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Introduction

The importance of training (and why it often fails)

Despite many years of experience and documented case studies stressing the importance of investing in training and capacity building and the direct link with sustainability, all too often efforts of agencies involved in rural water supply systems concentrate on infrastructure provision without investing sufficient resources to ensuring appropriate management structures and capacity is in place to manage them.  

The nature of Government and donor funding often contributes to this as it tends to be restrictive and timebound producing pressure to show tangible results in a short timeframe.  Consequently infrastructure is prioritised above training.  This is particularly the case for humanitarian aid. Whilst emergency life saving interventions must take precedence over longer term sustainability issues, it does not excuse a failure to consider the longer term consequences of actions and decisions made during the life of the project.  At worst, emergency interventions can directly undermine long term development efforts.  Even where training is built into a project there is rarely sufficient monitoring and follow up which is inevitably always required to deal with teething problems after a project is completed.

A quality training programme cannot be rushed.  Building up management capacity of rural communities and setting up systems to enable them to manage a water system takes time.  It should start at the planning stage with local involvement in decision making, technological choice, service level, and include a systematic training programme to meet identified gaps of those responsible for management and maintenance once facilities are completed. 

Whilst there may be circumstances where large centralised workshops can add value, it is totally unrealistic to expect that an intensive one week training course to a Water User Association, at or near the end of a project, will equip them with the skills to manage their system without further support or follow up - yet this is commonly the case.  Such an approach is likely to lead to an overload of information with little long term benefit.  Adult learning is far more effective when ideas are introduced gradually, with time to reflect and put into practice before moving on to another issue.  This requires support over a sustained timeframe and significant effort and resources.  Essentially it requires a change of approach to how the majority of organisations have gone about capacity building in the past and a commitment to allocate sufficient time and resources to carrying out appropriate training and follow up to measure the impact.  This implies having time and being flexible to adapt to observations on the ground and different circumstances and learning needs of communities.  Whilst this may be logical, in practice it is rarely done, as although it is not necessarily costly, it requires considerable time and effort.

Training must also recognise that as with any organisation, there is a turn over of people at village level with leaders/committee members stepping down or moving on so inevitably refresher training or repetition of training is required.

A tool kit towards achieving effective Community based management.

As well as advocating for this change in thinking, the purpose of this document is to provide a practical structured guide and set of tools to support this process.  It is a working document, which requires updating subject to feedback from the field on what works well and what can be done better.  Hopefully it will contribute to sharing of best practice between agencies, greater harmonisation in approaches used and improved quality of training programmes. 

The toolkit is divided into modules, each of which focuses on one topic.  This enables a training programme to be implemented in a flexible way to suit different environments, resources, contexts and time constraints.  The content can either be covered through a regular informal meetings at village level tackling one or two topics each time or through more structured formal workshops.  The important thing is not to rush the process or tackle too much in one go – which will result in overloading participants with information - too many messages but very little impact. 

Each module is split into three parts: 1. Outline of module – summarises the objective of the session, key learning points and methodology; 2. Guidance notes to facilitator - suggests how to approach the topic; and 3. Resource information - for preparation of the session and referral. It is up to the facilitator to decide whether all exercises are appropriate or necessary for a particular group.  The learning approach relies heavily on participatory methodologies and a belief that these approaches are far more effective methods for adult learning than more traditional teaching (lecturing) techniques.

It is important to recognise that there is no single “one fits all” training approach, as the technical and social complexities present within each community and water system demand special attention.  Things that work well with some groups may not be appropriate for others.  Consequently different tools are suggested and it is up to experienced facilitators to decide what is appropriate and how training will be structured and facilitated.  This will be influenced by the composition of the group, past experience and literacy level. In recognition of the differing training needs associated with different technical systems, separate modules are included for different technologies and types of pumping equipment.

It may be preferable to translate some of the key resource material into the local language and distributing to participants following completion of the training to support the work they have done.  

Oxfam GB produced the initial draft of this toolkit because at that time there was a lack of available quality training materials, and consultation with other agencies highlighted no common agreement on how best to approach capacity building of water committees.  This updated version includes additional materials developed by Water Services Trust Fund and others.  It is hoped that wider input on this draft from Government and other sectoral agencies, plus field testing, will lead to greater harmonisation between stakeholders engaged in training of WUAs and encourage a consensus both to approach in designing technical interventions and related to capacity building. 

The challenge of Sustainability

The Rural Water and Sanitation Network in 2004 estimated that out of 250,000 handpumps in Africa, less than half are operational.  A World Bank evaluation in Mali found that 90% of handpumps were inoperable within one year of installation.
 It can be argued whether the situation in Kenya is quite so bad, however visit a village at random and the chances are you will find one or more of the following: aging water infrastructure without necessary maintenance, pipes and/or reservoirs leaking, generators and/or pumps broken and in some cases communities are even unable to even afford the daily operating costs (fuel and salaries) to keep systems running. Why?  Sustainability is a complex issue made up of many factors or building blocks:

[image: image1.jpg]


Communities or water users have shown that they have the potential to become a very effective and responsive management structure to sustain rural water supplies, however community management requires ongoing institutional support.  It should not be assumed that once a community has been sensitised or mobilized it can be left alone to manage its own water supply.  Similarly it should not be assumed that a sense of ownership will automatically lead to a sense of responsibility and willingness to finance and manage.

Sustainable financing mechanisms need to consider O&M and longer term rehabilitation and replacement costs.  To achieve this transparent and accountable financing systems are required and there must be an understanding of the need to pay for a water service from individual users.

Technology does matter.  More important than the engineer, who advises technically on the most appropriate means to deliver a certain quantity and quality of water, are the views of the beneficiaries themselves.  How many times have the people, who are expected to manage the water facilities, once an implementing or support agency has left, been fully informed of the operation and maintenance costs of components of their water facility and been able to influence the design, technical choice and service level?  A VLOM
 handpump may not be considered appropriate by a community that has always relied on rope and bucket to draw water, and where spare parts are unavailable.  Conversely the improved level of service that can be attained by more “hi tech” solutions such as diesel, wind or solar powered pumps need to be balanced against the expectations of users and their ability to afford and maintain the system.  If a community has little or no direct involvement in determining service level and technological choice it should not be a surprise to find that they are reluctant or unable to repair things when they break.  

The recent drought highlighted the inability of many communities in arid and semi arid areas to even afford daily fuel and salaries to operate their water facilities, let alone contribute to longer term maintenance and capital replacement costs.  Under these circumstances, it has to be questioned whether some of the larger mechanised systems initiated by both Government and donors are appropriate for the communities which they are supposed to serve.  Poor management exacerbates the problem but the bigger underlying issue is often one of economic marginalisation.

Related to this is ensuring long term accessibility to necessary spare parts.  Sourcing of spare parts remains a major problem in large parts of rural Kenya as much as a skills gap in rural areas to troubleshoot and rectify problems. 

Favourable national policies and strategies will influence sustainability.  The Government of Kenya encourages community management, however, in practice there is an institutional capacity gap from the national down to the local level to support communities in achieving this.  Government should be the leader, administrator and coordinator in this work and must recognize its responsibilities in providing necessary support for communities.  

The Kenya Water Reforms recognise many of these issues.   By providing a legal and institutional framework, the 2002 Water Act provides an enabling environment for sustained improvements to be made.  However at the time of writing, a huge gap remains between what on paper appears to be strong pro poor policies and the reality on the ground.  Water Service Boards lack resources and a field presence so cannot support water service providers as they are mandated to do and the Water Service Trust Fund money is not reaching those communities who have been identified as target locations.  

Monitoring, evaluation and review are essential factors in encouraging development of sustainable structures and this stretches from the National down to the village level.

This training can therefore only be considered as only one part of the building blocks, which alone will not ensure sustainability.  However providing quality training to build community capacity and properly prepare village representatives to manage their system is absolutely essential for a sustainable rural water supply.   

Guidelines for facilitators

1.
Steps to good facilitation

Be well organised: Read the trainers guide before training so that you are well prepared and know how to handle your sessions.

Practice beforehand  how to conduct the sessions in the local language.  You will have to get used to translating phrases in the guide.

Be friendly: Make everyone feel comfortable and part of the group.

Ask Questions: Use simple clear and “open” questions which allow for many different answers and discussion.  

Open questions: are questions that encourage people to give their own opinions, rather than a “yes/no” or single response.  Example “what problems do you have with your water sources?” or “How can you raise money for the new facility?”  These questions facilitate open discussion.  They allow people to express their own ideas and find  their own solutions without fear of giving a wrong answer.

Closed questions: are questions that get people to give a specific, short answer or a “yes/no”.  Example: “Is the river water dirty?” or “How often will you collect the money?”  These questions stop people from discussing.  Instead they create an uncomfortable, “interviewing” process which is tightly controlled by the facilitator.  Avoid using closed questions.

Wait for responses:  Give people time to think and come up with an answer.  Don’t bombard them with more questions.

Don’t rush:  Find the pace that people feel comfortable with.

Don’t do all the talking: Remember your job is to ask questions and get participants to do the talking.

Encourage everyone to contribute:  Make eye contact, use hands, walk close to shy people and use names.  Try to draw out the silent and control the talkative.

Use minimal encouragers: – “yes ….. I see …. And then? ….. tell me more” They help to keep the person talking.
Listen actively:  Use eye contact and body language.  Praise and encourage but don’t over praise.

Re-phrase: briefly restate what people say in your own words, to make sure you have heard and understood.  When you rephrase make sure to do two things – 1) verify with the speaker if you have understood correctly, and 2) see if others want to add something.

Be gender aware: Encourage women to be active in the discussions.

Probe:  Don’t be satisfied with one answer. Ask follow up questions to explore issues and make it clearer – “Why?  What else? … Tell me more   Can you explain further?”

Redirecting is a way of building on one person’s answer in order to get others involved in the discussion.  Example: “She said ……….. what do others think?”

Observe:  Look around and see who is participating and who is left out.  Are people still interested?

Summarise:  Restate what people have said in a simple, brief form.  This will make it easier for people to contribute.

Watch the energy level:  Look for signs of tiredness or boredom.  When people get tired, change the activity, introduce a song, or take a break.

Be a good time manager:  Estimate how much time each activity takes, watch the time and set an appropriate pace for the group.

Don’t let one trainer do all the work:  Help the trainer who is conducting the session.

2.
Different ways of encouraging participation

There are various different techniques to get information from a group and encourage participation.  Whilst some are better for certain situations and according to group size and sensitivity of issue being discussed it is probably best to try to vary techniques to keep the sessions as fresh as possible.

Open brainstorm by asking the whole group and people shout out.  Easy to do, may be less effective the larger the group and there will always be certain participants who will dominate discussion.  Quiet or shy participants may be reluctant to contribute.

Pairs:  Ask participants to find a partner and briefly discuss the issue.  This ensures everyone participates and answers can be read out by systematically going round each group or shouting out answers.

Individual:  Each person writes down his/her opinion(s) on a piece of paper (or perhaps post it notes) and places it at the front of the room.  The answers can then be analysed and discussed in a bigger forum.

Small groups:  Break into groups discuss and report back.  This allows everyone to participate 

3.
Planning and logistics

Planning: The trainers should meet and review the lesson plan before each session so s/he is clear on methods to be used and what it is hoped will be achieved.  2-3 facilitators are required if the training is being conducted as a full day workshop and more than one committee is to be trained.  Individual modules being carried out at a village level with a single committee can be facilitated by one person.

Timing:  The date of the workshop/meeting should be agreed following consultation with the participants.  Bear in mind the seasonal demands on farming activities, local holidays and any other demands on community time.

Location:  The preferred approach for a step-by-step training programme is within the village.  This is likely to minimise cost and disruption and increase participation.  If more than one committee are to be trained at the same time it may be more convenient to conduct the workshop in a central place away from the village.  However the potential negative implications of this must be considered, will women be excluded, what are the added benefits of bringing groups together compared with costs of big group, less participation.

Methods:  The success of a training is largely dependent on the skills of the facilitators in applying participatory methods (discussion, small group work, demonstration and practice), adapting to the needs of a particular group and fully involving them.  These methods help participants to learn through doing.  Trainees should be encouraged to discuss and analyse from their own experience to help solve problems and resolve action plans.  If the trainers start “teaching” or lecturing, participants are likely to either switch off or forget what they were told.

Materials and handouts:  Ensure all materials are arranged well in advance. Literacy levels may determine whether pens and notepad for participants and handouts are required and whether material will be presented on flipchart or verbally only.  Possible materials to consider include, flipchart – board & paper, masking tape, marker pens (various colours), this trainers guide, flash cards and photographs to illustrate specific issues.

Group Size:  The larger the group the more difficult it becomes for facilitators to involve participants and focus on individual concerns.  It is difficult to apply a rigid guideline but perhaps a ratio of 1 trainer per 10 people is a manageable and optimal group size.

Refreshments:  Consider whether it is necessary or appropriate to arrange refreshments or lunch.  This will depend on the length of the meeting.  Refreshment breaks and provision of lunch are likely to improve concentration and motivation of participants.

4.
General Format of Sessions
Appropriate format to a session may start by recapping on progress made during previous meetings and analysing progress made since then.  Progress to next level should be dependent on issues being fully understood and agreed actions plans implemented.  At the start of each session present the purpose of the session, issue(s) to be addressed, methods, expected timeframe and what you hope participants will get out of it.

For each session, the facilitator judges whether it is necessary or appropriate for introductions, icebreakers and energizers.  This will be determined by the environment in which the training is being carried out.  A formal workshop where participants are meeting each other for the first time will require some time to be put aside for participants and facilitators to get acquainted and relaxed with each other, whereas this may not be necessary for small groups from the same village or area. The introduction sets the scene for the rest of the training; so spending time at the beginning explaining things in detail and clearing up any misunderstandings may save time later.  For example, listening to the views and expectations of participants can help the facilitator to judge how best the content can be tailored to meet the participants needs and avoid disappointment or confusion by ensuring expectations are realistic (this is especially important for established committees than may have undergone some training already.  Setting workshop or training rules, for example related to time keeping or respect of others opinions, may avoid potential delays or conflicts as the training progresses.  It is up to the facilitator to decide what is appropriate. 

Try to vary sessions to maintain interest from participants.  For example issues can be discussed/ examined through a range of techniques including; participants pairing-up, brainstorming, writing ideas individually on flash cards, group discussions, demonstration, case studies, role play  ..etc.  

Lastly be aware that it is often the participants who are least likely to speak openly that have the most interesting ideas to share.  Conversely the most outspoken, influential individuals, often have little of substance to contribute, often do not speak fo rthe group and prevent others from contributing.  It is the job of the facilitator to devise strategies both to ensure those who normally sit quietly at the back (often women) are comfortable speaking and those who normally dominate discussion give others a chance to be heard.

Module 1: Training Overview & Concept of Sustainability 

1. Outline of Session

Objectives:

· To present the course objectives and structure.

· Outline step-by-step approach and agree on topics.

· Reach a common understanding on the definitions of sustainability and the concepts of operation and maintenance.

Key Learning points

By the end of this session, participants will: 

(ii) know why they are here, 

(iii) have a basic understanding on the training approach which will be used

(iv) be aware of the commitment expected from them throughout for the training programme for it to be successful.

(v) be able to explain the meaning of the term sustainability and understand how effective timely O&M contributes to it.

(vi) Be aware of the range of problems associated with managing a water system.

Methodology

1. Welcome address/introduction

2. Exercise for group interaction/”icebreaker” if required

3. Presentation of overall training objectives & methodology.

4. Presentation/discussion on what operation, maintenance and sustainability mean and how they relate to each other.

5. Case study/group exercise 

2. Notes for the facilitator

1. Introduction

As part of the introductory session and prior to starting any training it is essential to get an understanding on the background of the group and what previous training they have had in the past.  In addition to making a note of what areas they have covered and some of the subjects which may require more attention than others it is interesting to clarify perceptions on previous trainings, what did they like, what did they not like.  Are they applying what they learnt? what were/are the constraints?

Either on paper or in plenary, ask participants what their expectations are towards this training programme and discuss. 

2. Objectives

Summarise the aim of the programme (adapted from figure 1.1) highlighting the course structure, methodology and topics and what it is hoped participants will get out of the training and where appropriate relating this back to the expectations of participants.  

The facilitator must stress that s/he is not here to teach or give answers but to guide participants through many of the issues they will face in their village in future.  Answers and solutions to situations and problems must ultimately come from participants themselves who are able to judge what is and is not appropriate for their community.  The sessions should be participatory in nature and participants will get out of the course what they put in.

The needs should come from the community and it is up to WUA members themselves to highlight what areas require strengthening so that a training programme will be tailored to meet these needs.  Once agreed a step by step approach will be adopted.  This means facilitator will expect discussions and agreed actions to be put into practice before moving on to the next step.

It is important that a consensus on this is reached and any fears or concerns are addressed.

3. Sustainability, Operation and Maintenance

With reference to figure 1.2, define operation, maintenance and sustainability.  Illustrate by referring to activities or components related to their own situation and water system that this specific committee is managing.  Some examples which can be used as the basis of case studies are included in section 3.

Ask participants whether they consider the issues are examples of preventative, corrective or crisis maintenance?  After highlighting problems, the group can brainstorm on what they could/would do if they were in charge to address or avoid such problems occurring.

4. Summarise

The facilitator concludes the session by highlighting that the participants have a choice – 

If they really value their water or sanitation facilities, maintaining it requires hard work, organisation and money.  This series of trainings will present ways to achieve this.  It’s up to you (as a community) to follow or adapt methods.  Be aware that management and maintenance starts even before water facilities are completed - experience shows it is very difficult arrest the decline in an already failing water facility at a later date.

Whilst there are some issues beyond their control – good governance and accountable management will go a long way towards ensuring that a satisfactory standard of service for water is sustained.

3. Resource Sheet
3.1 What is operation & maintenance?

Operation refers to the everyday running and handling of a water system.  Proper operation maintains the level of service and contributes to a reduction in breakdowns and maintenance needs.

