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FOREWORD

This Volume 1 report is an output of the first phase of the Bank Netherlands Water Partnership
(BNWP) Funded Project No. 043 investigating the challenges of providing water and sanitation
services to towns. The report captures the key issues to be faced in the town subsector, proposes
possible solutions, and presents some of the latest developments in the sector by reference to
recent projects. It is the first attempt to bring the important subsector issues together in one place,
under a coherent planning framework. The report is in two parts: Part 1 on water supply, and Part 2
on sanitation.

A number of country assessments have been undertaken as part of the second phase of the project
using the knowledge gained in the preparation of the Volume 1 report. The country assessments (in
Tanzania and Maharashtra, India) have been used to test the proposals presented here to improve
service delivery in towns. Through this learning process the conclusions and recommendations
presented in the Volume 1 report have been verified and adapted, leading to preparation of a
Volume 2 guidance note with accompanying “how to” modules. Where Volume 1 provides an
overview of the key issues, Volume 2 provides guidance on implementation.

A number of individual reports were commissioned during the first phase of the project, which
provided background material for the Volume 1 and 2 reports. These are compiled as “companion
reports” in Volume 3.

All of the volumes are available on the CD-ROM
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1 INTRODUCTION

These guidelines are about planning strategically for improved sanitation in small towns. They
have been developed in the context of the World Bank’s Town Water Supply and Sanitation
Initiative (TWSSI) and are intended for general use. They are intended primarily for consultants
and government officials who provide advice to municipalities on sanitation issues. However, they
may also be usefully read by political leaders and representatives of nongovernmental
organizations (NGOs) with an interest in sanitation.

The guidelines are divided into four sections. This introductory section includes basic definitions, a
brief review of why sanitation is important, why planning is needed, what is meant by strategic
planning, and why it is important to take a strategic approach.

Section 2, Basic Concepts and Principles , sets out basic concepts and principles, stressing the
need to be clear about objectives but also to base planning proposals on a sound assessment of
the existing situation.

Section 3, The Planning Process, deals with the planning process; what action needs to be taken
and, at least as important, when does it need to be taken?

Section 4, Implementing the Plan, is concerned with the action to be taken to ensure that the
plan is implemented.

1.1 Definitions

Sanitation has different meanings for different people. The term environmental sanitation is often
used to describe all those facilities and systems that help to achieve a healthy environment,
including excreta disposal, wastewater management, solid waste management, and health and
hygiene promotion. Sanitation, on the other hand, is more likely to be used to refer more
narrowly to excreta disposal.

For the purposes of these guidelines, sanitation is defined as the “facilities and hygienic principles
and practices relating to the safe collection, removal and disposal or reuse of human excreta.”1

This definition implicitly includes the management of fecal sludge. In many countries, water is
used to flush fecal solids, creating highly polluted wastewater (sewage). The guidelines are also
concerned with the opportunities for dealing with this wastewater.

The guidelines assume the need to take a strategic approach to planning. A strategy may be
defined as “a way of tackling a problem or working towards an objective” (Kneeland 1999).
Assuming that no planning is required and that market forces or some similar mechanism will
eventually solve sanitation problems is a strategy, although perhaps not a good one. Another
strategy might be to develop a detailed master plan, which specifies the timing and exact details
of every action to be taken over a number of years. This is also unlikely to be a good strategy. A
better approach will be to proceed in a number of steps, pausing to reflect on experience and, if
necessary, to modify subsequent actions at the end of each step. We will return to this point
shortly. For the moment, we reflect briefly on why sanitation is important.



1.2 Why Sanitation Is Important

The 2000 Global Water Supply and Sanitation Assessment Report estimates that worldwide, about
2.4 billion people lack adequate sanitation. The corresponding figure for water supply is only 1.1
billion. Good hygiene and adequate sanitation are prerequisites for good health. Through its
impact on health, sanitation also plays a role in achieving other development objectives. Healthy
people spend less on health care than sick people. They are also stronger and less likely to be
absent from work. so the health benefits resulting from improved sanitation also have impacts on
people’s livelihoods and the wider economy. The effect on livelihoods may be particularly
beneficial for poor people.

Untreated wastes degrade the environment. This degradation, once started, is difficult and
expensive to reverse. This is a particular problem in the large and rapidly growing cities of the
South . So, failure to develop sanitary solutions to waste disposal now stores up massive
environmental problems for the future.

1.3 Why Planning Is Important

Planning can help to ensure that all those concerned with sanitation have a framework within which
to act. It also encourages service providers to take a long-term perspective. Without a plan, there is
no guarantee that the combined effect of individual actions will lead to long-term improvements in
the overall situation. Similarly, there will be no means of assessing the need for the larger
interventions that are required to ensure that local actions are effective. For instance, without an
overall drainage plan, it will be difficult to assess the efficacy of local drainage improvements.

1.4 What a Strategic Approach Is and Why It Is Important

Many people think of a plan as a statement of a desired end state, for instance, 100 percent
latrine coverage in the town with drainage in the central business area and facilities provided for
emptying septic tanks and pits and treating the contents. The problem with such statements is that
they provide little or no guidance on how the end state is to be achieved. Strategic planning is
different. It is concerned with desired outcomes, but pays equal attention to the existing situation
and the options for moving from that situation to the desired outcomes. In short, a strategic
approach is concerned not only with where we want to go, but also with how we are going to get
there from where.

1.5 Why These Sanitation Planning Guidelines Have Been Produced

Sanitation is often treated as an adjunct to water supply on the assumption that the systems and
procedures that are appropriate for water supply can also be used for sanitation services. In fact,
there are some important differences between water supply and sanitation. Overall responsibilities
for water supply and sanitation often lie with different ministries. At the town level, both are often
a municipal responsibility. However, in small towns, water supply, drainage, and sanitation may
also need different institutional arrangements. Water supply provision in these towns usually
requires a public system, including source works, transmission, storage facilities, and distribution
mains. The situation is similar for drainage. In contrast, sanitation is most often dealt with on plot
and is primarily a household responsibility. In-house sanitation facilities may be linked to sewers
and drains, but this is not often the case in South Asia and Africa. In India, for instance, many
households have been provided with twin-pit pour-flush toilets through the Integrated Low Cost

3
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Sanitation (ILCS) Programme. These are essentially self-contained, although the pits do need
periodic desludging, which must be allowed for in the sanitation plan.

Because of these physical and institutional differences, sanitation planning requires a rather
different approach than that adopted for water supply. With this in mind, these guidelines have
been prepared to complement the Business Planning Guidelines that have been prepared for
water supply.



2 BASIC CONCEPTS AND PRINCIPLES

2.1 Fundamentals of Approach

In Section 1.5 , we noted that strategic plans are concerned not only with desired outcomes, but
also with how those desired outcomes will be achieved. This, in turn, requires that we start from a
realistic assessment of the existing situation rather than from where we think we would like to be.
The three basic questions to ask when developing a strategy are as follows:

1. What is the current situation or where are we now?
2. What are the objectives of the plan or program, or where do we want to be?
3. What are the options for moving from the first to the second or how do we get from here to

there in practical steps?

Supplementary questions that will help to ascertain where we are now and where do we want to
be are listed and briefly discussed below. Answering the third question will help you to define your
strategy. This is considered in more detail in Section 3 .

2.2 Where Are We Now?

When assessing the current situation, it is important to do the following:
• Consider the context, identifying any opportunities and constraints caused by existing

legislation, rules, and procedures.
• Take account of what already exists, recognizing that existing facilities often represent a

considerable investment.
• Understand the ways in which people think and institutions operate.
• Respond to actual problems and deficiencies, recognizing that existing problems may be the

result of management deficiencies, inadequate finances, poor operation and maintenance, and
poor coordination between stakeholders. Even where facilities appear to be inadequate, it will
be important to find exactly where and in what way they are inadequate, so that appropriate
action can be taken.

Without attention to these basic requirements, there is a risk that scarce resources will be used to
provide unwanted or unneeded facilities if the plan fails to address the very real problems that do
exist.

2.3 Where Do We Want to Be?

This question can be answered at several levels. At the most basic level, it is useful to develop a
shared vision of the future sanitation situation in the town or city as a whole. The vision should be
• Equitable in that it is concerned with the needs of all including the poor.
• Environmentally acceptable in that solutions to local problems do not cause deterioration of

the wider environment or use resources that cannot be replaced.

