead of the end of 1944. The earlier
mentioned "risk analysis" and the recommendations towards the
Tanzanian Government therefore had to become the major focus
of the mid-term review, in addition to the conventional
"review". Important questions to raise should be whether the
present Project and achievements sufficiently strongly
established to continue functioning and if not what areas were
to be addressed as priorities in the remaining time or as
additional post-Project activities? Furthermore, plans for
the Makonde Plateau Water Supply Systems were to be assessed
for viability in the context of the changing political and
economical climate in Tanzania. In addition, the TOR were
extended with a number of environmental issues.

For the full TOR of 28 September 1992 with environmental
issues see Appendix 1.
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1.4 MID-TERM REVIEW METHODOLOGY

The mid-term review was undertaken during the period 6-15
October 1992. The review mission team consisted of the
following persons:

- Mr Jo Smet sanitary engineer IRC, teamleader
- Ms Evelien Kamminga sociologist
- Mr Michael Daffa environmental officer NEMC
- Mr Don Ishengoma civil engineer representing MAJI

The itinerary is attached as Appendix 3.

Discussions were held with the Embassy of Finland, the
Ministry of Water, UNICEF, and SIDA before leaving for the
Project area: Mtwara and Lindi Regions.
In the Project area group and individual discussions were held
with government and Project staff at regional and district
level, and with community members in a number of selected
villages. In these villages, water supply facilities were
visited. Furthermore, some training institutions, used by the
Project for training courses, were visited.

At the end of the mission a presentation on the preliminary
findings of the review mission was made to government and
Project staff of Mtwara and Lindi regions followed by
discussions. In Dar es Salaam, the Embassy of Finland was
debriefed on the preliminary findings, conclusions and
recommendations. The Ministry of Water informed the team that
debriefing on the mission's results could not take place on
the scheduled date. Debriefing at MAJI was done by the two
Tanzanian members of the mission's team. The draft summary of
preliminary findings and conclusions of the review mission was
handed over to the Embassy of Finland and the Ministry of
Water on 16 October 1992.



2. MTWARA-LINDI WATER SUPPLY PROJECT

2.1 PROJECT OBJECTIVES

The main objective of Phase VI of the project for is to
consolidate the existing water supply facilities implemented
in earlier phases of the project. Existing non-functioning
systems are to be rehabilitated and new systems be constructed
in the framework of the project.

As the project has reached its final phase (Phasing-out Phase)
the main aim is to arrive at a sustainable state of the
improved water supply systems through consolidated clear
management procedures at departmental and community level.
Therefore, managerial and O&M skills and involvement of
communities has to be boosted.

The immediate objectives formulated in the six so-called sub-
projects are directly linked to this general aim of
sustainability.
Phase VI consists of the following six sub-projects:

- Project Management and Institution Building
- Community Involvement
- Cost-sharing
- Operation and Maintenance
- Training and Manpower Development
- Physical Improvements to Increase Water Supply

In the Project Document for Phase VI (January 1991) the
immediate objectives and the achievement indicators have been
clearly formulated. For each immediate objective components,
outputs and output specifications, as well as tentative
schedules of activities have been specified to a very great
detail.

The activities would be carried out by the MAJI offices in the
regions and districts in Mtwara and Lindi. MAJI would be "
... in full charge of all activities and bear the main
responsibility for the achievement of the project objectives"
(Project Document, January 1991).

The Government of Tanzania would provide funds, manpower,
materials, transport etc. needed for implementation and O&M of
water supplies. Contributions from beneficiaries for
implementation and O&M were also envisaged on the cost-sharing
principle. FINNIDA would provide funds for part of the
material requirements and training. Including the advisory
services the Government of Finland input would be FIM 21
million for the four year period (1991-1994). The Project
Document (January 1991) also states that "... The material
support by FINNIDA would phase out gradually during Phase VI,
and arrangements were to be made to provide funds for the
development and O&M of water supplies from other sources".

10



Soon after the start of Phase VI, FINNIDA re-directed its
project targets at: (i) autonomization of the Makonde Plateau
Water Supply System and (ii) institution building for point
source water supply management. FINNIDA's view was that all
FINNIDA-supported activities should serve these two
objectives. It did not become clear for the evaluation mission
to what extent this re-direction of targets and objectives has
been discussed and agreed with the GoT or whether this was a
unilateral decision.

2.2 PROJECT STRATEGY

The Project Document indicated for each sub-project the
specific strategies.

