6
Objectives of the Project

Clearly defined objectives are an essential precondition for:

n 7 'Delermlmng which studies and Project Support Measures must be carcied out
during the planning and implementation of a project;

N Ensuring that all involved parties have a common understanding of the project;
" i_\lbwing the appfaisal_ of the proposal for the project’s funding; and
" iayfng the groilnd for subée‘qhent evaluation,

Thus, the setting of objectives is not merely the identification of needs; rather, it involves
consideration of the many constraints which the pmJect will face in the l:ght of its techmcai
social, economic and financial, institutional and manageérial cucumslanccs ’

6.1 Japanese Expe‘riencé

' “Somé fdr All rather than MOre i‘or Some"

- PrOJects should coniribute to mtegrated water resoum,s development and to the
'achlevement of overall development goats

A pro;ect design matrix is prepared as an instrument for appraisal and evaluation,
and as a means of communication among all parties involved in the project.

In a short summary, the experience of Japancse ODA is as follows:
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6.1.1 Some for All rather than More for Some

Before and during the Intemational Decade, the objectives of Japanese QDA loans were still
focused on the criteria of financial feasibility, although, gradually, other objectives were
added, i.c. social impact and sustainability. This approach gave priority to environmental
sanitation in urban and, in some cases, semi-urban areas. In its Technical Cooperation, Japan
has focused on advice in technical maiters, training and institution-building, research into
low-cost technology, and information and health cducation — all of which were relevant to
urban and rural populations.

The Approach for the Future oullined in Chapter 4 implies that, in the future, projects should
benefit all people rather than only a few — even if this will call for more modest levels of
service — on a step-by-step basis. This approach is in line with the common understanding
among the donors that some improvements must be achieved for all, giving priorily to the
underserved low-income populations. Accordingly, the objectives of future projects will be
focused strongly on the semi-, peri-urban and rural areas. However, this will not prevent
projects from also providing “More for Some” in higher-income areas — so long as the
peaple there will support full cost recovery, without causing any detriment to the funding
of systems for low-income target groups.

6.1.2 Widening Objectives

In the Approach for the Future, the objective of future projects is not limited to the
improvement of environmental sanitation alone. Projects for the development of water
resources and sanitation projects are closely linked; i.e. they share the resource water and
both are part and parcel of the human environment. Thus, the rational development of a
country’s or region’s water resousces has become an additional objective.

By the same token, the objectives of future projects for environmental sanitation should be
compatible with and contribute to the achievement of the overall development goals
established for the country or region. In many cases, these include: poverty alleviation,
empowerment, women in development and protection of the environment.

6.1.3 Project Design Matrix

A Project Design Matrix for the use of Consultants is under preparation for projects for
environmental sanilation, especially at the rural and comnwnity level (see Table 6.1). The
maleix is compatible with the formats used by some of the other organizations, and will be
discussed in more detail in Chapter 6.3.
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Table 6.1 Project Desiga Matrix for a Project in Fthiopia

{ —Service of water supply

| is improved.

| —Waler/borne diseases are
| subducd

H Praject Purpose
| —Waler service coverage
l is improved with required
water demand
—--Sanitary facilities are
improved

] Outputs

—New wells are
construcled with new
distnbution system
—Agad facilities are renewed
—Sysiom faiture is roduced
—WSS account is improved
—-Pubbe fountain is
managed by communily
—Tole!s can be serviced
—Slagnant water reduced

Activities

—LConstruct newly
required facilities

| —Rehabilitale and/or

| replace aged facilities
—Introduce new O&M

] system

d —Train mechanics

i —Introduce new tanfl/

{ accounting system

i —Make arrangement for
| community participation
- B —Make armngements for
 todlet-construction subsidy
1 —Consiruct public toilets
f as required '

| —Construct and/er

) rcnovale drainage system

coject Design Matrix for a Project in Ethiopia

i —By year 2010, watet is
i served to the target

! coverage with amount of
more than 70% of the
waler demmand without
interruplion more than two
wecks a year

—By ycar 2010, discases

I —By year 2005, water is
i served to the taget

i coverage with amount of
: mors than 50% of the

i waler demand

—Toilet coverage is
mcereased by 30%
—Drainage coverage is

! increased by 40%%.

—Complainls against

! WSSare reduced

i —No. of interruptions
reduced by $0%

— The account becomes
black

; —Toilel coverage is

! improved by 20%

i —Toilet coverage is

¢ improved by 20%

i — Drainage coverage is

Inputs

are reduced by 20% :

! improved by 30%

—\YSS eperation record

—Records in medical
{ institulions

: —WSS operation record

—Municipality records or
i sampling survey

L LT Y Y Ly

—Complaints records or
sampling inlepiewed
—WSS opcration record
—Accounting book
—Municipality records or
sampling suney

: Construction equipiment and machinery

i Materials

: Submergitle pump
H Generalor

Casing

: Distnbution pipes & connections

Concicte materials

T T P -

Details are deseribed in each cenler’s report

tsrsErhrarrRarEn

[P

—\WSS managewment is
stabilized

—Medical institutions are
involved

—Electricity is aot
mterrupled

—Trained technicians
conhnue working
—Population growth mcets
that projected

—MNumber of botels/
restaurants is not inereased
rapidly

i -—Fuel or electricity driving

PYTT Y .

the system fully supplied
-—Trained fechnicians
continve working
—Population growth meets
that projected

—Matesials, equipment
and machinery are made in
time

—1and acquisiion is wade

in time

Precondition

{ _Residents don’ object to

the Project

Source:

Development (FASID), 1994, Tokyo
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The matrix serves several purposes, i.e.:

n Itis a tool for the appraisal and subsequent evaluation of the project.

