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Foreword

Water is a major factor in the socio-economic fabric of our society as well
as a determining factor in the development potential of the nation. The
rapid growth in population and the increased agricultural and industrial
activities require adequate and safe water supply.

The Government realized that a rational approach was required towards
planning and implementation of water supply infrastructure, rehabilitation
and expansion, and more generally, in creating a realistic framework for
proper waster resources management, through which priorities can be
established and optimal use of the nation's water resources planned.

The framework, within which the water sector is now set to function, con-
sists of three main codes: a Water Action Plan, a new Water Statute, and a
National Water Policy.

The first priority in water resources allocation is the provision of water in
adequate quantity and quality to meet domestic demand. Allocation of
water to meet irrigation, livestock, industrial, fisheries, hydropower and
other demands will be done considering the economic, social and envi-
ronmental value of water,

Within the key domestic water supply sector, Government has developed
strategies towards achieving the adopted national target of 75% popula-
tion coverage by the year 2000. The strategies are built on the main policy
principles of democratic decentralization, privatization and true partner-
ship with the future owners (the users) of the water supply facilities.

We are confident that the stage is set in Uganda for a well structured,
sustainable and progressive development of the water sector. We are, of
course, happy to note that our efforts and achievements are recognized
outside our country - a fact which this document bears witness of.

| wish to thank the Swiss Centre for Development Cooperation in Technol-
ogy and Management (SKAT) and the Handpump Technology Network
(HTN) for the recognition they have given to our efforts in strengthening
the water sector and for the "mental” support which this case study in-
deed constitutes in order for us to forge ahead in our endeavours to achieve
the ultimate goal of "water for all”.

I would like to extend our heartfelt thanks to those friendly countries and
donor agencies whose support to the water sector has contributed to the
success highlighted in this case study.

B.Z. Dramadri

Permanent Secretary
Ministry of Natural Resources

January 1996



Preface

This is a story of success in the development of rural water supply,
a difficult sector in which to deliver cost-effective, sustainable re-
sults. It is a story of success in the public sector in Africa, a conti-
nent with few reasons to celebrate the achievements of its civil ad-
ministrations. Moreovaer, it is a story of success in Uganda, a coun-
try long shunned as one of Africa’s “basket cases” — devoid of
social, political and economic optimism. Therefore, it is both an
unusua!l and a highly pertinent story. It contains many messages. It
delivers many lessons. Above all it provides hope.

The case study documents the strategies adopted in Uganda for
water resources management and development, with specific ref-
erence to provision of rural water supplies. It traces the first tenta-
tive steps to re-establish a semblance of order to the sector ten
years ago through to the boid actions of the present day. However,
it is not a story of success only. It is also a story of continuing needs,
of unfinished business, The case study looks forward to the year
2000. It reviews the ambitious targets set by the Government for
the provision of rural water supplies and considers the likelihood of
the sector maintaining its track record of success.

Much of the success in this story can be attributed to people —
people with vision, people with a desire to improve the status quo,
people with a will to “make things happen". It is to these people,
many of whom remain nameless, that this case study is dedicated.

The author wishes to thank the contributors to the case study, es-
pecially the staff of the Ministry of Natural Resources, Directorate
of Water Development — for their openness, willingress to share
and clarification on points of substance. Special thanks must go to
Mr Patrick Kahangire, Director and Dr Sven Jacobi, Senior Techni-
cal Advisor (Danida) — for their enthusiastic inputs to the case study,
guidance through the wealth of documentation on the subject and
thoroughness in reviewing the early drafts of this manuscript.

The author also wishes to acknowledge the financial support from
Swiss Development Cooperation that has made possible the prepa-
ration and publication of this case study.

Greg Wishart
January 1996
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Introduction

For many years Uganda's rural water supply sector languished un-
der Governments that cared little for the social well-being of the
people they ruled. A combination of incompetence and gross mis-
management wrecked the country's physical and institutional infra-
structure. A protracted civil war brought the nation to its knees.
Uganda, once described as the “Pearl of Africa”, deteriorated from
being the envy of nations south of the Sahara to being the laughing
stock of the whole world. The “sick man of Africa" could barely sup-
port its ruling elite — let alone meet the water and sanitation needs
of its rural population.

Since the army of the National Resistance Movement (NRM) liber-
ated the country in early 1986, Uganda has been fighting back from
the brink of self-destrUction; rebuilding the infrastructure of a ru-
ined, but once-thriving country, Against the odds, the Government
of Uganda is establishing the framework for an economic resur-
gence. It is healing the wounds of nearly a generation of political
strife. It is once again turning its attention to the delivery of social
good. High on its agenda is the fulfilment of basic human needs —
one of the most basic being the provision of water of adequate
quantity and quality,

This case study presents a review of the processes Isading up to,
and encompassing the establishment of, a revitalised system for
management and development of water resources in Uganda. In
particular, it looks at the priorities and plans for the provision of safe
drinking water in rural areas of the country. It outlines the structures
and mechanisms for implementing these plans and the strategies
the NRM Government has adopted to bring about positive changes
within the sector.

The case study investigates rural water supply sector planning
methods and reviews progress over the past ten years in the areas
of institutional strengthening and policy making. It highlights the
close integration between sector planning and overall strategic plan-
ning. It shows how sound economic policies at the national level
have provided a basis for sustainable economic development at
the grass roots.

The case study outlines the ambitious target set for the rural water
supply sector — that of bringing water of adequate quantity and
quality to 75 per cent of the rural population in Uganda by the year
2000. In a review of the mechanisms used to generate self-sustain-
ing rural water supply systems, the case study explores the role of
the private sector in construction, operation and maintenance of
water and sanitation infrastructures. It also investigates the increas-
ingly decentralised provision of rural water supply services in Uganda
and the roles and responsicilities of district administrations.



In a review of current status, the case study investigates some of
the rural water supply projects operating in Uganda. It highlights
their features, notes their achievements and investigates their diffi-
culties. It identifies issues and trends and draws out ‘lessons
learned’. In doing so it provides guidance to policy makers, plan-
ners and practitioners, not only in Uganda but throughout the de-
veloping world.

Finally, the case study provides some views on the longer-term po-
tential for success. It recognises the major strides forward made by
the Government since 1986, but also the enormity of the task still
left to do. Despite its optimistic tenor, the case study is also realistic
about the probability of the national target being met. The year 2000
is not far off and there is considerable work left to do.

This is a story about fighting back. It is a story about overcoming
the legacy of years of neglect and wilful destruction. It is a tale
about taking up a challenge of sizeable proportion — and begin-
ning to win, The case study is both a snap-shot in time and a win-
dow on the future. It highlights the benefits that can flow from the
adoption of sound governing principles and co-ordinated pro-
grammes of change. However, it also recognises the frailty of the
present and the challenges of the future. Optimism and realism stand
side-by-side. Hope and opportunity co-exist with pragmatism and
concern.

We believe the story deserves telling. It provides an insight on the
success of one African government in meeting the basic water sup-
ply needs of its rural people. Therefore, it provides useful guidance
on the pre-conditions for success in managing and developing ru-
ral water supply sectors in developing countries. However, we be-
lieve that many of the messages transcend the sector and stand
independent of space and time. For this reason we trust that all
readers, no matter their position or location, will find the case study
of benefil,



2 Roller-Coaster Ride

The image that greets the increasing numbers of visitors to Uganda
these days is that of a country at peace — not absolute peace, but
peace non-the-less. This is a far cry from the image of some twenty
years ago, that of a nation in political, economic and social free-fall,
During the 1970s and early 1980s, the world saw Uganda as the
classic example of ‘everything wrong with Africa’. It was parodied
as having a terminal case of post-colonial degenerative disease,
intent on destroying itself from within.

Launched into the abyss

Uganda has not always carried the standing of a global pariah. It
had a reputation within East Africa and wider afield as a country
blessed by nature. Straddling the equator, but high enough to enjoy
a moderate climate, Uganda prospered from its inheritance of fer-
tile soils and regular rainfall. Agricultural exports led the economy.
Cash crops such as tea, coffee and tobacco supported a growing
industrial base. However, post-independence years highlighted the
frailty of Uganda's political situation. As time progressed, the ve-
neer of economic and social well-being also disappeared.

Uganda has been on something of a roller-coaster ride since it in-
herited an easily won independence on 9 QOctober 1962. The ela-
tion of freedom was short-lived — the country lasted less than four
years befors its first constitutional crisis. Disbelief that history was
not turning out as expected quickly led to dismay as the fabric of a
prosperous country started to unravel. Within ten years deep politi-
cal, economic and social decay had taken hold.

Poorly prepared for its role as an independent state, the country
was simply 'launched into the abyss’. Political commentators have
argued that Uganda's independence constitution was "a triumph of
hope over experience”.' it was a hastily prepared document that
attempted to knit together a group of semi-autonomous regions and
traditional kingdoms into a single nation state. Allowing for co-exist-
ence of unitary and federal forms of government, it stipulated di-
rect election throughout the country except in the federal state of
Buganda; a recipe for future dissatisfaction. With so much at stake
and inexperienced paiiticians at the helm, the country soon became
‘unhinged’.?

In retrospect Uganda was ill-suited to a Westminster form of gov-
ernment. The country consisted of diverse peoples pushed together
in a marriage of convenience. Uganda’s public institutions were also
unprepared for their roles in a post-independence environment. They
lacked the skills necessary to undertake their administrative tasks

' 8. Karugire, A Political History of Uganda, Heinemann, Nairobi, 1980,

2 D. Mukholi, A Complete Guide to Uganda's Fourth Constitution: History, Poli.
tics and the Law, Fountain Publishers, Kampala, 1995.



unaided or to contain the demands placed upon them. The army
never displayed the professional discipline required to support a
democratic political process.

The National Resistance Movement ten-point
programme

® the establishment of democracy
B the restoration of security

B the consolidation of national unity and elimination of all forms
of sectarianism

= the defence and consolidation of national independence

® the building of an independent, integrated and seif-sustain-
ing national economy

B the restoration and improvement of social services and the
rehabilitation of war ravaged areas

® the elimination of corruption and misuse of power
® the rectification of the errors that had dislocated society

B co-operation with other African countries in defending hu-
man and democratic rights

® the adoption of a mixed economy strategy

NRM Legal Notice 1, Kampala, January 1986

Turning around the corner

Although it will take a long time to eradicate the legacies of the
darkest times, most people believe that Uganda has finally turned
the corner. Ugandans trace the turning point in the down-hill slide
to the day the National Resistance Movement (NRM) emerged as
winners in a protracted struggle for power. Finally capturing Kam-
pala on 26 January 1986 after a five year war, the NRM quickly
moved to establish a new political agenda.

In his maiden speech as President, Lt-Gen. Yoweri Museveni, Chair-
man of the NRM, said that the capture of power was not a mere
change of guards. He talked about a ‘fundamental change'. He in-
troduced new political structures based on a nine-member Resist-
ance Committee (RC). Set up at five levels — culminating in the
National Resistance Council (NRC) — the RC has become the back-
bone of a decentralised sharing of power throughout society.

In February 1989 Uganda held its first national etections since 1980.
In the same month President Museveni appointed a Constitutional
Commission to gauge public opinion on Uganda's political future
and to draft a new constitution.



Heading in the right direction

When the NRM established itself in government, the country was in
a state of complete collapse. Years of neglect and abuse had taken
its toll. Most of the basic infrastructure was decrepit, non-functional
or destroyed. Water supply and sanitation systems in urb!n areas
were in poor condition; the situation in the rural areas was much
worse. Large parts of rural Uganda had reverted to the informal
sconomy and subsistence measures necessary for their survival.

The economy

The restoration of economic, political and social order started with
emergency surgery on the shattered economy. The Government
took tough measures. In May 1986 it abolished the dual exchange
rate system. Inflation doubled to 240 per cent within a year. The
already weak economy almost collapsed. In May 1987 the Govern-
ment removed two zeros from the face value of the shilling and
during the following month devalued the currency by 76 per cent. It
introduced a package of sweeping reforms — the Economic Re-
form Programme (ERP) — that included plans for curbing budget-
ary imbalances and excessive monetary expansion.

Over the intervening years the Government continued to follow poli-
cies that:

® devalued the exchange rate o restore competitiveness;

® re-established financial discipline in central bank activities to
reduce inflationary pressures;

B restored positive real interest rates to stimulate financial sav-
ings;

B removed key structural bottlenecks to overcome constraints that
restoration of price incentives would not address alone.?

