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GUIDELINES FOR SUCCESSFUL
COMMUNITY DEVELOPMENT 

COMMUNITY WATER
PROJECTS

Introduction 

Our aim in this document is to
provide guidance for Project 
Officers which will 
- Assist in developing good, 
successful and lasting water 
projects with communities.

- Avoid failure

Success in our work in providing
good water supplies is vital. But
water projects are highly suscep-
tible to operational failure.   
- 40-50% of hand-pumps in sub-
Saharan Africa are not working.

- The Salvation Army is not 
immune to these difficulties.

Achieving success will meet a key
human need. Using the ways to
eliminate failure will save wasting
precious resources from donors. 

Water is essential for sustaining
life, and access to safe and suffi-
cient water is now a basic human
right.  Improved access to safe
domestic water will: 
- Reduce illness and death caused
by water borne diseases and 
improves health

- Increase economic well being by
saving large amounts of time and
energy. 

- Stimulate other community led
initiatives 
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- Remove tensions and conflicts
within communities. 

There are many different sources
of water that can be improved
and managed. Building rainwater
tanks, capping springs and digging
wells can all be done by local peo-
ple. Drilling boreholes or pipeing
water will require outside experts
and funding. 

We have drawn on best practice,
examples from the field, lessons
from the Global Community De-
velopment Evaluation and direct
input from project officers.  We
do not aim to provide a model
project but rather to set out the
key principles that must be con-
sidered when designing and im-
plementing water projects. 

Local Participation

Many water projects experience
difficulties because proper prepa-
ration was not carried out before
the work began.  The most impor-
tant element is to draw the com-
munity into the process of
developing a project.  It is much
harder to involve the community
and encourage a sense of owner-
ship after the project has been
completed.  If participation is not
addressed at the earliest stage,
many communities will see it as a
project that belongs to The Salva-
tion Army, and expect us to main-
tain it and cover all the associated
costs. Successful implementation,
operation and maintenance all re-
quire committed community
ownership and involvement. Start
with local participation.

Needs Assessment

The project should be based on a
thorough assessment of the com-
munity needs. Access to clean and
sufficient water can be part of the
solution to a variety of problems.
Try to ensure that any initiative
addresses a problem as compre-
hensively as possible. For example,
if the main problem is sickness
caused by poor water and sanita-
tion, you should ask what other
things are necessary such as
health education, sanitation solu-
tions, etc.   This is the best time
to prepare a simple survey - a
basic picture of the community.
Exploring the problems and local
resources should be done as
quickly as possible. You can con-
sider using development tools
such as mapping, community con-
versations and community walks
for your local research.

Local Research

It is vital to draw on local knowl-
edge and learn from other proj-
ects.  Use community
participation to find the answer
to questions such as: 
• Where do people in the
surrounding communities (within
10 miles) access their water?
• What are the problems
with these water sources?
• Are there other wells or
clean water sources? 
• Are there any other
trained water committees?
• Are there any other new
water schemes planned and if so
how will this project fit in? 
• Where are successful
schemes to copy?
• What information does
local government or other

NGO’s have on water schemes?

A new project may suffer because
of competition with other initia-
tives or because people prefer
existing water sources. Take the
time to understand the commu-
nity. It may help to learn about or
visit successful projects in the
area. Also consider using the de-
sign of other projects elsewhere
which are known to be very suc-
cessful.

Identifying Likely Impact

Our development work should
bring change to individuals and
communities. We must under-
stand what will be changed and
how the changes can be meas-
ured. For example 
• For health you can gather
health statistics from the local
health post/clinic and estimate
what will be the likely changes.
• For changes in time spent
collecting water you will need to
find out how much time is spent
obtaining water now. Are girls
kept from or late for school be-
cause they are collecting water?
What will be the impact on
schooling?
All these research activities will
benefit from community participa-
tion, which will in turn draw the
community into the process of
project development at the earli-
est stages.

Documentation – Project Con-
cept/Proposal

As you proceed with preparation
put all the information into the
project concept or proposal.
Remembering that the proposal,
when approved, will be the docu-
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ment everyone will work from. 
• The Aim (Goal) should ad-
dress the overall problem that the
project is seeking to impact 
Eg Reduce water borne diseases
in ABC communities.
• The Objectives are the
specific changes for people that
the project will make
Eg Provide 100% of the popula-
tion in ABC villages with safe
drinking water by the end of 2011
(about 480 families). These need
to be SMART – Specific; Measura-
ble; Achievable; Realistic; and,
Time bound 
• The Activities show how
these changes will be achieved
Eg Construct 3 borewells and
equip with hand-pumps

For example “Provision of a bore-
hole” should not be an objective
of a project – this will be an activ-
ity which will help achieve objec-
tives such as a reduction in
diarrhoea. It is a good idea to
look at the example of a water
project proposal which is in the
CPMS to see how one is done.

