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Why is this important

Even if the day-to-day operations and maintenance (0&M) of the toilets

is handed over to private enterprises for a fixed term under a contractual
framework, the municipality needs to regularly monitor the operators’
performance to ensure that the prescribed service standards are met. While
a contract can be drafted with well-meaning intentions, it only becomes an
effective management and service delivery tool if monitored and enforced in
the right spirit. Effective monitoring is crucial to the project’s success.
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How to go about it

The onus of monitoring is on the municipality. It will need to manage the different contracts
(e.g. one contract per cluster). Municipalities are advised to put in place a robust monitoring
framework and tools to keep an eye on user perceptions and the operator’s service delivery,
thereby ensuring and controlling the PT’s effective planning and management. Monitoring
can be done internally (through the municipality), by the community or be outsourced. The
development of the monitoring framework should involve the following steps:

MONITORING SUCCESS FACTORS

Cear distribution of
roles and
responsibilities

Gender compliance (e.g. Participatory
contracts to include Monitoring monitoring system
wamen employment and Success (include users)
~training quota) Factors
Smart monitoring
Contract documents solutions (e.g.
to include mabile-application for

maonitoring activities sanitary inspectors)




1. DEFINE SERVICE STANDARDS

The operation of any toilet depends on the performance
standards that need to be maintained. Standards

are defined using toilet operations guidelines (e.g.
CPHEEO), universal standards, inputs from user
perception surveys and by referring to best practices.
Performance standards decide the operational aspects and
model for running toilets to the defined performance
levels (e.g. manpower optimization by sharing cleaners
among 2-3 toilets during non-peak hours), which in
turn decides the cluster and contracts to be monitored.

2. FORMULATE PERFORMANCE INDICTORS
AS WELL AS A SERVICE CHARTER AND
COMMITMENTS

Based on the defined service standards, the performance
parameters and indicators need to be formulated (e.g.
litter bins and mirrors to be cleaned x times per day).
Indicators should be simple, objectively verifiable and
measurable. They need to link to non-performance
under the contract and associated remedial actions.

The municipality should develop and update the

service charter of the contract to ensure and control the

operator’s service delivery (e.g. gender access obligations).

3. BUILD THE MUNICIPALITY STAFF'S
CAPACITIES TO ADMINISTER THE
CONTRACTS

Ensure the tasks and responsibilities are clearly laid out
and those responsible are provided with the time and skills
required to effectively monitor the contracts.

4. ESTABLISH A FRAMEWORK FOR EFFICIENT
MONITORING

The monitoring framework helps examine the progress and
quality of PTM at two levels:

I. Ward level — Actual services: User satisfaction
and inspection of sanitation facilities. Involves city,

operator, user and community

II. City level — Compliance to contract agreement: City
analyses the data captured at ward level and enforces
contract conditions on the operator (operational
standards, performance benchmarks and penalties).

Involves city and operator.

5. POPULATE AND MONITOR INVENTORY
(SUPPLY ENQUIRY MATRIX)

Data collected should be captured and monitored in the

online asset inventory.

MONITORING FRAMEWORK

Monitoring at city level: Compliance with contract (City — Operator)

Monitoring at ward level: Actual service provision

(City — Operator — User)
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Online inventory

e Monthly / quarterly reports form operators
Informed decision making

.

Tools

e Clear monitoring plan in contract
e Steering group within municipality as single
contact point

regularly assess conditions along contract
parameters - i.e. surprise visits before & during
peak hours —and report findings to community
and NGO; quarterly meetings with stakeholders
to rectify defects / involve municipality)

¢ Mobile based / paper based monitoring
systems




6. PLAN SERVICE DELIVERY AND TAKE . Co.mplaints Page: Qvewiew of all report?d iss'ues,
CORRECTIVE MEASURES IF NEEDED which can also be viewed on a map (red circle icons

that when clicked provide a complete list of issues and
Monitoring allows the municipality to assess if the project the basic PT details).

is on schedule in meeting its objectives and performance

. . . . ¢ Update and Address Issue Page: The user can request
targets and, if required, to take corrective action. The p ag q

. . or initiate corrective measures for a specific toilet (select
inventory data show the PT status — whether indicators are P (

. . toilet, issues and sent complaint or remark).
met or not (performance appreciation or complaint) — and

as such facilitates decision making:

MONITORING USING THE ONLINE ASSET INVENTORY

2 Complaint Mansgement (Total Found : 253)
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Application on the ground

Tirupati: As part of the monitoring framework,
Tirupati Municipal Corporation (TMC)
developed a Quarterly Reporting Template to

be submitted by the operator to TMC every 3
months, providing information on: (1) number
of users per day — male and female, type of usage;
(2) User fee collected for each user (number

and type) and advertisement revenue; (3) Water
consumed, water supplied by TMC and quantity
required for next 3 months; (4) Report on
performance standard (achievement) for each
toilet and copy of inspection cards; (5) Repair or
maintenance work completed for each toilet and
respective cost incurred; (6) Manpower deployed,
number of shifts and gender breakdown; (7)
Update asset inventory with all repairs and
replacements; (8) Number of complaints and
suggestions received, type and resolution; (9)

Other as by TMC.

Reference documents

*  Monitoring framework

Shimla: The inventory analysis showed most toilets lacked
basic facilities (user perception survey). With access to
toilets being a basic human right, Shimla decided to
develop performance standards that are the same for each
toilet irrespective of its revenue potential, user type or any
other aspect of toilet: (1) 100% cleanliness in and around
toilets throughout the day; (2) Operational from 6am-8pm;
(3) Availability of running water for flushing and ablution;
liquid soap and toiletries; lights (inside, outside, on access
road); exhaust fans, hand dryers, paper napkins; complaint
register; user charge display (collection as per agreed rates);
cleaning time sheets (filled by cleaner); (3) All electrical
fixtures working (timely replacement); (4) Women’s toilets
with separate cleaner; (4) Regular maintenance of all
plumbing, floors, pump, etc. (replacement if required);

(5) Half-yearly painting; and (6) Data collection on water
usage, footfalls, etc. as specified in the contract with the
Municipal Corporation Shimla (MCS).

o Service charter of contract agreement: Operator’s gender compliance commitments

*  Monitoring parameters

*  Quarterly report template to be submitted by the operator to the municipality

*  Successful management practices in Public and Community Toilets

o Inventory monitoring through Android device

For more information contact

Dirk Walther
Project Director

Support to the National Urban Sanitation Policy Programme - |l

E:

dirk.walther@giz.de
www.giz.de/India
www.publicsanitation.org
www.urbansanitation.org

Reference documents are available on the website www.publicsanitation.org




