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ABBREVIATIONS AND ACRONYMS
GOL


Government of Lesotho

IPSWM
Integrated Partnership for Solid Waste Management 

MCC


Maseru City Council

MLG&C
Ministry of Local Government and Chieftainship

PPP


Public Private Partnerships

PPPUE
Public Private Partnerships for the Urban Environment

PPPSD

Public Private Partnerships for Service Delivery

SME

Small Micro Enterprises

SME


Self-employment, Micro Enterprises

SWMC 
Solid Waste Management Committee

TTF


Thematic Trust Fund

GTTF

Gender Thematic Trust Fund

UNDP

United Nations Development Programme

UNEP

United Nations Environmental Programme

UNV


United Nations Volunteer

PROJECT AT A GLANCE
Basic Project Information

	Country
	Lesotho

	Name of Project
	Innovative Partnerships of Solid Waste Management in Lesotho

	Programme Area
	Urban and peri-urban areas in the city of Maseru  (Four Wards)

	Executing Entity
	United Nations Development Programme

	Implementing Agency
	Maseru City Council, Department of Development and Planning and Department of Health and Environment 

	Other Partners
	Lesotho Chamber of Commerce

UN-Habitat

WASTE (NGO based in the Netherlands)
United Nations Environmental Programme

	Stakeholders
	Ministry of Local Government and Chieftainship Affairs

Ministry of Trade and Industry, Cooperatives and Marketing

Ministry of Tourism, Environment and Culture

GOL Planning Departments of Key Ministries 

	Start Date
	November 2009

	End Date
	April 2012


Project Planning 

	Country Programme Output: Local authorities and private sector institutions have the capacity to promote viable housing markets and innovative public private partner for sustainable infrastructure services for all

	Project Goal: To support the development of financially sustainable and innovative public private partnerships (PPPs) for basic service delivery, in sustainable solid waste management (including waste collection, street sweeping, waste picking and recycling services), within urban and peri-urban areas in the city of Maseru, Lesotho.


Project Funding by Source (Amount in US Dollars)

	Source of Finance
	Budget

	Total Resources Required
	300 000

	Total Allocated Resources
	300 000

	UNDP/TRAC
	75 000

	Donor/TTF
	150 000

	Donor/GTTF
	35 000

	UNV
	------------

	Unfunded Budget
	40 000

	UN-Habitat (in-kind)
	51 500

	MCC (in-kind)
	100 000


Source Project Document
 Project Budget and Expenditure by Outputs (Amount in US Dollars)

	Outputs
	Budget
	Utilised

	Output 1:  Enabling policy environment for establishment of financially sustainable PPPs 
	46 000
	57 726

	Output 2: Sufficient institutional capacity to  establish, manage and monitor PPPs
	50 000
	83 167

	Output 3: Sustainable finance mechanisms (polluter pays principles) put in place 
	45 000
	26 876

	Output 4: Improved waste collection (quality and coverage) for the four different wards
	40 000
	9 480

	Output 5: Increased waste separation and employment opportunities for the poor 
	44 000
	7 117

	Output 6: Increased employment opportunities for women in public service delivery 
	35 000
	22234 

	Total
	260 000
	206 600


Source Project Document and UNDP Financial Records
1. INTRODUCTION

1.1 Background
Lesotho has major urban problems of increasing environmental hazards that occur within a milieu of rapid urbanisation, high population growth, high unemployment, uncontrolled settlements, proliferation of the informal business and severe pressure on provision of multiple urban basic services including solid waste management.  The development constraints relate to the capacity of the District Councils, Maseru City Council (MCC) and the Ministry of Local Government and Chieftainship (MLG&C) to manage urban development and associated inability to keep pace with the growing population and industrialisation in the provision of basic services.   
The result is that a lot of waste is managed in an unsustainable manner with uncontrolled dumping, industrial dumping and home burning.  The 2006 United Nations Development Programme (UNDP) supported Baseline Study for the Development of an Integrated Solid Waste Management in Maseru City found that among the highest polluters are commercial institutions with 40%, followed by residential waste with 34%. The challenge is to find a long term workable, efficient and effective sustainable solutions for solid waste management.  

The Government of Lesotho (GOL), with support of the UNDP, has been implementing the Innovative Partnerships for Solid Waste Management (IPSWM) Project in Lesotho.  The objective of IPSWM Project was to support the development of financially sustainable and innovative public private partnerships (PPPs) for basic delivery of sustainable solid waste management services (including waste collection, street sweeping, waste picking and recycling), within the urban and peri-urban areas in the city of Maseru, Lesotho.  The project was implemented in selected four municipal wards of Maseru Municipal area.     
The project was planned to be implemented over a period of 24 months starting from November 2009 to October 2012.  However, there was an extension to April 2012.  Two major reasons have necessitated the extension.  First, the start date coincided with a busy Christmas Season which delayed the start of some activities; and second, there was a delay in release of funds by the UNDP.

1.2 Project Evaluation
UNDP commissioned the Consultant to conduct an evaluation of the IPWSM Project at the end of the implementation period.  The purpose of the evaluations is to objectively assess the impact of the IPWSM Project in four selected wards, in Maseru City, and draw up lessons learned; determine the extent to which the national capacity is sufficient to carry out the foreseen activities and to indicate the required activities to ensure sustainable national capacity. This evaluation is considered important to ensure that the UNDP exit strategy is viable and that national capacity is indeed built as one of the key results.  The evaluation covers the following: 

i. Performance of the project since its inception; assess its overall relevance in the area of solid waste management in urban and peri-urban areas in the city of Maseru; 

ii. Assessment of design and focus of the project to achieve the intended objectives and targets and the linkage to the achievement of the outcome; 

iii. Assessment of the role and relevance of the outcomes and underlying factors that influence the outcomes;

iv. Assessment of the effectiveness of the project in terms of progress towards agreed outcomes;
v. Assessment of the extent to which results achieved and strategies used are sustainable Assessment of the monitoring and risk management arrangements; 
1.3 Approach and Methodology for the Evaluation

