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MARKET-BASED SANITATION (MBS) TRAINING
IN-DEPTH TRAINING: SUSTAINING SANITATION MARKETS
Overview
Date: TBD
Room: TBD
Attendees: NGOs that implement MBS programs
Duration: ~70 minutes
Purpose of the document: This document will guide facilitators on conducting in-depth training on sustaining sanitation markets.
Learning objectives: After the training, participants will be able to:
· Understand the definition of sustainability in the MBS context
· Map the different actors and activities that are part of their MBS program
· Identify activities that reduce the sustainability of their MBS program
· Develop approaches to improve the sustainability of their MBS program
How to use this document
Facilitators should use this document and the accompanying material (a deck and the collateral) to prepare for the training.
The “Agenda” section provides the structure and duration of the session.
The “Facilitation guide” section provides the structure, suggested duration, scripts, and other requirements for specific sections of the agenda.
The “Notes for the facilitator” provides additional considerations for the facilitator to keep in mind to ensure the learning objectives are met.
Agenda 
· Introduction to the session (2 minutes)
· Introduction to sustainability (5 minutes)
· Sustainability assessment of example MBS programs (20 minutes)
· Breakout activity (30 minutes)
· Plenary (15 minutes)
Facilitation guide
Italicized text denotes the suggested script
Introduction to the session (2 minutes)
· [bookmark: _GoBack]Share the objectives and agenda of the training
· A critical aspect of any successful MBS program is its sustainability. The term “sustainability” is used a lot in the sector. While sustainability is important, it is often unclear what it specifically entails and how it can be achieved. 
· Our objective today is to help clarify what sustainability means in your specific context.
· We will cover the following:
· Define sustainability
· Understand one way to assess sustainability by evaluating example MBS programs
· Do an activity where you will assess the sustainability of your own MBS programs
Introduction to sustainability (5 minutes)
Structure:
· Provide definition (1 minute)
· Explain the market visual (2 minutes)
· Explain the definition through the market visual (2 minutes)
Detailed script:
· Optional Activity: Start by inviting sustainability to define sustinabaility
· Provide definition (slide 1)
· A definition we commonly use is this - sustainability is the likelihood that sanitation enterprises can continue operations in the long-term without external support from non-market players (the most common being the NGO implementing the MBS program)
· Explain the market visual (slide 2)
· Let’s try and visualize what this definition means by looking at the typical interactions in the market of an MBS program
· The market can be organized as follows: 
· We have the household right at the center, as they are the final consumers of sanitation products and services
· Households interact with a range of actors in the sanitation market – demand activators who persuade households to purchase a toilet; sanitation enterprises or hardware stores which provide products, and masons who help with pit digging and installation. In some cases, the sanitation enterprise provides all products and services. The sanitation market is typically localized – in the customers’ village or a nearby town
· Beyond the immediate market is the business environment, which consists of players that support the functioning of the sanitation market. This includes manufacturers, importers, wholesalers who directly or indirectly supply the rural sanitation enterprises, and MFIs that provide finance to consumers, enterprises, or both. These could be at the regional or national level.
· A common feature in many markets is support from implementers of MBS programs, represented here by NGOs who intervene by training, supplying critical components and equipment, or even managing actors such as masons, demand activators, and sanitation enterprises. NGOs are examples of non-market actors since they are not meant to permanently play a market role such as the supply of a component, finance, or sales.
· Explain the definition through the market visual (slide 3)
· To assess the sustainability of this example MBS program, the key question is - can the enterprise continue operations when the non-market support ends?
· Non-market support can be defined as any activity which is temporary and the cost is not borne by a market actor
· If our analysis shows that enterprises will struggle to operate independently in the future, then it highlights the need for us to be more intentional about sustainability 
· This sort of market mapping can be valuable for on-going programs and also for programs that are at the design stage
Sustainability assessment of example MBS programs (20 minutes)
Structure:
· Example of PSI’s 3Si program (10 minutes)
· Example of WaterSHED’s Hands-Off program (5 minutes)
· Key principles for sustaining MBS interventions (5 minutes)
Detailed script:
· Example of PSI’s 3Si program: 
· Explain the arrows of the market visual (slide 4)
· The first example we’ll look at is the MBS program implemented by Population Services International in India 
· We use the colored arrows to map the flow of money, products, information, or coordination activities between different actors in the market. These flows can be recurring/ continuous (represented by the smooth lines) or one-time (represented by the dotted lines)
· Describe 3Si’s role in the market (slide 4)
· PSI provided the following support to various actors:
· They trained the entrepreneurs with existing businesses to run a sanitation enterprise. This was a one-time support as the training was provided only at the early stages of the program.
