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The overall aim of the group discussions in this workshop is to better understand the internal key
success factors for implementing individual PPPs.

The discussion sessions follow a structured sequence to identify, define and establish a PPP. This
sequence mirrors the process described in the WOAH PPP Handbook.

A roadmap which gives an overview of this structured sequence is shown below.

Group discussion 1:

Needs, benefits and
impacts

Plenary discussion:

Presentation of PPP
project plans

This individual workbook enables you to record each of the group discussions. It is designed for you to

Group discussion 2:
Stakeholder analysis,

mapping and
engagement

Group discussion 4:

Initiating and
establishing the PPP

Group discussion 5:

Risk management,
monitoring and
evaluation

Group discussion 3:

Roles and
responsibilities

take away, and will hopefully represent a helpful resource you may refer to after the workshop.



Introduction

What is Public-Private Partnership (PPP)?

Public-private partnership is a joint approach in which the public and private sectors agree
responsibilities and share resources and risks to achieve common objectives that deliver benefits in a
sustainable manner.

Who are the partners?

To be effective, PPP initiatives must be supported by strategic and executive leaders as well as at the
field level in both public and private sectors. The public sector, normally the veterinary authorities must
ensure, amongst other things, that the service(s) to be delivered through PPP are within the law, fall
within their statutory or political mandate and meet the intention of that mandate. The private sector
must identify benefits in the short or longer term, as well as business risks and how they can be
mitigated. There are many potential private sector partners, for example ranging from:

i. individual veterinary professionals or paraprofessionals delivering a service directly for the
Veterinary Authority, through
ii.  producer associations cooperating in design of regulations or support to exports, to
iii.  national or international companies bringing resource to deliver outcomes unattainable by the
public sector alone.

Successful PPPs are founded on true partnership working where public and private partners have:

a mutual appreciation of respective benefits and goals;

a common understanding of the outcome to be delivered by the partnership;

respective roles of the parties defined and understood;

committed resource and capability to apply good project management practice with effective
coordination, good communication and joint monitoring; and

e. strong and lasting leadership commitment to making the partnership work and be sustainable.
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Group discussion 1: Needs, benefitsand

impacts

Use the table below to record the high-level justification of why the PPP you are considering is

important.

Activity identification and
prioritisation

e As per your thematic group,
please list out the key
activities.

e Prioritise these activities.

Relevance

e Out of the prioritised
activity, please define which
area is most relevant for the
PPP.

o Please specify the need for
this PPP.

Goals of the PPP

e Discuss and consider a
specific PPP to be
developed.

e What are the benefits (what
it aims to achieve)?

e What are the objectives (the
targets and purposes)?

Name/description of the PPP:

Benefits of the PPP:

Objectives of the PPP:




Supporting materials

The public sector should consider the potential to apply PPP in all areas under their responsibility,
including for example policy development, trade facilitation, and disease control. This should include
the activities that they are required to deliver and whether they are effectively achieved, including
geographical coverage and ability to meet stakeholder needs outside of campaigns or specific
seasons. An assessment of where there are gaps or shortfalls will reveal the potential to engage in PPP.

Private sector partners may have a range of reasons to initiate or engage with a PPP proposal. For
example:

e Tosecure services or outcomes needed to facilitate their business, for example to access
export markets;

o Todeliver services that will increase business returns;

e To meet corporate or societal responsibilities or obligations;

e Other areas where working with the public sector to deliver an agreed service or outcome will
advance short or long-term business goals.

Initial consultation of relevant stakeholders is needed to test the proposal and verify the need and value
from the perspective of the end user as well as likely parthers

At the initiation stage, public partners must ensure fair opportunity for involvement for all relevant
private sector actors. If a proposal is initiated by the private sector, fair access is still a consideration for
the public sector, subject to the specificity of the project and the laws of the country. As a minimum, the
public sector should ensure that all relevant private sector actors are aware of the possibility of
engaging in a PPP.

