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1.0
NTRODUCTION AND METHODOLOGY

1.1
Introduction and Background

Traditionally
, infrastructure has been the exclusive province of the public sector, with large, state-owned enterprises (SOEs) being responsible for investment and service delivery. In the early 1980s under the support of the World Bank and IMF, many of these countries restructured their economies. In line with the restructuring, these countries were to divest the management of these services to the private sector. It was felt at the time that SOEs are costly and inefficient providers of infrastructure services in most developing countries. They continuously depended on central government to finance even their recurrent expenditure. They were also thought not to have been able to attract significant investment badly needed for the provision of infrastructure services. They failed in the mist of dwindling public and Overseas Development Assistants (ODAs) funding to the sector to attract investment into the sector. 

Besides and most significantly, SOEs delivered only limited access and poor service to the poorest. Higher-income households often consume the subsidized services—power, water, and transport—provided by state monopolies, effectively disenfranchising the poor

Since then several attempts have been made to introduce private sector participation in the management of water across the developing world. Lessons are available on a number of management models broadly defined as public private partnerships. Many of these management models entail a private operator partnering a state company in the management of services ranging from complete divestiture to lease contracts.  In many of these arrangements, concerns have been raised on accessibility of the poor to infrastructure since it is theoretically perceived that the private sector involvement will limit the physical and economic access of the poor to infrastructure. The private sector will not be particularly concerned with the poor. As a result, their involvement is likely to limit access by the poor to important services such as water and energy through the introduction of economic tariffs and limited investment in poor neighborhoods. 

There is thus the need to fill the management model gap that will respond to the needs of the poor. The Tripartite Partnership (TPP) Project which started in January 2008 aims to strengthen sector capacity for planning and delivery of pro-poor water and sanitation services in urban areas is a responds to the need to fill the management gap. As part of project activities, a review of various management models both locally and globally will be undertaken to identify the most innovative ways of ensuring sustained delivery of WASH services to the urban poor. 
The study documents and discusses the triggers, structure, outcomes, success and failure factors of the community-utility company partnership bulk supply arrangement
 of the Savelugu water system as part of broader TPP project objective of identifying the most promising management models as basis for designing pilot projects towards delivering water to the poor
1. 1.2
Objectives and Scope of this Assignment

This assignment is in line with goal of the TPP, i.e. the identification and development of innovative management models for services delivery to the urban poor. The assignment seeks to document and analyse the community-utility company partnership bulk supply arrangement as a viable model for ensuring effective and efficient delivery of water to the poor, the factors responsible for the success or otherwise of the innovation, requirements to replicate at scale and generally lessons for the TPP project.  The following actions will be pursued to realise the objective of the assignment:
· Identification and  compilation a comprehensive picture of the WASH situation within the community

· Provision of an analysis of the innovative management aspects of the partnership that has ensured effective pro-poor services delivery.  

· An assessment of ‘next steps’ in terms of knowledge and application at scale of the innovation.
2. 1.3.    Deliverables

Three outputs are expected under the assignment:

1. The key output will be a report of 15-20 pages (excluding Annexes detailing the methodology adopted, findings, analysis, key conclusions and recommendations
2. Short version paper of the case study report of about 4-6 pages for the purpose of presenting at local and international conferences. 
3. A Fact sheet based upon agreed interesting theme areas, maximum 2 pages for website publication.

3. 1.4.    
Approach and Methodology 

The methodology adopted for study included a desk study involving a review of innovative management models for delivery of water to the poor globally and countrywide, a review of sector policy objectives and extensive field work in the study area. The fieldwork involved consultations with relevant actors as the Regional offices of the CWSA, AVRL, the Savelugu Nanton District Assembly, the DWST, the Water Board among others. 

.  .
2
.0
PROJECT
 CONTEXT, DESIGN AND APROACH  
2.1
Overview of the Project Area 
The innovative project – community-utility company partnership bulk supply is located in Savelugu, the capital of the Savelugu Nanton District of the Northern region of Ghana, 28 kilometers North of Tamale. The Northern Region of Ghana has a peculiar problem with ground water supply and has suffered from water related diseases over a long period of time. It is the most guinea worm endemic region in the country. Besides, the region is one of three poorest regions in the country. Geographically, it is located within the savanna vegetation where the density of trees is low. 
It is estimated that the population of the town currently stands at 29,000 having almost grown by 50% taking the 1997 (the time the innovation commenced) population estimate to be 18,000. Farming is the main occupation of the inhabitants of the town engaged in crop farming and raising of small ruminants and cattle. There are also significant numbers of small scale business people including transport operators. Savelugu is regarded as small Tamale. The district was created in 1988. The town is home to the district hospital, the Savelugu Senior High School among other government institutions. Malaria and diarrheal diseases are common. As at December, 2008, 176 cases of guinea were reported.  
Coverage for water is difficult to determine in the town even though it is presently estimated to be between 30-40% while that of sanitation is around 15-20%. Total number of household latrines stand at 112 compared to none as at 1997. Pan latrines were mostly used before 1997. 
Housing consists mainly of large compound houses constructed with mud bricks and mostly haphazardly built. Some buildings are built along water courses. However, efforts are underway to enforce building regulations of the assembly. There are limited access roads in the town mostly untarred. The dust generated poses great health risk to the people. 
2.2
Water Supply Situation

Currently, Savelugu is able to meet only about 30% of its water need. The town’s source of after is from the Aqua Vitens Rand Ltd. Bulk water is supplied by the AVRL into a reservoir and subsequently redistributed to customers under a community based management organization.  Because of the limited supply of water, its supply is rationed on a rotational basis every three days among the six electoral areas making up the town. The town has only one level of service, that is, 20 public standposts with each standposts manned by two vendors.

