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Community-oriented stepwise approach

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

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

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

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

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

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

• It is a tool for participatory planning and monitoring.

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

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

as for the project.

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

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

alone.

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

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

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

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

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

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



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

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

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

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



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

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

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

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

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

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

• Improved sanitation and health.

• Provision of safe drinking water.

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

• Partnership and capacity development in partners.

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

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

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

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

1. Preparation phase

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

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

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

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

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

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

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

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

• Technical and feasibility studies are conducted.

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

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

2 . Construction phase

The construction phase is the shortest of the three. An average gravity flow
system, consisting of a 5 km main pipeline length, a storage and distribu-
tion tank, some other structures and a total of seven tapstands serving
about 50 households can be completed within three months. SRWSP pro-
vides skilled and technically qualified staff to guide and support the
community, but it is the people themselves who must build their own
drinking water scheme. During this phase a Village Maintenance Worker

10



(VMW), appointed by the community, is trained on the job and during an
intensive two-week training programme. After completion of the construc-
tion work and the subsequent final commissioning, the operation and
maintenance phase begins.

3. Operation and maintenance phase

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

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

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

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

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

Partnership

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

Chart of stakeholders

COMMUNITY

LOCAL
AUTHORITY

SRWSP

~ ~ ~ = ~ = • • • - • - • -
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The Community-Oriented Stepwise
Process: Action and Reflection

a) Forwarding and Screening of Applications

After forwarding an application to SRWSP (step 1), either directly or
through an intermediate organisation, the community is asked to fill out a
Project Information Form (step 2). This requires the villagers to come to-
gether and provide basic information regarding their drinking water and
sanitation situation. The community is then visited for a Social Feasibility
Study (step 3). Depending on the outcome, a decision is made to pro-
ceed.

b) Community Assessment and Analysis

The next activity is to help the community assess and analyse the vil-
lage's drinking water and sanitation problems (step 4). The people draw a
map of the village and its surroundings indicating the location of houses,
main paths, streams, rest places, temples, water sources, existing drinking
water structures, and other important information like latrines, protected for-
est area and agricultural land. Sometimes these maps are drawn in a
mixed male/female group, but frequently men and women prefer to make
their own maps and later compare them. This exercise helps the villagers
look at their community holistically. Later the information contained in the
map is used for participatory monitoring during a second mapping exer-
cise.

The information on the map is physically verified during a village environ-
mental walk. Representatives of the men's and women's groups and key
members of the community, accompanied by the facilitator, check the in-
formation and at the same time assess the environment in and around
the community. Existing water sources, as well as the proposed source
for the new drinking water system are visited, as are alternative sources.
Special attention is given to the sanitary situation in and around the
houses, and defecation and hand washing practices.

At the same time other issues of importance may be assessed as well.
These may include the villagers' economic condition, labour division be-
tween men and women, accurate population figures, and migration
patterns. This information can be used at a later stage when it comes to
contributions of cash or planning for labour contributions. The community
is assisted with the analysis of the information they have gathered and
with drawing up a plan for future activities. The process poster helps to
make for realistic planning.

c) Formation and Training of the Water and Sanitation
Management Committee

The culture of forming committees is well established in Nepal, but the
majority of these committees do not last very long if they function at all.
SRWSP sees a WSMC as an institution which, having the responsibility

First social mapping

The people draw a map of the village
and its surroundings indicating the
location of houses, main paths, streams,
rest places, temples, water sources,
existing drinking water structures, and
other important information like
latrines, protected forest area and
agricultural land.

Formation of user groups

13
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Hygiene motivation programme

for all the management tasks relating to the preparation, construction, op-
eration and maintenance, delegates these tasks among its members.
They include providing motivation and leadership to the community on an
ongoing basis. The formation of a committee should, therefore, be
thought through carefully and the final selection of its members should be
approved by the majority of the villagers. This process is facilitated in
step 5. Pictures of various animals are shown, like a monkey, a bee, a
tiger, and their respective characteristics are discussed. A linkage with
people's personalities helps the community understand what types of
people are needed in the committee. The community proposes candidates
and final selections are made. Issues such as the number of female
members and representatives of minority groups, and who should hold
which post are also decided by the community. Here the facilitation proc-
ess and the understanding of the principle of gender equality and justice
are more important than the actual numbers voted in. About a third of
WSMC are women, holding posts of a/o general member, treasurer,
chairperson.

Some time after the formation of the committee, members receive a Wa-
ter and Sanitation Management Committee Training (WSMCT) in the
village (step 6). Its objective is to develop the management capacity of
the WSMC members for the preparatory activities and the construction of
their drinking water scheme. Issues covered include participation, re-
source mobilisation, management skills (regarding transportation, storing
of materials, selection of local material, etc.), selection of Village Mainte-
nance Worker and Women Tapstand Caretakers, and operation and
maintenance fund collection.

d) Health and Sanitation Education

After completion of step 6, the community is visited regularly, preferably
once a month. Health and Sanitation Education (HSE) activities are initi-
ated (step 7) during these visits. These activities can vary from
community to community, depending on the local situation, but they usu-
ally include:

• Explanation of transmission routes of diseases.

• Hand washing practices.

• Storing of water.

• Use of waste pit.

• Cleaning up of local water points.

• Awareness of defecation practices and motivation for latrine use.

The tools used for these activities include: posters, songs, puppet shows,
drama, flash-cards, comics, and practical classes. Some communities
require special activities like a cleaning-up campaign, school education
programme or an observation visit to a nearby community.

14
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All HSE activities tend to reinforce the interest in building latrines. Expla-
nations are given to the community about the different technical options
and the costs involved. These options depend on the availability of local
materials. In answer to people's interest, one latrine is built as a demon-
stration (step 9). Various aspects such as the most suitable location for
the latrine, how to measure the size of the pit and how to make a squat-
ting slab are explained with the use a small booklet and comic card.

Next, people are encouraged to start building their own latrines, at their
own pace (step 10). Only after the substructure is finished are various
options for the superstructures shown. For this, special drawings have
been developed which show the different options varying in cost and du-
rability. SRWSP gives substructure and superstructure equal priority.

Throughout the process of constructing latrines in the community, which
can take from a few months to more than 6 months, the HSE and latrine
construction motivation activities continue. One of the most important
motivational tools during this process is the participatory latrine construc-
tion monitoring chart. During this exercise the people themselves monitor
the progress made and plan further activities and improvements. Once
the latrine is completed, its proper use and maintenance are explained
and a maintenance flash-card is provided.