This is an evaluation.  Conceptually, an evaluation is an assessment of what was done, how, when and by whom.  These are assessed against the objectives, Outputs and impacts of the activity, existing policies, standards, established norms and procedures.  
To achieve the objectives of the evaluation, the Consultant reviewed relevant documents made available by MCC; visited the four selected pilot wards and the controlled dumping sites; and conducted open ended discussion with staff of the Department of Health and Environment of MCC, Committee members of two selected pilot wards, some stakeholders and participating private service providers on solid waste management. The purpose of the discussions was to validate the findings of the evaluation.
An Inception Report was produced within three (3) day of mobilisation.  A draft evaluation report was presented to MCC management.  Comments revealed that the Consultant was not provided with all the relevant documentation.  The comments were incorporated for production of the final report based on further relevant documentation provided on 19th April 2012.
After further consideration, MCC insisted on primary data in order to provide a complete evaluation.  The major concern for MCC was quantitative data on assessment of impacts of the ISWM project on communities in the four pilot wards during the project life cycle from 2009 to 2012.  Specific impacts include: 
· Efficiency in solid waste collection

· Cleanliness

· Community’s involvement and participation in the project, either as service recipient or worker

· Job creation

 To this end MCC designed a structured questionnaires and administered using personal interviewed from a sample of households (5 to 8%) in the four pilot wards and produced a report.  Findings from this report have been incorporated into this report in the appropriate sections. 
1.4 Limitation of the Evaluation

The major limitation of the evaluation is that there was no documentation of:

i. progress reports specific to the selected pilot wards;

ii. monitoring and evaluation reports; 

iii. financial records broken by activity for specified the output; 
iv. documented plans developed on the basis of recommendations of multiple studies and training undertaken by multiple Consultants;

v. The sample of households interviewed by MCC was biased toward participating households and individuals employed under the Community Contracting Model.  The contention is that none participating households did not want to be interviewed.  
The findings and recommendations should, accordingly, be interpreted with caution.
2. PROJECT DESCRIPTION AND IMPLEMENTATION ARRANGEMENTS
2.1 Objectives
The general objective of the IPSWM was to support the development of financially sustainable and innovative public private partnerships (PPPs) for basic service delivery of sustainable solid waste management (including waste collection, street sweeping, and waste picking and recycling) within urban and peri-urban areas in the city of Maseru, Lesotho. 

Specific objective of the project are to improve the enabling environment for the establishment of financially sustainable basic service delivery PPPs by: 

i. facilitating the development, adoption and implementation of permissive pro-poor policies and regulations; 

ii. enhancing institutional capacity to contract, manage and monitor PPP service delivery arrangements on solid management; and
iii. enhancing the capacity among basic service providers, in particular women-led businesses and women entrepreneurs;

iv. establishment of PPP through the provision of ward specific solid waste management and collection schemes for real waste, recyclables and possibly biodegradable waste
2.2 Project Outputs
The IPSWM Project includes specific activities, responsibilities and opportunities for PPs towards a joint effort the achievement of sound solid waste management systems for the city of Maseru.  The outputs of the IPSWM Project are as follows:
i. Enabling policy environment for the establishment of financially sustainable PPPs; 

ii. Sufficient institutional capacity created to adequately establish, manage and monitor PPPs; 

iii. Sustainable finance mechanisms (application of polluter pays principles) put in place; 

iv. Improved waste collection in public services (quality and coverage) for four different wards; 

v. Increased waste separation in four wards and increased employment opportunities for the poor; 

vi. Increased employment opportunities for women in public service delivery and in particular in the area of solid waste collection. 

2.3 Expected Impacts of the Project

The expected impacts of the IPSWM Project are:

i. Creation of financially sustainable solid waste management PPPs;
ii. Creation of self-employment, micro enterprises, SMEs and the expansion of existing SMEs in the area of solid waste /resource collection, transport, recycling and disposal;

iii. Expansion of existing SMEs in the area of solid waste /resource collection, transport, recycling and disposal;

iv. Creation of meaningful long-term employment opportunities for poor communities;

2.4 Institutional Implementation Arrangements 
The UNDP was assigned as the Executing agency.  The UNDP Country Office/UN-Habitat Focal Officer worked to help develop and enhance the national capacities in the initiation, implementation and conclusion of the project; provided support to and facilitate the implementation of activities; procurement and recruitment of project staff and consultants; and direct payment of all service providers under the project.  UN-Habitat Focal Officer provided experience of the lessons learned and to build the capacity from the support provided under Maseru Sustainable Cities Programme; project monitoring within the annual cycle by quality assessment, issuing log frames, initial risk analysis and project lessons learned; and annual review reports.  

The MCC was assigned the lead implementing agency.  MCC had the overall ownership and responsibility for all the management, annual work plans, coordination of stakeholders, and delivery of project activities to produce the specified outputs.  Director of Planning and Development of the MCC was the Project Coordinator. The full time Project Manager, of the Department of Planning and Development has direct responsibility for day to day management, operations, mobilisation of support, coordination and oversight of all stakeholders and supervision of consultants for the project.  On the ground implementation of the project was the responsibility of the Department of Health and Environment of MCC.  

2.5 Targeting

There were two target groups defined for the selected pilot wards.  The first target group for delivery of basic services of solid waste management was defined as women led businesses and women entrepreneurs.  By this, the project would result in creating self-employment, micro-enterprises, SMEs and expansion of existing SMEs in the area of solid waste management, collection, transport, recycling and disposal and to create long term employment opportunities for poor communities.  The second group were the poor who would benefit from employment.  However, in both cases there were no target numbers specified.
3. PROJECT IMPLEMENTATION STRAGETIES AND APPROACHES
3.1 Background

The IPSWM Project used a Community Contracting Model.  The Community Contracting Model is part of the Proposed Strategy for Solid Waste Management in the City, 2009.  The purpose of the strategy is to improve service delivery by the MCC.  The strategy proposes two approaches covering the whole of Maseru City: Force Account by using MCC resources and PPP.  PPP is divided into two: Lease Contract for registered companies appointed through open competitive tendering; Community Contracting Model covering nearly all electoral wards of Maseru City and the new IPSWM.  The Community Contracting Model is implemented in all areas not covered by MCC Force Account and Lease Contracts. 

