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1 Executive Summary

CARE Mozambique began implementing a pilot urban governance and livelihoods project in Maputo City known as Kuyakana
 in 1999, the year of Mozambique’s first municipal elections and of the privatisation of management of the water delivery systems of five of its major cities, including a leasing contract for Maputo and Matola. It focused activities in one urban district of the city, where the population densities were highest and social and physical living conditions among the most critical. Months after its start the severe floods of 2000 caused significant damage in the areas where the project worked.  Although this disrupted the project’s plans, it managed to use the negative situation as an opportunity to initiate a productive relationship with the new Maputo Municipal Council to develop coordination mechanisms for actions of agencies responding to the emergency. 

A Framework for Delegated Management was created to handle the privatisation of urban water supply services. Águas de Moçambique (AdeM) is the consortium implementing an agreed upon investment strategy funded by the World Bank for the improvement of urban water supply in the five cities.  FIPAG, the water assets holding fund manages the loan on behalf of the government, and is responsible for urban investment planning for improving the water supplies and managing the contract with AdeM.  This is regulated by a Water Regulating Council (CRA) which also has a crucial mandate to protect consumer interests, particularly with regard to the application of water tariffs.

CARE and two other NGOs (Essor and MSF) worked together to create a forum for dialogue between FIPAG, AdeM, CRA, the Maputo Municipality and themselves as NGOs representing the interests of the poorest peri-urban communities.  These efforts resulted in the creation of the technical Standpipe Management Working Group (SMWG). This mechanism brought together the key stakeholders from the public and private sectors to develop a standpipe management model for use with the poorest communities in the city that would be tested and lessons learned from it. UNDP through its PPPUE facility agreed to provide funds to the implementing agency CARE Mozambique, to partially cover the development and testing of this model, and the production and dissemination of lessons learned from its implementation.

Evaluation of the UNDP/PPPUE project has provided an opportunity to the see some spectacular successes produced by a dynamic team of facilitators, as well as some of the difficulties of maintaining the key management tenets of a facilitation approach, and the consequences of their being eroded. CARE-Kuyakana’s main partnership with the Maputo Municipal Council had brought it into an arena where new skills at carrying out a facilitative management style to pursue a governance-oriented approach were developed by its implementing team. It was soon working with many partners to enhance good governance and improve the livelihoods of the poor.  Among these were the powerful government and private sector members of the SMWG and the two other international NGOs who were also members. 

The three main outputs expected of the PPPUE project were the main agenda items of the SMWG: a model of basic services delivery (water and sanitation) in municipal management; a framework for the management of urban water service delivery in Maputo and Matola, and consumer consultation and representation in the area of urban water service delivery. The PPPUE project was highly instrumental in the creation of this technical working group and for influencing its early working methods. Its production of a comprehensive institutional framework and model for standpipe management to be tested in Maputo and Matola included annexes of the fully documented minutes of meetings of the working group. This degree of transparency permitted a clear view of the process of decision-making and partnership building. It was an exemplary product from that point of view. The PPPUE project’s influence in the content of this document was evident, and the identified roles of NGOs in the framework are illustrative of the success of the facilitation approach – new in this context. For example NGOs were responsible for:

· raising awareness about the new management model and environmental health and hygiene issues, 

· assisting in establishing the model, 

· capacity building of standpipe operators and neighbourhood Water Committees, 

· promoting acceptance of the changes among all actors, 

· facilitating communication between actors and of the process of recognition of CBOs, 

· supporting the institutional strengthening of local authority structures, 

· systematising and sharing lessons learned in the process of implementation of the management model.

The unique role of NGO members of the technical working group in drawing the attention of the public and private partners managing Maputo urban water supply delivery towards the needs of the poorest consumers was so significant, it provided the material for reports and presentations made by members of the SMWG at national and in international conferences on public-private partnerships and urban good governance. A notable development is that the need for the PPPUE project’s facilitative and documenting role has been successfully overtaken as the members of the SMWG have assumed responsibility for making sure the aims of the working group are not lost. Meetings have developed their own momentum and as implementation of the pilot project became so delayed, the SMWG instituted a critical reflective analysis of the situation prior to moving on with a plan to overcome the problems. 

The PPPUE project’s facilitation approach, used to further the principle of reducing the vulnerability of poor urban communities by legalising services performed informally within a framework that can be regulated thereby protecting the operators and customers, has shown itself to be remarkably flexible.  Having learned lessons with the development of the framework for standpipe management through a technical working group, this process was used again to successfully develop new public-private partnerships for collection of solid waste to benefit the poorest in the city. 

The PPPUE team facilitated the creation of successful working groups at municipality level, most particularly with the Environmental Health and Cemeteries Directorate and partners. The team facilitated the creation of a working group with other NGOs to focus on the various issues related to management of solid waste in the city at a critical moment when the city was becoming overwhelmed by enormous accumulations of solid waste. CARE-Kuyakana had supported the development of a municipal by-law concerning cleaning of the city and the introduction of a solid waste tax. Around this time the project also responded to a community-based waste collection group from Maxaquene A, requesting assistance to resolve the problem of their informal activities being undermined by the tax. Their system of charging a small monthly fee for their removal service in the most densely populated neighbourhoods beyond the reach of the council’s services was at risk due to the potential need for clients to pay twice, once for a service that would not reach them and once for a service that would.  

The municipal by-law created a framework for contracting by the council of private sector and informal sector organisations to carry out waste collection. As such, the entrepreneurial leader of the informal group decided to create a limited company and run a micro-enterprise. The PPPUE project assisted in its establishment, and worked with the council and other NGOs to develop the full regulations and documentation that could make contracting a reality.  The Municipality signed contracts in April 2004 with this private enterprise and a civil society association for the collection of solid waste in the poorest most densely populated parts of the city as a means of extending the council’s reach. 

The PPPUE team’s facilitation of partnerships creation also saw the micro-enterprise link up with the youth groups supported initially by CARE-Kuyakana and the municipality. These young people perform drama, song and dance to public gatherings about hygiene, sanitation and keeping the city clean. With the end of PPPUE project in sight, the entrepreneurial leader of the micro-enterprise is now considering how he can assist these youth groups to continue working with him in a more sustainable fashion, with the objective of making more fundamental changes in waste management at the level of the family. 

Although the PPPUE project never developed a systematic monitoring system, and was therefore unable to produce documented observations and analyses of processes to inform lessons learned about the process of improving urban governance to benefit the poor, it did facilitate the production of analytical documents via the SMWG for presentation at national and international events.

Pilot implementation of the standpipe management model for evaluation of lessons learned was not a coherent process during the lifetime of the project. Plans developed by the SMWG were undermined as AdeM was unable to meet its deadlines to rehabilitate standpipes so that the new management structures could take them over. In addition CRA decided to prioritise installation of delegates in two northern cities rather than establish the local Water Affairs Offices in Maputo and Matola as planned. Uncertainty generated by this inaction meant that the PPPUE team moving ahead to create Water Committees and ensure all standpipes had operators the communities approved of, as well as generally raising awareness about the immanent initiation of the new model of management, had little impact. It was not possible to go ahead with full community capacity building while the standpipes were still performing poorly and were still in a degraded state.  

Minimal rehabilitation was, in the event, carried out in the last few months of the PPPUE project, and a rapid training session for all operators and Water Committees preceded their official receipt of responsibility for the management of this infrastructure. This meant that the only lessons learned up to this point were linked with how pressure on partners to pursue planned goals could work through the SMWG – but that this was not initiated early enough, and also how easily the timing so crucial to gaining community trust can be lost. 

The PPPUE team’s facilitative role did provide a means of keeping the needs and expectations of the poor peri-urban population on the agenda of the private and public sector partners during a phase prior to the regulator and municipality becoming fully effective in representing consumer issues. Unfortunately however, by the end of the project, neither of these two partners had become fully effective in their consumer representation mandates. As a result, the withdrawal of the PPPUE team at this point will in fact, contrary to expectations of a facilitation oriented initiative, create a gap that will be difficult for the SMWG to cover. The team’s role in implementation was more direct than it should have been, and since neither the municipal council, nor CRA or the Water Committees have enough capacity developed to manage supervision and follow-up monitoring of the implementation process in the neighbourhoods, this may compromise the objectives of the pilot project to a certain degree. 

The PPPUE project did however work with the SMWG to achieve official recognition of the Water Committees by the municipal councils, thereby setting up one of the key components in the framework for facilitating dialogue with representatives of the poorest communities. 

As the PPPUE project progressed, the lack of funds to cover CARE-Kuyakana’s activities became critical. When two of the most programmatically influential and skilled facilitating staff left the project, the reflective learning approach to project management was not sustained. As powerful as the facilitation approach can be in the hands of effective practitioners, its partial use without the contextual shared reflection and collective decision-making of the project team, meant that without the most skilled practitioners, the project direction no longer had in-built restraints and internal accountability structures. It is probable that without adequate shared reflection about the direction the project was taking, that the move away from facilitation and into implementation was not even noticed. 

In addition, the lack of reflection to guide the management direction of the project resulted in the PPPUE team not being prepared to withdraw at the end of the project. It was not prepared in January nor in June of 2004. The consequences of the lack of  a comprehensive exit strategy are likely to have   some negative impact at community level in the seven neighbourhoods under its responsibility in the pilot project, as well as on the development of the model.  Had CARE Mozambique supported the PPPUE initiative more, it is likely that some of the negative results of the project could have been mitigated. If CARE Mozambique had sufficient resources  could have helped the reduced team think through some of the critical issues emerging during 2003 and 2004.

The project supported various kinds of institutional capacity development of the Municipalities. These ranged from strengthening Maputo Council’s linkages with private sector and civil society associations, to creating mechanisms for resolving problems through working groups, multi-stakeholder thematic workshops and coaching of individuals and small groups. The PPPUE project worked mostly in an ad hoc way, responding to needs as they appeared. It also supported other more formal training events for senior staff and others involved in outreach, from animators through to local authority representatives in the neighbourhoods. Unfortunately the training provided was not part of a planned strategy. Targeting of candidates for training was not well directed. The result is a dispersed set of inputs that have not been able to cohere to produce a particularly sustainable impact. Indeed the aim of reinforcing the Municipalities’ capacity to reach out further to the poor communities and provide channels for more effectively listening and responding to their needs were not achieved. It should be noted that capacity development of this nature generally requires a long-term programme. This is particularly relevant with a resource-short institution such as a municipality. Creative solutions need time to be identified and developed so they respond to the real circumstances, and staff with low levels of education and experience need longer term support to develop skills relevant to the need to serve the public better. 

The detailed report that follows covers the achievements of the project in relation to the expected outputs outlined in the PPPUE project document. It responds to the Final Evaluation Terms of Reference with analyses of the sustainability of various initiatives and comments on the management approach taken by the project team to meet its ambitious goals. It concludes that it is patently evident that the dynamic facilitating approach used by the PPPUE team was an appropriate tool for achieving new public-private partnerships and for contributing to the creation of policy frameworks that provide the space for responding to the needs of the poorest urban residents. 

A final note on opportunities for the future suggests that the facilitation approach can clearly be endorsed for use in other urban development circumstances. Without shifting too far from experiences to date, it might be effectively used to scale up the idea of supporting municipalities to develop public-private partnerships in the same and other public service areas. This may be complemented by the promotion of linkages between the municipalities and community-based organisation, and by improving enabling environments for the emergence of micro-enterprises and civil society organisations. It might also actively promote mechanisms to create opportunities for employment among the poor. 

2 Background 

2.1 Background: Urban Water Supply Management Models 

CARE Mozambique’s Urban Livelihoods Project in Maputo City was designed and delivered as a pilot urban governance and livelihoods project operating in three neighbourhoods in Urban District Three of Maputo city people up to 2002, and after this in four more neighbourhoods of Matola City. The high density neighbourhoods in Maputo City with a total population of 106,000 were augmented with an approximate additional population of 58,1000 from medium density neighbourhoods of the City of Matola.  

Public sector reforms and the major floods in 2000 significantly influenced the direction of the Urban Livelihoods Project, and gave it the opportunity to reinforce its governance and facilitating approach. The three most important factors were the following:

· Mozambique had its first local elections in 1999. The new Municipal Councils of Maputo and later Matola were the project’s principal partners.  

· Following introduction of the new Water Policy (1995) advocating a demand responsive approach to water supply that accounts for the poorest, and the subsequent development of an institutional Framework for Delegated Management of urban water supply, in 1999 the management of the water delivery systems of five cities, including Maputo / Matola, was privatised.

· In early 2000 severe flooding causing dangerous erosion in Maputo and particularly in the then project area, threatening lives and infrastructure. The floods and resulting erosion in the project area altered the pace and direction of the project. These events turned into an opportunity to develop a close and productive relationship with the Maputo Municipal Council, assisting it to develop mechanisms to coordinate the emergency response.

In December 1999 the consortium ‘Águas de Moçambique’ secured a leasing arrangement for 15 years in Maputo City and a five year contract for the management of four other major provincial capital cities. At the end of 2001 the French partner withdrew from the consortium following an extremely difficult period during the floods which caused extensive damage to the water supply in Maputo.  The Portuguese company member of the consortium took over its leadership and continued the first contract and negotiated a second one signed in April 2004. During the long period of uncertainty before the Portuguese partner assumed its new position in the consortium at the end of 2002 and while parts of the original contract were renegotiated through to 2003, and again in 2004 as the second contract was negotiated, many of the rehabilitation works scheduled were held up.

Águas de Moçambique (AdeM) is implementing an agreed upon investment strategy for urban water infrastructure funded by a World Bank loan for the improvement of urban water supply.  FIPAG, the water assets holding fund manages the loan on behalf of the government, and is responsible for urban investment planning for improving the water supplies. The Delegated Management Framework also established a Water Regulating Council (CRA) to regulate the contract with AdeM and protect consumer interests, particularly with regard to the application of water tariffs.