Despite initial doubts by some policy makers, the tough economic
measures have paid off. Inflation is now below 10 per cent. The
shilling has spent the last six months appreciating against the dol-
lar. The economy is showing signs of solid growth. Inward invest-
ment is rising.

External supporters of Uganda's macro-economic management have
also responded favourably, Last year Uganda received pledges of
US$ 850 million in aid. In September 1994, the International Mon-
etary Fund (IMF) approved a US$ 175 million three-year enhanced
structural adjustment facility. On 20 February 1995 Uganda became
the first beneficiary of enhanced terms for debt reduction — the
“Naples Terms" (named after the summit location where the Group
of Seven (G-7) formulated the proposal). The Paris Club of creditor
nations agreed to cancel 67 per cent of Uganda'’s official bilateral

¥ E. Tumusiime-Mutebile, ‘Management of the Economic Reform Programme'
in P. Langssth et al (eds.), Uganda: Landrnarks in Rebuilding a Nation, Foun-
tain Publishers, Kampala, 1995.



debt and reschedule the remaining 33 per cent. This will involve a
write-off of US$ 89 million, representing a reduction of 26 per cent
in Uganda’s total Paris Club debt.*

The Civil Service

The second major area of effort required of the Government was
the establishment of a scaled-down, but non-the-less effective and
efficient civil service. Over the years, Uganda’s public administra-
tion had become bloated. The report of the Public Service Review
and Reorganisation Commission (PSRRC) identified a host of poor
practices and inefficiencies; including abuse of the office and Gov-
ernment property, an erosion of rules and regulations, obsolete pro-
cedures, bureaucratic red tape, moonlighting and corruption.s [t
identified the key causes as:

® inadequate pay and benefits;

B nadequate personnel management;

® dysfunctional civil service organisation;

& insufficient management and supervisory training;

® inadequate facalities, assets and maintenance culture;

® |ack of leadership of and code of conduct for civil servants,

The PSRRC recommended that the Government wind down some
sections of its civil service, sell-off others and shape-up the bal-
ance. The Government has addressed these issues through a range
of initiatives. In wide-ranging reforms it has rationalised Ministries
and their staffing levels. As part of the reforms it merged the Minis-
tries of Water and Mineral Development (MWMD), Environmental
Protection, and Energy into one rationalised Ministry of Natural Re-
sources.

Constitutional reforms

The third aspect of change concerns the constitutional reforms nec-
essary for the emergence of a fully functioning democracy. The
constitutional crisis of 1966, and subsequent abuses of power had
undermined the bases for good government in Uganda. After col-
lecting public views and following protracted discussions, the Con-
stitutional Commission presented a draft constitution on 31 Decem-
ber 1992. A Constituent Assembly, largely elected by universal suf-
frage and secret ballot, met to debate and amend the dratt.

During a sitting on 20 June 1995 the Constituent Assembly voted to
retain Uganda's non-party form of government for a further five years.
This caused a walk-out by multi-party supporters. Donors, includ-

4 Keesing's Record of World Events, News Digest for February 1995.

5 Report of the Public Service Review and Reorganisation Commission 1989/
90, Kampala, Septermber 1990,



ing the United States and Britain, have placed the Government un-
der pressure to introduce a democratic systum based on freedom
of association and freedom of assembly. To date President Museveni
has held firm. He does not rule out a return to multi-party politics
but argues that the country is not ready for the trauma of an Afri-
can-style multi-party election. However, the Government recognises
the need for further actions. A senior member of the President’s
Office has said: "The political system we have adopted has made
Uganda better than it was. It is not an act of God that we have had
peace and calm in the country over the last 10 years. It is not a
perfect system but it is working.”® After sixteen months of debate
and deliberation, the Constituent Assembly promulgated the Fourth
Constitution of the Republic of Uganda on 8 October 1995.

Decentralisation

Finally, the Government believes that over-centralisation of power
had been instrumental in causing or exacerbating past problems.
The system of governance in Uganda since independence had de-
stroyed the dispersed powers of traditional rulers and local authori-
ties, leaving the country to the ransom of a privileged few.

The NRM was determined to build capacity for effective ‘grassroots’
governance. To this end it introduced the RC system at local and
district level in 1986, RCI is a village-level committee elected by all
adults through the system of queuing. The voting system for RC2
through to the NRC is by electoral college.

The Government is using the RC system as the cornerstone of its
decentraligation programme, resulting in a radical transfer of power
to local authorities. It is anticipating that decentralisation will create
better conditions for economic development, improve administra-
tive performance and increase transparency and accountability in
Uganda's thirty-nine Districts.

Recently, the RC system has been renamed to Local Committee
(LC) system in harmony with the transition from political liberation
to a state of peace and stability.

8 J. Kibazo, ‘Not a perfect system, but it's working’, quoting Col. Kahinda
Otafire, Minister of State in The Financial Times, London, 20 July 1995.



3 Driving Forces

By 1986 Uganda's gross national product (GNP) had fallen to below
the levet it had achieved in 1968. On a per capita basis, Uganda
was 35 per cent poorer than it had been at independence. The rural
infrastructure (including rural water supply systems) had cotlapsed.
There were very limited funds for simple operation and maintenance
— the sector's institutions could hardly pay their own staffing costs,
In remote areas the Ugandan Government was incapable of deliv-
ering water supply services. External agencies — albeit very few
involved -— were the only organisations with sufficient funds to sup-
port a basic level of servicing and rehabilitation.

The physical environment

Fortunately, Uganda has a plentiful supply of water — some 15 per
cent of the country is water! Lake Victoria, the second largest fresh-
walter lake in the world, is shared between Uganda, Kenya and Tan-
zania. Situated on the equator, rainfall is generally high, averaging
from 500 to more than 1600 mm per year. However, seasonal and
spatial variability of water resources causes specific problems. Po-
litical conflicts are emerging between upstream and downstream
users. Locally, upstream riparians may use water in ways making,
for instance, water quality unsuitable for downstream users. Inter-
nationally, in the context of the Nile Basin, Lake Victoria and the
River Nile are finite shared resources and the projected demands
of the riparian nations may well exceed the resource.

The provision of safe water was a major concern and with it the
closely related issue of sanitation. At the end of the 1980s, the inci-
dence of water-borne diseases was on the increase. Epidemics of
typhoid, cholera and dysentery were becoming common place.
According to out-patient records from 1990, mortality in under five's
due to water-borne diseases was highly prevalent.” Uganda’s health
system was unable to cope. There was an urgent need to improve
the rural population's access to safe drinking water and their sani-
tation practices for better health and general well-being.

State of existing infrastructure

Close to 90 per cent of Uganda's twenty million people live in the
rural areas. The years of neglect took a massive toll on the rural
water supply infrastructure. A survey carried out 1981 indicated
that more than three quarters of all handpumps in Uganda were
inoperable, Despite efforts to strengthen the established construc-
tion and maintenance systems during the 5 year Rehabilitation Pro-
gramme (RP) from 1982 to 1987, most of the field units functioned
unsatisfactorily or not at all.®

7 National Sanitation Committee assisted by Environmental Health Unit, Na-
tional Sanitation Guidelines, Ministry of Health, Kampala, July 1992,

8 National Planning Strategy: Rural Water Supply Programme, Water Devel-
opment Department in co-operation with |. Kriger Consult AS/Nordic Con-
sulting Group, Final Report, July 1991.



According to Government estimates, from 1970 to 1989 it chan-
nelled some US$ 193 million in external funding into the water sec-
tor. However, less than thirty per cent found its way to rural projects
— much of this US$ 55 million was mis-allocated. It is not surpris-
ing, therefore, that the water supply situation in the late 1980s was
one of collapsed systems, inadequate supply of spare parts and
little forward progress on rehabilitation. Most of the rural population
simply fended for itself.

Pressing financlal shortages

The NRM Government inherited a financial nightmare. Virtually none
of the country’s administrative functions were self-supporting. Few
Government departments had the funds to cover their operating
requirements. Many could not afford to pay their staff.

in the water sector, ravenues covered less than one per cent of the
inadequate budget. The inability of the Government to provide sub-
sidy hampered operations, yet the Government’s administrative
controls dissuaded the MWMD from raising its charges. Inefficient
use of the limited capital that was available perpetuated the down-
ward spiral.

The Government's meagre finances could not support the major
investments required to rehabilitate and extend the rural water sup-
ply systems but it faced a dilemma. It needed external funds to
rebuild the rural water supply sector. In particular, it needed donor
agency funds. However, donors were wary of Uganda — most would
only support the restoration efforts on a contingent basis. The Gov-
ernment needed to demonstrate that it was capable of dealing with
the funds in a responsible and productive manner. As a matter of
urgency, it had to improve its legislative framework by enshrining
proper safeguards in the law. It also needed to rebuild its public
ingtitutions so that they could disburse funds in an effective and
efficient way. The issue of Government as provider and owner of
facilities with minimal or no 'user participation' alsg required re-think-
ing and new strategies.

Need for legislative reforms

Much of Uganda's existing legislation was voided during the trou-
bled 1970s and early 1980s. The legal basis for proper manage-
ment of the country was corrupted by all manner of decrees, dic-
tates and working practices. Therefore, the arduous task of rebuild-
ing the country's physical infrastructure was matched by the strenu-
ous job of restoring the framework for democratic governance.

The basis for proper control of the water sector had to be re-estab-
lished. New regulations, particularly with regard to the management
and development of water resources needed to be written. The le-
gal basis for new ownership structures and implementation mecha-
nisms needed to be established. Without these, and the means of
enforcing them, any new funds would face a familiar route of ‘money
washing down a drain’.



Institutional requirements

At the end of the 1980s the MWMD was in poor shape. Its staff were
inadequately remunerated, poorly motivated and lacking in enthu-
siasm. Absorptive capacity of the MWMD was low, in both pianning
and implementation activities, The situation was particularly acute
in areas such as the rural water supply sector where years of ne-
glect had caused a backlog of maintenance and rehabilitation. The
capacity of the Water Development Department to plan for and im-
plement rural water supply schemes was seen as a major bottle-
neck.

The need to rebuild the country's institutional capacity became a
priority issue, not only with the Government, but also with the major
supporting agencies. In a move that earned the Government the
respect of its most ardent critics, it took on the challenges laid down
before it. In less than ten years it has radically altered the shape of
the civil service, slimmed down existing structures and embraced
private sector involvement. As part of the ministerial restructuring
process the responsibility for water sector activities was handed
over to the Ministry of Natural Resources (MNR) which established
a Directorate for Water Development (DWD) to oversee water re-
sources and water supply activities. Despite continuing constraints,
the DWD has embarked on a major programme of rehabilitation and
development of the rural water supply infrastructure. The results of
the DWD's work are beginning to show through — a doubling of the
rural water coverage in under five years. The story of how it was
done and what is likely to happen next continues in the following
chapters.

Uganda: Annual Rainfall Pattern
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Source: Uganda Secondary School Atlas
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Uganda: Principal Ecological Zones

The hiph platean, rich opricultural Lnds of the central,
southern, and southeasiern districts which form « cryscent
around Lake Yiztoria.

The western and southwestern agricultural Egricts rising &
the myuntaing and rift valley lakes on the wistern border.

The refotively low-lying dry and short grass zomes of the
North, Northwest, and Northeant.

Source: WCARRD

Uganda: Population Density
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Uganda: Organisation of the Ministry of Natural Resources,

including Directorate of Water Development
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4 Establishing Sectoral Policies

After years of mis-management, Uganda began to recognise the
need for an effective framework to regulate and develop its water
resources, There is a requirement within a democratised society to
embark on policies that are visionary in their formulation of future
objectives and targets, yet flexible enough in their implementation
to fit into the existing political, economic and social framework. The
rural water supply sector's policies combine these overall 'big pic-
ture' objectives with the pragmatic approaches so necessary for
success.

Early investigations

Once the NRM Government had stahbilised internal security, it showed
that it was both willing and able to embrace the changes necessary
to rebuild Uganda. Work started in garnest to re-establish the Gov-
ernment's policy planning mechanisms. At the naticnal level, the
Ministry of Finance was duplicating macro-economic activities un-
dertaken by the Ministry of Economic Planning. Therefore, the two
organisations merged to form the Ministry of Finance and Economic
Planning (MFEP). Assisted by advisors from the United Nations
Development Programme (UNDP) and the World Bank (WB), MFEP
staff have played an instrumental role in policy reform, both as in-
novators of reforms and co-ordinators of inputs.

