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Abstract

Numerous projects have been implemented and successfully completed with the help of a funding organisation. Much has been done in the field of rainwater collection for crops as well as domestic and livestock consumption. Thousands of kilometres of piping systems have been laid and water tanks, as well as structures for conserving water and dams were built.

But in reality most of these projects never function efficiently or breakdown completely once the donor pulls out.

The question is why? This paper discusses the question as to why this is happening in Kenya as well as all over the world.

Introduction

Water Harvesting can be simply defined as the collection of run-off for one or more economic purposes be they domestic, livestock or crop production. Given that the harvested water comes from rain, various types of structures need to be constructed to tap this valuable commodity.

Various communities all over the world have been building various types of structures traditionally, i.e. water harvesting is almost 4000 years. With the advert of community development in the 60’s and 70’s organisations and governments introduced a top-down approach. As service providers they have suffered unrealistic local expectations with the assumptions that rural people have basic needs for water, food and health. These needs must be met rather than the actual demand and willingness to pay for these services.

Given the centralised nature of most of these development decisions ((boardroom), many of the projects started did not have enough institutional and community support. They collapsed immediately after the donors withdrew their support. To improve the basic project success level, the concept of community participation was introduced. According to the World Bank community participation is defined as an “active process whereby beneficiaries influence the direction and execution of development projects rather than merely receive a share of project benefits" (Paul 1986). The main objectives are to increase community empowerment, build beneficiary capacity, share project costs and to increase project efficiency and effectiveness.

Field experience has shown that project sustainability depends on more than community participation as this only provides an enabling environment for the various players. This gave birth to the concept of community management. It refers to the capabilities and willingness of beneficiaries to take charge and determine the nature of the development affecting them.

Community management is concerned with all issues appertaining to decision-making authority, responsibility and control over project development and systems operations. Management capabilities can be assessed in part by the level of community contributions to systems development and operations.

The willingness of a community to help finance its water and sanitation system is a measure of its management potential. The community that is unwilling to obtain them elsewhere can hardly be in control of its systems. Not only must the environment make contributions possible, but the system users must also be willing to exchange some of their resources for the services desired.

Case Studies

A: Mutagara Water Projects
This project is located in Nyamira district in Nyanza Province. Its original objective was to provide drinking water to Mutagara secondary and primary schools. The second phase was to cover the 40 neighbouring homes. The government's ministry of water assigned a spring in Mutagara, where a small tank was built and a main tank of 500,000 litres to be built on top of a hill. The original idea was to pump water from the smaller tank to the bigger tank from where gravity would take it to the schools and homes.

Result: The system worked for less than 6 months before it failed, only 5 homes got water and the main tank started leaking.

Current status: Water is pumped directly from the small tank at the spring to the school. The system is working at half its capacity.
Question: Why did it fail?

B: Nyakach Water Project

This was a project implemented by the government and SIDA and done through a major contractor (Nyakio). They built treatment and reservoir tanks next to the river Sondu from where pipes and standpipes were laid in an upper and lower division.

Current Status: 

· * The main pump operates at 8 offices

· * Lower line non-functional and standpipes vandalised
· * Reservoir tanks have turned into white elephants

· * Upper line works in parts

· * No system of metering and incomplete stand pipes

Problems: 

· * No sense of ownership

· * Inadequate power supply for the pump and at times lack of spare parts
· * Vandalism of pipes

· * Lack of transparency

Why is it not serving the required populace?

C: Greater Karachuonyo Water Project

Located in Rachuonyo district in the west Karachuonyo Division of Nyanza Province. It was supposed to cover over 400 km2 of West and East Karachuonyo. System pumped from Lake Victoria to treatment plant then flow by gravity to stand pipes.

Implementer – Government of Kenya.

Current status - Functional only at ¼ capacity.

· Problems:


· * Vandalism of stand pipes

· * Washing away of pipes by erosive runoff water.

· * Politics

· * Wrangles within the standing water committee

D: Kasaye Water Ad Sanitation Project

Implemented by the Kenya Rainwater Association and funded by the Swedish International Development Agency (SIDA). Located in Nyando district, Upper Nyakach division, its main objective is to provide clean drinking water, VIP latrines and project springs. Initiated in June 98, we have managed to build 57 water tanks, 56 VIP Latrines, 2 protected springs and trained 35 artisans, hence percentage level of success is 86%. Concept used here was to commit community to identify itself as part and parcel of the project.

A PRA was done where community elected their representatives to the project implementing committee. They elected 2 persons to take care of the finances as bank signatories. They elected 35 artisans from the community to be trained. Other functions were contribution of all locally available materials for work, be involved in the vetting of homes and schools, the actual building of respective structures, the financial management of the project and in the day to day running of the project.

Problems:

· *Cleanliness factor

· *Gate keeper instinct

· *Lack of skills on maintenance

· * Topography

Successes:

· *All structures done as required

· * Community identifies with the project, i.e. any success or failure is handled collectively
· * Change of attitude

· * Rumour mongers treated as outcast

· * Women actively involved in the management of various completed water points and also key advisors for improving water collection methods.