Maintenance refers to the activities required to sustain the water supply in a proper working condition.  Maintenance can be divided into:

· preventive maintenance – regular inspection

· corrective maintenance – minor repairs

· crisis maintenance – unplanned response to emergency breakdown.
3.2 What is Self Reliance and Sustainability?
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      Figure 1.1

As new water supplies are developed the level of benefit increases – e.g. more water is available, it is closer to the home, less time is spent queuing and/or water quality is improved.

A water system is sustainable when:

(i) It is able to deliver an appropriate level of benefits to consumers (quality, quantity, affordability, equity, reliable) &
(ii)  It continues over a prolonged period of time which goes beyond the life cycle of the equipment).

A community can be described as self reliant when it possesses the knowledge, skills and resources to operate and maintain their water system.  This does not necessarily mean that external support will never be required but that the community have the knowledge and ability to source it when needed. (The District Water office/Water Services Board is there to support WUAs and there are GoK funds available to support rural areas (WSTF, CDF, LATF).

Unfortunately in rural Kenya at the majority of water systems meet neither of these criteria.

3.3 Tool 1: Use of photographs to provoke discussion on aspects of operation, 

      maintenance and sustainability.  

Using appropriate visual aids break into pairs or small groups to discuss aspects of operation, maintenance and sustainability in relation to the photographs that they have in front of them.  (A series of photographs are included in the appendix that represent many of the issues below.  As will PHAST and hygiene promotion IEC, most effective discussions will result from materials that are context/geographically specific and culturally relevant).

 (i)
immediately after project completion with community drawing water from handpump/water kiosk.

(ii) 
Poor hygiene around well/water point and stagnant water.

(iii) 
Broken fencing/equipment/tapstand.

(iv) Pump broken and people drawing water manually or trekking to traditional unprotected/unsafe sources.

(v)   Animals and humans sharing the same water point.

(vi) Children playing with handpump

(vii) Long queue at water points.

(viii) Silted up pan, or erosion around.

Ask participants to describe what they see, does it illustrate aspects of good or bad management and why?  If negative, how this situation could be improved/avoided.  The aim of the exercise is not to prescribe solutions but to start to raise awareness about the role and scope of the WUAs job, which goes far beyond collecting revenue.

3.4 Tool 2: Case Studies for Discussion

Different examples based on actual practical experience are provided which illustrate these points.  To provoke discussion one of more can be used and presented either as case studies or adapted as role plays and used for group discussions. The underlying message of all case studies is that poor management at the village level has caused the problem and in all cases the WUA could have done more to avoid the situation arising.  The aim is to get people thinking about what problems they may have to tackle and what could/should have been done differently to avoid a problem arising.

Note that some of the same photographs used as part of tool 1 (see appendix) can be used to support tool 2.

Scenario A - Handpump

A hand dug well is constructed and fitted with a new handpump which enables jerry cans to be filled quicker so queuing times are reduced.  As the well is also closer to the village women are spending 1-2 hours less per day fetching water.

Because no attendant is assigned responsibility of looking after the water point: hygiene around well deteriorates; stagnant water provides a breeding ground for flies and some children get sick.  Also children play with the pump, damaging the handle.

Preventative maintenance checks (eg. greasing of chain, tightening of bolts) are not carried out on the pump and it soon breaks down.  Village opens up the manhole cover on the well and returns to using rope and bucket system.  Water quality deteriorates further and drawing of water becomes less efficient.  Queuing time for water collection increases and people complain that the water is dirty again and more children are getting sick.  In response to the broken pump the administrator assigns one person as an attendant, however the damage has already been done – the pump is no longer working.  

No one within the village knows how to repair the pump.  Two men were trained but both left the village to find work.  Although a tool kit was donated to the village, these were taken by individuals and not returned so even if the technical know-how was available the necessary tools to repair the pump are not.  Because preventative maintenance was not carried out, the cost of repairing the pump is now much greater.  However because no charging system was developed by the committee, the village cannot pay for the required spare parts or the costs of a mechanic to come to the village.

Ask the group to discuss what they could have done differently as a committee to avoid this problem:

- possible ideas (but these should come from the group not the facilitator:

(ii) Charging system should have been agreed before project was finished and implemented immediately.

(iii) Somebody should have been assigned responsibility for looking after the pump and well.  This person could be paid from revenue collected from the water charges and ensured children knew how to operate the pump correctly and maintained the hygiene around the well. 
Scenario B – Solar pump

Although the WUA is aware that there should be a charge for water to cover operation and maintenance costs, because there is an ongoing drought and people have lost livestock, water fees are wavered for the first few months following installation of the pump.  When a meeting is held to discuss the issue, there is disagreement within the village about payment.  Eventually a tariff of 2 shillings per jerrycan is agreed but because people used to get water for free they are reluctant to pay and revenue collection is low.

A pump operator and watchman are identified by the village chief to guard the pump and turn it on/off but there is rarely enough money to pay their salaries.  Consequently neither is well motivated and they frequently do not turn up at necessary times.  This affects the service level and results in long queuing times for water and some people going back to rely on traditional shallow wells (where water quality is poor).  

Hygiene around water kiosk and animal watering troughs is poor because no-one is assigned responsibility to maintain cleanliness.    For a while this results in a significant loss of water, creating stagnant conditions, until water is closed off totally and the village takes water from the animal troughs.  This significantly increases the incidence of diarrhoea within the village.

Solar panels are also not cleaned and this contributes to reduced power and less water.  One evening when neither the operator or guard are on site, a thief steals 3 of the 8 panels effectively paralysing the system. 

The chief organises a harambee but the community is unable to afford the cost of new panels.  The villagers’ return to their traditional sources and wait in hope that an NGO or the Government will come and support them with replacement parts.  The only NGO in the area is reluctant to invest again only 12 months after fully funding the costs of the initial system. 

What could/should have been done differently? 

This is also an opportunity for a role play.  The donor visits the village to monitor how successful their investment was but they are very shocked to see that the system is not functioning.  They want to know why the committee despite considerable training and assurances that they would manage it responsibly have failed in this task.  Split the group into two with half the members pretending to be the donor and half are water committee members and have a discussion about how it happened and what could have been done differently. 

Scenario C – Poor management and Dependency

Village X in District Y is a large centre of 4,000 people.  The water system was initially constructed with donor money and during the severe 2005/06 drought the same donor stepped into support repairs to the system and operational costs (fuel subsidy) because this is a strategic water source and livestock were dependent on it.

During a follow up visit the donor passes through the village and is keen to see how the community is managing the project.  One water kiosk is non operating (door fallen off and no taps remain), at a second kiosk, only one of the three taps is functioning and this is leaking profusely as the pipe is being held together with a plastic bag tied with string.  Consequently people are siphoning water directly from the reservoir with a hose (or lowering a bucket in to the tank) and the women queuing at the kiosk have to paddle through muddy water.

Break into groups and look at the problem from one of the three perspectives:

Women in the village (water users)

You can remember how nice the kiosks used to be when the water system was finished.  There was no queuing and animals and people collected water from different places.  Since the kiosks developed problems, queuing for water as increased and the quality of water has deteriorated.  Some times you have to take the same water as the animals directly from the trough.  Recently you have noticed that your children are getting sick more often and worry that it is because of the water.

Donor 

You are very disappointed that despite the significant investment and training programme your organisation has provided within less than 2 years the infrastructure and service level has deteriorated and the community has not been able to carry out any repairs.  What makes you angry is that the committee are asking for further support to repair taps, an activity that would cost less than 5,000/-.  The committee confirms to you that they have 250,000/= in their bank account generated from water kiosk sales, however they cannot explain why they have not repaired the broken taps.  You have recently carried out an assessment and know that the water situation in other villages is worse as they have not received the same level of support from government or donor funds, so there is no way your organisation would be prepared to invest more money when the village has not managed previous investments well. 

Committee

You received a lot of training from the agency that supported construction of the water system and have been banking the revenue collection.  Water users complain that repairs are not carried out, water points are overcrowded and dirty and they are now having to spend more time than they used to collect water.  They do not trust you and there are rumours that committee members are profiting money themselves and not re-investing on maintenance of the system.  Justify yourself to the community and the donor who wants to know why things are falling apart.

This exercise can help people understand the role of donors and NGOs and their expectations of communities.  It also highlights some of the activities a committee needs to do.

Scenario D – Genset

When the system is finished the service level is very high.  The need to pay for water to buy fuel is well recognised by all community members as they were involved in the project planning and design process.  

Within the village there are three public water kiosks and several private connections.  Because private connections are often closer and have less queues, some of the private connections become vendors and start to charge for their water.  This enables them to profit from the water but deprives the central committee of much needed revenue.  Consequently the revenue collected is rarely sufficient to supply sufficient fuel and as a result the pump can only operate for 4 hours per day which is insufficient to pump enough water to meet all the needs of the village.  

The poorest section of the community are unable to afford the costs of paying for the water and consequently do not benefit from the project, continuing to rely on traditional sources, more distant and prone to contamination (the WUA had met to discuss concessions for the poorest households but no agreement could be reached).

Although money is collected at water kiosks and fed to the WUA without mis-appropriation, the committee does not keep proper financial records.  When false rumours occur that WUA members are taking funds, the lack of transparency means that the WUA is not able to disprove them.  Consequently dissatisfaction grows, collection of fees lowers and a vicious circle arises as service declines and users become more reluctant to pay.  This is exacerbated by rumours that some of the richer community members are allowed to water their livestock without paying the full costs.

Consequently WUA cannot afford fuel costs to operate the generator, the standard of service reduces and eventually the system is reserved for the dry season when surface sources dry up.  This results in system not being used optimally and very low service levels.

What could the WUA have done to avoid some of these problems?(answers should come from participants not from facilitator) 

· Openness, accountability, transparency.

· Clear bylaws

· Better record keeping

Figure 1.2
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Module 2: Equal Representation

1. Outline of Session


Objectives

· To raise awareness of the benefits to be gained by applying a balanced gender approach towards management of a water system.

· To challenge participants to fully involve women in management of the water system.

By the end of this session participants will be aware of three reasons why it is important to fully involve women in decision making and be able to identify what they can do to encourage equal representation.

Methodology

1. Introduction

2. Group exercise on gender & water

3. Benefits of gender approach

4. Applying a gender approach

Key Learning points

1. Critical internal assessment on whether women are involved in decision making.

2. It is in everyone’s interests for women and men to be actively involved in management of water services.

3. Tackling excuses/barriers to involvement of women. 

4. Recognition of Government of Kenya policy on this – 30% female representation.


Materials/handouts

· Blue and Red coloured cards for exercise

2. Notes for the facilitator

This session should be carried out at the beginning of a training programme as gender is a key consideration for the whole decision-making and management structure which will be presented later.  If the group is dominated by men, exclusion of women from this early stage will further undermine the role of women and contributing to a continuation of this inequality. Depending on the make up of the group and feedback it may be necessary to arrange more detailed and focused gender sessions as follow up to this training module.

Subject to the gender balance of the group the facilitator(s) should ask participants why more women are not present.  At this point listen and note down the explanations, ask if others agree but do not challenge them directly.  Clearly cultural sensitivities must be respected so the need to have a local facilitator is important, however cultural issues will not change the well researched reality that management improves when both women and men are involved in decision making.

1. Group exercise on gender & water (tool 3.1)

The facilitator begins with this exercise aimed at highlighting the role women play as managers of water.  

2. Benefits of a gender approach

This session is intended as an interactive presentation. Ask participants, “Why they think it is important to involve women in planning, management and decision making issues? Or alternatively if they disagree, why it is not necessary?  Make a note or write their answers on a flip chart.  Follow this by adding anything that has been left out (see resource information). Disagreement may arise during the discussion and the facilitator should try to let the participants express their views.  Note down any reasons given by participants concerning why women should not or are not able to participate/fulfil certain tasks as this information is required for the next session.  Hopefully there will be a consensus that women should be involved (which will make the next session easier)

3. Considerations in implementing a gender approach

Ask participants to explain “why are women not represented (or poorly represented) on the committee?”  Some reasons may have already been given by participants during earlier exercises (these may include women being too busy, not wanting to be involved, resistance from men etc).  Then ask participants to consider actions they could take as a committee, or individuals, to overcome these constraints.  This exercise can be done in groups or in a plenary session at the discretion of the facilitator. 

There are likely to be many excuses/reasons put forward as to why women are not involved or why they need not be involved and the facilitator must be prepared to probe answers with the aim of getting participants to challenge each other and reach consensus and solutions through discussion rather than the facilitator putting his/her views forward.  The emphasis of the discussions should be on positive actions that can be taken to overcome constraints/barriers to female involvement, rather than excuses.  Ideally this should result in development of an action plan to ensure that, if not equal, there is a more balance gender representation in decision making positions. 

4. Follow up

This module is an important example of the benefits of a step by step approach if applied properly.  If an action plan is developed or some consensus is reached on the need to involve women more, then follow up is required to see that it results in practical action and change.  If monitoring confirms that the composition of the WUA remains dominated by men, it is a clear indication that the training is not having the desired effect and the topic needs revisiting or more sensitisation is required on gender issues, as to blindly continue onto the next step with a group of men as already mentioned is contributing to and exacerbating gender imbalances. 
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3. Resource Information
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Why is a gender approach relevant?

Women are the managers of water and sanitation at the household level.   It is women who spend up to several hours per day on the task of fetching water.  It logically follows that in order for a water system to adequately meet the needs of its beneficiaries, women should not only be consulted but also actively involved from the project planning stage through to completion and operation of the system.  However it is common that water management committees, who take decisions related to planning and management, consist only of men.  The following is a list of reasons and benefits why women and men should be involved in management and decision making related to a water project.

1. Women are the principal users of a water system.  It is in their interests more than anyone else for the water system to function properly.

2. As principal users of water, women are the best judge of the most suitable standard of service required (e.g. when waterpoint should be open) and are the first to recognise problems. 

3. Women have considerable knowledge of existing water sources, the amount of water, which ones are seasonal and perennial, information that is very important at the planning stage.

4. Women and men’s opinions and preferences may differ.  It should not be assumed that an all-male committee will always represent the best interests of all users of a water system.  Within Eritrea women and girls represent more than half the population of the village, if they are left out you lose the opinions, good ideas and commitment of the majority of the community.

5. Women are less likely to leave the village to seek work.  Oxfam’s past experience has shown than a significant number of men trained are not on hand to deal with problems when they arise, because they have left the village for work or national service.  (Members who are likely to leave the village for a prolonged period should not be chosen as members of the committee or to be an attendant or technician).

6. Experience from around the world has consistently demonstrated a strong link between participation of women and a project’s success.  A review of USAID water and sanitation projects over a 12 year period shows that a strong positive correlation exists between women’s level of participation and the achievement of project objectives.  Failure to properly consult women early in project planning in extreme cases has resulted in non-use of water systems.

7. The gender approach contributes to the development of women.

8. Men and women, by sharing the responsibilities of decision-making and problem solving, contribute to a higher efficiency of the system.

Opinions that women cannot perform maintenance and repair tasks are based more on stereotyped gender concepts than on any real inability.  Many studies have demonstrated that women may well make better maintenance and repair workers than men.  This is based on the direct concern and personal interest of women in their water supply: regular visits to the water point: women’s greater sensitivity to social pressure from other women to do a good job: the importance of health aspects: and labour mobility of men. 

Implementing a gender approach – ways to overcome constraints to women’s participation.

Why are women excluded from decision making?

· Men’s attitudes:  Some men don’t see women as equals in decision-making.  They feel that men should do the talking and women should listen.  Men don’t want to loose their authority at home or in the community.

· Women’s attitudes:  Some women accept men’s dominant role and lack confidence in their own ability and are afraid to speak in meetings with men.

· Agency/Government staff attitudes:  Do we also contribute to exclusion of women by focusing attention on men at meetings, not encouraging women to give their ideas?

· Workload pressures:  Women are so busy with work that they have little time to attend meetings.  We may inadvertently exclude them by planning poorly timed meetings.

How to involve women in decision making

· Local male leaders should be made aware of the benefits of involving women and encouraged to support women’s participation in decision making.  If necessary meet with men on their own to educate them about the importance of getting women actively involved in decision making.

· Committee members can directly encourage women to take an active interest.

· Meetings should be arranged at a convenient time and place for women to attend.  Also don’t let meetings drag on too long!

· At meetings encourage women to sit in the front row along with men.  Don’t let them sit at the back where they are left out of the discussion.

· Don’t focus your attention on the men.  Encourage women to speak, when they talk, make sure people listen and their views are taken seriously.

· If women are silent, use small groups to get them talking.  If women meet on their own they can express their ideas without interference from men.

· Older women, without small children to look after, may be suitable to work on the committee, as they may be more independent and have more time for such work.

· Meet women on their own where it will be easier for them to talk.  Use these meeting to build their confidence to talk in community meetings.

· Encourage women by getting them to see the importance of their contribution to the development of the new water supply.

· Review election process of committee members.  Was the committee chosen though a ballot, were women encouraged to participate or did only male head of households vote?

· Consider changing constitution to insist on a mixed gender committee.

Tool 3.1
This exercise is aimed at illustrating the important role women play in relation to water but the contradiction when it comes to power and decision making associated with management of resources.

Distribute one red card (representing men) and one blue card (representing women) to each participant and ask the following series of questions (figure 3.1) relating to water use and their water project.  For each activity, the group should indicate with the cards whether they think men or women are more likely to be involved in this activity.  The facilitator may have to probe if “community”, “men & women” or “whole village” are given as answers – for example, at a village meeting women may attend but are they the decision makers? Who collects water the majority of the time? At the end of the exercise, the facilitator asks the group to reflect on the issues and to comment on any differences that they observed (e.g. difference in access to and control of resources, decision-making, working, etc.

	
	Men
	Women

	1. Who makes the rules and regulations concerning the use, operation and opening hours of the water system?


	
	

	2. Who collects water?


	
	

	3. Who form the majority in the community (men or women)?


	
	

	4. Who manages water in the home and is responsible for hygiene within the home.


	
	

	5. Who takes decisions within the water committee?


	
	

	6. Who contributes to the construction of the water system?


	
	

	7. Who educates the children on proper hygiene behaviour?


	
	

	8. Who has benefited most from the water project?


	
	

	9. Prior to the project who used to collect and transport water?


	
	

	10. Who decided where the project waterpoint was to be located?


	
	

	
	
	


Module 3: Village Management Structure

1. Outline of Session

Objectives:

Highlight the role and importance of community management structure(s) for the long term sustainability of water facilities.

