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CONTEXT 

Pakistan requires 350,000 new housing units per year for its urban areas. The formal sector is able to supply only 120,000 housing units per year. This gap is accommodated in katchi abadis (squatter settlements on government land) or through the informal subdivision of agricultural land (ISAL) on the periphery of cities and towns. It is estimated that nine million people live in katchi abadis in the urban areas of Pakistan and another 15 million in ISALs. Both type of settlements are unserviced to begin with but over a 15 to 20 year period residents manage to acquire water, electricity, gas and some sort of social infrastructure. However, sewage invariably flows into cesspools or into the natural drainage system. The physical and social infrastructure that is acquired is through ad-hoc arrangements made by the residents themselves and/or through small unconnected projects implemented by local councillors for their constituencies as “gifts” and political patronage.  Since 1973, the government has been operating a Katchi Abadi Improvement and Regularisation Programme. The programme has improved and regularised only 1.5 per cent of katchi abadis per year.  There is no programme for the improvement of ISALs although their conditions (except for security of tenure) are no different from that of the katchi abadis.

Karachi, the country’s largest city (population 13 million) has an annual housing demand of 80,000 units. In the last five years the formal sector has been able to provide 26,700 units annually. The gap has been accommodated in katchi abadis whose population is now over six million. Orangi, a district of Karachi, is an agglomeration of katchi abadis with 1.2 million residents living in over 100,000 houses built informally.  
THE PROBLEM

Developing infrastructure in low-income settlements in a conventional manner is far too expensive. The Pakistan government has been taking loans from international financial institutions (IFIs) for this purpose.  But the scale of the problem is too big to solve the problem in this way and loans come with expensive conditionalities resulting in cost increases of over 200 per cent. Operation and maintenance of these systems is also expensive and too technically difficult for local government. 

The OPP-RTI was very clear from the very beginning that the answer lay in local resources and local expertise. Part of this could come from the community provided the cost of construction could be reduced by eliminating contractors, modifying engineering standards and mobilising communities to finance and manage the construction of an underground sanitation system.  To do this four barriers had to be removed:

· the physiological barrier: communities have to be convinced that not only the house but also the street and neighbourhood belonged to them.  

· the social barrier: communities had to come together and organise; 

· the economic barrier: costs had to be reduced to be affordable; and 

· the technical barrier: communities had to be provided with technical supervision and tools.    

THE ORANGI PILOT PROJECT: THE ORIGINS AND OBJECTIVES 
The OPP was established in 1980 with the purpose of overcoming the constraints faced by the government in regularising and improving katchi abadis. The objective of the project was to: i) understand the problems of Orangi and their causes; ii) through action research develop solutions that people can manage, finance and build; iii) provide people with technical guidance and managerial support to implement the solutions; iv) in the process overcome constraints that governments face upgrading katchi abadis.  Participatory research identified four major problems sanitation, unemployment, health and education. Sanitation was considered the most important. 

Programmes have been developed around these four issues.  In 1998, the OPP was upgraded into three autonomous institutions: the OPP-RTI dealing with sanitation, housing, education, research and training; the Orangi Charitable Trust (OCT) dealing with micro credit; and the Karachi Health and Social Development Association (KHASDA) dealing with health and gender issues. 

OPP-RTI LOW COST SANITATION PROGRAMME 

The OPP-RTI divides sanitation into “internal” and “external” development. Internal development consists of sanitary latrines in the house, underground sewer in the lane and neighbourhood collector sewers.  External development consists of trunk sewers and treatment plants

The results in Orangi and in 284 other locations in Pakistan have demonstrated that communities can finance, manage and build internal development provided they are organised and are provided with technical support and managerial guidance.  Local governments can support the process by building external development provided they accept the “internal-external” concept and train their staff in OPP-RTI methodology and in working with communities. The technical assistance of the OPP-RTI provides communities with plans, estimates of labour and material, tools, training for carrying out the work and supervision of work. OPP-RTI’s research has developed new standards, techniques and tools of construction that are affordable for the urban poor. 

