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EXECUTIVE SUMMARY

The DWSP assistedin the construction and I or rehabilitation of 22 piped water supply
schemes in Morogoro Region For the management of the schemesautonomousWater
SupplyCompanies(WSC)havebeenestablishedMorogoro is the first Region in Tanzania
wherethis option for rural pipedwater supplyschemeswas introducedthreeyearsago As
aresult the Programmeis on experimentalgroundswith this managementoption Because
of this experimentalcharacter,it was decided in January1999 not to continuesupporting
all registeredWSCsbut to concentrateon seven

The atm of the so-calledSWOT mission is to developand field-test modelsto streamline
the socialand businessdevelopmentsof the WSCs SWOT meansStrengths,Weaknesses,
OpportunitiesandThreatsandis an analyticalmodelwith ahigh degreeof participationof
all stakeholdersNext to the SWOT ana~sisthe mission,which consistedof four experts,
carriedout adetailedsustainabilityrisk analyseson the first batchof sevenWSCs

The objectivesof the study havebeento

- Categonsethe WSCsanddeterminethreeto four models
- DevelopSWOT analysismodels
- Testthe SWOTmethodology
- Carryout detailedSustainabilityRisk Analyses
- Recommendon immediateactions,long-termactivitiesandapproaches

Throughoutthe study the mission focussedon a wide vanety of aspectsrelated to
sustamabilit In that respectthe sustenancewas definedas “The capabilityof the WSCs
to continueproviding adequatewater servicesto all usersfor a very long penodof time
evenwithout financial or technicalsupport from the presentdonor” The basic question
emanatingfrom this was “What are the nskson the sustainabilityof the Water Supply
Companyandits watersupply servicesto the users7”

As suchthe study team looked into the water supply Companyand its environment In
particular with regard to 1) legal aspects,2) organisationalsetting and spheresof influ-
ence,3) sustainability,4) Rural WaterPolicy and 5) the role of the DWSP

The missiondrawsthe following generalconclusions
1 Noneof the WSCshas reacheda sustainabilitylevel sufficiently high to continuewith-

out furtherintensivesupport With a promisingfuture Companiesarestill in the devel-
opmentphase

2 Providedthatafter a consolidationphaseof anotheryear, dunngwhich permanentand
effectivesupportshouldbe rendered,possiblythroughan independentinstitution, sus-
tenance~~ouldbereachable

3 Thelevel of achievedsustainabilityvanesamongthe companiesBoth the SWOT and
sustainabilityrisk analysesindicatethat the threelarger companies,i e Ikela, Ruaha
andRudewa,arefurther in their developmentthanthe smallerones

4 Complexityof technology(pumpedversusgravity) is not the most importantparame-
ter to becomemoresustainable,but the numberof userfanulies is Particularly the
numberof privateconnectionsand their effectivedemandaredeterminingfactors

S The readinessto pay for a higher and guaranteedservice level makes the financial
sustainabtlitystrong More privateconnectionsindicatealsoa strong economicbasein

Royal Netherlands Embassy / SWOT Mission 1999 DWSP - Morogoro Region

-7-



DIIV Consultants BV

the community Smaller systemsdo not havethat critical mass of regular payers and
their managementis weaker

6 The Programmehasgiven intensivesupport to sevenWSCs since the beginning of
1999 The presentimproved perfoniianceof the WSCs, as comparedwith previous
years,showsthe positiveeffectsof theseefforts

7 The companiesconsiderDWSP as the true supporterin their developmentto become
sustainableAnother yearof supportfor consolidationis neededwith varying degrees
of intensityper WSC

8 The SWOT and sustainabilityrisk analysesmethodologiesare soundmethodsfor as-
sessingthe performanceof the companiesThey complementeachother, but canalso
be usedseparatelyThe SWOT methodolog\is particularlystrong in assessmentof the
company’sperformance~The secondmethodologycontainsa rich set of good indica-
tors I

The missionidentified five key taskson whichDWSPshouldfocusfuture assistance
- Finalisationof legal aspectsandownershiparrangements,
- Furtherdevelopmentof theWSCoption,
- Needfor developmentof an independentsupportorganisation(federation),
- Continuedemphasison involvementof theprivatesector,
- Due emphasison methodologiesandattitudes

Out of threepossiblescenariosfor future supportto thewater supplycompaniesthe mis-
sion is the opinion that the bestoption is that DWSPcontinuesto consolidatethe achieve-
mentsand to supportthe establishmentanddevelopmentof asupportingagency(regional
federation)for furtherdevelopmentof the WSCs

Themissiondiscouragesthe ideathat DWSP shouldceasethe assistance,while the WSCs
haveto rely on support from the Local Governmentandthe privatesector Both parties
lack the required capacity and means The SWOT team neither favours the option that
DWSP continues to support the WSCs nor developsfurther capacitiesin the Districts and
pnvate sector at the same time

DWSP- Morogoro Region Royal Netherlands Embassy / SWOT Mission l999
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INTRODUCTION

The Domestic Water Supply Programme (DWSP) is a joint programme of Tanzanian
Government andNetherlands Government represented by the Royal Netherlands Embassy
in Dar es Salaarn At the Tanzamanside the Local Governments implement the Pro-
gramme, and at the Netherlands side at this moment DI-[V Consultantsis responsiblefor
the ProgrammeThe Programmeis active in Morogoro andShinvangaregion The present
phaseof the Programmestartedin 1993 for aperiod of five yearsbut got abudgetneutral
extensionof one\eartill theendof 1999

The DWSPassistedin the constructionor rehabilitationof 22 piped watersupplyschemes
in Morogoro Region Some of theseschemeshavenot beenfully completedvet For the
managementof the schemes,autonomousWater SupplyCompanies(WSC) havebeenes-
tablished For rural water schemesMorogoro is the first Region in Tanzaniawherethis
option was introducedthreeyearsago for autonomouswaterschemesmanagementAs a
resulttheProgrammeis on expenmentalgroundswith this managementoption Becauseof
this experimentalcharacter,it was decidedin January1999 not to continuesupportmgall
21 registeredWSCsbut concentrateon seven ThesesevenWSCsarewell distributed,also
geographically,over the four districtsthe DWSPis active in The sevenWSCsare Ndole
andKambalain MorogoroDistrict, RudewaandRuahain KilosaDistrict, Ikela (Mkambai

Kidatu) in KilomberoDistrict, andMakangaandIsongoin UlangaDistrict

It was only towardsthe presentprogrammephase(1993-1999)that the sustamabilityof
the WSCswas lmkedto thelegal frameworkrequired This legal frameworkincludesown-
ershipof assets,surroundmglandandwater nghts.andthe legal statusof the WSCas in-
stitution

The aim of the presentmission is to developandfield-test modelsto streamlinethe social
andbusinessdevelopmentsof the WSCs The ToR(Appendix 1) indicatesthatthe Mission
usesthe SWOT model SWOTmeansStrengths,Weaknesses,OpportunitiesandThreats,
an analyticalmodel with a highdegreeof participationof all stakeholdersThe secondre-
portof this Mission describesthetwo methodologiesusedin this Mission
Next to the SWOT analysis of the seven WSCs, the Mission camedout a detailed
sustamabilit~risk analysisfor the sevenWSCson the requestof the RINE’ The risk analy-
sis validatesalsothe resultsfrom the SWOT analysis An analyticalmodelwas developed
andapplied The methodologyof this model is alsodescribedin Report2

The objectiveof the Mission to developmodelblueprints/ guidelinesfor all relevantman-
agementissueshasbeenremovedfrom the objectives(ToR objective4 andtask 12)

The outputsof the Mission are
é A documentedandfield-testedSWOT methodologythat can be usedby DWSP, Dis-

tricts and WSCs,andcanhaveawider applicationin Tanzaniaandabroad

asdiscussedat theRNE in Dar es Salaamon 10 May 1999

Royal Netherlands Embassy~ SWOT Mission 1 999 DWSP - Morogoro Region
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~ A documentedand field-testedSustainabilityRisk Analysis methodologythat can be

usedby the DWSPandorganisationsas Federationsof WSCs
~ SWOT results, including indicative strategic orientations, from sevenWSCs discussed

and validated with representatives from the WSCsand close stakeholders
è DetailedSustainabilityRisk Analysis results of seven WSCs
è Documentedoutputof a one-dayNational Workshop on sustainability of WSCswith

representatives from all 21 WSCs. Districts, DWSP,Region and Central level

The reportingof the Mission is donein 9 volumes
ó Report 1 is the Main Reportcovering the overall findings, conclusions,scenarios!

strategiesandrecommendations
o Report 2 describesin detail the two main methodologiesapplied SWOT and

SustainabilityRisk Analysis
o Report3 to 9 give the findings, conclusionsand recommendationsper WaterSupply

Company.onereportfor eachcompany Thesecouldbe very usefulfor the companies
whentranslatedinto Kiswahili

The Mission wascomposedof four consultants

Mr AudaceKanshahu Financialspecialist

WEDECO,
Shinyanga

Morogoro

Mr IssaeMadundo CommunityDevelopmentspecialist Innga

Mr Jo Smet Water supply institutional development
specialist and team leader

IRC, DeIft,
The Netherlands

I

The programmingof the Missionwas in threephases

Phase 1 9 Mayto 6 June 1999

Phase 2 7 June to 25 June and26
July to 13 August 1999

Phase3 12 Augustto 11 September
1999

Developmentof SWOT andSustainability
Risk Analysis methodologyandtools,

SWOTAnalysis in threeWSCs Rudewa,
RuahaandIkela

SustainabilityRisk Analysis in all seven
WSCs

SWOTAnalysis in four WSCs Kambala,
Ndole,MakangaandIsongo

I

I
I
I
I

Mr Deo Binamungu

I

HRD andInstitutional Development
specialist

I
I

I

I
I
1
I

DWSP - Morogoro Region
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2 AIM AND OBJECTIVES OF THE STUDY

Accordingto theToR (Appendix 1) the aim of the Missionis to developSWOT modelsfor
streamliningrequiredsocial and businessdevelopmentsof the WSCs The Mission will
apply theseSWOT modelsto jointly reviewwith the WSCsand their stakeholdersthe past
experiencesand advise them on possibilitiesto arrive at sustainablesocial and business
developmentsOn the requestof the NetherlandsEmbassy,the aim was expandedto in-
cludeasustainabilityrisk analysisof sevenWSCs in the ProgrammeThe objectivesand
tasksof the Missionhavebeenadjustedafter the briefing at the RNE on 10 May 1999

The objectives are

o To categorisethe WSCs and determine three to four models
O To developSWOT analysismodels

O To test the SWOTmethodology on the sevenselected WSCsand to amendthe ap-
proach if needed

o To carry out adetailedSustamabilityRisk Anal\ sis for the sevenWSCs
o To recommendimmediate actions and long-term activities and approachesfor the

DWSP andthe rural pipedwatersupplysegmentin Tanzania

Royal Netherlands Embassy / SWOT Mission 1999 DWSP - Morogoro Region
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3 METHODOLOGY

Two methodologies were used as indicated in the ToR and as a result from the briefing at
the RNE
• SWOT Analysis
• SustainabihtyRisk Analysis

Detaileddescriptionsof thesetwo methodologiesaregivenin volume 2
MethodologyReport(onsustainabilily011Sfbatch WaterSupplyCompanies,)

The two methodologies were meant to complement each other so that the team would be
able to draw up general and specific conclusions related to WSCssustainability andmake
recommendationsfor direct actionsand for the longer term In referenceto the ToR the
teamdefined‘sustainability’ as

The capability of the WSCsto continueproviding adequate
waterservicesto all usersfor a very longperiodoftimeeven
withoutfinancial / technical supportfrom thepresentdonor.

The SWOTandSustainabilityRisksAnalysiswere to identify externalandinternalfactors
and actors,which in one way or anotheraffectedthe continuity of servicesrenderedby
WSCs

3.1 SWOT methodologyfor WSCs

In generalterms SWOT analysis is a tool designatedto analyseStrengths,Weaknesses,
OpportunitiesandThreatsin aprojector organisation The tool can be usedto analysethe
aspectsof an organisationatdifferentstagesof its cycle It involves theanalysisof internal
factors (Strengthsand Weaknesses)and external factors and actors (Opportunities and
Threats)of anorganisatlon

hi the SWOT analysisthe stakeholdersdescribedthe institutional settingof the WSC in
which various external influences(Opportunitiesand Threats)were identified Likewise,
stakeholdersanalysedfactorsaffecting the internal functioning of their WSC (Strengths
andWeaknesses)relatedto the basicquestion

What are therisks on thesustainability ofthe WaterSupply
Companyand its watersupplyservicesto theusers?

StrategicOrientation(SOR) on the other handis a method to formulatestrategiesThis is
usuallydoneafter the SWOT analysiswith the aim of generatingmajor realistic options
for improvingthe situationandspecificallyafter the SWOTshavebeenpriontised

The SWOTmethodologiesand tools providedthe pnmaryandsecondarydatafor the Mis-
sionto drawher conclusionsandrecommendationsFurthermore,the SWOT Analysis en-
abledthe stakeholdersto getinstantfeedbackabouttheir companies(StrengthsandWeak-
nesses),exposedto them new insights(OpportunitiesandThreats)andraisedtheir aware-
nesson howto proceedfor a longer periodof time(StrategicOrientation)

The SWOT Analysisdemandsfor abalancedapproachbetweenparticipatoryandconven-
tional analyticaltools Themain tools usedduring the studyincluded

Royal Netherlands Embassy / SWOT Mission 999 DWSP - Morogoro Region
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• reviewof relevant documents
• semi-structuredinterviewswith individuals/ groupsof stakeholders
• field observations
• focusgroup discussionsat all levels
• aseriesof SWOT-SORworkshops
• institutional andorgamsationalanalysistools institutiogrammeandIntegratedOrgarn-

sation Model (IOM) I
Participatorytools were mainly applied throughout the study Stakeholderswere split for
discussionsaccordingto their interest-groupssuch as water users (women)water users
(men), WUG committees,WSC members/ representatives,Board of Directors, District
functionaries.Village Governmentleaders,private sector representativesand politicians
suchas MPs andCouncillors

The main stepsin the SWOT Analysiswere
• Definition of Field of AnalysisandBasicQuestion
• Reviewof relevantdocuments
• Identificationof variousstakeholdersperWSC
• Carrying out aseriesof SWOT meetingswith the identified stakeholders(oneday per

WSC)
• Analysis of SWOTs from meetings
• Validation and prioritisationof SWOTs and formulation of strategiconentationsin

one-day WSCWorkshop

3.2 Sustainability Risk Analysis

Since the information gatheredduring the SWOT meetingstendedto be cross-cuttingm
natureand sometimesconflicting, therewas a needto cross-checkfacts, fill in gapsand
validate it by applyingconventionalmethodsof datacollection This was donethroughthe
SustainabilityRisk Analysisexercise A structuredchecklist was developedwith 20 main
risks areasfor sustainabilitywith for eacha relevantnumberof sub-areasThe 20 keyrisk
areascoveredsevensocialandcommunity,seveninstitutional,and six financial areas The
numberof sub-areasdependedon the specificrisk sub-areasthereare in that key area On
the basis of this checklista set of questionnairesfor different intervieweeswas developed,
testedandusedduring the secondphaseof the assignment(6 weeks) I
In eachWSC 2-3 days were spentto discusswith all stakeholderswithin the WSC, m e
users,WUG Committee,MembersandBoD Most discussionsweredonebi-laterallywith I
the most knowledgeablepersonsin the WSC For instance,financial information andevi-
dencewas collectedfrom theaccountantand/orTreasurer

Eachsub-areagot a score The averagescoreof all the sub-areasgavean areaor factor
score,indicatingthe nsk for sustamabilitycontributedby that specific key area All factor
scoresfor the 20 key areasgaveagood relative indication of the risk for sustainabilityas I
the social/community,institutional, technicalandfinancial areaswere beingcovered

I
I

DWSP - Morogoro Region Royal Netherlands Embassy / SWOT Mission I 999
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4 THE WATER SUPPLY COMPANY AND ITS ENVIRONMENT

4.1 Legal status and organisation structure

The WSCsare legal entities registered under the Companies Ordinance (Cap 212) as

Companies Limited by Guarantee A signed Memorandum and Articles of Association of
the WaterSupplyCompanyin principlemakes them the legal ownersof the assetsHow-

ever,until official handing-overhasbeeneffectedtheDistrict Councilsarethe legal owners
accordingto the Local GovernmentAct of 1982: This Act stipulatesthat all waterworks
and otherpropertiesof the kind situatedin the respectivedistrict arevestedin the district
council By virtual of this legislationall water worksare deemedpropertiesof the district
council The district council is empoweredto delegatethe dischargeof thesefunctions
Although the onginal,signedversionof the Memorandumand Articlesof Associationis in
English,all companiesreceivedrecentlythelatestKiswahili version

The organisationstructureof the companyconsistsof four main groups users,WaterUser
Group Committees,MembersandBoardof Directors Somecompanieshavealsothe per-
manentpersonneland ad-hoc supporting consultants/ technicians Figure 1 gives the
commonorgamsationstructureand the detailed compositionof the Board of the present
WSCs AlthoughmostWSCshaveno personnel,the organogrammeindicatesalsopossible
personnelandad-hocconsultants/techniciansThe roles andresponsibilitiesofthe different
groupswithin the company,and the electionproceduresand terms for the Membersand
Directorsare indicatedin the Articles of Associationin a way andlanguagecommonfor
legislationbut not structuredfor easy understandingSo are the electionproceduresand
termsfor the MembersandDirectors

Figure 1 Organisation structure of the WSC
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2 Local GovernmentAct no 9 of 1982 Section 5 (2)
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The closer the sphere of influence the more direct the effects are on the daily functioning,
the performanceand the sustainabilityof the WSCs This does not meanthat the outer
sphereswould be less importantfor the sustainability.but their effect on the WSCs is less
direct For example, if in the internal WSC spherethe Board is misappropriatingfunds,
then the nsk exists that the WSC may end up in an organisationalcrisis On the other
hand, if the CentralGovernmentwould not timely producethe requiredlegislationon the
ownership,then this would not influencethe supply of water to the people in the short
term

During the SWOTAnalysis, the WSCs indicated their relationships with different
stakeholders,which lead to “their” institutiogrammes These WSC-specific mstitu-
tiogranm-iesare referredto in theChapter5 Therearenumerousstakeholdersin different
spheres,but mostWSCsmentionedonly the onesin the direct sphereshardlygoing beyond
the district spheresThe commonstakeholdersare,apartfrom the internalones,the Village
Governmentthe District Council (including district functionaries),the DWSP, politicians
(CouncillorandMP), local NGOs or institutions,andthe local privatesector
The common relationshipbetweenstakeholdersaroundthe WSCs is drawn in Figure 3
(nextp4g~)The RegionalAdministration,Central Governmentandthe RNE areincluded
to givea completepictureof the presentsituation The prevailingrelationshipsare financ-
ing (and temporary DWSP financing), paid support (and temporary paid support by
DWSPfor activities),unpaidsupportandcommunicationlines Thehierarchicalrelationis

DWSP - Morogoro Region Royal Netherlands Embassy / SWCIT Mission 1999
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4.2 Spheresof Influence and Institutiogramme I
SeveraldifferentenvironmentsinfluencetheWSCs in sucha way that all have an effect on
Companies’sustainability Theseenvironmentsmay be internal, close-byor at a distance
from the WSCs

Figure2 showsfour distinctivespheresof influence. i e the internalblock of the WSC, the
ring of the village sphere,the sphereat the district level andthe sphereoutsidethedistnct

Figure 2 Spheresof influenceon the sustainability of the WSCs
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Figure 3 Relationship between WSC and main stake holders
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left out as this exists only within the WSC The~trongerthe relationship the thicker the
linking relationship line - ~r

The indicatedlines of relationshipbetweenthe WSCs~andthe differentstakeholdersarea
rather~simplisticway to picture the reality Under th~$eadingof unpaidsupport” pro-
vided by the Local and Central Governrnentsmany r~!esandactivities are covered(eg
co-ordinationof sectordevelopment.monitoring,planningfor rural watersupply etc) The
sameappliesfor thelinkagesto the DWSP

The Mission hadin its ToR threemain subicct areasto~ncludein its SWOT analysisand
the SustainabilityRisks Analysis
• Institutional factors
• Socialandcommunityfactors
• Financialfactors

Thereare two moresubjectareasthat influencethe stistain~bilityof the WSCs. i e techni-
cal factorsandenvironmentalfactors
Figure4 illustratesthe sustainabilityareasbut alsohow they’~’overlapwith-eachother For
instance,the financial sustainabilitvis also dependingon the strengthof the Institution So
is the technicalsustainabilitydependingon se~eral environmentalf°actorssuchas pollution
andcatchrnentprotectIon,andclimatiSchane~Some may b~,w,i~,hin,while othersarebe-
vond the cont~5lof tIk WSC andevei~entire~\beyondthe control of the District Authori-
ties, suchas rainfall

Figure 4 Five main areasof influence on the surtainahilit of the WSCs

5’

Although not explicitly mentioned in the ToR these t~o subjectareas. i e environmental
and technicalfactors.were included n the detailed Sustainability Risk Analysis, but not to
the s~imcdegreeof detail as the others The specIfIc factors were included in the commil-
nlty factors They referredto the functionallt\ of the water suppl\ system(functioning
DWPs.days the schemedoesnot provide\\aiei and iellabilit\ of the water source)and to
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the appreciation,usageandbenefits(water qualityandquantity.the availabilIty of alterna-
tIve water sources)

The technicalsystemand the servicedeliveryof the WSC are illustrated in Figure 5 giving
both the internal relationships and the external factors influencing system and service de-
livery

Figure 5 Context of the Technical Supply Systemand tile ServiceDelivery

Thefull list of factorsin the threesubjectareasis addedas Appendix 2

Most of thesesustainability factors refer to the inner spheres of the WSC, i e the WSC
itself and the village sphere That means that the sustainability of the WSC is pnmanly
influencedby factorscloseto the Company,andto a lesserextentby factorsfurther away
such as the Distnct andthe outer sphere further thanthe district This, however,doesnot
meanthat the WSCscanexistandcontinue without the supportof institutions outsidethe
village environment The enablingenvironmentfrom the Central and Local Governments

are crucial, as well as the different typesof supportfrom programmessuchas the DWSP

Royal Netherlands Embassy / SWaT Mission 1999 DWSP - Morogoro Region
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When referringto the list of factorsor issuesin the threemain sustainabilityareas(institu-
tional. social and community,and financial), it is clear that these nearly all refer to the
WSCandits relationshipto, andsupportfrom, the users Just to clarify this. Table 1 gives
somefactorswithin thethreespheres

I
I
I

DWSP - Morogoro Region
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Table 1 Examples of sustainability factors and their primary Ie~’eiof influence

Sustainabililyareas,’
Institutional factors Social and community factors Financial factors

Level of influence spheres
Within WSC • Separationof powers(Boardandexecu-

lives
• Members/BoardElectionandtermination

procedures
• Managementltechnicalcompetence
• Work styleandattitude
• Trust

• Transparencyandaccountability
• Internalcommunication

• userinvolvementin WSC
• gender-specific issues
• sanctions and social pressure on de-

fauiicrs
• acceptanceof newresponsibilities
• communityconflicts andfactions
• trust towardsCommitteesandBoard
• perceivedbenefits
• functioningof schemeandDWPs

• Adherenceto financialproceduresand
control

• Financial reporting to users
• Critcria for tariff selling

• Feecollection
• Tanif collectionratio
• Enforcementof defaulters

• Cashcusytody

Village level • relationshipwith andsupportfrom Vii-

lage Government
• availabilityof spareparts
• availabilityof technicalcapacities

• attitudeofvillage politiciansandvillage
opinionleaders

• availability of alternativesources
• economicbaseandlevel of commercial

• presenceof banks

activities
• populationgrowili

District andProgramme • Suggesiedorganisationalframework • userinvohementin planningandcon- • PrmIsbn of FinancIal formatsand
level • Provisionof trainingopportunities

• Mailabilitv of pm-ate sector
• Supportfrom District Authorities
•

siructionof scheme

• informationandclant~on future owner-

ship. managementandpaymentfor water
• supportfrom Ward and Distnct pohiti-

cians (MPs andCouncillors)
• Supportfrom Distnct Authonties
• Water source capacity and other water

abstractions, and pollution

manuals
• Presenceof banks

• Accessto bank credits
• Accessto loans/grants

RegionalandCentrallevel • Legal framework • Legal ownership • Availability of externalauditorsfor
WSC

