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What is this publication about?

The purpose of this decision-making aid is fo pro-
vide practical advice and recommendations for
managing toilef blocks situated in public places.
It is primarily aimed af local decision-makers in
developing counfries and af their partners (pro-
ject planners and managers).

A publication on ‘toilet blocks’

The toilet blocks dealt with in this publication re-
late to all facilities installed in public places and
which are comprised of latrines, ideally accom-
panied by urinals, handwashing facilities and,
possibly, showers.

The term 'handwashing facilities’ can cover
many different things depending on the context.
It could be a washbasin connected to the drink-
ing water supply network, a tank with a valve,
a bucket or an upturned water botile equipped
with a plastic spout for pouring, or a bowl and
plastic kettle, etc.

What does ‘management’ mean?

The aim of toilet block management is to provide
a functioning and sustainable service that re-
sponds fo users' needs at an affordable price
and which, af the same time, improves sanitary
and environmental conditions in the area in
which it is located.

The expression ‘foilet block management’ covers
several activities:

® use of the equipment by the users;

® provision of consumable items;

® cleaning, mainfenance, repairs, emplying, re-
placement or rehabilitation of foilet block facili-
ties and equipment;

® contract management;

® allocation of roles and responsibilities to all
those involved and collaboration with public au-
thorities;

e financial management.

What are the four types of public places covered
in this guide?

The public places covered by this guide are:

e schools (primary, secondary, and high
schools, institutes of higher education, public or
private);

e public places of commercial activity such as
markets, bus stations, cinemas, etc. Also in-
cluded in this category are cerfain other public
toilet blocks in non-commercial locations, such
as those situated alongside main urban roads;

e health centers [clinics, First Aid centers, hospi-
tals, public or privatel;

® deprived neighborhoods where the inhabi-
tants do not have individual toilets at home, but
share collective latrines.
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Main issues identified in the management of public toilet blocks

Problems of utilization

Blocks ill-adapted for correct utilization by the users (toilet
i blocks closed at peak fimes).

o Over-intensive use by users (due fo undersized blocks or use by
: the neighborhood that was unforeseen during conception) leading
to the rapid degradation of equipment.

o Low willingness of users to utilize the equipment due to lack of
dleanliness and functionality.

Inadequate hygiene praciices of users.

This guide covers the management of facilities

in small, medium and large fowns, as well as in
peri-urban zones of developing countries and is
particularly aimed at Sub-Saharan Africa.

Why a guide on toilet blocks in public places?

® Because the quality of service offered by toi-
let blocks in public places is often inadequate.
The construction of foilet blocks does not pose
any maijor technical difficulty, but their manage-
ment remains problematic. This explains why foi-
let blocks are frequently seen to be in poor work-
ing order, dirty and not properly utilized by the
users. As a result, the blocks are gradually neg-
lected and the pracfice of open-air defecation
develops — with all the sanitary, environmental
and social risks that this entails.

® Because this failing is linked to recurrent
problems. Observations conducted in the field
show that the poor functionality and limited life-
span of foilet blocks are due to several facfors,

4 | CMS Methodological Guide n°5

Problems of care Problems of financing

and maintenance and control
i o Insufficient or no i o Absence of a sustainable financing
¢ maintenance equipment. ¢ mechanism for care and maintenance.
o Absence of water for © Lack of involvement by municipal
:  cleaning the toilet blocks and quthorifies and ministerial technical
handwashing. i services (Education, Public Hygiene,
i @ No-one made responsible i Sanitation, Health) in the management
¢ for maintenance. ¢ control of the installations.

offen common to different types of public places.
The difficulties encountered are mainly related to
three types of problem: problems of (i) utilization,
(i) care and maintenance and {iii) financing and
management confrol.

® Because it is a subject rarely dealt with and
for which there is a strong demand. Although
numerous studies have been carried out info on-
site sanifation in people’s homes, there are very
few publications that deal with collective toilet
blocks in public places. When they do, they
most commonly deal with hygiene education or
technical aspects: this often, therefore, consists
of listing the different possible technical options
and defining the technical specifications. In con-
frast, management problems, if mentioned, are
rarely dealt with in depth and are not supported
by recommendations covering all the issues. In
addition, where they exist, national policies or
strafegies relating fo the sanitation and hygiene
secfors do not contain operational guidelines for
managing foilet blocks.



How fo use this guide

A study info the management of public lafrines
can be broken down into three stages: it is this
threestage process that is presented in this
guide:

O Successfully control those conditions that are
not directly related to management but have an
impact on it. These conditions, fo be dealt with
prior fo any consideration of the actual manage-
ment ifself, are presented in the chapter entitled:
"Two prerequisites for good management: the
appropriate design of facilities and targeted hy-
giene education’.

© Define the methods for managing toilet
blocks. The different possible management mo-
dels vary according to the nature of the public
place in which the toilet block is located. Four se-
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parate chapters are presented in this guide fo
cover each situation: ‘The management of foilet
blocks in schools’, 'The management of toilet
blocks in health centers’, ‘The management of toi-
lef blocks in commercial public places, ‘The ma-
nagement of shared foilet blocks in deprived
neighborhoods’. The reader is therefore invited
fo refer directly fo the section (information sheet)
that corresponds to their situation.

© Determine a proToco| for monitoring and
controlling the management that is to be put in
place. Finally, the last key stage, vital for imple-
menting efficient management, is to define and
put in place monitoring and confrol procedures,
whatever the nature of the public place under
consideration. Proposals and recommendations
are presented fo the reader in the chapter: ‘The
monitoring and control of toilet block manage-
ment’.

The three key st f ; 0 dfls ;
e S Corresponding chapters in this guide
managing public latrines

@ : Design toilet blocks that
facilitate management

Two prerequisites:
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Two prerequisifes for good management: the appropriate design
of facilities and targeted hygiene education

..........................................................

..........................................................

Adapting the design of the facilities to users’
needs renders the management of public foilets
and showers all the more effective. For each of
the four environments dealt with in this guide
(schools, health centers, places of commercial
activity and deprived neighborhoods), the toilet
blocks are destined for use by specific groups,
each with their own particular expectations and
requirements. The recommendations for each of
these four configurations are presented here
below. Whilst not relating to the actual manage-
ment activity ifself, these non-exhaustive princi-
ples should, depending upon whether they are
applied or not, have a large impact on the qual-
ity of the service proposed and on the consraints
relating to operating the facilities.

DESIGN PRINCIPLES TO KEEP IN MIND,

® Separate toilets for men and women (or
boys and girls) are a fundamental basic princi-
ple. In accordance with cultural and local tradi-
tions, there are many places where women will
not use toilets used by men.

e Access to water and one or more washbasin
is essential from a sanitary perspective (particu-
larly for handwashing and anal cleansing, but
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also for cleaning the premises). A tap connected
to the drinking water supply network is ideal, but
not always technically feasible [no such network
exists or the network is foo far away from the toi-
let block). If necessary, altferative solutions can
be developed (wells, borehole equipped with
handpump, sforage containers regularly fopped
up by water sellers, efc.).

® Access and a turning area for vacuum trucks
make emplying activities easier. Although it is nof
possible to meet this requirement in every location
[mainly due to high concentrations of housing), it
still needs fo be carefully considered: public foilets
need emplying on a regular basis (every three to
six months for the most frequently used latrines).
Providing areas adapted for large vehicles en-
ables quick and efficient emptying, which is better
for both the operator and the users.

e Similarly, to reduce the frequency and cost of
emplying, it is important fo design pits of suffi-
cient volume. Where it is difficult to dig down
info the ground fo increase the depth of the pit,
a possible solution is to raise the toilet block.

e |t is very rare to find toilets that have been
adapted for access by the elderly, the incapa-
citated, pregnant women and the disabled’.
Providing access fo the service fo all is, however,
a principle that should be infegrated into the
whole foilet block design process.



Two prerequisites for good management

* A connection to the electricity network en-
ables lighting to be installed in the foilet blocks
and thus means that a nighttime service can be
provided. Whilst not an essential requirement for
schools or certain places of commercial activity,
this is highly relevant for health centers and de-
prived neighborhoods.

® |t is not essential to install showers in the foilef
blocks. Nevertheless, these provide an addi-
tional service for which there is often high de-
mand.

® Regularly checking the robustness of mate-
rials used in the building superstructure and also
of the most frequently used equipment, such as
washbasins and locks, helps to reduce mainte-
nance and renewal costs.

® As the public toilets must be cleaned daily, if
is highly recommended that foilet blocks be fitted
out to facilitate cleaning, with tiles on the floor
and walls, for example, or smoothed concrete.

® |n relation fo cleaning requirements, a place
dedicated to storing cleaning products (and
consumable items) will make the cleaner’s job
easier.

SPECIFIC RECOMMENDATIONS FOR TOILET BLOCKS

IN SCHOOLS

® The minimum required rafio is 1 latrine to 30
girls and 1 latrine to 60 boys?.

1 See: ‘Water and sanitation for disabled people’, H. Jones and B. Reed,
WEDC, 2006.

2 Based on the Minimum standards in the water supply, sanitation and
hygiene promotion sectors — SPHERE, adapted from Harvey, Baghri and Reed
(2002), Emergency Sanitation: Assessment and programme design, WEDC,
Loughborough University, UK

® Separate foilets for girls and boys are essential.

® Separate toilets for pupils and teachers are
highly recommended.

e Lafrine slabs and urinals adapted fo the mor-
phology of children and young adults will en-
courage pupils fo use the toilets more frequently.

SPECIFIC RECOMMENDATIONS FOR TOILET BLOCKS
IN HEALTH CENTERS

® Separate foilets for different types of user -
medical staff, patients, visitors — are indispensi-
ble and in line with the hygiene and public
health principles that are fundamental for hos-
pitals.

® Handwashing facilities with soap or antiseptic
are vital given that they are regularly and sysfem-
afically used by medical stoff.

SPECIFIC RECOMMENDATIONS FOR TOILET BLOCKS

* A clearly visible notice about the type of serv-
ice offered (with or without shower, for example|
and about the tariffs charged provides potential
users with clear and precise information.

® In places that are particularly densely popu-
lated or spread out, where use is offen occa-
sional and irregular, a signposting system to help
locate the toilets (in a large market or very big
station, for example) will guide potential users.

SPECIFIC RECOMMENDATIONS FOR TOILET BLOCKS
IN DEPRIVED NEIGHBORHOODS

® Including showers in community foilet blocks
is highly recommended to add value in deprived
neighborhoods where users have no sanitary fa-
cilities in their own homes.
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..........................................................

Carry out relevant activities in hygiene
education and the promotion of sanitation

..........................................................

On the one hand, sanitation promotion and hy-
giene education help convince users of the im-
portance of using the lafrines and, on the other,
encourage them fo use hygienic practices, such
as handwashing with soap. These educational
activifies can also improve the practices of clean-
ers and foilet block operators.

IN SCHOOLS

In schools, awarenessraising activities and train-
ing can take several forms. The teacher is, how-
ever, key to promoting hygiene due fo their status
as an educator. Teachers are, therefore, able o
promote hygiene messages through the school syt
labus. It is possible to develop real educational
projects with pupils, or even with their families
and the community. Tools for this purpose are
available from UNICEF or WHO and these can
be put in place with the support of the relevant
nafional and decentralized ministerial services.

IN HEALTH CENTERS

Hygiene promotion is crucial in health centers
for both medical staff and patients. Raising
awareness of hygiene specific to the medical en-
vironment can be achieved by explaining health
care protocols fo the medical teams. This can
then be further reinforced by regular visits from
administrative officers who ensure that the proto-
cols are being respected and who can continue
the awarenessaising campaign. Some health
services and NGOs offer awareness-aising ses-
sions not only fo heath workers, but also to pa-
fients and visitors. Although passive, notices
placed around the building and adapted for
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both medical staff and patients are another
means of raising awareness of hygiene practices
that can supplement fraining and awarenessTais-
ing sessions.

Lastly, the theoretical hygiene messages circu-
lated in health centers need to be aligned to the
actual {and occasionally ineffective) practices of
medical staff and their pafients.

IN PUBLIC PLACES OF COMMERCIAL ACTIVITY
AND IN DEPRIVED NEIGHBORHOODS

The objectives of sanitation promotion and hy-
giene education messages in public places of
commercial activity and deprived neighbor-
hoods are as follows:

® to increase the use of toilet blocks and so re-
duce open air defecation;

® io inform the users of hygiene practices (hand-
washing with soap, in particular) and how fo use
the facilities;

® o encourage users to pay the tariff, where
there is a charge for the service, by explaining
how the money collected is then spent.

There are several possible means of getting these
messages across. Mass communication [nofices,
radio, felevision and newspaper adverts) can be
a very powerful fool provided that the messages
circulated are aligned to the real motivations of
users fo change their habifs (as such, speeches
on sanitation and hygiene are not always suitable
as they are not enough fo bring about long-term
change in certain behaviors).

local communication can also be a very effec-
five strategy. Home visits (particularly in deprived
neighborhoods) and discussions with foilet block
users enable more personal messages to be pas-
sed on and permit users fo ask questions. In ad-
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dition, illustrated signs and painfed murals, both
inside and outside the toilet blocks, can also be
an effective means of communication.

In all cases, regardless of the awareness-raising
strategy employed, this strategy must relate fo the
services actually offered. An awarenessTaising
campaign lauding the benefits of handwashing
with soap will have litle impact if the public toi-
lefs contain neither soap nor washbasins.






The management of toilet blocks

in schools

© Lack of hygiene education given fo users and administrators leading fo poor

utilization and poor upkeep of equipment.

© Absence of materials necessary for deaning the foilet blocks and lack of consu-
mable items for users (such as soap for washing hands) leading to the misuse of
facilities or the continuing practice of open air defecation.

© No-one made specifically responsible for maintenance.

O Undefined or unsustainable rules for care and maintenance.

© Lack of involvement from municipal authorifies and technical services of the
state (Education, Health, Sanitation, Public Hygiene) in management monitoring

and control.

© What care and maintenance activities
should be planned to guarantee good service
quality? Who should undertake these aciviies?

© How are the provision of consumable
items, maintenance activities, emptying, repairs
and replacement, all vital fo ensure a sustaina-
ble service, to be funded?

© How can the involvement of public authori-
ties in the control of service quality be increased?

O How can the division of roles and respon-
sibilities between each party involved be achie-
ved?

e The aim of this chapter is to provide recommendations in the form of instructions or reminders.
These recommendations are illustrated by case studies which are provided in boxes.
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Use, maintain and rehabilitate: what tasks need to be carried out?

..........................................................

..........................................................

Toilet blocks in schools are used by pupils, teach-
ers, supervisory staff and even management. Be-
fore starting construction work on the foilef
blocks, during the planning phase, a decision
needs to have been made as to how these
blocks will be used for use by pupils and on the
basis of separate latrines for girls and boys).
There are three key questions that can help in-
form discussions when defining rules of use:

® will one or more latrines be reserved for the
school’'s management staff and teacherse

e should each latrine be allocated to a class?

® should each latrine be allocated to an age
group?

Some foilet blocks suffer from overuse which has
a negative impact on their maintenance as, not
only are they used by pupils and teachers, but
also by the local community.

In some schools, it has been observed that only
one latfrine is open fo pupils the first year, the
other lafrines are then opened one by one over
the years that follow once the first has become
unusable. This notion of ‘using the lafrines spar-
ingly” is misplaced as, not only is one lafrine in-
sufficient for the number of pupils (the aim being
fo achieve a rafio of one lafrine to 30 — 60
pupils), but also this practice does not promote
good upkeep of the blocks.
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Prevent or limit the use of school toilets
by the local community

How to prevent (over)use by the local community?
Fencing off the school is one option but there is a cost
associated with this. Raising the awareness of the local
community is also a possibility, but awareness-raising
activities would probably need to be repeated at regu-
lar intervals. The foilet block can also be padlocked
every evening: the person in charge of locking and un-
locking the toilets needs to ensure that they are there
each morning, that the padlocks don't rust and also
that they don't lose the keys.

..........................................................

..........................................................

Objectives
® To ensure the availability of all materials re-
quired for hygienic use of the foilet block;

® To ensure that there is a stock management
system in place fo prevent sfock shortages.

Which consumable items?

An indicative list is given below:

e for anal cleansing: water, foilet paper, jar or
bucket, sheets of paper, efc. to be adapted to
local practices;

e for handwashing: water, soap, ash, possibly
a towel for drying, efc.;



Management in schools

e for cleaning the toilet block: water, jar or
bucket, broom, gloves, floor wipes, sponges,
long-handled brushes, soap, detergent, bleach,
other cleaning products, efc.

..........................................................

(leaning the blocks and checking they are in
good working order

..........................................................

Objective

* To guarantee good conditions of use, hygiene
and safety for users by ensuring that the foilef
block (ond the latrines, urinals and hondwoshing
facilities contained therein) is always in a state
of cleanliness.

Tasks to be undertaken

e Regular checks to ensure that each element of
the toilet block is in good working order: the sto-
bility of the lafrine slab or ceramic toilet and of
the seat, the level of waste in the pit, the clean-
liness of the defecation holes, the state of the
walls, roof and ventilation system, the functioning
of doors and any locks, the functioning of hand-
washing facilifies (reservoir, fap, pouring spout,
efc.), the functioning of wastewater evacuation
systems into the soakaway, efc.;

® Daily check to ensure the availability of mate-
rials required for cleaning and handwashing;

® Clean the foilet blocks and handwashing fo-
cilities once or twice a day: sweep the floor,
wash the floor and latrine slabs with soapy water
if made of cement, clean the walls, clean out the
water reservoir and pouring spout of the hand-
washing facilifies, etc.;

e Carry out minor repairs, such as changing
taps, fightening faulty bolts, efc.

..........................................................

..........................................................

Objectives

* To guarantee good conditions of use, hygiene
and safety for users by ensuring that the toilet
block (latrines, urinals and handwashing facili-
fies) is in good working order;

® To ensure that the foilet block does not endan-
ger the local environment or the groundwater
toble.

Tasks to be undertaken

® Major repairs (plumbing, building work) that
require the intervention of an external, skilled
tradesman;

® Replace any faulty parts in the foilet block.

® Empty the pit when full (where the block is nof
connected to the sewerage system).
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How to manage the toilet blocks

Regardless of the type of establishment (primary,
secondary or high school, public or private),
there are several questions that arise relating to
the management of foilet blocks:

® who fakes the decisions relating to the tasks
listed above?

e who undertakes these tasks and how?