Health and Sanitation Education is
always integrated:

• Explanation of transmission routes
of diseases.

• Hand-washing practices.

• Storing of water.

• Use of waste pit.

• Cleaning up of local water points.

• Awareness of defecation practices
and motivation for latrine use.

e) Gender Training

In a selected number of communities gender awareness training ses-
sions are conducted. This is a new activity and thus not yet included in
the poster. The aim is to encourage gender equality throughout the course
of the programme activities, as well as to implant the seeds for longer
term change. The two-day training session is conducted in the community
itself and an equal number of men and women participate. The concept
of gender in general with direct reference to the community environment
is analysed, as are gender roles in the drinking water and sanitation field.

f) Operation and Maintenance Fund Collection

The community is encouraged to think about the timing for the comple-
tion of the new drinking water and sanitation facilities. Motivation for the
collection of an O&M Fund (step 8) is started. It is important for the com-
munity to realise that the collection of a fund is for their own future
benefit. Therefore, no rigid criteria are set to determine the percentage,
relative to total cost, of the O&M fund. The decision on how to collect
and the size of the target fund is up to the community. However, the pro-
gramme motivates the people to collect an amount which corresponds to
their ability to pay and takes into account the size of the scheme, and
which at the same time is sensitive to the economic situation of individu-
als. This maintains equity. The fund raising scheme is seen as a
continuous process, not a one-time activity. It starts early in the overall
process and ideally continues during the operation and maintenance
phase. On average the O&M fund is equal to 3% of the total construction
cost, which is comparable to other counterpart organisations active in Nepal.

I • t . n w i i -niiln ••iitih- i-iii-i.H P "

Women's operation and
maintenance training

On average the O&M fund is equal to
3% of the total construction cost, which
is comparable to other counterpart
organisations active in Nepal.
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Technical feasibility study

The community decides on the number
and location of the tapstands. This
participatory decision is the basis for
the final survey of the drinking-water
system (step 13). Potential conflicting
interests among the villagers have to
be resolved and agreement on the use
of public or private land is reached.

g) Preparatory Technical Works

All technical work is integrated into the process. The programme offers
support to the community in all technical aspects related to the imple-
mentation of a drinking water scheme. During the environmental walk, a
preliminary measurement of the proposed sources is taken. It is ex-
plained how to do simple measurements with a container and a watch or
by simple counting. Villagers are requested to do this frequently so that
the flow of water over a longer period can be calculated. During the Tech-
nical Feasibility phase (step 11) official measurements are taken with the
help of a technician. This takes place during the driest season. The techni-
cal possibilities and limitations are explained to the villagers. This
knowledge will help in the final decision on the number of tapstands.

During a second mapping exercise (step 12) the changes observed in the
community since the first such exercise (step 4) are monitored. Even
more importantly, however, the community decides on the number and lo-
cation of the tapstands. This participatory decision is the basis for the final
survey of the drinking water system (step 13). Potential conflicting interests
among the villagers must be resolved and agreement on the use of public
or private land is reached. For technical reasons, some changes may have
to be made in the proposed tapstand locations. These are discussed at
this time. Once all this information is collected, final designs and esti-
mates of material needed and their cost are prepared by SRWSP
technical staff or consulting firms appointed by SRWSR After the design
and estimates are ready an agreement is made with the WSMC (step
15). As part of this agreement, a plan for pre-construction activities and
for the construction time is formulated by the community. This marks the
end of the preparation phase.

^ . yjtdVt Sflofci cpiifmdf ciitcloi I

Village maintenance worker training

h) Village Maintenance Worker Training

A Village Maintenance Worker plays a significant role in maintaining the
drinking water system. To be able to take care of the system, he should
have technical knowledge about, and skills relating to the operation and
maintenance of such a system. Two weeks of 'on the job' training is pro-
vided for VMWs who have been selected in the various project
communities (step 14). For some communities the training takes place
at the end of the preparation phase, for others early during the construc-
tion phase. Ideally, the VMW should practice and enhance his newly
acquired skills during the construction of the system in his own commu-
nity. Issues like lay-out of a drinking water system, function and use of
different tools and fittings, types of pipes and techniques to join pipes,
masonry and plaster work for the structures, routine maintenance of the
various structures, and environmental sanitation are covered in this train-
ing. Men are selected to become VMWs, but in the spirit of equality
women receive a separate technical training on maintenance of tapstands
and structures that are within the village vicinity. The VMW undergoes re-
fresher training during the O&M.phase.
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i) Activities during the Construction Phase

A pre-condition for starting the construction work is that locally available
construction material has been collected and the main trenches have
been dug (step 16), after which the non-local material is transported to the
community (step 17). These operations are managed by the WSMC. Only
when all the construction material is in place can the actual construction
work begin with the support and guidance of technical professionals (step
18). To monitor the construction standards the work is supervised regu-
larly (step 19). Upon completion, the WSMC informs SRWSP (step 20),
after which the final commissioning of the construction takes place (step
21). With this, the construction phase comes to an end and the O&M
phase begins. The average construction cost is SFr. 35 (US $ 23) per capita.
The community contributes about half in form of labour and local material.
The remaining cost, for material and technical service, is paid for by
SRWSR
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Collection of local material

j) Follow-up during the O&M Phase

It has been found that during the operation and maintenance phase all in
the community can use a motivational booster for the management of the
new facilities. To povide this needed push, a series of activities and visits
to the community have been developed, all containing a strong motiva-
tional component.

Soon after completion, additional management training is offered to the
WSMC members (step 22). The objective of this training is to strengthen
managerial skills to guarantee smooth operation of the system. Issues
like fundraising and use of the funds, community meetings & recording of
the decisions made, maintenance of the drinking water system, source
protection, and waste-water management are covered in this training.
Cleanliness of the tapstand and its surroundings, maintenance, use and
repair of the toilets are also important aspects. The different roles and re-
sponsibilities of the WSMC, VMW and WTC are once more discussed
and reinforced.

The first monitoring and follow-up visit occurs six months after comple-
tion of the construction work (step 23). A multi-disciplinary team visits
the project area and, together with the WSMC, users and the VMW,
monitors the functioning of the scheme along with the sanitary conditions
in the village in general and toilet and tapstand cleanliness in particular.
At the same time the activities of the WSMC and the maintenance work
done by the VMW are looked at. Depending on the findings, suggestions
for improvements are made and on-the-spot HSE sessions are organised,
which are mostly on latrine maintenance and repair and waste-water
management.

