Preparation of a Project for
Subsequent Funding

Projects must meet many requirements and expectations. However, tn accordance with the
overall purpose of the present document, the focus of Chapter 8 will be on the expectation
that the project will be able to attract funding from an ODA. Thus in the preparation of the
project attention should be given to:

u Full information about the project’s basic characteristics, taking into account the
implications arising from the different possible sources of funding.

BN 'I'he measures needed to support the project and make it s_uccessﬁxl.
o A ﬁmdmg and mplementatlon proposai
® - An assessment of the pro;ect ] expecled 1mpact and of its nsks

In Chapter 83, the pr()]ect s preparahon is dlscussed in the hght thlS strategy. Japanese and
other expenence is summarized in Chapters 8.1and 8. 2 respectlvely

8.1 Japanese Experience -
8.1.1 Master Plans and Feasibility Studies '

The centerpieces in the preparation of a project are the master plans and feasibility
studies undertaken by Consultants in the context of a Development Study.

Master plans and_ feas:blhty studies are normaily carried out in the context of JICA’s -

Development Studies. The objective is to assist the reciplent in  the adaptallon of tong-term

plans and in making investment decisions fora specific project. The objectives and the types
" of JICA’s Development Studlcs are referred to in Chapter 3 and fully explained in Annex 3.
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Master Plans

As already referred to in Chapter 5.1, master plans comprise a considerable body of
information on the sector and on the developmental aspects of projects. They may be
country-wide, regional or for a specific area. They are basic studics, often requiring extensive
investigation and research, and contain proposals for a step-wise implementation.

The preparation of master plans for environméntal sanitation will normally involve:

The collection and review of existing data and information, i.e..

The physical features of the area, ¢.g. chmate topography, geology,
communications, efc. .

Social and economic condmons and statistics; the socwl clrcumstances in the

sector of environmental sanitation.

Policies and development plans in the sector, present condltlons on-going
projects, legls]auon on sanitation.

lnsmunonal and managenal aspects, the financial condmon of ewustmg_
implementation agencies or orgamzatlons

Field surveys, €.g.:

>

Present condmons and the quanttty and qualny of waste to be dlscharged

Geology, topography, water quahty and land use in the vicinity of ex]stmg
or future disposal sites.

Public awareness concerning eavironmental sanitation. . .

Forecast of socio-economic change and future demand for sanitation. .~ . .

Identification and evaluation of issues.

Formulauon of the actual master plan e

Conﬁrmahon of the p!anmng framework mcludmg ttme honzon demand

" forecast, definition of the progranime or pro;ect area.

Setting goals énd stfatogies i:icludi'n'g tho ar}alysis o’f altéﬁiati\}es.’ o

Selection of pnonty pro;ects for step- wise impléfacniation. Consxderatxon of
the economics of alternative programmes for phaSed implementation,
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> Analysis of technical features and aspects.

> Cost eslimates aﬁd financial plan.

> Institutional, organizational and managenal aspects and needs for capacity
building.

> Operation and maintenance.

> Plans for pubhc information.

> Overall evaliation of the technical, eavironmental, financial and socio-

economic features of the plan.

> Implementation plan.

Feasibility Studies

Feasibilily studies, as already'discussed in Chapter 5.1, are undertaken to prepare specific
projects for implementation. The studxes also ldenhfy needs for addltxonal studles and
Techaical Cooperation. : : : -

Noi‘mal!y, a feasibility study invotves:

* Confirmation and/or updaiing of the master plan in terms of tlime horizon, project

areas, service levels, major project companeénts, and environmental impact.

- Supplementary studtes and investigation, as reqmred mcludmg social studlea in

accordance w:th JICA’s guidelines. -

' Prehmmary engineering desngn of the proposed facnlmes and equtpmenl

Cost estimates and a ﬁnanmal plan in accordance with the criteria of the prospechve

funding agency or agencies (not necessarily Japanese) '
Operqtlg)n and maintenance. B
Plans rf.‘Ot institutional development.

Public relations, and plans for public education.

Evaluation of the project’s features in terms of its technical, environmental, financial
and socio-economic features.
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The results of the feasibility study are normally made the subject of a seminar involving the
recipient, Japanese, and eventually other ODAs, Consultants, and the prospective
implementation agency or osganization.

8.1.2 The Approval Schemes of Japanese ODA

The approval of requests for an ODA loan or Grant Aid involves the appraisal of the
project’s technica), financial and economic, and supplementary features.

The Approval of Japanese Official Loans

When providing official loans, the ODA takes account of the economic circumstances of the
recipient country, e.g. LLDC 1o NIE. The terms of the loans are based on the economic
situation and the capacity of the country to service debts.

The approval scheme is exhibited on Figure 8.1. Its main steps include:

" Preparation of the project with financial, cconomic and environmental evaluation,
and submission of a loan request by the recipient.

a Appraisal by the Government of Japan and OECF.
s Prior notification, loan negotiation and agreement.

In order to be appraisable in the light of Japanese and, as appropriate, other ODAs’ critenia,
the feasibility study must exhibit the following (see also Annex 7.1):

) The technology of enginecring works and the supply of materials at shadow and
market prices.

n The legal aspects, management {on a self-paying basis), and the capacity of the
implementing agency or organization.

" Financial features, e.g. the FIRR, debt service, coverage ratio and the repayment
schedule.
L An evaluation of risks and uncertainties.

e B
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Project Japanese OECF Recipient Other
Cycle Gowemment Country Donors
Léan
L[]
lS__AP:R:O:F:] Requost
Sequence
of
Preparation TEmironmental
\II_ Impact
Gowemment Apg.}ra.isa! Appraisal
Mission Mission
\I, Joint
\L Appraisal
Prior Loan
Natibcation < Negetiation
Appraisal Exchangs Loan
of Notes Agreement
(E/N) A

* SAPROF = Special Assistance for Project Formation

Source: JCA

Project Japanese JICA Recipient Other
Cycle Gowemment Country Donors
Grant Aid Request]
Sequénce Basic Design
of of
Preparation Grant Aid Agreement
| ofthe
v Basic
Final Appraisal Design Oonors
by Ministry Coordination
of Foseign Affairs
Prasentation
. of Exchange
Appraisal of Notes (E/N)
/
v
Source; JICA ]Ca’ ;::" n Agresment through an
Meeting Exchange of Notes
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The Approval of Grant Aid

“The scheme for the approval of Grant Aid is shown in Figure 8.2. The main features of the
process of approval include:

= A request for Grant Aid from the recipiertt.
B Studies and the basic design.

L] Appraisal and approval.

L Detailed design and implementéti()n.

8.1.3 Linking Development Studies with Projéct-type Technical
Coope’ratien

Lmkage between the Development Studies and pro;ect type Technicat Cooperatlon
offers many advantages. : :

Project-type Technical Cooperation may extend over a long period of time, beginning often o

before the Development Study and possibly continuing beyond the lmptementatton of the
investment project itseff. This offers opportumtles for research and development as regards
tocal conditions and preferences, socio-cultural factors, the most appropnate technology,
institutional development, and generai capacity building. In some cases, project- type
Technical Cooperation may be a start-up phase of a subsequent Development Study, orit
may involve a pilot study between the preparation of a master plan and the subsequent
feasibitily study, or vice-versa. Combining the two types of Japanese ODA will often be
advantageous, especially as regards the consideration of software, as desenbed in Chapter 8.

Linking Deve!opment Stuches wnh other types of Technical Cooperatlon is very effective.
Among other things:

m  Package conlracls combmmg Projéct-type Techmcal Cooperanon with a
' Development Study may be made for Consultants :

= Tectuucal Coopcratlon may start small w1th the mtentiOn of followmg up wnth a ﬁ:ll- _
scale Development Study. ,

L] A pilot pro;eet may be underta,kcn durmg the preparahon of a master plan or
feasibility study in cases requmng capacuy bu:tdmg or institutional development
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L A mini-Development Study may be undertaken as a startup for project-type
Technical Cooperation in projects with relatively small-scale funding cooperation.

8.1.4 Manuals for the Plannihg'of Projects for Environmental
Sanitation ’

Some manuals are available for the planing of projects for enviranmental sanitation.

A considerable amount of experience has accumulated, and research been undertaken, during

‘the vast build-up of environmental sanitation in Japan since World War II. An important

‘aspect of this experience relates to the transition from traditional systems for the disposal of

‘nightsoil and graywater, through modem on-site facilities (Jokaso) and/or small-scale

‘'sewerage systems, and, ultimately, to the large-scale sewerage and sewage purification
© systems serving all the large cities of Japan today.

In the course of this transition, many socio-cultural and socio-economic, and institutional and
organizational problems, had to bé dealt with — and they are still challenging the
implementation agencics as the programme for universal coverage moves into same of the
country’s semi-urban and rural areas. Many lessons for application in the developing

" countries have been learned in coping with these problems.

Japanese {echnical and other literature covering the expesicnce abounds, although often it
is in Japanese. Two volumes have recently been published in English by the International
- Environmental Planning Center of the University of Tokyo, entiticd, “Nightsoil and Gray
Water Treatment in Japan” (sec Notes). Another publication in English is the “Manual for
_ the Introduction of Jokaso System in Developing Countries” by the Overseas Survey
Committee on Night Soil Treatment Technology Transfer. Other publications are listed in
the Notes. . - : ' , ' _ : ' '

The above-mentioned publications contain basic technicat information for the planncr and
designer. For use in Japan’s domestic programmes for environmental sanitation, they are
supplemented by a number of manuals issued by the governmental bodies responsible for the
programmgs, i.e. the Ministry of Construction and the Ministry of Health, and are intended
to guide the preparation of projects for subsequént funding from a variety of sources
available.” ; = M

- Further, JICA has issued a “Case Study foi Development Studies for Water ‘Supply,
Sewerage and Drainagé, Flood Control, Water Resources and Groundwater” {in Japanese).
The latter emphasizes the sodial background of projects, the selection of treatntent methods,
‘costs; construction, and evaluation. The former sums up five cases, i.e. Egypt, South Yemen,
Indonésia; Thailand and Peny. Both JICA and OECF have. published guidelines for
environmental impact assessment of development projects, and, specificaily, for projects for
watef supply-and environmental sanitation. The Ministry of Construction, in cooperation
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with other ministries and concemed professional organizations, has issued a Manual on
Master Planning for Sewerage and Sanitation in Developmg Countries. A guideline for
' operauon and maintenance is under preparation. The Ministry has also published a Guideline

“in 1993 on “The Application of Technologies for the Treatment of Urban Sewage in
Developing Countries” (in Japanese), which addresses integrated technologies for sewage
and drainage, both on-site and off-site. The Ministry of Health is lssumg a manual dealing
with Jokaso.

8.2 Experience of the Donor Community

8.2.1 Background

Aﬂer the Tnternational Decade a wealth of information for planmng pro;ects for
~ environmental sanitation is available and is used by the other orgamzatlons both as
regards investment pro;ects and Techm¢al Cooperatlon

Most of the ajd organizations have supported projects for environmental sanitation in the
past. All have had experience with water supply projects which are similar in nature and,
require a simifar approach. Considering that 748 million people were newly provided with
sanitation during the International Drinking Water Supply and Sanitation Decade — 1981
through 1990 — it is obvious that a wealth of experience is available in all the orgamz,at{ons
as tegards the preparauon of pchcts for subsequent ﬁmdmg '

The expenence of the Decade denves from projects of all types and S1ZES but forhmately, '
it covered both urban and rural areas, water supply and sanitation, and both hardware and -
sofiware. It involved fending institutions such as the World Bank and the regional
development banks, the organizations of the United Nations system, ‘and multi- and bifateral
Technical Cooperatmn and funding organizations. Of the total US$134 biltion that was .
invested during the Decade, 53 billion went for urban sanitation and almost 7 billion for rural .
sanitation. Of the total amount, 34% came from extemal sources of funding, the femaining

66% from the national and/or local govemmen! and from the people who themselves
beneﬁtted from the projects. : -

During the emly days of the Decade the goal oﬁen Wwas — sumply - to mcrease the number
or percentage of people having access to water supply and sanitation. In itself this was a
good objective, but it distegarded the many factoss which were discussed in Chapters 5t07.
Accordingly, many projects did not perform well, and, gradually, during the Decade, the
emphasis shifted away from just pipes and pumps. Among other things, more operational
research was undertaken and both the lending institutions and the Technical Cooperation
agencies increased their coordination so as to make the best usé of new knowledge during
the preparation of projects for subsequent funding. Some of the lending institutions added
Grant Aid to projects under certain conditions and also began to provnde Technical
Cooperation if the projects so warranted. By the same token the Technical Coopeération
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agencies added Grant Aid for construction in cases when pilot or demonstration projects
were an essential part of their cooperation. The experience of the Decade suggests that many
benefits can accrue if close cooperation takes place between Technical Cooperation, Grant
Aid and actual lending.

In a nutshell, the Decade provided a huge amount of experiencé and information — more
like what had already become available in many other dévelopment sectors. Mechanisms
have been established jointly by the Donor comsitunity and the developmg countries to keep
this experience up-to-date and to undertake needed research, and, also, to teanslate i it into
~ actual project design. These tasks have been undertaken, respectively, by bodies such as the
Water and Sanitation Collaboranve Council and the UNDP/Wor!d Bank Water and
- Sanitation Progran‘une

8.2.2 Are There Any Guidelines?

7 No gu:delmes have been wntten for usmg this mformanon for the preparauon of
- projects for subsequent funding. The other orgamzatxons rely on the expertise of
their technical staﬁ‘ and the experience of the recipients.

