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Executive Summary
In 1996 the Governmentof Mozambique (GOM) comrnis~oneda “Study of the
Institutional Arrangementsfor the Provision of Rural Wat~Supply and Sanitation
Servicesin Mozambique”. Thegeneralobjectiveof this studyis to proposean ehhanced
frameworkthat will improverural waterand sanitationservicedelivery in thecountry.

In 1995 the GOM approvedits National Water Policy (NWP)~The NWP embodiesa
newapproachto waterresourcesandwatersupply/sanitationi~ies.This Studyaims to
identif~’and elaborateupon the implications that the NWP Ims upon the Rural Water

Supply and Sanitationsectorin Mozambique.

Thetwo majorobjectivesoftheNWP for rurai watersupplyand sanitation(RWSS)are~

• increasedcoveragelevels,and;
• achievingservicesustainability.

Thesetwo objectivesare not alwayscompatible in that achieving sustainableservices
requires more time and resourcesthan achievingmere numerical increasesin coverage.

The Study exarni.nesthe key concepts of the NWP as applicable to RWSS in
Mozambique. Theseconceptsare:

• demand-basedprogramming;
• decentralisation;
• expansionofsectorcapacity;
• withdrawalofthegovernmentfrom direct projectimpiementation,
• greaterparticipationoftheprivatesector.

It is dearthat the context for RWSS programsin Mozambiquehasbeendramatically
aiteredin the past 5 years. The ceasingof the civil conf1i~,the end of emergency
drought conditions, the strengtheriingof democraticprincipI~,the liberalising of the
economyand theproductivereturnofdisplacedfamilies to theirhomes,havecontributed
to a new and dynamicframework for the developmentof rural infrastructureprojects
This newnational context demandsnew GOM responses.

— TheStudyteamperforrneda seriesofanalysisutilising thefollowing tools~

• a SWOT(strerigths,weaknesses,opportunitiesandthreats)analysis,
• theprojectcycle (policyandpracticereview);
• relativestrengths(rural comparedto urbanwater).

The SWOT analysisrevealedpositive deveiopmentsover thepast five years, including
the strengtheningof communityparticipation aspects(PEC); the developmentof the
NWP; the active role of the training centres;the ability to attract sector funding, the
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expansionof the role of the private sector,and, the first steps toward decentralisation
(deconcentration),amongothers

Specific weaknesseswere also identified, iricluding. direct irnplementation being
managedfrom the national level, a lack ofdearlinesof supervisionand control between
the EPARs, DPOPHs, PRONAR, and the DAs, unclear EPAR legal status, lack of
support to PEC field activities; unstructured monitoring and evaluation; planning based
uponweakmanagementinformationsystems,andminimal cornmunitydecisionmaking

TheProjectCycieservedasa frameworkfor analysingcurrentpracticesin the following
phases:

• Programnming;
• Pre-investment;
• Designand Construction;
• Operation,Maintenance,Management,andUse;
• Follow-up.

It was found that the two project phaseswith the least current emphasisare thosethat
have been shownworld-wide to have thegreat~stcumulative impact on sustainabiity-

Pre-investmentand Foilow-up. It was also found that additional strategies, policies,
standards, and mechanisms are needed to ~upport sustainability at various steps
throughouttheproject cycle. Someoftheseinciude:

-. criteriafor setting priorities;
• informationmanagementsystemdevelopment;
• standardisationfor technicaland socialassessments;
• supportfor the demand-drivenapproachto RWSS;
• developmentof legalisedmanagementsystemsfor water supply;
• up-dateddesignandconstructionstandards;
• standardisation oftender processe~andcontractmanagement;
• guidelinesfor technicalinspection;
• appropriateuseoftechnologies;
• cost-effectivedesignandconstruction;
• phasing-outofgovernmentconstructioncapacity,
• phasing-in ofprivate sector capacity;
• delineation ofthe strengthened role ofPEC;
• structured follow-up programme;
• full O&M costrecovery;
• regulatoryguidelines.

Finally, the review of the relative strengthsof i,he rural and urban sectors, showsthat
rural areas,with threetimes the populationof urbanareas,receivesfrom two to three
times fewer financial andhumanresourcesthan is availableto urbanwater.

COWATER



The proposedset of recommendationsfor fully implemeriting the NWP can be divided
into four generalareas:

• Policy, strategies,andmechanisms,
• Humanresourcedevelopment;
• Alternativestructuresandresponsibilities,
• Rolesof othersectoractors

Polic~.Strategies.andMechanisms -

Within this generalarea,five specificpointsarehighlighted

• theconceptof”client” versus“beneficiary”;
• deconcentration,
• governmentwithdrawalfrom direct implementation;
• theexpansionofoverall sectorcapacity;
• communications.

A “beneficiary” is a passiveelementthat receivessomething. A “client” is an active
elementthat decidesabout the servicesthey are able to afford. The demand-based
approachis contingentuponand responsiveto theclient. It implies a newunderstanding
of how RWSS progra.rn.mesare planned,implemented,and managed,anunderstanding
that will haveto becultivatedbeforea transitioncantakehold.

Similarly, the motive for deconcentratingto the provincesis a natural consequenceof
demand-basedprogramming Only local structuresand actors canbest respondto a
client’s desiresandfuture needs.

Governmentwithdrawalfrom direct executionwill free thenational level to concentrate
on its planning,regulatory,andresearchfunctions

Overall sectorcapacityexpansionwill be approachedon severalfronts including human
resourcesdevelopmentboth within the governmentalservicesand in theprivate sector,
the developmentand application of appropriatestandardsand policies, and the
implementationofmoreefficient structuresandmechanismsfor sectoractivity

A comrnunicationstrategyto stimulateandsupport thedernand-basedprocess,will also
helpassurelong-terminformationflow betweenclientsandplanners.

Human ResourceDevelopment

Current staff will be strengthenedthrough the application of a participatory needs
assessment,followed by the developmentand implementationoftargetedtraining plans.

Full understandingof the implicationsof the N’WP is crucial to the transitionprocess,
and becomesa priority action in the training plan. Similarly, the need for specific
technicalskills will grow alongsidethechangingroleof PRONAR.
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Specific training instrumentssuch as study tours, universities,the use of appropriate
technical assistance,on-the-jobtralninç~,the d~velopmentof a local training-of-trainers
team,andshort -coursesform partoftheHRD strategy

AiternativeStructuresandResponsibiht~

Within this area,thefollowing pointscanbe hi~h1ighted:

- newdepartmentalsections,
- functionalgroupingofstafi~
- newprovincialandnationalleve roles

The newly named DNA Departmentof Rtral Water (DAR-PRONAR) has three
sections;the Planningand InformationUnit (FIMU), the Communicationand Capacity
Building Unit (CCBU), andthe TechnicalSupportUnit (TSU). At theprovincial level, a
singleWaterDepartmentis maintainedwithin the DPOPH,with the saniethreeareasas
at the national level. While the structuresaresiinilar, thetasksand responsibilitiesvary
widely, with the national level providing the regulatory and planning role, and the
provincial level performinga managementandtechnicalassistancerolefor province-wide
waterinitiatives.

Staffaregroupedinto technicaland socialareas. At the national level, specialistsare
neededin civil and mechanicalengineering,h’~’dro-geo1ogy,and economics(TSU), as
well as community liaison and support, comznunicationand gender,and monitoring,
evaluation,and training (CCBU). At the provincial level, individual staff membersare
expectedto havearangeof appropriateskills.

Theprovinceswill now befreeto managetheir own resourcesand thenationai level will
now befreeto dedicateitself to its role astheauthorityfor RWSSin Mozambique

RoleofOtherSectorActors

Other significant sectoractorsinclude; donors,the for-profit private sector,the not-for
profit private sector(eg. NG-Os), ministrieswiih relatedgoals (eg. Ministriesof Health
andEducation),local governingbodies,andcommunirysocialstructures.

Thelocal government’srole is greatly expandedto form part ofthe necessaryapparatus
for channellingand prioritising client demand. Relatedministries are part of the team
neededto provide long-termtraining in adequateuseof sanitaryinfrastructure. The
private sector is countedupon to provide cost-effectiveconsulting and construction
services,when providedwith adequateincentivessuch astechnical training, accessto
specia.lisedequipment,and information about sectorplânning. It is envisionedthat the
EPARswill be phased-outand theirstaffintegr~ted into thenewDA andexisting private
companies,or motivatedto forrn privatesector~onsultingorconstructionfirms.
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Donorsand NGOswill be askedto support the transitiori processthroughtheprovision
of flinding. This new modality of planning for donor assistancewill allow for the
accomrnodationofgreateramountsofflinding andan expandedrangeofdonorpartners.

The TransitionProcess

Along with transitioncomesconfusion. New roles mustbe learnedby institutionsand
individuals, while old roles are stili being performedas part of a phase-outprocess.
Employeeproductiviry and productiontargetsmay initially decline, until the demand-
basedapproachgathersmomentum.

In order to minimise negative sector impacts, two principle strategies are to be
employed. The first is the implementationof a proposedPriority Action Plan, and the

second is the iinplementationofProvincialDemonstrationProjects(PDPs).

Action Plan

The actionplan is comprisedof a seriesof 13 activities or action areasthat are critical
elernentsof theRuralWaterTransitionPlan Theseactivitiestakeplaceprimarily at the
national level and include PRONAR restructuring, the identification of technical
assistance,institutionalstrengtheningactivitiesandtheformulationofpolicies,standards,

and alternativesystemsfor the implementationat the local level of sustainablewater
supply.

Key to the Action Plan is the namning of an interim Task Force that will support the
DAR-PRONAR director and leadership group in the Transition Processand in the
programniing of the PDPs The Planningand Information ManagementUnit (PIMU)
chiefwill be centralto moving the TransitionProcessforward via thePDPs,while the
DAR-PRONA.R directorwill concentrateon non-demonstrationprovinceactivity. The
Task Force, to which the DAR-PRONAR director belongs,will assurethat individuaj
rolesare clearlydefined.

A TeclmicalMonitor will also be contractedto provide part-timeindependentsupport
for monitoring progress, providing feedback, and providing specialised technical
assistanceasrequiredby theTransitionProcess.

A seriesof nationaland internationalconsultantsmay be broughtin asrequiredto assist
in specific tasksthat haveto be completedin the initial year of the TransitionProcess
(for example,the preparationof a DecentralisationTransitionPlan, the developmentof
alterriativemanagementregimesespeciallyfor piped systems,thepreparationofupdated
technicalstandards,andhelp with settingup theMIS system).

ProvincialDemonstrationProjects

The PDPswould implement the strategiesand policies of theNational Water Policy as
developedby DARJPRONARover the coming months It is critical for demonstration

$
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projectsto be done 0fl a provincial level so t~atthe completerangeof technical and
socialaspectsof sustainableRWSSprojectscan be implementedin an integratedfashion
Replication can takeplace asthe evaluationprocessand future funding permit. Less
detail is providedon thecourseofthePDPsin cleferenceto thefact that all provincesare
uniquelystructuredand staffed,andthat the TransitionProcessshouldtakeinto account
local inputs asoftenaspossible.

An illustrative budget for the initial threeye~rsof the Transition Process,excluding
training, suggeststhat USD 3.5 million will be required Budgets for Provincial
DemonstrationProjectswill vary from provinceto provinceand from donorto donor,
but it is feit that five year periods should be consideredfor all ftmnding cycles at the
provincial level.

. xiii
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• 1. Introduction

1.1 Background
With the advent of peace,Mozambique is establishingmulti-party democracyand a
programofgovernrnentaldecentralisationto improveaccountabilityand theprovision of

services to thepopulation A safe,adequatewatersupply, andthe elimination of human
wastesare fiiridamental building blocks of individual and collective weil-being, and
thereforefigure prominentlyas componentsin this process.

Approximately75% ofthe nation’s populationresidesin rural areas. With the return of
millions of displacedpeopleand refligeesto their landsof origin, attemptsto iniprove
rural sanitaryinfrastructureassumeadditional significance.

Presently,rural water supply coveragestands at approxirnately34%, while adequate
sanitationfacilities are available to approximately11% of the rural population. The
declaredgoal of the Mozaznbicangovernment,as expressedin the National Water
Policy, is to increaserural water supply coverageto 40% by the year 2000, and to

achieve total coverageby theyear2017. Theleastservedareasare to be prioritised.

Current sectorroles and activities refiect wartime realities,post-warand post-drought
emergency efforts, and the fiscal, social, and organisationalphilosophies formerly

adopted by the government The emerging realitiesof the past three to four years
demanda renovationofsectoralstructuresandobjectives.

ThenewNational WaterPolicy, formally approvedin 1995, enunciatesthewatersupply
and sanitationsector’sgeneralprinciples,specific policies, and proposedtargets,while
stipulatingthe initial key stepstoward achievingtheseobjectives. The developmentof
new sectoralframeworksand structuresis pivotal to the implementatiori of the ideas
embodiedin theNational WaterPolicy

With this end in mmd, the Governmentof Mozambiquehascommissioneda “Study of
the Institutional A.rrangementsfor the Provision of Rural Water Supply and Sanitation
Servicesin Mozambique.”

1.2 Purpose of the Study
Thegeneralobjectiveof thestudy is to examinethe existingstructureof the institutional
arrangementsin Mozambiquefor the provision of rural water supply and sanitary
services,andto proposean enhancedframework,togetherwith anassociatedpolicy, and
managementand implementationarrangements,that will improve rural watersupply and
sanitationservicedelivery in thecountry.

Specific objectivesincludethefollowing

3 .
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• Undertakea detailed analysisof the exising institutional structurein the rural
watersupply andsanitationsector,inciuding -vice delivery,

• Develop proposa:5 for an improved in~tituuonalframework and associated
policy, expandingupontheconcepisexpressedin theNational WaterPolicy;

• Formulateahumanresourcesstrategythat will permit thegovernmentto put the
agreeduponinstitutionalstructureandpoUciesinto practice;

• Formulatean action plan, addressingthe current constraintsof the sector,that
will allow thetransformationoftheexistingstructureinto theapprovedmodel;

• Ensuretheactiveparticipationofall sectorplayers;

• Analyse, within the context of the above mentionedspecific objectives, issues
such as: community participation; cost i~ecovery;wiilingness to pay; service
delivery to the disenfranch.ised;technical ;tandards;private sectorparticipation;
NGO and donor roles; sustainableopers.tion,maintenance,and management,
dear definition of small, piped systems; and methods for determining the
necessityof incorporatingsa.nitationand FLygiene educationwithin water suppiy
projects.

• Make recommendationsas to how difièrent players can adjust to become
consistentwith, and supportthetransition10 thenewsectormodel;

• Make recommendationsasto how the work of financiers and implementerscan
best be co-ordinatedand supervisedwithin the frameworkof the nationalwater
policy,

• Make recommendationsas to how donors and lending organisations,generally,
and theWorld Bank, specifically, can mos~.effectively implementsectorprojects
in agreement with and support of the recommended model. Such
recomrnendationswill be within the context of the Bank’s proposedNational
Water ResourcesManagementand DevelopmentProject, and as a stand-alone
project.

1.3 Context of the Final Report
This Final Reportis the resuitof a processthat inciudedan initial six week missionto
review the rural watersector, both from a currert and historicalperspective. A drafi
preliminary report was preparedfor use as a discussion paper during a two-day
workshop held November l4th and l5th outside of Mâputo. More than 50 sector
professionals,representingMOPH,DNA, PRONAR,DPOPH,theDAs, EPAR, LNDER,
MINSA, PNSBC, MAE, UNICEF, UNDP, bi-lateral donors, NGOs and private

enterprise,all contributedto the discussionsof issuesraised in the draft report (see
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Annex 1 for WorkshopParticipantList) Many of the ideasgeneratedduring thegroup
and plenarysessionsoftheworkshopwereincorporatedinto a PreliminaryReport

ThePreliminaryReportwas turnedover to DNA for distributionto interestedpartiesfor
further study and to obtain cornmentsbefore the initiation of the secondsix-week
mission

At thebeginningofthe secondsix week rnission,theStudy SteeringCommitteemet with
the consultantsto review the comméntsand give a moreprecisedefinition of the study
requirements

Theconclusionsanddirectionofthe SteeringCornntitteewere~

• that the watersectorin Mozambiquedoesnot require,at this time, the development
ofa long-terminstitutionalmodel,consideringthecurrentdynantismofthe structural
environmentandthe recentpromulgationoftheNationa.lWaterPolicy.

• that of greaterimportanceis the developmentof alternativeways to operationalise
the newly statedpolicies,and initiate a processthroughwhich thesealternativescan
be implementedandmonitored.

• that a humanresourcestrategyto accompanya long-term model is not currently
called for. However, guidelinesfor long-term human resourcedevelopmentand
specificHR short-termgoalsand activitiesshouldbe identified

Thus, the following modificationswere proposedto the Terms of Referencefor use in
theFinal Report:

1. The Final Report should suggesta long-term institutional model, towards which
priority actionswill be addressed.Basedupon the resuitsobtainedfor the sectorin
thecoming two to threeyearperiod,the long-termmodelmaybe modifled.

2. The Final Report should more speci.flcally addressthe implications of the National
Water Policy and suggestinstitutional mechanismsfor implementingthe established
policies

3 The Final Repoi-t should contain recommendationsfor a series of demonstration
projectswhose goal is to implement the proposedinstitutional mechanismsand
analysetheirappropriatenessfor replicationthroughoutMozambique.

4. The Final Report should contain a Human ResourceStrategyfor the short-terrn
institutionaldevelopmentofthesector,and theassociateddemonstrationprojects.

The consultantsorganisedfour day-longWorking Group sessionswith sectorspecialists
to addressthe major issuesidentified by the SteeringCom.mittee. The resuitsof the
Working GroupSessionswereincorporatedinto a Drafi Final Reportthat wasusedasa
workingdocumentin a Workshopheldon 24-25March 1997 at theCentro Regionalde
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DesenvolvimentoSanitc~rio in Maputo More than 50 sector professionals (see
ParticipantList in Annex 1), representingMO1~H,DNA, PRONAR,DPOPH,the DAs,
EPAR~~NDER~MINSA, PNSBC,WB, IJNIC.~F,UNDP, bi-lateral donors,NGOs and
private enterprise,all contributed to the discw;sions of issuesraised in the Draft Final
Report

The basic concepts of the Draft Final Report were acceptedby the participants
However, many of the refinementsto the conceptsgeneratedduring the group and
plenarysessionsoftheworkshophavebeenincorporatedinto theFinal Report

4$ 4
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2. Sector Objectives and Policies

2.1 Sector Objectives
As enunciatedin theNational Water Policy, the prirne goal for the rural watersector is
to increasethe level of coverageto 40%of the rural populationby the year 2000, at a
servicelevel wherea shallowwell or boreholeequippedwith an operationalhandpump
will serie500 peoplein a radiusof not morethan 500 m In addition,up to 200 small
water systemswill be rehabilitated. Thesetargetsimply the constructionof around
6,000 newwatersourcesto seriean additionalthreemilhion people.

