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INTRODUCTION

Background

Since 1979 the Danish Government (Danida) has supported a
rural water supply programme in the three regions of Iringa,
Mbeya and Ruvuma in the Southern Highlands of Tanzania.

Phase I consisted of preparation of Water Master Plans (WMPs)
for the three mentioned regions and of a pilot construction
programme in the same regions and was based on a joint apprai-
sal by the Ministry of Water (MAJI) and Danida in October 1978
of a Tanzanian project proposal. It culminated in the signing
in December 1979 of an agreement between the two Governments
covering Phase I.

The Water Master Plans consisted of two parts: a technical
part which was prepared by CCKK (a consortium of four firms of
Danish Consulting Engineers: Carl Bro, Cowiconsult and Kamp-
sax-Kriger) together with Tanzanian engineers and technicians
from MAJI and which involved physical visits to all 1509 regi-
stered villages in the three regions as well as hydrological
and hydrogeological investigations etc.; and a socio-economic
part, which was performed jointly by BRALUP (now IRA), a rese-
arch institute of the University of Dar es Salaam and Centre
for Development Research, CDR, in Copenhagen. The socio-econo-
mic part dealt with household surveys and testing of the con-
cept of the participatory involvement of the beneficiaries
both in decision making and in physical activities. The coor-
dination of the various activities was undertaken by a Danida
Steering Unit for Water Projects (DSU) established in 1980 in
Ubungo (Dar es Salaam).

The preparation of the WMPs was carried out from January 1980
to May 1983. Altogether the WMPs documents are in 38 volumes
and resulted in recommendations for the implementation of a
rural water supply programme for the three regions based on
the priority and design criteria contained in the WMPs. Furth-
ermore, during Phase I a pilot construction programme was un-
dertaken and resulted in substantial completion by 31st Decem-
ber 1983 of 11 new gravity schemes supplying water to about
49.000 people (1981 population figures) in 24 villages and 113
wells fitted with handpumps in 23 villages providing water to
about 22.600 people. The total costs of the pilot construction
programme was about DKK 44 millions.

In September 1983 a second agreement was entered into between
the Governments of Tanzania and Denmark. In this agreement
covering Phase II (January 1984 - December 1988) the physical
targets were to supply water to some 300 out of 633 identified
high priority villages in the three regions in accordance with
the recommendations of the WMPs. The agreement also covered
pilot projects in health education and sanitation as well as
consultancy services. The total budget for Phase II was fixed
at DKK 249 mio. (in September 1982-prices) out of which DKK
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200 mio. was for construction. Phase II was later extended to
June 1990 and the total budget was in accordance with Danida
index regulations due to inflation and currency fluctuations
adjusted to DKK 278 mio. During Phase II the programme has
been reviewed annually by joint Tanzanian/Danish review mis-
sions, while an independent evaluation was carried out in
May/June 1987. As of 30th June 1990 water supply schemes have
been handed over to the village governments in 208 villages in
the three regions, while schemes covering an additional 49
villages were close to completion, but the handing over for-
malities had not been completed at that time.

In July 1990 the Governments of Tanzania and Denmark have con-
cluded a new agreement concerning a third Phase of the rural
water supply programme in the three regions which will run
from July 1990 until June 1995. During this Phase particular
emphasis will be placed on developing the village-based opera-
tion and maintenance system for water supply schemes, the
foundations of which have been laid during the previous phases
of the programme. A second objective of Phase III is to supply
water to additional 155 high-priority villages in the three
regions. The total budget for Phase III is DKK 199 mio. (June
1989 prices).

Phase I1I is implemented by the Ministry of Water, Energy and
Minerals (in the following referred to as "MAJI") and the Min-
istry of Community Development, Women Affairs and Children
(hereafter referred to as "MAENDELEO") with advisory assist-
ance from Cowiconsult and Danida employed advisers.

In the Plans of Operation for Phase III it is stipulated that
annual joint reviews will be undertaken by Danida and the Gov-
ernment of Tanzania. Emphasis is to be given to specific
issues for each review. The first joint review scheduled for
August/September 1991 had the organisational and institutional
issues and the potential need for introduction of a medium-
deep borehole programme on the agenda.

Review Mission

The first annual joint Tanzanian/Danish review of Phase III
took place in Tanzania during the period 26th August to 12th
September 1991 in accordance with Terms of Reference (TOR),
which can be found in Annex 1.

The Review Mission was composed of the following members:
e ida:

- Mr. Erik Sjerslev Jensen, Senior Technical Adviser, Danida
Headquarters, Team Leader (water supply engineer)

- Ms. Birgit Madsen, External Consultant to Danida (socio-
economist)

- Mr. Fredie Hofman Andersen, External Consultant to Danida
(organisational issues, budget, financial planning).



inated b e _Govern t of Tanzania:

- Mr. Balthazar Njau, Head of Design Section, MAJI )
- Mr. J.V. Nchinbu, Assistant Executive Engineer, Technical
and Self-Help Activities Department, MAENDELEO.

re ersons.:

- Ms. Pernille Haubroe, Desk Officer, Danida Regional Office
for Southern Africa, S7, Copenhagen

- Mr. Hans Egerrup, Cowiconsult, Copenhagen

- Mr. Jakob Vinding Madsen, Counsellor (Development) Danida
Mission, Dar es Salaam.

The programme of the Review Mission appears in Annex 2.

After introductory meetings in Dar es Salaam with the Acting
Principal Secretaries of MAJI and MAENDELEO as well as with
the Head of the Danida Mission, the Review Mission spent 15
days on field visits in the regions of Iringa, Mbeya and Ruvu-
ma. Meetings took place with regional, district and village
authorities, MAJI and MAENDELEO staff, project advisers and
village participation assistants as well as with water commit-
tee members and scheme and handpump attendants. During the
field programme the Review Mission was accompanied by ressou-
rce persons from PICU in Dar es Salaam and by senior govern-
ment officers at regional and district level as well as by
project advisers.

A seminar was arranged in Iringa on 9th September 1991, where
the Review Mission discussed its preliminary findings and rec-
ommendations with representatives of MAJI and MAENDELEO from
Dar es Salaam as well as with representatives from the three
regions.

In Annex 3 is a selective list of persons met by the Review
Mission.

A brief of the findings, conclusions and recommendations of
the Review Mission was presented in individual sessions with
the Ag. Principal Secretaries of MAJI and MAENDELEO and their
senior staff, as well as with the Minister Counsellor of the
Danish Embassy in Dar es Salaam.

A draft report was edited by the Team Leader in Copenhagen
based on the "Summary of Findings, Conclusions and Recommenda-
tions" as presented to the seminar in Iringa on 9th September
1991 and thereafter amended taking into account comments
received as considered relevant by the Review Team. It was
this "Summary" which was handed over at the debriefing
sessions in Dar es Salaam, and which can be found as Annex 4.
Additional inputs have also been prepared by individual mem-
bers of the Review Mission.
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A draft final report containing the views of the Review
Mission as edited by the Team Leader was on 27th November 1991
presented to Danida Regional Office for Southern Africa, S7,
in Copenhagen, which forwarded the said draft final report for
comnents by the relevant Tanzanian authorities (principally
MAJI, MAENDELEO, PICU and RWE’s etc) and the Danish Embassy in
Dar es Salaam. By the end of January 1992 comments have been
received from MAENDELEO (dated Dar es Salaam 27th December,
1991); from the Regional Water Engineer/Regional Project
Adviser i Ruvuma Region (dated Songea 27th December 1991);
from PICU (dated Ubungo 8th January, 1992); from the Danish
Embassy (in Danish dated Dar es Salaam 20th December 1991) and
from Danida S7 (in Danish dated Copenhagen 22nd January 1992).
Some of the comments also include updating of information and
of actions taken as a consequence of the Review Mission. The
Team Leader has incorporated the comments received in this
final version of the Review Report to the extent where the
comments are considered relevant. As some of the comments are
contradictory, this has been a somehow difficult task. The
full text of the comments received in English can, however, be
found as Annex’es No. 12 to 14 (respectively) in Volume 2.

The financial and administrative recommendations in the final
version of the Review Report are subject to approval by the
Governments of Tanzania and Denmark.

Acknowledgement

The joint Tanzanian/Danish Review Mission would like to
express its thanks to all official and individuals met for the
kind support and valuable information which the Mission
received during its stay in Tanzania, which highly facilitated
the work of the Review Mission.



EXECUTIVE SUMMARY OF FINDINGS AND RECOMMENDATIONS

FINDINGS

Status as the result of Phase I and Phase 11

By 30 the June 1990 when Phase II officially ended, water sup-
ply schemes altogether covering 208 villages in the three
regions had been handed over to the village authorities. Since
then more water supply schemes covering an additional 49 vil-
lages, which were substantially completed during Phase II,
have either been handed over or are expected to be handed over
before the end of the year 1991.

The combined efforts of Phase I and Phase II are thus that 257
villages have received water supplies. It is difficult to dif-
ferentiate between the results of the two phases but it is
likely to assume that 210 - 225 villages have been covered
under Phase II. Not all of these villages are, however, high
priority villages for various reasons. Altogether 536.494 per-
sons (1988 census figures) are served in the 257 villages, but
the schemes have a total design capacity of about 800.000 per-
sons.

The programme as such did not reach its physical target for
Phase II of supplying water to about 300 high priority vil-
lages partly due to budgetary constraints and maybe partly due
to a too optimistic assumption about the implementation capac-
ity available under a participatory approach from the commun-
ities. Still the achievements are judged by the Review Mission
to be very significant.

The Danish allocation of DKK 249 mio. in september 1982 prices
has in accordance with Danida regulations been indexed to DKK
278.675.000 in current prices due to inflation and currency
regulations. Except for a few mio. DKK the Danish funds have
been spent by 30th June 1990. Remaining funds to be used for
guarantee works on Phase II schenes.

Status of Phase III as measured against the PlanOps

Since the start of Phase III the programme has progressed more
or less in accordance with the approved implementation plans
for the three regions and in accordance with the approved
PlanOps for the National activities/PICU and for the three
regions taking into consideration that the timeschedule of all
milestones and activities in the PlanOps have been extended
with 6 months due to the delayed start of Phase III.

It should be mentioned that PICU has in March 1991 suspended
the transfer of MMUs to district level in order to evaluate
alternative less costly set-ups for the districts councils as
the planned arrangements would not be sustainable. The Review
Mission strongly supports this decision by PICU.
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While waiting for a training plan to be worked out by an
external consultant, PICU is reported in May 1991 to have
stopped long-term training activities and issued temporary
guidelines for continuation of other training activities.
There are some disagreement about how much this decision has
influenced the actual training activities in the regions, but
it is certainly the feelings of the Review Mission that it has
created confusion and dissatisfaction in all regions.

Some delays in implementation are due to vacances in expatri-
ate staffing, although the exact effect of the delayed arrival
of some expatriate advisers may be difficult to assess.

Coordination and cooperation

There seems to be a lack of common perception in PICU and the
regions about each other’s role and responsibilities in the
project. Furthermore there is claimed to be an imbalance
between software and hardware activities or between community
development and scheme construction activities. Also the inst-
itutionalized cooperation of national level between MAJI and
MAENDELEO needs to be established. If these important tasks
need intervention at a higher level than PICU, the Danish
Embassy should take up this matter with the relevant Tanzanian
authorities. It should be kept in mind that during appraisal
of Phase III it was a principle that "if any conflict arises
during Phase III between physical implementation targets and
institutional oriented targets the latter will be given prior-
ity". (Appraisal Report para 7.3.11).

Community participation and other software aspects

It is realised that a thorough re-assessment of the appropri-
ateness of the proposed transfer of VIPAs to RCDOs offices
should be undertaken before any further action is taken.

The discrepancies between the CDAs available and the numbers
required give reason to concern.

It is reported by PICU and the Danish Embassy in Dar es Salaam
that with effect from 1992 the Community Participation Section
(VIPA/RCDO) will have full control and responsibility over all
financial resources, manpower and transport related to its
community participation activities including training.

It is encouraging to note that almost all villages provided
with water schemes have started to contribute to their water
funds realizing the importance of water.

