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I.-LE1.211TATIMi IN THE ORGATIZATIO11AL LU1CTUUM Or VIE 
LIVISIOi OF ENVIROM1.'TAL "AITATIOi[ OF THE 
1TilafTRY OF ".OCIAL WIELFARE DD PUBVIC I=LTH 

1. 'Current Organizational Structure 

At present, the orGanization of the 1lnistry of Social V'elfare and
 
Pablia Health is defiaed in the organic law provisionaly approved
 
by 	Ynisterial Resolution No. 339 of the 27th of February, 1976.
 

In the organizational diagram contained in said law, the Environ
mental Sanitation Division (E,SoL.) figures as one of the Divisions
 
under the Department of Ecology, which, in turn, is under the
 
National Office of Public Health.
 

The above mentioned oraiiic law establishes the general structure 
and functions of the NLinistry. The second and eigith articles 
explain that the crganization, attributions, and functions, as well
 
as 	the coordination of and interrelation between tha different
 
units, will be the subject of future regulations, which will be 
issued once a Supreme Decree has approved said law. 

For this reason, to date, the Division of Etnvironmental Canitation 
does not officially have a functional and organizational structure 
whlch defines its attributions and its interrelations with other 
levels, in the .inistry as wall as at the regicual level. 

Infcrmally, it can be said that the organization of the Environ
mental Sanitation program, as it operates at the present, follows 
the outline which is indicated in Annex No. 1 corresponding to the 
national and regional levels. 

At 	the national level of said outline, the Chief of the ESE is
 
responsible to the Department of Ecolojy and has the following com
ponents: An engineer who acts as the National Head of Envirow.ental 
Sanitation, a secretary and a chauffer. 

Only two units are responsible directly to this Office:
 

a) One having admiaistrative authority in which the following 
personnel are included - and administrator (economist), a ware
house attendant, an aide working in warehousing and purchasing, 
an accounting aide, two watchmen and a chauffer; 

b) 	 A technical group crmposed of the following personnel - six 
engineers, one of whou acts as chief, aed the rest undertake work 
relating to studies and project desicnsj four draftomen-topo
graphers, and environmental sanitation technician (supervisor), 
and a secretary. 

The major part of the activities of the two units mentioned above
 
are in the fields of water supply and waste disposal and, fo a 
lesser degree, other fields related to Environmental Sanitation
 
(control of food, public establishments, garbage, rodents, housing
 
sanitation, etc.).
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At the regional level, the Environmental Sanitation Offices, agencies 
of the Regional Ulealth Units, operate in an informal manner, havin
two technical units: one undertaking the work in the field of water 
supply and in waste disposal, and which includes the Sanitation Shop 
thich provides all services related to the acquisition, manufacture, 
storage, and distribution of equipment and materials for all construc
tion; the other undertaking the rest of the Environmental Sanitation 
activities.
 

The follouing pfersonnel are available for Cochabamba and Chuquisaca: 

a) Cochabamba
 

1 Chief Engineer 
1 Technical Supervisor for Environmental Sanitation
 

17 Inspectoris for Urban Sanitation
 
15 Technicians for Rural Sanitation
 

I Secretary 
1 Bookkeeper
 
2 Well-drilling Technicians 
2 Assistant well-drilling Technicians
 

2 1.asons 
P Automotive mechanics 
4 Chauffers 
1 Watchman 

b) Chuguisac 

1 Chief Engineer 
1 Technical Supervisor
 

20 Technicians for Rural Janitation 
10 Technicians for Urban Sanitation
 

P Well-drilling Technicians 
2 Assistant Well-drilling Technicians
 
1 Person incharge of the Environmertal Sanitation Shop 
1 Automotive Mechanic 
1 Chauffer 
1 Mason 
1 Bookkeeper
 

It should be noted that the Environmental Sanitation personnel of 
the Regioaal Health Units is selected initially by the District 
Engineer, and this appointment is then submitted for approval to 
the Physician/Director of the Regional Health Unit. Afterwards, 
the candidate's appointraent is sent to the ESD for approval., which 
then requests the appointment through the National Office of Public 
Health of the .inistry of Social Welfare and Public Health. 

As can be seen, this extraofficial organization does not correspond
 
to the administrative necessities of a ministerial agency which has
 
under its responsibility high-priority programs in the country's 
develolmxent plans, with investments of a magnitud to be substantially 
increased throu.1-!h the Rural Sanitation Project agreed upon with USAID. 
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Therefore, it would seem an opportune muent to suggest several 
modifications in the current organization as mentioned below. 

2. Proposed Implementation in the Current Organization Outline 

1.1l Justification 

Apart froL the considerations stated above, and takiu; into 
account the current opportunity arising from the study
currently being tudertaken with regard to the reorganization 
of the rural water supply and sewerage systems sub-sector for
the country, it seems appropriate to improve tho organizational
structure of th: ESD for the follcing reasons: 

a) The Rural Sanitation Project to be undertaken vith the

financial support of USAID will undoubtably have significant 
consequences in the future development of programs in Basic 
Sanitation throughout the country; 

b) The view held concerning the development of programs for
 
Rural Sanitation is based on the preatsis oT decentraliza
tion, decon.entration and on administrative activity and ra
tionality, withotit prejudice to the Ministry maintaining 
thrcugh the ESD its functions of assistance, coordination, 
supervision, evaluation, and control; 

a) 	Within the national plans for health, the Lanitation programs
play a role of vital mportance, as they are a conditioning
effect on the health status of the population and, therefor, 
considered as priority activities;
 

d) For a rapid and rational use of the funds, by national, as
well as international personnel assigned to th program, a 
practical and sim:plified organization As required in accord
ance with the responsibility that this i-vestment will require; 

e) The proposed type of organization will benefit not. only pro..-rams at the iiational level, but also at a community level, 
in that the agility and dynamism whinh is sought will result. 
in the construction of a greater number of systems each bud
get year and, thnrefore, a greater number of people will be
provided with water facilities annually; 

f) 	 It is considered that one of the fundamental pilars upon
which the Prograr of Basic Sanitation should rest, is that 
of community participation, not only during the process of 
construction of the systems, but in their future administra-. 
tion as well, When the division in charge of directing
activities includes such a specialized unit in its infra
structure, with the adequate personnel and equipment, it 
will then take on the importance that such a program should 
have; 

G) The .inistry, as a consequence of undertaking the constructU on
of the systems, automatically assumes the responsibility to 
maintain a,. advisory activity through the ESD, in 	 that which 
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relates to administration, operatii,, and maintenance of
 

these. For this purpose, units having a clear and well
defined function are required at the regiona)l level, as
 
well as, at the conununity level. 

