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RURAL WATER SUPPLY COMPANIES AND THEIR FEDERATION IN MOROGORO REGION, TANZANIA.

 

Management of Rural Piped Water Systems and Services in the Tanzanian Decentralisation Context
1.
INTRODUCTION AND BACKGROUND

 

Efficient community management of rural water supply schemes poses a great challenge in Tanzania. Tanzania’s water policy has introduced major changes including the cost recovery principle in operation and maintenance of piped water supply schemes and the management at the lowest level possible. To face this challenge, small and medium-sized rural communities in Morogoro region have established companies and have united to form a Federation of Water Supply Companies. What are the institutional and management arrangements of these rural Water Supply Companies and what lesson can be learned from their performance in water supply service delivery?

 

This case study presents the institutional arrangements and the management options of rural piped water supply schemes found today in Tanzania, and in discussing the management options adopted by the WSC and the Federation of Water Supply Companies. 
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Figure 1: Map of Tanzania (Morogoro is between Dar es Salaam, Dodoma and Iringa)
Tanzania is one of the poorest countries of Africa. Although Tanzania has large lakes, like the Lake Victoria, Tanganyika, Nyasa and many rivers and underground water, only 50% of its rural population is supplied with potable and safe water, while 73% of its urban residents are enjoying such services. (see map of Tanzania.) Morogoro region is one of the 25 regions of Tanzania. It covers 73,039 square kilometers area (about 8% of the area of Tanzania). It is located in the mid-eastern part of Tanzania mainland. The population of Morogoro region is estimated at 1.2 million with an annual growth of 2.6%.  Morogoro Region has an average temperature of 24°C. Temperatures vary between a minimum of 18°C in mountainous area and 30°C in lowland areas. Morogoro Region has a main rainy season between November and May, and a dry season between June and October. The annual rainfall ranges between 800 mm in lowlands and 2200 mm in mountains. However few areas experience drought. In Morogoro Region we find 8 major permanent rivers that are suitable as water sources for domestic water supply, industries and irrigation.  The number of potential rivers is above 140, but only about half of them are exploited. The region has also underground water sources that made possible the construction of more than 200 boreholes and more than 1200 shallow wells during the last two decades.  At present, 57% of the rural population of Morogoro Region has access to safe drinking water. The 21% of the rural population is served by piped water managed by water supply companies and 18% of them is served by piped schemes that are functioning under the Water Department of District Councils. 

 

2.
INSTITUTIONAL ARRANGEMENT AND MANAGEMENT OPTIONS IN WATER SUPPLY IN TANZANIA. 

 

2.1. Overview of institutional options

According to various studies carried out in Tanzania from 1999 to 2002
, eight institutional options are used in piped water supply schemes. Below is a brief description of each option. 

 

Conventional Single-Village Water Committees.

 This is the usual arrangement in place in Tanzania since 30 years ago. In this arrangement, the Village Government members elect a Village Water Committee. The Village Water Committee has no autonomy and is fully dependent on the Village Government. The role of the Village Water Committee is to collect water fee and to plan and implement water supply activities including operation and maintenance in the village under the guidance and supervision of the Village Government. This arrangement has not been successful in bringing up sustainability because the Village Water Committee is not a legal entity, and it lacks autonomy. Such arrangement is encouraged only where there is no alternative institution to run rural piped water supply. 

 

Multi-Village Water Committees
 When several villages depend on one water supply scheme, Single Village Committees are fused in one elected larger committee responsible for the running of the water scheme in several villages. These committees - often called Central Scheme Committees - have no legal status, and depend on the Village Governments which have elected its members. The efficiency of the Central Water Committees is often hindered by Village Government interference and sometime misappropriation of water funds. Another bottleneck is lack of effective feedback from the Committees to the water users. 
District-Operated Water Supply Schemes 
Tanzania has implemented a totally decentralized Administrative system that has transferred the responsibility of management of rural piped water supply to local government. The District Council represents the Local Government at district level, while the Village Government represents the Local Government at village level. The District Water Engineer and the staff under him are the implementers of water supply activities at district level, while the Executive Committee of the Village Water Committee implements on village level. In this arrangement, the Central Government subsidizes the District Water Department by paying staff salaries and allowances and by paying the cost of fuel and electricity. Cost recovery is done only for private house connections and is sufficient to meet the cost of operation and maintenance. Problems experienced in this arrangement include diversion of water funds to activities other than water supply, lack of cost recovery on domestic water points, insufficient funds from Central Government and limiting factors such as low salaries, lack of transport facilities and other incentives.   

