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JAPAN FUND FOR POVERTY REDUCTION (JFPR) 

IMPLEMENTATION COMPLETION MEMORANDUM (ICM)  
  

I. BASIC INFORMATION 

1. JFPR Number and Name of Grant: 9166 Community Sanitation Project 

2. Country (DMC): Independent State of Samoa 3. Approved JFPR Grant Amount:  

 $2,000,000 

4. Grant Type:   
 Project  /          Capacity Building 

5-A. Undisbursed Amount 

    $286,434.70 

5-B. Utilized Amount 

    $1,713,565.30 

6. Contributions from other sources  

Source of Contribution: Committed Amount  Actual Contributions: Remark - Notes: 

DMC Government $135,850 $221,655 Includes in-kind cost for 
provision of: 

(i) Office Space & 
Equipment 

(ii) Part-time Project 
Accountant 

(iii) Audit Services 

(iv) Field work 
transportation 

(v) Duty concessions on 
imported septic tanks. 

Other Donors (please name) $ $  

Private Sector $ $  

Community/Beneficiaries $ $  

    

7-A. GOJ Approval Date:  

30 May 2012 

7-B. ADB Approval Date: 

31 July 2012 

7-C. Date the LOA was signed 
(Grant Effectiveness Date): 

29 August 2012 

8-A. Original Grant Closing Date: 

31 January 2017 

8-B. Actual Grant Closing Date: 

31 January 2017 

 

8-C. Account Closing Date: 

5 September 2017 

9. Name and Number of Counterpart ADB (Loan) Project: 

Samoa Sanitation and Drainage Project. L2026/L2440/G0114-SAM 

 

x  



 

 

10. The Grant Recipient(s):  

Ministry of Finance 
Contact: Mr. Lavea Tupa’imatuna Iulai Lavea, Chief Executive Officer 
PO Box 30017, Apia, Samoa.  
Email: minfin@samoa.ws 
Tel: +685 34332, Fax: +685 21312 

 

11. Executing and Implementing Agencies:  

Ministry of Finance 
Contact: Mr. Lavea Tupa’imatuna Iulai Lavea, Chief Executive Officer 
PO Box 30017, Apia, Samoa.  
Email: minfin@samoa.ws 
Tel: +685 34332, Fax: +685 21312 
 
Implementing Agency: 

 Planning and Urban Management Agency 
 Mrs. Fetoloai Yandall-Alama, Assistant Chief Executive Officer 
 Level 1, Tui Atua Tupua Tamasese Efi Building 
 Apia, Samoa. 
 Email: fetoloai.alama@mnre.gov.ws  

Tel: +685 67200; Fax: +685 67210 

 



 

 

II. GRANT PERFORMANCE ASSESSMENT  

12. Description:  

Poor hygiene practices and septage pooling pose major adverse health impacts in populated areas, including 
high incidences of typhoid and diarrheal diseases. Leaking septic tanks contribute to contamination of reefs 
and marine life. Septic tanks leak due to: (i) minimal enforcement of septic tank design standards; (ii) poor 
construction methods; and (iii) lack of public awareness of proper septic tank construction and maintenance 
requirements. A majority of Samoan households rely on poorly functioning septic tanks that are past their 
useful life and beyond repair. These septic tanks present no visual problems from the surface and because 
they leak underneath through cracks, the need for bailing is never warranted. Households are not familiar with 
maintenance needs and procedures nor have they needed to pay for maintenance and septic tank baling 
costs. Some septic tanks are located very close to fresh water streams which serve as the water supply for 
these households. As poor sanitation practices were the norm, the project design sought to change prevailing 
behaviors and tried to incentivize households to improve their sanitation systems. 

The government’s poverty reduction strategy (Strategy for the Development of Samoa 2008–2012)1 and ADB’s 
2008–2012 country partnership strategy (CPS) for Samoa2 prioritized the sanitation sector to improve 
environmental and public health conditions. Both strategies recognized the importance of improving sanitation 
infrastructure and increasing access to sanitation services to reduce poverty and achieve the sanitation-related 
Millennium Development Goals. Both strategies aimed to improve the physical infrastructure for sanitation and 
the ability of the government and the private sector to deliver sanitation services. Sustainable access to safe 
drinking water and basic sanitation services was again emphasized as a priority under the Strategy for the 
Development of Samoa 2012–20163. 