Royal Netherlands Embassy I SWOT tctission 1999 DWSP - Morogoro Region
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4.4 The EnablingEnvironmentandthe Rural Water Policy

The Governmentof Tanzaniais in the processof formulatinga new Rural WaterPolicy
The lates draft is datedJuly 1999 For eas\ reference,thoseparts of the Policy which are
of importanceto WSCsestablished at this momenthavebeenextractedand addedasAp-

pcfldl\ 3

Under~S’u~tcuucihilityprinciple,s- the Policy Paper states that

• The managementof the waterschemesshouldbe at the lowest appropriatelevel
• The o~~iierslupandmanagementof the schemesi estswith theuseis

• Full cost-recoveryis aimedat for operationand maintenancereplacementand system

expansion

The draft Rural WaterPolicy is furtherclear on the roles of the Central Government,Lo-
cal Governmentsand the private sector throughthe overall statementscapturedin the two

boxesbelow

Go~ernmentwill changeits role from being an implementerto a regulator,
facilitator, promoterandco-ordinator

The private sectorparticipation will be encouragedto improve efficiency
andeffectivenessof the ruralwatersector

The roles indicatedfor the CentralGovernmentandof particularimportanceto the existing
WSCsare
• Provisionof an adequatelegal framework

• Promotionof institutionalcapacityincluding of the privatesector
• Provisionof technicalandfinancial support to the rehabilitationandexpansionof ex-

isting schemes

The roles indicatedfor the Local Governmentsandof particular Importanceto the existing
\VSCs are
• Monitoring andprovisionof back-upsupportto thecommunities
• Provision of technical andfinancial supportto rehabilitationandexpansionof existing

schemes
• Support in the capacity building at district and community level and in the private

sector
• Assistanceto contmunities in contracting private sector services for the design,con-

structionandmanagementof water facilities
• Provision of technicalandmanagementsupport for communitiesto maintain their wa-

ter facilities
• Provision of adequatelegal framework for safeguardingownershipof water supply

schemesby wateruser entitiesandprivate sector investmentsusing provisionsof the
Local Government Authority Acts

• Monitoring and facilitation of the protection and conservation of catchment areas for
enhancedwater quality and quantity

• Co-ordination of sector developmentat district level
• Facilitation of participatorymonitoringand evaluationat district and community lev-

els

Royal NemlierlanaLs Embassy / swaT Missmomi I999 DWSP - Morogoro Regmoim
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The private sectoris expectedto perform the following tasks,which are of particular im- I
portanceto the existingWSCs
• Mobilisation andtrainingof communitiesfor responsivedemand
• Assistanceto communitiesto plan. to design, to supervise,to constructandto manage I

their systems
• Constructionof water facilities
• Deliver\ - installationandservicingof plant andequipment
• Opetation and maintenanceof facilities undercontractswith communities
• Pi omotlonandtrainingof comnuinitiesin h\gieneandhealtheducation

• Cari\ bug outof innovativeresearchcum developmentanddisseminationof technology I
• FacIlitation of communitiesto haveaccessto credit

The Mission had discussionswith the sevenWSCs and the District functionaries in the
four districts The presentoveiall capacitiesin pci sonneland skills at the district andpri-
~‘atescctoi level were roughly assessedFrom these, it canbe concludedthateitherthe Lo-
cal Governmentsor the privatesectorcan not fulfil the aboveroles Further in the report,
findings andconclusionsaredetailedandpotential strategiespresentedThe importanceof
the formulatedrolesof Local Governmentsfor the sustainabilityof the WSCs andthe pre-
sentand envisagedfuture fulfilment of the their roles is indicatedin Table2 I

4.5 The Roleof the DomesticWater Supply Programme

The DWSP iS a joint programmeof the Governmentsof Tanzaniaandof the Netherlands
The Programmestartedin 1993 The TanzanianGovernmenthas the districts as the main
actorssteeredthroughthe Region, and the GoN hascontractedDHV Consultantsas advi-
sors In Morogoro DWSP is active in four districts It has two types of water supply,
shallow wells andpiped water suppk’schemes

Regai’ding the water schemes.the DWSP has beenconcentratingon the institutional as-

pectsfor the lastyearor so Before,the technicalaspectsof rehabilitationandlorconstruc-
tion receivedthe main attention Within the spirit of the (draft) Rural Water Policy, the
Programnieassistedthe communitiesto establishautonomousWater SupplyCompaniesas

the legal userentities owning andmanagingthe water schemesThe Programmehasover
the lastyear intensivelysupportedsevenWSCs that were also the subjectof this SWOT
and Sustainabilitv Risk Analysis There is at this moment a continuousinstitutional and
capacitybuilding processaiming at building stronginstitutionalframeworksandcapacities
of the sevenWSCs I
Although the Programmeis supposedto be implementedjointly by the Districts and the

Consuitants it is particularly Programmestaff (ProgrammeAdvisers and District Pro-
grammeManagers)who is active in the developmentand implementationof the capacity
aiid institutional building efforts and activities Theyhavedevelopedconcepts,frameworks
and formatsfor the institutional operationsof the WSCs

In general.someexceptedthe District functionariesare not very pro-activein theseefforts
This niav be due to personal capacitiesbut also to district financial, institutional and
managerialcapacities Furthermore,the attitudeand the approachesof distnctstaff are in I

I
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Table 2 Local Governments tormal and potential roles versusWSCs’ sustainabilitv
DLIV Consultants BV

I

LEGEND:
Avoi labi Ii

bnportancefor sustainahi it\

Ro\ ol \cthei sod, Emhoss~ S\\ t I ~Iin,ioii I )99

11111 ___

L~~___J adequate
Hioh low

Lp00T ~J absent

~ _~J very low

I)WSP Morogoro Rogion

Rolesof theLocal Go~ernments
(= District Councils)

Availability at the momentfor existingWSCs, andhow’ realistic to
expectthat for the future

I~

Importancefor WSCs’ sustainability

U
Back-upsupportneededon specific
newproblems
Not applicable

back-upsupportto the No monitoringcapacit\ a~ailable.ad-hocback-upis oith
throughverbaladvice often facilitatedby DWSP

suppl~basedon coinniii— Communit\ requesti eachchstrid and pI;uis ire in,icle dc—
pending on availablefunds

Financialsupport to con- Financialsupportabsent,limited technicalsupport(mate-
andrehabilitationand

schemes
rials) only afterpolitical pressure

at district and coin- Capacthbuilding in communityonly throughDWSP in
pri~atesector pmalesectorabsent

contractingpri~atesector Absent
constructionandmanage-

facilities
managementsupportfor Absent
their waterfacilities
frameworkfor safe- Legal documentsha~ebeenpreparedb\ DWSPand

ater suppl~schemesb~ handingo~er documentsb\ district
pri~atesectorin~estnients
Local Go~ernnicntAuthor-

protectionandconscrsa— No monitoring andhardl~facilitation of piotccl ion and
for enhancedwaterqu~ihiiv conscr~ation

de~elopmentat district le\el Usually one donor, but if more thenliniited co-ordination
becausedonorsdeterminewhat theywant to fund

monitoringand c~alua- absent
Ic~els

Schemesare in good condition when
handed-over,but futureexpansionwill
be needed
Capacitybuilding verymuch needed.
also of new’ membersand committees
Pm-atesectorsupportis neededbut
WSCsneedguidance

Businessmanagementis neededbut
lacking

,1-—-—--—

Neededfor creatingow-nershipamong
usersandMembers

To safeguardwater quahil~andquail-
tin, andreliabihit’~

—

-~

Monitoring is important tool in man-
~igciiieiil

Not applicable
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general still of hierarchical nature with authoritative and paternalistic tendencies This is
counter-productive in the relations with autonomous bodies asWSCs They need through
joint review andlearmng-orientedcontactsconstructiveadvice to build up their capacities

Although the Local Governmentshave a strong stakein the developmentand support to-
wards the rural water supply including the WSCs, the effective role they play is due to the
above reasons very limited The low level of potential support is generally recognisedby
the WSCs The role of the DWSPis appreciated

I
I
I
I
I
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5 FINDINGS FROM SWOT EXERCISES

The following are the common finding from a seriesof SWOT meetingsand workshops

with stakeholders in all the seven WSCs These are the SWOT views and perceptionsof

the stakeholders! The findings have been analysed according to the three key study areas
naniely institutional issues, social and commriunity issues, and financial issues A full list of
prioritised S\VOTs and strategic options per company is given in Appendix 4

5.1 Institutional issues

(a) Strengths

• All seven WSCsare registered as autonomous legal entitiesunder the CompaniesOr-

dinance(Cap 212) with aprivate companylimited by guaranteeoption
• The mission statementfor eachcompanyis clearly indicatedin the Memorandumand

Articles of Association
• BoD aregenerallycommittedto the mission of the companiesand as much as possible

stnveto implementtheir tasks in order thatthe entitiescontinueto deliver satisfactory
servicesto the users

• Most companieshavetheir own local flindis and in somecaseslike Ikela and Ruaha
they are sufficiently skilled and competentin making less complicatedrepairs and
maintenance of the schemes e g DWPs

(b) Weaknesses

• Thereis a general management weakness in all companies due to lack of skilled busi-
nessmanagers

• The generalabsorptivecapacityof WSC managementis very low in comparisonto the
volume of responsibilities, money and other assets handled in each scheme

• Compan\structuresincluding rolesandresponsibilities for various WSCfunctionaries
are not very clear Iii many cases the tasks overlap and conflict with eachothersince
thereis no cleardemarcationof mandatesbetweensome board members(Chairman,
Secretar\ and treasurer) who are also company executives

• BoDs do not usually communicate to users (not even through WSC members)on how
companiesare run especially on financial issues i e reportson income and expendi-
tures

• All companies lack transparencyand accountabilitymechanismbecausethereare no
operational guidelines for management to follow Decisions areusuallymadeeitherde-
pendingon one’spro-activeandon intuitive capacity(top down approach)or manyad
hocmeetingsby BoD haveto be held

(c) Opportunities

• Relativel~largeWSCs suchas Ruahaand Ikela haveaccessto local sparepartsdeal-
erswhoarepreparedto enterinto supplybusinesswith the companies

• In several company areas there are reliable local institutions eg. Toboraand Ikomo
disabledcentres,KilomberoSugar Companyetc which not only presentlyusewater
from the schemes (andKSC payspromptly), but also are readyto assistthe companies
in managementandtechnicalissues

Royal Netherlamids ErnDasny / SWOT Mission I 999 DWSP - Morogoro Region
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• There are a considerablenumber of businessmanagemente\perts in district and re-

gional headquarterswithin Morogoiowho canbe utihised b~’ the companies
• All companiesrecognisethe crucial and continuedsupportiverole played by DWSP

either throughDPMs or the regionalconsultants I
t,d) Threats

• \‘VSCs are in a situationof uncertaintyof how the\ cansurvive without external tech—
mealsupportfrom DWSP

• There is a paternalisticand authoiitative tendenc~of the governmentstaff (District

Council) towardsthe companies
• Govemnnientfunctionariesat the village andward levels do not \ct iccognisethe legal

autonomyof the WSCs. a fact reflectedin their negativeattitudeof mobilisingusersto I
pa~for \m~aterThis stateof affairs can be explainedby the fact that initially (beforethe

WSCs ~~ereestablished)it was through the governmentleadershipthat villagers were
mobmhisedto constructthe schemese g trenchexcavation,collection of sands,aggre- . I
gatesetc

5.2 Social / communityissues I
(a) Strengths

• Usersgenerallyappreciatethe services being rendered b~’ thecompaniessince mostof
the schemeshaveacontinuoussupplyof water closeto their homesteads

• Water usershavestrong belief that they own the DWPs and not necessartlythe com-
panies This belief is expressedin the commitmentthey have in maintainingthe sur-
roundingsof the DWPs andtheir promptrequestsfrom BoD in casethe DWPs run out

of order
• Usershavein the pastdemonstratedtheir willingness and capability to participate in

communitywater projects
• Most risers are willing to pay water feesas long as water is running

• WSCs havedependableintakesand supply lines
• WSCs have instituted criteria for equitable distribution of water particularly’ to the

poorerstrataof thepopulationwithin their localities

(b) Weaknesses

• The willingness to pay for water is in many cases hampered b~the old culture/attitude I
amongsomeusersthat water is a ‘~free”commodity

• Usersas well as WUG committeesdo notregularly’ meetto discussissuespertainingto
their WUG

• Womenare predominantly active in traditional roles e g cleaning of DWPsand less
activein decisionmaking

• Usershaveno clue regarding the ownership of companies
• Non-transparency by BoD on financial matters puts at stake the whole attitude of trust

by users to company leadership

(c) Opportunities

• Womenform particularly an importantforce to keep the companies in operation since I
they’ are the major stakeholders as far as potablewater is concerned

DWSP - Morogoro Region Royal Netherlands Emmnbassy / SWOT Missio,m 1999
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a The demand-drivenapproachis oneof theprinciples in the Draft Rural WaterPolicy

(d) Threats

• In ncarl~all villages with WSCs thereare severalotheralternative water sourcese g
springs, open shallow wclls and rivers, which sonic users find as substitutesto im-
provedwater schemesespecially’whenthe~~~antto avoid pavingwater charges

o WSCs see DWSP and Distiict councils as prime moversof action sincemost impor-
tant decisionssuch as constitutions.taiiff rates,prohibition of rising schemewatei for
economicproductivepurposesarc passedon to them withoutprior consultations

o Donor/GoT havenot ~et explicitly stipulatedthe modalitiesfor the transferof owner-

shipof assets.which to WSCsis abottleneckto confidencebuilding
Environmentalcontrol over intakes is sometimesbeyond WSCs’ powers since some

are in nationalconser~anonareas.e g lkelaand Ruahaand othershavepollutedwater
sources.e g Makanga

5.3 Financial issues

(a) Strengths

• At leasteachcompan\hasset a water tariff and it is well known to all users
• WUG committeesare required(andthey know this role) to collect waterfees from us-

ers at D\VPs and submit the money directly to BoD treasurer In principle the WUG
treasureris supposedto be paida commissionof 10% for the amountcollected

• Thepresentrates(tariff) are generallyaffordableby mostof the users
• Majorit\ of usersis willing to pay for water if they get the services

(b) Weaknesses

• Water fees are not set on businessconsiderations
• The general absorpti~e capacity of WSC(management) is very low comparedto the

amount of responsibilities and assets
• With the exception of Ikela and Rualia. most companies have no provisional funds I

account for depreciation and expansion Hence, the present tariff rates are very low
andunableto cover for full depreciationof schemes

• The majority of users do not pay water bills in time, which leadsto higher outstanding
bills

(c) Opportrinities

• Thereis a very high(effecti~e)demandfor privateconnectionsin almostall the WSCs
• Productm~e use of water.e g brick-making, vegetablegardensetc haveaspin-offef-

fect on usersincomes
• In areaswherepopulationgrowth is increasingfast,e g in RuahaandIkela water re-

quirementsareexpectedto increasecorrespondingly
• Local institutionssuch as KilomberoSugarCompanyin Ikela andReginaMundi See-

ondary School in Isongoarean opportunity to increasing water demand and sales from
WSCs

Royal Netherlands Errbassy / SW( )T Mission 1999 I)V~‘ml’ - Morogoro Region
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(d) Threats I
• Unstablepricesof sparepartsposea possible threat to companiesespeciallywhenthey’

haveto purchasethem from privatelocal hardwareshops

• Acts of God. e g El-N inho, famine. droughtsetc aresaid to haveseriousadverseef-
lects 011 incapacitatingusersfrom payingwater fees

• Usersregardwater fee collection throughlegal enforcementby’ VG sometimesasharsh
and an incentiveto evadepayingwater tariffs

• Lack of political supportfrom MPs and Councillors in niobilising peoplein their own
developmentcontributesto users’ laxity’ to pay tariffs or engagethemselvesin produc-
tive activities

DWSF’ - Morogoro Region,
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6 FINDINGS FROM SUSTAINABILITY RISKS ANALYSES

6.1 Sustainability Risk Analysis

The Sustainability Risk Analysis had 20 key areas(with sub-areas)assessed The results
amc compiledin the company-specificreports The compoundscoresper key areaand for
the threemain clustersaregiven in Table 3 Thesemain clustersare institutional, social
andcommrlnit\ , andfinancial issues

Table 3 Sustainability Risk scoresfor the sevenWSCs

Scorerange I = relativelylow sustainahihityrisk
2 = relatively medium low sustainabi1it~risk

= relativelymedium high sustamnabihitvrisk
—I = relatively’high sustainahililv risk

datacollectedJune-July1999

The scoresrange from 1 to 4. 1 being a low’ risk and 4 a very high risk The results are
very interesting and confirm impressions from the SWOTanalysis The lowest sustain-
ability risk of the sevenWSCs hasRuahaclosely followed by Ikela In the middle group
arc Rudewa and Isongo Makanga. but particularly’ Ndole and Kambala face a high
sustainabilit\’ risk at this moment interesting are also the variations in scores of the clus-
ters Ikela scoresbest on the institutional issueswhile Ruaha hasa good scoreon financial
issues,and Kambala is extremely weak there Social and commumty issuesscore relatively
good. except in Rudewawhere communication is extremely poor

Roy,mI Neni,orl,mmi,ls I iili.issy / ‘mV/i ii vliss,n,im 99’) DWSP - Morogoro Region

No Key factor
‘a

no
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0
0
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is

.0

is
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is4)

0
‘0
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INSTITUTIONAL OVERALL 28 -~ -~ 18 ~J, ,j~
WSC structure 23 23 ~2j~

2~ I3oD Performance ~2.i
~L WSC Perspiumel J,2_ ~ll. ...2.~ 12_ ...11 ...12.. ,1L
4 Maiymgernemit 2J 21. ..2.~.9...J..Q ..2~fa.
S ManagementSysteniiprocess .I~ ._L~_
5 WtJG andCornmiiittee 28 28 .31 30 ..1Q~
2__ Networkingcollaborationetc. i,2_ .3A. ._3A, j~5,,..3.,j

SOCIAL COMMUNITY OVERALL 1Q ..,2JL ,2e1 ,,2e2,
8 I)emand-driven.part & gender J...9.., J..i J9_ ....L2.. ...2...L ....2.~0
9 Conmiunity/potiticaldynamics i~_~L .L9.
tO (hvmmership.comnniitrnent.tnmst .,2A. ..1~ 4,. ...2.2.. ..2.~.f�_
II Cpnmiunication A~1L ,,,IQ ....1~.2_9
12 FunctionalitySystem 1i .10, ..L9_ 11 J,~
3 Usage henetitsandappreciation JJ)_ JJL ....L~ IJ1
4 Lconomnmcbases .j7 11) 10 17 J,,2 ..20. 1..2.

FINANCIAL OVERALL 2iL ~± .12 ~fl .1L
I 5 1’inancial procedures JJI. .10, .10.,, .J,.Q, ,.Q_
6 Financialmanagement

I 7 1’ mmcial perfonnance

J)422
~...L.L. ,,,11 .31L ....21

18 lmansparencvandreporting ii ,,4JL, .A,IL Au. A.D_
19 Accountabmlily jQ 2JL .1Q_ ...2J1. AlL. ..2AL
2(1 Accessto alternativeFinancing 4(1 35 40 40 ,,,4,,Q,, 40 ,,,4,,0,,

OVERALL SCORE 24 25 28 ~2, .1!~ .2~
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Most key’ aicasameassessedusingverifiable SMART’ indicatoms Someareas,particulailv I
aiiiong the Social amid Coninluilitv kc~ai eas \~cie assessedusing qualitative indicators
Subjectivity influencestile level of tile 5C0~C5However the scorescan be comparedwith

eachotheras tile samepersonswere assessingall the WSCs Tile scoresgive also a good

impressionof the relativesustainabilit~at tile tulle o~tile datacollection From the detailed
analysison the sustainability’ risks of the \VSCs a numberof outstandingstrengthsand
weaknesseswere identified Thesewere not. as in the SWOT anai~’sis.uidicated b~the I
peoplebut basedupon evidencefound in tile WSCsincluding tile WUGs

6.2 CommonStrengths I
6.2.1 Institut~onaIIssues

• All WSCs are registeredas legal entitiesundei the CompaniesOrdinances(Cap 2 12)
Communit~’miiembersand institutionsincluding theVillage Governmentandauthorities
like MPs and Councillors increasingi~recogniseWSCsas autonomousinstitutions It

wascommonlyfound that theseauthoritiessupporttile WSCstowardstheir mission

• None of the WSCs were facedwith serious labour disputesfor the last 12 months
Tills 15 also dueto the fact that noneof the WSCshas personnelbutjust temporaryor
voluntary executiveswho are also electedWSC Members,and a technician (fundi)

who are paid allowances There are no BoD-menibers(selectedas executivesor tern-
porar executive),who haveLeft or havebeensackedin any of the WSCsfor the last
year

• Managers of WSCs(who are also Directors in the Board) — usetheir wisdomto estab-
lish good relationswith all companystaff The WSCs havealso establishedgood rela-
tions with externalstakehoiders.e g DWSP and District Water Department,local in-
stitutions including privatesectorand0~ifli0il leaders

• Boards leadershipstrives to considerideas and views from the company’ staff and
WUG Committeesin order to improve the WSCmanagement.for exampleaccepting
kind paymentfor water

• BoDs of the sevenWSCs meetat leastoncea month They’ discusscommon issuesre-
lated to water supply, management.community’ imivolvernent amid how bestthey could
improve fee collections

• In oi’der to maximise transparency and accountability very, few documents(less than
20%) are classified as confidential, ~vhichdoes not imply that the WUGcommittees
consultthese I

• Electoral procedures for committees are available and communicated to users Elec-
tions at all levelsadheredto proceduresAll the DWPs haveWSCscommittees I

• Major rolesand responsibilitiesfor BoD and WUG Committeesare statedin the WSC
“Articles of Association” Up to 1999,thesewereonly’ in English, and in typical leg-
islative formulation Thereforethesewerenoteffectively andclearly communicatedto

— users I
SMAR F meansSpecific, Measurable,Accurate,Realisticand ‘l’minc-specific

I)WSP - Niorogoro Region Roy,mi Neiherlammds Embassy / SWOT Mission 1999
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a Election and termination pmoceduiesfoi BoD. are stated iii the WSC~‘Arriciesof ~s-

sociation Ho~~ever,thereis not an abridgedversion.and thesearenot communicated
to Membersof\VSCs or to users

o More and more private firms are selling spareparts for schemesLocal private silops

have sparesfor distributloil s’stcnis. e g bib-cocks and some pipes of common di-
ameters But nonehas specific valves or sparesfor pumps.diesel engineom eiectio-

motors
o DWSP. including the supporttionl the District Council. andespeciallythe water engi-

neersandcommunitydevciopnlentofficers, assistthe WSCs in technical fields through

advice,guidanceandtraining

6.2.2 Social I communityissues

All the \\ SCs meet tile expresseddemandand needin the communitiesfor clean and
adequatewater Although some of the projects may have beenmore supplY-driven
during the time of inipienleiltation. the water supply servicesare now much appreci-
atedby mostof the villagers (more than 80%) in the supplyarea Appreciation con-
cernsparticuiarl~quaimt\ and quantityof the water, and reliability’ andservicelevel of

the suppi~

Generally30% or moreof the cornniunit~memberswere readilypreparedto contribute

to the schemeconstructionand financing. i e in kind, labour and in cash Betw’eeil
25% and75% of conmluilit\ membershad,at the time of the constructionI rehabilita-
tion, clearknowledgethat the water hadto be paid for andwould no longerbe a free
commodity

• Users and WUGcommitteesare jointly participating in the O&M of the DWPs Most
WUG committeestake tileir job serious The WUG Committeesare commonly per-

mitted as a group with special authority’ to collect fees from the users The WUG
coi-nmitteesarerecognisedby’ the communityasa teamof leaderswho representothers
to discuss.andmakedecisiomison behalfof all otherusers

• Men and women are pointi~’and effectively participatimig in maintaining the DWPs
Throughown andnltcrnai arrangements.women furnish andcleanthe concretefloors

andevenplant flowers aroundthe waterpoints Men on the other handare maini~’in-
volved in cleaning the drainagefurrows and DWP surroundings Though not often.
men also repair brokenwater waysand soak pits tanks and assistin the maintenance
tasks of intakes and distribution system where the skilled technicians are not necessary

