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Chapter 1

BACKGROUND

1.1 The Project

In 1980 USAID/Peru developed a project entitled "Rural Water
Systems and Environmental Sanitation™ the goal of which is to
help improve the health and well-being of the rural poor. It
seeks to do this by assisting the Direccidn de Ingenieria Sa-
nitaria (DIS) of the Ministry of Health (MOH) to address one
of the major constraints to improving the health status of the
rural poor, i.e., the lack, on a consistent and long-term ba-
8is, of adequate potable water and waste disposal facilities.

In December 1981, USAID/Peru requested WASH assistance in the
evaluation of the design of the initial 30 gravity fed water
systems to be installed under the project and in the review of
the proposed technical assistance (TA) package. The request
resulted in the issuing of Order of Technical Direction No. T4
by the AID Office of Health (Appendix A).

1.2 Project Purpose

The proposed project calls for providing potable water sys-
tems, latrines and health education to about 420 small commu-
nities of 500 or fewer inhabitants which are located in six
selected health regions in the sierra and high jungles of
Peru. The project will be initially carried out in Cuze¢o, Ju-
nin, and Cajamarca and expanded to an additional three provin-
cesa once implementation begins.

The project also has the following two subpurposes: 1) to
integrate the above mentioned activities into the Ministry of
Health’s primary health care (PHC) activities in the above
mentioned villages; and 2) to strengthen the infrastructure of
the regional health offices by "promoting the creation of an
environmental sanitation team which would remain intact fol-
lowing the conclusion of the project."

1.3 Project Goals

By the end of the project, it is expected that the following
conditions will exist:

(1) There will be upgraded decentralized regional envi-
ronmental health offices operating in six of the
regional health areas;



(2)

(3)

(4)

(5)

The DIS will be able to develop, implement, and main-
tain the proposed village drinking water and sanita-
tion systems using the increased financial, human,
and material resources made available as a result of
the project;

Training efforts will have been developed and imple-
mented to ensure that program technicians can carry
out those community organization activities needed
for the construction and maintenance of the water and
sanitation systems that will have been built under
the project;

Latrine utilization will have been improved through-
out the project area as a result of information de-
veloped through the project; and

Health c¢onditions and general well-being will have
been improved in the project area as a result of the
increased availability of potable water and sanita-
tion.

1.4 Project Resources

To achieve these goals, the loan-funded inputs for the project
will include:

(1)

(2)

(3)

(%)

(5)

The purchase of six four-wheel-drive pick~up type ve-
hicles, six dump trucks, and a stock of spare parts
for each of the six regional offices for transporting
personnel, materials, equipment, and supplies. Two
four-wheel drive vehicles will be purchased for the
national office. 1In addition, up to 30 off-road type
motorcycles and a stock of spare parts will be pur-
chased for the environmental sanitation technicians
located in the six regional offices for use in the
community organization and system construction and
maintenance aspects of the project.

Limited travel costs for DIS personnel and operating
and maintenance expenses for the vehicles.

Simple portable water testing equipment for both
field and office use, as well as training equipment
and materials and a limited amount of engineering and
office equipment for the regional offices.

Plastic pipe and accessories for system construction,
as well as galvanized pipe and accessories for house-
hold connections, most of which will be imported.

The cost of contracting skilled labor for system con-
struction.
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Project grants will provide technical assistance in the areas
of: simplified chlorination systems; integration of activi-
ties supported under the Rural Health Project; system design;
administrative gsystems; procurement; material and equipment
control; simplified system maintenance procedures; and envi-
ronmental sanitation education. Additional grant funds will
be provided for short training programs for environmental sa-
nitation engineers and technicians in community organization,
material and equipment control, and system operation and main-
tenance, Studies related to sanitation and water usage, evalu-
ation of impact on health status, water treatment, and alter-
native water systems will also be carried out with grant
funds.,

The MOH will finance support costs for technician and communi-
ty training programs and vehicle operating expenses (gasoline,
0il, and maintenance). It will also provide salaries and tra-
vel expenses for all project personnel except for local super-
visors paid by the communities.

The communities in the project will provide unskilled labor
and locally available materials such as rock, sand, and gravel
for system construction. They will also make a small monetary
contribution to cover the cost of system construction, The
total community contribution, both monetary and in=-kind, will
generally be about 11 percent of the system construction
costs. The community will also organize and manage an adminis-
trative system to operate and maintain the installed system.

1.5 Project Qutputs

The project seeks to achieve the following objectives:

(1) Approximately 420 water systems functioning in
communities of less than 500 inhabitants in six
health regions.

(2) Five environmental sanitation technicians in each
regional MOH office who are trained in community
organization and system maintenance procedures.

(3) Six regional DIS offices that have units that are
. staffed and equipped for operation and maintenance of
the systems that are built.

(4) Latrines in all communities served with potable water
systems.

(5) Community education programs focussed on water and
sanitary waste disposal carried out in all partici-
pating communities.



1.6 WASH Team Scope of Work as Requested

In its original terms of reference the Mission requested that
the team focus its attention on four specific areas:

(1) A technical review of 30 water system subprojects.

(2) Suggestions for a proposed DIS seminar to coordinate
activities of health administrators, primary health
care (PHC) technicians, and water and sanitation
technicians.

(3) A review of DIS local and international procurement
plans.

(4) Assistance to DIS in analyzing the technical assis=-

tance (TA) element of the project and drafting terms
of reference for the various consultants.

1.7 Scope of Work as Modified

As a result of meetings with the project officer, Mr. Paul
White, and the AID project team it was agreed to modify the
WASH team’s scope of work to include the development of recom-
mendations regarding:

(1) Ten (10) of the first thirty (30) subprojects for
which DIS had completed designs.

(2) The proposed technical assistance package so that it
reflected current/future DIS resources and decentral-
ization needs.

(3) Development and staffing of regional DIS offices.

(4) Integration of DIS water supply and sanitation (WS&S)
activities with MOH s PHC efforts.

(5) The proposed training plan that DIS will need to
develop in support of the project.

(6) DIS proposals for procurement and warehousing.
In addition the team agreed to review and comment on:
(1) The Wellin questionnaire for WS&S.

(2) CEPIS/DIS efforts to develop a joint operations and
maintenance (0&M) project.

(3) A proposed handpump effort as it relates to the
project.

T



Chapter 2

TECHNICAL REVIEW OF EXISTING PROJECTS

On arrival in Peru the team found that only 10 of the 30 sub-
projects had documentation that was sufficient for a review.
Table 1 presents a summary of these projects.

To obtain as multidisciplinary an input as possible the team
held discussions with the project manager (Mr. Paul E, White,
Chief, Community Services Division) and his project team. In
addition they reviewed the USAID Project Paper and the Plan de
Implementacidédn developed by DIS,

As a result of these meetings and the review of project docu~
mentation the team has the following recommendations:

(1) A technical review found no major deficiencies in the
individual subprojects.

RECOMMENDATION: That subprojects be approved as sub-
mitted.

(2) A review of per capita costs submitted by DIS shows
them to be high because they include 105 percent
additional charges which reflect general costs and
the effects of social legislation as follows:

- 14 percent surcharge on labor and materials for
technical direction and administration.

- 5 percent surcharge on labor and materials for
community promotion and organization of juntas.

- 6 percent surcharge on labor and materials for
inspection and central office.

- 80 percent surcharge on labor for accident insur-
ance and social benefits. .

These items are not normally included in per capita
costs. Without their inclusion, the team found that
the costs submitted by DIS are comparable to the
US$50 per capita figure proposed in the original
USAID paper.

RECOMMENDATION: That DIS be requested to identify
social costs as a separate item in future submissions
80 costs can be more easgily compared.

(3) A technical review found that the cost of pipe varied
between 25 and 60 percent of the direct project cost,
with an average of U43 percent.
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AMALYSIS OF 10 DIS RURAL WATER SUPPLY PROJECTS

TABLE NO. 1

Guant ¥ty House Conn. Pipe Required EST IMATED COSTS SOLES _ tMilllons) 1581
Wo.| Locatlon | Populstlon | Destagn [~ T Est.Cost (Maters) - Plpa Cost | Adetnlstratlog |Materfal | Labor . |lnsuranc - -1 Per Capltar Total
Pres. Deslgn | k1ters/sac. Labor & Mat. | 3% 2°[1-172] 17| Proj. § | Project § |Proj. & |Proj. § |% Soclal”|Proj." |3 | Soles Cost
‘Soles
1 Marcavalle,
Junin 421 505 0.85 1,350 438 224 5.81 41 3.46 19 | 8.92 3.01 2.42 14,36 34,109 17.82
2 [ Chlgulrlp,
Cajamarca 510 | 765 1.30 85 19,294 132] 1,215 8o 4.46 46 2.36 19 | 6.06 2.07 1.66 9.80 19,200 12.15
3 | Suyan, Ancash| 30t 391 1.00 43 19,069 618] ot1| 2,33 25 2.02 1e 3.92 3.04 2.44 9.40 31,258 11.42
4 { Ruraymarca,
Junln 350 525 2.00 64 19,062 897| 1,223 567 | 6.23 47 2.42 15 B.26 2.82 2.26 13.34 38,136 15.76
5 | Maraflores,
Junin 243 340 0.8 25 14,800 492| 87 1,424 3.01 26 2.45 17 4.56 3.07 3.1 11.56 47,589 14.02
& | Huacanhuasl,
Ancash 400 { 520 2.5 76 18,947 1,924 4.93 40 2.9 19 7.64 2.59 2.08 12.3% 30,767 15.27
7 | s.F. de
Klvinakl, . .
Junin 385 | 539 1.0 55 16,727 1,523 1,032 8.65 50 4.18 19 [10.93 3.49 2.80 17.22 44,726 21.40
8 | Conga
Chalamarca,
CaJamsrca 400 | 600 0.4 80 19,000 o08{ 1,586 6.30 53 2.78 19 | 6.65 2.94 2.36 11.95 29,897 14.74
9 Pampacuyo,
Caj amarca 187 | 281 27} 11,667 826 1 @51 | 3.53 60 133 18 | 2.99 1.60 1.28 5.87 31,435 7.21
Colpar, Junin
10 415 | 581 1.0 as 19,036 320} 768 [I,581 6,97 47 3.31 tg | 7.32 4.12 3.31 14.75 35,540 18.07
NOTES ~ Data from 19 sets of deslgn plans furnlshed by DIS
t. Plpe Cost/Direct Cost
2.  Admlnlstration Cost/Total Cost
3. Materlal Cost/Dlrect Cost
4. Labor Cost/Dlrect Cost
5. Insurance + Soclal Costs = BOf Labor Cost
6. Materlal + Labor + Insurance and Soclal Costs
7. Dlrect Costftotal Cost
8. Dlrect Cost/Actual Populatlon [Cost In Soles)
9. Aduinlstratlon Cost + Dlrect Cost




(%)

RECOMMENDATION: That in future submissions careful
attention should be given to ensuring that minimum
pipe sizes are used., This could result in substan-
tial savings to the project which could be used to
construct additional systems or to fund an incentive
plan for greater project output (see Appendix D).

