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Executive summary 

Findings 
The findings of the ETR are captured and presented under three major headings: 

● The overarching objectives, progress and the Theory of Change  
● WOPs, the activities in the Work Packages and the results  
● Governance and management of WWX 

Overarching objectives, progress and the Theory of Change  
The programme objective is to achieve sustainable management of drinking water supply. 
Two targets have been formulated: one is to achieve the turnaround of the mentee 
utilities, and the second is to provide access to 10 million people served by these mentee 
utilities. The turnaround is modelled on a publication by SECO (2016) and the figure of 10 
million is an important component of the Dutch Government’s commitment to contribute 
to achieving SDG6. 

The turnaround potential was investigated by the MTR, which concluded that about half 
of the utilities were on their way to turnaround, one quarter could achieve it but had 
limited ambitions towards full turnaround and the other quarter was unlikely to get there. 
Progress monitoring at the programme level at the end of 2020 showed that outputs by 
the WOP are at 50-75% of the target, with good expectations towards completion by the 
end of 2021. Progress from outputs to the utility KPIs and the intermediate and final 
outcomes are quite understandably trailing behind and meeting the phase I targets by 
2021 is less likely. 

The 10 million target is for 2030 and the subordinate target for phase I is 1 million. The 1 
million target has already been achieved, of which 400,000 were achieved by the 
programme directly and the other 600,000 were attributed to the programme but not 
achieved by WWX directly. With a linear growth of directly-funded beneficiaries to a 
maximum of around 2 million, the pressure is on indirect, external financing to close the 
8 million gap. Most mentee utilities are not creditworthy and revenue-based financing is 
unlikely for that reason. The preparations for investment financing are therefore focused 
on more conventional financiers such as IFIs, donors, national and local governments, 
where creditworthiness is not a necessary condition. A number of investment proposals 
targeted at these financiers are being developed and would – if successful – reach out to 
an additional 3 to 5 million people, thus covering half of the 8 million gap.  

Considering the progress and present results against the Theory of Change, both 
achievements and challenges become evident. The achievements are clearly visible in the 
inputs and outputs for Work Packages 1 and 2 (bottom left quarter of the ToC). The 
challenge – which may be a matter of time – is to see changes in the utility’s operational 
performance KPIs and the related intermediate and final outcomes (top left quarter of the 
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ToC). The greater challenges lie with the finance and enabling environment side of the 
ToC (right-hand side of the ToC). Here, there are visible outputs on the finance side but 
the outlook towards financially sustainable utilities is quite bleak and the perspective on 
the financing for the 10 million is yet to be confirmed. On the enabling environment side, 
ongoing activities are limited to a few countries only and where Work Package 4 is active, 
the level of effort to achieve an active and productive role in the local water sector and 
investment financing is constrained and progress towards the outcomes is limited (and 
hardly attributable). Accordingly, achieving the outcomes in this part of the ToC requires 
a major adjustment of the efforts.   

The ToC is widely considered not to well fit with the realities on the ground and it is in 
need of a revision, which is known to be ongoing. The question is whether – and, if so, 
how – the overarching objectives of turnaround utilities and the 10 million can be 
achieved and what the ToC for that would be.  

WOPs: Types, ambitions, activities, knowledge sharing 
WWX currently comprises a large variety of WOPs. There are WOPs taking on one-third 
of the premeditated ‘menu’ of activities and those taking on nearly all of them. There are 
WOPs with one and those with multiple mentee utilities. On the mentee side, there are 
different ambitions, sizes, and levels of maturity. Moreover, there are contextual 
differences, in both the enabling and physical environments. On the mentor side, the 
ambitions to achieve or contribute to the objectives of turnaround and the 10 million also 
differ. The WWX programme has not yet systematically analysed the different WOP 
configurations relative to their potential to achieve or contribute to the overall objectives, 
or in an attempt to structure or stratify the WOPs towards a set of achievable objectives 
and targets. 

Considering size alone, larger mentees such as Nairobi would be able to make a major 
contribution to the 10 million target on account of their natural growth, their most likely 
much larger investment projects, and the attention that they generally receive from their 
own government and the conventional investment financing community, Therefore, 
turning around the same large mentee utility would require high visibility of the WOP and 
a huge effort in terms of WOP inputs. By comparison, a smaller utility can only make a 
relatively small contribution to the 10 million, but for the mentee the WOP may be a 
relatively large intervention with strong potential to benefit and work towards 
turnaround, or rather to achieve an increased level of maturity. 

In terms of synergy at the WOP level, there appears to be a seamless synergy between 
Work Packages 1 and 2, while there is much less synergy between these two Work 
Packages and Work Packages 3 and 4. Indeed, there is also little synergy between Work 
Packages 3 and 4, leaving aside the fact that Work Package 4 is only applied in a few WWX 
countries. On synergy between WOPs, there appears to be more synergy between WOPs 
managed by the same mentor than between WOPs in the same country. However, there 
is a growing awareness that in-country WOP should interact more. 
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In Work Packages 1 and 2, shortcomings in the technical and commercial business 
processes have been identified and are being expeditiously addressed, as evidenced by 
the monitoring system and field reports. The peer-to-peer system is working well, likewise 
the coaching system whereby work defined in the annual plans is assigned to specific STEs 
and mentee utility staff, with supervision by the project manager and a senior utility staff 
member. It is increasingly realized that the STE system has its own limitations and the gap 
between missions and the requirement for context-specific knowledge and skills needs to 
be supplemented by an increased input by local experts or knowledge centres.  

The activities in Work Packages 3 and 4 are directed towards creating a conducive 
environment for sustainable drinking water supply (WP4), creating financially sustainable 
utilities and increased access to investment finance (WP3). On attracting investment 
finance – a roughly $300-500 million portfolio for the anticipated 10 million people 
targeted by WWX – it has been found that creditworthiness and access to revenue-based 
debt financing is doubtful for many mentee utilities and the only recourse is to seek 
financing for the larger investments through conventional sources (IFIs, donors, 
government). A pipeline of projects for nineteen out of 29 WOPs has been initiated, while 
one project (Mandalay) reached FC, and another eleven may be financed through IFIs. The 
potential of the more feasible projects is to reach out to between 3 and 5 million people. 
One constraint is that most mentee utilities have limited capacity in tailoring investment 
proposals to financier’s needs, while the mentor utilities – who have access to commercial 
funding – also have little experience in working with conventional financiers. Finally, the 
budget allocation for mentor utility staff inputs in Work Packages 3 and 4 is very small in 
comparison with the same allocations to Work Packages 1 and 2 (Eur 1.3 million for WP3; 
Eur 0.1 million for WP4, Eur 8 million each for WP1 and 2). 

The supporting Communities of Practise (CoPs) are operated from the programme level 
through Work Package 5. The CoPs – currently nine – were assigned an important role in 
supporting the STEs. At present, 75% of the membership comprises STEs, but there is a 
growing membership by local staff, albeit only in two CoPs. A recent evaluation of the 
CoPs showed some deficiencies, for one of them ‘a low level of vibrancy’. In an attempt 
to counter the deficiencies, overall CoP coordination and time allocation to CoP 
coordinators has recently been improved. However, STEs only have very little time 
allocated outside of their missions to engage with CoPs, and they also appear to prefer 
direct contacts with colleagues. There are high ambitions on expanding the CoPs to 
include more local WOP and mentee utility staff, open them up to non-WWX WOPs of the 
same mentor utilities and other programmes – such as Blue Deal – and ultimately localize 
them, namely embedding them nationally or regionally. 

Governance and management of WWX 
Governance: Mentee utilities and other important actors in the water sector are not 
represented in the governance structure at the programme level. The MTR recommended 
including these actors, to which WWX responded that instead coordination and steering 
mechanisms were to be established at WOP and the country level. The ETR is not aware 
that this has actually happened. 
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Management of WWX: The consortium meeting comprising the MFA/mentor utility 
representatives and the coordinating unit is the programme’s decision-making body. The 
consortium meets monthly and is well attended to discuss a formal agenda supported by 
the necessary documentation. The programme coordination unit is very small (1.5 fte) 
and not empowered to manage the programme. Instead, programme management is 
through the mentor utilities, meaning that each of the four mentor utilities manages its 
own WOPs. To that effect, each mentor utility has appointed staff members to be the 
WWX regional managers and project managers that are accountable to the mentor utility. 
One mentor utility representative attends the consortium meeting. 

Role and inputs of the mentor utilities: Across the programme, there are different views 
on the commitment to ensuring the utility KPIs and the outcomes, varying between an 
obligation to do the utmost (inspannings-verplichting) and a commitment to achieve 
(resultaat-verplichting). The inputs by the mentor utilities are highly appreciated and 
considered relevant, particularly in Work Packages 1 (P&O) and 2 (Water). The STE inputs 
are highly valued but between-mission gaps and certain context-specific inputs could be 
provided by national experts and knowledge centres. The supporting COPs – the KM 
agenda of Work Package 5 – must be re-energized and opened up to mentee utility staff 
and local experts, non-WWX WOPs and possibly other programmes and even 
institutionalized at the (supra-)national level. 

Role and inputs of the MFA as an implementing partner: The MFA/RNEs are uniquely 
positioned to assist changes in the enabling environment (EE), although the EE activities 
are limited to a few countries only. The scope and magnitude of the challenges in the EE 
were underestimated, and the Ministry and embassies have human resource limitations 
that limit their inputs. Moreover, embassies were not specifically tasked and resourced to 
participate in WWX. Given the magnitude of the challenges – in particular in the area of 
investment financing – the embassies did not sufficiently address the challenge to 
mobilize in-country (IFI/donor/government) support for the benefit of the WWX 
programme. 

Conclusions 
The conclusions of the ETR are summarized by the DAC criteria of relevance, coherence, 
effectiveness and efficiency, and sustainability: 

Relevance 
● Turnaround target: (i) Work Packages 1 (P&O) and 2 (Water) are largely on track in 

terms of achieving outputs but significant efforts are required to realize significant 
improvement in the utility KPIs and the outcomes, while (ii) Work Packages 3 (Finance) 
and 4 (Enabling Environment) are trailing behind.  

● 10 million target: (i) WWX reported that the 1 million target for phase I was achieved, 
about 40% of which was through ‘direct’ investment from within the WWX 
programme, while direct investments are unlikely to exceed 2 million by 2030. (ii) 
Present investment proposals with a good likelihood of financing by conventional 
financiers (IFIs mostly) could deliver a maximum of 5 million people served. The 
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transaction-focused activities need to be accelerated and expanded to include all 
countries where investments are foreseen, especially in the early years of Phase II. 

● ToC: (i) The ToC does not suit the wide variety of WOPs, mentor and mentee utilities 
and the ambitions and challenges of the mentors and mentees, and (ii) it is in dire need 
of being tailored to the realities on the ground, thus allowing WOPs to achieve partial 
turnaround only and/or less than their proportional contribution to the 10 million. 

● Model for water utility reform: The SECO model for utility reform that formed the basis 
of WWX phase I has not received much attention during implementation. The Utility 
Turnaround Framework (World Bank) is considered to provide a more robust basis and 
a better aligned pathway towards improved utility performance.  

Coherence 
● Coherence at the programme level is constrained by the limited strength (FTEs) and 

role of the PCU but it allows mentor utilities flexibility to manage their WOPs in 
response to demand. 

● Stronger steering, adherence and focus on the development of the common agreed 
WWX KPIs towards the agreed programme targets is called for. 

● Coherence and synergy at the WOP level is good between WP1 (people and 
organization) and 2 (water), and between WOPs operated by the same mentor, 
although most WOPs are less aware and not well equipped for activities in WP3 
(finance) and 4 (enabling environment). 

Effectiveness and Efficiency 
● 10 million target: Reaching 1 million new people with access to water supply and/or 

sanitation services for phase I has indeed been achieved, while progress to date 
towards realizing the 2030 target of 10 million raises concerns about the ability of the 
programme to reach this target in a timely manner. 

● Utility turnaround target: The completion of the targeted outputs and more so the 
achievement of the targets for the utility KPIs and the intermediate outcomes by the 
end of phase I will require a significant effort during 2021. 

● The governance and management structure is effective but probably suboptimal, as 
mentor utilities have good control over the WOPs that they manage, but local partners 
are not represented in the governance structure and the coordinating office is 
understaffed. Furthermore, it was noted that the M&E framework does not include a 
regular review of the functioning of the PPP itself. 

● The absence of local/national governments (and other stakeholders) in the 
governance and management structure and similarly the absence of agreements with 
national/local governments on collaboration with and support for the local WWX 
programme is a missed opportunity for securing local ownership and commitment to 
help enhance utility operations and assist in raising support for infrastructure 
investments. 

● The linkages with other MFA-funded programmes like the Water Finance Facility 
(WFF), Finish Mondial, Aqua4All, Blue Deal, DRIVE and other bilateral water and 
climate-related programmes could be strengthened for the benefit of addressing some 
challenge areas in WWX such as sanitation, faecal sludge management and investment 
financing. 
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● While mentor utility inputs are highly appreciated and relevant, there is an under-
utilized potential to supplement mentor inputs with inputs from local experts.  

● CoPs are important for sharing experiences in WOPs and promoting coherent 
approaches, and they are being expanded, revitalized, and opened up to a much wider 
membership. 

● MFA/RNE inputs as an implementing party on the EE are extremely important 
concerning engagement at high political levels. 

● The opportunity to engage subcontractors is understood and practised at a modest 
level both at the programme level and by the WOPs. 

Sustainability 
● The enhanced skills and business processes in technical and commercial operations 

brought about by the WOPs are expected to be sustained through phase II but are 
conditional on continued WOP support and improving financial performance.  

● Prolonged sustainability after 2030 requires the completion and institutionalization of 
the WOP interventions in all thematic areas together with the sound financial 
operation of the mentee utility.  

● Knowledge management and capacity building are the keys to safeguard the 
sustainable delivery of services by the utility and need to be expanded beyond WP1 
and 2 to also cover the critical area of financial operations and the development and 
financing of investments (WP3). 

● The activities in finance need to ensure the sustained operation of the utility including 
the upkeep of the infrastructure investments. Progress towards climate resilience and 
poverty reduction are a high priority for the MFA and will continue into phase II.   

● Field check reports confirm that the WOP interventions in WP1 and 2 are likely to be 
sustained, although adequate resources are required for the upkeep of the newly-
acquired assets as well as systems for internalising and retaining the acquired 
knowledge and skills and reducing staff turnover. 

● The field check reports also confirm that the annual independent sustainability checks 
are not implemented and that instead un-audited utility KPIs are monitored. 

Recommendations 
The recommendations of the ETR are presented in relation to the DAC criteria of 
relevance, coherence, effectiveness and efficiency, and sustainability. 

Relevance 
1. Model for the improvement of water utilities: It is recommended that the SECO model 

for utility reform that formed the basis of WWX phase I is either supplemented or 
replaced by the more practical and hands-on Utility Turnaround Framework of the 
World Bank. It is advised to conduct a full maturity assessment of all WOPs in 2021 to 
both form the baseline and serve as the starting point for the design of the WOPs for 
phase II. The maturity assessment would precede the preparation of the phase II 
project proposal for each WOP. 

2. Turnaround target: It is recommended that the (i) efforts in Work Packages 1 (P&O) 
and 2 (Water) focus on achieving significant improvements in related key utility KPIs 
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and outcomes, and (ii) efforts in Work Package 3 (Finance) are stepped up to produce 
tangible results in the mentee utility’s financial performance. The outcome of the 
maturity assessment proposed in recommendation 1 will set the stage for the 
development of the phase II proposal and will undoubtedly require a significantly 
higher input and budget for this performance-related WP3 activity. (iii) Efforts in Work 
Package 4 (enabling environment) should be stepped up and expanded to all countries 
and primarily directed at creating conditions for the sound (financial) operation of the 
mentee utilities. All WOPs need to take increased ownership of the WP3/4 agenda and 
include it in their phase II plans, and all WOPs are advised to identify and take up EE 
work at the local level. Recommendations 7, 8, 13 and 17 present examples of 
increased inputs towards the integral achievement of the turnaround objective.  

3. 10 million target: It is recommended that (i) a concrete and realistic target for the 
‘direct’ investments in phase II is formulated for the WWX programme and each WOP 
separately. (ii) Likewise, a target for the ‘indirect’ investments in phase II should be 
formulated for the programme and each WOP, and (iii) efforts in Work Package 3 
(Finance) should be stepped up to cover the remaining gap to the 10 million with 
newly-developed investment proposals, whereby the outcome of the maturity 
assessment proposed in recommendation 1 will undoubtedly also require a 
significantly higher input and budget for this investment-related WP3 activity. (iv) 
Efforts in Work Package 4 (Enabling Environment) directed at facilitating major 
investments should be stepped up and expanded to all countries where such 
investments are planned. It is advised to pursue present investment proposals with a 
good likelihood of financing with vigour, including the regular assessment of failure 
risk in the process towards financial close and subsequently the timely and functional 
completion of the assets. It is advised that the pipeline of investment projects with a 
good likelihood of financing is identified, developed and presented to the relevant 
financiers (at the national and global levels) and the appropriate local authorities 
(national and/or local) early in phase II in view of the required lead time to completion 
of the assets. Recommendations 7, 8, 11 and 13 present examples of increased inputs 
towards the achievement of the 10 million objective. 

4. ToC: The ETR recommends that the wide variety of WOPs, mentor and mentee utilities 
is stratified by grouping them based on objectives. The ETR advises considering four 
groups of WOPs where each group has an appropriate ToC and related typical targets 
on (the path to) turnaround and the infrastructure investments. The ETR believes that 
WWX is in the best position to stratify the WOPs, but the groups could – by way of 
example – have the following profiles: 
1. Group 1: WOPs with a primary focus on a significant contribution to the 10 million 

and a good potential for turnaround. 
2. Group 2: WOPs with a primary focus on a significant contribution to the 10 million 

and a modest turnaround agenda. 
3. Group 3: WOPs with a primary focus on turnaround and a modest contribution to 

the 10 million. 
4. Group 4: WOPs with a modest contribution to the 10 million and a modest 

turnaround agenda. The continued support of Group 4 WOPs could be argued on 
the grounds of other, strategic objectives such as the desired presence of the WWX 
programme in specific regions. 
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5. The ETR recommends that each WOP has its own tailor-made project proposal that (i) 
fits within the ToC for the group but is tailored to the specific context, (ii) is based on 
the UTF baseline proposed in recommendation 1, and (iii) contains an analysis and a 
plan to manage the risks in realizing the phase II plans for the WOP. 

6. Achievement of the overarching objectives: The ETR recommends that when defining 
the WOP groups and setting the phase II targets for each WOP in collaboration with 
the individual mentee utilities, the programme should ensure that the combined result 
of all WOP groups and WOPs safeguards the 10 million target and the realisation of 
considerable progress towards turnaround at the programme level. 

Coherence 
7. It is advised to train WXX and mentee utility staff in sustainable financial management 

of utilities and the WASH enabling environment, accelerate and expand the activities 
in WP3 and WP4 and apply and tailor these WPs to all WOPs and mentee utilities in 
direct relation to the individual turnaround and investment ambitions. At the 
national/local level, regarding the WOP proposals for phase II it is recommended that 
the feasibility of the ambition levels is checked against the concurrent requirement for 
activities, inputs and budgets for WP3 and 4, by both the WOP and the RNE concerned. 
At the international level, it is recommended for WWX to engage and link more to the 
work done by international partners like the World Bank, OECD/DAC, UNICEF, and SWA 
on finance, governance, improving the legal and regulatory framework, utility reform 
and turnaround processes. 

8. It is recommended to apply more financial and human resources (through both STEs 
and consultants) and capacitate staff and thus allow WOPs to take more responsibility 
for performance in WP 3 and 4, especially at the mentee utility and local 
political/administrative levels. WWX is also advised to promote an integrated 
approach by WOPs covering all work packages. 

9. It is recommended to limit the work by the MFA in Work Package 4 (EE) to primarily 
cover the challenges at the (supra-)national level (IFIs, donors) and formally delegate 
and resource activities by the RNEs concerned. For the RNEs, it is recommended to 
focus on the strategic agenda in relation to the ambitions of the in-country WOPs and 
use their limited resources to engage with key international and national local actors 
that are in pursuit of national sector reform. Further, the RNEs are advised to assist 
the WOPs with strategic issues at the local level. Mentor and mentee utilities are 
advised to primarily focus their WP4-related activities at the local level 
(municipality/county). 

10. It is recommended to increase coherence and synergy with other MFA-funded 
programmes like the Water Finance Facility (WFF), Finish Mondial, Aqua4All, Blue Deal, 
DRIVE and other bilateral water and climate-related programmes at both the 
programme and country levels and take note of the ongoing exploratory work in this 
area by the MFA. 

Effectiveness and efficiency 
11. Given the substantial gap remaining to achieve the 10 million target by 2030, and in 

view of the long lead time required by IFIs and national governments in relation to FC 
for conventional investment financing, an acceleration of project development and 
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fund sourcing efforts is recommended with immediate effect and continuing 
throughout the first years of phase II. 

12. It is proposed to enhance the governance and management structure by (i) including 
representation of the recipient side at the programme and/or country level in an effort 
to increase ownership of the enabling environment agenda and obtain support for the 
required measures to enhance the financial performance of the mentee utilities and 
increase their access to investment financing, (ii) concluding collaborative agreements 
with national/local governments in support of the WWX programme objectives with 
the specific aim to help enhance the enabling environment for utility operations and 
to obtain their active support for infrastructure investments, and (iii) regularly 
reviewing the functioning of the PPP and the management structure in the M&E 
framework.   

13. It is proposed to expand the WWX coordinating unit by 0.5 to 1 FTE to supplement its 
analytical strength with the aim of creating a well-informed and more participatory, 
conducive and productive feedback loop on WOP performance to the mentor utilities 
and the WOP collective, and to continue and expand the unit’s strongly-appreciated 
guidance to the mentor utilities and the WOPs. 

14. It is advised to increase mentor utility inputs and budgets for WP3 and 4 from either 
within or outside the mentor utility, or both. In this respect, WWX is advised to 
consider parties that are suitably experienced and well respected.  

15. The peer-to-peer WOP model is excellent but finite and it is advised that local experts 
and knowledge centres are sourced, capacitated and used to supplement and 
gradually reduce the dependency on STEs, thus preparing the mentee utilities for the 
inevitable exit by WWX in 2030. In the same vein, it is advised that CoP support to 
WOPs is re-vitalized and CoP membership is expanded to include local experts with the 
ultimate aim of embedding CoP in local, national or supra-national institutions. 
Resources for these activities may be sourced from within and outside of WWX, and 
many of the recommendations from WWX’s own evaluation of the CoPs are well worth 
being implemented. 

16. MFA/RNE inputs as an implementing party for the EE are proposed should be reduced 
and brought in line with available capacity. Feasible inputs must capitalize on the 
convening and connecting powers of the MFA/RNE, leaving other work to the WOPs, 
other international and local stakeholders and development partners as well as 
consultants. 

17. It is proposed to expand the engagement of subcontractors (private, public and 
multilateral) for specific assignments that are not at the core of the competency of the 
PPP partners or exceed their capacity to actually deliver to cover shortfalls especially 
in the areas of finance (WP3) and enabling environment (WP4).  

Sustainability 
18. To sustain the achievements of phase I, the WOPs are advised to continue their 

support to the technical and commercial operations of the mentee utilities (WP1 and 
2) with the express aim to tailor the WOP activities to enhancing the sustainability KPIs 
of the mentee utility. It is proposed to increasingly shift emphasis to the mentee 
utilities’ financial management (WP3) to ensure a sound and sustainable financial 
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capacity and resources for utility operations, as well as the realization and upkeep of 
its investments. 

19. It is advised to expand knowledge management and capacity building beyond WP1 and 
2 to also cover the critical area of financial operations and investments (WP3). All KM 
and CB interventions at the mentee utility need to be increasingly locally embedded. 

20. Progress towards climate resilience and poverty reduction and attention to climate 
risks and pro-poor strategies are a high priority for the MFA and should be considered 
part and parcel of the strategy at the programme and WOP levels to secure the longer-
term sustainability of the mentee utility.  
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Acronyms and abbreviations 

AIWW Amsterdam International Water Week 
BEWOP  Boosting Effectiveness of Water Operators' Partnerships 
CB Capacity building 
CoP Community of practice 
CSR  Corporate social responsibility  
DAC Development Assistance Committee 
DFI  Development finance institution 
DGIS Netherlands Directorate-General of Development Cooperation 
DWSC Dutch water supply companies  
EE Enabling environment  
EIB  European Investment Bank 
ETR End-term review 
EU European Union 
FC Financial close 
FMO Netherlands Development Finance Company (Nederlandse Financiering 

Maatschappij voor Ontwikkelingslanden) 
GIS Geographic Information System  
GIZ Deutsche Gesellschaft für Internationale Zusammenarbeit 
GON  Government of the Netherlands 
IFI International financing institution 
IGG Directie Inclusieve Groene Groei 
IHE IHE Delft Institute for Water Education 
INGO International non-governmental organizations 
KM Knowledge management 
KPI  Key performance indicator 
M&E Monitoring and evaluation 
MFA  Netherlands Ministry of Foreign Affairs 
Min Fin Ministry of Finance 
MIS  Management Information System 
MTR Mid-term review 
NRW  Non-revenue water 
ODA Official development assistance  
P&O People and organization 
PCU Programme coordination unit 
PM Project manager 
PPP Public-private partnership 
RNE  Royal Netherlands Embassy 
RPM Resident project manager 
SDG Sustainable Development Goals 
SECO Swiss State Secretariat for Economic Affairs 
SMART Specific, measurable, achievable, realistic, timebound 
STE Short-term expert 
SWA Sanitation and Water Alliance 
TA Technical assistance 
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ToC Theory of Change 
ToR Terms of Reference 
UTF Utility Turnaround Framework 
VEI  Vitens Evides International b.v. 
WASH Water, sanitation and hygiene 
WB   World Bank 
WFF Water Finance Facility  
WHO  World Health Organisation 
WOP Water Operators Partnership 
WP Work Package 
WWX WaterWorX 
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1 Introduction 

1.1 WaterWorX Programme 
In 2015, the Government of the Netherlands committed to contribute to United Nations 
Sustainable Development Goal (SDG) 6 by making official development assistance (ODA) 
financing available to provide 30 people with sustainable access to safe drinking water 
and 50 million people with sustainable access to improved sanitation by 2030. This 
commitment was elaborated in “Contributing to water, sanitation and hygiene for all, 
forever”, GoN’s WASH strategy for the 2016-2030 period.  

The ‘WaterWorX’ (WWX) public-private partnership (PPP) is co-funded and executed 
jointly by the Dutch water supply companies (DWSCs) and the Netherlands Ministry of 
Foreign Affairs (MFA). It was started in 2017 and aims to ensure sustainable access to safe 
drinking water and/or sanitation to 10 million people by 2030. The primary vehicle for 
implementing the WWX programme is an array of water operator partnerships (WOPs), 
through long-term collaboration of a mentor and a mentee water utility aimed at peer-
to-peer learning and support.  

The WWX programme involves all ten DWSCs1 and has established 25 WOPs in eighteen 
countries.2 VEI b.v. holds the WWX Secretariat and represents six of the Dutch WSCs in 
the WWX partnership. Dunea, PWN, Oasen and Waternet operate independently from 
VEI.  

Chapter 3 elaborates on the Theory of Change (ToC), phasing, nature, aims, components 
and resources of the programme, and summarizes the findings of the mid-term review 
(MTR).  

1.2 Scope and Purpose of the ETR 
This review of the WWX programme was conducted to monitor the progress of the 
programme for accountability purposes, derive lessons for improving the programme and 
provide inputs for the design for phase II, which is envisaged to start in 2022. The general 
objectives of the ETR are to:  

● learn from activities and approaches in phase I and use them to inform phase II; and  

 
1 Vitens, Evides Waterbedrijf, Dunea, Oasen, (Wereld) Waternet, Brabant Water, Waterleiding Maatschappij Limburg 

(WML), Waterbedrijf Groningen, PWN Waterleidingbedrijf Noord-Holland and Waterleidingmaatschappij Drenthe (WMD).  

2 The 39 local partner utilities serve 30 million people. Eight countries have one WOP and the other ten have between two 
and five WOPs. Of the 25 WOPs, twenty are in eleven countries in sub-Saharan Africa.  
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● assess the progress on key programme indicators (KPIs) in relation to the effectiveness 
and sustainability of the programme. 

The above objectives will be achieved through: 

● a general review focused on learnings for Phase II; and 
● a field check for accountability and verification/triangulation of the phase I results. 

 
The evaluation uses research questions (found in Annex 1) to achieve the above 
objectives. The evaluation comprises a general review and a number of field checks, which 
will be elaborated upon in chapter 2. 

1.2.1 Specific objectives for the general review and field checks 
The specific objectives for the general review are to assess: 

● The relevance of the WWX, specifically in terms of: 
● the tailored approaches for utilities, specifically to inform the ToC for leveraging 

WWX’s activities in phase II; 
● the responses of the WOPs/EE and global-level activities to changing 

needs/circumstances; and 
● challenges and (unmet) opportunities in the implementation of the MTR 

recommendations.  
● The internal and external coherence of WWX, specifically in terms of: 

● the compatibility of the different work packages in general; 
● the way in which work on utilities, finance and the EE are coherently directed at 

improving service delivery and attracting finance; and 
● the interlinkages with other interventions and institutions in the country and 

sector, as well as worldwide. 
● The efficiency of WWX, in terms of: 

● strengths and limitations in the way in which roles are embedded within the PPP 
and different types of WOPs for reaching the objectives; and 

● strengths and limitations in the way in which the knowledge management is 
organized (people deployed, coordination) to facilitate knowledge exchange in the 
long term.  

● The sustainability of WWX, for example, in terms of: 
● the challenges and opportunities for different types of utilities to continue to 

attract finance in the long term; and  
● the way in which the programme deals with (anticipated) indirect or secondary 

effects.  
 

