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Foreword

Sincemorethantenyears,a fruitful cooperationexistsbetweentheGovernmentsof
theNetherlandsandIndia in therural watersupplysector.Initially, cooperation
consistedof constructionof rural drinking watersupplies.Gradually,theapproachtook
on amoreintegratedcharacter,in which rural watersupply,communityparticipation,
involvementof women,healtheducation,sanitation,andin somecasesincome
generationfor womenarepartandparcelof theoverall programme.

In thecourseof this process,organizationalandhumandevelopmentaspectsgained
importance. Workshops,seminarsandtrainingprogrammeshavebeenorganizedto

improvetheexecutionof projectson thebasisof an integratedapproach.

TheNetherlandsGovernmentintendsto continuetheir supportto humanresource
developmentactivitiesin thecontextof thecurrentprojects.Togetherwith theIndian
GovernmentandotherIndianpartnersinvolvedin theprojects,theywould like to
reviewtheneedsandinterestsfor suchactivities,andjointly establishthepriority areas
in which supportcouldbebestprovided.

To provideabasisfor the discussionsDGIS hasrequestedtheIRC International
WaterandSanitationCentre,to preparethispaper,takinginto accounttheprogress
reportsandevaluationsof waterandsanitationprojectsin India.Thepapergivesan
overviewof institudonalandhumanresourcedevelopmentproblemsandactivitiesin
theseIndo-Dutchintegratedrural waterprojects.

Thepaperliststen majorareasin the fields of humanandorganizationaldevelopment
for possiblefinancialandtechnicalsupport.Activities areprimarily focussedon the
Indo-Dutchintegratedruralwatersupplyandsanitationprojects.However,it is
expectedthattheywill havea spin-off effectto otherprojectareas.

R.H. Buikema,
Head,SouthAsianCountriesSection
DirectorateGeneralInternationalCooperation
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Executivesummaty
The presentdiscussionpaperhasbeenpreparedon requestof theSouthAsian
CountriesSectionof theDirectorateGeneralInternationalCooperation
(DGIS/DAIJZZ). Its aimsareto initiate discussionson howhumanandinstitutional
developmentcouldgetmoresupportaspartof theintegratedIndo-Dutchrural water
supplyprojects,and what thepriority areasarefor suchsupport.

Basedon ananalysisof existingactivitiesandreportedgaps,asdocumentedin the
projectprogressreportsof theReviewandSupportMissions,tenpossibleareasfor
furthercooperationhavebeenidentified.Theseare:

1. Organizationaladjustmentsin watersectoragencies;
2. Strengtheningof humancapacitybuildingandtrainingfor ruralwatersupply;
3. Strengtheningof maintenanceandmaintenancefinancing;
4. Adaptionof taskdescriptionsandmanpowerdevelopmentfor theintegrated

project approach;
5. Capacitybuilding in hygieneeducationmethodsandevaluation;
6. Knowledgeexchangeon ruralsanitationstrategies;
7. Adaptationof projectpreparationanddesign;
8. Developmentof monitoringandevaluationsystems;
9. Knowledgedevelopmentandinformationexchangewithin andbetweenprojects;
10. Roleof supportstructures.

In eachsubjectarea,specificsuggestionsaremadefor possiblecooperationactivities.
With regardto oiganizationa.ladjustments,it is proposedto makeavailablean
organizationaladvisor,who togetherwith representativesof thewateragencywould
analyzeorganizationalbottlenecksin theimplementationof rural waterprojects,and
helpformulateandimplementproblem-solvingaction.

In theareaof hwnanresourcedevelopment,it is proposedto expandtheexisting
trainingactivities(IHE course,workshops,seminars,study tours)with (a) short
in-countrycoursesand(b) strengtheningof in-housetrainingprogrammes.
Shortcourseswould beheldeitherperstateor jointly for severalstates,andwould
addressspecifictrainingneedsasemergingfrom theprojects.Thereportalreadygives
anumberof possibletopicsfor suchcourses,including low-costwatertreatmentand
projectevaluation.
Strengtheningof in-housetrainingcouldfocus especiallyon trainingof trainerson
communityparticipationandinvolvementofwomen,andonenhancedmanagement
trainingfor technicalstaff.

Onmaintenanceandmaintenancefinancing, thepaperproposesmoreguided
experimentswith communitymanagedsystemsor partsof systems,andwith
community-basedfinancing.
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Anotherinstitutional developmentarearequiringattentionis theadaptationof task
descnptionsandmanpowerdevelopmentfor participatorywaterandsanitationprojects.
Useof participatorymethodsandcooperationwith NGOshavechangedtechnical
working proceduresin thefield, andalsoaffectprojecttiming, scope,coordination
structures,etc. Nor areNGOsavailableeverywhereto expandandsustaincommunity
participationandinvolvementofwomenbeyondthe pilot phase.
Experiencesanddevelopmentin theseareasarenot yet reflectedin theformal
organizationalstructures,therebyrisking thatthereis no feedbackof developed
knowledgeandlessonsinto theformal organizationalset-up,staff recruitmentand
trainingprogrammesof thewateragencies.Thepaperthereforesuggeststhe
temporaryadditionof anorganizationalspecialistto theRSMsto look at theseissues
in particular.

For hygieneeducation,thepaperurgesfor training onrecentdevelopmentsin
participatorylearningmethodsandtechniques,and onevaluationon cost-effectiveness
of varioushealtheducationstrategies.

Insanitation,thereis agrowingneedto exchangeinformationbetweenthevarious
programmeson stategiesthatproducelastingandwidespreadresultsat affordable
costs.Proposedis thereforeajoint conferenceon sanitationin theIndo-Dutchprojects
andits implicationsfor institutionaldevelopmentatvillage andagencylevel.

Buildingof humanandorganizationalcapacityis further indicatedfor theprepartionof
integratedprojectproposalsandplans,which doesnotyet takeplacein all projects.This
couldinclude,amongothers,assistancein carryingout integratedfeasibility studiesin
thefield, andthepreparationofjoint projectdocuments.Otheractivitiesin this field
would be thereviewof projectdesigncriteria, trainingof local consultantsinvolvedin
baselinestudiesanddesign,andthepreparationof generalguidelineson thebasisof
currentexperiences.