It should be noted that the design criteria used to
develop the projects submitted for review were the
same as those used for larger villages (1,000 to
2,000 inhabitants). While this was done to make the
maximum use of existing staff and procedures, the
team feels that as the proposed regional offices are

established, significant modifications in criteria
and procedures will be necessary to allow the use of
standard designs and procedures specifically adapted
to the smaller villages (less than 500 inhabitants)
envisioned by the AID project.

RECOMMENDATION: That DIS start work on developing
revised standards and procedures to govern future
efforts in this area. These should be institutional-
ized as quickly as possible.




Chapter 3
TECHNICAL ASSISTANCE PACKAGE AND RECOMMENDATIONS

3.1 General

The Project Paper provides for funding 35 months of technical
assistance (TA) efforts. After reviewing the proposed pro-
gram, DIS resources, and desired results the team recommends
that the TA package be restructured and used to enhance proj-
ect delivery in three areas:

(1) The development and implementation of the regional
offices along with the necessary back-up at the cen-
tral office.

(2) The establishment of long-term mechanisms for opera-
tion/maintenance and the development of human resour-
ces at all levels.

(3) The operational investigation of critical and/or
bottleneck areas.

As these are slightly different from the areas proposed in the

Project Paper the team presents the following discussion of
these areas followed by a series of recommendations.

3.2 Regional Office Development Expert

The development of local branch offices for DIS in the various
regions of the country is of critical importance to the long-
term success of this loan.

The basic concept of the proposed regionalization is based on
the DIS’s decentralization of its operation for this program
and the creation of six regional offices that are fully capa-
ble of the following activities:

(1) Carrying out DIS responsibilities for the AID-assis-
ted project.

(2) Developing the regional and village level human re-
sources that will be required for the long-term oper-
ation and maintenance of the proposed drinking water
and sanitation systems.

(3) Providing back-up assistance to existing systems and
start-up advice to the new systems.

To do the above, it will be necessary to establish a regional
office liaison group in DIS/Lima. This group will be respon-
sible for: 1) establishing and overseeing the operation of
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the proposed regional offices; and 2) developing a regionally
based training scheme s¢0 that appropriate numbers of human
resources at all levels (semi-professional designers, village
promoters, operation and maintenance personnel for regional
and village levels, etc.) will be available as needed at the
regional and local levels.

To assist DIS in designing and implementing the above-men-
tioned concepts, the Project Paper provides for 24 man months
of technical assistance to implement this plan. After
reviewing project needs, the team developed the scope of work
presented in Appendix E. The terms of reference call for a
professional who is well experienced in the management of
village water supply and sanitation programs in Latin America
and who is proficient in writing and speaking Spanish to work
directly with DIS acting as a:

- catalyst for the process of establishing and placing
in operation the proposed regional branch offices in
the DIS regions;

- coordinator and supervisor of the entire TA package;
and
- director of the human resources development effort as

well as an instructor in various courses.

In the Project Paper it is proposed that the time of the con-
sultant be divided into three periods (one of 18 months and
two of three months each). In view of the difficulty of find-
ing a professional for such a ghort time the team suggests
that the period of the consultant should be a continuous 24
months. The team feels that using a consultant from Peru or
from some other Latin American country instead of bringing one
in from outside would be less expensive and the quality of the
technical assistance would be better for the program. The
funds saved should be used to help finance an incentive plan
for the program as explained below and in Appendix D.

RECOMMENDATION: That USAID should provide DIS with the
gservices of a well experienced village water and sanitation
engineer or manager for a period of 24 continuous months.
This person should be fluent in written and spoken Spanish and
English, should have had experience with the proposed regional
office concept, and preferably be a Latin American.

3.3 Regional Incentive Plan

The success of a decentralized organization depends on (1) a
close 1linkage between the central office and the regional
offices with a clear definition of the duties and responsibi-
lities of each and (2) continuing supervision from the central
office,. Standards, guidelines, and goals are set at the



national level to be implemented at the regional level. A
properly designed and applied incentive plan helps to assure
that the goals established at the national level are met at
the regional level and prevents delays of months and even
years which occur when there is no incentive for the regional
offices to meet goals established in Lima. Such a program was
successfully established several years ago in Argentina, and a
modified form of the incentive plan has been in use for the
water supply program in Sri Lanka. The details are covered in
a report which is attached as Appendix D.

The team suggests that the funds saved by engaging a regional
office development expert from Latin America instead of from
outside the area should be used to finance the cost of an in-
centive plan. This would accelerate the installation of the
regional offices and ensure their design, construction, opera-
tion, maintenance, and training capabilities, as well as
accelerate the implementation of the water supply and sanita-
tion subprojects under the present loan. It is strongly sug-
gested that DIS be requested to match these savings in order
to ensure their long-term participation in such a fund.

RECOMMENDATION: That USAID/Peru reschedule the savings which
will result from the local or regional recruitment of a re-
gional office development expert from Latin America to finance
an incentive plan and that this financing be supplemented by
matching funds from DiS. 1t is further recommended that the
services of Engineer Guillermo Orozoco of Medellin, Colombia,
be obtained to explain the plan in detail and assist in adapt-
ing it for use in Peru, He helped to originate and implement
the plan in Argentina and recently assisted in a similar way
in Ecuador.

3.4 Human Resources Development Expert

In order to staff and keep the proposed regional offices
operating for the 1life of the systems they will service, it
will be necessary to design, install, and operate over the
long term a human resources development scheme.

This activity should be divided into two areas: 1) establish-
ing a locally based operation and maintenance capacity so that
there will be a minimum of "down time"™ for individual village
systems and so that the systems will provide the maximum of
health benefits to users; and 2) recruiting and training the
regional office oriented sewi-professional technicians who
will serve as the key element in the development and dissemi-
nation of the "rural water/sanitation" system user concepts.
Each of these activities will focus on how the village opera-
tor can and will be supported in the performance of his duties
versus technical training per se.

-1 =



RECOMMENDATION: That the human resource development expert
should work under the regional office development expert re-
Terred to in Item 3.2. He will need initially three months to
design the proposed operation and maintenance and other train-
ing schemes and afterwards two one-month visits to assist DIS
to install the proposed scheme, Finally, there will be a need
for him to make a one-month visit to develop corrective ac~
tions to make the system more effective at the regional and
village level.

3.5 Environmental Sanitation

After reviewing the Project Paper’s recommendations regarding
environmental sanitation (ES) it was felt that the overall
project effectiveness would be improved by reallocating one
month of the time assigned for the environmental sanitation
expert to that of the maintenance expert called for in the
technical assistance program, This raises the technical
assistance component level of effort in the maintenance area
from five (5) to six (6) months.

RECOMMENDATION: That one month of the time originally allo-
cated for environmental sanitation education should be reas-
signed to strengthen the work of the proposed maintenance

expert.

3.6 Operation and Maintenance Expert

The operation and maintenance expert should be experienced in
the operation and maintenance of rural water supply and sani-
tation systems and in the training of semi-professional tech-
nicians and unskilled system operators at sites near their
villages. He will be expected to travel to and stay at the
regional offices for extended periods of from three to four
weeks.

The semi-professional technicians who will be trained for this
work will be drawn from the region and will be expected to
serve in the proposed regional office under the supervision of
the regional engineer and the technical guidance of the DIS/
Lima operations and maintenance director.

RECOMMENDATION: That the human rescurces development expert
who will assist the regional office development expert concen-
trate on (1) strenghthening the village operator s long-term
operation and maintenance capabllity; and (2) developing semi-
professional technicians who will serve as regional office
promoters, designers, and educators.
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Chapter U

DEVELOPMENT AND STAFFING OF REGIONAL OFFICES
AND RECOMMENDATIONS

4.1 DIS Plans

In 1981 DIS had the personnel shown on the attached map in the
various areas of the country working on rural water supply
programs, In some cases they were direct hire employees of
DIS. In other cases they were paid by MOH but seconded to DIS
and supervised by DIS. In other geographical locations the
MOH staff assisted DIS with its water supply programs. For
example, the engineer in Cajamarca is a DIS employee, and he
has a "téenico sanitario" assigned to work with him by MOH
(not shown on the map). In Ancash the staff shown is part of
the MOH available to work on DIS projects when needed.

DIS plans to install its own staff--providing the minimum
staff required in Cajamarca for the first year and then en-
larging as necessary to handle the growing number of systems
which are planned for each year. As the program gets under
way and it is possible to recruit staff, the regional office
in Ancash will be staffed with DIS personnel. MOH personnel
will be used until DIS staff are available. Next, or simulta-
neously if possible, the Regional Office in Junin will be de-
veloped. This process will be continued until all of the six
regional offices are functioning.