Specific objectives for the field check for the ETR are to assess: 

● The effectiveness of WWX, assessing whether the (reported) results of phase I are on 
track regarding the results chain, including the WOP and programme-level KPIs.  

● The sustainability of the programme, as per the specific set of sustainability indicators 
included in the M&E framework, mainly focusing on the WOP level.  



End-Term Review WaterWorX programme 

18   MDF Training & Consultancy, Ede office,       

● The results of the responses to the cholera emergency in Harare, and the Covid-19 
pandemic in WOPs where this was taken up. 

 
The field check is also executed to verify findings of the general review, i.e. as a means of 
data triangulation.  

1.2.2 Specific points of attention for the review 
In conformity with what is stated in the Terms of Reference (ToR) for the ETR, the ETR will 
also assess:  

● A number of elements that were not (sufficiently) covered by the MTR, comprising: 
● The attribution of WWX of the interventions on overall utility performance (with a 

focus on sustainability and KPIs). 
● Verification/triangulation of the main results in relation to the WWX’s targets at 

the output, intermediate outcome and final outcome level (if any).  
● The efficiency and effectiveness of the PPP, including WOPs, the ministry, and other 

institutions such as IHE Delft and GWOPA.  
● The effects of the activities under WP4 (Enabling Environment) and the efficiency 

with which this work package is organized, including the effects of the international 
lobby for WOPs and access to finance. 

● The internal compatibility of WWX, as well as the compatibility with other 
interventions within the countries, sector, and programme. This could assist in gauging 
further collaboration with the World Bank (and others) in phase II, for example. 

● The implementation of MTR recommendations as per the management response.  
● Overall, the findings related to the diversity/stratification of WOPs need to clearly 

inform phase II in terms of the selection of WOPs and the work packages to be 
addressed per WOP. These choices are linked to the level to which utility turnaround 
can be achieved, finance can be attracted and the ultimate goal of reaching 10 million 
people can be achieved by 2030.  

 

1.3 Report Structure 
The report comprises a summary, five chapters and annexes. Chapter 1 provides an 
introduction, chapter 2 outlines the methodology employed and chapter 3 an overview 
of WaterWorX. The ETR findings are presented in chapter 4, and finally conclusions and 
recommendations are presented in chapter 5. Chapter 4 is structured by the OECD/DAC 
criteria, whereby the narrative responds to the concerned subset of the 29 evaluation 
questions of the ToR.  

The caption of the figures showing survey results make reference to the concerned survey 
question in annexure 3. The annexures include - among others - the evaluation matrix, 
the TOR, the survey questions, the list of interviewees, the analysis of WWX progress and 
the six field check reports. The report is in two volumes: (1) the Final report with most of 
the annexures (132 pages), and (2) the bigger annexures 1, 3, 8 and 9 (222 pages). 
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2 Methodology 

The guiding document used for the methodology of this ETR is the evaluation matrix, 
which can be found in Annex 1. The matrix provides an overview of the approach, 
methods and data sources per research question under the OECD DAC criteria of 
relevance, coherence, effectiveness, efficiency and sustainability. The evaluation matrix 
was built on the questions outlined in the ToR of this ETR (Annex 2). We have 
complemented questions from the ToR (in bold (key questions) and black) with additional 
questions (in blue) that we deemed relevant to deepen the questions proposed in the 
ToR.   

This chapter will not provide a detailed description of the evaluation matrix but rather it 
provides an overview of the analytical framework and the data collection and analysis 
tools used for this ETR. A more elaborate description of the methodology can be found in 
the inception report as submitted on February 15, 2021.  

2.1 General Review and Field Checks 
The ETR comprises the general review phase and the field checks. Figure 1 provides an 
overview of the methodology and process used in the two phases.  

Whereas the general review looked into the overall WaterWorX programme and its work 
packages, the field checks served as case studies to provide more in-depth information 
on specific countries and WOPs. Specifically, the field checks served to test whether 
patterns during the general review were confirmed by staff and partners at the WOP level. 
Triangulation of information was supported by using different data collection methods 
and sources during the general review and field checks. In the sub-sections below, the 
data collection methods and sources per phase are elaborated. 
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2.1.1 General review phase 
During the general review phase, the core evaluation team assessed the overall portfolio 
and performance of the WaterWorX programme through consulting different data 
sources. Key informant interviews and focus group discussions with relevant programme 
stakeholders including the MFA, mentor utilities, and independent experts were held for 
the primary collection of qualitative data. In total, 32 key informant interviews and one 
focus group discussion with (resident) project managers were held. The focus group 
discussion and survey gave the opportunity for (resident) project managers and mentee 
utility staff of both field check and non-field check countries to reflect and discuss the 
preliminary findings of the general review.   

Additionally, a document review of relevant documents was conducted, including 
programme documentation, annual narrative and financial reports, thematic reports and 
notes, and the MTR report. The document review provided insights into the relevance, 
coherence, efficiency, effectiveness, and sustainability of the WWX programme, looking 
at the design of the programme, the activities and the progress so far. 

A survey was administered to (resident) project managers and mentee utility staff in all 
WaterWorX programme countries (including non-field check countries) (Annex 3). There 
were 37 respondents to the survey, which covered the following topics: 

Figure 1 Overview of methodology and process 
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● Challenges and opportunities for linking outputs with outcomes/impacts and 
relevance for phase II 

● Relevance of objectives and design  
● Strengths and constraints for knowledge management 
● Strengths and constraints of internal coherence/synergy between work packages 
● Ways of working of the WOP, specifically role of mentor water utilities and 

subcontractors 
● Relationship with the embassies 
● Effectiveness in attracting investments 
● Progress of the WWX programme at the country/WOP level 
● Sustainability of WWX activities, support of WOPs to utilities in this, and support of 

knowledge management and capacity building 
 
A full overview of the people interviewed and documents consulted can be found in 
Annexes 4 and 5. 

2.1.2 Field check 
During the field check stage, local evaluators checked whether patterns and preliminary 
findings identified during the general review were confirmed by staff working at the WOP 
level, partner WOPs, and stakeholders. The field checks were conducted in Ethiopia, 
Indonesia, Kenya, Mali, Tanzania and Zimbabwe. The selection criteria considered during 
the selection process of these countries can be found in Annex 6.  
 
The field checks focused on the in-country activities relating to all WWX WOPs and the 
activities in all five work packages. The field checks covered all WOPs in the country 
concerned, and one WOP was subjected to a more detailed study. Some of the field check 
countries have more than one operating WOP, and WOPs may comprise multiple mentee 
utilities. Within these countries, one WOP and within it one mentee utility were studied 
in detail, while the others (utilities and WOPS) were studied more broadly. The 
WOPs/mentee utilities selected for a more in-depth study were identified in consultation 
with the client and WWX are presented in Figure 2.  
 
The field checks included document review, key informant interviews and focus group 
discussions (as required) with WWX staff, boards, senior management and selected staff 
of the mentee utilities, as well as other local and national stakeholders and local 
programme partners. Six to twelve interviews were held per WOP, as well as one or two 
focus group discussions. Moreover, for the in-depth case study WOP, a field visit was 
carried out including a physical check of programme activities. 
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2.2 Data Analysis 
After data collection during the general review and field check phase, data was analyzed 
using different approaches. 

2.2.1 Thematic analysis 
Thematic analysis was conducted to identify patterns across the dataset, reflecting the 
primary tool for this ETR. Table 1 shows what the thematic analysis focused on in the 
general review and field checks.  

Table 1 Focus of thematic analysis in general review and field checks 

General review Field checks 
Patterns on the programme and portfolio 
level, focusing on patterns:  
 at programme and portfolio level 

Potential patterns across:  
 work packages in one WOP 
 WOPs in one country 

Figure 2 Selection of six utilities for in-depth analysis during the field check 
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 within individual work packages 
 across work packages 

The general review identified patterns and 
hypotheses that were verified in the field 
checks.  

Verification and validation of findings, 
patterns and hypotheses from the general 
review.  

 
The thematic analysis provided insights into patterns at: 
● Different programme levels (e.g. country, regional and overall) 
● OECD DAC criteria of relevance, coherence, effectiveness, efficiency, and 

sustainability, more specifically on: 
● Internal coherence (e.g. presence/absence of silo structures) 
● Presence/absence of bottlenecks 
● Presence/absence of synergies across the different WPs and WOPs 
● Presence/absence of information exchange/knowledge management 
● Prospects for sustainability 
● Factors influencing/contributing to improving the EE 

 
2.2.2 Sensemaking and workshops 
At the end of each field check as well as during the finalization of the ETR, sensemaking 
workshops were held to share preliminary observations and validate findings, as well as 
to jointly reflect on the way forward. The in-country field checks involved programme 
staff and other relevant stakeholders at the WOP level.  

A second round of sensemaking included findings of both the general review and – to a 
lesser extent – the country cases and it included WaterWorX staff and partners at the 
programme level, as well as the client. The inputs of this second round of sensemaking 
were used to further refine the report and strengthen the conclusions and 
recommendations.  

2.3 Limitations of the ETR  
A few factors that have limited the ETR, including the following:  

- The Covid-19 pandemic made it impossible to travel, meaning that the members of 
the core team could not conduct field visits. All interviews of the general review were 
conducted online. The work of the local consultants was also affected by the 
pandemic as some activities could not be held face to face. While online tools have 
been adequate replacements, working online always has an impact on the richness 
of the data collected. 

- There were only three months between the approval of the Inception report and the 
submission date for the Final report on May 15, 2021 and some of the data/ 
information required by the ETR was not readily available. This concerned in 
particular the progress reporting over the year 2020. That information was made 
available by WWX halfway into the general review phase, at the beginning of April 
2021 and was immediately analysed and put to use by the ETR (Annexures 10 and 
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15). This means that the information available now may differ from what was used 
for analysis by the ETR and what appears in this report. 

- Due to time constraints, some topics that were interesting or relevant were not part 
of the review, whereby the inception report guided in this respect. The subjects that 
were not taken up (in detail) were: 
o the WWX concept note and the revised ToC for phase II;  
o interaction with WWX on the incorporation of learnings and findings by the ETR 

in the phase II proposal; and 
o exploratory work on possible WWX activities to benefit the focus regions. 
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3 Overview of WaterWorX 

3.1 Approach of the WaterWorX Programme and the 
Focus of Phase 1 

3.1.1 Aim 
The aim of the programme is to ensure sustainable access to safe drinking water and/or 
sanitation for 10 million people in the 2017-2030 period, of whom at least 25% belong to 
the poorest population groups. This is achieved by improving the technical, operational 
and financial performance of local water utilities, developing ‘bankable’ investment 
proposals to attract (inter)national investors and improving the EE for water utilities in 
several selected countries. 

3.1.2 Modality and phasing 
The modality for the implementation of the WaterWorX programme is the WOP, as a long-
term peer-to-peer collaboration between a mentor water utility and one or more mentee 
utilities. In 2020, the WaterWorX programme operates 26 WOPs with ten mentor utilities 
from the Netherlands and 39 mentee utilities in eighteen countries. The programme will 
remain in operation until 2030 and is divided into three main phases: phase I (2017-2021), 
phase II (2022-2026) and phase III (2027-2030). 

3.1.3 Final outcome 
The final outcome of this project is the improved performance of the partner utilities. This 
final outcome will be reached when the defined performance indicators of the utility have 
reached a satisfying level; for example, a satisfying cost coverage, NRW percentage and 
operation ratio. Furthermore, the institutional environment is facilitating and supporting 
good utility practice. In order to provide drinking water, the WaterWorX projects to 
provide drinking water at two levels related to the monitoring system of the WHO/UNICEF 
Joint Monitoring Programme: 

● Safely-managed drinking water services. This means that (i) it should be accessible on 
the premises, (ii) water should be available when needed, and (iii) the water supplied 
should be free from contamination. 

● Basic drinking water services. This means that the water is available via a roundtrip 
with a maximum of 30 minutes. 

3.1.4 Contributors and success factors 
Looking at the performance of a water company, four factors are major contributors to 
this final outcome: 

1. Behavior change: The people in the organization, the way in which they interact and 
how they currently manage the operations, as well as the way in which they will 
operate in the future. 
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2. Service in intervention area: Improved service level (availability and quality) in the 
intervention area contributes to the overall performance of the water company. 

3. The possibility to invest: Financial conditions acceptable for investing parties. 
4. The enabling environment including laws and regulations, financing and policies on 

different topographic scales: Whether it encourages water companies to function 
properly and enhance their performance. 

 
Aspects 1, 3 and 4 relate to the success factors identified by SECO (2016), and they are 
essential for performance improvement. Aspect 2 deals with the overall utility 
performance, or an intervention in a pilot area. For each of these aspects, WWX will look 
into the related interventions. 

 
3.1.5 Phase I focus 
The goal of the first phase of WaterWorX (2017-2021) is to strengthen the financial, 
technical and social sustainability of the local partner water companies. This phase will 
establish a foundation for large-scale infrastructure investments in phases 2 and 3, from 
2022 to 2030. This will be accomplished by strongly focusing on the development of 
human capital and organization of the water companies, concretely achieving the goals 
of improving the water supply and finances and working on the EE. Phase 1 also aims to 
take a considerable step in improving water access for at least 1 million people. In this 
phase, efforts are concentrated on creating a solid organizational base for the 
development of the partner companies.  

In phase 1, WWX will primarily work on getting the basics right and establishing a cultural 
change among the local water companies, as described in Figure 3. This figure – published 
in the ‘Review of Success Stories in Urban Water Utility Reform’ (SECO, 2016) – shows a 
two-phase model for the improvement of water companies (Figure 3). The report has also 
identified the critical success factors for the improvement of utility performance by 
analyzing six high-performance water companies in developing countries (Figure 4). 
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Figure 3 Two-phase model for water utility improvement (SECO, 2016) 

Figure 4 Success factors for water utility improvement (SECO, 2016) 
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3.2 Theory of Change, Five Work Packages and the 
Change Model 

To achieve the long-term goal (2030) of sustainable water provision for everyone in the 
supply areas of the partner water companies, a ToC was developed (Figure 5), which 
identifies outcomes in four areas:  

1. People and organization: Utilities have institutionalized and plan, budget, implement 
and monitor for transparent, equitable and sustainable services. 

2. Water: (i) Utility clients have improved sustainable and equitable access to clean 
drinking water and sanitation, and (ii) the availability of water for ecosystems. 

3. Finance: (i) Utilities access increased levels of (investment) finance, and (ii) they 
become financially sustainable. 

4. Enabling environment: The policy, regulatory and institutional frameworks are more 
conducive for a sustainable, equitable and transparent drinking water supply.  

Figure 5 Theory of Change for phase I (Inception report, 2018) 
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To achieve the identified outcomes, the ToC distinguishes five interrelated working 
packages for phase I: 

1. People and organization: Work package 1 concentrates on strengthening the 
organization, vision and strategy, and human capital of the local water companies, 
with the vision of transparent, inclusive and sustainable water services 
institutionalized in their mission.  

2. Water: Work package 2 seeks improvements in water provision, including clear and 
measurable service improvement for clients of water companies in inclusive and 
sustainable access to clean drinking water. 

3. Finance: Work package 3 concentrates on improving the financial sustainability of the 
partner water companies and developing investment proposals.  

4. Enabling environment: Work package 4 includes efforts to improve targeted aspects 
of the EE (sector level) and political support for culture change of service providers, 
improve access to finance for investments and a global lobby for WOPs and water 
solidarity mechanisms.  

5. Programme coordination: Work package 5 has a supporting function for the 
performance of WOPs and the programme and includes knowledge management. 

 

The approach is briefly elaborated in the WWX inception report as follows: “we will 
elaborate on the aspects that are necessary for making a change. In doing this, the first 
thing we did is look at the output of the different activities. The outputs have been 
grouped by types, as represented in Figure 6. This also shows how the change model  is 
represented. The different types of output will result in changes, which are characterized 
and grouped in different intermediate outcomes. The final outcome will be performance 
improvement and an improved enabling environment.” 

 
Figure 6 Change model: Overview outputs and outcomes (Inception report, 2018) 
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3.3 Outcomes for Phase I 
The outcome for phase I of the programme were specified as follows: 

3.3.1 WP1 
● At least fifteen utilities have composed (improved) business plans and implemented 

(improved) management information systems. 
● At least ten utilities have conducted internal audits on transparency and integrity and 

applied improvements as a result. 
● NRW reduction plans are developed for at least fifteen utilities. 
● At least fifteen utilities have a pro-poor unit set up and developed a strategy and vision 

for pro-poor services. 
● For all participating water utilities, a gender approach is drawn up and integrated and 

executed in the programme activities. 

3.3.2 WP2 
● Access to water and/or sanitation for 1 million people, of which at least 50% are poor 

and vulnerable population groups. 
● NRW is reduced by at least 40% of the baseline percentage for at least ten utilities. 
● An increased reliability of supply (25%) for at least eight utilities. 
● Energy saving plans are executed for at least eight utilities. 
● The customer satisfaction is significantly (i.e. a minimum of 20%) increased for at least 

ten water companies. 

3.3.3 WP3 
● Fifteen utilities are able to cover their OPEX and part of their CAPEX from their own 

income (operating ratio > 1.2). 
● Fifteen utilities have a collection efficiency above 90%. 
● Investment proposals are developed for at least fifteen utilities (climate-resilient) with 

a total investment value between Eur 200 and 500 million. 

3.3.4 WP4 
● The consortium (MFA, the Dutch and local utility partners and/or their 

representatives) play a visible role in the water dialogue in at least three countries 
where WOPs are active. 

● At least twelve of the fifteen investment proposals are funded. 

3.4 WOPs in Phase 1 
At the end of 2020, there are 25 active WOPs covering 39 utilities that jointly serve 30 
million people in seventeen countries (see Table 2).3 Six of the 25 WOPs are multi-mentee 
utility WOPs and four of these WOPs comprise four utilities. The smallest WOP serves 
fewer than 100,000 people, nine WOPs serve between 100,000 and 500,000 people, eight 
WOPs between 500,000 and 1 million people, and finally there are seven WOPs serving 

 
3 This table from WWX Concept Note Phase II does not show the newly-established WOP in the Palestinian Territories. 
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more than 1 million people, whereby the largest WOP serves 5.9 million people. The 
individual water utilities serve between 20,000 (Aguas del Huila, Colombia) and 5.9 million 
people (GWLC, Ghana). 

Table 2 Overview of WOPs (sourced from WWX Concept Note Phase II, October 2020) 

Country WOP Mentee utility People served  Mentor utility 

Colombia Colombia Acuavalle 709,213 VEI 
  Las Ceibas 439,472 VEI 
  Aguas del Huila 19,881 VEI 
Ethiopia Addis Abeba AAWSA 4,559,067 VEI 
 Oromia Nekemte TWSSSE 123,145 VEI 
  Ambo TWSSSE 75,625 VEI 
  Modjo TWSSSE 57,205 VEI 
  Dukem TWSSSE 49,770 VEI 
Ghana Ghana GWCL 5,927,540 VEI 
Indonesia Semarang PDAM Semarang 956,292 VEI 
 Sragen PDAM Sragen 317,545 Oasen 
Kenya Homabay HOMAWASCO 96,508 Dunea 
 Nairobi NCWSC 3,189,408 World Waternet 
 Nakuru NAWASSCO 207,050 VEI 
  NARUWASCO 185,220 VEI 
  NAIVAWASCO 132,110 VEI 
Laos Laos PNPLN 371,494 World Waternet 
Malawi Lilongwe LWB 668,733 VEI 
 Zomba SRWB 218,348 VEI 
Mali Mali Somagep S.A. 4,154,937 World Waternet 
Myanmar Mandalay MCDC 567,067 VEI 
Philippines Philippines CWD 90,825 VEI 
  TCWD 68,705 VEI 
  BAWAD 45,095 VEI 
  BWD 42,535 VEI 
Rwanda Aquavirunga Aquavirunga 227,982 Aquanet (PWN) 
Senegal Senegal SEOH 332,270 Aquanet (PWN) 
Tanzania Arusha AUWSA 392,100 VEI 
 Morogoro MORUWASA 108,518 World Waternet 
 Mwanza MWAUWASA 500,485 VEI 
Uganda Kampala NWSC 1,794,925 VEI 
Vietnam Mekong Delta SOCTRANGWACO 366,872 VEI 
  CANTHOWASSCO 265,604 VEI 
  HAWASUCO 193,244 VEI 
  CANTHO2WASUCO 143,904 VEI 
Zambia Zambia NWSC 638,822 VEI 
  SWSC 423,102 VEI 
Zimbabwe Bulawayo CoB 724,389 VEI 
 Harare CoH 947,469 VEI 

17 25 39 30,332,475  
 

3.5 Programme Resources 
The budget for WWX phase I amounts to Eur 54.0 million, and is administered by VEI. Of 
this, Eur 24.3 million is contributed by the mentor and mentee utilities and Eur 29.7 
million by the MFA. The distribution of the Eur 54 million budget over the various budget 
categories and work packages is shown in Table 3. The items ‘personnel cost’ and ‘goods 
and services’ account for 51% and 34% of the overall budget, respectively. On the 
distribution of budget over the work packages, the larger items are work packages 1, 2 
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and 5, absorbing 21%, 44% and 25% of the budget, respectively. The allocations for work 
packages 3 and 4 together represent 6% of the budget. It is noted that in addition to the 
Eur 29.7 million to be administered by VEI, the MFA allocated an extra Eur 3.8 million to 
be applied directly to the WWX programme. Moreover, the MFA operates a separate 
budget line of Eur 3.75 million for the benefit of the WWX programme. This budget line 
was used to support the EE activities for which the MFA is the implementing partner, but 
its expenditure is not known to and not accounted for by WWX. Finally, the WWX 
programme receives support through the BEWOP programme (‘Boosting the 
Effectiveness of Water Operator Partnerships’), which is carried out jointly by GWOPA and 
IHE, administered by IHE Delft as part of the MFA-funded DUPC programme with IHE Delft. 
This expenditure is not accounted for by WWX. 

 

Six budget lines together represent 84% of the total budget for WWX phase I: (i) salary 
costs of Dutch personnel (29%), (ii) related expenditure on DSA and flights (16%), (iii) 
operational investments in NRW (10%), (iv) pro-poor investments (17%), operational costs 
(3%) and the 7% administrative fee (6%)(Table 4). The bulk of proposed expenditure is 
directed to the Dutch personnel (45%) and investments (27%).   

 

  

Table 4 Larger budget items (sourced from the WWX inception report, 2018) 

Table 3 Project budget (sourced from the WWX inception report, 2018) 
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3.6 Mid-Term Review 
A MTR was carried out for phase 1 of the programme, covering WOPs, the EE activities, 
global-level advocacy, knowledge management and programme coordination. It also 
included a review of the ToC and the monitoring framework of the programme. The 
assessments were conducted against the criteria of relevance, effectiveness, efficiency 
and sustainability. 

The MTR found that most WOPs perform moderately to very well across the four 
evaluation criteria, indicating that the WOP component of the programme is overall 
performing well. 

Specifically, it found that: 

● Nearly all WOPs are highly relevant to the needs of the mentee utilities, with planned 
activities and outputs – including operational investments – that are overall relevant 
to addressing those needs. However, WWX’s ToC is not fully relevant to all WOPs. For 
example, five of the WOPs are not seeking a full utility turnaround. Moreover, there is 
no clear link between utilities’ improved financial performance with the potential to 
attract investment. At least three utilities that perform poorly have large-scale 
investment funds, and some of the better-performing ones struggle to access finance. 

● While WOPs are rather effective at rolling out activities and delivering expected 
outputs (e.g. training on asset management), they are less effective at delivering the 
expected outcomes (e.g. improved asset management procedures). This is also partly 
due to the fact that those outcomes that should be jointly pursued by WOP partners 
have not been sufficiently defined and are not adequately tracked. 

● Efficiency – in terms of the execution of funds against budget – is slightly behind 
planning but not a concern, apart for five of the WOPs where there is significant under-
spending. 

● Most WOPs have the potential to bring sustainable results through the 
institutionalization of the knowledge, methods and tools, apart from in three cases 
where there is a mismatch between the mentor’s offering and the mentee’s 
absorption capacity. WOPs are supporting mentees on their path towards greater 
sustainability, but increased monitoring of utility performance is necessary to assert 
this. 

● Country-level EE activities are mostly relevant. However, these are only developed in 
four countries. In several of the other countries, there is also an unmet need to work 
at the EE level to complement the WOP-level activities. 

The approach taken by the WWX programme to support mentee utilities mobilizing 
finance for investment is only partly relevant to WWX’s ToC due to the absence of a link 
between utilities’ improved financial performance with the potential to attract 
investments. Despite this, it is the most relevant approach to achieving one of the 
programme’s key objectives within its timeframe, and it has been effective in generating 
interest from potential financiers. The programme therefore appears to be on track to 
achieving the targeted beneficiaries for 2030. However, as some future investments are 
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likely to be used for operational efficiencies (e.g. improvement of treatment capacity, 
network rehabilitation), the programme should embed a method to account for 
beneficiaries that will see their service levels improve. 

The knowledge management activities are relevant for WWX’s objectives by supporting 
Dutch experts (and their mentees) in key areas of the programme, including those that 
are innovative. However, its main format – a web-based platform, with (mostly) user-
generated content – was found to be less relevant, therefore limiting its effectiveness. 

The programme coordination comprises adequate processes to coordinate activities and 
outputs. However, the quality of planning and monitoring reports was found to be less 
than adequate, as they remain focused on planning and tracking outputs and activities, 
and lack reflection on progress towards outcomes. 

The MTR therefore concluded that the programme is largely doing the right things – albeit 
not always in line with the original ToC – by responding to the needs and possibilities to 
improve utility performance, both at the level of utilities and in the broader enabling 
environment and access to finance for utilities. The programme is also doing the things 
right, but it lacks sufficient progress in its monitoring to assert progress against the 
programme’s overall outcomes. 

The main recommendation of the MTR at the WOP level is to adopt a more outcome-
based management approach, with outcomes jointly and clearly defined and agreed by 
WOP partners, as well as roles and responsibilities for achieving them. Such outcomes 
should also be defined for phase 2 and 3 of the programme. More clarity should be 
provided on how to reach the targets for the direct number of beneficiaries, with a 
recommendation to account for improvements in service levels. In addition, the MTR 
recommends considering expanding the enabling environment activities to other 
countries, continuing with the approach towards attracting finance while pursuing 
opportunities with local investors where possible, and taking a more pro-active approach 
to knowledge management. 
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4 Findings 

4.1 Relevance 
In this section, the findings regarding the relevance of the programme are presented. 
First, the findings on the relevance of the overall objectives of the programme are 
presented. Second, we present the findings of the relevance of the design. Third, the 
findings on the relevance of the WWX ToC are discussed and the links between the 
outputs and the outcomes and impacts of the programme are elaborated.   

4.1.1 Relevance of the objectives 

The overall objective of WWX comprises two targets to be achieved. The first target of 
the programme aims to serve an additional 10 million people with water and/or sanitation 
(1 million at the end of phase 1). The second target is to achieve (or significantly progress 
towards) utility turnaround of the mentee water utilities with which the programme is 
partnering. These objectives are to be achieved by 2030. When discussing the relevance 
of these objectives of WWX, it is important to consider the relevance in relation to:  

● the Dutch policy context and the MFA; 
● the (Dutch) mentor utilities; and 
● the mentee utilities. 

The ETR found that for the Dutch policy context and the MFA as well as the mentor 
utilities, the overall objectives are still highly relevant given that these actors have 
committed to the SDG6 WASH challenge (i.e. ensure access to sanitation and water for 
all). Considering the relevance of the SDGs, the programme’s objective to contribute to 
SDG6 and the ambition to reach 10 million people still stands. During interviews with 
government officials (e.g. MFA, RNEs) and WWX staff, it was confirmed that the work of 
the WOPs is highly relevant in relation to the Dutch policy context. Specifically, WWX is 
relevant to what is outlined in the DGIS WASH policy (2015-2030), namely to improve the 
performance of water operators and extend services to the previously unserved.  

In the field checks, the relevance of the programme (and its objectives) for the mentee 
utilities was confirmed. The objective of the programme meets the needs of the mentee 
utilities, as the utility turnaround target directly links to the reality of the mentee utilities. 
Moreover, expanding services and contributing to the 10 million target are also objectives 
of the mentee utilities.  

A critical note is the ambiguity on whether the long-term objective should be increasing 
access and utility performance improvement, or one of these. There is reason to believe 
that in view of the challenges in obtaining investment finance (see also 4.4), it is likely that 

It is expected that a large number of WOPs will not achieve both significant progress 
towards utility turnaround and a proportional contribution to the 10 million target.  
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only some of the mentee utilities will be in a position to both achieve turnaround and 
realize a significant investment portfolio (to contribute to the 10 million target). Based on 
their very small or huge size, these utilities may achieve either the reform objective or 
make a significant contribution to the access objective, respectively. In addition, as found 
during the MTR and confirmed in the interviews conducted by the ETR team, not all 
WOPs/mentors and mentee utilities share the ambition to both pursue utility reform and 
realize infrastructure investments. Finally, due to their low level of maturity or other 
reasons, some mentee utilities struggle to survive and therefore prioritize improved 
operations over major investments, at least for now.   

4.1.2 Relevance of the design (ToC, outputs and outcomes) 

In this section, the ToC and the linkages between outputs and outcomes are discussed. 
The WWX ToC is presented in Figure 5 (chapter 3), and it forms the thinking behind the 
programme strategy.  

