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CHANGA PANI (GOOD WATER) IS a policy learning program of the Government of Punjab, Pakistan in partnership with communities, civil society and the water utility (Water & sanitation Agency) in per urban area of Lahore, The purpose of program is to develop, implement and evaluate participatory water and sanitation intervention in the per urban un-served poor area. This model is based on the developmental philosophy of Dr. Hameed Khan of Orangi pilot project (OOP), which was translated in Punjab by Anjuman Samaji Bebhobood (ASB) with focused intervention of health promotion program & community mobilization component. The government is taking a lead for its rolling out. Learning of the internal and external instiutional design and enabling policy context is key learning for the government, water utilities and international development acotesworking in developing countries specially the pubic sector water utilities in Pakistan and in the region.

Changa pani program will demonstrate policy level intervention in health and well being of communities through intervention in health promotion and awareness, integrated with the water and sanitation system in an un-served area of urban Punjab. This program is rolling out of National Sanitation policy and Punjab Urban water and sanitation policy2007 which has created a policy environment for supporting this program. The establishment of Urban Unit, P&Ddepartment, and government of Punjab as part of Urban water reforms in the urban sector has played a key role. This paper will present the overall policy context and its program development. This case study will be learning for developing countries and specially utilities in Pakistan about initaitng a policy to program approach for change and sustainable development. The learning in the process of designing and implementing the process of an innovation (changa pani program) with government as a lead players along with other key stakeholders is important and thus being highlighted as learning in the process. Although the program is still being implemented and learning has begun to emerge, it is worthwhile to document the processes and discusses key challenges, processes and learning. 

SALIENT FEATURES OF PROGRAM

The program Aim to empower 3000 low income households in Lahore by creating enabling environment for communities and other stakeholders for developing, implementing and evaluating changa pani through a participatory process to improve health and environment of communities.

OBJECTIVES 

1. policy learning from the program and its internal and external institutions interaction and design

2. To provide water and sanitation infrastructure for 24/7 water supply with 100% metering

3. To design an effective and culturally relevant behavior change communication strategy which reaches 90%of households within selected area

4. To design and implement capacity building activities for the community, teachers, community volunteers and program staff to support health promotion

5. To organize community through social mobilization for water and sanitation services changa pani ) so communities can participate is program across eight neighborhoods within UC 60 

6. Design governance structure for water supply and sanitation services in cities which are pro poor , accountable and gender sensitive. 

Introduction 

Water and sanitation is essential for human health and well being. Provision of water and sanitation services to the population has substantial impact on reducing poverty and leads to environmental sustainability. This commitment to the provision fo water and sanitation is articulated and agreed by the international community including Pakistan through the local Agenda 21 and Millenniums Development Goal 7 ( see picture 1)The intervention in water and sanitation sector is also significant in a sense that year 2008 is being celebrated as international Year of sanitato. There is much empirical evidence to show that in the absence of intergrated water and sanitation services, the benefit of health to the communities will be limited. The health impact of environmental externalities due to poor water and sanitation is potentially high. The forms of externalities are, expenses on the health, medicines and lost of work days (Reger piture2),

The Punjab’s total populations 86 million out fo which 27 million people are living in the cities. In cities, groundwater is the main source of water supply which is rapidly depleting because of extensive water pumping in comparison to poor recharge of water to the ground water. Inadequate water and sanitation services and its coverage is the main issue in cities. Inadequate water and sanitation services and its coverage is the main issue in cities. Water and sanitation services and its overage is the main issue in cities. Water and sanitation facilities are provided in large cities by the water and sanitation agency (WASA). The government’s approach to water and sanitation is predominantly engineering with the focus on the provision of pipes and hardware without intergrading it with community aspects, participation, health and its promotion aspects. The safer components is missing. 

Water and sanitatin provision without explicit enabling policy environment is challenging. In the existing mind set of technical solutions, primarily through building assets and pipes, a demonstration fo the intergrated approach which has a strong component of community participating in the cities is extremely challenging and duly required. This paper provides critical and internal perspectives of key persons engaged in the process and implementation of the changa pani program, which is a response to technical paradigm, thus shifting it to an integrated approach. These views provides forum for informed policy discussion and choices and a disclaimer to the official position which seldom focuses on the challenges for any new initiatives and engagement with the process of development. These views are of the Urban unit and partners, which provides informed policy choices and analysis to advance the critical perspective of developmental intervention, thus bringing in policy learning in the urban water sector. 

