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Executive summary

Operation and Maintenance Working Group

he Operation and Maintenance Working Group (OMWG) was adopted by the Water

Supply and Sanitation Collaborative Council as an affiliated working group in 1991,

lts purpose has been to promote and facilitate cooperation among external support
agencies and developing countries, to help the countries to develop tools and processes for
the formulation, implementation, monitoring and evaluation of programmes to improve their
operation and maintenance procedures in water supply and sanitation programmes. The
OMWG's work has been coordinated from WHO headquarters in Geneva through a Core
Group of members from international and bilateral external support agencies, technical and
academic institutions, and developing couniry agencies and ministries. Regular meetings
have been held.

The initial purpose of the OMWG was to address the key constraints already recognized
as related to the performance of operation and maintenance, and to the efficiency and
effectiveness of water supply and sanitation services. In response to demand within the
sector, the OMWG has developed and distributed certain tools to support national and
external support agencies with related responsibilities. These have included case studies, a
literature and information database, ¢ guide for managers, and training courses and manuals
on specific subjects. The Working Group has also promoted the conduct and coordination
of regional and country activities, in parficular national and regional workshops to promote
sound operation and maintenance procedures and to support training establishments.

At present, steps are being taken fo transfer the functions of the current secretariat (WHO) to
key regional institutions which will be able to conduct operation and maintenance activities
on behalf of the OMWG, including the printing and distribution of the working tools developed
through this cooperative framework. Completion of this regionalization process will convert
the OMWG into a network of key institutions and professionals oriented towards the promo-
tion and application of good operation and maintenance practices in developing countries,
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Operation and maintenance activities in Africa

This document discusses the progress that has been made in Africa to publicize the concepts
of operation and maintenance in water supply and sanitation programmes through
subregional and national workshops promoted and sponsored by the OMWG. Since 1991,
the following 12 workshops have been organized:

Parficipants . No. of countries Date Host countries

English speaking countries (12} November 1993 Zimbobwe
French-speaking countries (9} April 1995 Burkina Faso
Portuguese-speaking countries (5} September 1995 Mozambique
GTZ-supported countries (7) May 1997 MNamibia
Ghana {+ 3 neighbours) November 1996 Ghana
Zimbabwe November 1996 Zimbobwe
Kenya [+ 4 neighbours) November 1996 Kenya
Zambia April 1997 Zambia
Malawi September 1997 Maleawi
Swazilond Qctober 1997 Swaziland
Lesotho October 1997 Lesotho
Botswana Qctober 1997 Botswana

Plans are being made for a further 10 country workshops 1o be held, six of which are likely
to be completed by the end of March 1999.

The 12 reports describing the workshops listed above were compared and analysed. They
contain a large amount of detailed information on the constraints and priority issues perceived
by the countries concerned, on their current activities, and on their future plans. Most reports
included case studies illustrating particular aspects of water supply and sanitation program-
mes in urban or rural areas, and the scope of operation and maintenance measures within
them.
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All the workshops established working groups to study designated fopics and identify the
priority issues. In the national workshops in particular, efforts were made to separate the
issues into the categories of successes, weaknesses, potentials and obstacles. While findings
varied and were sometimes contradictory, the most frequently noted issues in the four
categories were as indicated in the table below:

Succasses Increased service coverage Improved community involvement
Reorganized institutions Increased service coverage
Improved staffing Better collaboration between
Improved revenue collection  Agencies and communities
Better financial situation

Weaknesses Aging facilities : Inadequate support services
lllegal cannections j Inappropriate fechnologies
Poor meter reading. Poor intersectoral coliaboration
Defaulting on payments  Ineffectual management

Weak institutional capacity

Potentials Rehabilitated infrastructure Good coordination environment
Established systems Community awareness
Obstacles Political interference ‘ Political interference

Declining funds

The working groups went on fo develop plans of action containing activities to address the
priority issues identified. An analysis showed that the most frequently recurring proposals
involved:

e the building of capacity through training and development of skilled manpower;
e  the promotion of staff development through in-service training;
e  broader involvement of the community, including health and hygiene education.




The recommendations made by the workshops also varied widely, but several referred fo:

the enactment of a sound legal framework;

the enhancement or esfablishment of community-based management;

training, involving the identification of institutions and programme formulation;

the further introduction of deceniralization;

the formation of infersectoral collaborating bodies on sustainable water supply and
sanitation programmes;

the improvement of financial management.




