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Water Supply and Sanitation Programs
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Community participation in planning
a water and sanitation system is one of
the most important contributions to a
project's success. For local par-
ticipation to be productive, both the
community and the action agency must be
committed to it from the start. See
"Overview of Water and Sanltation
System Development," HR.1l. Educational
campaigns on the options for improve-
ments in water and sanitation on the
local level are essential to develop
the community awareness that leads to
responsible participation in developing
a system., The community and the action
agency must jointly develop a water and
sanitation system that can be locally
operated and maintained with a minimum
of advice and asslstance from out-
slders. Community involvement in pro-
Ject planning is essential to the
later phases of deslign, construction,
and operation and maintenance.
Community involvement is especlally
important in the areas of financial
arrangements, in-kind contributions,
labor schedules, legal clearances,
selection of acceptable technology, and
training in operation and maintenance.

Community Education

Local awareness and understanding of
the advantages of water supply and
sanitation improvements increase the
probablility of community participation
in developing appropriate water and
sanitation facilities. The success of
a water and sanitation project depends
on users wanting, understanding, and
accepting the system,

Community education serves several
purposes. One is to explain to vii-
lagers the economic advantages of
improved water and sanitation systems,
Another purpose 1s to familiarize the
community with the technologies
avallable so that they will select one

they can operate and maintaln wilth a
minimum of outside involvement. A
third purpose 1is to teach villagers
which personal and communal water and
sanltation practices are harmful to
good health so behavioral changes can
take place.

Education programs should be
arranged through the action agency.
The actlon agency and the village water
and sanitation committee should
organize the community education cam-
paign using all appropriate cultural
channels and reaching all socilal
levels. The educational effort can be
coordinated with other development pro-
jects, such as hospital construction or
primary health care, as well as with
local institutions such as schools, and
organizations such as mothers' clubs.

Both hygiene and technical education
should be integrated into all stages of
the planning phase. This 1s best
accomplished if local water and sanita-
tion practices are throughly under-
stood, Local water and sanitation
beliefs, legends and patterns of water
use and excreta disposal should be
identified and understood by the health
or technical educator.

Some suggested components to use in
health and hyglene education are:

e rules of personal hyglene,

e rules of communal hyglene and
environmental sanltation,

o methods of water source protec-
tion,

e rules of water supply protection
in the household,

® health reasons for a safe water
supply,
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e health reasons for sanitary
excreta and refuse disposal,

Convenlence and privacy are the most
likely reasons people will accept and
use new facillties. Even so, local
disease statistics and projected eco-
nomlc consequences are good tools for
explaining the need for good health.
Examples set by role models such as
teachers, engineers, community leaders
and even school children can change
behavioral patterns 1n a community.
Visual ailds and the mass media are
effective supplements to an educational
campaign.

Local programs might be organized
as:

e hygiene explanations of water and
sanitation systems integrated into
construction schedules for laborers,

e family, mother and child education
programs in personal and communal
hygilene,

e school programs on health and
hyglene, including demonstrations and
supervised good use of new facilities
at school,

e manuals for facllities use for
operation and maintenance personnel,

e environmental sanitation and
village clean-up campaigns.

It 1s difficult to persuade people
to change o0ld habits but the difficulty
can be lessened by the manner in which
change 1s introduced. Community
leaders should understand problems and
solutions early so they can help
explain the coming changes. Leaders
can motivate vlillagers through their
own actions and through community
approved sanctions for misuse of facll-
ities. When community leaders, the
village committee, the action agency
and the villagers all have similar
understandings, they can work toward a
common goal.

The action agency must explain and
evaluate technical options with the
community to determine thelr social
acceptablility. Throughout the project,
the action agency and the village water
and sanitation committee should explain

each projJect activity and the reason
for its sequence to the rest of the
village. This can be accomplished at
public meetings or in informal
discussions. Refer to "Methods of

Operation and Maintenance Training,"
HR.3.M for more information on tech-
nical education.

Community education, or even data
collection done with local par-
ticipation, begun in the early planning
stages of a project will stimulate
interest and can help start active com-
munity involvement in the project.
Public awareness of technical alter-
natives and personal and public prac-
tices related to hygiene and sanitation
can provide health benefits that the
provision of a water or sanitation
system alone cannot affect.

Formulate Alternatives

The collection and evaluation of
field data will often continue
throughout the entire project as new
options and information are presented.
The action agency will be responsible
for appralsing the technical field data
and identifying the technical options
it believes are practically and
economically feasible. The community
will be responsible for evaluating 1its
social, cultural and economic sltuation
and ldentifying options which it per-
fers.