Technical jissues

The local authorities are fully involved in the source and
catchment protection programme. There is also a high degree of
community awareness and participation especially as the vil-
lagers become aware of the benefits to their water supplies.
An impressive start on this new activity in collaboration with
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the regional forestry and natural resources department ha§
thus been made in Phase III, although the long term sustain-
ability is yet to be proved.

Although a new design criteria was introduced in the budget
for Phase I11I, PICU has not realised this and discussed the
consequences with the regions.

The Water Master Plans with their need-based priority criteria
for village selection to qualify for implementation are still
valid except for a few cases where conditions have drastically
changed since the WMPs were prepared. For group gravity
schemes it is, however, not possible to avoid including one or
a few low-priority villages in such a group scheme.

The RSCs in all three regions in their steering committee
meetings in October 1991 rejected the idea to introduce a
medium-deep borehole programme. The presently selected tech-
nologies will thus be continued during Phase III.

Recommendations
The major recommendations of the Review Mission are:

- that the institutionalized cooperation at national level
between MAJI and MAENDELEO should be established with the
assistance of PICU, or if intervention at higher level is
required, by the Danish Embassy in collaboration with rel-
evant Tanzanian authorities;

- that the proper balance between software and hardware acti-
vities should be established keeping in mind that the major
objective of Phase III is to secure village based operation
and maintenance of both new and existing schemes with sup-
port - where required - from district level;

- that alternative proposals for other concepts for operation
and maintenance support are considered than the proposed
use of MMUs by district councils as this arrangement is
found not to be sustainable. It is important to study the
felt need of the VWCs for support from district level.
Meanwhile regional MMUs will continue their monitoring and
training activities during the guarantee year and assist
with repairs, which are beyond the capability of the SA/HAs
to undertake;

- that any unspend balance of Phase II funds are utilised for
guarantee work in 1991 on Phase II schemes, and that a
detailed cost savings plan for Phase III with a revised
budget for Phase II1 is presented to Danida and GOT by Feb-
ruary 1992. Furthermore the issue of incentives policy is
to be referred for discussions between the Minister-Coun-
sellor of the Danish Embassy and senior GOT representa-
tives;
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that a senior executive full-time project coordinator be
appointed by MAJI supported by the Chief Technical Adviser
on overall project issues;

that the training activities are continued at a realistic
level and in particular that the proposed T2 workshop and
M2 seminar are now scheduled for the first part of 1992;

that a Steering Unit staffed with two senior programme
officers, one with expertise on natural resources manage-
ment and one with expertise on socio-economic matters, be
established at the Danish Embassy in Dar es Salaam by
medio 1992 when the Embassy staff members, who so far have
performed this coordination role, depart:;

that the PlanOps shall be updated/revised incorporating
the recommendations of the first annual review of Phase III
in accordance with the article 8 (b) in the Government to
Government Agreement for Phase III.



STATUS OF PROGRAMME PROGRESS
Status as the result of Phase I and Phase

By 30th June 1990 when Phase II officially ended, water supply
schemes altogether covering 208 villages in the three regions
had been handed over to the village authorities. Since then
more water supply schemes covering an additional 49 villages,
which were substantially completed during Phase II, have
either been handed over or will be handed over before the end
of the year 1991.

The combined efforts of Phase I and Phase II are thus that 257
villages have received water supplies either through gravity
piped schemes (186 villages), or shallow wells equipped with
handpumps (68 villages), or through hydrams (1 village), or
through boreholes with motordriven pumps (2 villages started
during the pilot construction programme before the technology
choice had finally been made). Reference is made to Annex 5
prepared by PICU, which shows the "Cumulative Handed over and
Substantially Completed Schemes by 30th June 1990 in the three
Regions (Phase I + Phase II)".

It should be underlined that not all of the 257 villages are
high-priority villages as defined in the WMP. For grouped gra-
vity schemes it is not possible as explained in para 6.3 to
avoid including some low priority villages. Also during the
pilot implementation programme under Phase I a number of
schemes were embarked upon before a priority criteria had been
developed.

The Review Mission has furthermore carefully studied the fig-
ures prepared by PICU and has adjusted the figures downwards
for three reasons:

a) For gravity schemes it is found for 6 villages in Mbeya
region that their total 1988 population is 27.374 persons
while the design population for the same 6 villages is
18.967 persons. It is found reasonable to adjust the
covered population in 1988 with 8.407 persons, as it would
be illogical to have a higher coverage than the design
population. (It should be mentioned that the largest input
to this adjustment is the village of Mbalizi, which in rea-
lity is a suburb of Mbeya town, where the 1988 census fig-
ure is 13.310 persons, while the design population for Year
2006 was estimated to be 7.180 persons).

Similarly for 2 villages in Ruvuma region their total popu-
lation in 1988 was 6.122 persons, while the design popula-
tion was estimated to be 4.668 persons. Consequently a red-
uction in the covered population in 1988 with 1.454 persons
have been carried out.

b) For pumped boreholes the 1988 population in Makongolosi
village in Mbeya is stated to be 14.872 persons, while the
design capacity of the scheme is stated to be 3.500 per-
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sons. A reduction in covered population with 11.372 persons
has consequently been performed.

¢) For handpump schemes the total number of beneficiaries has
been reduced to maximum 250 persons per handpump. The PICU
information in Annex 5 shows that altogether 165 handpumps
in Mbeya region should serve 61.559 persons in 1988. On
average this would be 373 persons per handpump, which is
not a realistic number. This problem about only partly
covered villages, which is a special problem in Mbeya
region, is elaborated on under 6.4: Medium-deep borehole
programme.

PICU has objected to the adjustment of population and claims
that the existing population in each village share the avail-
able supply and as such is covered even through inadequately.
This argument is not accepted by the Team Leader of the Review
Mission.

The most accurate figures for the status as the result of
Phase I and Phase II are in the opinion of the Review Mission
as shown in Table 3.1.

Table 3.1. Number of persons served with water as a result of
Phase I and Phase JII.

Gravity schemes

Average Average
population ' design
Number of 1988 per village Design population
Region villages population in 1988 Population per village
Iringa 56 97.640 1744 150.350 2685
Mbeya 93 205.967 (2215) 309.031 3323
Ruvuma 37 93.975 (2540) 175.417 4741
Total 186 397.582 2138 634.798 3413
Wells with handpumps
Average Average Average
Population Population Design
Number of  Number 1988 per village per HP Design Population

Region Villages of HP’s Population jin 1988 in 1988 Population per HP

Iringa 17 232 38.248 2250 165 58.000 250
Mbeya 27 165 41.250 - 250 41.250 250
Ruvuma 24 227 51.963 2165 229 56.750 250

Total 68 624 131.461 - 210 156.000 250



11

Hydrams

Number of 1988 Design
Region villages Population Population
Iringa 1 1.020 1.300

Boreholes with motordriven pumps

Number of 1988 Design
Region villages Population

Mbeya 2 6.431 7.500

Total results:

Number of 1988 Design
Region villages Population Population
Iringa 74 136.908 209.650
Mbeya 122 253.648 357.781
Ruvuma 61 145.938 232.167

Total 257 536.494 799.598

Altogether 536.494 persons have thus been provided with water-
supplies (1988 population figures revised as indicated above),
but the schemes are designed and constructed to serve some
800.000 persons in 20 years’ time from the design of gravity
schemes and in 10 years for handpump schemes.

It is not possible to differentiate between the results of
Phase I and Phase II respectively. It was stated in Annex IX
of a Report by a Review Mission on Economy, Organisation and
Administration in April 1986 that schemes substantially com-
pleted during Phase I and supplying water per 3ist December
1983 covered 47 villages with a 1981 population of about
72.000 persons and with a future design population in year
2006 of about 120.000 persons, while other schemes for 21 vil-
lages had commenced by 31st December 1983. However by the end
of Phase I no procedures had been established for handing over
the completed schemes to the village governments. Such pro-
cedures were first approved in 1985 and consequently it has
been necessary to maintain and/or rehabilitate certain schemes
from Phase I using Phase II funds until official handing-over
could be arranged. It may, however, be considered that 210~225
villages have been covered during Phase II.



12

Although the programme as such has not reached its physical
target for Phase II of supplying water to about 300 high pri-
ority villages, the achievements are still very significant
through a good collaboration between the professional person-
nel of MAJI and MAENDELEO on the one side and the community
participation of the villagers on the other. That the physical
targets for Phase II have not been fully met, are partly due
to budgetary constraints (extending the project period from 5
to 6 1/2 years within the original budget indexed for infla-
tion etc.) and maybe a too optimistic assumption about the
implementation capacity available under a participatory

approach.
3.2 Status of Phase III as measured in accordance with PlanOps

3.2.1 General

Since the start of Phase III selection of village schemes for
implementation under the three years rolling implementation
programme in each region has commenced. Visits to selected
villages by the Village Participation Cells have followed.
Technical surveys, designs and construction activities have
also been embarked upon. All more or less in accordance with
the approved implementation plans for the three regions.

After the appraisal by Danida of Phase III in May 1988, Plans
of Operation for Phase III for each region and for project
activities at the national level were prepared in 1989 intro-
ducing the concepts of the Logical Framework Approach as inst-
ruments for the planning exercise. It is specified in Article
3 of the Government to Government Agreement for Phase IIT
that the Plans of Operation shall be considered as annexures
to this Agreement.

The Plans of Operation were, however, prepared under the assu-
mption that Phase III would commence on 1lst January, 1990. As
Phase III officially started by 1ist July, 1990 it has been
assumed by the Review Mission that the timeschedule of all
milestones and activities in the PlanOps have been extended
with 6 months.

Information about implementation status by August 1991 as mea-
sured against the PlanOps has been presented to the Review
Mission for the National PlanOp/PICU as well as for Mbeya and
Iringa regions and can - after correction for the 6 months
delay in the commencement of Phase III in the PlanOp/PICU - be
found as Annex‘’es 6, 7 and 8 respectively. No implementation
status was received for Ruvuma region, but the Review Mission
has attenpted to prepare a status by August 1991 based on
written and verbal information received during the visit to

Ruvuma region. The status for Ruvuma region appears as Annex
90

In the following the highlights of the implementation status
are described.
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3.2.2 National PlanOp/PICU

The delays at the national level seem mainly by PICU to be
explained by the shortages of expatriate staff. 6-7 senior
adviser posts have actually been vacant since the start of
Phase III, out of which two (O & M regional advisers in Iringa
and Ruvuma regions) were filled just before the arrival of the
Review Mission, while the VIPA in Mbeya has taken up her post
by 1st October 1991). At PICU it is, however, mainly the post
of Senior Technical Adviser which has been vacant, but which
hopefully will be occupied early in 1992.

Although PICU disagrees the Review Mission is, however, doubt-
ful that the effect of the delayed arrival of some expatriate

advisers in the regions is so great as explained by PICU. The

Review Mission is furthermore of the opinion that some expatr-
iate advisory posts may be phased out earlier than expected in
the PlanOp.

Delays have occurred on the training programme due to PICU’s
decision to suspend more or less all long-term training activ-
ities while awaiting the report from the Training Consultant,
which was presented in a draft version in August 1991.

Not much seems to have happened on the inter-donor support to
Kurasini store. This activity appears to have been given low
priority.

The assessment and possible revision of the WMP criteria incl.
design criteria has been postponed awaiting the present Review
Mission to be involved. As to the design criteria this seems
in the views of the Review Mission to be a fatal mistake at
PICU, as a revised design criteria was already advocated in
the Danida Appraisal report from May 1988 and for which the
cost implications were included in the Phase III budget and
approved by the Danish financial authorities. Although PICU
claims that it inherited the problem from DSU, the Team Leader
for the Review Mission still finds that it was a fatal mistake
that PICU has not recognized that a new design criteria has
been introduced in connection with Phase III schemes and dis-
cussed the consequences with the regions. This issue is fur-
ther dealt with in para 6.1.

3.2.3 Similarities in the three regions

In all three regions the PICU decision in March 1991 to sus-
pend the establishment of the mobile maintenance units at
selected districts naturally have delayed these activities.
The Review Mission, however, supports the decision by PICU.
(For further details refer to para 6.9).

