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INTRODUCTION

In the story of c¢reation in rhe old Testament, it is reported that the Lord
said "Let there be light" and there was light - and He saw that it was good.

"Let there be light" is a command, a major cheice of things te be done - a
statement of poliey, we may say.

"He saw that it was good" iz an assessment of the results - perhaps the
first recorded evaluation. Vexy satisfactory, apparently,

"And there was light", however, poses s number of serious problems, for
there iz no information available regarding what processes, what steps, what
rezources and what technology led from the poliey threough implementation to the
evaluation. There is Llittle guidance here for us. We must agcept, and we do,
that the Lord had the power, the means, and the lknow-how to Implement His
pelicy. Perhaps it is improper for us to ask questions,

For us mere mortals, with naturally limited powers both in command and
regources, we have to be more specific, describing and achieving step-by-step if
our poliey is to result in a satisfactory outcome.

Nevertheless, theye is something very noble, even gacred in the Declaration
of Nations in our time that there should be "Health For All" by Western
chronology the year 2000 and ¢lozely associated to thig aspiration safe drinking
water and satisfactory sanitation by the end of the 1981-1990 Decade
(International Drinking Water Supply and Sanitation Decade - TDWSSD) .

Governments throughout the world have pledged themselves to these goals and
have Incorporated them in statements of national policy,

Now comes the hard part - what is to be done?

In this document we will examine the endeavours of the IDWSSD and what are
some of the lessons to be learnt from the first half of this period,

There has been general agreement on Decade approaches. These have been
stated agx follows:

(1) complementary sanitation and water supply developtient;

(2) strategies that give precedence to underserved populations, both rural and
urban;

(3} programmes that will serve asz 1 model for self-reliant, self-sustaining
gction;

use of sccially relevant systems that people can afford;
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(5) association of communities im all stages of projects;

(6) coordinatien of water supply and sanitatien programme with those in other
sectors;

(7) association of water supply and sanitation with other health improvement . ¥

There is alsec a growing acknowledgement that "field results have bheen
poet™.

Three major problems are apparent:
(1) the conceptual gap between people and plamnnere;

(2y the emphasis om ceverage rather than on the continued functioning and
utilization of facllities;

(3) the lack of effective backup support toe communities, particularly after the
completion of the project.®=*

Tt will be noted that the agreement on Decade approaches and the major
problems cited here have little to say regarding the hardware of water and
sanitation programmes. Although there are certainly technical matters which
need improvement, the IDWSSD lessons and problems relate very much ta the peopls
. or social aspects of planning. This document will therefore concern ltself
with these socilal aspects.

The expectation is that if we can begin to get right a planning partnership
between those who will experience the rewards or suffer the failures of plans

and those who have a professional responsibility for initiating planning, then
the technology will find its most effective place in realizing IDW3SD
objectives,

It is with this orientation that we have given this work the title:

“Pagple First, Water amd Sanitation later
Community Partnership In the Internatienal Decade”

We begin with a look at the sources and implications of the IDWSSD
declarations and policy intentions, given the present plamning, organizational,
administrarive, political and ecomemiec situatioms. We then rturn to the
challange of involving communities and creating the mechanlsms and necessary
personnel to forge sueh partnership.

# Drinking-Water and Sanitatiom, 1981-1990 "A Way to Healch", WHO Geneva

%%  Achieving Success in Communlty Water Supply and Sanitation Projects, SEARO
Regional Health Paper No.9, New Delhi, 1985
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Those who expect to find here a blueprint® applicable to all eonditions of
communities and countries will be disappointed. These who are eager to tap the
aspirations, loecal wisdom and endurance of ordinary people, and unite it with
the best resources of technology and management, we hope will find here a

contribution te the search for ways and means of making the Decade's grand
intentions a reality,

* For a critique of 'blueprint' planning, see "Community Organization - Rural

Bevelopment, A learning Process Approach" Public Administration Review,
Sept/Oct. 1980, by David C. Korten.
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2. CLEAR STATEMENTS OF POLICY

The IDWSSD declarations have become for many countries the starting point
for national statementa of poliecy, The declarations and endorsement of
approaches are a statement of good intentions, and set standards to be aimed at
in the long texrm,

It should be noted however that, in the main, these objectives and
standards have originated from outside and have not ordinarily grown from a
ground swell of expressed demand from within the nation.

Governments have many demands made upon them which they must attempt to
meet. They have cholces to make.

What priority do they intend to give to the IDWSED in relation to all these
other demands?

If policy statements alm to become a practical guide to action, they must
go bevond general statements of intention.

Policy mast be arrived at for these purposes from a realistic examination
of what a government Judges it will actually have to work with and must choose
between practical options in achieving the stated aims.

2.1 Policy dexived from expectation rather than from judgements of
avallable resources

There are difficulties in arriving at sound judgements,

Commonly, some difficulties arise from external sources (the same sources
a5 from which the IDWSSD has been promoted):

(1) the expectation that ambitiocus programmes will attract sipgnificant external
funding;

(2) that technologies and technical inputs (associated with the funding) will
become avallable in some quantity;

(3) the pressure to provide a wide range of figures and percentages In the
presentation of programme documents snd propesals outruns trhe capaeclty to
collaet fumbers based on reliable data, which results in a fair measure of
fiction rather than fact on which to plan,

2.2 Whose poliey, whoge plan?

Offered with the best fintentions, this external assistance may well
determine the very nature of a govermment's plans. The planning process itself
may also become an alien exercise because of the need to secure the assistance.
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If this is the case, govermments will find themselves faced with problems:

(1) the funding (which iz frequently earmarked for non-recurring capltal costs)
cannot be matched by the govermment's capacity to provide on-going costs
(manpower salarles, expendable equipment, career benefits, pensions, etc);

(2) rthe over-estimation of the ability to abserb nsw or more widely applied
technology. The technology is often not suited to lecal conditions, and is
difficult and costly to maintain with the available spare parts, running
costs, technical skills, etec:

(3) rthe plaming of prejeets which require resources and situations which
cannot be replicated because they will be too expensive to provide country-
wide coverage;

{4) in situetions where bureaucracieg are highly centralized, and decision-
making is dictated from above, the management capability of the
administrative structure is too limited for the programme tasks, especially
in effectively reaching rural or relatively isolated communities,

The external influences on governments must be tempered by a close look at
where their country really stands economically, politieally, organizationally
ard socially. While offers of assistance are to be welcomed, it should be made
clear that assistamce must be o assist the government with its owh home-grown
plans and development initiatives based on where a country actually stands and
on demonstrated capability shown by past experience.

Such plans should provide an opportunity for donor ergenizations to "“buy-a-
piece-of-the-action" which the government iz cenfident it will be able to absorb
and sustain within {ts overall development process. It is not ineonceivable
that, in the long-term, donors will raise their contyributions, given the
confidence that a2 government's plans are firmly anchored in reality,

In relation to water and sanitation particularly, it is for govermments to
realistically decide:

- what general level (or different levels for different situations) of safe
drinking water and sanitation facilities are they aiming to achieve
nationally?

- what point along a scale between absolute safe water and some significant
improvement over present c¢onditions is to be planned for?

. how much effort and resources are best spent on rehabilitating, improving
of extending current facilities which might not require mueh in "hardware"
costs?

- what conditions make 1t appropriate to introduce new systems utilizing new
or newly available technologies (ugually incurring heavy expenditure both
in capital and mairntenance)?

- which areas are hydrologically well placed for technieal innovation?

- which areas of the countty are most in need - need being determined how?

- in terms of equity, which areas merit greater imvestment than others?

- on a lecal scale, how best can the interests of the wunderserved be
promoted?
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3. THE IDWSSD IN THE CONTEXT OF OVERALL DEVELOPMENT

Considerations suech as those above clearly canmnot be weipghed in iselation
from what else is happening in the country.

The overall economie situation and preospects will determine levels of
expenditure and allocation of resources. Expenditures are mere easily
justifiable in areas where economle growth expansion and the promise of economic
returng are most likely.

For example, improved avallability of water may well attract population
movement in its direction, when & government may have reasons for encouraging
population shifts elsewhere.