1. Introduction

1.1 Operation and Maintenance Working Group: Background

" hen the Water Supply and Sanitation Collaborative Council met in Oslo in

- 1991, it agreed to adopt the Operation and Maintenance Working Group

[OMWG) as one of its seven affiliated working groups. The OMWG had been

launched at a meeting of external support agencies in The Hague, Netherlands, in November

1988 to promote and facilitate cooperation between external support agencies and

developing countries with the aim of helping the countries to develop tools and processes

for the formulation, implementation, monitoring and evaluation of programmes to improve

their operation and maointenance (O&M) procedures. This was expected in turn to lead to
improvements in the efficiency of water supply and sanitation services.

Since its inception, the OMWG has been coordinated from WHO headquarters in Geneva,
and members forming a Core Group have been involved from other international and bilateral
external support agencies, technical and academic institutions, and developing country
agencies and ministries. Meetings have been held ot regular intervals, at least annually
since the Oslo meeting. At subsequent forums, the Collaborative Council has recognized the
value of the Working Group and extended its mandate.

Initially, the purpose of the OMWG was to address the key constraints which had already
been recognized as related to the performance of operation and maintenance, and to the
efficiency and effectiveness of water supply and sanitation services. These included:

inadequate data

insufficient funding and inefficient use of available funds

poor management of water supply facilities

inappropriate system design

low priority accorded to operation and maintenance activities
overlapping responsibilities

political interference.
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In response to the demand generated within the sector, the OMWG has developed certain
tools to support national water supply and sanitation agencies and external support agencies
with related responsibilities. These are designed to improve the efficiency and effectiveness
of services by offering guidance in better management practice and improved operation
and maintenance. As a strategy for developing tools, the Working Group inifiated activities
under the following priority headings:

pelicy formulation, collaboration and coordination
raising the profile of O&M at global and national levels
management improvement

O&M data collection and monitoring.
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1.2 Concepts of operation and maintenance

ew concepits such as decentralization and networking, and new issues such as

community management and private sector involvement, have required the scope

of the OMWG's work to be continuously revised and updated in order to address
them. Accordingly, the Working Group has adepted four principles for guiding the
development of operation and mainfenance:

®  The provision of safe water is a service, and requires a service-oriented atfitude on the
part of the agencies involved. Like any other resource, water should be managed as @
commodity, its use and exploitation should have a financially sound and costeffective
basis, and it should be subject to legal and regulatory controls in order to ensure its
conservation, protection and well-balanced use.

®  The supply of water and the provision of sanitation services should normally be based
on the principle of effective demand, which can be defined as the standard of service
that will ensure adequate standards of public health that users are willing to finance,
operate and maintain.

®  Water supply and sanitation systems should be managed and operated in accordance
with the principles of good business practice. The form of management wil vary
according to the local situation fe.g., rural, urban or peri-urban setting, location, and
demographic structure). The responsible agency should be autenomous but manage
the systems according to technical, financial and administrative guidelines set by
national governments. The agency should adopt an open policy and be fully accountable
to its consumers.

W Sanifation is recognized as an unfavoured component of the sector. Emphasis should
be placed on the development of sanitation, and on linking water supply with
environmental sanitation {solid and liquid waste management] in the planning of new
yprogrammes.

Nevertheless, the Working Group accepts that governments may have a legitimate concern
fo satisfy the basic needs of disadvantaged segments of their population, and may require
agencies to provide services at subsidized rates, possibly on a temporary basis, in order fo
promote public health and economic development.




1.3 Tools, activities and o'utputs of the OMWG

""" he tools which the OMWG has been active in preparing include guidelines, manuals
' and fraining packages. Most have been fully developed and tested, but others are still
in various stages of preparation. The principal tools are:

Selected case studies on operation and maintenance of water supply and sanitation
systems

Group members have produced 22 case studies describing experience of different
Q&M projects and concepts. A document consolidating these studies has been
distributed to inferested agencies.

Tools for assessment of operation and maintenance status of urban and rural water
supply and sanitation

Developed as a response fo the lack of adequate guidelines for assessing O&M servi-
ces in both urban and rural areas, this document combines a literature and informa-
tion database with a methodology for assessing Q&M status. It has been tested by the
World Bank in West Africa. A module on sanitation is being prepared.

Operation and maintenance of urban water supply and sanitation systems: o guide for
managers

This volume examines the factors that may prevent systems from working efficiently
and provides guidelines and solutions for optimization. The guide was issued in 1994
as a WHO publication and has been widely distributed in English and French. It has
also been translated to Portuguese.

Training course package in leakage control

This package adopts a logical and "userfriendly” approach to training water
practifioners at a range of levels, from senior managers o leak inspectors. The content
of each module can be varied according fo the depth of knowledge required. The
package has been reviewed by experts and has been printed and distributed.

