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GARDO WATER SUPPLY EXTENSION PROJECT
  P  R  O  J  E  C  T       P  R  O  P  O  S  A  L
    1. Project Summary:

1.1 Project Title: Extension of Gardo  Reticulated Water Supply Project.

1.2 Objectives: To alleviate recurrent problems of potable water shortage and inadequate sanitation in Gardo town. Thereby reducing morbidity and mortality threats among beneficiaries arising from effects of water borne disease, cholera and unhygienic living condition.

1.3 Beneficiaries: 200,000 people in Gardo
1.4 Location: Gardo, Karkaar region, Puntland State of Somalia.

1.5 Duration: 18 Months for project implementation.

1.6 Partner: Nedsom Organisation ,Hydrotech Consulting Engineers and Local Authorities of Gardo Town.
1.7 Major Input: Water supply equipment e.g. Motorized pumps, Gensets, pipes, building materials, tools etc and project support and training cost.

1.8 Budget: US$ 442.995.00 Total budget required to extend Gardo water supply system to achieve 80% coverage.

2.0 Background:
2.1 Water supply situation in Gardo.
Gardo town is situated at North East of Somalia and has a distance of 250 km from Bossaso (Puntland). It is a centre for commercial business of Nugal,Bari and Sanaag regions. Due to it's geographical location, the town is the centre for livestock pasture.
It has been inhabited for more than 200 years, and was the centre of Italian colony in 
North east regions.
After the collapse of the Central Government Gardo become one of the biggest cities in North Eastern, because of the continuous influx of people evading from civil strife in southern part of somalia. Presently around 100,000 thousand people live and all from different parties of Somalia.
During the colonial time, deep shallow wells were used as a sources of Water supply.

They were open with large diameter easly to be contaminated. 

To avoid water from these contaminated wells (shallow wells) people have sought refuge in constructing water tanks “ berkad “ to keep in water fetched from uncontaminated wells; unfortunately these water tanks become a breading ground for mosquitoes, caused the high rate of malaria for the residents of Gardo.

The first borehole in Gardo was drilled in 1960 near Intermediate Boarding School.

Followed by two boreholes drilled by GTZ in 1980 which were producing sufficient water to the town and livestock.  No piped water system were connected to the town till 

At the end of 2006. In that time, a private Company called HODMAN has been set up.

The company has now connected to the water system 650 households.

Geologically Gardo is situated on limestone and gypsy-ferrous formations, these formations have a nature to dissolve and create what is known as ( Karistic depressions) or sink holes. Water bearing layers are found within these layers.
The quality of water is hard more thaan 2500 micro/homs with high content of calcium carbonates, and magnesium sulphates.

The European Union and Germany Government was the first  realized the need of clean drinking water for the population of Gardo town..GTZ  has undertaken the responsibility to implement the project.

The two years project was started in January 2001, and completed in April 2003. The project consisted of the following components:
· Drilling of Two new boreholes in the Town of Gardo.
· Construction of Water Tank with a capacity of 100 meter Cubic
In the past, the management of water sector was under the responsibility of the water development agency under the Ministries of Mineral Resources.

Since the establishment of Puntland State in 1988, it was introduced that Puntland utilities are managed by public private partenship in order to: 
· Improve the health and well being of the populations and therefore, attribute to the productivity of the population by providing safe drinking water at an affordable rate.

· Increase the efficiency of sector’s investments and progress to financial self-sufficiency.

Given the current state of Private Sector which is still not very strong to stand it's feet. It was not feasible to expect to implement comprehensive projects. 
  Based on the study carried out in Somalia by the international consultants “Hydroconseil” private sector participation in the urban services and particularly water system is potentially viewed as means of improving efficiency and effectiveness of utility operation.  In conclusion, the whole concept is  public-private partnership were the public entity plays the role of a facilitator, policy maker in the water resources field, monitoring and issuing permits for expansion and development of water resources as needed to meet the demand of Gardo town population.  The public entity will be also involved in setting up water tariff; while the private water management company will operate, maintain, repair, manage, develop and expand the water system with its own investment and resources in compliance and close consultations with the state water Authority for the period of time that is agreed upon.

2.6 Present Water situation in Gardo: 

Gardo water management Company has been awarded to manage Gardo Water system A lease contract of 10 years was signed on May 2005.  The lease contract clarifies contents of the contract. The main objective are: 
· Supply clean and affordable water to Gardo inhabitants through kiosks (water distribution points) and truck filling points.
· Connect the water to the houses through a network pipeline of at least 1000 houses each year.