The ESD, through its corresponding specialized units, will 
also participate ii advising, coordinating. supeiising and 
evaiuating the planning processes, techanical studies, community 
promotion aid education, construction, etc. 

2.2 RLgosed Organization 

The orgenizatioi.al diagrams found in Annexes Ios. 2 and 3 
indicate the proposed general organization for the curwent
 

Environrental Sanitation Division (ESL), and its corresponding 
sanitary Posts and Reegioiaal Health Units. 

2.2.1 Iescripon_9of and Interrelation Between the Different 
Levcls
 

a) Nationa,1 Level 

First, it is considered convenient that the current
 
ESD be situated at the departament level, directly 
responsible to the National Office of Pblic Health. 
Yhe aim is to give the E;,D a position that is in 
accordance rith the importance of the programs under 
its charge, and with the Lmagnitude of the proposed 
investmentso This would iean grealev aton-vmy and 
flexibility in AilfilinZ its activities. 

It seems opportu-ne to suggest that a Pvogram Advisory 

Board be created that vould guide the general policy 
of the countryj's sanitation prograr. and further the 
ratio al administration of personnel, financial, 
technical and rvaterial resources, as w.7ell as serve 
as chief adviser to the Director of the Sanitat1on 
te].artment. Tha composition of this Board will be 
indicated below. 

There would be two units at the advisozry level: 
a) Oe which corresponds to those permanent and tempo
rary advisers in the program's technical and adLiinis
trative fields, who are sent by internationa1 organi
zations such aG PAHIOrII, UHICEF, AIE, etc..; and 
b) The Coordinating Technical Conuaittee which would 
work in collaboration with the Director's Office De. 
partent in resolving internal problems found in the 
sanitation activities. 

The administrative support body, whicth'is currently
 
working with the ESD, would coutinue. 

http:orgenizatioi.al
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The general activities of Environmental Sanitation, 
under the responsibility of the current technical 
group, would continue to functioning under two well
defined divisions directly responsible to the 
Departr,.ent of Environmental Sanitation. These are: 
the Environmental Hygiene Division and the Potable 
W'ater Supply and Waste Disposal Division. 

For the moment, it is considered convenient that 
the former division begin functioning at The 
director's office level, with a sanitation technician 
and a secretary. Sections for food and environmental
 
control, housing sanitation and waste disposal shall 
be created as these activities increase, a ,, will be 
directly responsible to %hisDivision. 

Dependent sections under the Water Supply and Waste
 
Disposal Division should operate in accord with the 
followinS outline:
 

1) Study and design section
 
2) Programming and information section
 
3) Supervision, operation and maintenance section
 
4) Conuunity promotion section 

b) Regional Level
 

Sectioas for environmental hygiene, water supply and 
waste disposal will be directl responsible to the 
Sanitation Offices of the Regional Health Units, 
having a structure similar to that of the I.'inisterial 
Department of Environmenta. )anitation. 

The Envixoamental Hygiene Section will continue to 
operate at a Department Director's office level, for
 
the present, with a personnel which irill be outlined 
below. Sections for food control, environmental 
control and housing improvemeat will be created as 
the rate of increase in such activities varrants.
 

Technical, promotional, imrehouse and auxiliary ser
vice groups will be directly responsible to the 
water supply and waste disposal section.
 

The Rlegional Health Units %il be directly responsible 
to the Hational Office Public ealth as will be 
established through tbe re(,Llations to be issued as 

L.SAIJ/M.. These regulations should not present the 
sanitation offiLes of said Regional Health Units 
from maintaining a technical relationship with the 
Department of Environmental Sanitation as relates 
to norms, plauniag', supervision, coordination, assist
ance, and control. The Environmental i3anitation 
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Department should also maintain its right to approve 
any sanitation personnel selected by the Regional
 
Health Unit, and request their appointment by the
 
National Office of Public Health. 

The heads of the Regional IIalth Units shall primarily 
have authority over the plannirg, evaluating and
 
controlling stages. The management of resources
 
(financial, equipment and materials) will be delegated
 
to the regional engineers who are working on the
 
program,
 

Under such circumstances, the Department of Environ
mental Sanitation and its branch Regional Offices 
will be responsible for the Sanitation constructions. 
Under other circumstances, the division of respon
sibility wouid only serve to create problems in ths
corresponding constructions and would ,;ive poor re
sults. 

2.2.2 Comosition and Function of Each Unit
 

a) National Level
 

The advLso2r group and personnel needed in the 
differeit division of the Department of EAnvironmetal 
Sanitation, including their main fLuctions, are as 
follows: 

a.1) Departamental Head 

A civil engineer, specialized in sanitary engi
neering, will be the Lepartamental Head, having
 
in addition, secretarial, recording and trans
portational services.
 

His main duties shall include:
 

- Plan and evaluate those constructions which 
form part of the projram according to the 
general outline and list of priorities drawn 
up by the MS.w/Bi. 

- Llrect, coordinate and control the development 
of the programss activities, shapinj them within 
the general policy set by the Ministry. 