It has been found that during the
operation and maintenance phase all in
the community can use a motivational
booster for the management of the
new facilities.
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Project construction

Women show a keen interest to learn
how to use tools, work with cement,
and understand the system 90% of
women trained remain active as
volunteers in the maintenance of their
drinking-water system.

To ensure proper maintenance of the system, technical skills are trans-
mitted during a four-day training course (step 24) for Women Tapstand
Caretakers (WTC) each of whom represents a tapstand. Subjects covered
are:

• Understanding the functioning of the various structures of a drinking
water system.

• Use of different tools.

• HDP pipe joining.

• Changing of tap washers.

• Small masonry work.

• Cleaning of tanks and wash-outs.

• Cleaning of tapstands.

The ability to apply the new skills in practice are monitored six months
later during a special visit to the community. This visit is combined with
further motivational activities. Women show a keen interest in learning
how to use tools, work with cement, and understand the system. 90% of
women trained remain active as volunteers in the maintenance of their
drinking water system. VMWs receive refresher training at the end of the
O&M phase. Some issues which were covered in the first training phase
are revisited, and the participants are also receiving a valuable motiva-
tional push by demonstrating the system's sustainability.

Two years after the start of the O&M phase a final follow-up and participa-
tory monitoring takes place (step 25). WSMC members, the VMW, and
the WTC, together with a programme team, monitor the functioning of the
drinking water system and the sanitation facilities. At the same time, the
functioning of the WSMC, the VMW and the WTCs is monitored. In a
mass meeting the impact of the programme is analysed. Finally, feed-
back is provided to the WSMC on where improvements can still be
made, and the community is encouraged to make suggestions on how to
improve the programme as a whole. Final motivational activities are
combined with the monitoring.

Key issues in the community-oriented stepwise process

In the course of the six years it has been practicing the stepwise proc-
ess, SRWSP has had the opportunity to reflect on its effectiveness:

• It is a tool for participatory planning and monitoring.

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

• Involvement of women and marginalised groups is encouraged.

• Operation and maintenance is an integral part of the whole project.

• Source conflicts cannot be fully resolved.

• Facilitation of the process is important and critical to success.
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It is a tool for participatory planning and monitoring.

From the very beginning, the entire process is made transparent. This
way the community knows what can be expected and what level of
input is required. The accompanying poster and booklet, with further
explanation of each step, help the community to keep an overview of
the process. Before planning the move to the next step, the progress
is monitored by the community as well as by SRWSR The participa-
tory methods and tools used make involvement in the activities
possible for the whole community; men and women, low and high
caste, young and old, literate and illiterate are all able to participate
actively. This involvement in planning and monitoring encourages own-
ership with respect to the programme.

The process looks in a holistic way at technical and social aspects of
drinking water and sanitation.

All the preparatory technical work such as measurement of the source
yield, technical feasibility and even the detailed survey and design
work is entirely integrated into the process and combined with the so-
cial activities. The socially-oriented community facilitators have
developed technical skills, and the technical personnel are, in large
part, functioning as social mobilizers. A technical decision cannot be
made without considering its social implication. Technical information is
provided to the community to enable them to make the most appropri-
ate decisions. The integration of several technical works in the
preparation phase makes it possible to keep the duration of the con-
struction phase to a minimum. The shorter the construction time, the
more the community is motivated to do the hard work.

Involvement of women and marginalised groups is encouraged.

At several points within the process, special attention is paid to the
active participation of women and marginalised groups in the commu-
nity. The special gender training is one example, but the two mapping
exercises, at the beginning of the process and just before the start of
the construction phase, ensure that all households in a community are
included and become involved in the activities.

Operation and maintenance is an integral part of the whole project.

Already during the preparation phase, the issue of operation, mainte-
nance and sustainability of the drinking water scheme and sanitation
facilities is raised. The entire approach is geared towards the establish-
ment of a strong sense of ownership. The collection of an O&M fund
starts early in the whole process, and these efforts do not stop with
the completion of the construction work. During the first two years of
the operation and maintenance phase, several activities are initiated in
order to enhance the managerial and technical capacity of the key per-
sons. In the meantime, contacts have been established with
governmental agencies to provide technical support for major repair
work if and when needed.

The average construction cost is SFr. 35
(US $ 23) per capita. The community
contributes about half in form of labour
and local material. The remaining cost,
for material and technical service, is
paid for by SRWSP/Helvetas.
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"The community-based stepwise
approach has enabled the user
communities to participate meaningfully
in planning and implementation of their
drinking water projects."

(External Evaluation 1997 page 9)

Source conflicts cannot be fully resolved.

Due to increased scarcity of available water sources, conflicts over
the use of a particular source have become more common in Nepal.
Early in the process the community is required to conclude an agree-
ment on the use of the source either with the owner or the local
authorities. This had been thought sufficient to avoid the need to con-
front this problem at a later stage. Unfortunately, it proved to be
wishful thinking. Time and again, progress is delayed due to unex-
pected conflicts. Political motives are often behind it. The national
regulations provide a legal framework but only when the conflict is
brought to a higher level. Since the existence of a legal framework
alone does not guarantee its proper application, generating goodwill
and mediating between conflicting interests is essential for the
sustainability of the projects. SRWSP has, on various occasions, suc-
cessfully mediated in source conflicts.

Facilitation of the process is important and critical to success.

For the process to succeed, it must be properly facilitated by people
who are well trained in the use of participatory methods. At all stages,
guidance from the facilitators will help the community to find their own
way in the overall process. Sometimes a small push is needed here
and there, but it must be applied with sensitivity and good judgment.
Community facilitators may be tempted to make decisions for the
community in order to speed up the process, but by doing so they
would impede the development of a stronger sense of ownership. In-
tensive supervision and appreciative feedback will encourage the
community facilitators to work in accordance with the stated principles
and organisational structure.
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Health and Sanitation Education:
New concepts and approaches

In the early 1980's, under CWSSR Helvetas developed an Integrated
Health and Sanitation Education Package which included creating aware-
ness of the transmission routes of waterborne diseases, motivation for
private latrine construction, demonstration of and motivation for the use of
smokeless stoves, and personal and environmental sanitation activities.
These sanitation and health education activities were combined with the
aim of involving women in the planning and implementation of drinking
water facilities.

Selective and Intensive Approach

Because the CWSSP approach was very comprehensive, it could only be
implemented with intensive input. Since so many subjects were covered
in a relatively short time, the actual overall behavioural change was mini-
mal. Realising that it is easier to change behaviour in only a few fields at
a time, SRWSP developed a Selective and Intensive Approach for health
and sanitation education. Emphasis was on hand washing practices and
motivation for construction, use and maintenance of latrines. Other is-
sues were only covered if there was a clear request or an observed need
for it.