Within the water sector, MWMD, assisted by the Nairobi-based
UNDP/World Bank Regional Water and Sanitation Group (RWSG),
undertook initial surveys. The RWSG completed a joint report with
the MWMD in March 1989. It identified that several ministries and
agencies, none of them adequately funded, were responsible for
water supply and sanitation services, It highlighted that “the (re-
ported) service levels do not reflect the actual situation since most
systems are inadequately operated and maintained and most of
them are out of service”.? The report called for the establishment
of a strong national policy direction and co-ordination of develop-
ment to ensure equitable treatment of the whole population. It fur-
ther recommended:

®  development and strengthening of water sector organisations;
®m  gradual introduction of cost recovery procedures;

®  acceleration of sector decentralisation and promotion of com-
munity participation;

®  adjustment of service levels and technologies to the issue of
aftordability;

a  standardisation of equipment and promotion of local produc-
tion.

S Water Supply and Sanitation Sector: Development Strategy and Action Plan,
Ministry of Water and Mineral Development, assisted by UNDP/World Bank
Regional Water and Sanitation Group, Nairobi, Final Edition March 1989, Re-
print September 1989.
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The scene was set. Rural water supply developments would be tar-
geted at a broad cross-section of society, especially those under-
privileged at the present time. However, the communities would have
to share in the costs — both of implermentation and of maintenance.
They, along with the Government, would take responsibility for the
sustainable operation of any future schemes.

Process of development

Despite funding constraints, the Government acted upon many of
the early recommendations. A follow-up report on behalf of the RWSG
proposed a long-term sector structure based on the principle that
cost consciousness and efficiency are closely related to de facto
economic responsibility and ownership.1® It recommended that the
MWMD's Water Development Department (WDD) be streamlined in
its responsibilities to:

®  policy formulation;

® jegal aspects and reguiation enforcement;

®  water resource administration and data collection;
= management and auditing of user associations;

B investment planning and donor co-ordination.

It was clear that the pre-conditions existed in Uganda to facilitate
the required changes in organisational set-up and shift in responsi-
bilities. Senior ministerial officers and decision-makers maintained
a realistic view on the economic situation and possibilities. An open-
minded and results-oriented attitude towards problem solving pre-
vailed. At the ground level L.Cs were proving to be an effective link
between communities and Government institutions.

However, the MWMD (and latterly the MNR} made relatively slow
progress. This was partly due to a lack of funding and technical
assistance. While the donor community was relatively forthcoming
with funds for field activities, it had not yet fully grasped the level of
support required to restructure the WDD. The first, large donor funds
were directed at an emergency rural water and sanitation rehabili-
tation programme in the early-to-mid 1980s that paved the way for
the UNICEF/SIDA/CIDA/NORAD-financed SWIP project. The DWD
was formed as a prerequisite to solicit funding and plan investment.
A donors' consultative meeting in 1991 — based on the document,
“National Planning Strategy: Rural Water Supply Programme” — gave
impetus and subsequently accelerated water sector development
activities.

Since the early seventies, from the first global environmental con-
ference in Stockholm in 1972, to the UN global summit on Environ-
ment and Development in Rio de Janeiro twenty years later, there
has been an increasing awareness and much talk about principles

0 Organisation and Management Study of Water Development Department,
Carl Bro International on behalf of UNDP/World Bank Regional Water and
Sanitation Group, Working Document, November 1990.
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of managing water resources — and the need for having national
policies in place. With financial support from the Danish Interna-
tional Development Assistance (Danida), Uganda was one of the
first countries to go beyond the rhetoric of the international confer-
ences by formulating a national Water Action Plan. The Uganda
Water Action Plan was prepared during the period 1993 - 1994,

Given the changing priorities and needs of the country, an evolving
and dynamic framework was required, rather than a traditional pre-
scriptive (“top-down") master plan. The emerging national policy
framework for water resources shows that the process is working.

Emerging national policy framework

Development of a new framework for rural water supply and sanita-
tion took place against a background of emerging national policies.
During the last five years Uganda has investigated many of the most
basic questions about its political, economic and social future. |t
has revisited its past, accepted the present and looked into the
future. The emerging national policy framework for rural water sup-
ply fits into a wider framework for national development.

The new Constitution charges that the State shall control important
natural resources — including water — on behalf of the people,
and manage and utilise them for the development and welfare of
the people. Also enshrined in the Constitution is the need for the
State to ensure that it manages Uganda’'s natural resources in a
“sustainable” manner. Important, basic statements regarding water
appear in the Constitution:

“XIV General social and economic objectives

The State shall endeavour to fulfil the fundamental rights of
all Ugandans to social justice and economic development
and shall, in particular, ensure that —

@ ..

{b) all Ugandans enjoy rights and opportunities and ac-
cess to education, health services, clean and safe
water, work, decent shelter, adequate clothing, food
security, and pension and retirement benefits.

XXl Clean and safe water

The State shall take all practical measures to promote good
water management systems at all levels.

XXVII The Environment

The State shall promote sustainable development and pub-
lic awareness of the need to manage land, air and water
resources in a balanced and sustainable manner for the
present and future generations.”

Republic of Uganda, 4th Constitution
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The National Environment Management Policy, published in 1994
further elaborates these overall statements. Its overall policy goal
of “sustainable social and economic development” rests within pa-
rameters of maintenance or enhancement of environmental quality
and resource productivity on a long-term basis. It includes a key
policy statement on water resource conservation and management,
the objective being: “to sustainably manage and develop the water
resources in a co-ordinated and integrated manner so as to provide
water of acceptable quality for all social and economic needs”.

The National Environment Management Policy (1994) was followed
up by enactment of the Environment Management Statute (1995).

New framework documents

Within the context of these clear, over-riding national requirements,
the Ministry of Natural Resources has developed a series of water
sector framework documents consisting of three main codes:

®  The Water Statute, 1995;

®  National Water Policy (still under review, not yet finalised/ap-
proved);

& |Uganda Water Action Plan.

These documents form a solid basis for appropriate water resource
management as well as sound water uses in Uganda.

The Water Statute, 1995

The existing laws governing the water sector in Uganda were scat-
tered through a variety of legislation and administered by a number
of ministries and departments. In the past this has resulted in over-
laps and conflicts. In the period 1992 to 1994, a Consultant was
engaged to draw up revised legislation to adequately cover present
and envisaged future requirements.

The Water Statute, 1995, provides the legal framework for overall
control and administration of water resources in Uganda. It aiso
specifies essential water control functions such as water extraction
and wastewater discharge permits. The Statute was enacted by
Parliament in November 1995,
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The objectives of the Statute are:

“(a) to provide for the use, protection and management of
water resources and supply;

(b) to provide for the constitution of water supply and sew-
erage undertakings; and

(c) to facilitate the devolution of water supply and sewer-
age undertakings.”

The Water Statute, 1995

The Statute seeks to promote the rational management and use of
the waters of Uganda. it endeavours to encourage the provision of
a clean, safe and sufficient supply of water for domestic purposes
to all persons. Further aims include the orderly development and
use of water for non-domestic use and controls on water poliution,

Because the Statute, to a large extent, is an empowering act, sub-
sidiary regulations, in the final stages of being drafted, are required
to put the Statute into practical operation.

National Water Policy (draft under discussion)

Foreign financing characterises water supply development in
Uganda. Bilateral and multilateral donors, the World Bank, NGOs
and private sector organisations promote a widely varying range of
views. They often differ on philosophies and approaches to imple-
mentation of schemes, as well as to operation and maintenance.

The DWD has identified a clear need to improve the efficiency of
the sector and to derive maximum benefit from the available re-
sources. Therefore, it is in the process of finalising a sector policy
document that will help bring about such an improvement in effi-
ciency and facilitate co-operation and collaboration among the many
sector participants. The final document will consist of appropriate
sub-sector guidelings and standards.

The Constitution states that all Ugandans are entitled to clean and
safe water, The Government, therefore, has a duty to alliocate suffi-
cient priority to this basic human right. Within the context of
prioritisation, the draft National Water Policy proposes that:

“The first priority in water resources allocation will be the
provision of water in adequate quantity and quality to meet
domestic demands.

Allocation of water to meet irrigation, livestock, industrial
and other demands will be done considering the economic,
social and environmental value of water.”
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Uganda Water Action Plan

An integrated team of Ugandan and Danish water resources ex-
perts (the WAP team) prepared the Water Action Plan over the pe-
riod 1993 to 1994. Published in 1995, the Water Action Plan con-
sists of fourteen documents—four ‘project’ documents and ten ‘re-
sults’ documents (see panel for details). It is an important mile-
stone in the process of improving the framework for water resources
development and management in Uganda.? The Water Action Plan
provides guidelines and strategies for the protection and develop-
ment of Uganda's water resources and a structure for their man-
agement. The Water Action Plan re-formulated the overall policy
objective for the water resources sector to read:

“to manage and develop the water resources of Uganda In
an integrated and sustalinable manner, so as to secure and
provide water of adequate quantity and quality for all soclal
and economic needs”

The Water Action Plan defines actions leading to the establishment
of an enabling environment for flexible water resource management.
It defines management roles and identifies appropriate institutional
structures.

The outputs of the WAP formulation process consisted of:

® identification of the key water resources management functions
and the appropriate levels at which they should be performed;

®  an institutional framework for water resources management at
the national, district and community levels;

® jong and short term strategies for establishing water resources
management in Uganda;

= training and capacity building needs to implemsnt the short term
strategy.

Related activities included:

w formulation of a draft national water resources policy for further
refinement;

® rapid assessment of the existing water resources situation in
Uganda, both surface water and groundwater;

® creation of a groundwater database;

s drafting of detailed management procedures for a water extrac-
tion permit system, to be used as an input to the drafting of
subsidiary reguiations to the Water Statute,

B drafting of detailed management procedures for a wastewater
discharge permit system, for the same purpose as above,

V' Uganda Water Action Plan: Water Resources Development and Manage-
ment, Ministry of Natural Resources, Directorate of Water Development, Kam-
pala, 1995,
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u  listing of the existing water resources plans and projects - project
catalogue - and proposing guidelines on how they can be

prioritised;

®  detailing of the actions needed to initiate implementation of the
Water Action Plan, and to monitor progress in implementing the

actlion programme.

Water Action Plan Documents

UGANDA WATER ACTION PLAN (WAP)
DOCUMENT]| TITLE DATE

001 WATER ACTION PLAN PHASE | - PROJECT DOCUMENT Jan 1993
Description of the background and requirements to the work in WAP Phase | including
budget.

002 REHABILITATION OF WATER RESOURCES MONITORING AND ASSESSEMENT | Fab 1994
SERVICES IN UGANDA - PROJECT IDENTIFICATION REPORT
Background and proposal for a water resources monitoring project including budget.

003 REGIONAL WATER QUALITY MANAGEMENT IN THE UPPER NILE BASIN - PROJECT | Feb 1994
IDENTIFICATION REPORT
Background and proposal for a water quality management project including budget.

004 WATER ACTION PLAN PHASE Il - PROJECT DOCUMENT Oct 1993
Description of the background and requirements to the work in WAP Phase |l including
budget.

005 WATER ACTION PLAN - MAIN REPORT Jul 1994
Synthesis of the key points of the Water Action Plan comprising the water resources
management framework, the action programme and guidance for the implementation
and monitoring of the plan.

006 WATER RESOURCES POLICY Jul 1994
Policy document defining a water resources policy with associated management strat-
egies. Outline of areas for further policy development and actions. Preliminary discus-
sion draft of a water supply and sanitation policy.

007 RAPID WATER RESQURCES ASSESSMENT Jul 1904
An assessment of the surface water and groundwater resources occurrence in time and
place and a tentative estimate of the water requirements and water resources develop-
ment trends.

008 INSTITUTIONAL AND MANAGEMENT ASPECTS Jul 1994
An assessment of water resources management functions, structures and tools. Pro-
posals for a future management strategy and corresponding capacity building.

009 INTERNATIONAL, ASPECTS Jul 1994
An assessment of the international aspects and implications of Uganda's position in the
Upper Nile Basin in relation to water resources.

