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FOREWORD

A World Health Organization Consultation on the implications of the first three years of the
International Drinking Water Supply and Sanitation Decade (IWDSSD) was held in Geneva from
25 June to 2 July 1984. Its aim was to review progress, to re-examine the concepts of the Decade,
to identify major constraints, and to recommend actions which might help to accelerate
development of the water supply and sanitation sector.

This booklet outlines the major conclusions of that Consultation and their implications for the
developing countries, for the external support community in general, and for the World Health
Organization in particular. Full details of the Consultation are contained in the Report of the
Meeting — Reference WHO/CWS/84.1 available from the Division of Environmental Health,
WHO, Geneva.

Action Lines '84 was prepared by the WHO Unit for Global Promotion and Cooperation for
Water Supply and Sanitation, with the assistance of Mr Brian Appleton, Editor of World Water
Magazine. .
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Why Action Lines 847

The IDWSSD began with the historic meeting of the UN General Assembly on 10 November,
1980. Developing countries, donor nations, and external support agencies alike committed
themselves to promoting water supply and sanitation developments as a top priority.

The idealized goal “Safe water and adequate sanitation for all people by 19907, and the huge
cost estimates associated with it, were widely publicized, and 2 mood of enthusiasm and high
expectation was generated.

The Action Plan developed at the UN Water Conference in Mar del Plata, Argentina, in 1977,
was universally endorsed, and along with it came a series of concepts and principles designed
to maximise the impact of water and supply and sanitation developments and to spur on
increased investments in the sector.

The concepts of the Decade remain as valid today as they were in 1977 and in 1980. Attention
given to the sector by the Decade has produced positive results; countries have improved the
provision of water supply and sanitation services to the people in greatest need, and have
developed ambitious plans for progressing faster.

The first three years of the Decade also served to identify within countries factors which
hamper accelerated development. In reviewing these constraints, the 1984 WHO
Consultation concluded that some new lines of action, not specifically spelt out in the Mar del
Plata Action Plan, could help countries to maximize the impact of their sector activities.
These new initiatives, along with a re-emphasis of issues which may not have received enough
attention so far, are the components of ACTION LINES "84.



Action Line 1

Emphasize rehabilitation and operation and maintenance

egrettably, the developing world is

littered with broken down or badly

functioning water and sanitation facili-
ties. Failure to carry out proper operation
and maintenance increases the hazard to
health, as water quality deteriorates, or
people are forced to return to alternative
unsafe sources.

Defective water systems have a double
impact. Clearly, investment is wasted, be-
cause potential beneficiaries are deprived of
intended services. Equally important, the
non-functioning system has a strong demoti-
vating effect, discouraging future investment.

In their reporting to WHO on Decade pro-
gress, countries have identified rehabilita-
tion as an urgent need. In the American
region, for example, it has been estimated
that leakage control alone could provide
enough extra water to supply the anticipated
population growth during the Decade.

In most cases, hew investment to provide
substitute services turns out to be consider-

ably more expensive than rehabilitation, and
the problem of poor operation and mainte-
nance remains uncured. Yet, the Consulta-
tion found, new construction is still often
being favoured, both in development plans,
and, in many cases, by financing institutions
or bilateral aid agencies.

The recommended emphasis on rehabilita-
tion and on correcting operation and main-
tenance deficiencies implies a change of dir-
ection, not only by water agencies and
government departments in the developing
countries, but, equally, by those providing
outside support, either financial or technical.
A checklist has been compiled (see panel)
of items which should be taken into account
in any planned water supply or sanitation
project, if operation and maintenance short-
comings are to be overcome. The Consulta-
tion stressed that all the parties involved in
project preparation and implementation
should adopt similar checks, to ensure full
value for money and maximum health im-
pact from project investment.

For new projects or rebabilitated ones, future operation and maintenance must be assured. On this Democratic
Yemen scheme, diesel mechanics receive training from project personnel.
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Specific actions needed, according to the Consultation report, are:

BY GOVERNMENTS

Correction and repair of existing facilities need to be given high priority when considering
new investment. Decade plans including rehabilitation projects as first choice, with
proposals for future operation and maintenance clearly defined, stand the greatest chance
of success. Project proposals should indicate consideration of checklist items and the
resulting influence on the project. Wherever possible, manpower development and institu-
tional implications should be outlined and costed, to ensure that funding limitations will
not hinder proper future operation and maintenance.