Manval on upgrading of water freatment plants

This manual provides a practical approach to the improvement of water treatment
plant performance by summarizing field experience in upgrading and improving a
wide range of water freatment plants in developing countries. The guidelines show
how both capacity and water quality of plants can be improved. The document is now
being printed.
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®  Training course package on management of operation and maintenance of rural water
supply and sanitation

This is the most well-developed of the tools, tested at several nafional workshops by
Working Group members and agencies. It provides hands-on material for condueting
a course; the material is adaptable to local situations and makes use of local resource
persons. The package is available in English and French and a first draft has been
prepared in Portuguese. I is now in process of revision based on the extensive field
experience obtained from its use in different situations.

W Characterization and evaluation of models of management systems for the operation
and mainfenance of rural water supply and sanitation systems

This document evaluates the factors which influence the development of O&M manc-
gement systems for rural water supply and sanitation facilities in developing countries.
It describes models in eight representative countries and offers guidance to planners
and designers in selecting the most appropriate.

W linking technology choice with operation and maintenance for low-cost water supply
and sanitation

This manual aims to inform users of the O&M implications, including cost factors, of
selecting a particular water supply and sanitation fechnology.

m Manual on field network survey

This manual (in preparation) will describe measurement and monitoring techniques for
use in the field to create better understanding of how a network operates. It will become
part of the infegrated package of tools to improve operation and maintenance and
optimize the performance of water supply and sanitation systems.

B Manual on operation and maintenance of handpumps

A manual giving guidance on the operation and maintenance of handpumps, including
technology choice, cost, and spare parts is being prepared by SKAT in partnership
with the OMWG.

Another important activity of the OMWG has been the conduct and coordination of regional
and country activities, including national and regional workshops to promote O&M and to
support national and regional agencies in setting up fraining centres for O&M activities.
The Working Group has at the same time been actively involved in providing support fo
training establishments. Examples of this are:

m  Courses for the training of trainers in O&M at the training centre of the National
Directorate of Water Affairs (DNA) in Mozambique.




Training courses on rural water supply and sanitation for French-speaking Africa
conducted regularly by the IRC (International Water and Sanitation Centre, Netherlands)
in partnership with the Ecole Inter-Etafs d'Ingénieurs de I'Equipement Rural (EIER),
Ouagadougou, Burkina Faso.

Courses on leakage control and management of rural water supply and sanitation for
wrainers at the Office National de I'Eau Potable (ONEP), Morocco, in partnership with
French Cooperation. Courses can be offered to participants from other African countries.

The Working Group has also been active in developing a strategy for promoting O&M ond
creating awareness of the Group's tools and activities. The requirements of the strategy
have been:

e definition of objectives
o definition of target audiences
e understanding the target qudience.

The aim of the strategy is:

e todevelop promotional messages for motivating change
e to devise ways of reaching the target audience

e o ensure that the strategy works.
Problems with promoting O&M that have been identified are:

barriers to awareness and understanding, which give O&M a low priority
a low level of interest, tending to leave Q&M to "experts”

Q&M is not prestigious

a misconception that O&M is only concerned with "fixing".

The promational strategy therefore aims to break down these barriers and reach the primary
target audience (policy-makers) and secondary target audience (project managers) with
appropriate material that is suited to each group. It aims to atiract attention and illustrate the
benefits of O&M. A promotional toolkit has been developed to support this strategy. It
consists of a double-pocket folder containing:

a leaflet for policy-makers

individual leaflets for each ool

two posters

other materials of relevance to specific target audiences.
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1.4 Future development

- he OMWG's future work will be developed through a decentralized framework in
which key regional or subregional agencies will play a major role in disseminating
and applying operation and maintenance tools. Several agencies in particular the

Institute of Water and Sanitation Development (IWSD), Zimbabwe and CINARA, Colombig,
have shown inferest. For the next few years, the Working Group will work intensively towards
identifying key regional and national institutions interested in conducting operation and
maintenance activities on behalf of the Group. The consclidation of this fransfer of responsibility
to partner institufions which are closer to the farget users of these tools, namely the water
supply and sanitation agencies at country level, will require the active and committed sup-
port of the members of the Collaborative Council.

The OMWG's Core Group concluded that the elements to be considered in o model of
decentralization should include:

a high-evel global forum to act as supervisory body

secretariat based for the time being in Geneva, but possibly rotated

an O&M core group

regional training institutions

technical resource centres

a consultative group

regional centres, such as focal O&M centres and other centres of excellence:
national O&M centres

a decentralization task force.

It was considered that the responsibilities of the OMWG Core Group need to be reviewed
and updated. Moreover, promational work needs to be carried out with institutions to establish
their technical competence, areas of expertise, and resource potential. The International
Training Networks {ITNs) in developing countries would seem fo be well qualified to be
support agencies.

