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[bookmark: _Toc374109160]Executive Summary
This Executive Summary is designed for senior executives, civil servants and politicians who are not concerned with the details of small town water supply implementation and therefore focuses on the conclusions and recommendations of the study for decision-making. The full report provides the information needed by sector professionals who will be responsible for implementation of small town water supplies. 
[bookmark: _Toc374109161]Introduction
There is an ongoing effort on rehabilitation and construction of small town water systems across Sierra Leone, which fell into disrepair over the last two decades due to insufficient maintenance and civil conflict. This effort is concentrating on the construction of physical infrastructure. However, there has been limited consideration of the future management and sustainability of these systems. 
SALWACO has therefore arranged for a study with funding support from Department for International Development (DfID), United Kingdom, entitled “Study on Management Options & Financial Sustainability for Small Town Water Supplies in Sierra Leone” – subsequently referred to as the Small Towns Assignment. The assignment is contracted through the WASH Support Facility, managed by Adam Smith International (ASI), and had the following objectives:
· To review the options for the management of small town water supplies, appropriate to the Sierra Leone context, and give recommendations for strategy, sector financing, pilots and other relevant sector capacity building activities.
· To develop detailed plans/proposals for the establishment of management system options in 4 -5 small towns, including “best practice” for financial sustainability, to guide follow up projects (Phase 2).
It was subsequently decided and agreed that the plans for pilot projects should be removed from the assignment and replaced with guidelines on how to implement the new management systems.
The original definition of small towns in the ToR was towns with a population of 5000 to 20,000. This was subsequently expanded so that the study considers all towns over 2000 in population with the exception of Freetown and the three towns of Bo, Makeni and Kenema.
[bookmark: _Toc374109162]Current Sector Situation
Overview of sector policy:The general legal and policy framework for the provision of water supply services is based on the SALWACO Act (2001) under review, the National WASH Policy (2010) and the Government’s decentralisation agenda mandated in the Local Government Act (2004): Collectively, these embody principles of
· Decentralising the planning and implementation of water supply and some sanitation functions to Local Council level at the front line of service delivery
· A pragmatic approach to make best use of the private sector, as appropriate.
· The need to recognise community participation and decision making in the delivery of such services and the need for the services to be financially sustainable through “the user pays” principle.



Water Sector Co-ordination Structure
Legislation, cabinet or executive decisions
WASH Inter-Ministerial Committee
WASH IMC



Sector Working Group Budget
SWGB
Sector Policy Coordination Team
SPCT
Change Management Team
CMT


Budgets and oversight
Internal MWR change management
Sector high level coordination of policy and implementation


Day to day coordination of activities
Quarterly Coordination Meetings


Feedback Forums (Local government level)


Sector Responsibilities
Although we understand that there is still some debate before final responsibilities are agreed, for the purpose of the Small Towns assignment, we assume that the future responsibilities will be as follows:
· Water Directorate, MWR: Policy and high level technical audit, monitoring and evaluation;
· GVWC. Freetown and therefore limited relevance to small towns;
· SALWACO: responsible for implementing and managing water supplies in approximately 10 of the larger towns outside Freetown and for providing technical advice to the districts for other small towns;
· District Councils: responsible for implementing and managing water supplies in rural areas and all other towns with technical assistance from SALWACO and MWR.










[bookmark: _Toc374109163]Assessment of Existing Sector Institutions
· The general capacity at district level is relatively strong (relative to the context of Sierra Leone) but that capacity to co-ordinate WASH activities still needs to be developed.
· The Water Directorate is currently very weak, with minimal staff but this will improve over the next few months at the newly appointed staff take up their posts. These new staff are, however, very inexperienced and the directorate is likely to remain relatively weak for the next year or so.
· Local Councils (District and City) have varying capacities in water supply/water security planning and delivery. Council Civil Engineers cover all aspects of infrastructure, and are in most cases overstretched. Devolution of functions under Schedule III of the LGA 2004 is still incomplete. There are District Water Supply Division Supervisors present in all localities, but their position and reporting is unclear now that the MWR has reformed and the Water Directorate has replaced the obsolescent Water Supply Division (which had an implementation mandate). Technically these staff should be transferred to Local Councils with devolved functions. This would assist Local Council capability in WASH delivery. However, the capacity and level of the former WSD staff is – with some exceptions – very weak.  
· The current SALWACO organisation is very ineffective and suffers from significant underlying weaknesses that will take considerable effort and time to resolve.
· The SALWACO transformation plan has not yet been developed in detail and is a work in progress, for example the draft Act does not specify which 10 towns that SALWACO will be responsible for. It appears that SALWACO seriously underestimate the time and effort that would be needed to transform the organisation into an effective operator
· GVWC is in the process of transforming itself from a very inefficient organisation into a more effective water supply operator. It is likely that the initial improvements are the “quick wins” and further improvement to truly effective operation will take a lot of long term work to: transform the business culture, collect asset and customer information, change users attitudes to paying for water and reducing leakage.
[bookmark: _Toc374109164]Lessons from the International Case Studies
Uganda
1. Small towns can successfully manage their own water supply systems, cost recovery of O&M costs is affordable and the private sector can operate systems effectively.
2. However, all of the above is based on the following conditions in Uganda:
· Significant early capacity building in the 1990s through donor led technical assistance projects which allowed younger sector professionals to “learn by doing” and not just from training.
· The development of the water sector and the town management systems happened in parallel with national development. This ensured increasing ability to pay by users and an increasing pool of graduates and craftsmen from which the sector could draw on as well as a naturally expanding private sector.
· This all took time, it is 10 years since the current arrangements were put in place.
· Individual towns struggle to develop the skills and capacity to manage assets and plan expansions to the systems. These are more technically demanding functions than day to day operation.
Ghana
Small towns can successfully manage their own water supply systems, raise willingness and ability of consumers’ to pay for services and achieve high cost recovery for O&M and minor extensions as pertains in Ghana. The success factors in the Ghana case includes:
· Adequate sensitisation of community members on the linkages between water, hygiene, sanitation and health and on their obligations in the delivery of the water supply project.
· Involvement of the community at every stage of the project, including deciding on the technology, management option and tariff setting and collection.
· Early mobilisation of funds towards operation and maintenance
· Capacity building and training of WSDBs and DWSTs
Ghana’s achievement, however, has been made through implementation of one-off stand-alone projects, raising concerns on the ability of the relevant institutions, particularly CWSA and the DAs to sustainably discharge their duties.
[bookmark: _Toc374109165]Conclusions from the Initial Financial Modelling
· Maintenance costs are significant and add approximately 60% onto day to day operating costs.
· Tariff levels of at least 15,000 Le/HH/month are need to cover a standpost service level if there is some cross subsidy from yard taps and house connections.
· A standpost tariff of 22,500 Le/HH/month is needed to break even on a 100% standpost system.
· Pumping costs are the major expenditure when both day to day operation and maintenance are considered. Anything that can be done to remove pumping or reduce pumping pressures will significantly reduce costs. Staff costs are also significant and lean management is needed to break even.
[bookmark: _Toc374109166]Willingness and Ability to Pay
· The tentative conclusion is that most households are only willing to pay about Le 10,000/HH/Mth for a standpost supply and about Le 20,000/HH/Mth for a yard tap or house connection supply.
· The tentative conclusion is that most households should be able to afford a tariff of about Le 30,000/HH/Mth.
[bookmark: _Toc374109167]Most Appropriate Management Options
1. Community managed and operated systems should be used in the smallest towns if they use simple technologies.
2. For the majority of small town water supplies a town Water Board should be established with responsibility for overseeing the management of the water supply system. Each town should be free to decide whether to set up its own Water Department staffed by town council employees or to contract out the day to day operation to a private contractor.
3. SALWACO’s role in operating water supplies in the larger towns should be carefully reviewed and consideration should be given to reducing this role to covering only a handful of the very largest towns.
[bookmark: _Toc374109168]Recommendations
Eleven recommendations are made, which should be seen as fitting within the wider sector developments that are underway. 
1. Use a mix of the four shortlisted models, as appropriate for the following 3 different town sizes and system complexity: 
· community management for very small towns/simple technologies; 
· Town Water Department or Private O&M Contractor for other towns; 
· SALWACO for their 10 towns.
2. Establish a temporary small project leadership unit (PLU) in the Water Directorate to lead and support implementation of small town water supply management systems by Districts, Towns and SALWACO. It is also proposed that none of the implementation or training contained in other recommendations should be started until this unit is established
3. Provide external Technical Assistance (TA) to (a) support Districts and Towns with implementing the initial town management systems and (b) support establishing the PLU. This includes a design review to identify any critical “quick fixes”
4. Design and implement the proposed National Implementation Plan
5. Provide emergency operation in towns with recently completed or rehabilitated water supply systems by extending current and recent “construction” contracts to cover 12 months of O&M, funded by government but with significant user payments
6. In towns with recently completed or rehabilitated water supply systems, once the above 12 month O&M extensions expire, and if the new arrangements proposed under the National Implementation Plan are not yet in place, set up follow-on 2 year bridging contracts by private contractors, funded by tariffs.
7. MoWR, through the Sector Policy Co-ordination Team (SPCT), improves sector communication, user awareness, and environment for private operators (see below)
8. The MoWR Technical Support Program leads on training and capacity building (see below)
9. SALWACO standardise specification of equipment to streamline the supply chain
10. The Minister of Water Resources reviews the number of towns that SALWACO should operate the water systems.
11. A longer term plan is developed for the construction and O&M in the 50+ small towns not covered by the National Implementation Plan
[bookmark: _Toc374109169]National Implementation Plan
Objectives
The wider objective of the Plan is to provide sustainable clean water to the design populations in the nine priority towns. Although the Plan allows for a certain level of quick fixes to the water supply systems, this wider objective relies on it being possible to do enough “quick fixes” to the systems to allow the water supply systems to be cost effective to operate.
The immediate objective is to establish sustainable water supply management systems in the nine priority towns.
Outputs
Eight high level outputs have been identified that are designed to achieve the immediate objective.
1. Implementation Unit established and TA consultants appointed.
2. Concept plan produced for each town detailing the agreed O&M arrangement (Water Dept or Contractor) and the general organisational structure, oversight arrangements and the nature of the supporting TA required.
3. User communities willing and able to pay the cost of water required for sustainable operation and maintenance.
4. Oversight, auditing and customer forum structures in place.
5. Town Water Boards established.
6. Town Water Departments or O&M contracts established to do day to day O&M, including all necessary people, processes and systems.
7. Business plans produced for each town, including financial plan, tariffs and billing and collection system
8. Water supply systems modified to ensure basic cost effective systems are in place in each of the 9 towns.
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There is an ongoing effort on rehabilitation and construction of small town water systems across Sierra Leone, which fell into disrepair over the last two decades due to insufficient maintenance and civil conflict. This effort is concentrating on the construction of physical infrastructure and there has been limited consideration of the future management and sustainability of the systems. 
The WASH sector is also in the process of evolving and developing new roles and responsibilities for sector stakeholders. The National Water and Sanitation Policy (NWSP), which was inaugurated in July 2010, identifies an extensive role for the Sierra Leone Water Company (SALWACO) which contradicts the Local Government Act 2004, which allocates responsibility to the districts.
These two factors have resulted in the urgent need for clarity on the future management and funding of small town water supplies to ensure that the current investment in infrastructure results in a long term and sustainable water supply service.
SALWACO has therefore arranged for a study with funding support from Department for International Development, United Kingdom (DfID) entitled “Study on Management Options & Financial Sustainability for Small Town Water Supplies in Sierra Leone” – subsequently referred to as the Small Towns Assignment. The assignment is contracted through the WASH Support Facility, managed by Adam Smith International (ASI), and had the following objectives:
· To review the options for the management of small town water supplies, appropriate to the Sierra Leone context, and give recommendations for strategy, sector financing, pilots and other relevant sector capacity building activities.
· To develop detailed plans/proposals for the establishment of management system options in 4 -5 small towns, including “best practice” for financial sustainability, to guide follow up projects (Phase 2).
It was subsequently decided and agreed that the plans for pilot projects should be removed from the assignment and replaced with guidelines on how to implement the new management systems
The original definition of small towns in the ToR was towns with a population of 5000 to 20,000. This was subsequently expanded so that the study considers all towns over 2000 in population with the exception of Freetown and the three towns of Bo, Makeni and Kenema.

The scope of the study can be summarised grouping the project activities into five main tasks as follows:
1. Understanding the existing and likely future situation for small town water supplies in Sierra Leone and lessons from other countries’ experience in managing small town water supplies. This understanding covers the total environment that small town water supplies operate within, including political economic, social and technical considerations and ultimately will estimate the future management needs.
· Initial data collection, including existing policies, strategies, reports and data
· Initial broad but shallow field survey to understand the small towns water supply situation across the country, including current and planned water systems, staff resources and general attitudes to paying for water
· Case studies of small town water supply evolution from two relevant countries
· Collect existing cost information on operating water supply systems
2. Stakeholder engagement to determine the attitudes and priorities of different stakeholders regarding small towns and in the later stages their views on the different potential management options.
· Initial stakeholder kick-off workshop (Nr 1)
· Central stakeholder survey
· Stakeholder workshop (Nr 2) to test understanding of the existing situation
· Stakeholder workshop (Nr 3) to get feedback on potential management options
· Dissemination workshop (Nr 4) to inform stakeholders of the management option(s) that have been selected
3. Understanding the future resources that will be available for managing small town water supplies, in particular realistic financing and management capability.
· Detailed survey of six sample towns to better understand future capacity and financing
· Assessment of capacity of the key central organisations
· High level financial modelling of future management including estimates of future operating costs and revenues
4. Assessment of options by matching future management needs and future resources to identify realistic and sustainable management options.
5. Develop guidelines and hold a training workshop on the Guidelines
The Small Towns Assignment comprises four stages:
1. Inception
2. Data collection and national assessment
3. Detailed assessment and consultation
4. Finalisation
[bookmark: _Toc355885958][bookmark: _Toc374109172]1.2 The Consultant’s Team
PEM consult of Denmark, in association with CESPA (Centre for Economic and Social Policy Analysis) of Sierra Leone and Colan Consult of Ghana has been appointed to carry out the study. The consultants’ team comprises:
· Dr Sullay Kamara from CESPA as Project Manager
· Ms Diana Ofori Owusu from CESPA as Survey Team Leader
· Mr Emmanuel Agyenim-Boateng from Colan Consult as Local Consultant Adviser
· Mr Mike Hutson from PEM as International Expert Adviser
The team has been allocated four focal people within the WASH sector to assist and steer the work and has already received substantial support and guidance during the inception stage. The four focal points are:
· Mr Saffa Bockarie, Monitoring & Evaluation Specialist in SALWACO is the key contact person and represents SALWACO, the ultimate client for the study.
· Mr Augustine Tucker, Deputy Director of the Water Directorate in Ministry of Water Resources who will provide advice and guidance regarding the general WASH sector and sector policies
· Mr St John Day, Technical Adviser to the WASH sector for advice and guidance on technical issues
· Mr Will Tillett, WASH Facility Manager who is responsible for contractual aspects of the assignment and to whom the team is responsible for its deliverables.
[bookmark: _Toc374109173]1.3 The Final Report and Scope of the Study
This Final Report presents the results of the study. A draft Final Report was submitted on the 19th August 2013 and circulated for comments, in addition a Final Stakeholder Workshop was held in Freetown on the 19th September 2013 where the draft report was presented and feedback collected. This Final Report includes the feedback from the Final Stakeholder Workshop as well as feedback from the training workshop on the Guidelines held on the 20th September.
In line with feedback, the report has been kept as short as possible by using supporting appendices and a substantial Executive Summary has been included. The Executive Summary is designed for senior executives, civil servants and politicians who are not concerned with the details of small town water supply implementation and therefore focusses on the conclusions and recommendations of the study. The full report provides the information needed by sector professions who will be responsible for implementation of small town water supplies. 
The definition of small towns in the terms of reference for the study was towns with populations between 5000 and 20,000, in line with current sector policy definitions. Early feedback from stakeholders suggested that this very specific definition was too restrictive and, in order to allow the study to be used more widely in future, the scope was extended to include all but the largest towns (Bo, Kenema and Makeni) and also considered towns with at least 2000 people in the 2004 census.
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[bookmark: _Toc374109175]2.1   Conclusions
2.1.1 Conclusions from the Institutional Assessment
· The general capacity at district level is relatively strong (relative to the context of Sierra Leone) but that capacity to co-ordinate WASH activities still needs to be developed.
· The Water Directorate is currently very weak, with minimal staff but this will improve over the next few months at the newly appointed staff take up their posts. These new staff are, however, very inexperienced and the directorate is likely to remain relatively weak for the next year or so.
· Local Councils (District and City) have varying capacities in water supply/water security planning and delivery. Council Civil Engineers cover all aspects of infrastructure, and are in most cases overstretched. Devolution of functions under Schedule III of the LGA 2004 is still incomplete. There are District Water Supply Division Supervisors present in all localities, but their position and reporting is unclear now that the MWR has reformed and the Water Directorate has replaced the obsolescent Water Supply Division (which had an implementation mandate). Technically these staff should be transferred to Local Councils with devolved functions. This would assist Local Council capability in WASH delivery. However, the capacity and level of the former WSD staff is – with some exceptions – very weak.  
· The current SALWACO organisation is very ineffective and suffers from significant underlying weaknesses that will take considerable effort and time to resolve.
· The SALWACO transformation plan has not yet been developed in detail and is a work in progress, for example the draft Act does not specify which 10 towns that SALWACO will be responsible for. It appears that SALWACO seriously underestimate the time and effort that would be needed to transform the organisation into an effective operator
· GVWC is in the process of transforming itself from a very inefficient organisation into a more effective water supply operator. It is likely that the initial improvements are the “quick wins” and further improvement to truly effective operation will take a lot of long term work to: transform the business culture, collect asset and customer information, change users attitudes to paying for water and reducing leakage.
2.1.2 Lessons from the International Case Studies
Uganda
1. Small towns can successfully manage their own water supply systems, cost recovery of O&M costs is affordable and the private sector can operate systems effectively.
2. However, all of the above is based on the following conditions in Uganda:
· Significant early capacity building in the 1990s through donor led technical assistance projects which allowed younger sector professionals to “learn by doing” and not just from training.
· The development of the water sector and the town management systems happened in parallel with national development. This ensured increasing ability to pay by users and an increasing pool of graduates and craftsmen from which the sector could draw on as well as a naturally expanding private sector.
· This all took time, it is 10 years since the current arrangements were put in place.
· Individual towns struggle to develop the skills and capacity to manage assets and plan expansions to the systems. These are more technically demanding functions than day to day operation.
Ghana
Small towns can successfully manage their own water supply systems, raise willingness and ability of consumers’ to pay for services and achieve high cost recovery for O&M and minor extensions as pertains in Ghana. The success factors in the Ghana case includes:
· Adequate sensitisation of community members on the linkages between water, hygiene, sanitation and health and on their obligations in the delivery of the water supply project.
· Involvement of the community at every stage of the project, including deciding on the technology, management option and tariff setting and collection.
· Early mobilisation of funds towards operation and maintenance
· Capacity building and training of WSDBs and DWSTs
Ghana’s achievement, however, has been made through implementation of one-off stand- alone projects, raising concerns on the ability of the relevant institutions, particularly CWSA and the DAs to sustainably discharge their duties.
2.1.3 Conclusions from the Initial Financial Modelling
· Maintenance costs are significant and add approximately 60% onto day to day operating costs.
· Tariff levels of at least 15,000 Le/HH/month are need to cover a standpost service level if there is some cross subsidy from yard taps and house connections.
· A standpost tariff of 22,500 Le/HH/month is needed to break even on a 100% standpost system.
· Pumping costs are the major expenditure when both day to day operation and maintenance are considered. Anything that can be done to remove pumping or reduce pumping pressures will significantly reduce costs. Staff costs are also significant and lean management is needed to break even.
2.1.4 Willingness and Ability to Pay
· The tentative conclusion is that most households are only willing to pay about Le 10,000/HH/Mth for a standpost supply and about Le 20,000/HH/Mth for a yard tap or house connection supply.
· The tentative conclusion is that most households should be able to afford a tariff of about Le 30,000/HH/Mth.
2.1.5 Most Appropriate Management Options
· Community managed and operated systems should be used in the smallest towns if they use simple technologies.
· For the majority of small town water supplies a town Water Board should be established with responsibility for overseeing the management of the water supply system. Each town should be free to decide whether to set up its own Water Department staffed by town council employees or to contract out the day to day operation to a private contractor.
· SALWACO’s role in operating water supplies in the larger towns should be carefully reviewed and consideration should be given to reducing this role to covering only a handful of the very largest towns.
[bookmark: _Toc374109176]2.2   Recommendations
Eleven recommendations are made which should be seen as fitting within the wider sector developments that are underway. 
1. Use a mix of the four shortlisted models, as appropriate for the following 3 different town sizes and system complexity: 
· community management for very small towns/simple technologies; 
· Town Water Department or Private O&M Contractor for other towns; 
· SALWACO for their 10 towns.
2. Establish a temporary small project leadership unit (PLU) in the Water Directorate to lead and support implementation of small town water supply management systems by Districts, Towns and SALWACO. It is also proposed that none of the implementation or training contained in other recommendations should be started until this unit is established
3. Provide external Technical Assistance (TA) to (a) support Districts and Towns with implementing the initial town management systems and (b) support establishing the PLU. This includes a design review to identify any critical “quick fixes”
4. Design and implement the proposed National Implementation Plan
5. Provide emergency operation in towns with recently completed or rehabilitated water supply systems by extending  current and recent “construction” contracts to cover 12 months of O&M, funded by government but with significant user payments
6. In towns with recently completed or rehabilitated water supply systems, once the above 12 month O&M extensions expire, and if the new arrangements proposed under the National Implementation Plan are not yet in place, set up follow-on 2 year bridging contracts by private contractors, funded by tariffs.
7. MoWR, through the Sector Policy Co-ordination Team (SPCT), improves sector communication, user awareness, and environment for private operators (see below)
8. The MoWR Technical Support Program leads on training and capacity building (see below)
9. SALWACO standardise specification of equipment to streamline the supply chain
10. The WASH Inter-Ministerial Committee (IMC) reviews the number of towns that SALWACO should operate the water systems.
11. A longer term plan is developed for the construction and O&M in the 50+ small towns not covered by the National Implementation Plan



[bookmark: _Toc374109177]3   The Water Sector in Sierra Leone
[bookmark: _Toc355885962][bookmark: _Toc374109178]3.1   National Situation
Sierra Leone emerged from a long period of conflict in 2001 which had resulted in significant disruption, displacement of people and economic collapse. Since then the country has passed through a phase of emergency reconstruction and development and is now looking to catch up and has the opportunity to learn lessons from other countries experience and mistakes and implement best practice.
The country is in a period of significant growth, GDP growth has been estimated to average 7% p.a. over the last 10 years, with a windfall growth spurt last year of up to 34% due to one-off iron mining contracts.
This history has several implications that need to be taken into account in the Small Towns study, including:
· The last census was in 2004, not long after the end of the conflict, and population distribution in the census will have been distorted by internal displacement of population.
· There is a “lost generation” of technical and administrative skills. For over 10 years WASH facilities were poorly maintained and capital investment did not happen and few young professionals were recruited or trained.
· Many of the historical records and data such as water resource data have been lost or have long gaps during the conflict period.
· The private sector is relatively under developed and much of current implementation is by one-off projects (often donor or NGO funded) which distorts unit costs and makes it difficult to make realistic estimates of future costs which will apply when (hopefully) there will be a more thriving and competitive market.The general legal and policy framework for the provision of water supply services is based on the SALWACO Act (2001) under review, the National WASH Policy (2010) and the Government’s decentralisation agenda mandated in the Local Government Act (2004): Collectively, these embody principles of
· Decentralising the planning and implementation of water supply and some sanitation functions to Local Council level at the front line of service delivery
· A pragmatic approach to make best use of the private sector, as appropriate.
· The need to recognise community participation and decision making in the delivery of such services and the need for the services to be financially sustainable through “the user pays” principle.