L It enables a common understanding among alt parues participating in the project, and
facilitates the “handover” of the project to the recipient and the potential funding
agency or agencies.

u It seqves as a permanent record and, thus, also helps to assure continuity iwhené@_fer

- someone joins the planning or implementation process, e.g. newly assigned
government officials, Consultants, and/or funding institutions.

6.2 Summary of the Expenence of Other Aid
Organizations
In m-any of the othér oroanizations new types of objectives are eﬁlerging in additién to the

traditional objective of increasing the number (or percentage) of people with access to
adequate sanitation.

Sanitation projects have multiple objectives. They must tally with overall -
developments goals and contribute to their achievement. '

Sector objectives are also undergoing change.

The challenge ahead is to prepare projects in line with these new requircments.

6.2.1 Sanitation Has Muitiple Objectives

The other aid organizations have concluded that projects for envnronmental sanitation should
attain objectives at several levels. At the highest level, the projects would contribute to the
~ achievement of the overall development goals of the country and/or arca; at the lowest, the
purpose of the project may be to build a treatntent plant or a system for the dlSpOSal of
graywater and nightsoil from a public housing estate. At intermediate levels, the tmprovement
- of public health, or the reuse of waste water, may be the essential objectives. Each case will
be different. The Consultants are responsible for spelling out their hierarchy. of objectivés in
" a specified format, e.g. the “logical framework”, or adapted versions such as the ziOPP of the
GT7Z of Germany. Details will be discussed in Chapter 6.3.

- Most of the organizatiens have adapted the following overall development goais and have
issued policy statements to that effect (although not umformiy in this order): the alleviation
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of poverty, empowerment, women and development, human rights and governance, better and
increasingly business-like management, and environment. There is agreement that environmental
sanitation can make an imporiant contrbution to advancing these goals, e.g -

2 Sanitation partially alieviates poverty.

L Participatory sanitation has the potential to promote empowerment and depends on
empowerment, e¢specially in peri-urban and rural areas.

" Sanitation will always improve conditions for women.
L It reéuires good government and decentralization.
R In many cases, sanitation can be managed in a busmess like manner if properly
planned. :
& " Tt will contribute to protecting the énvironment. ~

' However, many of the other organizations are still grappling with the implications of the pdizits
made above.

6.2.2 SeCtOral O-bje'ctives Are Changing -

: Tradmonally, the over-riding and often only sectoral objective was to increase “coverage”, i.e.
the number of people or the percentage of people served. This objective is still valid, of ¢ourse,
but has been supplemented during and aﬂer the Tatérnational Decade Today, the sectoral
objectives are multiple: :

L " Covering all people with the basic sanitation they need while aiming at further
improvements whené»vér income levels and inslilulional conditions atlow.

o .Integratmg water dcvelopment ie emphasmng water and samtatlon health and
- _environment. -
- Bulldmg partneralup between lhe beneﬂc:anes and the lmplemenlmg agency or
~ organization, :
o Mobilizing community management and resources.

~ Some of the other orgamzattons have lssued pohcnes to articulate the new sectoral ob;ectwes

The Technical Cooperallon orgamzahons and UNICEF move rapidly towards the

"1mplemenlauon of the policies; the lending institutions proceed prudently because they muist
carefully adapt their appraisal procedures to the implications of these changing policies.
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6.3 Discussion

The logical framework is the appropriate method to develop, present and analyze the
objectives ol a sanitation project.

Sanitation projects never have only one objective.

Measuring the achicvement of a project’s objective may be one of the most difficult
problems in using the logical framework.

The information needed to use the logical framework results from the Consultants’
studies and investigations.

A log-frame mainx should be proposed for every project.

6.3.1 The Logical Framework

The 1.ogical Framework is a suitable method for developing, presenting and analyzing the
objectives of the project. For easy understanding, a diagrammatic presentation is contained in
Figure 6.]. Rationalizing the objectives can be carried out downwards from the top and/or
upwards from the bottom, or probably both; it should atways be kept in mind that planning is
a back-and-forth process.

‘The most imporiant features of the format are:

As regards column | (Intervention), and beginning at the bottom, the activities of the
project are the discrete tasks or components executed as part of the project, and
depend on physical and non-physical means o underiake them. An activity may be
the construction of a sewer line or of a sewage-treatment facility, but it can also be
the establishment of tariffs or a public relation campaign for explaining the tariffs to
the beneficiaries. In fact, a project may be composed of many and very dilferent
activities which the Consultants identifies and designs.

Through the aclivities, output — or results -— arc produced, e.g. (to follow the
example) that sewage will be conveyed from point A to point B, or that it will be
teeated, or that tanffs will be instituted, or that the beneficiaries will accept the tanfts.
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Source:

Flgureél ! The Loglcal Framework

Projoct Study for Preparation of Guideline for Social Analyses for Development Studics, International
Development Cenler of Japan (IDCJ), 1992, Tokyo

The next step is to rationalize how the results will lead to the achievement of the
project’s sectoral objectives and, in turn, how this ultimately leads to the achievement
of the overall objectives or goals of the project. For instance, the sectoral objective
of the project may be to sewer a town or a part of the town; the overall goal may be
the improvement of living conditions or the reduction of public health risks.
Obviously, there may be muitiple sectoral objectives as well as goals, especially the
fatter (e.g. eavironmental protection, slum clearance, efc.). In practice, and if the
goal(s) and objective(s) of the project have been properly identified, the process of
rationalizing the system should stari at the top and proceed downwards;

Assumptions have to be made in the log-frame analysis regarding external factors
which may or may not contribute at all levels to the success of the total plan. For
instance, assumptions have to be made regarding the achievement of the activities. If
the assumptions were correct, the expected resulls will then be achieved, efc.

