





Involvement tools like information workshops, field visits and community mapping can be very
effective in raising awareness of the situation amongst stakeholders. In all cases, awareness-raising
activities involve extensive communication, both at individual and collective levels. The stakeholders
need to be informed of the initial situation, and the environmental and public health risks linked
to the existing practices, as well as the project’s aims, potential approaches and benefits in terms of
the economics, environment and society. Objectives and benefits of the participatory approach need
to be defined and presented to the stakeholders to increase their understanding and commitment
(McConville, 2010).

16.5.3 Training and capacity building

Skills and capacities are important components of the enabling environment (Liithi et al., 2011).
When it comes to implementation, the capacities of the key stakeholders at the technical, managerial,
financial, commercial and social levels are crucial. Therefore, the capacities and skills of the stakeholders
need to be assessed (Chapter 15) and if necessary reinforced to ensure the efficiency and long-term
sustainability of the project.

Table 16.3 presents an example of potential training needs for the different roles in the service
chain. The role distribution is further discussed in Section 16.7. Each role requires certain skills and
knowledge. A training plan may be elaborated to define the type of knowledge required and the
stakeholders concerned, and to suggest a training schedule.

Several tools and activities, such as workshops, practical exercises, participative document elaboration
and field visits, can be used for training (Figure 16.6). Itis also recommended that people are introduced
to existing infrastructures and expertise so that they can see facilities and pilots (Lithi et al., 2011). The
employees who will be in charge of the operations and maintenance (O&M) can benefit from training
sessions in other cities, where there are existing FSM programmes.

Fig. 16.6 Training on sanitation systems, Ecuador (photo: Philippe Reymond).
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Table 16.3

Components of

the supply chain

Responsibilities

Training needs for the responsibilities involved at each level of the organisational scheme

Training needs

Collection & transport

Treatment

Disposal /enduse

Coordination of the sector

Contact with the customer (service
schedule and payment)

Collection and transport to the
transfer station / treatment plant /
disposal site

Quality control

Collection of disposal fee

Reception and management of the
trucks, operation and maintenance of
the treatment plant

Monitoring of the treatment plant

External quality control

Reception, treatment and conditioning
of the endproducts

Customer management (sale schedule
and payment) and sales

Quality control

Monitoring of system, enforcement
of laws, requlations and contractual
agreements, public relations,
organisation of sector meetings

Training on marketing, commercial and financial
management

Training on risks, safety measures and good
practice for sludge collection and conveyance;

Training on risk, safety measures and good
practice for sludge collection and conveyance

Training on financial management

Training on operation principles, and on
operation and maintenance procedures
Training on treatment processes

Training on operation principles, and on
operation and maintenance procedures
Training on monitoring parameters for the
FSTP, sampling procedures, and interpretation
of the results

Training on operation principles, and on
operation and maintenance procedures
Training on the analysis of parameters for the
FSTP, and on interpretation of the results

Training on operation principles, and on
operation and maintenance procedures

Training on operation principles, and on
operation and maintenance procedures
Training on marketing, commercial and financial
management

Training on operation principles, and on
operation and maintenance procedures
Training on how to analyse parameters for the
endproducts, and how to interpret the results

Training on group coordination, team leading
and communication

Support on document elaboration such as
contracts, licences and partnership agreements
Training on data collection, monitoring, and
capitalisation

Financial mechanisms can be defined to answer capacity-strengthening needs. Several solutions can be
explored including distribution of fees, subsidies, microcredits, community development funds and
so on (Liithi et al,, 2011). For example, a part of the discharge fees at the FSTP could be ear-marked for
training of the operational staff. Also, a part of the registration fees for professional FS collection and
transport associations could be reserved for capacity building. The budget for capacity building should
be an integral part of the initial project budget, so that the infrastructure built can be efficiently operated
on along-term basis. Continuous training should then be planned, either by the organisation in charge
of the coordination, or by each group of stakeholders.
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SUMMARY : From stakeholder analysis to involvement strategy

Choosing the right involvement tools at the right moment and developing an involvement strategy is not

an easy task. The following is a list of the necessary stages in the order they are carried out, as detailed in this

chapter and in Chapter 15:

1. Lookat the FSM planning framework (Chapter 17) to locate the main steps in the stakeholder analysis and
involvement milestones in the whole picture of the integrated planning process.