In rural sanitation,provincial sanitationteamswill be establishedin all Provincesby the
year2000. Their frmnction will be to carryout public education,extensionwork, research
and monitoring

2.2 Sector Policies
The National Water Policy enumeratesnine principal policies meant to guaranteethe
attainmentofsustainablewatersupplyand sariitationto theentirepopulation:

1. The satisfactionof basic needsin water supply and sanitaiion is a high national
priority, particularlyfor rural, low-incomegroups;

2. The full participation of beneficiaries in the planning, implementation,and
managementof water supply and sanitationprogrammesis meant to improve
sustainability; the objective is to provideservicesin accordancewith the desires
andeconomiccapacityoftheusers(demanddriven);

3. Waterhasbothaneconomicand a socialvalue;

4 Water resourcemanagementwill be decentralisedto autonomouscatchment
authorities Theprovision ofwatersupplyand sanitationshould be decentralised
to the local level, and be financially self-sufficient;

5 The governmentshould eventually withdraw from direct implementationof
services,andprovidesectordirection,stimulation,and regulation;

6. Bulk raw-water will be allocated using integratedriver basin management,in
orderto optirnisebenefitsto bothpresentandfutureusers;

7 The investment policy should balance economic developmentwith poverty
alleviationandpublic healthimprovements;

8. Sectorcapacitywill be expandedby humanresourcedevelopment,the definition
and implementationof new instirutional arrangements,the active involvementof
beneficiaries,and new roles for governmental,non-governmental,and private
organisations;

$ 5
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9 The dynamism of the private sectormay be utilised to acceleratethe rate of
provisionof services,improve levelsand quality of services,and eventuallyassist
in thesupplyof managenaland Enanciacapacity

For rural water supply, the principal objectiveof the Water Pohicy is the provision of
basicwater supply needs,prioritising those p -ovinceswith the lowest coveragerates
Special attention is placed upon the rehab~itationof small water supply systems,
especially those with opportunities for econornic development or the capacity to
guaranteeservicesustainability Comniunity participationand training (PEC) activities
needstrengtheningto ensureeffectivemaintenance

The GovermTlent’sfuture role should be in tle provision of an adequatepolitical and
legal environment,and to facilitate the provisionof servicesby the allocation of suitably
supervisedinvestmentfunds,which will eventuallybe channelledthroughthe end users
Privatesectorparticipationwill be encouraged,however,somegovernmentalcapacity
for implementationshould be retainedwhereprivate participationis shownto be non-
viable.

Regardingrural sanitation,the role of the stateshould be one of policy making and
promotion of local initiatives, including the mobilisation of resources,the provision of
technicalassistance,and ensuringanadequates.ipply oftools andmaterials.

2.3 Analysis of Sector Objectives and Policy
Four key elementsof the NWP can be highlighted as they concernthe Rural Water
Sector. These are the demand-driven approach, decentralisation, government
withdrawalfrom direct implementation,and sustainability. Theseelementsare analysed
below.

2.3.1 Demand-Driven Approach
The approachbeing adoptedby the NWP is that the prime guarantorof project
sustainability is the user. As such, the NWP proposesthe involvement of the user
cornmunitiesat all stagesof the RWS decision-makingprocessfrom choiceof system,
planning, financial contributions, labour contributions, implementation,operation and
maintenance,etc. The processmust be essentiallydemand-drivenby the users,or
clients They must have a dear idea of what choicesare available and of what the
“consequences”areof choosinga particularoption, including arm explicit understanding
of the costs for keepingthe systemflinctioning (O&M costs). A crilical element that
must undersloodby all sectoractorsis that the usercommunitieswill be responsiblefor
all Q&A’f ex-penses.

This demand-driven or client-driven approach means that, not only must new
methodologiesof communication between all participants be developed, but that
constructionproductivitytargetscanno longerbe theprimary objectivesof RWS
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2.3.2 DecentralisatiOfl
Within the NWP, it is clearly stated that water and sanitation services should be
decentralisedto thelocal level This is also a Iogical consequenceofadoptinga demand-
driven approach An importantfactorof this decentralisation,is that a significant effort
has to be undertakento assurethat all authoriries, not just thoselinked to the water
sector,areawareof and supportthe demand-drivenapproach This will be particularly
critical with thecreationof electedMunicipal Councilsin theDistricts

Decentralisationwill also meanthat dear definition of responsibilitiesat all levelsmust
be elaboratedand capacityat eachlevel must be developedso that theseresponsibilities
can be acceptedand carried out. Paj-ticularattentionneedsto be paid to channelsand
methodsof cornrnunicatjonbetweentheselevels as well as betweensectors,such as
education,agriculrure,governmentadministration,etc.

2.3.3 Government withdrawal from direct implementation
One of the objectivesclearly statedin the NWP is the withdrawal of the government
from direct implementationof servicesin the future This is particularly signi.ficant in a
demand-drivensystem. At present,a full time governmentimplementationagency,
EPAR, ftmnds for itself through paymentfor the completion of physical construction
activities. Thereis little sel.f-interestin having communitiesinvolved in the process,as
the communities and the activities linked to them are seen as delaying construction
activitiesaswell asbeingdifficult t,o invoice and control.

A demand-drivensystem requiresthat the communities or “clients” take priority in
programrningconsti-uctionactivities.Thus,takingthe implementationagenciesOut ofthe
governmentpermitsthe governmentto takea more objectiveprogramrningand support
role.

Thedemand-drivenapproachimplies that, for implementationactivities to be carriedout
by the private sectorin arm economicmanner,a “critical mass”of constructionactivities
needsto be identifled in a particular zone (i.e. one borehole in a district becomes
prohibitively expensive).Thus, communicationand co-ordinationofthevarious levelsof
the decentralisedsystembecomesessentialfor properprogramming.

2.3.4 Sustainability
Thetwo principalobjectivescontainedin theNationalWaterPolicy (NWP) are.

1 Improvedcoveragelevels;
2 Sustainability.

Theseexplicitly statedobjectivesare not always compatible. Coverageis oftentimes
increasedby institutingprogramsthat eitheroverwhelmthe existingoperativecapacityof
the sector, or fail to addressthe sustainability issue altogether in order to boost
productionto therequiredlevels
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Despitethe possibleincompatibihityof cbjectiv~s,theNWP highlightscermainapproaches
and strategies aimed at improving sustainable pro~raminingin water supply and
sanitation

Full comrnunityparticipationis a new basictenet. This suggeststhat a demand-drmven
approachbe consistentlyapphiedfor servicedehivery Communitychoice and decision
making should, therefore,takeplaceduring all project phases,inciuding, pre-investment,
design, construction, operation, rnaintenance, management, and follow-up New
structures,forums, and attitudesmust be developed in order to fully implement a
demand-basedapproach

Water is treatedas arm economicgood, as wc~llas a social good, in the NWP. This
suggeststhat watersupply and sanitationrecurrentcosts, and eventuallycapital costs,
should be completelyassumedby the users. ~f recurrentcostscannotbe met, service
levels mayeventuallydeclineto the point whe~ewater quality, quantity, and continuity
arethreatened.1f capitalcostscannotbe recoveredor raised,long-termreplacementof
servicescannotbeguaranteed.

There are, however, other componentscritical to sustainability that are not directly
addressedin the NWP. Thesecanbe representedin the SustainabilityTriangle

1 SUSTAINABILITY 1

(~AVA1LABIL1TY OF SPARÏ)

PARTS J
1f any ofthethree“legs” of thetriangleis lacking, sustainabilityis unlikely.

Not only do the usercommunitjesneedto havethe financial capacityto pay for the
O&M coststo keepthesystemrunning,but theremustbe amanagementsystemthat the
userstrust to provide the servicefor which th~yare paying. Willingnessto pay also
dependson the users placing arm economicvalue on the servicethey are receiving
Clearly, animportantfactoris easyaccessto water.

“Trustwot-thy” or accountablemanagementis important for any RWSS, but may be a
critical issueregardingPSAAs,asusersclearlywill not be willing to pay a monthly water
fee, if the PSAA managementcannotguaranteethe regularprovision of water. The
creation of various options for accountable management systems, assisting the
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communities in choosing the appropriatesystem and providing training to selected
managementteamsis a capacitythat hasto be developed

The technicalcapacitymust exist to carry out all O&M tasks In the caseof VLOM
handpumps,this capacitycan be providedto the usercomrnunirythrough thetraining of
commuriity members. For more complex systems,operatorand mechanics/repairmen
(women) must be trained to carry out the more complex tasks The work of these

operators and mechanicsmust befinancially remuneratedby the user communities,
including any transportationcosts,ifthey arenot basedin the comnrnunities Thesecosts

must be reflectedin thewaterrates

The availability andeasyaccessto sparcpaasfor carrying out O&M tasksis essential.
This importantaspectneedsto be addressedsimultaneouslywith theother two “legs” of

the triangle. Too many casesexist wherecommunitieshavelargeMaintenanceFunds,
and trained mechanicsare available,but no appropriatesparepartsare available in the
provinceor evenin thecountry.

Another factorin longer-termsustainabiityis userunderstandingofwaterpotability and
its importance for theirweil-being In this regard, participatory health and hygiene
educationshould be accordeda high priority. Sanitaryeducationshould not only be
given during the constructionphase,but also during the rest of theproject cycle, while
simultaneouslybeing linked to otheragencieswith contactsto thecommunity, suchas
health centres, primary schools, religious organisations, other community based
organisations(CBO), radio, newspapers,etc. aswell as closelyco-ordinatedwith the
Rural SanitationPromotionProgramnmeThe demandfor sanitaryinfrastructure,andits
appropriateuse,canbe greatly increasedby effectiveeducationalprogramnmes It is only
throughtheadequateuseofwaterandsanitationinfrastructurethat improvementscanbe
madein heaith,productivity, and, therebyprovidea higherstandardof living to the rural
population.

2.4 Issues Not Addressed by the National Water Policy
While the NWP provides a generally solid foundation for water sector policy
formulation, somecritical issuesremainto be addressed

First, a policy of conscientiouslyapplying appropriatetechnologiesto both urban and
rural watersupplyand sanitationshould be enunciated,soasto betterguaranteeservice
viability. Any teclmology that requiresspareparts, materials, or technical assistance

unavailable at leastatthe provincial level, is likely to beunsustainable.

— Second,a policy to apply the principlesof cost-effectivedesignandconstruction,which
implies: full useof local knowledge,materials,and humanresources;and a concerted
prograrnmeof cost reduction, inciuding, for exarnple,researchprojects in conjunction
with local universitjes, or the creation of design competitions (with appropriate

• incentives) for developing cost-reducingstrategiesand technologies. Cost efficient
prograrnmesattaingreatercoveragelevels per unit cost, and invite increasinglevels of
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sector investmentfrom both within and outsicle the government,as well as from the
privatesector

Third, a programmnewhich addressesthe issue of technicalassistanceand follow-up to
small piped systemsand point sourcesin rural areasshould be elaborated All the major
modelsof sustainabilityinciude long-termfollow-up as one of the primary prerequisites
for projectperrnanence
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3. Sector Analysis

3.1 Description of Current Sector Framework
The Jead agency in the rura! water sector is PRONAR (National Rural Water
Programme) It is consideredinstitutionally as a Departmentof the DNA (Natiorial
Directorate of Water) within the MOPH (Ministry of Public Works and Housing)
PRONAR co-ordinates,plans, and supervisesrural water supply work nation-wide
Liaison with local authoritiesfor datacollection and planning activities are throughthe
DAs (WaterDepartments)within theDPOPHs(ProvincialDirectoratesof Public Works
andHousing). lmplementationis by theprivate sectorandtheEPA.Rs (ProvincialRural
Water Workshops),undercontractswith PRONAR andDPOPHsor directly with other
financing agencies. TheEPARsare nominally independentbodiesunderthe tutelageof
DPOPH with PRONAR technical support, aithough they possessno dear legal
definition. Supervisionof the EPAR’s work is carried out in turn by the Provincial
Director of the DPOPH. All paymentsarecarried Out by PRONAR, afier approvalby
theDPOPH,with supportby theDA

At the national level, PRONAR is composedof five sections: PEC (Participationand
Commurmity Education),PSAA (Small Piped Water Systems), Welis and Boreholes,
Financeand Administration,andLogistics. A regionalPRONARoffice in Beira provides
logistical support and technicalassistanceto the Provincesof Zambezia,Tete, Manica,
and Sofala

At the provincial level, PRONARco-ordinatesproject activities through the DPOPHs.
Both PRONAR and the DPOPH have supervisoryresponsibilitiesover the EPARs,
which arecomposedof five sections:PEC, Works, Financeand Administration,Supply,
and, in somedistricts,EARs(RuralWaterWorkshops).

A governmentorganisationalchart for the current structuresof the rural water supply
sectorcanbe foundin Fig. 1.

In addition to national and local governmentinstitutions, various international and
bilateral agencies,aswell as internationalNGOsare active in the water sector. Their
interventionscan be throughthe governmentinstitutions,co-ordinatedwith government
institutionsortotally independent.

As shown below, in Figure 2, the major sector players assumea mix of ftinctional
responsibilities The ftinctions are listed accordingto the phasesof the project cycle
detailedand commentedin Chapter4 The actualsituationdisplaysa tendencytowards

decentralisation, with PRONAR currently possessinga very lirnited design and
constructionrole, andthe increasedoutsourcingof works to the private sector. Also,
the corn.rnercial network for spare parts is being strengthened Some EPARS and
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Figure 2 Key Functional Responsibilities for SelectedActors in Rural Water
(Actual)
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X X X X
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DPOPHs,however,are stili performingO&M tasksfor small systemsand handpumps,as
the ideaofuserownershipis slowto takehold

Many of the tasks, such as-regulation, techrical and social assessments,training,
constructionsupervision,monitoring and evaluation,and information management,are
only norninally performedwithin the sectorby th~actorsprofiled andoftensporadically
For example,currently, no short-termor long-termstrategicplans aredrawnup for rural
watersupply or humanresourcedevelopment, design standardsare either archaic or
non-existent,and no national level MIS is in place. The current structurewas built
around, and has coricentratedon, emergencyrelief projectsover most of the past 10
years. A return,then,to internalstabiity is key to sectoraldevelopment

Currently,four identifiable implementationmodes are beingusedfor rural watersupply
projectsin Mozambique. Theseare

1. Centralgovernmentfunding to theGOM at thenationallevel;

2. Centralgovernmentfundingto theGOM at theprovincial level;

3 Internationaldonations/loansdisbursed.to theOOM at thenationallevel,

4. Internationaldonorfundsdisbursedlocaily throughnon-OOMstructures.

Physical implementationtakesplaceat the local level using a numberof mechanisms,
including: the contractingof a GOM unit (EPARS), private sectorcontracts(for well
drilling orconstruction),theuseofNGO-salariedconstructionteams,or theuseof paid
andunpaidcommunitylabour.

A closerlook at eachofthe funding modelsis providedbelow.

1 CentralGovernmentFundingto theOOM at theNationalLevel

Part of the OGE inciudes funds for civil wo~ksto be disburseddirectly through
DNAJPRONAR, both for boreholes/weilsand small water supply systems The total
amountsavailableare relatively small, at around US$ 1 million budgetedfor calendar
year 1996

2. CentralGovernmentFundingto theOOM attheProvincialLevel

The OGE also contemplatesfunding rural watei supply directly at the DPOPI-I level.
Thesefunds aremadeavailablefor hand-dugor hand-auguredwells, as well as some
O&M, and arechannelledthroughtheEPARsor the private sector. The yearly budget
for infrastructureis generallysmall
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3 InternationalDonations/LoansDisbursedto the GOM at theNationalLevel

For instance, UNICEF mairitains a multi-province rural water supply and sanctation
programnle,fiinded centrally throughPRONAR and PNSBC Some funding for school
v’ells and latrines is being channeUeddirectly throughDPOPH - Zambeziausing local
coritractors Materialsand equipmentareprocuredin Maputo andalso off-shore,but not
in thepastyear Speridinglevelshavebeenon theorder ofUSS 3 5 million peryear

4 InternationalDonorFundsDisbursedLocaily ThroughNGOs

A multitude of district-level and province-level programrnes, flinded entirely by
internationalNGOs,canbe foundthroughoutthecountry Information on theprojectsis

generally exchangedbetween the DPOPH, the NGO, and the district administrator.
Occasionally,NGOs perform work without the knowledgeof any local government
structure, but that tendencyhas decreasedsince the end of emergencyconditions
Information, however, on investment levels and services provided are not always
supplied by the NGOs to the DPOPH. Project executioncan be done by private
contractors,EPARs,andin-houseNGOconstructionteams.

3.2 Strengths and Weaknesses of the Current Structure
The following sets of strengths and weaknessesof the existing structurescan be
highlightedbasedon theanalysisevolvedwith theWork Groups:

Strengths

— Centralisedimplementationhasperrnitteda certaintransparencyof donorftinding at
thenational level,

— Centralisedirnplementationhasbeenappropriatefor emergencyprogramming;
— ThePRONA.RorganisationalstructurehighlightedPECasastrategiccomponent;
— The incorporationof training institutes (CFPAS, IIM) within the water sectorhas

permitteddevelopmentofappropriatetraining;
— With thechangingeconomicsituationsomedecentralisationis being implemented;
— Sizeableinternationalfunding hasbeenattractedto thesectorthroughthis centralised

approach,
— With the changingeconornicsituation,the role ofthe private sectorbasexpandedfor

engineeringservices,civil works andsparepartsdistribution;
— Theexisting structurepermittedthedevelopmentoftheNWP

Weaknesses.

— Centralisedirnplementationftinctions interfere with policy and planning functions at
thenationallevel;

— PRONAR’s “programme” designation,weakensrural water’s status within DNA
structure;

— Thereis a lackof dearlines ofcornmandberweentheEPARs,DPOPHs,PRONAR,
andtheDAs;
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— The legai statusoftheEPARSis unclear,
— PRONAR involvement in provincial Iogistic:s is not only burderisome,but has riot

stimulatedProvincia~.ievelinitiative,
— Rural sanitation issues are only being addressedth.rough various pilot projects,

managedby thePNSBCand someNGOs;
— Responsibilityfor co-ordinationwith NOOs is unspecifledand NGOsoften do not

acceptPRONAR’sregulatoryandprograrnningrole,
— Constructionmanagementand PEC co-ordination is ili-defined within the EPAR.S

diminishingtheinvolvementofthecomrnunities;
— SubsidisedEPAR existencecan l.imit privzite sectorwillingness to participate in

constructionactivities,
— The unclear legal status for communiiy management groups and district

administrationof services,as well as the 1~ickof appropriatemanagementmodels
makesPSAA sustainabilitydifficult,

— EPARsofien mustprioritise OOM work at ihe expenseof otherdonorscontracting
their services,limiting the EPARs’ abiiity to attractflinds to pay for themselves;

— There is a strong verticality betweenmanagementlevels with little delegationof
powersoften retardingthedecision-makingpYocess;

— There ex.ists little capacityfor programrningwith no criteria for establishmentof
priorities,

— Thereis a lackof participationofthecornmuriiy in mostRWS activities;
— RWS technologiesareoftenim~osedby donors,with littie considerationgivento the

ava~labilityofsparepartsor theappropriatenessofthetechnology;
— ThoughtheNWP exists,thereareno proced~resor methodologiesdevelopedto put

it intoplacenorassessits appropriateness;
— Thereis a lackof structuredmonitoringand evaluationactivitiesto permit assessment

ofthesuccessandfailuresof policies;
— Thereare no standardisedapproachesto assessingthe demands,needsand capacities

ofthecomrnunities;
— The apparentparticipationof commurtitiesis brought on by the requirementsof the

servicesupplier,not necessarilydueto willingiess ofthecommunity;
— ThePECapproachis not standardised,nor is it very muchacceptedby mostplayers.

3.3 Implications of Strengths and Weaknessesof the
Current Structure on Achieving Sector Objectives

An analysis of the currentmodel, vis-â-vis the sectorobjectives,suggestsa series of
critical reforms

1. The maximisationof implementationproductivity for the ach.ievementof
highercoveragelevels,requiresthat linesof commandbe streamlinedand
clarified. -

2 The legal status of the EPAR rrust be resolved. It is likely that the
implementationelementswill be piivatised,whilst otherelementscouldbe
integratedinto theDAs
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3. PRONAR must eventually withdraw from direct implementation and
logistical activities, while assuring that coherent financial and
administrativesystemsare in placeat the provincial level, and providing
TA asneeded

4 Small systemsmanagementmodelsmust be designedand tested,with
attention to the respective legislative reform packages required for
adequateimplementation

5. Clear, complete,and up-datedstandards,techriical specifications,and
standardtenderdocumentationand proceduresshould be developedfor
the full range of service and civil works to be outsourcedin the rural
water supply and sanitationsector Special effort should be made to
publicisethe full implications of thesestandardsand proceduresto the
privatesector.

