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EXECUTIVE SUMMARY

Dutch and Danish assistance, in combination with very substantial
support from the Kerala and Indian Government and the World Bank is
used to establish Rural Water Supply Systems in Kerala for those
who need but can not affcord them. The uvltimate purpose is clear:
Iimproving the capability or Kerala’s people to solve their problems
of health and well-being. The first steps were clear too: design,
planning, construction. 50 & large number of rural water supply
schemes have now been establised: around 1336. At high costs. Very
high, as documented in this report.

" The SEU project has now, one way or the other, functioned for over

2 years and has assisted in the Initial steps of establishing such
Rural Schemes. SEU has added a social dimensicon to engineering
activities: central involvement of peopie In site-selection; commu-
nication with users, panchayats and politicians; teaching people a
few lessons abaut the intricacies of water and health; learning
many more from the creative ways in which pecple solve their
problems. We now know that even that first, apperently straight-
forward stage of construction is not so simple. But we suspect that
the next stage will be even more difficult: ensuring continued
functioning of the rural water supply schemes designed to serve
people’s need at arffordable levels.

" The data In this report suggest that, even after high initial

capital investments and extensive outside assistance, the rural
water supply schemes are running at cost-levels which can, under
present arrangements, never be sustained by the KWA. Hence a
tremendous deficit, loyally absorbed by the Government of Kerala.
Kerala offers a progressive political environment where public
resources are willingly committed to the common good - and to some
extent with noticeable success. However, even such willingness
should not distract from the fact that Investments are only
meaningful If the Intended results materialize and can be sus-
tained. The available data suggest that this is not always or fully
the case. The costs of Operation and Maintenance for a number of
rural water supply schemes are far beyond the actual revenue of the
KWA. This leads inevitably to problems and malfunctioning. And to
Jower quantities of less safe water provided to a lower number of
people than could have been the case with efficient and cost-
effective 0O&M. Which Iin turn leads to less willingness of people
to pay for the high costs of protected water. And so on.

The data suggest remarkable variation among rural water supply
schemes in Iinitial and recurrent costs, their performance and via-
bility in economic terms. The report documents and analises the
varlous aspects of costs, performance and cost-recovery. Technical
issues are not discussed, but analysis is presented from a socio-
economic perspective. And from that perspective we identify some
central problems, as listed on page 17:
"-lack of revenue due to:
--the low number of private connections
~-poor collection
--poor payment by panchayats
- --resistance agalinst payment because of lack of users’
understanding and users- apoprecjaijon
--lack of political support for realistic pricing
-poor Q0&M performance due to:
--lack of accountability KWA-staff to users
--Iinefficient repair arrangements at Jowest level
--Inadequate fault reporting s
--Jack of users’s responsibiiity and involvement
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None of these problems are unsurmountable. Both within and out-
side of the KWA a large number of bright ideas exist on possible
solutions. Some are about Issues of technology and physical
design of the schemes. Some are on soclal, political, economic or
cultural issues that affect continued and effective utilisation
of rural water suply provisions. Some are 1In this report.

The second half of the report presents a number of rather specific,
Immediate options: what the KWA and/or SEU could do to improve the
situation regarding operation, maintenance and cost-recovery. Or
rather, as this is a pilot project: how to explore and test ways to
do so. Firstly we have a number of suggestions which do not really
Involve SEU regarding steps the KWA could consider in connection
with: (page 13 onwards): K

Managerial Improvement

Financial control

Variation of service levels and designs

Technicla improvement

Fersonnel management

Privatisation of functions

Then we present a much more detailed Jist of suggested steps for
SEU - In close collaboration with the KWA: (page 15 onwards):

l.Data collection by SEU

Actual standpost utilisation ,

Consumption under different payment conditions

The costs of not having water

Real willingness to pay

Panchayats willingness/ability to contribute.

KWA-panchayats contacts

2. Experiments by SEU

House connections campaligns

House connections loans

Group taps

New collection methods

Bulk payment by panchayat

Establishing and training Water Committees
Local repair under Water comittees

Fault reporting by water committees
Public relations campaign for KWA

3.Steps by KWA

Allow and support experiments

Accept role Water Committees

Pursue tariff revisions and Private Connections
Improve financial monitoring on o&m

Conduct PR campaign on water

Educate and inform politicians.

This report should be read In conjunction with the other proposals
and observations presented to the KWA and donors and against the
background of our experiences In the last few years. We do not
pretend to have spécial knowledge or unique answers. In fact, our
understanding Is very incomplete. But in this report we present
some data and Ideas, hoping to facilitate discussion and purposeful
action. The SEU project is ready to explore and develop new steps
with Iits partners or hosts. We hope to receive genuine and specific
feedback from those Involved, and the benefit of their ideas.

mdg/0709889
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SUSTAINING RURAL WATER SUPPLY SYSTEMS

1.

Introduction

The occasion of the Review Mission of the SEU Project presents
a gocd opportunity to discuss, design and decide ‘akout prac-
tical steps to ensure continued functioning of the Dutch and
Danish assisted Rural water Supply Schemes. [In the initial
phase of the SEU project our efforts have been directed at the
establishment of the schemes: mapping, surveing, site-selec-
tion, coverage, actual construction. And, according to our

mandate, we have been especially concerned with the involvement

of people in these issues: community participation, knowledge
and attitudes of people, access to water, the way they might
use water and sanitation facilities, hygiene education, etc.

However it is obvious that this is, indeed, only the first
stage. The second and possibly more crucial stage concerns the
continued functioning of Rural Water Supply Systems. As most
donor agencies have learned with regret, it is relatively easy
to finance initial construction, but is is extremely difficult
to.ensure long term sustainability of RWS. Many schemes, per-
haps. especially the ones created with outside assistance, do
not realize their potential of effective long term functioning
and turn out to.be an ineffective investment.

In a simple way‘oﬁe can consider the issue of sustaining the
benefits of a RWS from three anglest

a.the physical aspect: do..the schemes continue te function
properly? In practical terms: are the schemes effectively
operated and maintained?

b.the financial aspect: is there a steady and aeqdate source or
local revenue toc cover the recurrent costs?

c.the social aspect: are the Rural water facilities accepted,
appreciated and properly used by their clients?

The three are clearly interrelated: without money no proper 0&M
but also: without users’ satisfaction no revenue. And the other

way round: without adequate Q&M no willing payment, so: no

sound financial basis.

in diagram: recovery of
‘ recurrent expenses

users satisfaction effective operation

and appreciation and maintenance

Ideally the institution which constructs a new Rural Water
Supply scheme at  the same time assures that adeauate financial
arrangements are made for future O&M and for a2 regular income
which makes this possible, once the scheme is operational.

This memo will look at these questions in the context of Kerala
and, more specifically, from the Socio-Economic Uniis’® pcint of
view. Although there clearly are essentially technical and
political issues at stake, our discussion will be mostly limi-
ted to the social, financial and institutional aspects of these
issues. To put our discussion in a realistic context we will
first present data on the actual financial situatﬁon of the
KWA, as well as on a .sample of Rural Water Supply Schemes. From
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there we will present proposals for future SEU and KWA action
towards improvement in regard to cost recovery and 0&M,
I trust that our technical colleagues are looking into the more

~strictly technical and operational details of these matters.

We hope to receive feadback, advirse and zpproval from the KWz
and the donors for these proposals which will enable us to
finalize our plans .for the next stage of our project.

The macro view: political and financial factors

The first question to be asked is: how is water regarded by
Indian society and specifically: what is the general opinion in
Kerala about the availability and costs of drinking water?

1. water....a public commodity?