How much then can be chammeled to the most in need and the underserved
where costs are likely to be high and economic returns limited? How dees one
reconcile the underserved precedence with another IDWSSD principle, that of
gelf-reliance and self-sustaining activity? How much indeed can be allocated
generally to the health and water sectoyrs?

Conflicting objectives need to be reconciled between the varlous programme
areas and between the range of objectives encompassed within the IDWSSD
programme itself.

3.1 Integrated plannjing

The advantages of combined planning and depleyment of resources are well
documented and relatively easily understood and organlzed hetween projects
closely assoclated with water and sanitation within primary health care areas
such as nutrition, matetrnal and c<hild caxe and immunization.

3.2 PHC/IDWSSD conceptually inseparable

It is difficult indeed to conceive of the IDWSSD programme plammed in a way
which is not an integral part of the Primary Health Care (PHC) activities,

The degree to which PHC haz been developed and is in place will determine
very much what infoxmation and support a country has to werk with in launching
and amphasizing IDWSSD projects.

The readiness of the community, the skills and demonstrated capacity of
community health workers, the known facts of the local situation, and the
bureaucratic and baelt-up facilities available In the country's PHC programme
provide the wmost likely foundation wupen which realistic planning and
Luplementation of the IDWSSD can be bullt., Where there is me such THC
foundation ther the country has much to do in creating the necessary pre-
conditions for successful PHC/IDWSSD initiatives. If it is intended te achlcve
sn improvement im the community's health status, FHC and IDWSSD are
inseparable.
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3.3 Banitation

The weakness in conceptual thinking and planning in an integrated way can
be seen very well within the IDWSSD activity itself. It is very marked that
relative to water matters, sanitation has received little attentien in country
plans and programmes to date. There are many reasens for this.

Sanltation programmes must attempt to deal with extremely intimate personal
and social behaviour around which many tabess have accumulated., The social
situations are very varied from location to loeation, with differences of
behaviour even within family units, Thete are great differences between males
and females, between very young, young, and old, differences of behaviour in
sanitation matters as to time of day, at times of sickness, at work and at home,
at different seaszons and weather conditions and the local terrain.

it is imperative that sanitation projects be very much community-specific.
Except in unusual circumstances, ganitation must ride on other development
activities which can provide incentives for change.

Sanitation especially should be part of an integrated plan in which s
commundty bargain is struck.

"If these external inputs are what you want and they are to be provided,

will you undertake to .,....... " (whatever is the relevant s=anitation
activity).

fanitation therefore should be considered a trade-off which requires a firm
formal commitment from the community.

3.4 Animals and agriculture

Yet of preater significance although less understood and more diffieult to
plan for in anm integrated way, are those sreas where there are competing demands
for water.

Rural economies and survival itgself are based on animals and sgriculture.
What food is available, its nutritive value and the health and cleanliness of
animals are indivisible from the health status of rursl people themselves.

Water for livestock and water for extending growing seasons by irrigation
have a more evident priority for both agencles and pecple than does the demand
for drinking water and Its hygienic protection, The scale of agricultural
programmes will also overshadow and often preempt resources for TDWSSD
purposes.

Because this 15 g0, it is essencial that working lLinks be made between
IDWSSD and PHC with the relevant ministries, departments and their personnel,

Governments will need to be firm about the priority they really intend te
give to IDWSSD concerns in relation to suech ether policy issues and to make the
priority stick by allocating the necessary powers to the IDWSED inplementing
agencies in relation to other apencies and also by devising effective means of
collaboration between the agencies,




WHO/CWS/87.3
Page B

3.5 Community participation

Increasingly, countries have come to recognize that attempts te achieve the
Decade goals egsentially require the understanding, acceptance and effective
contribution of erdlnary people and their communities in the overall processes
of planning and implementation of programmes.

How to involve thesge communities In partnership with govermment agenciles
end technicians becemes 2 c¢entral component of planning, It does not just add a
further element and complexity to planning. If community participation is to be
taken seriously, it will lead to a change in the nature of much of our planning
practices to date. Partieularly, it will put under increasing serutiny the
quality and nature of the relationship between officials and citizens,

3.6 The underserved

Further, the acceptance a5 a tenet of policy of "giving precedence to the
undersexved" raises all kinds of c¢hallenges. This is so especlally where the
poorest are in many senses disfranchised. Their status as have-nots has
resulted in them being counted perhaps rather than having a veice and actually
counting in community affairs. The element of "soclal justice" in the decision
to give the underserved precedence has important implications for alloecation of
scarce resources and for conferring an element of power in decislon-making; it
also leads to the process of invelving those unfamiliar in consulting with those
uvnfamiliar with belng consulted. When this happens, the non-persons will have
to be Included amongst the citizenry te whom officials must relate.

3.7 Planning with people - a profound change

If:

- the IDWSSD appreoach is taken seriocusly, and the means are devised for
arriving at an Indigenous policy whieh iz soundly based and clearly enunciated;

- it has been declded that the communities themselves are to become Ffully
invelved in the planning process;

- it has been decided and means devised by which the underserved will receive
a measure of precedence;

{all of which are inherent in IDWSSD),

ther govermnments must be fully aware of the extent of the profound changes to
which they are committing themselves, thelr public servants and thelr people,
arel the departures in planning which must be initiated and developed,

The above intentions, by their very nature, imply a cemsiderable number of
innovative processez and procedures. In a given nation what are these to be?
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It would be comforting if rhere were to be a globally-apreed and soundly
trusted set of manuals to advize all countries exactly step-by-step how to
procesed in sufficient detail for immediate adoptiom. Unfortunately experience
is fragmentary and highly ceuntty, indeed highly regional and locally, specific.
Perhaps this is not in faet unfortunate at all, but is how it should be and that
countries must work out rheir details for themselves, with the people they have,
with the Lknowledge of the e¢urrent situation, and with whatever external
eontribution that they themselves judge clearly as of value in their particular
unique set of circumstances.
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THE SCENARIC - (i) Administrative

The focus of attention in & people-oriented (rather than technically-
otiented) way of leoking at IDWSSD programmes becomes the ¢reative participatory
"interface' between officialdom and rhe community,

Those responsible for planning the water and sanitation programmes, along
with those who have special skills and experience in what iz now to become the
crucial matter of working with communities, should become engaged in the task of
envisaging in as much detaill as possible the whole process of involving the
community from the perspective of the community itself - the community eve-
view.

The steps and sequence of events should be in the form of a scenario.

The scenario should begin from the moment of preliminary (and usually
remote) decision-making which will first dimplicate the community, The
description should indicate when and in what way the community will first hear
of the proposed programme, and how it will be able to react, respond and relate
its particular needs and situation to the general poliey and programme
intention. The deseription will continue by dealing with the means by which it
is propesed that a creative dialogue be opened up between the community and
those externally responsible for the programme; how a local plan is to be drawn
up; what must be included in the plan; how the project will be implemented and
maintained; who will assist the community in its endeavours, and so on.

This scenarie and description will require not only a feat of planning
imagination, but will need to be put te the test in discussion with real
commuinities and repeatedly be tried out, observed and documented before one can
expect to have the descriptions sufficiently elaborated for wuseful medel
building.

In the course of conducting the scenarie exercise, the planner will have to
review in some detail what is known about these two very different structures
(community and official) before they come to some judgement regarding their
capabilities and potential in working together,

4,1 Community structures

Wha, operationally speaking, will aetually be the 'community' with whom the
'officlal' structure will transact? What is the ecapability of rhe community-
based structures inm involving themselves in the development programmes and
projects generally and in the IDWS5D in particular?

How might the community assign specific  responsibilicy for the
dialogua/negotiations? Should there be community water committees (or will an
existing authority adopt this function)? If they do not exist, how does one go
about setting up such a committeee? What should be the committee's terms of
refarence? How will it keep everyone informed generally? Te whom iz it
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responsible specifically? What will be its authority vis-a-vis other community-
based suthorities? What will itz negotiation responsibilities be in relation teo
external agents and organizations? To whom will it report what, when, for what
purpose, and what will then follow?