However, most of the other orgamzahons have issued guidelines or instructions

' setting out the scope and depth of the appraisal reports that they requite prior to the
approval of a loan or of Grant Aid. The best sources of guldance for project
development are these instructions for appralsal

Has all this experience been wntten up for use m the preparatlon of pro;ects for subsequent
ﬁmdmg? Usuwally not. : S , N

The other aid orgamzatlons will insist that the quahly ofa pmject prepared for subsequent
* funding depends, in the first place, on the quahty of the prior negotiations between the
exteral support organization and the recipient, on the one hand; and, on the other hand, on
‘the experience of the recipient and the quality of the Consultants. No written document, so
the othér organizations assert, can be a substitute for this — because no project resembles
~another with respet- to its technical needs and its socio-¢conomic and culiural
circumstances. The other organizations prefer to rely on the competence and experience of
their own technical staff for the fom}ahon —in coc)perauon with the recnplems — of taﬂor-
made projects. : : : -

" Risnot su;pnsmg therefore lhat the other aid organizations have not published guidelines
or manuals for project preparation. The notable exception is the Project Preparation
" Handbook pubhshed by the World Bank in 1983 as part of the UNDP/World Bank Wates
and Sanitation Project. It ¢onsists’of three volumes published i in the World Bank Technical
Papers Nos. 12, 13, and 14. Another, though moré limited, example is the “Desiga
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Guidelines for Simplified Sewerage”, also Published by UNDP and the World Back, in 1994,
as part of their joint programme. The publication mainly covers the technical features of the
design, and only a few of the other aspects of project preparation.

The other organizations have published the resulis of their research on many of the specific
subjects encompassed by ¢nvironmental sanitation, and the most pertinent of these
publications are listed in the Notes at the end of each sub-chapter. The other organizations
have also published project experience and case studics, although neither these case studies
nor the research findings constilute formal guidetines for project preparation. Projects nust
be tailor-made on the basis of field investigations and studies carried out by the Consuitants
unider contract for the preparation of a project, and the Consultants are selected on the basis
of their experience and professional record, and are given detailed TOR rather than manuals
to be the basis of their work. '

However, most of the other organizations have issued guidelines or instructions setling out
the scope and depth of the appraisal reports that they require prior to the approval of a loan
or of Grant Aid. Some of these instructions have been summarized in Annex 6. They indicate
‘clearly how the staff of these organizations will appraise the projects prepared by the
recipients and the Consultants. Naturally therefore, the best sourees of guidance for project
‘development are these instructions for appraisal. Most of the instructions are made widely -
available and are used as reference points when the TOR for the Consultants ate prepared, -
and when Consultants are briefed prior to the commencement of their work.

8.2.3 Projocts Must Be Appraisable

Feasibility studies required by other organizations have expanded in scope and have
become more complex and diversified for all investment projects. In the case of ~
Grant Aid, however, the requirements for appraisal are scaled down to save time and
money. Software factors, technology, sustainable management and finance remain
predominant criteria in any appraisal. -~~~ - : R :

In thé reiluire_ments for appraisal iepbns, the othe'r- aid érga,niz’aﬁohé i;sé’é faiﬂy ﬁpiform
approach to projects for eavironmental sanitation (and water supply). .

Feasibility Studies for Investment Projects

For projects requiring investment in terms of either a toan or Grant Aid, feasibility studies
are required. In the past, the studies mainly served the purposes of estimating the costs,
establishing the basis for subsequent implementation and the preparation of tender
documents, financial forecasting, and institutional strengthening. This has changed

considerably; the studies have become more complex and diversified. .- - - o
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In accordance with the experience described in Chapters $ through 7, today many additional
investigations must be carried out in the course of the feasibility studies, ¢.g.: '

» proof that the scheme fulfills overall development goals;

u proof that sector-specific objectives can be attained;

w establishnient of realistic time horizons of — often — not more than five to ten years
) hence; o :

L cross-finkages with water resources development and other relevant sectors, i.e.

health, housing, infrastructure and regional development;

L assessment of users’ benefits,
u measures to ensure sus_tainabiiily of the project, e.g..
- » good management;
- » financial sustainabitity, including cost recove'ry-and USer-s’ pariif:ipation;
“» . operation and maiﬁtenance; and |
. technological acceptance and appropriateness;
m full ﬁi_lahciﬁ! planning; |
C - institu_tional prop_osa_ls_, empowerment and pénicip-aiibn;
o potential for private sector p'anicii)a‘tion, and |
e - protection of the environment.

From the foregoing, it can be seen that there is a need for a whole gamut of special studies
to be undertaken in order to address existing gaps. The other organizations do not, therefore,
impose planning models or checklists upon the Consultants. They all insist that professional
qualifications and experience ¢annot be replaced by miodels or manuals. =

The Case of Grant Aid
_ Inthe case of Grant Aid for investment, the requirements may bé rel axed for several reasons,
* suchas (i) the amount of funds involved is comparatively small and may not warrant a very

expensive feasibility study, and (ii) the time available for planning is normally much shorter
than in the case of a loan and this will call for shorteuts. Nevertheless, the information
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required for the appraisal of Grant Aid for investment projects is the same as that shown
above, although the depth and detail of the information may be less.

Software Factors

Increasing attention to “software” is apparent in the programmes of all of the other aid
organizations. Neglect of human considerations has been, shown to have seriously
compromised too many projects in the past. First, fast and in the middle — every single
aspect of water and sanitation has to do with people. Their needs and atlitudes and abilities
cannot be omitted from any calculation, In many cases, therefore, supplementary studies and
proposals now are required before the project can be approved. Participatory planning is
emphasized as a good way of “getting it right”. : ' '

Sustainabie Management and Finance

Sustainability has become a concem of all other organizations, although they may use
different terminology. Au interactive mesh of activities, many of them closely concerned with
software once more; are now considered necessary in the planning process. Factors
addressed in the process include institutional and managerial measures, the costs and
financing, and the choice of technology — all treated as a closely interrelated system — as
has been described already in Chapter 7. '

There is wide agreement among the -othcr- aid 6rgénizaﬁons with regard to the need for good
management, and also on the following specific requirements that must be addressed by the
planner during the preparation of the project: ' -

L Devolution, accompanied by Vsupportr t'o;thé locai level from highéf levels of
government, if needed. S o : '

] Involvement of the beneficiaries.

- Sound fiscal policies at government tevel, matched by cost ré’cqv_ery based onan
assessment of the willingness and ability of the beneficiaries to pay. . -

® Sound managerial procedures accompanied by human resources development
emphasizing operation and maintenance, and monitoring and surveillance.

m  Participation of the private sector, as appropriate.
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8.2.4 Choice of Technology and Its Funding Implications

On-site sanitation and low-cost sewerage are aobépled as valid alteratives for semi- 7
and peri-urban and rural areas; however, a gencral sirategy for the funding of on-site
disposal is not available yet. -

Choice of techno!ogy has become a major pre- occupahon of all of thé other organizations.

They share the view that when makmg this choice, consideration of the present level of
information and future educational capacity of the user is a must, and that a careful balance
of the costs versus the vnllmgness and ablhly of the consumer to pay must be achieved. By
the same token, local O&M of systems is greatly favored There is wide agreement that the
capital-intensive high-tech technology applied in the industrial countsies for off-site
environmeéntal sanitation is not the preferred option for most situations in the developing
countries. Increasmgly, low-cost and appropriate technologies are used in the programmes
of the other organizations — such as:

B Low-cost sewer systems for the collection and treatment of hoﬁseho!drwastewater,
= On-site technologies for nightsoi! and graywater collection and treatment, and
®  ° Recovery and re-cycling.

While these technologies are substantially different from each other, the distinctions between
them do not imply that only one or the other would be the ‘prescnbed” solution for a
- specific situation at all times. As in the industrial world, quantum ¢hanges in technology are
also expec!ed in the developmg world, in tune with the progress of development

So far, no clear-cut policy has yet emerged with regard to two basic questions posed by
these technologios:

y - l\ibdcls _

What is the best model for makmg low-cost and on-site ¢nvironmeéntal sanitation fundable,
: espeaally in the case of on-site dlsposal in peri-urban and rural areas and when it involves
a large degree of private ownershjp of the latrines or other on-site equipment? Soveral
nodels have been researched: ¢.8. (i) c0mbm1ng sanitation with dnnkmg water suppIy and
- taking advantage of the institutional settmg normally available or proposed for the water
supply component, and (i) cceatmg a credit bank or union or similar mechanism which can
act as the recipient and fund managef, and which lends funds to the private owner, based on
~an apphcat:on which rmay be scrunmzed by a local govemmenta! or nongovemmental

institution. These models are deseribed in the Case Studies of Annex 8, especially those
- dealmg with prOJects in India and Lesotho. Théy require careful analysts and they may
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" involve long-term preparatory activilies and support measures which need to be undertaken
before a furiding decision can be taken. By a large measure, at this stage Grant Aid is the
most suitable option for funding; fundiag by ODA loans under suitable conditions is still an
open question. The experience available so far points to the following:

" A research or pilot project may be undertaken with & view to investigating
technological options promoting the programme and " explaining -it “during
informational and educational campaigns.

L During the pilot project, the buitdup of a community gtrupmté is desirable to
advocate, supervise and monitor both the pilot project and the full-scale project or
programme.. This may involve local government or nongovemmental structures.

& As part of the foregoing, the project should provide training to local governnient
staff, who will then train and provide technical advice to the comnunity’s responsible
officials, ¢.g. sanitary staff of the local health infrastructure, and extension workers.

L] Promote, support and license, as appr-dpriat'e,: private sector ﬁaﬂicipétic‘m, e.g. local
production and construction of the facilities. '

m  Provide ODA funding during several years of operation.

®  Assure the full support of the project by regional and/or central gbvérhme"ﬂt in terms
of policy, legal requirements, financial backup and guaranties, participation in the
promotion, supervision and monitoring of the project, technical backup and advice,
and financial input during the initial phase. o

m  Following the pilot operation, it is important to create a critical mass for the full-
scale project, i.¢. aim at an area-wide district, regional or even national coverage by
the project. ) - ' :

{2) Mixes

In choosing the technology, not just one option might be considered for a specific project
area, but rather the best “mix” — so as to address the needs and potentials of the different
areas and/or population groups within the project area. On the one hand, infrastructural
‘Tequirements, land use, building codes and public health needs will (or may) vary greatly
from section Lo section of the project area. On the other hand, the population may be mix¢d,
including wealthy peopte, demanding and paying for a traditional sewérage system, the fringe
populations depending on on-site and on-plot systems, and the people living in between who
“are able to afford a simple system of sewers (these might be connected to the central system
or otherwise discharge into an opén water or groundwater with of without prior (reatment).
Further, the situation is very fluid in many of the developing countries, and the “right” and
affordable technology may change quickly; this will pose a special challenge to the plariner
(séc also “Time Horizons” in Chapter 83.4). . .~~~ - . .
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8.3 Discussion

A pnma.ry goal in the preparatlon ofa pro;ect is its eventual approval by the ﬁmdmg agency
or agencies - not easy, because of the many requirements which thesc agencies do need to
have fulfilled. The present chapter describes how a project should be specifically designed
to fulfill just such needs.

A oompansdh of the information summarized in Chapters 8.1 and 8.2 demonstrates that the
experience accumulated i in Japancsc overseas cooperation for environmental sanitation talfies
with that of the other aid orgamzahons in many respects. However, there are also differences
as regards on the one hand, details and depth and, on the other hand, principles and
emphasis. This is not the place to assess the differences. Still, it may be concluded that
lessons can be learned both ways. It is deemed appropriate to capitalize on the experience
of all ODAs, and to undertake to keep the following Discussion as broad as possible.