6. A fully demand-drivenapproachshould be instituted for rural water
supply and sanitation.

7. Full recurrentcost recoveryshould be an integral part of all designsand
studies,andprovidethebasisfor userpromotionand information.

8 Technologicalsustainability must be incorporatedas a critical design
parameter.

9 The Regional PRONAR oflice in Beira should eventuaUyturn over its
responsibilitiesto theprovincesat an acceleratedlevel ascomparedto the
national level, soasto serveasa pilot activity

10 Watersourceandwaterpoint protectionprogrammesshouldbe initiated

11 Supportandco-ordinationof PECmustbe guaranteed.

3.4 Priority of the Rural Water Sector
The stated policy in the NWP is to give priority to satisfying basic needs in water

particularly to the rural areas Table 1 below gives an indication of the relative
concentratjonof effoz-t bet-weenthe urbanand rural water sectors. It can be notedthat
theurbanareasarebeinggivena signiflcantlyhigher priority.

9 17

~TER



Table 1 - Approximate ValuesIndicating tie Relative Concentration of Effort
Betweenthe Urban and Rural Water Sectors

ApproximateBudget
in US$ Millions

(exiractedfrom the
1996MOPH

InvestmentBucget)

WaterSector
PersonnelInvolved

(from the 1995
Gasparreporton

HumanResourcesin
theWaterSector

Personnel
with

University
Degrees

(1994-95)

%
Population

(World
Bank 1995)

UrbanWater 25% US$ 13.5 M 1600 18

RuralWater 75% US$ 6 8 M 865 5
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4. The Project Cycle

4.1 Overview
Theproject cycle describedbelowwill be usedasa frameofreferencefor analysinghow
approachesfor sustainabledevelopmentof the rural water sectorcan be incorporated
into all programrne/projectphases Best practiceswill be describedfor the generalcase

of rural watersupply and sanitation,and comparisonsmadeto the actualMozambican
case,within the local and regional context. The proposedinstitutional structureand
transitionprocessdevelopedlater in the document,will describehow the Mozambican
scenariocanbe improvedusingappropriatestrategiesdevelopedthroughouttheworld

A five-stageproject cycle hasbeenadaptedfor usein this document. Otherproject cycle
arrangementsarepossible. The five stagesusedhereare~Programrning;Pre-Investment,
Designand Construction;Operation,Maintenance,Management,and Use;and Follow-
up. Within eachphasea numberof operativeareasare further explored. The areas

within each phase are illustrative, and not intended to reflect the entire range of
possibilitiesfor any given programrne. They do, however, provide ample room for

analysis ofthemajorfactorsofsustainableRWSSprogrammes.

4.2 Programming
RWSSprogramrninginvolves the developmentof overall sectorobjectivesand policies,
including the elaboration of long and short-term plans with estirnated funding
requirements. The ability for prograrnmingto respondto ever-changingpolitical,
institutional,socio-economic,andtechnologicalenvironrnents,is critical to its success

Programmingfor theRWSSsectorin Mozambiquehasbeenaffectedduring the last two
decadesby an unstableenvironrnentwhich includedcivil strife, changesin politicai and
economic systems, and drought emergencyactivities. Multi-annual planning, master
planning, and long-termstrategicplanning havenot historically beenperformed The
recent appearanceof a coherent National Water Policy (1995) underlies the
prograrnmingvoid ofthepast.

4.2.1 Establishing Objectives
The NWP statesthe generalobjective for rural areasasthat of providing basic water
supply to low incomegroups. Numericaltargetsestablishedin the NWP for rural areas

address watersupply coverageincreasesat specifiedlevelsofservice. By theyear2000,
40%of the rural populationwill be servedwith water from shallowweils or boreholes
equippedwith a handpumpserving 500 peoplein a radius of not more than 500 m
Additionally up to 200 small watersystemswill be rehabilitated. Thesetargetsimply the
constructionof around6000 new water sourcesto serve an additiorial three million
people.

At the currentrateofimplementationthe short-termIcirgetsare zinattczznable.TheNWP
furtherstatesthat the RWS sectorrequiresan additional 11 miliion US dollarsperyear
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to achievethesegoals This level of financing is not foreseen,but more importantly and
aswill be suggested,the institutzonalpreconoztionsdo not currenify exist to implement
szistainablerurcil waterszipplyprojecisin Mo:cmibiqiie.

It is thereforebelievedthat the NWP numericalobjectivesshouldbe replacedby other,
more instiz’utzonally-relatedobjectzveswhoseazmsare toforizfy the sector‘s capacityto
reachsustainablecoveragegoalsin themedium-term

4.2.2 Development and Promotion of £trategies, Policies,and
Reg ulations

As describedin section2.2, the NWP proposesa seriesof weil-crafted policies for the
sector. Thesepolicies form the backboneof this study. The task of operationalising
thesepolicies has slowly begun, as demonstratedby the de-concentrationof many
logistical responsibilitiesto the provinciai level, thegrowing participationof the private
sector,the strerigtheningofthenation& trainirg instirute(CFPAS),andthe privatisation
ofHidromocandGeomoc. Theseactivities do not respondto a formal plan,therefore,a
moreconcertedandprogrammedapproachis needed

Answersmust be providedto key questionssuchashow to fully implementa demand-
based approach,how to phase Out the government’simplementationrole, how to
establishan information managementsystem,how to set up transparentproject site
selectioncriteria,and how to raisetheproductivityof both the privateand public sector
actors. The proposedaction plan developedin this documentaims, in part, to fl11 this
programniinggap.

4.2.3 Programme Proposals and Fundiiig
The developmentofprograinmeproposalsfor rural waterhasgenerallyproceededin an
ad hoc fashion,initiated moreoften by internationaldonorsthanby theOOM, inf]uenced
by thedifficult periodthat Mozambiquehasbeenforced to experience.Theguidanceof
sectorinvestmenthas,therefore,beenhappenstance.

Czirrentlyno criteriafor establishingprioritiescan be implementea~diie in largepart to
the absenceof information.systemscontainingcritical dataat thenationalandprovincial
levelson userdemand,servicecoverages,unit designand constructioncostsper service
level, O&M costsperservicelevel, theincidenceof water-relateddisease,estimationsof
the capacityfor the OOM, NGOs and the private sector to implement water supply
projects,etc. Thedearthof basicinformationalongtheselines makesthe rationaluseof
scarceresourcespractically impossible.

4.3 Pre-investment
Pre-investmentrefersto thephasefollowing the comrnitmentof fundsto a programmeor
project,whenfield assessmentsand intensiveperiodsof information exchangebetween
project partners take place. The pre-uwestraenlphase is the perzodduring which
suslaznabilztycan bestbe assured.
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4.3.1 Securing Resources
Both materialand humanresourcesare secured,inciuding the establishmentof specific
project guidelinesand policies Mechanismsmust be institutedto assurethat the general
principles expressedin the N\VP are operationalisedin all sector prograrnrnesand
projects, as highlighted in section 4 2.2 Currently in Mozambique, the task of
delineating the implications and applicationsof the NWP has been addressedin a
piecemealfashion.

4.3.2 Project Promotion and Site Identification
One of the main challengesof project implementationis the idemi.flcation of specific
project sites. Usingthe policiesestablishedat the nationallevel, locally-basedstructures
and institutions must be used to promote water and sanitation programmesboth
generallyand specifcally,and identi.fy potentiai project sites. Sotne built-in degreeof
flexibility will erisurethat local contextsarerespected,but the ba.sic tenetsof theNWP
mustbe respected.

The past decadesin Mozambique have witnessed a growing passivity among
“beneficiary” groups,which must now assumea more protagonisticrole as “users” or

“clients”. The burdenof project identifcationwill shift towardsthe community as an
agent of dialogue initiation. The “ability to choose” implicit to a demand-based
approach, will allow a greaterrangeof options, and more time for discussionand the

exchangeof information Such an approachrequireshigher project start-upcosts, but
will producedividendsoflong-termprojectviability.

Potentialeconomicreturn (benefit/cost),and per personcosts, havebeenidentifed by
theNWP asprojectselectioncriteria. How project sitescaneventuallybe chosenfrom a
likely homogeneousPool of candidatesmay leadto the applicationof market forces or,
the applicationof political pressure,for makingfinal deterrninations.The developmentof
a transparentprocessforfinalproject site selectionis crilical to t/~sector~ long-term

effectiveness.

4.3.3 Technical and Social Assessments
As an important part of the dialogue between project partners, assessingthe
appropriatenessand viabiity of a water supply systemin both its technical and social
aspectsis vital. Customarily, in Mozambique,a technical assessmentis performed,
analysingpotentialwatersources,gatheringprelirninarypopulation~gures,observingthe
generallay of the land and distributionof housing,andgeneratinga preliminarybudget

At present,thecommunitymayor maynot participatein thisassessmnent.

Social assessmentsarenot currently performedin a systematicway. Such an appraisal
identifles community interest, organisationalcapacity, Ieadershipstructures,historical

perspective, general socio-economic Ievels, sanitary conditioris, local resources
(transport,materials,tools, equipment,skilled workers,support groups,etc.) and other
morespecialisedinformationsuchasability to pay,or sanitaryknowledgeandpractices.
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Either assessmentperformedin isolation from :he other gives an’incompleteportrait of
local conditions, making it difficult tc assist in the designof an adequateapproachto
project iniplementatic’~.or identi~’the potertial for long-term sustainability of the
completedinftastrucru~eCaremust be takeniii the designof asse~meritsto insure that
therequiredinformationis gathered,processed,and evaluatedin a participatoryfashion
Aboveall, thespecific objectivesof theassessmentsmust be asclearaspossibleto avoid
compiling uselessinformation that retardsthe analytic process. Standardzsedmode/s
andana/ylzcaltoolsfor boih technicalandsocialassessmentsshouldbe developed

Participatoryassessmerltsand the appiication of knowledge, practice and coverage
surveys are methods for determining the necessityof incorporating sanitation and
hygieneeducationwithin watersupplyprojects. Currentevidence~iggeststhat demand
is currentlyvery weak for sanitationandhygieneeducationin rural ~eas and that social
marketingwill be neededto spurgreaterdemand.

4.3.4 Communications
Communicationsrefers to the identi.fication of, and information exchangebetween,
projectstakeholders.Currently,littie real co-ordinationoccursbetweenlocal authorities
(including communityrepresentatives),executoiyand supervisoryagencies,and donor
groups. Planningshouldbe a sharedexperienc’~,with regularplaiming meetingsbeing
held Transparentagreementsshouldbe developedand signedbetweenall activeproject
participants. Designsand budgetsshould be tied to local level af serviceneedsand
ability to pay,and mustbeapprovedby all participants Thisrequir~a major changeof
philosophy, and must be accompanzedby a serlous commitmeid to participatory
development(demand-drzvenapproach)which zi:rcludesaprogramafawareness-raising
a~nongsectoractorsofemergingpolicyimplicaironsofthe NWP.

4.3.5 Legal Acquisition of Water and Property Rights
Partof thepre-investmentanalysisdemandsthat watersourcescanbe legallyutilised in a
watersupply scheme,and that theprobablesites for works are legafly obtained This is
morea factor in small piped systems. In Mozambique,the stateis the legal ownerof
water resourcesand may extendexploitation rights throughthe ARAs or DNA The
situationsurroundingpropertyownershiphasnot beena factor to date, but should be
monitoredaspropertyrights aremore fully developedin thecomingyears,especiallyin
conjunctionwith thefuturerole ofmunicipalitiesin zoning andtaxation.

4.3.6 System Management Definition
One of the principal means of guaranteeingsu~tainablewater supply is through the
adequatedefinition and support of local management systems~ Currenily, in
Mozambique, ?iO legally definedmanagementsystemsexisi, al cray kvel. Government
ownership is often clearly established Unforn.~nate1y,ownershipdoes not imply or
demandappropriatemanagement.This managementvacuumrepresents,arguably, the
greatestcurrentchallengein thesector.

Concurrently planned demonstrationprojects in Mozambique seek to addressthis
weakness Unfortunately, theseare not being li~ikedprogrammaticallyor adjoined to
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legislative efforts that the OOM must undertakefor legafly permitting alternativesfor
water supply, inciuding corninunity management,private ownersbip/management,and

alternative means of public ownership/managernent. Delimiting and regulatoiy
legislation must be developed,especiallywzth regards to smallpiped .systems All
activities must be cognisantof; and concordant with, emerging municipal law and
support structures. Until adequatesystemmanagementdefinition and design cmd
constrziciion siandards are developed, ii is recommendedthat ~ new design and
constructionactivity be underiakenfor PSAAs.

The problemof water tariff calculationand application in rural areasis only recently
beingaddressedby the GOM, (Draft Water Tariff Policy, 1997)principally for small
systems. This initzative must be accelerated,while e~-pmzdmgits t?-eatmentofpoint
scrnrces.

Small Piped Systems

Small pipedsystems(PSAAs)requirespecialconsiderationwhensystemsi.ze, complexity
and customerclassificationareissues In somecases,projectapprovaland inspectionof

piped systemsmayrequiremoretechnicaland managementcapacitythanthe Provincial
DA canbe expectedto provide. DAs should alwayshavethe optionof consultingDNA

on piped systems. However, DAs should be reguired to consult with DNA when
projectsmeetcertaincriteria,suchas:

1 A largepercentageof waterproductionis suppliedto commercialand/orindustrial
users;

2. Projects involve inter-provincial, inter-municipal or inter-watershedtransmissionof
water;

3. Projectsrequirehighly complexwaterproductionor treatmentregimes(e g. needfor
establishingpressurezones,multiple pumpingstation con.flgurations,water requiring
treatmentbeyondroughingor slow sandflitration, etc.).

1f DNA is satisfiedtheDA canprovide the requiredtechnical and managerialcapacity,
then theDA canassumefull responsibiity.1f not, DNA, in co-ordinationwith the DA,
must assurethat adequatecapacityis provided

In all cases,theDA shouldbe the initial contactfor piped systemsprojects. However,
systemsmeeting specific complexity criteria must be reviewed by DNA for design
approval,the preparationof design and constructiontenders,and ~spectionof works.
This effectively leadsto theterm “piped systems”insteadof“small pipedsystems”

4.3.7 Agreements
As briefly mentionedin section4 3 4, formal agreementsshould clearly speil out the
roles and responsibilitiesof all participatingactors. Special issuesto be addressedin
theseagreementsinclude paymentschedules(if applicable),water fees; training;project
planning; monitoring; policies on the handling and storageof materials, especiallyof
excessmaterials, ternis for project reception, and a dear description of the final
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managementsystern In many rural areasof Mozambique,however, linIe meaning is
attached to wrirten agreements More participatory, and culturally acceptable,
approachesto definemutualrolesand responsibilitiesneedto be developed

4.4 Design and Construction Phase
The design and coristruction phase has historica.lly received the greatestarnount of
attentionin Mozambique Here aswell, great opportunitiesare presentedfor ~cbuilding
in” project sustainability. Oneofthe shortcomngs,however,of theNWP is its failure to
addressthe issuesof demand-driven,functicnal, and cost-effective design (inciuding
updatingstandardsfor designandconstruction),andtheappropriateuseoftechnology

4.4.1 Organisation of Participant Contributions
As is comrnonwith constructionprojects,moretime is oRenspentin the planningphase
than on the constructionof the works them~elvesIn the caseof community-based
projects, extra effort must be expendedin assuringthat all actors are adequately
organisedfor making their contributions in an effective manner. This irnplies the
establishmentof special systemsfor the pro\ision, training, and monitoring of skilled
and un-skilled labour; the establishmentof s:te-specificrules for community member
pai-ticipation;andoverall projectmonitoringand evaluation.

4.4.2 Preparation of Designs and Budgets
A demand-baseddesign processfor rural watersupply presentsgreatopportunitiesfor
fortif~ingthe sustainabilitypotential of water systems. The “ability to choose” - on
issuesranging from level of service inciuding supplementaryworks such as clothes
washingareas,showersstails,etc., to locatiori and numberof public tapsor hand-dug
weils - not oniy brings the issue of community decisionmaking to the fore, but also
improvestheserviceitseifby giving theuserswhat they truly want andarewilling to pay
for Choicealsoprovidesa uniquevenuefor the participationof womenin thedecision-
makingprocess,to assuretheprovisionof serv~cestheyvalueanddemand.

The Moza.mbicanexperienceto date has no: been participatory in the design area.
Privatecontractors,inciuding theEPA.Rs,havc concentratedon satisf~yingtheir needsto
completeconstructionand receivepayment,ratherthan satisfyingthe needsof the end
user. When the usergroup hasthe power to approveor reject technical studiesand
completedworks, the appropriatenessof those studies and works will increase
dramatically. The thoughtofconsumersapprovingengineeringwork is not acceptableto
mosttechnicians,therefore,077 intensiveprogrcrmmemustbe embarkedupon to sensitzse
techniczansto thedemand-drivenapproach. Informationconcerningthe commitmentto
commuriity approval of studies and works must be disseminatedto all project
participants,including local governmentandcoatractors

4.4.3 Acquisition of Services and Materials
Theapprovalof designspavesthe way for the acquisitionof servicesand materialsfor
construction World-wide,an ever-growingpercentageof this work is beingperformed
by theprivatesector,whetherrepresentedby for-profit or by not-for-profit corporations
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TheNWP enunciatesthe OOM’s desireto eliminatedirect governmentimplementation
(This is interpretedasmeaningdirect construction)

Presently,in Mozambique,an estimatedone half of civil works is implementedby the
ProvincialEPARs However,an increasingamountof work is beinglet to private sector
entrepreneursand companies. Private sector capacity,though, varies widely from
province to province Quality of work is generally regardedas substandardto
acceptable

1f the GOM is to phaseout its own constructioncapacity,caremust be takento insure
that what replacesit can provide quality workmanshipin a competitive environment
The GOM must also assurethat the humanresourcepotential currently located in the
EPARsis not lost to the sector. Province-spec~flcstrategiesto dealwith thephase0111

oftheEPARr mustbe careflully preparedandimplementedin asparticipatoryafashion
asispossible.

Sirnilarly, the private sectorwill requirea “phasing-in”, to assurecompliancewith the
principles of theNWP. A pro-activepolicy needsto be developedand implementedfor

assistingcontractorsand NGOs in making theintellectual transitionfrom “construction-
driven” to “consumer-driven”projects.

4.4.4 Construction and Supervision
As thegovernmentphasesitseLf Out of direct constructionmanagement,it beginsto fiuifil
the role of contractmanagerand inspector. In a demand-drivenapproach,the role of
‘PEC” becomescrucial to thetiming ofinputsat all stagesoftheproject. In light ofthe
ne-w “PEC” leadershippositionihroughcnuithe life ofproject, the role of “PEC” neëds
to be careflullydefined.

Current practice in Mozambique puts the technician in the leadership role This
arrangementhas tended to isolate the community from the construction process,
reinforcingtheir roleasa “recipient”, insteadoftheir role as“client”.

4.4.5 Training in Operatîon, Maintenance, Management, and Use (OMMU)
The managementmodel selectedin thepre-investmentphase(seesection4.3.6) defines
the training regimenneededin OMMU. Adequateselectionand training of operators
andlormanagerscanthusbe pre-designedto suit any typeof servicelevel chosen.

The community-at-largemustalsoparticipatein appropriatetraining,both on how to use
the system“hardware”, and how to use that “hardware” asa tool for improving the
quality of life.