This paper therefore maps the external policy environment and internal and external design of the changa pani, its processes with the institutions and its interplay writhing the policy environment. This documentation process is unique in a sense that this is first of its ind program in the provinces of Punjab in a mega city where water utilities, civil societies, communities, city district Government and provincial Government and Provincial Government has taken an imitative to learn and initiate a program. The CPP has policy implication and learning for provision of water and sanitation and community empowerment in large cities ungovernment – a major power shift of mind set consistent with the policy

Policy Environment and Creation of Urban Unit

The policy environment and the policy making process specially in the Urban sector in the province of Punjab geared in year 2005. This was due to the realization that the Future is urban and a city provides excellent opportunities for earth and knowledge generation. Consequently, cities can play a significant role in economic development and growth. Although there was an apparent disconnect between the policy making process and programming at the provincial level, specially in the Urban sector, however, there was a need felt to connect the policy and its transformation, and policy transformation is possible.

He policy making in the provincial level was limited to infrastructure programs, especially in the area of water and sanitation sector. The provincial government relied on the federal government for policy making and thus province were expected to come up with the strategy for enforcement. The water and sanitatin intervention is supported by federal policies and Regulatory Regime, but policy translation was still an un-chartered territory for public sector development actors.

Water and sanitation services play a key role in the social and economic well being of the citizens. The urban municipals services such as solid waste, urban transport, water and sanitation could possibly play a significant role in generation of wealth in the cities especially in 5 large cities ( Lahore, Rawalpindi, Multan, Gujranwala and Faisalabad). The following policies at the federal and provincial level provided an overarching framework to address the water supply and sanitation services and its access. It also allows community participation based on the component sharing. The key features of policies are:

NATIONAL DRINKING WATER POLICY

The National Drinking water policy (NDWP) which is in state of notification, provides a framework for addressing the key isssues and challenges facing Pakistan in the provision os safe drinking water to the people. The overall goal of NDWPis; 

· To ensure safe drinking water to the entire population at an affordable cost in an equitable, efficient and sustainable manner.

· To ensure reduction in the incidence of mortality and morbidity caused by water borne diseases.

NATIONAL WATER POLICY

The top priority of the National water policy (NWP), approved recently by the Federal Government, is the provision of safe drinking eater for all, along with hygienic sanitation for urban and rural populations. 

NATIONAL ENVIRONMENT POLICY 2005

The National Environment policy (Nep) aims to protect, conserve and restore Pakistan’s environment in order to improve the quality of life of the citizens through sustainable development. The relevant objectives of the policy are:

(a) Integration of environmental considerations in policy making and planning processes. 

(b) Capacity building of government agencies and other stakeholders at all levels for better environmental management.

(c) The NEP also addresses the issues of clean drinking water and gave certain recommendations in order to provide sustainable access to safe water supply and effectively manage and conserve the country’s water resources.

NATIONAL SANITATION POLICY
National sanitation policy also advances the idea of component sharing with community participation 

PUNJAB URBAN WATER AND SANITATION POLICY 2007

One of the policy principles is community participation stated below 

COMMMUNITY PARTICIPATION

Community participation is essential for sustainable urban water sanitation projects. The communities living in the cities will be encouraged and supported to participate through component sharing and decision making in the intergrated water and sanitation projects in the new coverage area and un-served area. Gender analysis will be used to assess levels of participation of men and women in the planning process. 

Challenges in policy Transformation into intended Action in Cities

The federal and provincial Government has in strongest terns stated policy for inclusion of community participation, access to water and sanitation and integration of environment in the development discourse, but how this could be translated at the program level in cities is most challenging, with existing capacities of the development agencies & service providers. Government of Punjab in the urban sector has addressed these issues through a specialist Unit. The Urban Sector policy and Management unit (the urban uit ) was established in 2005 in planning and development department. Government of Punjab with provision of staff with highest professional qualification and cutting edge when the future historian shall write the history of cities in Punjab, s/he shall 

Divide it into 2 distinct phases

1. Cities before the Urban unit &

2. Cities after the urban unit  

This is a acing of quantum change urban unit, P&D department is embarking upon to bring in the cities of Punjab. Changa pani program interventions and partnership with the civil society is only possible through leadership role of the urban unit and its partners, who took initiative for the design and establishment of partnership to address poverty and accessisssue in the urban poor un-served area. The challenges faced in designing and implementing this policy learning program, are documented as a learning narrative in this paper, which might not be possible without the leadership role of UU and taking along all partners. However, the process of engagement with partner is not without challenges and development hiccups. The challenging task of engaging with WASA is demonstrated through their existing capacity and performance of services which is discussed in the next section.