2.3
Description of the Initial WASH Challenge 

Prior to the introduction of the Savelugu Water System, the town encountered a severe water problem. There was no readily available potable water in the town. Guinea worm was endemic to the extent that as at 1997, Savelugu was leading in the number of guinea worm cases in Ghana. Attempts at providing the town with a stand alone water system proved futile. Surface water did not exist while ground water was insufficient. Besides, GWSC
 could not extend their network to the town because it was thought to be capital intensive. Until 1983, Savelugu Core Township was served by Ghana Water and Sewerage Corporation. However since 1983, the town had been without any potable source of water. Inhabitants depended upon 5 surface dams, dugouts and unprotected traditional wells for their water supply. This was often supplemented by hand dug wells which dry up in the dry season. There was no arrangement in place for the management of dams and no one was particularly responsible for operation and management of the dams. Occasionally ministry of health disinfected mostly the smaller dams to kill the larvae of the guinea worm. Access to water was an acute problem. A baseline survey in 1998 revealed that only 9 per cent of the town’s population could afford and had access to potable water. Water had to be transported by private tanker operators from Tamale about kilometres
. These tanker services took advantage of the situation and exploited the inhabitants of the town
 especially those who could afford. The poor were generally left on their own to fend for themselves especially in the dry season when their shallow wells got dried up. They sometimes had to travel several kilometres to polluted surface water sources for their water supply needs.

Several actors including the CWSA, Guinea Worm Eradication Programme (GWEP), World Vision International then all operating in the district had tried several ways individually to improve the water situation but were not successfully partly because ground water is a problem in the area. 
2.4
Evolution of the WASH Sector  

Spearheaded by the Guinea Worm Eradication Programme, the stakeholders made up of the community, 
the District Assembly, WVI, CWSA, GWCL, and Unicef teamed up to aggressively tackle the water problem. A proposal was developed and Unicef agreed to fund 70% of the project while the 30% as shared among the other partners with community and assembly together taking up 10% of the cost. Unicef came in as the main sponsor of the project because its drive towards actions aimed at alleviating the sufferings of women and children and water related diseases. Unicef’s philosophy has been to pursue and chase out guinea worm wherever it exists. Guinea worm exists in areas where there is no reliable potable water. Potable water provision was/is thus a line of attack of chasing out guinea worm.  
Since the intervention, the water and sanitation sector has seen significant boost in the district and the town. The profiling of the town by the innovation attracted attention to the town resulting in the construction of 49,000 
latrines by IWASH an international non governmental organisation. To compliment the break through in supplying water to the town, Unicef followed up with the constructional of institutional latrines in schools as basis for inculcating usage and motivation for ownership of latrines among peoples and ultimately in their adult lives. Unicef’s idea of institutional latrines has generated interest in the assembly to the extent that, the assembly has incorporated the construction of latrines as part of contracts for constructing classroom projects. NORPREP, Carter Center continues to be involved in household latrines across the district. Currently ongoing in the district is the incorporation of designs for wheels and ramps in toilets to cater for the needs of the blind and crippled.
2.5
Project Design 

2.5.1
Description of Intervention

The water system is the response of a collaborative effort of a number of NGOs
 in the water sector to a felt need. They could not stand the looming crises in the town. The water system as it is known today was not the first priority option for meeting the water needs of the people. The management model was resorted to after failure to get the town a stand alone system due to insufficient ground water in the town and the huge cost involved in mechanising and transporting water over a distance of about four kilometres from each of the four high yielding boreholes identified. With guinea worm staring the town in the face, the second most cost effective alternative was to support GWCL to deliver bulk water to the town. The concern of GWCL then was lack of capital to extend distribution lines to the town. 
The intervention therefore consisted of the construction of a reservoir, reconstruction a trunk line to the reservoir, construction of distribution lines to 20 public standposts and the 
institutionalisation of a community based governance and management structure to be responsible for the distribution and collection of revenue and the signing of a memorandum of agreement between GWCL, the community based organisation and the district assembly where GWCL supplies bulk water at a concessionary rate of 30% 
to the community-based management organisation while the community based organisation distributes water, bills and collect revenue and pays for the bulk water supplied..
Terms of Contract between the GWCL and Savelugu
 

1. The GWCL provides treated water on a bulk purchase agreement to Savelugu for redistribution to the population of about 25,000 inhabitants. The GWCL also provides consultancy services and on-site technical advice from time to time on matters related to the distribution of water. 

2. The GWCL is obliged to provide water daily, and Savelugu redistributes the water and pays the full cost at the end of each month based on the amount of water supplied. 

3. The GWCL may carry out major repair works on the transmission main within the Savelugu system, and Savelugu provides labour and financial obligation in respect of the work done. All other payments to the GWCL for other services rendered are effected as and when the service is rendered. 