010 ANNEX REPORT - VOLUME 1 - DISTRICT STUDIES Jul 1994
Collation of disrict studies for Arua, Mbale, Mbarara, Moroto, Mukono and special stud-
ies for Hoira, Kabale and Tororo.

011 ANNEX REPORT - VOLUME 2 - GROUNDWATER DATABASE Jul 1994
Groundwater database development dascription, specification and manual.

012 ANNEX REPORT - VOLUME 3 - MANAGEMENT ASPECTS Jul 1994
Background for preperation of regulations supporting the Water Resource Statute, guide-
lings for district water resources managemant and management procedures for issuing
of permits,

013 ANNEX REPORT - VOLUME 4 - PROJECTS AND ACTIONS Jul 1994
Description of water resources development plans and projects giving guidelines for
prioritization, impact assessments, updating and coordination. Catalogue of water re-
sources related projects and actions.

014 WATER ACTION PLAN - EXECUTIVE SUMMARY Jul 1994
A concise short version of the set of strategies, actions and guidelines constituting the
Water Action Plan also giving a key to the documentation.
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Agenda 21 - Addressing the Question of
Sustainability

The Uganda Water Action Plan is one of the first official re-
sponses to the guiding principles on water laid down at the UN
Conference on Environment and Development in Rio de Janeiro
in June 1992 — the so-called Agenda 21.

Principle 1: Fresh water Is a finite and vulnerable resource,
essential to sustain life, development and the environment.
What is needed is a holistic approach to water resources man-
agement—one which links economic and social development
to the protection of natural ecosystems.

Principle 2: Land and water resources should be managed
at the lowest appropriate level.

Decisions and actions concerning water resources management
should be taken by those who are affected by them. Depending
on the nature of the issues, the forum might be a household, a
meeting of two community groups, or an international river ba-
sin committee.

Principle 3: The Government has an essential role as an
enabler in a participatory, demand-driven approach to de-
velopment,

Legislation, structures and procedures should make up a frame-
" work within which there can be participation, by all interested
parties, in the analysis of problems and the taking of actions.

Principle 4: Water should be considered as a social and eco-
nomic good, with a value refiecting its most valuable po-
tential use.

To encourage conservation and protection, the true economic
value of water resources should always be taken into account
when prioritising potential uses - without infringing the basic
right of all people to have access to clean water at affordable
prices.

Principle 5: Water and land use management should be in-
tegrated.

The planning of both land and water development projects
should take into account the interrelationships - and the funda-
mental way in which ecosystems reguiate both water quantity
and quality.

Principle 6: Women play a central part in the provislon, man-
agement and safeguarding of water.

Though women are so obviously active in providing and using
water, they are far less involved in its management. Special ef-
forts should be made to facilitate women's effective participa-
tion in decision-making forums concerned with water resources.

Principle 7: The private sector has an Important role in wa-
ter management,

Also, special efforts should be made to sensitise private sector
resource managers to the benefits of sound water - because,
collectively, these managers have a significant impact on water
resources.

Source: Uganda Water Action Plan
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implementation Strategies

The WAP team designed a strategy for water resources manage-
ment that addresses three main considerations:

Creation of an enabling environment that consists of policies,
national legislation, regulations and local by-laws for encourag-
ing sound management of the nation's water resources and con-
straining potentially harmful practices.

Creation of an institutional framework that strikes a balance
between national, regional and local levels of accountability for
the management of water resources.

Establishment of prlorities and planning procedures that en-
able decision makers to make choices between alternative ac-
tions based on agreed policies, available resources, environ-
mental impacts and social and economic consequences.

These fit into the Government's general strategies for the develop-
ment of the water sector.

Water Action Programme

GOAL
SUSTAINABLE
MANAGEMENT OF
WATER RESOURCES
ENABLING INSTITUTIONAL
ENVIRONMENT | | FRAMEWORK PLANNING AND PRIORITIZATION
WATER
INFORMATION MANAGEMENT
SYSTEM pneSoURCES | | Procepures
KEY AREAS KEY AREAS KEY AREAS KEY AREAS KEY AREAS
- Policies PG - Hydrometry - Modeliing Tools | |- Guidelines
- Logislation - DENRC - Databases - Sirmulation - Code of
« Regutation - Extension - Surface Water Tools m“” .
+ Training - Groundwater - “Gﬁ'mwmma:; « Planning guides
- Projects iytical tools - Enforcement
- Water Quality - EiA
Monitoring

DENRC  District Environmental and Natural Resowces Comimitiee
EIA Erwironmental Impact Assessment
wee Water Policy Commitiee
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Creating an enabling environment

Policy

The draft National Water Palicy, identified above, is the primary policy
guidance document for the sector. The National Water Policy takes
its direction from the Constitution and the National Environmental
Management Policy (1994). It includes the policy and strategies for
provision of water supply and sanitation services. Through it the
Government is attempting to exert influence over the participants
in the water supply sector — to assist their planning and direct their
efforts.

The Government anticipates that the emerging policy environment
will facilitate management of water resources at the most appropri-
ate levels. it hopes to focus the combined energies of all partici-
pants towards the achievement of common objectives. The policies
will provide the guidance necessary to cut wastage and improve
co-operation. They will generate a constructive environment within
which each participant will realise their maximum potential.

Legislation

As mentioned above, the new Water Statute has been enacted re-
cently. The Statute is the legal cornerstone for administration of the
water supply and sanitation sector. The Water Statute is a compre-
hensive document. However, the Government must support the Stat-
ute through appropriate regulations approved by the responsible
minister.

Creating an enabling environment

® Government agencies will set the water resources frame-
work, monitor, mediate and enforce, rather than implement
water resource activities.

®  The Water Statute, and its associated regulations, will en-
sure adherence to the National Water Policy.

®  Regulatory controls will be introduced only in response to
clear needs.

B Costs of administering regulations will be balanced against
potential benefits.

®m  Regulations will be kept at a level consistent with the capac-
ity to enforce them.

®  Regulatory controls will be combined with economic incen-
tives, to influence individuals and organisations towards
sound managemsnt of water resources.

®  Guidelines and tools for efficient water resource manage-
ment will be developed and made available to appropriate
institutions and community groups.
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8 The Water Action Plan will be a continuous process of co-
ordinating the preparation of policies, laws, regulations,
guidelines and standards; advising on institutional develop-
ment and training programmes; providing a framework for
prigritising and co-ordinating water resource development
activities.

Source: Uganda Water Action Plan

Regulations

The Government has singled out two important areas for the intro-
duction of improved regulations;

® extraction of surface and groundwater;
®  wastewater discharge.

However, it is realistic about the impact it should have on the rural
population. Therefore, it will exclude small-scale extraction from
regulations if they do not significantly affect the possible use by
others of the same resource. Likewise, the scope of wastewater
legislation is unlikely to impact upon rural users. The Government is
taking a pragmatic view,; weighing the perceived and expressed
demand from those affected against its administrative and enforce-
ment capabilities.

Creating the institutional framework

The Water Action Plan attempts to strike a balance between na-
tional and local ownership of the responsibility for carrying out the
activities detailed in the plan. The organisational framework builds
on existing reconstruction of the ministries. It anticipates the roll-
out of reforms within district administrations. It recognises the strong
participation of village-based LCs and user groups in securing wa-
ter supplies.

Water Policy Committee

The Government is in the process of establishing a Water Policy
Committee (WPC) in accordance with the provisions of the Water
Statute. The Parmanent Secretary of the Ministry of Natural Re-
sources will be Chairman of the WPC and the Directorate of Water
Development will provide its Secretariat. The WPC will interact with
the National Environment Management Authority (NEMA) with re-
gard to environmenta!l policies and effluent standards. The WPC will
not be in a position to take decisions binding on all member organi-
sations, except where specified in legislation. However, agreements
reached by the Committee will be at such a high level that formal
decisions and implementation should be assured.
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The main functions of the WPC will be to:

® co-ordinate the formulation of national priorities for the use of
water and related land resources;

® co-ordinate policy formulation regarding international water re-
sources;

®  co-ordinate the continued Water Action Plan process;

® review plans for major development projects that affect the pro-
taction and utilisation of water resources;

®» resolve conflicts between government bodies regarding water
resources that cannot be resolved at the district level.

Members of the WPC will represent government ministries and de-
partments. They will be heads of relevant institutions and member-
ship cannot be delegated. Other members will include representa-
tives from district administrations, research organisations and NGOs.

Directorate of Water Development

In the future the DWD will function primarily at the national level —
regulating and supervising rather than implementing. District LCs,
through the District Executive Secretaries, wiil employ district staff
concerned with water supply services. The DWD will station some
staff in district centres but these people will be employed on water
resource monitoring rather than construction or maintenance ac-
tivities.

Creating the Institutional Framework

= A Water Policy Committee (WPC) will provide the mecha-
nism for cross-sectoral policy decisions at the national level
- as well as for policy development in relation to the shared
water resources of the Nile Basin.

® WPC will work in close collaboration with other policy mak-
ing bodies, such as the National Environment Management
Authority (NEMA) and the Ministry of Finance and Economic
Planning.

u A WPC Secretariat will be established within the Directorate
of Water Development.

® Anintegrated approach will be promoted by concerned gov-
ernment agencies and NGOs for the implementation of wa-
ter development projects.

®  Anintegrated approach to extension services will be devel-
oped.

®m  Water resources management functions will be delegated
to the lowest appropriate levels - based on existing Local
Committee structures,

® River basin authorities will be established only in response
to clear needs.
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=B Private sector involvement will be promoted.
®  The participation of women will be enhanced.

B Capacities will be developed at the national, district and com-
munity levels - to plan and initiate soil and water conserva-
tion activities, to monitor the use of water resources, and to
enforce regulations.

® Public awareness will be raised about the impacts of water
quality on health.

Source: Uganda Water Action Plan

District committee and departmental structure

The District Development Committee and its sub-committee, the
Technical Planning Committee will assume overall planning and co-
ordination of rural water supply at the district level. The District En-
vironment and Natural Resources Committee (DENRC) wili super-
vise technical staff in the implementation of their tasks and recom-
mend policies, priorities, by-laws and standards to be adopted by
the DRCs.

The DRC will determine membership of the DENRC. Members will
include political and administrative personnel with reflevant social,
technical and economic skills.

Integrated extension approach

The Government has thrown its support behind an integrated ap-
proach to extension work. It requires districts to co-ordinate their
extension staff in various departments so that they disseminate the
same environment and water resources management information
and guidelings, This is to ensure that the districts make maximum
use of scarce resources and co-ordinate water and land manage-
ment practices in an environmentally sound manner.

Community structures

The village and sub-county water and sanitation committees are
linked to, and may be part of the Local Committees (LC1 10 LC3).
This close coupling of overall decision-making to the needs of the
water sector allows the development of demand-driven community
management of rural water supply.

The Government anticipates that women — who already play an
important role in the maintenance of water facilities — will take higher
profile roles in committees. It will encourage them to take greater
overall management responsibility for water supply and sanitation.
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Mediation structures

Like the community structures mentioned above, the mediation and
judicial structures proposed by the Water Action Plan fit into the
existing LC framework. At the lowest level, the LC1, courts, chiefs
and elders will settle local water disputes. At a district level, the
District Environment and Natural Resources Committee (DENRC)
will act as an administrative appeal board.

The District Development Committee (DDC) can resolve inter-de-
partmental disputes. Alternatively, persons or organisations disa-
greeing with a decision of the DENRC can take a civil dispute to the
Magistrates Court.

Capacity building
With all the change anticipated within the sector, the Government
sees a clear need for training, education and information activities
at national, district and community ievels. It plans work on the fol-
lowing:

®  orientation programmes to inform politicians, officials and pub-
lic representatives about the Water Action Plan, new water re-
sources legislation and structural changes;

= reorientation programmes for staff in DWD, other key sector min-
istries and district administrations to deepen awareness of wa-
ter resources management issues and clarify new roles and re-
sponsibilities:

®  curriculum development to integrate water resource manage-

ment topics within the curricula of relevant training institutions;

B extension training to support workers with a responsibility for
providing information and facilitating discussion about water re-
source issues;

® information gissemination on water resource management issues
— particularly to members of LCs and natural resource commit-
tees within local communities.
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fnstitutional Structure for Water Resource Management
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Establishing the required management proce-
dures and tools

The Government recognises that it cannot single-handedly cope
with alleviating poverty among the poorest population. Therefore, it
sees its role in the future as that of a facilitator of action, rather than
an implementer of project activities. In order to play an eftective
role in the rural water sector, it needs to play a stronger hand during
the conceptual development and planning of rural water supply and
sanitation projects.