Figure 6.2 shows that the logical framework is equally valid for the analysis of a

programme, a project or a project component. For instance, in Chapter 8.3, Project
Support Measures (PSMs) will be discussed, they can be considered a project
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component in light of Figure 6.2, and accordingly, planned as if they were a project
themselves.

Source:  Adapted from Project Cycle Management, Commission of the European Community, February 1993,
Brussels

[t may be difficult sometimes to decide whether to present an item as an activity, a result, or
a sectoral objective. For instance, if a project includes health education of the public with the
aim of creating a better understanding of the health problems associated with poor sanitation,
the intention was certainly to motivate the benefictarics to assume responsibitity for the
maintenance of their fatrines or to accept the necessity of contributing money to help fund a
low-cost sewerage system for their neighborhood. In this case, health education will be the
activily, and the result will be that the people will understand and accept, respectively, keeping
their fatsines in good condition, or else contributing money 1o the project.

These results would contribute to achieving the objectives cither of sustainable opesation and
maintenance, or of cost recovery. However, adopling another point of view, the results could
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be presented as, respectively, sustainable operation and maintenance, or as cost recovery ---
both of which would serve the objective of eftectiveness. In choosing between the two options
for the prescntation of the analysis, the planner decides in which way his proposals will be
more “logical’” and more convincing, and, in making this decision, he will rationalize and plan
the measures which he will ultimately propose as components of the total project.

Under the heading that follows, goals and sectoral objectives — and the expected results of
projects for environmental sanitation — are presented in a manner which corresponds o the
Approach for the Future of Chapter 4, and to the principal experiences of the other aid
organizations. However, the presentation should not be considered a strict model, since every
project will be different and require adaptation.

6.3.2 Never Only One Objective

The extension of coverage is not the only objective of projects for environmental sanitation,
although it may be the bottom line.

An important lesson of the Intemational Decade was that projects for environmental sanitation
never have only one objective. Often in the past, the one and only objective was simply to build
a sanitation system. This has led to a whole series of problems, e.g.:

B Pianning was not properly targeted and, accordingly, the money was not spent
according to the most pressing needs.

n Projects did not make the most of the possible contributions to the country’s or
region’s development.

" Livaluation of the project’s effectiveness and developmental impact was not possible.
Some of the reasons:

" Projects were often not planned in the general development context, or in response
to the most pressing health needs, nor in line with the sectoral development
framewosk. In many cases, they were isolated activities, and often identified without
adequate prior research.

L Benefits for ather sectors or projects were not considered adequately during the
planning, nor how the projects could have benefitted from other devclopment
activities.

There is a large measure of agreement between the Approach for the Future to environmental

sanitation in the programme of JICA and the experience of the other aid organizations, which
may be generalized as follows without prejudice to the individual project:
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Frequent Overall Goals: Poverty alleviation
Health
Empowerment
Women in Development
Governance
Good management
Infrastructure {including sanitation)
Private scctor and market economy
Integrated development
Environment

Frequent Sector Objectives: “Some for All”
Extension of coverage
Needs of special target groups
Specific health improvements
Safeguarding water resources
Protection of drinking water sources
Wastewater reuse 7
Sustainable operation and maintenance
Sustainable finance
Community management
Intersectoral coordination

Typical Results: Phystcal facilities built
Sustainable technology identified
Operation and maintenance assured
Willingness to pay and/or cost recovery in place
Gender issues considered
Participation assured
Sanitary behavior changed
Community organjzation built
Local production in place
Many others, depending on circumstances

6.3.3 The Problem of Measurement

An essential part of the logical ramework is a Log-Frame Matrix, as shown in Table 6.2. This
matrix is a tool for exhibiling the objectives of a project and measuring their achievement. The
Consultants engaged by some —- though not all — of the other organizations are responsible
for preparing such a matrix in the course of their feasibility studies. The Design Matrix
presented in Table 6.1 is still based on a rather traditionat approach; the Overall Goal is mainly
sectoral. The Log-Frame Matrix of Table 6.2 is more up-to-date, and stipulates increased
foreign exchange earnings through expanding tourism, as an overalt goal of a project for
environmental sanitation.
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Table 6.2 A Log-Frame Matrix for a Project in Jamaica

| foreign
| exchange
zH eamings

1 through
| expanding
{ourism

| of residents,

| tourists, marine
4 and river

| environmenf

| —Reduced
pollution from
| sewerage.

| —Improved
operation and
mainienance of
SEWerage
systems
—VIP latrines
| introduced to
| Nepr 11
——Increased
environmental
§ awarenass by

Protected health

arrivals, length of
{ stay and
¢cxpendifures

—No outbreaks of
waler-related
diseases from
sewerage discharge
—Quality of sea,
aver waters within
government
standards

i —Reduced

! sewerage-related

i deterioration of

! coral recfs

A Log-Frame Matrix for a Project in Jamaica
| Increased i Increasing tourist Tourist Board