Implementation of the Community Contracting Model covering nearly all electoral wards of Maseru City started in around July 2009.  MCC assigned staff members by electoral wards to work in association with the Ward Councillors to assist the community members so set up ward specific solid waste management systems.  The assistance provided was a process.  The main tools were enlisting support of other community leaders in including members of parliament and community mobilisation through public gathering organised by the local chiefs.  This was followed by dividing the individual wards into zones; and each zone elected its management committee.  The management committee is elected at a public meeting.  Each committee is responsible for mobilising funds for payment of services, selection and engagement and payment of the local supervisor, waste runners and collectors on a rotational basis.  The role of the local supervisor is to collect service fees from households, supervision of waste cleaning and collection.  The elected members of the committee for the individual zones were trained. The training course outline includes committee formation, formula for selection of runners and revenue collection.  It is worth noting that the reports do not have specifications on the constitution and the term limit for the committee.
3.2 IPSWM Project

The IPSWM Project is a sub-component of the Community Contracting Model covering all electoral wards in Maseru City.  It started in around March 2010 on a pilot basis in four different types of wards by applying the principle of 3Rs (Reuse, Reduce and Recycling).  The management of the selected pilot wards is same to all wards in Maseru City.  The participating wards were selected on the criteria of Low Medium and High Income, Good Poor Accessibility, High Low Population Density, and Residential Commercial Areas. Specific wards are Lekhaloaneng which is low income high density and no access; Katlehong which is middle income high density and accessible; Motimposo which is low income high density and low access; and Moshoeshoe II which is high income low density and accessible.  The IPSWM Project was first introduced in a meeting called for committee members of the selected pilot wards, members of parliament and responsible councillors.  In addition was a training workshop on the 3Rs.  The remainder of the report focuses on IPSWM and the four selected pilot wards
To achieve the objectives of the IPSWM Project, the implementation strategies and approaches are divided into three, namely, studies, training, sensitisation and awareness. Studies have been undertaken by consultants to close the knowledge gaps and make recommendations for the plan of action to achieve the specified outcomes.  Sensitisation and awareness has been undertaken by a local Non Government Organisation (NGO) for all the outputs, using multimedia strategies.  The purpose was to empower individuals and communities on understanding and commitment to maintaining clean environment.  These were reinforced by targeted and tailored training undertaken by consultants for the various stakeholders. 
4. PROJECT FUNDING AND EXPENDITURE
The total monetary budget was USD 300 000, financed by various donors including UNDP/TRAC, Thematic Trust Fund (TTF), Gender Thematic Trust Fund (GTTF).  There was USD 40 000 unfunded.  There was further USD 151 500 funding by UN-Habitat (in kind) and MCC (in-kind) by using own resources.  See Table 1. The project was designed to have six outputs, the associated monetary cost and funding allocations.  Table 2 shows the monetary budget allocation and expenditure by output.  It has not been possible to assess disbursements by source of funding and output.  The Consultant could not reconcile the records provided.  
An assessment of the available information shows that the total expenditure was 80% of the proposed budget.  This should, however, be interpreted as an under expenditure. The UNDP PPP Hand over notes of 27th December 2011 show that PPPSD requested for US$20,000 budget cut for PPP-ISWM due to financial constraints and the remaining unused balance has to be reduced by this amount; and UNDP TRAC funding was also cut down from US$75,000 which was initially earmarked in the signed project.

At the output level, significant expenditure was in the order of output 2: Institutional capacity to establish, manage and monitor PPPs, 40%, output 1:  Enabling policy environment for establishment of financially sustainable PPPs, 28%, output 3: Sustainable finance mechanisms (polluter pays principles) put in place, 13% and  Increased employment opportunities for women in public service delivery, 11%.  Grouping of services shows that signification expenditure was in the order of consultancy fees and associated studies, followed by sensitisation followed by training. 
Table 1: Project Funding by Source (Amount in US Dollars)

	Source of Finance
	Budget

	Total Resources Required
	300 000

	Total Allocated Resources
	300 000

	UNDP/TRAC
	75 000

	Donor/TTF
	150 000

	Donor/GTTF
	35 000

	UNV
	------------

	Unfunded Budget
	40 000

	UN-Habitat (in-kind)
	51 500

	MCC (in-kind)
	100 000


Source Project Document

Table 2: Project Budget and Expenditure by Outputs (Amount in US Dollars)

	Outputs
	Budget
	Utilised

	Output 1:  Enabling policy environment for establishment of financially sustainable PPPs 
	46 000
	57 726

	Output 2: Sufficient institutional capacity to  establish, manage and monitor PPPs
	50 000
	83 167

	Output 3: Sustainable finance mechanisms (polluter pays principles) put in place 
	45 000
	26 876

	Output 4: Improved waste collection (quality and coverage) for the four different wards
	40 000
	9 480

	Output 5: Increased waste separation and employment opportunities for the poor 
	44 000
	7 117

	Output 6: Increased employment opportunities for women in public service delivery 
	35 000
	22234 

	Total
	260 000
	206 600


Source: Project Document and UNDP Financial Records
5. RELEVANCE OF THE PROJECT
The IPSWM design was and is still is relevant in the context of key environmental problems in Lesotho and in particular the service delivery of sustainable solid waste management in the urban areas.  The IPSWM was designed as an action project that attempts to provide workable solutions to the major urban problems of increasing environmental hazard, the development constraints that relate to the capacity of the District Councils, MCC and the MLG&C to mange urban development and associated inability to keep pace with the growing population and industrialisation in the provision of basic services.  Specifically the project aims to increase the capacity of the MCC, the Government of Lesotho Planning Departments and the private sector in solid waste management.   