- Study construction methods, check work programs 
and advise the National Administrative Office 
concerning the acquisition of materials, 
articles and equipment for the construction. 
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- Promote motivational, educational, and orga
nizational programs in the community so as to 
obtain their participation in the program. 

- Promcte and maintain informed those national 
and international entities concerning the 
activities un.dertaken by the program, in the 
aim of benefiting throu,-h interchange in 
experience and mutual collaboration,
 

- Sjet up a regulation guideline for the proram 
and see that it is followed. 

- Prepare an annual departamental budget and 
control those resources alloted to the program, 

a.2) Advisory Board 

'The E.rniroLental ,ianitation Advisory Board shall 
be coraposed of the following: 

- The National Director of Public Health 
- The Director of the Planning Section Office 
- The National Administrative Director 
- The Head of the Department of Ecology 
- The Head of the Ewvironmental Sanitation 

Lepartraent
 
- The M4inisterial Legal Advisor
 

Their main duties shall include:
 

- Ctudy aad recomed a policy to be followed 
in overcoming the country's basic rural 
sanitation probleims.
 

Promote the rational use of personnel, fi
nancial, technical and material resources 
by those entities directly or indirectly 
related to the program's objectives and 
activities. 

- Strive towards obtaining an increase in
 
financial support in order to adequately
 
cover the country's growing ruxa.l necessities.
 

- Inform and extend information concerning the 
program to all institutions related to the 
same for the purpose of elevating its import
ance in the country's development. 



a.3) Technical Coordination Committee
 

The Technical Coordination Committee shall be 
composed of the follovring: 

- T e Head of the Environmental .anitation 
L.epartrent
 

- The Head of the Administrative Division 

- ibe lead of the Water Supply and Waste 
Lisposal Livisiou 

- The Head of the Env .ronmental Hygiene Eivision 

By request of the Committee, the heads of
 
different sections may also attend.
 

The Committee's duties are as follows:
 

- Collaborate with the Departamental Chief in 
the application, evaluation and revision of 
the projgram's policy. 

- Participate in deciding and determining plans 

and programs, including resource distribution 
and acquisition. 

- Approve initiatives and evaluate personnel
 
training and capability.
 

- iake a study of anc propose technical and 
administrative guidelines, subraitting the. 
to other decision-making authorities for 
approval. 

- Advise the Departamental Chief in the preven
tion, moderation or solution of general pro
bJ.ews which may arise at any program level. 

a.4) Administrative Support Unit 

The personnel included in this unit is the
 
following: An administrator, a w:arehouse
 
attendant, an aide worhinC in warehousing and
 
supplying, a bookkeeper, a secretary, two
 
watchmen, two laborers, and a chauffer. 

This unit's duties are as follows: 

- Handle all that relates to requests from 
authorized personnel for materials and 
services. 



- Draw up an accounting plan that will govern 
investments at the regional level, 

- Prepare the necessary documentation for the 
pruchasii-g process at the national as well 
as international level. 

- See that puwrehased materi-i is received with
out delay.
 

- &ee to the maintenance of vehicles and equip
r.ent inuluded in the program. 

%.5) rater Supply and Waste Fisposal Livision 

a.5.1 Chief Office 

The personnel for this division is the
 
following: 

- A civil engineer, specialized in sani
tary engineerin£, three spcretaries

who will work with the Chif Office as 
well as in the four septions, and two
 
chauffers
 

The following duties correspond to t1is 
r)1oup. 

- Advise the tepartan:ental Chief in water 
supply and waste disposal organizational 
plans, 

Program, distribute, supervise and
 
coordinate all work delegated to the 
units under its cbarge, 

- Participate in the Bpartent's Tech
nical Coordination Cc)Ljttee, 

- Aid tho repartamental Chief in preparing
the annual budget and the genera. re
partamental reports.
 

- Study, draw up and revise technical
 
guidelines for Water Supply and Waste 
Lisposal programs.
 

- Undertake studies and make designs for 
Wlater Supply and W-aste Eisposal systems. 

- Coordinatn and supervise activities at 
the operational level, supplying them
with the necessary technical assistance 
in their crnstruction, administration, 
operatinn, maintenance, promotion, etc. 
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- Pranote the method 1uidelines to be 
followed ia the process of community 
promotion and organization. 

a.5.2 Study and lesign Oitction 

The personnel for this section is the
 
following: a ci.il engineer, specialized
 
in sanitary engineeriag, wrho will act as 
Section Chief, tlree civil engineers,
 
preferably specialized in sanitary en
gineering, an6 four draftsmen-topcgraphers.
 

Their duties are as follows:
 

- Draw up studies and designs for water
 
supply and waste. disposal systems.
 

- Take charge of supervisin3 the cons
truction when necessary.
 

- Promote contact anei coordination between 
technical sections f,:om other agencies 
within the same specialization for the 
purpose of exchanging mutual emperiences, 

a.5.3 Programmina and Information Section 

The personnel for ths section is as
 
follows: A civil engineer specialized
 
or having experience in planning and a 
statistics technician.
 

Its duties are as follows:
 

- Collaborate with the Division Chief in 
planning and progrmming the development 
of activities within the Division itself. 

- Coordinate the study at the national 
level in the field of water systems in 
the area UnCer the responsibility of 
the :inistry of Z/i. 

Decide upon methods for programming 
activities at the regional level. Co
llect and process the information ne
cessary for controlling the program's 
progress at the central level.
 

- Collaborate in drawing up the annual 
Division budget.
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- Bstablish and maintain statistical ope
rations iwhich allow the Livision to 
furnish the different levels w.ith the 
necessary infornvition w.hen it 's required. 

- Study and prepare the necessariy dceca
r-entation for obtaining the proyar's 
financial suppor L. 

a.5.4 Supervision,_ teration and jIaintenance 
Section
 

The personnel for this section iC as follows:
 

- A civil engineer: specialized in sanitary 
engineering and an operation and n.ain
tenance technician.
 