The PICU decision to suspend nearly all long-term training
activities (as explained under para 3.2.2) consequently have
created delays and dissatisfaction at regional and district
level. There appears even to be disagreement about which acti-
vities have been stopped.
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3.2.4 Mbeya region

A particular problem in Mbeya region compared to the other two
regions seems to be that the Mbeya staff have been waiting for
authorization on the issue of standardized latrine design for
primary schools and village dispensaries. Consequently no
latrines at these public institutions have commenced to be
constructed. Mbeya region has not commented on this issue and
it is therefore unclear whether constructions of latrines for

primary schools and village dispensaries have started in Mbeya
region.

Iringa and Ruvuma regions have gone ahead on this issue using

design drawings previously approved by AFYA at the regional
level.
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ORGANIZATIONAL ASPECTS

Cooperation between MAJI and MAENDELEO at all levels

Nation level:

No institutionalized cooperation between MAJI and MAENDELEO
has been established at national level, neither has an infor-
mal system been developed. The cooperation between the MAENDE-
LEO representative at PICU, the Senior Community Development
Officer and the representative of MAJI, the National Training
Coordinator is hampered by the fact that the latter due to
other important responsibilities has only very limited time
left for the DANIDA-supported Project.

Both at MAJI and MAENDELEO there is an interest and will to
establish a more formalized cooperation and communication sys-
tem.

The Review Mission proposed that PICU works out at proposal on
formalized cooperation between the two ministries at national
level to be discussed and approved by the parties as soon as
possible.

It is reported that this work has already started, and that
contacts have been made with the Ag. Commissioner MAENDELEO
and the Ag. Director for Design, Construction and Materials
Testing in MAJI through PICU. It appears, however, that this
is a task beyond the authority of PICU and may need interven-
tions at a much higher level. The Danish Embassy may then have
to take up this matter with the relevant Tanzanian author-
ities.

Besides, at training coordinator shall be appointed from MAJI
who will be able to be on the Project on a fulltime basis with
reference to the National Training Coordinator. Also the trai-
ning in the software component i.e. community participation
shall be looked into with support from MAENDELEO.

UNDP is supporting a programme in MAJI named PROWWESS, Promo-
tion of the Role of Women in Water and Environmental Sanita-
tion Service. One of the main aspects of this programme is
coordination of activities within the scope of the programme
amongst MAJI, MAENDELEO, Ministry of Health and Ministry of
Regional Administration and Local Government. The programme
operates at present only at the national level, but as from
1992 a programme coordinator will be in position in each
region.

The Review Mission recommended that contact be made by PICU to
the programme and that a formalized coordination and cooper-
ation be established between this programme and the project.
PICU is now reported to have contacted Ms. Hilda Gondwe, the
country coordinator for PROWWESS to formalize coordination.
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Regional level:

The Regional Management Committee chaired by the Regional De-
velopment Director (RDD) is composed of representatives for
all sectors, MAJI, MAENDELEO, Health, Natural Resources, etc.
The Committee convenes each quarter for discussing projects
and other matters.

In each of the three regions a special Regional Steering Com-
mittee for the Rural Water Supply Project has been established
since the start of Phase I.

Regional Steering Committee meetings and inter-regional meet-
ings have proved to be important project management and
coordination tools. RSCs are convened twice a year and inter-
regional meetings are held quarterly. The one for the 4th qua-
rter is the so-called Joint Committee meeting which gathers
all relevant persons from all ministries and agencies involved
in the Proiject.

The RSC meetings have a standard agenda concentrating on pro-
ject progress. The inter-regional meetings raise main themes
decided upon from meeting to meeting.

The Review Mission supports the established framework of meet-
ings and their agendas and thereby agrees that the quarterly
schedule of RSC meetings stipulated in the PlanOp has been
changed to half a year.

For further information about cooperation between MAJI and
MAENDELEO both at regional and district levels please refer to
paras 5.1.1 and 5.1.2.

Organization Charts

The organization charts as prepared by PICU can be found in
Annex 10. These include:

- Organogram for Seconded PICU Staff to Regions
- Organization Plan

- Managing the Training Function

- Regional Organization

- PICU organogram

- Overall PICU Organization (Advisers)

O & M Organization

During Phase III the major objective is to secure village-
based operation and maintenance of both new and existing water
supply schemes with support from district level. village coun-
cils must include sufficient allocations for O & M purposes of
water supplies in their budgets, which are approved by the
DED. Considerable efforts have been made to open water fund
accounts for the village to be able to pay for spare parts and
salaries to SA/HA.
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Furthermore it was envisaged that a number of districts would
be provided with a mobile maintenance unit (MMU) for the pur-
pose of providing technical, organization and training support
to the VWCs and scheme attendants with regard to maintenance.
This was under the assumption/precondition that the District
Council in its budget would include the recurrent costs for
operation of the MMU, e.g. salaries for three full-time staff
members, fuel, repairs, depreciation etc., and that the trans-
fer of responsibility for support to the village-based O & M
system from RWE to DWE would take place in a phased manner
taking into account number of schemes completed, technical
skills and capacities, logistics etc. Both Mbeya (Rural) dis-
trict and Iringa (Rural) district have prepared draft letters
of understanding for such transfer of responsibilities from
RWE to DWE. It was, however, found that the annual recurrent
cost for such a support arrangement (inclusive of logistical
support to DWE and District MAENDELEO staff) would amount to
TAS 12.5 million, which is far beyond the ability of a dis-
trict council to meet, which would mean that the arrangement
would not be sustainable.

Consequently PICU in March 1991 suspended the transfer of MMUs
to district level in order to evaluate different set-ups less

costly for the district councils as regards the recurrent ex-

penditure.

The Review Mission strongly supports this decision by PICU and
recommends that the suspension is extended until the time of
the next annual joint Review Mission scheduled for September
1992 in order to evaluate alternative solutions from the point
of view of what do the VWCs and SA/HAs see as their felt need
for support from district level. It means that no purchase or
transfer of MMUs or vehicles to DWE and District MAENDELEO
staff will take place during 1991 and 1992, while the alterna-
tive solutions are being studied. Meanwhile regional MMUs will
continue their monitoring and training activities during the
guarantee year. The regional MMUs may also have to assist with
repairs which are beyond the capability of SA/HAs to under-
take.

The assistance to improve office, workshop and store facilit-
ies for DWE as well as to upgrading of existing MAENDELEO
office facilities at district level will continue in accord-
ance with agreed time schedules and budgets in the PlanOp.

PICU is commenting that the budget figures in the PlanOp for
upgrading existing MAENDELEO office facilities at district
level are insufficient and will submit revised budget figures
in February 1992.

Bicycles for use by scheme attendants (in principle one per
gravity village where relevant) should be issued to the vil-
lage government at the time of handing over as is the case
with toolboxes and spares. Handed-over schemes from Phase I
and II should also receive bicycles for use by scheme attend-
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ants. PICU has after the Review Mission ordered the mentioned
bicycles.

Project Management Systems in MAJI and MAENDELEO

Apart from the role of the Director of Design, Construction
and Materials Testing no project management system has been
developed in MAJI. Internal MAJI communication and
coordination on the Project is very weak. Even project prog-
ress reports are not distributed to the relevant personnel.
With the workload put on the DDCM and the limited staff
resources the Director is unfortunately not able to devote
much of his time to project issues.

In MAENDELEO the Department of Technical and Selfhelp Projects
supervises the MAENDELEO activities in the Project. It
receives progress reports from the Senior CDO in PICU and
gives advice if requested. It does not undertake any active
project monitoring.

The Review Mission proposes that a senior executive full-time
project coordinator be appointed by MAJI supported by the
Chief Technical Adviser on overall project issues. Sufficient
executive authority shall be delegated to the coordinator lea-
ving only questions on strategies and general approaches to be
decided by the DDCM. This recommendation is supported by S7 in
Danida HQ.

A project monitoring group shall be established within MAJI to
ensure efficient communication and cooperation within the Min-
istry on project issues.

The Review Mission proposes that it be considered to give the
Department of Technical and Selfhelp Projects in MAENDELEO an
active project monitoring role on the Project software pro-
gramme.

Sharing responsibilities between the Project Implementation
Coordination Unit (PICU) and the Regional Water Departments

There seems not to be a common perception in PICU and in the
regions about the roles and responsibilities of each party in
the Project.

The Review Mission finds that PICU was created to allow MAJI
headquarters to perform its proper advisory and monitoring
role towards the regions. The principal duties of PICU are
listed under 4.2 in the National PlanOp. The duties are still
relevant (maybe with the exception of project designs which
should follow the normal MAJI regulations). These mentioned

duties contain decisions on issues which have to be decided at
national level.

On the other hand PICU should not involve itself in routine
day-to-day issues which are best performed at the regional
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level with its detailed knowledge of local conditions and in
line with GOT decentralization efforts.

It is reported that the above issues were thoroughly discussed
at meetings in the regions with PICU in October 1991, and
that a solution is claimed to have been found to every
one’s satisfaction.

The Review Mission finds that some advisers both at PICU and
in the regions have a tendency to go beyond their designed
roles as advisers and more act as implementors. This tendency
should be corrected in line with increased responsibilities
given to RWEs and their staff within the structure of the Gov-
ernment Agreement on Phase III and the PlanOps attached to it,
the Appraisal Report for Phase III and the WMPs. It is report-
ed that consequently the job descriptions for the advisers are
being adjusted. However, it should also be realized that some
advisers are accountable to DANIDA for budgets and stores
under the DPO according to DANIDA rules, for those disburse-
ments and expenditures which cannot be channelled through
treasury to RWEs and RCDOs.

Reporting procedures and quality and use of reports

Quarterly progress reports are prepared for each region and
presented to PICU and the RWE. Copies are also given for in-
formation to the RWE/RPAs in the other two regions and to
Cowiconsult Dar es Salaam. Although the mentioned reports
include community participation they do not seem to be pres-
ented to the RCDOs.

From one quarterly report given to the Review Mission it
appears that this report has the following main contents:

- Financial status

- Physical status

- Problems encountered or anticipated

- Action items for PICU

- Implementation: Survey and design, and construction

- O & M (incl. of progress on maintenance works)

- Community participation: Formation of VWCs, establishment
of Village Water Funds, Mobilization Meetings and Handover
of schemes

- Training and Seminars

- Other activities like water analyses and water quality,
hydrology, sourceprotection, and health and sanitation

- Regional Workshop, transport and stores

- Staffing situation

-~ Cooperation with others (incl. of Regional Steering Commit-
tee).

It appears to the Review Mission that the report contained a
lot of useful information. However it was not clear to the
Review Mission who is the target group for this kind of
reports. Also the Review Mission had no chance to find out
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whether PICU normally comments on the regional quarterly prog-
ress reports.

PICU issues a number of circulars to the regions on policy and
other issues.

PICU also prepares an annual report for Danida based amongst
other inputs on the regional quarterly reports.

Training and Human Resource Development Plan

A draft training plan has been worked out by an external con-
sultant and submitted in August 1991. In order not to carry
out training which would not be in accordance with the train-
ing plan, the Project in May 1991 stopped long-term training
and issued temporary guidelines for continuation of other tra-
ining activities.

Obviously the regions have been rather confused about the tr-
aining policy of the Project since then. All regions have
stopped training of village water committees, and Ruvuma and
Mbeya have also stopped training of user groups at domestic
water points. Training of scheme attendants have continued.

The confusion and discontinuation of training activities have
created serious dissatisfaction in all regions, and it is in
all places clearly spelled out that further postponement will

have an adverse effect on project performance and sustainabil-
ity.

The draft training plan is very comprehensive and represents
in its present form a too ambitious approach, However, con-
ceptually and managerially it integrates well in the national
training policy for the water sector.

The national training management framework has lately been
established in the Project regions. It consists of the
regional training coordinator allocated to PICU at the top
level, one part-time regional training manager (professional),
one full-time regional training coordinator (technician) for
each region, and one full-time district training coordinator
(technician) for each district. The appointed persons all
belong to present MAJI staff. They have no formal education
within training, but through the training of trainers pro-
gramme proposed in the draft training plan their knowledge
will be continuously upgraded.