Existing Capacity of Water and Sanitation provider

 WASA Lahore is responsible for providing water and sanitation services in the control area of Lahore (see figure 1).

The WASA Lahore is a public sector utility which is under the administrative control and works as an agency of the Lahore Development Authority (LDA) established by LDA Act 1 . Housing Urban Development & public Health Engineering Department (HUD &PHED) is provincial department, administratively control the WAS As in Punjab. All the financing from the provincial government to WASA is routed through HUD&PHED to planning &Development Department (P&DD).

 The capacity of the utility is crucial to role out any development intervention and public policy (Figure 2 &3). The development for WASA as seen through analysis of the recent schemes submitted for the development is of building assets. As provided in Fig 2 &3 , WAS As lacks technical, management and leadership capacity to act as efficient water utilities in cities . This consequently, is creating spaces and nodes of inequality and marginalzation of communities within its control area. S

Figure 2. Management and Leadership Capacity of Municipal service providers in cites of Punjab 

Figure 3. Technical capacity of Municipal service providers in cities of Punjab 

Source: Assessment of capacity and capacity Building institutions DPL sector 2007

The comoposition of the staff and officer provides an interesting inbuilt engineering mind set with only 3% of staff is professionally qualified and rest 97% are un skilled or semi skilled ( Figure4) WASAs through its organizational design mandated by design of having army of unskilled- semiskilled workers, with less or limited endanger thinker, managers and leaders to run the utility. 

Figure 4 staff distribution of WASA Lahore 

The sustainable development, intergrated water and sanitation, community participation and capacity building and research is miss norms and alien words in the professional world of WASA, due to its exposure, staff profile and inadequate capacity. An analytical study was commissioned by the Government of Punjab I 207 to asses the capacity of the urban services provider including WASA in Punjab, Pakistan. They study highlighted serious capacity building issues in municipal service provider.

Capacity building report further concludes that the WAS As only possess some technical capacity, management and leadership capacity is non existence which is essential for intergrated project planning and development discourse engagement with community ( Figure 3 &4). The unfolding of the changa pani program has demonstrated that the program through engagement with the new concepts and community interaction has resulted in a process of self reflection and empowerment of WASAs officials, especially of the program staff in the process. However, In addition to capacity the quality of services ( Tble 1) is an institutional issue for all 45 WASAs. This all needs wider urban water policy and instiutional Reforms. 

Table 1- Summary of Results FOR 5 Punjab Utilities

	
	Faisalabad 
	Gujranwala
	Lahore
	Multan
	Rawalpindi

	Water coverage%
	502
	30.0
	87.0
	60.8
	65.0

	Water availability 
	8
	14
	16
	8
	4

	Cosumption /capital
	152
	61
	211
	38
	150

	Production/population 
	0.216
	0.167
	0.326
	0.047
	0.253

	Non revenue water (%)
	29.9
	63.6
	35.3
	20.0
	40.7

	Connections Metered (%)
	1.8
	0.0
	13.5
	0.0
	6.0

	Operating Ratio
	1.01
	1.86
	1.12
	1.33
	1.05

	Collection period (months)
	15.7
	8.1
	11.2
	34.2
	18.8

	Unit production cost
	4.33
	4.80
	3.77
	10.29
	4.52

	Average Tariff(RS/m)
	6.13
	7.10
	5.20
	9.66
	7.28

	New connection Fee (RS/m)
	483
	425
	300
	150
	2.000

	Capital expenditure/connection
	6.370
	2,093
	No data
	5.745
	2.367

	Staff/1,000water connection (ratio)
	11.5
	7.0
	123
	22.6
	12.0


Source: Draft Bench Marking Report of Punjab Utilities 2008-water & sanitation program- South Asia World bank

The capacity issue is not confine to the WASA Lahore but in all the other 4 utilities in remaining 4 large cities faces the same issues. The relationship of the capacity and quality of services as reflected in Table1. The Data demonstrated that there is a need of innovation in water and sanitation policy not only to improve the quality of services and make the utility more responsive, but to improve the access to service to un-served area. This accessibility agenda needs innovation and policy shit from infrastructure to integrated development and participation. Consequently, changa pani is one attempt to roll out the policy into program for change, improve access and community participation. The next section will discuss the policy environment development and role of a P&D Department in formulating and guiding the design of program inn which Urban unit and chairman P&D Board im year 2006 –2008 played a significant role of a catalyst, thinker’s and innovator with a vision, articulating equality and access in urban water sector. 