Assumptions (or risks) are key in a ToC as they serve to show causality, although these 
assumptions are not clearly described in the inception report of WWX. This means that 
the ToC and the associated narrative do 
not clarify 'how' or 'under what 
conditions' the activity will lead to an 
output and again how these outputs 
will lead to outcomes and impact (Text 
box 1). One complication is that each 
WOP is different and has its own 
assumptions (or risks) that it needs to 
deal with. For example, WP3 (Finance) 
in the ToC shows that financial 
monitoring, billing and collection optimization will lead to the output of 'sustainable 
finance and administration' and 'management leadership', and – together with outputs 
from WP2 and 4 – the overall outcome under finance that ‘utilities become financially 
sustainable’. This may very well be the case, but certain assumptions must be satisfied to 
achieve this outcome. It does not become clear from the design documents or progress 
reports that assumptions were identified and that it was ascertained that these 
assumptions would be satisfied. 

Although the ToC was prepared to be used for designing projects at the WOP level, the 
ETR finds that the ToC is not fully applied to all WOPs. This means that not all WOPs are 
working on WP1, 2, 3 and 4 and particularly not or to a much lesser extent on WP3 and 4. 

WWX design documents do not clearly set out what the assumptions are that link 
the activities, outputs and outcomes shown in the TOC, how these would be satisfied, 
what the related risks are and whether and how these could be mitigated. 
Furthermore, not all WOPs are working on work Packages 1 to 4, which are 
presented in the ToC as interlinked and integral components of the programme. In 
addition, all WOPs are different and ToCs have not been contextualized as relevant 
for use in a specific WOP.  

“However there is a challenge on linking some of 
the outputs to outcomes. There is no clear 
evidence that training, other capacity building 
activities and meetings would lead to a working 
environment of high committment and 
motivation with shared vision and mission. There 
is a need for deeper understanding of what 
motivates people, how could successes of the 
project trickle down and bring expected 
results/targets to the mentee utility”.   

Text box 1 Field report Tanzania 
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This observation was also made in the MTR and implies that the ToC is not fully relevant 
for the different WOPs, or it was insufficiently clear or consulted when the project plan 
was prepared.  

Relevance of outputs, outcomes and impacts for the envisioned upscaling in phase II 

The expectation was that the availability of infrastructure investment finance would be 
conditioned by a robust financial performance of the mentee utility – to which a WOP 
could contribute – meaning that a creditworthy utility would be able to attract finance. 
Although that is true, it is only valid for commercial finance. In the case of conventional 
finance, other considerations than purely financial ones apply, notably political 
considerations, donor preferences and other considerations as explained in section 4.2.5. 
Given their financial performance records, the opportunity to qualify for commercial 
financing is very bleak for the large majority of the mentee utilities, implying that the 
investments targeted by the programme will more likely need to be financed from 
conventional sources of funding.  

Outputs, outcomes and impacts are relevant for the envisioned upscaling in phase II. 
However, a number of elements need to be taken into account. The views on investment 
financing approaches and the expectations raised by the ToC considerably changed during 
phase I, from revenue-based debt financing to a high dependency on sovereign 
guaranteed lending to reach programme objectives. Scaling up to reach 10 million people 
by 2030 will largely depend on the attribution of sovereign guaranteed concessional 
lending from the DFIs, something that WWX has little to no control over. It is therefore 
important that DGIS is ‘up front’ and explicitly clear about this envisioned upscaling in 
phase II and the related change in the ToC, in terms of whether and under what conditions 
the number of people provided with sustainable service delivery by such a DFI sovereign 
guaranteed loan may be attributed to the WWX programme. As it stands, reaching phase 
II objectives strongly relies on the ability of WWX to support the utilities in raising DFI 
finance and rolling out the corresponding infrastructure projects. However, it may be 
noted that DFI debt finance is not always ‘free’ money and it may heavily drain on the 
mentee’s ability to service the debt as the DFI loans is only ‘on-granted’ to the mentee 
utility in 50% of the cases (source: general survey). Without sovereign guaranteed 
concessional lending, a minimum of 3 million people (maximum 5.2 million people) may 
be reached by 2030. 

The insights into investment financing opportunities have changed from those 
sparked by robust financial performance of the mentee utility (a WOP objective) 
towards conventional financing driven by political considerations, donor preferences 
and other factors over which the WOP/mentee utility has much less control. Scaling 
up to reach 10 million people by 2030 has come to depend on successful efforts to 
direct conventional funding towards the mentee utilities.  
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4.1.3 Relevance of design at the WOP level 

Looking at how the design of the WWX programme is translated in practice, the ETR finds 
that the appreciable level of flexibility at the WOP level to implement the project proposal 
provides a good opportunity to respond to the realities on the ground, thus promoting 
the WOP’s relevance. The field checks confirm that the WOPs are addressing the 
shortcomings in mentee utility in a flexible way and in response to the demand and 
priorities of the mentees. This is achieved – for example – by enhancing staff knowledge 
and improving key business processes (as further discussed under section 4.4 
Effectiveness). 

Next to the general overall programme objectives, there are a number of wider objectives 
such as pro-poor plans, climate resilience, investment proposals and the EE. Similar to the 
flexibility given in designing project proposals, the WOPs (the mentee and the mentor 
utility) have been accorded flexibility in deciding which of these wider themes to address 
in the WOP and with what intensity. The advantage of this approach is that it guarantees 
that the interventions are relevant to the WOP. However, at the same time it introduces 
the risk that not all WOPs focus on these wider objectives despite them being paramount 
to the success of the programme as a whole. The ETR has found that not all WOPs actively 
work on these ‘themes’, and also not to the same degree. For example, only a number of 
WOPs focus on EE (see section 4.3 Efficiency), while a similar situation is seen for the 
investment proposals (see section 4.4.1).  The ETR has not found a link between the 
pursuit of wider objectives and the types of WOPs, except naturally that there is clearly a 
group of WOPs that has a self-defined narrow agenda (see Annex 7 with the number of 
activities per WOP, from table 6-2 in the MTR report). 

Looking at the overall programme design and its relevance to the WOPs, the ETR finds 
that tailoring the overall programme design to different “levels” (or categories) of WOPs4 

 
4 The WOPs operating as part of the WWX programme are very different from one another and can be distinguished based 
on different aspects:  

 management of the WOP (with/without RPM; the mentor utility);  
 number of mentee utilities within a WOP (single/multi);  
 size of the mentee utility (population served); 
 number of WOPs in a country; 
 narrow vs. broadly-defined WOPs (in terms of the objectives pursued and activities engaged in);   
 with/without turnaround potential;  

The appreciable level of flexibility at the WOP level to implement the project proposal 
provides a good opportunity to respond to the realities on the ground, thus promoting 
the relevance of the individual WOP. This flexibility introduces the risk that not all 
WOPs focus on the overarching objectives despite them being paramount to the 
success of the programme as a whole.  

The WWX programme was defined in terms of the SECO utility reform WWX model 
but it has not yet carried out the five-year ‘opt-in/opt-out’ analysis guided by the 
progress made to achieve a set of critical success factors. For phase II, WWX is 
planning to apply the World Bank’s Utility Turnaround Framework, meaning that 
future activities at the WOP level will be defined based on steps to be made on a multi-
faceted maturity ladder towards turnaround. 



End-Term Review WaterWorX programme 

MDF Training & Consultancy, Ede office,        39 

is missing. The WWX programme was defined in terms of the SECO (2016) utility reform 
agenda, which suggests that a hierarchy of critical success factors comprising three layers 
and sixteen factors needs to be in place and there should be an ‘opt out’ after five years 
if these factors are not materializing (see also Figure 3 and Figure 4). WWX has not yet 
carried out this five-year ‘opt-in/opt-out’ analysis, yet there are clear indications that 
several mentee utilities are making progress but will not achieve the turnaround, either 
because there is too long to go for the utility from its present low level of maturity and/or 
because it did not formulate the ambition and related plans to achieve turnaround (the 
MTR reported that only about half of the mentee utilities would be able to achieve 
turnaround by 2030).  

WWX is preparing to base the programme design for phase II on the Utility Turnaround 
Framework developed by the World Bank (2018), meaning that future activities at the 
WOP level will be defined based on steps made on the multi-faceted maturity ladder 
towards turnaround. It is not clear to the ETR when this framework will be first applied to 
the WOPs, but in one interview it was suggested that it should be applied in 2021, prior 
to the preparation of the phase II project proposals. In this way, the outcome of the 
maturity assessment would be the baseline for phase II and a good starting point for the 
phase II design for each WOP. 

4.1.4 MTR findings and recommendations 

In the year before the ETR was conducted, an extensive MTR included a review at the 
WOP and programme levels. On multiple occasions, the relevance of the findings of the 
MTR was raised and the applicability of the recommendations was highlighted. WWX 
generally considered the MTR findings and recommendations to be relevant. 
Recommendations made by the MTR have been taken seriously, in particular the 
following:  

● Focusing on outcomes rather than outputs in the ToC and monitoring. 
● Making utilities more bankable to attract finance and gain access to funding (from IFIs). 
● Improving knowledge management. 
● The need for business planning. 

After discussions with the MFA, MTR recommendations have been incorporated in the 
annual plan (2021) or will be taken up in the design of phase II. There are a few limitations 
affecting the degree to which the recommendations have been incorporated. Due to a 
delay in the roll-out of the MTR, the time between the ETR and MTR was relatively short. 

 
 with/without a defined and significant infrastructure investment agenda; and 
 level of maturity of the mentee utility. 

WWX considered most of the MTR findings and recommendations to be relevant. They 
were incorporated in the annual plan for phase I or will be taken up in the design of 
phase II. The rate of implementation of the recommendations was affected by the 
Covid-19 pandemic and the appreciation of their relevance and urgency at the WOP 
level. 
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In the case of some WOPs, this was less than a year, meaning that there was limited time 
to assess and implement some of the recommendations and already see results. Annex 8 
shows the steps already taken and those planned for the remainder of the programme. 
Another factor that has affected the implementation of (some of) the recommendations 
was the Covid-19 pandemic, which prevented WOPs from operating optimally. Finally, a 
factor that influences the degree of follow-up on the recommendations is the large 
autonomy of WOPs and partners. The programme coordination unit could only encourage 
the WOPs to act upon the recommendations rather than directing them to do so. In 
practice, this meant that if the WOP did not deem the recommendations relevant/urgent, 
it did not have to follow-up on them. However, on the other hand, the ETR field checks 
find that the MTR (recommendations) conducted at the WOP level were considered to be 
very relevant for the WOPs, as confirmed in the field check reports (Annex 9). Table 5 
shows an example of the progress found in the ETR field check, in this case in Mwanza 
(Tanzania). 

Table 5 Example of progress on MTR recommendations in the Mwanza WOP (Tanzania) 

 

  

MTR RECOMMENDATIONS (SEPT.2019) CURRENT STATUS (AUG.2020) 

Provide additional focus on leadership 
strengthening 

Organized for March 2020, but due to Covid 
postponed to 2021. 

Introduce regular meetings to review 
progress and improve coordination 
between partners  

Done and still ongoing. 

Review the possibility of fast-tracking plans 
for automation 

Ongoing with GIS, new connections, 
maintenance software, MIS. 

Increase training opportunities Ongoing. Several trainings have been organized 
within Tanzania and the Netherlands. 

Implement experience and learning 
exchanges with Mwanza and other utilities 

Ongoing. Through ATAWAS our GIS work is 
shared with all utilities. The same will be done 
for pro-poor.  

Review the cost recovery tariffs to maintain 
good financial health  

Recently done by MWAUWASA (significant 
increase) but called off by politics towards a 
more moderate increase. 

Focus on the development of a 
sustainability plan, in conjunction with the 
utility   

A part of it already done for GIS. In 2021 a 
sustainability plan will be made for all 
activities. 
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4.2 Coherence 
This section presents the findings on the coherence of the WWX programme. The DAC 
criterion of ‘coherence’ is defined as ‘the compatibility of the intervention with other 
interventions in a country, sector, or institution’.5 In line with the DAC definition, 
investigations into the coherence of the WWX programme need to cover the array of 
actors identified by WWX at the very start of the programme (Figure 7) but should also 
include other actors that operate in the same context. The original array includes the PPP 
of the MFA and the consortium of Dutch mentor water utilities, the WOPs and the indirect 
partners of the MFA and the consortium. Although some are mentioned in the overview, 
the ETR explicitly added the governments in the WOP countries and key supranational, 
international and Dutch actors that are active in the WASH sector.      

 

Figure 7 Array of direct and indirect partners in the WWX programme (proposal, 2016) 

 

As a general note, there is strong awareness throughout the WWX programme of the 
need for a coherent approach to achieve the programme’s overarching objectives. Even 
then, there is quite some variability when it comes to the day-to-day operations at the 
level of the WOPs. Activities undertaken and resources applied to promote internal and 
external coherence differ in function of the appreciation at the WOP of the emerging 
priorities of the mentee utility, the related optimum sequencing of the activities and work 
packages, and consequently the attention paid to the various actors in the above array. 
For example, several project managers have insisted that the priority of many mentee 
water utilities in the WOPs is ‘to make ends meet’ and pay the staff salaries at the end of 
each month. In this context, the same managers stated finding it difficult to direct their 
attention away from the mentee utility and the dire state of its operations and focus on 
other issues and actors in an effort to address what was termed as ‘tomorrow’s problems’.   

 
5 OECD (2019): Includes internal coherence and external coherence: Internal coherence addresses the synergies and 
interlinkages between the intervention and other interventions carried out by the same institution/government, as well as 
the consistency of the intervention with the relevant international norms and standards to which that 
institution/government adheres. External coherence considers the consistency of the intervention with other actors’ 
interventions in the same context. This includes complementarity, harmonisation and co-ordination with others, and the 
extent to which the intervention is adding value while avoiding duplication of effort. 
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4.2.1 Project proposal 

It is important to understand that a WOP-specific project proposal forms the basis for the 
activities of a WOP. Each WOP has its own, unique project proposal that it is tasked to 
implement. This proposal was developed at the start of the programme in consultation 
between the mentee utility and a delegation from WWX in a dedicated effort to ensure 
that the WOP would be demand-driven. The consultations – although reportedly (too) 
short – were guided by a premeditated, generic ‘menu’ of 52 activities that covered the 
typical set of coherent interventions considered necessary to secure the achievement of 
the programme’s objectives and outcomes (see Annex 10). To allow the intended 
demand-driven character of a WOP, there was a high degree of flexibility in selecting the 
activities for each WOP, resulting in a choice that varied between 18 and 42 activities from 
the ‘menu’. There is also a commendable degree of flexibility on the application and 
resourcing of the activities during the implementation of the project proposal, in case the 
need for such is identified by the partners in the WOP. At the WWX programme level, this 
flexibility is monitored for its effect on the achievement of the overarching objectives of 
the programme. Flexibility is considered essential at both the WOP and programme level 
and it is – to a degree – also feasible as the sum total of the projected outcomes per WOP 
exceeded the outcomes set for the programme as a whole. The ability for the WWX 
programme to manage the desired flexibility of the WOPs within the boundaries of the 
overarching programme objectives is constrained by the autonomy of the mentor utilities 
to direct ‘their’ WOPs. The largest mentor utility VEI – which manages nineteen (after 
PWN’s entry into VEI) of the 25 WOPs (73% of the WOPs and 71% of the served 
population) – has de facto assumed the responsibility to ensure the outcomes of the WWX 
programme. 

4.2.2 PMs, STEs and the role of CoPs (WP5)  

 

A unique project proposal was developed for each WOP at the start of phase I. Each 
proposal was tailored to suit the needs of the mentee utility. The preparation of the 
project proposals was informed by a generic ‘menu’ of activities that was generated 
at the program level. Therefore, while the choice of activities may differ from one 
WOP to the other, each activity itself is ‘standard’. This provides opportunities to 
exchange experiences on activities between WOPs and promotes coherence at the 
level of individual activities across the programme. 

The PM is the spider in the web of WOP implementation. She/he must develop a 
productive relationship with the mentee utility, direct the implementation of the wide 
diversity of activities across the four work packages and in doing so create synergies 
and ensure the outcomes. PMs are in short supply and finding them is a challenge for 
the programme. 
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The annual plans present the activities to be taken up by each WOP to progressively 
implement the project plan. The activities are carried out under the guidance of the WWX 
project manager in collaboration with his counterpart at the mentee utility. Based on the 
Sragen case and the field checks, it was found that each WOP activity or group of activities 
is assigned to specific persons (STEs) at the mentor utility and the mentee utility, so that 
all intended activities have a pair of ‘co-owners’ that are responsible and accountable for 
the planned activity. In practical terms, the mentor utility fields its entire team of STEs 
several times a year (pre-Covid) to work with their mentee utility counterparts. This 
approach is very sensible as the joint fielding of the STEs and their interaction with the 
PM make for a common and larger understanding of the WOP and its objectives among 
the STEs. The task of the project manager and his mentee utility counterpart is to create 
added value by securing the coherence of the individual inputs between the various STEs 
and their counterparts and thus ensure synergy that leads towards the projected 
outcomes. This requires the PM to be a strategist, manager and facilitator. He must have 
oversight of the WWX programme and its work packages, ensure the coherence of these 
activities together and (re)direct the STEs, the counterparts and the WOP as a whole to 
ensure the overall outcomes. These qualities plus the associated communication skills 
together with the skills for adequate monitoring and administration make up the profile 
of a WWX PM. The statements interviews that “some project managers would make good 
STEs” and “it is difficult to retain project managers” confirms that it is quite challenging 
for WWX to find the right PMs. 

One important feature of the programme in support of promoting coherent approaches 
by STEs is the operation of the communities of practice (CoPs) under WP5. There are now 
nine such communities, each with a thematic focus like ‘leadership’, pro-poor’ or ‘NRW’, 
and one of the nine is for project managers. Although the vibrancy of the CoPs was found 
wanting in an internal evaluation by WWX, the CoPs allow for the exchange of 
information, consultation and knowledge transfer between experts. The CoPs were 
initially created as a platform for the STEs, but there are commendable plans to not only 
increase the vibrancy but also expand the membership of the CoP (at present 75% is STE), 
allowing for them to include non-WWX WOPs, more WOP and mentee utility staff, in-
country experts and knowledge institutes. This expansion will greatly advance the nature 
and quality of knowledge exchange within the programme and increase continuity and 
coherence in the WOPs, where project managers and mentee utilities are looking for ways 
to embed and sustain the inputs provided by the STEs. 

The short-term experts (STEs) underpin the activities of the WOP in a particular 
thematic area. They bring their personal experience to the WOP and in the thematic 
CoPs they have a platform to share their experience, grow their tools and skills by 
meeting with their peers working in other WOPs and thus promoting synergy in 
activities across the programme. 
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4.2.3 WP1 to 4 

 

WP1 (personnel and organization) and 2 (water) focus on technical and commercial 
activities. The packages are internally coherent in offering a multi-faceted, integral 
agenda of activities in pursuit of the enhanced technical and commercial performance of 
the mentee utility. The two packages have many direct linkages, in terms of both 
sequential activities and the staff dealing with them. For example, the preparation of an 
NRW plan in WP1 is followed up by the implementation of the same NRW plan in WP2 
(see also Text box 2). Preparation and 
implementation are also taken up by the 
same team of STE and mentee utility staff 
and progress is often recorded jointly for 
the related activities (e.g. 1.4.1/2.3.1). 
These two work packages are at the heart 
of most mentor utilities’ decades-long 
experience with WOPs and bring in 
seasoned STEs that take pride in building 
on their previous experiences to achieve 
success in the WWX WOPs. It is also worth noting that WP1 and 2 together command 66% 
of the overall WWX budget and about 90% of the STE input for phase I. These facts 
combined enable both a strong focus and coherence between these two WPs.  

As can be seen in Table 3, WP3 (finance) and 4 (EE) together command ‘only’ 6% of the 
total WWX budget and 10% of the cost of the STE inputs (this excludes supplementary 
MFA and BEWOP budgets). Although this fact alone does not necessarily point at an 
imbalance in the allocation of resources between WP1 and 2 on the one hand and WP3 
and 4 on the other, it introduces a tendency to focus (first) on the technical and 
commercial aspects. In addition to WP3 (finance) being a much smaller work package, it 
is often deprioritized (i.e. delayed in commencing relative to work in WP1 and 2) because 
it is perceived as a more sensitive area of collaboration, as stated in some of the interviews 
with project managers. Consequently, the interviewees report that active engagement 
with financial management requires the prior development of mutual trust between the 
mentor and mentee utility. This trust is developed by first pursuing success in WP1 and 2, 
which bring in much-desired operational investments and which in themselves (e.g. a 
reduction in NRW) also contribute to improved financial operations. In this way, a solid 
basis is constructed to then move on to financial management itself. Finally, hesitation to 
engage with financial management is also based in the difficulty of mentor utilities fielding 
STEs with experience in the typical context of a developing country utility. This finding is 
confirmed by the survey where participants indicate that knowledge management and 
capacity building efforts focus more often on WP1 and 2, then on WP3 and 4 (Figure 8). 

In the WOPs, the synergies within and between WP1 and 2 are strong, while those 
between WP1 and 2 on the one hand and WP3 on the other are less well developed. 
The synergy between the activities carried out in the WOP and those carried out in 
support of WP4 is weak. 

“The outputs of programme from 2018 to 
2020 provide very good outcome on Perumda 
performance in terms of reduction of NRW 
level, increase on poor-customers, and 
improvement on GIS-MIS utilization for DMA 
monitoring. There are also positive impacts on 
motivation and work culture at all levels of 
employees, especially those involved.” 

Text box 2 Field report Indonesia 
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Figure 8 Survey results on the the extent to which knowledge management and capacity building efforts in 
the WOP are focused on .. (Q56) 

In most cases, WP4 – which is even smaller than WP3 – is not considered to be part of the 
WOP, but rather an external and rather distant activity conducted at the national level. 
Moreover, it must be noted that WP4 is only active in three of the eighteen WOP 
countries, which suggests that WP4 is not an integral part of the programme or at best a 
pilot. At the same time, WOPs pay attention to the substance of WP4 by actively engaging 
with local stakeholders, in particular the local governments that are often the owners 
and/or asset holders of the mentee utilities. Even then, these activities appear to be 
mostly focused on maintaining productive relationships with the local authorities rather 
than promoting favorable adjustments in the EE.   

4.2.4 Coherence between WOPs 

WWX is now made up of a large variety of WOPs, which hinders a uniform and coherent 
approach across the WWX community of WOPs. On the mentee utility side, there are 
different ambitions, sizes, and levels of maturity, as well as contextual differences in the 
enabling and physical environments. On the mentor side, the ambitions to achieve or 
contribute to the overarching objectives of utility turnaround and the 10 million also 
differ, with a tendency towards the turnaround. On the face of it, the smaller utilities can 
be expected to make only a relatively small contribution to the 10 million, but for the 
same utility a WOP is likely to be a relatively major intervention that provides it with an 
unparalleled opportunity to work towards a turnaround, or at least an increased level of 
maturity or a significant improvement in operational performance. By comparison, the 
larger mentee utilities and particularly those operating in the capital cities (these five 
mentee utilities jointly represent 19.6 million or 65% of the 30.3 million people served by 
the 40 mentee utilities in the WWX programme) could make a major contribution to the 
10 million target on account of their natural growth, their most likely much larger 

WWX is now made up of a large variety of WOPs/mentee utilities, which hinders a 
uniform and coherent approach across the WWX community of WOPs. It may be 
better to subdivide the WOPs in coherent groups and define feasible objectives and 
outcomes for each group. 
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investment projects, and the attention that they generally receive from their own 
governments and the conventional investment financing community. There are 
opportunities for this, as reported – for example – from Mali, where the mentee utility is 
unable to absorb the external funds made available for infrastructure investments. 
Turning around the same large mentee utility would require high visibility of the WOP 
within the mentee utility and a huge effort in terms of WOP inputs. This lesser opportunity 
towards utility turnaround is demonstrated in Nairobi, where the WOP is only able to 
make – much-appreciated – inputs at lower levels of operational management. 

There are twenty WOPs with one mentee utility and six WOPs with multiple mentee 
utilities. Two of the six multi-utility WOPs are in the field check countries and the reports 
on Ethiopia and Kenya clearly demonstrate the heightened opportunities for 
collaboration and learning across the participating mentee utilities in one WOP (see Text 
box 3). The opportunities to collaborate also exist between single utility WOPs, as 
illustrated in the case of Sragen and Semarang in Indonesia, but they are not a common 
feature, as evidenced from the field reports and interviews with project managers.  

Text box 3 Field check report on Kenya 

The nature of the WWX management 
model where each mentor utility 
independently manages its own WOP(s) 
does not easily promote collaboration 
and coherence across WOPs, and 
collaboration across WOPs is often an 
initiative at the project manager’s level.  

One other difference between WOPs 
that stands in the way of common 
approaches and coherence concerns 
the varying levels of mentee utility 
maturity. The MTR executed a rapid 
assessment of 29 mentee utilities based 
on the UTF methodology published by 
the World Bank in 20186 and found the 
levels of maturity to substantially differ 

between mentee utilities. Eight utilities were operating at the lowest ‘elementary’ 
maturity level, thirteen at the ‘basic’ level, seven at a ‘good’ level, one at the ‘well 
performing’ level and none at the ‘world-class’ level. Another difference is the ambition 
level as expressed by the programme of activities and outputs being pursued by the WOP, 
as also reported by the MTR. Some WOPs take on a limited number of activities – like 
Sragen, Indonesia (18 out of a possible 52) – while others take on nearly all possible 
activities provided by the programme, as in the case of Homabay in Kenya (42).  

 
6 Utility Turnaround Framework, a Guide for Improving Performance (World Bank, 2018). 

“Nakuru WOP has three mentee water utilities 
and in terms of knowledge management the 
three utilities have been conducting peer-to-peer 
learning with each other. They have jointly 
purchased an ERP system and this has been very 
efficient in terms of costs. In terms of planning 
and implementing the pro-poor and gender 
components, there is a team from the three 
utilities coordinating the joint efforts.” 

“WWX facilitated sharing of knowledge between 
the three WOPs in Kenya. They have travelled 
together outside the country where experiences 
were shared, but it would have been better to 
visit each other as well. A joint learning event 
should be organized to the three WOPs to share 
results from the programme.” 
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The idea of differentiating between WOPs/mentor utilities rather than suggesting 
uniformity was proposed by the MTR based on its assessment of maturity, ambition and 
enabling environment. This led the MTR to propose three groups of WOPs (Figure 9), 
where those in group 1 have limited ambitions but strong potential for sustainability, 
those in group 2 seek to support a more comprehensive utility turnaround process with 
good potential for sustainability, and those in group 3 have a comprehensive utility 
turnaround ambition but limited potential for sustainability. The MTR wonders whether 
the group 1 WOPs fit within the WWX programme due to the limited ambitions of these 
WOPs.  

The ETR supports the proposal by the MTR to stratify the WOPs for a more realistic and 
achievable alignment with the WWX programme objectives. The precise stratification is 
best left to the WWX implementing partners and mentee utilities. Tentatively, the ETR 
would propose four groups of WOPs as suggested in ETR recommendation 4, whereby 
each group would have its distinct ambitions towards achieving utility turnaround and 
investments. Of these four groups of WOPs, those in group 3 with low ambitions in each 
objective would need to be individually assessed to decide about their continued 
participation in the programme.    

 

 

4.2.5 WOPs and investment financing 

 

Figure 9 Three groups of WOPs identified by the MTR (sourced from the MTR report)                    

The development of investment projects and even more so the arrangements for their 
financing are context-specific and need to be driven at the national and WOP levels 
by coherent actions of the WOPs and the embassies. The predominant focus on 
improving operational performance at the WOPs and the limited resources at the 
embassies have precluded a concerted approach. In view of the context specificity, 
only limited assistance can be provided by the programme level. 
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On attracting investment finance to achieve the target of reaching out to 10 million people 
– roughly a $300-500 million portfolio – it has been realized that external sources of 
finance needed to be identified. Direct financing of investments by the WWX programme 
will reportedly have an upper limit of about 2 million people by 2030, meaning that a 
financial requirement of $250-400 million to serve the remaining 8 million people will 
need to be sourced from outside the programme. The fact that creditworthiness and 
access to revenue-based debt financing are proving doubtful for many mentee utilities 
implies that there is only a limited potential for them to access commercial sources of 
finance. Realizing this, the course embarked on by the WWX programme is to seek 
financing for the larger investments through conventional sources.  

There are several constraints on this path to financing, including the fact that most 
mentee utilities have limited capacity in developing investment proposals that are 
tailored to the specific needs and conditionalities of the prospective financier (whether 
an IFI, a bilateral donor, or the national government), while the Dutch mentor utilities – 
which access commercial funding for their own investments in the Netherlands – have 
little experience in working with these conventional financiers (Figure 10). 

 

Figure 10 Survey results regarding the progress on intermediate outcome areas (Q9) 

 The second constraint is that the application of conventional sources of finance is very 
context-specific. Investment decisions are often guided by national/local socio-political 
and economic considerations where it concerns the magnitude of the investment and the 
choice of locations for the application of national funding as well as funding by IFIs and 
donors. Moreover, IFIs and donors also have their own investment priorities, financial 
commitments and conditionalities that apply in their decisions to allocate resources to 
specific countries (and even regions within a given country), economic sectors, and 
beneficiary groups. As a result, there is a need for each WOP to have a good understanding 
of the local context so that it can provide effective, tailor-made support to the mentee in 
its pursuit of investment finance. The third constraint is that the in-country cooperation 
of both partners in the PPP (RNE and WOP) in support of access to investment financing 
is practically absent. The RNEs were not able to assist the development of conducive 
national policies and strategies and use their networks and convening power to connect 
the WOPs to potential financiers (national, IFIs, bilateral donors). In this unfavorable 
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situation, without a conducive environment and RNE-assisted access to potential 
investment financiers, the WOPs are much less well equipped to assist the mentee utility 
in developing financier-specific investment proposals. The fourth constraint is that 
support from the WWX programme level to the specific contextual circumstances of the 
WOPs is by definition only generic and limited to the procurement of design consultants 
for the WOPs, the raising of interest among international financiers in the WOPs by 
highlighting that the WOPs can help to develop a trustworthy investment agenda for the 
mentee utilities and thus build confidence of financiers in the mentee utility. One 
important opportunity at the programme level is the thematic CoPs directed at 
investments.  