Developmentor improvementof in-housemonitoringand evaluationof ruralwater
supply,sanitation,communityparticipationandhygieneeducation,is anotherpriority
areafor institutionaldevelopment.SelectedIndo-Dutchprojectscouldhaveabetter
pilot function in this respect.For monitoring, thepaperrecommendsthecontinuation
andstrentheningofpresenteffortsfor integrated,community-basedmonitoring.For
evaluation,it suggeststrainingworkshopsin participatoryevaluation,andbuilding of
humanandorganizationalcapacityfor evaluationsasamanagementtool within the
engineeringagenciesthemselves.

A furtherareafor institutional developmentconcernsamorestructuredbuilding up
andexchangeof knowledgeand informationon participatoryrural watersupply,
sanitationandhygieneeducationprojects.ProposedareJointMeetingsof Indo-Dutch
projectstaff from all stateprogrammes,anda fact-findingmissionfrom aninformation
specialistto assesscurrentinformationneedsandresourceson integratedrural water
supply,andrecommendpossibleaction.
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A final topic for discussionson institutionaldevelopmentin theIndo-Dutchprojects
concernstherole of thesupportstructures.Suggestedarethat,over time, thebi-annual
missionsof thereview andsupportmissionsaregraduallyreplacedby otherformsof
communicationandsupport,suchasinputsinto trainingandotherinstitutional
developmentactivities, correspondenceandexchangeandreview of documents.

With regardto theNetherlandsAssistedProjectSupportUnits, which, underdifferent
names,function in threeof thefive States,thepapersuggeststhat, in time, thesecould
continuein apart-timefunction, in whichtheywould combinemonitoringactivities
onbehalfoftheDutch Embassywith periodicadviceto theimplementationprojects.
For theotherpartof thetime, theNAPSUscouldeitherhavethesamemonitoringand
advicefunctionfor otherNetherlands’assisteddevelopmentprojectsin thearea,or
maketheirexpertiseavailableto otherwaterprojectsandfor training.
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1. Introduction

1.1 Definition of institutional development
Institutionaldevelopmenthasrecentlybeendefinedasfollows: Thestrengtheningof
existinginstitutionsandorganizationsandtheir linkagesat all levels,andthecreation
of newones,so thatbothshort- andlong-termprojectobjectivesarerealizedand
efforts, resultsandbenefitswill continuealsoafterdonorsupporthasbeenphased
out1.

Ultimategoal is to enlargetheability of theinstitutionsinvolvedin rural watersupply,
sanitation,communityparticipationandhygieneeducationto solve problemsand
provideserviceswhicharetechnicallyandfinancially sustainable,areappreciatedand
usedby all andleadto measurablyimprovedhygieneconditionsandpractices2.

1.2 Scopeof activities
Institutionaldevelopmentis thusnotlimited to stateengineeringorganizations,but
involves all actorsandlevelswhosejoint efforts andlinkagesareneededto bring about
theseobjectives(Fig. 1). At thesametime, activitiesasdiscussedin this paperare
meantin thefirst placeto strengthenthe integratedIndo-Dutchruralwatersupplyand
sanitationprojects.

However,thepurposeis thatall institutionaldevelopmentactivitiesaresetup as
replicableprogrammeswhich canberepeatedalsoin otherdistrictswith similar
conditionsandprojects.Onceprovedbeneficial in selectedIndo-Dutchprojects,they
canthusbeexpandedto theoverall programme,with, wheresuitable,additional
financialsupportfrom the donor.

13 Contents of programmes
Content-wise,institutionaldevelopmentprogrammesareoftenput on apar with
manpowertraining.However,althoughtrainingcan bean importantelement,
institutionaldevelopmentis muchwiderandinvolvesat leastsix differentareas3:

(1) developmentof managementcapacitiesfrom village level to theorganizational
top of implementingagencies;

(2) adaptationof projectpreparation,implementation,maintenanceandsupport
systems,including new andtestedproceduresandmaterials(manuals,
forms, checklists);

(3) provision of physicalinputs, suchascomputersandcomputersoftware,office
equipmentandtrainingfacilities;

(4) developmentof humanresources,includingmanpowerplanning,trainingplans,
manpowertrainingandperformanceevaluationsystems;

(5) managementof humanresources,includingcleardefinition of authority,
responsibilityandaccountability,andpersonnelpolicieswhich rewardmerit,
providecareerpathsandattractandretainmotivatedstaff;

(6) makingof structuralandorganizationaladjustmentswithin andbetween
organizations,e.g.for coordinationandinter-agencycooperation.

1



INTERNATIONAL/CENTRAL LEVEL

DGIS RNE Dept. of Rural Development
RSMs

SUPRALOCALLEVEL

EngineeringDpts. ExecutiveNGOs MediatingNGOs

CoordinatingCominittes Consultants

Otherrelevantagencies(ElectricityBoard,
Irrigation Board,HealthDept., etc).

LOCAL LEVEL

Fieldoffices Fieldoffices District committees
Eng.Depts. OtherDpts,NGOs

Panchayats Village/Wardwatercomniittee

Communityorganizations Privateorganizations
(profit & non-profit)

Usergroups

Fig. 1.

2.

Levelsandorganizationsinvolvedin Indo-DutchW/S projects

Institutional developmentin Indo-Dutch
waterprojects
In theIndo-Dutchintegratedruralwatersupplyprojectsanumberof institutional
developmentactivitiesalreadytakeplace.An overviewof thesituationin the
beginningof 1990 is givenin Table1 at thebackof the document.The activitiesare
usuallyinitiated astheneedarisesduringa particularimplementationprojectand
manyof themdo notastructuralcharacter.

With theongoingsequenceof newprojectsandtheagreementon longerterm
cooperationmoreopportunitiesareavailableto undertakeinstitutionaldevelopment
activitiesin theirown right, asandwheretheorganizationshavea felt needand
interest.
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The presentdiscussionpaperlists tenpotentialareasfor Indo-Dutchcooperationon
humanandinstitutionaldevelopmentfor improvedrural watersupplyandsanitation.
Theyarebasedon an inventoryof theinstitutional developmentaspectsof theongoing
projectsasexistedlastyear,on suggestionsfrom DSTIFA, aswell asa list of
organizationalconstraintsandproposedactionby thereviewandsupportmissionsto
AP, UPandGujaratandthe technicaladvisorsto theprojectin Kerala.

