
C S?!:CIAL EVALUhTIONf:&l REGULAR EVALUATION

I

I
i

UN.,CLAS SIFIED
-CLI-.5Si-,:.-ICi.... ,; ION

PROJECT EVALUATION SU;Ji(v'iARY (PES) - PART I R~rcr~ S\··,,~<)I ','.",47

2~P3R20~~~:;UM~1~R~~:~O~~:;~;~;~;~~E~·~~
4. EVALUAl tON NU~."6ER {EntE;T U·.~ ruri'l::..'ur i:"'. .l; ...:~.'r.' ...... ~'i ~f ... e

reporting u"i~ a.g., Country or AID/VV Adrnini.H"tiv.' C· ~.

FI.cer Year.Serlel No. beglnnlnQ with No. 1 !>bell F'v632-82-4

RURAL WATER SUPPLY AND SANITATION

1. i'flOJECT TITLE

,.

..
...

S. KEY PROJECT IMPLEMENTATION OATES 6. ESTI'v1ATEO PROJECT

A. First B. Flnel C. Fi"l1l FUNiJlNG 14 003 500
?RO·AG or Obl1~atJon Inout A. Totel S ' ,
Equiv.lent ExpectP.d Oalive!'V 12 , 142 , 100
FY --.1.!1 FY..!!2.... FY~ B. u.s. S ~~~re~ E...aluatlon May 14, 1982

e. ACTIO~ DECISIONS APPROVED BY MISSION OR AIDtN OFFICE. Dii'lEC, OR

A. LIn do>cillonc end/or unrcsel",ad Iss'.e..; cite those 119m> nceding further study.
(NOTE: """'on ck<:hionl which entlei ..ae AI D/W orre,ione' effiee aCtion should

:.;>eclfy type of docum<lnt, ••g•• alr;;'am, S? ..;R. PIO,whlcl'l will pnuant det.lled I't'!Quett.1

9. NAME OF
CFFICEA

RES?ONSraLE
FOR ACTION

C. DATE ."'eTION
TO aE

COM?LETE..:>

1. Establish positions and select the required counter
part personnel, in cooperation with the VWSS and project
team.

!GOL/Contractor
I
I
I

J

2. Take immediate steps to improve the financial manage- IIGOL/VViSS
ment control system of both the GOL and ~NSS to reflect
adequately project expenditures, inclUding the establish-!
ment of proper inventory controls, purchasing, requisi- I
tioning and distribution procedures, and the establish-
ment by VWSS of a Project Control Account to adequately
reflect all project expenditures.

Immediate

Immediate

3. Take steps to permit the establishment, hiring and : COL/Contractor
promoting of qualified/trained personnel. to key positions!
such as masons, storekeepers, foremen, STOs, and other
pertinent operating personnel.

4. Implement a stronger bUdgeting system for the purpose /COL/VWSS
of reflecting the complete budgetary picture with partic-!
ular emphasis on recurrent costs.

5. Implement a system whereby village contr ibution can
be channelled to ~~SS to off-set rural water supply
maintenance costs.

GOL/VVlSS

Irru'TIedi.a te
I

1, 1983

1, 1983

o p'oJl>ct P,per

Financial Plano
o

1"0. ALT'Er';~ATlvE ~C:SIO',<SCN F I.>: '.1;'=
Of' P?OJECT

D Implflmontotlon ?tf:lr"'. 0 I
e.il., CPI Netwo,k . Othe, is,,ecify) A. [!] C"'''tir.ue ,"c.:>j"Ct \'::;,,~,,: Chan;;o

o PIOIT lB. 0 C~.,,'~. ?,,,ject De! i~" oo.d/or

"10o PIOIC [J Olh"r (Spc:j~y) Cr.• nge lr71plc;"c:H.,;c,n Plan

D P)O/P !C. D I)i.coni""a I"rojeet

- :-::-::~-==~::-::-.=-=-.,...,.._____ i _
I 1. i~"S-CA·Ji'l'nC;,To~~fl·~~T'[E'RI':ND HOST ~')L:I!N-;RY OR aT Hi: R RANffi'G i'4F,T ICI?ANTS--',;2 r.-·s' "-;:--1<\1'':'' '\"1 O"'I--e-;:':;-;;:-~;-::::-:::~:' ~:._'-.

,... 0' n 1-:'\ ..., "".mtt:i find T.~I'.::s ' •. , ~ ...... , 'I ~ ,~' . • ','V '.",..-''- ..

Thomas G. Putscher, Project Officer/Team Leader, AID/W fS;gMti·.------~·,~--; 'r-- -.---
Hillis J. ~oJetstein, Senior Vice-President, Horrision- .----l..d. ~/!L':.0:/--::I/~-~.~::::...... __

Maierle, Inc. Typ"d t,,,.,f'''
!',. 1 h Byrok H. Bahl 1.,_C_._t_i.n_n~D..i. ree!::,
••U ugeta Yo annes, Engineer, USAID/Lesotho ' 'JOate---··

July 1, 1982
A'f) i ));).\5 1)'-";:-;;11~}------------------ ._-----------



I
'&.,' •

TAB L E o F CONTENTS

}'.

Page

13. Summary 1 1

14. Evaluation Methodology 4

15. External Factors 5

16. Inputs 8

17. Outputs 17

18. Purpose 25

19. Goal/Sub-Goal 26

20. Beneficiaries 27

21. Unplanned Effects 27

22. Lessons Learned 28

23. Special Comments or Remarks 29

Attachment 1 32

Attachment 2 33



.... ~
. )'.!

13. Summary

The Lesotho Rural Water Supply/Sanitation Project is aimed at satisfying one
of Lesotho's most basic needs, that is, the provision of rural water supply
systems which will ultimately improve the health and basic living standards
of Lesotho's rural poor, which comprise approximately 94 percent of the pop
ulation. Accordingly, this project conforms with the Mission's long-term
assistance strategy as presented in the CDSS as well as the agency's recent
directive relevant to Domestic Water and Sanitation Policies.

The Lesotho Rural ~qater Supply/Sanitation Project was approved on August 23,
1979 for a period of nine years with a total life-of-project funding of

. $12,142,000. On August 30, 1979, a Grant Agreement was signed between the
Government of Lesotho and AID. Subsequently, USAID/Lesotho issued a PIO/T
on December 27, 1979 for the technical assistance contract. However, AID/W
did not finalize the technical assistance contract until March 6, 1981, a
period of 15 months. Obviously, this inordinate contractinq delay on the
part of AID/W has caused the project to suffer unnecessary implementation
delays. As a result, the project is now approximately one year behind sched
ul~, which will undoubtedly necessitate extending the project's PACD. Addi
tionally, the extensive contracting delays delayed the technical assistance
team's (Morrison-Maierle, Inc.) arrival by eleven months. A detailed review
of project files in both AID/W and USAID/Lesotho seems to indicate that one
major delay in the contracting process was attributable to AID/W's Office of
Contract Management's insistence that this procurement'be set aside for small
business concerns. While this decision significantly contributed to the over
all contracting delays, it does not adequately explain the overall extensive
contracting phase, i.e., from the time the Evaluation Board recommend the firm
of Morrison-Maierle, Inc., July 1980, to the signing of the TA contract,
March 1981, a period of eight months.

The project is now in its tenth full month of implementation and is progres
sing extremely well in attaining project goals and objectives. Of particular
interest is the strong cooperative efforts and coordination displayed within
the Village Water Supply System (~~SS), the GOL implementing agency. The
project TA team, together with the Helvetas (Swiss) team, is integrated within
the ~~SS, and their strong coordination and cooperative efforts have had the
effect of strengthening the VWSS, one of the main objectives of this project.
Since the arrival of the U.S. technical assistance team only ten months ago,
VWSS has significantly improved their overall organizational structure. By
integrating the project with the mqss, the TA team is in effect pooling their
resources with the Swiss team, increasing both the effectiveness and efficiency
of the ~qss.

A nationwide Selection Criteria Priority Plan has been developed and adopted
and is now being utilized by the VWSS. Based on their selection criteria,
a village requesting a water supply system must raise a certain amount of
funds to be utilized for future maintenance activities. The village must also
agree to supply free labor during the construction of the system, i.e., rock
cutting, trench digging, cement mixina, etc. The results have been excellent.
The evaluation team visited four vill~ges in the process of constructing water

- - -
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supply systems. In each village, the local voluntary labor was supplied and
actively working. The project is actually a bottom-up project, highly de
pendent on community participation; It is refreshing to see actual results
in a relatively short period of time. The project is welcomed, especially
at the village level, and is fully supported by the villages, who, in essence,
participate immensely in the construction of their water supply system. The
results are strong acceptance, active community participation and a sense
of pride and ownership.

The cooperative efforts achieved in this project have resulted in the develop
ment of a unified country-wide project providing efficient, well constructed
rural water supply systems to those with the utmost need. Currently, nine
gravity flow water supply systems are under construction, with two nearing
completion. Three additional systems are in the design stage. Six hand
pump systems have been completed and are operational, with an additional four
currently under construction. Each system consists of several bore holes and
pumps. In addition, the Rural Nater Supply/Sanitation Project was instrument
al in supervising and managing the hand pump test program funded by UNDP and
the World Bank. Under this test pr01ram, four various types of hand pumps
were installed in 18 locations in the Mafeteng and Maseru districts of Lesotho,
and are now fully operational. These pumps will be monitored and tested for
a period of one year and the results obtained will serve as the basis for se
lecting the best hand pump (which initial observations indicate the U.s. man
ufactured Moyno) to be utilized by m~ss in future hand.pump water supply systems.