Their duties are the following: 

- Advise and supervise the program's tech
nical and administrative aspects at the
 
regional level.
 

- Given the first orportunity, evaluate 
the progra'-s activities at tbe regional 
level, iadicatinJ any neces:sary recom
mendations.
 

- Collaborate in making the annual work 
draft for the regional level and in 
determining budget allo.ances for the 
sane.
 

- Collaborate in resolving technical and
 
administrative problems which might
 
arise at the re,ional level. 

- Prepare operational and Lqaintenance 
manuals for each kind and type of cons
truction ,nd advise in applying the 
corresponding gunideline at the regional
 
level.
 

a.5.5 Community Promotion Section
 

The personnel for this section is as follows:
 

A sociologist experienced in public rela
tions and community promotion and develop
ment, a sanitation and community develop
ment technician and a publicity draftsman.
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Their duties are as follows:
 

- Prepare guidelines and methods to be 
followed in motivatinG, organizing and 
educating, the coumunity to participate 
in the construction of the systems,
 

- Advise in the application of promotional, 
orranizational and educational guiCe
lines for the community at the regional 
level, and in organizational and func
tional procecures related to Administra
tive Councils for rural water systems.
 

- Prepare the models and instructions for 
socio-econowic studies to be applied in
 
the commuity and advise in their appli
cation at the regional level.
 

- Prepare the necessary material for so
cial communicational and sanitary edu
cational activities.
 

a.6) Environental Ilyiene livision 

As already n.entioned, this Livision will begin
 
functionin. at a chief office level for the time 
being. A chemical engineer, specialized or 
experienced in, clinical analysis and/or biology,
 
will be in charge, aided by a sanitary technician 
and a secretary.
 

In broad terms, this Division's duties will be
 
to draw up guidelines for food control, public
 
establishments, air, soil and water control, as
 
well as noise and obnoxious sounds control,
 
housing sanitation, rolent extermination, gar
bage disposal, etc.
 

This Division will also advise in applying the
 
corresponding guidelines at the regional level 
and will gather and process all information on 
these activities necessary for preparing reports
 
required by other levels or related entities. 

b) Regional Level
 

The copositioa and duty of each sanitation office 
at the regional level is as follows: 

b.l) Office Chief 

A civil engineer preferably experienced in sani
tary engineering, will be in charge, aided by a 
secretary and a chauffer. 
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The duties are as follows:
 

- Direct the sanitation activities under this office's 
jurisdiction at the regional level and/or those 
areas uhich are delegated tothis office by the I i
nistry through the Eavironzmental anitation repart
iiient. 

- Coordinate, program, distribute and supervise the 
activities un(er their responsibility. 

- Study and submit preproject budgets and worh pro
grams agreed upoa by the Unit Thysician/Eirector 
for approval by the Sanitation repartwent. 

- Coordinate and work with the specialized technical 
agencies in the Einisterial Sanitation repartment,
furnishir- a:vise when needed for better results 
in undertaken activities.
 

- Promote and maintain relations with governmental 
organizations, communities anc, others connected
 
to the program.
 

- Submit any original reports made by the personnel 
to the lepartmental Office, after having been sub
mitted for approval to the Unit Physician/Director. 

- Submit routine or other reports punctually when 
they are requested at any level. 

- Undertake the comptrollinz of the program's con
structions on their own accord or by competent 
agencies.
 

b.2) W..ater Supply and Waste Lisposal Section 

The chiefC office personnel is as follows: A civil
 
engineer, preferably specialized in sanitary en
gineering, a secretary, and a chauffer.
 
This section's activities will be undertaken by three
 

well-defined groups, as follows: 

b.2.1 Technical Group 

For the purpose of deferenciating between per
sonnel assigned to Cochabamba or to Chuquisaca,
 
they are indicated separately:
 

Cochabamba: A civil engineer, 7 sanitation 
technicians, 2 well-drilling tech

nicians, 2 assistant well-drilling technicians, 
2 mechanics, a chauffer and 2 masons. 
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Chuquisaca: 	 A civil engineer, nine sanitation
 
technicians (four assigned to the
 

MAIL project), two well-drilling tech.aicians 
(one assigned to the UAI project), two assist

ant well-drilling technicians (one assigned to
 

the USAID project), a mechanic, a chauffer, and
 

a mason.
 

b.2. P Uarehouse and Auxiliary Services Group 

With the following composition: A %mrehouse 
attendant, a boohkeeper, two chauffers, two 
watclmeL.., and two laborers. 

b.2.3 Promotion Group
 

Having the followin: personnel: A supervising 
teehnicia:. experienced in conr.unity promotion 
and development, seven sanitation techicians 
(ten in Chuquisaca; five will work on the 
USAEI project and five on the UNIICEF project), 
a chauffer for imanaging the mobil audiovisual
 
unit, located in Cochabamba. 

The duties foz the three groups in this section 
can be summed up as the followinG: 

- Supervise the construction of the systems. 

- See to the financial control and vork pro
gress, reportin , periodically to the ;Janita
tion Office Chief, 

- levelop and coordinate the work plans of the 
three groups under its charge. 

- Eirect, supervise and advise the system's 
administrative councils concerning organii

zation and control, including the operation 
and maintenance of the same. 

Control the regularity and appropriate pre

sentation of reports submitted to the ! inis
terial repartamental level by the E'anitation 
Office.
 

-

- Handle all 	that relates to the adquisition,
 
manufacture, storage and distribution of ma
terials or other articles needed by the con

struction.
 

- Guide the communities' activities so that 

they participate in the development of the
 
construction.
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- Record and control, those amounts directly
 
invested in each of the constructions.
 

b.3) Environmental Iygiene rection
 

This sectiop shall continue operatin as it is 
cur
reitly. The personnel for this section include:
 
A technical !anitation rupervisor who coordinates
 
inspection activities related to the 
uideline set
 
up for food control, public establishments, air,

soil, urater, housing sanitation, waste disposal
 
control, etc.
 