In some countrles and in some places, traditional structures are still
sufficienctly intact (i.e. tribes with respected chiefs); in others, relstively
new political party struetuyes are in place which have the active support of
local peeple. To the extent that these community structures are demonstrably
able te organize amd catry out the IDWSSD responsibilities and adequately pay
particular attention to the underserved (which is 2 tenet of govermment policy),
the twe structures - offieial and community - will be well placed to open up a
dialogue in relation to the IDWSSD endeavours,

However, there will be situations where such structures do not adequatly
exist; where there are s=strong internal dissensions; or where the structures
have grown from and continue to coencern themselves and serve interests not
sufficiently related to the work required to ensure IDWSSD accivity and
achievement of goals. In any event, even in the best-regulated countries,
because thers are great differences from community to ¢ommunity, it eannot be
taken for granted that an effective working group will aslready exist,

In such situations, the soelal development worker® will have to help lay
the foundation for such a working group in his early centact. He will have to
identify the formsl and informal lesders and opinion-makers and help them to
come  to some agreement  regarding community-based organization  and
responsibilities. He will have to help them to reach out and truly encoursage
and enlist full participation of community membersz in the decision, committments

and responsibilities required 1f the community wighes to be included in the
PrOSYamme .

It is well said that a compunity must consider itself the owner of its
problems before it will organize itself to come to grips with them,

The foundacion task of the social development worker will include promoting
this point of view and coming to a sound judgement on whether such ownership is
genuinely acknowledged and whether there is a sufficient measure of social
cohesion to give feasibility to the intention that the programme can be carried
through successfully by each communicy,

* 0f paramount importance will be the nature and quality of performance of

the persommel whe are to come into contact with the community and who will
be responsible for establishing and follewing through a productive working
relationship with them.
There s & Dbroad agreement that special skills, training and
responsibilities sre necessary for such a role, What his/her title should
be should be determined by each country in relation to the organizations to
which he is answerable (in this document we sghall adopt the title social
development worksr).
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4.2 Manpower, institutional capacity

The work on the scenarie will also provide the basis for coming to
decisions regarding which agency, agencies or combination of agencies and
personnel are to take overall vresponsibility and constitute the official
structure of the partnership with the community for IDWSSD purposes.

No other governmental decision is golng to be so important gperationally as
the choice of the ageney which is going to yun the water programme

It is often the case that agencies are in a pesition and have a way of
working which predates the adoption of new pollcies, aims and objectives by the
government. The grafting of new aims creates problems becausze apgencies tend to
perpetuate thelr older ways of doing things; some governments have for this
reason created mew agencies to supersede the old. In practice, in different
countries a whole ramge of variatiens Is to be found.

From the point of view of community participation, a great deal will depend
ot the political climate of the country - and hence on what sort of motivation
for self-improvement can be summoned, and by whom, It will equally depend on
the strengths snd problems affecting the loecal administrative system, for many
administrations suffer from lack of qualified persoummel, and the existing
personnel may be overburdened e¢r iImbued with inappropriate attitudez of
bureaucratic efficiency and maintain a social distance, which makes it unlikely
that they would successfully play a supportive role in participatory planning
and implementation of the programme.

The questions are oftem raised: what would be the best agemey to support
the role of the social development worker? A separate agency? A dlvision of an
existing technical agency? A health agency? A public works agency? A
community development agency? A men-governmental agency?

There is me one sound answer, The options in the abstract will each have
their own strengths but leave some areas of the activity less likely to receive
adequate attention than would be the case given an alternative choice.

GCovernments, however, cannot make decisions on theoretical assumptions;
they will need to examine their available and potential human resources and
institutional capacity in realistic terms. They will then be able to make
judgements on the basis of what already exists and upon whiech they can build and
what, if any, new elements will need to be introduced to carry out the necessary
functions. This review of manpower is perhaps even more important than the
veview of technical reszources. Nevertheless there 1s very little experience
available which shows that this kind of (manpower and institutional capacity for
people-oriented fumetions) review has been carried out satisfactorily,

Covernments will need to ask:

- which agencies are currently clogest to the communities and would be able
to take up the necessary community-oriented IDWSSD tasks?

- whom do we presently have available with a track record of good working
relationships with communities?

- who have potentially the attributes on which we can build the necessary
people-oriented skills?
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where there are sguch persomnel and agencies, and if we draw upon them for
these additional tasks, will they be over-burdened? How will we relieve
them of present respensibilities and how then will the responsibilities be
met?

what will be the full implication of spelling out new job descriptions amd
incorporating them into agency styuctures?

what change in allegiances will the new rezspongibilities require?
what are to be the incentives to metivate such personnel, what will be the
appropriate rewards and promotion opportunities, i.e. the career structure

to be opened up for them?

how will their work he supervised and assessed and how will they be helped
to improve performance?

how many of such persemmel will be required, what will their status be in
relation to other persormel in the overall programme?

should we expand and how quickly (or slowly) is it possible to expand in
order te reach the required numbers and to ensure high standards of work?
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3. COMMUNICATIONS

The scenaric will certainly throew inte relief the importance of
communications between all those who are to be involved In the IDWSSD process,

Especially iImportant will communication be at the interface between
community and officials,

Carefully-designed communicatlionsz and the role of the seclal development
workers are the institutional means to bridge the all-too-destructive gap which
exigts between planners and people,

5.1 How are the communities to hear sbout and be invited to respond te
the possibility of being included in the programme?

It is advisable to set up a special communications staff to service the
needs of the programme.

Tha responsibilities of the communications staff should include:

- preparation of speeches by government leaders and releases for the media to
provide general information regarding the purposes of the programme;

preparation (with full consideration of the different levels of
responsibility, sophistication, literaecy and comprehenszion of the intended
readers) of statements of government policy and explanation of itsm
elements;

- helping to prepare the directives to the different levels of management
down the line in asz simple = manmer as pessible.

It has long been recognized that belng teld about things results in a
fraction of the information being retained and lesves the way open to much
misinterpretation and misunderstanding., It 1s therefore necessary to give a
great deal of thought and attention te the content, methods and materials of
communication, which can be utilized by the external agent in his contacts with
the community.

The communications staff will have a special responsibility for:

- preparing the materials te be utilized by the socizl development staff to
work with the community autherities and participants. This materizl will
include "discussion packages" and "How te ... Guides" related to the
setting up or strengthening of the effectiveness of community groups,
setting out tasks and responsibilities, etc. It will alse include relewvant
considerations regarding drinking water supply and sanitation; related
agrieultural praeticesz utilizing, competing for, or contaminating water;
health matters. A whole range of these "How to ... Guides" will need to
be developed;




WHO/CWS/87.3
Page 15

- preparing simple explanations related to the different technological
opticns. Technical drawings are not what 1s meant here. At present there
iz almost no materizl which lay people and communities can consider at
their own pace, related to spelling out the people details. For example,
hand pumps, gravity flow, individual domestic taps, power pumping systems,
ete, each requires a specific and different invelvement and response from
community and users. The matter of c¢osts (capital, on-going and
maintenance) will differ with each, and the pessiblity of recovering such
costs will differ also according fto each of the possible technologies,
Such implications for the adopting of each technelogy must be fully
undexstood, be seen to be realistile for each apecific comennity, and fully
accepted with genuine commitment on all sides,

The communications staff must aim at producing & simply stated but
comprehensive e¢ollection of materials which together will become the overall
guide designed for village community authorities and group=. The guides must
mske clear the policy rationale and social justice elements in establishing
criteria for selectien for participation in the variocus development schemes,

These criteria must indicate the oxrder of priervities against which
communities will be able to judge their own needs in relation to the needs of
others, and assist them in coming te a decision upen whether to make kmown their
interest and willingness to join in a joint endeavour with the authorities
related to the water programme, and how to set about it.

5.2 Policy, agencies, job degeriptions, tralning

The person or persons who conmect and transact between the communitcy and
the offieial structures become all-important actors in the whole process. It is
upon these actors and the working partnerships which they establizh that the
succese or frilure of programmes will depend,

The official structure and the community structure have dJdifferent
historical and organizational cultures and they have different peints of
reference. The gap between the two cultures, though perhaps subrle and often
unrecognized, is usually immense. Each brings its own pereeption ta
encounters,

Although =staff members of agencies may carry their own personz]
perceptions, even predjudicess, and unwittingly supayimpese them upon situations
in the field, nevertheless as functionaries in a bureaucratic hierarchy they are
conscious - or certainly should be - of their organizational terms of reference
embodied im the policles of the agency within which they are expected to
operate, and specified in their partiecular job descriptioms.