8.3.1 Implications of the Source of Funding

Not ali sources of funding can be tapped for all types of systems for emnronmental :
- sanilation. A realistic appraisal of the constraints posed by the fundmg sources is an
- “important step in the preparation of a project. The sources may be ODA loans,
" Grant Aid or Technical Cooperation Funds, or a combination. The projects
" discussed here are principally investment projects and those supporlmg measures
: nceded to make them successﬁjl ' :

Considerable differences will exist with respect (o the funding of investment projects, i.e.
fundmg through loans, Grant Aid, or a mix of the two. The potential for cost recovery
varies, according to the ablhty and willingness of the target group(s) to pay for the service,
- and will be a major factor in designing the most feasible funding scheme. This also has
1mpo;tant technologtcal implications, accordmg to t‘ne following rules of thumb:

m. For central urban areas, a relatwely h:gh -tech sewerage system wnth h;gh degree
. sewage trealment prior to the discharge of the effluent into the sea or a river, of its
. > ré-use, may be feasible. Thus, projects for such arcas are likely to be off- site systems
-1 witha strong operating agcncy and a favorable economy of scale. Therefore, cven

. though they are capital- -intensive, they are more easily financed because people are

- able and willing to pay for the semce and banks are basxcally ready to make loans.

n In contrast, projects for rural and many pen—urban areas are hkely to be low-cost

-+ sewerage Of on-site facnhues and must be designed taking into account (i) the ability
- of lhe beneﬁc;anes to pay very little, and (ji) the paramount problem of making a
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sustainable arrangement for operation and management at reasonable cost to the
owner of an on-site facility. Such projects are not usually attractive to banks because
they often involve a very large number of individual latrines of septic or - other tanks
which can be funded more easily through Grant Aid. If this is not available, their
funding will depend on innovative managerial and ﬁnancral schemes in OIder to make
them sustainable ancl ‘bankable” :

o An intermediate situation may exist in some semi-urban areas where low-cost
sewerage systems may be feasible. In such cases, funding agencies will not riced to
- deal with a large number of individual hardware components but will, nevertheless,
need to adapt to beneficiaries who can pay only limited amounts of money.
Accordingly, funding by banks or Grant Ard is more feasrble than in the case of on-

site sanitation.

w  In consrdenng the above rules of thumb, ALL costs must be considered, i.e: the cost
* of capital investment, costs of operation and maintenance, and the replacement and
improvement costs. The sum of all costs should be measused up to the ability of the
beneficiaries to pay, and also to the policy regarding “who pays” and “who not”,
especially if there is a policy regarding the distribution of the costs among the
different segments of population. Consideration of all these factors may or may not
favour a technology which ordma.nly would be “ruled out” on the basis of its capital
costs alone.- A further case in pomt is the reduction of the costs to low-income
people if foreign G’rant Aid is ayailable to render the costs of construction
nontepayable. In this case, the costs of off-site sanitation may indeed be lower than
~ would those of an on-site syatem which the owner would have to install and maintain
totally at his own expense.

u In either toans or Grant Aid, the principles of effectiveness and sustainability are the
same, and the preparation of projects must involve consideration of all relevant
f'actors This is particularly important in the case of projects for environmental
sanitation, which, more than many other types of pl‘OjeclS are affected by social,
economi¢ and cultural factors, by the degree of participation, by the problems
associated with operatron and maintenance, and by the chorce of technology

Techmcal Cooperalron funds are drﬂ‘erent and are 1ntended to ﬁnance preparatory andlor
supporting measures, or “software’. In most cases, they are funded through grant money,
and include the dispatch of experts, training, the provision of equipment, investigations,
public relations, health education, efc. Thus, Technical Cooperation funds may be an
important component in the total funding of a project, and their availability and best use
should be carefully explored during the negotiation of the SOW and during the Project Study
itself. Unlike ODA loans and Grant Aid for irivestment projec(s, Technical Cooperation
Funds can be approved and allocated within a relatively shost time. They ar¢ also more
ﬂexsble in response to changmg conditions in ihe pro;ect ) :

Projects for enwronmental sanitation always harbor nsk of delays and unforeseen eveats -
caused primarily by their social dimension. When'a Project Study is uindertaken and when
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the project is implemented, flexibility and contingency allocations are important and should
always be agréed upon during the negotiation of the SOW. Consideration should also be
given to the following:

a All projects for environmental sanitation will need Technical Cooperation funds for
dealing with software matters. For on-site sanitation, Technical Cooperation will
differ in both quantity and quatity from that in the case of off-site projects. As a rute
of thumb, projects for on-site sanitation will in most cases not only require more
funds for Technical Cooperation, but also for a longer time and involving a more
interdisciplinary approach than off-site projects.

» Many projects for emnron'rnerlta! sanitation involve a research and/or pilot
component for which Te¢hnical Cooperation funds should be the best source of
funding.

» Because of their early availability, Technical Cooperation funds should always be

- used to involve the potentlal funding agency or agencies, with the view of shaping

- the project itself and its environment, and for ceeating conditions whrch will ensure
subsequent funding of the project.

- Technical Cooperat:on and the Project Study itself, offers opportunities for joint
activities with other Technical Cooperauon agencies. Such opportunities should be
exploited with a view to capturing the widest possible gamut of experience in the
donor community and to promote ﬁmdmg through ODA loans or Grant Aid.

Figure 3.3 outlines an a¥g0nthm relatmg systems technology to the potential sources of
funding. If a traditional sewage system is feasible, at least the hardware component of the
project has the potential of qualifying for an ODA foan. Some of the soflware components
‘may involve Technical Cooperation, and some may become pad of the loan, depending on
_ _lhe crrcumstanccs of the project. :

Ifa traditional sewerage system is ot possrb!e an on- srte or low-cost sewerage solutron
'must be, sought Even then, at least some part of the hardware may qualify for a loan,
' fwhereas the rest (hardware and soﬂware) may reqmre Grant Aid and/or Technical
'_Cooperahon If an ODA loan is not feasible for the project in its entrrety, a combination of
Grant Aid and Technical Coopération would be sought for the project — probably focusing
_hardware on Grant Aid and software on Technical Cooperation.

‘A specral case s would be when some of the hardware could quahfy for an ODA loan if it were
‘combined with cither a l.rad:trona] sewetaoe prOJect or with some other type of project, such
‘as for. water supply A case in pOmt mlght be the hardware component of a low-cost
sev.erage system am:llor an on-sife system fora semi-urban area which might be combined
with the sewerage system for the central aréa of the town, Another case could be a system’
-~ for on-site sanitation for a rural area if combined with a water-supply project that is ﬁmded
through a loan. '
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8.3.2 General Approach to the Preparation of a Project

Preparalion of a project involves studies and investigations, engineering design, the
actual project proposal, a logframe analysis, and project-support measures.

The actual project proposal will in most cases be based on preliminary engineering
studies and design. When Grant Aid is involved, implementation design may be
substituted so as to save time and money. But many other studies and investigations
are also necded.

As discussed in Chapters 8.3.4 through 9, the actual project proposal will include
information on — at least — basic project features, project-support measures, the
cosls and tinancial aspect of the project, implementation, expected impact and risks
involved, and the implementation agency or organization. It will also analyze the
project in light of the general conditions in the country and the sector.
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The Principle

It should now be clear that all projects must be tailor-made; i e, for each project, a ditlerent set
of conditions must be met. Al parties involved must be fully aware of the implications thereof
i.e. the recipient, the beneficiaries, the international or bilateral ODA, the Consultants, and the
public whose taxes fucl the whole process.

It goes without saying that the studies and investigations which will be undertaken to prepare
the project must also be tailor-made. Fach study will be different, involve diterent
investigations and arrive at different conclusions. The scheme presented in Figure 8.2 is only a
generalized presentation of the preparation of the project, and should not therefore be followed
blindly. The figure is intended (i) to exhibit the interrelated and interactive elements which will
bring the project to fiuition and (i) to provide guidance for the planning and design of the
investigations and supporting measurcs which are required to make the projoct appraisable and
successful.
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Figure 8.4 exhibits the following:

The project _ ,
proposed (center) " this will be the actdal projéét proposal.
Investigations (left) the investigations undertaken dunng the preparatlon of the
project. They may be technical, scc10-ec0n0nnc and socio-
cultural, ma.nagenal, and mstltuhonal The hstmg in Figure 8.4
is not a prescription for any specific prolect, since each Project
Study must be tailor-made, as pointed out before. But it
indicates the wide range of subjects whlch the Consultants
" may need to study. _
Project Support The project-suppon measures will normally be planned
Measures (right) during the preparation of the project. However,

implementation may take place prior to or during the
: appralsalfunplementahon of the project as will be discussed
in Chapler 83.5.

Studies and lnvéstigation
(1)  Engi neering

Engmccnng studies are the backbo:\e of every pro;ect for enwronmental samtatmn Ifan

ODA loan is involved, prelmunary engineering studies and design are undertaken as part of

the Project Study. The scope and depth of such studies and design are well known and need

not be repeated here in detail. Suffice it to say that they involve a wide gamut of field studies

and investigations, as well as oﬁlce studies and analyses whlch must be clearly descnbed in
the TOR : :

In contrast, time and money is oﬂen limited when projects’ recemng Grant Axd are pianned
and designed. In such cases, the stage of preliminary “engineering may be severely
compressed, even eliminated, and instead implementation -(final) enginecring will be
undertaken and tender documents prepared The Consultants responsible for the engineering
must nevertheless address and investigate the same variables listed below for prehmmary
engincering, although in considerably less detail. The TOR must make this clear.

The scope and depth of the engineering studles wnll vary with the technology apphed For
high-tech water-borne sewerage systems and treatment works, ﬁjlly fledged engmeenng
studies are required. On the other ¢end of the spectrum, the engineering of latrings is
rudimentary but, nevertheless, investigations into several aspects should be carried out, ¢.8.
the choice of the type of latrine, soil characteristics, the problem of groundwater protéction,
- the standardization of parts, and construction methods. If septic or other tanks are required,
engincering will focus on the same problems and in addition deal with prefabndatlon of tanks

and other paits, operation and maintenance, including destudging and the disposal of sludge.
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For low-cost or small-bore sewerage engineering must deal with many of the aspects
covered in the case of off-site systems but pay particular attention to their special hydrautic
characteristics, accessibility in crowded and narcow selitements during construction,
maintenance requirements, house connections, and the protection of the sewers against
vandalism.

The following presentation intends to summarize the points made above as regards
enginecring studies. Annex 4 provides further information on the choice of technology.

_ * Type of Engineering Design
- Loan for:

- Traditional sewerage system Fully fledged preliminary engineering
- Low-cost sewerage system Fully fledged preliminary engineering
- On-site systems ' : lmplementatiod design- with -
' N standardized technologies, if
appropriate
Grant Aid for:
- Low-cost s¢weragé system - -~ Reduced preliminary engineering and/or
implemeniation design
- - Onsite systems | _ Imlﬁlenlentatlon design with
o standardized techno!ogles if -
appropriate
{2) ~ Other

In Chapters 8.3.5 to 8.3.9, many sub;ects are discussed requiring studies and investigation.
Many of these will be non-engineering, i.¢. socio-economic, sotiocultural, financial and
fiscal, managerial, institutional, ef¢c. All parties in a project are challenged to identify the
specific studies and investigations reqmred and to plan and implement them — always with
the active participation of the recipients and often including the beneficiaries. No general
guideline can be established as to the subjects to be dealt with, nor as to the depth or
~ methods of investigation. Each case must be tailor-made, as was pointed out before.
Chapters 8.3.5 through 8.3.9 arc intended to provide some overall information, and the
. Notes at the end of each chapter (and Annexes 5 and 6) include the most 1mportam
'pubhcauons of the extenswe hterature covenng these matters

| Projécun'formaﬂon

In Chapters 8. 3 4 through 9, the range of mformatlon that the actual project proposal should
cover is discussed, i.¢. the basnc features of the project, project-support measures, costs and
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the economic and financial aspects — including a proposal for the project’s funding —
implementation, the expected impact of the project, and the risks involved. The information
should also demonsirate the compatibility of the project with the situation of the country and
sector.

8.3.3 Compatibility with Situation of the Country and Sector

During the preparation of projects for environmental sanitation, the compatibility of
the project with the overalt situation and development trends i in the country shculd
be analyzed.

Every pro;ecl should be based on information regarding the exnstmg sector
developmient policy.

Avoid plannmg and desngmng a pro;ect on the basis of expatriate criteria and
perceptions.

Compatibllity with the Situation in the Country

Chapter 4 stipulates that the project must be compatible with the country’s economy,
problems, policies and - priorities. This may relfate to financial and economic policy,
governance, parlicipation and commumty management, women and the role of the private
sector — all of which bear heavily on projects for environmental sanitation. It must further
be compatible with current development plans and their priorities and with the constramts
encountered in their achievement, as well as wnth priorities for ODA cooperation.

The primary purpose in this respect is to set out clear objectives and operationat approaches,
and to enable an assessment of how and to what degree the proposed project relates to and
contributes to the items listed. Thus, not all of the information needs to be in great detail, but
it must be assembled early in the planning process. For Grant Aid projects, the information
may be brief indeed but is nevertheless important. Whenever quantitative inforntation is not
available, thJs should so be stated, and quahtatwe statements presented.

-Companbmty w:th fha Situation In the Sector

Many countries and most of the donor agencnes recogmze envi ronmemal samtatlon asa ﬁeld
for priority action and, accordingly, have undertaken sector studiés and established sector
policy, both for nationa! action and ODA cooperation. Most of the studies and poticy deal
with both water supply and sanitation and often also relate to other sectors e.f. water
resources, health, housmg, urban and/or mrai develc:pment
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Sector policy and development, and local ¢conditions and needs, are among the parameters
that must guide project planning and design. They must be studied carefislly so as to avoid
the project being planned and designed on the basis of expatriate criteria and perceptions.
The parameters may include but are not limited to:

- Actual conditions and shortfalls in the sector:

> Coverage by environmentat sanitation on a per capita or arca-wide basis;
> Unserved and/or undefserved popu]ation, its charactefistics and distribution;
> Type and physwal conditions of enstmg systems and their opcratlon and

‘maintenance; and
> Management and institutions.

Retated conditions and problems:

> Public health;

> Environmental conditions or standards to be met;

> Water resources; and
> Geology and hydrogeolagy.

Existing sector priorities and programmes, and timeframes for action: . :

»  Projects already identified or under way in the area, and theis timeframes;
»  Targel groups; and
»  Other ODA activities in the area.