Key Learning points

By the end of this session participants will have started to produce (or reviewed) a basic terms of reference demonstrating their understanding of the roles and responsibilities of a water user association for project implementation and for the long-term sustainability of water facilities; and the need to be accountable to users.

Methodology

1. Introduction

2. Brainstorm – What is the role of the Water User Association or Water Service Provider?

3. Key functions of WUA/WSP

4. Composition and duties of members

5. Group exercise – Attributes of elected committee members

6. Group exercise - Common problems related to committees

7. Summary

Materials/handouts

· Poster with module objectives and topic summaries.

· Translated copies of resource sheet for distribution to participants at end of session (if appropriate)
.

· Pieces of paper containing written statements (in accordance with exercises)

2. Notes for the facilitator

This module can be applied equally as well at the beginning of a project with a newly formed committee (and adapted to address the committee’s role during implementation) or at a later stage looking at the long term management and operation of the water system.  Different committees will have different experiences and levels of development and this will determine how it is best to structure this module and what is appropriate to include.  For a long established committee it should not be assumed that because they have existed for some time they know what they are supposed to be doing – going back to basics and spelling out the roles and responsibilities of each member of the committee may be just as appropriate, or even more important for them than to a newly formed committee. 

Similarly, and maybe more preferable, it can be carried out with a wider group of water users to help them define as a village what they want their water committee to do.

1. Introduction


The facilitator presents the objectives and main topics to be covered during this session.

2. Group exercise: Brainstorm

(Either in plenary or small groups) ask participants – “what is the role of the water user association?”.  Write down their responses and when they have finished try to reach agreement on the main ones.

This is a simple task to get participants warmed up and thinking about the topic.  Importantly it reveals how they see their role, which is a useful guide to the facilitator to check whether everyone’s views and expectations are similar.  As a warm up exercise it should only take 10-15 minutes and need not go into great detail, however participants may need to elaborate on initial responses.  For example, “to manage the project” is too vague, what do they mean by manage? Does the term, “project”, relate to just the construction phase or long term management of the completed water facility.
3. Duties of Committee

Present a list of functions of WUA (figure 4.1) giving a brief explanation of each.  See how this compares to the participant’s perception of their role and discuss any differences of opinion.

4. Composition & responsibilities of WUA members

By referring to the resource sheet, the facilitator presents this session to the group covering the following issues:

· The recommended number of committee members

· Choosing a representative committee – democratic elections, different neighbourhoods represented, gender balance (This should have already been discussed in the earlier module however it can be re-stressed, particularly if there has been an time interval between sessions).

· Responsibilities of chairperson, secretary, treasurer and ordinary members.

For established committees this process may be quicker than for new committees, however do not assume that an existing committee (and individuals within it) know what their role is!

5. Group exercise: Attributes of WUA members

The WUA is the manager and regulator of the water system so it is essential that the right people are chosen for the job. It is therefore important to have a common understanding of what it entails.  This exercise aims to get participants discussing who are the most appropriate people to be on this management committee.  Given that the participants of the training are likely to already be WUA members it may be interesting to compare whether they themselves meet this criteria.

Prepare in advance an envelope containing the following labels that describe attribute of committee member.  Divide the participants into small groups and ask each group to choose the five most important attributes they think are needed for the proper management of their water project.  After group discussion, a representative from each group puts up their labels on the board and explains briefly their choice.

	Commands respect within village
	Skills in planning
	Sense of humour

	User of waterpoint 
	Young and energetic
	Good communicator

	Skill in problem solving 
	Enthusiasm
	Monitoring

	Honest 
	Sense of responsibility
	Technical knowledge

	Ability to work in groups 
	Existing village leader
	Initiative



There are no right or wrong answers, although there are some issues that participants should be made aware of – for example: young and energetic is good but there is a higher probability that that person will leave the village than an older person.  Similarly a respected village leader may be a good choice to have on the committee, but s/he may already be very busy with other issues to commit the required time.  Also an overbearing or dominant leader, may stifle the role of other members.  In any case, as an elected leader, the committee will have to report to the village chief – so is there a need for him/her to be a member of the committee?

To wrap up the session the facilitator stresses attributes important for committee members (see resource sheet).  

6. Common problems of committees

For established WUA’s, the facilitator asks participants to write down on a piece of paper or shout out in the plenary some problems that they have experienced, or think may typically be a problem with management committees (to maintain anonymity/avoid pointing finger at their colleagues).  If there are sufficient problems it may be possible to group these and investigate as part of a problem tree analysis.

If sufficient examples are given use these to complete the below exercise. Alternatively write each of the following problems on a piece of paper and randomly distribute them between the groups, 2-3 statements per group.  Stress that these are very common problems that they are likely to face.  Ask participants to consider firstly the consequence(s) that may result from this problem (or situation) and what steps they propose to take to ensure it does not happen in their project.  These points may need to be addressed as part of developing a constitution or set of byelaws governing operational and management issues.


	1. Committees fulfil their responsibilities during the construction phase but fail to continue their work after inauguration of the system.


	2. Committee is only active when there is a breakdown.  Between breakdowns the Committee feels there is no need to meet.  This results in low collection of fees.


	3. Forceful personalities dominate the committee.



	4. Unlimited terms of membership result in reduced interest and participation by some members.


	5. Handling of funds results in conflict both within the committee and between the committee and villagers.


	6. Conflict between the decision making role of the committee and authority of local leaders (Chief, elders).


	7. Internal community friction adversely affecting committee’s work.



	8. A high turnover of male members, or absence from meetings, due to permanent or seasonal migration.


	9. Overlapping of roles between committee members.



	10. Committee members are not clear what their role is.



When they have finished ask a representative from each group to stand up and explain the problem, consequences and what measures they would take to avoid it.  Time should be made available for discussion of these issues.

7. Summary

Ask participants whether, in light of the information gained during this session, they see their role any differently than before?  

Stress that the main factor for the committee is to be accountable and bare in mind that they are serving the interests of the whole village.  The WUA is a key management structure within a village mandated with the responsibility of maintaining water facility and providing an acceptable service level to community.  It must be accountable for its actions and later section will illustrate other mechanisms/structures that can be used/set up to ensure this is the case.

Roles and responsibilities of WUA should be clearly defined in their constitution or terms of reference. And for WUA to have recognised legal status it needs to be registered either with the Department of Culture and Social Services or under the Societies Act discussed in later modules.

Alternative/Additional Tools/activities for more experienced WUA’s

Not withstanding the point made at the start of this module, that a long established committee does not necessarily mean one that is clear on its role or is effectively executing its responsibilities, in recognition that many committees have already received some training or at different levels of development, some of the following activities offer alternative approaches that may replace previous activities or complement the above. 

SWOT Analysis

Looking at strengths, weaknesses, opportunities and threats as perceived by each committee, may help to focus on key areas that a training programme needs to concentrate upon.

Focus Group User Surveys

To obtain a more balanced and independent view of the performance of a WUA, a focus group consisting of users of the water facilities can be carried out.  Hopefully this will corroborate the SWOT analysis of the WUA but it may be a more effective method of getting an honest picture of the management and any associated problems with it.

WUA Structured Questionnaire

Structured questionnaires may be an effective method of collecting baseline information on the current composition and level of competency of each WUA.  This can help in tailoring the training needs of individual WUAs.  Refer to tools in the appendix for examples.

Group Dynamics Role play

Can be used to illustrate characteristics of good and bad leaders. The Water Services Trust Fund CPC training programme highlights the following different leadership styles which can be demonstrated by assigning each participant to play one of these roles during a mock community/committee meeting.  Following the short role play ask participants to discuss the problems arising from the different styles, hopefully they recognise the value of democracy?


3. Resource Information

3.1 Function of Management Committee

· Manage and oversee the long term operation of a water system.  

· Ensure preventative maintenance is routinely carried out and repairs are undertaken as required.

· Purchase of spare parts.

· Represent the best interests of the village they are serving (not themselves).  

· Ensure transparency and accountability in financial management.

· Ensure collection of water fees.

· Resolve any disputes related to the water system.

· Keep users informed on management decisions taken related to the system.

· Respond to user complaints.

· Organise and conduct general meeting for discussions, elections etc.

· Meet on a regular basis and be pro-active rather than re-active to situations.

· Through the chair person, report to the village chief/council of elder/district institutions?

· Promote good hygiene and correct use of water.

3.2 Composition and Responsibilities

The number of members may vary according to the size of a village and the number of water users.  If there is an existing structure (eg. village development committee) then there may be no need to form a new committee.   It is recommended that the committee include a chairperson, secretary and treasurer. In deciding the number of people the following should be considered:

· Where a water system supplies several neighbourhoods, or even more than one village, members should be representative of different interests/users.

· A larger committee may be cumbersome and ineffective. Too many people will duplicate work, not all voices can be heard and it may be difficult to reach a consensus. 

· A smaller committee may result in one or two individuals dominating proceedings and not all neighbourhoods being represented.

· A single well with a simple handpump and small revenue collection, store and asset base, does not need as complex management structure as a large mechanised system requiring regular purchases (fuel, spares), large revenue collection.  For the former as few as 4 members may be more than sufficient and for the latter 6-12 members may be appropriate, with additional structures, eg. board of Governors or trustees to manage them.

A recent survey of WUAs in Turkana reported that the average size of a WUA was 15 members.  However several had 20 or more members and one of 40 people.  There is nothing wrong with a large number of committee members as long as everyone knows his/her role and is motivated to be involved.  If roles are unclear and people do not see the purpose or value they are adding by being involved then something needs to change.

To ensure all views are represented the committee should consist of men and women members.  Women are the principal beneficiaries, managers and users of water.  They may be aware of problems earlier or have a different perspective on how best to achieve things.  It cannot be assumed that the interests of the whole family will be optimised if the committee only consists of men.  Experience from around the world indicates that where women are actively involved in decision making the quality of a project is enhanced.  The 2002 Water Act states that 30% of all decision making posts are filled by women (discussed in more detail under later section)

Members can be allocated responsibilities according to the needs of the water system however each committee should have the following positions:

Chairperson – Chairing committee and public meeting, monitor performance of other committee members, Signatory for all documents and bank account, prepares reports, mobilises community for campaign work, related to the project e.g. repair of check dams, hygiene & sanitation clean-ups.

Treasurer – responsible for keeping detailed records of all income and expenditure, safekeeping of funds, approves plans for all purchases of supplies and equipment, bank signatory.

Secretary – responsible producing records of all meetings and posting information in public places. Prepares and sends all outgoing correspondence.

Ordinary members – responsible for representing different neighbourhoods, scrutinising accounts.  It is advisable to have the attendant either as part of the committee or to be invited to attend committee meetings, as this person knows the system, and probably the opinions of the users, better than anyone.

Each committee member must know his/her role to be able to function effectively.  Detailed descriptions of each member’s responsibility may help to avoid future conflict.

Important attributes for committee members

· Use water source themselves

· Have sufficient time to spend involved in project matters

· Trusted by community

· Will remain in village for future years

· Representative of community/water users

· Hard working

· Active

· Dependable

Incentives for work of WUA members

The need for incentives should not be determined by the beneficiaries themselves without consultation/approval from the members/ (water users).  Any incentives must clearly be linked to compensation for effort put in by those individuals.  On the one hand, a system of volunteerism for a position, which incurs significant demands on time, does not encourage long term motivation.  However nothing is likely to alienate users more from paying water fees than if they feel leaders are unnecessarily or unfairly profiting from their contributions.  In all cases where incentives are paid to committee members they must be fully justified and agreed by a wider forum with openness and accountability.
Common problems associated with WUA’s

1. WUA fulfils its responsibilities during the construction phase but fails to continue its work after commissioning.  This is very common typically because either the wrong people were chosen for the committee or they don’t know what their role is.
2. Committees only become active when there is a breakdown.  In the time between breakdowns committees feel there is no need to meet and may be weak in collecting maintenance fees.  Same reasons as above.
3. Forceful personalities dominate the committee.

4. Unlimited terms of membership result in reduced interest and participation by some members.  This issue can be addressed in the project rules by indicating frequency of elections.
5. Handling of funds can be a focus for conflict both within the committee and in the village. Open and accountable procedures and systems are required.
6. Conflict between the decision making role of the committee and the authority of traditional leaders (chief, elders ). Roles and reporting lines need clarifying.
7. Internal community friction adversely affecting committees work.

8. A high turn-over of male members due to permanent or seasonal migration. Wrong people chosen for committee.
9. Overlapping of roles, especially the involvement of the chairperson and secretary in the handling of funds.  Clarification of roles required or too many members.
10. Committee members are not aware of their responsibilities and as a result lapse.

Accountability

· To have a mandate to represent the village the committee should be democratically elected by village members (men and women).

· The committee should have clear statute to define their responsibility, what decisions it can make independently and what decisions need referral to the village.

· The committee should only act where it has a clear mandate to do so.

· Committee should have a fixed term of office after which time they must step down or seek re-election.  There are two equally destructive scenarios – committee sits indefinitely and becomes stale/unaccountable/unrepresentative/unresponsive or where committee changes too frequently and all experienced members are lost at once, taking with them the institutional knowledge they have developed and being replaced by well meaning but inexperienced new comers.  One option to avoid this would be to have for example, elections every year but only for half of the committee members, or an interim period when proper handover/induction can be given by outgoing committee to incoming members.

· All financial records and transactions should be open to scrutiny by other village members.

· The project committee must not forget that it serves the people and is obliged to always keep the village aware of project developments and ensure a good flow of information.  

Issues relevant to a constitution/WUA Terms of reference

1. Clearly defined role of WUA as an institution (defined by an objective) and individual members that comprise it (who qualifies for membership).

2. Clearly defined office bearers and the roles (job descriptions)

3. Frequency of meeting and decision making (number of people required to pass decisions) and method of decision making (majority voting or unanimous).

4. Clearly defined term of office (frequency of elections)

5. Clearly defined election procedure where members can decide without duress.

6. Methods of accountability – financial procedures, auditing, book keeping, sharing information with water users.

Module 4: Developing a Constitution

1. Outline of Session

Objectives:

Raise awareness of the benefits of developing a constitution as a means of guiding decision making.

By the end of this session participants will have started preparing a draft constitution.

Methodology


Structured discussion

Materials/handouts

It may be beneficial to share a model constitution with participants, however to purpose of the session is for participants to develop their own constitution relevant for their own circumstances, which is of much more value than copying someone else’s. 

2. Notes for the facilitator
1. Introduction

Ask participants why they are there? What is their motive for wanting to be on the committee? Probe them to get a clear understanding of the perceptions of participants.  Do they genuinely want to be on the committee or they are there because the implementing agency told them to set up a committee?   

Next move on to discuss how as a committee they make decisions, do they have any rules or guidelines that they have already developed?  If so this should be the starting point of discussions – to review and if necessary improve on what they already have.

Assuming they do not, the facilitator presents the idea of a constitution as a means of guiding decision making.  Before proceeding to the next exercise it is essential that participants have a clear understanding of the need for it and that they are committed to the process.  If they are not it is a wasted exercise and it is necessary to spend more time discussing the roles of committee, examining case studies.


2. Structured Questionnaire

Before starting ensure there is someone who will write down the main points of discussion and agreement.

Using the structured questionnaire go through each section, discussion whether the question is relevant or not for each one turn the question into a statement on how the group will address the issue.  As well as omitting issues that may not be relevant to their circumstances, make sure that opportunities are given for participants to add issues which they feel are missing.  To do this exercise fully with necessary participation and thought so it relevant and belongs to a group will take time.  Depending on the level of the group, after explaining the exercise and reviewing the questionnaire, it may be possible for the facilitator to leave the material with the group and ask them to complete the exercise before the next meeting.  Which can then review the results.

3. Finalising draft constitution  

The constitution is a document for the whole community not just the WUA.  Assuming the WUA have developed it as representatives of the community, it still needs to be presented to the village for approval.  The WUA are their to make decisions and advise on behalf of the whole community however the constitution sets out the decision making powers of the WUA so must be agreed by all to ensure the committee has a clear mandate and authority to work.  The constitution should be a public document that has buy in by all.  This could be achieved by having a public baraza to discuss and agree issues or through posting it in a public place and inviting comment.

3. Resource Information 

Why?

A constitution is a framework in which roles and responsibilities related to management of the water system or service are defined and a set of rules or guidelines developed.  It exists both to help decision-making and avoid misunderstanding, disagreements, conflicts that may later arise.  It should protect everyone’s interests – committee leaders and water users and be able to steer decision making, prevent abuse of power and resolve problems.  The value of a constitution depends on it being widely accepted and understood.  It is therefore not just a tool which the WUA develops for its own use, it is for the whole community.

The process is consistent with the water reforms in Kenya and WUAs need to go through his process and have a constitution to be able to proceed and register as a Water Service Provider.

Most of the resources required to set a constitution are included within the set of questions in the WUA constitution outline and example.  The exercise is to determine whether the questions are relevant and if so turn the question into a statement, which addresses the issue.

Other Resources and balancing time invested against Outputs

The Water Service Trust Fund CPC training process (Doc 18) contains a very comprehensive WUA model constitution.  However it is 20 pages in length and uses sometimes complex language and legal jargon.  This may be a useful reference document but it is not considered to be appropriate to the situation of the majority of rural WUAs where the level of organisation and general education level is limited.  It is suggested that of much more practical use is a simple constitution understood by many that tackles most key issues than to try to develop a comprehensive document covering all issues.  Unnecessary complications could be used by unscrupulous leaders to hide behind or deliberately mislead (a good example is the Kenyan National Constitution which is regularly being used by politicians as an excuse and to avoid being held accountable on a range of transparency and governance issues).  The more detailed the constitution, also the more time and effort the facilitator needs to invest.  It is also important to stress that there is little point in a WUA adopting a model constitution without fully debating, adapting it to meet their circumstances and (not just the committee but members also) fully understanding it.