Central Government Operated Water Supply Schemes 

The GoT used to be responsible for all rural schemes.  Most schemes have been handed over to the districts but some large schemes are still directly managed and operated by the central Government.  It appears that all these schemes are performing rather poorly.  The Government5 is in the process to transfer ownership, and have new management arrangements agreed.  The role of the private sector in this service provision is seriously considered.  A major problem is the very poor physical condition of the schemes; therefore major rehabilitation is needed.

Water Supply Companies Limited by guarantee
Water Supply Companies Limited by guarantee are founded and managed autonomously by water users themselves. A Water Supply Company ltd by guarantee is managed by a Board made of elected representatives of users from Domestic Water Points (DWP). The leaders of the companies are the elected Chairman, Secretary and Treasurer. They seek the advice of water users’ representative for critical matters. In few cases and depending on the financial capability, a WSC ltd by guarantee may recruit a team of executives. Water users have elected committees on each Domestic Water Point that serves an average of 250 water consumers. 

 

One of the characteristics of the WSC ltd by guarantee is that its articles and memorandum of association stipulate that the company cannot do anything else than pursuing the objectives stated, in this case rural water supply services.  Water users pay monthly water fee, clean the surroundings of the water points, and hold regular meetings to discuss water issues and to solve problems. WSCs Ltd by Guarantee have started to show that they own their schemes and that they are capable of managing independently their water supply systems, provided that support in capacity building is ensured.   

Water Supply Companies Ltd by share

This is an arrangement similar to the usual commercial company where members buy shares from their company. In such arrangement, water users are shareholders and a team of executives manages the company. Kilimanjaro Water Supply Company Ltd (KILIWATER) in Northern Tanzania is a typical example of such arrangement. The company was registered in 1995; it has 44 employees including a general manager, 127 shareholders and serves today 3,000 households disseminated in 70 villages. The company uses Area Water Committees to link with individual users. Women are involved in the company by participating actively in User Water Committees. Its professional management of the company enables it to run with some efficiency a large systems of 27 intakes, 112 storage tanks, 1070 public taps fixed on an 800 km long pipeline. This arrangement has chances to perform much better when users are sufficiently sensitized and used to its functioning. 

 

Water Users Associations
In Southern Tanzania, water users have founded Water Users Associations. These are registered NGOs. Such association often covers more than one village. An example is Ismani Water Users Association which serves 22 villages with a total population of 38,000. The association has recruited a team of three executives and 22 schemes attendants. Since they are legal entities, they have the right to refuse interference by the local government. The association has elected an executive committee of five members, two of them are women. This committee is headed by a Chairman, and has a Secretary and a Treasurer. Water Users Associations are viable institutions provided that their management is strengthened. 

 

Water User Trust

A Water User Trust is constituted by deed and should be approved by the Attorney General according to the Tanzanian Trustee Incorporation Ordinance. In a trust, specified properties are legally placed under the custody, management and care of specified persons for the benefits of the beneficiaries. In this arrangement, a few specified persons hold on trust the property on behalf of the users who have little say in management. The disadvantage of this arrangement is lack of participation of users. Such institutions perform well when the trustee works truly in the interest of the users. 

 

Water users can choose one of the following types of institutions to organize water supply services.  

· Water Supply Company Ltd by Guarantee

· Water Supply Company Ltd by Shares

· Unlimited Water Supply Company

· Society or Water User Association

· Water User Trustee

· Water User Partnership

 

The establishment and the management of these institutions depend on the law that governs them.  

Table 1 shows the main characteristics, the advantages and disadvantages of each option. 

 
2.2.
Management options of rural water supply schemes.

 

The management options of rural water supply schemes depend on the type of institutional arrangement. The following table presents a synopsis of management options as practised in Tanzania.  

Management criteria to assess the sustainability potentials of a water supply scheme include the following:  

· Business-oriented management.

 A business-oriented management has a high potential to provide efficient water delivery service at low cost. 

· Competency and confidence of management

 Competent management will be able to deal effectively with the various aspects of a water supply organisation including technical, social, institutional, financial and environmental issues. 

· Guarantee for technical service level

 Provision of adequate technical service level is critical to effective community involvement and participation of the community in operation, maintenance and cost recovery.   

· Guarantee for efficient cost recovery

 Cost recovery is the core input in financial sustainability and should therefore be a priority of the management.