The vision should relate to sanitation services and the way that they are used rather than the
provision of facilities. This requires attention to both sanitation and hygiene promotion and the
arrangements for the ongoing maintenance of sanitation facilities.

5
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Sometimes there may have to be short-term tradeoffs between solutions to people’s pressing
needs and a concern with the environment as a whole, but sanitation planners should be aware
of those tradeoffs and look for solutions to problems that minimize adverse environmental
impacts.

Although a vision provides guidance on the general direction to be taken, it does not define
verifiable objectives. These more concrete objectives of the strategy, which may be described as its
goals, may be difficult to define at the beginning of the planning process, particularly when
information is limited. This will not be a problem if the strategy includes a specific commitment to
define them over time.

2.4 How to Get There—Some Underlying Principles
Sanitation problems may be complex, and information may be incomplete at the start of the
planning process. Hence, planners must be prepared to adapt plans in the light of changing
circumstances, their own improved understanding, and increasing availability of information. This
suggests the first principle of strategic planning, that planning should be seen as a process.
Within this process, it will be important to match actions to available resources. The development
of human, institutional, and financial resources should not be seen as falling outside the plan, but
rather as an integral part of the plan.

The second principle relates to the demand for sanitation. In economists’ terms, demand means
not only the desire for improved sanitation, but also a willingness to pay for it. There can be no
demand if people do not see the need for improvements, a point that is particularly important in
relation to hygiene education. Even when people are convinced of the need for improved
sanitation, they may need guidance on the costs and benefits of different sanitation options. Taken
together, these points suggest a second principle, that sanitation plans should aim to establish
demand, where necessary, inform it, and then respond to it.

Someone has to pay to provide and sustain sanitation services. The financial resources of
government will normally be limited, so sanitation programs are more likely to be sustainable if
sanitation users pay for the facilities that they use and the services that they receive. Users should
normally pay for the provision and maintenance of household facilities, which benefit them
directly. To make facilities affordable, efforts should be made to produce a range of designs to
suit the needs of different income groups. Other services, for instance, sewage and sludge
treatment and sanitation and hygiene promotion, provide benefits that either accrue to society as
a whole or whose value is not fully recognized by their intended beneficiaries. In technical terms,
they are public or merit goods. It will be much harder to persuade people to pay directly for these
services, which will normally have to be funded from other sources, usually government. This
discussion leads us to the third principle, that sanitation plans should be financially viable,
clearly setting out who will pay for what and how they will pay for it.

As indicated in the previous paragraph, direct responsibility for financing and providing in-house
sanitation and on-plot disposal facilities normally rests with householders. Local government may
be responsible for providing and managing public facilities and services, such as drainage and
pit-emptying services. However, it may choose to hand over direct responsibility for delivering
those facilities and services to either a private sector company or a community organization.
Where government fails to provide a particular service, a private sector or civil society
organization may step in to provide it. Clearly, it will be rare for the responsibility for providing
sanitation services to fall solely on one organization or group. This bring us to the fourth key



2 For instance, the Total Sanitation approach developed in South Asia often rewards villages that reach specified sanitation coverage
milestones.

principle, that sanitation planning must involve members of all concerned stakeholder
groups in appropriate ways. It will rarely be possible to actively engage all groups and
organizations in the planning process but, at the very least, all should be consulted. Regardless of
this, a focal department or organization should be identified to take overall responsibility for the
planning process. Further, improving sanitation takes time and money. To effect change,
stakeholder groups will probably also have to serve as advocacy groups to convince town
authorities to allocate resources to sanitation.

When producing the plan, it will be important to agree on roles and responsibilities and, where
necessary, to change legislation and procedures to allow formal recognition of what is already
happening informally.

People are most likely to invest in improved sanitation facilities if they have incentives to do so.
Conversely, they are less likely to continue with unhygienic practices, such as open defecation and
discharge of untreated sewage to open drains, if they can be fined or otherwise sanctioned for
doing so. Hence, the fifth key principle is that sanitation plans should include appropriate
incentives, rewards for positive actions and practices, and sanctions against negative actions
and practices. Incentives and sanctions are often assumed to be about money, but they can also
involve non-monetary factors, such as the approval or disapproval of neighbors. They can apply
to individuals, but may also apply to the wider community2.

The different aspects of sanitation, promotion of hygienic excreta disposal , and wastewater
disposal are linked with one another and with other aspects of service provision and service
management. The impact of improvements in one aspect may be reduced if they are carried out
in isolation from improvements in related aspects. This suggests the sixth principle, that sanitation
plans should take a wide view of sanitation. Taking a wide view also means going beyond
local solutions to local problems to consider the wider environmental impacts of proposed
initiatives.

Examples of sanitation initiatives abound that have been successful on a small scale, but have not
been copied or scaled up, such that their overall impact has been limited. Such initiatives have
limited relevance to towns and cities in which many people lack adequate sanitation. This brings
us to a seventh and very important principle, that sanitation initiatives should be assessed in
the light of their actual or potential impact on conditions in towns and cities as a whole.

7



3 THE PLANNING PROCESS

Planning for improved sanitation will normally involve the following broad steps:
1. Prepare for planning.
2. Investigate problems and possible solutions.
3. Produce plan.
4. Implement plan.

Preparation for planning should include initial efforts to understand the context within which
planning will take place. Without knowledge of the context, your answer to the question “where
are we now?” may be seriously flawed. See Section 3.1 for further information.

If a plan is to have any chance of being implemented, it must be widely “owned.” It will often be
the case that there is limited interest in planning and so little initial ownership of the planning
process. Where this is the case, preparation for planning must also include efforts to develop
support for the planning process. These efforts may take some time. It may be possible to
combine initial investigation of problems and possible solutions with efforts to create commitment
to the planning process. If you decide to attempt to do this, give careful thought to the ways in
which the investigation process can be used to build commitment.

Plans should always be information-based although it will sometimes be appropriate to make
judgments based on limited information. Initial investigations may reveal gaps in available
information. Where this is the case, there may be a need to undertake further, more detailed
investigations in order to develop an adequate understanding of problems and possible responses
to those problems. Adequate time should be allowed for this developing solutions3 stage even if
this means delaying the production of the plan proper.

The plan itself should be a written document. Further information on its form and content is given
in Section 3.4.

No plan is of any use unless it is implemented. One of the keys to ensuring implementation is the
plan preparation process. If this involves concerned institutions and individuals from the start, it has a
better chance of success. However, the follow-up to the plan, particularly in the period immediately
after the plan has been produced, is also important and is further considered in Section 4.

3.1 Preparing to Plan

3.1.1 Overview

Figure 1 provides an overview of preparation stage activities. Further information on the activities
shown in the figure follows.

3.1.2 Understand the Context and Collect Secondary Information
Before visiting the project town or towns, collect any information that is available at the national,
regional, or district level. This may include contextual information and background information on
individual towns. Contextual investigations should focus on the following:

8
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• Legal responsibilities for various aspects of hygiene and sanitation.
• Any general information on the way in which those responsibilities are carried out in practice, in

particular any problems created by lack of capacity. (Look especially for previous reports, and
note their recommendations.)

Investigations relating to individual towns should focus on existing plans, reports, and statistics. It
may be, for instance, that that the state, provincial, or regional planning authority holds good
recent physical plans of at least some towns. Technical departments with overall responsibility for
either water supply or sanitation may hold consultants’ reports on conditions in and proposals for
specific towns. Census data may yield town level and, on occasion, more locally disaggregated
information.

Whenever possible, information checked at the “center” should later be cross-checked against
that obtained in towns.

These initial investigations will help you to decide the extent to which existing legislation constrains
service management options and the opportunities presented by existing plans and programs.
Specific questions that may usefully be asked at this stage include the following:

Figure 1 Overview of Preparation Stage Activities

Develop understanding of context
(For state/region/province as a whole)
Based on national/regional analysis
• Legal context
• Institutional context
Will normally have been carried out
prior to town level analysis

Initial assessment
• Meet municipal leaders to
introduce process

• Observe conditions in town
stakeholder meeting (s)

• Hold workshop with key
stakeholders

Collect any secondary
information on town

Is there
interest in
improving
sanitation?