The IPSWM is founded on the key national and sectoral legal, policy and administrative framework.  Vision 2020 projects that "Lesotho shall be renowned for its environmental management" and strengthening of public, private and civil society partnership in development.   Poverty Reduction Strategy Paper recognises: that the response to the implementation of national priorities will involve numerous players from Government, civil society and the private sector; establishment of a conducive operating environment that facilitates private sector and the efficiency of the private sector in service delivery.  
The IPSWM is part of the larger UNDP supported programme of Public Private Partnership for Urban Environment (PPPUE) in Lesotho.  The PPPUE programme recognises and prioritises the harnessing of the private sector capacities through partnerships as a necessary policy and operational response to service delivery.  The IPSWM design is build upon previous experiences and lessoned learned from assistance provided by the UNDP, namely, Sustainable Partnership for Provision of Essential Services in Maseru (2006), Baseline Assessment of the Development of an Integrated Solid Waste Management System in Maseru City (2006), Lesotho/Maseru Integrated Solid Waste Management Plan (2008), Environmental Profile, the Maseru City Council Strategic Plan, Maseru City Consultation Declaration Document, and the United Nations led Gender Equity and Women Empowerment for Basic Local Service Delivery.

The IPSWM is designed to implement Pillar 2 of the Integrated Solid Waste Management Plan for the City of Maseru (2006). Pillar 2 provides for Strong, diversified and Appropriate Collection System; specifically Action 2.1 provides for Establishment of Ward Specific and Material Specific and Collection Systems.  IPSWM is continuation of Sustainable Partnership for Provision of Essential Services in Maseru (2006) by finalising and endorsement of the overarching policy and legislative framework, guidelines and regulations for PPPs; building knowledge and awareness of PPPs in key national ministries and in the MCC; capacity building pertaining to monitoring and evaluation, contracting, risks evaluation, sustainable financing and application of the polluter pays principle in Planning Departments of the Ministries and the MLG&C.
At the organisational level, MCC has translated the provision of Integrated Solid Management Plan for Maseru City into the Strategy for Solid Waste Management in the City (2009).  The strategy proposes two approaches: Force Account by using MCC resources and PPP.  PPP is divided into two: lease contract for registered companies appointed through open tendering; Community Contracting Model covering nearly all electoral wards of Maseru City, using community health sub-committees and the new IPSWM.  The IPSWM is a sub-component of the existing Community Contracting Model.
6. ASSESSMENT OF PROJECT OUTPUTS

6.1 Introduction

Conceptually, the assessment of outputs is the findings of what was done, how, and by whom.  The information was used for assessment of higher level results.   For the purpose of assessment the Consultant has grouped the individual activities under a given outputs.  The assessment of implementation of activities under the Output was divided into three: successfully implemented, partially implemented and not implemented.  

6.2 Output 1: Enabling Policy Environment for Establishment of PPPs
This Output is a continuation the work done in the previous project supported by UNDP, Sustainable Partnership for Provision of Essential Services, in Maseru (2006).  Three activities were planned to achieve this Output.  Two of the three activities under this output were successfully implemented and completed in September 2011.  The development and adoption of permissive guidelines and regulations was a process.
· Support was provided to engage an external consultant to undertake capacity assessment of assets and needs of individuals, institutions and service providers with focus on gender equity, women empowerment and pro poor service delivery partnerships in January 2012.  Key recommendations are: training of public authorities on procurement procedures using Expression of Interest and Request for Proposals; development of tailored training modules on gender response to PPP service delivery arrangements; documentation of the performance and experiences of informal women led businesses; MCC should be supported to conduct willingness and ability to pay studies on waste management; MCC and WASCO and other institutions providing urban services should strengthen collaborative partnership; MCC should be strengthened to properly assess risks and identify gaps and eventually transfer the responsibility of collection of user fees to gender responsive service providers.  The consultant findings and recommendations were presented to the stakeholders.  Capacity issues that came out of the report have been prioritised and an activity plan developed.  The activity plan includes undertaking Gender Baseline and training on gender mainstreaming. 
· Support was provided to engage an external consultant to draft the bylaws in January 2011.  The bylaws provide for Gender Equity, Private External Partners and Pro Poor PPP, identification of possible service partners, and services to be provided.  The services include solid waste disposal.
· The MCC Management has endorsed the Private Public Partnership Bylaws, 2011; the Council has incorporated them into the Council by-laws.  The bylaws are currently pending gazetting by the Minister of MLG&C.  It is here noted that the Private Public Partnership Bylaws, 2011 do not provide for punitive measures for defaulters of payment of fees, which are critical for the Community Contracting Model in solid waste management.  However, when the Private Public Partnership Bylaws, 2011 are read and implemented together with Health and Sanitation Bylaws of Maseru City Council 2007, Clause 4 (8) and Clause 17 could be applicable.   Specifically, Clause 4 (8)  provide that An occupier of a premise must pay in advance such fees in respect of refuse removal as the Council may from time to time determine for the area. Clause 17 provide for Offences and Penalties for failing or neglecting to comply with the provisions of the bylaws.
There is no evidence of development and implementation of an appropriate and oversight system to keep track of performance of PPP.  However, section 6.3 shows that MCC has developed a list of indicators.
6.3 Outputs 2: Institutional Capacity to Establish, Manage and Monitor PPPs

This Output is a continuation the work done in the previous project supported by UNDP, Sustainable Partnership for Provision of Essential Services, in Maseru (2006).  Institution capacity has been a continuous process from the inception of the project.  This process is here divided into three components.  
The first component is sensitisation and awareness building on basic public services, PPPs, MCC by-laws of MCC partners, generally and the communities in the selected pilot wards.  All the associated activities under this component were successfully implemented.  

· The stakeholder workshop was held in January 2010 to discuss the Capacity Assessment Report; capacity issues were discussed at the workshop.  Key comments from the workshop include negative connotation of affirmative action as it does not take into account capacity and ability, importance of Chiefs vs. Councillors and time frame for implementation of recommendations.  Participants all sectors (61) including Department of Environment, Environmental Health of the Ministry of Health and Social Welfare, parliamentarians and Councillors within Maseru City,  Committee member of Maseru City electoral wards, High Schools, NGOs, private solid waste collection companies and recycling companies.  It is surprising that there were no participants from other key GOL Departments.

· WASTE, an NGO from the Netherlands, conducted targeted training workshop on PPP and ISWM in March 2010.  The training outline included concepts of 3Rs, recycling value chain and waste craft.  Method of training was practical hands on.  
· One training workshop was undertaken for three committee members from each selected pilot ward to build awareness on municipal regulatory framework and laws pertaining to waste disposal in July 2010. 