Other significantaccomplisments include theimplementation of a procurement
plan, purchasing of project vehicles and commodities, development of a two
year work plan, completion of the one regional and three district maintenance
centers, and the construction of one junior and six senior staff houses.
Training programs are underway and include the training of 18 masons, nine
foremen, with an additional nine currently in training, and the placement of
three long-term training candidates (engineers) at r-1ontana State University.
As previously mentioned, rural water supply system construction activities are
underway and will be proceeding at higher rate in the coming year. The Health
Education component, although not fully operational, has made progress in co
ordinating m~ss activities with the MOH, with several Health Education seminars
and training sessions planned for selected districts in Lesotho. As these
initial planning and development activities have taken somewhat longer than
ociginally anticipated, the extension of this TA position for an additional
one-year term may be warranted.

Finally, and of utmost importance, the Maintenance Support Program has been
developed and implemented. This system has been organized to integr.ate with
the regional and district maintenance centers constructed under this project.
In addition, manpower requirements have been developed, transport and schedul
ing procedures have been established and a maintenance reporting procedure has
been implemented for both vehicle and water supply systems maintenance.

While overall project performance by all parties is impressive, the evaluation
team has identified several major problem areas, centering on institutionalization
of project activities. If not corrected they could severely impair the GaL's
ability to continue rural water activities at the end of the project period.
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These areas areas follows:

(1) The failure so far of the Government of Lesotho (GOL) to
appoint the appropriate qualified counterparts;

(2) Overall weakness in the GOL's Financial Management capabili
ties;

(3) Government-wide hiring freeze, which has severely hindered
the project's ability to place trained foremen and other essential
personnel in key operating positions;

(4) Recurrent Costs - GOL's ability to assess accurately the true
costs of maintaining systems and institutionalization once the u.s.
project is completed; and

(5) utilization of village contributions for maintenance costs.

During the course of this evaluation, the aforementioned issues were discussed
at length with both pr~ect personnel and GOL officials. Although many of
the issues are currently being addressed, as evidenced by AID's funding of
both a newly established Controller position, together with a Head Planner
position within the MORD, the evaluation team must stress the importance of
rectifying these problems at an early stage in order not to jeopardize the
success of this project. To that end, the evaluation team strongly recommends
the following actions:

(1) The GOL, in cooperation with the ~vSS and project team, estab
lish and select the required counterpart personnel;

(2) The GOL and VWSS take immediate steps to improve their financial
management control systems to reflect adequately project expenditures,
including the establishment of proper inventory controls, purchasing, re
quisitioning and distribution procedures, and the establishment by VWSS
of a Project Control Account to reflect all project expenditures. In
this connection an expatriate financial manager is being assigned to the
MORD and will pay substantial attention to making management improvements
of benefit to the project;

(3) The GOL, in conjunction with VWSS project personnel, take immedi
ate steps to permit the establishment, hiring and promoting of qualified/
trained personnel to key positions such as masons, storekeepers, foremen,
STOs and other pertinent operating personnel;

(4) The GOL implement a stronger budgeting system for the purpose of
reflecting the complete budgetary picture with particular emphasis on re
current costs; and

(5) The VWSS implement a system whereby village contributions can be
channeled to ~vSS to off-set rural water supply maintenance costs.

In conclusion, the evaluation team believes the project has made substantial
progress in the ten months since implementation began. Especially, we are
impressed with the cooperation and coordination displayed within the ~iSS.

Similar AID projects would do well to observe the results that strong coordina-
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tion and cooperation can yield. Not only is this project making substantial
progress in achieving the basic goals and objectives as set forth in the
Project Paper, but it is generating substantial additional donor assistance.
Although the true test of performance will come in the following year with
the arrival of the project's first shipment of major water supply system com
modities, i.e., piping, pumps and related fittings and components, the basic
foundation has been laid. with the foundation now in place, substantial pro
gress should occur in the coming months, when the TA team can concentrate
their efforts on designing and constructing AID-financed rural water supply
systems in order to improve the basic standards of Lesotho's rural poor. The
project is progressing towards attaining the major goals and objectives set
forth in the Project Paper, and is on its way to building a strong institutional
base from which an array of development activities may be generated.

l,4. Evaluation Methodology

This internal evaluation was conducted in accordance with and in response to
the Evaluation Plan, whose need was recognized and set forth in the Project
Paper and the Project Grant Agreement, signed on August 30, 1979. This evalu
ation is the first evaluation of the Rural Water Supply/Sanitation Project
since the Grant Agreement was signed and is being called for now, near the end
of the first year of arrival of the Project's technical assistance team, in
order to insure, at the outset, that project activities are being met and
directed towards the achievement of project purposes and outputs. Such an
early evaluation, by its nature, focuses primarily on theinput component of the
project. However, this evaluation has also given due emphasis to all aspects
of the project such as goal, purpose, outputs, unplanned effects and other
special cormnents or remarks. Specifically, this evaluation exerci.se has
attempted to identify key problems, recommend appropriate corrective actions,
determine attainment of project objectives, check the collection of data to
permit measurement of progress, verify that inputs are realistic and can be
achieved, and modify/alter, as appropriate and necessary, the project design
and/or implementation plan.

Per the authority accorded'to the AID Mission by the Grant Agreement, the
Mission selected the members of the evaluation team and prepared and delivered
the required Statement of Work to the evaluation team.

The evaluation was conducted between May 4 and May 19, 1982, under the direction
of Mr. Thomas Putscher, AID/Washington (APR/DR/SA), with the assistance of Mr.
Willis Wetstein of Morrison-Maierle and Mulugeta Yohannes, USAID/Lesotho.

AS an initial step of the evaluation exercise, the evaluation team held intro
ductory meetings, first with the AID Director, Program Officer, and Project
Officer, and later with the Permanent Secretary of MORD, Senior Engineer of
VWSS and the team leader of the TA contractor, Morrison-Maierle. During these
meetings, the purpose, type and method of the intended evaluation, as well as
other general policy issues concerning theproject, were discussed and highlighted.
Following this, and with the Statement of Work as a term of reference and guide,
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the evaluation team reviewed project files, project documents, monthly and
quarterly reports and conducted individual and group interviews with project
staff in AID, GaL, TA team and with people in other branches of the GaL, as
well as with individuals associated with other donors. A complete list of
all persons interviewed/contacted is being included as Attachment No.1.
The length and rigour of such interviews depended on the complexity of the
subject issue under discussion and the duration and degree of project involve
ment of the individual being interviewed. Typically, such interviews lasted
for one to four hours.

Additionally, the evaluation report of the Rural Health Project was reviewed
for ascertaining and gauging the interdependence and linkage that should
exist between the Health project and the sanitation component of the Rural
Water and Sanitation project.

All the above evaluation methods were further supplemented with actual field
visits by the evaluation team members to the regional centers, district centers
and villages for a first hand physical observation of project activities and
project beneficiaries.

The ensuing draft evaluation paper was submitted to concerned senior AID,
GOL and TA contractor staff for reviews and comments. All such reviews and
comments were objectively addressed and discussed, and any corrections/re
visions were incorporated, as found appropriate, into a final evaluation doc
ument.

15. External Factors

The evaluation team has identified four major external factors which, if not
corrected, will adversely affect successful implementation of this project.
These areas of major concern, we believe, require immediate attention and
resolution. As this project is relatively early on in the implementation stage
(10 months), now is the apprpriate time to address and hopefully rectify these
problems.

1. Counterpart position Allocation

Currently, only one of the six counterpart positions has been identified
and allotted. This is the Team Leader, or Development Engineer position.
The remaining five, which are critical to the success of this project, are
the Financial Manager, Maintenance Engineer, Construction Engineer, Train
ing Officer/Construction Engineer and the Health Education Coordinator.
It must be stresse~ in no uncertain terms, that both the establishment and
assignment of the position as well as the appointment of qualified personnel
is imperative. The fulfillment of this obligation, agreed to by the GaL
per the Project Agreement, forms the basis of building a cohesive institutional
framework, which is the major objective of this project. Constructing a
series of nationwide rural water supply systems will prove valueless if the
proper institutional base is not left behind to carry out both maintenance
and further expansion when the TA team departs upon project completion.
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Recognizing the importance of both establishing the required counter
part positions and the recruitment of qualified personnel, the evaluation
team strongly recommends that the GOL initiate the required actions to
immediately fill the five remaining counterpart positions.

2. Financial Management

The GaL's Financial Management Control System is still be developed.
Until very recently, the Ministry of Rural Development (MORD) could not
ascertain its overall funding levels, did not have a complete budgeting
process and achieved only limited controls relevant to fund appropriation
levIes, expenditures and reporting procedures. As part of its efforts to
develop a complete financial system, the MORD has recently appointed an
expatriate within the MaRD's Planning and Management Division. His re
sponsibilities include the coordination of all donor aid and projects under
the jurisdiction of the MORD. Additionally, he has assumed the responsi
bility for developing and presenting a more detailed budget, which will
identify overall funding requirements of the MORD. Furthermore, a refined
reporting system is currently being designed by ~10RD and will be implemented
upon the arrival of an additional expatriate who will function as the MORD's
controller, a new position recently established, at the end of May 1982.
The evaluation team feels this is a major improvement and, although much
more is required, believes the action taken will strengthen the MORD's fi
nancial management capabilities.

with respect to VWSS financial management controls, the evaluation team
found them to be generally acceptable; however, we believe a control account,
detailing all project allotments and expenditures, should be established.
Also, a detailed expenditure reporting system needs to be implemented to
assure the accurate accounting of USAID funds transmitted directly to m1SS.
This system is currently in the development process and is expected to be
implemented shortly.