· Maintain the system to an optimum standard; the system is inclusive of the two boreholes, the water tank and the pipe line netork.
Definitely, all these required financial resources that the company had to invest initially for the first five to six years with the hope that it may return the investment with a margin of profit the late years of the lease period.

The period from 01/09/2006 to 30/05/2007 the company has  connected 625 households, and also has constructed 5 water distribution points (kiosks) and 3 truck filling points.  Altogether the company has increased the pipe network from 14000 meters to 27000 meters . while the water prices fell down from $5 per cubic meter to $1 per cubic meter for the connected houses and about 0.52 cents/m3 for  the water distribution points.  The reason for the different prices is that the vulnerable and poor people use kiosks for their supply of water.

The total production rate for the two borehole are currently 33 meter cubic which are not enough to cover the demand a city with a population of approximately one hundred thousand and more plus the huge number of livestock.
The demand for water in the drought periods became double, and the barrel of water could reach in certain place more than 3 Dollars. Gardo is the centre of main water resources for a rediuos of more than 150 km square. In dry seasons, a number of nomads, particularly women and children lost their lives for reason of thirsty.

2.7 piped water system improve sanitation
The health situation of Gardo in the period before the water project implementation was devastating:  Cholera, Typhoid, dysentery and malaria and many other unknown sicknesses were spread; mostly contributed by the situation of the water in Gardo.
As people have sought refuge in constructing water reservoir “berkad” to keep in water fetched from uncontaminated wells ; unfortunately these water reservoir become a breading ground for mosquitoes, hence the high rate of malaria for the residents of Gardo.
3.0Summary of main problems:
a. Gardo has water supply system, which is not enough to provide adequate water to the population in Gardo. More than  80% of the population have no access with clean water.
b. More than 70% of livestock population die lack of water during dry season.
c. Water borne diseases such as diarrhea, cholera,and skin diseases are common in Gardo due to water shortage.
   4.Project objectives:

General objective: To increase access to clean potable water, particularly most vulnerable and displaced people and improve hygiene practices of Gardo community. Such interventions will reduce child mortality and overall morbidity related to water diseases. The expansion of Gardo water system will support strengthening governance and the administration and will provide opportunity for the local authority and community to contribute on this project. 
4.1 Specific objectives for the extension of Gardo Water system:

· Construct one new borehole and it's infrastructure on the North-West of Gardo.
· Expand the geophysical study to identify future sources of water  supply  ever-increasing population of Gardo
· Connect the new borewell with the construction of a rising main pipeline (3600meters) to the  tank.

· Construct 9400 meters of distribution pipeline to the town to enable easy access to water for whole of the population.

· Assist and train the water Management Company in water maintenance, sustainability of water system

· Implement health education and social mobilization program in the community to educate the population in the necessity to use clean fresh water, its benefit to the health of the community in prevention of water borne disease and ways to improve hygiene and conservation water sources.

5. Benefit to Gardo population:
· Easy access to clean water.

· The reduction of water related disease among the people.

· Improve the overall hygiene, sanitation and health of the community.

· The creation of employment for members of the community.

· Instituting sense of ownership of Public goods among community and authority
· Promote accountability, sustainability by use of private enterprise.

5.1 Water demand of Gardo population:
The population of Gardo is now approximately 100,000 people and increasing. Based on these figures, the required water per day would be approximately 4,000,000 liters. This based on WHO recommended daily requirement of 60 liters per person. However it has been seen when the water is made easily accessible the consumption of the person may increase.. In reality with the higher consumption per capita due to the more climate condition and accessible pipe water system it would be expected that about 4,500,000 liters per day will be required for human consumption when the extension of the system is completed.  

6.0Overview of the project construction works:
All of the pipelines will be buried at least 0.80 to 1 meter below ground surface. 

 Most of the excavation work has required mechanical excavator and jackhammer to dig it. The pipes installed are rubber ring joint PVC pressure pipes ranging in size from 220mm, 160mm, 110mm ,82.50m and 50mm. This all is installed as per international standard. Valves access chambers will be constructed over all the main control and service valves installed in the system.

At the borewell sites, generators will be installed to power the pumps. Security fencing will be constructed around the borewells. Secure building will be constructed to house the generators. Security guards and operators house will also be constructed at this location those are responsible for daily checking and maintenance of generators, pumps, pipes and all other properties of the system, where as guards are responsible for site security.