Presently,the Mozambicanexperiencerangesfrom intensetraining in OMMU to total
neglect of the training issue, the latter case found most often where the local
administrationor an NGO plays the role of systemowner/operator. Corarnunity-wide
“hardware”training in theproperuseofhandpumpsis normally providedby animators
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4.4.6 Testing, Approval, and System TL:m-Over
Within a demand-basedapproachto RWSS,th~customermust expresssatisfactionwith
the final product This is partially securedby the community having had the ability to
choose among both technological and managementoptions. Once construction is
completed,the works aretestedfor functionality, and either acceptedor rejectedby the
users A systemthat suppliesgood quality waler can stiJl be rejectedifit doesnot meet
the customer’srequirements Until a system is approvedby the users,it cannot be
turnedover to themanagementgroup

In Mozambique,while systemtestingis normally performed,lirtie regardhasbeengiven
to userapproval. Systemturn-overto an appropriatemanagementstructurehas not
beenthe norm As mentionedin section4.3.6, the lack of legally-definedmanagement
systemsmakesa successftilturn-overdifficult to achieve

4.5 Operation, Maintenance, Management, and Use Phase
Oncetheinfrastructurehasbeenhanded-overto the appropriatemanagementstructure,
the day-to-daytasks of OMMU takeplace The conceptualframework employedin
getting to this point, now dependsupon the training that wasprovidedduring the pre-
implementationandconstructionphases,in orderto producesustainablebenefits.

Everymajor studyon rural watersupplyandsariitationbasconcludedthat theprocessof
long term follow-up is a necess~rypart of ihe enabling environmentfor fomenting
sustainability. Especiallyfor communitymanagedworks, thetechnicaland socialback-
stopping that an outsideagent can provide, is greatly welcomedby local managers
Advice on keeping ledgers and records, ideas on improving system operation,
recommendationsasto replacementpart and equipmentavailability and their costs,and
sometiniesjust a sympatheticear, servesto assistoperatorsand managers,not only in
theirjob performance,but alsoin theirjob satisf~ction

The government, the private sector (for profit), and non-profit sector (community
associations)can all assumethis role. In view of the weaknessof the private and non-
profit sectorsin this area,andalso theneedfor theGOM to providesucha serviceasan
entrywayfor MIS datacollection,it is recommended,at this time, that theOOM takeon
this role within theDAs.

4.5.1 Implementation of Regulations
How do newfamilies acquirerights to usethe water serviceand at what cost? How is
systemabusedealt with? How areuserfees reviewed,andasneeded,updated? What
are the customer’srights and responsibilities? The establishmentand even-handed
applicationof systeminternal regulationsmust answertheseand relatedquestionsin an
unambiguousfashion. 1f not, customerconfidencewill be undermined,and with that,
eventually,thedesireto pay. The definitionofgeneralregulations(especiallyfor small
systems)must form part of the developmentof the systemmanagementoptions
mentioizedin section4.3.6.
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4.5.2 Promotion of Appropriate Use of Services/Protection of Sources
and Works

“Appropriateuse” is not routinely mentionedasforrning part of theproject cycle It is
highlightedherein two aspects 1) how usersphysicallyoperateand~re for the service,
and 2) how users maxisnisebenefits through the use of their sanitary in&astructure
Water and sanitatioriservicesaretools that canbe usedeither to improveor worsenthe
quality of life. Water points can be transformedinto an appropriate habitat for
mosquitoes.Latrinescaneasilybe transformedinto primaryfoci ofdiseasetransmission
The educational process,however, is a long and continuous one, that must be
approachedon variousfronts

Managementsystemsshould, therefore, at a minimum provide on-going “operational”
information to the users, and optimally co-ordinatewith the Ministries of Health,
Education,Agriculture, Environment,and the Municipalities, to participatein hygiene
educationandenvironmentalprotectioncampaigns

At the presenttime, women’sgroupsare given training in correcthandpumpuse,and
some basichygienemessagesare alsodelivered,suchasthebenefitsof cleanwaterand

proper water storage techniques. These efforts are undertaken during the brief
• constructionperiodneededfor weils andboreholes,normaUyless thantwo months. Co-

ordinationwith otherministries is not sought. Currently,no activities in environmental
protection or environmental educationare being implementedin the country in co-
ordinationwith RWS prograirimes.

4.5.3 OM&M Continuing Training Activities
Operatorsleave town. Systemmanagersstep down or are movedout. Maintenance
techniquesare iniproved, availablematerialsand equipmentchange,managementskills
needsharpening How watersupplycaretakersandadministratorsa~uire,maintainand
upgradetheir capacitiesover time is not alwaysdear. Strategiesfor assuringthat trained
personnelare always avaiJableto rural water supply services,vasy from country to
country. The two most exercised options are: regularly-scheduled,government-
sponsorednational or provincial-level training courses; or private sector technicians
(circuit riders), partialiy subsidisedby the government,who provide follow-up and
training within aspecifiedgeographicalarea.

Currently in Mozambique,no clearly-definedstrategyfor training replacementOM&M
personnel orupgradingOM&M personnelskills is in place. Thedraft final reportfor the

Training and CapacityDevelopmentStudy for the water sectorneglectstraining and
continuing training needsin community-managedwater supply, both for small systems
andpoint sources.

1fsustainablewatersupplycoverageremainsa primary objectiveof theNWP, a seriozis
effori mustbe madeto addresspost-constrzuctionissues,suchasOM&M training, and
thefollow-up activitiesmentionedbelow in section4.6.
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4.5.4 Availability of Spare Parts
While much can be doneat the design stageto assurethat appropriate,cost-effective
technologicaloptions areproposedto the usergroups,therewill alwaysexist the need
for some tools, equipment,servicesand sparc parts in order to keep the water system
operative

Much hasbeendoneto dateby PRONAR in hrniting thevariety of handpumps.Though
this hasexcludedtheuseof someVLOM alteriatives(especiallyfor direct-actionsuction
purnps),this policy hashelpedavoid a moreserioussparepartsavailability problemthan
currentlyexists.

Despitetheseefforts, there remainsmuch work to be done in addressingspare parts
distribution. Local distributorscan be encouragedto stock sparepartsby providing a
one-timecredit for the purchaseofthe first set of spareparts. Disnibutorsmust know
that userswill be informed that sparepartsare availablein theirshops,and that this
implies secondarybenefitswhenpeoplepurchaseitems otherthanpartsfrom theirstores.

Local social marketing professionalsshould be employedto formulate strategiesfor
stimulating distributor interest in the sale of spare parts in rural areas. Potential
marketersmustalsobe providedwith dataon numbersand locationsof pumpsaswell as
future handpumpsinstallationplans The di5tributors could also participatein O&M
training coursesso they could understandhow pumps function and how spareparts
wcar,sothcy couldprovideabetterserviceto ~ustomersandproperlystocktheirstores.

4.5.5 Water Fees
Water supply systemsgenerallyhave tariff structureswhich refiect both capital and
recurrent costs. For point sourcesand piped systems in rural areas, alternative
arrangementsfor paymentrangefrom monthl’, cashfees to agricultureproducts. The
NWP requires all water infrastructuresto be locally mazntainea~sizch that all O&lvf
cosis are paid by the users. When credit becomesavailable for rural infrastructure,
capitalcostrecoveryshouldalsobe considered,

4.6 Follow-up
In order to completethe project cycle, inforrration from the usersmust makeits way
backto theplanners. A focusedmonitoringandevaluationprogrammeseriesto identily
successesandfailures,andultimately to effect policy change.

It hasalsobeenshownthat one oftheprinciple factorsof sustainablewatersupply is the
provision of follow-up support to community OM&M structures. How this support
systemis d~finedand interactswith the comniunity managementstructureis a critical
question

4.6.1 Regulation, Monitoring and Evaluation of Quality of Services
In a demand-basedapproach,the consumerrequiresa basiclevel of servicefor which
paymentwill be made. When the quality, quantity, and continuity of the serviceis no
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longer seenasacceptable,paymentfor the serviceis likely to stop. The consumerhas
broadpowersto demandgood service Customersatisfaction,then, is the best measure
of servicesustainability The quantificatioriof customersatisfaction (length of queuing
tirnes,water tasteand chemical characteristics,pump downtime, water rationing, etc)
should be researched,so that this informationcan be fed back to project designersand
buildersin orderto irnprovefuture interventions.

At the present time in Mozambique, no quantiflcation of customersatisfaction is
systematicallyperformed

From the regulatory point of view, what support must be provided in the caseof
physical, chernical, or sanitary threatsto rural water supply sources7 ‘What can
guaranteethat orily adequatelytrained individuals fl11 positions as system operators9
Under what circumstancesand in what ways can local managementsystemsbe held
accountablefor failures to follow nationalstandardswhen expandinga watersystemor
directingtheconstructionofsanitaryworks7 Theseresponsibilitieswill soonbepassed
downflully to the provincial level which will require guidelinesfor performing its
regulatoiyfiunctions.

4.6.2 Technical Assistance
Ruralwater supply organisationsmayrequireexpertadvice on a wide rangeof issues~
everythingfrom systemexpansionto cloggedwellscreens,to appropriateways to invest
growingO&M accountsor how to get recalcitrantcustomersto pay theirwaterfees. A
more subtle issue involves the moral support desperatelyneeded by those who
voluntarily managecommunity in.frastructure. Both governmentand the private sector
cansupplytheselong-termtechnicalassistanceneeds,asmentionedin section4.5.3.

Currently,technicalassistancefor ruralwatersupply is deliveredon an emergericybasis
by theDPOPHsand theEPARs, oftenat the behestofthe administratorsor governors.
There existshttle capacityin the private sectoror local governmentto dealwith TA in
rural settings A structuredfollow-up programme suggestedby PRONAR for the
EPARS has not beenimplemerited. As a primefactor in the szustainabilityof RWSS
projects, this TA flinctzon must be aggressivelyplannedandperformedwithin the
provincial waterdepartments(DAs).

4.6.3 Auditing
A specialisedaspectof technicalassistance,especiallyapplicableto small systems,is the

external auditing of system finances. Consumersare especiallysensitiveto flnancial
management,and systemsfor externalreview must be foreseenin order for trust to be

maintained betweensystemmanagersand users. A transparentauditing processwill
bolster user confidence, and reducethe risks of non-paymentdue to mistrust or
suspicion

The developingmunicipalities ofMozambiquehavebeenassignedthis task, within their
jurisdictions. The auditing of municipal servicesis to be perforrned by the Inspector
GeneralofFinancesandtheAdministrative Tribunal.
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5. ProposedInstitutîoirial Framework
5.1 General Observations and Assumptions

5.1.1 Observations
As a backgroundto the proposedalternativeinstitutional model, it is useful to provide
somegeneralobservationsregardingthepresent~ituationin Mozambique

• Mozambiqueis a very largecountry,with adi1;persedruralpopulation,
• Thereis a generalisedprocessof evolution fom a systemcreatedduring a time of

war, drought, centralisedeconomywith free provision of servicestowardsa more
peacetime,economicallyliberalised,democratic,“fee” paying systemstiJl under final
definition,

• Insufficient basic infrastructure(roads, electricity, comrnunications,buildings, rural
accessroads,etc.)makesdevelopmentactivities difficult;

• The management,technical and educationallevels of the human resourcesneed
strengtheningat all levelsofsociety(public sector,privatesector,cornmunities);

• Waterandsanitationsystemshavebeenimplemented,not nec~essarilyat therequestof
the users/beneficiaries;

• Thereis ageneralacceptancefor someform of decentralisation,
• The concept of paymentof all the costs of O&M of the Rural Water Systemsis

generallyaccepted;
• Thecommercialnetworkis graduallyre-establishingitselfthroughoutthecountry;
• Thesparepartsdistributionnetworkfor RWS is beginningto expand;
• Studiessuggestthat usershavethecapacityand willingnessto pay for water,
• There is no credit systemfor any level of water supply or sanitationconstruction

activities,
• For ruralusers,accessiblewateris moreimportantthanpotablewater;
• Sanitationis not ahigh priority for rural comrnunities.

5.1.2 Assumptions
To developthemodel,certaingeneralassumption~hadto be made:

• The new institutional structuremust conform to the tenets of the National Water
Policy ÇNWP);

• Theruralwaterandsanitationsectorwill remainwithin DNA andMOPH;
• Sigriiflcant externalsupport for rural waterand sanitationwill continue,not only for

implementationbut alsofor institutional strengt~ening;
• TheGovernmentis willing to decentralise,
• TheGovernmentwill graduallywithdraw from directprojectimplementation;
• Implementerswill acceptthe Government’srok in setting prioritiesandregulation;
• Implementerswill provide servicesaccordingto the desiresand capacitiesof the

users.
30

COWATER



5.2 Proposed Alternative Model - Provincial Level
DeconcentratiOn

The ideasembodiedby the NWP requirefundamentalchangesin existing structures At
the sametime, changecan only occur within an enabling environment responsibilities
cannotbe deconceritratedto weakprovincial levels,an inexperiencedprivate sectorwill
not providework of adequatequaliry; experiencedprofessionalswill not be interestedin
relocationwithout acceptableincentives This enabling environmentcan and must be
consti-uctedover time. It must, therefore,be kept in mmd that a periodofyearswill be
requiredbeforethefinal modelcanbe fully implemented

TheOrganisationalStructureis representedin Figures3.

5.2.1 Description of the Altemative Model lnstitutional Structure and
Functions

Model Institutiorial Roles

• The National Rural Water Programme(PRONAR) is to be recognisedas the Rural
Water Department(DA.R), within the MOPH. DAR will retain someof the legislated

PRONAR functions. However,changeswill haveto be made-inthe internal regulations
to accomrnodateDAR’s evolving responsibilities, which will include developing
standards,regulation,providingsectordirectionandguidance

StrengthenedDAs, within the DPOPH,assumeresponsibilityfor contractmanagement
and sector-wideco-ordinationat the provincial level. As municipalitiesforrn and begin
to exert theirautonomousfunctions,the DA (alongwith the DAR, DNA, CFPAS,JIM,
MAE, and others)will play a strongpart in preparingthemfor long-termtechnicaland
admninistrativerolesin watersupplyandsanitationactivitiesat themunicipal level.

Projectexecutionis performedthroughseveralchannels,including NGOs, the private
sector,and the EPARs The EPARis to be phasedout of the government,with some
technicalsectionsjoining the DAs and assistancegiven to ProductionUnits to become
privatesectoractors.

Corri.rnunitiesand municipalitieswill developthe capacityto own and operatetheirwater
supplyservices. Enablinglegislationis clearly critical to this process.Municipalitieswill
develop the capacity to provide monitoring and evaluation, as well as information
management,with regards to water supply and sanitation coverage, O&M, needs
assessments,etc

ProjectManagementUnits may appear,asdonorsseekwaysto channelproject fl.inds.
Thesewill be regulatedat both thenationaland provincial levels,by DAR andthe DAs,
respectively.
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Internal Structures and Lines of Co-ordination

DAR will be composedof four Units, namnely Planningand Information Management
Unit (P[MIJ), Communicationand CapacityBuilding Unit (CCBU), Technical Support
Unit (TSU) and AdministrativeandFinanceUnit A possibleorganisationalstructurecan
beseeninFig4

Co-ordinationbetweenthe nationai and the provincial levels is betweenDAR and the
DAs TheDAs will be structuredidentically,exceptthat the AdministrationandFinance
fi.inctions will be carriedOut by the existing DPOPH structure. Section 5 3 2 suggests
somepossiblerolesandresponsibilitiesat thenationaland provincial levels.

Theprovision of adequatetechnicaland organisationalassistancefrom the CCB Unit is
critical to sustainability. TheCCB role, in the short to mediumterm,belongswithin the
DPOPH/DA, for pre-project and post project interventions since no single, viable
alternative currently exists. It is envisioned that the CCB role will eventually be
devolved to the municipal level. CCB activities during constructionwould be the
responsibilityoftheimplementingagencies(NGO, privatesector,etc.). It shouldalso be
kept in mmd that watersupply and sanitationservicelevelswill evolve as comn~unities
achieve a higher standardof living. This suggestsa continuing role for qualified
personnelat the local level, who canbe trainedat theprovincial level.

Figure 5 describesthe key fiinctional responsibilitiesfor selectedactorsin theproposed
rural watermodel.

5.2.2 Proposed Model Implementation Regimes
TheProposedModelu~esthesameimplementationregimesasthecurrentModel except
that for water supply, no funding is madeavailable for direct implernentationat the
nationallevel.

5.2.3 Strengths and Weaknesses of the Proposed Model
ThepossiblestrengthsandweaknessesoftheProposedModel areshownbelow.

Strengths

1. Provincialresponsibilityand initiativestimulated.
2. DAR ableto concentrateon keysectoraltasks.

3. Municipal participationis anticipatedandplannedfor.
4. Theprivatesectorobtainsunbiasedtreatmentin tenders
5. Clearlines ofcommandandco-ordination
6 Forces clarification of the legal status for comrnunity and municipa!

management.
7 FacilitatesNGO participationat theprovincial levels.
8. Trainingbeginsto bedecentralisedto theprovincesandmunicipalities

9. Ruralwatersupplyandsanitationcanbe morecloselyco-ordinated.
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Fig. 4 - Proposed Organisational Structure for DAR-PRONAR
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‘rVeaknesses

1 The DA must create the capacity to absorb several functions previously
providedat the central level

2. The deconcentrationprocesswill probablynot be accompaniedby the posting
of experiencedcentrallevel staff to theprovinces

3. Donors previouslyworking through the central governmentmay have littie
confidencein provincialmanagementstructuresandreduceinvestmentlevels.

4. Reform is requiredwithin DNA statutesand regulations,as well as at the
municipal andcomrnunitylevels.

5. Loss of understandingat central level of corrimon problems faced at
implementationlevels.

6. Initial slowerincreasesin servicecoveragelevels.
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Figure 5 Key Functional Responsibilities for SelectedActors in Rural Water
Alternative Model
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5.3 Human Resources in the Proposed Model

5.3.1 Introduction
An analysis of the NWP and its implications can provide a guide to human resource

requirementsfor the proposedmodel

It is useftil to note that while theNVTP doesnot suggestcompletelynewapproachesto
the sectornor irnposetotally new structuresto implementthe ideas,It doespresentthe
requirementof a critical changein attitude for all playersin two major areas:demand-
basedprogramrninganddecentralisationwith governmentactingasfacilitator.

It hasbeen shown that the concept of demand-basedprograni~ngis key to policy
irnplementation.This requiresan attitude on thepartofall playersthat:

— usergroupsarecapableoftaking on civic responsibilitie~,
— usergroupsareableandwilling to payfor someaspectoftheirservices;
— this paymentjs a communityinvestment;
— governmenfsrole is to facilitatethis processthroughsubsidywhereneeded;
— governmentis accountableto thecommunityit serves.

In orderto arriveat thedemand-basedapproach,theNWP Statesthat the sectorcapacity
will be expandcdby humanresourcedevelopment,the definition ~d implementationof
new institutional arrangernents,the active involvementof beneficiaiies(users)and new
rolesfor governrnental,non-governmentalandprivateorganisations.

Further it Statesthat waterand sanitationservicesshould be decentralisedto the local
level and that governmentwill withdraw from direct implementation.This meansthat
capacitymustbe built up at the local level sothat theseresponsibilitiescanbe accepted
and carriedout Thebasicattitudesneededfor this include:

— user communities can be assisted to have decision-makingand enough
technicalabilities to both financeandmanageasystem;

— governmentmust act as facilitator of a processthat requires “listening” to
communityviews;

— the private sector and NGOs can be trained to cariy Out tasks earlier
performedby government.

5.3.2 The NWP Impact on Roles and Responsibilities in the Sector
Therolesand responsibilities(functions)for thesectorwill be divided into:

— GovernmentAgencies nationalandprovincial
— NGOsandPrivateSector
— Usergroupsor cornrnunities
— Civil Administration
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5.3.2.1 GovernmentAgencies

a) National Level

DNA

Whi.le the lead agencyin the rural water se:tor is PRONAR, ii is institutionally a
departmentof the DNA within the MOPH This leavesDNA with an overall sector
responsibilityfor setting sectorpolicy; sectorpromotion and resourcemobilisation, and
sectorco-ordinationand stafling.