[bookmark: _Toc355885963][bookmark: _Toc374109179]3.2 The Organisation of the WASH Sector in Sierra Leone
Responsibilities in the WASH sector have evolved over recent years and the National Water and Sanitation Policy (NWSP) in particular has modified earlier roles and responsibilities. 
There are four institutions that are responsible for implementing and operation water supply systems in Sierra Leone.
Guma Valley Water Company (GVWC) has been and still is responsible for water supply and sewerage in Freetown and is a government owned company with a mandate to operate in a fully commercial and self-financing way. Although the NWSP (para. 2.6.3.7) gives GVWC responsibility for just Freetown, there is a view that their mandate now extends to the whole of the Western Area, including the rural part.
Water Directorate, Ministry of Water Resources (MWR), was responsible for implementing water supplies nationally outside of Freetown and outside of the six towns covered by SALWACO’s original mandate. The Local Government Act 2004 transferred this responsibility to the Districts and the NWSP transferred it to SALWACO. The Water Directorate is now supposed to be only concerned with sector policy and monitoring. In reality the Water Directorate has representatives in each district and is leading and coordinating the construction of several new water systems in small towns (e.g. Kambia Water Supply).
Ministry of Water Resources is a recently reformed entity with a newly established Water Directorate in line with the NWSP 2010. This has a policy formulation, sector leadership and M&E mandate. Under the reforms, field level engineers provide policy extension, support to local level WASH coordination, planning and sector investment, and carry out M&E functions. In its previous incarnation as the Ministry of Energy and Water Resources, the Ministry’s Water Supply Division had an implementation mandate through its District Supervisors which conflicted with the Local Councils and utilities. Under the Local Government Act 2004, these District Supervisors should have been devolved along with the functions specified in Schedule III of the LGA together with associated assets. However, devolution of water supply and water-related sanitation functions has been at best partial, and District Supervisors remain present at City and District levels. Their capacity varies widely, with some DSs at Graduate level and some unable to read or write. District Supervisors are still active in the construction of several new water systems in small towns (e.g. Kambia Water Supply)
Sierra Leone Water Company (SALWACO) was originally responsible for constructing and operating water supply systems in six towns:
· Bo
· Kenema
· Koidu
· Makeni
· Kabala
· Lungi
The NWSP gives SALWACO responsibility for implementing and operating all water supplies outside Freetown, which is the responsibility of GVWC. This means that SAWALCO is responsible for all urban and rural water supplies across the country with the exception of the city of Freetown. This contradicts the Local Government Act 2004, which gives the districts responsibility. The sector has therefore agreed that SALWACO should remain responsible for implementation and operation of a selected number of small towns and provide technical advice to the districts for other towns and rural areas. The number of towns to be managed by SALWACO is to be specified in a new “SALWACO Act” and has been reported to be 10, although SALWACO believe that 20 towns are needed to provide a cost effective service. 
Local Councils (City and District) are responsible for all water implementation outside Freetown since the Local Government Act of 2004. WASH committees are supposed to be set up in each district but the current WASH arrangements can be summarised by the following quote from the Kambia district WASH assessment:
“There is no WASH Desk in the council, and there has never been. At the moment, what the council is doing or relying on is the services of the WSD in the MoEWR and the WATSAN Unit of the DHMT in the MoHS. This is because both line ministries are among the five (5) ministries whose functions have been devolved to the Local Council”
Some districts are implementing new water supply systems in small towns under the leadership of the Water Directorate and this is a legacy of the previous MEWR’s Water Supply Division
From the above description it can be seen that the sector has many overlaps and everyone recognises that it suffers from poor coordination across the four organisations with primary responsibility for water supply. In order to improve the situation, the sector has set up the following coordination structure:
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Legislation, cabinet or executive decisions
WASH Inter-Ministerial Committee
WASH IMC



Sector Working Group Budgets
SWGB
Sector Policy Coordination Team
SPCT
Change Management Team
CMT


Budgets
Internal MWR change management
Sector high level coordination of policy and implementation


Day to day coordination of activities
Quarterly Coordination Meetings


Feedback Forums (Local government level)



Although we understand that there is still some debate before final responsibilities are agreed, for the purpose of the Small Towns assignment, we will assume that the future responsibilities will be as follows:
· Water Directorate, MWR: Policy and high level monitoring and evaluation.
· GVWC. Freetown and therefore limited relevance to small towns
· SALWACO: responsible for implementing and managing water supplies in approximately 10 of the larger towns outside Freetown and for providing technical advice to the districts for other small towns
· District Councils responsible for implementing and managing water supplies in rural areas and all other towns.










[bookmark: _Toc374109180][bookmark: _Toc355885964]3.3   Sector Funding, NGOs and Donors.
Funding to the WASH sector is limited and consists of:
· NGO implementation for small scale projects and for special studies such as the UNICEF funded study of hand pump spare parts supply chain
· AfDB funding for the Three Towns project covering Bo, Kenema and Makeni
· DfID funding of the WASH Support Facility and associated enabling projects such as this assignment

[bookmark: _Toc374109181]3.4   WASH Implementation
(a) Existing Coverage. 
There are conflicting reports of existing coverage. Table 1 shows the coverage as measured by the Joint Monitoring Programme (JMP) in 2008 and as measured by the Multiple Indicator Cluster Survey (MICS) of 2010.
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	Urban
	Rural
	Total

	Water Supply
	86%/76%
	26%/48%
	49%/57%

	Sanitation
	24%/58%
	6%/32%
	13%/40%


The most likely reason for the significant difference is in the definition of improved, accessible and safe water supplies used in the two estimates. 
The national targets for water supply are to achieve 100% coverage by 2025 and to achieve the MDG target of 74% by 2015.
(b) National Water & Sanitation Policy. 
WASH implementation has been relatively piecemeal in recent years and the NWSP of July 2010 is the first step on the road to a more coordinated and planned implementation programme. The policy provides the following definitions and service levels:
· Rural means communities of 150 – 5000 people and the planned service level is to provide 20 l/c/d of water within 250m of users, sources are to have 250-500 users per water point. Note that the NWSP estimated rural water supply coverage at 32%, somewhere between the JMP and the MICS estimates shown in Table 1.
· Peri-urban water supply includes small towns and peons communities of 5000 to 20,000 people which have a fair measure of social infrastructure and some economic activity. The planned service level is 60 l/c/d and the system would include some house connections as well as stand posts.
· Urban means communities with more than 20,000 people
The NWSP then describes targets and high level approaches for rural and urban situations and it has been confirmed that peri-urban and therefore small towns is covered in the rural part of the policy.
The NWSP makes the following policy statements that will have an impact on small town water supplies:
· Community participation and appropriate technologies will be used
· It is intended “... to gradually increase communities’ obligations for paying for Operation & Maintenance (O&M) costs.”
· A new Water Law will be enacted
· MWR will, through its new Water Directorate, be responsible for high level policy
· SALWACO. “With immediate and long term water supply objectives, SALWACO should be strengthened both in human as well as financial resources and subjected to operational reforms including instituting managerial accountability through a performance contract and be required to perform its current responsibilities under its Act and those which were devolved to the Local Councils through the Local Government Act, 2004, i.e. urban (except Freetown) and rural water supply services. This will entail reviewing of the Local Government (Assumption of Functions) Regulations, of the Local Government Act, 2004”
· District Water and Sanitation (WATSAN) Committees will be established by statue as will village/community water and sanitation committees.
· The policy is to increase the role of the private sector
The sections of the policy outlining the strategic plan specify the following minimum service levels:
· Rural communities 15 l/c/d
· Small towns 25 l/c/d
· Urban 35 l/c/d
The main NWSP document is complemented by The National WASH Implementation Strategy, also dated July 2010 which lists strategies and actions needed to implement the policy.
(c) Rural Water Supply Strategy Document. 
This document is reported to have been in draft form for some time and is not yet agreed or approved. The main points that are relevant to the future small towns’ water supply situation are:
· There should be a WASH Coordination Committee in each district
· For new small town water supplies, users should contribute 2.5% of the capital cost of the scheme
· Users should cover all O&M costs of small town water supply systems.
(d) Current Implementation. 
The main implementation in the sector and their relevance to small town water supplies is:
WASH Support Programme. Funded by DfID and delivered by Adam Smith International (ASI) in partnership with Action Aid Sierra Leone (AASL) and Tripleline Consulting. This programme provides a wide range of technical assistance (TA) support to the sector, in particular MWR, and a grant facility for studies and Research and Development. This programme provides the funding and the overall environment for the Small Towns Assignment.
GVWC 100 Day Transformation Plan. A GVWC implemented programme with support funding from DfID and support input from ASI and 2ML Consulting Limited. This programme provides valuable insights and lessons on the management of larger scale town water supplies in Sierra Leone.
Three Towns Water Supply Project. An AfDB funded project delivered by SALWACO and covering the three main towns of Bo, Kenema and Makeni. The total budget (excluding any GoSL contribution) is Units of Account (UA) 27.3m which is United States Dollars (USD) 41.4m at current exchange rate (1.515 USD/UA). The AfDB funding was approved in November 2010 and the completion date is December 2015. The project is designed to provide safe water to 360,000 people and construct 180 institutional sanitation facilities. The five project components are:
· Institutional capacity building, including staff training and setting up community based management structures
· Rehabilitation and expansion of water supply and wastewater disposal systems
· Construction of sanitation facilities at institutions
· Sanitation and hygiene education
· Cross cutting issues related to poverty, gender and the environment.
Rural Water Supply and Sanitation Project. This is a proposed project that the AfDB will soon be submitting for board approval. It will cover 5 districts and is designed to serve 375,000 people and will include significant capacity building which includes training 30 sector professionals and setting up community based management systems. The relevance of this project to the small towns assignment are the capacity building elements and the potential community management systems that could be transferrable to the smaller towns
Reconstruction of Small Towns Water Supplies. This covers a series of individual projects split into two groups: those managed by SALWACO and those delivered directly by the local councils with overall leadership from the Water Directorate. These projects are discussed in more detail in the next section of the report.
[bookmark: _Toc355885965]

[bookmark: _Toc374109182]4   Small Towns Water Supply in Sierra Leone
[bookmark: _Toc374109183]4.1   Extent and History of Small Towns Water Supply
Data on small town populations are extremely limited. The last national census was in 2004, not long after the end of the civil conflict in 2001. It is widely assumed that in 2004 the population was still rather fluid and that many people who had been displaced by the conflict to refugee camps or to Freetown had not returned to their original locations. This makes population projects difficult. The small towns’ water supply study included an in-depth survey of the water supply situation in 6 sample towns and included current reported populations in each of the 6 survey towns. The 2013 survey populations have been compared to the Census populations in those towns to get a feel for population growth rates in small towns.
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	Town
	2004 Pop
	2013 
Survey pop
	Growth
Factor
	Annual Growth
	Region

	Dambala
	2,415
	2,300
	0.952
	-0.5%
	South

	Kailahun
	13,108
	47,000
	3.586
	15.3%
	East

	Kambia
	11,842
	21,000
	1.773
	6.5%
	North

	Koidu
	82,899
	70,000
	0.844
	-1.9%
	East

	Mambolo
	5,003
	12,000
	2.399
	10.3%
	North

	Pujehun
	7,571
	12,000
	1.585
	5.5%
	South

	Total
	4962
	2477
	1.338
	3.3%
	n/a


Table 2 suggests that population growth in the small towns is extremely variable and there is no obvious geographic trend by Region. It is also important to note that the reported populations from the survey may have been “adjusted” by respondents, either to match the perceived supply area of the water supply system or for other political motives. Despite these caveats, the total growth of 3.3% pa seems reasonable for the purposes of getting an overview of the number of small towns across the country and their relative size. We have used this growth rate to estimate a “Nominal 2013 Population”. These nominal populations are purely for overview purposes and cannot be used for planning or design in specific towns.
Using a cut off of towns over 2000 people in 2004, this gives the following breakdown of all towns in Sierra Leone.
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	Population Band
	Nr of Towns
	Remarks

	>1 million
	1
	Freetown

	200,000 – 1m
	1
	Bo at just over 200,000

	100,000 – 200,000
	3
	Kenema, Koidu, Makeni

	50,000 – 100,000
	0
	

	20,000 – 50,000
	8
	

	10,000 – 20,000
	14
	

	5000 – 10,000
	32
	

	2500 – 5000
	65
	


In the 1970s and 1980s the French company Degremont installed water supply systems in a total of approximately 42 towns across the country. These are reported to be standard designs using pulsating clarifiers and pressure filters to treat surface water. The systems used asbestos cement pipes for trunk mains and distribution. Asbestos cement pipes are now no longer acceptable because of the health risks associated with asbestos. The systems were in three standard sizes: 50, 100 and 150 cu m/hour. Assuming a standpost service level of 20 l/c/d and 10 hours a day pumping, the maximum populations that could be served by these systems are 25,000, 50,000 and 75,000 respectively but it is likely that given the higher per capita consumptions used in designs in the 1970s and 1980s that the systems were designed to serve much smaller populations than these and the distribution systems will be accordingly more limited in extent. The 42 towns ranged from Koidu, a large town with 83,000 people in 2004 to eight towns that had populations below 2000 in 2004. 
The systems were managed by the Water Supply Division (WSD) of the Ministry of Energy and Water Resources (MEWR) and by 1990 (before the outbreak of the conflict) the systems fell into disrepair and it is reported that few if any are still operating. The main reasons given for the rapid decline of the systems was inadequate funding to operate and maintain them, with restricted pumping hours due to fuel costs and ultimately the breakdown of pumps which could not be repaired due to lack of funds. 
In 2010 Sataa Consultants carried out a survey of all of these systems and documented the condition of the systems which was extremely dilapidated.
[bookmark: _Toc374109184]4.2   Current & Proposed Projects
Recently various donors have implemented replacement projects in selected towns, reportedly directly with the district authorities but with some leadership from the Water Directorate. SALWACO has also instigated a programme of reconstruction in some towns. Table 4 shows the list that SALWACO prepared of current and planned projects for the mini retreat on 1st March 2013 as well as information from other sources on non SALWACO projects.
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	Town
	Implementer
	Funding
	Cost
(USD 1000)
	Nominal 2013 Pop.1)
	Unit Cost
(USD/head)
	Status/ 
% Complete2)

	Project Substantially Completed or Under Construction

	Mile 91/Yonibana
	SALWACO
	GoSL
	2,456
	21,000
	117
	95%

	Pujehn
	SALWACO
	GoSL
	1,605
	10,000
	160
	65%

	Lunsar
	SALWACO
	GoSL
	1,602
	22,000
	73
	90% 

	Kabala
	SALWACO
	BAEDE/IDB
	17,000
	19,000
	895
	40%3)

	Lungi
	SALWACO
	India
	7,000
	6,000
	1167
	95%

	Kailahun
	SALWACO
	India
	7,600
	18,000
	422
	95%

	Port Loko
	District
	GoSL/WB
	1,581
	29,000
	54
	Completed

	Kambia
	District
	JICA
	n/a
	16,000
	n/a
	Completed

	Rokupr
	District
	JICA
	n/a
	12,000
	n/a
	Operating

	Planned Projects

	Bonthe City
	SALWACO
	n/a
	2,500
	13,000
	192
	Feasibility Study

	Matru
	SALWACO
	n/a
	3,000
	10,000
	300
	Proposed

	Segbwema
	SALWACO
	n/a
	2,500
	11,000
	227
	Proposed

	Boajibu
	SALWACO
	n/a
	3,000
	7,000
	429
	Proposed

	Magburaka
	District
	JICA
	n/a
	22,000
	n/a
	?

	Moyamba
	District
	?
	n/a
	15,000
	n/a
	?


1) No design populations are available for most of the towns, these figs are the Nominal 2013 populations described above. It may be that some of these projects serve a wider area than the town, thereby increasing the population served.
2) At the mini retreat on 1st March 2013 many of these percentage completions were challenged. However they do give an approximate picture of the status of the systems.
3) This is for the distribution only, the procurement process for the water production and treatment works is 50% complete
The extreme range of unit costs may be a result of the design populations being significantly different from the nominal 2013 populations assumed above. For example the Lungi unit cost may be distorted by the cost of serving the international airport. However, the large range is also likely to reflect differences in design standards and potentially weaknesses in the procurement process. To give a comparison and benchmark, the recent Sector Investment Programme (SIP) project in Liberia estimated the average cost for small town water supplies at 328 USD/head for the 2017 design population. This average covers 23 towns and ranges from a low of 158 USD/head to a high of 666 USD/head.
From discussions it appears that the district implemented schemes have been designed in line with the guidance from the individual funding agencies and from the Water Directorate (Kambia, for example, uses slow sand filter treatment and stand posts with some yard taps and some house connections). The SALWACO schemes seem to have been designed on a strict like-for-like replacement of the original Degremont systems including the design capacity of the system and the choice of treatment technologies and this has implications for operating costs and O&M complexity. The implementation of the new schemes has not considered the future management or O&M of the systems.
[bookmark: _Toc374109185]4.3   Project Surveys and Site Visits
4.3.1   Introduction
Two surveys were carried out as part of this assignment:
· An initial high level national survey to get a broad understanding of the water supply situation across the country. This survey was done by visiting each district and meeting with district staff to get their data on the water supply position.
· A more detailed survey in 6 towns, where visits were made to the town to see piped water systems in operation and to find out more about operating problems, running costs and the general challenges faced in running the systems.
4.3.2   National Survey
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	Western Rural
	Port-Loko
	Kambia
	Bombali
	Tonkolili
	Koinadugu
	Kono
	Kenema
	Kailahun
	Bo
	Pujehun
	Bonthe
	Moyamba

	Personnel
	
	
	
	
	
	
	
	
	
	
	
	
	

	Engineers
	
	1
	1
	1
	0
	2
	0
	2
	0
	2
	2
	0
	2

	Administrators
	0
	10
	0
	1
	0
	0
	2
	1
	0
	1
	0
	0
	5

	Technicians
	0
	5
	0
	4
	0
	0
	10
	9
	0
	5
	0
	0
	3

	Other
	0
	0
	0
	2
	0
	0
	0
	2
	0
	0
	0
	0
	0

	Logistics
	
	
	
	
	
	
	
	
	
	
	
	
	

	Office
	0
	2
	0
	1
	0
	0
	1
	1
	0
	1
	1
	0
	1

	Computer
	0
	1
	0
	3
	0
	0
	2
	2
	0
	2
	0
	0
	0

	Printer
	0
	1
	0
	1
	0
	0
	2
	1
	0
	1
	0
	0
	0

	Vehicle
	0
	6
	0
	3
	0
	1
	0
	3
	0
	1
	1
	0
	0

	Motorbike
	0
	1
	0
	4
	0
	0
	3
	2
	0
	1
	0
	0
	1
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	W/R
	Port-Loko
	Kambia
	Bombali
	Tonkolili
	Koinadugu
	Kono
	Kenema
	Kailahun
	Bo
	Pujehun
	Bonthe
	Moyamba

	Personnel
	
	
	
	
	
	
	
	
	
	
	
	
	

	Engineers
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0

	Administrators
	0
	2
	2
	0
	2
	2
	0
	2
	0
	1
	3
	2
	2

	Technicians
	0
	0
	2
	2
	3
	2
	0
	8
	2
	1
	4
	0
	4

	Other (specify)
	0
	0
	0
	0
	0
	0
	0
	0
	1
	0
	0
	0
	0

	Logistics
	
	
	
	
	
	
	
	
	
	
	
	
	

