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Objectives:

The objective is to monitor and verify the operationalization and ongoing performance of installed health care waste management (HCWM) equipment. The goal is to affirm that installations transition successfully from commissioning to sustained operation. 

The review focuses on verifying that mechanisms are in place to support the ongoing operational sustainability of Global Fund funded investments in health care waste management and infrastructure. Within this, the review will identify risks that may impact long-term functionality, compliance, and sustainability.

Scope of Review:

As much as feasible, sites in which HCWM equipment has been installed should be regularly reviewed. The frequency and scope of the review will be determined by the Global Fund Country Team. This review shall focus on the technical functionality of the equipment, and the administrative and operational capacity of the sites in question, including aspects such as operator competence, budget availability, and consistency of preventative maintenance planning. 

The review includes equipment used for the safe and compliant treatment of health care waste (HCW) and will primarily comprise high temperature incinerators (HTIs) and autoclaves. The review should be undertaken a minimum of six months after equipment installation and handover to allow sufficient time for normal operations to bed in and/or teething issues to be identified and resolved.

HTIs vary significantly in size and complexity, from small scale units (more suitable for the treatment of HCW generated onsite) to large, centralized treatment hubs intended for the processing of waste from a range of regional or feeder satellite sites. The incinerators will include both a primary and secondary combustion chamber, and some may be accompanied by air pollution control equipment (such as wet/dry scrubbers on larger units or venturi scrubbers on smaller units). 

All equipment purchased through Global Fund grants is within scope of the review. This may also include additional items such as protective equipment (PPE) and spare parts.

[The detailed scope is to be tailored to the portfolio context, risks and feasibility and agreed between the LFA and the Global Fund Country Team prior to commencing the work].
The following will be required to respond to the questions outlined in this document:

1. Desktop review, as part of the initial baseline mapping of the LFA to review the available documentation and qualitative feedback from relevant stakeholders.

2. Site visits to verify: (1) the processes being undertaken as part of the assessment of actual operation of the equipment; and (2) the wider waste management systems feeding the sites. 

Tasks:

As part of the desktop review and site visits, the LFA should provide responses to the review questions to monitor the status of the HCWM equipment and the effectiveness of its ongoing operation. 

Where sites have multiple equipment installations, any issues specific to a single machine should be clearly noted in the responses. 

The questions cover the following sections, which the Global Fund Country Team can select to tailor the review to the primary areas of need. 

(a) General Information – Includes general site information to be completed for each site/review.
(b) Service Delivery KPIs – Defines a set of key performance indicators to support LFAs in monitoring and reporting ongoing operations. 
(c) Review of Operations – Includes a series of questions that examine the status of the equipment and the operational practices at the site to identify areas of risk or inefficiency. These questions have been grouped across four themes:
i. Operational status – examines the operational status of the equipment, and whether structures are in place to consistently monitor performance. 
ii. Maintenance and reliability – examines the completion of preventative, reactive and life-cycle maintenance. 
iii. Operator competence – examines the ability of operators and site staff to operate the equipment effectively
iv. Budget and costs – examines the effectiveness of long-term budgetary planning.


General Information

	Question
	Response

	General site information

	1. Project or site name in scope of the review:

	

	2. Location (city, address, coordinates):

	

	3. Names and contact information of key informants and staff responsible for supply chain management or facility operation
	

	4. Type of HCWM equipment included in the scope of the review, including model and manufacturer (eg incinerator, autoclave)
	

	5. Installation date
	




	Question
	Response

	Installation, commissioning and handover

	6. Was a commissioning report completed and signed by both the manufacturer and PR?
	

	7. Were all required handover documents provided including: operation and maintenance manuals, warranty documents, standard operating procedures and training confirmation? 
	