2. Identify the stakeholders (Section 15.4).

Characterise the stakeholders (Section 15.5); draw up a stakeholder table (Section 15.5.1).

b

4. Inparticular, characterise the stakeholders’ interest in and influence on the project (Section 15.5.2), as well
as their involvement needs; the selection criteria for key stakeholders helps to define their interests and
influence (Section 15.5.3). Common interests and involvement needs are described in the table featured in
Section 15.5.4.

S. Establish an influence-interest matrix, as shown in Section 15.5.2.

6. Define the participation levels (Section 16.3) based on the influence-interest matrix and the specific
characteristics of each stakeholder.

7. Select involvement tools for each stakeholder or group of stakeholders, according to the defined
participation levels, involvement needs and specific characteristics (Section 16.4); Table 16.2 illustrates
which involvement tool is appropriate for each participation level.

8. Adapt the strategy according to how the planning process develops, for example along the step-by-step
approach proposed in Section 15.6.

9. Consider the cross-cutting tasks.

The case studies (Case Studies 15.1, 16.1 and 16.2) provide further illustrations on how this can be done.

16.6 DISTRIBUTING AND FORMALISING ROLES AND RESPONSIBILITIES

Once the technical options and organisational modes have been chosen, the roles and responsibilities
need to be distributed and formalised. Defining how this should be done is one aspect of the
development of the Action Plan (see Chapter 17, Section 17.4.3 and the Planning Framework). As
mentioned in Chapter 11, special care needs to be taken not to generate responsibility overlaps between
different stakeholders. A precise definition of the activities, conditions and sanctions is needed for each
component of the supply chain.

Allthe stakeholders’ points of view, constraints, and skills mustbe properly understood and represented
during the process of distributing roles and responsibilities. This is facilitated by the stakeholder
analysis, and a continuous, participative process that allows the process leaders to understand the
capacities of each stakeholder. The main strengths of the different stakeholders in each component of
the supply chain are further discussed in Chapter 12.

16.6.1 Formalisation documents

According to the particular situation and the stakeholders who are involved, formalisation documents
can take different forms such as licences, contracts, partnership agreements, standards and laws. These
different types of documents are described below.

Licences: In the context of FSM, licences can be issued by the authorities for services throughout

the whole supply chain. A stakeholder can have a licence for one or more services, e.g. for collection,
transport and treatment (see Chapter 12). In all cases, the official licence document should contain

355




a list of requirements, the activities allowed and the validity of the licence. The conditions to obtain
the licence can be defined either in the document itself, in standards or official decisions, or in specific
terms of reference for the different operators. Licences can have a limited validity. A monitoring and
enforcement system is required to ensure the conditions are respected, be it during the licence time,
or when renewing it. A sanction system will discourage operators from running an activity without a
dedicated licence.

Contracts can be signed between stakeholders involved in the FSM supply chain for specific
activities or services. In some countries, contracts are signed between national utilities and authorities
to set their objectives, as well as financial and operating conditions. The validity and specific conditions
for contracts are most often defined by national and regional regulations. Three types of contracts can
be distinguished: 1) contracts linking a service provider to its customers (e.g. households, shops),
that have to be defined according to the regulations; 2) contracts linking two operators undertaking
different activities in the supply chain (e.g. between the treatment plant operator and user of treatment
endproducts); 3) contracts between one operator and the authorities (e.g. for the delegated operation
of public infrastructure by a private operator or an association).