The criteria for selecting suitable agencies to undertake Q&M activities might be as follows:

e willingness to enter into an informal agreement;

e capability to ensure sufficient financial resources

e  sound foundations with appropriate expertise

o  ability fo prepare an action plan and commitment to implement it within a fouryear
time scale.

Dissemination of documents will be an important part of the work of the support centres.

1




Hence, any agency undertaking this support role will need to consider the cost of produc-
fion and postage. At present the tools are issued under the copyright of WHO, so that it can
forward them to agencies for printing and distribution when appropriate.

An active network of contact organizations and experts is already being coordinated by the
OMWG. This has been invaluable in assisting in the preparation, testing and dissemination
of tools fo date. However, the Group now feels that, in order to fulfil its objectives of
decentralized dissemination of fools, the nefwork should be expanded and its database
operated by an external agency. This would allow dissemination to take place in a systematic
and sustainable manner.
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2. Analysis of operation and maintenance in Africa

2.1 Subregional and countiry workshops

~ eference has already been made to the OMWG's work in supporting and sponso

ring national and regional workshops to promote O&M in water supply and sanitation

programmes. This has usually involved visits by members of the Core Group, and in

most cases the Coordinator of the OMWG, 1o the host country in order to identity the key
participating agencies and initiate the process of planning the workshop.

The purpose of such visits would nermally be to:

e  Discuss with responsible managers in the water supply and sanitation sector the need
for O&M and for a workshop to promote it;

o Identify the person responsible on site for logistics, planning, organization and
preparation of the workshop;

e  Select a local organizing committee if necessary;

e Decide on dates and select a venue;

e  Agree on participants fo be invited {government departments and agencies/country
representation);

e  Consider making invitations to local/regionally represented external support agencies
and NGOs;

e Identify national or locally based persons to act as workshop facilitators, resource
persons, efc.;

o  Agree on any external facilitators, resource persons, ete., who might be invited to
participate;

o  Decide on recruitment procedures for external experts;

e  Discuss the content of the workshop {opening, subjects fo be covered, background
documentation, case studies, working groups, reporting, closure, etc.);

e  Discuss authors of documentation/case studies and fix responsibility for contacting

them;

@  Agree on expected outcome [e.g., action plan fo crient sector activities towards O&M,
recommendations);

o |dentify funding sources.
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The following workshops on operation and maintenance of rural and urban water supply
and sanitation systems have already been held under the OMWG's auspices in the African

Region:

Subregional

e  English-speaking countries, 8-12 November 1993, Harare

Botswana
Ghana
Kenya
lesotho
Malawi
Mozambique

Namibia

Nigeria

Swaziland

United Republic of Tanzania

Zambia
Zimbabwe

e  French-speaking countries, 18-21 April 1995, Quagadougou

Algeria

Benin

Burkina Faso
Guinea
Guinea-Bissau

Mali
Niger
Senegal
Togo

s  Lusophone Countries, 26-30 September 1995, Maputo

Angola

Cape Verde
Guinea-Bissau
Mozambique

Sao Tome and Principe

e  GTZsupported countries, 19-22 May 1997, Windhoek, Namibia

Botswana
Eritrea

Namibia

United Republic of Tanzania

Country

Uganda
Zambia

Zimbabwe

e  Ghana (and neighbours), 19-21 November 1996, Accra

Gambia
Liberia
Sierra Leone

e
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e  Zimbabwe, 25-29 November 1996, Kadoma

e  Kenya (and neighbours), 26-27 November 1996, Nairobi

Eritrea United Republic of Tanzania
Ethiopia Uganda

e  Zambia, 21-24 April 1997, Livingstone

e  Malawi, 23-26 September 1997, Mangochi

o Swaziland, 7-10 QOctober 1997, Nhlangane
o lesotho, 14-17 October 1997, Maseru

e Botswana, 20-24 October 1997, Francistown

In two of the national workshops in Ghana and Kenya, neighbouring countries were invited
to send representatives to participate.

All the meetings were attended by a representative of the OMWG, and most were assisted
by WHO. Several other international organizations, notably UNICEF, played an important
role in some cases, as did external support agencies such as German Technical Cooperation
(GTZ), the International Water and Sanitation Centre (IRC) of the Netherlands, the Swiss
Development Cooperation (SDC and SKAT), and others. A few of the workshops were
attended by representatives of NGOs, including the Save the Children Fund and OXFAM,

Additional country workshops are being planned in about 10 further countries. Steps have
already been taken to arrange meetings before the end of 1998 in Uganda and the United
Republic of Tanzania and before the end of March 1999 in Benin, Mali and Niger.