The Gender-Balanced Process Approach for Sanitary Change

The extensive Participatory Self Assessment (PSA) and External Evalua-
tion (EE) held in 1997 found that a broader health package would enhance
the awareness of latrine construction and use. Also, the growing aware-
ness regarding gender roles, and the impact that drinking water and
sanitation activities could have on the role and responsibility of men and
women in the community, encouraged SRWSP to develop its present ap-
proach: The Gender-Balanced Process Approach for Sanitary Change. Now,
a broader HSE package is offered to the community (as explained in
chapter 3), but, more importantly, men are now also involved in the vari-
ous activities.

The community facilitators of SRWSP and its partner NGOs conduct vari-
ous HSE activities, but it is the WSMC, the VMW and the WTC who
regularly follow up to ensure that the health and sanitation message is
well understood and that improvements are made accordingly.

Direct pit latrines, (where the pit is directly below the squatting place) and
offset pit latrines (where the pit is indirectly connected to the slab through
a closed drain) are most appropriate for the Nepalese rural environment.
Cement slabs are only used in areas where no flat stones are available. Toilet construction
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80% of the households covered by
a drinking water system have
constructed a latrine. After a period
of three to five years, 65% (2 in 3) of
the constructed latrines are still in use
and in acceptable condition.

All costs for a latrine are borne by the people, except for the very poor

who may receive a subsidy for a cement slab. SRWSP has observed

that in most cases subsidies are not needed to encourage people to build

a latrine. 80% of the households covered by a drinking water system

have constructed a latrine. After a period of three to five years, 65% (2 in

3) of the constructed latrines are still in use and in acceptable condition.

Some people remain reluctant to build a latrine. On average, 20% never

build one. When analysing this phenomenon, the following reasons seem

most plausible:

• In heterogeneous communities, underprivileged groups tend to leave

the initiative to build latrines to better-off and more innovative people. In

homogeneous communities, even when made up by poor and under-

privileged people, more openness to build latrines is found.

• SRVVSP/Helvetas encourages people to change their sanitary habits

and to build and use latrines, but it does not provide any material in-

centives to do so. Community people however are not always ready

for an approach based mainly on facilitation. Past development prac-

tices have implanted a recipient mentality which dies hard.

• Very poor people must spend all their time and energy on fulfilling their

most basic daily needs. Even with material support and subsidies it

remains hard to motivate them to change their habits.

• Religious beliefs can keep elderly and/or high caste people from

changing their habits and using a latrine.

Others (1 in 3) abandon the use of their latrine after more than one year

of use. As a result of bad maintenance, the smell and number of flies in-

crease and the squatting place becomes dirty. Using a dirty latrine is

seen as a nuisance and open defecation is preferred. A lack of under-

standing of the importance of latrine use and maintenance, and/or the

construction of the latrine under pressure rather than self-motivation may

be underlying reasons for abandonment. Better sanitation practices such

as the proper cleaning of hands and utensils, washing clothes and taking

baths have increased in all project areas. Villagers say that they have im-

proved their sanitary habits and that their village is cleaner now than

before.

Three main lessons on health & sanitation education (HSE)

• HSE has the greatest impact when started from the very beginning

and integrated in all activities throughout the whole project.

• To reach the whole community, HSE activities should be gender sensi-

tive.

• Proper use of latrines has a high impact on the overall sanitary situa-

tion in the community.
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HSE has the greatest impact when started at the project's very
beginning and integrated in all activities throughout the entiry
process.

The reason for combining HSE with drinking water is well understood
by programme planners. Communities, however, first demand better
drinking water facilities. The reason why HSE activities are included
must, therefore, be made very clear. In the beginning, villagers show
a keen interest to take part in the various participatory activities.
Newly gained insights activate people's eagerness to improve their liv-
ing environment. SRWSP makes positive use of this momentum in
motivating the people to construct and use latrines. Intensive supervi-
sion is provided during the time of latrine construction to guarantee
high quality workmanship according to approved designs. Motivation
for sanitation requires repeated efforts over an extended period of time,
especially when the whole community is targeted. HSE should also be
an integral component of other activities, including the more technical
training programmes. To sustain the sanitation facilities, HSE should
continue during the operation and maintenance phase.

The impact of such HSE activities is greatest when sanitary behaviour
is practised by the whole community. In heterogeneous communities
this is more difficult to achieve. Different ethnic and/or caste groups
have their own cultural and religious beliefs and habits. Special, some-
times tailor-made awareness-raising activities are necessary to
address these. Those of lower economic status who live on a survival
strategy need to be given special consideration to motivate them to
participate in the community efforts.

To reach the whole community, HSE activities should be gender
sensitive.

Generally, sanitation activities are directed at women, assuming that
they have the most influence when it comes to improving sanitary be-
haviour. This is, however, not necessarily true for all communities.
Moreover, women and men may have different interests and needs
when it comes to sanitary change. Analysing these first and then con-
ducting the HSE activities accordingly will address both needs, (see
also chapter 6)

Proper use of latrines has a high impact on the overall sanitary
situation in the community.

HSE is more than just latrine construction. However, as this is the
most tangible change, it is easy to monitor and report on. Other
changes like hand washing practices are not to be underestimated.
Nevertheless, latrine use is very important in changing the living envi-
ronment of the community. People may also have their own reasons
for latrine use which are not always related to improving the health
situation. Reasons of convenience or safety can be decisive as well.
Lack of technical knowledge keeps people from building a latrine. In
some cases providing technical guidance is enough to motivate the
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"Hygiene and sanitation is an important
and integral part of SRWSR It can be
made stronger by making hygiene and
sanitation messages relevant to local
realities..."

(Extneral Evaluation 1997, page 35)

people; in others, more motivational activities or even a small push
are needed to make people take the first step. SRWSP has observed
that in most cases, subsidy is not necessary to encourage people to
build a latrine. Only the economically weak might need some support.
The most positive observation is still that once people get used to us-
ing a good latrine they appreciate it and refrain from open defecation.
After the first latrine pit is filled, some people are willing to invest
more to build one that lasts longer.
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CHAPTER 5

Technology: Understood and Owned
by the Community

Until the mid-1970's, when Helvetas started to work in the drinking water

sector in Nepal, no technical guidelines had been developed for gravity-

flow systems in rural communities. Neither were there technically trained

people at hand who could construct a drinking water system according

to a design. During the first ten years of Helvetas' support for CWSSR

standardised design criteria were developed and technical manpower

trained. New technologies were tried out, introduced and refined.