Agreementscanbesigned between two stakeholders to provideacollaborative
framework for the institutional or technical management of any component of the FS supply chain.
For example, a partnership agreement can be signed between a private operator and a municipality to
define their contribution in the enforcement of rules and the use of fees collected at a treatment plant.
The partnership details are constrained by the legal framework. Specific cases of partnership agreement
are public-private partnerships, where stakeholders from the public and private sector collaborate to
provide services to the population. This allows a collaboration which makes the most of the strengths
of the different stakeholders (see Chapter 12).

Operation Control Coordination
¥ Agreement T\
°
Sy Private companies A,B,C Municipal service
S S « Contact with customers « Control of the service quality
kS| u>>:‘ « Collection and conveyance of of the collection and
25 sludge to the treatment plant conveyance operators
S* ®_ License
v e Agreement — Contract l
g National utility Laboratory of Health Ministry Ministry of Environment
g « O&M of the treatment plant « Control of the effluent and « Coordination of the
= « Reception of the trucks sludge quality and O&M of sector
g « Collection of disposal fee the treatment plant « Bi-annual meetings
_ e Sanctions
Acontract i ¥« Modification of
v v Agreement « ¥ Agreement regulations

° Private company D Community based organisation
] « Reception of the endproducts « Control of the conditioned
= « Treatment and conditioning endproducts and the company
W « Sale/delivery to customer service by private company

Figure 16.7 Theoretical example of a diagram of relationships with formal links between stakeholders.
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Standards and laws: Standards and laws are defined by competent authorities to fix requirements,
quality levels, obligations and sanctions for all components of the FSM supply chain. They may define
the roles and responsibilities among stakeholders, are generally unlimited in time, can be modified
through given legislative procedure, and further detailed by official decisions. They are discussed as a
part of the enabling environment in Chapter 12 (Section 12.3).

16.6.2 Diagram of relationships

A diagram of relationships can be used as a tool to visualise and discuss potential formal links between
stakeholders (see also Section 15.5).Positions can be added or removed from the diagram (e.g. when
a stakeholder is in charge of treatment and by-product sale) (see Chapter 12). The contractual links
between stakeholders can also be represented in a diagram of relationships. The diagram of relationships
can be discussed during a workshop on the role distribution and institutional framework to ensure that
each stakeholder has a full understanding of the organisational scheme. Several modes of organisation
can be evaluated. Figure 16.7 shows a theoretical example of a diagram of relationships with different
formalisation documents. In this example, partnership agreements link the operators with the
control institutions, licences are delivered by the authorities to the private companies in charge of the
collection, conveyance and enduse, and contracts link the authorities with the semi-private utility in
charge of treatment.

Case Study 16.2: Participative definition of an organisational setup and technical strategy in
Ouagadougou, Burkina Faso
(Adapted from Bassan and Strande, 2011)

Burkina Faso adopted a National Sanitation Strategy in 1996. Its principal innovation is the integration of FS
management in the document. Based on this strategy and on Sanitation Plans for the main cities of the country,
the National Utility for Water and Sanitation (ONEA) launched meetings to elaborate a strategy for FSM and
site visits to identify potential sites for FSTPs (Bassan and Strande, 2011).

In Burkina Faso, the responsibility for the management of excreta and wastewater in the main cities is
delegated to ONEA within its contract with the State, but the municipalities have the mandate to provide
water and sanitation within their area. Sewered sanitation has been implemented in the centre and industrial
areas of the two main cities (Ouagadougou and Bobo-Dioulasso). The rehabilitation of the simple latrines and
the distribution of new ventilated improved pit (VIP) latrines is planned in other areas and mid-sized cities.
Private informal entrepreneurs provide collection and transport services, given the lack of official organisation
for this activity.

