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MARKET-BASED SANITATION TRAINING
IN-DEPTH TRAINING: UNDERSTANDING DIFFERENT DELIVERY MODELS
Overview
Date: TBD
Room: TBD
Attendees: NGOs that implement MBS programs
Duration: ~1 hour, 50 minutes 
Learning objectives: After the training, participants will be able to:
· Define a delivery model and a focal enterprise
· Understand the types of delivery models, and the factors that determine it
· Design a delivery model for a given product system and context
How to use this document
This document will guide facilitators on conducting in-depth training on understanding different delivery models for MBS. 
Facilitators should use this document and the accompanying material (a presentation deck and a material deck) 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)
· Overview of MBS delivery models (20 minutes)
· Breakout activity (60 minutes)
· Plenary (30 minutes)
Facilitation guide
Italicized text denotes the suggested script
Introduction to the session (2 minutes)
· Share the objectives and agenda of the training
· Today’s session is going to focus on the importance of designing appropriate delivery models to deliver toilets to customers efficiently. 
· We will provide a definition of a delivery model, explain the types of delivery models, and finally do an activity to design a delivery model for a given product system and context. 
Overview of MBS delivery models (20 minutes)
[bookmark: _GoBack]Structure:
· Definition of a delivery model (5 minutes)
· Factors that determine the delivery model (5 minutes)
· Different types of delivery models (10 minutes)
Detailed script:
· Definition of “delivery model”  (slide 1)
· A delivery model is the mechanism of aggregating the various supply chain components and services needed to deliver a product system to the customer.
· A key concept related to the delivery model is the focal point enterprise. We define a focal point sanitation enterprise as the customer-facing business that aggregates products, services, and/ or information. It is the go-to enterprise in some ways for a customer looking for a sanitation solution. 
· Factors that determine the delivery model (slide 2)
· The delivery model is a function of the degree of aggregation done by the focal point enterprise. Broadly, 3 contextual factors influence the degree of aggregation.
· Customer’s willingness to aggregate inputs: The first factor is the preference of customers to aggregate inputs themselves, instead of relying on a supplier. In some contexts, we have seen customers that are price sensitive and/ or lack trust in suppliers to aggregate inputs. They are willing to aggregate inputs themselves by going to multiple suppliers and negotiating to reduce the price. In other contexts, they may be unwilling to put in the extra effort and prefer a simplified experience of purchasing an entire package. They may even be willing to pay a premium for this.
· Penetration and fragmentation of supply chains: From the supply-side, the penetration of supply chains will determine the ability of customers or entrepreneurs to aggregate inputs. For example, even if customers are willing to aggregate inputs themselves, it requires different inputs to be available locally. If they are not, customers will have to travel to different places for each input, investing time and incurring the cost of travel and transportation. In such situations, a supplier may have the opportunity to aggregate the materials and become a focal point enterprise for customers. 
· Local enterprises’ assets and capabilities: Finally, local enterprises need to have the capability of aggregating inputs and producing toilet packages. They need connections to suppliers, cash to stock inventory upfront, and production skills to manufacture toilet packages.
· Different types of delivery models (slide 3, includes animations)
· These different factors can lead to 4 types of delivery models (each bullet is a click of the animation)
· The DIY model
· The DIY model or the “mason” model has the lowest level of aggregation as there is no focal enterprise. Masons provide an onsite, build-to-order service to customers, and may provide customers with some information on the materials to procure. But there is no single customer-facing business, and customers engage with several businesses to procure the materials for constructing the toilet.
· This model is suitable for markets where pre-casting businesses do not exist, or else, for remote areas with low population density and poor transport connectivity. Entrepreneurs are typically not available or interested in serving such markets, so the DIY model may be the only available option. 
· The DIY model was adopted in PHA Benin - masons advised the customer, constructed the slab, and laid the foundation but households were responsible for arranging pit digging, procuring cement and rebar, collecting sand and gravel, and curing the cement slab.
· The network model
· The network model is similar to the DIY model, but there is some level of aggregation. There may be a loose affiliation of players, and one of the players can play the role of the focal enterprise by providing some products or services, and also connecting customers with other players. 
· This model can work where toilet components and related services are easily available and where customers are willing to make multiple transactions to procure those materials/ services for a price that would be lower than if all materials were sold in one place. Suppliers may also be unwilling to invest in stocking all the materials, but are willing to operate in a loose coalition with other known suppliers.
· Such conditions enabled the network model to succeed in the 3Si Bihar program. Cement ring manufacturers served as focal points, providing rings to customers. They also connected customers to other suppliers, such as hardware stores for pan and tiles, local brick suppliers, and masons for installation. If the customer went to any of these other suppliers first, they would direct them to the cement ring manufacturer.
One-stop shop
· The next model is a one-stop shop model, where there is a pre-defined focal point enterprise. This enterprise will not only provide material and information but also provide ready-to-install packages. 
· One-stop shop models are best suited for situations where customers are forced to make multiple transactions to procure components and install the toilet and incur higher transaction costs (in terms of money and/ or time) to do so. Additionally, transaction costs can be compounded due to poor transport infrastructure and a lack of key input materials. It requires the availability of entrepreneurs with skills to fabricate components and assemble packages. 
· This type of model was used in the WaterSHED and iDE interventions in Cambodia. The enterprise provided ready-to-install packages that included everything required for the interface, the substructure, and sometimes even the superstructure. Enterprises also provided delivery services, but not installation. 