Work at town and District
level to develop commitment
to improved sanitation

Proceed to detailed investigation of
problems and possibilities

Preparation Stage

No

Yes
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• Who is responsible for sanitation provision?
• Who is responsible for sanitation and/or hygiene promotion, and does either have a budget?

Are there any existing sanitation promotion and/or hygiene education programs?
• What do existing laws say about the involvement of private sector and civil society organizations

in the planning and delivery of services?
• Are there any laws, regulations, or conventions relating to the delivery of water or sanitation

services to houses that do not have legal tenure?
• Is there any legal or procedural requirement for individual municipalities to produce sanitation

plans?

3.1.3 Initial Assessment

Start the planning process by carrying out a rapid appraisal that is designed to gain a basic
understanding of the existing situation and identify existing problems. The appraisal should not
ignore issues relating to sanitation promotion. It will normally be based on the following:

• Assessment of any secondary information (reports and statistics).
• Observation in the field.
• Discussions with sanitation users and providers.

It will provide overall impressions rather than detailed knowledge. In doing so, it should help you
to ensure that your efforts are correctly focused and that you do not waste time investigating
inappropriate actions, such as providing sewerage where there is little or no wastewater.
Where rapid appraisal suggests that existing sanitation facilities are generally inadequate, the
focus should normally be on the following:

• Assessing and, where necessary, creating demand for improved sanitation.
• Improving household sanitation in ways that do not lead to harmful impacts on the wider

environment.

If households already have adequate sanitation facilities, but arrangements for disposal of
wastewater and fecal sludge are inadequate, the focus should be on “public” drainage,
wastewater disposal, and sludge management facilities and services.

Whether or not existing sanitation facilities are adequate, evidence of poor hygiene will indicate a
need for hygiene education.

These options are not mutually exclusive. Action to replace inadequate in-house or communal
sanitation facilities should normally be linked to action on hygiene education. It may also need to
be linked to efforts to deal with wastewater and/or fecal sludge. There may be a need for a
different focus in different areas. In well-established settlements, in which most households already
have toilets, the focus may be on improved wastewater disposal facilities. In recently developed
and “slum” areas, there may need to be a much greater focus on improved household, shared or
communal sanitation facilities.



4 The term leader is used here to refer to influential politicians, including town mayors or their equivalent, and senior officials. Note that
not all those with strong political influence will necessarily hold formal office.

5 These will normally include government officials and representatives of NGOs with responsibility for or interest in sanitation, community
representatives, and formal and informal private sector providers.

3.1.4 Developing Support

No matter how good the sanitation plan, it will be of little relevance unless decision makers and
service providers recognize it and are committed to ensuring that it is implemented. Unfortunately,
it is often the case that few people see sanitation as a high priority. If anything, decentralization
increases this problem. In a centralized system, there are likely to be programs and departments
that relate specifically to sanitation. In decentralized systems, sanitation often has to compete with
other sectors for funding. Its chances of obtaining funding are reduced by the fact that it is not as
visible as, say, road improvements and new buildings. Where sanitation and planning have a low
profile, the first stage in the planning process must be to develop support for the plan, particularly
among the senior decision makers, who decide where and how funds will be used.

When outsiders initiate the sanitation planning process, their first task will normally be to ensure
that the town “leaders” are willing to at least give their approval to the process.4 This is important
for two reasons:

1. Because these leaders will decide what, if any, funds will be released to support the
implementation of any plan.

2 Because some people, particularly government officials, may not wish to engage with the
planning process, unless they feel that it has been officially approved.

The first task upon entering a town will therefore normally be to meet the town leaders, explain
the planning approach and, if possible, gain their support. Following this meeting, brief visits
should be made to typical areas in order to make an initial assessment of sanitation and
wastewater disposal conditions and needs. (See Section 3.1.3.) Further meetings with key
stakeholders should follow.5 These meetings should be used both to obtain information on current
attitudes, assumptions, and priorities, to provide information on the proposed planning approach,
and to invite people to an initial workshop or meeting.

The workshop will provide an opportunity to formally introduce the planning approach, obtain
feedback from local stakeholders, and identify partners in carrying the planning process forward.
The last will ensure that

• There are people to take the planning process forward.
• Local people and institutions are active participants in the process rather than passive recipients

of planning outputs.

The aim should be to form a “core team,” comprising representatives of government, NGO, and
civil society sectors, which can take the planning process forward. This team should certainly include
people from the government departments with statutory responsibility for aspects of sanitation
provision. However, the main qualifications for being part of the team are willingness to provide
inputs to the planning process and knowledge of aspects of sanitation provision in the town.

The initial focus of the team will be on gathering and analyzing the information required to
develop an understanding of sanitation conditions in the town and possible ways forward. Where
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Figure 2 Understanding Problems and Developing Solutions
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• Organizations with
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there is currently limited institutional interest in sanitation, these activities might also be used to
spread the message that sanitation is important and that improved sanitation is possible.

3.2 Understanding Problems and Identifying Possible Solutions

We now move into the planning process proper. Decisions are more likely to lead to effective
action if they are based on information rather than the hunches and assumptions of the decision
maker. Information is of limited use, unless it is ordered in a way that allows analysis. So, this step
of the process is mainly concerned with the collection, ordering, and analysis of information. Figure
2 shows the types of information to be collected and the progression through information collection
to identification and analysis of options and the presentation of findings to local stakeholders.



3.2.1 Types of Information

Information may take a number of forms, including the following:

• Spatial information. This information is presented on a map and shows where facilities and
events are located. The routes of sewers and the location and extent of areas subject to regular
flooding are examples of spatial information.

• Quantitative information. This provides details of numbers and/or percentages, for instance,
the number or percentage of households that have on-site sanitation facilities.

• Qualitative information. This relates to the quality of a process or service, but does not define it
in numerical terms. An example would be the information that municipal sweepers do not
remove all the solid waste from local waste collection points. Photographs and videos are a
particular form of qualitative information. They have the advantages that they are fairly easy to
use and are easily accessible to community members.

• Definitive information. This term is used to denote information that defines a particular facility
or object, typically presented in the form of a drawing or sketch that illustrates exactly how a
facility has been or is to be built.

A full understanding of the current situation will only be possible if different types of information
and information from different sources are combined.

3.2.2 Collecting and Ordering Information

Information should not be collected for its own sake. Rather, the aim should be to focus on
information that helps you to make informed decisions. This will require that you

• Establish what information is needed.
• Assess whether or not this information is available.
• Decide what needs to be done to fill any information gaps.

The focus should be on collecting existing information. Avoid large data collection exercises, at
least in the first instance. Rather, the use of discussions with key informants, focus group
discussion, observation, collection of any existing secondary data, and limited questionnaire
surveys (of, say, 30 people in one area) should be considered. Where there are information gaps,
do not assume that you have to fill them. Rather, use your judgment to determine whether it is
possible to make decisions on the basis of existing incomplete information or whether it will first
be necessary to take steps to collect better information. It may be possible to take immediate local
actions while gathering the information needed to decide on a more ambitious longer-term
program. (See Box 1 for examples.)

Figure 2 identifies four main focus areas for the collection of information: institutions, physical
facilities, demand for improved sanitation, and arrangements for sanitation promotion. It also
identifies a need to collect more general background information. We will return shortly to the
types of information required in relation to each focus area.

We now consider requirements in relation to the various information needs in more detail.
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An example of the use of judgment, based on limited information, is provided by investigations into

sanitation needs in Andhra Pradesh, India. As in other states, municipalities in Andhra Pradesh

were covered by the Integrated Low Cost Sanitation (ILCS) Programme . Under this, low-income

households were provided with double-pit, pour-flush latrines. The issue was whether or not these

latrines were being used and, if so, were functioning properly. Answers might have been obtained

by using a detailed questionnaire survey. However, a much quicker qualitative survey, based on

observation and conversations with intended users suggested that some latrines had never been

used, while few of the intended users new how to operate the double-pit system. This suggested a

need to take actions to deal with these weaknesses.