® how are the financial costs met2

The response to each of these questions is pre-
sented below. The advantages and disadvan-
tages are also specified and are supported by
recommendations.

Adtivity

Supply of soap, filling of water reservoirs,

provision of clean towels Daily
Cleaning of toilets, water supply facilifies, ’

H Daily

i school yard

Supervision: inspection for maintenance needs

i and repairs, as well as checking if foilet pits Once a week

¢ are full o septic tanks need to be deaned

i Maintenance: minor repairs, major repairs,

T Once a month

B ————
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Whichever management method is selected, it
is essential that this is discussed and clearly de-
termined from the very beginning (ideally even
before the toilet blocks are put info service). This
should then be written down in one or more doc-
uments which are known fo, and recognized by,
all those involved both within the school, as well
as at commune level and by the state’s fechnical
services.

Cerfain countries have infroduced laws or put
national policies in place that provide advice or
directives to be followed for organizing either
school life or hygiene and sanitation manage-

Who finances the
materials, parts, tools
and equipment?

Materials, parts tools

Who is
responsible

and equipment
needed

cefeieiitttttiiiiiiinns Teeeeetetettttiitiiinnnntanananed feeesssettttantatittttttetttttteeet

Source: UNICEF, Strengthening water, sanitation and hygiene in schools, 2010
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ment in schools. Nevertheless, these texts need
to be broken down to individual school level.
Stakeholders need to agree on a method of or
ganization that, whilst conforming to national
texts, is aligned or made more specific to the
context of the establishment.

The document(s) to be developed and infroduced
around the school are: the internal school rules, the
status and internal regulations of the parents’ asso-
ciation or board, the ‘Management and Mainfe-
nance Plan’ and any other appropriate document.

..........................................................

..........................................................

Decision-making here relates fo all important de-
cisions that involve a collective action or a finan-
cial expense. In fact, in schools, decisions can
be made by several different groups.

The school’s management

It can be down o the head of the school fo fake
the decisions as it is he who is responsible for
the overall running of the school. He generally
works fogether with the accountant who keeps
the books and deals with purchasing.

® The advantage of this option is that the head
of the school is already effectively under the su-
pervision of the ministry of education — notably
through school inspectors - and that a process of
control and sanctions is already in place. In ad-
dition, he often remains in his post longer than
the teachers, which ensures some management
confinuity and insfills a sense of responsibility.
Lastly, the fact that the decision rests with just one
person rather than a group speeds up the deci-
sion-making process and, again, instills greater
sense of responsibility.

* The disadvantage of this setup is that any de-
cision faken by just one person can never be
consensual, which means that it does not reflect
the preferences of feachers, pupils or parents. It
is also possible that the decision taken is not the
best option: indeed, the head of the school has
numerous responsibilities and, at the same fime,
is subject fo heavy budget constraints. This
means he may opt fo prioritize aspects other
than hygiene and sanitation. It is, therefore, es-
sential that he consult the teachers, technical staff
and parents before reaching a decision and that
there is transparent financial management in
place — particularly where funds have been
raised from parent confributions. Given this situ-
ation, it would be useful to create a specific
budget item for 'hygiene and sanitation” in the
school budget.

The parents of pupils

In certain countries and cerfain schools, it is the
parents of the pupils that pay expenses relating
to hygiene and sanitation, as the ministry in
charge of education does not provide the school
with any budget for this type of expenditure.
Thus, the parents want to have a say in decision-
making. As a result, they organize a notfor-profit
parents’ association (PA) which not only deals
with matters of hygiene and sanifation, but also
deals with all aspects of the daily running of the
school, with the exception of the remuneration
of school staff.

The PA is generally comprised of a general mem-
bers” assembly (i.e. all the parents) who elects
an executive board. The board is made up of af
least a president, a secretary and a treasurer
[who keeps the books and deals with purchas-
ing). The PA is self-governing. The PA budget

comes mainly from annual contributions fixed by
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the general assembly. The amount to be con-
tributed varies from one school establishment to
another and according to the area (urban or
rural). Contributions are collected during enrol-
ment af the start of the school year.

PAs can be found in pre-schools, primary and
secondary schools, both public and private. The
teachers are also sometimes members of the as-
sociation (in cerfain English-speaking African
countries or in Asia, in particular): this is then
known as a Parent Teacher Association (PTA).
The teachers’ involvement ensures that the inter-
ests of everyone in the esfablishment are better
able to be taken into account.

e The advantage of this system is that the health
and hygiene conditions in which their children
grow up is of primary importance fo the pupils’
parents. It can therefore be assumed that the PA
will take these matters seriously and give them
their undivided attention. In addition, decisions
are discussed af length and taken collectively.

® The limitations are threefold. Firstly, parents
are not always aware of the importance of hy-
giene and sanifation on their children’s health.
They therefore prioritize other activities. Sec-
ondly, they lack funds: the amount collected from
confributions is offen not enough to cover all the
costs that have to be met by the PA and it is dif-

Parents’ Associations (PA) in Burkina Faso

The participation of parents in these associations developed
rapidly during the revolution with the adoption of new texts
in 1986 and 1987 that dlarified the roles of the different ed-
ucation stakeholders in the management of school buildings.

Apart from the parents, others are also involved in the PA:
administrative and support staff, who are members ‘by
right’, and local politicians, who are ‘honorary’ members.
The general assembly usually meets once  quarter to agree
activity programs and set the budget for each. In principle,
the executive hoard of the PA consists of seven members: a
president, a general secretary, an assistant general secrefary,
a treasurer, an assistant treasurer, an organization secretary
and an information secrefary.

In theory, the PA is responsible for all aspecis of school life;
however it fends to concern itself mainly with the canteen
at the expense of everything else. In fact, not only is there
little awareness among parents of the importance of hygiene

N\

Source: Souleymane Sawadogo, Sidwaya journal (Burkina Faso) 7 July 2010; communication by Maxime Compaoré
to Collogue infernational “Education/Training: the Search for Quality’, April 2006

and sanitation, but also the PA has limited financial re-
sources. These resources are mainly made up of members’
contributions (annual and one-off payments), revenue from
acfivifies, donations and other id.

For the PA to fundtion, each family pays an annual contribution
whose amount is fixed by the parents’ assembly. This amount
varies from one PA to another and from one year fo the next
in line with requirements. The PA contributions can vary from
between 1,000 CFA Francs and 2,000 CFA Francs (1.510 3€)
in rural areas and between 2,000 CFA Francs and 6,000 CFA
Francs (3 to 9€) in towns. The money is generally collected
by the PA board during pupil enrolment.

Two legal auditors, non-executive board members, are
charged with verifying the association’s accounts. The basic
texts make provision for the Provincial Director of Basic Ed-
ucation and Literacy (DPEBA), among others, to take on the
role of technical advisor during this process.
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ficult to increase this amount given the low ca-
pacity of families to pay. In Ouagadougou in
Burkina Faso, for example, it is estimated that
30% of families do not pay their contribution due
either to lack of money or because they believe
that school should be completely free-of-charge.
The third obstacle is that the illiteracy of parents
often leads to a poor understanding of the legal
texts that govern the PA and means they have
poor financial and account management skills.
This issue offen leads fo teachers becoming in-
volved in the PA’s (or PTAs) internal affairs and
can mean that teachers gain a certain sense of
superiority over the parens.

Therefore, the prerequisites for a dynamic and
effective PA are: 1) a good level of literacy and
regular training of board members on legal texts
and rudimentary management and accounting
practices; 2) awarenessTaising of parents on the
importance of hygiene and sanitation in the
school environment.

The teachers

Decisions relating fo hygiene and sanitafion in
a school can be delegated by the head of the
establishment, or by the parents, to the feaching
staff. This is often the case where the feachers
are considered fo be the best frained in matters
of hygiene and sanitation or where there is no
PA or PTA in the school. The teachers then man-
age the school budget or parent contributions,
notably for expenditure linked to water and san-
itation. They make the decisions, keep the books
and deal with purchasing (sometimes entrusting
these last two tasks to whichever of them has
been designated treasurer).

The advantage is that the teachers are able o
manage all aspects related tfo the foilet blocks

fechnical, organizational, financial, etc.).

The disadvantage is that the teachers are some-
fimes infent on paying more aftention to the foilets
reserved for their own use than fo those of the
pupils.  Furthermore,
change rapidly which is not conducive to either

teacher appointments
management continuity or for instilling a good
sense of responsibility.

Therefore, a prerequisite for teachers fo carry out
decision-making is to intfroduce some means of
supervision by the head of the school and the
parents (a place can also be given to those
pupils who express an interest); this assumes that
there is a basic level of organization, plus con-
sultation procedures and regular reporting in
place. To complement this, a specific budget
item for hygiene and sanitation can prevent
spending on foilet blocks from being relegated
to the bottom of the list of priorities.

All parties

The most collective form of decision-making is,
without doubt, that which brings together the
head of the establishment, the teachers, the par-
ents and even the pupils themselves. All these
parties form part of the ‘management committee’
set up for: either daily school life in general or
for hygiene sanitation, and perhaps drinking
water, in particular; the management of commu-
nal areas and the management of waste dis-
posal. The advantage of this laffer option is that
it makes it easier fo properly deal with all matters
relating to health and hygiene. It is recom-
mended that the ‘general’ management commit-
tee set aside a budget item dedicated fo hy-
giene and sanitafion.

Itis also recommended that each group of stake-
holder is represented on the executive board
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[teachers, supervisory staff, management, pupils
and parents) and that this board provides regular
reporfing fo the management committee’s gen-
eral assembly. The advantage is that every-
body's interests are considered and the decision-
making process is more consensual, meaning
decisions are easier to implement. It also rein-
forces management capability. The risk is, of
course, that the decision-making process can be-
come quite drawn out.

..........................................................

How fo carry out decisions made and care &
maintenance tasks

..........................................................

Once again there is no single response to the
question of who is to carry out the decisions
made and how. There are several options avail-
able, regardless of the decision-making method
selected.

By whom?

The specific maintenance tasks can be allocated
to different stakeholders: supervisory staff, teach-
ers, pupils, parents or a cleaner specifically ap-
pointed from within the establishment or an ex-
ternal confractor [cleaner or cleaning company).

As far as the division of tasks is concerned, there
are many possibilifies:

® one or several of these people (or groups of
people) can ensure the constant supply of con-
sumable items, check that the toilet blocks are
used and function correctly, carry out cleaning
duties and repairs and identify and raise major
repair and emplying requiremens;

e fotal responsibility can be assigned fo one per-
son, or a group of people, on a permanent
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basis. It could also be revolving, which means
that responsibility is passed on successively from
one person, or group of people, fo another;

e it is also possible fo create different groups,
each in charge of a particular task.

For major repairs, it is often better o call upon
the services of an external, skilled tradesman,
such as a plumber or builder, once the treasurer
has ensured that there is money available in the
accounts fo pay for the work to be carried out.

Emplying the pit usually involves using a mechan-
ical or manual cesspit emptier; this may either
be a private confractor or a service provided by
the municipality. Some schools, parficularly in
peri-urban and semi-rural areas or small towns
(for example, in Rwandal, call upon the services
of a neighboring farmer or truck farmer who col-
lects the mineralized (solidified) sludge to use as
fertilizer.

Organization principles

There are some basic principles that must be re-
spected when carrying out the different tasks as-
sociated with managing toilet blocks:

e the children’s wellbeing is paramount: for ex-
ample, they should not be required fo clean the
toilet blocks where there is a risk to their health.
Where children are given tasks, they are given
on|\/ to older children (from a minimum age of
fen] who are placed under the close supervision
of a teacher, for example;

e iraining in hygiene and sanitafion is vital: this
should be a prerequisite for the adults and there
should be continuous teaching on these fopics
for the children (mainly as part of their lessons in
class). Refresher sessions should be organized
once or twice a year,

® equipment needs to be available in sufficient
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quantities and be of suitable quality: cleaning
materials and profection against pathogens;

e the children rarely have the right to make de-
cisions as part of the decision-making body and
yet it is they who are most concemned by the con-
dition of the toilet blocks. They should, therefore,
af least be able to undertake the role of monitor
and ensure that their needs are taken into ac-
count during the decision-making process. More-

/

Bad practice: entrusting the youngest
children with toilet cleaning duties

According to the teachers and heads of primary schools
visited in Ouagadougou, the latrines are cleaned once
or twice a week, whereas the UNICEF recommendafion
is twice a day (at midday and in the evening). Out of
all these schools, two-thirds entrust the deaning of toi-
lets to the pupils. In general, each dlass is given one
cubicle to clean; the objective being fo encourage the
users fo fake good care of it. However, pupils are poorly
supervised and are not provided with adequate clean-
ing and protective materials, meaning that they are di-
rectly exposed to pathogens. This can have negative
consequences as hygiene messages will not be put into
practice, installations will be dirty and so remain un-
used and open air defecation will persist. Furthermore,
the cleaning of toilets is used as a type of punishment
in some schools, which can have a long-term negative
impact on the pupils' perception of sanitation. In other
schools, the PA is against pupils cleaning out the cubi-
cles for hygiene reasons. In these cases, cleaning duties
are entrusted to a janitor.

Source: Hydroconseil, ‘The management of latrines and public
showers in the schools of Quagadougou, Burkina Faso’, 2008

N\

over, observing and parficipating in mainte-
nance tasks enables them to put into practice the
hygiene messages leamt in class.

‘Health and Hygiene clubs’

In some countries, pupil groups have formed
'health and hygiene clubs’ in their school with
the help of one or several teachers. Their aim is
fo contribute fo improving sanitary conditions
within the school — and sometimes even beyond.
They can implement the decisions taken by the
decision-making body in charge of running the
school. They can also, however, undertake ex-
tracurricular activities (after school hours) or even
include children who do not go to school in their
club. They, therefore, act as a useful vehicle for
disseminating hygiene and sanitation messages
throughout their community.

Membership is voluntary. Club members should
be as mixed and as representative of the com-
position of the school as possible (socioeco-
nomic groups, ethnicity, religion, age, efc.).
Their leader must be respected by members and
always ready to listen. Together they can:

® ensure the supply of water and consumable
items;

® use equipment and materials fo keep the
blocks clean;

® make sure the blocks are used correctly and
are in good condition;

® act as role models within the school for hy-
giene and sanitation practices;

® organize revenue-generating activities fo fund
their other ventures.

® potentially raise awareness of good hygiene
and sanitation practices in the neighborhood
and local families;
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/

in the Democratic Republic of Congo

In 2006, the Minisiry of Primary, Secondary and Profes-
sional Education set up a ‘Healthy Schools’ program that
benefits from the financial and technical support of several
international donors, one of which is UNICEF. In 2008, this
program concerned 640 primary schools across the whole
of the Democratic Republic of Congo.

In those schools that expressed an interest in participating
in the program, the teachers were trained in hygiene and
sanitation practices and in transmitting this knowledge to
their pupils. At the same fime, *School Health Brigades’ were
democratically elected by the pupils and then trained on
their future responsibilities. These are self-governing groups
managed by the pupils themselves, who are chosen by their
peers by majority vote. The members of the 8 brigades fall

N\

School health brigades in the ‘Healthy Schools’ program

Source: UNICEF and the Ministry for Primary, Secondary and Professional Fducation, Fducation Program
for Health and the Environment (unpublished program document), RDC, 2008

under the responsibility of a brigadier general and a deputy,
who themselves are monitored by a different teacher each
week.

In theory, there are 8 brigades in each school, each in charge
of a different activity: monitoring open spaces, the fight
against HIV, checking handwashing fucilities, ensuring la-
trines are clean, checking food products, making sure pupils
are clean, ensuring the playground and garbage dump are
kept clean, verifying that dassrooms are clean. It is hoped
that every pupil in the school will have been a member of
all of the brigades by the time they finish their education.

All materials used by the brigades are provided by the head
of the school. The cost of these materials is funded by con-
tributions from parents.

® organize the cleaning of public places outside
school [markets, roads, etc.).

The body responsible for ensuring the correct
management of the foilet blocks must verify that
any decisions it makes are reflected in the club’s
initiatives: that the club has access to all it re-
quires and carries out its work correctly.
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..........................................................

..........................................................

List all recurrent expenses

The management body in charge of the toilef
blocks should start by identifying and assessing
all management and maintenance costs:

e the provision of consumable items;

® any salaries paid fo the person or people re-
sponsible for maintenance, any possible remu-
neration of management committee members,
efc.;

’

e pit emptying [if the block is not connected fo
the sewerage sysfem);
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® repairs and rehabilitation;

® any feaching materials required to enable
teachers to provide pupils with hygiene educa-
tion.

On this basis, expense items need to be shared
out among the possible contributors, resources
need fo be mobilized and good financial man-
agement needs fo be assured.

Cost sharing

It is recommended that all the recurrent expenses
listed above be managed at school level and in
a sustainable manner; this includes major repairs
and the prinfing of teaching materials.

Any aid from the state and its development part-
ners NGO, twin town or donor) is only used for
constructing new facilities.

The paragraphs below concentrate on funding
recurrent expenses and not on construction work.

Subsidy given to schools: case study
of the Louga commune in Senegal

For many years, the municipality of the town of Louga
paid the water bills of its education establishments. This
situation led to very high water consumption, partly
due to possible wastage, but mainly due to the fact that
local people were using the school taps to get free
drinking water. Given this situation, the municipality
decided to stop paying the water bill and instead to in-
troduce a subsidy, given to the school as a lump sum.
In this way, they gave responsibility fo the head of the
school for managing consumption and implementing
necessary controls.

Possible funding options
The possible sources of funding are:

* enrolment fees and other school fees paid by
parents in private or public schools, including the
contributions from the parents’ association, if there
is one. This is often the main source of funding for
hygiene and sanitation activiies and the most sus-
tainable, even though it is often insufficient;

e the proceeds of revenue-generating activi-
ties carried out at school level (school garden,
evenfs, efc.). It is imporfant not to overlook this
funding option, even though such revenue-gen-
erating activities take fime for the school to or-
ganize;

e subsidies allocated by the public authorities.
For example, the commun or state may decide
to defray the cost of schools” water bills. This is
essentially a political decision (see the box
below], which is often made in favor of public
establishments:

e the contribution from the local development
committee, present and acfive at neighborhood,
village or commune level.

