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1.

241

2.2

INTRODUCTION

One of the most important aspects for sustainability of
water supply Isthe abllity of the community to manage lis
own schamsa. Unlike urban settloments, institutional
arrangements for rural watar supply ara rudimentary.
Over the past decade, the accent of most developmant
axparts was on community participatfon and less so on
community management of the schemes. indeed,
community participation provides what McCommon et al
(1990:9) calls an enabling environment required far
community management. Without proper organizational
structures, aven those projects which have registared
effective community participation have no hopa ot
sustainahility. Therefore institutional frameworks sira vi-
tal for the allacation of responsibility, authority and con-
trol of the systam,

This guide discusses existing institutional structuras in
developing araas, the functions of the water committes,
gimpla bookkeeping and financlal management, apara-
tion and maintenance, health education as well as the
importance of public relations. This documeant doas not
cliaim to deal with all the problems refatad to the man-
agemantof water supply. All itdoes Is to provide guidalinas
based mainly on fisld experience as well as on lterature
in watar supply and sanitation,

EXISTING INSTITUTIONAL :
FRAMEWORK IN DEVELOPING
AREAS

Ganarally in devaloping areas (informal settlemaents
and rural ) wa find ona or all of the fallowing structures:

Tribal Authorities and Tradltional Leaders

In most South African rural areas there ara tribal author-
ities in the farm of a chisf and his councillors/indunay/
ditana. Tribal authoritios are legal entities represanting
communities 2t the local and central government lovels.
Thasa leadars play the most important role of running all
community affairs, co-ordinating development activitias
and settling disputes among community members. Atthe
outset, tha chief/inkosikgosi must be involved in need
identification and planning for ali developments taking
place in the community. Even if ha may not actively get
involved in the project due to ather commitmants, his
blessing must be alicitad.

District Development Counclls

All development activitias including water supply, etec-
trification, roads and community gardens are co-ordinated
by Development Councils, Thesa councils are normally
constituted by both the professional and business paople
in the districts. Tha councils work hand in glove with tribal
authorities to identify, prioritize, plan and execute de-
velopment projects. It is always essentialfor these bodies
not to overstep the authority of the lecal traditional
leaders.

23

24

2.5

Residants' Associations/Organizatlons

The recent opening up of palitical activity in Scuth Africa
has lad to the mushrooming of alternative community
structures which are geared ataddrossing davelopmental
issuas in daveloping areas. These structures, which are
mainly constituted by the youngsr gensration, have
spearheaded several initiatives and urged the involvement
of the governmentin addressing community development.
In some cases, rasidens’ organizations have baen ac-
cuszad of overstepping the authority of traditional leadears.
However, experience has shown that through proper
consultations and negotiations, all leadars managea to
cooparate in ordar to achisve success in development
projects.

Governmant axtension workers

In spite of the fact that the community should taka charge
of their watar supply, it is essantial that the governmant
axtension watkers support the projects. In South Africa,
we normally find the Dapartments of Health and
Agricutture's raprasentatives in the villages. These paople
can play a major role in community development and
thus efforts must be mada to Involve tham as much as
possible. Besgides, they have the resourcas to suppart
communities both technically and administratively. Also,
the governmant Is available to oversas the sustainability
of projects whan the technical support group withdraws
from the area,

Communitias

To alargs axtent, the capacity of a community to imprave
and manage their water supply scheme depends on
previous experienca with other development projects.

" For some communities cooperation and support for

changes iz more easily elicited than for others. There-
fore, patience, empathy and motivation should b exar-
cised to get all the community's paiticipation in the watear
project. Maximum participation at all levels is therefore
important in the planning and execution of the project.

In shott, co-operation of all abovemantioned structures
to form & water committes is essential,

THE WATER COMMITTEE

Despite tha fact that all tha abovementionad structures
are involvad in community development issues, includ-
ing watar supply, it is essential that an independent bady
bae established to deal specifically with the managemei
of water supply.

This body could ideally be In the form of an elected
committea represanting all levels of the community. The
waler committee plays the most important rela of mobi-
lizing or motivating the community, applying for funding
of tha project, supporting technical and other community
developmant groups whanaver they are in the areas and
reporting to the chisf/authorities about progress and new
developments, Details of the functions of the Watar
Committes and its canstitution ara outlined in the following
section.

GUIDE TO COMMUNITY-BASED MANAGEMENT 5



3.1

Functlons of a Water Commities

A water project has three phasas: preparation,
implemantation and administration. The functions of tha
water commities change as the project moves from
phase 1o phase, and are discussed accordingly in the
ensuing section.