· Facilitation of internal and external communication, reporting and transparency. 

Effective communication with internal or external stakeholders and potential partners, and proper reporting and transparency are a condition for internal cohesion and networking. 

· Facilitation of external funds acquisition

Effective capacity to attract external financing is a guarantee for future rehabilitation, expansion and growth.
· Efficiency in financial management

Efficiency in financial management will help achieve sustainability because it will enable efficient fee collection and provision of water services at low costs. 

Table 1. OVERVIEW OF INSTITUTIONAL OPTIONS
	Type of Institution
	Main characteristics
	Advantages
	Disadvantages

	1. Water Supply Companies Ltd by Guarantee


	· Are private companies (no of members 2 – 50)

· Prohibition to invite the public to buy shares.

· Liability of members limited to the amount they have undertaken to contribute in the event of the company being wound up

· Organisation and management prescribed in the Memorandum and Articles of Association.
	· Have perpetual life, therefore there is continuity even after their founder members and subsequent members cease to be members. 

· Have a legal personality, which means that they can sue or be sued and their members cannot be held responsible for the act of the company. 
	· Complicated establishment and management requires  high skilled people not available in rural area. 

	2. Water Supply Companies Limited by shares.
	· Can be private (No of members between 2 and 50) or public.

· Liability of members limited to the amount unpaid on its shares. 

· Organisation and management prescribed in the Memorandum and Articles of Association. 
	· Same advantage as limited liability company
	· Same disadvantage of limited liability company

	3. Unlimited Company
	· Members liability is unlimited

· Liability ceases one year after ceasing to be member

· Organisation and management prescribed in the Memorandum and Articles of Association.
	· Same advantage as limited liability Company
	· Same disadvantage of limited liability companies. 
· The fact that its members liability is unlimited as long as they are members and within a year after ceasing  being members is risky. 

	4. Society (NGOs)
	· The registration is under the discretion of the Registrar.

· The society does not become a body corporate when registered.

· Managed by Committees

· May recruit management team
	· It is very easy to establish and register a society
	· A society is not a body corporate at its registration. 

· Their registration is discretionary

· The minister has vast powers  in determining their continued existence. 

	Trustees
	· Trustees are societies that register to become body corporate.

· Board of trustee has vast powers. 
	· Have the advantages of corporate bodies
	· The law establishing trustees has restrictions. 

	Co- operatives
	· Members make equitable contribution to the co-operative.

· Co-operatives are democratically controlled.

· The Government can intervene in the management of co-operatives.
	· Have the advantages of corporate bodies
	· Co-operatives are for specific trades only and therefore  activities are limited. 

· The Government has strict control over them.

· From strict Government control, it results that some of their property is deemed to be public. 

	Partnerships
	· Usually made of only several individuals.
	· Easy to establish and register
	· Partners are personally held responsible for the acts of the partnership. It is not a body corporate




Table 2 shows a comparative analysis of advantages and disadvantages of each management option.

Table 2:
COMPARATIVE ANALYSIS ON KEY MANAGEMENT CRITERIA FOR MANAGEMENT OPTIONS OF RURAL PIPED SUPPLY SCHEMES

	Management option
	Options Business management orientation.
	Competency and confidence of management
	Guarantee for technical service level
	Guarantee for efficient cost recovery
	Efficiency in facilitation of internal and external communication reporting and transparency
	Facilitation of external funds acquisition
	Efficiency in financial management

	1. Management by Village Water committee under Village Government
	Low
	Low
	Low
	Low
	Low
	Low
	Low

	2. Management by special Committees with Central Water Committee
	Low
	Low
	Low
	Low 
	Low 
	Low
	Low

	3. Management by executive Committee of Board or Central or Scheme Water Committee
	Average
	Low
	Low
	Average
	Low
	Low
	Low

	4. Professional Management Team

	High
	High
	High
	Average
	High
	High
	High

	5. Management contract
	High 
	High
	High
	High
	High
	High
	High


3.
WATER SUPPLY COMPANIES IN MOROGORO REGION

 

Structure
Water users in Morogoro region have established 21 legally registered WSCs limited by guarantee. A water supply company covers 1 to 6 villages and serves a population ranging from 1,000 to 18,000. All the companies have elected Water User Group Committees at domestic water points. A committee is composed of six members including a Chairman, a Secretary and a Treasurer. Such committee must include women. Each committee elects a representative. The maximum number of representatives is 50. The representatives elect a Board of 8 to 10 members. The Board elects an Executive Committee led by a chairman. The Executive Committee includes a Secretary and a Treasurer. The executive committee is responsible for the day-to-day management of the company. In few companies – those serving a larger population – a management team comprised of a manager, a water supply technician and an accountant has been put in place. 