Whenever possible, advantage will be taken of the MOH
"téenicos sanitarios" who have worked with MOH in the regions
and so are familiar with the area and the people. Arrangements
will be made with MOH for transfer to DIS staff, seconding
with DIS payment, and seconding with MOH payment or loan.

4,2 Appropriate Staffing Pattern

The staffing pattern shown in the Project Paper (see figure 1)
is the optimal pattern which may be needed when a regional
office is in its third year of operation. By that time the
office should be responsible for the construction of 30 sys=-
tems and for providing back-up assistance for the 0&M of an
additional 30, while assisting in developing designs and
studies for an additional number of systems. :

Taking advantage of the fact that the office will probably bhe
located in an MOH hospital, the team suggests that the basic
staff for starting a regional office consists of the follow=-
ing:
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Regional engineer
Técnico sanitario
Draftsman

Promoter

Secretary
Chauffeurs

Skilled laborers
Unskilled laborers

POTODN ma = s s

The accounting and watchman needs will be taken care of by
hospital personnel.

As the workload increases, the staff will be increased to take
care of the regional office needs and in the third year will
probably reach the level indicated in the Project Paper.

DIS is contemplating the need for setting up subregional offi-
ces in three of the regions because of the difficulty of
reaching some of the areas in those regions from the regional
offices. While the team concurs with this concept, the sige
and composition of the subregional office staff will depend on
. where the subregional office is located and the possibility of
using MOH facilities and staff. It will probably be similar
to the staff indicated for the start-up period of the regional
offices.

RECOMMENDATION: That the regional offices of DIS be started
with a basic staff to meet the demands at the time the office
is being organized, taking advantage of whatever help may be
availlable from MOH until DIS staff can be recruited and train-
ed. One regional office should be organized with the basic
staff indicated (or an existing regional office should be
brought up to this strength) as soon as possible, Additional
offices should be brought up to basic strength so that at the
end of the first year regional offices will be organized and
functioning in three regions. The other three offices will be
organized as the program is extended to the remaining regions
of the program.
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Chapter 5
INTEGRATION WITH PRIMARY HEALTH CARE

5.1 General

The need for close cooperation between the present Rural Water
Supply and Sanitation Program and the Primary Health Care Pro-
gram and the need for integration of the two programs is self-

evident.

Discussions were held with members of USAID, DIS and MOH to
understand the problems that exist and those that are antici-
pated. The proposed workshop discussed in the next section is
considered to be an important step in identifying potential
problems and in trying to solve or avoid them.

A second step is suggested in Section 5.3. This section out-
lines the formation of an association of the personnel in-
volved in the Water Supply and Sanitation Program (ARAS).

Additional suggestions are made in Section 5.4 below in an at-

tempt to prevent problems in the future with the latrine ele-
ment of the program.

5.2 Qrientation Workshop

Inasmuch as the present Rural Water Supply and Sanitation Pro-
gram is quite different from previous programs in that it is
directed at villages with populations below 500, it involves
standards, approaches, and methodologies quite different from
those required for programs designed for large population con-
centrations. It is not a question of scaling down. The suc-
cess of these efforts will depend on the application of tech-
nologies appropriate to the needs of the villages involved.

Thus, new approaches must be developed. Guidelines must be
prepared, and those who are to implement the program must be
helped to understand the philosophy and the simple technolo-
gies which are so fundamental for the success of the program.

The workshop will provide a forum for presenting the philoso-
phy and techniques to those who will be responsible for imple-
menting them, Therefore, advantage should be taken of the
workshop to indoctrinate not only DIS staff but the primary
health care (PHC) staff in the region.

It is planned to hold the workshop in one region first and
then later on in each of the other regions of the progranm.
Present thinking is that the following persons will partiei-
pate:
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USAID--Project managers for the Primary Health Care and
the Rural Water Supply and Sanitation programs.

DIS--Personnel from the central office involved in the
W3&S program, the regional engineers and other regional
staff including the técnicos sanitarios concerned with the
program.

MOH--Director of Health of the region. Técnicos de salud
assigned to the DIS staff but paid by MOH. Others whom
the director might indicate,

Observers-=To be invited.

It is proposed that the workshop last approximately four days.
The team proposes that the time be distributed as follows:

Day 1: Presentation by DIS of the objectives, approaches,
and technology to be used to promote, design,
operate, and maintain and back up the individual
systems.

Day 2: Presentation of DIS administrative procedures for
supporting the regional offices.

Day 3: Discussion of material presented. An opportunity
will be provided for each principal participant:

- to define his role in the program as he sees
it

- to define his concepts of the roles of the
other principal participants;

- to develop a list of the principal differences
as expressed by the participants;

- to study the differences and suggest methods of
resolving the differences.

Day 4: Discussions of strategies of how all three groups
(i.e., AID, DIS, and MOH) will work together to
ensure appropriate linkage between the project and
MOH s primary health care efforts,

This exercise should reveal some of the causes which are pre-
venting an effective coordination between the DIS WS&S program
and the MOH PHC program and result in the beginning of more
effective coordination.

RECOMMENDATION: That full advantage be taken of the proposed
orientation workshop to explain the philosophy and technolo-
gies to be used in the implementation of the present project
in villages of less than 500 population, not only to the DIS
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staff but also to the MOH staff who may bhe involved with the
project in the regions. Advantage should be taken of this
workshop, and of those to be held in the future, to develop a
close working relationship between DIS and MOH personnel.

5.3 Regional Water Supply and Sanitation Association

e o s v —— —— i

{Asoclacion Regional de Agua y Saneamiento——ARAS)

It is suggested that the members of the DIS Regional Water
Supply and Sanitation offices and their counterparts in the
Ministry of Health be encouraged to form an association with a
subsection for system operators and members of the village
water supply and sanitation committees.

The association could provide a forum for discussing common
problems, for providing closer relationships among the various
people involved and their agencies, Meetings c¢could be spon-
sored periodically. Eventually the ARAS could be extended to
cover all the regions in the country.

The present Inter-American Association of Sanitary Engineering
(AIDIS) could serve as an example and might even be interested
in helping to organize an ARAS,

RECOMMENDATION: That assistance be provided for investigatin
the possibility of developing an ARAS, and, if considered fea-
sible, for helping in its formation.

5.4 Development of an Integrated Latrine Program

The present program provides for the installation of a latrine
in each dwelling being supplied water by the same program.
Peru’s Plan de Imglementacién provides for the installation of
a total of 20,140 latrines during the five years of the pro-
gram, The maximum annual production required in any of the
six regions is 1,370 latrines., This does not justify the in-
stallation of a special "taller" (factory or workshop) consid-

ering the fact that MOH already has facilities for making the
necessary slabs in most of its regions.

RECOMMENDATION: That arrangements be worked out with MOH to
make in its "talleres" the slabs needed for the present pro-
gram to supplement those made by the householders in the vil-
lages with the understanding that the slabs will be available
on a schedule to be mutually agreed upon with the method of
payment to be negotiated. It is further recommended that the
results of the studies mentioned in Section 8.1.1 below be
used as the basis for designing the slabs to be used for the

rogram. That the "tecnicos sanitarios" of the DIS regional
offices under the direction of the regional engineer be re-
sponsible for programming the installation of the latrines
either before or during the actual construction of the water
supply scheme In each village and that he be responsibie for
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stimulating the villagers, with the assistance of the local
health promoter to install, use, and maintain their latrines.
He will also be responsible for assisting in the installation
of the multiple installations which are programmed for schools
and other places.
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Chapter 6

TRAINING PLAN

6.1 In-Country Workshops

The first in-country workshop has been commented on in Chapter
5. Provision is made in the Project Paper for other workshops.
Deciszions will bhe made on content and timing as the progran
advances and in accordance with the needs of DIS and the con-
sultants provided under the technical assistance portion of
the program.

6.2 Observation Trip Sites

As DIS is in the process of changing from a centralized to a
decentralized organization it is important that the staff,
particularly the administrative staff at both the central and
regional levels, have an opportunity to observe the effective-
ness of decentralized operations in other countries,

RECOMMENDATION: That administrative staff of DIS at both cen-
tral and regional levels be provided the opportunity to ob-
serve decentralized rural water supply operations in Colombia,
Venezuela, and Panama. One of the observation trips should be
scheduled to coincide with the AIDIS Congress to be held in
Panamd. This would provide an opportunity for the D1s engi-
neers to participate in the congress, to exchange ideas with
other engineers working on water supply and sanitation proj=-
ects and to discuss the philosophy of AIDIS leading to the
formation of the Regional Association for Water Supply and
sanitation in Peru as mentloned 1in Sectlon 5.3.

6.3 Professional Training

While the main thrust of the training package included in the
Project Paper is for intermediate and community level person-
nel, it is suggested that training should also be provided for
at least a few professionals so that DIS can start to prepare
technical managers for the time when the program will cover at
least six regions.

RECOMMENDATION: That at least one engineer be provided with
the onportunity to study in a Latin American university and
that one be sent abroad to obtain a master s degree in sanita-
ry engineering.
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Chapter 7
PROCUREMENT AND WAREHOUSING

7.1 Procurement

A list of material and equipment was prepared by DIS based on
experience, presented in the Plan de Implementacidén as of
March 1981, and was modified and approved in August 1981.
This list is now being modified (in light of the 10 detailed
system projects) to provide material and equipment for the
first 30 systems which were scheduled to be built in the first
three regions. This material was to be ordered locally the
week of January 31, 1982,

The next step, which is now in progress, will be based on the
design of five more systems. This will consist of preparing a
list of materials for the 70 systems designated for 1982 and
the 90 for 1983. The material will be obtained by interna-
tiongl bidding. The date for this bidding is still not deter-
mined.

A major bottleneck in this effort is the lack of sufficiently
detailed project information from which lists of materials can
be prepared quickly. This bottleneck is caused by the lack of
staff to prepare the studies and designs and further exacer-
bated by the difficulties of making the necessary field stu-
dies from January through March.