The project context

Initially the main project components included institutional strengthening for the new Maputo Municipal Council, improvements of basic service provision (water delivery, waste disposal, drainage, erosion control), and improvements in livelihood resilience through savings schemes, and promotion of youth engagement and employment opportunities.  After 2002 when the PPPUE project funds became available and most of the existing complementary funding was diminishing, the project focused on facilitating effective and sustainable public-private partnerships for basic service provision and building the capacity of the weakest links; institutional strengthening of Maputo and Matola Municipalities and capacity development of communities and community based organisations. 
From the start CARE’s identity was deliberately played down as ‘Kuyakana’ worked through multiple partners to test various models to enhance good urban governance and improve the livelihoods of the urban poor in Maputo and Matola. The project initially focused on municipal capacity building in the areas of tendering and contract management in Maputo; responding to requests from the Maputo Municipality, CARE-Kuyakana assisted it to respond to emergency needs by facilitating information flows, and helping it establish an NGO coordination function. Institutional strengthening of the new municipality was a significant need in the face of its expanded responsibilities. 

In 2001 it was considered that the next phase of municipal capacity development should focus on:

· strategic planning, budgeting, auditing and revenue generation among others;

· assisting the municipal council in training needs assessments and follow up plans; and

· to facilitate the development of mechanisms for the representation of poor and vulnerable urban communities and groups.

Improvements of basic service provision prior to 2001 had concentrated on undertaking erosion protection works, facilitating dialogue between all parties involved in the disposal of waste and privatisation of water supply, and commissioning of a consultancy to design technical solutions for the drainage problem in Maxaquene A. In addition to continuing these processes in order to develop viable models of service delivery, partners at this time indicated that there was a need to help clarify management roles and responsibilities for provision of urban services.

The project’s livelihood opportunity promotion for poor and vulnerable residents shifted over time to a focus on the ‘OPTAR’ centre model of a forum for providing life skills training, reproductive and sexual health counselling and HIV/AIDS information sharing, other local initiatives and income generating activities in the area of infrastructure/ service provision and maintenance. The OPTAR centre in Polana Caniço neighbourhood was used by the Maputo Municipal Council, local administration and communities, particularly the youth.  It was expected that the project would also be able to secure financial viability of the centre by negotiating private and municipal support for it.

Urban Water Supply (and Sanitation) Management Models

The proposal made by CARE for PPPUE support for developing the reach of the public-private partnership in the water sector through the existing Kuyakana team was aimed at helping facilitate the creation and testing of a pilot model for water supply (and sanitation) management for the poorest residents in the peri-urban areas in Maputo. It was hoped to replicate this action in Matola, through a facilitation process bringing partners together in a sustainable fashion to design, manage, execute and monitor the activities.  Through the PPPUE facility the project aimed to continue its institutional capacity development inputs to the Maputo Municipality and initiate them with Matola Municipality. These were perceived as the weakest major institutional stakeholders in the urban water supply and sanitation sub-sectors. The PPPUE project also aimed to take the more usual NGO role of reinforcing the capacity of the poor peri-urban communities to make themselves heard, and to increase their control in decision-making processes affecting them directly in these subsectors.
Private management of the water supply delivery system in Maputo brought new partners into the sub-sector arena and also new possibilities for resolving issues of how to ensure the poorest residents of the city benefit from sector reforms.  CARE and two other NGOs (Essor and MSF) working in urban water and sanitation in Maputo since 2000, were, through 2001 and 2002  working together to create a forum for dialogue between AdeM, FIPAG, CRA, Maputo Municipality and themselves as NGOs representing the interests of the poorest peri-urban communities.  Encouraged by the NGOs, and CARE in particular, the Standpipe Management Working Group (SMWG) initiated business four months before the official start of the PPPUE project.  The SMWG was created as a participatory mechanism for bringing together the key stakeholders from the public and private sectors to develop a standpipe management model for use with the poorest communities in the city that would be tested and lessons learned from it during the PPPUE project.

The major institutions involved in the SMWG – FIPAG, CRA, Maputo Municipality and AdeM, were all newly created with mandates that had not yet been fully regulated and responsibilities not yet operationalised. The one with least capacity (financial, physical and human resources) to develop its institutional framework and take up its responsibilities was the Municipal Council, CARE-Kuyakana’s partner over the previous three years.  As roles and responsibilities of key actors in urban water supply were clarified during the process of developing the standpipe management model, municipal training and support needs were clarified, so that when the PPPUE project came on line, this would be followed up.

Insofar as CARE’s partnership with the municipalities focused on building capacity of Maputo Municipal Directorate of Water and Sanitation up to 2001, after this, interventions to help resolve drainage problems were discontinued, and instead, CARE’s relationship with the Maputo Directorate of Environmental Health and Cemeteries was developing as the need to resolve enormous problems of accumulations of solid waste in the city turned into a priority.  The Municipality began to withdraw from active implementation towards its managerial role in contracting basic service delivery and generating revenue from taxes to pay for this. By the end of 2001 the project had helped the Municipal Council of Maputo develop by-laws and regulations for cleaning the city so that it could legally create the basis for collection of taxes and fines for mismanagement of solid waste.  Partnerships for solid waste management were heralded by the approval of the solid waste tax by the Maputo Municipal Assembly at the end of 2001, and its subsequent implementation in 2002. By the start of the PPPUE project in 2002, a Waste Management Working sub-Group was operational, and efforts were being made to involve the private sector and civil society in waste management. 

Among CARE’s portfolio of projects implemented between 1999 and 2004, CARE-Kuyakana / PPPUE is the only one to have prioritised a facilitating approach to the practical exclusion of any direct implementation.  

2.2 The policy context

CARE’s partnership with the Municipal Council of Maputo was initiated two years after the legal creation of the entity in 1997.  During the period leading up to the PPPUE project, Maputo Municipality produced its Organic Structure (2001) in which each department was attributed responsibilities.  CARE’s water, sanitation and environmental improvement focus meant that it was associated most closely with Maputo Municipal Directorates for Water and Sanitation (DMAS) and for Environmental Health and Cemeteries (DMSC).  Both of these directorates produced with technical assistance from CARE, documents for guiding their actions in November 2001, DMAS produced a two year Integrated Plan for Water, Sanitation, Drainage and Hygiene Education and DMSC produced a by-law on the cleaning of the city. 

The new autonomy afforded the municipalities provided space for the development of the regulations and plans required for their management of water supply, sanitation and solid waste services. Water supply and sanitation development focused on expansion of the services in coordination with the central government sectoral bodies responsible for urban water supply and sanitation and within the new orientation of the National Water Policy produced in 1995. Thus in the long term the municipalities aimed to support the withdrawal of the government from implementation of water supply, the decentralisation of responsibilities and the assurance of an adequate level of basic service provision. 

The National Water Policy endorses the satisfaction of basic needs, prioritising coverage increase for the lowest income groups, the participation of beneficiaries in the planning, implementation, management and maintenance of their water supplies according to their capacity to pay while maintaining the objective of sustainability of service; emphasis on water as an economic and social good that provides for the sustainability of its delivery; reduction of the role of the government in service provision; and an investment policy that balances economic development with poverty alleviation and envionmental health improvements via rehabilitation of existing systems and increasing coverage to the most vulnerable groups; strengthening the capacity for decentralisation and creation of incentives for this and the promotion of participation of the private sector to accelerate implementation of investment plans.

This policy context gave rise to the creation of the Framework for Delegated Management of urban water supply in 1998, with the creation of the Water Supply Assets Fund (FIPAG) and the regulating body, the Water Supply Regulating Council (CRA).  FIPAG is responsible for the management of investments, their planning and execution via private operators, and CRA for defending consumer interests in a balanced way within the interests of the private operator and the economic sustainability of the system. The other key participants in the Framework are the private operator, in the case of  Maputo and Matola, the consortium Águas de Moçambique (AdeM) which took over the exploration of Maputo and Matola in 1999, and the Municipalities of Maputo and Matola insofar as the mandate of these entities covers water supply for public use. 

In order for the municipalities to become actively involved in the Delegated Management Framework they required institutional capacity development in the long term, they needed to develop strategies to do this. Within the National Water Policy ambit, it was recognised that service providers such as AdeM would be autonomous but that decisions concerning tariff levels, investment planning and consumer involvement would involve local government as a member of the Framework.  In particular, and of significant interest to the municipalities the policy notes the possibility for standpipes in peri-urban areas to be managed by water point committees and the operation of the standpipes be sub-contracted to private operators who will be billed according to quantity of water consumed.  The idea being that the water committee monitors service quality according to local demand.  The national Water Tariff Policy of 1998 creates the legal basis for cross-subsidisation that reduces the tariff levels charged to the poorest groups.

CARE became involved in assisting the Municipalities achieve their aims of becoming actively integrated into the Delegated Management Framework through capacity building and facilitating the creation of a mechanism for bringing all actors to the same table for planning water supply services to the poorest in the cities. 

CARE also became involved in efforts to improve the management of solid waste in the city.  To this end it worked with the Municipality of Maputo in particular to develop the by-laws that would in the first place open space for the implementation of a waste collection tax, and in the second place in collaboration with other NGOs, the development of further municipal regulations and building of capacity to manage independent private sector waste collection services from the formal and informal sectors.

The municipal by-law created in 2001 in Maputo concerning solid waste management provides for licensed community participation through organized groups or as private companies in the collection of waste.  The licensing regulation was being prepared throughout the PPPUE project lifetime. 

3 Objective and scope of the evaluation

A final evaluation is planned in the PPPUE project document to be undertaken before the end of the project to assess the project achievements to date, review progress, successes and issues that need to be addressed before its completion. 

The evaluation in practice took place during the final month of project implementation and as such it is understood by the evaluators that no recommendations for improvement of the current project are required, rather that lessons learned for the implementation of other interventions of a similar nature are identified.
3.1 Scope of the evaluation

As defined in the TOR the scope of the evaluation is to cover the following thirteen points:

· Is the project implemented according to the agreed objectives?

· Is the project work planning realistic?

· Is the scope and focus of the project appropriate?  Which components should be strengthened?

· Are the instruments used by the project appropriate to achieve its objectives?

· Does the project give adequate consideration to pro-poor aspects?

· Does the implementing partner CARE have the required capacity to effectively implement the project? 

· Does the established Project Task Force play the role expected?

· Have the resources provided been used efficiently and effectively?

· What results have been achieved to date? How they can be sustained?

· What financial or other support might be available for an extension of the project from local partners and from other donors?

· What strategy does the project have to foster knowledge management and learning on PPP and how is it implemented?

· How could the project be improved to ensure sustainability and benefit the poor?

3.2 Method

During the three weeks available for this evaluation as many partners and stakeholders involved in the public-private partnership process being implemented in the water and sanitation sub-sectors in Maputo and Matola were interviewed as possible. Project documents, studies and documents produced by project partners were reviewed throughout the evaluation period.  A list of people met is noted in Annex 2.  The two evaluation team members divided the consultation tasks at different levels between them, so that the field visits and consultations with community leaders, members and various post holders involved in standpipe management systems in the peri-urban areas could be carried out at the same time as the interviews with government and non-governmental stakeholders.

The project will close as this report is presented at the end of June 2004, the date of the final extension agreed to with the funding agency, UNDP/PPPUE.  Progress is reviewed as are successes, weaknesses and issues to be learned from in future interventions of the same nature. Since it is clear that there is no time for using recommendations from this report to finalize closeout of this activity, and that an extension of this activity is not being considered either by CARE or the PPPUE facility, general recommendations will be made and comments provided on initiatives that could be taken up in the future taking into account the experiences and lessons learned from the initiative under review. 

The PPPUE activities were conceived of as a discrete component of a broader project initiative undertaken by CARE to address ways of improving basic urban service delivery and foster improved livelihoods for peri-urban dwellers.  Activities identified in the PPPUE proposal were in fact initiated almost one year prior to project funds being made available.  In the event, parallel funding sources were found and used during the period prior to PPPUE funding, and when the funds were made available, the PPPUE activities were already well under way, while complementary funding had on the other hand, become scarce. As such, six months into the PPPUE project the number of project staff was reduced. The project was implemented with a reduced complement and during the final three months through to June 2004, the only professional staff member remaining was the Project Manager.  

The winding down of some activities in 2004, and the lack of staff to assist in understanding the project processes has provided a number of difficulties in evaluating the PPPUE. It is understood that in a project that prioritises facilitation of relationships and fostering of an enabling environment for the development of such relationships in a sustainable way, an understanding of the processes used is fundamental to gaining a useful perspective to learn from. This understanding has been limited due to the lack of project staff by June 2004, and the poor documentation of processes undertaken during a major part of the two year period under evaluation.

4 Evaluation of project progress, planned outputs and achievements

The PPPUE project is evaluated in terms first of its progress and achievements. The list of key events outlined at the beginning of this section is intended to help understand how important the issue of timing of UNDP/PPPUE funding was in terms of the activities carried out prior to and after its application. The chronology of events helps to see that from the moment CARE had identified the areas that required support through the PPPUE facility, it strove towards creating the conditions for this component of its activities to move ahead as soon as funding was made available. In reality the lengthy pre-funding period resulted in CARE undertaking many of the foreseen activities as it became necessary to carry them out, and in doing so continued to use resources from its complementary funding sources. When the UNDP/PPPUE funds became available, activities continued, though with a scope now limited to activities planned in the context of developing public-private partnerships and meeting the expected results of the Urban Water Supply Management Models proposal.