 

 

Management

Smaller, uneconomical WSCs face and will increasingly face more problems to sustain the water service provision, particularly has their income-base is low and the unprofessional approach in management of their services.  Management by contracting private companies is not an option for lack of financial profit and the expected refusal by the users for such a management option.  The option to pool management staff (including manager, accountant and technicians) and other resources among a group of small and uneconomical WSCs is being looked into.  Other possible options could be considered including mergers to establish a few large (district) WSCs.
Operation and maintenance
The companies’ final decision making body is the Annual General meeting of users’ representatives. The organisation structure of a Water Supply Company is laid down in Appendix 1. 

In a water supply company there are three types of users: domestic water point users, house connection users, and institution users such as schools, dispensaries, churches, mosques and guest houses.

Water users’ role is to protect the water supply infrastructure, to clean the surrounding of the domestic water points, to pay monthly water fee, and to attend water users meetings. Each category of users has its own tariff. The tariff is set by the Board of Directors and takes into account the operation and maintenance cost as well as the depreciation of assets. The Treasurer prepares a monthly report on income and expenditure and an external auditor prepares an audit report every year. Users agree that water-borne diseases have been tremendously reduced. Women say that they have more time for work because water is now available near their houses.   
Successes 
Successes recorded (period 1999-2000) by the WSCs in Morogoro are the following: 

· Users have established their entities to run their water supply schemes

· Users participated in construction rehabilitation and maintenance

· Users have a sense of ownership of their schemes, elect democratically their leaders, and manage the schemes. 

· Users clean the surroundings of the water points.

· Users pay water fee and hold regular meetings to solve water supply problems. 

 

Problems

Problems experienced (period 1999-2000) by WSCs in Morogoro include the following:

· Poor relation between the Village Government and the WSC Board

· Low collection of fee (20 to 50%) in most companies

· Insufficient funds for major rehabilitation and expansion of schemes

· Insufficient management skills.

· Insufficient funds for users mobilization 

· Lack of transport facilities to monitor operations and to carry out efficient maintenance.

· Weak networking 

 

Enabling environment
The sustainability of the WSCs in Morogoro is totally dependent on the enabling environment. This environment is influenced by the donor community, the water policy and the government organs including the Government at local, district and national level. 

 
Donor community

As far as the donor community is involved, it is certain that the WSCs have received a strong support from the Dutch government in terms of funds for construction, rehabilitation, facilities such as transport and capacity building. Certainly, these companies could not have reached such a level of organisation without this support. Now that the support has ceased, there is a high risk that the momentum of the transitional process falls. This risk is high because the ending of external assistance was abrupt. Assistance is still needed specially in supporting the strengthening of WSCs and the Federation that they have founded. 

 
Water policy

The water policy in force in Tanzania is very conducive to the work of WSCs because it supports the formation of legal entities to manage water supply scheme at community level. The policy has clarified the roles of users, Government, NGOs and the private sector. The policy gives to the private sector the responsibility for investment and improvement of skills and quality control in water supply sector at affordable cost. In the policy, women have also been given a central role in the development, management and protection of water resources in order to attain sustainability.
 

Local Government
According to that policy, the local government role is to mobilize users to initiate and implement water schemes, and to protect water sources by involving water users.

NGOs

The policy gives an important role to NGOs. NGOs should support users in protection of water sources and in providing education to the community of water users. 

 

Water Users

The policy has made clear that the users are responsible for contributing a part of the funds required in investment in water schemes, and the total costs of operation and maintenance. 

 

Central Government

The role of the Government at national level is to set targets and to implement the strategies resulting from the water policy in investment, water supply service delivery, improvement and development of infrastructure. In addition, the Government at national level should ensure adequate human resources development, public education, research in water sector, and safe health to the water users. 

 

District Level Government 
At district level, the District Council role is to mobilize people in initiation and development of water supply schemes, management of water resources environment and water source protection by initiating and implementing by-laws. So far the role of the District Councils is played in the interest of WSCs. At village level, the sustainability of WSCs will depend on the harmonic relationship between the WSCs and the local stakeholders including the Village Government. The problem here might be lack of recognition for the autonomy of the water supply company by the Village Government. The support of the Village Government officials, and the local politicians such as councillors and members of parliament is a requisite for the success of a water supply company. There are conflicts between Village Governments and some WSCs. These conflicts are however easy to solve provided good facilitation is available. The Federation of Water Supply Companies is playing here a tremendous role. 