Definitions

Vision – a vision is something you aim for, or aspire to.  It does not happen immediately and will often take considerable time and effort to achieve.  Significantly a particular project (such as a new water system) may only contribute in part to it.  For example Health and wellbeing of community is dependent on many things not just access to water, it depends also on viable livelihoods, access to other services such as healthcare, etc.  Defining a vision can be helpful as it encapsulates the purpose of the group and what it is aiming towards. 

Objectives – are more specific and can be measurable or quantified.  A group may have a single objective – e.g. to effectively manage water services for the village or several – to improve sanitation facilities and coverage within a village, to fund raise to expand and improve water coverage.  

Activities – Are the individual regular or day to day actions that need to be taken to manage facilites.  Collectively these contribute towards objectives being achieved.

WUA Constitution Outline

1. Name

What is the name of the organization?

2. Vision, Mission, Objectives

Vision and/or Mission

Objectives

A)

B)

C)

D)

3. Membership

a) Who is eligible to be a member? (Including whether household or individual)

b) What conditions or requirements is a member required to fulfil?

c) Is there need for membership fee, how are charges determined?

d) What are the penalties for failure to comply with the rules and regulations of the   

            constitution? 

e) What benefits does an expelled member or one who leaves voluntarily get or expect?

f) How are new members admitted?

4. Administrative Structure

a) 
Who has responsibility for policies and strategic directions (e.g. Management Committee)?

b) 
Who has responsibility for day to day running of the affairs of the WUA? E.g. employed personnel such as caretaker, funds collector and/or manager. It is possible that some of the committee members will take on this role. The chairperson for example may act as a manager; the treasurer may act as a funds collector. If the work is fairly full time, they will have to decide how they should be paid for their services.

5. WUA Management Committee 

a) Who the committee shall consist of? (E.g. chairperson, vice chairperson, secretary, vice  secretary, treasurer)

b) What are their roles?

c) How shall they be appointed (e.g. through elections? nominations? both?)?

d) Should they receive any stipend (allowances) for their services? (E.g. to cover lunch, travel etc)

e) How long can Committee members hold office? Can they be re-elected?

f) Why, how and when can committee members be removed from office before the end of their term? 

g) What action can be taken against committee members and office bearers for mismanagement?

6. Duties of Committee Members 

a)
Specify duties of committee members

7. Meetings 
a) How many types of meetings will be held?

b) How often will these be held?

c) What is the purpose of each type of meeting?

d) How many people are required for a Quorum? (E.g. two thirds)

e) What place and time will meetings are convened?

f) What will be the procedure for calling and conducting meetings (e.g. notices, agendas)?

8. Control of Funds  

a) What are legitimate expenditures? How should these be decided?

b) Who will administer funds? 

c) What signatories and approval is required before funds can be released?

d) Who will be responsible for accounts and how often will these be updated? 

e) What mechanisms are there for cross checking accounts (e.g. a separate committee)?

f) What are the procedures for annual accounts? (e.g. to be prepared, audited and presented to all members at the AGM)

g) What penalties are there for misuse of funds?

9. Auditors 

a) 
How often should accounts be audited?

b) 
Who will be the internal auditors and how will they be chosen?

c) 
How will they crosscheck the validity of accounts?

d) 
To whom should audited accounts be presented?

e) 
Which external bodies should be free to check audited accounts?

10. Legal Provisions 
a) 
Who will be liable for mismanagement of the groups finances and its assets? 

b) 
What are the procedures in the case of the above?

c) 
Who owns WUAs assets?

d) 
Who owns the water source?

11. Ammendments to Constitution 
a) 

How can amendments to the constitution be made? When and with whose approval?

12. Dissolution of WUA

a) 

What procedures are required for the dissolution of the WUA?

Water User Association Constitution (Example Only)

(Adapted from a Manual for Development Practitioners – Oxfam GB)

Article 1:
NAME 

The society shall be known as: XXXXXXXX

Article 2:
OBJECTIVE

To serve the interest of xxxxxx village by ensuring the equitable access to water for all users long term management of xxxxxxx water supply.

Article 3:
ACTIVITIES

3.1 Conduct regular meetings to discuss issues related to management of the water supply.

3.2 Manage income and expenditure in the best interests to the community and in an open and transparent way.

3.3 Initiate maintenance activities to ensure that a satisfactory service level is maintained.

3.4 Recruit and monitor performance of project staff (guard(s), operator(s).

3.5 Mediate in community disputes that may arise regarding use of, or access to, water.

Article 4:
COMMITTEE MEMBERS

4.1 Any resident of xxxxxx village over the age of 18 years of age who receives water from xxxxxx water supply is eligible to be considered for election to serve on the committee.

4.2 The committee shall consist of 10 members – 5 men and 5 women from which the office bearers will be drawn.

Article 5:
OFFICE BEARERS

5.1 The office bearers of the Association shall be:

i) Chairperson

ii) Secretary

iii) Treasurer

Additionally three ordinary committee members will be identified to act on behalf of each office bearer, upon delegation, when they are absent or unable to fulfil their role.

Article 6:
DUTIES OF OFFICE BEARERS

6.1 Chairperson

The chairperson shall preside over all meetings of the committee and general meetings.

6.2 Secretary

The secretary shall deal with all correspondence of the Association.  S/he shall issue notices convening all meetings of the committee and general meetings and shall be responsible for keeping minutes of such meetings and preserving records for future reference.

6.3 Treasurer

The treasurer shall receive and disperse, under the direction of the committee.  S/he shall be responsible for ensuring proper documentation is kept of all transactions and that receipts are issued for all money received and expenditure paid.

Article 7:
DUTIES OF ORDINARY MEMBERS

7.1 Designated members will deputise for office bearers as necessary.

7.2 Represent the views of water users at meetings and be involved in decision making on their behalf.

7.3 Ensure Committee is meeting its mandate in an open and transparent way and in the best interests of water users.

7.4 Monitor the performance of the office bearers and report any mismanagement.

7.5 Disseminate information and decisions made during committee meetings back to water users.

Article 8:
MEETINGS

8.1 There shall be two classes of meetings – Committee meetings and general meetings.

8.2 Committee meetings shall be held once per month and consist of the 10 committee members.  A quorum is considered to be present with more than half of the committee members in attendance.  Ordinary water users are entitled to request to attend these meetings.

8.3 General Meetings should be held at least once per year with the purpose of enabling the committee to present the status of accounts to water users and explain actions taken by the committee. The general meeting gives an opportunity for water users to highlight issues, air any grievances and hold elected committee members accountable for their actions.

8.4 Upon request and with support of 10 water users an extraordinary meeting can be called to discuss specific urgent matters that cannot wait for a committee or general meeting.

8.5 Minutes from all meetings shall be documented and made available to any interested parties.

Article 9:
ELECTIONS

9.1 Elections shall be held every 2 years by ballot.  All water users are eligible to vote.

9.2 Committee members shall not serve more than two terms in office.

9.3 Where a member can no longer fulfil his/her role on the committee an election will be held to fill that vacancy.

Article 10:
ACCOUNTABILITY

10.1 The committee shall be accountable to water users at all times and upon request will allow accounts to be scrutinised by any registered water user.

10.2 Not withstanding the above, before elections take place, all accounts and project records shall be checked by ordinary committee members and their findings made public.

Module 5: Setting equitable & affordable tariffs

1. Outline of Session

Objectives:

Raise awareness of the need to charge for water and highlight the main methods of charging.

By the end of this session participants will:

· Understand the difference between operational and maintenance costs

· Be aware of costs that they need to cover to maintain their system.

· Have discussed an appropriate charging system for their water system.

Methodology

1. Presentation & discussion

2. Group exercise on advantages and constraints of different methods & calculating an appropriate tariff

Materials/handouts

· Blank copies of handout 5.4 if group exercise on calculating a tariff is planned.

· Receipt book and cash books

· Translated copies of resource sheet for distribution to participants at end of session (if appropriate)

2. Notes for the facilitator
1. Introduction

After presenting the objectives of the session, the facilitator asks participants why money needs to be raised for the project.  The facilitator completes the list if anything is omitted and highlights the importance that the whole village understands the reasons why they are required to contribute.  

2. Legislative Framework

The facilitator explains the role of the Water Services Regulatory Board in authorising all tariffs.

3. Different methods for charging

The facilitator introduces the main methods of charging and explains the strengths and weaknesses of each system.  The participants are then asked to consider which method of charging they think is most appropriate for their village and explain the reasons why.

3. Group exercise – calculating a water tariff

The purpose of the exercise is for participants to gain an appreciation of the operation and maintenance costs associated with their system.  The facilitator starts by presenting an example tariff calculation.  Participants are then asked to consider the O&M costs for their own system.
Once completed get feedback from participants about their tariff.  Do they consider it appropriate, affordable?  Highlight that this calculation does not take into account inflation and illustrate how this will increase future payments.  Annual review of charges will be necessary.  

5. Practical considerations

Referring to the resource sheet, the facilitator explains the practical considerations involved in setting a tariff.  Ask participants what problems they have encountered or envisage encountering and spend time discussing ways to address them.  For example, innovative solutions to saving/income generation.

6. Summary

The facilitator summarises the main points of discussion and highlights the importance of good management.  Regardless of the type of tariff and level of charge, management efficiency is vital for success.  Failure may have just as much to do with problems at this level as with willingness of consumers to pay.

3. Resource Information – Tariff setting

3.1 Community Understanding

Before any consideration is made of the necessary level of tariff and method of charging, it is essential that all users of the water system understand why charging is necessary and how their water fees will be spent.  For generator-powered systems with ongoing operating costs through diesel consumption, this should be obvious however for other systems (e.g. hand or solar pumps), people may not understand the importance/need of paying. In addition to covering immediate overhead and operational costs, tariffs are necessary to cover pump spare parts, system repairs and replacement costs which may involve call out charges of national technicians.  For manual and renewable energy pumps, particularly solar which can operate for several years without experiencing technical problems, it is extremely important that the high costs when problems do eventually occur are stressed – there is no such thing as free water.

Where people recognise the benefits of the service they are getting and are satisfied with the quality of operation and management of the system, they will be willing to pay.  This is one of the most important considerations and roles of the committee – to educate the community.

3.2 Legal Considerations

Under the 2002 Water Act, Water Service Boards (WSBs) are  responsible for setting of water charges in accordance with guidelines to be developed by the Water Services Regulatory Board (WSRB).  This set of guidelines on tariff setting will explain the WSRB’s approach to setting, reviewing and approving tariffs and sets out requirements that the WSBs and WSPs must follow for tariff adjustment.  According to the MoWI
, commercialisation resulting from the 2002 Water Act is socially responsible, pro-poor and will ensure that tariff setting will not exclude the poorest sections of a community.  Implementation of water reforms is still being rolled out and in the majority of rural areas WSPs still do not exist, with WUAs, being the interim providers.  In consideration that communities are to be given the opportunity to demonstrate their capacity to manage their own resources, the logical way forward, in the absence of clear advice from WSB or WSRB, appears to be for WUAs to develop their own tariff based on their knowledge of operation and maintenance costs and affordability of users.  This would then form the basis of discussions with the respective WSB, if and when the WUA moves to become a WSP and enter into a service provision agreement. 

3.3 Charging methods

Important considerations in setting charges must be trying to ensure that revenue at least covers operational costs and from a public health/social perspective that each person can benefit from access to sufficient water and is not priced out of the benefits of what is a basic and essential human right.

The MLRRWD
 recommends consideration of two scenarios to arrive at a tariff structure.

i) full cost recovery:- The tariff is based on both the capital cost of the project and the cost of operation and maintenance.  This ensures provision for the future replacements are made from the revenue of the water supply.  MLRRWD recognises that for rural water supply this is rarely achievable and accepts the second option as more realistic:

ii) Cost recovery on operations and maintenance only, whereby the tariff only covers the normal costs of operation and maintenance.

Subsequently the WSRB also recognises that charges for rural areas do not reflect full cost recovery.  

The tariff calculation put forward here is mainly for the latter plus replacement of pumping equipment (e.g. handpump, genset) where the life expectancy is less than 10 years. 

Tariff setting should differentiate between:

- 
Communal water point or kiosks

· Individual private household connections

· Connections to institutions (schools, health centres, church/mosque)

· Connections to business premises/commercial enterprises/agricultural use

· Animal watering

There are several options for charging for water and which is most appropriate depends on local circumstances and preference of the users.

· A uniform tariff per household is the simplest form of flat rate, whereby each household pays the same for their water regardless of how much water they actually use. This is simple to administer but because everyone pays the same it may be unfair to small households who use less water or poor households, perhaps without donkeys to carry the water, who consequently use less.

· A more equitable system is to set a price per jerrycan and charge each household according to their consumption.  Water can either be taken on a credit basis with settlement at the end of the month or pay the attendant at the pump.  This is more complicated to administer so good record keeping is required and a trusted person to collect money.

· The most socially equitable method to ensure that the poor are not excluded access to clean water would be to link payment to ability to pay – those who can afford it pay, and probably use more anyway, pay more and subsidise the poor.  This system recognises both consumption (influenced by household size and # of livestock) to determine a fixed monthly rate.  When set up this is easy to administer but it may be difficult to agree in the first place.

	Fixed rate per household - Monthly charge

	Advantages

- Simple to administer

- Every household pays the same

- Appropriate if all households use a similar amount of water
	Constraints

- Not related to water use so no incentive to save water.

- Unfair to small households who use less water or poor who cannot afford to pay.

	Fixed rate per jerrycan – pay as you collect

	Advantages

- More equitable as payment linked to usage
	Constraints

- More difficult to administer, required closer monitoring and record keeping

- Should benefit poor but they may still be disadvantaged if they cannot afford to pay.

	Ability to pay

	Advantages

- Most socially equitable system ensures poor will have access to clean water.

- Those who can afford to, pay more and subsidise the poor who could otherwise not access clean water.
	Constraints

- Initial set up may be complicated.

- Potential for conflict depending on which group you are put in (high/low tariff).















Figure 5.1

Variations

There are many variations of the above methods that can be adopted to meet particular circumstances. Where supply is a limiting factor, for example in summer months, it may be necessary to limit the quantity of water each house uses, through a fixed daily ration, to ensure every house receives enough water.  Alternatively to restrict excessive usage, a two tariff scheme could be adopted whereby a fixed tariff is applied to each house up to an acceptable quantity, above which users are penalised for using too much water by a higher tariff.

3.4 Setting a tariff

In setting the tariff, the following considerations must be taken into account.

	Short term costs:

Salary of project staff: operator(s)/attendant(s), watchman,

(Operational)                           technician

Medium term costs:

Minor repairs: e.g. taps & fittings, fencing, pipe leaks, spare parts

                                                pump servicing and consumables etc.

(Maintenance)


Repairs to pumps (by external technician)





Supply of spare parts

Long term costs:

Replacement of pump or generator (5-10 years).

(Replacement)


Major structural repairs.













Figure 5.2

Estimating the medium and long term costs is difficult as no one knows what will go wrong with a water system and how long components will last.  If well maintained and serviced by a competent technician a pump should have a lifespan of at least 10 years.  However, in reality this is rarely the case – routine maintenance is not undertaken and pumps run until they break at which point, often unqualified technicians carry out substandard repairs which temporarily addresses the problem and sometimes causes even more damage.  Particularly related to electrical equipment there are numerous cases where incorrect installation or maintenance is destroying sometimes new equipment (pumps, control panels, generators).  For the  purposes of these calculations it is assumed that the pump will have to be replaced on average every 5 years.  Annual maintenance costs are estimated and consist mainly on labour and transport costs.  This is shown in the following example:

	Setting household tarrifs for a handpump water supply

(1) Salary of water attendant:                            =   $320

(2) Total Annual maintenance cost:                  =   $250

    (technician, mason, pump spares and materials)

     Current Replacement cost of pump:
   =   $1,000

     Estimated no. of yrs before replacement:
   =   5

     Approximate interest rate:                            =   15% 

(3) Annuity:                                                       =   $298.5

No. of households:
                                    N   =   100
 

Annual Household tariff:                               H = (S+M+A)/N =$(320+250+298.5)/100 = $8.69




Cost per hopusehold/mth:


$8.69/12 = $0.72

	Annuity considers the annual amount which needs to be saved to replace the pump/system.  It is a function of the expected lifespan of equipment and the interest rate.  It does not consider inflation but allows for devaluation which is typically more important in developing countries (ref.7 for more details). 


Figure 5.3

This does not account for inflation, which will increase the cost of replacing materials and equipment.  An annual review of the tariff can ensure increased operational costs and inflation are taken into account.  (The group exercise is a simpler version of this and does not consider annuity).

The “true” cost of water = Operational costs + Maintenance/replacement costs.  Handout 6.2 shows how this can be calculated for different projects.  It is important to stress that initially because components are new, maintenance will be low and the replacement fund should grow rapidly.  This should not be interpreted as setting too high a tariff and care must be taken to safeguard this money.  As equipment ages maintenance costs will increase, for example pumps will break down more frequently and will eventually need replacing.  Unless a village has steadily saved throughout the life of the system it may not be able to afford these major costs.

3.5 Practical considerations

1. What is acceptable to users and what is their preference?

2. The tariff must be related to peoples’ ability to pay and willingness to pay.  There is little point in setting a tariff if people are not able or willing to pay.  It is better to have a lower tariff and a high collection rate than a high tariff and low collection rate.

3. Who will be responsible for collection, accountability and safe keeping of money?
4. What actions will be taken if people refuse to pay

5. If the tariff does not account for maintenance and replacement of items, how will the village meet these costs.

6. There may be circumstances where a village may choose not to save a replacement fund at all and base tariffs only on short term operational costs.  These may include situations where:

· There is lack of trust in the management structure and people are not prepared to entrust them with their money. 

· There is no adequate banking facility available to the community or savings are not guaranteed to keep up with inflation.  In such circumstances it may be judged that the problems outweigh the benefits and people choose to keep their money themselves.

