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Private sector participation in rural water supply – a viable alternative to state service provision?
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Abstract


Initially, this paper investigates the role of the state in rural water point provision in Niassa province, Mozambique.  In the context of the National Water Policy, it examines the failure of the state in its role as service provider for rural water supply and explores the reasons behind the inability of state institutions to meet demand for water in rural Niassa.


The paper then considers the context in which small-scale private sector participation was introduced into the rural water sector and places this development within global trends in water policy and privatisation theory.  After five years of participation in rural water supply, the private sector has yet to prove itself as a suitable vehicle for service provision – the expected efficiency and quality gains have thus far failed to materialise, and the private sector currently faces serious difficulties in completing projects to agreed deadlines, a factor of crucial importance given the seasonal nature of water point construction.


Finally the paper considers the relative merits and shortcomings of alternative methods of service provision, and concludes that, given the weak funding environment for rural water provision in Niassa, a cheaper more appropriate method of water point construction should be adopted.  Whilst not attempting to lay out a fully developed alternative, the author concludes that an increased degree of community participation in water point construction represents a viable alternative to both state and private sector provision, achieving the dual goals of cost efficiency in donor spending and sustainability of water point infrastructure.
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1 Introduction

1.1 Background

This paper seeks to address the problem of a sustainable system of service provision for rural water supply systems in the province of Niassa in northern Mozambique.  Up until 1997 all rural water supply systems were constructed or rehabilitated by provincially based state-owned enterprises, the Estaleiro Provincial de Água Rural (EPAR).  However the introduction of a National Water Policy (NWP) in 1995 paved the way for small-scale private contractors, empreiteiros, to assume this implemental role from the state and since 1997 such a private sector has gradually emerged in Niassa.  The questions that will be addressed in this paper relate to whether the state failed as a rural water provider, whether the empreiteiros represent a viable alternative to the EPARs, and to explore what other possibilities there are for ensuring that rural communities receive the adequate supply of clean water for domestic use that is enshrined in international law
.

Located along the shores of Lake Malawi in north west Mozambique, the province of Niassa is the largest and most sparsely inhabited of the country’s ten provinces and this reflects the history of neglect and under-development that has dogged the province ever since the formal colonization of Mozambique by the Portuguese in the nineteenth century.  With much of its water supply infrastructure damaged or destroyed by the fifteen-year civil war that followed independence from Portugal, the rehabilitation and reconstruction of water supply systems in Niassa has been particularly slow since the cessation of hostilities in 1992.  This process of rebuilding Niassa has not been helped by the enormous distance (1,300km) that separates the province from the southern capital Maputo.  During the early post-war years an emphasis was placed on the rehabilitation of existing infrastructure with the International Red Cross and other emergency relief organisations aiding the government to decontaminate and protect wells accessing groundwater.  However this urgency has now been replaced with a longer term initiative, and, with the recognition of the fundamental role access to clean water plays in development, the construction of new water systems has become a priority.
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Niassa province is a particularly impoverished region of one of the world’s poorest countries, and as such its water infrastructure reflects this poverty (for a selection of poverty indicators see annex 2, section 8.2).  There are only two functioning small piped water systems in the entire province – in the provincial capital, Lichinga, and in the province’s second municipality, Cuamba; beyond the central areas of these two small urban zones, ground water is accessed predominantly by shallow wells, one metre in diameter and six to twelve metres deep; the use of mechanical boreholes is restricted due to the prohibitively high cost of drilling the boreholes, given that no capacity for sinking boreholes currently exists within the province – a typical borehole costs US$10,000 regardless of whether water is struck or not (interview with Director of EPAR-Niassa).  The government’s preference is for these ground water wells to be topped with Afridev hand pumps, and the suitability of this technology choice will be discussed in due course, but in a province in which some rural communities are only accessible on foot and where there is very little cash in circulation due to the difficulties of trading in a region where even the major roads are untarmacked and virtually impassable during the rainy season, cost is one of the paramount factors in solving Niassa’s rural water supply problems.

1.2 Methodology

The fieldwork for this paper was carried out during a four-month visit to Niassa, where I conducted eleven key informant interviews (predominantly in Portuguese), was allowed access to provincial government archives and spent a week in Maúa district observing a variety of water points and conducting informal interviews with water point users.

1.3
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2
Water Policy in Mozambique

2.1 National Water Policy

Prior to the publication of the National Water Policy (NWP) in August 1995, water policy in Mozambique was governed by the Constitution Act of 1990 and the 1991 Water Law.  Together these two documents amounted to little more than a declaration of the government’s intent to provide a continuous supply of drinking water to the population of Mozambique, whilst acknowledging that water has both common and private uses, the former being free access to meet domestic needs, whilst the latter represents concessions to water rights that could be granted by the government once common needs had been met (Ibraimo, online).  Clearly then, once peace had arrived in 1992, Mozambique was desperately in need of a more comprehensive framework and a policy document to indicate how the government would go about ensuring this continuous supply of drinking water.

At this stage, the government-run EPARs were the only official entity constructing water points in rural areas, although many non-government organisations (NGOs) were also operating in Mozambique on an ad-hoc basis, providing emergency relief to rural communities; the NWP sought to clarify the roles of these and other potential service providers.  In keeping with the prevailing trends of water resource management at the international level, the NWP recognised that access to water and sanitation is a basic human need, that the participation of beneficiary communities was crucial to the sustainability of water points, and that water also has an economic value, which should be reflected in water charges, with the ultimate aim of communities covering the construction and maintenance of their water supply.  These fundamental precepts echo the sentiments expressed by the ‘Four Dublin Principles’ – a set of key principles agreed upon by the international community at the 1992 Dublin Conference on Water and Environment, which recognised water as a finite resource, essential to life, the need for a participatory and gender equality approach to water development and management, and that water should be recognised as an economic good (HRH the Prince of Orange, online).

However the NWP also represented a significant development in the government’s approach to the water sector for two reasons: it made provision for the state’s withdrawal from the direct implementation of rural water points, envisaging instead a role related more to the planning and regulation of the sector; whilst identifying the private sector as a suitable replacement to assume responsibility for the construction and maintenance of rural water points.  Articles 2d and 2e of the NWP stated that the management of water resources would be decentralised, with central government divesting greater responsibility to the provincial and district departments of the Ministry of Public Works and Housing, DPOPH and DDOPH respectively.  Moreover, the government would withdraw from direct service provision in order to concentrate on the planning, financing and regulation of water provision, as well as compiling information systems and training different role players within the water sector (Government of Mozambique, 1995).  Article 2i stated that many functions related to water supply and sanitation could be assumed by the private sector (formal and informal), and the dynamism of the private sector was identified as being crucial to the implementation of the NWP and the provision of a high quality and financially viable service.

The NWP was a relatively broad policy document, laying out the principles on which the government proposed to build future interventions in the water sector – namely: decentralization, the withdrawal of state service provision, and the participation of the private sector.  The actual detail of how these principles were to be achieved was, at this stage, a little hazy, but nevertheless important new precedents had been established; in an internal report, the then WaterAid-Moçambique Country Representative (CR), Ian Westbury, described the NWP as ‘possibly the most significant policy ever to have been passed in the sector, implying major changes in operational style’ (WaterAid-Moçambique, 1999).

2.2
The Rural Water Transition Plan

In November 1997 the National Water Directorate (DNA) published its Rural Water Transition Plan (RWTP), a series of implementation strategies relating to the NWP.  This document added clarity to the principles contained in the NWP by outlining the roles of government agencies responsible for rural water at the central, provincial and district level.  Given the emphasis on decentralization expressed in the NWP, it is of little surprise to find that the RWTP identifies the provincial administrations as being the key role-player in the water sector.  Within DPOPH, the responsibility for rural water lies with the Department of Water and Sanitation (DAS), and as such it is DAS that was assigned the dual responsibility of implementing the NWP and of restructuring the provincial water sector in accordance with the principles expressed therein.  In addition to being responsible for organizing all the water sector role players in the province (private sector, NGOs, spare parts suppliers, traditional leaders and DDOPH) and ensuring that the principles of the NWP were disseminated to stakeholders at all levels (by means of seminars, workshops and a communications campaign), DAS was expected to train the nascent private sector, manage community requests for water points, evaluate these communities, contract the private sector to construct the water points, and evaluate the work of the empreiteiros, logging the results to build up a database of water points and service providers (Government of Mozambique, 1997).  In Niassa at the time of the transition plan’s publication, these tasks were well beyond the capacity of DAS-Niassa, and, even with institutional capacity building support from WaterAid, in 2002 DAS-Niassa remains a some way short of fulfilling the various roles laid out for it in the RWTP (interview with WaterAid-Moçambique CR).

2.3
The Implementation Manual for Rural Water Supply Projects

In December 2001 the central Department for Rural Water (DAR) published an implementation manual containing specific guidelines governing the roles to be played by central, provincial and district government agencies, the private sector, NGOs and the communities themselves in relation to the planning, finance, implementation and management of rural water points.  The major theme of the implementation manual is that rural water supply should be governed using a demand responsive approach (DRA), by which those communities in need of a new or improved water supply would contact local government at the district level, this request would then be passed on to DAS who would contract an empreiteiro to construct the water point according to the community’s specifications.  Such an approach relies upon knowledge of the demand responsive approach being disseminated to rural communities and the existence of a strong and comprehensive community education and participation (PEC) programme; as such much of the implementation manual focuses on the social side of water management.

The implementation manual also reiterates the roles of government agencies as laid out in the RWTP, whilst clarifying the roles of the private sector and NGOs.  The private sector is deemed capable of carrying out a wide range of activities, above and beyond the construction of water points.  These activities are: carrying out hydro geological and socio-economic studies in beneficiary communities; evaluating the construction work of other private sector companies; managing small piped water systems; marketing and distributing construction materials, equipment and spare parts; training social workers and carrying out PEC work within the demand responsive approach.  The social elements of the demand responsive approach may also be contracted out to NGOs.