	Office
	0
	1
	1
	1
	1
	1
	0
	1
	3
	0
	1
	1
	2

	Computer
	0
	1
	2
	1
	1
	2
	0
	1
	1
	2
	2
	1
	1

	Printer
	0
	1
	1
	1
	1
	1
	0
	1
	0
	1
	1
	1
	1

	Vehicle
	0
	0
	1
	0
	0
	0
	0
	0
	1
	1
	0
	0
	0

	Motorbike
	0
	1
	1
	2
	1
	2
	0
	0
	1
	2
	5
	1
	1
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4.3.3   Six Towns Survey
a) Selection of the Towns
The main criterion for the selection of the pilot towns was that they should have an operating piped water supply system or be close to commissioning, since the main focus of the study was to understand the current challenges of managing existing piped systems. Very few towns with operating systems were identified in the initial national survey.
The choice of the towns was informed by comments received unofficially from some institutional heads, which required that regional balance be considered. In this vein, two towns were chosen from each of the Northern, Southern and Eastern provinces. The Western region was left out because of plans to get GVWC to be responsible for water supply in the whole of that region. The choice was also based on the scope of towns indicated in the terms of reference which comprises the following categories:
Category 1:	District headquarter town where water supply system is recently or soon to be coming online
Category 2:	Chiefdom headquarter town with decentralised piped water supply systems
Category 3:	Existing SALWACO area of operation outside 3 towns project sites 

b) Water Supply and Management Systems in Each Town
[bookmark: _Toc364596990][bookmark: _Toc364602722][bookmark: _Toc364602757][bookmark: _Toc364653593][bookmark: _Toc364653629][bookmark: _Toc374109249]Table 7: Status of Piped Water Supply Systems in the Towns
	Town/
Pop1
	Due2
	Client
	m3/d
	Design Pop
	Tech3
	Status
	Operating Situation

	Dambala
2300
	2012
	District
	50
	1800
	Spring Gravity
	Completed
	Not clear who to hand over to

	Kailahun
47,000
	2013
	Water Directorate
	607
	36,000
	Deg’mt
	Completed
	Not handed over due to poor quality construction

	Kambia
21,000
	2012
	District/ SALWACO
	1200
	30,000
	SSF
	Operational
	Not operating during survey. Payment problems

	Koidu
70,000
	n/a
	n/a
	n/a
	50,000
	RGSF
	Broken down
	Not operating

	Mambolo
12,000
	2013
	District
	n/a
	15,000
	B’hole
	Construction halted
	Not operating

	Pujehun
12,000
	2012
	SALWACO
	n/a
	[30,000]
	Deg’mt
	Construction
	Not operating


1Estimated current population
2Year the scheme was due to be completed and handed over
3Technology: 	Degremont is high tech, pressure sand filters (usually with pulsating clarifiers) that requires 
chlorination
		SSF – slow sand filters, a low tech process that provides some bacterial treatment without 
the need for chemicals
RGSF – rapid gravity sand filter, medium tech process that requires chlorination
The key point to come out of the table above is than none of the survey towns have operating water supply systems and this reflects (a) the difficulties that are being experienced in completing rehabilitation and handover of systems and (b) the weaknesses in generally reported data and the difference that is discovered on physically visiting facilities for the reported situation.
The main lessons from the systems relate to implantation of construction and handover, in particular:
1. Construction supervision is weak and construction quality can be a problem
2. Contracts are let without the client having enough money to complete the work. It is not clear whether this is due to contracts being let without the client having a secure budget in place to cover the contract sum, or whether it is caused by additional costs during construction which push the total sum over the budget.
3. Rehabilitation work is started (and in fact completed) without agreement being reached on who will operate the system when it is commissioned 
The Kambia system had been completed to a reasonable quality, handed over to the Town Water Board and started successful operation. It then ran into problems with users and this is discussed in more detail, below.   
The survey investigated the planned or actual management systems in each town, with the following results.
[bookmark: _Toc364596991][bookmark: _Toc364602723][bookmark: _Toc364602758][bookmark: _Toc364653594][bookmark: _Toc364653630][bookmark: _Toc374109250]Table 8: Management Systems for the New Piped Water Supplies
	Town
	Actual or Planned
	Operator
	Oversight
	Staffing
	Tariff System
	Standpost Tariff

	Dambala
	Planned
	Community 
	District Council
	Hired by Comm. Board
	Not decided
	n/a

	Kailahun
	Planned
	Town Water Board
	District Council
	n/a
	n/a
	n/a

	Kambia
	Actual
	Town Water Board
	District Council
	Hired by Water Board
	Le/HH/ month
	15,000

	Koidu
	No plans
	n/a
	n/a
	n/a
	n/a
	n/a

	Mambolo
	Planned
	Community
	District Council
	n/a
	n/a
	n/a

	Pujehun
	Planned
	Community
	District Council
	n/a
	n/a
	n/a


The key points from Table 9 are:
· The general lack of plans for operating the systems
· Dambala has plans to use community management but is unable to decide who the completed system should be handed over to.
· Mambolo and Pujehun plan to use community management, despite the relatively large size of the systems
c) Willingness to Pay
The survey asked people how much they would be willing to pay for different service levels: stand posts with varying distances from the stand post, yard taps and house connections. The questions were put as cost per 5 litre container but have been translated into a cost per household per month, which is the normal tariff used on piped systems
[bookmark: _Toc364596914][bookmark: _Toc364602759][bookmark: _Toc364602969][bookmark: _Toc364653595][bookmark: _Toc364653631][bookmark: _Toc374109270]Figure 6: Willingness to Pay – Standposts
Le/Container					Le/HH/Mth

Figure 6 shows the clear misalignment between the Le/container and Le/HH/Mth figures. We know (eg. from the Kambia experience) that households are unlikely to be willing to pay more than 15,000 to 20,000 a month for a standpost service. There are two possible reasons for this misalignment:
· Respondents have not considered the implications of paying a certain amount per container if this is aggregated up over a month
· Respondents have assumed that they will only buy piped water in containers for drinking and are assuming that a single container will serve the whole family for a day, rather than all the family needs which would require 4 containers per person per day.
[bookmark: _Toc364596915][bookmark: _Toc364602760][bookmark: _Toc364602970][bookmark: _Toc364653596][bookmark: _Toc364653632][bookmark: _Toc374109271]Figure 7: Willingness to Pay – Yard Taps and House Connections
Yard Tap (Le/HH/Mth)				House Connection (Le/HH/Mth)

The conclusions form the above figures are:
1. Willingness to pay is complex with different households being prepared to pay significantly different amounts and service level is also an important parameter. It is therefore to put a single figure on willingness to pay – the figure needs to be low enough cover the majority of households and to be for a stated service level. 
2. Perceptions of the cost per container are vastly different compared to cost per household per month. 
3. If a continuous supply is provided, the following tariffs would ensure that a significant majority of users would be willing to pay for the water:
· 5000 Le/HH/Mth for Yard Taps
· 20,000 Le/HH/Mth for a house connection
d) Performance & Issues in Each of the Survey Towns
Dambala. Chiefdom: Selenga, District: Bo, Region: South
· The Dambala water system uses a chlorinated spring fed gravity supply and was completed in 2012. The estimated population for which the system was constructed is 1800 and the current population is 2300. Average daily water consumption per household is 206 litres.
· The water system is in good working condition and has all the necessary accessories to supply water to the community. It is however not being operated as a result of the confusion between the community and the district council as to who should manage the system.
· The community members are willing to pay tariffs in addition to making a community farm whose proceeds will be channelled into the management of the water system when the water system is formally handed over to them.
· Currently the community depends on boreholes, unprotected water wells and rainwater during the rainy season. 
Kailahun. Chiefdom: Luawa, District: Kailahun, Region: East
· The Kailahun water system uses Degremont treatment, was completed in April 2013. The estimated population for which the system was constructed is 35,870 and the current population is 47,317. Average daily water consumption per household is 172 litres. 
· The water system is currently not in use because it has been poorly constructed. However, it has been run two times and has been able to supply water to those sections of the town where public stand pipes have been fitted. Residents reported that only one out of the two wards of the town had running water on the two occasions that the water system has been opened; they observe that the situation is unfair. However, the reason could probably be because fitting of the taps has not been completed.
· Currently the community depends on boreholes and protected water wells for its water supply. 
Kambia. Chiefdom: Magbema, District: Kambia, Region: North
· The Kambia water system uses slow sand filter treatment, was completed in December 2012. The estimated population for which the system was constructed is 30,000 and the current population is 21,000. Average daily water consumption per household is 244 litres. 
· The Kambia water system has been shut down since 14th May, 2013 due to the inability of the managers to pay for fuel as a result of consumers’ unwillingness to pay for the water they consume.
· 27th of May 2013, the head of the water board in Kambia handed in his resignation letter.
Reasons assigned by consumers for their unwillingness to pay for water
· The water rate of Le 15,000 per month is too high. Some respondents did not understand why neighbouring Rokupr paid Le5000 per month per household whereas they had to pay Le15,000.
· Unfairness of the flat rate where larger households paid the same rate as smaller households.
· The lack of disparity in payment between domestic and commercial consumers
Koidu. Chiefdom: Tankoro and Gbense, District: Kono, Region: East
·  The Koidu water system uses Degremont treatment; it is currently not in good working condition. The estimated population for which the system was constructed was 50,000 and the current population is 70,000. Average daily water consumption per household is 247 litres. 
· The only water system in Koidu town is the one constructed by Koidu Holdings and managed by them for the resettled communities. It is only accessible to the resettled communities.
· The people of Koidu town depend mainly on boreholes and protected wells for their water supply.
Mambolo. Chiefdom: Mambolo, District: Kambia, Region: North
· The water facility in Mambolo is still under construction but according to the residents work has come to a standstill since the beginning of the year. The Korean company in charge of construction and their workers have left the town; residents believe they left because there is no money to continue the work. When completed, the water system will serve a total population of 15,000; the current population of Mambolo is 12,000. The average daily household consumption of water in the town is 187 litres.
Progress of work
· The borehole has been drilled but has not been fitted with any pump
· The platform on which the reservoir should be placed has been constructed but the reservoir itself is not available.
· The pipes for connecting the water have been procured
· A number of public stand pipes have been erected in the town.
· Currently, the people of Mambolo depend mainly on boreholes and protected wells for their water supply.
Pujehun. Chiefdom: Kpanga Kabonde, District: Pujehun, Region: South
·  The Pujehun water system uses Degremont treatment. Even though  a substantial amount of work has been done, work has come to a standstill. The estimated population for which the system was constructed is not known and the current population is 12,000.  Average daily water consumption per household is 172 litres. 
 Progress of work
· The whole Degremont system is in place.
·  The main pipe from the reservoir to the overhead tank has been fixed 
· Some public outlets have been erected.
· Currently, the people of Pujehun depend mainly on boreholes and protected wells for their water needs.
4.3.4 The Kambia Experience
The recent experience of the new Kambia water supply system provides valuable lessons on the potential problems of operating new water supply systems and has been presented here in more detail as a case study.
Background
· JICA & MWR handed over the Kambia Rural Water Supply System to Kambia Water Supply and Sanitation Board through the Kambia District Council in February 2013.
· Kambia District Council prepared and approved Bye-Laws for Board members.
· Kambia District Council Appoint & Approved Board Members(KWSSB)
What Happened Next
· The board comprises of 14 members. 
· The KWSSB is inclusive of Paramount Chief, Chief Administrator, District Supervisor, Rural Water Supply Services, District Medical Officer etc.
· The KWSSB recruits administrative, technical staff and Water rate collectors.
· The JICA expert and KWSSB calculate the operation and running cost of the facility which sum up to Le 25,000,000 per month.
· A total of  2,334 house were identified in the house survey of the Kambia township
· On basis of the operation and running cost calculated and number of houses for Kambia township, a user fees of Le 15,000 per month was set as minimum rate to meet the operation and running cost
· The KWSSB entered into a contract for the supply of fuel on credit basis without the initial running capital from GoSL
· Kambia District Council provided the sum of Le 40,000,000 as part of GoSL contribution for the initial running capital.
· There was four months’ supply of water and  the monthly collections were: Le 18m, 13m, 3m and 0m respectively from February to May 2013
Issues from the Community
· There was an understanding by the public that , JICA & GoSL will provide water for a period of 3months  free 
· The community was not involved in setting the user fees as Le 15,000 per month per house and users feel that the Le 15,000 fee is very high. The fee is also seen as unfair as households are not all of the same size/number of occupants.
· The KWSSB was also ineffective
· The water rate collectors were also ineffective
· The wages of staff recruited by the  KWSSB were very high
· Mismanagement of fuel at water treatment plant.
· The Youths called for resignation of the KWSSB Chairman.
· The house survey was poorly conducted, as there were so many discrepancies in it e.g. empty building sand non-residential buildings were categorised as houses.
· Some other parts of Kambia township were not getting  continuous water supply
Steps taken
· Youths, Civil Society and District Security Committee raised concern on the collapse of the water system for period of 3 weeks.
· The KWSSB  Chairman was invited to DiSeC to explain better
· Council called stakeholders meeting on the way forward
· Council also called community meeting from the results of the stakeholders meeting with the presence of JICA rep., MWR representatives, SALWACO etc.
· The KWSSB was dissolved in the very meeting
· An Audit Committee was appointed with 8 members
· The Audit Committee is now providing fuel to the water plant for intermittent supply of water i.e. day in, day out. 
· The findings of the Auditing Committee will as basis for management options.
· The chlorination of the existing protected water point as alternative to township water supply.
· The community has also started raising concerns about the Audit Committee
· As at now the 25th June 2013, the Paramount Chief is holding meeting with town resident seek the way forward in terms of tariffs 
The Tasks of the Water Supply Auditing Committee
· To restart the Operation and Management (O&M) of the Kambia Town Water Supply System.
· To collect prepaid water bills from house to house (Le 15,000 per house) for the month of June, 2013 and bring to book those who fail to pay.
· To put on record all the houses that are mandatory to pay user fees and come up with a correct total number of houses that are expected to pay in the  entire township
· To establish the fact as to whether the house to house registration done by the former Board was correct as some of the registered houses were said to be empty. 
4.3.4   Site Visits
Bo Water Supply
In view of the lack of operational water supplies in the six towns used in the detailed survey, a visit was made to Bo water supply. Although Bo is not a small town it is the one town that has been consistently reported to have a functioning water system and it was considered important to visit an operational system.
· Water supply only operates July – Dec when grid electricity is available as the generator is too expensive to operate continuously
· System originally had 230 yard tap and house connections (no public standposts), now reduced to about 50 connections due to major damage to distribution network by road contractor. Estimated to supply a max. of 2000 people (about 1% of the total town population).
· Water production estimated at 900 cu m/day and consumption at 60 cu m/day, i.e. over 90% leakage (due to damaged pipes).
· System makes heavy financial losses since staffing and pumping costs are appropriate for a much larger system/users than are served in practice.
· Spares and finance are all managed centrally from head office.
· Users reluctant to pay because of poor service but are thought to be able and willing to pay the Le 25,000 a month household charge for yard taps.
The result of the visit is that even Bo, the second largest town in the country, does not have a piped water supply system that serves a significant part of the town.
Mile 91/Yonibani and Port Loko
Two further visits were made to Mile 91 and Port Loko, each of which was reported to have recently completed rehabilitated water supply systems that were ready for handing over to the operator
Mile 91/Yonibani
· New SALWACO system constructed by LatCo April-Nov 2012
· Construction was slow due to payment delays. 
· The rehabilitated system was test pumped 6 months ago with no charge to users. No community sensitisation
· Minor work needed to complete the scheme is waiting for SALWACO to make outstanding payments to the contractor
Port Loko
· Constructed by C&S Building April 2012 – April 2013 for the District Council
· The rehabilitated system is a Degremont like-for-like replacement. No community sensitisation done.
· Ready to hand over once District Council is ready to take over
· District Council has hired 16 staff but lack training, drawings or manuals
· C&S offered to operate under an O&M contract


[bookmark: _Toc374109186]5   Institutional Assessment
[bookmark: _Toc374109187]5.1   MLGRD, Districts and Towns
The District Councils have the main responsibility for water supplies in small towns (see Chapter 2) through the decentralisation process. Ministry of Local Government and Rural Develop (MLGRD) being the parent ministry for the District (and City) Councils.
5.1.2   Decentralisation. 
Decentralisation was supposed to be implemented between 2004 (when the Local Government  Act was passed) and 2008. However the process has been slow, with many line ministries reluctant to give up their role in the various sectors and so far only about 50 of the 80 functions have been decentralised. There is now renewed political momentum to decentralise the remaining functions (including WASH). The Direct Services Delivery Programme (DSDP) is the key vehicle for decentralisation and operates though the Decentralisation Secretariat (DecSec). 
The decentralisation process has three strands:
· Administration
· Finance
· HR
Finance is the most straightforward to decentralise (ignoring the underlying problem of weak finances) but administration and HR have proved problematic. A team of EU consultants is looking at support to decentralisation, working with the HR Management Office in MLGRD. The DecSec is in the process of being reabsorbed/ integrated into MLGRD rather than operating as a separate unit. 
Decentralisation of water will entail full devolution of the former MoEWR’s implementation functions, together with associated finances and assets, to Councils along with the District Supervisors from the former Water Supply Division that formed the pre-reform ‘technical’ wing of the MoEWR. Under the NWSP 2010, the WSD will be absorbed into the WD, Local Councils, utilities and new regulatory agencies of the WASH sector. This has not happened yet.
With the establishment of the Water Directorate, and the MWR’s elevated mandate for sector leadership and policy formulation, decentralisation is now in hand and the management options should assume that progress will be made on this over the next year or so.
5.1.3   District Organisation. 
There are 19 local council areas: 5 cities, 1 municipality (Freetown), 13 districts. Each district is managed by the District Council which has a core staff of about 10 people led by the Chief Administrator and including a Deputy Chief Administrator, Finance, HR etc. Local councils have received a lot of capacity building including funding for training as well as new offices and facilities so being employed there is quite attractive compared to central government.
Note that most towns do not have a town or municipal council and management is done at district level by the District Council. The exceptions to this are the following larger towns:
· Bo			: City Council
· Kenema		: City Council
· Makeni		: City Council
· Koidu		: City Council
· Bonthe Island	: Urban Council
Most districts have not yet set up a dedicated WASH desk but the WASH Support Technical Assistance has provided temporary district WASH advisers in the following 7 districts selected by the MWR (MEWR) during the programme inception:
· Kambia (N)
· Koinadugu (N)
· Tonkolili (N)
· Moyamba (S)
· Bonthe (S)
· Kenema (E)
· Kailhune (E)
In addition to the staff from the District Council, both the Water Directorate and SALWACO have staff in some districts which has tended to result in poor co-ordination and planning of WASH activities between the different parties.
The conclusions are that the general capacity at district level is relatively strong (relative to the context of Sierra Leone) but that capacity to co-ordinate WASH activities still needs to be developed.
[bookmark: _Toc374109188]5.2   MoWR and the Water Directorate
The Ministry of Water Resources (MoWR) was established in December 2012, when the previous Ministry of Energy and Water Resources was split into two ministries. The new MoWR is in the process of restructuring itself to suit its new mandate of providing sector leadership, policy and audit. The new Water Directorate is the unit within MoWR that is responsible for water supplies and the two relevant departments within the Water Directorate are Urban Water Supply and Rural Water Supply. Small towns falls within the rural sub-sector and it is anticipated that the Urban department will deal with the larger towns of over 20,000 population and the Rural department will deal with towns under 20,000.
When SALWACO was established in 2001 (see below) most of the technical staff in the previous water unit (the Water Services Division) were transferred to SALWACO, leaving very little technical expertise available for the new Water Directorate. The Water Directorate is currently finalising recruitment of new staff, including the head of the Rural Water Dept, and it is expected that the Water Directorate will be 60% staffed once this round of recruitment is completed. The Rural Water Dept will appoint one engineer per district to support Councils in co-ordinating water supply implementation, water security activities, WASH Planning and Investments, and M&E within the district in terms of prioritisation and compliance with policy.
The conclusion is that the Water Directorate is currently very weak, with minimal staff but this will improve over the next few months at the newly appointed staff take up their posts. These new staff are, however, very inexperienced and the directorate is likely to remain relatively weak for the next year or so.
[bookmark: _Toc374109189]5.3   SALWACO
5.3.1   Current Situation
SALWACO (The Sierra Leone Water Company) was established in 2001 with the responsibility to provide water supply to six towns:
· Bo
· Kenema
· Koidu
· Makeni
· Kabala
· Lungi
(a) Organisation and Staffing
The current structure of SALWACO is shown below
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Points to note are:
· The two main functions of implementing new capital projects and operating existing systems are done through the Project Coordinators and the Regional Engineer respectively.
· The AfDB funded Three Towns project is a major project with significant staff and resources
· The Project Coordinators and Regional Engineer currently report directly to the acting DG
· The Station Managers do not directly manage the station staff, as these staff report to the Regional Engineer
· The operating staff are split between plant (water intakes and treatment) and distribution rather than being organised by town system
· The above organisation does not match the organisation found on the ground (e.g. in Bo) where the station manager manages the system and the staff report to him.
SALWACO have a Personnel Plan which shows the following breakdown of staff.
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	Level
	Total 
	In Post1
	Vacant

	Senior Management
	12
	4
	8

	Middle Management
	22
	1
	21

	Junior Management
	64
	3
	61

	Technicians
	221
	0
	221

	Admin. Assistants
	187
	0
	187

	Total
	506
	8
	498


1 These numbers are clearly incorrect and it seems that the “In Post” column on the spreadsheet has not been completed
It is not completely clear if this is the current staffing plan for the current structure or a plan for the future structure. The job titles appear to fit the current structure.
The above numbers do not seem to include Project Coordinators and the their teams who are responsible for implementing new water supply systems
The Personnel Plan also includes worksheets for each station that SALWACO operates and this gives the following breakdown of staff numbers.
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	Town/Station
	Total 
	Population1