The Review Mission recommends that all basic training activ-
ities be restarted as soon as possible where these have been
suspended. It regards first and foremost all training at vil-
lage and district level as far as O & M is concerned. The exi-
sting training approach shall be continued, but relevant K

changes proposed in the draft training plan shall be incorpor-
ated.
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For training at all other levels and for training of trainers
the draft training plan shall in principle be adhered to. How-
ever, a realistic level of training activities for Phase III
shall be defined in terms of number of courses, timing and
participants. For this purpose the draft training plan will
constitute a very useful "shopping list". The task will be
carried out by the proposed full-time training coordinator for
the Project and the Senior Community Development Officer in
PICU in close cooperation with relevant personnel at regional
and district level.

The Review Mission finds that two training courses proposed in
the Training Plan should be paid special attention:

Learning Materials Development Workshop (T2) and Project St-
rategy, Planning and Management Seminar (M2). The former is
considered as imperative for course development activities
which constitute a bulk of training activities in the nearest
future. The Workshop aims at creating a core group of Project
trained course developers who will have the skills of design-
ing and preparing learning materials.

It is reported by PICU and the Danish Embassy in Dar es Salaam
that the T2 workshop has been scheduled to take place in Dar
es Salaam during weeks number 4, 5 and 6 in 1992 with about 15
project staff members from the 3 regions.

Based on the issues raised under para 5.5, Development of Ap-
propriate Communications Materials, the Review Mission finds
it important to support the execution of the proposed seminar
on project strategy, planning and management. The seminar will
enhance PICU’s competence in problem-solving, improve centre-
region relationship and coordination as well as strengthen the
efficiency in project implementation practices. Also, the Sem-
inar will provide opportunities for amelioration of regional
coordination as well as collaboration between the construction
and village intervention sections. The M2 seminar is likely to
take place ultimo April/primo May 1992 according to informa-
tion from the Danish Embassy.

Statistics on training

Total available for training in Phase III DKK 6.900.000
Spent on training activities in 1990 DKK 800.000
Spent on training activities 1.1.91-30.6.91 DKK 300.000

Planned expenditures on training
1.7.91 - 31.12.91 DKK 500.000



4.8

22

Project communication and coordination

There seems not to be a common perception in PICU and in the
regions about each other’s role and responsibilities in the
Project. Communication and coordination are carried out as
activities, but appear not to reach their intended aims.

Weekly scheme meetings and monthly progress meetings at
regional level are held to ensure the communication and
coordination between software and hardware components of the
project.

However, even if this is the case the Review Mission is left
with the impression that some software personnel are dissat-
isfied about the structural imbalance between community devel-
opment and scheme construction activities, which they clainm is
due to lack of understanding of the project strategy.

The Review Mission finds that there is a theoretical confron-
tation expressed in these views. The issues are dealt with in
the Village Participation Handbook, and if there are unsolved
definitions or demarcation problenms, they should be referred
to PICU for clarification and decision, if necessary in con-
sultation with the DANIDA office.

It is acknowledged that there is presently a shortage of com-

munity development personnel in relation to the ongoing con-
struction programme.

The Review Mission proposes that interregional coordinators be
appointed amongst the advisers for the following fields:

- construction

- operation and maintenance
- community development

- workshops

- stores

- accounts

The coordinators shall function as intermediaries between PICU
and the regions. Their main tasks will be to establish a com-
mon project perception about strategies, approaches and roles
of different project levels, and for the construction, O & M
and community development coordinators to ensure the necessary
balance between software and hardware implementation.

It is encouraging to register that after the Review the fol-
lowing task forces have been established:

ringa: - O&M Task Force (including transport)
- Community Participation Task Force

Mbeya: - Technical Task Force (including design)

Ruvuma: - Handpump Technology and Hydrogeology Task Force
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The O&M Task Force held its first meeting in Njombe in Decem-
ber 1991, while the transport meeting will be held in Ruvuma
14-16 January, 1992. "Revision of VP Handbook Committee"-meet-
ings have taken place twice.

Expatriate staffing level (including vacancies since start
of Phase II7T)

According to the Organization Chart on page 7 in Annex 10
altogether 15 advisers are proposed for PICU and the three
regions combined.

At the time of the Review Mission’s visit to Tanzania the two
posts of O & M advisers in Iringa and Ruvuma had just been
filled after a vacancy of about one year. The following expa-
triate positions were still vacant:

- senior technical adviser in PICU (since August 1990
except for a two-month assignment in March and April
1991)

- accounts adviser (since June 1991)

- VIPA in Mbeya (since March 1990). The VIPA for Mbeya
has been approved after considerable delay, and the
person selected is expected to arrive shortly.

(Did actually arrive by 1lst October 1991).

Interviews with suitable candidates for the posts of senior
technical adviser, accounts adviser and other posts which will
fall vacant in the coming year have been carried out in
Copenhagen in August 1991 and if approved by the relevant a-
uthorities contracts can be signed with the selected persons
in the near future. However one should not expect that they
can arrive before the first quarter of 1992. This is still
correct when finalizing the report.

Obviously the vacancies have adversely affected the smooth
implementation of the Project.

The Review Mission finds that employment of a full-time
accounts adviser is no longer justified. The Tanzanian project
accountant at PICU has acquired sufficient knowledge in accou-
nting to be able to take over the full responsibilities of the
accounts section if ad hoc assistance can be provided in con-
nection with half-yearly and yearly statements of accounts.

The Review Mission proposes that the accounts adviser, who
left in June 1991, be retained for short-term assignments two
times a year for the coming two years, and that the auditors
of the Project be asked to supervise and assist the project
accountant when called for in connection with consolidation of
the projects accounts and in solution of any problem arising
within her field of responsibility.
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This has consequently been approved by the Danish Embassy in
Dar es Salaam and by S7 in Copenhagen. The former Danish
accounts adviser is scheduled to visit the project for 2 weeks
in early April 1992 in connection with the yearly statements
of accounts, and for 2 weeks in early September 1992 in con-
nection with the half-yearly statements of accounts.

The present procurement and stores adviser shall be given a
Tanzanian counterpart as soon as possible. This will enable
the Project to phase out this expatriate position after three
years of Phase III instead of the four years stated in the
PlanOp. A Tanzanian counterpart has after the Review been
identified for the Procurement and Stores Adviser

4.10 Local staffing

Generally speaking in all the three regions the local staff on
the hardware side maybe with the exception of Ruvuma region
satisfy the project staff requirements, but on the software
side there is a considerable shortage of staff, CDOs and CDAs
in particular. For example, in Ruvuma region there are 36
wards with water schemes, but only 26 wards have CDAs working
in the Project. In some of the districts there are few CDAs
compared to the number required by the Project, because basi-
cally the CDAs are employees of the District Councils, and
shortage of CDAs in the districts may be caused by low capac-
ity of the districts to absorb the CDAs. It is recommended
that more VPAs should be trained to increase the number of

CDAs. (Refer to para 5.6 for further information on this ques-
tion). ' ' ' ' '

According to the PlanOp, the O & M activities have to be
shifted to the districts. It is important that a thorough
study be made to ensure that a satisfactory number of local
project staff, both hardware and software, are available

before shifting the O & M activities for the sustainability of
the Project.

4.11 Local and regional procurement

Local and regional procurement has not really been an issue
during the later years of the Project. Pipes and fittings,
which constitute about 70% of the total scheme costs, are pur-
chased in Denmark, vehicles in Japan, and cement, timber, rei-
nforcement bars, GI sheets, hand pump heads and rising mains
etc. in Tanzania.

Production of pipes and fittings relevant for the Project
takes place in the SADCC region and in East Africa.

The Review Mission proposes that a desk study followed up by
visits to relevant manufacturers in the above countries be
carried out by the procurement adviser. If guality, price and
terms and reliability of delivery are competitive to Danish
deliveries it shall be considered to change suppliers. PICU
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comments that a study to among others the neighbouring coun-
tries of Kenya, Zimbabwe and Botswana is planned in mid 1992.

The project has been allowed to make direct procurement on a
pilot basis during the year 1991. Prior to this arrangement
all procurement went through an agent "0ld East" and payment
was effectuated by Danida Copenhagen. Through the pilot
attempt the project saves agent fees and project accounting
has become less complicated and more up-dated than previous
since there is no invoices pending from Danida head quarters
anymore.

Up to now the pilot attempt has proved very successful and the
Review Mission recommends the arrangement to be continued
after 31.12.91 if not any major difficulties arise in the last
quarter of this year.

However, the Danish Embassy in Dar es Salaam comments that by
the end of 1991 the procurement arrangements have been
adjusted. While purchase of pipes and fittings (approximately
50% of the annual amount for the project) will still be done
directly by the project, and this will also be the case with
purchase of handpumps and drilling equipment from Tanzanian
Wells Services and Supplies Co. in Morogoro, the remaining
purchases will be through "0ld East". No reasons have been
stated for the revised arrangement. T

4.12 Store and Stock Control

Stores exist at central level (PICU) and at regional 1level.
The administration is based on the Cardex system. Stock con-
trol consists of a yearly stock taking and a quarterly spot
check on 10% of the stored items. The Review Mission finds the
store in very good order and the management and control of
stock efficient. There is practically no loss on stock.

There is a plan for computerization of stores management.

Decentralization of the PICU store to the regions will com-
mence at the beginning of 1992. General stores will be decen-
tralized during 1992, and the PICU stock of Landrover 109
spares will be sold.

The Review Mission recommends that computerization of stores
management be further considered before implementation taking
into account the GOT views in connection with the future role
of Kurasini stores, and that dismantling and decentralization
of the PICU store be advanced compared to the PlanOp to ter-
minate by mid-1993.

4,13 Financial Management and accounting systems

An accounts handbook has been worked out. The routines and
procedures stated in it are followed, and both accounting,
monthly consolidation of accounts and yearly financial state-
ments are carried out satisfactorily.
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Financial management is hampered by the fact that the finan-
cial statements do not reflect the activity budget summary
presented in the PlanOp, but relates merely to DANIDA’s gen-
eral requirements. However, the accounts system includes the
needed information, but no routine has been established for
this important budget monitoring.

It is realised that there are two channels for funding: one
channel through RWE’s offices according to GOT regulations,
and one channel through DPO according to DANIDA rules.

The Review Mission recommends that budget monitoring based on
the PlanOp distribution of activities be established as soon
as possible, and that accounts in this connection also be con-
solidated for main activities like e.g. training, development
communication, allowances and water source protection.

PICU comments that budget monitoring as recommended has now
been established effective 1992.

4.14 Staff incentive system

There is a general concern in all the three regions regarding
the big differences in the per diem and other incentives
between the temporary local staff employed by the Project and
government employees working in the Project, whereby those for
the latter are limited and low. While it is generally agreed
that this may have a negative effect on the implementation of
the Project, any attempt to review the existing system should
therefore aim at increased productivity as well as sustainabi-
lity taking into account the gradual phasing out of the pro-
ject employees as stipulated in the PlanOp, project budgetary
constraints and general government policy on incentives.

Due to the precedents and consequences both in GOT and for
other DANIDA-supported projects the Review Mission recommends
that the whole issue of incentives policy is referred for dis-
cussions between the Head of DANIDA Mission and senior GOT
representatives.

4.15 Decentralization to District level

Decentralization to district level comprises the following
issues:

- scheme design and construction
- operation and maintenance
- disbursement of Danida funds through the Ministry of Local

Government.
The AR says as follows about decentralization:

"In accordance with GOT policy and in agreement with local
Government Act, the project will in a phased manner gradually
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strengthen the capacities for operation and maintenance and
implementation at district level".

Scheme design and construction for some minor and less compli-
cated gravity schemes have been delegated to the district
level in the few districts where an engineer is in charge.
Most district engineering offices are managed by a technician.
With some assistance from the RWE’s office and the RPA the
works progress, but it is the general opinion that both capac-
ity and capability at district level are still rather limited.
To this come the very weak financial situation of the district
level administration, which makes it very unlikely that a
major sustainable improvement of the district engineering
offices can take place within the Phase III period.

For these reasons the Review Mission recommends that decentra-
lization to districts within design and construction shall be
promoted with care and no steps be taken which are not con-
sidered sustainable.

Decentralization of O & M are dealt with in para 4.3.

Disbursement of Danida funds to the district level is through
MAJI and the RWEs. It has been discussed whether it could be
supportive to the decentralization process that disbursement
to the district project activities takes place through the
Ministry of Local Governments which is the parent ministry for
district authorities.