311 Phau 1: Preparation for Project

Thiz is the most crucial phase in which a solid
foundation for the sustainable management of a
water supply projact can ba laid, At the outset, the
commitiee shouid:

Undertake a simple need assessment siudy to
ansura thatthe intended benaficiaries/villagers are
in favour of the project (see appandix for a sample
of relevant questions to ba asked). Need assess-
ment could be done aithar in groups, community
meatings or individual hougeholds interviews.

Define their cbiectives and goals regarding the
watar quality, quantity, distribution or level of ser-
vices (a.g. standpipas or house connections), and
possible expansion of sarvices in futura.

Educate and motivate the community to achiave
thair goals, Elicit the community's willingness to
invast in capital and running costs.

Salicit technical support to obtain casts for various
project alternatives.

Effectivaly raize funds fram both within and outside
tha community (possibly with logistical support
from anoutside agency). See Appandix 2far aspects
that need consideration when making an applica-
tion for funding.

Decide on disciplinary measurestobataken againat
those who default in paymants and labour contri-
bution,

i

WATER COMMITTEE MEETING

. Draw up contracts with the community, with the
technical support group and with funding erganiza-
tions/sponsors.

. Deacide on concassionary measuras to ba taken for
the aged and the por familles who may notbe able
to afford both the capital and running costs.

* Set up tariff schedules and mechanisms for col-
lection.

. Keep financial records of all trangactions,

”

PROJECT IMPLEMENTATION

3.1.2 Phase 2: Project Construction/implementation

This ig algo a crucial phase in terms of manage-
ment functions of the Water Committes. During this
phazge, the Committes should:

. Convena meatinga to motivate and jointly organize
labour contribution and collaction of money and,
also decide on disciplinary measuras to be taken
against defaulters within the community.

- Undertake planning and scheduling of construc-
tion, ordering and staring materials, and sollciting
technical support.

»  Togethar with the tachnical suppont group finalize
- the design, espacially the location of taps in consul-
tation with the community.

. Solect one or two peopls for training in oparation
and maintenance of the schama.

. Keep financial tecords of all transactions 1o date
and exercise accountability 1o all parties involved in
the projact,

. The commitiee should maintain sound communi-
cation and human relations with its own commu-
nity, naighbouring communities, govarnment ax-
tanslon workers, technical support group and
SPONSOIS, '

3.1,3 Phasa 3: Administration

This is the most crucial phase in which both the
technical guppont group and the sponsors gradu-
ally withdraw from the community. Tharefore, the
committee should be wall prepared to continue

GUIDE TO COMMUNITY-BASED MANAGEMENT &



3.2

with responsibility of managing the schame with
minimal back-up support of the government am-
ployees. At this stage, the committea shouid:

* See to an appropriate water quality monitoring
system.

. Ingtitute a supervision strategy for operation and
maintenanca,

. Plan for future extension/axpansion of the system.

' Keeapfinancial records of all transactions and main-
tain an appropriate fea collection mechanism.

. Exarcisa digeiplinary measures against defaulters
and vandals.

. Maintain healthy and seund communications bath
within and outside the community.

Constltution ot a Water Project

it is a well-known fact that every successful organization
or establishment has a set of rulas and pelicies to govern
its operations. Tharaefors, it is of crucial importance for a
Water Committes to also establish its own set of rules
and to guide membars during the course of project
implamantation. Moraover, for some spansors & consti-
tution is a prerequisite in considering sponsorship of
projects. An example of a constitution is thus:

3.2.1 Name

For exampla, the project will be known as Intutuko
or Tswelopeie Watar Project,

3.2.2 Area of operation

Thig should dascribe the geographical area, be ita
trial authority, regional or local government in
which the project will be operational.

3.2.3 Alms and Objectives

Aims and objectives of the project should be clearly
stipulated. For example, one of the objectives of
the project in this case would be the improvemant
and provision of water supply and sanitation as a
means of promoting the health and wall-being of a
community.

3.2.4 Membaership

Eligibility of membership to the project should be
clearly stated. For exampla, membarshlp shall be
open to all community members of a particular
tribal authority.

3.2.5 The Water Commlttes

The affairs of the project will be administered and
managed by a democratically elected committae
which is the decisicn and policy-making body, The
incluslon of women on this Water Committes has
been found to anhance the likelihood of project
succass, because women are so central to the
walfare of any community.

The key offices on the commitiea are those of tha

chairman, saecratary and treasurer. Additional
mambaers should ansure an adequately broad

ropresentation of the community. Theé number
shouid howaver not betoc large as this will decrease
the committee's ability to get things done.