Capacily reqzizred: understandingof demaid-basedprogramming, decentraiisation
needsandpurposeofprovincialdemonstrationprojects

DARJPRONAR

The mostimportant issuefor PRONARat the presenttime is to developstrategiesfor
changingfocus from its current role as the major project exe~itingagencyto one
consistentwith thegeneralview ofgovernmentasfadiitatorrath~thanserviceprovider.
This emphasison project executiondistractsPR.ONAR from it~important functions in
planning,policy formulation, regulation,training, researchandmonitoring.

GeneralFunctions:

Program Co—ordination and Planning

This inciudeslong and short-termplanning, buc~getingand co-or&ationof activities in
the rural watersector,including the preparatioiof the annualworkpiansand budgets.
Equally important is external liaison and co-ordination of niral water investments
supportedby othergovernmentagencies,NGOsandESAs

capaczty reqziired: strong conceptual understandingof Water Policy and its
implications; experiencein management;experiencein policy development;long term
strategicplanning,budgetpreparation;communi~ationandmediaskills.

Regulation and Communication

PRONARwill be called upon to interpret the NWP by settingguidelines,norms and
regulations.

capacny required : ability to interpret NWP at both social and technical level.
Knowledgeof communication.

Program Capacity Building

PRONAJt will be required to interpret capaciy needs for the NWP, co-ordinate a
training programfor governmentpersonneland monitor the capacitybuilding effort for
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NGOsand theprivatesector;monitor training materialsandmanuals,promotethe useof
participatory techniquesin all aspects of activities, co-ordinate hygiene education
campaignswith other agencies,promote gender strategies; comrnunity participation
strategies,and socio-economicstudies

capacityreqiizred: At a broadprograrnrnelevel be able to overseetraining needsfor
technicaland socialprogramrne.Knowledgeof adult educationtechniques,participatory
processesandcurriculumdevelopment

TechnicalSupport

Researchand promotionofvarioustechnologicalchoices,appropriateuseoftechnology;
sparepart distribution; advise on water tariff policy; supervisecontract management
proceduresinciuding the developrnentof standardisedcontract documents;monitor
applicationoftechnicalnormsandstandards.

capacity required: understandingof technical needs for low-cost rural water and
sanitation; experiencein administeringsmall contracts.

Monitorrng and Evaluation

This includesthe continuousmonitoring andevaluationoftheprogramand management
of the MIS. Supervisionand control ofthe collection, transmissionand quality of data
requiredfor MIS,

Capacityrequired: dataprocessingand managementskills, knowledgeof computer
systemsand computersoftwaresuitablefor largeMIS.

Researchand Development

Researchinto communitymanagementarrangements,water sourcemanagementissues;
communication;participatorytechniques;appropriateuseoftechnology.

Capacilyreqziired: strongknowledgeofneedsofrural waterandsanitationsector;

OrganisationalStructure

ThepresentPRONARorganisationalstructureis moresuitedto PRONA.R’sformerrole
as implementing agencyandshould be changedto reflect thetasksand fi.inctions outlined
above.

A suggestedorganisationalformat could inciude groupingsof flinctions with unit heads
consistingof: Planningand InformationManagementUnit (PIMIJ), Comrnunicationand
Capacity Building Unit (CCBU); Technical Support Unit (TSU) and Finance and
AdministrationUnit. Thelong term goalwould be to haveeachpersonheadinga Unit
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hold a University degreerelevantto thedisciplinary needsof the ‘Llnit This requirement
couldbe phasedin overa periodoftime

An OrganisationalChartfor thenew DAR-PRONAR is presentedin Figure4

Suggestionsfor job descriptionsfor key posts n DAR-PRONAR are in Annex 2 These
job descriptionsarenot intendedto be definitive Their purposeis to illustratethetype of
rolesandresponsibilitiesexpectedfor eachposition.

b) Provincial Level GovernmentStaff

With decentralisation,responsibiity for the fac;ilitation of implementationmoves to the
provincial level

The key playersfor facilitating provincialand cistrict level implementationwill be newly
strengthenedDepartmentsof Water (DAs) who will report to DPOPH. During project
implementation,DAswill be responsiblefor contractingOut to theprivatesectorfor field
staff on both the social and technical side. Some of thesefield staff may become
available through the phase-outof the presentgovernmentsupportedEPARs. It is
visualised that increasedstrengthin social and technicalwater and sanitationsupport
work will be developedin the privatesectorover time.

The local civil administrationwill havea key partnershiprole to play in rural waterand
sariitation implementation. Local civil administrationwill be the body responsiblefor
creatingthe link betweenusercommunitiesd~mandprocessand government’srole in
facilitating implementationthroughtheprivatesector.

Provincjal Directorate of Public Works and Housin~(DPOPH)

A proposedorganisationalchart is presentedin Figure 3. As in the national level, the
body responsiblefor facilitating rural water at the provincial level is bousedin the
DepartmentofPublic WorksandHousing(DPOPH).TheDPOPHis thereforethe body
responsiblefor creating and maintaining the link betweenthe DAs and the civil
administration through its direct link to the provincial Governor and local
Administrators. DPOPH is also the reporting link between DAs and DNA
(DARiPRONAR).

capacztyrequired: a thorough understandingof the implications of demand-based
prograinrningfor therural sectoranda knowledgeof therolesandresponsibilitiesfor the
DAs

The DepartmentofWater (DA)

The Departmentof Water (DA) will be strengthenedto becomethe key government
facilitating unit playing a pivotal role linking tie communities,private sectorand civil
administration.The new DA structurewill consist of a small multi-disciplinary team
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madeup of specialistsin social (communicationand capacitybuilding) and technical
areastrained in rural water supply and sanitationtechnologies,as well as contract
managementand administration.This twin multi-disciplinary group will be led by a
managerwho could be from eitherthe technical or social side in training His/her chief
qualificationswould be groundedin his/herability to manage A ProvincialPlanningand
InformationManagementUnit (PPLMU) will be situatedunderthe manageroftheDA

The DA teamis a permanentgovernmentteam. During project irnplementationtheDA
team will be responsiblefor ident~fying,contractingand supervisingthe training of a
local team of technical and social animatorsfrom the private sector.They will also be

• responsible for follow-up supervision of field work. Further, they will carry the
responsibilityfor managingcontractswith the privatesectorfor design,constructionand
maintenance.

GeneralFunctions

GeneralManagement

- - — Ensurecomplianceto theNWP on partofall involved in thesector
— Planningand programmedesignat provincial level -

— Inter-agencyco-ordination
—. Liaisonwith localadministration
— Financialcontrolincluding contractpayment

Communicationand capacitybuilding

— Supervision of training of contractedextensionworkers (both social and
technical).

— Supervisionoftraining ofartisansandmechanicsin the private sector
— Co-ordinatehygieneeducationcanipaigns
— Supervision of extension workers during project implementation (quality

control)
— Co-ordinationwith Civil Adm.inistration (municipalities, administrators)on

demand-drivenpolicy

Technical support

— Assurethat designsfor small systems,boreholesandweils aredoneaccording
to normsandregulations

— InspectionofPSAA,boreholeandwell construction
— Assurelocal availabiityof spareparts,materialandequipment
— Technicalassistanceon thesettingofwaterrates,watersourceprotectionand

treatment
— Preparationof bidding documentsand contractsfor designand regulationof

normsand standardsfor construction
— Inspectionofnewly constructedworks

41

ATER



Monitoring, Supervision and Data Collection

— Monitoring and evaluationof handpuinpfunctioning(datacollection)
— Collect datafor ~V1IS
— PSAA monitoringandevaluat~on

During project irnplementation (for example, during the Provincial Demonstration
Projectsproposedin Chapter6), the DA team Will be responsiblefor identifying and
contractinglocal animatorsfrom the private sector. Peoplewith someexperienceand
training maybe found from the newly phased-outEPARs Otherscould haveexperience
throughworking with NGOs or othergovernmentdepartments. Capacitybuilding of
theseprivate sectoranimatorswill be thetaskof theDA team(with possibleassistance
from theDNA TrainingCentre’sTOT teamproposedin Chapter6).

In order toproperlydefinethejobsneededandthenumberofpeopleto be hzred,DAR-
PRONARwill have to organise a participa~oryHRD needsassessmentfor each
province.

Suggestedjob descriptionsare presentedin Annex 2 asa way of illustration. The final
job descriptionsand basic qualifications for the DA Comrnunicationand Capacity
building and Technical team membersshoulc be drawn up by DAR-PRONAR in
consultationwith DPOPH.

53.2.2 PrivateSectorand NGOs

The NWP clearly indicatesthat thegovernmentshould not directly iniplementprojects.
It is furtherrecommendedin this studythat not i~vena small capacityfor constructionbe
retained,sincethis would lead to inconsistencie~with the approvedapproachto private
sectorinitiatives.

The private sector,howevermuch it is toutedasa solution for project implementation,
requiresa careful approachlest water sectoractivities be unnecessarilyslowed. A
province-by-provinceassessmentof private sectorcapacitiesmust be performedin both
the service (PEC, engineering,drilling, etc.) and the construction areas (civil and
mechanicalworks). This activity must be programmedwithin the formulation of the
ProvincialDecentralisationTransitionPlan.

EPAIt phase Out provides an opportunity to strengthenthe private sector with
experiencedstaffin both thetechnicalandsocial areas. A placementprogrammeshould
be developedfor eachprovincesothat EPARstaff can be marketedto existing private
sectorcompanies.Thosewith an entrepreneurialbentshould beencouragedto establish
private consulting and/or constructionfirms through Small and Medium Enterprise
(SME) training activities. Lease-purchaseagreementscould be arrangedto supportthis
process.Alternatively, tools and equipmentcould be sold to privatefirms for lease/rental
by contractors,permitting in this way equitableaccessto thesecapitalgoods. All these
conceptsmust be examinedon a province-by-piovince basis in light of possibledonor-
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specific constraints,the existing capability of the private sector,the magrurudeof the
EPARs,etc

Other possibilities for private sectorstrengtheningat the Provincial level include the
provision of specialisedTA in marketing, constructionmanagementtechniques,and
financial management All private sectoractorsshould be obligatedto be trained in the
NWP andits implicationsasa pre-requisitefor receivingcontractadvances Information
should be routinely circulated to private sectorentrepreneursand companiesas to the
stagingof relevanttraining events Participationin sucheventswould awardcompetitive
edgesin thetenderingprocess.

The new DA team would have input in desigriing the roles and responsibilitiesfor
contractedextensionworkers from the private sector. It is hoped that during the

Transition Periodproposedin Chapter6, staff from the newly phased-outEPARsmay
takeon thesepositions Overtime thefield staffmay form privatesectorconsultanciesor
NGOs to fulfil this function. Private contracting companieswill be hired to handle
construction

Potential tasks oftheseextensionworkers arelisted below.

Animators

— participatoryneedsassessments
— assistancein technologychoice
— communitycapacitybuilding
— hygiene,healthandsanitationeducation
— establishmentandtraining ofcommittee
— orgariisationfor communityfund
— assistingcommunitiesin datacollection

Technical Team

— provideinformationto cornmuriitieson technologychoiceand design
— co-ordinatetraining andactivitiesof contractors
— datacollectionand planning
— designofwatersupplysystemswith communities
— supervisionofconstruction
— trainingofcaretakersand maintenancegroups

5.3.2.3 UserGroups and Communities

In a demand-basedsystem, user groups or comrnunities take on new roles and
responsibilities.The changefrom “beneficiary” to “client” implies a major role for the
comrnunityin thedevelopmentprocess- theymakethe decisionto developanewwater
supply, choosethe type of facilities, and take an active role in planning and building
them Sincewateris women’sbusiness,womenmustplay akey role in making decisions
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on the facility and how it is to be financedand managed At completion,the community
will be responsiblefor the newfacilities - they will manageand maintain them 1f they
breakdown,thecommunitywill repairthemand pay for partsandrepairs.

Capacitybuilding for comrnunitiesto help them handlethe requiredtask will be a major
focusfor thefield teams

5.3.2.4 Civil Administration
In the NWP, the Civil Administration will play a key role in facilitating the demand
process.TheprovincialDA will work with the ~taffof the Civil Administrationto work
Out the modalities of the communicationprocessto stimulate demand. The Civil
Administrationoffice will be the centrepoint for receiving and processingcommunity
demand How this is done may vary from provinceto province and even district to
district. TheProvincialDernonstrationProjectsproposedin Chapter6 will be the vehicle
to workout thedetailsfor specificlocations.

5.4 Communication Strategy

5.4.1 Introduction

One of the most important and funda.mental changes required to improve the
sustainabiityof investmentsin water supply and sanitationis the introduction of a
mechanismfor incorporatingcommunitydemandinto the processof planningandproject
selection.This is an areawherethelowest leve (most accessible)local authority hasa
dear role to play both in in.forming communitiesthroughthe public media about the
water programmeand in receiving and processingcommunity requestsaccordingto
project criteria previously set by PRONAR, DPOPH with input from the local civic
adrninistration.In this case,it would be the Administrator/municipality.

While it is true that aspectsof this conceptof “demand-based”programmingin rural
water is not entirely new to Mozambique (requestsfor water facility improvement
already come to local administrators),two small but critical points change the
perspective.First, what is important is that potential users must voluntarily come
forward to make requeststo “buy in” to the programmebasedon widely disseminated
information on its rules and criteria. This conceptof “buy in” generatesthe second
importantpoint which calls upona changeof attitudefor the whole programmetuming
usergroupsfrom “beneficiaries”to “clients.” Th~implicationsofthis are profound for it
meansa changein roles, responsibilitiesand atti~udesfor all stakeholdersin the sector
Communities (user groups) must take on their civic responsibility for managing their own
services rather than expect handouts. Government must learn to see communities as
responsiblepartnersand clientsratherthan recipientsand play the role of facilitator of
community knowledge and decision-makingrather than implement projects on the
communitybehalf.

In orderfor this changein strategyto succeed,se’ieralactionsmustbe taken.
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First, guidelinesmust be clearly laid Out and promulgatedby DAR-PRONAR backedby
norrns, regulationsand a systemof supervisionand monitoring at both the national and
provincial level

Second,the roles and responsibilitiesemergingfrom the new strategymust be clearly
defined for each actor (DAR-PRONAR, DPOPH, DAs, NGOs, private sector and
communities)with a widespreadtraining programniewhich addressesboth the coramon
needto understandthe implicationsofthe new policy, and individual training packages
for theseparatetraining needsof particularactors

Finafly, there is the important but mostly overlookedneedto establishan overarching
strategy that addressesthe different communicationneeds of the programnie and
providesthe link betweengovernment,privatesectorand communities.

5.4.2 The Need for a Communication Strategy
One area, oRenoverlooked in planningawater and sanitationprogramme,is the needfor
a clearly a.rticulatedand systematiccommunicationstrategy.The inclusion of a planned
comrnunicationstrategynot only recognisesthenecessityofcommunicatingwith people
(at the heartofa water supplyproject), it articulates the needsof each stakeholder and
helpsfind a way to bridge the gap betweenplanners, government agencies,private sector
and communities. Communication can also both compliment and, in some cases,
substitute for the regulatory framework. It can compliment becausethe design and
successfulimplementationof a rural water policy requires a level of dialogue between
those who design or implement the policy and those who are addressedby it It
substitutesfor other instrumentswhen it motivates people to change their behaviour
voluntarily. In fact, the opening of a two-way dialogue between policy makers and
stakeholdersmay be the only way to cope with issuesrelated to change of behaviour
aroundhealth and hygiene, for example, where regulatory instruments do not always
apply.

In order to be effective, a communication strategy must be deliberately and
systematicallyplanned.While most programmeplannersassume(correctly) that some
level of communicationwill takeplace,wheneverit does,it doesSO on an ad-hocbasis
without necessarilyreflectingthe communicationneedsof differing groupsof peoplenor
doesit facilitateatwo - waydialoguebetweenplannersand people.

In Mozambique,DAR-PRONAR will have to communicate the needsand normsof the
sector to other governmentagencies,donors and executingagencies.It will also have to
develop feedback mechanisms to help oversee that these norms are being followed.
Methodologieswill have to be found to channel information from the fleld systematically
back to the ceritral planningagencyfor continuousmonitoring and fine tuning of the
normsandregulationsfor thesector.

At the community level, people will be expected to managetheir new water and
sanitationsystems.To help bring this about in a sustainablefashion., comrnunitieswill be
involved in project selectionand planning, implementation,appropriateuseof sanitation
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facilities, hygiene educationand on - going infrastructureupkeep and maintenance
Governmentofficials, consultantsand other intermediarieswill be expectedto facilitate
this processthrough strategiesthat bring peopleinto the planning processand provide
feedbackchannelsfrom thecommunirybackto the centralgovernmentplanners

Com.municationinputs for thesecritical areasin a rural water strategycannocbe IeR to
chancebut must be integrated into the strategy development processas a whole. None
of this is difficult The challenge lies in recognisingits importanceand providing space
within programmesand budgetsto allow it to ILappen.In thefinal analysis,no arnountof
investmentor provision of technologyand inputswill bring any lasting improvementsin
the living standardsof people unless they, themselveschangetheir artirudes and
behaviouralparterns.Cornmunicationplanning 5 pivotal becauseit recognisesand caters
to thesehumandimensions.

5.4.3 Communication Needs
To illustrate this, wecan look at the NWP cominunicationneedsin key areas:

a) Interpretand promote theNew Water Policy (NWP)
b) Broadenwatersectorrelationships
c) Facilitate demandandrequestprocess
d) Stimulatedemand
e) Assist in participationapproach
f) Monitoring andfeedback

5.4.3.1 Promotion ofNWP

The uniforrnity of the application of the MW? is crucial to its success.New actors
(donors, NGOs, other government deparcme~ts)entering into the sector must be
thoroughly briefed on all aspectsof the strategy.Thereis also a needto promotethe
strategyto othergovernmentdepartments(healthand agriculture,for example) Project
implementationwill require fl.ill consultation on the NWP to governmentofficials
(governor,administrators etc.) at theprovincial anddistrict level.

To do this,PRONAR personnelwill haveto firsi becomeconversantthemselveswith the
implications of the NWP. Next they will have to be trained in media relations and
presentationskills to assist them developthe dialogue with donors and other government
people. It would be useftul to have the NWP publicised in simple languagethrough
popularmediasuchaspamphlets,radio scriptsandhandouts.

Communicationpossibililies: prepare simple, printedpainphletsand leaflers o,z the
NWP; disseminateinformationthrozighmedia~prznt,radio and television); holdpublic
consuliationsal theDistrict level.

5.4.3.2 Broaden water sectorrelationsbips

At present,the rural water sector in Mozambiqueoperatesin a hierarchicalfashion
without much co-ordinationwith other governmentdepartments,NGOs and private
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5.4.3.5 Assist in the participatoryprocess

Participationis a key word for the NWP This nieansthat methodsmust be found to
facilitateusergroupparticipationin all phasesof a waterproject be~in.ningwith request,
through to identification, project planning, design, constructionand follow up The
intermediaries chosen to assist in this process can benefit from interpersonal
communicationskill training to help them facilitate the community(and others) in the
participatoryprocess

Training for facilitators in inlerpersonalcommitnicalzonski//s, partzcipatoiytraining
merhodologiesandpartzc:patoiyneedsassessment.