To guide sanitation investments and improve wastewater systems and management in Samoa, the 
government approved the 2009 National Sanitation Policy and prepared the 2011 National Sanitation 
Masterplan. The plan established new septic tank construction standards for inclusion in the National Building 
Code; recommended appropriate improved sanitation systems; and proposed improvements to the processes 
for granting development consent, granting building permits, supervising construction, licensing service 
operators, and collecting sanitation data. To prepare the master plan, a national sanitation survey was 
undertaken to gauge the state of sanitation in urban and rural households, the willingness and ability of 
households to pay for sanitation services, and household awareness of sanitation issues. The survey found 
that households would be able to contribute up to 10% of the approximately $4,000 construction cost of a 
septic tank. Consultations revealed that this contribution would need to be in-kind for many households, 
particularly rural ones. Maintenance costs of about $100 every 5 years were found to be affordable for most 
households. A scheme to improve on-site sanitation was identified as a priority in the 2009 National Sanitation 
Policy and in the rolling three-year medium-term expenditure framework for Samoa’s water sector. 

Many previous projects failed to overcome the affordability, capacity, cultural, and knowledge barriers to 
improving sanitation in Samoa and didn’t incentivize households to replace their leaking septic tanks, nor did 
they empower the government to conduct inspections, enforce relevant acts and regulations, and better 
manage sanitation assets. The project took lessons from these previous projects to: (i) work within existing 
government institutions; (ii) establish a direct household–government relationship; (iii) undertake community 
consultations during design and implementation; (iv) employ construction supervisors; and (v) follow existing 
development approval procedures and enforce existing acts and regulations. The project included an 
innovative combination of government-led delivery methods, financial incentives, maintenance support, 
increased capacity to enforce relevant acts and regulations, and knowledge sharing through public awareness 
activities. These measures ensured that septic tanks met Samoan standards; new sanitation infrastructure was 
maintained over time; vulnerable, low-income households were the primary beneficiaries of the sanitation 
scheme; and the government was able to test the delivery method of the scheme and consider its suitability for 
national expansion. 

                                                
1 Ministry of Finance of Samoa. 2008. Strategy for the Development of Samoa 2008-2012. Apia. 
2 ADB. 2008. Country Partnership Strategy: Samoa, 2008-2012. Manila. 
3 Ministry of Finance of Samoa. 2012. Strategy for the Development of Samoa 2012-2016. Apia. 



 

 

The delivery method was integrated within existing government structures and procedures. The government’s 
Sanitation Technical Subsector Committee (STC) provided project implementation advice. Staff from the 
Planning and Urban Management Agency (PUMA), the implementing agency, were to lead the implementation 
of the project and the Ministry of Works, Transport, and Infrastructure (MWTI) supervised septic tank 
construction/installation, together with the Sanitation Engineer procured under the project. PUMA was 
responsible for septic tank inspections for compliance and the Ministry of Health (MOH) was responsible for 
water quality monitoring around the project impacted areas. Staff from these agencies were provided with on 
the job training during the pilot, acknowledging that those skills would become key enablers for the intended 
national expansion. The government evaluation of the pilot was to inform replication of the project approach in 
the intended national expansion plan. 

13. Grant Development Objective and Scope: 

The majority of Samoan households rely on poorly functioning and leaking septic tanks for their sanitation 
needs. Such poor sanitation infrastructure pollutes groundwater and urban streams, damages aquatic 
ecosystems such as mangroves and coastal areas, and adversely impacts people’s health. Hence, the 
development objective of the project was to help establish and pilot an innovative delivery method and 
strengthen institutional arrangements to provide subsidized sanitation infrastructure to low-income households’ 
in targeted regions of Samoa.  
 
The target project outputs as described in the Design and Monitoring Framework (DMF) were: 
 
Output 1: Targeted sanitation scheme established and operational. Activities included: selecting the pilot 
villages following the set criteria4; collecting information from households in the selected villages; selecting the 
households and executing memorandums of understanding (MOUs) with them to participate in the scheme; 
and constructing/installing the new septic tanks.  
 
Output 2: Community awareness of sanitation, hygiene, and septic tank maintenance heightened. Awareness 
activities focused on changing people’s view on the need for and importance of having properly functioning 
sanitation systems. Because poor sanitation practices were the norm, strong effort was envisaged to 
incentivize households to improve their sanitation systems and change habits. Implementation of output 1 was 
dependent on attracting households to participate in the pilot under this output.   
 