It is crucial that the majority of the resources are
local (or national through state operating subsi-
dies), as this is the only way to ensure susfain-
able funding from one year to the next. Sustain-
able and continual cost recovery at local (and
national) level does not, of course, include inci-
dental donations which can be used to comple-
ment other resources: donations from parents or
school staff in materials {soap, materials for anal
cleansing, cleaning products, efc.] or in cash,
donations from international or non-governmental
(NGO) organizations, donations from twin
towns (decentralized co-operation) or even do-
nations from the state. All these one-off dona-
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Financial management in the primary schools of Ouagadougou

Public primary school expenses are borne by the parents’
association (PA). The PA sets up an operating budget entirely
funded by the contributions paid by parents af the start of
the year (on the basis of a contribution of hetween 2,000
and 4,000 CFA Francs - 3 to 6€). It is estimated that about
a third of families don't pay this fee, either because they
don't have the money or they refuse to pay in the belief
that public school education should be free-of-charge. Based
on visits fo several medium-sized schools, the average PA
budget has been calculated at around 700,000 CFA Francs
(over 1,000 €). This budget is intended to cover all the
school's expenses with the exception of salaries. Expenditure
linked to sanitation is, therefore, supposed to come out of
this budget. In private establishments, school fees can reach
40,000 CFA Francs, giving the PA a vastly higher budget.

The annual average water hill for those public schools stud-
ied is 62,000 CFA Francs (95-€), paid out of the PA budget.
This represents only 9% of the average operating budget.

N\

This is one of the rare sanitation-related expenses at school
level. In fact, no anal cleansing materials (paper, kettle or
water recipient) are provided and pupils have fo use sheets
of paper torn from their exercise books. In addition, the
school does not provide soap. Pupils, therefore, only have
water with which to wash their hands. Rehabilitation work
is left up to the National Office for Water and Sanitation
(ONEA: Office National de I'Eau et de IAssainissement, an
urban operator). Expenses for maintenance and minor re-
pairs (changing locks, for example) come to 7,000 CFA
Francs (10.70€) o year on average, which is only 1% of
the average budget.

Thus, if these expenses are all considered fo relate fo sani-
tafion (and excluding the costs of pit emptying which are
impossible fo estimate), only 10% of the PA budget is allo-
cated to managing toilet blocks.

Source: Hydroconseil, 2008

/

tions, however, are resources that the school can-
not depend on medium fo long ferm.

Managing funds

The money collected goes into the funds of the
management body (or of the establishment,
where appropriate). This can be a general fund
or one that is specifically dedicated to hygiene,
sanitation or even drinking water supply. This
second option is strongly recommended as it en-
sures that funds are ringfenced and so only used
for hygiene and sanitation expenses. Where
there is only one fund for all school expenses,
the establishment is encouraged fo create a spe-

22 | CMS Methodological Guide n°5

cific budget item for "hygiene and sanitafion’.

The funds can be kept within the school or
placed in a bank account, in a financial institu-
fion [bank, savings and credit bank, microfi-
nance insfitution, efc.). It is managed by the
freasurer of the executive board (or by the estab-
lishment, where appropriate.

There are some simple principles o be followed
when managing funds:

e it is recommended that double signatures be
made mandaitory for all deposits or withdrawals:
for example that they are signed off by the freas-
urer and the president or another executfive
board member. This ensures that the operation
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in question corresponds fo the collective decision
taken by the management body, as well as re-
ducing the risk of embezzlement;

e the freasurer should keep the account book up-
to-date by noting down all incomings and out-
goings. The treasurer should also provide and
keep documentary evidence (bills, receipts) of
all expenditure. This guarantees fransparency of
financial management and enables the treasurer
fo provide more accurate reporting fo the man-
agement body;

® outgoings should not exceed available funds.

e where there are insufficient funds available, it
is recommended fo fry to increase these funds
rather than reduce expenses;

e the freasurer must ensure that there is always
a sufficient cash reserve to cover both forecast
expenses [emptying, rehabilitation] and unfore-
seen expenditure (repairs).






The management of toilet blocks

in health centers

© What core and maintenance activities
should be planned to guarantee good service
quality? Who should undertake these acivities?

© Inadequate hygiene practices of the patients and medical staff.

© Absence of materials necessary for the upkeep of toilet blocks and of consu-
mable items for users (such as soap for handwashing), leading to poor use of the

fucilies © How are the provision of consumable items,
maintenance activities, emptying, repairs and re-

© No-one made specifically responsible for maintenance. e £ Y e e
vice, to be funded?

O Financing methods for cost recovery are not defined or unsustainable.

© Lack of involvement from municipal authorities and ministerial fechnical ser- ©  How canthe involvement of public autho-

vices (Education, Health, Sanitation, Public Hygiene) in management monitoring |  fities in the control of service quality be increa-
and conirol. sed?
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Use, maintain and rehabilitate: what tasks need to be carried out?

..........................................................

..........................................................

Toilet blocks in health centers are used by pa-
tients, their visitors, medical and supervisory staff
and even management.

Before starting construction work on the toilet
blocks, during the planning phase, a concerted
decision needs to have been made as to how
these blocks will be used. In particular:

e if it is not possible to have separate blocks,
how many latrines should be reserved for the use
of medical staff to prevent the risk of contamino-
fione

e for the patients, it is essential that there are sep-
arate latrines for men and women;

e the lafrines reserved for patients must be
adapted to the needs of the ill, elderly or dis-
abled in terms of access and ease of use.

Some foilet blocks suffer from overuse, which
has a negative impact on their maintenance as
they are not only used by patients and medical
staff, but also by the local community.

In some health centers, it has been observed that
only one latrine is open to patients the first year,
the other lafrines are then opened one by one
over the years that follow once the first has be-
come unusable. This notfion of ‘using the lafrines
sparingly” is misplaced as, not only is one latrine
insufficient for the number of patients (the stan-
dard being a ratfio of one lafrine 1o 20 - 30 po-
tients), but also this practice does not encourage
good maintenance of the blocks, whereas regu-
lar and adequate upkeep is essential.
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..........................................................

..........................................................

Objectives

® To ensure the availability of all items necessary
for hygienic use of the toilet block — including
showers;

e To ensure that there is a sfock management
system in place fo prevent sfock shorfages.

Which consumable items?

Below is an indicative list:

e for anal cleansing: water, foilet paper, jar or
bucket, sheets of paper, leaves, efc. to be
adapted fo local practices;

e for handwashing: water, soap, ash, possibly
a towel for drying, efc.;

e for cleaning the toilet block and showers:
water, jar or bucket, broom, gloves, floor wipes,
sponges, long-handled brushes, soap, strong dis-
infectant, bleach, etc.

..........................................................

(leaning the blocks and checking they are
in good working order

..........................................................

Objectives

* To guaranfee good conditions of use, hygiene
and safety for users by ensuring that the toilet
block (the lafrines, urinals handwashing facilities
and showers contained therein) is always in a
state of cleanliness.
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Tasks to be undertaken

® Regular checks to ensure that each element of
the toilet block is in good working order: the sta-
bility of the lafrine slab or ceramic toilet and of
the seat, the level of waste in the pit, the clean-
liness of the defecation holes, the state of the
walls, roof and ventilation system, the functioning
of doors and any locks, the functioning of hand-
washing facilities (reservoir, tap, pouring spout,
etc.), the funcﬁoning of wastewater evacuation
sysfems info the soakaway, plumbing, efc.;

® Daily check to ensure the availability of mate-
rials required for cleaning and handwashing;

e Clean the foilet blocks, showers and hand-
washing facilities several times a day according
fo the frequency of use: sweep the floor, wash
the floor and the latrine slabs with soapy water
if made of cement, disinfect, clean the walls,
clean out the water reservoir and pouring spout
of the handwashing facilities, efc.;

e Carry out small repairs, such as changing
taps, tightening faulty bolts, efc.

..........................................................

..........................................................

Objectives

* To guarantee good conditions of use, hygiene
and safety for users by ensuring that the toilet
block {and all the latrines, urinals, handwashing
facilities and showers contained therein) is in
good working order;

® To ensure that the foilet block does not endan-
ger the local environment or the groundwater
table.

Tasks to be undertaken

® Major repairs (plumbing, building work) that
require the intervention of an external, skilled
tradesman;

® Replace any faulty parts in the toilef block;

e Empty the pit when full (where the block is nof
connected to the sewerage system).

How to manage the toilet blocks

Regardless of the type of health center (basic
health center or large hospital, public or private),
there are several questions that arise relating to
the management of toilet blocks:

® who fakes the decisions relating to the tasks
listed above?

e who undertakes these tasks and how?e
® how are the financial costs recovered?

The response to each of these questions is pre-
sented below. The advantages and disadvan-

tages are also specified and supported by rec-
ommendations. The aim is to support the deci-
sion-making process where there are no advice
or directives provided in national legislation.

Whichever management method is selected, it
is essential that this is discussed and clearly de-
termined from the very beginning (ideally even
before the foilet blocks are operational). This
should then be writien down in one or more doc-
uments which are known fo, and recognized by,
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all those involved within the estobhshment, as
well as at commune level and by the stafe’s tech-
nical services.

Certain countries have infroduced laws or put
national policies in place that provide advice or
directives to be followed for health centers to op-
erate properly or fo ensure hygiene and sanita-
tion management in these centers. Nevertheless,
these texts need to be broken down fo individual
healthcare establishment level. Stakeholders
need to agree on a method of organization that,
whilst conforming to national texts, is aligned or
made more specific fo the confext of the estab-
lishment.

The document(s] to be developed and infro-
duced around the health center are: the internal
rules of the establishment, the status and internal
regulations of the management committee, the
'Management and Maintenance Plan” and any
other relevant documentation.

..........................................................

..........................................................

'Decision-making” here relates to all important de-
cisions that involve a collective action or a finan-
cial expense. In fact, in a health center, decisions
can be made by two different stakeholders.

The management of the health center

Decision-making could be carried out by the
management (head of the health center assisted
by his accountant or treasurer). This is an enfirely
legitimate optfion as it is the management's re-
sponsibility fo ensure that the center as a whole
operates correctly.

e The advantage of this option is that there is
often already a supervisory, control and sanc-
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fions process in p\oce. Moreover, there is more
reactivity, and inferventions can take place
sooner, when decisions are taken by one single
person (the head of the health center);

® Nevertheless, there are at least two prere-
quisites that need to be in place to ensure that
decision-making at management level works:
firstly, hygiene and sanitation in health centers
must come under the remit of the ministry in
charge of health, so that the health center’s hier-
archy has effective decision-making and super-
visory powers; secondly, a suitable budget must
be made available;

e The limitation of this set-up is linked to the fact
that any decision taken by just one person can
never be consensual, which means that it will not
reflect the preferences of staff, patients and visi-
fors. It is also possible that the decision taken is
not the best option: indeed the head of the
health center has numerous responsibiliies and,
af the same time, is subject fo heavy budget con-
straints. This means that he may opt fo prioritize
aspects other than hygiene and sanitation (espe-
cially if he has the use of a private toilet, as is
sometimes the casel. It is, therefore, essential that
he consult the users before reaching a decision;
that there is a specific budget item for hygiene
and sanifafion; and that there is transparent fi-
nancial management in place.

Management committee

A popular option is fo have a management com-
mittee manage the lafrines in a health center. The
composition of this committee can vary from one
country fo another and also from one healthcare
establishment to another:

e the management committee can be made up
exclusively of health professionals working in the
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The institutional organization of public
health center management in Burkina Faso

Each basic healthcare establishment is run by a Man-
agement Committee (COGES). This committee is com-
posed of 7 to 9 members elected by the population
from the center’s catchment area. Voting is carried out
by counting raised hands. The COGES is elected for a 2
year term that can be renewed once. It is made up of
members of the community and of the medical team.
The COGES manages the health center finances, over-
sees the scheduling of different programs, ensures the
supply of materials, etc. Its budget comes from the
health center's revenue.

Source: Hydroconseil, Ftude des latrines / douches publiques et
des latrines institutionnelles au Burkina Faso, 2008

N\

establishment [management, medical staff and
perhaps even supervisory staff);

® the management committee, made up of the
esfablishment's health professionals, can also be
expanded to include representatives from the
population covered by the center.

This form of organization by management com-
mittee can be found in both public and private
establishments and there are as many in small
health centers as in large urban hospitals.

The committee can be limited in size or very
large, in which case the general assembly usu-
ally elects an executive board made up of af
least a president, a secretary and a treasurer
who keeps the books and is in charge of pur-
chasing.

The committee is selFgoverning. The maijority of
its financial resources usually come from the cen-
ter's revenue, as well as from external contribu-

tions. In addition to the toilet blocks, the man-
agement commitfee can also oversee several
other aspects of the life of the healthcare estab-
lishment, such as running costs, materials, the
canteen, drinking water supply, efc. However, it
does not deal with salaries.

The advantage of this management model is that
decisions are made in a concerted and consen-
sual manner. Furthermore, it is also to be hoped
that the management committee will give priority
to the maintenance of the toilet blocks, as it is its
members who use them (staff and people in the
center’s catchment area). In addition, the med-
ical staff is often best trained in matters of good
hygiene and sanitation practices.

It is recommended that each group of stake-
holder be represented on the executive board
[medical staff, supervisory staff, management, in-
habitants within the catchment area) and that
regular reports are provided to the general as-
sembly. Moreover, a specific budget item can
be created to prevent other issues dealt with by
the committee from systematically taking prece-
dence over hygiene and sanifation.

..........................................................

How to carry out decisions made and care
and mainfenance tasks

..........................................................

Regular maintenance

Regardless of the decision-making method se-
lected, regular maintenance tasks can be allo-
cated fo:

e an infernal staff member (one or several clean-
ers) responsible for cleaning the premises;

® an external contractor (cleaning company) re-
sponsible not only for cleaning (potentially with
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their own equipmem), but also for the provision
of consumable items.

Where the body in charge of foilet blocks opts
fo use a private contractor — which is usually the
case in large and busy health centers — a service
confract must be drawn up and signed. The con-
tract should contain performance objectives, as
well as incentive measures. Detailed information
regarding this option is provided in the chapter
on foilet blocks in public areas of commercioal
activity.

It is possible to combine the two optfions and em-
p|oy both infernal staff and an external contrac-
tor: some large hospitals [such as Charles de
Caulle pediatric hospital in Ouagadougou in
Burkina Faso) use an external contractor to clean
all the premises once a day (including the foilet
blocks); at the same time, they also have a jani-
for permanently on=site fo carry out minor repairs
and maintenance fasks during the course of the
day. As a result, cleaning is conducted regularly
and repairs carried out quickly.

Major repairs and emptying

For major repairs, the services of an external,
skilled tradesman (a plumber or builder, for ex-
ample) can be called upon, once the treasurer
has ensured that there is money available in the
accounts fo pay for the work fo be carried out.

Emptying the pit usually involves using a mechan-
ical or manual cesspit emptfier; this may either
be a private confractor or a service provided by
the municipality. Some healthcare establish-
ments, for example in semi-rural areas (as is the
case in small towns in Rwandal, call upon the
services of a neighboring farmer or truck farmer
who collects the mineralized (solidified) sludge
fo use as fertilizer.

30 | CMS Methodological Guide n°5

..........................................................

..........................................................

List all recurrent expenses

The person or body in charge of toilet block
management should start by identifying and as-
sessing all management and maintenance costs
and any other recurrent expenses linked to hy-
giene and sanitafion, such as:

e the provision of consumable items;

® any salaries paid fo the person or people re-
sponsible for cleaning;

e the remuneration of management committee
members:

e pit emplying [if the block is not connected to
the sewerage sysfem);

® repairs and rehabilitation;

e information and awareness-raising materials
for patients to encourage them to use the blocks
properly and practice good hygiene.

On this basis, the expense items need fo be
shared out among the different possible contrib-
utors, resources need to be mobilized and good
financial management needs to be assured.

Cost sharing

It is recommended that all the recurrent expenses
listed above be managed at establishment level
and in a sustainable manner - this includes major
repairs and the printing of information materials.

Any aid from the state and its development part-
ners NGO, twin town or donor) is only used for
consfructing new facilifies.

The paragraphs below concentrate on funding

recurrent expenditure and nof on the construction
of new facilifies.
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Possible funding options

The possible sources of funding are:

e the establishment’s general fund, financed
by revenue from the health services, or a special
fund where money can be ringfenced solely for
use on the maintenance of foilet blocks. This type
of revenue is the main source of funding for hy-
giene and sanifation activities for many health
centers. It is found to be more sustainable, al-
though often insufficient;

® regular subsidies granted by the public au-
thoritie: this is the case in public health centers
where part of the cost of consumable itfems used
for foilet blocks is met by the municipality, includ-
ing all of the water bill (as seen, for example, in
the town of Ouagadougou in Burkina Faso;

°® any fees paid by the patients for being
treated by the healthcare establishment.

It is crucial that the health center mobilizes sus-
tainable financial resources to ensure that there

is good hygiene in the toilet blocks and that
these are always in good working order. This
recommendation does not, of course, exclude in-
cidental donations that can be used fo supple-
ment resources: donations from individuals, or-
ganizations  of infernational  co-operation
(NGOs, twin towns or donors, such as UNICEF
or WHQ), the state or from religious institutions,
for example. However, these financial contribu-
fions, whilst somefimes not insignificant, are only
ever irregular. Even though these may become
repeat donations in time, the establishment can-
not always count on them in the long-term.

It is also vital to ensure that the financial re-
sources mobilized are sufficient. This is not al-
ways the case and in such a situation, priority is
often seen to be given to the staff latrines at the
expense of the patient foilet blocks. This type of
negligence engenders serious sanifary risks that
can have farreaching consequences.

Funding from the municipality of part of the maintenance costs for toilet blocks
in health centers: Ouagadougou case study

Alarge number of public health centers (if not all) are connected to the drinking water supply network, the bill for
which is paid by the municipality. Furthermore, major rehabilitation work is also financed by the municipality, as
is emptying and the purchase of certain consumable items (medical material, dleaning materials, occasionally soap
and anal cleanser for the patients). As far as cleaning products are concerned, donations from the municipality
don't always cover these costs, so the Management Committee (COGES) is obliged to pay a part. The same is even
true for soap. The cost of minor repairs and maintenance work comes under the remit of the COGES. As an example,
the maternity unit in Gounghin allocates 20,000 CFA Francs (30 <€) per month to buy toilet paper for its medical
staff and around 2,000 CFA Francs (3 €) for soap, which represents 2% of its annual budget. Lastly, the majority
of the expenses linked to hygiene and sanitation are paid for by the municipality (water, deaning products, anal
cleanser, electricity and emptying); the remainder comes out of the COGES budget.