4. Savelugu plans and provides data and information for expansion7, whilst the GWCL provides consultancy services and technical support for job execution. 
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Figure 1: Flow Chart of the Community-Utility Company Bulk Supply Partnership
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Partnership meetings to review any modification in the agreement occur every six months. Savelugu endeavours to pay regularly for water consumed whilst the GWCL sustains water supply in good pressure and flow, and of acceptable quality according to WHO standards. Where any party is unable to fulfill its part of the obligation, that party must explain the circumstances leading to the failure and recommend measures to address them. Apart from water sales to Savelugu, the GWCL also provides other services to the community, including: 

1. Installation of water meters and servicing of the meters 

2. Repair of major pipe bursts leading to the system to avoid the interruption of the water supply to Savelugu
3. Maintenance of electro–mechanical equipment when the need arises 

4. Technical advice on running the system effectively and efficiently. 

2.5.2
Project Objectives, Scope of Services Provided, Service Area

The main objective of the water supply project was the elimination of guinea worm in the town which at the time was leading in the number of reported guinea worm cases in the country. The scope of the intervention was mainly improving water supply by extending water from GWSC Tamale to the town and the institution of a community management system for the management of the water supply system. Even though sanitation did not constitute a cost center in the project, the community management system responsible for the management of the water did have oversight responsible for sanitation promotion in the community in line with the mandate of water boards operating the small town water supply systems. There was also an extension of the service area from the initial core area of the town to the presently six area councils. There are in all 20 public stand pipes, with each stand post having six spouts three each on opposite sides. The innovation did not include private connections as a way of regulating the water supply and ensuring equity to all citizens in the town. However, subsequent expansions were made to a number of institutions in the town including the Savelugu Senior high school, the police, agriculture, the district assembly and bungalows of the district assembly among others.

2.5.3
Activities under the Intervention
The project sought to provide a remedial solution to a looming crisis in the town through putting in a place a mechanism that keeps daily decisions on the management of water into the hands of communities while the state utility maintained the role of bulk supply of water at a subsidised rate of 30%. A whole range of activities were undertaken to realise this objective.

Putting Together a Proposal for the Project

Following from experience in trying to solve the guinea worm problem in the area, it was realised there was a need for an integrated approach involving multiple stakeholders to tackle the problem. This realisation culminated in the Guinea Worm Eradication programme taking a leading role in facilitating the development of a proposal with input from all the key identifiable stakeholders in the sector including; the district assembly, World Vision International, Carter Center, Ghana Water Company Limited, Community Water and Sanitation Agency (CWSA) and the community. Following agreement by Unicef to fund the project, concrete activities both hard ware and software commenced and are discussed below. 
Hardware Activities
The hardware activities were packaged into a contract and awarded to Rajga with Kolly Docoo as consultant. Hardware activities consisted of the reconstruction of about 4 km length dysfunctional GWCL line from Kanshegu to Savelugu, the construction of a 91 m³ capacity reservoir, construction of 6 boreholes and mechanisation of high yielding well located about 5 kilometres away from the town and erection of a 90 m³ reservoir on the borehole, construction of a booster station, and construction of secondary lines to the six electoral areas. The construction of the secondary lines involved the replacement of 4 kilometres asbestos pipes with PVC pipes and the extension of water to the exterior of Savelugu.  Three public Stand pipes were constructed in each of the electoral areas. Each electoral area has 3 stand pipes with six outlets each. Private connections were not encouraged because the supply was limited. The project was only able to meet 30% 
of demand. The stakeholders meetings resulted in the selection of a design which was to provide relief to the people. They were not convinced of the ability of GWCL to supply them with water. They reasoned that, if GWCL was capable of supplying them, they would have linked them to their mains long time ago. There was an agreed schedule for distribution of the water to the electoral areas and was strictly adhered thus ensuring that every electoral area was satisfied.
Prior to actual construction works, World Vision International with funding from the Hilton Foundation conducted hydro-geological investigations, employing very sophisticated techniques including remote sensing and satellite imaging to assess the underground water potential for drilling and mechanisation. After one month of prospecting within a radius of 6 km around the centre of Savelugu, drilling began in February 1999. There were about 48 drilling attempts and 16 were successful, of which four had yields adequate for mechanisation. Unfortunately, all these were 4-5 km from the town centre. Afrowood Ltd, a private consulting firm was also tasked to conduct a technical feasibility study on the supply of water to Savelugu. 
Software Activities

The project implementation management adapted a model that emerged at the time and was vigorously pursued in the community water sector. It sought to place and build organisational capacity of the community for management of the water supply in their communities in short the institution of a participatory community management system for the water supply project. The reasons for the adoption of such a management system are not far fetched. Sectoral policy in line with the national decentralisation process coupled with global best practices was pointing towards greater involvement of communities in the management of water resources. Sustainability it was thought could be guaranteed when communities are involved since through their involvement they were more likely to identify themselves with the project (sense of ownership) essential to sustainability. In the particular case of this project, there was a more compelling need for community involvement in order to achieve consensus among community members regarding how benefits of the action could be equitably distributed to reap the gains of the project because of the inability of the project to meet the demand capacity (only 30% of demand capacity was met). To this end a software consultant (Gariba Development Associates) was hired to facilitate involvement of the community members in the project and to build their capacity to operate and manage the water supply system. The scope of activities under the software consultant included, assisting the communities to prepare a constitution to guide the activities of the board, assisting communities to design an appropriate organisation framework for managing the post implementation management of the project, and building the leadership skills, technical knowledge on billing, meter reading and in general water and sanitation issues in the community. The work of the consultant resulted in the following organisational framework for managing the post implementation phases of the project at the community level.
Figure 2: Organisational Arrangements for the Management of the Savelugu Water System
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Table 1: Composition of members of the Community Management Structure
	Composition Water Board
	Composition of Water Council (36 Members)
	Composition of operating staff