2.4
The ‘reality gap’ in Niassa

The publication of the implementation manual completed on paper the transition of government from being the direct service provider of water in rural areas, to being a planning and regulatory body, mobilizing communities and monitoring the service provision of the empreiteiros.  However it will take some time for this process occur in Niassa and the actual situation on the ground is much more complex: the government service provider EPAR-Niassa still operates as a state-owned enterprise; effective PEC work is only being undertaken in five of the province’s fifteen districts;
 the empreiteiros only have the capacity to carry out a limited number of constructions and hydro geological surveys each year; no private sector PEC companies, evaluation companies or spare parts retailers exist; and DAS’ own capacity and budget constraints prevent them from satisfactorily fulfilling the monitoring and evaluations role assigned to them.

These discrepancies between theory and reality in Niassa are compounded by two aspects of the NWP which are simply unfeasible given the socio-economic situation in the province.  The first is the government’s assertion that each water point must serve 500 beneficiaries within a radius of 500 metres (Government of Mozambique, 1995).  With a surface area of 129,056 km² and a population of just 916,672 (Instituto Nacional de Estatística, online), Niassa has by far the lowest population density in the entire country.
  This alone would be enough to suggest that such a coverage target would be unrealistic.  However the settlement pattern of returning refugees in Niassa has led to ‘villages’ being very spread out and consisting of smaller hamlets.  It has been suggested that this is a reaction to forced villagisation programmes implemented first by the Portuguese colonizers and subsequently by both Frelimo and Renamo as a method of population control during the civil war (Vines, 1996).  Whatever the causes, the reality is that communities in Niassa are too [image: image3.jpg]


extended and dispersed for every water point to serve 500 people (interview with WaterAid-Moçambique CR).


The second area in which theory and reality diverge in Niassa is with relation to the government’s preferred water point technology – wells or boreholes accessing groundwater using Afridev hand pumps (Government of Mozambique, 1995, 1997 & 2001).  In Niassa, WaterAid, and the International Red Cross before it (interview with Director of ESTAMOS), both found protected wells to be a much more sustainable technology choice for rural areas than hand pumps.  WaterAid-Moçambique has campaigned vociferously in favour of including protected wells as a technology choice, but despite this, the option of protected wells was explicitly removed from the implementation manual.  Whilst a hand pump is a sealed unit, the protected well has a [image: image4.jpg]


lockable cover through which a bucket is lowered on a windlass; government officials maintain that the protected well is prone to contamination, but research carried out by ESTAMOS, a local NGO, and DAS indicates that ‘there is no measurable difference between water quality in protected wells or hand pumps’ (Breslin, 2002).  It is a somewhat contradictory position for the government to be advocating a demand responsive approach which allows the communities to choose the technology most suited to their socio-economic situation, whilst removing the provision for protected wells as a technology choice (cheaper and more sustainable than hand pumps) and thus effectively limiting communities to water points equipped with hand pumps.  A variety of reasons for this policy were suggested to me, ranging from the water quality argument (interview with Director of DAS-Niassa), to the suggestion that protected wells didn’t represent development in the government’s eyes, just as a flushing toilet is preferable to an ecosan latrine
 (interview with Director of ESTAMOS), to the suggestion that it is due to a conflict of interests at the level of central government planning – that those making water policy also have private interests in the companies [image: image5.jpg]


that manufacture the Afridev hand pumps under license in Mozambique (interview with Director of Hidráulica Construções).  Whatever the reason, or combination of reasons, behind the government’s insistence on hand pumps over protected wells, the reality in Niassa is that rural communities are just too impoverished to be able to support even such supposedly low-cost, village level operation and maintenance technology as the Afridev hand pump (Breslin, 2002).

3
EPAR-Niassa

3.1 State service provision

In 1994, 10 EPARs were created across Mozambique in response to the state of emergency which prevailed in the aftermath of the civil war, they were state-owned enterprises but were not, according to the current director of EPAR-Niassa, set up for profit-making ends (interview with Director of EPAR-Niassa).  In effect, this process was merely the renaming of the existing infrastructure for rural water provision, which dates as far back as 1979 (interview with Director of Chitime Construções).  The EPARs were financed using donor funds and many of the EPARs had their own individual donor – in the case of EPAR-Niassa, Oxfam-Belgium provided technical assistance, investment funds and construction contracts from 1994 onwards (Hugman & Whiteside, 1999).  The investment funds were used to buy and renew the necessary equipment for EPAR-Niassa to fulfil its contractual obligations – a manual drilling rig, tractors, trucks, 4x4s and motorbikes, as well as a compressor and several generators and water pumps (interview with Director of EPAR-Niassa).

All of the interviewees agreed that EPAR-Niassa was incapable of meeting the demand for rural water points within the province during the mid-1990s, and the poor quality of work and lack of any regulation of EPAR-Niassa were widely cited as the reasons for the slow reconstruction of Niassa’s rural water infrastructure.  In addition, the process by which contracts were awarded prior to the introduction of the NWP contributed greatly to this slow recovery – communities were occasionally asked to prioritise their greatest development need, and those that listed water as the top priority were placed on a waiting list for a new water point, or, more commonly, the decision would be taken by the government representative, the district administrator, and a community would be arbitrarily awarded a water point by the government (ESTAMOS, 2002a).  From a social mobilisation standpoint, the first technique was incomplete without a hygiene education programme to raise community awareness regarding the benefits of an improved water source, whilst the second method was particularly prone to abuse and nepotism.  Since the 1992 Rio de Janeiro World Summit on Sustainable Development, the issue of sustainability has been the top priority for development projects, and one of the key principles of sustainability, particularly with relation to water projects, is the participation of the beneficiary community (DfID, 1998).  Thus with no community participation in the allocation of the majority of rural water points in Niassa during the mid-1990s, let alone in decisions over water point location and technology type, it can be of little surprise that sustainability has been such a problem with the water points built by EPAR-Niassa.  In a recent survey carried out by ESTAMOS, it was found that 76% of water points constructed by EPAR-Niassa between 1996 and 1998 had broken down at least once, and 56% of the water points did not have an adequate water supply throughout the dry season (ESTAMOS, 2002b).

Prior to private sector participation in the rural water sector, the EPARs were the only implementing agent for rural water points, and as such were able to exert a monopoly over the rural water sector.  Most contracts were awarded directly to EPAR-Niassa by DAR, and the funding for these water points was secured from donor finance – this came predominantly from Oxfam-Belgium but development funds for water projects from the Irish Embassy (Irish Aid) were also channelled directly to EPAR through DAR (interview with Director of EPAR-Niassa), other contracts were awarded on a less frequent basis by other donors.  This lack of competitive tendering or any consistent evaluation of EPAR-Niassa’s construction work resulted in the SOE’s management adopting a complacent attitude towards their work; in 1999 the WaterAid-Moçambique CR (Ian Westbury) wrote that ‘the least pleasant aspect of (EPAR-Niassa’s) position was that it found itself not needing to compete for contracts and therefore a certain amount of arrogance and disinterest in work had set in’ (WaterAid-Moçambique, 1999).  This view of EPAR-Niassa is corroborated by two former employees – Sebastião Ambrosio Chitime and Ilidio Inácio Coropa.  Senhor Chitime, an EPAR-Niassa employee from 1979 until 1997, stated that:

“At the end of the day the problem lay with EPAR-Niassa – they won a lot of work from different donors as well as from the state, but they never took advantage of this – their work was always of poor quality and didn’t have an adequate water supply, or they didn’t finish on time.” (interview with Director of Chitime Construções)

Senhor Coropa, who worked for EPAR-Niassa from 1983 until 1999, left because he felt that his own professional reputation was being tarnished by his association with EPAR-Niassa:

“Within EPAR-Niassa there are too many employees, some with many years experience, but they don’t work well, they have no pride in their work and don’t care if it breaks down.” (interview with Director of Hidráulica Construções)

As the contracts were awarded to EPAR-Niassa directly, the company management was never obliged to submit bids – a standard price per water point was agreed and this was the budget that EPAR-Niassa worked to.  This price has always been inflated and suggests that somewhere along the line money is being ‘skimmed off’ the project budgets, for example the current standard price for EPAR-Niassa contracts stands at 60 million meticais (US$2,500) regardless of the water point location or depth.  Such a pricing policy, coupled with DAS-Niassa’s inability to effectively monitor the quality of EPAR-Niassa’s work, encouraged shoddy workmanship and corner cutting.  The director of DDOPH-Maúa & Nipepe, recalled that the biggest problem with EPAR-Niassa’s work in his districts was the location of the water points:

“The majority of wells built by EPAR-Niassa were badly located – constructed outside of the villages and close to swamps.  The communities with wells built by EPAR-Niassa are now requesting new wells on account of the distance of the wells from their villages…I think EPAR-Niassa were looking for zones with a higher water table, near the swamps it is possible to build a well only four or five metres deep, I think they were looking for zones where they could find water with the least amount of work.” (interview with Director of DDOPH Maúa & Nipepe).
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Clearly a well built to a depth of only four metres will require much less labour than one built to a depth of ten or twelve metres, and thus there would be a large discrepancy between the actual cost of the well and the contract fee paid to EPAR-Niassa.  The lack of evaluation meant that the communities had no recourse to complain about the location of their wells, and many chose to revert to their closer traditional sources – rivers and scoop holes, with harmful health and productivity consequences.
  Also a well built to a depth of only four metres would not be sufficient to guarantee an adequate supply of water throughout the dry season, thus many of the wells built by EPAR-Niassa were needlessly wasteful of donor funds.


Thus despite having access to substantial funds and new equipment, EPAR-Niassa was largely ineffective and grossly inefficient as a rural water service provider.  However this was EPAR-Niassa operating under optimal conditions, as national policy introduced a period of state withdrawal from direct implementation, operations at EPAR-Niassa were to go from bad to worse.