The Water Action Plan identified serious shortcomings in existing
management procedures and tools. The DWD needs to develop
these tools and techniques, including:

® an information system for collecting, analysing and disseminat-
ing data required for management decisions;

B water resource assessments that provide the basic knowledge
to evaluate impacts of alternative management decisions;

B management procedures — a set of guidelines and codes of
practice — needed for consistent responses in problem solving
and decision making.

Data management system

The DWD plans to develop an integrated data management system
that will collect, analyse, store and disseminate information. The
DWD will assist the wide variety of users in their access to, and use
of, the information relevant to their specific functions. It will attempt
to abstract and analyse information at a district level wherever pos-
sible, thereby improving speed and efficiency in making and imple-
menting decisions. The data flows to other sectors related to water
resources, including agriculture, land, fisheries and forestry, present
a significant challenge.

Water resources assessments

Within the Water Action Plan the DWD undertook a series of rapid
water resource assessments. It needs to undertake further work to
gain a better picture in the following areas: ’

m  Upper Nile system to ensure that this major water source is man-
aged in an appropriate and sustainable manner. As an upstream
riparian, Uganda must assure its use of the Upper Nile does not
have an impact of significance on downstream countries.

®  Ugandan catchments to assess the suitability of surface water
sources to supply concentrations of demand — particularly the
needs of smail towns and rural growth centres.
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Establishing the Required Management Procedures
and Tools

®  First priority will be given to providing water of adequate
quantity and quality to meet domestic needs.

®  The allocation of water to meet the needs of irrigation, live-
stock, industry and other demands, will be made consider-
ing the economic, social and environmental values of water.

®  The planning of water use will be based on sustainable yields
of sources.

®  Water quality management will focus on minimising pollu-
tion by specifying appropriate water quality and effluent dis-
charge criteria.

m. Linkages to land use management will be taken into account.

B Water resources management will be co-ordinated between
districts within the same watersheds.

®  Soil and water conservation measures, agricultural and for-
estry practices will be seen as integral to water resource
planning.

B The important linkages between wetlands, surface water
regimes and water quality will necessitate an integrated con-
servation and development strategy.

B |n major water resources conservation or development
projects, consideration will be given to the trade-offs between
economic or social benefits and environmaental costs; and the
Environmental Impact Assessment process will be used.

®  Opportunity and environmental, as well as direct, costs will
be taken into account when establishing project priorities.

B Tariff systems, fees and charges will be designed to provide
incentives for water conservation and minimum wastage.

®  Adopting a “poliuter pays” principle, fees and penalties will
be assessed and levied on the volume, chemical and bio-
logical composition of the discharge - so pollution reduction
at source will be encouraged.

® The allocation of water for use within Uganda will take into
account international obligations.

®m  Regional co-operation in the development, management and
equitable use of shared water resources will be promoted.

Source: Uganda Water Action Plan

®  Groundwater resources to determine the ability of groundwater
to meet the needs of rural water supply. Within the rural water
supply sector in Uganda corrosivaness is a widespread prob-
lem. High fluoride concentrations also cause concern in some
locations. There has been some speculation about the possible
drying up of groundwater sources.
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Regulation and management

The DWD has recognised that it needs to put in place appropriate
regulatory machinery for conservation, equitable use and protec-
tion of Uganda’s water resources. It has to ensure that it has the
capacity to operate and maintain that machinery. It is taking a prag-
matic approach to its task, addressing the need for control over
major users of water without hindering access to water for the gen-
eral population, in particular the rural poor.

Under the criteria laid down in the Water Statute, and subsidiary
Regulations, no regulation will be imposed on extraction of water by
manual means from any source — groundwater or surface water.
This means that, although the Government plans to tighten up its
control over larger water users, it will continue to exempt the vast
majority of rural water supply schemes from water extraction charges.

General strategles for domestic water supply

The domestic water supply sector has prominent status within the
broader context of water resources. Therefore, the Ugandan Gov-
ernment is focusing its strategies on the sustainable development
and management of this sector.

Its policy objective for the domestic water supply sector is:

“provision of water of acceptable quality, In adequate quan-
titles and within easy reach of every household based on
management responsibility and ownership by the users;

the coverage target on a national basis is 75% of the popu-
lation In rural areas and close to 100% In urban areas by
year 2000 with a 80% effective use and functionality of fa-
cilities.”

Uganda National Plan of Action for Children (UNPAC, 1992)

The water supply sector in this context incorporates (a) domestic
water supply in rural and urban areas, (b) sanitation and sewerage
services, and (c) health and hygiene promotion. Further, domestic
water demand includes human consumption as well as subsistence
garden and livestock watering. Drainage and solid waste removal
are understood to be an integral part of any sanitation and sewer-
age strategy.

Based on the overall policy objective, the Government has set gen-
eral strategies for provision and management of domestic water
supply, sanitation and sewerage services as follows:

B The Government, on a national basis, will assess investment and
development efforts in the water supply and sanitation sector
using an equitable share principle. Decisions will take a rational-
ised view on urban versus rural interventions. The Government
will select areas most in need of sector improvements based on
need-related criteria.
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In fine with Uganda’s democratic decentralisation process, wa-
ter supply and sanitation policies will be based on the principle
that the central authority moves away from being a 'provider’ of
services to an ‘enabler’. This means the creation of an appropri-
ate framework of institutions, laws, regulations, as well as ca-
pacity building and awareness raising to foster a participatory
approach to sector development.

A negotiation-driven approach will be a key principle during plan-
ning and design of water supply and sanitation facilities. The
Government will channel limited funds to the communities that
will maintain their new or improved facilities sustainably. This
approach will also expedite implementation by encouraging ben-
eficiaries to choose systems that they can operate and maintain
and to meet their scheduied commitments accordingly.

Sector interventions will provide support to strengthen the ca-
pacity of water sector organisations within development projects.
Support will include institutional and human resource develop-
ment as well as support for the principle of community manage-
ment, The Government will empower and equip rural communi-
ties to own and controi their water supply and sanitation sys-
tems.

Appropriate low-cost water supply and sanitation technologies
will be selected. This will offer good possibilities for community
participation in decision making. It will allow communities to take
responsibility for physical implementation, including operation
and maintenance of completed facilities, without compromising
the role of water as a vital infrastructure for socio-economic de-
velopment.

Sources (surface water or groundwater) will be selected with
due consideration to the implication of operating costs.
Groundwater should always be considered when risk of con-
taminated surface water exists which would necessitate water
purification with associated higher capital and operational costs.

The importance of gender is recognised. The Government will
address gender issues in such a way that both sexes are in-
volved as decision makers. It will empower women and enable
them to determine their own development collectively with men
(A specific gender policy paper has been finalised recantly).

The Government will ensure sustainability of projects through
cost recovery at a level where it recovers at least the cost of
operation and maintenance from the users in rural areas. It will
recover as much of the capital costs in the larger piped schemes,
in addition to operation and maintenance costs.

The Government will ensure the financial viability of public utili-
ties. Tariff structures, with cross-subsidies where appropriate,
will ensure that services can be reliably maintained, including
public standposts or other facilities for the poor.
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= Co-operation within the sector is important. The Government wilt
establish mechanisms at relevant levels within the administra-
tive system to foster country-level coilaboration among
stakeholders active in the sector, Tools to be used to achieve
this will include Inter-Ministerial Steering Committee (IMSC) meet-
ings for the rural water sector, Water Policy Committee (WPC)
meetings for the entire water resources sector and Letter of
Understanding (LOU) to guide and monitor the operation of
NGOs within the water sector.

m The Government's commitment to the privatisation process in
many spheres of the national development effort also includes
various aspects of the water and sanitation sector. Hence, it will
establish mechanisms to facilitate participation of the private
sector in the construction and actual provision of services sither
as individuals or groups and associations.

® The Government will support community-based operation and
maintenance. It will organise access to spare parts, if not read-
ily available on the market, and provide access to reliable tech-
nical support for major breakdowns. It will place emphasis on
supporting private sector initiatives to meet these needs.

®m  The Government will place emphasis on the importance of link-
ing low-cost sanitation with the provision of new water supplies,
and accompanying both with appropriate health and hygiene
education. Schools will be important vehicles for disseminating
the key health messages. Projects will, wherever appropriate,
include construction of latrines in schools and provision of edu-
cational materials on hygiene.

® The Government will protect public utilities against vandalism,
personalisation and unlawful take-overs.

The strategies outlined above are still under further development.
Over time the Government will suppiement these general strate-
gies with more detailed strategies covering specific issues like tech-
nology, health and hygiene, economic and financing, management
and institutional aspects, private sector involvement, operation and
maintenance, and aspecis related to sustainability of services.’?

23, Jacobi, 'Framework for Sustainable Rural Water Development in Uganda’,
presented at Second Regional Workshop on Country Level Collaboration,
Entebbe, Uganda, 18-20 October 1995.
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6 Moving Forward in the Rural
Water Sector

After years of decline, the rural water sector in Uganda is once
again moving forward. Within the sector, the DWD is taking a lead
role. Together with the Ministry of Health, its project staff, supported
by district administrations and local community groups, are imple-
menting or rehabilitating rural water supply systems right across
the country. The rate of progress is quickening and, considering
the problems that need to be tackled, visible results are starting to
emerge.

Rural water supply and sanitation programmes

The Government attempts to meet its national area target {75 per
cent coverage by 2000) through the provision of basic services, it
has defined basic services as:

“a protected (safe), year-round supply of 20 - 25 litres per
capita per day, preferably within 1,500 metres (1.5 km) of all
households.

The general design criteria is to serve a maximum of 200 to
300 persons per outlet.

Further, the difference in elevation between the household
and the outlet should preferably not exceed 100 metres.”

Uganda National Plan of Action for Children (UNPAC, 1992)

At present, projects catering for rehabilitation and expansion of ru-
ral water supply and sanitation services can be found in all 39 dis-
tricts of Uganda — though at quite varying levels of activity.

The largest programmes are:

= RUWASA East Uganda Project covers a total of eight districts in
the south-east of the country and targets a population of more
than three million. After a first phase that started in 1990, it is
about to enter its second phase also of a five-year duration. The
project is Danida financed.

B WES, National Water and Environmental Sanitation Programme
(formerly SWIP, South West Integrated Project, and WATSAN
Programme), is a country-wide programme (rather than RUWASA
which is area-based). it attempts to introduce implementation
activities in thirty districts where no other donor financed projects
are on-going, though in some cases with only limited impact
due to low activity level. The programme is financed through
multi-partite arrangements between UNICEF, SIDA, NGOs, and
district authorities. A programme co-ordinating unit is located in
DWD, and Government is taking overall implementation respon-
sibilities.
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®  NURP, Northern Uganda Reconstruction Project, is a World Bank
financed infrastructure project operating in eight of the northern
districts. The water supply component includes emergency re-
pairs of a few piped water schemes, but the budgst is mainly
geared towards provision of rural water supplies. The activities
started in 1993 and are scheduled to last four years.

= RTWSP, Rural Towns Water and Sanitation Programme, addresses
the needs of more than 60 smaller towns and rural growth cen-
tres. Policies and guidelines have been developed with assist-
ance from the World Bank. A phased implementation is envis-
aged in the coming years based on "project packages” to be
financed by a number of external support agencies including
World Bank, Danida, Austrian Government and BADEA,

In addition, a number of other project activities in the rural water
sector are in progress financed and executed by NGQOs. Presently,
the most prominent NGOs in the Ugandan context are: WaterAid
(UK), AVSI (ltaly), World Vision International, Lutheran World Fed-
eration and CARE.

Finally, some projects are on the drawing board. Most advanced is
a JICA-financed rural water project to be implemented in three dis-
tricts in the centre of the country.

Water supply

Depending upon local conditions, the DWD constructs protected
springs, shallow wells (both hand-dug and augered) and deep
boreholes. In most cases handpumps are installed on these sources
of supply but in a tew cases, where conditions allow and demand
exists, gravity-fed systems are constructed. In the future, protected
springs and boreholes or wells fitted with handpumps will continue
to be the dominant means of providing rural communities with drink-
ing water.