The evaluation team believes that both the MORD and VWSS are on the right
track in attempting to improve their overall financial management control
systems. Therefore, the evaluation team can only recommend that the MORD
move forward with their current endeavors in improving their financial
controls, partiCUlarly in the area of payments, budgeting and reporting
systems. With respect to the VWSS, the evaluation team recommends the
establishment of a Project Control Account which will more adequately re
flect total project appropriations and expenditures. Accordingly, VWSS
should coordinate this process with both the USAID!Lesotho Controller, as
well as with the newly established Controller at the MORD.

3. GaL Hiring Freeze

Severe strains upon the GaL budget have necessitated a government-wide hiring
freeze. Unfortunately, this freeze has had the effect of retarding project
implementation, as well as creating morale problems. For example, the project
has trained nine foremen or technical officers (TOs) as of May 1982, with an
additional nine now in training. Currently, as a result of the freeze, the
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trained foremen cannot be placed in the foremen positions. They ~re

being paid.at the same rate as masons or Technical Assistant Officers
(TAOs), who the TOs supervise. This is not only causing severe morale
problems, but also increases the probability of losing the considerable
investment in training these individuals if th~roject cannot place them
in the appropriate TO positions. This situation is of utmost concern to
project personnel. Although the evaluation team can empathize with the
strains imposed by budget limitations, we recommend that the MORD move as
expeditiously as possible and fill the TO (foremen) positions. Additionally,
the evaluation team, considering the strong governmental support accorded
this project, recommends immediate action be taken by the MORD to fill
~hose operating positions, i.e., masons, maintenance, storekeepers, as well
as any other pertinent key positions, which effect the project's ability
to implement major project activities and attain overall project objectives.

4. Recurrent Budget

As indicated in the Project Paper, meeting recurrent costs is a severe
problem throughout the GOL. This problem is of special concern in a project
as large and as committed as this one. The intense, widespread demand for
providing adequate rural water supply systems is recognized as a top priority
by the GOL. Consequently, this Project has generated intense interest from
the highest levels of the GOL, which stated that all recurrent costs would
be met even if it resulted in cuts in other areas. 'This commitment, although
well-intentioned, will not be easy to meet in light of current ar.d projected
budget problems. According to the recently approved two-year work plan,
the estimate for the GOL contribution in the Project Paper will be $500,000
to $1,000,000 short of actual requirements. This deficit results primarily
from unanticipated salary increases as well as high inflation. Although
this evaluation covers only the first ten months of project implementation,
the evaluation team strongly believes the severe GOL recurrent cost problem
should be addressed. As the intent of this project is to build an institu
tional base from which rural water supply systems can be provided, the insti
tutional structure established as a result of this project must be maintained
and operated by the GOL when the project is completed. If the GOL cannot
assume thi.s responsibility, the project will fail in meeting its primary
objective.

The purpose and principal focus of this project is to assist the GOr. in de
veloping the institutional capacity of the VWSS to design, construct and
maintain new and existing rural water supply systems. As designed, the
project calls for the completion of 142 new rural water supply systems, and
the reconstruction of an additional 68 systems, for a total of 210 rural
water systems. Currently, the VWSS has over 1,120 requests for rural water
supply systems. As this project is designed to complete only 210 systems
over a seven-year period, who will complete the remaining 900, which dis
counts any new requests for rural water systems during the next seven years?
If the GOL cannot assume the responsibility of supporting, operating and
maintaining the institutionalization established by this project, the entire
effort will have been nullified. Accordingly, the evaluation team strongly
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recommends that the GOL recurrent cost problem be thoroughly addressed
and analyzed. Hopefully, future resources Can be identified or appro
priate projects designed specifically to address the recurrent cost problem.

5. Utilization of Village Contributions for Maintenance Costs

Funds contributed by the local villagers, in accordance with the village
selection criteria, are to be utilized for maintaining associated village
water supply systems. However, as of this evaluation, a procedure has not
yet been developed whereby these funds can be tapped for maintenance pur
poses. Currently, these funds are maintained in an account controlled by
the local village water committee. The evaluation team, therefore, sug
gests that a billing system, perhaps utilizing the current system developed
by the maintenance supply section, be employed for use in billing local
villages for mainteneance costs associated with the repair of their water
supply systems. This would not only encourage proper care and preventive
maintenance measures be exercised by the local villagers, but would also
assist in defraying future maintenance costs now borne by the GOL, which
significantly contribute to the overall recurrent costs problem confronting
them. The billing system developed should insure that funds received for
maintenance costs be channelled directly to the ~~SS. An accounts receiv
able account could easibly be set up for this purpose, and would insure
proper accountabilit·{ "f all funds received. The evaluation team believes
that, under no circumstances, should these funds be channelled to the GOL's
general treasury. In other words, they should be used to off-set direct
maintenance costs incurred by the VWSS in repairing local rural water supply
systems, as specified in the Project Paper.

16. Inputs

1. USAID

A. Financial Summary
The Grant Agreement estimates the value of USAID contributions over the life

of the project at $12,142,000. The two-year work plan has modified these pro
jections to $12,486,300, about $344,000 over the Grant Agreement. However,
this does not mean a budget deficit or that necessary programs will be under
funded. The financial plan extends for a seven-year period and is useful for
long-term planning, and will be reviewed and updated annually, in order to
revise future projections.

Following is a summary of the financial input by AID as presented in the Grant
Agreement and compared to those projected in the two-year work plan:
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Two-Year Work Plan
Grant Agreement Projection

1. Technical Assistance $ 2,202,700 $ 3,185,500*

2. Construction 476,100 969,000

3. Other Costs (Maintenance) 1,474,800 1,295,100

4. Training 387,200 385,500

5" Commodities 7,602,200 6,651,200

TOTAL $12,142,000 $12,486,300

*Funds Obligated for TA Contract is $2,886,400 for a five year period.
This projection is based on the seven year TA contract in accordance
with the Project Paper.

The two-year work plan developed by the TA team has been approved and
accepted by both ASAID/Lesotho and the GOL. The evaluation team has re
viewed the two-year work plan extensively, and concurs in its acceptance.

B. Technical Assistance

The PP calls for the provision of the following Technical Assistance
positions for this project:

Position 80 81 82 83 84 85 86 Total PY's

Team Leader, Engineer x x x x x x x 7
Construction Engineer x x x x x 5
Maintenance Engineer x x x x 4
Training Officer/Con- x x 2

struction Engineer
Health/Education Co- x x 2

ordinator
Financial Management x x 2

Specialist
Short Term Consultants

Drilling Engineer x \
- Hydrologist x x ~
- Miscellaneous 'H

TOTAL 25

The TA contractor is Morrison-Maierle, Inc. of Helena, Montana with Sheladia
Associates, Inc. of Riverdale, Md. as subcontractor. The Team Leader arrived
on the project in early May 1981, with the balance of the field team arriving
during the next 2~ months, providing a complete team by the end of July 1981.
As can be seen, the arrival of the TA team was behind the schedule anticipa
ted in the PP. The following table illustrates the proposed dates and actual
occur ranee of events leading up to the arrival of the TA team in Lesotho.
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Action

PP Submitted
PP Approved
PIO/T Issued
RFP Issued
TAContractor Interviews
Contract Signed
TA Leader Arrives
Balance of TA Team Arrives

Scheduled
Date in PP

June 1979
. July 1979

Aug 1979

June 1980
Aug 1980

Actual Implementation
Date

June 1979
August 1979
December 1979
January 1980
March 1980
March 1981
May 198]
May,June,July

. 1981

Responsibility

Mission
AID/Nashington
Mission
AIDiWashington

.. AIDi''lashington
AIDiWashington
Contractor
Contractor

Due to delays in selecting the TA contractor and signing the TA contract by
AID/Washington, the Contractor's TA team arrived approximately one year later
than scheduled in the PP. This delay in actual project implementation caused
numerous problems to the project and inconveniences to the Mission, the GOL,
and the Contractor, as well as increasing project costs.

The TA field team on this project should be recognized as one of the Mission's
strongest contractor teams. The qualifications, experience and background of
the team members are very good, and the entire team is performing their re
spective responsibilities in professional manner. The team leader is especially
strong and has established excellent working relationships with his team, VWSS
staff, GOL personnel and expatriates from other donor countries. The strong
team and excellent leadership has resulted in achieving good progress during
the initial year of project implementation.

Project housing constructed for the TA team by GOL was just getting underway
when the team arrived in country. The Mission did a good job in placing team
members in other available AID sponsored housing. Only one team member had an
extended stay of about 4~ months in a hotel until his permanent housing was
available.

Elimination of the large rotary drilling rig from the project has resulted in
the recommendation by the team leader and Mission to modify the involvement
of the Drilling Advisor on the TA team. The evaluation team concurs with the
recommendation that the Drilling Advisor's 9-month requirement be eliminated
and replaced by annual ~O-day visitations to the project by a drilling consul
tant.