• More than40% of WUG committees’membersarc women All treasurersof the seven

WSCsare women This indicatesthe result of gender-sensitivityawarenessraising

• All the WSCs involved in this exercisereceivedsupport from the village government
on putting sanctionson defaulters Social peer pressureby other users helped de-

faultersto pay outstandingcharges

• More than 80% of users interviewed respondedthat they have enoughtrust in the
electedWUG committeemembers They gaveas main reasonsof trust the facts that

the WUGs committeesissuereceiptswhencollecting fees,andmakesurethat theyen-
surecontinuouswater supply~nd that DWPsarekeptclean
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• Fourout of sevenWSCs involved in this cxcicisc have ilormal populationgrowtll rates

for the last threeyears Howevei, thereis an influx of labourcrs in two WSC areas In
Ikela the populationgiew’ hoill 9.000 to 27.500, and in Ruahafionl 5.900 to 17.000
within 4 years it wasnoted that the temporarylabourers.who cometo the villages in

the monthsof June to Septemberto work at the sugar estate,later opted to stay’ in
guestamld boai’ding housesLnltii nextsugarharvestseasons I

• All WSCsexceptRudewahavea watersource,whicil is reliablethroughouttile year

• Fourout of the sevencompailies, i e Ruaha.Ndole, Makangaand Isongo.haveade-

quatewater in quantit\’ aild quality’

• All interviewed w’atem users iil the sevenWSCs mention at least two benefits the~’

gainedor were realisedfrom water supply services Mentionedbemiefits include eco-
nomic.health,time savingaild cleandomesticenvironmentalimpact I

• Although the villages supplied by the sevenWSCs havealso alternative sourcesof

wateravailableto users.the water quality’ to theseis very poor coniparedto that of the
schemewater Suchalternativesourcesinclude rivers, shallow’ wells. andsprings

• Generally’about35% of the communitymembersservedby the sevenWSCsare eligi-
ble to pay’ water fees It is noted that niore than 60% of the populationbelongsto the
group of ~ouths under 18 yeam’s and the disabled (i e elders and handicapped)and

thereforeare unableto pay for watertariffs I
• There is an increasingdemandfor watersupply through DWPs and privateconnec-

tions in all sevenWSCs In oneyear IkelaWSC received327 applicationsfor private

connectionsand Ruaha WSC43 Five newDWPs havebeenrequestedby the usersin
the sevenWSCs

• Many usersin the sevenWSCs demandto use the schemewateralso for productive
purposesagainstpaymemltof economicsites Therefore,they requestedthe companies
to lift the rule that forbids that Productiveuse includes small-scaleirrigation, brick-
making, local brewing etc

6.2.3 Financial issues

• Two out of sevenWSCspreparedandpresentedtheir anilual budgetto WSC Members

for approval i
• Treasurersof all companieshavestartedto usefinancial manualsandthe formats pre-

paredand issuedby the DWSP

• The ratio of paymentof water fees is much higher for private connectionsthan for
DWPs For the first the ratio rangesbetween32% and 100%, while for DWPs the
rangeis between6 and45% 1

I
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Table 4 Sumniai’v of ~s~iicr feesamid Ice eolleLtioii I dies

(Based on 1998 andlor first quarter 1999)
Feesill TSh

WSC Doiii~stj~WaterPoint HouseCoiiiiection Business Connection
Water tee/

householdper

month

I-ce

collectton

rate

(%)

Waici 6~c/

conmteclioil

ncr mouth

Fee

collec-

lIon rate

(%)

Water Fee/

connection

per mouth

Feecol-

lection

rate

‘%)
Rudewa 400 18 1000 100 11,000 83
Ruaha 200 44 1000 99 3,00t) 99
Ikela 200 45 1000 81 3,000 94
Kambala 500

(peradult)

II - - 50
(percalf)

0

Ndole 200 42 500 52 - -

Makanga 200 5 400 49 1,000 -

Isongo 200 6 500 32
j

2,000and
3,000

72

Average 200

(gravity)

700

J (pumped)

26 730 69 2,400
(Rudewaand

Kambalanot

included)

87
(Kambala

not in-

eluded)

• All sevenWSCshaveopenedbank accountsand keep their moniesunderproper cus-

tody’ So far no theft wasreportedin anyof thesesevencompanies

6.3 Common Weaknesses

6.3.i Institutional Issues

• Noneof the sevenWSCsseparatedthe authorities Leaderselectedto makebroadde-

cisionsandcontrol businessaffairs of thesecompaniesare at thesametime executives
who implementday-to-dayactivities Usersfear that the companyleaderscannotcon-
trol the executivesas they havethe sameposition in the company As a result users
have less trust in the compan\’ leaders

• Noneof the WSC members,who havetakenexecutivetasks.have sufficient knowl-
edgeandskills requiredaccomplishingthe task In all companies,usershaveno ideaof
what their BoD is doing or how their companiesarc performingbecauseWSC manag-
ersdo mint prepareadequatereportsanddo not give themto the members

• The WSCslackpersonnelwith the requiredskills For example,mostof the executives
werejust selectedfrom amongeitherusersor BoDs In mostcasestheyhavevery lim-
ited managementand technical skills Two out of sevencompanieshavetechnicians

with full TradeTestCertificates(i e EkelaandRuaha)

• Most of the staff in WSCs is not paid fixed salaries Someof them get allowances,
which are not fixed, (rangefrom TShs 5,000to 20,000permonth) RuahaWSC staff

getsas incentiveahousingallowanceof TShs 2,000permonth
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• Although tile Company’sconstitutionstipulatesmeasui es to sanctiondim ectoi5 in case

of misniamlagenleiltor nliScOilduict. membems are not awareof thesearticlesand there
aie no proceduires Hence. the membersdo lot sanction n iespoiisihle directors, they’

remain in positiOil As a i esult. trust and conlmitnlent is dw indlmmlg no regular meet—
nlgs poor transpareilcy and other practices. \\‘iliclt all sei otisl~ affect tile WSCs’

sustainabih

• Curi eilti\’ tile WSCs have ilO manpower plailning oi staff developmentstrategies
Therefore,for exampleno staff recrumtillent piocedures Most executivesni WSCsare

USifl~ the past expemienccs None of tilemll ilas beene\posedto training \VSCs do riot
ilave training plansfor their illembeisor staff

• The termsof office for COill~~il~illeillberS and BoD is too short to gain sufficient expe- I
riencesand build confideilce In all WSCs’ nlost membersof BoDs are replacedafter

one year This makes them miss the opportunitiesto learn b\ themselvesor be trained
b\ the WSCs I

• WSCs’ haveno operationalmanagementguidelinesto assisttile executives to imple-
meilt their activities and to assistBoD to direct and control their WSCs Theseguide- I
Inles needto be specific for the type andsizeof the scilenie

• Mostof the WSCsneitherhaveshortor long-term deveiopm’nentplansto inlprOve their

performancePresentplans are poorly preparedThe companieslack vision on where
the~’want to be,to go. in 3-5 yearsfrom now As a resultmost of the WSCs’ BoD are
not aware of major repair requirements.expectedexpansion. depreciationand re-
piaccrneiitsin the future

• WUG committeesdo ilot havea document,which defines clearly their roles and re-
spoilsibilitmes Although illost usershavetrust ill the comillittee. they are complaining
that the committeesonly’ discusstariffs, collectionof feesand cleaningof the DWPs
Theseare the instructioilS fiom the BoD

• The BoD complains that theconstitution is not ver\ clear to them, partly becauseit is

so far in Englishandis much professionallywritten I
• The WSCs havenot yet gainedenoughconfidenceto Owil and managetheir activities

The DWSP hastrainedand is supportingtile WSCs in the de~’elopmem’itof the institu-
tioils and managementoperations Three companiesstill need tile DWSP continuous
intensivesupport, i e Makanga.Ndoie and Kambala Thesecompanieshaveenough

potential butshall require intensiveadviceand guiidailce to build uip andconsolidatein-
stitutional andmanagenleiltcapacit\

6.3.2 Community and Social Issues

• Currently the percentage of female company members is very’ low, e g in Ruaha it is
only 6% This is aweaknessconsideringthat womenare direct usersof water andtheir

ideas and preferences are now not integrated into decision bodies

• No training on genderaspectwas conductedfor the last twelve months Becausethe
users(menandwomen)own the company,its servicesshouldsatisfy the specific water
requirementsfor men and wonien The managementshould be gender-consciousin
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their water developmentplan The presentstate of affaim s on genderbalanceis much

due to social and cultural factors, w’llich can be reduced by’ the traiiliilg amid support ill

gender-specific planning

Tdblc 5 Summaryof gender specificity

(As per June/ July 1999)

WSC name Board of Dii’ectors — Members WUG Committees

total ‘.~oiii~mt \t omen total tt omen ‘NO

Yi men

0/0

total WOiilc’fl \\ omlica
‘Ye

Rudewa 7 1 14 19 4 21 84 ~odai,m

Rudewa l() 1 14 33 2 6 204 Nodata

Ikela 10 2 20 50 5 10 468 \odama

Kambala 7 I 14 14 5 36 42 ~odala

Ndole 6 2 33 12 6 50 36 y.odata

Makanga 7 1 14 14 6 43 66 ~oda1a

Isongo 10 2 20 36 6 17 102 \odata

Average % I 18

I

26 40-
50

o Most of the water users are not willing to pay’ water fees The recordson waterpay-
ment show that at the moment about 50% of users are defauiters The situation is
worsefor WSCs without houseand businessconnectionsFor exampleKambalaand
Ndole (only’ I and 2 connectionsrespectively)the percentageof defaultersis 89% and
58%respectively’(basedon 1999 first quarterdata)

• Companymembersand WUG committee membersfind it difficult to hold meetings
with users They cannotcopewith the challengesof users’participation in the man-

agementof the companyand WUGs For exampleWUG committeesuse meetingsto
give order, direct andtell userswhat they areexpectedto do But userswant to know
what tile state-of-affairsis. what is in the financial reports,what the problemsare and
how the managementplansto solvethese

• Ownershipof WSCsis not clearto mostof the users Someusersthink that the district

council.DWSPandthe usersthroughtheir WUGsjointly’ own the companiesBut also
otherusersseethat the companiesbelong to BoDs Users feel that they haveneither
control or influenceon importantissuesof their WSCs,for exampleon the formulation
of the constitution, on budgetingand water tariffs setting Many usersindicatedthat
the DWSP and the districts imposedcertain measureson the WSCs Makanga and
Ndole userssaid that usually’ what the District andDWSPwant is what will happenin

the WSCs

• SeveralVillage Governmentsinterfere in the companies’ autonomy and legal owner-

ship This interferencejeopardisesthe companies’managementand control This also
affects the whole spirit of ownership (as felt by users), commitment and self-
determination On the other hand the relationship with village government, District
Council andDWSP shouldnot be denied
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• Severalpoliticians aildi respectedvillage authoi ities at differein level sent ~vmongrues—

sagesto users and coillnlunit\ memberscoilu adicting rite nuissioii and interests of
WSCs I

• Most local communitiesand so the WSC lack adequatetechnicalskills This weakness
is prevailnig in all companies,but it is much less a p i oh I em for gravitv schemesLocal

techmimcianswho are iiivolved in pumping.maintainingaiid repairingschemiieshave very’

low tecililical competenceForexampleni Kanibala the eamtound that the schemeis
not functioning for about 3 monthspast The abiht~to organiseand supervisetecllni—
cians fronl outsidethe conimuitity . e g pmivate tecbnmciaits ecufyimugproblems,is lim-
ited Several BoDs had to ask tile districts amid D\VSP to supei’vise tile private techni-
cians in fear that some thnigs may go wrong without the oLitside supervisiom~ This is
[00 bad because mu affects the functionality of the ~~atetsupply sy’stem amid therefore

theWSCs stistainability

6.3.3 Financial Issues

• Fee collection enforcement.proceduresand the quaiit~of follow-up is problematicin
most of the WSCs In somuiecompanies,amid at rarecases.defaultershavebeen sanc-
tioned amid increasingly’ pay’ing both the arrearsand the currentfees The weaknessis

that both the Boardsamid WUG committeesare unableto enforcecollectionsby using
the power investedand procedureslaid down Tile currentBoardspassover tile com-
plaints to previous Boards Defaumiterswho are not pa\ing arid still collect water, the

“free riders”, discourageuserswilling to pay at the moment The company’ manage-
nient doesnot makedeliberateefforts to educateand coilvinee usersto pay for water
they draw In Makaiigauserswere told to pay becauseregionalofficials are coming in
Ndole about 90% of defaulterspaid whenevernlanageinentputs stiff sanctionswith

support of village and wardgovei’ninentauthority And in Isongo deviantsllave paid
after few’ of them weretakeil to court Whemi amid where many of the usersdo not pay’
feesthe WSCs financialsustamnabilityis at risk

• Board does budgetingwithout members influenceor approval Most of WSCs have
annuial budgets.which are resultsof BoD proposal In niost casesmembers,like other
users,know aboutwater charges The WSCs lack conlpetcmlcvaiid confidenceto pre-
pareand presentbudgets to users Otherreasonsto this weaknessinclude lack of vi-

sion. lackof comuiniitmentandpoor businessnlanagemcntamld communicatiomiskills In
discussionwith BoD it was noted that they are in short of experienceand they’ lack
training for improving their competencyaiid confidence

• WSCs lack reservefunds for futureexpansionand rehabilitation Currently the seven I
schemesare iiitact andthey only’ incur maintenanceamid operationcosts Provision for

futurework is far from WSC’smuianagementvision The KambalaWSC facesa prob-
lem. as it niust raisesonieTSh 600.000to rectify the diesel driven generatorfailure

Meanwhile it is known that loansfrom commercialbanksare not only too difficult to

get, also interest rates are very’ high The managementof WSCs finds it difficult to
makearrangementfor suchreservesThey argue that it is alreadya constraintfor the
current water fee payments,let alone the higher tariffs Another worry amongthe
WSCs is on nianagemeiltand safety of the reserves In Ruaha, Rudewaand Isongo
new applicationswere receivedbut just like in otherWSCs userscomplainthat the I
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chargesfor private connectioilsame too high to be paid b~’ordinarypeople So by this
weaknesstue future is blink andsustainabilmt\ is at a risk

• WSCs lack fimuamucial transpareilc\aild meportiiugto users In mostof the illeetimigs with
stakeilolders,it was revealedthat useis deniand for financial reports, m e how niucli
wascollectedand how it wasspemut At presentthe Boarddoesnot meetthis demand It

wasnotedthat ~~luenthe teamindicatedthat the boardsare reqtnredto do so. they gave
couilter-aiguiulents Such as too techmucalto users, it is expeilSive,no papers.usersdo
not COiliC to meetings.Board is not paid to producethe ieports. inadequatecollections,
it is nor a right, mu is confidential. and it is against thebusimuessethics This weaknessis
a risk to WSC’s sustainability becauseit pmevents the crucial comiumunication, ac-
countability. feedbackamid trust towardselectedcadres

6.3.4 Categorisation of the 21 WSCs

Using the dataprovidedby’ the DWSP acategormsationof the WSCs wasmade Five main
categorieswere ideiutified, viz typeof technology, numberof villages,potential numberof

users.nunuberof DWPs andnunuberof pri~ateconnectionsOn the last categoryno data
wereavailablefront all WSCs. for the se~en the mission collected thedata Table 6 gives
the overview’ of the 21 WSCs accordingto thesecategoriesThe scoring in sustainabmimt~
risk caii be cross-linkedwith this categorisarmon
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Table 6 Catcgorisation of 22 Water Supplies Companiesin Morogoro Region

~ perJune/Jui~’1999

D\~SF . \lorogciro Region
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6.4 CompanyPi oliles

For all companiespiofiles havebeenmadethat give on one pagethe presemutperfonuiance
of [lie WSC A selection of the most important indicators has been niade This profile can
be updatedamiv niomilent but half-yeai lv profiles would give agood indication on tlue prog-
mess in developmenttow aids suistamnabihitv The profile for Ikeha is shown in Table 7 as an
exanupie The profiles of thesevenWSCsare added as Appemudix 5

‘i’ahle 7 Exanmpleol Cllinpanv Pt utile ot Ikela WSC

‘\s per I )eeemnhcr 1995

1 Typeof scheiue Gravity

2 Short llislor\ of scheme Completedb~DWSPJuly 1997
2 Nuinbem of~mllagesser~ed 2
4 Populationscr~ed 27 693

(10,658 households)

S NuinbcrofDWPs 78

6 Number of house amid business connections 250

(old gravity scheme)
7 hil\ esiedvalueof scheme TSh 244,000.000

8 Registration date of WSC August 1995
9 Number of \VSC ituenibers 50 (5 females)

10 Numberof Directors iii Board 10 (2 females)

11 Averageterm (in years) of Board of Direc- 1 year (constitutionally)
Lois since rcgmstratioiu

12 Number of employed staff and functions none

(and no siaffper 1,000users)

13 Avemage monthly income (last 12 mouths) TSII 310 000

(TSIt)

14 A\ cm age nlouthl\ recuirent expem’idilure TSIu 165.150
(last I 2 nuonths) (arid recurreni e\pendi—
irn cs pci 1 OUt) users) TS11 52 70

15 Piesemitbank balance for iecnrremut expen- TShu 1,176.000

diiui es
Percentageof nionihlb recurreni expendi- 80 6%
liii C

16 Piesemitbamik balamicefor future invesinuenis TSh 1,474000
(reserte)
Percentageof assetvalue 0 6%

17 Tariffs DWP / House-connection/ Business DWP (per liii in July 1999) TSh 200
eommiiecimon Houseconnection TSh 1000

Buisinessconnection TSh 1500 to 3,800

l~ Re\eiinccollecimon rateDWPs (averagelast 44%

12 ftiOmltlls)

19 Revenuecollection rateprivateconnections 99%
(a~_cmage_last12 inonthas)

2)) Fmeqtieuicv BoD meetingsand presenceof meetingsperyear 24 x
mum iluics

21 Fieqimemicv of meetings between BoD and peryear lx

Members(ninesperyear)

Rio~,il\ill.ii,iii,l’, I iiI,i’,s,, SVi’I II Mis’,inii 19,19 DWSP. Morogoro Region
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22 Numberof decmsmomistaken diii mog last An—
nual General_Meeting

ilOilC

23 Presenceof businessplan (investmentand
inanageilleilt plait) (plamimti ng period in

years)

none

24

25

Frequcnc~of Iimt,incmal reporting to mew-
bers amid WIJGs

persear I \

Ycarl~ externalatmdmi (rcport 1i~’aiiabhe) mione

26 Fumictmonmmigmaieof DWPs 95%

27

~

Averagemiuniber of da~s per month without

water (averagelast 12 months)

-

Tnist from users average

DWSP . Morogoro Region
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7 CONCLUSIONS AND SPECIFIC RECOMMENDATIONS

7.1 Overall conclusion

Noile of tile \VSCs has reached a sustaiiuabihitv level sufficieiitl~high to continuewithout

further intensive support Compaiuiesare still in the developmentphaseamid consohdatmon
is still at sonic dmstamuce The future is promising fom theni prosided that ahei the coiusohm—
dation phaseof another\ear, pernuamlentamid effectivesupportus a~ailabIethrougll an inde-

pendentimistitu [ion

The level of susrammiabihityachievedvaries aniomig time cornpaiuies Both [huesustainability
risk amid the SWOT amialysesindicate that the threelarger compaiumes. Ikela. Ruahaand

Rudew’a, are further iii their developmentthamu the smaller ones Coniple\it\ of technology
(pumped versus gravity) is not the iuiost importaiut parameter to become more

sustainability.but the numberof userfamilies is Particularly’ the numberof private con-
nectionsand their effective demand.i e tiue readinessto pay’ for a higher amid guaranteed

service level. tuuakes the financial sustamnabmlitystrong More pri~ateconmlectmonsindicate
also a strongeconomicbasein the community Smaller systemsdo not lia~e that critical
massof regularpayersand their managementis w’eaker

The Programmehasgiven intensivesupport to sevenWSCs since the begmmuingof 1999
The presentimproved performanceof the WSCs as comparedwith previousyearsshows
the positiveeffectsof theseefforts The DWSP is seenby the con’ipaiuiesas the supporter
in their developmentto becomesustainableAnotheryear of support for consolidationis

neededwith varvtngdegreesof intensityperWSC

The SWOT amid sustainabihity’risk analysesmethodologiesaresoundmethodsfor assessing
the performanceof the companies They’ complenienteach other. but can also be used

separately The sustamnability’risk amialysismethodologycoiutammus a rich set of good indi-
cators Sub-setsof tiuesecamu be usedfor specific assessments,(e g for financial perforn’m-

ance)andcan form also the basisfor tue developmentof participatorycorporatemonitor-
ing-for-effectmvemiesssystem’n The SWOT metiuodologyis particularly strongin assessment

of the company’sperfornuaiuccof the consumerI owner relations The SWOT analysis
needsthe assistanceof amoderator
The developedCompanyProfile fon’nat gives a good and quick overview’ of the state-of-

developmentof the WSC

7.2 Institutional issues

7.2.1 Legal framework

The presentlegal arrangementof the water supply companiesbeing registeredunder the

CompanyOrdinance(Cap 212) as CompaniesLmnuited by Guaranteeappearsto be appro-
priate The Membersof the companiessigned the Memorandumand Articles of Associa-
tion (constitution)at thetime of registration That time, sonuethreeyearsago.was only an
English cop\ available, which was very hard to understandfor the common man in the
village, but also for the membersThe Swahili versionhasonly beenproducedrecentlyby

the DWSP But abridgedversionsof the Memorandumand Articles, and guidelines on
electionprocedures,office terms, membershiptermination etc neededto manageand con-
trol the companyhavenotbeenproducedby the DWSP Users,as the actualownersof the
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conupanvthroughtheir nuembems. do not kmlow thesearticles This createsntistrustfrom the I
use!s towards the Board amid members

Rec’onunenclciii on
i’he DWS’P con/cl make cihriclgecl vei sionc of i/ic i’ori,s’titiition iPl east’ on—
clej’sicindah/e Ki,vwcthili Icingiicige tar ciii ii,er~and / eflecting the speciJIc
conditions of the compani’ hein~t~iclviii’ 01 pumped etc In,s tituitional
,ç”uuctelines can he dleuclopeel incorpol citing pi oc edure inc/tiding elections
terms and termincition of memhe,’s and BoL)

‘Flue fact that die \~SC is an autoiiouiuousinstitution nuakes it stromug iml its managenient I
Creatingsuch an iiistmtrmtmon is not easy’ ni rrmrai areasbecauseof the historically’ strong hi—
erarchical governmuientadnuinmstratiom’i amid political mmutemference Neamiy all WSCs have
survivedthe powerplay of the traditional fomces I

Recommendation
The Programme(including the Districts’) s/iou/cl supportthe WS’C’s’ in their
di.s’cmis’sionswith the village governmentand ward officials a,s we/I as with

the It’fPs and Council/ors Politicians won/cl gain c,’edihuliit’ if/hey ioin the
efforts oJ the company and fir/her contribute to its autonomy and even
further improvement of delivering //ic water supply services’ iviake politi-
cians the W5C’s allies’

7.2.2 Ownership

Although mostusersfeel ownershipof their “own” DWPs amid some also of the scheme.
othersindicatethat it stiil belongsto the Districts And they are right its is understandable
that the Local Governmentsand the donorarehesitantto transferthefull ownershipof as-
setswith au averagevalueof TSh Ill niihiiomu to the ver\’ young, inexperiencedandnot yet
sustainableWSCs Omiiy oneWSC hasstartedto reservesomefunds for major repairsand
future investments. i e Ikela. this is also becausethe~receive nuonthlv a substantial

amount for its bulk supply’ to Kilombero Sugar Con’tpaiiv Other WSCs tinue-horizonis
not niore thanone year

Reconimenda lion
The Programme should soon come up wi/h a strategy to arrange for this

ownership dilemma According to earlier plans and communicated to Dis-
trict,s and W5C.s, handing over of the seven scheme,s’ would take place before
the end oJ /~99 The Mission proposes a strategy on an alternative ,s’olu-
tion the leasehold ownership, which can change in full ownership if per-
formance i,s .s’ati.s’factorv