Need for a policy learning: critical incident

Changa pani program was designed with an incremental approach as this was consistent with the National sanitation policy and the overall reform agenda in the urban water sector of Punjab, Pakistan for improving the services and inclusive development through community participation. However, the public sector participation model of the communities was not explicitly designed in the urban sector. In the rural water supply and sanitation scheme the participation model was of burdening communities and only confine to the 2-5 % financial contribution. The communities were expected to take full control to the operation and Management of the schemes. Consequently, the sustainability of the schemes has become a big development issues, resultantly have impacted the policy makers. They become a big development issues, resultantly have impacted the policy makers. They become skeptical of the community development intervention models after closure of significant rural community water supply schemes. 

There is also anecdotal evidence of growing conflicting intellectual understanding and meaning found in the public sector policy makers about the community empowerment and participation &public private partnership as both were being used synonymously in the public sector, thus scaling up and institutionalizing remains an issue. In this participation based on an urban model was desired by the urban unit P&D department on the advice of chairman P&D Board to redefine policy and engagement grounds for community participation and urban development in cities.

This happened due to an opportunity or critical incident, when chief Minister’s directive for a water supply schemes in the Badar colony UC-60Lahore was issued. This directive came to the urban unit for comments. The area was visited and communities were consulted to provide an informed view on the water supply sachem. The situational analysis of the area revealed the following (figure5)

Well-being indicator (Health-Diseases profile)

In the sample population 73 % population is illiterate. They have no access to government water supply and sanitation scheme. Poverty, illiteracy and absence of any health and hygiene program have resulted in poor community health. 37to 42% adult and children from the sample were sick in last three month associated with water and sanitation diseases. 58% of the community was not satisfied with the quality of water 73% never boiled the water and only 5% knew the benefit of boiling water. . The access to hygiene information is limited due to poverty, low literacy and low mobility. The only source of health and hygiene information is T.V and relatives which is always limited in scope:

The detail social and need assessment of the area revealed that the Uc-60 area is poor and there is extreme need for water and sanitation services as articulated by the community. The need was for not only water but also for sewerage services. The community was willing to work with government for project intervention and provide their own finances. The children are also willing to forge partnership with government as evident from the following narrative

If government is with me I can spent prosperous and healthy life. If government is not coming to help us, then it will be difficult for us to get the clean water and we will not be able to survive from the diseases. I cannot do any thing without the support of government and I will cooperate with the government (Ali Asghar, class 5 student)

This community agreement was achieved through interaction with communities , local leaderhip of Union Council Specially the role of Nazim UC-60 &ASB was a great catalyst. As WASA was overall responsible for the water services in the area, any new development intervention needs overall agreement of WASAs. The next action will discuss how this partnership agreement was achieved and its salient features of partnership.

Sensitizing wate Utility and Building Partnership with civil society 

Based on the needs assessment of the community and integrating it with the water and sanitation aspect of the water, this idea was discussed and presented to chairman P&D Board, Government of Punjab. This provided the transformational backing to the idea & concept to go ahead and design the program by the urban unit. The program progress and design de briefing was regular feature for the chairman P&D Board. The program concept was also widely shared with other development professionals and got their input approval and support. As the program were to design with an intergrated approach, the urban models of water supply and sanitation were studied by the Urban unit which includes the Orangi pilot Project and the ASB Faisalabad project model. The component sharing Model done by Anjuman Samaji Bahbood, a local NGOs, headed by development champion Mr. Nazir Ahmed Wattoo in Faisalabad was found more contextually compatible to Lahore. The model of ASB was more appropriate as it was in Punjab city Faisalabad and had interaction with WASA Faisalabad during the development process. However, this model was an NGO model and needs to be fit in to be a public sector Model. The ASB was also willing to engage voluntarily in the process of CPP design and implementation.