It is alzo important to state the period for which the
Water Committes will hold office. For developing
commuriities with few leaders, it might be advan-
tageous for office bearers to hold their positions for
at loast thres years. Vacancias oceurring during
tha pariad of the Watar Committee’s operation can
be filled by co-option of paid up members who will
hold office until the naxt election.

The naw committes should be elected at the last

Annual Ganeral Meating of the agreed upon pe-
riod.

3.2.6 Functions and Powers of the Water Committee

* Thea Chalrman and Vice Chalrman
The Chalrman's duties are:

- To convene and preside at all mestings of the
project and in his absence the vice-chairman
shouid act in his seat.

- To inform mambears of the community well in
advance about the date, time and venue of the
masting.

- To draw up an agenda of each itam to be
discussed at the meeting (the secratary and
other mambars should halp him in this task).

- To open meetings, introduce mattars fo be
discugsed and give everyone a chance to speak
or contribute whilst leading the discussion until
conclusions and dacisiong ate raached.

- Ta make rulings on procedural matters of
urgency and such rulings will be deemed final.

- To anzure that all decislons made are being
carmriad out by mambaers of the Water Committea
and communtty,

. The Treasurer

Tha treasurer's duties arae to look after all financial

matters of tha project that include;

- Keeping a record of tha names of the paople or

* fjamilies who contribute towards the capital and
recurrent cost of the schamse,

- Keaping books of income and expenditurs,

- Receiving all monies and depositing them in a
bank decided upon by the committae whose
signatories shall be the treasurar, the chairman
and the secretary.

- Authorization of payment for saervices or
matarials.

- Submission of regular figures/statements.

. The Secretary and Vice Sacretary

All corraspondence and written work are the duties
of tha secratary and include:

- Keeaping a proper racord of all the meatings inthe
minute book.

- Writing letters and keeping correspondanca for

GUIDE TO COMMUNITY-BASED MANAGEMENT 7



SECRETARY TAKING MINUTES

the commiftes, Noting the names of paople or
families who contribute labour during
implementation of the schems and those who
do not. -

- In his/har absence, the vice-secretary or
treazurarto undertake all duties of the secretary.

. Additional Membars

Daspite the fact that additional members have no

specific tagks to parform, they do however play an

important rele in the committee. Their functions

include:

- Active participation In committes meatings in
tarms of offering advice to other mambers and
contributing naw ideas.

- Toassist the treasurer with fee callaction for both
the capital and running costs of the scheme in
thelr respective areas or regions.

- Assistin organizing voluntary or in-kind donation
of labour and skills from community membars in
their regions,

. Co-Optad and Ex-Offlcic Membara

This category may consist of government exten-
slon workers, professional or business people or
any othar persen in & community who may have a
particular contribution 1o make 1o the schames.

3.2.7 Convaning of meetings

- Depending on the needs, committee meetings
may b held once a month to report on progress
made and to plan action for the futura.

- Upon instruction of the Water Committes, the
secratary will distribute notices and agendas of
the mesting to all members,

- The Watar Committae has full powers 1o call a
spacial meeting as it may deem necessary,
- Tha Annual General meeting will ba hald as soon

as possible after the end of the financial year
which will for example be from 1 April each year
to 31 March of the foliowing year.

3.2.8 Contributions

- Mambers are liabla for contribution of a amount
1o be fixed by a general community meating 1o
covar in patt the capital costs of the schame.

- Joint efiorts will be pursued by all community
mambers in contributing labour by way of
digaing trenches, laying pipes, collscting and
bringing local materials and in rendering
whatever assistance that would be dasmed
nécassary to the projoct,

- Members ara liable for tha contributin of an
amountto ba fixed from time to time by the Water
Committes towards the operation and
maintenance of the schama,

3.2,9 Training

Should the nead arise for training of key members
of the committea on management and administra-
tion of the project, it will be done either on-site
thraugh workshops or by sending members to an
institution capable of offaring such services at the
committaa's expense.

3.2.10 Anmwendmaents

No addition(s), alterations(s) or amendmant(s) to
the constitution will ba passed unless approved by
two- thirds of the mombars prasent at any general
or spacial meeting. ‘

3.2.11 Dissolution

The project may be dissolved by a special resol-
ution adopted by at laasttwo-thirds of the mambers,
K upon dissalution of the project there ramain any
azsats whatsoaver afterthe paymant of allits debts
and liabilities, such assets may be sold to othar
projects having simllar objectives, as may be de-
cided upon by members at the general meeting at
which it was decided to dissolva the project.