The three intended outputs of the PPPUE project are:

1. A model of basic services delivery (water and sanitation) in municipal management.

2. A framework for the management of urban water service delivery in Maputo and Matola.

3. Consumer consultation and representation in the area of urban water service delivery.

It was expected that a single management framework for standpipe water supply to the poorest residents of the densely populated peri-urban areas would be developed through a consultative process and be disseminated to all those then to be involved in its application. With the framework approved, it was then expected that the PPPUE team would facilitate the creation of a conducive environment for its implementation by supporting the development of consultative mechanisms and building capacity of community based management structures to use these so that a responsive dialogue could be set up between the consumers as principal stakeholders in the management framework, through their representatives to the consumer affairs office of CRA. Inherent in the idea of empowering communities was raising their awareness of their rights and the responsibilities of stakeholders in the management framework.  For this to occur, these rights and responsibilities were to be defined in the management model. The PPPUE team was to take responsibility for dissemination of information concerning rights, responsibilities and procedures for implementation of the standpipe management model.  It was expected that consumer awareness and empowerment would be indicated by their use of the new communication channels for presenting their problems and views on issues raised by implementation of the model. Monitoring of the management of information would ultimately reveal the responsiveness of the system and the main actors involved to the issues of the poor.

This ambitious set of expectations was scheduled to be carried out so that lessons could be learned for replication in other parts of the country, in a period of 18 months. The PPPUE team’s role in this foreseen sequence of events was as a facilitator, the agency which would help bring partners together to create solutions to problems that by themselves they could not manage. Although NGO’s are provided with the role of implementers by the Water Policy and Municipal laws, the PPPUE project team did not propose to take this role, but instead, aimed to help others by strengthening their capacity to participate fully in activities of their direct interest. This was the basis for the institutional strengthening activities to be provided to the municipalities of Maputo and Matola, and for the capacity building of communities organised to take responsibility for the management of public water supplies.

4.1 Key events

The list of key events organised chronologically below shows that prior to receiving funds from UNDP/PPPUE, a multi-stakeholder Standpipe Management Working Group was constituted and had begun its development of a model for standpipe management. Three other events that although not directly addressed in the proposal were prioritised in this period prior to UNDP/PPPUE funding, were a crisis in the municipalities regarding their capacity to manage solid waste resulting in the physical build up in the cities to an intolerable level. This was followed by the development of a by-law by Maputo Municipal Council to guide the cleaning of the city and the definition of a solid waste tax to be applied to all residents of the city receiving electricity (the tax was appended to the electricity bill). CARE had been asked by the Municipal Council of Maputo to assist with the development of its by-law and it was thus strategically well positioned when a community-based initiative to manage solid waste in the densely populated neighbourhood of Maxaquene, in areas where the municipal council could not reach, contacted it for assistance in defining a sustainable way of operating within the regulated framework for solid waste management. Thus a second model for management of public services by private or community-based operators was developed in the context of the PPPUE project.

During the project implementation period the PPPUE team assisted in the development of two models, one for public water supply and the other for solid waste management. Both these reached an implementation phase, though only the initiation of activities in both cases. No lessons from implementation were learned and thus the models were not able to be assessed for their suitability for replication by the end of the project period. Many lessons from the project’s partnership approach were however drawn and disseminated through workshops within and outside of Mozambique. The project’s efforts at building capacity focused on the Municipal Councils of Maputo and Matola, and at organisational structures at community level.   

Significant events that shaped the facilitation approach of the PPPUE team were the loss of inputs from the full-time Technical Advisor who was reduced to part-time and from the outgoing Assistant Project Manager who was not replaced, after six and nine months respectively of PPPUE project implementation. The reduction in active staff affected the quality and coverage of activities through the remainder of the project. Of note too, is that during the final three months, the administrative Project Manager was the only staff member left on the team, responsible for carrying out all remaining activities that were planned for the remaining period of project extension. 

Despite the reduction in capacity of the project team, it did not affect the rate of project implementation. Delayed implementation of the pilot project to test the management model for standpipes was related to the interdependence of partners to bring it off in a timely fashion. Individually all members of the SMWG (including the NGOs) except for FIPAG and AdeM agreed that they were at fault in some way for not having used the SMWG to apply more effective force on AdeM to carry out the rehabilitation of standpipes as planned. The level of concern that the pilot project was not proceeding as planned was sufficiently high for CRA to draft a situation assessment in the first half of 2004 so that by June members of the Group could take stock and make an alternative plan to accommodate the delay in realizing the experimental phase of the model’s implementation. 

Pilot testing of the model aimed to involve the full rehabilitation of standpipes, followed by the election and establishment of the new community management structures, their training to manage the newly refurbished infrastructure, and subsequently, participatory performance monitoring from there on. Conditional for community capacity building to occur, is the need for standpipes to have an operational meter installed in a secure inspection box, operational taps and valves, sufficient pressure and no leakages. The concrete infrastructure should also be fully rehabilitated. 

In the event, the rehabilitation programme undertaken by AdeM started in two neighbourhoods of Matola in 2003, and was followed after a long interval by a rapid minimal rehabilitation in five more neighbourhoods in May and June 2004. The latter rapid rehabilitation did not address issues such as faulty valves or cement infrastructure. Operators of standpipes and Water Committee members of all seven neighbourhoods were trained in their roles and responsibilities during a period of ten days in the second half of June 2004. During this same period, standpipes that had been rehabilitated were handed-over by AdeM to the Urban Administration and subsequently, the elected community structures. Ceremonies marked the hand-over and resulted in the signature of management contracts between the standpipe operators and the neighbourhood Water Committee.

Below is a list of the key events occurring prior to and during the PPPUE project activities, organised chronologically to assist in creating an overview of the project context. 

List of dates and key events 

	Early 2001

November 2001

December 2001
	· Proposal for UNDP/PPPUE funding submitted.

· Maputo Municipal Council (DMAS) produces an Integrated Water, Sanitation, Drainage and Hygiene Plan 2002 – 2004 as a prelude to a full strategy document.

· Maputo Municipal Council by-law on municipal cleaning produced.

· Formative Review of CARE´s Kuyakana Project to identify second phase priorities.

· Solid waste tax approved by Maputo Municipal Council.

	February 2002
	· Multi-stakeholder Standpipe Management Working Group constituted and realized first its minuted meeting on standpipe management and the production of documents for the implementation of a model to be developed and tested.

	May 2002
	· With Lottery funds training of senior municipal staff on the application of the law on Local Finances facilitated by UEM.

	July 1, 2002
	· Initiation of the PPPUE project after CARE’s re-negotiation of the contract to include a line item for funding NGO personnel costs.

	August 2002
	· Model institutional framework for standpipe management produced by SMWG with roles and responsibilities identified, contracts drafted and water fee options calculated.

	September 2002
	· Launch of the new model for standpipe management through multi-stakeholder workshop led by the Standpipe Management Working Group (SMWG), also present: representatives from 5 cities included in the Delegated Management Framework and Tete.  Development of Action Plan for pilot project implementation in 13 neighbourhoods in Maputo and Matola Municipalities. 

	October 2002

Oct – Nov 2002

November 2002
	· First tranche of UNDP/PPPUE funds received by CARE.

· Work planning with Matola Municipal Council to implement new management model.

· Awareness raising campaigns via youth dance and theatre groups promoting environmental improvements and behaviour change in relation to water and sanitation.

· Annual sanitation animator training course on participation and community education, included standpipe management, Maputo Municipal Council.

	2002

End of 2002

2002 – April 2003
	· Solid waste collection tax introduced by Municipal Council. 

· CBO, ‘Salubridade de Maxaquene’ involved in solid waste collection in Maxaquene initiates participation in Maputo Municipality Working Group on Solid Waste Management.

· Technical situation study of standpipes to be included in the pilot project and decision concerning which neighbourhoods to be included.

	December 2002
	· Technical Advisor shifted from full-time to part-time inputs.

	Jan-Mar 2003
	· Awareness raising campaigns via youth dance and theatre groups promoting environmental improvements and behaviour change in relation to water and sanitation. (Continued to date once a month)

	March 2003
	· Assistant Project Manager left the project and was not replaced.

· SMWG representatives (including CARE) participate in Commonwealth Local Government Conference on PPP in Pretoria and CARE presented paper on ‘PPP in Urban Water Supply: The Role of NGOs’.

	April 2003

April – May 2003
	· Awareness raising in peri-urban neighbourhoods concerning proposed payment of solid waste tax by those without electricity.

· Meetings with Matola Council, Council Working sub-Group, neighbourhood secretaries and Municipal District Administrators to raise awareness about standpipe management model.

· Meeting to outline criteria for election of Water Committee and standpipe operators in Bunhiça with SMWG present.

	May 2003
	· Situation study of knowledge, attitudes and practices related to standpipe management in 13 pilot neighbourhoods.

	May  2003


	· Junior Matola Municipality staff on capacity building courses about human resource and municipal administrative procedures in order to participate in water management system

	June 2003
	· The PPPUE team produced a paper on lessons learned to date.

	June – July 2003

June – July 2003
	· Trained ‘Salubridade de Maxaquene’ in accounting, administration of micro-enterprise, human resources, legislation, organizational planning, documentation and filing etc.

· Training of 30 sanitation animators (11 women) from Maputo and Matola Municipalities to raise awareness about sanitation and environmental health, and in investigative techniques.

	June 2003

July – September 2003
	· Rehabilitation of standpipes initiated in Bunhiça and Matola Gare.

· Launch of pilot project to implement new management model for standpipes.  Awareness raising meetings in Bunhiça, and Matola Gare neighbourhoods.

· Production of pamphlets for raising community awareness of basic sanitation issues and the new community management model for standpipes, and educational support materials for standpipe operators and Water Committees.

· DMAS carried out a TOT for community animators in the neighbourhoods where the PPPUE team is responsible, to train operators and Water Committees in support of the new management model.

	August 2003

August to December 2003

September 2003


	· Election of Water Committees and standpipe operators in Bunhiça in the presence of full SMWG including Municipality of Matola.

· Election of Water Committees and standpipe operators in Matola Gare, Polana Caniço A and B, and Maxaquene A, (Kongolote failed to organize themselves sufficiently).
· Survey of the density and composition of solid waste in Maxaquene and Urbanização, and the on the economic viability of their management (GTZ carried out).

· Operator and Water Committee training in community organization for Bunhiça.

· Finalisation of second edition of standpipe operator’s manual (AdeM and SMWG).

	August 2003
	· SMWG representatives (including CARE) participate in international Water Utilities Partnership seminar on PPP in water supply and sanitation and the urban poor, the NGO’s presented a paper on ‘The Role of NGOs in the improvement of Water Supply in Peri-urban Areas.’ 

· Multi stakeholder thematic workshop on the Municipal by-law on cleaning Maputo City.

· The Institutional Management of Solid Waste report produced by the Maputo Solid Waste Management Working Group after one year .

	2003
	· Approval by Maputo and Matola Municipalities of the proposal to officially recognise neighbourhood Water Committees as legitimate structures in the institutional framework for decentralizing responsibilities for standpipe management.

	September 2003

October 2003
	· Inspection by SMWG of rehabilitated standpipes in Bunhiça.

· Rehabilitation of more standpipes in Bunhiça.

	November 2003
	· Second municipal elections, Maputo gained a new mayor.

	December 2003
	· Planned end of UNDP funding, extended at CARE’s request to conclude planned activities.

	January 2004
	· Salubridade de Maxaquene is registered as a limited company in the name of Uaene Gama de Serviços de Maputo (UGSM) Lda.

	February 2004
	· Final election of Water Committees and standpipe operators in Kongolote.

	March 2004
	· Lessons learned from the governance activities presented to regional CARE International conference in Lusaka on ‘Building Governance in Cities’.

	March 2004 
	· Second AdeM contract with FIPAG signed permitting further release of funds for rehabilitation of standpipes.

	April 22, 2004
	· Maputo Municipal Council signed contracts with private and informal sectors for solid waste collection in Maxaquene and Urbanização.

	June 2004
	· Rehabilitation of standpipes in Kongolote, Ndlavela, Matola Gare, Polana Caniço B.

· Hand-over of standpipes in Bunhiça, Polana Caniço A and B, Ndlavela and Matola Gare.

· Workshop with key stakeholders to define a strategic plan for CARE-Kuyakana’s future.

· Training for operators and Water Committees for all neighbourhoods (10 days).

· Production of draft situation report by Standpipe Management Working Group on implementation of the pilot management model for standpipes.

· Reproduction of revised second edition of standpipe operator manual

	June 30, 2004
	· End of PPPUE project.


4.2 Planned Outputs and Achievements

As can be seen in section 4.1 above the PPPUE project achievements were many and various. With regard to agreed outputs, the project’s main achievements are summarised in the table below:

	Main Outputs and Targets for achievement up to 2004
	Main Achievements

	Intended output 1:

Model of basic services delivery (water and sanitation) in municipal management.

Output target 1:

Lessons learned documentation for Maputo and Matola service delivery models written and disseminated.
	· SMWG representatives (including CARE) participate in Commonwealth Local Government Conference on PPP in Pretoria and the PPPUE team presented a paper on ‘PPP in Urban Water Supply: The Role of NGOs’.

· The PPPUE team produced an internal paper on lessons learned up to June 2003.

· SMWG representatives (including CARE) participate in international Water Utilities Partnership seminar on PPP in water supply and sanitation and the urban poor, the NGO’s presented a paper on ‘The Role of NGOs in the improvement of Water Supply in Peri-urban Areas.’ 

· Lessons learned from the Governance activities presented to regional CARE International conference in Lusaka on ‘Building Governance in Cities’.



	Intended output 2:

Framework for the management of urban water service delivery in Maputo and Matola.

Output target 2:

One consensual management framework document agreed by all partners in Maputo and Matola,
	Standpipe management framework

· Model institutional framework for standpipe management produced by SMWG with roles and responsibilities identified, contracts drafted and water fee options calculated.

· Launch of the new model for standpipe management through multi-stakeholder workshop led by the SMWG, also present: representatives from 5 cities included in the Delegated Management Framework and Tete.

· Development of an Action Plan for pilot project implementation in 13 neighbourhoods in Maputo and Matola Municipalities. The PPPUE project is responsible for seven neighbourhoods.