· Since the availability of affordable doors was a problem, PSI gave a supplier a volume guarantee to stock and sell doors to sanitation enterprises. This again was a one-time support, as the volume guarantee was no-longer in force once the supplier would get repeated business and saw proof of demand.
· They recruited DAs and trained them. This was a one-time support as the training was provided only at the early stages of the program, similar to the training provided to enterprises.
· Finally, they coordinated activities between DAs and enterprises and paid the DAs commissions for the first few years. They eventually asked enterprises to start paying DAs (several years after the program started), while they continued the coordination efforts. The coordination involved periodically arranging village meetings to make a sales presentation, reviewing their sales, helping them decide where to go, etc. In other words, PSI became the de facto manager of a salesforce but this was driven by circumstance and not choice. This is considered as a recurring or continuous support activity because it was provided regularly.
· Assess 3Si’s sustainability (slide 5)
· Let’s now analyze each activity from the view of sustainability
· The support provided to door suppliers, and to train enterprises did not create a long-term dependency. The volume guarantees to door suppliers were provided at the initial stages to demonstrate the business opportunity to the supplier. Once the business was underway, PSI stopped providing volume guarantees. So even if the program ended, the supply of doors was not impacted. Similarly, the training to enterprises and DAs was a one-time effort. Once enterprises were trained on running the sanitation business, they could operate independently. 
· However, the ongoing support of coordinating activities between DAs and enterprises did create a long-term dependency. Over time, the DAs got accustomed to interacting with PSI and not the enterprises. Many began to consider PSI as their employer and not the enterprise with whom they were meant to collaborate. The interaction between the DAs and enterprises independent of PSI boiled down to individual initiative. If PSI ended support some would continue, while others would stop and pursue other opportunties. This level of uncertainty is a risk for sustainability.
· Highlight the importance of planning for sustainability from the start
· It is also worth noting that paying the DAs in the first few years also created issues. 
· When PSI asked enterprises to start paying DAs, enterprises were reluctant as expectations had been set that it was PSI’s role to pay DAs. Even the DAs expected the MBS program to pay them, not the enterprise. 
· Expectations and norms, once established, are hard to change, so it important to plan for sustainability from the start.
· Example of WaterSHED’s Hands-Off program:
· Describe WaterSHED’s role in the market (slide 6):
· Now let us look at an MBS program implemented by WaterSHED in Cambodia
· WaterSHED provided the following support to various players:
· They undertook research and development to identify the products to be sold by enterprises and trained them on running the sanitation business
· Similar to PSI, they recruited and trained the DAs. However, instead of coordinating with them directly, they connected DAs with enterprises. They made it clear that WaterSHED would have no further role – DAs were to go to enterprises with orders or direct customers to enterprises. The enterprise was also responsible for paying the DA – while WaterSHED recommended the commission, the amount was up for negotiation between the DA and the enterprise.
· Assess Hands-Off’s sustainability (slide 7)
· WaterSHED was thinking about sustainability from the start – they provided guidance and training to enterprises and DAs so that both could perform their roles independently
· They were explicit about their role to both DAs and enterprises, which forced enterprises and DAs to build independent relationships. This ensured that even after WaterSHED exited the market, the enterprise-DA relationship would continue as both players were accustomed to operating independently. In other words, after initial facilitation, free-market principles applied with enterprises and demand activators independently deciding if and how they would collaborate, payment mechanisms, etc.
· Key principles for sustaining MBS interventions (slide 8): 
· Introduce the principles
· We can summarize the learnings from these programs by highlighting two key principles to keep in mind for designing sustainable MBS programs
· Describe the first principle
· First, that any recurring support provided by an MBS program or any other market-actor will create dependencies and reduce sustainability
· PSI’s activities of paying or coordinating with DAs are a form of recurring support, which is hard to replace when the program ends
· MBS programs should aim to provide one-time support that can setup market actors to operate independently (such as WaterSHED facilitating relationships between DAs and enterprises)
· Of course, sometimes, it is not possible to do so due to time or budget constraints. For example, WaterAid in Nigeria provided pans directly to enterprises because there was no local supply of pans. However, in such a case, it is important to plan for sustainability from the start (which brings us to our second principle)
· Describe the second principle
· It becomes more difficult to reduce dependency on recurring support the longer it is provided
· Expectations and norms get entrenched over time, and it’s hard to change behaviors of value chain players (the PSI example of enterprises refusing to pay DAs). The PSI example where many enterprises refused to pay DAs despite the value they provided or even demand activators expecting PSI to pay them instead of the enterprises is because they got used to the arrangement that was in place. 