	Elected members from the six electoral areas

Opinion leaders

DA – DCE & DCD

DA representative
	Reps of religious groupings

Traditional authority

Youth

Traders

Opinion leaders


	2 Plumbers

2 Revenue collectors

1 System operator




Tariff Setting
An important activity involving the innovation that lends itself to sustainability of the water system is the system for determining tariffs and collection of tariffs. To build the organisational capacity of the Board to manage this sensitive but important issue, a capacity building workshop was organised as part of software activities for the Board. This workshop culminated in the design of an O&M plan for implementation. To ensure acceptability of the O&M by the wider community, the plan was presented to the wider community for their inputs to be captured before arriving at the final plan. For instance, when the draft O&M plan was presented, the community felt that, the tariff levels were high
. This resulted in the review of the plan to accommodate for only operation and maintenance and downplay of expansion and replacement cost. 
The active involvement of the community in the process of determining tariffs has ensured that the community is adequately informed of the basis of the tariffs. This has generally avoided agitations in tariffs in the community. The approved O&M plan has mainly guided tariff setting in the town. The smooth operation of the system under the O&M plan is indicative that community management systems can really be more viable compared to typical utilities 
if they are not over burdened with extra tariffs to cater for expansion and replacement cost just like tariffs levels for urban utilities generally where cost of expansion and replacement is generally born by the government and not the consumer.
 It also raises a social justice argument on why rural communities should be made responsible for investment expenditure while their urban counterpart’s majority of who are middle class citizens
 are not charged for investment expenditure. 
2.5.4
Outputs of the Process

Flow of Water through Taps after 15 Years of Dry Pipes

A visible result of the intervention is the flow of water through the public stand posts about 20 of them evenly distributed in the six electoral areas of the town every three days. Even though water is still rationed in the town in rotational basis among the electoral areas, this has been a great relive to the community who otherwise depended upon dry shallow wells and dug outs for their water supply. It has also drastically minimized the exploitation inhabitants suffer from the activities of tanker services. Water has also been subsequently extended to District Assembly, the Savelugu Senior High School, quarters of staff of the District Assembly and other institutions in the district.
Drastic Reduction in Guinea Worm Cases: 

Consequential to the flow of water in the town is a drastic reduction in the number of guinea work cases in the town. From an incidence of a little below 700 cases in 1999, the number of cases dropped to less than 50 cases in 2000, 2001 and 2002. This remains a very significant achievement of the project and has gone a long way to influence the attitudes of the people who held a long standing view that the disease was a sign of a curse and positively affected their attitudes with environmental sanitation.
3.0
IMPLEMENTATION OF THE MANAGEMENT MODEL
3.1
Community Involvement and Ownership 

Community involvement has been a major component of the change management process 
and has been an integral part of the initial process of change. Community members have been frustrated by difficulties associated with getting access to potable water, and the associated consequences such us the guinea worm infection. Owing to significant attempts by the Guinea Worm Eradication Programme in the Town between 1993 and 1997, citizens had become aware that, the only remedy for their plight is increasing access to water. Thus they were very responsive in all attempts aimed at providing them access to water. From the onset, they were involved in analysing and identifying the various options available for improving their water situation and had been part of all discussions aimed at improving their water situation.

To harness the strength and enthusiasm of community members in the process, a software consultant (Gariba and Associates) was hired to build the organisational capacity of the community to manage the water supply. The existence of management models for community involvement in small towns water supply schemes provided impetus to whole process of community involvement in the Savelugu water supply scheme. Community members yeaned for such a management system where they could be in control as was the case of many other towns in the Northern region that they were aware off. They wanted also to avoid exploitation of the private tanker services who had exploited them for over a decade (1985 to 1999) when they eventually took over the water supply distribution system in the town. The availability of tools, procedures and manuals for community management of water facilitated
 the work of the consultant and guided community mobilisation, design of organisational arrangements for the community water supply scheme and the institutionalisation of transparency and accountability mechanisms within the management structure. 

Besides the community durbars that were organised for community members to be sensitised and to be involved in deciding organisational arrangements, distribution and location of standposts, selection of vendors to manage the standposts, determining tariffs, service levels among others; community involvement has been institutionalised in the post implementation management structure of the water system. Avenues such as the water council and the water board continue to provide mediums for representative participation by all community members. Community members were fully oriented on components of tariff and the basis for either an increase or decrease in tariff level. Apart from the use of mediums such as the water council and vendors to provide information on tariff reviews, an information van is hired to announce to community members anytime there are tariff reviews. This avoided conflicts between community members and the vendors. 
As a mechanism for ensuring free flow of information essential in the management of utilities such as water, the water council meets every quarter for the water board to brief it on its activities. This platform does not only provide a mechanism for dissemination of information, but helps to keep the wider community informed of any anomalies in the management of the water system for immediate remedies to found to such anomalies before they degenerate into a crisis situation. Because, the council members were oriented on the water supply scheme regarding O&M, they are in a responsible position to advice the Board on its activities.
As part of community mobilisation and involvement and in line with prevailing arrangements regarding community managed systems, the community and assembly were tasked to contribute 10% to capital cost of the project. The community’s 5% contribution was converted to an kind contribution in the form of labour. However, to ensure there was food and water to support the community in the process of its work, every adult member of the community was tasked to pay now GH₡0.30. The labour of the community was used to excavate the land for the laying of the pipes.
3.2
Physical Facilities Provided 
Sources of potable water

The Savelugu Water Supply Scheme gets its water from a bulk supply arrangement with GWCL now AVRL. AVRL supplies bulk water to the Savelugu Water Management Board who in turn redistributes the water to community members. A high yielding borehole located five kilometres from the town has been mechnised and an overhead tank placed on to supply water to compliment the water from AVRL. Four other wells drilled could not be mechanised because they were located four kilometres away from the community thereby requiring a huge investment cost to be made
.
Overview of technology choice 
The choice of technology for the water system involved the identification of three water supply and management options. Even though the current arrangement for bulk supply from GWCL 
to the Water Board was ranked second, the final settlement was on bulk supply arrangement because of the huge cost involved in mechanising the wells which could only be drilled four kilometres away each from the town. Thus it was cheaper to rely on GWCL for bulk water supply and to be redistributed by a community managed water board. The community, however, expressed reservations with the selected option. They wondered how the state utility will be able to supply water to the town when it was incapable of supplying the daily water needs of Tamale, a regional capital and where its operations were mainly based.
3.3
Implementation for O&M. 