While nothing can be done about the weather, DIS should take
advantage of this time to recruit and train the staff that
will be needed to do the studies and designs. If possible,
this staff should be recruited from the regions to which they
will be assigned and brought to Lima for a short practical
training and orientation period with the DIS staff now in-
volved in designs and studies.

In addition, an incentive plan adapted to the needs of the
program could do much to accelerate the development of de-
tailed plans. The incentive plan would make it possible to
attract candidates for the positions involved (studies and
designs) because it would make it possible to reward the staff
members above their basic wages for producing more than 1is
usually produced. .

The need for early procurement of materials underlines the
need for the early development of training programs for the
staff which are urgently needed to provide the studies and
designs.

While recruiting and training are under way it is suggested
that the studies and designs might be done by contract with a
local firm of engineers and closely supervised by the existing
DIS staff.
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RECOMMENDATION: That the staff necessary to develop studies
and designs for the 170 systems scheduled for 1962 and 1983 be
recruited at once and trained for their specific duties. This
will allow the necessary material and equipment lists to be
prepared at an early date thus allowing the material to be
purchased on the international market in time to be available
for use in the second half of 1982 and in 1983.

RECOMMENDATION: It is further recommended that an incentive
plan be introduced to facilitate the recruitment of the needed

staff and to speed up the preparation of studies and designs,
as well as other aspects of the program,

RECOMMENDATION: In the meantime, it is recommended that local
contracts be let for the preparation of studies and designs
under the supervision of existing DIS staff.

7.2 Warehousing

Warehouses will be required in each of the regions to store
material until it is needed on the projects, Final warehous-
ing at the project sites is provided by the villagers as part
of their contribution to the subprojects.

DIS is in the process of obtaining warehousing facilities in
the regions included in the program. It is suggested that
consideration be given to extending the warehouse to include a
small office for the operation and maintenance back-up to be
provided in each regional office to support village mainte-
nance efforts. In addition, this regional O0&M office should
have the facilities necessary to make repairs which cannot be
done in the village, but which do not require major work.

RECOMMENDATION: That the warehouses which are not to be c¢on-
structed in each of the program regions shall include adequate
space for maintenance work which may be required for equipment
installed in the region under the present program,
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Chapter 8

STUDIES/EVALUATION

8.1 Studies

8.1.1 Comments on Wellin and Latrine Studies

The questionnaire being prepared for the Wellin Study was
reviewed and found to be complete as far as the water supply
situation is concerned. While admittedly that is the objec-
tive of the study, it was found that only one quarter of a
page of the study is devoted to excreta disposal.

It is suggested that advantage should be taken of the Wellin
study and its methodology to obtain valuable information on
excreta disposal. This information would include personal
preferences and customs which are even more critical to the
success of an excreta disposal program than to that of a water
supply program. See Appendix F for some items which might be
added to the Wellin Study.

Provision is made in the Project Paper for a latrine study to
determine defecation habits, attitudes toward latrines, and
their utilization and maintenance. This should be done. The
suggested additions to the Wellin Study would supplement the
study proposed in the Project Paper.

Discussion with DIS staff indicates that to date no provisions
have been made for the latrine study and that more urgent
matters are being given a higher priority. The study should
be carried out soon if it 18 to serve as a basis for the
latrine program proposed in the Project Paper.

RECOMMENDATION: That the items suggested in Appendix F be
added to the Wellin Study and that arrangements be made soon
to carry out the latrine study as proposed in the Project

Pager.

8.1.2 Comments on CEPIS Q&M Work

The team attended a meeting at Centro Panamericano de Ingenie-
ria Sanitaria (CEPIS) on January 21, 1982, where the project
was discussed with Engineer Marroquin (Director, DIS Water
Supply and Sanitation Program), Engineer Bacigalupo (Director
of DIS), and representatives of CEPIS.

Discussions are still taking place regarding CEPIS s under-
taking the urban 0&M portion of the program and DIS the O0&M
aspects of rural systems. The overall program will be coordi-
nated by CEPIS. It has been agreed that CEPIS would prepare a
modified work plan based on the discussions for DIS review and
input.
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RECOMMENDATION: That the resources of the present project de-

signated for studies and evaluation be redistributed to make

it possible for DIS to participate in the CEPLS Q&M project.

This should be done only if the current project can he reor-

iented to include small village (less than 500 inhabitants)

water supplies.

8.1.3 Sﬁggested Handpump Study

Inasmuch as an important element of a water supply program for
rural villages with fewer than 500 inhabitants will require
the installation of a number of wells with handpumps for vil-
lage use, it is suggested that consideration should be given
to the stimulation of the loc¢al manufacturer of handpumps that
will stand up under village use. AID has an ongoing program
to assist in the development of this type of manufacture. A
locally manufactured handpump has many advantages in addition
to stimulating local industry. The pump can be adapted to
local needs and is generally much less expensive than an im-
ported pump. Spare parts are readily available and do not
have to be imported.

In several other countries AID has assisted in surveying the
need for locally manufactured handpumps, in locating local
foundries with the capability of manufacturing the pumps, and
in setting up foundries to manufacture the pumps. AID/Peru
may wish to consider such assistance in Peru.

RECOMMENDATION: That AID ascertain the need for and the pos-

sibility of the local manufacture of handpumps in Peru and if

feasible should consider assisting in the development of such

a program.
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Appendix A

WATER AND SAMITATION FOR HEALTH (iW/iSH) PROJECT
ORDER OF TECHHICAL DIRECTION (0TD) HUMBER 74

Decenber 15, 19581

T0: Dr. Dennis Warner, Ph.d., P.E.
WASH Cantract Project Divectnr

FROM: Victor W.R. Wehman, Jr., P.E., Ps(}) L&)LO
AID WASH Project Nanager \
S&T/HEA/CHSS

SUBJECT: Provision of. technical Assistance Under WASH Project Scope of Work
- for USAID/Peru

REFS: A) LIMA 12213, 10 Dec 81

1. WASH contractor requested to provide technical assistance to USAID/Peru as
per Ref. A para. 2.A-D,

2. UASH contractor/subcontractor/consultants authorized to exXpend up to a
tnotal of 40 person days of effort over a 3 month period. Recommend this be
acconplished hy one WASH CIC staff officer and one expericnced, Spanish fluent
sanitary engineer private consultant.

3. Contractor authorized up to 35 person days of international per diem to
accomplish this effort.

4. Contractor tn coordinate vith LAC/DR/HM (C. Hantione - A32-9488),
LAC/DR/ENGR (C. Matheus) and Peru AID desk officer and should provide copies
of this OTD to them as well as keep them informed of periodic progress, ETA's
of consultants etc. Contractor should ensure that country clearance for
consultants is obtained from mission before travel is initiated. MNission
contact in Peru is !lr. Paul White, AID Project Manager. MNational Directorate
of Sanitary Enginecring (DSE) (implementing organization) contact is

Mr. Carlos Marroquin, DSE Project Manager.

5. Contractor to field consultants to Peru by 8§ January 82.

6. Contractor authorized tp provide up to tuwo (2) international round trips
for consultants from Washington, D.C. fo Lima, Peru and return to Washington,
D.Ci'to accormplish tasks referred to in para. 1 of this 0TD.

7. Contractor anthorized local travel in Peru as necessary to accomplish
mission, i.e., rental of vehicles, small aircraft, horses, etc., NTE $3,000
vithout prior approval by cable of AID project manager. USAID/Peru encouraged
to support consultant's Tocal vehicle travel to the extent possible within the
resources availahle to USAID/Peru.

8. Qontrqctor authorized tn obtain sccretarial, graphics or reproduction
services in Peru to extent necessary to acconplish nission NTE $800 vithout
approval of AID WASH project manager.
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9. Contractor to provide final draft report to USAID/Peru hefore returning.
Final report due within 30 days of return of consultants to U.S.

10. Contractor *to hold briefing and debriefing scssion for tean inviting LAC
and S&T/HEA concerned officers.

11. Mission should be contacted immediately (a copy of this OTD telexed to
them -- Attn. Paul White) and technical assistance initiated with consultants
in country hy 8 January 1931.

12. Appreciate your pronpt attention to this matter. Good luck

VW :ja
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PAGE 01 L IMA 1616512 4490 @59244 AIDE142
ACTION AID-35 '

<2

ACTION OFFICE LACQ-82 .

INFO LASA-~03 LADP-%03 LADR~G3 AAST-@1 C-01 CALI~@2 CMGT-02
CTR-G2 STAG-M2 STHE-G1 STRO-02 ENGR-02 HHS-03 EPRA-@3
RELO-081 MAST~@1 AGEE-BL /841 AL 410

INFO OCT-@@ AMAD-G1 /D36 W

—————————————————— 2055506 1016532 /28 -

P 1615582 DEC 81

FM AMEMBASSY L IMA

TO SECSTATE WASHDC PRIORITY 9962

UNCLAS LIMA 12213
AIDAC
FOR: LAC/CONT AND DS/HEA/EH/WASH PROJECT OFFICER

EOQ 12865: N/A
SUBJ: TECHNICAL ASSISTANMCE ~ RURAL WATER AND ENVIRONMENTAL
SANITATION PROJECT 1B27-6221)

1. USAID/PERU REQUESTS IMMEDIATE TECHMICAL ASSISTANCE FROM

THE wWASH PRCJECT TO ASSIST THE MIS3ION EVALUATE THE FIRST

30 PROPOSED GRAVITY WATER SYSTEMS TQ COMMUNITIES OF LESS THAN
500 INHABITANTS FINANCED UNDER RURAL WATER AND ENVIRONMENTAL
SANITATION PRQJECT (527-6221), SPECIALIZED WASH ASSISTANCE IS
NEEDED TO BE CERTAIN PROPOSED SYSTEMS ARE NOT OVERDESIGNED AND
TO ASSURE MISSICN THAT EVERY POSSIBLE APPLICATION OF APPROCPRIATE
TECHIMOLOGY HAS BEEN TAKEN INTO ACEQUNT, WASH ASSISTANCE wILL
ALSO BE UTILIZED BY THE MINISTRY OF HEALTH S NATIONMAL DIREC-
TORATE OF SAMITARY ENGINEERING (DSE) TO DEVELCP A SZIMINAR TO
PROMOTE GREATER CCORDINATION BETWEEN WATER AND HEALTH CFFICES
AND TO ASSIST DSE IN THE PREPARATICN OF A PROCUREMENMT PLAN
TARING INTO ACCOUNT WASH' S DESIGN AND APPROPRIATE TECHNCLOGY
RECOMMEMNDATIONE. MISSION EXPECTS THAT EXPERTISE PROVICED BY
WASH AT THIS STATE WILL BE MOST BENEFICIAL.

