Sanitation Stakeholder Consultation

Although provision of sanitation services is one of the statutory responsibilities of municipal councils in Kenya, this responsibility does not oblige the councils to be the sole service providers.  In Mombasa, a new approach that combined a consultative process and collective actions with sanitation stakeholders brought about remarkable change in this island town on the shores of the Indian Ocean. 
  

Introduction 

This Field Note provides guidelines on how to organize a structured stakeholder consultation on sanitation service delivery.  It is based on the Mombasa Sanitation Stakeholder Consultation experience. 

Traditionally, urban environmental sanitation services have been planned on the basis of demographic and economic data to forecast hypothetical service demands.  Professionals use this information to define design capacities of sewage and other sanitation facilities.  A common deficiency of this approach to urban sanitation programs has been the inability to take into account expressed needs of the users. 

In contrast, a demand-driven approach requires that service providers find out what potential users want and what they are willing to do or contribute to fulfill their needs.  User participation in the design, implementation and 'aftercare' of sanitation facilities is seen as a way of increasing efficiency, equity, cost recovery and service coverage.  By involving users in provision of sanitation services, previously untapped resources and productive partnerships can be mobilized.  This results in improved investment management and helps foster behavioral changes, better sanitation practices and environmental management. 
  
  


The town mayor together with some stakeholders inspecting a newly acquired bulldozer for garbage removal.

There are six distinct steps to be undertaken for a successful stakeholder consultation.  Essential elements of each of these steps are described below. 
  

Step 1: Background Review 
The consultative process is meant to involve the public in infrastructure planning and investment, using the existing information as a basis.  The first step involves reviewing the background and making a collective decision to hold further consultations.  This comprises an investigation of existing information in the area of concern. 

The background review is usually based on post experiences and studies.  These should include setting the agenda for follow-up consultation.  It may, however, be necessary to carry out a detailed study at this stage.  In the case of Mombasa, for example, there was limited information available on solid waste management.  Many of the past planning studies on infrastructure services were carried out under the conventional planning approaches of the 1 960s and the 1 970s.  Although these studies set the stage for infrastructure projects and expenditure, it was necessary to gather extra information to update the situation and fill the missing gaps. 

Box 1 contains a summary of the Mombasa Sanitation Stakeholder Consultation background review. 
  
  

Box 1
	At the time of the review, only 10% of Mombasa's population enjoyed waterborne sewage facilities 16% relied on septic tanks and 74% on pit latrines (or no private facility at all).  None of the sewage treatment facilities were working.  Only 20 - 40% of the garbage generated doily could be collected by MCM. Even though 50% of the roads had engineered drainage, they were poorly drained due to damage and blockage while the others had no drainage.  Recognizing an emerging crisis in the management of wastewater, solid waste and storm water and the provision of sanitation services, MCM started reviewing its planning in relation to the urban poor in 1996.  In April 1996, MCM organized a poverty reduction consultation during which the enormity of the sanitation problem facing MCM, particularly as regards the poor, become apparent. 

The Mombasa sanitation background review revealed that in 1976 a major study on Mombasa water pollution and waste disposal had been carried out.  The study report contained proposals for improvement and expansion of sewage and drainage systems. The only improvement, more than 20 years later, is the sewage treatment works for the Changamwe Division. 

In 1994, the National Water Conservation and Pipeline Corporation (NWCPC) identified the need for short and long term plans for improving and expanding the sewage, drainage and sanitation systems in Mombasa District.  A study was carried out under a project funded by the World Bank through the Government of Kenya and hod a design horizon of the year 2015.  The strategy, as outlined in this study, comprised sewage development and expansion, sanitation improvement in informal areas, drainage expansion and rehabilitation, and a detailed solid waste study.  These conventional proposals did not sufficiently reflect user perceptions, community participation and involvement and institutional intermediation in the opinion of MCM. 

Despite increasing unemployment, poverty, environmental degradation and decreasing real resources, MCM appreciated a broader and enabling management framework to address the sanitation crisis.  This was based on private sector and resource mobilization, transparency, accountability and efficiency.  To this end, MCM felt that a stakeholder consultation on sanitation was justified and initiated the process.
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Stakeholders visiting the nearly completed sewage treatment works in Changamwe.


Step 2: Situation Analysis 
Once a stakeholder consultation is justified, a systematic situation analysis of the service area is done.  The situation analysis/inventory/profile contextualizes the consultation and forms the next step of the stakeholder consultation methodology. 