Identified areasrangefrom supportto institutionaldevelopmentin the statewater
organizationsthemselves,to institutionaldevelopmentfor maintenance,management
andmaintenancefinancingof Indo-Dutchimplementationprojects,andthe
longer-termroles of NGOsandNAPSUs.Within theseareas,Dutch advisorsto the
implementationprojectsgive priority to amorestructuralstrengtheningof
organizationalandhumancapacityof the statewaterandsanitationorganization
(items2.1 and2.2).

2.1 Organizational adjustments in water sectoragencies
Indianwaterorganizationsarecharacterizedby highly capabletechnicalstaff.
Neverthelessanumberof organizationalproblemsaffectprogressand/orquality of
implementationprojects.

Within theorganizations,for example,organogramsandfunctiondescriptions
describingthestructureof theorganizationandthetasksandauthorityof staff involved
in rural waterprojectsarenot alwaysavailable.High staff rotation,in particularof the
middle cadres,andsometimesabsenceof specializationin rural watersupplyand
sanitationmakeit difficult for staff to acquireandpreservetherequiredskills for
integratedrural projects.Long-termperformanceof projects(functioning,use)is not
relatedto projectapproachduringplanningandconstruction,andmaintenancework
hasalow statusandpriority.

In staffing,governmentbanson staffexpansionmeansthatessentialsupportservices
suchasgroundwaterinvestigationsandwaterquality controlremainun- or
understaffed.Powerof authorityof existingstaff is sometimessuchthatmanydaysare
neededto getclearancefor relatively small amountsfor constructionor maintenance.
Careeropportunitiesandpromotiondo notnecessarilyreflect jobexperienceand
performance.Fieldstaffwho aremotivatedto work togetherwith thevillagerscannot
do sofor lack of taskdescriptions,training andappreciationfrom the organizationfor
non-technicalwork. Tendersfor constructioncanvary from threeto overonehundred
contractorsandsub-contractors.

Theseandsimilar issuesareall internalproblemsof governmentsandorganizations
concerned.Neverthelessadaptationsaresometimeseasierwhenfinancial and/or
technicalsupportis madeavailablefrom outside.To addressorganizationalproblems
andfacilitate changeswhichthe organizationthinks necessary,supportfrom an
organizationaladvisoror advisorscouldthereforebemadeavailableasandwhere
required.The adviser(s)shouldcombineinsideknowledgeandexperienceof the
Indianrural watersupplyandsanitationsectorwith familiarity andexperiencewith
generaldevelopmentsin rural watersupplyandsanitation,in particularwith the
integratedapproach.Preferably,externaladvisor(s)would form a teamwith
representativesfrom thewateragencyandotherauthoritiesconcerned.
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Possibletasksof the teamwould beto describeandanalyzetheorganizational
structureof thewateragency,describeoverallobjectivesof therural watersupplyand
sanitationprogrammeandlink themto existingproceduresandresults,andidentify
specificneedsandproblemsfor organizationalreform.
Findingscouldthenbe classifiedinto specificimprovementareas,institutional
developmentobjectivesformulatedandplansfor specific activitiesdrawnup. In each
participatingorganization,the work could beprecededby a workshopto discussthe
conceptof institutionaldevelopmentin awider circle anddemonstrateits methodsto
agencymanagement.

Theplannedactivitieswould thenbeorderedinto a feasiblesequenceandtimeframe
for donorsupport.TheyshouldbepartoUcontributeto the organization’swork in
progressandnot competewith themin time andfunds.Priority areasandactivities
would be identifiedandan implementationplanprepared.Emphasiswould be laid on
finding areasin which an“early anddramatic”successcanbeachievedfrom relatively
minor inputs.This will helporganizationaldevelopmentgain credibility asan integral
partof ruralwatersupplyandsanitationprogrammes.Evaluationof theimpactof
theseearlyactivitieson theorganization’soverall goalswould bean importantpart of
thework.

As partof theirwork, theteamsshouldalsocoverorganizationalaspectsof community
participation,hygieneeducationandinvolvementof women.Possiblequestionswhich
maycomeup duringneedidentificationare:

• Why an integratedapproachis needed;
• Whattheobjectivesareof communityparticipation,involvementofwomenand

hygieneeducationaspartoftechnicalwaterandsanitationprojects;
• How socialactivitiescanbe integratedin thework of the technicalorganization.

Shouldfor examplea specialsocial unit, suchasin Keralabeestablishedin
technicalagencies,or a moreintegratedresearchanddevelopmentunit, asthe
NAPO in AP? Whatwould be its status,tasksandauthority?;

• Whethersocialunitsshouldhavetheirown fieldstaff, asin Kerala,or work through
existingservicesandNGOs;

The latterissuesarein turnrelatedto theformulationof amoreexplicit policy on the
divisionof responsibilitiesandtasksin integratedrural watersupplyandsanitation
projects,not only duringimplementationbutalsofor thepost-implementationstage
(item 2.4).At themomentneitherstatenor donorgovernmenthaveformulatedany
organizationalpolicy,which aimsat developinglastingandsustainablecapacitiesfor
communityparticipation,hygieneeducationandinvolvementof women,andavoids
organizationaldependencyon externalfundingof local manpowerandmanpower
work.

2.2 Human capacitybuilding and training for rural water
supply

In thelast few years,trainingof engineeringstaff is receivingincreasedattentionin the
NA projects.Trainingabroadhasconsistedofa visit to Indonesia(ruralwatersupply
programme)andaseminaronwomen’sinvolvement(INSTRAW/ESCAP).As a result
of thelatter,thesuperiintendingengineerfrom UPstarteda pilot project(thoughnot

4



in theIndo-Dutchproject) for tribal femalehandpumpmechanics.Moreover,every
year, 2-3 engineersperstateperyeararesupportedto attendtheIHE international

courseon low-costwaterandsanitationat Deift TechnicalUniversity(Table2).