	Bo
	32
	201,000

	Kenema
	29
	172,000

	Makeni
	25
	 108,000

	Lungi
	19
	   6,000

	Kabala
	4
	 19,000

	Head Office
	45
	     n/a

	Total
	109
	506,000


1 Consultants estimated Nominal 2013 population
This information seems more robust as there are names against each position, it does appear, however, to be out of date as some of the names to do tally with staff met on the site visits.
(b) Effectiveness
The current organisation struggles to provide an effective service and suffers from:
i) Poor Service to Customers. Lack of spare parts to maintain operation of the systems (see the Bo case study in Chapter 2) compounded by damage to pipes by road contractors. 
ii) High Running Costs and Low Income. The systems are extremely expensive to operate because of the very high leakage and because the systems are now much larger than the current number of customers warrants. This means that a huge amount of pumping costs are wasted.  Income is low because customers are unwilling to pay for the poor service they receive and because the number of paying customers is much smaller than the size of the system that needs to be operated.
iii) Overstaffing. The number of customers that this organisation is designed to serve is not known. In reality there are 3 populations for the 5 towns covered:
· The actual population currently served. From the Bo case study this is likely to be an extremely low number
· The numbers that could be served by the current piped systems if they were fully operational
· The total town populations that could be served by expanded piped systems
Using the highest of these alternatives the total potential population is 506,000. If we assume that 80% of the systems were designed to distribute water through standposts (at 200 people per standpost) and 20% of people have a yard tap or house connection (at 10 people per house), the total number of connections is 506,000 x 0.8/200 + 506,000 x 0.2/10 = 2024 standposts and 10,120 individual connections. A total of 12,144 customers. This means that the planned organisation has 506/12.12 = 42 staff per 1000 connections. This is an extremely high ratio – efficient water companies operate at about 2 staff/1000 connections and a more realistic target for conditions in Sierra Leone is about 10. In practice the 109 actual staff provide water to a very small number of customers. 
iv) Organisational Effectiveness. The organisation suffers from very low effectiveness. Most staff lack experience of a well-managed operation and the culture is one of carrying out bureaucratic processes with lots of people involved in each process and all decisions pushed up the management chain. Other major problems are lack of data (and a culture of not relying on or sharing data) and poor leadership.
The overall conclusion is that the current SALWACO organisation is very ineffective and suffers from significant underlying weaknesses that will take considerable effort and time to resolve.
5.3.2   Proposed Transformation of SALWACO
A major transformation of SALWACO is planned as part of the capacity building component in the Three Towns project. Two Ghanaian consultants, Trend and Focal, are assisting SALWACO with the organisational transformation. SALWACO was unable to make any of the outputs from this work (other than the Inception Report) available to the small town study team during the study, but the initial reports were provided after the Final Stakeholder Workshop. The most relevant of these reports, the Institutional Reform Plan, is a comprehensive plan for a transformed SALWACO which provides detailed description of “what” needs to be done but is less clear on the much more difficult question of “how” the transformation should be achieved.
The transformation plan seems to suffer from three specific weaknesses:
1. The report underestimates the difficulty of institutional change and seems to assume that this can be done by the existing staff. It does not address the extremely difficult question of how to implement culture change and secure dynamic leadership nor does it describe any change models that could be used such as the tipping point model. 
2. A Transformation and Transition Team (TTT) led by the Director General (DG) of SALWACO is proposed to lead the changes. This team seems like a high level steering group rather than an implementation team and it is questionable whether the DG can really lead both the TTT and manages SALWACO day to day business at the same time. 
3. SALWACO will need a lot of support in implementing such a transformation plan - the current staff need to  improve significantly in performance just to deliver good day to day operations never mind doing a difficult transformation at the same time. The report does not include explicit support and assumes that the transformation can be done 100% internally.
The new look SALWACO is intended to have two functions:
a) To operate and maintain water supply systems in 10 towns, as follows:
				Nominal 2013 Population (Survey Pop where available)
1. Bo			201,000
2. Kenema			172,000
3. Makeni			 108,000
4. Kabala			 19,000
5. Mile 91/Yonibani		 21,000
6. Pujehun			 10,000 (12,000)
7. Lunsar			 22,000
8. Kambia			 16,000 (21,000)
9. Port Loko		 29,000
10. Lungi			  6,000
b) Provide technical advice and support to water supply implementers and operators for all systems outside Freetown.
This new mandate is contained in a draft SALWACO Act that is currently out for consultation and which is hoped to be enacted in March 2014. SALWACO are also promoting the idea that they should take on operating responsibility for a further 5 towns as follows:
1. Bonthe			 13,000
2. Moyamba		 15,000
3. Blama			 12,000
4. Koidu			 111,000 (70,000)
5. Yenema			  5,000
The proposed new structure is as follows
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[bookmark: _Toc374109273]Figure 9: Proposed SALWACO Organisation
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The above structure is still being developed and only covers the future head office functions.  It does not appear to allow for any significant department or unit for planning and implementing new water supply systems.
SALWACO believe that the biggest challenge in setting up the new organisation is getting the new Act passed.
At a sector mini retreat on 1st March 2013, SALWACO presented their plans for transforming the company. The financial planning was based on a future tariff of Le 6 per litre, this equates to Le 36,000/household/month for a standpost service at 20 l/c/d and is well above current willingness and ability to pay levels. The financial plans also assumed continued funding from central government with the income from this source reducing from the current 90% of total income to 60% in 2015.

The assessment of the transformation plan is that it has not yet been developed in detail and is a work in progress, for example the draft Act does not specify which are the 10 towns that SALWACO will be responsible for. It appears that SALWACO seriously underestimate the time and effort that would be needed to transform the organisation into an effective operator
[bookmark: _Toc374109190]5.4   GVWC
Guma Valley Water Company (GVWC) is responsible for water supply in Freetown and is a government owned company with a mandate to operate in a fully commercial and self-financing way. Although the NWSP (para. 2.6.3.7) gives GVWC responsibility for just Freetown, there is a view that their mandate now extends to the whole of the Western Area, including the rural part and this seems to be the current assumption within the sector. Although GVWC is not directly involved in small towns water supply it provides a useful example of the problems of operating and managing piped water supply systems.
91% of the population in the Western Area, including Freetown, gets its drinking water from an improved source:[footnoteRef:1] house or yard connections, public standpipes or wells. The main provider of water services is the GVWC delivering treated water from the Guma Dam and from other smaller sources. [1:  Sierra Leone 2011 Multi Indicator Cluster Survey (MICS-4) report] 

The tariff policy is that water is provided free for standpost water supplies from the main piped system but users are charged on community water supply systems (see below). This has serious implications for user attitudes outside Freetown as most will be aware that most Freetown residents do not pay for standpost water. Many yard taps and house connections are not billed. Households depending on bowser supply and on water sellers and independent providers pay up to 8 times more than it would cost them to receive direct delivery from GVWC. 
The WS Atkins Study of 2008 provides detailed information on the state of the existing Guma Dam water supply system and the other minor water supply systems in Freetown. In summary the systems deliver some 80,000 m3/day with substantial losses of more than 50%. Although a number of community managed systems and dug well are supplementing the main piped water system the demand in Freetown exceeds the supply by around 50,000m3/day. The demand estimates are however based on uncertain population estimates and there are no reliable data on the actual supply as most connections are unmetered. Illegal connections are widespread and billing efficiency is also very low and only 11,000 consumers are recorded. There are insufficient data to manage the existing water supply network effectively and determine the true state of coverage.
In addition to the normal piped system GVWC also operates Community Water Supplies. In the larger community systems customers are billed by GVWC in the normal way but in smaller systems (with mainly standposts) communities collect money (either per household or per jerry can) and forward the money to GVWC.
GVWC is organised in 4 main divisions:
· Commercial (do meter reading and billing)
· Technical (split into treatment, production, maintenance and distribution)
· Finance
· HR
There are 11,000 live connections on the database which are billed but there are known to be many more unknown connections. There are 309 staff and only bill distribution and disconnection functions are contracted out. This equates to 28 staff/1000 connections which is high but not excessively so for the conditions in Sierra Leone (i.e. many unrecorded connections, labour intensive operations and fire fighting style of management).
Rotating cuts are used to ration water and lack of finance is a major constraint. GVWC has managed to avoid cuts in water production due to lack of finance by de-prioritising other functions and borrowing. Note that GVWC is self-financing and does not receive any subsidy from government. 
Chemicals, spare parts and materials are imported directly by GVWC as and when needed (and as finance allows). The following cost information was obtained from GVWC for imported chemicals
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	Chemical
	Quantity Procured
	Cost
	Unit Cost (USD/kg)

	Liquid Chlorine
	12,000 kg container
	USD 28,986
	2.41

	Powdered Chlorine
	350 Nr 40 kg bags
	USD 36,190
	2.58

	Alum
	480 Nr 50 kg bags
	Eur 9,600
	0.52

	Lime
	800 Nr 25 kg bags
	USD 9,000
	0.45


The current revenue is approximately Le 800 million a month and assuming 10 people per yard tap or house connection this equates to an average charge of Le 7,000/household/month for the 11,000 live connections.
GVWC has recently completed a 100-Day Transformation Programme with assistance from 2ML Consulting and ASI. The strategy adopted is broadly divided into four themes of 
· Revenue Generation
· Leakage Control
· Customer Care
· Staff issues
It also includes decentralising the operational responsibilities to three Areas (East, Central and West) to increase the accountability of managers and to get the operations closer to customers. The approach is to use targets to drive improvements and these targets are supported by an activity based action plan divided into software and hardware activities. The plan is deliberately targeted at quick wins and does not address the more fundamental underlying issues of business culture and customer attitudes.
The 100 Day Plan has substantially improved the performance: 37% improvement in billed amounts; 125% improvement in collected amounts; 25% improvement in billing efficiency; 19% decrease in non-revenue water; 65% improvement in collection efficiency resulting in the working ratio (operating expenses/ billing) improving from 101% to 82%.
The conclusion is that GVWC is in the process of transforming itself from a very inefficient organisation into a more effective water supply operator. It is likely that the initial improvements are the “quick wins” and further improvement to truly effective operation will take a lot of long term work to: transform the business culture, collect asset and customer information, change users attitudes to paying for water and reducing leakage.
[bookmark: _Toc374109191]5.5   Private Sector
Meetings were held with a range of private sector companies and the results are summarised below
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[bookmark: _Toc374109254]Table 12: Private Sector Design, Construction and Operation Organisations
	Category 
	Current Situation 

	Consultants 
	Quite a few engineering consultancy firms are available in Freetown, but most of these are civil and structural designers with limited experience in water supply. The Waters Group probably stands out as the local consulting company with some experience in water. 

	Drilling Contractors 
	At least 5 locally based companies available in Freetown.  The market is currently small and perceptions on future prospects in the sector are mixed – disappointment and hope.

	Goods Contractors / Suppliers 
	3 local companies have been prequalified and used by GUMA and SALWACO through competitive bidding. 

	Works Contractors 
	Good number of building and civil works contractors avail in Freetown and Provinces, but only a few based in Freetown have experience in piped water supply construction.

	Water System Operators 
	No private water supply system operators available.
C&S Builders has expressed desire to be operator under a management contract 

	Service Contractors 
	No formal service contracts exist in the sector. Special electro-mechanical works are procured as and when needed from the private sector.
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	Category 
	Current Situation 

	Manufacturers 
	No manufacturers in the sector currently
Director of Infinity Trading is collaborating with Polytank of Ghana to set up a factory for the manufacture of plastic water storage tanks in Sierra Leone this year. 

	Importers/ Wholesalers 
	Quite a few importers and wholesalers available in Freetown for equipment and pipe work materials for domestic water supply (up to 100mm diameter pipes) & Hand pumps (India Mark II) for rural and domestic water supply.   Two importers (Infiniti Trading Co. and C&S Builders) have started stocking equipment and materials for urban water supply in Freetown.

	Retailers 
	 Retailers available in Freetown and the Provinces for equipment and pipe-work materials for domestic water supply (up to 100mm diameter pipes) & Hand pumps.


Two further points are key for any sustainable expansion of the private sector in managing small town water supplies:
· Contracts are currently weak and provide poor protection to contractors and clients. There are several examples of slow payments under the rehabilitation contracts and SALWACO has also suffered considerably from damage to its pipes by road contractors and has been unable to recover damages from them.
· Lack of access to finance is considered to be a major blocker to private sector involvement in PPP projects where significant initial finance needs to be raised by private companies. However, at least one contractor has stated that the mobilisation funding required for setting up a small towns water supply O&M operation is relatively small and is not a problem.
In addition the International Finance Corporation (IFC) can provide support on:
· In the preparation of framework and agreement for Local Public Private Partnership
· Capacity strengthening of local entrepreneur/SMEs in Water Supply through IFC Business Edge Training Program, and
· Invest in SMEs that meets IFC criteria

The conclusion is that the current private sector is very limited but is ready and able to expand significantly if demand increases.



[bookmark: _Toc374109192]6   International Experience
[bookmark: _Toc374109193]6.1   General
A wide range of management models are used to operate small town water supplies across the world, with different parties responsible for different functions of the water supply system. The main functions are:
· Legal ownership of the water supply assets (the pipes, tanks, treatment works etc.). This is usually retained by the national or local government. The UK full privatisation model is the exception to this and the privatised Water and Sewerage Companies (WASCs) in the UK own the assets.
· Extension and replacement of the systems. This is done by the operator under the longer term concessions and by the asset owner for shorter O&M contracts.
· Day to day operation and maintenance. This is done by whichever party is the operator under each model.
· Customer billing and service. This is usually done by the operator, but can be contracted out to specialist companies under some arrangements.
The main options are shown in below.
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UK Model. Private company owns the assets and manages the water supply as a commercial business. Needs good regulation and there can be user resentment at profits.
DBFO. Private company finances improvements or new system, manages the system and retains the tariff revenue. Discredited due to high political risks for concession holder.
French Model. District/town owns the assets and contracts out long term asset management and operations, paid through tariffs
Uganda/Ghana Model. District/town owns the assets and contracts out day to day operation
Rural WS Model. Community owns and manages the system, private sector used for ad hoc repairs











There are many examples that could be used as case studies for Sierra Leone. Examples of extreme options such as direct management by a ministry or full privatisation have been excluded because these options do not align well with the sector policy in Sierra Leone. Uganda and Ghana have been selected as suitable case studies for the following reasons:
Uganda suffered significant civil conflict in the 1970s and 1980s but has developed rapidly since then. The water sector has evolved from virtually nothing in 1985 to an effective sector with functioning small town water systems. 
Ghana is a regional success story and has experimented with different water supply management options before achieving a current arrangement that delivers effective small town water management. A study tour by key stakeholders from Sierra Leone has also visited Ghana in 2012.
[bookmark: _Toc374109194]6.2   Uganda
[bookmark: _Toc362758868]6.2.1 Evolution of the water sector
The main developments in the sector were:
· Immediately after independence the sector invested in traditional water supply systems with relatively high design standards and high levels of assumed per capital consumption. The major regional towns of Gulu and Lira, for example, were to be supplied by new Degremont rapid gravity sand filter treatment works with pulsating clarifiers. The management of the system was assumed to be by central government.
· The major civil conflict in the 1970s and early 1980’s halted the construction of new systems and existing systems fell into disrepair. Many professionals left the country and there were no functioning water supply systems outside of Kampala and Entebbe.
· In the mid-1980s the AfDB funded the 5 Towns Water and Sewerage Project covering the regional towns of Gulu, Lira, Mbarara, Kamuli and Kaberamaido. This project rehabilitated the Degremont systems in Gulu and Lira on a like-for-like basis, despite professional advice that these relatively high technology systems did not conform to the new, more appropriate design standards for regional towns.  This project did not include any capacity building or operational plans and assumed continued operation by central government. 
· In the late 1980s and early 1990s donor led water supply technical assistance projects started with a major emphasis on community ownership and on capacity building.
· 1998 – 2003 was a transition period where donor led individual projects started to raise questions about long term arrangements and sector strategy. This led to the Urban Water Sub-sector Reform study in 2003 which instigated the current small town water supply arrangements.
· The current arrangements built on strong national development and previous project level capacity building and sensitisation such as the emphasis on community and user ownership and funding of operation and maintenance. This meant that there was widespread willingness to pay for water and a strong understanding that service levels and costs had to be tailored to users’ ability to pay.
· The support to implementation of new small town projects and expansion and rehabilitation of existing systems has until 2010 been provided through individual donor funded project arrangements under the Ministry responsible for water. To improve sector coordination and cost effective implementation, a Water and Sanitation Development Facility (WSDF) has been established. The set-up with the WSDF assists the water sector to: i) separate regulation from implementation of urban water and sanitation; ii) provide a means for multi-year investment; iii) bring contract management and technical supervision closer to the towns, iv) attract new and innovative sources of finance to the sector and v) provide a coherent national framework for urban water supply and sanitation investment.  The WSDF operates through a decentralised set-up with 4 WSDF Offices covering the country.
[bookmark: _Toc362758869]6.2.2 Current management of small town water supplies
· Water supply is considered to be part of the water & environment sector. The Directorate of Water Development (DWD) within the Ministry of Water & Environment (MWE) is responsible for regulation and overall technical oversight. A regulatory unit established in the Ministry in 2010 is developing capacity for effective monitoring and regulation of water and sanitation services in urban areas.
· The National Water & Sewerage Corporation (NWSC) is responsible for water and sewerage in 23 large towns but has no role in small towns.
· Small town water supply sits in the urban water and sanitation sub-sector and there are approximately 200 small towns across the country. Note that the definition of a small town is whatever is gazetted by government and is not a fixed population band. Implementation support is provided to the towns through a decentralised WSDF providing technical assistance, design and construction supervision and capacity building support to the Towns.
· Local governments are responsible for water in small towns and each town sets up a Water Supply & Sanitation Board (WSSB) to oversee water and sanitation in the town.  The WSSB  receive central grants for construction of new systems and  Ministry of Local Government (MoLG) District Water Offices are responsible for managing the grants
· The Town Council is the Water Authority, acting through the WSSB, which contracts out operation to a private company under a 1 to 3 year contract.
· Tariffs are set at a level to recover day to day O&M costs and are affordable by users and O&M contracts are attractive to the private sector.
6.2.3 Performance
· There has been substantial progress on coverage through constructing new systems. The latest monitoring in 2007/08 shows 61% total urban coverage (i.e. large towns and small towns).
· The systems are operating successfully, functionality (defined as the actual hours systems operate v the required hours) was 89% in small towns in 2007/08. 
· There is good cost recovery for day to day O&M
· Despite 10 years’ experience of day to day operation, it is proving difficult for towns and private operators to move on to higher level asset management and maintenance. WSSBs and private operators struggle to plan and maintain water systems – DWD gets involved although this is outside their mandate.
· There is inadequate funding for capital replacements and expansion – many systems are now relatively old and population growth is high.
· Lack of capacity in WSSBs to plan and implement new schemes.
· Weak regulation 
· The sector is testing the use of Output Based Contracts, where suppliers are paid by the number of customers supplied etc. rather than by per cubic meter of water consumed, and this approach is proving successful.
6.2.4 Lessons from Uganda for Sierra Leone
Small towns can successfully manage their own water supply systems, cost recovery of O&M costs is affordable and the private sector can operate systems effectively.
However, all of the above is based on the following conditions in Uganda:
· Significant early capacity building in the 1990s through donor led technical assistance projects which allowed younger sector professionals to “learn by doing” and not just from training.
· The development of the water sector and the town management systems happened in parallel with national development. This ensured increasing ability to pay by users and an increasing pool of graduates and craftsmen from which the sector could draw on as well as a naturally expanding private sector.
· This all took time, it is 10 years since the current arrangements were put in place.
· Individual towns struggle to develop the skills and capacity to manage assets and plan expansions to the systems. These are more technically demanding functions than day to day operation.
[bookmark: _Toc374109195]6.3   Ghana
A group of senior WASH professionals from Sierra Leone undertook a study to Ghana in 2011 and the main findings are summarised from the flowing quote from the mission report
“An external study tour to Ghana in November 2011 indicated that significant progress in extending rural water and sanitation coverage can be achieved if greater recognition is given to Community Water and Sanitation Agencies and local level byelaws are established, amongst other requirements. The achievement of sustainability is recognised as being extremely challenging but this study tour has identified a number of pragmatic steps that can be taken to improve the impact of service delivery. Field visits, interviews and meetings with multiple stakeholders in the Ghana water and sanitation sector confirmed that significant progress can be made and services can continue to work “over time.” Five sets of factors have been identified as accounting for the success of the WASH sector in Ghana. These are: -

· Taking seriously the principles of community-based development learnt over several decades, and to which many other countries pay lip service. These principles can be strengthened by the formation of Community Water and Sanitation Agencies and establishment of relevant byelaws.
· Recognising that community based organisations or water user committees require continued effective post construction support.
· Clearly defining roles and responsibilities for service delivery across agencies working at national, regional, local and community levels.
· Ensuring a platform whereby all stakeholders can speak out regarding how programmes operate. Therefore the process of examination and re-examination is both internal and outward facing.
· Developing an underlying ethos to rural water supply and sanitation service delivery that is borne out by shared values agreed upon by all stakeholders.