Why is it a success story?

E: Dam Construction-- Earth Dams

Between 1958 and 1976, the agricultural services of the Ministry of Agriculture supervised the building of many earth dams. These were initiatives by the colonial government and the concept intended to provide drinking water for livestock through troughs and through standpipes for domestic consumption.
A survey done in 1996 showed that in the Southern Nyanza region, most of the troughs were no longer there or covered with silt. The dams themselves were overgrown with needs, the siltation level was very high and diseases such as Bilharzia and other water borne diseases were prevalent. Though a revival was tried through introduction of elected dam committees, but not much could be done since the local people don't have the necessary means to finance rehabilitation.

Why did these dams fail, yet they had really been helping the rural populace?

F: Soil and water conservation project

This programme started under the colonial government and involved the building of terraces and removal of stringa weed. A farmer was supposed to line up all the weeds he had pulled out next to the roadside for the agricultural inspector to see, failure to do so meant canning of the head of the family. These works stopped with the advert of Uhuru, most structures were left unattended resulting in huge soil fertility problems.

Even with the introduction of the catchment approach by SIDA, the concept is still a problem in Luo Nyanza due to peoples' attitude and the low economic rating they give to their land.

G: Kumase Projects in Volta Region of Ghana – Okeame Ampadu

Faced with a perpetual water problem, the villagers mobilised to construct an earth dam in 1975. It formed a water surface of 170,000m2. Through 1985 a problem of guinea worms and Bilharzia recurred causing over 45% of the population to be affected. An intervention by external organisations and government failed, since culturally believes held that it is unnatural to boil water. The chief organised a Durbar whereby the community agreed on a slow sand filtration system, asking local talents to do the work. The project, which started in 1986, was commissioned in 1989. Community instituted measures to ensure sustainability through proper maintenance. The Lessons learnt are that the success of any project depends on certain elements, which are:

· * The existence of traditional institutional support

· * The awareness of the problem

· * Leadership qualities

· * Societal; cohesion – local nationalism

· * Unity of Purpose

B. H: Ngusuria Water Project – Kenya M. Mwangola.

The Ngusuria self–help project in Baringo Districts of North Western Kenya, represents a successful community managed project. The Ngusuria women identified the Ngusuria springs, 13km in the Kabarnet range, as the source. An elected project committee with technical assistance from the ministry of water personnel designed initial weir, branch lines and break pressure tanks.

With KWAHO (UNICEF) and Water Aid London coming in as major donors other projects of animal health, income generating (posho mill), agriculture and a dispensary were all incorporated making it a truly integrated development programme. Success hinged on a well-coordinated community organisation, sound leadership, effective training in management and maintenance skills, strong agency back up and above all a conscientious community. All the outside support agencies were called in by the people and not vice-versa.

Role of Women as Managers

Seeing the innovators of water projects, their resourcefulness always has a multiple effect on most projects. Women involvement in drinking water supply activities is marginal; it becomes significant in the maintenance of water points, sanitation and water conservation at home. Given that their representation at committee levels is low, they are not adequately involved in the decision making process.

Considering that rural women account for more than 50% of the rural population due to the higher male-out-migration rates, it logically follows that women are the key actors.

Sustainability is only meaningful if women are identified as the target groups (Jackson Thoya). “The role of rural women in rainwater catchment systems” noting that rural women are the water providers and bearing in mind the accrued benefits of an adequate safe water supply.

The provision of clean and accessible water to rural communities could revolutionise women’s roles by fundamentally altering the existing gender division of labour. For the initiation of any water harvesting projects, there is need to consider both the socio-cultural and structural aspects of the communities including the distribution of socio-economic power and prestige at the local level (Ndege 1992, Kandawire 1987, Thoya 1993).
To ensure success of projects, aspects of community participation have to be adhered to foster a sense of responsibility and ownership. However the enhancement of the capacity of local communities to assume a leading role in the planning, construction, financing and management of new projects need to involve women because women are more directly affected by water issues and they are the majority of the rural population. The success of a community managed RWH project is a function of the extent to which the project team is able to mobilise women and to fit in with the people’s culture and gender division of labour.

Quite often women are never consulted on matters of design, construction, use and maintenance of water harvesting structures. Problems are usually encountered when technology utilised is not compatible with local conditions and the situation of women or the community as a whole. This may make the difference between achieving or not achieving success and sustainability of a water harvesting system. It is necessary to ensure that women are trained in the technical ad managerial aspects of water harvesting systems so that participation is effective.

Conclusion

In all the projects studied the particular constraints to community management are the following:

i) *Suspicion, rumours, misinformation, misrepresentation

ii) *Poor project manning

iii) * Un-coorporative attitude of villagers towards continuous communal labour
iv) * Leadership wrangles

v) * Low socio-economic situation may compromise their self-reliance
The success of any development project will therefore depend largely on the commitment and active involvement of the recipient and not necessarily the donor.

If projects are for the people, they must be planned and implemented by the people, no matter how long it will take, for it will ensure sustainability.
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