PPP Activities Benefits* Q Longer term
impacts
Services: Diagnosis, e Disease control
(T;’ea:ﬁmeqt, Vag:cigjltion. + Food security Stronger national
ertification, Breeding 4 pubiic heatth economy
controls, etc. |
T Market access Greater trust
Other activities: Policy 1 Livestock productivity )
development, etc. ® Better regulation Reduced business
| risk/ increased
® Profit/revenues rtuniti
Infrastructure: l Improved quality Opportunities
Ab?’l-t?ows, quarantine of services Improved public health
facilities, etc. oo
Improved livelihoods
Employment .Hedu;?d societal
Empowerment of women inequalty

Synergies between sectors \ /

Individual & business
confidence

T Improved competencies
T Collaboration
® Optimisation/efficiency
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Group discussion 2: Stakeholder

analysis, mapping and engagement

Stakeholder analysis helps to define a way to engage stakeholders so that the impact of the
activity can be maximised. Use the table below and the matrix on the following page to analyse the
stakeholders who will be affected by your proposed PPP.

Stakeholders Public sector Private sector

e Who are the
stakeholders with an
interest in your
proposed PPP?

e Underline those that
could be potential
partnersin a PPP.
You may use the
stakeholder mapping
matrix to assist.

e How will you engage
with the stakeholders
that will be involved?

e How will you ensure
continued
engagement over the
lifetime of the
partnership?




Power

Low

High

Engage closely and influence activel
Keep satisfied e g I g
Monitor Keep informed
Low

Interest

High




Supporting materials

Everyone with an interest in a proposed PPP and the services or outcomes that it is intended to
deliver is a stakeholder. Not all stakeholders have the same importance to the success of PPP
but this should be considered carefully according to the particular situation.
Veterinary inspection at markets/fairs/shows ««+-. .
Animal identification and census «--. :
Outbreak investigation «««. :

Border controls and quarantines «««.,
L] Traders and dealers

Ministry of Trade ««+ + - . Vetennary e : """" Small holders
authority - '-.
Ministry of Agriculturg ss«ss. . ST Gommercial farmers
Other public :
Ministry of Livestock ««««-* stakeholders L e Pastoralists

Ministry of Health «++ . - -
Livestock
Other private
stakeholders
. Service
. providers
Retailers ==+ 1

Food processors ««+-" . : "++++ Local government veterinarians
(] 1 0y o' . W
Farmers’ organisation ««.«* » . "= es Milk collectors
. .
Veterinary Chamber =+« -+ **+... Private veterinarians

: "=+.. Farm product suppliers (feed, equipment, insurance, etc.)
¢+ *seus Inseminators

..... Transport
Itis critical to both parties to establish that a proposed service is wanted by the end user, for
example livestock keepers. If PPP partners have evidence that the service will be of benefit, but
this is not recognised by the intended beneficiaries, the PPP project must include a strategy to
ensure uptake of the service and ultimate realisation of the benefits. This will be an essential
component for the sustainability of the initiatives.
PPP may be enabled by a variety of catalysers, ranging from research and knowledge partners,
facilitating discussions and agreements or providing capacity development for different actors
involved, to resource partners and investors, such as national or international Non-
Governmental Organisations (NGOs) or foreign Government development assistance
programmes. These are key stakeholders, but not partners included in formal or informal
governance arrangements and will be referred to in this Handbook as “catalysers”. The nature
and timespan of support from catalysers will be important to the feasibility of particular PPP
projects, and public and private partners must ensure that their business case provides an exit
strategy from catalyser funding, if PPP is to be sustainable in the long term.
Working effectively with stakeholders (stakeholder engagement) is crucial to the success of any
PPP project. Even the simplest transactional PPP will be of interest to people outside the
partnership, for example farmers receiving free or subsidised vaccination of their stock care
about the quality of delivery. Stakeholder input will ensure that the context is taken into account
during planning, so the PPP is more likely to succeed. Supportive stakeholders may ensure
success whilst negative groups may derail a PPP project or create unnecessary work to allay
their concerns.



Group discussion 3: Developing a PPP

project plan

A. Roles and responsibilities

Now you have determined who will participate in the PPP, you need to clarify “who does what”
during development of the project plan. This will help to clarify governance and management of
the PPP (which follows next).

Partner name Role Tasks / activities / expectations




B. Initiating and establishing the PPP

1

Governance

Identify favourable
and unfavourable
elementsin the
regulatory /
legislative
framework within
which the PPP will
operate.

How can challenges
be addressed?