The Ghana study tour enables SALWACO, Local Councils and the Water Directorate to consider the relevance of these findings and provides the platform for establishing an action plan to make better progress towards the targets established in the NWSP.”
6.3.1 Evolution of the water sector
· After independence in 1957, Water Supply Division of Ministry of Works and Housing was responsible for both urban and rural water supplies.
· Severe water crisis in 1959 caused a study to be conducted that led to the development of a 20 year master plan for water and sanitation and instigated an aggressive development of water supply systems.
· In 1965, the Water Supply Division was transformed into a parastatal, the Ghana Water and Sewerage Corporation (GWSC) with the responsibility for provision, distribution and conservation of both urban and rural water supplies for public, domestic and industrial purposes.
· By the end of the 20-year master plan in 1979 a total of 194 piped systems had been constructed, but by early 1990s about a third of the number (mostly in small towns) had broken down or seriously deteriorated.
· In 1994, the Community Water and Sanitation Division (CWSD) was established within the GWSC to cater solely for water supply and related sanitation in rural communities and small towns, and the National Community Water and Sanitation Programme (NCWSP) was launched to help achieve an accelerated and equitable delivery. The underlying principle of the NCWSP is effective community participation in the planning, implementation and management of water and sanitation facilities and CWSD was mandated to manage the NCWSP.
· In 1998, CWSD was transformed into Community Water and Sanitation Agency (CWSA) with responsibility for coordinating and facilitating the implementation of the NCWSP in District Assemblies (the basic unit of Government at the district level). 
· In 1999, GWSC was converted to a limited liability company, the Ghana Water Company Limited (GWCL), to focus on urban water supply, and 122 of its systems in rural communities and small towns, mostly partially functional or completely dysfunctional at the time, were transferred to the District Assemblies for community management in line with the NCWSP.
· In 2002, the Ministry of Works and Housing was transformed into Ministry of Water Resources, Works and Housing (MWRWH), and the Water Directorate was established within the ministry as the focal point for coordination of the water sector.
·  In 2007 the National Water Policy was launched to provide the framework for sustainable development of Ghana’s water resources. 
6.3.2 Current management of small town water supplies
The delivery of Small Town[footnoteRef:2] water supplies in Ghana is guided by the National Community Water and Sanitation Programme (NCWSP), which hinges on sustainability through Community Ownership and Management (COM) of installed water and sanitation facilities and the use of the private sector to support the process. [2:  Small town in the Ghanaian water sector context is defined as a town with population between 2,000 and 50,000] 

Institutional Arrangement
The institutional arrangement for small town water supply is as follows:
· The Water Directorate of the Ministry of Water Resources, Works and Housing (MWRWH) provides overall policy direction, plans, coordinates and monitor and evaluates programmes for water supply and sanitation.
· The Water Resources Commission within MWRWH regulates and manages the water resources.
· The Community Water and Sanitation Agency (CWSA) coordinates and facilitates the delivery of the small town water supply facilities in the District Assemblies (DAs), the basic units of Government at the district level. Facilitation and coordination is done through provision of relevant technical support to the DAs by the CWSA regional offices.
· The DAs are responsible for the planning, implementation, operation and maintenance of the small town water supply systems as well as water supply in rural communities under their jurisdiction, and are the legal owners of the facilities. These tasks are carried out by the respective District Water and Sanitation Teams (DWSTs).
· A beneficiary small town establishes a Water and Sanitation Development Board (WSDB) to be responsible for the overall management of water supply and sanitation facilities in the town, and WATSAN committees are formed in the various zones/wards of the town to provide complementary support services to the WSDB. 
· The private sector is called upon as and when necessary to provide relevant services, including consultancy services, construction and operation and maintenance of facilities.
Project Implementation
The implementation of a small town water supply project follows the NCWSP project cycle as follows:
1. Project Promotion – The DA with support from CWSA sensitises prospective small towns on the project, including eligibility and qualification criteria and select beneficiary towns based on satisfaction of the relevant criteria.

2. Community Mobilisation – The selected town is duly mobilized and sensitized on the water supply system and hygiene and sanitation promotion by the DA with support from CWSA or a consultant. Mobilisation includes facilitating the establishment of WATSAN committees and the WSDB and training them to facilitate fund mobilization towards operation and maintenance.

3. Participatory Design – Design of the water system is undertaken by a consultant in accordance with standards set by CWSA and with active participation of the community, particularly in the choice of the technology, source identification, location of the facilities, and in securing land rights. Technology choice is in the following order of priority: Spring source gravity piped system; Borehole based piped system; Slow sand filtration surface water piped system; other approved technology.

4. Construction - Construction of the systems is undertaken by contractors in accordance with CWSA standard specifications and conditions of the contract under the supervision of the DA with support from a consultant. Involvement of community members in the construction is encouraged.

5. Operation and Maintenance – The WSDB has the responsibility for the overall management of the water supply system, including operation and maintenance of the facilities and tariff setting. It may with support from the DA and CWSA directly perform this responsibility or contract it to the private sector in accordance with the CWSA guidelines. The community is responsible for the full cost of normal operation and maintenance.

6. Post Project - CWSA with support from a Consultant provides relevant post project, hands-on support to the WSDB and WATSAN Committees to strengthen their capacity in operation and maintenance of their water and sanitation facilities

Management Options for O&M 
The NCWSP provides the following guidance for the choice of management option for operation and maintenance:
[bookmark: _Toc364653605][bookmark: _Toc364653641][bookmark: _Toc374109256]Table 14: Ghana Management Options
	Management Option No.
	Description of Management Option
	Applicability of Management Option

	Option 1
	Community through WSDB  and staff employed by the WSDB does entire O&M
	Town of population up to 5,000 with non-mechanised systems (e.g. gravity schemes)

	Option 2
	Community through WSDB  engages staff  for  daily O&M  and calls reputable firm for specialised functions as and when needed
	Town of population between 5,000 and 10,000 with simple boreholes, gravity or slow sand filtration systems

	Option 3
	Community through WSDB  contracts a firm to completely operate and maintain the Water Supply System for an agreed fee
	Town of population exceeding 10,000 with simple boreholes, gravity or slow sand filtration systems or communities with complex treatment systems



Project Financing
Capital cost of small town water supply systems is mainly provided by Development Partners and complemented by the Government of Ghana through the beneficiary MMDAs and Small Towns in the following proportion:
· Contribution from Development Partners 	– 90% 
· Contribution from MMDA (GoG) 		– 5% 
· Contribution from Beneficiary Community 	– 5% * 
* Beneficiary community’s contribution has been taken up by the MMDAs; communities only bear the full cost of O&M.
5.3.3 Performance
Substantial achievements have been made through the implementation of the NCWSP, including the following:
· Water supply coverage has risen from 27% in the early 90’s to 63.13% according to CWSA, 2011 estimate or to 74% according to the Joint Monitoring Platform (JMP) 2011estimate. 
·  There has been tremendous inflow of funds from Development Partners for development of new systems.
· The systems are operating successfully and reliably. Most of the systems are operated and maintained through staff employed by the WSDBs, but there are a few that are operated and maintained directly by the WSDBs and some that have been contracted to private operators.
· There is high willingness and ability to pay for water services and cost recovery for O&M is very good.
· Some communities are able to fund sanitation activities and minor system extensions through revenues from O&M.
Notwithstanding the above achievements, there are also challenges, including the following:
· The implementation of the NCWSP through one-off stand-alone projects raises concerns about the long-term sustainability of the facilities delivered.
·  Although the Das are responsible for project implementation, they do not see themselves in full control, as procurement and funds disbursement under some projects are done without their involvement.
· Some WSDBs are not managing their systems well mainly due to the calibre of people on the Board.
· Post-Project monitoring and evaluation by CWSA is weak since there is no formalised M&E system in place
6.3.4 Lessons from Ghana for Sierra Leone
Small towns can successfully manage their own water supply systems, raise willingness and ability of consumers to pay for services and achieve high cost recovery for O&M and minor extensions as pertains in Ghana. The success factors in the Ghana case includes:
· Adequate sensitisation of community members on the linkages between water, hygiene, sanitation and health and on their obligations in the delivery of the water supply project.
· Involvement of the community at every stage of the project, including deciding on the technology, management option and tariff setting and collection.
· Early mobilisation of funds towards operation and maintenance
· Capacity building and training of WSDBs and DWSTs
Ghana’s achievement, however, has been made through implementation of one-off stand-alone projects, raising concerns on the ability of the relevant institutions, particularly CWSA and the DAs to sustainably discharge their duties.



[bookmark: _Toc374109196]7   Key Issues for Sustainable Systems
[bookmark: _Toc374109197]7.1   Sector Leadership and Coordination
The WASH sector is at an early stage of development, with a relatively recently issued sector Policy, a draft Rural Water Strategy and an Urban Strategy at an early stage of development. The new bodies such as the WASH Inter Ministerial Committee (WASH IMC) and the Sector Policy Coordination Team (SPTC) are also new and are still feeling their way into their new roles and way of operating. The formation of the new MoWR and the proposed transformation of SALWACO are all indicators that things are starting to move in the right direction.
It is clear, however, that the sector has some major challenges in this area and the following issues will need to be addressed if a sustainable management system is to be implemented in small towns.
Stronger leadership from the heads of sector organisations. The sector policy and rural strategy assume a relatively complex implementation structure with District Councils, SALWACO and the Water Directorate all having a major role in small town water supplies. This will need excellent leadership and coordination between all sector organisations. In the past the sector has tended to be directed from above by politicians and there is a need for professions to “manage upwards” and influence political decision makers and to start getting more emphasis on evidence based decision making and less political “shooting from the hip”. Coordination between sector organisations is also very weak and this seems to be a combination of two things: firstly, a deliberate policy to protect each organisation’s mandate by holding onto information; secondly, due to a history of silo operation and a lack of awareness of the importance of liaison and coordination across organisations.
Clarification of mandates and removal of competition between organisations. It seems that at the moment the sector organisations are still jockeying for position and are looking to maximise their role and mandate. It would help if the following were formalised as soon as possible:
· The role of GVWC in Western Area (Rural)
· Confirmation of the 10 (or 15) towns that SALWACO will be responsible for managing and confirmation that they are to stop all other implementation including managing construction in other towns.
· Confirmation of the decentralisation timetable and the date from which all Water Directorate and SALWACO implementation (outside of the 10 towns) is to stop.
Better visibility and coordination by the SPCT. Although the SPCT is up and running many sector people are not aware of its existence, role, membership or outputs and there is a need for raising the profile of the SPTC and wider communication of their activities.
Improved day to day sector coordination. It is difficult to work across organisations within the sector and things like workshops and other key activities are not widely visible in advance which makes it difficult for people to plan effectively and leads to a last minute approach to planning and a lot of fire fighting activities.

[bookmark: _Toc374109198]7.2   Accountability, Transparency, Management Culture & Data
Most sector organisations are very bureaucratic in their culture and lack individual accountability. This means that making the wrong decision or doing the wrong thing is much more damaging than the benefits of achieving results. This leads to very inefficient working as decisions are postponed and actions need to be checked and double checked by superiors. This culture reflects these organisations’ roots as government institutions and GVWC in particular is working to change this with a new decentralised management system. There is also a culture of lack of transparency (see 6.1 above) which leads to “conspiracy theories” and a large amount of wasted management time and effort. All of the above problems are heightened by a serious lack of data and the difficulty of making informed management decisions – it has proved difficult, for example, to get firm information on the most basic data such as current town populations or SALWACO staffing levels.
[bookmark: _Toc374109199]7.3   Human Resources
The sector is strongly aware of the lack of human resources which has resulted from a lost generation of professionals that was never educated and trained as a result of the civil conflict. This problem is made worse by the lack of implementation over the past 20 years and the lack of major projects with a technical assistance component that could have developed capacity. This means that all professional aspects are very weak including:
· General management and administration
· The design, procurement and construction of new systems
· Project, programme and contract management
Although young professionals are now becoming available it will be important that the plans allow for structured training and more particularly learning on the job. There is a danger of seeing training, on its own, as the solution.
[bookmark: _Toc374109200]7.4   Cost Recovery
Cost recovery is a huge problem and is a specific focus for this assignment. The history of the Degremont systems and more recently the GVWC experience shows that inadequate cost recovery is usually the final symptom that kills off a water supply. This is a large and complex subject and includes:
· Appropriate technical design to minimise operating costs and a focus on whole life costs in design.
· Suitable design of tariffs to achieve fair and successful billing and full recovery of operation and maintenance costs.
· Strong community sensitisation to change attitudes and behaviours in connection with choice of water sources and paying for water.
· Good billing and collection systems with some form of sanction for non-payment.
· Leaders in society and government organisations setting a good example of paying their water bills.
· Effective operation and maintenance of the systems to ensure cost effective operation, including strong control of leakage and cost effective pumping regimes.
From the above it can be seen that cost recovery is not solely a financial issue but is based on a raft of political, economic, social and technical (PEST) considerations.
[bookmark: _Toc374109201]7.5   User Expectations and Attitudes
It is clear that there is a major underlying issue of inappropriate user attitudes and expectations regarding water supply. This includes:
A perception that government should pay for all or at least part of water supply provision and that this is a human right and a social provision that is the responsibility of government. Unfortunately this attitude ignores the fact that someone has to pay, if not the users then either taxpayers (who are users elsewhere), future generations (if funding is by loans or other form of debt) or taxpayers in other countries (if grant funded by donors or NGOs, who are generally reluctant to fund day to day operations). Unfortunately many sector professionals and politicians also hold this view so it is difficult to get a clear message across to users who are therefore likely to receive conflicting messages. The idea that government pays has been reinforced in many recently completed schemes where water has initially been provided free, supposedly to compensate for past poor service levels but more probably because a tariff and collection system has not been established.
The widespread availability of alternative, traditional sources such as dug wells, at least during much of the year. This makes it easy for people to revert to these sources if they feel that the tariff for the piped system is unfair or too expensive or if the service is poor. Ensuring that people have a clear understanding of the link between water, sanitation and hygiene is critical in countering the use of alternative sources.
A history of broken promises and poor service. Users are used to relying on their own initiatives to provide water and this reinforces the reluctance to transfer to a piped system. What happens if the piped system breaks down after 6 months and the household has let the traditional source fall into disrepair? They are also reluctant to pay a full tariff for a partial supply – “why pay for rice once a week, I would rather pay for cassava daily” as one participant at the consultation workshop put it.
User willingness and ability to pay. Much of the above shows the problems associated with ensuring a willingness to pay. Ability to pay is difficult to gauge as there is little income data. The UNICEF handpump spare parts study suggests that incomes (in cash and in kind) are high enough for many people to afford the 20 l/c/d standpost service level. It is also possible to promote the use of piped water for at least drinking and cooking for the very poorest households to reduce the cost to the household.
[bookmark: _Toc374109202]7.6   Technologies and the Supply Chain
Although this study is about management options for operating water systems, the technology choices and design of the original system have a huge impact on the cost of operating the system. Key technology aspects are:
· The optimum coverage of the distribution system to maximise the number of users and hence revenue
· Design of systems to provide a mix of service levels so that additional income is generated from users of yard taps and house connections, who pay a higher tariff and receive a higher level of service.
· Control of leakage. 50% leakage (which is a very common figure on poorly maintained systems) doubles the operating costs relative to income.
· Design of pumping arrangements to allow pumping flows, and pumping costs, to match demand.
SALWACO has traditionally imported equipment and materials directly from foreign manufacturers and this has stifled the development of local supply chains. The plans will need to consider how to set up sustainable supply chains so that at least commonly used materials, pipes and parts are readily available.



[bookmark: _Toc374109203]8    Models and Management Options
[bookmark: _Toc374109204]8.1   Overall Range of Options and Removal of Outlying Options
The full range of management options for small town water supplies is shown in Table 16 below together with the high level advantages and disadvantages, the “fit” of each option within the water sector policy in Sierra Leone and the conclusion.
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	Management Option
	Advantages
	Disadvantages
	Fit with Sector Policy
	Conclusion

	Ministry or Parastatal.
Systems are centrally managed, probably with regional or district offices.
	Centralised technical skills. National planning.
	Lack of accountability to customers. Logistics and communication problems and high transport costs. Tends to a bureaucratic culture with high costs and poor service. Poor track record internationally and historically.
	With the exception of SALWACO operating specific larger towns this is contrary to the general principle of smaller government and of decentralisation of water supply.
	Do not consider further as a management option (with the exception of SALWACO operating specific larger towns)

	District or Community
Systems are operated by local government employees or (for smaller system) directly by the community.
	Strong accountability to and ownership by users. Local knowledge. Good track record in well planned rural water supply systems.
	Only suitable for simple technologies. 
	Strongly aligned with decentralisation and the sector Policy
	Include in more detailed assessments.

	O&M Contract for 1 – 10 Years
Systems are operated by a private contractor who also carries out routine maintenance.
	Strong local accountability. Private sector usually good at this type of work. Easy to define scope and performance indicators for the shorter contracts. Good track record (e.g. France)
	Needs contract administration skills in the client organisation that employs the contractor. Does not cover major replacements and extensions. The longer contracts include substantial maintenance and this can be difficult to define contractually.
	Strongly aligned with decentralisation and more use of the private sector.
	Include in more detailed assessments.

	Concession for 10 – 30 Years.
A private contractor operates, maintains and extends the system under a long term contract with performance indicators and index linked tariffs
	Private concession holders can be efficient and effective due to strong commercial incentives. Capital costs are funded and smoothed through tariffs. Proven track record in targeted projects eg Scotland and Northern Ireland.
	Major political risk for concession holders unless rule of law is very strong. Long lead time with complex network of contracts. Widely discredited for major concessions worldwide due to political tensions and tariff setting.
	Fits with the sector Policy, but the relatively weak private sector in Sierra Leone and poor international experience makes this a poor overall fit.
	Do not consider further as a management option.

	Privatised.
The systems are sold to a private company who owns, operates, maintains and extends the systems in line with their business plans. A regulator is used to protect customers form the monopoly position of the private operator
	Can be very efficient and effective if well designed and implemented. UK costs and service levels are generally good for the privatised WASCs whereas the government owned parastatals in Scotland and Northern Ireland are less successful.
	Needs a strong regulator to protect customers from the monopoly situation of the private operator. Often unpopular with users who consider water as different from other utilities. Takes a long time to set up and needs a mature private sector
	Poor fit with national ownership of assets and user perceptions of water as different from other utilities. 
	Do not consider further as a management option.


The above options were presented and discussed at the second Stakeholder Workshop on 9th April 2013.
[bookmark: _Toc374109205]8.2   Performance Model
A performance model has been developed to assist with both the final selection of management options and also to guide the future implementation of the selected model(s). The performance model is based on 6 main value chains that need to be strongly implemented if a water supply system is to be well managed. Figure 11 shows the overall model with the six value chains together with the three contexts within which any water supply system needs to operate.
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The three external contexts are factors that the model has little or no control over – they are things that need to be accepted as “facts of life” when looking at management options
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Each of the six value chains have been expanded to show the four main links in each chain, these value chains are the things that a management option needs to be able to deliver.
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The value chains highlight a vital lesson when looking at different management options:
The choice of a particular management option does not ensure successful operation of a water supply system, it just gives the best environment for the management to build strong value chains so that the system can be well operated.
[bookmark: _Toc374109206]8.3   Shortlisted Management Options
After removing the outlying options and considering the experience from Uganda and Ghana, four shortlisted options were developed in more detail. The four options were developed into example water supply systems and were presented to participants at the Third Stakeholder Workshop on 25th June 2013. The options were then assessed by participants in working groups. The following are the example options presented at the workshop. Note that the details in each example are not necessarily the preferred solution, but it was considered important to provide details in each example to allow the working groups to assess a “real” system.
8.3.1  Option 1: Community Management
Suitable for:  Smaller towns (say <10,000 people) with gravity systems and little or no treatment
Example System:
· Town of 5000 people with gravity system from small river
· Treatment is by  chlorine powder, gravity dosed and supply is 100% stand posts.
· A community water committee (elected by users) manages the system and one caretaker operates the system
· Money is collected monthly from all households to pay the caretaker, to buy chlorine powder and to pay a plumber if more major repairs are needed.
· Simple repairs are done by the caretaker with a plumber used when needed and additional labour from the community for larger repairs.
· SALWACO provide technical advice and guidance if needed.
8.3.2 Option 2: Town Water Board and Water Department
Suitable for:  Larger towns (say >10,000 people) and towns with pumped systems and more complex treatment
Example System:
· Town of 20,000 people with pumped system from boreholes
· Treatment is by slow sand filter and supply is 90% stand posts and 10% yard taps and house connections. There are two small commercial connections.
· A town Water Board (with a mix of professional members appointed by the town council and user representatives elected by users) supervises the system. A manager (who is a member of the Water Board) manages the system with a team of staff who are Water Board employees – the Water Department.
· Stand post users pay a monthly fee based on number of occupants. Yard taps and house connections are metered. The tariff covers all operation & maintenance costs and the Water Dept. has a bank account with contingencies for major repairs.
· Most repairs are done by the Water Department with contractors used for more major repairs.
· SALWACO provide technical advice and guidance, the District Council provides oversight and audit and a User Forum meets quarterly to feed back issues to the Water Department and the Water Board.
8.3.3 Option 3: Town Water Board and Private Operator
Suitable for:  Larger towns (say >10,000 people) and towns with pumped systems and more complex treatment
Example System:
· Town of 20,000 people with a pumped system from boreholes
· Treatment is by slow sand filter and supply is 90% stand posts and 10% yard taps and house connections. There are two small commercial connections.
· A town Water Board (as for Option 2) supervises the system. 
· A contract is tendered and let for 3 years operation and maintenance of the system (with the option for 2 years extension subject to suitable performance). The contract defines what maintenance is included in the contract.
· The tariff arrangements are as for Option 2. The contractor collects and retains tariffs, passing on a percentage to the Water Board to fund major repairs that are outside the scope of the O&M contract.
· SALWACO monitor the performance of the Contractor and provide advice to the Water Board. The District Council provides oversight and audit and a User Forum meets quarterly to feed back issues to the Contractor and the Water Board.
8.3.4 Option 4: SALWACO Operation
Suitable for:  Largest towns (say >30,000 people) and towns with pumped systems and more complex treatment - the 10 towns specified in the new Law
Example System:
· Town of 40,000 people with a pumped system from boreholes
· Treatment is by slow sand filter and supply is 90% stand posts and 10% yard taps and house connections. There are two small commercial connections.
· A transformed SALWACO manages the water supply as a national but regionally organised self-financing company. 
· The tariff arrangements are as for Option 2. SALWACO collects and retains tariffs, saving a percentage to a dedicated account to fund major repairs.
· The District Council provides oversight and audit and a User Forum meets quarterly to feed back issues to SALWACO.
[bookmark: _Toc374109207]8.4 Financial Sustainability
8.4.1 Scope & Assumptions of Financial Modelling
Financial sustainability is at the heart of the future management of small town water supplies and a high level financial model has been prepared to test the tariff levels needed to achieve financial sustainability. The financial model covers operation & long term maintenance costs but excludes the initial capital cost of the system, extensions to the system, major replacements of assets at the end of their economic life or any financing charges. It is a high level model designed to assess the overall tariff levels needed for cost recovery and is not intended for detailed financial planning.
The following assumptions have been made for the initial two runs of the financial model:
· The water supply serves a town of 10,000 people. Two service level scenarios have been tested:
· Run 1 - 70% stand posts with a consumption of 20 l/c/d, 20% yard taps at 50 l/c/d and 10% house connections at 100 l/c/d plus small non domestic consumption. 
· Run 2 – 100% standposts at 20 l/c/d.
· Standposts and yard taps pay a monthly household tariff of 15,000 Le & 35,000 Le respectively. House connections are metered and pay 2500 Le/cu m.
· The system has a total of 8 staff, 3 of which are salaried/white collar and 5 are paid wages/blue collar. Note that this is a significantly lower staffing level than is used on current SALWACO systems.
· Key unit costs are: Diesel 4500 Le/litre, salaries 1,000,000 Le/month, wages 400,000 Le/month, vehicle running 2500 Le/km.
· Cost recovery is assumed to be 90% of monies due on stand posts and yard taps and 95% on house connections. The model does not include any allowance for payment of taxes or levies
· Annual maintenance costs (as % of capital cost) are 10% for meters and pumps, 1% for pipelines, storage tanks and treatment units, and 3% for buildings.
8.4.2 Results of Financial Modelling
Run 1 – Mixed Service Levels
Income			(Le/Month)
Standposts		 9,450,000
Yard taps		 6,300,000
House connections	 7,125,000
Non domestic		     712,000
Total			23,588,000
Operations Costs					Maintenance Costs	(Le/Month)
Pumping		 5,694,000			HH meters	     	179,000
Staff			 5,000,000			Pumps		 	3,583,000
Chemicals		     360,000			Buildings		 1,075,000
Logistics		 3,750,000			Pipes, Tanks & TW	 3,583,000
Total			14,804,000			Total			 8,421,000
Total Expenditure	23,225,000

