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1.0 INTRODUCTION

The Integrated Rural Water Supply and Sanitation Programme (IRWSSP) in
Zimbabwehasbeengoing on sincethe mid-1980s.During this periodmore than 47
districts have either implementedor are in the processesof implementing an
integratedwatersupplyandsanitationproject. Theprogrammehasbeenmanagedby
the National Action Committee (NAC) and co-ordinated by the National Co-
ordinationUnit (NCU).

District projectshavebeenevaluatedaspart of the mid-term reviews or as end of
projectsevaluations.However,the nationalprogrammehasnever beenevaluatedin
its totality asa programme,althoughtheNationalAction Committee(NAC), through
the National Co-ordination Unit (NCU) has organisedannual reviews at which
progressreportsarediscussed,andnewplanspresentedto stakeholders.

Recognisingthe needfor suchan evaluation,in the light of the changingoperating
environmentandtheinclusion of newactorssuchasthe Rural District Councils, the
NAC, with financial assistancefrom the Water and SanitationProgramme-Eastand
SouthernAfrica (WSP-EA) called for tendersubmissionsfrom local Zimbabwean
consultancyfirms activein thewaterandsanitationsector.The tenderwaswon by the
Institute of Water and SanitationDevelopment(IWSD). The IWSD was formally
contractedby theMinistry of Local GovernmentandNational Housing(MLGNH) on
behalfof the NationalAction Committeein earlyJanuary,2000.

1.1 Purposeofthe Report

The IWSD recognisesthat the IRWSSPhasnot beenevaluatedsinceits birth more
than 15 yearsago. Theseyearsconstitutethe mostdynamicyearsofthe programme
growth. Lessonswerelearntandnewoperatingmethodswereinitiated. In orderfor a
clear analysisof the current issuesto be done the contextwithin which historical
issuesandeventsweretaking placeneedsto be understood.

The purposeofthis report is to providea backgrounddescriptionandcontextwithin
which eventswere taking place. It would not be fair to claim that all eventswhich
tookplacein the last15 yearsoftheprogrammewill be capturedin this report,neither
is it claimedthat the influence of everyeventon the “then current” and subsequent
processeswill be analysed.What is important is that as much of the influencing
eventsaspossiblearedescribed.

This backgroundreportprovidesa frameworkwithin which the thematicpaperson
institutional arrangements,financing/fundingarrangements,operationalarrangements,
outputsand programmeimpacton environmentarediscussedandunderstood.

1.2 PurposeoftheEvaluation

Thepurposeoftheevaluationwasto:
• evaluateanddocumentperformanceandexperiencesin theprogram,
• identify useto whichoutputsandexperienceshavebeenput,
• identify opportunitiesutilisedor lost,
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• lessonslearnedfrom thefirst phaseoftheIRWSSP,and,
• determinewhat will needto be done, where, how and whento meet the

targets for water and sanitationdevelopmentset in the 1985 National
MasterPlanandanysubsequentamendments.

The evaluationfocusedon five areasof institutionalarrangements,financing/funding
arrangements,operationalarrangements,outputsof theprogramandprogramimpact
on theenvironment.

1.3 Evaluation Methodology

1.3.1 Approach

The evaluationwas carriedout by a 12 memberteam(9 from the Institute of Water
and SanitationDevelopmentand 3 from outside). In the team were economists,
engineers,social scientists,healthand environmentalscientists.Betweenthem they
haveexperiencesin institutional, communityparticipationand communitytraining,
operation and maintenance systems, sanitation, environment, water supply
engineering,waterresourcesmanagement,research,health epidemiology,economic
financial, capacitybuilding andconsultancyon servicesissuesrelatingto rural water
supplyandsanitationdevelopmentin ZimbabweandtheAfrica region.

The evaluationactivities included literature review, field visits, interviews with
communities,NGOs,ESAsandotheractors,discussionswith district, provincialand
national level personnelandquestionnaires.
A selectioncriteriawas establishedfor districts that were to be visited andthis was
basedon:
• thosereportedto havecompletedimplementingwaterandsanitationprojects,
• thosestill underimplementation,
• thosewhich hadneverhadachanceofimplementingintegratedprojects,
• thosewholly fundedby Government,
• thosefundedby NGOs,
• thosejointly fundedby GOZandNGOs,
• the mode of implementation (e.g. Inter-ministerial, Decentralised (RDCs),

Government,Non-GovernmentalOrganisations(NGOs) and Government in
partnershipwith NGOswasconsidered),

• to pick at leastaprojectfundedby eachoftheExternalSupportAgencies,
• thosewhich piloteddecentralisation~
• geographicalrepresentation,by province,and
• thosedistricts thathavebeenrecentlyevaluatedby IWSD.
On the basis of this criteria 14 districts were selectedfor intensivefield work and
these were Beit Bridge, Bikita, Buhera, Hwange, Kadoma, Lupane, Makoni,
Mberengwa,Mount Darwin, Murehwa,Mutoko, Mwenezi, Shamvaand Shurugwi.
Kadomawas largely used as a testing ground for tools that were to be usedfor
subsequentfield datacollection. In addition to these 14 IWSD has carried out
evaluationsin 13 districts since 1997. Theseinclude Bubi(1999), Chiredzi (1999),
Masvingo (Backstopping,1999), Mazowe (Backstopping,1999 and also Mbetu &
Klaassen,1999), Mutare (1999), GokweNorth and South (1998), Gwanda(1997),
Kezi (CBM, 1997)and Kwekwe(CBM, 1997).
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1.3.2 Products

Theresultsof this evaluationhavebeenpresentedin sevenreportsandthirteenself
standingannexes.The 13 selfstandingannexescontaintheevaluationsofthedistricts
visited. Thesevenreportsare:
VolumeI: ExecutiveSummary
VolumeII: EvolutionoftheIRWSSPin Zimbabwe
VolumeIII: InstitutionalArrangements
VolumeIV: Financing!FundingArrangements
VolumeV: OperationalArrangements
VolumeVI: Outputsof Program
VolumeVII: ProgramImpacton Environment
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2.0 ZIMBABWE’S DEVELOPMENT PHASES

Thedevelopmentprocessesin Zimbabwecanbe groupedinto 3 mainphases,notably
the pre-independenceperiod (up to 1980), the socialist phase (1980- 1990), the
economicstructuraladjustmentprogramme(ESAP)phase(1990-present).While the
thereis adistinctendto thepre-independencephase(1980)thereis anobvious overlap
betweenthesocialist and ESAPphases.It hasto benotedthatthereareseveralways
in which developmentprocessesmay be phasedin Zimbabwe, dependingon the
subjectmatter.For examplethe developmentof local governmentinstitutions may
havea pre-independencephase,apre-amalgamationphaseand apostamalgamation
phase(Heimsing, 1991). DDF Water Division phasedthe growthof the Operationand
Maintenancesystemsinto 3 phases:

(a) thepre-1986period
(b) the 1986to 1990period
(c) thepost1990period

In general, thethreephasesarerespectivelycharacterisedby freefor all maintenance,
government directed maintenance and anticipated or planned (community
management)maintenancedevelopments(Source: DDF Operation and Maintenance
Section,1992).

2.1 Pre-independence

Zimbabwegother independencein 1980. Onewayof understandingthedevelopment
processesprior to independenceis to analysethegovernancesystemsobtainingduring
this period. Heimsing (1991) describesthe local governmentin the late pre-
independencedaysascharacterisedby considerableimbalanceandinequalities.Three
types of local governmentwere evident: the municipal or urbancouncils,the rural
councils and the African councils. The municipal governmenthad over the years
acquiredits own specific colonial featuresespeciallywith regardsto Africans. Rural
councilsadministeredsmall rural centreson the samelines asthe urbancouncils.
Helmsing(1991) notes that the Europeanownedcommercialfarms were for some
time without any form of local governmentand the farmer was his own local
authority. The African Councils, previously known as Native Councils partly
overlappedauthority with chiefs.Chiefs hadpowersto allocatedland,conserveland
andpresideover courts. The geographicalareaof African councilswere small (by
independencetherewereapproximately242 African councils,while someareasofthe
thenTribal Trust Landswerenot coveredby this system),andtheirrevenuebasevery
little, making theminfective assuppliersof muchneededservicesin their areasof
jurisdiction. The governmentprovided small grants for the developmentof roads,
bridges,water supply, dips and in some casesschoolsand clinics. In 1972/73,the
African Councilshada local revenuebaseofRh$1.18 percapitaperyearanda grant
aid of Rh$1.42 per capita per year (Helmsing, 1991). The African Councils were
managedby a separatedepartmentfrom that which managedthe urban and rural
councils. While the urban and rural councils were fairly autonomous,the African
Councils were basically under the tutelage of the District Commissioner, a
governmentextensionworkerbasedatthe district level.

Governmentdepartmentswere structuredto facilitate separatedevelopmentbetween
races. For examplein 1949 the African DevelopmentFundwascreatedto maintain
infrastructurein theTribal Trust Lands,andfundedfrom levy raisedon African grain
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sales’. On the other handthe Irrigation Departmentwas createdto facilitate and
support largescalecommercialagriculture. The African DevelopmentFundwas to
becomethe District Development Fund, while the Irrigation Departmentwas to
becomethe Departmentof Water Development. Both of themnow fall under the
Ministry of Rural Resourcesand Water Development. The major role of the
Irrigation Departmentin African Council areawasin the provisionof dams,soasto
openup vasttracksof land in the low lying areasoftheZambezi,Limpopo andSave
valleys,which hadfor yearsbeeninhabitabledueto thepresenceoftsetseflies. With
the growing pressurefor allocationof landfor commercial usesandthe consequent
needto relocatetheAfricanpopulation,theseotherwiseuninhabitableareashadto be
opened. Damswere seenas the main option to supply water given the difficult
groundwaterpotentialin theseareas(Mudege, 1977).

The pre-independencephasewas thereforecharacterisedby developmentbasedor
“fiscal apartheid”, uncoordinateddevelopment in African Council areas, weak
resourcebase, poor institutional capacity and a general state of neglect of the
communalareas. In contrast,the latter part of the pre-independencephasewas
characterisedby a strong desireto provideappropriatetechnologiesfor both water
suppliesand sanitation. While financial supportwas givenfor the developmentof
these technologies(through research)their promotion was hinderedby the weak
governmentsupportsystemto thecommunalareas,the prevailingarmedconflict, the
lack of awarenessamong beneficiariesand the general breakdownof extension
services.

It wasin thesedifficult environments,that themostsuccessfulZimbabwehandpump
technologyevolved— the Bushpump, so called becauseit had to operatein Bushy
terrainwith minimum back-upsupport. The experienceswith the bushpump during
this period, supportsthe observationsmademuch latter by Cairncross(1980) and
Glenmie(1983)that seriousproblemswith rural water supplyprogrammesareof an
organisationalrather than technical nature. The pre-independenceera, saw the
successfuldevelopmentof otherhomegrown water and sanitationtechnologiesin

Zimbabwe. Among those that made an impact locally and internationally is the
VentilatedImprovedPit Latrine(VIP) (seeBox 1).

‘On thecontraryduring theSocialistPhaseattemptsby GokweRDC to havea crop levy ofZ$ 1 per
Z$250 of marketedoutput(0.4%) introduced,which wouldhaveraisedZ$800000 annuallyto be
channelledto ruralroadconstructioncouldnotbe sanctionedby Governmentdespiteit havingbeen
approvedby thefarmersassociations(World Bank, 1992bpage18).

Box 1: The stateof Rural Water Supply and Sanitation at independance

At independence,therural watersupplyandsanitationhad:

• Low waterandsanitationservicecoveragein communalareas
• Inadequateand ineffectivefundingmechanisms
• Uncoordinateddeliverymechanism,whereit existed,
• A potentiallyeffectivebut largelyuntestedor weaklypromotedtechnologybase
• A ravagedor non-existentmaintenancesystem
• A strongbiastowardscurativeratherthanpreventivehealth
• Weakinstitutionsfor communityparticipation,and

• An infrastructuredestroyedby thearmedstrugglefor independence.
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2.2 SocialistPhase(1980— 1990)

TheZanu(PF) governmentcameto powerin 1980, on the strongpromisethat it will
addressthepre-independenceimbalances.Riding on a massivewaveofsupportfrom
both communaland urbanareasand huge financial injection from externalsupport
agencies,the governmentstrengthenedits socialiststancethroughthe redirectionof
availableresourcestowardscommunalareadevelopment. In the first sevenyears,
governmentlargelymaintainedits inheritedlocal governmentstructures,but replaced
the African Councils with 55 District Councils. The District Councils had
responsibilityover the developmentof communalareas. The African Development
Fundwas renamedthe District DevelopmentFund in 1981 and one of the main
avenueof channellinggrantaid for basic infrastructurein communalareas. There
wasa rapidpresenceof governmentin communalareas,expansionof primaryhealth
care services2,redirection of agricultural state services towardspeasantfarmers3,
expansionof roads and water suppliesand the formulation of a policy on growth
points.

Theexpansionin District Council revenuebaseper capita,from Z$9.48to Z$19.00in
1980/81 waslargely dueto governmentgrants(Helmsing, 1991). Therevenuebaseper
capita in the Rural Council areasfell from Z$16.00 in 1980/81 to Z$14.50 in the
subsequentyears. The taxation of communal area people was not enforcedand
generallyany new impostsor increasesin levies had to havethe approvalof the
centre, initially by the Ministry of Local Governmentand then by the Ministry of
Finance.

The immediatepost independence“boom”, supportedby a highly motivated civil
service, generousexternalsupport agencies,and receptivecommunitiesprovided a
good ground for the promotion of Zimbabweangrown technologies. “We got to a
stagewhere everythingworked in favour of the rural water supply and sanitation
sector” (Dr P. Morgan, personalcommunication).NGOswere very active in communal
areadevelopmentthus further strengtheninggovernmentcommitmentto correcting
thepre-independenceimbalance.

By 1985, the LutheranWorld Federation,ChristianCare, CADEC, World Vision,
Africare, Unicef to mention a few had water and sanitation projects in Chivi,
Chiredzi, Mwenezi, Buhera, Lupane, Beitbridge, Tsholotsho, Matopo, Makonde
among others. The NGOs were supporting the developmentof Operationand
Maintenancesystemsincluding the establishment,equipping and training of pump
minders.In somecasesthey paidthem(Christian Carein Buhera,LWF in Mwenezi
and Matobo). In 1989 LWF donateda fleet of 5 ToyotaLandcruisersfor field O&M
activitiesin Masvingoprovincewheretheywere active.Therewasgenerallya strong
desireby the NGOs to play their full role in the provision of water supply and
sanitationfacilities. Activities ofNGOswerelargely unco-ordinated.

2 personalcommunicationwith Ministry ofHealthandChild Welfareofficials revealedthatthe plan

wasto havea Village HealthWorkerin everyvillage andanEnvironmentalHealthTechnicianfor
every ward.

linesof creditswereopenedup to thepeasantcommunalfarmers,andaccessto grainmarketing
facilities wasimproved.

10



Ironically, theDDF which assaidearlierwas oneof themajorvehiclesfor providing
governmentgrantaid to communalareas,had by 1987 not beena major player in
primarywatersupply maintenance.Despitehavinghadits drilling capacityenhanced
in mid-i 980s,effectivemechanismsfor enhancingthispotentialhadnot beenworked
out (seeBox 2).

Themaintenanceof primarywatersupply in DDF did not effectivelybenefit from the
independence“boom” as much asdid other sectorswithin DDF. By the time the
water sectionwas strengthenedgovernmentwas beginning to feel the effect of a
supply driven approachand questionswere being asked on how to readjustthe
economy. Helmsing (1991)gives the real per capita expenditurefor DDF in the
period 1980/81to 1985/86for selecteddistricts (seeTable 1).

Table 1: DDF, real per capita expenditure, (Z$) by category
~____________________________1980/81 1981/82 1983/84 1984/85 1985/86

Reconstruction of water
su lies

1.48 1.46 0.32 - -

Newwatersupplyprojects 0.01 1.28 0.49 0.59 0.43
Maintenanceof watersupplies 0.05 0.15 0.11 0.07 0.08
Adapted from Table 16.5,Helmsing (1991) page 460

The sanitationprogramme,driven by a highly committed new EHT cadre and
supportedby afreshly awakenedVIP technologyrosewith the independence“boom”.
Theagreedprincipleswere that thereshouldbe materialsubsidyfor theVIP toiletand
that amoredurabletoilet be built — onethatwould lastat leaseageneration(Dr

Box 2: Limitation of DDF’s effectivenessin the Rural Water Sector

Emphasison Roads:
Althoughtheprovisionofwatersuppliesis one of DDF’s majorfunctions,in practicethelargestpartof
DDF’s money,equipmentandpersonnelhasbeendevotedto roads. Water beingthe“poorrelation”has
beenallocatedapproximatelyonequarterofthe funding that hasbeenprovidedto roads.