The first requirements f£or an effective programme are a very clear
statement of pelicy, a very elear set of job descriptions, and a staff capable
of interpreting these in their day-to-day activities and tasks.

Training is of great importance and for the social development worker whose
role has bheen detailed in the scenario, the immovative, relatively unfamiliar,
commnity-oriented skills-with-people assignment requires very  special
attention,
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6. TRAINTNG

Bureaucratic and technieal agencies typically operate as production rather
than people-oriented organizations.

The IDWSSD programmes require an alteration in the major concern for
technical matters and the adoption of & very strong coucern for the social
aspects, which neceszitates ways of working very closely with communities in all
stages of the programme.

There iz broad agreement that there is s need for staff with special
regponsibilities for this "across-two-cultures" (agency and community) interface
work., It is clear that usually staff are neither already skilled in this task
nor are they waiting in the wings te be added to the technical agencies.

Such staff will need to be identified in terms of potentially having the
appropriate attitudes, experience and willinpgness to learn their roles. The
agencles too will have to be prepared for a large measure of reorientation of
their ways of planning and operating in order to create new kinds of
organization te effectively accommodate the new technical/sccial mix.

Deapite the pressure and urgency to find medels on which to base the
establishment of such orpanizations, experience is fragmentary and limiced. In
practice, is it likely that governments can set up new agencies with new staff

uninfluenced by their pasts, even i1if we knew exactly, step-by-step, what was
required?

Agencles and staff must then be prepared to find out how begt to aperate in
these new endeavours and to recreate and modify organization emd practice as
cxperience dictates.

The training of the interfacing staff must be a practical trafoing - that
is training to do certain tasks. lheoretical content is required onlvy where it
is directly related to a specific activity. Problem-solving and practice skills
are central te this kind of training.

Training pyeogrammes to date have been found ro:

- over-rely on western models and theorlies which squeeze local envireonments
into intellectual concepts not always wvalid in developing countries;

- be insufficiently (or hardly at all) based on actuwal field conditions and
preblems: the cobservations and evaluation of loeal situations are
neglected or nmot seenm as the new bullding blocks of training programmes (or
for that matter the contruction of iundigenous and specific social theory);

- be taught by trainers who have not had first-hand experience of the skills
that they should be imparting in an apprentice-type style and instead tend
to teach subjects in a didactic way¥,

* Sae Yasas, Dyucker, and Basnyat, Mobile Training Scheme, UNDP/ECAFE Frojecl
Pevelopment Mission, Thailand, February 1%73.
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6.1 Job deseriptions

Any training should be founded on a specific job deseription - training is
to learn what is to be dene and how to do it. For convenlence, because
everything cannot be learnt at ence, the jobs are to be broken down into = task
analysis. However, in working predominantly in the field of human
relationships, it 1z the putting together of what has been learnt, to use as
situations require, which is the test of whether the training has been effective
or not.

What then is the job for which the social development worker {s to be
trained?

Where there are skilled workers of this kind asctually working in successful
water/sanitation programmes, it is possible to describe their activities in some
detail and their skills can be drawn upon to be transferred to new workers in an
apprentice-type relationship.

This kind of learning relies a great deal on what is caught rather than
what eam be taught didactically. This process of learning (i.e. methods,
techniques and performance, in whiech one ohserves self in relation to others)
sets up an attitude te learning which encourages self-direction and on-going
improvement In performance and a constructive identificatiem with the standards
set by the trainer/worker.

This matter of attitude amd self-evaluation iz central to community work
and it is why training for community work is different from training for much
else, where ateitude is peripheral or of ne vital importance.

What is bheing advocated here is a style in which the relationship between
trainer and learner is one of co-workers In which the trainer srimulates,
encourages, and demonstrates in order to build upen the trainee’'s own latent
capacities. This relationship is one which the trainee is expected to identify
with and adopt when he/she (as co-worker) works with communities. He will be
stimulating the community to draw upon their latent capacities,

It should be noted that in wmost situations, he will be working in a way
which runs counter te the all-teo-familiar and expected tradition of taking the
superior stamce of an authority figure bestowing his wisdem upon those who
should properly do as they are trold.

The familiar tradition 1z endemic in govermmental and teaching
lostitutions, and is fatal to true partnership and genuine partiecipation. In
attempting to change from thiz traditiem, one should net underestimate the full
magnitude of what is being tried in szetting up effective social development
cadres for water and sanitation programmes.

Te begin with, training and training institutes should not be considered an
adjunct to an ageney and its field operatiens, but as a link i{n the chain of
line authority. Trainers will have an on-going educational supervisoers rele in
operations and trainees will have an on-going responsibility for developing
thelr own skills, improving procedures, contributing to more effective training
and becoms Field trainers in thelr own right.
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6.2 Trainers with first-hand experience

A major problem with practice-oriented community-foecussed training, and the
putting topether of a content to be used selectively in relation te the
practice, is that except for a few experienced community develeopment workers in
a few small (and often controversial) institutiens, there are not many trainers
in the develeoping world wheo know and are familiar with the approach ocutlined
here. Even meore scarce are those who have first-hand experience of working in a
vatriety of communities related specifically te rural water supply.

Working on the principle that if you have not done it, then it is difficulc
to teach others how to (and from the writer's experience of so many claszroom-
bound theoretical "banquet"# courses which pass for training Iin the Third Werld
and often in affluent societies too), it suggests that the matter of tralning
workers for social preparation responsibilities will mere often than not require
the assewmbling and training ef a special group of trainers,

The trainers must bring their present skills to bear specifically upon the
need for setting up a training regimen (rather than a course) for the community
work related to the water and =zanitation projeects, There are precious few
precedents, and few have skills in curriculum building of this kind.

For the purposes we have in mind here, the trainers should be prepared te
regard themselves as a team of explorers and become the prototype cadre of
secial development workers. Fully undertaking and playing the role of the
community workexr, they will be responsible for initiating contact with the
villagers, finding out what seems to work in reality and what does not, putting
together and fully documenting their methods, identifying and elaborating upon
the skills and trechniques they use, and devising the training materials for rhe
trainees who will be following in their footsteps not very far behind.

The trainers will be the pioneers and trail-blazers and should be recruited
less for their subject or academic qualifications than for their ability and
enthuslasm for working in rural areas; their openness to new experiences and
wlllingness to learn from them; their powers of analysis of what they are deing
in {field problem-sclving;, and meost importantly, their ability to stimulate
enthusiasm in others.

6.3 How to produce the trainers

The traimers could begin by drewing wpon the best {oformation and
experience to hand and be the ones whe shared the responsibility for writing out
the first operational scenario(s) for the community-focuszed water and
sanitation work. They must be prepared to take the scemarie inte much greater
detall regarding the content and process of contacting, working with and follow
through with communities.

For start-up purposes, perhaps they should work in pairs im the villages,
introducing themselves and undertaking the social-preparation ecommunity work
along the lines of the scenario which they themselves have written. Each pair
should proceed to the best of their abilitiez, along the guidelines they
themselves have developed from the sgeenario, and keep a full diary and
degeription of their day-to-day experience.

* See "the cafeteria style™, page 20
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These trainer/role-playing pairs would come together regularly to
extensively review and examine each others' on-geing experience in the
willapes.

The trainers would divide themselves into sub-groups (with an overlapping
membership) and be responsible for developing different aspects of the training
programme which they will WBe creating and eventually conducting.

They will work from their own written documentation; seek further
elaboration from each other as necessary; bring in specialists for advice where
it iz required; and incorporate any other available material which they judge
of particular significance to their practical experience.

One group might work progressively on improving the scenario (and
developing alternate scenaries) to fit with the experienced reality. Where
there are inconsistencies between what planners, administrators or technicilans
have in mind and what is discovered in the field realities and action, the
discrepancies, gaps and inconsistencies should be fully written up and one group
might be delegated to clarify these issues and come up with some agreement with
the authorities concerned regarding how best to proceed. Such c¢larifiecation is
likely te be necessary, perhaps in spelling out increasingly realistie job
descriptions, and one of the sub-groups should undertake the task of getting
these to & satisfactory state.