7.2.3 WSC structure, roles and responsibilities I
The orgamiisationstructureof theWSC is in principle good The probiem is that roles of
the different levels are not recognised No operationaldocumentsin Kiswahili stipulatethe
rolesandtasksof the users. WUG Committees,membersandthe BoD The Board views
itself as thehighestbody, actsas the ownersof the schemeandis authoritativeanddirec-
tive to the niembers.committeesand usersThis may’ be attributedto the traditional leader-
ship style in mostTanzanianpolitical andgovenm’tentalorganisatmonsCommunicationon
actionsandperformanceis minimal In acommunity-basedcompanysuch attitudesdestroy
the trust This resultedin very short office periodsof the membersand Board This in its 1
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[nfl preventsthedevelopmentof corpouate knowledgeamid experience Pamticularly as most

membershase no experiencein nuanagingoi controiinug a compan\ of this size It is nil—
possible for any suppoiting organisatuon/ programmeto train C\ eu’\ \ear the Boards.
niembersamid WUG committeesof 2 1 \VSCs

Recorn nuendat ion
/ he I) W~’Pshould develop a veiy 91/ uictuired WS’C c(evelopnueni model All
ompanm’ vs ue,s (organi s ational, incincigerial, ,s’ocicil conunuini Iv) ccin tie icike

up in thai Model i’hi,s includes’ cipciri ham short specific Ii cuiiing c’our,s’e,s
~iticI supporting /ormcii s a s’ti’Ong component on s 1/ uciiii ect and result—
vi ieniect coaching of the Boards’ and other groups n’iihin the W5’( ‘s Invest—
iiienl /ronl the conupani’ side is’ a rec~ui/ement ‘to avoid dii fhs t iuiinover of
company staff hecciui ye of mistrust of the US er,s’, the mod/el mit i include a
i/’o/lg component on communication cinc/ the coaches must ho/low thcit up

‘1 crucial component is’ the participciloi’s’ learning appiodic’/l and cuttitudle the

Trainers’ and coaches must have, otherwise the effort is useless A strategy
on this’ WSC clevelopineni model is elaborated in this’ report

7.2.4 Management. - system,processesamid style

Noneof the sevencompanieshasthe rolesof the Board separatedfronu that of the nianager

and accoumitamut Thesefuuictions are conflicting, the Board steers and controls and the
manageris responsiblefor the daily’ operationsof the company Managing a company
servmgmorethan 10.000peopleis a complextask for which certain knowledgeandskills
are requiredthat cannot be acquiredin a few daystraining

Recommendation
Companies serving to more than 5 000 people shout/cl have a professional
manager (medium-level management) he it part-time i’es’pon,sihle for the
daily operations’ and answerable to the Board Thi,s must he a condition in
the agreement of transfer of full and /ea.s’e-ownership i’hi s would he finan-
cial/v feasible for those companies lor the companies serving less than
5000 people it is practically and financially not feasible to have a pro,fe,c-
lional manager Other solutions need then to be found such as making use
of locally available capacities or potential company members The Pro-
gramme can include these in the WSC development model

The Aj-inual GeneralMeetingof tue urmenubersis practicaihy’only usedfor theelection of the
Board This AGM is supposedto bethe highestdecision-makingbody in the company It is

the platform where performanceis reported, the company’s final accoumuts. activities
plannedamid relatedbudgetsare presentedfor approval

Recommendation
The Programmeshouldassistall WS’Cs’ in thepreparationand organisation

of/he AGMto optimisethe communicationand so the trust of/he Board

The performance of the company hinges on the management process This us a senous
weaknessof the sevencompanies Important tools to run any corporate body include the
budget,the operationalplan. the annualplan, abusinessplan coveringseveralyears,oper-
ating manuals,the guidelines and the managementinformation sy’stem It us obvious that
efficiency wmli not be obtainedwithout the mnstitutionalisationof theseprocessesin the
managementof water supply companies At presentDWSP has introduceda financial
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niaiuual. which umicludes ccntral topics like budgeting. [aimft settmmug and m epom tmng But the I
implementationof’ theseleavesstill nmLich to be improved

Recvfly/iie nc/c/lion
ihe / ‘rog/’aniflie shall/cl s uipporl the conipcinie s fbi vuigh /urthe si’,s temcifi —

ing the sc //uancigenid’nt pF’occ s,s e 7 he iiii ss ion proposesi ci v/i uc’iuired WS’C
dles’c/opl/uent model hcit wouldl cover ci// i/ic se 0/ gcini s’cilion huti/clitig c/c-
/lie/it s 1/ic coachIng clement iv follow-up u/’duining cuncl unirod/umciio/u can /

be o~’e-emphasisecl

In the lmistmtuttogiammiles on the melationshimp with stakehoidcms, the Districts amid the corn- I
partiesindicatedsevem’al roles to the Districts Thesefit ni the roles that time pohuc~’ascribes
them Hosvevem. bothu conipauuiesand districts couicludethat tile districts lack tinailcial, I’m—
maui and techmumcai rcsoummces It is uiumeahistic to expectdistricts to become effective fuiture

supportems of the compaiuies Considering the miianv atteimtioui fields and couisequent

sustamnabulitvrisks, theWSCsare too small to conipietehymndepemidcntlvsurvive

1/cca mrnendci iicm

The pre,s en! .support ,‘o/e by the Programme (including the Districts) need/s
to he taken over hi’ an independent, permanent Tanzanian organis’ation
The mission has proposed the Federation of W,S’Cs as’ a ,service—oriented as-
sociation towcird/,s to autonomous’ WS’C.s Sonic institutional and organis’a-
tional issues’ are woikecl out in the strategy chcipter I

7.2.5 Capacitiesandconfidence

All WSCshacksufficientcapacitiesto run thecompanyas a bumsmness Becauseof the sho~ I
office term of the members.also due to their poor communication,the Board cannot build
up a corporateknowledge amid experience This is very much needed ni a rural setting
where it is hard to find people~~ithcapacitiesrequiredfor thesefunctions But thereis muo
comnpanv that can tramu’m ever\ ~‘earall its new members,Board and WUG committees

Therefore, the trust must be umuuprovedthrough commumnicatmomi.to which the Programme
can very’ mLmclu contribute Also users(owners)ought to be imiformed on the needto bLnld
U~corporateconipeteulcethumough longer office periods Only’ tiien capacity’ buildimug ot
conupany’staffw’ill be effectiveandwill contributeto their confidence

Recommendation
The Progrcimme ci s a neuural ,s’iakeho/der can tcici/uate informing the users
on the importance of corporate capacity building andl the positive effect’s on
the company ‘.s performance from building capacities’ in and coaching of the
company ,sta/f

Severalcompaniesfearthat thehanding-overof the assetswill be the endof the supportby I
the DWSP and they seethat as a threat for their sustainabmlmty’ They miss the confidence
omi their ability” andthecapacitiesto surviveon their own

Recommendation
The mission recommends’ a strategy of further consolidation, which is’
worked out in the next chapter on strategies I

I
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7.2.6 Communication and trust

The lackof communicationhasbeenindicatedabove Accountability and transparency are
in mostcasesrather poor till completelyabsent.Users (owners)demandmonthly or quar-
terly reportingon the flow of money Communicationis the cornerstonefor trust from the
users,i e particularly in thesecommunity-ownedcompa.mes.There is a lot to improvefor
the Boards They do not frequently comniunucateto the members,who do not haveto in-
formation to passon the commutteesand the users. Specific information demandedis the
incomeandexpendituresoverviews

Recommendation
The Programme should help the present Boards in communication through
the use of good communication techniques and tools. The coaching on the
practising and the joint monitoring of/he effectiveness, that is appreciation
by users, should be started using staffwith participatory learning skills and
attitudes.

7.3 Social and community issues

Both analysesshowthat the community andsocial factorsarethe mostsustainableareas
Therehasbeenin the pastagoodparticipationby both menandwomen,particularlywhen
they requestedfor the water supply improvement themselves (demand driven) Tius par-
ticipation continuedatthe WUG level Users feel that the DWP is very much theirs, so

theyparticipateto keepit up

Participation is also high when thereis harmony betweenthe local politician and the
WSCs. It us obvious that the village governmenthavestill thepowerto mobilisethevillag-
ers for rural developmentFor example,acampaignfor paymentof water fee and sanc-
tioning of the defaulters,whenorganisedby the local Government,the Councullor,the Vil-
lageExecutiveOfficer, theWardExecutiveOfficer or the Memberof Parliament,hasbeen
always successful. This power is howeverdangerousfor the companysustaunabulityif ut is
misused,for instancein campaigningagainstthepaymentof waterfee This hasbeenthe

case
in few mstanceswheretheWSCandtheVillage Governmentwerenot in goodterms

Recom,nendation.
TheProgramme has an authority and should strongerfacilitate the dialogue
between the companies and the localpolitical entities

Appreciationof the servicesus high Impactsexpressedby the usersincludehealth,well-

being andeconomicenhancementParticularlypeoplewith businessconnectionsapprecuatetheservice,as it is crucial for their business.Their complianceto paymentis high andthis
contributesto thefinancialandmnstitutuonaisustamabilityof the compames‘ Recommendation

Whenever the capacity of the water source and the reticulation network al-
lows (or when other new water sources can befound and reticulation system

expanded) the company should encourage people to have private connec-tions. However, adequate and continuous supply to the DWPs should never

put at riskfor equity reasonsThe economicbaseof the community is obviously important. It makespeopleable to pay
for the waterservicesandalsoto apply for houseandbusinessconnections.

I
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Thewatertariffs aregenerallylow aiid nearlyall userssay that thesearc within their abil-
ity to pay It is becauseof reasonssuch as poor commuuiucationon financial issues,the

pastsocial policy to offer theseservicesfree andthe political messagesthat still only one
out of four DWPuserspay I

Recommendation
Communication between Board, WUG committeesand users should be op-
timised The Programme (and Federation) s/iou/cl support the development
and coaching of ejjèctivc communication Peer pressure between WUGs and
individual users will help in the willingness to pay/sr water

Companies’ leadershavea low level of awarenesson eiivironniental issues(catchmentand

water source protection)to safeguardthe water quantity and quality But water sources
havea limited capacity While on the other handthe demandfor water is growing because I
of the increasein numberof privateconnectionsand consumers,and per capitaconsump-
tion number Particularly businessconnectionsmay use water for purposesnot initially
mneant for (small-scaleirrigation) Water metersare not usedfor technicaland organusa- I
tional reasons

Recommendation

There is a strong needfor water demand management to avoid water short-
ages resulting from limited quantity of waler or design of distribution net-
work The DWSP should pilot test the feasibility ofgradual introduction of
water meters That is to say first on branch lines, then private connections
and eventually for all DWPs Results from the Programme-supported proj-
ect in Mlimba (Kilombero), that introduced water meters, should be evalu-
ated I

7.4 Financial issues

Finance is an area for concern in all companies The situation is alarming in Kambala.
Ndole andMakanga In RuahaandIkelathereis agoodbasefor improvement

A particularproblem is the financial proceduresThe DWSP haspreparedsonic financial

guides which are not well known at presentand which are not completelyadheredto In
two companies(Ruahaand Ikela), they have alreadystartedto use external professional I
accountantsand auditors In othercompaniesthe leadersare not knowledgeableon these
proceduresIn mostcompaniesthe companymanagershavetoo low an educationallevel to
be ableto implementproper financialproceduresThe financialguidesarenot sufficiently I
simple, clear and detailed enough to be well graspedby companyBoD and the WUG
committeesThereis howeveraconirnonattitudethatthe companiesarecommittedto learn
how to usethe financial procedures I

Recommendation
The Programme is to further simplify the financial guidelines particularly
for the smaller WSCs Training and coaching of the Treasurers of these
small companies is needed

Financialmanagementus ratherpoor in all the sevencompaniesexceptRuaha But it is I
morealarmingin Ndole, MakangaandKambala Major problemsinclude lack of skills to
preparea soundbudget In mostof the companiesthereis failure to presentthe budgetto
the waterusersfor discussionandapproval One of the weaknessesis that companiesare I
DWSP . MorogoroRegion RoyamNethermandsEmbassy/ SWOTMission m 999
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not able to set an appropriate water tariff There is still the thinking that water tariffs

should be related to the purchasing power of the users, which is not the right way

Recommendation
The Programme should assist the companies’ managers to improve the fi-
nancial management through improvement of skills (‘in case of no profes-
sional manager)

Another issueof concernis the inability of companiesto keepproperlythe accountingrec-

ords in a professionalway, hencethe failure to preparea proper incomeand expenditure
report, a profit anda less accountand a balancesheet Only RuahaWSC hascomplete
accounting records, although it is not of the requiredquality The reasonfor this stateof
affairs us lack of financial skulls and inability to afford the use of expensive professional
accountantsand auditors It us critical for the WSCs to produce properrecords so that
there is transparencyin the companies This can improve tremendouslythe paymentof
water fee, andhencethefinancial sustainabilit of thecompanies

The financial performance of the seven WSCs us not bright Ikela rankshigh in financial
performance, while other companiesare dwindling Large financial surplus in the rural
WSCs is not justifiable because the aim is to ensure efficient water service delivery to us-
ers But asufficient surplusus requiredto enablethe companiesto face rehabilitationand
expansionsUnfortunatelybecauseof insufficient fee collection, many companieshaveno
reasonablesurplus
Fmancmgthrough loans is not possible At the moment the companieshaveno accessto
credit facilities, becausetheyareneithersolventenough,nordo they own assets,which can
be usedfor mortgagepurposes.This is a crucial requirementin the loaning processfrom
financialmstitutions

Recommendation
Apart from support to the improvement of the financial through coaching,
the Programme(‘and the Federation) should look for alternative ways to co-
finance future expansionsand rehabilitation, e g Rural Water Development
Fund (elaborated in chapter on strategies) Jt is not justifiable to have a
huge surplus in communities as Ndole That will invite misappropriation

The real problemresidesin the fee collection rate Low payment of water fee is experi-
encedin all the sevencompaniesThe rate at the DWPs has an averageof 26% (lowest
18% in Rudewa) This rateus reasonablefor houseandbusinessconnectionswith an aver-
age69 and 87%respectively The concernis thereforethe paymentof WUG, which us the
majority of water users The main factors of low water fee collection are low awareness,
presenceof alternativesourceof water, unclearproceduresto sanctiondefaulters,lack of
transparencyand poor economicbase It us crucial to addresstheseissuesto enablethe
water supplycompaniesto achievefinancialsustainability

Recommendation
The Programme can help the companies to strategize to overcome the main
factors

At present,the procedureto sanctiondefaulters in the paymentof water fee is not clear
The commonsanctionsincludesocialpressure,fine, evenprosecution There is now aby-
law, which can be usedto prosecutethedefaulters,but it us felt thatmoreeducationalcam-
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paign to increasethe willingnessto pay is a betterapproach,which should be encouraged, I
in rural communities

Recommendation
The Programme can assist the companies’ to find the most effective sanction
ways through discussions with users

Noneof the companieshasthe skills to priorutise the costs amongthe uliajor budget items I
areavailable hi other teruils, companymanagersdo not seeany differencebetweenthe im-
pou-tanceof maintenancecosts.operationscosts and overheadcosts They do not havean

ideaon the priority or implications of the magnitudeof these items in the companyfinan-
cial results There us thereforea strong needfor bringing financialmanagementskills and

financial resourcesin the company

7.5 Categorisationof WSCs

In the findingsthe categorisationof theWSCsusing five main categoriesis presentedThe 1
conclusionus that not the technology,but the numberof userfamilies and privateconnec-
tions us a good categorusationfor the sustaunabulityParticularly privateconnectionsareat

this momentthe reliable payers Thesecategoriesindicate the presentcontributionto the
cntical massfor finical sustaunabilutyIt us not possibleto distinguish categoriesfor the
type of supportneededThe entiresupportpackageis to be offered to all WSCs The m-
tensity of coachingdependson the comprehensionand the professionalismpresentin the
Boardsand managementA few companieshaveemployedor plan to employ (part-time)
experiencedmanagersand accountants Obviously, they needless training and coaching
than wheremanagementtasksaretakenup by CompanyandBoardMembers I

7.6 The need for continuing support to the WSCs

Both the SWOT and the Sustainability Risk Analysis indicate clearly that none of the
sevenWSCshasreacheda sufficiently high level of sustainabmlityto be left on their own

Someare closer to the ability stageto survive, but not when they are left completelyon
themselvesBased upon the aboveconclusions,the DWSP has severalkey tasks for the

coming years to further contribute to the sustaunabulityof thesesevenand moreWSCs
Thesetasks are I
~ Fin alisation of legal aspectsand own ership arrangements for Water SupplyCom-

pany
DWSP is the first Programmein Tanzaniathat introducesthis institutional option for
the small andmedium-sizedrural water schemesThe option fits very well in the pol-
icy framefor rural water supply Legal aspectsneedfurther fine-tuuiing The owner-

ship is to be further looked into and be discussedwith Local Governments At this
momenteventhe strongestWSCs (Ikela and Ruaha)are not ready to manageassets

worth more than TSh 200 mullion In the next chapter on strategiesan intermediary

solution is presentedIt canbe concludedfrom the findingsandaboveconclusionsthat
the Companyoption is viable in the rural settingwith manytraditional political and
governmentpowers

o Further developmentof the WaterSupply Companyoption
The SWOT study hasshownthat many issuesrelatedto institution, social and com-
munity dynamicsandfinanceneedto be furtherdevelopedThe Companyoption has

DWSP - Morogoro Region Royal NetherlandsEmbassy/ SWOT Mission m 999 I
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passedits experimental stage. but many issuesneed further crystallusationto leave
them in the handsof userentities in rural areas The DWSP is the only Programme
that cangive thatsupportto the WSCson their road to maturity Without this support

andconsideringthe resourcesandcapacitiesof the Local Governmentsandthe present
level of sustaunabilityof the WSCs, mostof them, possibly all, will stop functioning
Threescenariosfor the future havebeenelaboratedin the next chapter The (further)

developmentof a replicableWSC developmentmodel methodologyus needed This
model caui be used for the other 15 schemesconstructedand / or rehabilitatedwith
DWSP co-operationThereafteraFederationcould continuefor other rural andurban

water schemes

o Needfor developmentofan independent support organisation
TheWSCscan not functionandperform well in isolation They dependon many types
of support from outsidetheir village sphere In realistic terms the Districts are not
equippedand haveno resourcesto provide this support In addition, the Programme

will not go on forever The private sectormay develop to provide most of thesere-
quired supportservices An intermediaryorganisationthat protectsthe interestsof the
WSCs is needed Federationsof WSCs are a proven solution establishedin mans’
countnesto fulfil this mission The Federationwould takeovermost functions of the
DWSP\\hiIe usingoptimally the pnvatesector This Federationhasto be established
anddevelopedThis strategyusfurther workedout in the nextchapter

o Privatesectorinvolvementhas to beemphasised
The pnvate sectoris emergingin TanzaniaThe water sectoris in a transitionstage
from government-drivento private sectorsupportedThe Rural Water Policy under-
scoresthis However, the pnvatesector is hesitant How attractive us this sectorfor
them whendustnctactorstry to maintain their traditional roles and water companies

arenot financially strongas yet to pay for the private sectorlnputs’~The Programme
canmakea definite contributionto the private sectorenhancementin rural and urban
water supplyby using their capacitiesandcontributionto the sustainabilityof the 21

WSCsandthroughthe developmentof the Federationthe establishmentof many more
rural andurbanWSCs

o Stronger emphasisoii methodologiesandattitudes
As said before, thereis needfor developmentof the supportmethodologiesbuilding
upon the presentmethodologiesand experiencesThe methodologyshould be much
structured and covering all attention areas emerging from the SWOT and
SustainabilutyRisk Analysis But crucial is how the contactsarewith the companies,

usersetc A participatorylearningandcoachingapproachis very much needed Some
peoplemay knowtheseapproach,but the applicationis not easyandpeopleeasily re-
turn to the directiveway to tell the “ignorant” what to dot This doesnot leadto adop-
tion of newprocedures,techniquesetc
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8 STRATEGIES TO STRENGTHEN WSCs

8.1 Future scenarios

In principal there are threescenariosfor support to the piped water supply schemesin
Morogoro Region
1 The DWSPceases its operations and the WSCsget supportfrom the Local Govern-

ments (Districts) and the private sector

2 The DWSP4continuesfor anotherphaseto consolidatethe achievemeuitsanddevelop
furthercapacitiesin Districts andprivatesector

3 The DWSPcontinuesfor anotherphaseto consolidatethe achievementsandto support

the establishment,developmentof an independentorganisation(Federation)supporting

the WSCs

Scenario1:
The conclusionsshow that severalof the sevenWSCshavereacheda level of sustenance

that gives an optimistic perspectivefor futurecontinuationof water supplyservicesby the
WSCs However,this “optimistic” perspectivedoes definitely not meanthat the present
stateof developmentis strong enoughto survive without adequatesupport from outside
The SWOT and SustainabilityRisks Analyseshavemadeclear that thereare many nsks

presentto underminethe sustainabilityof the WSCs The sustainability of the other 14
WSCsthat receivedless supportduring 1999 is much lower than of the sevenWSCs in-
cludedin this SWOT Analysis

This scenanoanticipatesand builds on the supportof the Distnctsand the privatesector
The draftPolicy Paperindicatestheir possibleroles Distnct Councilshavebeengiventhat
supportfor quite sometime in the Programmearea But it is realisticto say that this has
only beenpossiblethroughthe capacitybuilding, transportfacilities, allowanceandmate-
nal provision from the Programme’sexternal funds Furthermore,the ProgrammeCon-

sultantsprovidedstrongexpertisesupportdirectly to theWSCs It hasbeen statedearlier
that the four dustnctsin the Programmeare not capableto raise the requiredresourcesto

supportthe WSCs adequatelyThe risk exists that other political priorities, for instance
supportto the not yet supportedWSCs andother water schemes,maydeviatethe entire
attention from the seven to other district water schemes in the Region(>100 schemes)5

At the moment,the pnvatesectorhasonly got capacitiesto provide basictechnical skills

and sparesfor schemecomponentsCapacitiesin the private sectorto carry out the other

tasks(indicatedin the Rural WaterPolicy) are entirely absentin Morogoro Region, and it

is notexpectedthat thesewill be developedas thereis toolimited demandin the Region

Conclusion: This scenariowill put the WSCs (7 +14) entirely on their own The Dus-

tncts do not have the resourcesto give the required support. The
sustamabilityof the WSCs will be substantiallyreduced Actually, it us
expectedthat in this scenario,only a fewstrongWSCs will survivem the
long run The otherswill seetheir schemegradually crumbledown till
within five to ten yearsthe entiresystemis inoperative

DWSP is the joint project of the GoT and GoN, and mvolvung Dustnct Councils and DHV Consultants

Information received from the Water Engineer in the RegionalAdministration
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Fugiiie 6 Seenaruo 1

1 Otli~r ii ncr
WSCs (75) WSCS(I -4°) iii region (>4th)’)

I- 1~
I __

Disirici Council Priv.iie Secici

Scenaiio2:
Dum ung the iie’s~tphaseof the Piogramme.pm ume emphasiswill be put on the WSCs devel-
opmeuit model to reach a high sustaunabulutystatusof the sevenWSCs and to havethe
WSC developmentmodel testedand further used in the remaining14 WSCs During this
phase puivate sector capacities will be supported to take on their tasks as indicated in the

Polic\’ paper Theseprivatesectortasks~~ill also include assistanceto the WSCs on man-
agemeilt issues(muicluding e g coinmunicatiomi.auditing etc) But it must be realisedthat
becauseof limited financial capacitymost WSCs cannot afford fee ratesof professional
consultants
In this scenariothe Distncts will continuewith their presentsupportto the WSCsthrough

Programmefacilitation This supportlevel us not sustainablefor resources-relatedreasons
statedearlier Thus meansthat after the endof thus proposedphase,the dustnctsupportto
the WSCswill go to aminimal level
Although the privatesectorus positively developingit is doubtedwhetherthe pnvatesector
will be interestedin thetypes of servicesto WSCs suchas capacitybuilding andmanage-

ment support For them thereare more lucrative areasthan rural WSCs The Districts
supportwill ceaseafter the endof the Programme

Concluszoir Although at the end of the Programmethe 2 1 WSCs will be in aconsoli-
datedstate,for many WSCs the supportingenvironmentwill stopto exist
It us expectedthat mans’of theseWSCsthen will stopto function soonaf-
ter the technical supply systemstartsdeterioratingWhenthe servicelevel

decreases,usersare less satisfieddo not pay their fees and the system
comesin a downwardspiral of disrepair