· The local NGO was appointed on competitive tending, Bacha Ba Matla, was engaged in April 2010 to assist MCC to conduct awareness campaigns in selected pilot wards.  Output of the campaign has been 1000 pamphlets 5 radio shows and bill boards

The second component is specific to MCC operations and staff related to monitoring and evaluation.  All the associated activities under this component were successfully implemented.   
· Support has been provided by engaging a local consultant to develop and install the Geographic Information Systems (GIS) for the four pilot areas in the Department of Health and Environment to facilitate Environmental Management Information System (EMIS) as a monitoring tool in January 2011.  The deliverables of the GIS consultancy were spatial database and base maps for waste management in the four selected pilot wards in EMIS; a free GIS soft copy of Quantum; one day EMIS Awareness to MCC Departmental representatives and 2 days GIS for MCC personnel and various stakeholders associated with the development of Maseru City.  Two members of the Planning and Development Department were trained on how to operate the EMIS.  The findings of the training evaluation showed that it was difficult to retain the multiple concepts taught over a short period; more practice is needed; more training was needed in digitizing especially by personnel of the Department of Planning and Development. The consultant made the following key recommendations for institutionalising EMIS: MCC to explore possibilities of funding the PPP dealing with solid waste carbon recycling through the carbon credit facilities of the INFCCC; purchase of necessary computer hardware and soft ware; and personnel training.
· MCC developed indicators for assessing coverage for the whole of Maseru City.  These are accordingly not specific to the IPSWM Project.
· MCC established the PPP Unit for implementation of PPPs with representation of all the relevant departments, within the Department of Development Planning.  The Unit sits only when there is an urgent agenda since the officers are not permanently placed within the Unit.  The MCC Public Private Partnership, 2011 provide for establishment  of PPP Unit within the Council  
· The members of the PPP Unit have been supported to enrol on different modules of PPP; three have been trained while the others are under training. 
The third component is development of contracting arrangements and procedures.  All associated activities under this component were not implemented. 
· Create capacity of MCC, MLG&C and other Planning Departments, through targeted training on establishing PPP, including contracting (development of sound service delivery arrangement), risks, affordability, service levels and standards. The report by the external consultant in March 2012 only specifies that community contracting presents difficulties in terms of lasting commitment and long term sustainability.
· Support MCC in the formulation of PPP service delivery arrangements, which incorporate pro-poor issues, risk, affordability, service levels and standards. The report by the external consultant in January 2012 only specifies that community contracting presents difficulties in terms of lasting commitment and long term sustainability.
· Support MLG&C, Ministry of Tourism, Environment and Culture and the Ministry of Trade and Industry, and Cooperatives and Marketing in establishing clear terms and conditions of trade licensing in waste management.  There is no evidence that attempts were done to establish or agree on appropriate terms and specifically to community solid waste management. 
6.4 Output 3: Sustainable Finance Mechanisms - Application of Polluter Principle
Development and implementation of sustainable finance mechanisms has been a process.  Implementation of activities under the Output is divided into three components.  The first component is sensitisation and awareness.  All the activities associated with this component were successfully implemented
· The local NGO appointed on competitive tending, Bacha Ba Matla, was engaged to assist MCC to conduct four different awareness campaigns: July 2010, financing mechanisms; June 2011, awareness against littering; June 2011, advocate polluter pays principles; June 2011.
· A sensitisation meeting was held with selected pilot ward committees to design ward specific waste fee collection system.  See section 3.1 on the waste collection system
· Members of PPP unit undertook a study tour to Mozambique on tariffs in June 2011.
The second component is relates to capacity of inspectors.  All activities under this component were not implemented.

· Train local inspectorates in building awareness among waste generators on municipal regulatory frameworks and laws  pertaining to waste disposal;

· Provide local inspectorates with the tools and monitoring systems in identification of illegal dumping activities/sites and the application and collection of fees;

The third component is relates to development of sound waste collection fee, tariff setting procedures, payment monitoring for four different types of levels.  The activity has been successfully implemented.  
· Support was provided to engage an external consultant two tours June 2011 and March 2012.  The report concludes that changes to the tariff and revenue should be accompanied improvements in service delivery.  The consultant finding is that the estimated average tarrif/fee ranges from M9 to M21 per household.  The consultant proposes various methods of revenue collection including sensitisation, using the contractors for distribution of invoices and collaboration with either Water and Sewerage Company or Lesotho Electricity Company.  The consultant makes the following key recommendations: it is essential to improve and extend waste collection; do a vehicle count during two to four weeks at the current and evaluate the recurrent organisational structure. 

The following activity was not implemented.  

· Surveys in four selected pilot wards to determine the willingness and capacity of waste generators to pay for waste collection fees.  The report of the external consultant, as above, reviewed of national household economic statistics in order to determine the total amount of potential revenues in a given area.  The information is not direct quantitative data in relation to solid waste management under a Community Contracting Model which is informal.  It will be noted that some of the households in the high income bracket do not pay for solid waste collection fees under the Community Contracting Model.  A direct practical question is why.

The fourth component relates to training. The following activity was not implemented.  
· Create capacity of MCC, MLG&C and other Planning Departments through targeted training to enable them to track funding spent on waste collection, waste collection fees received and preparation of yearly waste collection budgets;

6.5 Output 4: Improved Waste Collection for the Four Different Wards
Activities under this output are divided into two components.  The first component relates to operationalising a solid waste collection system in the four selected pilot wards.  All activities under this component were successfully implemented.  However, all GOL Planning Departments have not participated as planned.  
· The four areas have been selected and operational for the pilot project. MCC assisted the communities to develop and set up an operation system.  The Ward Solid Waste Committee (SWMC) is the driver.  The SWMC directly collects fees from the households.  The community decide on the fee ranging from M10 to M30 per household per month.  The revenues are used to pay wages for the supervisor and the waste runners.  The solid waste management system is door to door collection of plastic bags or any container of solid waste by waster runners (2-7).  The waste runners collect the household plastic bags to central places, within the community, one day a week; and separate the waste into recyclables and real waste. The waste collection runners are employed weekly and on a monthly rotation basis.  The communities hired a truck among one of the members to transport the real waste to the controlled dumping site and the recyclables to the recycling vender.   Financial problems prompted MMC to provide all the transport requirements free of charge.  