 
Post-donor support phase

 The post-donor phase of about one year has enabled the WSCs to learn how to survive with little support. The main achievement during this period is certainly the formation of the Federation of WSCs, an umbrella organisation aiming at uniting and strengthening the companies.  The Federation assisted the companies to secure little funds that enabled them to hold meeting and to monitor operations. Maintenance of the structures is going on, and payment of water fees continues with different levels of efficiency. Collection efficiency now ranges between 25 and 90%.

 

The WSCs’ priority now is the capacity building to sustain the level of mobilization reached. There is a need to improve the technical, financial and networking skills. The need for facilitation in solving social conflicts between the community and some stakeholders is of paramount importance. But above all, improving the enabling environment by sensitizing the local government officials is one of the requirements for the sustainability of WSCs. Some companies are made up of poverty-stricken communities that cannot raise the water fee. These communities require assistance to initiate income generating projects. 

 

To fulfil these needs the following options can be considered:

· Further sensitization of water users may be done by independent facilitators including NGOs.
· The Government should publicize the water policy as a means to make clear the roles of each stakeholder. Use of seminars, workshops, and design of a promotional strategy should be put in place to improve the enabling environment. 

· Donor support is required to assist the WSCs in the rehabilitation and expansion of schemes and in improving the transport means of water companies and the skills of their leaders. 

· To improve the management skills of the WSCs, they should contribute some funds for in-house training. Donors may supplement the funds. 

· A WSCs Fund should be established by stakeholders to support the sustainability of WSCs. 

· Some studies are required to determine water fee affordability in poverty-stricken communities and the strategies to enable poor water users to pay water fee. 

 

4.
THE FEDERATION OF MOROGORO REGION WATER SUPPLY COMPANIES

 
4.1 Information

 

During the last two years of the defunct Domestic Water Supply Programme (DWSP) a priority was geared to the capacity building of 21 WSCs.  Major tasks undertaken by the DWSP included the completion of rehabilitation water supply schemes, water users’ self-evaluation by using the SWOT methodology, a series of training in management as well as in technical aspects.  Activities included several regional workshops on sustainability of piped water supply.  The training and workshops enabled the members of the company Boards and executives to be equipped with tools for companies sustainability 

 

From the SWOT analysis carried out in 1999 and 2000 it was found that no water supply company has reached a sufficiently high level of sustainability to be left alone. In the main report
 by the SWOT team on the sustainability of WSCs, it was recommended to facilitate the formation of a Federation and to strongly support its development. It was further suggested that among others, the Federation will assist the newly formed WSCs to acquire external support services that they cannot obtain because they miss the contacts and they lack experience on contracting.  The concept of the Federation and its relation with the higher institutions and its potential roles towards the WSCs has been illustrated in figure 2.

Figure 2:  Conceptual framework of a Federation of WSCs

 At the later stage, the DWSP support was scheduled to stop at the end of 2000. Following this schedule, thorough, extensive and analytical study was carried out in September 2000 to explore, substantiate, and document development scenarios to achieve long term sustainability of piped water supply schemes and organisations in rural areas of Tanzania. This study
 was facilitated by a short-term mission lead by a Water Supply Institutional Development expert from the IRC in the Netherlands.

 

The mission’s recommendations included that:

· There is a need and demand for an independent support organisation, a Federation of Water Supply Companies. 

· This Federation should have the mandate to give support to (urban and rural) water supply organisations including facilitation of capacity building and contracting the Private Sector.

· The Ministry of Water with the support from external donors should support the establishment and operations of such an independent non-governmental organization for a substantial period of about 10 years. 

 

Following these recommendations, water users and their companies established the Federation in December 2000; the Federation was registered in March 2001 as a Company Limited by guarantee .

 

4.2
Mission, Aims and Objectives.

 

The major mission of the Federation is to assist the WSCs to become gradually sustainable through uniting them and strengthening them.

Objectives

 

According to the Memorandum and Articles of Association of the Federation, major objectives of the companies include the following:

· To strengthen WSCs of Morogoro region to sustain themselves. 

· To foster strong unity among WSCs of Morogoro region. 

· To assist water users to establish WSCs and to manage the provision of water services in villages. 