	8. Are warranty and service agreements understood and accessible?
	

	Comments (Please provide any additional information to substantiate your responses above and/or highlight any particular issues/risks, as appropriate): 







Service Delivery KPIs
These KPIs should be used to monitor effective equipment performance. Each facility should be regularly collecting and recording data on the metrics identified below. The metrics facilitate a technical comparison between one site and another and help in establishing operational benchmarks for any given country or local setting. The LFA is responsible for reviewing whether the results indicate sub-optimal performance. If KPIs are not being met, Section C ‘Review of Operations’ provides prompts to help identify underlying issues and corrective actions to mitigate those issues. The LFA is expected to complete the KPI review for each site included in the scope of the review. Where there are multiple units or more than one type of unit at any site, the KPI review should be completed for each equipment unit.
A Red, Amber, Green (RAG) index can be used to visualize adherence to KPIs and identify key priority areas for corrective action. This should be applied using a context specific, qualitative assessment of the appropriate operating conditions at the site and based on engagement with local operators. 
RAG indicators should be applied to each metric as follows:
Green: Metric is indicating acceptable or good operational performance. Performance should be maintained at this level.
Amber: Metric is indicating moderate deviation from good operational performance. Indicates a need for review and corrective measures. 
Red: Metric is indicating significant underperformance. Indicates that immediate corrective action is required. 
The KPIs are based around the key types of information that the operator should be expected to monitor and record.
1. Total operating time
To assess how frequently the equipment is used, determine whether the size of the equipment is broadly appropriate for the volume of waste processed and/or understand whether any changes are required to the operating regime.
	KPI
	Metric
	Value
	RAG

	Operating time
	Hours per week
	


	



2. Total fuel usage
To identify whether the volume of fuel used is proportionate to operating frequency/duration. This could help establish inefficient combustion (in the case of HTI), and  inadequate waste loading or operator handling.
	KPI
	Metric
	Value
	RAG

	Fuel usage

	Litres per week
	


	


3. Volume of waste processed
To identify trends or changes in the volume of waste over time and to understand whether any changes are required to the operating regime.
	KPI
	Metric
	Value
	RAG

	Quantity of waste processed

	Kg per week
	


	



9. Completion of preventative maintenance
To establish whether maintenance checks are being carried out in accordance with manufacturer recommendations and likelihood of subsequent equipment failure. 
	KPI
	Metric
	Value
	RAG

	Preventative maintenance completed
	% of required preventative maintenance tasks completed
	


	



[bookmark: Review_of_Operations]Review of Operations
(i) Operational status 
	Question
	Response

	Equipment status

	1. Is the equipment currently operational (fully / partially / non-operational)?
	

	2. If not fully operational, what are the main causes (e.g. fuel, maintenance, operator capacity)?
	

	3. Is continuous power supply available to support uninterrupted operations?
	

	4. Is an adequate fuel supply consistently available at the site?
	

	5. Are there frequent shutdowns or interruptions, and are they being tracked and addressed?
	

	6. Are there any signs of damage to the equipment as a result of improper use (eg cracked refractory lining)?
	

	7. Has an operation schedule been developed? Is the equipment being used consistently in line with this intended schedule?
	

	8. Is there a backlog of waste, indicating underperformance, poor scheduling or unavailability?
	

	9. Does the site have provision of required waste handling equipment (eg bins, bags)?
	

	10. Are arrangements in place to establish a consistent supply of waste?
	

	Comments (Please provide any additional information to substantiate your responses above and/or highlight any particular issues/risks, as appropriate): 





	Question
	Response

	Monitoring of operations

	11. Are records being kept of the volumes and types of waste being processed? 
	

	12. Are records of fuel usage being kept?
	

	13. Are records of total operating time per week being kept?
	

	14. Are there weighing scales so that waste volumes can be accurately recorded?
	

	15. Are issues (eg incorrect waste supply, unavailability of fuel) being logged and escalated to the relevant parties? 
	

	16. Is there a system in place to regularly monitor equipment performance (eg monthly reporting)? 
	

	Comments (Please provide any additional information to substantiate your responses above and/or highlight any particular issues/risks, as appropriate): 





(ii) Maintenance and reliability
	Question
	Response

	Maintenance planning

	1. Have the preventative maintenance requirements been clearly set out by the equipment provider?
	

	2. Is there a preventative maintenance plan in place? Does this clearly define the required frequency of each intervention? 
	