This section shall also process infonation received
 
for subrittin' reports to the fanitation Department
 
at the .inisterial level.
 

2.3 	Increase in Environmental Sanitation Personnel
 

The previous suZaestions demonstrate the need for increasing the

sanitation personnel at the i'inisterial level as well as at the
 
level of the Pegional iHealth Unit.
 

The present analysis has not only taken into account the Envi
ronmental 'anitatiotn livision but also the Cochabamba and Chu
quisaca Regional Health Units which are directly involved in
 
the execution of the rural sanitation project3 a;reed upon with
 
U2AIL 	for the next four years.
 

The required additional personnel, under such circumstances, is
 
the followind:
 

a) Environmental Eanitation Eepartment
 

a.1 	 lepartemental Chief
 

1 Recording Official
 

a.? AdministrativeLivision
 

I accountant, secretary, 2 laborers
 

a.3 	Eater Supply Iivision
 

" chauffers, ' secretaries
 

a.3.' Programming ection
 

I Plaoning engineer, I rtatician 

a.3.2 	2upervision rection 

1 Operation and maintenance technician 
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a.3.3 Promotion 18ection
 

1 sociologist or a professional experienced in
 
public relations, community promotion and de
velopment, I publicity draftsman
 

a.4 Environmental Hygiene Division
 

Request the transfer of the chemical engineer from the
 
La Paz Unit to that of the Sanitation Department.
 

b) Regional Health Units
 

b.1 Cochabamba
 

2 engineers, I secretary, 1 warehouse attendant, 2 chauf
feurs, 1 watchman, and 2 laborers
 

2.4 Annual Implementation
 

The list of positions necessary at the central level of the
 
Sanitation Department as well as at th3 level. of the Cochabamba
 
and Chuquisaca Regional Health Units, including the proposed
 
positions is indicated in Annex No. 4, as refers to the USAID
 
project.
 

All of the positions should be filled by no later than 1979 by

which time the project will have started.
 

In short, the provision for positions during 1978 and 1979, as
 

indicated in the graph found in Annex No. 4, is the following.
 

1. 	Environmental Sanitation Department
 

Position Requested 	 To be Filled in
 

-978 1979 
1 Recording Official 	 1
 
1 Accountant 
 1
 
3 Secretaries 2 1 
1 Planning engineer 
1 Statician 
1 Sociologist 1 
1 Publicity draftsman 1 
1 Operation and maintenance technician 1 
2 Chauffeurs 1 

2 Laborers 1 1 
SUB-TOTAL
 

2. 	Cochabamba
 
2 Engineers 
 " 
1 Warehouse attendant i 
1 Secretary 1
 
2 Chauffeurs
 
I Watchman
 
2 Laborers 
 1 ! 

SUB-TOTAL 	 36
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3. Chuquisaca
 

To be illed in
 
Position Requested 1978 1979
 

2 2ngineers 1 


,.Secretaries 1 
4 Chauffers P 
Vatchnen 1 P 

' Laborers 1 I 

TOTY1AL MTL 

1-5 ralary Increase
 

Technical and supporting personnel who work on Loational level
 
and reg.ional level sanitation prorwns are underpaid in com
parison with the pay scale of persounel working for other en
tities in the public sector; therefore, as indicatec in the
 
graph found inAnnex o. 4, an annual increase in salaries is
 
suggested as of 1(7E for all mentioned positions. This sug
gested increase would serve to stabilize personnel, avoiding
 
a turnover in techaical personnel specialized in Sanitation,
 
and also serve to stimulate the personnel to higher efforts
 
and responsibility in the fulfillment of their activities.
 

The proposed increase in salaries will encourage the employee 
to do his job well, dedicating his fall time to the work under 
his responsibility. Without a salary increase, the technician 
would be forced to search for other means of gaining his live
lihood and maintaining a standard of living that accords with 
his professional position. 

,.6 Salary and Per Diem Costs
 

The costs of salaries and benefits for Sanitation personnel
 
working on the project are also indicated in Annex 'o.. 4. The
 
estimates have been calculated up to 1979, by which time the
 
positions should be filled. The estimations for 1910, 19C1
 
and the first three months of 198 have been based on the total
 
costs corresponding to 1979, with an additional 10 percent
 
increase.
 

These estimations have been based on earnings received in 1977 
by professionals in the public sector who work for state agen
cies or at other similar levels. An annual 10 percent increase 
has beet. proposed based on the salary earned in the previous 
year. The figures for these costs are indicated inAnuex ..o. hA 
including those figures corresponding to an alternative annual 
increase of 0 percent, 5 percent, or 10 percent. 

An estimation of costs for per diem and transportational fare 
for professional and supporting personnel who must spend some 
time in the field is indicated in Annex No. 5. 
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The 1977 cjsts for this itei. are based or. the a ounts authorized 
The ESby current :ational Reg:altion for the public sector. 

has only two cateCories: :.b P30 per diem ILS",. 1 .50) for pro
diem ( 0' for supportfessional personnel. and :b ICo per 


in, personnel.
 

a rore adequate!Zhe I1/R should be prevailed upo to obtain 

per diem from the iational Iovernment that reflects the present 

The current per dien, does not cover expensescost of living. 

ie the least. and as a consequence. personnel who should 

spenC
 

time in the field are not motivated to do so, which naturally 

leads to a 5eneral deterioration in the program.
 

A 0 percetit increase is beinZ considered, hmever, for '979 

a:d c[1 due to a rossible hike in transportation fares. Three 

alternatives are bein: co-sidered for 197E. 1970 19CO ,c{', 

and cC.: The first alternLative is no increase at all the 

and the third is a '0 percen'second is a 5 percent increase 


increase.
 