In contrast, SRWSP could build on the proven technical knowledge of

CWSSR although the different nature of SRWSP made it necessary to

make some adjustments. The community was going to own and manage

a simple, well-tested system. For all technical activities men, and more

importantly women were to be involved. Technical skills and knowledge

would be transferred during those activities and in special training

courses.

On technology: important insights

• Ownership alone is not sufficient; it must be combined with the right

technology and good workmanship.

• Gender sensitivity in technical activities is crucial.

• A well designed and built drinking water system alone does not lead

to improved health.

Ownership alone is not sufficient; it must be combinded with the
right technology and good workmanship.

Choosing the most appropriate technology is the basis for bringing safe

drinking water to a community. Special attention should be given to the

catchment area and the design and construction of the source intake,

which is the most critical part for the overall quality of the system.

Devices to clean and maintain the system need to be simple, safe

and available locally. A sense of ownership can be developed by in-

volving men and women in all steps and by transferring knowledge

and skills in a simple and understandable manner. Direct involvement

during construction work helps de-mystify the technology, reducing the

community's fear of it. This encourages the sense of ownership and

makes maintenance easier. The combination of high quality technical

workmanship and the community's sense of ownership of the system

ensures a high level of sustainability.
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"... overall construction quality of
projects remains high and has not been
significantly compromised by the
increased social orientation of project
work."

(External Evaluation 1997, page 67)

Gender sensitivity in technical activities is crucial.

Technology is not merely a man's issue. If given a chance, women
show a keen interest in the functioning of a drinking water system and
are eager to learn more about it. To take advantage of this interest,
community facilitators and technical personnel need to be aware of the
importance of involving women. Having more female technical staff,
from plumbers to engineers, working with the community, encourages
women to actively participate. SRWSP has had very positive experi-
ences with female technical workers, but community facilitators, who
are more often female than male, need to have substantial technical
knowledge to help solve problems on the spot.

A well designed and built drinking water system alone does not
lead to improved health.

A badly designed, built and maintained system, though reducing time
for water collection, will remain a health threat due to contamination at
various points. A properly maintained drinking water system is one
part of a broader programme aimed at improving the health of a com-
munity. Integrated educational and technical activities can have a
positive impact on the overall quality of the water supply. Therefore,
specific activities supporting the technology are important. Those can
be skill training and health and sanitation education, but they also
must include special efforts to raise awareness about catchment and
source protection as well as cleanliness of the whole system.
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Women and men: Efforts towards
a gender-balanced approach

Traditionally, women manage a household's drinking water supply. With
the introduction of male-dominated engineered systems, women's role in
this aspect of life was not fully acknowledged. The elite and influential
men were now making the major decisions, including those regarding the
location of tapstands and their use. This practice continued until the mid-
1980's when women were slowly recognised as key facilitators in the
sustainability of a drinking water system and the improvement of health
in their community.

Traditionally, a drinking water and sanitation programme addresses wom-
en's practical needs such as reducing the time needed for collecting
water. A drinking water system brings water closer to the house, which
can then be used for vegetable production, while better sanitary facilities
improve the health situation. These changes will improve the overall living
conditions of women. Their position, however, is not automatically im-
proved by a drinking water and sanitation programme. The latter depends
on the women having equal access to the decision-making process, re-
sources, knowledge and skills. CWSSP's women's involvement
programme, which started in the mid-1980's, was a first attempt to tar-
get women in particular. The sanitation activities were designed for
women, who were given responsibility for transferring the knowledge thus
gained. Men in turn were made active members in the user committees
and kept making the final decision on all kinds of important matters, even
those which were in the women's sphere.

During the first few years of SRWSR women rather than men were tar-
geted for the health and sanitation education activities. The need to
involve men was addressed only at a later stage. While the emphasis is
still on empowering women, which is important in the effort to broaden
the basis for decision-making and knowledge transfer, now men are in-
cluded in HSE activities and are encouraged to become active in
improving sanitary behaviour.

SRWSP realised that a gender-balanced approach can only be successful
if the facilitators show understanding and sensitivity in matters of gender.
Subsequently, gender sensitisation training sessions were organised. All
activities within the process were analysed for their gender sensitivity
and were adjusted where necessary. Special activities were added to en-
courage gender balance at the community level. To assess the
community opinion on the SRWSP approach with regard to women and
gender, special awareness-raising and assessment workshops were or-
ganised.
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Important issues for gender balance

• Active involvement of women and men in all activities.

• Equal access to decision making processes.

• Women in key positions in the WSMC.

• Involvement of men and women in HSE.

• Training of women in technical skills.

• Need for gender awareness at village level.

User's committee management workshop

• Active involvement of women and men in all activities.

Though quite obvious, this is not automatically the case. Women have

a very heavy workload and are not always available for meetings and

gatherings. Activities should be arranged to fit women's schedules, at

times agreed by them and acknowledged by men. Being present is

not enough. Active participation means giving women the opportunity

to express their views and opinions. Women might prefer to first con-

sult among themselves in separate women's meetings. Also, the tools

and methods used need to be adjusted since more men than women

are literate. Having female facilitators gives women the confidence to

become more active in their roles.

• Equal access to decision making processes.

Access to information is necessary to make good decisions. Informa-

tion flow often takes place in informal ways, e.g. while people collect

firewood or play cards. Men and women have their distinct ways of

transmitting and absorbing knowledge. It is important that men and

women have the same information. Moreover, men and women might

have very different ideas on a particular issue e.g. location of a

tapstand. For men it might be important on whose land it will be con-

structed, for women the distance can be a decisive factor. Facilitation

will help bring such different opinions into the open and reach a con-

sensus. Here again, women might need separate meetings to clarify

their views.

• Women in key positions in the WSMC.

Women don't always want to hold high-profile posts such as chairper-

son, as these jobs involve too much travel for which women do not

have the time. Women show keen interest in monitoring the funds and

use of material. This could be combined with making them co-signato-

ries of the bank account and giving them extra supervisory tasks

during construction. Having female friends on the committee is impor-

tant if women are to play an active role there. One or two women on

a male-dominated committee are not in a position to make the wom-

en's view count in meeting. This can be overcome by increasing the

number of women on the committee or by forming a support group for

the women's representatives on the committee.
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Involvement of men and women in health and sanitation
education.