This is not a desirable situation and the best long term solution would be to address the underlying cause, for example, what measures can be taken to address the lack of a saving facility?  Why is there mistrust between the community and committee?  Can a business case be put forward to explain the need to increase tariffs? or investigate what measures can be taken to address the lack of a saving facility.  Innovative solutions can be found if it is not practical/acceptable to keep cash.  For example:

1. Invest money directly in spare parts.

2. Utilise money as part of a revolving fund so it can work for the community.

3. Invest in community livestock.

4. Afforestation or income/asset generation.  One village estimated major replacement of equipment after a 5 yr period.  Rather than contribute money each member planted trees which could be harvested and sold as a cash crop as required.

5. Utilise waste water drainage for small vegetable growing to generate a small income either to pay for operational or longer term costs.

Where the water tariff does not fully take account of maintenance and replacement costs, the community must be aware of this fact.  All users should be clear on what the tariff is for.  If this is not clear they will be reluctant to pay any additional costs.  Other consequences of not having a saving fund include a slow response time to address problems that could otherwise be dealt with immediately if funds were available.  

Donors are becoming increasingly sceptical, more demanding of WUAs and less inclined than they have been in the past to continue bailing out poorly managed water systems; e.g. replacing broken taps, pipes, fittings, pumps or gensets that could and should have been budgeted for by communities themselves.

3.6 Managing water fees and dealing with debtors

Some key considerations once a water tariff has been agreed include the following: 

1) How will money be accounted (receipt/account books) and where will it be kept?

2) What happens if people refuse to pay?

These are discussed in more detail in the modules on “Accounting and book keeping” and “Bylaws”.

In practice it is often very difficult to collect 100% of the water fees.  It is common that a small percentage will fail to pay, some for valid reasons, others not.  Where non-payment is consistently high, the committee must question the reasons why.  Apart from inability to pay, possible factors accounting for high non payment include:

· Insufficient community education carried out to explain to all neighbourhoods what the fee is for and on what basis it was set.

· Lack of trust in management/poor transparency of financial management: An acceptable and clear financial management system, with high levels of accountability and scrutiny should help to instil trust and re-assure people that their contributions are being used for the intended purpose.  The committee must have the support of the village and be open and accountable at all times.

· Dissatisfaction of service level.

· Charges should start immediately: If people get used to not paying it may be difficult to persuade them to start.

3.7 Management capacity

In all cases, regardless of the type of tariff and level of charge, management efficiency is vital for success.  Failure may have just as much to do with problems at this level as with willingness of consumers to pay.  Systems need to be developed which not only ensure that user financing is well managed, but also that all those who should pay do.


3.8 Actual Operation & Maintenance Costs

Within future updates of this manual it would be beneficial to include examples of actual activities and costs associated with maintenance of different systems.

Figure 5.4 - Example tariff calculation template

	Operational Costs

Personnel


	(a) Salaries (pump attendant/watchman/other):                           

(b) Allowances?

(c) External technician (estimate - e.g. budget 1 day work/mth on average):   
	Monthly Cost-Ksh

(1)          

(2)          

(3)          

	Daily consumables


	(d) Average consumption of diesel/oil/chemicals/ other consumables


	(4)

	Spare parts
	(e) identify spares, cost and replacement period and calculate monthly average.


	(5)

         

	Small repair/ maintenance fund


	(f) Small fund for minor unexpected repairs, repair leaks, replace taps, re-plastering cement on troughs/tapstands/ reservoir, repair fencing, 


	(6)

	Replacement cost of pump and/or generator after 5 yrs
	(g)  total investment cost/ 60 months 
	(7)         

	Other overheads
	(h)  Transport (to buy spares, attend meetings, transport materials)

(i)  Office costs (rent, telephone, stationary)

(j)   Bank/other charges


	(8)

(9)

(10)

	
	Total (SUM 1-10)


	(11)      

	Tariff 1
	Flat rate per household 

(11)/total no. of households)


	   …………………

Ksh per H/H



	Tariff 2
	Cost per jerry can

Estimate # of jerrycans/day = ……….

x 30 = # of jerrycans/mth =   ………..

(Sum 1-10)/# of jerrycans/mth = cost per jerrycan 
	 …………………..

	Tariff 3
	Ability to pay

i) estimate proportion of HHs who (i) cannot pay (ii) can only afford reduced reduced rates (iii) can afford to pay (iv) large users who can pay more (v) institutions rate (vi) private connections.

Through trial and error adjust rates until they match with operational costs 
	     ………………


Module 6: Accounting and book keeping

1. Outline of Session

Objectives:

Highlight a set of recognised procedures to enable the committee to manage funds effectively and demonstrate transparency and accountability.

By the end of this session participants will:

· Understand the importance of being transparent in their system of finance and accounting.

· Have a set of recognised tools to achieve the above.
Methodology

1. Introduction – the importance of transparency

2. Accountancy tools – distribute sample books

3. Group exercise

4. Summary

Materials/handouts

· Sample books (payment and receipt vouchers, cash book, members book) to issue to participants.

· Translated copies of resource sheet for distribution to participants at end of session (if appropriate).

2. Notes for the facilitator

1. Introduction

Information presented during this discussion is quite complex if participants do not have experience in accounting.  It is intended as an introduction and more detailed follow up training will probably be required, with support from finance staff.  

After presenting the session objectives, the facilitator explains the importance of transparency and sound financial management in a water system.  There are certain procedures and systems recognised as good financial practice.  This session will highlight to participants what these are through demonstrating a set of recognised tools.

The facilitator presents figure 6.1 and highlights some of the many questions that need resolving to ensure a sound financial management system is in place.  Most of these can only be answered by the community.  

Explain importance of banking and ask for participants to explain what opportunities they have and what are the options or safest methods for saving within their village.

2. Record Keeping

The facilitator introduces essential tools for transparent financial management by distributing sample books to the group.  Each of the following steps should be clearly explained:

Collecting and issuing receipts for water fees.

1. Transferring receipts into members payment book.

2. Payment vouchers and receipts for expenditure.

3. Recording all income and expenditure in cash book.

3. Group exercise

This is a simple exercise to ensure participants are familiar with the accounting tools.  A sample receipt book with details of water fees and invoices for monthly payments is distributed to each project group.  Each group then completes the members payment book and cash book, reports the balance of project funds and amount of money and names of members to owe money.  The procedure for completing the cash book is summarised in overhead 7.3


3. Resource Information – Accounting & Book Keeping
The time spent on this activity will be influenced by the complexity of the system and the level of income and expenditure.  For example collection of cash may not be a significant component related to management of a water pan (although if cash is not being raised by users consideration must be given to how the site will be maintained and desilted when required).  For those systems that incur daily operational costs such as diesel powered pumps, the need for revenue collection is immediately obvious and therefore keeping transparent records of the relative large sums of money that can be generated and spent on operating and maintaining these systems is essential.  However of equal importance is to ensure that for handpumps and solar systems that revenue is collected, accounted for and saved for future use.   a WUA is likely to raise less money and may have alternative funding mechanisms e.g. harambee according to need. 












Figure 7.1

Figure 6.1

3.1 Need for transparency

Financial mismanagement is perhaps the most destructive factor, which can adversely affect a project. It can cause argument, create disunity, suspicion and lack of trust in the management of a water system.  Mismanagement may not be linked in any way to corruption but can often be misinterpreted that way.  The committee is entrusted with the responsibility to safeguard project funds and allocate them responsibly according to the maintenance needs of the water system.  Only if goods are kept and information is available for scrutiny can this be verified and the management held accountable.

The following items are essential for clear accounting

1. Cash book 

2. Receipt book

3. Payment vouchers/receipts

4. Members payment book

Where projects keep spare parts or have a store, it is necessary to keep a storage ledger.  In the same way as a cash book records all incoming and outgoing money, the store ledger records all incoming and outgoing equipment and materials.

Saving method

All cash should be banked promptly.

The village must decide the most appropriate banking system.

· Commercial bank savings account. Subject to distance from nearest bank, legal considerations, for example, group registration.

· Saving by committee. Appropriate for small amounts of cash to pay for salaries and monthly bills, but not for a long term replacement fund.

Cash handling procedures

1. All cash should be banked promptly and recorded in project cash book.

2. A receipt must be issued to the payee for all cash received by and on behalf of the project.

3. Receipt vouchers should be numbered and in duplicates.  The receipt should show: date cash received, payee, amount and what the payment is for.  The original is issued to the payee and the duplicate is filed with all relevant documentation (invoices, goods received notes, etc).

4. The amount received and receipted should match all supporting documentation.  All supporting documentation accompanying a receipt must be cross-referenced to the receipt numbers.

5. Pre-numbered payment vouchers should be issued every time a payment is made.

6. All supporting documentation accompanying a payment should be maintained and cross referenced to the invoices, goods received notes, purchase orders, etc.

7. A file should be maintained for all bank statements/paying in slips obtained.

8. Cash that is the property of the project must be kept separate from private cash.  Cash counts should be conducted regularly and agreed with the cash book in the presence of an official independent of cash custody.  All shorts and overs (differences) should be investigated.

9. There should be at least three signatories to the bank accounts and all cash withdrawals from the bank should be for specified and properly authorised payments.

Cash and bank records:

The finances of the project can be divided into two parts: money coming in and money going out. A cash book is necessary to manage incoming and outgoing money.
Completing a Cash Book

First look at the entries in the receipts side of both the cash book.

· Categorise the entries during the period to make up a total for each category, e.g. water rate receipts, receipts from other sources, receipts from sale of equipment etc.

· List the total receipts during the period on the receipt column of your analysis.

· Remember to include the opening balance figures of the cash as the first items in your receipts column.

· Total up this column to obtain the total receipts for the period. This should be the same with records in your receipt books.

· The next step is to summarise the entries on the payments side of the cash book.  This follows exactly the same process as the receipt analysis.  

· Your payments analysis will include items such as salaries, spare parts, maintenance costs etc.  Total up the column to obtain payments for this period.  This should be the same as recorded invoices and payment vouchers.  

· The difference between the two column is the balance which should match the actual cash in the possession of the committee or held at the bank.

This should be regularly checked by another committee member independent of involvement with day to day financial management.  If there is a difference, mistakes are being made and you need to go through the exercise again, or cash is going missing, a possible result of financial mismanagement.

The purchasing system:
· Purchases exceeding certain stipulated amounts should be verified by the committee.

· Purchase orders should be filed and matched with delivery notes.

· Details of the goods received should be entered in the stock records in the stores. The records or inventory list should show the description of the item, purchase order number, issues, receipts and the balance of each item.

· Details of payments are recorded in the cash book with payment voucher no., supplier details, what the payment is for and the invoice number.

Collecting debts:

1. A list on all project members should be made with record of payments maintained in accordance with the receipt book.  In this way it is easy to determine which members have not paid payments. 

2. An ageing list should be drawn up regularly and reviewed by a committee. This will assist in chasing up slow paying/non paying debtors by sending reminders of outstanding amounts.

3. Where appropriate it may be possible to use peer pressure to encourage people to settle debt e.g. posting names of defaulters on a public notice board.

Financial summary

At each committee meeting it is important to produce a financial summary of all the expenditures and incomes during the period and a figure of the cash balance.  Reconciliation should be done on a frequent basis by a committee member or person independent of daily financial management issues.

Minutes of meeting

In addition to records of all financial transactions, written records of all decisions taken by the committee relating to both financial and other matters should be recorded. 

Open and transparent book keeping with regular checks is a non –negotiable, regardless of the size, type of project or system of money collection.


Figure 6.2  Sample cash book


	

RECEIPTS
	PAYMENTS

	Date      Details      Receipt no.         Amount
1/1/00     Opening balance                        ****

-----------------------------------------------------

Total receipts for the month                *****

Less total payments                            *****

                                                           --------

Balance carried forward                      *****                                            

                                                                 =====
	Date    Details     Payment Voucher no.      Amount 

20/1/00  Payment into the bank account        *****

--------------------------------------------------------------

Total Payments                                              *****




Figure 6.3


Module 7: Byelaws/Operating rules

1. Outline of Session

Objectives:

Highlight the benefits of developing a detailed set of rules to facilitate management of the water system

By the end of this module participants will: 

· Be aware of some common social and administrative problems that can affect a water system. 

· Have developed a strategy to avoid or manage problems by setting a provisional set of project rules for their water system.

Methodology

1. Brainstorm & discussion to highlight potential problems related to the management of a water system.

2. Presentation of bylaws as a management tool

3. Group exercise – developing project rules.

Materials/handouts

· Cards with details of group exercise prepared.

· Translated copies of resource sheet for distribution to participants at end of session (if appropriate).

2. Notes for the facilitator

1. Potential management problems

After introducing the objectives of the session, the facilitator explains some of the potential problems or difficulties that the village may experience (figure 7.1).  For established committees it may be appropriate to brainstorm on these issues and add any that may be missing.  Ask the participants if they can relate to any of these issues from their experience within their own or neighbouring villages?  One or more of these underlying problems can rapidly result in user dissatisfaction.  The facilitator should then take time to explain how problems can spiral out of control (figure 7.2).

2. Project rules as a management tool

The facilitator starts by explaining what is meant by project rules (or bylaws) and explains the purpose of having them.  The facilitator must stress that for these rules to be effective they must be widely understood and accepted by the whole village.

3. Group exercise: developing project rules

This exercise is intended to start the process of setting project rules by presenting a methodology for analysing problems.  Participants should be divided into groups (according to their village if different villages are present).  Each group is given a list of cards containing a problem and asked to select five, according to which problems are the most damaging.  This is because there is insufficient time to look at all problems and not all issues may be relevant to all villages.  For each of the five cards chosen, participants are asked the following questions:

1. What are the possible causes of this problem?

2. As a committee, what project rules could you make to address the cause and avoid or minimise the problem?

The facilitator should illustrate the point of the exercise with an example and may share some of the information from the example set of project rules contained in part 2.

Example: committee is not trusted by all members of village.

Possible causes: 

- committee was not democratically elected by village.

- not open and accountable in its actions.

- not all village neighbourhoods are represented on committee.

How to avoid:

- Set rules for election & re-election of committee.

- ensure decisions of committee are made public.

- ensure each neighbourhood is represented on committee. 

Each group should present their findings to the plenary for discussion.

4. Summary

The facilitator summaries the session and stresses that project rules can only be an effective tool if the whole village supports them.  This implies they must be both well thought out with adequate consultation during their development.


Tool 7.1 Group exercise – setting project rules

	The committee is not trusted by all members of the village



	The committee is not representative of the interests of all the village



	Several members are refusing to pay the water tariff



	Some members cannot always afford to pay the water tariff



	The committee is not accountable for its actions and some members believe they are doing a poor job

	There are rumours of financial mismanagement within the village



	Some members are using excessive amounts of water depriving other.



	Stagnant water is creating unhygienic conditions around the well.



	The committee is no longer active



	Insufficient money to pay for operation and maintenance costs



	


3. Resource Information
What are byelaws?

Byelaws are a set of operating rules that provide a framework for managing the water service within a village.  

Why establish byelaws?

Establishing a set of rules can help avoid problems arising and provide a mechanism for resolving disputes that do arise by guiding managers in decision making.  It is better to anticipate problems and agree a framework on how to deal with issues before they arise, than to be unprepared and react to a situation that has already occurred.

The most important factor for rules to be effective is that they must be widely accepted by the whole village.  This means that the villagers must be consulted or directly involved in the process of developing them.

How do they differ from a constitution?

A constitution sets out the parameters in which the WUA committee operates, what responsibilities thy have and the mandate given to them by the community.  Byelaws relate practical operating rules to how the system operates – water charges, opening times.

Under the Water Act, Water Service Providers must enter into a service level agreement with their respective Water Board.  This however is an extremely long document (50 pages) which is technically quite complex and filled with legal jargon.  As with the constitution it is better to have a simple document covering key issues, which the majority understand, than something which covers every eventuality but is only understood by a few. 












Figure 7.1

Effective management of a water system involves following a series of logical steps and basic procedures and actions.  However when some of the following variables are added it is easy for misunderstandings to arise and mistakes made that can have destructive influences on the system:

It was stated earlier that more than half of all handpumps in Africa are not functioning.  Most likely a system will fail not for technical reasons but because of poor planning, management and social problems that were not foreseen or resolved.  Frequent breakdown of equipment is often a symptom of poor management.

At completion of a project, the enthusiasm of a village will naturally be high; families may have clean water nearer to their homes for the first time, which may save them up to several hours of work per day.  However once problems arise this enthusiasm can be short lived.  Any of the above factors may lead to user dissatisfaction.  The easiest way to demonstrate this dissatisfaction is to refuse to pay.  In a short period of time a vicious circle can develop.  Failure to pay will affect the level of service and increase user dissatisfaction.  This can be difficult to break out of and very destructive for the water system (see figure 8.2).

Issues relevant for inclusion within project rules

Committee responsibilities - what decisions it can take independently and what decisions must be referred to village.

1. Length of term of committee, frequency and method of election/re-election.

2. Water access for neighbouring villages.

3. Setting/reviewing water tariff for users and different uses of water.

4. Non payment of water tariff.

5. Opening hours of pump/kiosks.

6. Mechanisms for dealing with disputes.

7. Concessions to enable poor or vulnerable groups to access water.

8. Mandate of committee.

9. Need for rationing of water.

10. Expected voluntary contributions from members/water users.

Figure 7.2   How Problems can spiral out of control



Example of Operational Rules 

1. Committee 

1.1
The committee shall consist of six members, two representatives from the centre, one person from each of the three neighbourhoods and the water operator.

1.2
The committee shall be democratically elected at a public meeting every two years (one vote per house).

1.3
No committee member can be re-elected more than twice.

1.4
A summary of all decisions taken by the committee shall be posted at the administrator’s office for public display within 7 days of each meeting.

2. Water charging

2.1
The water tariff is set at 50 shillings per month per family.  

2.2
The tariff will be reviewed by the committee on an annual basis and adjusted according to inflation and operating costs.