Ustimations for personal expenses and per diem were rade only 

TTCIAir financed activities. '.he reasonfor personnel ansi ned to 
the .Wafor this is to be able to oetermiine the ai.,unt which 

accordedtional (overan:ent has conritted itself to paying- as 

in the A .reei.ent. Annex mo. pa;e '1 'letter) C - 'olivian 

'overmiet:t Cotribution - P.professional and Supporting 

Person.el. 

Alternatives
 

3.1 General Or_anization 

The proposed cha ::es in organization and persoitel vill serve 

the orya: ization and the current structure of theto irprave 
the Sa-itation OfficesEnvironme,.tal Sanitation livision and 

appear to be adequate forat the regional level. hich do not 
:oals ane. investmentsas agreed upon
handling a project of such 


:ith UAMl. '"le chan 'es iii structure would permit the ;-inistry 
to


by means of its specialized Environmental Panitation Unit 


for all its responsibilitiesa-s.er to the financin:" entity 

acquired under the si:,aec' agreemeat. This rill be possible 

once the Iepartamental Saitation Offices are directly res-

Sanitation repartrert in water
rzo.-ible to the i.nisterial 

sup,iy and waste Cisposal activities.
 

For the present. a transitional organization is sug.Igested. 

This vould firsit o all avoid substancial chanres in the 

strLcture since it concerns the development of a pro:'Z/P 
ject in only a lirited area of the comutr,; and secondly it 

the results of the project,vould all=- time for evaluating 

thich would inadicate any obstacles encountered in its develop

meut. 

http:Person.el
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Should unresolvable problems arise in the future, or should be 
insvestments or water supply and waste disposal prog-rams reach 
a nation-wide proportion, as is possible considering that it 
relates to man's basic needs and necessities, especially in 
Latin America's rural areas which have long been neglected; 
then it wrould be necessary to search for a more rapid and ra
tional manner for completing the programs. 

In such case, the i.SW/PHi should rely upon the services of 
specialized entities such as the World health Organization 
through which the necessary collaboration for resolving such 
eminent problems could be obtained. 

. Project Eecution 

Another alternative is being considered in order to further 
the project. The alternative is that regional level activities 
could be accelerated under a single regional co"mand in Cocha
bai;ba rather than under the two :ucre ad Cochabamba Offices
 
considerin that other pro rams, in coordination vith U-:tCEF, 
are 'being uidertahen in Chuquisaca. The parallel needs of both 
programs could overlap and cause adninistrative difficulties
 
which would detain the proress of each pr%.rrpr. from the stand
 
point of adquisitions. stored material and account reports.
 

A final decision should be taken on this matter once a pro ,ress
 
evaluation has been reade. 
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Annex N~o. I
 
Current Organizational Diag-ram of the
 
Environmental Sanitation Division
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SUNTArfY OF SALARIES AND SOCIAL BTETS 
SAITITATI0: PERS0.-&EM - USP) PROJECT 

(Bolivian Pesos)
 

Increase 9977 
eth Trim. 

E.E A RS 
19791 9 9O 98 

1st Trim. -. 

TOTAL TOTAL 
US

%. 
o "L9.0o9 ',155,895 i,4o6.565 1,406,585 1,406,585 351,646 5,916,305 e90.300 

lanitation Departvent 

._L 
5 
-1'0 

1.213,680 

'"'71,485 

1.476 914 
1,547t243 

1.550,760 
1,701,967 

1,62[,P98 

1,L72.,'64 
427,4,E 

5'4,E45 
6.4E6 0E9 

7.096.713 
31E,25E 

348 219 

Cochabamba " 
0 
5 
'0 

274,349 1,744,7,'0 
1,831,956 
'i.919 '9 

2,240,j44 

-,352,361 
,.464 378 

2,240,344 2,f40.-344 
-',46r',979 2,593,47E 
2,710.816 2-981.8 

560.86 
60,7E 
C20,022 

9 300,1E7 
0,2o 911 

't-70.655 

456 339 
500 634 
54E,1'( 

Chuquisaca '1 
0 
5 
'0 

'137,009 939.033 
9E5.985 

1,03P,936 

'-193,511 
1,253§F7 
1.312,663 

1,193,511 
1,315,E46 
1,444,149 

'.193,511 
1,361,639 
1,5EE.564 

P9E,378 
362,aO 
436,E55 

4 954 953 
5 436,346 
5 952,376 

?43 128 
266,749 
-91,069 

"TOTAI 
0 600,367 
5 
.O4,223,613 

3,E3P..648 
4,031,621 

4,840,44o 
5.0t2,462 

5,324,484 

4,84o,44o 
5s336,585 
5,856,932 

4,4o,44o 
5,603,415 
6,442,6P6 

1.210.11O -0,171,445 
1.470.196 22,125,346 
1,771.722 24 219,744 

9E9,767 
i,o5.64o 
i, 407 

(1'-Since the Central Office and Chuquisaca will use Water Supply and Waste Lisposal personnel approximately 50 percent
of the time. this diaLTam has been drawn up indicating half of that which is indicated in Annex zo. 4 for 1978 and
19Cl. -Half a trimester has been indicated for 1977 and 1982, the estimated project time durin- those years.
 
( P)ersonnel assigned to Water cupplzy and Waste Disposal will spend all of their time on the Cochabamba project.
Lowever, 1977 and 19EI have been indicated in only a trimester period, for the same reason as mentioned above
 

in Note (1).
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E:.E ATIO: 07 PE2 DI ,: AT T , -, 	 F2SAH!.ITA7rI:cN. PRSO.TEL 1977 19[2-2--

A,"Of E 77 7L C97C 19 	 T92Ar0 TOTAL 
Increase 4th pbUs,, 

'imester ______ 

0 100,000 430,O 51-0,000 5O, 000 550,000 138,000 2,29C,000 ' 75 
Sanitationrepartmerit 5 452.000 5c4 000 573,C00 605.000 6ooo 2.45E,O00 .o,60E

10 4,74, 000 590.0C00 6o. 0600 056 000 27C.,O0 , ,9E.000 27 4'7 

o '00000 400.00 500, 0C0 500.0-0 500.000 25 C.;0 12-.000 0i4..26c 
C._lchabamba 	 5 L20 CO0 S , 550300O 5,".."0 -- 002. .. 3 000. 