Health and sanitation education is still regarded a matter for women.

Women take care of the children, the sick, the food preparation and the

household sanitation. Providing women with better knowledge and

awareness on the linkage between clean water, good sanitary habits

and improved health are bound to have an impact. By excluding men

from this knowledge, acceptance in the community has suffered. Hav-

ing men as well as women involved enhances the subject's

importance and at the same time encourages a better division of

household tasks.

Training of women in technical skills.

An efficient drinking water system is very important for women. A

damaged, broken or leaking tap, a clogged drain, a broken valve, or a

cut pipe mean that women suffer. Women immediately realise if

something is malfunctioning. Having technical skills to repair the prob-

lem is a good starting point but access to the tools is as important as

the skill. Such access can be provided by giving the female WSMC re-

sponsibility for the tools, or by providing some basic tools to the

women tapstand caretaker. Turning full responsibility for the mainte-

nance of the drinking water system over to women could be

considered but it will be in addition to their already heavy workload.

The combination of a male VMW and female tapstand caretakers has

functioned very well.

Need for gender awareness at village level.

In rural communities, task and role divisions are mostly based on tra-

ditional cultural and religious norms which are either taken for granted

or are ingrained beyond change. In order to achieve gender balance

throughout the implementation of the programme, a certain level of

awareness of these deep-rooted divisions is required. Gender

sensitisation training sessions during the preparation phase are a first

step towards a deeper understanding

of the background from which those

set patterns have grown. Both men

and women participate in these train-

ing sessions. Besides gender in

general, specific attention is given to

the gender roles in drinking water and

sanitation during the implementation of

a new drinking water and sanitation

programme.

" . . . (the special consideration given
women and questions of gender) has
led to overall improvements in the
status of women within the project
communities, levels of community
ownership and project management
capabilities."

(External Evaluation 1997, page 32)
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Partnership:
a search for different modalities

The restoration of democracy in Nepal in 1990 and the subsequent regis-
tration of national and local NGOs allowed additional types of
partnerships. As a regionally based programme, SRWSP wanted to work
with NGOs and the private sector from the same region. Partnerships
with local authorities were established to guarantee smooth coordination
and planning, while the close cooperation with the drinking water govern-
mental line agency, established during the implementation of CWSSP,
was maintained. While in partnership with these organisations, SRWSP
did not maintain a direct link to the WSMC. The SRWSP philosophy un-
derlying the implementation of drinking water and sanitation programmes
allows for the involvement of more than one partner; hence the term
'multiple partnership'.

With a few communities, SRWSP does maintain a direct relationship and
takes full responsibility for the implementation of the entire project. In
these cases, the WSMC is the sole partner of SRWSR Since only two
parties are involved in this type of partnership, it is called 'dual partner-
ship'. SRWSP chose such partnerships in order to gain valuable
experience in working directly with the community. New ideas and edu-
cational material could be tested and monitored. SRWSP was still forced
to work in dual partnership as well, because Nepal's civil society was,
and still is, very young and immature. The more important partners for
SRWSP are local NGOs, private consulting firms, local authorities and
governmental line agencies.

Local NGOs

SRWSP works in partnership with district or village based NGOs. They
have a number of advantages: A good knowledge of the local situation,
direct contact with the community and the local authorities, they learn
quickly and are highly motivated for development work. Therefore, the lo-
cal NGO partners can help the community fulfill all the eligibility criteria.
They are also expected to help the WSMC manage all activities related to
the implementation, operation and maintenance of the project. Generally,
NGO partners are responsible for the social component of the pro-
gramme.

Most NGO partners are locally based and have not been exposed to the
skills and knowledge needed to successfully execute a participatory
community management programme. Therefore, SRWSP strives to build
up the institutional capacity of the partner NGOs. This is done through
NGO orientation workshops, community management and PRA field
practice training, gender training, regular NGO meetings, and monitoring
support for the facilitators. Those NGO partners with a keen interest in
taking up technical tasks receive capacity-building training for technical
people. Formal training and consultation alone are not enough to upgrade
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the knowledge and skills of members. Therefore, SRWSP staff visit the
project sites quite frequently and work together with the NGO facilitators.
Such supervisory visits significantly develop confidence among the NGO
workers.

Private Consulting Firms

Locally available technical consultants are hired for the implementation of
technical work, usually for feasibility studies, detailed surveys and design,
and construction of the drinking water systems. SRWSP expects a high
level of professional quality of all the work done by the consulting part-
ners. Technically this is usually not a problem, but when it comes to
working in a transparent manner so as to allow skills and knowledge to
be transferred to the community, such consulting firms have little experi-
ence. Here too, then, SRWSP aims to build up the capacity of the private
consulting partners. The use of local consulting firms encourages the de-
velopment of the private sector and thus helps improve resource
availability in the area.

Local Authorities and Governmental Line Agencies

In Nepal the village and district based local authorities have funds at their
disposal for the implementation of development projects. The construction
of small drinking water schemes is among the preferred activities. There-
fore, partnership options with the district authorities were explored.
Unfortunately, a common understanding of implementation strategy and
an overall vision could not be reached. Differences were encountered on
issues such as sanitation, participatory planning, a community's sense of
ownership, gender balance and technical standards. It was therefore de-
cided not to opt for partnership with district authorities. In the meantime,
the available funds have been shifted from district to village level authori-
ties. This encourages a higher level of responsibility and accountability on
the people's part. It opens up new opportunities, and SRWSP is now ex-
ploring partnership with the village level authorities, especially since the
district authorities are now playing an active role in coordination and plan-
ning.

The district level governmental drinking water line agency, which was
Helvetas' partner for the implementation of CWSSR has well-trained and
experienced technical staff at its disposal. Its problem, however, is its
high level of bureaucracy and the difficulties it has in working in a partici-
patory manner. Furthermore, it is a very male oriented straight-forward
technical organisation, unlikely to adjust to a more social and gender-sen-
sitive working style. Nevertheless, the long-standing relationship with the
governmental line agency created an openness for cooperation. SRWSP
provides all technical information to the line agency. At the national level
it has been agreed that the drinking water line agency provides technical
support to the WSMCs during the operation and maintenance phase. The
need for this may come up when parts of the system are destroyed due
to landslides or other natural disasters. The operation and maintenance
fund should be sufficient to cover the cost for material.

Survey, design, estimate
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Key issues regarding par tnersh ip

• Partnership with local NGOs has turned out to be difficult.

• A sensible diversification of dual and multiple partnerships has proven

healthy.