Which type of
governance
structure would be
most efficient for
such PPP?
Examples from the
Handbook are listed
as suggestions, but
this must be
informed by the
specific situation.

Legislation/regulation

Sanitary mandate

Memorandum of understanding (MoU)
Contract

Agreement/convention

Others (none/not specific/not clear):

I B B

Concretely, who is
expected to have a
role in governance?

Resources

Which specific
inputs will the public
and private sector
partners bring to the
PPP?

How will these be
mobilised? What
specific actions
need to be carried
out for such
resource
mobilisation?

Public sector resources Private sector resources




12

Management

e Concretely, howis
the expected PPP to
be managed and run
on a day-to-day
basis?

e Refer backtothe
previous session on
roles and
responsibilities.

e Think about some of

the following

(among others):

o Overall
management
mechanisms

o Coordination
and activity
implementation

o Financial

accountability

Benefits

List the expected benefits in
terms of outputs (short-
term results, outcomes
(medium-term results) and
impacts (long-term effects).

Public sector benefits

Private sector benefits

Outputs

Outcomes

Impacts
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Main findings and
difficulties during this work
session

Supporting materials

A SWOT matrix is provided on the following page to help you reflect on factors internal and external to
the PPP (including resourcing, governance, management and benefits) which may affect the
functioning of the partnership.

Notes:




Internal factors affecting the partnership

External factors affecting the partnership

Strengths

Weaknesses

Opportunities

Threats

Helpful to achieving the objective

Harmful to achieving the objective

14



C. Risk management, monitoring and evaluation

Risk identification and
management

e What barriers to
implementation could
stop the PPP from being
implemented?

e Once established, what
current risks may affect
the functioning of the
PPP?

e Which emerging risks
need to be considered?

e Foreach identified risk, Risk
think about the likelihood

(L) it will occur and the

impact (1) on the PPP if it
does occur.

e Calculate the severity (S)
and then rank the risks (R)

in order of importance.

¢ What can be done to
reduce the risks from
occurring? (mitigating
actions)

e What can be done to
reduce the impacts if the
risks do occur?
(contingent actions)

e Whointhe PPP manages
these risks and how are
they identified /
reviewed?
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Impact
2 3 Y
«©Q T %
= g e @ | @
o 0 = 3
1 2 3 4 ) Severity
Rare 1 o 3 a 5 1-6 L_OW_: Proac'Flve. mltlgatlon. Continue
monitoring. Periodic review.
Low o a 6 8 10 8-.1.2 M(?DERATE: Reac.tlve and proactive
mitigation. Regular review.
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8
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2
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Notes:




Monitoring and evaluation

Monitoring: how can the
performance of the PPP
be assessed? Record
SMART Key Performance
Indicators (KPIs).

Record the various pieces
of information required to
establish the monitoring
and evaluation plan.

Data collection:

Establishing the baseline:

Roles and responsibilities to carry out M&E:

M&E resource requirements:

Review of the M&E plan and learning:

How will M&E information
be provided to
stakeholders (and to
governance) to show
current status?

17



e FEvaluation:
o Who carries it out?

o With what
frequency?

o Whatisdonein
response?

Use the PPP evaluation tool to determine operational
effectiveness and quality attributes of the PPP being scoped.

Fermabaton of e comren stiscies

Main findings and difficulties
during this work session

18



Supporting materials

The roadmap below shows the steps to be followed to determine an M&E plan.

stayf ’(le

tes

2. Identify Key Performance
Indicators (KPlIs)

3. Determine data
requirements and
collection

1. Define objectives
and outcomes

10. Review and
update

T. Design an evaluation
framework

9. Incorporate
learning

8. Develop a data
analysis plan

5. Identify M&E team .
and responsibilities

6. Develop an
M&E plan

Notes:

19



Presentation and discussion of PPP

project plans

Notes:

20



Space for sketching or additional notes
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Supplementary materials

Checklist for Executive leaders and their implementation teams

The enabling environment

1. Do the laws of the country permit the PPP or does the project identify and address change to the law to enable the
PPP?

2. lIsthere asupportive Government policy for PPP or does the project have plans to gain support?

3. Has strategic level agreement been obtained to PPP in principle and/or the specific project or is there a strong case
prepared?