FINANCIAL MANAGEMENT AND
BOOKKEEPING

in spite of the Taci that the financial managemant of the
profect is entrusted to the treasurer, and that the lattar's
functions have already been stipulated in tha pravious
saction it is eazential to expand on how these funds could
be best managed. Other committee members also neod
to have some gkills in financial management sealng that
they are alzo involved In collecting public funds,

Furtharmare, should the treasurer vacate his position, it
willbe sasierfor tha committeeto replace him if they have
kapt abreast of financial matters. Far best management,
it is of crucial importance for all committes members to
undarstand the ralionale or reasons for cost recovery
which include:

GUIDE TO COMMUNITY-BASED MANAGEMENT 8



4.1

» The requirement for sustainability and continuity of
sarvicas,

= Tha nead for replacement, expansion or extension of
the project or services, for example, household
connections and quality improvements.

- Raising community awaranass and appreciation of
tha value of drinking water and sanitatian.

« The need to distinguish batween responsibilities of
usar community and the water supply agenclas,

+ Lastly, the community develops a sense of ownar-
ship, responsibility and pride in the projects whersin
thay have contributed in-kind or financially (Wang et
al, 1988:10).

Fiva mast impaortant points to remember whean dealing
with publicfunds as indicated in M B Cansulting (1987:32)
are as follows:

- Collact money from averybody according to the rules
agread upon by the community.

+  Keep petly cash in a safe place.

« Use money for community water supply purposes
only, in ways which are known to avarybody.

+ Record income and axpenditure regularly.

+  Report to the community from tima to time on how
much manay has baen used, and how much ramaing,

In cases of big schemes, the Water Committes could
devolve responsibility for collection of ravenue to com-
munity members for example, tap committeas or spring
associations could be formed to overses collaction of
funds and operation and maintenance of scheme at local
levels, For piped water supply, a coupan system wheraby
membets of a community purchase coupons from the
treasurer and/or neighbouring shops which antitle tham
to a numbar of 25 litre containers of water, could ba
introducad. The Committee could smploy attendants to
administer the supply at drawing points as is done in the
Valley of a Thousand Hillz near Durban. This system is
reported to work smoothly without defaulting payment
(Mann, 1985:39).

Income and expenditure

= income may arise from:

- Community's contributions to capital and running
costs

- Donations from sponsors - ba thay private companias,
parastatals or govarnment

- Fundralaing functions such as football matchas, film
shows, bazaars, efc.

- Community's payment of running costs or servicas
- Fines arising from penalties for vandalism or non-
contribution of in<kind tabour during construction.

- Mambership fees from people who movad into the
village-newcomers and newly martied couples from

the village.

- Special collection of monay far purposes such as an
official opaning ceremony of the achame.

4.2

= Expenditura may arise from:
- Manthly purchases of diesel,

- Transport to and from town for purposes of village
watar supply, tor example, banking, withdrawals, etc.

- Purchases of staticnery and other administration
books.

-  Wage paymaent for the water minder or pump atten-
dant.

- Purchasesof spare parts such astaps, pipes, washers
and payment of skilled technician fo make repairs
which may be too difficult far the water minder.

- Repaymant of loan taken during construetion of the
schema. REMEMBER - this Is a contract you might
have entered into with the agency concerned.

Requiraments for baslc Bookkaaping

Bookkeeping simply means keeping records of all tha
money recaived, spent and the balance therecf, The
following will appear in the book:

* Income: Alt the monay recaived either thraugh
mamberzhip contributions, subscriptions,
donations, fundraising bazaars atc,

= Expenditure: Allthe moneythat is spent on the project
1o purchase diesel, spare parts, hire
labour, pay the watar minder, pay for
transport efc.

This reflects the amount of money that is
left in the bank at at given tima,

+ Balance:

The rationale for bookkeaping includas:

» Thefactthal the money belongs to membars and not
the committea, chairman or treasurar, Therafarea, ali
members hava the right to know what happens to tha
money.

«  The monay must be used responsibly, Record keep-

* ing helps us 1o know haw much money we have and
how much is still nesded. The money must be used
proparly.

+ Tha money must be safe. 1t ls very important that the
organization's monay is not lost or stolen, The best
way to keep money safe is in the bank. Howavaer,
patty cash for day-lo-day use could be kept with the
traasurer (Human Awarensss Programme:3).