Run 2 - Stand Posts Only
Income			(Le/Month)
Standposts		 13,500,000
Yard taps		                nil
House connections	                nil
Non domestic		                nil           
Total			13,500,000
Operations Costs					Maintenance Costs	(Le/Month)
Pumping		 3,254,000			HH meters	            	 Nil
Staff			 5,000,000			Pumps			 3,583,000
Chemicals		     360,000			Buildings		 1,075,000
Logistics		 3,750,000			Pipes, Tanks & TW	 3,583,000
Total			12,364,000			Total		 	8,242,000
Total Expenditure	20,605,000
8.4.3 Conclusions from Initial Financial Modelling
· Maintenance costs are significant and add approximately 60% onto day to day operating costs.
· Tariff levels of at least 15,000 Le/HH/month are need to cover a standpost service level if there is some cross subsidy from yard taps and house connections.
· A standpost tariff of 22,500 Le/HH/month is needed to break even on a 100% standpost system.
· Pumping costs are the major expenditure when both day to day operation and maintenance are considered. Anything that can be done to remove pumping or reduce pumping pressures will significantly reduce costs. Staff costs are also significant and lean management is needed to break even.
8.4.4 Willingness and Ability to Pay
Willingness to Pay
The information collected during this assignment shows a mixed pictures on users’ willingness to pay for piped water and the following table summarises the data.
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	Source of Data
	Standpost
	Yard Tap
	House Connection

	6 Towns Survey
	Unrealistic estimates when asked willingness to pay per container
	5,000
	20,000

	Kambia WS
	<15,000
	n/a
	n/a

	Bo WS
	n/a
	25,000
	n/a

	Handpump Study1
	5,000-10,000
	n/a
	n/a

	Freetown WAP
	51,0002
	63,000
	69,000


1 “Handpump Spare Parts Supply Chain Study” prepared for UNICEF April 2011. These figures, quoted in section 4.2.7 of the report, refer to payments for hand pump repairs and do not make is completely clear that the unit used is per household per month but this is the strong implication. 
2 Based on Le 14,322 per cu m from the Willingness and Ability to pay study and assuming 20 l/c/d and 6 people per household in Freetown
Note that the much higher willingness to pay in Freetown is thought to be mainly due to lack of alternative water supply sources rather than higher incomes.
The tentative conclusion is that most households are only willing to pay about Le 10,000/HH/Mth for a standpost supply and about Le 20,000/HH/Mth for a yard tap or house connection supply.
Ability to Pay
An assessment of ability to pay has been made in three ways:
· The UNICEF Hand Pump Survey estimated the average monthly household income (outside of Freetown) was Le 7.78m and the average household expenditure was Le 8.59m (Appendix 1 of the report). The difference is assumed to be survey error such as some non-cash income not being included but it also reflects the financial pressure that households face. Using the international guideline that households should not spend more than 5% of their income on water and sanitation and assuming a 50:50 split between water and sanitation , the maximum affordable tariff for piped water is: 2.5% x Le 8m = Le 200,000/HH/Month
· Looking at the payment levels for “blue collar” workers used in the financial modelling and assuming the employee is the sole earner in a household of 10 people, the 2.5% guideline gives a maximum tariff of: 2.5% x Le 400,000 = Le 10,000/HH/Mth.
· Sierra Leone is known to have a high poverty level and using the international definition of severe poverty as USD1.0/head/day and 10 people per household this is a monthly income of Le 1,300,000/HH/Mth. Using the 2.5% guideline this gives a maximum tariff of: 2.5% x Le 1,300,000 = Le 33,750/HH/Mth
The UNICEF report seems to give very high income levels when compared against the other two sources of information. This may be because the average is a mean figure and a small number of relatively well-off households skew the “average” upwards compared to a long tail of much poorer households. The single wage earner approach probably under estimates income as it is likely that in small towns a family will have other sources of income.
The tentative conclusion is that most households should be able to afford a tariff of about Le 30,000/HH/Mth.


[bookmark: _Toc374109208]9   Stakeholder Preferences & Assessment of Options
[bookmark: _Toc374109209]9.1   Stakeholder Preferences
At the Third Stakeholder Workshop on 25th June 2013, the four working groups produced the following assessment of each of the shortlisted management options.
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	Advantages
	Disadvantages & Blockers

	Option 1 – Community Management

	· Constant and reliable source of water supply
· Availability of local technicians for gravity system
· Availability of solar technology
· If source is well protected, running costs will be minimal
· Availability of public standpipes will ease collection of user fees
· Community ownership
· Cheaper running costs
· It promotes transparency
· Cost effective because O&M is done locally
	· Exposed to pollution from different sources
· Flow of water is based on seasonality eg dry season
· Prone to deforestation and human activities
· Political interference can affect smooth running
· Inadequate managerial skills and experience
· Lack of willingness to pay affects sustainability
· O&M costs may disrupt the smooth functioning of the system
· Importance of potable water to promote health and well being among rural people is very low
· Difficult to get management experience locally
· Type of materials used may affect smooth functioning e.g. PVC pipes
· Availability of SALWACO staff to access rural communities is difficult

	Option 2 – Town Water Board

	· It  enhances a strong decentralized system
· It develops the culture of ownership
· With sustained engagement of the community at different levels promote sustainability
· With town water supply, decision making is easy
· Fosters transparency and accountability
· It enhances Local Economic development
· “Pay as you go” tariff rates are not flat so communities cannot use this as an excuse for public stand post 
	· Difficult to get the total support or commitment of some Board members because of the absence of incentive.
· Limited capacity of some Board Members
· Limited funds for training of water department personnel.
· Difficult to assess seed money for operation and maintenances
Challenges
· Willingness of the communities to pay user fees
· The decision of the technology or facility by the town board is limited.
· Weak community sensitization to stimulate willingness to pay
· Political interference into Board decisions
· Weak partnership and coordination of the board
· Logical constraints for the Board to carry out their operation
· Attitudes of the community people

	Option 3 – Private Contractor

	· It ensures effective revenue collection
· Less burden on the [Water] Board
· It ensures accountability and transparency
· It ensures quality and sustainability of service
· It creates job opportunities for community members
· It greats a sense of ownership
· It ensures functionality of the system
· It ensures effective monitoring and evaluation
· Communication flows between stakeholders
· Performance appraisal
· A binding agreement between the Water Board and the service provider
· An efficient data collection system
· Equitable service delivery
	· Expensive to have a private operator
· Instability of tariff
· When a contractor fails to in contextual obligations there will be no performance appraisal
· Debt or withdrawal of the contractor
· Changes in management [of the contractor?] affect the service delivery system
Barriers
· Poor community participation
· At times they {contractor] ignore institutional mandate
· Socio-cultural activities
· Political interference and instability – result in a complete breakdown of the system
· Natural defects – seasonality
· Availability of HR
· Income level of water users

	Option 4 – SALWACO (After ongoing transformation process)

	· More efficient in technical capabilities
· Well-co-ordinated and harmonised water supply
· Ensure effective service delivery and use of resources
· Have financial opportunities to undertake water projects in bigger communities [better access to donors]
· Ensure/guarantee the provision of quality water supply to the people/communities
· Well-structured organisation to attract donor confidence
· Have legal framework that backs up operations of SALWACO
	· It’s expensive to set up water supply systems for larger communities
· Does not set up water supply system for smaller communities
· Political interference in SALWACO operations
· Large problem regarding sustainability in larger communities
· Unwillingness of consumers to pay water bills/rate adversely affects the operations of SALWACO
· O&M costs are too high


[bookmark: _Toc374109210]9.2   Assessment of Shortlisted Options
From the discussions at the workshop and from the experience in Uganda and Ghana it is clear that the choice between the management options is not to pick a single “one size fits all” solution, but rather to use a suite of solutions that are applied on a “horses for courses” basis.
The suite of options is as follows:
1. Community management should be used in the smallest towns (typically those under 5000 population) which also use simple technologies. This approach is more akin to community managed rural water supply systems.
2. The majority of small town water supplies should be managed by a Town Water Board which can then decide to operate the system directly using a town water department or to contract out the operation to a private contractor.
3. A few specific larger towns should be operated by SALWACO.
If community management is the standard option for the smaller towns, then the key decision is between three alternative operators for the medium sized small towns:
1. A Town Water Department
2. A private operator
3. SALWACO
The choice between the three alternative operators have very little impact on the ultimate effectiveness of the six value chains identified in Chapter 7 – whichever operator is chosen they will have to do a lot of work establish strong value chains.
The choice between the different operators comes down to more practical issues such as the following five questions that were put to the participants at the June workshop that they should consider when assessing the options.
· How practical will it be to implement this option under the current environment
· How  sensitive is the option to political interference
· How attractive will the option be to users and what effect will it have on their willingness to pay
· How expensive with the option be to operate
· Is the SALWACO option in line with government (decentralisation) and sector policy
The three options have been assessed on the following basis:
· A large amount of community sensitisation will be done whichever operator is used.
· A lot of training will be carried out for all options as well as detailed design of organisations and tariffs
· Options are only used in appropriate circumstances, e.g. The SALWACO option will only apply to the nominated 10 larger towns
The following table assesses the pros and cons of each option and scores each criterion on a 1 – 5 rating where 1 is poor and 5 is excellent.
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	Water Department
	
	Private Operator
	
	SALWACO
	

	Practical to implement
	Pros: Uses existing mechanisms. 
Cons: Kambia experience highlights problems. Difficult to get consistent standard. Spreads the skills needed across many towns
	3
	Pros: Interest from existing contractors. Have some experience from construction and temporary operation. Easier to enforce consistency across small number of contractors and through contracts.
Cons: Small private sector. Clients not strong on contract administration. 
	4
	Pros: concentration of skills, but only for a few of the larger towns. SALWACO transformation is planned.
Cons: SALWACO need to undergo major transformation: difficulties and scale of the transformation seem to be under estimated. History suggests that this is an inherently inefficient option. 
	2

	Political interference
	Pros: Local accountability.
Cons: Open to major interference
	1
	Pros: Contracts provide some transparency and protection from interference.
Cons: Difficult for contractors to say no
	3
	Pros: Transformed SALWACO may be more independent.
Cons: Historically open to major interference
	1

	Attractive to users
	Attractive if done well
	4
	Attractive if done well, but may be some resentment of companies making a profit.
	3
	Seen as traditional central government function, lack of credibility from past performance.
	2

	Operating costs
	Cost effective if done well, but risk of bureaucracy
	3
	Should be cost effective and better management of the supply chain.
	4
	Traditionally expensive.
	2

	Alignment to policy
	Strongly aligned, particularly with recent statements from MWR
	5
	Aligned with national policy to use the private sector more, but may be lack of buy-in at implementation level
	3
	Aligned with policy (for the 10 nominated towns)
	4

	TOTAL SCORE
	
	16
	
	17
	
	11




[bookmark: _Toc374109211]9.3   Conclusions
1. Community managed and operated systems should be used in the smallest towns if they use simple technologies.
2. For the majority of small town water supplies a Town Water Board should be established with responsibility for overseeing the management of the water supply system. Each town should be free to decide whether to set up its own Water Department staffed by town council employees or to contract out the day to day operation to a private contractor. Subsequent chapters of this report will explore the national implications and the short term bridging arrangements for existing schemes.
3. SALWACO’s role in operating water supplies in the larger towns should be carefully reviewed and consideration should be given to reducing this role to covering only a handful of the very largest towns.


[bookmark: _Toc374109212]10   Proposed Approach to Broader Issues
This chapter addresses the more general issues that the water sector faces which have an impact on the future management of small town water supplies. They are issues that are outside the direct scope of the small towns assignment but which are so important to the successful management of small town water supplies that it is important for the sector to consider solutions to the issues. This chapter therefore provides some suggestions rather than recommendations to reflect the more general nature of the issues.
[bookmark: _Toc374109213]10.1   Emergency Operation of Recently Completed Systems
Several water supply systems have been completed recently either by SALWACO or a mixture of district administration and MWR. Most of these have not started operation, either because of problems completing the contracts and the commissioning of the schemes or because of confusion about who is to take responsibility for operating the systems. Kambia is the only significant system that has gone into operation and this was after careful design and preparation of the management system with JICA support. Even with this preparation Kambia quickly ran into difficulties and is not operating effectively.
There is therefore significant pressure to establish some sort of “emergency operating arrangement” to allow these systems to provide much needed water to their intended users. The Kambia experience shows very clearly that any sort of “quick fix” is likely to run into problems with users. A sustainable solution needs significant professional support on community sensitisation, design of the management system and on capacity building in the new management organisation. This professional support will need funding and some sort of procurement process to appoint the supporting services. 
The fundamental problem is that there are no existing resources in the sector, so any sustainable solution needs time to procure consultancy or operator expertise. Even the simplest supporting activity needs a resource to write terms of reference, identify funding and then procure the support service. This process will take a minimum of 12 months if existing funding facilities can be used.
9.1.1 Immediate Emergency Operation (Year 1)
For recently completed systems the options for immediate operation are:
1. Establish a Town Water Board as soon as possible and employ staff directly to operate the system without any support to this process. Kambia (which did have support) has highlighted the dangers of this approach and this is not suggested.
2. Ask SALWACO to operate the system temporarily. This is not suggested since SALWACO are unable to operate their current 6 towns effectively and are in the process of a major transformation.
3. Ask the contractor who built the system to operate it for 12 months under a variation order to his construction contract and fund the operation from a uniform national tariff. This is the suggested approach.
Recommendation Existing clients should prepare variations to existing contracts to provide for 12 months operation of newly completed systems. The variations should include details of tariffs and fee collection mechanisms.
10.1.2 Interim Bridging Operation (Years 2 and 3)
Use the above 12 months of breathing space to provide a more sustainable bridging arrangement for the subsequent 24 months. The options are:
1. Move directly to Town Water Boards and Water Departments using ad hoc support from existing sector organisations such as the WASH Support Facility or SALWACO. There is a serious risk of inadequate community sensitisation and organisational design (see Kambia experience) and this is not suggested.
2. Move directly to Town Water Boards and Water Departments but support them with technical assistance (TA) to carry out community sensitisation, organisational design and capacity building. This would require the water departments to provide a good service to users from day 1, while at the same time designing and establishing their organisation and is not suggested.
3. Appoint a Contractor for a bridging period to operate the system and provide a good service to users. At the same time let a TA contract to do community sensitisation, organisation development and capacity building for a Town Water Board and Water Department. This is the suggested option.
Recommendation: The WASH Facility should identify a sector client and support them in implementing bridging O&M contracts and for TA support contracts. This would include writing terms of reference and identifying funding.
[bookmark: _Toc374109214]10.2   Sector Leadership and Co-ordination
This issue has been discussed in some detail in Chapters 4 and 6 and is something that the sector is well aware of and is in the process of addressing with support from the WASH Facility. It is suggested that the exact mandates of the various sector organisations are clarified as soon as possible, in particular the future role of SALWACO and the list of towns that SALWACO is to operate in future is finalised and agreed.
In order to assist this process the following practical suggestions may be of help:
1. Get the proposed new WASH website established and publicised as soon as possible and use it to maintain the following practical tools,
2. A sector contacts list with the names, positions and contact details of sector staff
3. A document library and document register so everyone has access to all documents
4. Set up a sector calendar that logs all the main sector events and deadlines such as workshops and proposed reporting dates for the main assignments
5. Appoint a communications co-ordinator in each of the main sector institutions who acts as the focal point for communication both into and out of their organisation
6. Publicise the agenda and minutes of the Sector Policy Co-ordination Team (SPCT)
7. Publish a short monthly newsletter of WASH activities in the previous month and future planned activities.
8. Consider establishing best practice groups to meet every 2 or 3 months. Possible groups are: commercial & financial (covering procurement, contracts, supply chain, tariffs etc.); users (covering WAP, tariffs, expectations on service levels, bad debts etc.); technical (covering design, standardisation of equipment, maintenance etc.)
In order to maintain such an operation the sector would need to appoint some sort of small WASH sector secretariat which would take over operation from the temporary WASH Facility. 
Recommendation: The WASH Facility should organise for the new WASH website to be established as soon as possible and support the sector in establishing a secretariat to implement the specific tools described above.
[bookmark: _Toc374109215]10.3   User Attitudes and Expectations
Users have received very mixed messages in the past about the provision of clean water and whether this is a human right and a social good or a commodity to be bought and sold like any other. It is important for the sector to develop and disseminate clear messages about the sector policy and the general roles of different organisations. Key messages are:
· Clean water has important health benefits and should always be used at least for drinking and cooking.
· Providing clean water costs money and the users need to pay the cost of providing water.
· Government acts as facilitators for the provision of clean water.
· Local councils are responsible for organising clean water facilities but users are responsible for paying for the facilities.
· Users should decide on the service level that they want and that they are willing to pay for.
· The cost of providing clean water varies depending on the water resources available and the service level provided; tariffs will therefore vary between different communities
· The private sector can be a cost effective way of providing clean water.
Recommendation: It is suggested that the SPCT agrees on what the messages are and how they are to be disseminated and how compliance with the messages will be monitored and enforced.
 It is particularly important that all parties lead by example and that any non-compliance is picked up and corrected. Behaviours that need to be stopped include:
· Providing clean water free of charge at any time
· Promising free or subsidised clean water facilities in the future
[bookmark: _Toc374109216]10.4   Project, Programme and Contract Management
The sector is very weak in this area and it is difficult to implement anything effectively without strong:
Project Management. The management of resources and activities to deliver a single specific outcome. A project could be a water supply system, a management system or any other specific outcome (e.g. a study). It is traditionally concerned with managing time, cost and quality but stakeholder management (and communication) is now usually included as well. The main tools are project plans, budgets, time schedules, risk registers, scope of works, stakeholder engagement plans etc.
Programme Management. This covers the management of several projects within an overall programme and is usually concerned with planning and monitoring the implementation and progress of individual projects so as to optimise and smooth the costs, resources and benefits realisation across the programme. The main tool is a resource and cost linked time schedule.
Contract Management. This means the drafting of tender and contract documents, procurement and management of work by third parties through a contract. It includes choosing the right form of contract, using the best payment and incentive mechanism that allocates risks appropriately to the two parties to the contract, and then administrating the contract efficiently. 
The above covers a wide range of missing expertise and it is suggested that training is done to support sector professionals in all three areas. However, effective project, programme and contract management does not happen in isolation and it is difficult for individuals to be effective if the general business environment is weak. In particular uncertainty and delays in client decision making and funding creates havoc with the best plans and time schedules.
Recommendation: The WASH Facility should support targeted training in project, programme and contract management.
[bookmark: _Toc374109217]10.5   Planning, Design and Construction
The planning, design and construction of water supply systems has a major impact on their future effectiveness but also, more relevant to this assignment, has a critical impact on their financial viability and sustainability. Specific issues are:
· Systems need to be designed to maximise the cost effective supply area so as to include the maximum number of paying users while avoiding extending the coverage to distant or less densely populated areas that add costs.
· Systems need to be designed for appropriate per capita consumptions to avoid over design and uneconomically large systems or under design and failing to meet users’ expectations.
· Designs need to carefully consider whole life costs and understand that operating costs (paid by users) may have a higher weighting than capital costs (potentially paid by donors) than would be the case in a classic financial discounted cash flow analysis. Areas to consider are: reducing or removing pumping; remove or reduce the use of chemicals in water treatment (eg. by selecting protected sources or using slow sand filter treatment); locate and lay pipes at an adequate depth to minimise damage from heavy vehicles, road construction or flooding.
· Designs should ensure ease of operation and a continuous supply to users. For example, the use of reserve storage tanks to provide water during short term breakdowns in the system needs to be balanced against the additional cost and effectiveness of such tanks (the tanks serve no purpose if the first that anyone is aware of a problem is when the tank is empty). Valving and bulk meters are other areas for consideration as is the design of pumps to allow flows to be tailored to varying demand during the day.
· The number and design of stand posts or kiosks needs careful consideration. Too few and users have to walk too far and revert to traditional sources, too many and maintenance costs increase and (for kiosks) the cost of collecting payments becomes significant.
· Good quality construction is a fundamental requirement for an effective water supply system. This needs: the selection of competent contractors; getting the price right (too aggressive tendering or negotiation by the client forces the contractor to cut corners); and proper construction supervision.
All of the above is basic standard practice for competent designers and the sector needs to build capacity in this area (see below). The more immediate pressure is on recently completed systems which may contain serious planning, design or construction flaws.
Recommendation: The TA contracts described below, should include a quick review of the planning, design and construction of the system and provide recommendations for “quick fixes” for any major issues that are identified. These quick fixes should be included in the bridging O&M contract. It is not the intention that these reviews comprise a redesign to optimise the existing designs; quick fixes need to be limited to fixing critical flaws that will undermine the financial viability of the system.  
[bookmark: _Toc374109218]10.6   Standardisation of Equipment
There is an urgent need to develop the supply chain for the sector and this would be considerably assisted if the main items used in water supply systems were standardised so that equipment and materials could be bought in bulk and interchanged easily. The level of standardisation is a trade-off between maximising the strength of the market to provide the best value items for a particular situation (little or no standardisation) versus the above benefits of strong standardisation.
There are three basic levels of standardisation:
No standardisation. Technical specifications are used to ensure items meet technical standards but the market is free to provide anything that meets these standards.
Partial Standardisation. Where the sector decides that certain types of items will be used throughout the country. For example uPVC pipes will be used for water supply or certain types of pumping configurations and standby power arrangements will be used.
Full Standardisation. In this option a particular supplier (or short list of manufacturers) will be used for all items to maximise purchasing power and inter-changeability of parts.
Recommendation: SALWACO should use partial standardisation to develop guidelines for equipment and materials to be used in small town water supply systems. 
[bookmark: _Toc374109219]10.7   Professional Development and Capacity Building
New young professionals are joining the sector at an increasing rate and there is an urgent need to set up structures to assist them in their professional development. Much of the content of the professional development has been described above and includes such things as project, programme and contract management as well as planning, design and construction of water supply systems. Community sensitisation, finance, business planning and communication are also important skills that need to be developed and these broader skills overlap with other sectors.
This section deals with the “how” of professional development and capacity building rather than the “what”. It is suggested that a multi-pronged approach is used and it is important not to rely on training alone as a panacea for professional development.
Recommendation: It is suggested that the WASH Facility develops a capacity building plan for sector professionals that includes:
1. Establishing a water and sanitation professional association to provide a focal point for sector professionals
2. Guidelines for young professionals on the skills and experience that they need to acquire, depending on the career path they wish to follow.
3. Promoting “learning by doing” with guidelines for employers on the range of experience that young professionals should be exposed to (for example, project management, planning & design, construction, operations, procurement & contracts, users & customer service, finance etc.)
4. Basic training modules and a mechanism for a training organisation to deliver and be paid for these.
[bookmark: _Toc374109220]10.8   Developing the Private Sector
The private sector, by definition, operates under free market conditions and to a great extent will develop itself if the commercial conditions are favourable. In the past the conditions have not been favourable and the WASH sector will need to assist the development of the private sector by:
· Deciding on the extent of the role of the private sector, in particular for the future O&M of small town water supply systems. If bridging O&M contracts are used on recently completed systems then this will give a good test bed for the effectiveness of the private sector.
· Training SALWACO, districts and town water boards in the drafting, procurement and management of contracts and in particular of O&M contracts.
· Strengthening the contracts and the ability to enforce the contracts through appropriate dispute resolution and ultimately through the courts. 
· As part of the implementation of management systems in the new small town water supply systems ensure that plans are developed for the procurement of spare parts for the inevitable breakdowns that will occur. This planning could, for example, include setting up a framework contract with a supplier to provide spares as and when needed. It is important that any such plans have robust financial arrangements in place so that suppliers are confident of being paid on time and can start to consider building up stocks of spare parts at their own commercial risk.
· Establish a supplier forum where sector organisations and suppliers can meet, say quarterly, to exchange ideas and discuss and resolve issues.
Recommendation: The SPCT should clarify the policy on the use of private contractors for O&M of small town water supply systems and establish a supplier forum.
[bookmark: _Toc374109221]10.9   Transformation of SALWACO
The transformation of SALWACO is underway and is being led by the institutional component within the AfDB funded Three Towns Water & Sanitation Project. There does, however, seem to be a lack of clarity on the future role of SALWACO. All parties agree that SALWACO will have a dual role and will operate a certain number of town water supplies as well as providing technical advice and support to the sector nationally. 
What is not clear is:
· The number and identification of the towns to be operated by SALWACO. The draft Act specifies 10 towns but does not list them and SALWACO are currently talking about operating 15 or more towns.
· The relative importance of the two functions. The impression is that the operation of the larger towns’ water supplies is seen in SALWACO as the main function, with the advisory role as secondary. The danger is with two very different responsibilities that one responsibility dominates and the other one is not given sufficient attention.
The study team also have got a very strong impression that SALWACO do not recognise the extent of the challenge that they face in effectively implementing the proposed transformation. The work to date is focussed on the nuts and bolts of organisational change such as new organisational structure, job descriptions, budgets etc. While all of this is important the fundamental transformation needs to be in the organisational culture and including such things as:
· What is the underlying purpose and vision for SALWACO and what would a successful SALWACO look and feel like
· What is the current business culture, why is it like this, what should the new culture look like and how do we achieve it?
· What sort of people should the new SALWACO employ? How important are professional skills and experience (and what skills are needed) versus having people with the right personal qualities such as initiative, judgement and reliability.
· How will information flow up the organisation and how will decisions be made?
· What new systems are needed to manage the new SALWACO
The analysis in Chapter 8 also raises questions as to whether SALWACO is the most effective organisation to manage small town water supplies. In the short term, given the lack of capacity in the sector and the technical complexity of managing the larger towns SALWACO may well be the best interim solution. There seems to be an interest is some quarters for SALWACO to manage significantly more than 10 towns and the assumption that more towns will make the future operation more financially viable due to economies of scale. It is questionable whether this assumption is correct as generally the larger towns are more financially sustainable and easier to manage so adding a long “tail” of smaller towns dilutes this efficiency.
Recommendation: The Minister of Water Resources should carefully consider the future role of SALWACO in managing small town water supplies and consider what is the optimum number of towns from the currently proposed 10. He may also want to consider making the management of these towns a temporary arrangement for say 5 years, after which time the sector will consider whether the management of the water supplies in these towns could be transferred to the private sector or to the local councils.