The general sentiment in India about drinking water is,. that
this is an essential ingredient of life and for life, which
should be available to all. Clearly people have been making
provisions for drinking water for centuries, with or without
the involvement of public institutions such as government.
More recently the Government has assumed the central respon-
sibility for providing as many citizens as possible with safe
water - and as necessary. Whereas the possibilities are
constrained by financial and technicatl timits, {t should also
be acknowledged that most people, certainly in Kerala, manage
reasaonably well without government involvement. ’
\
To put this in 'perspective: while the great majority (approx.
76% in 1883) of Kerala’s urban population get water from
either a house connection (44%) or a public tap (32%), the
figures for rural areas were, for 1983: 2% being served by
houseconnections, 28% by public taps. This left the rural
majority to the traditional sources, in particular: wells.
With the present enthusiasm for mechanised water systems, we
should not lcse sight of the fact that private and public

wells have been and still are a very acceptable solution for
many people. They often are of decent quality, within
reasonable distance and socially accessable. This is not

deny the fact that for a very considerable number of people
such sources are not available within reasonable distance or
with sufficient safety. Especially the socioc-economically
weaker section does not have easy access to safe water,
whereas the burden of fetching, boiling and storing is a very
heavy one for many women in the State. Furthermore: the
groundwater situation is rapidly deteriorating, which means
that many wells are falling dry during steadily increasing
parts of the year. These points are elaborated in much more
.detail in SEU Research Report nr.4.

And finally: in some parts of the State wells simply do not
offer a feasable solution: either because they provide only
brackish water (in the densely populated ccastal areas) or
because their yield is low (in the rocky and hilly inland
zones this is in the order of 40m3 day). '

All this means that mechanised water systems (fanging from
handpumps on borewells to piped distribution vi treated
surface water) are an solution which is more and more
demanded from Government. And Government accepted this role,
hence the establishment of the PHED and its successor, the
KWA. Attempts have been made ,to distinguish between the
really needy areas, where government intervention is indis-
pensable (the so-called problem villages) and the areas where
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traditional sources are adequate. However as of today no |
master plan or general strategies for providing people with
Just the amount of assistance they might need have been

prepared. And the forceful claims from people and their
political representatives make it difficult to make such
distinctions., Thesge circumstances have certainly contributed

to the easy assumption that only piped water would be an
adequate solution - and that the KWA (and only the KWA!) has
a duty in regard to ...water and sewerage works.

Whereas panchayats occasionally construct and maintain public
wells or ponds, the general feeling is that the "real"™ work in
this sector is to be done by the KWA (which is now also taking
over the distribution systems in the urban areas which are, as
vet, under the municpal authorities).

' The situation is that the KWA operates 1336 rural
schemes: 255 (19%) using (and treating) surface water, 397
schemes (30%) tapping groundwater trhough borewells and 549
schemes (or 41%) using groundwater without borewells. 35% of
the schemes are very small (below 50.000 liters daily), 22%
medium sized (50 to 100 Kliter daily) and the remaining 43%
provide between i and 20 Lakhs of Liters daily. Together all
these schemes are providing approx. 7 million people with
supposedly safe water at a cost of approx. Rs 1350 million
(13.5 Crore) in the 7th Five Year plan State (which inciden-
tally makes for 49% of the allocation to the water and sani- .
tation sector). The alloca- tion to the total sector (so
including urban and sanitation intervention) amounts to
around 7% of the plan.

Before we look at the figures in more detail,it might be
interesting to notice that, at a national level the allocation to
the rural drinking water has actually decreased as a percentage
of the last three Five Year Plans: frcm 2.25% in the 68th Plan to
1.875 in the 7th, and that for the 8th Plan some 8000 crores is
proposed -~ for all of India. '

the cost of water production - :

Let us now look at how much it costs to construct, operate
and maintain drinking water schemes in Kerala'’s rural areas.
It is difficult, i{f not impossible, to come to reliable and
accurate estimates, as the KWA does not publish any over all
figures. In fact the KWA apparently does not even present
consistent figures for the total number of schemes,
beneficiaries and the related expenses. What follows is a
distillation from a variety or reports which might contain
some errors and incompleteness.

The essential facts are these:

"the KWA's budget for 88/89 does not make a distinction
between urban and rural schemes, but distinguishes between
capital and revenue account, which roughly seems to mean:

all expenses to keep the KWA going (i.e. recurrent expenses)
and capital investment (incl. related staffing costs):
receipt ' expenditure
opening balance 0.4 crore
revenue account 34,2 - 28,3 crore
capital account 56,7 55,1
repayment of loans 3,8
debit,deposits . 5,75 7
closing balance 2,8

total 87crore g@7crore
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So per every Keralite some Rs 34 is spent onidriqkihg‘water
and (to a very small extent) sanitation in 88/83. However, it
should be realised that the revenue is mostly a grant by the
GOK to cover the huge deficit in this account: 18.5 Crore,

~whereas only 4.08 crore is expected frow iccal bodies.

O%M charges (without staff expenses!!) come to -13.2 crores
and salaries and establisment charges for this category would
add another 12 crores. The total O&M expenditure for both
urban and rural schemes: 28.3 crores (2.8 crores added for
interest payments)., The best available estimate for O&M
charges for the 1336 rural schemes is given in report
prepared by Lavan Consulting engineers: 5.8 crores. This
implies that most of the O&M expenditure (79%!) is in fact
incurred on behalf of urban consumers: 22.4 crore.

Before we look at the results of these expenses, it might be

of interest to compare expenditure on 0O&M with capital
expenditure in the present budget:

almost exactly twice the amount is spent on capital

investments: 55,1 crore versus 28, 3.

And one more interesting figure: of the 28,3 crore spent in the
revenue account 42% goes towards salaries, 46,6% to O&M charges
proper. And of that last amount almost half goes to power

charges, 20% to'pepairs, 13% to consumables..
L

Y

Who pays? )

It was expected to cost 32,1 crores in 88/839 to keep the
urban and rural schemes as well as the KWA going: the 28.3
given above plus another.3,8 crores for various
administrative expenses. .We will leave the 55.1 crore in the

- 88/88 plan for capital investment out of further discussions,

as we want to concentrate on recurrent costs. However, before
we do: two remarks: it should be noted that most of the
capital investment is carried out with loans (In fact 22
craore or almost 40%), which <clearly will present an
increasing burden of repayment.....(in 88/89: 7 crores or 21%
of the revenue expenses went towards interest and loan
repayment, and this while excemption was obtained for
repayment to the GOK). And, perhaps even more relevant in our
discussion: constructing new schemes today means: adding
future O&M costs to the expenses at an approximate rate of 7%
per _year for the amount of capital once invested. So in more
than one way it is self-deception to distinguish too strictly
between the two categories.

However the question now is: who is paying for these recur-

. rent costs, whatever their nature might be? Again the 88/89

figures tell part of the story:

REVENUE RECEIPTS 88/88: In crore:

domestic consumers (house conn.s) 3,3 crore or 9.6%

non domesticconsumers ) 1 2.9%
3.

industrialconsumers: 3 S.5%
total from connections: 7,6 . 22,.2%
payment local bodies 4.1 12%
miscel laneous incomes .9 2.5
Frant fr. government 21.6 - 63.3%
grand total: 34.2 100%
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In other words: the Government of Kerala is paylng an amount

‘which is equal to the total of all 0O&M charges for ‘materials P]US»

almost all of the salary bill for O&M...... Whereas the urban and
rural consumers jointly pay roughly 40% of the total recurrent
cogts. And more specifically: payment for water provided through
public taps is'éxpected to be only: 4.1 crores.... from the local
bodies (municipalities, towns and panchayats). While the 0O&M
charges for rural water supply alone, (including salaries) come
to at least 5,8 crore. And while an even larger amount is needed
for the urban consumers. To put things bluntly: the various local
bodies pay .nothing of the capital costs and at best 12% of the
recurrent costs of the water supplied-to the public. ’

subsidy and cross subsidy

It is not uncommon for water supply and in particular rural
water supply to be subsidized by Government. In fact, to my
knowledge this is happening all over India. However, three
comments might be made:

a)the capacity of National or State GOvernments to continue such
subsidizing is increasingly limited. The ohvious reasons is that

_there are even more urgent claims on decreasing public resources.