: statistics

{ Ministry of

Health statislics

Twelve months
! environmental
! monitoring
progranune

| Social stability

No protonged
: recession in
! tounst industry

: Continued govt.
: commitmentlo
! tourism

i development

Mmoo ete i Berermimeaiam e e

{ —24 am of trunk/

! inlerceptor

: sewcrage, 18 it

: stalions

i —4S5kmof

! pumping main

! 2 sewcrage reat-
¢ ment plants

! — L siver outfall, 1

! sea outfall and VIP
 fatrines constructed
§ —40 personnct

! trained

,
=]
=
3
-
™
7y

Supervising

: enginecrs reporls

Final handover
i of operaling
facilities

i NWC records on
: conneclions

Hasimagasan

i NWC undertakes
¢ reform and

} maintains
affordable tariffs

i Consumers

: connect and pay
: tariffs

{ NWC collects

i adequate revenuc
to operate and
mainlain plant

LP TP PY PR e P
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A Log—Frame Ma:rix for a Project in Jamaica

—Construct and { ECU (000)

| supervise sewers, | ~ | perfor-mance of -

1 pumping slations, i i engineers,

| pumping mains i contractors and

i and sewage i i suppliets
trealiment works  droromrrommes e GovE, secures

§ —llandoverto i Construction (including : 19,855 i public participa-

i NWC the existing | i training, supplies, spare paris, tion, consuuier
facilities : boundary connection, : { conneclions and
—Retire or incor- } cavironmental monilorieg, i statutory approvals |
porate existing  © 2ocess to (reatment sites ! for covironmental |

facilities . ................................................ , ..................... .g standards

§ —Introduce VIP | Supervision i 1,100 i —Ground con-
latrines (Negril)  § . i ditions nd worse

| —Train ; i than foreseen.

| personnel, supply
spare paris :

; _Usc media to :--.--.......-..-.....................-..........!.....................-:..................-...........‘

| inform publicof : Contingencies i 4.045 i Preconditions

| connection :
possibilities and i Government has
encourage ' i budget to

| participation i purchase land and

| _ Obtain . ................................................ a ..................... .; granls righ!-of-way !
Slalutol}l ; Tota] ; 25,000 ; i

| approvals

i —Carry out
cavirenmental i

| monitoring { i

Source: Curopzas Union

How is the achievement of a projec’s objectives to be measured in light of the new
developments described above? As tong as coverage was the over-riding objective, the
measurement was accomplished by maintaining statistical information on the number of people
in the community, and the number of people served. This type of measurement is still
undertaken today, and allows some evaluation of progress, at the level of the traditional
sectoral objectives. But how to measure the contribution of environmental sanitation to the
achicvement of overall development goals and some of the new sector objectives referred to
above? The answer is not easy and can only be given in the context of & specific project.

In Table 6.3, possible indicators are listed for the measurement and evaluation of some

randomly selected expected results, project purposes (or aobjectives) and goals. There is no
intention to imply that these indicators or the intervention will fit any specific project; they are
listed by way of example. The Consultants charged with the planning and design of a project,
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together with the implementing agency and the beneficiaries, must idenlify both the
intervention and the indicators best suited 10 measuring the achievement of the specifically
expected results, project purposes and goals. In many ways, the identification of these vartables
is the bottom line of project planning and design, and will be the basis for the preparation of
the project for subsequent finding, which will be discussed in Chapter 8.

Table 6.3:  Possible Indicators for Measuring the Achievement of Expected Results,
Project Purposes (or Objectives), and Goals

Possible Indicators for Measuring the Achievement of Expected Results, Project
Purposes, or Objeclives and Goals

Infefvéntion G
c[vzr; 2 s Objectively. Verifiable Indicat
Poverty Employment opportunitics created by the project
Local production resulting from the project

Health Problems identificd and slandards and indicators cslablished
Integration of sanitation into water supply and health education
Extension of coverage

Moniloring data and assessment

Compliance with standards

Empowennent Local inslitutions strengthened andfor created to assume funclions
for identification of target group, resource mobihizalion and
O&M for sanilation, e.g. village commiltees

Ratio betwezn local and central/external resources for the project

Sanitation as part of capacity building

Community ownership of systems

Access lo information, e.g. technology, health implications

Participatory Rural Analysis (PRA)

WwiD Women as players and aclors

Governance Policy, c.p. lunding, the distnbution of responsibilities,
empowermenl, cost recovery, and O&M for sanitalion
District level suppord (o sanitation projects at the level of the

community
Participation of the private seclor and NGOs
Accountability of the service organization {if any) to the
communily
Monitering of progranmes {or sanitalion

Iafrastructure Environmental sanitafion as componen! of infrastructure
Development PIOgraImmes

(including the Degree of integration of sanHation with other infrastructure
extension of development projects

coverage of Targets ¢stablished/reached

sanitation Impact of sanitalion on the overall managemeat and finances of

infrastructure development
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Possible Indicators for Measuring the Achievement of Expected Results, Pro_lecl

Purposes, or Objeclwes and Goals

lnlcgratcd
Development

Integrated programmes, €.g. waler/sanitationthealth/education/
nutrition

Coordination mechanisms include environmental samitation

Pata and informalion links include environmental sepitation

Environment

Sanitation as part of strategies for sustainable development
Sanitation as part of the health policy

Standards for sanitation as part of environmeotal standards
Contribution of sagitation to the protection of the environment

% “Some for All”

Dislribution of resources allocated ancong population groups
Distribufion of the coverage and service levels achieved

Exteasion of
Coverage

Targets established and progress achieved

Needs of Special
Grovps

Groups and their needs identified

Special targets eslablished and progress achieved
Share of resources allocaled o special gronps
Speetal: software programmes and results achieved

Safeguarding
Water Resources

Problems idenlified aed standards and indicators established
Monitoring data and azsessments
Compliance with standards

Profeciton of
Drinking Water

Number of drinking water sousces alfected and percentage
prolected
Monitoriag Jata and assessment

O&M

Instituticnal and managerial improvemeets made
O&M capacily
Operational defects reported

Exteasion of
Coverage

Information on coverage

Technology
[dentificd

Standardization of equipment and material
Acccpiance

Cost Recovery

Accowats of self sufficiency
Degree of cost sharing by the beneficiasies
Ownetship

Participation

Are there any self evaluations

Advocacy materials and programmes
Community-based O&M

Expressions of public awareness

Educational programines for women and children
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Possible Indicators for Measuring the Achievement of Expected Results, Project

Purposes, or Objectives and Goals

jostively Verifiable Indicators = ..