"Working in partnership w'rth local
organisations is a key feature of
Helvetas."

"The dual partnership model should be
retained as the 'golden standard' for
developing community led processes... "

(External Evaluation 1997, page 35)

Partnership with local NGOs has turned out to be difficult.

NGOs are a relatively new phenomenon in Nepal. Their credibility and

capabilities vary greatly. Some national NGOs are well established, but

experienced local NGOs with their own strong vision for social develop-

ment are still quite rare. Existing local NGOs have the tendency to

adjust to the donor's requirements, so that within SRWSP more of a

donor/client relationship is maintained than a true partnership. The

strength of the local NGO is its direct link with the community. Its in-

experience has to be compensated with intensive capacity-building

activities and strong supervision at the implementation level.

A sensible diversification of dual and multiple partnership has
proven healthy.

It is widely acknowledged that the dual partnership model (project im-

plementation by SRWSP personnel only) produces more predictable

results in terms of construction quality and project time frames. The

potential of the multiple partnership model, and in particular its role in

strengthening civil society, is better suited to meet Helvetas' organisa-

tional objectives. However, for this partnership model to work,

individual partners must be able to meet their own core objective while

at the same time embracing the philosophy and principles of SRWSR

The dual partnership approach is important for the development of new

community-led processes, 'apprentice' NGOs and exploring new initia-

tives. The capacity-building of local

NGOs and private sector enterprises has

ensured the possibility of working with

the multiple partnership approach.
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The Organisation:
Backbone of the Programme

The capability of the organisation to put concepts into practice is the key

to the success of the programme. Principles like gender balance and par-

ticipatory decision-making at community level are only trustworthy if also

practised within the organisation. SRWSP has made efforts to have deci-

sion-making authority delegated to various levels. Conceptual decisions

are made by the Programme Management Team where colleagues from

different disciplines are represented (technical, social, training, monitoring),

while day-to-day decisions are made within the various sections.

In order to make the programme truly participatory, it is vital to have a

mechanism that ensures continuous two-way dialogue between the com-

munity and the programme. This is enhanced by the community

facilitators who are stationed near the project area. They provide regular

feedback to the Programme Management Team through their own section.

Sharing of field experiences and discussion of new ideas is encouraged

and appreciated. A shared vision among the programme staff and its col-

laborating partners encourages a strong sense of ownership. This invites

people to be critical, alert and open for improvements and changes. To

develop and maintain a shared vision, SRWSP is using various activities.

"Designing the Future" for example, is a training programme which devel-

ops a joint vision for the future through special breakthrough projects.

A particularly valuable experience has been the Participatory Self As-

sessment (PSA). Over a period of 6 months many different activities

were organised in which the staff, together with partner organisations and

the community participated. The outcome was very helpful to the Exter-

nal Evaluation team. The resulting evaluation thus applied to the whole of

SRWSP Annual plans of operation are prepared based on such questions

as 'What do we strive for?', 'What do we expect to achieve?', 'What

changes do we anticipate?', 'Which weaknesses should we work on?',

'Which strengths should we build on?', 'Which ideas should we try out?1

etc. Annual budgets are prepared based on the number of communities

expected to enter the construction phase.

Key issues with regard to organisation

• A competent second line management is crucial in a flattened

organisation.

• Making gender balance a reality is a huge task.

• The Social Development Section faces most of the problems.
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Social feasibility study

A competent second line management is crucial in a flattened
organisation.

SRWSP strives to develop an organisational culture which encourages
decision making at the appropriate level. The second line management
plays an important role in this by assuring a two-way flow of informa-
tion and encouraging decentralised decision making. In such an
organisation staff members must feel confident and competent, while
being allowed to make mistakes. This management style is new in
Nepal and thus requires a change in mentality. Special training pro-
grammes and intensive supervision are, therefore, essential. Over a
period of years, major organisational changes have been encouraged
and introduced thanks to this management style.

Making gender balance a reality is a huge task.

Gender balance is easy to talk about; more difficult to put into prac-
tice. First, it is important to find a common understanding of gender,
one which is not merely an intellectual concept, but is genuinely felt,
lived and practiced by all colleagues. On the basis of this common
understanding a realistic analysis of the gender imbalance can be
made, the starting point for planning improvements and changes.

In a male-dominated culture such as Nepal's, where women have only
recently gained the chance to study and work, it is hard to find female
candidates for higher-level posts who are as competent as men. This
means that some positive discrimination in favour of women is neces-
sary to ensure that they are able to join and progress in the
organisation. It is also important to take into account that women work
differently from men. SRWSP's female staff members mostly work in
the fields of training and social development. Women have been
trained and put to work in the technical field but unfortunately not yet
at engineer level.

SRWSP has only been partially successful in making the team gender-
balanced. For instance, no female candidate could be found for a
senior post which had been specially earmarked for a woman. After a
year of unsuccessful attempts, a male candidate was appointed.

The Social Development Section faces most of the problems.

The Social Development Section (SDS), with a high number of female
staff, is responsible for the proper implementation of the social mobili-
sation activities, either conducted directly by the SRWSP community
facilitators or by the NGO partners. From the very beginning, when the
first contacts are established with a community, to the follow-up ac-
tivities during the operation and maintenance phase, SDS staff have a
key role to play. As a result, they find themselves confronted with
most of the problems. Despite the hardship they face, their constant
efforts are crucial to the success of the programme.
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Unlike technical staff, social staff cannot rely on long-standing experi-
ence and proven methodologies. The social field is continuously
changing and demands new concepts, strategies, approaches, meth-
ods and tools. Moreover, while technical staff achieve tangible results
and as such receive immediate appreciation, the Social Development
Staff build the foundation for these results but their work's importance
is not always fully recognised.

Being there to listen to the problems and frustrations which the SDS
staff experience during their motivational work in rural Nepal, and giv-
ing appropriate moral support is important in helping them maintain
their sense of value.

"The organisational culture may be
described as highly participatory and
consistent with the principles of a
'learning organisation' wherein ideas
circulate freely and wide-ranging
discussion is openly encouraged among
staff members."

(External Evaluation 1997, page 63)
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Integrated water resource management:
A logical step forwards

"The SRWSP is a pioneering and
highly innovative programme that has
significant success in stimulating
meaningful community participation in,
and ownership of, projects. It has done
this by placing a primary emphasis on
social processes while maintaining
technical standards."