10 ,'. 0J0 5.,00 605..000 ' '5C00 27.961 r .Loo. 

50,000 00 co0 o000 250,000 250.000 . . ,0 52,11 
: - - ... .062,000 5 I 

C,,hu.uisaca 5 0, '23 Co,000 273-0 C, 0 ' 755C000 56,7 
10 	 2 c0.00 "p :02.00 332,000 000 P,.70000 62,31 

0 250,000 1,030,000 ,)0,000 1.2c,000 1-300,000 325 000 5.,4C5 000 P69. 3k 
S0 ,000 , 0 1 ,000 . 391,000 5.93E,000 P, 36 10 	 1,135,000 ',15,0 0 .507,000 1,703,000 466.coo 6,476,000 3 z7.763 

A 10 percent increaze in air fares has beer calculated for 1979 and 1981. 
*,b 20.3f 



TECHNICAL ASSISTANCE PLAN
 

The AID Technical Assistance Plan is a vital component in the Rural Sa
nitation Project, which the YSW/PH has agreed upon to undertake with 
the financial collaboration from AID according to Agreement ITo. 
51i-U-058 and 513-0458 signed by both parties September 16, 977. Tech
nical advice will be given in the following fields: 

1. General Administration
 
2. Operation and maintenance in systems under construction
 
3. Community promotion and education
 
4. Education
 
5. Impact evaluation 
6. Accounting
 

The advisory body could being activities on those aspects outlined in 
the following graph. 



MAIN ASPECTS OF THE TECHNICAL ASSISTANCE PLAN 

PROJECT 511-U-058 AND 511-045E 

Advisory Field Duration(months) ActivitySchedule Adviser's Qualifications and Experience Adviser's Main Duties 

Administration 30 2/78- 7/80 Professional Sanitation Technician vith 
a minimum of 5 years experience in sa-
nitation project planing and adminis-

Collaborate with the MSW/
PH personnel in all that 
relates to organizationml 

tration. adjustments and implement
ations in the executing 
entity- coordinate in de
signing and starting ad
ministrative information 
systems. and also coordi
nate in the accounting 
and evaluation of tech
nical assistance activi
ties. 

Operation and 
Maintenance 

30 7/78-12/80 Sanitation Engineer having a minimum of 
5 years experience in well-drilling ac-
tivities and pump equipmnt operation. 

Design and establish an 
operation and maintenance 
system, submitting a pe
riodical evaluation; co
ordinate in designing ad 
creating training courms 
for technicians in cha2%e 
of equiment installation 
and maintenance. 



Advisory Field 

Community Promotion 
and Education 

Duration 
(months) 

5 

Activity
Schedule 

2/7C-4/7& 

Adviser's Qualifications and Experience 

Sociologist or anthropologist specialized
in community development having a minimum 
experience of five years in rural commulj.. 
ity works, 

10/79-11/79 

Education 3 6/78-8/78 Health expert experienced in training 
personnel (five years minimum experience) 

Adviser's Main Duties 

Plan strategy and out
line for manuals on 

:mmunity promotional. 
motivational, educa
tional and organiza
tional activities
 
using audiovisual
 
aides. Draw up regu
lations for the con
struction'as Comunity
 
Council.
 

Run field analysis and
 
tests and evaluate
 
their results.
 

Analize the training
 
level and the current
 
structure of courses
 
for Sanitation tech
nicians.
 

Plan refresher courses
 
for in-service tech
nicians and comrses 
for new p4rsonnel. 



Advisory _leld 
furation 
(rmonths) 

Activity
Schedule 

Adviser's 
ualifications 

and Frnerience 
Adviser's I.:ain Duties 

Impact Evaluation 5 4/79- 6/7[9 Epidermologist or lleaIth 
Erpez-t ith a :!r!uni of 
5 years crerierce in 
evaluating health programs. 

Plan a system to be in
stalce for impact evalu
ationiai.Od :istitutional 
adjustoeats. 

3/CO 
3/81 

and Analize infornration and 
juten in order to

evaluate the last two
year >1ericd. 

Accounting 3 E/78-10/7E Certified Public Accountant 
a minimum of 5 years 

expe-rience. 

Analize the curreu. ac
cotnin tei-: and plan 
or c: 0he systcn 
acco~vd- t z needs, 
innc1ui n suet and 
finanrcial1 rep-ort.PLannin-r, 
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I. geneal Aspect 

The !.S,/F: has acquired several obligations under USAI:/ "oluvia
throu,.'h the Project Agreet.ent (AI. Loan 511-b-05C and AID Lonation
5" -045(') si;ned on Septetber '6, 1977., for the purpose of building
rural water systems and latrines in Cochabamba and .orth Chuquisaca
over the next four years. The Environmental Sanitation Division
(E3D), represer.tir- said linistry as the specialized unit in all of
the agreement aspects, should submit the follouing information

AID as required before payIents 	
to 

can b6 "ade: 

Article 5.ection 5.] 

c) 	 A financial plan of the project mentioning the ar.ount to be
 
matched by the iational Government counterpart.
 

d) A required Technical Assistance Plan.
 
These requirements must be submitted within 90 days after signing 
the A-reeient. 

Section5.2
 

a)	A detailed plan i;.dicating implementation and evaluation for the
 
first year of project activities.
 

c)	An activities schedule indicating training proLTams to be set up
by the I S./Pr for in-service training and for preparing new per.
sonnel 
 including a schedule of sanitary education activities at
 
the community level.
 

d)	A plan specifying the duration of each stae in the co. ;bruotion

of warehouses for materials.
 

e)	A maintenance and housing plan for the project's vehicles and
 
equipment.
 