Source: Hydroconseil, Etude des latrines / douches publigues et des latrines institutionnelles au Burkina Faso, 2008
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The management of foilet blocks

in commercial public places

© A lack of hygiene education among users and managers leads
to poor use and poor maintenance of the facilities. Consequently,
there is low willingness from users to pay for a service which s of
below-average quality and so it is more difficult to make an ope-
rafing profit.

© |ll-adapied tariff lisis mean it s not always possible o re-
cover operafing costs and nor, therefore, to ensure a sustainable
service.

© Where there is delegated management, the methods used
for selection and contract agreement with the operator are often
inadequate: the respective obligations of the contractor and de-
legating authority (the municipality) are not properly defined;
there are no performance criteria or incentive measures; there is
little or no public authority control, etc.

@ What care and maintenance aciivifies should be planned fo
guarantee good service quality? Who should undertake these acti-
vities?

© Where there is private sector involvement, which selection,
contract agreement and control methods should be considered?
What are the respeciive obligations of the delegating authority
and the delegatees? Whichever management method is selected,
what incenfive measures should be considered in order o ensure
good service quality?

© How are operating and maintenance costs fo be met in order
to guarantee a sustainable service? Where management is dele-
gated to the private sector, how can profitability be ensured?

O How can the involvement of public authorities in the control
of service quality and delegatees be increased?
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The management of toilet blocks in commercial public places

..........................................................

..........................................................

Before starting construction work on the foilet
blocks, and when they are put info service, a
decision needs to have been made as to how
these blocks will be used. In particular: how

many latrines will be reserved for women, men
and children?

Access to the toilet blocks and the cubicles them-
selves need fo be adapted to the needs of users.
In parficular, ease of use needs to be assured for

all, including the ill, elderly and disabled.

..........................................................

Objectives
® To ensure the availability of all items necessary
for hygienic use of the toilef block;

® To ensure that there is a stock management
system in place fo prevent stock shortages.

Which consumable items?

Please find below an indicative list:

e for anal cleansing: water, foilet paper, jar or
bucket, sheets of paper, efc. to be adapted to
local practices;

e for handwashing: water, soap, ash, possibly
a fowel for drying, efc.;

e for cleaning the foilet block: water, jar or
bucket, broom, gloves, floor wipes, sponges,
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long-handled brushes, soap, detergent, bleach,
other cleaning products, efc.

Who is responsible?

In general, it is the manager’s responsibility fo
ensure that all items required for the foilet block
are in stock and available for use. The manager
can also be assisted by:

® an accountant or cashier, in charge of the ac-
counts and purchasing;

® a cleaner who puts out materials and consum-
able items for users on a daily basis.

(leaning the blocks and checking they are in
good working order

..........................................................

Objectives

* To guarantee good conditions of use, hygiene
and safety for users by ensuring that the foilet
block (the latrines, urinals, handwashing facilities
and showers contained therein) is always in a
state of cleanliness.

Tasks to be undertaken

e Regular checks to ensure that each element of
the toilet block is in good working order: the sto-
bility of the latrine slab or ceramic toilet and of
the seat, the level of waste in the pit, the clean-
liness of the defecation holes, the state of the
walls, roof and ventilation system, the functioning
of doors and any locks, the functioning of hand-
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washing facilifies (reservoir, fap, pouring spout,
efc.), the functioning of wastewater evacuation
sysfems info the soakaway, efc.;

® Daily check to ensure the availability of mate-
rials required for cleaning and handwashing;

e Clean the foilet blocks, showers and hand-
washing facilities several times a day according
to frequency of use: sweep the floor, wash the
floor and the latrine slabs with soapy water if
made of cement, disinfect, clean the wallls, clean
out the water reservoir and pouring spout of the
handwashing facilities, efc;

e Carry out small repairs, such as changing
taps, fightening faulty bolts, efc.

Who is responsible?

All these tasks are to be carried out by the per-
son responsible for cleaning and maintenance.

..........................................................

..........................................................

Objectives

® To guarantee good condifions of use, hygiene
and safety for users by ensuring that the toilef
block (latrines, urinals, hondwoshing facilities
and showers) is in good working order;

® To ensure that the toilet block does not endan-

ger the local environment or the groundwater
table.

Tasks to be undertaken

® Maijor repairs (plumbing, building work) that
require the intervention of an external, skilled
tradesman;

® Replace any faulty parts in the foilet block;

e Empty the pit when full (where the block is nof
connected to the sewerage system).

Who is responsible?

For major repairs, it is offen necessary to call
upon the services of an external, skilled trades-
man (plumber or builder).

Emptying the pit usually involves using a mechan-
ical or manual cesspit emptier; this may either
be a private contractor or a service provided by
the municipality. It is possible to achieve eco-
nomies of scale if there are several latrines,
blocks or sites to be emptied. The operators of
some foilet blocks in public places, particularly
those in peri-urban areas and small towns, call
upon the services of a neighboring farmer or
truck farmer who collects the mineralized (solidi-
fied) sludge 1o use as fertilizer.
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How to manage the toilet blocks

There are several questions that arise relafing to
the management of foilet blocks in public places
of commercial activity:

e what different management models are avail-
able? Which is the best model for each contexte

® where the public authorities decide to dele-
gate management of toilet blocks to an inde-
pendent operator, how should this operator be
selected?® What are the most important contrac-
tual clauses that should be included?

® how are any costs fo be mete

® how can satisfactory management and main-
fenance be assured?

The response fo each of these questions is pre-
senfed below. The advantages and disadvan-
tages are also specified and supported by rec-
ommendations. The aim is to support the
decision-making process for selecting the most
suitoble management model. It will, however,
also be necessary to consult the directives and
advice provided in natfional legislation.

..........................................................

What are the different forms of management
available for toilet blocks in public places of
commercial activity?

..........................................................

A state service, a municipality, a public company
owns and operates the foilet blocks (public control)

A public service can be directly provided by a
public body: when this service is directly pro-
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vided by a public body: by a stafe service, local
government or a public company.

For example, in Burkina Faso the RAGEM [Régie
Equipements
Marchands — Independent Operator for the
Management of Commercial Facilities, a public
company which is selfgoverning yet supervised
by a board of directors made up of fown coun-
cilors and technical staff| manages and operates
the majority of toilet blocks situated in commer-
cial centers.

Autonome de Gestion des

A private entrepreneur owns and operates
the toilet blocks

In the same way as there are professionals in
some counfries offering manual or mechanical
cesspit emplying services, there are also some-
times privately-owned foilet blocks which are for
public use. Where these are found in commer-
cial centers, the owners are those who have built
the lafrine blocks, either spontaneously, or affer
having requested permission from the public au-
thorities. There is, therefore, a charge for the use
of the latrines; the income from which makes up
the operator’s revenue. In Nouakchott, in Mau-
ritania, there were 2/ private operators of foilet
blocks for public use in existence in 2002. The
fact that this entirely private and spontaneous
offer exists proves that the consfruction and op-
eration of foilet blocks can be a sufficiently prof-
itable acfivity to enable operators fo break even
and eam at least a living wage.

Given the abundance of foilef blocks and the di-
versity in terms of service quality, the public au-
thorities may decide fo regulate this activity, by
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pufting a license system in place, for example.
Whilst there are different forms of license, the
principle is always the same: the public authority
grants the right to occupy the land for the con-
struction and operation of toilet blocks to an en-
frepreneur or association, in exchange the oper-
afor accepts certain constraints and obligations
(in terms of minimum service level or limited pe-
riod of operation, for example). For operating Ii-
censes, these conditions form the service require-
ments. Adherence to these requirements can be
checked periodically. If the requirements are not
being respected, the operator's license can be
revoked. Operators may be charged for the Ii-
cense, either through means of an initial one-off
payment or through regular installments.

The public authorities own the toilet blocks and
entrust their management to a private entrepreneur
or to an associafion

ENTRUSTING MANAGEMENT TO THE PRIVATE SECTOR

A public authority (state, municipality, public
company, etc.] responsible for the sanitation
[and hygiene) service in public places of com-
mercial activity can decide to entrust the opera-
fion of one or several foilet blocks to the private
sector or association, either for a limited period
or on a permanent basis. This is known as dele-
gation of management. Where management is
delegated to a third party, responsibility for the
service (and service quality, in particular) rests
with the public authority. As such, the authority
needs fo ensure that the service provided by the
delegatee is properly monitored and controlled.

The “private sector” includes individual entrepre-
neurs, economic interest groups (EIG) and com-
panies, efc. The ‘association sector’ includes

community-based organizations, local develop-
ment associations and NGOs for international
cooperation, efc.

WHY ENTRUST MANAGEMENT TO THE PRIVATE

Toilet blocks in public places provide a service of
common public inferest. The public authority re-
sponsible for these blocks may decide that if is
better qualified to confrol the service quality than
to actually run the service itself. There can be
many reasons for this: lack of inferest or mofiva-
tion, lack of human and financial resources, a low
level of technical and managerial skills, efc. The
public authority may then decide fo bring in a
competent external confractor who has the moti-
vafion to provide a high quality service:

® a private enfrepreneur will be motivated by the
profitability of the concern. The higher the serv-
ice quality, the higher both the number of users
and their willingness to pay for the service pro-
vided, thereby guaranteeing the profitability so
soughtafter by the enfrepreneur;

® an association based locally (for example,
local people organized to form an association)
will be motivated to ensure a high quality and
sustainable service, as it is in their interests to en-
sure the quality of the neighborhood's environ-
ment and living conditions.

There is a wide range of responsibilities that can
be delegated to the private sector or an associ-
ation. The different options are listed below.

THE DIFFERENT FORMS OF MANAGEMENT INVOLVING
THE PRIVATE SECTOR OR AN ASSOCIATION

The different management models available that
involve the private secfor or associations are pre-
sented, in brief, below. They can be applied
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equally well to both private entrepreneurs and
associations.

® The service contract: as when purchasing
supplies or work, the operafor with a service
confract is paid a fixed rate by the public author-
ities for the services he provides. In contrast fo
the other options listed below, there is no finan-
cial risk for the operator: income is nof necessar-
ily reduced if management is found to be of poor
standard. The only possible sanction is fermina-
fion of the contract.

The following management models are diffe-
rent to service contracts in that there is a finan-
cial incentive for the operator to provide an
effective service: his remuneration depends on
the level of service provided. ‘Delegation of
management’ means that there is a specific fi-
nancial incentive (or ‘profitsharing’). The dif-
ference between each form of delegation re-
sides in the scope of responsibilities given to
the operator (called the ‘delegatee’) and in the
level of financial risk involved, which can be
higher or lower.

* The management contract: this is a contract
whereby the operator takes over the operation
and maintenance of toilet blocks that are already
in place. More specifically, he ensures the timely
opening and closing of the blocks, regularly re-
plenishes consumable items and cleans the
blocks on a daily basis. He collects the tariff
paid by users and ensures necessary repairs are
carried out. His income is made up of the rev-
enue he receives, as well as a fixed remunera-
tion (called a ‘remittance’) which is paid to him
periodically by the confracting authority. It is,
therefore, in his interests to increase revenue,
which means offering a good level of service to
aftract users.
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* The leasing contract: in this scenario, the con-
fractor operates and maintains the lafrines; in ad-
dition, he is responsible for investment:

. the most ‘simple” case: the contractor takes receipt of
a foilef block that is already operational, and
has to pay rent [the ‘lease’] to the contracting au-
thority; in this way he makes a financial contri-
bution fo the investment made by the commune
for construction of the block. His profit is the dif-
ference in the total revenue he receives from the
service and the rent he has fo pay;

. the ‘intermediate’ case: the operator contributes fo in-
vestment in rehabilitation and major repairs. He
either carries out work prior fo putting the blocks
into service fo get the block up to standard or he
is responsible for financing these repairs later,
over the duration of his confract. His revenue
then comes from payment for the service made
by the users;

. the most ‘complex” case: the operator confributes to
the development of new blocks. In addition to
operating existing foilet blocks, the operator is
responsible for constructing and financing new
blocks. Here again, his revenue comes from
payment for the service made by the users.

leasing encourages the operator fo increase rev-
enue and, to this end, offer a sustainable service
that meets the expectations of the users.

® The concession contract: The operator has o
build the latrines, operate them and oversee all
maintenance operations under the supervision of
the public authorities. It is in his inferests fo con-
struct robust lafrines, which are adapted to de-
mand and easy to maintain, in order fo affract
the maximum number of users and so have
enough revenue to ensure a profitable return on
his initial investment.
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Rehabilitation and operation entrusted to private operators in Nairobi, Kenya

has led to a sharp rise in the number of users.

N\

Up until 2003, in Nairobi, the public toilets built following the country’s independence were in a state of advanced dilapidation,
with the majority of them being out of service. Prior to this, these toilets had been managed by either municipal officials or
by ‘street children’ who had taken over the premises and operated them illegally. The insecurity, deplorable hygiene conditions
and the prices, set arbitrarily by the street children, meant that many people were discouraged from using these blocks. The
town coundil began a pilot project in 2003 fo confer the rehabilitation and operation of these blocks onto private operators
through a leasing contract. As a result, the renovation work and improvements in the overall working condition of these blocks

Source: Water and Sanitation Program (WSP), From Hazard to Convenience: Towards Better Management

of Public Toilets in the City of Nairobi, Field Note, 2004

There is no single management model that is
better than the others: each has its advantages
and disadvantages. The ‘best option’, there-
fore, depends on the context.

..........................................................

|dentifying the most appropriate
management model

..........................................................

Public authorities wishing fo develop and improve
toilet blocks in places of commercial activity, there-
fore, have a choice of management models. They
can decide to build and operate the blocks them-
selves; assign the management activity fo the pri-
vate sector or an association; or encourage the
private secfor or an association fo themselves
build and manage the blocks directly.

Where there is no advice or direcfives contained
in national legislation and to assist them in their
choice, there are several preliminary questions
that the public authorities have to ask themselves
fo help them identify their needs and constraints.
To do this, they need fo be aware of the advan-
tages and disadvantages of each management
model.

Preliminary considerations for defining the
management model

The public authorities should begin by specifying
their requirements. Is the objective to develop
new foilet blocks? To increase frequency of use?
To improve service quality? Are the requirements
linked more to consfruction or rehabilitation? Is it
necessary fo reduce the current tariffs2

The public authorities should then seek to under-

stand the confext and its constraints. In particular:

e what internal financial and human resources
are available?

® does the public authority have the means and
skills required to manage the toilet blocks under
public control2

e are there the infemal skills and motivation in
place for recruiting a provider and monitoring
his performance?

® which responsibilities can be entrusted to an
external provider?

e which responsibilities does the authority wish
fo refain?

| 39



® are there any providers, private or associo-
fions, with the experience fo construct and man-
age foilet blocks in public places? If not, is there
enough potential interest?

® what role can the network of associations
play?

e is there the political will and legislative and
regulatory framework in place fo encourage the

MANAGEMENT

MODELS

Easier to set up inifially.

i ¢ Public control removes the need to select an
S PUBLIC CONTROL i operator, draw up a contract and establish o
i of both fime and money, this type of

i management model is less costly to set up.

¢ Whilst this includes a selection and contract
SERVICE CONTRACT
H i is simple s it is fixed.

{ DELEGATION

The management contract is very useful for
creating a ‘tendering effect’ in the private

i sector in a situation where the delegafing
authority is not certain of finding providers

i interested in this activity. The dual
remuneration, coming in part from operating
the latrines and in part from a fixed payment

© MANAGEMENT
 CONTRACT

secure confext that ‘inspires confidence’
among potential operators.
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i from the public authority, creates a relatively :

involvement of the private sector and associa-
tions¢

® what incentive measures can be put in place
fo ensure that a provider carries out those respon-
sibilities enfrusted fo him to the best of his ability2

The public authorities can then assume the most
appropriate management model based on their
answers to all these questions.

DISADVANTAGES

Public control means having suffcient human and financia resources?
¢ to allocate staff to the running of toilet blocks. i

Public operators have no financial incentive to ensure a proper
P o dure. In1 i service.

i performance monitoring procedure. In terms
i P - ¢ Somefimes, the public authority finds it more difficult than

i delegatee to apply the tariffs that would enable them to recover

all their costs.

: ) £ Litle incentive for th tor. Th tor is pai less of
t ggreement phase, the remuneratin method 1 LT ncentve forthe operator. The operator i paid regardless o
: ¢ the service quality.

¢ Itis often difficul o find the right balance of operator remuneration

hetween the fixed payment and the variable parts (the latter
received from operating revenue).

i The operator may choose to invest in the development or
rehabilitation of the blocks but is under no obligation to do so. If
major work is required, this type of contract is not necessarily the
most appropriate.
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LEASING

£ CONCESSION

¢ The cost of the initial investment is not horne by the
i public authorities.

¢ Leasing can enable the contracting authority to be
¢ ‘reimbursed’ a posteriori, through the lease payment, :
i for the investment made in the latrine blocks. H

¢ Leasing is most appropriate where the existing blocks
¢ are in need of rehabilitation (the operator funds the
¢ investment).

¢ It enables longer-term improvements in the overall
i management: the operator has fo ensure the blocks
¢ are in good working order (which includes major

i repairs) and so applies the tariffs required to this end. :
i The operation s, therefore, ‘self-financed".

¢ The concession contract enables substantial

i of new toilet blocks.

A concession enables the development of a true
i 'business’, as the contract is usually long enough
¢ (from 5 to 10 years) for the operator o make o
¢ financial commitment.

PRIVATE INITIATIVE AND lI(ENSE

FE R T P PP P PP LTS TR TR P -

SPONTANEQUS PRIVATE
INITIATIVE

¢ Private and spontaneous initiatives complement the
¢ public service offer.

Itis difficult to determine the correct level of lease payment. §

To do this, it is necessary to know the total amount of the

i costs to be recovered and how much revenue the operator

can expect o receive each month.

The additional responsibilities conferred onto the operator

i (notably those of investment and rehabilitation) need to be
i well-defined. :

i The obligations to invest that can be imposed on the
¢ operator require an accurate estimate of potential demand.

The operator is dependent upon the original infrastructure

i (choice of technical option).

¢ The concession contract assumes that there are
i entrepreneurs who have investment capacity, or able to

i £ take out bank loans.
i development of the service offer through the creation

¢ The tariff paid by the user will be higher as the operator not

: . . i only has to finance the operating and maintenance costs,
i The operator is given much more freedom in that he

can select the technical option and layout that he
i elieves is most suitable and appropriate fo the
i demand.

i but also recoup his inifial investment. In the end, it is the
i users who pay for the initial investment.

i If the public authority s not satisfied with the service

: management, it is more difficult to terminate the contract
¢ (they would have to compensate the operator for any

¢ investment made and it would send out a very negative
message to any potential entrepreneurs).