The elaboration of a FSM global organisation scheme for the capital city, Ouagadougou, was launched under
the supervision of ONEA, the project leader. The stakeholder analysis and a succinct assessment of the initial
situation were conducted, but no specific involvement strategy was developed for the choice of technical
options or institutional framework. Between 2009 and June 2010, only the president of the collection and
transport operators association was invited to participate in the site identification and to some of the important
validation meetings. Members of the association were not informed of this process. As a consequence, key
stakeholders were not consulted prior to the FSTP design, and the decisions were taken independently from

the real needs and constraints of the collection and transport operators.
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External process leaders were mandated from January 2010 to help develop the legal and contractual
framework. After the elaboration of first drafts of the terms of reference and technical licences for the collection
and transport entrepreneurs, a consultation and validation workshop was organised to discuss the current
situation and the preliminary institutional framework. As no initial launching workshop had been organised
at the beginning of the process to inform all the stakeholders about the aim and activities of the project, the
different stakeholders did not have a common understanding of the situation. This event highlighted the
need for longer discussions and for better involvement of the key stakeholders (collection and transport
entrepreneurs and municipal services - district authorities, police, property management, legal authorities).
Further information activities were needed before the elaboration of final versions of the documents setting
the institutional framework. It was also acknowledged that the collection and transport association was not

effective and that members did not recognise its committee.

Focus groups were led by the international advisors and ONEA in order to inform the stakeholders, reach a
common understanding, and collaborate with them to refine the regulatory documents. First, the collection
and transport operators were identified and contacted. The collection and transport association was then
empowered through several focus groups, personal meetings, visits and workshops and a new committee was
elected. In parallel, the members actively collaborated to define the institutional framework for the collection
and transportactivities. As a part of the empowermentactivities, the participation of the association and some

of its members in information workshops was also encouraged.

The mayors of the five districts of Ouagadougou were contacted, together with the municipal police, the
property management, and the legal authorities. The project and the first draft developed with the collection
and transport operators were presented in a first workshop. Several focus groups were then organised to

modify the documents.

At the end of this process, a validation workshop with all local stakeholders was held, during which the
documents elaborated within the focus groups were validated, the roles and responsibilities in the future FSM
system pre-defined, and the transition phase to the implementation of the organisational scheme discussed.

The initial project planning in this case study is typical of infrastructure projects where an international
consulting company was mandated to develop the technical component only and the organisational setup
was not addressed and no stakeholder participation was planned in the beginning. The involvement of the
collection and transport operator, which makes the FSM project differ from wastewater projects where the

transport is done by sewers, only became obvious late in the process.

This case study shows how important it is to involve all key stakeholders from the beginning of the process,
and how time can be saved if this is done well. It also shows that the lack of involvement of all the stakeholders
from the beginning results in complications when it comes to the distribution of roles and responsibilities.
The overall process was time demanding, especially because the awareness raising, empowerment and
involvement needs of the collection and transport operators had not been acknowledged early enough. The
trustrelationship with the collection and transport operators was hard to build as several decisions concerning

their work had already been taken without them being consulted.

The main strengths of this project were the real involvement of the utility (ONEA), the willingness to
define the organisational and regulatory setups before the implementation, and the recruitment of a long-
term process leader for the stakeholder engagement, the definition of the role and responsibilities, and the
elaboration of the institutional framework. Without the discussions and workshops conducted to elaborate
these setups, it is possible that the FSTP would have been built without any consultation of the collection
and transport operators, who would probably have rejected the obligation to discharge FS at the FSTPs.

358



Finally, the involvement tools applied, though late in the process, allowed an efficient awareness-raising
process, the participation of some of the operators, and the empowerment of the association. After about one
year of consultation workshops, the organisational setup documents set according to the local context were

validated by all the stakeholders in a workshop (Bassan et al., 2011).

The stakeholder participation matrix of this project, developed retrospectively for the sake of analysis, is
presented below (Table 16.4). It highlights the separate development of the technical and organisational
components. The planning process as proposed in this book (see Section 17.3 and the planning framework ) is
included for comparison in the last column. Figure 16.4 also presents the late but efficient activities to involve
the key stakeholders, especially the municipal services and the collection & transport association, in the
definition of the organisational scheme and the regulatory documents. This process started with information

and consultation and ended with empowermentand collaboration.

ey,

Figure 16.8 Inspection of an inlet, Burkina Faso (photo: Magalie Bassan).
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