· Approval by Maputo and Matola Municipalities of the proposal to officially recognise neighbourhood Water Committees as legitimate structures in the institutional framework for decentralizing responsibilities for standpipe management.

Solid waste management framework

· CBO, ‘Salubridade de Maxaquene’ involved in solid waste collection in Maxaquene initiates participation in Maputo Municipality Working Group on Solid Waste Management.

· ‘Salubridade de Maxaquene’ trained in accounting, administration of micro-enterprises, human resources, legislation, organizational planning, documentation and filing.

· Multi stakeholder thematic workshop on the Municipal by-law on cleaning Maputo City.

· Salubridade de Maxaquene is registered as a limited company in the name of Uaene Gama de Serviços de Maputo (UGSM) Lda.

· Maputo Municipal Council signed contracts with private sector for solid waste collection in Maxaquene and with a civil society association in Urbanização.



	Intended output 3:

Consumer consultation and representation in the area of urban water service delivery.

Output targets 3:

Two functional area based water consultative offices, used by consumers and linked to Community Water Consultative Committees (more commonly known as Water Committees).
	· Annual sanitation animator training course on participation and community education, included standpipe management, Maputo Municipal Council.

· Awareness raising campaigns via youth dance and theatre groups promoting environmental improvements and behaviour change in relation to water and sanitation.

· Awareness raising in peri-urban neighbourhoods concerning proposed payment of solid waste tax by those without electricity.

· Meeting to outline criteria for election of Water Committee and standpipe operators in Bunhiça with SMWG present.

· Situation study of knowledge, attitudes and practices related to standpipe management in 13 pilot neighbourhoods.

· Launch of pilot project to implement new management model for standpipes in 13 neighbourhoods.  PPPUE project is responsible for seven neighbourhoods.

· Production of pamphlets for raising community awareness of basic sanitation issues and the new community management model for standpipes, and educational support materials for standpipe operators and Water Committees.

· Election of Water Committees and standpipe operators in Bunhiça in the presence of full SMWG including Municipality of Matola.

· Election of Water Committees and standpipe operators in Matola Gare, Kongolote, Polana Caniço A and B, and Maxaquene A.
· Operator and Water Committee training in community organization for Bunhiça.

· Training for operators and Water Committees of seven neighbourhoods within the responsibility of the PPPUE project.


These achievements are discussed in detail below, in relation to the planned actions due as part of each output, in order to assess if implementation was according to agreed objectives, how realistic the work planning was, and whether the scope and focus of the project were appropriate. In the process some of the instruments used by the PPPUE project to achieve its objectives will be discussed as will the role of the SMWG. 

The main objective of the PPPUE project is the production of a model for basic water and sanitation services delivery in municipal management that is tried, tested and lessons learned for future replication.  This model should support the overall aim of:

·  improving access for the poorest consumers to affordable water of good quality in the context of a privatised water delivery system. 

Within this overall effort to improve water supply, it is expressly noted that:

· the PPPUE project will be implemented by CARE in order to empower communities to participate actively in the Mozambican water sector, a critical leverage point for issues of poverty alleviation in cities.  

It is expected that an informed community will also be more actively engaged in wider sanitation issues.

4.3 Output: Model of basic services delivery (water and sanitation) in municipal management

4.3.1 Planned actions 

The planned actions towards producing a model for basic services delivery are:

· Establishment of a monitoring system to provide information for learning lessons from the pilot implementation of the model;

· The production of lessons-learned documentation from the model development;

· A series of briefs highlighting best practices distributed in Mozambique and regionally;

· A mid-term dissemination workshop for all stakeholders to discuss the implementation model and replication;

· A final project workshop to draw out lessons learned from the process and make recommendations for future initiatives;

· Participation by partners in regional and international fora on the privatisation of public utilities;

· Presentation of papers at national and international conferences in the field of privatised public utilities and pro-poor policies for basic service provisioning;

· Contribution to the National Urban Water Policy.

4.3.2 Process and impact assessment of information documentation and lessons learned dissemination

This component is specifically concerned with information management and its most expedient use to learn from and share, multiplying the benefits of project experiences and interactions with others outside of the project.

In order for information to be systematically available for learning lessons from it is necessary to have established systems for its production and documentation. When the full team was active on the project, documentation of processes, decisions, and the steps towards achieving these was actively followed through. It was noted in a project review that ‘a spirit of reflection .. encouraged flexibility and the ability to take advantage of opportunities’.  Photographs were taken of field activities, videos recorded for sharing and learning from. This culture appears to have been eroded when the staff numbers were reduced and the workload of those remaining, increased. By the end of the project it was difficult to obtain documented records of PPPUE observation and analysis of processes, rather than results. 

The partnership approach champions the documentation of interactions, agreements or divergences.  The carefully minuted meetings of the SMWG during its first six months of work form part of the standpipe management model’s support documents and it is an excellent example of process monitoring to show how decisions have been taken and to demonstrate the participation of stakeholders.  The SMWG has not continued its detailed minute taking, and has not been able to establish any form of continuous documentation collection of its stakeholders’ activities. This is evident from the situation report being drafted in the second quarter of 2004 to examine the status of implementation of the pilot project; the report presents very little solid process foundation for its findings. This is not because it was not carried out, but because it was not documented at the time. The PPPUE project team admits that most activities carried out this year with the municipalities, communities or other partners were not recorded.  Field work reports were made, but the structure is logistical rather than analytical.  

The two most useful reflective and analytical sources of information for learning lessons about the CARE-Kuyakana project are a formative review carried out by CARE UK in November 2001, and an internal document produced in June 2003 by the PPPUE team on lessons learned from the project. These two documents are isolated products and are not part of a monitoring or evaluation system set up by the project implementing agency. Process monitoring would have been the most appropriate for a project such as this which is not best measured by its results, but rather by the processes used to achieve these. Insights that might inform on lessons about practice and models would be forthcoming from such a system.  Since no baseline was ever established for the project, a system of process monitoring may have been the best solution.  

The PPPUE project promoted information sharing about the management model pilot project at various opportunities, through participation of the implementing agency and other members of the SMWG in international conferences and seminars.  At these, the experiences of NGO participation in the public-private partnership for water service delivery in Maputo were presented and discussed.  The facilitative role taken by the NGOs in Maputo, and most successfully followed through by the PPPUE project (in the opinion of MSF), is not very common, and the contributions to the international pool of experience as well as the gains of the SMWG members were valued. Of particular note for this evaluation was the mentioned added value of facilitative NGOs potentially offering a means of keeping the needs and expectations of the poor peri-urban population on the agenda of the private and public sector partners during a phase prior to the regulator and municipality becoming fully effective in representing consumer issues. The two NGO partners in the SWMG independently noted that the role of NGOs would not end when the other partners assumed their full responsibilities, but rather NGOs would continue to facilitate linkages with the poor, since it is assumed that they often reach further than government institutions do. 

The PPPUE Project Manager also participated in a CARE International regional conference in Zambia, where she made a presentation for discussion on PPP and the role of NGOs in Maputo water supply. The particular emphasis laid on the implementing agency’s role in promoting good governance in the PPP initiative to build the capacity of municipal councils, facilitate linkages between major stakeholders, in particular between the regulatory council and the public is significant insofar as these are the main areas of the PPPUE project.  CARE’s own reflections on the issues note the uniqueness of the SWMG as a forum for public and private sector to work together to find solutions for water supply to the poor, that the participation of the NGOs in this working group does in fact bring issues prioritised by the poor to the discussion table, and that a significant achievement has been the reaching of consensus and a commitment to the need to improve the management of public water supply in high density peri-urban areas.  

SWMG meetings were regular and provided a continuous forum for discussion of progress and problems. The model was launched via a multi-stakeholder workshop as planned, however the final workshop to evaluate implementation and obtain lessons for replicating implementation of the model elsewhere was not carried out due to the delay in implementation of the pilot project.

4.3.3 Conclusions 

While documentation of the facilitation processes undertaken by the project was not consistently carried out through the project’s life, the team’s unique vision and capacity to facilitate the bringing together of partners through the SMWG in particular was a resounding success. The unique role of NGOs in shifting attention of the PPP managing Maputo urban water supply delivery to the needs of the poorest consumers has been reported on and discussed internationally.  There is little doubt that the documented and shared image of the project highlights some of the specific lessons learned from the PPPUE project’s facilitation activities. 

However, given that the aim was to develop a documented model of service delivery for learning from, this step was not reached within the lifetime of the project.  It was intended that self-monitoring trained community structures (Water Committee and standpipe operators) should contribute participatively to the evaluation of performance and impact of the pilot implementation of the standpipe management model. Implementation of the pilot activities was only initiated, training provided and standpipes handed over to community management structures in the last month of the project’s lifetime – June 2004.  As such documented lessons are currently being produced in the situation report being prepared by CRA and reviewed by members of the SMWG. Important to note here, that the need for the PPPUE team’s facilitative and documenting role has become irrelevant as members of the SMWG have assumed responsibility for making sure the aims of the working group are not lost and its means maintained. A facilitator’s withdrawal is its final goal, and it would appear that the working group is concerned to maintain the issues of the poorest as a priority. 

4.4 Output: Framework for the management of urban water service delivery in Maputo and Matola

4.4.1 Planned actions

Through the SMWG comprised of FIPAG, AdeM, CRA, the Municipal Water and Sanitation Department (DMAS) and NGOs CARE and MSF, consensual documentation about standpipe management is expected to be produced that will be used for discussion and debate with a wider stakeholder forum. This documentation is expected to cover clarification of the roles and responsibilities of all key stakeholders in the privatised water delivery system, and identify capacity building needs of partners.

4.4.2 Process and impact assessment of facilitation and the partnership approach

The development of a framework for management of water delivery via standpipes through consensus was achieved by establishing a technical working group of key stakeholders. The SMWG was established before UNDP/PPPUE funding was made available, and indeed its work towards developing a consensual management framework was half way concluded by the time the PPPUE project became a reality.  However, during the PPPUE project’s life, the team experimented further with the use of working groups to bring together stakeholders in order for them to develop consensus-based models for operationalising urban public service delivery through private sector partnerships in the solid waste management sub-sector.  Activities to set up management models in both these areas are discussed below. 

4.4.2.1 Urban Water: Standpipe Management Working Group

The SMWG was specifically created to discuss and devise a framework for improving affordable water supply management to the poorest peri-urban dwellers, and to document and disseminate the results. The framework aimed to cover the role of the stakeholders involved, the contract between AdeM and the standpipe operator, the process of identification and development plan for standpipes, the operation of the community Water Committee, standpipe operators and communities, and the proposed price of water to consumers at the standpipes. Each member of the SMWG was attributed responsibility to cover specific tasks.  After seven months of drafting documents, discussions and deliberations agreeing on the operational details, in August 2002 the draft institutional framework for standpipe management was concluded and presented in a seminar to stakeholders from Maputo, Matola and the four other cities involved in the delegated management framework and Tete city which had also carried out significant work in this area. 

Members of the technical working group led by FIPAG, were from CRA, Maputo Municipality (DMAS), AdeM and included the NGOs CARE and MSF.  The final document produced for dissemination via a workshop included all the minutes of meetings held over the seven month period.  These traced the development of documents, ideas, discussions and noted the participants in these activities. This level of transparency was unique at the time, and has continued to characterise the meetings since.  Meetings are regularly held and when issues demand, such as the present preparation of the situation report, most participants have shown commitment to a more intensive schedule. 

Materials to support the management changes were developed and finalised through the working group, and pamphlets and booklets were made to identify the roles and procedures for integration into the new management model. The pamphlets were produced by AdeM, and the second edition of the standpipe operator’s manual currently being reproduced will be paid for by the PPPUE project.

Implementation of a pilot project was identified as the means to test the model, and through the working group, participants identified the neighbourhoods to be focused on. Selection criteria included, where NGOs working in the sector were currently operating, and the technical capacity of standpipes to produce enough water to make application of the model potentially viable (standpipes with less than 100m3 water produced per month, were judged economically unviable insofar as income from these at an acceptable price for water sold per 20 litre can, could not cover the costs of the management structure and AdeM bills).  The PPPUE project took responsibility for implementation in three neighbourhoods in Maputo city and four in Matola where according to a shared agreement the implementing agency CARE, would contribute by:

· raising awareness about the new management model and environmental health and hygiene issues, 

· assisting in establishing the model, 

· capacity building of standpipe operators and neighbourhood Water Committees, 

· promoting acceptance of the changes among all actors, 

· facilitating communication between actors and in the process of recognition of CBOs, 

· supporting the institutional strengthening of local authority structures, 

· systematising and sharing lessons learned in the process of implementation of the management model.

A plan of action was developed for implementation and the SMWG became responsible for collectively ensuring its timely implementation.

Insofar as the influential and powerful partner members from private and public sector brought together through this mechanism were frequently at odds with one another, and the issues of standpipe rehabilitation and management had for the first few years of AdeM’s contract implementation, lain ignored due to the considered lack of financial returns on such investment; the strength of the SMWG (with its NGO members) as a tool for pressing home the issues of the poorest was impressive.  Once AdeM had come on board and agreed to prioritise standpipe issues, it still took almost a year to persuade it to act on planned rehabilitation of the standpipes. Pressure was applied via the SMWG.  

The strength of this mechanism is in the power of unifying disparate actors. In this way, issues of the poor who lack a public voice - the inability of the standpipe users themselves make themselves heard when complaining about the poor quality of service that they continue to receive, even after privatisation of the water delivery system - can be made common preoccupations, and non-compliant partners urged to listen and act through dialogue. 