Inadequate resourcesfor maintenance
DDF’s primarysupplymaintenanceperformancehasnotalwaysbeensatisfactory,owing to being
allocatedinsufficientresourcefor the largenumberofthe existingsupplies.

Between1982/3and1984/5DDF’s annualallocationfor watersupplymaintenancewasreduced
by 32%,while thenumberof institutionscontinuedto increaseandunit costsincreasedsignificantly.

DDF’s newwaterdivision, with its newly-acquireddrilling ability andits strengtheningdam
building capacity,is basicallya strong,centralisedorganisationwith its own stores,officesand
workshops.
Source:NationalMasterPlanfor Rural Water Supplyand Sanitation, 1985; Volume6 pages11-
13.

In thepre-1986period, whichis calledtheFreefor All Period theDistrict DevelopmentFunddid
nothavea specificsectionto carryout the managementofthese(primarywatersupplies)services.The
sameofficerscouldbe calleduponto carryout themaintenanceofroads,which wasa priority.

Source:Sustainabilityof theOperationandMaintenanceSystemfor RuralWaterSupply; DDF
O&M Section,September1992, page3 (IWSDLibrary reference206.11)
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P. Morgan, personalcommunication). This sawthe birthofthebrick toilet, movingaway
from the spiral reinforcedhassentoilet which was commonin the pre-independence
era. The successof the sanitation/latrineconstruction programme was hailed
internationallyandin 1987, thecountrycommemoratedits 100 000 latrine in Makoni
district. Thematerialsubsidywasto becomethe major constrainingfactor towards
theendofthesocialistera,ascementbecameunavailable.

Thesocialistphasewas characterisedby a strong senseof “supply” by government,
with governmentpresencebeing strongly realisedby the visibility of the District
Administrator’s (DA) office in developmentstaking place in rural areas,especially
communalareas. Eventhe food — for work programmehad to be managedby the
DA’s office andnot by theDistrict Council.

This phasesawa massiveincreasein bothwatersupply andsanitationservices.The
enthusiasmin extensionworkers was to soon wane down, however, as essential
subsidies (such as cement could no longer be guaranteed), importation of
commoditiesbecamedifficult without foreign cash (in 1988, the waterprogramme
tried to reducethis problem,by importing cementfrom Zambia,but soon it was
realisedthat this was not sustainable). Moves were madeto look for alternative
supplysystems,including revisingthe subsidylevels.

Key professionalsleft governmentdepartmentstowards the end of this phaseas
conditions becameunbearable. Cost recoverymeasuresin which communalpeople
would pay for services(especiallywater) could not easily sell within the political
structuresof the ruling party. Departmentssuchas DWD, startedtalking about
privatisationin orderto retainprofessionalstaffthroughtheimprovementofworking
conditions. Theseprocesseswere delayeddue largely to the inconsistencythat they
createdwith the government’ssocialistphilosophyandapproach,the commitmentto
partysupremacyandtheredressingofcolonial imbalances(Mudege, 1997page15)

2.3 EconomicStructural Adjustment Programme (ESAP)

The EconomicStructuralAdjustmentProgramme(ESAP) phasecamewith calls for
reductionin governmentexpenditure,the liberalisationoftheeconomyandreduction
in the sizeof the civil service. Theprogrammewhich had central componentsof
budgetdeficit reduction;externaltradeliberalisation;and domesticderegulation,was
launchedin February,1991.At thetime of its launcha numberofopportunitiescould
be identified (see box 3). The waterand sanitationsector,which had gained some
momentum in the previous phase (on the strengthof donor support), however
continued to expand in geographicalcoverage. By 1991, 21 districts had been
coveredby theIRWSSP,up from 15 in 1989and 1 in 1987.
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While this expansiontookplace,governmentserviceall roundwasreducing. Support
to Operationand Maintenance(O&M) shrunk further. The O&M budget changed

from $300 perwaterpoint in 1991 to ~360 perwaterpoint in 1995. Whencorrecting
for inflation this is aneffectivedeclinein funding of 55% (Taylor and Mudege,1997page
21). Sustainabilityissuesbecameevenmoreprominent.

Box 3: ESAP: Opportunities and Threats for the Water and Sanitation Sector

The ESAP centredaround budget deficit reduction, external debt liberalisation, and
domesticderegulation.Also includewere sectoralinitiatives andactionsto amelioratethe
impactof theadjustmenton thepoorandthe disadvantaged.It providean improvementin
the environmentin which rural water supply and sanitation was to be implemented,
throughthe rationalisationof roles, increasingefficiency, upgradingskills and tackling
excessivecentralisationof decisionmaking (World Bank, 1992).
There was to be support for public sector reform paving the way for greater
decentralisationand local accountability,further enhancingsustainability.The roleof the
private sector was to be recognisedin the ESAP actions. Of significance was the
opportunity to provide infrastructureat growth points and rural service centres,which
wereto becomethehubsfor ruraldevelopment.
The transitionaleffectsof economicadjustmentwasundoubtedlygoing to havenegative
welfareeffectson thepoorandthe disadvantagedgroups.
The change of land tenure systems (the land reform bill was debated) was also

undoubtedlygoingto makemorecommunalland available,with no title deeds,making it
difficult for privateinvestors.
Farm workers continuedto be disenfranchised,andcontinuedto slowdown gains in the
improvementofbasicwaterandsanitationservices.
Thegovernment’s ability to contributeto socialwelfareissues(theRWSSPwasbasically
addressingthesocialandhealth well beingof communalareadwellersandnotproductive
water— theprincipleof treatingwaterasan economicgoodhadnotbeefully explored).
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~0 WATER AND SANITATION DEVELOPMENT LANDMARKS

The water and sanitationsector developmentlandmarkshave been divided into
distinctperiodsnotably

• BeforetheMasterPlan
• From theMasterPlanto MountDarwin
• From MountDarwin to Kadoma
• From Kadomato Present

It is not the intentionof this sectionto provide a detailedanalysisof eventsthat
occurredduring eachperiodbut ratherto mentionsomeofthe importanteventsthat
occurred.

3.1 Before the Master Plan

As describedearlier prior to independencethe rural water supply and sanitation
programmein Zimbabwewasvery weak. Zimbabwe’sindependencecoincidedwith
theUnitedNationsGeneralAssemblydeclarationmaking the 1 980sthe International
Drinking Water Supply and SanitationDecade(IDWSSD). The aim of the decade
was to improvethe accessibilityof the poor to safewatersupply and appropriate
sanitationin thedevelopingworld.

The governmentof Zimbabwe, driven by the desire to improve infrastructure in
communal areas organised the Zimbabwe Conference on Reconstruction and
Development(ZIMCORD) in 1981. The purposeof Conferencewas to mobilise
resourcesfor the country’s reconstructionand developmentprogramme. Among the
sectors,for which resourceswererequiredwasthewatersupplyandsanitationsector.
Oneof theareasthat neededsupportwasthedevelopmentof a MasterPlanfor Rural
WaterSupply andSanitation. TheNorwegiangovernment,throughNORAD, agreed
to finance the developmentof the MasterPlan which waspublishedin December,
1985.

The rural water supply and sanitationhad long beenregardedasone dimensionof
primary healthcare (Mutizwa-Mangiza,1988). As suchprimary water supply and
sanitationwaslogically seenasadomainoftheMinistry of Health.

Prior to the MasterPlan,therefore,the Ministry ofHealthchairedtheprovincial and
district sub-committeethatdealt with primary watersupplyand sanitationissues. As
Mutizwa-Mangiza (1988), puts it “most of the rural water supply and sanitation
programmeswere, prior to the completion of the National Master Plan, very
uncoordinated”.

Resulting from this, were inevitable overlapsof roles betweenagencies. These
includedthe overlappingrole of DDF and DWD over the drilling of boreholes,the
overlappingrole of DDF and Ministry of Healthand Child Welfare overthe sinking
of wells, the overlappingrole of Community DevelopmentWorkers(CDWs), Local
Government Promotion Officers (LGPO5) and Councillors over community
mobilisation,andtheunclearrolesof all overpipedwatersupplyschemes.
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The MasterPlanwasdevelopedin anenvironmentoffastgovernmentsystemgrowth.
New departmentswere being formed or others refocused. For example, the
departmentresponsiblefor mobilisation was once in Ministry of Community
Developmentand Women’s Affairs (a logical placing during the drafting of the
MasterPlan) andthenmovedto the Ministry ofPolitical Affairs (whichby virtue of
its locationgavethe mobilisationprocessa political identity - understandableduring
thesocialistpolitical era)andis now in theMinistry of NationalAffairs Empolyment
CreationandCo-operatives).

3.2 From the Master Plan to Mount Darwin (1985—1987)

The National Master Plan for Rural Water Suppliesand Sanitation(NMWP) was
developedby Interconsult,underthe managementof the Ministry of Energy,Water
Resourceand Development(MEWRD). The NMWP definedthe goal of the rural
watersupplyand sanitationsectoras:

Providingtheentire communalandresettlementareapopulationwith accessto
safeand adequate(drinking waterandsanitation)facilities by theyear2005”.

The generalobjectivesof the nationalprogrammeare to improvehealthconditions
andquality of life of ruralpopulationin thecommunalandresettlementareasthrough:

• Improvedprovisionofsafeandadequatewaterfrom primarywatersupplies
• Increased provision of improved excreta disposal facilities through the

constructionof Blair VIP latrines

Thespecificobjectivesoftheprogrammeare:

• To provideadequateandsafeprotecteddrinking watersuppliesfor all,
• To ensurethateveryhouseholdhasat leastaBlair VIP latrine,
• To rehabilitate all existing water points to national standardincluding the

provisionof head-works,
• To promoteHealth Educationand Community Participationso as to encourage

saferuse,careandmaintenanceofthefacilities provided,
• To ensuresustainability through the developmentof a 3-tier operation and

maintenance system, based on Community Management and preventive
maintenanceofeverywaterpoint,

• To strengthendecentralisedplanning and co-ordinationof rural water supply
projects

Source: Project Management Handbook NAC, 1996

TheNMWP proposedatwo phasedapproachto achievingtheseobjectives:

Servicelevel 1: Consideredachievedwhen.

• All peoplein communalandresettlementareasaresuppliedwith safewaterfrom
aprotectedprimarywatersupply,

• strengthenthe3-tiermaintenancesystemfor 0 & M
• 50%ofhouseholdshaveat leastaBlair VIP latrine.
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Servicelevel 2:

• Everyonehasaccessto safedrinking watersuppliesfrom a primarywater supply
within 500mofhome

• Everyhouseholdhasat leastaBlair VIP latrine.

The NMWP madeseveralkey recommendations,but of major significancewas the
introductionof theIntegrated,inter-ministerialwaterandsanitationprogramme. The
IRWSSPwasto be implementedunderthe specific leadershipof an inter-ministerial
co-ordinatingcommitteecalledtheNationalAction Committee.

3.2,1 Establishmentofthe NAC / NCU

The NAC was establishedin 1985 and was made up of the Ministry of Local
GovernmentRural and Urban Development(MLGRUD) now Ministry of Local
GovernmentandNational Housing(MLGNH) asChair, the Ministry of Health(now
Ministry ofHealthandChild Welfare),the Ministry of CommunityDevelopmentand
Women’sAffairs (now Ministry of NationalAffairs, EmploymentCreationand Co-
operatives),the Ministry of Energy, Water resourcesand Development(now the
Departmentof Water Developmentin the Ministry of Rural Resourcesand Water
Development), the Ministry of Finance Economic Planning and Development
(MFEPD, nowMinistry of Finance)andthe District DevelopmentFund.Themandate

of theNAC fell shortofa truly autonomousandaccountablebody (seebox 4).

However,without this firm mandateand associatedpower, the NAC met regularly
and waswell respectedin governmentministries,NGO anddonor fraternity. During
these formative years its authority and mandatewas, by and large, not publicly
questioned.However, after the failure of the Master Plan to be adoptedby
Government,some authorsbeganto questionits relevance. Mutizwa — Mangiza

Box 4: NAC Mandate

The Terms of referenceof the NAC wereoriginally definedby theNationalMaster Planfor
RuralWaterSupplyandSanitationas follows:

(a) to examinethe programme and plans formulated by National Co-ordinatorpaying
particularattentionto modificationsproposedby him(sic) to provincialplans to ascertain
if reasonsfor changingtheProvince’sown plansarejustified.

(b) to modify if necessaryandapprovethe NationalCo-ordinator’sproposedallocation of
duties and funding. The NAC will be a SteeringCommitteewithout anyofficial decision
making authorityandits recommendedplanswill notbe binding on theMinister of Local
Government,Rural andUrban Development(MLGRUD). However MLGRUD having
chairedthe meetingwill normallybe expectedto adoptNAC programmeandplans.

(c) makingrecommendationson policy issuesfor RWSSsector
(d) keepall ministriesanddonorsinformedaboutprogressin all areasofthesector.
(e) advice MEWRD in its continuousprocessingof datafor updatingthe NationalMaster

Planfor RuralWaterSupplyandSanitation

(0 Co-ordinatetrainingandeducationwithin thesector.

Source: NAC. 1997
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(1988)arguesthatNAC wasnot itself a nationalbody4thatcouldencompassoracton
inter-sectoralplanscoming from districts andprovinces.Who or what legal authority
or body at National level wastheNAC linked to? The successesof the NAC went
beyondthe Zimbabwe borders,but asis discussedelsewhere(seeVolume III of this
evaluation)the level of attendancegradually shifted to junior officers in the sector
agencies and has become inconsistent and erratic (Chakaipa, 2000 personal
communication).

TheNAC createdSub - conmiitteesto spearheadspecificareasand theseincludedthe
PlanningandBudgetingSub— committee,theDonorCo-ordinationSub— Committee,
theTechnicalSub— Committee,the Training andResearchSub— Committee(which
latterincludedHumanResourcesdevelopment).In additionsteeringcommitteessuch
astheoneon CostRecoverywheresetup.

TheNationalCo-ordinationUnit (NCU) providedsecretarialservicesto theNAC and
facilitatedmeetingsandworkshopsto makestakeholdersawareofthe importancefor

collaborationandBox 5a: Leaders oftheNAC / NCU
co-ordination(see
also figure 5a and

Chairpersonsof NAC
5b). In April,

1985 - 1990 Dr M. Nzuwa, Snr. Secretary,MLGRUD 1987 thefirst ofa
1990 - 1996 Mr C. Matumbuke, Dep.Secretary,MLGRUD series of
1996 - 1998 Mr A. Mapamhanga,Dep. Secretary,MLGRUD awareness
1998—1999 Mr C. Matumbuke, Dep.Secretary,MLGRUD generating
1999 - present Mr S.Chakaipa,- Dep.Secretary,MLGNH meetings were

held for
National Co-ordinators (NCU) Provincial

Administratorsin
1985—1987 MrK. Haukiand the Meikies
1987— 1989 Dr. S. Stoveland Hotel Harare
1989 — 1992 Dr. S. Wangen
1992 — 1993 Dr. R. Mbetu ~i~e secon
1993 — present Mr. G. Nhunhama meeting

-........—— organisedby the
NCU for PAs washeld inNyanga,thesameyear. Thepurposeofthesemeetingswas
for consensusbuilding amongthe manyactorsand it was realisedby theNAC that
PAsthenformedavery influential groupof stakeholders.

TheNAC expandedin membershipto takeon boardnewissuesofimportanceamong
thesewas theissueof landuseplanning,which sawthe inclusionof the Department
of Agricultural, TechnicalandExtensionServices(Agritex). At its inceptionthe key
mandateof theNAC was to approveandbecomea checkingmechanismsfor district
projects.In its growththeNAC establishedProvincialWaterandSanitation
Sub— Committeesin eachprovince.

“In 1990 GovernmentpublishedtheGuidelinesfor ProvincialPlanningfollowingtheestablishmentof
theNationalPlanningAgency(NPA) in 1988.Within thePlanningAgency, a RegionalPlanning
Division wassetup (world Bank, 1992b).
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3.2.2 Provincial, District Water and Sanitation Sub - Committees

In eachprovinceaProvincial Waterand SanitationSub— Committee(PWSSC)was
created. The PWSSCwasmade
up of he representatives,at
Provincial level of the ministries
and departments who were
membersof the NAC at national
level. The PWSSCwas chaired
by the Provincial Administrator.
The terms of Referenceof the
PWSSCwere:

Objective: To co-ordinate
planning an assist in the
managementof rural Water and
Sanitation Activities in the
Province.