Potentials and capacity in the sector:

> The potenttal ablluy to pay, to assume functions in operauon and

maintenance, and for pamcnpatlon

" »  Resources available at the household, commumty and govemmentai levels
. and. - : _
> Local management capaclty and management support from hngher levels.

N Common constramls in the sector
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v

Funds avaitable for capital investment and for operation and maintenance;

Institulions and management; -

v

Cost recovery; and

¥

L4

Participation, management at the community and/or household levels.
L Sector principles:
’ Use of the most “appropriate” technology;

> Integration with water supply, hygiene education and environmental
protection; and

» - Coordination with other scctors.
a  Policies:
> Government versus co-mmunity funding;
> Goverament ver.s1g§ community ménagéménf; and
> _ Cost recovery.

8.3.4 The Basic Project Features

The basic project features will cover 11 items, at leasl i.e. problems analysus ,
demand forecast, the beneficiaries, alternatives, tine horizon, choice of technology,
service levels, design standards, management, operatzon and mamtenanoe and
parhclpanon

Probfem Analysis

" The problem analys&s will give answers to a wide ganiut of quéstions regarding the technical,
socio-economic and socio-cultural conditions which the project will specificaily address.

The current status of environmental sanitation in the pro;ect area should be analyzed
together with the consequences arising therefrom, e.g. the impact on individual and public
health, convenience, the environment, watet-resources development, pollution of surface and
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g_roirrldwétér, the potential for social a_hd,écr_)ndmic development, infrastructure in the area,
and — specifically — the impact on women and children.

The analysis should further cover the factors which may constrain the project, such as lack
of awareness on the part of the beneficiaries of the benefits of the project, their ability and
‘willingness to pay for it and to undertake operation and maintenance of facitities, the
suitability of different technologies, community institutional aspects and organizational
- shortcomings, the existing legal framework regarding water resources and the environment,
the availability of land, geology and hydrogeology, the capacity of su irface, groundwater or
océan for the drsposa] of‘ effluent-or nightsoil, and potentlals for the re-use of treated
effuent.

Other problems to be analyzed include the avarlablhty of resources of all kinds, the role of
the private sector in the arca, and govermment and community structures and their
mterachons in the planning, implementatron and maintenance of public works systems

‘Demand Forecasts -

The demand forécasts should be undertaken in terms of both the number of people in need

- “of seivices and the amount of wastewater and residues to be expected. Consideration should

be given to the actual ava.dabrhty of water supply in the area, the costs of sanitation and other

local factors. Bstimates should not be made by using standard figures, as is often done by

_ expatnate Consultan!s Forecasts for water-supply demand in the area should be taken into
'account or rf not avarlab!e appmxrmated as part of the demand analysrs

The forecasts should also consider the influence on future sanitation demands of potential
- socio- economid developments in the area, technology, alternative service levels, project
costs, the recurrent costs for operation and mamtenance and local traditions and
perceptlons —

The Beneficiaries

The target group or groups should be described in a historical, current and ﬁlture
perspectwe Why was this population selected? How can demography be interpreted? What
aré the socio-econonic and sociocultural charadteristics? Are there any commercial,
mdustna] and/or agricultural users who will benefit from the project (and might their necds
pose any problems)? Which public utitities exist or may be built in the future? Which
particutar aspects relating to woraen and ¢hildren muist be taken into account? What is the
income level and distribution? How ‘much can people pay for sanitation within their own
budgets? Are lhey ready to assumne ownership? What aré their perceptrons with regard to
énvironniental sanitation and how would different service ievels and their respechve costs
affect their willingness 16 pay? What is the best arrangément for ensuring their pamcrpanon
in the plannmg, implementation, ﬁmdmg and operation and maintenance of services such as
envrronmental sanitation, and what can be predicted in that respect?
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Many of these questions cannot be answered without a thorough knowledge and deep
understanding of the people in the community. Thus, expatriate Consultants will definitely
nced the cooperation of locat Consultants.

Anematlvés

Tn the investigation of altemauve pro;ect des:gns it is not sufficient to consnder physncal
topographic and financial paramelers alone, as is custOmary in the planning of projects in
many other sectors. Considerable weight must be given to the variables which impact on the
performance of the project, its operation and maintenance and, ultimately, sustainabifity.
These variables have been discussed in Chapters 5 through 7.

Techno]cgy will be of pnmarj lmportance in mvest:gatmg alternatwes because of the
fundamental differences between a traditional sewerage system {off-site disposal), the on-site
disposal of graywater and nightsoil, and low-cost sewerage systems — of, pcrhaps a
combination. As pomtcd out in Chapter 4, on-site disposat is a valid alternative for
environmental sanitation in many situations and is now considéred a valid approach for
Japanese ODA, provided that suitable financial and Operauonal arrangemenis ¢an be made
— especially in rural and semi-and peri-urban areas. It is less ¢ostly on a per-capita basis
,than off-site systems. Off-site sanitation will continue to be a vatid alternative, but it requires
more capital investment per capita and is suitable mainly for centrai urban areas serving an
economically better-off population. A combmauon of the two may be practrcal under certain
conditions, especna]ly for pen-urban areas, as exemplified in Annex 4. Whenever population
density allows, especialty in semi- -urban low-income areas, the introduction of small-bore
sewcerage may be feasible, especially if combined with a traditional sewerage system and/or
gcnume on-snte disposal. : : : .

In presenlmg aitematlve solutlons not only th€11' teclnucal and ﬁnam:tal charactenstlcs must
be analyzed Consider also the options regarding their management, with its soci¢-economic
and socio-cultural tmpllcauons and the problems to be expected in operation and
maintenance, and, ultimately, in sustainability.

Time Horizons

Unless this matter has already bec:n dec:ded in the Wntext of prehmmary negonations
between the recipient and the external support agency, the time horizons for projects in
environmental sanitation should be amalyzed on the basis of water supply development plans
demand forecasts, the likely utban or rural deveIOpment infrastructure requlrements and
other related [‘actors lmportant considerations aré (i) the rapad changes inurban and town
planning, and in the demography of developing countries, and (i) the likelihood of transitions

from one tuclmology to another as these changes occur, i.c. fron on-site d:sposal to low—cost
sewerage and from there onwards to a fully fledged sewerage system : ,
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“Time horizons are also important considerations i in the design of facilities for treatment of
sewage prior to its dsscharge — into a body of water, into the surface groundwater or sea
- or, alternatively, prior to thé re-use of treated effluent. In few cases should it be expected

- that a very high degree of sewage trealment must be attained in one step. Rather, the step-
wise achievement of advance treatment will be the rule rather than the exception — in
keeping with the step-wise lmplementatlon of the s sewerage sys!em 1tself and in line with the
gradual development of the institutional capacity for the operation of the sewage wotks. In
other words, both the capacity and the degree of treatment of the sewage should be carefully
phased.

Special study is needed as to how soon the circumstances of the projects might undergo
changes such as those referred to above. Accordingly, the timing of investment and/or the
economics of deferring investment to a later stage shoutd be studied and assessed on that
basis. : :

The time horizon of sanitation projects may be relatively short, and interim solutions may be
~ fully aceeptable. The teaditional approach in the industrial countries of planning sewerage

systems for 20 and more years is clearly not recommended, especaally in semi- and pen-
urban sntuatlons :

The Choice of rechnorogy

The chome of technology is presented as a perennial challenge throughOut 108t chapters of
the present pubhcauon ‘and will not be reviewed in detail in the current Chapter. Tt suffices
to recalt that the actual project proposal should contam convincing mformatlon that :he
technology or technologies proposed are suitable aﬂer a careful study

The lmphcatlons of ﬁmdmg should not be considered the dom:natmg factor in the planning
‘of a project for environmental sanitation. However, when a project is prepared for
subsequent funding by an ODA, the information of Chapter 8.3.1 needs to be paid very
spema! altention mth regard to the choice of technology, asdo the followmg consnderanons

‘m Loans must be repaid, and the lending institutions insist on deahng witha borrower

" - who can énsute good technical and fiscal management as weli as the project’s

' sustamabihty Systems using ofF-site technology can meet these réquirements more

“easily than on-site systems for whnch it may be difficult to 1denhﬁ{ a smtable
'”'bo;rower ’ _- T

o H0use connections 10 off-site systems have been funded by ODA toans although
- uftimately they are the responsibitify of the beneficiaries. Since off-site systeins
‘always have an identifiable borrower, the funding of house connections can be
~arranged through that botrower to the satisfaction of the lending institution. In

* ¢ontrast, in the case of on-site systents, thé funding of the individual latrine or septic

tank should always be oonsndered the responsibility’ of the beneficiaries; yet
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expericnce has shown that, often, the beneficiaries are unable to raise the capital,
considering that this may cqual the family’s income of one month or éven more;
consequently, a number of nodels have been explored recently for providing capital
loans to such famities as well (see 8.3.1).

. In the case of Grant Aid, the finding of house connections and on-site systenis is less
difficult. However, the Consultants must present a techno!ogy whlch is neverlheleas
ﬁnanually sound and sustainable. :

Service Levels and Design Sfandards

The differences between the quality of the service of off-site versus on-site systems are
obvious. Yet, within each of these two alternatives there is latitude for choosing service
levels, and the flexibility is slill greater in the case of transitional systems. The range of
available service levels should be investigated and assessed in each case in terms of their
cost, operation and maintenance requirements, the achual and future water supply,
environmental protection and social acceptability.

Once the demswn on service levels has been taken desngn slandards shou!d be eslabhshed
and justified in the pro;ect proposal. The inflexible adoption of standards such as are
published in many texts is not to be recommended. Many local factors need to be considered, -
e.g. the cost, locallon, depth and hydraulxc characteristics of sewers and their minimum
diameter and gradient under the conditions and expected changes in the project area, the .
type, locat availability and/or producnon of materials and appurtenances tocal methods of -
construction, the likelihood and consequences of inadequate operation and maintenance, the
frequency and intensity of storms and flaods, the likelihood of garbage and refuse being
thrown into sewers, access of people, access of ammals the breeding of disease vectors and
the propagation of other agents of disease.

A spemal casc is the sLandard for the disbosa! of effluent from both -on-sitc and oﬁ‘-silé- éyétems:

. On-site systems can meet only relatwely tow standards rehably uniess hlgh—tech
design is applied, and operation and maintenance are of a hlgh standard and
monitored regularly (as is the case with some high-tech Japanese Joktlso) The
potenhal pollution of underground water and nearby wells for water supply are
genuine problcms in all developing countries and must be studled carefuliy

s Off-site sewage treatment can meet almost any eﬂ]uent standard theorettcally, but

in order to operate reliably and at reasonable costs the standards must be adapted to

. “environmental requirements and the ability of the _operator to ensure_the proper

ﬁmctlomng of the trealment plant High-tech treatmient processes are not normally

recommended for developing countries because of their cost in foreign cuirency,

~ frequent breakdowns, difficulties encountered in replacmg malfunct:omng equipment

and purchasing spare parts. Altérnative technologies are available, and should be
;nvesngated e.g. oxidation ponds and lagooning (see Annex 4). .
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If the re-use of treated eflluent is proposed, strict adherence to the standards
recommended by WHO for the safeguardmg of public health and/or the environment
should be considered obligatory. -

Management: the Implementation Agency or Organization

- The management of the proposed project is inexiricably finked with governmental and

community structures and capacity and managerial éxpertise should be carefully researched
and fostered. In few cases will it be possible merely to base the project’s management on
what exists. Therefore, management will also be among the prOJeet-support measures
discussed in Chapter 8.3.5. What follows are selected items requiring information and
assessment when a project for environmental sanitation is presented for subsequent funding;
other items should be added as appropriate:

The distribution of functions and capacity between the agency or organization, on
the one hand, and the different levels of govemment, the community,
nongovernmental organizations, and the beneficiaries, on the other hand; and a

' strategy for their further development and mteractron meludmg measures to Al

extstmg gaps, with speelal attentlon to:

| r the mobilization of financial rescmrces;
_ »: " fiscal management; | |
> B s o’p’eration and roeintehanee; and
e participation of the beiieﬁeiaries'.'

The resources available, including human resources, and an assessment of the way
they are managed.

The legislative and/or legal preconditions fo make the management structure
effective and the project as iﬁdependent of subsidies as possible.

,The optrons for llnkmg or mergmg the management of on-site and off- srte sanitation.

By the same token the options and the pros and cons for linking or comblmng
~management with water supply and/or progranmunes or pro;eets in other scctOrs e. g

health, infrastructaie, and/or regional development.

: ‘Potenttal pamerpatton and the roles of NGOs and the pnvate sector.

" The rmpl:cauons of the pohcres and other requlrements of the coeperatmg ODAsand

the best strategy to address them.
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" Operation and Maintenance (O&M)

O&M is part of managemcnt and is ll'llpllClt in the discussion in the preceding paragraphs.
Special matters to addcess inctude:

a Procedures for O&M, and the adequacy of managerial capacity and human resources
and skills to lmplement them.

'™ Capacily building and human resources development for O&M.

L _Users’ paiticipation, e.g. cost sharing or the mainiénancé_ of on-site units and ofE-site
house connections, in keeping with health and envisonmental requirements,

" The funding of the recurrent costs of O&M, i—m.?uding replacements, sparc parts, efc.