A further step in establishing the framework was involving the municipalities in identifying a means of officially recognising and thereby legitimating the community Water Committees. Their public legitimation as actors who represent their communities allows them to enter into partnerships with other stakeholders to help ensure the smooth development of water supplies in the neighbourhood. The Municipality of Maputo as a member of the SMWG, was charged with the task of developing the mechanism. Production of a result was a lengthy process, due mainly to lack of capacity in the Municipality to deal with the issue. In the end, other SMWG members produced a proposal to which the Municipality agreed and formally authorised in 2004. 

Municipal working groups for water supply were established in Maputo and Matola to oversee the implementation of the management models and coordinate the lessons learnt process. These were really dependent on the full implementation of the pilot project and as such each one only operated on an as needed basis, mainly coordinating the interventions related to its own animators (training of trainers and supervision). 

4.4.2.2 Municipal Working Groups

In addition to the standpipe management framework being developed, CARE-Kuyakana took up an unexpected opportunity following on from its involvement with the Environmental Health and Cemeteries Directorate of the Maputo Municipal Council. As a reaction to the crisis of overwhelming amounts of solid waste being accumulated in the city due to difficulties in managing the removal process, CARE had facilitated the creation of a working group that included NGOs to focus on the various issues related to management of solid waste in the city. Subsequent to its support of the creation of an adequate legal environment and the introduction of a solid waste tax, a community based waste collection group from Maxaquene A approached the PPPUE project for assistance. 

This group of people was collecting solid waste, and cleaning parts of the neighbourhood inaccessible to municipal vehicles and beyond the limits of reach of the municipal waste collectors. The system of charging a small monthly fee for the service was now at risk due to the potential for clients having to pay twice, once for a service that would not reach them and once for a service that would.  The entrepreneurial group was invited to participate in the municipal working group. The group leader was assisted by the PPPUE team to think through various viable alternatives, and he finally decided to register the group as a limited company. This decision was based on the space created by the municipal by-law permitting the legal contracting by the council of private sector and informal sector organisations to carry out waste collection.  MSF in the meantime was working with another community-based organisation in Urbanização neighbourhood with similar objectives.  After support from the PPPUE project, MSF and more recently technical assistance from GTZ, the municipality was able to draw up the regulations concerning the contracting of private and informal sector agencies to collect solid waste.  

The PPPUE project assisted in building the capacity of the entrepreneurial group. This enabled them to manage the bureaucratic complications of registering and establishing a fully operational limited company, (Uaene Gama de Serviços de Maputo – UGSM). In April 2004, contracts were celebrated between the Maputo Municipality and the newly formed company and the civil society association from Urbanização to collect solid waste in the densely populated neighbourhoods where the municipal services cannot reach.

This success story in creating new partnerships to benefit the poorest is already having significant impact at neighbourhood level. Indeed the security offered by this change in statute, is providing the basis for the group to discuss plans for expansion and better coverage by the community groups involved. UGSM also works with youth groups supported by CARE who carry out drama, song and dance to public gatherings about hygiene, sanitation and keeping the city clean.  With the end of the PPPUE project in sight, the entrepreneur at the head of UGSM is now considering how he can assist these youth groups to continue working with him in a more sustainable fashion, so that the impact of his work can be of a more long term nature. It remains for the Municipality to consider how the contracted agencies may be monitored so that their performance can be controlled. 

Up to now the solid waste collection tax is levied as part of payments made for electricity, and does not reach those families who do not have electricity. The municipal directorate is currently in the process of preparing the way for collecting taxes for solid waste via alternative innovative methods that capture the needs of the poorest who are served by the small local agencies. CARE participated in assessments of the cost of waste collection in the high density areas in preparation for setting the level of tax for these groups. CARE also supported awareness creation about the levies, supported a thematic workshop to discuss the by-law and its implications, and supported the production of leaflets and posters showing how tax collection will be made and the benefits that residents become entitled to. The small scale collection agencies are integral to making this system work for the poor, who have clearly stated their demand and shown their willingness to pay up to now.

4.4.3 Conclusions 

CARE’s facilitating role in the creation of the SPWG, in encouraging its continued cohesion and in urging the documentation of the process of development of the management framework is recognized by the partners involved. This is reflected in the identified responsibilities of NGOs in the establishment of the standpipe management framework insofar as they are only attributed the responsibilities for facilitating communication and linking disparate entities, recording lessons learned and supporting capacity development of communities and local authorities. This scope is a testimony to the potentially lasting effects of the overall PPPUE / CARE vision of the NGO as facilitator. 

The hands-off approach of the PPPUE project was not easy for its partners to understand and the municipal council in particular, expected a more interventionist approach such as that which would be taken by MSF. In line with its good governance principles, the PPPUE project endorsed emphases on officially legitimating community structures such as the Water Committee. This would enable the Committee to hold recognized rights of representation of its local community, provide it with a platform for communication and permit it to participate fully in defending the interests of the community. 

The PPPUE project’s facilitation approach based on the principle of reducing the vulnerability of poor urban communities by legalising services performed informally within a framework that can be regulated, thereby protecting the operators and customers has shown itself to be remarkably flexible.  Having learned lessons with the development of the framework for standpipe management through a technical working group, this process was used again to successfully develop new public-private partnerships for collection of solid waste in benefit of the poorest in the city. 

The replication of the approach to establishing an enabling framework for standpipe management in the area of solid waste management is a significant indicator of its success.  It is an experience that undoubtedly deserves to be replicated in other places in similar conditions to those encountered in Maputo.

4.5 Output: Consumer consultation and representation in the area of urban water service delivery

4.5.1 Planned actions

The implementation of the pilot project to test the standpipe management model is expected to include the participation of CRA in establishing functioning area-based offices for consultations on water affairs. Integral to the standpipe management model is the establishment of community Water Committees as a consultative mechanism for liaising with CRA’s area-based office and representing the consumers in the high density suburbs. 

4.5.2 Process and impact assessment of establishing consumer consultation mechanisms

In order to be able to comment on the establishment of consumer consultation mechanisms an overview of implementation of the standpipe management pilot project in the neighbourhoods under the responsibility of the PPPUE project is first carried out. Following on from this, an analysis of activities that contribute towards achieving the expected output is carried out.

4.5.2.1 Implementing the management model pilot project

The standpipe model itself envisages a system clearly described with roles and responsibilities charted for each actor, in which standpipe operators and neighbourhood Water Committees are accountable to consumers by the fact that they are elected by them, and through contractually defined responsibilities to present information concerning management of standpipes to consumers in an organised fashion. The formally recognised Water Committee provides a key link to the Municipal Council through its local authority representatives and thereby ensures community participation in investment planning undertaken by FIPAG in consultation with the Municipal Council and NGOs. 

It is foreseen in the model, that AdeM provides all technical support up to the meter, ensuring sufficient good quality water is provided according to a contract made directly with the standpipe operator. The contract binds the operator to pay for water consumed. The operator is responsible together with the Water Committee for all maintenance from the meter to the tap, using funds obtained from consumer payments for water.  Remuneration of the standpipe operator and a stipend for the Water Committee are also supposed to be recuperated from the income from sales of water. Complaints about local social issues should be dealt with locally, while technical and price issues should be addressed directly to CRA, through a local delegate and a communication system established at local level.

The relationships between FIPAG, AdeM and CRA in terms of supervision, regulation and reporting are also outlined in the framework. 

Results of field survey

As part of this evaluation 92 % of all operators, representatives of all neighbourhood Water Committees (88% of members), and community members in groups in each neighbourhood as well as individuals at different standpipes in each neighbourhood, were consulted.  A total of 31 community members were interviewed to verify issues raised in the discussions with the management structures and the community group discussion.  The actual participants in group discussions from the management structures can be seen below distributed by neighbourhood:
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Ndlavela 8 8 4 4

Kongolote 7 7 3 4

Bunhiça 18 18 4 4

Matola Gare 4 4 2 2

Polana Caniço A 6 6 3 4

Polana Caniço B 11 16 4 4

Maxaquene A 5 5 3 4


Note: Two Water Committee members in Matola Gare have desisted since their election.

Topics covered may be seen summarised in Annex 1.  Efforts were made to establish how management structures are operating at present, what the major problems are, and how they are being resolved.  A large part of the discussion focused on relationships with AdeM, the Municipality and NGOs in an effort to try and trace communication channels and the degree of satisfaction with the use of these. The individual interviews aimed to cover topics studied in the baseline survey carried out by AdeM in May 2003, among consumers in the pilot project neighbourhoods to ascertain their level of satisfaction with standpipe service and their knowledge about community organisation for management of these.  

Results of the rapid qualitative assessment confirmed that the new management model has not yet been established. At the time of the assessment, Water Committee members had all been elected and, although the method varied slightly between neighbourhoods, all were presented to the community after their selection. Only 42% of the interviewed consumers however said they know of the existence of the Water Committee and only 9% of these is aware of its responsibilities. This was explained by one of the Water Committee members who agreed that it would be difficult for anyone to know about them and what they do if they hardly know this themselves.  At the time of the survey Water Committee members were learning about their responsibilities in a ten day course supported by the PPPUE project.  In reality, the old system of having a standpipe water commission was muddled with the idea of a Water Committee. About 26% of those interviewed think the commission is still operating. 

The degree of community satisfaction with the standpipe operators is high. These people form the first level of communication with communities, transmitting their preoccupations, either to the neighbourhood leaders or to AdeM as they see fit. The operators themselves still identify most closely with AdeM, with whom they have had the closest relationship concerning water issues.  They claim to take all their technical and billing problems directly to AdeM, sometimes when paying their bills, and in other neighbourhoods, when AdeM brigades go there to work, they raise the issues.  The level of satisfaction with the response capacity of AdeM varies however. In many cases, particularly those involving high bills (including escalating fines for previous non-payment) of up to 16 million Meticias in one case (verified), which were frequently cited as a reason for complaint, the issues were not resolved so that payment could proceed without the extraordinary fines.  The basis for complaint is that the bills are based on estimated consumption, and not actual consumption.  Many operators claim not to make enough money to cover the bills because of this, plus water losses due to degraded pipes, valves and taps. 

Among the consumers interviewed, 16% still pay monthly amounts varying between 20,000 and 52,000 Meticais as opposed to the newly established payments by 20 litre can promoted in the new management model.  It appears that standpipe operators accommodate the two methods. They tend to allow large families to pay by month, and cases where customers flatly refuse to change systems.  Standpipe operators working in areas where yard tap owners also sell water, explained that when they are anxious not to lose their clients, they permit monthly payments rather than lose their clients. Clients paying monthly said they had great difficulty in ensuring they could obtain 1,000 Meticais every day to pay for water, and for that reason preferred to plan to pay the whole sum at one time during the month. In some cases the monthly payment was related to a monthly income, but in most cases it was poverty and large family size that were cited as the reasons for persisting with this form. 

Although the daily payment is more manageable for the majority, it may be the most vulnerable who suffer most in paying this way, and they may have to resort to using less water or making other arrangements for their water supply. In addition it must be remembered that, studies of the informal market, have found that families paying for water by month generally pay less per cubic metre, than families than paying by 20 litre can. With this in mind, whether or not the new price levels for payment by the can are fair, the perception of its higher cost may be more significant to the poorest, than reality. However it is too early to assess whether the management model has really helped the poor to obtain better service and reduce their expenditure on water.  Some operators and consumers noted the problem of how to deal with the elderly. These people clearly have no way of paying, and are not required to pay at some standpipes, thereby reducing the income made for standpipe management. 

Since these kinds of issues have not been implemented for long enough to be studied and lessons learned about the model’s relevance for the poorest members of the community, it is not possible to make informed comments at this stage. 

Approximately half the consumers interviewed said they knew what the money paid was used for, and identified the main uses as paying the AdeM bill, maintenance, and the operator’s salary.  Most of those who use standpipes on small piped water supply systems believe the money is also used to pay the electricity bills directly. 

The lack of awareness of the role of the municipalities in standpipe water supply and management was widespread. Only in Polana Caniço A where a representative of the council is posted in the neighbourhood, and who is actively involved in water supply issues, is there any knowledge that the municipal councils participate in public water supply.  

Of all the neighbourhoods Bunhiça has been somewhat of a demonstration neighbourhood, where the SMWG is always taken to witness community development activities. The survey results show that only the Bunhiça Water Committee and operators are able to identify the role of the municipality in standpipe water supply (without having a representative close by), have an awareness of the SMWG and of CARE as an NGO having direct interventions at community level through the person of the Project Manager, and who have the largest number of rehabilitated standpipes. Uniquely Bunhiça has a standpipe used by a local municipal cemetery.  The cemetery cannot pay for the water and the municipality is not willing to take responsibility for this.  The resolution of this problem has so far proved to be beyond the scope of the Water Committee.

The PPPUE project has facilitated the training of community animators, youth from the neighbourhoods, to carry out training and support the operators and Water Committee. This low profile support was not registered by the survey, although it was evident that operators and Water Committees are aware of a new way of working, principally through the change in system of payment at the water points. The relative success of this change is in part due to the animators’ work. 

In addition, it is evident that the concept of ‘the municipality’ does not include the district and administrative post authorities or even the neighbourhood secretaries to whom all water management structures admitted turning when they have problems. The lack of clarity and low level of awareness among community members about the existence, role and responsibilities of Water Committees is undoubtedly related to the latter having no concrete activities to perform, and to the lack of rehabilitation of the standpipes. 

Due to the delays in rehabilitating the standpipes, the community capacity development work carried out in all neighbourhoods except Bunhiça, appears to have had a low level of impact. Despite this, concrete inputs carried out using local animators who themselves need further capacity building, supervision and support from the municipalities have in fact been carried out effectively. These include: 

· Instituting the new mode of payment for water, 

· Electing the Water Committees and any operators who needed replacing, 

· Distributing the information pamphlets showing the role of the various structures involved in the new management system and procedures for its operation, 

· and supporting hygiene education activities.

