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Community level cost centres liberate WASH services from inefficient delivery systems - Lessons from Jalswarajya
, Maharashtra


Provision of sustainable WASH services is a major challenge for many governments. Depletion of water sources, poor quality of water due to pollution, disparity in service levels and poor operation & maintenance systems are some of the issues that negatively influence WASH service delivery. It is difficult to address these due to unscientific planning of WASH services by departments and low levels of community participation in WASH governance. WASH services are not yet liberated from these hassles and shackles. 
Jalswarajya Project in Maharashtra, India attempted to solve this problem by focusing on “community level cost centres” that could liberate WASH service from inefficient delivery systems. 

The Jalswarajya Project was implemented in 3007 Gram Panchayats by the Government of Maharashtra State, India, between September 2003 and June 2011. This project made several fundamental shifts in the key processes and financial procedures, to ensure sustainable WASH services. Village Water & Sanitation Committees (VWSCs) were formed in all project villages as statutory committees of the Gram Panchayat (village governance body). Members of VWSC were empowered to plan for WASH services and execute these plans, and the VWSC also took responsibility for operation & maintenance of WASH facilities. Web based project monitoring system, financial resources and capacity building support were provided to support VWSCs in this process. 

The Jalswarajya Project partnered with Support Organisations, which work at Gram Panchayat level through member NGOs, to support the process of forming a VWSC in each village. The Jalswarajya Project had sufficient number of Support Organisations so that each one could support an average of 10 Gram Panchayat.  The Jalswarajya Project provided each VWSC with funds to meet the service charges of the Support Organisations, which came to around Rs. 1.5 to 2.0 Lakhs/ Gram Panchayat (US$ 3,100 – 4,200) for the entire seven years of the project. 

In addition to the above support on community mobilization, support systems were provided at Gram Panchayat level in the form of Technical Service Providers. Qualified civil engineers, NGOs or consulting firms empanelled by the Jalswarajya Project, who function as Technical Service Providers. The Gram Panchayat had the choice to pick up any one from this list. Overall, 2% of the total costs were allocated for planning support by the Technical Service Providers and a further 5% for supervision by the Technical Services provider during the execution of the work. The VWSC was responsible for making these payments from the grants received from Jalswarajya. 

The VWSC members, Support Organisation and Technical Service Provider formed a team to carry out the steps in the planning process for WASH services in each village. The Support Organisation facilitated a participatory rural appraisal exercise to assess the situation and needs of the community in terms of coverage, priority areas, problems in the village, and preferences. The Technical Service Provider and district level geological experts of Government of Maharashtra conducted feasibility surveys to assess the groundwater potential in all project villages. Since most villages depend on groundwater, the study of local geological formations and potential analysis was considered to be very important part of planning. The Technical Service Provider also conducted engineering surveys of the village to prepare a plan, design and estimate of the proposed WASH facilities. During this stage, source strengthening activities (construction of bandharas, hydrofracturing, horizontal bore, vertical bore, fracture seal cementing etc.) were also identified according to the local situation, needs and suggestions from the VWSC. Typically, a plan would also cover the extension of existing systems and new facilities for pumping storage and distribution. Each plan gives estimates and designs for water supply systems, while some provision was also made for limited and essential sanitation facilities. 
While preparing the plans, the Support Organisation and Technical Service Provider facilitated a discussion on the operation & maintenance of the proposed facilities. Monthly tariff charges were decided by the VWSC, based on the estimates prepared by the Technical Service Provider, and included the costs of maintenance; electricity; salaries; repairs; disinfection services; and stationery etc. Village plans that did not include these were not approved by the Executive Engineer. Additional components such as a capacity building plan and women’s development plans were also included. After approval by Grama Sabha (village meeting), the plans were formally submitted to District Executive Engineer and Zilla Parishad (district level local government body). The approval of the Gram Sabha was considered enough, and the Executive Engineer was only responsible for technical appraisal. 
When the plan was approved, and the mandatory contribution from local villages (10% of total estimated cost in case of Non-tribal GPs and 5% in case of Tribal GPs) had all been collected, then 45% of the total cost was released to the account of VWSC. Project funds are deposited in a separate bank account in the name of VWSC. The Chairman and Secretary of the VWSC are signatories for this bank account; and at least one of them has to be woman. The actual spending begins after sanction of the project.  The VWSC could execute the work or hire the services of a contractor. The Technical Service Provider helped in the process of tendering, scrutiny of tenders and finalisation of contracts, etc. It was observed that in most cases, the work was generally executed by VWSCs themselves. 

After spending about 75% of the advance received, the VWSC could approach Jalswarajya for the next instalment of about 30% of the total cost, dependent on field visits by the district executive engineer to assess the quality and quantity of work done. The third instalment was released after verification of bills, payments, vouchers, quantity & quality of work completed, stock register, payment systems, etc.  In total, the Jalswarajya contributed 90% or 95% of the total cost of the project, as the case may be and 5%-10% of the cost was shared by the local communities. 

When the community is empowered to take decisions and be in charge in this way, several vested interests are kept at a safe distance. There is no excessive emphasis on unnecessary infrastructure, which is the main investment in most of the WASH projects. The discussions at Grama Sabha and support by Support Organisations and Technical Service Providers help in rational decision making on the choice of technology, infrastructure and costs. It is interesting to note that entire Jalswarajya project did not have even a single “multi village scheme”, which is promoted in several states by departments, as the “only” solution. All 3007 Gram Panchayat thought that a single village scheme is best suited to their needs as they could manage the WASH facility themselves and the investments are also reasonable from O&M point of view. The community naturally evolved a strategy for O&M system, by developing tariff rates that are relevant to respective villages. The VWSC gained necessary capacities to manage the facilities and provide sustainable WASH services in the project villages. 

Based on the successful execution of Jalswarajya (2003 to 2011), the Government of Maharashtra is in the process of replicating this to other parts of the state also. The Government of India is also promoting several lessons from this project in the form of new policies and programmes.    
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Rational Costing of WASH Services





The experience of Jalswarajya indicates that the tariff rates for O&M range from 600 to 1000 Rs/year/family (US$ 12.50-21), which is agreed by the state government is not realistic. This is well illustrated in Kabnoor Town, Kolhapuri district, a town of 45,000 people. The initial plan and estimate for water supply system was Rs 12.5 crores (US$ 2,604,000). Subsequent discussions with the Jalswarajya team during the Grama Sabha (village meeting) and with the Village Water & Sanitation Committee helped to rationalise the technological and related costs. The O&M costs of this system are estimated to be prohibitive. The capacities of storage tanks, treatment options were re-estimated and the total cost was reduced to Rs 8.5 crores (US$ 1,770,833). The O&M costs also came down, because of this revision.    








Indirect Costs 


Web Based Monitoring Systems


To support the processes at village level and for better management of the project, a web based monitoring system was developed by the Jalswarajya with support from the State Project Team. Several workshops were conducted with stakeholders and monitoring systems were field tested several times to arrive at the final version. Since most of these initiatives were developed from in-house expertise, the costs were largely staff costs; workshop costs; cost related field level travel and trials. These costs were not separately tracked by Jalswarajya.





The web based data base and monitoring system helps in tracking physical & financial progress; the phase of the project at Gram Panchayat/ Block/District level; the status of physical/ civil works; and progress on capacity building and institution development including women’s empowerment plans, etc. 





A data entry form was filled for every Gram Panchayat every month, which took about 24 person days per month per district. Members of district teams were assigned to collect data from a set number of Gram. About 20 person-days time was spent at district level each month for up-dating the data. 











� Jalswarajya  means - water self rule   
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