It is likely thgt the next National Five year plan will make
this point clear: users are supposed to shoulder a larger
share of the recurrent costs. <

b)It could be socially and politically acceptable that Government
is subsidizing drinking water supply. But then it is essential
that such subisdies go only or mainly toc those who really
qualify: those people who can not solve their drinking water
needs because solutions are too expensive for them. That can be
either because they lack the financlal resources (i.e. they
belong to the poorer sections) or because only expensive
solutions are avallable (i.e. the physical situation requires
sophisticated technology, like in coastal areas). However, {s
noted above, it 1s absolutely unclear whether the actual
subsidies are given on such considerations. From the available
evidence |t seems that much subsidy is in fact spent on urban
consumers - and on those who have housetaps in rural areas.
Clearly the most well to do groups in Kerala..

c)While subsidy by the State might be approriate in a number of
situations, it should be investigated to what extent cross-
subsidizing {s feasiable and apporopriate. Many water supply
schemes have a buflt in mechanism which makes especially the
owners of private connections pay more than their share, while

.the users of public money pay less than the recurrent costs. From

th2 avilable evidence {t is impossible to say whether this is
happening. But it lcoks like in fact the opposite is happening:
public rescurces are used to subsidize the house connections. In
87/88 the KWA had to divert gne third of the capital budget
towards 0%1. Even the World Bank objected to that, saying that
"the resul!t Is a perverse subsidy where the more well-to-do
population who have connections do not pay an adequate rate and
funds from the KWA and GOK are constralned In extending water
supply to new areas without service or to public standposts from

~which poorer people can get water free”

This seems to be a persistent pattern in the KWA's
financial system: Government funds are used for O&M of
existing schemes in stead of constructing new water suppl&
systems. To those who have will be given.
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When politicians and others make their claim:that water should be
free of costs and that tariffs can 'not be raised, -this sounds
pleasant and sociable. However, this in fact means’ ‘that public
funds are mostly spent on those who have the influence to attract
initial KWA's investment: the urban dwellers and local bodies whe
have the right connections. It means that two thirds of the
rural population does not get any government help towards
improved water supply but that they are subsidizing (through
taxation) those who have.

How to pay? :
Apart from government subsidies there are, essentially, only
three ways in which revenue can be collected by the KWA:

1)from Municipalities: for the water supplied to them. ‘In
such cases the KWA produces the water and supplles this
either in bulk (Cochin, Calicut) to the municipality or also
distributes the water. The municipality collects money from
users and is supposed to pass this one to the KWA, deducting
for collection and, where apropriate, distribution. This
system could work well {f only the municipailities would
indeed hand over the money. In many cases this does not
happen and the KWA does not have any legal or political means
to press for payment. The arrears for Calicut for example
amount to 6,5 crores....

2)from private users: the KWA can bill people directly for
the water they are using, with or without a metering system.
In fact this is happening: so-called domestic consumers are
supposed to pay 3,3 crore in 88/89. There are many
complications In thisg system, notably the production,
placement and maintenance of reliable meters, the reading of
the meters, billing and collection. It is estimated that at
least 20% of the presently used meters are not working
properly. The World Bank is willing to assist the KWA in
looking into this problem. Then there is the problem of meter
reading itself: in rural areas an employed meter reader adds
ad least another 1500 Rupees to 0O&M charges, for which he/she
can read up to 500 meters per month. So: another Rs 3.- per
meter per month (in the case of monthly meter reading),
whereas the actual revenue from such connectfons varies
between Rs 241 and Rs 5 per year (see table 11)!! Then there
is thce problem of actual collection: estimated at approx. 70%
of what is billed only. And the last problem is the most
sensitive one: tarifrfs. As we will discuss in the next
section, the present tariffs do not even cover the production

. costs of water, even if all water would be paid for according

to those tariffs!! The World Bank has taken note of this
problem and has proposed the following tariff structure in
1890 prices:

rupees per 1000 liters

domestic users (monthly consumption):
under 5000 liters 1.00
5000-~15000 liters 1.50 - 2.00
over 15000 liters Z2.00 - 2.25
commercial users: 2.00 - 2.25
industrial users: 3.00

Tariff studies suggest that such amount would actuall'cover
recurrent expenses. The bottleneck will be the political will
to raise present tariffs ﬂo such amounts. These tariffs are

-
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now: between 0.50 and 0.75 per 1000 liters. The GOK has been
in possession of proposals to raise tariffs for quite :some
time now. It is not clear whether the coming elections might
lead to further delay in decislon making. No politician wants
to go into the election by confronting people with such
clearly unpopular measures. However, the GOK and the KWA are
on record as having agreed to the World Bank to adopt
appropriate new tariffs and charges by 1 April 1980, taking
into account the findings of the statewide cost and revenue
study. However, as long as people do not realize how costly
it is to produce and distribute safe water, as w!l as how
essential such water {s to their well-being, so long will
there be political constralints towards charging higher
amounts. Especially so when consumers are also dissatified
with the quality of the service...

c)from panchayats: the panchayats are, in a way, the
gur . dians and representatives of rural people. They are
expected to look after the interests of their constituency

and to arrange basic services - directly or through other
isntitutions, such as the KWA. And they are expected to pay
s the KWA for the actual costs of 0&M in connection with the

warter provided to the panchayats public taps. For this the
panchayat can collect a special tax or cess from its people
or, alternatively devote maximum 12,5 % of the total annual
panchayat revenue from all internally generated resources.
The idea makes sense, the practice is extremely disappoining
to the KWA: since the KWA became a so-called statutary body
(as distinct from a government department), it has become
extremely difficult to collect revenue from panchayats. The
arrears for the last couple of years amount to at least 16
Crores as per March 88! To put this amount into perspective:
total D&M charges for rural water supply systems throughout
Kerala for 87/88 are estimated at 4,4 crore without
establishment charges and 5,9 cror inclusive of
establishment. And this leaves out depreciation!

3. THE MESO VIEW: FINANCIAL PERFORMANCE OF SCHEMES
After the general overview in the preceding sectlon, let us now.
look at the real-life costs and revnue of a sample of schemes.
The Lavan report has collected reasonably reliable financial
and technical information about a sample of schemes. As
explained in their report this is.a supposed to be a sample out
of the total of 1336 schemes, with an over representation of
medium and large sized schemes (because those are supposed to
be more relevant to the Intentions of the donors). For detalls
about the selected schemes, see annex 1, In the following
paragraphs we will look at the real costs for construéting and
operating and maintaining the selected 12 schemes. The costs
are as of 87/88.

1. capital costs TABLE t TOTAL CONS¢TRUCTION COST PER
Table 1 present the 1200006 SCHEME IN ORIGINAL AND 88 PRICES
total capital costs ¢ JLJI .
for the various sche- A1 @
mes, both the origi- 1005600 { ¥
nal amounts as well o 3
as these amounts ﬂ 8000000 %
converted into 1985 : %
prices . . q 5000000 4 ”

5 5 9

& 4000000 K ;

2000000 | '] :

ctual cost EE cost in 88 pri "= RN
& actual cos cost in 88 prices nane  Chir coqa kalp kora nila ollu onal panp punn thri thri
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Of course, the schemes are of different sizes and ages. To
compensate for the variation in size table 2 preseﬁts the figures
PER PUBLIC TAP. So: the total capital costs divided by the number
of public taps in that scheme. The actual costs for each scheme
are presented in two ways: actual, original costs as per the year
of construction and costs recalculated towards 88 prices.
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The most striking aspect is the huge variation im initial
costs. One might suspects that the size of the scheme would
explain this variation (assuming that larger schems are
cheaper for a given quantity of water) but no it does not.
The following graph shows the total lack of relationship
between the capital costs (in B8 prices) and the quantity of

water produced. 12000000 1
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And neither does the year of construction explain anything. The
construction of new Rural VWater Supply Schemes certainly does not

get .cheaper, even if we control for inflation as well as quantity
praoduced. ) 60 —
50 1 . K
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o&m expenses in detail

Now the more crucial issue: recurrent costs Again we can
observe an unusual variation.in the costs per 1000 'liters.
The follwing graphs shows actual O&M costs, split.up.-between
direct costs (materials, staff), depreciation of” the scheme’s

capital outlay and establishment charges. The next- table (6)
gives only the Q&m costs per 1000 liters.