That the impact of the young animators trained to help support awareness raising and training of standpipe operators and Water Committees was not very enduring, is likely to be the result of various factors: the animators’ age being a poor ticket to gaining the confidence of older operators and Water Committee members, their low level of training and skills to impart information, the informality of their position as volunteers in their communities and the lack of adequate supervision and development support from the main SMWG implementing partners. 

The overall results of the survey carried out as part of this evaluation are similar to those obtained by AdeM’s survey in May 2003: there is still a poor awareness about local management structures for water supply, their means of election, roles and responsibilities.  In terms of knowledge of consumers’ rights, particularly in relation to the quality of standpipes to be handed over for community management, operators expected interventions from AdeM. In Ndlavela operators were aware that standpipes must be in a good operational state before hand-over and were adamant that this should happen. In reality, the minimal rehabilitation carried out prior to hand-over of the standpipes in June 2004, did not ensure that all had working valves or well constructed infrastructure. It is hoped that prior to a contract being made between the operators and AdeM, that pending issues are rectified, so that the starting point for community responsibility is clear, and a certain degree of trust may be established with AdeM and other stakeholders in this process.

None of the other six neighbourhoods involved in the pilot project, with the exception of Urbanização (where the community organisation for standpipe management is via a CBO and the standpipes were rehabilitated by MSF), is in a position to be evaluated in terms of the appropriateness and effectiveness of the standpipe management model. Lessons drawn from the process would tend to focus at the level of the dynamics of the SMWG as the instrument for ensuring all parties involved in the pilot project contribute as planned. It should be noted that DMAS Maputo, responsible for training and community development in Catembe and Chamanculo A and B, has not managed to take up this responsibility yet either, due to its lack of resources.  

4.5.2.2 Organisation through Water Committees and Consultative Centres

As can be seen from the assessment of impact of activities undertaken to establish channels and fora for consultation – the evaluation was undertaken prematurely.  Unfortunately, despite the creation of Water Committees in every neighbourhood these were minimally supported by community animators after their creation, and they had no clear mandate or incentive. The lack of clarity of the roles and responsibilities of the Water Committees restrained them from action, and members’ expectations of remunerated positions from which to serve their communities was also confused, since operators continued, up to the time of the survey, to manage all money matters and pay the AdeM bills themselves. Indeed the conditions for launching the pilot phase via the hand-over of rehabilitated standpipes to trained operators and Water Committees occurred precisely in the final month of the project’s life. 

In retrospect CRA’s decision to establish CRA delegates in the two northern cities of Nampula and Pemba before considering the establishment of these in Maputo and Matola, must have contributed to the loss of momentum during 2003 when AdeM held off from concluding standpipe rehabilitation as planned. In 2002 the PPPUE project team had actively discussed with CRA the idea of establishing a ‘green line’ or help-line phone in the CARE supported community centre in Polana Caniço A as an effort to bring the consumers and the consumer interests protector closer to one another.  Unfortunately this was never followed through either.  

It is curious that given the very positive experience of having a municipal representative in Polana Caniço A, that the PPPUE project did not pursue this route as an alternative to assist communities to channel their grievances to a potentially responsive source as an interim action. The young animators in the neighbourhoods were not supported to further develop linkages or communication channels either.

It is clear that at this time there are no effective communication channels between the poorest consumers and the responsible management structures, other than AdeM.  Channels of communication to AdeM are referred to constantly and relied upon almost exclusively because of the interaction when bills are paid, and when the peri-urban social and technical teams are working in the neighbourhoods.  AdeM’s technical staff have remained the same over the years, and many operators know them by name. Despite having difficulties in extracting satisfactory responses from AdeM, community structures openly appeal to them and trust that they one day will secure desired responses.  

It is this level of trust and willingness to confide that CRA requires for its work.  Unfortunately by the end of the project only the basis for creating trusted community level structures had been established.  Significantly longer is required to build capacity and trust in new community structures, and this is in no small way dependent on them proving that they do their job, and can relate to outside agencies such as CRA, that in their turn respond satisfactorily. This process may take one or two years to prove itself. 

4.5.2.3 Monitoring 

As has been shown repeatedly, the PPPUE project’s conclusion at such an early stage of implementation of the pilot project has meant that most of the operational aspects that would support effective information flows had not been embarked upon. Water Committees and operator training was underway in the final month of the project.  Although a certain amount of informative material on water supply management had been produced and disseminated, without having been put in practice after training and standpipe rehabilitation, much of it was not taken up by operators and Water Committees. Due to the length of the pre-implementation holding phase in which the pilot project found itself, no participatory monitoring system was established with the Water Committees, and thus no information produced or collected. 

4.5.2.4 Pro-poor development

Addressing the problems of poor urban dwellers with weak social cohesion, a rising crime rate and a low ability to withstand shocks such as the damage caused by the 2000 floods has been the driving force behind the various CARE-Kuyakana initiatives. The Municipal Councils are mandated to promote harmonious growth and economic and socio-political stability, but they do not have the capacity to overcome the problems presented. The PPPUE project’s primary partnership with the Municipal Councils provided it with the opportunities to negotiate a wide array of productive relationships aimed at promoting participatory democratic governance and improved service provision specifically to benefit the poorest. 

CARE’s early role and later through the PPPUE project, in bringing together sectoral and municipal bodies as well as other NGOs to consider how to improve standpipe services – at that time providing water at the highest cost to the poorest urban residents at the least convenience and through highly degraded infrastructure – was inspired. The success to date of this effort is widely acknowledged. The aim to implement and test the viability of the proposed management model that would permit the poor to have more say and more control over their water supply conditions was not fully realised during the PPPUE project’s lifetime. However, the incorporation of considerations in the model to empower the poorest consumers is evidence of the advocacy carried out by the project team in this respect.

The PPPUE project’s second public-private partnership success in the area of solid waste management also involved the linking of disparate stakeholders in a group to work through and resolve some of the complex problems of environmental health in the city. This included the creation of an enabling environment and the PPPUE project building capacity of a community based initiative so that it could finally be legally contracted to provide a solid waste collection service for the poorest residents of the most densely populated neighbourhoods in the city. Allied to this was the further linkage with unemployed youth groups who in collaboration with the PPPUE project and the solid waste management initiative actively disseminated sanitation and environmental messages through drama, dance and music. These events have drawn the enthusiasm of the activists’ peers and this had a specific impact among these groups in the Maputo high density neighbourhoods. 

5 Management and monitoring 

5.1.1 Expected arrangements 

Management arrangements ultimately designed to ensure the effective and efficient use of project resources to ensure outputs achieved in a timely and appropriate fashion were entrusted to the implementing agency, CARE Mozambique. Management was foreseen to take place together with the members of the SMWG, the DMAS, CRA and AdeM. CARE was to be financially accountable for the funds disbursed by UNDP/PPPUE and for narrative and financial reporting via a project coordinator, in this case, the Project Manager. 

It was expected that project progress monitoring would be carried out through monthly meetings between stakeholders where work plans and studies would be scheduled. Monitoring and lesson-learned were to be shared through Steering Committee, and international sharing of information carried out through the Global Learning Network of UNDP/PPPUE.

It was expected that the direct indicators of planned outputs and indirect indicators such as the expansion of the water service to poorest communities, the cost of water to the poorest consumers, and improved water quality would be among the areas monitored through this system.

5.1.2 Effects of  management and monitoring with partners

The full complement of the PPPUE project team was present for the first six months of implementation.  After nine months of implementation one more staff member had left and the project continued through to its scheduled conclusion with a Project Manager and two field coordination staff. None of the staff that left the project was replaced.  The constraining factor was lack of funds. The project’s Technical Advisor was retained for a year to provide half a day’s inputs per month. This was inadequate in the circumstances. The dynamic facilitative management style that had gained the PPPUE project such successful partnerships waned with the loss of the key facilitating and programme management staff. As a result of a shift in its strategic direction that down graded urban governance so it was no longer a priority, CARE Mozambique’s headquarters in Maputo did not provide adequate assistance to management or to complementary fund raising needed by the PPPUE project.  In addition CARE Mozambique’s own funding shortage at this point meant that emphasis was being laid at securing larger amounts of money for projects that could maintain the organisation functional. 

As a result of these complex dynamics the valuable UNDP/PPPUE contribution was stretched to its limits. Without a doubt with these funds the idea of creating a regulated system for standpipe management was sustained and the extension of activities to Matola was also accomplished as a direct result of this funding source. The project team in the early stages was fully aware that the process of building sustainable partnerships and adopting a facilitative governance orientated style of working would be slow, non-linear and require a continuous source of motivation to keep it moving ahead. This preoccupation was the reason why so much of the project team’s time prior to and in the early stages of the UNDP/PPPUE funded component, was spent putting together proposals and seeking additional funds.

With the loss of the inputs of two key programmatic staff members, internally the momentum of the project shifted somewhat and the facilitative style was dampened.  Externally, it maintained relationships with its partners, and the other members of the SMWG continued together with the PPPUE project to make plans, complete studies and move ahead slowly with the idea of implementing a pilot project to test the standpipe management model. There was a notable loss of momentum however in the implementation schedule during 2003, and it was only by early 2004 that the issues impeding implementation were focused on and the preparation of a situation assessment considered and undertaken by the SMWG. It is clear however, that the working group mechanism has grown the roots for its sustainable operation and the PPPUE project inputs were indispensable in its development.

The PPPUE project also achieved significant progress with the municipal working groups, supported the unplanned emergence of a new public-private partnership framework for solid waste management and slightly less effectively continued to provide institutional strengthening inputs to the Municipal Councils. These are no mean achievements. They all used the partnership approach advocated in the PPPUE vision. 

The only major shift away from the facilitative approach came as a product of the slow uptake of the implementation of the standpipe management pilot project. The PPPUE project continued to work through partnerships, such as youth groups to raise awareness and build capacity, it continued to use municipal resources to train these youth. It also continued to contract training out to institutions such as CFI, the Industrial Training Centre – a practice highly susceptible to the vagaries resulting from the lowest-cost-bidder-wins procurement requirements of CARE Mozambique. The effectiveness of this more formal training was not monitored and unfortunately there is no way of assessing this.

CARE was seen by the SMWG as being responsible for establishing and monitoring the pilot activities in the seven neighbourhoods agreed to. This responsibility naturally relied on resources CARE could bring to the pilot project such as transport and funds. The withdrawal of these at the very beginning of the effective implementation programme has unfortunately created a gap. A problem that the SMWG will have to solve with the remaining resources it has within its reach. This gap, could have been mitigated somewhat if the issue had been studied and discussed at an earlier stage of the project and an exit strategy devised. This lack of managerial foresight will undoubtedly have a negative impact on the overall objective of testing the standpipe management model. It is considered that this lack of foresight is probably due to the loss of the open and reflective management style required for a truly facilitative approach to be nurtured.

It is recognised by those involved that the PPPUE project never really managed to establish a monitoring system. Despite the copious documentation produced as part of the initial facilitative management approach, this was not institutionalised into a functional process monitoring tool. Quarterly and annual narrative reports are characterised by the output and results-oriented approach generally espoused by CARE Mozambique and required by the donor, with few insights concerning issues of good governance and process details of partnership development experiences. 

5.1.3 Conclusions 

Had CARE Mozambique been in the position to support the PPPUE initiative more, it is likely that some of the negative results of the project could have been mitigated. CARE Mozambique has management resources that could have helped the reduced team think through some of the critical issues emerging during 2003 and 2004. The fundamental change in strategic perspective and the resulting loss of priority and interest in the PPPUE initiative, were the main factors that undermined the successful contribution by the project to the overall development of a tested standpipe management model. 

6 Sustainability 

6.1 Relevance of scope and focus 

Key to the sustainability of any initiative undertaken is its relevance.  Efforts through the PPPUE project to take a governance approach meant that the team looked at the broad focus of all stakeholders involved in an issue, and then tried to bring these together to better understand how the different elements interact. Its city-wide view was guided by the perspective of the Maputo Municipal council initially, and it is through its partnership with this institution that CARE initially became involved in water supply, sanitation and environmental health. CARE’s focus on the poor in the densely populated peri-urban neighbourhoods of Maputo was oriented by the Municipality’s concern that it was unable to deal with the scale of problems occurring in these areas.  

CARE’s focus on standpipe water supply was brought about by its awareness of the predicament of the peri-urban consumers, and concern that these people might be overlooked in the public-private partnership development. CARE took an initial position of advocacy and lobbied for interest in the standpipe users to become a priority for action. The obvious difficulties in handling this group of consumers attracted the attention of FIPAG, which was already preoccupied about the subject, CRA, which was in the process of creating its operational space and was interested in the issue as part of its mandate. AdeM however, was not very interested in the issue, since it represented little to no recuperation of investment. However, efforts via the PPPUE project helped AdeM to see that there would be benefits insofar as the losses incurred at this end of the water supply chain, might be minimised through improved standpipe management. The relevance of the issues related to standpipe management and the need to be seen not to be prejudicing the poor, has maintained these stakeholders’ active interest over a period of over two years.  It is this shared interest that will ensure the continuation of the technical working group tackling standpipe management at present.  It would appear to be a relatively sustainable mechanism for facilitating dialogue between the partners in a non-threatening ambience, and it has proven itself capable of being productive and useful up to now.

Municipal council capacity development

The operational and resource capacities of both municipal councils were known to be weak from the moment of their creation. CARE proposed to respond to identified needs of the Maputo Municipal Water and Sanitation Department and the Matola Rural Development and Water Department so that capacity could be built to ensure effective management of the Water Affairs Offices planned to be set up by CRA and the local Municipal Council in each city. This would imply information management, community liaison skills, technical knowledge about water supply via standpipes and secretarial skills among others might be need at a first level. 