¢ As the operators are under no obligation to make the

¢ service accessible fo large numbers of users, they tend to
¢ target the richest users. This is reflected in the location

i selected and in the type of service (a luxurious but

i expensive offer).

The operator is under no obligation to the public
i authorities and can cease his activity whenever he so
: wishes or modify it.

T PPy BT P PP S PP -

PRIVATE INITIATIVE
i UNDER LICENSE

i The license enables regulation of spontaneous
¢ inifiatives on the part of entrepreneurs and H
i associations by optimizing the offer and improving 1he
i quality of service provided.

i Asitis more ‘instant’, the license makes it harder to ensure

: } ood long-ferm management, notably as it does not define
i The license is flexible and easy to implement. It only g y y y i

i contains the operator requirements; the delegating
i quthority is not committed fo a contract and the
¢ license can be easily revoked.

: the responsibilities of the delegating authority.

Ceeeeetttettttitiitiiiiinnnnanaad S eeeeeeeteeteettttitttantntatttttttttttttttttttetttttttntantnntnnas B eeeeeteeteteetttittttttttttnttttttttttttttttttttttttttttettnntnrtnrananansl
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Delegation of management: the advantages and
disadvantages of management by the private sector
or associafions

THE ADVANTAGES OF DELEGATING
TO THE PRIVATE SECTOR

Delegating fo the private sector makes it possible
fo appoint a ‘professional” who brings with him
knowledge of business and financial manage-
ment. This opfion also helps generate the budget
required, from the tariffs, for repairs and the pro-
vision of consumable items which has a positive
impact on the sustainability of the service.
Delegating to the private sector also enables in-
vestment capacity fo be mobilized for the reho-
bilitation and construction of latrines. Whilst this
actual capacity can vary from one country and
region to another, it is possible to find entrepre-
neurs who are willing fo finance the consfruction,
repairs or renovation of lafrines. In Nairobi, the
municipal authority conferred responsibility for re-
habilitating the public foilefs located in commer-
cial areas onfo private operators in this way,
which has led to a substantial increase in the
number of users.

In addition, private operators don't have the
same constraints as services under public con-
trol. For example, they can develop additional
activities in order to make a profit from the oper
ation of lafrines, whereas public bodies are not
necessarily in a position fo run a business.

THE DISADVANTAGES OF DELEGATING
TO THE PRIVATE SECTOR

Delegation to the private sector means that a man-
agement framework needs fo be put in place; this
can be complex [compared fo public control), par
ficularly as regards potential insfitutional hurdles.
The operator selection and contract agreement
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processes need fo be undertaken with care fo en-
sure a sfable management structure.

It is also necessary fo creafe a system fo monitor
the operator’s activity and check their performance
fo ensure the management is up to standard.

Unless it is sﬂpu|oted in his confract, there is a
risk that any profit made by the private operator
is nof reinvested into maintenance of the blocks,
but instead used for a totally different purpose or
for his own personal gain. This may well be mis-
interprefed by, and unacceptable to, users.

Lastly, compared to a community-based associ-
ation, the operator may be tempted to concen-
frate on gaining maximum profit out of his foilet
block management activity af the expense of per-
forming the public service he was brought in fo
provide (illegal tariff increases, hosfing illegal ac-
fivities in return for payment, etc ).

THE ADVANTAGES OF DELEGATING
TO ASSOCIATIONS

e As its members are both managers and users,
a community organization often has a vested in-
terest in the quality of service provided in the toi-
let blocks;

® Being based locally, it can easily spread mes-
sages of good hygiene practices throughout the
community;

* Management by an association, which by ifs
very nature is notforprofit, is often more socially
acceptable fo the population than management
by a private operator whose objective is to make
money.

THE DISADVANTAGES OF DELEGATING
TO ASSOCIATIONS

® Where there is a community-based organiza-
fion in place, the facilities are often considered
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to belong to all and so, by extension, to no-one
in particular, which leads to a lack of any sense
of responsibility.

® |n oddition, there may be gaps in the associa-
tion's knowledge of financial and accounting
management methods, as well as a lack of expe-
rience in dealing with the relationship with users;

® |t is necessary to plan a form of monitoring of
the association's operating activity and to check
performance to ensure that this management is
being carried out correctly.

In conclusion, each option has its advantages
and disadvantages. It may sometimes be in
the inferests of those public authorities wishing
to entrust management of toilet blocks to a
contractor to keep the competition open to
both the private sector and associations. The
two parts that follow concern the specific case
of delegation of management to the private
sector or associations as not only is this a wi-
dely-used management model, but it is also
the most complex to set up.

..........................................................

How to select the operator when delegating
the public service

..........................................................

Generate inferest among the private sector
and associations

The private secfor and associations are not al-
ways active in the foilet block management
arena. However, it is still possible to generate in-
terest from these sectors. By so doing, the num-
ber of potential operators can be increased (de-
veloping the service offer) and competition
fostered between them (retaining those who are
able to offer a better service quality).

By communicating with, and appealing fo, the
private sector and associations, it is possible fo
mobilize those entrepreneurs who work in re-
lated activities (plumbers, builders, efc.). Associ-
afions and community organizations have a role
to play here.

Possible selection methods

Once the delegafion model has been chosen,
the public authorities in charge of the toilef
blocks should proceed with the selection of the
contractor(s) ('delegatee(s)’). There are several
possible selection methods.

/
The traders’ association in Nairobi:
spearheading the improvement of toilet
block management in commercial centers

Following an initiative by a traders’ association in the
town center (the NCBDA), in 2003, the municipal au-
thority decided to launch a pilot project cimed af del-
egating the management of blocks situated in public
commercial centers fo private operators. The project
consisted of recruifing private operators through means
of a competitive process to rehabilitate and operate the
138 lutrines located in the town center. The traders saw
this rehabilitation as a way of encouraging more people
info the town center. The NCBDA, in addition to its in-
formal role in mobilizing the private sector prior fo the
project (information meetings), is also the delegated
contracting authority: it oversees the selection of the
operators and carries out performance monitoring over
the duration of the confrac; the blocks, meanwhile, re-
main the property of the municipality of Nairobi.

Source: Water and Sanitation Program (WSP),
From Hozard to Convenience: Towards Better Management of
Public Toilets in the City of Nairobi, Field Note, 2004
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DIRECT NEGOTIATION

With this method, the public authorities negotiate
with, and allocate the operating contract or li-
cense to, a private operafor or association with-
out going through a public tendering process
and without publishing ‘objective’ selection cri-
teria. The appointment may be announced in the
newspapers, on the radio or published on nofice
boards, however direct negotiation is tradition-
ally not widely publicized. Sometimes, it is the
operators themselves who approach the public
authorities. The advantage of direct negotiation
is that is very quick and easy to put in place. It
is appropriate where the public authorities al-
ready know which operator is best able to man-
age the blocks in a given area. Where this is
not the case, direct negofiation does have cer-
fain disadvantages:

e as there are no 'official’ selection criteria, it is
more difficult to get the candidatels) to respect
certain conditions;

® with no competitive negotiation or predefined
criteria, there may be only one candidate (or he
believes this to be the case) and thus he is not
encouraged fo offer good quality management
or to lower prices.

AWARDING CONTRACTS BASED ON OBJECTIVE
CRITERIA, WITHOUT COMPETITIVE NEGOTIATION

The public authorities may award operating Ii-
censes or confracts fo all operators who meet
specific requirements without ‘auctioning off’
these requirements (for example, if the criteria re-
quire experience in plumbing and construction,
the authority can specify a minimum number of
years of experience, as well as require refer-
ences). The appoiniment may sfill be published
in newspapers, on the radio and on nofice

boards.
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e This selection method is suitable for tackling
('regulating’) the informal sanitation market in
countries where there are already a lot of oper-
afors providing services outside of both the legal
framework and any public authority control;

e This solution may also be appropriate when
the objective is fo increase access fo the foilet
blocks. It is possible fo award concession con-
fracts to each candidate who meets the require-
ments;

e |t is imporfant fo note that the weakness of this
approach resides in its rigidity: with no compet-
itive negotiation, the delegating authority itself
has to set the maximum price (for example, the
price of the license or user tariff) which means it
needs fo have some understanding of the prices
currently being charged or considered ‘reason-
able’.

COMPETITIVE CALL FOR TENDERS BASED ON

Public authorities can select operators on the basis
of technical and financial criteria which are
mafched to a coefficient that indicates the priority
given to each criterion. Exomp|e technical criteria
may be: experience in construction and plumb-
ing; means available (staff, vacuum truck, tools);
an investment plan and operating sfrategy, etc.
Possible financial criteria are: the cost of the li-
cense; fariffs proposed to users; the ability to draw
up a forecast of operating cosfs, etc.

The candidates are informed of the call for ten-
ders for the management of toilet blocks through
its publication in the official government register,
in the press, on the radio or on public notices,
etc. Inferested candidates can then request the
call for tenders documentation from the public
authorities in which can be found the list of doc-
uments to be supplied by the candidate; the con-
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fract type; the service requirements; and techni-
cal clauses along with all available documenta-
fion relating to the pre-existing facilities.

Candidates submit offers based on the instruc-
tions contained within the call for tenders; these
are then marked using a predefined scoring
grid. The confract is awarded to the operator(s)
with the highest score.

The call for tenders has the following advan-
tages:

e it ensures that the best candidate is refained:
this is the candidate who proposes the cheapest
service for the user (the lowest offer on price or
the candidate who offers to pass on more revenue
to the local authority (the highest offer fo purchase
the license or the lease| or the candidate offering
the best value for money (a balance between the
technical and financial criterial;

e this procedure also enables information to be
collated on the price range and skill level that
can be expected from the private sector and as-
sociations especially where public authorities
have litle knowledge of the existing service offer
[some calls for tenders have unexpectedly re-
vealed the existence of previously unknown, yet
competent operators).

In contrast, the procedure can be rather long
and complex as the grid of selection criteria and
coefficients needs to be carefully developed; the
means of publicizing the call for fenders need to
be selected; and several meefings need to be
scheduled in order to answer candidates’ ques-
tions, explain the procedure and the confents of
the contract that the successful candidate(s) will
be asked fo sign.

RECOMMENDATIONS AND PRINCIPLES FOR
COMPETITIVE NEGOTIATION

There are several principles to be considered
when awarding the management of public facil-
ities to private operators or associations:

e As this relafes to a public service, it is advis-
able that the operating activity be open to the
greatest possible number of operators and be
owarded in a fair, equal and transparent man-
ner. This means ensuring equality towards the
service providers and this can also impact on
the reputation of the public authorifies. Awarding
confracts Through ‘cronyism’ has @ high|\/ nega-
tive effect on the deve|opmem and mobilization
of private operators inferested in foilet block man-
agement. The consequences are also visible in
the service quality provided, as the appointed
operator often considers himself fo be ‘well-es-
tablished’, with no obligation to achieve results.
Lasfly, these practices, which often give rise fo a

/

The awarding of licenses to operate
toilet blocks in Ghana

In Kumasi and Accra, in Ghana, the operation of public
toilet blocks was delegated to private operators for the
first time in 1989. The method chosen was to grant li-
censes following verification by the authority that the
operator met a certain number of conditions. In fact,
the licenses were given to people close to the munidi-
palities, regardless of whether or not they actually sat-
isfied the conditions. If the aim was to improve the
service quality, no progress here has so far been ob-
served.

Source: Institute of Development Studies (IDS),

"Toilet wars": urban sanitation services and the politics of
public-private parterships in Ghana, 2003
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suspicion of corruption, have a damaging effect
on the general social climate. All these argu-
ments support the use of an objective public pro-
cedure, based upon predefined and easily veri-
fiable selection criteria.

This being the case, the example of Ghana pro-
vides an interesfing lesson, namely that when the
objective selection criteria have been set and
published, it is even more important that these
are adhered to than when the recruitment proce-
dure has not been made open to all. In sum-
mary, it is beffer fo engage in a confidential re-
cruitment procedure than a wellpublicized, yet
fake, selection process.

® The selection of an operator can vary in com-
plexity and, consequently, in cost in ferms of time
and financial resources. The procedure chosen
should therefore be commensurate fo the human
and financial resources available to the delegat
ing authority, as well as fo the results required.

® |n certain contexts, it is necessary to ‘mix up'
or vary the scope of the activity entrusted to the
operafor: this means giving the operafor man-
agement responsibilities for blocks situated in lo-
cations that differ in type and frequency of use.
In other words, it is advisable o avoid placing
blocks located in the center of a market (with a
high frequency of use| together in one contract
scope and blocks located in more remote areas
(with a lower frequency of use) in another — sim-
ply because all candidates will be interested in
operating the former, whereas nobody will apply
for the latter, as these are less likely to be prof-
itable. Varying the group of blocks awarded to
the same operator ensures that those blocks used
less frequently are not neglected; the operator is
willing to accept the contract, as the revenue re-
ceived from one type of block can compensate
for the lower profitability of others.

46 | CMS Methodological Guide n°5

e Although there is nothing to prevent the public
authorities from granting @ monopoly fo an op-
erator, it is also important fo ensure there is com-
petition for each of the sifes involved. To do this,
the call for tenders can be divided info different
lots which are then awarded to different opera-
tors. This enables blocks located in the same
area to be run by different operators. The com-
petition thus created in this area encourages the
operators fo provide a good level of service and
fo lower prices fo ‘win customers'.

..........................................................

..........................................................

Main elements of the management contract

There are several crucial elements that need to
be included in the delegation confract, regard-
less of the type of operator:

® description of ownership of the infrastructures;

e definition of the scope of the operation: which
block(s) is the operator responsible fore What
land does the operator have available?

e division of responsibilities: who does the build-
ing worke Who is responsible for greeting the
users and collecting any fariffse VWho undertakes
the cleaning duties and the daily replenishment
of consumable items2 Who has the lafrine emp-
tied or the foilefs repaired® Who funds the cost
of both major and minor repairs?

e what is the relationship of the delegating au-
thority and operator to the other parties involved
or concerned by the service provided by the toi-
let blocks? (Users, decentralized technical serv-
ices, municipal services for hygiene, sanitation,
heo\fh, urban p|onmng, transport (Where blocks
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are located in bus stations), the urban water and
sanifafion services operafor, neighborhood asso-
ciations, the authority in charge of public pro-
curement, efc.);

e the means of financing the different activities
linked to operating the blocks. It can be ob-
served here that the entity responsible for carry-
ing out the fechnical aspects of an activity is not
necessarily the same as that providing the fund-
ing: an example of this is major repairs, which
can come under the financial responsibility of the
public authority vet are carried out on a fechnical
level by the operafor;

® means of operator remuneration: what is the
(possible) tariff to be paid by users and under
what conditions? Does the operator refain all or
part of this revenue? Does he need to make a
fixed sum (at the start of the contract) or monthly
payment fo the authority?

® the service obligations of the operator are listed
in a requirements document annexed fo the con-
tract. This requirements document thereby deals
with questions such as: what are the opening
hourse What fariff grid is to be applied or what
is the maximum fariff permiﬂed? The requirements
document can go further, however, for example
by requiring the operator fo post the price list on
the blocks to ensure fransparency and prevent
abuse. The honoring of these requirements forms
one of the service quality criferia;

* performance obijectives to be achieved by the
operator [see the last chapter in this guide;

e the monitoring and control methods that ensure
requirements are being respected and that per-
formance objectives are being met (see the last
chapter in this guide).

All these key points are important, but not ex-
haustive. A contract can also contain clauses on
other aspects; the objective being to document
all conditions necessary fo ensure the operator
carries out his activity fo the best of his ability.
Moreover, the confract should be as precise and
exhaustive as possible in order to avoid any mis-
interprefations.

As far as the responsibilities, duties, obligations
and remuneration methods of the operator are
concerned, the contract needs fo be precise yet
should, at the same time, leave room for maneu-
ver, particularly in terms of commercial strafegy.
In fact, the greater the possibility for the operator
fo increase revenue, whether directly (through re-
lated activities such as the sale of toiletries or ad-
vertising space] or indirectly (fitting out the facil-
ities, making them more attractive), the more he
is able to increase the level of service. For ex-
ample, in Delhi in India, renfing out the walls of
public lafrines for advertising space is the main
source of income for toilet block operators: the
revenue received by the operators in this way is
substantial and enough to recover all the con-
struction and operating costs (whereas revenue
received from users of the foilet blocks cover only
a fifth of operating costs).

Although all of the above are more relevant to
the delegated management of toilet blocks, the
absence of a confract for an operation under
public control doesn’t mean that clarification of
roles and responsibilities of all parties involved
should be ignored, nor should the definition of
service requirements and objectives. The cre-
afion of a requirements document is not the sole
preserve of public authorities wishing to dele-
gate the management of toilet blocks to a con-
tractor.
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Division of responsibilities between the delegating
authority and the operator

In all types of delegation contracts, except con-
cession contracts, the public authorities (whether
they be the state, municipality, public company
or other) are the owners of the toilet blocks. The
owner:

® has the power to make decisions relafing fo
the existence, expansion and renewal of these
facilities;

® can participate finoncio”y in certain opera-
fions, such as major repairs;

® is usually responsible for monitoring and con-
trolling the performance of the operator and for
checking that the confractual obligafions are
being respected (unless there is a regulafory au-
thority in place to take on this role);

® determines and applies any sancfions.

The operator’s responsibilities can be as follows:

® as a minimum [management contract): to greet
users, collect revenue if the service is not free-of-
charge, carry out on-going mainfenance (provi-
sion of consumable items, cleaning, minor re-
pairs, emptying;

e intermediate level (leasing contract): in addi-
fion to those activities mentioned above, the op-
erator may be required to build (out of his own
funds) additional latrines within the block or extra

blocks:

® as a maximum (concession confract]: the opr
erator builds the blocks and retains ownership of
them for the duration of the contract. He fakes
on all technical and financial responsibilities re-
lated to operating these blocks.
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..........................................................

..........................................................

The financing of all recurrent expenses linked fo
the management and maintenance of toilet
blocks is an issue that affects all the possible
management models.

List all expenses

The operating costs for toilet blocks are:

e the provision of consumable items (including
utility bills);

® any possible remuneration of staff employed
(cleaner, cashier, operator, etc.);

® emplying, if the block is not connected to the
sewerage system (note that a connection can sig-
nificantly reduce operating costs);

® repairs and rehabilitation;

e the payment of rent, the lease or the license,
depending on the management model;

* any materials required fo inform users on how
fo use the blocks correctly and to ensure good
hygiene practices.