Membership:

• Ministry of Local
Government Rural and Urban
Development
• Department of Physical

Planing
• Ministry ofHealthandChild Welfare
• Ministry ofenergy,WaterResourcesandDevelopment
• Ministry of NationalAffairs, EmploymentCreationandCo-operatives
• Agritex

• District DevelopmentFund

The Sub — Committeehad thepowerto co-optmembersfrom districts with active
projects,representativesfrom NGOs involved in Rural Water Supplyand Sanitation
implementationin theProvinceandothermembersasrequired.

Reporting to: the Sub — committee reportedto the Provincial development

Committee

Duties:

• Co-ordinate the activities of all agenciesinvolved in Rural Water Supply and
Sanitationimplementationin theprovince,includingNGOs,

• EnsurethatProvincialRural WaterSupplyandSanitationprojectsareplannedand
implementedin accordancewithnationalpolicies,

• Co-ordinate the preparationof provincial plans for Rural Water Supply and
SanitationDevelopment,

• Reviewdistrictprojectproposals,implementationplansandprogressreports,and
monitorRuralWater SupplyandSanitationactivitiesin thedistricts

Box 5b: Functions of theNCU

Thefunctionsofthe NCU include:

(a) to preparesectorplansandbudgetsbasedon
district, provincialandnationalplansand
updatedMasterPlaninformation, for
presentationtotheNational ActionCommittee

(b) To actasthesecretariatto theNationalAction
Committee

(c) To assistin providingoverallco-ordinationin
programming,planning,designand
constructionwith all Governmentdepartments
andotherorganisationsinvolved in thesector
andto maintain a rationaldivision of
responsibilities

(d) to assistin securingfunding for sectorby
preparationof applicantsfordonor assistance

Source:NMWP Volume 1 page44 1985
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• Regularly reports to appropriatenational authorities on provincial progressin
RuralWaterSupplyandSanitationDevelopment, and

• Co-ordinatethe Maintenanceof updatedinventionsof Rural Water Supply and
Sanitationfacilities in theprovince

During theperiodbeforetheMount Darwin, IntegratedWaterand Sanitation,District
WaterandSanitationSub— Committeeswerebeingestablishedonly in districtswhere
projects were to start. As indicatedearlier, District Water and SanitationSub —

Committeeswereestablishedin Makoni, ChipingeandChimanimaniat thebeginning
of the Integrated Water and SanitationProjectsin those areas,managedby the
Ministry of Energy,WaterResourcesandDevelopment(MEWRD).

The District Water and SanitationSub — Committeeshad the following terms of
reference:

Objective: to co-ordinate planningandassistin the managementof Rural Water
supplyandSanitationactivitiesin thedistrict.

Membership: Thecommitteecomprisedof:

• Ministry of Local GovernmentRuralandUrbanDevelopment
• Ministry of HealthandChild Welfare
• Ministry ofEnergy,WaterResourcesandDevelopment
• Ministry ofNationalAffairs, EmploymentCreationandCo-operation
• Agritex
• DistrictDevelopmentFund

TheSub— Committeehadthepowerto co-optrepresentativesfrom NGOsinvolved in
Water Supply and Sanitationprojects implementation in the district and other
membersasrequired.

TheSub— Committeereportedto theDistrict DevelopmentCommittee

Duties:

• Co-ordinateand monitor the activities of all agenciesinvolved in Rural Water
Supplyand SanitationProjectImplementationin thedistrict includingNGOs.

• Ensurethe planning and implementationof district Rural Water Supply and
Sanitationprojectsarein accordancewith provincialandnationalpolicies,

• Co-ordinate the preparation of district plans for Rural Water Supply and
SanitationProjectsarein accordancewith provincialandnationalpolicies,

• Co-ordinate the preparationof district plans for Rural Water Supply and
SanitationDevelopment

• Regularly reportsto appropriateprovincialauthoritieson districtprogressin water
andsanitationprojects

• Co-ordinatethe maintenanceof updatedinventoriesof all water and sanitation
facilities in thedistrict.
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3.2.3 Operational Arrangements

From the Masterplanto “the what is regardedas” the first IntegratedWater Supply
and Sanitationprojectin Mount Darwin District, themanagementof theIRWSSPwas
in a phaseof transitionandwaslargely characterisedby a mixtureof uncoordinated
ministerial / NGO programmesand the inter-ministerial programme. After the
MashonalandCrashProgrammeof 1 984~,the drilling activities endedup in Makoni
district, wherean IntegratedWater and SanitationProject6wasstartedin 1985. The
Ministry ofHealthwhichat that time, chairedtheWaterandSanitationCommitteeat
province,wasin theprocessoftrying to combatan outbreakof cholerain theEastern
Districts of Chimanimaniand Chipinge. It was thereforeagreedthat the IRWSSP
shouldextendto coverthesedistricts.“The ZIB 006 — Crashprogrammehadonly one
technology option —drilled boreholes with hand pumps. During the ZIB 006 —

Manicaland Programmethere was a choice of technologies” for primary water
supplies,notably “hand dug wells (LWF), drilled boreholes(MEWRD), hand dug
shallow wells (M0H). In addition the standardtype VIP Blair latrines were
constructedunderthe sanitationprogramme”(NORADEvaluation Report 7.89, hifab and
Zimconsult, July 1989).

In October1984, ChristianCarebeganits Water Supply Projectin BuheraDistrict,
but dueto lackofexperiencein largewell-sinking projectsit soughttheassistanceof
theLutheranWorld Federation(LWF), which at that time wasestablishingan office
in Manicaland. The LWF had been active in Masvingo , the Midlands and
Matebelelandprovinces,andtheirexperiencein deepwell sinking wasneededin the
Makoni project. TheLWF wasthencontractedby theMEWRD to carryout thedeep
well constructionin Makoni district. The contractwas to be managedby DDF in
1988. Although theprojectsweredesigned,not asinter-ministerialprojectsinitially,
they saw the activeparticipationof a numberof players from NGOs, government
departmentsand private consultants. The Makoni, Chimanimani and Chipinge
projectsproducedinstructionmaterialssuchasTraining guidesfor caretakers,Water
point committees and Latrine builders. These augmentedon-going material
developmentby Blair ResearchInstitute,DDF andUNICEF, amongothers.

Beforethe launchof theInter- ministerialintegratedrural watersupplyandsanitation
projects,primarywater supplyandsanitationissuesfell under the Healthand Social
Welfare Sub-committeeofthe District DevelopmentCommittee,in accordancewith
thePrimeMinistersDirective of 1984.

a boreholedrilling programmefundedby NORAD, and implementedby the thenMEWRD, through
Interconsult. NORAD project ZIB 006 which was within the overall drought relief objective to
construct400 boreholeswith handpumps,andencouragecommunityparticipation.
6NORAD ZIB 006: ManicalandIntegratedProgramme,within thegeneralobjectivesrecommendedby
the NMWP to (i) gain experiencewith inter-ministerial co-ordination, and (ii) achieve defined
operationaltargetsfor watersupply, sanitationandcommunitytraining.

20



3.3 From Mount Darwin to Kado~na(1987— 1992)

Mount Darwin was the first inter-ministerial, integratedrural water supply and
sanitationproject,whereasKadoma,togetherwith MberengwaandNyanga,wherethe
first groupof districts to pilot the implementationof projectsthroughRural District
Councils(RDCs). TheProjectDevelopmentSupportProgramme(PDSP)in Gokwe
(see Box 6), had providedvital lessonsfor inclusion in what was referredto as the
decentralisationprocess.

Box 6: GOKWE: PILOT DISTRICT SUPPORTPROJECT

A Pilot District SupportProject (PDSP)is being carriedout in Gokwe ChizeyaDistrict, Midlands
Province fundedby the UK/ODA. Its overall objectives is to support the Government’sefforts to
improve planning and implementationof developmentactivities at provincial, districtand local levels
in line with the Prime Minister’s 1984 Directive and the subsequentProvincial Councils and
AdministrationAct. The project is supportedby technical assistanceat the Provincial andDistrict
Levelsandaimsto strengthenlocal institutionsin severalkey areas.

Througha processof continuousrefinement,the district has adopteda participatoryplanningprocess
which begins with village (VIDCO) plans indicating prioritized needs. In preparing these plans
technical support is providedby line ministry extensionworkers at village level. VIDCO plansare
consolidatedand prioritizedby WADCOs beforebeingsubmittedto thedistrict for incorporationinto a
mediumterm (5 year)plan and a threeyear rolling plan. The district developmentteam prepares
annualplans basedon thebudget allocationand,on selectionof projects,preparesproject documents
and implementationplanswhich are appraisedby provincial staff. The recipientcommunitysignsan
agreement,which may includecommitmentto maintenanceof facilities andsupplyof variousmaterials
and labournecessaryfor projectcompletion.A reviewof priorities at VIDCO, WADCO andDistrict
level clearlyplacedwaterprojects.

The PDSPblock granta key elementof the project. The grant, which is usedat the discretionof the
district council, is allocatedintersectorallybasedon priorities identified throughthe planningprocess.
Additional local revenueis generatedfrom a developmentlevy, collectedwith the assistanceof the
traditional leaders(village headman). Seventypercentof thesefunds are ploughed back into the
collection of origin for use on projects identified in ward plans. The close links betweenrevenue
collection and expenditureon communitypriority needshas increasedrevenuecollection successfrom
10% to 70% of target. Communities are being encouragedto allocate some of these funds for
maintenance. Fundingraisedfrom the saleof gamelicenses(CAMPFIRE) is also channelledbackto
supportingcommunities. Self help initiatives are being encouragedto raise additional revenues
requiredfor improvedservices(suchaspipedschemes).

The processof PDSPimplementationis oneof continuallybuilding on experiencethroughrefinement
of methodsand procedures.Severalinstrumentshavebeendevelopedfor financial control and project
monitoringand evaluation. Project inspectionandcompletionforms are now usedto monitorprogress
and certify quality of completed works and/or to hand over completed works to communities
responsiblefor operationand maintenance. The PDSPhasnot beenwithoutproblems,some serious
such aselite dominationin thecouncil. Thereare many lessons,bothpositive an negative,from this
experiencewhich could aid in the successfulimplementationof the RDC Act and in ensuringthe
responsivenessof rural servicesto communitydemand.

Source: Rural Community Infrastructure: Building on the Rural Water Supply and Sanitation
Programme,World Bank,April,1992

3.3.1 Growth of programme
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Thegrowth of theprogrammecanbe viewed in termsofthe geographicalcoverage
with projects, during the period, the new organisationalarrangements,funding
arrangements,technology growth, operation and maintenancesystemsand other
systems.

3.3.1.1Geographicalcoverage

While the majority of the projects on primary water supply and sanitationwere
integratedandinter-ministerial,someprojectssuchasthewater supplyrehabilitation
and sanitationprojects for Chikomba, Shurugwi, Mvuma and Hwange were not.
Theseprojects,fundedby Danida,containedmost of the elementsof an integrated,
project,(just like Mount Darwin)but weremanagedby DDF andMinistry of Health.
Thesewere latter brought into an integrated,inter-ministerialprogramme. By 1989
(two yearsaftertheprogrammelaunchin Mount Darwin)therewere 15 districts in 7
provinces (Midlands province still had to implement) implementingthe IRWSSP
alongthelinesof Mount Darwindistrict and9 districtswere awaitingfunding. It can
be notedthat the DanidaFundedprojectswere not yet regardedas integratedrural
watersupplyandsanitationprojects.

Figure 2 below show the geographicalgrowth of the IRWSSP between1987 and
1989.

Fig 2: Growth of IRWSSP (1987— Sept.1989)

INTEGRATED RURAL WATER SUPPLY AND SANITATIpN PROJECTS
GURUVE

• INTEGRATED PROJECTS IN PROGRESS

INTEGRATED PROJECTS PLANNED.
ONLY AWAITING FINANCE TO START

NYAWINYAMI

Ro~4sed 4th September1989
Naibnal Co-ordu,alior, Unit.
Minblry c4 Local GovernmentRural and U~banDevsk~pm.rd

22



By August1991 therewere 21 districts implementingwaterand sanitationprojectsin
an integratedand inter-ministerialway with 17 approvedprojectsawaiting funding
andonly onein theproposaldevelopmentstage(seeFigure 3).

TheMasterPlanoffice, in theMinistry ofEnergyWaterResourcesandDevelopment
continuedto capturedataon physical outputsfrom the districts, especiallythat of
boreholes.The office, with the support of Interconsult and funded by NORAD
initiated a ComputerAided Water Supply and SanitationIntegratedData System
(CAWIDS). A complimentarybut paralleldatabankon deepand shallowwells was
startedin Ministry ofHealthandChild Welfare.TheDistrict DevelopmentFundwas
to submit its dataon boreholesto theMasterPlanoffice in MEWRD andits well data
to MoHCW. However,the databank did not producemuch by way of resultsbut
managedto computeriseagenciesand departments.Later, DDF wasto embarkon a
similar exercisewith supportfrom Unicef.

3.3.1.2Organisationalarrangements

Duringthe period from Mount Darwin to Kadoma(1987— 1992), projectswere run
throughgovernmentministries. Eachgovernmentministry or departmentcontributed
to theplanning!proposaldevelopmentby indicatingwhatwasfeasiblewithin its area
of expertise.This wasdonethroughthe District Waterand SanitationSub-committee
(DWSSC),whichcompiledadistrictproposalfor submissionto theNAC throughthe
ProvincialWaterand SanitationSub-committee.

The different roles of the ministries and departmentsfollowed very closely to the
recommendationsofthe NMWP. In thepaperon decentralisation,ofthe RuralWater

Fig. 3: Coverageof IRWSSPby August1991
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SupplyandSanitationprojectsthefollowing aregivenastherolesandresponsibilities
ofthesectoragencies.

AGRITEX Landuseplanning,
Landusescanning

DDF Siting,
Boreholedrilling,
Well sinking,
Head-worksconstruction,
Rehabilitation,
Maintenance

DWR Siting,
Boreholedrilling

MLG&NH Co-ordination,
Conveningandchairingofmeetings,
Productionof agendaandminutes,
Projectmonitoringand,
Compilationofreports

MNAECC Communitymobilisation

MOF Donorco-ordination,resourcemobilisation

MOH&CW Waterqualitymonitoring,
Promotionof Blair latrineconstruction,
Promotionof family/shallowwell upgradingandprotection,
Healthandhygieneeducation/promotion

NEPC Consolidationofnationalplans
(Source: Decentralisationof the Rural Water Supply and Sanitation Programme; B. Majaya,
NCU, undated)

The role of the RDCs was latter addedto include openingceremonies7.This was a
very weakfunction,with abudgetthat wascontrolled by theministry responsiblefor
Local Government.TheRDC did not haveadecisionmaking role andwasnaturallya
weaklink betweenthecommunity,projectandeventuallyprojectsustainability.

3.3.1.3Funding Arrangements

Prior to Kadoma,project funds were passedthroughline ministries.The NAC Co-
ordination Handbookfor Rural Water Supply and Sanitationprovided an annual
planningandbudgetingcycle in which four stagesareindicated:

v’ holdingof half-yearandend-of-yearworkshops

~Openingceremoniesweresocial eventsorganisedto signify the completionof the activity (complete

well, boreholeor toilets) andthehand-overof managementto theusercommunities.
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/ preparationofannualimplementationplanandbudget
1’ quarterlycall-upsof projects
/ preparationof quarterly,half-yearly,andannualreports

While thecall up figureswereindicated,andworkedout jointly by all agencies,it was
up to eachagencyto makea formal call-up to the Ministry of Finance.Themoney
wastransferredto theMinistry that requested(see box 7). Oncethemoneygot into the
ministry then the ministry procedureswere followed. In Ministry of Health for
instance,district expenditureswere endorsed at the provincial levels, while that of
DDF wereendorsedby theDistrict Administratoratdistrict level.

Components of the lRWSSP
were also funded directly to
ministries. For example Sida
supported the sanitation
activities of the Ministry of
Health and Child Welfare
directly. In the case of
Manicaland province the
sanitation, health and hygiene
components in Chipinge and
Chimanimani districts were
fundedby Sida and the rest of
the IRWSSP componentswere
funded by NORAD. Similar
arrangementsbetweenSida and
JICA were latter made for the
projectsin Marondera,Hwedza
and Uzumba Maramba
Pfungwe.

Therewere noticeablereportingproblems,which may haveledto inaccuracieswith
nationalcoveragefor bothwaterand sanitationfacilities. In the earlyyears,thewater
andsanitationprogrammereportedmore on IRWSSP that were“integrated” by the
Mount Darwin projectdefinition. This left out activities suchasthoseby Danida(in
DDF), Sida(in MoHCW), JICA(inMEWRD), eventhoseprovidedthroughthe PSIP
and numerousNGOs. On the other hand project officers, responsiblefor these
projects in the agenciesdid not link well with the NAC and its structures(very few
meetingsof theNAC were attendedby theSidafunded projectofficer in M0HCW).