Output 3: Sanitation scheme is financially and technically sustainable. Activities focused on establishing 
institutional capacity which could enable government to roll out a national sustainable sanitation scheme at a 
national level. 
 
The project was timely in creating community awareness on the importance of proper construction and 
maintenance of septic tanks. The project was designed to improve public and environmental health in the 
participating regions at a time when typhoid periodically reached epidemic levels, and the rates of diarrhea 
were high in poor low-lying settlements. The project was to establish a foundation to enable government to 
formulate and expand a national sanitation scheme to help households replace and maintain their on-site 
sanitation infrastructure. The comprehensive and innovative approach, and the overall success of the project, 
was to be used as an illustration to encourage the national roll-out of the scheme to other vulnerable regions in 
Samoa. 

The implementation arrangements were appropriate in that they involved the correct agencies and generally 
sought to augment the existing individual, organizational and institutional capacities. Adequate consulting 
support was provided to supplement and expand capacity of the implementing agency PUMA to achieve the 
project objectives within the implementation period. All consultants hired were to be locally recruited and hence 
the skills developed from the project were to remain within the country and be readily available for project 
replication as part of the national scheme rollout. The indicators and the targets for all components were well 
chosen, measurable and where implemented they were measured. 

The overall Grant design, objectives, scope and formulation of the project are assessed as highly relevant. 

 

                                                
4 The criteria included: high incidence of diarrhea and typhoid, mix of urban and rural, low-lying, high density, proximity 
to waterways, proximity to environmentally sensitive areas, mix of topography, mix of Samoa Water Authority and 
Independent Water Schemes Association coverage, and availability of existing data from national sanitation survey.   



 

 

14. Key Performance Indicators 

 

Accomplishments 
Rating 

(HS,S,PS,U5) 

Evaluation of each Indicator:  
 

i) Number of reported national 
cases of gastroenteritis and diarrhea 
is reduced from 2,019 in 2009 to less 
than 1,000 by 2016 

 Samoa’s last Demographic and Health Survey 
was done in 2014 with the report published in 
2015.6 Project’s installation of septic tanks was 
done from December 2014 to December 2016. 
Hence, changes in incidence of diseases 
associated with the project outputs would only be 
reflected in the next survey to be conducted in 
2019. However, the number of neonatal and 
post-natal deaths due to diarrhea had fell by 
9.1% and 5.0% between 2014 and 2016, 
respectively, suggesting a positive impact. 7 The 
Water Quality Testing specialist had also 
recommended a study over a longer period of 
two to three seasonal cycles after completion of 
installations to make more statistically relevant 
conclusions.  

ii) 20% of households participating 
in sanitation scheme by 2016 are 
low-income households. 

 

HS More than 80% of the participating households 
were low-income earners. A total of 770 new 
septic tanks were installed, of which 222 (29%) of 
the households are headed by women. More 
than 50% of the households assisted are in rural 
villages where the households rely on farming for 
income. Performance against this indicator is 
assessed as highly satisfactory. 

iii) 150 applications are submitted 
to the project sanitation scheme in 
each year of operation. 

 

HS Applications exceeded the target in each year of 
operation. Under Phase 1 (year 2014) 210 
applications were submitted; Phase 2 (year 
2015) 195 applications were submitted; and 
under Phase 3 (year 2016) 500 applications were 
received. The high number of applications reflect 
the effectiveness of the public awareness 
campaigns under output 2.  

iv)  125 sanitation scheme 
applications approved per year on 
average over the life of the project.  

HS The following number of sanitation scheme 
applications were approved between 2014 to 
2016: 
Phase 1 (year 2014) – 190 applications 
Phase 2 (year 2015) – 170 applications 
Phase 3 (year 2016) – 410 applications  

On average more than 250 applications were 
approved per annum between 2014 and 2016.  

                                                
5  HS=Highly Satisfactory; S=Satisfactory; PS=Partly Satisfactory; U=Unsuccessful  
6   Samoa Bureau of Statistics. 2014. Demographic and Health Survey. Apia. 
7  WHO and UNICEF. 2018. Estimates of child cause of death from Diarrhea. Maternal and Child Epidemiology 

Estimation Group. 



 

 

v) 400 septic tanks are built and 
certified by 2016. 