Whereimmediatetrainingneedsarise,RSMsassistin organizingin-projecttrainings,
e.g.ondesignfor field engineersin AP andon maintenancefor linesmenand-women
in Gujarat.Trainingmanuals,e.g.on site selectionin Keralaandmaintenancein AP
areunderdevelopment,throughnot yet in a teamapproachby technicalandsocial
staff.

Continuation of present inputs existing activities

Training at theIHE clearlyservesafelt needof thewaterorganizationsto develop
managementcapacitiesfor integratedruralwatersupplyprojects.This trainingwould
bestrengthenedfurther if participantsselectedarealreadyattachedto theIndo-Dutch
projectsand will continueto be sofor at least3 years,aspresentlyagreedin AP.
Further,theyshouldbe enabledto applythecontentsof their trainingcoursesin their
areaofwork.

Visits to otherprogrammesandparticipationin seminarsdeservewider application,
but shouldbeusedmoreasincentiveor rewardfor field performanceandbe linked
morestrictly to obligationsfor reportingandapplicationof relevantaspectsin theown
projects.A programmefor suchvisit andconferenceattendancecouldbedrawnup as
partof overall training needinvestigationandplanning.

Short courses

While trairiings andvisits abroadhavetheirplacein overall trainingstrategies,theyare
disruptiveif too long ortoo frequent,andinvolve relatively few participants.Several
ReviewandSupportMissionshavethereforestressedtheorganizationof short-term
specificcourseswithin the country, in whicha largernumberofparticipants,alsofrom
themiddle cadre,canparticipate.

Someof thetopics for suchcourses,as indicatedby theprojectreportswould be: the
integratedprojectapproach;technicaldesignsanddesigningfor low operationand
maintenancecosts;useof groundwater;useof low-costwatertreatment;improvement
of traditionalwatersystems;in-houseevaluationon schemefunctioninganduse;the

use of participatorytechniquesin technicalprojectsandin hygieneeducation;and
reasons andmethodsfor women’sinvolvementin rural waterandsanitationprojects.

The felt needfor thelatterwasalreadyidentifiedthrougha surveyofprojectteam’s
experiencewith women’sinvolvementby theWomen-in-DevelopmentAdvisorof the
Royal DutchEmbassy4.Somecourses,e.g.on participatorymethods,women’s
involvement,improvementof traditionalwatersystems,andevaluationwould alsobe
relevantfor NGOs.

For thedevelopmentof severalof thesecoursesusecanbemadeof theexisting
in-projecttrainingsaswell asexistingexternalcoursesandcoursematerials(e.g.on
Minimum EvaluationProceduresof WHO andUNICEF/IRC5,women’sinvolvement
of INSTRAW6,andparticipatorymethodsof PROWWESS7).Otherswould haveto be
developedespeciallyfor theIndo-Dutchprogrammestaff, but with theconditionthat
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theywill alsobe usefulfor otherstaffof theorganization,andcanbe integratedinto
thetrainingprogrammesof theagencies’own in-housetraininginstitutes.

Gujarat

Karnataka

Kerala

Local consultantswill
assesstraining needs
anddeveloptrainingplan
for NA-projects.

Local consultantdid
overall studyandplan
with WB financingin
1985.

No training needs
assessmentplannedsofar

Expatriateconsultancy
on overall training needs
in progresssince1988

Planto includeorientation!
trainingin CP. No
consultingspecialist
on CP/WI included.

Low-costsanitation
included.CP/WI not.
No trainingneeds
identified for NA-
Projectsbeyond
what alreadytakes
place.

Proposedtr.Iimited
to technical
training caretakers
andhouseholdcourse
latrine maintenance.

Severalhardware
aspectsnot covered.
Sanitation,CPand
with WB financing.
WI not included.

Uttar Pradesh UPJNformulatedown
proposalfor lower staff
(4regionalcentres).
Planfor higherstaff
in progress.

Coursesto include
CPIWI in handpump
siting andvillage!
womencontribution
to agencymaintenance.

In-house institutional training

For moresystematicandlong-termsupportto training,DAL’ZZ has requestedthe
RSMsto consultandsupporttheimplementingorganizationson assessingtheir
trainingneedsandlinking themto theirplansandprogrammesfor in-housetraining.
Inventorizationhasfocusedon thewateragencies.So far few non-technicalaspectsare
included(Table2).

Institutionaltrainingplanscould bestrengthenedby including trainingon community
participationandinvolvementof womenin everytraining programme,andensuringthe
useof experiencedandtrainedtrainersin theseaspects.Preferablyprogrammesshould
alsoincludesomepracticaltrainingin thefield, for whichsomeof theIndo-Dutch
projectsmay offer good opportunities.

Table2

AndhraPradesh

Trainingneedsidentificationandtrainingplansin NA-projects (1989/90)

State Needsassessment Plancontents
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As a first steptowardsthis purpose,it couldbeconsideredto carryout pilot courseson
participatorymethodsandinvolvementof womenfor key officials andin-housetrainers
(training-of-trainers).Subsequently,they canbe assistedto developtheirowncourses
andintegratetheseinto theoverall in-housetrainingprogrammesunderdevelopment
in the states.

Anothergeneralareafor strengtheningof in-housetrainingprogrammesis thetraining
of managerialstaffon organizationalimplicationsof designingandmanagingintegrated
andparticipatoryprojects,e.g.for projectpreparation,local designs,field procedures,
training coursesandinfluenceo~faccountabilityto usersorganizationsin returnto user
contributionsto maintenanceandmaintenancefinancing.

Trainers of in-housetrainingcentresaswell asNAPSUstaffshouldin all casesbe
involvedin thedevelopmentof courseoutlinesandmaterialsandin arranging
fieldsessions,to ensurethattheirexpertiseis usedfully andexistingcapacitiesare
strengthened.

Training needsand other organizations

Theaboveleavesthe trainingneedsin otherorganizationsinvolved in NA projects
(sanitationdepartments,NGOs,NAPSUs,consultants)unaddressed,apartfrom those
aspectscoveredunderitems2.5 and2.6.Here,theRSMscouldplaya similarly
valuablerole to whatthey did in thewaterorganizations,by helpingidentify training
needsandassessinghow thesewould fit into thesupportprogrammepresently
developing.