The second component relates mobilising financial resources. The activity under this component was not implemented.
· Work with the public service providers in identifying and mobilising financial resources for provision of waste bins, skips and bags in accordance with the proposed ward specific waste collection systems.

6.6 Output 5: Increase Waste Separation in Four Wards and Associated Employment

The activities under this Output are divided into three components.  The first component relates sensitisation and awareness in the four selected pilot wards.  The activity under this component was successfully implemented.  A local NGO, Bacha Ba Matla, were engaged in March 2010 to assist MCC to conduct awareness campaigns on waste separation, recycling, real waste disposal and income generation from "At-Source Value Addition" through community meetings and pamphlets (1500)

The second component related local recycling industry.  The activity under this component was successfully undertaken.  
· A meeting was held with recyclers on modalities of operations in the selected pilot wards in September 2009.  

The third component relates to documentation.  The following activity was not implemented.

· Document and disseminate lessons learned for application in similar types of wards in Maseru and elsewhere in Lesotho.

6.7 Outputs 6: Increase Employment Opportunities for Women

The activities under this Output are divided into three components.  The first component relates to training.  The activity under this component was partially implemented.  Gender training was conducted by UNDP Regional Gender Advisor, 29-30th September 2010. The course content included gender and human rights, gender mainstreaming and gender and local governance.  There is no evidence that follow-up mentoring to women-led local service providers on service delivery partnership arrangements to achieve women empowerment and leadership.
The second component relates to empowerment of small scale women-led service providers.  Activities under this component were not implemented
· Support small scale women-led service providers or business in development of business plans to attract funding or loans from finance institutions or UN supported micro-finance schemes.

· Facilitate the tendering process and brokering of service level partnership arrangements or agreements between MCC and women-led groups or businesses.
The third component relates to documentation.  The following activity was not implemented
· Document and disseminate lessons learned for application in similar types of wards in Maseru and elsewhere in Lesotho.

7. ASSESSMENT OF PROJECT EFFECTIVENESS

Assessment of the effectiveness of project is viewed in the context of the objectives.  Generally, the project has introduced important concepts required in solid waste management for a local authority.  This include: community mobilisation, application of the polluter pays principle and creation of local employment.  Specifically, the project has been effective in establishing a Community Contracting Model in the four selected pilot wards.  The model has been effective in basic service delivery of sustainable solid waste management services including waste collection and recycling).  

The project has been effective in finalising the development, adoption and implementation of permissive pro-poor policies and regulations. This output is continuation of Sustainable Partnership for Provision of Essential Services in Maseru (2006).  The MCC Management has endorsed the Private Public Partnership Bylaws, 2011; the Council has incorporated them into the Council by-laws.  The bylaws are currently pending gazetting by the Minister of MLG&C.
The project has been partially effective in enhancing institutional capacity to contract, manage and monitor PPP service delivery arrangements on solid management.  This output is continuation of Sustainable Partnership for Provision of Essential Services in Maseru (2006).  The project has developed and installed GIS to facilitate EIMS as a monitoring tool, digitised spatial database and base maps for waste management in the four selected pilot wards in EMIS; conducted EMIS Awareness to MCC Departmental representatives and training of MCC personnel and various stakeholders associated with the development of Maseru City.  
The outstanding activities relate to contracting arrangements and procedures, service delivery arrangements, which incorporate pro-poor issues, risk, affordability, service levels and standards, and establishing clear terms and conditions of trade licensing in waste management.  The major bottleneck is the lack of participation by the GOL Planning Departments.
The project has not been effective in enhancing the capacity among basic service providers, in particular women-led businesses and women entrepreneurs and the inspectors.  It is here argued that the concept of women-led service providers in a Community Contracting Model is not applicable.

8. ASSESSMENT OF PROJECT IMPACTS IN FOUR SELECTED PILOT WARDS

8.1 Improved Waste Collection

Community mobilisation through sensitisation and awareness supported by training had positive results of empowering individuals and communities on understanding and commitment to maintaining clean environment.  Direct quantitative primary data from MCC shows that there are differences by the individual pilot wards.  Katlehong and Moshoeshoe II can be classified as having high performance.  Table 1 show that all households (100%) in Katlehong participated or received solid waste collection services under the Community Contracting Model and 100% of the sampled respondents reported that the environment is clean.  The same figure for Moshoeshoe II is 95% household participation and 100% of the sampled respondents reported that the environment is clean.  A natural conclusion is that the anticipated impacts, in terms of coverage and cleanliness, was reached in the two pilot wards.   
Table 1The Sample and Sample Response
	Ward
	Total Households
	Receiving waste Collection Service
	Number Recruited
	Male
	Female

	Katlehong
	215
	215 (100.0)
	74
	9
	65

	Lekhaloaneng
	293
	43( 14.7)
	15
	4
	11

	Moshoeshoe II
	300
	285( 95.0
	113
	18
	95

	Motimposo
	260
	N/A
	12
	6
	6


Notes: Figures in brackets are Percentages of the total

Lekhaloaneng provides a mixed mixture as on 15% of households participated or received solid waste collection services and 87% of the sampled respondents reported that the environment is clean.  Motimposo is an outliner.  The anticipated efficiency, in terms of coverage (number of households serviced) is not known due to the fact that the project failed to take-off. Also the record on the total number of people who were recruited was not available. The level of cleanliness was noticed by a margin (58%) of respondents.
8.2 Creation of Meaningful Long Term Employment for Poor Communities

Conceptually, the project has demonstrated that employment created is 2-7 local solid waste runners per week per month per participating ward.  This translates to 8-28 jobs created in the four participating wards.  Maseru City has 13 electoral wards; assuming each electoral ward has one area engaged in Community Contracting Model, the total local employment translates to 26 to 91 jobs per week per month.  For the individuals that own trucks, this translates to a meaning full employment for the 4 owners and 4 trucks per month in the participating ward.  By the same logic, total owner-truck employment for transport is 13.

Direct quantitative primary data collected by MCC shows that the employment of individuals ranged from 34% in Katlehong pilot ward that had 215 households to 75% in Moshoeshoe pilot ward that had 300 households.  An interesting observation is that the majority of individuals employed have been women across all pilot wards where data is available, 87% Katlehong, 73% Lekhaloaneng and 84% Moshoeshoe II. 