TABLE 5 RECURRENT COSTS IN 88 TABLE 6

PRICES PER 1000 LITERS, SPLIT ACTUAL EXPENSES ON O&M PER

1000 LITERS (so exclusive of
‘depreciation and establishment
,charges)

BETWEEN ANNUAL DEPRECIATION,
ESTABLISHMENT CHARGES AND
ACTUAL_O&M COSTS
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It might be of interest to consider annual O&M charges per
streettap and per household served by the scheme. Table 7
gives the real O&M expenses per public tap, assuming all
expenses are borne by the public taps (the prevailing
condition in most schemes). Table 8 gives the annual
costs per household, that is: the annual 0&m costs on the
assumption that the actual expenses are equally spread over
all households within the scheme's area and taking 6 as the
average household size.

o&M

TABLE 7
TOTAL O&M COSTS (INCL.
‘SALARY COSTS) PER

TABLE 8
ANNUAL EXPENSES ON 0&M PER
HOUSEHOLD UNDER EACH SCHEME

PUBLIC TAP PER YEAR IN RUPEES
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And finally: the recurrent costs per month per hogusehold on
the assumption that there are no (paying) house connections
in the scheme and that the costs are evenly spread. Again we
make a distinction: with or without depriation of the
original capliotal investment.But it perhaps most realistic to

take the figure without depreciation to come closest to the

real recurrent costs per public tap, per household, per
month. This is, as the americans say, "the bottom line™: the
money required to continue providing users with water. If it
is not available, the system will malfunction and finally
fail. Someone has to pay for this: -

And someone is converting those payments into a more or less

effective service; ideally: a sustained and reliable supply
of safe and nearby drinking water:

100 &
TABLE 9 7
MONTHLY COSTS
PER HOUSEHOLD FOR
O&M AND FOR DE-
PRECIATION FOR
EACH SCHEME
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3. the revenue from private taps

Part of the money required for sustaining the system can and
should come from private taps or house connections. How much
in fact comes from this potentially very tewarding source?
The figures for the studied schemes are disappointing:

The number of private taps per scheme is given in table 10a,
but the more telling percentage of hosueholds within the

scheme having a private connection is given in 10b

TABLE 10.A

NUMBER OF ACTUAL
HOUSE CONNECTIONS
FOR EACH SCHEME
AS PER 1988

TABLE 10.B )
PERCENTAGE OF ALL HOUSEHOLDS
WHO ACTUALLY HAVE A PRIVATE
CONNECTION, PER SCHEME IN 88
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But, more distressing even: the amount of money ACTUALLY
collected from these private taps or hosue connections:

Per connection in table i11. The average amount PER house
connection PER YEAR comes to a pitiful 11.57 Rs.:Taiking
about subsidizing water! And as a portion of the recurrent
costs (the money actuailly spent to provide these househclds
with water at their door step in table 12: on average 14%!

TABLE 11 ’ TABLE 12

ACTUAL REVENUE PER PRIVATE ACTUAL REVENUE FROM PRIVATE
CONNECTION IN EACH SCHEME ' CONNECTIONS PER SCHEME AS A
IN 1987/88 - PERCENTAGE OF TOTAL ANNUAL
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THE MICRO VIEW: USERS’ EXPERIENCES AND WISHES

Users’ experiences

P g i S S -—— -

No systematic survey has ever been done to assess the reality of
KWA's performance at the users’ level. The only effort of this
nature is the SEU’s Utilisation Study (Research report nr 4),

The essential complajnts frem users questioned by SEU were:

-non availibility of water during (large) parts of the day (eg:
in one panchayat only a few hourse daily - or rather: nightly!-~
throughout the year, in another: in summer only 2-3 hours in the
morning, 1 hour at noon and 2-3 hours in the evening).

-small quantity of water
complaints have been expressed about pressure and flow: it takes

. long to fill a bucket or pot and so people have to wait long

untill every one has taken their share.

~irregular supply .
breakdowns and power cuts make supply irregular (apart from the
more predictable part-time supply situation) '

-quality of the water

many users complain about taste or smell (30% of those questioned
by Lavan consultants), turbidity (45%) or other aspects of
quality (25%) -

-delay in repairs :

As every traveller in Kerala can |lobserve: many public standposts
are in very poor shap% - and have been so for a long time.
Leaking taps are very common, broken platforms as well. Around
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many standposts stagnating water or muddy pdols form a health
hazard and nuisance. In some cases there is no platform at all
left: just a tap at the end of a pipe. In many cases dralnage has
been wrongly designed or has broken down.

All the above data are only bacsed on impressionistic
research and do not necessarily describe the situaticn corr=ac
or completely. The only more solid facts we have on dcwn time
collected by Lavan consultants and based on KWA staff reports:
The proportion of time the studied 12 RWS were down during 87/88:

t

iy
are

due to distribution problems: 7 hours or .6%
due to nachine failure: 14.6 hours or 3.1%
due to power fallure : " 3.2 ‘hours or 12.3%

These are the figures presented by KWA staff and as hours of
respectively supply duration and pumping duration (which explains
the different calculation). To what extent these failures
translated in similar hours of NO SUPPLY i{s not clear.

Users interest in KWA water

Earlier in this paper the fact has been noted that most people in
Kerala still rely on well and pond water for their dally sup-
plies. There seems to be a (small]) majority who prefer piped
water for a variety of reasons: safety, convenience, reliability,
status. Of course the interest in KWA supplied water depends
mostly on the availability and quality of alternative sources.
This leads to the obvious variation in demand and interest
through the seasons. For quite a number of people piped water is

essentially an emergency supply during the summer. For others it

- is a supply of water for a specific use (eg bathing), next to

other sources preferred for other needs (eg well water for
drinking), for others piped water is simply the onl/y reasonable
option (esp. coastal areas). These factors might determine to
what extent people are willing to pay.

'gggzq_g}L}ipgng§§_£9_ygy

Again, only impressionigtic data are available, while we are
waiting for the outcomes of the Danida sponsored study on
"willingness to pay" as well as on the SEU Baseline survey. The
casual data are again reported in SEU's Research Paper 4 and can
be summarised as follows:
Between one third and one half of the pecple are interested in a
private connection, for which

2% are not willing to pay anything at all

17% are willing to pay below Es 10 per month

30% Rs 10 to 15 per month
38% 16 to 20 per month
13% more than Rs 20 per month.

Other casual data suggest that, as a rule of thumb pecple in
Kerala are willing to contribute around 2% of their income to
drinking water. For the below poverty line households this means:
upto Rs 11 per month. (Please note that if all! hzcuseholds
currently using KWA water would indeed pay Rs 11 per month, all
O&M expenses would be covered: over 15 crore would be available!)

Thece amounts relate to the monthly charges. However the expense
for obtaining a private connection is much more substantial: this
of course depends on the specific situation (esp.distance to the
distribution line), but seems to vary between Rs 1200 and Rs
2000. For most people in the lower income category this is an
unsurmountable obstacle. For households with midd!e and higher
incomes it clearly is not and many panchayats staff have assured
us that there would be a large number of people willing to take a
private connection as soon as passible.
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POSSIBLE INTERVENTIONS BEYOND SEU

SEU does not have the expertise, mandate or information to
recommend detailed technical improvements and we trust that staff
of the KWA and the Dutch and Danish -technical advisers will
present suggestion= for improving the KWA'’s finanecizl 'and = .
maintenancs pericrmance. However, we would like to mention very
briefly a few practica! options which have come to ocur attention
as possible steps towards lower costs and higher quality.

