





Tensionsbetween formal andinformal sectors: Publicwater and sanitation utilities with monopolistic
services are often unsupportive of small-scale entrepreneurs (Liithi et al., 2011). They may put pressure
on the informal stakeholders (even when they themselves cannot provide a satisfactory service).
Utilities do not obey the same logic as informal private entrepreneurs. If both categories are present,
care must be taken to match their respective interests.

Awareness and behaviour:

Lack of awareness: Many stakeholders are unaware of the health and environmental burden due to lack
of FSM. A lot of effort should be put into informing them and making sure that they understand the
implication of each decision, in order not to have any unpleasant surprises during the implementation.
Capacity building and reinforcement mainly aim to help stakeholders to take informed decisions
(Chapter 15). Later on, during the implementation phase, they aim more to teach stakeholders how to
deal with their respective roles and responsibilities.

15.5 INPRACTICE: ITERATIVE SELECTION OF KEY STAKEHOLDERS

As the FSM planning process develops, knowledge of the initial situation deepens, data is gathered
and more people are met, the way to proceed becomes clearer. Decisions are taken, which may have an
impact on who is involved and how to move forward. Key stakeholders selected at the beginning may
no longer be important, or, on the contrary, may gain importance or influence, and new stakeholders
may appear. Consequently, it is fundamental to constantly observe the situation and to adapt to it.
Stakeholder analysis is not only a task undertaken during the assessment of the initial situation (see
Chapter 14), but it is an iterative activity throughout the whole planning process (see the Planning
Framework, activities A, B, G, O, Rand W).

For the purposes of clarity, five formal steps are proposed, which follow the planning processillustrated
in the FSM planning framework (Table 17.1), and more specifically, the planning phases (see Section
17.4). These steps are considered to be primary activities of the planning process:

STEP 1: Identification and preliminary characterisation of the stakeholders (Activities A & B in the
FSM planning framework)

STEP 2: Characterisation and selection of key stakeholders (Activity G in the FSM planning framework)

STEP 3: Reassessment of key stakeholders according to the validated options (Activity O in the FSM
planning framework)

STEP4: Reassessment according to the Action Plan (Activity R in the FSM planning framework)

STEPS: Reassessmentbefore the inauguration of the FSTP (Activity W in the FSM planning framework)

The stakeholders are continously reassessed as a function of their interest and influence with the
help of the selection criteria. The main goal is to make informed decisions on how to best involve the
different stakeholders in the process. The role of the process leader and his facilitator(s) is crucial. A
close relationship to local stakeholders and soft skills are needed to ‘feel the pulse of what is going on’.

15.5.1 STEP 1: Identification and preliminary characterisation of the stakeholders

At the beginning of the planning process, during the preparatory phase, the process leaders together
with the local facilitator(s) carry out a preliminary assessment of the initial situation and a first
inventory of stakeholders (Activity A). Then, at the beginning of the preliminary studies, they extend
the first contact into a formal identification and preliminary characterisation of the latter (Activity B),
before the official launching of the project. This makes it possible to get a first idea of who is there
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and who has to be involved, which will be used as a basis to send out invitations for the launching
workshop. Great care should be taken not to miss out any influential person at this stage; otherwise the
project could get off on the wrong foot.

A preliminary stakeholder table and a first diagram of relationships can be drawn, as illustrated in
the Case Study 15.1. It is important to immediately begin to consider the relationships between
the stakeholders. These relationships will become clearer throughout the process, and will be best
understood through informal discussions.

The two outputs of Step 1 of the stakeholder analysis are:
e adraft of the stakeholder table; and

e adiagram of the relationships.

The main goal in this step is to find out who the stakeholders are and how best to involve them during
the preliminary studies, for example, who to invite to the launching workshop and who to interview.

Case Study 15.1: Stakeholder analysis in a medium-sized West African city — Part |
(Adapted from Reymond, 2008)

STEP | - Identification and preliminary characterisation of the stakeholders and their relationships
(Activities A & B in the FSM planning framework, Table 17.1)

In this theoretical example, consultants have the task of designing a new FSM system for a medium-
sized secondary city in West Africa. During the first few weeks in the field, they identify the FS
stakeholders and make a preliminary characterisation. Three mechanical emptying service providers
are working in the city, permanently or temporarily, two of them being private (mechanical service
providers 1/2), and the third working as an NGO (NGO1). Sanitation is managed by the municipal
authorities, which follow the rules of various Regional Directions (e.g. Public Health, Urban Planning,
etc.). The latter have no political power but may threaten the project. In parallel, the city is ruled by
traditional leaders, which own most of the land. Three other NGOs (NGO 2/3/4) are active in
sanitation, especially in solid waste management. Farmers and cattle breeders who are potentially
interested in the endproducts of the FSTP are present both in and outside the city. This relationship is
shown in Figure 15.6.

NGO receives funds from abroad and owns a potential treatment site. Moreover, its leader is quite
influential in the city. NGO2 isan international NGO, with important financial resources and influence
on the municipality. NGO3 owns a potential site. NGO4 provides a small-scale solid waste collection
service.