Figure 7 Scenario2
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Scenario3:
The Pu’ogrammcwill continuein a consolidationphaseand focuson aWSC development

model phase.as in scenario2 The puuvatesector~~mllbe supportedto take up theirtasks as
indicatedin the Policy Paper A permanentorganusationwill be establishedthat will give
coultinuoussupportof different kinds to the WSCs Thiscanbe an umbrellaorganisation,a
Federciteonof WS’(’s The specific characteristicsof this Federationareworked out in the

chapteron strategiesThe Programmev~ill facilitatethe formationandstronglysupportthe
de\clopmentof thus FederationThe Federationw ill gradLmallv take over the support roles
to the WSCs no~~provided b\’ the ProguammeThe Federationwill be pnmaruly a small
unit of staff for co-ordinationand facilitation It will optimally utiluse and encouragethe
prm\ atesectorinvolvement At the end of the phasethe Federationmust be strong enough
to suuvive on its own The period of support is to be basedupon the paceof institution
building of the ouganisation.buta periodof threeto five searsmay beneeded

Conclusion: This scenariobuilds upon the commitmentof the WSCs to deliver a sus-

taimiable service They themselveswill initiate andestablishthe Federation
as a professionalgenuine local organusationthat will be the continuing
major WSCs support institute Through their membershipthey receive
servicesfrom the Federation The presentsupportrolesof the Programme
providedby the districtsstaff and consultants,will be taken overanden-

suredfor the future by the Federation The WSC developmentmodel can
also be appliedto the otherwater schemesin the dustncts(>100), if there
is a genuinedemandfor water supply improvementandto becomea WSC

This third scenariodoesnot build upon unrealisticexpectationsfrom the
District Councils The Federationwill facilitate optimal involvement of

experiencedindependentexpertsIt will becomea small but strongorganu-
sationwith a smallnumberof corestaff Scenano3 is the bestscenariofor
the long-termsustaunabilutyof the \VSCs

Figure 8 Scenario3
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TheFederationwould initially cover the MorogoroRegion,so it would bea /?egionalFed- I
eration of W5’C.s There may be also an interest in this model from other regions where
water schemeshavebeenconstructedandlor rehabilitatedand community-managementor

other managementstructureshavebeenput in place Then either the RegionalFederation I
could be expandedto cover moreregions(zonal Federation)or different RegionalFedera-
tions could co-operateto make more effective use of resourcesthrough sharingexperi-

ences,materialsandcapacities I
Anotheroption to strengthenthe viability and sustainabulitvof the Regional Federationis
to expandthe incnibersbipof the Federationto Uiban Water Supply Companies Many of I
thesecompaniesarc at themomentunderthe District Council andare probablyfacing sev-
eralsustainabilityproblems They could becomeindependentUrbanWSCs Theseoptions
haveto be further workedout andfeasibility studieshaveto be carriedout duringthe new I
phase

8.2 Strategiesto strengthenthe WSCs I
From the SWOT and SustainabilityRisks Analysis many ideasto increasethe sustenance
of the WSCsemerged Many canbe broughtundera few major strategiesthat will be pre-
sentedhere Theyinclude
• Federationof WSCs

• RuralWaterSupply DevelopmentFund
• Pnvatesectorcapacitybuilding
• Ownershipof assetsandleaseagreementwith WSCs
• Consolidationof WSCs
• WSC developmentmodel

• WSCsupport methodologiesandattitudes

8.2.1 Federationof WSCs

To strengthenthe sustainabilityof the WSCsthe RegionalFederationof WSCs will be es-

tablished This Federationis an autonomous,non-governmentalorganisationand will be
establishedon the initiative of the WSCs It us aTanzanianorganusatmonanda continuing
actorin the supportto the memberWSCs They will be the membersof the Federationand
makeup the Boardof Directors The primary aim is to provide specific servicesto the
WSCswhich they as separate WSCcan not afford or haveproblemsto acquiresuchexter-

nal support servicesbecausethey miss the contactsand lack experienceon contracting
Theseservices have primarily an institution and capacity building oriented character
Theremustbea clearaddedvaluefor the WSCsto becomea memberof the Federation

Possibleservicesthat the Federationcould provideto its membersare I
• Developmentof models and matenals(formats) to assistthe WSCs in their manage-

ment,accounting,customerrelationetc to improvetheir functioningandperfonnance
• Development of business management tools, eg participatory momtoring on

sustainabiluty
• Onentation and specific short training courses for WSCmembersanddirectors
• Specific short coursesfor WUG committeemembers I
• Specific traimng and refreshercoursesfor executivestaff of WSCs, eg on business

management,accounting,customerrelationshipandcommunication

• Specifictechnicaltraining,eg for water schemefundis, diesel engineandwaterpump I
mechanics
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• Regular follow-up or coachingvisits based upon an adaptive-learning approach
• Facilitation in possibleannualS\VOT Analysis
• Annual externalauditingservices
• Assist communitiesthat requestedfor watersupply improvementto assessthe people’s

effectivedemandand to foniiulate proposal
• Maintaining a pooi of capableconsultantsfor different types of tasks supportingthe

WSCs~operations
• Facilitation in contiactingspecific expertise(broker),e g for proposaldevelopmentfor

ne~~’or expansionof systems.plauinmng. design.construction,specific technicalstudies

andsur~’c~s v~iter quality survc\s
o Facilitation in armangementsfom p rounotionandtraining on water—relatedhygiene

• Assistancein recruitmentof executivepersonnel.or facilitation in the sharingof part-
time executivepersonnel

• Promoteicsearchon innovative technologyto cost-effectivelyimprove the meetingof
the WSCs mission

• Facilitatethe WSCs’accessto credits for expansions andlor improvements

• Manageuiientof a Regional Water Development Fund

Someof theseservicesmay be providedfree-of-chargeas partof the membershipservices,
while otherserviceshaveto bepaid for
Figure 9 gIves the relationshipbetweenthe Federationand the major stakeholders

Figuie 9 Relationship betweenthe Federation of WSCs and its major stakeholders

~nual Sappo~
~guncIcs -

(en RNE) Sector

In principal, the Federationmust be financially self-supporting The memberWSCs will
pay a membershipfeefor instancerelatedto the numberof userfamilies or connections
Differentiation in the calculationof membershipis needed betweendomestic use from
DWPs and domestic use from houseconnections,businessconnection, or connections
making economicuse of the waterprovided In Mali a FederationprovidesO+M services
to the membersandchargeson the basisof volume of water supplied That systemwould
not differentiatebetweenthe different economicbaseof the WSCs’ users To becomea
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financuall~sustainableorganisatmonit needsa critical mass of contribution-paying mem-
bers

The ielatuonshupwith the Central and Local Governmentsis important The roles of the
Federationamid the District Council must be complementaryandnot conflicting Financing
for new watei schemescould be channelledthrougha Regional Water Development Fund
thatcould be managedby the Fedcuation The Federation is also a lobby body at the Gov-
ernmeuitlevel fom the untcmestsof the VVSCs The Federationmayproposeadaptations in the
Rural WaterPolicy and the legislativefiameworkof the WSCs, including issueson owner-

ship I
A possibleouganisatmonstructum’c of the Federationis drawn and attachedin Appendix 6
The GeneralMeeting is the highestdecision-makingbody The Board of Directorssteers
andconti-ol theoiganusatuonSpecIalTechuiical Committeesdiscusscommonproblemsand
makepioposalsfou solutions TheTechuiicalCommitteeswill only beestablishedwhenthe

needarisesfuom the WSCs An executiveunit including a manager is responsible to run
the daily affairs of the FederationThus unit remains small, to start with for instancetwo
sectom generalistsThus canoiganmcally grow- to some 4-5 professional staff depending on
the numberof WSCs to be sLupported

As indicatedearlier, to increasethe viability and the sustaunability,expansionof the scope
of theWSCs could be eitherin the directionof moreregions by creatinga Zonal Federa-
tion ot WS’(’v or umiclude the urbanwater supply companiesin the Region Another option
to be studiedus the collaborationwith similar RegionalFederationsin otherregions

In manycountriesWSCshaveestablishedsuch Federations(or sometimescalledAssocia- I
tiouis) In The Netherlands the Association6 started exactly 100 years ago and is active in
man~of the areasmiientuonedabove It wasestablishedon the initiative of the WSCsandis
independentof the Dutch Government.although it maintainsgood relations I

8.2.2 Rural WaterSupply DevelopmentFund

Existing WSCsmay haveto expandtheir servicesin the future as the populationtheyserve
is growing Fom instancelkela WSCfaced a population increase of 200% in four years
tmnie Exteuismonsof the reticulationsystems,euilaugementof theintakeworks etc mayhave I
to be undertaken Usually the reservesdo not allow for that kind of investment,andexter-
nal funds,giantsor loans,are needed But also not yet covered communities or communi-
ties with norm-operationalor poorl\- functioniuig schemes7may be sufficiently committed
(drivenb~demand)andorganisedto apply for a grantor loan TheGoT statesin its Policy
Paperthat it \\ill finamicually support suchnew- construction,rehabilitationandsystemex-
pansions(although no percentageof investmentsor subsidy indicationsper userhas been

stated) This governmentcontributionneedsto be supplementedCommercialbanksdo not
give loansto WSCs,not yet at least ThereforeaRegionalRural WaterDevelopmentFund
will be establishedto provide loans (or partly grants)to such WSCs in needof funds The

subsidyfrom the Central and Local Governmentscould also be channelledthrough thus

o Called VEWIN ~Vereuiuguimgvami deNeclcriamidseWater Industrueenor Associationof Dutch WaterSup-

ply Conipamiuci)

l hescmum titciude the unore than 100 rural waterSCI-ienleS in Morogororegion supportedby the Distrcit
Councils~shuh arc not includedmu the I )WSP
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Fund Also fiuiancuers, such as national amid international DevelopmentBanks and multi-
andbi-lateral donorscouldcontributeto this fund

The Federationof WSCsus strategicallylocatedto managesucha fund Requestsfor loans
or grantsfrom this fund need to meet specific criteria (to be established)A special fi-
nancingcommitteeof theFederationcould reviewanddecideon such requests

8.2.3 Private sectorcapacitybuilding

The privatesectoris iiot much involved in the waterschemesin the niral areasas yet Lo-
cal shopkeepersin largervillages as Ruahaand Makambastock basicsparesand materials
also neededfor houseconnections Lesscurrentitemsfor the gravity schemesand the parts

for pumps.dieselenginesandelectricmotorsarenot availableat village level andalso not
at district level The privatesectorin the regionalcapitalcould be madeinterestedto have
abasicstock andto becomeagentsfor suppliersbasedin Dar es Salaam

As the governmenthas redefinedits role, the challengesfor the private sectorare there But

this new private sector us different from the traditional one, ie shopkeepers As indicated
in section 4 4, the tasks the sector expects the private sector to take up are rangingfrom
training communitiesto technicaldesignsandmanagementof schemesAlso medium-level
technical.organusationaland managementprofessionalswill be required In the constella-

tion of the Federationthe private sectorcan directly operatewith the WSCs or indirectly
throughthe Federationas facilitator (broker) As Governmenthasretrencheda numberof

people, theseand also othersmay get interestedin thesenew consultancyopportunities
The DWSP ~~illencouragethosepeople to step into this businessand train them on spe-
cific businessand marketingskills A good exampleof a resourcegroupis the Waterand
EnvironmentalDevelopmentConsultants(WEDECO) in Shinyanga

8.2.4 Ownershipof assetsand leaseagreementwith WSCs

Becausethe sustainabulityof most analysedWSCs is not yet ensuredfor reasonsgiven in

thechapterson FindingsandConclusions,the Local Governmentsmay be hesitantto fully
hand-overownershipof assetsto poorly performingWSCs The rangeof investedvalueof
the 22 schemesconstructedandlor rehabilitatedin the DWSP is betweenTSh 20 million
to 380 million, with an averageTSh 111 million

The proposedstrategy is to leasethe assetsto the WSCs undera leaseholdownership
Herebyagreesthe WSC to be fully responsiblefor the managementand O+M of the water
schemeandkeep its conditionas were it its own The NamibuanDirectorateof Rural Wa-
ter Supplyhas developeda legal format for such leaseholdagreementson ownershipand
appliesit for waterschemeassociations(with WUG Associations)as well as for borehole
associations

To qualify for full ownershipthe WSC must reachasufficient level of sustenanceTo as-
sessthe sustenancethe DWSPwould definea numberof SMARTSperformanceindicators
A WSCprofile sheetwas designedthatgives awider rangeof key sustainabulityareasand

indicators(Figure6 andAppendix 5). A selectionhereofcould assessthe cntmcalperform-
ance, for instance

• Separationof executivefunctionsandcontrol functions

An mdicator is SMART if it is subject Specific, easyMeasurable, very Accurate, Realistic and Time-

specific
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• Presenceof businessplauinung(pLus planningperiodin years)
• Averagemonthly revenuecollection ratefor DWPs and for privateconnections

• Average monthly financial balance(incomeminus expenditure)as percentageof in-

come
• Bank balancefor currentexpendituresas percentageof annualexpenditure

• Bank balancefor future investmentsas percentageof assetvalue
o Frequeuicyof meetingsincluding financial reportingto membersandWUGs

• Functioningrateof DWPs (%)
• Numberof daysthat schemedid riot distributewater during lastyear

To qualify for full ownershipaWSC shouldscorethreesequentialyearsmorethan the re-

quired minimum

8.2.5 Consolidationof WSCs

The sevenWSCsthat arereceiving intensivesupportduring 1999 needfurtherconsolida-
tion to becomesufficiently sustainableto eventuallymeetthe qualification level More fol-
low-up support and coachingof the WSCs through adaptivelearningapproacheswill be
done The private sectorwill be involved for this by using medium-levelbut committed
commumcators,managersand techniciansThis consolidationphasewill takefor mostof

the sevenWSCsaboutoneyear

8.2.6 WSC DevelopmentModel I
The DWSP will developa methodologythat can be generallyapplied in the development
model for the WSCs towardsbusuness-onentedmanagemententities Approaches,pack-
agesof training in the different areas,such as institutional / organisationalI managerial.
financial, social and community-related,and techmcalaspectswill be developed This
WSC developmentmodel methodologybuilds upon the presentexperiences(successesand
failures) of the DWSPandexpandswherenecessary(seealso conclusionsarid recommen-
dationsin this report)
The WSCdevelopmentmodelmethodologywill thenbe appliedin the 14 remainingWSCs
by first involving and eventuallyfully throughthe newly developedFederationof WSCs
Later it could be appliedalsoto the more than 100 rural water schemesdependingon the
genuinedemandandto theurbanwatersupply schemes I

8.2.7 WSCsupport:methodologiesandattitudes

The learning and teachingmethodologiesapplied in training and coaching are further

adapted Attitudes of the staff and consultantsinvolved in the institution and capacity
building of the WSCarechanged Both methodologiesandattitudeswill be conducivefor
the background,comprehensionlevel and ageof the Board, membersandcommitteemem-
bersof theWSCs.In the pasttoo muchdirective methodswereapplied and authontanan
attitudesshown Learning-orientedmethodologieswill be usedand peerrelationshipsatti-
tudespractised WSC membersandcommitteememberswill notbe seenas ignorantpeo-
ple, but as experiencedand respectedcommunity memberswho havebeen electedand
thereforerecognisedand committedto representthe usersas ownersto steerandcontrol

themanagementofthe WSC
The short training courseswill be followed by intensivecoachingto help WSCs to apply
the new procedures,formats etc in their specific environments Emphasisis put on thus
follow-up coachingasan effectivemeansforgood results
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9 RECOMMENDATIONS

The seven Water Supply Companies, which are being intensively supported by the DWSP

in the four districts in Morogoro Region,are developingin the right direction Some are
quite far in their organisatmonaldevelopmentas institutions The level of sustainabilityde-
pendson severalfactors, strongfactorsare the paymentof water feesand numberof pri-
vateconnection Becausethereus still someway to go beforethe companieshavereacheda
sufficiently high level of sustaunabilitythat theycancontinuetheir “business”,the mission
recommendsthat the DWSP continuefor another phase Three scenarios have been ana-
lysed They show that the risks that most, if not all, of the sevenWSCs will graduallyre-

ducetheir servicelevels andeventuallystopfunctioning, is very big At the moment,there
is no other support organusatuonpresentthaui the DWSP The discontinuity of support to

the rural WSCs is one of the most serious problems for the short and long-term
sustamnabilityof theWSCs The Districts do nothavethe capacitiesandresourcesto meet
the supportneedsof the WSCs and the local privatesectoris hardly operatingin this sec-
tor, apartfrom constructionandsaleof somespareparts

To makethe WSCs sufficiently sustainablea numberof strategieshavebeenworkedout
The missionrecommendsthat the DWSP (including the distncts)implementthesestrate-

gies,which include

~ Establishmentof a Federationof WSCs
This Federationwill be the permanent,independentTanzanianorganisationto render
supportservicesto the WSCs It will belong to andbe service-onentedtowardsthe
WSCs
The DWSPwill supportthis organisationandinvolve them in the supportto the com-
panies DWSP will gradually work throughthe Federationuntil the Federationhas
takenover all supporttasks As it is the intention to havea small Federation,the role

of the pnvatesectorin the supportoperationswill be substantial

~ Privatesector capacitybuilding

In line with the draft Rural WaterPolicy andthe proposedstructureof the Federation
of WSCsthe role of the privatesectorwill significantly change Iii this strategythey
will provide many types of supportto theWSCs It mustbe realisedthat the private
sector mustbeencouragedto takeup this role
It is recommendedthat the DWSPwill optimall~~involve them, in line with the inten-
tions of the Federation,give them opportunitiesto learnandassistin the development
of their capacities Possiblyan organisationas WEDECO in Shinyangamay emerge,
including also middle level managers,accountants,techniciansetc capableto assist
the compamesin their businessmanagementandtechnicalproblems

O WSCDevelopmentModel andmethodologiesandattitudes
Many issues, important for the sustamabilityof the WSCs,needfurther attention at

the WSClevel The DWSP has to takethat up, of courseby involving the distnctsas
partnersin this Programme,and the private sector, also through the Federation It is
recommendedthat the DWSP developa much-structureddevelopmentmodel includ-
ing all the attentionareasfrom thus SWOT and SustainabulutyRisk Analysis This

model can later be used (and adaptedwhere necessary)by the Federationin their
mandateto assistnew emergingWSCs in their developmentand consolidation The
mission wants to emphasisethat it is of crucial importanceto apply participatory
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learning tools and coaching techniques and involve staff and pr’ivate sectorconsultants
/ advisors who frilly support these learningmethodologies and master them

O Ownershipof assetsand leaseagreementwit/i WSCs
The presentplan to handover the assetsto the sevenWSCs by the end of 1999 has
someseriousrisksbecauseof the immaturestateof the companies It is thereforerec-

ommendedto haveatransitionpci iod v~herebythe companiesleasethe assetsfrom the
districts If theyqualif~/foi full ov~nership,the assetscan be transferred lt is recom-
mendedthat the DWSP look into the legal and implementationaspectsof both the
leaseholdagreementand qualification criteria for full ownership, and makesthe re-
quired preparationwith the Federation

O Rural WaterSupplyDevelopmentFiumid

Developmentmeansthat graduall\ demandfor water services will grow Also popu-
lation will grow This meansnew intakes,expansionof the distribution network,new
pumpsetc Butalsoexisting systemshaveto be replacedafter someyears WSCscan
build up reservefluids, but may not havesufficientto finance the entire plan There-
fore the missionrecommendsthat the DWSP is instrumentalin the establishmentof a
Rural WaterSupplyDevelopmentFund This can be managedby the Federationand
financially supportedby nationalamid internationaldevelopmentbanksanddonors

O Consolidationof thefirst batch ofsevenWSCs andthe 14 remaining WSCs
The presentWSCscannot be left in this stageof partial developmentLeaving them
will meanfor most the end and backto the old type of servicesof watersupply, i e
very irregularandmostlynothing It is recommendedthatthe DWSP,in collaboration
with the Federation(in developmentstage),continuethe consolidationof the seven
WSCsandtakesalso theremaining14 companies9for developmentandconsolidation
The consolidationof the first batchma\T takeabout onemoreyear The development

andconsolidationof the remainingbatchwill be startedby the DWSP andcompleted
by the Federation

I
I
I
I
I
I

Those14 schemeshavebeenconstructedor rehabilitatedthroughtheDWSPandregisteredas WSCs
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Terms of Reference

For Consultancy Mission on

SWOT analyses Water Supply Companies
Morogoro Region

1. introduction

The long-standing cooperation between the Governments of Tanzania and the

Netherlands with respectto rural water suppiy started in the late 1 970s. Through a
processof studies, master planning, construction and rehabilitation enormousexpe-
riences,both positiveand negative,have beengained. From an initial supply driven
top-down approachactivities are now carriedout following a demandoriented and
participatory methodology I
The current phase of cooperationhas, by means of the Domestic Water Supply
Programme,put emphasison the latter. In accordancewith the bilateral agreement 1
Districts, Region andthe consultantshave to prepareannual work plans and budg-
ets andsubmit thesebeforeOctober 1

5th for approvalto the donor for funding. The
1 999 District plans have in first instance been disapprovedby the Royal Nether- I
lands Embassy(RNE) The plans representedratherroutine andtraditional activities
without any form of actual prioritisation or accountabilitytowards input over time.
The Embassyformulatedclear recommendationsto revise the plans 1
As a result of the first donor comments a regional programmemeeting was con-
ducted with all stakeholderson January2gth, 1 999 to discussthe various opinions I
and observations.Among the many subjectsdiscussedthe meeting concludedthat
support to Water Supply Companies(WSC) should be concentratedtowardsoneor
two enterprisesper District, rather than to all 21 establishedWS companiesin
Morogoro Region Prior to the meeting District staff and consultantsfirst made a
Rapid Appraisal of each WSC. Subsequently,seven WSCs have beenselectedby
the four Districts for programmesupport in 1 999 Each will be subject to a detailed
assessmentand so far four action plans have beendrafted. In the mean time re-
vised planshave beenresubmittedand approvalhas beengranted.

In order to be able to acceleratefuture assistanceto selectedand remaining com-
panies,consultantsproposedthe input of short-termexpertiseto preparemodels to
streamlinerequiredsocial and businessdevelopmentsfor WSCs

2. BackgroundDWSP

The Domestic Water Supply Programme(DWSP) started on February 151 1993 in I
two Regions in Tanzania,i.e. Morogoro and Shinyanga.The anticipatedduration of

I
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the programmewas estimatedto last five years.At presentDWSP is in its last year

of a budgetneutral extension

The overall long-termobjective of the programmehasbeenformulated as

To provide rural population with access to improved water points for
domestic supply, which is sustainable with regard to operation and
maintenance, thus contributing to improving their living conditions

The water points can either be (improved) shallow wells with a hand pump or com-

munal water points (public taps) fed by a piped scheme In ShinyangaRegion the
DWSP programmeconstructedso far an estimated 1 ,500 shallow wells. There are
only three piped schemesrehabilitated under the DWSP programme Whereas in
Morogoro Region 30 % of the peopleserved receivewater from 21 piped schemes
and the restwithdraws water from around 1 ,200 shallow wells For both types of
facilities applies the basic rule that water supply services will be focused on so-
called Water UserGroups (WUG). A WUG consistsof 20 - 50 families who are us-
ing water from and are responsiblefor the upkeepof their water point For each
piped schemeone Water Supply Company (WSC) has beenestablishedas an um-
brella organisation. A Water Supply Company may serve up to six villages. The
population served per schemevaries between 1 ,300 and 27,700 people. in total
the 21 WSCs should supply some 1 80,000 peopleregularly.

it was on’y towards the end of the current programmestagethat the userslinked
sustainabiimtywith the needof legal ownership of the water facilities and the sur-
rounding land With regard to shallow wells appropriatestepshave been made to
ensurethat assetscan be correctly handedover to the usersfrom a legal and ad-
ministrative point of view. The processesof the legal framework and transfer of
ownershipof assetsto the WSCs are obviously more complex and thus time con-
suming.

The legal framework for the water companiesconsistsof threemain components:

• By-laws to a) recognise the water user groups, consisting of 25 to 50
households,as legal customergroupsand b) to ensurethat the
environmentsurroundingboth the water sources,I e. boreholes
and intakes,and the DomesticWater Pointswill be properly
managedandsustainedaccordingto predefmnedregulations,

• Landrights to allow the WSC to own the land wherecompanyfacilities are
located;this includesthe right of way to maintain and work on
transmissionand distributionpipes laying in public or private
properties,

• Water right for the WSC to draw water from a ground water sourceor river
intake.