In Orangi, 96,994 houses have built their neighbourhood sanitation systems by investing Rs 94.29 million (US$ 1.57 million). Local government, for the same work, would have had to invest US$ 10.06 million. All sewage discharges into the natural drainage system as for over 80 per cent of Karachi. Infant mortality in areas that built their sanitation systems in 1983 has fallen from 128 to 37 in 1993. OPP-RTI investment versus people’s investment is 1:18.2. 

The process has consisted of mobilising communities to install their own sanitation with OPP-RTI providing assistance. A lane committee in each lane collects the money from the residents and organises the work with OPP-RTI supervision and managerial guidance. Initially, the only lanes that could participate were those near a natural drainage channel into which they could discharge. Later, lanes that were far away from the drainage system began to apply. For them to dispose into the natural drains, collector sewers were required. This led to a confederation of lanes that financed and built the collector sewers.  The natural drains into which the sewage was being disposed could be converted into box trunks with treatment plants where they meet the natural water bodies.   

SCALING-UP OF THE OPP-RTI SANITATION PROGRAMME

The OPP-RTI sanitation programme has been scaled up by:

· Local government building external sanitation in Orangi.  The OPP-RTI supported community sanitation disposes into the natural drainage system of Orangi. Local government is now converting the natural drains into box trunks designed by the OPP-RTI and supervised by community activists trained at the OPP-RTI. 

· Government agencies and departments adopting the OPP-RTI concept and methodology with the OPP-RTI as consultant and trainer. The Sindh Katchi Abadi Authority (SKAA) was the first to adopt the OPP-RTI concept of internal and external sanitation. 
· NGOs and CBOs, leading to the creation of partnerships between them and local governments. The OPP-RTI strategy for supporting NGOs and CBOs wishing to replicate its programme has evolved overtime and after many failures. The strategy is now relatively effective and includes support for technical capacities and social organizing.  Once local government becomes involved, they are invited to OPP-RTI for orientation.  

46,821 houses outside of Orangi in 11 Pakistan towns at 284 locations have built their internal sanitation at a cost of Rs 88.15 million (US$ 1.46 million). The replication projects have been able to mobilise Rs 146 million (US$ 2.43 million) from local government funds for building “external” development and sewage disposal systems not only for their settlement but for large areas of the town and/or city. In two replication projects water supply systems have also been laid on an “internal-external” basis. In three small towns the replication project has become consultant to the government for water supply, sanitation and road paving projects all being built on the “internal-external” concept. 

A Community Development Network (CDN) has been established linking up all the partner organisations who meet every quarter at a different replication project to present and discuss developments that have taken place in their programmes. Local government officials may attend. Some partners are stronger in community participation and others in technical matters; they contact each other directly for support and often plan joint negotiations with government agencies.  

YOUTH TRAINING PROGRAMME (YTP)

The OPP-RTI realised that proper mapping of the existing infrastructure of the katchi abadis was necessary. Government agencies had not documented this infrastructure and even where they had communities could not access it, and where they could, they could not understand it.  A Youth Training Programme was initiated to train young persons from communities in surveying, documentation, estimation, on-site supervision and community mobilisation.  So far, 42 persons have been trained and 16 are currently under training.  Through the programme 337 katchi abadis have been surveyed and mapped along with their physical and social infrastructure. Eighty-five of the 92 natural drains carrying 80 per cent of Karachi sewage have been documented along with their catchment areas. The programme has assisted in the development of an alternative sewage plan for Karachi which requires no foreign loans except for treatment plants which are to be placed at the end of the natural drains which are to be turned into box trunks.  This work has also helped to change an ADB funded sanitation programme and prevent an expensive waste treatment plant.  Plan books for each district have been prepared which document the existing social and physical infrastructure and its problems in each district and also identify the missing infrastructure. The Town Municipal Administration (TMA) of the 18 Karachi towns are now in constant touch with the OPP-RTI and are using its maps, design and estimates to turn their natural drains into box culverts with their own resources. 

REPERCUSSIONS OF THE OPP-RTI SANITATION MODEL

As a result of the OPP-RTI sanitation model, there has been increasing interest in community-financed sanitation.  In August 2005, the federal government asked the OPP-RTI chairman to prepare a sanitation policy for Pakistan. A background paper and policy have been prepared which promotes the OPP-RTI component sharing model based on the “internal-external” concept.   