1. Managerial improvement

Perhaps the most needed approach is towards improved management
and more effective control. The impression exists that the large
manpower -resource of the KWA (6000 employeees!) is not utilised
with optimal efficiency. In most regards the KWA sti{il functions
as a government department, where centralised decision making,
strict obeissance to rules and promotion on seniority prevall
over functional flexibility, promotion on performance and
cost-effectiveness. In fact the conversion of the former Public
Health Engineering Department seems not to have brought any
substantial improvement in terms of operational flexibility,
creativity or cost-awareness (while it has resulted in the loss
of easy access to government funds). '
, One area which seems to present itself for scrutiny and
tightening of managerial control is the amazing differences in
capital costs-and recurrent costs among the various schemes. Of
course, in many, cases there might be sound explanations for such
differerences, but perhaps not always. As detailed in the Lavan
~report there is an amazing variation among O&M practices, fre-
quencies of testing, numbers of house connections, amounts
collected from such connections, down-time of schemes, compo-
sition of O&M charges and so on. Setting clear objectives of
reliable and cost-effective service delivery and subsequent
monitoring the various divisions on such criteria might lead to
.major improvements and increased accountability.

2. Financial control

For any such improvements to be visible (and so: enforceable), it
will be necessary to have an accounting system which meaningfully
relates costs, returns and revenue. As we understand the situa-
tion now it is almost impossible for éngineers "in the field"” to
monitor the performance and costs of the respective schemes under.
their responsibility in these terms. And there is not really any
incentive for such an engineer to put much effort into raising
local revenue from a scheme, as the proceeds will only disappear
in the books of the KWA. If an engineer would be encouraged to '
raise revenue tawards matching (or better: exceeding) actual O&M
expenses for the specific schemes and if he could directly apply
such revenue for those schemes, there would be a real incentive
for revenue generation as w2l! as 0O&M improvement (an essential
precondition to make users pay regularly). Only a decentralised
accounting system, organised towards optimal monitoring of actual
cost recovery and cost control per produced units of water would
make this possible. :

Variation of service levels and designs

It has been repeatedly observea ctiiat plped water systems are not
the only or even the most logical response to circumstances in
Kerala. In spite of their technological glamour, political
attractiveness and professional challenge, they might simply be
too expensive to build and not affordable to maintain in many
parts of Kerala. 'In stead of aiming at a servcie hevel which
will, at best, be available for a minority of Kerala’s population
(and at worst: a permanent drain on the State’'s resources), one
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could think of an approach where service levels reflect the
truely different situations in Kerala. As noted, in some parts of
Kerala there is no doubt: only piped water schemes are (cost)
effective. In many parts a much more efficient and cost-effective
strategy could be: expansion and upgrading of local wells, the
development or improvement of springs or the placement of
handpumps.: In some locations a piped water scheme should be
conceived only as an emergency system during the dry seascons.
Perhaps much money can be saved and many more people could be
assisted if those differences are taken into account and if the °
KWA would develop. a more diverse approach. Nothing is gained by

-dgnoring the many so-called traditional sources of drinking water

or by pretending that those are inevitably deficient,.

In this regard it might be relevant to point out the
tremendous potential of people and institutions which could be
involved in improving such traditional sources (in stead of being
marginalised by the increasing professionalisation of drinking
water management). Panchayats have an immediate interest in
providing their people with good water - and many are involved
with pubiic wells, sanitary inspection, repairs of handpumps. A
multitude of volunatry agencies are keen to improve the local
water situation. (SEU has received requests for assisting such
agencies in the development of springs and improvement of wells)
limited resources of the KWA. Training, advice and assistance
would help to mobilize such resources, which would then add to
the necessarily limited resources of the KWA,

Technical improvement

The Lavan report lists a number of practical steps for improvemnt
of 0O&M which do not need to be repeated here. The only point
which can be added from our perspective is the suggestion to more
systematically consider financia! implications of these steps and

.the underlying technologies. The point is not only to improve

preventive or corrective maintenance. At least as important are
short term and long term financial implications. In stead of
introducing new general rules about such matters, it might be
more effective to present engineers with a range of options and
clear guidelines on intended levels for service, cost and
revenue. A larger Begree of freedom for these engineers to
choose the ‘specific steps for realising those clearly set
criteria, in combination with a system which monitors actual
operational and financial performance, would make the job more
interesting for the engineer. But at the same time higher level
management can monitor the scheme’s (and the engineer's!) real
verformance and act accordingly. In other words: technical
improvements should not be seen as isclated goals, but as steps
towards measurable objectives.

Personnel! management

This is a sensitive issue in the context of Kerala, but ‘
considering the extremely high portion of manpower expenses in
the2 KWA’s revenue account (42%!1) it is an inevitable one in this
discussion. We do not have comparable figures from other parts of
‘ndia, but it might be worthwhile to investigate the economic
soundness of an arrangement where so many people are mostly busy
instructing, supervising and paying .... ocutsiders. The KWA’s
high level of manpower cost should be judged in combination with
the fact that almost all of the "real work" is,done by outside
contractors. Construction, repalrs, all production and transport
of materials, pipe-laying, water testing, the establishment of
private connections, in cases even revenue collection and design
of installations are all contracted out... The 6000 KWA staff




- 15 =

seem to be mostly involved with general design, investigation and
planning, supervision of execution of new schemes, actual
operation of existing schemes, negotiation and contrcl. It could
be interesting to assess the requirted manpower and most
effective arrangements for these tasks,

Even more sensitive is the issue cof the still existing character
of the KWA as as a government department. The formation of the
Authority has not changed anything in this regard. Employment
conditions are entirely along the Kerala Service Rules, with

their emphasis on life-long employment, automatic promotion and

entitlement to a range of benefits regardless of performance. It
would be revolutionary in the Kerala context to challenge any
part of this. However for the KWA evér to become a cost-effective
and efficient organisation which would at least meet its recur-
rent expenses, it might be essential to change its manpower
policies and practices. Drastic streamlining, flexible appoint-
ment policies, performance oriented asssessment, direct recruit-
ment (i.e. not through the Public Service Committee) and strict
application of sanctions on corruption, malpractice and under-
performance would change the character of the KWA drastically.

- But not only that: this would also change the cost and

productivity level of the KWA drastically!

....Privatisation of functions
The last revolutionary suggestion towards improved O&M and
cast-recovery: handing over specific functions to private
Institutions., If private companies are considered to be so
competent and reliable in construction, production, repairs,
pipe-laying they might be efficient in other matters as well:
Bill collection could be handled by private agencies (on
a fee for services basis as §s the case with panchayats and
municipalities now). Even operation could be handed over, at
least on a trial basis, to the company actually constructing
the scheme. And in . stead of spreading construction works
over a multitude of contractors, one could consider a
turn-key approach, whereby one private company accepts the
legal and financial responsibility for the complete process
of procurement, construction, distribution works, etcetera,
within a specified time-frame and along very clear criteria
of service level, design, quality, durability etctera. It has
been shown elsewhere in India that it i1s possible to hold
private companies to such contracts and, by doing so, to
shift the burden of management, labour, logistics to
institutions more proficient in this than a Government
Department. If initial negotiation, ongoing quality control,
legal provisions for penalties (in case of delay,etc.) are
dealt with in a sharp manner and if the responsible company.
has to live with the ccnsequences of its own efforts (e.g. by
being responsible for the first 5 years of repairs), this

.could be an attractive propcsition to try.