2.3
Payment of tariff is due in the first week of each month.

2.4
Households who fail to pay will have their names posted on the public notice board.

2.5
Members who miss three payments will no longer be entitled to take water.

3. Financial Records

3.1
A monthly summary of all expenditure and money received will be posted at the administrator’s office by the committee.

3.2
The treasurer shall make available financial records for inspection upon request by any project member.

4. Waterpoint
4.1
The water point will be open 6.00am-10.00am and 4pm-6.00pm every day.  

4.2
The attendant will be on site during this time.

4.3
It is the responsibility of all members to avoid wasting water.

4.4
It is the responsibility of all members to operate the pump properly (long strokes without knocking handle against pump head). 
5. Resolution of Disputes

5.1
Any disputed decisions of the committee must be raised within 14 days of it being made public.

5.2
Any disputes that cannot be resolved by the committee will be referred to the sub zone administrator for advice.

6. Water

6.1
Each household is allowed to take two jerry cans per day.

6.2
The committee will notify of the need for further rationing as appropriate.

7. Fines

7.1
Legal action will be taken against anyone found to have deliberately damaged any part of the water system.

Signatures





Approved By:

Chairman
…………………………….

Village Chief
…….………………………...

Secretary
…………………………….

District Water Officer    ……………….……..

Treasurer
…………………………….



Members
…………………………….

Module 8: Water Reforms in Kenya 
1. Outline of Session

Objectives:

Explain the implications of the 2002 Water Act at village level.

By the end of this session participants will be aware of the difference between a Water User Association and a Water Service Provider and the institutions that have been set up under it.

Methodology

1. Presentation & Discussion

Materials/handouts

· Resource sheet and handouts if required.

2. Notes for the facilitator


1. 2002 Water Act

If possible it would be beneficial to have a representative of the District Water Office to co-present this session, as the status of the reform process varies in different parts of the country.

After presenting the session objectives, the facilitator summaries the key aspects of the 2002 Water Act (Figure 9.1).  This is a major topic in itself, however for the purposes of this session, the facilitator should concentrate on immediate and practical issues that affect the WUA rather than legislative and structural issues at regional and national levels.  By keeping issues confined to what is relevant for them, it should be possible to keep this session brief.

2. Water Service Providers

Highlight differences between WSPs and current WUAs (Figure 9.2).

3. Implications for WUAs 

What is going to happen now/in future (Figure 9.3).

Stress that currently, decision making and management of water services is determined by the village.  As long as WUA can demonstrate its capacity to manage these services this will continue, however if not it is possible that an external WSP could be installed and decisions imposed upon them – access, charging etc. 
3. Resource Information











 
Figure 9.1
Background - 2002 Water Act

This legislation was introduced as recognition that private sector participation and community management have a key role to play towards efficient and effective water and sanitation services.  The following causal factors led to the need to reform: Poor management of water resources, poor service delivery, run down infrastructure, lack of accountability, lack of funding to manage existing water resources and develop new water supply and sewerage systems.  The 2002 Water Act eliminates the role of government in direct service provision and provides a legal framework intended to improve coordination, protection and development of water resources and service provision.  The Ministry of Water retains its role as sector coordinator and policy formulation body however regulation and service provision are separated through formulation of two new bodies.  The Water Resources Management Authority (WRMA) and Water Services Regulatory Board (WSRB).   At regional level these are represented by the Catchment Area Advisory Committees (CAACs) and Water Services Boards (WSBs)

Turkana District falls within Rift Valley Water Services Board.  Wajir District is within Northern Water Services Board.  Reforms incorporate legislation aimed at improved quality of service and accountability with provision of water users for legal redress in the event of mismanagement, standards of service not being achieved.

In practice what does it mean for me?

Implementation of the directives of the Water Act has initially focused more in urban areas, where potential for private sector involvement is greatest.  Already this has resulted in improvements to service provision.  In practice for rural areas the above institutions may have little relevance at the moment for day to day operation and management of their water systems. However this will change. Water Service Boards (WSBs) are tasked with responsibility to contracting out water service provision to Water Service Providers (WSPs).  According to the Water Act, WSP status is mandatory for systems providing more than 20 households.

Existing legal provision is not adequate to empower communities to own, manage and operate their water supply systems.  WUAs register as a self help group through Ministry of Culture and Social Services in order to formalise their existence at community level.  This registration does not confer into the groups the legal capacity of a corporate body as required under the Water Act.  Registration of a society under the Society’s Act is currently the most suitable way forward. 


Figure 9.2
This is currently an interim period.  In most areas Water User Associations will be given the opportunity to be responsible for managing your water facilities however they must demonstrate certain levels of competence to qualify for WSP status.  This is formalised through signing of a Service provision agreement between the WSB and the WSP.  Failure to achieve WSP status could result in external management system being imposed on a village.  Unclear at present how attractive a proposition some rural water systems may be for private enterprise or what will happen if a village fails to demonstrate it is capable of managing its facilities.

GoK is also encouraging “clustering” of small water facilities/WUAs together to form one larger WSP.  There is potential to achieve economies of scale through clustering. 

For more details on criteria for becoming a WSP, WUA members should be encouraged to approach the Water Services Board at District level to discuss the implications and practicalities.


Figure 9.3

Water Services Trust Fund

The Water Services Trust Fund is mandated to support the financing of water services for the underserved rural areas.  Currently both WUAs and WSPs are eligible to apply for funding from the WSTF.  However, in future it is likely that this funding will only be available to WSPs.  Applications for support from the Trust Fund should come through the Water Services Boards however further clarity is required on how to access this funding.


Further Reading

Information contained here is deliberately kept simple and limited to key issues which affect rural WUAs.  There is a wealth of information on the Water Reforms (refer to Bibliography.  This section will need updating as the reforms continue to be implemented. 

Module 9: Hygiene and Sanitation
1. Outline of Session

Objectives:

1. Reinforce the point that WUA members should be agents of change in addressing hygiene and sanitation issues within communities.

2. Develop a set of activities that the WUA can do to help improve hygiene and sanitation.


Methodology

1. Varied.

Materials/handouts

· Depending on methodology used.

2. Notes for the facilitator

Behavioural change required for lasting improvements in hygiene and sanitation takes time and is a complex subject in itself.  It is desirable to employ a full time specialist to lead in this area and advise on the most appropriate content and methods of training.  There is a wide range of tools, techniques and resources, all of which are well documented that can be used to address this issue, including: PHAST, Life Skills, AMREF training manual, Community Led Total Sanitation etc.  Consequently techniques are not suggested here.

The purpose of including Hygiene and Sanitation as a module is to highlight the importance of including the WUA within these training to stress to them the importance that they are agents of change within the community.  At a minimum all participants need to be aware of the need to wash hand before eating, during preparation of food and after defecation and to safely dispose of faeces.  WUA members also need to be aware of the risks of contamination of water during transport, keeping jerry cans clean and risk due to stagnant water around water points, sharing with animals.

If this is part of a wider hygiene promotion programme a simple brainstorm on these issues may suffice which develops into an action plan. If there is no such activities ongoing, it is advisable to liaise with other agencies or Ministry of Public Health & Sanitation to ensure that the WUA is aware of the importance of public health issues.

Module 10: Empowerment of Water Users 

1. Outline of Session

Objectives:

Raise awareness amongst water users of the critical role they play in holding their WUA accountable.

By the end of this session (or sessions) water users (village members) will be aware of their rights (i) related to access to water services, (ii) information and (iii) the collective power they have in holding their leaders accountable.

Methodology

This is not a discrete session which follows an agreed format.  They may be specific public meetings to tackle the issue but equally important are focus group discussions, meetings with key informants and household visits. Target audience may include: women groups, chiefs school health clubs, individual households, elders & opinion leaders, religious leaders.  Emphasising the collective power of communities throughout a training programme and at different point of a project life will be more important in embedding it.

Key learning Points

1. Develop an agreed set of indicators which can be used by the community to monitor their WUA. 

Materials/handouts

· N/a.

2. Notes for the facilitator


1. Audience

Whereas much of this toolkit focuses on strengthening the WUA and leaders within the community, in parallel with this, efforts must be made to empowering individual water users or water user groups (basically anyone who takes water from the system) to hold their leaders accountable.  This is a theme that should be stressed wherever possible both during the training programme and during project activities to fully embed the concept both with WUAs and wider community.  The facilitator needs to be sensitive and balance this awareness raising and empowerment against the possibility that committee members may feel threatened, and be skilful in ensuring that any existing mistrust does not overpower the purpose of the training. 

2. Brainstorm

Get users opinions on what are the key constraints that affect the provision of water in their community.  Depending on size and composition of group, this can be achieved through individuals shouting out ideas or writing down on pieces of paper or group work, perhaps segregated by gender if appropriate.

3. Case studies

An appropriate case study (refer to Module 1, 3.4) can be used to stimulate discussion, raise awareness of similar issues common to their village and possible solutions.

Training Programme for WUA 

Summarise the key components of the training programme Oxfam is giving to the WUA within their community and highlight if appropriate how this may help address some of the issues they raise.

4. Mechanisms for holding leaders accountable 

The resource information highlights some measures that community can take to hold leaders accountable. WUAs are tasked with serving the interests of water users.  Where this is not the case, something is wrong that needs addressing.  Collectively a community holds a lot of power that can be used to ensure that those members it empowers to lead serve the wider community interest and not just their own.  Having a set of agreed set of management systems that includes project procedures (byelaws), channels of communication, good record keeping and system of audit, can ensure that committees are held accountable in what they do.  Ultimately water users are best placed to agree what they can do as a community to hold their committee accountable.

5. Action Plan

Encourage community to highlight the main priorities related to their water system and develop an action plan.  If WUA members are present then this can be discussed and agreed jointly.  This needs follow up to ensure it is implemented and any resistance is

3. Resource Sheet

3.1 Relationship between water users & management committee

· The committee (WUA or WSP) is there to serve the interests of water users (community).

· Users as paying customers should have a right to know what the WUA does – content of meetings, decisions made, how community money is being managed etc.

· As a guide to benefit both committee members and water users, a village should have a framework which has been agreed collectively to determine the roles and expectations of both parties.  A constitution, o set of byelaws can guide decision making.  This sets the clarifies the remit of the WUA, empowering them to do there job.  It can also provides assurance to users that certain practices will be followed and standards of service met.

· Examples of failure to disclose information, follow agreed procedures or properly document decisions, incomes or expenditures should be viewed suspiciously and challenged by users.

· Users have a right to request information from the WUA and challenge them on issues related to the water system.

3.2 Rights of water users

· Attend community meetings, observe committee meetings and/or be informed of the outcome of these meetings.

· Influence operating hours for water access.

· Scrutinise project funds - know how much money is held in the project account and view all income and expenditure records.

· Ammend/approve constitution, 

· Elect officials

3.3 Tools water users can use/demand to hold their committee accountable

1. Water meters at borehole and all outlets (kiosks and animal troughs).  E.g. the metered output from a borehole can be compared with the fuel consumption to check that fuel is being used correctly not sold on for other uses.  Metered output at kiosks can be cross checked against revenue received by the operator.  Past experience has demonstrated considerable reluctance from some WUAs towards metering, which in itself should be viewed as suspicious.

2. Request committee to publish income, expenditure and bank balance.  This could be done on a weekly or monthly basis as a sign of openness and accountability and placed on a notice board in a public place or signboard provided at a kiosk.

3. Regular public meeting between the WUA and water users.

4. Minuted meetings of WUA which are shared through placing on public noticeboard.

5. Look at 

Indications of failing management

1. Handpump/generator not being promptly repaired

2. Large queues at water collection points

3. Conflict between domestic users and livestock owners

4. Continued external support.

5. Lack of trust between community and their leaders

6. Stagnant water around water points

7. Leaking pipes not being repaired

8. Broken tapstands

9. Lack of fuel/replacement parts to power generator

10. Conflict between WUA and other management structures – elders, chief

Issues

	
	Issue
	Management Indicators
	Community Action/checks

	1
	Financial Management
	
	

	
	Lack of accountability
	Proper book keeping issue receipts against payment for water, invoices for all payments made, stock book 
	Develop system of auditing by users

	
	Misappropriation of funds
	
	Review income against expenditure

	
	Lack of transparency
	Water meters as a mechanism to check against lost water/revenue collected
	Insist on installing meters.

	
	Water charging
	Banking facility
	Ensure WUA maintain paperwork and make it available for inspection

	
	
	
	

	2
	Leadership
	
	

	
	Poor communication/lack of accountability
	Fair election procedures defined within constitution and followed
	Insist on limited term of office and democratic elections



	
	
	Minutes of meeting shared
	Insist that decisions taken by committee are minuted and disseminated to users by posting in a public place

	
	
	Gender & stakeholder balance of committee
	Annual general meeting where community can quiz WUA

	
	Lack of legal redress in dealing with corruption
	Currently being addressed by 2002 Water Act
	Insist that WUA registers as a society and initiates process to become a WSP.

	
	
	
	

	3
	Poor Service levels/user dissatisfaction
	
	

	
	Lack of equitable access to water
	Byelaws
	Ensure that byelaws are appropriate, have been agreed by village as a whole and are followed

	
	Service level at waterpoints is poor
	Byelaws
	

	
	Larger livestock owners not paying in proportion to the amount of water they use.
	Record keeping, water receipts
	Public auditing of accounts and comparing revenue against production by use of water meters as a means of quantifying unaccounted for water. 

	
	Conflict between users
	Community meeting
	Mechanisms for conflict resolution should be articulated within byelaws.

	
	
	
	


PART 3: 

Technical O&M Training - Understanding your water system (Still draft)
1. Outline of Session

Objectives:

Raise awareness on the technical components of the water system and the associated maintenance requirements.

By the end of this session participants will be able to name and explain the purpose of each part of their water system and why it is there. 

Methodology

Mapping, discussion, lecture, demonstration, hands on experience.

Materials/handouts

· Operation sheets.

· Check list of required maintenance.

2. Notes for the Facilitator

1. Mapping (for piped systems)

Ask participants to make draw on the ground their water system and highlight the different components.  Ask them to explain the purpose of individual components, and what they think can go wrong and requires maintenance. 

2. Verifying by village walk

Follow this up by visiting each place and asking participants to explain the purpose of specific components (borehole or well, pump, generator, control panel, gate values, non return valves, water meters, animal troughs, tapstands, storage tanks). The time required will obviously be proportional to the complexity of the system.  The aim is to ensure people understand the function of each component of their system, why they are their and what can go wrong.  It is often out of ignorance that problems arise, are not rectified or problems are directly caused by inappropriate actions by community members of assigned technicians.

Ask participants to explain the function of individual components.  Where people do not know explain to participants the function and associated maintenance requirements of each.  Follow up by later asking questions to see if participants have understood.  The aim is to highlight weak points of the system to enable the committee to plan and prepare in advance. 

3. Resource Information (Still draft)

3.1 Handpumps

There are many different handpumps on the market, the most common in Kenya being the Afridev, for depths less than 30 metres, and India MkII for depths exceeding this.  India Mk III is also present in some areas.  For very deep groundwater (>60metres) the Duba has been successfully used. Each has different maintenance requirements.  It is therefore suggested that the installation/maintenance manuals are referred to for details information.  Oxfam is currently in the process of monitoring a new handpump known as the Afripump which claims to require minimal or no maintenance.

Key component of a handpump

Cylinder – The cylinder is part of the mechanism necessary to lift the water.  At the base of the cylinder is a footvalve.  The bobbin within the footvalve may periodically need replacing.  For VLOM pumps it is possible to remove the footvalve without having to remove the pipes and cylinder.

Plunger – The plunger sits within the cylinder.  Most plungers have a rubber seal (o ring) which eventually wears and needs replacing.  If the water is turbid and contains particles the o ring will wear more quickly.  Similarly if the well seasonally dries, it is likely to wear out more quickly as the water acts as a lubricant.  To replace the pump rods have to be withdrawn.  The cost of o rings is low but the pump will not function without them.  The committee or pump operator should keep several spares to ensure repairs can be quickly carried out.

Rods – the rods connect the plunger to the handle and may have either screw or hook and eye fittings.  Rods can become loose and disconnect.  Improper operation increases the likelihood that this will happen.

Handle – The pump should be operated using long consistent strokes for optimum use.  Banging the handle against the pump stand either on the up or down stroke will cause vibration along the rods, which can loosen and cause rods to disconnect.  Conversely short fast strokes (which are probably more commonly observed) as well as not being as efficient results in excess wear and tear on the pump, e.g. o ring.  It is important to give a demonstration of the appropriate way to operate the handle of the pump.
Bearings & chain – holding the handle in position and connecting it to the rods are bearings and a chain that will also wear and require replacing with time.  To extend the life of these components it is necessary to lubricate appropriately (refer to puimp manual).

Bolts – A series of bolts secure the pump components together.  These should be regularly checked and tightened if they become loose.

Other components

Drainage apron – Typically a concrete slab at an appropriate level to enable users to conveniently operate the pump.  The drainage apron also protects the well/borehole from dirty water seeping down and contaminating the source.  It is important that cracks are repaired with a cement-sand mix.

Drain/soakaway – The drainage pipe or channel which takes excess water away from the handpump (and may drain to a soakaway) prevents water collecting and stagnating around the water point.  Ponded water can encourage mosquitos and increases the health risks.

Fence – A fence can be an important security measure to limit access outside of normal operating hours when a pump attendant is present and it helps to prevent children from playing with the pump and inadvertently damaging it.

3.2 Solar (SQflex) pumps

There is very little technically that can go wrong with a solar system if it has been installed correctly.  The submersible pump in combination with the control unit has a number of safety features that protect it in the event of problems occurring.  Whilst it is very “hi-tech”, the high level of reliability, minimal maintenance, need for spare parts and low operating costs make it appealing for rural locations.  The main threat to the reliability of solar systems is human interference.

Submersible pump – The submersible pump is manufactured to a very high specification and will operate on a daily basis without problem for at least 5 years, probably many more.  The motor is contained within the pump and is cooled by the water passing over it. It has built in protection features, which together with the control panel ensure that it is protected from risk of overheating, drop in water level, voltage irregularity.