· To provide education on health and sanitation, environment and management of water projects. 

· To search and identify actual financial requirements and expertise needed to provide water services to villages. 

· To provide and sustain good relationship with private sector organisations and government institutions involved in the provision of water supply services in Morogoro region. 

· To provide assistance to all companies on technical, financial, administrative monitoring and general management activities. 

 

4.3
Institutional Arrangement

The National Water Policy encourages the establishment of water supply entities that would involve private sector, collaborate with Government and NGOs from village to national level to ensure sustainable water supply.   

The Federation of Morogoro Region WSCs Limited is a new institutional arrangement in Tanzania. It is the first umbrella organization of autonomous water supply entities of its kind established by 21 WSCs covering 35 villages. (7 WSCs (33%) have less than 5,000 consumers; 13 (62%) have between 5,000 and 10,000 users and one WSC (5%) has nearly 28,000 consumers (see appendix 3))  It was a logic and strategic move of the WSCs aiming at sustainability. Without higher support they could not sustain their roles of providing clean and safe water in accordance with the national development policies.

 
The Federation has a Board of Directors composed of 6 members. Four members represent the

WSCs, one from each district of Morogoro region and two directors are women purposely elected to ensure women involvement in the management of the Federation. The directors hold office for a three-year term and elect a chairman and a secretary.  So far, the Federation has no permanent management team but uses a part-time secretary and professional consultants. Plans are underway to recruit employees. The Federation holds an Annual General Meeting every year, so far there has been one, and the Board of Directors hold meetings every three month. (See organization structure – appendix 2)
  

4.4
Activities and tangible outputs

 

Because of the size of the communities being served, there may be not enough people around with the necessary expertise and experience to become efficient members of the Board or management staff. For the smaller companies in the rural areas, the income from water sales is too limited to enable management to work effectively and efficiently towards the sustainability. 

 

In response to water companies’ demands, the Federation has been formed to pursue some tasks that they on an individual basis were not able to carry out – see Table 3.

 
Table 3: Activities and tangible outputs of FEWASCO in Morogoro
	Activities
	Outputs

	1. Engage short-term consultancy to conduct rapid assessment of the companies
	· Profiles of all WSCs available 

· Technical and managerial problems documented 
· WSCs were sensitised and facilitated to plan for actions

· Planned implementation in progress

	2. Training of managers and Board members of WSC on financial management
	· Training on financial management conducted in 2001 

· Tools developed to improve management of companies and hence financial collections and transparency

· Result: Collection rates increased from 20% to 90%

	3. Training of Water Supply attendants on technical issues
	· O & M improved by local technicians

· 22 technicians skilled in basic piped water supply maintenance

	4. Build and update financial performance database for the WSCs
	· Monthly financial report prepared by WSCs and sent back
· Feed back on financial report overviews sent back to the companies

· On-job-training delivered to correct mistakes

	5. To support general facilitation and learning by the WSCs
	· Provision information on suitable contractors to WSCs

· Intervention in negotiation between WSCs and contractors on fair rates

· Facilitation of learning by exchange visits and comparison of performance on service provision 

	6. Holding Annual General Meetings
	· First Annual General Meeting hold

· Transparency improved between WSCs and FEWASCO 

· Exchange of ideas 

· Plan and budget endorsed 

· New women (2) directors joined the team of 4 directors


The Federation has an ambitious five-year programme; its implementation depending on external funds; see appendix 5
4.5
Financial sustainability

 

In the past, the Tanzanian water policies indicated that water in rural areas was a free social good.  That perception was - and often is – strongly carved in the minds of rural community members.  The decentralisation brought the responsibility for water supply to the district and village levels but payment for water to recover O&M costs remained an issue hard to achieve.  Political interests do not support the awareness raising for cost recovery; willingness-to-pay for water remains low particularly when alternative water sources are available.  

 

The Dutch Government had financially supported the water supply development and management in Morogoro region.  The ending of that support brought the established WSCs in a difficult situation knowing they needed that support.  DHV, the implementing consulting agency of the Dutch-supported programme, was concerned with the sustainability of the WSCs.  Therefore, the WSCs established the Federation when in 2000 the Dutch support in the rural water sector in Morogoro stopped. With the limited government resources and users who were used to free water as social good the Federation was founded with serious problems in the effort to achieve long-term sustainability of water services. During the Federation’s inception, an analytical study showed that only nine out of 21 WSCs had sufficient large number of consumers and therefore income such that they would have good change to sustain their water services.  