Households are the main users of the future system and have the biggest ‘stake’ of all the stakeholders.
Itis extremely important to understand their current practices, main constraints and needs.

The results of this first phase are summarised in a stakeholder table (see Section 15.4.1) and in a
diagram of relationships (Figure 15.4). Soon after that, the launching workshop of the planning process
is organised. Knowledge about the stakeholders will then be increased during the assessment of the
initial situation.
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At the end of the preliminary studies, i.e. the assessment of the initial situation, the characterisation
of the stakeholders is refined (Activity G). At this stage, the sanitation practices and needs, potential
organisational modes and potential sites for treatment are identified. The vague groups of people at the
beginning have become people that the process leaders now know individually. A detailed stakeholder
table can be developed. Based on the accumulated knowledge, the influence and interests of each
stakeholder can be assessed and the key stakeholders identified, based on the criteria presented below.
This results in the first influence-interest matrix, as shown in Case Study 15.2.

The outputs of Step 2 of the stakeholder analysis are:
¢ adetailed stakeholder table;

¢ aninfluence-interest matrix; and

e anupdated diagram of relationships.

The main goal in this step is to find out how best to involve the stakeholders during the feasibility
study. It is especially important to determine who to involve for the detailed evaluation of the options
and, at the end of the phase, for the validation of the selected scenario. Forgetting a key stakeholder in
the validation of options may have severe negative impacts later on in the planning or implementation
process.

Figure 15.7  Faecal sludge truck driver in Togo (photo: Philippe Reymond).
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Case study 15.2: Stakeholder analysis in a medium-sized West African city — part 2
(Adapted from Reymond, 2008)

STEP 2 - Characterisation and selection of the key stakeholders
(Activity G in the FSM planning framework, Table 17.1)

At the end of the preliminary studies, the process leader has a greater knowledge of the different
stakeholders, which enables the preparation of a detailed stakeholder table and the selection of key
stakeholders according to the proposed criteria. The process is illustrated in Table 15.4 with the
information provided in Step 1 of the case study. Based on this information, the corresponding
influence-interest matrix can be completed (Figure 15.8).

Table15.4  Matching stakeholders with selection criteria in a stakeholder table

Criteria
C1 C2 c3 C4 C5 Cé
Activity  Political Support Funding Ownership  Enduse

Stakeholder FSM power threath site
Municipal authorities . . .
Regional Directorates .
Traditional authorities . =
Mechanical service provider 1 =
Mechanical service provider 2 . D
NGO1 . O O O
NGO2 . .
NGO3 . .
NGO4 . . .
Farmers .
Cattle breeders .
Households . .

Lowinfluence | Highinfluence

Regional Directorates
Traditional authorities
NGO2

Low
interest

Mechanical service provider 1 Municipal authorities
Farmers Households
Cattle breeders NGO1
Mechanical service provider 2
NGO3
NGO4

Figure 15.8 Firstinfluence-interest matrix.
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15.5.3 STEP 3: Reassessment of the key stakeholders according to the validated options
Once the selected options have been validated by all the stakeholders at the end of the feasibility study
(Activity N), the process leaders should reassess the key stakeholders in order to select who will be
closely involved in the preparation of the Action Plan/Detailed Project Development and define the
roles, responsibilities and training needs (Activity O). At this stage, scenarios for the allocation of
roles and responsibilities in the future FSM system are already roughly defined based on the detailed
evaluation of selected options, and the selection of stakeholders is more at the individual than group
level. In the stakeholder table, the ‘Interests’ and ‘Opportunities/threats’ columns can be replaced
by a ‘Roles and responsibilities” column, as shown in Table 15.5; the column ‘Tmpacts’ is no longer
necessary.

Table15.5  Stakeholder table adapted for the Action Plan development and implementation phases

Stakeholders Roles and Strengths Weaknesses  Relationships  Involvement
responsibilities needs
Stakeholder a
Stakeholder b
Stakeholder c

The roles and responsibilities of the key stakeholders can be categorised into four broad components,
as illustrated in Case Study 15.3:

Construction, including the detailed design of the treatment plant.

Management, including 1) the detailed definition of the roles and responsibilities for implementation
and O&M; 2) institutional arrangements and conventions between stakeholders; 3) securing financial
and institutional mechanisms; 4) capacity building and required job creation.

Enduse, including endproduct marketing and sale channels.

Information: focus on the stakeholders that have to be regularly informed, be it for diplomatic reasons
or awareness raising (e.g. households).

A stakeholder can be part of several of these components. These components, which may be further
divided in sub-components, shape different groups; these groups, according to the involvement level
needed, will become discussion groups (or ‘focus groups’) - related to the different aspects to be settled
in the Action Plan (Section 17.4.3), target groups (in the case of information campaigns, for example) or
groups to be invited to workshops (Chapter 16).