8.3 Capacity of Women-Led Service Providers

The project design constantly makes reference to micro enterprises and women-led service providers in solid waste management. There has been no impact as the concept of women-led service providers in a Community Contracting Model in the four selected wards is not applicable.

9. ASSESSMENT OF PROJECT SUSTAINABILITY
9.1 Community Contracting Model
The Community Contracting Model is sustainable in the long run.  Sustainability of the Community Contracting Model depends on financial viability, ward management and the political will and commitment of the ward leadership.  Financial viability is a function of the total number of households per operating area, the number of households participating and willingness to regularly pay the monthly fees.  The optimum number of households should be able to keep on pick-up truck busy for at least six hours per day; reliability of the SWMC to manage the community funds; internal competition within the community to take over the total business; financial viability of using own pick-up truck in rotation.
Ward management depends on membership to the SWMC.  Commonly, membership to committees is not permanent; new members are elected and replace the old members at intervals specified by the community.  The training experience may go with the outgoing members. In order to maintain continuity of experience, it is recommended that the SWMC members should overlap in the difference elections.  There is a need to have a formal system of hand over between the new and old committee members.

The political will and commitment of MCC as an organisation, the individual Maseru City Councillors and the individual national parliamentarians in Maseru City Urban Wards is very important; they have to be individually committed to, and advocate for, clean healthy environment, safe waste management, PPP including the Community Contracting Model.  It will be noted that the different national elections bring in different Councillors and different national parliamentarians.  This should not affect the operations of the community and the elected SWMC.  

10. INNOVATION, REPLICATION AND UP SCALING

The Community Contracting Model can be expanded to other geographical areas of Lesotho including urban areas as well as the general environment.  MCC, including other urban areas and Lesotho as a country, have the responsibility to keep the environment clean including safe management of solid waste.  The primary innovation is that MCC started community mobilisation through the Community Contracting Model, in around July 2009, covering nearly all electoral wards of Maseru City for solid waste management.  The key concept community mobilisation and utilisation of funds for their own benefit: a clean environment.  A secondary concept is creation of employment for some of the destitute members of the community. 

The secondary innovation is that the selected pilot wards through the IPSWM Project included recycling. Recycling has an element of income generation of the community with further creation of employment for some of the destitute members of the community.  The key concepts under IPSWM Project are creation of awareness and training on solid waste management.  
11. LESSONS LEARNED

11.1 Community Contracting Model

There exists a strong potential for institutionalising the Community Contracting Model in waste management including collection, separation, sale of recyclables and disposal of real waste.  The model is one of the strategies for community mobilisation and engagement in achieving the objective of keeping a clean environment.  The use of waste collection runners and separation into recyclable and real waste has created some local employment for the poor.  The project has demonstrated that employment created 2-7 local solid waste runners per week per month per participating ward.  Assuming each electoral ward has one area engaged in Community Contracting Model, the total local employment translates to 26 to 91 jobs per week per month.  For the individuals that own trucks, this translates to a meaning full employment for the owner and his/her truck.
11.2 Participation of the Private Sector

There is a high interest on PPP in solid waste management among the NGOs and the private sector.

12. PERFORMANCE OF INSTITUTIONS

12.1 Maseru City Council

MCC as the implementing agency has effectively implemented the project within the specified schedule albeit complex activities as defined in the Outputs in a situation where there was very limited support from GOL Planning Departments.  MCC staff ably performed the project activities along with their statutory functions.  Most outputs were implemented through external consultants.  This meant providing them with the necessary documents, hosting them to the selected pilot wards, reviewing the reports internally and arranging stakeholder reviews of reports.  Training is also an activity that was done by external consultants.  This meant arranging the invitations, training venues and the associated logistics. 

The major challenge was implementing the Community Contracting Model for solid waste management.  MCC assigned staff members by electoral wards to work in association with the Ward Councillors to assist the community members so set up ward specific solid waste management systems.  This meant selecting and establishing the different pilot wards on the criteria of density, access and income; assisting them to set up their management structures and fees structures.  The commissioning of the local NGO on competitive tending on a long term basis, Bacha Ba Matla, has provided continuity in implementing the sensitisation and awareness campaigns

There are however weaknesses within MCC.  First, the reporting was not streamlined.  The IPWSM Project management is located in the Department of Development Planning and the implementation was located in the Department of Health and Environment.  Staff in each department produced project reports that did filter into the sister department.  The multiple “Progress on Implementation of Solid Waste Management Strategy” to the Council are not specific by individual IPSWM pilot areas; they encompass the total Maseru City Community Model.  The reports are highly summarised. It is not possible to make comparisons.  To this end most project reports do not reflect activities undertaken and how.

Second, the consultant reports and recommendations have not been translated and documented into action plans either in the short or long term.  At the extreme, there is no evidence that MCC documented and disseminated lessons learned for application in similar types of wards in Maseru and elsewhere in Lesotho

Third, MCC has not been able to establish and implement a functional project management Monitoring and Evaluation (M&E) system specific to the IPSWM Project.

Fourth, trekking financial records for the project has been a problem.  UNDP made other payment beyond the invoices approved and submitted invoices by MCC

12.2 GOL Planning Departments

There is no evidence that the GOL Planning Departments provided the required input to participate with MCC in implementing of the project.  As shown above the GOL Planning Departments are not in the list of participants to discuss the Capacity Assessment Report by an external consultant; key Ministries have not participated in setting-up functional and active Solid Waste Steering Committee (SWSC) and select four different types of wards.  At the extreme, the project has not been able to successfully implement three critical activities for operationalising the PPP concept particularly Community Contracting Model under Output 2 (Capacity Building), namely, 

· Create capacity of MCC, MKG&C and other Planning Departments, through targeted training on establishing PPP, including contracting (development of sound service delivery arrangement), risks, affordability, service levels and standards. 

· Support MCC in the formulation of PPP service delivery arrangements, which incorporate pro-poor issues, risk, affordability, service levels and standards. 