5.4.3.6 Monitoring and feedback

A new style of participatorymonitoring and evaluationwill be neededin order to be
consistentwith, and provide supportfor, meaningflul userparticipation. This approach
puts ernphasison communityinvolvement in datacollection for monitoring their own
systems.This type of evaluation becomesan essential tool for managementof change,
and the data collection-learning-evaluation processbecomesan integral part of overall
implementation. It calls for a partnershipapproach between project staff (executing
agencies)andcommunitypeople. It also presupposesthe needfor a feedbackmechanism
to channelinformationand lessonslearnedfrom communities to executingagenciesand
from executing agenciesto decision makers at DPOPH and DA and from there on to
policy makers in DAR-PRONAR. Communicationplanningis essentialhere to provide:
a) a structuredcommunicationsystemto ensurethat feedbackfiows from cornmunities
to decisionmakers,and b) an occasionaland more direct route of information flow
betweencommunitiesand decisionmakers.

DAR-PRONARstaff will have to have erplicit responsibiiities to travel and make
periodic 511e visjis. Commzinicationmethodologiesszich as community radio or
interactive video can be usedon a selective basis to feed information from the
commzinitybackto DAR-PRONAJ?planners.
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5.4.4 Communication Requirements and the Project Cycle

c0wATER

PROJECT CYCLE COM.M1J~1CAT1ON
NEED

PRINCIPAL ACTORS

PROGRAMME prepareworkshops,
consuFtations,roundtables
and mediacover2geon
NWP

DNA andDAR-PRONAR

PRE-rNVESTMENT

.

mediacampaignsto
promote water project

feedbackon requ~tto
communities

prepareawarene5sraising
campaignsto stwiulate
demand

participatoryneeds
assessmeritwrth user
groups

demonstratetechnology
choice

DPOPH,DAs, Ammators
andcommunities

-

CONSTRUCTION supervisionskills DAs, Animatorsand
commuruities

OPERATION,
MAINTENANCE,
MANAGEMENT AND
USE

Participatorymanagement Comrrnmities

FOLLOW UP moruitoringandfeedback
mechanism

DAs, Animatorsand
communities

5.4.5 Communication Pianning
While it is anticipated that TA will be ne~dedto provide DAR-PRONAR and
DPOPH/DA staff (and other partners) in communication training, this work can be co-
ordinated with the Centre for Social Communication and can drawon experiencefrom
UNICEF, FAO andothers.

Basicprinciplesto guidethecommunicationplanning process
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1 Communicationis not thesameas “telling “ Thewords “to comrnunicate”imply a
two-way process A comrnunicationstrategymust inciude the opportunity for
feedbackfrom the audienceto the senderand back again. This feedback is
critical When peopleare allowed to participatein the processof defining and
implementing the rules for their own water strategy, the potential for
sustainabilityis accelerated

2 A corollary to this is the need“to listen.” Communicationrequires“listening”If
the messagescomingback acrossthe feedbackloop arenot listenedto (andacted
uponwhereappropriate),communicationis not taking place.

3. A communication plan requires a comprehensivefact-finding phase Those
preparingthe strategycannotmakeassumptionsasto what others need to know
or hearwithout first finding out what they (the target audience)already know and

what they maywant to hear.

4. Channels for communication must be chosenfor individual target audiencesand
with the participationof the target audience.1f, for exaniple,thereis a need to

promotethe RuralWater Strategywith executingag~ncies,find out from those
executing agencieshow they would like to seethe strategy promoted.

A Communication Planning Sequence

— identif~’andarticulatekey issuesto be comniunicated
— identify individual target audiences(all stakeholders)
— research eachtarget groups current knowledge, attitude and practicearound

therequired future changein behaviour
— developmessagesbasedon currentbehaviourandneedsfor fliture action
— pre-testmessages
— identify appropriate communication channels
— preparecommunicationmaterials
— pre-test materials
— traincommunicators
— developindicatorsto assessimpact
— implementcommunicationprogramme
— assessimpact based on indicators and providing a feedback loop to adjust

programme design.
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6. The transition process

6.1 Guiding principles
Changecan assumeeither positive or negativeiniplications, dependirig on the way in
which it is managed The transition pro:ess must be direedy addressedin as
participatorya way as possible It must c!earl’/ be statedand oftenrepeatedthat ‘things
will be donedifferently’. And actionsmust bring the meaningbe~ndthe wordsto life.
Establishinga set of guiding principlesunderwhich the transitionprocesswill operate
assistsin setting the tone for new ways ofdoin~business

From thebriefanalysisin chapterthreeit is cIe~.rthat ruralwater basnot receivedits fair
shareof attention. This should concernnot only rural water se~orprofessionals, but
indeed, the national governmentas well. The new DAR/PRONAR must assumean
increasinglyproactiverole in defendingand expanding its role and progra.ms. To be
effectiveat doing50, DARJPRONARmustdeviseandimplementa ~omotiona1strategy,
aimed at inf]uencing the decision-making proc;ess of the GOM~DNA, donors, NGOs,
associatedministries, and municipalities, to more fully assist communities in their
struggieto improvetheir qualityof life.

To be truly effective,theDAR/PRONARmusi drive thetransitionprocessfrom within,
not be changedfrom without by multi-naticnal institutions, donor governments, or
NGOs. This doesnot imply an introspective01 setf-righteousapproachto the sector,on
thecontrary,it implies reaching out in a structuredand efficient way to thosewho want
to assistthe Mozambicanruralpopulationlive Lealthier,more productivelives.

One of the implications of these guiding principles is the need for a greater
professionalisationof DARIPRONAR. Rural watermust receiveits due shareof the
nation’smostseniorandexperiencedprofessionals,and with them, appropriateresources
to program, plan, research, design, and grow. Without a substantial increase of
resourcesflowing into the rural water sector,and the nurturingprovided by the nation’s
most capable professional assets, the recornrrendations generat~by this study may
neverreachtheir full potential.

6.1.1 Definition of approach
As decided by the study SteeringCommittee at the start of the secondconsulting
mission, the approachto be takenin drafling Ihe final report wasless concerned with
organisationalstructures,and more concerned with testing a new approach to assuring
sustainablewatersupplyprograrnmesin Mozambique

In spite of the likelihood of increasedfunding to the water sectoi,it is not realistic to
envisionthe undertakingof a major overhaulof the entire sector,simultaneouslyin all
provinces. Current levelsof personnel,both by numberand by profession, doesnot
allow for rapid andcontrolledgrowth
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Theproposedsolzitzonto allaining an improvedinstilutionaiframeworkfor sitstainable
rural water s-upplyfolkrws a two-prongedapproach. First, approprzalepolicies and
systemswill be- developedand implementedfor puhting the sector in a posihiozi of
strengih. Second.a represenbativeinimber ofdemonstrahzonprovrnceswill be identzfied
for thewholesaleimplementationofthenewlydeveloped.systemswwipolicies.

It has becomedear that PRONAR needsto liberate itself from implementation flinctions
that inter-ferewith its ability to plan andregulate. The implicationsoftheNationalWater
Policy have to be profoundly analy~edandon the basisof this analysis,a coherentset of
objectives, principles, policies, and actions for the rural water sectorcanbe produced.

Initial proposalsto identif~iindependentdemonstrationprojects(such as small piped
systems,handpurnps,or comrnunicationstrategies),fail to consideTtheconstraintsunder
which thesecomponentswould have to operatewithin aprovincial structurethat at best
remained indifferent to them or at worst directly contradicted their operational
philosophy and initiative. For this reason, 11 is being stronglyproposedthat the
demon,s-Irationprojecisbe zindertakenin provzncesas a completepackage,including
restructuringtheDepartmenz’sof Waterto adequatelydealwith thecompleterangeof
technicaland social aspectsof rural water siipply and sanitczlion. In this wczy, the
sector can experiment wzth approachesin an integraleçl fashion, for eventual
replicalion in theremazningprovinces.

While it is beyond the scope of work of this study to propose the demonstration
provinces,it is feit that three provinces (onein thenorth, one in the south, andone in the
central provinces) should be targeted for this initiative in order to reach a maximum
return on the required investrnent. Donors or groups of donors could be asked to
sponsor provinces as part of a national progranime for decentralising and
professionalisingthe rural water sector The GOM could offer to sponsor a province
itself to demonstrateits comrnitment to the transition process.

6.2 Management
Transition periods bring confijsion. New roles must be Iearned whi]e old onesare stil]
being performed as part ofa phase-out process. Individuals aswell as institutionsmust
cope with new arrangements. Employee productivity may initially dip. Production
targets may not be met. Time is required for discussion,clarification, andtraining. All
theseconcernsmust be expectedas a logical part of the transition process,and pians put
in placeto deal with the anticipated problems

One major concern is the siniultaneous support of provincial activi~iesin both
demonstrationand non-demonstrationprovinces. The sensethat someprovincesreceive
preferential treatment,or that otherprovincesare not receiving a uur share of support

from the central level, will exist and must be proactively dealtwith. The following
strategiescanbe employedto headoff such difficulties~
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1 TrainingneedsasSeSsmentsandplans shouldbe developedin all provinces,

2 The resuitsof all special studiesand reports performedin con.nectionwith the
transition plan must be made available to all provincial directors and water
departments,and the recommendationsand resultsof these studies should be
applied,wherefeasible, in all provinces. For example,the new designstandards
and managementsystems for piped systems will be made available to all
provincesfor inimediatereviewand testirig

3. Training opportunitiessuch as scholarshipsand study tours should be open to
staff from bothdemonstrationandnon-d~monstrationprovinces.

4 A three-partsupport structureis proposedin Section6.3 (Task Force, DAR-
Director, PIMU) for dealing with the intricacies of supportingfrom the national
level the demonstrationand non-demonstrationprovinces (see Section 6.3,
Priority Actions). It is critical that this supportstructureexistin orderto provide
a smoothtrarisition. Should more fiind~ngbecomeavallablefor demonstration
provinces, this support structure may need to be evaluated for further
strengthening.

While productivity may drop iriitially for mostmajor aspectsof the rural water and
sanitationsectordue to this transitionprocess,lng-term productivityshould eventually
increase as measuredby an acceleratedpace for sanitary work construction and
improved sustainability at the user level. Increasedflinding diie to reneweddonor
izzierestshouldbe apositiveby-productofthetr~rnsitzonperiod.

A critical areaof the transitionprocesswill be the co-ordinationof the activities and
managementof the information generatedduririg the process. New communication
approachesrequiredundera demand-drivenstralegy will be tested,newregulationswill
be drafted, norms and standardswill be prepared,programming will be directed by
demand Activities will be occurringat thenational,provincial, district and community
leveland it is critical that all the informationandlessonslearnedarewell co-ordinated.

Within theconceptthat the capacityofthesectoi needsto be developed,the creationof
Planningand Information ManagementUnits (PIM1J) at theNational (DAR-PRONAR)
and Provincial (DPOPH) levelsis proposed

Particularly during the transition process,the PEMU should have a certain decision-
makingautonomyto allow for a swift and flexibl~responseto theneedsof this process
Arnongstotherspecificresponsibilitiesand functions,thePIM1J shouldhavethecapacity
to

— co-ordinateand programmewith all levels of actorsin the water sector (ministers,
governors,adrninistrators,donors,NGOs,the orivatesector,endusers,etc.),
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— assist the directorsof the respectiveservices(DAR-PRONAR, DPOPH) in defining
the internal structural modifications necessaryto allow the servicesto perform the
ftinctions andresponsibilitiesrequiredby theNWP;

— proposeanddetail conceptsto be tested,
— define,performand co-ordinatemonitoringandevaluationactivities,
— manage(collect, analyse, disserninate)information inciuding technical, social and

financialaspects,
— direct and co-ordinate researchand developmenton appropriateand sustainable

technologies;
— managetendersfor specific studies/activitiesidentified as necessaryto reinforcethe

transitionprocess,
— define appropriatecomputerhard and soft-warefor direct use by DAR-PRONAR,

DA -

6.3 Priority Actions - Rural Water Transition Plan
This sectiondealswith theactionsthat needto be takenimrnediately,aspart of theRural
WaterTransitionPlan (RWTP) to reinforcethe rural watersector. Schedulingofthese
actions takesplace as shown in Figure 6. The schedulesare composedof activity

descriptions, with proposeddurations,followed by the assigning of responsibilitiesfor
execution and supervision.

The level of detail in the actionplans is of necessitysparse,however,every effort was
made to identif~jall critical tasks Approval of the presentstudy is given as the
nominative start to the Action Plan. It will be noted that the schedulingof the
ProvzncialDemonstrabionProjecis(PDP) themselvesare notdetailed,andwill proceed
in accordancewith iheir zndzvidzialdeszgns. TheEPAR phase-outprocess,the setting
up of the links neededfor the demand-basedsysternof community identification, the
human resourcesneedsassessmentsand subsequenttraining and staffing plans, all
dependheavily uponlocalconditionsfor subsequentscheduling.

The priority actionswere selectedbasedupon the needto havethem underwaybefore
other activities, especially the PDP, can flully proceed There are 13 priority
actions/actionareasto be addressedfor implementing the RWTP. Theseare the
following

1. Approval ofthe InstitutionalArrangementsStudy
2. AppointmentoftheRuralWaterTransitionPlanTaskForce

3. IdentifcationofPIMU manager
4 Identificationof CCBUandTSU managers
5 Selectionofmedium-termTechnicalAssistancefor theRWTP
6 IdentificationoftheProvincesandpotentialdonorsfor thePDPs

7. Formulationof policiesand strategiesfor fully implementingthe NWP in both
thesocial andtechnicalareas

8 Formulation and Implementation of the DARJPRONAR Institutional

StrengtheningPlan
9. Formulationofa DecentralisationTransitionPlan

$ 54
/ATER



lODevelopmentof alternativemanagemntsystemsfor PSAAs
11.Developmentand implementationof workshopson thefull implicationsof the

NWP
12.Elaboratjonand disseminatior,of noirns and standardsin the techrucal and

socialareas
13.Standardisationofdefinitionsand formatsfor basicinformationcollection

Morecompletedescriptionsofthepriority actionsaregivenbelow.

1. Approval of the Institutional Arrangeinents Study

DNA is responsible for the final approval of this Institutional Arrangements
Study (JAS). Oncethis approvalis given, the actionplangoesforward.

2. Appointmentof theRuralWaterTran;ition PlanTaskForce

The Rural Water TransitionTeam Task Force is envisionedto consistof two
high level DNA staffandthedirectorofDAR-PRONAR. TheTaskForcewill be
commissionedby the DNA Director as approvedby the Minister of MOPH.
Their primary function will be to supervisethe RWTP processin as flexible
manner as possible, able to adapt the process according to the changing
circurnstances,supportDAR-PRONAR to allow its long-term capacitybuilding
by relieving it of someof thèRWTP tasks. Their responsibiitiesshould include
at leastthefollowing:

a. SupervisetheRWTP process(3 years);
b. Define the responsibilitiesof the DA.RIPRONAR director and the PIMtJ

manager;
c Advise and support the DARJPRONAR managementteam throughoutthe

RWTP process;
d. Mediateareasofconflict within themanagementteamofDABJPRONAR
e. Identificationof thePIMU manager;
f. Identification ofthe CCBU andTSU managers,in conjunctionwith thePIMU

manager,
g. Assistin theselectionof a medium-termRWTP TechnicalMonitor.

3. Identificationof PIMU Manager

The PIMU managerwill be largely responsiblefor RWTP management. The
DA.R/PRONAR director will continueto rnanagethe DAR!PRONAR as per the
division of responsibilitiesmadebetweenthe PIMU managerand the director.
ThePIMU managerwill performplanningand monitoringfor the RWTP,aswell
asdrivetheprogramniingofthePDPs
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Fig. 6 RURAL WATER TRANSITION PLAN - SCHEDULE OF ACTIONS
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Fig. 6 RURAL WATER TRANSITION PLAN - SCHEDULE OF ACTIONS
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4. Identification of CCBU and TSU Managers

TheCommunicationsand CapacityBuilding Unit andtheTechnicalSupportUnit
will be headedby professionalswith the qualificationssuggestedin section6.5

Theywill forrn, alongwith thePIMU managerandthe DAR/PRONARdirector,
theDAR SeniorManagementTeam(SMT).

5. Selectionof Medium-Term Technical Assistancefor the RWTP

In mediumto long-terminstitutional strengtheningplans, it is especiallyhelpftil
for the SMT to have available to them part-time independentsupport for
monitoring progress, providing feedback, and providing specific technical
assistanceon topics such as gender issues,appropriatewater treatment, or
participatoryrapidappraisal. This TechnicalMonitor (TM) role canbeuseful in
eliciting critical thinking aboutwherethe project basbeenandwhereand how it

needs to go, thuskeepingaflexible approachto theTransitionProcess.

6. Identification of theProvincesand Potential Donors for the PDPs

Theprovincesfor theProvincialDemonstrationProjectsshouldbe identifiedwith
enoughleadtime for donorinterestto be cultivatedandsolicited.

7. Formulation of Policies and Strategiesfor Full Implementation of the NWP
in both the Socialand Technical Areas

a) Although the NWP hasbeenstudiedand debated,relatively little work has
beendoneon developingthe correspondingpoliciesand strategiesneededfor its
implementationin rural areas.

On the social side, the role of community liaison and support (formerly PEC),
must be redefinedfor a demand-drivenapproachand non-implementationbent.
New strategiesand methodologiesfor discoveringand respondingto consumer
demandfor servicesmust be devisedandtestedin aparticipatoryfashion,under
expertsupervision.

For technicians,the ideaofproviding the wide rangeof serviceoptionsintrinsic
to the demand-basedsystem,must be cultivated. Similarly, techniciansmust re-

educate themselvesin the areasof appropriateuse of technologyand cost-
effectivedesignsothat theirstandards,designs,andworks arenot only used,but
permanentlymaintained.

The role of the CCBU and its relationship to the engineering staff, local
administrators/municipalities, and communityleaders,needclarificationin light of

the implications of the NWP. It is essentialthat promotional staff, in close

$ - 58
/ATER



consultationwith comrnunity leaders,l~adthe project process,not follow the
leadof the constructioncrews In ordt:r to do so, CCBU staff must havetheir
professionalqualificationsraised and receivecontinuoustraining in both on-the-
job andformal settings.

b) It is very importantthat theProvincesbe consultedon the implicationsof the
policies and strategies for NWP implementation, so that when the actual
communicationstrategyis developed(with variousworkshops,Point 11), thereis
alreadya dearperceptionofall the implications.

8. Formulation and Implementation of the DARJPRONAR Institutional
StrengtheningPlan

One of the strategic initiatives of the RWTP is the proposed Institutional
StrengtheningPlan (ISP), throughwhich, DA.R/PRONAR will accomplishthe
following:

• consolidateits standingasa strongservicewithin the MOPHiDNA structure;
• inform the MOPHIDNA hierarchy, other relevant ministries, the donor

community, and the public about the statusof the 1~WTPand its successes;
and,

• attractadditionalhumanand material resourcesfor fortifying theinstitutional
capacityof the DARTPRONAR, and eventuallythe rural water sectoras a
whole.

The DAR Senior ManagementTeam will be largely responsiblefor this task
througha) forrnulatinga viable ISP for accomplishingthe above-statedpurposes
basedon theirnplicationsofthe policies and strategiesdevelopedin Point 7, and
b) executingtheISP.

9. Formulation of a Decentralisation Trajisition Plan (DTP)

In order for decentralisation(deconce~tration)to occur in an orderly and
expeditious fashion, a numberof prerequisitesmust be put in place. 1f project

funds are to be spent at the provincial level, financial planning and control
systems should be developed, along with standard tender proceduresand
documentation,and rules for contract managementand inspection/receiptof
work. Trainingwill alsobe requiredin theseaspects.