4.2.6 The PPP and its subcontractors 

 

The PPP is made up of the MFA and RNEs in the WOP countries (in its role as the 
implementing partner) and the mentor utilities. The subcontractor is GWOPA/IHE, which 
assists the international advocacy and lobbying agenda (GWOPA) and the knowledge 
management agenda (IHE). Other subcontractors provide project development and 
lobbying services. 

The ‘consortium meeting’ is the decision-making body of the PPP where representatives 
of both the MFA and the mentor utilities meet on a regular basis to discuss the 
implementation of the programme. The meetings are prepared by the coordinating unit 
of the programme but appear limited to practical matters rather than reviewing key 
challenges of the programme at the level of the outcomes. 

The ministry and embassies are tasked and uniquely positioned to assist changes in the 
EE due to their convening power and ability to connect to national and local governments 
and the international organizations. Significant EE activities are carried out in six of the 
seventeen WWX countries, while the need for this activity is becoming increasingly 
apparent across all countries, particularly in the areas of promoting sound financial 
operation of the mentee utilities and raising interest among conventional (public) 
investment financiers. Apart from the geographical limitations, another constraint is that 
the scope and magnitude of the challenges in the EE and the required inputs by the 
embassies to help rectify these were admittedly underestimated at the start of the 
programme. Moreover, the ministry and the embassies have human resource limitations 
that limit their inputs. Finally, embassies were not specifically tasked and empowered to 
execute EE activities in the WWX programme. As a result, the efforts to date by the 
ministry and GWOPA at the international level – although commendable – have been 

The inputs by mentor utilities to help the mentees to become financially sustainable 
and assist them with project development, financial close and subsequent project 
implementation towards the targeted 10 million are helpful but at an insufficient level 
to be effective. Likewise, the efforts by the Ministry, its embassies and subcontractor 
GWOPA/IHE are commendable but fall short of helping to create the required 
favourable conditions for financially sound utility operations and assisting effective 
connectivity with national and international public financiers. 
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unable to raise an effective level of interest in WWX and the WOP-assisted mentee 
utilities. Furthermore, embassies have been unable to sufficiently address the challenge 
of mobilizing in-country (IFI/donor/government) support for the benefit of the WWX 
programme. 

The mentor utilities are tasked with the implementation of the WOPs, including WP1, 2 
and 3, and the support of the WOPs through the centrally-executed programme 
coordination and knowledge management activities (WP5). The inputs by the mentor 
utility STEs are highly appreciated and considered relevant, particularly in the area of 
improving technical and commercial operations. However, it is felt that the opportunity 
to engage local expert inputs to supplement the work by the mentor STEs would increase 
the compatibility of WOP activities with the local context and provide a pathway to longer-
term sustainability. WOP activities in investments are primarily focused on providing the 
poor with access to services and operational investments in NRW. The budgets available 
for this under WP2 in the programme budget have enabled these specific investments, 
resulting – among others – in the provision of access to 400,000 people by the end of 
2020. The development of investment projects for external financing has resulted in one 
project having reached financial close and nineteen pre-feasibility studies, of which eleven 
(of which ten are earmarked for IFI financing) are considered to have financing potential 
reaching out to between 3 and 5.2 million people by 2030.  

4.2.7 External coherence: WWX, the indirect partners and others 

This concerns the partners listed in the WWX documents as indirect partners 
supplemented by other actors that influence the WWX programme such as governments 
and other actors in the WWX countries, other Dutch programs and actors, and 
supranational and international organizations and other actors.   

The interaction of the programme with local and national actors is not well developed. As 
reported elsewhere, RNE staff have time constraints and the WOPs are generally at an 
excessively large distance and lack the visibility and authority to approach national-level 
decision-makers. The WOPs are active at the local level, but contacts with mentee utility 
boards and local governments are mostly cordial and not necessarily directly productive. 
The WWX programme has interacted with the World Bank, EIB and FMO and conducted 
initial discussions on sovereign guaranteed lending for the proposed infrastructure 
investments with these financiers, based on the pre-feasibility studies that were 
prepared. Linkages with other Dutch initiatives such as the Water Finance Facility (WFF), 
Blue Deal, Aqua4All and Finish Mondial and others have been developed. At the 
programme level, MoUs pursuing collaboration were executed with WFF and Aqua4All. 
The collaboration with WFF was piloted in the Nakuru WOP and proves fruitful and 
mutually beneficial and will likely be expanded beyond the pilot. The MoU of WWX with 

Linkages with indirect partners and other actors have been and are continuing to be 
explored and operationalised. However, to date these efforts have been limited in 
their scope and not very productive towards the programme objectives. The linkages 
with local and national government have been notably weak. 
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Aqua4All aims to develop and finance utility business cases in Mali, Zambia and Kenya. A 
working agreement between WWX and the Dutch Fund for Climate and Development was 
reached. In Vietnam, Kenya and Ethiopia, WWX works with WWF to develop PPP 
investment projects, to be financed by FMO/Climate Investor I. 
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4.3 Efficiency 
This section presents the findings on the efficiency of the programme, thereby focusing 
on the organization and management of the PPP, and the different roles that the actors 
within the PPP take up. When referring to the PPP, this includes the Dutch water 
operators, the MFA, as well as the RNE as the actors within the PPP. 

4.3.1 Governance and management of the public-private partnership 

At programme level 
The ETR finds that the WWX PPP is organized and managed in a way that has only limited 
additional developmental value. The main reason for this is the fact that the ‘recipients’ 
of the programme (i.e. (local) government and mentee utilities) are not part of the 
governance structure of the PPP. Moreover, the representation and/or participation of 
other important global actors such as the World Bank, EIB, SWA/UNICEF, GWOPA and 
OECD at the programme level is limited.  

In the light of the necessary investment finance, the ETR also found that important 
national actors such as the Ministry of Finance, the parent Ministry of Water and/or local 
government bodies do not regularly participate in discussions on investments and 
investment financing arrangements in their roles of borrowers, intermediaries or asset 
owners. Potential ‘lenders’ (DFIs, commercial banks) are consulted more often. 

The consortium meeting made up of MFA, the Dutch mentor utilities, and the 
coordinating unit is the programme’s supervisory and decision-making body. With this 
configuration, there is no direct conduit for the mentee utilities to table their needs, offer 
their views and take part in discussions. Furthermore, the ETR finds that the decision-
making process at the WWX programme level is not always clear. For instance, this applies 
to the decision to halt WWX operations in Vietnam where there is unclarity about the why 
and how of this decision (e.g. whether the RNE was consulted and involved). The ETR finds 
that the limited membership and access to WWX’s decision-making body and the lack of 
clarity on important decisions hampers programme efficiency. 

Looking at the organization of the partnership, the ETR found that although WWX 
partners have signed a partnership agreement, it remains unclear to what extent they 
have taken efforts to further develop the partnership. A regular review of the functioning 
of the partnership appears to be missing, and indicators regarding the quality of the 
partnership are not included in the monitoring framework. As a result, it remains difficult 
for the ETR as well as the PPP itself to assess whether and how the WWX partnership 
evolved over the course of phase I, and which lessons were drawn from this.  

National and local governments, mentee utilities and other important actors are not 
part of the governance structure of the PPP, thus precluding them from taking 
ownership of the programme’s aim to create a conducive environment for the 
sustainable operation of mentee utilities, establish their capital investment needs and 
assist in arranging infrastructure financing. 
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Country and WOP level 
At the country level, national and local government ownership and involvement in the 
WWX programme is found to be weak in the absence of overarching, country-wide 
governance structures for the WWX programme.  

As a result, no regular policy and progress meetings are taking place between members 
of the consortium, the RNE and members of national and local government. Since 
national-level actors including the Ministry of Finance, the Ministry of Water and local 
government are rarely involved in WWX processes regarding the proposed financing of 
investments (and involving DFIs) and the creation of an enabling environment for utility 
reform, important issues around governance and ownership that need high-level 
attention are insufficiently addressed, specifically in the areas covered by WP3 and 4. 
There is little evidence of WWX programme activities and related policy notes and other 
documents that try to enhance national governance and ownership of the programme. 
For example, there is no “framework arrangement” co-signed by the RNE and the national 
government on the initiative and support for the WWX programme and/or a “tri-partite 
implementation arrangement” co-signed by representatives of the consortium, the 
mentee utilities and local governments on the collaboration during the implementation 
of the WWX programme. These arrangements hold crucial importance when it comes to 
consultations and decision-making on investment projects and their financing, as well as 
the legal and regulatory measures allowing – for example – increased (financial) 
autonomy of water services providers and facilitating efficient operations in combination 
with an adequate tariff regime. Moreover, at the country level, the involvement of other 
important national actors such as the local offices of the development banks, SWA, and 
UNICEF and other development partners appears to be limited yet they could provide 
strong help to achieving changes in the EE.   

Similarly to the national situation, the local municipal or county governments were only 
rarely included in the initiative for the WOP and were not a party to the project proposal 
for the implementation of the WOP. This is a missed opportunity for securing local 
ownership and commitment by local government, which can play a constructive role in 
furthering efficient utility operations and assist in the achievement of favorable 
investment decisions locally and/or nationally.  
 
Programme coordination 

The programme coordination unit at VEI that is responsible for coordinating the WWX 
programme appears to be well functioning and it is able to play multiple roles despite its 
small size. The unit takes care of the important monitoring, reporting and timekeeping 
roles, and in addition it prepares strategic notes, coordinates the CoPs and connects and 
assists consortium members with much-appreciated tools and procedures. The 

The programme coordination unit has a staff strength of 1.5 FTE and its exclusive task 
is to coordinate the programme. Each mentor utility is tasked with managing its ‘own’ 
WOP(s) with the inherent risk of ‘silo-ed’ operations. Although the arrangement works 
to the satisfaction of all parties, the ETR suggests that this management model may 
need to be re-balanced to better suit this ambitious and innovative programme. 
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coordination unit is also the programme’s ‘focal point’ for the different actors (consortium 
members, and MFA, RNE) for matters regarding the implementation, budgeting and 
financing of the programme. Considering the size of the programme and the multitude of 
WOPs, the coordination unit is very small, with a staff strength of 1.5 FTE. The limited size 
of the unit is explained by the fact that the unit ‘only’ coordinates the programme while 
the mentor utilities manage ‘their’ WOPs. This arrangement was not called into question 
during the interviews and field checks, yet the ETR wonders whether the mandates of 
coordination and management are adequately balanced between the coordinating unit 
and mentor utilities and represent the most efficient management modus of the 
programme.  
 
4.3.2 On the role and inputs of the Dutch mentor utilities 

Inputs of the mentor utilities are highly 
appreciated and considered efficient and 
effective (WP1/2, assisted by WP5), but fall 
relatively short of needs on the financial side 
(WP3). The mentor utilities are highly effective 
and efficient in providing technical and 
commercial expertise (WP1 and 2) to the 
mentee utilities as this is their core business 
supported by ample experience in preceding 
WOPs (see also Text box 4). However, expertise 
on the financial reform of utilities, the EE and (sustainable) investment financing appears 
much more difficult for the mentor utilities to mobilize. 

It is observed by the team that the (R)PM/STE model of managing and providing support 
to the mentee utility works well in general and is considered very efficient. Efficiency is 
specifically high when using the team/coach/coachee approach and more so if 
accompanied by a more inclusive recruitment and skills development process. Within VEI, 
increasing care is taken to improve efficiency in the selection of STEs, where this is not 
only based on expertise but also intercultural affinity, communication skills and language 
proficiency. Moreover, VEI is developing training to equip their STEs. Other mentor 
utilities have a similar, albeit not (yet) formalized systems to ensure the maximum 
preparedness of the STEs. 

The role of the Dutch RPMs, project managers and STEs in the WOPs is highly appreciated 
by the mentee utilities. Regarding the role of RPMs, the continued presence of an RPM 
has many benefits, such as making communication between mentor and mentee utilities 
more efficient and direct. However, not all RPMs have the education, experience and 

Inputs of the mentor utilities in support of enhancing the mentee utilities’ technical 
and commercial operations are highly appreciated and considered efficient and 
effective but fall short of needs on the financial side. There are good opportunities to 
complement the existing STE model with a larger input of local expertise that could 
increase the efficiency of the programme and supplement the inputs of the STEs. 

Dutch water operators and STEs 
are efficient and effective in 
transferring knowledge and 
technical skills from their hands-on 
operational experience gained over 
many years in the water sector in 
Netherlands and other developing 
countries.  

Text box 4 Field report Kenya 
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maturity to oversee the whole array of WOP turnaround activities, which may be at the 
expense of the attention for and achievement of all WOP objectives. 

Although the face-to-face inputs by STEs are intermittent, digital communication is 
making up for this, at least partially and particularly since the start of the Covid-19 
pandemic. However, mentee utilities still crave for more STE inputs. Moreover, local 
experts are not often used. As a result, there are good opportunities to complement the 
existing STE model with a larger input from local experts and knowledge centers that 
could increase the efficiency of the programme and supplement the inputs of the STEs. 
Although the awareness of the benefits of local expertise is present, the opportunity has 
not often been utilized often due to poor connectivity to local knowledge networks.  

When it comes to the role of mentor utilities in relation to the EE and finance, the ETR has 
made several observations on national and local government connectivity. In addition, 
the mentor utilities have provided limited inputs in utility finance and reform processes, 
and little use has been made of local experts in these areas.   

4.3.3 On the role and inputs of the public partner (MFA)  

Although the MFA and RNEs are uniquely positioned to provide support in bringing about 
changes for an EE, the ETR finds that the role of the MFA as well as the RNEs in improving 
the EE, promoting WOPs and influencing IFIs’ contribution on the finance side is not very 
efficient or effective. This is also reflected in the survey findings, where approximately 
25% of the respondents have indicated that the 
work of the MFA and RNE are rather ineffective 
(Error! Reference source not found. and 
Figure 11). The lack of efficiency and 
effectiveness is explained by the fact that both 
DGIS/IGG as well as the RNEs have too little 
time (for tendering, contracting, reporting and 
administration) and technical manpower to 
fully and meaningfully engage in technical 
discussions and programming and participate 
in working groups and seminars at the 
international and programme level (for the MFA) and national/WOP level (for RNE). The 
scope and magnitude of the challenges in creating a conducive environment for the 
financing of investments were grossly underestimated. As a result, the embassies were 
unable to sufficiently mobilize in-country (IFI/donor/government) support for the benefit 
of the WWX programme. 

The scope and magnitude of the challenges to help create a conducive environment 
for sound financial operations of mentee utilities and the financing of their capital 
investments were underestimated, and the MFA and the RNEs do not have sufficient 
time and thematic expertise to fully engage in activities at the international and 
programme level (for the MFA) and national/WOP level (for RNEs).  

“Currently there is no regulatory agency 
though there is a consensus to establish 
it. The efficiency of service providers, 
facilitation of loans, and other related 
areas in the enabling environment 
climate need much more attention. 
However, there is no evidence from Key 
Informant Interviews or documents that 
the role of MFA in influencing the 
financial institution has become visible 
at the field level.” 

Text box 5 Field report Ethiopia 
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Figure 11 Survey results on effectiveness of MFA and the Netherlands Embassies. From left to right, 

effectiveness in terms of (1) improving the enabling environment for the national WASH sector; (2) imporving 

the enabling environment for the mentee utility; (3) attracting investment finance for the water utilities 

nationwide; (4) attracting investment finance for the mentee utility; and (5) developing and structuring 

investment financing mechanisms benefiting water utilities nationwide, is indicated (Q19) 

These observations do not suggest that the MFA has not been involved in high-level policy 
discussions and dialogue with national and local government, and political advocacy with 
development partners. They have done so to the strongest extent possible and the lobby 
activities and the support provided by the MFA and RNEs to the programme and its WOPs 
were appreciated and considered efficient and effective by the mentor utilities and the 
WOPs. 

Regarding the role of the MFA in facilitating an enabling environment, the ETR found that 
the MFA and/or RNE did not take an active role in country policy dialogues on utility 
reform, the improvement of the national WASH sector EE, the development of a national 
WASH SDG6 policy, and/or financing strategy and legal and regulatory framework. RNEs 
have done little to share their knowledge of the local enabling environment (WASH policy, 
political economy, and institutional, legal and regulatory framework) with the WOPs and 
the mentee utilities. Moreover, although EE activities are the responsibility of the MFA as 
an implementing partner, the opportunity to delegate part of this responsibility (and 
provide appropriate resources) to the RNEs has not been used. 

The lack of effectiveness and efficiency in supporting an EE is also found in the fact that 
WP4 (EE) activities were only implemented in four countries through the costed action 
plans. This was knowingly done even though it was realized that the EE topic is relevant 
to all WWX countries and WOPs. Nevertheless, it is noticed that the importance of EE 
work is now widely recognized and that a CoP on an EE will be established 2021, with 
membership from WWX and the EU WOP programme. The new CoP will present its 
ambitions for the coming five years at the AIWW 2021. 

To promote the enabling environment, the MFA has commissioned consultants to 
conduct EE assessment studies in six counties (Kenya, Vietnam, Ethiopia, Colombia, 
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Rwanda and Mozambique) (see Annex 11). The outcome of the studies was considered 
insightful in showing that the EE was not particularly conducive in most of the countries 
for developing revenue-based debt financing of investments. The studies show that in all 
countries there are – as may be expected – serious gaps in the EE (legal and regulatory 
framework) for local water and sanitation service providers to function properly and 
expand their service delivery in line with the expectations of SDG6. The studies concluded 
that Colombia and Mozambique possessed the most conducive EE for WWX programme 
implementation. During the early years of the programme, it was decided to halt WWX 
operations in Mozambique (VEI) and Rwanda (Aquavirunga/PWN). For the remaining four 
countries (Vietnam, Ethiopia, Colombia and Kenya), so-called ‘costed action plans’ were 
prepared and operationalized to address and improve the EE for WWX programme 
implementation. It was recently decided by the consortium to phase out and ultimately 
halt WWX operations in Vietnam (Mekong Delta). At present, WP3 (EE) activities (costed 
action plans) are only implemented in three (Kenya, Ethiopia and Colombia) of the 
nineteen WOP countries. In the remaining WWX countries, much work on the enabling 
environment remains to be done. 

4.3.4 On the role and input and added value of subcontractors 

 
The inputs by GWOPA and IHE are jointly provided through the BEWOP III project that was 
contracted by the MFA to IHE as an additional component to the larger DUPC programme. 
GWOPA’s work concerns lobby and advocacy activities regarding the promotion of WOPs 
with the European Commission and selected donors, and the 1% CSR regulation advocacy 
among like-minded countries. Moreover, IHE supports knowledge management (KM), 
specifically in support of the various CoPs and the preparation of case studies.  

Regarding the support to the CoPs, IHE provides a CoP moderator (i.e. a subject matter 
specialist), whereas WWX provides a CoP chair. It was noted by the ETR that the support 
provided by GWOPA and IHE to WWX is constrained by the nature of the contractual 
relationship for BEWOP III. Communication and accountability between BEWOP III and 
WWX are only indirect, which hinders the efficiency of the IHE inputs.  

Other contracted parties (UNICEF, SNV, CEWAS, Witteveen & Bos) mostly work on the 
investment and EE agendas, thereby filling the expertise gap of the mentor utilities and 
the resource gap of the MFA.  Next to that, incidental inputs by local subcontractors focus 
on context-specific areas that require knowledge of local rules, regulations and practices. 

The value of the support by subcontractors is illustrated through the following examples: 

● Advocacy efforts of the MFA with GWOPA have resulted in a dialogue with the 
European Commission (EC) and the German (on the 1% CSR regulation that is legally 

The added value of engaging subcontractors particularly in context-specific 
expertise, the EE and investments is well understood and practised at a modest yet 
increasing level both at the programme level and by the WOPs.   
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not yet possible) and the Finnish governments (on encouraging WOPs). The EC has 
agreed to fund the EU-WOPs programme (€9 million), for which GWOPA was assigned 
as the administrator. GWOPA has recently issued a call for proposals for WOPs.  

● The BBO political consultant proved to be an experienced consultant to (i) the MFA 
and (ii) WWX on WASH investment financing, managing relevant studies and lobbying 
with the EC and IFIs (WB, EIB, FMO). 

4.3.5 Conclusion: Strengths and opportunities of the PPP 

The unique strength of the WWX PPP is derived from the fact that the MFA can provide 
lobby and peer-to peer support (G2G), whereas the Dutch water operator and RNE serve 
as representatives of the Dutch (local) government and drinking water sector and provide 
mainly technical support to improve utility operations. The WWX programme is unique in 
the world by linking a group of ‘northern’ utilities with their ‘southern’ counterparts in a 
programmatic manner in a joint effort to improve operations and expand services to the 
unserved in line with SDG6. The use of objectively verifiable KPIs at the programme and 
individual WOP/mentee utility level allows for an efficient management of programme 
inputs and resources. The (R)PM/STE model of managing and providing support to the 
mentee utility works well, and inputs of the mentor utilities are highly appreciated and 
efficient. The added value of engaging subcontractors – particularly in context-specific 
expertise, the EE and investments – is well understood and practiced at a modest yet 
increasing level both at the programme level and by the WOPs.  Bringing together sector 
experts through various CoPs strengthens ‘on-the-job’ learning and the exchange of 
innovative ideas and practices. 

Challenges as well as opportunities for WWX exist in further enhancing leadership and 
guidance; for example, in the matter of sustainable finance of investments. WWX is not 
well connected to the international ongoing discourse on ‘blended finance’ as promoted 
by the OECD/DAC (“Making blended finance work for water and sanitation”) and the 
global ‘Sanitation and Water for All’ (SWA) partnership and their in-country activities. The 
team observed that the role of MFA and RNEs in policy-making and providing guidance on 
investment financing is rather limited and could benefit from developing such 
international liaisons and partnerships.  

  

The particular strength of the partnership of the MFA and the mentor utilities lies in 
the combination of political support (MFA) and operational excellence (mentor 
utilities) and the choice for the WOP as the vehicle to establish well-functioning 
mentee utilities. The opportunity to engage with the local/national government levels 
and (inter)national partners should be seized to enable the programme to better 
address its challenge to create a conducive environment for sound utility operations 
and capital investments. 



End-Term Review WaterWorX programme 

MDF Training & Consultancy, Ede office,        59 

4.4 Effectiveness 
This section presents the findings on the effectiveness of the WWX programme. It 
provides insights into whether the WWX programme has achieved – or is expected to 
achieve – its objectives and its results. 

The various interviews held at the programme level and during the field checks as well as 
the survey results show that there is a clear and shared understanding of WWX’s dual 
ambition to “serve 10 million people by 2030” and achieve “mentee utilities’ turnaround”. 
The programme objectives related to investment leverage are also well known and all of 
those involved in the programme strive towards their materialization. 

4.4.1 Achievements and results in attracting finance 

 
The ETR found that only Mandalay in Myanmar (started in 2016, with the support of FMO, 
the government of Myanmar and DRIVE) has reached financial close and only eleven 
investment projects (mostly directed at IFIs) are in the initial stages. This pipeline of 
eleven projects will (if materialized in full) reach a maximum of 5 million people. Together 
with about 2 million from direct investments and some currently undecided extras from 
the proposed operational fund, this still leaves a substantial gap to the 10 million target, 
which may prove ever larger if the eleven projects do not all get financed or are scaled 
down. 

There is a list (pipeline) of capital investment projects (pre-feasibility studies) for nineteen 
of the 29 WOPs (see Annex 12). These investment proposals are expected to be financed 
by IFIs through sovereign guaranteed loans. As an illustration, Figure 12 and Figure 13 
show the various sources of donor funds that can be mobilized. 

  

Investments are seen as the key lever for reaching the overarching objective of WWX 
to serve an additional 10 million people. However, the current pipeline of eleven 
investments with a medium to good perspective on financing will only reach a 
maximum of 5 million people by 2030. 

Figure 12 Survey results regarding how investment financing through national government loans is made 

available. From left to right ,(1) as a grant; (2) as a soft loan; (3) as a loan with (semi) commercial 

conditions; or (4) other (Q46) 
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Figure 13 Survey results regarding how investment financing through sovereign loans is made available – (1) 

as a grant; (2) as a soft loan in hard currency (e.g., EUR, USD); (3) as a soft loan in local currency; (4) as a loan 

with the same conditions as those applying to the national government or (4) other (Q47). 

About eleven of them are in the initial stages and seven are reportedly close to financial 
close. Work on attracting finance takes place at the programme level, mainly in dialogue 
with IFIs. 

Table 6 Implementation by 2030 

 HIGHLY REALISTIC MEDIUM REALISTIC LOW REALISTIC 

Number of 
investment 
proposals 

7 4 8 

 

Investments are seen as the key lever for reaching the overarching objective of WWX to 
serve an additional 10 million people. However, the current pipeline of eleven highly and 
medium realistic investment is expected to only reach a maximum of 5 million people by 
2030 (see Table 6 and Annexes 12 and 13 for details). 
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4.4.2 Robustness and shortcomings of finance in the programme design 

“No direct link between utility performance and investment finance” is a major take-
away from phase I. 
 
Experience gained by WWX at both the programme and WOP levels has shed light on two 
key realities:  

1. The mentee utility is one of the actors involved, but often not the asset owner, and it 
is therefore not accountable for capital investments. Asset creation is the 
responsibility of the (local) government and financiers fund the government budget, 
whereas water utilities perform the O&M and tariffs aim at recovering operational 
expenses. As illustrated below, Figure 14 indicates that utilities are not decision-
makers in the tariff-setting process, while Figure 15 clarifies the role of utilities in the 
tariff-setting process. 

 

 

 

 

 

 

 

 

 

 

 

       Figure 14 Survey results regarding who sets the tariff (Q38) 

 
 

 

 

 

The WOPs have ample potential to assist the development of demand-responsive and 
context-specific investment proposals. After realizing that the opportunities for more 
innovative investment financing are limited on account of the inadequate performance 
of most mentee utilities, deep insights are progressively being gained at programme 
level about the world and rules of DFIs and a structured marketing-type approach is 
emerging. Moreover, a dedicated CoP on investments has recently been established to 
foster experience and knowledge sharing among local project managers and the core 
team. 
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        Figure 15 Survey results regarding the role of the mentee utilities in the tariff adjustment process (Q39) 

2. The creditworthiness of the mentee utility is not a critical parameter in the investment 
decision-making process of the vast majority of IFIs. From the various discussions held 
with WWX stakeholders, the ETR observes that the mobilization of investments has 
strong similarities with fundraising and it is described as a political game by WWX 
rather than a business-oriented approach. WOPs have a limited ability to tackle 
financial, financing and institutional challenges. 

Due to the limited capabilities with development, institutional and financing background 
among WWX teams, the ETR team finds in that most WOPs both the mentor and mentee 
utility do not appear well equipped to identify, characterize and tackle the challenges 
related to utility financial sustainability, investment financing or sector framework and 
regulation (EE).  

Networks of local stakeholders facilitating water-related investments are not fully 
incorporated in WWX approach. 
The ETR found that the mapping of global, regional, local players involved in facilitating 
water-related investments in a given country is rarely fully carried out, and when it exists, 
it has not been formalized. There is limited dialogue with recipient national/local 
governments or asset companies (borrowers/asset owners). As described in chapter 4.3 
on efficiency, the local and national ownership of the WWX programme is weak, and 
central and local governments are not involved in WWX decision-making, including those 
on investment financing. More broadly, WOPs have rarely engaged in regular discussions 
with ‘borrowers’ (MFA and local govenment) or ‘lenders’ (DFIs, commercial banks). This 
is surprising given the investment amount that WWX envisages to raise. 

RPMs do not appear to be regularly involved with investment fundraising activities 
(preparation and promotion of investment proposals). In addition, the cooperation with 
other Dutch institutional parties is rather limited and opportunistic when it could be more 
systematic (concept of a Dutch ‘pack hunting’). 
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The WWX approach towards investment leverage was amended, mainly as a 
consequence of difficulties faced funding the large-scale investments proposals. 
One element where the role of WWX affects the sustainability of the mentee utilities is 
that the WWX focus has drifted away over the years from the initial intention to foster 
sustainable ways of investment financing towards sovereign guaranteed lending to 
finance investments. 

It was previously indicated that only a few mentee utilities would be able to qualify for 
blended finance (or commercial finance). The expansion of assets needed to reach a larger 
number of beneficiaries funded through large-scale investments will largely depend on 
the attribution of sovereign guaranteed concessional lending. 

Consequently, the WWX team has broken down investments into four categories with the 
objective of attracting different categories of financiers. These four categories mix the 
nature and impact of the investments: technical assistance (TA), pro-poor investments, 
large-scale investments, and operational efficiency. The need arises to clarify the role of 
and implications for WWX on the four proposed categories of investments (see detailed 
description of the four investment categories in Annex 14). 

WWX also envisages the creation of an Operational Fund dedicated to the funding of 
relatively small operational investments. The concept note for phase II provides details on 
the size (Eur 30 million) and nature of the investments to be supported (safely-managed 
services, energy reduction and CO2 offset). Depending on how much of the funds will be 
apportioned to the various components and the cost per capita for providing safely-
managed services, the fund – if established – will have an impact towards the 10 million 
people objective but at present this impact cannot be predicted. The concept note also 
states that the fund would aim to collaborate with other financiers (named are DDE, FMO, 
RVO/DRIVE), but does not speak about what the impact of that could possibly be. 

In parallel, WWX has recently started to roll out a process aiming at securing the long-
term objectives. 
Over the last three years, experience has been gained by both central and local teams on 
various topics contributing to greater maturity in investment leveraging. Lessons learned 
from phase 1 are extremely valuable for the design of phase 2. As shown in Figure 16, it 
is acknowledged that the added value of WWX mainly lies in "leadership strengthening" 
and "skills building".  

