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Leadership towards sustainable service 
delivery in Africa
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What do we need leadership on?
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Coping with water scarcity on a dry continent

Dealing with massive urban population 
growth 

To continue in African cities…

• Urban population = 340m

• 1.1 billion by 2050 (3x)

• 49% in cities > than 500k

• High proportion in high density 
informal areas, with low incomes.

Asia & Africa grew from 15% to 40% 

urban nearly TWICE as fast as 

Europe
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30 largest cities (2020)

• Growth rates range 
from 3 to 5% per 
year

• At 4.7 %  it means 
doubling in 15 yrs.  
Cities and towns of 
all sizes: large cities 
and small towns 
growing

• Red indicates a 
doubling in city 
population since 2010

Source: United Nations Populations Division, World Urbanization Prospects 2009

30 largest cities (2030)

Source: United Nations Populations Division, World Urbanization Prospects 2009

Red indicates a 

doubling in city 

population
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Source: United Nations Populations Division, World Urbanization Prospects 2009

30 largest cities (2050)

Implications

• Demand for housing, 

services, infrastructure

• Without tenure often no 

connections to services  

• Risks of water insecurity 

and inequitable services

• Integrated approaches 

needed across all areas , 

linking services, planning and 

governance

Facing up to a complex and growing 
sanitation and health challenge (1)
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Drainage system, 
Leaky sewers

Poor personal 
hygiene

Inadequate
water supply

Unsafe 
emptying

Dirty
toilet

That has many dimensions   (2)

Contaminated 
water, produce

Groundwater 
pollution

Groundwater 
for drinking

Inadequate 
solid waste 

management 

Uncontrolled 
land-use

Drainage system, 
Leaky sewers

Treatment
End-use, Disposal

Toilet
(containment)

Emptying,
Transport

Meeting the demand for water services: mixed 
trends currently, as this sample shows…  

10 Sample of 17 cities in new W/Bank 
study (IBNET and h/h surveys data)
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Although access to improved water rising, but not on-
site

 -    
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Source: JMP 2014 Update

Some’s strategies (like Kampala, Nairobi, 
Lusaka) consciously use stand posts 

• Cost considerations

• An expand faster on 

scale

• Strategic deployment of 

prepaid meters 

enhances payment for 

services 
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New 
Conventional 

Sources

Existing 
Water 

Sources

Water Demand 
Mgt.

Stormwater
Harvesting

Leakage 
Mgt.

Private 
Boreholes

Greywater
use

See Jacobsen, Webster  et al (2012) The Future of Water in African Cities  
(water.worldbank.org)

Due to water insecurity, several have been develop an 
integrated  portfolio of options

But many utilities remain under-resourced

• Tariffs don’t recover 

costs and weaken 

market interest

• Grant dependence  

• High water losses 

(NRW)

• Poorly performing 

infrastructure

• Limited networks that 

disproportionately favor 

the rich
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Growing evidence of good leadership to 
learn from  

17 case studies show a relationship between 
service to the poor and management effectiveness

16

 Aggregate utility management effectiveness score*  

Service 
Typical 

(Less than 80) 
Good 

(Greater than or equal to 80) total 

Good  
(Greater than or 

equal to 90% access 
to improved water 

for poor, and 
reliability 18 hours 

per day or more) 

 

Lusaka 
 

Dakar 

Durban 

Kampala 

Niamey 

Nyeri 

Ouagadougou 
 7 

Typical 
(Less than 90% 

access to improved 
water for poor, or 

reliability less than 
18 hours per day) 

Accra 
Addis Ababa 

Dar es Salaam 

Hargeisa 

Kaduna 

Kinshasa 

Maputo 

Mombasa 

Nairobi 

Tanga 
 

 
 

10 

total 11 6  
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Five examples: utilities providing good services, and 
especially to serve poor well. 