Drainage planning requires information on the routes and levels of existing drains. Indeed, without

a full survey, planning drainage improvements will be very difficult, particularly where the

topography is flat. Nevertheless, it may be possible to take immediate action to solve local problems

on the basis of observation and local surveys, provided that it is possible to identify local drainage

systems that have a free discharge at their lower ends and thus are not affected by what happens in

the downstream system. In Bharatpur, Rajasthan, in India, it was possible to identify drainage

improvements that would eliminate a pond of polluted water and thus improve local environmental

conditions, even though analysis of the full system was impossible without a townwide survey.

BOX 1 Examples of the Use of Judgment in Relation to Information

14

Background information

Background information on the town’s administrative status, topography and geographical
situation, population, and growth rate should be collected. Any existing maps and development
plans for the whole or parts of the town should be collected. Where such maps and plans do not
exist, the aim at this stage should be to create a sketch map showing the main streets, housing,
and business areas, if possible, distinguishing between different types of development.
It will also be useful to collect general information on social factors, particularly that relating to
the legality or otherwise of different types of development. Have some areas been developed
outside official rules and regulations? If so, what is government’s approach to providing sanitation
and drainage facilities in those areas?

Information on institutions

Information on institutions must cover
• Structures.
• Systems.
• Human resources.

Structures

Structures provide the overall framework within which the various stakeholders carry out their
responsibilities. In particular, they specify who is responsible for what. Investigations should cover
the division of responsibilities between and within organizations and the ways in which these
organizations are linked. Start by determining responsibilities for



6 This is most likely to be happening at the local level. Examples include community-built sewers in Pakistan and private latrine pit-digging
services in Africa.

• Sanitation provision (both household-level and public facilities).
• Providing advice and support to householders.
• Wastewater collection and disposal.
• Setting standards and regulating discharges (including disposal of fecal sludge).
• Sanitation and hygiene promotion.

Use the information you collect to draw a chart, showing how the various organizations are
linked. In the case of government organizations, what is their parent ministry and what, if any,
operational links exist with other organizations?

Note that different organizations may be responsible for service provision at different levels of the
service hierarchy. For instance, in larger towns, local drains may be the responsibility of the
municipality, while larger drains and sewers are the responsibility of a specialist water and
sewerage authority.

Note also that overall responsibility for sanitation often lies with a different ministry than that for
water supply. Bear this in mind when considering the options for supporting sanitation
improvements in small towns. Do not assume that the organization that is responsible for water
supply will automatically wish to give priority to sanitation.

Use the organization chart and related information to identify any overlapping responsibilities and
any obvious gaps. In particular, establish whether any organization has clear responsibility for
sanitation and hygiene promotion.

Systems

Investigation of systems is concerned with what happens inside organizations. How do they
discharge their responsibilities? In particular,

• What powers are available at different levels in the organization?
• What processes have to be followed to reach decisions?
• What arrangements are there for coordination between different departments within the

organization and with other organizations?
• How influential are standard rules and procedures in deciding what should be done within an

organization and how it should be done?

Do not confine yourself to formal systems. Remember that

• What happens in practice within organizations is sometimes rather different from what is
officially meant to happen.

• Groups and organizations may be working to provide better sanitation services outside official
systems.6

• Local government and community organizations may not have the capacity, and perhaps the
willingness, to carry out the responsibilities assigned to them by official policy.

15



7 For example, do staff who are trained to clean open drains have the rather different knowledge, skills, and equipment to maintain a
proposed sewerage scheme? Do government workers know what to do to move from providing services to enabling others to provide
services?
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So, when assessing systems, always ask yourself what is happening in practice and how it differs
from what is theoretically meant to happen. Do not take statements, particularly those made by
politicians and senior managers, on trust. Rather, try to cross-check them by observing conditions
on the ground and talking to service users and operating staff with direct responsibility for
particular aspects of service provision.

Look in particular at the way in which existing systems facilitate routine operational functions and
provide scope for strategic decision making. Do they reward initiative? Do they allow input from
those who have good knowledge of how systems work on the ground? Do they ensure that
strategic decisions are made on the basis of information rather than the assumptions and whims
of politicians and senior officials?

Look at existing “planning” and budgeting systems and how the proposed strategic plan can be
integrated into those systems. Existing “plans” will sometimes be nothing more than a wish list of
projects. Even so, it will be important to ensure that strategic planning processes can be linked to
existing budgeting systems. Otherwise, it will be hard, if not impossible, to obtain funds to
implement it.

Human Resources

Structures and systems will only be as good as the people who operate within them, so
investigation of institutions must also be concerned with people, as follows:

• What people are employed by each organization?
• What skills do they have?
• Are there any obvious gaps?

These questions are particularly important when there are proposals to introduce new
technologies or change roles, or both. Investigation of human resources should be concerned not
only with available knowledge and skills, but also with the attitudes and assumptions of workers.
Together, do these allow managers and workers to carry out their existing responsibilities
effectively? Will they be adequate to allow any proposed changes in roles and responsibilities?8

Information on sanitation and wastewater disposal facilities

Questions to be asked in relation to sanitation and wastewater facilities include the following:

• What are the existing sanitation facilities? Do people have household sanitation facilities? If
so, do those facilities involve waterborne or dry systems? What happens in low-income areas?
(Do people have household latrines, do they use shared or communal facilities, or do they
practice open defecation?)

• What are people’s current sanitation practices and preferences?
• What happens to wastewater?
• What provision is made for desludging latrine pits and septic tanks?
• What is the current water supply and how is it likely to change in the future?



If quantitative information on access to sanitation facilities is available, it should be collected.
Where such information is not available, it should still be possible to obtain a qualitative
understanding of the existing sanitation situation through observation and interviews with
community members and concerned officials.

The presence of open defecation is a clear indication that some households do not have access
to adequate sanitation facilities.

If wastewater is flowing beyond plot boundaries, plot drainage routes and establish what happens
to the wastewater. Where is it discharged, and is it used in any way for agriculture or aquaculture?
Plot information on the drainage system on a plan. Ideally, this should be based on a scale map
of the town. If this is not possible, it may be necessary to produce a sketch plan in the first
instance. This may provide sufficient understanding for initial priorities to be determined,
particularly where good falls are available. However, it will always be good to develop a scale
plan of the system, showing the routes and levels of main drains and areas that are critical to the
operation of the system.

Information on water supply is important because the level of water supply provision affects the
viability of sanitation options and hence the choices to be made with regard to those options.
Table 1 provides outline information on how to assess the water supply service level and its impact
upon sanitation choice.

Demand

Sanitation services will not be used unless people want them. There are two aspects to this. First,
people must want improved sanitation and second, they must want the particular sanitation
facilities and services that are on offer to them and be prepared to do whatever is necessary to
ensure the continued operation of those facilities and services. This includes paying for their
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Level of provision
Likely per-capita
water consumption Viable sanitation technologies

Public standposts,
some distance from plot

20–30 lcd Pit latrines, dry “ecological” latrines, perhaps
pour flush latrines. No need for off-plot sullage
disposal except in densely populated areas.

Standposts close to plots
and yard taps

30–60 lcd Pour-flush toilets. Pit latrines and ecological
latrines with separate sullage disposal. There
may be a need for off-plot drainage facilities.

Full in-house plumbing 80 lcd upwards,
depending on supply
period and nature of
plumbing fixtures

Pour-flush and cistern toilets connected to
sewers. On-plot pit latrines and pour-flush
latrines disposing to leach pits or drain fields
also possible but there will be a need for
sullage disposal in open drains or sewers.

Table 1 Water Supply Service Level and the Relationship between
Water Supply Level of Service and Viable Sanitation Technologies
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ongoing operation and maintenance. If someone wants a service and is prepared to pay at least
part of its cost, they are exhibiting demand for that service. So, assessment of demand must
include consideration of how much people will be willing to pay for improved sanitation.

One approach to assessing demand is to use contingent valuation (CV). CV exercises involve
asking people what they are willing to pay for different sanitation options in carefully designed and
realistic hypothetical scenarios (Whittington 1998). Unfortunately, CV exercises are relatively
expensive and can be misleading unless they are prepared and supervised by trained specialists.
Do not consider using CV unless you have access to specialist advice on the subject. Rather,
identify those sanitation options that are likely to be viable in the local situation, estimate how much
they are likely to cost, and use the simpler methods described below to assess demand for them.