[bookmark: _Toc374109222]11   Strategy for Management of Small Town Systems
[bookmark: _Toc374109223]11.1   Underlying Strategy
The underlying strategy is that managing small town water supply systems will be implemented on a town by town basis as and when new water supply systems are planned in towns. Small town water systems are considered in three categories:
1. Towns with existing water systems or water systems that are under construction and close to completion. These have been dealt with in Chapter 9.
2. Towns with new water supply systems under preparation; either planned, designed or at an early stage of construction. These are the priority towns for implementing new management systems and require urgent action to get sustainable management systems in place before the new water supply is completed.
3. Towns with no planned new water supply system. These towns can be planned in a comprehensive way with the management system designed and implemented together with the new water system.
[bookmark: _Toc374109224]11.2   Option Utilisation Matrix and Approximate Numbers
For high level planning purposes we have used the following assumptions.
1. Towns with populations under 5000 in 2013 will generally use community managed systems. In reality the decision will depend on the complexity of the technology and user preferences on individual schemes. Towns of less than 5000 people that use community management should be considered as part of the rural water sub-sector and are not considered further in this study. Towns of less than 5000 people but which use Town Water Board (and are operated by a private contractor or a town Water Department) are included in the second category below. For global planning purposes it is assumed that 20% of the towns with populations under 5000 in 2013 will fall into this category.
2. The majority of small towns will be managed by a Town Water Board
3. The following 10 towns will be operated by SALWACO:
					Nominal 2013 Pop.	Existing/Under Construction	
· Bo				201,000			Yes		
· Kenema			172,000			Yes		
· Makeni			 108,000			Yes		
· Kabala			 19,000			Yes
· Mile 91/Yonibani		 21,000			Yes
· Pujehun			 10,000			Yes
· Lunsar			 22,000			Yes
· Kambia			 16,000			Yes
· Port Loko			 29,000			Yes
· Lungi			  6,000			Yes

Tables in Chapter 5 show the total numbers of small towns and the towns with new or planned water systems. Using these tables and adding the three AfDB towns and Koidu (the remaining large town) the following list of all towns and towns with existing, new or planned water systems has been produced.
[bookmark: _Toc364597009][bookmark: _Toc364602741][bookmark: _Toc364602776][bookmark: _Toc364653613][bookmark: _Toc364653649][bookmark: _Toc374109261]Table 19: All Small Towns Water Supply Status
	Population Band
	Nr of Towns
	Existing or New System
	Planned
	SALWACO
	WATER BOARD

	>1 million
	1
	0
	0
	0
	0

	200,000 – 1m
	1
	1
	0
	1
	0

	100,000 – 200,000
	3
	3
	0
	2
	1

	50,000 – 100,000
	0
	0
	0
	0
	0

	20,000 – 50,000
	8
	3
	1
	3
	5

	10,000 – 20,000
	14
	5
	4
	3
	11

	5000 – 10,000
	32
	1
	1
	1
	31

	2500 – 5000
	65
	0
	0
	0
	132

	Total
	124
	13
	6
	10
	180


1Freetown not included
220% included in small towns’ management consideration

[bookmark: _Toc364597010][bookmark: _Toc364602742][bookmark: _Toc364602777][bookmark: _Toc364653614][bookmark: _Toc364653650][bookmark: _Toc374109262]Table 20: Towns with Existing, New or Planned Water Supply Systems 
	Town
	Nominal 2013 Pop.1)
	Existing, New, Planned
	Future Operator
	Implementation

	Bo
	201,000
	Existing
	SALWACO
	Under SALWACO transformation

	Kenema
	172,000
	Existing
	SALWACO
	Under SALWACO transformation

	Makeni
	108,000
	Existing
	SALWACO
	Under SALWACO transformation

	Koidu
	>100,000
	Existing?
	Town Water Board
	Priority project

	Mile 91/Yonibana
	21,000
	New
	SALWACO
	Under SALWACO transformation

	Pujehn
	10,000
	New
	SALWACO
	Under SALWACO transformation

	Lunsar
	22,000
	New
	SALWACO
	Under SALWACO transformation

	Kabala
	19,000
	New
	SALWACO
	Under SALWACO transformation

	Lungi
	6,000
	New
	SALWACO
	Under SALWACO transformation

	Kailahun
	18,000
	New
	Town Water Board
	Priority project

	Port Loko
	29,000
	New
	SALWACO
	Under SALWACO transformation

	Kambia
	16,000
	Existing
	SALWACO
	Under SALWACO transformation

	Rokupr
	12,000
	Existing
	Town Water Board
	Priority project

	Bonthe City
	13,000
	Planned
	Town Water Board
	Priority project

	Matru
	10,000
	Planned
	Town Water Board
	Priority project

	Segbwema
	11,000
	Planned
	Town Water Board
	Priority project

	Boajibu
	7,000
	Planned
	Town Water Board
	Priority project

	Magburaka
	22,000
	Planned
	Town Water Board
	Priority project

	Moyamba
	15,000
	Planned
	Town Water Board
	Priority project




This means that the towns fall into the following management categories:
· SALWACO – 10 towns. Towns to be managed by SALWACO and are covered by the ongoing SALWACO transformation plans. These towns are not considered further in this report but it is hoped that the report will provide useful ideas and guidelines for SALWACO’s planning.
· Water Board Priority Towns – 9 towns. There are nine towns with existing or new water systems that are not on the SALWACO list and it is proposed that these towns are the focus on the implementation plan.
· Water Board Long Term – 53 towns.
[bookmark: _Toc374109225]11.3   Approach to Specific Issues
11.3.1   Accountability, transparency and management culture
The wider cultural issues are outside the direct scope of this assignment and have been touched on in Chapters 6 and 9. This subsection deals with the more practical issues of ensuring accountability and transparency in the future management arrangements. This will be done by enduring that the management arrangements in each town include:
· Clear accountabilities for individual roles with specific measurable objectives
· The use of performance measures and incentives (both rewards and penalties) for both individuals and contractors.
· Allocation of oversight responsibilities to the district and the Town Water Board.
· The requirement for public documentation on the finances and performance of the water supply management.
· Appointment of an auditor to monitor performance and finances
11.3.2 Human resources
Effective future management will need a strong focus on recruiting and retaining the right staff through appropriate reward, recognition, training and career progression. For this to be effective two extremely difficult issues need to be addressed:
· Staff remuneration levels. These are traditionally very low within government and unless this can be solved (eg by implementing the much delayed new pay scales) this is one factor which makes the use of private contractors (who are not constrained by government pay scales) more attractive. A partial solution is to provide strong training, experience and career development which will make employment on small town water supply systems attractive to younger staff, at least in the short term.
· Performance management on poorly performing staff. This is traditionally weak in government bureaucracies but has a very damaging effect on other staff. The guidelines suggest processes that could be used to manage poor performers in a professional way.
11.3.3 Cost recovery
Effective cost recovery is the fundamental life blood of all of the management systems and all stakeholders need to understand and accept that everything depends on the money. This means that the following different areas need to be carefully designed to interact is such a way as the management system delivers a financial surplus at the end of each month:
· Technologies and service levels
· Tariffs and billing collection
· Management efficiency, including keeping costs to a minimum and ensuring maximum water production and sales 
Underlying this is the users’ willingness and ability to pay for water which is strongly affected by their perceptions of:
· Value for money and in particular getting a reliable water supply
· Transparency and confidence that “their” money is being spent appropriately
· Fairness and an acceptance that providing clean water costs money
The guidelines strongly emphasise the fundamental importance on finance in providing a sustainable water supply system but this message needs continual reinforcement by all sector leaders.
11.3.4 User expectations and attitudes
This issue has been discussed in previous chapters but from the point of view of implementation of management systems in specific towns the approach is to ensure that adequate sensitisation takes place. The Kambia experience shows that such sensitisation needs to be:
· Carefully designed and planned. There is the danger that people tell survey staff what they think they want to hear and what they think will increase their chances of getting a new water supply system. 
· Implemented over a substantial time period, it is not a one off exercise that can be done in weeks or months but rather a long term exercise over several years. Many of the Kambia problems seem to have been in the detail and in the actual implementation, this suggests that sensitisation is not just a step to be carried out during project planning but is an ongoing dialogue with users that develops into a customer forum that gives regular feedback to the water supply management.
The guidelines bring out these issues and build in realistic timescales for community sensitisation activities.
11.3.5 Supply chains and technologies
When a management system is being designed for a small town water supply, the technology choices and their implications for future supply of spares will be a fundamental consideration in the design. In particular designs should use readily available and industry standard items and the management should: 
· Carry out an assessment of likely future breakdowns and spare parts required.
· Consider what stock of spares should be held. Many organisations nowadays carry little or no spares and rely on efficient supply chains to provide spares on a “just in time” basis. This approach breaks down where the supply chains are weak and it is recommended that towns use a less fashionable approach and keep a reasonable stock of items that are (a) very likely to be required in the next 12 to 24 months and (b) can be stored securely without deteriorating.
· Discuss with suppliers how less frequently needed or emergency spares will be provided. This could include joining up with other town water supplies to set up a framework contract to supply certain items within a target time period or even getting the supplier to take the commercial risk of holding a small stock of less frequently used items.
[bookmark: _Toc374109226]11.4   General Approach to Implementation
11.4.1 Implementation Approach
The implementation of management systems for small towns’ water supplies could be done in three ways:
Traditional project approach. Establish a special project with a mixture of sector staff and technical assistant consultants to work with the districts and towns to set up new management systems in each of the towns with existing or soon to be completed systems. This approach has the benefits of a dedicated project team with funding that can move the process on and take the lead with the districts and towns. The disadvantage is that it imposes a process and timescale on the districts and towns and to a certain extent will use a “one size fits all” approach to the timing and design of management systems. It runs contrary to the demand driven approach that has been proposed and also will tend to dilute the district and town ownership of the final management systems.
Facilitation approach. Establish a sector Leadership Unit to assist the districts and towns to implement the approach and guidelines contained in this report. This is a less focussed and driven approach than the project approach described above, but it ensures that the districts and towns retain full ownership of the management systems while providing strong support and guidance to them.
District and town implementation. Leave implementation to the districts and towns, with support from existing sector organisations such as the WASH Facility and the guidelines contained in this report. This gives maximum ownership to the districts and towns but has a high risk of delays and problems in implementation.
The proposed implementation strategy is to set up a small towns’ water supply management Leadership Unit in a sector organisation which will provide advice, guidance and tools to districts and Town Water Boards on setting up management systems in individual towns. The location of the unit could be either in SALWACO as part of their new remit to provide technical advice and guidance across the sector or in the new Urban Water Department within the Water Directorate. On the basis that SALWACO’s remit as it stands at present is quite focussed on providing technical advice and on managing the larger towns and given that they are in the middle of a difficult transformation it is proposed that the unit sits in the Water Directorate. 
Recommendation: A small town’s leadership unit should be established in the Urban Water Department of the Water Directorate. The unit would provide advice and guidance to districts and Town Water Boards, including guidance on O&M contracts, but would not be involved in implementing management systems. It is also proposed that none of the implementation or training contained in other recommendations should be started until this unit is established.
Note that the Leadership Unit is solely concerned with supporting the districts and towns to establish management systems to operate and maintain small town water supply systems, with particular emphasis on the towns with new or rehabilitates systems. SALWACO would remain responsible for supporting the districts and towns to design and construct new water supply systems. This means that the Leadership Unit is really a short term solution to an immediate problem – the long term solution is for SALWACO to develop a decentralised support function to support districts and towns on design, construct and operation of new systems in a similar way to the Water & Sanitation Development Facility (WSDF) in Uganda. 
11.4.2   Leadership Unit
The leadership unit that is proposed within the Water Directorate would consist of three people:
· A team leader with a strong commercial back ground and ideally some technical knowledge of water supply systems.
· A sociologist or community sensitisation specialist
· A senior administrative assistant to manage the documentation and guidelines and organise workshops and training.
11.4.3   Technical Assistance
Recommendation It is proposed that two types of technical assistance are provided (which could be grouped into a single contract):
1. Implementation TA for the immediate systems that need support to their new Water Board in setting up a Water Department or contracting out the work to a private O&M contractor as well as with community sensitisation.
2. A TA to support the establishment of the Implementation Unit, this is likely to be a single person with part time input.