2., SCCPE OF REQUIRED SERVICES AS FOLLOwWS:

A, PERFORM A TECHMNICAL REVIEW OF 30 WATER SYSTEM SUB-FRODI
THIS REVIEW SHCOCULD PROVIDE RECOMMENDATIONS ON THE FEASIH:
LITY COF SELECTED SYSTEM DESIGNS FOR BEMEFICIARY COMMUNI -
TIES AND ON TECHNOLOGIES TO LOWER PER CAPITA COSTS. _

B, ASSIST DSE DEVELOP A METHODOLOGY AND CONTENT FOR A SEMINAR,

TO BE GIVEN BY DSEALT0O ENCCOURAGE CLOSER COORDINATION AMCNG —
HEALTH ADMINISTRATORS, PRIMARY HEALTH TECHNICIAN%NAND WATER

SURPPLY AND SANITATION TECHMICIANS. ']

C. REVIEW AND COMMENMT ON AREQUAGCY OF DSE' S LLOCAL AND INTER-
NATIONAL PROCUREMENT PLAMNS.

D. ASS5IST DSE IN ANALYZING TA REQUIREMENTS "IN PLANNING AND
ADMINISTRATION, SYSTEM DESIGN, MAINTENANCE AND EDUCATIONM
AREAS, AND IN DRAFTING SCORES OF WORK FOR IMMEDIATE TA NEEDS.

3. CONSULTANT' S PRINMCIPAL COMTACTS WILL BE PAUL WHITE, AID
PROJECT MAMNAGER, ‘AND CARLOS MARRQQUIN, DPSE PROJECT MANAGER.

4, MISSBSION ESTIMATES THREE WEEKS OF CONSULTING TIME FOR ONE
CONSULTANT OR A SHORTER TIME IF TWO COMSULTAMNTS ARE AVAILABLE,
SPAMNISH FLUEMCY IS MAMDATORY., SERVICES SHOULD B2E PROVIDED
DURING MONTH OF DECEMBER OR JANUARY.

§. IF NECESSARY MISSION PREPARED TO ISSUE PIO/T TO PROVIDE
FOR XIN-COUNTRY TRAVEL CCSTS.

6. PLEASE ADVISE WHEN ORDER OF TECHNICAL DIRECTION IS ISSUED.

Ronmrd s/t (k) )14/

& |okSH  12/14/¢]

1 oo -
U:;C‘i a’"l\l:} ): E\ U
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Appendix B

Itineraries
Charles Pineo
Washington, D.C. to Lima January 14, 1982
Lima to Washington, D.C. : February 2, 1982
David Donaldson
Washington, D.C. to Lima January 17, 1982
Lima to Washington, D.C. January 30, 1982
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APPENDIX C

Persons and Institutions Visited

USAID/Lima

386 Ave. Espafia
Lima, Peru
Telephone: 286200

- Mr. Paul E. White, Chief, Division of Community Ser-
vices and Project Leader, Rural Water Systems and

Environmental Sanitation Loan

- Ms. Janet Ballantyne, Chief, Health Education and

Nutrition Office

- Ms. Genny Martinez, Acting Chief, Division of Family

Health
- Eng. Edilberto Alarcon, Chief, Engineering Division
- Ms, Mary Likar, Capital Development Division

- Mr. Mike Rogal, Controller
- Mr. Tom Geiger

- Veronica Ferrero, Special Projects Officer

Centro Panamericano de Ingenieria Sanitaria (CEPIS)
Los Pinos £ 259

Urb. Camacho, Monterrico

Telephone: 354135

- - Ing. Rodolfo Saenz, Director Interino

- Ing. Carl Bertone, Technical Coordinator
-~ - Ing. Adalberto Cavalcanti, Asesor en Area
Comercial

Banco Interamericano de Desarrolo (BID)
3245 Republica de Panama

Lima, Peru

Telephone: 415639

- Ing. Rubén Flores
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Servicio Nacional de Agua Potable y Alcantarillado

Ministerio de Vivienda

Lima,

Peru

Telephone: 723998

Ing. Alfonso Zavala

Ing. Jerdnimo Mazzini

Ministerio de Salud (MOH)

Avda. Salaverry s/n
Jesls Maria

Telephone: 323535

Dr. JesOs Toledo Tito, Secretario de la Comisién Na-
cional de Atencién Primaria

Direccidén de Ingenieria Sanitaria (DIS)

Avda. Salaverry 1238
Jesds Maria
Telephone: T16810

Ing. Javier Bacigalupo, Director DIS

Ing. Carlos Marroquin, Director Programa de Agua y
Saneamiento Rural

Ing. Pablo Valdivia Chacén, Jefe del Dpto., de Obras y
Agua Potable

Ing. José Tejada Villegas, Jefe del Dpto. De Ingenie-
ria Sur de la Divisiof de Preservacidén y Supervi-
sibén de Obras.

Ing. Reynaldo Escobar, Jefe del Dpto. de Proyectos y
Estudios

Sr. Vargas, Promocidn y Desarrolo de la Comunidad

Ing. Alfonso Figueroa Coello, Sub-Director de Direc-
¢ién Ingenieria Sanitaria
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Appendix D

Incentive Plan

Introduetion

During the two and one-half years following the signing on
August 26, 1965 of the Inter-American Development Bank loan for financing
the first stage of the rural water supply and sanitation program in Afgentine
only four water supoly systems were completed., True, assistanée gég been
provided for organizing Provincial rural water supply offiégs, ﬁér making

surveys for a number of systems, projects had been designed by s?me of the
Provincial offices and approved by SNAP in Buencs Aires. Constr;ction had
been started dn a few projects. Hoﬁevef, progress was much slower than
required to meet the goals established at the time the BID loan was made.
Drastic action was required to speed up all phases of the project. Wwhile
the incentive plan was conceived to meet this need, the methodology used
may be adapted easily to meet other needs as well. )

Background

Argentina is divided into 22 provinces, each of which 1s autonomous

and has its own constitution and institutions for providing services for its

. inhabitants. However, before the develcpment of the Plan for Rural Water

Sﬁpply ar-l Sanitation which resulted in the formation of SNAP (Servicio
Nacional de Agﬁa Potable and Saneamiento Rnralj on December 2, 1@6&, there
were only a few Provincial constitutions that contained specific clauses
covering the provision of these services to rural communities. Some work
was being done but on an gg;hgs.baéis and it was estimated in December.l96h
that less than 7% of the rural population had satisfactory water supply

services while more than 70% of the urban population was being served.
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fhe Rural Water Supply Plan, developed by’ the Ministerio de

-Bienstar Social y Salud Publica, based on the concepté of the Carta of

Punta del Este, with the technical assistance of the Pan American Health
Organization, fixed as the first.step of the Plan the goal of providing
L00,000 people in rural commmnities (100-3,000 population) with gatisfactory
wvater supply services using national, provinecial and local funds supplemented
by an international loan (ﬁrov&ded by the Inter-American Develépﬁegt Bank
(BID) in August 1965). _ :,
The first year after the BID loan ($5 million with $S.;illion

counterpart) was signed was spent in helping the previnciai offi;es to
organize, providing them with technical assistance on makiﬁg the necessary
surveys, organizing the commuﬁities for Qartiqipation in the program, .
developing projects and getting them approved by SNAP.

¢ But this was not enough. The Provineial oifices were not Qell
organized, in fact they did not even exist in several Provi;ces. The
offices could not attract competent perscnnel as the salariés offered were
low. The offices could not obtain enough funds to make it possible for the |
staff Qhen it did exist, to go out to the town:s, make the negessary surveys,
help to promote the Plan with the commmities and to enlist their help in

organizing to assist with their own systems.’

Develooment of the Incentive Plan (Plus) in Arpentina

At this point the representatives of SNAP with the assistance of
the sanitary engineer from the Pan American Health Organization made an
analysis of the situation to detefhine the cogstraints on the program and
to look for solutions to the problems involved.

-

-32~

L1



L v

vy

s

-3-

One of the first things noted was the need for continuing contact

_between the SHAP office in Buenos Aires and the Provincial rural water

supply offices (SPAR - Servicio Provincial para Agua Rural) to provide
technical assistance and technical supervision. The SPAR office is strictly
Provincial and comes under the regulations and control of the Prbvince, The

following diagram indicates the responsibilities for the rural water supply

-

program at the various levels.

Planning o

Setting Standards . 4
National SNAP Technical Supervision .
Level . - 9 Administration of Funds

Provided by Government
Technical Assistance

Prepare Projects
Provincial SPAR Construct Systems
Level N Administration of Funds for Projects
' Supervision of Operation and Maintenance

. Community Participation in Carrying out the Planning
Community - Organization ﬁ for and Construction of the System
Level Cenerally a Operation and Maintenance °
' Cooperative Administration

Tt was decided that the country should be divided inmbo six SNAP
Regions with three or four Provinces in each Region, Each Regi;n was staffed
with well qqélified SNAP people to provide to the SPARs technical assistance
in engineering, administration and accounting, and in social promotion.