15




2.2 Reports of workshops

"“"he 12 reports produced by these workshops contain a vast amount of detailed infor
mation on how the various couniries are approaching the fask of providing water
supply and sanitation services to the different communities. The present review

summarizes and synthesizes the common factors, and analyses the successes, failures,
potentials and obstacles which countries have identified in their consideration of the operation
and maintenance practices and measures adopted. No attempt is made to summarize each
report, though examples and extracts are quoted, and all the reports have been used in an
effort to illusirate the priority issues and concerns facing government officials, programme
and project managers, technical staff and community leaders.

The content of most of the reports included:

introduction

objectives of the workshop

organization of the workshop

summary of paper presentations/case studies
group discussions

plan of action

recommendations.

The main body of the report was usually followed by annexes containing:

list of participants

opening addresses

details of working group findings
concluding addresses.

The present review is particularly concerned with some of the case studies, the working
group discussions and findings, the plans of action, and the recommendations. These subjects
are addressed in the following sections.




2.3 Case studies

~ .~ he number of case studies presented at each workshop varied greatly. In the Subregional
- meetings for the different language groups, case studies took the form of presentations
describing country situations, problems and constraints in the general field of O&M
procedures. At the GTZ-sponsored meeting, a case study on Operation and maintenance -
the Namibian experience was presented and used by working groups together with the
individual national experiences of other countries.

The case studies presented at national workshops generally dealt with aspects of O&M in
urban water supply, rural water supply, urban sanitation, and rural sanitation, variously
combined or linked with Peri-Urban Services. Some workshops (e.g. Botswana, Ghan,
Malawi, Swaziland, Zambia) were provided with studies relating fo specific cities or rural
locations, but others dealt more generally with national constraints.

The meeting in Ghana examined «a selection of interesting case studies, as follows:

Essence of operations and maintenance - the Ghana experience;

Pilot operation and maintenance - barakese headworks:

Measures towards reduction of unaccounted-for water:

leakage /waste control in the distribution of water;

Management of non-revenue water through sustainable O&M of metering;
Experiences in O&M of six small fowns water supply in Northern Ghana.
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Box | abstracts from one of these papers a table indicating a process for reduction of
unaccounted-for water (UFW) illustrating Ghana's experience.

Box 1

~ Ghana's experience with unaccounted-for water
Axiom: Unaccountedfor Water {UPW) in a system is an index that reflects upon both the. overall perfor-
mance of the organization and the state of the nefwork system.  Consequently the modus og’serandi of all
relevant dapartments in the organization and the competency and knowledge of the siaff affect the index.
In addifion, network-related problems also offect the level of the UFW. B
R REDUCTION OF UFW - STAGES

A. Implement systefns o |
Stoge 1 Implemeht.un integrated management information system encompassing:

(@) Dota (nah&mk, dreﬁs, mefers)

(b}  Field instrumentation . .

(¢} Geographical information systems

(d)  Management information systems

(e]  Engineering network systems
B. Define the prab!e‘r‘n‘ o
Stage 2 Quqﬁfify and narrow down UfW

Stage 3 Identify and quantify components of UfW

(. Reduce/eliminate the problem

Stage 4 Networkerelated causes of UPW
Stage 5 ~ Managementrelated components of UPW
Stage & Remaining major non-visible leakage

e T




As an example of an uncomplicated, well functioning, financially sound rural water supply
scheme, the success of which is dependent on community responsibility for operation and
maintenance, Box 2 summarizes the case of the gravityfed piped scheme at Langeni in
Swaziland.

Box 2 |
Case study

Langeni Rural Water Supply Scheme, Swaziland

Description of facility

Gravity fed, serving 130 homesteads, (population 1600}, through a pipe network of 15 kilometres and 44
standpipes; provision was for 10 private connections but more have been made. Constructed in 1991 with |
a design population of 2023. The source is a mountain stream, treated with slow sand filters. The scheme B
has low maintenance, covers ¢ large population and allows for future development. In the wet season, B
stream flow reaches 5 litres per second. Mainfenance work involves clearing of the intake works, and of the §
slow sand filters before and after the rainy season, and of other infervals depending on observed need.

Qperation and maintenance cost

Average annual cost of O&M for the scheme is E500 for minor problems and E2000 for major ones {10 -
emalangeni = US$ 4.5). This is without the involvement of the Rural Water Supply Branch (RWSB). RWSB ¥
transport and field lubour expenses average E500-per scheme annually. Including these expenses, the cost 8
per homestead per year may range from: ‘

E6.70 - E10 with enly miner problems;

E18 - £20 where a major problem is experienced.