With proper training, greater involvement and mobilisation, com-
munities have the capacity to maintain water points once con-
structed. The community is responsible for fencing off areas arounag
springs prone to pollution risks. A three-tier community-financed
maintenance system that works at village, sub-county and district
levels is being introduced (see pane! for details).”?

Sanitation

Sanitation is seen as an integral part of the community develop-
ment sirategy. !t is both a fundamental component of primary health
care and an essential component of the overall socio-economic de-
velopment of the country through minimisation of water-borne dis-
eases. Water development activities and promotion of sanitation are
inter-dependent and inter-active.

13 Guidelines to Community-based Operation and Maintenance, RUWASA Dis-
trict Operations Unit, First Edition, May 1993.
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Community-based Management System

The objective of a Community-based management system
{CBMS) for the rural water supply sector is to establish a com-
munity-financed maintenance system operated and managed
by the users.

The CBMS operates on the following levels:

®  Village level {1st tier): users form a Water User Committee
which appoints two caretakers for each source. The Com-
mittee collects funds for preventative maintenance and re-
pairs. It is responsible for maintenance of the instaliation,

®  Sub-county level (2nd tier): the private sector is responsible
at this level. Private handpump mechanics undertake repairs
~and preventative maintenance on the handpumps. Local
shops distribute spare parts. The role of the LC3 and Sub-
county Water and Sanitation Committees is limited to selec-
tion of handpump mechanics and spare parts dealers, and
partial payment for the training of mechanics.

s District level (3rd tier): district-level spare part dealers, ap-
pointed by spare part manufacturers, distribute spares within
wholesale and retail markets. DWD's District Water Officers
monitor the operation of the maintenance system. They also
operate Borghole Maintenance Units that undertake reha-
bilitation and repairs beyond the capacity of the handpump
mechanics. Over time the private sector will take over this
function.

®  National level: spare part distributors provide spares and
distribute them to private district-level dealers. DWD moni-
tors the general performance of the maintenance system
and takes corrective actions at policy level as appropriate.

Sanitation provisions make up an important component of the inte-
grated water supply and sanitation schemes. In some cases, the
DWD has not entertained a water supply project until a certain
number of leaders in the recipient community have installed an im-
proved latrine for use by their household. The intention was that no
project should start without the key influencers within a community
demonstrating a core level of support. This specific “integration”
strategy, and the strictness of its policing, are subject to review
presently.

In line with policies that demand user-absorption of costs, the DWD
is progressively removing subsidies on sanitation platforms
(Sanplats). It plans to phase out all subsidies on Sanplats by the
year 2000. With the support of DDCs it is shifting construction of
latring slab production away from district headquarters towards sub-
county and parish levels with the private sector playing an increas-
ing role in production and sale.
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Hygiene Education

Mass education remains the most important factor in rural sanita-
tion." Therefore, each integrated water supply and sanitation project
involves a strong education component. In the past, sanitation pro-
grammes have not been very successful because of operational
problems that include low levels of community awareness and par-
ticipation, and conflicting cultural values and practices.

Over time, a wide variety of appropriate methods of education have
been developed, including community meetings, drama, radio pro-
grammes, posters, calendars, etc. Schools are seen as a place
where the message can be delivered to a receptive audience. inte-
grated water supply, improved latrine and education programmes
invariably use the local school as one of their demonstration sites,

Area-based centrally implemented programmes

The large-scale RUWASA project provides some good examples of
the lessons learned to date. Qver a period of tive years it has con-
structed or rehabilitated two thousand five hundred water sources
and met the basic water supply needs of six hundred thousand
people. It has aimost doubled water supply coverage from a base
of 10 to 15 per cent. By the middle of 1995, coverage varied be-
tween 45 and 53 per cent in three of the eight RUWASA districts. In
the other five districts the project had achieved 20 per cent cover-
age. Unforeseen problems included:

8 over-estimation of the potential from protected springs and shal-
low wells — only 40 per cent of identified sites could be ad-
equately protected;

®  high cost and low water quality from hand-dug wells — driving
up the average cost of supply;

® high incidence of corrosive water conditions throughout the
project area — the project found it necessary 1o install stainless
steel (rather than gaivanised iron) rising mains;

B the WHO drinking water quality guidelines proved too stringent
— over 50 per cent of shallow wells and springs did not qualify.

Hence, the original RUWASA project coverage target was not met,
However, this and other DWD projects have provided a firm founda-
tion for all future rural water supply and sanitation projects. Within
the RUWASA project, the DWD was able to create much of its im-
plementation ‘software’ that now includes workmanship standards,
installation guides, training packages and monitoring systems, Not-
withstanding the problems identified above, the RUWASA project
will be followed by RUWASA |, a second phase that will build on the
success of, and incorporate lessons learned from the first phase.
in particular, the centralised project planning and management struc-
ture will be re-designed to be based on district management units.

4 £.E.N. Muzira, Permanent Secretary/Director of Medical Services, in pref-
ace to National Sanitation Guidelines, July 1992,
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Decentralised rural water development

Moving from central control to district level implementation is an
interesting example of the use of decentralisation as a strategy for
sustainability. Over the past few years, Uganda has gained experi-
ence with decentralised implementation approaches under a pro-
gramme named WATSAN. Only recently, these activities have been
grouped under a national umbrelta programme referred to as the
National WES Programme. The individual projects within the pro-
gramme are characterised as being relatively {imited in scope as
tar as financing and number of water points are concerned.

In a WES project, the overall planning, financing, implementation
and management terms and responsibilities are agreed to through
a multi-partite arrangement (spelled out in a Letter of Understand-
ing) between an external donor, an implementer {(often an NGO),
DWD, the district authorities as well as local community/user group
committees.

The following sections highlight various aspects and lessons learnt
in one of the WES programme areas, viz. Mpigi District.

Situation before decentralisation

At the beginning of 1994 the DWD started a water and sanitation
project covering the entire district. The project was funded and im-
plemented by UNICEF, an NGO, Central Government, District Ad-
ministration and local communities. During the early period of the
project, district headquarters initiated, planned and implemented
most of the water and sanitation improvement activities. There was
limited mobilisation, involvement and responsibility shared at lower
levels (county, sub-county, parishes and communities). As a result,
the project experienced the following problems:

®  Supervision of facility construction was difficult. A small team of
supervisors from district headquarters simply could not cover
all construction sites.

® Qutput lagged behind expected performance. It was noted to
be well below potential capacity because there was little com-
munity participation and involvement.

8 Most of the community lacked knowledge of WES activities, fa-
cilities and procedures. This was evidenced by the community's
improper use and maintenance of facilities provided by the
project.

®  Follow-up for proper construction, use and maintenance by the
district level staft was inadequate. They were stationed too far
from the facilities, resulting in poor maintenance of the facilities
provided.

®  Capacity building was lacking. As a result, the community de-
pended on limited district level resources for construction and
repairs.

® | atrine slabs, blocks, concrete rings etc. procured in support of
WES activities were produced at a casting yard located at the
district headquarters.
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Recognising the problems with the project, the WES management
team decided to decentralise some of the operations to sub-county
and lower levels. They felt that this would help to make the project
more community-based and ultimately more sustainable.

Under the revised project arrangements, initiation, pianning and
execution are carried out at community level. The central level and
district structure provide some off-shore materials, logistics, policy
and planning guidelines, support supervision and monitoring and
evaluation. The WES project team has developed the following strat-
egies together with project beneficiaries in order to decentralise as
much as possible to grassroots level. The project makes extensive
use of the existing administrative and political structures — the LC
system,

District council advocacy

The WES team has lobbied hard for district council support. The
Mpigi District Council, composed of councillors from sub-country
levels, took some convincing. However, the council is now mobi-
lised and convinced of the value of the WES project as an gssence
for development in the district. The project is now one of the capital
development projects earmarked within the district budget. This fi-
nancial support supplements budgets allocated at lower levels of
the LC system.

Mobilisation and training

Project activities begin with mobilisation and training of county and
sub-county field staff from the Office of Health and Community De-
velopment. District level staff train community and opinion leaders
to sensitise and give them skills for up-coming project activities.
After this, local leaders are judged capable of mobilising the com-
munity and giving them advice on health and hygiene, technical
issues and procedures of the project.

Water source maintenance fund

An operation and maintenance fund is established for each water
source protected. The fund is maintained through user contribu-
tions. It supports construction, operation and maintenance of the
water source.

Formation and training of committees

The users form water and sanitation committees at sub-county, vil-
lage and source levels to plan, implement and monitor water and
sanitation activities in their respective areas. The water and sanita-
tion committee at source level is responsible for development and
maintenance of the source and supervision of sanitation in the user
community, Sub-county Health and Community Development staff
train these commitiees so that members are aware of their roles
and functions and equipped with the necessary skills to perform
effectively. The training follows a standard training curriculum that
was developed for the district.
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Establishment of construction and maintenance structures at
sub-county level

The community, through their leaders, selects local masons and
pump mechanics. District project staff train these recruits in con-
struction, maintenance and repair of water and sanitation facilities.
The masons and pump mechanics carry out the construction and
repairs that may be required in their respective sub-counties. Their
remuneration is met from the operation and maintenance fund at
source level. Local area Health and Community Development staff
supervise construction. District level staff provide support, plan-
ning, supervision, monitoring and evaluation services.

Rural towns water and sanitation programme

A growing number of communities in Uganda are emerging betweean
the two extreme settings of scattered rural settlements or villages
and larger urban areas. These centres encompass communities
ranging from district centres, small towns, to rural growth centres,
They provide focus for increased social and economic activity in
the local areas, which justify the provision of essential services such
as schools, medical facilities, and basic water supply and sanita-
tion systems.

During the past few years the DWD has, as a priority activity, pre-
pared a nationwide Rural Towns Water and Sanitation Programme
(RTWSP). This programme addresses improvement of the water
supply and sanitation services in small towns and rural growth cen-
tres. As part of this preparation a “Policies and Guidelines" docu-
ment has been drafted which describes the strategy for the plan-
ning, design, implementation and maintenance of these water and
sanitation facilities. The RTWSP policies and guidelines represent a
maijor shift in government strategy towards decentralised operation
and maintenance of services in urban areas currently provided by
DWD.

Principles of the programme

The programme follows a negotiation-driven approach o ptanning,
implementation, and operation of water supply and sanitation im-
provements in the smail towns and rural growth centres. Beneficiar-
ies will have a choice of technology, within the prevailing technical
limitations and hence the choice of management. Those who wish
to participate in the scheme will form Water User Groups (WUGS)
and will make a contribution to the capital cost that varies with type
of technology. They will commit themselves to manage and finance
operation and maintenance. In the case of piped systems serving
more than one WUG, a Water User Association (WUA) will be es-
tablished to manage the system. In line with the decentralisation
policy, the local authorities will play a major role in the planning and
implementation process in each town. The DWD will plan, regulate
and tacilitate the process rather than implement and operate the
schemes as before.
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Objectives of the programme
The objectives of the RTWSP are:

® to assist all towns to obtain basic water and sanitation services,
while encouraging the higher levels of service for those who can
atford it;

® {0 increase the capacity of communities, the private sector and
government to provide and maintain sustainable water supply
and sanitation facilities;

® to promote better health, through improved personal hygiene,
excreta disposal and environmental management practices.

Basic service for water supply is defined as a protected, year-round
supply of 20 to 25 litres per capita per day, preferably within 250 to
500 metres of ali households and serving 200 to 300 persons per
outlet. Higher service levels for piped water supply systems
(yardtaps and house connections) are encouraged in order to in-
crease revenue and thus better ensure sustainability of the indi-
vidual schemes. In these cases the unit consumption figures are
higher, typically in the range of 50 to 100 litres per capita per day.

Basic service for sanitation is defined as an improved household
latrine. The Sanplat and VIP technologies are some of the means
towards latrine improvements. Due attention will be paid to match
service levels of sanitation and water supplies.

Financing arrangements
Financing arrangements under the RTWSP are as follows:

® the community will contribute the equivalent of one year's op-
eration and maintenance costs as their contribution to the con-
struction of a water supply system — this will also serve as an
indicator of their ability to operate and maintain the chosen sys-
tem in future;

® for private household connections, the cost of the connection
will be borne in full by the individual {(or institution), while the
project will finance the source and distribution costs for these
individual connections; '

m  operation and maintenance costs will be fully borne by the ben-
eficiaries (and institutions) including the replacement of compo-
nents with useful life expectancies of to about eight years;

®  future rehabilitation and expansion of source works and mains
will be financed on an appropriate cost sharing basis to be de-
termined later.