7.0 Health education and social mobilization:  

Regular and continuous dialogue and discussions with the various sectors of the community and authority will be necessary to communicate a clear picture of the objective of the extension of the Gardo  water system. This will take the form of social gathering and training of authority and Water Company. The authority and water Management Company are to mobilize the community to address issues related to the expansion of the system, proper utilization of water sources, sanitation and improved hygiene practices.

8.0 Implementation plan (Expansion of system):

· Hydrogeological survey.

· Technical and design survey for implementation.

· Order and procure materials locally and overseas.

· Prepare specification, terms and conditions.

· Implement drilling of borewells.

· Implement rising and distribution main pipelines.

· Implement construction of reservoir tank.

· Implement construction of generator and security buildings.

· Install pumps and generators.

· Test the completed portion of the system.

· Implement social mobilization activities for proper use of water system.

9.0 Organizational aspects of project implementation

The company known as Hydrotech Consulting Services) will implement the project activities. Puntland State water Agency (PSAWEN) will be carrying out direct supervision of the project.
Variuos training programmes including manegment and financial accounting,Community Driving Development, Maintenance and rehabilitation of water systems, Monitoring  and Evaluation project components etc. will be conducted by Psawen in collaboration with Hydrotech Consulting Engineers..
Somali contractors who  for various stages of the work through the submission of tendered bids for the specific sections of the project will carry out the construction activities of the water system.
10. Assumptions and flexibility:.
The population of Gardo is in desperate need of a proper water supply and certainly indicates they would maintain and look after a water system.

Those have got chances to install current water supply system in their homes are congratulating to the donors invested and organized and assisted implementing this project. Others those did not get that chances believed they have lost a valuable opportunity. This direct indication proves the needs of the Gardo  population for water system.

11. Economic and Financial Viability:

Nedsom and local authorities has gained considerable experience both in implementing large-scale urban water system rehabilitation projects and in working with the local community to ensure project sustainability. 

Nedsom and local authorities has experienced the effective maintenances and management systems of all aspects of water supply systems including staff to water distribution to ultimate consumers.

It is clear that mechanical spare parts and piping for this project are not available in Somalia, and have to be provided initially through external support. Eventually, as happened previously in Gardo. The water management Company will assume responsibility and daily maintenance for operations. Nedsom Organisation will contact external vendors of pipe manufacturers and fittings to supply maintenance tools and spare parts. The Organisation will use standardized equipment and spare parts to ensure sustainability, availability and smooth operation of the water supply system.
The recurrent expenses, such as fuel and salaries of operational staff etc, will be borne from the sales of water to the public.

Gardo Water Aurthorities will ensure the operation and maintenance of the systems to be utilized effectively and efficiently.
12.0 Project sustainability:

A.  For the good sustainability of the project, it appears indispensable that Nedsom organisation verify that an adequate qualified staffing is involved in the preparation and execution of the project.

B. The sustainability of the systems would be achieved through implementation of technically sound and viable project.

C. Choice of adequate technology and standardization on equipment will help economize the operating costs for the systems at affordable level.

D. Basic training for maintenance and clerical staff of the management company will be organized 

E. Essential spare parts/tools will be provided at the completion of the project to ensure every chance for correct effective maintenance can be carried out.

F. Training of WES committee and mobilizing of community members at the grass root level, in support of proper utilization and management of water and sanitation facilities would also enhance the sense of ownership and commitment from the community side.

G. Gardo Local Authorities will establish a fair water tariff system. The tariff will be fair to the beneficiaries to secure salaries for operators, kiosk attendants, recovering costs of fuel, lubricant and periodic maintenance. The donor will assist in the establishment and monitoring of this revenue rising to ensure suitability.

H. Somalis are traditionally willing to pay for their water needs but also they assist the vulnerable groups within the community to get water free of charge for domestic use. Under the present water supply system, one-meter cubic of water is sold at 1USD in the household connection,and 0.52 Cents for  Kiosk and truck-filling points for vunerable and low incame communities.
I. The project will be implemented and carried out by Nedsom organization in collaborations with Gardo local authorities.
13.0 Project Monitoring and evaluation:

Nedsom Organisation will hire a consultant Project Manager to prepare plan of actions, produce bidding documents, supervise and monitor progress of the project and assure quality of work done by implementing contractors.