Start by finding out what people do and asking them what they want. In the first place, walk
around the area that you are interested in and observe what forms of sanitation already exist. This
is sometimes referred to as a transect walk. It is best if the transect walk involves a group of
people, preferably including people from the local community, as some group members may see
things that might be missed by others. In the course of the walk, obtain further information by
talking to people and asking about their current sanitation practices and needs. Asking the same
few questions of every household and stakeholder group is useful in finding out the diversity of
opinion in a community.

Focus groups can also be used to explore people’s current sanitation practices and needs. Initially,
these can be fairly informal, and indeed it will often be better to talk to groups of people rather
than individuals in the course of transect walks. Later, more formal discussions, structured around
carefully prepared questions, can be held with representative groups from various parts of society.

Questionnaire surveys can also be used to obtain information on what people currently do and
what they would like in the future. It will be particularly useful to ask people about what they have
done in the past to try to improve their own sanitation. Surveys do not have to be large, expensive
affairs. Small surveys may not provide sufficient information to allow detailed scientific analysis of
the findings, but they will often provide sufficient information for planning purposes.

Before conducting any form of survey, try to divide the town into roughly homogeneous districts or
neighborhoods. The classification might include the central business district, upper-, middle-, and
low-income areas, and formal and informal areas. (Where there is little physical difference between
different areas, the division might be on the basis of the political or physical boundaries and, if
information is available, the age of settlements. Surveys should then fall into one of two categories:

1. Those that are confined to one particular area and are intended to provide information only
about that area.

2. Those that cover the town as a whole. These will usually need to be larger and will have to be
planned in a way that enables differences in conditions between different areas to be identified
and assessed.

Promotion

Sanitation and hygiene promotion are important activities, which are often neglected. The key
questions to be asked when investigating the existing situation are the following:



• Who if anyone, is responsible for sanitation and hygiene promotion?
• Who, if anyone, is currently carrying out sanitation and hygiene promotion work?
• What is the focus of current promotion activities, and is this focus appropriate?
• What are the results, if any, of current promotion activities?
• How are sanitation and hygiene promotion funded? Where little promotion work is going on, a

more appropriate question will be “how might sanitation and hygiene promotion work be
funded in the future?”

The first two questions are about institutions and can be covered along with investigations of other
institutional issues. The second is important. Do not assume that just because someone or some
organization is assigned to carry out promotion work, they will actually be doing it. Promotion is
often a neglected subject, particularly in small towns, which may not be covered by rural
programs.

Promotion will only be useful if it encourages people to make decisions and take actions that are
appropriate to their local situation. For instance, where people already have in-house toilet
facilities that discharge wastewater to open drains, the focus of promotion should be on safe
wastewater disposal rather than improved in-house sanitation facilities. So, it will be important to
determine the focus and hence the relevance of current promotion activities, bearing in mind the
local situation.

The last question is often neglected. Promotion costs money and will not happen, unless those
who are responsible for it have adequate funds, and indeed adequately trained people.
Answers to questions about responsibilities and finances should normally be addressed to
government representatives. Where responsibilities for promotion are devolved to an NGO or
private sector organization, its representatives should also be asked about funding and whether or
not it is sufficient.

Assessment of current promotion arrangements and practices will normally require fieldwork. This
may involve assessment of promotion practices and interviews with members of the target
audience to ascertain the extent to which their beliefs and practices have changed as a result of
promotion. This assessment could be linked to that of demand and could use the same range of
investigation methods.

3.2.3 Identifying and Assessing Options

The next step in the planning process will be to identify options and assess them in the light of the
knowledge gained from information collection and analysis. Start by considering institutional
options, including those for promotion, and move on to technology and financial options. Each is
considered in turn below.

Institutional options

The central institutional question is which organization should take overall responsibility for the
implementation of the plan. In many cases, the municipality will be the most appropriate choice,
since it is likely to have official responsibility for sanitation planning in the town. Beyond this, it will
be necessary to consider the most appropriate home for specific plan activities. Where sanitation
facilities are likely to be mainly on-site (pit latrines or pour-flush latrines discharging to on-site
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leach pits), the main focus is likely to be on promotion and providing support rather than the
direct provision of sanitation facilities and services. Municipalities may have little experience with
this “enabling” role. Where this is the case, the possibilities for developing in-house capacity and
buying in expertise from NGOs and, where appropriate, the private sector will have to be
considered. It may be that different strategies will be appropriate for different tasks.

Sanitation facilities and services may be managed by a public body, a “community” level
organization or the private sector. Table 2 provides broad guidance on which type of
management is likely to be possible at different levels in the service hierarchy. It shows the
important points that individual households will normally be responsible for managing on-plot and
in-house facilities and that community management will be difficult or impossible beyond the
neighborhood level.

Where more than one management option is possible, the choice between them should be based
on the strength of the different sectors. So, for instance, if initial analysis has shown on one hand
that the public sector is weak, but that strong community organizations exist, community
management may be the preferred neighborhood option. On the other hand, if the public and
community sectors are weak, it may be worthwhile to explore private (household) management of
household-level facilities.

In general, systems that dispose of wastes away from the individual plots will require more
complex management arrangements than those that are contained on or close to the plot, which
may be a factor when choosing which sanitation technology or technologies to use.

Options for managing public toilets, where they exist, include contracting out the provision and
operation and maintenance of toilets to NGOs and community groups. Another option is to
franchise an individual to operate a toilet, ensure that it is kept clean, and collect fees from users.
Under this arrangement, the individual would charge users and pay an agreed amount each week
to the “owner” of the public toilets, normally the municipality. Any income over and above the
agreed amount would be retained by the franchisee. This arrangement has the advantage that the
franchisee has an incentive to keep the toilet clean and give a good service, since this increases
the number of users and hence his or her income.

Household Neighborhood Settlement District/zone Town-/city-wide

Public No Possible Possible Possible
(current norm)

Possible
(current norm)

Community No Possible Difficult No No

Private Yes
(individual
households)

Possible Possible
(if there is an
incentive)

Possible
(but rare
at present)

Possible
(but rare
at present)

Table 2 Management Options at Different Levels

Note: Terms such as neighborhood and district are rather imprecise. Here they are used as follows:
Household: A single nuclear family or an extended family living in the same building or on the same plot.
Neighborhood: An area containing anything between about 10 and about 200 households.
Settlement: A more or less homogenous area, containing perhaps 200–1,000 households.
District: A part of a town or city, often an administrative area or political division, but it could be a drainage basin.



Physical options

Many physical sanitation options are available. The issue for planners is how to decide between
them. When considering choices, distinguish between fundamental choices and secondary
choices. Following are the four fundamental questions:

1. At what level should sanitation facilities be provided? Should toilets be provided for
individual households, for defined groups of households or for use by anyone in the
community (household, shared, and communal or public facilities, respectively)?

2. What type of latrine will be used? In particular, will water be used to flush feces? (Systems that
rely on water are commonly referred to as wet systems and those that do not as dry systems).

3. Will wastes be retained on or near the plot or removed to another location?
4. Will wastes be disposed of or reused in some way?

The answers to questions 2 and 3 can be used to categorize sanitation technologies, as illustrated
in Table 3. This includes an intermediate option for Choice 3, that of partially on-site or hybrid
systems, which retain solids on plot while conveying wastewater away from the plot.

The answer to question 4 may affect the extent of wastewater collection systems and the type of
treatment provided.

Bearing these points in mind, the following procedure is suggested when considering options and
making sanitation choices.

Step 1: Decide where to provide sanitation facilities. Wherever possible, the aim should be to
provide on-plot facilities for individual households. The only exceptions to this rule should be
where plots are very small and/or householders are tenants who fear that they will be replaced if
improved facilities allow landlords to charge higher rents. Where there is insufficient space on
plots to provide facilities for individual households, the possibility of providing shared facilities
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Dry systems Wet systems

On-site Various forms of pit latrine,
composting latrines, dry boxes,
and dehydrating latrines.

Toilets /pour-flush toilets connected to leach
pits and via septic tanks to soakaways.

Partially on-site
(hybrid systems)

Toilets/pour-flush toilets connected via
interceptor tanks to drains and sewers.

Off-site Bucket latrines and their variations
(generally considered
unacceptable on health grounds).

Vaults and cartage systems (used
in Japan, but not currently feasible
in developing countries).

Toilets/pour-flush toilets connected to sewers.

Cesspits and tanks (from which liquid and solid
wastes are removed at regular intervals).