Beyond well-elabeorated jobr descriptions comes the necessity for breaking
them down inte a set of task analyses which will need to be performed at the
village level. It is these which will begin to focus the trainers on what
precisely will need to be taught, i.e, what exactly must the trainers learn to
do {the scenario writers will keep an eye on things and suggest sequences).

A teaching materials sub-group will begin to identify and extract from the
raw accounts a set of narrative mini case-studies and refine them for discussion
and teaching purposes (much human relationships and problem-solving skills can
be effectively developed in case-study discussion sessions).

This trainer sub-group should edit the case materials; outline the range
of things which are illustrated by the materials, raize issues and indicate
related materials as reading matter, so providing teachling notes and suggpestions
for using the case material.

Another group will develop with the communications staff a prowing range of
"How to ... Guides" and notes of how best to utilize these in practice.

Perhaps thizs "How best the material might be utilized" could be taken up by
a sub-group which will describe and try out different kinds of training and
teaching possibilities and methods for utilizing each piece of material.

Ansther zub-group will have to begin working out how te introduce the first
bateh of trainees to take up and refine the work of the trainers (who will by
the time the trainees arrive have had the first-hand experience of trying to do
the Job), The sub-group will be detailing +the initial true training
veuprriculum” course, in which the traipers will be shifting back from front line
work (but not too far back) to take up their role of educational supervisers and,
guides te the trainers whose major training experience will be as field- and
practice-oriented as that ef the trainer had been before them,
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The sub-groups suggested above should continue to function when the
trainees are In place. But now, the trainers will be utilizing the trainees'
reporting for adding to and revising the training materials and the training
programme .

What will have been imstituted is the "training" of &n on-going cadre of
tralners who will have created a training programme from their first-hand
experience and who can continue to keep their programme closely related to the
continuingly accumulated knowledge and understanding coming from the field,

Thiz can be fairly described as bottem-up support-down curriculum building,
and has a parallel in bottom-up &nd support-down planning processes which arc
fundamentsl to concepts of community participation.

The trainers will have been taken through a process of creating a training
regimen - a training to de. The tasks will be pitched at the level which they
themselves will have found pessible to perform under real conditions which face
a community worker in his country's villages.

They themselves will have tried and established the initial realistic
standard of delivery of service to be aimed at in working with real communities
in relation to the water and sanitation programme as it has been planned and is
meant to he implemented,

They themselves will have demonstrated how the new kind of mutuslly
respecting partnership with the community can be initiated step by step,
established, maintained and expanded,

The tralners will have been directly involved in & kind of participant
action-oriented research for identifying the elements of a practice. As
practitioners (and later ag trainers and supervisors of field practice) they
will contimually be identifying end focussing upon practice problems for more
concentrated attention and research,

These trainers, from their first-hand experience of working with the
comnunity and the water agency, can be expected to gradually improve upon the
training programme and assist as indicated im producing and modifying the
communication materials with the communications staff,

It should again be emphasized that the training should not be seen as an
isolated or separate activity of the agency, but as parr of the line management.
The trainer's job should be so crganized that responsibility for training is
merged with the responsibility for on-going supervision of the =zocial
development workers. The traiming and the later supervision can of course be
conducted in appropriate groups, but a degree of individual supervisien sghould
also be part of the pattern.

In this way, the quality of the social development work with the
community can be monitored, malntained and built upon. Thiz will also provide
trainers with up-te-date and new Illustrative material and probably a wider
range ¢f content, to be fed back inte the training programme from the ever-
widening peool of field experience.
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6.4 The "cafeteria" style

The content of training showld be envisaged as being gradually put together
and stored for use as in a “cafeteria"™. The more content we can prepare, the
more choice we have when 1t comes to select what we need when we need it (acs
dictated by the specifie sgituation we find in our field experience). The
"cafeteria® style, where one c¢an take or leave in any order one prefers from
what 1z actually available, differs very dramatically and significantly from our
familiar “"banquet” style of teaching, where someone onm high provides fixed
courses shead of time which you are expected to get through from appetiser to
mints, whether you take in, properly digest and can usze the content or not.

The items accumulated in the cafeteria will gradually enrich the
pessibilities of pulling together a wvarlety of permutations inte composite
training modules sdapted to the specific needs of the trainees at any given time
and situation. The range of these modules will be directed and linked to the
different stages of the scenarie ag it is played out in a given communitcy. TIn
work with different communities, the cafeteria style should be adopted tes. The
scenario provides s generalized guide to the process and varlety of working with
compunities, each of which will have itg own distinect strengths and weaknesses,

Those who work with the communities should be encouraged to use thair
experience of the cafeteria style by effectively responding to the issues gs
they naturally emerge in any community, without insisting on a rigid sequence of
Issues (banquet). The community workexs must of course see the process as a
whele and sensitively introduce issuez and questions as it is nmecessary te back-
track or where impertant matters are being forgotten or aveided. To change the
metaphor, the worker will be assisting in orchestrating the recurring themes and
instruments to match the rythme and nuances of each community. His work becomes
community-centered rather than technology-centered, as it currently remds to
be.

6.5 How te ... guides

Each one of the activities in the community work scenarie will require
the development of simple "How to ... Guides", Guides should tell of the real
experience of other communities, what arrangements worked, what problems were
run inte and how they were overcome, what to take inte account, and advantages
and disadvantages of different solutions, cheeklists. This "How to ., .*®
material should be carefully put together, perhaps In comic strip form, but at
any event geared to the literacy level and comprehension skills of the community
involved.

These "How te ... Guides” and how they can most effectively be introduced
and used with the community will become part of the cemtent of training for the
development worker.

As the need and focus for these "How to ... Guldes" will emerge is also
the base from which the job of the workers can be described in increasing detail
and a task-by-task analysis made. These tasks are what the worker must be able
to perform either from their existing proven capacities when recruitad and
assigned, or from the skills they will learn as a consequence of training and
practice. Many of the tasks will be seen esgentially to regquire skills in human
relations and will invelve interpersonal exchanges with individuals, groups and
different kinds of organizations.
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In this way, training content will be accumulated constantly, developed
into communicatiens materiale, and be ready for use when it 1z found to be

readed by the worker/practioner specifically related to the situation inm the
comnunity.

These skilles are to be practised, of course, in the context of sharing with
the community the work of spelling out a satisfactory IDWSSD plan,
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7. THE SCENARIO - (ii) Community plenning

The emphasls that hags been given o the creatien and continuing
medification and improvement of scenarios grew from the need to tackle a range
of difficulties that have been observed in a number of countries and which
receive relatively little prominence in health-related planning literature,

The scenario, it has been seen, serves as a reference point for determining
a number of broad areas of organizational decizion-making.

However, as this document has concentratred very mueh on the "missing
ingredient™ (so to speak) of community partnership with officialdem - the
interface - some further comsiderations can be offered to those whoe wilil he
trying to construct their own country-specific community-oriented scenarios.

-

7.1 Communities should demounstrate initial interest and potential
committment by making am application for inclusion in the PYOLY amme

An extremely important principle confirmed repeatedly in practice {g that
partnership must be established on the basisz of s community being able, ready
and actively willing to become invelved and to commit itself. Thie ¥ind of
committment should be demonstrated in requiring a communiry after sufficient
consideration te make an initial application to join the programme.

The communication staff should prepare a gimple guide on "How to make an
initial application®,

The initial application would need to finclude:

- what is the status of the group sigming the application (it may be an ad
hoc group or an already formalized group):

- & brief deseription of the water szituation of the village, severity of
prublems met with, improvements desired;

- 2 brief deseription of the health and sanitation conditions of the
village;

- an expression of willingness to meet potential costs, labour requirements,
and provide selected people/groups for trailming in management/maintenance;

- a committment te make equitable provisien for disadvantaged groups;

- an invitation for a social development worker from the agency to join them
in planning the next step - the formal application.
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7.2 The initial application

The process required for making an application is net to create =&
bureaucratic hurdle, but to enable & community to provide some basic information
and te provide the authorities with a preliminary “diagnostic" tool. The
preiiminary application can then be used te make s judgement of & community's
true interest, degree of reasdiness, etc, and become a "progmostic" indicator of
a potentially successful partnership.