· Support MLG&C, Ministry of Tourism, Environment and Culture and the Ministry of Trade and Industry, and Cooperatives and Marketing in establishing clear terms and conditions of trade licensing in waste management.  

12.3 Chamber of Commerce

Chamber of Commerce did not show up since inception.

12.4 Bacha Ba Matla

Bacha Ba Matla is a local NGO that was appointed on competitive tending engaged on a long term basis from April 2010 to February to assist MCC to conduct sensitisation and awareness campaigns in the selected pilot wards on various topics related to waste management associated with the various outputs of the project.  Their performance is second to none.  The NGO used various methods ranging from public gatherings to household to household, focus group discussions to road shows, print media to radio.  They attempted to reach all population groups ranging from businesses to clinics, agriculture to support groups.  Their reports have been regular, clear and useable for monitoring of their activities.

13. RECOMMENDATIONS - WAY FORWARD
13.1 Project Planning and Implementation
Assessment of the IPSWM Project in terms of the programme purpose or specific objective, development of financially sustainable and innovative public private partnerships (PPPs) for basic delivery in solid waste management is a long term task.  This is evidenced by the multiple and complex recommendations from the various consultancies.  It will be noted MCC is at the evolutionary stage to test various models of solid waste management.   To this end, the 24 months of the IPSWM Project can be considered an inception phase; and it is not possible to compile sufficient quantitative data on changes in economic viability of the PPPs.  A natural recommendation is that donor funding be made available implementing outstanding activities and for implementing the three models of solid waste management: Force Account, Private Contractors and Community Contracting over a period of at least five years. 

On the other hand, this evaluation has shown that some of the critical and necessary activities have not been implemented.  It is essential that support to MCC should be continued to undertake these tasks. Critical activities are contracting (development of sound service delivery arrangement), risks, pro-poor issues, affordability, service levels and standards, risk, affordability, service levels and standards; and establishing clear terms and conditions of trade licensing in waste management.  A natural conclusion is that MCC does not have sufficient to carry out the outstanding tasks.  For example, the project has engaged external consultants to conduct studies or assessments.  However, there is no documentation of action programmes based on recommendations.

13.2 Sensitisation and Awareness

This activity has been successfully implemented.  Sensitisation and awareness are continuous and the key concepts in introduction, development and implementation of any activity.  The stakeholders have to be kept informed and trained in order to buy-in.  The sensitisation and awareness programme must be based on up to date information of the solid waste issues.  MCC should continue the sensitisation and awareness programme, using appropriate multimedia strategies, for the greater Maseru City as part of its annual programming.  Funds permitting, MCC should maintain a long term relationship with Bacha Ba Matla.  This will further enhance the development of local capacity for the NGO.  

At the national level, MCC including other urban areas together with the Ministry of Tourism, Environment and Culture should cooperate to run annual environmental sensitisation and awareness campaigns with a focus on solid waste using appropriate multimedia strategies.   It is important that the Ministry of Tourism, Environment and Culture should participate as the entry points, for tourists, for most of Lesotho are the urban areas.  

The Ministry of Trade and Industry and Cooperatives and Marketing including Lesotho National Development Corporation are other key stakeholders in the urban environment.  It will be noted that commercial institutions are the highest polluters with 40%.  To this end, the environmental clauses need to be in the trade and licensing agreements.
13.3 Legal Provisions

The Local Government Act MCC provides for the local government councils including MCC to adopt they own bylaws.  MCC adopted the Maseru City Council By-Laws, 2007 and the IPSWM Bylaws, 2011. The two are currently pending gazetting by the Minister of Local Government and Chieftainship.   A review of the Maseru City Council By-Laws, 2007, shows that it is divided into sections that individually have clauses on offences and penalties.  On the other hand, a review of the IPSWM Bylaws, 2011, shows that they do not have clauses on offences and penalties.

The recommendation is for MCC to revisit the IPSWM Bylaws in light of offences and latest developments.  It could be argued that Clause 4 (8) of Maseru City Council Bylaws 2007 on offences and penalties is sufficient.  However, it will be noted that the by-laws were developed early in the project before experiences that came later.  The MLG&C should urgently provide put in place the process of gazetting the by-laws revisited and endorsed by MCC.  The by-laws are critical for enforcement of payments for services provided.

13.4 Monitoring and Evaluation
It is the contention of the Consultant that Monitoring and Evaluation is commonly a project management function.  MCC should consider supporting the PPP Unit members including the Department of Health and Environment in enrolling for two weeks tailored training course in Project Management.  As a starting point, MCC has to formalise the monitoring and evaluation system by developing a reporting system that captures information that can be used at a later date.  Conceptually, the bulk of the monitoring and evaluation information comes from administrative records and reports.  Such records and reports have to be widely distributed within the organisation.

MCC should develop a culture of translating study reports and recommendation into plan of action. 
13.5 Capacity and Willingness to Pay
This activity was partially implemented.  One of the comments of MCC is that there is a culture of non payment; this is the major problem for MCC; MCC has a problem of enforcing payment.  It occurred during the meeting with SWMCs that there are multiple reasons for non payment of solid waste management fees.  There exists an opportunity for MCC to explore the capacity and willingness to pay among the individual members of the community. 
MCC should document by listing and possibly quantifying the reasons for non payment of solid waste fees by individual members of the community within the current selected pilot wards.  This can be done internally without the need for a donor or a consultant.   Conceptually, this activity can be undertaken by the individual staff members assigned to each selected pilot ward with assistance of the SWMC members.  From these, MCC should design an appropriate strategy.
MCC should document by listing and possibly quantifying the strategies currently used by the SWMCs to enlist support payments or punitive measures to force defaulters to pay.  This information combined with the above can be used to design an appropriate strategy to increase the financial base. 
It is here noted that, based on direct quantitative primary data collected, MCC concludes that "Financial sustainability is still very fragile for community contracting as it is challenging for community members to cross-subsidize each other without proper support and guidance from the municipality. The collected revenue could be improved by more innovative approaches that would need to be created by the community members and the council. The willingness to pay levels decline as a result of lack of punitive measure on those who do not pay. Thus the lesson for the council is to ensure that the byelaws are enacted and implemented accordingly and formalization of the agreement with the communities revisited".
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