Other fundingarrangementsincludedthe useof CounterpartValue Funds.This was
morecommonwith theDutchfundedprojectsin Nkayi, PlumtreeandGuruve. In this
casethe governmentof Zimbabwe releasedlocal funds generatedfrom payments
madeto the stateby local industrieswho would have benefitedfrom the foreign
procurementloansadvancedto pay for goodsandservices.

Other mechanismsemployedincluded direct funding from donor. Unicef handled
funds from the Belgian Agency for DevelopmentCo-operationin which Unicef
officersweredirectly involved with theprovisionandpaymentfor serviceson behalf
ofDDF andin somecasesMoHCW. Unicefalso usedthe optionof transferringfunds

Box 7: Call-ups

TreasuryCircularNo. 3 of 1984 isthe documentthat
controlstheuseof donorfunds in Zimbabwe.This
stipulatesthat all donorfundscominginto thecountry
mustbedepositedwith theMinistry of Finance,
EconomicPlanningandDevelopment(MEFPD).Funds
aredepositedaftercountry—to- countryagreementshave
beensigned,following annualnegotiationsbetween
Governmentanddonorsatwhich level of supportare
agreed.
inaccordancewith normal governmentprocedure,funds
for IRWSSprojectsmustbe calledupin quarterlybasis.
MFEPDrequiresthat call-upfiguresbeforwardedto
treasurytwo weeksbeforetheend of the the current
quarter,to ensurethat fundscanbereleasedin timefor
thenextquarter.In orderfor call-up figuresto reach
MFEPDby therequireddeadline,districtsmustprepare
their requestsin plentyof time.

Source: NAC Co-ordination Handbook (1990)
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to theMinistry ofFinanceto be calledup by DDF andotherministries.

Amongthe weaknesseswere:
• late disbursementof funds (it took more that six months for funds to get to

MasvingoRDC, despitetheDutch Embassyhavingmadeanearlytransferto
theMinistry ofFinance),

• theunevendisbursementoffunds.This resultedfrom someagenciesreceiving
moneywhile othersdid not. This canbe expectedasdisbursementswere a
function of the internalministerial efficiencies,somethingwhich wasoutside
thecontrolofthewaterandsanitationprogramme

• the finance departmentsof the ministries were not fully involved/trainedin
watersupply andsanitationissues.

Due to the delaysin disbursementit wasagreedwithin the NAC that disbursements
should be doneevery half-year. While this appearedlike it was a reasonabletime
frameproblemsof late disbursementscontinued.Among someof the reasonsfor the
continued delays were the late submissionof statementsof expenditureto the
Ministry ofFinance,thepoorcall-up co-ordinationbetweenministriesandthegeneral
inefficiency in the government systems. Alternatives were discussedand these
includeda suggestionto put in place a specialaccount.Other optionsusedwere to
involve NGOs. Although the latter was not widespread,the initial support to
Masvingo RDC went throughthe IWSD. This had its own problemsincluding the
lack of clarity of roles, weaknessesand political power gamesat the RDC level,
acceptability(canthe local NGO speakon behalfof the Embassy?)andresistanceto
changewithin theagencies.

3.3.1.4Operation and Maintenance

As indicated by DDF the developmentof Operationand Maintenancesystemsin
Zimbabwecanbeput into 3 phases,notably;
(a) thepre-1986period,characterisedby freefor all maintenance,
(b) the 1986to 1990periodcharacterisedby governmentdirectedmaintenance,
(c) the post 1990 period characterisedby anticipatedor planned(community

management) maintenance developments (Source: DDF Operation and
Maintenance Section,1992).

The after independencepre-1986 period is referredto as the free for all period

Box 8: 3-tier MaintenanceSystem
The three-tiermaintenancesystem adopted by DDF around 1987. The first and secondtiers had been
introduced soon after Zimbabwe’s independenceby NGOs, involved primarily in communal deepwell
constructionactivities in communalareas. The first tier of the threetier systemconsistsof a waterpoint
committee, one of whose membersis a pump caretaker, responsiblefor preventive maintenanceand
cleanlinessof thepumpsurroundings.The secondtier is amechanicallytrainedpumpminderselectedby the
community,and paid by DDF as a casualworkerresponsiblefor the generalmaintenanceand repairof the
pump. Thethird tier is aDDF maintenanceteammadeup of watersupplyoperatives,supportedwith vehicles
and canying out major repairs. DDF recognisedmajor failures of the system in its strategypaperof
September,1994as:
(i) systemis expensivein the faceof dwindling financialallocationsduetoESAP. In 1988/89the

maintenanceallocationperpumpwasZ$90,23comparedtothe 1994/95allocationofZ$47,09at
1990 base.Allocationsdo not reflect the truecostof maintenance,andarebelowfuturereplacement
costs.

(ii) long down timesfor pumpswererecordedin severalstudiescarriedout (DDF, 1989; Cleaver,1990).
Although thesedown times varied from district to district dueto otherfactorssuchaspump age,
spares,efficiency ofreportingsystemandcapacityto repair, thesestudiesrecordeddown times of
betweentwo to eight weeksandin someexceptionalcasesasmuchassix moths.

(iii) thereis very little involvementof the stakeholdersandmarginalizationofusergroupswere reported
duringtheNAC sponsoredevaluationsof Makoni, Mt Darwin, Mutoko,Chivi andKaribadistricts.

(iv) (i) the supply of sparesdependson the efficiency of the centraland district levels(DDF Water
Division, 1994).

Thequestfor amoresustainableoperationandmaintenancesystemcontinuedandledto thepilot testingof a



becausetherewas no central maintenanceplayer for water supply services.NGOs
suchastheLutheranWorld Federationtrained their ownpump mindersin theareas
theyoperated.Usually thesewerehandedover to theDDF maintenance“gang”8,who
were paid from the water supply vote (DDF Vote D3). Due to lack of proper
management,thewatermaintenancevote at district level endedup payingfor casual
workersatdistrict level irrespectiveofthework theydid.

TheNMWP recommendedthe adoptionof thethreetier maintenancesystem(seebox
8) with the first two tiers havingbeenintroducedby NGOsespeciallythe LWF. The
O&M sectionof DDF split up theD3 vote sothat thesalariesof pumpminderscould
be accommodated.This enabledthepumpmindersto havea guaranteethatthey could
work throughouttheyearwithouttheusualthreatofdismissal.However, theposition
of DDF remainedthatthepump minderswere casualworkersuntil suchtime that a
detailed evaluation of their effectivenesswould have recommendedotherwise.

Independentevaluationscarriedout in 1989 indicatethe lackof clarity on therole of
thepumpminder(seeboxes9 and 10).

These and other reviews gave the DDF operation and maintenancesection the
conviction that the process of introducing pump minders should be carefully
monitoredso that DDF doesnot takeon a huge salarybill but getsvery little (work
output) in return. The question “will pumpmindershave enoughworkper day to
justify their beingemployedaspermanentworkers” hadto be addressed.Arguments
were latter presented(refer to P. Robinson’spaperat the Annual Sectorreview in
1992-seesection3.3.2.4)that in thecontextofthegovernmentexpenditure(at this time
thegovernmentof Zimbabwewasinvolved in thewar in Mozambique)therural water
supplymaintenanceallocation(including paymentfor pump minderssalaries)which
stood at Z$l 366 000 in 1986/87, Z$ 1 287 000 in 1987/88 and Z$ 1 485 000 in
1988/89 (DDF records) was insignificant. Theseissuesled DDF to make its own
initiatives in trials for maintenancesystemsfor water supplies.With the support of
UNICEF, DDF went on a parallelpathto therest of theNAC in trying out different
maintenancesystems.

althoughthis is thetermthat wasusedto describethem in thedistricts,technicallyspeakingit was a

groupof trainedcasualworkerswho werepumpfitters

Box 9: Maintenanceof PWS
TheDDF districtbasedorganisationhasso far beenlackingcapacityto undertakepreventive
maintenance.The role o thesecondtier (pump minders)is notyetclearandmustbe relatedto
the typesof installationsexistingin anygivenarea.Thesameappliesto thefirst tier.Moreover,
the relationshipbetweenthecommunityandDDF basedmaintenanceneedsto beclarified.
Theroleof thepumpmindersas conceivedin the3 —tier maintenancesystemis questionable.
Theycando only a limited part of themaintenanceon deepboreholes,dueto theneedforheavy
equipmentwhich theyareunableto carryon their bicycles.Much ofthe work thattheydo,
couldalsobecarriedout by thecommunitybasedcaretakers,particularlyif thelatterweregiven
more extensivetraining. I

Source: NORAD Evaluation Report 7.89; hifab and Zimconsult,July, 1989
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Maintenance of sanitation facilities has always been regarded as a family
responsibility. There has never been any significant change in the approach.
— Evaluationscarriedout found out that the

toilets were well maintained (TCWS,
1991; Sida 1992). However the Ministry
of Health was responsible for the
installation of Blair pumps or bucket
pumps on shallow wells. Thesewere not
maintainedby the DDF’s 3-tier system,
although water committees were
establishedat some of thesewaterpoints.
Pump minderswere not trained to repair
bucket pumps, instead training in the
repairof thesepumpswas targetedat the
EnvironmentalHealthTechnicians(EHT).

3.3.1.5 Technologies

Zimbabwe is recognised for its
contributionto appropriatelow costwater
and sanitation technologies.In 1933 the
Murgatroyd pump was designed. This
pump was developedand modified over
the yearsto producea very robust model
of the bushpump. By 1988 therewere at

least six versionsof the bushpump (Mutizwa-Mangiza,1991). This includedthe LWF
modified bush pump for wells. LWF had earlier introducedthe Nsimbi pump, an
adaptationfrom theonetheyhadusedin Malawi. The DDF andDWD hadtheirown
modified versionsof the bushpump..Howeverthe basicprinciples of thesepumps
were the same.The major differenceswere on the “above groundcomponents”
especiallythe way the pump wassecuredto the casing.Spareswere commonand
easily interchangeable.Excludedfrom this groupwas the chain and wheel Turner
pump, manufacturedat DDF-Manyamepremises.This pumpdid not havea wooden
block bearing,amajorfeatureofall breedsofthebushpump.

It was noted that most pump repair or maintenancejobs (about 65%) on the
conventionalBushpump areundertakenon “the downthehole” componentswhereit
is essentialto removethe pipesto inspectthe partsunderground(Morgan, undated;
DDF, 1989).

Recognisingthis challengethe bushpumpwas furthermodified to includethe“hook
andeye”joints. Dr. P. Morgan,who wasbehindmostofthe refinementsto thebush
pump during this period indicatedthat “over the last few yearsmodelsof the bush
pump which employ “open top” cylindershave beendevelopedand tested.In this
systemthe pistonand its sealscanbeextractedthroughthe cylinder andup through
the steelrising main to the surface”.This wasan attemptto makethe bushpump
easyto maintain. Installations of this pump were madein Bikita and Goromonzi
districts. Mvuramanzi Trust was latter to becomean active NGO training school
childrenin therepairandmaintenanceofextractablepistonbushpumps.

fox 10: Evaluation of the pump minder
System
The presentstateofhandpumpmaintenance
is of a dual natureiepumpminder/caretaker
andDMT (districtmaintenanceteam).There
is oftenconfusionof responsibilitiesbetween
DMT andPM.TheDMT handlesabout15 to
20 breakdownssubjectto transport
availability while apumpminderis typically
doingthreebreakdownsa monthwhich
increasestoabout20breakdownspermonth
whenthereis pressure.Sothepumpminder is
havinga similarproductionastheDMT,
giventhe necessarysupport.In districtswith
few pumpbreakdownsthis increaseof
breakdownrepaircapacityhasledto
competitionbetweenDMT andthepump
mindersonwho shoulddo thework. Too
manypeoplethenlook aftertoo little work,
evento theextentthat preventive
maintenanceistakenoverby pumpminders
from thecaretakers.

Source:EvaluationStudyof the Pump
minder system.:DDF Aunust 1989
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Otherattemptsto makethebushpump easyto maintainincludedthe developmentof
the SIWILL in Masvingo, throughthe efforts of two officers, Mr. Sibanda(a DDF
Provincial Field Officer) and Mr. Williem (an advisorto the ProvisionalWater and
SanitationCo-ordinator).The SIWILL is a small device that is usedto lift pipes,
without theuseof shearlegs. This wassupposedto solvetheproblemof transporting
shearlegsfor pumpminders,which wasobservedto bea majorconstraint(seebox 9).
However,this did not havethe expectedbackingof theNAC, or at leastno attempt
wasmadeat thenationallevel to properlytestandpromoteit. DDF nowfeelsthat one
of the reasonswhy therewent on “a parallel developmentline, with hardly any
information getting to the NAC” (see section3.3.2.5 below) wasthat they realisedthat
theywerehardlysupportedby theNAC whentheybroughtout newideasor triednew
experiments.“We felt peoplewere interestedin jumping onto our successesrather
thanparticipatewith us in thedevelopmentprocess”(DDF personal communication).

The technicalsub-committeeof theNAC continuedto support themodification of
technologiesespeciallythebush pump. It was this committeethat spearheadedthe
standardisationofthepumpandthe adoptionof theModel B bushpump, which is the
recommendedpump for the rural water supply and sanitation programme in
Zimbabwe.In this standardisationprocessthesub-committeeworkedcloselywith the
privatesectorespeciallywith V & W Engineering.Although thereis little evidenceto
supportthis, it hasbeenrecognisedthat the sub-committeepaida significantamount
of attentionto the standardisationofthe bushpump at theexpenseof otherlow cost
pumpsthatwere alreadyin the system.ExamplesofsuchpumpsaretheBlair andthe
bucketpumps.

Both the Blair and the bucket pumps were developedby the Blair Institute as
appropriatepumping technologiesfor shallow wells. The Blair pump is a simple
direct suctionpump with a pvc rising main. This pump had by the mid-i 980s been
marketedin the region, especiallyto somepartsof Zambia. The Bucketpump is
anothersimplepump basedon the bucketandwindlassprinciple. The NAC madea
recommendationthatthebucketpumpbe thestandardpumpfor all shallowwells and
the bush pump be installed on all boreholes(Nzuzu News, March/April 1988). As
highlightedearlierthe maintenanceofthebucketpumpwasnot integratedinto DDF,
neitherwasthereasystemfor communitymaintenance.As was later observedduring
the first Mount Darwin evaluationin 1991: “whilst the replacementor repairof the
valves could probablybe easily carriedout at communitylevel, it appearsthat the
training for thishadnot beencarriedout. Moreover,theneedfor theproperrepairof
the valve may not be evident to the community as long as water can be drawn.
Invariably, the waterdrawerswould simply hold the bottom of the bucketand pour
out the water, this contaminatingthe bucketand consequentlythe source” (TcwS,
1991). In addition to the pumping systems,the Ministry of Health supportedthe
protectionofspringsespeciallyin theEasternHighlands.Theseaugmentedthewater
supplysituationin communalareas.

TheBlair ResearchLaboratorywasthe origin oftheBlair VentilatedPit Latrine. The
latrinewasdesignedbeforeindependenceandexperimentedwith on farms andother
outlying areaswhich could be easily accessedduring the war. Different shapesof
toilets were tried using different materials, but retaining the basic shape of a
superstructure,a lined pit and a vent pipe with screen.At independencethe health
inspectorsof theMinistry of Healthresolvedthat “there is needto build a toilet that
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could last a generation”(Morgan, 1999). The brick VIP was therefore designed.
Towardstheendof the 1 980scement,which is an importantsubsidyon theVIP toilet
was in short supply. The latrine constructionprogrammewas facing a significant
decline(seeFigure 4).

This decline was recordeddespitethe increase in the number of IRWSSP that
occurredbetween1987and 1991 (refer to Figures 2 and 3). It is not clearwhetheror not
theapproach(IRWWSP)hadaninfluenceon theperformanceoftheMoHCW.
With the shift towardshygieneeducationand behaviourchange,improvementswere
madeto the brick VIP. The mukombeor gourdwas introducedas a hand washing
facility. This techniquewasto be changedlater asthehandwashingfacility wasmade
apartofthetoilet.

3.3.1.6Support Materials

Therural watersupplyandsanitationsectorregardedtrainingandpromotionaskeyto
the empowermentof all stakeholders.In this regardtraining manuals,guidelines,
evaluationreportswereseenasa surewayof disseminatinginformation (seeTable 3,
which includes materials developed after 1992). This list is not exhaustiveand doesnot
include evaluation reports of districts. It contains only those reports that were
deliberately produced to provide guidance to the water and sanitation sector
personnel.