The preliminary application is the reciprocal information supplied By the
community in respense te the information received about the programme from
outside; in effect, the application gives notiee to the authority that the
community 1z new open to the establishment of the interfacing partnership
between them and the zocial development staff of the programme.

Az the first applicatieons arrive, decisions can then be made regarding the
deployment of the staff who are to be respomsible for making, stimulating and
assisting communities in planning and implementing the project.

Where applications are not forthcoming, a decision can be made regarding
how much more concemtrated work must be done te promote and explain the
programme on a community-by-community basis.

For example, if & gravity flow system is a technical possibility and could
potentially serve say twenty communities along the flow line, and only twelve
communities have responded positively and shown interest, should the remaining
eight be left out? Weuld that make sense? Why are they not interested? Have
they actually understood? Have they not presently got the organizational
capecity within the community to respond and jeoin in the programme? Do they
have walid reasons for lack of interest? Apd will their lack of interest
jecopardize the seheme for the others?

Such consideratione based on the response or otherwise to the call for
applications will have dimportant dimplications for the deployment and
concentration of staff to assist communities in  eorganizing themselves
sufficiently to make an application,

The arrival or non-arrival of applications and the quality of the
infeormation provided may indicate the need for rethinking procedures or
rethinking programmes in relation to these communities.

The preliminary application by definition needs to be 2 simple affair, and
should promptly trigger a respomnse from outside by the IDWSSD authority group.
The rezponge must Indicate who is te be the agency social development worker
(team), and when they will be available to the community.
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7.3 The interface
Community payticipation process
Preliminary planming and formal application

The social development worker is alleocated and introduces him/herself to
the village community; it is at this stage that the agency and the commumity
interface partnership actually beging to become established. Their joint task
iz row to cutline the elements and dimensions of a community-focussed plan for =
water project within the ¢verall water programme.

The partnership will sim to produce a plan which will be an integral part
of the submission of a formal application. The process of producing the plan
will invelve a great deal of providing and sharing information on both sides.

The giving and the seeking of information is not a neutral activicy. Much
will depend upon the relatienship - the attitudes - of the glving and raceiving
parthners.

The manner of providing information is an important aspeet of community
partieipation. For whom is the information intended, and for what purpose?
The answey, with emphasig on the matter of patrtnership, is that one ig providing
the partners, jointly, with what they both need to know in order to plan and
agree joinrly,

7.4 SBurveys, data bases ...
A participatory process, net an academic exercise

Too mueh information-gathering - surveys, etc. - are conducted by those who
consider themselves on a higher plane hierarchically and intellectually. Many
water programmes spend a great deal of time and effort on base-line SULVEYS .
An enormous number of problems is inherent in attempting to extract valid data
from the villagers and communities in developing countries. The procegs of such
data colleeting is very likely to raise the suspicions of the community (e.g.,
Inquiries about household income may be interpreted as the preliminary to new
types of taxation) and is therefore antithetical to the process of establishing
goeod working relationships,

If the base-line data is intended as a plece of research to illustrate tha
impact of the provision of a new water supply system or some such, this raises
complex survey technicalities. In that c¢ase, it is best thought of as =
specialized research operstion in its own right, not to be confused with what
information is needed for sharing in a joint planning process.

Frequently, the activity is like squeezing a lemon: the information juice
is collected and taken away, the rest of the fruit (the community) is discarded.
Typically, the juice is processed and used by the squeezer, and the community
never has the opportunity te utilize its own informational juice for itself.
The collection of information should be a process that aims at leaving
communities juicier than they were to begin with... knowing afresh what they
know, and being stimulated to think about their knowing in new ways.
Information givers should be able to understand why information is needed, and
how it can be used, in order to make their project an effective one.
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Goncepts of planning in the sequence of (a) data, (b) analysig, ()
planning, ete, are mnot appropriate here, mnor are issues of sclentific
objectivity. What the partners need at this stage is to experience the gquality
of the process.

This process 1z the essential one for building mutual trust and the working
partnership.

It is obvious that this kind of operation does not come naturally to many
who have been embedded in bureaucratic or academic institutions and structures,
where hierarchical traditions and behavioux towards those not =0 embedded is -
however muted - of the "we know best, really" kind. Establishing these new
attitudes and ways of working are a crucial area for training in the practice of
performing work in partnership with communiries,

Where the partners will start from will depend very much on what is already
known - by the outsiders and the insiders - and on the pooling of information
and sgreeing that the already known is known by both. This sharing of knowledge
will be the content of early exchanges between the partners.

The partners will have to identify what more will need to be known in order
to agree upon the objectives and to examine the various possibilities of
achieving these. They will have to find ways of getting to know the not clearly
or not sufficiently known things. They must share the interpretation of the
informatfon which will provide the basis for making a whole range of deaizjens
and testing out or judging the Implications of these decisionsg, The
communication staff will have provided the materials which will guide the worker
and the community in collecting and examining information and its significance
for the projeect,

7.5 Self-surveys

The planning process will require a description of how the community,
through 1ts working committee, might begin to lock at itself by stating its
present situation; the need as it expeviences it; its present resources; the
way In which the new resources which the programme might make available will
make a difference, and as far as possible spell out these differences in terms
of their own "targets™.

Such a piece of work could be in the form of a self-survey and this would
require the development of a community-orienmted “"How to ... Guide" - in this
caze a "How to examine your water supply and water-related health needs gulde”.
The survey should clearly arise directly from the community's needs to have
information about itself as a preliminary step in more detailed planning. Of
course, the information can he shared with others, but fundamentally should be
cellected because the community needs to know and it should be able to sec the
purpose for each of the questions it will be addressing.

Such & self-survey might be placed in the context of establishing the
community’s "eligibility" in relatiom to the policy and prioriries which the
programme will have determined.
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The ability and suecess of the community in conducting the survey could of
itself be considered an expression of = community's potential for effective
participation and indicate the degree of its social preparedness for epngaging in
the project., It should be emphasized that an agency must be assured of
committment by the community before committing scarce and expensive investment
resources. The submission of the self-survey can be considered as an important
prognostic element which should be part of the criteria for the selection of a
commurity for receilving external resources.

la any event, communities will need to undersrand very clearly what the
criteria for selection are, and rhey must have an idea of how the criteria have
been arrived at (the exiteria preperly explained canm have an Important part to
play politically and relate to processes of nation building in making tangible
and credible such a concept as "social Justice”, i.e. the reasons why one
community is justifiably "faveured" with assistance rather than another),

The geenarioc will then spell out how applicationé will be handled, by whom,
and how the selection or rejection (or request for more information) will be
managed.

7.6 Leeal institution building

The community group will also need to examine its own capacity for the
plamming task, and make sure it has included all appropriate membera of the
community.

It should include those not ordinarily important in other village affairs,
but for whom water and health programmes are of particular significance, with a
special concern for the disadvantaged groups. Such a broad-based group brought
together for the planning process will probably need to ineclude many more
persons than the ones who signed the original informal application - and in
turn, this planning group will eventually decide the nature of the *loecal
institution" which will caryy the responsibility for implementing on-going
support and maintenance of the water scheme. The existence of such a local
institution is an essential step in the participatory process.

The planning group will need te plan information campaigns to keep the

wider community closely in touch in an on-going way with what is being done and
what needs to be decided.

7.7 Technicians on tap

Bearing in wmind what has been said about the "we know best, really”
mentalirty which places expertise on top rather than on tap in planning, and the
decision-meking processes, the technical staff will have & very important role
te perform. Techniecal staff in parcieular may have difficulties in accepting
the advisory role as outlined here, especially as they do know best about a
range of technological matters, and this knowledge is usually scarce and
essential,
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Howewver, they too must learm to share their knowledge, and te listen and
help incorporate such knowledge in an overall social development plan with what
things the community knows best, however disorderly at first sight these things
are. For example, each community will know best how much in manpower and
resources it will be able and willing te commit te watexr wmatters, compared to
all the other demands that their lives make upon them. It will know, too, the
vear-round leocal avaeilability and utilization of water in the community.