In the context of the PPPUE project capacity building of municipal councils has been at two levels: at the level of animators (carried out by DMAS, Maputo) and carried out by the Industrial Training Centre (CFI) local authorities from urban districts, administrative posts and neighbourhoods, and the higher level of administration and finance staff, secretaries and technicians from the Water and Rural Development Department in Matola, but, by some oversight, not the Water and Sanitation Department in Maputo (much to their chagrin). Participation of junior and senior level technical staff has been in short courses in areas such as secretarial skills, administrative procedures and management, financial management, human resource management, and environmental management. The overall aim of this training was to enable the municipalities to participate in the water supply management system. 

Comments about capacity building supported by the PPPUE for higher level technical staff note that it has not been sufficient, nor systematically enough applied. In some cases it seems to have included people who would not be involved in the water supply management system. It should be noted that the discontent in relation to supply of candidates for training in Maputo is due to the PPPUE project’s approach through the Municipal Council rather than DMAS, whereby the human resource department (responsible for 3,000 staff) became responsible for identifying candidates for training. In this way a more general group was chosen and their needs covered by training in the areas of administration, assets management, financial management, computer use, marketing, human resource management and environmental management. 

Many training needs were met by structured short courses, and training of municipal and local authority personnel, the private limited waste collection company, Water Committees and standpipe operators was carried out by the Industrial Training Centre. This centre does not have a community oriented vocation, nor does it specifically target unskilled personnel for training. As such it does not appear to have been the best selection to carry out widespread and rather critical training events over the past year or so. These doubts have been expressed by various people associated with the project and although the evaluation team only witnessed the training of operators and Water Committee members who were not critical of their course (except for their being given practical sessions to learn about hand pumps rather than standpipes), various people associated with the project did note the incongruity.

The project has supported ad hoc training for the Maputo Muncipal Council over the past three or four years. During this time it has responded to needs with the very effective multi-stakeholder thematic workshops, and short informal coaching and working group meetings with council staff in need of specific assistance, such as solid waste inspectors, operators of solid waste removal machinery, and animators. This support has been noted by those involved as having been extremely useful and having helped them set up useful working parameters. To the credit of the project team, they worked in a pragmatic fashion; as working issues appeared they were able to respond by facilitating their resolution or development by working with all those involved. 

Although the PPPUE project evidently demonstrated its flexible and responsive approach in responding to expressed needs, it worked long enough with the Council to have seen the need to develop a capacity building strategy. It has been noted by the PPPUE project team that due to the insecurity of the funding situation this issue never became a priority, however, in the absence of a full strategy, even a plan that included systematic steps from needs assessment, training design, implementation and follow-up through to evaluation and so on would have assisted the Municipalities to see the scope of the PPPUE project’s assistance and plan accordingly. Indeed the opinion of both Municipalities that they are in need of more, and more relevant training is probably due in part to the lack of concrete direction. To make any significant impact in terms of building the capacity of partners such as the municipal councils an organisational development approach might be useful, or at least a closer study of needs in relation to the longer-term human development plans for example. To have had a significant impact, capacity development would have required much more time than the PPPUE project had available. 

The project’s contact points in the Municipal councils were very often the only higher level technical staff in their departments. The low educational and experience levels of most municipal staff meant that in practice, working relationships at the levels of strategy and planning such as were required for management model development and the creation of legal enabling environments, were created with single individuals representing whole departments. This reduced spread of impact was overcome to a certain degree through the team’s efforts to carry out as many thematic workshops as possible, in which the perspective of different stakeholders over a single key issue, helped develop thinking on different problems. 

The apparently relatively low level of overall impact of training inputs is probably due to their lack of overall structure, as well as the lack of an arena for expression given that the Water Affairs Offices never materialised. 

Community capacity to demand quality services

Ideally urban communities were to be empowered and assisted to use trusted communication channels so they could transmit grievances related to the management of their water supplies or to the water supplies themselves. To achieve this, the PPPUE project’s support to the municipal councils tried to build the capacity of local authorities and water supply management structures since they are ‘close to’ and offer the potential to be able to listen to community issues. 

Two of the key elements of communities’ empowerment are providing them with knowledge about their rights and access to the space in which to express these and be listened to. Project partners did not manage to provide the latter as planned and the raising of awareness concerning communities’ rights was not undertaken within an environment that promised change. As a result, the rapid survey undertaken as part of this evaluation noted little change in communities’ position with regard to being able to reach receptive and responsive audiences. 

6.2 Facilitating sustainable partnership mechanisms for ensuring quality private sector service delivery

The success of partnerships is often based on the persistent use of interpersonal-skills as a facilitator, and the flexibility of partners within a trust-based relationship. For example, CARE’s team was flexible enough to respond to the Environmental Health Department in Maputo with some substantial assistance to clear solid waste at the height of the crisis. This action gained the trust that grounded much of the more intangible facets of the PPPUE project’s facilitation approach later on. 

The use of working groups to produce official documentation, and policy directives is a powerful means of facilitating transparent decision-making processes that are the hallmarks of good governance. All of the working groups created through CARE and the PPPUE project’s facilitation processes, are still operational and productive. They are likely to remain so too as for as long as multi-stakeholder participation provides a uniquely effective way of dealing with key issues that involve various sectors or actors. 

· The major players FIPAG, CRA and AdeM have taken ownership of the SPWG and it is likely to continue to serve a useful purpose for as long as issues about the quality of peri-urban water service delivery are not resolved satisfactorily.

At municipal level the departments have also taken ownership of the processes of dealing with solid waste management issues.  However the working groups designed to monitor and supervise implementation of the standpipe management pilot project are still latent. As such it is not possible to comment on their sustainability, except to note the repeated comments from both municipalities about their lack of vehicles compromising their effectiveness, will probably severely impede their capacity to actively participate in the pilot project implementation. 

The PPPUE team noted in its reflective document on lessons-learned written in June 2003, that ‘however difficult the role of facilitator is, this is the best way to move processes forward in a sustainable way’. As such, with the aim of achieving sustainable interventions the PPPUE project emphasised that it must renounce centre stage, and espouse reflective learning as a central tenet of project management.  

This said, it is interesting to note that as the project progressed and the most skilled facilitating staff left, the reflective learning approach to project management was not sustained. It is probably fair to say that without adequate shared reflection about the direction the project was taking, that the almost imperceptible move away from facilitation and into implementation was not even noticed. For example:
· The PPPUE project’s role in the creation and capacity building of Water Committees and operators in the neighbourhoods was not facilitative. This was direct involvement in community development – a pursuit usually carried out in the context of a medium to long term commitment. 

In addition, capacity building through training courses carried out by contracted institutions not always with the appropriate vocation, without structured needs assessments or follow-up to verify the appropriateness and impact, would have been spotted as an error if there had been adequate shared reflection on the subject. 

Finally, the lack of reflection to guide the management direction of the project resulted in the PPPUE project team not being prepared to withdraw at the end of the project. It was not prepared in January nor in June of 2004. The consequences of lack of planned closure are likely to have the greatest negative impact at community level. The PPPUE project’s inability to meet its commitments to facilitate implementation of the pilot project in seven neighbourhoods and to evaluate performance of the model, are likely to be significant losses to the communities and to the development of the model.  

6.3 Mitigating the vulnerability of the poor

In the true spirit of the approach, the PPPUE project did indeed facilitate the development of two very powerful frameworks that created enabling environments for more effective delivery of public water supply services and solid waste collection services. These two mechanisms are likely to have a significant impact on reducing the vulnerability of many of the poorest families in Maputo and Matola. 

The slow move into full scale implementation of the pilot project to test the standpipe management strategy meant that the efforts made by the PPPUE project to date are unlikely to have secured the sustainability of the management structures. Community capacity development is a long term proposition. Even a pilot activity needs follow-up of some kind to ensure the lessons learned are applied. Communities have a low trust threshold, and once this has been cast aside it takes time and demonstration of keeping one’s word to gain this again. It is not a sound strategy to embark on a community intervention without having considered the possibility of having to withdraw before reaching ‘the end’ of the project. In the case of the PPPUE implementing agency, it simply carried on implementing planned activities right through to the very end. 

Although the Municipal Councils may still be able to assist with following up some activities, it is clear that they are unable even to meet their own workplans, let alone cover those of others. They have no vehicles to make the trips to the neighbourhoods and this is a significantly limiting factor. It would probably have been more beneficial in the long run to have reflected with potential and actual partners on how to carry out the activities planned in the pilot project, or adjusted plans to take into account the fact that both MSF and the PPPUE projects are coming to a close in the same month.  

Since the PPPUE team aimed to perform a facilitating task, and did not intend to create dependencies or situations where its absence would be felt, it is difficult to understand how it omitted thinking about its exit strategy, particularly after it became clear what role it would take in implementation of the standpipe management pilot project. 

It is relevant to note that MSF has left a civil society association to continue the water supply management activities, although not a perfect solution, it goes some way towards addressing the problem. Essor, an NGO involved in water and sanitation and the third NGO member of the SMWG in its early stages, also left a civil society organisation to continue the execution of activities in the neighbourhoods where Essor had worked. 

On the other hand, the PPPUE project’s role in the development of the private sector solid waste collection service initiative meant that its close would not compromise any of the continuing benefits for poor people that would be their due in the future. 

6.4 Weaknesses of the facilitation approach

The fact that the facilitation approach requires people with significant interpersonal skills to carry it out successfully means that in the absence of these, if the culture of information sharing and reflection has not fully taken root among the remaining practitioners, then the practice is at risk of being lost.  It would appear that with the exit of key facilitation staff, the project management never really grasped the full implication of taking up a facilitation approach. As a result, as powerful as it can be in the hands of effective practitioners, partial use of the approach without the contextual shared reflection and collective decision-making, means that the project direction no longer has in-built restraints and internal accountability structures. Instead, it is probable that an unreflective unidirectional management style, such as appeared to characterise the later life of the project, lost it the opportunity of learning from new situations. 

6.5 Knowledge management and learning about PPP implementation

It has been noted that initially documentation of meetings, events and visits was diligent and thorough. This made for easy extraction of information for analysis and learning of lessons. In addition the reflective approach to management espoused by the project initially was also a perfect means for using analyses to draw out lessons from activities currently being undertaken. 

Partners were encouraged to record meetings in minutes and ensure the distribution of these. This was a very effective method of circulating information which was a product of working groups and the thematic workshops facilitated by the PPPUE project. 

Two critically reflective documents were produced by CARE-Kuyakana and the PPPUE project team over the past two and a half years: the formative review commissioned by CARE UK, and the ‘lessons learned’ document produced in June 2003. These documents provide a large part of the shared information about lessons learned on the project, and have been used as the basis for papers and presentations made to international gatherings inside and outside of the country.  

The focus on public-private partnerships and the role of NGOs in their development has been well documented and various of these produced by the SMWG have been used for presentation and discussion at international gatherings. In this sense the SMWG context has been an indispensable mechanism for producing the reflective analytical work that perhaps the project team itself is no longer able to do on its own. 

6.6 Conclusions 

In reviewing the sustainability of various elements of the PPPUE project approach and actions, it is evident that almost all of the project’s actions were poignantly relevant, except for some of the training for institutional strengthening of the municipalities.  The ad hoc capacity building for technicians was not likely to contribute strongly towards a sustainable impact, and communities were not sufficiently empowered to set up and use communication channels for their own benefit.

The working groups created appeared to have become sustainable mechanisms for joint problem resolution and production of jointly agreed statements and documentation. The PPPUE promoted frameworks that created enabling environments for more effective delivery of public water supply services and solid waste collection services are likely to have a significant impact on reducing the vulnerability of the poor.

The project’s lack of exit strategy and shift away from a facilitation approach in the second half of its implementation period meant that it has set up unsustainable community structures and initiated a community development programme that it has left unprepared for the future. 

7 Cost efficiency of the UNDP funded PPPUE project

The UNDP / PPPUE project consisted of a total of one hundred thousand US dollars over a period of eighteen months.  It is clear that these funds were complementary, and would normally have been applied to a project where other components had other funding sources. As has been mentioned earlier, the tragedy of funding for this project is that it arrived so late, that the complementary funding period was almost at its end.  

Up to and after the time the UNDP / PPPUE funds became available, CARE’s Kuyakana project implementation team had consistently tried to raise more funds to support the continuation of this   unique project. Unfortunately due to CARE’s strategic priorities at that stage  that put reduced emphasis on governance and urban programming, CARE Mozambique itself being in a fairly critical position with regard to cash flow and in need of a large injection of financial support, efforts on behalf of the CARE-Kuyakana initiative were not successful  and little additional funding was forthcoming during the project’s life.  Other donors supporting the project through this period were Ausaid (US$35,000), CARE UK (US$50,000), Danida via MICOA (US$25,000) and the Pierls Foundation (US$100,000).

As such, as soon as the UNDP/PPPUE funds came on-line, CARE renegotiated their application and gained an agreement from the donor that these could cover some of the personnel costs of the activity as well as the scheduled activities. The final budget distribution can be seen in the pie chart below.
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Expenditure up to the end of June will close out all line items to a zero balance. The use of funds has been according to the budget throughout the component’s execution. The cost of staff salaries was divided between available funding sources and UNDP/PPPUE covered approximately one third of the costs throughout the 24 month period.

UNDP / PPPUE budget line items were for the most part designed to cover training and workshop activities. They were in fact judiciously used to contribute to an array of municipal training activities in both cities.  The effectiveness of the training has been remarked on above. The miscellaneous line item was used to cover the costs of capacity development of the young entrepreneur solid waste collector and his team, as well as support the legalisation costs of becoming a limited company. Aside from this activity, the line item covered project administrative support and utilities costs in the main. 

Given that CARE is a generally fairly large organisation implementing a number of projects funded by different donors , it can be clearly stated that the UNDP/PPPUE funds were carefully applied, according to budget, and to items scheduled to be supported by the component proposal.  

It should also be remarked on that cost sharing with other donor sources was essential during the period, and that these covered approximately two thirds of the costs of activities executed within the UNDP / PPPUE proposal’s scope.