Objectives of the analysis are to: 

· define the existing service status and set a baseline for action and evaluation;  

· identify the stakeholders and on-going activities relevant to the service area;  

· analyze issues, constraints and opportunities to improve the situation; and  

· set the stage for constructive discussions at the consultation. 

In presenting the situation analysis, it is important to give baseline information without proposing any solutions to improve the service delivery. 

Box 2 illustrates how the framework for the Mombasa sanitation situation analysis was derived using a multi-level matrix method.  It also shows how the analysis was carried out to identify issues, constraints and opportunities.  The method is used to develop a systematic structure for the consultation and allows for: 

· introductory remarks to legitimize and operationalize the consultation outputs;  

· presentation of background information through oral presentations and field visits to create a level playing field for discussions by all stakeholders, giving pointers to expected outcomes;  

· innovative ways of conducting the proceedings; and 

· extensive inputs by the stakeholders to the joint action plan and solicit their commitment to the consultation outputs. 

Box 2
	Using the multi-level matrix method, a systematic analytical framework for the sanitation situation analysis was defined as follows: 

Level 1: Sanitation components - sewage, sullage, storm water, solid waste and hazardous wastes 
Level 2: Analytical components - institutional, technical and technological, stakeholder involvement and, finance and cost recovery.  
Level 3: Situational components - issues, constraints and opportunities. 

Expressed in the multi-level matrix form, the framework was structured as follows: 
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Each cell of the matrix was then analyzed.  For example, when cell 1.1.1 was analyzed for Mombasa, an issue that was identified was the inability of MCM to operate and maintain existing sewage treatment facilities and pumping stations.  The analysis of cell 1.1.2 revealed that the constraints faced by MCM in the area of operation and maintenance of these assets included lack of capacity, spare parts and inadequate budgets.  Analysis of cell 1. 1.3 indicated that opportunities to improve this situation could be created through strengthening of MCM, private sector involvement in operation and maintenance and regularization of accounting arrangements.


Step 3: Capacity Building 
Normally the stakeholder with vested statutory responsibility of providing the service and improving its effectiveness should lead the consultation process, thus giving it a legal basis.  It is important to ensure that the lead stakeholder has the capacity to undertake the consultation.  This involves some capacity assessment and capacity building.  Another aspect of capacity building is to identify other stakeholders and relevant on-going activities.  By involving the lead and other stakeholders, basic networking and collaboration is set in place before the actual consultation.  Through this broad-based approach, the preliminary list of invitees to the consultation is drawn in a transparent manner.  Box 3 illustrates the capacity building activities undertaken for the Mombasa sanitation consultation. 
  
  

Box 3
	The chief officers from the Administration, Engineering, Social Services, Health and Education Departments of MCM were involved in the data collection and situation analysis.  It become apparent that multi-disciplinary decision support mechanisms and inter-departmental communication was weak in the MCM structure.  In June 1997, a one-day workshop attended by oil these chief officers and their departmental heads was held.  The main objective of the workshop was to bring together different departments of MCM to discuss effective management and delivery of sanitation services.  The aim was to start building capacity through networking and interdepartmental decision-making. 

The workshop was structured to have three components: an introduction to the present situation analysis, keynote remarks by the Deputy Town Clerk and a representative from UNDP-World Bank Water and Sanitation Program -ESA, as well as short presentations by key departmental heads to describe their role in sanitation.  This was followed by on extensive discussion of key issues and problems faced by various departments.  The final session was devoted to an analysis of the earlier presented problems with a view of finding solutions and identifying existing 'best practices'.  Guidelines based on questions and information gaps established in the situation analysis were used to structure the discussions in this workshop. By the end of the workshop, the concept of interdepartmental and multidisciplinary collaboration had been operationalized.  This workshop also resulted in the computerization and networking of offices in MCM.
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The mayor joining residents in a clean-up exercise.


Step 4: The Participatory Workshop 
The objectives of the participatory workshop are to: 

· obtain stakeholder inputs for communication to the lead stakeholder; 

· initiate networking and create trust among stakeholders; 

· involve stakeholders in developing a joint plan of action for improved service delivery; and  

· solicit commitment, consensus and ownership by all stakeholders to the action plan. 

It is important to identify stakeholders that ensure a representative attendance within the framework of the consultation.  These stakeholders should be identified during the situation analysis.  The consultation framework determines the number of persons to participate in the process, its duration, logistical and budgetary arrangements and constraints.  The list is then circulated to other stakeholders in advance to seek further inputs.  The media plays an important role in advertising and informing the general public about the process and its climax. 