 

HS 770 septic tanks were installed and certified by 
the end of 2016—300 more than the original 
project design target of 470 households. These 
installations covered 100% of houses in seven 
villages near critical water streams, and villages 
for which the health data in 2014 showed higher 
number of diarrhea and typhoid cases. In 
fourteen other villages, including Apia urban, the 
project covered most of households located 
critically close to waterways and vulnerable 
households either headed by females or with 
more children.  Certificates for completed septic 
tank installations were issued by PUMA. This 
indicator is assessed as highly satisfactory. 

vi) Of installed septic tanks that 
require routine maintenance, 80% 
have undergone one maintenance 
cycle by 2016. 

 

S The project installed septic tanks have a 3200-
litres capacity. With average household size, the 
tanks will only require a full maintenance 
treatment (including pumping out) each five year. 
In lieu of enforcing expenditure on unnecessary 
maintenance of empty septic tanks, the project 
delivered workshops in every village teaching 
100% of beneficiary households on the 
maintenance needs of the septic tanks to fully 
achieve the desired sanitation treatment results.  

Written instructions were provided to all 
households detailing the need for general system 
care, routine cleaning of effluence and overflow 
soak-pit filters, and steps to be taken when the 
septic tanks are full. Household were taught the 
importance of restricting excessive chemical 
materials flowing into the septic tanks – so they 
were made aware of the bacterial growth 
conditions needed to achieve sanitary conditions 
(the removal of sewage). When necessary, to 
consolidate messaging, a second round of 
maintenance workshops and information 
sessions were conducted. Inspection of all 
installations confirmed that every household was 
following the required routine maintenance 
procedures.  

A detailed database identifying the location of 
every septic tank was developed by the project 
and integrated with PUMA’s existing database. 
This will prompt maintenance action at the 
appropriate time intervals on the installed assets.  

Given the inspections carried out to verify proper 
functioning of the septic tanks following 
installations and the maintenance awareness 
activities and trainings provided in lieu of the 
undue maintenance, this performance indicator is 
assessed as satisfactory. Sufficient maintenance 
information was provided to every household 
through demonstrations, workshops and written 
procedures. Beneficiary households showed 
clear system ownership and a genuine 
willingness to maintain the installed systems.    



 

 

vii) 1,000 inspections carried out 
each year during 2014-2016. 

S More than 1,000 inspections were carried out. 
Firstly, in process of finalizing the list of 
participating households from the selected 
regions and secondly during the process of 
maintenance checks after installation of the new 
septic tanks.  

viii) Of households that fail septic 
tank inspections, 80% receive a fine 
by 2016. 

 

S During annual inspections after installation of the 
septic tanks, the project team noted that 
households took pride in protecting their septic 
tank systems with many enclosing the area with 
flowers borders, and planting trees to provide 
shade to minimize deterioration from exposure to 
the sun. All households were meeting the 
requirements on routine cleaning of the overflow 
filters. A small number of households complained 
about the increased effluence and it was found 
that they were either not properly cleaning the 
overflow filters or putting too much chemical 
materials in the septic tanks which killed the 
growth of the required bacteria. Instead of 
imposing fines on this small number of non-
complying households, the project team re-ran 
the maintenance workshops to impart knowledge 
for longer term benefits and sustainability. 
Imposition of fines could also cause negative 
impacts on households’ willingness to join the 
national roll-out plan. This indicator is also 
assessed as satisfactory.  

15. Evaluation of Inputs (Adequacy of formulation, terms of references, inputs and performance of the 
Recipient(s), EA, IA(s), NGOs and ADB, performance of consultants, other inputs, review missions): 

The project design and the intended outcomes were aligned with government’s poverty reduction strategy 
(Strategy for the Development of Samoa 2008–2012) and ADB’s 2008–2012 CPS for Samoa which prioritized 
the sanitation sector to improve environmental and public health conditions. Both strategies aim to improve the 
physical infrastructure for sanitation and the ability of the government and the private sector to deliver 
sanitation services. Furthermore, the identification of scheme to improve on-site sanitation was marked as a 
priority in the 2009 National Sanitation Policy and in the rolling three-year medium-term expenditure framework 
for Samoa’s water sector. This JFPR Grant assistance was a fitting response to the government’s priorities 
and appropriate to assist poor households through a highly subsidized pilot scheme.   

