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Chapter 5 

Water Sector 
Framework 

I. BASIC CONCEPTS  

A house is one unit but it has different parts: the foun-
dation carries the whole structure; the walls provide 
living or working space; the roof makes a shelter, etc.. 
Each component, however small, is important, but it 
needs to be rightly placed for the house to be function-
al, comfortable and safe. 

Similarly, a water sector framework makes it possible 
for water services provision to work effectively for the 
greater good of society; it ensures that a boy such as this 
one has access to clean and potable water in a country 
of abundant water resources. 

Imagine spending a lot of money buying quality materi-
als to build a good house, but the foundation is not well 
designed, or the house is not well ventilated or the bath-
rooms are all located on the top floor while the house 
has five levels.

The same applies to the water sector. Even if the coun-
try has sufficient funds to invest in the sector and 
enough expertise, the sector will not thrive unless the 
roles and duties of all players and institutions are well 
defined and well designed in relation to each other.  
This is important to ensure the smooth execution of all 
the tasks pertaining to the sector. 

A. What is Water Sector Framework?

A water sector framework includes organizations that 
play various roles that may include:  
• Ministry of Water Resources
• National Planning Agency
• Regulator
• Local government as the responsible authority for 

the provision of water services
• Water and wastewater service providers who nor-

mally act on behalf of the responsible authority  

The Ministry of Health, the Ministry of the Environ-
ment, the Ministry of Public Works and the Ministry 
of Agriculture may also play roles.

The framework considers the ways in which these agen-
cies work together to ensure that the public is well pro-
vided with the water and wastewater services that are so 
essential to public health, safety, environmental protec-
tion and economic prosperity. Usually, legislation is en-
acted to give authority to the agencies to play their roles.

A utility is at the forefront of providing services, per-
forming during droughts, responding to emergen-
cies and dealing with demographic growth, especial-
ly in urban areas. Its operations are affected by the af-
fordability of water to consumers, their willingness to 
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pay, the willingness to charge (by politicians) the social 
commitment of the State towards the vulnerable, the 
role of the responsible authority, and by the prevailing 
political and socio-economic circumstances.

It is therefore important for a utility to understand the 
framework within which it operates and how the frame-
work impacts the utility. It is also important to under-
stand the legal and policy resources that the utility can 
access to guide its strategic and operational decisions.

B. Importance of Water Sector Framework   

A good Water Sector Framework ensures that respon-
sibilities are assigned so that the country’s water sector 
functions well; it takes advantage of development op-
portunities and meets its strategic objectives. 

For a water utility, a good Water Sector Framework en-
sures that it can perform its role with a clear mandate, 
without overlapping of responsibilities. It has the options 
to make use of different market conditions (labour, fi-
nancial, etc) and it can take advantage of opportunities. 

Without a good Water Sector Framework, a water util-
ity is likely to find itself having to justify its mandate, 
being uncertain of its future, being unable to act in the 
ways that make sense or finding it difficult to be sus-
tainable.  

To the customers of the water utility, the Water Sector 
Framework provides tools to hold the utility account-
able for the services that it is supposed to deliver and it 
may provide them with a voice in major decisions.

C. Building Blocks and Accepted Practices
 
It is important to understand the building blocks of a 
sound Water Sector Framework:
• National Policy
• Development Strategy including targeted and prior-

itized investment plans
• Legal Framework including enabling legislation
• Regulatory Regime
• Sector Organization

National Policy
A national policy defines what the government intends 
to do to manage and develop the sector. Once adopted, 
it gives all players in the sector guidelines for decision-
making and development of other building blocks. It 
is often translated into national development strategies 
and it serves as a reference in the day-to-day operation 
of the sector. The policy often influences the laws that 
govern the sector.  

The National Water Policy often reflects the country’s 
formal international and regional commitments, such 
as those related to cross-boundary water resources.  

A National Water Policy will provide guidance on as-
pects such as: 
• Centralization and Decentralization: the extent to 

which services will be managed and delivered at the 
local level versus the national level.

• Cost Recovery and Tariff Setting: the extent to 
which tariffs cover operation, maintenance and cap-
ital costs and the extent to which the national gov-
ernment will subsidize these costs.

•  Affordability and Access: the provisions the gov-
ernment will make to serve the needs of the disad-
vantaged. 

• Commercial Orientation: the extent to which utili-
ties will be expected to be self-supporting from a fi-
nancial standpoint.  

• Regulation: the extent to which government will 
act to  ensure adequate service levels, reasonable tar-
iffs and water quality that complies with standards.

• Private Sector Participation and Asset Ownership:  
the extent to which the private sector will be al-
lowed to participate in the sector with options rang-
ing from outsourcing to private ownership of water 
sector assets.

The policy framework will affect the ways in which 
water utilities organize and conduct their business.

Development Strategy
A Development Strategy is based on the National Water 
Policy and is dictated by the baseline status of the coun-
try’s water sector and its contribution to public health 
and socio-economic development. A Strategy sets out 
how a country intends to implement its policy, accord-
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ing to its strategic priorities. It may also define the insti-
tutional framework required to execute the Strategy. 