Before final steps are taken in for-
mulating water supply and sanitation
alternatives, the community, with tech-
nical assistance from the agency,
should clarify its priorities and
needs. It must identify its expec-
tations and capabilities for technical
involvement in system operation and
maintenance, 1ts own reliable resources
(cash, labor, materials, equipment,
services), and the support services 1t
will need for education and training 1in
health, construction, operation, main-
tenance and facility use.

The action agency should 1ldentify
the technically feaslible alternatives
which meet local needs. Each option
the agency presents to the community
should include:

e a technical description and expla-
nation,




e estimated installation costs,

o installation needs such as
construction time, labor, material and
equipment,

e operation and maintenance costs,

e community's operation and main-
tenance responsibilities,

e estimated total costs,

e funding requirements, sources and
availability.

The agency must fully explain the
community responsibilities for each
option and the support services the
agency can provide. The actlon agency
must keep in mind that the village will
be managlng its own system in the
operation and maintenance stages.
Efficient operation and malntenance of
water and sanitation systems in 1so-
lated and rural areas requires simple
equipment and procedures and as little
water treatment as possible.

Both the agency and the village must
welgh the following factors for each
alternative considered:

1. Technlcal feasibility, based on
data collected in preliminary studies
(refer to "Methods of Inltiating
Community Participation in Water and
Sanitation Programs," HR.2.M).

2. Construction needs:

a. Is site (land) available?

b. Can water and sanitation fa-
cilities be made avallable at con-
venient places for everyone in the
village? Can facllities be extended to
new resldences?

¢. What materials, tools, and
equlpment are necessary?

d. Which are avallable locally?

e. How can non-local materials
and supplies be obtained?

f. What kind of and how much
labor 1s necessary?

g. Is it available?

h. How much will materials,
equipment, and labor cost?

i. When are laborers free for
construction?

J. When and how will funding be
available?

k. What season 1s best for
construction?

3. Operation and maintenance needs:

a. Will an operating budget be
required?

b. Is local personnel avalilable
for operation of systems?

¢c. Are trained personnel for
operation and maintenance necessary?
How many?

d. Can water agency provide
training for operation and maintenance?

e, How much will operation and
maintenance cost daily, weekly, and
monthly?

f. What minimum costs will be
necessary to keep the system goling?
How will funds be provided?

4, Community needs and preferences,

5. Social, cultural, religious
acceptability.

Select a Method

After evaluating all alternatives
presented, the most appropriate system
for the vlillage must be chosen., There
is often wide varliation between the
most desirable alternatives and the
most workable solutions. The water
committee and the action agency must be
careful not to choose either a
sophisticated but unrealistic system or
a system that 1s realistic but inade-
quate for meeting the community's
needs. Often, established standards of
gquantity and quality will have to be
balanced off against community pre-
ferences.

No system should be selected that
involves complicated or expensive
designs or equipment. Systems must be
technically sound, economically
feasible and acceptable to all segments
of the community. Systems should be
chosen for sultability and not
prestige, but convenlence and aesthet-
ics should not be overlooked. Any
features that exhaust the technical,
economic or soclal resources of the
community invite system failure and
should not be selected., Systems using
local resources are more likely to
succeed than those dependent on out-
side resources.

It is not always necessary to de-
velop an entirely new system. Small
projects and improvements on existing
systems may meet current urgent needs
and promote village participation. The
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project planner should provide infor-
mation for the village on the costs and
efforts involved in minimal level ser-
vice improvements which can be expanded
over time.

The best water supply alternatives
are those that provide the community
with safe and abundant water from a
reliable, accessible and socially ac-
ceptable source at the lowest cost.

The best sanitation system alternatives
are those which provide the most
socially and environmentally acceptable
level of effective service at the
lowest cost.

Financial Arrangements

Special meetings should be held be-
tween the community and the agency to
analyze finances and sources of sup-
port. The community should be instru-
mental in establishing financial
arrangements for the project. Fund-
ralsing instituted by the villagers to
help pay part of the capital costs of
the water and sanitation system may
help pay for recurrent expenses or
raise money for other village projects.
Care must be taken to ensure there 1is
equity in contributions and payments.
The financial value of local labor,
materials and services can constitute a
considerable proportion of total costs,
When the community has contributed to
the cost of the system, and has also
participated in planning and
constructing it, local resldents may
develop a stronger sense of respon-
sibility for the system. If the com-
munity cannot pay for the project
itself, i1t should arrange for in-kind
support. For example, the community
can ldentify sources for items on the
materials list and arrange donations,
trades or other in-kind commitments.