Changes in Budget for health education, and programmes delivercd

=0 Sanitasy Links with primary health earc
"% Behaviour Old tabus overcome
Changes at the level of the lamily

Use of public latrines

Four comments must be added at this stage with respect to both the intervention and the
indicators:

They may be quantitative or qualitative, depending on the case.
They may relate to hardware or software.

The intervention may be stated simply as major categories (as in Table 6.3), or may be
spelled out in specifics. By the same token, there may be just one indicator for each
intervention, or several.

There is nothing sacrosanct as to what is an intervention and whal is an indicator, nor
also as to whether an intervention pursues the achievenient of a goal, or project
purposes or abjectives, or simply a result. For instance, the “extension of coverage”
has been listed as a project purposc/objective in Chapter 6.3.3. But the extension of
coverage may also be the goal under cerlain circumstances, or considered as a result.
Yet, the extension of coverage can also be taken as an indicator, for instance, if the
purpose/objective is “Some for All”. The logical framework, as do all metheds of
systems analysis, gives freedom to the analyst 1o decide how to conceptualize the
system for its subsequent planning and design.

The four comments underline the statement made above that the Consultants must in each case
propose a log-frame matrix which, according to their best judgement, will (i) respond to the
circumstances and objectives of the project, and (i) satisfy the requirements of the prospective
funding agency or agencies when they undertake the appraisal of the project proposed.

6.3.4 Risk Assessment

Risks of projects for environmental sanitation should also be assessed using the Logical
Framework on the basis of information oblained during the preparation of projects for
subsequent funding. They may invelve (see Chapter 8.3):
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Technology not suitable;

u Planning and design errors, ¢ost overruns;

L Delays in the implementation schedule;

L Shortfall in expected cost rec_bvéry;

8 Tnadequate operation and rﬁaingenénce;

L Over-estimates of the ability and/or witlingness of thc beneficiarics to pay;
o Deve?opmental impact; and

L] Environmental impact and other undesirable side efi‘eots._

6.3.5 A Logframe Matrix Should Be Prepared for Every Project

~ In Chapter 8.3, it is suggested that every project proposal be accompanied by a log-frame
~ matrix. Obviously, the matrix must be prepared by the Consultants. Guidance may be derived
" from the Approach for the Future in Chapter 4 and the SOW for the specific praject, but the
~ full Log-framie Analysis can only be undertaken by the Consultants on the basis of the studies
and investigations that form part of the Project Study.

The Consultants should also exhibit the sources of information and data for the vesification of
the log-frame presentation. If such information and data are not yet available, the Consultants
may make proposals for activities to create them, either during the implementation of the
project or as part of preparatory activities or Project Support Measures (see Chapter 8.3).
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What Makes a Project Successful?

The ultimate test for the success of a project is its development impact. To make this impact,
the project must be effective and sustainable.

a Effectiveness: plarinjng; dcsign and the operation of the project must ensure that its
broad and sectoral objectwes can and will be fully achleved

= Sustamabxhty the operation of the pro;ect is assured in the long term, without
_ additional foreign aid after its completion.

Chapter 7 wilt focus on What is needed to make a project for environmental samtatron
successful, whereas Chapter 8 will deal with the How. : -

7.1 Japanese Experience

The conventional and efficiency-oriented approach used in the industrial countries
fails to make projects for envrronmental sanitation in the developing countries
effective and sustamable :

Based on new'expcriencc the planning of prOJects includes consideration of
73 participation, of health education and of the socio-cultural factor:, mvolved in the
r:i;chozce of technology (see text box in Chapter 7.1 2) :

7.1.4 Traditional Approach

_ The conventional appreach taken in Japan and many other countries was to plan projects on
the basis of good engineering. This implied that the projects would be designed to dispose
of a certam amount of waste water, estimated for a penod of, say, 15 years. Good
engmeenng also assumed that the least-cost solution was the best, and applied proven
criteria for” materials” and matenals strength and life, hydraulic performance good
© construction and protécting surface or groundwater.
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By the samc token, conventionat projects relied on management, operation and maintenance
to he performed by the institutions of government, although often centralized and far
removed from the users.

Accordingly, the training of the human resources required for the planning and management
of projects focused on engincers of diflerent levels of qualitication. Responsibility for
management of the facilitics was often vested in engincers who were trained for the specific
tasks involved.

This conventional approach has produced acceptable results in the industrial countries
whenever oft-site sanitation was involved. But in the developing countries, the siluation is
diflerent; i.c., the financial constraints are overwheiming, so that the institutions cannot cope
with the magnitude of the problem, and are unable to manage, operate and maintain the
facilities. The situation is further complicated by the use of on-site technology which may be
the only possible altemative, and in itself poses many challenges, e.g. users’ involvement, and
the need to mobilize innovative types of funding. Some of these chaltenges are discussed in
Chapter 4.