Nevertheless the communlty plan will in many important ways be Influenced
by and have to be built around whatever taechnology opticns are helng proposed.
Therefore, a significant element of the community plan will be determined by the
content of the engineers' report, assuming that the community agrees that the
technolegical options are appropriate for its needs and its way of doing
things,

The report itself will need to be fully shared in ways that the community
will understand, and the implications for the community fully accepted and
planned for.

As has been observed earlier, the different technical sclutions require
different responsibilities te be placed on the community and on support
services. These requirements and responsibilitiesz should be well explained and
detailed in material provided by the communications staff.

Tt 1z of major importance that, after installation of facilities, a
breakdown due to lack of malntenance and back-up systems does not seonh occour,

There 1is clearly a very sericus lack of formal procedures related to
cperation and maintenance of water and sanitation systems.

Construction of any system should not be considered complete until: (1) a
detailed schedule (day by day, week by week, month by menth) of activities is
worked out for the specific =aystem; (2) {t 15 determined who will he
rezponsible for carrying out these items; (3) a simple reporting and monitoring
sytem has bean devised.

Whan establishing the above, it should be horne in mind:

(1Y What can be done easily by lay persons: cleaning of surrounds,
wallting the lines to detect leaks; inspection of sanitation
facilities, etc.

(ii) What will require =ome simple training and demonstration so that the
trainees cam perform regular maintenance procedures such as oiling,
tightening, replacing taps, washers, clesning out silt deposits, ete.

(iii) What will require some special training for relatively simple
repalrs.




(iv)

(v}

(vi)
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What spares and tools must be left with the community to allew it o
carry out the above, and which they will bhe responsible for
protecting, issuing and replacing.

What activities will be carried out on a regularly scheduled basis by
tyzined majintenance crews.

What must be done in the event of a breakdown which cannot be handled
locally; how and whom to get in touch with to report such breakdewn;
what to do about safe emergency supplies of water until the brealkdown
has been repaired,

The communications staff will have a job to do here in spelling out thege

maintenance regponsibilities.

The discusgions between the community and the social development worker

will need to concentrate wupon all these responsibilities and step-by-step
jeintly arrive at satisfactory ways of ensuring that the responsibilities will
be carried out and maintained over time.
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THE COMMUNITY PLAN

Although it iz unlikely to he a straight and sequential path, the community
will have to deal with and decide upon what is required, and what they will

arranging for information and campaigns around the coming of the water

under advice, the selection of the appropriate technmolegy and working out
of its full potentiszl (and its limitatiems) in terms of how it will be uszed
involving the children at school (Water Curriculum Packages)®;

celection of the optimal site for the water supply and distribution points
from both the social and techmical points of view:

clearing the site for the technical operations;
arranging for unimpeded access of equipment or of drilling rigs;
arranging for asglstance to the technical crews:

gshelter, food, hospitality,

water supply, leocal materials, etc;

informational and educative “entertainment"™ while the crews are in the
village ("circus" approach te communications)®¥;

need to do in relation to:
supply;
in the community,
labour, digging of pits,
W See "I - spy games", page 32.
fa

"The circus is coming” approach - it might be useful to think of water and
sanitation projects which have the objective of improving public health
conditions and require much community involvement and health educatien
inpute in the context of "The circus is coming”.

The ¢lrcus is the excitment, activity and sense of event and entertalinment
penerated by tche arrival of technicians and their equipment in the
villages., Circuses are planned well in advance. Staff move ahead to
negotiate sites and service, place notices about the circus, fix dates,
open ticket booths, arrange the circus parade, elean up and repair sites,
and make sure expenses (and fines) are paid and that the community will be
ready for the circus to come again next time.

The coming of project staff should be thought about {n the same way. The
actual physical work will be only one dramatic point in a continuum of work
to be undertaken in villages.
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considering and selecting the possible designs of appropriste:
well platforms,
pump houses,
storage tanks,
diszstribution points,

drainapge of water, etc;

selection, training arrangements and payment of eoperating and maintenance
workers, pump operators, etc;

securing, payment for and storage of supplies:
fuel,
spare parts,
construction and maintenance,

materiesls;

routine maintenance and procedures f£or arranging repairs beyond local
expertise;

inspection snd malntenance of faciliviles;

sampling for quality of water and arranging for conveying samples for
analysis;

all matters related to the use of water:
drinking - use of safe source year-round,
household - washing clothes, bathing,
preparation and protection of food;
sanitation campaigns:
improvement in domestic water usage,
latrines,

garbage diszposal;

the involvement of the community health worker in planning primary heslth
care campalgns and surveillance;

associated agricultural and animal husbandry matters:

irrigation,
animals;

lighting and power possibilities (if there are generators for pumps);
costing:

capital, maintenance, operational «costs, drilling erew costs,
materials, manpower (caretakers), fuel;
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. revenue management:
water sales, taxes, subvention of the poorest;
- on-going monitoring, evaluation of projects and reperting arrangements.

Fach of these areas having been fully ezamined and deciszions made, the
soclal development worker will assist the ecommunity in drawing up an outline
plan.

The outline of the community plan incorporating the technical report will
constitute the required decumentation te accompany a formal application for
incluzion in the programme.

8.1 An aid to planning with the community
Examples of how this kind of planning might be managed

At a large village gathering, everyone 1s Invited te list all the things
that they foresee will need to be done. The emphasis iz on activities, Bearing
in mind the low level of literacy, somecne is invited to do a drawing of each
activity (no pgreat artistic skill is necessary; matchstick men and erude
reprasentations will de, zlthough it is surprising how often a villape artist is
digscovered). Each drawing is pinned on the wall until all the actions have been
mentioned and everything seems to have been covered,

The activities are then considered in order of precedence chronologically,
clustering the pictures where activities have to be undertaken simultanecusly.
When the sequence from start to finish hag been pinned around the meeting place
to everyone's satisfaction, consideration can he given to practicalities such asg
seasons, wet/dry, sowing/harvest, festivals and 2o on, =zo that above the
pletures agreed dates for the activity can be placed (withour talking the
language of plaoning, the community will have produced its own flow chartz and
chronological bar chart representations). The number of people, what =skills,
tools and resources, can be represented under each of the drawings and at some
point who exactly will be involved in each activity can be worked out and added

A manpowet plan.

A useful device can be utilized to deal with costs and book-keeping®, which
will clarify matters even for those poorly endowed with numeracy: plastic bags
should be placed under each activity and play-money (as in the game of Monopoly)
used to count out what each activity is expected to cost®k.

Where there is te be some revenue, from sgelling water or some other
product, a similar estimating and counting out can be enacted and shown against
costs, Later, as money is collected or dispersed, it can be shown to he moved
from one plastic bag te anether. There now exists a very visible representation
of the community budgeting for the project, and the whole collection of pictures
and bags remaina in the community publiely displayed and can be used for
monitoring and fuyther diseussion as the project gets under way and proceeds,

* Poor attention to such matters has been the curse of development efforts
and has caused the failure of many a cooperative.

“*k  Even thoge whe find diffieculty in adding up and substracting have gkills in
counting ocut cash.
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8.2 I - spy pames¥

Villape Surveys

Another example illustrates how children might become contributors to the
community planning process, It is sometimés said that children are often the
culprits in the mishandling of facilities. It might help a great deal to have
them feel it is their programme and therefore they must protect the facilities.

One such game could be to lock for every conceivable water source in the
surrounding area. The children could work in pairs or teams, leaving some kind
of marker or agreed "secret sign" at each source discovered, so that the same
source is not claimed more than once by any "player", and so that a proper claim
is made of each "find" and can be judged to belong to the first finder.

Some kind of peints system and reward for the most points could be devised,
All the information from this I - Spy game would then be brought together and
displayed on the largest possible area on which an ocutlined map of the village
or community can be marked out - the school playground, a sportsfield, a market
square, the side of a house, The map can be outlined with chalk, srones or
bamboo, or scraped on the dry earth. The children can make models with mud,
coconut shells, cardboard, anything. Then, with sections of the map allocated

to peirs of children, they would fill in the map, marking all the water
sources.