The process of design started with sensitization of the urban unit key professionals. They visited ASB project area in Faisalabad. After through discussion it was also agreed that there is a need to sensitize WASA Lahore, as they are major player in the process. It was also realized that the existing capacities of the WASA does not provide a platform for community intergrated program, therefore the need was to include the civil society ho has experience of social mobilization and of community development in the urban water sector. It was also agreed in principle that the inclusion of social mobilization and community empowerment component in changa pani program through civil society has to be a partnership model buoying social contractor’s model in which NGOs is contracted to do the task. The NGOs role is argued to be of a partner and mentor end component implementation will be of WASA by hiring project staff. The partnership model will internalized the process of program in the WASA who can take this approach in the other areas including other cities. TH e partnership process was started eith ASB by inviting them on behalf of Government of Punjab for a joint visit and preparation of a MOU between the partners. 

The design of the intergrated program like changa pani also needs a theoretical rigor is based on the combination of interect of the partners, participatory in nature and addresses the needs a theoretical rigor is based on the combination of intellect of the partners, participatory in nature and addresses the needs of the community. The next section describes the overall design of the program in which all the partners provided input.

Theoretical and conceptual philosophy of changa pani
CHANGA PANI has strong community participation and empowerment comoponents. The program is to design with an integrated approach water supply and sanitation for the policy learning, therefore, there was a need for theoretical rigor and theoretical understanding for the design of the whole program. X has considered strong relationship between power and knowledge. The participatory means of the program design and planning will be remedying the power inequalities. The existing power relations between the WASAs and communities specially in the poor and low income area, have made the communities totally reliant on the WASAs and the political elites to provide water and sanitation. Thus by design and default there is no power sharing and relationship between the WASA and communities. CPP was an opportunity not only to restore the community’s confidence in WASA, but also develop a shared power sharing arrangement which is sustainable and acceptable to all the stakeholders who hold power in the urban water sector. 

The conceptual framework for CPP has addressed three dimension fo development which are I) power) knowledge and iii) participation. The empowerment through knowledge is challenging expert knowledge’ but also expanding the opportunities for those, who participate in the development process. Thus the changa pani program has a strong component fo Behavior change communication, environmental education, social mobilization and community participation. These processes has encouraged the participation and empowerment fo communities in the area, future generation specially primary schools children in 19 schools are directly benefiting of the processes of changa pani program. 

There are various theories related to the health behavior change for the communities. These theories have taken consideration of the cultural context, with the belief that the behavior change has to be imbedded in the understanding of why people change behavior. These theories are, Health Belief Model, AIDS Risk reduction Model, stages of change and Theory of Reasoned Action

In CHANGA PANI the framework for the design with an intergrated approach of health for 18 schools as articulated in Figure 6 taken a queue from the child to child Approach and considering health as a holistic process. 

Gigure 6: Holistic Health Approach for child to child

Health is …………….

Further more environmental education framework is also used to design the teaching and learning strategies in the 18 schools and community. The framework of environmental education is presented in Figure 7

Environmental Educatin (EE) across-the curriculum approach to learning, which helps individuals and groups to understand the environment with the ultimate aim of developimg caring and committed attitudes that will foster the desire and ability to act responsibly in the environment ( meadows 1990) specific teaching aid was designed for schools (figure 8)

This approach of integrated health is consistent with the WHO Ottawa Charter. It is a reminder to us that health is more then hygiene and absence of disease. It includes happy relationship. Healthy environment, Happy relationship, helping others and being fit and well (refer figure 6). HANGA PANI A approach and participatory planning is incorporating these aspects in the program. 

Component Sharing Philosophy: Internal and External Component sharing

The CPP program is designed on the basis of a developmental philosophy, noted as “ component sharing” which is articulated also in the National Sanitation Policy and Punjab Urban Water and Sanitation policy 2007. The component sharing in the Pakistani context is made possible through efforts of a social scientist, Dr Akhtar Hameed Khan, who founded Orangi pilot Project in Karachi. His philosophy in Punjab was translated in by Mr. Nazir Ahmed WATTOO of ASB. Dr Khan philosophy id baser on s dimple noyion yes hobrtnmrny snf community should share the responsibilities of infrastructure in which government should share the responsibilities of infrastructure in which government should construct external component and community should construct internal component of water supply and sanitation system. 

Using this philosophy in the changa pani program all the infrastructure in street ( water supply pipes up to 3 inches, water meters, and sewerage pipes up to 9 inches) will be constructed by communities. WASA will provide tube well, overhead tank, disposal system, treatment system including all the pipes required for the system to operate optimally.