3.2
The implications of the NWP

Whilst EPAR-Niassa clearly failed as a rural water provider, it does not necessarily follow that the adoption of private sector participation in the rural water sector was in response to this failure.  It has already been noted that the NWP followed very closely the prevailing global trends in water policy, but the withdrawal of the state from the direct implementation of rural water projects also echoes the state minimization policies and privatisation programme advocated by both the Bretton Woods Institutions in Mozambique during the early 1990s – a period in which ‘the IMF and the World Bank exerted a massive influence on the policy making process’ (Arndt et al, 2000).  The Director of EPAR-Niassa maintained that the introduction of private sector participation in the NWP was influenced directly by the conditionalities attached to IMF and World Bank loan packages (interview with Director of EPAR-Niassa), and when pressed on this issue the Director of DAS-Niassa conceded that the emphasis on private sector participation may well have come from the World Bank and that, at the very least, the withdrawal of the state’s direct implementation capacity is in keeping with the trends of state minimization that have resulted from Mozambique’s structural adjustment programme (interview with Director of DAS-Niassa).

The implications of the NWP for the EPARs were very serious indeed, with the state having made its intentions in the rural water sector clear, it was the EPARs who suffered the brunt of the shifts in funding within the sector.  By declaring its intentions for the future of the rural water sector without having a timetable prepared for the transition of the EPARs to the private sector, the government made a mistake that it was to repeat elsewhere during the implementation of Mozambique’s massive privatisation programme – the gap between the announcement of enterprises to be privatised and the actual transfer of these SOEs to the private sector made it increasingly difficult for these enterprises to function in the interim period (Cramer, 2001).  Specifically in the rural water sector, the future status of the EPARs is currently pending the findings of a proposed study of all ten EPARs, the tender for this study was put out in April 2002, but as yet no research has begun (interview with Director of EPAR-Niassa); and this is seven years after the first indication of the state’s intent to withdraw from rural water provision!  The net result of this early indication of intent was to greatly reduce investment in EPAR-Niassa, hence rather than witnessing the tendency to ‘fatten the calves’ that Mkandawire documents as a typical feature of privatisations in Sub-Saharan Africa (Mkandawire, 1994), EPAR-Niassa experienced a steady decline in financial assistance from both donors and central government:

“The state’s withdrawal of support began slowly – from 1995 onwards its funding of EPAR-Niassa diminished and once the NWP had signalled the state’s intent no one was willing to invest in EPAR-Niassa and support for equipment purchases was reduced, as a result EPAR-Niassa’s capacity diminished as its assets became obsolete.” (interview with Director of EPAR-Niassa) 

1999 was the last year that EPAR-Niassa received any financial or technical support from Oxfam-Belgium, since then the enterprise has been solely reliant on the income from its contractual work in order to cover its overheads and pay salaries; at the same time the name of the enterprise was changed from EPAR to Água Rural – a change on paper that reflected the reduction in state support for the enterprise.  However, as yet there is no clear framework for the privatisation or liquidation of what is in practice still a state-owned enterprise.  From 1999 onwards the number of construction contracts awarded directly to Água Rural/EPAR-Niassa reduced rapidly: from 40 in 1999 to 25 in 2000 and 20 in 2001.  Part of this decline may be attributable to the decision of other Niassa-based rural water donors choosing to support government policy and allocate contracts to the fledgling private sector.  However the decision taken by WaterAid-Moçambique’s CR in 1998 not to give any more contracts to EPAR-Niassa was born as much of frustration with the enterprise’s inability to deliver good quality projects on time, as support for the private sector alternative (interview with Director of Chitime Construções).  During the last three years, all of Água Rural/EPAR-Niassa’s contracts have come directly from either Oxfam-Belgium, the state budget, or Irish Aid funds channelled through DAR.  This year (2002), is the last year that Oxfam-Belgium are to finance rural water projects in Niassa, and, with the incoming Irish Aid representative pledging to join other donors in support of the private sector (interview with VSO small businesses adviser), the future for Água Rural/EPAR-Niassa looks very bleak indeed.

3.3
Is there a future for EPAR-Niassa?

The impetus for the privatisation programme that has been such a strong feature of the Bretton Woods Institutions’ policy framework for Mozambique has been based upon two main arguments – the inherent inefficiency of SOEs and the need to reduce the fiscal burden of loss-making public enterprises in order to free up public revenues for expenditure elsewhere (Castel-Branco et al, 2001).  However Chang and others have successfully debunked the neo-liberal assertion that private firms are more efficient than public enterprises within a capitalist economy (Chang & Singh, 1992 and Chang, 2000).  Is it then conceivable that EPAR-Niassa could have a future as an SOE in the rural water sector?  Unfortunately not, even taking into account the various policy options suggested by Chang and Singh, it would appear that EPAR-Niassa is ultimately an unviable proposition.
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The clearest policy suggestion would be the privatisation of EPAR-Niassa.  However, after a seven-year period of steadily diminishing investments, the saleability of the enterprise is highly questionable.  In part this is due to the extremely poor state of the enterprise’s assets – by his own admission, the Director of EPAR-Niassa defines his machinery as being ‘in an advanced state of obsolescence and beyond repair’ (interview with Director of EPAR-Niassa); but more importantly the enterprise has far too many staff, and the work force is protected by a labour law which requires the payment of extremely hefty indemnities to laid-off workers.  Currently EPAR-Niassa employs 64 full time staff, whilst the biggest private sector firm has a permanent staff of just eight people (interview with Director of Construções Horizonte).  Bennell identified the issue of saleability as being ‘a key constraint’ to privatisation in Sub-Saharan Africa, and this certainly appears to be the case with EPAR-Niassa.

Chang and Singh’s second policy suggestion is to clarify the objectives of the public enterprise.  However in the rural water sector the objectives of service providers have already been clarified by the policy documents detailed in section two – currently they amount to the carrying out of hydro geological surveys and the construction of wells – no further clarification of objectives should be necessary.

It is also suggested that the lack of adequate incentives (rewards and punishments) is a factor in the poor performance of state-owned enterprises.  The introduction of a punishments system may go some way towards improving the quality of EPAR-Niassa’s work.  However, as has already been discussed, the provincial department lacks the necessary funds and capacity to carry out the monitoring and evaluation procedures currently required by the NWP.  Without this monitoring structure in place there is no foundation upon which to build a punishments-based incentive system.  With regard to rewards, this year WaterAid-Moçambique has introduced a very attractive incentive system (to be discussed in section 4.1), and yet, despite this, EPAR-Niassa failed to submit any bids for the WaterAid contracts, despite being encouraged to compete.

Increased competition from domestic private firms is Chang and Singh’s final policy suggestion, and this has been in place in Niassa for several years now.  However EPAR-Niassa continues to rely entirely on contracts that are awarded directly.  Despite the diminishing size of these contracts, the enterprise continues to avoid competing in the open, competitive tenders with the empreiteiros.

Bad management appears to be a fundamental part of the problem at EPAR-Niassa – when the rural water sector was first opened up to private sector participation, the parastatal would appear to have been in an exceptionally advantageous position.  Not only did it have all the necessary equipment to construct wells (then in working order), but also the wealth of experience accumulated over two decades of implementing rural water projects.  The failure of the EPAR-Niassa management to capitalise on this opportunity is made all the more apparent by the fact that two of the successful empreiteiros, Sebastião Ambrosio Chitime and Ilidio Inácio Coropa, are in fact former employees of EPAR-Niassa who spotted the opportunity offered by the new water policy and left the parastatal to start up their own private firms.
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Furthermore, the reputation of EPAR-Niassa as a rural water point constructor has been severely tarnished by allegations of hand pump theft, over and above the criticisms relating to the quality and siting of its work.  This is a very real and current problem and has been documented by ESTAMOS.  One recent example comes from the district of Mandimba; EPAR-Niassa were awarded a contract to build six wells with hand pumps in the district and duly completed the work.  However ESTAMOS field workers visiting the villages in the course of their PEC programme discovered that the hand pumps had since been removed from all six wells – the villages recalled how the same workers who had installed the hand pumps had returned the following week and removed them (interview with Director of ESTAMOS).  With no recourse to law, there was nothing the villagers could do to recover their stolen hand pumps.  This is by no means a lone example, the theft of another five hand pumps was reported this year (ESTAMOS, 2002a), and whilst the removal of these hand pumps does not deny the villagers access to water (buckets can be lowered through the hole [image: image9.jpg]


left by the hand pump) the water quality will soon become compromised as contamination occurs.  The suggestion is that by using hand pumps twice, in two different locations, EPAR-Niassa is able to cream off the cost of the second hand pump from the donor finances – this type of fraud is facilitated by the lack of evaluations carried out by DAS-Niassa on the projects completed by EPAR-Niassa, and by a weak legal system which offers villagers no recourse to law.

The future of EPAR-Niassa is highly uncertain – the poor state of its assets preclude against any asset leasing arrangements, and the liquidation of the company would entail substantial costs given the indemnities required by the labour law and the fact that many employees are owed pay in arrears (interview with WaterAid CR).

4
The empreiteiros

4.1 Private sector participation in rural water supply

There are two critical qualifications to be made when discussing privatisation theory in the context of rural water supply in Niassa.  The first is the difference between privatisation and private sector participation; and the second is the difference between private sector participation in rural water supply and private sector participation in urban water supply.

Bennell defines privatisation, in its broadest sense, as ‘the full or partial transfer of either ownership rights or management control of SOEs to the private sector’ (Bennell, 1997).  Just as privatisation itself has been described as an ‘omnibus policy’ or panacea, on account of the breadth of objectives with which it is attributed (Cramer, 2001), within privatisation theory there is an equally broad strata of degrees of privatisation, from subcontracting arrangements right up to large-scale full divestitures of SOEs (Kerf, 2000).  On this spectrum of definitions, the dividing line between private sector participation and divestiture revolves around the issue of ownership – put simply, divestiture involves the transfer of ownership of state assets to the private sector, whereas private sector participation does not involve this transfer of ownership (WaterAid-UK, 2001).