● From the interviews and sensemaking workshop, the ETR observes that there is a 
strong potential at the WOP level to develop projects/proposals that respond to the 
reality of the utility and the context. 

● A deep insight has been gained at the programme level into the DFIs’ world and rules. 
● A structured marketing-type approach is emerging (including the qualification of 

investment opportunities, segmentation of financiers). 
● Acknowledging the need for capacity building on investment finance, WWX 

management has recently decided to create a dedicated CoP on investments (CoP 9) 
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to foster experience and knowledge sharing among local project managers and with 
the core team. 

 

Figure 16 Survey results regarding areas where WOP has best supported mentee utility on their path to long-
term sustainability. From left to right, (1) by strengthening leadership and management capacity; (2) by 
building a strong and resilient organization; (3) by developing systems and procedures for utility operations; 
(4) by building the skills of the staff members of the utility; (5) by changing the working culture and ethics; (6) 
by improving operational efficiencies; (6) by finding additional finance for capital investment; and (7) other 
(Q18).  
 

4.4.3 Approaches and challenges in implementation for finance 

“Raising funds for non-bankable projects, it’s a job”. 
 
Generally speaking, fundraising for asset creation in the water sector mainly takes place 
in two ways, depending on the size and purpose of the proposed assets:  

● Fundraising towards the national government/Ministry of Finance in case of large 
infrastructure development financed by large development banks.  

● Fundraising towards international donors/INGOs for pro-poor infrastructure 
development. 

In this context, based on discussions with WWX staff, the ETR observes that the role of 
WWX is twofold, being influential in securing sovereign guaranteed debt financing limited 
to influence, and a broker when focused on domestic resource mobilization in line with 
DGIS WASH policy (2016). 

WOPs are assisting mentee utilities to better define their investment needs and 
priorities and by improving the technical quality of the investment proposals. The 
‘investment opportunity selection process’ and the subsequent tailoring of 
investment proposals to the requirements of a potential financier as well as the 
parallel pursuit of support from and approval by local and national governments is 
much needed but not yet adequately responded to by the WOPs.  
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WWX has supported fundraising activities of the utilities, namely by making the 
investment needs explicit and improving 
the quality of investment proposals (see 
Text box 3 and Figure 17), and acting as a 
broker between the mentee utilities, 
governments and external financiers. 
Given the political situation around WASH 
finance, this appears to be an effective 
and efficient strategy that is very adaptive 
to the context. In theory, such an approach maximizes the opportunities to meet the 10 
million people programme objective by 2030.  

 

Figure 17 Survey results regarding the difference between investment proposal preparation supported by the 
WOP and what was previously done by the mentee utility. From lest to right, (1) there is not much difference; 
(2) there is a more systematic approach; (3) proposals are of better technical quality; (4) proposals are better 
tailored to the needs of the prospective financier; and (5) other differences (Q45).  

● Dutch water operators are highly effective in providing support to the mentee utilities 
for WP1 and 2, but expertise on financial reform of utilities, sector development 
(enabling environment) and tailoring investment proposals to financiers’ needs is 
insufficient or even missing. Moreover, a significant proportion of programme 
expenditure is on STEs but only a small part (10%) is for WP3 and 4. Figure 18 illustrates 
which areas for improvement have been ranked by the survey respondents. 

● There is no clear ‘investment opportunity selection process’7 to determine the priority 
investments, combining criteria such as (i) the expression of utility needs, (ii) feasibility, 
(iii) impacts and (iv) financiers’ expectations, constraints and requirements. 

 

7 The process that identifies the investment opportunities, screens them and assesses the probability 
of success. Such process exists in all private companies that make investment because capital is scarce 
and costly. 

 

Text box 6 Fielc report Mali 

“the WaterWorX project has managed to 
align its activities with the KABALA project in 
Bamako. This has resulted in valuable 
contributions to sustain the USD 350 M of 
investments that are being made by multiple 
donors. The new SOMAGEP laboratory was 
designed with WWX for example.” 
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It was noted by that only limited expertise in finance and utility turnaround processes is 
brought by the Dutch operators into the WOPs. This appears to still be strongly needed 
as most of the mentee utilities are barely able to cover their operating costs. 

 

Figure 18 Survey results regarding different elements around investment financing (Q43) 

This wide variety of situations presents challenges for the deployment of the 
programme and its ability to attract financing. 
The WWX programme has not yet systematically analyzed the different WOP 
configurations relative to their potential to achieve or contribute to the overall objectives. 
There are clear indications that several WOPs are making progress but will definitely not 
achieve the turnaround (only 50% according to the MTR). 

The larger group of WOPs will not make a proportional or significant contribution to the 
final WWX programme outcomes (turnaround utility + beneficiary population) for the 
following main reasons: 

1. Finance and EE packages are not prominent in the WOP activity scope: The wider 
objectives such as pro-poor plans, climate resilience, investment proposals and the EE 
activities are not all pursued to a significant extent by all WOPs. 

2. Changing political priorities: It is understood that some WOPS under WWX will (most 
likely) be stopped (Vietnam, Colombia) because they are becoming less relevant in the 
context of development cooperation. 

3. No explicit WOP segmentation: WOPs are very different from one another, and WWX 
has not developed a methodology to identify, screen and prioritize the investment 
opportunities. This needs to be done and – as a prerequisite – the process should factor 
in the features of the WOPs that are favorable to making investments (WOP in capital 
cities are more attractive to IFIs, small WOPs are better suited for operational 
investments, etc.). 

4. Limited benchmarking activities at the programme level: Reporting tools have been 
built at WOP and programme levels. However, from the various interviews held with 
WWX stakeholders, it is understood that it was not the initial intention to monitor the 
evolution of utility performance and the WOPs’ effectiveness nor to influence it. 
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4.4.4 Decisive factors influencing the results 

The large variety of utilities and WOPs has been an asset to WWX. 
The respective contexts of mentee utilities and their geographies widely vary. Utilities 
involved are active in low- and middle-income countries whose political situation ranges 
from being relatively stable (e.g. Colombia, Indonesia) to very unstable (e.g. Mali, 
Zimbabwe) where domestic capital markets are more or less developed. At the water 
sector level, regulation is in the hands of a national regulator in most countries (such as 
the National Water Supply and Sanitation Council in Zambia) but the institutional maturity 
and mandates differ from one country to the next. WWX is faced with different WOP and 
mentee utilities configurations (the intrinsic characteristics of the WOPs are described in 
section 4.2.4). Likewise, mentee utilities also differ by size, impact potential, maturity 
level, and their ambition. This extreme diversity has offered a wide field of 
experimentation. 

A deeper analysis of WOP KPIs brings to light further categories of interest to achieve 
the dual ambition of WWX. 
The ETR noted the existential dilemma of WWX: on the one hand, WWX (and DGIS) push 
for a change in utility incentives and the EE to have the ToC materialized, and on the other 
hand, WWX works towards mobilizing the unsustainable (DFI sovereign guaranteed) 
investments to meet the WWX 10 million people objective by 2030.8 However, the 
appropriate balance is yet to be found. For this purpose, further categorization of WOPS 
based on aggregated criteria may help to resolve the dilemma described above: 

● Mentor ambition 
● WOPs with and without a well-defined, significant infrastructure investment agenda 
● WOPs with and without turnaround probability (SECO) 
● WOPs operating at different levels of maturity (WB) 

Such assessment and categorization of WOPs was not carried at the start of the WWX 
programme, yet the need for such is voiced by many interviewees as a necessary basis for 
structuring WWX phase II. 

Improved operational performance paves the way for sound financial performance. 
There is some limited potential to unlock domestic private investments in water utilities 
and local governments, but it requires utilities to perform better, operate sustainably and 

 
8 On a similar note, DGIS/IGG and NRE/Nairobi are in Kenya promoting the mobilization of domestic commercial finance for 
revenue-based debt financing of WASH investments through the WFF/KPWF programme, and at the same time they are 
actively promoting the use of sovereign guaranteed foreign currency DFI financing for WASH investments under the WWX 
programme. 

Although there are advantages of having a large variety of WOPs and mentee utilities 
in the programme, categorisation is considered a necessity for structuring phase II in 
relation to the contribution to be made by each WOP towards achieving the two 
overarching objectives. WWX can demonstrate credible and replicable paths towards 
these two, although not each WOP/mentee utility will be able to achieve utility 
turnaround and realize significant infrastructure investments. 
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provide better quality services, allowing them to pay back debt and improve their credit 
rating. Well-performing utilities can obtain access to the local capital and bond market to 
finance their investments, provided that a pipeline of bankable proposals is developed. 
Less-performing utilities will first need to improve their performance. 
  
WWX has the ability to leverage MFA political action to foster changes in the perception 
of the water sector and its EE. 
The water and sanitation sector has a longstanding preference for concessional loans 
backed by government guarantees and this type of investment finance has often been 
available to the mentee utilities. From a utility perspective, concessional loans are an easy 
way to obtain access to finance to develop new capital investments. However, such 
concessional loans (applied to many sectors including water) have historically resulted in 
unsustainable levels of debt for many countries and cannot be seen as sustainable sources 
of funding. On the other hand, the sector does not have a good financial reputation and 
thus commercial investment finance is – for this and other reasons – not accessible for 
the vast majority of mentee utilities (if they can be borrowers at all).  

WWX has started to contribute to changing the perception of the sector, demonstrating 
that there is a path to utility turnaround. Further efforts are yet to be made to align and 
mobilize the political leverage of the MFA and MFA programmes to shape a more 
conducive enabling environment where incentive mechanisms for governments, utilities, 
donors and investment financiers are promoted. The MFA is very active in the 
international debate and through various programmes it tries to push for a systemic 
change towards sustainable financing of water and sanitation. Good examples are the 
MFA cooperation with GIZ on the urban catalyst fund (investment finance incentivized by 
turnaround), the WFF programme (innovative financing), and others. 

4.4.5 Alignment with MFA policy on sustainable finance  

Sustainable vs. conventional financing of larger infrastructure investments 
The shift away from innovative towards more conventional types of financing (i.e. 
concessional loans) for the large infrastructure investments is not well aligned with the 
MFA WASH policy and the WWX programme, which originally aimed for more innovative 
financing of investments.  

4.4.6 Phase I overall results 
Reporting of results 

 

Results are reported in an effective and relevant way but there is room for further 
improvement by expanding the narrative and finding a way to differentiate the 
showing of progress relative to the annual target from the progress towards the 
phase I target. 

The shift away from innovative to conventional financing for large infrastructure 
investment projects is not well aligned with the MFA WASH policy, which favors 
innovative financing. 
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Programme level 
The ETR found that results are generally reported in an effective and relevant way. At the 
programme level, annual results on KPIs reported are considered relevant and mostly 
effective. Progress is reported annually against the mutually-agreed targets that are 
shown in the annual plans for each WOP for that year. However, there remains room for 
improvement, as was also found during the MTR. The programme has since increased the 
narrative aspect of the reporting after the MTR recommendation, but this is still limited 
and there remains a strong focus on quantitative indicators. Even then, many PMs feel 
that the amount of monitoring is already excessive and the value of the parameters is not 
easy to establish (not SMART) or verify (utility KPIs).  

The progress reporting is not always easily understood, as for some indicators progress is 
reported against the annual plan and not against the phase I target. This can mean that 
over the reporting years the progress appears to be declining. For example, in the case of 
the KPI on integrity reporting, the 2018, 2019 and 2020 progress is shown to be on track 
for seven, five and two utilities, respectively, with a target of ten. With this systematic 
progress reporting, it is difficult to ascertain whether the targeted number of utilities will 
be achieved. 

WOP level 
Similarly, in the field checks, field check consultants found that improvements have been 
made in terms of how reporting is carried out. In all WOPs except those in Tanzania, field 
check consultants found that results are reported in an effective and relevant way. In 
Tanzania, the consultant concluded that results were not reported in an effective way for 
several reasons. For all WOPs, there are no SMART indicators available to measure results 
of capacity strengthening initiatives at the utility level (see Text box 7). In the Arusha and 
Mwanza WOP, utility KPIs were found to 
lack indicators related to behavior and the 
EE. Moreover, no specific indicators for 
measuring intermediate indicators were 
given and it remained unclear which 
criteria were applied when rating those 
indicators available. Finally, in the 
Morogoro WOP, reporting of the utility 
KPIs does not include any plans, which 
therefore makes it more difficult to assess 
what has been achieved against plans.  

However, although other field check consultants found that results were reported in an 
effective and relevant way, the consultant in Kenya still reports that improving 
documentation is work in progress, whereas the consultant in Zimbabwe reported that 
there remains a need to improve documentation of coordination meetings held and 
success stories and benefits of district metred areas in the Harare and Bulawayo WOP, 
respectively. These findings are supported by the survey, which shows that half of the 
respondents think that the reporting system used by the programme is able to capture 
the progress, outputs and outcomes very well, whereas approximately 40% of the 

“For gender and inclusion, there have been 
gender workshops, training on empowerment 
and female representation within 
MWAUWASA management. However, this is 
not sufficient to claim any outcomes on 
gender/inclusion. There is a need to monitor 
how the trainings and workshops are 
translating into change in attitudes related to 
gender issues in the workplace.”  

Text box 7 Field report Tanzania 
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respondents report that the reporting system is not completely able to capture the 
progress, outputs and outcomes (Figure 19). 

 

 
 
 
 
 
 
 
 
 
 
 
 

 
Progress achieved during phase I 

 

Programme level 
The WWX programme uses KPIs to track its progress towards the objectives defined in the 
results chain. Annex 15 provides an elaborate overview of the KPIs and the progress made 
since the start of the programme. Based on this overview and interview with WWX staff, 
the ETR finds that the phase 1 target of 1 million people has been achieved, albeit with a 
significant dependency (60%) on indirect (i.e. third-party financed) investments. On the 
other hand, the achievement of the phase I utility reform targets seems likely for a small 
majority of the KPIs, such as the completion of business plans and the NRW plans, while 
it is less likely for others such as the establishment of pro-poor units and the achievement 
of the NRW reduction target (-40%), and unachievable for some such as such as integrity 
reporting and the operating ratio (target > 1.2).  

WOP level 

Generally at the WOP level, results of phase 1 are on track with good progress, as 
confirmed by the survey (Figure 20). About half the WOPs are on track to achieve their 
phase I targets. The progress for the large majority of outputs ranges between 50% and 
80% of the target, whereas the number of fully-completed outputs vary between 0% and 
50% of the targeted numbers for each output. For example, two out of fifteen utilities 

The ETR finds that the phase I SDG6 target of 1 million has already been surpassed but 
the achievement of the utility reform agenda and the related phase I targets will 
require a significant effort during 2021. 

Field consultants have reported varying levels of progress, with some KPIs found to be 
delayed for a variety of reasons. 

Figure 19 Survey result on quality of reporting system (Q14) 
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have achieved the cost recovery target, whereas twelve out of seventeen utilities have 
NRW reduction plans (Annex 15, please take note of the remarks on data provided by 
WWX in paragraph 2.3). There is a distinction between achievements related to the 
completion of a plan or creation of a unit (10/14 have a business plan; 8/13 have a pro-
poor unit) – which show more progress – and those related to a tangible change in a 
mentee utility KPI (5/10 have significant NRW reduction; 2/15 on the cost coverage 
target), which show less progress. 

 

Figure 20 Survey result on perception of progress on output KPIs at WOP level (Q7) 
 

For all WOPs within the field check countries, field consultants reported varying progress, 
with some of the KPIs found to be lagging behind. Table 7 shows which results are delayed 
based on the findings from the field check consultants. For more detailed reporting on 
this aspect, please see the field check reports in Annex 9.  

Table 7 Overview progress at the WOP level in field check countries 

WOP KPIs – Delayed  Comments 
Kenya - Nakuru Governance and strategic 

management training; 
sanitation component 

Sanitation component delayed 
due to a lack of data 

Kenya - Homabay Rehabilitation of distribution 
network; automation of HR and 
finance; NRW 

NRW reduction targets too 
ambitious considering the 
activities and funding needed 
for this 

Kenya - Nairobi NRW Anticipated that results will 
begin to show once the action 
plan implementation starts 

Ethiopia - Addis Abeba Unknown  
Ethiopia - Oromia Number of toilets and 

handwashing facilities built; 
hours of supply, annual system 
and volume input, number of 

Nekemte TWSSSE results 
lagging behind due to limited 
support and follow-up by 
Oromia WOP 
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active household connections, 
production sufficiency, number of 
FTE female employees (Dukem) 

Tanzania - Arusha NRW; delivery of management 
training; organizational 
restructuring; gender inclusion 

New organizational structure 
yet to be approved by ministry; 
gender workshops and training 
not enough to claim outcomes 

Tanzania - Morogoro Plan development and 
implementation 

Staff are overwhelmed with 
other activities 

Tanzania - Mwanza NRW; gender inclusion Gender workshops and training 
insufficient to claim outcomes 

Mali Unknown  
Indonesia - Sragen Unknown  
Indonesia - Semarang Unknown  

 

On the Cholera and Covid-19 interventions: Harare and other field check countries 

The city of Harare has suffered challenges of recurring cholera outbreaks due to limited 
investments in water service provision, leading to residents relying on unsafe water for 
domestic use. To tackle this issue, the MFA provided emergency funds in 2019 to support 
the Harare WOP to prepare and fight the likelihood of outbreaks of waterborne diseases 
such as cholera. Several interventions were executed with the fund as documented in the 
Harare Emergency Fund Intermediate Impact Assessment Report as well as based on 
evidence on the ground. Table 8 presents a summary of the interventions, including the 
progress and means of validation. Generally, it can be seen that there is considerable 
progress in these interventions, which can be verified in the field.  

Table 8 Summary of the emergency fund interventions 

INTERVENTION PROGRESS MEANS OF VALIDATION 

Rehabilitation 
works at 
Morton Jaffray 
(MJ) Water 
Treatment 
Plant 

Several repairs were done at MJ Water 
Treatment plant which include procurement of 
submissible pumps for dewatering, repair of air 
receiver, installation of pre-chlorination units, 
repair of sand washer etc. This was done to 
improve water production capacity to provide 
residents with safe water. These interventions 
have contributed to an increased production 
total volume from 260ML/day to 404ML/day 

Seen in the field during 
field visit to the water 
treatment plant and 
through interviews. 
 

Resuscitation 
of Prince 
Edward (PE) 
Water 

Some repairs of the valves for desludging and 
pipework of the pump station were done to 
resume work at PE after almost a year of not 
operating. The treatment plant is now in 
operation and produces about 74ml/day, which 

Seen in the field during the 
visit to the water 
treatment plant and 
through interviews. 

Progress on the interventions to combat cholera in Harare are significant and 
verifiable. The field checks in Kenya and Indonesia show that various Covid-19 
interventions to have been successfully implemented by all WOPs.   
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Treatment 
Plant 

is supplied to five nearby suburbs. However, a 
lot of work still needs to be done to see the 
plant functioning to its full capacity of 90ML/Day 

Warren 
Control 
Internet 
Connection 

Warren Control is a water distribution center 
and receives water from MJ treatment plant. 
There was installation of Wi-Fi at workshop 
offices to improve communication and 
information sharing. 

Seen in the field during the 
visit at Warren Control 
and through interviews. 

Repairs of 
trunk mains, 
valves, and 
chambers 

Purchase of welding consumables/equipment 
was done, and major repairs were done on the 
distribution network to reduce physical water 
losses. 

In the Emergency Fund 
Intermediate Assessment 
Report and through 
interviews. 

Repairs of 
water Intakes 

Repair of manual actuators were done at 
Darwendale Intake to improve drawing of raw 
water to the treatment plant 

Through interviews and in 
the Emergency Fund 
Intermediate Assessment 
Report. 

Rehabilitation 
at Wastewater 
Treatment 
Plant 

Installation of spare parts at Hatcliffe 
Wastewater Treatment Plant is in progress and 
awaiting the delivery of the pump. 

Interviews and Emergency 
Fund Intermediate 
Assessment Report. 

Ad-hoc 
support for 
protective 
measures and 
Covid-19 
response 

Refurbishment of offices of response teams 
were done. 
Protective clothing, masks and sanitizers were 
procured. 
Pump for borehole of Highlands hospital (for 
patients/handwashing) purchased and installed 

Interviews and Emergency 
Fund Intermediate 
Assessment Report and 
Interviews. 

Repair of 
maintenance 
vehicle 

The Harare water maintenance vehicle was 
repaired for easy mobility of the maintenance 
team. 

Key informant interviews. 

 

Next to the special cholera interventions implemented in Harare as part of the Covid-19 
response, field check consultants in Kenya and Indonesia reported on Covid-19 
interventions that were implemented in the WOP.  

In the Nakuru WOP, the project provided a supply of personal protective equipment (PPE) 
for staff and supported the installation of handwashing facilities. Similarly, in the 
Homabay WOP, staff were supported with face masks, PPE and handwashing facilities 
(through the supply of jerrycans with taps). Moreover, PPE was provided in the Nairobi 
WOP, as well as FMO/NCWSC. NMS partnered to monitor the spread of Covid-19 within 
NCWSC facilities and develop ways to reduce this.  

In the Sragen and Semarang WOP, health protocols were implemented with the help of 
the programme and as required by government regulations.   
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4.5 Sustainability 

4.5.1 The 2016-2030 WASH policy context 

The WWX programme was created to contribute to SDG6, an important element of the 
policies of the MFA, as outlined in its WASH policy 2016-2030. The amendment to the 
WWX subsidy arrangement (August 18, 2017) amplifies the need for the annual 
sustainability checks. The MTR and the WWX annual reports clarify that these annual 
independent sustainability checks are not carried out, and that instead a set of utility KPIs 
that relate to sustainability are monitored and reported. These KPIs are self-generated by 
the utility and are not independently audited. 

From a sustainability perspective and as specifically mentioned in the DGIS WASH policy, 
long-term resource availability (quality and quantity) and service delivery – even under 
extreme conditions of floods or drought – need to be secured. Efficient use of water 
and environmentally safe wastewater and sanitary solutions hold strong importance in 
this context. Interlinkages with water demands from the agriculture and energy sectors 
need to be considered (NEXUS approach), while accounting for the potential impact of 
climate change. Often WASH services are more sustainable if delivered through multiple 
use systems that also consider the requirements for food and nutrition security. 
Increasingly, WWX mentee utilities have to adapt to changes in the hydrological regime 
in their service area as a result of climate change (re. the Mekong Delta in Vietnam).  

All DGIS- financed investments in water supply and sanitation carry a fifteen-year 
sustainability clause. This cause defines that services and infrastructure are supposed 
to function up to fifteen years after construction or rehabilitation. WWX uses the FIETS 
sustainability analytical framework,9 which gives a clear definition of sustainability and 
has an increasing impact on the way in which international WASH assistance is 
delivered. In order to confirm the (progress towards) sustainability of ongoing 
activities, monitoring is key. With monitoring in place, activities can be adjusted when 
necessary and corrective action can be taken to prevent breakdown.  For the 
monitoring of the sustainability, WWX uses WOP-level sustainability KPIs. The 
sustainability checks are measured through the utility KPIs, which are reported 
annually. They meet the agreement with DGIS but a critical note is that the independent 
nature of the sustainability check is not always clear. This point requires further 
clarification and more so as PMs have stated that they doubt the quality of the utility KPIs. 

 
9 The FIETS sustainability framework on the site of the WASH Alliance:  
http://www.washalliance.nl/wp-content/blogs.dir/2/files/sites/2/2013/06/fiets_sustainability_approach_color.pdf 

The agreed annual independent sustainability checks are not being carried out. 
Instead, a set of self-generated utility KPIs related to sustainability was agreed to be 
monitored. These utility KPIs are not audited and at best partially cover the long-term 
resource availability and related continuity of service mentioned in the DGIS WASH 
policy. 
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4.5.2 Sustainability monitoring and sustainability in the field 

Based on WOP-level sustainability KPIs in the M&E framework, this ETR finds that the 
results of WWX activities are expected to be sustained. Annual WOP reports and field 
checks (Annex 16) carried out by the team on the issue of sustainability confirm that WOP 
physical infrastructure and sanitation interventions are mostly in WP1 and 2 and that 
these interventions are likely to remain functioning and be sustainable. Naturally, this 
requires the mentee utilities to allocate adequate resources for operation and 
maintenance purposes. The field checks confirmed that the interventions in WP1 and 2 
are likely to be sustained. The WOPs are expected to continue paying attention to this. 
Moreover, the infrastructure and equipment procured by the WOP for the mentee utility 
is rather new and requires little maintenance to remain functional and will – depending 
on the asset – most likely remain in use for a period of five years or (much) longer. At the 
same time, based on the survey, it was found that the majority of RPMs and mentee utility 
staff perceived that the WOP had a strong ability to support the mentee utility in this path 
towards long-term sustainability (Figure 21).  

 

Figure 21 Survey result on ability to support mentee on path towards long-term sustainability (Q17) 

In terms of sustainability at the WOP level, in all WOPs activities related to institutional 
strengthening, training and capacity building of staff, as well as incorporating WWX 
project activities within (strategic) business planning and processes are key when 
discussing the sustainability of the interventions. As a result of these activities, mentee 
utilities have improved their work processes and the quality of service. The permanence 
of these improvements is yet to be established, but if proven true it will ensure 
sustainability after WWX has ended. However, the field checks identified a number of 
critical elements/challenges for activities to continue such a resource mobilization, 

Annual WOP reports and field checks confirm that the water and sanitation 
interventions and infrastructure are likely to remain in place and be sustainable, albeit 
subject to the mentee utilities’ ability to mobilize resources, retain staff, and 
institutionalize the knowledge and skills. 
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retaining staff, and the hand-over of 
processes in case of staff turnover (Text 
box 8). Not all mentee utilities have a 
system in place to internalize, retain and 
transfer knowledge between staff 
members. The sustainability of KM and 
capacity-building efforts are negatively 
affected by staff leaving the utility and the 
absence of permanency in employment.  

When looking at the 2020 figures in Table 
9 that were provided by WWX in response 
to an ETR question on sustainability, they suggest that much remains to be done. 

Table 9 Progress on sustainability KPIs 

SUSTAINABILITY KPI: % OF TARGET 
ACHIEVED 

OBSERVATION 

Total number of sustainability compacts 
developed 

20% very low10 

Climate-resilient water supply programme 
2050: Preparation of climate risk analysis 

51% low 

 
4.5.3 Sustainability and finance  

Regarding WP3 (finance), the ETR team notes that the financial status (c.q. cost coverage 
ratio, debt status) of a mentee utility is not included as a mentee sustainability KPI. This 
appears to be an important omission as most mentee utilities are not – or barely – able 
to cover their operational costs through their revenues. Despite the attention given by 
WWX to achieve an operating ratio (OR) of at least 1.2 to safeguard the financial 
sustainability of the mentees and their investments, only a minority of the mentee utilities 
actually do so. Therefore, this raises questions about the serious doubts concerning the 
financial sustainability of the proposed investments by ‘mentee’ utilities and – where 
applicable – the servicing of the debt accrued thereof.  

In view of the declining share of publicly-funded ODA in the mix of development financing 
and the increasing need to invest in WASH services, DGIS WASH policy focuses on more 
sustainable investment modalities, i.e. leveraging funds from the private sector. Private 
financing typically requires good governance of the water sector and a dependable, 
robust performance of water utilities. Once such improvements are achieved and the 
creditworthiness of the water sector increases, public-private investment in water utilities 

 
10 It was decided to move this to WWX 2. 

Most mentee utilities have an operating ratio < 1.2 and their ability to sustain existing 
investments and draw in sources of investment financing other than conventional 
ones is doubtful. 

Knowledge exchange/peer-to-peer learning 
and capacity strengthening for positive 
behavior change outcomes are enhanced by a 
stable, motivated workforce that will carry 
over the learnings to improve day-to-day 
operations. However, the Harare Water 
Deparrtment has several staff members in 
acting positions and graduate trainees who 
are carrying out great work in the 
implementation of WWX interventions, but 
there is no guarantee that they are to be 
appointed and be substantive employees of 
the city council.   

Text box 8 Field report Zimbabwe 



End-Term Review WaterWorX programme 

MDF Training & Consultancy, Ede office,        77 

and water infrastructure becomes feasible; for instance, through blended finance. The 
DGIS ambition is that with their grant funding they increasingly leverage investments by 
others.  The aim is to achieve a one to four leverage by 2030.11 The prospects of this 
happening in the WWX programme are bleak. 

4.5.4 Knowledge management and capacity building 

KM and capacity building now largely focus on skills transfer to achieve short-term 
outputs and targets and the transfer of the related skills to those in the mentee utility that 
need to deliver and sustain these results. At the same time, WWX appears convinced of 
the need to gradually move into areas that ensure the longer-term sustainability of the 
mentee utility. 

It was observed that KM and capacity building is moving into more strategic areas as the 
relationship between WOP and the mentee utility matures.  Mentee utility staff are not 
engaged with the CoPs, with the exception of the NRW CoP and the pro-poor CoP. There 
is a strong awareness within WWX that CoP membership must be widened to include this 
group and possibly also local experts. 

In the same vein, WWX is convinced that in the longer term (>2030) KM and capacity 
building has to be entirely locally embedded (meaning at the local, national, regional, and 
continental levels, whichever may be the case). This conviction is also reflected in the 
survey results, as the majority of respondents already recognize the importance of in-
country knowledge centers now (Figure 22), and even more for the future (Figure 23). This 
awareness is to be shaped into action but consultations with regional and continental 
players in Africa have started and are expected to mature as phase II is underway. 

 

 
11 Ref. DGIS IGG WASH Policy 2016-2030 ‘Contributing to water, sanitation and hygiene, for all, forever’. 

Knowledge management and capacity building now largely focus on skills transfer 
from mentor to mentee utility to realize the phase I objectives. In the longer term 
(>2030), these activities need to be entirely locally embedded and the first steps 
towards this are being taken. 