With respectto the transfer of ownershipof assetsthe following elementsare at
stake: -river intakes, -transmissionlines, -break pressuretanks, -reservoirs,-valve
chambers,-water meter pits, -distribution pipes,-domesticwater points andshallow
wells.
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Above mentionedactivities are and will be carriedout in closeco-operationwith the
Prime Minister’s Office, the Ministry of Water, the Ministry for Regional and Local

Government,the Regional and District Authorities, the RNE and the consultants

However, in addition to these issues there are the equally important aspectsof
managementof the company and 0 +M of the installation In January 1999 pro-

gramme staff has carried out Rapid Appraisals of all 21 WSCs Subsequently,de-
tailed assessmentsof the different performancesof six WSCs have been made The
1 999 Work plans entail concentration of assistanceto the following seven WSCs

only

Morogoro Rural District Ndole and Kambala I
Kilosa District Rudewa and Ruaha
Kilombero District: Mkarnba/ Kidatu
UlangaDistrict Makangaand Isongo I
For the developmentsupport it is foreseenthat emphasisbe put on:

1 how usersand their committeesshould improve their performance, I
2. the enhancementof the performancelevel of the technical installations,
3. advancedbusinessattitude of the WSC and
4. human resources and institutional developments. I
Tentative observationsshow that due attention needsto be given to a number of
(sometimescommon) matters in eachof the fields. It is realisedthat set up and ap-
proachesto form, support and developWSCsmay needto be reviewed and/or im-
proved as well The envisagedshort-termmission is expectedto assistthe respec-
tive parties in reviewing the past achievementsand to advise stakeholderson pos-
sibilities to arrive at sustainablesocial and businessdevelopments

3. Objectives of the Mission I
The objectives of this consultancyare:

1) To categorise the WSCsand determine three to four models, e g a simple one
village supply system, a multi village supply and possibly gravity versus
pumpedsupply. However,other criteria could be decidedupon.

2) Developmentof SWOT (Strengths— Weaknesses— Opportunities — Threats)
analysismodels,with a systematicmethodologyand clear indicatorsof actual
and requiredperformancelevels for eachcategory. I

3) Testthe methodologyon the sevenselectedWSCs and amendthe approachif
required.

4) Develop for the modelsblueprints/guidelinesincluding all relevant issues for
adequatemanagementand operation & maintenanceof the WSC’s, such as
organisationstructureandstaffing criteria dependingon type and size of sys- I
tems, supervisory board and its monitoring duties and responsibilities, opera-
tion & maintenanceprocedures,financial management(re. O&M, replace-
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ments and investments),and other issues relevant for adequateand sustain-
able systems.

5) The blue prints/guidelinesshall provide the WSC’s and local consultantswith
the necessarybackgroundinformation for establishmentand sustainableup-
keep of WSCs so that they can be used by national expertsfor further ana-
lysing of the remaining WSCs, as well as for establishmentof new companies

6) Also, it is expectedthat the study will bring the WSCs in a closer working re-
lation and understandingwith the national consultants in developmentof a so-
called “In ServiceSupport Programme” for rural Water Supply Companies

4. Preparation and general issues

1 The following documentsare relevantfor this assignment.These documents
are availableat the project offices Part of them could be made availableprior
to the mission.

• Step-by-stepapproachfor piped schemes
• MemorandumandArticles of Associationfor a Water Supply Companyes-

tablishedunder DWSP
• Financial Management and Administration of WSCs

• Resultsof the Rapid AppraisalWSCs
• Assessmentand(draft) action plansWSCs
• District Work plans 1 999
• Consultant’sWork plan 1 999
• Draft Rural Water Supply Policy 1 999

2 For all office work in Morogoro and in Dar es Salaam DWSP will avail suitable
accommodation and facilities, as well as secretarial services

3 The programmewill provide transport relatedto the mission.

5. Tasks for the consultants

1. inventory and study relevantdocuments.

2. Detail activities to be carried out by the team membersand establisha plan-
ning, which shall contain clear milestonesto reach the above mentioned ob-
jectives.

3. Timely consult the Regional ProgrammeConsultanton changesnecessaryto
duly implementthe tasks.

4. Meet with relevantTanzanianauthoritiesto ensuresustainabledevelopmentof
the WSCs
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5. Communicateandco-operatewith the short-term missionson “Water Rights”
and the one on “The function of National Policies and Strategieson current
social and rural water supply development in Tanzania”

6 Develop and test SWOT models in which the fields are covered where re-
quired developmentsupport is foreseen.

7. Subject the selectedWSCsto the respectiveSWOT analysismodel

8. Clarify and specify the roles and responsibilities of the GoT, GoN and the Pro- I
gramme

9 Indicate what immediate actionshave to be taken by the programmeto rem- I
edy shortcomings

1 0. Preparerealistic recommendations,which should fit within the existing Tanza- I
nian legislation

11. Prepareand conduct a one-daymeeting for programmestakeholdersin Moro- I
goro at the end of the mission. The presentationis to brief interestedparties
on the outcomeof the consultancy.

1 2. Elaboratethe modelsinto practicalguidelines in accordancewith item 4 of the
objectives.Apart from providing guidelines re. establishmentand management
and O&M of WSC’s, the blueprints/guidelinesshall also include guidelinesfor
WSCs to undertaketheir own periodical SWOTsso as to permanentlypursue
performanceimprovements.

6. Consultancyteam

The consultancywill be carried out by a teamconsistingof

• WSC model developmentexpert, Mission leader (expatriateexpert)
• SWOT financial analyst (national expert)
• SWOT institutional analyst (national expert)
• SWOT social analyst (national expert)

6.1 Timing

The mission is foreseento start early May and will last for 14 weeks.The first re- I
suIts should be available before the external review mission is fielded, which is
plannedto take place by mid of June. The duration of the input by the respective
mission members is indicated in the attached schedule.

6.2 Reporting

A brief mid term status report shall be availedto the externalreview mission at the
time the missionarrivesin Morogoro.

Terms of Reference Consultancy Mission on 6
SWOT analyses Water Supply Companies 23-Apr-99
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At the end of the period a draft final report shall be preparedfor submissionand
discussionwith the RNE.

The final report shall be available within two weeks after comments by the RNE
have beenreceived The programmeconsultantswill take careof multiplication and
distribution of the reports

The final guidelinesshall be readyby ..

Terms of Reference Consuitancy Mission on:
SWOT analyses Water Supply Companies
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Appendix 2

Sustainability factors in three subject areas;

institutional, social I community and financial

RoyalNetherlandsE,nbassy/ SWOT Mssa,on 1999 DWSP - Morogoro Reg,on



INSTITUTIONAL ISSUES
WSC structure

11 legalframework
1 2 organisationalframework
1 3 rolesandresponsibilitiesMembers
1 4 capabilitiesof organisation(e g absorptioncapacity)
1 5 electionprocedureMembers

2 BoD credibility
2 1 electionprocedureBoD
2 2 rolesandresponsibilitiesBoD
2 3 term andprocedureto “sack” Directors
2 4 averagefunction-periodpresentDirectors
2 5 separationof powers BoD andexecutives
2 6 trust from Members,Committeesandusers
2 7 responsivenessto complaints/problems

3 WSC Personnel
3 1 Recruitmentprocedure
3 2 Taskdescriptionandmandates
3 3 Managementcapacity-qualificationandskills
3 4 Overallstaffcapacityin number(Sufficiency/efficiency)
3 5 Salarylevel andotherincentives
3 6 Teamworkor authontananlsharedvalues
3 7 Occurrenceof conflicts

4 Managementstyle
4 1 Decision-makingprocess
4 2 CommunicationbetweenDirectors(honzontal)
4 3 Communicationwith Members
4 4 informal commumcationwith Committeeandusers
4 5 relationshipbetweenmanagerandotherstaff
4 6 learningattitudeand flexibility
4 7 Transparencyandaccountabilityattitude

5 Managementsystemlprocesses
5 1 Availability of operationalguidelinesand their use
5 2 staffsWork quality control-procedures
5 3 businessplanavailable(investment!managementplan)
5 4 Yearly Planof Operations
5 5 Monitoring proceduresfor improvedplanning

6 WUG and Committee
6 1 Rolesandresponsibilitiesof Committee
6 2 Appreciationof responsibilities!tasks Committee
6 3 Electionprocessof Committee
6 4 CommunicationbetweenCommitteeand users

7 Networking,collaborationandexternaladvisorysupportandassistance
7 1 Availability of pnvatesectorfor technicalskills
7 2 Availability of pnvatesectorfor spares
7 3 Availability of advisers/expertise(managenal,organisational,fmancialand funding,technical)
7 4 availability oftraimngopportumties



I
COMMUNITY I SOCIAL ISSUES I
Demand-drivenprojectandparticipationandgender

1 1 schemehistory initiative, demand-drivenandcommunityinputs
1 2 good inforniationlclarity on paymentfor waterduring planning/construction
1 3 enthusiasticusers’participation!co-operationduringplanning/construction
1 4 participationin presentO&M
1 5 genderspecificityduringplanning,in meetings,decision-making,representation,management,

training

2 Community/politicaldynamics I
2 1 sanctionsandsocial peerpressureon defaulters
2 2 attitude/supportof village politicians
2 3 attitude/supportof wardldistiict politicians I
2 4 attitude/suppoi-tof (traditionalandformal) opinion leaders

3 Ownership.commitmentandtrust
3 1 ownershipclearandaccepted
3 2 trusttowardselectedcadres
3 3 ~illingness to pay

4 Communication
4 1 communicationbetweenWSCandvillage, wardanddistrict politicians (systemsandchannels)
4 2 Frequencyof meetingwith Committee/Members

5 Functionalitysystem
5 1 Populationgrowth
5 2 water sourcereliable
5 3 wateradequatein quantity andquality
5 4 functionality 1 1
5 5 functionality2
5 6 functionality DWP

6 Usage,benefitsandappreciation
6 1 only domesticor alsofor businessandevenfor productivepurposes
6 2 expressedbenefits
6 3 expressedappreciationof service levelsandotherbenefits
6 4 non-coverage(utilisation)
6 5 availability of reliablewater supplyalternatives

7 Economicbase
7 1 eligible to pay
7 2 ability to pay
7 3 economicbase 1
7 4 economicbase2
7 5 waterfrom schemeavailablefor productiveuse(irrigation) I

I
I
I
I
I



FINANCIAL ISSUES

Financial procedures
1 1 usingadvisedfinancial formatsandmanuals(or similar acceptable)
1 2 following advisedfinancialguidelines/regulations
1 3 following financial proceduresand controls
1 4 fee collectionprocedureandquality

2 Financialmanagement
2 1 Availability of yearly auditor’s report
2 2 yearlybudgetandquality
2 3 discrepancybudget/expenditures
2 4 criteria for tariff setting(for DWPsandprivateconnections-tariffs)
2 5 enforcementof defaulters

3 Financial performance
31 Income/expenditure98/97/96
3 2 Profit/loss 98/97/96
3 3 Balance98/97/96
3 4 Tariff collection ratio (private connectionsandDWPs)
3 5 Liquidity 98/97/96
3 6 Efficiency in O&M 98/97
3 7 Efficiency in personnel98/97
3 8 reservesfor future 9 8/97

4 Accountability
4 1. Safetyvalvesagainstfundsmisappropnation(cashcustody/bankdepositing)

5 Transparencyand reporting
5 1 financialreportingandquality

6 Accessto alternativefinancing
6 1 Accessto bank credits(overdrafts)
6 2 Loantrustworthy
6 3 Accessto loansandgrants
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Appendix 3

Extract of Rural Water Policy

(draft July 1999)

relevant for WSCs
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WSCs AND THE RURAL WATER POLICY

(basedon July 1999draftversion)

KEY POLICY PRINCIPLESFOR EXISTING WSCs

Social principles
• Useof waterfor humanconsumptionhasfirst priorit\

Economicprinciples
• Developmentof waterfor productivepurposesis treatedan econoniicgood requiringefficient

management

Environmental principles
• Watersourcesareprotectedfrom human-inducedland degradation

• Watersourceswill be protectedandconserved
• Promotionof healththroughintegratingwater. samtationandhygieneeducationprogrammes

Sustainabilityprinciples
• Managementof waterschemesatthe lowestappropriatelevel
• Ownershipandmanagementby the users
• Full cost-recoveryfor operationandmaintenance,replacementandsystemexpansion
• Pnvatesectorsuppliessparesandknow-howfor repairandmaintenance
• Standardisationof equipment
• Selectedtechnologywithin economiccapacityof users
• Womenareprincipalactorsm provisionof rural watersupply services

PRIVATE SECTORPARTICIPATION WILL BE ENCOURAGEDTO IMPROVEEFFICIENCY
AND EFFECTIVENESS.

Private sector is expectedto perform the following tasks:
• Mobilise andtrain communitiesfor responsivedemand
• Assistcommunitiesto plan,design,supervise,constructandmanagetheir systems
• Constructwaterandsanitationfacilities
• Supply, install andserviceplantandequipment
• Operateandmaintainfacilities undercontractswith communities
• Promoteandtrain communitiesin hygieneandhealtheducation

• Carry out innovativeresearchanddevelopment,anddisseminationof technology
• Facilitatecommunitiesto haveaccessto credit

GOVERNMENT WILL CHANGE ITS ROLE FROM BEING AN IMPLEMENTOR TO A
REGULATOR, FACILITATOR, PROMOTER AND CO-ORDINATOR

Rolesof the Central Government:
• To provideclearpolicy framework
• To provideadequatelegal frameworkand reviewwaterresourcesmanagementlegislation
• To developperformancestandardsfor all actors
• To facilitate researchanddevelopmentof appropnatetechnologyanddissemination
• To promoteinstitutionalcapacity,includingpnvatesector
• To createenablingenvironmentfor pnvatesectorparticipation
• To allocatewaternghtsandprovidelegal frameworkfor ownershipof schemesby wateruserentities
• To co-ordinatesectordevelopmentincludingdonorsupport



• To providetechnicalandfinancial supportto constructionof newschemes,andrehabilitationand
expansionof existingschemes

Rolesof the Local Governments
• To monitor andprovideback-upsupportto the communities

• To plan for niral watersupplybasedon community demand
• To providetechnicalandfinancialsupportto constructionof ne\\ schemes,andrehabilitationand

expansionof existingschemes
• To supportcapacitybuilding at districtandcommunitylevel and in the privatesector

• To assistcommunitiesin contractingprivatesectorservicesfor the design.constructionandmanagement
of waterand sanitationfacilities

• To providetechnicalandmanagementsupportfor communitiesto maintaintheir waterfacilities
• To provideadequatelegalframeworkfor safeguardingownershipofwatersupply schemesby wateruser

entitiesandprivatesectorinvestmentsusingprovisionsof the Local GovernmentAuthority Acts

• To monitor andfacilitateprotectionandconservationof catchnientareasfor enhancedwater quality and
quantity

• To co-ordinatesectordevelopmentat district level
• To facilitate participatorymonitormgandevaluationat districtand community levels I

I
I
1
I
I
I
I
I
I
I
I
I
I
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Prioritised SWOT andstrategic options per Company
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RUDEWA GONGONI WATER SUPPLY COMPANY

PRIORITY SETTING OF SWOTs

STRENGTHS

1 WaterUsersareconvincedthat theyare ownersof theWSC
2 Usershavethe willingnessandability to pay for water

3 StrongandcommittedWSCmanagement
4 WaterSupply is reliable
5 A transparentsystem(procedures)of collecting tariffs is in place

WEAKNESSES

1 The Companyis not managedon commercial/businesslines
2 Lack of field and experiencedlocal technicians(artisans), spare parts and

tools for maintenance
3 The main water pipe is far from the majority of userswho are ableto have

privateconnections
4 Reports(financial etc)on companyoperationsdo not reachthe waterusers
5 Insufficient public waterpoints

OPPORTUNITIES

1 Supportform DWSPandGoT(at district andregional levels)
2 Availability of private sector with ability to provide spare parts and

maintenanceservices
3 Thereis realneedfor waterandincreasingdemandfor water
4 Existenceof untappedresources,e g potentialfor introductionof more cash

cropsto increasefinancial capacitiesof users
S Availability of externalexpertscapableof providing professionaladvice on

how to managethe companyon businesslines

THREATS

1 Imminentwithdrawalof donor(DWSP) support(in thenearfuture)
2 Absenceof anotherwatersourcenearthe villages
3 Regularpower (electricity) interruptions
4 Unpredictableincreasein tariffs for electricitysupply
5 Fearof immediatehanding-overof the scheme

2 STRATEGIC OPTIONS

(i) Sinceusersareconvincedthat theyareownersof the company(S1) andhavethe

willingness and ability to paythe tariffs (S2) the companycould requestDWSP

support(Of) to identify specific(technical+ businessmanagement)professional

experts (Os) to advise it on other potential sourcesof finance or technical

support (O~)which it can exploit in order to avoid the consequencesof the

imminentwithdrawal of the donor-DWSP(T1) andbe in aposition to generate

morerevenuesto caterfor unpredictableincreasein electricity tariffs (T4)



I
(ii) Becausethe water supply at the momentis relatively reliable (S4) and which

users are prepared and able to pay for (~2) through transparentcollection

procedures(Se), the company, with the presentback-up support from DWSP I
(Os) can utilize its strong and committed management(S3) to mobilize other

untappedsources/resourcesso that it can improve the capacity of its existing
sourceof water (T2) in order to ensurethat power (electricity) cuts do not

interrupt its normal supplyof water (T3)

(iii) By effectively using the DWSP support (Os) and the available experts in

businessmanagement(05), the company’smanagementis able to learn through

on-job training, advice and experience on how to run the company on
commercial lines (W1) and consequentlydevelop an efficient and transparent

financial system (W2) for effective communicationwhich could improve its I
credibility to users

(iv) In a situation wherebythe companyis faced with lack of tools and full-time I
skilled and experiencedfrmndis (W2) it can hire existing ones from the private

sectorin orderto extendthe main pipe line (W3), increasethe numberof water
points (Ws) and provide materials and regular maintenanceservices (W2) so
long as theusersarereadyandableto payfor the services(S2)

(v) By ensuringthatmanagementis skilled andas such operatingon businesslines
with clear operational guidelines (W1), the company can, with the present
DWSP support (Of) and other available external expertise institutions (05) I
developinto an independentbusinessentity which could, as a result help it to
minimiseits fear of the DWSPwithdrawalor handingover (T1,T4).

(vi) Strong and committed management(S3) coupled with financial management
skills (W2) gained from the availableexternalexpertise(Os), the company could

develop an accountability mechanism through which userscould be informed I
regularly on issuespertaining to the company’s operationsespecially financial

matters (W4) I

I
I
I
I
I
I
I



RUAHA WATER SUPPLY COMPANY

PRIORITY SETTING

STRENGTHS

1 WaterusersbelievethatRuahaWater SupplyCompanyis theirs(they own it)

2 The companyhasskilled and capabletechnicians
3 Procedures for fees collection and payments are known to waterusers
4 Board of Directors (B0D) is committed to the company’swork
5 Users are ready to pay for water servicesbecausethey are pleasedwith the

services

WEAKNESSES

1 The BoD lacks skills and capacity to manageabusinessentity
2 Poorcommunicationbetweenthe company’sBoD andtheGovernment
3 Water interruptionsduringdry seasons
4 Lack of transparency on constitution, financial reporting andspecially reporting

on incomeandexpenditure
5 Committees and company representativesunaware of their roles and

responsibilities

OPPORTUNITIES

1 Watersources/catchmentcontinuesto supplysufficient water
2 Continuedsupportservicesfrom waterprogrammes(advisoryandtraining)
3 Communityleadersare seriouslyinterestedto assistthe RuahaWaterCompany
4 CompetentWSCmanagersandstaffareavailablein the personnelmarket
5 Presenceof untapped/potentialresourcesand sourcessuitablefor increased

companyincome

THREATS

1 Paternalisticattitudeof Government(village and district levels) leadersandstaff
to control WSCattributes/decisions

2 Rapid increasein populationin Ruaha(small township)
3 Continueddependencyon donor support

4 Poor knowledge and fear among the villagers have made them unable to
challengetheir leaders

5 Prices of spare parts and materials are not steady, they may increase
substantially/ rapidly

2 STRATEGIC OPTIONS

1 As the usersare preparedto pay for water servicesand are pleasedwith the
current servicedelivery (S5), the companyshould look for acompetentbusiness
management expert available in the labour market (04) to advise
BoD/management on how to run the WSC on conirnercial basis in order to
removeits presentweaknessof lack of businessmanagementskills (Wi) which



I
could openup other potential avenuesfor its sustainabilityand thus avoid the
dependency on DWSPsupport (T3)

2 The committed BoD (S4) should closely work together with the community
leaders (M~P, Councillor) who are very supportive to the company’s
undertakings(03) so that they can together bridge the communication gap I
between BoD and the village governmentleaders(W2) through regular and
transparentmeetings

3 The BoD should ensurethat before DWSP withdraws its presentsupport (02)

efforts must be made to strengthen its oiganlzation by eliminating the
weaknessesrelated to poor managementstructure, includingjob descriptionsof

different actors(W5) andlack of transparentoperationalguidelinesespeciallyon
financial matters(W4).

4 The company should look for new and untapped resources and sourcesfrom

within andoutsidein orderto increaseits financial capacity(Os) so that it could
make corrective maintenanceon its intake-tank pipe line and construct extra
reservetanks which could ensurecontinued supply of water even during dry

seasons(W3) andalsobe ableto takecareof the increaseddemandfor waterdue
to rapid populationgrowth in Ruahatownship(T2)

5 By fIiily utilizing its skilled, capableandmotivatedtechniciansin all aspectsof
O+M (S2) and by increasing its financial capacity through other untapped
resources/sources (Os), the company is in a position of becoming more
independentand thereforeavoid beingparternalisedI controlledby government
leadersandstaff(Ti).

I
I
I
I
I
I
I
I
I
I



IKELA WATER SUPPLY COMPANY

PRIORITY SETTING OF SWOTs

STRENGTHS

1 Company supplies reliable and safe water
2 Waterusersrecognizethat they areownersof DWPs
3 Peopleknowthatwateris not free andhavethe ability to payfor it

4 The companyhasqualified managementandskilled fundis for operationand
maintenanceof thescheme

S There is adequateparticipationof womenin cleaningtheDWPs and in WUG

committees

WEAKNESSES

1 Majority ofthewaterusersdo not know the ownerof the company,somethink
it is ownedby theBoardof Directors

2 CommunicationbetweenusersandBoardis very weakandthe formerdo not
meetregularly

3 Thereis no transparencyasfar as financial issuesareconcerned(from Boardto
users)

4 WSCmembersdo not know their legal andoperationalrolesand
responsibilities

5 Somedirectorshavedoublerole of beingdirectorsandexecutives— which
reducesaccountabilityandtransparency

OPPORTUNITIES

1 The presentwatersourceis good and reliable
2 There exists effective demand for waterservicesandmanypendingrequestsfor

privateconnections
3 Continuedsupportfrom thedonor — supportedDWSP(financial andadvisory)
4 WSChasgoodrelationswith KSCastheygive technicalassistancein major

repairsandothercivil (technical)works
5 Existing privatesectorcan supplyrequiredsparepartsandequipmentto WSC

THREATS

1 The companydoesnot own the intake(water source)andits surroundingssince
it is within theNationalPark(TANAPA) area

2 Very weak communication between Ikela WSC and village government,
councilor,Memberof Parliamentandotherlocal politicians

3 Thereis fearthatDWSPis to handover
4 Kilombero SugarCompanymay developits own water sourcese g boreholes

andconsequentlybreakawayfrom WSCas goodcustomers
5 Water sourcesdo not supply sufficient water during dry seasonand water is

saline



I
2 STRATEGIC OPTIONS

With already a qualified management and skilled fundis for operation
and maintenance (S4) the companyshould additionally strive to utilize

the present DWSP support (03) to assist it in the process of
ieviewing/amendingits MemorandumandArticles of Associationso that
ioles and responsibilities of various stakeholders (users, WUG
committees,WSCmembers,BoD anddistrict council) are conveniently
articulated and streamlined (W4, W5) to ensure a sustainable I
managementstructurebefoi-e DWSP pulls out its support (T3).