 

The Federation gets a nominal contribution from the members (membership fee is $50/year); this amount is even not enough to establish a small office.  For the first year the Dutch Embassy in Tanzania provided financial support which ends July 2002. The present contribution level is insufficient to provide any support to the WSCs, an issue that has to be looked into to sustain the Federation.  Contribution may – for instance – be based on production or number of consumers.  External financial support may be needed for specific activities.  
4.6
Successes, Problems and Risks

 

Successes resulting from the existence of Federation
· Awareness among consumers on ownership of the water system has increased

· Autonomy especially at BoD level has increased

· Transparency of the financial management in the WSCs has enhanced. 

 

Problems and risks

· Continuing interference by Village Government in WSCs’ affairs

· Absence of local political support in Water Policy issues as need to pay for water services for O&M of the system, resulting in low willingness-to-pay for water
· Presence of free-of-charge alternative water sources 
· Low level of health and sanitation education, so low awareness on need for safe water
· Past hangover of poorly-managed community projects

· Professionally competent staff at management and technical level, need strong financial basis to perform satisfactorily
· Lack of supporting organisations; also Federation needs backing from supporting agencies in government, NGO and private sector
· Financial sustainability of Federation is very low; contribution of WSCs is nominal and therefore viability of Federation seems to depend fully on external donors
 
4.7
Important issues remaining 
· Need for a national and regional regulator

· Monitoring of performance indicators in order to identify WSCs with poor management
· Need to exchange lessons from financial monitoring to improve financial performance

· Need for benchmarking on quality service provision to improve service performance

· Need for facilitation between WSCs and private sector (for designs - implementation)

Appendix 1:

ORGANISATION STRUCTURE THE WATER SUPPLY COMPANY


Appendix 2:


ORGANISATION STRUCTURE 

FEDERATION OF MOROGORO REGION WATER SUPPLY COMPANIES Ltd




Appendix 3:  Data on 21 WSCs under the Federation in Morogoro Region 



Appendix 4: Main components of the Federation’s five-year plan
· Formation of district implementation team to work closely with the Federation

· Preparation of a management guide for FEWASCO


· Sensitization of village, ward and district government officers and politicians on the new water policy, especially the need to pay for water and the need to\ prohibit interference by Village Government in WSC affairs


· To carry out various studies, including:

· Training need assessment

· Resources required for FEWASCO

· Capacity building programme

· Environmental studies

· Socio-economic surveys to check affordability and to identify income-generating activities in the communities

· Scheme rehabilitation, rectification and expansion needs

· Human resources and institutional development plan

· Application of SWOT and PRA exercises to communities/companies

· Study on women and gender

· Study on use of health and sanitation facilities

· Preparation of procedures to join the Federation

· Preparation of FEWASCO management guide

· Assistance to new WSCs

· Establishment of a Water Supply Resource Centre

· Establishment of a Rural Water Supply Development Fund

· Training of scheme attendants, treasurers, managers and directors of WSCs and Federation