For output 1, the establishment of a pilot onsite sanitation scheme, the inputs included procurement and 
installation of septic tanks within the boundaries of the participating households with connections to existing 
toilet facilities. Prior to bidding, the STC had recommended the use of plastic septic tanks which were more 
watertight, corrosion proof, and cost-effective than concrete septic tanks. The adopted plastic septic tanks met 
the Australian Quality Standards with a 20-year supplier warranty. Supplier representatives travelled to Samoa 
at their own cost during the first phase of the project to provide training and guidance to the selected civil 
works contractor to ensure proper installations were carried out and recipient households received correct 
instructions on maintenance from the grant implementation team. Due to their light weight, anchoring the 
septic tanks in areas with high water tables (to counter buoyancy forces) ensured the tanks remain in position 
in all operational states. The contractor provided certified plumbers to lead septic tank installation assisted by 
other laborers. Overall, the allocation and quality of resources provided by the project for the pilot sanitation 
component was adequate to deliver outputs to acceptable standards and beyond the target quantities defined 
in the DMF. 

 

 
 
 



 

 

Output 2 was to create awareness of the importance of having effective onsite sanitation facilities and to 
educate communities on the direct relationship between water quality and health indicators. Successful 
achievement of the project targets was partly dependent on the ability of the awareness raising activities to 
draw the required level of positive response from the targeted project beneficiaries. The awareness campaign 
encouraged households from the targeted villages to participate in the pilot scheme (output 1). Resource 
allocation for this output was sufficient. Combining the role of the awareness specialist with that of the project 
coordinator introduced significant efficiencies. The project coordinator planned and timed the launch of every 
mode of the awareness programs to maximize the impact across the overall implementation schedule. The 
awareness activities were delivered through village meetings, house-to-house campaigns, distribution of flyers, 
newspapers, radio programs, television talkback shows, and sponsorship of related events like the National 
Toilet Day. Extensive use of local language, and knowledge of the sensitive cultural issues around the subject 
area, were very important in making the awareness activities successful.   

For output 3, with the agreement of the executing and implementing agencies, minor changes were made at 
inception stage to accelerate implementation of civil works and enhance the effectiveness of the outputs. The 
proposed two subsidy bands of 75% and 100%, based on total household income, was thought to carry the 
risk of being divisive – note this risk was acknowledged at processing. Determining total household income for 
subsidy classification was problematic given household earnings from various informal sources, which caused 
delay in finalizing the list of participant households. During the initial awareness exercises it became evident 
that there was reluctance from some households to participate if they were to contribute 25%. To avoid further 
delays the government requested that for this pilot scheme, 100% subsidy be provided to all participating 
households. The participating households and villages contributed by giving free access for the extraction of 
sand/gravel filling materials and provided labor to dig in areas where construction plant access was 
impossible. These changes around the cost-sharing arrangements enabled a quicker finalization of 
implementation plan for output 1, at completion of which, the institutional capacity of the implementing agency 
PUMA was raised to a level that would be needed for a national roll out. Nevertheless, the government will 
have to reassess its position on cost-sharing for a national rollout plan.           

The establishment of a grant implementation unit within PUMA was delayed. A sanitation scheme coordinator 
and an administrator were to be recruited to assist PUMA to plan and commence the project with other 
consultants to be recruited during implementation. The sanitation scheme coordinator recruitment was delayed 
by 10 months from grant effectiveness. This delay was a function of PUMA staff’s alignment to the 
requirements of ADB’s consultant recruitment and bidding procedures and the standard process involving the 
Attorney General’s office prior review and approval of all expressions of interest, bid documents, and the draft 
contracts. A contract for the position was finalized in June 2014 which delayed the planned upstream activities. 
To mitigate these delays the first phase of the awareness outreach was implemented as a matter of priority. 
The awareness activities were fast tracked with campaigns launched at schools, villages and national levels. 
As implementation momentum developed, the remaining project consultants were recruited, and they 
collaborated well with PUMA to deliver the inputs at an acceptable level and built capacity of PUMA staff 
through an all-inclusive approach. PUMA’s ownership and involvement in the project increased as 
implementation progressed. Relevant project information was always shared with all stakeholders and project 
review missions were always welcomed by both the executing and the implementing agencies. Consultant 
recruitment reports; bid documents; and bid evaluation reports were prepared per set standards. Performance 
of the EA and the IA and the project consultants is rated as satisfactory.      