Maintenance

Maintenance of point source water supply systems (handpumps,
protected springs and public standpipes) will be the responsibility
of individual WUGS through their respective Water and Sanitation
Committee (WSC). Maintenance of all on-site sanitation systems
will be the responsibility of individual households. The WSCs will
supervise use of the water point, coliect revenues, keep accounts,
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and make repairs themselves or hire the services of a private me-
chanic.

Maintenance of piped water and sanitation systems will be the re-
sponsibility of WUAs who normally will contract operation, mainte-
nance and repair functions to a private entity. Household revenue
collection will be the responsibility of individual WSCs, who will be
charged by their WUA on the basis of water delivered as metered
at individual outlets (standpipes and house connections).

Procedures

The DWD, prior to officially inviting a particular town to participate
in the project, will carry out a “low key" rapid resource survey. The
survey will confirm the population size and geographic distribution;
test the need and willingness to participate and pay; and, identify
technical options that are feasible.

Thereafter, the project will establish a formal contact with the dis-
trict and town. The RTWSP implementation process in a given town
includes the following phases: (a) Promotion Phase; (b) Mobilisa-
tion Phase. (c) Planning and Design Phase; (d) Construction Phase;
and, (e) Operations and Maintenance Phase.

Features of the Implementation strategy

The DWD's implementation strategy contains a number of features
that are both innovative and imperative to the long-term sustainability
of the sector. These features provide usetul insight into the need for
a pragmatic, as well as a visionary, plan for the future.

Technology issues

The Government insists that technology choice is based on techni-
cal, sociological and financial feasibility studies. The criteria ap-
plied include the willingness and ability of user groups to pay. It
shows a clear preference for appropriate technology solutions when
these can be shown to be effective and in the best interests of the
recipient groups.

At present, the DWD is in the process of defining appropriate na-
tional drinking water standards. In the meantime, the DWD deems
the World Health Organisation (WHQ) drinking water guidelines to
be desirable rather than mandatory. The DWD relaxes the require-
ments in some instances after taking due consideration of specific
local conditions and water use habits.

The DWD does not demand the inclusion of sanitation facilities into
all water supply projects. However, it calls for the assessment of
needs during the planning stage. When sanitation facilities are found
to be desirable, it insists that the community is involved in choosing
appropriate sanitation technologies. It stipulates that an emphasis
should be placed on acceptability — both culturally and financially
— by user communities. In practice, most rural projects support
the introduction of low-cost solutions such as improved latrine with
Sanplat as an integral part of a water supply system.
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Standardisation

Standardisation has become something of a mantra for many rural
water supply engineers. Standardisation of equipment has many
advantages. It facilitates centralised co-ordination, supervision and
monitoring of sector activities; it promotes more efficient utilisation
of resources and interchangeability of hardware; and it helps to
sustain programme outputs.

The issue of standardisation becomes important in conditions of
scarce resources, In particular, the need for standardisation be-
comes most urgent in situations of extreme financial shortage, es-
pecially shortage of foreign currency. Within an open economy, the
issue of standardisation becomes less critical — open borders al-
low freer movement of pumps and spare parts, The market plays a
greater role in the decision-making process. Theretore, with Ugan-
da’s embrace of a floating foreign currency exchange system, it
can be argued that the issue of standardisation loses its urgency, if
not its raison d'étre,

In theory, the DWD supports a policy of ‘standardisation’. in prac-
tice, it has implemented a policy of 'limited-use’. At deepwell sites,
the DWD insists on U2 and U3 (India Mark Il & lil) handpumps as
standard equipment — on all projects, regardless of the donor or
implementation agency. These pumps may have cylinder assem-
blies entirely of stainless steel or comprise brass-lined cast iron
walls with stainless steel plungers. The DWD uses either uPVC or
stainless steel rising mains and stainless steel pumping rods, ex-
cept in the case where groundwater is non-aggressive. Here, gal-
vanised iron rods and rising mains may be installed.'

For shallow settings, a formal policy decision is still pending. At the
present time, modified (light handlie) U3, NIRA AF85, Tara, Consallen
and privately imported pumps are used. The DWD stipulates that
shallow groundwater pumps installed on public works programmes
must be properly field tested, have gained acceptance by the user
community and be supportable under the CBMS. It promotes the
use of public-domain direct action-pumps andfor pumps manufac-
tured locally or regionally.

Health and hygiene

The Government places great importance on the dissemination of
information about the correlation between safe drinking water and
a decrease in water-related diseases. It places emphasis on the
importance of linking low-cost sanitation with the provision of new
water supplies, and accompanying both with appropriate health and
hygiene education. Health promotion, hygiene education and low-
cost sanitation are provided in the context of improved environmen-
tal sanitation.

'S Towards a Strategy for Standardisation of Handpump Types and Spare FParts
Supply in Uganda, Ministry of Water, Energy, Minerals & Environment Pro-
tection, Water Development Department, June 1993,
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Role of women

Women's involvement in design, construction, operation and main-
tenance of improved water supply and sanitation facilities is sup-
ported even to the extent that a separate gender policy exists for
the water supply sector. The key criterion is that women and men
have equal opportunity to participate fully in all aspects of commu-
nity management.

More specifically, women's involvement in health promotion is safe-
guarded, recognising their important role in improved health of their
families and in changing the behaviour of children. The Govern-
ment also uses schools as vehicles for disseminating key health
messages.

Sustainability and financing

Generally, financing of new instaliations is given low priority where
maintenance of similar installations in the same area is neglected.
For rural water supplies, inclusive of small towns and growth cen-
tres, community contributions towards construction are based on
technology choice and raised by the beneficiaries before construc-
tion starts. The Government fixes subsidies on low-cost latrines to
the poorest communities a level that will not discourage sanplat
construction.

Management and institutional strengthening

One of the over-riding objectives of the Government’s policies is to
delegate water supply and sanitation functions to the lowest appro-
priate administrative levels, based (as far as possible) on the exist-
ing district and LC structures. It sees the role of the DWD as one of
strengthening and adding value to the district operations rather than
placing a layer of bureaucracy over them. It is attempting to im-
prove the capacity to respond to community requests, at district
and county/sub-county levels in planning, monitoring and technical
service delivery.

The DWD encourages the training of beneficiéries, as they are ex-
pected to participate in the choice of water and sanitation tech-
nologies. The users also assist in the siting of water points and,
where relevant, construction activities.

Partnership

Water resources and water supply development management inter-
act with activities within several sectors as well as with a number of
cross-sectoral activities. This interaction can take place as impacts
from activities within the particular sector. Agriculture, for instance,
will have an impact on water resources through cultivation prac-
tices and use of agro-chemicals. The interaction can also take place
through water use requirements of a particular sector; an example
of this is the requirement for water for irrigation purposes. Thus, the
DWD has a vested interest in that the activities of the interacting
sectors are undertaken in a way consistent with sound water re-
sources management principles and guidelines.
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In the water supply sector, a strong partnership exists with other
ministries and departments, for instance the Ministry of Mealth, Min-
istry of Local Government, Ministry of Gender and Community De-
velopment, and Ministry of Finance and Economic Planning. For
the rural WES activities, the established Inter-Ministerial Steering
Committee (IMSC) that includes members from these various min-
istries, carries out overall co-ordination and supervision.

Generalised Co-ordination/Management Structure
for Rural WES Activities

IMSC OTHER
UNICEF Chaired by MFEP) DONORS
PAC

l

Sub-Committee of DDC |2 District
assigned to WES A Staff / NGOs
T77P7777 7777777777777,
County Staff
Sub-Committee of SCOC Sub-County

A
assigned to WES V)
7.

L

Sub-Committee of LC 1 |2
assigned to WES i
7.

L

DDC  District Development Committee MNR  Ministry of Natural Resources

IMSC  Inter-Ministerial Stearing Conmittee PAC  Programme Administrative Commitiee

MFEP  Ministry of Finance & Economic Planning  LC Local Committes

MOH  Ministry of Health SCDC  Sub - County Deselapmant Committee (Proposed)
MOLG Ministry of Local Government WES  Water and Environmental Sanitation

Source: WES Programme Co-ordination Unit/DWD
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A considerable number of external donor agencies, NGQs and other
actors play a role in the water supply sector. The DWD actively seeks
to partner with these organisations. It recognises their strengths
and tries to accommodate their needs. In the case of the NGO com-
munity, the Government is attermnpting to strengthen its relationship
through the establishment of a regular forum for information ex-
change, project agreements through Letters of Understanding and
guidelines for their operations.

Private sector involvement

The private sector has not played a significant role in the water
supply sector in Uganda to date. However, the Government is com-
mitted to the privatisation process — including its application to the
rural water sector. The overall community-based approach, with the
implication of user groups’' responsibilities for, and ownership of,
facilities is in itself a strong drive towards privatisation.

The DWD is planning to strengthen its use of private sector design
and supervision services. It will shift responsibility for general main-
tenance away from it's district-based borehole maintenance units
so that they can specialise in borehole repair and desilting opera-
tions, Qver time most of these activities can be handed over to the
private sector.

Planned borehole drilling operations over the coming years will
swamp the capacity of the DWD's existing borehole drilling units.
However, the DWD sees no need to increase its own drilling capac-
ity — indeed it has developed plans to reduce its capacity. In the
future, it will retain only enough plant and equipment to respond to
specific emergency situations. Over the past year at least one pri-
vate drilling contractor has entered the market. The DWD will en-
courage future projects to place drilling activities in the hands of
the private sector via competitive tendering procedures.

As privatisation gathers pace the DWD will shift its focus towards
tasks like:

® licensing drilling contractors;

B issuing technical specifications in respect of borehole comple-
tion,

& granting drilling and abstraction permits;

=B setting water quality standards as well as preparing regulations
governing sampling and analysis techniques;

®  drafting guidelines related to contractors’ reporting requirements
to maintain the centrally maintained groundwater and borehole
database.’®

'8 8. Jacobi, 'Policies and Guidelines for the Water Sector’, presented at Uganda
Water Sector Conference, Directorate of Water Development, Kampala, 3-4
March 1994
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7 Potential for Success

The potitical, economic and social situation in Uganda has improved
markedly over the past few years. However, many parts of the rural
population are still without safe drinking water supplies. The policy
formulation process has established a framework for success and
implementation strategies have taken the process forward. It is now
contingent on the main actors to ensure that the potential for suc-
cess is realised.

Keeping up the momentum

Despite the odds, progress in improving the rural water supply situ-
ation over recent years has been encouraging.

National water supply coverage

National coverage increased from less than 5 per cent during the
early 1980s to around 35 per cent by the end of 1995. The annual
rise is currently running at 3 to 4 per cent — this against a steadily
increasing population base.
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National Water Supply Coverage

Howsever, a good starl never guarantees a great finish. Not ali
projects have delivered results up to expectations — there have
been some failures and set-backs. Despite this, the mood within
the DWD and other sector agencies is one of optimism. Staff are
keen to make up ground; to recover momentum previously lost.

Monitoring

The national framework for water resources management and de-
velopment will have no significance if the actions are not imple-
mented and unless all concerned parties are aware of the princi-
ples and procedures and are prepared to co-operate in its imple-
mentation. In order to know and assess the impact of the policies
and strategies, monitoring and evaluation mechanisms must be
established. The DWD will be the key monitoring agent. It has es-
tablished a basic list of indicators to monitor and evaluate progress
in policy implementation across the three main components of ac-
tivities. Monitoring and evaluation activities are also integral com-
ponents of the National WES Programme as well as the Rural Towns
Water and Sanitation Programme,
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Enabling
environment

Passing of the Water Statute and the NWSC Statute

Approval of associated regulations

Delegation of water resources management functions
to district administrations — shown by redeployment
of DWD staff and policy statements of DWD vis-a-vis
relationship with district authorities,

Acceptance of responsibilities by district administra-
tions — shown by budgst allocations and priorities in
committee structures.

Institutional
framework

Setting up of Water Policy Committee (WPC)

Nature of WPC membership — frequency of meetings,
attendance, actions taken, etc.