For simpla record keeping and collaction of revenua from
the user community, it ls suggested that the committes
allocate responsibilities to alt its members according to
areas or regions. The easlest way of keeping records is
ta have the following books:

4.2.1 Household Register

Thig should be a foolscap size notebook with 2 hard
caover wherain names of all affiliated families are
anterad, This book can also be uged 1o record
monthly payments on contributions towards the
capital costs of the scheme, For ease of referance,
it Is suggested that this book be kept by the trea-
suret,

GUIDE TC COMMUNITY-BASED MANAGEMENT 9



Dapending on the amount required to cover the
capltal costs, it is suggested that the committea
dacide on a pariod upon which membars should
have paid up the total amount required. In setting
up the pariod, the committea should bear in mind
tha economically disadvantaged families who may
not be able to afford a lump sum paymant over &
anae or two month pariod. In that case then, col-
umns should ba drawn and monthly contributions
antered next to namas of all families. A register will
look like this:

4.2.3 Recelpt Book

In madarn life, people demand recaipts as praof of
an amcunt paid. Receipts are also an important
raflection of the amount of monay received by 1he
treasurer. In view of tha fact that some rural com-
munities are aftan raquirad to contribute towards
both the capital and running costs of the schama,
it is advisable that two receipt books be kept to
record payment of these aspects separately, This
is done in order to avoid confusion regarding
payments. However, one receipt book would suf-

FAMILY MONTHLY CONTRIBUTIONS
NAME ‘ TOTAL
JAN |FEB [MAR | APR JUN | JUL [AUG | SEP | OCT | NOV | DEC
b\m\v-\ o ) -—r—.«m—B oy L) fao o | R o | o tao \?\\ ol &0 Ribe,
-
‘\\ Taley REn. ko Q\.\D o
M\ ey Yoo R \oe
DOyl RSo |Rso 2o
TOTAL

TABLE 1: HOUSEHOLD REGISTER

NB.Should the Commitiee decide to collect the money
over a period of thrae montha, then it Is not necessary 1o
drawtwalve month columns but only tha required months.

It is also impontant for the committea to consider
making cancesasions jorthae very poor and pension-
ors who are willing to cooparate in whatever manner

but have financial constraints. Instead of paying Ontvang van
the full amount, the poor should ba asked for one
third thareof or may be exempted from payment of ~
capital costs. Algo, the business and prolassional the sum of L T Rand/
alite of the community could be requestad to pay die somvan : _ o\ Cent
slightly mora in orderto subsidize tha disadvantaged . Sent
families. All possibilities should be explored, and . ) - .
whatavar dacision taken, the community should be For/Vir : D?E“w"*“ o Seened
made awara, of rathar be given a chance to give Dol e s Oy
their views, With thanks/Met dank

TABLE 2: ARECEIPT BOOK

4.2.2 Raglonal or area notabook
No, 374 1972533 TR |c

This need not be a hard covar but an ordinary
foolacap or A4 size notebook whareln araa repra-
santatives of the committee nole in names and

contributions of all families in their respective ar- Ontvang van

eas, The same recording format as tha housahold -~

ragister may ba followed but it is not essential. This the sum of : Vet Rand/
book may be dividad into two parts 10 racord the die som van ' Cent
capital and running cosats separately. o Sent
Arearepresentatives should submit this information . Q. : .

and money to the treasurar who in turn will record For/Vir : o oy £

it in the household register, Upon paymant of Stk

monay, the treasurer should immediately issue With thanks/Mat dank

racaipts,

fice for thoze communities who only haveto pay for
the running costs, Always ensure that duplicates
are kept in the recalpt book.

A recaipt book looks like this:

Ho. 373

Rocaived from : Tl("a\ Wiokenre | \Q [Oo

1993.802L | R |¢

Received from | edac s Mieey \'\\mflé-\i,e_ @ |
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4.2.4 Dally Cash Racord Book money in the bank rather than kleaping it at homa.
In this book, also a foolscap/A4 size with hard This trend gained momentum with tha introduction

i i ; f burial sociaties, women's clubs, elc. during the
, incoma, expenditute and s te re- @ ! ;
23:’3;«3";? a aa:.ilyp basis. The 1rez‘;lgrg:r ashould late seventies. Hence, there is no longer a nead for

i ity motivation to take their monies to the
racord the money he receives - INCOME, the commun :
money which is spent - EXPENSES and the money bank. Thare are thres options avallabla for saving