Projected costs of the project presented in the PP have been updated in the
two-year work plan completed by the TA team in January of 1982. Technical
assistance costs are projected in the two-year work plan to amount to $3,185,500
compared to $2,202,700 in the PP. The increase is attributable to both under
estimated costs in the PP and higher inflation. However, substantial cost
savings in the procurement component of the project will off-set this projected
increase in the technical assistance catagory. Consequently, this will not
affect overall AID contribution.
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C. Construction

The PP provided funds in the amount of $476,100 for the construction of TA
staff housing, field staff housing, a regional maintenance center and three
district maintenance centers. The Mission entered into a Fixed Amount Re
imbursable (FAR) contract with the GOL in the amount of $969,000 for the
construction of six (6) Senior Technician Houses, one (1) Field Staff House,
one (1) Regional Maintenance Center and three (3) District Centers. As a
result of cost under-runs and the increased value of the dollar, it.is esti
mated that approximately $200,000 will remain. unexpended in the $969,000
allocation. It is recommended that the balance of this funding be utilized
to construct the much needed expansion of the maintenance facilities, stores,
and offices of the VWSS facility in Maseru. . ...

D. Maintenance

The intent of this component of the project is to aid the GOL in improving
and supporting a maintenance program that can reasonably meet theneeds of the
system maintenance nationwide. The Project Grant Agreement calls for USAID
funding in the amount of $1,473,800 over the life of the Project. The fol
lowing table shows the breakdown of costs for this component as established
by the PP and those recommended in the two-year plan.

Projected
Costs in PP

Projected Costs
in 2-Yr Work Plan

Maintenance Program Support
Temporary Wage Labor
Vehicle Operation & Maintenance
Inflation
Contingency

$ 287,700
879,500
170,000
85,600
51,100

$ 591,500
639,600

64,000

TOTAL $1.473,800 $1,295,100

The increase in cost for the Maintenance Program Support reflects a redefi
nition of this item to include construction workers as well as maintenance
staff. The reduction in the temporary wage labor and vehicle operation and
maintenance categories reflects revised up-to-date estimates based on in
creased participation in these areas by the GOL.

E. Training

A budget of $387,200 was included in the PP for AID's contribution to the
training plan. This includes the trai~ing of 3 engineers at the B.S. level
in the U.S., 20 senior technical officers (60 study years) for long-term
training at Lesotho Technical Schools and short-term in-service training for
156 masons, foremen and supervisors and 547 waterminders. The 2-year work
plan projects a cost of $385,500 for this item, including a cost of $48,000 :
for Health Education Training which was not included in the PP budget. Costs
for the training of the 3 engineers in the U.S. are higher than anticipated
and there is some concern that this item may go over budget if the three·
students do not complete the training on schedule.
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F. Health Education

Outside of furnishing a TA Health Education Coordinator, the PP does not
identify any other input to the project by AID for health education. With-
out some funding for training of health education facilitators at the village
and district level, the level of output under the Health Education segment will
be seriously retarded. In line with recommendations in the 2-year work plan
$48,000 in AID project funds is now budgeted for training in the next 2-year
period as follows:

Support for Districk Workshops
Training Aids
K.A.P. Surveys

Total

$35,000
11,000
12,000

$48,000

The evaluation team concurs in this adjustment.

G. Commodities

The commodities to be financed by AID in this project as identified in the
PP include well drilling equipment, casing and supplies, hand pumps, diesel
engines, windmill parts, power water pumps, vehicles, tools and power equip
ment (for waterminders and maintenance centers), water testing equipment,
pipe, fittings, valves, cement, steel storage tanks, reinforcing steel and
other miscellaneous construction items. Several changes in the procurement
of corrmodities are recommended in the two-year work plan and are discussed
below.

1. Drilling Equipment
The rotary drilling rig proposed in the PP is not recommended for thi.s
project. Reasons are the extreme high cost, too high a degree of sophis
tication of the equipment and lack of desired mobility to locate it in
the rough terrain of Lesotho. In lieu of the large rotary rig, 4 trailer
mounted cable tool rigs and 3 small trailer mounted rotary rigs are recom
mended. The cable tool rigs have been procured.

2. Hand Pumps
The number of hand pumps is unchanged from the 400 units in the PP, but
costs in the PP were understated.

3. Vehicles
The two-year work plan proposes a total of 28 new vehicles compared with
27 in the PP. The vehicle requirements were also modified to include 3
medium and 3 heavy-duty trUCks. All vehicles are being purchased in South
Africa. Again, costs were understated in the PP.

4. Pipe and Fittinqs
Recommendations are to utilize only galvanized steel pipes for the project.
The PP included pVC plastic pipe which has proven to be troublesome during
construction and maintenance, and therefore not appropriate for use in
Lesotho.
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The total budget for commodities in the PP was estimated at $7,602,200
over the life of the project. This compares to $6,651,200 recommended in
the 2-year work plan. It is difficult to make an item by item comparison
of costs between the PP and 2-year work plan as tAe PP separated shipping,
inflation and contingency costs from each item, while these factors are in
cluded in each individual item in the 2-year work plan. However, the follow
ing table will best illustrate the line item costs proposed in the 2-year
work plan as compared to the PP.

Item

(1) Drilling equipment, spare parts,
and support

(2) Well drilling supplies, & casings
(3) Hand pumps
(4) Diesel engines, windmill parts & pumps
(5) Vehicles
(6) Tools & power equipment
(7) Water testing equipment
(8) Pipe, Fittings & materials
(9) Cement, rebar & steel tanks

(10) Shipping & transport
(11) Inflation Allowance
(12) Contingency

TOTAL

*Cost included in TA Contract budget

Projected
Costs in PP

$ 637,200

109,000
200,000
.68,000

174,400
68,300

2,900
2,648,000

108,000
1,466,100

688,500
1,431,800

$ 7',602,200

Projected Costs
in 2-Yr Work Plan

$ 421,000

149,400
581,100

83,100
429,900

(124,500)*
19,900

4,858,800
108,000

$ 6,651,200

As illustrated by the above table, a savings of $951,000 is estimated
in the procurement of project commodities.

II. Government of Lesotho

A. Financial Summary
GOL contributions over the life of this project are summarized below. The
summary shows the estimated costs in the Grant Agreement and those projected
in the two-year work plan.

Grant Agreement Two-Yr WorkPlan
Projection

1. Systems Maintenance Support Programs
2. Administrative Support
3. Land, utilities, Access Roads, etc.
4. Center & Housing Furnishings
5. Village Self-Help Labor

Total (including In-Kind)
Less In-kind contribution
Net Cash Contributions

R 760,900
373,600
(70,800)
24,100

(368,000)

Rl,597,400
438,800

Rl,158,600

Rl,328,700
254,700
(70,800)
28,700

(368,000)

R2,050,900
438,800

/' Rl,612,100

Figures in ( )indicate in-kind contributions.
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The following sections review the GOL input into the project in further
detail. The above shortfall projected for the GOL'scontribution is
a major concern of the evaluation team, and should be addressed in future
project planning.

B. Systems Maintenance Support Program
Under the Grant Agreement, the GOL is to provide funding, on an increas
ing percentage scale, to cover the salary and materials costs for the
systems maintenance support program. The percentage of costs by the GOL
is to be 20 percent in the initial year of the project and increase by
15 percent each year until the sixth year, when GOL will be responsible
for all costs of this program. The GOL budget for its share of this item
was projected at R760,900 in the PP.

The Grant Agreement stipulates that the GOL is to furnish one (1) senior
engineer, three (3) engineers, nine (9) senior technical officers (STO),
seven (7) technical officers (TO) and 26 technical assistants (TA) in both
the headquarters and field operations component of this program. The two
year work plan projects the following personnel needs and associated GOL
costs over the life of the program. The costs are projected on the assump
tion that all positions will be filled in 1982 or 1983. This will probably
not happen, especially in the catagories of supervisors and engineers, but
will serve as a basis in analyzing program needs and costs.

TWO-YEAR WORK PLAN PROJECTIONS

Maintenance Support

position Number

Engineer 1
STO 1
TO 4
TA 8
System Repair Parts
Vehicle Haintenance

(Spare Parts)

Sub-total 14 .

Project Share GOL Share

$ 17,800 R 35,100
16,000 31,200
43,900 86,300
54,700 107,800
73,900 163,100
64,000 148,000

$ 270,300 R 571,500

System Construction Support

Sr. Engineer 1 $ 24,700 R 48,700
Engineers 4 71,300 140,300
STO 6 95,500 187,800
TO 12 131,900 259,000

Sub-total 23 $ 323,400 R 635,800

Borehole Construction Support

TO 5 $ 54,900 R 107,800
TA 1 6,900 13,600

Sub-total 6 $ 61,800 R 121,400

PROGRA.\t 'l'OTAL --ll.. $ 665,500 Rl.328,700
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The 43 positions recommended in the two-year work plan compares favor
ably to the 46 positions called for in the PP. However, it can be seen
that the PPgrossly underestimated the costs of these positions over
the life of the project. The additional cost burden to the GOL must be
recognized and planned for accordingly.