	3. Is there evidence (eg logs, completed checklists) that preventative maintenance is completed? 
	

	4. Where technical support is required, is this readily available from the equipment supplier? 
	

	5. Are equipment breakdowns recorded with details of cause, duration and corrective action?
	

	6. Are there clear troubleshooting procedures in place so that common pitfalls can be easily corrected?
	

	Comments (Please provide any additional information to substantiate your responses above and/or highlight any particular issues/risks, as appropriate): 





	Question
	Response

	Spare parts and ongoing support

	7. Have critical spare parts been provided and are they easily accessible?
	

	8. Is there a system for tracking and replenishing spare parts and consumables as required?
	

	9. Do on-site staff have sufficient technical capacity to carry out routine maintenance tasks?
	

	10. Is remote technical support available when needed?
	

	11. Is there a list of ‘regional agents’ through whom spare parts and maintenance can be provided?
	

	12. Is there sufficient awareness of what can be claimed under the warranty agreement?
	

	Comments (Please provide any additional information to substantiate your responses above and/or highlight any particular issues/risks, as appropriate): 





(iii) Operator competence
	Question
	Response

	Training and operator competence

	1. Have operators received formal training on equipment operation and safety procedures?
	

	2. Are training records available and up to date? 
	

	3. Are operators confident and competent in operating the equipment?
	

	4. Is a program of refresher training planned or implemented? 
	

	5. Do operators have capacity for basic troubleshooting and maintenance on-site?
	

	Comments (Please provide any additional information to substantiate your responses above and/or highlight any particular issues/risks, as appropriate): 






(iv) Budgeting and costs
	Question
	Response

	Operational expenditure

	1. Has a budget been developed for ongoing operations?
	

	2. Which entity is funding ongoing operations?
	

	3. What is included in the budget? Is sufficient to support sustainable long-term operation?
	

	Comments (Please provide any additional information to substantiate your responses above and/or highlight any particular issues/risks, as appropriate):




Output/Deliverables and timing of deliverables:

The report should address each of the points listed under the scope of review and include:
1. A detailed description and analysis of the performance of the equipment utilising the KPIs outlined in Section B and any issues/risks identified for each equipment unit at each of the sites where HCWM equipment has been installed identified in Section C. The LFA should comment on the context and root causes of the issues identified, providing background information as necessary and prioritise the list of issues in an executive summary according to their significance. 
2. Recommendations for addressing issues identified. Recommendations should be:
· Detailed and actionable
· Specific and contextualised
· Time-bound
· Identifying the main entity responsible for implementation
· Precise and prescriptive
Should the review identify clear evidence of fraud, the LFA should ensure it uses the Global Fund communication protocol to inform the Global Fund Secretariat and the OIG to allow consideration of evidence collection and other issues relevant to a possible criminal investigation.
Service Delivery:
This task should ideally be undertaken by the LFA Waste Management expert in close collaboration with the LFA PSM Expert who are accountable for the technical content of this report. They can be supported, as needed, by other LFA team members in the planning and during the verification. The LoE for this task, including report writing, depends on which elements of the ToR and the number and location of sites are included in the scope of the review, as agreed between the Global Fund Country Team and the LFA. 
Background information: 
The following documents will provide useful background information to assist the LFA in completing this review:
	Document
	Description
	Source

	Equipment Operation and Maintenance Manuals
	Contains relevant information regarding maintenance and operation of the equipment.
	Contact the equipment supplier

	WHO overview of technologies for the treatment of HCW
	Guidance comparing technologies for treating infectious and sharp HCW.
	WHO - Overview Technologies Treatment of Infectious and Sharp Waste.pdf

	WHO guidance on safe management of wastes from health-care activities
	Guidance summarising safe HCWM.
	Safe management of wastes from health-care activities: A summary
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