As a result of working with OPP, the Sindh Katchi Abadi Authority has become financially solvent.  Following this example, the Punjab Katchi Abadi Directorate (PKAD) adopted the OPP-RTI model in 2002.  The UNDP PLUS initiative in 2001 in three Punjab cities also adopted the OPP-RTI model with the OPP-RTI as consultant and trainer for its staff, community leaders and activists and local government representatives and staff.  An NGO-CBO Water and Sanitation Network (with academics and professionals) has been established in Karachi to monitor government water and sanitation projects and to interact with local government planning and implementation agencies. 

INNOVATIVE FUNDING MECHANISMS 

OPP-RTI was funded initially by a Pakistani Foundation. It was agreed that there would be no targets but the programme would explore alternatives to the existing development paradigm for the katchi abadis. This funding has been used for administrative purposes, research, documentation, training and extension but not for development.   Since 1989 to 2005 the OPP-RTI has received Rs 101,182,353 (US$ 1,686,372) and has spent Rs 75,742,901 (US$ 1,262,381). This includes all expenditures: administration, payments to consultants, salaries, publication, audio visual, demonstration, replication in Karachi and outside, and the operation and maintenance of the building, machinery and utilities.

The development funds for internal development have been generated by the community, organised at the lane level. Each lane is made up of 20 to 40 houses and as such is small enough to be cohesive. For neighbourhood infrastructure lanes formed confederations, and each lane contributed funds to the confederal committee.  Plans and estimates for “external” infrastructure were developed by the OPP-RTI and/or its NGO/CBO partners in the replication projects. With these the NGOs and CBOs have negotiated with local government to fund external development. In cases where disposal points are not available, a revolving fund has been provided to partner NGOs with which they have developed link trunks between their settlements and the existing government sewage systems. Each lane pays a proportional cost back to the revolving fund when it connects to the link trunks.  By providing plans, designs and estimates for external development, the OPP-RTI and its partners have been able to mobilise government resources which would previously have been spent on internal development. 

LESSONS LEARNT 

A number of lessons related to governance and finance issues have been learnt from the OPP-RTI programmes and experience. They are given below: 

· Government has sufficient funds to develop external development through contractors but not sufficient funds if it uses contractors for both external and internal development. 

· The absence of documentation of existing community and/or NGO built infrastructure makes it impossible for this infrastructure to be integrated into government plans for sanitation and resulted in wasteful duplication. 

· In four to six months even very poor communities living in katchi abadis can afford the Rs 2,000 required for investments in an underground sewage system. 

· The cost of community financed and managed internal infrastructure is about 25 per cent of the cost of government developed sewage systems.  OPP-RTI designed and community supervised external development is less costly and of better quality than conventional government planned and implemented development. 

· Poor communities incrementally invest in improving their living conditions provided they have a de-facto or de-jure security of tenure. However, much of this investment is badly implemented and unrecognised by the state because it is not documented. 

· Development does not take place with funds alone. It takes place through the development of skills, self-reliance and dignity.  These factors lead to more equitable relations within community and between communities and government agencies. This change in relationships brings about changes in government planning procedures and ultimately in policies. 

· “Capacity and capability” of government institutions requires pressure from organised and knowledgeable groups, supported by activists, at the grass roots.  If effective, these groups force transparency into the functioning of government agencies.

· Government planning involves ideal plans. Things would be very different if planning was done on the basis of a realistic assessment of funds that are available.  Planning need to recognise that there is an optimum relationship between resources (financial, technical and others), standards and demands, and that all three are dynamic and can change over time.    

· Many community organisations exist but their main function is to lobby government agencies and politicians for sub-standard development which is inadequate in scale and which often does not materialise. People have lost hope in this process and are looking for alternatives.

· A map of the settlement or the small town in which replication is to take place is an essential pre-requisite. The process of preparing a map helps to motivate for change and alter perceptions about what is required for the settlement or city. 

· In all the cities of Pakistan waste water and sewage is either disposed off in depressions outside the city or into the natural drainage system. It has been planned to do so. This reality is ignored when sewage related planning is done.   