Control unit(s) – Depending on the system in place there may be a simple on/off control unit or a more complicated looking control panel with digital display.  In the event that there is a back up power source, there may be two switches or control units.  These are to protect the pump, should not be tampered with in any way and should only be installed and maintained by a qualified electrician.  The most common reason for solar pumps getting damaged is because an unqualified person tried to fix it.  Incorrect wiring can bypass the inbuilt protection features of the system and cause brand new equipment to be permanently and irreparably damaged. 

Solar panels (photovoltaic modules).  These have no moving parts and there is very little that technically can go wrong with them.  Consequently many of them have a 20 year manufacturer’s guarantee.  The main risks to the panels is from theft, vandalism or children throwing stones which causes damage.  Theft in particular is a major problem in most areas so WUAs need to ensure thorough security measures are in place to minimize these threat and panels are well secured.  The only maintenance required is regular (at least weekly) cleaning of dust from the panels.  Collection of dust will significantly reduce the effectiveness of the panels. 

Lastly and also related to human interference, maintenance by unqualified technicians is a major cause of broken pumps.  Only a trained electrician with prior experience of solar pumps and access to manufacturers catalogue containing the technical specification of the equipment, should be allowed to undertake repairs related to the wiring of the system or control panel.  If there is a major overload or fault with the system, the control unit will fail as a protection measure to protect the pump.  This is a warning that qualified expertise is required to investigate the nature of the problem.  However all too often, unqualified technicians try to bypass the control unit and wire the pump directly to the power source, bypassing the inbuilt protection features.  This will inevitably lead to major failure and likely destruction of the whole system.

3.3 Diesel generator powered pumps (incomplete)

Generator – The most common and near universal fault with generator powered pumps 

Control Panel

Submersible pump

For example, based on field observations on several diesel powered submersible pumping systems, very few people seem to understand that the purpose of the control panel is far more than an on/off switch, it serves to protect the pump motor.  If a panel appears to be malfunctioning that has probably happened as a result of a problem related to the power supply (e.g. fuse blowing), in which case trying to directly wire the pump motor to the generator, whilst by passing the problem, all fail safe measures are also short circuited and the motor could be totally destroyed. 

3.4 Piped water system (may be linked to generator or solar pump

3.5 Water Pan

Module 2: Operation & Maintenance of Diesel generators

1. Outline of Session

Objectives:

Raise awareness amongst the WUA on the importance of planning and monitoring  routine maintenance and checks that they should be aware of.

Differentiate between requirements of WUA and technical training require by pump operators. 

Methodology

Lecture, discussion, demonstration, hands on experience.

Materials/handouts

· Operation sheets.

· Check list of required maintenance.

Resource Information

1. Safety Rules

· Before starting check water and lubricating oil levels, fuel supply is adequate and the system is primed, cable connections and insulation.

· Fuel must be filled only when the engine is turned off

· After starting the engine idle it for 5 minutes

· Disconnect the battery (negative) cable first and discharge before beginning any repair work.

· Maintenance operations to be carried out in cold engine

2. Do not

· Do not smoke when you put fuel in the tank

· Do not clean, add lubricating oil, put fuel in tank or adjust the engine while it runs

· Do not make any adjustments that you do not understand

· Other persons must be kept at a safe distance while the engine or equipment is in operation

· Do not permit loose clothing or long hair near moving parts

· Keep away from moving parts during engine operation

· Do not operate the engine if the safety guard has been removed

· Do not use kerosene as fuel. It reduce engine and fuel pump life

· Do not top up radiator by pouring cold coolant in hot engine. The cylinder head may crack. Do not over fill engine oil in sump. This may cause engine smoking.

· Do not use salt water or any other coolant which can cause corrosion in the closed cooling unit

· Only one person should control the engine. 

· Disconnect the battery terminals before a repair is made to the electrical system

· Do not carry out any checks before the engine has cooled down, and even then open the radiator cap or the expansion tank cautiously 

· Do not allow compressed air contact your skin

General Operation and Maintenance of Perkins Generators

Daily operation or every 8 hours (To be undertaken by operator/caretaker)
· Check fuel and engine oil levels, top up if necessary

· Check water level in radiator & top up if necessary and secure the cap 

· Check tension of alternator drive belt, check battery condition/water level

· Check the lubricating oil pressure at the gauge

· Check for loose nuts and bolts, check and correct any leaks or engine damage

· In very dust conditions clean air cleaner element, drain and clean dust bowl 

Every 100 hours or 3 months (To be carried out by skilled mechanics)

· As for daily services.

· Renew engine lubricating oil

· Renew engine oil filter

· Drain water from fuel filter and pre-filter

· Check the condition of the battery fitted

· When moderately dusty, empty bowl and clean or replace the air cleaner element

· Clean the compressor air filter

· Check and adjust idle speed

Every 200 – 250 hours or 6 months (To be carried out by skilled mechanics)

· As for previous servicing

· Change the engine oil and oil filter element

· Clean fuel strainer, fuel tank breather. Renew fuel filter canister

· Clean battery terminals

Every 400  hours or 12 months (To be carried out by skilled mechanics)
· As for previous servicing

· Replace air cleaner element

· Renew fuel filter element

· Check concentration of coolant

· Check the battery charging system. Check alternator drive belt for wear, Check wiring harness & connections and tighten if required

· Check injectors for performance

After 600 hrs or 18 months  (To be carried by skilled mechanics)

· As for 200 hour servicing and maintenance 

· Renew coolant

· Renew alternator drive belt

· Tighten cylinder head

· Check and adjust valve clearances

· Check electrical system

· Check all nuts and bolts for tightness
Trouble shooting for Perkins Gensets

	No
	PROBLEM
	Possible cause 
	Remedy

	1
	WILL NOT START

(i) Engine does not turn)
	Battery flat or failed
	(a) Check liquid level. Fill if necessary. Recharge battery and check all cells working

(b) Replace battery if failed

	
	
	Starter circuit faulty
	(a) Check, clean and refit battery connections. 

(b) Check circuit relay and starter solenoid.

	
	
	Starter faulty
	(a) Replace motor. Check starter engaging, attempt to turn engine by hand

	
	
	Lubricating oil too thick
	Replace with correct grade

	
	
	Engine or alternator jammed
	Inspection and remove any obstruction

	
	(ii) Engine turns but does not fire


	(a) No fuel atomizers

(b) Air in fuel system

(c) Dirty or water in fuel

(d) Faulty lift pump

(e) Faulty injection pump

(f) Injection timing wrong
	(a) Check fuel available in tank, Check all fuel valves are open

(b) Bleed fuel system

(c) Clean or replace fuel filter

(d) Check fuel lift pump

(e) Check fuel injection pump

(g) Reset injection pump timing

	
	(iii) Engine fires but fails to start
	(a) Limited fuel supply

(b) Faulty lift pump

(c) Faulty injection pump

(d) Fuel filter blocked

(e) Air filter blocked

(f) Worn/ dirty injectors
	(a) Bleed fuel system and check right through for dirt or water

(b) Service fuel lift pump

(c) Service injection pump

(d) Clean or replace filter

(e) Clean or replace filter

(f) Service or change injectors

	2
	Start but misfires
	(a) Limited fuel supply

(b) Faulty lift pump

(c) Faulty injection pump

(d) Fuel filter blocked

(e) Worn/ dirty injectors

(f) Loose or broken pipe

(g) Incorrect valve clearances 
	(a) Bleed fuel system and check right through for dirt or water

(b) Service fuel lift pump

(c) Service injection pump

(d) Clean or replace filter

(e) Service or change injectors

(f) Tighten or replace

(g) Reset clearances 

	3
	Start but loses Power
	(a) All possible causes shown under 2 above

(b) Air filter blocked

(c) Faulty cylinder head or inlet manifold joints

(d) Damaged or dirty turbocharger
	Attention as shown (a) to (g) above (under item 2 above)

(h) Clean or replace filter

(i) Replace gasket

(j) Clean or replace filter

	4
	Excessive Fuel Consumption


	(a) Faulty injection pump

(b) Worn or dirty injections

(c) Incorrect valve clearance

(d) Fuel pump timing incorrect

(e) Incorrect fuel

(f) Excessive engine wear
	(a) Service fuel injection pump

(b) Service or change injectors

(c) Reset clearance

(d) Reset timing

(e) Check fuel specification

Overhaul engine 

	5
	Black Exhaust smoke
	(a) Faulty injection pump

(b) Worn/ dirty injectors

(c) Air filter blocked

(d) Fuel pump timing incorrect

(e) Incorrect fuel

(f) Damaged or dirty turbocharger

(g) Excessive load

(h) Long running time on light load
	(a) Service fuel injection pump

(b) Service or change injectors

(c) Clean or replace filter

(d) Reset timing

(e) Check fuel specification

(f) Clean or replace turbocharger

(g) Reduce load as necessary

(h) Run on full load for one hour period

	6
	Blue/White exhaust smoke
	(a) Engine misfiring

(b) Excessive engine wear
	(a) See remedy under 2

(b) Overhaul engine

	7
	Low lubricating oil pressure
	(a) Low oil level in sump

(b) Oil pressure gauge faulty

(c) Oil filter blocked

(d) Faulty relief valve

(e) Oil pump worn

(f) Excessive oil temp
	(a) Add lubricating oil to normal level 

(b) Replace gauge

(c) Clean or replace filter

(d) Clean or replace valve

(e) Replace pump 

(f) (f) See problem 8 below

	8
	High Engine temp
	(a) Low level of coolant

(b) Faulty thermostat

(c) Fan belt slipping

(d) Radiator matrix blocked

(e) Blockage in cooling system

(f) Low level of lubricating oil

(g) Fuel injection pump incorrect

(h) Cylinder head gasket failed
	(a) refill radiator and check for any leaks

(b) Check and replace if necessary

(c) Adjust tension of belt

(d) Clean out thoroughly

(e)  Drain system, flush out refill

(f) Refill to correct level

(g) Reset timing

(h) Remove head and replace gasket




General Operation and Maintenance of Lister Generators

Daily

· Check the fuel and lubricating oil levels

· Check for oil and fuel leaks

· Clean or replace the air cleaner element under very dusty conditions

Every 125 hours

· The above and the following

· Check the condition of the battery, if fitted

· Clean or replace the air cleaner element under moderately dusty conditions

· On TX engines operating above 35oC drain the sump, refill with new oil and renew the oil filter element


Every 250 hours

· The above and the following

· Drain the sump and refill with new oil of the correct type and specification

· Renew the oil filter element

· Clean or replace the injectors if the exhaust is dirty

· Renew the fuel filter element if the fuel being used is not perfectly clean

· Check the TX axial fan drive belt tension

Every 500 Hours

· The above and the following items

· Replace the air cleaner element

· Examine the exhaust and induction systems for leaks, damage or restrictions

· Renew the fuel filter element

· Check the battery charge winding system, 

Every 1000 Hour

· The above and the following items

· Check the valve clearances

· Decarbonise if the engine performance has deteriorated

· Check the TX axial fan drive belt condition, replace if necessary

· Clean the cylinder barrel and head fins (for LT1,  LV1)

· Clean the banjo union at the cylinder head end of the oil feed pipe (LT1,LV1)
Every 2000 Hours

· The above and the following

· Decarbonise

· Replace the TX axial fan drive belt irrespective of its condition

· Check the fuel pump timing

· Clean and check the TX fan for drainage

· Flush and refill the fuel tank

Every 6000 hours

· The above and carry out a major overhaul

Every Year

· Change the lubricating oil, oil filter and air cleaner elements if these were not changed at the prescribed intervals

Troubleshooting for Lister Petter Pumps
	Difficulty Starting
	Failure to Attain Normal speed

	- Stop/start in the wrong position
	- Engine started on overload

	- Decompressor lever in the wrong position
	- Fuel system not correctly primed

	- Incorrect type of fuel or oil
	- Insufficient fuel

	- No fuel in the tank
	Knocking

	- Chocked fuel fillet or air cleaner
	- Loose coupling or pulley

	Air lock in the fuel system
	- Engine loose on mounting

	- Incorrect decompressor clearance
	- Incorrect specification of fuel

	- Battery not serviceable
	Exhaust Smoke

	- Loose electrical connection
	- White smoke: generally as a result of water in the fuel

	- Load not disconnected
	

	- Turning the crankshaft the wrong way
	- Faint blue smoke: appears with light load

	Engine Stops
	- Heavy blue smoke: Caused by lubricating oil passing the piston rings due to stuck, worn or broken or a worn cylinder

	- Lack of fuel
	

	- Air in the fuel system
	

	- Choked fuel filter
	- Black smoke due to incomplete combustion of the fuel can be caused by overload, choked air filter, inlet air temperature too high or incorrect specification of fuel

	- Excessive overload
	

	- Overheating 
	

	- Loss of compression
	

	- Loss of oil
	Overheating

	Loss of Power
	- Air inlet obstructed

	- Incorrect tappet clearance
	- Overload or lubricating oil level too low

	- Choked air cleaner or fuel filter
	Hunting

	- Choked exhaust system
	- Air in the fuel system


TROUBLESHOOTING FOR SUBMERSIBLE PUMPS

All remedial action to be taken by skilled Technician

5.1 Pump motor fails to start

· Broken or loose electric connection

· Blown fuse- check the installation before replacing fuses

· Motor overload

· Low voltage

· Damaged supply cable insulation- check insulation resistance

· Cable- cable joint or motor windings may be wet or earthed

· Impeller plugged (Pump blocked with sand) 

5.2 Little or no water delivered

· Pump not submerged

· Pump rotating in the wrong direction

· Leak(s) in riser pipe joints or corroded pipe

· Riser pipe joint threads corroded and disconnected

· Non-return valve in pump blocked or corroded

· Valves or discharge line blocked, damaged or not full open

· Worn pump due to pumping sand or other particles

· Strainer or impellers blocked with sand or chemical deposits

· Blocked or damaged borehole screen

· Pumping head too high for pump

5.3 Loss of Delivery

· Pump runs dry due to excessive drawdown (if not protected by a low-level cut-out)

· Leak in riser pipe- pull out and repair pipe

5.4 Overloads trip

· Current overload/motor temperature sensor- possible causes: blockage, insufficient flow of water over motor, overload due to mechanical problems, low voltage

· Under-voltage- Low voltage on supply system

· Incorrect oil level in dashpot operated overloads

· Low-level cut-out – excessive drawdown

· Incorrectly set overloads- check settings. 

Section 4 - Follow up monitoring – Post Project Completion

Monitoring indicators

Community meetings and training are part of the process of supporting a village to develop a management structure for their water system however attendance at a meeting does not necessarily equate with action on the ground.  The following indicators are a means of measuring the extent to which the community is fulfilling its required role and can guide extension staff during follow up monitoring.

Objective 1:  Community Management

Effective formation and operation of management committee

Popularly elected by and accountable to the whole community

Women and other key sectors are represented in committee and executive positions.

Regular, effective and well attended meetings to report on action and resolve problems.

Good action planning and checks that action is completed.

Accountability & Financial Management

Use of water meters to monitor production against revenue collected.

System of accountability/cross checking/auditing

Keeping of financial and maintenance records and minutes.

Equitable system of water tariffs that makes provision for not excluding the most vulnerable whilst being acceptable to majority (>75% expressing support/agreement).

Positive perception from users (as measured from random survey) on accountability of WUA.

Community Awareness and participation

Knowledge of need for good water, sanitation and hygiene.

Knowledge of community/water committee roles in community management.

Frequency of meetings and number of people in attendance.

Number of people contributing to maintenance fund.

Number of people taking part in community action (eg.waterpoint cleaning, check dam repairs).

Objective 2:  Sustainable water supply

Facility operation and care

(For hand pump) Percentage of users who operate the pump properly – eg. correct strokes, not banging the handle.

Facility Maintenance

Regular contributions to maintenance fund

Stock of spare parts and maintenance tools on hand

Regular preventative maintenance being carried out by trained caretakers/technicians. E.g. broken taps replaced, leaking pipes repaired, water kiosks and/or drainage aprons well maintained.

Records of breakdown and repairs

Repair of facility within one week of breakdown

Well developed and reliable supply parts chain

Village has access to all necessary tools required for preventative maintenance.

No standing/stagnant water around water collection points.

Evidence that money is being reinvested back into the water facilities

Objective 3: Improved hygiene and sanitation

Hygiene habits: increased percentage of people who are using new water facility on a regular basis.

Avoiding the use of the old (none potable) sources for drinking and bathing.

Washing hands with soap/ash before meals and after defecation.

Cleaning fetching containers and covering storage containers.

Site maintenance: water point is regularly maintained:

Regular cleaning and weeding of area around facility.

Drainage of water away from pump. 

Maintenance of fence around pump site.

Sanitation

Number of completed or improved latrines.

Increased percentage of people using latrines.

Provision of water and soap/ash at latrine.
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Annex 2

By-Laws Governing Management of a Water facility

Water Supply ByeLaws – XXXXX Water System (Example Only) Adapted from “Community Management of Water Supplies Project Guidelines; Modalities and Selection Criteria for Handing Over Water Supply Schemes” – Ministry of Land Reclamation, Regional and Water Development (1997).  This effectively incorporates the Water User Association Constitution.

1.
NAME & REGISTRATION

This Water Supply Group known as xxxxxxxxxxxxxxxxxx is registered as a Self Help Group/Society/Company with the Ministry of Culture and Social Services/Societies Act/Companies Act (reference no. ……….)

2.
ADDRESS

The address of the Water User Association/Water Service Provider is:

…………………………………………………………………………………………………………………………………………………………………………………………………………

3.
OBJECTIVES

3.1
To improve the health and living standards of members through the provision of a reliable safe water source.

3.2 To achieve this objective the WUA/WSP will undertake the following activities:

· Raise funds in cash or in kind to facilitate required works/purchases

· Serve the interests of members at all times

· Manage water facilities in the best long term interests of users by ensuring maintenance is carried out promptly and an acceptable service delivery level is maintained.

· Ensure the laws of Kenya are followed at all times.

· Open and transparent record keeping for all decision making and financial transactions.