POSSIBLE INTERVENTIONS THROUGH SEU

We can now present a number of suggestions for SEU. At this
stage these proposals can cnly - : piasented in a very
rudimentary form. Once we iuve received initial feedback from
the KWA and the two donor agencies we can and will elaborate
those proposals which seem to be most practical. With the
Review Mission we would like to agree on atime table and
procedures regarding ‘this elaboration and subsequent decision
making. In that context the financial and manpower consequenses
‘of the various proposals need to be looked at carefully.
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Three kinds of suggestions are given:
i.Data collection by SEU
2,Experiments by SEU

3.5teps by or through KWA

o ey
iz

reiy by SEU
cf al! we need to know and understand more than we now
do. On most subtjects we have, at best, estimates and
impressions. And on many we simply don’t know at all. SEU is
a pllot project and only now embarking on activities related
"to O&M and cost-recovery. So there seems to be a valid case
for careful ‘collection and analysis of Information before we
take further steps on those matters that are unclear or
controversial. The following topics seem to be most relevant.

mn
o j5u
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a) actual_ standpost_utilisation
No one really knows what amounts of water are actually
taken from public standposts - in the varying circumstances
of Kerala and throughout the seasons. All plans are made on
assumptions which have never been {nvestigated and on very
‘glotal calculations. It would add some realism to our plans
if we know more about this basic fact. It seems to be sur-
prisingly easy to collect the relevant data: by installing
(tecsted!!) water meters at a number of public taps and
arranging for weekly registration of the meter reading by sz
nearby household or other lccal person (against a symbolic
payment). We cculd include taps in different ecological
zoneg, in wards with and without wells, in situations of
disversed and concentrated habitation, etc. ~

b) consumption under different payment _conditjons
Present thinking seems to be in favour of the use of water
meters in the case of house connections, in spite of the
fact that such meters add a very subtantial financial,
administrative and leogistic burden to the KWA and the user.
It would be worthwhile to monitor actual use under the two
conditons: payment on the basis of metered consumption
versus payment of a filat rate. .The question ‘'is: does
consumption and especially: abuse of water really Increase
in the case of a flat-rate system (ie without a meter).

The test could be simple.

c) The costs_of not having water :
The usual) argument in favour of safe water is, of course,
improved health. And people might be convinced that it is
werth ccntributing money for that purpose. However, a
supperting argument is: saving in time and mcney because of
inoroved water supply. Again, this is a subject on which
many guesses are made, but hard facts are lacking. We know
that in come districts people are paying as much as Rs 50
£er month to water sellers. In other places a very substan-
tial part cf the time of domestic servancs goes into the
fetching of water. In many places at least one hour daily
of the hcuswife’s time is spent on fetching water. But
heyouad aitl these direct costs, there are indirect casts of
not having safe and readily accessable water: the expense
on doctors, medicines, time to visit a doctor and the pro-
ductive time lost because of water borne diseases. [t is
worthwhile to investigate the variosu dimensions of the
expenses related to unsafe or distant water. the findings
will help SEU and the KWA in a more realistic marketing
approach towards safe water.
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d) real willingness tg pay

We are still waiting for the findings of global study on
"willingness to pay", conducted one and a half year ago.
Perhaps that study will gives us the detailed Information

on real willingness to pay, which will enable tne KWA and
SEU to set more realistic tariffs ard collection systems.
However if the results of that study remain as elusive as
they have been as yet or if they are not sufficiently clear
and relevant for most parts of Kerala (the study was done
in North kerala, which is rather special), it might be
worthwhile to collect information on household ability and
willingness to pay - and the varying conditions for such
willingness.

e) panchayats willingness/ability to contribute
The point has often been made that the panchayats should
pay for the costs of water provided to their constituency.
the point has also been made that these panchayats are not
willing and/or not able to do so. It would again make
future approaches more realistic {f we collect rather
detailed information on the present and future ability of
panchayats to pay for protected water. The impression noe
exists that indeed many of the panchsyats within the
project area simply do not have the funds for such payments
- and will not-have in the foreseeable future.
Other panchayats might have the ability to raise this money
but might lack the administrative machinery or political
will to do so. Again: nothing is gained by continued
guessing and by basing expectations on the present vague
impressions., Data on the panchayats present financial
siutuation and spending patterns can be easily collected.
Careful interviews with administrative and political
leaders of a sample of the 73 panchayats will help to point
out what the real obstacles and opportunities might be
towards future revenue collection and transfer to the KWA.

f) KWA - panchayats contacts
Any future improvement of local revenua collection and 0O&M
arrangements will involve iIntensified and more positive contacts
between the KWA and the various panchayats. We now have the
impression that such contacts depend largely on the inclination
of the local engineers, the political situation and coincidence.
It would be useful to investigate this and to try to establish a‘:
more regular and consistent pattern of inter:ction between KWA
and panchayats, probably with assistance from SEU. For us to
design such assistance (training, workshops, instructions?) we
need to know the present situation and mutual sensitivities.

Experiments by SEU

We now come to the for SEU most crucial suggestions: suggestions
for particular field level activities which will hopefuily help
to solve the most serious problems in regard to cost recovery and
0&M. To summarize what we consider tc be the most central
problems from the SEU perspective:

-lack of revenue due to:
--to the low number of private connections
-~-poor collection |
--poor payment by panchayats
--resistance against payment because of lack of users’
understanding and users’ apopreciation
~-lack of political support for realistic pricing
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-poor 0O&M performance due to:
i ~-lack of accountability KWA-staff to users .
--lack of efficient repair arrangements at the lowest Jevel

--inadequate fault reporting
~-lack nof users’s responSLDiXLty and - involvement

So let us do something about these problems in'the next few
years. Again: SEU is in an excellent position to develop, test
and document approaches. Experimentation will be required, be-
cause we do not only lack data, we also lack tested methods to
dimprove the situation. And so: the only sensible approach appears
to be: careful experimentation. Obviously thig needs active col-
laboration from the KWA, good monitoring from SEU’'s side and -
willingness among the donors to glve SEU the required’ time, funds
and support. . o

The most relevant experiments seem to be the following:
a) House connectlons campalgns

b)> House connections loans

c) group taps

d) new collection methods

e) bulk payment by panchayat

f) establishing and training Water Committees

g) local repair under Water comittees

h) fault reporting by water committees

i) public relations campaign for KWA

All suggestions are discussed briefly below.

s

a) ﬂgggg_gpnngpiigng_ggmga}gn
In close collaboration with the responsible engineers and the
local panchayat the three units will each select one or more
panchayats where the technical ‘and social circumstances seem to
make a large number of private connections feasable. This means:
the scheme has been commissioned, has sufficlent capacity, the
design (esp. of the distribution system) 1s adequate, the KWA
staff is willing, the panchayat can take an active role, _
sufficient local licensed plumbers can folow up on applications
and finally: there is a high level of uysers interest. In such
circumstances the Unit, Executive Engineer and Panchayat conduct,
jointly, a high profile campalgn inviting people to take a house
connection. The costs incolved are made known (and can be

- considerably lower than usual 1If the KWA .will process
applications in greater numbers), the procedures are

" .straightforward (suggested to give the panchayat a central role
and arrange for a one-stop application system)), there is no

.. delay in technical scrutiny, approval and implementation. We
“expect that the net result will be a large number of hosue
connections, possibly as many as 40% of all households in some
panchayats.

b) ugyge_pgqggpgjgpﬁkggpg

.Obviously for many possibly interested users the initial costs

- (between Rs1000 and Rs 1500) are a serjous obstacle. We have
firm Iindications that selected banks are willing and able to

" issue loans at low interest level (DRI loans) for this purpose

" and SEU can, with these banks and the Water Committees work out a
suitable system for application, screening and follow-up.
It might be interesting to also explore the option of issueing
loans through a revolving loan fund administered by the KWA

~directly, as done in the World Bank supported schemes. Gradual

‘repayment for these loans can easlily be combined with the regular



c)

“‘AThis idea has btzen discussed .in detail with a number. bf;paq&ayats;ﬁ.wr

payments for actual water use. Before we embark on this approach
it would be useful to study the experiences of this WB sponsored

scheme

Group taps

“and” englneers (in particular in the Central Region_) and great

d)

e)

interest seems to exist. In essence this iIs a private connection
owned and paid by a defined group of people. In our experience

many people are not in a position to take a house connection, but
they would like a higher service level than the public standpost

.(to be shared with at least 25 other households). Or: a group of

households does not qualify for a public tap (as their number is
too low, i.e. currently below approx. 20) but they are, of course
keen to have safe water as well. The option we would like to
create is for such households to form a group for the practical
and administrative purpose of jointly having a private
connection. This group (of for example 10 households) would share
the initial costs (in this examplie coming to around Rs 150 per
household), as well as the payment for use (possibly coming to 4
or 5 rupees per month per household, depending on usage and
tariff). And the donors could again consider to create a special
fund to cover the initial installation costs - on a loan basis.