Community Management- Water
Committee

Ensure there is a Water Commit-
tee. An elected Water Manage-
ment Committee will help to
make sure that water supplies are
well managed and benefit all local
people. Work with the community
to establish a committee to man-
age the water source. It may be
that the community already has a
structure for development proj-
ects which can be used.  
• The committee should
preferably be elected by the com-
munity, have rules and a constitu-
tion. 

• should include representa-
tives of community leaders,
women, different ethnic or caste
groups, and people with technical
skills 
• Try and ensure a gender
balance – especially as the burden
for water collection often falls on
women.
• Also ensure the poorer
groups are represented. 
• If it is necessary to regis-
ter the committee with local gov-
ernment or as a legal entity,
ensure that steps are taken to do
this – if a committee is not regis-
tered it may find it difficult to
open bank accounts, or take part
in legal processes to recover lost
funds, or it may be held responsi-
ble for mis-management.
• Proper legal standing will
also promote the idea in the
community that the committee is
a permanent body with the au-
thority to manage a water point. 
• Build skills and capacity of
the water management commit-
tees in the areas of maintenance,
environment conservation and fi-
nancial management.
Consider skill needs. Ensure that
the committee have the necessary
training to carry out their duties.
If they don’t, make sure that ap-
propriate training is provided. For
example:
• Able to keep track of in-
come and expenditure, (if not
provide training in financial plan-
ning). 
• Able to carry out minor
repairs and maintenance of the
water points (if not provide train-
ing in basic maintenance).
• Able to commission major
repairs (if not provide training in
getting quotations).
Training skills should be passed on

to the committee enabling them
to be trainers of future commit-
tee members.  
If there is some education ele-
ment to the project, consider
how the committee will be in-
volved in this – will their role be
to educate others in the commu-
nity? 

Community Ownership, Repairs
and Appropriate Technology

Communities should demonstrate
a commitment to the initiative be-
fore the water point is put in
place. This will
• Encourage a sense of
ownership, 
• Find out and establish the
level of contribution that is realis-
tic for them to make. 
• Make sure a maintenance
system with defined responsibili-
ties is in place.
Unless the community know their
contribution before the project
starts, they may be unwilling to
make contributions later. The
community should be able to con-
tribute sufficient funds to repair
the pump when it fails. 

Therefore, the choice of technol-
ogy should be appropriate. For
example if a community can only
generate a small amount of
money per month it would not be
realistic to use a petrol pump as
this is expensive to maintain and
repair. If a very large number of
people are the target, and the
water table can support the ex-
traction of large amounts of
water, a petrol pump that fills a
holding tank with multiple distri-
bution points could be consid-
ered.   
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The community should be fully in-
volved in deciding
• The level of payment so it
is realistic, 
• Who should be responsi-
ble for carrying out the mainte-
nance and repairs
• How funds are collected,
banked, and used.  

When choosing the appropriate
technology these are some things
that should be considered: 
• How suitable is it to the
environment?
• How many people expect
to be served?
• What is the availability of
spare parts?
• Is there any local experi-
ence in maintaining a certain type
of pump? 
• What demand there will
be and is the proposed pump ade-
quate?
• What is the estimated
cost per beneficiary? Is this rea-
sonable?

If hand dug wells are to be used
make sure that other such wells
in the areas work properly and
produce adequate amounts of
water. 

Finally ensure appropriate techni-
cal expertise is used to advise on
the type of water source.

Borehole Location

Where to locate the borehole is
a crucial decision and one that
needs full community participa-
tion. Even if it is placed on Salva-
tion Army property, it should be a
community consensus. There are
disadvantages on placing the
water point on Salvation Army

land.
• Will the community feel it
is not their own project,
• Will they assume the
Army will maintain it?
If on other land is there any risk
that alternative land owner will
take control of the borehole?  Im-
portant to understand where
community owned land is located. 

The choice of location should
take into account 
• Likely availability of a good
volume of drinkable water from
alternative sites
• Safety factors such as road
traffic nearby
• Ease of access to all mem-
bers of the community
• Ownership and mainte-
nance responsibilities. 
• Sanitation and pollution:
there must be no latrine or
drainage ditch within at least 20
meters

Remember, the location of the
borehole will be affected by the
availability of water – it may not
be possible to put it where the
people or TSA want it. You must
ensure appropriate technical/pro-
fessional expertise is used to ad-
vise on the location including
using soil or geological maps
where available.