' Participation

Every Project Study should mclude mvestlgahon mto the roIes to be pfayed by the
commumly and the beneficiaries, and how this participation can be brought about. The
investigation itself should involve a multi-disciplinary team and may best be carsied out in
association with focal Consultants, governmental and/or nongovermnenta! institutions. Based
on the investigation, suitable project-support measures may be reconimended to promole and
ensure participation. Factors to be investigated and/or addressed include:

A Awareness by the community and the beneﬁciaries 'of the roles they should play.
a Contribution to the financing of the cost of the project in both money and kind.
n Participation in operation and maintenance.

More details are contained in Annex 5.

Logframe Presentation of the Projecf Proposal

In Chapter 6, the logframe melhodology was rewewed It analyses the ovetall goats of the
project, its purpose, the activities undertaken and the results achieved. The methodology also
calls for an analysis of the assumptions made by the planner, the indicators for measuring
' achlevements and for an assessmient of the risks inhereat in the project. -

A logfiame presentation should be a part of every project prcaposal T he presentauon shou!d

cover all components of the project, both hardware and softwaré. The presentation will
demonstrate that the Consultants have studied and addressed all loc‘,al factors that make a
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project successful i‘alhefthan having merely applied rule-of-thumb figures and variables
found in textbooks, or solely retied on their experience within their own countries.

8.3. 5 Project Support Measures to Ensure Performance and
~ Sustainability

All projects must include software components which will support the projects’
- performance and sustainability. They should be planned as part of the project
- Dcvelopment Sludy :

The supporting measures will address critical issues such as legal matters, policy,
institutional development, operation and maintenance, cost recovery, the promotion
of parlicipation, general capacity building and information, as the case may require.

The Planning and Implementation of Project Support Measures (PSMs)

In Chapter 7, the case was presented that a project consisting of “hardware” alone will not
be successful. Tt was pointed out that the hardware normally includes sewer pipes, tanks and
ponds for the treaiment of wastewater, septic tanks and latrines -— depending on the
: technology chosen. The software —- as the project-support measures are ofien called —
addresses matters without which a pmject will fail to perform, such as the enabling laws and
standards, pohcy, institutional development operation and maintenance, ﬁnanc1al planning
and cost recovery, pammpauon and capacity building. .

The planmng of' the PSMs is just as serious a business as the planning of the hardware and
must be given adequate time and money! In most cases, Consultants are contracted to
elaborate the plans, and, in some cases, assnst in their lmplemen!ahon

Only in fcw cases will the PSMS be funded as part of an ODA {oan, although exceptionally
this has happened Most often, however ODA grant money is made avaifable either as part
of a Grant Aid allocation or from Technical Cooperation funds (see Chapter 8.3.1). Each
case will be different because the planning and implementation of the soflware is a project-
speaﬁc matter, par excellenice, and always re-qulres special skills and a very country-specific
approach.

' 'lhe ummg of the planmng and unplemenlauon of pmjex.t‘support measures wil reqmre

: specml altenuon as early as posmblc dunng lhe negoual:ons of the SOW A choice must be
made from among at least three scenarios:
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o Some PSMs may be planned and implemented before the actual project-support
study if the results are essential for the study itself. For instance, the participation of
the beneficiarics in the planning process may need to be promoted quite some fime
before the study commences, as may other PSMs to provide health education to the
‘beneficiaries, or to prepare them to participate in the choice of technology dunng the
actual project Development Study. In such ¢ases, the planning of the PSM may be
the subject of a startup phase of the actual study or a preparatory aclivity, or even

* a separate project by itself.

- Many PSMs will be planned sight at the beginning of the project Devetopment Study
' and implemented as the study gets under way, ¢.g. PSMs for establishing financial
" accounting or for promoting and deciding on cost recovery. Such PSMs must be

completed before the project is appraised, so that the potential funding agency can

take their outcome into account when making the appraisal.

®  Other PSMs may be planned in conjunction with the actual project Development

' Study but be implemented only after the project has been approved, e.g. a two-year
programme for the strengthening of an exisling institution or for the establishment
of a new one, or a programme for the training of staff and butldlng géneral capacily -
for subsequent O&M.

In this context each pro;ect support measure may be looked at 4s a small project :tself —
w:th an objectwe or objectnves achvmcs méthods of 1mplementallon and 5! budget. '

As pomted out before, the Consultanls may fiot only be responsible for the plannmg of PSMs
but also for their implementation. This will vary from case to case. The Consultants should
always be responsible for identifying the PSMs prior to or during the Project Study unless
this was already doné during the negotiations of the TOR. T he TOR must be vely clear
about this particular aspect. .

The Consultants’ role in the implementation of PSMs may be selective. But the Consultants
should always be responsible whenever the outcome of a PSM is a precursor for some part
or all of their work. It is mcumbent on the sponsoring ODA, thercfore, to include adequate
funds in the budget for the prepasation of the project, either as part of a loan or Grant Aid
or from Technical Cooperation funds. Ample funds should be allocated to undertake the
PSMs professionally. Further on in this publication, more will be said about the need for an
association between the Consultants and local Consultants or institutiosis, with the aim of
enhancing their capabitities to deal wuh the socnocultural aspects mvolved in many of the
PSMs :

Under the follovnng nine headings, different types of support measures are dlscussed

Overlaps with other sub- Chapters of Chapter 8 cannot be avoided because of the complex
nature of the factors involved and the measures by w}uch they may be addressed '
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The Content of Pro;ect Support Measures
The followmg is intenided to serve as examples rather than specific guidelines.
1)) Law and standards

The legal prerequisites for projects for environmental sanitation may include some or all, but
are not necessarily limited to, the following; and, where they are lackmg, they may be
develeped through a PSMin order to address

= The n'ghts _and obligatlc»ns of the owner of the dwelling regarding the on-site or off-
site disposal of wastewater and nightsoil.

" The rights and obhgatjons of the municipality and, as appropnate private contractors
for handling waste disposa‘l

" The establishment of rates and taffs for environmental sanitation, and of other means
for the recovery of costs by the mumapallty or a nongovemmental orgamzahon and/or
private coniractor. -

® - The dis’chérge of wastewater and nightsoii into the envirdnmentj' -

Legal reqmremenls may ‘either be embodled in general pubhc !aw or may be contamed in
enabling legislation, municipal codes, law or regulations pertaining to public, private or semi-
private organizations for environmental sanitation, or they may be added to public health law
or regulations — whatever suits the situation best.

Other types of standards may also be aceded regarding technology and operation and
maintenance, ¢.g. standards and/or standard designs for on-site facitities and their location,
technical standards for sewerage systems and treatment works, and environmental standards
for the discharge and re-use of effluent and/or graywater and sludge from on-sité systers.
Standards may be needed for charges for environmental sanitation and their eqmtable
~ structuring — taking into account the’ prob!ems of low-income populahons in paymg for
sanitation. (See Annex 2)

-(2) - Policy

At the pohcy fevel, each country will choose a different approach and dependmg on its
administrative structure, will allocate responsibilities for sanitation to the centsal, regional
- or local levels, or to a combination théieof. Policy for environmental sanitation may be part
of the country’s overall policy, or it may be sector policy related to water supply and
sanitation, or to water resources, health public works, environment, infrastructure, housing
ora ¢ombmat:on among them: Policy may address a variety of subjects, and if one or several
are still open to question, a’ PSM should develop suitable proposals, e.g. for:
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The funding and funding mechanisms {including subsidization, tax breaks, efc.) of

"environmental sanitation both offsitc and on-site, including such fundamental

matters as the funding of privately owned on-site units, or of house connections to
a public or private sewerage system.

The distribution of responsibilities for construction and operation and maintenance
among the participants, i.e. the beneficiaries, the municipality, and/or various levels
of government. : - '

- The empowerment of communitics to manage Systems, with backup from higher

levels of government.

Cost recovery and, as appropriate, charges and tariffs to be levied on the
beneficiarics, taking into account their income levels. :

Private sector roles.

(3) Iustitutions, espeéiaily the implementing agency or organization

Institutional development is high on the list of PSMs for. projects -for environmental
sanitation in most developing countries. Existing institutions are often inadequate or
responsibilities are not clearly defined, or there may be a multiplicity of overlapping
responsibilities. Without effective institutions, projects cannot be promoted, planned,

implemented and managed.

Consideration may be given to PSMs for:

Making proposalé for the tasks to be faced, the functions to be gérrie_d ouf, anrdi-th'é
resources needed by the institution; in the context of the project proposed, with

- particular emphasis on the implementation agency or organization. .

- An assessment of existing institutional and managerial capacity for handling the

project proposed, and on this basis the elaboration of proposals for establishing new - '

- institutions and/or mechanisms at the most suitable level, as appropriate.

Assislihg in the implementation of such proposals, including the drafling of by-laws,
designing procedures, and assisting in the buildup of capacity 10 implement them.

: M'akihg proposéls for and undertaking (fainiﬁg with réspcc( fo ihé sﬁpéﬁisiéﬁ of
~and/or technical suppott to the beneficiaries in the discharge of their functions within

the project. -

: 'Making -_proposals and devélbpi:ig prbcédtii‘éé fotthé l:censmg jé;]’n:l sutpe;r;{'irsidn of

private contractors, ¢.g. for local preduction and construction, and for the servicing
of on-site systems and the disposal and re-use of effluent and/or treated nightsoil.
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n Elaborating procedures and providing training with respect to the planning of
extensions. '

(4) : Operauon and maintenance
O&M is one of the most critical aspects of the managemeént of sanitation projects both off-
site and on-site. Al parties must be involved, i.e. the beneficiaries, the implementing agency

or organization, the municipality, and the appropriate governmeit institutions at the local,
regional or national levels.

The distribution of tasks between the parties is of particular interest in the design of a PSM.
Naturally, off-site systems, with their more soplushcated technology, lend themselves to
. primary action by the implerenting agenacies, without precluding any action by the
beneficiaries. On-site systems will normally be more suited to action performed by the
beneficiaries themselves, since they will be the owners of the systems in many cases. Thus,

inthe desngn of PSMs for O&M, the following may be used as general guldelmes (see also
the discussion of pammpahon under {6))

L For the beneficiaries and/or owners, overall:

> Information must be provided related to O&M'réquirémems and to their own
' f‘uncuons with training supphed '

o Supemsors from local and govemmental orga.mzatlons should supply
' "-techmcal support mcludmg visits, and '

o 'Evcntually, ﬁnanclal mcentwes need to be arrangcd
: ln the case of on-site systems

> Bencﬂc:anes must be mf‘ormed and tramed in the specnﬁc requnrements of
operation and maintenance of on-site systems; and -

» - Technical Support must be prcmded.
In the case of off'-sne systems

> 'bene{‘ iciaries must be mformed and trammg prov:ded on the specnﬁc
characlensucs of oﬁ‘-snte systems and thenr 1mphcauons for O&M

» Teclmlcal support supemsmn and monitoring shoutd be supphed relatwe to
the performance of the tasks the beneficiaries must perform. '

1n both cases:
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(5)

> Dumping of garbage and other unsuitable materials into the system must be
prevented, : -

For the operating agency of off-site systems: information and training of agency
personnel; building capacity for system inspection, O&M and replacement,
laboratory analysis; establishing technical and managenient procedures and systems
for record keeping; and establishing stores and the procedures to use and manage
them — all with the aim of: : :

r Es!abhshmg and keeping up-to-date inventories of all physical facilities.
> Monitoring the conditions of house connections.
» . Monitoring the physical conditions of sewer pipes and appurtenances, and

keeping them in good operating condition.

> Kceping sewage treatment works in good operating condition.

> Momtonng the performance of sewage treatmient works and the dlSpOS&l of -
residues, in keepmg thh health and environmental standards.

> Timely replacement and/or renewal of parts and components of the system,
and keeping stocks in adequate quanhtles '

v

Plannmg of repairs and rehabilitation of defectlve oomponents

The streng:hemng or creation, as appropnate of services for operation and
maintenance, ¢ither as part of governmental or community structures, or as a private-
sector service estabhshmwt B

The stsengthening or creahon as appropriate, of techrucal support capacnly and

structures 16 assist the community and/or the beneficiaries in the tasks they will
assume for operation. and mamtenance : -

Cost recovery

A scheme for cost recovery is necded for all projects if only to recover the costs of operation
and maintenance, irrespective of whet‘her they are nuually funded or pamally funded by ODA
loans or Grant Aid.

PSMs are needed in most cases, early dunng pmject planmng and des:gn to:

Study the wﬂhngness to pay.

— 116 —



8 — Preparation of a Project for Subsequent Funding

L Elaborate proposals for equitable rates and tanffs covering the costs of operation and
maintenance, at least.

| Prorﬁotc the acceptahce of rates and tanffs by the beneficiaries.

| - Bu;]d capacity in the opcratmg agency to apply and collect the charges in accordance
with thc rates and tanffs proposed. :

" As apphcable deve!op proposals for funding and recovery of costs of on-site units
for graywater and nightsoil disposal, and of house connections to oft-site systems
which may have been funded from project loans or Grant Aid.