4.
MEMBERSHIP

4.1
There shall be the following 3 categories of membership

(a) Private household;

(b) Institution such as school, health centres, churches

(c) Commercial & industrial

Eligibility is subject to being a resident of the area and registering with the Management committee.

4.2
A member shall cease to be a member if s/he leaves the area, voluntarily withdraws or is expelled.

4.3
Grounds for expulsion include: (i) any action of deed that the Committee adjudges to be prejudicial to the water supply; (ii) repeated failure or neglect to comply with the regulations of the water supply (iii) any debt liability outstanding for a period of more than 90 days.

4.4
A member who is expelled has the right to appeal to the general meeting against this expulsion.

5.
FUNDS

5.1 The funds of the water supply consist of:-

a) Registration fees per each category of membership as may be set by the general meeting.

b) Membership fees for each category of membership as may be set by the general meeting.

c) Annual subscription fees as may be decided by the general meeting.

d) Funds received from donors.

e) Funds generated through operations of the water supply.

5.2 The management committee shall exercise control over the funds receipts and expenditure.

5.3 No portion of the funds of the water supply shall be paid or transferred directly or indirectly by way of dividend, gift bonus or otherwise by way of profit to the members of the water supply.

5.4 All monies shall be paid to the treasurer or his/her agent and shall be deposited in the water supply bank account.

5.5 No payment shall be made out of the bank account without a decision of the committee authorising such payment.  All cheques must be signed by three authorising signatories out of which one of them is the treasurer..

5.6 The committee shall have power to suspend any member who it has reasonable cause  to believe is not properly accounting for any of the funds or property of the water supply.

5.7 Such suspensions shall be reported to the general meeting to ratify or appeal against such a decision.

5.8 Funds shall not be distributed or loaned among members.

6.
MANAGEMENT COMMITTEE

6.1 The affairs of the water supply shall be managed by a Management Committee which shall consist of all office bearers elected representatives from each zone or administration sub location of the water supply.

6.2 Members of the management committee shall be elected at the Annual General Meeting from members nominated.

6.3 The management committee shall appoint from its members an executive committee comprising of the chairperson, secretary and treasurer and not more than two other members to be responsible for the day to day management and affairs of the water supply.

6.4 The executive committee shall be answerable to the management committee and shall report and seek necessary approval from the management committee.

6.5 Members of the management committee shall be elected for a period of one year and shall be eligible to offer themselves for re-election.

6.6 A person shall be eligible for election to the management committee is s/he is:

(i) Literate to at least standard 8 level

(ii) A member of the water supply

(iii) Without any criminal conviction

(iv) At least 21 years of age

(v) Without any debt older than 30 days owing to the water supply.

6.7 The office bearers shall be Chairperson, Vice-chairperson, Secretary and Treasurer elected at the AGM

6.8 Duties of the chairperson are:

(i) To chair management committee meetings

(ii) To chair executive committee meetings

(iii) To offer guidance towards attaining the objectives of the water supply.

6.9 Duties of the Secretary are:

(i) To record all minutes of the committee and General Meetings.

(ii) To maintain a minute book

(iii) To maintain a members register.

(iv) To ensure that the water supply correspondence is correctly and efficiently attended.

6.10 The duties of the treasurer are:

(i) To check all payments

(ii) To sign all payment vouchers

(iii) To ensure banking of all monies received on behalf of the water supply.

(iv) To keep a general surveillance of the money management of the water supply.

6.11 Unless decided otherwise by a General Meeting, all document, contracts, agreements, shall be signed on behalf of the water supply by the chairperson and two other holders of the following offices:- Vice chairperson, Secretary , Treasurer.

6.12 A member of the Management Committee shall vacate office if s/he:

(i) Ceases to be a member of the water supply

(ii) Becomes of unsound mind

(iii) Is convicted of a criminal offence

(iv) Is removed from office at a general meeting

(v) Absents him/herself from 3 consecutive meetings without reasonable cause or prior permission from the management committee.

(vi) If by notice s/he resigns.

6.13 Any casual vacancies in the membership caused by death, resignation, removal or disqualification, shall be filled by the management committee.  A member so appointed shall remain in office until the next AGM.

6.14 Meetings of the management committee shall be held regularly once a month and at any other time when necessary.  One half of the members shall provide a quorum provided that at least two of them will be executive committee members.

6.15 The management committee shall exercise the following powers:

(i) To regulate, control, plan and administer the management of the water supply.

(ii) To consider and approve or reject membership applications.

(iii) To organise the AGM

(iv) To assess and authorise the employment of staff and set their remuneration.

(v) To recommend for adoption by the AGM, the rates to be charged for water services provided to members.

(vi) To record a true account of assets and liabilities of the water supply.

(vii) To review monthly all accounts of the water supply.

(viii) To meet all obligations to creditors

(ix) To proceed against any debtor whose obligation has exceeded 60 days

(x) To maintain a register of members.

(xi) To convene meetings 

(xii) To ensure the water supply operates within the laws of Kenya

(xiii) To liaise with the Water Services Board on matters pertaining to the water system.

(xiv) To prepare accounts and balance sheets for presentation to the AGM.

(xv) To appoint, regulate and supervise services or works required pertaining to maintenance of the water system.

6.16 The management committee shall hire staff to perform various duties including the daily technical operations and maintenance.

6.17 The management committee shall appoint a Project Manager whose duties shall include:

(i) To plan organise and supervise the day-to-day operations of the water supply

(ii) To keep the management committee informed of the water supply’s progress and report any problems.

(iii) To ensure correct documentation of all books of accounts, correspondence and records.

(iv) To ensure that all funds are properly accounted for.

GENERAL MEETING

7.1 Ultimate authority of the water supply rests in the General Meeting of members which shall be held once annually.

7.2 The annual general meeting shall be held on the first Saturday of November.

7.3 A Special General Meeting may be convened by the management meeting for any specific purpose.  

7.4 A Special General Meeting may be requested by members upon receipt of a signed request from 25% of membership.

7.5 The presence of 1/3 of members shall constitute a quorum.  In the absence of a quorum the meeting shall be adjourned and a new date fixed.

7.6 The chairperson or vice chair shall preside over the General Meeting.  In the absence of either, members shall choice one member to present them.

7.7 Every member shall have one vote.

7.8 Voting for election of the Management Committee or amendments to the byelaws shall be by secret ballot.  Voting on all other matters shall be by show of hands.

7.9 The following business may be transacted in a General Meeting:

(i) Adoption of Agenda

(ii) Confirmation of minutes & matters arising

(iii) Making or amending rules in furtherance of the objectives of the water supply.

- regulating use of water

- fines and penalties

- tariffs


(iv)
Presentation of accounts.

8.
OPERATIONAL RULES

8.1 Water tariffs for all private connections shall be fitted with water meters and charged according to tariff rate agreed at AGM.

8.2 Water supplied by the water supply shall not be re-sold.

8.3 Public water kiosks will provide water between the hours of 6-10am, and 4-7pm in accordance with the tariff agreed at the AGM.

8.4 Water use charges will be paid monthly by each member

8.5 ??????????????????????????

9.
PROCUREMENT PROCEDURES


???????????????????????????????

10.
ACCOUNTING & AUDITING

10.1 An auditor shall be appointed by the General Meeting.  The auditor shall examine records, statements, vouchers and in particular shall:

(i) Ensure that all expenditure and income is properly accounted for and documented.

(ii) Ensure that all allowances, salaries and benefits are paid in accordance with these byelaws.

(iii) Ensure that all water consumption is properly accounted for.

(iv) Ensure that proper books of accounts are kept

(v) Check and verify stocks of materials and balance of bank account and cash.

(vi) Ensure that debtors and creditors pay or are paid within a reasonable timeframe.

10.2 An audit of accounts shall be carried out every year.

10.3 A copy of the balance sheet and statement of accounts shall be available for inspection by members.

11.
AMMENDMENTS TO BY-LAWS

11.1 Byelaws shall only be amended by at least 2/3 majority vote of members at AGM.

12.
ARBITRATION

12.1
Any dispute arising out of these byelaws that cannot be resolved or settled by the committee or General Meeting shall be referred for arbitration in accordance with the Arbitration Act of the Laws of Kenya.

	Annex 3: Water Management Committee Scorecard

                                      
	Village:
	Date:

	Q no.
	Criteria 
	Scoring scale 0
	Scoring scale 1
	Scoring scale 2
	Scoring scale 3
	Score

	1
	Community is registered under the 2002 Water Act to manage water facilities
	No legal form of registration 
	WUA registered with Ministry of Culture & Social Services (MoC&SS
	Registered with MoC&SS and in process of becoming a Water Service Provider.
	Legally recognised WSP with Water Service Board
	

	2
	Committee meets on a regular basis to discuss issues pertaining to the management of their facilities
	No scheduled meetings, may occasionally meet when forced to respond to a problem
	Meets on semi regular basis although more likely to be reactively in response to a problem.  Issues not well documented or shared with community 
	Meet regularly, some documentation kept and sharing with wider community but needs improving.
	Meets on a regular monthly basis, clear agenda and minuted meetings which can be viewed by members.
	

	3
	Committee has a clear framework which defines its role and informs decision making.
	No document exists.
	Constitution or bylaws exist but not practically used.
	Constitution or bylaws exist and are used but require some review/ strengthening.
	Clear and practical constitution that actively defines role of WUA/ ways of working
	

	4
	Committee members are clear on their role and motivated to fulfil task.
	Members not clear on roles, poorly motivated and not active
	Some confusion in roles, partial participation from members with decisions dominated by a few individuals
	Members can explain their roles with more clarity, involvement from most members exhibited by attendance & participation at meeting but could be improved.
	Written descriptions describe the role of each person and/or discussions with WUA members confirm they know their role and are motivated for the job.
	

	5
	WUA is accountable for income and expenditure.
	No bank account and no records of income and expenditures are kept.  No mechanisms to check for fraud
	Bank account exists but not active. Some records kept but incomplete or discrepancies observed. 
	Active bank account with periodic transactions. Records kept and generally in order but analysis is difficult and/or information not available to public.
	Community maintains bank account with approved signatories and detailed record of all transactions. Bank deposits/withdrawals can be reconciled with cash book, recording all income & payments, which is publicly available for scrutiny.  Accounts can be inspected/queried by users or have been audited.
	

	6
	Equitable tariff structure is in place, payment made against cash sale receipts, entries made in cash book and monitored against demand.
	No tariff structure in place and water is generally not paid for.


	Water tariff exists but collection is ad hoc (less than 30% of users regularly contribute).  Needs of poor not fully considered or larger users/livestock owners not accountable. 
	Water user charges collected but not accounted for properly.  No cash sale receipts issued and no cash book maintained
	Water charges collected against receipts and entered into cash books. 75% or more pay for water with agreed concessions for most vulnerable households  
	

	7
	WUA is fairly elected and truly representative of the interests of the community.
	WUA not fairly elected or accountable to users.
	Flaws in election system (e.g. queuing or show of hands) may compromise fairness. Term of office not clearly defined/re-elections held
	Ballot and WUA members generally considered representative but some flaws in election/re-election process.
	Secret ballot or system that users consider to be open and fair by members.  Fixed term with re-elections held accordingly.
	

	8
	Equitable representation. 
	No women represented on WUA.
	Women present within committee but not actively involved in decision making.
	At least 30% of WUA are women with one or more as an office bearer.  Women are actively involved in attending meetings and influence decisions.
	Equitable gender balance both in representation on WUA and decision making positions.
	

	9
	The committee is aware of its responsibility to become self reliant and is able to articulate its relationship with government at district level.
	Village relies heavily on external support to run its facilities and is doing nothing to address dependency. Poor links with district level stakeholders
	Committee aware of its responsibility towards self reliance.
	Community is aware of its responsibilities and is moving in the right direction but requires skills to manage its facilities and source external support where required.
	Community is self reliant, has developed strong links with Water sector institutions and is able to communicate and influence district level decision making through regular channels of communication.
	

	10
	Water users express satisfaction with the performance of their committee.
	General discontent with, or distrust of, committee.  Majority are not satisfied with their performance & don’t believe committee represents their interests.
	A minority of users express some concern about performance of committee (e.g. sighting accountability or dishonest practices).
	Majority of users are generally satisfied with committee however they feel there is room for improvement.
	8 out of 10 users in a random sample express confidence in the accountability and belief that WUA is serving their interest.
	

	Comments:



	Action Plan: What issues need to be addressed in the next 12 months














































Implications/Considerations to become a WSP


Need to legally register as a society. 


Have capacity to provide suitable water service.


Enter into a contract with the Water Services Board.


In most rural areas communities are being given priority to become the WSP.


Clustering is being promoted to achieve economies of scale.


Implications not yet clear what will happen if WUAs are unsuitable but Water Boards have the right to appoint private contractors for service provision.














Differences between WSP and WUA


WUA does not have same legal recognition as WSP. 


Legal status will ensure WSPs are more accountable.


WSP is eligible to apply for funding from Water Services Trust Fund.


WSP status will be mandatory.











Key Points of 2002 Water Act


Deregulation and Decentralisation with more decisions being made at regional and local levels.


Recognition of the important role communities play in management of water services.


Government retaining coordination and policy role but withdrawing from service provision.


New institutions have been set up with separation of function between regulation and service delivery.


Legislative framework should improve accountability.





Autocratic Leader


This leader centralizes leadership, does not allow any participation but motivates sub-ordinates.  His motto is that of, “I will help you if you obey me”.





Democratic Leader


Democratic leader decentralizes power and allows for group participation in decision making. The motto of this leader is, “Do you agree with my views”.





Free-Reign (Laisez–Faire)


A laizzer-Faire leader may be described as a “No decision-making” leader since he is passive and has no initiatives of his own.  His motto is, “What do you want to do do it”.





Dictator


This leader leads with an iron hand and subordinates live under fear.  His leadership code is, “you must do what l say”





Visionary Leader


This is a leader who lives in the future, he sets targets and works towards the achievement of the goals























Potential problems affecting water projects


Technical difficulties/breakdown


Lack of trust in committee


Misuse of water


Personality clashes/local disagreements within village


Poor community cohesion


Rumours of financial mismanagement


Political interference


Lack of, weak or divisive leadership 


Misuse of project funds


Lack of accountability


Sabotage of project infrastructure


Abuse of power


Political interference


Poor planning








Sample Receipt Voucher:





Name of the organisation___________           Receipt no______


Date ________





Received From______________________  Amount__________





Description__________________________________________            





Received by____________________





�
�



The payment voucher has the same layout only that this time we have the payee


name i.e. name of the person receiving the payment.





Sample Purchase Order


Name of Company:________________________





Date:_______





Purchase order no._________________


�
�
Description of Item       Quantity        Unit Price                �
Total Amount�
�
�
�
�
�
�
�
�
�
�
�
�
�






				Sample Invoice





Customer Name:____________________        Date ____________


Address:__________________________         Invoice No._______                





�
�
Qty�
Description�
Unit Price�
Total Amount.�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
	


		











Practical issues to be addressed


How to collect the money?


When to collect the money?


Who collects the money?


Where to keep the money?


How to register movements of expenditure and incomes?


Who administers the funds?


What are the funds used for?


Who orders payments?


What type of financial control?


How to monitor?











Preparation


To facilitate this exercise the following materials must be prepared in advance


A sample receipt book with user payments for the water fee.  This should be as authentic as possible with date, name of payee, signature.  It is suggested that at least 30 households (payments) should be listed.  


Invoices and payment vouchers for outgoing project expenditure – salary of operator, and perhaps one or two maintenance costs (eg. purchase of fittings & bus fare of committee member to obtain goods).


A book of members’ payments containing all members names (according to the receipt book).  Several additional members should be included (those who did not pay their fee for that month).  This should contain a history of previous months payments.


A cash book containing balance carried forward from previous month.


Using this information, participants can now complete the cash book.


























What is Gender?


Gender relates to both men and women.  A gender based approach looks at the social differences between men and women to seek a balance, which optimises the roles and responsibilities of both men and women 


























Generic Training Structure (requires tailoring to suite specific needs of a village)





Overall Goal


A sustainable community managed water system.





Objective 


Enable participants to understand the critical role they play in maintaining their water supply.





Method


Through a series of participatory meetings and step by step approach


Highlight operation & maintenance requirements of their water system.


Illustrate a successful community management model.


Highlight common problems associated with water systems and strategies to avoid/manage these problems.





Indicators


By the end of the series of trainings participants will:


Understand the tasks of the Water User Association and the key role that an active committee plays in managing their water system.


Understand operation and maintenance activities for their water system and have started to develop an O&M strategy.


Be aware of an appropriate village structure to successfully manage their water facilities.


Be aware of the costs of maintaining the water facilities and an appropriate and equitable charging system.


Have identified common problems they are likely to face and ways of overcoming them.





Topics to be chosen from


  Equal representation


  Village level management structure


  Technological choice


  Setting equitable and affordable water tariffs 


  Accounting and book keeping


  Byelaws


  Understanding Water reforms in Kenya  


  Village level operation and maintenance


  Accountability & Empowerment of water users


10. Hygiene and Sanitation


10. Preparing for Drought


11. Case studies


12. Action Planning


13. Monitoring & follow up














� Adapted from Rural Water Supply in Africa – Building Blocks for Handpump Sustainability (ref. 5)


� Handpumps are used as an example here as they are supposed to be appropriate for rural communities to operate and maintain.  Failure rates of other pumping technologies is often higher.


� Village level operation and maintenance (VLOM) this is a concept developed in response to the high number of handpumps breaking down.  Afridev and India MKIII are were designed to meet the VLOM concept which should mean most repairs can be carried out using village level artisans without specialist external technical expertise.  


� Adapted from Ministry of Local Government training guide, Government of Eritrea.


� This will depend of the literacy level of the group


� Adapted from WSTF, CPC, Doc 00, Orientation Guidelines


� Socially responsible Commercialisation – Water Services Regulatory Board, March 2007


� Community management of Water Supplies Project Guidelines, Modalities and Selection Criteria for Handling Over Water Supply Schemes, Volume II


� Adapted from Ministry of Land, Reclamation, Regional and Water Development: Mode of calculating Water tariff.
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