Cost sharing

Each management model (private service offer,
public control, delegation of the public service
fo the private sector or associations) and each
type of delegation contract assumes that the dif-
ferent costs will be shared between the infrastruc-
ture owner and the operafor. It is possible to
adapt this cost sharing fo each case. Whilst it is
impossible fo give ‘typical” cost sharing models,
it is worth noting the following general points:

e if the toilet blocks are built and operated by a
private enfrepreneur or association [with or with-
out an operating license), the entrepreneur or as-
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sociafion undertakes fo pay all costs (from con-
struction to renewal, including cleaning and
emptying);

e if they are operated under public control, the
public authorities pay all costs;

e if the public authorities have placed the blocks
under delegated management fo a private op-
erator or association, then cost sharing will de-
pend on the contract type and the preferences
of the public authorifies:

. the public authorities can cover all or nearly all costs
(as is the case in a number of service contracts);

. the operator can cover all costs (as for a conces-
sion contract);

. the costs are shared between the public authorities
and the operator, with cosfs being lower for an
operator with a management contract than for
one with a leasing contract (leasing can require
the operator fo finance major repairs or even
make new investment).

Possible funding options and whether to charge
for access

The principle source of financing the operating
and mainfenance costs for the majority of foilet
blocks in areas of commercial activity comes
from the tariff paid by the users. Does this mean
that there should necessarily be a charge for
using the foilet blocks2

The public authorities could place particular im-
portance on the prevention of open air defeco-
tion and so consider that the positive effects of
improving hygiene and sanitation pracfices on
people’s health and living conditions (including
the environment and economy) justify the provi-
sion of a free service.

It is possible to provide a freeof-charge (or low
cost) service fo users provided that other sources
of sufficient and sustainable revenue can be found
fo cover operating and mainfenance costs.

Other possible funding sources are:

® the general budget of the commune, sfate or
public company in charge of sanitation. This is
used when these bodies are directly responsible
for managing the blocks (management under
public control) or in the case of delegation
where they help finance cerfain maintenance
costs. Occasionally, the commune or water and
sanifation public operator (operator or users as-
sociation) decides to defray the cost of the oper-
ator's utility bills. This is essentially a political de-
cision and one which lasts only as long as the
means remain available;

e for foilet blocks located in markets, it is possi-
ble to include a fee in the trading license, paid
by the market traders to the municipality (or mar-
ket management), that is then passed on fo the
operator, either in part or in full. local traders
can also participate in financing repairs or the
construction of blocks if they believe that this will
aftract significantly more customers (as is the
case in Nairobi);:

® revenue generated from associated activities
carried out by the operator can also consfitute a
possible source of funding. For example, some
operators sell the mineralized sludge to farmers
or truck farmers, who then use it as fertilize®. Oth-
ers open a shop [called a 'sanimarché’) selling

3 This option depends on: the type of latrine chosen (it should have  double
pit); having a good understanding of the transformation processes; agricultural
activifies existing nearby; demand from farmers and truck farmers; their ability
to handle the by-products safely in terms of health and the environment; the
existence of a transport infrastructure for transporfing the sludge, etc.
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products relafed fo hygiene and sanitation
[soap, washing powder, brooms, sandals, pre-
fabricated latrine slabs for households, efc.) or
rent out wall space for advertising. Some have
additional activities that are totally unrelated, ei-
ther on the premises or elsewhere. These addi-
tional revenue-generating activities can help fund
the operating costs of public toilets, regardless
of whether they are under private management,
under public control or delegated to a private
operator or association [current legislation per-
mitting).

It is vital that a sufficient proportion of these re-
sources is safeguarded and renewed each year
in order to guarantee that operating and main-
fenance costs can be funded in a sustainable
manner. This, of course, does not exclude inci-
dental, supplementary donations. These dono-
tions, in materials or in cash, can come from in-
ternational ~ organizations, non-governmental
organizations (NGOs), twin fowns [(decentral-
ized cooperation) or individuals. They can fi-
nance rehabilitation or be in the form of posters
for raising users’ awareness of good hygiene
practices, for example. However, it is important
to bear in mind that these donations, whilst They
may become repeat donations in time, are nof
automatically renewed each year. As a result,
the operator should not depend on them for pay-
ing his recurrent expenses.

Tariff-setting

Where the decision-maker (public authorities or
operator) opts to charge for access to the foilet
blocks, care must be taken to ensure that the tar-
iff is sef at a level that enables the block’s oper-
ating and maintenance costs to be financed in
a sustainable manner. At the same time, the de-
cision-maker needs to ensure that access is af-
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/

Commercdial strategy and associated
revenue: the example of New Delhi, India

As of 1998, the municipality of New Delhi has charged
the Fumes International company with the construction
and operation of toilet blocks. This company has since
requested to develop the areas around the blocks (to
create gardens, efc.) to attract more users. It has also
asked for authorization to rent out the wall space for
advertising in order to gain additional revenue. This
project was originally a pilot project. The operators thus
recruited to build and operate other sites all replicated
the sale of advertising space as a means of significantly
raising revenue and, thereby, increased the resources
available to offer a better level of service.

Source: Water and Sanitation Program (WSP), Public Toilets in
Urban India: Doing Business Differently, Field Note, 2007

N\

fordable for all. Indeed, the tariff needs to be
'socially acceptable’, which means it is adapted
to the ability and willingness of users to pay for
the service. Please note that it will be difficult to
seft a high fariff if free toilets are already avail-
able nearby — even if the pay-and-use foilefs offer
a higher level of service. In contrast, it has also
been observed that users are more prepared to
pay fo use toilet blocks that are clean and well-
designed.

Therefore, a balance needs to be found to en-
sure that the price is sef neither too high nor too
low. To do this:

® the operator can seek to reduce the tariff by
cutting his costs: for example, by using voluntary
staff = with all the associated risks in terms of
staff motivation that this involves — or by reducing
the remuneration paid fo those he employs;
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e the fariff set can be lower than that needed o
cover recurrent expenses and then fopped up by
other sources of revenue: public subsidies, rev-
enue-generating activities, etc.;

e different tariff rates can be infroduced with the
end objective being for the operator to gain suf-
ficient revenue. Some examples are as follows:

. a pass may be offered fo reqular users (such as, to traders
in a market, drivers in bus sfafions or people liv-
ing along a main road, efc.) giving them unlim-
ited use of the toilet blocks for a given period of
time (e.g. a month|. For ‘passing’ users, they will
be asked to pay a higher fariff ‘per visit'. Where
use of the toilet block is charged ‘per visit', the
operator should consider employing a cashier,
who can also be made responsible for cleaning
and minor repairs if the number of users is nof
that high;

. the fariff can be adapted fo the type of use: use of showers,
latrines or both:

. the tariff can also be modified in line with demand, peak and
off-peak times and the season: for example, in
the wet season, fewer people may use the show-
ers, so the fariff needs to be attractive. In con-
trast, during the hot and dry seasons, families
have greater need of the showers and so are
prepared fo pay a slightly higher tariff. In addi-
tion, during the wet season, there may be more
people needing to use the latrines as household
latrine pits tend to overflow, leaving them unus-
able. Here again, the tariff can be adapted to
reflect this increase in demand. The aim is to en-
sure the operafor breaks even over a given pe-

riod.

If there is a charge for accessing the blocks, then
the operator’s revenue will also depend on how
many people use them. The operator, therefore,
needs fo bear in mind that this frequency of use
largely depends on where the blocks are lo-

cated: the more densely populated the surround-
ing area, the more frequented (main urban route,
trade route or market, etc.), with concessions
lacking individual lafrines, then the greater the
number of potential customers.

Managing the funds

The money collected by the operator goes info
a fund managed by a treasurer or accountant.

Where the operator conducts activities other
than managing toilet blocks, there is a danger
that the revenue received from ‘foilet block’ ac-
fivities may be reinvested into these other activi-
ties rather than info the upkeep of the blocks. The
risk here then is that the blocks can become pro-
gressively more dilapidated and are shunned by
users. It is, therefore, recommended that a spe-
cific budget item be created for "toilet blocks” in
the operator’s budget or that any revenue re-
ceived from operating the blocks be placed in
an account opened specifically for this purpose
with a financial establishment (bank, savings
and credit bank, microfinance institution, etc.).

There are some simple principles to be followed
when managing funds:

e where management by an association is in
place, it is recommended that double signatures
be made mandatory for all deposits or with-
drawals: for example that they are signed off by
the treasurer and the president or another exec-
utive board member. This ensures that the oper-
afion in question corresponds fo the collective
decision faken by the executive board or general
members’ assembly and so reduces the risk of
embezzlement;

e the treasurer (or accountant] should keep the
account book upto-date by noting down all in-
comings and outgoings. He should also provide
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and keep documentary evidence (bills, receipts)
of all expenditure. This enables him to provide
more accurate reporting (fo either the members
of the association or to the delegating authority)
and guarantees transparency of financial man-
agement;

® oufgoings should not exceed available funds;

e where there are insufficient funds available, it
is recommended fo fry to increase these funds
rather than reduce expenses;

e the freasurer must ensure that there is always
a sufficient cash reserve to cover both forecast
expenses ([emplying, rehabilitation, efc.) and un-
foreseen expenditure (repairs).

Anticipating expenditure for repairs and renewal

Even where the operation of a block is overseen by an operator or association, the public authority can still retain a certain
level of control and monitoring over the forecast budget for repairs and renewal. This option is most notably selected as a
way of ensuring there is no ‘overdraft’ at the end of the term of the delegation contract. The public authority therefore creates
a renewal/repairs fund, into which is paid the monthly operator fee (called the ‘remittance’ or the ‘lease’). In all cases, it is
important that the renewal funds are placed in a specific bank account and are only used for renewal/repair purposes.
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CHAPTER 4

The management of shared toilet blocks

in deprived neighborhoods

@ Lack of hygiene education amongst users and the manager leading fo poor uflization
and poor upkeep of equipment.

© No-one made responsible for the maintenance of the facilities, no sense of respon-
sibility among users, poor definition of the manager’s and users’ obligations.

© Absence of water, soap and even toilet paper and the absence of maintenance ma-
terials for cleaning the toilet blocks which leads to misuse of equipment or the confinuing
practice of open air defecation.

O o service quality monitoring by the relevant authority and a lack of performance
criteria and incentive measures.

© Service is free-of-charge or users have a low willingness to pay due, in particular,
to a lack of maintenance, which makes it sometimes difficult to recover maintenance
costs.

@ Whot care and maintenance activi-
ties should be planned to guarantee good
service quality? Who should undertake
these activities?

© How are the provision of consuma-
ble items, maintenance acfivities, emp-
tying, repairs and replacement, all vital
to ensure sustainable facilities, o be fun-

ded?

© How can the involvement of public
authorities in the control of service qua-
lity be increased?
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Use, maintain and rehabilitate: what tasks need to be carried out?

..........................................................

..........................................................

Shared (or ‘community’) toilet blocks in deprived
neighborhoods differ to those located in public
places of commercial activity. Indeed, they are
intended for a specific community of users and
not for the general public. The customer base,
which is relatively stable, is made up of regular
users living nearby (residents of the area). The
community of users will therefore tend 1o have a
sense of ownership of the sanitary facilities.
Before starting construction work on the toilet
blocks, during the planning phase, a decision
needs to have been made as to how these
blocks will be used. In particular: how many lo-
trines will be reserved specifically for women,
men and children?

Access to the toilet blocks and the cubicles them-
selves also need fo be adapted fo the needs of
users. In particular, ease of use needs fo be as-

sured for all, including the ill, elderly and dis-
abled.
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..........................................................
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Objectives

® To ensure the availability of all items neces-
sary for hygienic use of the toilet block and any
showers;

® To ensure that there is a stock management
system in place fo prevent sfock shorfages.

Which consumable items?

Please find below an indicative list:

e for anal cleansing: water, foilet paper, jar or
bucket, sheets of paper, leaves, efc. to be
adapted fo local practices;

e for handwashing: water, soap, ash, possibly
a towel for drying, efc.;

e for cleaning the toilet block: water, jar or
bucket, broom, gloves, floor wipers, sponges,
long-handled brushes, soap, strong disinfectant,
bleach, efc;

e other: electricity.

Who is responsible?

In general, it is the management commitiee’s re-
sponsibility to ensure that all items required for the
toilet block and showers are in stock and available
for use. The management committee appoints:

® q treasurer who is in charge of managing funds
and purchasing;

® g cleaner who ensures materials are continu-
ally available to users.
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..........................................................

(leaning the blocks and checking they are
in good working order

..........................................................

List of monthly requirements of cleaning
materials for a block of 11 latrines in India

Objectives

DESCRIPTION QUANTITY

1. Powdered chlorine 10 kg
2. Scouring powder 10 kg
3. Phenol or any other liquid disinfectant 4 liters
4. Naphthalene balls 8kg
5. Floor wipers 2
6. Tools to remove chokage 1 kit
7. Brushes 4
8. Brooms 4
9. Buckets 2
10. Dusters 6
11. Rubber boots 1 pair
12. Gloves 1 pair
13. Hydrochloric acid 1 liter
14. Powdered soap for handwashing 25 kg

© One set of fools should last about 3 months.

o A pair of gloves and a pair of boots should be pro-
vided to each attendant.

® Brushes and buckets are generally replaced after
about two months.

Source: Government of India and UNDP.
Directives for community latrines, 1995

* & To guarantee good conditions of use, hygiene

and safety for users by ensuring that the toilet
block (the lafrines, urinals handwashing facilities
and showers contained therein) is always in a
state of cleanliness.

Tasks to be undertaken

® Regular checks to ensure that each element of
the toilet block is in good working order: the sfa-
bi|if\/ of the latrine slab or ceramic toilet and of
the seat, the level of waste in the pits, the clean-
liness of the defecation holes, the state of the
walls, roof and ventilation system, the functioning
of doors and any locks, the functioning of hand-
washing facilities (reservoir, tap, pouring spout,
efc.), the functioning of wastewater evacuation
sysfems info the soakaway, plumbing, efc.;

® Daily check to ensure the availability of mate-
rials required for cleaning and handwashing;

e Clean the foilet blocks, showers and hand-
washing facilities several fimes a day according
fo frequency of use: sweep the floor, wash the
floor and the foilet slabs with soapy water if
made of cement, disinfect, clean the wallls, clean
out the water reservoir and tap (or pouring spouf]
of the handwashing facilities, etc.;

e Carry ouf small repairs, such as changing
taps, tightening faulty bolts, efc.
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Who is responsible?

All these tasks are to be carried out by the person responsible for cleaning and maintenance. There
are also alternatives available that mobilize the users themselves.

e P

Source: Government of India and UNDP Directives for community latrines, 1995

DAILY CHECK POINTS YES NO
o Is everyone on duty at the time of the visit? O O
e Have the instructions given earlier been complied with? O
o Have the deficiencies noticed in the earlier visit been dealt with? Are the latrine seats,

urinals, wash hand basins, tiles, mosaic dado, floors, etc. clean? O O
e Have all doors got proper holting arrangements? O ]
o Do the building and doors/windows, etc. need any repairs? O ]
o s there an adequate quantity of water available over any 24 hour period? O O
o s there any leakage or seepage anywhere? O ]
o s there any chokage or obstruction in the flow of excreta or wastewater? O |
o Are the septic tanks or soakage pits overflowing? O O
o Have soap powder and cleaning materials been made available in the toilet block? O ]
o s there any soap provided to users for handwashing? O |
o [s the toilet block clean (both inside and out)? ] i
o s there any graffiti on the walls or doors? O |
o Are there any bad smells O O
o s the daily income from user charges as per the target? O ]
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..........................................................

..........................................................

Objectives

® To guarantee good conditions of use, hygiene
and safety for users by ensuring that the toilet
block (lafrines, urinals, handwashing facilities
and showers) is in good working order;

® To ensure that the foilet block does not endan-
ger the local environment or the groundwater
table.

Tasks to be undertaken

® Maijor repairs (plumbing, building work) that
require the intervention of an external, skilled
tradesman;

® Replace any faulty parts in the foilet block;

e Empty the pit when full (where the block is nof
connected to the sewerage system).

Who is responsible?

For major repairs, it is possible o call upon the
services of an external, skilled tradesman
(plumber or builder).

Emplying the pit usually involves using a mechan-
ical or manual cesspit emptier; this may either
be a private contractor or a service provided by
the municipality. It is possible to achieve eco-
nomies of scale if there are several latrines,
blocks or sites to be emptied. The operators of
some community toilet blocks, particularly those
in peri-urban areas and small towns, call upon
the services of a neighboring farmer or truck
farmer who collects the mineralized (solidified)
sludge to use as ferfilizer.

How to manage the toilet blocks

There are several questions that need to be an-
swered when considering management models
for community foilet blocks in deprived neighbor

hoods:

e what are the different possible management
types available? Which is the most appropriate
given the local confext?

® how can operafing costs be financed?

® how can satisfactory management and main-
fenance be ensured?

The response to each of these questions is pre-
sented below. The respective advantages and
disadvantages are also specified and supported

by recommendations. The aim is fo support the
decision-making process for selecting the most
suitable management model where there are no
directives and advice already provided in na-
fional legislation.

Whichever management method is selected, it
is essential that this is discussed and clearly de-
termined from the very beginning (ideally even
before the foilet blocks are operational). This
should then be writien down in one or more doc-
uments which are known to, and recognized by,
all those involved both within the community, as
well as at commune level and by the sfafe’s tech-
nical services. The management organization
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/
Example of contract agreement: The toilet
blocks of the Mumbai Slum Sanitation
Program in India

After construction of the toilet block, the users’ associ-
ation certified its safisfactory completion and signed a
Memorandum of Understanding (MoU) with the mu-
nicipality. The responsibility of maintaining the toilet
block was then handed over to the users’ association.
The MoU specifies that the users’ association operates
and maintains the toilet blocks. The MoU defines the
obligations in terms of cleanliness, hygiene, trans-
parency and accountability to users, as well as those
to ensure the facilities are well maintained. It is the
municipality, however, who is responsible for major re-
pairs, rehabilitation and the connection to the eleciricity
and drinking water supply networks.

