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The concept of balanced development set out in the Global Sector Concepts
requires broader definitions. While water supply, sanitation and hygiene
education represent the core of recommended development programmes,
additional components may be desirable in different circumstances. Among
components which may form part of an integrated package are:

- surface water drainage
- food production
- solid waste disposal, recycling and reuse
- water resource protection and demand management
- community development

Problems caused by weak institutions and divided responsibilities may be
aggravated if the package has too many components. A compromise is needed
between completeness and simplicity. In different environments, the
sequence of implementation may vary. The World Bank Sector Development Teams
favour community development as a start point in rural areas, followed by
the provision of water supply. Sanitation and hygiene education follow once
cost recovery from the water supply system generates funds. In urban areas,
where people generally have access to some form of water supply, even if it
is less than satisfactory, sanitation is seen as the most important early
component, alongside community development.

Weaknesses in the Ministry of Health in many developing countries can hamper
integrated programmes implemented through high level institutions. On the
other hand, the strengths of primary health care programmes at the district
and village level can help to bring about integrated approaches. Lessons
from PHC successes and failures have led to a new strategy, in which
District Health Centres become the entry point for interventions. This means
that the resources available at the District level can be mobilized, whereas
in the top-down approach they are often neglected or by-passed. If the same
system is used to promote water supply and sanitation progress, health
workers need to switch emphasis from curative to preventive policies. Ways
may be needed to raise the profile of water supply and sanitation in the
competition for resources from the health sector.

To reinforce the arguments for balanced development, examples are needed
which demonstrate the greater investment efficiency of the right kind of
integrated programmes. Evidence should also be sought of failures resulting
from imbalances between sector inputs in water supply and those in
sanitation and /or hygiene education.
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Plenary II - Institutional and Human Resources Development

Papers by C. Hafner, B. Grover/M. McGarry

1. Institutional Development (ID) and Human Resources Development (HRD) are
closely linked. HRD activities such as workshops, manpower planning and
materials development have to be tied to institutional goals. Training will
only be effective if trained staff have incentives, tools and equipment and
career prospects.

2. Institutional Development has a long time frame - perhaps 10 to 15 years.
This does not suit the conventional project cycle of agencies such as the
World Bank, as no visible results occur in time. There may be scope for
bilaterals, who stay in countries over long periods, to undertake ID
programmes in order to prepare better projects for Bank assistance.

3. Governments may resist ID programmes, which commonly recommend a
relinquishing of central control, and may involve firing of staff. Also, ID
accomplishments can be short-lived when political changes take place or
countries are forced by economic problems to cut staff or facilities. More
successful programmes establish self-sustaining capabilities within
institutions, allowing them to operate without central control. The lower
the level at which water supply and sanitation operations can become self-
sustaining, the greater the chance of success.

4. Field Agents have proved successful in the Togo example, providing an
operational link between the government agency and village water committees.
The Field Agents encourage village participation in all project stages,
including health improvements.

5. Training of community-level operators and maintenance staff is crucial to
the reliability of completed projects and therefore to their replicability.
Training schemes should be designed so that women can play a full part.

; They should not require trainees to travel away from home,,;and should ensure
that the programme fits the local cultural setting.

6. Attitudes of professional staff in developing country institutions
frequently inhibit collaboration with community organizations.. Elitist
engineers in urban-based institutions have the wrong training to equip,them
for the important non-technical aspects of community water supply and
sanitation training and ID needs. . .. .. , . ,. .

7. • Experience Suggests ' tnat it is preferable t6 strengthen .'existing * ." 'J- ,'.|
'•' institutions racher than creating new ones. Progressive strengthening, may

• ;meah that project designs have to be tailored to changing institutions^
capabilities. ' ' ' '." ' " • '
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8. Institutional change at the grass roots level can sometimes be accomplished
more readily by NGOs. Bilateral agencies should seek ways of supporting NGO
activities in ID and HRD at the community level. A collection of successful
ID and HRD case studies should include programmes conducted with NGO
support.

9. Donors need to monitor institutional changes intended to accompany technical
projects and should be prepared to apply pressure if appropriate changes are
not taking place. It is important in this context that ID schemes should be
designed to work within known political constraints.

10. A considerable number of tools exist to assist with ID and HRD, including
the six WASH Project publications:

- Guidelines for Institutional Assessment
- Managing ID Projects
- Guidelines for HRD Planning
- Technical Training Guides
- Guide for Conducting a Team Planning Meeting
- Guide for Conducting a Project Start-up Workshop

Plenary III - Cost Recovery

Papers by A. Hartmann, K. Erbel, A. Goodman

1. There is a widespread agreement that inadequate cost recovery remains a
serious constraint hampering accelerated progress. Achievement of full cost
recovery, though an ultimate goal, may take different times to achieve
in different countries and from area to area in the same country.