Continuing contact and supervision from the National level was to be main-

tained by SNAP with the SPAR's through this division of responsibility.

Next the slow rhythm of activities was analyzed to determine why
progress was falling so far behind schedule.,;It was found that many peopls
were working only part time on the project activities because thé Provinciﬁl |
salaries were_s§ low, also that it was difficult to get competent staff at

those low salaries. Moreover, even with well qualified stafg available,
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there were many times when the staff could not vigit %he towns where they
were suppoéed'fofbe working, becanse there wefe no vehicles available, nor'
money enough to pay for per diem, ggsolinehof.eféh?bus'fare. Hence, the
staff was handicapped.

The Incentive Plan (sometimes called Plan Plus) was originated to
overcome these difficulties. The main objective of the Plan is for SNA? to
help the SPAR offices set realistic goals and then ;ssist them té Aeet the
_ goals by: ' ' _ .

a. Providing to the SPAR office an incentive payment té be
. divided among the employees who participate iﬁ'working
toward the goals, basea oﬂ the percentage of the goals
accomplished, and
b. providing a fund for each SPAR office to help pay fer
per diem, transportation, even vehicles, so that the
| program is not held up because of lack of required
mobility of the staff,

Methodology of the Incentive Plan

Guidelinés were set specifying the activities for which annual
goals were to be established by each Provincial SPAR office (see' Annex A).
Points were established for each activity, for instance ejght poigtq were
allowed for the completion of each socio~economic survey with the data
tabulated and analyzed. If a goal of five surveys was set and all five
'we:e'cémpleted during the year then the SPAR office would earn LO points
for that activity. ' -

At the beginning of each year an agreement is worked out by SNAP

representatives with each of the SPAR's specifying (a) the goals for each
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of the activities and indicating the monetary value.oy the poinis to be
earned for-{eachéng or partially reaching the goals; (b) the financial
support t; bé}provided the SPAR by SNAP for per diem, etc.; (c) the amounts
the SPAR is to.céptribute toward carrying out its rural water supply program;
(d) the salary to be paid by SPAR to each of its employees working:on the
program; and {e) the amount of the incentive payment (contributed by SNAP)
each SPAR employee is to receive. The method of distributing the incentive
money is determined by each SPAR - sometimes it is based on a perbgnéage of
the SPAR salary, sometimes it is divided equally among the employ%?s, some-
times an ext;a amount 1s allotted to those contributing the most éo the
activities with the highest point value} i.e., if a high value is set on
- project design, then those mqst directly connected with the design of the
projects will receive a higher percentage of fhe incentive payment. The
incentive payment has often been between 30 and L0% of the SPAR salary.
Every three months the SPAR office reports to SNA? in Buenos Aires
on the progress actually achieved during the quarter. The report is
evaluated, usually by the Regional personnel who recommend acceétance of
the report or modifications based on fheir close contact with the progress
in the Provinces for which they are responsible. Payment is m;Ae b& SiAP
tb each SPAR based on the number of po'nts earned. -This money is.then
divided among thez SPAR employees in accordance with the scale fixed in the
SNAP/SPAR annual agreement. |
Payment for financial support is made beforé each quarter so‘that
the money will be available for use 'during the guarter and reported at the
"end of the quarter. This allows the SPAR employees to make their field
trips when they neeé to do so and ffees them from any constraints that may

arise because Provincial funds are not available.
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The guidelincs have been modified two times from the original set
issued in April.1969 (in December 1971.and January 197L). A fourth set of
guidelines is in preparation for issuance in April 1975 (see Annex A for a
comparison of the salient features of each of the four guidelines),}/

The incentive plan has been kept dynamic by frequent anaiysis of
the results of the plan and of the needs of the rural water supply program.
As might be expected, as a result, the incentive-plan has been ﬁédif}ed
considerably from its original form, although the basic principlég and
methods have remained the same, New activity categories were addéd after
experience with the first set of guidelines, to provide an incentive for
getting reports in on time, also to pr&?ide aﬁ incentive for controlling
.the operation and maintenance of the water supply systems once they were
built, establishing a comparatively high value for this activity.

Next the assignment of point value was superseded by assigning a monetary

value for the attainment of the goal established for the varicus activities.

The activities were grouped so that instead of the original seven activities
which were expanded to nine in the second set of guidelines, only four broad

activities were considered in the third guidelines and more emphasis was

- placed on the preparation and approval of projects. At this time the size

of a project was also taken into consideration so that approval of z project.

for 6,000 people would be worth pesos 25,000 as comparéd to pesog 7,000 for .

a project for less than 500 people.

The fourth guideline, now under discussion, has extended the

size-of-system consideration to include the carrying out of the project,

l/ Copies of the four guidelines are attached to the original of this report.
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as well as for project approval. Also additional payment is made for approval
of projects which include treatment plants. Another aétivity has been ndded,
namely to cover progress of construction in comparison with the planhed
progress. Moreover, it is proposed to evaluate and report prégress only
three times a year instead of four times as has been done in the }ast.
(This proposed change has been objected to (a) by the Provincialloffices
because it delays the payment for achievements accomnlished and thus reduces
the incentive for which the payment is being made; and (b) by sbme’of the
people in the SNAP foice because the reporting will not coincid; with the
quarterly r;porting required of them under the BID loan.) -

Each set of guidelines coﬁtaiﬁs saﬁples of the forms to be used
Iin reporting progress, also specific instructions on definition of terms,
what is included in each activity, how the forms are to be completed and
when each~one is due. Each successive set of guidelines is more specific

end more explicit. . . ' ’

" Factors Influencing Progress of the National Rural Water Supply Program in

éggentina

It is obvious that all of the accomplishments of SNA?.since the
inception of the rural water supply prograﬁ in Argentina in 196L are not
atiributable to the incentive plan. It is equally obvious that the incen-
tive plan has contributed much to the program.. X

The incentive plan, as developed for the.SNAP program in Argentina,

is unique, A study of the accomplishments; with the assistance of this
plan, provides an opportunity to consider the_éffectiveness of the plan
under the ideal circumstances which existed from the formulation of the plan
in late 1968 to the end of the first BID loan at the end of 1970 as well as

during a period of less than ideal conditions including political changes
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which have occurred since the signing of the second BID loan in October 1971,
Progress ol the various phases of the rural water supply program is shown '
year by year from 1966 through 1974 in Annex B,
Some of the factors influencing progress of the program are alsg
indicated on that Annex. These factors are 1isted chronologically below.
a. The goal for rural water supply established in 1961
as part of the Carta de Punta del Este served as th:e ; )
stimulus for the formation of a comuitiee to study :’
the rural water supply nceds iﬁ Argentina and to rec;m-
mend steps necessary to meet tho;e needs. Out of th;se
recormendations grew the éervicio Nacional de Agua
Potable and Saneamiento Rural (SIA?) initiated by
decree on December 2, 196kL. |
b. The next factor was the signing on Augnst 3, 1965 of
the Inter-American Developmen® Bank loan for S million
‘to help finance a $10 million program to provide water
faupply for 215 towns of 300 to 3,000 population. '
¢. The division of the country into six Regions and the
jnauvguration of the SNAP Regional seryices early.in
1968 to support the Prov.neial offices (S®AR) with |
technical assistance on the engineering, administr;tive
and accounting, and community development aspects éf the
rural water supply program pro;ided a much-needed liaison
between the national level SNAP ;ffice and the SPAR
offices.

d. The 1hception of the incentive plan near the end of
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1968 did much to stimulate the rural water supply

pregram in the provinces as detailed previously.

Although the first BID loan was completed early in
1970, activities started under that loan continuea
throughout the year and the largest number of projecté
(119) was completed during that year.

Due to the lack of international financinz and the:
financial difficulties faced by most of the provinces

in 1971, coupled with the fact that in many cases the

provincial budzets were not approved until late in the

year, progress on the.rurél water supply program slowed
appreciably during 1971. Even the incentive plan was
allowed to lapse for about a year as indicated on

Annex B,

l The second BID loan was not signed until October 1971,

nearly two years after the first loan was completed.

"Much of the rhythm attained during the last years of the

- £irst loan was lost. Even the reinstatement of the

incentive plan in 1972 with the issuance of a reéﬁsed
set of guidelines did not provide the stimulus which
was given by the original incentive plan. Part of éhis
was probably due to the fact that the amount of funﬁs
provided- through the incentive plan was not increased
at the rate of inflation that prevailed at that time
and the amount of mone& received under the plan by the

individual decreased in proportion to his salary, so
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the incentive to produce was not as higﬁ as during
- the period 1968 through 1970..
h. Discontinuance of the liaiscn between SNAP and the
SPAR's, supplied by the SVAP Regicnal staff, with the .
disbanding of this staff in March 1973 for all except
one of the six Regions.
i. The elections,change in government and resulting
change in employees in the higher levels of both
SNAP and the SPAR's has caused a disruption in the }
progress of the national rural water supply p;;gram;
j. A further slowing effect ﬁas been caused by the
scarcity of construction materials, particularly of
plastic pipe, fittings, cement and reinforcing steel.
In spite of the constraints on progress caused by the factors listed
_in items (f) through (J), the morale of the staff of both SNA® and of the
SPAR's visited was high. They were enthusiastic for the program and strong
in praise of the benefits that accrued to the program through the use of the
incentive plan. a

Accomg;ishméhts of SNAP with Assistance of the Incentive Plan

With the stimulation of the incentive plan, the rural wates supply
program in Argentina has been transforﬁed from an ad hoc approach under |
. which some provinces built a few small water supply systems with public
hydrants, into a national program under SNAP, Q}anned and carried out by
‘ SPAR's throughout the country, providing water through house connectioﬁs from
systems which are oparated and paid for by the peoplé receiving the services,