Private sector participation in water supply has become a contentious issue in recent years and a wide body of literature has been published on this subject.  However the vast majority of this literature relates to urban water supply; private sector participation in rural water supply is a much newer development and as such research on the subject is comparatively thin on the ground.  This discrepancy in the literature is reflective of the much wider scope that exists for private sector participation in urban water supply.  The reasons for this are due principally to the nature of water provision in rural areas of the developing world, water is rarely piped directly to the home, and is usually retrieved from communal standpipes, hand pumps or wells and then transferred to the home.  With this method of water delivery, it is extremely difficult to collect water charges from rural users, whereas with a piped supply connection charges can be applied and the water supply easily metered (DfID, 1998).  In urban areas a wide range of contractual and leasing arrangements can be applied to municipal water systems (see Annex 2).  However in rural areas, particularly where the water infrastructure is as underdeveloped as in Niassa, the extent of private sector participation is necessarily limited to the subcontracting of construction and associated services.

4.2
A donor created private sector

In late 1995 WaterAid, a British non-government organisation committed to the provision of safe domestic water, sanitation and hygiene provision to the world’s poorest people, began its operation in Niassa.  For the first two years WaterAid-Moçambique used EPAR-Niassa to implement its projects in the province.  However, for the reasons already discussed in section 3, by late 1997 WaterAid-Moçambique’s CR Ian Westbury had realised that alternatives to state provision must be explored, at the time he wrote how:

“…attempts were made to help EPAR-Niassa improve it’s operations, at the same time streamlining management to raise the level of efficiency of the whole structure…the general level of interest has been extremely low…due to the implication in the National Water Policy that the EPARs’ days are numbered.” (WaterAid-Moçambique, 1999)

At the same time, the WaterAid-Moçambique CR was approached by Senhor Chitime with a proposal for a programme to create and assist a private sector capable of rural water point construction (ESTAMOS, 2002a & interview with Director of Chitime Construções).  Funding was secured from the FAO via its intermediary body in Mozambique, INDER, and in a trial exercise WaterAid-Moçambique awarded construction contracts to four private companies: FAN (now Chitime Construções), EICOCIN, ECORPEN and Construções Horizonte.  The latter three companies already existed and had experience of well construction as well as other building works, whilst FAN was founded by Senhor Chitime for the sole purpose of water point construction.  However all four firms were very small, employing no more than a maximum of 12 staff, many on a seasonal basis (Posthumus et al, 1999).


Once these empreiteiros (contractors) had proved themselves capable of water point construction, WaterAid-Moçambique embarked upon a short term credit programme to enable the companies to purchase necessary equipment (these loans were to be repaid using the revenues generated from WaterAid contracts in subsequent years), offered technical advice and provided a vehicle for hire to resolve the transport problems faced by all four companies (Hugman & Whiteside, 1999).  Of the 16 contracts awarded by WaterAid-Moçambique in 1998, 15 went to the empreiteiros and only 1 to EPAR-Niassa.  In response to the findings of an external evaluation, WaterAid-Moçambique provided a managerial training course in June 1999, which was attended by representatives of all four companies as well as Senhor Coropa, the Director of the newly formed Hidráulica Construções.  This three-week course covered seven important aspects of small business management:

· The separation of personal and business finances

· Financial planning

· Costing and budgeting

· Bookkeeping

· Legal aspects

· Organisation

· Safety at work
(Posthumus et al, 1999)
and was greatly appreciated by all the participants, one commented “I want to say with clarity that the management training from WaterAid helped and strengthened us”(ESTAMOS 2002a), what’s more the training manuals provided during the course were witnessed still being used as reference guides in 2002.
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The skills learnt during this training course enabled the empreiteiros to begin tendering competitively for contracts, and accordingly in 2000 the first competitive tender for water point construction was held by DAS-Niassa and WaterAid-Moçambique (interview with Director of DAS-Niassa).  The process by which these contracts are tendered and awarded has changed little over the past three years, although the contract itself has been adapted according to the experience of each well-building season.

The details of water points to be constructed are released in the first week of July and the empreiteiros have one week to compile and submit their bids – during the first two years these were made on a well by well basis.  However in 2002 a new system was successfully implemented, in which the empreiteiros bid for groups of wells (numbering between 14 and 20) located in the same area.  These bids are then publicly announced, before being assessed by a jury comprised of representatives from DAS-Niassa, the Director of DDOPH (the district in which the works are due to take place, in this case Maúa and Nipepe) the donor (in this case WaterAid-Moçambique) and the empreiteiros association (interview with Director of DAS-Niassa).  The results of the tender competition are announced shortly afterwards and the contracts are signed in time for the construction process to begin in the third week of July


Between 1997 and 2002 the actual contract signed between DAS-Niassa, the donor and the empreiteiro has developed in accordance with the experience and lessons learned from each construction season.  By and large the contract has remained the same since 1998.  However details regarding controls and payments have changed from year to year and new clauses have been added as required.  A detailed analysis of the development of these contracts is not necessary.  Though, it may be helpful note the two most important developments.


The first relates to the completion date for well construction – this has been subject to numerous changes, due to the empreiteiros’ inability to complete construction on time.  Initially the deadline was extended annually between 1997 and 2001.  However it was cut this year to November 15th in an attempt to ensure that wells are completed by the time the rains come
 – if the empreiteiros could be relied upon to complete on time, WaterAid-Moçambique would consider 1st December a reasonable completion date (interview with WaterAid-Moçambique CR).


The second relates to the introduction of an incentive scheme by WaterAid-Moçambique.  On the condition that all of his wells are completed by 15th November and to the satisfaction of the donor, DAS-Niassa, DDOPH-Maúa & Nipepe and the beneficiary community, each empreiteiro stands to receive a bonus of US$2,500 to spend on new equipment.  This development was enthusiastically welcomed by all of the empreiteiros and represents WaterAid-Moçambique’s most accommodating concession to the private sector in Niassa to date.  It remains to be seen whether a ‘stick and carrot’ approach to the private sector will ensure the prompt construction of high quality water points, but it is clear that WaterAid-Moçambique has done everything in its power to make a go of private sector participation in rural water provision in Niassa – in the words of the current Country Representative:

“I think we have learned a lot about how to work with the private sector but I think as you have seen we have bent over backwards to do this.” (interview with WaterAid-Moçambique CR)

4.3
Current private sector capacity in Niassa


At the time of the fieldwork conducted for this paper, five empreiteiros (Chitime Construções, Construções Horizonte, Construções Vaila, EICOCIN and Hidráulica Construções)
 were identified as representing the extent of current private sector capacity for water point construction in Niassa.  With the exception of Hidráulica Construções (based in Cuamba), all of them operate out of Lichinga, giving the sector a highly centralised structure.


As table 1 shows, all five companies are small, with none employing more than eight permanent staff, and in comparison with Água Rural (EPAR-Niassa), they are woefully under equipped.  Despite this, all five estimate their construction capacity to be between 20 and 30 wells per year (the construction season lasts from August to mid-November), giving a complete private sector capacity of 125 wells per year.  This is not an estimate shared by the WaterAid-Moçambique CR, or one born 
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	Electric water pump
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	Motorized water pump
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	 -
	 (
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	 -
	 -

	Concrete ring mould
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	 (((
	 ((
	 ((
	 (((
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	Manual drilling rig
	 (
	 (
	 (
	 -
	 -
	 (

	Computer
	 (
	 -
	 (
	 (
	 -
	 (

	Permanent staff
	64
	6
	8
	n/a
	6
	1

	Construction capacity
	n/a
	25
	30
	20
	25
	25

	Key:  
	( - one piece of equipment in good condition
	
	
	

	 
	( - one piece of equipment in poor condition
	
	
	

	 
	N/a – data missing
	
	
	


Table 1: Empreiteiro assets

	 
	1998
	1999
	2000
	2001

	Água Rural
	38
	40
	25
	20

	Chitime Construções
	5
	7
	15
	1

	Construções Horizonte
	8
	6
	9
	11

	Construções Vaila
	5
	5
	0
	5

	EICOCIN
	19
	19
	5
	22

	Hidráulica Construções
	0
	2
	8
	15

	Empreiteiro total
	37
	39
	37
	54

	Total capacity
	75
	79
	62
	74
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out by previous years’ experience – table 2 shows that, whilst the empreiteiros’ construction capacity has increased since 1998, even including the state contracts of Água Rural, the entire construction capacity for the province has never exceeded 79 water points.


When asked what type of assis​tance would be of greatest use to their company’s develop​ment, all of the empreiteiros responded that it was equipment that they sorely needed – requests ranged from tractors to manual drilling rigs down to an electric water pump, clearly WaterAid-Moçambique’s incentive scheme is going to be gratefully received.


In response to previous requests for further management training, WaterAid-Moçambique arranged for a VSO volunteer with a background in management consultancy and project management to spend two years working with the empreiteiros in Niassa.  Melanie Parsons began her placement in April 2002, and has already had a considerable impact on the empreiteiros’ approach to business, offering ‘on the job’ advice and hands on project management where required.  As one of the empreiteiros commented:

“This link between ourselves, Melanie and WaterAid is a very positive development, it has given us the space to air our concerns with WaterAid and helped us to exert greater control over our accounts and budgets” (interview with Director of Chitime Construções)

These sentiments were echoed by the other empreiteiros, and whilst the language barrier continues to cause problems (Miss Parsons speaks very little Portuguese), this will no doubt improve in time.
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In the 2002 tender competition, four new construc​tion companies submitted bids for the contracts.  Whilst relatively little is known about these companies, this would appear to show an element of growth in the private sector, and suggests that, for the empreiteiros at least, private sector participation in rural water provision is an attractive and viable proposition.