The CPP program design has also reflected on the key learning of the ASB experiences in Faisalabad. Some of the key lesson learned by the ASB has helped in designing the CPP program as its guiding design principles for community participation, These ASB lessons are given below and have been incorporated in overall program design, institutional and management framework. However. This is yet to be tested in an urban area, a mega city Lahore, where a WASA is taking a lead. 

Lesson learnt from ASB model 

Community social capital 

Communities have social capital and potential to work on the development intervention to address their needs. They however, need social and technical guidance to properly utilize its resources. 

Participatory planning

Community if provided opportunity for participticipation in development program through dialogue and participatory planning. This process can be extremely useful. This will result in a process of mutual respect, understanding and trust between the partners which is vital for the success of integrated water resources and component sharing. 

Role of an NGO – as a support organization

A team of technicians and social organizers is needed to support the community. Technicians develop the package of advice and social organizers to extend it. Social organizers need to e from the community. In addition the support organization with low cost budget and simple office enables an equitable relationship with the community. 

Technical Advice through interaction 

The community needs technical advice. This is done through interaction which takes place at all levels i.e. with elected municipal councilors, elders, Local leaders individuals. An attitude of mutual respect, sharing and learning is needed. The concept that community knows all or that technicians know all-both are incorrect. It has to be a combined effort. 
Role of an activist

There are people in the community who are aware of the community problems and willing to be partner to solve it. The activist will play a significant role in the process of development 

SCOPE OF WORK AND COST SHARING

The external component started in April 2008. The project external cost is Pak RS 104.84 million. The community component is for internal component which is approximately pak 35Million RS. The external and internal component is demarcated as follows

External Component

1. Sewers – 12” –48’ dia ( total length 23400 RFT)

2. Water Supply 6 “ –12” dia (total Length 28000Rft)

3. Tube well 1 No 4 cubic feet capacity 

4. Overhead reservoir 1 No 50,000 Gallons

5. Pumping Machinery 2 Nos 6 –cusecs Capacity each 

Internal Component

1. Water supply pipes 3”dia

2. sewerage pipes 9” dia

3. 3000 water meters

4. T-Tank outside home 

The progress to date is significant in which external component sewers are 28% completed, followed by 46% water supplies. The overhead reservoir is 40% complete. The intergrated design requires implementation which is based on various skills of partners. Thus a partnership agreement was designed so all the partners could work together to design and implement the program. The next section provides key features of partnership and Memorandum of Understanding ( MOU)

Intellectual Disagreement, Partnership and Power play 

One of the significant departures in the government project formulation process (PC-11) was formal partnership agreement between the four key stakeholders through Memorandum of Understanding (MOU). This MOU was signed between the Urban unit P&D Department on behalf of Government of Punjab, city District Government Lahore, water and sanitation Agency WASA Lahore and Anujuman Samaji Bahbood (ASB), an NGO. The MOU clearly defined the project component and as well as roles and responsibilities of each partners. They key aspects of Mou are 

Definition of terms

1. Internal Development for sanitation consists of sanitary latrines inside house, underground sewers in lanes and neighborhood sewers.

2. Internal Development for water supply consists of water supply fitting and fissures in the house, water supply service lines up 3 inches, water meters and pluming work. 

3. External Development for Sanitation consists of sewer above from 9 inches trunk sewers, pumping station and treatment plant.

4. External development for water supply consists of tube well, service reservoir, transmission lines, distribution lines and water meters (Bulk.

Terms of Reference of Steering Committee

1. Coordination for successful design and implementation of the project.

2. MOU implementation.

3. Conflict resolution between the partners.

4. Any other matter related to project and its scope

Responsibilities of partners 
WASA

1. Design, implementation, monitoring, operation and maintenance of External component the intergrated Water supply and sanitation project in UC-60

2. Complete financing of the hard ware of external component as defined earlier for water supply and sanitation.

3. Billing of the water and sanitation services based on the metering as per Government of Punjab Tariff policy.

4. Prepare PC-1 for external component of water supply and sanitation and submit to P&D Department Government of Punjab. 

5. Water quality monitoring for the project base during and after execution of the project. 

ASB

1. Social mobilization and capacity building of UC 60 and community for internal component of water and sanitation.

2. Advice on mapping, survey, data collection and documentation work for internal & external development.

3. Support UC 60 and community for design, operation and maintenance of internal component of the WSS schemes.

4. Socio economic survey.

Urban Unit

1. Coordinate to build broad consensus between partners about the intergrated approach to WSS planning and implementation.