The maximum monthly maintenance cost per homestead is thus about E2.00, which is the current operation
and maintenance fee charged for the Langeni water scheme. Private connections pay E3.00 per month,

There are two water minders for the scheme, and also standpipe caretakers. The Water Supply and Sanitation
Committee runs the scheme, the Chief playing an active role. Defaulters are disciplined by the Commitree, i
whose members are elected alongside the rural health motivators and standpipe coretokers, who are [
automatic members. With no pumping involved, maintenance problems are minor and they are easily
hondled by the community. Procurement of spare parts has not been a problem. The scheme is relatively @
new having not yet reached its 10- year design period. ‘

Community participation in Q&M

The importance of this has been recognized from the start, as the community identified its own needs and I
inifiated its own programme. The RWSB required that o committee be set up, an operation and mainte- %
nance fund established (minimum E10 000} and a bank account opened. A monthly water user fee to be
collected was established. Further, there had to be an agreement to build latrines in the locality before the §
water supply project was started. ‘ . i

Ouicome

Before the construction of the scheme there was high incidence of diarrhoeal diséase and sporadic cases
of schistosomiasis in the areq. These diseases have reduced remarkably since the scheme was commissioned

in 1992,

9
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2.4 W@rkiﬁg group'sessiqns and findiﬁgs |

“* he subjects selected for working group discussions were in many respects predictable:

- urban water supply, urban sanitation, rural water supply, rural sanitation (8 selections

L+ each). Somefimes these were combined, i.e. as urban water supply and sanitation,
efc. le.g. Ghana, Kenya, Lesotho, Zambia), or urban ond rural water supply, efc. {e.g. in
Malawi and Mozambique). In some cases, peri-urban water supply and periurban sanitation
measures were tackled separately (e.g. in Kenya and Mozambique); in others they were
linked fo urban services (Malawi, Zambia), or not specifically menfioned as subjects for
working group deliberations. Qutside these broad topics, the Zimbabwe workshop selected
more specific topics for examination:

community-based management
institutional support to O&M
wastewater freatment
unaccounted-for water.

= T v

The workshop in Botswana divided into six working groups fo examine the following critical
issues agreed on in the plenary sessions:

B information, education and communication (IEC)
b human resources development

b policy development

B financial issues

[ water conservation

8 insfitutional arrangements

B community parficipation

b development of infrastructure and technology

p  planning and coordination.

The GTZ-sponsored intercountry workshop in Namibia also chose an interesting set of topics
for working group discussions on issues and constraints in O&M:

utility Companies (water and sewerage)

management processes, institutional structures and interministerial cooperation
technology

human resource development and O&M performance monitoring

financial sustainability/cost recovery.

LR

Mozambigue included an extra topic on wells and water points, and Zambia, in addition fo
its two working groups on urban [and peri-urban) services and rural services, arranged for
fwo groups to study the operation and maintenance issues to be tackled in urban and peri-
urban and in rural areas.
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In the Subregional workshops, there was less specificity with regard to the presentation of
findings than was proposed for the national workshops where working groups were generally
invited to separate issues info the categories of successes, failures (or weaknesses), potentials
and obstacles. The Subregional meeting for French speaking countries identified o set of
principal constraints on the introduction of O&M measures in the rural sanitation sub-sector
which is abstracted here as Box 3.

Legal and political

* Lack of political will .
* Absence or lack of application of sanitary legislation
* Absence of a defined national policy

Institutional, including private sector and communities

+ Lack of coordination between different players
* Erasion of affributed powers

Economic and Financial

* Lack of resources allocated to rural sanitation
* Low level of income of the population

* Donor consiraints

* Lack of interest of many donors

Social and cultural

. Resistance 1o changes in customs

* Lack of basic organization

* Insufficient knowledge of aspects of water and sanitation
* Technology not culturally acceptable

Technical

* Technical aspects not adapted to the rural environment

Other constraints

* Difficulties of maintenance
* Shortage of information, education, knowledge
* Lack of data
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From the Subregional meeting for English speaking countries, Table 1 summarizes the parti-
cipants views on private sector investment.

‘E‘nﬁ:le 1

' Adbors in the private sector

Private sector involvement: views of English-speaking African countries.

o&M :sup‘pdrt role

International and nationat.
manufacturers and suppliers

1 Demgn and manufacture of pl;!f‘n'ps‘cmd other
{. equipment for O8M at village level . =~ * 0 T
- Supply of spare parts and consumables (e g chlorme} |

Internationial ‘and nafionol consultants

“Design of schemes for community managemenf

Development of communlfy/ agency munuged

. O&M sysfems: |
-F'mwsmn of D&M fralnlng

Infernational and nafional contractors

- Rehqblhfuhon and axtensnon of schemes
- for community Q&M -
C)n 'rha-pb trcnmng of oM staﬁ during cons’fruchon

Local contractors © .