These requirements must be sumbitted vrithin 1'O days after signing 
the Agreement. 

USAID/Jolivia has contracted a programming, organizing and adminis
trative consultant to work with ESD personnel in preparing the re
quired documents. so th t the IW/1! (ESD) can comply correctly and

promptly with the above mentioned requirements. 

The consulting will be done In twostages: The first from September 12to October 8. 977, and the second from October 31 to November 26. '977. 
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The Consultants have been it permanent cor.tact ith the ESr Officials 
throughout the first sta se and have begun preparing requiremeats 
5.1.c and 5.1.d. Copies of these have been submitted to AID and 
ESr, although the results are still not well defined. 

Loreovex, the determnin of technical specifications and charac
teristics Cor project pipes and accessory parts has beLun and se
veral contacts have been made for arrivi., at the best method for 
obtaiaiig such materials. 

Considering that the first consulting stage expires or. October E 
1977, the ESD should be-inpeparing the oext activity with the 
collaboration of the AID consultant in October, at the start of the 
second consulting stare on October 31, so that the required documents 
stipulated under the agreement can be submitted by the enC of No
vember or at the latest by December, 1977. 

II. E-.T_1,r Activities Schedule from October 10th to the 31st 

A. A diagram should be drawn up indicating an activities schedule 
for the project's first year, including the sequence of activi
ties in the construction process for the systems.
 

The number of activities to be undertaken throu:hout the year 
should be specified as suT-ested in the model ;raph below. Pro
ject activities for the remaining years could also be projected
in a like manner. 

tRumber of Activities

• I,
1~770, E97 ~970 etc.Activity Cochabambal.huquisaca Cochabamba-Chuquisaca Ci ai 

1. Com. Study 

'P.Biddin; Prepa
ration 
r'.1 Topographical 

Survey
n.n resirns and 

Reports 

3. 

The follovia are suggested as principal activities: 

1. Sanitary and socio-ecoaomic study of the area. 

2. Project preparation. such as topo-aphical surveys. desions, 
reorts. and construction budget. 
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3. 	Community motivation, promotion, and organization.
 

4. 	Obtaining materials and equipment for the construction. 

5. 	Construction execution. 

5.1 Water systems
5.2 Well digging 
5.3 Letrines
 

An evaluating system shall be drawn up for determining the establish
ment of priorities for the construction of the projects based on 
parameters and criteria for selecting communities. 

The 	parameters and criteria are as follows:
 

1. 	Availability of supply resources in the considered area.
 

2. Level of necessity, interest, and collaboration found in the
 
community.
 

3. 	The number of inhabitants to be covered under the project. 

4. 	The existence of development plans under other state agencies
 
for that region or area.
 

5. 	Community aspects.
 

5.1 Whether or not there is a community council.
 
5.2 Availabilitylbr particip..ting in the project execution.
 

6. 	Determining the sources, whether they are underground or on the 
surface, taking into account their distance from the community 
and their quantity. 

7. 	Access to the area considering type of roads and distances.
 

8. Concentration of the area's population that would permit the 
construction of communal systems. 

9. 	Existing or available resources that might belong to the area 
or to other entities.
 

B. 	 A plan will be devised for completing the storehouses by stages, 
same of w ich are already under construction in La Paz, Cocha
bamba, and Sucre.
 

The different stages in completing said storehouses will be out
lined by activities in a bar diagram, including the estimated 
corresponding investments.
 

C. 	 A maintenance and storehouse plan shall also be dravn up for 
housing vehicles and project equipment, thich, according to 
Implementation Chart No. 1, should include the following:. 



1. 	 The organization' s responsibilities. 

2. 	 Procedures. 

3. 	Required maintenance personnel.
 

4. 	 Maintenance and repair of acquired and current equipment. 

5. 	 Spare parts and materials necessary for maintenance and 
selecting their purchase.
 

6. 	 Annual estimates of required funds. 

D. 	 Apart from the requirements mentioned above, the determining of 
characteristics and technical specifications for equipment and 
materials required in the project will continue in order to 
speed up the construction.
 

This aspect could be accomplished with AID collaboration in the 
second consulting stage.
 



PRWECTED TECHNICAL CHARACTWISTICS AD SPECIFICATIONS FOR 
PIPE AND PVC ACCESSORY PARTS
 

1. 	 The pipes should be made of poll (chloride-vinyl) rigid, type 1, 
grade 1. 

2. 	 The pipes should be odorless and tasteless, and should have the same 
or equivalent physical and chemical qualities as specified in the
 
A.S.T.M. regulations concerning this type of pipe (ASYM D 1785-68).
 

3. 	The pipes should comply with the toxicity regulations sited above. 
The results of a non-toxicity laboratory test should be submitted. 

4. 	Pipe thickness should be based on the corresponding regulation 
table (diagram 40) in accordance with construction stipulations 
specified in No. 8. Pipe quantity, diameter, and working pressure 
limits are described under this number. 

5. 	All bidders&hould present the necessary documentation giving evi.
dence that they have complied with regulations concerning the re
quired PVC pipes.
 

6. 	Grooved pipes to be fitted to accessory ports should have a minimum
 

thickness of 2.8 mm.
 

7. 	 A tin stabilizer should be used in manufacturing the pipes. 

8. 	 Pipe quantity, diameter, and working pressure limits are as follows-

Diameter in mm. Pressure limits (Kg./cm2 ) Quantity (M.L.) 

20 	 (3")
25 	 (1) 
40 	0 1/2")
50 	 (2") 
65 (2 1/2 )
 
75 (3")
 

9. 	The pipes should have a maximum length of 4 m. and should include
 
their respective connecting fittings.
 

10. 	 The required accessory partri, should also caeply with the specifica
tions stated in the ASTM D-224K-69 regulations. 

11. 	 The quantity, diameter, and pressure limits for accessory parts are 

as follows: 

Type 	of Accessory qanti y Diameter orking Pressure LL 