(6)  Participation of the beneficiaries

'I‘hc expenence gained durmg the Intcmatlonal Drinking Water Suppiy and Sanitation
Decade has demonstrated sufticiently that (i) all projects for environmenta! sanitation must
involve the participation of the beneficiaries, and (i) most prcjects must include a software
component to promote, facilitate and bring about that participation. No uniform apprcach
for the planning and implementation of this software component has been evolved, nor is the
matter as yet fully researched. Indeed, the promotion and facilitation of parti¢ipation is one
of the thorniest subjects in the planning of all projects of environmental sanitation — for,
basncally, four reasons:

5 The beﬁcﬁciaajcs are not aware of the negative impact of environmental sanitation
on individual and/or public health, and thus are reluctant to participate.

s They gwe enWIOMcnta! samtahon alower pnonty in lhelr fanuly budgets than other
* basic services, including drinking water supply

" The high ccsi'of oifésitc cfisbosal.

" In the case of on-stte systerns, the reluctance of the beneficiaries to invest money
themselvcs for the constmcuon and mamtenance of the required faclhty

T here is a general agreement that pamclpatnon is'a must" in rural areas where on-site
systems are the “appropriate technology’ because experience abounds that in such cases
local or govenunemal ofganizations are unable to succcssfully cope with ¢ither construction
or with maintenance of thc ha:dware : : :

This is less cle_ar, _ho_wever,- in the case of urban areas and off-site systems; these, it is
generally believed, should be the responsibility of the local or governmental organizations
because of their technical complexity and managerial and financial requirements.-This view
is not corréct, however; the successful donstruction and O&M of off-sile systems also
~ depend on the participation of the beneficiaries, although of a different kind. The parameters
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of this kind of participation are still to be worked out through sludy, research and
experimentation.

Thus, for the promotion of participation, all pro;ecls for environmental sanitation should
include PSMs. The content of the PSMs must fit the specrﬁc target groups. On the one hand,
there are no general suggestions as regards their content, but there are guldelmes for
undertaking the social studies which will provide the bastc mf‘ormatron for designing the
PSMs (sec also Annex 5). On the other hand, there is agreement that the PSMs should help
to achieve the following objectives: y

" They must raise the level of undersiandmg of environmental health and of the
prevention of communicable diseases through health education. In this context,
health education should not be looked upon as an end in itself. On the contrary,
health education should, ultimately, raise the level of motivation of the beneficiaries,
especially of the women, who have the key role within the family in matters of health
and of environment generally Thus, health education shoutd first promote hygienic
behaviour at the level of the individual and the faniily, then in the environmental care

. ofthe nelghb{)rhood eventualiy, it must facilitate participation — along with other
- members of the community — in the planmng and 1mplementai|on of a programnie
or project for samtatlon

I niust be borne in mmd that it is women who are responsible for the upbringing of
children, including their hygienic habits. However, women also do ali of the cooking,

~ cleaning and laundry; and, as well, in many countries they do much of the farming
and other manual labour — alt thiis in addition to their reproductwe rote. Their
workload is crushing, their health strained or failing, and so finding the time and
energy for hygiemc training of each of many children is not at all an casy matter Any
provrsron of amenities that will lighten their ‘workloads rather than increase them, or -
improve the state of their health, will increase their wrllmgness or even ability to
provide improved hygienic training. Mofivation by itself only goes so far and no
further; time and energy are essential requrrements ' :

L In partlcular PSMs must prowde mfonnanon on the health problems assoclated with

madequate sanitation, and on the benefits that can be denved from 1mproved
samtatlon - : -
LR Information on technologrcal options ava:lable for the programme or pro;ect should

be made available. The objective would be to assure acceptance of the technological
option chosen for the pro;ect thus eneouragmg pamcrpalron

. -The PSMs must identify the roles of the beneﬁclanes Oﬂ'en parucrpahon in kmd is

proposed -as the best form of participation. For instance, participation in the
 construction of latrines and small sewer hnes quahﬁes as such, and is oﬂen
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N

" considered essential in the case of village on-site systems However, this is not

enough for either on-site or ofl-sile systems.

In the case of on-site systems, partlapauon may indeed involve contributions in kind
during construction. But to keep the system in good operation condition, the

“beneficiaries — often the owners — muist also accept rcsponsnbnluy for the regular

servicing and eventual replacement of the system, at their own expense.

For oﬁlsité systems, participation may also involve contributions in kind, ¢.g. during
construction and in keeping house connections in good order. Normally, however,
the beneficiaries accept having to pay their share in funding the cost of the system

‘both as regards the initial costs of construction and of O&M.

The PSMs must provide information on the initial and recurrent cost of the facilities
and how they are to be funded. Here, the objeclive is to raise the level of
understanding of the cost of environmental sanitation, with a view to promoting
acceptance of the pnncnp!es of cost recovery and cost sharing by the beneficiaries.
This should be done in accordance with one of the methods exhibited in Annex 6.

Participation must be organized. Most forms of it n¢ed support from a community
~ andfor nongovernmental support structure, or perhaps from' a governmental
structure. The PSMs should indicate and promote the most suitable pammpatlon

design in accordance with the local conditions.

Local production of equipment and material

The local produichcm of sewer pipes and appurtenances, septic tanks, latrines and soak-away
components is highly desirable in the context of projects for environmentat sanitation — if
feasible — and also pumps, electrical and construction’ equipment. Possibilities should be
explored during the Project Study and, if appropnate sultable PSMs shoutd be planned
andlor camed out to famhtate local produchon e. g

®)

Feasibility sludies.

~ Technical advice, planning of production, and preparation _of‘ﬁmding proposals.

Marketing assistance.

General capacity building

In connection with all of the seven items presented above, the following may be suitable
PSMs at both the institutional and the community levels:
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®

The training of technicians at all levels, focusmg on operation and maintenance,

general and fiscal management, supervision and technical support from local,
regional or national governmentaj organizations, public mformahOn and health
education. _ :

Capacity building at the levels of the community and gOvefninenial institutions, with
special attention to:

> Information.
> The generat fack of human resources.
Proposals and assistance in thcar :mplemenlatxon, with a view to enhancmg

empowerment and devolution 1o the lowest possible level, and for accompanying
policy and technical advice from the relevant government organizations.

Inl‘brmalion

Information is needed to support the planning and design of the project as well as its
operauon and maintenance, future extensions and evaluation. Most of the information bases
are inadequate or nonexisting. The buildup of information and/or the creation of essential
information bases are highly relevant subjects for PSMs, covering, ¢.g-

Basic information on the stalus of environmental sanitation (and of water supply) in
the project area. :

. Dcmographlc information, mcludmg the composition of individual households.

Health related mformatmn espeaaily on mfant morbldity and mortahty, housmg, '
hygiene, food hygiene and vectors and vector-borne dlseases

Behavioral information, espemally on persom] hyglene mdw:dual enwromnental
care, health and environmental pnonties perceptions regarding ownership, and the
wﬂlmgness to pay.

Informatlon on !ocally avaslable matcnals and on pnvate sector potentlals
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8.3.6 Costs, Economic and Financial Aspécts, and Proposal for

Funding

Good financial planning begins with the estimation of the capital and recurrent
cosis, and the costs of PSMs.

Other factors to be considered are the requirements of the ODAs and the qu'ality of
f_iscal management by the implementation agency or organization.

The next step will always be a financial analysis and the elaboration of a proposal for
cost recovery.

Finally, a proposat for the funding of the project can be prepared.

Capital Costs

There is no need to stress that evely project proposal must be accompanied by an esumatton
- of its costs. This is accepted engmeenng practtce in alt fields, not just environmental
sanitation, To make a reasonably precise estimate, Consultants develop the project to the
stage of prehmmzuy engineering deswgn The csttmatc will take into accOunt

Local unit costs of construction,

“The cost of materials and equipment locally at'a.ilable; and

The foretgn exchange needed to purchase matenals and equtpment not locally
avatlable

The esttntate is always broken down into labor and caplta! regquirements, and the latter into
tocal and foreign currency, and in accordance mth the potenttal sources of funding.

Recurrent Costs .

Tt is also standard engineering practice to estimate recursent costs for all projects, including:
, Capi_ta_t charges'arjld_am_or_,tizatian, depending on the funding scheme ;troposed.
- Costs of operation and _ﬁta:i;ritéii:én'éé-btt)ked down into:

O Labor,
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> Energy, chemicals, etc;

> Costs of “normal” replacements; and
»  Reserve, for extending services within the time horizon of the project.

_Costs of Project Support Measures

Contrary to the practice in mahy industrialized c'oun-lﬁe'sﬁ(fbr valid reasons which do not
"need to be discussed here), the estimation of costs of the project should include the cost of
the PSMs discussed in Chapter 8.3.5. '

_ODA Requirements

Projects proposed for ODA assistance should be accompanied by information which the
potential funding agency or agencies need for their appraisal (see Annex 6). Especially for

projects proposed for ODA loans, the Consultants must produce data as discussed betow.
Grant Aid projects should also meet sound economic and financial réquirements, although
the depth of the analysis of the projects may be relaxed by the funding agency for the sake
of expediency. Whenever Technical Cooperation Funds are sought, the need for analysis will
be further relaxed, although the proposal will always be accompanied by the rationate, and
by an analysis of the expected outcome and impact of the proposed activities, especially if

PSMs are proposed. ' o

The information assembled by the Consultants in the case of ODA loans will normally
include: - - S o .

H Is the project the least cost (total costs) alternative to attain the 6hjé§tiyés?

s Income and expenditure; the ﬁnancial- plan and its rel‘iébil'ity; sources and appl_iéétibn’
of funds. ' R ' ' '

» The internal rate of return.

= The cost/benefit and cost/effectiveness ratios in terms 6f sociajl'6bp67ﬁ;ii1it)'r_:éijs'ts'.'

= The discounted present value of benefits. | |

All of the above should bé dealt with on a quantitative basis. This is certainly so with respect
to the capital and the recurrent costs of the project itself . If some of the other information
cannot be presented in fully quantitative teems for fack of information, qualitative analysis
may be accepted as a substitute; however, it must be presented in the depth and detail nceded
for the appraisal of the project by the funding agency. o -
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The funding of individual on-site units or house connections needs special attention if an
ODA loan or Grant Aid may be involved. ODA policy may stipulate that all or most of the
_ cost be borne by the beneficiaries. Yet, some ODAs now accept the financing of such items
through short-term credits to the beneficiari¢s, funded by ODA loans or Grant Aid. In such
cases, a governmental or a local nongovernmental institution or some sort of credit union
may be established and given the responsibility for the re-lending and recovery of the funds.
In the case of Grant Aid, a successful model channeled the recovered funds into a revolving
fund. This fund may then be used to finance project extensions by essentiatly the same
method or to put the project or programnie on a coniinuing long-term basis.

Fiscal Mana gement

The fiscal management ofa prcject is always a cntical issue, and projects receiving ODA
funds will be scrutinized with a view to assessing the capacity of the implementation agency
~ or organization to easure the handling, application and recovery, and, as apprcpriate
repayment of the funds. Table 1 of Annéx 6 exhibits sonte of the common errors in fiscal
management which may be considered in the assessment, in addition to the following
qucstions

8 Is the legal status of the nmplementallcn agency or orgamzation compalible with the
task to be f'ulﬁlled‘7 : :
R Isit, especiatly, authorized to take and manage a loan and/or Grant Aid, make

- decisions regarding cost recovery, a.nd on-lend nioney, as appropriate?

& Arethe management structure and its capacily (mcludmg human resources) and the
e ma_nagement procedures adcquate? : : -

~® - How is the 1mptemcntat|cn agency of orgamzahon and its ﬁscal management
S supervlsed? :

Fxscal management by the potenua.l :mplemcntauon agency or orgamzatlon wnll not bc found
satisfactory in many cases. In such instances, a suitable PSM may be tdenuﬁed and proposcd
{see also item {8) in Chapter 8.3.5). - ' S

' Financial Analysis and Cost Recovery

Al projects funded by an ODA loan and/or Grant Aid will undergo financial analysis. There
.are many procedures for this analysis, and the method used for a specific prOJCCt will
'ulhmately depend on the requlrements of the potential ﬁmdmg agency or agencics. Somé
;examples are summarized in Annex 7. General mformahon ‘regarding the financial analys:s
of projects for environmental sanitation (and water supply) is éxhibited in Annex 6.
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Cost recovery is partly a matter of governmental and/or ODA policy, and parlly a financial
and social issue. Many governments and most ODAs have opted for full cost recovery as a
principle in the long run, but have also sllpulaled that partial recovery may be acceptable as
a lempora.ry approach, in which case the costs of operation and maintenance should always
be recovered, even if Grant Aid is involved. If individual households receive credits for on-
site sanitation or house connections {see previous item), they obwous!y must amortize the
funds over a rather limited number of'years {perhaps five).

Cost recovery can be aoh:eved through a vanety of techru ques,foremost user charges, rates
and tariffs. Social cross-subsidization maybe a matter of policy. In any case, the Consultants
should propose the most appropriate scheme, taking into account, ..

= The ability of the beneficiaries to pay, and the appropriateness of the charges.
. 'Impact and feasibility with respect to low-income groups.