The Review Mission is not in favour of this within Phase III
for two reasons. First, the present system functions quite
well and to change it will put burdens on the project and pro-
bably disturb the implementation. Second, it is difficult to
channel funds for specific purposes at district level. The
amount will enter into the right account but the sum itself
will arrive into the overall deposit of the district council.
Thus in situations where the council is short of funds to
cover the budgeted activities funds might not be available for
the project activities timely and sufficiently.
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5. VILLAGE PARTICIPATION

The following is a presentation of the findings of the Review
Mission concerning the Village Participation (VP) component in
project performance.

The performance of the V.P. component is assessed in accord-

ance with implementation as stated in the Plan of Operation,

and with specific reference and emphasis on the Terms of Ref-
erence of the Review Mission.

5.1 Cooperation between MAJI and MAENDELEO

A prominent feature of the Phase III project is to "- inte-
grate the project with responsible sector institutions". Acco-
rdingly, also emphasizing that the village capacity should be
strengthened through "Cooperation with MAENDELEO for undertak-
ing mobilization, awareness-building and skills development
through training and communication support activities, paying
special attention to women" (PlanOp).

5.1.1 Regional Level

At regional level MAENDELEO has since project Phase III
started seconded a senior Community Development Officer (CDO)
as head of the MAJI Village Participation Section (VP Cell) in
all the three regions.

The head of the VP Cell reports to the Regional Water Engineer
(RWE) and to project management at PICU.

Within the Regional Community Development Officers’s (RCDO)
office in Ruvuma and Iringa regions a senior CDO has been
assigned to work full-time on village participation activities
in O & M of water supplies.

The RCDOs in Ruvuma, Iringa and Mbeya regions have been pro-
vided with a vehicle each. The RCDO in Ruvuma region has been

provided with funds for construction of additional office
space.

In Ruvuma and Iringa regions the senior CDOs, seconded to the
MAJI VP Cell, and the senior CDOs assigned to work on O & M
activities of water supplies within the RCDOs offices have

attended 6 weeks management courses at ESAMI training centre
in Arusha.

Communication procedures between the two departments concern-
ing coordination of O & M activities still need to be formal-
ized and established within all three regions.

The RCDOs in all three regions expressed their urgent need for

clarification of areas of responsibility and access to project
funds.
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PICU should, based on input from the regions, take an active
role in facilitating clarification in these essential matters.

RWEs and RCDOs are members of the Regional Steering Committee
(RSC).

2 District Level

District level activities are administered under the DED who
is responsible to the District Council.

The DWEs and DCDOs are in technical matters responsible to

respectively RWEs and RCDOs. The DWE, DCDO and the District
Health Officer (DHO) participate in monthly meetings of the
Social Service Committee under the District Council.

Construction of new office facilities for the DCDO Songea
Rural District is on~going.

Communication procedures and lines of authority between the
two departments still need to be clarified and established.
Based on the information from the districts and regions PICU
should take a coordinating role in clarifying and establishing
these procedures.

Status on Transfer of Villages Participation Advisers to
Regional Community Development Office

According to the PlanOp the " -VPC advisers (called the VIPA)
will be phased into the regional offices of MAENDELEO", and
function both as an adviser to the RCDO and to the RWE.

The status of the transfer of the VIPAs to the RCDOs office is
as follows:

Ruvuma - Planned for July 1992. Allocation of a site for exte-
nsion of the RCDOs office has been provided by the RDD, and
the drawings for construction have been approved.

Mbeya - Planned for July 1992. The RWE in Mbeya is suggesting
that the VIPA, who is expected in the post ultimo September
1991, should remain within the VP Cell under the RWE’s office,
thus in order to ensure that advice is given to both the RWE
and  the RCDO. It is also suggested that the new VIPA should
have influence on this transfer, and therefore any further
activity should await the VIPA’s arrival.

Iringa - Planned for July 1991. Transfer has been delayed due
to lack of office facilities. The VIPA is suggesting the need
for clarification of the Terms of Reference (TOR) for the work
within the RCDO’s office as well as a need for an assessment
of the stipulated organization of the community development
work in the project. Accordingly it is suggested that the tra-
nsfer is delayed until - "both an evaluation of the present |
situation has been done and adequate office facilities have
been provided”.
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The VIPAs are unclear about their expected duties after trans-
fer to the RCDO’s office as the job-description is not yet
specified. And between the RCDOs there seems to be some uneas-
iness concerning the transfer with respect to the role of the
adviser.

It is important to keep in mind that the RCDOs need advice on
a range of subjects and activities falling within their areas
of responsibility, of which water only constitute one area.
Thus, if the adviser only covers one subject area the justifi-
cation for the transfer might be questionable.

Likewise, it seems rather difficult to maintain the crucial
daily contact with the project engineers, as well as with the
colleagues in the VP _Cell, when physically located elsewhere.

In order to avoid negative effects on project progress the
transfer must be based on a justified and appropriate needs
assessnment.

Thus, a thorough re-assessment of both the appropriateness and
the extent (i.e. transfer of the entire VP Cell) of the trans-
fer should be undertaken before any further action is taken.

The re-assessment should be with a view to integrating the
project experiences into RCDO’s office, and therefore it is
essential that the RCDOs take an active role in a dialogue

" between all involved parties at regional level. This dialogue

should be formalized into monthly meetings.

PICU should take an active role in coordinating these efforts,
and action should be taken immediately.

MAENDELEO in its comments also supports the idea of
reassessing the proposed transfer arrangements. Furthermore
MAENDELEO would like to examine the possibility in the future
to find local candidates for the VIPA posts. Danida has been
supportive for such action earlier, but so far GOT has only
been able to provide a local VIPA in Ruvuma region.

Training of Village Participation Assistants as Community
velo nt Assistants.

Based on a key principle of strengthening institutional capac-
ity the PlanOp for Phase III states that "- the project shall
fund formal training to qualify VPAs as CDAs/CDOs who can take
up assignments at district and ward levels, where they will
mainly be involved with activities required for the establish-
ment of an O & M systen".

Accordingly, the draft training programme, which has been pre-
pared by the training consultant (August 1991), includes a
structured training programme for VPAs at Community Develop-
ment (CD) Colleges (certificate courses), qualifying them for
subsequent employment as CDAs under District Councils.
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During 1991 the training schedule is as follows:

Ruvuma Mbeya Iringa Total
VPAs 14 (F/M) 16 (F/M) 6 (F/M) 36
VPAs at CDs 4 (2F/2M) 1 (F/M) 1 (F/M) 6
VPAs planned for 3 (2F/1M) 2 (F) 3 (F) 8
training
VPAs already 2 (F/M) 2 (F/M) 4 (F/M) 8
trained Not completed 75?

Out of eight VPAs already trained the Review Mission was not
able to obtain information concerning their employment status
except for three, who are employed by District Councils to
undertake project activities in districts in Ruvuma and Iringa
regions, respectively.

The Review Mission observed some constraints in facilitating
smooth implementation of the training programme, this is part-
ly due to financial constraints within MAENDELEO in operating
the CD Colleges, thus, the student intake at each of the CD
Colleges has been reduced from 50 to 15 for the educational
year 1991.

PICU has commented that it followed up on this matter with the
Danish Embassy and MAENDELEO with the encouraging result that
all the VPAs the project had recommended to be trained in CD
colleges were admitted for the academic year 1991.

MAENDELEO should if needed ensure replacement of VPAs through
facilitating assignments of CDAs to the project.

raipning F Villa Participati

The Water Policy emphasizes self-reliance, making the users
i.e. the Village Council the owner of the water supplies in
both legal and practical terms.

Therefore the institutional, financial and technological capa-
city of the user group to operate and maintain the water sup-
plies is essential in order to ensure sustainability i.e. con-
tinued generation of benefits at a reasonable level and at a
reasonable cost to the users.

A village participation training programme including conscien-
tization, mobilization and skills development is a main area
of activities in order to achieve sustainability of the water
supplies.

Unfortunately, there has been some confusion and misinterpre-
tation regarding implementation of this programme due to a
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memorandum issued by PICU postponing most training activities
since June 1991, awaiting the consultant training report.

Concerning the training of the direct beneficiaries i.e. VWCs
and users, the VP Cell in each region should be the main resp-
onsible for the planning, including budgeting and budget moni-~-
toring and implementation of the training programme.

The three regional VP Cells are thus involved in the training
of the following groups:

(1) VWCs and village council leaders.
(2) User groups such as women’s groups and school children.
(3) Scheme attendants and technicians.

The Review Mission support the efforts to reach women as a
specific target group, such as female water committee members
(VWC), female village council members, as well as other influ-
ential female village leaders and opinion-makers and female
extension staff on village and ward level, as trained female
community leaders could play a crucial role in facilitating
project messages to the direct beneficiaries i.e. female
drawers, managers and users of domestic water. In that respect
it is therefore important, whenever appropriate, to link these
efforts with the efforts undertaken by the Danida WID

- coordinator in reaching women groups directly through economic

projects, thus training in basis book-keeping and elements of
auditing could reach female VWC treasurers.

The Review Mission had the opportunity to conduct short inter-
views with a few CDOs, CDAs and VPAs when visiting project
sites in the 3 regions. In general it was found that they all
have a fair understanding of the villages participation
approach applied in the project, which is substantiated by the
fact that almost all the direct beneficiaries interviewed, and
here particularly female VWC members and female trench-dig-
gers, were able to explain why they were participating in the
respective activities.

It is essential that the project staff reach the users direct-
ly through user meetings at the source i.e. DP or HP.

In order to facilitate this the Review Mission is of the opin-
ion that there is a long-term development potential in using
the existing structures such as the ten-cell unit. To ensure
this conscientization and training of ten-cell leaders as a
specific target group should, if not already, be included in
the training programme planned for villages leadership.

Besides providing technical and organizational skills to the
direct beneficiaries i.e. water users the training programme
should also facilitate the comprehension of the VP approach
and the link between the personnel of respectively the VP Cell
and the Construction Section.
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Village Participation aspects should therefore be an inte-
grated part of all training activities. That is, technicians
should equally be oriented in the VP approach for implementa-
tion of rural water supply as should the villagers.

The same applies to technical aspects, it is important that
the VP Cell personnel has a clear understanding of some of the
basic technical aspects, when training the user group.

Concerning the user group it should be a preference that at
least the tap and handpump caretakers at each domestic point
and handpump, have a basic and simple technical knowledge ena-
bling them to prevent unnecessary "breakdowns" such as lack of
water flow for days or weeks caused by leaves blocking the
intake. It seems to be unrealistic to expect that the scheme
attendants always are available in the villages.

A participatory training methodology, like for instance the
methodology developed by UNDP/PROWWESS, and in which some of
the project staff members from each of the 3 regions, have
been trained should be applied when training in village par-
ticipation on all levels.

The UNDP/PROWWESS programme is based on the SARAR training
methodology, which is a time - and labour - consuming approach
involving the direct beneficiaries in the planning and imple-
nentation process through use of self-made training exercises
and communication materials directly related to the specific
problem and geographical problem-area.

Deve ent of A opriate C jcations ials

A draft consultancy report on "Development Support Communica-
tion" has been prepared in June 1991.

At the time of the Review Mission the report had not yet been
forwarded by Danida to GOT for comments, and therefore it was
not possible to have any discussion concerning the proposals
presented in the report.

Accordingly, the following only represents the comments of the
Review Mission.

Generally the plan for development of support materials should
be linked closely to the national strategy for villages par-
ticipation in rural water and sanitation development pro-
gramnes.

The National Strategy, which is in the process of being devel-
oped, is based on the PROWWESS approach emphasizing full invo-
lvement of the beneficiaries, and in particular women at all
levels of project planning and implementation.

Seen in that perspective the Review Mission team agrees with
the definition of the development support communication, as
presented in the report, stating the need to improve the unde-
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rstanding between the Construction Section and the VP Cell,
which could be facilitated by developing and applying appro-
priate development support communication materials.

With respect to the four proposed communication objectives
presented in the report the Review Mission team suggests that
a fifth objective, emphasizing capacity building amongst the
direct beneficiaries, should be added.

It is noted that the proposed communication plan, both with
respect to pilot area and to materials production, entails two
alternative models.