_ put In the bank - SAVINGS. community funds namely:
INCOME EXPENDITURE
AMOUNT IN AMOUNT IN
DATE NAME PURPOSE i c DATE FPURPOSE R c
-~ Yo : - .
1 “a] Muen ety C e th\ﬂ\ cezbs, a2 | Be{o-aa YA\edec miedec| 40 | oo
o\ N -
1 e § w\ﬂ\."ﬁﬁ'—‘?hﬂ Cosa Y.,‘gﬂ‘\ o R an | e \mﬁ,i-._x--u< 3 g | e
A0 e - a ' '
. N A LR T c—--n,_\a & Q_c:-.?‘;a'\.:‘;" N - %\‘E!EJ,-:,\ A |
Rt ™™, e : = e
TN (‘-‘-.ﬂ,_ .TK"_:,\_\ (-1‘-;“ . n -
W o Bl T tx | e | oo TOTAL | 5 | oo
T, C.._-imv? LT et | v | oo
TOTALINCOME [\ 5|€ 0O BALANCE | 50| oo

TABLE 3: INCOME AND EXPENDITURE CASH RECORD BOOK

Note: For all above sxpanses, thers should be proof of + An ordinary Bank Savings Account
payment in the form of a recaipt or whatever document
signad by tha providar of services. Involces must also ba
kapt to provide Information about what was purchasad,

+ Trust Account with local Magistrate.

= A currant or chaqua book account.

Depanding on the proximity, the Commitiee may
choose to utilize any of these tacilities. In the first

The Committea should check this book regularly to ‘ two cases, thraa signatorias would be required for
soe the total amount which is in the treasury or withdrawals of monay, whereas only two signato-
spant, This back could also ba used to record fines " lies are required in the casa of a current account.
arising from defaultars or cash payment or contri- Bosides, with acurtant accountthare is no needfor
bution of voluntary labour during construction of signatorias to make the trip to the bank each time
the schame, . they need money as they can purchase goods

diractly, This can make a great difference o the
@ase with which a project can ba administared, but

4.2 5 Savings/Trust/Chaqua/Account ‘ mora trust is required. There should ba valid rea-
Fortunately, most developing communities in South sons for any withdrawals being made. A cheque
Afrlca ara already accustomed tothe idea of saving looks like this:
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Whatever transactions take place, the bank taller
will always keap a record of the amount deposited
or withdrawn from the book.

43 Disciplinary Measures againat defaulters

Each and every community has people who deviata from
the norm. It does not matter how high the morale of the
community may be, some always try o lead others
astray. Howaver, circumstances that may lead to taking
disciplinary action against daefaulters include:

»  Uncooperative membars of the communily in contrib-
uting labour 2% weli as the nominal amount of monay
agraed upon to cover capital costs of the schama.
Some people in rural villages believe in tangibles.
Tharefore, this category of people would ramain
suspicious and negative during the inception of tha
scheama. Howavaer, as soon as they stari realizing the
banefit of an improved water supply, they decide to
jointhae scheme. Inthat cazeathen, it is suggested that
the Committee decide on an amount to be paid to
cover the capital and manpower days employsad
during construction of the scheme as penally. In
order to be fair to community members who have
always bean cooperative, itis also suggested thatthe
amount charged be slightly higher,

= Families who may contribute towards [abour on an
irregular basis without valid reasons or giving eAcuses,
These people should be made 1o pay penallias,
otharwisa they will influence faithful workers 10 also
became lazy.

» Paople who, due to regular employment, may be
unable 1o physically assist with labour during con-
struction, yet do not provide substitutes. The
Committes should declide on an amount to be paid by
these members. It is suggestad that this money be
used to either pay nominal faas 1o thase working on
tha schame or buy them somae refreshments In order
1o boost their morale.

* Paopla who default in paymant of the running or
recurrent costs of the scheme, ltis suggested that the
committes approach theze pecple and pursuade
them to pay, failing which these people could ba,
taken to the indunaftona, civic association/residents
organization or the inkosi/Kgosi for disciplinary
maastiras, Another mechanism may ba tocutoff their
watar supply and use social pressure to get them to
pay. Whataver disciplinary measures are taken, is up
to the Committes o dacida,

*  Vandalism of the schame either by childran or oppos-
ing factions within the community. The Cemmitiee
should decide on disciplinary action fo be taken
against the culprits, Fines should definitely be imposed
against anybody who damages or vandalizes the
scharma intantionally,

Alernativaly, tha committee could bring the opposing
graups together and let them resolve the mattar
amicably.

-

5.

51

5.2

OPERATION AND
MAINTENANCE

Oparation and maintenance are the most important
elemants for sustainabla developmant of water supply
schameas, Many watar supply projacts fail dus 16 nagli-
gent of thase aspacts. It is tharaefore essantial that
schames be always kept operational and properly
maintained.

Wa will now turn to a brief discussion of the most crucial
elemants of oparation and maintanance of constructad
schemas as follows:

What needs to be operated and maintained?

