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WHAT IS THIS PRESENTATION ABOUT? 

 A change process being undertaken in Ghana‟s rural 

domestic water sector – from projects to services 

 Initial signs of success and lessons learned 

 The change model and approach being used 
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THE GHANA CONTEXT 
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RURAL WATER SUPPLY IN GHANA 

Coverage 

 Ghana is generally on track to achieve the MDG target for water 

supply 

 Current estimates range from 63.13% (CWSA, 2011) to 74% (JMP 

2011)  

 Sanitation lags far behind, with rural coverage in improved facilities 

at only 7% in 2009 (JMP, 2011) – although 51% if „shared‟ facilities 

are included.   

 

Models 

 Community Ownership and Management (COM) 

 Point systems (boreholes with handpumps) 

 Small-town pipe networks (standpipes and household connections) 
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RURAL WATER SUPPLY IN GHANA 

Financing  

 Over  90% of capital investment in the rural sector comes from 

donors (mainly grants) 

 Large number of NGOs active, particularly in the north of the 

country. 

 Financing for recurrent expenditure comes from two main sources.   

 Day to day operation and maintenance paid for by users 

 Government (national and local) is supposed to finance direct 

support costs (regional CWSA offices and DWSTs/DWDs in 

districts) but not adequate 

 No clarity on financing of major rehabilitation and replacement  
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RURAL WATER SUPPLY IN GHANA 

Behind the positive headlines - real challenges exist 

◼ High rates of breakdown 

◼ Low quality of service delivery 

Recent research by the WASHCost project found that  

◼ 29% of rural point-systems were non-functional at the time of visit.   

◼ 23% of people relying on rural point-systems accessed national 

minimum level of service 

◼ 59% of people relying on rural point-systems accessed national 

minimum level of service. (Nyarko et al, 2011) 

Data on functionality is not generally available for small towns – 

however, widely acknowledged problems sustainability –  generally 

seen as a “time-bomb”.  
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CHALLENGES TO ACHIEVING 

SUSTAINABLE SERVICE DELIVERY UNDER 

COMMUNITY-MANAGEMENT MODEL 

The challenge: to bring about a system wide change in the rural 

water sector - from delivering projects to managing services 

 

A major bottleneck to achieving this is the gap between policy and 

practice  

 Makes systematic learning or adaptation difficult - undermines 

the impact of policy change. 

 Driven by systemic weaknesses that make it difficult for the 

sector to deliver services sustainably 
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SYSTEMIC CHALLENGES 

Sector has multiple 

institutional levels and 

linkages 

Roles and 

responsibilities not 

always clear or well 

defined 

Especially for different 

phases of service 

delivery cycle under 

decentralization 
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Water resources
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Water resources
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THE APPROACH TO SECTOR CHANGE: 

CATALYSING AND SUPPORTING A SHIFT 

TO SUSTAINABLE SERVICE DELIVERY  

1. The process contains the following 

principal steps: 

2. Awareness raising and consensus 

building 

3. National level policy reform to 

address weaknesses or ambiguity in 

policies.   

4. Service level action research at the 

institutional levels to pilot 

interventions and to measure their 

impact. 

5. Monitoring, documentation, analysis 

and learning on the process , what  

changes are occurring and how the 

change is enabled 

6. Adaptation and scaling based on the 

lessons learned the approaches 

developed are adapted and scaled or 

replicated elsewhere. 

Awareness raising 
and consensus 

building

National level 
policy reform

Service level action 
research

Monitoring, 
documentation, 

analysis and 
learning

Adaptation and 
scaling

Learning 
alliance -

facilitation
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INITIAL RESULTS 

A change in the national 

discourse  - from projects to 

service delivery 

Agreement on: 

 challenges and bottlenecks 

to achieving sustainability 

 a number of critical building 

blocks for sustainable 

service delivery 
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RESULTS OF THE PROCESS- FOUR CRITICAL 