- Serwce and" mumtenunca con'rrqcts =

Maijer repair work

Small-scale industries

I Locol manufacture of spare parts and tools

;SelFemployed arhsuns in the furrncﬂ :
and mfcrmol sectors |

Local skills for prevenhve und correctlve mmnfenunce 3
‘and repair work: .
- mechianics plumbers, bmlders masons blucksmlths a

1 - electricians, etc. o :

| K .':Dperqhon of facilities

"Admi‘n‘i‘stmm‘rs" dn:d ‘accountants

- Billing, rdte collection, dud‘iting‘of‘accc‘mnts' '

Banks

E Prowsmn of banking facnhhes for O&M funds

- LProws-on Of credit Fm:lhﬂes for |rngular high-cost items
" and the expansion or mod‘ll"lcuﬂpn of facilifies - -
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The working groups in the national workshops went into considerable detail in listing the
constraints and issues relevant to their subject. This resulted in a massive number of tables
and lists, each containing multiple items. As an example of the findings of the working
groups, Table 2 indicates the perceptions of the working group at the Kenyan national
meeting on issues related to urban water supply and sanitation. Similarly, Box 4 provides
equivalent perceptions for rural water supply and sanitation services in Zambia.

Table 2

Urban water supply and sanitation: percepﬁons of sector issues in Kenya |

PAST EXPERIENCE

SUCCESSES

- Increased water and seWarqge'cbvemge
. Increased O&M budget and expandlture
. Revenue collection improved

. Billing method improved

- More meters installed

. Water supply better managed

. Reduction of unaccountedfor water

R e R R

(W3D} - Semi Autonomy
10. New technology in place
11. More staff trained
12. Improved communication system
13. Better (improved) tariffs in place

. Improved collaborafion of Weter Depoﬂmehfs
. Formation of Water and Sanitafion Depﬂrtments B

T

2

3

4

-
| 6. lllegal connections

-7

8

9
10. Inability to atfract cmd rehaln quullhed

WEAKN ESSES

. ,.Agmg Fumllhes .
. Poor recordkeeping
. Weakness in enforcmg byedows
. Defaults in puymants due for services rendered §
- Not all consurmiers connected

. Inability o control demaind
. Reduction in funding for capital projects

Lack of specialized personnel

personnel

1. 11. Vandalism -

12. |nc:ppropr|u’re fechnologles in use

" 13 Diversion of funds

FUTURE .

POTEMTIALS

1. Improved terms and conditions of service

2. Plough back revenue collected into the
Water and Senitation Department (WsSD)

3. Put in place support and control systems

4. Trend to adopt selfsustaining fariffs |

5. Situation conducive to new policy changes

fo maintain sinking fund

4. MNew instifutional set- -Ups have increcsed cbility -

7. Design tailor-made short courses for WSD stmcf 1

'OBSTACLES |

1. C’bso!ate byelqws -

1 2. Tariff approval prc:cedures foo iangthy
1 3. Political interference
| 4. Existing legislation does not supporf full

- autonomy
5. Procurement procedures oo bureaucratic
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Rurnl Water Supply and Sumh:hon

Percephons of Sector Issues in Zumblc

PAST PERSPECTIVES

SUCCESSES WEAKNESSES

Collaberation among stokeholders - - Ineffective management-

Community purﬁcipuﬁon R ) : Difficulties in distribution of tools to

Deep wells constructed in a durable manner ~ - participants : N
Changa of aftitudes to use of lafrines ‘ ~Inadequate training for extension staff
Minimal vandalism in rurul areas Nion-existence of information systems .
Increased coverage - Inaippropriate tec:hnologles
Decentralization ' » Inadequate support services

Establishment and development of WASHE | Poor linkages among pertners
communities (water, sanitation and hygiene Weak institufional capacity at all levels
edueation) . . ‘

FUTURE PERSPECTIVES

 POTENTALS | - OBSTACLES

Adequate fraining for extension staff. ~ . Political mferference

Establishment of information systems- . . Inadequate resources.

