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	Date:
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	Re:
	Discussion/Concept Note for DPs Group Retreat 2009 


Summary

Learning is about sharing information and knowledge and is a fundamental pre-requisite of performance improvement. Furthermore, learning contributes to better use of resources and this is vital in the current context of static or shrinking sector investments.
So, learning makes sense in many ways. It follows that we need to look at what has been learned in country and beyond to avoid making the same mistakes, to benefit from innovations and to make necessary adjustments to practical guidelines and policy to ensure good implementation.
Learning needs to take place at all levels and should reflect both successes and failures in practice.  National level learning is based on practical lessons from the decentralised levels, on action research and on best practices and action-research results from abroad.  Learning on WASH at national level needs to be adequately structured and grounded within good platforms to be effective.
WASH Sector Performance
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Uganda is one of the frontrunners on WASH development in Africa.  The WASH sector has adopted new paradigms in policies and strategies.  New management modalities in water services have been introduced: the success of enhancing urban water service delivery through NWSC is widely recognized; however, while increasing the number of private connections is highly laudable, reaching out with sustainable services to the urban poor remains problematic.   The approaches in small town water supply have been relatively successful; although UN-Habitat reported substantially lower functional service provision
 than reported in the Sector Performance Review (SPR).  Rural water supply is still problematic for many reasons; it is also the most difficult branch of the water service tree.  Access has hovered for five years at around 60+% and the SPR-quoted functionality of 82% is been a consistent feature for the last four years or so. The clear conclusion is that the Uganda rural water sector has entered a stage whereby the standard strategies and solutions do not further improve performance.  So there are “second-generation” issues to be confronted in water supply.  New thinking is needed, out-of-the-box, at least the Uganda box and this is ever more pressing as sector investment is declining.

Sanitation and hygiene is a very complex sector, institutionally and in terms of strategy and approach.  Where water service provision is about delivering a clearly defined product with quantity and quality, sanitation and hygiene deals with behavioural attitudes and practices; an engineering approach does not give the sole answers as psychology and cultural, social and gender aspects are as important.  The importance of these factors is not yet widely accepted in Uganda instead enforcement appears to be the selected method.  

Where the WASH sector is confronted with these and more challenges new strategies and approaches have to be explored to improve cost-effectiveness and sustainability of the WASH service provisions.  WASH Learning at the National level
Why Learning in the WASH Sector?
Citizens need affordable and sustainable water service delivery; households and institutions want sanitation facilities they can afford and sustain, which fit in their cultural and social context.  The government has the mission to contribute to these goals as laid down in policies, and NGOs assist in achieving equity through reaching the poor, where Development Partners help in financing and innovation-for-change. We have indicated above that the Ugandan WASH sector has not yet achieved those goals.   To do better we have to analyse what has been achieved, how, with what successes; we need to identify areas for improvement and highlight what led to success or poor performance. So we need appropriate monitoring, analysis and reflection on how to do better, in short, learning.

The WASH sector has a multiple of stakeholders: from water consumers to drillers, and from EcoSan users to MPs [image: image3.png]National WASH Learning Forum




discussing sanitation strategy.  Complexity lies in the many phases of the water cycle: planning and capital investments in technology, water system operation & maintenance, and management for service delivery, with a support/back-up system.  Sanitation & Hygiene (S&H) is entirely different: more emphasis is needed on awareness and motivation, demand-creation and marketing, with relatively simple technologies, but complex behavioural practice elements.  What brings these sectors together? Poor sanitation results in high risks for water contamination and that exclusive water or S&H interventions do not lead to the expected impact in terms of health, well-being and poverty reduction.

Where a company selling one product can learn how to do better by bringing marketing experts and consumers together, in the water, and S&H sectors there is a need for breaking down the process in phases and the full range of multi-stakeholders to meet and discuss, and find solutions to change for more efficiency (e.g. reduction in water system cost; alternative technological solutions), effectiveness (through effective CBMS, management and support approaches) and sustainability (e.g. ownership, accountability).  
Why Learning at the National Level?
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The government is responsible for national policies, strategies, methodologies and monitoring 
performance. As conditions in Uganda often vary greatly by region and district, WASH practices may be quite different than those set down in generic documents at the national level.  Feedback on local practice that may be creative and innovative in the local context, and even local adjustment of policies and strategies, would enrich the knowledge at that level.  Good practices reported as ‘the best’ need evidence and analysis of success factors.  Local good practices help the centre to find strategies and approaches with higher efficiencies and effectiveness. Successes need to be scaled up and failures avoided.  But change comes after proper analysis and piloting of innovations.  This may give reasons to reformulate strategies and approaches, and possibly policies.  Nothing is forever: WASH is a dynamic sector.  Moreover, innovations from other countries presented and deliberated at international conferences and seminars may be considered for inclusion in strategies and approaches.  No country is unique so inter-national sharing, networking and learning is a key action for change. In conclusion: structured learning at the national level is a must for improving the WASH sector at all levels
Linking Local and National Learning
Decentralisation places responsibility for planning, implementation, management and back-up at the district level. To support this, Uganda has established an advisory structure through Technical Support Units (TSUs), each serving some 8-12 districts.  The TSUs are ‘extended’ arms of the national government; they are the communication and information channel from the centre to the districts. This is intended to be a two-way channel. Policies, strategies, approaches, methodologies and guidelines find their way to the districts through the TSUs. 
Districts and Sub-County technocrats and NGO staff put them in practice and have their own practical experiences on the application of these policies and strategies. These experiences may be very cost-efficient, contributing to good performance of the sector, and leading to high effectiveness and sustainability in WASH service delivery. Local practitioners should be supported to innovate for change, and be aided to document their experiences, best with a [image: image5.jpg]IRCEE



neutral evidence-based evaluation component. These experiences need to be brought to the attention of the centre-level policy-makers, planners etc. for proper use in their objectives and roles.