2. Facilitate quality Assurance for implementation of internal and external component of the project. 

3. Facilitate Reseach 

UC 60

I. coordinate and support ASB in their work at UC 60. 

II. Facilitation of community Dialogues for comoponents sharing approach.

III. Liaison with WASA L, Urban unit and WASA on behalf of community.

IV. Represent community in the steering committee.

V. Ensure that the community internal component finances for sharing is arranged through transparent manner

Approval of the program
The approval of the program is developed through a process, which has tow forms based on the cost of the project. As this project was below the level of RS 200 million therefore, this project was within the competency of the administrative Department, secretary of HUD &PHED. If we look at the history of events it provides evidence of a challenging profile how an innovative program ven support from a specialist unit, i.e Urban unit and support of a highest planning Officer, chairman P&D Board took time to approve, However, this time line is significant learning is in the process of approval, that change is slow and requires ontinous and internal support of P&D department and WASA ownership.

ABLE 2: approval process and Events Time Lines

	Date 
	Event

	Sep 2006

October 2006

Novemeber 2006

December 2006

February 2007


	People of the area approached C.Mfor provision of water supply and sanitation

C.M directive for water supply in Badar colony to WASA Lahore & urban unit 

Urban Unit carried out detail need assessment and submitted the concept of intergrated component sharing program of water supply and sanitation (changa pani) to chairman P&D Board

Chairman P&D Board Approved the concept of changa pani

WASA and community (UC-60)exposure visit to ASB project in Faisalabad to learn about component sharing

	March 2007

June 2007

August 2007

September07

October 08

August 2008

September 2008
	MOU signing between partners 

Establishment of small office for program planning and community interaction by WASA and ASB

PC-1 prepared and submitted for approval to HUD &PHED

Presentation to chairman P&D Board

Finances Released as first trench of 30 Million in the project area 

45% external component physical work completed and social mobilization and other component is in full swing

Work in progress and waiting release of funds for staff salary and full establishment of CPP office


Steering committee: program Management Model

One of the significant project management institutional arrangements is designed through a steering committee in which all the project partners are its member. The steering committee is headed by WASAs, Deputy Managing Director. The reason is that WASA should take the leadership role. However, the greatest challenge was that in one year the Deputy Managing Director changed, due to transfoer or retirement, thus every time one has to bring on board the concerned officials. In order to address this issue, it was decided that WASA will dedicatedl notify a project staff with dedicated Dierectoe as its external program manager. Another ussue which required change in the MOU and the chair ship of steering committee.is that DMD has limited powers in terms of program and all the powers are with MDs. The MDs have also changed, the former MD was proactive and use to attend the Steerig committee meeting and was actively following up on the decision made. However, New MD is settling in coming on Board. 

Steering committee in its various meetings has taken strategic and policy decisions for the program. The major decisions include defining the internal and external component, and agreement on the hiring of staff for CPP, hiring of staff, and approval of training program and share the progress and conflicts resolution and discussion. 

Although project is primarily designed by the urban unit with dedicated support from all the partners, the conceptual understanding and overall intergrated approach is some times a point of conflict and frication between the partners. One of the major issues faced was for the administrative control of the program staff for the internal component between the ASB and WASA. This was amicably solved through an understanding reached at the steering committee. The formula required that ASB is required to provide the community and social mobilization technical support, therefore, all the relevant staff will report to ASB. The staff salary release will be approved by the steering committee based on their progress. Urban unit role was overall program quality assurance, coordination, policy learning and overall management fo the program in order to achieve the objectives of he program.

Conclusion: Key Learning from the process policy and specialist & professional unit Nexus

The rolling out of a program which articulates the needs of the community as well as challenges the existing power relationships between the water utilities and community is not very easy. Although policy support and statement at the Federal Level and provincial level is extremely useful to articulate the need of the program, however, the policy is considered as a wise word’ which in the absence of a visualized program remains unattended. In this context the role of a specialist unit at the provincial level within the planning and Development Department is crucial in rolling out of the policy- program as demonstrated by changa pani. The institutional design and procedure of WASA which are very cumbersome is a big hindrance in the smooth functioning of the program desptehighest commitment from all partners. One of another significant policy action, Urban Unit, who working on transformation and professionalisation of WASA which will support the overall enabling environment for the program. 