Table 3 Categorization of Sanitation Technologies
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should be considered. In this approach, toilets are grouped in blocks. Each toilet is reserved for
the use of a number of families, each of which is provided with a key. Where there is no
alternative to communal facilities, to which everyone can have access, it will generally be better to
provide several smaller facilities near to people’s houses rather than one large facility to serve a
whole “settlement.”

Step 2: Decide on the type of sanitation facility. The basic choice will be between “dry” and
“wet” systems.

As a first step to choosing between the two systems, ask the following questions:

• Is water available on or close to sanitation facilities?
• Do people use water for anal cleansing?

If the answer to both questions is yes, a wet system will normally be the best system, although
there will be a need to consider how to deal with the wastewater produced. Where people use
water for anal cleansing, but water is not available close to sanitation facilities, the preferred
option may be to improve the water supply to the level at which pour-flush toilets can be used.
Even where people do not use water for anal cleansing, people will often choose a wet system
with a pour-flush toilet, which they see as a higher level of service. Nevertheless, you should at
least explore with them the possibility of using a dry system with separate arrangements for the
disposal of sullage (wastewater from kitchens and bathrooms), since this greatly reduces the
problem of dealing with polluted wastewater.

If the answer to both questions is no, a dry system will be the best, indeed in many cases the only,
option. The key question then becomes whether to use a simple pit latrine system or something
more complex, for instance, a double pit system or ecological sanitation.

When considering these and other technical options, consider both their potential benefits and
how they might fail. In particular, what do they require of users, are users aware of what they have
to do and willing to do it, and what will be the consequences if they do not do it?

Step 3: Decide how to deal with wastewater. As indicated in Table 1, options for wastewater
disposal will be influenced by the decisions that are made on the toilets to be provided. If a dry
sanitation option is adopted, any wastewater produced will be gray water, which does not contain
fecal material. Water-borne sanitation, on the other hand, will produce black water, which
contains feces. This will be much stronger than gray water, and failure to manage it adequately
will result in threats to both public health and the environment.

Table 4 provides further guidance on the options for wastewater disposal.

If wastewater is to be disposed of away from the plot, the options to be considered relate to

• Where it is to be discharged.
• How it is to be conveyed to the discharge point.
• How it is to be treated or otherwise managed prior to discharge in order to minimize risks to

health and the environment.



8 It is also possible to design systems that incorporate an interceptor tank on each house connection so that the sewers carry only settled
or solids-free sewage. Such sewers can be used at lower per-capita water consumption levels and can be laid to flatter gradients than
conventional sewers.

Each of these options is now considered in turn.

Where should wastewater be discharged? When answering this question, consider the nature of
wastewater and what is happening to it already. Local disposal is more likely to be appropriate for
gray water than for sewage. If wastewater is being used locally for either irrigation or agriculture,
the options for building on existing arrangements should be explored. Local disposal is less likely
to be an option where one of the following is true

• The existing drainage system already extends beyond the local neighborhood or district.
• Little land is available.
• There is limited institutional capacity to manage local treatment facilities.

Further consideration of the land requirements for treatment for different purposes will be given
shortly. For the moment, the point to note is that treatment of sewage to allow it to be used for
irrigation or aquaculture requires a significant area of land.

How should wastewater be carried? The options for carrying wastewater are as follows:

• Open drains, which are likely to be the most common form of provision at present. They may
be an appropriate option for carrying gray water, provided that they receive no toilet wastes.
Once flush toilets have been installed, open drains will present a health hazard, although it is
possible that this hazard is less than that arising from poorly maintained sewers.

• Covered drains, which represent a compromise between open drains and sewers. They are not
ideal in that they often harbor rats and cockroaches, which can enter houses through untrapped
wastewater connections. However, they may be easier to clean and maintain than conventional
sewers.

• Sewers, which should be used to convey sewage. Sewers may be designed as combined
(carrying both wastewater and storm water) or separate (carrying only wastewater).8 In practice,
it is hard to keep all wastewater out of nominally separate sewers, especially in areas in which
no provision is made for disposal of stormwater.
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Table 4 Guidance on Dealing with Wastewater

Level of water use

Low
(0–30 lcd )

Medium
(30–80 lcd)

High
>80 lcd

Black water
or sewage
Including fecal
material

Discharge wastewater to
leachpit on or close to plot.

Leachpit disposal might be
possible in permeable soils, but
off-plot sewerage will normally
be required. Treatment required.

Off-plot disposal—
sewerage required.

Gray water Discharge to soakaway or
use for garden watering.

Soakaway disposal may be
possible in permeable soils but
off-pot drainage will often be
required.

Off-plot disposal—
sewerage or drainage
required.



Figure 3 Decision Tree for Choosing an Appropriate Wastewater Management Option

Treatment to
remove both
pathogens and
reduce oxygen
demand

Treatment plus
action to charge
downstream use
practices

Is it possible
to change
downstream
use practices?

Is it possible to
move the discharge
downstream of
points of human
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It is possible to design local sewerage systems that discharge to open drains. This may be
acceptable as a short- to medium-term measure designed to improve conditions in the areas to
be sewered. Conversely, collector sewers are sometimes provided to take discharge from open
drains. This arrangement will lead to silt and solids being carried into the sewers and should be
avoided unless satisfactory arrangements can be made to screen the inlets to sewers and provide
and maintain silt traps prior to the inlets.

What form of treatment should be provided? Figure 3 is a decision tree, giving guidance on the
basic choices to be made in relation to the type of treatment to be provided for sewage.9



It suggests that treatment providing a long retention period, and so requiring a large area of land,
will normally be needed if wastewater is to be reused for aquaculture and/or irrigation. In
practice, it may be hard to find sufficient land to provide the required treatment. Where this is the
case, some compromises will be required and a balance may have to be struck between the
financial benefits to be gained from agriculture and/or aquaculture and the health risks
associated with less than adequate treatment.

Financial options

The plan will only work if it provides clear guidance on who is responsible for what and that
guidance is widely available and generally accepted. Financial responsibilities for both providing
and operating and maintaining facilities and services need to be defined.

As a general rule, sanitation users should pay the capital and ongoing operational costs of
facilities, such as toilets, which bring private benefits. The situation with regard to facilities and
services that bring public benefits is less clear-cut. Ideally, costs would be allocated in a way that
directly reflected the benefits that households receive from a particular service. So, all households
in a town would pay for sewage treatment, those living in a particular district would pay the costs
relating to the sewers serving that district, and so on. In practice, this approach is unworkable,
and something much simpler is required.

Regardless of how costs are calculated, there is also a question of whether they should be
incurred directly by householders, recovered through a user charge, or recovered through general
taxes. As a general rule, the cost of on-plot facilities and services should be paid directly by
households, and user charges should pay for as high a proportion as is possible of other system
costs. However, it may be that the only realistic option for covering the cost of sewage and sludge
treatment and protecting the environment may be through general taxation.

Specific questions to be asked concerning financing options include the following:

• How much should be assigned to sanitation and hygiene promotion, and how should this cost
be covered?

• Should any subsidy be allowed on the cost of latrines and, if so, how should this be covered?
• What provision should be made for protecting the wider environment and how should measures

to protect the environment be financed?
• Where funding is available from external sources, is any flexibility available as to how this

funding might be used? In the event that there is flexibility, how might external funding best be
used? Where there are clear limits on what can be done with external funding, and what
options are there for providing supporting funding to maximize its impacts?

3.3 Presenting and Agreeing on Findings

The “technical” analysis of options may reveal what appear to be the best options for moving
forward. However, these options are unlikely to be implemented, unless they are known and
accepted by key institutional and political stakeholders. It may be, for instance, that analysis has
shown that dry on-plot sanitation is the best option for a town, but a program to promote
appropriate sanitation options will only be implemented if politicians and senior officials are
convinced of the fact. So, the next and very important step will be to present the findings of
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analysis to all the key stakeholder groups and ensure that the plan proposals resulting from this
analysis are agreed by all, or at the very least, most of those groups.

One option is to present the findings in a written report. This will provide a permanent record of
proposals and the reasoning that led to them. Unfortunately, politicians and senior officials do not
always read reports. Even if they do read them, they may not focus on the same issues as the
report writers. So, it is important that written reports are supplemented by other efforts to
communicate the findings of investigations and develop consensus around what is to be done.
These might involve the following:

• Initial informal meetings with key decision makers to explain findings and explore preferred plan
options.