As a requirement under community managed systems, an O&M plan was developed by the software consultant with input from the community and the relevant stakeholders. The community, water council, water board, operating staff and vendors were taken through the O&M plan so as to enable them understand how the system is run and what must be done right to ensure its sustainability. The O&M plan had proposal for two levels of tariffs – tariff level that encompasses O&M and expansion/rehabilitation, and tariff level for only O&M. The community enthusiastic about ensuring that the potential of expansion existed initially opted for the tariff levels for meeting O&M and for expansion and rehabilitation. However, when the tariff level was implemented, the tariff level was so high that there was a huge outcry against it especially from the poorer sections of the community. This huge cry resulted in the revision of the tariff level to cover for only O&M. This has since been the tariff level adopted by the water system. The quick revision in response to the community demands shows the dynamic nature of community managed systems compared to either state utilities or multilateral utility companies who would have required amendment of laws and regulations to first to be made before such a revision can be effected. Community voice in the management system has been very strong to The mutual benefit of the community and the Water Board
. 
3.4
Project Costs

Sources of Financing for Capital Costs and Coverage

UNICEF provided financial support to the tune of about $450,000 (US), representing over 70 
per cent of the total project costs
. These funds were used to procure pipelines, construction works for the replacement of the mainline connecting the community to the GWCL mains (4 km in length), the construction of public fountains or stand posts, and to erect a 20,000 gallon capacity overhead tank provided by the GWCL. The remaining cost of the project was born by the assembly, community (both constituted 10%), World Vision International with funding from the Hilton Foundation conducted hydro-geological investigations and conducted about 48 drilling attempts, 16 of which were successful while only four had yields adequate for mechanisation. 
Issues Relating to Tariff Setting

Tariff setting is basically in line with the O&M plan. This plan is based on tariff levels of GWCL and therefore subject to review anytime GWCL reviews its tariffs. GWCL supplies water to the water board at a concessionary rate of 70% of normal GWCL tariff. The 30% discount is meant for the Water Board to use to cover for expenditures relating to billing, recovery of bills among others. To ensure uniformity in tariff levels at the various vendoring points, the community converted consumption in litres to standardised containers mostly used in the community. This way simplified the calculation of how much to pay at the point of fetching and the elimination of any potential conflict that may be associated. The process of arriving at new tariff involves meeting of the Board on new tariff proposed by GWCL to decide on a new tariff. The proposed tariff is presented to the council for their input followed by a community forum to approve the tariff. Following approval of the tariff at the forum, a van is hired to disseminate the new tariff to the community members.
Cost Recovery and Willingness/Ability to Pay

Cost recovery has not been a problem for the Board. Studies
 on the system showed that between 1999 and 2002, GWCL recovered 100% of bills from the board compared to only 60% under systems operated by GWCL itself. The high rate of cost recovery is attributed mainly to payment of bills at the point of fetching and the institution of measures such as daily reading of meters and sales and banking of sales, timely payment of commissions to vendors among others. Community willingness to pay is very high. There is competition for the water and in fact water is rationed to the various sections of the community. Each section receives its turn every three days. Willingness to pay is not a problem at all and there are no reported cases of illegal connections and bursting of pipes to protest against tariff levels.
However, since 2005 following government directive for all public institutions utility bills payment to be made at central level, the water system has suffered a serious set back in terms of its ability to achieve cost recovery. This is due mainly to accumulation of huge institutional bills by public institutions such as the hospital, secondary school, department of agriculture, the district assembly among others. Other management challenges such as Water Board taking on the work of the operating staff have resulted in conflict of interest and has resulted in under reading of meters and reporting of sales, tampering of meters among others.

3.5
Capacity Interventions for Ensuring O&M and Use of Facilities
Following the agreement on the O&M plan which formulation process provided capacity for the community, targeted O&M training has been given to the water council, the water board, operating staff and vendors to equip them with information on the O&M plan and to ensure that they play their expected roles to ensure the sustainability and effectiveness of the system.

Control and Oversight Roles for O&M Including Arrangements for Monitoring 
The water council is solely responsible for approving O&M decisions while the water board supervises the activities of the operating staff that are responsible for the daily operating and maintenance of the water supply system. Revenue collectors are trained in meter reading and daily go round and take meter readings and record of sales of water. Each stand pipe has two vendors and a meter. Vendors are paid their commission immediately readings are taken and moneys paid. The commission is 10%. At any point that there is a discrepancy between meter readings and sales of water, the vendor is immediately alerted to be careful to avoid waste of water and meter properly examined to be sure that it is not faulty. Accountant m
onitors deposits by revenue collectors into bank account to ensure that they are in conformity with meter readings and record of sales. Water board assurance of water consumption for the month and amount of deposited into account, issues a cheque in the name of GWCL for payment for water consumed.
3.6.1: Special Measures for Ensuring Pro-poor Focus and Gender Equity