The community should also be instru-
mental in developing a financing sched-
ule. If at all possible, the action
agency should teach elementary
accounting to villagers. The community
can:

e price materials and 1identify the
best price alternatives,

e calculate project costs per
family, cost per capita, and total
cost,

e decide how the community will pay
for construction,

e determine any repayment schedules
for loans,

e decide how the community will pay
for operation and maintenance,

e decide how and when any fees will
be collected,

o determine wages for construction
workers and operation and maintenance
personnel.

Set Specific Goals and Write a Project Plan

After the appropriate technology 1is
selected, goals for developing and
completing the system should be set.
Set specific goals that can be measured
so people can tell when they have
reached them. Be sure any necessary
legal arrangements are made,.

Project goals must clearly state:
e What the project is.

e What the project will accomplish
in terms of effort and benefits.

e What methods will be used to
complete the project.

® When work will be done.

Write a project plan that incorporates
these goals into a speciflc time frame.

The village commlittee should help
choose personnel for construction,
operation and maintenance. Specify:

e How a construction supervisor will
be chosen.

e Who will be supervisor,
e Who will be construction workers.

e How the operation and maintenance
managers will be selected.

e Who the operation and malntenance
managers will be,.

e Who will keep books and file
monthly maintenance and accounting
reports.




The construction supervisor, the
village commlttee, and the action
agency should:

e Make a l1list of

-- the materials which must be pro-
curred outside of the community and
their costs, and

—-— the materials which can be
gathered locally.

e Make an equipment list, including
tools and vehicles, and all costs,

e Make a list of where to procure
all materials and equipment and set up
a schedule for delivery.

The village committee should be
instrumental in scheduling labor with
the constuction supervisor., Identify
and specify in the project schedule:

e Tasks for completeing construc-
tion,

e Which parts of the system can be
locally constructed.

o Which parts of the system will
have to be constructed outside com-
munity.

® Which Jobs the community will per-
form.

e Which Jobs the agency will per-
form,.

e Which jobs will require both com-
munity and agency work.

® Sequence of tasks.

® When work must be done (according
to migration patterns, planting, har-
vesting, climatic cycles and holidays).

® Schedule of completion dates for
construction activities.

The action agency usually arranges
for equipment and materials to be
delivered to the village. Delivery
needs to be budgeted into project
costs., Tools and equipment are
generally furnished for project use by
the agency. The community usually pays
for construction materials, so it is

best to use local materials such as
sand, gravel and stones whenever
possible.

The community should provide facili-
ties for storing materlals, tools and
equipment at the project site. This
will include an area for storing large
equipment and a buillding for storing
smaller items. Transportation within
the village should also be provided by
the villagers.

The community must help decide where
the water and sanitation facilitles
will be located. Possibilities for
extending the system to individual
households or new residents should be
explained. The community must be
responsible for establishing an
authority to enforce rules about late
fee payments and negligent use of the
system.

Adequate provision must be made for
proper operatlon and maintenance of a
system, at both the local level and
through a backup resource arranged
through the action agency and located
convenient to the village. The com-
munity and the agency should work
together to designate a health educa-

tion staff and plan a health education
program schedule., The two groups
should set up an evaluatlon schedule
for the system. Specify evaluation
criteria, when the system willl be eval-
uated and by whom,

Community Approval

A written or otherwise acceptable
project plan may have to be approved by
local, reglonal or national leaders, by
water agency officilals, or by funding
agencles' officials. It must also be
officially approved by the community.

A project plan should include:

1. A description of the water and
sanitation problem in the community.

2. An explanation of the proposed
technical system and its expected hene-
fits 1ncluding the number of facili-
ties.

3. An explanation of the method of
construction to be used.

4, Design drawings (these can be
simple at first, but dates for final




design drawings must be included in
the project timetable).

5. Community and topographlc map
showing placement of facilities and
location of construction. Show place-
ment of facilities within houseplots
and relationships of water supply fa-
cilities to sanitation facilities.

6. Costs of constructing system
including labor (wages, number of
workers, time), tools, equipment,
materials, services and land that must
be purchased.

7. Costs of operating and main-
taining project for a specified perilod
of time (per year or per month).

8. Schedule for implementation,
including seasonal considerations,
timetables for each phase of the pro-
Ject, and total time necessary.

If the community accepts the propo-
sal and the responsibilities involved,
a formal agreement should be made.
Designing and building the system
should begin according to the work
schedule proposed.