• Formal and informal meetings with other stakeholders, for instance, NGOs with an interest in
sanitation and citizens’ groups, to explain findings and obtain feedback on proposals.

• A workshop or meeting designed to reach formal agreement on what is to be included in the
plan and who will be responsible for implementing plan components.

• Follow-up meetings to confirm agreements reached in the workshop.

3.4 Producing the Plan

Structure and content of the plan

The plan should be a written document, written as simply as possible and setting out the overall
strategy and providing more detailed information on individual schemes. It should normally
include the following:
1. A brief summary of the plan objectives and components. This should not exceed two pages

in length.
2. The main plan document. This should include the following:

• A statement of problems and issues the plan is to address.
• A “vision” statement.
• Specific objectives linked to the vision statement.
• A statement of the strategy to be followed to achieve those objectives. This would identify the

components to be included in the plan.
• A brief summary of the actions to be taken to in relation to each plan component.

3. Additional detailed information on specific plan components.
The statement of problems and issues will provide a summary of “where we are now.” As far
as is possible, it should go beyond “symptoms” to identify the causes of problems. It should be
particularly concerned to identify any lack of commitment to improve sanitation and/or dispose
of wastes in a sanitary way. The best plans will not be implemented if there is limited interest in
implementing them. So, if investigations have revealed a lack of demand for improved
sanitation, among either users or officials, the plan will have to include measures to create that
demand.

The vision statement should define the overall focus of the plan. It might include phrases like
“open defecation will be eliminated,” “all citizens will have access to hygienic sanitation facilities,”
and “all fecally contaminated wastewater will be treated to a suitable level before discharge to the
environment or reuse.”



The vision statement, as its name suggests, is concerned with direction rather than practicalities.
The objectives will provide an indication of the distance to be traveled along the road set out by
the vision statement. Possible overall objectives are suggested below:

• General public awareness of the links between hygiene and sanitation and health.
• All owner-occupied housing to have on-plot sanitation facilities.
• All tenants to have access to shared sanitation facilities.
• All fecal wastes disposed of in a sanitary manner.
• Specialized skills and equipment for the maintenance of sewers in place.
• All wastewater reused for irrigation treated to World Health Organization (WHO) standards.

These suggestions are indicative, and actual objectives will depend on the local situation. Note
that they relate not only to physical achievements, but also to changes in attitudes and
organizational arrangements.

Objectives define a desired end state. Many plans fail because they say little or nothing about
how those objectives might be achieved. The strategy statement should therefore set out the path
to be followed towards the stated objectives. It will normally include information on intermediate
objectives and the way in which those objectives are to be approached. Some of these
intermediate objectives will normally relate to the removal of constraints.

The strategy is likely to have sections relating to sanitation promotion, support for on-plot
sanitation improvements and action to ensure safe collection and disposal or reuse of wastewater
and fecal sludge. In each case, the objectives defined should relate not only to physical
improvements, but also to the institutional arrangements required to ensure that those
improvements are sustained and continue to deliver good services.

To facilitate implementation of the strategy, the plan document should provide information on the
actions required to complete each plan component. It should pay particular attention to objectives
to be achieved and activities to be undertaken in the first year. Achieving first-year objectives will
build confidence in all the parties involved. Conversely, if early objectives and targets are set at
too high a level and consequently not achieved, people will lose confidence in the plan and may
ignore it. These intermediate objectives do not have to relate only to completed schemes and
activities. Rather, they should be seen as staging posts on the way to achieving an overall
objective. One such milestone might be purchasing or otherwise acquiring the land required for a
new treatment facility.

Matching targets to available resources

Action plans should include estimates of the time required to undertake actions and target dates
for achieving objectives. Time estimates should be realistic, taking account of the availability of
funding and human resources.

It may be that funding will be required from higher levels of government and/or other external
organizations and that the amount and timing of this funding cannot be guaranteed. Where this is
the case, it should be clearly stated in the plan. However certain or otherwise you are about
funding, you should expect to periodically review action plan timings and adjust them as
necessary to reflect experience and changes in the situation.
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Do not assume that government will be the only source of funding. The plan should be based on
a realistic assessment of what intended users will pay for improved sanitation services and the
resources that may be available through NGOs, local businesses, and other nongovernmental
sources. Where appropriate, it should include some indication of action that might be taken to
improve financial systems and the local financial base.

It may be that funds are already earmarked for ongoing programs and committed government
schemes. These should not be ignored or treated as being separate from the plan. Rather, all such
programs and schemes must be integrated into the plan.

Information on plan components

The plan itself will provide the framework within which decisions can be made and actions taken.
In some cases, no further guidance will be required on what has to be done. In others, it will be
necessary to provide more detailed guidance on the actions to be taken. This guidance does not
have to be provided in the main body of the plan. Rather, it should be included in a series of
supplementary documents. Each document should be produced by the organization that will have
the main responsibility for implementing the component to which it refers. Some of these may be
produced at the same time as the plan, while others will be developed in the time after the plan
has been adopted.



4 IMPLEMENTING THE PLAN

The plan will have no value unless it is implemented, at least in part. Even then, long-term gains
will only be achieved if the lessons learned in the course of implementation inform future plans
and initiatives. Taken together, these points suggest a need to answer the following questions:

• How can we ensure that the plan is implemented?
• How can we monitor its implementation?
• How can we assess its impact and ensure that the lessons learned are used to inform future

plans and programs?

Each of these questions is now investigated in turn.

4.1 Ensuring That the Plan Is Implemented

This subsection considers the actions to be taken to increase the probability that the plan will be
implemented.

4.1.1 Allocate Responsibilities

It is commonly assumed that the best way to ensure implementation of a plan is to form a
committee and give it overall responsibility for seeing that the plan is implemented. Unfortunately,
committees tend to be ineffective unless someone takes the lead in ensuring that they meet and
following up to ensure that agreed actions have in fact been undertaken. So, it will be advisable
to assign one organization as the lead organization for plan implementation. This organization, in
its turn, may be well advised to assign lead responsibility for implementation to a single staff
member. This will help to avoid the common situation in which everyone thinks that someone else
will take the lead while the reality is that no one is taking the lead and nothing is happening.

The lead organization cannot implement the plan on its own. Rather, plan implementation will
depend on the actions taken by a number of organizations, each taking responsibility for
particular aspects of plan implementation. To ensure that all aspects of the plan are covered and
that there is no duplication of efforts, it will be important to ensure that responsibilities for the
various plan components are clearly allocated and accepted by those to whom they are allocated.
Responsibilities should have been discussed in workshops during the development of the plan, but
it will be important to confirm that these responsibilities are understood and accepted early in the
implementation process.

4.1.2 Make the Plan Official

The plan is unlikely to be implemented unless it has official status. So, an early priority after
producing the plan will be to have it officially accepted and ratified. The way in which this is done
will depend on local administrative arrangements. Where there is a municipal council or
assembly, this should be asked to formally approve the plan and instruct municipal officials to
follow it.
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4.1.3 Start Implementation Immediately

The first few months after the plan has been produced are critical to the success of the whole
planning process. If implementation does not start during this period, there is a real danger that
the plan will be sidelined and quickly forgotten, in practice if not in theory.

One of the first tasks of those charged with ensuring plan implementation will be to ensure that
the concept of the plan is widely accepted and that stakeholder organizations are taking practical
steps to implement the plan. Copies of the plan should be circulated as widely as possible.
Thereafter, every opportunity should be taken to remind stakeholders of the existence of the plan
and the need to implement it. Regular meetings, perhaps monthly in the first instance, should be
held with representatives of the various organizations with responsibilities for individual plan
components to obtain feedback on progress and, where necessary, provide them with advice and
guidance on taking their work components forward.

Each stakeholder organization should ensure that it is in a position to implement the sections of
the plan for which it is responsible, focusing particularly on first-year activities and targets. Ideally,
each organization should set up a small project team to oversee plan implementation. It may be
appropriate for the team to report directly to the chief executive of the organization. Ideally, the
team members should be relieved of other duties, but this will not always be possible.