The impression that, community managed systems have the potential of ensuring equity in supply and are dynamic in making specialised arrangements for vulnerable groups to access water is validated in the Savelugu water system. Vulnerable people such as the poor widows/widowers and others are treated kindly in the community and the vendor generally allows them to fetch free of charge from the standpost. The water board has generally recognised the problem and has allowed the vendor a small percentage for such purposes as unaccounted for water which is not included in the calculation of daily sales. Besides, the decision to go in for only one level of service was aimed at giving equitable access to everyone in the community especially the poor.
3.6.2
Health and Hygiene Promotion, Health and Environmental Considerations

Generally environmental situation needs to be improved even though there is recognition of an improvement through the institution of monthly clean ups to maintain healthy environmental sanitation. Efforts are underway by the assembly to bring sanity into the way people build in the town to conform to town planning standards and building regulations as a way of ensuring sound and healthy environment.
3.6.3
Assessment of Impacts and Sustainability of the Programme 

The programme has had immense impacts on the lives of beneficiaries. Its main objective reducing the incidence of the guinea worm disease had been achieved within as guinea work cases dropped from a high of 698 in 1999 to only about 40 in 2002
. It has also demonstrated the potential of partnership between communities and utilities to provide effective and efficient services to the poor. It did not only help GWCL to achieve 100% cost recovery of tariffs with minimal cost compared to 60% with relatively high overheads under its own operations, it has helped ensure equitable access to water by all the residents of the town. The capacity of the community for self mobilisation and initiative has been greatly enhanced. It has also opened up job opportunities for residents. An evolving trend in the town regarding the water system is the politicisation of the management of the water system. Even though, this trend presents its own challenges, the competition that is associated with it, in terms of one political grouping trying to work hard to outperform the other has the potential of improving upon the governance and effectiveness in the delivery of water. This trend should be observed and analysed to find out the relative merits and demerits of it instead of quickly dismissing it as not desirable. 
In recent years, the sustainability of the water system has come to question because of certain events. Associated with management challenges such as disregard for the constitution and rules and procedures of the board resulting in the non performance of 
operating staff and their roles being usurped by the board resulting in conflict of interest, non payment of bills by public institutions remains the single most significant threat to the sustainability of the water system. 

Unilateral decision on the part of the GWCL represent AVRL to withdraw the 30% concession to board without due regard to memorandum of understanding between GWCL and the Water Board has further worsened the sustainability prospects of the board 

4.0
ANALYSIS OF RELEVANCE OF MODEL EXPERIEENCES TO THE TPP

Management model is a practical response to an acute water problem
The innovative action is the outcome of a long search for a solution to guinea worm problem in a town with an acute water shortage. The progress made with the models is therefore largely because it is a practical response to a problem in which most stakeholders were committed to finding a solution to. Innovations should reflect the needs of local populations to generate the requisite support required for their success
Type of Partnership Agreement and Requirement for Specific Institutional Arrangements
The partnership was a memorandum of understanding that simply indicated the responsibilities of each of the partners. Following from the current difficulties on both sides of the partnership with the partnership arrangement, elaborate contractual agreement that states in clear and unambiguous terms obligations of partners, penalties for defaulting, mediums of redress and processes of redress, terms of assessment of partnership, basis for the termination of partnership, objectives of the partnership among others and that bind both parties and their representatives would have been required. 

An innovation such as community-partnership with utilities project involving supply of water by urban water utility provider using management models of rural water service provider required specific institutional arrangements to have been defined. There was the need for instance to situate the management model within one of the two subsectors in the water sector so that, that sector can be specifically responsible for the system. It also required the allocation of monitoring and supervisory responsibility to one of the regulatory agencies (Either PURC or WRC) to regulate the activities of the parties involved in the partnership to ensure that all abide by the tenets of the partnership. The confinement of the role of the software consultant to only the implementation stages of the project and the many challenges that emerged later during the post implementation stages gives impetus to the role of civil society component in the TPP project. An extended role for civil society with reduced intensity during the post implementation stage is vital in helping to cater for capacity deficiencies in operation and maintnenance and contract management.  
4.2
Key Factors for Success of the Innovation

30% Concession to the Board

The 30 percent concession to the board supported it immensely to be able to collect revenue and pay its operating staff. It is general recognised that the concession is a win-win situation for the board and GWCL. For instance, the 30% is still an improvement over GWCL’s unaccounted for water while virtually no cost is incurred on the part of the utility in collecting revenue and in the maintenance of distribution lines. 

Acute Water Shortage and Exploitation by Commercial Tanker Services

The acute water problem in the community coupled with unbridled exploitation of the people by private tanker operators drove the community to spontaneously respond to the innovation. They saw the innovation as the only feasible means of overcoming a problem which has bedevilled them for over a decade and to gain their liberty from the private operators who have capitalised on the water situation to exploit them

On Going Reforms in the Community Water Sector Provided Impetus to the Success of the Innovation
Community managed water systems was not a new thing to all the stakeholders. The town was aware of community managed water systems across the three northern regions implemented under GAP 1&2 under CIDA. GAP 1&2 are projects that facilitated the rehabilitation and institutionalisation of community management of water systems previously under the then GWSC. The community in general looked for a water system in which they can proudly call their own as in water systems elsewhere. Besides serving as motivation and generating the requisite interest in communities in the innovation, on going initiatives within the community water sector provided readily available source of information, training manuals, and organisational arrangements among others which the innovation relied upon for its software component. This helped the capacity building activities of the innovation and has helped the community to fully understand and embrace the management model and to implement it to this far.
Participatory design and implementation of innovations

There is a real need to involve all stakeholders in making informed decisions about what LOS is most appropriate in the near term, in order to ensure that all residents, especially the poor, will experience some improvement even if it is not as great as they hoped. Through such mediums appropriate solutions are found to sensitive issues as accessibility by the poor, equity, tariffing, among others.