How to structure and organise national learning?
A project entitled LeaPPS (District-based multi-stakeholder Learning for change in policy and practice)
 is being piloted by IRC, SNV and NETWAS in four Districts. Centring upon rural household and primary school sanitation and hygiene, the concept and model is felt to be useful for scaling up in all districts. A proposal is under discussion with DWD to pilot several scaling up modalities and to test its feasibility and sustainability.
National learning is more complex than district learning. The range of stakeholders is wider and their interest may vary per subject in water and/or S&H, and rural versus urban. Organizational learning for change ought to take place in ministries, directorates etc. and within NGOs, water companies and private water providers associations. That demands for organization structures to accommodate such organizational learning. DPs have an annual retreat next to their monthly meeting to reflect and learn. At an overall WASH national level, the suggestion made here is to institutionalize an annual WASH Learning Forum, or even twice a year (perhaps linked to the JTR and JSR). It is suggested to separate water and S&H (each at least one day). Basically, Best Operational Practices (documented and validated), Action-Research and other innovations will be presented, analysed and discussed for possibly follow-up and scaling up.
Cost-effectiveness of Learning
When there is pressure on scarce, and dwindling, resources it is natural to ask what is the cost-effectiveness of learning and of Knowledge Management? The implication being that people may feel that they might be better off spending precious time and scarce funds on planning and implementation of projects and programmes
We believe that this is very short sighted: learning is the basis of scaling up, of sustainability, for how else can others get to know which approaches work and which fail, about how to focus resources and generate economies. How can policy and strategy be updated if no information is gathered and honestly shared about existing practices and outcomes? How can we advocate for a fair share of resources if we do not know what impact we have and how we might improver on it?
Unlearned lessons have a high cost. It makes sense to invest in the capacities that are needed for a well-performing sector Knowledge of water and sanitation tends to be available in fragmented form among various actors who each hold part of the solution. Communication, and opportunities to exchange knowledge are therefore important in building the knowledge base and the institutional and human capacities: to disseminate and acquire knowledge from across the sector. Lessons can be learnt from initiatives in Uganda and elsewhere to strengthen sector performance through learning. For example, the Indian government in its National Rural Drinking Water Programme emphasises that “It is necessary to build a warehouse of information and knowledge at the State and district levels which can constantly contribute to bringing the “hardware” of technologies–conventional/ unconventional/ innovative systems of water supply and link the same to the “software” of skills, knowledge, enthusiasm and desire for ownership of the water supply projects by the communities and [decentralized government] institutions themselves.”
In essence, a sector without effective learning is a sector waiting to fail. 

Peter Drucker (Austrian, 1009-2005; also called the father of ‘modern management’) said: “We now accept the fact that learning is a lifelong process of keeping abreast of change.  And the most pressing task is to teach people how to learn”.
The basics of Learning are outlined in the box below on The Learning Alliance Methodology
 
General Findings on WASH Sector Performance�(source Water & Sanitation SPR, 2008)


Access improved water source – rural- 63% (stagnant last five years?) – urban 61% (annual increase 5%)


Functionality rural WS 82% (stagnant last four years?) – small towns – 93% (fluctuating) (UN-Habitat figure 21% -average of  5 towns!)


Functioning Water Boards and Management: 65%


Functionality Water-for-production: 23%


Investment cost (per capita) – rural US$ 31-44; small towns US$58-93.  And sector investment goes down!


Sanitation (improved) – rural 62% (stagnant for last four years?);  urban 74%


Hand-washing ratio (with access to hand-washing facility): 21%


School sanitation: pupils per toilet: 47:1 (was 69:1)          








Learning Alliances – a methodology for facilitating processes of change 


The central premise of Learning Alliances is that barriers to the uptake and replication of innovation can be overcome if as much attention is paid to the process of innovation and scaling up innovations as is normally given to the subject or model. Learning Alliances use action research to address complex problems that are difficult to resolve with technological solutions, that cannot be solved by one group of stakeholders and for which alternative strategies have to be considered to deal with risk and uncertainty. Learning Alliances make research more relevant and innovation more context-specific, by probing the linkages between implementation, policy and organisational behaviour. 


Learning Alliances may go through stages of development from experience sharing to negotiation to joint planning. Learning Alliances need their own dynamics of development, but also need structured processes, guidance and strong facilitation, with a champion for motivation, commitment and enthusiasm. 


IRC has been working with Learning Alliances in a variety of projects and has drawn the following conclusions. Stakeholders need time to become familiar with the concept and way of working and to build mutual trust. Some kind of upfront commitment to the process is important, and stakeholders may need incentives (for example short-term gains) to take part. Support from higher hierarchical levels is desirable as is guidance on the innovations under discussion (e.g. SDA principles). Leadership and intensive facilitation are important to balance the specific dynamics and demands of a Learning Alliance while keeping the focus on results.











� Average effective coverage of 21% in five Ugandan towns in Lake Victoria Water and Sanitation Initiative Project 


� Learning for Practice and Policy on Household and School Sanitation and Hygiene, abbreviated as LeaPPS, more info on �HYPERLINK "http://www.watsanuganda.watsan.net/page/442"�http://www.watsanuganda.watsan.net/page/442� and �HYPERLINK "http://www.irc.nl/page/38717"�http://www.irc.nl/page/38717� 


� Smits, S., Moriarty, P., and Sijbesma, C. (eds) (2007) Learning Alliances: scaling up innovations in water, sanitation and hygiene.   Technical Paper series no. 47.  IRC International Water and Sanitation Centre, Delft, The Netherlands
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