· Interventions to improve sustainability also become challenging towards the end of the program. With the end of a program on the horizon, programs will have little room in terms of time, funding, or bandwidth to test and validate different approaches.
· We conclude the session by encouraging participants to download literature from Globalwaters.org that detail approaches to build-in sustainability in markets as well as the enterprises. Some of the examples described today are documented in the Creating Viable and Sustainable Enterprises series, which also provide more depth on how to assess different aspects of sustainability. 
Breakout activity (30 minutes)
Structure:
Participants will be split into groups. Ideally, distribute participants with knowledge of sanitation development (e.g., staff of programs, NGOs, CSOs) across the groups. The activity involves 3 steps:
· Map your market (10 minutes): Map the actors and flows in the markets you work in 
· Identify dependencies (5 minutes): Identify the recurring non-market flows that create dependencies
· Develop approaches to reduce dependencies (15 minutes): Identify approaches to reduce these dependencies
Requirements:
Collateral: 
· 10 market visuals printed on A2 paper (slide 1 of the collateral deck)
· 10 copies each of actor visuals printed on A4 paper and cut out (slide 2 of the collateral deck); can be replaced with post its
· Markers (in black, red, green, yellow)
Detailed script:
· Provide an overview of the activity
· Now let’s do an activity where you analyze your MBS program and apply the two principles to identify potential sources of dependency
· We will split into groups and you will be provided a market visual, several small icons, and markers in different colors for this activity
The facilitator should split participants into groups and distribute the collateral. Ideally, participants in the same group should be working on similar interventions or markets so they can create a common map for their context
· Explain step 1 – map your market (slide 9)
· Map your market – use the map and the icons to map out the different actors in your market; The different cards represent different actors – place them around the household either in the sanitation market or the business environment
· Then map the flows between these actors using the colored markers – these can be one-time or recurring. 
· The most obvious flows will be the household paying money to the enterprise, and the enterprise providing the product. But similar to the maps shared earlier, think about other flows (information, coordination), and specifically the support provided by the MBS program
· Explain step 2 - identify dependencies (slide 10)
· Now, identify the recurring flows provided by you or other non-market actors. These flows are likely to create dependencies and reduce sustainability
· Mark these flows with the red icon
· Discuss the impact on the operations of the sanitation enterprise when this recurring support is removed 
· Explain step 3 - Develop approaches to reduce dependencies (slide 11)
· Once you’ve identified dependencies, brainstorm approaches to reduce these dependencies.
· It’s important to also think about the risks of your approaches, the reaction of market actors to the new approaches, and ways to pilot and test the validity of these approaches.
· We only have 15 minutes, so you’re unlikely to have solved all the dependencies. But you can start thinking about approaches, and we can discuss them collectively in the next section
Plenary (15 minutes)
· Based on the activity, can you share your thoughts on the following (slide 12):
· Describe a critical dependency in your MBS program
· What was the reason for creating this dependency in the initial program design?
· How can you remove or reduce this dependency going forward?
· You can refer to case studies of the interventions in India, Nigeria, and Cambodia materials (slide 13) if you want to further explore the concept of sustainability
Notes for the facilitator
Participants may have questions on the applicability of the market mapping exercise, and the precise definition of “recurring” support.
The facilitator needs to emphasize that the market visual exercise is widely applicable and can be contextualized for different situations. It can be applied at different geographic levels (national, district, or sub-district) and can also be applied to both ongoing programs and programs that are in the design stage. 
The facilitator needs to clarify that any support that is required on an ongoing basis for enterprises and other market actors to function will constitute recurring support. It is important to mention that MBS programs often provide support that appears as one-time because of its low frequency. For example, NGOs often provide molds to enterprises to help them start the business. While this appears as one-time support, it is recurring support because enterprises need to replace the molds every few years and they will not do so if they can’t afford the replacements or expect the NGO to repeat.
Slide 13 contains links to detailed case studies, in which facilitators and/or participants may refer to section 4.2 as further reading on enterprise sustainability.
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