2. As well as developing appropriate tariff structures, countries need to keep
down construction and maintenance costs, to make community contributions
affordable. Installed systems must also be reliable, or users will soon
become unwilling to pay. Adoption of.appropriate standards helps to reduce
costs by avoiding overdesign.

3. Technology choice has an important impact on the potential for cost
recovery. As the Lesotho example showed, contributions required from
consumers rise,dramatically when motorized pumping is , used. The system is
more costly to maintain and less reliable. . . -

U. Before tariffs are raised, all potential cost savings must be assessed.
Staff reductions, leak repairs, and improved,collection procedures may,;be
effective Ways of boosting net^revenue. Starting tariffs can be based on
previous prices paid to watejr vendors, or on the calculated savings produced
by a more convenient supply.

5. The rapid turn from loss to profit in Lusaka Water and Sewerage Department
required strong political commitment to correct past deficiencies. It will
also require a lengthy continuing involvement of the consultant, though a
possible move to private management may speed things up.



6. The relationship between willingness to pay and system reliability applies
as much to sanitation as to water supply. People will be willing to pay to
use clean community latrines, but will soon stop paying if the condition is
allowed to deteriorate.

Plenary IV - Operations. Maintenance and Rehabilitation

Papers by S. Arlosoroff, A. Schild

1. Maintenance is seen by the support community to be the top priority issue in
water supply and sanitation sector development. Inadequate maintenance leads
to wasted investment and costly renewal or rehabilitation of broken down
facilities.

2. Maintenance commitments need to be evaluated when the project is being
formulated, so that provision can be made in loan conditions for future
upkeep. In some urban situations, donor3 may have to anticipate a long term
provision for support of maintenance, to protect capital investment. In
rural areas, community management of maintenance, if properly designed and
equipped, makes maintenance affordable. Initial donor support for
maintenance has the advantage that new users receiving reliable supplies
will recognize the benefits quickly and react promptly when the system does
fail or need repair.

3. While proper maintenance saves money, the backlog of poorly maintained
systems is a costly inheritance. Rehabilitation will normally be more
economic than replacement, particularly if there is a large amount of work
to Justify purchase of expensive equipment for operations such as concrete
pipe lining. The right balance needs to be struck between rehabilitation to
provide improved service to existing consumers and provision of new services
to those with no supplies.

4. In developing countries, maintenance generally has a low priority and there
are few effective policies. Where success has been achieved it is almost
invariably through private sector involvement in urban areas or community
management in rural areas. However, there is no standard recipe. Each system
has to be designed with the involvement of a committed community. The close
involvement of women is a common element of successful village-level
maintenance.

5. Donors have the options of building maintenance requirements into loan
conditions, including the possibility of retrospective evaluations of
completed projects. Not all donors favour this approach as a standard
routine, as it could mean that governments pass over responsibility to the
donor to sort out maintenance problems.

6. Technology choice has a major impact on maintenance needs, but donors'
desires for easily sustained projects may be frustrated by lack of awareness
among consulting engineers of maintenance issues. Local manufacturing of
spare parts improves the prospects of maintenance being carried out in a
timely way.
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Plenary V - Community Participation and Hygiene Education

Papers by C. Glennie, J. Chauvin

1. The principle of community participation has been well established in the
water supply and sanitation sector for some time and, in one form or
another, it is widely practised. Hygiene education, on the other hand, is
rarely included in national policy, and commonly omitted from project
implementation.

2. Basic engineering training does not equip or motivate the professional
engineer to initiate hygiene education or community participation
activities. The need for lengthy preparation time is either overlooked or
seen as a disincentive.

3. Weak cooperation among sector agencies also inhibits inclusion of hygiene
education, reinforcing the recommendation that water supply and sanitation
interventions are most effective when initiated at the community or district
level. While community participation is frequently viewed as a means of
conveying messages from the top down, the flow of information in the other
directions is equally important. Success comes when projects respond to the
needs and wishes of the community. A problem solving approach has been
successful in several instances.

H. Women's involvement is especially important both in community participation
as a whole, and particularly in hygiene education. The success of the women-
led Kwale project in Kenya extends to internal generation of funds to pay
for health education.

5. From scarce data, it seems that the cost of community participation may add
from 3 J to 17 % to project costs, but estimated gains from improved
reliability are higher. For promotion purposes, more cost/benefit data are
needed.

6. The difficulties of cultural understanding need a careful approach. In some
situations, consultants or agencies may need to employ specialists of the
same culture (e.g. Moslem women), to encourage community participation.