For pilot area, model Al seems to be far too time and person-
nel demanding requiring a total number of seven CDAs/CDOs with
two to be posted in each region and one at the Training for
Rural Development Centre in Iringa (TRDC).

Considering the constraints already facing MAENDELEO the
Review Mission finds it beyond the capacity of MAENDELEO to
provide the required staff of the CDAs/CDOs, as the project at
this stage is already experiencing problems securing replace-
ment of VPAs going for training at CD colleges, by CDAs.

Concerning materials production the Review Mission recommends

that the feasibility for implementation of model B2 is further
explored.

In this model each of the three communication officers pro-

- posed for assignment by MAENDELEO to the VP Cells in the three
regions respectively, should develop materials and make use of
the private printing facilities in the project area for the
production.

Of the alternative models Cl1 and C2, the Review Mission recom-
mends that model C2, - as presented in the draft consultant
report: "Each region is responsible for producing its own com-
munication materials and makes use of private printing facil-
ities to produce the materials that the units are not able to
produce", - is explored for further possible implementation in
close cooperation with the regional VIPAs and heads of VP
Cells. This should both be seen in the light of the ongoing
development of communication materials in the regions as well
as in the light of scarce institutional and financial capacity
of MAENDELEO to provide the assistance required for the imple-
mentation of the more extensive model Cl1.

Model C1 as presented in the draft consultancy report needs
further clarification with respect to the institutional set-up
and line of authority, before the feasibility of the model can
be commented upon.

Initially, the proposal to strengthen the TRDC with a complete
set of communication equipment and human power may seem to be
beyond the scope of the Rural Water Development Project, but

more suitable as a separate project proposal if linked closely

«l
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to development of the national strateqgy for villages partici-
pation in rural water and sanitation programmes, which is pre-
sently being initiated.

The Review Mission recommends, as proposed in the draft
consultancy report, production of two films on O & M and sani-
tation, respectively.

With respect to the ongoing revision of the Village Participa-
tion Handbook the Review Mission supports the recommendations
in the draft consultancy report dividing the Handbook into 2
and in an A-5 format, which would seem more appropriate on
field level.

Likewise the Handbook could be more attractive and user-frien-
dly to other groups of project staff like engineers and tech-
nicians if it was supplied with illustrations and drawings,
and supplied with more practical exercises and examples.

Technical manuals should also include essential aspects of
Villages Participation and particularly in relation to 0 & M
aspects and role of VWC and scheme attendants.

Development and use of visual aids, as suggested by the com-
munication consultant, should be prepared, tested on all appr-
opriate levels, revised if needed, and distributed for train-
ing purposes at all appropriate levels.

Role of Village Participation Cells in Regional Water
Departments

The VP Cells in each of the three regions function as a separ-
ate section of MAJI, i.e. participating in meetings of heads
of sections, and following the budgetary procedures for RWEs.

The main objective of the VP Cell is to ensure village par-
ticipation in project implementation, i.e. constructive activ-
ities. These tasks are performed by project employed VPAs and
GOT assigned staff as CDAs and health officers.

The VPAs/CDAs are responsible for implementation of the par-
ticipatory approach, constituting the basis of the project.

In construction activities the VPAs/CDAs prepare, in close
cooperation withe the site foreman and the VWCs and Village
Councils, time schedules of labour input such as trench dig-
ging and hand-drilling.

Besides construction activities, VPAs/CDAs are also assigned
to the mobile O & M units operating under the RWEs, but also
reporting to the RCDO through monthly meetings, a communica-
tion line recently established in Iringa region.

The VP Cells, through its villages based staff, are supporting
the villages in establishing village level management systenm,
i.e. formation of VWCs and village water funds.
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It is encouraging to note that almost all villages provided
with water schemes have started to contribute for their water
funds, and that villagers have realized the importance of
water.

The following is an illustration of the staff situation within
the three regional VP Cells (excluding expatriate staff):

]

RUVUMA: Total VP Cell staff members

Office Construction O & M Under Total
administration training .
CDO 1 1
VPAs 1 6 1 7 15 .
CDAs 6 3 9
Health staff 1 1l
Total 2 13 4 7 26

The 17 staff members involved with construction and O & M ac-
tivities cover a total number of 22 villages with schemes
und%; construct%on and 61 villages with handed-over schemnes.

K Vel 373 0 - /
According to figures provided by the RCDO in Ruvuma region the
following additional staff members (CDAs) provide assistance
to the Project:

District No.of CDAs
Songea (R) 4
Mbinga 5
Tunduru 4
Total 13

The VP Cell in Ruvuma region has not indicated constraints
with respect to staff capacity.

MBEYA. Total VP Cell staff members

Office Construction O & M Total
administration
CDO 1 1
VPAs 2 13 1 16
CDhAs 4 1 5
Health staff 1 1

Total 4 17 2 23
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The 19 staff members involved in construction and O & M activ-
ities cover a total number of 42 villages with schemes under
construction (including several group schemes) and 118 vil-
lages with handed-over schemes.

According to figures provided by the RCDO in Mbeya region the
total number of CDAs in the region (September 1991) is as fol-
lows:

District No. of CDAs

(e
Chunya 10 7 )
Mbozi 10 R )
Ileje 5 L gt :'-‘;\ ¢’ g
Mbeya (R) 17 T Y
Mbeya (U) 10 S
Kyela 8
Rungwe 16
Total 76

The VP Cell indicated constraints with respect to staff capac-
ity in such a way that it may have a negative impact on relea-
sing VPAs for further training at community development col-
leges.

IRINGA. Total VP Cell staff members

Office construction O&M Under Total
administration training
CDhO 1 1
VPAs 1 3 2 4 10
CDAs 10 1 11
Health staff 2 2
Total 2 15 3 4 24

The 18 staff members involved in construction and O & M activ-
ities cover a total number of 31 villages with schemes under
construction, of which many are group schemes, and 74 villages
with handed-over schemes.

According to figures provided by the RCDO in Iringa region,
the total number of CDAs in the region (Sept. 1991) is as fol-
lows:

£y
Q
[ \
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District No. of CDAs
Iringa 26
Mufindi 17
Makete 9
Njombe 24
Ludewa 8
Total 84

The VIPA in Iringa region estimates the need for CDAs at dis-
trict level (O & M) as follows:

1991 1994
Iringa 9 14
Mufindi 10 12
Makete 2 5
Njombe 2 4
Ludewa 1 5
Total 24 40

Comparing the figures of CDAs available with the number of
CDAs requested in order to carry out project activities, the
Review Mission supports the concern expressed by the VIPA in
Iringa region that the Project is geared towards physical tar-
gets using participation as a means rather than a goal in
itself in order to establish sustainable village water supply
schemes which ensure that ".. the beneficiaries are willing to
and capable of operating and maintaining their water system
with a minimum assistance from outside .."

Thus, implementation of a genuine participatory approach is
both time and labour consuming and as such difficult to
ﬁmeasure in physical targets alone.

Considering the constraints facing the VP Cells and the lack
of clarification of the role and the organizational framework
of the Cell, the Review Mission recommends a thorough

ﬂ reassessment, in which an alternative model, - including bud-

e

implementation.

! getary responsibility to the VP Cell -, compared to the model
in the PlanOp should be elaborated and considered for eventual

It is reported both by PICU and by the Danish Embassy in Dar
es Salaam that with effect from 1992 the Community Participa-
tion Section (VIPA/RCDO) will have full control and responsi-

related to its community participatory activities including

@ bility over all financial resources, manpower and transport

training.
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oducti it ontrol of Vi Participation
Work

Initiative towards preparing measures for establishing a qual-
ity assurance control of the VP component before handing-over

of a scheme to the village, has been taken by the VIPA in Ru-

vuma region.

At this stage ideas have not yet been transformed into tools
and mechanisms on how to go about these assessments.

The Review Mission recommends that procedures are established
for exercising quality control at all three stages of project
implementation such as:

(1) Before construction activities

A willingness and capability assessment of the village
council should be included in the VP survey.

The assessment should include identification of poten-
tial/actual conflicts within the village.

This information will be useful for project staff when
preparing project input such as training and formation
of VWCs.

Thus, some villages might need more support than
others, and the project input required should be
adjusted accordingly.

The head of the V.P. Cell should countersign the Vil-
lage Agreement.

Indicators for monitoring, - i.e. using gqualitative
date monitoring sheets -, the motivation of village
formal/informal leadership, including the ten-cell
leaders and women group leaders, should be developed
and applied.

(2) During construction activities

A concurrent assessment of the conscientization and
training activities should be carried out. \\\\\
in

The VP Cell should develop a set of indicators, i.e. _ "~ ~H"
using ratings which assign a value to each level of ‘™
change, assessing the outcome of conscientization and
training of VWC members, Village Council members, tenc-
ell leaders and women group leaders, school children
and female/male water drawers/users.

(3) Before handing-over

An assessment should be made of the technical and or-
ganizational skills and capacity of the VWC/Village

-
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Council and of the scheme attendants for ensuring O & M
of the water supply.

The VP Cell should develop and apply a set of indica-
tors for monitoring and evaluation of the level of com-
prgﬁggg;gg - including both technical and organiz-
atfional/managerial aspects -, of the members of the VWC
and the scheme attendants.

&
4

That is, the level of participation and willingness to
contribute labour and user fees; group unity and
strength of the WC; problem solving ability of VWC and
scheme attendants; initiative and leadership capacity
of VWC and scheme attendants.

. The location of the DPs/HPs regarding the acce551b111ty
for the users and the appropriateness of workmanshlp
should also be assessed.

In order to secure quality control the head of the VP
Cell should countersign the Handing-over Certificate.

Generally, the participatory monitoring and evaluation
should, for measurement of activities that cannot be
assessed quantitatively, develop and apply a qualitat-
ive rating assigning a value.

(4) A participatory monitoring and evaluation management
tool should be established

The long-term objective of introducing quality control
of village participation work is to develop a manage-
ment tool on village level.

Through participatory monitoring and evaluation, data
are provided to help the VWC/Village Council to organ-
ize their labour and water fund input required for con-
tinued O & M of the water supplies in the village, i.e.
repair work, purchase of spare parts, and allowances to
scheme attendants.

At the same time, data generated through a participa-
tory monitoring and evaluation system can provide use- .
ful information for planning of DWE’s and DCDO’s assis-
tance in O & M of the water supplies.

w .
The Review Mission has provided project staff wirich
information on how to develop a participatory monitor-
ing and evaluation management tool.

A

e s_Concerni Vi Participation

With a national strategy for rural water and sanitation devel-
opment emphasizing village participation and applying for
PROWWESS approach the demand on the capacity and quality of
the work of the VP Cell will increase considerably.
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The staff of the VP Cell will need professional training en-
abling them to apply the approach, of which the recommended
village based participatory monitoring and evaluation system
constitute a major part.

Therefore, the Review Mission recognizes the initiatives taken
on regional level and particularly in Ruvuma region, - through
training of technical staff in village participation aspects,
and through regular meetings between Sections, - to overcome
the in-built conflict of interest between the Construction
Section and the VP Cell.

This should improve the communication and cooperation between
the two Sections and hopefully clarify problems related to the
pace of implementation, capacity and quality of performance
and workmanship.
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6. TECHNICAL ASPECTS

6.1

Design criteria set out in the Water Policy in relation to
the desigqn criteri d the oject

During Phase II a design criteria of 25 litres per capita per

day

was used.

At the appraisal of Phase III in May 1988 the Appraisal
Mission stated (para 8.6, page 64):
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"The design criteria will be reviewed taking the findings
of the recent water consumption study ("Water Consunption
in Six Villages in 1987", by CCKK) into consideration lead-
ing to the following design criteria for Phase III schemes:

- daily per capita demand (incl. of losses and waste
etc.) 33 litres (similar to present MAJI design criter-
ia),

- institutions to be included as in MAJI design criteria,
- design period: year 2010 estimated population,

- peak factor for villages with more than 2,000 inhabit-
ants: 2.5,

- peak factor for villages with less than 2,000 inhabit-~
ants: 3.0,

- storage demand in percent of daily design capacity: 50%
{but standard size tanks),

- maximunm number of users per tap: 200, and

- maximum walking distance to DP: 400 metres.