Figure 22 Survey results on importance of local knowledge centers in capacity building of the utility now (Q61) 
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Figure 23 Survey results on potential for future use of in-country knowledge centers for the utility (Q62) 

 

4.5.5 Climate change, poverty reduction and gender 

The ToR for the ETR assignment did not include specific research/evaluation questions on 
the issue of climate change adaptation, the resilience of the mentee water supply and 
sanitation systems, nor on poverty reduction and gender issues. Neither did the ToR 
include a request to review the ‘impact’ (as part of the OECD/DAC criteria) of the WWX 
programme., i.e. the extent to which the WWX programme has generated or is expected 
to generate significant positive or negative, intended, or unintended, higher-level 
effects. The ETR interpreted this to mean that MFA is the opinion that ‘impact evaluation’ 
at the end of Phase I would be premature. 

The ETR team found that adaptation to climate change, building climate-resilient 
infrastructure systems, dealing effectively with issues of poverty and gender are 
indispensable programme components that were taken up by WWX as part of the effort 
to ensure the longer-term sustainability of services delivery by the mentee utilities. That 
being the case, the ETR team also noticed that climate change adaptation and the building 
of climate robust and resilient water supply and sanitation systems are not featuring high 
on the priority agenda of the WOPs. By comparison, poverty issues and gender issues are 
being given more attention. This is illustrated in the table below (taken from ETR Final 
Report Annex 10, that is based on WWX data provided in April 2021) that highlights WWX 
programme progress in those specific areas at the end of 2020, using the agreed WWX 
Programme KPIs and WWX programme output and outcomes.  

In interviews with MFA representatives, concern was expressed with the rather limited 
progress made in these areas and it was noted that evidence of significant progress could 
be a condition for a mentee utility to participate in Phase II.  

Adaptation to climate change, and addressing issues of poverty and gender are 
indispensable programme components towards the longer-term sustainability of the 
mentee utilities. MFA is concerned about the rather limited progress made in these 
areas.  
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Table 10 Progress to target using WWX Programme KPI’s on climate change, poverty and gender. 

Subject KPI # Description Progress to 
target 

Climate 
Change 
 

1.6.1. # of Climate Resilient water supply 
programmes 2050 

17 % 

3.2.1.a Climate robust investment proposals for 
providing new people (expanding the 
network) with direct access to improved water 
and/or sanitation facilities in the period 2022-
2030 

20 % 

Pro-poor 1.5.2. Pro-poor vision, strategy and objectives 15 % 
1.5.1a Pro-poor coordinators appointed and trained 247 % 
 # of new poor people reached by WWX 

directly (drinking water) 
379,296 

(no specific target)12 

 # of new poor people reached by WWX 
directly (sanitation) 

37,558 
(no specific target) 

Gender 1.7.1. Gender Analysis and Approach 46 % 
1.7.2. Gender approach incorporated in other 

project activities. 
33 % 

O.1b # of female students following a MSc short 
course at IHE-Delft 

17 
(no target) 

O.2b # of female young professionals employed 
throughout the programme 

18 
(no target) 

 
4.5.6 On the period to 2030 

Most respondents who reflect on the period to 2030 believe that provided that the level 
of WOP support remains adequate, the gradual improvement of performance achieved 
will prove to be sustainable. The target of achieving a fully sustainable mentee utility by 
2030 is not considered feasible by a majority of WOPs, but instead ‘partial’ sustainability 
is thought feasible (e.g. in the technical and commercial areas of WP1 and 2), leaving full 
sustainability to a future date. There is an awareness of the inherent risk that a lack of 
financial sustainability will adversely affect other business processes and utility 
performance. 

Preparations for conventional financing of investment through the government and IFIs 
are expected to be accelerated in pursuit of the 2030 target of 10 million people. Along 
with the longer-term transition towards a more sustainable debt financing mechanism for 
investments, this will continue to demand attention and priority of WWX. There is a 
sustainability risk though in the case that utility turnaround is not achieved by or before 

 
12 The WWX Phase 1 target (2017-2021) for the total no. of new people reached is 1 million, i.e. the sum of 
directly (by WWX) and indirectly (by others) funded investments. The 1 million target was achieved by the 
end of 2020.  

A partially (technical, commercial) sustainable mentee utility by 2030 is considered 
feasible for a majority of WOPs. Financial feasibility is considered to be unlikely by 
2030, even though there is an acute awareness that such will adversely affect utility 
performance, including the effective operation of the assets. 
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2030. Failing achievement of the turnaround, the related inadequacy of resources will 
negatively influence the ability of the mentee utility to maintain and ultimately effectively 
operate the existing and proposed assets.   

● WWX is a capacity-building (transitional-oriented: utility turnaround TA) programme 
or a project development investment financing (transaction oriented) programme to 
reach unserved people. 

● Defining and developing sustainable ways of financing investments (introducing 
revenue-based (blended) finance). 

● Selecting and involving a smaller number of creditworthy utilities. 
● Redefining and reassigning the MFA’s role and inputs. 

4.5.7 On the period after 2030  

Prolonged sustainability within the mentee utility requires that skills development and 
enhanced business processes are institutionalized and supported by adequate financial 
resources to maintain assets and continue investing. Outside the mentee utility, this 
means that mutually beneficial linkages with other mentee utilities, local knowledge 
centers and professional associations are put in place and adequately resourced.  

KM and capacity building are the keys to safeguard the sustainability of the utility. The 
present focus is on the WP1 and 2 outputs and the transfer of the related skills to those 
in the mentee utility that need to deliver and sustain utility technical and commercial 
operations. KM and capacity building is currently less focused on the critical area of 
financial operations (WP3). 

In the longer term (after 2030), KM and capacity building have to be entirely locally 
embedded. The ETR finds that this awareness is not yet fully developed but expects that 
this will play an increasingly important role as phase II is underway, whereby CoPs can 
play an important role in KM and capacity building. As previously mentioned, local 
practitioners are not fully included in the CoPs but plans are already there to include 
mentee utility staff and possibly also local experts in the CoPs. To safeguard sustainability 
after the WWX programme ends in 2030, the answers during the interviews point at the 
need for WOPs to anticipate this and work on the following:  

1. within the utility, to institutionalize all enhanced business processes, raise KM 
awareness and develop a KM agenda; and 

2. outside the utility, to improve and actively contribute the linkage with other mentee 
utilities, local knowledge centers and professional associations. 

The enhanced skill levels and improved business processes brought about by the WOP 
together with the continued WWX support are expected to sustain and even improve 
mentee utility operations and services provision. Sound financial performance of the 
utility increasingly become a condition to ensure continued sustainability after 2030.  
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These activities would be commenced from the start of phase II and increasingly 
intensified towards completion by 2030.  

In summary, the enhanced skill levels and improved business processes brought about by 
the WOP together with continued WWX technical and financial support are expected to 
sustain and even improve mentee utility operations and impact. Sound financial 
performance of the utility is and will increasingly be an important condition to ensure 
continued sustainability before and even more so after 2030.  
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5 Conclusions and recommendations 

This chapter provides the conclusions and recommendations of the ETR, which are 
presented by DAC criterion in accordance with the ToR for the ETR. 

5.1 Conclusions by DAC Criterion  

5.1.1 Relevance 
● Turnaround target: (i) WP1 (P&O) and 2 (water) are largely on track in terms of 

achieving outputs but significant efforts are required to realize significant 
improvement in the utility KPIs and the outcomes, while (ii) WP3 (finance) and 4 (EE) 
are trailing behind. 

● 10 million target: (i) WWX reported that the 1 million target for phase I was achieved 
and that about 40% of this was through ‘direct’ investment from within the WWX 
programme. The direct investments are unlikely to exceed 2 million by 2030. (ii) 
Present investment proposals with a good likelihood of financing by conventional 
financiers (IFIs mostly) could deliver a maximum of 5 million people served. The 
transaction-focused activities need to be accelerated and expanded to include all 
countries where investments are foreseen, especially in the early years of phase II. 

● ToC: (i) The ToC does not suit the wide variety of WOPs, mentor and mentee utilities 
and the ambitions and challenges of the mentors and mentees, and (ii) it is in dire need 
of being tailored to the realities on the ground, thus allowing WOPs to only achieve 
partial turnaround and/or a less than their proportional contribution to the 10 million. 

● Model for water utility reform: The SECO model for utility reform that formed the basis 
of WWX phase I has not received much attention during implementation. The Utility 
Turnaround Framework (World Bank) is considered to provide a more robust basis and 
a better aligned pathway towards improved utility performance.  

5.1.2 Coherence 
● Coherence at the programme level is constrained by the limited strength (FTEs) and 

role of the PCU but allows mentor utilities flexibility to manage their WOPs in response 
to demand. 

● Stronger steering, adherence and focus on developing the common agreed WWX 
programme KPIs towards agreed programme targets is called for. 

● Coherence and synergy at the WOP level is good between WP1 (people and 
organization) and 2 (water) and between WOPs operated by the same mentor, 
although most WOPs are less aware and not well equipped for activities in WP3 
(finance) and 4 (EE). 

5.1.3 Effectiveness and efficiency 
● 10 million target: Reaching 1 million new people with access to water supply and/or 

sanitation services for phase I has indeed been achieved, while progress to date 
towards realizing the 2030 target of 10 million raises concerns about ability of the 
programme to reach this target in a timely manner. 
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● Utility turnaround target: the completion of the targeted outputs and more so the 
achievement of the targets for the utility KPIs and the intermediate outcomes by the 
end of phase I will require a significant effort during 2021. 

● The governance and management structure is effective but probably suboptimal: 
mentor utilities have good control over the WOPs that they manage, but local partners 
are not represented in the governance structure and the coordinating office is 
understaffed. Moreover, it was noted that the M&E framework does not include a 
regular review of the functioning of the PPP itself. 

● The absence of local/national governments (and other stakeholders) in the 
governance and management structure and similarly the absence of agreements with 
national/local governments on collaboration with and support for the local WWX 
programme is a missed opportunity for securing local ownership and commitment to 
help enhance utility operations and assist in raising support for infrastructure 
investments. 

● The linkages with other MFA-funded programmes like the WFF, Finish Mondial, 
Aqua4All, Blue Deal, DRIVE and other bilateral water and climate-related programmes 
could be strengthened for the benefit of addressing some challenge areas in WWX 
such as sanitation, faecal sludge management, and investment financing.  

● While mentor utility inputs are highly appreciated and relevant, there is an under-
utilized potential to supplement mentor inputs with inputs from local experts. 

● CoPs are important for the sharing of experiences in WOPs and promoting coherent 
approaches, and they are being expanded, revitalized, and opened up to a much wider 
membership. 

● MFA/RNE inputs as the implementing party on the EE are extremely important when 
it concerns engagement at high political levels. 

● The opportunity to engage subcontractors is understood and practiced at a modest 
level both at the programme level and by the WOPs. 

5.1.4 Sustainability 
● The enhanced skills and business processes in technical and commercial operations 

brought about by the WOPs are expected to be sustained through phase II but are 
conditional on continued WOP support and improving financial performance.  

● Prolonged sustainability after 2030 requires the completion and institutionalization of 
the WOP interventions in all thematic areas together with the sound financial 
operation of the mentee utility.  

● KM and capacity building are the keys to safeguard the sustainable delivery of services 
by the utility and need to be expanded beyond WP1 and 2 to also cover the critical 
area of financial operations and the development and financing of investments (WP3). 

● The activities in finance need to ensure the sustained operation of the utility including 
the upkeep of the infrastructure investments. Progress towards climate resilience and 
poverty reduction are a high priority for the MFA and will continue into phase II.   

● Field check reports confirm that the WOP interventions in WP1 and 2 are likely to be 
sustained, but that adequate resources are required for the upkeep of the newly-
acquired assets as well as systems for internalizing and retaining the acquired 
knowledge and skills and reducing staff turnover. 
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● The field check reports also confirm that the annual independent sustainability checks 
are not implemented and that instead un-audited utility KPIs are monitored. 

5.2 Recommendations  
The recommendations of the ETR are presented in relation to the DAC criteria of 
relevance, coherence, effectiveness and efficiency, and sustainability. 

5.2.1 Relevance 
1. Model for the improvement of water utilities: It is recommended that the SECO model 

for utility reform that formed the basis of WWX phase I is either supplemented or 
replaced by the more practical and hands-on Utility Turnaround Framework of the 
World Bank. It is advised to conduct a full maturity assessment of all WOPs in 2021, to 
form both the baseline and serve as the starting point for the design of the WOPs for 
phase II. The maturity assessment would precede the preparation of the phase II 
project proposal for each WOP. 

2. Turnaround target: It is recommended that the (i) efforts in WP1 (P&O) and 2 (water) 
focus on achieving significant improvements in related key utility KPIs and the 
outcomes, and (ii) efforts in WP3 (Finance) are stepped up to produce tangible results 
in the mentee utility’s financial performance. The outcome of the maturity assessment 
proposed in recommendation 1 will set the stage for the development of the phase II 
proposal and will undoubtedly require a significantly higher input and budget for this 
performance-related WP3 activity. (iii) Efforts in WP4 (EE) should be stepped up and 
expanded to all countries and primarily directed at creating conditions for the sound 
(financial) operation of the mentee utilities. All WOPs need to take increased 
ownership of the WP3/4 agenda and include it in their phase II plans. All WOPs are 
advised to identify and take up EE work at the local level, whereby recommendations 
7, 8, 13 and 17 present examples of increased inputs towards the integral achievement 
of the turnaround objective.  

3. 10 million target: It is recommended that (i) a concrete and realistic target for the 
‘direct’ investments in phase II is formulated for the WWX programme and for each 
WOP separately. (ii) Likewise, a target for the ‘indirect’ investments in phase II should 
be formulated for the programme and each WOP, and (iii) efforts in WP3 (finance) 
should be stepped up to cover the remaining gap to the 10 million with newly-
developed investment proposals. The outcome of the maturity assessment proposed 
in recommendation 1 will undoubtedly also require a significantly higher input and 
budget for this investment-related WP3 activity. (iv) Efforts in WP4 (EE) directed at 
facilitating major investments should be stepped up and expanded to all countries 
where such investments are planned. Present investment proposals with a good 
likelihood of financing are advised to be pursued with vigor including the regular 
assessment of failure risk in the process towards FC, and subsequently the timely and 
functional completion of the assets. It is advised that the pipeline of investment 
projects with a good likelihood of financing is identified, developed and presented to 
the relevant financiers (at national and global levels) and the appropriate local 
authorities (national and/or local) early in phase II in view of the required lead time to 
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completion of the assets. Recommendations 7, 8, 11 and 13 present examples of 
increased inputs towards the achievement of the 10 million objective. 

4. ToC:  The ETR recommends that the wide variety of WOPs, mentor and mentee utilities 
is stratified by grouping them based on objectives. The ETR advises considering four 
groups of WOPs where each group has an appropriate ToC and related typical targets 
on (the path to) turnaround and the infrastructure investments. The ETR believes that 
WWX is in the best position to stratify the WOPs, but the groups could have the 
following profiles: 
1. Group 1: WOPs with a primary focus on a significant contribution to the 10 million 

and a good potential for turnaround. 
2. Group 2: WOPs with a primary focus on a significant contribution to the 10 million 

and a modest turnaround agenda. 
3. Group 3: WOPs with a primary focus on turnaround and a modest contribution to 

the 10 million. 
4. Group 4: WOPs with a modest contribution to the 10 million and a modest 

turnaround agenda. The continued support of group 4 WOPs could be argued on 
the grounds of other, strategic objectives such as desired presence of the WWX 
programme in specific regions. 

5. The ETR recommends that each WOP has its own tailor-made project proposal that (i) 
fits within the ToC for the group but is tailored to the specific context, (ii) is based on 
the UTF baseline proposed in recommendation 1, and (iii) contains an analysis and plan 
to manage the risks in realizing the phase II plans for the WOP. 

6. Achievement of the overarching objectives: The ETR recommends that when defining 
the WOP groups and setting the phase II targets for each WOP in collaboration with 
the individual mentee utilities, the programme should ensure that the combined result 
of all WOP groups and WOPs safeguards the 10 million target and the realization of 
considerable progress towards turnaround at the programme level. 

5.2.2 Coherence 
7. It is advised to train WXX and mentee utility staff in sustainable financial management 

of utilities and the WASH enabling environment, to accelerate and expand the 
activities in WP3 and 4 and apply and tailor these WPs to all WOPs and mentee utilities 
in direct relation to the individual turnaround and investment ambitions. At the 
national/local level, regarding the WOP proposals for phase II it is recommended that 
the feasibility of the ambition levels is checked against the concurrent requirement for 
activities, inputs and budgets for WP3 and 4, both by the WOP and the RNE concerned. 
At the international level, it is recommended for WWX to engage and link more to the 
work done by international partners like the World Bank, OECD/DAC, UNICEF and SWA 
on finance, governance, improvement of the legal and regulatory framework, utility 
reform and turnaround processes. 

8. It is recommended to apply more financial and human resources (both through STEs 
and consultants) and capacitate staff and thus allow WOPs to take more responsibility 
for performance in WP3 and 4, especially at the mentee utility and local 
political/administrative levels. WWX is also advised to promote an integrated 
approach by WOPs covering all WPs. 
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9. It is recommended to limit the work by the MFA in WP4 (EE) to primarily cover the 
challenges at the (supra-)national level (IFIs, donors) and formally delegate and 
resource activities by the RNEs concerned. For the RNEs, it is recommended to focus 
on the strategic agenda in relation to the ambitions of the in-country WOPs and use 
their limited resources to engage with key international and national local actors that 
are in pursuit of national sector reform. Further, the RNEs are advised to assist the 
WOPs with strategic issues at the local level. Mentor and mentee utilities are advised 
to primarily focus their WP4-related activities at the local level (municipality/county). 

10. It is recommended to increase coherence and synergy with other MFA-funded 
programmes like the WFF, Finish Mondial, Aqua4All, Blue Deal, DRIVE and other 
bilateral water and climate-related programmes at both the programme and country 
levels, and take note of the ongoing exploratory work in this area by the MFA. 

5.2.3 Effectiveness and efficiency 
11. Given the substantial gap remaining to achieve the 10 million target by 2030, and in 

view of the long lead time required by IFIs and national governments in relation to FC 
for conventional investment financing, an acceleration of project development and 
fund sourcing efforts is recommended with immediate effect and continuing 
throughout the first years of phase II. 

12. It is proposed to enhance the governance and management structure through (i) the 
inclusion of representation of the recipient side at the programme and/or the country 
level in an effort to increase ownership of the EE agenda and obtain support for the 
required measures to enhance the financial performance of the mentee utilities and 
increase their access to investment financing, (ii) by concluding collaborative 
agreements with national/local governments in support of the WWX programme 
objectives with the specific aim to help enhance the EE for utility operations and obtain 
their active support for infrastructure investments, and (iii) taking up the regular 
review of the functioning of the PPP and the management structure in the M&E 
framework. 

13. The WWX coordinating unit is proposed to be expanded with 0.5 to 1 FTE to 
supplement its analytical strength with the aim of creating a well-informed and more 
participatory, conducive and productive feedback loop on WOP performance to the 
mentor utilities and the WOP collective and continue to expand the unit’s much-
appreciated guidance to the mentor utilities and WOPs. 

14. Mentor utility inputs and budgets for WP3 and 4 are advised to be increased, from 
either within or outside the mentor utility, or both. In this respect, WWX is advised to 
consider parties that are suitably experienced and well respected.  

15. The peer-to-peer WOP model is excellent but finite and it is advised that local experts 
and knowledge centers are sourced, capacitated and used to supplement and 
gradually reduce the dependency on STEs, thus preparing the mentee utilities for the 
inevitable exit by WWX in 2030. In the same vein, it is advised that CoP support to 
WOPs is re-vitalized and that CoP membership is expanded to include local experts 
with the ultimate aim of embedding CoP in local, national or supranational institutions. 
Resources for these activities may be sourced from within and outside WWX, while 
many of the recommendations from WWX’s own evaluation of the CoPs are also well 
worth being implemented. 
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16. MFA/RNE inputs as the implementing party for the EE are proposed to be reduced and 
brought in line with available capacity. Feasible inputs must capitalize on the 
convening and connecting powers of the MFA/RNE, leaving other work to the WOPs, 
other international and local stakeholders and development partners as well as 
consultants. 

17. It is proposed to expand the engagement of subcontractors (private, public and 
multilateral) for specific assignments that are not at the core of the competency of the 
PPP partners or exceed their capacity to actually deliver to cover shortfalls especially 
in the areas of finance (WP3) and the EE (WP4).  

5.2.4 Sustainability 
18. To sustain the achievements of phase I, the WOPs are advised to continue their 

support to the technical and commercial operations of the mentee utilities (WP1 and 
2) with the express aim to tailor the WOP activities to the enhancement of the 
sustainability KPIs of the mentee utility. Emphasis is proposed to increasingly shift to 
the mentee utilities’ financial management (WP3) to ensure a sound and sustainable 
financial capacity and resources for utility operations as well as the realization and 
upkeep of its investments. 

19. KM and capacity building are advised to be expanded beyond WP1 and 2 to also cover 
the critical area of financial operations and investments (WP3). All KM and CB 
interventions at the mentee utility need to be increasingly locally embedded.  

20. Progress towards climate resilience and poverty reduction and attention to climate 
risks and pro-poor strategies are a high priority for the MFA and should be considered 
part and parcel of the strategy at the programme and WOP levels to secure the longer-
term sustainability of the mentee utility.  
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Annex 1  Evaluation matrix 
The Evaluation matrix is part of Volume 2 
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Annex 2  Terms of Reference 
1. Introduction 
1.1 Programme 
The Sustainable Development Goals (SDGs) cover a wide range of drivers across the three 
pillars of sustainable development. They include a dedicated goal on water and sanitation 
(SDG6) that sets out to “ensure availability and sustainable management of water and 
sanitation for all”. SDG6 expands the focus of the Millennium Development Goals (MDG) 
on drinking water and basic sanitation to now cover the entire water cycle, including the 
management of water, wastewater and ecosystem resources. In 2015, the Netherlands 
committed themselves to contribute significantly to SDG 6, by setting the goal to provide 
30 million people with sustainable access to safe drinking water and 50 million people 
with sustainable access to improved sanitation in the year 2030. This intention has been 
further developed in the Dutch WASH strategy 2016-2030 entitled: “Contributing to 
water, sanitation and hygiene for all, forever”.  
 
To contribute to this new WASH strategy, the 10 Dutch Drinking Water Companies 
submitted a programme proposal for ‘WaterWorX’ to the Ministry of Foreign Affairs. The 
aim of this programme is ensuring sustainable access to safe drinking water and/or 
sanitation to 10 million people in the period 2017-2030, of whom at least 25% belong to 
the poorest population groups. This is done by improving the technical, operational and 
financial performance of local water utilities, developing 
‘bankable’ investment proposals to attract (inter)national investors and improving the 
enabling 
environment for water utilities in several selected countries. In WaterWorX, Dutch 
Drinking Water Companies and partner Water Companies in Africa, Asia and Latin America 
combine capacity, knowledge, networks and financial means through a Public Private 
Partnership (PPP) with the Dutch Ministry of Foreign Affairs.  
 
The consortium of WaterWorX is composed of all 10 Dutch drinking water companies 
jointly with the secretary VEI and the Dutch Ministry of Foreign Affairs. The Amsterdam 
drinking water company Waternet is represented by the foundation Wereld Waternet; 
and 6 drinking water companies are represented by VEI (i.e. Vitens, Evides, WML, 
Waterbedrijf Groningen, Brabant Water, and PWN). The consortium is executing the 
WaterWorX programme.  
 
In the execution of the WaterWorX program, Water Operator Partnerships (WOPs) are 
the cornerstone. WOPs are long term support agreements between two or more water 
operators, aimed at facilitating effective peer to peer support. The WaterWorX 
programme consists of 26 WOPs. 
 
The programme will remain in operation until 2030, and is divided into three main phases: 
- Phase I (2017-2021):  
- Phase II (2022-2026); 
- Phase III (2027-2030) 
 

1.2 Phase I (2017-2021) 
Phase I focused on setting up the program, engaging the WOPs and starting with the 
improvement process of the technical, financial, and social sustainability of selected local 
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water utilities. This is done to create a base for extensive infrastructural investments in 
the period 2022-2030. The program is based on the underlying assumption that 
strengthening the capacities of local water companies increases the financial scope for 
expansion investments, which can then be managed, maintained, and financed 
adequately.  

Phase I is therefore a preparatory phase to Phase II and Phase III. The goal of phase I is to 
ensure availability to water and sanitation services for 1 million people. Work of WWX in 
phase I is expected to be leveraged in phase II and III, for which an additional 9 million 
people will get access. The model underpinning this process is the two-phase model of 
utility reform from SECO (2016), see Figure 1.  

 

Figure 1: Two-phase model of utility reform (SECO, 2016).  

To achieve the long-term goal (2030) of sustainable water provision for everyone in the 
supply areas of the partner water companies, five working packages were distinguished 
for Phase I: 

1. People & organization  
Work package 1 concentrates on strengthening the organisation, vision & 
strategy, and the human capital of the local water companies, with the vision of 
transparent, inclusive and sustainable water services institutionalized in their 
mission.  

2. Water 
Work package 2 seeks improvements in water provision, including clear and 
measurable service improvement for clients of water companies in inclusive and 
sustainable access to clean drinking water. 

3. Finance 
Work package 3 concentrates on improving financial sustainability of the partner 
water companies and developing investment proposals.  

4. Enabling environment 
Work package 4 includes efforts to improve targeted aspects of the enabling 
environment (sector level) and political support for culture change of service 
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providers, improve access to finance for investments and a global lobby for WOPs 
and water solidarity mechanisms.  

5. Programme coordination 
Work package 5 has a supporting function for the performance of WOPs and the 
programme and includes knowledge management. 

The relation between the different work packages and the outcomes is summarized in 
Figure 2.  

 

Figure 2: Change model of WaterWorX Phase 1 

Phase I has started with an inception phase of 15 months (March 2017 – June 2018). In 
the period June 2018 – December 2021, the project activities are implemented. Working 
packages 1, 2, and 3 are implemented through the WOPs, using a tailor made approach 
for each individual WOP. Work package 4 is jointly implemented by the Ministry of Foreign 
Affairs and the consortium partners. In the PPP, the Ministry thus fulfills a role as 
implementing partner in the consortium, next to its role as co-financier. The Ministry 
works with local implementing partners on the enabling environment interventions in 
four countries (Kenya, Ethiopia, Colombia and Vietnam) during Phase I. Moreover, global 
lobby for WOPs and the 1% regulation was conducted by the consortium partners, WOPs, 
the Ministry of Foreign Affairs and GWOPA. In addition to this, all partners have an active 
role in mobilizing (blended) finance for investments in the local water sector. These 
activities resulted in collaboration with the World Bank and a new WOP programme under 
DEVCO (EU). Lobby is also a key instrument to support work package 3 (finance).  

During the implementation phase several emergencies occurred. In 2019, WWX, on behalf 
of Harare water company, requested to reallocate funding for emergency repairs and 
increased water production capacity to avoid a looming cholera epidemic. In 2020, WWX 
on behalf of local partners requested to reallocate EUR 360.000 for a COVID-19 response. 
To a large extent these activities fit within the work packages. Reporting on these special 
interventions was agreed upon via regular annual reporting.  

The total program budget for phase I amounts to approximately 54 million, of which 55% 
is financed by the Dutch Ministry of Foreign Affairs, and 45% by the Dutch and local water 
companies. 
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1.3 Mid Term Review  
Progress of the WWX-programme is reviewed twice over the period 2017-2021, with a 
Mid Term Review (MTR) and an End-Term Review (ETR) of Phase I. An evaluation of five 
more recently developed WOPs is currently being performed. These WOPs were not 
included in the MTR, but are assessed in a similar way as the MTR. Findings are expected 
to be available by end of October 2020. 

The reviews are conducted to i) monitor progress of the program/projects for 
accountability purposes, and ii) to retrieve learnings for improvement of the programme. 
Learnings from Phase I particularly need to be incorporated in the program design for 
Phase II. Phase II is envisaged to start in 2022.  

The MTR of the WWX-programme was conducted by IRC (www.ircwash.org) over the 
programme period 2017- September 2019 (report available from January 2020). The 
objectives were i) to assess the performance to date of the overall programme and the 
individual WOPs, in terms of the DAC-criteria relevance, effectiveness, efficiency, impact, 
and sustainability; ii) to assess the progress on the KPIs; and iii) to assess the Monitoring 
and Evaluation Framework of the program and the related Theory of Change.   

Based on the MTR, the following was concluded about WWX:  

 WWX is by and large doing the right thing. The programme is relevant, as it 
responds to the needs and possibilities to improve utility performance, supports 
the utilities on crucial areas of water services management, deploys relevant 
and valuable expertise, and activities from WOPs have been highly appreciated.  

 Although only developed in four countries, country-level enabling environment 
activities are highly relevant. In other countries, there is an unmet need to work 
at enabling environment level to complement the WOP-level activities.  

 The WOPs are highly diverse in terms of performance and ambitions. Some 
WOPs have a limited scope in relation to WWX’ ambitions but are highly 
effective, while others were found too ambitious considering the context and 
situation. By further tailoring the sequencing, pace, and nature of activities to 
the utilities’ situation, needs and interests, the programme could be even more 
effective. Moreover, while knowledge management was considered relevant, 
the way it is designed and implemented can be more effective.  

 The programme is on track with most work packages. For WOPs, the slight delay 
in terms of execution of funds against budget was not considered a concern. The 
coordination processes of WWX are well organized and performing well. To be 
more efficient, these need to increase their focus on WWX’ contribution to 
outcomes, a more active role in knowledge management, and coordination 
meetings focused on results.  