Drilling or Well construction

After the preparation work with
the community has been done,
the actual construction of the
water point can happen. The
amount that the community can
contribute in-kind to the con-
struction will vary greatly depend-
ing on the type of water supply
project and the skill level of the

community. For digging shallow
wells, or laying piping the commu-
nity is often able to supply labour.
Where boreholes are required a
drilling rig will be needed, so the
community may be less involved,
although they can still contribute
labour in other areas such as dig-
ging latrines.  Here are some
things to think about:
• Consider the best time to
install the water point. For wells
and boreholes ensure that they
are deep enough to access water
throughout the year. For this rea-
son it may be best to drill to-
wards the end of the dry season.
• If external contractors are
used ensure that the community
is still involved in this process, and
that tendering processes are ob-
served according to Salvation
Army policies.  Ensure proper re-
search has been done on the con-
tractor’s reputation and ability.  
• Ensure that proper main-
tenance training is given to the
water committee and the com-
munity. Some drilling firms will
provide this – but ensure that
there is enough knowledge in the
community that they are able to
maintain the pump and make
basic repairs if necessary. The
committee can train others in the
operation and maintenance of the
pump. 
• Ensure that all environ-
mental regulations are adhered to,
and that the construction is com-
pleted to a high standard.
• Contractors need to be
properly managed and the work
inspected before final payment.
• Ensure water testing for
drinkability (chemical and col-
iforms) is carried out as part of
contract 
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Apron and Water Run-off

You will see many hand pumps
placed without a proper apron or
run-off channel. Both are vital and
need to be in the plan. An apron is
necessary to prevent contamina-
tion of the water point from dirty
water and human and animal
waste. Buckets and pots can be
placed on the apron to keep them
clean. And the apron should chan-
nel any spilled water to a run off
channel. The run off channel
needs to go to a drainage channel
filled with stones (a soak-away) to
prevent pooling of water or to an
animal trough or irrigation facility
eg. for a vegetable garden. Water
must not gather in pools from a
new water point as this will cause
health problems such as mosqui-
toes and malaria.   A standard de-
sign can be used for apron and
run-off channel. 

The water committees should
make sure the area around water
points is protected from animals
and safe for women and children.
Drinking areas for animals should
be made some distance away.
Areas for washing clothes and for
personal bathing should be kept
separate from the water supply.

After Construction

After drilling takes place and con-
struction of the hand pump, apron
and drainage channel, there is still
a lot of work to be done. As
stated in the introduction, the es-
tablishment of a water point does
not always mean that it will con-
tinue successfully. Although at this
stage the community should have
taken full ownership of the proj-
ect and the committee should be

managing and maintaining it, they
will still need support until they
are comfortable and confident in
managing the water point them-
selves. This may help:
• Water purity (potability)
testing once borehole or hand
dug well is completed.  This needs
to be done without boiling.  
• Continued observation
and support of the Water Com-
mittee by Project Officer/Divi-
sional Commanders with
mentoring as appropriate. 
• Follow-up training for
committee members and commu-
nity. This could be refresher train-
ing, or re-training in areas in
which the committee identifies
weaknesses. 
• Conduct an evaluation no
more than one year after the
water point is put in. After a year
it is possible to judge such things
as cost recovery, community in-
volvement, maintenance, health
improvements and other indica-
tors. Remember that this cost
may need to be included in the
budget at the beginning of the
project. Use the initial survey in-
formation and compare figures 6
mths/1 year after water pro-
gramme completed.  Assess
whether the maintenance sinking
fund is adequate? 
• Think about how the proj-
ect can be used as a springboard
for other community initiatives.
For example, can the committee
branch out into other projects?
Can water be used to help estab-
lish vegetable gardens to increase
income and improve nutrition?
• Ensure that any lessons
learned are recorded properly so
that the store of knowledge is in-
creased at a project office level, at
Territorial level and is also noted

on international systems to im-
prove future projects.
• At THQ/Command level
develop an in-country monitoring
plan to ensure water committees
remain strong and in control of
their water resource.

Further Resources

Community Project Management
and Support (CPMS)
Community Development “Tools”
Materials (available from IPDS)  
SMART – detailed guidelines
(available from IPDS)  

Evaluation Reports of Water Proj-
ects as part of Global Community
Development Evaluation Report
(available from IPDS)  

Tear fund have some good de-
tailed guidance on water and sani-
tation such as then following link
http://tilz.tearfund.org/Publica-
tions/PILLARS/Encouraging+good
+hygiene+and+sanitation/PIL-
LARS+Hygiene+W22.htm 
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