Of major concern to the Evaluation Team relevant to the GOL's participa
tion in the maintenance support program is the fact that the GOL has not

_-yet established the above positions as called for in the Grant Agreement;
consequently, they are not being filled with qualified people. Those
being trained for the maintenance program can only be hired on a temporary
daily-paid basis. Also, the current GOL hiring freeze prevents the people
trained by the TA team and VWSS from being both placed in the proper position
and receiving the proper salary. This is causing severe morale problems
in the ~vSS maintenance staff and VWSS stands to lose these trained people
unless the situation is corrected. It appears that the GOL does not realize

. the seriousness of this problem, as it has been discussed in detail with
various GOL officials on numerous occassions.

C. Administrative Support
The Grant Agreement requires the GOL to provide administrative support to
the project consisting of four typists, seven clerical assistants, five
assistant storekeepers and five store assistants at an estimated cost of
R373,600 over the life of the project. The number of personnel to be
furnished by GOL for administrative support is based on more realistic
needs, and has been reduced in the two-year work plan. The estimated GOL
cost over the life of the project has consequently been reduced to
R254,700.

D. Land and Furnishings
All land, utilities, access roads, etc., required for the construction
component of the project (housing and maintenance centers) is to be provided
by the GOL. In addition, the Grant Agreement requires the GOL to provide
basic furnishings for all facilities constructed under the project. The
estimated costs for land, utilities and roads in the Grant Agreement was
identified as R70,800 and R24,100 for furnishings for a total of £94,900.
The GOL has honored this commitment and has provided all land, utilities,
access roads, site preparation, etc., and furnishings as agreed. However,
no present cost analysis has been made pertaining to the value of this con
tribution.

E. Village Self-Help Labor
As a part of the selection criteria and subsequent agreement to construct
a water system in a village, the villages are required to provide volunteer
labor to dig trenches, carry piping, cut stones, build reservoirs, etc.
This self-help labor contribution was estimated at £368,000 in the Grant
Agreement. Ag~in, no accounting is being made to determine the actual value
of this labor.
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with a few exceptions, the self-help labor program appears to be working
quite well. The Evaluation Team had the opportunity to visit several
villages in order to observe village self-help labor working on projects.
It was enlightening to see the extent of villagers volunteering their
labor, and enthusiasm shown in their work.

F. Other Contributions
A major expense not included in the GaL contribution schedule, and one
that should qualify as in-kind support credited to GOL,is that of vehicle
operation. Assuming 100 percent GOL support for petrol, oils and lubri
cants for project funded vehicles, the two-year work plan projects the
value of this contribution to be $642,400 over the life of the project.

III. Other

A. Financial
At the present time there are numerous other donors providing assistance
for developing and constructing water supply systems in Lesotho. Those
identified by the Evaluation Team included UNDP, UNICEF, CIDA, CRS, EEC,
and British, Danish, Dutch and Swiss aid programs.

It should be noted that there appears to be very good cooperation and
integration of other donor funds into the VWSS organ~zational structure,
which is being strengthened by the TA contractor under the AID project.
Donor funds are being integrated into the VWSS program and, consequently,
the project administration is providing for the continuity and coordination
of other donor assistance to insure that current VWSS s~andards are main
tained.

B. Technical Assistance
Prior to the start of this project by AID, the Swiss Helvetas team provided
4~ years technical assistance to the VWSS. Indications are that the Swiss
team will continue this level of technical input for several years to come.
The integration of the Swiss technical assistance team with the AID project's
TA team has been excellent, and is working towards the goal of strengthening
the VWSS organizational, management and operational standards. At the pre
sent time the Swiss Helvetas team consists of seven technicians.

Additional technical assistance is presently being provided to VWSS by two
Peace Corps, two British IVS and one Danish VS volunteers. The contribution
of these volunteers is most valuable to the VWSS organization and administra
tion since the GOL has been unable to provide qualified people incritical
operational areas.

Emphasis is also being placed on the recruitment of additional volunteers
for VlolSS which will increase the potential for success of the AID proj ect.
The TA contractor is presently making efforts in the u.S. to assist recruit
ment of Peace Corps volunteers specifically for this project. It should be
understood by the GaL that these volunteers are only filling positions in
~~SS until such time as the Government can fill the positions with trained
personnel as specified in the Grant Agreement.
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17. Outputs

I. Project Implementation Status

Below is the project implementation schedule reflecting progress attained
following arrival of the TA team and also a projected schedule of activities
through the end of this calendar year, based on the approved two-year work
plan.

Date Activity :'5 ~.-

July 1981
July 1981 - May 1982
August 1981
September 1981
September 1981
September 1981
September 1981
OCtober 1981
October 1981
December 1981
January 1982
January 1982
January 1982
January 1982
January 1982
February.1982
February 1982
April 1982
April 1982
April 1982
April 1982
May 1982
June 1982
September 1982
September 1982
September 1982

. ("

Procurement Schedule No:. 1
Project Vehicles, Phased Procurement
VWSS Organizational Structure
1st L.T. Traning Participants Depart for U.S.A.
1st PIOIC Issued for U.S. Commodities.
System Maintenance Support Program Approved
BIH Construction Begins
Temporary Wage Labor Program Approved
1st Mason Training frogram
2nd Mason Training Program
2-Year Work Plan Approved
System Construction Begins
1st Vist, Drilling Consultant
1st Foremen Training"Class
1st TTS Graduates Hired
TIA Commodities Shipped
1st USAID Transfer of Local Procurement Funds
1st U.S. Commodity Bid Opening
1st PIoic for Hand Pumps
Drilling Rigs Ordered
Maintenance Centers Opened
1st Project Evaluation
3rd Mason Training Course
1st U.S. Commodities Arrive
2nd USAID Transfer for Local Procurement
2nd PIOIC for U.S. Commodities

II. Two-Year Work Plan

In accordance with Article 4, Section 4.3 of the Grant Agreement, the GOL was
required to submit to AID a detailed two-year work plan prior to the initiation
of construction activities for the village water suppy systems. This work
plan was not initiated by GOL at the time of arrival of the TA team and conse
quently a large portion of the team's initial months on site were spent in or
ganizing and preparing the two-year work plan. The entire team contributed to
the preparation of the work plan under the direction of the team leader, with
assistance from Senior Engineer, R. Mosiuoa Mota, Helvetas team leader Armon
Hartmann and other VWSS staff.
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The plan establishes, in detail, the construction schedule for the next
two years with a general plan pertaining to construction activities over
the next five years. It includes a financial analysis for all phases of
the project, with projections of annual financial obligations for both AID
and the GOL •..

The two-year work plan was completed in January 1982 and has been reviewed
and adopted by both the Mission and the GOL. The evaluation team was impressed
with the detail contained in the document, as well as the professional manner
of presentation, and concurs in its adoption.

III. Regional and District Maintenance Centers

The construction of one regional maintenance center in Mohale's Hoek and
three district centers at Quthing, Mafeteng and Teyateyaneng have been
completed under a FAR arrangement contract with the GOL, and as of April
1982, were placed under the jurisdiction of the VWSS.

Also included in the FAR contract was the construction of five senior tech
nician houses in Maseru, one senior technician house in Mohale's Hoek nnd
one field staff house in Mohale's Hoek. These houses have also been completed,
except for connection of utilities to the houses in Mohale's Hoek, which is
the responsibility of the VWSS, and should be completed as soon as possible,
in order to avert further delays.

IV. \WSS Organization

One of the principal outputs expected from this project is the improvement of
the VWSS's organizational and operational capabilities.

After the first ten months of participation in the project by the TA contractor
team, vast improvements were evidenced in the VWSS organization and its manage
ment and operational procedures. However, there are many obstacles to over
come and many more improvements to be made before the 'TWSS organization can
be strengthened to the point expected at the end of the project.

The two-year work plan contains the proposed national organizational structure
of the VWSS (Attachment 2). It was the intent of the PP that the TA contractor
team would fill certain slots in the VWSS organization with Basotho counter
parts assigned by the GOL for actual training in these positions. At this time,
all TA team members are functioning in VWSS positions, but only one counter
part (~~SS Senior Engineer) has been provided by GOL. Many other positions
in the VWSS organization are being filled by the Swiss technical team and Peace
Corps or similar volunteers. Consequently, this output is not on target rele
vant to the GOL's participation.

The failure of the GOL to assign counterparts to the TA team, to establish the
required positions for the VWSS organization and to fill the positions with
qualified personnel, are all presenting serious drawbacks in meeting the goals
of this output. To achieve the purpose of this output, the GOL must meet their
obligations as stipulated in Section 5.3 - Establishment of positions and
Section 5.4 - Project Personnel, of the Grant Agreement.
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V. Training

Under the direction of the TA team's Training Engineer, VWSS has developed
a long-term training program. The major elements of the VWSS training
strategy are summarized by the following three objectives:

(1) Establish or support, where feasible, in-country train
ing programs;

(2) Direct project resources towards training manpower required
to meet project construction goals in the next five to seven
years; and

(3) Support training programs to meet longer term VWSS manpower
requirements.

The following table from the two-year work plan presents a summary of the
goals for training personnel in the next seven years.

Total
Proposed

Position 81/82 82/83 83/84 84/85 85/86 86/87 87/88 TOTAL By PP

Masons (TAO) 18 15 12 12 12 . 12 12 93 68
Foreman (TO) 10 10 10 10 40 7
Supervisors 3 7 ·7 17
Engineers 3 3' 3
Senior Technical 5 5 5 5 5 5 5 35 20

Officers (STO)
Water Minders 260 440 100 100 120 120 140 1280 547

At the time of this evaluation, a total of 43 masons have been trained with
nine more scheduled in next three months; a total of nine foremen have been
trained with nine more scheduled next year; three drivers have been trained
to operate large trucks, four mechanics have been trained in the repair
and maintenance of diesel engines with four more scheduled for this year; the
training of 45 waterminders , bringing the total trained to 220. The pro
ject has hired ,five STOs last year and has an additional five enrolled in
the Technical Training School on scholarships financed by the project.