2 The fact that people know that water is not free and haveability td pay I
(S3), WSC managementshould reinforcethis line of thinking through
iegular meetingswith usersduring which it will exposeits financial and
operational reports (W3) and consequently discourage the negative I
influencelargely propagatedby the local politicians, village government

thatwateris free (T2), and at the sametime convincethe usersthat they
aretrue ownersof the companyandnot theBoD (W1) I

3 Because at presentIkela WSC continuesto supplyreliablewater services
to all consumersincluding KSC (Si) from a reliable source (Oi), it

should as well expandits servicesto other userswho have applied for
private connections(02) in order to generatemore revenuesfor long-
term investment(expansion)in the schemeso as to continuesupplying
water on reliable basis to KSC something which could in the end
dissuadeit (KSC) from exploringotherwatersources(T4)

4 By effectively and efficiently combining the company’s strength of
having skillful and qualified management/fundis(S4) with the technical
support from KSC (04) and the locally available spare parts and
equipment from the private sector (Os), the company should make
improvements on the intake and the main line supply and at the same

time explore other water sources in the area in order to continue
renderingreliableandquality water servicesevenduring the dry season
(T5). I

S Women’s active participation in maintainingcleanlinessof DWPs and in
WUG committees(Ss) should be further encouragedby the company
management with some support from DWSP (Os) through user —

awareness seminarson cost recoveryissues/responsibilityin order to be
able to break the communicationbarriers currently existing between
WSCand local politicians (T2)

I
I
I
I
I



KAMBALA WATER SUPPLY COMPANY

PRIORITY SETTING OF SWOTs

STRENGTHS

1 BoD and WUG committeemembersarecommittedto implementtheir tasks
2 Availability of some users who can be trained as fundis
3 Provision of constantwater nearbythe homesteadsallows usersto have more

time for otheractivities

4 Womenappreciate water servicesand actively participatein leadershipat WUG

committeelevel
S Majority of usersare more willing and able to pay for water from the WSC

directly thanpaying waterfeeson monthly basis

WEAKNESSES

1 Most usersdo not attendmeetingsarrangedby theWSC
2 Non-transparency(poorcommunication)by theWSCleadershipto waterusers

especially on income and expenditure

3 Most usersareunwilling to pay water feeson monthly basis
4 High illiteracy rateamongmembersofBoD andWUG committees
5 Companyhasno competentfundi

OPPORTUNITIES

1 The existingshallowwells poseserioushealthrisksto the community
2 Availability of mechanicsandcontractorsin Morogorotown who arereadyto

assist in maintenance of the scheme
3 VG is supportiveto KambalaWSC
4 Availability of external auditors to work on the company’s accounts (for

transparency)
S DWSP support

THREATS

1 Availability of severalalternativewatersourceswithin thevillage
2 Too muchdependencyon externalsupporte g DWSP,District Counciletc
3 Very low hygienic educationgiven to majority of peoplein the communitye g

risks from drinking unsafewater
4 Neighboringvillagersgetfree waterfrom similar schemes
5 Sparesarenot easily available

2 STRATEGIC OPTIONS

1 Commitmentof BoD andWUG committees’ (Si) coupledwith good working
relationswith VG (03) would enablethe companyto convinceusersto attend

meetingsregularly(WI) so that theycould be informedof the financial position
andoperationsof the company,somethingwhich is at presentnot properly done
(W2)

2 Sincemajority usersappreciatewaterservicescloseto their homesteadsbecause
it allows them more time for other economicactivities (S3), and they are more
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readily to pay for water to the company as they get the serviceratherthan on
monthly basis(S4),the companycanrequestDWSP support(OS) to identify as
suitable mechanic in Morogoro to maintain/repairthe schemeon short term
arrangements(02) while training availablelocal fundis on thejob (S2) and as a

resultthe companywill haveits own competentfundi (WS) who will constantly
maintain the schemeandwater could be sold per bucketsat DWPs instead of I
users paying monthly feeswhich theydo not prefer(W3)

3 Through DWSP support (OS) the company can get its available local fundis

trainedon the job (S2) andhencemaintain the schemeregularlyso thatuserscan I
continue to getwatercloseto their houses(S3)somethingwhich would dissuade
them from walking long distancesfor ‘free’ waterin othervillages(T4)

4 With the assistancefrom VG (03) and possibly from DWSP(05) users can be 1
educated on risks of drinking unsafe water (T3) especially from the existing
alternativesourcese g openshallow wells (TI)

S Becausesome BoD and WUG committeemembersare illiterate (W4) and as
such unable to perform their duties effectively (W2), DWSP can support the
company (OS) to find external auditors who can put its financial records in
proper order and draw up financial regulations(04) in order to removethe
companysmajorweaknessof non-transparencyto waterusers

I
I
I
I
I
I
I
I
I
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NDOLE WATER SUPPLY COMPANY

PRIORITY SETTING

STRENGTHS

I Userscontributedto the constructionof the schemethrough labourandcash
2 Womenspend less time in collecting water as it is closeto their homesand

hencecan use their saved time for other productive activities which can raise
their incomes for future contribution towards development (O+M) WSC

3 WSCleaders are committed to WSCmission
4 Most usershaveability to pay water chargesby using their incomefrom sale of

cropsand local brewing
S Improved water supply resultedin reduction of water-relateddiseases,which

werecommonespeciallyduringrainy seasons

WEAKNESSES

1 No regular (planned) meetings of users since 1998 i e Board and WUG

Committees,WTJG CommitteesandUsers
2 WSCdoesnot producemonthly financial reportsandthereis no properplanning

andmanagementof activities
3 WSChasoneuntrainedfundi
4 BoD hasinsufficientbusinessmanagementskills to run theWSC andas suchno

effective monitoringsystemof the functioningof the schemeat intake,tankand
pipelines

S Most usersarenot seriousenoughto paywaterfeesespeciallyoutstandingones

OPPORTUNITIES

1 Village government is preparedto support WSC in raising awarenessand
motivatingusersto payfor waterandalso enforcingtheby-law on defaulters

2 Availability of externalauditorsand other adviserse g in financial matterswho
can supportWSC management

3 Water is adequateand thereforecan be used for other productive purposesto
increase incomes of users

4 Continuedsupportfrom DWSP includingD/Council
S WSC can approachMIP and Councilor to support it in mobilizing userson

payment for water and in general village development activities

THREATS

1 UncertaintyovercontinuedDWSP/Districtsupport
2 Poor accessibilityto Ndole village due to badroadcondition preventsvillagers

to getpropermarketfor their crops(i e buyerscannoteasilycometo Ndole)
3 The mountainous character of the area makes expansion of the scheme

impossible to villagers who would otherwise have contributed to WSC
development

4 MP andCouncilor haveforgottenNdole in generalandtheWSCin particular



I
S Existenceof severaltraditionalwater sourcesin the village

2 STRATEGIC OPTIONS

I The strong commitmentof the WSC leadersto its mission (S3) should enable I
them to grab VG’s preparednessto support them in motivating users or
enforcingby-laws to paywater tariff (01) and consequentlyget rid of the habit
of many users, who do not pay their water bills (WS) I

2 Pooror lack of financial reporting (W2) can be done awaywith if the company

gets DWSP/Council support (04) to avail it with external auditors e g from
cooperativedepartmentto put its financial recordsin order (02) so that users’
trust may be increased, somethingwhich could lead them to pay water fees

promptly (WS)
3 With the present support from DWSP/Council (04) BoD can request for

externaladvisorsto support it in technicalandmanagementissueseg training
or drawing up simple operational guidelines(02) and get rid of the BoD’s
incompetencedueto lackof businessmanagementskills (WI, W4)haveit’s own
skilled fundis (W3)and be able to avoid continued external dependencyin
mattersrelatedto schememanagement(Ti)

4 Community participationwhich usersdemonstratedduring constructionof the
scheme(Si) and the resultingappreciationespeciallyby womenof the benefits
derived from the scheme(less time to collect water and reduction of water-
relateddiseases(S2, S5) canbe further strengthenedthroughVG’s support(01)
so thatthe companymight be preparedto standon its ownwhenDWSP/Council
supportstops(Ti)

5 Ndole villagers generally see their MIP and councilor as catalysts to their
development(OS) thoughthey are presently dissatisfiedby their contribution
(T4) especiallyregardingthepoor roadconditionswhich preventscrop buyersto
have accessto the village, a fact that retardstheir economiccapacities(T2)
Hence,through BoD’s commitment(S3) andVG’s preparednessto support it

(01) MIP and Councilor can be approachedon this issue(OS) so that villagers
and district authorities can join hands in improving the roadinfrastructurewhich
could result into improved economic capacities of the villagers

I
I
I
I
I
I
I
I



MAKANGA WATER SUPPLY COMPANY

PRIORITY SETTING

STRENGHTS

1 Most DWPs arewell constructed,closeto the usersand providecleanwater
2 Usersarewilling to contributeto the developmentof the WSC
3 Womenandmencollaborateeffectively in runningWIJG committees
4 Availability of two fundis in thevillage who arecurrentlyundergoingon thejob

training by theDistrict WaterDepartment
S Board strives to cooperatewith VG in water development

WEAKNESSES

1 Board hasno leadershipvision andas suchdependson directivesfrom DWSP
andDistrict authoritiesfor action

2 Most users(including BoD andWUG leaders)do not paywaterfees
3 Poor follow-up measureson defaultersby the companyleaders
4 BoD does not satisfactorily perform their tasks
S Usersdo not seethat non-paymentwill leadto thecollapseof theirwatersupply

system

OPPORTUNITIES

1 Leadersat village, wardanddistrict levelsarereadyto supporttheWSC in
waterdevelopmentactivities.

2 Thereis potential for introducingcashcropsin thevillage whichwould raise
people’sincomes

3 There is an idle workforce in the village, which could be engaged in alternative
economicactivities

4 Institutionslike ToboraDisabledCentrecould supportMakangaWSC in
managementandfinancial aspects

5 With support from District Health Departmentit is possible for the intake to be

improved or shiftedto asafer locationat Chamangi

THREATS

1 Availability ofalternativefreewatersources(nvers,springs)in thevillage
2 The village communitystill hashangoverof freewater
3 There is generally low community awarenesson healthrisks from poor quality

water
4 Economic statusof most of the villagers is very low becausecash crops are

limited andno marketfor theavailableproduce
5 Village governmentdoesnot assistWSC

2 STRATEGIC OPTIONS

1 By continuouslystriving to cooperatewith VG (S5) the BoD, through legal
enforcement,can manageto collect sufficient water fees from users who



I
deliberately refuseto pay (W2) and thus discard existing wrong notions that
water is purely a free commodity(T2)

2 Through the available support from the ward and district council (01) users I
could be educated on healthrisks which may arise from drinking poor quality
water (T3) andalso with the assistancefrom the health departmentthe intake
can be improved (OS) and consequentlyavoid usersopting for other alternative I
watersourceswhich arevery often contaminated(TI) andfurther strengthenthe
users’willingnessto contributetowardsthedevelopmentof their company(S2)

3 With local fundis already available and currently being trained by the water
department (S4) coupled with the existing well-constructed DWPs which
continueto provide cleanwaternearbythe users’ homesteads(SI), the company
can as well requestthe district to support(03) in training its BoD so that they
may develop a leadershipvision and eventuallyto avoid unnecessaryexternal
dependencyfor key decisions(Wi)

4 ln closercollaborationwith local institutionssuch astheToboraDisabledCentre
(01) the company could get some support in terms of skills/advice in
managementand finance so that it can get rid of the weaknessof poor
managerial performance of theBoD (W4)

S Sincethereare committedmenandwomenrunning WUG committees (S3) they
could put more pressureon userswho arewilling but unableto pay tariffs to be
engagedin otheralternativeeconomicactivitieslike vegetablegrowing, in order
to raisetheir incomes (03) and at the samethe ward /district leadershipcan
assist the idle workforce in the village to identify other income generating
activities(01)

I
I
I
—



ISONGO WATER SUPPLY COMPANY

PRIORITY SETTING OF 5WOTs

STRENGTHS

I Currently usersget cleanandsufficientwatercloseto their homesteads
2 Users’ willingnessto paywaterfeesevenif it requiresto do so in kind (maize)
3 New WUG committeesandBoD arecommittedto fulfil their responsibilities
4 Users’ boldnessto question (as individuals) their leaders on expendituresof

previous collections

S Appointmentof two local fundiswho arecurrentlyon the job training

WEAKNESSES

1 Most users are unaware of the company constitution,structureandoperations
2 BoD and WUG committees lack knowledgeof their tasks andskills to run the

company on commercial lines
3 PoorcommunicationbetweenBoD andusersespeciallyregardingthe reportson

income and expenditure
4 Poor repairs andmaintenanceof the DWPs especiallythequality of bib corks
S Refusalby someusersto pay water feesclaiming to haveparticipatedfully in

the initial construction/rehabilitationof the scheme

OPPORTUNITIES

1 Availability of sufficientand fertile landfor productive(agriculture)use
2 Assistancefrom Water departmentto train WSC fundis (2)

3 Availability of experts within the district who can render technical and
managementadvisoryservicesto thecompany

4 CooperationbetweenVG and V~TDCin specific issuessuch as legal enforcement
of watertariff payments

5 Willingnessof variousdistrictdepartmentsto supportthe companyeg auditing,
healtheducation,landsissuesetc

THREATS

1 Feelingsof someusersthat the availablealternativewatersourcesprovide same
quality of waterfrom thescheme

2 Most villagers especially the youth do not engage themselves in productive

activities (idleness)
3 General tendency among villagers not to accept innovations (development

changes)
4 Existenceof somedevelopmentagenciese g NGOs in the district which, give

monetaryincentiveseg sitting allowanceswhich are not offeredby theWSC
5 Non-availability of agenciesin the district which can give credit facilities to

usersfor incomegeneratingactivities

2 STRATEGIC OPTIONS

i Becauseuserscurrentlyget cleanandsufficient water closeto their houses(Si)
and they are at leastwilling to pay for it evenif meanspaying in kind (maize)



I
(S2),thecompanyshouldensurethat its two fundiswho arebeingtrainedon the
job by the water department (02) become sufficiently competent to
repair/maintain DWPs all the time (W4) so that users may get water I
continuouslysomethingwhich can discouragethem to go for other alternative
sources which provide water(TI)

2 The companyshould be its presentstrengthof commitmentof BoD andWUG I
committeemembers(S3)to giasp the supportfrom variousdistrict departments
e g water and community development(OS) and at the sametime enhanceits
cooperationwith VG andWDC leadership(04) in order to educateandmobilize
water userson the mission, constitution and operationsof the company(Wl)
and their role to operate and maintain it on sustainablebasis(WS)

3 Since BoD and WTJG committees lack management skills in running the
company on commercial lines (W2) it ts crucial that the BoD requests
immediately the council (OS) or identify on their behalf the available experts
within thedistrict (03) to train them in thesefields

4 Company leadersshould regardusers’ boldnessto questionthem on incomeand
expenditures of the previous collections (S4) as a result of poor
communication/transparencyexisting within the company (W3) and therefore
motivatethem to urgentlyrequestthe district (accountsor cooperativeunit) (OS)
to audit its books of accountsand presentto the usersthe financial report,
somethingwhich would increasetheir willingness to contribute towardsthe
developmentof their company i e avoiding someof them refusingto pay water
fees (WS)

5 Sincethereis sufficient andfertile land for productiveuseespecially,agriculture
(01) VG, WDC can mobilize villagers especiallythe youth who are often idle
(T2) to engagethemselvesin productiveactivitiese g usingwaterfrom scheme
(which is sufficient) (Si) to growvegetablesfor saleand at the samerequestthe
district support (05) in identifying and soliciting other opportunitiesfor the
villagers e g youth and women fund or NGOs which would be prepared to
extend credit facilities or facilitate incomegeneratingactivities (T3)

I
I
I
I
I
I
I
1
I
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PROFILE OF: ISONGO
As per July 1999. comoleted by Madundo & Kanshahu

WATER SUPPLY COMPANY
1~ype of scheme Gravity piped water scheme
2 Shorthistory of scheme Schemewas completedby DWSPin November1995,
3 Numberof villagesserved 1
4 Populationserved Total population3,290, users 419 households(about

2300 people)
Coverage about70% (3 alternativesourcesavailable)

5 NumberofDWPs 17
6 Numberof houseand business 12

connections
7 Invested value of scheme (TSh) TSh 42,500,000
8 ~gjstrattondate of WSC February1996
9 NumberoIWSC Members 36 of whom6 are women
10 Numberof Directorsin Board 10 of whom 1 is a woman
11 Averageterm (in years)of Board 1 year

Directors since registration
12 Number of employed staff and functions 0

(and no staff per 1,000 users) 0 00
13 Averagemonthly income (last12 months) TSh 12,854

(TSh)
14 Averagemonthly recurrentexpenditure TSh 2,884

(last 12 months) (TSh) (and recurrent
expendituresper 1,000users) TSh 1,250

15 Presentbankbalancefor recurrent TSh 30,200
expenditures(TSh) (% of monthly
recurrentexpenditure)

16 Presentbankbalancefor future Nil
investments(reserve)(kilo TSh) (% of
assetvalue)

17 Tariffs DWP / House-connection/ DWP TSh 200/household.month
Businessconnection Houseconnection:TSh 500/conection.month

Businessconnection TSh2,500/connection.month
18 Revenuecollection rate DWPs(average 6%

last 12 months)(%)
19 Revenue collection rate private House connections 32%

connections(averagelast 12 months)(%) Businessconnections72%
20 FrequencyB0D meetings(times per year) 12 times/year

and presenceof minutes
21 Frequencyof meetingsbetweenB0D and Onceper year

Members(timesper year)
22 Numberofdecisionstakenduring last No information

Annual GeneralMeeting
23 Presenceof businessplan(investment No

andmanagementplan) (planningpenod
in years)

24 Frequencyof financial reportingto Once per year
MembersandWUGs (timesperyear)

25 Yearly externalaudit (reportavailable) Yes, 1998
26 Functioning rateof DWPs (%) 95%
27 Averagenumberof days permonth More than20 dayspermonth as intakewas leaking

26
29

without water(averagelast 12 months)
Trust from userstowardsB0D
Trust from userstowardsCommittees

Aboveaverage
Average



PROFILE OF:
As

MAKANGA WATER SUPPLY COMPANY
er July 1999. comoleted by Madundo and Kanshahu

1
2
3

jype of scheme Gravity pipedwaterscheme
Short history of scheme Completedby DWSP in December1995
Numberof villages served 1

4 Populationserved Total population 2,260
User families 219 (about 1,100 people)
Coverage 5O% (severalalternativesourcesaround)

5 NumberofDWPs 10
6 Number of house and business

Connections
6

7 Investedvalue of scheme (TSh) 34,058,000
8 Registration date of WSC February 1996
9 NumberofWSC Members 14 of whom 6 arewomen
10 Number of Directors in Board 7 of whom I is a woman
11 Averageterm (in years)of Board

Directors since registration
First BoD was replacedafterthreeyears,only one
person continued

12 Numberof employedstaffandfunctions
(and no staff perl,000 users)

0
000

13 Averagemonthly income (last12 months)
(TSh)

1998.TSh 3,500

14 Averagemonthly recurrentexpenditure
(last 12 months) (TSh) (and recurrent
expendituresper 1,000users)

1998 TSh 2,700

15 Presentbankbalancefor recurrent
expenditures(TSh) (% of monthly
recurrentexpenditure)

TSh 38,700

1400
16 Presentbankbalancefor future

investments(reserve)(TSh) (% of asset
value)

Nil

0
17 Tariffs DWP / House-connection/

Businessconnection
DWP. TSh 200/month.household
Houseconnection TSh 400/month.connection
Businessconnection-TSh 1 ,000lmonthconnection

18 Revenuecollection rateDWPs (average
last 12 months) (%)

5

19 Revenuecollection ratepnvate
connections(averagelast 12 months)(%)

49

20 FrequencyB0D meetings(timesper year)
andpresenceof minutes

4
no

21 Frequencyof meetingsbetweenB0D and
Members(timesper year)

1

22 Numberof decisionstakenduring last
Annual General Meeting

1

23 Presenceof businessplan(investment
andmanagementplan) (planningpenod
in years)

No

24 Frequencyof financial reportingto
MembersandWUG5 (timesper year)

1

25 Yearly externalaudit (reportavailable) Yes (1998)
26 Functioningrateof DWPs(%) 100
27 Averagenumberof daysper month

withoutwater(averagelast12 months)
1

~mst from userstowardsB0D Good
29 Trust from userstowardsCommittee Good



PROFILE OF: NDOLE WATER SUPPLY COMPANY
As Per July 1999, completed by Madundo and Kanshahu _________________________________________________________ _______

1 _Type of scheme Gravity pipedwaterscheme
2 Short history of scheme Schemewascompletedby DWSPin September1997
3 Numberof villages served 1
4 Populationserved Total populationvillage 1730 (319 households),user

households 104 (about 570 users)
coverage33%

5
6

Numberof DWPs 7
Numberof houseand business
connections

2

7 Invested value of scheme (TSh) 24,849,000
8 Registrationdateof WSC August1995
9 Numberof WSC Members 12 of whom 6 are women

10 Numberof Directorsin Board 6 of whom 2 arewomen
11 Average term (in years) of Board

Directors since registration
One

12 Numberof employedstaffandfunctions
(and no staff per 1,000users)

0
0 00

13 Averagemonthly income(last 12 months)
(TSh)

14 Averagemonthly recurrentexpenditure
(last 12 months) (TSh) (and recurrent
expendituresper 1,000users)

6,000
10,500

15 Presentbank balancefor recurrent
expenditures(TSh) (% of monthly
recurrentexpenditure)

Nil

16 Presentbankbalancefor future
investments(reserve)(TSh) (% of asset
value)

84,500
0.3 %

17 Tanffs DWP I House-connection/
Businessconnection

DWP TSH 100/month.adult
Houseconnection-TSh 500/month.connection
Businessconnection-TSh 3,000-
5,000/monthconnection

18 Revenuecollection rate DWPs(average
last 12 months) (%)

42%

19 Revenuecollectionrate pnvate
connections(averagelast 12 months) (%)

52%

20 FrequencyB0D meetings(timesperyear)
and presenceof minutes

10

21 Frequencyof meetingsbetweenB0D and
Members(timesperyear)

Nil

22 Numberof decisionstakenduring last
Annual GeneralMeeting

1

23 Presenceof businessplan(investment
andmanagementplan) (planningpenod
in years)

No

24 Frequencyof financial reportingto
MembersandWUGs (timesperyear)

0

25 Yearly externalaudit (reportavailable) No
26 Functioning rateof DWP5 (%) 100%
27 Averagenumberof days permonth

withoutwater(averagelast 12 months)
3

26
29

Trustfrom usersto BoD Average
Trustfrom usersto Committees Very good



PROFILE OF:
~~per Juiy 1999, completed by Mr Kanshahu

KAMBALA WATER SUPPLY COMPANY
1
2

iype of scheme - Diesel-pumpedpipedwaterscheme
Shorthistory of scheme Schemecompletedby DWSP in Apnl 1997,

3 Numberof villages served 1
4

5

Populationserved Users 1700 (622 HH5), total population3,780
Coverage45%

NumberofDWPs 7
6 Number of house and business

connections
1

7 Invested value of scheme (TSh) 37,000,000
8 Registrationdateof WSC March 1996
9
10

NumberofWSC Members 14 of whom 5 arewomen
Numberof Directorsin Board 7 of whom 1 is a woman

11 Average term (in years)of Board
Directors since registration

Two year

12 Numberof employedstaff andfunctions
(and no staff per 1,000users)

0
0 00

13 Average monthlyincome (last 12 months)
(TSh)

First quarter1999 TSh 74,883/month

14 Average monthly recurrentexpenditure
(last12 months)(TSh) (and recurrent
expenditures per 1,000users)

First quarter1999 TSh 80,000/month
1998.TSh 71,000/month
(recurrent exp TSh 47,000/month1000 users)

15 Presentbankbalancefor recurrent
expenditures(TSh) (% of monthly
recurrentexpenditure)

Nil

16 Presentbankbalancefor future
investments(reserve)(TSh) (% of asset
value)

TSh 130,000

(0.35%)
17 Tariffs DWP I House-connection/

Businessconnection
DWP: TSH 500/adult.month
Houseconnections
Businessconnection TSh 50/calf

18

19

20

Revenuecollection rateDWP5(average
last 12 months) (%)