BY EXTERNAL SUPPORT AGENCIES

Bilateral and multilateral aid agencies need to adopt rehabilitation as a key element in
the global Decade strategy, and support country efforts to overcome present
deficiencies. Support for necessary human resources development and institutional
changes will be crucial, and project appraisals should check that provision for future
operation and maintenance is assured.

BY WHO

Rehabilitation, accompanied by effective operation and maintenance means VALUE FOR
MONEY and MAXIMUM HEALTH IMPACT. Both of these messages need repeated
emphasis. WHO, in cooperation with other agencies, can demonstrate comparisions
between rehabilitation and new works. New information will be added by macro
studies in countries which have adopted the rehabilitation option, and case studies will
then be produced demonstrating successful operation and maintenance and
rehabilitation programmes.

The Consultation’s checklist for improving operation and maintenance

@ more stringent selection criteria

® more careful consideration of the choice of technology

® promotion of local manufacturing

® standardization of equipment

® monitoring of facilities, including water quality surveillance, for early detection of functional
problems

® preventative maintenance

® cstablishment of systems and procedures for charges, in consultation with the community

® decentralization of responsibilities for operation and maintenance

® training of operators and provision of tools and manuals

® training and the provision of logistic support for back-up maintenance from the agency responsible

® health seérvice personnel to sensitize users, operating staff and those responsible for resource
allocations concerning the health hazards resulting from inadequate functioning of facilities

® improved status for staff working in operation and maintenance

® more emphasis on operation and maintenance in training institutions and in career development
structures




Action Line 2

Mobilize local money

owever much priority governments

may assign to water supply and sani-

tation, the world economic climate
means that resources are limited. It would be
unduly optimistic to presume that any sub-
stantial increase in funding can be achieved
quickly, either from national development
budgets or through external financing institu-
tions.

The WHO Consultation therefore concen-
trated on alternative sources of finance for
water supply and sanitation projects. In
doing so, it also recognised that financial
investment in the past has been concentra-
ted on urban areas, and usually on the better-
off parts of cities and towns. Rural services
have been neglected, often because organiza-
tion of financial recovery mechanisms has
been difficult. For similar reasons, sanitation
spending has lagged behind water supply.

Governments’ commitments to IDWSSD
goals imply extensive development of the
rural water sub-sector, and of sanitation in
general, making it crucial to find ways of
financing this type of project.

The untapped source identified as most
promising is the potential beneficiaries

This water carrier is the primary source of water for
the residents of Ouagadougou, Burkina Faso. World
Bank photo by Yosef Hadar.
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Can local money fund rural supplies like this one,
also in Burkina Faso. World Bank photo by Ray
Witlin.

themselves. Community participation and
the right choice of technology make per
capita costs relatively low in rural areas and
experience has shown the willingness and
ability of even poor communities to pay in
cash or kind for services, once they have
been convinced of the resulting benefits.

Money can also be generated for rural pro-
jects by finding substitutes for government
and external funds presently employed in
the urban sector. Once urban investment,
particularly urban water supply, becomes the
area seeking finance, investment opportuni-
ties broaden, because cost-recovery mech-
anisms are easier to implement. In some
countries, encouragement of private invest-
ment in urban water undertakings could re-
lease scarce development funds for less com-
mercially attractive projects. Private sector
involvement would also help to correct
another major problem identified by the
countries — tariff structures which fail to
recover the costs of operation and mainten-
ance. Tariff reform can also combat excessive
water use, which has led to premature dev-
elopment of new sources and waste of scarce
resources.



Specific actions needed are:

T2
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BY GOVERNMENTS

Recruitment and training of local motivators provides a means of impressing on com-
munities the benefits to come from water supply and sanitation investment. Best results
are anticipated when the message is accompanied by some form of financial incentive:
favourable loan terms; matching government funds; or other subsidy. New organizational
arrangements may be needed to turn public support into financing mechanisms.

Where appropriate, private financing institutions should be encouraged to take an
interest in urban water undertakings, freeing government funds for rural projects. More
funds may be unlocked by rationalizing tariffs; government subsidy of operation and
maintenance of water systems for the better-off sections of the community has to be
recognised as inappropriate in the context of the Decade goals.

BY EXTERNAL SUPPORT AGENCIES

Development of local industries, including consultancy firms, contractors and manufac-
turers, cuts costs and creates an additional group of motivators for sector development.
Competitive bidding procedures, aid-for-trade provisions, and other inhibiting elements
in project evaluation and implementation may have to be reviewed, to provide
maximum incentive to countries to mobilize local support.