The outputs of Step 3 of the stakeholder analysis are:
» anadapted stakeholder table;

e anupdated influence-interest matrix; and
 alist of stakeholders for each component.
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This step has two main goals: firstly, to determine which stakeholder to involve in which aspect of
the action planning and how; and secondly, to anticipate the involvement of stakeholders during
the implementation phase, so that it is possible to give any necessary training early on enough in the
process.

Case Study 15.3: Stakeholder analysis in a medium-sized West African city — part lll
(Adapted from Reymond, 2008)

STEP 3 —Reassessment of key stakeholders according to the validated options
(Activity O in the FSM planning framework, Table 17.1)

The feasibility study showed that co-composting is not an option in this context, that cattle breeders
are not interested in buying forage (a potential endproduct) and that a few sites identified at the
beginning of the process are not appropriate for a FSTP. In other words, the two NGOs involved in
solid waste management have lost influence and cattle breeders have lost interest in the project. As for
the mechanical service provider 2, it has lost influence because of the inappropriateness of its site, but
remains important, as it is still working with sludge. These changes are reflected in the grey blocks in
Table 15.6, which results in an updated influence-interest matrix (Figure 15.8).

Table15.6  Case study - reassessing stakeholders according to findings

Criteria
C1 C2 c3 C4 C5 Cé
Activity  Political Support Funding Ownership  Enduse

Stakeholder FSM power threath site
Municipal authorities . . .
Regional Directorates .
Traditional authorities .
Mechanical service provider 1 =
Mechanical service provider 2 .
NGO1 . D D
NGO2 . .
NGO3 .
NGO4 .
Farmers
Cattle breeders
Households . .

- Options that are not appropriate in the given context
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Low influence High influence

Cattle breeders Regional Directorates
§ Traditional authorities
B NGO2
e NGO3
= NGO4
Mechanical service provider 1 Municipal authorities
+ Mechanical service provider 2 Households
< Farmers NGO1

Figure 15.9 The updated influence-interest matrix (step 3).

In preparation for action planning, the key stakeholders are categorised as shown in Figure 15.10. In
this case, itis already clear that NGO1 will have an importantrole in the construction and management
of the FSTP, in collaboration with the municipal authorities and the Regional Directorate for Public
Works. As well as NGO1 and the municipal authorities, discussions concerning the management
schemes will involve all the mechanical service providers (there are no manual service providers
in this city). In terms of enduse, there is a strong interest on the farmers side, and discussions will
involve representatives of the farmer associations, NGO1, the municipal authorities and the Regional
Directorate for Health on the modalities for enduse of the sludge and treated effluent coming out of the
new FSTP. Finally, the other influential stakeholders will be keptinformed of the project developments,
culminating in this phase with the official presentation and validation of the Action Plan (Activity Q in
the FSM planning framework, Table 17.1).

Construction Management _ To be informed

Municipal authorities ~ Municipal authorities  Municipal authorities  Households

NGO 1 NGO 1 NGO 1 NGO 2
RD public works Mechanical service Farmers NGO 3
provider 1
Mechanical service RD health NGO 4
provider 2
RD sanitation Regional Directorates

Traditional authorities

Figure 15.10 Categorisation of the key stakeholders into four groups for the detailed project development.

15.5.4 STEP 4: Reassessment according to the Action Plan

Once the Action Plan/Detailed Project Development has been validated (Activity Q), roles and
responsibilities in the future FSM system are clearly defined and allocated. The reassessment of key
stakeholders at this stage (Activity R) will help to identify the strengths, weaknesses and capacity-
building needs before implementation. New key stakeholders may emerge, like contractors and future
FSTP operators.

Section 17.3 describes the roles and responsibilities linked to the Action Plan and the implementation
phase, while Sections 16.5 and 16.6 give information about the formalisation of the roles &
responsibilities and training and capacity-building needs respectively. Chapter 12 focuses on the
institutional frameworks, and gives further details about stakeholder involvement at this step.
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In brief, important aspects for the stakeholders include:

Construction: recruitment of contractors for construction and O&M, monitoring of the construction
and start-up of the system;

Management: organisation of the sector, transfer of roles & responsibilities and capacity-building;
Information: especially an information campaign on the future FSM system and its implications; and
Training and capacity-building.

The outputs of Step 4 of the stakeholder analysis are:
e anupdated stakeholder table (Table 15.4); and
» anupdated influence-interest matrix.

The main goal of this step is thus to finalise roles and responsibility allocation for the implementation
phase and define the involvement needs, especially for information and training.

15.5.5 STEP 5: Reassessment before the inauguration of the faecal sludge management
plant

This reassessment (Activity W) mainly aims at building on lessons learnt during the implementation

stage, identifying any remaining needs in capacity-building and filling any gaps. It also ensures that

the O&M plan is properly in place and to confirm roles and responsibilities for the monitoring of the

system.

The output of Step 5 of the stakeholder analysis is an updated stakeholder table.
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End of Chapter Study Questions
1. Explain why the stakeholder analysis process is vital in FSM.

2. Stakeholders who should be involved in FSM planning process can be classified in a number
of categories. What are five of these categories?

3. Whatare the challenges faced by manual and mechanical service providers in the FS emptying
business?
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