Source: WSP The Mumbai Slum Sanitation Program:
Partnering with Slum Communities for Sustainable
Sanitation in @ Megalopolis, 2006

N\

should not rely on tacit or oral agreement. Whilst
cerfain counfries have infroduced laws or put na-
tional policies in place that provide advice or di-
recfives fo be followed when operating commu-
nity toilet blocks, these texts need to be broken
down to individual community
adapted fo the local confext.

level and

The document(s|] to be drawn up and made
available are: the infernal toilet block regulo-
tions; the status and infernal regulations of the
management committee; the ’/\/\onogemem and
Maintenance Plan for Community Toilet Blocks'
and any other relevant documentation. The key
is fo ensure that the responsibilities are clearly al-
located and accepted by all those involved
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(management committiee, community or user rep-
resenfatives, representatives from the commune
and any other public authority involved, etc.). It
is also important fo properly define the proce-
dures to be adhered to, and the activities to be
underfaken by each party, in advance and to
identify the funding methods. These documents
can also specify the performance objectives,
confrol indicators and incentive measures. Each
approach is to be adapted to the context and
also largely depends on which management
model is selected.

..........................................................

..........................................................

Management by public authorities: public control

Community foilet blocks in deprived areas can
come under the ownership of the public authori-
fies, who also oversee their operation through a
state service, municipality or public company.
This management model is known as ‘public
control’.

Community management

Toilet blocks can also be built by the communities
themselves or by an external stakeholder (typi-
cally an NGO or decentralized co-operation)
and managed directly by the people living
nearby as per the ‘community’ management
model. This management method, used notably
where the block is used by a limited number of
families, is often somewhat informal. It relies
upon the different members of the community or
on informal arrangements, but there is no clear
division of responsibilities which can lead fo sev-
eral limitations and difficulties:
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e it relies on volunteers to undertake the man-
agement and maintenance tasks, which means
there is litile incentive o ensure that the work is
carried out correctly. There is no remuneration
for those responsible for upkeep. Cleaning is
sometimes conducted by the families themselves,
who take turns, or even by a volunteer;

e the foilet blocks are freeforuse, with no sus-
tainable financial strategy in place for consum-
able items;

e there is often no accounting, which hinders fi-
nancial transparency;

® there is no relationship with the public author-
ities, or this is very limited.

Community management with no formal frame-
work is therefore highly unadvisable. Neverthe-
less, by formalizing the management arrange-
ments, which is not necessarily all that compli-
cated (for example, management by an associ-
afion), the limitations of community management
can easily be overcome.

Management by an association

Toilet blocks can be built by the public authorities
or by an external stakeholder (NGO, decentral-
ized cooperation, efc.), who then entrusts their
management to:

® the community of residents organized info an
association;

® any other community organization already es-
tablished within the community;

® o non-governmental organization already pres-
ent [or not) in the area.

The members of the association can either be
high or limited in number. The general members’
assembly usually elects an executive board com-
posed of at least a president, a secretary and a

freasurer who keeps the books and is responsi-
ble for purchasing. The association is selfgov-
erning. Its financial resources come from the rev-
enue generated from operating the blocks, but
can also come from other acfivities that it under-
takes elsewhere (management of a water post,
for example, or any other social activity).

The main differences between management by
an association and community management are
usually that:

® management by an association is more for-
malized than community management: the asso-
ciation has a legal status recognized by the pub-
lic authorities which enables it to inferact with
them; the internal organization of the association
and procedures are better defined and usually
set down in writing;

e the association’s members do not necessarily
come from within the community: any staff that
is required can be recruited externally;

® people involved in the management, book-
keeping and maintenance of the block are re-
munerated;

® a strategy for financing operating and main-
fenance costs is defined and implemented. This
is translated info a tariff to be paid by users for
accessing the blocks.

Management by an association has several
advantages. Firstly, it is expected that the asso-
ciation, particularly when formed from within the
community that benefits from the blocks, will put
all its efforts info cleaning and mainfenance, as
it is in its own inferesfs that the conditions of use
and of hygiene are good. Indeed, a community-
based organization feels all the more concerned
as its members are both managers and users.
The prerequisite is, of course, that the community
is involved prior fo the design and construction
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of the toilef blocks to ensure a better sense of
ownership. Furthermore, an association is liable
fo show more inferest in managing foilet blocks
in deprived neighborhoods as its aim is not fo
make a profit (as opposed to a private entrepre-
neur for whom deprived areas are less attractive
due fo the residents’ low capacity to pay). For
the same reason, if a profit is made, there is
greater chance of this being reinvested into
mainfaining the blocks. Lastly, as it is based lo-
cally, an association is better placed to dissemi-
nafe good hygiene practices throughout the com-
munity.

Nevertheless, associations can sometimes lack
experience or skills in tariffsefting, accounting
and financial management, reporting and mar-
keting, efc. It is, therefore, recommended that
they are trained on these aspects. Associations
are also more easily influenced by members of
the community from which they originate; some
people may use their social position to demand
favors, for example. Moreover, if the association
is involved in any acfivities other than the man-
agement of toilet blocks, there is a risk that it may
reinvest any profit gained from the blocks into
these other acfivities, which don't generate
[enough) revenue, yet consume it. A specific ‘foi-
lef block” budget ifem is fo be created to prevent
priority being systematically given to other activ-
ifies. Lastly, management by an association re-
quires the establishment of a delegation proce-
dure between the public authorities and the
association.

However, not all public authorities have a good
enough understanding of management delego-
fion procedures: please see the information
sheet on toilet blocks in commercial public
places for more information regarding the dif-
ferent types of delegation; their respective ad-
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vantages and disadvantages; or selection and
contract agreement methods.

Private management (a private initiative
or delegation by a commune or association)

The public authorities or association in charge
of toilet blocks can delegate management of
these blocks to a private enfrepreneur under con-
tract. The entrepreneur, therefore, remains under
the supervision of the delegating authority.

A private entrepreneur may also take the initia-
five for building and managing foilet blocks. In
this case, there is not such a close relationship
with the public authorities. Nevertheless, the lat-
fer should always control the service offered by
the private operator.

Regardless of the set up that is in place, mana-
gement by a private entrepreneur has the follo-
wing advantages:

® the level of service (quality of the facilities, their
working order, hygiene conditions| offered by a
private entrepreneur is often rated as satisfactory,
as the private operator has a financial inferest in
his operation: the higher the quality, the greater
the number of users willing to pay for the service
provided which makes the business more prof-
itable;

® a 'professional’ entrepreneur brings with him
his knowledge and skills, particularly where
these relate to commercial and financial man-
agement and marketing. Local authorities and
associafions offen don't have the skills required
fo manage public latrines;

® a privafe enfrepreneur will have certain means
open fo him for mobilizing funds (particularly
from banks) for constructing or rehabilitating the
toilet blocks;
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®private operators are not under the same con-
straints as services under public control: for ex-
ample, they can develop associated activities to
increase the profitability of toilet block manage-
ment, whereas the public entities are not really
in a position fo run a business.

Management by private entrepreneur also has
its limitations. For community toilet blocks in de-
prived areas, the first obvious limitation is that few
enfrepreneurs are likely fo be interested in manag-
ing such an acfivity given the [assumed| limited sol-
vency of the population. Arrangements or incen-
fives are, however, possible: for example, hand
over the management of several ‘profitable’ blocks
fo a private operator along with an ‘unprofitable’
block to enable the operator to break even.
Furthermore, delegating a public service fo a pri-
vate enfrepreneur is offen more complex than set-
fing up a management systfem under public con-
trol. The selection of the operator and the
contract agreement process both need to be
conducted with care in order fo increase the
chance of success (see the chapter on toilet
blocks in commercial public places).

Where the private operator succeeds in making
a profit, he may be tempted fo reinvest this info
another activity, rather than reinjecting it into
managing the blocks for the benefit the commu-
nity. This is not a problem in itself, unless the in-
crease in profit is achieved at the expense of the
quality and sustainability of the service (for ex-
ample, if the enfrepreneur does not carry out
necessary repairs or seeks fo cut costs by using
poor quality materials).

Encourage the involvement of the private sectors
and associations

The private sector and associations may not be
very inclined to involve themselves in the man-

agement of toilet blocks in deprived neighbor
hoods. To stimulate the service offer there are
several actions that can be undertaken:

 communication with the private secfor can be
a good way of mobilizing entrepreneurs work-
ing in related activities (p\umbing, bUi|ding, etc.);

® in areas of sponfaneous housing where deeds
of ownership don't exist or are not recognized
by the public authorities, making land-related is-
sues easier to resolve can also be a good way
of ensuring private operator and association in-
volvement. The public authorities can grant the
operator official authorization to use the land for
a commercial activity in the public interest, as
well as provide insurance guaranteeing compen-
sation to the operator should the area be rede-
veloped;

e in addition, some associations believe that
they stand litle chance of being selected fo man-
age a foilef block when they are up against com-
petition from a private entrepreneur [and vice
versa). In order to stimulate interest from all po-
fential operators, it is therefore in the interests of
the public authorities to be open on recruitment
methods and the selection criteria used and o
be flexible regarding the type of tasks that the
operator is expected to undertake.

..........................................................

..........................................................

List all recurrent expenses

The toilet block manager should begin by iden-
fifying and assessing all operating and mainte-
nance costs:

e the provision of consumable items (including

utility bills);
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® any possible remuneration of staff employed
(cleaner, cashier, efc.):

® emplying, if the block is not connected to the
sewerage system [note that a connection can sig-
nificantly reduce operating cost);

® repairs and rehabilitation costs;

® the payment of the remitiance, the lease or op-
erating license (depending on the management
model) to the delegating authority for delegated
management;

® any materials fo provide information fo users
on how fo use the blocks correctly and to ensure
good hygiene practices.

These expense items then need fo be shared
among the different possible contributors, re-
sources need fo be mobilized and good finan-
cial management needs to be assured.

Cost sharing

It is vital that all recurrent expenses be mana-
ged by the operator in a sustainable manner
and without recourse to external subsidies.

In cerfain cases, the public authorities can bear
the cost of incidental or particularly large ex-
penses: connection to the water supply, sanitation
or electricity networks, information and aware-
ness-Taising materials for users on hygiene and
sanitation, the construction of new facilities, efc.

Should there be a charge for the service?
Possible funding options

In deprived neighborhoods, the question of
whether or not there should be a charge fo use
the toilet blocks always needs to be resolved.
This is an ethical question: is it appropriate to
make impoverished people pay for such a basic
service as hygiene and sanitation? It is also a
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political question: the public authorities may con-
sider that the practice of open air defecation
presents such a high sanitary, environmental and
social risk that freeforuse foilet blocks for those
who are unable to pay are justified. Lastly, it is
a financial question: are users able and willing
fo pay? If this is not the case, who else is able
fo finance recurrent expenses in a sustainable
mannere

The idea to be borne in mind, then, is that ac-
cess to the foilet blocks may be provided for free
fo the users — or a very low tariff may be set —
provided that adequate and sustainable re-
sources can be mobilized to pay all the recurring
costs linked to operating the foilet blocks.

In addition to payment for the service by users
(see the following page), the possible funding
options are:

* membership fees fo join the managing associ-
ation;

e the initial contribution paid by families giving
them the right to use the toilet blocks. In general,
this type of contribution is paid into a fund ded-
icated to block maintenance. This fund grows as
families pay in their contributions but then stag-
nafes as each family only pays once and the op-
erator has to limit the number of families using
the block in accordance with the available num-
ber of latrines:

e subsidies granted by the public authorities
[commune, state). The public authorities can, for
example, decide to defray the cost of the utility
bills;

e the contribution from the local development
committee active at neighborhood, village or
commune level:

e donations from international organizations,
non-governmental organizations (NGQOs) or twin
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towns (decentralized co-operation). These, some-
times large, amounts are only ever received at
irregular intervals. Even though they may be-
come repeat donations in time, they are not au-
tomatically received each year;

e donations from families in materials [soap,
anal cleansing materials or cleaning products)
or in cash. This is also an incidental source of fi-
nance;

® revenue from associated activities carried out
by the operator and which generate income. For
example, some operators sell on the mineralized
sludge to farmers or fruck farmers who use it as
fertilizer. Others open a shop (called a 'sani-
marché’) selling hygiene and sanitation related
products (soap, washing powder, brooms, san-
dals, prefabricated latrine slabs for households,
efc.) or rent out walls as advertising space. Oth-
ers, meanwhile, have fotally unrelated activities
either on the foilet block premises or elsewhere.
For example, in the slums of Mumbai in Indig,
the premises in which the toilet blocks are lo-
cated also contain meeting rooms for hire, a
gym and even a créche.

As can be seen above, these sources of finance
are mostly iregular and unsustainable. Those re-
sources which the operator is able fo count on
more longterm are often insufficient: either be-
cause it enables him to cover only one expense
(o public subsidy to pay the water bill) or be-
cause the amount at stake is uncertain (some rev-
enue-generating activities). The operator there-
fore should favor sustainable resources for
financing recurrent expenses over those which
are incidental and uncertain.

Payment for the service by users of the service

Where the decision-maker decides to make
users pay to access the toilet blocks, he needs
to ensure that the tariff is set at a level that en-
ables him to finance the maintenance costs of
the blocks in a sustainable manner. At the same
time, he also needs to ensure that access is af
fordable for all: the tariff needs to be socially ac-
ceptable, which means it is adapted to the abil-
ity and willingness of the users to pay for the
service. Please note that it will be difficult fo set
a high tariff if free toilets are already available
nearby — even if the pay-and-use foilets offer a
higher level of service. In confrast, it has also
been observed that users are more prepared fo
pay fo use toilet blocks that are clean and well-
designed.

Therefore, a balance needs to be found to en-
sure that the price is sef neither too high nor too
low. To do this:

® the operator can seek to reduce the tariff by
cutting his costs: for example, by using voluntary
staff — with all the associated risks in terms of
staff motivation that this involves — or by reducing
the remuneration paid fo those he employs;

e the fariff set can be lower than that needed o
cover recurring costs and then topped up by
other sources of revenue: public subsidies, rev-
enue-generating acfivities, family donations and
contributions, efc.:

e the tariff can be adapted tfo the type of user
with the final ob]ective being fo ensure that the
operator gains sufficient revenue and that every-
one is able o benefit from the toilets. Pay-and-use
foilets can become a consfraint, particularly for
children who may not always have money on
them. It is, therefore, necessary to consider other
means of obtaining payment for the service.
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Some examples are as follows:

. a pass may be offered to families from the community giving
them unlimited use of the toilet blocks for a given
period of time (e.g. a month). For 'passing’
users, they will be asked to pay a higher tariff
"per visit'. Where use of the foilet block is
charged per visit', the operator should consider
employing a cashier, who can also be made re-
sponsible for cleaning and minor repairs;

. an “individval” ariff can be offered, supplemented by a
"family" tariff which is more financially advanta-
geous;

it s also possible to introduce a tariff that is aligned to family in-
comes. This system can be appropriate in areas
where everyone knows each other and where
the communities themselves can assess the in-
come levels of families (a current practice for set-
ting the amount of the contribution paid for drink-
ing water).

e the fariff can be adapted to the type of use:
use of showers, latrines or both;

e the fariff can also be aligned to demand,
peak and off-peak times and the season: for ex-
ample, in the wet season, fewer people may use
the showers, so the tariff needs to be lowered 1o
be aftractive. In contrast, during the hot and dry
seasons, families have greater need of the show-
ers and so are prepared fo pay a slightly higher
tariff. Moreover, during the wet season, there
may be more people needing fo use the lafrines
as household lafrine pits fend fo overflow, leav-
ing them unusable. Here again, the fariff can be
modified to reflect this increase in demand. The
aim is to ensure the operator can break even
over the course of the year.
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Tariff-setting practices: the Mumbai Slum
Sanitation Program (India)

0&M management—(BO collects monthly pass
charges (members) and per use user charges (other
visitors). Typically Re. 1 per visit; for monthly family
passholders, Rs. 20 to Rs. 50 per month (mean Rs. 31)
for unlimited use by all family members. Since the pro-
gram was predicated upon operations and maintenance
(0&M) management by (BOs, the issue of user charges
was also left to them. Two forms of user charges
emerged in practice. The (BOs collect monthly fees
(from ‘members’ who are holders of monthly family
passes typically priced at a mean of about Rs. 31 per
family for unlimited use), and per-use user charges
(Re. 1 per visit for those who do not have family
passes).

Source: WSP The Mumbai Slum Sanitation Program:
Partnering with Slum Communities for Sustainable Sanitation
in a Megalopolis, 2006

N\

Managing the funds

The money collected goes into the operator’s
funds which are managed by a freasurer or ac-
counfant.

If the operator carries out other activities in par-
allel to managing toilet blocks, it is recom-
mended that revenue gained from operating the
blocks be ringfenced to be used exclusively for
financing the block’s operating and mainte-
nance costs. This is to prevent the money being
invested elsewhere af the expense of the quality
of service and of the blocks. To do this, a spe-
cific 'toilet block” budget item can be created in



Management in deprived neighborhoods

the management budget or an account can be
opened with a financial insfitution (bank, savings
and credit bank, microfinance institution, etc.).

The following simple principles should be fol-
lowed when managing the funds:

® where management by an association is in
place, it is recommended that double signatures
be made mandatory for all deposits or with-
drawals: for example that they are signed off by
the treasurer and the president or another exec-
utive board member. This ensures that the oper
ation in question corresponds to the collective
decision taken and also reduces the risk of em-
bezzlement:

e the treasurer (or accountant] should keep the
account book upto-date by noting down all in-

comings and outgoings. He should also provide
and keep documentary evidence (bills, receipts)
of all expenditure. This enables him to provide
more accurate reporting [fo either the members
of the association or to the delegating authority)
and guarantees transparency of financial man-
agement;

® outgoings should not exceed available funds;

o where there are insufficient funds available, it
is recommended fo fry to increase these funds
rather than reduce expenses;

e the freasurer must ensure that there is always
a sufficient cash reserve to cover both forecast
expenses (emplying, rehabilitation, efc.) and un-
foreseen expenditure (repairs).
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The moniforing and control of toilet block

management

..........................................................

Why is it important to monitor and control the
quality and sustainability of the service?

..........................................................

It is important fo regularly monitor and control the
condition of the facilities, the service quality, use
of the facilities by the users and the general hy-
giene and sanifation practices that have been
adopted. Indeed, this enables stakeholders:

® io prevent deferioration, fo guarantee the sus-
tainability of the investment and to preserve the
environment;

® to increase frequency of use and prevent the
continuation of open air defecation;

® to ensure the privacy and dignity of users, es-
pecially women:;

® io improve the health conditions of families;

® io improve pupils’ school performance and to
increase adults” professional activity;

® io reconcile the hygiene and sanitation mes-
sages given (particularly in schools and health
centers) with users” daily practices.