The cost implications of revising the design criteria as
described above is an increase in costs of aboutéﬁéafrom
the present level of expenditures.

The Appraisal Mission considers that inclusion of individ-
ual house connections in the design criteria cannot be jus-
tified. The consequences would be increased cost due to
larger diameter pipes and above all the nece551ty to use
sources further away for gravity schemes in those cases
where minimum yield of the proposed sources is close to
present calculated demand. T

N

#©3The principle followed in the decision about house connec-

tions is that the limited available funds should be util-
ized to supply as many people as possible with basic ser-

vices rather than to supply a few people with elaborate
services."

D]

&
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It appears that this very important change in design criteria
between Phase II and Phase III, for which the cost implicati-
ons have been included in the Phase III budget, have not been
understood and communicated to project staff.

It is found that there is no conflict between the recently
approved Water Policy of the GOT and the above-mentioned
revised design criteria for Phase III. Consequently these
revised design criteria should be used for the remaining
schemes under Phase III.

As for livestock water demand this should only be included in
very spécial situations (i.e. where cattle troughs already
exist on schemes to be rehabilitated as part of the Phase III
programme). Otherwise cattle should be taken to traditional
sources, but adhere to catchment protection measures.

he Water Master Plans as basis for i mentation of se
111,

The Water Master Plans for the three regions of Iringa, Mbeya
and Ruvuma (altogether 38 volumes) were prepared during the
period 1980-1983 including physical visits to all 1509 villa-
ges registered at that time in the three regions as well as
extensive socio-economic studies. All with the purpose to est-
ablish an objective need-based criteria for selection of vil-
lages with high priority for implementation and at the same
time to identify future water sources and technologies for
implementation with a view that the constructed facilities can
be operated and maintained in principle by the villagers them-
selves.

It was found during an independent evaluation in 1987 that the
WMPs have provided a very useful and indispensable basis for
implementation of Phase II especially in relation to priority
and technology criteria.

As only part of the 633 identified high priority villages in
the three regions will have received improved water supply
facilities at the end of Phase III, it is not found relevant
at this stage to revise or update the WMPs ‘as such an exercise
would involve considerable resources and could delay the impl-
ementation programme.

The Appraisal Mission in May 1988 stated (para 7.4.1, page
42): "... The need-based priority criteria of the WMPs applied
for village selection to qualify for implementation is Stlll
vglld However, in a few cases conditions have drastlcarly
changed and the assessment of need in such cases will be rec-
onsidered by AFYA and RWE for approval by RSC and DANIDA..."

The present Review Mission supports the above statement.

- A
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Inclusion of low-priority villages in jmplementation plans

During the preparation of the WMPs it was realized that for a
group gravity piped scheme it would not be possible to avoid
including one or a few low-priority villages in such a group
scheme, when the transmission main would pass through a low
priority village. Partly because who would otherwise dig the
pipe trenches in the low-priority village area, and partly
because a left-out village might be tempted to vandalize the
installations passing through the village area without provid-
ing benefits to its inhabitants. It has, however, always been
stressed that the number of low-priority villages to be
included in a group scheme should be extremely low.

-

Special cases are a small number of schemes started during the
pilot implementation programme from 1981 (Phase I) before the
priority criteria had been developed, and villages given a
priority status.

It appears that a limited number of low-priority villages have
been included for handpump installations under Phase II for
reasons unknown to tHé present Review Mission. Some low-prior-
ity villages have also been included in the implementation
plans for Phase III as a completion of partly covered villages

started under Phase I and II.

A special case, which may be acceptable for handpump activiti-
es, would be a low-priority village which provides the source
for a group gravity scheme, but where the village cannot be
served, as it is located at a higher level than the source.

Otherwise the need criteria should be strictly adhered to.

Medium-deep borehole programme (need also to be seen in

relation to partly covered villages under Phase II: poten
tial;: timi

During the appraisal for Phase III it was agreed that the
first joint annual Review Mission would consider the need for
and the feasibility of a medium-deep borehole programme.

So far shallow well drilling with hand-auger equipment from a
local manufacturer in Morogoro has been performed for ground-
water extraction. Tube wells are drilled with depths from a
few metres down to 30 metres depending on the geological for-
mations, and water is generally found in weathered overburden
and in sedimentary formations. Recently some hand-dug rin
wells have been introduced to increase the storage capacity of
low-yielding aquifers. The wells are equipped with either
SWN80 handpumps (refitted with Grundfos stainless steel pump
cylinders) or with NIRA handpumps. Altogether about 600 hand-

pumps had been installed by 31 December 1990. —
Some attempts have been made to utilize mechanized drillingr-
igs capable of drilling in formations down to metres or

more both during the WMP and later as pilot programmes in

L))
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1985/86. But in general the results were disappointing due to
technical problems with the equipment and/or the contractor.
However, both in Iringa and Mbeya regions some few villages
have been covered by medium-deep boreholes drilled by a mech-
anical drilling rig from GOT or a small drilling rig operated
by project personnel.

In general it can today be concluded that the WMPs underesti-
mated the shallow_ groundwater potentlal in the three Fegions
and especially so in Ruvuma reglon. The problem with the use
of the hand-auger equipment is however that a number of vil-
lages have either only been partly covered, or the wells have
located too far away from where the v1llagers live because the
drllllng teams failed to find positive well sites at the loca-
'tions preferred by the villagers due to the limitations of the
used’equlpment The number of only partly coveréd villages-or
viTTages which proved negative for drilling of shallow wells
seems especially to be a problem in Mbeya region, where it is
estimated that about 170 additional medium-deep boreholes will
be required in the 27 villages so far partly covered by shal-
low wells. About four villages in Irlnga would require a mech-
anical rig, while the need for such a rig seems to be very
limited in Ruvuma region.

It is recommended that a proper feasibility study is carried
out by Cowiconsult (within the provision of the existing con-
tract for consultancy services) before the next annual Review
Mission stipulated for September 1992. TORs for the feasibil-
ity study will include at least: number of medium boreholes to
be drilled; potential for success at high priority sites;
choice of drilling equipment and of a well- tested handpump to
operdte at depths exceeding 25 metres; choice of drilling by
contractors based on unit rates or drilling by project staff;
scope of community involvement etc.

Before a decision is made about undertaking such a feasibility
study it will be necessary for the relevant RSCs to confirm
that they support such a study, as the consequence will be
that for every high priority village to be included in a
medium-deep borehole programme another village will have to be
omitted, as the total number of villages to be supplied during
Phase III due to budgetary constraints cannot be increased. A
special problem will be to sacrifice a number of proposed
Phase III villages in order to serve only partly served vil-
lages with shallow wells already handgg‘over during Phase_II.

"RWEs to prepare lists of potential villages for medium-deep
‘borehole programme before the next RSC meeting.

The Review Mission proposed that the RSCs have this issue on
the agenda for their next meeting in order that a decision
whether to embark on the feasibility study or not can be made
before the end of 1991.
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The issue was on the agenda for the meetings in October 1991
for the three RSCs. However, it is reported by PICU that all
the three regions rejected the idea and will not support such
a study considering the consequences. It is therefore con-
cluded that ngo_feasibility study for medium deep borehole pro-
grammes will be undertaken.

echno ies esentl s r_wat schemes ¢
The technology choices presently selected for Phase III are:

- gravity piped schemes from streams or springs distrib-
uting water through DPs

- auger drilled shallow wells or hand-dug ring wells
equipped with handpumps

- hydrams

The experiences with the above-mentioned technologies from the
start of the pilot programme under Phase I and until today
have in general been encouraging with good potential for com-
munity involvement rlgﬁf“f_bm the decision-making over physi-
cal construction and on to operation and maintenance of the
completed water supply facilities.

Other possible technologies, and_ improvement of hand pumps
and shallow on uction

Of other possible technologies the Review Mission can only
recommend the following:

- use of solar powered pumps especially for remote areas
where such a solution is relevant and feasible

- use of electrically driven pumps in those (few) cases
where the national grid has been extended to be
close to project villages, and transformers are already
provided for low voltage distribution, and it is assured
that the villagers will be ready to pay electricity
costs for the water pumps

- a medium-deep borehole programme (as already explained
under para 6.4)

There is an urgent need to introduce better ngaterlng equip- -
ment and well developing equipment for the ongofﬁ?“ﬁghd-auger
and ringwell programme within the budgets for such activities
in Phase III. Also safety precautions at ringwell sites shall
be intensified. PICU has after the Review Mission introduced
better dewatering equipment and safety precautions at ring
well sites. Y
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Planning, design and construction capacity of regional
watexr departments

It is the impression of the Review Mission that the reglonal
water departments _in Iringa and Mbeya regions are sufficiently
staffed to undertake the planned implementation programme
under Phase III, as the magnitude of work over the five-year
period is more or less similar to the assignments undertaken
under Phase II. Ruvuma region may, however, be a bit differ-
ent. Whether MAENDELEO and the village participation cells in
MAJI can cope with the proposed construction programme and
also assist in securing a village-based operation and mainten-
ance system for completed facilities is a different matter and
is dealt with in para 5.6. If a conflict for available
resources between "hardware" and "software" activities, how-
ever, should develop during Phase III, it is categorically
stated in the PlanOp as well as the 1988 Appraisal Report that
ﬁempha51s shall be on securlng O & M activities and inst-
jitutional development in preference "to implementation of new
schemes (i.e. a scaling down of implementation of physical
targets).

The Review Mission has unfortunately not been able to study
the capacity and capability of the dlstglct water departments
in relation to design and construction of new schemes. Where
these departments are headed by qualified engineers, there is
no reason why design of smaller and uncomplicated gravity
schemes should not be gradually transferred from RWE to DWE in
line with the GOT Water Policy. This must, however, not happen
at the expense of the important role that the district water
departments has been assigned in providing back-up facilities,
where required, to the villages in their operation and main-
tenance of handed over water supply facilities.

C ero naover

With the new role of the Regional Project Adviser (RPA) as an
adviser and not as an implementation engineer a process has
already been started whereby the RPA now inspects the comple-
ted schemes and prepares lists of outstanding items to be con-
pleted before the official handing over.

The role of the Senior Technical Adviser in PICU in the final
scheme inspections before handing over will consequently larg-
ely be of a formal character with an element of securing
inter-regional standardization of procedures and as a mediator
if conflicts should arise in the interpretation of agreements
between the regional water department, the district adminis-
tration and the village authority.

Operati nd intena wa u s s
This subject is already covered under 4.3: O & M Organization.

From Mbeya region alternative proposals for other concepts for
operation of maintenance at considerable lower costs for the
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district authorities have been prepared for consideration and
should be further studied by PICU and the other two regions.

6.10 Availability of spares for water supply schemes in the open
market

As a result of the trade liberalization policy more spare
parts of acceptable quality especially for gravity water
schemes are now available in the open market. However, the
quality of bibcocks is usually low, large diameter pipes and
fittings of various materials and hand pump spare parts are
not usually available in the open market. Therefore, notwith-
standing the existence of a handpump manufacturing factory and
a second one coming up, villages still require assistance fron
the district water offices to procure handpump spare parts and
specialized gravity scheme materials.

6.11 itoring systems, i rticu or tionalit
a - wate ly sc es

) Information is reported to the regional O & M sections by the

. regional MMUs from their visits to the villages and also by

DWEs in their monthly reports to their RWE. The regional O & M
sections have built up a comprehensive data base from the MMUs

£~lreports and on_request relevant information and statistics can
‘be drawn from these data bases.

/When regional MMUs do not continue to visit the handed-over
{schemes on a regular basis, the monitoring system must be red-
esigned. '

6.12 er of wate 1 eme fected ollutio
i bance of intake

Almos the water schemes particularly in Iringa and Mbeya
regions where surface source schemes are dominant have various
degrees of pollution or disturbance of the intakes. Source and
catchment protection activities, particularly afforestation
have impressively started in Mbeya and Iringa regions with
high degree of community awareness and participation. However,
it is too early to see whether this is sustainable, as most of
the trees are not mature, and other activities such as proper
farming practlces aré yet to be adopted by all the farmers in
the—catchment areas. Nonetheless, comparative observations by
the Project in Mbeya region have indicated that rivers with
protected (government gazetted) forest catchments have stable
flow and better quality water than those which have none. The-
arefore these activities should continue to be given priority
by involving more villages at this early stage of the project.