4.1.4 Link the Plan with Mainstream Programs and Budgets

Plan activities are unlikely to be implemented, unless they are seen as central to the work
programs of the organizations that are charged with implementing them. So, it will be very
important to ensure that plan activities are clearly defined and included in the annual programs
and budgets of the organizations that are responsible for their implementation.

Where necessary, individual organizations should develop detailed proposals for the plan
elements for which they are responsible. In the longer term, the aim should be to ensure that
procedures and practices developed in the context of the plan are adopted as standard practice
by the organizations that are responsible for them.

It will be particularly important to ensure that a budget is provided for sanitation and hygiene
promotion. Where there is no dedicated budget for them at present, efforts should be made to
develop a budget line to cover them in the future. This may require lobbying with higher levels of
government to encourage them to issue guidance on planning and budgeting for promotion
activities.

4.1.5 Develop Formal Agreements Where Necessary

Where locally managed facilities are dependent on higher-order facilities provided by others,
there will be a need to agree on who does what and who pays for what. This will normally require
some form of formal agreement that sets out the rights and responsibilities of the partners. Take,
for example, the case of a locally constructed and managed sewer connected to a collector sewer
provided and managed by a central authority. The central authority has to bear the cost of
operating the downstream system, including any sewage pumping and treatment that is required.
It will be reluctant to approve the connection from a community-managed sewer unless it receives



some revenue from community members to cover these downstream operating costs. At the same
time, the community can argue that they should not pay the full tariff because they are managing
the local part of the system and thus reducing the cost to the central authority. In such a situation,
there should ideally be a standard agreement that the tariff will be reduced by an appropriate
amount to allow for the fact that the community is managing its own local facilities.

4.2 Monitoring the Progress of the Plan

As implementation of the plan progresses, it will be important to monitor progress. This should be
done at a number of levels. Those responsible for the overall plan must have overall information
on the progress of each plan component. Those responsible for individual components need more
detailed information on the progress of their component.

More specifically, it will be important to know whether plan activities are proceeding to schedule
to produce the desired results within the budgeted cost in a way that ensures that those intended
to benefit actually do benefit (Hosain and others 1999).

In order to monitor effectively, it will be necessary to

• Identify objectives and estimate the time required to achieve them.
• Provide clear guidance on the quality of output required.
• Keep good records of what has been done, when it was done, and how it measured up to

expectations.

The objectives should include intermediate objectives, since without them it will not be possible to
monitor progress. For each objective, suitable process indicators will have to be identified. In
some cases, these will relate to numbers and percentages achieved and will thus require
measurement. In others, achievement of an indicator will be indicated by the answer to a straight
yes or no question. An early example of such an indicator would be “strategic plan formally
accepted by municipal assembly.”

This example illustrates the point that objectives and indicators should not relate only to physical
progress. There is also a need to monitor progress with the nonphysical aspects of the plan.
Indeed, in the early stages of plan implementation, these nonphysical objectives may
predominate.

Concerns regarding operation and maintenance will normally focus on public facilities, including
public toilets, drains and, where they are installed, sewers. Questions to ask include the following:

• Is there a dedicated budget?
• Is there an operational plan and is it being followed?
• Have agreed changes and improvements been carried out?
• Is the facility providing the intended service to the intended target population?

The last question will involve asking questions about the way in which services are operated. In
the case of public toilets, for instance, monitoring might involve the following questions. Are the
toilets open at the times that they are meant to be open? Are these times convenient for people?
Are people being charged at the agreed rate and is this rate proving affordable to people. Are
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10 Outputs are the direct products of the plan. Number of toilets built is an output. Outcomes are the benefits that result for the intended
beneficiaries of plan components. Greater use of improved sanitation is an outcome. Note that this requires not only that toilets exist,
but also that the people wish to make use of them. Impacts are the changes resulting from the project, unintended as well as intended,
and negative as well as positive.

11 The Likert scale approach involves asking people to rate something on a scale of 1 to 5. For instance, they might be asked to rate a
service on a scale between “very bad” (1) and “very good” (5) with “bad,” “satisfactory,” and “good” in between. The results of a large
number of interviews can then be brought together and analyzed to determine an average score that will provide an indication of how
people as a whole perceive the service.
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the management arrangements ensuring that the public facilities are kept clean and in good
working condition? (The first is usually a prerequisite for the second).

4.3 Assessing Plan Achievements and Impacts

Monitoring is about assessing the progress of plan implementation and ensuring the quality of
plan components. As the plan proceeds, it will also be necessary to assess plan outputs,
outcomes, and impacts.10 One common way of doing this is to assess progress in relation to
performance indicators, which should relate to the overall objectives identified at the beginning of
the planning process. (See Section 3.4. ) Performance indicators are only useful if

• They relate to outputs that can be realistically achieved.
• They can be measured or otherwise assessed.

The second condition will require that relevant data are available. For instance, assessment of
percentage sanitation coverage in a town will require information on the total number of
households in the town, the number of households with on-plot sanitation facilities and the
number of households using public toilets.

If good monitoring systems have been put into place, some information should already be
available. However, this information should be checked to ensure that it is accurate. In most
cases, there will be a need to collect and analyze additional information. This is particularly true
of information on plan outcomes and impacts. Information collection may involve physical surveys
of what exists and assessments of institutional performance. They will usually include questionnaire
surveys and other social survey techniques to obtain the views of the users of sanitation facilities
and services.

Evaluating qualitative information presents some difficulties. Social surveys and participatory
exercises may have produced a considerable amount of information on qualitative factors, such
as people’s attitudes to sanitation and their level of satisfaction with the measures that have been
taken. The problem for the person assessing the plan is how to structure this information in a way
that allows useful conclusions to be drawn. Options include the following:

• Present the findings through a narrative, providing a qualitative assessment of the situation.
• Use techniques such as the Likert scale11 to obtain answers in a way that allows them to be

quantified.
• Ask questions with simple yes/no responses and assess the results of large numbers of interviews

in terms of the percentage saying “yes,” “don’t know,” and “no.”



4.4 Reviewing and Updating the Plan

Regular monitoring and periodic assessment should not be seen as ends in themselves. Rather,
they should be used as management tools for the periodic reviewing and updating of the plan. In
general:

• Monitoring outputs should be used to review and where necessary adjust the timing of plan
outputs.

• The findings of periodic assessments should be used to inform more fundamental revision and
updating of the plan.

As a general rule, plan timings should be reviewed annually while the plan itself should be
reviewed and updated/revised every three to five years.
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APPENDIX: CONTENTS OF VOLUMES 2 AND 3 (Available on CD-ROM)

Town Water Supply and Sanitation Initiative
Volume 2: Business Planning for Town Water Services

Authors: Nick Pilgrim, Kevin Tayler, Sophie Tremolet, Ross Tyler, Tim Yates, Bob Roche and
Mukami Kariuki

Guidance Manual
Module 0: Foundations for Town Water Supply
Module 1: Identify Critical Issues and Prioritize Interventions
Module 2: Prepare the Business Plan
Module 3: Formalize relationships and implement arrangements

Town Water Supply and Sanitation Initiative
Volume 3

Series A: Characteristics of Towns
A1: An Alternative Perspective on WSS Services: Towns and the Urban/Rural Divide by Richard
Hopkins and David Satterthwaite
A2: Appropriate Design of Town Water Systems by Donald Lauria
A3: The Case for Household Connections by Donald Lauria
A4: Management and Operation Functions by Barry Walton and Colin Schoon
A5: Procurement Planning for Private Participation in Town Water Supply by Paul Stott

Series B: Management Models for Town WSS
B1: Water User Associations by Jo Smet
B2: Municipal Water Departments by Klas Ringskog
B3: Water Boards by Bruno Valfrey and Bernard Collignon
B4: Private Sector Water Entrepreneurs and Companies by Stephen Myers
B5: Regional and National Utilities by Barry Walton and Colin Schoon
B6: Mixed Private-Public Ownership Companies by Klas Ringskog
B7: Government-Owned Public Limited Companies by Klaas Schwartz

Series C: Professional Support Arrangements
C1: Outreach Training Systems (OTS) in Nigeria by Jack Cresswell
C2: Apex Project Management and Technical Assistance by Solveig Nordström
C3: NGO Technical Assistance Providers in the USA by Klas Ringskog and Stephen Gasteyer
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