The monitoring and control of community foilet
blocks ensures that any weaknesses or deficien-
cies in the service can be anticipated and cor
recfive measures put in place. This is nof only the

responsibility of the body in charge of managing
the blocks, but also of the public authorities.

..........................................................

..........................................................

Monitoring is undertaken by the management body
and the users

1. If the operation is undertaken by the public
authorities (public control), then the technical
service involved (that in charge of public hygiene
and sanitation, for example] goes out into the
field to check the work of the municipal employ-

ees charged with the daily upkeep of the foilef
blocks.

2. If the operation is undertaken by a private
operator or an association, then the enfrepre-
neur or the executive board of the association
conducts monitoring visits to check that the work
of the staff responsible for upkeep, repairs and
the fill is being carried out correctly.

Monitoring corresponds to a method of ‘self-
checking’ that has limitations: those checking the
blocks are the same as those managing them.
Their opinion, therefore, may not be entirely ob-
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jective. The quality of the monitoring that is car-
ried out mainly depends on the professional con-
science of the management body and the means
it has at its disposal. Furthermore, it is vital that
users are involved in the monitoring process as
this meets two essential requirements: on the one
hand, it enables users to give their impression of
the service, ifs quality and their expectations in
terms of improvements; on the other hand, it per
mits the management body fo raise the users’
awareness as fo the work involved in managing
foilet blocks and its associated constraints.

In all situations, regardless of the management
model and level of user involvement in the mon-
itoring process, a second level of checks needs
fo be in place; one which is external and known
as ‘control’.

Control is external, conducted by a public institution
and the users

1. If the operation is undertaken by the public
authorities, by the municipality, for example,
then the external control is to be carried out by
another service responsible for ensuring that cur-
rent standards are respected, for example the
ministry in charge of health or public sanitation.

2. If the blocks are built and managed by the
private sector or an association, then the mu-
nicipal or decentralized state technical services
in charge of sanitation, hygiene, health, urban
planning or transport can conduct sanifation con-
trol and public hygiene education visits — even
where the operator is not under a license system.

3. If management of the blocks is delegated
to a private operator or association, the re-
sponsibility for controlling the respect of contrac-
tual obligations and performance falls to the pub-
lic authority. Sometimes, it is the public authority

70

that has delegated management of the service
and signed the delegation contract with the op-
erator and, as a result, they are actively involved
in the contract. It is for this reason that there is
an independenf oufhorify in some countries that
is responsible for regulating public service dele-
gation confracts. This 'third party’ takes on the
role of arbitrator and policeman. It checks that
each party is fulfilling its obligations and takes
the necessary measures fo rectify the situation if
gaps are identified.

Regardless of the management model em-
ployed, it is highly recommended that users be
involved in the control process. This means that
the institution in charge of control needs to listen
fo users’ opinions to ensure that recommenda-
tions made fo improve the service are aligned
to user expectations.

Prior to starfing controls, encourage good
maintenance of toilet blocks

To ensure that the toilet blocks are, and remain,
in good working order and a state of cleanli-
ness, and prior fo any monitoring or control tak-
ing place, all parties involved need to be en-
couraged to wholly assume their responsibilities.
Different incentive measures can be infroduced
by the management body, some of which are:

e the compensation or remuneration of the per-
son(s) responsible for upkeep of the blocks
(linked to sanctions in case these duties are neg-
lected);

e the organization of regular visits by the head
of the residents’ community, fraditional and reli-
gious authorities, neighborhood associations
and women, efc. once or fwice a year;.

e the definition of criferia for ensuring good man-
agement; these are broken down into perform-
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ance objectives which are then assigned to the
management body and maintenance staff;

e the application of sanctions linked to the
achievement of performance objectives. For ex-
ample, the operator may decide to pay a bonus
to the employee charged with maintenance in
reward for good work. A delegating authority
can terminate or renew an operator’s contract
depending on whether or not the objectives
have been met. The state or commune hygiene
services can impose a fine on a private entre-
preneur who does not respect or publish the
legal standards for cleanliness or, in contrast,
they can award him a bonus;

e the organization of an annual festival on the
subject of cleanliness in public places or of a
competition to find the cleanest block in the
neighborhood (or commune or region). The win-
ner is rewarded with a prize. The prizes can be
either material (Tshirts, cleaning products, mir
rors, subsidy granted fo cover the water bill, efc.]
or financial or any other form of benefit. The
prize should be enough to mofivate participants
without engendering the risk of corruption. A
prize-giving ceremony can be organized either
at the block or at the fown ho||, with ]ourno|isfs
invited from all different types of media.

..........................................................

Monitoring by the management body
and the users

..........................................................

The management body of the foilet blocks must
check they are in good working order and moni-
for the level of hygiene and cleanliness. Some rec-
ommendations for the management body's infer-
nal monitoring procedures are presented below:

e carry out regular visits of the facilities (for ex-
ample, once a month), which will also permit the
management body fo check that performance
objectives are being metf. To ensure that no
checks are overlooked during the control visit, a
checklist can be used that is to be completed
during the visit;

® user representafives (external o the manage-
ment body) can participate in the confrol visifs:
head of the residents’ community, traditional and
religious authorities, neighborhood associations
and women, efc. Similarly, where an NGO ini-
fiated the construction of the toilet block, it may
wish to check how well the block is withstanding
over fime. This participative approach enables
discussion, consideration of all opinions (includ-
ing those from people most concerned by the
longevity of the blocks) and collective agreement
on any actions fo be taken. Checks can be
made to ensure that these corrective actions
have been implemented during the next visit;

e check the accounting and financial manage-
ment.

To overcome the limitations and the risk of run-
ning out of steam (lack of sustained motivation,
only loosely respecting monitoring procedures,
efc.) that are posed by infernal monitoring sys-
tems, a second level of control from outside the
community is required; one that is insfitutional-
ized and conducted by the public authorities.
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Checking the conditions of maintenance in the latrines: participative control in schools in RDC

In RDC, school health brigades (groups of elected pupils)
conduct o parficipative diagnostic of the school’s sanitary
and environmental conditions, which leads to the production
of a ‘care and maintenance plan for sanitary facilities’, writ-
ten jointly by the pupils, teachers and parents. A school
cleaning routine is set up that includes the toilet blocks and
facilities are built or rehabilitated, based on the require-
ments identified, under the supervision of the pupils and
parents’ committees.

The brigades then conduct a final participative diagnostic
on the cleanliness of the school, following which the school
has to be certified as a ‘Healthy School’ by the education
inspector of National Education. The school brigades then
monitor the cleanliness indicators at school level (self-diag-
nostic). The standards to be met by schools in RDC to become
‘Healthy Schools' are:

N\

Source: UNICEF and the Ministry for Primary, Secondary and Professional Fducation,

1. Staff trained in health and environment education
2. Teaching materials available and used

3. Availability of hygienic latrines, in good working order
and used correctly

4. Water, soap or ash available and used for handwashing
5. School yard and classrooms are clean

6. School health and environment brigades are trained and
operational

A school becomes, and remains, a ‘Healthy School’ as much
for the quality of its monitoring processes as for its ability
to meet the required standards.

Fducation Program for Health and the Environment, RDC, 2008

External control

The role of the public authorities is to ensure
that good conditions of hygiene and cleanliness
are present in all toilet blocks located in public
places. They, therefore, need fo check that the
managers assume their responsibilities. Those
public authorities directly concerned are:

e the commune and its technical service in
charge of hygiene and sanitation, where there
is one;

® cenfral and decentralized services responsible
for hechh;

e cenfral and decentralized services responsible
for hygiene and sanitation;
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e central and decentralized services responsible
for urban planning;

e potentially, the operator responsible for water
supply and sanitation (operator or users” associ-
ation).

These different services need to agree at no-
tional level to define who is to be made respon-
sible for carrying out controls of toilet blocks in
public places. This question is [or should be]
dealt with in the Natfional Sanitation Policy or
National Urban Planning Policy, for example.

The aim of the control procedure is fo identify
any issues, establish the reasons for these with
the management body and user representatives
and to determine corrective measures.



Monitoring the maintenance of toilet blocks
in deprived areas in India: the checklist
recommended by the government

© e toilet blocks being operated and maintained
well? Have water and electricity been made available?

© Are users safisfied with the service?

o Are all the infended users availing themselves of the fo-
clity? If they are not, which section of the community is
not using the facility and why?

© Do health and sanitation education programs need to be
stepped up to motivate those who are not using the facility?
o If the ‘per person per use’ payment system is a deferrent,
are the users willing to pay on a monthly basis for the fo-
clity?

© Any suggestions for use of the facility from the targeted
users?

© |f the toilet block is not funcfioning for any rea-
son, like chokage of the sewer, non-availability of
water supply, etc., have the deficiencies been dealt with
expedifiously?

® |5 a round-the-clock attendant service (where applicable)
ensured?

o |s the staff in place adequate?

O s there a complaint book available in the toilet
block? Are there any complaints about the operation
and maintenance of the foilet block and have these
been attended to quickly?

© Are there any problems or constraints? Are there
any suggestions for resolving them or for improving
the functioning of the community toilet block?

Source: Government of India and UNDP
Directives on community lotrines, 1995

Monitoring and control

Some recommendations for public authority
control procedures are given below:

e confrol procedures involve making regular,
planned visits to the toilet blocks (for example,
every six months or once a year); these can be
supplemented by surprise visits;

e ideally, the service in charge of carrying out
the controls also has a checklist of points to verify
and an evaluation grid. These tools are fo be
provided by the cenfral services and should be
the same for each of the four categories of public
places (schools, health centers, commercial cen-
ters and deprived areas);

e the visit can be conducted in the presence of
the management body of the blocks, community
representatives and the users listed above, even
the mayor of the commune. It is highly recom-
mended that an update is given to users follow-
ing each visit;

® accounting and financial management should
be checked systematically;

® a report should be produced following each
visit that includes the completed control grid
and which is signed by the controller and the
operator;

e ot the end of the visit, the corrective actions
are discussed and determined with the manage-
ment body; these actions are thereby frans-
formed into obligations.

The service responsible for carrying out the con-
frol will check whether the corrective actions
have all been carried out (and the management
body will do the same). Sancfions can be ap-
plied if these corective measures have not been
implemented.
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/
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Monitoring toilet blocks in schools: checklist recommended by UNICEF

Detail location: village, school name, how many casses ~ Number of pupils: total, girls, boys

Hygiene

1. What and how many handwashing facilities are available? Taps connected to the network / drinking water stands
with tap / other

2. Condition of these facilities? Functioning / not functioning / leaking

3. Whereis it located? Inside school / outside school / next fo toilet

4. Are sanitation facilities more than 50 meters away from the school? 0 yes O no

5 Is water available? O yes O no

6 Is soap/ash/mud available? O yes O no

7. What water source is used for the handwashing stand? Pipe / water brought to a barrel / other

8 If a pipe, is there water available? O yes 0 no

9. What s the condition of the school yard? Clean / dirty

10.  Are there visible faeces? 0 yes 0 no

11. Do pupils (boys and girls) use the safe water and sanitation facilities? O yes O no

12. Do pupils (boys and girls) wash hands after using the latrine and before eating in school? OO yes 1 no

Water container

13. What is the inside condition of the water containers? Clean / dirty

14.  Are drinking water containers properly covered? O yes O no

15. How do children drink? With their own cups / with one single cup / with their hands / with their mouths
Sanitation

15.  Smell. Tolerable / disgusting

16.  Are there cleaning materials available? O yes & no

17. What is the distance from the foilet fo the water source? More than 20 m / less than 20 m

18.  What is the distance between the school and the toilets? Between 30 and 50 m / more than 50 m / less than 30 m
19.  What obvious improvements are needed? Cleaning / emptying / ventilation / other

20.  Any other problem?

Source: UNICEE “Strengthening Water, Sanitation and Hygiene in Schools’, 2010
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..........................................................

Carrying out monitoring and control based on
objective criteria

..........................................................

The monitoring and control procedures can be
supported by a grid listing all the criteria re-
quired fo ensure good management; these crite-
ria are broken down into performance objectives
and indicators.

This grid is to be completed by the technical
service charged with carrying out the control dur-
ing ifs visit and can also be used by the man-
agement body of the block, potentially assisted
by user and community representatives. This type
of support enables progress made at individual
block level o be monitored, as well as that ob-
served in the commune as a whole, a region or
a country.

Some recommendations regarding this type of
monitoring and evaluation are provided
below:

® the grid used by the service carrying out the
control should be idenfical for all the country’s
community toilet blocks so that performance can
be compared;

e the indicafors should remain relafively stable
so that progress can be monitored over time;

e the management criteria and objectives set
should be aligned to national advice on the sub-
ject. The initial questions that must be answered
when developing a grid are as follows:

— is there a policy, sfrategy, any practical advice
at national level relating to the management of
toilet blocks in public places?

— if yes, does this contain rules and criteria for
good management?

— have objectives and performance indicators
already been defined?

— are they sfill relevant and adapted to the local
context?

— can they be improved or refined?

e the criteria should be as exhaustive as possible
but without so many indicafors being put in
place that they complicate the data collection
process;

e the criteria can relafe fo:

— the level of facilities and the working condition
of the toilet blocks:

— utilization of the toilet blocks by all categories
of user;

— the level of cleanliness of the blocks and sur-
rounding areas;

— the institutional organization of the manage-
ment;

— accounting and financial management;

- hygiene and sanitation education and aware-
nessraising;

e the indicafors should be quantitative and qual-
itafive,

e the indicators should be objectively verifiable
and easily measured;

® where management of the blocks are dele-
gated 1o a private operator or association, then
the criteria, objectives and confrol indicafors
should be included in the contract. If a license
sysfem is used, then the criteria for obtaining the
license should be documented, published and
verified in a fransparent manner;

e the grid can confain activity indicators (for ex-
ample: how many times a day are the blocks
cleaned?) and results indicators (for example:
does open air defecation persiste).
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Without meaning fo be prescriptive and as a general guide, the table below provides an example
monitoring and confrol grid. These objectives and indicators are not necessarily meant to be included
as contractual obligations when delegating management to an operator.

CRITERIA FOR GOOD
MANAGEMENT

PERFORMANCE OBJECTIVES OBJECTIVELY VERIFIABLE INDICATORS

- Proportion of latrines covered with secure slabs
i The toilet blocks are in good condition ¢ - Proportion of pits not overflowing

! LEVEL OF FACILITIES ¢ - Cleaning materials available
i AND WORKING :
i CONDITION

¢ Average number of users per day in relation fo the
i number of handwashing facilities with soap and a
¢ sufficient quantity of water

The handwashing facilities are
¢ in good condifion

i The toilet blocks are utilized by ¢ Visible evidence of continuing open air defecation
i allusers i in the area?
Handwashing is encouraded The distance from the block to handwashing
i UTILIZATION g g i facilities is less than 20m
¢ Use of toilet blocks conforms to ¢ Proportion of users systematically washing hands with  §
 pracices of hygiene and eanliness  soap after using the latrine and before eating :
: i Number of fimes per day the latrines are cleaned
i Cleanliness of the latrines is ¢ vith detergent or soap :
SUﬁSfﬂdOfY ; ............................................................................. .,
i GENERAL LEVEL OF H i

CLEANLINESS No flies or smells

ferrtereertere et e e s e esesenenene

¢ The water stand and surrounding area :

H L ¢ Stagnant water lying around the water stand
i are well maintained
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¢ Existence of a validated document establishing the
i management body as being responsible for the toilet

i block and defining the remit of each stakeholder and
i INSTITUTIONAL i Clearly identified and active i current procedures :
i ORGANIZATION i management body is in place eeeeeeeeeeees e

£ Number of meetings held by the management body
i in the lust 6 months

H ) £ Atreasurer has been appointed and trained
i There is transparent management of

fund H
e i - Account books are in place and up-to-date

i ACCOUNTING - Receipts and bills are available
i AND FINANCIAL i
i MANAGEMENT

i ‘ . i Amount available in the funds for financing repairs

¢ Expenditure for repairs and emptying £ 4nd it emptying i

has been forecast ............................................................................ ..
i Amount of reserve left in the funds to cover

: : unforeseen costs H

¢ Presence of nofices in the blocks in sufficient number
i that are visible and illusirated with pictures or photos

i HYGIENE ¢ Users are well informed on the risks ; to inform users

i AND SANITATION i of luck of hygiene and dleanliness £ ... :
' EDUCATION ¢ and on good practices H H
¢ The cashier or cleaner systematically makes users

i aware of good practices
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CMS Methodological Guides

on water and sanitation

NUMBER 1
How to develop a concerted municipal strategy
for water and sanitation in large towns in Africa

NUMBER 2
How to create a regional dynamic to improve local water
supply and sanitation services in small towns in Africa

NUMBER 3
How to analyze the demand of current and future users for
water and sanitation services in towns and cities in Africa

NUMBER 4

How to select appropriate technical solutions
for sanitation

NUMBER 5
How to manage public toilets and showers

of the CMS Methodological guides series is to provide
tools that correspond to water and sanitation service-related
> best meet the needs of sector stakeholders. These guides are
ed to evolve over time and be regularly updated. To assist with
is process, please send any feedback or suggestions for improving
this publication to the following address: le-jalle@pseau.org




How to manage public toilets and showers

In many developing countries, particularly in Africa, access to water supply and
sanitation comes under the remit of local authorities. To assist the local contracting
authorities in developing this service, programme Solidarité Eau (pS-Eau) and the
Municipal Development Partnership (MDP) have initiated and coordinated the
Concerfed Municipal Strategies program (CMS — water and sanitation for all). This
program has enabled pilot municipal strategies for water and sanitation to be
developed in twelve large towns in West, Central and East Africa and has led to
greater consideration being given to the concept of pooling resources on a regional
scale so as to improve services in small towns in three countries of West Africa.

The five CMS guides are intended for local authorities, local water and sanitation
service stakeholders and their development partners (NGOs, consultancy firms, efc.).
Methodological tools are provided to assist these local authorities and stakeholders at
each stage of the process when developing and implementing a water and sanitation
services development strategy.

This publication sets out the different management models available for shared toilets
and showers in schools, public and commercial places, health centers and deprived
neighborhoods.

The guide reviews the principles that need to be respected and the possible options
available to ensure proper and sustainable management of public foilet blocks.
Whilst it does not claim to deal with or respond to all questions, this guide does
provide those elements essential for ensuring local decision-makers are able to take
appropriate decisions in order fo provide access to hygiene and sanitation services in
public places.

www.pseau.org/smc

This publication has been prepared with the financial support of
the AFD and the European Commission’s ACP-EU Water Facility.
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