Setting up of WPC Secretariat, and resources allocated.

How “water resources interests” are catered for in new
committees under decentralisation, whether or not a
Department for Environment and Natural Resources is
created, and whether or not an Environment and Natu-
ral Resources Committee (or its equivalent) is estab-
lished.

Formation/number of Water User Associations and
Water and Sanitation Committees and their function-

ing.

Number of districts that take up the idea of an inte-
grated extension service related to environmental man-
agement.

Response to orientation workshops: attendance; qual-
ity of staff; follow-up in terms of acting on conclusions.

Response to training related to integrated extension
services: membership; attendance; quality of partici-
pation; follow-up.

Planning and
Prioritisation

Activation of information system: reporting schedule;
reliability of data; speed of processing; efficiency of
dissemination mechanisms. -

Setting up water abstraction and waste discharge per-
mit systems; efficacy of procedures; reactions of per-
mit holders; impact on affected sources.

Operation of enforcement and mediation mechanisms;
number and types of cases; utilisation of agencies (LCs,
Magistrates Courts, Chiefs, Elders, etc.); reactions of
disputants.

Water Action Plan Implementation: Monitoring Indicators
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Constraints on progress

Despite the optimism, Uganda faces significant constraints to its
progress towards the 2000 rural water supply goal. it would be fool-
ish to discount the problems it is likely to encounter along the way.
These range from the generic problems faced by any country in the
developing world to those unique to Uganda.

Macro-economic issues

The Ugandan economy, despite improving indicators, is still very
weak. It is highly dependent upon inflows of capital for infrastruc-
ture development. Currently about 20 per cent of water supply de-
velopment funding originates from external sources. Uganda has
liberalised its economy, yet it is not yet past the point that it could
revert to less pragmatic, inward-looking economic policies. In addi-
tion, the removal of macro-economic distortions in and of itself does
not lead to better institutions and organisations. indeed, it can high-
light many of their inconsistencies and failures. It does, however,
provide a firm basis for moving forward. The goal for Uganda is to
use the few resources it does have to best effect.

The bottom-up economic planning and policy formulation system
will help — likewise the more open foreign currency system. How-
ever, Uganda is still very exposed on a macro-economic level. Its
main exports are prone to heavy fluctuations in price. Hence, any
optimism for the rural water supply sector needs to be tempered by
the knowledge that the country, as a whole, still faces major risks.

Institutional weaknesses

When the NRM came to power, Uganda's public institutions were
almost non-functional. Its planning and policy functions are still weak.
They are hampered by lack of information and skills and constrained
by inadequate procedures for exchanging information between the
various planning agencies. The situation has, and continues to, im-
prove. However, the situation is not reversible overnight.

The concerted efforts of the DWD and the other sector players have
been pivotal in the re-establishment of the rural water supply sec-
tor. As the DWD moves to a policy making and support instituti-on.
the responsibility for implementation and maintenance must be
picked up by district and lower-level organisations, as well as us-
ers. The hand-over of this responsibility is still in the early stages
and it is not possible to determine the effectiveness of transfer to
date. However, the capacity at different levels, and of various play-
ers is generally inadequate. Further training and support will be
required for successful policy implementation. It will involve the suc-
cessive detailing of policy from the top level of intent through the
structuring of actions required to achieve intended policy outputs
and impacts.

There is some danger that Uganda is undertaking too many changes
at once. The risk is in the process of change, rather than the end
goal. On the other hand, change is necessary and should make the
water supply sector more sustainable.
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Inadequate funding

On present projection, the existing target for rural water supply cov-
erage looks optimistic. The DWD has the capacity to deliver, but
not the resources. It has estimated that it will need US$ 30 million
per year to meet the 75 per cent target. At the present time, around
US$ 15 million is avaitable to the sector. More couid be channefled
through the DWD, but some donors resist, believing that the DWD
is not yet capable of administering increased levels of funding. Oth-
ers, feel that different sectors demand greater assistance. Some
hold back as a way of influencing further political change.

Under decentralisation, implementation is delegated to district-level
operations. Therefore, the absorption capacity of the sector is de-
pendent on the districts’ capabilities to handle the investments and
deliver the services accordingly.

Uganda is not in the fortunate position of generating sufficient inter-
nal funds to reach the planned rural water supply coverage. There-
fore, it stands dependant upon external support. With the neces-
sary framework now in place, it would be disturbing to see the 2000
goal slip by for want of needed support.

Decentralisation

Decentralisation policy has many benefits. However, some issues
are not yet clear and capacity requirements cannot always be met.
This problem will subside with implementation, but, at the moment,
the goals of the Government seem to be a distant challenge rather
than a future reality. The Government is supporting a radical de-
centralisation of power — right back to grass roots. The outcome
for the rural water supply sector should be positive. Decentralisa-
tion should lead to improved administrative performance, institu-
tional accountability and quick response to needs of beneficiary
committees. However, the success of implementation within the
sector falls increasingly upon the shoulders of local leaders. Whether
they have the skills to manage and assess the programmes remains
an issue. Another issue is how various district authorities prioritise
the water supply sector among competing requirements, There is a
strong need, therefore, for the DWD to sensitise and build the ca-
pacity of these individuals, the district structures and community-
level organisations.

The barriers to progress include a possible reversion by central
government departments once the full implications of the decen-
tralisation policies are felt. Capacity will be stretched and resources
will be limited. There will be some tendency to balk at the chal-
ienge. However, the further into implementation the policies are
driven, the greater the signs of a re-emergence of sustainable local
participation and management. The future for rural water supply
will be brighter if this continues.
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Political reform process

The donor community and other private agencies outside the Gov-
ernment can play an influential role in advocating for particular policy
issues. Donor influence can bring about significant short-term im-
provements, The offer of their funds can be persuasive. However,
donors also influence policy shifts that may not be in the interest of
the country over the longer-term. The Government already faces
pressure on the issue of the speed of its move towards reinstate-
ment of tull political freedom. it feets threatened by the external
influsnces being brought to bear. However, it is largely dependent
upon external parties for its budgetary requirements.

Government resources are limited to 10 - 15 per cent of total re-
sources needed for the development of the rural water supply sec-
tor. To reach the 75 per cerit coverage figure, the Government will
need to secure substantial additional funds. It is justifiably concerned
about a return {o the past forms of governance, yet the political
structures it embraces do not satisfy many of the infiuential donors.
Therefore, it walks a fine line between what it feels is right from a
national security point of view and what is requested of it by infiuen-
tial outsiders.

Lack of integration

Because of its dependence on external support, the rural water
supply sector lacks integration. Activities are parcslled into projects
and programmes — these sometimes trigger inter-agency compe-
tition and inadequate collaboration. The three-way alliance between
donors/NGOs, public sector institutions and local communities is
proving effective. The Gavernment appreciates the role played by
the various external support agencies and NGQs. However, with an
ever increasing number of such organisations operating in the coun-
try, co-ordination and regulative issues remain a topic of concern.

The DWD faces a challenge in dealing with the increasing number
of agencies wishing to enter the sector. It also finds itself in the
position of handing over much of its traditional responsibility to pri-
vate contractors, many of which are new and have never before
played a major role in the rural water sector in Uganda. Over time,
the sector should benefit from the combined energies of all partici-
pants but, at the prasent time, the DWD must ensure that inputs are
orchestrated to maximum effect. This presents it with a significant
challenge.
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Towards 2000

In the next four years to the millennium, the Government of Uganda
has set itself high targets for supply of water to its people. It hopes
to reach fully three quarters of its population with clean, safe drink-
ing water by the turn of the century. The challenge is enormous but
the signs are positive. Since 1986, the Government has made bet-
ter progress on rural water supply implementation than mere cover-
age records would suggest. it needed to overcome a huge legacy
of political, economic and social problems before it could even be-
gin to advance the sector. To its credit, it has not sought a quick
solution or an easy answer. Instead, it has re-evaluated the entire
process of governance and public administration within the country
— and with it the methods by which it will cater for the basic needs
of its rural population.

The Government has stepped well beyond parroting the opinion of
various external agencies. It has endorsed the international poli-
cies it believes to be appropriate to its circumstances, rejected oth-
ers on the grounds that they are unsuitable at this time and pro-
posed a host of innovative new ideas. Although very much in line
with current development thinking, its economic policies stand in
their own right. Its policies on decentralisation appear correct for
Uganda at this time and place. Its support for the private sector
should bring the results it seeks. Its reform of Uganda's political
structures is steady and pragmatic. To determine if these policies
are ultimately successful we must wait; time will tell. However, for
now, most observers agree that the start is a positive move in the
right direction.

For the water sector, enactment of the new Water Statute and prepa-
ration of the Water Action Plan mark a major step forward. Together,
these documents and the forthcoming National Water Policy paper
create a rational framework for the sustainable use of the nation’s
water resources. Institutionally, the new legisiation is significant in
that it makes the Water Action Plan the binding plan regarding wa-
ter resources. However, the statute, policy and plans of themselves
will not bring about results in the field — they will not ‘put pumps in
the ground'. Therefore, it is time to shift away from the rhetoric, to
the reality, of capacity building, enhancement of sustainability, and
genuine popular participation. The emphasis must move from project
design measured by the amount of donor inflows to project imple-
mentation measured by successful project execution in terms of
project outputs, results and impacts. All this depends on the estab-
lishment of policies based on popular support and accountability
right down to the community levei.

Instead of further programme expansion, there is a need to focus
on physical asset management and maintenance. The community-
financed maintenance system will assist. Early signs that local com-
munities will rise to the challenge are starting to emerge. The Gov-
srnment sees the development of diversified and dispersed cen-
tres of power as a way of providing rural people with a say in their
future. It will help them to find a more sustainable means to de-
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mand — and get — a better rural water supply. Its public institu-
tions will help, rather than hinder, their aspirations. At district level,
all the participants will co-operate and collaborate.

It is often alleged that donors have dictated the strategy and con-
tent of policy priorities in Uganda and, therefore, excessively influ-
enced the future direction of the country. The Government denies
the claim. It says that the future of Uganda is in the hands of Ugan-
dan people — "they will decide what is right for Uganda for them-
selves”. They will make Uganda not just what it used to be, but what
it can become — a thriving economic centre, fully capable of sup-
porting itself. Its rural people will benefit from a political environ-
ment that takes from the best of African tradition and rejects the
worst. The major innovations that are putting the Government at the
forefront of social engineering and management around the world
indicate that it may be right.

Uganda's emerging decentralised decision-making structure offers
an opportunity for establishment of appropriate rural water supply
management structures at all levels — national, district and com-
munity. The success of the rural water supply programme both af-
fects and is affected by the success of decentralisation. As an ex-
ample of the good that can come out of Africa, the proposed de-
centralised system of rural water supply management and devel-
opment in Uganda stands with the best. Itis participatory and inte-
grates into existing social and political systems. It provides for
greater inputs of local resources — physical, managerial and finan-
cial. It should bring greater benefits where it counts, at the grass-
roots. Whether it is fully sustainable without outside assistance will
take some years to determine. However, the framework has been
developed for the eventual transfer of all responsibility for the rural
water supply sector to those most in need — the rural people them-
selves.

The Uganda Water Action Plan is a major component of the Gov-
ernment's emerging framework for rural water supply sustainability.
(f frequently updated — with new actions added as contexts change
and requirements develop or progress falls below expectations —
the Water Action Plan will stand the test of time. Converssly, if it
exists as a mere paper exercise — large on rhetoric and small on
practical application — the sector stands to lose its reputation and
the rural population its basic human right. The Government has
devoted so much time and attention to the development of an ap-
propriate framework that it deserves o succeed. In the drive to-
wards sustainability, the Water Action Plan stands as a guiding light.
it remains to be seen whether it provides sufficient iliumination, but
the future for rural water supply in Uganda looks brighter now than
at any time in a generation.

To fulfil the promise of the Water Action Plan, the Ugandan Govern-
ment will require support. It is simply unable to fund the expendi-
ture necessary to accomplish its water supply targets without an
inflow of donor funds. Given the encouraging results that the Gov-
ernment has achieved in a few short years, external parties appear
justified in increasing their financial support. If all participants can
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further strengthen their emerging partnership, the rural population
ot Uganda stands to gain the most. Reaching the target of 75 per
cent access to safe drinking water throughout the country by the
year 2000 will no longer be a distant hope to them; it will be a firm
reality.
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