BY WHO

Experience of subsidized local investment in community projects is available from other
sectors, such as agriculture and housing. WHO has the means to document examples
and produce guidelines for countries on possible mechanisms appropriate to the water
supply and sanitation sector.




Action Line 3

Linkage with Primary Health Care

he number one objective of the
IDWSSD is improved health. Other
benefits flow from achievement of
that objective, but without health improve-
ment, water supply and sanitation
investment has diminished value.
Maximising the health impact of invest-
ments is the principal aim of Primary Health
Care (PHC) workers, who give top priority to
the provision of water supply and sanitation.
Linkage between PHC and IDWSSD pro-
grammes is natural, and occurs already in
some countries. Its value is emphasised in
the Consultation Report, because of clear evi-
dence that the water supply and sanitation
sector has much to gain from PHC experience
in community participation and referral sys-
tems, and because it offers a means of
encouraging integration of sector
institutions.
Present shortcomings in community parti-

cipation on IDWSSD projects include: neg-
lect of the role of women; inappropraite
outside advice; inadequate consideration of
operation and maintenance; shortage of
available local advice on appropriate
technologies; and insufficient attention to
the community’s health education, resulting
in poor motivation. On the other hand, PHC
workers have generally a wider experience
of working with communities, are
conveniently located, and have established
channels for upward referral,
to deal with problems requiring special skills
or tools.

Early involvement of PHC personnel in
pre-project consultations offers the chance of
more public participation and possible local
funding support. It also helps promote co-
operation between different sector agencies,
using the PHC worker as an intermediary.

A family in El Espino, Bolivia,
gets advice from a sanitation
technician (right) as their
latrine is installed. At first, the
local people resisted the idea
of latrines, but the provision
of clean water was used as
an incentive to get villagers 10
accept latrines. In the UNICEF-
assisted Bolivian Government
programme, wells were
promised only if at least 75
per cent of the village bomes
accepted latrines. UNICEF
photo by David Mangurian.



Specific actions needed are:

BY GOVERNMENTS

Links can be promoted from both directions. Health agencies can use water supply and
sanitation projects as an entry point for health education; water and sanitation agencies
need to involve health workers in pre-project consultations. PHC workers must be
encouraged to stress the need for water supply and sanitation facilities, using newly-pro-
duced visual aids, etc. The PHC workers’ community experience should be used to
promote better public participation and mobilize local funding support. Better
cooperation between agencies involved in water resource development, environmental
issues, and health programmes is still needed, and the PHC activity provides a promising
catalyst.

BY EXTERNAL SUPPORT AGENCIES

The health objective of water supply and sanitation development is well accepted.
Financing agencies should seek ways of involving health workers as early as possible in
project identification and appraisal, and later in implementation. Evaluation procedures
may need to be reviewed, to add emphasis to components maximising health benefits,
and to take advantage of PHC experiences.

BY WHO

The enhanced role of the PHC worker in promoting IDWSSD activities will call for
improved support material, training aids, and technical back-up. Through headquarters
and the regions, WHO will need to respond to these extra demands, and to stimulate
government and external support agency integration of related activities.




Action Line 4

Decade promotion campaigns

aunch of the IDWSSD gave extra impact

to the message of water and sanitation

agencies, but media reporting of
Decade activities has been mixed, with
undue emphasis on the 100% coverage
ideals conveying an impression that the
Decade is foundering.

Positive news about Decade progress
exists, but is not being adequately reported.
National newspapers are an important
medium by which government ministers
may be able to sense public attitudes and
respond with appropriate priorities, so that
positive reporting of IDWSSD activities
should have a beneficial effect on future
programmes. By increasing public
awareness, project reports can also help to
mobilize support for water supply and
sanitation activities.

Many newspapers and magazines are plea-
sed to hear about good development stories,
particularly those with good pictorial possi-

bilities, like water supply and sanitation.
Agencies need to encourage the generation
of brief reports on successful and innovative
projects, to maintain press interest in
IDWSSD activities, and combat the
pessimistic feelings arising from poorly-
informed or speculative reporting.

Public awareness of water supply and sani-
tation benefits is undoubtedly increasing as
the Decade progresses, but again the WHO
Consultation saw chances to speed up the
process. Schools and community education
programmes have already proved to be good
starting points, and better availability of
visual aids and other educational materials is
one way to improve the impact.

The over-riding message of this Action
Line, is that all engineers, planners, owners
and operators or projects, should see them-
selves as promoters of the Decade, and recog-
nize the publicity value of success.