Three students entered Montana State University in 1981 for long-term train
ing at the B.S. level in Civil Engineering. These students are expected to
finish their degree work in 1985. The three students have eh~ressed to
the TA contractor their desire to return on home leave in the fall of 1983.
This was discussed with the Hission by the Evaluation Team and was dismissed
for consideration due to Hission and GOL poli~ies governing this issue.

The TA te~m's Training Engineer expressed what he felt was unsatisfactory
performance by Phelps-Stokes in monitoring the three students at Montana
Statue University. Phelps-Stokes is not reporting on the status of the stu
dents promptly to ~~SS, nor are they responsive to requests for inforamtion
by ~~ss. The evaluation team recommends that the Mission communicate these
concerns to Phelps-Stokes personnel.
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VI. New and Reconstructed Rural water SupplY Systems

A. Water Systems
The output in the PP for this component calls for the construction of
142 new rural water supply systems and the rconstruction of 68 systems
OVer the seven-year life of the project.

The two-year work plan projects the completion of 172 new systems and
the reconstruction of 45 systems in the next five years of the project.
For the next two-year period, 45 new systems and 12 reconstructed systems
are scheduled for completion. All systems scheduled for construction in the
next two years are slated for the Mafeteng, Mohale's Hoek and Quthing
Districts in the Southern Region. Due to access problems, which are cur
rently being addressed by AID's involvement in constructing the Southern
Perimeter Road, construction of water systems will not begin in the Qacha's
Nek Districk until after this initial two-year period.

As of this evaluation, nine gravity systems are under construction, (8 new
and 1 reconstruction) with t~!O nearing completion. Three additional gravity
systems are under design. Also, 6 handpump systems have been completed
and four more are under construction.

Borehole production has seen a substantial increase in the past year. This
is due primarily to the addition of support vehicles and improvements in
the management of mechanical repairs, ~lhich has previously caused a severe
amount of drilling rig down time in thepast. Also aiding in the increased
productivity of the drilling crews was the consultation in January 1982
provided by a Drilling Consultant provided by the TA contractor. The Drill
ing Consultant offered numerous recommendations in improving drilling CL"eYi

output and productivity as well as introducting improved methods for test
ing completed boreholes. A report relevent to the consultant's findings
should be submitted at the earliest possible date, in accordance with the
consultant's contract. '

B. Hand Pump Testing Program
Lesotho was selected by the UNDP and the World Bank to undertake a Global
Field Trial to field test hand pumps. The TA team supervised the construc'
tion of the boreholes and hand pump installations for 18 different sites,
utilizing four different types or manufacturers of hand pumps. The hand
pumps will be monitored by the TA team and periodically checked over a
period of one year for mechanical reliability and social acceptance. The
hand pump test program has given the TA team an opportunity to analyze
the effectiveness of the current drilling program. This experience has
aided in formulating recommendations for expanding the drilling program
and for improving productivity required to meet the Project goals.

c. Appropriate Technology and Design Standards
The design methodology and standards currently being
been updated and expanded by both the Swiss and U.S.
a manual has been developed and adopted by the VWSS.
design standards, standard drawings and construction
on all rural water supply systems.
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D. Village Selection Methodology and National Priority Plan
Meetings by the TA team have been held with District Coordinators and
officials of the MORD for purposes of identifying villages that may qualify
for water systeffi$. The criteria used in selecting villages to receive
water supply systems has received the approval of AID, VWSS and the Minis
try of Health (MOH). A National Priority Plan is being developed under
the auspices of the Swiss and the U.S. TA teams. The priority plan in
cludes selection criteria such as disease history, accessibility, presence
of clinics and schools, subjection to drought, pollution of existing
water supplies, distance to water source, population and availability of
a water source. This National Priority Plan is the first of its kind in
Lesotho and will be updated each year.

E. Handbook for Donor Assistance
A handbook has been prepared by the TA team for the purpose of present
ing information on Lesotho and VWSS water supply activities for use by
other donors for assistance in the construction of rural water supplies.
The handbook contains background data on Lesotho, including organization
and operations of VdSS, training, water quality and health education,
system maintenance, standards of design, International Drinking water
Supply and Sanitation Decade (IDWSSD) Plan for Lesotho, donor aid cate
gories, priority construction schedule, manual of standard structural
plans, manual of building construction methods, manual of survey, design
and construction and similar information of interest to other donors.

VII. Maintenance

Maintenance is a very important output required of this project to achieve
the project purpose. Since the arrival of the TA Maintenance Engineer it
is estimated that the maintenance capability of VdSS has increased by more
than 100 percent. The program, as presented in the two-year work plan,
is projected to increase the maintenance capability of Vt'lSS by morE: than
400 percent over the life of the project, and focuses on improving the capa
bility of Vt'lSS in transport, maintenance and stores facilities and systems
maintenance.

Transportation requirements are projected to be met with thepurchase of 2B
vehicles over the first three years of the project. Presently 24 vehicles
have been purchased including three medium-duty and three heavy-duty trucks.
Prior to the AID project, Vt'lSS had only 12 vehicles (exclusive of Swiss Te~~

Vehiclesl and in most Cases over half of these vehicles were inoperable due
to lack of repairs. The TA Maintenance Engineer was appointed transport
officer of VWSS in August 19B1 and has responsibilities and authority over
all transport. Preventive maintenance has been inadequate in the past. The
lack of personnel, training, transport, facilities and financial resources
were all contributing factors. Under the Project's support, personnel will
be trained and materials and tools made available to properly service vehicles
on a routine recurring basis. In addition, a maintenance team consisting of
a mechanic and a welder has also been designated to service and repair well
drilling equipment in the field:which has increased borehole capacity sub
stantially.
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Project funding has provided for the construction of District Maintenance
Centers and Stores in Quthing, Mafeteng, Teyateyaneng and a Regional
Maintenance Center and Store in Mohale's Hoek. These Maintenance Centers
will be stocked with spare parts, and maintenance activities will be per
formed at each Center. However, the stores and workshop buildings in
Maseru are very inadequate and the Evaluation Team recommends that expan
sion of these facilities be accomplished with surplus funds remaining in
the FAR contract executed for the construction of the aforementioned main
tenance centers.

Before the inception of this project, there was virtually no in-house inven
tory of spare parts and supplies. The TA team introduced a spare parts in
ventory and check out system which is being adopted by VWSS.

Systems maintenance teams are being structured and personnel trained for
each region, with a national preventive maintenance team planned. System
maintenance includes repairs and maintenance on village water supplies
utilizing spring gravity systems, boreholes utilizing windmills, diesel.
engines, electric motors, hand pumps or combination of several types.

In general, the improvement in the VWSS maintenance capability since the
start of this project has been substantial.

VIII. Health Education

A. Coordination Between MORD and MOH
Improved coordination between MORD and MOH was identified in the PP as
an essential output of this project. Through the TA team's Health Educa
tion Coordinator, it appears that the coordination between the two Minis
tries has improved since the beginning of the project. Programs are be-
ing developed to educate villagers on the relationship between unsani.tary
practices and disease and to motivate them to change attitudes and practices
involving water collection, storage and use. To implement these programs,
a coordinated effort is needed of the Health Education Unit (MOU), District
Public Health Nurses (MOH), Health Inspectors and Assistants (MOH), Dis
trict Hospital Nurses (MOH), Nurse Clinicians (MOH), Private Health Associ
ation of Lesotho, Community Development Unit (MORD) ,Village Health Workers
and others.

The spirit of cooperation between MORD and MOH is also shown by the efforts
placed by both ministries in revising the village selection criteria. MOH
suggested criteria from a public health point of view and final selection
criteria now reflects the priorities of both ministries.

B. Health Education Plan
A Health Education Plan was prepared by the TA Coordinator to achieve the
Project goal of improving the quality of rural life in Lesotho by improving
the health and basic living standards of the rural poor. The objectives
of the Health Plan are to:
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(1) Focus on specific negative practices and behaviors of individ
uals and the community which may influence health status and disease
patterns;

(2) To motivate and sustain community participation in the proper use
of water and sanitation facilities;

(3) To establish and maintain a system of testing and monitoring
water quality; and

(4) To establish and maintain avenues of mutual cooperation and
coordination between MORD and MOH so as to effectively utilize exist
ing resources.

C. Health Education Implementation Strate3Y
A strategy has been developed by the Health Education Coordinator for
implementing health education at the village level. This strategy in
volves utilizing the resources of the Health Education Unit (MOH), Dis
trict Workshops, village volunteer workers, community organization of
the COITUnunity Development Unit (MORD) and utilizing village self-help
concepts.