4.3
Key Challenges of the Innovation

4.3.1
Bureaucratic and Political Incentives/Disincentives That Were Identified
Institutional Debts
The lingering issue of institutional debts has saddled the operations of the board. This issue was not adequately thought through for it to be have been resolved under existing arrangements for the recovery of institutional debts In the absence of an effective mechanism for the recovery of institutional debts amounting to about 30,000 ghana cedis by the close March 2009, the board has not been able to remain a clean balance sheet with the GWCL and has resulted in GWCL unilateral withdrawal of the 30% concession without due regards to the contractual agreement. 

Failure to Situate the Innovation in an Appropriate Institution in the Sector
The innovation involved the adoption of community management models within the community water sector to manage water supplied in bulk by GWCL. This has meant that the water system had to work with two different institutions with different mandates
. This created a situation where GWCL basically treated them as their customer while CWSA increasingly failed to recognise the water system as a small town system under their management. The increasingly delinking of the operations of the board from the CWSA has meant the board did not receive the requisite technical support to better deal with the utility. They could not also take advantage of mechanism currently in place where CWSA helps the boards to recover bills from government institutions. In future such arrangements should take due consideration and situate the innovative management system under an appropriate agency so as to allow the community based management institution to access technical support. Experts have argued strongly that CWSA would have made up of technical deficiencies on the board and in the position to capacitate the board to be better able to engage with a utility of the magnitude of GWCL.

Accessibility to Technical Support

Accessibility to sustained technical support beyond the post project is still an issue. More so under community-utility partnership arrangements in view of the general perception of utilities as commercial entities motivated by profits and operate a service for a fee attitude with little consideration for social responsibility. They cease every opportunity to practice cost shifting even if it falls within their domain. This requires that people of higher capacity interact with them and hold them responsible for costs which fall within their ambit and to avoid the transfer of unnecessary costs to the weaker partner. 

GWCL under the agreement was responsible for maintenance of the main lines and upon request from the board, maintenance of the distribution lines at a fee. How the board is able to hold GWCL to its responsibilities is problematic. The board did not seem to have the capacity to this. Consequently, the system has been at the mercy of GWCL to the extent that, in the dry season, the minimum quantity of water to be supplied is reduced while in the rainy season where water is not in high demand, the volume of water supplied is so high that, it causes the pipes to burst. Technical details such as faulty meter detection, tariff adjustment among others require high level of technical input which can not be easily provided by the community. The need for arrangements for ensuring increased accessibility to technical support is prerequisite to ensuring the viability and sustainability of community partnerships with utility companies. An extended reduced support by the software consultant would have stood in such a vacuum.
Arrangements for Conflict Resolution and Address of Grievances
Provisions made under the contract for redress to issues affecting parties have not been adequate. There has not been assignment of an institution responsible for supervising and monitoring of the performance of parties under the contract. The absence of such arrangements put the weaker party at a disadvantage position. For instance, the recent action by AVRL to unilaterally withdraw the 30 percent concession to board is a case in point. Some observers are questioning the unilateral decision and wondering why GWCL could not call for a review meeting involving all partners even if there was no elaborate contract between the board and the utility. The absence of an elaborate contract coupled with the absence of a supervisory institution under the innovation is being cited as the cause of such arbitrariness. 

Besides the need to monitor the board and the utility to ensure that each party is behaving responsibly, arrangements for monitoring the activities of the board were not adequate. With the diminishing role of the CWSA in the water system, responsibility for monitoring of the board falls directly under the ambit of the DA (DWST). However, the DWST itself is made of a three member skeletal stuff and saddled with many responsibilities that it is not capable of performing this role effectively. The gradual disregard for the constitution of the board by the board resulting in the usurper of the roles of the operating staff by the board and consequent conflict of interest and management deficiencies in the operations of the water system is the direct consequence of ineffective monitoring of the activities of the board to conform to lay down procedures.  This point further buttresses the need for the extension of the software component of the contract for an extended reduced intensity period 
4.4
Mechanisms by which the Poor are Served
The innovation started as a remedial measure to an acute water problem. The intervention could only meet 30 percent of demand by customers. Equitable access thus became a critical issue in implementing the innovation. The key question was how to ensure that everyone had some amount of access to limited water available was left to the community to decide. The community decided that to ensure that there is equitable access, the needed to go in for only one level of service. The level of service settled on was the construction of public standposts equitably distributed in the six electoral areas of the town. Following this, a rationing scheme was agreed by community to ration water to the electoral areas on a rotational bases with each electoral having their turn every three days. For the hard core poor who can not afford to pay for the water, a 5 percent uncounted for water has been factored into the computation of consumption for the vendors as compensation for act of kindness rendered to such people in the society by the vendors. 
5.0
CONCLUSIONS AND LESSONS LEARNED

5.1
Conclusion

The community-utility
 partnership arrangement as practiced in Savelugu presents enormous potential for improving accessibility of urban poor to quality water services. It contributes significantly to cost recovery of urban utility companies, enables utilities to concentrate on water production while leaving distribution, billing and revenue collection to communities thus ensuring efficiency and effectiveness in water supply services.  It gives voice to citizens and allows for development of dynamic mechanisms for ensuring equitable access. Besides community organizational capacity is developed while job opportunities are opened for community members. 