2.3 Strengthening of maintenanceand maintenance
financing

Maintenanceof completedprojectsis presentlyguaranteedby theCentralandState
Governments.For AcceleratedRuralWaterSupplyProjects,10%of annual
investmentcostsmustbe setasidefor maintenance.Thisbudgetis increasedby the
statesto maintainalsoprojectsthatarefinancedotherwise.While this arrangement
wassufficient initially, ongoingconstructionandprogressingageof completedprojects

increases recurrentcostsandmayput too largeaburdenon statefinancesin future.
This is further indicatedin Table3.

With thegrowingnumberof watersystems,theseproblemsarelikely to increasein the
nearfuture sothatinstitutionaladaptationswill beneeded.Options for such
adaptationsinclude:

(1) Reductionof maintenancecoststhrough(i) decentralizationand/or
(ii) delegationof small systemsor systempartsto the communitiesthemselves;

(2) Increaseof maintenanceresourcesthrough(i) betterchargingand collection
of householdandpanchayattariffs; (ii) allowing and assistingpanchayatsand
watercommitteesto setup their own local financingsystemto financelocal O&M
andmanagementcosts;(lii) offering a largerrangeofpaidservicelevels,e.g.
groupandneighbourhoodconnections8,and (iv) designingsmall projects
(handpumps,mini-schemes)from thevery startascommunity-managedsystems9~
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Table3 Costs,financingandmonitoringof O&M (1987/88)

State O&M costs! Revenues Financing Monitoring performance
expenditures and recurrentcosts

Est. total
costfor AP-I
will take36%
of annualO&M
budgetPRED.

Tot.cost‘87/88
SantalpurI
28.2 lakhs=
? % ann.budget
(?)GWSSB.

None.
Free
public
taps
only.

O&M costsnot
registered.
Monitoring of costs +
performanceAP-I
to be introduced.

Existingestimates
excludecostsof
staff& transport.
No performance
monitoringsystem

At present,arrangementsfor communityparticipationareadditionsto, not adaptations
of agencyinstallationandmaintenancesystems.Wheneffective,theycanbring cost
savings,by reducingpreventivemaintenancecostsandbringing betteraccessand
service,which in turn is relatedto users’willingnessto pay.Actual savingswill
howeverdependon thequalityof agencyresponseto communityeffortsandthe
degreeto whichpreventivemaintenancecostsarealreadybudgetedfor. Savingsalso
haveto be setoff againstinvestmentsneededto establish,trainandmonitor thewater
committees.

Savingscanbe muchgreater(the World Bankmentionsup to factor 10)10,when
certaintypesorpartsof schemes(handpumps,mini-schemes,village distributionnets)
aredesignedandplannedascommunity-managedsystemsfrom thebeginning.With
growingproblemsin centralmaintenanceandmaintenancefinancingtheremay
thereforebe a growingscopefor guidedexperimentswith community-managedwater

Andhra
Pradesh

Gujarat

Karnataka

Kerala

Uttar
Pradesh

State
subsidy
100%

State
subsidy
100%

State
subsidy

State
subsidy
80%

State
subsidy
94%.

Collection
Rs5/cap!..
postponed

Councils
spendRs.
3-5,000/yr

Total revenue
from users!
councils
covers20%.

Total revenue
from users
Rs. 16m.
or6%.

O&M budget86!
87 consumed
after6 months

Est.O&M cost
RWSin 87/88
Rs.590 lakbs.

Est.O&M cost
RWSin 87/88
Rs. 279 m.

No detailedinsight
on actualO&M needs
and& reservations

No separaterecords
for costsconstr.&
maintenance.No
summarydownperiods.

Maintenancedivisions
notin habitof producing
regularreports.
No reportingformats
outsidehills region.
toppedto Rs.
lOOm. Shortage
Rs. 163m.
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systemsand groupconnections,providedtheprojectsaredesignedfor community
managementright from thestartand trainingandsupportfor building water
managementcapacityin thevillages is available1~.

Thereis clearlya scopefor guidedexperimentsor smallresearchanddevelopment
projects(R&D) in this area,asplannedalreadyin AP (communitymaintenanceand
privatesectorinvolvement)andKerala(groupconnections).Oftencalled
demonstrationprojects,theseprojectsinvolve thelocal testingof innovative
approachesandmethodsunderreplicablefield conditions(re budget,time, numberof
agencystaff etc.).Theprojectsareeitherguidedby a local staff member,e.g.from a
researchandplanningdepartment,or a local researcher.However,theyrequirespecial
arrangementsto ensuretheir laterwider scaleapplicationwhenprovedeffective.An
exampleof aguidedexperimentin UP is thecommunity-baseddrainageproject.

Formulationandguidanceof R&D projectscouldbe carriedout by the NAPSUsin
closecollaborationwith theRSMsand implementingagencies,andshouldinclude a
familiarizationperiodwith similar projectselsewhere,throughdocumentstudyand
field-visits.

2.4 Adaptation of task descriptions of fieldstaff to the
integrated project approach

Institutionaldevelopmentfor integrationof communityparticipation,hygiene
education,sanitationand in somecasesincomegenerationfor womenhasjust started.
Table4 givesthescopeof participatorywaterandsanitationprojectsin mid-1989.

In all states,organizationof village or tapcommitteesfor
waterandsanitationhasbegun,with variationsasto methodsof formation,scopeof
tasksandtraining.Tasksfor involving male andfemalecommunitymembersin local
planning,maintenance,managementandevaluationaredevelopedin thefield, in close
cooperationwith NGOs.

However,at manageriallevels,conceptualclarity andunityon communityparticpation
andinvolvementof women,andthe role of wateragenciesvis-a-visNGOsremainto
be developed.

Some,for example,seeparticipationasaway to getmoregeneraluseandbetter
functioningof facilities in government-managedwaterandlatrineprogrammes,by
giving users,and especiallywomenandpoorusers,somesayin local designsand
servicemanagement.Othersseeasa goalto build up communitycapacitiesso that
local organizationsthemselvescanmaintain,manageandfinancecommunitywater
supplies,or partof supplies(distributionsystems),andlatrineprojects.Againothers
seecommunityparticipationandwomen’sinvolvementmainlyasa serviceto the
agency,with usersandwatercommitteescleaningtap sites,reportingproblems,
controlingmisuse,promotinglatrines,etc.