{n summary, the conventional approach to cnvironmental sanitation in the developing
countries has not been very successful.

7.1.2 New Experience

The changing approach in Japanese ODA is to plan projects for environmental sanitation
with due consideration of the socio-cultural, socio-economic, linancial, managerial and
funding conditions prevailing in the developing countries. How is this done?

" Technology is chosen through social, cultural, managerial and institutional analysis
in addition to technical criteria. The aim is to gear it to the preferences of the target
group and its potential to raise funds for the project. Gender issues and the
participation of the beneliciaries (especially women) are considered, as is the ability
of the beneficiaries to operale and maintain the system afler completion.

" There is increasing emphasis on participation -— consistent with Japan's own history.
Envirommental sanitation was successfilly promoted in Japan through a participatory
approach, which depended on prudent liaison and cooperation between Goverament
and the local community, in the programme named, “Combat against flies and
mosquilos”. The programme was a nalional campaign in the 1960s to promote
community participation to clean up and reduce the breeding places of flics and
mosquitos. Particular attention was given to communications belween users and
providers, the clear identification of goals and objectives, the demonstration of the
expected benefits and the allocation of responsibilities to the beneficiaries.
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This approach is now widely promoted in Japanese ODA, espet:laily through meetmgs with
the beneficiaries, by the organization of Sanitation Comrmllees in the pro;ect area, and by
informing and educating the bencﬁmanes ie.

a Awareness raising and health educatlon was iniroduced into Japanese Techmcal
Cooperauon for environmental sanitation. Itis accomphshed through audio-visual
distribution of information material, strect theaters, and cooperahbn with mothers,
health workers and doctcrs at all levels. Spemal attention is given to’ samtaly
behavior. : :

' ®  Sustainable operation and maintenance is suppoﬂed through human resources
development emphasizing that training should not be confined merely to local

" engineers and managerial staff of the provider. A project for water supply from
boreholes is curcently being implemented in Uganda in tiaison with UNICEF; it
includes components for the training of villagers {often women) who will be assigned
to operation and maintenance on a full-time basis. Further, spare parts are provided
for several years after the project’s completion, and liaison is established with O& M
systems in the vicinily, with the aim of providing ongomg lechmca] and managenal
support to the pro;ect :

7.2 Selected Experience of Other Ald
| Orgamzatuons

' All orgamzauons agree that, in addtuon to good engmeermg, many other factors _
must be considered to make a pro;ect successﬁxl

~ Some interesting examples demonstrate lhe mtncate wcb ofi mteracnons that must -
take place. : s

7.2.4 Many Factors Must Be Consldered

In the preparanon and appralsal of pro;ects for enwronmemal samtauon all of the other
organizations apply very different yardsticks today than lhey did only a few years ago. Some
may have developed innovative methodologies, but all stifl simggle with the nmphcatrons of
changing policics and the need to make. projects more effective ‘and  sustainable.

Consequently, the planning of projects mvolves dtﬁ‘erent studles and aclmtaes lhan were
undertaken in the past, : o -

As in Japanese ODA, the other aid orgamzahons emphasize conSfderauon of a mix of the -
technical, socio-economic and socio-cultural, financial and budgetary, management and
institutional circumstances of the projects. The number of sanitation projects supported is
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already large, larger than in Japanese ODA, and the effect of translating changing policies
into actual project design is already discernable. Yet, it is also acknowledged that more
rescarch is needed to develop methodologies and indicators for the study and analysis of a
project’s development impact and of the socio-cultural and socio-economic factors involved,
especially as regards the willingness of the beneficiaries to pay for environmental sanitation,
the finding of on-site sanitation, and the best approach to cost rccovery and operatlon and
maintenance.

No guidelines have yet been issued by the other organizations in light of the above. But
operational experience is already available. Implications of this experience retate to:

=  The éohteht of feasibility studécs.

8 The consideration of soflware factors.

L Sustainable management and finance (including cost recovery).
= ~The <-:hoice: of technology.

Details are examined in Ci\apter 8.2

7.2.2 Some Examples

 Inthe following paragraphs; a number of examples are presented describing some of the
- approaches used to make projects for eavironmental sanitation successful.

Sw;ss Deveropment Coopera!ion {SDC)

In a model developed and used by the Swuss Development Cooperatlon a multi-facetted
slrategy recognizes water supply and environmental sanitation as integral components of
every cullure, and requires that planning and project design follow five interdependent
approaches. This involves a broad flow of information for education and communication
between users provnder:. and planners (see Flgure 7 1): '

= T he use of an appropriate and affordable technology, promotion of local
construction, and the avoidance of d:ﬂ‘erent {ypes of risks that are not normally
;'enmuntered in the mdusmal countries. :

.- Prov:dmg beneﬁcnanes wuh tangnble and visible beneﬁts from projects in an eitort
to prOmote cost recovery for fong-term, realistic sharing of costs — based on users’
full understandmg of the mterdependence of costs and scmce levels

I The motwauon and pamc:panon of both providers and users in local struciures for
community-based opérauon and mamtenance L
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Water and

hygiene are
integral
components of
every cuiture

uSREWION|

- Education
uoneonp3 -

information

<

Waler and
hygiene are
integrat
components of
nature

Scurce: Swiss Developrerd Cooperation (SDC)

" institutional development aiming at efliciency and transparency, and the
strengthening of institutions, within national, sector and overall development polices.

a Ensuring that sustainability is the ultimate requirement, and acknowledging that its
success is dependent on the ability to plan, to solve problems in the socio-cultural
environment of the project, and to make knowledge and information available

through education and communication among all involved parties.