D. Sanitation - Latrine Construction
The PP suggested an experimental latrine construction output whereby
this project would provide materials to the villagers for the construction
of individual latrines with labor provided by individual village families.
This program has not been ini tiated by the TA team and has been delayed
until such time that an assessment can be made on economic factors, village
social precept ions and supervision requirements. The Evaluation Team con
curs in delaying the start of this program, as the TA team presently does
not have the necessary format developed to make the proper assessments.
Also, the Evaluation Team learned of a UNDP-UNICEF funded Rural Sanitation
~ilot project which is scheduled to start in January 19B3. The project
will conduct the necessary assessments required, and is planning the con
struction of some demonstration latrines in selected rural villages. The
Evaluation Team recomrnends that the AID project delay any involvement in
latrine construction until the Rural Sanitation project is underway; then
possible contributions to latrine demonstration projects by furnishing
construction materials, transport and technical assistance, could be coor
dinated with the construction of rural water systems in a particular village
in order that both projects undergo constructions at the sametime, utiliz
ing combined efforts and resources.

E. Health Education Coordinator
The counterpart position to the Health Education Coordinator has not
been established by GOL. During interviews by the Evaluation Team, many
advantages and disadvantages were discussed as the location of this posi.tion,
Le., the HORD or ~IOH. It is the Evaluation Team I s opinion that this counter
part position be located in MOH only if the project is assured that coordina
tion activities between the ministries not be jeopardized. Otherwise, the
positio~ should remain within the MORD.
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The Health Education Coordinator's initial year has been devoted.
basically to preparing the Health Education Plan, implementation
strategies, organizing and other preparatory duties. Consequently,
implementation of the Health Education Program is now just getting
underway. Concerns have been expressed by both MORD and MOH that the
remaining one year AID funding of the Health Education Coordinator
position may not be sufficient to properly implement the program. This
concern, and due to the fact that the counterpart position has not been
filled, the Evaluation Team recommends that consideration be given to
the extension of the TA Health Education Coordinator for at least one
more year.

IX. Procurement

Procurement for this project is being accomplished by the following methods:

A. Commodities in TA Contractor Contract
A budget item of $130,268 was included in the TA contractor's contract
for the purchase of tools, supplies, water testing equipment and other
miscellaneous materials for the project from the United States. At the
time of this evaluation, approximately $90,000 of this procurement has
been completed. The balance will be procured as needed for the project
over the next 2-3 years. All procured items have been shipped, with a
major shipment now in Durban, RSA and scheduled to' arrive on the project
site in the near future.

B. PIOIC Issued to the TA Contractor for Procurement of Pipe, Fittings,
and Valves

PIO/C No. 632-0088-4-10074 in the amount of $1,370,000 was issued to the
TA contractor in October 1981 for the procurement of 3,150 lineal feet

'of,well casting pipe, 900,00 lineal feet of %" through 2" galvanized
steel pipe, pipe fittings and 2,950 valves. The TA contractor prepared
the specifications and bid documents and the IFS was then advertised for
receipt of bids. The CIF price to Mohale's Hoek was estimated at
$1,300,000 for the total procurement. Bi.ds were opened in the AID offices
in Maseru on May 4, 1982. The total of the low bids amounted to $683,307.96,
reflectings a savings of approximately $686,692. The pipe and fittings,
which make up the major portion of these materials, will be supplied from
South Korea. A bid. from a supplier in Zimbabwe exceed Sl,400,000,and was
therefore discounted. Approvals are now being sought to award the contracts
to the low bidders, with delivery of materials to Lesotho scheduled prior
to September 30, 1982.

C. Plo/Cs Issued by USAID/Lesotho
PIO/Cs have been issued by Mission for direct purchase of the following
items of equipment for the project:

24 vehicles approx. $324,000
4 trailer mounted drill rigs 90,000

diesel engines and parts 11,700
200 Moyno hand pumps 250,000

The TA contractor provided the Mission with specifications, recommendations,
and other assistance in the procurement of the~e items.
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D. Procurement Through AID Funds Transferred to the GaL
PIL No. 14 issued to the GaL in the amount of $211,600 contained a
budget amount of $39,900 for the procurement of diesel engines, wind
mill parts, repair parts, pipe, fittings, cement, rebar, steel tanks
and other miscellaneous construction items. The TA contractor purchases
these items as needed for VWSS, and has demonstrated good capabilities
in their involvement in theprocurement process.

18. Purpose

The purpose and principal focus of the project is to assist the GaL in de~

veloping the institutional capacity of the VWSS to design, construct and
maintain new and existing rural water supply systems which adequately
reflect health and sanitary condidtions.

The End of Project Status (EOPS) calls for the following:
(1) Establishment of a fully operational v.~SS maintenance unit
staffed with trained Basotho personnel;

(2) Significant improvement of organizational and operational
procedures within the VWSS and institutionalization of same;

(3) Effective coordination between the MOH and MaRC as it concerns
health and sanitary measures utilized in rural areas with water
supply systems; and

(4) The ability of the MORD/VWSS to assume all recurrent costs.

Although the Project is only in its tenth month of implementation, progress
has been made in several areas.

First; the basic foundation has been laid for the establishment of an ef
fective maintenance system. The system has been reorganized in~o three
regional teams, and corresponding manpower requirements have been developed.
In addition, one regional and three district maintenance centers have been
constructed and are expected to be operational by July 1982.

Second, the arrival of the TA team and the corresponding integration of the
team within the v.~SS organization has significantly strengthened and improved
the efficiency of v.~SS' operational activities. Prior to the arrival of the
u.s. team, there was limited long-telom planning, little maintenance capability,
limited manpower and a very \'leak organizational structure. Today, there are
18 expatriates \'lithin the v.vss. They include the six u.S. TA team members,
two Peace Corps Volunteers, two IVS volunteers, seven Swiss advisors and one
Danish volunteer, all working together for the purpose of achieving the same
objective--to bring adequate water supply systems to the rural poor of Lesotho.

Third, progress has been made to coordinate V\vSS activities with the HOH.
Although progress in this area has been slow due to limited resources and
cross working relationships within the MOH, plans are now underway to conduct
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a series of Health Education Workshops in selected villages aimed at up
grading health education skills of the related health personnel operating
in the field, i.e., health inspectors, health assistants, etc. Also, a
Village Profile Analysis has been developed. This will be utilized in
surveying each village for the purpose of obtaining information to assist
the HOH in focusing on specific problems in planning and executing public
health activities.

Fourth, and perhaps most importantly, the ability of the MORD/VWSS to assume
the project's recurrent costs is uncertain, at best. Although the GOL has
shown intense interest in this project, their ability to assume the recurrent
costs of maintaining this project is limited. Currently, the GOL has imposed
hiring and vehicle operation freezes. They have not provided the appropriate
counterparts called for in this project and their billing and payment system,
relevant to the payment of bills incurred by VWSS for parts, petrol, tempor
ary labor, etc., requires drastic improvement. For example, during a field
trip, the evaluation team, traveling in government vehicles supplied by
USAID, were not able to obtain petrol at a GOL supply point because the govern
ment had not paid their previous bills and the private supplier had refused
delivery. Also, VWSS maintenance personnel were unable to obtain the required
spare parts from a vendor to repair both USAID and GOL funded vehicles because
the GOL had not paid their bills for the past three years. This obviously
raises great concerns as to the GOL's ability to assume full operational re
sponsibilities once this project is completed. One solution, at least in the
short-term, would be for GOL to allow establishment of a payment function in
VWSS so as to have a more r.esponsive and direct line of payment to suppliers.

19. Goal/Sub-Goal

The goal of the project is to assist the GOL in improving the health and
basic living standards of Lesotho's rural poor who comprise the approximate
ly 94 percent of the total population.

Although the GOL and MOH continue to support the program of providing im
proved health services to the rural areas of Lesotho, through the initia
tion of such projects as Rural Health. Substantial achievement of goal, as
a direct result of the Rural Water and sanitation Project, has not been
realized, since this project, as well as the contributing Rural Health Pro
ject, are in their i.nfancy stage of implementation. These implementation
lags do not, however, effect the basic tenents of the project's goal, and
the relationships that exist between the project goal and project purpose
are still harmonious and sound.
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20. Beneficiaries

The improved rural water supply systems being provided under the Rural
Water and Sanitation Project is directly benefitting rural women in
Lesotho, who, as dictated by tradition and other circumstances, are bur
dened with the responsibility of collecting water from distant sources
located in rugged terrain. The entire rural population is also a poten
tial beneficiary of improved rural water systems, and the health benefits,
such as the reduction of water-borne and water-related diseases, that
result from the use of such improved water. In addition, the rural poor
of Lesotho will benefit from the health education component of the project.

The benefits that are being realized by women in this regard are the saving
of time and energy expended on water collection. Although the benefits
are hard to quantify, the MORD is currently developing a cost-benefit
ratio method for the application of time saved by rural women in using
improved water. So far, ratios of 1:12 have been noted as a ten-village
average.

The provision of construction labor and the cash contribution from the rural
population that is now underway in the various villages is promoting social
benefits, such as self-help and community participation. These activities
are positive and useful ingredients to other rural development efforts.

Overall, the 210 new and rehabilitated rural water supply systems envisaged
for construction under the project will benefit some 100,000 rural people.
The distribution of the benefits among the rural population is uniform and
egalitarian, in that children, women, men, the young and the aged have all
been observed using the improved rural water systems. Hence, the target
group selection criteria contained in Section 102 (d) of the FAA is being
satisfied since the Project is reaching the rural poor majority.

Indirect beneficiaries from the Rural Water Supply and Sanitation Project
are the three long-term trainees in the U.S., the twenty long-term trainees
in Lesotho, numerous short-term in-service trainees within the ~1SS employees
and some 1280 waterminders who will be given short-term training in the
villages. Additionally, various local counterparts and employees of the VWSS
will have the opportunity to learn and improve their skills through working
together with the six-man TA team funded under this project.