Successful projects with appealing
pictures, like these from Malawi (left)
and Nigeria (below), can provide
positive promotion for the Decade.




Specific actions needed are:
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BY GOVERNMENTS

Publicity material is available from many sources. Clear procedures need to be established
for press contacts, which enable anyone with potentially useful material to feed it through
simple channels. Water supply and sanitation agencies should see IDWSSD promotion as
an important activity, and create mechanisms for keeping national newspapers or maga-
zines informed regularly of new developments. Support material on international activi-
ties and main Decade messages, available through WHO or other organizations, should be
on hand for distribution or follow-up requests.

BY EXTERNAL SUPPORT AGENCIES

Much negative reporting of the Decade has focussed on an implied “failure” to generate
additional financial resources for water supply and sanitation programmes. The
increased focus on basic needs and the poorest sections of the community, new ap-
proaches to appropriate technology, and the many success stories associated with
IDWSSD investments remain unreported. Material collated for annual reports may often
provide useful source material for positive news releases. What is needed is positive
commitment to Decade promotion. Links with existing public information units in
UNDP, WHO, the World Bank, and other agencies can make dissemination of material
more effective. Valuable promotion can come through education, and audio-visual
material, posters, etc, produced by external support agencies, or with their financial
backing, are effective tools.

BY WHO

WHO and others are producing brief resumés of the main Decade messages, for use by
national agencies in their own publicity campaigns. Preparation of audio-visual materials
for education programmes, seminars, or individual campaigns is an urgent activity to be
pursued. WHO regional centres have Decade-linked distribution networks for promo-
tion materials. And more is to be done within WHO, to spread Decade concepts
through the Assembly, Executive Board and regional committees.
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Action Line 5

Better use of human resources

he Decade’s biggest resource is

people. But do we make the best use

of them? The number of broken down
or badly functioning water and sanitation sys-
tems suggests not.

Shortage of skilled manpower tops the list
of constraints identified by developing
countries as hampering more rapid sector
development. Yet, there is also ample evi-
dence of overstaffing in many undertakings.

The WHO Consultation’s diagnosis is that
a much more integrated approach is needed
in human resources development, linking
training with institutional changes, resource
mobilization, career development, and plan-
ning and management systems.

Starting point should be the reappraisal of
training needs and priorities, using new yard-
sticks to take account of lessons becoming
evident from Decade experiences. WHO has
developed guidelines on effective human re-

sources evaluations, stressing the need to
mould together training, performance evalua-
tion, and total system development. Experi-
ence has shown that more than threequarters
of the problems for which training has been
traditionally identified as the solution in fact
call for other forms of corrective action.

Redeployment is often an effective
remedy for apparent shortages, and skilled
people may be available from other sectors,
or from the community at large.

It is clear that the IDWSSD does call for
major human resources development pro-
grammes, and that a great deal of time and
effort will be devoted to producing the right
teams of skilled people. It is vital that these
efforts should yield effective answers to the
performance problems which generated
them. That means relevant training, accom-
panying many other changes.

If new facilities are to be properly maintained, staff must receive relevant training.
12



Specific actions needed are:

BY GOVERNMENTS
With such enormous programmes planned, clearly every effort must be made to ensure
that manpower and institutional development programmes take account of the early
experiences of the Decade. It seems likely that a new look at manpower needs will cause
revision of training programmes, and development of alternative or complementary
measures for correcting performance deficiencies. WHO’s published materials describe
detailed evaluation procedures, but some immediate questions may indicate the scope
for review of planned programmes:

—Could re-training or redeployment reduce the demand for new trainees?

—1Is there a performance standard for each identified task; if so, is it being achieved?

—Are there under-employed skilled people in other sectors, or in the community?

—Is there a clear recruitment policy, career structure, and motivational policy defined

for each planned trainee?
—Are the tools, materials, transport needs defined in each case?

BY EXTERNAL SUPPORT AGENCIES

Countries have shown a willingness to give priority to solving manpower deficiencies,
and funding institutions may therefore be expected to respond with financial support.
The Decade’s lessons are therefore as important for the donors as for the countries:
Programme support should follow appraisal of the full planning, training and manage-
ment package, and not on individual elements.

BY WHO

The tools already developed by WHO for human resources development are based on
extensive testing and experience. They need to be heavily promoted, and the Organiza-
tion can help to develop performance-oriented training materials and assist in the
mobilization of trainers and managers capable of introducing proven methods.
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