A relatedinstitutional issueof theintegratedapproachis manpowerdevelopmentand
manpowerfinancingfor non-technicalwork. In all states,promisingclosecooperation
is developingbetweentechnicalfieldstafffrom thewateragenciesandsocialfieldstaff
from NGOsandsocialunits.
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Use of participatorymethodsandcooperationwith NGOs is changingtheworking
proceduresin thefield, andalso affectprojecttiming, scope,coordinationstructures,
etc.However,perhapsbecauseof thelack of policy formulationandtaskdivisionon
communityparticipationandhygieneeducation,this hasnot yet resultedin adaptation
of task descriptionsandproceduresfor technicalstaff andthe developmentof
integratedfield manuals(Table1, at backof document).
If thedevelopedknow-howandmethodsareto be continuedandexpanded,andalso
be reflectedin staff recruitment,training etc.,theywill haveto beformally recognized
andrecordedby thewateragency.

Table4 Institutiondevelopmentfor integratedprojects(1989)

State No. villages
with RWS
projects
estlin progr.

No. villages
with village
waterctees
est/inprogr.

No. villages
with sanita-
tion project
estlin progr.

No. villages
with hygiene
education
est/inprogr.

AdhraPradesh 433 256 256 256

Gujarat 269 43 2 95

Karnataka* 364 - - -

Kerala

Uttar Pradesh

65

2966

147
(wardlevel)

50

6

48

21

46

Total 4097 507 327 433

* Projectsnotyet started * * Averagepopulation25,000/village

In thelongerrun,thereis alsothequestionof continuityandsustainabilityof
manpowerfor communityparticipationandhygieneeducation.For lastingeffectsand
stronginstitutionalcapacities,villagewatercommittees,andvillage sanitationand
hygieneeducationprogrammeswill requirecontinued-thoughgraduallydiminishing-
supportfor sometime afterimplementation.
It is not clearwhethertheNGOswill continueto give suchsupportafterDutch
financing ends.So far, this issuehasonly beenapproachedin AP, whereCHAI has
agreedto continuelow-key supportto village action committeesaftertraining and
implementationhavebeencompleted.

A relatedinstitutional developmentaspectconcernstheexpansionof community
participation,hygieneeducationandsanitationactivitiesbeyondthepilot phase.
SuitableNGOs arenot alwaysavailableto expandtheintegratedapproachto thenow
over 4000RWS projectvillages.SomeNGOsinvolved(universities,consultants)do
nothavethemandate,characterandpermanentfieldstaffto continuework in thepilot
areas,nor to expandto a full programmescale.Neitheris it clearwhetherthe
NetherlandsGovernmentis preparedto financethepersonnelcostsof increasingly
largenumbersof NGO workersandfieldemployeesof socialunits for aprolonged
period.
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All theseissuescall for theformulationof aclearermanpowerpolicy anddivisionof
tasksandauthoritywith regardto communityparticipation,hygieneeducationand
sanitationactivities addedto RWS projects.A first stepwould be,on DGIS side, the
developmentof aclearpolicy on manpowerfinancingfor communityparticipationand
hygieneeducation.At statelevel, thejoint policy frameworksfor Indo-Dutchprojects
look into thismatter,but furtherworking out of thepracticalitieswill requireextra
effortsandperhapsstrengtheningof the RSMswith a temporaryexperton institutional
developmentin thenon-technicalaspectsof rural waterandsanitation.

2.5 Capacity building in hygieneeducation methodsand
evaluation

In all states,apromisingstarthasbeenmadewith thelinkageof hygieneeducationto
Indo-Dutchwaterandsanitationprojects(Table4). Activities in theseprogrammes
focusespeciallyon productionanddistributionof hygieneeducationmaterialsandon
training.

Theseactivitiescanbequiteuseful asa first stepin local hygieneeducation
programmes.HOwever,provisionof generalhealthinformationto village menand
women,andtraining on desiredbehaviour,by themselvesseldomleadto lasting
changesin localhygienepracticesandconditions,which is theultimateaimof the
programmes12.

Building in evaluationson theimpactof thechosenhygieneeducationstrategieson
local conditionsandpractices,asplannedin UP,andmoreattentionto strengthening
theinstitutional capacityof villagesto plan,implementandsustaintheirown hygiene
improvements,as in AP, seemto berequiredin all programmes.

Institutionaldevelopmentactivities in thisareacould consistof better informationand
documentationconcerningtheeffectivenessofvariouseducationalmethodsand
materials;familiarizationofmanagementlevels of healtheducationservicesandNGOs
with recentdevelopmentsin educationalstrategies,programmeplanningand
organization;andassistanceto developandimplementinternalmonitoringsystemand
evaluationson thecost-effectivenessof thechosenhygieneeducationstrategy.

2.6 Knowledgeexchangeon rural sanitation strategies
For sanitation,all Indo-Dutchprojectshavestartedpilot projects(Table 4). First
experienceswith designin Gujaratandevaluationof existingprogrammesandnew
pilot projectsin UP, AP andKeralaindicatethattherearestill severalproblemsto be
overcome.

Theseinclude: theuseof apurely technical(construction)approachby someNGOs
andwateragencies;affordability andreplicability of low-costtechnologieson a
programmescale;follow-up of completedlatrineson maintenanceanduse;narrow
focuson latrineprojectswhile priorities of villagesor populationsectionswithin
villagesmaygo to otherformsof environmentalsanitationimprovement;motivation
andeffectuationof latrineuseby especiallymenandchildren;andsomeprogrammes
andsubsidiesdisproportionallybenefittingthe upperstratain theparticipatingvillages.
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Reviewof ongoingprogrammesindicatesthattheimprovementof village sanitation
comprisesmorethanthe quick installationof a largenumberof standard-typelatrines
in selectedvillages.Durablyandeffectively improvingvillage sanitationis a lengthy
process,which requiresthe developmentof technical,socialandorganizational
capacitiesin thevillagesthemselves,matchedby similardevelopmentsin the
implementingagencies.