The Project Strategy in Phase VI, as stated in the Project
Document of January 1991, is that the MAJI regional and
district offices will be in full charge of the implementation
of all activities.
The number of external consultants will be further reduced to
stimulate and facilitate full integration in the Tanzanian
government structures. The material support will be gradually
reduced during this phase. Furthermore, resources allocated
to water supply schemes must be sustainable beyond the project
period. This stresses the need for capacity and facility
development within the absorption capacity of the involved
institutions.

The community involvement in management of water supply
systems will be accelerated through capacity development. Two
local Community Participation Advisers will continue to work
together with MAENDELEO staff and with MAJI Training
Coordinators in order to expand and consolidate the community
involvement methodology.

In respect of the cost-sharing, clear and simple procedures
will be developed to facilitate the mobilization of
communities. The principles of the Water Policy will be
followed.

11



3. MID-TERM REVIEW FINDINGS

3.1 PROJECT MANAGEMENT AND INSTITUTION BUILDING

The immediate objectives of this sub-project are (Project
Document, January 1991):

consolidation of improved management systems and
procedures developed during previous phases

effective management of funds, facilities, communication
and transportation system, manpower and material

3.1.1 History on Project integration

The integration of the project into the MAJI structures was
started during Phase V, and in view of the phasing-out of the
donor support it became a crucial element for achieving
sustainability. The FlNNlDA-supported project started-off in
1972 and was since organized as a nearly pure parallel project
outside the Tanzanian government structures. This project
organization was viewed at that time to be the most efficient
organizational set-up for the "crash implementation
programme". As the involvement of MAJI staff was minimal, the
result was that low numbers of MAJI staff were trained by the
project. Another constraint was that project staff who left
the project did not join MAJI but most likely the private
sector. Furthermore, institution building of MAJI and
responsibility and commitment of MAJI staff over the
constructed facilities was low. Only in 1988 (Phase V) the
change towards more integration in the national organizations
was initiated. It was obvious that this adjustment or re-
orientation would take much time for both consultants and
government staff, particularly considering the long duration
of the previous organizational
set-up.

Integration of the project into the Tanzanian structures
coincided with a reduction of funds for implementation of
water supply systems in Phase V. However, in Phase V emphasis
was put on training of MAJI staff in management and
organization. In terms of efficiency, MAJI and the other
Tanzanian organizations involved were not able to run the
project as efficiently in terms of output versus resources as
the previous "parallel" project organization unit.

3.1.2 institution building: some constraints

According to information obtained, the less efficient
organization within MAJI and some incidents in Mtwara region
in 1990 and 1991 gave rise to a halt in the supply of
materials by FINNIDA. It is beyond the mandate and capacity
of the Mission to judge this decision. A task-force from MAJI
Dar es Salaam looked into the case, but the conclusions of
this task-force were not available to the Mission, clearly

12



the decision to stop the material supply to Mtwara adversely
affected the relationship between the donor/consultant and
MAJI Mtwara Region, and so also the institution building goals
and activities in this regional office. This ban on material
supply to Mtwara was effective between March and October 1991.

In the project document for Phase VI it was stated that as
from 1992 a proportion of the FINNIDA material support would
be reimbursed as an input from the Government of Tanzania
(local contribution). The percentage would start with 10% and
yearly increase with 10%. The same was stated for the
"training and community participation activities", where the
reimbursement by "MAJI" would be 20% in 1993 and 40% in 1994.
It was not clear which MAJI level was meant and it was not
acceptable for MAJI that they would be the only contributor.
This reimbursement principle and the procedures and conditions
of payment created several misunderstandings between the GoT
and FINNIDA. Discussions took place between the Tanzanian
Government and FINNIDA to clarify these issues. A further
delay in the procurement of material and equipment for
construction of new and rehabilitation of non-functioning
water supply systems for both regions was the result. At the
time of visit of the mission, the negotiations between MAJI
and FINNIDA had lead to agreements on terms and procedures of
the local contributions. The period of postponement in
ordering of materials was effective in the period November
1991 to August 1992. At the moment of the review the required
materials/equipment had been ordered but delivery was not
expected before the beginning of 1993.

In practical terms as a result of the stoppage on the supply
of materials and equipment, MAJI Mtwara was nearly dormant
for two years (1991 and 1992) as far as physical
implementation on construction and rehabilitation of both
shallow wells and piped water supplies is concerned. This
situation, judged as unfair by MAJI staff, caused serious
frustrations among MAJI staff in Mtwara.

The MAJI office in Lindi was only affected by the delay on
material supply because of the discussions on the 10%-local
contribution. As will be seen in chapter 3.6 the reported
physical output of Lindi Region remained relatively
satisfactory as this region had a good buffer stock of
materials.