17
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These water utilities proved that it is possible 
serving poor people even if GDP is not high

18
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Number in parentheses is hours of water supply per day, on average
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Improve efficiency and general performance…  

19
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Dakar
(SDE/SONES)

20% 2.4 94%

Durban
(eThekwini)

39% 3.5 98%

Kampala
(NWSC)

35% 5.3 96%

Nyeri
(NYEWASCO)

18% 3.2 107%

Ouagadougou
(ONEA)

18% 2.9 97%

NRW = non-revenue water
Staff prod. = Staff per 1,000 connections
Coll. Ratio = collection ratio

Improved access & services through financed from  
multiple sources, not grants alone 

20

NWSC

(2002-2011)

NYEWASCO

(2005-2014)

ONEA

(2002-2013)

SDE/SONES

(1996-2013)

Estimated total capital 
investment

US$100 million US$19 million US$600 million US$770 million

Percent grant-financed 28% 5% 52% 29%

Percent financed by 
internal cash flow

52% 14% 19% 23%

Percent financed by loans 16% 80% 29% 47%

Capital investment/ 
person served /year

US$4 US$22 US$23 US$10

 (80)
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Net cash generated from operations

Debt service payments

NYEWASCO services debt with operating cash
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Achieve affordability and higher costs recovery

21
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eThekwini (Durban)

- Basic needs level of water (9m3/mo. or 50 lpcd for family of 6) is provided for free to poor
- Electronic water bailiffs are machines that dispense this amount, then cut off supply 

Existing assets managed: NRW controlled

22

NYEWASCO (Kenya)

• 2008: Implemented a 10-technician unit to manage NRW, which had 
increased from 2006 to 2008 due to upgrading of the water supply system.

• Purchased leak detection equipment and upgraded piping material. 
Analyzed NRW regularly.
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Managing investments strategically  

23

Utility examples:

Develop or secure access to bulk water resources
• ONEA, SDE and NYEWASCO invested in major bulk water supply projects 

to ensure sufficient water supply to a growing customer base 

Extend the network

Three measures of network extent…
1. Connection density (connections per 100 people in service area)

2. Infrastructure density (population density-adjusted ratio of meters of 

pipe per household in service area)

3. Percentage of population living within 70m of the network, calculated 

using GIS

… are all correlated with access to piped water

Dakar has high network extent, providing piped 
water to premises to (almost) all residents 

24
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They care for customers, and treat the poor as 
such

25

Utility examples:

• In line with national policy, eThekwini delivers free basic water (up to 
9m3) to poor households

• Kenyan utilities use a mobile phone technology in which the 
customers can report their own meter reading, and then pay the bill 
using mobile money

• ONEA has delegated service provision in informal settlements to 
small entrepreneurial providers 

• NWSC offers a reduced tariff for water purchased at standpipes (38 
percent lower than regular domestic tariff)

Techniques:

• Provide service at levels that relate to needs and willingness to pay
• Use technology to improve customer care
• Dedicated teams focusing on the poor, but mainstreamed in an 

overall effective organizational system – hence not an add-on   

And ONEA is shifting to piped to premise water 
in informal areas in Ougadougou… 

26
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…working with small providers to get piped water 
to informal areas 

BF

BF

Conventional piped water 
supply from ONEA to 
households in formal areas

ONEA piped water supply to 
informal areas through bulk
meter at the boundary

Reducing poverty is
government and ONEA 
policy…
…but innovative solutions 
needed to improve supply in 
informal areas

Delivery delegated to small 
vendors in Ougadougou

M

28

Customer care (e.g. NWSC, eThekwini, Nyeri: 
metering, payment. complaints etc. 

Immediate interfaces 
easier
• Cellphone metering 
• Cellphone payment  in 

manageable portions 
• Prepaid meters  

• Complaints 
system

• Speedier 
follow-up
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Serving the poor is therefore related to a 
virtuous cycle of performance

29

Financial performance and 
operating efficiency linked:
1) O&M costs controlled
2) Make operational 

improvements

3) Strategic investments in 
infrastructure

4) Generate cash or access 
finance to pay for network 
expansion, bulk water 
supply, etc.

5) Revenues increase

Financial performance and 
service to poor linked:

Operating 
efficiency 

Financial 
performance

Access and 
service for the 

poor

Finance

12

3

4

Paradigm shift needed on sanitation    
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Need to shift sewerage narrative to on-site 
action

� Most urban dwellers with sanitation 
access use on-site: <10% of urban 
Africa has sewer access

� Virtually all poor people use on-site 
sanitation – if they have any sanitation at 
all

� On-site sanitation is rarely managed as 
an integrated system including 
transport and treatment, resulting in 
major environmental pollution.