- Compaublhty with the financial plan for the pro;ect and the forecasts of income and
ewpcndlture : -

® Compatibility with perceptions.
. Institutional capacity to mahage cost recovery. -
Funding Proposal

In the financial analysis of the project, the sources and the application of funds must be
clearly exhibited (see Annex 7, Table 6). At this stage, a funding proposal should be
developed concurrently with the analysis. It is important that this task is not deferred until
the end of the Project Study. Consultations about the possible sources of funding should
start as early as possible between the remplent and the ODA sponsoring the study. During
the course of the study, potential funding agencics should atready be approached, so that the
Consultants and the recipient can investigate alternative funding proposals. In any case, a
funding proposal should be part of every project proposed, and should be presented and
rationalized as part of the mformahon in the Consultants’ Project Study report.

8.3.7 Implementation

_In the nmptementauon of pro;ects for environimental sanitation, delays — Ongmalmg
'_ in site factors, soflware activities, participation and mteragency co{)peratlon - are
likely to be encountered and should be anhcnpated .
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Consulting engineers are very faniliar with the planning of project implementation, although,
in the case of environmental sanitation, several special aspects must be considered. The
implementation plan should include a set of organizational and implementation procedures
covering the interaction and interrelationships with, and the responsibitities of, respectively,
the external Consultaats, local Consultants, the governmental and nongovernmental
organizations involved, the contractor(s) and suppliers and importers of material and
equipment. Some of the specnﬁc factors which may impinge on the implementation of
projects for environmental sanitation involve:

n The interaction and procedures involving the beneficiaries, especially if they need to
consent to access o their premises (when house conneclions are laid), if they are
parly to activities concerning them (¢.g. information programmes), ot if they are
party to the implementation of hardware components of the project.

" Along the same lines, interaction and pmcedurcs with focal teaders, and the local
' reprcsentamc(s) of the rcc1p1cnts :

® ° [Interaction and proCcdures involving other governmental orgamzahons eg.
environment agencies or those responsiblc f‘or water supply, water résources, health
housing, infrastructure,

Hardware Components .

Quite generally, the implementation plans for the hardware components of a project will
cover but are not limited to:

= Construcuon plans and work schedules for each pro;cct component and for the
prOjeCt asa whole. : :
= T he t:mely manufacture of equlpment and matcrlals whlch can be produced focally,

e.g. pipes, septic tanks and other cqunpmcut “for on-site disposal, pumps, and
¢lectrical equipment. ,

= Thctimely supply of ill'ipcrtcd-fnateﬁal and e@uipment.

éoriéideféﬁdh,b? Site Féctcrs
For the 1mplcmentauon of‘ ha:dwarc compcnents a numbcr of site !‘actors come into play,
e.g.!

@ Allowances for the construction of on-site and off-site systems in densely seltled
areas (e.g in semi- and peri-urban areas) where access may be difficult for
mechanized construction equlpment and for the transport of larger diameter plpcs
septic tanks, efc.
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Allowance for the timing of local prédﬁction of new types of larger diameter pipes

u
and on-site disposal units, inctuding the supervision of production and the
cettification of the products. ' : '

= Sewage treatment works and facilities for the d_époéitic‘m of studge from on-site
systems may not be well known to local contractors; they may involve unknown
construction technologies. :

n In some cases, ocean disposal of efftuent may be proposed, and the consteuction
technology may be quite new. : B -

Software

The implementation of software components may be rather complex. Delays may occur in
the implementation of each individual component itself, but also the timing vis-d-vis other
soflware components, and the hardware components themselves. Special allowances may
be made in the TOR, though it would always be incumbent on the Consultants, in-
corisultation with the recipient, to monitor the implementation of the software and to adjust
timetables. The delays may be due to: : : :

Time-consuming procedures whenever policy matters are being touched upon, e.g. -
in the case of institutional development, law and standards, cost recovery efc. There
may be long delays during project implementation in obtaining agreement to proceed

" further.

Along the same lines, allowance may need to be made whenever implementation depends
on the participation of the beneficiaries, e.g. in laying house connections or building on-
site facilitis; and also whenever the education and motivation of the beneficiaries are
involved. The time noeded to implement this type of software component, and the

* impact on the implementation schedule of the project, may be large.

Along the same lines, the training of operating staft’ during the coristruction of the
facilities may be more lime consuming than expecled.

The implementation of many software components will require the'pértigipation of
local Consultants, especially whea policy matters are involved and when the

implementation depends on the participation of local and eommunity organizations.
The foreign Consultants may not be able to control the resulting delays.
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8.3.8 Expected Impact of Projects for Environmental Sanitation

The _Cbnéultanté will be responsible for assessing the expected impact of the projects
in terms of; at a minimum, (i) health, (ii) the socio-economic and (i) sociocultural
‘conditions, {iv) future development in the sector, and (v) the environment.

The Consultants should prepare impact assessments with respect to each of the five items
listed in the Box, in quantitative terms. However, under the real-life conditions of many
- projects, qualitative analysis may be substituted due to a lack of quantitative information.

The Consultants should endeavor to make valid judgements of the impact, and also make
suggestions as to the kind of data that should be assembled during the project’s operation,

for subsequent review of the pmject s performance and for post evaluatlon

Health Impact ,

m  Of primary interest is the reduction in infant morlality and morbidity due to
diarthoeal diseases, as will be seen from Annex 1. Other positive health impacts may
also be expected.

= Altention should be given to the synergistic effects resulting from conditions and/or

improvements with respect to drinking water supply, general cleanliness, the removal
~ of solid waste, stopping the breeding and propagation of fiies and disease vectors,
‘and énhancing food safety and geﬂera} ¢onditions of housing.
Soclo-econoniic Impact -
E A specific estimate should be made of the cosl/beneﬁt dlslnbutlon among the target
groups within the project area. OF particular interest are the cost-and-benefit

implications for low-income groups and how these groups fare in companson with
other groups.

n ‘A more general assessment should be presenled of the impact on poverty, and also
" on the productive capacnly of the target groups served by the project. The log[‘rame
i analysns proposed i1 Chapter 6.3.4 should be taken into account

= What i is the impact on the private sector?

Socloculiural Impact

Under this heading, four assessments should be made:
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What changes in perceptions have taken place during the preparation of the project
and what can be expected during implementation and subsequent operatlon?

How has participation evolved and how may it evolve further durmg the operation

of the project?

What will be the potential impact on empowernient, good govemance, and women
in development?

What impact is expected regarding valnerable groups especially women and

children?

Expected Impact on Future Developments in the Sector

A first assessment would address the Tessons learned during the plaﬁminé and désign

]
of the project and how they may be used in planning sector programmes in the
future, including those for the 1mpr0vement of water supply,- solid wastes
management, and other measures to improve general envnronmental hygiene.

" How is the project expected to pro'mote rephcablhty?

" What is the impact on the ﬁnanclal situation of the sector and the sector
organization? :

@  What has been learned regardmg the beneﬁc&anes w1llmgness to pay for samtatlon
and how will this influence cost recovery in the sector as a whole?

= What is the impact on pamclpahon in the sector, including the planmng for water
supply and wastes management? -

B . How will the pfoject -conl.'ributer_tq private sector involvement in 'lhé'_ sector? .

Environmental Impact

Environmental assessmem is normally a mechamsm f‘or avoxdmg a negatwe enwromnental
impact due to development projects. However all prcgects for environmental sanitation
should make a positive environmental 1mpact as well — be proactive. Thus, the assessment
of the environmental lmpact should cover: S .. - :

The positive smpacts on the lmmcdlate environment in which people live, and also |
on the general environment — by virtue of retaining po]lutmn which huherto has
been discharged into the environment.
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L The avoidance of negalive impacts such as the pollution of groundwater, drinking
water sources, rivers and costal areas, and the other environmental impacts covered
~ in the ODA guidelines for environmental impact assessment.

8.3.9 Risks

No project is without risk even if careful attention is paid to the possible risk factors
during its planning and design. The risks should be identified and assessed and the
-opuons to reduce and/or prevent them studied and proposed by the Consultants.
Risks may pertain to the objectives of the project, design criteria aud standards,
financial forecasts, implementation, O&M, and side effects. Besides the assessment
of such specific risks, an overall assessment should address the sevemy and
preventability of the risks and suggest means of coping with them.

Projects may fail for many reasons. Most frequently, projects aimed too high, operation and

“mainténance was insufficient, or the finances and their management were madequate Often,
the lack of authority of the implementing agency or organization is at the root of the
- problem. Under the following seven headings, the most essential factors are hsted that have
frequenlly contributed to the fallure of pro;ecis in the past.

Achieving the Objecﬁves of the Project

ijectiﬁes of the project may not be achieved for many reasons, €.g..

" ' Assumptions have been ovesly optinﬁslic.
o T Planmng and désign errors.

. 'Iﬁédeqlféc9'§f 's'df_tw'aré cb'm'ponents.r

w lhédéﬁﬂéby of basic 'd'ata; 7

Design Criteria and Standards

Many risks may be assomated wﬂh des:gn cntena and standards. The following can only be
indicative:

m " The amoints of graywater or sewage forecasted Were too hjgh Water cnnsumpuon
~ did not Brow ; as f‘ast as expecled
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8 The number of house connections laid-on increased at a slower rate than expected.
H Technical design criteria may prove less than optimat under the conditions in the

project area in terms of cost, operation and maintenance, and/or acceptability.
Financial

Cost recovery is a main concern and will always involve risks, e.g.

= The willingriess of the beneficiaries to pay for sanitation has been overestimated.
# - The operating a'geﬁcy tacks capacity to collect charges.

s Some of the cost recovered may be diverted for other purposes.

Implementa tion

A!l of the factors reviewed in sub—Chapter $.3.7 involve risks whlch must be assessed Other
factors include: : . ,

" Overruns in costs in both local and foreign buné}loif.
L Delays in implementation because of technical, orgamzauonal and managenal factors.

L Departures from design during 1mp‘lementatlon

Operation and Maintenance

All factors considered in sub- Chapters 8.3.3 and 4 involve risks, euher techmcal in nature
or involving aspects of budget, management, organization, staffing for O&M, breakdowns,
lack of spare parts and many others. Examples of critical bottlenecks are the irregular
desludging of on-site systems, leaking septic tanks, poor maintenance of house connections
to off-site systems, inadequate cleansing of sewets and appuﬂenances, unsamtary tipping
statlons for nightsoil, the re-use of effluent and ocean disposal.

Side Effects

Side elects may be environmental, sociocultural and/or organizational, ¢.g.:

& Negative impacts on the environunent due to eflluent of on-site and off-site disposal.

W Risks associated with the re-use of nightsoil and treated effluent.
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n Sociocultural risks, €.g. nuisances in neighborhoods.

N Disease outbreaks whether or not actually caused by the project, ¢.g. a suspected
connection with tipping stations for nightsoil, the re-use or the ocean disposal of
cftluent. : '

L] Complaints or interference by other sectors or sector projects.

QOverall Assessment

Each risk should be appraised as tegards:

Severity, e.g. low, medium or high.

Preventability, e.g. liigh, medium or low (or even none).
Means to cope wit-h' the risks, c;,.g.:

»  during planning and design of tﬁe project;

> during implementation and/or operation.
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The Management of Project Studies

There are two objectives in the management of project studies in international cooperation
— the management of the whole process by the ODA, and the management of the work
undertaken in the recipient country by the recipient and the Consultants themselves. The two
management functions are interdependent, must compliment each other, and are no less
important than the quality of the study itsclf. In devising effective management, the following
aspects must be addressed, i.e.

- The ODA and the recipient negotiate the SOW and TOR and agree on the objectives
of the project and the study, including its ¢ost, funding and budgeting. The ODA
selects and supervises the Consultants in consultation with the recipient, as
appropriate. — ' :

= The recipient links the study to subsequent investment decisions, with the
. participation of the ODA, as appropriate. :

= The Consultants and the recipient ensure that the study will be a pardicipatory

. process and involve all parties. They further arrange coordination and cooperation

with other studies undertaken in the pro;ect area and/or in the environmental
samtauon sector , - :

9.1 Jap‘ahe‘s_e Experience

Flexlble and eﬂ‘echve PmJect Study management is promoted by JICA, mamly by
enhancmg the authonty and management ability of the study team.

'Many pames parucnpale in a PrOJect Study, and their respective ﬁmchons and

tesponsibilities, their mterachons dunng the wholé of the process, and their management of
- ¢ach step all need cateful attention. Iapanese Project Study management, especiatly in the
past, tended 16 focus ‘on the technical aspects and the coordination of the Japanese team,
whereas the coordination of the interactions with any other pamclpatmg party was usually
vested in the recipient. The current managenient process aims {0 avoid:
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Possible misunderstandings and misperceptions.
Expectations on the part of both the recipient and the ODA which cannot be fulfilled.

Lack of cooperation by the executive organization, local government, and/or the

“people in the target area.

Social and cultural misjudgments.
Inconclusive resulis, leading to a lack of followup investment.

De!ays and over-runs in the costs of the study.

- Adverse repercussions within the ODAIrecrplent relaironshrp resulhng from any of
‘the above.

JICA adopted the following approache.s principally to avoid those problemS'

Clear and convincing procédures must be established for lhe study and for the
© gvaluation and implementation of the project, and the agreement of every participant

is to be obtained regardmg the study, and the prOJect through the SOW.

" The TOR i isto stlpulate that the Consultants must coordinate their woﬂc with all of
- the concerned parties, not only the Consultants” Project Manager, but also all staff

of the other mvolved parties.