4.4
Niassa’s experience of private sector service provision


Unfortunately the reality of private sector participation in Niassa does not live up to the expectations of the three national water policy documents.  In Niassa the rural water sector is dominated by one donor (IrishAid) and two NGOs - WaterAid-Moçambique and ESTAMOS, both of which have sought to use the empreiteiros for water point construction.  However examples of successful private sector constructions are few and far between, with the main complaints echoing those levelled at EPAR-Niassa in previous years: not completing projects before the arrival of the rainy season and a sub-standard quality of work (interviews with Director of ESTAMOS & WaterAid-Moçambique CR).  When asked which were the best of the empreiteiros, the director of DDOPH-Maúa & Nipepe responded that none could be classed as excellent, and in his experience only the work of Construções Horizonte and Hidráulica Construções could be classed as acceptable.  It is still too early to assess the overall quality of the empreiteiros’ construction work in Maúa and Nipepe as most of the new water points have been in use for just two years or less, but the general consensus amongst government agencies and NGOs in Niassa seems to be that, based on recent years’ experience, the private sector is not proving to be an entirely satisfactory alternative to EPAR-Niassa.

	Table 3: Ranking of private sector capacity
	
	

	 
	Rank
	DAS-Niassa
	DDOPH-Maúa&Nipepe
	WaterAid-Moçambique
	Average

	Construções Horizonte
	1
	9
	8.5
	7
	8.2

	Hidráulica Construções
	2
	8.5
	8.5
	7
	8.0

	Chitime Construções
	3
	6
	3.5
	4
	4.5

	Construções Vaila
	4
	4
	4
	4
	4.0

	Água Rural
	5
	4
	3.5
	3
	3.5

	EICOCIN
	6
	2
	2
	1
	1.7



In a rather unscientific yet revealing analysis, the directors of DAS-Niassa and DDOPH-Maúa & Nipepe together with the WaterAid-Moçambique CR graded the six construction enterprises on scale of 1-10.  Table 3 nevertheless demonstrates the perceived gulf in capacity between Construções Horizonte and Hidráulica Construções and the other empreiteiros.


One area in which the empreiteiros have made an impact is in increasing the total water point construction capacity in Niassa.  When EPAR-Niassa was the sole construction agent, the total construction capacity was limited to the 30-40 wells that the parastatal was capable of; with the introduction of the empreiteiros in 1998 this capacity was almost doubled, and the subsequent dip in contracts received by EPAR-Niassa has been compensated for by the growing private sector construction capacity.

	Table 4: WaterAid-Moçambique constructions
	

	 
	1997
	1998
	1999
	2000
	2001
	2002

	Água Rural
	8
	1
	0
	0
	0
	0

	Chitime Construções
	2
	5
	9
	4
	1
	20

	Construções Horizonte
	0
	5
	0
	9
	11
	17

	Construções Vaila
	0
	0
	0
	0
	5
	14

	ECORPEN
	0
	5
	0
	0
	0
	0

	EICOCIN
	0
	0
	5
	5
	0
	0

	Hidráulica Construções
	0
	0
	0
	5
	13
	0

	Abarca-Eupomac
	0
	0
	0
	0
	0
	16

	Total constructions
	10
	16
	14
	23
	30
	67
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The figures for WaterAid-Moçambique’s annual con​structions serve as an ade​quate proxy for the sector in general, and as table 4 shows, the total number of construc​tions has steadily increased up to 2001, before a massive increase of 123% in 2002.  As this year’s well are currently under construction it is difficult to speculate whether or not the private sector is capable of making such a great leap in one year, or whether this unprecedented growth will be sustained in future years.

5
Towards a viable alternative

5.1 Public sector provision


As has been discussed at length in section 3, EPAR-Niassa does not represent a viable mechanism for rural water provision.  Despite the obvious benefits of its alleged ‘not-for-profit’ approach to rural water projects, the incentives, both punishments and rewards, are insufficient to ensure that this lip service is backed up by the necessary high quality work and philanthropic approach in the field.  What would be required, to make a success of public sector provision, would be the combination of a much higher commitment of government funds to the rural water sector together with intensive investment to dramatically improve DAS-Niassa’s monitoring and evaluation procedures.  However it is doubtful that resources for both aspects could be mobilized by the state, given the diminishing levels of overseas development aid channelled through government agencies, the state minimization policies advocated by the Bretton Woods Institutions and the multitude of other pressing development concerns, both in other provinces and other sectors.


Moreover, the Government of Mozambique has unequivocally stated it’s intention to withdraw from the implementation of rural water projects, and investment in EPAR-Niassa has dropped accordingly.  As figure 1 shows, the annual number of water point constructions by EPAR-Niassa has decreased sharply since 1999, meanwhile the empreiteiros have compensated for this decline, increasing their share of the market accordingly.  The withdrawal of EPAR-Niassa’s major donor, Oxfam-Belgium, this year will further reduce the number of constructions carried out by the public sector in 2003, and with EPAR-Niassa’s reticence to compete in the tenders held by DAS-Niassa and external donors, it seems inevitable that EPAR-Niassa will have to be liquidated.  Indeed, the company’s own director sees no other future for the SOE in limbo:

“…there will come a time when Água Rural [EPAR-Niassa] will have no contracts at all, and we will close down, why then, I ask, is the state taking so long to decide this?” (interview with Director of EPAR-Niassa)

5.2
Private sector provision using external contractors


An alternative approach to private sector participation in rural water supply projects, not yet discussed, is the use of external contractors, either from other provinces, from neighbouring SADC countries or even companies from the west, to implement projects in Niassa.  Given that one of the implicit advantages of local private sector participation is the economic benefits derived from the wealth accumulated in the hands of locally based entrepreneurs (which should then theoretically be reinvested in the province), undermining the local private sector in favour of externally based contractors would deny this grassroots economic development.  The short-term capital expenditure of the visiting contractors during their time in the province is unlikely to compensate for the capital flight in the long-term, with the profits from the construction contracts then being invested outside of Niassa.


One of the arguments in favour of the use of external contractors is that these more established and experienced firms will be more dynamic and efficient than the Niassa empreiteiros, and, given the gross inefficiency manifested by the empreiteiros, this is undoubtedly true.  However the distances that these contractors will have to travel to reach Niassa, together with their higher profit expectations may conspire to make external contracting a prohibitively expensive proposal given the low levels of funding currently being mobilized in Niassa’s rural water sector.


Next year this funding situation is due to change dramatically as the African Development Bank (AfDB) prepares to implement its ‘Integrated Water Supply and Sanitation Project’ in the provinces of Nampula and Niassa.  This five-year project, financed by a loan of US$22mn will address a range of issues within the urban and rural water and sanitation sectors.  US$7mn has been earmarked for Niassa, and averaging US$1.4mn a year, represents a much-needed boost to Niassa’s funding environment.  Whether this loan will achieve the maximum possible impact is a subject of debate in Niassa.  Several aspects of the project proposal give cause for concern and WaterAid-Moçambique is considering withdrawing its application to act as the ‘Project Management Unit’ for the ‘Technical Assistance Component’ in Niassa.


The project’s guiding principles are drawn directly from the National Water Policy and associated documents (as covered in section 2), and, as has been discussed above, these policies are not entirely suited to the socio-economic realities of Niassa.  For example, when the AfDB Project Implementation Manual (still in draft form) talks of how ‘the community will decide what type and number of WSS [water supply and sanitation] facilities will be constructed and where’ and that ‘in order to make a well informed choice, the technological options for WSS facilities will be presented to the communities in the form of a catalogue’ (AfDB, 2001), in reality the manual is offering communities two choices: manually-dug wells with hand pumps or mechanical boreholes with hand pumps.  As has already been discussed (section 2.4) within the current economic environment of Niassa, communities are simply unable to sustain this type of technology themselves; despite this the AfDB manual asserts that:

“The government at national, provincial and district level has no active role to play in the operation and maintenance of community WSS facilities, other than monitoring and facilitating. No government agent will be authorised to perform operation, maintenance and/or repair services, except when training local mechanics… OMR [Operation, Maintenance, and Repair] of private or community WSS facilities is entirely the responsibility of the users themselves… the users will bear all costs for OMR of their WSS facilities.  The WSCs [Water and Sanitation Committees] maintain a fund in order to have money available at the moment needed.” (AfDB, 2001)

At the same time the manual recognises that ‘in a major part of the Niassa province the communities do not have a money economy’ (AfDB, 2001) – how then can ‘WSCs’ be expected to maintain this ‘OMR’ fund?  Whilst acknowledging the poor performance record of hand pumps in Niassa (‘many water points with hand pumps have been constructed that do not satisfy the needs of the end users.  Often they are abandoned or only used by a handful of consumers, while the others have returned to alternative existing sources’ (AfDB, 2001)) the manual makes no attempt to explore the alternatives to hand pumps, blindly adhering to government policy in the face of substantial evidence to the contrary.

Given that no capacity for borehole drilling exists in Niassa, the companies contracted for borehole construction (each contract including at least 50 positive strikes) will have to come from outside the province.  It is also highly likely that even with the manually dug wells external contractors will be used, as the AfDB manual sets out stringent conditions which potential contractors must fulfil to be eligible.  It is unlikely that the Niassa empreiteiros will be able to fulfil AfDB criteria, and the VSO adviser working with then is highly sceptical of their chances of winning any of the AfDB contracts (interview with Miss Parsons).


Whilst the AfDB project will no doubt successfully spend its US$7mn in Niassa, and, with the rapid construction of wells and boreholes with hand pumps, will greatly improve coverage levels in Niassa in the short term, the key issue, as with many such large-scale top-down development projects, will be sustainability.  The AfDB consultants and the external contractors will come and go, but two or three years down the line who will be there to pick up the pieces as hand pumps continue to break down all over Niassa? Will there be a situation in which hand pumps installed in one district will break down whilst the project is still being implemented in other districts?  If so will the AfDB merely wash their hands of the problem, or will they continue to plough money into a white elephant?


And meanwhile what will become of the Niassa empreiteiros?  Will they be squeezed out of the market as external contractors outbid them not only for the AfDB contracts, but also for contracts with other donors as well?  If external contracting does have a future in Niassa it is certainly not in the form envisaged by the AfDB.