During the 4-year implementation period of the project, ADB conducted 6 review missions. Appropriate 
adjustments were made in consultation with the EA/IA to introduce efficiencies and enhance the effectiveness 
of the project outputs. Guidance was provided to the EA and the IA staff on financial and procurement matters 
as needed. Knowledge was gained by the project team through collaboration with ADB in finalizing the earlier 
civil works and consultant recruitments – this resulted in reduced procurement and recruitment periods in the 
latter packages. The Embassy of Japan and the Japan International Cooperation Agency representatives in 
Samoa were always consulted during the project review missions and were made aware of the project 
developments. They were invited to participate in milestone events like the launching and completion of every 
phase of civil works. The JFPR logo was displayed: in the project letterhead for communications; the cover 
page of project reports; project advertisements; promotional and awareness materials; civil works billboards 
placed along roadsides at participating villages; and on stickers placed on the septic tanks installed under the 
project. Performance of ADB is regarded as satisfactory.   

Based on feedback received from participating households during the project closing review mission, and very 
positive themes and messages in favor of improved sanitation displayed by villages at Samoa’s National Toilet 
Day celebrations, all clients are highly satisfied with the inputs provided by the project. 

 



 

 

Overall, the use of the JFPR funding modality was appropriate and it is evident that the design formulation 
was based on relevant and carefully targeted consultations at concept stage. The design targeted the villages 
most vulnerable to water borne diseases. Innovative and easily maintainable on-site sanitation systems were 
successfully introduced as a pilot which can easily be replicated to the wider population in Samoa. All age 
groups benefitted in the project impacted villages. The public awareness component was thoughtfully planned 
and adequately resourced and was implemented at a national level with great success. 

16. Evaluation of Outputs and Results (Reports generated, institution building, training, analysis of quality, 
comparison with terms of references, sustainability and exit strategy): 

Project activities were documented in the quarterly implementation progress reports, and the client 
assessment of the project is contained in the final project completion/evaluation report.8 The progress reports 
were always presented to the STC for review and approval before circulation to other stakeholders, including 
ADB and the Embassy of Japan in Samoa. The STC, on receiving the progress reports, provided sectoral 
guidance and direction to PUMA. The final report presents a good chronology of implementation activities 
backed with relevant data, and statements on the challenges, lessons, and the achievements toward meeting 
project objectives. Importantly, the final report recommends expansion of the project approach to other areas 
of Samoa. The final report concludes that the model and structure of the pilot with minor modifications is 
adequate for use in the national expansion. Referencing the selection criteria used for the pilot, it 
recommends the national expansion start with approximately 1,100 households in the Upolu northeast, Savaii 
east, Savaii west and Savaii south regions of the two main islands. The recommendation is supported with 
cost estimates, informed by the actual pilot costs. There are existing sludge treatment facilities at Tafaigata in 
Upolu and Vaiaata in Savaii that can cater for additional sludge from the expanded onsite sanitation facilities. 
These sludge facilities are managed by the Division of Environment and Conservation of the Ministry of 
Natural Resources and Environment (MNRE) as guided by the relevant regulations. Septic tank bailing 
services are already being provided by PUMA and some private contractors. These supporting infrastructures 
may need some upgrades later depending on the scale of national expansion undertaken.  
 
The results of water quality testing undertaken for various sites (upstream/downstream of households, 
mainstreams near the sea, and lagoon and coastal areas) at the beginning of the project concluded that: (i) 
the concentration of Total and Faecal coliform bacteria exceeded the threshold stipulated for open waters for 
Samoa; (ii) the levels of dissolved oxygen at all sites were below the recommended minimum standards; (iii) 
Ammonia-Nitrogen and Total phosphorous exceeded the regional limits recommended by the Secretariat of 
the Pacific Regional Environment Programme (SPREP); and (iv) the potential sources of bacteria and 
chemicals in water were not limited to septage only but a combination of factors including faecal waste from 
humans, livestock and birds, de-composition of organic matter in the waters, weathering and soil runoff and 
leaching of untreated wastewater. Further tests carried out at project closure showed only slight 
improvements in water contamination for a few parameters. Significantly, the water quality testing specialist 
concluded that the 12–15 months period from installation of the septic tanks was too short to confidently 
assess trends in the concentrations of the test parameters. Consequently, the specialist recommended that 
tests continue through two or three seasonal cycles to enable conclusions of statistical relevance on the 
impacts from the intervention. PUMA with the assistance of the MOH was tasked with continuing the water 
quality testing in the project impacted regions. In that respect the water quality specialist engaged closely with 
the MOH and PUMA staff during her field work. A capacity building workshop on water testing was also 
conducted to ensure that PUMA and MOH can continue the water testing after the grant implementation 
period.   