[bookmark: _Toc374109227]12   National Implementation Plan for Small Towns 
[bookmark: _Toc374109228]12.1 Introduction
This chapter describes the plan for developing and implementing new water supply management systems in the priority towns using the approach described in Chapter 11 above. The plan has been described as if it was a project, with objectives, outputs and activities which are all linked in a logical framework. The plan is however a rather loose project which is demand driven and the pace of implementation will be driven by the level of interest and engagement by districts and towns: it has therefore been called a National Implementation Plan rather than a project and has been referred to as the Plan in this report.
This is a high level plan that reflects the fact that it is a loose plan designed as a guide to the Implementation Unit rather than a tight specification to be closely followed in detail.
Recommendation That a high level National Implementation Plan should be urgently implemented to support the development of management systems for the towns with water supply systems coming on line in the near future.
[bookmark: _Toc374109229]12.2   Objectives
The wider objective of the Plan is to provide sustainable clean water to the design populations in the nine priority towns. Although the Plan allows for a certain level of quick fixes to the water supply systems, this wider objective relies on it being possible to do enough “quick fixes” to the systems to allow the water supply systems to be cost effective to operate.
The immediate objective is to establish sustainable water supply management systems in the nine priority towns.
[bookmark: _Toc374109230]12.3   Outputs
Eight high level outputs have been identified that are designed to achieve the immediate objective.
1. Leadership Unit established and TA consultants appointed.
2. Concept plan produced for each town detailing the agreed O&M arrangement (Water Dept. or Contractor) and the general organisational structure, oversight arrangements and the nature of the supporting TA required.
3. User communities willing and able to pay the cost of water required for sustainable operation and maintenance.
4. Oversight, auditing and customer forum structures in place.
5. Town Water Boards established.
6. Town Water Departments or O&M contracts established to do day to day O&M, including all necessary people, processes and systems.
7. Business plans produced for each town, including financial plan, tariffs and billing and collection system
8. Water supply systems modified to ensure basic cost effective systems are in place in each of the 9 towns.
[bookmark: _Toc374109231]12.4   Activities and Cost Estimate
12.4.1 Activities
The activities required to achieve each of the eight outputs are as follows
Output 1: Leadership Unit & TA
1.1 SPTC agrees on the scope and details of the Leadership Unit and the Water Directorate establishes the unit.
1.2 Funding for TA consultants secured and procurement carried out.
Output 2: Concept Plan
2.1 Concept plans discussed, agreed and produced by the Implementation Unit for each town.
Output 3: Community Willingness to pay
3.1 Community sensitisation, hygiene education and service level and tariff agreement carried out.
Output 4: Oversight, Auditing & Customer Structures
4.1 All necessary bye-laws enacted.
4.2	The role of the district administration, SALWACO and MLGRD in oversight, support and auditing is agreed and put in place.
4.3 Customer forum established.
Output 5: Town Water Boards
5.1 The purpose, scope, membership and responsibilities of the Town Water Board is agreed and the Board is set up in each town.
Output 6: Water Departments or O&M Contracts
6.1 For Water Depts., the organisational design is carried out including structure, job descriptions, offices and transport, equipment, management and reporting systems, support systems etc. For contracts the scope of works and contracts are written, including payment and incentive mechanisms.
6.2 Financing arrangement s agreed for both options including details of back accounts and financial reporting.
6.3 For Water Depts. recruitment is carried out and the department established. For contracts the contracts are tendered and awarded.
6.4 For both options the operator prepares the detailed processes and systems, including customer databases, billing systems and spares and maintenance plans.
Output 7: Business Plans
7.1 Comprehensive business plans produced by the operator for approval by the Town Water Board
Output 8: Quick Fixes
8.1 Technical review carried out on the water supply system and critical weaknesses and quick fixes identified and costed.
8.2 Funding mechanism agreed for quick fixes, based on the principle that user tariffs will fund minor fixes and government/donors will be approached to fund major fixes.
8.3 Implement quick fixes.
12.4.2 Cost Estimate
The cost of implementing the Plan has three components:
· The water supply O&M costs (including any quick fixes) to be covered by users, including the costs of establishing and running the Water Department or O&M contract.
· The cost of establishing the Implementation Unit within the Water Directorate.
· The cost of the TA.
The first two cost components are part of normal sector implementation costs and only the cost of the TA has been estimated and identified as a one-off cost of implementing the Plan. It is assumed that the Plan will be implemented over an 18 month period and the following high level budget estimated uses all inclusive gross rates that allow for all international travel and in-country per diems.
[bookmark: _Toc364597011][bookmark: _Toc364602743][bookmark: _Toc364602778][bookmark: _Toc364653615][bookmark: _Toc364653651][bookmark: _Toc374109263]Table 21: Estimated Cost of TA
	Input
	Type
	Input (Months)
	Rate (USD/mth)
	Amount (USD)

	Support to Implementation Unit
	
	
	
	

	Senior TA
	International
	6
	25,000
	150,000

	Support to Towns
	
	
	
	

	Team Leader/Commercial Specialist
	Regional
	18
	15,000
	270,000

	Community Sensitisation Specialist
	National
	18
	10,000
	180,000

	Technical Specialist
	Regional
	12
	10,000
	120,000

	Backstopping
	International
	3
	25,000
	75,000

	Sub Total
	
	
	
	645,000

	
	
	
	
	

	TOTAL
	
	
	
	795,000



[bookmark: _Toc374109232]12.4   Programme and Logical Framework
Figure 13 below shows the high level implementation programme with implementation starting after the Implementation Unit has been established and the TA consultants appointed
[bookmark: _Toc364596934][bookmark: _Toc364602779][bookmark: _Toc364602990][bookmark: _Toc364653616][bookmark: _Toc364653652][bookmark: _Toc374109278]Figure 14: Implementation Programme
[bookmark: _MON_1436351626][image: ]PP – Pre Project


[bookmark: _Toc364602745][bookmark: _Toc364602780][bookmark: _Toc364653617][bookmark: _Toc364653653][bookmark: _Toc374109264]Table 22: Logical Framework for National Implementation Plan
	Objectives
	Indicators
	Risks & Assumptions

	Wider Objective
	 
	 

	Provide sustainable clean water to the design populations in the nine priority towns
	75% functionality achieved 10 years after the new systems are operational
	 

	Immediate Objective
	 
	Immediate to Wider Objectives

	Establish sustainable water supply management systems in the nine priority towns
	Systems in place that comply with the recommendations and guidelines in this report
	1. Quick fixes are adequate to provide a water supply system that can be operated cost effectively
2. There is enough development of the private sector to allow effective supply chain for provision of spare parts
3. Lack of political interference and no promises of free water
4. Transparency and good communication between the Water Board and users.

	Outputs
	
	

	1. Implementation Unit established and TA consultants appointed.
	 
	Outputs to Immediate Objectives. 

 1. Appropriate people can be appointed to the relevant oversight bodies, in particular the leader of the Town Water Board.
2. Appropriate staff can be recruited and retained for the Water Departments, in particular the leader of the Water Dept.
3. Appropriate contractors can be appointed, in particular companies that can deliver the mix of technical, commercial and customer service expertise.

	2. Concept plan produced for each town detailing the agreed O&M arrangement (Water Dept or Contractor) and the general organisational structure, oversight arrangements and the nature of the supporting TA required.
	 
	

	3. User communities willing and able to pay the cost of water required for sustainable operation and maintenance.
	 
	

	4. Oversight, auditing and customer forum structures in place.
	 
	

	5. Town Water Boards established
	 
	

	6. Town Water Departments or O&M contracts established to do day to day O&M, including all necessary people, processes and systems.
	 
	

	7. Business plans produced for each town, including financial plan, tariffs and billing and collection system
	 
	

	8. Water supply systems modified to ensure basic cost effective systems are in place in each of the 9 towns.
	 
	




	
Activities
	
	

	1.1 SPTC agrees on the scope and details of the Implementation Unit and the Water Directorate establishes the unit.
	 
	 

	1.2 Funding for TA consultants secured and procurement carried out.
	 
	 

	2.1 Concept plans discussed, agreed and produced by the Implementation Unit for each town.
	 
	 

	3.1 Community sensitisation, hygiene education and service level and tariff agreement carried out.
	 
	 

	4.1 All necessary bye-laws enacted.
	 
	 

	4.2 The role of the district administration, SALWACO and MLGRD in oversight, support and auditing is agreed and put in place.
	 
	 

	4.3 User forum established.
	 
	 

	5.1 The purpose, scope, membership and responsibilities of the Town Water Board is agreed and the Board is set up in each town
	 
	 

	6.1 For Water Dept. route, the organisational design is carried out including structure, job descriptions, offices and transport, equipment, management and reporting systems, support systems etc. For contracts the scope of works and contracts are written, including payment and incentive mechanisms.
	 
	 

	6.2 Financing arrangements agreed for both options including details of back accounts and financial reporting.
	 
	 

	6.3 For Water Depts recruitment is carried out and the department established. For contracts the contracts are tendered and awarded.
	 
	 

	6.4 For both options the operator prepares the detailed processes and systems, including customer databases, billing systems and spares and maintenance plans.
	 
	 

	7.1 Comprehensive business plans produced by the operator for approval by the Town Water Board
	 
	 

	8.1 Technical review carried out on the water supply system and critical weaknesses and quick fixes identified and costed.
	 
	 

	8.2 Funding mechanism agreed for quick fixes, based on the principle that user tariffs will fund minor fixes and government/donors will be approached to fund major fixes.
	 
	 

	8.3 Implement quick fixes.
	 
	 




[bookmark: _Toc374109233]12.5 Risks and Assumptions
12.5.1 Risks
1. Lack of leadership and coordination within the sector
2. Districts and towns underestimate the complexity and time required for setting up the new management arrangements and for community sensitisation. This leads to short cuts and similar problems to those experienced in Kambia.
3. The private sector does not evolve sufficiently to allow effective supply chain for provision of spare parts
4. Political interference and continued promises of free water
5. Lack of transparency and poor communication between the Water Boards and users.
6. Inappropriate people are appointed to the relevant oversight bodies, in particular the leader of the Town Water Board.
12.5.2 Assumptions
1. That the quick fixes that can be accommodated in the timescales and budgets are adequate to provide a water supply system that can be operated cost effectively
2. Appropriate staff can be recruited and retained for the Water Departments, in particular the leader of the Water Dept.
3. Appropriate contractors can be appointed, in particular companies that can deliver the mix of technical, commercial and customer service expertise.


[bookmark: _Toc374109234]13   Implementation Guidelines
[bookmark: _Toc374109235]13.1   Introduction
In order to assist districts and towns implement new management systems for piped water supplies, guidelines have been prepared to outline the main steps in the process of setting up a management system. The guidelines are attached as Appendix 1
The guidelines focus on establishing management systems and consider two scenarios:
1. Towns where there is an operating piped water supply or a system under construction. In this scenario the nature and extent of the water supply system has been fixed and the management system needs to work within the existing piped system and technologies.
2. Towns where there is no existing system and any planned new system is still at an early stage of planning and the nature of the water supply can still be optimised.
The purpose of the guidelines is to provide a “best practice” guide on how to set up a management system and to explain the “why” behind the main decisions and development needed as well as high level guides to the “what” and the “how”. The guidelines are intended to be a general guide and are not a detailed step by step manual and do not replace the need for professional advice when establishing a new management system.
The Guidelines use activity flow charts to take users through the process of setting up a management system and this chapter of the report describes the nature and content of the main activities in the flow charts.
[bookmark: _Toc374109236]13.2   Scenario 1 – Towns with Existing Water Supplies
The main activities in this scenario are the activities described in Figure 13 in Chapter 11 (with the initial programme level activities removed), i.e.
1. Produce and agree Concept Plan. The district council, with advice from the Implementation Unit and SALWACO, produce a high level Concept Plan that outlines how the water supply will be managed. This will include a decision on the type of management system to be used, the oversight arrangements that are required, the nature and membership of the Town Water Board (if this management option is selected) and the Bye-Laws that will be needed. The Concept Plan also includes a high level financial model that identifies how the system will be financially sustainable, the likely tariff level and why the council believes that users will be willing and able to pay this tariff. The financial model will also determine the approximate number and nature of the staff to be employed and their remuneration levels. It is important that the future roles of the district council. The Town Water Board and the town Water Department are clearly designed and documented to ensure clarity and avoid duplication or gaps.
2. Community sensitisation. Community sensitisation needs to start before the Concept Plan is produced as the initial community sensitisation will feed in community attitudes to the plan. This activity then continues throughout the development of the management system and then transfers into the permanent user forum. 
3. Bye-Laws. The district council implements the Bye-Laws that are needed to set up and run the water system
4. Oversight and community organisations established. This key activity establishes the oversight roles of the district council, the independent auditor and SALWACO as well as setting up the Community Forum to provide feedback to the water supply management.
5. Town Water Board established. The board is inaugurated and takes on responsibility for setting up the Water Department or for procuring an O&M contractor
Towns with Water Depts.:
6. Organisational design. The general structure of the department, including an organisational chart and job descriptions, what systems will be needed and how the department will report to the Town Water Board.
7. Recruitment and set up Water Dept. Recruitment on the manager and other key staff and allocation of offices and equipment.
Towns with O&M contracts
8. Write tender documents. The Town Water Board appoints professionals to write tender documents, including a tight scope of works and a draft contract. It is likely that SALWACO or a TA consultant will do this work.
9. Procurement of O&M contractor. The Water Board will tender and appoint the O&M contractor with professional advice from SALWACO or a TA consultant.
Both Options
10. Produce Business Plan. The Water Department or O&M Contractor will then produce a detailed business plan that includes proposed tariffs and a financial plan.
11. Establish detailed processes and systems. The Water Department or O&M Contractor will develop detailed business processes covering such things as billing and O&M as well as contingency plans for major breakdowns. A key process that is needed before operation can start is signed user agreements that provide legally enforceable tariff agreements between the operator and the users.
12. Technical review of system and identify quick fixes. At an early stage the Water Board will commission a technical review of the water supply system to identify and “show stopper” technical issues that need to be fixed. Key factors are likely to be leakage and coverage of the system. The review will probably be done by SALWACO, a TA consultant or a local consultants
13. Fund, specify and procure quick fixes. The quick fixes that are required will be specified to a level of detail to allow procurement and funding secured for the work. The work will then be tendered.
14. Implement quick fixes. 
15. Start operation. Operation can only start once the user agreements are in lace and once the quick fixes have at least been identified and costed.

[bookmark: _Toc374109237]13.3   Scenario 2 – Towns without Existing Water Supplies
For towns without existing water supplies the development of the management process will be done together with the implementation of a new or rehabilitated water supply and should be done as a single project. The list of activities for the management part of the process is similar to that given above, but without the need for quick fixes, as the design of the system must avoid the need for such fixes.


[bookmark: _Toc374109238]Appendices

[bookmark: _Toc374109239]Appendix A – Guidelines
Available as separate MS Word Document and enclosed as Appendix A in the Pdf version of the Report 


[bookmark: _Toc374109240]Appendix B – Financial Model
Available as a MS Excel file and enclosed as Appendix B in the Pdf version of the Report 



[bookmark: _Toc374109241]Appendix C – Terms of Reference
Enclosed as Appendix C in the Pdf version of the Report 



[bookmark: _Toc374109242]Appendix D – Persons Consulted in Preparing this Report
	Organisation
	Surname
	Forename
	Title
	Email

	Adam Smith Int.
	Barrie
	Ousman
	Public Finance TA
	

	Adam Smith Int.
	Day
	St John
	Technical TA
	stjohn.day@adamsmithinternational.com

	Adam Smith Int.
	Gheirawani
	Khadijatu
	Admin
	khadijatu.gheirawani@adamsmithinternational.com

	Adam Smith Int.
	Manu
	Kwabena
	Policy Adviser
	kwanena.manu@adamsmithinternational.com

	Adam Smith Int.
	Tillet
	Will
	WASH Facility Manager
	will.tillet@adamsmithinternational.com

	Adam Smith Int.
	Zombo
	Patrick
	WASH District Coord.
	

	AfDB
	Jambawal
	Sandy
	Prin. Social Dev Expt
	s.jambawai@afdb.org

	AfDB
	Momoh
	Shiaka
	Procurement Specialist
	

	AfDB
	Tucker
	Christian
	OIC Infra
	cadtucker@hotmail.com

	Decentralisation Sec.
	Kanu
	Joseph
	Director
	

	DfID
	Walshe
	Martin
	Snr Reg. Infra. Adviser
	m-walshe@dfid.gov.uk

	Eight-Japan
	Matsuda
	Matsuda
	Kambia PM
	matsuda-ka@ej-hds.co.jp

	GVWC
	Mansaray
	Bankole
	GM
	banklemansaray@yahoo.co.uk

	Kambia District
	Kamara
	Victor
	Chief Administrator
	

	Kambia District
	Mansaray
	Mohammed
	Plant Mgr (Kambia WS)
	

	Kambia District
	Sessay
	Alimamy
	Plant Mgr (Rokupr WS)
	

	Kambia District
	Turray
	Prince
	Manager, Kambia WS
	

	MLGRD
	Kamara
	Andrew
	Senior Assistant Sec.
	andrewkay81@yahoo.com

	MLGRD
	Sutherland
	Alison
	Local Govt Adviser
	alisonjbsg@yahoo.com

	MOFED
	Kargbo
	Adams
	Director, LG Finance 
	askargbo@mofed.gov.sl

	Port Loko
	Koroma
	Ishmael
	Councilor
	

	Port Loko District
	Komeh
	Joseph
	Dev. Planning Officer
	

	Rural WS Network
	Danert
	Kerstin
	Low Cost BH Project
	rwsb@skat.ch

	SALWACO
	Ben-Davies
	Joe
	Project Coord. 3 Towns
	 

	SALWACO
	Bockarie
	Saffa
	 M&E Specialist 3 Towns
	 

	SALWACO
	Haistings-Spaine
	Victor
	Acting DG
	 

	SALWACO
	Swarray
	Ansumana
	Inst. Dev. Expert
	flames_sl@yahoo.com

	SALWACO
	Tarawally
	Yankuba
	District Engineer (Kambia)
	

	Water Directorate
	Amara
	Michael
	District Rep (Port Loko)
	

	Water Directorate
	Biayemi
	James
	District Rep (W Area-R)
	

	Water Directorate
	Kamara
	Francis
	District Rep (Kambia)
	

	Water Directorate
	Souma
	Lamin
	Director of Water
	laminsouma@yahoo.com

	Water Directorate
	Tucker
	Augustine
	 
	 

	Water Surveys
	Adekile
	Dotun
	Low Cost BH Project
	dotunadekile@yahoo.com

	Waters Group
	Barlatt
	Alfred
	 
	barlatt_alf@yahoo.com

	Western Area (R)
	Marah
	
	Chief Administrator
	

	World Bank
	Ato Brown
	Francis
	Country Manager
	

	World Bank
	Ganda
	Peter
	Operations Officer, HD
	

	World Bank
	Sesay
	Sheik
	 
	

	World Bank
	Sesay
	Alfa
	DSDP
	 

	World Bank/WSP
	Pisense
	Anusha
	WSP Rep
	 



Standpipe	<	20,000 Le/HH/mth	20,000-30,000 Le/HH/mth	>	30,000 Le/HH/mth	14	0	0	Yard Tap	<	20,000 Le/HH/mth	20,000-30,000 Le/HH/mth	>	30,000 Le/HH/mth	59	3	2	House Connection	<	20,000 Le/HH/mth	20,000-30,000 Le/HH/mth	>	30,000 Le/HH/mth	11	7	3	



Fully or Partially Functioning	Western Area Rural	Tonkolili*	Pujehun	Port Loko	Moyamba*	Kono	Koinadugu*	Kenema*	Kambia*	Kailahun*	Bonthe*	Bombali	Bo	5	5	3	1	3	3	0	7	2	6	0	5	5	Out of Order	Western Area Rural	Tonkolili*	Pujehun	Port Loko	Moyamba*	Kono	Koinadugu*	Kenema*	Kambia*	Kailahun*	Bonthe*	Bombali	Bo	0	0	1	0	0	2	0	0	0	1	2	0	0	



Under Construction	Western Area Rural	Tonkolili*	Pujehun	Port Loko	Moyamba*	Kono	Koinadugu*	Kenema*	Kambia*	Kailahun*	Bonthe*	Bombali	Bo	0	1	1	2	0	0	6	4	1	1	0	1	0	Completed but not yet operating	Western Area Rural	Tonkolili*	Pujehun	Port Loko	Moyamba*	Kono	Koinadugu*	Kenema*	Kambia*	Kailahun*	Bonthe*	Bombali	Bo	0	0	0	0	0	0	0	0	1	0	0	0	0	



Spring gravity	Western Area Rural	Tonkolili*	Pujehun	Port Loko	Moyamba*	Kono	Koinadugu*	Kenema*	Kambia*	Kailahun*	Bonthe*	Bombali	Bo	5	3	3	1	0	4	6	11	0	6	0	6	5	Borehole	Western Area Rural	Tonkolili*	Pujehun	Port Loko	Moyamba*	Kono	Koinadugu*	Kenema*	Kambia*	Kailahun*	Bonthe*	Bombali	Bo	0	0	0	0	0	0	0	0	1	0	0	0	0	Surface - SSF	Western Area Rural	Tonkolili*	Pujehun	Port Loko	Moyamba*	Kono	Koinadugu*	Kenema*	Kambia*	Kailahun*	Bonthe*	Bombali	Bo	0	0	0	0	0	0	0	0	2	0	0	0	0	Surface-Degremont	Western Area Rural	Tonkolili*	Pujehun	Port Loko	Moyamba*	Kono	Koinadugu*	Kenema*	Kambia*	Kailahun*	Bonthe*	Bombali	Bo	0	3	2	3	3	0	0	0	1	2	2	0	0	



200	<	 15 minutes	15 - 30 minutes	23	50	500	<	 15 minutes	15 - 30 minutes	55	44	1000	<	 15 minutes	15 - 30 minutes	17	3	1500	<	 15 minutes	15 - 30 minutes	2	1	2000	<	 15 minutes	15 - 30 minutes	3	2	
% of Respondents



50,000	<	 15 minutes	15 - 30 minutes	23	50	100,000	<	 15 minutes	15 - 30 minutes	55	44	250,000	<	 15 minutes	15 - 30 minutes	17	3	350,000	<	 15 minutes	15 - 30 minutes	2	1	500,000	<	 15 minutes	15 - 30 minutes	3	2	
% of Respondents



2000	Continuous	3 Days/Week	5	50	5000	Continuous	3 Days/Week	32	37	10,000	Continuous	3 Days/Week	28	7	25,000	Continuous	3 Days/Week	22	1	50,000	Continuous	3 Days/Week	4	0	
% Respondents



10,000	Continuous	3 Days/Week	27	56	25,000	Continuous	3 Days/Week	23	42	50,000	Continuous	3 Days/Week	38	0	75,000	Continuous	3 Days/Week	10	0	100,000	Continuous	3 Days/Week	2	2	
% Respondents



101

image5.png




image6.png
Supervisory Board
MoWR

Director General
Si | B (Ag.
Deputy DG amuel Bangura (Ag.)
Vacant L

Technical Director Finance Director
Vacant Samuel Bangura Mohamed Idriss

Corp. Services Director Company Secretary Internal Auditor

Junisa Bangalie John Kidd Gray

Water & San Engineer HR & Admin Manager

— Project Coordinator - Project Manager Marketing & Info Mgr

Mech & Elec. Engineer Logistics Manager

Technical Expert Procurement Manager

Regional Engineer





image7.png
MoWR

Board of Directors

Director General

| Aug

Director of Finance &

Admin

Finance & Accounts

Project Acc. Mmt

Procurement

HR & Admin

Legal & Security

Logistics, Asset & Fleet

T

Director of Commercial
& Customer Services

Marketing

Customer Care

Billing & Collection

Director of Urban Water
Supply & Sewerage

Env. Mmt/Water Quality

Production Ops/Systems

Supply/ Distribution

Director of Small Towns

WS & Sanitation

Technical Management

Service Support

Director of Planning,
Research & Technology

Monitoring & Evaluation

Research & Project Dev.

Corp. Planning/External
Services

Communication &
Knowledge
Management

QA & compliance




image8.png
Ministry or District/ O&M Concession Privatised
Parastatal Community | Contract for | for 10-30

1-10years years




image9.emf
Activity

PP1 2 3 4 5 6 7 8 9 101112131415161718

Set up Implementation Unit

Appoint TA Consultants

TA Mobilisation & Inception

Produce & agree Concept Plans

Community sensitisation

Bye-Laws

Oversight & community organisations established

Town Water Boards established

Towns with Water Depts

   Organisational design

   Recruitment and set up departments

Towns with O&M Contracts

   Write tender documents

   Procurement

Produce Business Plans

Establish detailed processes and systems

Technical review of system and identify quick fixes

Fund, specify and procure quick fixes

Implement quick fixes

>

Month


image3.emf

image4.jpeg
NN LA
LN TN
UK

from the British people