(External Evaluation 1997, page 1)

The experience with the SRWSP community-oriented stepwise process
approach has been exciting as well as challenging. The Participatory Self
Assessment and the External Evaluation have provided excellent opportu-
nities to critically analyse the programme and to receive crucial feedback
from partners and community people.

Despite a continuous effort to learn from experience and adjust the ap-
proach and activities accordingly, SRWSP has not been able to solve all
the problems encountered. The four most important are:

• Disputes associated with the use of water sources.

The most important problem faced are disputes associated with the
use of water sources. Usually these disputes take the form of compe-
tition between the communities and individuals, either over the
establishment of ownership over the water resources or over the
mode of water use, e.g. drinking water versus irrigation. The reluctance
to share water is another source of conflict. The situation is further ag-
gravated by the gradual deterioration of water sources in rural hills as a
result of the continuous depletion of trees and other vegetation.

• Inefficient use of existing water.

Existing water is used inefficiently due to leakage from different parts
of the system and non-use of waste water. More economical use of
water is not only a technical matter but also a social issue. There is a
need for raising awareness of water as a scarce commodity and for
developing a sense of ownership in the communities.

• Lack of co-ordination and planning at the local level.

In line with the Decentralisation Act the village level authorities submit
annual plans to the district. The district development plan is forwarded
to the national government for final approval. All development activities
should be included, even those which do not require special funds
from the national or local government. Bureaucratic procedures delay
approval of the plans for a long time. Changes and cuts in budgets
must also be expected and these too hamper a smooth implementa-
tion. As a result, the community decides to by-pass the official
procedures and turn directly to NGOs and INGOs for support. A com-
munity can forward an application for drinking water to different
organisations, without informing the local authorities. This leads to du-
plication of efforts and ultimately inefficient use of available resources.
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• Applications from communities with an old drinking water system.

Many applications are received from communities with an old drinking
water system that no longer works, or works only partially. This may
be the result of bad workmanship, lack of regular maintenance, under-
developed sense of ownership, and drying up of the source.
Malfunctioning systems are a health hazard, precious water is likely to
be wasted, and time needed to collect water increases again. Repair
of the system is very important but needs to be done in such a way
as to make the change longer lasting.

The conclusion is that the underlying problem is the inappropriate selec-
tion of water sources, combined with a lack of open and democratic
planning on its use. Planning of water sources and maintenance and re-
pair of existing water systems should be done in collaboration with the
local authorities and the users, including women and marginalised groups.
A common, long-term vision will help bring about a consensus. Support-
ive educational and awareness-raising activities, including legal issues
concerning water, are crucial in making long-term participatory planning
possible.

Integrated water resource management

Taking the problems and lessons learned into account, the most realistic
next step for Helvetas in its involvement in the drinking water sector in
Nepal is to look in a holistic way at water sources and their use, while
keeping water supply as the key anchor and building block of the pro-
gramme. An approach which integrates the planning of all the locally
available water sources is something new and needs to be developed as
a concept. The SRWSP experiences, combined with those of other drink-
ing water programmes world wide, have helped Helvetas/Nepal to arrive
at an understanding and concept of Integrated Water Resources Manage-
ment at the local level. IWRM is about:

• Planning of efficient water source usage where the use is agreed upon
by all the stake-holders, including women and marginalised groups
within the community.

• Conservation and protection of the water sources and the catchment
areas.

• Water being recognised as having an economic and social value.

• Capacity building of individuals and groups involved, including educa-
tional programmes fostering legal knowledge and awareness.

Water Resources Management at the local level integrates four technical
fields (water supply and sanitation, irrigation and drainage, environment
and ecology, and others such as energy). The four fields are linked to-
gether through a strong supportive social and educational component
which sustains activities in all areas.
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Possible activities in these four technical fields are:

1. Water Supply and Sanitation

• Source improvement

• Environmental sanitation

• Water supply

• Repair and rehabilitation

2. Irrigation and Drainage

• Proper drainage of waste/
overflow water

• Micro-irrigation for kitchen
gardening

• Drip, sprinkler and canal irrigation

• Canal improvement

3. Environment and Ecology

• Source conservation

• Forest management

• Stream Bank stabilisation

• Terrace improvement

4. Others

• Electricity generation

• Water for cottage industries

• Rainwater harvesting

• Fishery

Second social mapping

On this basis, SRWSP piloted the participatory planning component of
IWRM in two different geographical areas. It started with capacity-building
training sessions for men and women from the area, followed by a PRA
analysis of all the water sources, their present and planned use. A techni-
cal assessment gave more detailed information on the capacity of all
sources and their possible use in one of the four sectors. In a workshop,
facilitated by SRWSR representatives of the community discussed the
outcome of these two participatory assessments. Possible projects were
prioritised and formulated into a village Water Use Master Plan. The vil-
lage representatives then decided which actions could be implemented
from their own resources (private or local authorities) and which needed
external support. In another workshop the Master Plan was presented to
various support organisations in order to get a commitment for support. In
one of the selected areas the local authorities are already implementing
some activities in accordance with the Plan. The pilot programme in-
cluded only a short social phase due to time limitations. Emphasis was
therefore given to source investigation, planning aspects related to water
use, the master plan, and building coordination mechanisms which apply
when working with potential support organisations.

An outlook on the WARM Programme

Important lessons learned from the pilot activities are:

• Capacity building for local leaders and key persons is crucial for the
process to run its course in a participatory manner. Planning from the
lowest level upwards is essential to the inclusion of the views of
women and marginalised groups.
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• A transparent and holistic approach towards planning of all water
sources develops a greater interest and confidence on the part of the
community. This results in a willingness to share all the water
sources, including those on private land, and at the same time a
readiness to prioritise according to greatest need. A long-term vision
also encourages good financial planning, including the mobilisation of
people's own resources.

• Extensive social mobilisation and educational awareness-raising activi-
ties are important prior to implementing the Water Use Master Plan.

• The Water Use Master Plan should be realistic, not over-ambitious, and
must be broadly disseminated among all the people involved.

• Potential support organisations should preferably be involved from the
very beginning.

• Local Authorities have proven to be the appropriate institutions to facili-
tate the planning process as a whole; this is in line with decentralisa-
tion policies.

• Conflicts are still bound to arise. New means must be developed to
tackle them.

Helvetas is committed to the continuing support of the water sector in
Nepal. Two major decisions will shape this support in the years to come.
The first is to phase out activities in the Western Development Region;
the second, to initiate IWRM activities in a more remote and neglected
area of Nepal under the WARM (Water Resources Management) Pro-
gramme.

Water use master plan
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