~ .

new_collection methods

The tremendous costs and complications of the usual revenue
collection system have been discussed. We would like to
experiment with other, possibly cheaper and more effcient
methods. In stead of appointing full time meter readers, meter
reading (If at all!!) can be done by panchayat staff (who visit
houses anyway), by members of the Ward Water Committee, by
voluntary agencies or by private institutions. In all these
approaches the meter readers need, of course, to have an
incentive for doing their work and the easiest would be a
perecentage fee on the amount actually collectgd.

The other experiment can be the flat-rate system, which has been
recommended before. In that case no meter reading and invoice
calculation,are erquired, only regular, fixed payments. And
again: the panchayat seems to be the obvious institution to carry
out the administration and logistics of this activity.

— — a—— —

Perhaps the most far. reacing innovation we would like to test is
the complete devolution of al/! revenue responsibilities in
connection with water to the panchayat according to the following
system: the total quantity of water supplied to a particular

.panchayat is monitored through a bulk meter, placed at the point

where the distribution system enters that panchayat. The KWA is
committed to reliable supply of aequate quantities, the panchayat
is committed to pay directly to the KWA for all the water
supplied to that panchayat, at a rate of, say Rs. 0.5 per Kilo
Liter. (In an average panchayat, completely covered with public
standposts this would come to around Rs 15.000 per month if per
capita consumption is 40 LCFL}. It is then up to the panchayat to
raise this money: either through water cess or taxes or through
private connections, or (most likely) a combination of the two
approaches. This is more feasible than one might suspect: if the
target of 40% private connections would be reached, an if these
households pay Rs 1 perlKilo Liter (stiuli less than average
production costs!!) these househclds alone would pay monthly
between Rs 20.000 and Rs 28 28.000 (depending on consumption),
Which would actually result in a positive balance for the
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panchayat. Clearly the sftuation would be advantageous for ALL:
the KWA has an assured source of revenue without any of the
complications.,Private households have a much better chance of
obtaining a house connection at reasonable cost and without too
many hazzles. The panchayat has twc major uv=an2fits: the political
support for providing such a service level to its constituency
and...an income. . The obvicus risk is that the service to and
through public standposts could be neglected, if there is such a
premium on private conections. This risk can be taken away by
appropriate design, sound site-selection procedures, setting an d
enforcing over-all criteria on public water supply and, most of
all: by the mobilisation and representation of those users. Other
suggestions are dealing with that issue (as do the present SEU
activities in regard to comunity participation). But the
suggested bulk supply to poanchayats meanwhile is an approach
which can and should be tested iIn a few places. In our contacts
with panchayats we have found a lot of enthusiasm for the idea.
More though is required to work out the details and to carry out
such experiments. But we now request the KWA and donors to give
us the go ahead for an experiment along these lines.

_—— — — —— — —— — S T

In our documents on Community Participation and in the Manual for
Water Committees we have outlined our approaches towards the
establishment of Comittees at Panchayat and Ward level and we
refer to those ocuments for details. The point now is to get a
firm and clear response from the KWA {n support of such commit
tees and to have more detailed discussions with the various
levels of the KWA about the exact role and expectations regarding
such comittees. We feel strongly that these ccmmittees,
representing the users as well as the local administration,
should be taken as the most important interface between KWA and
users. We have already established a large number of such
committees at both levels and we are now planning to train the
committee members - and ....perhaps the KWA staff dealing with
them. These comittees can only become effective if they are
taken seriously by the KWA and the Panchayat, if they learn the
skills required for their funétioning and if theyr receive the
practical support they need. The first aspect requires a KWA
commitment to collaborate loyally, to liaise regularly with these
committees and to avoid other forms of contact between the KWA
and users. The two other aspects simply require adequate
resources for SEU: to design and give thée training, to back-stop
and advise, to organize and monitor. We have found (and report in
research report nr'2) that there are no examples of such users
involvement in connection with piped rural water supply systems.

. Virtually all field experience relates to handpumps. Other

agencies throughout India are very keen to observe what we are
developing in this regard. So we request to be given the mandate
and resources to embark on this task.

— - _———— o ——— | — — —— — — — ——

We recognize the special complications of users involvement in
O&M in the case of piped water schemes. The technology of such
systems is such that most operational and repair activities can
only be done by specialised staff. Operation and maintenance for
the central intake and treatement installations will remain an
immediate KWA responsibility. Likewise for| most repair jobs in
theldistribution system. However, there are two areas where users
involvement can and should improve matters:
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-maintainance and repair of standposts the last stage of the
distribution network. . B

-operation of minor works (like booster stations or spot sources)
Clearly users have a much stronger commitment to have these
elements promptly repaired than the (centralised) KWA. As
discussed 2ls=zwhere it simply is too time ccnsuming, costly and
inefficient {or engineers to respond quickly to each and every
breakdown at the standpost and ward level. And let us not forget:

_those repairs are not carried out by the KWA anyway but are

arranged mostly through contractors or plumbers.
We would like to experiment with handing over the responsibility
for looking after the platform, tap and immediately connected
pipes to the local Water Committees. The water committee will
first of all be responsible for the cleanliness of the standpost
and surroundings, but can also be made responsible for (minor)
repairs of tap, platform and pipe. Most of these repairs can be
done by local standpost attendants (male or female), after minimal
training. The most common problems are probably: leaking tap,
replacement washer, tightening bolts. Problems going beyond this
could be looked after by the local plumber - under the supervision-
of .the Ward Water Committee - or the Panchayat Water Committee
(depending on the scale and place of the problem).

Regarding payment, two systems are conceivable (and can both
be tested):

"-the Water Commitﬁee collects (small!) contributions from users
-to pay for such.repairs

-the panchayat makes available up to a fixed amount to the
Committee - out of local revenue, colected for public water.

One step further would be for the panchayat to have a part time or
fulltime water mechanic in its employ working under supervision of
the Water Committees. This is only a possibility if and when the
KWA agrees to hand over all local level respon- sibilities for

‘repair to the panchayat. From the available facts it seems that

such an option could be cheaper as well as more effective for all
involved. However, this requires good contacts and collaboration
between panchayat.

Regarding the coperation of very small works: at the moment the
patern is to appoint fulltime KWA -staff for each and every
activity. Whether it is switching on and off of a booster pump,
the operation of a pumpt to lift water from a well, the inspection
of a stretch of pipe, all of such activities are done by paid .
staff, Stafff who, in quite a number of cases are not at all full
time activ. This is no fault of theirs but the nature of their
task. It seems to be such a more (cost)-effective approach to

~arrange for local involvement for such part time responsibilities.

Where a competent local Water Committee exists training can be
given tao a local attendant for such matters and a minimal payment
for actual activity can be given - under immediate supervision of
the responsible water committee. This would save costs and improve
funcctioning (as moinitoring will be easier - and by those who
have an immediate stake in functioning!). Obviously this will lead
to reduncancy for some the KWA's 669 shift operators or 127 pump
cierators. ...

As noted, much of the O&M of piped water schemes {s beyond the
skill and control of local Water Committees. However], that does
not mean that users would not have meaningful comments about this
and that mutual communication would not improve matters.

We suggest that Water Committees will officially get the task to
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monitor the actual performance of the water scheme within their
territory and to report to the KWA i{f malfunctions happen. For
this SEU can assist in developing simple checklists on quality,
quantitity, continuity, down-time, etctera and train the
Committees in these matters. Likewise we can -assist-in
establishing simple coemmunication systems between the FWC or WWC
and the KWA (using telephone, post cards and monthly charts).
However, communictaion should not be cnly one way. KWA-staff can
and should inform and educate the Water Committees about the
technical and financial issues related to "their™ schemes. Monthly
or bi-monthly meetings between KWA-staff and WaterCommittees will
help make it possible for the KWA to understand and appreciate
users’ needs and complaints, but alsoc: for the users to understand

and appreciate the efforts of the KWA. Such meetings will

certainly help in creating a more positive image of the KWA among
the users. At the moment not many peocple in Kerala realize how
difficult and expensive it Is to produce and distribute safe
water. And subsequently not many are willing to pay for the costs

involved., KWA staff can play a central role in explaining local

water committees what steps and expenses are involved.
And at the same time they can recejve feedback from users’
representatives about the way their schemes function. such contact
will strenghten the position of the Water Committees and at the
same time wil]"pake their demands more realistic.