At present,varioussanitationapproachesarestill beingtriedat pilot scale(UP,
Gujarat)or in a larger-scaleprogrammaticapproach(Kerala,AP). Themagnitudeof
theremainingtask,both quantitativelyand qualitatively,warrantsajoint reflectionon
thelessonslearnedfrom theseindividual programmesand thebestwayto proceedas
soonasasufficient coveragehasbeenachievedin all statesanddataon durationof
maintenanceanduseareavailable.Onepossibility in this areawouldbe to organizea
joint conferenceonsanitationin theIndo-Dutchprojectsandits implicationsfor
institutionaldevelopmentat bothvillage andagencylevel.

2.7 Adaptation of project preparation and design
Preparationof proposalsfor newwaterprojectshasso far takentheform of standard
constructionprojects,with little descriptionof intendedmeasuresfor maintenance,use
andmaintenancefinancing.Activities for communityparticipation,hygieneeducation
andinvolvementof womenarenot generallyintegrated(Table 1).

Integratedimplementationwould be facilitatedwhentheproposalswerealready
preparedin an integratedway,basedonfield studieson local technicalconditions,and
thefelt needs,capacitiesandwillingnessof thepeopleto participatein theproject.
Developmenttowardthepreparationof integratedproposalshasnow startedin AP
andUP. In Kerala,theKeralaWaterAuthority and theSocio-EconomicUnit recently
preparedajoint plan of operationfor ongoingprojectsin thenextthreeyears.In
Karnataka,two externaladvisersarebeingappointedto assistthePREDandother
agenciesin preparingan integratedprojectplan.

As projectpreparationlays thebasisfor integratedimplementationin future, it would
be usefulto investigateto whatextendthesedevelopmentscanfurtherbe
strengthened.For Gujaratfor example,whereno NetherlandsAssistedProjectSupport
Unit is present,it hasbeenproposedthat a separateadvisoryteamassiststheGWSSB
in preparingthenewprojectproposalsin anintegratedway.

Also, engineeringstaff andNGOsat district level maywantmoretrainingor supportin
carryingout integratedfeasibility studies,to assessnot only areaselectionand
technologychoice,but alsolook at thelongertermsustainability,views andpracticesof
thepeopleandlocal organizationalcapacitiesfor communityparticipation,hygiene
education,sanitationand involvementof women.

In technicalprojectdesign,somereluctancyis further reportedto deviatefrom
standarddesignprocedures,e.g. on theuseof groundwater,aerialphotographyand
intermediateservicelevelsin orderto developmoresustainableprojects.Here,the
proposedshortcourses(item 2.2) aswell asreviewof projectdesigncriteriacouldplay
a role.
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Anotherreportedproblemis thequality of consultancywork in projectpreparation,
designandevaluation.Capableconsultancycapacitiesin both technicalandsocial
fields areavailablein India.Involvementofconsultantscangive importantsavingsin
time andburdenfor theimplementors,providedthe consultantsarefamiliarwith
recentdevelopmentsin the rural watersupplyandsanitationsectorandgetclearterms
of referenceandguidancefrom thosecommissioningthework.

Wherethis hasnot beenthecase,studieshavenot comeup with thekind of datathat
areuseful, (e.g. in baselineandevaluationstudies);havecontainedmethodological
errors;andhavebeenunnecessarycostlybecausethe amountof usefulinformation
collectedstoodin no relationshipto thenumberof person-monthsput in.

It would thereforeseemusefulthat especiallyfor activities commonto all Indo-Dutch
projects,suchasthe carryingout of baselinestudiesandevaluations,morespecific
guidelinesfor consultantsareprepared,which arebasedonthepositive andnegative
experiencesgainedso far.

2.8 Developmentof monitoring and evaluation systems
Internalprojectmonitoringandevaluation,oftenaweak elementin implementation
projects,is well-developedin theIndo-Dutchwaterprojects.Constructionprogress,
expendituresand costsaremonitoredby implementingagenciesandRSMs andare
excellentlydocumentedin hi-annualreports.However,for day-to-daymanagementat
agencylevel, aswell asmonitoring ofIndo-Dutchprojectsat theRoyalDutch
Embassy,no easilyuseableandcomprehensiveoverviewsareavailable.

Moreover,for performanceof completedprojects,watermaintenancedivisionsand
sanitationprogrammesarenotyet in thehabitof producingregularreportsbasedon
fleiddata(Table3). Neitherdo formatsfor reportingexisteverywhere.As a result,
thereareno reliabledatawhichcanbe summarizedto informhighermanagement
levelsabouttheperformanceof completedwatersystems.Sanitaryaspects,e.g.
drainageandhygieneatwaterpoints, arenot included.

For sanitation,KeralaSEU-Northexperimentswith community-basedmonitoring(by
thewardwatercommittees)of maintenanceanduseof installedlatrines.In other

: states,no monitoringis sofar reported.

For communityparticipationand hygieneeducation,monitoringofprogressand results
hasalsoto be developed.Referencein this respectis madeto two recentpaperson
monitoringindicatorsin participatorywaterandsanitationprojectspublishedby
UNDP/PROWWESS~andGTZ14,and to initiatives to developa management
informationsystem(MIS) for Indo-Dutchprojectsby theRNE.

Attitudes to integrated monitoring

RSMsand NAPSUsin AP andUPhavestartedto buildup systemsto monitor
constructionprogressandfinancingfor eachmajorpartof technicalwaterprojects.
However,recognitionandadoptionof monitoringby the managementof implementing
agenciesis notyet achievedeverywhere.
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Any MIS projectshould thereforeinclude thedemonstrationof thevalueof a
managementinformationsystemfor easierprojectmanagement,andof theimportance
of coveringnot only constructionand financingbut alsomaintenance,sanitationand
hygiene.Further,engineeringagenciesshouldbecomemoreawareof thevalueand
possibilitiesof cooperationwith NGOs,healthservicesandvillage institutionsfor data
collectionatfield level.

On theotherhand,communities,NGOsandlocal governmentserviceswill only
supportcollectionof fielddataon functioningandhygieneof ruralwatersystemsand
improvementof environmentalsanitation,if themonitoringsystemis simple, easyto
carry out and is seento havepositive results,throughcorrectiveaction from village
organizationsaswell asprojectstaff.