 Most WOPs have the potential to bring sustainable results in most cases 
through the institutionalization of the knowledge, methods, and tools. WOPs 
are supporting utilities on their path towards greater sustainability, but more 
monitoring of utility performance is needed to assert that.  

 The Theory of Change of ‘Utility Turnaround’ is not applicable to all WOPs. 
Moreover, the assumptions in the ToC are only partially applicable. WOPs do 
have the potential to contribute to improving utilities’ financial positions, 
however the supposed link between utilities’ performance and the potential to 
attract investments is absent.  
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 The programme lacks sufficient progress in its monitoring to assert progress 
against the overall outcomes. Moreover, it was suggested to embed a M&E 
method to account for improvements in service levels to attract beneficiaries.  

Based on the findings of the MTR and other activities and developments over time, there 
is a need to assess the following in the ETR:  

 Some elements that were not (adequately) covered by the MTR: 
o The attribution of WWX of the interventions on overall utility 

performance (with a focus on sustainability and KPIs). 
o The attribution of WWX to the investments that were attracted. 
o Verification/triangulation of the main results in relation to the WWX’ 

targets at output, intermediate outcome and final outcome level (if 
any).  

o The efficiency and effectiveness of the public-private partnership (PPP), 
including WOPs, the Ministry, and other institutions (e.g. IHE Delft, 
GWOPA).  

o The effects of the activities under Work package 4 (enabling 
environment) and the efficiency with which this work package is 
organized, including the effects of e.g. international lobby for WOPs and 
access to finance. 

 The internal compatibility of WWX, as well as the compatibility with other 
interventions within the countries, sector, and programme. The MTR did not 
include questions related to the new DAC-criterium ‘coherence’. This could 
assist in gauging further collaboration for example with the WorldBank (and 
others) in phase II. 

 There is a need to review the implementation of MTR recommendations as per 
management response.  

 At the same time, it emerged from the management response to MTR of WWX 
that there is a need for practical guidance on how to implement some of the 
MTR recommendations. Overall, the findings related to the 
diversity/stratification of WOPs need to clearly inform phase II in terms of the 
selection of WOPs and the work packages to be addressed per WOP. These 
choices are linked to the level to which utility turn around can be achieved, 
finance can be attracted and the ultimate goal of reaching 10 million people can 
be achieved by 2030.  

To summarize, there is a need for, and interest in, reviewing i) elements of the program 
that can provide learnings for phase II/III and/or were not fully addressing in the MTR 
such as sustainability, and ii) check accountability and verify findings in the field. Due to 
the limited time that has passed since MTR, it is desired to assess the field check as late 
as possible. In addition, these two review needs are quite different in nature and focus, 
and require different methodologies. Therefore, it is proposed to conduct the ETR using 
a two-step approach, including: 

i) A general review focused on learning for Phase II,  
ii) The field check for accountability and verification/triangulation, which will take 

place later (e.g. Q2 2021).   
The two-step approach will also help to overcome some of the restrictions posed by 
COVID19. The first stage is to a large extent possible to conduct without field visits, 
whereas the second stage will entail site visits, based on a sample of WOPs.  
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2. Description of the assignment  
2.1 Purpose of the Reviews 
We are looking for an independent external evaluator to conduct the following two 
interlinked activities as part of the ETR:  

i) Perform general review focused on learning in practice over the programme 
period 2017 – December 2020. 

ii) Perform a representative field check over the programme period 2017 – 
2021, focused on verification/triangulation of progress (in the field) in 
accordance to the targets and objectives for accountability.  

The ETR should build on the findings of the MTR and additional reviews of five WOPS, and 
should include a review of:  

 The WOPs (work packages 1, 2 and 3) 
 The enabling environment, including lobby and advocacy in relation to WOPs 

and finance (work package 4)  
 The public-private partnership (PPP)  
 The programme coordination, including M&E and the ToC (work package 5) 
 Knowledge management, including the role of IHE and UN GWOPA through the 

BEWOP program (work package 5)   
 

2.2.1 General review 
The objective of the general review of the programme and WOPs is to learn from activities 
and approaches in Phase I to inform and include in Phase II. In other words, the objective 
of the review is to improve WWX in Phase II, by broadening and deepening the findings 
from the MTR and their implementation mostly in terms of relevance, coherence, and 
efficiency, of the program coordination, WOPs, and the enabling environment 
interventions. Responding to the need for a practical translation of findings, it is expected 
that the review will be specifically focused to provide concrete and practical 
recommendations that can be implemented in phase II.  

Specific objectives for the general review are to assess: 

 The relevance of the WWX, specifically in terms of i) the tailored approaches for 
utilities, specifically to inform the ToC for leveraging WWX’ activities in Phase II, 
ii) the responses of the WOPs/enabling environment and global level activities 
to changing needs/circumstances, and iii) challenges and (unmet) opportunities 
in implementation of MTR recommendations.  

 The internal and external coherence of WWX, specifically in terms of i) the 
compatibility of the different work packages in general, ii) the way in which 
work at utilities, finance and enabling environment are coherently directed at 
improving service delivery and attracting finance, and iii) the interlinkages with 
other interventions, institutions in the country and sector, but also worldwide. 

 The efficiency of WWX, in terms of i) strengths and limitations of the way in 
which roles are embedded within the PPP and different types of WOPs for 
reaching the objectives, ii) strengths and limitations of the way in which the 
knowledge management is organized (people deployed, coordination) to 
facilitate knowledge exchange on the long term.  

The general review also aims to assess the sustainability and impact of WWX, for example 
in terms of the challenges and opportunities for different types of utilities to continue to 
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attract finance on the long-term, or the way in which the program deals with (anticipated) 
indirect or secondary effects.  

2.2.2 Field check  
The representative field check should be carried out to assess and verify / triangulate the 
(reported) progress of WWX Phase I. The general objective of the field check is to assess 
the effectiveness and sustainability in terms of progress on KPIs as included in the M&E 
framework. The field check is also executed to verify findings of the general review, i.e. as 
means for data triangulation. A special focus includes the results of i) the emergency 
response in Harare, and ii) response for COVID-19. 

Specific objectives for the field check are to assess: 

 Most importantly, the effectiveness of WWX. Assess whether the (reported) 
results of Phase I are on track regarding the results chain, including the WOP 
and programme level KPIs. Includes the effects of i) the special interventions 
Harare, and ii) as part of the COVID-19 response.  

 The sustainability of the program. As per the specific set of sustainability 
indicators included in the M&E framework. This mainly focusses on the WOP 
level.  

 

2.2 Evaluation questions 
The evaluation questions for the ETR are centered around the different work packages 
and built upon the findings of the MTR. The DAC criteria for evaluation have to be applied 
where relevant. The DAC documents are attached and are expected to be integrated into 
the approach of the ETR.   

2.2.1 General review 
The main question for the general review is: “What can be learned from approaches and 
activities in WWX phase I for realizing the leverage and ambitions for phase II?” Table 1 
includes the questions that have to be answered during the general review.  

Table 1: Evaluation questions for the general review 

DDAC criterium  DDescription  QQuestions to be answered during ETR  
RRelevance  The extent to 

which the 
intervention 
objectives and 
design respond to 
beneficiaries, 
global, country, 
and partner 
needs, policies, 
and priorities, 
and continue to 
do so if 
circumstances 
change. 

 Which recommendations of the MTR were (not) 
relevant to WWX, and why? What were challenges 
and strengths with implementing these 
recommendations?  

 What are challenges and opportunities of WWX for 
linking outputs with the outcomes and impacts? Are 
the outputs, outcomes and impacts relevant for the 
envisioned upscaling in Phase II?  

 Are the objectives of WWX and/or its design still 
appropriate for needs, given changes in circumstances 
and ambitions for Phase II?  

 What are strengths and constraints for knowledge 
management to be incorporated/institutionalized into 
local structures on the longer term?  

 Based on these answers, how can the ToC of Phase I 
be improved? What are strengths and weaknesses of 
the newly proposed ToC (Phase II)? Is the ToC relevant 
for reaching the objectives in Phase II?  
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CCoherence  The compatibility 
of the 
intervention with 
other 
interventions in a 
country, sector, 
or institution 

 What are strengths and constraints of the way in 
which WWX seeks internal coherence, in terms of 
synergy between the different work packages? This 
can include:  
o What are challenges and opportunities of 

tailoring activities to different ‘levels’ of WOPs, 
and how does this relate to the (relevance) of the 
overall design of WWX (including wider 
objectives such as pro-poor plans, climate 
resilience, investment proposals and the enabling 
environment)?  

o How can/should our work on attracting finance 
be stratified for different performance of utilities 
and/or different investment options?  

o How can work on enabling environment link 
better to the work of WOPs? (internal 
coherence) 

 WWX partners in three stakeholder categories 
(government/sector, finance, utilities) play a role for 
attracting finance for WASH. Are these activities 
within WWX directed towards attracting finance, and 
interlinked? How can this be improved?  

 What was done to link WWX activities with other 
interventions and institutions in the country of sector 
(e.g. MoUs, WB, Blue Deal, EIB, Germany, EC)? What 
are good and bad elements in terms of harmonization, 
coordination, and the extent to which the intervention 
is adding value while avoiding duplication of effort? 

EEfficiency  The extent to 
which the 
intervention 
delivers, or is 
likely to deliver, 
results in an 
economic and 
timely way 

 Is the PPP organized and managed in a way that has 
additional value for WWX? What are strengths and 
opportunities of the way in which the different roles of 
actors in the PPP are designed for WWX?  
o How can evidence and best practices on PPPs 

(such as from the Partnerships Resource Centre) 
help improve efficiency of WWX?  

o Is the role of which the Dutch water operators in 
providing expertise within the PPP efficient and 
effective? 

o Is the role of public partner (MofA) for improving 
the enabling environment, promoting WOPs and 
influencing IFIs/contribution at finance side 
efficient/effective? 

o What are strengths and opportunities of 
‘subcontractors’ in contributing to different 
objectives compared to other resources? (e.g. 
GWOPA/IHE for knowledge management?)  

o How can the roles within the PPP change over 
time, e.g. with regards to knowledge 
management and local capacity building?  

o Does efficiency of different types of WOPs (e.g. 
amount of water operators, maturity, timelines) 
differ? If so, how? (e.g. are WOPs including 
multiple water operators more efficient in terms 
of knowledge exchange?) 

 What were strengths and opportunities for the 
different actors in terms of efficiency specifically for 
our work on enabling environment (work package 4)?  
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EEffectiveness  The extent to 
which the 
intervention 
achieved, or is 
expected to 
achieve, its 
objectives and its 
results 

 Did the special interventions in Harare and as part of 
the COVID-19 response achieve expected results?   

 How effective has WWX been in attracting 
investments?  

SSustainability  The extent to 
which the net 
benefits of the 
intervention 
continue, or are 
likely to continue 

 To what extent are WWX’ activities expected to 
continue?   

 To what extent can WOPs support utilities on their 
path towards long-term sustainability?  

 To what extent is coordination of knowledge 
management and capacity building within WOPs 
expected to be efficient and effective on the long 
term/throughout Phase II? How can this be improved?  

 

2.2.2 Field check 
The main question for the field check is: “Can the lessons learned and progress of WWX in 
achieving objectives and results in Phase I be verified? ” Table 2 includes the questions 
that have to be answered during the field check.  

Tabel 2: Evaluation questions for the field check 

EEfffectiveness  The extent to 
which the 
intervention 
achieved, or is 
expected to 
achieve, its 
objectives and its 
results 

 Based on WOP and programme level KPIs, are results 
of Phase I on track with regards to the results chain 
(from MTR onwards)? 

 Are results reported in an effective, relevant, and valid 
way, on individual WOP and programme level?  Can 
reported progress be verified in the field (e.g. 
documentation)?  

 Can results reported for special interventions in 
Harare and as part of the COVID-19 response be 
verified in the field (e.g. documentation)?    

SSustainability  The extent to 
which the net 
benefits of the 
intervention 
continue, or are 
likely to continue 

 Based on WOP-level sustainability KPIs in the M&E 
framework, to what extent are WWX’ activities 
expected to continue?   

 Are the reported interventions functioning and 
expected to continue functioning? (sustainability 
check in the field)   

 

2.3 Methodologies 
The two review needs of the ETR are different in nature and focus, and require different 
methodologies. The evaluator is expected to propose the exact selection of 
methodologies for the general review and field check. As it might be challenging to 
conduct field visits to assess the WOPs due to COVID-19, the proposed methods are 
expected to be suitable to the situation of COVID-19 (e.g. by using methods that include 
local consultants or subcontractors that can travel within the country, or to apply 
online/virtual consultations with local partners). 

2.3.1 General review 
The evaluator is expected to propose the exact methodologies for the general review. It 
is expected that the methodologies are chosen that are most effective to promote 
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learning for Phase II and increase ownership over the evaluation among WWX partners 
and parties. For example, by acting as a facilitator to the internal learning process, 
involvement and participation among all relevant people and the use and application of 
existing knowledge and ideas is fostered. The general review is expected to include all 
WOPs. Field visits are not expected to be required.  

The evaluator is expected to facilitate WOPs, programme coordination, and other 
engaged actors to critically reflect on WWX in Phase I. It is expected that the evaluator 
leads, organizes, analyses, and documents the learning, but that engaged parties have an 
active role and feeling of ownership. Therefore, the proposal for methodologies needs to 
include clear role division, time line and contributions required from WWX partners and 
staff.  

2.3.2 Field check 
It is expected that the field check is representative of the programme. The evaluator is 
expected to propose the methodologies during the inception phase, that are able to verify 
reported process in the field, as well as to serve as means for data triangulation for 
findings obtained in the general review. Field visits, or suitable alternatives, are thus 
required for the field check. The field check can include a representative sample of the 
WOPs. The evaluator is expected to propose the selection of WOPs, based on geography, 
maturity of the WOPs (as described in the MTR), and COVID-19 restrictions.  

2.4 Documents 
For the ETR, the following documents can be used:  

1. Proposal WaterWorX 
2. List of WOPs with names and contact data 
3. Booklets of WOPs  
4. Inception report  
5. DAC criteria factsheet and DAC Evaluation Quality Standards 
6. Annual plans (2018, 2019, 2020, 2021) 
7. Progress reports (2018, 2019) 
8. MTR (synthesis report and WOP level reports) 
9. Management Responses to MTR.  
10. Documents related to Phase II (e.g. draft proposal, brainstorm notes)? 
11. Investment group reports 
12. ME sustainability method/plan 
13. Reallocation request of Harare Water company and WWX (COVID-19)  
14. Review of 5 additional WOPs  
15. IOB WASH 2012 report  
16. Resources from the Partnerships Resource Centre (e.g. collaboration quick scan, 

ingredients for successful partnerships) 
17. IGG input to knowledge management component 

 
Activities 
For the ETR, the following activities are expected:  

 Kick-off meeting with WWX coordinator, and representative of Ministry of 
Foreign Affairs 

 Prepare and share inception report that describes contents, methods, and work 
plan of the ETR in detail (see 2.6, outputs) 
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 Discuss inception report (proposal) with WWX representatives and the WWX 
coordinators, adapt inception report accordingly.  

 Conduct research and review activities for general review as proposed in 
inception report, including: 

o Activities to critically reflect on relevance, efficiency, coherence, 
effectiveness and sustainability of WWX Phase I  

o Activities to check on implementation of recommendations of MTR as 
per management response.  

o Activities that enable to translate results from the review to 
implementation in Phase II.  

 Based on findings of the general review, adapt evaluation questions for the field 
check in coordination with WWX coordinators to address identified knowledge 
gaps. 

 Conduct research and review activities for the field check as proposed in 
inception report. 

 Prepare draft reports for the general review and field check.  
 Organize and facilitate feedback rounds and discussion of draft reports with 

WWX partners and coordination. 
 Prepare and deliver final report. 
 Present findings of the general review to all that were involved, and facilitate 

discussions with regards to including recommendations into Phase II.   
 

2.6 Outputs  
2.7.1 Deliverables  
The deliverables of the assignments are as follows: 

 An inception report, including: 
o Final evaluation questions for the general review and initial evaluation 

questions for field check 
o Methodologies chosen for learning-assessment and field check 
o Selected WOPs for representative sample  field check 
o Roadmap for ETR (incl. timeline, division of roles, planning of field visits 

and/or other activities)  
 List of final evaluation questions agreed upon by WWX coordinators and 

evaluation team 
 Concept reports (for general review and field check), with the main findings and 

conclusions for these two reviews  
 A final ETR report, including: 

o Integrated introduction, conclusion, and recommendations.  
o Results of the general review 
o Results of the field check 
o A specific section that includes concrete guidance on what the 

recommendations mean in practice/for phase II 
 
2.7.2 Reporting requirements  
The final report should be written in English. The report should contain: 

 Executive summary, structured along DAC criteria 
 Introduction 
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 Context analysis 
 Methodology, with separate sections for general review and field check 
 Findings, with separate sections for general review and field check, structured 

along DAC criteria  
 Conclusions 
 Recommendations 
 Appendices, including (but not limited to): 

o List of literature/documents consulted 
o List of evaluation questions 

Profile of the evaluator 
The evaluator can propose the composition of the evaluation team and the exact role and 
division of labour of its members  within the given budget. CV’s of all members of the 
evaluating team should be enclosed, and proposed members should be available during 
the given timeframe. A good gender balance in the evaluation team is encouraged, as is 
the involvement of young experts. Given the on-going COVID-pandemic, an evaluator who 
has access to a network of locally based experts has preference. It is expected that the 
experts that will work on the ETR have the following profile:  

 Lead evaluator 
o Minimum of 10 years’ experience with partnerships in the international 

development sector and WASH, with a focus on utility performance.  
o Experience with executing and facilitating reviews that include a focus 

on learning and ownership among involved parties   
o Experience with (evaluating) organizational, operational, managerial, 

and social aspects of drinking water companies in development 
cooperation.  

o A good understanding of the enabling environment in which water and 
sanitation service providers in developing countries operate. 

o A good understanding of financing the WASH sector and knowledge 
about the global debate on broadening the finance base for WASH.  

o A good understanding of the Dutch Foreign Trade and Development 
Policy. 

o Experience with coordinating and managing an evaluation team in 
completing reviews of quality.  

o Good (intercultural) communication skills. 
o Fluency in English.  
o Working experience in countries that are part of the program is 

considered an important advantage.  
 Support evaluators for the field check, including 

o Minimum of 5 years’ experience in reviewing programme performance. 
o Proven experience in reviewing WASH sector activities, preferably in 

relation to (urban) water and sanitation service providers. 
o A good understanding of the WASH sector in general.  
o Experience in sustainability evaluations, with preferred experience in 

assessing sustainability.  
o Include in-country evaluators or subcontractors, for executing WOP field 

checks, who speak the local language (written/spoken).  
o Fluency in English (written and spoken) 
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o Good research skills 
o Good reporting skills 

 Support evaluators for the general review, including: 
o Strong preference for inclusion of one junior consultant, with some 

evaluation experience.  
o Preferably experience in the WASH sector. 
o Preferably knowledge about participatory methodologies and 

facilitation of stakeholder groups.   
o Fluency in English (written and spoken) 
o Good research skills 
o Good reporting skills 

The lead evaluator is responsible for the ETR, which includes the following responsibilities: 

 Organizing kick-off with WWX 
 Preparing and coordinating the work plan and activities; writing inception report   
 Organizing and executing general review activities 
 Coordinating and managing the evaluation team 
 Organizing, writing and editing the overall ETR report 
 Contact person  

4. Practical aspects 
4.1 Cooperation 
The evaluating team will conduct all activities in close collaboration with WWX 
coordination team and partners, while retaining independence. The independent external 
evaluator is expected to be the main contact point and coordinator of the evaluation 
team.  

4.2 Timeframe 
The timeframe of the ETR assignment can be summarized as follows. If required by the 
programme, adjustments may be made to the timeframe in coordination with the 
evaluator. The evaluator can propose an adjusted timeframe in the inception report, but 
the ETR should be completed before 1 April 2021: 

 The End-Term Review should be carried out in the period October 2020 – March 
2021 

o Inception phase October 2020 
o General review in the period October 2020 – December 2020 
o Field check in the period January 2021 – March 2021 

 The reports should be available before: 
o Inception report before 15 October 2020  
o Concept report of general review before 1 December 2020 
o Concept report of field check before 1 March 2021 
o Final report of the general review and field check before 1 April 2021  

 

Location 
Due to COVID-19, meetings and coordination will take place online. The location of the 
evaluation of WOPs depends on the chosen methodologies, but field work for some WOPs 
is preferred.  
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Budget 
The tentative budget for this asignment is set between EUR150.000 and EUR200.000. 
Although logistical costs are limited due to the envisaged engagement of local consultants 
we want to emphasise that the review aims to contribute to learning from the programme 
to date, through a participatory process with the main stakeholders. Given the scope of 
the programme and the many stakeholder groups, this will require allocation of a lot of 
time and resources from the consultants team.  
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Annex 3  Survey Questions 
The questions for the survey are part of Volume 2 
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Annex 5  Documents reviewed 
Documents for the general review 

Programme design 
● WWX proposal and inception report 
● DGIS subsidy decision and partnership agreement 
● Consortium agreement 
● and reporting documents 

Context documents 
● DGIS WASH policy (2016-2030) 
● Other context documents (e.g. policy papers) 

Evaluations 
● MTR report 
● WOP reviews/MTRs 
● WWX Programme Management response 
● Knowledge management evaluation results 

Programme reports 
● WWX Annual plans (2020/2021) 
● WWX Progress reports 
● WWX global coordination meeting reports  
● Documents from Secretariat organisations, staffing, management and operational 

processes and resource use in the organisations involved 
● Dedicated knowledge management documents   

On enabling environment 
● Enabling Environment scoping studies 
● Enabling Environment synthesis report 
● Enabling Environment Costed Action Plans 
● Annual report Enabling Environment 

On finance 
● Documents on costed and validated investment proposals for expanding services 
● Documents on (blended) financing and cost recovery of investment 
● Documents on dialogues with/between financing stakeholders 
● Investment working group reports 

On partnerships 
● Resources from Partnership Resource Centre 
● Global Led SWA and GWOPA Initiative and potential connection with WWX Country 

programmes 
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Documents for the field checks 
● Individual WOP agreement documents 
● WOP-specific design documents 
● WOP-specific reporting 
● WWX coordination meeting reports (local) 
● Context specific information on countries, including national WASH policy and annual 

budgeting process, ODA (including DFI’s, debt ceilings, legal and regulatory framework) 
● Documents on WOPs organisation, staffing, management and operational processes 

and resource use in the organisations involved 
● Documents on costed and validated investment proposal and costs for expending 

services.  
● Documents on blended financing and cost recovery of Investment.  
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Annex 6  Selection criteria of field 
check countries 

The field check countries that were selected in consultation with the client and WWX are 
Ethiopia, Indonesia, Kenya, Mali, Tanzania and Zimbabwe.  
 
In the selection process the following criteria were considered: 
 Countries hosting more than one WOP, allowing the opportunity to compare different 

WOPs operating within one country context; 
 Countries where WWX works on the enabling environment;  
 Countries with varying degrees of readiness for innovative investment financing and 

with varying government effectiveness;  
 Countries with different environmental conditions (arid, semi-arid, humid); 
 Different geographical regions with a bias to Sub-Saharan Africa; 
 WOPs assisted by the various Dutch water supply companies;  
 WOPs where infrastructure investments are taking place to contribute to the goal of 1 

million beneficiaries to be reached during Phase I; 
 WOPs at various stages of development;  
 The special response to the emergency that arose from the Covid-19 pandemic and 

the cholera outbreak in Harare, Zimbabwe.  
 WOPs serving smaller and larger communities.  

 
The field checks will cover all WOPs that are situated in the country, whilst one WOP in 
each country will be subjected to a more detailed study.  
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Annex 7  Outputs per WOP 

 

Source: MTR report.  
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Annex 8  Progress on MTR 
The progress made by WWX on the MTR recommendations is shown in Volume 2 
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Annex 9  Field check reports 
The field check reports are in Volume 2 
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Annex 10  Progress outputs by 2020 
 
 
Comments: 

 Data provided by WWX on 2 April 2021 
 Marked in yellow: the analysis by the ETR 



En
d-

Te
rm

 R
ev

ie
w

 W
at

er
W

or
X 

pr
og

ra
m

m
e 

M
DF

 T
ra

in
in

g 
&

 C
on

su
lta

nc
y,

 E
de

 o
ffi

ce
,  

   
  

 
11

3 



En
d-

Te
rm

 R
ev

ie
w

 W
at

er
W

or
X 

pr
og

ra
m

m
e 

11
4 

 
 M

DF
 T

ra
in

in
g 

&
 C

on
su

lta
nc

y,
 E

de
 o

ffi
ce

,  
   

  



End-Term Review WaterWorX programme 

MDF Training & Consultancy, Ede office,        115 

Annex 11  Enabling environment 
studies 

Enabling Environment Studies in 6 countries 

To promote the enabling environment activities, MFA commissioned consultancies to 
conduct enabling environment studies in 6 counties (Kenya, Vietnam, Ethiopia, Colombia, 
Rwanda and Mozambique).  

Table:  Overview work done under WP4 “Enabling Environment”  

 
13 Schwartz,K; Mboya,W. 2017. Establishing a roadmap to improve the enabling environment for local water and sanitation service providers: Country 
study for Kenya, October 2017. 
14 Smts,S; Schwartz.K; Torio.P; 2017.Establishing a roadmap to improve the enabling environment for local water and sanitation service providers; 
Synthesis report. October 2017. 
15 Schwartz,K; Mboya,W. 2018 Establishing a roadmap to improve the enabling environment for local water and sanitation service providers: Costed 
Action Plan for Kenya, May 2018. 
16 Faber,S. Establishing a roadmap to improve the enabling environment for local water and sanitation service providers; 
Country study for Rwanda. October 2017 
17 Smits, S. 2017. Establishing a roadmap to improve the enabling environment for local water and sanitation service providers; Country study for 
Colombia, October 2017. 
18Action plan for a Technical Cooperation between the Ministry of Foreign Affairs of the Netherlands and the Vice-Ministry of Water and Basic Sanitation, 
on strengthening the enabling environment for regionalization of urban water service providers in Colombia, January 2018. 
19Defere,E. Establishing a roadmap to improve the enabling environment for local water and sanitation service providers; Country study for Ethiopia. 
October 2017. 
20 MoFA/WWX. 2018 Costed action plan Support to the enabling environment for urban water supply in Ethiopia: April 2018 
22 Mansour.G, Cong Thanh,N. 2017. Costed Action Plan. Support to the enabling environment for urban water supply in Vietnam: Identifying 
optimum institutional and legal arrangements for regional bulk water supply. April 2018 

 
# 

 
Country 

 
No.of 
WOPs 
 

 
WWX Enabling Environment (WP4)   

 
 

WWX Phase I (ETR) WWX Phase 
II 

   2017 2018 2019 2020 2021 
(Investments)  

Field 
Checks 2022 2023 

1 Kenya 3 C
S
1

SR14 CAP15   Nakuru    

2 Indonesia 2          

3 Rwanda 2 C
S
1

SR Discont.     Phased out? 

4 Senegal 2        Phased out? 
5 Colombia 4 C

S
1

SR CAP18     Phased out? 

6 Ethiopia 6 C
S
1

SR CAP20   Addis Ababa    

7 Malawi 1      Lilongwe 
Zomba 

   

8   Myanmar 1      Mandalay    
9 Tanzania 3      Arusha 

Mwanza 
   

10 Philippines 5      Cebu    
11 Uganda 1      Kampala    
12 Zambia 2          
13 Zimbabwe 2          
14 Laos 1      Luang Namtha    
15 Viet Nam 5 C SR CAP22   Mekong Delta  Phased out? 
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The outcomes of the studies was considered very insightful in showing that the enabling 
environment was not particularly conducive in most countries. Still, however, the role of 
MFA (DGIS/IGG) and RNEs for improving the enabling environment,  promoting  WOPs  
and  influencing  IFIs contribution (sovereign guaranteed lending) has only marginally 
been effective in 4 of the WWX countries (Kenya, Ethiopia, Viet Nam and Colombia) 
through so called Costed Action Plans. In the remaining WWX countries, much work on 
the enabling environment remains to be done. 

The table below summarises the strengths of the WASH system for nine ‘building blocks’ 
across the six WWX countries24.  

Table:     Assessment of strength of the WASH system 
Building block Colombia Ethiopia Kenya Mozambiq

ue 
Rwanda Vietnam 

Policy and legislation 6 7 6 6 2 5 
Institutions 7 5 5 5 6 6 
Planning 6 5 5 5 7 4 
Financing 7 4 4 4 4 5 
Infrastructure 6 4 5 5 6 7 
Monitoring 5 2 5 4 4 7 
Regulation 7 1 7 7 5 1 
Learning 4 5 2 4 5 4 
Water resources 
management 

7 5 6 7 2 4 

 

This initial assessment shows that in all countries there are, as may be expected, serious 
gaps in the enabling environment (legal and regulatory framework) for local water and 
sanitation service providers to function properly, and enhance their service delivery in line 
with the expectations of SDG6. The study shows that there is not a single country where 
the enabling environment is sufficiently strong (with the possible exception of Colombia) 
to expect that the WWX programme can easily reach the objective to provide safely 
managed water supply and sanitation services to 10 million people by 2030. The Country 
Studies are considered high quality work, however there is little ownership as they are 
not discussed/reviewed with National Government (validation).  

