MOnthly Rwanda Vol.69 March O: 20172 .
Reported by Toshikazu MITO @R(“‘r‘a; da)

E-mail: mitotoshi@gmail.com

<Retrospect of the waste management project 3>
(Continued from the Monthly Rwanda vol.66&67)
[Project designing and expansion of its scale to a ‘program’]

After communicating with a waste management expert of Fukuoka Method in Japan, I have decided to develop a project to
introduce this method to a landfill in Kigali City, capital of Rwanda.

Originally, the project idea was to simply conduct a feasibility study of Fukuoka Method to Nyanza landfill, only landfill in Kigali
at that time. However, I received an instruction from the head of UNDP (the United Nations Development Programme)
Rwanda, at which I belonged to, that coming UNDP’s interventions should not be the scale of ‘projects’ but of ‘programmes’,
which consist of multiple projects and implement vatious activities to achieve common high-level targets. It was also guided that
the funding scale of a new program must be bigger than 1 million USD or so.

Therefore, I gave up simply conducting a feasibility study of Fukuoka Method at Nyanza landfill, but added some more
components such as improving solid waste management system in Kigali with stakeholders and establishment of a new Kigali
landfill based on Fukuoka Method feasibility study results at Nyanza landfill.

[Self-preparation of the program]

Typically, what I experienced at UNDP for project/program development was to ask an independent consultant to analyze the
situation on a selected topic (in this case solid waste management), let the consultant write a concept note about how to deal with
identified challenges on the topic (e.g. need to improve Nyanza landfill), recruit again an independent consultant to draft the
project/program document (i.e. document to illustrate in details what should be done by who and how by when at what cost) and
make it validated with stakeholders, and establish the project/program with UNDP’s or other donors’ funds with endorsement
from the government partner supported. This whole project/program development process often takes for a few years, and the
same UNDP staff members typically cannot follow up the project/program implementation as many change their positions in
one to two years. As a result, the replaced new staff members sometimes do not show interests to support smooth
implementation of the established project/program, and the project/program is guided to a different direction from the original
intention illustrated in the project/program document. Also, visits of independent international consultants to the tatget country
are usually for a very short time period, and sometimes I felt suspicious about whether the consultant did really capture the issue
of the topic in the context of the targeted country.

When I worked at the Government of Japan, the staff role was to identify issues, think about the solutions (e.g. establishment of
a new law or organizing an awareness campaign), and realize the solutions by persuading the stakeholders (e.g. persuading a new
law draft to the Diet members and/or to relating NGOs). Therefore, for me, it looked to waste a lot of money and time to
outsoutce the main steps of project/program development to independent consultants. UNDP is one of the international
organizations and the funding source is ultimately UN member countries’ tax revenue. If UNDP cannot write at least main parts
of the project/program document by itself (except for some highly technical parts requiting experts” knowledge) and needs to
outsource all its drafting tasks, the precious funds should be rather sent directly to the consultant and UNDP’s intervention
would be unnecessary. Of course in reality, finding right experts on each topic is not an easy job, so UNDP’s expert network is
very helpful to channel the funds to the expert for project/program detailed designing. But UNDP has country offices in many
countries and even the national staff is stationed, so the target country’s context should be much better understood by UNDP
staff than the foreign consultant. Therefore, UNDP country office statf can and should play a bigger role than just checking and
revising a project/program document draft prepared by an independent expert, which is a much easier job than drafting the
project/program from the scratch.

Due to the above thoughts, I have decided to prepate both the concept note and the program document by myself (and
fortunately, no one at UNDP Rwanda office nor stakeholders in Rwanda did not oppose to the idea). I started its concept
preparation in the fall of 2008 and received general agreement on the concept from the Government of Rwanda (up to the
honorable minister in charge) in the same fall. Then, during my winter vacation for about a week for Masai Mara safari in Kenya
(ref: Monthly Rwanda vol.16), I finished drafting the program document. Some revisions were made during the following
stakeholder discussions, but the three-year program was approved both from UNDP and Rwanda sides and established in April
2009 with the funding size of about 3 million USD. I think this was one of the shortest time periods at UNDP to have completed
program development.

Additionally, in this program, I included an idea to provide me a chance to be continuously responsible for its program
implementation, which I thought very important in order to make the program meaningful. But this topic contains another long
story to tell, so I will talk about it at the coming Monthly Rwanda.
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