Among the support materials was the District Co-ordination Handbook, which
provideda planningframeworkfor districts (it included theconceptof ShallowWell
Unit (SWU)9 which was the first time sucha concept was beingusedto calculate
water point requirementsin a district. The Handbookalso containedformats for
preparingandpresentingprojectproposals,funding arrangements,call-upsand roles

~ShallowWell Unit is a conceptbasedonthecarryingcapacityofthe differentwatersupplytypes.A
shallowwell cansupport50 people(1 SWU), adeepwell 150 people(3 SWU)anda borehole250
people(5SWU).Usingappropriateplanningratiosa plannercanallocatetheprojectedSWU
requirement(calculatedfrom projectedpopulation)tothe differenttypesof watersupplysystems
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andresponsibilitiesof sectoragencies.It becamethesingle mostimportantdocument
for themanagementof theIRWSSP.However,while this wasmeantto be a guide the
majorcriticism thatwasput forwardwasthatthe documentwastakenby districtsasa
rule. This resultedin districtproposalsthat werevery similardespitethe largespatial
differencesin geology,water table conditions, resettlementpatternsthroughoutthe
Country.

Another importantvehiclefor informationexchange(not includedin table 3) wasthe
NzuzuNews. TheNzuzuNewswasa Waterand Newsletterproducedandmanaged
by theResearchandDevelopmentSub-committeeof theNAC underthechairmanship
of the Ministry of Health.However, afterkey staff (including expatriates)left the
ministry the capacityof the Departmentof EnvironmentalHealth to producethe
newsletterwasseverelycurtailed.After thefailure to producetheissuesit wasagreed
that the TCWS (now IWSD) takeup the project andproducethe newsletterinstead.
The IWSD nowproducesanewslettercalledIWSD NEWS.

Table 3: SomeManuals and Guidesproducedby the Water and Sanitation Sectorbefore 1998.

No. Item ProducedBy Date

I. HandPumpsin Zimbabwe Blair Researchlaboratory 1986
2. The BucketPumpManual Blair ResearchLaboratory 1988
3. The DoubleCompartmentBlair Latrine

Builder’s Instructionmanual
Ministry ofHealth 1988

4. NationalMonitoringSystemfor wells
and springs

DDF, Ministry of Health 1988

5. DDF Guideto theSelectionand training
trainers

J.Sanderson— DDF, UNDP 1989

6. Blair LatrineBuildersManual Blair researchLaboratory 1989

7. District Co-ordinationHandbook NAC 1989

8. Upgradedwell Manualfor FieldWorkers P. Morgan— Blair Research
Laboratory

1989

9. Blair LatrinesimplementationManual Republicof ZimbabweCo-
ordinationAgriculturaland
RuralDevelopment

10.

11

How theLatrineworks P. Morgan— Blair Research
Laboratory

1986

Well sinkingManual UNICEF 1988
12 CommunityParticipationHandbook B. Mardsen 1989
13. BucketPumpManual P. Morgan 1990

14. RaisingWaterwith differentpumps Blair researchLaboratory

15.

16.

TheBlair LatrineBuilder’s Manual for
the3 bagModel

P. Morgan— Blair Research
Laboratory

1992

Learnto MaintainyourBucketPump Blair ResearchLaboratory
17. DesignandTrainingManualfor Piped

RuralWaterSuppliesin Zimbabwe
Departmentof Water
Development

1993

18.

19.

TheBlair Latrine: Adding ahand
washing facility

MvuramanziTrust 1994

A VentilatedImprovedPit Latrine NRSP,MOH
BuildersManual I
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20. Upgradedwell Manual for field workers MvuramanziTrust 1995

21. TheBlair Latrine:a Builder’s Manualfor
the 4 bagModel andHandwashingtank.

P. Morgan — MvuramanziTrust 1995

21.

22.

~

Managementof RuralWaterSupplyand
SanitationSystems

P. Taylor, G. Woek,N. R.
Mudege

1995

DesignandTrainingManual for Piped
Rural WaterSuppliesin Zimbabwe

Departmentof Water
Development.Ministry of
Lands,AgricultureandWater
Development

1995

23. Guidelinesfor CommunityManagement
of RuralWaterSupplyandSanitation
Systems:A Contributionto Africa 2000

P. Taylor,N. R. Mudege 1996

24. OperationalGuidelinesforTheControl
of WaterResourcesPollutionin
Zimbabwe

IWSD, DWD 1998

25. ZINWA: OperationalGuidelinesfor The
Control ofWaterResourcesPollutionin
Zimbabwe

IWSD 1998

26. CommunityAction Project:Operational
Manual

Ministry of PublicService
LabourandSocial Welfare

1998
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3.3.2 Concerns for Sustainability

Issuesof sustainability becameof major concernafter the world wide experiences
revealedthat IDWSSD efforts were not yielding the desiredresultsdue, largely to
problemsof Operationand Maintenance,poor or no cost recovery measuresand
inadequateconsultationswith user communities. Internationally, during the late
l980s, Village Level Operationand Maintenancesystems(VLOM) were being
promotedor seriouslydiscussed.
The debatealso startedin Zimbabwe, but reflectedthe divergenceof opinion and
approach(see Box 11) and in somecasesfear to proposeissuesthat werecontraryto
government’sposition on supply of water to communal lands. The MEWRD’s

position asreflectedin Tumbare’scommentsin box 11 wasa commonpositionof
governmentduring the socialist phase. The MEWRD set a flat rate system for
consumersin rural areas,enablingit to crosssubsidisefrom thosewaterworks that
were self-sustaining(operatedunder a working account) and those that were not
financially selfsustaining(operatedunderanAppropriationAccount).After theRDC
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Box 11: Other viewson Sustainability
“Theissueof sustainabilityof watersupplieshasbeendiscussedin detailin variouscircles.Problemshavebeenidentified
and“sensitive” solutionsbasedonotherpeople’sexperiencesin differentcountriesieKenya,Tanzania,India andPeruhave
beensuggestedandimplementedbut to no avail. Doesthis meanthatthesewatersuppliesincluding handpumpsarc
thereforeunsustainableor is thetechnologychosentoo advancedor inappropriatefor thegrassroots?Maybewe should
returnto thetraditionalropeandbucketsystem. Very little orno effortat all hasbeenmadeto go backto theusersofthese
watersuppliesfor solutionsto theproblems.All thesolutionshavebeenderivedfrom theunpracticablewishesofhigh
rankingofficials atdistrict, provincialandmostlyNational level andyetthesearethepersonswho hardlyuseanypumpsor
boreholes.
Source: PaperpresentedbyLutheran World Federation(LWF) at a workshopon CostRecoveryfor Rural WaterSupply
andSanitation,3—4May, 1989(IWSD library reference150.37)

“The NationalActionCommitteefor WaterandSanitationSectorhaslookedatthecontinuousincreasein thedevelopment
of thenewfacilities andrelatedit to thegovernment’scapacityto sustainthehugemaintenacerequirementsandto ensure
continuousrealincreasesin themaintenancefundingnamely:

(a) costsharingorcostrecovery
(b) active Local Authority involvementin theOperationandMaintenanceof watersystems

TheDDF hashowever,felt veryuncomfortablewhentheissueof sustainabilityis limited to thesetwo elements,asit views
theseasanendin themselvesandmorelegal thantechnicalissues
Source: Sustainabilityof theOperation and Maintenancefor Rural Water Supply Systems,DDF 0 & M Section,
September1999, page 11

Toemphasizethepoint onceagain,in everyZimbabweansocietyeducationwasseenasan investment.Everyparent
who sentachild to schoolhopedthatonedaythechild wouldbecomeateacheror a doctorbeable to look afterhim/herin
his/herold age. Thepumpmustthereforebeseennot only asproducingwaterbutmoney.

It is my opinion,Mr. Chairmanthatit isnot necessaryfor eachwaterpoint to havea standbybankaccountfor
maintenancebut ratherthatmoneyis collectedfor sparesif andwhenrequired.Major breakdownsareoften few andfar in
between.In this connectionthereforeit is my honestopinionthat thepumpmindersbeadoptednotby CentralGovernment
butby Councilsandbepaidfrompart ofthe levycollectedby Councilsoralternatively,Mr. Chairman,pumpminders
shouldnotbepartof anybody’spayrollin thefinal stage,but thatquite a largenumberof them shouldbe trainedin each
districtandtheywill respondto breakdownsin their areasandbepaidby communitiesfor everyrepair..” Presentationby
N. Mudege (O&M Engineer,DDF) at theWorkshop on CostRecovery: Source:Proceedingsof theWorkshopon
Cost recovery,Harare 4-5 May, 1989(IWSD library ref. 150.19)

The Ministry wasnot concerned with costrecoveryas such but rather with the issueof sustainability. This relates to the
issueof sustainingthe sanitationprogramme for Zimbabwe which aims at providing 1.4million blair latrines for 8 million
peopleby the year 2005. Thus, sincefor sanitation, the maintenanceofthe latrines is the full responsibility of the
householder,the issueasmentioned above is to keep theprogrammerunning Presentationby P. Cross(Ministry of
Health) at theWorkshop on CostRecovery: Source: Proceedingsof theWorkshop on Costrecovery,Harare 4-5
May, 1989 (D,VSD library ref. 150.19)

thepresent policy followedbyMEWRD for rural water supplies is that water is free of charge. Only in someinstances
hasMEWRD collectedrevenuefrom the 120 rural watersuppliesthe ministry presentlyis operating.MEWRD has collected
revenuein somecasesfrom businesspremises.In 84/85MEWRD spentZ$ 458 000.0and collectedZ$ 11 000.00 in
revenue,in 85/86 MEWRD spentZ$500 000.00andcollected Z$35 000.00 in revenue.Presentationby M. Tumbare
DeputyDirector,MEWRD) at the Workshop onCost Recovery:Source: ProceedingsoftheWorkshop onCost
recovery,Harare4-5 May,1989 (IWSD library ref. 150.19)



Act of 1988, therewasa genuinemove towardsaddressingissuesof cost recovery.
Examplesof suchmoveswas the establishmentof a SteeringCommitteefor Cost
Recovery within the NAC which spearheadedthe discussionson cost recovery.
Among the results of this initiative were the Cost RecoveryWorkshop (NAC, May
1989),theConceptualFrameworknotefor revenuecollection (N. M. Lenneiye,December

1990), the draft cabinetpaperon cost recovery (NAC, 1990a) and the Sustainability
Workshop(NAC, 1990b).

CONFIDENTIAL 9 DRAFT 5/90
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Major problemsfacedby the NAC sub-committeeon costrecovery10by 1988 were
thedelay in the formal adoptionof the NMWP and the financial resources(Mutizwa-
Mangiza, 1991). The NMWP expectedgovernmentto increaseits investmentin water
supply and sanitationfrom Z$25 million to Z$57 million (at 1985 prices) in the

steeringcommitteeis sometimesreferredto in literatureasa sub-committeeof theNAC



financial year 2004/5with donorcontributionbeing reducedfrom its 1985 value of
60%to 50%(1995), 40%by 2000and 35%by 2005 (NMWP Volume 1, 1985 page 38).
By 1990 it wasclearthatthis couldnot be achievedandtheNAC admittedthat “the
decadehas seen a substantialincreasein dependenceupon donor finance. This
increaseddependencehas limited the government’scontrol over the sector and
enabled the developmentof the RWSS programmeto proportion not sustainable
through government’sown resources.If sector funds were limited to those from
governmentit is unlikely that the sectorcould keepup with the rateof population
increaselet aloneprovidethe unservedpopulation” (NAC, April 1990). Figuremarked
confidentialDraft 5/90 aboveindicatesthe observedproblems.

3.3.2.1 RDC Act of 1988

TheRuralDistrict CouncilsAct providedfor theamalgamationof theRural Councils
andthe District Councils.Underthe Act, powersand authoritiesof councilsinclude
developmentfunctions,enforcementofconditions oftitle, servicecharges,rentsand
deposits(by resolution),powersof entry and inspectionand compulsoryacquisition
ofproperty.
Among some of the more specific functions include promoting development,
formulating long and short term policies, preparationof annual and development
plansandmonitoringofthedevelopmentplans(World Bank, 1992).

At the 1989CostRecoveryWorkshop,MLGRUD outlinedthefollowing:
• that in thedevelopmentof a sustainabilitypolicy the meetingshouldnot cling to

theAct alone,
• that in thecaseof CommunalLandsandResettlementareas,no taxationhasbeen

collectedsinceindependence,only voluntarycontributionswerecollected
• in thenewAct peoplein Council andresettlementareaswill be taxed
• In section88 RDCswill startto collectrevenuefrom ownersof properties.
• in section97 specialleviescanbe imposed.

(Presentation made by Mr. A. Mpamhanga, Under-secretary, Legal section MLGRUD at the
Workshop on CostRecoveryfor Rural Areas4-5 May, 1989)

TheRDC Act of 1988providedan avenuefor effectivedecentralisationandthebuild
up of issuesof sustainability.

3.3.2.2Sustainability Workshop of 1990

The Sustainabilityworkshop for rural water supply and sanitationwasheld on
16th

August, 1990 at the OasisHotel in Harare.This time theworkshop washeld at the
initiative of the Waterand SanitationStudiesFundSteeringCommittee.The Water
and SanitationStudiesFund was chairedby the Ministry of Health. This steering
committeewaslatter renamedthe NAC ResearchandDevelopmentSub-committee
(NAC, 1999). This workshop,after presentationof paperson developmentof hand
pump maintenance (by Muzamhindo), technology development and future
maintenancerequirements(by Morgan), social mobilisation for sustainability (by
Sandaramuand Hwata), cost recovery in RWSSP (by Wangen), community
maintenanceof handpumps (by Cleaver)and issuesin sustainability(by Mudege),
discussedsustainability in broadterms. Box 12 provides some of the conclusions
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Box 12: Conclusionsof the Sustainability Workshop
16th August, 1990

Is the 3-tier maintenancesystemthe mostappropriate for Zimbabwe?
(a) 3 tier maintenancesystemneedsto be appliedmoreflexibly. It is appropriate

in someareas,particularlydry areas,butmaybe topheavyin areaswith less
felt need.

(b) the lower tiers needstrengtheningandcommunicationroutesand
responsibilitiesclarifiedto ensurethat themaintenanceteamis notcarrying out
work that shouldbe doneby lower tiers.

Shouldmaintenancebesolelythe responsibilityof DDF?
(a) DDF shouldcontinueto havesoleresponsibilityformaintenace.Thismight

haveto includeMoH procuringsparesforbucketpumpsandhandingthem
overto DDF

Is cost recoverynecessaryor desirable?
• costrecoveryis necessaryto reducecosts
• afterapolitical decisionhasbeentaken,developmentoftheactualsystemshould

bephased,maybestartingwithpurchaseof spares
• spontaneouslocal initiativesshouldbeusedfor pilotingpotentialcostrecovery

systems
• leviesby RuralDistrict Councilsand local collectionat waterpoint level both

havemajordisadvantages,butneithermeansof collectionshouldberuledout
• aprivatisedpumpmindersystemwould beverydifficult to supervise,particularly

if thereis no competitionbetweenpumpminders.
Is thesubsidisedsanitationsustainable?
V’ Currenttargetsarenotattainable,thereis an imbalancebetweendemandand

output
‘7 if no subsidyweregivenoutputwouldbe drasticallyreduced.Reductionof

subsidyis inevitableandcontinueddevelopmentandtestingof lowercost
structuresis required.

‘7 theuseof Blair latrinesis well establishedin mostareasandis partof the school
curriculum.

Is mobilisation for water supply and sanitation producing the desiredresults?
• this is difficult tomeasure,butchangesin behavioursuchasusing protectedwater

sourcesandlatrinesindicatesthatresultsarebeingachieved.However,this varies
considerablyfromplaceto place.

• thereis oftenconflictbetweentargetssetandthemobilisationofthe people.
Can sustainability be achievedwithout formal transfer of ownershipof thewater
point and pump to community?
‘7 formaltransferofownershipof thewaterpoint is not possibleasthe community

doesnot own the land. Othermethodsof enhancingtheusers’senseof
responsibilitytowardsthewaterpoint shouldbe encouraged,an openingceremony
to signify completionof workby thesectorministriesfor instance.

Source:Sustainabilityin RuralWaterSupplyandSanitation:Workshopheldat theOasisHotel, 16” August,
1990, NAC Subcommitteefor ResearchandDevelopment

arrivedat.