 

On all aspects of this pilot project implementation, all stakeholders were kept sufficiently informed throughout 
implementation. With genuine interest the PUMA staff were actively engaged in all aspects of planning, 
implementation and monitoring. The capacity building objectives were clearly successful due to close 
engagement with government stakeholders – this will prove beneficial during the national expansion. 
 
Regarding efficiency, the move to a 100% subsidy enabled a prompt start for the septic tank installations. The 
full subsidy predictably attracted greater intent by households to participate in the pilot, and early finalization 
of MOUs with the originally targeted 470 households. 

 

                                                
8 Ministry of Natural Resources & Environment of Samoa. 2017. Final Report: Community Sanitation Project. Apia.    



 

 

There was significant cost savings (labor and materials) due to selection of prefabricated plastic septic tanks 
of international standard against construction of concrete septic tanks. This savings allowed for procurement 
and installation of 300 additional septic tanks. The number of individual consultants were reduced from seven 
to five by combining roles and savings were used for production of more awareness material for output 2. To 
mitigate the 10-month delay in the initial recruitment of the sanitation scheme coordinator, the recruitment of 
the remaining consultants was fast-tracked, and all project activities as planned were completed within the 
original project period. Importantly, all consultants and contractors were recruited locally hence the knowledge 
and capacity that was developed will remain in country and available for the national expansion. The project 
implementation is rated as efficient.  
 

Regarding effectiveness, a total of 770 septic tank installations were completed at project closing against the 
original design target of 470 households. The choice of plastic septic tanks proved more cost effective than the 
construction of concrete tanks – the only option considered at appraisal stage with an estimate of $4,000 per 
concrete septic tank. The plastic septic tanks sourced from Australia were supplied and installed at an average 
of $2,060 per unit with some additional costs for tie downs to counteract buoyancy in areas with high water 
tables. They were more easier and faster to install compared to construction of concrete septic tanks. To 
enable the collection of more statistically relevant results from the impact of functioning septic tank 
installations, 100% of seven villages near critical water streams were covered compared to the 60% 
concentration target set at project design. In the remaining fourteen villages including Apia urban most of the 
critically located households near waterways and vulnerable households either headed by females or with 
more children were covered. The public awareness activities lead by the project coordinator was a great 
success. The outreach activities impacted people’s thinking on the importance of improved sanitation habits. 
This was evident from more than the anticipated number of applications to participate in the pilot. Perhaps the 
best illustration of effectiveness is PUMA’s recommendation to the government to proceed with the national 
expansion. The project is rated as effective. 

 
All recipient households interviewed towards the end of the project gave positive feedback. They 
communicated their better understanding on the importance of good sanitation practices. Similar positive 
feedback is evident from households interviewed randomly during the preparation of the ADB Department of 
External Relations project video now posted on the web.9 Project beneficiaries also expressed a generally 
satisfactory view of the project to a mission from ADB’s Office of Cofinancing Operations in February 2018.10    
 
Sustainability was to be ensured through four mechanisms: (i) capacity development; (ii) public awareness; 
(iii) maintenance support; and (iv) design of the national expansion. The capacity development objectives 
were fully achieved. The public awareness campaigns were highly successful as measured by the recipients’ 
response to the project activities and positive feedback after the project. On maintenance support, the project 
utilized Australian quality standard certified tanks with a 20-year supplier warranty. The installed system is 
easy to maintain with households only required to regularly wash and clean the overflow filters and to ensure 
the tanks are bailed out when the solid septage is near the outflow filter level. With the 3200-liter tank 
capacity, and the current average household sizes, the need for the first bail out may only arise after 5–7 
years. The approximate bail out cost of $100 is considered affordable. Full maintenance instructions were 
provided to households through community level workshops and at individual household level after every 
septic tank installation. A written set of instructions was also provided to every household in local language. 
Finally, the project’s final report contains a costed plan and identified target regions for national expansion. 
Based on the pilot scheme costs with allowances for cost escalation, additional transport costs to distant 
regions and contingencies, it is estimated that the initial expansion involving 1,100 septic tanks will cost 
approximately $3.75 million. The government, in consideration of other competing national priorities, available 
resources, and consultations with development partners will decide on when to take this forward. The 
individual monitoring indicators can be maintained or modified to suit the magnitude of the proposed national 
expansion and highly likely to be sustained through the same level of commitment from all stakeholders.            
 