= Equlpment: All hardware such as pumps, filtars,
valves and pipes are subject to wear and tear and
should be monitored and serviced befora problems
becoma serious. To ensure that this is done the
Watar Mindar should observe a routine of ragular
daily, weekly and monthly checks. On a daily basis
the pump and the disinfection apparatus will be
checked, On awaekly bagis thafitter mightbe chacked.
On a monthly bagis all valves in the system might be
checked, and 50 on,

+  Waterguaiity: Thaquality of the waterbaing supplied
by the systam shoukd ragularly be checked, Break-
downs in the working of filters or diginfection appara-
tus will be immadiataly apparent in the deterioration
of the water quality. '

= Watar quantity; If thera are complaints from any
meambers of the community that insufficient water is
reaching their waterpaint, then the cause of the .
problem should be found and ractified.

= Disposal of wastewater: Stagnant pools of wasta-
wataer accumulated around standposts is a serious
heath hazard and i is the Water Minder's job to
enzure that drainage around standpipe'’s is main-
tained,

Who Is reaponaible for operation and maintenance?

5.2.1 Water Minder

= It iz impaortant 10 have a reliable Water Mindar to
undartake the following tasks:

+ Take care of the angine, oll it ragularly, buy spare
patts when necessary, and repor to the Water
Committes If there are serious problems,

+ Report major faults to the Committea,

= The Water Minder mustswitch the enginaon and
off whenaver water must be pumped, and check
or inzpact the condition of the machinery each
time,

« Both the Committee and Water Mindar must
make necessary arrangameants for someona to
get monay from the treasurer each month to
purchase diasal for the engine.
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It is very important that tha committae arrangs
paymentofthe Water Minder. Infact, the Committee
must draw up a contract with the Minder for his
payment. Whatever amount is given to the mindar
it will ancourags him to do his work better, Paymant
of tha Water Minder should come from monthly
paymants towards operation and maintenance or
running costs.

Ancther important aspect to considar is training of
the Water Minder. This training can elther be done
an-zite or he can be sentto an appropriate institution
for tralning. Normally, only basic training on watet
freatment, operation and minor repairs of the en-
gine is required.

WATER MINDER AT WORK

5.2.2 Water Committes

The Watar Committee's functions in operation and

maintenance are thus:

» Workout a strategy of paying the Water Minder's
menthly wages.

« Check and supervize the Mindar's wark on a
regular basis.

= Ensurathatthe community looks after the system
and report breakdowns.

« Contact outside bodies for special technical
assistance in case of tha system's breakdown.

5.2.3 Communlty

As and-usars, tho community could also play an
important rale in the aperation and maintenance of
the schama. Forexample, throughthe appeintment
of tap guardians, which may be members of
households ciosest to the tap, faults and break-
downs can be promptly reported to tha Water
Minder/Committea. In so deing, the community
members develop an increased sense of ownership,
rasponsibility and pride in the schame.

6. PARTICIPATORY HEALTH

EDUCATION

To maximize the health benefits of improved water
supply, the committes should ensure that health and
hygiena education is undertaken in the community, This
would anhance the community's understanding, aware-
ness and appraciation of improved services. The com-
mittee could slicit the assistance of locat health watkars
who have a sound track record in community haalth
aducation. Hoealth aducation should be diracted at all
lavals of the community, particularly woman.

GROUP DISCUSSION USING VISUALS

Efforts should be madeto promaote participatory education
rather than the traditional academic one-way educatian.
In other words, facilitators/educators should avold a
“talling™ and adopt a “saling” appreach. There is also
great scope for what Chambers (1983:201) calls reversal
learning of indigenous knowledge from the community.
Likewise, the committas should sit, ask and listen to what
the community knows about health. The nead to curb
environmantal pallution and health hazards through
proper sanitary facilities, washing slabs, catile drinking
troughs, proper drainage, protection of water and food,
proper disposal of solid wastes and washing hands and
facilities should be emphasized during the education
campaigns, Water and health education flipchart is avail-
able on request (Produced by Amatikulu Resource
Cantra).
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Participatory education could inelude dramatic presanta-
tions, games, audio-visuals, group discussions and
intarparsonal communication, The CSIR has used this
approach with great success in rural araas,

5 . "
DRAMATIC FRESENTATION OF WATER RELATED
DISEASES BY COMMUNITY

7. PUBLIC RELATIONS

Effacﬂva public relations is essential for sustainability of
& waler supply project. Basic requirements for public
ralations include;

= Accountabllity: The Committee should always be
aceountable 1o tha community and outside bodies in
order t¢ maintain a good working relationship, For
example, the Committes should report ragularly about
the financial circumstances and should let those
interested in checking the financial situation of the
project feel free to ask for the books. In this way, the
paople will develop trust and thus support the Com-
mittea wholeheartadly,

+  Communication; kt is also impartant for the Commit-
tee to maintain sound communication with the com-
munity and outside bodies such as the neighbouring
community, funding organizations, technical support
groups and the government. For example, the
Committee should give regular feedback to the
aponsors who may support their initiatives In future.