A staffing and staff training needs analysis, based upon province-specific
attributessuch as physical extension,rural populationsize, current water and
sanitationcoveragelevels, common level of servicefound (PSAAs, boreholes,
wide-diameterwelis, cisterns,etc), nurnberand qualifications of presentstaff,
mustalsobeprepared.
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Strategies for phasing-out the EPARs must also be developed in close
consultationwith EPAR staff. It must be madedear from the outsetthat the
EPARshavelent a valuableserviceto thepeopleofMozambique,andthat effort
will be expendedin seeing to it that as rnany of their trained staff as possible
remain in the water sector. Provisionsmust be madefor either re-location,
transferto the DAs, or arrangementsfor the gradualpriva~sationof theEPAR
role, inciuding the initial facilitation of contract work and equipment
lease/purchase.Section 5.3 2.2 providesa morecompl~ereview of potential
options.

10. DevelopmentofAlternative ManagementSystemsfor PSAAs

As mentionedin previous chapters,no legaily-recognisedmanagementsystems
currently exist for rural piped water supply Proposatsfor such management
systemsmust be prepared,including specifying the le~Jframework for each
managementsystem; developing general regulations Çmcluding water fee
calculationand collection, consumerrights and responsibilities,proceduresfor
serviceinstallation,penaltiesand sanctions,etc.),and id~itif~ingthe regulatory

process for exiernalauditing, servicequality standards,c~tificationof operators
and private sectorspecialists,etc. Until this legal-regulatoryframeworkcan be
defined,no constructionactivity in small piped systemsslx)uld be initiated. It is
envisionedthat specialisedTA will be neededto assistin developingthe full
rangeof managementoptions. The processTechnicalMonitor should assistin
this activity.

Thevariousmanagementsystemsthat couldbe researched,“legalised” and tested
in thePDPswould include,amongstothers:

• DirectMunicipal Management
• AutonomousServiceManagement
• PrivateManagement
• CommunityManagement

11. Developmentand Implementation of Seminars on the Full Implications of
the NWP

In orderto achievefull supportfor the new directionsdictatedby the NWP, a
seriesofseminarsdirectedat theministerial,seniormanag~nentDNA, provincial
government,and district governmentlevelsmust be preparedand implemented,
initially targetingthe provincesidentifiedfor thePDPs. Thefull implicationsof
demand-drivenprogrammes,the new DARJPRONARroles, the functioning of
the decentralisationprocessand strengtheningof the DAs, the initiatives for
managementsystemsfor PSAAs, must all be detailedand~plainedto the sector
actors.
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Opporruriitiesfor commentaryand decisiveinput should precedeand accompany
the serninars,so that a consultativeatriospherecan be establishedfor long-term
goodworking relations

12. The Elaboration and Dissemination of Norms and Standards in the
Technical and SocialAreas

a) As referredto in earlier chapters,the designand constructionstandardsfor
water supply and sanitationin Mozambiqueare outdated,and for rural areas,
non-existent. Until appropriatestaidards are developed and tested, it is
impossible to regulate sector activities, establish systems for design and
construction approval, analyse unit costs for different service levels, and
rationalisetheuseof scantwaterandfinancial resources.

Similarly, in the socialarea,the standardisationof approachesto demand-driven
programming,adult education,particiDatoryassessmentand evaluation,gender
and project design,etc.would be critical for a full implementationoftheNWP.

As with managementsystemsfor PSA.As, it is suggestedthat specialisedTA
assist in the exhaustiveprocessof pre~aringup-datednorms and standardsand
initiating theconsultativeprocessfor tl~eapplicationof thesenew standards.

b) A communicationstrategymust b~developedto assurethat all norms and
standardsaredisseminatedto all those lirectly involved in implementation

13. Standardisation of the Defiiriitions and Formats for Basic Information
Collection

One of the primary responsibilities of the DARiPRONAR is information
managementfor planningand decision-making. The MIS “tree” reachesdown
into the communities via the DA. With the emphasison demand-driven
programmes,finding a way to exchang~informationbetweenusersand planners
becomesa crucial task.

Also, the currentpaucity ofhard dataon coveragelevels,handpumpfunctioning,
sparepartsavailabiity, unit costs of construction,etc. makesprogramrningand
budgetingpracticallyimpossible.

The elaborationof standardiseddefintions and formats for the use in basic
information collection must be accornplished at this stage. As previously
mentioned,it is vital to avoid over-designingdatacollectionsystems. TA canbe
effectiveassistingin the designofdatai:~strumentsandstandarddefinitions
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6.4 RWTP Estimated Budget
Table 2 below gives an estimatedbudget to carry Out the RWTP over a threeyear
period. It doesnot inciude a budgetfor the PDPs,which will haveto be developedby
the TaskForce,DAR, DPOPHandthedonors.

Table 2 EstimatedBudget for the RWTP

Item USD
Year 1

USD
Year 2

USD
Year 3

USD
TOTAL

Task Force 168.100 94.500 98.500 361.100

PIMU 138.400 73.500 76.500 288.400

CCBU/TSU 450.600 251.000 252.000 953.600

Technical Monitor 263.600 274.000 283.000 820.600

Technical Assistance 500.000 250.000 275.000 1.025.000

Totals 1.520.700 943.000 985.000 3.448.700

6.5 Provincial Demonstration Projects
Section 6.3 exaniinesthe priority actionsthat must be either completedor underway
beforestart-upoftheProvincial DemonstrationProjects(PDPs). ThePDPscould start-
up on completion of the DecentralisationTransition Plan (Point 9). As mentioned
earlier,apossiblescenariocontemplatesthreePDPsin different regionsof Mozambique.

The PDPs would put into practice the policies and strategiesdevised in order to
implementtheNWP. In that sense,they area uniqueopen-airlaboratoryto seeif the
application of a decentralised,demand-drivensystem, will result in the delivery of
sustainablerural watersupply services. It is not expectedthat this experimentwill be a
rigorous,scientificone,dueto theneedfor extensivebaselineand controldatacollection
and analysis that accompaniessuch studies Some basic project objectives with
appropriateindicatorswill, however,be proposedand monitoredby the DAR andDA,
with thesupportoftheTechnicalMonitor.
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As previouslymentioned,it is not possibleto pr~pareadetailedscheduleofactivitiesfor
the PDPsdue to thespecificitiesinvolved for eachprovince However,it is worthwhile
highlighting the three major areasto be dev~lopedduring the initial phasesof the
DemonstrationProjects

1 HRD Issues

Thegreatestchallengeto thehistoricalyweakDAs is to expandand strengthen
its humanresourcecapacitywithin a relatively short time This implies that
HRD issueswill cometo theforefrontof PDPirnplementation. It is important
that the MOPH HRD Unit (or the new unit proposedfor DNA) support the
DPOPHIDAatthis juncturein thesearchfor appropriatecandidates(internalas
well asexternal)for thekey DA posts. Ideally, mid-levelprofessionalsin DNA
canbeattractedto acceptupper-levelPDPpostings. Training activities at the
provincial level are addressedin section 5.3.2.1 b). The special caseof the
EPARsis addressedin section6.3, n°9

2. Liaison

As DAR’PRONAR is called upon to :~romotethe NWP and the PDPsat the
national and provincial levels, so too the DA will be called upon from the
outsetto aggressivelypromotethesamepolicies at the provincial,district, and
communitylevels. Therangeof actorsat theprovincialand local levelscanbe
dauntinglyample: Civil Administrationat ProvincialandDistrict levels,national
and international NGOs, religious o:~ga.nisations,politicians, private sector
entrepreneursand companies,and the communitiesthemselves. How they all
fit into thecommunicationsstrategyis a critical issueto be dealt with, and has
beendetailedin Chapter5.

3. Management InformationSystem

Apart from the issuesraised in Secticln 6.3, number 13 regardingMIS, it is
critical that a strategyfor information sharing be developed,so that lessons
learned in the PDPscan spreadto non-demonstrationProvincesas soon as
possible.

As canbe notedfrom the Priority Actions ofthe RWTP, theresultsof a certainnumber
of actionscanbe disseminatedto all Provinces. Theseinciudethe strategiesfor NWP
implementationin social andtechnicalareas,the: gradualirnplementationof the DTP in
non-demonstrationProvinces,alternativemanagementsystemsfor PSAAs, technicaland
socialstandardsandnorms,and standardformatsfor basicinformationcollection, aswell
asreceivingnewly developedandtestedtraining approaches

The factors that will initially differentiate PDP provinces from the others will be,
amongstothers
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• Province-widedemand-drivenapproach,inciuding close co-ordination with
Civil Authorities,NGOs,othergovernmentagencies,etc.

• Rapid staffing of DA, accordingto the DTP, with possible initial (2 year)
saiary,housingand logistical donorsupportfor staff~

• Phase-outofEPARsunder a personnelassignmentplans,
• Fundschannelleddirectly throughProvincialmechariisms,
• Developingand testing appropriatetraining approacheswith DAR-PRONAR

support;
• Contractmanagementfor thevariousphasesof theproject cycle,
• Testing ofmanagementsystemsand appropriateuseoftechnology(slow sand

filters, roughingfilters, etc.)in PSAA.s;
• Implementationofall theaspectsoftheNWP

For implementationof the PDPs,an awarenessmust be instilled of the phasesof the
project cycle, and the importanceparticularly of the Pre-investmentand Follow-up
Phasesto assist in assuringthe sustainabilityof the RWS systems. A non-exhaustive
exampleof the sequenceof activities linked to eachphasefor the PDPsis indicatedin
Annex3.

6.6 Flow of Funds
For deconcentrationto the provincesto be truly effective, responsibilities~ resources

must bedirectlytransferredto theDPOPHs. Mechanismscurrentlyexist at theMinistry
of Financeand Planningfor direct transfer of funds to the provincial level. Donor
funding could also be directly transferredto DPOPHsper contractagreementwith the
GOM. Fiscal controland auditingwill be performedas per OOM standards. Budgets
shouldbe preparedat theprovincial level.

Part of the transition processspecifically addressesthe need for DAR/PRONAR to
developandtransferto theprovincesall thenecessarysystemsfor contractmanagement,
inciuding standard tender documentation and procedures, inspection criteria,
qualificationsfor contractedanimators,etc.

6.7 Sector Training Needs and Capacity Building
Capacitybuilding is undoubtedlythe criticai requirement(after funding) for successful
implementationoftheNWP.

The 1994/95 report on governmenthumanresourcesin the water sector, listed 18
universitygraduatesin urbanwaterandonly 5 graduatesin rural water(Gaspar,1995)

While it is true that some internationalNGOs in the water sector provide skilled
resources(and training for new staff) the majority of remaining governmentstaff
employedin rural watereitherhavemiddie - level (técnicomédio) training which gives

them anequivalentofa high schooleducationreceivedthroughthe Centrode Formaçâo
Profissionalde Agua e Saneamento(CFPAS)or the Industrial Institute in Maputo.The
rest have basic level training (grade6 education).The basic level techniciansusually
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received their training at the Industrial Instit.ite in Maputo which has a capacity to
graduateabout20 - 30 watertechniciansper year(Hugman,1997 draft)

It is dear, however, that implementationof the NWP calls for a strengtheningof the
cadreof personnelanda type of capacitybuildi~gthat goesbeyondthetechnicaltraining
presentlyofferedby eithertheIndustrialInstituteor CFPAS

a) The policy to move central governmentcc)mpletely out of implementationand to
focus insteadon establishingpriorities, preçaringnorms and regulations,orientation
andacquisitionofinformation, callsupona cLifferent set ofskills and capacities.While
technical knowledgewill stil be important, the ability to plan and conceptualise,
manageand supervisethe sectorwill requireat leasta top level cadreof university
graduatesto managethevariousDARJPRO~~ARunits.

b) The demand-basedapproachto rural water managementunderlines the need for
methodologiesto help empowercommunities and equip them to take actions for
themselves.This meansthat changesarenecessaryin theattitudeandbehaviourofthe
peoplewho work in the sectorand of the peoplein the communities To do this, the
sectormustcreateatype of cornmunicationculture,wheredialogueandparticipation
at all levelsamongstdifferentpartnersbecorresecondnatureto sectorwork.

The processhas begun. PRONAR already recognisesthe importanceof community
participationin its work, althoughsomeof thes~affwhowork with thecommunitieslack
experienceand training. The training through CFPAS doesinclude social issuesand
PRONARitself providesre-trainingcoursesfor animatorsin the provincesbut on an ad
hoc basis

Thereis now a needto go beyond any piecemealapproachand developan overarching
strategyfor training and capacitybuilding that will addressthetwin needsof the sector
overa long-termtimeframe.

Severalmajorareasneedto be addressedsirnultmeously.First, thereis the needto build
capacityof existingstaffandto give opportunitiesfor both on thejob in-countrytraining
and in-country university education,and secoiid, to develop a methodologyto build
capacityon sectorpriorities of communication,participationand institutional change.
This rangeof activitieswould be requiredtraining,at different intensities,for everyonein
the programrne.Finally, thereis the need to attractuniversity level graduatesto new
positionsto within DAR-PRONARandDA and to fadiitateuniversity entrancefor those
(zécnzcomedio)who arein a positionto takeup scholarshipson afull time basis

6.7.1 Capacity Building for Existing DAR-PRONAR Staff
DAR-PRONAR staff has a wealth of experiencedeveloped over its ten years of
operation. It is importantthat this existingcapacityis not lost during this period of re-
organisation
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In orderto retainthis experienceandbuild capacitytheshort term,training opportunities
must be identified for DA.R-PRONAR staff who are not in a position to take up
scholarshipseitherfor personalor work-relatedreasons To addressthis needthe SDC,
throughthe Institutional SupportProgramme,MOZ 37, hasflinds availableboth for in-
country scholarshipsfor staff to attend Universitiesin Mozambiqueand for short term
trainingcourses

6.7.2 Capacity Building for Communication and Participation
Experiencehasshowntheimportanceof ensuringthat all staff in rural water, from the
Directors to the field technicians, have a grounding in the communication and
participation approachof the sector. This is to ensure comrnitment to the more
qualitativeside oftheprogrammeon thepart of engineersand technicalpeoplewho are
usedto quantitativemeasuresofactivity.

All peoplein the sectormust understandthat the demand-basedapproachcalls for a
prograznmethat providescapacityto meet community demandrather thanwater and
sanitationfacilities themselves.

Therearevariouswaysto approachthis:

— Develop a short training course that will introduce all staff to the
communicationlparticipatoryprocess.This type of coursehasalreadybeenused
by the former PROWWESS teamwithin the TJNDPIWor1d Bank Water and
SanitationProgramand could be adaptedto Mozambiqueneeds. It should be
mandatoryfor all personnel.

— Study tours for senior staff to countries in the region already implementing
demand-basedapproachesin waterand sanitation.Suggestedcountriescould be
Ghana,GuineaBissauandUganda.

— Identif~,’championsof the communicationlparticipatoryapproachalready in the
sector.Requestthemto appearon panel discussionson television, discussover
radio and presentthe NWP to the media. Wide disserninationof the NWP
strategyandits implicationsfor ruralwaterassistsin implementation.

— On-going seminarsand workshops for personnel to take advantageof the
presenceofparticulartrainersin thecountryfor specialisedtraining courses

— Developa coreTrainingof Trainer(TOT) teamthat could be contractedthrough
theCFPAS. This TOT teamwould be a centreof excellencefor communication
andparticipationtraining It couldassisttheDemonstrationProvincesget started
in their training needs and be responsiblefor on-going refreshercoursesfor
DAR/PRONARandDA staff.
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6.7.3 University graduate staff
This srudy indicatesthat therewill be a needfor some 15 to 25 university graduatesto
adequately staff the new institutional model The plan calls for at least 5 at
DARTPRONAR headquartersin Maputo and 10 - 20 to sit at the DA level in the
provinces

The needis to both recruit new staff to the sectorand to offer university training to
peoplewith fleld experiencewithin DARJPRONAR.

A recent report entitled Training and Capaci~,Developmentfor the Water Sector in
Mozambique(Hugman, 1997 draft) suggestst~iatthe universitiesnow in Mozambique
have adequatecapacityto educatesufficient numbersof new graduatesfor the sector
thoughthis would requirean activerecruitmentpolicy to attractthem Thereportflirther
offersideasasto howto makethesectormoreattractive It proposesthat any university
education offered to DNA employees be taken in Mozambique at least for the
undergraduatelevel. Onesuggestionis to consicercoursesofferedin DistanceEducation
to allow seniormanagersto stayin thejob while pursuingadegree

Thesearesoundideas.The particularneedsof the rural watersector,however,require
that future managementlevel candidatestake undergraduatedegreesin countriesthat
specialisein the socialaswell asthe technicalaspectsofthe sector.This will also give
them a broadervision of all the variousappro~chesbeing attemptedin other countries
other than staying in the country. The Dutch and British universities such as The
InternationalInstitute of Social Studies(ISS) in TheHagueor in Englandat theWEDC
in Loughboroughexempli.f~’the type of training centrethat could provide this kind of
education.

The SDC MOZ 37 Projecthasidentifiedfundsto supportthis need

6.7.4 Training and Capacity Building Needs for DARJPRONAR.
DARJPRONA.Rhastheleadrole. Its taskasa facilitating agencyis to guidethe policy of
the sectorand assistprovincialbodiesmanagetheimplernentationprocess.To do this,
PRONAR capacity will have to be strengther~edin threebroad areas:management;
communicationandtheparticipatoryapproacha~dtechnicalsupport.

A participatory training needsassessmentwith DARiPRONAR staff hasalreadybeen
initiated However, the NWP call for a changedinstitutional model and move from
operationto facilitation necessitatesanewparticipatoryassessment.This shouldbe done
assoonasthe changesfor DARJPRONARareagreed

TechnicalMsistancewill be neededto assistDARTPRONAR throughits training needs
assessmentTA can fiirther assist both DAR/PRONAR and the CFPAS develop
curriculum basedon the training needsidentified throughthe participatoryassessment
exercise.This curriculumwould be usedfor an in-depthand intenseTraining ofTrainers
(TOT) course.
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The International Waterand ScrnitatzonCentre (IRC) al The Hague, the Netherlcrnd.s
has recenily developeda two week TOT coiirse which was usedto train a team of
trainersin GuineaBissau. Thiscouldbe adaptedforusein !vfo:umbzque.

Below is a chart to indicate broad areas for capacity building needs for the new
DA.RPRONAR.Thesefali out ofthe1-IRD strategyproposedin chapterfive.

FUNCTION CAPACITY REQUIRED

ProgrammePlanning
and Co-ordination

strongconceptualunderstandingofNWP,
management,policy; strategicplanning;budget
preparation;corninunications

Regulationand
Communication

ability to interpretNWP at both socialand technical
level

ProgramCapacity
Building

knowledgeofNWP atsocial andtechnicallevel,
training needsskill; adult education;comrnunication;
participatorytechniques;curriculumdevelopment

TechnicalSupport knowledgeoftechriical needsoflow costwaterand
sanitation;contracting;appropriateuseof
technologies

Monitoring and
Evaluation

dataprocessingandmanagementskills, knowledge
of computersystemsand computersoftware

Researchand
Development

knowledgeofruralwaterandsanitationsector

— Basicmanagement
— Participatorymanagementskills
— FinancialManagementandbudgets
— Planningand work programn-iing
— Managementinformationsystemsanddatacollection
— Supervision,monitoringandevaluation
— Contractingand contractmanagement
— Legal framework,normsandregulations

The TOT training package should cover the three broad areas of: Management,
CommunicationlCapacityBuilding and Technical Support. The training team must be
groundedin all threecategories.DARJPRONARstaffwould participatein designingthe
TOT course. Use would be madeof existing training material already in use at the
CFPAS

Thefollowing is a sampleofthetypeoftraining issuesto be includedin theTOT course~

Managem t
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Communjcation and Capacity Building

— Cornrnunicationplanningands~rategybuilding
— Adult educationand trainingskills
— Participatorytechniques
— Participatoryneedsassessment(KAP) studies
— Planningfor hygieneeducation
— Cornrnunityorganisation
— Datacollection/dataanalysis
— Action Research

TechnicalSupport

— Technologychoiceand costimplicatiois
— Operationand maintenanceissues
— Smallpipedsystemsdesign
— Appropriateuseoftechnologyinciudirigwatertreatment
— Hydro-geology
— Watersourceprotection -

— Watertariffcalculation

6.7.5 Training and Capacity Building at the Provincial Level
The TOT team, oncein place, would be responsiblefor assistingin the training at the
provincial (and demonstration)level. This provincial level training would be dependent
ori theprogressofthe demonstrationprojectssinceit would be funded directly through
themand would be strengthenedby on-the-jobtraining experience.