The development objectives or vision of the country 
usually aim to make significant progress in relation to 
the baseline status, over a given time horizon which 
might be 10 to 25 years. The vision then translates into 
a National Development Strategy and a Development 
Plan (often referred to as “Master Plan”) with specific 
capital investment priorities, infrastructure projects and 
capacity building actions which will affect the strategic 
planning of water utilities.  

Water infrastructure, in particular, plays a critical role 
in meeting social needs associated with human health, 
safety and dignity through access to potable water and 
adequate sanitation.  It helps to protect the environ-
ment and it also serves economic uses for agriculture, 
energy, industry and tourism. 

Since the 1992 conference of Rio de Janeiro, the impor-
tance of water for the environment has gained prom-
inent attention.  Because of its broad range of servic-
es, water is therefore not only a social and an economic 
good, but also a political one.

A Development Strategy will pave the way for mobi-
lizing financial resources, not only from government 
funds, but also from the private sector and development 
partners, such as donor agencies or development banks.  
Well-defined strategies and priorities will attract the 
highest funding and investment support. 

A Development Strategy is often influenced by global 
commitments:
• The Millennium Development Goals set by the 

United Nations are targets to reduce, by 2015, the 
number of people without access to safe drinking 
water and adequate sanitation.  Many countries have 
adopted these goals and many have made progress. 

• Some national standards are guided by the water 
quality standards of the World Health Organiza-
tion. Access to water is often a variable character-
ized by the distance to a water point, the minimum 
water per person per day and sometimes by the 
number of hours per day during which water is run-
ning at the taps.

Water is used by many sectors in many ways – from the 
power sector to the environmental sector to the agricul-
ture sector. Against these competing needs, a country 
may find itself in a situation of water surplus or deficit, 
in the present or in the future. A development strategy 
will seek to balance uses of the country’s water resourc-
es without jeopardizing its future needs. 

Current thinking puts an emphasis on sustainability 
and efficient use of water. Many development strategies 
include the adoption of water conservation and water 
demand management practices, including the reuse of 
wastewater and education of water users. 

A water utility will align its activities to the key ele-
ments of the development strategy to help achieve the 
country’s objectives. These activities will be reflected in 
its own strategic plan.  

Legal Framework
Laws and regulations enable the sector to implement 
the institutional framework to achieve the strategic ob-
jectives and related plans based on the National Policy.   
They provide mandates, guidance and the legal justifi-
cation for the way the sector and the utility operate. In 
addition, it clearly defines roles and responsibilities in-
cluding the ownership of assets.
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A sector must also operate in harmony with other laws 
such as environmental laws for the protection of water, 
management of public funds and labour laws, among 
others.  

A water utility will usually find its legal status and its 
“reason for being” in a specific act or a general provi-
sion in the water law. The water utility must conduct its 
business in strict compliance with this legal mandate. 
It will also adhere to all the other laws and regulations 
that affect its business. 
 
Sector Organization 
In many countries, there are agencies to play three 
major roles:
• Overall Planning and Oversight
• Economic, Quality and Service Level Regulation
• Service Provision

1. Overall Planning and Oversight
At the highest level, there is often a ministry in charge 
of overall planning and sector oversight. This ministry 
will normally have three focuses:
• Water Resources: Managing and protecting resourc-

es to enable the country to balance water supply and 
water demand into the future

•	 Infrastructure: Planning, financing  and construct-
ing infrastructure

• Oversight: Setting performance standards and mon-
itoring performance (accessibility, service levels and 
water quality)

• International water affairs including global commit-
ments, trans-boundary and shared waters, and re-
gional cooperation

2. Economic, Quality  and Service Level  
Regulation

In most countries, the water sector is a monopoly. There 
are two main reasons for this: 1) protection of public 
health and safety is a classic role of government that it 
cannot fully delegate and 2) the high costs and configu-
ration of water infrastructure argue for one provider. 

The role of the regulatory function is to avoid the po-
tentially negative results of monopoly conditions, such 
as high pricing and low quality delivery. Most regulato-

ry functions aim to balance the needs of customers with 
the needs of the water utilities.  

The regulatory agency, ideally an autonomous statutory 
body, will normally focus on two main areas:
• Enforcement of service level and water quality 

standards
• Determination of appropriate tariff levels after con-

sideration of a utility’s performance and needs for 
funding

In some countries, the regulatory agency will also set 
standards.

3. Service Provision
The utility is normally in charge of providing water and 
wastewater services to the public and some provide elec-
tricity services as well. Some countries have a national 
water utility and some have more localized water utili-
ties. It all depends on the nature of the country and its 
policy framework. In a large country with communities 
that are far from each other, the decentralized approach 
may make more sense. In a smaller country where com-
munities are close to each other, a national utility may 
make more sense. Economies of scale are key criteria to 
build sustainability, which may lead to the establish-
ment of “clustered” utilities, a grouping of a number of 
water utilities to achieve viability.

Whether nationally or locally established, there is some 
logic to have local utility offices to which customers can 
come for service. 