21. Unplanned Effects

The integration of the TA team into the VWSS organizational structure has
had the effect of combining resources and strengthening the units operation
al ability, and is attributed to the strong coordination of effort among the
U.S. TA team with that of the Helvatis (Swiss) TA team. The two TA teams
have \...orked well with each other, taking advantage of one another's resources
and expertise. For example, the Helvatis team has provided considerable
assistance in the field of training. The AID project's TA team has been
able to take full advantage of the Swiss team's years of training programs
and construction techniques already in place upon their arrival, and also
construction standards developed specifically for, Lesotho. This has saved
considerable time and money in implementing the project. At the same time,
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the Swiss have been able to utilize the u.s. TA team's management and
planning expertise for improvement of staff support services as well as
utilizing the TA team's technical expertise to supplement their own.
Consequently, most construction projects to date have concentrated on
rehabilitating and redesigning previous projects so as to allow the TA
team time to familiarize themselves with conditions in Lesotho and to
prepare the logistics and ground work for embarking on construction ac
tivities with full force upon the arrival of construction commodities
funded with the USAID project.

In essence, both teams have ppoled their resources, which has worked ex
tremely well. Rather than concentrating on an independent project, both
teams have worked as one. The effect has been to construct rural water
systems' as joint effort, thereby accomplishing overall project objectives.
These results could not have been achieved without strong coordination
and cooperation on the part of both teams. As a result, this effort has
produced considerable interest at the highest levels of the GaL, and con
siderable amounts of new donor aid have been realized from such sources as
the UNDP, British, private contributions and increased local village support.
Overall, the effects have been highly advantageous and should be encouraged.

22. Lessons Learned

, A. Even at such an early implementation stage of.the Rural Water Supply
Sanitation Project, genuine enthusiasm and project participation by the
rural populace in the various villages has been noticed to exist and
prevail. This is true, mainly due to the fact that the rural water sys
tems being introduced, such as the simple hand pumps and gravity systems,
are utilizing simple technology and design, and as such show a definite
improvement over the existing old traditional water sources. The use of
local materials for the construction of the water systems, to the extent
'possible, also simplifies design and implementation and minimizes mainten
ance and repair problems.

B. Early community participation, as exists now in this project, enhances
the future involvement and participation required from local rural people
in maintaining and managing thefr water supply systems after the comple
tion of donor projects. Hence,the need for community participation should
always be realized and encouraged in similar projects.

c. Even with the application of simple and appropriate technology and
design of rural water systems, ~iSS supervision and support of maintenance
activities will still be required. It is naive to think that the rural
people themselves can construct and maintain water systems without outside
assistance, although such support and assistance can be minimized through
the introduction of relevant training to the rural co~~unity in the field
construction and maintenance and use of very simple rural water supply
systems. Whatever the case, any rural water supply system, however simple
in design or inexpensive in cost, can never materialize or function without
the concerted efforts of both the rural populace and other local or supple
mentary donor assistance.
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D. If any development assistance is to be effective and efficient,
there must be full integration of donors and donor projects. Coor
dination of donor projects under one umbrella institution, such as the
VWSS, avoids duplication of efforts, and strengthens the local institu
tion's ability to design, construct and maintain improved rural water

c.' systems in order to reach the needs of the greater rural populace. Due
to some of the cultural differences and competitive tendencies for ex
cellence and recognition of efforts amongst donors, disruptive elements
may sometimes surface that confuse and ultimately jeopardize the entire
development process within the country. This can only be averted through
the coordination of donor projects, the cooperation of donors to work
and strive towards the achievement of a common goal in an efficient and
effective manner, and through pooling their diverse knowledge and experi
ence. The existence of such an effective and harmonious development
assistance transfer mechanism encourages other donors to contribute what
ever assistance they may have available, with the knowledge that their
share of assistance will be effectively utilized and managed within the
viable institution established.

E. In a project where the primary purpose is to provide improved water,
efforts to link health benefits to water supply prove difficult and pose
immendse problems, especially when the health component has not been
adequately funded. Assuming that the health linkage would be realized
through coordination with other projects or other government ministries,
rather than through the main implementing agency, it is futile and sub
ject to many uncertainties. This linkage must be properly identified
and fully supported and funded within the main project, and over-reliance
should not be placed on other agencies not directly involved in the imple
mentation process.

F. It is essential that donors ascertain, even more clearly and force
,fully than is now the case, that r.ecurrent project costs are thoroughly
analyzed prior to project inception. Commitments or inter,ests on the
part of the Host Government, although essential and necessary, do not by
themselves guarantee local funding of post-project operations. The capa
bilities and problems of the aid recipient to bear recurrent costz should
be well-explored and addressed candidly, with definite funding sources
identified during the project's early design stages.

23. Special Comments or Remarks

A. Overview
The evaluation has determined that this project is meeting the basic
goals and objectives of the project and has strengthened the institution
al capacity of the ~~Ss. The TA team has coordinated overall VWSS activi
ties and has developed and implemented improved management concepts which
have increased both the efficiency and effectiveness of the VWSS to plan,
develop and manage the design, construction and maintenance of rural water
supply systems.

-29-



,"'.

o,.'j

•

With respect to the project's ability to obtain and manage additional
donor assistance, the evaluation team feels the TA team has performed
this task in a superior manner. Not only has the TA team coordinated
other dondor assistance, but they have also generated additional donor
participation. The concept of multi-donor participation, together with
a strong coordinated and well managed effort, is encouraged, especially
in a project which is supported by the host government and well received
by the people it is intended to benefit. The project exemplifies the
success which can be achieved when strong coordination among donors
is achieved, and direct community participation, in this case, the vil
lagers, is encouraged.

B. Financial Status
1. Financial Inputs - USAID
Presently, a total of $7.3 million has been allocated to the project,
with total obligations of $5.0 million. Of this amount, approximately
2.1 million has been expended leaving a total pipeline balance of 5.2
million. However, it should be noted that the present pipeline does
not reflect the true implementaiton picture of the project. Early
obligations in FY 1978 and 1979 coupled with the inordinate AID/W con
tracting delays, led to the early buildup of the ~ipeline. As the
TA tea~ did no arrive until July 1981, the large pipeline remained.
However, this situation is changing. In the following year, drawdowns
against the pipeline will be significant. For example, the TA con
tract will receive a funding increment in August 1982 of approximately
$1.3 million. The project is currently in the process of awarding
its first procurement of pipe, with another procurement scheduled during
the ensuing months, estimated at $1.7 million. The first shipment of
hand pumps is scheduled to arrive in June 1982, and additional $250,000
expenditure. In addition, other commodities such as drill rigs, vehicles,
spare parts, and transfers of funds for ~'lSS operating costs totalling
1.2 million are anticipated in the following year. Total drawdowns
against the present pipeline during the following year are therefore
approximately $4.5 million, which reduces the current pipeline consider
ably (to $700,000) and more appropriately reflects the ~roject's true
expenditure and implementation picture. One cannot always simply view
a project's pipeline in order to determine a project's true picture.
This project experienced severe and unnecessary delays, which consequent
ly directly contributed to the magnitude of the pipeline. As illustra
ted above, this problem has now been alleviated.

2. Financial Management - GaL
The GOL needs desperately to in~rove their overall financial management
capabilities. Major weaknesses presently exist in budgeting, payments,
reporting, stores, distribution and inventory control. Althougn this
project has made major contributions towards improving this problem,
much more needs to be done. The GaL must institute the necessary finan
cial controls to properly control overall expenditures. Special attention
is needed in the areas of stores and inventory control. Additionally, an
improved budgeting system must be developed in order to adequatly reflect
the GaL's true budgetary requirements and properly identify all sources
of additional donor aid. Additionally, an improved reporting system is
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required in order to control expenditOres and maintain budgetary
forecasts. Hopefully, more stringent controls, coupled with an im
pr~ed budgeting process, will lead to alleviating the magnitude of
the present GOL recurrent cost problem. As indicated in the recent-
ly approved two-year plan, a deficit of between $500,000 and $1 million
is projected relevant to total GOL life-of-project funding require
ments.
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Lesotho Rural water/Sanitation Project

Persons Inverviewed by the Evaluation Team

Morrison-Maierle, Inc. (Contractor)

David Wadsworth - Team Leader
William Arnold - Maintenance Engineer
Al TUdor - Training Engineer
Phil Howard - Health Education Coordinator
Robert Johnson - Financial Advisor
Joginder Bhutani - Construction Engineer

Government of Lesotho/MORD

Vincent Mokhele - Minister of Rural Development
S.T. Mota, Permanent Secretary, MORD
R.M. Mota - VWSS Senior Engineer
Per Ryden - Rural Development Advisor
Ms Mosae - Projects Director
Joel Cochenour - Head Planner

Government of Lesotho/MOH

M. Petlane - Chief Health Educator
N.T. Borotho - Health Education Unit
K. Ntoampe - Health Education Unit
F.T. Jur9soang - Health Education Unit

Helvatis (Swiss)

Armon Hartman - Team Leader
Rudolf Stark - Chief Training Officer

other

Barry Jackson - World Bank
Ian Freilyng - IVS
Ron Rabella - Peace Corps Volunteer

USAID/Lesotho

Frank D. Correl - Mission Director
Fred Zobrist - Project Manager
Joseph carney, Human Resources Development Officer
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