8 Conclusions, recommendations and opportunities for the future
8.1 Conclusions

The PPPUE team’s dynamic facilitating approach to the creation of public-private partnerships has undoubtedly been successful. The role of NGOs in the partnership building process has been documented and shared at various national and international venues obtaining valuable feedback to assist in further learning about the process. The main objective of maintaining the situation of the poorest strata of residents in the urban centres of Maputo and Matola firmly in the focus of major stakeholders, while creating frameworks for public service delivery through public-private partnerships was consistently striven for by the project. The achievements of this project have been significant and ground-breaking despite its short period of implementation. The present production of a situation report and action plan for pilot project implementation by the SMWG partners is testimony to the assumption of responsibility by the group for making sure that the issues of the poor remain a priority.

In terms of the main objectives of the PPPUE project, it is clear that the facilitating methodology created potentially sustainable mechanisms for partners to work together towards reducing the vulnerability of the poor through creating regulated service provision targeted at their level. The model for standpipe management in the context of privatised water supply provision was not in the event, tested. 

· A lesson that can be taken from this failure to achieve the objective points to the necessity of maintaining a forward-looking strategic vision as an essential complementary element of the facilitation approach. 
· A second and harder lesson that must be learned by CARE, is that the laudable potential of a facilitation approach does require support and most particularly if key project management capacity is lost during implementation. In future CARE must assume responsibility for providing programming guidance to initiatives such as this.  
On the positive side, the PPPUE project’s particular flexibility allowed it to respond to the unplanned emergence of an entrepreneurial community group that was threatened with the loss of its informal income generating activity – waste collection.  The project response was much more than simply assisting this group to operate legally and thereby promote the potential sustainability of the activity. The project team had also worked with various stakeholders to create an enabling environment for this to occur in, so that the service to the poorest residents living in the most cramped conditions in the city could operate on a legal basis through private sector and civil society operators. 

Having learned lessons with the development of the framework for standpipe management through a technical working group, this process was used again to successfully develop new public-private partnerships for collection of solid waste in benefit of the poorest in the city. The replication of the approach to establishing an enabling framework for standpipe management in the area of solid waste management is a significant indicator of its success.  
CARE-Kuyakana’s work with youth groups to disseminate information at community level, and its contribution to production of informative and educational materials to support these activities appears to have had most impact among peer groups. Their collaboration with the waste collection initiative in the context of the PPPUE project was a case in point. The impact of the young animators trained by the PPPUE project to help support awareness raising and training of standpipe operators and Water Committees was however, not very enduring.   

In addition to the lack of capacity of these groups, the slippage resulting from AdeM’s non-performance in rehabilitating standpipes according to plan, resulted in community structures that were created but without a conducive operating context and without preparation to take up their tasks. Exacerbating this slippage, was the decision by CRA not to put delegates into local Water Affairs Offices in Maputo and Matola according to the pilot project plan, rather that these should be installed in the north of the country first. 

It is well known that community structures should never be created by external agencies unless they rapidly become fully aware of their responsibilities, their tasks are directly relevant to their circumstances, and they are perceived by their communities as being necessary and somehow legitimate. The lack of clarity about when the pilot project would move ahead, the momentum being dependent on two of the partners that were not cooperating, seems to have obscured a clear vision of how to achieve the community-based capacity development activities.  No strategic alternatives were reflected on or considered. It is felt by the evaluator that the non-achievement of desired information flows between the poor and the managing decision-makers at various levels, or of establishing an operational standpipe management structure that could be assessed for its viability, could have been mitigated somewhat via facilitated consultation with implementing partners at an earlier stage. 

The lack of a process or results monitoring system meant that information was not systematically produced that could be used for learning lessons about practice and management models.  This oversight, partly due to the early exit of the Technical Advisor, must have impeded effective management somewhat, and probably contributed to the lack of strategic foresight demonstrated by the project management in the second half of the project’s life.  

The PPPUE team’s facilitative role did provide a means of keeping the needs and expectations of the poor peri-urban population on the agenda of the private and public sector partners during a phase prior to the regulator and municipality becoming fully effective in representing consumer issues. Unfortunately, by the end of the project, neither of these two partners had become fully effective in their consumer representation mandates.  The PPPUE project working with the SMWG did however, achieve the official recognition of the Water Committees by the municipal councils, thereby setting up one of the key components in the framework for encouraging dialogue with representatives of the poorest communities. 

8.2 Recommendations

The list of recommendations below are general and are produced as direct results of learning lessons from the evaluation performed:

i. The use of working groups is a very effective means of bringing key stakeholders together, of facilitation skills being in place to be used most effectively, and for providing documented records of processes of decision-making and developing frameworks for management of issues affecting the poor. The working group mechanism developed by the PPPUE project is also likely to be a sustainable way of bringing partners together to manage interventions affecting the poor.

ii. Positive lessons have been learned with the development of new public-private partnerships for standpipe management and collection of solid waste in benefit of the poorest in Maputo city. Replication of the key working group and facilitation mechanisms in other places with similar conditions to those encountered in Maputo is probably a viable public-private partnerships promoting option.

iii. Given the very positive experience of having a municipal representative in Polana Caniço A, alternative means to assist communities to channel their grievances to a potentially responsive source should be studied, with the objective of supporting the emergence of a local Water Affairs Office but reducing the level of reliance on it. If trained community animators exist in the neighbourhoods for example, they might be further supported to develop linkages and communication channels. Municipal councils would welcome assistance in strengthening their linkages down to the community.

iv. Although a facilitation approach is a laudable way of tackling urban governance issues and promoting public-private partnerships to reduce the vulnerability of the poor, if it is accompanied by a capacity building component to strengthen the weakest partners, this should be a planned intervention, systematically based on needs assessments and joint task-oriented strategies. 

v. A project with the objectives of building the capacity of weak institutions, establishing reforms and locally acceptable operational models for use at all levels and requiring behaviour changes from the level of the senior planners down to community groups requires time. Eighteen months is too short for this kind of activity.  Projects designed to carry out such actions should at the minimum be of three years, but to obtain more substantial benefits and opportunities, more time is preferable. 
vi. Timing is crucial in facilitating changes at community level. Ensuring the delivery of planned activities is also highly important. The timing of rehabilitation works to occur in a planned fashion, concurrent with community capacity development to manage the infrastructure, contributes significantly to building trust in an urban environment where this is a scarce commodity.  Efforts should always be made to plan participatively with all stakeholders including community representatives.  Then the same stakeholder partners must be made accountable for following through and ensuring the timing of construction interventions and social capacity development are well enough coordinated that communities directly link the actions.
vii. It is the responsibility of working partners to keep the interests of the poor at the forefront of their discussions and plans at all times, so that unnecessary negative impacts at community level are avoided, and providing cause for community resistance to change is also minimised wherever possible. 
viii. Monitoring mechanisms, particularly for process monitoring, should be detailed in original project design documentation so that the issue cannot be lost in the flow of implementation.

ix. The importance of designing a project with a specific moment for the development of an exit strategy, particularly if the project is one which establishes relationships with many partners at different levels, cannot be underlined enough. The consequences of ignoring this are usually negative and sometimes critical, for the stakeholders involved. 
x. When a project is designed and funds secured, the implementing organization must be automatically bound to provide adequate institutional support to ensure the programme direction and management style (particularly if facilitative) are not compromised during implementation. 
8.3 Opportunities

The experience of facilitating and promoting dialogue and consultation between all stakeholders involved in a particular issue, and the potential for job creation in urban areas in Mozambique are evident. In addition, the opening up of the delivery of needed public services to the small-scale private sector and to civil society organizations can create jobs in areas such as those reached by the PPPUE project, - solid waste collection and public standpipe water supplies. Potential employment in public service activities might be expanded in the future to areas such as roads, erosion prone zones and market maintenance. In most cities in Mozambique formal basic service coverage is low, and reaching the un-serviced residential areas while also creating employment is clearly an opportunity.

Micro and small enterprises and civil society associations are just starting to be included in mainstream development through policy development, financial incentives or access to services. Community-based groups and local trade organizations are few and there is a significant lack of municipal capacity to perform a facilitating role for the development of these organisations. Most of the municipal services have no capacity to support local initiatives, they lack policy frameworks, knowledge, awareness and linkages with the informal sector and micro enterprises.

· It is likely that there are opportunities for several and different kinds of public works that could be given to micro and small enterprises and civil society associations in urban areas under public-private contracts. 

Additionally, participation of youth groups in campaigns to disseminate environmental knowledge to create people’s awareness of public works, policy frameworks that affect them, and environmental protection has already been demonstrated by CARE to be a dynamic complementary component.

The creation of urban fora as platforms for exchanging experiences and ideas at various levels, and of thematic workshops to focus on single issues with various stakeholders are proven ways of working that would engage partners in tackling their most pressing issues. The establishment of working groups to develop specific major tasks is also a well-tested mechanism that could fruitfully be taken up.

For the facilitative approach to work, and it is absolutely certain it can, the question of leadership must be taken seriously by the organisation undertaking the implementation actions. Leadership is about empowering others, not taking power from them. Leading from behind, facilitating a path, developing a shared vision – these are key leadership attributes. It should never be forgotten that development to benefit the urban poor is a long, slow process in which trial and error are embraced equally with success.  

As CARE-Kuyakana expertly demonstrated in its early phase, the trick is to turn ‘negatives’ into ‘positives’ in order to find ways to work together with others. This dictum is applicable to institutions as well as situations - it is important to learn their strengths and weaknesses in order to find ways of working. Partnership is about being flexible and persistent, participating in decision-making, consulting with others before taking decisions that affect them, being accountable to those whose lives are being affected, and finally and importantly, maintaining a shared vision of clear objectives. 
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ANNEX  3.  Terms of Reference

Terms of Reference

For the evaluation of the PPPUE Project in Maputo and Matola

1 - BACKGROUND

In 2002 UNDP through its Public Private Partnerships for the Urban Environment Programme (PPPUE), agreed to support the project “Urban Water Supply Management Models” in Mozambique as part of the 1st generation of Innovative Partnership Grant. The pilot phase implemented by CARE Mozambique concerned the Municipalities of Maputo (District 3) and Matola and allocated funding amounts to $US 100,000. The project started in October 2002 and was supposed to end on December 2003 but has been extended to 30 June 2004 following a formal request from the implementing partner in order to complete critical activities that have suffered some delays. 

The project document includes a final evaluation to be undertaken before the end of the project to assess the project achievements to date, review the progress, the success and the issues that need to be addressed before its completion. 

2 - THE TASK 

The evaluation is going to be conducted by an external consultant to the project who will work very closely with the UNDP Country Office Mozambique, municipalities of Maputo and Matola, Aguas de Mozambique, CRA, CARE Mozambique and other relevant partners of the project. 

3 – THE APPROACH

To undertake its mission, the review team will visit the pilot areas in both municipalities, meet with the various partners involved, the Project Task members, partners and any other relevant partners in the country. 

Issues such as the project sustainability, relevance of projects selected for support from the 2 municipalities, capacity issue to sustain the approach and to mainstream the approach in both municipalities’ development plans will be addressed.

The evaluation will advise on the integration of the approach in the Municipalities of Maputo and Matola overall strategy of involving private sector and communities in basic service delivery for the poor. 

The findings of the evaluation will be shared with the Municipalities of Maputo and Matola, UNDP Country Office in Mozambique, The Project Task Force members, the PPPUE Global Management Unit and all other relevant partners interested in the issues of local governance, decentralisation issues and private sector participation in basic services delivery to the poor for comments and future reference.

4 - SCOPE OF THE EVALUATION

The evaluation should address the following aspects: -

· Is the project implemented according to the agreed objectives?

· Is the project work planning realistic?

· Is the scope and focus of the project appropriate?  Which components should be strengthened?

· Are the instruments used by the project appropriate to achieve its objectives?

· Does the project give adequate consideration to pro-poor aspects?

· Does the implementing partner CARE have the required capacity to implement effectively the project? 

· Does the established Project Task Force play the role expected?

· Have the resources provided been used efficiently and effectively?

· What results have been achieved to date? How they can be sustained?

· What financial or other support might be available for an extension of the project from local partners and from other donors?

· What strategy does the project have to foster knowledge management and learning on PPP and how is it implemented?

· How the project could be improved to ensure sustainability and benefit the poor?

In addressing these questions, the evaluation team should consult with a wide range of partners, including, the Municipalities of Maputo and Matola, UNDP Country Office Mozambique, central government partners, private partners, CSOs, Communities and other external partners such as donors and academic institutions interested in the PPP approach and learning.

5 - DURATION OF THE EVALUATION

The evaluation should be completed by the end of May 2004 to inform UNDP and the other partners in critical actions needed to be taken in order to sustain the initiative and achieve the agreed objectives.  It is therefore proposed that the study shall be undertaken as soon as possible.

6 – REPORTING ON FINDINGS

A draft report is to be submitted within 2 weeks of completion of the necessary visits and consultations with partners. Following receipt of comments from UNDP Mozambique Country Office and the other partners and the PPPUE Global Management Unit, within 2 weeks of submission of the draft, the final report will be submitted within a further 1 weeks.

The findings of the evaluation will be shared and discussed during the project final workshop involving all relevant partners and recommendations documented and captured in the project final report.

7 – CONSULTANT PROFILES

The accomplishment of this evaluation should be made by one equips/consultant that gathers the following requirements:

· Being Civil Engineer, hydraulic branch
· Knowledge of planning and urbanisation
· Knowledge and experience in the area of sanitation
· Knowledge on the problem of hygiene, water and sanitation of Maputo City
· Knowledge on the operation of the local authorities in Mozambique
· Knowledge on the National Water Policy
· Communication easiness
· Capacity to use participatory methods as instruments for the interactive communication
· Capacity to converge interest of several partners to the same objective

� Kuyakana is a Tsonga word meaning ‘to build together’ or ‘resolve problems together’.