-
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Responsibility for the national program has been decentralized to
the Prdvin;esuﬁiih coordination, programing on a country-wide basis, pre-
paration of guidelines, training, administration of the incentive plan,
partial finanéﬁﬁg for the program with national and international funds, and
overall supervision of the program continuing at the national SNAP level,
Assistance in maintaining the all-important liaison betwgen SNAP
and the SPAR's for carrying‘oui the national rural water supply'péogram,
including administration of the incentive plan, was provided froﬁ§1968 to
March 1973 by the staff assigned on a Regional basis at the S} a office in -
Buenos Aires. Both the SNAP office and the SPAR's are urging that this
staff be brought up to full strength at-once from the present staffing provide&
for only one of the six Regions. _
The following accomplishment may be attributed directly to @he
incentive plan: '
a. Planning at both national and provincial 1éve13has
been brought &own té a realistic basis. From the point
‘of view of the provincial offices, the planned goals
‘must be'aftainable so they are kept realistic. .Frmn
ihe point of view of the SNAP office, the goals must
be high enough to meet tle requirements of the overall
national rural water supply plan and also challenging
enough.ror the provincial staffs.
b. Close cooperation has been developed between SNAP and
"the SPAR's bridging éhe gap between provineial autonomy'
and a national plan requiring the participation of all

the provinces, .
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c. Provincial offices have been organiied with the

"'~ technical guidance and assistance of the national
SNAP office. The inducement provided by the incentive

" plan has made it possihle to attract the staff needed to
carry out the rural water supply programs. Additional
training has been provided for this staff by special
programs organized by SHAP. ‘These progrars have £qen
for engineers, administrative and accounting peféonnsl,
promoters to work at the community level (part q? the
success of the rural water gupply program-is a result
of the close liaison deveioped by the promoters with
the communities in their provinces), operaters and
administrators for the individual systems.

d. An esprit de corps has been developed among the staff
at both the SNAP and provincial level., The'majority of
the personnel are enthusiastic about the program in spite
‘of the various setbacks which have occurred durihg the
-past few years. This has been fostered by SNAP by

" including the provincial staff in planning s;ssions
.required for programing and for nodifying the guide-
lines for the incentive plan. With the whole provincial
office working toward the same goals, a spirit of
cooperative effort has developed which has made it
possible to meet éhose goala.ﬁ

e¢. In addition to providing for the payment of a bonus

to the SPAR employees for meeting predetérmined goals,
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the incentive plan also provides a special support

_". assistance fund to pay for travel allowances and to

give the staff the mobility required to carry out the
rural water supply program. This fund has made it
possible for the SPAR staff to continve working in

the ficld even when provincial funds are not available.
This has removed one constraint which often delayed
work because the staff could not go to the field as:f

required for the timely carrying out of the program.f

See Annex C for the amount of money assigned ﬁy SNAP

to the SPAR in the Pro?in&e of Santa Fe to finance the
cost of this special assistance support fund and of the
fund for paying the bonuses for the SPAR employees in
comparison with the cost of the contracts awarded for
constructiqn of.water supply systems in that Province -
from 1969 through 197h.

?or a comparatively small additicnal investment_throﬁgh
the incentive plan payments, the rural water supp}y
program has been speeded up considerably, resulting not
only in providing water supply serv1ces for more people
in a shorter period of time than was being done before
the incentive plan was initiated, but making it possible

to do this at a considerable saving over what the

systems would have cosf later on due to inflation.
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Budpet for SNAP Prepram and Incentive Plan
(0fficial rate - Argentina peses 9.%0 = USSL has varied
- -~from pesos 5.0 = U35l in 1971 to prescnt value)

Incehtive
SNAP Plan
+ ., Budget Budget Percent
1973 38,919,000 3,000,000 8
197 77,903,000  L,000,000 s
1975 1Lk, 977,000 4,870,000 3
5 g 10 ::ag o o o
%3‘: 9 %E // -
DU 8 -r-c‘H
Lo hit &
3B
- 7]
3L 61/
b: 5 O'... .I‘..l."..l II.I.'I.... .l'.l‘.l..l .
1971 1972 1973 197L

g .

Unfortunately the amount assigned for the incentive
"~ plan has not kept pace with the expansions of the
program, nor with inflation so the incentive is not

\

as attractive as it was Juring the first years of

&
-

the plan. _
g. The incentive plan has been kept dynamic by analyzing,
priodically, progress of the.;arious element of the
program such as numbers of studies completed, projects '
prepared and constructed, thus pin-pointing constraints

on the program and making it possiblé to adjust the .
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incentive payments to help speed up the element

“causing the delays. These analyses and adjusiments

have been reflected in the three revisions to the
original set of guidelines for administering the
incentive plan,

The incentive plan assumes constant contact between
the national level (SHAP) with the provincial level ’
(SPAR) and the village level, first, through the
preparation at the first of each year of the plan
and various goals for the year, then through the
quarterly reporting and cﬁecking of progress "toward
meeting those goals, all of whiqh requires contact with
activities at both the provincial and commnity levels. .
As the provincial program projected for each year is
quite likely to be ;arried out as ccheduled, it'is

possible to work with the commnities sufficiently

'4n advance of actual construction to assure full

"participation of the community without stimulating

community interest too far ahead of the first .
indications of work on the project. This scheduling .
mﬁkes it possible to order materials well in advanqé
and have them on the site, thug_avoiding delays. Too
often in the past community interest has been aroused, -
cooperation promised and then 1on§ delays of up to a
year or more have caused the villagers to lese their

&*

original enthusiasm for the project.
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There are a few drawbacks with the incentive plan. One is the
possibility of creating jealousy among staff in other more or less similar’ &
agencies because of the bonus .received by the staff working under the |
incentive plan. This was noted to a minor extent in Argentina,l but was less
c;f a problem when the SPAR office was isclated from other governmer;tal ®
offices, as was ofien the case.

No method has becn devised to provide for delays beyon& t"he control
of the SPAR office, such as when a project cannot be completed be'cau;e certain 9
fittings or equipment cannot be obtained; or when project plans a;,:e subnitted
to the SNAP office and there is a long delay in their approval. These delays
make it impossible for the SPAR office to meet goals which were based on ®
logical expectations and so¢ reduces the bonus received by the staff.

The incentive plan does take staff time to administer but the

SMAP representatives said that the t¢ime required was relatively small and ®
- the results made it well worth the time invested. ’
[
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Aoplicaticn of the Incentive Plan

Benefits of the Incentive Plan

The incentive plan, as used for the national rural water supply

program in Argentina, may be adapted easily for vse with other types of

programs. It may provide a number of fringe benefits in addition to the

-

obvious benefit of helping to speed up progress on an extensive program

such as a country or regional-wide program reaching many communities and

people. The fringe benefits accrue from the faet that theé inceﬁtive plan

provides a method for:

a'

d.

L.

-

Assuring a realistic planning approach for a program

by requiring g&als that are challenging and also attainable.
Offering salaries above the fixed salary scales of the
agency thus attracting the qualified personnel needed to
carry out a program.

Motivating a staff to reach predetermined goals. .
Determining the constraints on the progress of a

program by periodic evaluations and then offering

higher incentives to overcome the bottlenecks which

.
”

are causing the constraints.

Speeding up progress on a multirhased program by
coorcinating work on the elements of the program to
meet a fixed time schedule,

Helping develop an esprit de corps within an
orgahization working cooperatively ﬁoward common : |

goals known to everyone,

C 47~ , o
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B Bridging the gap betweén an agency at ;he central
iével recpongsible for planning an exicnsive program
‘(Such as a national program) and the iﬁplementing offices
(;utonomous or otherwise) responsitle for carrying =
out the program, over which the éentral agency may ﬁave
no administrative control, and providing liaison .
between the former and the latter, .
h. Taking advantage of the meeting of schedules to aﬁ%id
the cost overruns resulting from delays which may ;
double the cost of a project during periods of inflatioen.
i. ZKeeping a program dynamic‘by periodic evaluations and
revisions of the incentive plan guidelines as required
to meet changing circumstances 6r conditions.

Procedures for Establishing an Incentive Plan

The following steps are suggested ;s a guidg in establishing and
developing an incentive plan:

- a. The program under consideration should be studied to
ascertain the need for the plan. The list,included’
above, of possibie benefits may help in justif;;ng
the use of an incentive ;lan fér a certain program.i
There may be political or streong financial reasons
for &oing everything possib;g po make sure that a
pregram is realistically sched;léd and that the
schedule is maintained. The Argentina program indicates
that an investment of 8 to 10% of the capital cost of

a p;ogram in an incentive plan is Jjustified by the results

!
|
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attéined. This will probably vary from program to

. program and depend on many factors. The important

criteria is that the incentive plan make it possible
for the staff involved in the program to increase thgir
base pay by at least S0%. .
Determination should be made of the components of

the program for which goals are to be establisheds .
The components should be specific and have goals w@?ch
are measurable., See Annex A for the components .
included in the SNAP program. -

The scheduling of each of.the components must be
developed and the relative importance for main-

taining that schedule must be decided upon to assist \.
in establishing the bonus to be paid for achieving

the goal for each component. The bonus will also depend

on the complexity of the component and the time involved

“4n reaching the goal; i.e., it will require more work

" and time to Hesign a water supply system, with a tregtment

plant, for a community of T,Ooo.people than it ;ill to
design a gravity system from a protected source to suroly
a village of 500 people.. The bonus should be set .
accordingly. |

The bonus to be paid for reaching the goal for each
component of the proéram must, be.established, based

on thg existing situvation. As conditions change, it

may be necessary to change the amount of the bonus to

49~
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speed up completion of some component whéch is hclding
back propress on the program. The amouni of the bonus
‘sh;;Id be tied to a cost of living index or to some
ophér index of iﬁflation to assure that the bonué
continues to provide an incentive for réachihg the
established goals.

Clear, specific guidelines wust be developed detailing
the parameters for each component and for its goal, .,

including the date for submitting each periodic report.