+ Adherence to constitution: Efforts must ba madato
always adhere to the constitution, otherwise the
Committee will lack direction,

10.

CONCLUSIONS

To agreat extent, past project failures could be attributed
to the lack of community-based managemaent of water
supply schemos. It has been astablished over the past
dacada that sppropriate technology and community par-
ticipation alone cannot lead to sustainable projects.
Through participatory training, the community could be
empowatrad to achiave full managemant capacity, How-
aver, the extarnal agency should avoid imposition of
management systems and marely craate an environ-
mant conducive for the community to run their own
schame.
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APPENDIX A
INFORMATION NEEDED

The Watar Committes may alect to conduct a need assess-
ment study in any sultable manner ranging from community
meetings, in-depth interviaws atc. Tharefare, it is not necassary
to formalize the study.

Tha range of data needed for water supply and sanitation
programmeas may include the fallowing:

Blo-demographical Information

- An understanding of village organizational structures and
identification of disadvantagead groups.

«  Family composition and size (e.g. nuclear or exlondad
familles). Establish how many adults and children there are
in tha family.

Watasr sources, usagae and attitudes

+ Available sources and purpose of uga for each househeld
(a.g. drinking, cooking, laundry, bathing, animals, home,
gardan).

«  Quantity and quality

= Distance and time to felch water

= Seasonal variations in water source

» Drawars of water (a.g. wornen, children)

«  Praferred water sources for related activities (e.g. laundry,
animal drinking, bathing).

+ Perceptions of community needs
= Local beliefs and attitudes related 1o water sources.

Health aspects

- Morbidity and mortality rate (especially among children
under tha aga of fiva)

+ Existing water related/washad diseasas.

. Maj{:r haalth problems in the country and seasonal vari-
ations.

Technologlcal affordabliity and willingness to coniribute

+» Heads of households and major contributors to upkeep of
familias

»  Maans of subsistence or major cccupations

+  Preferrad spanding patterns and ability 1o contribute monay
+ Borrowing and savings custams

+ Seasonal employment

= Paymant for water.

Technological alternatives :

» Local skills, capabiiities and traditional akernatives
= Prafarred technological improvements

» - Avallability of skilled and unskilled labour

«  Local availability of matarials for construction.

Excrata disposal and ralatlonship bstwean method and
health

- Existing defecation practices (noting impartant differences
betwaen religions, man, woman, In-laws and childran)

-« Parsonal hygiene habits, cleansing materials and practices

+ important taboos, baliefs, related locations, sharing etc.
Community Involvemaent and participation

+  Community and family level leadership in decision-making

«  Major local political or social factions which might affect
participation

+ Extent of interest and participation in watar, sanitation and
othar devalopment activities.

= Important characteristics that would datermine accepta-
bility and influence of cutsiders working In the area

- Priority given 1o improvemant of water supply and sanita-
tion in relation to other priority needs in the community.
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APPENDIX B

APPLICATION FOR SPONSORSHIP

1.  TITLE:NAME OF THE ORGANIZATION OR PROJECT

2. ADDRESS AND TELEPHONE NUMEER

3. BACKGROUND AND GENERAL MOTIVATION
3.1 Location of community
3.2 How your organization or praject started
3.3 Reasons for its establishment
3.4  Numberoffamilies who will banefit from the project

3.5 Statistics of water related diseases in the area (if
any)

3.6 Thatype of water sources for drinking, distanca o
water sources and avarage time gpant to collect
water,

4. SPECIFIC AIMS AND OBJECTIVES OF THE PROJECY
{ENCLOSE/REFER TO THE CONSTITUTION IF
AVAILABLE).

7.

PROJECT PLAN

5.1 Intended commeancemant date and duration of the

project

5.2 Community's contribution (in-kind and/or maney)

53 Professional advica and administrative suppott
agencies (External Agencies to support the project

technically if any).
5.4 Government support of the project (if any).

BUDGET

Break the amount of money needed into items, for

axampla:
Farrocament tanks = R10 000
Pipas a R15 000
Skilled labour = R10 000
Cemant and aggregates = R10 000
Design and Project Management = B15.000
TOTAL = R60 000

CONCLUSION

N.B. A wall written and detailed propasal often at-
tracts substantial sponsorship for the projact.
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