5.3
Private sector provision using Niassa’s empreiteiros


To date the experience of government agencies and NGOs involved in contracting the empreiteiros to implement rural water projects in Niassa has been somewhat short of encouraging.  The biggest problem with the private sector in Niassa is concern over their ability to actually complete their contracts before the arrival of the rains in December.  This inability to meet deadlines stems from a variety of problems, including poor project management skills, a weak capital resource base, poor quality equipment and the more general problem of securing a reliable work force for short-term contracts.  The problems associated with the management and budgeting capacities of the empreiteiros themselves are currently being resolved with the assistance of WaterAid-Moçambique’s VSO small business adviser.  However it will take time for these behavioural changes on the part of the management to impact on the quality of their equipment, improve their capital resource situation and encourage a more reliable work force in Niassa.  Unfortunately time is not on the empreiteiros’ side.  After five years of working with the private sector, government agencies and donors in Niassa are beginning to seek alternatives to the domestic private sector.  There are two alternatives currently on the table – as discussed above, the larger scale involvement represented by the AfDB proposal and supported by central government, or the smaller scale use of local builders as technical assistance to community self-builders currently being experimented with by ESTAMOS in the districts of Lichinga and Mandimba (interview with Director of ESTAMOS).


One of the principal criticisms levied at the empreiteiros is that they are unable to provide a good value service and demand unjustifiably high levels of profit for what is ultimately the provision of a basic human right – access to clean drinking water for domestic use.  In previous years the contracts signed between WaterAid-Moçambique and the private sector have been worth as much as US$2,250 for a protected well (DPOPH-Niassa, 2001) and US$3,500 for a well with a hand pump (WaterAid- Moçambique, 2000), it should be noted that WaterAid-Moçambique has not received a single request for a hand pump in Maúa and Nipepe this year.  It may have been hoped that these inflated contract prices would enable the private sector to develop more rapidly than otherwise would have been the case.  However in reality it gave the empreiteiros a ‘buffer zone’ of financial security in which they became complacent, failing to budget correctly or keep close control of stocks and materials (interviews with empreiteiros).  This year (2002) has been a watershed for the empreiteiros as WaterAid-Moçambique held a meeting with the private sector on 21st June 2002 to agree exactly how much it cost the empreiteiros to build a protected well.  Prior to this meeting volunteers from WaterAid-Moçambique had actually built a protected well themselves and thus had accurately calculated the material costs required.  On the 21st indirect costs such as administration, material wastage, director’s salary and profit were added to these direct costs and a figure of US$1,167 per protected well was agreed upon by the empreiteiros and WaterAid-Moçambique as representing a fair price both for the private sector and for the donors (for a breakdown of these costs see table 6, section 5.4).


This meeting represented an important development in the donor-private sector relationship.  Not only did it underline how much margin for error had been included in previous contracts, but it also set an important precedent by forcing the empreiteiros to assume responsibility for their own budgeting or face wasting a significant percentage of their profit margin, whilst setting down a marker for other donors in the rural water sector in Niassa over what it actually costs to implement a water project using the domestic private sector. In response to this new contract price the director of Construções Horizonte commented that:

“…we will have to monitor our workforce more closely to assess whether they are really working or not and also to assess their competence.  We will also have to control our funds more closely so that there are few discrepancies, to ensure that our projects don’t fail on account of a lack of funds…above all it will require us to control our companies more closely to avoid wastage at all levels.”  (interview with Director of Construções Horizonte)

Accordingly, as table 5 demonstrates, the bids that were successful in this year’s tender all respected this new contract price.  However it should be pointed out that this price was calculated on a scenario which permitted the maximum level of empreiteiro expenditure – the construction of a well in Nipepe, the most remote and least accessible of Niassa’s 15 districts, based on an empreiteiro buying all of his materials in Lichinga and transporting them to Nipepe.  In reality half of this year’s contracts were for Maúa district and many of the empreiteiros will purchase their materials in Cuamba to reduce transport costs.
	Table 5: Construction contract bids 2002
	

	 
	Contract group

	 
	Maúa 1  (17 wells)
	Maúa 2  (16 wells)
	Nipepe 1 (14 wells)
	Nipepe 2 (20 wells)

	Empreiteiro
	US$
	US$
	US$
	US$

	Molindano Construções
	28,045
	 
	30,970
	 

	Abarca-Eupomac
	 
	16,732
	 
	 

	Construções Casama
	27,149
	 
	22,359
	 

	Chitime Construções
	 
	 
	 
	23,833

	ECOH
	34,720
	 
	 
	45,579

	Construções Horizonte
	19,448
	18,304
	 
	 

	Hidráulica Construções
	 
	30,400
	 
	42,000

	EICOCIN
	 
	 
	 
	23,334

	Construções Vaila
	 
	 
	16,930
	 

	Key: 
	 
	denotes successful tender



Even at US$1,167 per well the donors are still making a considerable contribution towards costs that are not strictly associated with well construction but relate to the indirect running costs of the private enterprise.  All of the successful empreiteiros have diversified beyond water point construc​tion and are able to augment their income with receipts from civil construction projects, road building and carpentry.  By contrast the big surprise of this year’s tender was the fail​ure of Hidráulica Construções to win a single contract.  Hidráulica Construções, as its name suggests (‘Hydraulic Constructions’), is solely devoted to water point construction and must rely on the short well-building season for its annual income, this seems to explain the much higher bids submitted by this firm and its subsequent failure to secure any contracts.  This suggests that, in order to be successful, the empreiteiros must have alternative income streams.


However the question for donors and NGOs in Niassa is whether there exists a cheaper alternative to the private sector, which would enable them to construct a higher number of water points with the same levels of funding.  The answer appears to lie in encouraging a higher degree of community participation, both to reduce the direct and indirect costs of construction and increase the sustainability of the projects.

5.4
Complete community participation with private sector supervision


When Niassa’s empreiteiros win a contract they then recruit labourers to work under one of their permanent staff at the project site.  Different empreiteiros have different recruitment practices.  Some recruit their seasonal staff in and around Lichinga and then require them to work the entire construction season away from their villages.  Others prefer to recruit from the vicinity of the project, building up a network of labourers in different districts whom they can call upon for future contracts.  Regardless of the approach used, none of the labourers are required to have any formal training as the technical supervision is provided by the tecnico, a permanent employee of the empreiteiro.  What’s more, many of the skills required to work as a labourer mirror other skills used by rural communities for house building, latrine building and excavating their own traditional wells.  For example the protected wells are manually excavated in the same way as latrines and traditional wells, and are then reinforced using three concrete rings topped with the same quality clay bricks that many of Niassa’s rural communities make in order to construct their houses.  As those empreiteiros who choose to recruit local labour are proving, the skills required to construct rural water points are already present in all of Niassa’s rural communities.  In a slightly different interpretation of the community contribution guidelines laid out in the NWP, communities in Maúa and Nipepe currently provide sand, ballast and in many cases bricks for their water points as their community capital cost contribution.  Aside from the actual bucket and windlass mechanism, the only material that the communities themselves are unable to provide is cement – a commodity that must be brought in from either Lichinga or Cuamba. It therefore stands to reason that, with a little technical assistance, the loan of necessary equipment and the transportation of cement, the communities themselves could actually build their own water points, cutting out the indirect costs incurred as a result of contracting to the private sector.  Table 6 illustrates three scenarios for water point construction in Niassa: scenario 1, the method currently being used; scenario 2, complete participation of a community that is unable to contribute bricks (as is the case for 21 out of the 31 communities WaterAid-Moçambique will work with in 2002); and scenario 3, complete community participation including brick contribution.


According to the 2001 QUIBB survey, only 32.4% of Niassa’s population has access to an improved water source (a piped connection in the home, a communal standpipe or hand pump, or a protected well), whilst the remaining 67.6% are drawing their water from unprotected wells, rivers, lakes or lagoons (INE, 2002).  The population projections from the 1997 census predict that the population of Niassa has grown from 756,287 to 870,544, reflecting a possible total of approximately 282,000 people with access to a protected water source, and approximately 588,500 without (INE, online).


It has already been discussed why a figure of 500 users per water point is unrealistic in Niassa (section 2.4), and perhaps a more fitting alternative would be to focus not on the number of people served by each water point, but rather on reducing the distances of users from their water point – from a 500 metre radius to a 200 metre radius (interview with WaterAid-Moçambique CR).  However for the purpose of calculating the cost of achieving 100% access to protected water sources with these three scenarios, we shall have to use to the official figure in the absence of any credible research to establishing alternative beneficiary figure.
  Thus a number of 588,488 people requiring a protected water source translates into a required 1,177 new water points (588,488 ÷ 500).

	Table 6: Costing scenarios per unit for protected wells

	
	

	
	Scenario 1: built by empreiteiro
	Scenario 2: built by community without brick contribution
	Scenario 3: built by community with brick contribution

	
	mt
	US$
	mt
	US$
	mt
	US$

	Material costs
	 
	 
	 

	Cement
	4,600,000
	196.58
	4,600,000
	196.58
	4,600,000
	196.58

	Sand
	110,000
	4.70
	community contributes
	community contributes

	Ballast
	300,000
	12.82
	community contributes
	community contributes

	Bricks
	725,000
	30.98
	725,000
	30.98
	community contributes

	Wire
	185,000
	7.91
	185,000
	7.91
	185,000
	7.91

	Rope
	80,000
	3.42
	80,000
	3.42
	80,000
	3.42

	Windlass assembly
	620,000
	26.50
	620,000
	26.50
	620,000
	26.50

	Cover
	350,000
	14.96
	350,000
	14.96
	350,000
	14.96

	Bucket
	30,000
	1.28
	30,000
	1.28
	30,000
	1.28

	Total
	7,000,000
	299.15
	6,590,000
	282
	5,865,000
	251

	Labour costs
	 
	 
	 

	Excavation
	1,500,000
	64.10
	community contributes
	community contributes

	Technician
	700,000
	29.91
	700,000
	29.91
	700,000
	29.91

	Labourers
	1,050,000
	44.87
	community contributes
	community contributes

	Total
	3,250,000
	138.89
	700,000
	29.91
	700,000
	29.91

	Transport costs
	 
	 
	 

	External
	2,500,000
	106.84
	2,500,000
	106.84
	2,500,000
	106.84

	Internal
	1,500,000
	64.10
	1,500,000
	64.10
	1,500,000
	64.10

	Total
	4,000,000
	170.94
	4,000,000
	170.94
	4,000,000
	170.94

	Equipment costs
	3,500,000
	149.57
	3,500,000
	149.57
	3,500,000
	149.57

	Administration costs
	3,000,000
	128.21
	n/a
	n/a

	Director's salary
	2,000,000
	85.47
	n/a
	n/a

	Subtotal
	22,750,000
	972.22
	14,790,000
	632.05
	14,065,000
	601.07

	Profit
	4,550,000
	194.44
	n/a
	n/a

	Total
	27,300,000
	1,166.67
	14,790,000
	632.05
	14,065,000
	601.07



Assuming that the cross section of communities participating in this year’s WaterAid-Moçambique projects is fairly typical, we can say that 67.7% (21/31 communities) of the projects will be of the scenario 2 type, whilst 32.3% will be supplying bricks in scenario 3.  This gives us a total costing of 797 scenario 2 wells and 380 scenario 3 wells:

(797 x US$632.05) + (380 x US$601.07) = US$732,150.45

By contrast the same number of well built by the empreiteiros would cost:

1177 x US$1,166,67 = US$1,373,170.60

The complete community participation alternative represents a saving of US$641,020.15 – roughly the cost of a further 1,000 protected wells!