Support of Development Champion

As demonstrated in the case of changa pani, that it could be another infrastructure program if not supported by the chairman P&D Board and the Urban unit tea. The support and initiative by senor government officials, one being the chairman P&D Board made it possible to take this program from design table to approval level and made the city government and WAS As accountable to be part of partnership model. 

Partnership Model Versus Contractor ship 

The role of WASA is crucial in formalizing the chanaga pani program as well as its sustainability and rolling out. The existing capacity of WASAs is a big issue. However the design and implementation fo external component is not an issue for WASA. The main challenge for them is design and implementation of soft component that is, internal component of community mobilization, internal component implementation, financing. Health and hygiene education. The learning from this program is that the program continues to be design as a partnership model till WASAs develop its capacity. In partnership model a dedicated NGO is well placed to provide guidance for the internal component along with Union Council (local leadership and community). The model should always remain as of partnership but not as of contractor for internal component. The reason is that the process of changa pani internal component shall them never be institutionalized in case of contractor model. 

The WASA at some stage need to appoint social immobilizes, community development officer, gender officer and health and environmental educators to develop their capacity for carrying out the changa pani program. The technical support of Unit like Urn unit shall continue to oversight the program in Punjab till changa pani is institutionalized in cities.

The external component is not without its challenges; however, WASAs due to its instiutional experiences are able to address the challenges of external component program implementation. These challenges include; selections of contractors within the WASA government rules, clearing of right of way, selection of sit for tuebe well and over head Tank. One of the major issue is the release of fund from the finance department. Despite chief Minister and political Leadership growing interest in the program, the procedural challenge still hampers WASA and CPP finances.

Job Description: Team Leader for field staff of changa pani program

Required skills: 

· Positive attitude

· Strong organizational, communication, an interpersonal skills

· Passion for serving others

· Leadership skills including consensus building 

· Strong problem solving skills

Preferred skills:

· Ability to speak local languagei.e Punjabi

· Travel experience in public transport and long hours

(Note: preference will be given to students who have participated in the NGO programs or Have other community sercive experience)

Essential Responsibilities/ functions:

· Community meeting in Ghalli/ Mohalla to organize and participate in projects.

· Assign roles and responsibilities to field staff of changa pani program.

· Passion for serving others

· Maintain regular communication with staff, community and UC Nazim.

· Responsible for keeping all records for team and providing appropriate documents to concerned officials.

· Prepare reflection activities for team members throughout the planning process, work week, and field visits diaries reflections.

· Attend/ Meet with steering committee members periodically to discuss progress. Coordinate group presentation at conclusion of the daily trips from field.

· Organize follow-up Activites with team.

· Other duties as assigned by Urban unit.

Report:

Project Manager

WSS Specialist, UU

ASB Coordinator

Prepared by : Ms. Zarina Ali

Reviewed by : Mr. Abid Hussainy

Dated: 29th June, 2007

Development of Process & SOPs changa pani 

In order to make this program scaled up and successful it is crucial that the process of social mobilization, design of water supply and sanitation system internal and external finances, steering committee rule of business and communication material is developed and disseminated. This learning has to be intergrated as a policy advice and commitment through a notification or guidelines by the Government of Punjab to be adopted by WASAs.

The institutionalization can happen as a result in WASA s with establishment of changa pani program Directorate or Cell at the P&D Department and capacity building of WASAs in the soft component design, implementation and community management. This program is working on the documentation of the process and in this regard the communication material is developed for schools and as the program is moving forward for documentation fo the process. This paper is also a learning initiative to share and learn from the process and interaction with the development actors. 

Management Model

                         There is need for further documentation and discussion for the operation and management of the program once the program, once the infrastructure phase is completed in Union Council 60 . The existing arrangement to hand over internal and external component to Wasa will be an inefficient model. There is a need for more thinking to consider management model in which communities operate the system through a professional operatiors or staff and WASAs role is manger of external component and bulk water supplier and regulator of services.

The Change pani program is an attempt at the provincial level to change the mind set of the development manager and policy makers through a policy model which is contextually relevant, public sector, therefore, ownership is relevantly easy. The whole process learning and its documentation and resultant change into policy and regulation discourse along with a happy present and future generation will be real learning and impact of changa pani program in Punjab, Pakistan 
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