Sufficient and-safe water by the year 2000 " Poorly planned settigment schemes
Effective monagement - o - Geographical obstacles
Establishment of mom’rorlng sysfems ' ‘ Insufficient funds

Conducive, polmcel environment * Poor road network
‘Creation of coordination body o : churul‘culumit‘ies X

Good linkage among partners S - Donor dependence

Adequate guidelines on RWS$ - R
Appropriate technologies -

Development of adequate support services
More skills training o

Time saved for other acfivities

The findings contained in these tables have been compored with those of working groups
analysing the situation in other countries. There is a surprising lack of common ground
although some points are repeated. Despite the inevitable contradictions, an aftempt is
made to summarize below what appear to have been the most important issues raised.




2.4.1 Urban water supply and sanitation

" uccesses

B Most countries recorded:
- an increased coverage
- reorganized institutional structure
- improved staffing
- improved revenue collection
- better financial situation
B Mention was made of:
- better regulated tariffs and billing systems
- installation of more mefers {with less UPW also reported)
- a general improvement in maintenance
- a better managed water supply
- improved collaberation with sector agencies
B Other issues cited include
- absence of vandalism
- improved communication systems
- establishment of loan mechanisms
- positive commitment to work
- less political interference
- better enforcement of byelaws
- water quality improvement
- community/private involvement in financing mains extensions
- fewer illegal connections
- increased donor confidence.

Weaknesses

B Most countries noted:
- aging facilities, including transport
- illegal connections
- poor metre reading and revenue collection
- defaulting on payments for services or loans
W Some mentioned:
- inability to meet demand or expected service level
- unrealistic or inadequate tariffs
- reduction in funding and financial constraints
- shortage of trained or specialized personnel
B Other issues raised included
- weakness in enforcing bye-laws (but see above)
- lack of piped sewerage in urban areas




- dependence on expatriate staff

- no cost recovery in peri-urban areas

- lack of community participation/appreciation or motivation
- lack of commercial approach

- vandalism (but see above)

- inappropriate technology use

- diversion of funds.

Potentials

B Findings included:
- rehabilitated infrastructure and new policies
- established support, control and monitoring systems;
W Some noted:
- good inter-agency relations
- appropriate technology available
- private sector participation
- economic and selfsustaining fariffs
- expansion of revenue base;
M Individual issues were
- improved transportation
- reduced cost of water quality testing for new boreholes
- improved political stability
- growing market with sufficient available raw water
- reduced production costs
- development of water schemes with sonitation components
- less waterborne disease
- improvement of the environment.

Obstacles

| Several countries noted:
- political interference.
B Some mentioned:
- strict conditions of donors
- lengthy bureaucratic procedures for procurement, tariff approval, privatization, etc.
- limited financial resources and increased cost of inputs;
B Other issues raised included:
- obsolete byeaws
- brain drain
- reluctance of customers to pay
- drying up of water sources.
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2.4.2 Rural water supply and sanitation

UHCCesses

B Most reports included:
- improved community involvement and management
- increased coverage
- better collaboration among agencies and communities;
M Some noted:
- standardization of technologies
- less vandalism
- integration of hygiene education info water supply and sanitation activities
- effective human resource development, producing pump caretakers, mechanics, efc.
B Other issues:
- decentralization
- locally manufactured handpumps and spare parts
- participation of women
- change of aftitudes to use of latrines
- reduction in faecalborne disease
- availability of competent planners and designers.

Weaknesses

W Common issues were:
- inadequate support services
- technologies too numerous, complex and often inappropriate
- poor intersectoral collaboration
- ineffective centralized management
- weak institutional and technical capacity at all levels;
M some recorded:
- lack of information systems
- low priority for sanitation
- difficulties in distribution of tools and spare parts
- inadequate fraining of extension staff and community leaders;
B other issves noted were:
- low involvement of women
- no clear sirategy for O&M
- misappropriation of funds
- dependence on expatriates
- high cost of VIP latrines
- low staff morale
- uncoordinated private sector involvement
- socioeconomic problems.
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Potentials

B Findings included:
- good envirenment for intersectoral and inter-agency coordination
- community awareness of effective management capacity.
W Some noted:
- establishment of information and/or menitoring systems
- development of adequate services
- improved approach to training and human resource development;
B other issues were:
increased interest in ownership of household sanitation facilities
privatization of services
improvement in water quality monitoring
infegration of water supply and sanitation at planning stage
- encouragement of small-scale water supply and sanitation projects
- many external support agencies willing to support the sector
- communities to be assisted in raising capital and in cost recovery
- tariffs adopted to recover costs.

Obstacles

B Most countries reported:
- political interference
- declining funds and inadequate resources.
® Some noted:
. geographic obstacles, such as poor roads and accessibility,
- administrative bureaucracy.
B Other issues raised included:
- donor dependence
- declining manpower
- long procurement procedures
- rural settflements scattered and unplanned
- limitations of fechnology
- natural calamities and poverty.