· Turnkey solution provider
· The highest level of aggregation is provided by the turnkey solution provider model. The focal point enterprise aggregates the full range of products (including substructure, interface, and superstructure) and services (including delivery and installation) to provide customers with a turnkey solution at a premium. 
· Theoretically, the TSP model may succeed in situations where customers are willing to pay a premium for the convenience of interacting with one focal point enterprise that is responsible for delivery of the entire solution end-to-end, or where the transaction costs for households self-aggregating inputs are high. The model also requires the focal point business to be skilled in managing the service aspects such as the installation of the toilet and construction of the superstructure. 
· However, only a few enterprises adopted this model among the enterprises supported by the 3Si intervention in Bihar, iDE and WaterSHED interventions in Cambodia, and iDE Sama Sama in Ghana.
Breakout activity (60 minutes)
Structure: 
The facilitator should split the participants into groups of 3-4 people, and allocate each group a product system (slide 4 of the presentation deck). The allocation of the two product systems should be split equally across the groups.
The activity will consist of 3 parts:
· List products and services (15 minutes): Write down the various products and services required to deliver the sample product system to the customer.
· Map the actors (15 minutes): Identify the actors who will provide these products and services and place them on the value chain map.
· Design the delivery model (30 minutes): Design a delivery model by connecting different actors using arrows.
Below is a sample output from a similar activity:
[image: ]
Note: Image blurred to protect confidentiality
Requirements:
The following material will be required (from the material deck): 
· A4 printouts (10 copies) of the sample product system
· A4 printouts (10 copies each) of the value chain actor cards; facilitator will need to cut the cards after printing the slides 
· A3 printouts (10 copies) of the value chain map
· Post-its
· Markers
Detailed script:
· Provide an overview of activity 
· Let us now do a group activity to implement these concepts. We will design a delivery model for a particular product system. 
· Slide 4 – We have two sample product systems here. Each of you will be assigned a group and one of the two product systems. 
· Slide 5 – First, you have to list down the various products and services required for your product system. We will give you cards describing hypothetical value chain actors. You have to use the cards to map the actors who are needed to deliver the product system. Finally, you need to design a delivery model that can efficiently deliver the product system to the customer. 
· Break into groups – The facilitator should split the participants into groups, allocate them a product system, and provide all the above-mentioned material.
· Explain step 1- list down the products and services (slide 6)  
· Start by listing down the different products and services required for your product system on the post-its.
· The products can either be raw materials (such as cement or sand) used to manufacture a component, or it can be a component (like a door). 
· Then, list down the services required to put these products together to build the product system. For example, what service is required to build the substructure? If you have a pit, you will need pit digging. You will also need to line your pit. Similarly, if you have a brick wall, you’ll need someone to construct the wall using those bricks.
· Explain step 2 - map the actors (slide 7)  
· Once you have your list of products and services, you need to identify the actors that can provide them.
· We have provided a value chain map and cards for different actors. The cards contain the products/ services provided by different actors and their locations. Use that information to place the actor cards on the map. 
· For example, if you need bricks, who can supply them? And are they located at the village level or the county level? Similarly, if you need pit digging, who will do that?
· Also, note that some actors provide “information” (and some don’t). Keep that information in mind when we get to the next step of designing the delivery model.
· An example of mapping some actors to the map is shown here – this is not accurate but provided to give you an idea.
· Explain step 3 – design the delivery model (slide 8)  
· Now you have everything you need to design the delivery model. Given the mapping of actors, design a delivery model by drawing lines to connect the value chain actors and the customer. The idea is to show the flow of different products and services from the original supplier to the customer. 
· For example, you could choose a DIY model, with customers connecting with masons and other value chain players. But you will need to think about whether customers will have access to these players. Or you could choose to have a network model with a focal point enterprise. But this enterprise will need to have information about other value chain players to perform its role effectively.
· Reflect on the following questions
· Do you need a focal point enterprise? What products/services/information should it provide?
· Is there scope for aggregation further up at the county or district level?
· What capabilities does the focal point enterprise need?
· What might be the barriers to deliver these products and services to the customer?
· What customer preferences are required for your delivery model to work?
· An example of the final output is shown to get a better understanding of how this process works.
Plenary (30 minutes) 
· Share delivery model (slide 9) – ask each group to share their delivery model with a rationale
· Reflection questions (slide 9) – ask participants to answer the following questions:
· What was challenging about this exercise?
· What were the key factors that determined the choice of the delivery model?
· How might these factors play out in the <Country/ Local Context>?
· Reference material (slide 10) – you can learn more about delivery models in the WASHPaLS desk review
Notes for the facilitator
The facilitator should emphasize that there is no “correct” delivery model for the activity and multiple models can work. However, groups should have a clear rationale for their choice of delivery model and be able to articulate the factors that determine it.
The activity does not include any information on customers’ preferences to aggregate inputs, which is a key factor that determines the delivery model. The facilitator can ask groups to make assumptions about customer preferences and share them with the broader group.
The facilitator should also note that slide 3 has animations and prepare the presentation accordingly.
Distribute participants with knowledge of sanitation or building material markets (e.g., staff of sanitation programs, local NGOs, CSOs) among the groups. This may help other group members who may feel comfortable owing to their limited familiarity with sanitation markets.
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