Lt
Finally: the image of the KWA and general! understanding of the
importance and costs of safe water should be greatly improved. The
general public simply does not know or has been exposed only to
negative information about the KWA. One can look at this in teras
of marketing. There is a product, a producer, a price and a
demand. We would like to create a more favorable c!imate for the
product and especially greater willingness among the (prospective)
users to use water responsibly and properly and ...to contribute
to the costs of water. This means that the general public should
become more aware of the health benefits of safe water, the'raoile
of the KWA and the legitimate expenses involved. Not many people
in Kerala would realize that the real cost of keeping an average
public tap running amounts to as much as Rs 3000 per year....gvery
year. Or that it takes between Rs 20.000 and Rs.80.000 per tap to
build a Rural Water Supply scheme (including treatment plant,
distribution system,etc.). e =
And still not enough people realize that more than half of all
diseases can be prevented through proper utilisation of safe water
and sanitation facilities. And that the efforts of the KWA to
provide safe water to more and more people in the State are part
of the explanation for the amazinggly high health status of
Kerala’s people.

So we would ltike tc suggest a much more active joint campaign for
SEU and KWA to project a more positive image of the KWA, to create
a greater awareness of value and cost of water and to bring about
a stronger sense of responsibility among people regarding drinking
water - and its c¢coste. Some of this we have been trying to do in
the past year through the use of radio, newspaper, TV, school

. programmes, etc. We would now like to agree with the KWA and the

donors how we can tackle these issues more forcefully and
effectively. And as a separate but crucial activity we would like
to develop activities towards Keraila’'s politicians. They are the
one who will sanction - or block revisicn orf tariffs and who will
support or obstruct new steps towards sustainable rural water

‘supply systems. They need to be informed, exposad and educated.
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ACTION BY THE KWA

In the above sections many suggest&ons involve the KWA, This
ranges from ativities entirely depending on loyal KWA support and
collaboration to merely approval from that side. We will not re-
peat the technical, managerial and finacial measures on which the
KWA could possibly act to improve its performance in terms of
cost- recovery and D&M.., However the following list summarizes
the practical points on which SEU needs KWA support and agreement

allow and support exveriments

It is obvious that many, if not all experiments need KWA
endorsement. We request the KWA leadership at-the various levels
to consider our sugestions and to discuss with us to what extent
and how such experiments can. be carried out. We strongly feel
that it is too early to make or suggst drastic changes in the
rules, procedures and systems of the KWA. But we feel that much
can be gained from careful experimentation. For this official,
permission is required - for selected places and activities. If
wanted, we can suggest the particular places (usually panchayats)
and specififc activities we would like to explore first of all.
We would very much appreciate if at the appropriate level KWA
staff is selected with whom we can design, elaborate and imple--
ment the various experiments. However, the starting point will be
official support for this approach..

2. accept roile Water Committees
The Water Committees at Panchayat and Ward level have already
received some official support from the Minister and KWA staff in
the field. We would now like to move to the next stage and have
official KWA sanction for these comitteees, as well as instruc-
tion from Head Quarters to the engineers to work closely with
these committees on all relevant activities. We would appreciate
-1f the KWA leadership indicates to us and KWA staff how such
committees can be supported and assisted. We can sit down with
the relevant Superintending and Executive Engineers to work out
the practical implications of having these committees. -

pursue tariff revisions and private connections )
The general issue of tariff systems is presently under discussion
between the Government of Kerala and the KWA., We would appreciate
if the KWA makes an effort to have these issues decided at the
earliest. Assuming it will take some time before policies for all
of Kerala will have been determined, we request preliminary

directives for tariff setting in selected places, in line with
the suggested experiments. We need the KWA’s most active involve-
ment in regard to expanding the number of private connections as
well as the suggested bulk supply to panchayats. Again, we hope
that the KWA has the flexibility to undertake such steps soon.

improve financial monitoring on o&m

This report has now provided initial impressions on O&M expenses
in selected schemes. we would like to closely collaborate with
the KWA staff on O&M issues in connection with the Dutch and

Danish assisted schemes. Some of these schemes will be comis-
sioned in the next few months a::d gquite a number in the course of
1990. In our joint campaign for recovery of recurrent costs, we

would like to be involved in studying the economic performance of
those schemes and in informing the apropriate bodies (in parti-
cular panchayats anad Water Comitteees) about the actual costs of
the water supplied to them. For this it is necessary to establish
financial monitoring systems for each schemes which makes these
issues clear and understandable to the public.



5. conduct PR campaign on water
If we want to convince the people of Kerala about the value,
cost and benefits of safe dinking water and of the valint efforts
of the KWA to provide such water, we can do so only in close
collaboration with the KWA. The Authority has a PR officer and-
with this officer and others we would like to design appropriate
activities through the media.

6. educate and inform politicians
The point was noted that, if we ever want protected water to be
properly dealt with, better understanding among Kerala's politi-
cians is needed. Water has now often been merely a shallow cam-
paign issue, without politicians or their constuencies realizing
all implications - especially the financial ones. We believe that
Kera’s politicians can be informed and involved in a-more realis-
tic approach and we feel hat such involvement is essential at
state and panchayat level. At state level to pursue sound poli-
cies on tariffs, O&M arrangementrs and the identification of new
schemes, sanitatioon and related issue. At panchayat level their
involvement is important for establishing effective arrangements
to involve communities and to have active support from panchayats
as well as users for Water Committees.

8. CONCLUSIONS
The choices are now for the KWA and donors to make. We hope that
this report has presented a correct and clear picture of the some
of the problems, as well as some useful! ideas on possible solu-
tions. Although we do not claim to have in-depth understanding of
- the technical issues behind Operation and Maintenance, we feel
that we we have a contribution to make on social and economic

issues. . After having worked closely with a large number of com-
munities in the various parts of Kerala our conclusion is that
pecople in Kerala are concerned about safe water. They appreciate

the benefits and they are keen to have access to such water. They
realize that in many cases they need outside assistance, in par-
ticular from the KWA, to have a regular supply of protected water
And they would be willing to contribute some portion of the
expenses, provided they feel that a reasonable price is asked for
a reliable and effective service. :
What exactly is reasonable, reliable and effective is a
matter of information, expectations and compar.ison. SEU can ad-
dress itself to some of these issues. We would like to develop
ways of involving users in practical and financial management of .

their drinking water resources. We believe that oniy through
their immediate involvement it is possible to ensure proper,
sustained utilisation of rural water supply schemes. However,

such involvement is only possible if genuinely accepted by the
KWA and if users and KWA treat each others as partners. For that
the KWA needs to be credible to users: in its general approach,
style of operation and financial performance. While users need to
be organised, well-informed and willing to take up their share of
the burden. Separately each of them can make Rural Water Supply
systems fail: by abuse and neglect or by poor O&M and lack of
financial viability. Jointly the users and the KWA can full- fill
the practical, financial and social conditions for sustai- ned,
effective water supply and utilisation. We request the donor
agencies and the KWA to review how such conditions can be
fullfilledat least in the 11 Dutch and Danish assisted Rural
Wwater Supply Schemes in particular. And we request them to
guide us regdrding SEU’s possibie involvement in this adventure.

martin de graaf o

(senior adviser seu-kerala)



RURAL WATER
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schemes categorized by daily quantity

ACTUAL
COSTS
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0 TO 50

500000

15

34

COSTS AT QUANITY PER POPULATION
1988 LEVEL DAY IN L. SERVED
10734114 2075000 43000
3613513 800000 20000
6558010 650000 20000
1525769 700000 28000
5505891 1000000 20000
5317005 675000 27000
8888460 180000 7000
4453057 368000 10800
915533 798000 33000
3283327 1200000 30000
1716188 810000 27000
O0&M as % of capital cost of RWS in 88 prices
in liters
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