Trainingat theprovincial levelmirrors thetraining needsat thenationallevel.

1. Awarenessraisingon the NWP and demand-basedprogrammingmust be developed
for a wide rangeof peoplefrom the Governor(civil administration),DPOPH, DA, the
privatesectorandcommunities.

2. The TOT CFPAS training team would assis,provincial DAs implement a training
programmebasedon thetrainingpackageoutlinedabove.

3. The TOT teamand thenewly trained DA staf would in turn preparetraining for the
contractanirnationstaff. TheTOT teamwould adviseon thefirst training programmes.

4. A feedbackmechanismwill be developedsothat new experiencecoming from on-the-
ground implementationcan be fed back up to the TOT for inciusion in the training
curriculum. Thus a cycle of information coll~ction,feedback and training can be
establishedto inform theTOT on thetraining programrne.Refreshertraining,workshops
andinformationexchangewill be usedto keeptht processmoving in a circularfashion
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6.7.6 Capacity Building Action Plan
An Action Plan for only the first year is presentedhere Thereafterthe Action Plan for
the following yearswill be the responsibilityof the P1i~vfUand the TOT team. Action
Planswould be formulatedon a participatory needsbasis - one of the first skiils to be
learnedin thefirst yeartraining prograrn.me.

1. University graduatestaff

The Director, Planningand Information ManagementUnit (PIMU) managerand the
Rural Water Transition ProcessTask Force (RWTPTF) will be responsiblefor the
identification of the managersfor the Communicationand Capacity Building Unit
(CCBU) and theTechnicalSupportUnit (TSU). Onceall themanagersarein place,they
would be responsiblefor preparingtransparentguidelinesfor university candidatesfrom
amongstpresentDAR/PRONAR staffand Provincial Staff. They would also developa
short list of potentialcandidatesfor university training. A transparentprocesswould be
set up for finalising thelist of university candidates(approximately5 or 6 the first year
dependingon thecalibre of candidates).This would bedoneunderthe directionof the

DNA ScholarshipCornrnittee

TimeFrame:Total processfrom initial guidelinesto studentplacement,6 months.

1f initially it is notpossibleto idenhfij a suilablyqual~fiedgraduatefor eitherof these
positions, theposition could befihled by a personwith ihird levelqual~,fications.As
soon as this positzoncan be fihled by a suitablegraduale, the incumbeniwould be
becomea candidatefor university training. 1f fluli-time university. training is not
possible, other forms of oiz-ihe-job training and night coursesshould be made
avaziable.

2 AwarenessRaising on Demand-BasedApproach

StudyToursto countriesin theregionwith experiencein executingthe “demand-based”
approachwould be arrangedfor senior staff of DARJPRONARand DNA. Suggested
countriescould includeGhana,GuineaBissauandUganda.

Time Frame.First 6 months

3 Training of Trainers (TOT)

TechnicalAssistancewould be neededto set up an intensiveTOT courseat the CFPAS.
CFPASand the CCBU managerwould be responsiblefor managingthis process. The
TOT training participantscould include DAPJPRONARCCBU staff and contracted
participaritsfrom the private sector. This way the permanentCCBU staff would be
involved in thetrainingprocess.This would assistthemin supervisingand managingthe
TOT teamin the future.The TOT teamwould bemadeup ofcontractedemployeesfrom
the private sector.J.nitial training would takeplaceovera 2 week periodwith follow up
training after6 rnonths. Initial training would inciude: strategiccommunicationplanning;
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adult educationskills, participatoryneedsassessmentand otherparticipatorytechniques
etc.Thefollow up trainingwould be focusedoi developingtrainingskills and a training
curriculumfor TO-T futureworkat the provincial level

Time Frame.oneyear(2 weeksintensivetraining followed by a second2 week course6
monthslater)

4. CommunicationTraining

The CCBU teamand the TOT teamwill preparean AwarenessRaisingProgrammeon
Demand-BasedApproachesin the 6 month period betweentraining sessions.This
programmewill be field testedduring the second2 weektraining period This will allow
for TA assistanceandfeedback.

Time Frame:6 months

5. ParticipatoryTraining NeedsAssessnient

The CCBU team and the TOT team will as~istDAR-PRONAR staff on their new
ParticipatoryTraining NeedsAssessment.This work will also take placeduring the 6
monthsbetweentrainingsessionsandwould resultin a multi-yearTrainingPlan.

TimeFrame:2 months

6. Training Plan Development

The DARJPRONAR managementteam will develop a multi-year training plan for
DARJPRONAR. The Training Plan will adcressDARJPRONARtraining needs in
managementand technical support as well as communicationand capacity building
TechnicalAssistancewill beusedto assistin theprocess

Time Frame: 2 months

6.8 Monitoring and Evaluation of tt’ie Transition Process
The implementationof theTransitionPlan cannotbe IeR to chance. Multiple stepsare
suggestedto a.ssurethetimely start-upandprogiessofthe TransitionPlan.

First, the startdateis clearly definedasthe datethe Institutional ArrangementsStudy is
acceptedby the Governmentof Mozambique,through the Study SteeringComrnittee
andtheMinister ofPublicWorks andHousing

Second,the TaskForceappointedby theDNA Directorand approvedby theMinister of
Public Works and Housing,hasa dear set of tasksand responsibilitiesfor moving this
processforward.
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Third, the PIMIU Manager, and chiefs of the Technical Support Unit and
Communicationsand Capacity Building Unit will be appointed almost irnmediately,
forrning, with theDARTPRONAR Director,theSeniorManagementTeam

Fourth, a TechnicalMonitor will be selectedby the TaskForceand SeniorManagement
Team,to provideperiodic supervisionand technicalassistancethroughoutthe transition
process.

The principal tasks of this Transit~onTeam, composedof the Task Force, Senior
ManagementTeam,andTechnicalMonitor, arethefollowing:

1. Maintainaforwardmomentumto thetransitionprocess;
2 Modify transition plans as neededto assurethat the final objectives are

reached,
3. Maintain close communicationswith major sector actors, including donor

organisations,national and local GOM agencies,and internationalNGOs,
abouttheprogressoftheTransitionPlan;

4. Direct the developmentof theProvincial DemonstrationProjectsand assure
that lessonslearnedarefed back into DAR/PRONAR for application in the
remainingprovinces. -

In order to-maintainan activedialoguewithin the watersectorconcerningthe progress
oftheTransitionPlan,three-dayworkshopsshould be heldonceeverysix monthson the
nationallevel to highlight thelessonslearnedfrom thetransitionprocessto date,and also
to provide expert training in select themes,such as financial management,human
resourcedevelopment,managementteam buildirig, project design and management,
technical themes,etc. Roundtablediscussionson issues of overriding importance
identified during the precedingsix months,should be held during theseworkshops. The
preparationof positionpapersby DAR’PRONA.R and DNA should fliel the roundtable
debates. The TechnicalMonitor should assist DARPRONAR in the design of the
workshops Province-wideworkshopsof a similar naturecould be heldoncethe PDPs
areinitiated.

Thetransitionprocessshouldutilise someexternaltechnicalassistancefor discreettasks
which DARJPRONARdoesnot havethe rnanpowerto perform, but the Task Force
members and the Senior Management Team should be composed entirely of
Mozambicans. In this way, the nation will retain a greaterpercentageof both the
theoreticaland thepracticalknowledgegainedduring this transitionperiod.
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ANNEX 1

Workshop P~rticipants

14-15 November1996

and

24-25March 1997



RobertoColin Costley-Wb~ite
Agostinho SalvadorMondiane
Virgilio Manuel
SeverinhoMateus
RosemaryGaly
CustôdioChango
Luis Elias
MagalhâesMiguel
Arlindo Correia
ManuelAlvarmho
Victor Serraventosa
NelsanBeete
Cristov~oXavier
TornasMangue
TeresaPrata
Angelina Xavier
FranciscaCadalamba
CacildaAndréMachava
Luis RoqueRombe
LucasBosma
Leo Stolk
EzequielFaustino
Egidio Leite
D~iielMalembe
RalphBeuken
PauioOscarMonteiro
VicenteMacarna
AméricoMuianga
JacobSalimo
ReginaldoR.amos

Angelo Rama
Manuel Figueiredo
AlexandreTom~sMatsimbe
Abel FlorêncioAnténio
DevesTembe
Mauricio Eduardo
EdmundodeAlmeida
Anténio Comé
CarlosQuadro
CarlosMulhovo
Maria daLuz
LucianaManuel
Ben Lamore
ChristianHubert
EstherArgyle
MarkHenderson
Malte Lipczinsky
Demck 1km
Manuel Thurnhoffer
JohanPaquet
JoanneLeestemaker
PierreLouis Lemercier
Mariarn Pangah

Minister, MOPH
Vice-Minister, MOPH
INAHV, MOPH
MAE
INDER
INDER
DNA
DAS, DNA
PAABP, DNA
WATCO, DNA
WATCO, DNA
Five Cities Project,DNA
DRH

China,DR1-I
ProjectoMoz., DNA
PRONAR
PRONAR
PRONAR
PRONAR
PRONAR
PRONAR
PRONAR
PRONAR
PRONAR
PRONAR
PNSBC
PNSBC
DPOPH - Zambezia
DPOPH-Tete
DPOPH - Maputo
DPOPH - Na.mpula
DA, DPOPH - Gaza
DA,DPOPH - Inhambane
DA,DPOPI-I - Sofala
EPAR - Manica
EPAR - Zambezia
EPAR-Maputo
GEOMOC
TEC

CFPAS, DNA
PEC,EPAR - Gaza
Five Cities Project,DNA
ProjectHAS, DNA
UNICEF
UNICEF
UNICEF
SDC
SDC, DNA
SDC, DNA
OXFAM - Belgium
SAWA
SAWA andLINK
TJNDP

WORKSHOPPARTICIPANTS
14-15November 1996

$
/ATER



WORKSHOPPAF.TICrPANTS
24-25 Marcli 1997
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RobertoColin Costley-White
JoâoCarriiho
Lujs Elias
ManuelAlvarinho
Victor Serraventoso
Rui Gonzalez
NelsonBeete
LucianaManuel
AngelinaXavier
CadildaAndréMachava
Luis RoqueRombe
LucasBosma
Leo Stolk
EzequielFaustino
DanielMalembe
JulietaFelicidadeA.fonso
Bélis Matabire
TomâsImpaia
Arlindo Correia
CustôdioChango
ErnestoD’Alva
Vicente Macamo
CarlosNoa
JoaquimMaticado
TomâsM’Tambo
JoâoGodinho
JoséColete
Arnaldo Guslaziano
AngeloFeliciano
ManuelFigueiredo
BenvindoN’Guelele
ToméVarela
Rui Nhazi.lo
AgustoLanga
Antônio Comé
AlexandreGemo
FredericoMartins
PierreOlivier Henri
CarlosMulhovo
BenLamoree
Marc Wichtenheim
ChristianHubert
Mark Henderson

Minister, MOPH
Presideni,~NDER
Director,DNA
WATCO, DNA
WATCO, DNA
WATCO, DNA
Five Citi~sProject,DNA
Five CitiesProject,DNA
PRONAR
PRONAR
PRONAR
PRONAR
PRONAR
PRONAR
PRONAR
PRONAR
PRONAR
PRONAR
PAABP, DNA
INDER
INDER
PNSBC
PNSBC
DPOPH - Maputo
DPOPH - Manica
DPOPH-Sofaia
DPOPH- Niassa
DPOPH- Gaza
DA, DPCPH- Nampula
DA, DPCPH- Gaza
EPAR - Niassa
PEC,EPAR - Zambézia
PEC,EPAR - Gaza
EPAR- Maputo
GEOMOC
Stenaks
Consultech
SDC,CF]~AS
CFPAS,I)NA
ProjectHkS, DNA
World Bank
UNICEF
UNICEF
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KeesMetselaar
Derrick 1km
ManuelThurnhoffer
ClaudetteLavailée
GayeThompson
PierreLouis Lemercier
JamesBarton
JanStofkoper
HennyMatos
A.Ja.z
AnaLucia Obiols
FernandoPilh~o

JosephNarkevic
Alan Malina
WendyQuarry

DutchEmbassy
SDC,DNA
SDC,DNA
CIDA, Canada
Consultant
Consultant
Consultant
Consultant

- TJNDP
CARE

CARE

CARE
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for key posts in

DAR-PRONAR and DPOPH-DA



$
/ATER

SUGGESTIONS FOR JOB DESCRLPTIONS FOR KEY POSTSLN DAR-PRONAR

Planning and Information ManagementUnit (P~IU~

Unit Manager

TheUnit Managerfor thePIMIJ reportsto theDirector,DAR-PRONAR.

Responsibilitiesare. -

— Overall managementand co-ordination of the Rural Water Transition Plan
(RWrP).

— Co-ordination and formulation of policy options and approaches to
irnplementationincludingformulationofnorrns,regulationsandguidelines

— Mobilisation offinancial resources.
— Liaison with governmentagencies,NGOsanddonors.
— Mediarelationsoverrural waterpolicy.

Backgroundandqualifications:

— University degree in civil engineering or in developmentplanning and
administration

— Provenmanagerialandadrninistrativeskills
— Knowledgeofsector

Information Manager

TheInformationManagerwill reportto theUnit Manager,PUvIU.

Responsibilitiesare:

— Supervision of ManagementInformation System (MIS) and tracking of the
sectorinvestmentplansandcoverage.

— Preparationofannualbudgetsandworkpians.
— AssistUnit Managerin formulationofpolicy options.
— Responsiblefor developmentofMonitoringandEvaluationsystemandfeedback

mechanism.
— Liaiseswith Financeand Administrationregardingthe mobilisation of funds

(resources)for sectorinvestrnent.

Backgroundandqualifications

— Universitydegreein ManagementInformationSystemsorrelateddisciplines.
— Experiencein planning.
— Ability to produceclearlywritten material.
— Computerliteracywrthknowledgeofsoftwareapplications



COWATER

Communjcatjon and CapacitvBuiIdin~Unit (CCBU)

CommunicationandCapacityBuilding Manager

The Communicationand CapacityBuilding Managerwill report directly to the Director,
DAR-PRONAR

Responsibilities

— Directingthecommunicationapproachfor theprogrammeinciuding formulation
ofguidelines.

— Co-ordinationof training programrnefor rural water sectorpersonneland the
capacity building efforts for NGO~:and the pnvate sector. This inciudes
supervisionofcontractproceduresfortraining providedthroughinstitutions.

— Monitoring and evaluation of the effectivenessof training materials and
methods.

— Promotingtheparticipatoryapproachihroughall levelsoftheprogram.
— Monitoringandevaluationofparticipatoryapproachinciudingdirectingresearch

on newmethodologies.
— Supervisionofstaffin theunit -

— Participation with other senior staff in overall managementactivities for
PRONAR

Backgroundandqualiflcations:

— Universitydegreein sociologyJanthroç~logy,rural extension,adult educationor
relateddisciplines.

— Experience in adult education/rrairiing and a strong commitment to, and
experienceof, participatorytechniques~

— Experienceoftrainingprogramsfor rural people.
— Excellentcommunicationskills andab:lity to wntedearreports.

Technical Support Unit (TSU)

Technical Support Unit Manager

TheTechnicalSupportUnit managerwill reportdirectly to the Director, DAR-PRONAR.

Responsibilities:

— Formulation of guidelines, standards and regulations for design and
implementationofworks.

— Prepanngand updatingdesignsand specificationsfor all standardtechnologies,
inciudingsamplebiddingdocumentsandmodel contracts



SUGGESTIONSFOR JOB DESCRrPTIONS FOR KEY POSTSIN DPOPH - DA

Department of Water, Manager

TheDepartrnentof Water,Managerreportsdirectly to theDirector,DPOPH.

Responsibilities: -

— Overall co-ordination and super~isrnnof the rural water and sanitation
programrneattheprovincial level.

— Managementof the PPIMU and its activities including monitoring and
supervision.

— Co-ordinationof the sector with other governmentagencies,NGOs and the
privatesector.

— Co-ordinationof thesectorwith thecivil administration.
— Promotion and disseminationof information about the programmeamongst

decisionmakersat regionalanddistrict level.
— Preparationof workplansand budgetsand managementof overall programme

funds.
— Formalapprovalofall training,projectpreparationandconstructioncontracts.

Back roundandqualifications

— Universitydegree.
— Provenmanagementexperience.
— Goodcomrnunicationskills.

DA Communication and CapacityBuilding Team

TheDA CCB teammemberswill reportto theDA manager.

Responsibilities:

— Promotionof comrnunicationcomponentofproject implementation.
— Promotionofparticipatorytechniques.
— Managementof contracting local social extension workers during project

implementation.
— Managementof training and capacity-buildingelementsof programrelating to

social-communicationneeds.
— Inciusionin trainingsessionsandcontributionto methodologydevelopment.
— Co-ordination with other agencies,NGOs particularly over hygieneeducation

campaignsandwatersourcemanagement.
— Supervisionand monitonngandevaluationofsocialcomponeritsof project.



BackgroundandQualifications.

CCWAT ER

— University degree suppiemented by others with mid-level training in
social/communityde~elopment

— Experiencein rural water and sanitation,NGO or other governmentministnes
involved in rural supportprogramme~.

DA Technical Support Team

TheDA TechnicalSupportteammemberswill reportto theDA Manager.

Responsibilities

— Supervision,monitoring and evaluationof technical mattersrelating to water
supply.

— Supervisionoftechnicalfield staff
— Assistanceto communities(throught~chnicalfleld staff) in technologychoice.
— Managementofcapacitybuilding - trainingsessionsfor technicalfleld staff.
— Inclusionin trainingsessionsandcontributionto methodology.
— Managementofboreholeandpipedsystemscontracts.
— Promotion and establishmentof ptivate sector capacity for water supply,

maintenanceandrepair
— Assuringavailability ofspareparts.
— Participationin technologydevelopment

Backgroundandqualifications

— University degreein Civil Engineeringsupplementedby nijd-level technical
staff

— Experiencein rural water,NGO oroth~rsector~vorkin rural areas
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ANNEX 3

Provinciaj Demonstration Project,

based on the project cycle



PROJECCÂOECQNSTRUÇÂO

CC WAT ER

— Projecçâo(Técnicocorn acomunidade)
— Identificaçâodeconstrutores
— Organizaçâodoscontribuiçöesdosintervenientes
— Construçâoa travésdo sectorprivado
— Fiscalizaçâoe supervisâodaconstruçâc
— Fiscalizaçâotrabalhoanimadores
— Formaç~oem O&M
— Ensaio,aprovaçâoe entregado sistema

OPERACÂO,MANLJTENCÂO E GESTÂQ

— Execuçâocorrectode0, M & G
— Reciclagemdopessoalresponsâveis0, ~VI& G
— Reparaçöes
— Fiscalizaçâotrabalhoanimadores

ACOMPANHAMENTO

— Auditoria
— Reguiamentaçâo,Monitoriamentoe Ava’iaçâoda qualidadede serviços
— Assistênciatécnicaparareparaçôesmaiores,expansâodo sistema,etc.
— Circulaçâoda iriformaçâo- niveisnacional,provincial,distrital, comunitâria
— Modificaçâodas politicas
— Modificaçâodo pianodeexecuçâo