This approach would use the same PEC tools that are currently in use in Maúa and Nipepe districts, to facilitate community decisions over technology choice, community contributions and hygiene education.  What’s more there are several aspects of this type of approach that could be fulfilled by the empreiteiros – either by hiring out the expertise of their permanent staff as technical assistance, hiring out their generators and water pumps to the community labour brigades, or by supplying the cement and transporting it to the communities.  If an empreiteiro was to offer all three aspects at once he could earn up to US$350 per water point just by hiring out the services of his permanent staff and the equipment that he already owns.


Whilst this type of approach obviously puts the onus on the community itself to ensure that the quality and timing of the water point construction are up to scratch, without a strong level of commitment from the private sector entity providing the technical assistance, be it an empreiteiro or a locally-based builder, and from the NGO or community organisation providing the PEC and logistical support, the project is bound to fail as WaterAid-Moçambique’s experience in Matoto makes only too clear.
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Conclusion


Ultimately the provision of rural water points in Niassa is reliant upon donor funding.  However in order to ensure the most efficient allocation of what scarce funding is available a more cost effective mechanism for rural water provision must be explored.  On average communities in Niassa currently contribute 1,350,000mt (US$57.69) towards the capital cost of a protected well (Breslin, 2002a).  This leaves a deficit of US$1,108.98 to be paid for out of donor funds.  By adopting an approach which places a much higher value on community participation and recognises the skills that exist at the community level, this donor contribution could be cut to US$574.36 (scenario 2) or even US$543.38 (scenario 3), meaning that twice as many protected wells could be constructed with the same level of donor funds.


The NWP insists upon the participation of the private sector in rural water provision, and as such a great deal of donor funding has been spent encouraging the development of a domestic private sector in Niassa.  However after five years of private sector participation, the empreiteiros are still dogged by problems of bad management and inefficiency, and the benefits conceived in the NWP of the private sector bringing efficiency and dynamism to a previously state-dominated industry have yet to materialise.  The format of how these benefits can best be harnessed needs to be urgently addressed by government agencies and donors.


Perhaps there is an environment in which both the private sector approach and the community participation approach could coexist: those communities which are willing to participate fully in the construction of their own water points should be offered the support to do so.  Equally communities which would prefer to contract the private sector to construct their water points would still be given the funding to do so.


Clearly the state has proved itself to be unsuited to rural water provision.  However the alternatives currently being offered by central government (domestic private sector participation or external private sector participation) have yet to be proven by the experience of Niassa.  Regrettably, at present the type of rural water provision currently required in Niassa is an emergency solution to the absence of a protected water source.  Future developments may bring a more permanent solution by way of piped water systems, linking individual households to a piped water supply either in the home or in the yard (assuming that the economy of Niassa develops and donor funding for recurrent expenditure increases).  This would be the correct environment in which to encourage private sector participation, but whilst the rural water infrastructure of the province remains at such a basic level it is simply inappropriate to pay a contractor to do a job that the community itself, with a little guidance and support is willing and capable to undertake itself.


Whilst there is the potential for private sector participation in the rural water supply of future generations, the current capacity of the private sector should not be killed off, as it will only have to be redeveloped in future years.  By maintaining a private sector interest in rural water supply with the approach outlined above, donors and government agencies can achieve the twin goals of providing a basic human right to rural communities in the first instance, whilst preserving some private sector capacity, to ensure that the infrastructure will be in place to bring about future improvements to a gradually developing rural water infrastructure across the province.


Finally, funding levels in Niassa need to be substantially increased, not only the levels of investment by international NGOs for water point construction and PEC work, but also direct overseas development aid to provincial water departments in order to improve their capacity for carrying out monitoring and evaluation work.  Without this it is difficult to envisage a positive future for rural water point provision in Niassa, as the success of all the service provision options discussed in this paper require a thorough and comprehensive monitoring and evaluation package to ensure that the water points provided are of the necessary quality and will not run dry during the dry season when rural communities are most reliant upon their water supply.
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Annexes

7.1 Annex 1: Map of Niassa Province

Reproduced from www.wateraid.org.uk
7.2
Annex 2: Selected Poverty Indicators by Province (Source INE, 2002)
Household assets by province (% of households possessing asset)

	 
	House
	Land
	Car
	Motorbike
	Bicycle
	Fridge
	Radio
	Modern oven

	Total
	93.4
	85.0
	1.7
	1.0
	27.2
	4.0
	49.5
	6.6

	Niassa
	96.0
	92.0
	0.5
	0.0
	47.0
	0.7
	39.1
	0.3

	Cabo Delgado
	94.4
	93.5
	0.3
	0.6
	24.9
	0.6
	42.3
	0.4

	Nampula
	94.3
	89.6
	0.5
	0.8
	23.3
	1.8
	49.3
	1.2

	Zambesia
	97.9
	93.7
	0.0
	0.3
	46.8
	0.4
	48.9
	0.0

	Tete
	93.5
	88.9
	0.9
	0.6
	37.1
	2.4
	41.1
	1.8

	Manica
	95.8
	87.7
	1.1
	1.0
	25.9
	1.8
	53.7
	0.9

	Sofala
	83.7
	78.9
	0.9
	0.9
	25.4
	2.1
	54.2
	2.7

	Inhambane
	96.8
	91.2
	1.9
	0.9
	12.5
	1.7
	41.6
	4.1

	Gaza
	96.4
	95.1
	3.6
	3.4
	15.3
	4.1
	43.6
	8.6

	Maputo
	89.4
	58.4
	4.3
	1.3
	9.6
	11.4
	64.1
	35.6



Principle household drinking water source by province (%)

	 
	Piped water
	Standpipe or hand pump
	Protected well
	Unprotected well
	River, lake or lagoon
	Other

	Total
	4.7
	19.1
	13.3
	41.8
	17.0
	4.1

	Niassa
	1.3
	5.8
	25.3
	53.8
	13.8
	0.0

	Cabo Delgado
	2.2
	26.2
	6.8
	39.9
	24.6
	0.3

	Nampula
	2.5
	16.9
	3.2
	50.3
	23.5
	3.6

	Zambesia
	0.1
	4.2
	12.8
	79.2
	3.7
	0.0

	Tete
	1.9
	12.0
	25.7
	19.8
	39.4
	1.2

	Manica
	0.9
	29.4
	17.8
	24.1
	27.6
	0.3

	Sofala
	4.7
	28.3
	14.1
	22.8
	4.6
	5.5

	Inhambane
	1.4
	5.4
	27.4
	49.7
	10.0
	6.1

	Gaza
	4.1
	41.9
	26.4
	13.7
	7.8
	6.0

	Maputo
	17.8
	27.2
	5.6
	14.6
	8.5
	26.3



Household sanitation facilities by province (%)

	 
	Bathroom & mains drain
	Bathroom & septic tank
	Improved latrine
	Unimproved latrine
	Other
	None (bush)

	Total
	1.5
	1.6
	6.6
	31.4
	1.4
	57.5

	Niassa
	0.5
	0.3
	2.4
	63.2
	0.0
	33.6

	Cabo Delgado
	0.1
	0.4
	2.0
	43.1
	0.5
	53.7

	Nampula
	0.6
	0.6
	3.8
	20.1
	1.7
	73.2

	Zambesia
	0.3
	0.0
	3.0
	3.3
	0.5
	93.0

	Tete
	1.6
	0.4
	3.8
	30.7
	0.1
	63.4

	Manica
	0.1
	0.3
	11.3
	37.3
	0.2
	50.7

	Sofala
	1.2
	2.0
	6.8
	14.4
	8.6
	67.0

	Inhambane
	0.2
	0.1
	5.1
	60.1
	1.4
	33.1

	Gaza
	0.6
	0.2
	9.6
	59.1
	0.4
	30.1

	Maputo (prov)
	0.2
	6.9
	14.9
	68.5
	0.1
	9.4


7.3
Annex 3: Benefits of an Improved Water Supply
	DIRECT BENEFITS
	Health Benefits
	Reductions in morbidity rates and higher child survival rates.
	Incidence of faecal-oral diseases (cholera, diarrhoea, typhoid, hepatitis A and E and many others) reduced due to reduced levels of faecal contamination of water supply.

	
	
	
	Incidence of strictly water-washed diseases (e.g. scabies, body lice, tropical ulcers, trachoma and conjunctivitis) reduced due to higher quantities of water available to households.

	
	
	
	Incidence of water-based diseases (schistosomiasis and guinea-worn) is significantly reduced by improvements in water supply.

	
	
	
	Incidence of water related insect vector diseases (malaria, filariasis, yellow fever, dengue and river blindness) may be reduced by improved waste management and drainage which significantly reduces insect breeding sites in urban areas.