Sources:  Africa Infrastructure Country Diagnostic Background Paper 13  (2008) Elvira Morella, Vivien Foster, and Sudeshna Ghosh Banerjee
UNICEF/WHO Joint Monitoring Program (2012) Progress on Drinking water and sanitation 2012 update
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Flooding, 
downstream 

pollution

Solid Waste Collection
Sanitary 
Landfill

Stormwater
Drainage 

Maintenanc
e

SepticTanks

Latrines

Treatment 
Works

Pit and Tank 
Emptying

Pumping 
Stations

Sewerage 
Network

Treatment 
Works

Need to Integrate Urban Sanitary Services…
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Treatment
Reuse/

Disposal
TransportEmptyingContainment

Drainage 
system

Receiving 
waters

Water
supply

�Dirty toilet
�Unhygienic emptying, local disposal
�Children playing in drainage ways

Direct personal contamination

�Unsafe use of 
treated sludge on 
crops

Direct personal 
contamination

�Overflow into drainage system
�Illegal dumping into drainage system
�Contact by swimming, laundry, etc.

City contamination leading 
to indirect personal 

contamination

�Significant where 
local wells are 
used

Groundwater 
contamination

�Economic effects 
�Water resources
�Ecological damage

Downstream contamination

…that addresses key risks in the sanitation 
service chain

Domestic 
environment

Water
Supply City

Water
Supply

Access and 
Security

Flood
Protection

Social Amenity, 
Environmental 

Protection

Limits on
Natural 

Resources

Intergenera-
tional equity, 
Resilience to

CC

Public
Health

Protection

Supply
Hydraulics

Drainage,
Channelisation

Point and 
Diffuse
Source

Pollution
Mgmt

Diverse fit-
for-sources
& conserva-

tion, 
waterway
protection

Adaptive multi-
functional

infrastructure &
urban design

reinforcing water
sensitive

behaviours

Separate
Sewerage
Schemes

Service Delivery Functions

Source: Transition to Water Sensitive Cities (Rachel Brown, Nina Keath and Tony Wong)

Sewered
City

Drained
City

Also_think services and beyond – water 
is scarce 

Water-Ways
City

Water Cycle
City

Water Sensitive
City
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Public-Private Partnerships

National Enabling Environment

Private Sector Public Sector

Needed: Integrated Urban, Water & Sanitation 
Services Management

Customer Services
• Toilet construction
• Hardware supplies
• Pit emptying
• Public toilets
• “Last mile” water 

supply

Infrastructure Dev’t
• Sewerage
• Drainage
• Primary water supply
• Slum upgrading
• Public housing

Public Services
• Sludge treatment
• Sewerage operation
• Drainage management
• Solid waste 

management
• Water distribution

Local Governance Functions
• Planning and coordination
• Legislation, enforcement (service standards, 

land use)
• Promotion and monitoring of improved services
• Support to development of local services
• Housing policy and tenure arrangements

Political 
economy 
approach

Financing 
mechanisms

Strategizing and leadership closely linked 
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But change needs leadership :
Starting, phasing, and sustaining reform

37

Starting the reform

• Politically secure leader 
with a genuine desire 
to improve service 
sustainably

• Professional utility 
leader with a vision and 
entrepreneurial spirit 
to seize opportunities 
and influence 
environment

• Catalytic event, such as 
a crisis, or space for 
reform

Phasing the reform

Problem-focused, well-
timed, adaptive

Work on solutions for 
urgent problems first:

• Management reform

• Financial reform

Build institutions and 
governance structures in 
parallel as you go:

• Policy and institutional 
reform

Sustaining the reform

• Internal capability and 
culture

• Continued 
strengthening of formal 
rules and structures

• Alliances with external 
stakeholders

Paradoxically, as performance improves, benefits 
of predation increase – need mitigation

38

Predation on 
utility

Sustained 
success

Formal rules and 
structures

Alliances with 
external 

stakeholders

Strong internal 
capabilities and 

culture

Transitions (political 
and within the utility)

Access to finance 
for capital 

expenditure projects

Operating cash 
surpluses

Example: NWSC

- Developed training facility

- Muhairwe’s successor was part of his own 
management team & taking further steps

Example: NYEWASCO

- If political interference in the utility was 
rumored, customers would call the utility 
office to ask what they needed to do

Example: ONEA

- Contrat plan with the government is 
supervised by a multi-stakeholder 
committee (customers, NGOs, and donors)
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Lessons and opportunities 

39

The ‘answers’ lie in the realm of strategy 

Solutions organic and context specific; cannot be imposed from outside. 
Drivers: strong political & utility actors, catalytic event, coalitions 

Technical /managerial and financing solutions have worked well in 
several contexts

There is success in Africa which can be learned from in all regions. 