Although theworkshopbroughtbacksomeofthe issuesthathadbeendiscussedatthe
4-5 May, 1989 workshopon costrecovery,therewas still thefearofnot pushingthe
costrecoverymeasuresuntil a political positionhadbe takenon thesubject.Therole
ofthe RDCswas still vagueandthe suggestionthat anopeningceremonybeheldfor
all completedprojectswaslater to becomeabudgetitem for theRDCs.

With time, it wasrealisedthat the cost recoveryissueswere not going to be easily
pushedbeforecabinetandhencethe needto revisit someof the issues.The Decade
ConsultativeMeetingwasto providesuchan avenue.
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3.3.2.3DecadeConsultative Meeting

Themeetingheldfrom November23 to
30th 1990madethefollowing resolutions:

1. The future responsibility and authority for planning, financial control,
implementationand operation and maintenanceof rural water supply and
sanitation, including decisions relating to technology choice, must be
increasingly borne by the local authorities and community members,
ultimately leading to complete managementthrough established local
structures.

2. In orderto accomplish,this particularattentionneedsto be placedon human
resourcedevelopment,especiallyat adistrict level,wardandvillage levels.

3. The financial responsibilityfor direct operationsand maintenanceshould, in
future,be borneby communitiesandlocal authorities.

4. Theexistingduplicationof functionswithin thesector,particularlyin theareas
of boreholedrilling, well sinking, communitymobilisationand operationand
maintenance,needto be resolvedasamatterofurgency.

5. Government’srole in thepromotionof improvedwatersuppliesandsanitation
for the previously neglected commercial farming sector should be
strengthened.

6. The main thrust of central government’srole should focuson overall sector
guidanceand promotion, training, informationdisseminationand supportto
communitiesandlocal authorities.

7. The contributionof theprivate sectorandnon-governmentalorganisationsin
the sector, will in the future assumegreater importance and should be
encouragedandco-ordinated.

8. Existingplanscoveringvariouspartsof thewaterandsanitationsectorshould
be supplementedby developmentofan overall policy frameworkfor theentire
sector.

9. Healthandhygieneeducationwithin the sectormustbe strengthenedthrough
the participationof community membersin the identification of problems,
messagesand target groups and in the developmentof training and
promotionalmaterials.

10. Recognisingthat communitymobilisation and health and hygiene education
areessentialcomponentsoftheprogramme,all agenciesneedto supportthese
activities. Village Community Workers have an essentialrole in hygiene
educationand all efforts should be madeto encouragetheir involvement in
this activity.

11. Recognisingthe central role of womenin water supply and sanitation,their
active and full involvement in all community activities, and at all levels of
programmemanagement,mustbe achieved.

12. Additional emphasisneedto be placed on measurementof less quantifiable
activitiessuchasbehaviourchange.

13. Therangeoftechnologyoptionsrecommendedfor watersupplyandsanitation
mustbe expandedto provideto sustainableandaffordableoptionsfor all areas
of Zimbabwe. Wherefeasible,family facilities shouldbe promoted.

14. The successof the rural programmeis largely due to the developmentof
standardised,indigenoustechnologies,and this policy should continueto be
followed.
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15. The technical and policy issuesdelaying further provision of services in
District andRuralServiceCentresneedto be resolvedasamatterof agencyto
ensure continued development of a sustainable water and sanitation
infrastructurein theseareas.

16. In recognitionof the high urban growth rate, increasedattention should be
paid to provision in theseareas. Standardsfor urban areasneed to be
reviewed.

(Source: Mudege & Taylor, 1994; World Bank, 1992)

Therewasa significant shift towardsthe recognitionof the RDCs asvital playersin
the delivery of water and sanitationservices. In additiontherewasa strong move
towardsregardingwaterand sanitationissuesin their totality, hencerecommendation
16 on urban centresand growth point. This move was latter recognisedduring
managementof the 1992 drought in which NAC was giventhe mandateto address
watersupplyissuesin urbanareas.

3.3.2.4 Vision 2000

The NAC, as part of its planning processconductedannualreview workshopsto
discussprogressandto mapout theway forward for the waterand sanitationsector.
At thesemeetings,NAC members,externalsupport agencies,representativesfrom
provincial and district water and sanitationsub-committees,NGOsand otherwater
and sanitationsectorprofessionalsare invited. The 1992 annualsectorreview was
uniquein thatprior to theworkshop,8 backgroundpaperswerecommissionedon key
thematicissuesby waterandsanitationexperts(seeBox 13). Thesepapersformed the
basisof detaileddiscussionson howthewaterandsanitationwasto be reformedto

meetthechallengesofdecentralisation.Two majorresultswereachieved:
(a) theVision 2000
(b) the review documentcalled Rural Community Infrastructure: Building on
the Rural Water Supply and Sanitation Programme, which containeda strategic
project developmentanalysisfor rural Zimbabwebuilt on the experiencesof
theWaterand SanitationProgramme.This furtheranalysiswas faciltatedby
the InfrastructureandOperationsDivision ofthe World Bank.

Box 13: PapersPresentedat the 1992NyangaSector ReviewMeeting

• HumanResourcesDevelopmentandCapacityBuilding by Paul.Taylor,Ngoni Mudege
and EvansKaseke

• GovernmentandRural Institutionsby DerekGunby
• HealthAspectsby MaryBasset,David SandersandCharlesTodd
• EconomicandFinancialAspectsby PeterRobinsonandAmandaHammar
• WaterResourcesand Suppliesby ZebediahMurungweni
• Technologyby PeterMorgan
• CommunityandWomeninDevelopmentby Mavis Chidzonga
• PlanningandManagementoftheWS&S Sectorby MungaiLenneiye

Papersweresubmittedasdraftsto theNAC in January1992.
Source: Rural Community Infrastructure: Building on the Rural Water

Supply and Sanitation Programme,World Bank, April, 1992,page3
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~j~sion 2000was thus:

INSTITUTIONAL

Organisedcommunities:Aware, activeand selforganisedcommunities,with strong
participationof women,able to influencelocal authorities,playing acentralrole in
planningandsettingpriorities, andmanagingsomelocal services.
EffectiveRuralDistrict Councils:AccountableRDCsresponsiblefor:
- developmentof strategicrural developmentplans, including managementof

land
- ensuringthe deliveryof primaryservices,including waterandsanitation

- supporting community initiatives, including community managementof
RWSS

StreamlinedCentral Government:Streamlinedbut crucial roles, including national
planning and budgeting; financing; policy formulation and regulation; technical
assistanceand training; managementof national resouces(e.g. water) and trunk
services(e.g.bulk watersupplies);researchand informationexchange.
Privatesector: A widespreadsmall and large scaleprivate sector(both formal and
informal), including community business,delivering goods and servicesin rural
areas.

NGOs:

Active NGOssupportingcommunity initiatives within RDC developmentplansand

nationalpolicies.

FINANCING OF RWSS:
RDC capital investimentfinancedby a mix ofCentralGovernmentallocations(from revenues
andcoordinateddonor funds)and local revenues,with themix determinedby type andlevel
of service. Most recurrentcosts for RWSS raisedlocally, with the communitymanaging
funds for basic servicesand RDC’s other services. RDCs allocating special grants for
operationandmaintenanceto disadvantagedcommunitesto ensureequitableand sustainable
basicservices.

MANPOWERDEVELOPMENT
RDCs having trainedand experiencedmanagement,and technicalteams with accessto
competentadvisoryservicesof centralgovernment,anda qualifiedprivatesectorcapabilityat
nationalandcommunitylevels. Communitymembers,and especiallywomen, havingsocial,
organisationalandtechnicalskills.
(NAC, April 1992)

3.3.2.5Community BasedManagement(CBM)

The responsibility for maintainingprimary water suppliesin countrywasplacedon
theDDF. As outlinedearlier, themajorfocusof DDF in the earlyto mid-1980swas
on rural road developmentand maintenance,leaving the maintenanceof water
suppliesto a groupof“pump fitters”, largely madeup of casualemployeesled by a
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lorry driver. Thesewere latter to be promotedto supervisorsand some evento Field
Officers. In 1987, the Operationand Maintenancesectionwas set up in the Water
Division. TheOperationandMaintenancewasbuilt ona very weakhumanresources
base, with the majority of the field officers not having the requisite educational
backgroundto carry out the responsibilitiesassignedto them. However, some of
themwerepractitionerswho hadtheskill to repairhandpumps,hencethecompetition
forworkbetweenthethirdtier(theDMT)andpumpminders(seeboxes9andlo).

Although facedwith a weak staffing situation, the operationand maintenance,with
supportfrom Unicef startedon parallel initiative to try out different maintenance
systems(seebox 14 and the staffing situation in tables 4and 5).

Box 14: DDF’s parallel initiatives

Informationflow betweenDDF andthe NAC weakenedafter 1990. While recordingsuccesses
in thedevelopmentof wells andboreholesat thedistrict (wheretheDDF officer was underthe
direct control of the District Administrator),DDF undertooka programmeof trying out new
O&M systems.
• In early 1990, DDF organiseda training workshopfor all seniorField Officers at Seke

DDF Training Centreto formulate a strategyfor Community BasedMaintenance.The
workshopnotedthe needfor a policy statementendorsingcommunitymanagement.They
workedout the structureof a community basedmaintenancesystem.An opportunitywas
lost in that therewasno further follow-up andno policy commitmentwasmadeandthe
NAC did not make activeinterest in it (it is not clearwhether this was due to lack of
informationon thepartofNAC or not).

• In 1992 DDF with support from UNICEF piloted the Community BasedMaintenance
project in Chivi. Thiswaspurely anin-houseDDF system.A goodmove but thenit lacked
the involvement of other actors with specialist skills in community organisation,
developmentof principles(for scalingup) andhealthandhygieneeducation.NAC was not
involved, althoughthis is what the DecadeMeeting resolutionsandthe Vision 2000 were
calling for.

• In September1992,while continuingwith the expansionoftheCBM, DDF 0 & M section
producedone of its most notablestanceon Sustainability of Water Supplies(Sustainability
of the O&M systemfor RWS) in which they advocatefor communitymanagement.It is
no evidenceto showthat this recommendationwaspickedup in thenewprojectsthat were
adoptedby theNAC (neitherdid DDF pushfor this in theIRWSSPprojects).

• In 1993 the CBM expandedin Lucky Dip Resettlementareain Mutoko. While this was
taking placein theresettlementarea,the governmentfunded IRWSSPwascontinuing in
the restof Mutokodistricton thebasisofthe 3-tiermaintenancesystem.

• In September1994, Seniormembersofthe DDF 0 & M sectionmet attheFairmile Motel
in Gweru, with support from UNICEF and produceda paperon Community Based
Management.The meeting resolved that “CBM be promotedas a viable approachfor
sustainablemaintenanceof watersupplyservicesand that strategiesfor its implementation
berefinedto takeinto accountthepivotalrole of RDC”.

• In 1997 the DDF with support from Unicef commissionedthe documentationof lessons
andexperienceswith CBM anddevelopedtheprinciplesuponwhich CBM shouldbebased
(Mudege,Chirisa,Mawunganidze and Chimucheka, 1997). Thesewerenot officially
discussedat the DDF directoratelevel. A presentationwasmadeat the sectorreview in
Kariba(in 1998),but it wasonly in 1999 that theNAC hadtheopportunityto discussthese
fully andmakeCBM a componentof thewater andsanitationprogramme.
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lable 4: Qualifications of supervisor and Field Officer grades ascompared with their
responsibilities and the currently required qualifications (Source:Kaseke,Mudegeand Taylor,
1993)

$ 8 320 Cadettechniciansstill studying
5 ‘0’ levels

The developmentof CBM wasthereforea processof seriousdeterminationbut very
little informationoutreach.TheNAC lost an opportunity by not quickly assuminga
co-ordinationandleadershiprole in theprocess.

Post

PFO

Responsibility Required
Qualification

Highestacademicqualificationof presentstaff Professional
Qualification

Management Degreeand <Gr7> ZJC 0 level A Level Degree Tech Other
Supervision experience
BudgetControl Nil 1 5 Nil 1 1 2
Planning
Design
Monitoring

~porting
FSO Supervision

Planning
Co-ordination
Monitoring

~porting

A leveland
experience

NIL 1 5 NIL 1 1 2

FO Planning
Supervision
Recordkeeping
Budgeting
Operation
Maintenance

0 leveland
experience

NIL 2 6 NIL NIL 1 2

SUPERV Supervision
Storescontrol

0 level and
experience

15 15 23 2 NIL NIL NIL

Recordkeeping
Operation
Maintenance

Table 5: Comparison ofDDF grades with qualifications of technical Ministry staff at similar
salarylevels (Source:Kaseke,Mudegeand Taylor, 1993)

Post

PFO

SF0

FO

DDF annual salary
scale(from “Yellow
Book” 90/91)

$30 400

$22 800

$12 600

Post in MEWRD with similar
salary

Seniorengineerorsenior
hydrogeologist;degreedwith
about5 yearsexperience.
QualifiedTechniciangradeII
Juniorengineeror junior hydro-
geologist;degreedwith little or
no experience,
QualifiedTechniciangradeIV
Unqualifiedtechnicianswith
wide experience,5 ‘0’ levels

Post in MOH with similar salary

PrincipalEnvironmentalhealthOfficer,
Grade1; “A” level plusdiplomain
EnvironmentalHealth, longexperience.

EnvironmentalHealthOfficer, Grade1; “A”
Levelplusdiplomain Environmentalhealth,
experience

Entry level for EnvironmentalHealth
Officers,“A” Levelplusdiplomain
EnvironmentalHealth

Sup EnvironmentalHealthTechnicians;5 “0”
levels,certificatein environmentalhealth
from theMinistry of HealthTrainingschools
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3.3.2.6 CommunityMobilisation

From the beginningof the IRWSSP,communitymobilisationwas theresponsibility
of the then Ministry of Community Development and Women’s Affairs (now
Ministry of National Affairs, EmploymentCreationandCo-operatives).Community
mobilisation was largely labour basedand built around the philosophy that by
providing or contributing their own labour the community will assume full
responsibilityof their water and sanitationfacilities. Labourand time contributions
weresetas:
• communitiesmeet to electa committee(which committeehad invariably three

womenand a man . Theman, in mostcases,wasthe chairpersonand one of the
womenwasthecaretaker),

• communitiesselectedthreesites for a communalwaterpoint andthe final point
was determinedby the geophysicalinvestigationsdone by technicalpersonnel
from thesectoragencies,

• for deepwells communitiesdug the first 3 metersand then contractedwell
sinkers would take over (in some cases communities provided food and
accommodationfor thewell sinkers).

• for both boreholesanddeepwells communitiesprovided sand,concretestones,
bricks andparticipatedin the constructionofhead-works,and

• for sanitationhouseholdsdug pits,providedbricks andpaidbuilders.

The problem highlighted in districts reports during this period was one of over-
mobilisation (district reports, various). The mobilisation rate was higher than the
delivery capacityof the technicalministries (MoHCW, DDF DWD) suchthat there
weremorepits dug for toiletsthantherewascementavailable,thetime betweensiting
and drilling was long and therewere a lot morewardsmobilised than coveredby
projects (district reports, NAC annual reports, TCWS 1991). This problem still persists
even now as observedduring the field visits to Bikita, Mberengwa,Shurugwi (see
annex2, 7 and 12) and Gokwe (Taylor and Mujuru, 1998). This is despite the usual
assertionthat the Ministry of National Affairs, Employment Creation and Co-
operativeshas limited capacity.What it points to is the fact that communitiesare
committedand regardwaterand sanitationsectorasan importantsectoraddressing
their reallyneeds,but thesupportservicefor sectoragenciesis weak.

This mobilisationstrategydid not includemechanismsfor communityownershipof
facilities, devolution of power to the user groups. With the introduction of
decentralisationand community basedmanagement,new community management
strategiesneededto be adopted.

3.3.2.7 Health and Hygiene Education

Although improvementin healthwas recognisedearly on as a major output of the
water and sanitationprogrammehealthandhygieneeducationwasneverseenasan
importantvehicle for achievingthis. It was not until the early 1 990sthat serious
attentionwasgiven to the areahealthand hygieneeducation.Even then during the
earlypart of theprogramme,healthand hygieneeducationwaspresentedin projects
as budgetlines with no sub-activitiesto describehow the taskwas to be achieved.
Therewere no real indicatorsof how healthandhygienewasto be measured.To a
largeextenthealthandhygieneeducationwasequatedto awarenessgeneration.
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Themainfocusof thewaterandsanitationprojectswasmainly on achievingphysical
targets.The terms of referenceprovided to the consultantfor the evaluationof the
Mount Darwin District (TCWS, 1991) does not even mention health and hygiene
education.Sincethis wasthefirst IRWS S projectto beevaluated,healthandhygiene
educationcould have beenan evaluationareaif it had receivedany prominence
during project implementation(asdid all otherissuesincluding0 & M, women,and
training). The training methodsfor health and hygieneeducationcontinued to be
didactic (although some posters were developed), despite the introduction of
participatorytrainingprocessesin the late 1 980s.