"In the case of complex and difficult sludles the Consultants Pro;ect Manager
- concentrates on management tasks, whereas Sub-project Managers ar¢ assigned the
* usual technical tasks, ¢.g. study coordination, report writing, technical advice to the

project staff, efc.

Communication among all concemed parues is promoted through tools such as TV

and radio programmes, videos, brochures with graphics and text, and newsletters

" To avoid cost over-uns, the selection of the Consullants is based on the techmcal
- proposal they are requested to submit, on their overall abrhty, and on the

composition of their staff. The total fee requested will be eonsidered only whenever
the two best proposals are of the same quality, or if the best proposal is substanhally
mot¢ expensive than the second.

* Good management of project s studres wrll anucrpate and oope with the nsks mherent in every
Project Study supported by an ODA in a developing country. Past experience is momtored'

- by JICA and used with the view of adapting procedures to changmg conditions..
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9.2 Experience of Other Aid Organizations

Before agreement is reached to underlake a Project Study, in-depth and detailed
discussions take place with the recipient, and the responsibilities of each of the
* participating parties are carefully delineated.

 The selection of the Consultants is based on lhe technical quality of their ptoposals.

Monitoring of the Project Stucly and lmkmg it with followup investment are of
- particular ¢oncern.

9 2.1 The Preparatory Process

In,depth dlscusszons take place w:th the reclptent before a Pro;ect Study is agreed upon. This
is often a time-consuming process and may involve several missions to the country to review
and discuss, inter alia, sector policies and needs, the relationship of the proposed project to
other projects, the country’s development priorities and programmes, and whether or not
pretiminary studies are still needed before the Project Study. By the time the SOW is
approved, all partics involved will have a good understanding of the objectives, and of the
depth of the studies and investigations to be undertaken. They will also have agreed upon
the distsibution of responsibilitics among themselves, coordination with other agencies both
national and external, and with the potential ﬁmdlng agency or agencms

' 9.2.2 The Selection of the Consultants

Only exceptlonally are studles contracted without a call for a limited number of competitive
~ technical and financial proposals from a number of short-listed Consultants. The selection
of the best proposal is. based on its technical content and the qualifications of the
- Consultants’ staff assigned to the study. T he price attached to cach proposa! is consxdcrcd
if two proposals are of equal quality othenmse . :

9.2.3 Respohsibnmes

A clearly deﬁned role for the remplent is considered to be essential in the management of the
study, although the other organizations retain controls to ensure that the studies are still
* compatible with their own development goals and se¢toral policies. The recipient’s role may

relate to drafting the TOR, short-fisting and inviting Corsultants to submit proposals, and
contracting and supervising the Consultants selected.
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The organizations approve the TOR and may de facto write them; they analyse or approve
the estimation of the cost of the study, and apprové the invitation to submit proposals, which
the recipient then issues.

The organizations also:

L Rewew comment upon (as appropnate) and appmve the rcclp(ent 5 analys:s of the
proposals received and their suggestions for the selection of the winning proposal.
_In so doing, they may not only express views but may ask for clarification and/or
additional information from the recipient, if the case so warrants,

B Approve, where the recaplent is uwolved in the draﬂmg, the contract mth the
selected Consultants, including the plan of work, the conditions of payments
reporting schedules, and the procedure for the acceptance of the Consultants final
report and project proposals; and

Receive copies of all repoits submitted by the Consultants in draft form - they are
_normally addresscd to the recnptents — together with the recipients’ comments
thereon. : _

9 24 Monitonng

Most of the other organizations mdependently monitor the study on-site. A seénior technical
staff niember of the organization, often an engincer, is deslgnated as Project Officer by many
of the organizations, and given a large degree of authority in the discharge of this function.
The Project Officer proposes whether/when to ‘intervene and to what degree other
specialized staff of the organization (e.g. economists, financial analysts or social scientists)
or outside specialists should be involved in the momtormg of the study

9 2 5 Followup tnvestment

Linking project studies with subsequent investment décisions is an 1mp0rtant concern of all
of the other organizations. Spwal arrangcments are made for the participation of the
potential funding agency or agencies in the preparation of the TOR and the short-listing of
the Consultants, and in the monitoring of the progress and outcome of the study.
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9.3 Discussion

: Co()peralion between all parties involved in the study is essential.

- The SOW and TOR require special attention during the preparatory phase of the
- study. -

The costing of the study is based on the TOR. For the selection of the Consultants,
a wide Tgamut of technical and managen'al information is required.

The parllc:patlon of the potential ﬁmdmg agencies is demrahle at important stages
during the study -

9.3.1 Cooperation Between the Parties Involved

Close cooperation bétween the beneficiaries, the recipient; the ODA and their Consultants,
and the potenltal funding agency or agenmes will:

8. Estabhsh the mutual trust reqmred to study and address the needs for eavirenmental
' sanitation at the levels of the family, the netghborhood arid the community.

C I Facmtate decwlon makmg with respect to the choice of technology and the financial
~ and managerial responsrbihty of each party during implementation and subscquent
operatlon and mamtenance :

. o --Facdltate “leammg by doing” — especlally as regards the broad smphcauons of
environmental sanitation for the family and the community, but also for the local and
aational government sectors and institutions involved.

Among the major roles which msght be played by cach pamcrpant the following cannot be
more than a general framework, since each ODA will follow its own procedures:

The beneficiaries: They are consulted dunng the negotiation of the SOW and
o ... participate from the early phases of the study, especlally as
- concerns the basic features of the pro;cct the design criteria
- and, of course, all studies and mveslngatlon involving
. themselves :

Tliéf{:bipiéqts: L :,T hear role in the overall managemenl of the study is mlportant

from many points of view, e.g. ensuring compatibility with
existing policy and procedures, making the best use of their
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The ODA:

The potential

funding agencies:

expérience, providing training and learning experience, laying
the groundwork for fol!owup after the completion of the
study, and for promolmg the sustainability of the project. In
this spirit, the recipient will contribute to the SOW and TOR,
and be involved during the planning of the work. of the
Consultants and throughout the implementation of the study.
This involvement will also indicate whethér or not the
management capacity of the recipients is adequate or might
be enhanced by the addition of suitable measures for capacity
building during the course of the Projedt Smdy.- o

The reclpienls are a]so responsuble for prowdmg mput on the
part of the government, the community and the individual in
terms of baseline data, local studies, counterpart funding,
materials and équipment and human resources. They ar¢

further responsible for arranging coordination and

cooperation within the sector and with other sectors, and

_ they take part in momtonng lhe pro;ect together wnth the
~ ODA. :

The ODA decides on its input into the SOW and TOR. It has
the final responsibility for the short-tisting, selection and
contracting of the Consuitants and for their supervision
during consultation with the recipient, as appropriate. The

" ODA monitors the Project Study and arranges coordination

and cooperation with other ODAs and the agency or agencies - '
llkely to fund the implemcntatlon of the pro;ect :

Théy may be consulted during the process of selecling the

- Consultants, as appropriate, and may msh to parttmpate in
- the momtonng of the study :

9.3.2 During the Preparatory Phase

sOw

Each ODA will follow its own policy in fommlating the SOW Since the SOW lays the
ground for the Project Study, it should be detailed. A well-formulated SOW will facilitate
the drafting of the TOR, help avoid mlsunderstandmgs during the course of the sludy and,
accordingly, help avoid subsequent disappointments on the part of either the reC!plcntS or
the ODA itself. Therefore, special studies and investigations, and subjects requiring research,
should be identified in the SOW — as well as, of course, the type of technical, financial and .
managenal recommendallons eupected from the Consultants [t is also important that the
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SOW lists the contributions to be made by each participant, the distribution of their roles
during the study, and the strategies for the study’s implementation.

TOR

The TOR will be the basic document for the work of the Consultants. It is advantageous to
make it part of their contracts. The TOR are formulated in consultation with the recipient,
and in a language which they share. That way there is prior agreement as to the scope and
depth of the work of the Consultants, and a well-written TOR will facilitate later
implementation. The TOR shoutd include the details needed by the Consultants to prepare
proposals, plans of work and statfing charts for study, while leaving thém considerable
ftexibility to exhibit their technical approaches and management procedures. Further, the
TOR should set out payment procedures in both local and foreign currency, and list any
other requirements on which the ODA will base its selection. Thus, it is a responsibility of
the ODA to prepare a tailor-made TOR in accordance with the objectives and scope of each
specific Project Study. The use of standard TOR is not recommended, nor is it useful to
overload the TOR with administrative matters that might beiter be placed in the more prosaic

sections of the Consultants® contracts. As can be seen, the elaboration of the TOR is a
professional task.

9.3.3 Costing, Funding and Budgeting of the Project Study

Bach iject Study is costed on its own merits. Basic pa:ametcrs for the estimation of the
costs in both local and forelgn currency are: -

L The TOR.
ol i‘hé per_sopnel and :lime required to complete tim study.-
1 - Eqpipﬁpnt apd supplies.- o o
L Sub céntracts ©.8 for research or Supplementary mvestuganons
s 'Home ofﬁce support to field activities.
m - General overhead. -

- Costing may né'ed to be édapted to the melhod of ﬁmdin’g of‘ the siudy.

On the basis of the esumate the budget for the study can be estabhshed Normally, it exhibits
- a balance betv. een the ODA conmbutwn and the mntnbutmn of the rec;plent — covermg,

and research and hurhan- resource inputs.”
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9.3.4 Informatron for the Selection of Consultants

With few exceptions, the selectron takes place on the basis of proposals E‘rom a lrrmted
number of short-listed firms. In the short- lsstmg, the following information is taken into
account:

Overseas expenence of the Consultants in environmental sanitation.

Ability of the Consu!tants to apply the mu!tr discrplrnary approach needed for

: p}anmng and designing pro;ecls for envrronmental sanitation.

Abrhly to dea! with the socio-economic and sociocultural aspects of the PrOJect
Study. ' .

Ability to respond to the !equlremenls of the potenlral ﬁmdmg agency or agene;es
Ability to cooperate with the beneﬁeranes in the spmt of pamcrparory pla.nnmg
Abitity to associate with local Consui!anis and msirtutrons.

Qualifications of the Consultants® senior technical and managerial stafl.

Based on the TOR, the short-listed Consultants are invited to submit a technical proposal
which would e‘dubrt eg:

' 7The Conm]tants expenenee wrth smulax studles for srrmlar projects for mwmmnentai

sanitation.
A full understanding of the TOR.

The professional approaeh reqmred to rmplement the TOR wnh thorough attentron
to all aspeets of the pro;eet

The management plan of the Consultants, including exphcrl responsrbﬂrtres of their
tocal and home-office staff and senior officers, arrangements for home-office
suppot, and manageria) arrangements vis-c-vis local Cousultants

The plan of work and a timetable, meludmg disteibution of work between the field

_leVel and the home office.

Proposals for association wrth loea! Consultanls or mstrtutrons f

_Sta[ﬁng of each component of the study borh at the ﬁeld level and at the

Consultants’ home office, with an mdrcatron of staff tim¢ alloeated to. each
component and the qualifications ofeach staﬂ member mvolved
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9 —The Management of Project Studies

'®  The Consultants’ internal management of the study, including home office and senior
~“specialist backup to the field.

® - Reporting.
= The to_la] fee.

The selecli(fm is made on a technical basis rather than on the price of the propOSai_

9.3.5 Monitoring, Evaluation and Appraisal

Good management of the pro;ect studies and their subsequent appraisal by the potential
funding agency call for effective monitoring and evatuation. Plans for this phase should be
made when the SOW is negotiated with the recipient.

- Monitoring and evaluation of the study will relate to the objectives of the project and will
be facititated by the logframe analysis that has beea discussed in Chapter 6.3.4. The logframe
matrix should always be the basis for designing the content and process of monitoring and
¢valuation. By the same token, the ¢riteria for subsequent appraisal of the project by the
prospective funding agency or agencies should further guide the design.

A desirable approach might Se: '

L Monitoring and evaluation should always be undertaken with professional
participation as regards the technical aspects of the siudy and its management.

L - A useful model is the appointment of a panel of specialists who will regularly visit
" the study both in the field and at the consultant’s home office, as appropriate,
together with staff from the sponsoring aid organization. They will report to both the
recipient and the sponsor, especially for larger projects. The participation of
international specialists is appropriate whenever the subsequent funding of the
project involves international funding institutions.

m . Clear TOR for the panel are required for each case, and members must be fully

conversant with ODA policy and the criteria used by the potential funding agency or
agencws ,

9.3.6 Linking the Study with Technical Cooperation
and Subsequent Investment Decisions |

Possible finkages of the study with Technical Cooperal[on is important, as discussed in
Chapter 8.3.1.

— 141 —



Plans for Environmental Sanitation

The Pioject Study should tead to followup investment. As exhibited in Chaplers 4 through
8, this calls for innovative approaches. To reduce the risks for misjudgements, it is
advantageous to “touch base” with the potential ﬁmding agency or agencies at certain critical
pomts such as during the preparation of the TOR, in the short-listing of Consultants, and
in the periodic moniloring and review of the Project Study and the Consultants’ final reports.

The ODA and the recipient therefore explore — as ¢arly as possible — whlch agency or
agencics are likely to fund the project, and ascertain their willingness to pasticipate during
the Project Study in the manner indicated above — without commitment at that time, of
course.
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