BUILDING BLOCKS 

Harmonization and 

coordination of 

approaches 

  
Well-defined participatory 

monitoring and evaluation 

system - that measures 

both functionality and 

actual service delivered  
 

District Assemblies 

(DAs)  as the focal 

point for delivery of 

water  services  

 

Sector 

learning 

and 

adaptation 
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INITIAL SIGNS OF CHANGE 

For the first time, the need for (and level of) recurrent expenditure 

recognized in the draft Water Sector Strategic Development Plan 

(WSSDP)  

 CWSA leading  

 Technical working groups on 

 financing capital maintenance 

 identifying necessary level of direct support costs 

 establishment of national indicators for functionality and 

service monitoring 

 Revision of key sector documents and delivery to support service 

delivery 

 Reviewing and revising CWSA project cycle for rural WASH to 

incorporate long term sustainability 

 Facilitating a national dialogue on reliable institutional support for 

COM under the decentralization framework (District Ownership 

and Management) 
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CRITICAL SUCCESS FACTORS 

Success in influencing major sector actors/stakeholders to adopt a 

new approach, strategy and financing regime for rural water supply 

rests on:  

 hosting of activities by lead sector agencies. CWSA, has been 

the bedrock for initiating and sustaining systemic reform in the 

water sector 

 investing in adequate time and resources for partnering and 

relationship building at all levels - in order to achieve local 

ownership and sustained change 

 an ability to change the understanding of personnel in the sector-

champions of change  

 operating culture and performance criteria of organizations in the 

sector- the issue of incentives  

 a transformational change process that looked into the past and 

build on the present to inform the  future 
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LESSONS LEARNED:  

WHAT HAS WORKED WELL 

The learning alliance approach:  

Using (action) research as  a mechanism for: 

 Using (action) research as  a mechanism for: 

 catalysing change by bringing evidence to the table to challenge 

ingrained perceptions.  

 testing, confirming and adapting solutions 

 Flexible outcome based project management  

 Making lead partner agencies the champions - lead to a national 

movement. 

 Taking the time to understand and become part of ongoing 

processes of change, both within and outside the sector 

 Ensuring the flexibility to „slow down to gain speed‟ - through joint 

reflections with stakeholders facilitated by an external learning 

facilitator 

 A well financed project to support change and considerable 

resources for technical support from IRC and elsewhere   

 Triple-S activities in Ghana cost ~350,000 Euros in 2010 
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WHAT HAS WORKED LESS WELL –  

AND OTHER LESSONS 

 The inherent complexity of the rural water sector - things will never 

go „as planned‟ and planning itself should be treated with a light 

touch.   

 Flexible outcomes based management – can lead to lack of 

structure and insecurity 

 The need to work to the pace of the sector - dominated by the 

planning cycles of a number of large projects and programmes.   

 Over identifying with a specific project (e.g. Triple-S) at the expense 

of the underlying message (service delivery approach) – risks an 

alienating effect on organisations and individuals who are not „part 

of the project‟   
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WHAT HAS WORKED LESS WELL –  

AND OTHER LESSONS 

 The need to invest sufficient time in „training‟ people, especially 

potential champions, in the underlying concepts of the project 

 Change makes people uncomfortable and for them to willingly follow 

a leader into a shared process of learning it is important that they 

have confidence in the leader.   

 Being insufficiently clear with stakeholders as to when a concept or 

approach was „fundamental‟ and when it was „tentative‟.   

 Forces for change and forces for sameness – uncertainty and 

anxiety about the end state 
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CONCLUSIONS 

Commitment to the need to shift from  projects to services exists and 

first steps to implementing the shift have been taken 

Several more years of experimentation and learning as well as 

sustained interest, political will and leadership are required to 

complete the shift  

However, caution is required: 

 Many people already recognised the need for a shift 

 The challenges to service delivery come from the political economy 

aid to the WASH sector – not just from its organisations and 

institutions.   

 Both government (at the political level) and donors have a strong 

desire to be „seen to be doing something‟  

 This desire is most easily met by being seen to construct facilities 

and not about keeping them working 

 This was and remains the central challenge facing IRC and CWSA‟s 

work in Ghana 

 