The workshop facilitation can be greatly improved by adopting a participatory methodology and appointing a neutral moderator as illustrated in Box 4 below. 
  
  

Box 4
	60 stakeholders, including media representatives, the moderator and consultants attended the Participatory Workshop.  They included delegates from MCM, the district and central government administration, external support agencies, parastatals, NGOS, CBOS, private, commercial and professional organizations, and training and other resource institutions. 

The three-day workshop was structured to include an opening session made up of several short introductory addresses by MCM, UNDP-World Bank Water and Sanitation Program- ESA and NWCPC.  Other sessions included the presentation of the situation analysis, stakeholder identification and  participation analysis, field visits' reports, problem and action analysis, and action planning.  Finally, there was a short closing session. 

A neutral and experienced moderator from RWSG-ESA facilitated the workshop structured on the SISA methodology. 

Two major problems emerged from the workshop.  The two-day discussion time was too short.  Secondly, the representatives from community based organizations were too few and private solid waste collectors were heavily represented (7 in total and making up over 10% of the total representation).


Step 5: Action Planning 
As illustrated in Box 5 below, a properly structured consultation should lead to: *increased collaboration and involvement of stakeholders; 

· a joint action plan with their consensus and commitment; and 

· follow-up to implement the action plan and create feedback. 

Box 5
	The sanitation stakeholder consultation resulted in a draft five-year Sanitation Action Plan for Mombasa.  In brief, the action plan highlights the need for: 

· institutional strengthening through improved 

· personnel recruitment, training and management, 

· creation of an enabling environment for 

· privatization of services, based on transparent and competitive mechanisms and policy articulation; 

· review and enforcement of existing legislation and licensing procedures; 

· improved technology policy, 

· rehabilitation of existing services; 

· efficient information management and 

· awareness creation on sanitation issues; 

· fuller use of existing resources; 

· increased stakeholder involvement through community mobilization, networking and coordination; 

· pilot projects and micro-credit provision for community-based activities; 

· improved cost-recovery, realistic tariffs and expansion of resource base; and 

· research. 


Step 6: Follow-up 
A successful consultation process would open windows of opportunities for clear follow-up actions.  This should effect the implementation of the joint action plan as well as continued evolution of the plan.  Immediate follow-up that usually results from the consultation may comprise: 
  

· the setting up of a stakeholder committee to oversee the implementation of the joint action plan; and 

· the beginning of the process of establishing the roles, responsibilities and tasks of various stakeholders. 


The current follow-up action for the Mombasa stakeholder consultation is illustrated in Box 6 below. 
  
  

Box 6
	At the participatory workshop, a representative stakeholder committee was appointed to finalize the draft action plan.  This was then handed over to the Mayor.  This task was completed within two weeks after the workshop. 

Within a month, the final action plan and proceedings of the participatory workshop were distributed to all stakeholders.  In September 1997, a 'Mini-Consultation' was held to solicit final inputs to the action plan from the stakeholders.  In November, 1997 on Environmental Sanitation Component based on the action plan was identified for inclusion in the proposed Mombasa Water Supply and Sanitation Project.  Since then, MCM has (through the Water and Sanitation Committee established under the Mombasa Poverty Reduction Initiative for Mombasa or PRIM) been involved in developing the detailed implementation plan for the Environmental Sanitation pilot project.  This will focus on the congested and low-income areas of Mombasa. The sanitation stakeholder consultation has therefore contributed directly to the detailed and comprehensive design 'of the proposed environmental sanitation pilot project for Mombasa. 
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A public toilet abandoned because of filth and lack of maintenance. 

In February 1998, a Second 'Mini-Consultation' was held with the stakeholders to solicit their inputs to this proposed environmental sanitation pilot project, thus setting in place a stakeholder feedback mechanism.


This Field Note was prepared by G. K. Bambrah, edited by Brazille Musumba and adapted by Tore Lium.  

The views and information contained herein do not necessarily reflect the views of the World Bank, UNDP, Municipal Council of Mombasa, or the Government of Kenya, and do not imply the expression of legal opinion whatsoever concerning the legal status of an country,  territory, city, area, or concerning the delineation of national boundaries or national affiliations. 

SISA Stands for Systemic, Integrated and Strategic Approach 

For more information, please contact the Africa Office. 