11%

Revenuecollection ratepnvate
connections~veragelast 12 months) (%)

0%

FrequencyBaD meetings (times per year)
andpresenceof minutes

6
no information

21 Frequency of meetings between B0D and
Members(timesper year)

Oncea year

22 Numberof decisionstakenduring last
Annual General Meeting

No information

23 Presenceof business plan (investment

andmanagement plan) (planning period

in years)

No

24 Frequencyof financial reportingto
MembersandWUGs (times peryear)

0

25 Yearly externalaudit (report available) No
26
27

Functioning rateof DWPs(%) 100%
Averagenumberof daysper month
withoutwater(averagelast 12 months)

12.5 days(sinceApril 1999 pumpbroken)

28 Trustfrom usersto B0D Poor
29 Trustfrom usersto Committees Good



PROFILE OF: RUAHA WATER SUPPLY COMPANY
As er July 1999, compieted by Madundo and Kanshahu

1. jypeof scheme - Gravity pipedwaterscheme
2. Shorthistory of scheme Schemecompletedby DWSPin May 1995
3. Number of villages served 1
4. Populationserved Total population 16,486
5. Numberof DWPs 34
6 Numberof houseandbusiness

connections
212 (accordingto DWSP260)

7 Investedvalueof scheme(TSh) 50,336,000
8 Registrationdateof WSC April 1996
9. NumberofWSC Members 33 of whom 2 arewomen
10 Numberof Directorsin Board 10 of whom 1 is a woman
11 Average term (in years)of Board

Directorssinceregistration
Most directorson year

12 Numberof employedstaffandfunctions
jandno staff per1,000 users)

2 fundis but theyarepaid only allowance

13 Averagemonthlyincome(last12 months)
f~Sh)

TSh 381,800(1998) I

TSh 23,159/month1000 users
14 Averagemonthly recurrentexpenditure

(last 12 months)(TSh) (and recurrent
expendituresper1,000 users)

TSh 368,200

TSh 22,300/month 1000 users
15 Present bankbalancefor recurrent

expenditures(TSh) (% of monthly
recurrent expenditure)

TSh 456,600

124 %
16 Presentbankbalancefor future

investments (reserve) (TSh) (% of asset
value)

TSh 545,000

1 1%
17 Tariffs DWP I House-connection/

Businessconnection
DWP TSh 200 / month / family
Houseconnection TSh 1,000/monthconnection
Businessconnection TSh 3,000/monthconnection

18 Revenuecollection rateDWPs(average
last 12 months) (%)

44%

19 Revenuecollection ratepnvate
connections (average last 12 months) (%)

99%

20 FrequencyBoD meetings(timesper year)
andpresenceof minutes

12

21 Frequencyof meetingsbetweenBoO and
Members(timesperyear)

4

22 Numberof decisionstakenduring last
AnnualGeneralMeeting

2

23 Presenceof businessplan (investment
andmanagementplan) (planningpenod
in years)

No

24 Frequencyof financial reportingto
— MembersandWUGs(timesper year)

5

25 Yearly externalaudit (report available) Yes (1 996-1997-1998)
26 Functioning rate of DWPs (%) 97%
27 Averagenumberof dayspermonth

without water (average last 12 months)
1

28 Trust from users to BoO Average
29 Trustfrom usersto Committees Good



PROFILE OF: RUDEWA WATER SUPPLY COMPANY
As Der Juiv 1999, completed by Madundo and Kanshahu
1. jyp_eof scheme Electro-pumped piped water scheme
2. Shorthistoryof scheme Schemecompleted by DWSP in May 1996
3 Number of villages served 2
4. Population served Total population: 5,734,users: 1,755

Coverage.31%
5. Numberof DWPs 14
6. Numberof houseand business

connections
27

L ±nvestedvalueof scheme(TSh) 62,014,000
8. Registration date of WSC November1995
9. Number of WSC Members 19 of whom 4 are women
10 Number of Directors in Board 7 of whom us a woman
11

12

Average term (in years) of Board
Directorssince registration

Most directors stay one year (according to constitution)

Numberof employedstaffandfunctions
(and no. staff per 1,000users)

Operatorandwatchman,but they getonly allowance
~

13 Averagemonthly income (last 12 months)
(TSh)

TSh 67,800

14 Averagemonthly recurrentexpenditure
(last 12 months)(TSh) (and recurrent
expendituresper 1,000users)

TSh 57,521

TSh 32,775
15 Presentbankbalancefor recurrent

expenditures(ISh) (% of monthly
recurrentexpenditure)

Nil

16 Presentbankbalancefor future
investments(reserve)(TSh) (% of asset
value)

107,000

0 2% of assetvalue
17 Tariffs DWP / House-connection/

Businessconnection
DWP TSh 200/month.adult
Houseconnection-TSh 1,000/monthhouseconnection
Businessconnection,one - paysTSh 11,000/month

18 Revenuecollection rateOWPs(average
last 12 months) (%)

18

19 Revenuecollection rateprivate
connections(averagelast 12 months) (%)

100

20 FrequencyB0D meetings(timesper year)
andpresenceof minutes

6

21 Frequencyof meetingsbetweenBoD and
Members(timesperyear)

1

22 Numberof decisionstakendunnglast
Annual GeneralMeeting

Nil

23 Presenceof businessplan (investment
and managementplan) (planningpenod
in years)

No

24 Frequency of financial reporting to
MembersandWUG5 (timesperyear)

1

25 Yearly externalaudit (reportavailable) No
26 Functioningrateof DWPs (%) 100%
27 Averagenumberof daysper month

without water(averagelast 12 months)
1

28
29

Trust from userstowardsBoD Average
Trust from userstowardsCommittees Good
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Possibleorganisation structureof Federationof WSCs
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Final Workshop results
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REPORT

ON THE WRAP-UP WORKSHOP ON STEPS
TOWARDS AUTONOMOUS AND SUSTAINABLE WATER SUPPLY COMPANIES

held at TANESCO TRAINING INSTITUTE
in Morogoro on 8 September 1999

1 INTRODUCTION
As a last step in the SWOT consultancy,which has taken 14 weeks,a wrap-up~~orkshopon
stepstowardsautonomousand sustainablewater supplycompanieswasheld in Morogoro on
8 September1999

2 OBJECTIVE OF THE WORKSHOP
The objecti~ e of the workshopwas to give a presentation of the major findings, conclusions
and recoiimiendationsresulting from the SWOTconsultancy. which has involved se~en
\VSCsduring 14 weeksstarting from May 1999 At the sametime, the aim was to give to the

stakeholders of the WSCs an opportunity to commenton major conclusionsand recommen-
dationsof the SWOT andsustainabilityanalysisof sevenWSCs

3 PARTICIPANTS
The workshop involved 52 participants,most of them came from the WSCs Other partici-
pants includedseniorofficers from the Ministry of Water, the District councils the DWSP
Theworkshopwas conductedby four consultantswho havebeeninvolved in SWOT anal\sis
and sustainabihity study of seven selectedWSCs These companieswere Rudewa. Ikela.
Ruaha,Kambala,Ndole, MakangaandIsongo The list of workshopparticipantsis attached
in attachment1

4 PROGRAMMEWORKSHOP
After abriefopeningby Mr RonaldFloor, the DWSPTeam Leader consultantspresentedin
a participatonmannerthefollowing themes

(i) Methodologyusedin SWOT andsustainabilitystudyby
Mr D Binamungu& Mr I Madundo

(ii) Major findings andconclusionsfrom the studyby
Mr D Binamungu,Mr, I Madundo,Mr A. KanshahuandMr J Smet

(iii) Strategiesfor strengtheningsustainabilityof WSCs Leaseownershipas transitionsto
full ownershipby D Binamungu

(iv) Strategiesfor strengtheningsustainabilityof WSCs Federationof WSCs. the penita-
nent support organisation by Mr I Madundo and Mr J Smet

(v) Strategiesfor strengtheningsustainabilityof WSCs Private sector supportsP.ural
Watersector crucial factor for long-termsustainabilityby Mr A Kanshahu

Every themewas discussedin groupsand onerepresentativeof eachgroup madeapresenta-
tion to the \\orkshop Groupswere formedas shownin attachment2



I
1

5 PRESENTATION
(i) Methodology

The methodologyused in SWOT and sustainabilityanalyseswas presentedto the
participantby emphasizingthe use of various participatoryby emphasisingthe useof
various participatory tools in SWOTanalysis, and the use of detailed data collected
from the WSCs, and the development of key issues and indicators of these by issues
Issues concerned community/social, constitutionaland financial areas The consultant
indicated thatthe two methodologiesprovedcomplementar~

(ii) Malol findings and conclusions 1
Malor findings and conclusions were presented by area (community, institutions, fi-

nance)

(in) Strategiesfor strengtheningsustamabilitvof WSCs -~

Thesestrategieswere identified as follows

(a) Leaseownershipas atiansitionto full ownership
(b) Establishmentof a Federationof\VSCs
(c) Support of the private sector 1

6 DISCUSSION

Discussions in groups and presentation in plenary show that generally most of the
stakeholdersagreewith the findings andconclusionsof the SWOT analysisand sustainabilit~
risks analysisof the WSCs However, it was clear that the Distncts do not agree that they
havea small resourcecapabilityto supportthe WSCs.andthat the)’ would like to havemore
involvement in the WSCs The consultants and the WSCs(see attachment 3 and 6) did not
sharethis I
As far as the recommendationsare concernedmost stakeholdersspecially WSCs think that
long term leaseis a possiblesolution providedthat the conditionsfor learningand obtaining
full ownershipareconduciveto fast improvementof the managementof the WSCs I
On establishmentof a Federationof WSCsmost participantsthink thata Federationof WSCs
can bean importantsupportof WSCssince it can provide technical,management and finan-
cial support On private sectorsupport, most participantthink that the privatesector is still
weak and is not very much awareof the water policy on its role They suggestedthat a cam-
paign to educatethe privatesectoron its role in WSCsis necessary I

7 CLOSING
The workshopwasclosedby Mr ChristopherN Sayi, Director Rural WaterSupply from the
Ministry of Waterby emphasizingthat all stakeholdersshouldsupportthe new water policy
which is under reviewandwhich stressesa regulatoryrole of government.supportby private
sector,andparticipationof usersHe comniendedthe effort of the DWSPandthe Dutch Gov-
ernmentto assistthe water sectorand he urgedall the stakeholdersto collaborateso that to

makesurethereis improvementin the managementof waterschemeby the communities 1
I
I
1



Attachment 1. LIST OF WORKSHOP PARTICIPANTS

NAME TITLE WORK STATION

3

4

6
7
8
9
10
11
12
13
14
15
16
17
18
19
20
21
22
23
24
25
26
27
28
29
30
31,
32
33
34
35
36
37
38
39
40
41
42
43
44
45
46

N Sayi
GabriedLwakabare
Ismail Mwaka
GodfreyK Mbabaye
P A Mutiganzi
BeatriceT Minja
Annu A Lyimo
AnneMazahla
MartinNdikw ege
YakoboMandago
Miraji Mirangi
CyprianNg’atig\va
SalumNgusunia
A Ngulangwa
JackLuanda
HJ Uledi
Sofi Mbone~e
RA Mkini
Bakari K~hlo
Anthony Lyezia
RajabuMziw anda
AngelinaMbunda
F Chimala
Andrew Likwachala
Ben Mganga
P M Jerome
O T Mioka
I Kijina
AbdallahNdaria
Karangi Bwire
Tadei M
Antony
VenanceMokiwa
SaidKondo
A R Rwegayura
D A Mkumba
Z R Ngwasi
S Foya
S H Kuisupa
I Chimwela
LaurenceMsike
R K. M~~’iinba
E Kihata
CletusChaka
MaxmilIan Magumba
ChristopherSayi

Director RWS
ProgrammeCo-ordinator
UL RWSSP
District WaterEngineer
District WaterEngineer
DPLO Acting DED
DPM
DPM
DPM
Secretar\
Chainiian
Secretary
Chairman
Acting DPLO
Ag DED
for RPLO
Chairman
Director
Secretary
Secretan’
Secretary
Accountant
Chairman
Secretary
DPM
DWE
RWE
Secretary
Treasurer
Engineer
Treasurer
Chairman
Secretary
Secretary
ManagingDirector
Chairman
Chainnan
Chainnan
Chairman
Chairman
Secretary
Chairman
Director
Secretary
Chairman
Director

Ministry of Water,DSM
Ministry of Water,DSM
Ministry of Water,DSM
Kilosa
Ki lonibero
Ki lonibero
Kilosa
MorogoroRural
KI lornbero
Ikela-Kidatu
Ichonde
N’I iku in i

Kiniamba
Morogoro Ruial
Morogoro Rural

RAS Morogoro
Rudewa Gongoni
IkelaWSC Ltd
RuahaCo
MakangaUlanga
Rudewa Gongoni
MakangaUlanga
RumwanchiliUlanga
IsongoUlanga
Ulanga
Ulanga
MorogoroRegion
Kambala
Kambala
Morogoro
MIali
Ndole
Ndole
Mlali
Daily Mail DSM
Mhimba
Mahutanga
Mwa~aMgudeni
Magubike
Dumila
Mali
Ruaha
Ikela
Mtimbira
Isongo
DSM



NAME

47 Jo Sinet
48 AudaceKanshahu
49 MadundoIssae
50 Deo Binaniungui
51 K Shaaban
52 C H Malivaga
53 G P Lipinga
54 K Bwire
53 F Chisuinga
56 F Vallerian
57 R Floor

TITLE

Teamleader
Consultant
Consultant
Consultant
Treasurer
Chairman
HID
Consultant
Consultant
Consultant
Consultant

WORK STATION

SWOT Analysis 1RC
SWOT Analysis
SWOTAnalysis
SWOT Analysis
Mikuimi
MororogoRural
DWSP Morogoro
DWSPMorogoro
DWSPMorogoro
DWSPMorogoro
DWSP Morogoro

I

I
1
1
I
I
I
I
I
I
I
I
I
1
I
I
I
I
I



Attachment2: GROUP DISCUSSIONS

Participantsweredividedinto five groupsas follows

\Vater Supply Companies
Mwava/Mgudeni
Mlali/Kipera
Msowero
Ki inamba
Magubike
N’Itinib ira
Rui’nwanchihi
Lu memo

Group 11: Water Supply Companies:
Ikela
Makanga
Ndole
Ruaha
Isongo
Mikumi
Rudewa
Kambala

Group III:

Group IV:

District Representatives

DWSPparticipants

Group I

Group V: National Level Representatives



Attachment 3: CONCLUSIONS ON OVERALL ISSUES
REACTR)N 0! NA’IiONAL
LEVEL
REPRESENTAI IVES

REAC1’ION 01” DISTRIC I’
LEVEL
REI’RESEN’I ATIVES

9 Budding up laigecapitalre-
serves(for futureexpan-
sions/rehabilitation)_isunreaiis-

MAJOR CONCLUSiONS
REAC’i’iON
0!’ DWSF

haveinsufficient No
resourcesto give Thecapacitiesof disti icts’

to WSCs,and councilsaie too ,ii pi c~eni
of thesere— hnplcincntaiionof the LoLal

is e\pected Govenuncntaveiid,i iiiuoile
future othet eI’I’oi Is I e\pc’ctCd to

Ii)ci’C~ISCthc~eLilpaciticS I)is-
tflct LOulicik shouldbeniore
involved iii the aograinine

No
I he Districtshaveinsuffi-
cient financial andman—
powei I esources,but they
canbe impi oved

Yes

saffdoesnot Not certain
patOi~’ Iearning 3at, ii’ so LII Stii ci stall’ shoiii d

C tooaida d evel — ~et ~liI 01 enIdli On iii [tic pji —

hut rathci p~itei— tic i ILl tOil 111)1)1oLIchCSI it dli
uthontaftye a[Ii— the sIdecso progiwaite dc—

not conduciveto velopnicoi
of WSCs

No
‘I hepi oLi~Will 11C is cOilSoR—
ant ch iyen

No

policy soundsince No
of’ \VI shful Watel- 1)011ci call he in plc—
unrealisticexpec— inentcd.but it isili take time

privatesectorand to carry out all activitiescx—
financialand pectedunder thepolici Gov-
from govern— enimentis makingeverything

rehabmiitatethe RWS in its capability to impi ove its
capacitv to i ehahiIi late and
watersuppl~schemes

No
The poli ci is availablehut
i cVic’\\ is necessary

~‘es

atnational ievel Yes
gwdclmnesand Guidehnesaic normalli prc-

put RWSPolicy in paredaftercompletepolicy
review

Yes Yes

regulatingbody for Yes
usersrisks of CentralGovernmentis

monopoiV svm th liking studyingthis issue

Yes
Wateris a pubhcutility

Yes

institution that can No
penitamientand ode— It is theresponsihiiitvof dis—

servicesto the trict andprivate sectorto
WSCsafter the supportthe V/SC

No
Councilsare here to support
WSCs VETA provides
skills to lower level techni-
coins, thereexistsa workei
Institute

I Yes

or watersouice Yes
practice,seriousnsks This issueis cnusideiedhi
sourceproduceless centralgovenimentni the

Districts and policy review
only hp setvice in

demandman—
and_practice

Yes No for
horeholes
Yes for
grantssiater

find needed Yes
managedby Dis— ‘1 hereis aneedto ~l eparea
of too manypohti— properstrucluieto run the

ence,betterto hase it WaterDeselopineutIliad
independentor—

No
Rural WaterSupply i’und
availablehut not sutlicient

Yc’~

1
I
I
I
1
I
I
I
I
1
I
I
I
I
I
I
I

Yes Yes Yes



MAJOR CONCLUSIONS
REACTION OF NATIONAL
LEVEL
REPRESENTATIVES

REACTION OF DISTRICT
LEVEL
REPRESENTATIVES

REACTION
OF DWSP

tic and misappropriatein rural
areas,betterusealsoRWSDc-
velopment_Funa

.1



Attachment 4: CONCLUSIONS OF FINANCIAL ISSUES

I

I
I
1
I
1
I
I
I
I
I
I
1
I

REACTION OF
MAJOR CONCLUSIONS DISTRICT LEVEL

REACTION
OF WSCs

1 Financialprocedures
- Financialproceduresarenot well kiios~n
- Budgetsarenotpresentedto usersfor

discussionsandapproval
— Watertariff is not set on a commercial

basisbtit is set on the basisof the abiliiv

Yes Yes

of usersto pay
2 Budget’itg

— Thereareinsufficient skills to pi eparc
rouind budgets

- Budgetsare not presentedto usersfor
discussionsand approval

- \Vatertariff is nor seton a conunercial
basis,but is seton the basisof theability
of usersto pay

Yes
L

Yes I

~
~

~
3 Financialperformance

- Financialperformanceis poorexceptfor
Ruaha andilcela WSCsbecauseof insu,f-
ficient feecollection, availabilityof alter-
nativewaterservices,unclearsanctionsto
defatilters,lack of transparencyandpoor
economicbase

Yes
Waterfee rateshouldbe
basedon wateruse

Yes

4 Low’ rateof waterfeecollection
- Therateof waterfee collection is low for

the DWPs It is higherfor house cornice-
tions andbusinessconnections

Yes Yes

5 Accounting
- Companiesare not awareof the needfor

dislinguislung operationcosts. mainte-
naiicecosts,depreciationcostsandover-
heads

- Most companiesdo notprepareannual
final accountsneitherdo theymakefi-
nancialaudit

Yes Yes

I
I
I



Attachment5: CONCLUSIONS ON INSTITUTIONAL ISSUES

MAJOR CONCLUSIONS
REACTION OF DISTRICT LEVEL
REPRESENTATIVES

REACTION OF WSCs

I Companyregistration
WSCsarelegally registeredbut
not conipans leadersare not con—
versantwith their roles andre-
sponsibilities

Yes
Uscis lobeeducaledoii the consiltu-
lions of their WSC

Yes
If misersarecducaicdon the issueof
ow ncm ship. thes’ sviil undcistandthat
thci alsoown ilie ‘a hole WSC

Yes
Usersto be educatedof ilic
con1pan~constitutions

Yes
Users hase started to understand
after of training

I

2 Most users do not know’ Ilic
uìemorandtunandarticlesof as—
sociationof their company

~

i Governmentand Donorshesitate
to handover completel~’the is’atei I
supplyschemesutcludingthe
assets

No
Goi criuucnt/donoiS do not hesitate.
handingover delaysbecauseof lack
of strong institutions to continucio
pios’ide the required~satersuppl~
sersices

Yes
Reasonsmans schemesai c not
technicall~complete Fm oni a
nlanagcincnt\ icis point ihes
requirestrengtheningbefore
handingo\cr

4 Companystructure
Thereis confusionbetweenthe
rolesand responsibilitiesof the
companyrepresentativesandthe
cornpanyexecutives

\\‘c arenot certain
But if sucha confusione\msts,the
suggestto changethe comnpanv
structureandredefinejob descrip-
uolmsof the concernedofficers

No
The constitutionsareclear. butr
managelilenido not adhereto
them

5 Management
They aren~managementguide-
hues to nra the companieseffcc-
lively

\Vc arenot certain Guidelinesarid
iiianualsshouldbe preparedto mi-
proveefficiencyof companyofficers
Trarmsparenc~andaccouimitability
shouldbe emphasized

Yes
Committedand voluntar~man-
agersare discouragedif mitci arc
not backedby theusers Coin-
municationshouldbe strength-
enedat all levels

6 Insufficient managementskills of
companyexecutivesto run the
WSCscommercially

Yes
Determinedeffortsshouldbe madeto
improve theinanageitientcapacit)of
the WSCs

Yes
WSCshaveito financialre-
sourcesto pai’ salariesor allow-
ancesto skilled manager
Trainingshould be gisen to C\-
istingexecutives
No
Thereis insufficient financial
resourcesandskills in WSCs
Theright statementshouldbe
the WSCs haveno capacil\ to
manage themselvescommiier-
cially

7 Somecompanieshavenot confm- Yes
deuce in managing their affairs This is becauseof fear of change
without the assistanceof the Efforts shouldbe madeto empower
DWSP the company leadersto bc coniident

amid to managetheir companiesin a
self—reliantmanner

~



Attachment6: CONCLUSIONS ON COMMUNITY/SOCIAL ISSUES

I
I
U

5 Many usersare satisfiedwith the
watersenicesdelivery’ (thereis
plentyof potablewaternearthe
homesteads)But hackof skilled
watersupply techniciansamid
muamiagersin nu’aJareascause
destructionof waterintakes
pump amid DVVPs breakdownsamid
thereforepreventsusersto redtmce
svaterat continuousbasis

Yes
No WSCfailed to get waterbecause
of thecited reasons
More information is requmiredhere

Yes
WSCsshouldhavea training
programme
WSCsshould recruit only quali-
fied andexperiencedtechni-
cians

MAJORCONCLUSIONS DWSP WSCs
goodparticipatiomi Yes
andwomenduring - Cultureandreligion do not allow

schienmesHow- alwayswomen to becomelead-
of womiieii in ers

leadershipis small - Thereare mmisinmciions to select3
menamid 3 ‘a omnemi in the \VUGs
This is not done

- Many’ mcmi do like w omnemi to
lead

Yes
- Womendepends omi their

husbands
- Men shouldbe educated
- Women shouldgetconfi-

deuce

leadersamid pohmtm- Yes
great capacity’ to mo- - Man\ projectswere presmotms to
in rural develop- the progranimne.mnamiagedbs

adangerThere- villages
watersupply services - Many’ village leadersdo not like

andpoliticianstell to educateuserson the new 1)01-
pay’ w’ater fee icy’ becatisethe~do notwant to

loose their influence
- Someleadersignore purposeof

the_ness’_p011ev

Yes
- Thereis insufficientcoop-

cralmon
- Leadersshouldbegiven

theirjob descriptionswInch
show their roles amid re-
sponsibmlmtmes

- Leadersshoumidbe account-
able

awareandhapp~ Yes
and to maintain Many’ usersdo notattendmeetingson
arid companymciii- DWP andWSClevels

receiveimportantin-
theprogressof their

thefinancial re-

Yes
Thecompanyrepresentatives
havelimited Capacitiesthey
needonentatmon

families/householdscanthe Yes
pay waterfees

not ready to pay’
they usedto get

leadersdo not
nor give themii stiffi-
~port

Yes
TheBoardshouldeducateand
mobilize users
Representativesshouldinclude
knowledgeableandeducate
members

I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I