The SARAR” methodologies,for effectiveparticipatorytraining were introducedin
the country and formed the basis for the improvementin participatorytraining. It
becameamajortool for facilitatinghealthandhygienebehaviourchange.
Box 15 providesan explanationof some the attributes imbeddedin the SARAR
techniques.Themajorchallengefor thehealthsectorwasto transferthesetools from
thesocialmobilisationcontextto healthandhygieneeducationandthe promotionof
good behaviourchange.This was achievedin the early to mid 1 990s when the
ParticipatoryHealthand HygieneEducation(PHHE) programme was launched.As
describedelsewhere,Zimbabweretainedtheuseof PHHE, while therest of the sub-
continentandelsewhererefer to this asPHAST (ParticipatoryHygieneandSanitation
Transformation).

~ SARAR is anacronymfor Self-esteem,Associativestrengths,Resourcefulness,Action planningand
Responsibility.It is a participatoryprocesswhichrecognisesthesefive communityattributes.

Box: 15 Principles of Participatory Learning

Self—Esteem
The self esteemof the individual rises when they realise that their ability to identif~,’and
solvetheir problemsis openlyrecognised

Associativestrengths
Whenindividuals form groups,their capacityto act effectively growsandat the sametime
individualsgainsupport from being a group member.The methodsseekto promotegroup
interaction.

Resourcefulness
Individuals and community groups are resourcesthat can be tapped for community
improvement.The methodseeksto promotecommunityresourcefulnessthroughinteractive
andanalyticalactivities.

Action Planning
Planningfor actionis centralto enablingcommunitiesto changetheir behaviour.When
communitiesdeveloptheir own plan,theyare likely to implementit.

Responsibility
Communityareencouragedto takeresponsibilityovertheir actions.Communityinitiated
planscanonly beimplementedby community.

Source:L. Syrivasan,1983
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3.3.3 From Kadoma to thePresent(1992-)

The period around 1992 was marked by a few major historical events in the
developmentof therural watersupplyandsanitation.Thefirst wasthe drought,which
was recordedas the worst in the living memory. This occurredat a time when
goven-unentwas moving away from the socialist philosophy to the economic
structural adjustmentprogramme. The secondwas decentralisationprocess.Soon
after the RDC Act of 1988 waspassedpreparationsgot underway to harmonise
systemsinpreparationofthecombinedcouncil elections.Thedecentralisationprocess
Was amoveby central governmentto devolvepower,authorityand responsibilityto
the lowestlevelspossible(with a logical level for governmentbeingthe RDC). The
NAC for RuralWaterSupplyandSanitationtook advantageofthis policy shift andits
OWn Vision 2000 (developedin Nyangain 1992) to pilot the implementationof
projectsthroughtheRDCs.Thethirdwasarefocusby thesectoragencieson issuesof
sustainability. This included the developmentof extensive health and hygiene
education,commonlycalled ParticipatoryHealthandHygieneEducation(PHHE) in
Zimbabwe and ParticipatoryHygiene and SanitationTransformation(PHAST) in
Southern Africa region and elsewhere),the introduction of Community Based
Management(CBM) and significant shift from communalwatersuppliesto themore
traditionalupgradedfamily well.

As working conditionsbecameincreasinglydifficult in government(eg poor supply
mechanismsfor cementsubsidy,with ESAPthecementsaga shiftedfrom availability
to supply/deliverylogistics for the waterand sanitationprogramme). Mvuramanzi
Trust (developedout of the WaterAid project in Blair ResearchInstitute) is an
exampleof professionalsin the water sectorwere trying to get roundproblems in
governmentsupply system. The Mvuramanzi subsidy supply systemshas brought
considerablesuccess,which unfortunatelyhave not beencopiedor adoptedby the
NAC.

3.3.3.1Drought and ESAP

In the 1991/2 rain season, Zimbabwereceivedits lowest rainfall in living memory,
leading to the worst drought ever recorded.In order to cushionthe effectsof this
drought, the countrymobiliseda lot of resourcesboth from within and from outside
and set in place actionsthat included the supplementaryfeedingprogrammefor
childrenunderfive yearsandthosein primaryschools,fooddistributionto communal
and resettlementareapeople,relocationof livestock andgame,importationof food,
rehabilitationofwaterpointsandconstructionof newwaterpoints in thecountry.The
NAC was made the focal point for water supply and may have gained its most
significantpolitical recognitionwhen it was askedto expandits mandateto include
urbanareas.This sawsomeNAC members,who in thepasthadlittle to do with urban
water supplies(suchasDDF drilling in Mutare)beingactivelyinvolved with urban
watersupplies.A studywascommissionedto drawlessonsfrom thepreviousdrought
of 1984 and the lessonswere pointing to a repeat of the earlier weaknesses
encounteredespeciallythat the drilling operationswould be in full gearwhen the
droughtis almostending(Taylor and Mudege,1992). ere

A significantnumberof activitieswere implementedaspartof thedroughtrecovery
programme.While boreholedrilling continued with both DWD and DDF, a new
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Componentto the drilling programmewas introduced: - hydro-fracturing.Hydro-
fracturing units were procured as part of the Drought Recovery and Drought
PreparednessProgrammesponsoredby the Belgian Agency for DevelopmentC-
operationandadministeredthroughUnicef. It wasnotedthat “the contributionsthat
the DroughtRecoveryand the DroughtPreparednessprogrammemadeto the water
and sanitationsectorin generalis tremendous.This is measurednot in terms of the
numberof physical facilities constructed’2, but ratherthroughthe injection of new
ideasinto the sector.To mostimplementorsflushingandhydrofracturing,CBM, the
useofparticipatorytoolsin hygieneeducation,theconceptofconsultativeinventories
and data management,family well upgrading were all new concepts”(Mudege,
Musabayaneand Chabot (1996)).

Despite the fact that ESAP was constrainingfull governmentparticipationin the
water and sanitationsector,opportunitieswerepresentedwhen, due to the drought,
theneedfor increasedinvestmentin thewaterandsanitationfield wasenhanced.The
drought following, as it did, from a period in which seriousdiscussionshad been
held by the NAC to improvethe sustainabilityof the water and sanitation,provided
yet anotheravenuefor mobilising resourcesto try outnewsystems.

3.3.3.2Decentralisation

The RDC Act of 1988 was one of the few instrumentsthat paved the way for
decentralisedplanning in which the RDC would play a significant role. The Prime
Minister’s directive of 1984 had createdlocal channelsfor “popular participation
through a hierarchy of representativebodies at the village, ward, district and
provincial levels,whichwerespecificallyorientedtowardsdevelopment”(World Bank,
1992b). Thewaterandsanitationsectortook advantageofthemovetowardseffective
decentralisationand in 1992 started piloting with the districts of Kadoma,
Mberengwaand Nyanga. For thesedistricts, funds were channelledto the RDC
directly. The NAC’s role was to vet and submit the district proposalsfor possible
funding and once the funds have been securedthe NCU would submit a formal
requestto the Ministry of Financefor a transferto be effected. At thedistrict level,
theDWSSCwasreorganisedsothat theRDC would chair.This wasa significantrole
change,given that in the otherprojectsthe RDC wasonly responsiblefor opening
ceremonies.

At national level the then Ministry of Local GovernmentRural and Urban
Development,now MLGNH, embarkedon a capacitybuilding programmefor the
RDCs. The process of decentralisationraised a lot of hope for the effective
implementationof thewater andsanitationprojects.However,a majorchallengewas
on Governmentstaffat all levels(especiallyprovincialanddistrict levels),who hadto
find new waysof operating in relation to the RDCs. The RDCs themselveslacked
capacityto implement,latteralonehandlesomanyprojectsandprogrammes.

Recognisingtheweaknessesand alsodrawinglessonsfrom theGokwePDSPpilot, a
recommendationwasmadethat districtsshouldbe giventhefirst yearasapreparatory

12 theDroughtRecoveryandtheDroughtPreparednessprogrammeachievedcloseto 31%of targetfor

boreholeflushing, 61%of targetfor hydro-fracturingandcloseto 80%of targetfor drilling andwater
pointrehabilitation
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yearbeforeembarkingon the fully fledgedproposal(Conyers and Hammar, 1992 page
15). This recommendationwasnot takenup nationallyexceptin thecaseofMasvingo
RDC. Evenin this casethe RDC felt it wasunderpressurefrom boththeprovincial
anddistrict levelsto movequickly into a fully fledgedproject andsatisfy thepolitical
requirementsofall wards.

3.3.3.3ProgrammeGrowth

The water and sanitationprogrammealmost doubledits geographicalcoverageof
districts between1991 and 1998 (see Table 6). This phenomenalincreasewas not
accompaniedby a increasein the numberof officers in the National Co-ordination
Unit. In fact the NCU shrunkand lost someof its mostexperiencedofficers during
this period. The monitoring and reportingprocessesremainedcentralisedand this
becameone of the most severebottlenecksin programmeasreportsdid not reach
theirintendeddestinationson time andsupportto districtsbecameweak.

Therewasasteady
increase in the
number of
borehole outputs
after the drought,
boostedin 1994by
the acquisition of
30 drilling rigs by
DDF. The

sanitation
component

showed a steady
increase after
1991/92 financial
year. This
sanitation success
washowevershort
lived as the
sanitation outputs
began to show a
decline after
1994/95 financial

year (see figure
6).

Fig 6: Outputs of Water points and Latrines after 1990/91
(Source:TaylorandMudege,1996page 14)
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- Governmentof theNetherlands
GermanDevelopmentAgency

NorwegianAgencyfor DevelopmentCooperation
UnitedNationsChildren Fund

IntegratedRuralWaterSupplyandSanitationProgramme
CBM - CommunityBasedManagement
ADRA - AdventistDevelopmentandReliefAgency
CC - ChristianCare
RB - ReddBama
WV . World Vision
Plan Tnt - PlanInternational
RDC - RedCrossSociety

Table 6: STATUSOF THE IRWSSP AS AT MARCH 1998:
Source: Proposalfor new agreementbetweenthe Governmentsof ZimbabweandNorway on Support
to the IRWSSP:July 1998-2001:Volume One

PROVIN~j~

—.—-_

MANICALAN
D

MASH EAST

MASH
CENTRAL

DISTRICT DONORS PROJECT PERIOD NGO SUPPORT MODE OF
IMPLEMENTATION

CHIPINGE
MAKONI
CHIMANIMANI
MUTASA
NYANGA
MUTARE
BUHERA

NORAD / SIDA
NORAF/ UNICEF
NORAD
Planmt. / GOZ
DUTCH! SIDA
Plan Int. / GOZ
DUTCH

92 to 95 to 97
Complete
92 to 95 to 97
Ongoing
Complete
Ongoing
1992 to 1998

LWF!WV/PlanTnt/MT
Africare/LWF/MT/ZIM
LWF/CC
Africare/ PlanInt.
CC
ARDA / Planmt.
CC/MT

Decentr./Orient./VBCI
Decentr./Orient./VBCI
Decentr./VBCI
DecentriOrient./VBCI
Inteminist./CB,/VBCI
Interminist
Interminist.VCBI

MUDZI
MUTOKO
UMP
WEDZA
MUREHWA
CHIKOMBA
GOROMONZI
MARONDERA

NORAD
GOZ/UNICEF
JICA!SIDA
JICA/SIDA
NORAD
DANIDA
JICA
JICA/SIDA

92 to 95 to 97
Complete
Complete
Complete
92 to 95 to 97
Complete
1995to 1999
1995 to 1999

RB/WV/FFH
MT
RB/WV/Africa 2000
MT
WV/MT
WV/MT

Decentr./VBCI
Decentr./CBMIVBCI
InteministiVBCl
Inteminist./VBCI
Decentr./OrientIVBCI
Inteminist./VBCI
Inteminist./VBCI
Inteminjst./VBCI

MT DARWIN
GURUVE
RUSHINGA
CENTENARY
MAZOWE
SHAMVA
BINDURA

NORAD
DUTCH
DUTCH
NORAD
DUTCH

Complete
Complete
Complete
92 to 95 to 97
1995 to 1999

WV
WV.MT
WV/CADEC

MT

MT

Decentr./CBM/VBCI
Inteminist
Inteminist./VBCI
Decentr./Orient./VBCI
Decentr./Orient./VBCI
VBCI
VBCI

MASH WEST KARIBA
CHIRORODZIVA
HURUNGWE
KADOMA
CHEGUTU
ZVIMBA

DUTCH
DUTCH
DUTCH
NORAD
NORAD
DUTCH

Complete
Complete
Complete
1998 to 2001

NewDistrict

SCF(UK)
WV/CADEC
WV/CADEC
MT
MT
CADEC

Decentr./Orient./VBCI/CBM
Decentr./VBCI

MIDLANDS SHURUGWI
ZVISHAVANE
GOKWENorth
GOKWE South
MBERENGWA
KWEKWE
CHIRUMHANZU
VUNGU

DANIDA
NORAD
EU
EU
NORAD
PlanInt./GOZ
Christ.Care/GOZ

Complete
92 to 95 to 97
1995 to 2000
1995 to 2000
92 to 95 to 97
Ongoing
Complete

MT
LWF
MT/RCS
MT
Afrficare/LWF
WV
Africare/WV/MT
MT

Inteminist./VBCI
Decentr./Orient./VBCI
Decentr./Orient.
Decentr./Orient.
Decentr./Orient./VBCI
Inteminist./VBCI
Inteminist.IVBCI

MASVINGO ZAKA
CHIVI
MWENEZI
CHIREDZI
BIKITA
MASVINGO
GUTU

NORAD
NORAD
KtW
KfW
ODA
DUTCH

92 to 95 to 97
92 to 95 to 97
1993 to 1998
1993 to 1998
1995 to 2000

CADEC/IREDEP
LWF/WV
Plan lnt/LWF/CC
PlanInt./RB/LWF/MT
MT
LWF
MT

Decentr./Orient/VBCI
Decentr./Orient./VBCIICBM
Decentr./Orient./VBCI
Decentr./Orient./VBCI
Decentr./Orient./VBCI
VBCI
VBCI

MAT. NORTH NKAYI
HWANGE
TSHOLOTSHO
BINGA
BUPI
LUPANE
UMGUZA

DUTCH
DANIDA
DUTCH

IRISH AID
ODA

Complete
Complete
Complete

1996 to 1999
1998 to 2002
New District

CADEC/WVIMT/Plan
mt.
JICA/SCF (UK)
WV
MT

Inteminist.VBCI
Interninist.VBCI
Inteminist.VBCI
Interninist.VBCI
DecentriOrient./VBCI
Decentr./VBCI

MAT. SOUTH BULILIMAMANGW
UMZINGWANE
INSIZA
MATOBO
BEITBRIDGE
GWANDA

ECC/DUTCWECC
ECC
ECC
UNICEF
UNICEF

Complete
Complete
Complete
Complete
Complete
94 to 97 to 99

LWF/RB/WV/Africa
2000
MT
WV

LWF

Inteminist./VBCI

VBCI/CBM
VBCI/CBM
Decentr./VBCI/CBM

DANIDA
EU
JICA
SIDA
ODA
VBCI
NGO
CADEC
LWF
SCK(UK)
MT
FFHC
GOZ

DUTCH
KFW
NORAD
UNICEF

-DanishInternationalDevelopmentAgency
- EuropeanUnion
- JapanInternationalCo-operationAgency
- SwedishInternationalDevelopmentAuthority
OverseasDevelopmentAuthority (UK) IRWSSP

- VillageBasedConsultativeInventory
- Non-governmentalOrganisation
- CatholicDevelopmentCommission
- LutheranWorld Federation

- SavetheChildrenFund(UK)
MvuranianziTrust
FreedomFromHungerCampaign
Governmentof Zimbabwe
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3.3.3.4 The Strategy Paper

In orderto ensurethesustainabilityofthewaterandsanitationsectorandto providea
full frameworkwithin which theprogrammeoperatestheNAC hasadoptedthe sector
strategy.The strategydescribesthe desiredinstitutional arrangements,the funding
mechanisms, technology, sanitation, operation and maintenance, community
mobilisation, health and hygiene,humanresourcesdevelopment,gender and the
environment(seeAnnex 1)

A significant contributionto the planning for water and sanitationfacilities is the
conceptoftheVillage BasedConsultativeInventory(VBCI). VBCI involvesdetailed
datacollection at village level as a basis for determiningneeds.A VBCI process
outlinehasbeencompiledinto ahandbookfor useby districtandprovincialwaterand
sanitationsectorpersonnel.