3.1.3 Integration and regional institution building

As in the previous phases most expatriate advisers were
stationed in Mtwara with a predominant implementation-oriented
management role more than an advisory role. Therefore, in
Lindi the MAJI staff involved in the project had and has to
operate more or less on their own. This concerns activities
as planning, budgeting, ordering materials etc. The presence
of a low number of expatriate staff in Lindi Region seems to
have had a positive impact on the regional capacity and the
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institutional development. Regional and district level MAJI-
staff in Lindi recognized increased institutional capacities
e.g. their available technical skills and well-equipped and
organized workshops and construction equipment. Lindi region
has also established well-equipped Regional Maintenance Units.

The integration of the project into the MAJI organization is
nearly complete. Throughout this phase, the issue of
integration remained high on the agenda of the project. All
stores have been handed over except the one for spares for
advisers1 cars which are not serviced by the MAJI garage.
This implies that all ordered materials are delivered to the
RWEs1 stores. However, the parallelism of the project was
still visible in the procurement of materials and equipment
(by Management Adviser) and in the engagement of the two
Community Participation Advisers (and earlier the Training
Advisor), whose role is presently not advisory but very much
implementation-oriented. Together with the FINNWATER
management adviser, all advisers operate from a small
FINNWATER project unit located within the MAJI compound, with
its own accounting system, facilities, transport and other
resources.

MAJI staff indicated that the accounting system of the FINNIDA
project component is not very transparent for them, which
makes planning for new activities somehow difficult.

3.1.4 Project Planning

Most of the project planning activities are done by regional
and district MAJI staff with support from the advisers.
Except for the Community Participation and Training activities
in which the local consultants took a lion's share in planning
and implementation. Lindi region and districts are, however,
apparently more independent in this respect.

3.1.5 Expatriate staff and local consultants

Nearly all tasks which were previously carried out by
expatriate staff, have now been taken over by MAJI staff at
regional and district level. During the first part of phase
VI the number of expatriate staff was three: the Management
Adviser, still in the project, and a water supply adviser and
a construction adviser. The latter two advisers had both left
by the time of the review.
Two major areas of weaknesses requiring increased attention
during this phase were supported by local consultants: (i) for
training development one consultant was contracted and (ii)
for community participation two local consultants continued
their contracts started in the previous phase. The training
adviser staid on for one year only, while the two region-
based community participation advisers are foreseen to
continue until the end of the project period.

The Training Adviser was contracted from the Rwegarulila Water
Resources Institute in Dar es Salaam, the in-house training
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institution of MAJI. Although the initial idea was to have a
broad training programme covering both the regional and
district institutions, and the village level, emphasis was
almost entirely put on the village level. This was in line
with the FINNIDA re-direction of the Phase VI targets; one
being institutional building for point source water supply
management.
According to the planning of the Training Programme (July
1992) a large number of training activities directed to
regional and district MAJI staff were planned for the period
July 1992 -December 1994. More details on the training and
capacity development aspects are covered in chapter 3.5.

The post of O&M adviser remained vacant as no suitable
candidate could be identified. One candidate was not cleared
by the Tanzanian government on grounds of inadequate
qualifications and experiences.

Establishment of a reliable O&M system was one of the sub-
projects. For the development of sustainable water supply
systems an effective O&M system is a paramount requirement.
The absence of an O&M adviser contributed to the failure of
the project to develop and establish an effectively operating
O&M system. Most work on this component remains to be done.
The training of pump mechanics for piped schemes planned to be
conducted at Mtongwere was cancelled, although O&M manuals on
different pump types were available in Kiswahili language.
Regrettably, these were not used neither distributed.

The FINNWATER Management Adviser is presently the only
expatriate staff member. He plays a low-key role in project
management, taking up the role of "adviser" which is sound for
the present phase. On the other hand he has much control over
the FINNIDA funds (a.o. for material procurement) and FINNIDA-
paid advisers and consultants. FINNWATER, the consultant,
continued operating from a separate FINNWATER block of offices
within the MAJI Mtwara compound. The group of FINNWATER and
FINNIDA-paid local consultants used to have their own monthly
meetings on all project issues. A local consultant for
FINNIDA-funds accounting has been recruited as well.

3.1.6 Monitoring and information management

Monitoring and information management appear to be generally
weak. Monitoring is vital for long-term success. The project
should be able to produce basic data such as the status of
village water supplies, breakdown rates, and so on.
Therefore, good monitoring systems should be established.

In the previous phases the project started a computerized
Management Information System (MIS), including information on
numbers of wells constructed, respective dates and their
location, training data, and other relevant project
information. The MIS was set-up by Finnish advisers but the
institutionalization into MAJI was at best insufficiently
done. None of the MAJI staff was sufficiently trained to

15