Monitoring of the project activities by the consultant will follow the existing project guidelines established during phase one designs and cost estimates for activities, which were developed and has been in use since water project. 

The consultant will ensure close field supervision and monitoring of project activities and quality assurance. The communities will be involved in monitoring proper use of project supplies.

Upon the completion of the project, an evaluation study for activities will be prepared and shared with donors.
14. Budget for extension of Gardo Water system

	Details
	Qty
	Amount USD
	Totals

	Physical Goods: Supplies and materials:
	 
	 
	 

	Pumps with electric cable
	               2
	$7.500.00
	15000.00 

	Generators Perkins 110 KV
	2
	$14.500.00
	29.000.00 

	Pipes (rising mains, distribution main  pipes 12,000mts) 
	 
	$135,000.00
	 135.000.00

	Pipe fittings
	 
	$10.000.00
	 10.000.00

	Main valves
	 
	$4000.00
	 4000.00

	Tapping Saddles
	 
	$2000.00
	 2000.00

	Tapping Mains cock
	 
	$2,500.00
	 2500.00

	Tools/spare equipment
	 
	$3500.00
	 3500.00

	Miscellaneous fittings/materials
	 
	$2500.00
	 2500.00

	Freight charges 10%
	 
	
	 20300.00

	Sub Total
	 
	
	 223.800.00

	
	 
	 
	

	Works:
	 
	 
	 

	Drilling of bore-hole 
	 1
	$70,000.00
	 70.000.00

	Construction of pipelines, 13,000mtres
	 
	$60,000.00
	 60.000.00

	Construction boreholes compounds 
	 
	$15,000.00
	 15.000.00

	Pump and Gen. set Installation
	 
	$2,000.00
	 2000.00

	Logistics, forwarding and warehousing 
	 
	$2800.00
	2800.00 

	Miscellaneous works
	 
	$1300.00
	1300.00 

	Training of local water administration personal for the system
	 
	$4,000.00
	4000.00 

	Project evaluation
	 
	$2,000.00
	2.000.00 

	Subtotal
	 
	 
	$157.100,000.00

	Personnel  (technical support):
	 
	 
	 

	Project Engineer (salary, perdiems and insurance for 10 months)
	 
	$16,000.00
	 16.000.00

	Subtotal
	 
	 
	$173.100.00.

	Contingency 5%
	 
	 
	         19.845.00

	Grand Total
	 
	 
	$416745.00


17. Project Time Frame:

Considering all aspects related to actual project feasibility studies or site surveys, mobilization of respective communities, preparation of agreements/tenders, orders and delivery of supplies and actual field implementation for most needy locations, it is estimated that the project will last for 10 months duration.
Nedsom and Gardo local authorities will contribute 30% of the above budget which is 125.023.50.The required budget from donors equals to USD 291.000
19. Project Plan of Action: 

	Serial
	Activities
	Months

	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	1

	01
	Hire Project Manager/Officer and assistant
	x
	X
	
	
	
	
	
	
	
	
	
	

	
	Project formulation, planning and designing
	x
	x
	x
	x
	
	
	
	
	
	
	
	

	02
	Order Project supplies
	
	x
	x
	x
	x
	
	
	
	
	
	
	

	03
	Prepare tendering documents and identify contractors
	
	
	x
	x
	x
	
	
	
	
	
	
	

	04
	Project implementation
	
	
	x
	x
	x
	X
	x
	x
	x
	x
	
	

	05
	Rehabilitation and equip office water department/Gardowater supply system
	
	
	x
	x
	x
	
	
	
	
	
	
	

	06
	Distribute bids for generators, guard rooms and implement construction works
	
	
	x
	x
	x
	X
	x
	x
	x
	
	
	

	07
	Install generators and pipes
	
	
	
	
	x
	X
	x
	x
	x
	x
	
	

	08
	Train system operators/management personnel
	
	
	
	
	
	X
	x
	x
	x
	x
	X
	

	09
	Implement social mobilization activities for proper use of activities
	
	
	
	x
	x
	X
	x
	x
	x
	x
	
	

	10
	Monitor progress implementation
	
	
	
	
	x
	X
	x
	x
	x
	x
	
	

	11
	Evaluate project
	
	
	
	
	
	
	
	
	x
	X
	
	

	12
	Prepare final Report
	
	
	
	
	
	
	
	
	
	X
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