Exploring the need for PPP, and benefits and positive impacts to be achieved

4. Who is delivering the service or other activity now, or is it not being done at all? What is the problem with the current
situation?

5. lIsthere a good case that the service should not be exclusively delivered by either public or private sector? i.e. is there
a clear comparative advantage for a PPP?

6. Has the service or outcome been clearly defined and the need established and agreed?

7. lsthere end user demand for the proposed service or outcome or does the project include a plan to create positive
demand?

Determining the type of PPP, partners and governance

8. Have the right partners been identified and engaged? Who are the partners and catalysers who have committed
themselves? And those who have not?

9. Arethe proposed governance arrangements appropriate to the type of PPP project?

Identifying resources to plan and run PPP
10. Have the partners committed to provide the necessary resources?
11. If the project relies on funding from catalysers, is there an exit strategy to ensure sustainability?

Creating a business case and securing agreement to proceed

12. Is there a sound business case?

13. Are the projected benefits well identified and realistic?

14. Is there strong leadership support from all partners, committed to championing and supporting the project?

Programme and project management

15. Have project management principles been applied and is ongoing project management planned and resourced?

16. Are the organisational capabilities of the partners, and appropriately skilled people in place, and sufficient to support
the project, for example on project management or procurement and contracts?

Stakeholder engagement

17. Have the right stakeholders been engaged and proper consideration given to their needs and feedback?

18. Is there a plan for initial and ongoing communication, internally to the partners and externally to stakeholders
including strategic leaders?

Barriers to implementation

19. Have economic, cultural or other factors, for example loss of individual status or remuneration, that might cause
resistance from people in either the public or private sector been considered, and are there plans to address any
issues?

20. Have unintended consequences, for example loss of critical mass in the public sector to enable it to meet other
responsibilities or negative reactions from trading partners, been considered, and are there plans to address any
issues?

21. Have conflicts of interest and risks of corrupt behaviour or fraud been considered and mitigated?

Monitoring and evaluation

22. Is there a Monitoring and Evaluation plan agreed by all partners?

23. Is there an agreed mechanism to address poor performance by any of the partners, including timescales for
corrective actions, with appropriate sanctions set out to be applied if needed?

24. Does the project provide for flexibility to review and adjust on the basis of evaluation?

22



The PPP Charter: 12 principles for Public-Private Partnership in
the veterinary domain
Public-Private Partnership is a joint approach in which the public and private sectors agree

responsibilities and share resources and risks to achieve common objectives that deliver benefits in a
sustainable manner.

The following principles should be applied when creating Public-Private Partnerships (PPPs) to provide
services to end users in the veterinary domain.

1. Public-Private Partnerships may be initiated by 7. The benefits and impacts of the service(s)
either the public or the private sector delivered must be defined, understood and
respected by both parties.

2. The public partner(s) must ensure that the 8. The duration of the partnership must be
service(s) to be delivered fall within their statutory | predefined by both partners, with the possibility
or political mandate and meet the intention of that | to extend the period if deemed appropriate
mandate. following joint evaluation and review.

3. The public partner must ensure that the PPP is 9. All parties must commit the necessary
lawful and that any legal obligations or constraints | resources to ensure strong joint governance of
are understood and properly implemented by all the PPP

parties.

4. All parties must ensure that any Public-Private 10. The private sector partner(s) must have the

Partnership is developed with appropriate opportunity to capitalise on the benefits and
transparency to all stakeholders and that relevant | impacts that accrue through the partnership.
private actors have equal opportunities for This must be transparent to the public partner
engagement, for example by proposing new and must not be to the detriment of the service
initiatives or competing in a tender process delivered or realisation of the expected
initiated by the public sector. benefits/ impacts for the public sector

5. All parties must agree on the definition of the 11. The terms of the partnership must be set out
service(s) to be delivered, how they are to be clearly, either in a formal contract or in an
delivered, and how that delivery is monitored, alternative form appropriate to the PPP and
assured and evaluated. agreeable to all parties in the PPP.

6. The service(s) delivered by the PPP may have 12. The PPP must have an agreed stakeholder
differing impacts and benefits to the public and engagement and communication strategy
private sectors. which includes an appropriate approval
process.
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For more details, please visit our webpage

Public-Private Partnerships in the veterinary domain

and contact ppp@woah.org
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