UNICEF and the United States Agency for International Development

(USAID)

Based on a review of 38 evaluation reports covering 54 sanitation projects sponsored by
UNICEF and USALD's Environmental flealth Project, Draft Guidelines were developed for
sustainable environmental sanitation programmes. Guiding principles are, among other

things:

] The choice of programmes should be guided by the criterion of sustainability -~ not
merely by technological micrit. Programmes should permit the expansion of coverage
without risking effectiveness, efficiency and sustainability.
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Long-term self-reliance and cost-eflectiveness are essential; investment should seck
to deliver the greatest (visible) health and other benefits to the greatest number of
consumers at the lowest cost.

To achieve the above, the following is required:

Maximum degree of parlicipation of the beneficiaries so as to (i) estimate
demand, (ii) raise funds for project activities, (iti) design programme
strategies and plans, (iv) stimulate bchavioral change, and (v) develop
operation and maintenance.

Selection of technology based on (i) local prcfcrenceé, (i1) difterences in the
ability and willingness of different community groups to pay, (iii) capital and
recurrent cost tradeofls, and (iv) operation and maintenance requircments.

Identification of a strong {often central) agency that would eventually change
from being a direct provider to taking responsibility for promotion,
regulalion, training, advocacy, and facilitation.

Support to a cadre of sanitation workers.
Promotion of financial sustainability through cost-cffective technologics,

comnmunily management, cosl-sharing, standardization, private sector
participation, and monitoring and evaluation.

UNICEF has since revised its strategies for water and environmental sanitation. Most of the
above have become integral parts of the strategies.

Directorate-General for International Cooperation of the Netherlands

(DGIS)

Projects supported by the Directorate-General for International Development of the
Netherlands are screencd carefully to determine whether they meet the cnteria of
effectiveness and sustainabitity. Therefore, in designing projects, attention is focused on:

Contribution to the country’s prierity goals for developmeot, i.e. poverty alleviation,
women in development, environmental protection, and institutional development
(including capacity building, and training), also, the project must fit into an
established national or regional plan, and into a thematic and/or sectoral policy or

Sustainability must be assured in terms of economics and finance, inslitutions and
business-like managenent.



Plans for Environmental Sanitation

Swedish International Development Agency (SIDA)

The Swedish International Development Authority (SIDA) gives special attention to Africa
and, in its programme for environmental hygiene (sanitation), focuses on rural areas; in the
future, it will include the urban fringe. SIDA stresses the basic principles of sustainability,
affordability and replicability as criteria for a successful project. It gives additional attention
to environmental aspects so as 1o minimize negative ecological consequences of water
projects in fragile areas. In ils strategy for environmental hygiene, the following are essential
requirements for making a project successful. : '

Problem identification and planning based ona cOmprehehsive description and
analysis of target groups, and on a firm understanding of tocal problems and
potentials —— as they are perceived by the local people themselves.

Consideration of national as well as tocal resource potentials and capabilities.

Technologies nust be chosen which will be accepted by the local people, affordable
by the target group, and sustainable through local resources.

Fducation and information for the beneficiaries, to stimulate their participation and
appreciation of the wide range of alternatives and their implications, so as to -
determine the technologies that will be appropriate. :

Participation of the people to ensure a process of sustained development and for their
acceptance of new technologies and methods. This should involve all groups, include
both wormen and men, and should assure a leading role of the commurity in controlling -
the facilities, and in the planning, implementation, operation, maintenance, monitoring

and evaluation of the programmes. : :

Manpower training must be an essential component of alt programmes and projects,
and must include social and behavioral aspects — not merely technical ones. It must
be provided to field workers and craftsmen, who are crucial manpower resources at -
the local community level, and should focus on construction, operation and
maintenance at the village level. S '

Health education is fequired in support of health-related behavioral change.
Objectives for health education and practical strategies must be developed carefully
in order to ensure real integration into water supply and environmental sanitation
activities. Target groups should include both women and men, and the role of local
leaders, both formal and informal, should also be investigated. "

Research Organizations

Based on their research, the International Wat& and ,Sanité;ion ,‘Cefnrer (IRC) in the
Netherlands and the International Development Research Centee (IDRC) in Canada have
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contributed a wealth of methodological information and guidclines for planning successful
- projects for environmental sanitation which fall into line with the above e\perience and with
the guldelmes of other organizations. This information stresses that, in order to make a
project successfil, its effectiveness and sustainability must be énhanced through more
softwarc-oriented approaches in project planning and design; above all, the choice of
technology must be based on consumer demand, on the community’s ability and willingness
to pay, on its capacity for operation and maintenance, on gender issues, and on participation.

7.3 Discussion

Software can “make or break” a project and should be a genuine parl of every
project.

There is a large degree of agreement between Japanese and other organizations’
experience. Four basic lessons can be learned and should guxde the preparation of
pro_;ects for subsequent ﬁmdlng ' :

_ It should be standard pracuce to develop pro;ects on lhe basis of studies and

investigation of the technical and sociocultural and socio-econoniic, institutional and
organizational aspects of the project, operation and maintenance, users’ participation

and cost recovery.

7.31 The Preparatlon of Pro;ects for Environmental Sanitation

Must Change

, Unforlunately, in the past many prc}jects for enwronmental sanitation failed to make the

developmentaj unpact expected. Several factors were responsible for the poor performance
of the projects, ¢.g.. :

A large part of the populatlon was  not reached

There was madequate or scarcely any operailon and maintenance.