· In smaller towns, municipal authorities have sufficient funds for “external” development if the OPP-RTI model is accepted. Local government agencies also have basic engineering expertise. A partnership between people and government agencies is possible in these towns. In larger cities where sophisticated engineer-dominated specialised agencies exist, such a partnership is not possible to begin with. However, as sanitation work in a settlement expands, a contact between the NGO/CBO carrying out the work and the government’s agency in-charge of water and sewerage becomes inevitable. If the replication project is large enough and successful enough, this contact develops into a dialogue and subsequently to mutual understanding, if not to collaboration. 

· The creation of surveying, levelling, mapping and documentation and planning skills within a community leads to the creation of a more equitable relationship between government agencies and CBOs.  People who acquire these skills move on to create institutions around them and this in turn leads to development within the settlement. These institutions become a gathering place for people, activists and dialogue. 

· In Karachi, CBOs have gone on to do other things and have taken control of their neighbourhoods and settlements. If they are put in contact with each other, they learn from each other and expand their work. If a network of these CBOs is created, and supported by city level NGOs, academics and concerned citizens, it can become a major force in determining policy directions, especially if it can put across its views on the basis of scientific research and planning alternatives. This process is taking place in Karachi; for it to become irreversible policy it has to be nurtured. 

· Once the work of CBOs consolidates they realise that many of their problems are related to larger city planning issues. However, the understanding of these city planning issues and participation in promoting pro-poor solutions to them can only become possible if there is an active NGO in the city researching issues, promoting alternatives, and involving CBO activists.  In Karachi, the Urban Resource Centre performs this role for the city; a similar centre has been set up in Lahore and more are in the offing. 

· Government officials and agencies respond positively if research findings and development alternatives are supported by large-scale onsite work and large-scale public involvement, even if they may have serious reservations. Where powerful contractors, consultants and interests of international loan pushing agencies exist, the reservation regarding the alternatives turn into active opposition, as in the case of the ADB funded KWWMP in Karachi.   

· The informal sector is an important player in delivery of services and financial and technical support to low-income communities. This sector operates on a very large scale. Government and donor programmes cannot replace this sector except at a project level. However, they can support this sector through research and extension of technical advice, credit and managerial training. If this is accompanied by increasing the awareness of communities regarding what should be their relationship with the informal sector, then a more equitable relationship between communities and the sector can be achieved. 

· Through working with other NGOs, the OPP-RTI has learnt that large funds for small NGOs destroy those NGOs since they do not have the capacity to utilise those funds properly and also because such large funds are seldom reliable. Once they are stopped, the NGO cannot function any more and its activists and staff search for alternative livelihood. There are always donor agencies and big NGOs searching for smaller grassroot NGOs and CBOs who can promote their programmes. In OPP-RTI’s experience, these smaller NGOs soon implement donor programmes rather than developing and sustaining their own programmes. 

· It can also be easily seen that government functionaries who are associated initially with the development of innovative projects have considerable loyalty to them. However, their replacements are indifferent, if not openly hostile, to such initiatives. Whilst the normal functioning of government development work is not disrupted by transfers of officials, that of unconventional work certainly is.

The OPP-RTI has also worked closely with international agencies and donors and has reached a number of conclusions regarding this association.  They have come to understand that donors have their own agenda which consists of quantifiable targets and large scale spending.  This makes it difficult for them to support the processes of exploration and gestation that are needed for innovation and its institutionalisation.  Donor concepts are often based on wrong assumptions in respect of what improves government performance.  Donors also manage to impose their own culture on government agencies, consisting of impressive seminars and publicity and, in some cases, a show of affluence. This alienates katchi abadi residents and makes them appear "non-serious" to project staff.   Donor-funded projects are often monitored by people who have very little to do with the implementation of the project. The result is that monitoring becomes policing, and fails to sympathetically understand the issues and guide the project actors.   However, donors can positively influence policy and provide much needed funds for experimentation. For them to play this role effectively, they must have a good idea of processes in low-income settlements and a more realistic understanding of government agencies and inter-agency relations. 
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