· Enabling environmental workshop


· SWOT ToT and PRA ToT


· Financial management training for Treasurers and Accountants


· Management workshop for WSC managers and Federation directors


· Monitoring and reporting workshop


· Annual Federation performance workshop


· Community sensitization on 

· Women and gender

· Payment of fee

· Hygiene and sanitation

· Environmental protection of water sources

· AIDS/HIV prevention

· Introduction of water meters

· Establishment of a Central Water Supply Store


· Rectification, rehabilitation and expansion of selected schemes


· Water quality surveillance
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Water Supply Company�
Scheme �
Functioning �
�
�
Scheme �
Average�
Villages�
Population�
No of DWPs�
HC + BC�
�
�
�
�
Type�
    Rate%�
�
�
Value�
Monthly �
served �
served�
�
�
�
�
�
�
�
DWP�
HC�
BC�
(TShs.) �
Income�
 �
�
�
�
�
�
�
1. Kambala�
Diesel�
100�
NA�
NA�
37,052,000�
79,946�
1�
3,780�
7�
0�
�
�
�
2. Mkuyuni�
Gravity�
94�
NA�
NA�
104,550,000�
 -�
1�
3,429�
18�
58�
�
�
�
3. Mlali/Kipera/Melela�
Gravity�
50�
65�
94�
228,600.00�
71,508�
4�
14,872�
18�
112�
�
�
�
4. Lukenge�
Electric�
60�
NA�
NA�
23,065,000�
74,180�
1�
1,266�
7�
0�
�
�
�
5. Ndole�
Gravity�
100�
100�
NA�
24,849,000�
 -�
1�
1,730�
67�
2�
�
�
�
6. Ruaha�
Gravity�
100�
100�
100�
50,336,000�
495,956�
1�
17,978�
40�
334�
�
�
�
7. Msowero�
Electric�
85�
100�
100�
49,700,000�
84,160�
1�
7,100�
28�
5�
�
�
�
8. Magubike�
Diesel�
37�
100�
100�
43,945,000�
76,794�
1�
3,745�
19�
16�
�
�
�
9. Dumila�
Electric�
100�
NA�
NA�
62,889,000�
NA�
1�
8,470�
28�
77�
�
�
�
10. Rudewa/Gongoni�
Electric�
100�
100�
100�
62,014,000�
191,917�
1�
5,734�
13�
97�
�
�
�
11. Mikumi�
Gravity�
79�
88�
81�
220,811,000�
239,481�
1�
10,500�
33�
234�
�
�
�
12. Kimamba�
Electric�
100�
100�
100�
87,448,000�
1,438,237�
1�
10,200�
44�
164�
�
�
�
13. Ikela�
Gravity�
100�
100�
100�
244,904,000�
1,371,262�
2�
27,693�
81�
403�
�
�
�
14. Mlimba�
Electric & Gravity �
97�
100�
100�
379,203,000�
1,110,820�
3�
9,706�
39�
21�
�
�
�
15. Lumemo/Mahutanga�
Electric�
99�
NA�
NA�
49,630,000�
84,000�
2�
7,907�
18�
2�
�
�
�
16. Ichonde/Kisawasawa�
Gravity�
26�
NA�
100�
79,683,000�
87,680�
3�
13,790�
31�
41�
�
�
�
17. Mwaya/Mgudeni�
Gravity�
100�
100�
100�
105,722,000�
190,422�
2�
8,206�
36�
28�
�
�
�
18. Mtimbira�
Gravity�
100�
90�
100�
247,466.00�
78,485�
6�
18,000�
82�
55�
�
�
�
19. Isongo�
Gravity�
100�
100�
100�
42,500,000�
95,533�
1�
1985�
17�
4�
�
�
�
20. Makanga�
Gravity�
91�
 -�
100�
34,058,000�
 -�
1�
1079�
11�
7�
�
�
�
21. Rumwamchili�
Gravity�
98�
100�
100�
191,653,000�
NA�
4�
12,250�
56�
38�
�
�
�
TOTALS/AVERAGES�
�
86.4761�
95.928�
98.3333�
1,894,488,066�
5,770,381�
39�
189,420�
693�
1698�
�
�
�
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Private
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Development


Banks





External Support


Agencies and 


NGOsand  cap building mancem financial monitoring to improve performancellage schemes.
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GOT





Mikumi WSC	





Rudewa/gongoni  WSC





Ruaha WSC





Msowero WSC





Magubike WSC





Dumila WSC





Kimamba WSC





Kambala WSC





Ndole WSC





Mkuyuni WSC





Mlali/Kipera/Melela WSC





Lukenge WSC





Rumwamchili WSC
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KILOSA DISTRICT REPRESENTATIVES





WOMEN REPRESENTATIVE











Mlimba WSC





Ikela WSC





Makanga WSC





Isongo WSC





Mtimbiera WSC





FED MANAGEMENT





MOROGORO RURAL DISTRICT WSC REPRESENTATIVE





ULANGA DISTRICT WSC REPRESENTATIVE





KILOMBERO DISTRICT WSC REPRESENTATIVE





WOMEN REPRESENTATIVE





ANNUAL GENERAL MEETING








� Adviser to the Federation


� Chairman of the Federation


� IRC International Water and Sanitation Centre, The Netherlands


� Mission report “Enhancing Sustainability of Piped Water Supply in Rural Tanzania” from the Netherlands Government-supported Domestic Water Supply Programme in Morogoro Region, managed by DHV, December 2000, gives a good comparative analysis of the different institutional and management options.


� Royal Netherlands Embassy – DHV (1999) Main Report SWOT Phase 2.  Domestic Water Supply Programme Morogoro Region


� Royal Netherlands Embassy – DHV (2000) Enhancing Sustainability of Piped Water Suuply in Rural Tanzania.  Domestic Water Supply Programme Morogoro Region
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