There was a persnstent fack of money to pay for operation, repaxrs and the
: :replacement of paris.

- Systems were 1mproperly used e g sewers ﬁlled wnth garbage, and trealment
facilities neglected and out of operation, . :
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Sone of the reasons were:

Technology, managerial apprbaches ﬁnancing schemes and the role of the beneﬁéiéﬁcs

- were transferred from the industrial countries without adaptation to the conditions and

necds of the developing-country recipients. Generally the pref‘erenoe of the planners was
for water-borme, off-site disposal, which is the technology used in the industrial

- counlries.

Project objectives were defined in limited technical terms only (e.g. to build a sewerage
system) sather than perceived as development goals (e g to clean up the living
environment or to reduce infant mortality in the project area), and, therefore,
developmental impact and effectiveness weré not explicit considerations in the planning
and design of the project. The planner aimed at a technical solution, at efficiency in the
use of investment funds and at strict adherence to the implementation schedule.

In light of the above, many projects were “hardware solutions”, and did not include
supporiing measures — without which the hardware cannot perform in deve!opmg
couniries, : : . :

Pro;ecls were focused on offsite sanitation in central areas, wnth thelr spec:ﬁo
infrastructural requirements, management capabilities and ability to pay. This left without

 sanitation the lower-income people in peri- and semi-urban areas, and also the rural areas

% precisely those who are most at risk if' environmental sanitation is inadequate. .

Planners did not consult the beneficiaries as to their expectations and potential
participation, especially in the funding of schemes. In consequence, the beneficiaries
were ill-informed about pro;ecls and could not appreciate the interrelations between
technology, levels of service, costs and ﬁmdmg, and the tequ;rcments of‘ operauon and
mamtenance S : : :

Accordingly, many project pla.nners ignored the need for ﬁnancaal suslalnabﬂlty, the
projects were financially unsound and unable to raise the mongy required to pay for
operation and maintenance, let alone that needed to pay amorfization and interest on
foans, nor aceumulate the reserves needed for renewals and further extensions,

As has been clearly exhibited in Chapters 7.1 and 7.2, the s:tuatlon described in the preceding
paragraphs must be addressed in the. preparatlon of prowcts for enwronnwntal sanitation. The
crux of the matter is: : -

It should be standard procedure to develop projects on the basls of studies and
investigations of not only the technical but also the sociocultural and socio-

© ecOnomic, institutional and organizational aspects of the pijecl as we!l as ope{auon :
and maintenance, users’ partnc:panon and ¢€ost récovery. :
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What does this imply?

1.~ The objectives of the projects must be defined in light of the discussion in Chapter 6
- rather than “as usual™. '

2. The approach to the preparation of projects for environmental sanitation must indeed

change. This will be the subject of discussion in Chapter 8.

7.3.2 Software Can “Make or Break” a Project

Projects consisting of “hardware” alone will not be successful. Ha rdware may include sewer
pipes, tanks and ponds for the treatment of wastewater, septi¢ tanks and latrines
depending on the technology chosen. As the experience discussed in Chapter 7.1 and 7.2
demonstrates, the hardware component of a project must be supported by additional
measures that will make it successful. Since investment projects are mainly hardware, it has
become customary to call the supporting measures “software”. Hardware is needed to
- collect, transpdrt and dispose of Wastewater, whereas software addresses the “environment™
of the project, e.g. policy, regulations and standards, institutional development, operation
and maintenance, participation, capacity building, and measures to assure cost recovery. The
planning of this software will be discussed in Chapter 8.3.4. Suffice it to say at this stage that
every project must include software, and that this software must be planned and implemented
‘together with the hardware, as it exhibited in Figure 3.4.

~ Planning for software will require special studies, investigations and funding, and the timing
“and tength of the implementation phase are critical factoss in the development of a project.
If the project is financed through an ODA loan, some of the software might be funded as part
of that loan. But as shown in Figure 8.3, some — if not most — of the software requires
Grant Aid, and/or may best be implemented through prior Technical Cooperation.

There is no general rule as to how much money must be spent to plan and implement the

software of a project. For off-site sanitation projects, this may be on the order of several

percent of the total cost -— say, between 5 and 10%. For on-site sanitation, it may be much

higher, especially for fatrine programmes, which may involve a large measure of funding by
the beneficiaries themselves.

- 7.3.3 Four Lessons
~ 'The four lessons learned through experience are: |
" Thé success of a project is determined by the ways in which it is ﬁrepared. A new

approach to project preparation calls for a broad gamut of studies and investigations
and the active pasticipation of the beneficiaries.
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® - The experiences of the industeial countries must not be transfeired to the developing -
countries without major adaptations to the conditions, the needs and the capacity of
the recipients and the target group. This is of particular importance with respect to
the choice of technology, funding, cost recovery, management, operation and
maintenance, roles of recipient and beneficiaries, and the place of the project within
the country’s development context. :

n Projects must include hardware and software. Both need careful planning on the

"~ basis of in-depth studies and investigation. The allocation of time and money for the

software should be considered at the stage of project formation (when the SOW is
negotiated), and during the monitoring and evaluation of the project.

L Sdﬁwafe sustainable management and finance (includiﬁg- cost reébvery) and the
choice of technology should be part of every project Developmeat Study, and also
be addressed in the appraisal of every project submitted for funding.

Itis very lmpoﬂant that the message conveyed by these lessons be translated mto pracucal

measures during the planning, design and implementation of the project. Chapter 8 will
prowde information as to how this may be done.
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