6.13 tio j eqi estr
d e r tment

Although cooperation exists between the Project and the
regional forestry and natural resources departments, regions
have adopted different approaches.

»)
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In Iringa all the activities related to source and catchment
protection have since May this yvear been transferred to the
Regional Natural Resources Officer (RNRO) with financial and
logistical support from the Project as stipulated in the Plan-

op.

More or less in the same way in Ruvuma region a forest officer
has been attached to the Project in the RWE’s office (on seco-
ndment) and is responsible for water intake protection activ-
ities in the Project. He is provided with transport facilities
and has a budget for his activities. He cooperates with the
CDO in MAJI and with the project engineers in his day-to day
activities. He is a member of the monthly project progress
meetings and weekly work planning meetings in the RWE’s
office.

In Mbeya region, however, the activities are directly organ-
ized and coordinated by the Project through a project engineer
and the Regional Forestry Officer. As a result a sustainable
logistical support within the existing institutional set-up
has been difficult to achieve. Therefore there is a need for
Mbeya region to adhere to the PlanOp.

6.14 Cooperation wi distri co i o) ter j e otec-~
io envi issues

Districts seem to be fully involved in the source and catch-
ment protection programme. District Executive Directors are
fully aware of the programme and District Natural Resources
Officers and District Forestry Officers (DFOs) have been
involved in the planning of the programme. At the moment the
DFOs are supervising the implementation of the activities inc-
luding establishment of village/catchment area nurseries and
tree planting. A sustainable logistical support system within
the existing institutional set-up is yet to be established in
all the districts.

6.15 ooperation wi villa tecti 1

Villages seem to cooperate in the protection of sources and
catchments as long as they are aware of the benefits to their
water supplies. In some villages this awareness has already
been established by the Community Development Assistants, as a
result of which various village-based activities are impres-
rs1ve1y taking place. These include establishment of vil-
'lage/catchment nurseries, tree planting and making of by-laws.
uHowever, solutions are yet to be found for villages which are
near water sources and for various reasons do not get dlrect
beneflts/water _from _such sources; and also how best to con-
trot?llmlt human activities in the relatively ‘arge/catchments
which are the source of water for the existing la;ge schenes
serving several villages downstream partlcularly in Iringa and
Mbeya regions.

It is reported that removal of people from the catchment area
for the Ismani group scheme in Iringa has been proposed. Awar-
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eness and dialogues with the villagers are the best way to
solve the problemn.

Wate it i onitorin

According to the studies carried out so far most of the
schemes with surface source, physical and chemical qualities
of the water may be assessed as usually good except for big
rivers where turgidities are high especially during the rainy
season. Bacteriological gquality may be assessed as generally
not in accordance with WHO standards. Further, there are cases
where the trend during the water source investigation period
have shown promising results, but during construction and ope-
ration of the schemes a deteriorating trend has been observed.
However, the sources selected are the best ones available wit-
hin a reasonable distance, and treatment of rural water sup-
plies is not advocated in the WMPs. Source protection may gra-
dually improve the surface water quality.

On the other hand, schemes with ground water sources (shallow
wells and boreholes) have been observed to have good and
stable physical, chemical and bacteriological quality. Moni-
toring activities seem to be affected by the limitation on
night-out allowances.

D]

&
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7. FINANCIAL ASPECTS

7.1 Update of budget for Phase III including assessment of its
adequa o) chieving the tasks set out in the Plans of
Operation

The PlanOp presents the following budget in 1989 prices (fig-
ures in DKK 000) distributed between the regions and PICU for
the period 1990-1994:

Act.No. Particular Ruvuma  Mbeya Iringa PICU Total
1.1 0&M establishment

at RCDO office 1188 1208 1242 - 3625
1.2 0&M establishment

at DWE office 4543 9546 8896 - 22985
1.2.8 RMU costs 451 353 491 - 1295
1.3 0&M establiishment

at village level 780 1055 1215 - 3050
1.4 0&M establishment for

institutional latrines 50 50 50 - 150
1.5 Catchment area pro-

tection 497 2841 2088 - 5426
2.1.2 Training of MAJI and

MAENDELEQ staff 1000 1250 1305 - 3553
2.1.3 VP cell investment and

operating costs 1730 1031 1960 - 4721
2.1.4 Water quality and quan-

tity monitoring 1040 1040 1040 - 312¢
2.1.5 Regional workshop

strengthening 758 1078 828 - 2h64
2.1.6 Regional stores

strengthening 120 210 210 - £40
2.1.7 Improve transport

management 34 54 54 - 142
2.1.8 Strengthening RWE

design oifice 3199 3414 3470 - 10083
2.2 Construction of

schemes 26000 44000 38000 - 108000
2.3 Sanitation programme 190 190 190 - 570
3.1 PICU investment and

operation - - - 7316 7316
3.2 PICU training and

communication - - - 1935 1938

Subtotal 41803 67591 60333 9251 179000

Consultancies - - - - 10000

Contingencies - - - - 10000

Total 199000
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In connection with preparation of the 1991 budget PICU and the
regions foresaw a major budget shortfall for Phase III. The
considerations and assumptions behind this have been discussed
thoroughly between the Review Mission and the project staff
responsible for the budget.

The main reasons for the expected shortfall were:

(1) considerable increases in allowances and transport
costs, including investment costs of vehicles

(2) a 75% increase of average scheme construction costs
(including (1))

The Review Mission finds that the number of vehicles under the
Project is too high, and that the re-investment policy which
phases out vehicles after 3 to 4 years is not financially
optimal. PICU, however, comments that at no time have vehicles
been phased out after 3 years in the project, and that the
normal time of phasing out vehicles is 4 to 5 years with
emphasis on the 5.

Government allowances have increased by 100% in real terms
(DKK value) from Phase II to Phase III.

The estimated increase of average scheme construction costs
can mainly be explained by the chosen calculation method based
on a per capita cost consideration. Recalculations during the
visit of the Review Team have shown that the assumed per
capita costs were too high, and that average village cost is a
more reliable budget parameter than per capita cost, since a
larger part of the scheme costs is not related to population
size.

However, the average design population of Phase III villages
is higher than assumed in the PlanOp budget, the distribution
between gravity and hand pump schemes have changed in favour
of gravity schemes, and the number of hand pumps per village
has almost doubled due to the need of applying the distance
criteria in almost all hand pump villages. Altogether this is
very roughly estimated to increase the total construction
costs in 1990 prices to DKK 129 million, distributed as fol-
lows among the regions and compared to the original PlanOp
budget and the budget inflated up to 1990 (figures in million
DKK) :

Region PlanOp 1989 PlanOp 1990 Revised budget 1990(tentative)
Ruvuma 26 27.3 30
Mbeya 44 46.2 53

Iringa 38 39.9 46

Total 108 113.4 129

"
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Guarantee work on Phase II schemes is estimated to amount to
about DKK 5 million (0.5 million in Ruvuma, 3.5 million in
Mbeya, and 1 million in Iringa). It is anticipated that this
may be covered by remaining Phase II funds.

S7 in Copenhagen has asked the Danish Embassy in Dar es Salaam
to confirm the amount available of unused Phase II funds and
is in agreement that such funds (if confirmed) should be used
for the mentioned purpose.

All other costs are anticipated to be kept at PlanOp budget
level (although inflated), assuming that the O & M solution at
district level be changed to the proposed less expensive set-
up, and a thorough savings campaign be carried out on all cost
items, staff as well as equipment, vehicles, building con-
struction and materials. Savings shall be carried out with due
consideration to fulfilment of project objectives.

Approx. DKK 5 million of the shortfall of around DKK 15 mil-
lion on scheme construction can be covered from the unused
contingency provision of DKK 5 million (DKK 5 million have
already been used for the consultancy allocation). If savings
on other cost items to cover the remaining balance of DKK 10
million are not possible, the number of schemes must either be
reduced, or gravity schemes converted to hand pump schemes
which are considerably cheaper.

In anticipation of the worst scenario the Review Mission rec-
ommends that the RSCs in their meetings in October 1991 for
preparation of the three-year rolling implementation programnme
for 1992-94 at the moment reduce their physical implementation
targets for Phase III from 155 villages to 140, i.e. a reduc-
tion of 5 villages in each region.

The Review Mission recommends that PICU and the regions work
out a detailed savings plan and a revised Phase III budget for
presentation to DANIDA and GOT before 1 February 1992. It is
reported by PICU that this cost savings plan has started.

PICU Contain Trucks

When working out the above savings plan PICU should consider
if significant savings can be obtained by using its own trucks
and trailers for container transport. Reference is made to the
report of G.B.Homer: "Recommendations for Logistical Arrange-
ments during Phase III of the Water Projects, April 1989". For
container transport the report presents the following figures
on average cost of transport from Dar es Salaam to the three
project areas:

Private hauliers DKK 5.497.-
PICU without depreciation and overhead DKK 2.758.-

PICU with depreciation and overhead DKK 6.893.-
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The Review Mission is of the opinion that the calculation dis-
regarding depreciation and overhead is the relevant one in the
present situation. The two trucks are said to be in good run-

ning condition, due to major repairs at the end of Phase II,

and there are sufficient stocks of spares available for main- <
tenance for a period of about 3 years. The project has tried

to sell the trucks and spares, but has up to now not received

an offer of any significance. Finally there will be no addi- o
tional overhead costs in operating the trucks. The procurement

and stores adviser will be able to undertake the overall man-
agement and workshop overhead will not be significantly

affected.

PICU has according to information from the Danish Embassy in

Dar es Salaam decided to keep one container truck in use as 2
long as spares are available including "cannibalising" the

second truck.

Savings on Vehicles

It is anticipated that the number of vehicles for the daily
operations in the regions will be reduced as a consequence of
the savings plan. In this connection the Review Mission would
like to stress that vehicles being spared in this process
should be taken efficiently out of operation and only be
brought into use again when substituting run down or wrecked
project vehicles. This also applies to the three Regional MMUs
presently used to maintain schemes covering 61 villages in
Ruvuma region, which should reduced to one single MMU.

Buffer Stores

The present buffer stores amount to about DKK 12 million.
Deducting absolute and dead stock might reduce the amount to
about DKK 8 million. If this can be reduced to DKK 4-5 million
at the end of Phase III DKK 3-4 million would be obtained for
the savings plan.

PICU has commented that all obsolete and dead-stock has now
been classified and inventoried, and permission obtained from
GOT to dispose of it. Buffer stocks will then be reduced to
3 - 4 mill. DKK by 1993 when decentralization is completed.

Allowances

Allowances on the project are sky rocketing compared to the o
POO budget. Information received from PICU shows that the

total POO allowances budget for Phase III amount to DKK 1.3 .
million, but already for the year 1990 DKK 3.9 million was Y
used on this account.

POO Budget for Main Activities o
The budget for some main activities in POO is distributed

under several headings, which makes it difficult to monitor
financially these activities. It concerns among others allow-
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ances, training, communication materials, motorbikes, vehicles
investment and running costs, salaries and bicycles. PICU has
consolidated the budget figures for these items and the men-
tioned figures can be found in Annex 11.



56

STEERING UNIT AT THE ROYAL DANISH EMBASSY IN DAR ES SALAAM

The budget approved by the Finance Committee of the Danish
Parliament contains a Steering Unit (10 man years), which may

be established under the Royal Danish Embassy in Dar es Salaam

to deal with the overall coordination from the Danida side of
the project and in particular to take responsibility for the
environmental aspects of the Project and for the coordination

with other projects dealing with water and environmental
issues in Tanzania.

It is envisaged that the Steering Unit may be staffed by two
senior programme officers, one with expertise on natural

resource management and one with expertise on socio-economic
matters.

So far the role of the mentioned Steering Unit has been
covered by the staff at the Danida Mission/Royal Danish
Embassy in Dar es Salaam.

The Review Mission supports the idea of utilizing the person-
nel resources budgeted for under a possible Steering Unit to
be established at the Royal Danish Embassy in Dar es Salaam -
if the Embassy should in the future be unable to cover the
coordination role so far performed by the Embassy staff.
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