3.3. 3. 5 Participatory Health and Hygiene

Sincethe beginningof theIRWSSP,CommunityTraininghasfocussedon providing
Communitieswith informationon the importanceof drinking safewaterandthe use
of appropriatewastedisposalsystems. The combinedeffort of the Environmental
Health Technician and Village Community Worker’ resulted in knowledgebeing
passedto communitieson the relationbetweenwater, environmentalsanitationand
health.

Participatoryplanning tools (communitymapping,3-pile sorting,pocketcharts,etc)
were extensively promoted after 1992 and the further reinforced community

awarenessandmanagement.However,thesetoolshadnotyet beenfully integratedas
partof thehealthandhygieneeducation. “At a regionalworkshopin Hararein 1994,
theDepartmentofEnvironmentalHealth Services(DEHS) of theMinistry ofHealth
and Child Welfare (MOHCW) expressedconcernthat although knowledge and
information on hygienehadbeensuccessfullydisseminatedto thecommunity,therate
of behaviourchangepractices was not proportional to the knowledge gained”.
(Mudege,MusabayaneandChabort,1996).

Participatorytools were adaptedto suit communitytraining for health and hygiene
behaviourchange. Oneelementof the droughtrecoveryand drought Preparedness
Programme,fundedby BADC, throughUNICEF, wasthepromotionof goodhygiene
behaviourpractices.SIDA hadearliersupported(throughthesanitationprogrammes)
health and hygieneeducation,but here an opportunity was presentedto focus on
behaviourchange. With a focus on diarrhoea2participatorytools were developed
covering issues such as water transportationand storage,kitchen hygiene, food
hygieneacuterespiratoryinfectionandmalariacontrol. Tools suchasNurseTanaka,
SanitationLadder,Johari’swindowsandmanyotherswerecategorisedinto thosethat
broughtaboutcommunity awareness,thosethat were planning and action oriented,

1 Thevillage CommunityWorker(VCW) startedoff astheVillage HealthWorkerwith special
responsibilityfor educatingvillagers on environmentalHealth issues.TheVCWs werelater
transferredto theMCDWA andassumedamorewiderresponsibilityfor communitydevelopment.
2 TheManagementof diarrhoeahasbeenthemajor focusofhealthandhygieneeducation. Posterson
Oral rehydrationtherapywere developedin themid-1980s.
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thosethat impartedknowledge,etc. A completetraining tool kit, with 11 setsof tools
Was developedfor, andwith theparticipationoftheMOHCW. Thesetool kits were
distributed to all provincial sub-committeesin all the 8 provinces. With a fairly
flexible financingmanagement(thoughUNICEF)thecapacityto trainwasenhanced.

The ideaof hand-washingto waste3is one very positive outcomeof the healthand
hygieneeducationprogramme. Evidenceof this is seenat gatherings(funeralsor
weddings),in householdsand in new VIP toilet designsthat include hand-washing
facilities. Schoolssanitationhasalsoincludedtheseideasin theircurricula.

New initiatives emanatingfrom this include the setting up of Health Clubs within
communities. These clubs are meant to provide peer support in the health and
sanitationprogrammes(see volume III of this evaluationfor a detailedanalysisof
their institutionalstrengthsandweaknesses).

As PHHE was strengtheningregional initiatives involving PHAST (Participatory
Healthand Healthtransformation, were underway. Zimbabwehashostedthe last
consecutiveworkshopson theuseofPHAST methodologies.

3.3.3.6Up-Scalingof CBM

After the piloting in Chivi district, CBM was introducedin Beitbridgeand Mutoko.
With this growth, the concept gradually shifted from the Community Based
Maintenanceto CommunityBasedManagementalthoughit startedonly in 2 wardsin
Chivi and focussingprimarily on handpumpswent on to coverother technologies
suchaspipedwaterschemes.A meetingof theDDF SeniorWater Division staff in
Maronderaresolvedto try out CMB in at leastone district in eachprovince. CBM
was then regardedas a pilot in which Village Pump Mechanicsare trained and
VIDCOs are equippedwith basicmaintenanceskills. A majordeparturefrom this
philosophy occurredin Lucky Dip ResettlementSchemein Mutoko district. Here
communities after training, were responsiblefor the rehabilitation of their water
points (establishingwater point regulations,setting and collecting user fees) and
creatingmanagementstructuresfor subsequentmaintenanceandwateruse.

In 1997, a documentationof lessonsfrom the pilots was done. This coveredareas
where CBM was introducedfor hand pump maintenance(Mutoko and Beitbridge)
areaswhereCBM wasfor pipedwatersupplymaintenance(Mutoko), andareaswhere
CCBM had been introduced by NGOs (Kwekwe by Plan International). The
documentationresulted in thedraftingofkeyguidingprinciples(seeBox 16)

~Thewashingto wasteis amajor shiftaway from a sharedbowl methodthat wasthepracticein most
householdsandatgatherings.
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Box 16: CBM Principles.

Theprinciplesandthedocumentationprocesshada lot of supportat the lower levels
of DDF. Howeverno concretestepswere takento havethe principles endorsedby
eithertheNAC orDDF Directorate. In 1999 the NAC thendiscussedthe principles
andrefinedthemfor the consumptionof all stakeholders.Proposalswere drawnby
Mount Darwin, Makoni, Nyangaand Nkayi to mentiona few to introduceCBM in
their districts.

3.3.3.7 Technology change

Promotionof appropriate,affordabletechnologiescontinuedto be an areaof focus
for thewaterand sanitationsector.Of significancewasthemove towardsthefamily
asa managementunit. Theupgradedfamily well wasthefirst steptowardsachieving
this. The family well was the brainchild of Blair Researchinstitute and as staff
moved out of the Blair Institute into MvuramanziTrust thetechnologywas further
developed.TheNAC washesitantto adoptthis technologyasatechnologyofchoice.

While themajorfocusfor theNAC hasbeenon thedevelopmentofhandpumpbased
water supplies, piped water schemeshave also beendevelopedespeciallyby the
DWD and DDF. Themajor challengehasbeenon themaintenanceof the schemes.
Most of the piped schemesthat are currently being run by the DWD are not
sustainable.With the coming in of ZINWA their continuedsurvival is questionable.
Evidencefrom areaslike Shurugwidistrict point to a situationin which somepiped
waterschemesarealreadycollapsing.

4M BEYOND THE BORDERS

TheRural Water Supplyand SanitationProgrammehashadan influencethat
went beyondthebordersof Zimbabwe.Therearesomepositive thingsthathavebeen
copiedto othercountriesin Africa andbeyond.Among theseis the conceptof co-

1. Communitiesare responsiblefor the development,operationandmaintenaceof their
own primarywatersupplies

2. DDF andsupportagencieshand-overexistingandfuturewaterpointsto thecommunity
ofusersor their appropriatemanagementstructures

3. RDC is the custodianof water supplydevelopmentprocessandwill assistthe less able
communitiesor thoseincrisis

4. Operation andMaintenancecost shall be met by the communityof users. Userspay
principleshallapply.

5. Governmentandsupport agenciesprovide a basic serviceat full cost for communal
facilities

6. Forall higherlevelsof servicecommunityprovidesat cost

Source: Mudege,Chirisa, Chimucheka and Mawunganidze(1997)
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ordinationand internal networking. The Water Supply and SanitationCollaborative
Council recognisedthis potential and has drawn lessonsfrom Zimbabwe for
disseminationto other countries.The first country level collaborationworkshop for
Eastand SouthernAfrica was held in Mutare in recognitionof Zimbabwe’sown
achievementsin the areaof country level colaboration. Both the National Co-
ordinatorand the chairmanof the NAC have beenon the Africa regional steering
committees.

Regionalinitiatives on ParticipatoryHealthandHygieneEducationor alternatively
PHASThavecentredaroundthecontributionoftheZimbabweanexperiences.
However,theZimbabweis learningfrom theinteractionwith regionalprofessionals.
Someexpatriateswhoend up supportingtheZimbabweancounterpartshave
experiencefrom otherareasofthesub-Saharianregion,furtherfacilitating theflow of
informationandthe sharingof experiences.

Thechallengefor theNAC is to remainactiveandensurea sustainableprogramme.
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~jNEX 1: POLICIES AND STRATEGIES

Theguidingsectorpolicy is fora sustainabledecentralizedprogramin which
waterandsanitationfacilities aremadeaccessibleto thepoorin communal
andresettlementareas.A nationalsectorstrategyhasbeendevelopedand
adoptedby theNAC.

The strategy

General Objective

Theoverall objectiveofthesustainabilitystrategyfor theNationalRural
WaterSupplyandSanitationProgramis to ensure:
• programcontinuityandmomentum
• thatcommunitiescontinueto enjoyprogrambenefitsandoutputs

Institutional Arrangements

Theexistenceofviableandeffectiveinstitutionsarticulatingissues,making
decisionswithin anempoweringlegal frameworkis afundamentalbasisfor a
sustainableprogram.

NAC AND NCU

TheNAC, andits structures,hassofar madeimmensecontributionto
managementof thewaterandsanitationsectorandits continuedexistenceis
critical to thesustainabilityofprogrammomentum,outputsandbenefits.
NCU shall continueto be thesecretariatto NAC, operatingasan autonomous
institution. HoweverboththeNAC andtheNCU shall bereorientedto
enhancetheircapacityin the light of thenewchallenges.In this respectan
evaluationoftheprogramshall be carriedout to focuson:

• Theinstitutionalneedsof boththeNAC andNCU in the light ofdwindling
financialresources.

• ThemandateoftheNAC andsubsequentlytherole oftheNCU
• Theinstitutionalpositionofboth theNAC andtheNCU viz, the

developmentstructuresof government
• Its financingmechanismsandresponsibilityoverwaterandsanitation

funds(donorandgovernment)and
• Thelegal instrumentnecessaryfortheNAC to realizeits mandate,among

others

RDC

Theultimateresponsibilityfor theprovisionof waterandsanitationfacilities
restswith theRuralDistrict Councils. To enableRDC to executethis taskthe
NAC shallwork closelywith otherCapacityBuilding initiatives to build the
technical,financialandmanagerialcapacityof theRDCs.
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Sub-district structures
While theprogramrecognizesdevelopmentalstructuressetby government
(WADCO andVIDCO), thecommunityshalldetermineanylegal structuresto
follow for specificactivities,which structuresarebackedby theRDCby-laws.

Thewaterandsanitationprogramshallalsoestablishasystemto strengthen
themanagementcapacityofthe local institutions(suchaswaterpoint
committeesandhealthclubs)andto thisendclosecollaborationwith other
RDC CapacityBuilding initiatives shall beformally established.

Program management

While theoverall programmanagementshall remaintheresponsibilityofthe
NationalAction Committees,theprojectmanagementrestswith theRural
District Councils. NationalAction Committeethroughits sub-national
subcommitteesshalladviseandfacilitatethesmoothrunningoftheprojects,
with specialemphasison communityempowermentandmanagement.

Theprogramrealisesmonitoringandevaluationasoneofthemajorhandicap.
In this regard,NationalAction Committeeshallstrengthentheexistingsystem
by building capacityin monitoringandevaluationandpromotionof
participatoryevaluationatsub-nationaland communitylevel. Theprogram
shallestablishelsewhereacomprehensivesectordatabaseat theNCU, taking
cognisanceofsimilar initiativeelsewhere.

Funding Mechanism

While NationalAction Committeecontinuesto facilitatethemobilizationof
programresources,theultimateresponsibilityfor projectfinancingshall rest
with the local authorities,tapinglocal resourceswith emphasison costsharing
andboostingof local inputssoasto reducethecurrenthigh subsidyofferedby
theprogram. Thepossibility of establishingarevolvingfundshallbe
explored,themodalitiesofwhich shall be workedout in theevaluation
referredto. Subsidiesshallbe graduallyphasedout.

Whereexternalfunding is involved,governmentcontractualagreementsshall
beadheredto. NationalAction Committeeshall,asamatterofurgency,
investigatealternativemechanismsfor channellingof funds.

Technology

Theobjectiveof waterandsanitationtechnologies,in termsof physical
structuressuchaslatrinesandwaterpoints,is to provideaffordableand
appropriatetechnologies.To thatendaqualifying criteriawhichtakesinto
accountcommunityconcernsandchoicesshallbe developedemphasizingthe
implicationofthevarioustechnologieson operationandmaintenance.A
systemshallbe developedto inform communitieson theappropriatenessof
technologiesin theirareas. Furthermore,theNAC shallpromotetheresearch,
developmentandpromotionoflower andcheapertechnologies(suchasfamily
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wells, low subsidytoilets). In all thesecasestheCouncil will providelegal

supportthroughenactingby-laws.

Sanitation

Thesanitationcomponentof theprogramshall be reactivated.To this endthe
programshall:
• Promoteselfreliance
• Takecognisanceofgroundwaterpollution possibilitieswhensiting

latrines
• Promoteresearchto comeup with affordablealternativelatrinedesigns

which uselocally availablematerialthatwill not compromisesetquality
andstandards

• Decentraliseprojectfundsto RDCsandto speedup procurement
• Graduallydecreaselatrinesubsidyto increaselatrinecoverage

Operation and Maintenance

Thewaterandsanitationprogramhassuccessfullymanagedto putphysical
infrastructureon thegroundbut theareaofoperationandmaintenanceremains
amajorweakness.To addresstheoperationandmaintenanceproblemsthe
following shallbe implemented:

• The community shall be responsiblefor operationand maintenancefor
bothsanitaryandwaterfacilities.

• The usercommunityshall be encouragedto establish0 & M funds for
sparesandtools.

• The Rural District Council shall build the capacityof community both
technicalandmanagerialsothattheyareableto operateandmaintaintheir
facilities in a mosteffectiveandefficientmanner.

• All waterpointsbelongto theusercommunity.
• RDC shall formulate by-laws to legalize water point management

committeesatcommunitylevel.
• Government,NGOs and the private sector shall continue to provide

technicalassistanceto theRuralDistrict Councilson 0 & M issues.
• NAC shall support the current efforts at establishCBM, while DDF

reviewsthe3-tiermaintenanceconcept.

Community Mobilisation

Mobilisationapproachesshall focuson giving thecommunitiesthenecessary
education,managerialandtechnicalskills thatempowerthemto be ableto
plan,implement,manage,operateand maintaintheirsystems. In addition,the
mobilisationstrategyshall focusoncommunityownershipof projects.
Participatoryapproachesshallbe enhanced.
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Health and Hygiene

Thecurrentmomentumonparticipatorymethodologiesshouldbemaintained
andintensifiedwith emphasison behaviouralchange.This shallbe achieved
byallocatingmoreresourcesandskills developmentto all supporting
institutionsandmakinghealthandhygieneaprogrammedcomponentofall
waterandsanitationprojects.To ensurecontinuedpropagationof messages
morewomenandschoolchildrenshallbetargetedandcommunityinitiatives
shallbe encouraged.

Human ResourcesDevelopment

TheHumanResourcesDevelopmentshallbe focusedon developingskills of
theRDC andits lowertier structuresto effectivelymanageprojects. Strong
emphasison trainingshouldbeplacedon thelower structures,astheseare
responsiblefor communityownershipandmanagementofwaterandsanitation
projects. To this end,theNAC shall liasewith otherinstitutionsto build
financial,managerialandtechnicalskills oftheRDCsandtheircommunities.

Gender

Theexisting institutionsin thewaterandsanitationprogramshallbesensitised
on genderissuesparticularly on thosesocialandculturalbeliefsthatinhibit
the involvementofboth menandwomenin projects.

Theprogramshallput in placemechanismsto addresstheequippingofboth
menandwomenwith thenecessarymanagerialandtechnicalskills to ensure
thatwaterandsanitationprojectscontinuebearingthe intendedbenefits.The
programshallhaveabiastowardsthetrainingofwomen.

Environment

All newandexistingwaterandsanitationprojectsshallbe subjectedto
EnvironmentalImpactAssessment(EIA) beforeapproval. To this endNAC
shall intensifytrainingon EIA techniquesat all levels.

Thesectorshallalsoembarkon conservationmeasuresbefore,duringand
afterprojectcompletion.TheRDCsshall beencouragedto enforcetheby-
laws. TheMinistry ofMines, EnvironmentandTourism(Departmentof
NaturalResources)shallbemadeactivememberoftheNAC, ascustodiansof
theenvironmentalissues.

Theproblemof sustainabilitymustbeperceivedasonethatis of commonand
equalconcernto all supportagenciesandcommunities.Therealisationof this
would fosterthedevelopmentofgenuinepartnershipandwill assistin
unbiockingobstaclesstandingbetweenthegoalofsustainabledevelopments
andits achievements.
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