A wvillage leader, a health worker, or a youth group might organize the
whole game. Better still, an enterprising schoolteacher might use a water I -
Spy game te fteach and link many aspeets of the curriculum, preferably as a
practical aetivity illustrating what the scheol 1s supposed to be teaching
anyway: map-making, charts, graphs, handicrafts, hygiene, social =studies,
essay-writing or as a valuable learning project in its own right.

Childyven could be asked to write on "twenty-four hours of water use in my
family", deseribing where the water comes from, heow it is eollected and stored,
how much is used for what, and something about the seasomal variations. They
could be set the tagk of producing a wall mural (children paired, each pair
taking a =mall section of the wall) illustrating water use in the village. All
of this clearly has direct relevance to the school curriculum.

From this basic game, we can move on to an I - Spy "Banitary Inspector"”
game. Teams are again formed and rewards given, this time to the team that
identifies from all the sources the most water risk danger situations (having
been told all about these heforehand - cattle drinking, bathing, clothes
washing, open wells, defeecation). They must place a sign to mark the danger and
to claim the site for their team. The signs could be semi-permanent so as to
mark the site until the risk was eradicated.

* The original game requires one child to select an object and to call out
the letter 1t Dbegins with "I spy, with my little eye something beginning
with ...". The other c¢hildren try to guess and the one who guesses,
correctly then calls out for the next round of guessing.
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Now the risks would be added (big red spots?) to the sources pletted on the
huge map. These water games might be linked appropriately teo lecal water
festivals such as Holi, Mahathingyan, and se on, When the whole layout iz
satisfactorily completed, the village leaders and the whole village should be
jnvited to attend a ceremonial inspection of the map, The whole thing will be
explained {(perhaps by the children themselves) and a full presentation made on
"Our Village Water Conditions and What Might be Done for a Clean Village Water
Supply".

0f course, these games and the whole procedure expect much of the
schoolteacher or whoever, and might require a campaign to back them up, with an
orientation and practice sessions, sponsored by the education, welfare or health
authorities.

Variations can be prepared or experimented with in relation teo malaria,
nutrition (what is in the market week by week and is cheapest), agriculture,
Lrrigation, forestry, husbandry, transportation, maxketing, and so on.

What has been illustrated is a child-centribution approach to planning.
However, the prineiple is the same even where an adulc group is to take
responsilbility rather than the children. The Infermation and the community
Involvement snd interest engendered by these “game" activitiegs are the fertile
ground upon which specifically local, tailor-made plans can be bullc,

8.3 "Planning up" links with "support down”

Once the whole picture of the step-by-step development and activities which
are necessary at the commanity Level has been laid out, it should then bhe
pessible and somewhat meore familiar to work back up the sadministrative and
technleal ageney strructures and to tie into the community timetable and flow of
activity the inputs and support from outside, detail by detail.

Where there are activities determined by technical and administrative
imperativez whieh ecannot neatly gear into the community pace and way of deing
things, these points of discord must be glven special consideration and a
muttally acceptable arrangement be agreed upon and xeplanned in the community.

The range, content and timing of the activities must eventually all lead to
a satisfactory service for the community - satisfactory, rthat is, for the
community and the authorities, and from the technmelegleal point of view.

In skillful hands, this planning process at the community level ecan resulr
in the enhancing of social cohesivemesas; much health and development education;
the establishment and improvement of community/gevernment  operational
relationships.

Assuming the plan 1is in the judgement of the agency sufficlently
technically and socially sound and has, in the view of the social development
worker, full community commitment, the applicatien will be processed. Approval
will then be determined by the priorities to be given in relation to all other
applications and the available resources.
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8.4 Contractusl agreement

The village-based plansz, having been examined, agreed upon and approved,
should then be drawn up in the form of a contractual agreement.

The community will foxmally undertake to provide agreed labour and local
materials, make selections for training and support those trained therafter,
undertake maintenance, keep appropriate records for monitoring and carry through
all the social aspects of the programme, sueh as health education, etc.

The agency will undertake to provide the external inputs and support and so
on,

The contract signing should be accompanied with appropriate ceremonial, for
although such contractual agreements may be dlfficult to enforee, it should be
made to be a highly zignificant and symbolic milestone in community affairs.

With thiz agreement, the time-frame for activity will be established. The
community will now be assisted in spelling out in operational details the things

te be done before, during and after the construction and installation of the
planned faeilities,
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9. FAY-OFF AND SPIN OFFS

The planning approach and the establishment of genuine working partnerships
with communities along the lines suggested in this document are designed to meet
the major problems which were stated at the beginning:

- the conceptual gap between people and plamners;

- the emphasis on coverage rather than on the continued functionning and
utilization of facilities:

- effective back-up support to communities, which 4is often lacking,
particularly after the completion of the project.

What has been proposed is clearly not a "quick-fix" but a radical change in
appreach, If successfully comceived and mounted, the planning process capn be
expected to yleld a whole vrange of positive spin-offs way beyond the
implementation, on-going maintenance, improvement and expansion of IDWSSD
activities,

Toherent in what has been proposed is wmovement towards:
- new methods of planning;
- a sounder basis for integrated planning and programmes because planning

emerping from community-focussed aetivity should provide & rational
orchestration of sectoral support and inputs:

- postponing decisions around costly investments (of technolegy, ete) until
their appropriateness snd their productive utilization can be more firmly
assured;

- tmproved government/donor relationships by providing confidence that
funding will aetually reach, have {mpact on, and more likely achieve the
community level IDWSSD objectives. This in turn may well attract increased
funding at subsequent rounds of negotiation;

- gtrengthening the organizational capacity of local communities and groups;

" strengthening the positive political aspacts of the nation's life in that
genuine community participation provides constructive and creative channels
for more peeple and for the energetic and idealistic young to give
expression to the desired process of nation building;

- translating wvalues such as "gocial justice" inte observable action, so
meeting a world-wide rising tide of demand for equity in national 1ife:
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the establishment of & cadre of gocial development workers, related here to
IDWSED, but whose skills and experience will provide a community-oriented
manpower base for many other types of programmes (the investment in the
social aspects of the processez ocutlined in this document is undenisbly
considerable). However, in initiating and egtablishing the community's
participation, the investment should be seen not merely as expenditure but
as an accumulation of social capital for achieving long-term objectives,
It iz social capital, in that communities which have experienced good
working relationships with government, and have monitored and evaluated the
success of their participatien in the outcome of prejects and seen what
they can achieve largely for themselves, will mere readily be prepared to
begin over and plan to use their newly-gained organizational experience
towards the identification and planning of other projects, For such a new
round of activity, much will then be in place that was not for the IDWSSD,
and therefore the amount of time, effort and resources for invelving the
community will not need to be expended to such a degree again;

suggesting ways in which the technical/social "mix" of planning and
personnel can be developed for other areas of development;

the establishment of a programme-support communicatiens cadre staff with
skills (and equipment) adaptable to other programmes;

bringing together training and line management in programmes and projects
in mutually enriching ways;

providing a model, experilence and capacity for ecreating increasingly
effective training institutes in other fields;

providing a whole range of new methods and training skills;

demonstrating how content and curriculs is cumulatively built, developed
and put teogether im a way which is increasingly action, rather than
subject-oriented;

opening up a whole range of knowledge of local communities and the way they
function and can be assisted to change, which will offer opportunities for
action-oyiented research which should contribute to the development of the
behavioural sciences based on indigeneous obzarvation, eXperience and
thinking (in time the behavioural selences might then becomse more of an
applied field than an academic one);

providing the opportunity for a great deal of community-focussed adult
education in the process of village-level plamning;

placing health education on a firmer footing both in content and context of
community-exiginated concerns and activity;

contributing  “curriculum  packages" and g0 provide there-and-now
illustrations and activities which will enrich the work of teachers and the
schools.
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In all the ways listed abeove, the IDWSSD programme can demonstrate that not
only is it dependent upen much else which 1g available and happening in
comrunity life but that IDWSSD activities can be seen as providing many new
entry points for other developments.

The IDWSSD is not 2 somewhat costly one-off affalr, but its pay-off and its
spin-offs could be, and should be, considerable in the malnstream of natienal
progress,