Patience and persistence is needed to deliver successfully on the exit strategy. Importantly there is clear EA 
will to continue with the national expansion—the only limitation is financial resources. The pilot achieved the 
goal to mobilize widespread community and government stakeholder support, and to establish confidence in 
government-driven implementation processes. Going forward ADB and JFPR should attempt to consolidate 

                                                
9 https://www.adb.org/news/videos/better-sanitation-improves-lives-samoa.  
10 ADB. 2018. Back to Office Report: Office of Cofinancing Operations. Manila. 



 

 

this momentum by continuing discussions with the government on site monitoring activities. ADB and JFPR 
could support deployment of an independent water quality testing specialist after another 2 years to conclude 
on the achievement of the desired water quality impacts. During country programming discussions ADB and 
Government of Japan could emphasize their commitment to sanitation by emphasizing the success of this 
pilot, and the high readiness for implementation of the recommended first phase of the national expansion.  
 
The project is assessed as likely sustainable. 

17. Overall Assessment and Rating (HS,S,PS,U): 

The actual achievements exceeded the project target outputs and outcomes. It was implemented within the 
original target completion date and provided septic tanks to 300 more households than the target of 470. 
Associated health data on deaths in children due to diarrhea diseases suggests a positive health impact. The 
community awareness campaigns were very effective as evidenced by increasing interest in participation 
toward the end of the project. Through their active participation in Samoa’s World Toilet Day celebrations and 
their very creative and positive messages on importance of good sanitation practices, it is apparent that the 
project has inspired tremendous ownership amongst communities, and increased awareness on the core 
health objectives behind the sanitation project. This pilot project was highly relevant, efficient, effective and 
likely sustainable and is rated overall as successful. The overall assessment and rating follow ADB 
Guidelines.11 The ratings table is available on request.   

18. Major Lessons Learned: 

Community consultations endorsed by the STC proved to be of primary importance. All stakeholders were 
thoroughly consulted. Formal meetings and presentations were made at the project formulation stage to the 
traditional village leaders. This ensured stakeholders were knowledgeable of the project objectives, and 
welcoming of the project intervention, before the physical activities commenced. The level of project 
commitment and ownership shown by the EA and the IA was central to the project’s success. Where national 
stakeholders like STC exist, project success is enhanced by promoting these entities as the drivers of change.  
 
As community awareness was the crucial first step in establishing this project, the contents, language and 
intermediaries used to promote awareness was crucial. For this pilot project, highly relevant materials were 
developed, all presentations (written, oral or visual) were both in English and local language. Perhaps most 
importantly, the awareness program acknowledged the respected and powerful role of village mayors in the 
Samoan village social structure. The village mayors support was recruited to help organize village meetings, 
promote participation in the pilots, and support awareness related activities. 

 

Recruiting upstream beneficiaries for downstream awareness campaigns proved very effective for the 
dissemination of key positive messages. During the National Toilet Day activities representatives from the first 
phase of septic tank installations took lead roles in the delivery of positive messaging on the importance of 
good sanitation and hygiene facilities. 

19. Recommendations and Follow-up Actions: 

Water quality testing results and health data from around the beneficiary villages should continue over the 
medium term to support statistically relevant conclusions on the project impact. This will be important in 
promoting internal government and external development partner discussions on the national level expansion.  

Resource permitting, the government could immediately start the national expansion as recommended in the 
final report to the other critical areas. 

ADB and Government of Japan should continue dialogue in line with the intended exit strategy. It is notable 
that the EA is eager to expand the project nationally but is frank and open on the limitations posed by 
government budgetary and capacity constraints, and the competing financing needs of committed flood 
management projects.  

Noting the expected increase in country allocations from both the ADB and World Bank, and other 
development partners, it is recommended that both PUMA and the government promote the national 
expansion for funding consideration in donor partner annual programming discussions and share medium term 
impact results for relevant sectoral corroborations beyond Samoa.  

                                                
11 ADB. 2016. Guidelines for the Evaluation of Public Sector Operations. Manila.  