	
	Time Savings
	Reductions in time spent collecting water for domestic use.
	That the burdens of travelling long distances to collect water are reduced by improved and better sited water points is indisputable and time savings are often cited as the second most important benefit of an improved water supply.  However the question that is rarely asked is what do the beneficiaries of these time savings do instead?  As the burden of water collection falls on women, it is women who should reap the benefits of these time savings, but in many developing countries patriarchal societies dominate and the time women save on water collection is inevitably taken up by further household chores.  Men cite time savings as a clear benefit, but more research is needed to establish how women actually view the increased proximity of their water source.

	
	Other benefits
	A reliable water provision service.

	
	
	Convenient hours of water point operation.

	
	
	Improved taste, clarity and odour of water supply.

	INDIRECT BENEFITS
	Economic development
	Time savings may free up female household members to spend more time earning money

	
	
	Disposable household income may increase in two ways: 1) people no longer have to pay premium rates to commercial water vendors; 2) money is saved as there is less need to seek medical treatment for illnesses due to the health benefits listed above.

	
	
	Increased water availability means that water may now be available for livestock and crop production and food and drink vending

	
	Productivity benefits
	In addition to the productivity benefits covered under 'Economic development', the time saving from an improved may mean that girls are relieved from the burden of water collection and can now attend school.  Water and sanitation interventions may result in increased school enrolment, reduced absenteeism and dropout rates and easier teacher recruitment.  Improvements in female access to education have been proven to have significant productivity benefits for households as well as health and nutritional benefits within the household.

	Source: compiled and adapted from Briscoe & de Ferranti (1988), DfID (1998), WaterAid-UK (online).


7.4
Annex 4: Privatisation options for urban water supply

	
	PRIVATE
	

	(
	Divestiture
	This entails the sale of the equity or assets of an existing SOE to the private sector, as well as the outright liquidation of the SOE as a legal entity.  Responsibility for the future upkeep and expansion of these assets is borne by the private operator.

	(
	BOO (Build-own-operate) contracts
	This is a similar contract to the BOT, but there is no provision for the transfer of the utility to the public sector, the facility is entirely owned by the private sector, and as such responsibility for all investment and maintenance is borne by the private investor.

	(
	BOT (Build-operate-transfer) contracts
	A private firm agrees to finance, construct, operate and maintain a facility for a specific period (up to 20 years) before transferring the utility to a public authority.  The concession period must be long enough for the private operator to pay off loans and achieve a return on investment.

	(
	Lease 

contracts
	A private operator leases the utility infrastructure from the public authority for a specified period (5-15 years), and undertakes service provision entirely at his own risk.  The lessor is buying the rights to the utility’s income stream and as such assume a significant share of the commercial risk.  However whilst the lessor provides working capital, the public authority deals with capital investment.

	(
	Management contracts
	The public authority transfers responsibility for the management of a range of activities to a private sector contractor over a fixed period (typically 3-5 years).  Terms of remuneration vary, and the commercial risks of the operation may be shared between the public authority and the private sector.

	(
	Service

 contracts
	The simplest form of private sector participation.  The public authority retains overall responsibility for operation and maintenance, whilst sub-contracting out specific components (works construction, system repairs, meter readings etc.) for a fixed fee.

	
	PUBLIC
	

	Source: adapted from DfID (1998), Kerf (2000) & Bennell (1997).
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8.3
Interviews

· 18/06/02: Bemvindo Xavier Ngulele, Director of EPAR-Niassa (Agua Rural).

· 19/06/02: Eusebio Simbe de Andrade, Director of DAS-Niassa.

· 19/06/02: Melanie Parsons, VSO small businesses adviser.

· 24/06/02: Ilidio Inácio Coropa, Director of Hidráulica Construções.

· 26/06/02: João Mizive, Director of DDOPH-Maúa & Nipepe.

· 02/07/02: Sebastião Ambrosio Chitime, Director of Chitime Construções.

· 03/07/02: Francisco Silvino, Director of Construções Horizonte.

· 04/07/02: Rosario Henrique Saful, Director of EICOCIN.

· 07/07/02: Ned Breslin, WaterAid-Moçambique Country Representative.

· 08/07/02: Feliciano dos Santos, Director of ESTAMOS Organização Comunitaria.

· 09/07/02: Rogério de Jesus Xavier Vaíla, Director of Construções Vaila.
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�Photo 1: Ground water well and Afridev hand pump





�Photo 2: Protected well





�Photo 3: Lockable cover on a protected well





�Photo 4: Broken hand pump in Maúa





�Photo 5: Collecting water from a scoop hole





�Photo 6: Offices of EPAR-Niassa/Água Rural





�Photo 7: A stolen hand pump





�Photo 8: Accessing water despite a missing hand pump





Box 1: Corruption


Despite the Director of DAS-Niassa’s assertions that the contract tendering process is ‘as transparent as possible’, there is an established and well-known practice of kickbacks, which is used by DAS technicians to augment their paltry salaries.  Various sources from both the empreiteiro and NGO communities confirmed that, during recent years, in return for winning contracts a backhander of US$100 per water point was paid by the successful empreiteiro to the DAS technicians.  This is an extremely damaging practice as it inhibits the development of the private sector by depriving them of the majority of their profit – the knock on effect is that the quality of work is compromised as the empreiteiros seek to recoup this lost earnings by cutting corners during construction.  A positive step was taken this year when the empreiteiros openly discussed the problem with their VSO business adviser, and resolved to take measures to tackle the problem.  Only time will tell whether private sector pressure alone is sufficient to stamp out this petty but damaging corruption.





Table 2: Water point construction in Niassa 1998-2001





Box 2: A cartel in Niassa?


In the 2002 tender competition, three of the empreiteiros appear to have joined forces to ensure that they each secured a contract.  None of the three submitted more than two bids each, even though there were four contracts to bid for, and they did not bid in competition with one another.  As a result each company successfully won a contract.





Box 3: Abarca-Eupomac


Newly formed in 2002, this company managed to secure a contract to build 16 wells in Maúa through the competitive tendering process.  However concern has been expressed over the capacity of this company – the empreiteiro has no construction experience, office, staff or equipment, but has somehow procured a construction permit and was able to legally compete in the tendering process.  The contract was won by virtue of the fact that his bid significantly undercut the only other valid bid for this contract group, although it seems highly doubtful that he will be able to complete the contract unless he can sub-contract to an established empreiteiro (personal communication with Miss Parsons).





Figure 1: Public/private sector construction 1997 - 2001
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Box 4: Matoto – 2000


In 2000 WaterAid-Moçambique’s PEC team in Maúa prepared the villagers of Matoto for their new water point.  During the course of the community meetings it emerged that the village felt capable of contributing all the necessary materials and labour itself and just wanted someone to supervise the well construction.  WaterAid-Moçambique duly contracted Chitime Construções (CC) to supervise the project, this was to compensate CC as they had failed to win any contracts that year due to their misinterpretation of the tender regulations.  The Matoto contract was given on the understanding that if completed rapidly with no problems further contracts would follow for CC that same season.  Having introduced Senhor Chitime to the community, WaterAid was assured that they could leave him to it, however the project rapidly collapsed as Chitime won other contracts with other donors and lost interest in Matoto.  The incentive of further work was clearly insufficient to offset the costs CC was incurring by having just one single project in Maúa.


WaterAid-Moçambique felt let down by CC who had begged for the project in the first place and then despite several inquiries as to the project’s progress, by WaterAid-Moçambique, made no effort to confront the difficulties they were encountering in the field.  For his part Senhor Chitime blamed the villagers themselves for these problems, claiming that the labourers didn’t have the skills or training they needed, that they hadn’t excavated the well prior to his arrival and that they frequently turned up to work drunk.  However Senhor Chitime’s reluctance to reveal that he had won other contracts indicates that the excuses are more than likely a cover-up for his own disinterest in the project.  Other sources confirmed the WaterAid-Moçambique CR’s version of events.


Unfortunately Matoto never got the opportunity to build its own water point, Senhor Chitime reimbursed some of the contract payment and the following year a water point was built for them by a different empreiteiro, and the CR has yet to try this approach again.  The Matoto experience underlines the need for a monitoring and evaluation aspect even with a community self-build, and highlights the need for a strong commitment on the part of the empreiteiro and that the financial incentive must be sufficient to ensure this private sector commitment.  The monitoring and evaluation of a community self-build would come under the jurisdiction of DAS-Niassa and DDOPH.





�Photo 9: A community in Maúa proudly showing off their protected well








� This right was explicitly provided for in the 1989 UN Convention on the Rights of the Child, the right to water was previously derived from provisions regarding an ‘adequate standard of living’ as stated in the 1948 United Nations Declaration of Human Rights and the 1966 International Convention on Economic, Social and Cultural Rights (Calaguas, 1999).


� The districts of Maúa, Nipepe, Lichinga, Mandimba and Mecanhelas, where PEC work is financed by WaterAid through DDOPH Maúa & Nipepe and ESTAMOS a local NGO.


� Population density of Niassa is 7people/km², the national average is 23people/km² and the next sparsest province is Tete, with 14people/km², twice the population density of Niassa (Instituto Nacional de Estatística, online)


� An ecosan latrine is a non flushing self-composting toilet which converts human waste into a nutrient rich fertilizer using very basic technology and which has been introduced with great success in Niassa by WaterAid-Moçambique and ESTAMOS.


� For a discussion of the direct and indirect benefits of an improved water supply see annex 3, section 8.3.


�� Wells that are built after the arrival of the rains tend to run dry the following dry season as they have been completed with a higher water table – if the wells are completed at the very end of the dry season and have a reasonable column of water (2-3 metres) and adequate recharge, this is generally sufficient guarantee against wells running dry in future dry seasons.


� ECORPEN closed down following the death of its director.


� Hugman & Whiteside (1999) estimate that 283 users within a 500-metre radius represents a more appropriate figure in Niassa.  However their calculation is based upon the demographic structure of a single village (Mecanhelas).


� The values for this costing were agreed between the empreiteiros and WaterAid-Moçambique at the meeting which took place on 21/06/2002.
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