Evaluations as managementtool: skills and attitudes

With regardto currentMIS development,it seemsmostappropriatewhenthe systems
aredevelopedseparatelywithin eachstate,butarelinked to theproposedsystemof
theTechnologyMission.The latteris alsoproposedin theJointPolicy Frameworksfor
Indo-DutchProjects.Meanwhile,theRNE coulddevelopits own MIS in close
consultationwith therespectivestatesystemsto ensurethemutualcompatibility of the
systems.

With regardto evaluationof completedconstructionprojects,thesehavestartedin all
NA-areas.As far asstudieshavebeencompleted(onwaterusein Kerala,and
sanitationin AP andUP), theyhaveinfluencedthedesignof theNA-projects.

This is not thecasefor thegeneraldesignsandproceduresof theimplementing
organizations.It is furthernoticeablethat evaluationsandothersupportstudiesare
eithercarriedout by externalconsultantswith termsof referencefrom theReviewand
SupportMissions,or by theNA-Project SupportUnits.

This meansthatwithin theimplementingorganizationsthemselvesno evaluationskilLs
arebuilt up, and that themanagersof theseorganizationsgetno directexperiencein
guidingand supervisingevaluationstudies.Moreover,tensionbetweentheexternal
consultantsandtheimplementingagencyabouttheoutcomeof someof thestudies
havefurther limited theacceptanceanduseof thefindings by theimplementing
agencies.

Thereis thusclearlya needfor theimplementingorganizationsto look into theuseof
evaluationsasa managerialandinstitutionaldevelopmenttool andmakegreateruseof
existingin-houseevaluationinstrumentsandtools, suchastheMinimum Evaluation
Proceduresof theWHO andtheMEP trainingcourses.Onewayof doingsowould be
to organizeaworkshopor workshopsin designingparticipatoryevaluationson
functioninganduse(MEP) in which alsosomefieldwork is included.
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2.9 Knowledge developmentand information exchange
within and betweenprojects

Indiahasmanywell-trainedsocialworkersandscientists,andis knownfor its expertise
in women’sincome-generatingprojects.Moreover,in NGOcirclesthereis a long
experiencewith people’sparticipationin communitydevelopmentandpreventive
health.Knowledgeon communityparticipationandinvolvementof womenin water
andsanitationandon effectiveforms of hygieneeducation,activitieswhich have
startedonly recently,canthereforebeexpectedto developrelatively fast.

Exchangeof informationin thissubjectareatakesplaceindirectly, throughthe reports
of theReviewandSupportMissions. A morepersonalexchangeof information and
experience,aswell asfamiliarizationwith documentedexperiencesin otherareaswith
a tradition in participatorywatersupply, canstimulatethis developmentandhelp avoid
documentedmistakes.

Knowledgedevelopmenton technicalissues,anduseand exchangeof existing
knowledgeseemto takeplaceto a smallerdegree.Acquisition of referencedocuments
for examplehappenson anad-hocbasis(Table 1), asdo experimentswith new
technologies,suchaswaterquality testingthroughMillipore kits. Thereviewreports
providegood documentationof ongoingwork, but do notallow for personal
discussionsandexchangeof views.Jointmeetingsof projectteamsfrom the
participatingstates,astaking placebetweentheReviewand SupportMissionsin the
Netherlands,havebeenproposed,but sofar havenot beeneffectuated.

Possibleactivitiesthatcouldbeundertakenin this senseare,at centrallevel, the
organizationby theWaterCoordinatorof Joint Meetingsof theIndianproject teams,
andat statelevel, thestrengtheningof thedocumentationandinformationsystemsof
theparticipatingprojectorganizations.

The NAPSUscanalsoplay a role asknowledgecentres,by collectingandusingbasic
documentson low costtechnologiesandintegratedandparticipatoryapproaches,and
documentingand diffusingproject experiencesin a systematicway,ashappensalready
to someextentin Kerala.

For theJointMeetings,theWaterCoordinatorcould compilea timescheduleandlist
of priority topics,aswell asgive guidanceon the typeof informationto beprovidedby
theindividual stateprogrammes,in orderto promotehighquality of information
exchangeandsubsequentdiscussions.

A first stepfor thestrengtheningof thedocumentationand informationsystemsof the
project organizationscouldbea fact-findingmissionof aninformationspecialiston
whatprojectrelevantdocumentationis availablein theorganizationsconcerned,and
whatuseis madeof it. Further,futureproposalsfor integratedwaterprojectscould
include aseparatebudgetitem for the acquisitionanduseof project-relevant
documentation,providedorganizationalarrangementsfor its managementanduse
alreadyexistandfunction, or canbe helpedto do so.
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2.10 Role of support structures
A final areafor considerationaspartof this discussionpaperon institutional
developmentis therole of theprojectsupportstructures.For theReviewandSupport
Missions,this role is graduallychangingfrom generalmonitoringandreviewto a
specificsupportfunction.Thelatter is in line with thelong-termDGISpolicy on
reducingexternalsupportto implementationprojects,althoughtheremaybe reasons
(knowledgeandcontactsbuilt up, projectspecificexpertise)to graduallyreplacedirect
supportvisits by otherformsof communication,suchascorrespondenceandexchange
and reviewof documentsandinputsinto training programmesandotherinstitutional
developmentactivities.

With thescheduledintroductionof socialwings or socio-economicunits in the
implementingorganizations,asproposedin thejoint policy frameworks,theneedsfor
andpositionof the NAPSUswill alsochange.Ontheotherhand,it is expectedthat
their time and expertisewill remainto beneededfor sometime by the RNE aswell as
theimplementingagencies.Oneoptionto do sowould be to continuetheservicesof
theNAPSUs to theIndo-Dutchintegratedwaterprojectson a part-timebasis,
combininga monitoringtaskfor theRNE with anadvisorytaskto thenewly formed
socialwings or R&D units.In theremainingmonths,theNAPSUscould eithergeta
supporttasksimilar to that of thewaterprojectsin otherIndo-Dutchdevelopment
projectsin theregion,or maketheirprofessionalexpertiseavailableto otherintegrated
waterprojectsandto ruralwatersupplytrainingprogrammesin the region.
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