 
21 Mansour.G, Cong Thanh,N. 2017. Establishing a roadmap to improve the enabling environment for local water and sanitation service providers. 
Country study for Vietnam. October 2017. 
23 Uandela.A, 2017 Establishing a roadmap to improve the enabling environment for local water and sanitation service providers; Country study for 
Mozambique. October 2017. 
24 “Establishing a roadmap to improve the enabling environment for local water and sanitation service providers; Synthesis report WWX (By: Stef Smits, 
Klaas Schwartz and Phil Torio. 27 October 2017 
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● Overall, Colombia has the strongest enabling environment. This is partially explained 
by the fact that it has been consistently decentralising and professionalising its sector 
for the last 25 years. However, it is also partially due to the fact that it is a relatively 
rich country with the capacity to put strong frameworks in place. Therefore, the study 
also assessed the extent to which the enabling environment is in fact supportive for its 
policy of regionalisation. From that point of view, bigger gaps are identified, 
particularly in terms of its policy, strategy and planning framework and the institutions. 

● Ethiopia is the country that scores lowest across the building blocks. This is in part due 
to the absence of effective monitoring and regulation. For the other part, the low score 
is due to the fact that, for the other building blocks, elements established on paper, 
but tare not applied in practice, mainly due to limited capacity at all levels.  

● Kenya’s score can be characterised by a capacity gap, particularly in the context of 
decentralisation. Many of the frameworks and mechanisms are in place. However, the 
counties that have received the responsibility for WASH, lack the capacity to fulfil their 
governance functions, including the development of local WASH policies and 
(financial) plans. The low score of the learning building block affects, therefore, also 
several of the other building blocks. 

● Mozambique is held back by two factors: 1) institutions and 2) financing. Though the 
institutional framework is well-developed, the process of actually transferring the 
roles to the designated institutions has stalled, particularly for the small towns where 
AIAS is the asset holding company. This means for example that in those small towns 
monitoring and regulation does not take place. In those areas, the institutional relation 
between the utility and the local government may also not be clear. In terms of 
financing, some of the mechanisms it has for financing are weak, and the absolute 
amounts going into the sector are limited. 

● Rwanda’s WASH system also scores low, largely due to medium scores across the 
board and two very low scores on legislation and water resources management. The 
legal framework for service delivery is largely non-existent. Although there are general 
frameworks for water resources management, these do not necessarily extend to 
urban water services. 

● Vietnam’s biggest gap is in the field of regulation. As it is in the process of equitization, 
the need for regulation becomes only stronger.   

From the study, it was concluded that Colombia and Mozambique possess the most 
conducive enabling environment for WWX programme implementation. However, during 
the early years of the programme, it was decided to halt WWX operation in Mozambique 
(VEI) and Rwanda (Aquavirunga/PWN). As discussed earlier, currently, WP3 (Enabling 
Environment) activities are only implemented in Kenya, Ethopia and Colombia, as it 
became clear to the mission that also Vietnam (Mekong Delta/VEI) will be phased out.  

Costed Action Plans in 4 countries 

Taking into account the outcome of the EE Country Studies the responsible WWX partner 
MFA/IGG prepared so called ‘Costed Action Plans’ (CAP) to improve the Enabling 
Environment in the following four countries: Kenya, Colombia, Viet Nam and Ethiopia. 
Rwanda (scored low in the country assessment on policy and legislation and water 
resources management) and Mozambique (relatively good assessment, however no 
WOPs were selected under WWX) were excluded. The ‘Costed Action Plans’ were 
operationalized by IGG through the hiring of consultants to implement all or part of the 
plans.  
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Currently only 2 countries have ongoing WP4 EE Costed Action Plan activities. The Viet 
Nam CAP was halted early 2021 and the Colombia CAP was finalized with apparently no 
clear indication for ‘follow-up’ activities. 
 
Colombia 

From the six countries studied, Colombia was assessed having the overall strongest 
enabling environment. This was partially explained by the fact that it has been 
consistently decentralising and professionalizing its sector for 25 years. But it is also 
partially since it is a relatively rich country, so it also has the capacity to put the strong 
frameworks in place. Therefore, WWX also assessed the extent to which the enabling 
environment is in fact supportive for its policy of regionalisation. From that point of view, 
bigger gaps were identified, particularly in terms of its policy, strategy and planning 
framework and the institutions. The overall objective of the Technical Cooperation 
provided through the ‘Costed Action Plan’ is to support the policy aim of the Government 
of Colombia to improve the performance of urban water service providers by promoting 
regionalization. The specific objectives are: 

1. To develop a set of policy instruments that would promote and support the 
regionalization of urban water supplies.  

2. To develop a strategy for technical assistance from national government towards 
urban service providers 

3. To support the political dialogue between regionalized utilities, municipal and 
departmental government and other local stakeholders in Huila, Magdalena and 
Valle del Cauca. 

The total budget of the ‘Costed Action Plan’ for Colombia is: € 369.338.- 
An international tender was issued in close collaboration with the Netherlands Embassy 
in Bogota, the Government of Colombia and VEI. The work was ultimately contracted out 
by MFA/IGG to Witteveen en Bos (W&B). The monitoring and supervision of the contract 
was assigned to a Steering Group incl. a staff member of the Royal Netherlands Embassy 
representing the client MFA/IGG.   

Witteveen and Bos has divided the assignment in 7 activity groups (AGs). The assignment 
was supposed to be finished in December 2019, but with approval of the Steering Group 
and client (IGG) budget neutral extended. It was proposed to submit the draft baseline 
document by the end of January 2020 and finalize the project in March 2020. This meant 
a delay of about three months compared to the original time schedule. 

Most of the work on the Enabling Environment by W&B in Colombia is finalized by now:  

- AG1: develop a conceptual framework that forms the basis for explaining the 
models of regionalization that could be applied in Colombia: Completed 

- AG2: analyse actual Colombian cases of regionalisation. 5 very different cases to be 
evaluated (public, private, larger and smaller communities) as to prepare examples 
that cover the range of the various situations in Colombia. Completed 

- AG3: develop a list of the model of regionalization that can be implemented in 
Colombia. We will use the list of models from Activity 1 and the Case Studies from 
Activity 2 to develop a list of the most viable models for Colombia. Completed 
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- AG4: This support will consist of input in dialogues between staff from the vice-
ministry and the technical cooperation staff pertaining to regionalization and short 
written reflection on documents prepared by the vice ministry or others, pertaining 
to regionalization.  Workshops and socialization will be used as a forum for 
discussing barriers, bottlenecks and possible improvements in regulation and 
institutions associated with possible regionalization schemes. Nearly completed, 
W&B is providing TA to the Ministry to support the development of a legal 
framework.  

- AG6: prepare an overview of the existing modalities in Colombia that may facilitate 
the regionalization of the sector, as well as finding solutions how to align these 
facilities   with the objective to create more impact in the regionalization processes 
themselves. Completed. 

- At the Steering Committee meeting on November 27 2020, the continuation of AG 
5 and AG7 was discussed in the perspective of the results of mainly AG2. 

It was concluded that the production of brochures for the use on national and 
decentralized level (municipalities, department, water companies) would only have 
limited impact on the regionalization processes. Significantly more impact can be 
generated to focus the means available in these activity groups on producing a baseline 
document that can be used for the preparation of a CONPES-document (CONPES = 
Consejo Nacional de Política Económica y Social; policy document). 

The steering committee agreed on this approach, which meant a change in the scope of 
the original ToR and approach. This change could be accommodated within the available 
budget. 

The ETR team was not able to obtain any further information on ‘the way forward’ for the 
WWX partners from the Royal Netherlands Embassy nor from IGG regarding their future 
plans to enhance the Enabling Environment for WWX programme implementation in 
Colombia. It was noted that IGG was considering phasing out from WWX ‘Enabling 
Environment’ programme implementation. Colombia was not included in the field checks 
carried out by ETR.   
 
Ethiopia 

Ethiopia is the country that scored lowest across all the building blocks in the assessment 
carried out by consultants. This is in part due to the absence of effective monitoring and 
regulation. For the other part, the low score is due to the fact that for the other building 
blocks it may have elements established on paper, but these are not applied in practice, 
mainly due to limited capacity at all levels. 
The specific objectives of the ‘Costed Action Plan’ are to support both the Ministry of 
Water, Electricity and Energy and the Water Resource Development Fund by providing 
technical assistance in the areas of:  

1. establishment of a regulatory agency at State level,  
2. rolling out a functional national system to monitor the performance of all urban 

water services and  
3. developing guidelines to achieve proper asset management regimes in utilities 

The total available for Ethiopia is € 875.500,-  
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In Ethiopia a kickoff meeting on the costed action plan was held in January 2018. This 
meeting brought together all the relevant stakeholders in the water sector. Both from the 
Government, development partners and service providers. 
Follow up and implementation has however been delayed due to turn over in 
Government and at the Embassy. Talks were held restarted with WB and UNICEF to see if 
they are willing and able to act as 
implementing partners and/or co-funder. A partnership has been agreed with WB and 
UNICEF under the umbrella of the One-WASH programme. WWX will contribute to the 
development of a regulatory framework at National and State level (Oromia). The latest 
reports indicate that the progress of work carried out by the WB and UNICEF appears 
good. The Royal Netherlands Embassy was please to highlight the importance and 
relevance of the work when it comes to a much needed national regulatory framework 
and tariff system. The ETR field checks carried out in Ethiopia underlined this observation. 
 
The ETR team was not able to obtain any further information on ‘the way forward’ 
regarding improving the enabling Environment in Ethiopia for the WWX partners from the 
Royal Netherlands Embassy nor from IGG regarding their future plans to enhance the 
Enabling Environment for WWX programme implementation in Ethiopia. It was noted that 
IGG was considering to phase out from WWX ‘Enabling Environment’ programme 
implementation. 
 
Kenya 

Kenya’s scores on the Enabling Environment were characterized by the consultants as a 
capacity gap, particularly in the context of decentralisation. Many of the frameworks and 
mechanisms are in place. But the Counties, to which responsibility for WASH has been 
decentralised, lack the capacity to fulfil their functions of governance of WASH, including 
for developing local WASH policies and (financial) plans. The low score of the learning 
building block affects therefore also several of the other building blocks. 

The Kenya Costed Action Plan proposes three actions for a combined budget of  
699.405,- which mainly relate to the governance and capacity development dimensions 
identified in the scoping study.  
The first two actions mainly relate to the governance dimension and the third action to 
the capacity development dimension. This means that no specific action has been 
identified for the financing dimension. Financing is addressed as part of one of the 
Governance actions (focusing particularly on the role of County governments). The three 
actions are presented as separate activities as they are quite different. This also means 
that the synergy between the different actions identified is limited. 

1. Establishment and support of County Coordination Platforms for Homa Bay, Nakuru 
and Nairobi City Council. In each county a Coordination Platform is established 
involving the water utility, the County and other relevant stakeholders. The main 
objective of the County Coordination Platform is to support the development of the 
water and sanitation services sector within the County. The Coordination Platform 
focuses on the development and implementation of relevant legislation, water 
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policies and master plans for the water and sanitation services sector at the County 
level.  

2. Development and Testing of a Water Utility Governance Assessment Tool – This 
tool, which is to be developed in consultation with the WSTF, will evaluate and 
provide insights into the governance structure of water utilities. The envisaged 
benefit is to promote good corporate governance within water utilities as County 
Governments take over ownership and supervision of WSS provision.  In this 
assessment tool, particular emphasis is on the corporate governance structure of 
the water utility (incl. the County, which is the owner of the water utilities).  

3. Feasibility Study for a Water Academy – This activity investigates the feasibility of 
setting up a Water Academy operated by and for the water utilities to support 
capacity development of utility staff. In addition to documenting the training needs 
in the water supply sector, this feasibility study will present an organizational and 
business model for such an Academy. The proposed study will recognise the new 
expanded role that Kenya’s Water Act 2016 has given to the Water Sector Trust 
Fund (WSTF) i.e. to promote innovation and research for the development of the 
Water and Sanitation Sector. This feasibility study forms the basis for a proposal for 
funding the development of such an Academy.   

The assignment to develop a ‘Water Academy’ was tendered and awarded to SNV-Kenya. 
The assignment for development of a Governance Assessment Tool was tendered and 
awarded to CEWAS-Switzerland. For both assignments implementation has started and 
kick off meetings have been held seeking ownership of the initiatives and approval of the 
implementation from the most important sector stakeholders. 
Negotiations with UNICEF-Kenya have started to explore if they can be the implementing 
partner/ cofunder for County level coordination platforms which aim to improve the 
relationship between water service providers and the County level government. 

The assignment for a feasibility study into a ‘Water Academy’ was Completed. Follow up 
on this study is being prepared. 
The assignment for development of a Governance Assessment Tool was by CEWAS- 
Switzerland was completed and tested by the main client (WSTF). The study highlighted 
the need to further follow up with a second phase to better institutionalise the tool within 
the sector. This requires a new tender which is being prepared 
For both assignments implementation has started and kick off meetings and sector 
consultations have been held seeking ownership of the initiatives and approval of the 
implementation from the most important sector stakeholders. 
A special arrangement was agreed with UNICEF Kenya for the implementation of County 
level coordination platforms which aim to improve the relationship between water service 
providers and the County level government. UNICEF is building on its convening power as 
a neutral partner and on its initiative of County level WASH coordination. UNICEF Kenya 
has committed USD150.000 in co-funding for this initiative. The Inception phase has 
started. 
The latest WWX annual reports indicate that the progress of work carried out by the 
contracted consultants and partners appears good. The Royal Netherlands Embassy was 
pleased to highlight the importance and relevance of the work.   
The ETR field checks carried out in Kenya underline this observation. 
The ETR team was not able to obtain any further information on ‘the way forward’ 
regarding improving the enabling Environment in Kenya for the WWX partners from the 
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Royal Netherlands Embassy nor from IGG regarding their plans to enhance the Enabling 
Environment for WWX programme implementation in Kenya. It was noted that IGG was 
considering phasing out from WWX ‘Enabling Environment’ programme implementation. 
 
Viet Nam 

Vietnam’s biggest gap to build an effective enabling environment for the WASH sector is, 
according to the consultant’s assessment in the field of regulation. As it is in the process 
of equitization, the need for regulation becomes only stronger. 
The objective of the proposed TA to Ministry of Construction (MoC) is to support the 
definition of institutional, financing, and regulatory arrangements, at all levels of 
governance, in the context of regional bulk water supply, for sustainable and equitable 
access to bulk water services by WSCs. Although preliminary results from the Mekong 
Delta regional project (to be funded by the World Bank) should support the formulation 
of some institutional and regulatory arrangements, the proposed SA will complement 
these efforts by giving specific attention to the roles of national institutions and intra-
provincial (or intra-local governments) relations and supporting the sector in defining 
legislative and regulatory instruments that will enable the sustainable implementation of 
the scheme and its replication in other regions or provinces. 
Activities to be undertaken as part of this proposed SA can be grouped as follows: 

 Component 1: Support MoC in reviewing and evaluating the institutional model and 
regulations for bulk water supply, so as to identify optimum arrangements for 
sustainable and equitable bulk water services in the Mekong Delta region; 

 Component 2: Support in establishing planning and budgeting systems as well as 
performance standards for operations and maintenance of regional water systems; 

 Component 3: Support MoC and other relevant stakeholders in the drafting 
regulations on the setting-up, management and operations of regional water 
systems and entities. 

The total budget for this Action Plan is € 500.000,- of which € 400.000,- will be provided 
by DGIS and  
€ 100.000,- to be provided by the Ministry of Construction as a counterpart contribution 
During 2019 sector developments in Vietnam required renegotiation of the terms of 
reference for the Costed Action Plan as the existing Costed Action Plan was overtaken by 
sector events. A revised ToR is ready for contracting. 
When asked about ‘the way forward’ the ETR team was informed by the Royal 
Netherlands Embassy in Hanoi, that WWX has decided to halt its operations in Viet Nam.  
It was also noted that IGG is considering phasing out from WWX ‘Enabling Environment’ 
programme implementation altogether, not only in Viet Nam. 
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Annex 12  Pipeline of investment 
proposals 

 Assessment by WWX of success probability for each investment proposal 

Country WOP  Probability 
Myanmar Mandalay Done 
Ghana Accra High 
Malawi Lilongwe High 
Tanzania Mwanza High 
Mali Mali High 
Tanzania Morogoro High 
Tanzania Arusha High 
Malawi Zomba Medium 
Vietnam Mekong Delta Medium 
Kenya Homa Bay Medium 
Uganda Kampala Medium 
Philippines Cebu Island - 4 towns Low 
Philippines Cebu City Low 
Kenya Nakuru Low 
Ethiopia Addis Abeba Low 
Laos Luang Namtha Low 
Kenya Nairobi Low 
Ethiopia Oromia Low 
Zambia NWSC - Nkana Low 
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Annex 13  Beneficiaries medium and 
highly realistic investment 
proposals 

Probability Nb. of beneficiaries 
Country WOP   Low range High range 
Myanmar Mandalay Done 126 000  126 000  
Ghana Accra High 1 000 000  1 000 000  
Malawi Lilongwe High ?  400 000  
Tanzania Mwanza High 660 000  800 000  
Mali Mali High ?  400 000  
Tanzania Morogoro High  ?  200 000  
Tanzania Arusha High ?   ?  
Malawi Zomba Medium 400 000  400 000  
Vietnam Mekong Delta Medium ?   ?  
Kenya Homa Bay Medium 1 000 000  1 000 000  
Uganda Kampala Medium ?  600 000  
TOTAL   3 186 000  4 926 000  
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Annex 15  KPIs and Progress towards 
Final Outcomes WWX (Phase 1) 

KPIs and Progress towards Final Outcomes WWX (Phase 1) 
 

ETR 
analysis 

Agreed KPI Baseline 
2017 

Progress reported by WWX by the end of year Phase 1 
targets 

Targets 
inception 
report 

2020 status/ 
target IR 2018 2019 2020 

No. of utilities that implemented 
(improved) business plans  and  
implemented (improved) 
management information 
systems. 

0 11 are on 
track 

(business 
plans) 

12 are on 
track (MIS) 

7 are on 
track 

(business 
plans) 

7  are on 
track (MIS) 

10 are on track 
(business 

plans) 
 

12 are on track 
(MIS) 

15 
(business 

plans) 
 

15 (MIS) 

14 
(business 

plan) 
 

15 (MIS) 

10/14 
 
 
 
12/15 

No. of utilities that have 
implemented internal audits on 
transparency and integrity  and 
have implemented 
recommendations accordingly. 

0 7 are on track 5 are on 
track 

2 are on track 10 10 2/10 

No. of utilities that have 
formulated NRW reduction 
plans. 

0 15 are on 
track (in 
DMAs) 

4 (utility 
level) 

14 are on 
track (in 
DMAs) 

8 (utility 
level) 

16 are on track 
(in DMAs) 

 
12 (utility 

level) 

15 (in 
DMAs) 

 
10 

(utility 
level) 

19 (in 
DMAs) 

 
17 (utility 

level) 

16/19 
 
 
12/17 

No. of utilities that have 
institutionalized pro poor units 
and have developed a visions  
and strategy for pro poor 
services. 

0 9 are on track 4 are on 
track 

8 are on track 15 13 8/13 

No. of utilities that have 
developed a gender strategy 
and have integrated this in its 
activities. 

0 16 (strategy) 
/18 

(integrated) 
are on track 

15 (strategy) 
/14 

(integrated) 
are on track 

16 (strategy) 
/14 

(integrated) 
are on track 

All All ? 

No. of people provided with 
access to water and/or 
sanitation of which 50% are 
from low-income   areas and/or 
vulnerable groups. (direct) 

 32.462 
(water) 
10.000 

(sanitation) 

129.881 
(water) 
5.400 

(sanitation) 

216.953 
(water) 
22.158 

(sanitation) 

500.000 500.000 If 
cumulative: 
417/500 

No. of people provided with 
access to water and/or 
sanitation of which 50% are 
from low-income   areas and/or 
vulnerable groups. (indirect) 

 139.496 
(water) 
5.971 

(sanitation) 

254.073 
(water) 
45.161 

(sanitation) 

104.598 
(water) 
33.357 

(sanitation) 

500.000 500.000 If 
cumulative: 
583/500 

No. of utilities (#DMAs?) with 
NRW reduced by 40% 
compared to the baseline. 
 

 18 are on 
track 

40 DMA’s on 
track 

16 utilities are 
on track with 

NRW 
reduction 

plans. 
5 Utilities 

show a 
reduction of 
40% at utility 

level. 

10  5/10 

No. of utilities with improved 
hours of supply (at least 25% 
improvement) 

 12 are on 
track 

? No large 
improvements. 

10?  ? 

No. of utilities with improved 
water quality monitoring 
(compliance to WHO 
standards). 

 14 are on 
track 

12 are on 
track 

12 are on track  
8 

 12/8 

No. of utilities with Energy 
savings schemes implemented  

 10 are on 
track 

7 are on 
track 

8 are on track.  
8 

 8/8 

No. of utilities where Client 
satisfaction has increased 
significantly 

 13 are on 
track 

6 are on 
track 

6 are on track 10  6/10 

Percentage of the water   ?  90%   
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supply/sanitation systems at 
household level established by 
the  programme that is still 
functional after 15 years. 
Percentage of the participating 
water utilities that are able to 
cover operational (and part of 
capital) costs from their 
income (operating ratio >1.2) 
 

 5 utilities 
have cost 
coverage 
ratio > 1.2 

9 utilities 
have cost 
coverage 
ratio >1.2 

2 utilities have 
costs coverage 

ratio >1.2; 5 
utilities > 1.0 ; 

We miss 
information 

from about 5 
utilities in 

2020 

15  2/15 

No. of water utilities that have 
a collection efficiency ratio of 
>90%. 

 25 utilities 
have a 

collection 
efficiency 

ratio of > 90% 

26 utilities 
have a 

collection 
efficiency 
ratio of > 

90% 

17 utilities 
have a 

collection 
efficiency ratio 

of > 90% 
We miss 

information 
from about 5 

utilities in 
2020 

15  17/15 

No. of water utilities have 
developed (IWRM and climate 
robust) investment plans.  

 No 
information 

yet 

14 are on 
track 

11 are on track 15 15 11/15 

Total value of investment plans 
developed. 

  
€ 70 

 
0 

17 wops have 
developed 
investment 
proposals 

€ 200 - € 
500 

million 

€ 200 - € 
500 

million 

value? 

Visible role of Ministry of 
Foreign Affairs and other 
consortium members in water 
sector dia logue (national and 
sub national level), e.g., 
mobilizing political support 
 

 CAP 
Kenya, 

Colombia 
VietNam 
Ethiopia 

? Kenya: UNICEF 
County Level 
Coordination 
contracted 

CEWAS: 
Governance; 
SNV: Water 

Academy 
WWX 

Stakeholder 
Consultation 

Colombia: 
W&B Policy 

Dev. 
VietNam: work 

cancelled 
Ethiopia: 

UNICEF One 
WASH Progr. 

?  ? 

Awareness among water 
sector actors in partner 
countries is raised on the shift 
from grants to more 
sustainable forms of (local) 
financing. 

 Task Force on 
Finance 
Formed. 

IWF formed 

? MoU with 
KPWF; 4All. 

Meetings: WB, 
EC, 

EIBBMZ/GIZ; 
IWG: new ToC; 

?  ? 

Improved policy and regulatory 
framework: E.g. (Pro poor) 
benchmarking has been im- 
proved and annual updates are 
being published, establishment 
of shadow credit ratings, 
improved autonomy utilities 
(budget ring fencing). 

  ?  ?  ? 

The institutional framework of 
the sector is improved (e.g., 
capacity of umbrella 
organisations) 

  ?  ?  ? 

No. of investment proposals 
that are financed. 

  ? 1 (Mandalay) 12  1/12 

WOPs are being recognized by 
IFI’s, UN, developing countries 

  ?  ?  ? 
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Comments: 
 Data provided by WWX on 7 April 2021 
 Marked in yellow: the analysis by the ETR  

and donor countries as an 
important mechanism for 
reaching SDG 6 at the global 
level. 
The Dutch and French 1% CRS 
law for drinking water 
companies is recognized as an 
im portant mechanism for 
SDG6. 

  ?  ?  ? 

No. of countries that replicated 
the 1% Dutch and France CRS 
law for drinking water 
companies is recognized as an 
im portant mechanism for 
SDG6 and replicated in at least 
two other countries. 

 Contacts with 
EC 

? Support Finish 
and German 

Gov’t. 

2  ? 
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Annex 16  Field check findings and use 
of sustainability indicators 

In terms of sustainability at the WOP-level, in all WOPs, project activities are expected to 
continue as different measures have been undertaken to ensure this. These measures 
include institutional strengthening, training and capacity building of staff, as well as 
incorporating WaterWorX project activities within (strategic) planning. As a result, WSP’s 
have improved their systems and service provision (i.e. their day-to-day working 
practices). These changes now being part of day-to-day work ensure that in the 
(hypothetical) case that WaterWorX activities would stop, sustainability is ensured. 
Critical elements/challenges for activities to continue remains resource mobilisation, 
maintaining staff, and hand-over of processes in case of staff turnover.   

In the Homabay WOP in Kenya, operational procedures and policies were developed and 
institutionalised. Moreover, WaterWorX project activities were incorporated within the 
Strategic Plan (2016-2020) and the Waste Water Improvement Plan (2019-2021). Also, 
staff capacity/expertise has been built in-house. Altogether, this has led to a double in the 
increase of revenue collection and 100% metering – two aspects that both contribute to 
the sustainability of the utility. Similarly, in the Nairobi WOP, project activities are 
included in the WSP’s Strategic Plan (2020-2024) and the Easy Calc and Water Balance 
activities promoted by WaterWorX are being said to be incorporated in the company’s 
work culture and daily activities. Other activities that have been implemented to ensure 
sustainability include technical assistance on optimisation and enhancement of the 
Nghetu treatment plant, development of an asset register to schedule and complete 
repairs, and the development of an investment proposal for adopting a technology to 
increase water production. However, for these latter three activities it remains unclear to 
which extent they are expected to continue. Finally, in the Nakuru WOP, the collaborative 
and integrated approach of the WaterWorX has been said to contribute to sustainability. 
This can be seen, for example, through the fact that the stakeholder managers from the 
WSPs work closely together with the RPM, as well as the fact that the three WSPs within 
the WOP jointly purchased new, robust Enterprise Resource Planning software. 
Moreover, the WaterWorX programme strengthened collaboration among stakeholders, 
including the Water Resources Authority, the county government, and the different WSPs 
regarding climate resilience which has led to the creation of a Climate Change Resilience 
Team gazetted by the Nakuru County Government and the development of the 2050 
Climate Resilience Plan.  

Similarly, in the Oromia WOP in Ethiopia, there are different indicators that highlight that 
activities are expected to continue. These include the fact that the billing collection is now 
being done digitally and the system is being managed properly by staff. Also, awareness 
of management and staff on bulk meter reading and the relation with NRW seems to be 
increased after WaterWorX training and support. Based on interviews, it seems that there 
is a high willingness to sustain this practice. Moreover, in terms of staff development, 
more competent personnel has been hired and staff has been trained with the notion that 
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staff could easily replace each other in case of staff turnover. Finally, there is a 
sustainability commitment agreement between WaterWorX and the utility. In the Addis 
Abeba WOP sustainability indicators include the inclusion of NRW in the 10-year water 
plan of the utility, the Water Safety Plan being a systems protocol, the increase in capacity 
of the training centre that allows existing (and potential future) utilities to be trained, and 
the catchment treatment by planting trees. Moreover, organisational restructuring has 
taken place to align with the current changes in the WASH sector, and improved financial 
management (for financial sustainability) are found to contribute to long-term 
sustainability. Lastly, support from WaterWorX to the utilities training centre is found to 
contribute to the utility being able to manage the training centre independently. 

In the WOPs in Tanzania, sustainability indicators include outputs on capacity 
strengthening for both human capacity (e.g., training for improvement of staff 
performance, and leadership) and infrastructure development for service provision. 
Moreover, to ensure sustainability in the WOPs, the utilities were also supported in 
developing proposals for attracting investments and thereby securing resources for 
continuation of the activities. Specifically, for the Mwanza WOP, it is found that funds are 
available (e.g., through African Development Bank) that ensure continuation of 
WaterWorX activities. Challenges that remain when it comes to sustainability include the 
absence of a staff retention plan for trained staff and limited understanding of what keeps 
staff motivated.   

In the Mali WOP (SOMAGEP utility), sustainability indicators include, for example, the 
certification of the Laboratory of SOMAGEP ISO 9001-2015, development of and training 
on a Water Safety Plan (similarly as in Ethiopia), capacity building on maintenance of 
pumping stations, implementation of the DMA pilot project, application of operational 
rules and procedures by SOMAGEP employees for implementation and monitoring, and 
the current development of a strategic plan for 2035 to enhance to enhance results. 
Moreover, the WaterWorX project also supported the development of the project 
proposal for Phase 2 of the programme. One point of improvement that is found that 
would support on enhancing the sustainability is the aligment of the WaterWorX team 
with SOMAGEP’s structural interfaces. 

In both the Sragen and Semarang WOPs in Indonesia, it is expected that WaterWorX 
activities will continue. This is explained by the fact that the WOP has supported the utility 
in improving the quality and quantity of water supply, as well as the fact that the 
WaterWorX activities are included in the WSP’s business plans. Moreover, another factor 
that supports sustainability is the support from the local government to the WSP in 
becoming the main actor in achieving water supply. Continuation of activities is also 
ensured through regular monitoring of service provision.  

Lastly, in the Harare WOP in Zimbabwe, sustainability is expected because of the 
collaborative approach between mentor and mentee utility (similarly as in Kenya), as well 
as the capacity building of utility staff and the connections created with potential funders 
and partners through the Community of Practice. Moreover, the documentation of rules 
and procedures is found to support sustainability in case of staff turnover. However, at 
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the same time, staff turnover is still considered a challenge as there’s currently no 
dedicated information/data manager and it would affect continuation of established 
interventions/processes. Similarly for the Bulawayo WOP, the activities are expected to 
continue as some of the utility staff initially contracted on short-term basis has now 
become permanent staff. Moreover, another aspect that positively influenced 
sustainability is the fact that WaterWorX project activities complemented the existing 
activities from the utility rather than dictating new activities.  





 

 

 