Tt is suggested that reports be required quarterly to

provide close supervisioﬁ of progress and to make it
possible for the staff to receive their bonuses at
rather frequent intervals. A bomus received at six-
month intervals loses much of its incentive. The guide-
lines éhould include specimen report'forms. Both the

guidelines and the forms should be reviewed with those

" who are to use them so that there is a clear under-

- standing of the objectives, the procedures to be

followed and the results to be expected. The guide- '
lines should be evaluated periodically preferably at
least oncelevery two yeafs, or as required, and should
be changed as necessary to meet changing conditioné.
While procedures are being developed, it will also be
necessary to assign and train the-staff which will be
responsible for handling the details of the incentive

plan.. At the central or national level this will
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include not only the staff for handling tue detailed

_paper work but also the staff required to supervise

and maintain liaison with the implemcnting officgs.
;ﬂ.is highly desirable to group the implementing
offices into zones or regions and to assign central °
level staff for each of the regions. (In Argentina
the SNAP staff assigned for each of the six regiors :
consisted of experts in technical matters, administga:
tion and operation, and in promotion and community-§

participation.) .

Implementation of the Incentive Plan

Once the above steps have been carried out, it will be possible

to initiate the implementation of the incentive plan. This will require:

a.

The development of a long range plan for the program
with careful scheduling of the annual goals reduired
to meet the objectives of the long range plan.

Bared on the annual goals, preparation by the central

* office with the implementing office of an agreement

specifying: (i) the annual goals for each of the
implementing offices; (ii) the amount of the bonus to
be paid for meeting these goals nlus the amount of -the
administration assistance fund to be assigned; (iii) a
tabulation of how the bonus funds are to be distributed
among the staff of the implementing office; (iv) the .
funds to be assigned by the implementing office for

financing the caéital costs of the program.' This annﬁal
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agreement should be devcloped and signed preferably
t

before the year covered by the agreement has bepun

‘§o that funds ray be allocated and work may proceed

{rém the beginning of the year., Delays in prepaiation
and.signing the agreement will make it impossible to-
reach the goals established in the agreement.

Budgeting and allocation of the funds required to Iiﬁance
the incentive plan. The special administration fum:!'5
should be allocated to a revolving fund in the impléhenting
offices at the beginning of each funding period so that
the money will be available for use during the period.

It ie important that the payment of bonuses be made
promptly so that the money reaches the individuals
involved expeditiously and the full incentive benefit of
the bohus is attained. .
Assistance'to the implementing offices in completing

the necessary reporting forms, at least once, at the
beginning of the use of the incentive plan so tﬁat the

use of the pr;cedures covered by the guidelines will be
well understood.

Prompt evaluation by the central o6ffice of the incentive
plan reports, discussion of any differences and aqﬁhoriza-
tion of payments of the bonus;s which have been earned.
This evaluation will require constant liaison by central °
office staff (preferably using regional staff) with the

implenenting offices and monitoring of progress and

-
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quality of performance in the field to make it
‘ pgésible for the central office staff to judge the
ya;idity of the-reports.

1. Anélysis of the reports to ascertain overall progress
and to determine constraints which may be delaying
progress of the program. Determination of the incen-
tives necessary to overcome the constraints and
revision of the guidelines as required. Any changég

- which may appear necessary should be reviewed with :
staff-of the implementing offices. This analysis of
reports and revision of guidelines will help to keep
the incentive plan dynamic and tuned to the needs of
the program.

It is suggested that a consolidated annual report ?e prepared on
the pregress of the plan, highlighting the contributi?n of the incentive
plan to the accomplishments during the year. This report should also reflect
any factors beyond the control of the central agency and of the i%plémenting
offices, which may have made it impossible to meet the goals established at
the beginning of the year. These might include shortages of material and

supplies; delayed allocation of funds; political factors. .
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APPENDIX E

Scope of Work for Advisor on Establishment
and Functioning of Regional Offices

1. Background

USAID/Peru is providing US$5 million for the construction of
420 small village (500 inhabitants) drinking water and sanita-
tion systems in the sierra of Peru, In addition, they are pro-
viding US$500,000 in grant funds for a technical cooperation
package.

One of the principal concepts of this projects is the estab-
lishment of branch offices of the Direccidén de Ingenieria Sa-
nitaria (DIS) in six provinces to be covered by the project.
Another, is that the work of these offices will be developed
in c¢lose coordination and collaboration with local primary
health care authorities.

2. Objectives of the Advisor

The objectives of this advisor will be to ensure:

2.1 The development and installation of the management,

technical and financial procedures for the six re-
gional branch offices of DIS.

2.2 That the staffing of the regional offices is such
that they can carry out system promotion and design,
supervision of construction, long-term operation and
maintenance back-up, and health education for the
village drinking water and sanitation systems in
their assigned region,

2.3 That training schemes are established for the devel-
opment of semi-professional and technician level per-
sons from the regional offices in the areas of promo-
tion, design, construction, operation and mainte-
nance, and health education philosophy as well as the
procedures and standards of DIS.

3. Proposed Qutput of the Advisor

The work of this advisor should result in:

3.1 The establishment of branch DIS offices that can: 1)
carry out system promotion, design, supervision, and
construction at the local level; 2) provide long-term
operation and maintenance back-up to local operators;
and 3) provide health and user education to those
using the facilities built under this project.



3.3

3.4

The institutionalization of the procedures to operate
the regional offices through the development of pro-
cedural/operation manuals.

Development of a long-term mechanism whereby the re-
gional office staff will be trained in DID design,
construction, operation and maintenance, and other
procedures.,

Eatablishment of a mechanism for reviewing and using
the results of the special research projects.

4y, Proposed Work Plan for the Advisor

In order to attain the objectives of this mission, the follow-
ing activities are proposed:

4.1

.2

4.3

N Y

Once the DIS has established at least one regional
office the advisor will be brought on board.

Using the first office as a pilot, the advisor will
examine the establishment of five other decentralized
branch offices of DIS that would be capable of carry-
ing out the design of the drinking water and sanita-
tion projects in their respective provinces with a
minimum of supervision from the central office in
Lima.

Working closely with the personnel assigned to each
office, the advisor will then help them to establish
the procedures for: a) designing and constructing new
water and sanitation projects; b) ensuring that
existing and new projects are being adequately opera-
ted and maintained; and c¢) carrying out DIS efforts
in close cooperation and coordination with the re-
gional health authorities,

The consultant, assisted by the human resource devel-
opment expert, will also conduect a series of local
training courses in DIS and branch office procedures
for the initial group of office staff. The consultant
will give special attention to the training of semi-
professional technicians who will work under the
general supervision of DIS professional staff ¢to
design local projects and supervise their construc-
tion as well as those who will oversee system opera-
tion and maintenance. With the assistance of the Hu-
man Resources Development Expert, future additions to
the staff will be trained by DIS personnel following
the guidelines and procedures developed by the con-
sultant.
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4.5 Once the first three offices are staffed and trained,
the consultant will act as an administrative advisor
in the establishment of the additional offices and in
the development of strong and close linkages between
this project and local primary health care (PHC) ac-
tivities.

4.6 During the second half of his mission the consultant
will also advise on and stimulate the development of
the special studies called for in the Project Paper
or as modified by mutural agreement between USAID
and DIS.

In order to achieve the above mentioned activities it is ex-
pected that the functions of the consultant will be advisory
rather than administrative in nature. It is expected that he
will be (1) a catalyst for the process of establishing and
placing in operation the proposed local branch offices of DIS,
(2) a coordinator and supervisor of the TA package, and (3) a
director of the human resources development effort as well as
an instructor in various courses.

5. Relationship

The consultant will be stationed at DIS which will assign him
full time four-wheel transportation and cover his per diem for
field visits (from grant funds). He will be expected to travel
to and remain at the local office for extended periods of one
or two weeks at a time,

The consultant’s work plan will be reviewed and approved
monthly by both AID and DIS.

6. Characteristics of Proposed Consultant

The consultant for this mission should be:
- fluent in spoken and written Spanish and English and

- experienced in the management of village water pro-
grams in Latin America

In addition, the consultant should be knowledgeable in conduc-

ting training courses on the semi-professional and technician
level.

T. Proposed Timing and Mission

This consultant should be available to start work once the
first branch office is established.
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APPENDIX F

Suggested Additions to Wellin
Study to Cover Excreta Disposal

The suggested additions to the Wellin Study to cover in
more detail the excreta disposal situation in Ica are
listed below:

1.1

1.2

1.3

1.4

1.5

If there is a latrine, how far is it from the house?
What type is it? (squat plate with water-seal siphon;
riser; type of protective shelter--bamboo, wood,
adobe, concrete block, etc.)

Is latrine clean? What is used after defecation--pa-
per, leaves, corn husks, ete.?

What are the feelings or beliefs of the people about
excreta disposal, privacy, use of squat type or riser
type latrines, with or without water seal?

Have there been any health education programs either
at the health post/center or school about the need
for and use of the latrines?

If the household does not have a latrine, would the
householder be willing to build one if the slab or
whatever type that is provided by the project is
furnished and advice is given on location, construc-
tion of the pit, and protective shelter (assuming
that the shelter is made of local material)?

Possible additions concerning the water supply situation.

2.1

2.3

2.4

Did the householder participate in any way in the
planning for the water supply system? In the con-
struction? In establishing the water rates? In the
operation and maintenance of the system?

Before the system was built, was the householder
advised of his responsibility for participating in
the construction and of the amount he would have to
pay as a water charge (monthly)?

What promotion was carried out before the system was
installed? By whom? Also what health education pro-
gram was carried out and by whom?

During the past three months, and past year, how many
times has a promoter, health educator, or other per-
son from either DIS or MOH visited the town and
talked with the people about the use and maintenance
of their supply system?
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2.5

Are there any women on the local water supply and
sanitation junta?
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