5.2
Lessons Learned
5.2.1
Place of multi-stakeholder partnerships in the delivery of WASH services to the urban poor. 
The community-utility company partnership of the Savelugu Water System demonstrates the significant role of multi-stakeholder partnerships especially the involvement of civil society in such partnerships. The absence of civil society involvement in the partnership has largely accounted for the current impasse between the two parties. Civil society as a third party would have breached the gap between the two parties and would have identified warning signs and called for them to be addressed before they develop into significant differences that can collapse the partnership
. Civil society have the potential for standing in gaps in capacity of community on technical issues and therefore able to facilitate a process that ensured that communities are not disadvantaged.
5.2.2
Main challenges to multi-stakeholder building partnerships involving public sector, private operators/independent providers and NGOs for WASH services delivery 
· Limited availability of financing and inadequate allocation of resources by government

· Challenges in terms of the scale of services they are able to provide because of limited funding

· Constraints with data management and records keeping and documentation of outcomes

5.2.3
Enabling factors required for scaling up and out innovations
· The success of the Public-Private and Community Participation approach depends not solely on the financial capability, technical know how and manpower of those involved, a clear commitment, trust and resolve are just as important. Therefore defining and solidifying the responsibilities and obligations of each partner is a priority
· Assignment of monitoring and supervisory role to a committed organization preferable a civil society organization

· Creation of a regulatory framework that allows for innovations to work not as islands in a pool of seas and thus alienated from existing support systems. This calls for flexibility in the mandates and policies of institutions to accommodate for innovations.
5.2.4
Knowledge and data gaps that need to be addressed in order for the scaling up of innovation

· Concrete cases of Public-Private and Community Participation in the country must be documented and followed up as to compile a database to monitor their success. This is important, as the potential of such an alliance to attain success due to the combined strength and capabilities of the three sectors is just as valuable as the implications of failure due to the complex functions, nature and interests of the different parties involved.
· Sustainable investments require maintaining services and developing and supporting the institutions responsible for managing infrastructure assets. 
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�I think that the intro needs to be re-written in a way that can be shared across all case studies.  It should mention TPP, explain what it is about and then introduce the particular case study.  It doesn’t need to go into discussion about privatization etc. – that should be covered elsewhere – in one of the background docs to the whole project.


�This is a huge mouthful and needs to be made shorter and more memorable


�Needs a map showing location of the scheme


�I would avoid the word project in this context.  Call it a model.  TPP is about identifying innovative management models – not innovative projects.  


�Spell out


�??


�Who says?


�This to me – to be honest – is almost irrelevant.  The soruce of funding, and the reason given by one particular donor for that funding (which is more to do about the project constraints of that donor than any ‘reality’ on the ground) is not really what this case-study is about.  Similarly, later on, I think it misses the point to say that the ‘objective’o f the project was guinea worm eradication.  Perhaps from UNICEF’s point of view. But basically for the inhabitants of the town it was about getting access to water(which thankfully had the effect of reducing guinea worm)


�Are you sure?!


�UNICEF isn’t an NGO.  Was it really NGOs – or others?


�This is very unclear and I’d argue questionable.  Why was it cheaper for GWCL to do this than CWSA?  In what way is it not a  ‘stand alone system’- it is not as if it was connected up to an EXISTING GWCL system – it was a completely new system – that could presumably have been developed under a WSDB (like Oyibi) just as well as under GWCL.  This point comes back in various guises throughout the paper – but is often a bit contradictory – phrased in different ways in different parts of the doc.  It would benefit from a good read through for consistency.


�How much did it cost?


�30% of what?


�I suggest trying to develop diagrams in powerpoint – it is easier to make neat diagrams and set out text etc. properly.  Then import as a picture into the document


�It would be great to have a system diagram and photographs


�What is the demand?  In m3/day and in l/p/d – who calculated it?


�This needs more explanation – because it seems to be a somewho based on the CWSA model – but the water council is something new – what is it – and how does it relate to the water board.  


�What is the tariff? In Ghc


�This is a good example of the kind of contradictions that pop up here and there – because later on it is clear that the model is not working fully ‘smoothly’ – what with problems with AVRL and institutional water users.


�This may be how things happen in practice.  Byt in theory this is NOT the polcy as I understand it – AVRL’s tariffs are supposed to cover rehabilitation etc. etc.


�The majority of people ON the network may be middle class – but the  urban poor are hardly middle-class.


�What change management process?


�From who?  CWSA presumably – but needs to be spelled out


�This is somewhat repetitive from the previous section – and difficult to follow.


�Decide on whether GWCL, AVRL or GWCL/AVRL


�But what about sustainability?


�Need to spell out clearly what the project cost – in absolute and per-capita terms.


�This needs to be expanded (and contradicts earlier statements about hwo well the scheme was working)


�From where?


�For TPP this is irrelevant.  What we are interested in is the sustainability of the MANAGEMENT MODEL.  


�This would be a good point to introeduce some issues around accountability.


�Needs to be expanded


�Again – this seems to contradict earlier more positive stateemnts


�This para is good – it would be nice to linke it to the IM report.


�For me the question still remains why a utility in the first place – unless I have misunderstood this is not a case of attaching a community to an existing mains.  It was a brand new system that for some – unclear – reason waws put under GWCL/AVRL rather than CWSA


�This is a good accountability point. But why civil society?  Why not PURC or CWSA?  There may be good reasons – but they need to be spelled out.  What standing would CS have to mediate?  Hold accountable etc?
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Figure 1: Flow Chart of the Community-Utility Company Bulk Supply Partnership