Generally speaking, there are three main options for 
ownership and operation of the utility:
• A government organization at the national or local 

level 
• A parastatal organization which is government 

owned but has a degree of autonomy to operate 
commercially as a public company

• A fully private and independent organization

Whatever the ownership structure, the role of the water 
utility is that of providing services to the public, in line 
with national requirements and standards. The water 
utility will normally manage its water resources, treat 
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water to potable standards, distribute it to customers, 
collect and treat wastewater. It will also conduct busi-
ness functions such as meter reading, customer billing, 
revenue collection, planning and administrative func-
tions.

The actual assignment of the roles discussed in this sec-
tion will vary from country to country. Some countries 
have separate agencies to develop and finance infra-
structure. Others have the regulatory functions estab-
lish and enforce standards. The assignment of roles will 
depend on each country’s size, water challenges and pri-
orities. 

D. Implementing the Water Sector  
  Framework              
          
Putting a functional and effective Water Sector 
Framework in place is a process that can last years; it 
can be iterative as lessons are learned and implement-
ed to improve the framework. 

Water Sector Frameworks normally emerge with sup-
port and leadership at the highest levels of govern-
ment. Most countries have some kind of framework 
in place. When governments decide to improve their 
framework, the term that applies is “sector reform”. 

Sector reforms usually address the 3 E’s:
• Efficiency
• Equity
• Environment

Reform efforts will focus on the following:
• Draft or improve the National Water Policy
• Draft or revisit the Development Strategy to imple-

ment the policy
• Revise the legal framework, as needed, to enable ac-

tions in accordance with policy and development 
strategy

Development Strategy: Cross-cutting Themes

• A capacity development strategy to ensure that 

the workforce has the necessary skills

• A financial sustainability strategy to ensure 

that money is available for the different com-

ponents of the framework.

On the basis of the legal framework, the implemen-
tation of water sector reform may have the following 
components:
• A new sector organization to create the institutions 

or agencies that will implement different compo-
nents of the policy and the development strategy. 

• Development of the agencies in the sector organiza-
tion so that they are well-equipped to perform their 
intended roles.

• Development of standards and regulations to trans-
late the law into enforceable components such as 
water quality, water licensing, pricing, service deliv-
ery standards, etc.

In the spirit of Integrated Water Resources Manage-
ment (IWRM) principles, many countries conduct the 
sector reform process in a consultative way, actively en-
couraging and seeking the input of various stakehold-
er groups. 

Figure 1 illustrates the sector reform process.

Figure 1: A Water Sector Framework for sustainable development

Constitution

Water Policy

Development Strategy

Legal Framework

Implementation of Water Sector Reform

Sector Organization Standards and Regulations

Sustainable Service Delivery for Public Health  

and Socio-Economic Development
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In the quest for a sustainable water sector framework, 
the specific circumstances of a country must be taken 
into account - there is no one size that fits all. 

In sector reform implementation, it is important to start 
with a baseline assessment of a country’s preparedness 
for change. This assessment will consider financial and 
human capacity; the prevailing situation with regard to 
water scarcity or abundance; the level of development 
of water resources to meet the country’s needs and the 
strategic role of water for the country’s socio-economic 
development. 

Water utilities can bring the operational perspective to 
the reform process - showing where and how reforms 
can help them do a better job.  

II. CHALLENGES    

This section shares some hypothetical challenges and 
examples that can result from a new water sector frame-
work. They aim to show that it is not always easy to 
choose the direction because there are so many things 
to consider and so many different possible outcomes.  
The water sector is usually highly political, at nation-
al, regional and local levels presenting the challenge of 
dealing with conflicts of interest and political powers in 
sensitive and forward looking ways.

A.  National Policy Challenges

Example 1: A country is faced with increasing demand 
for water because of a growing population and increased 
standards of living. Water resources are limited. Policy 
provisions are one way to help remedy this situation: the 
policy might require that development of a new water 
source will only take place when all options to use exist-
ing water in the most efficient manner have been con-
sidered.  

Example 2: A large portion of the population in a coun-
try cannot afford to pay for water. At the same time, the 
country recognizes that water is a social good, essential 
for basic human needs and dignity. The country may 
choose to have a policy that all households have the 
right to a minimum amount of water per month.

B. Development Strategy Challenge

A country has decided to reach or exceed the Millenni-
um Development Goals for access to potable water and 
adequate sanitation. Utilities have been established for 
both urban and rural areas to fast track the provision of 
these water services. 

In the process, water pipes are being laid without fol-
lowing standards. Dams are being built without prop-
er feasibility studies to ensure that they can yield suffi-
cient water. 

The country is experiencing a wet spell; the dams fill 
up and water is supplied with great credit to the poli-
ticians. The utilities receive large subsidies to operate. 
The politicians are reelected. Then a drought comes: the 
dams do not fill up and the infrastructure that was built 
in great haste is no longer functional because of im-
proper operation and maintenance. There is great dis-
content: the taps are running dry, some of the pumps 
are vandalized, and there is resurgence in water borne 
diseases. Despite the subsidies given to the utilities, the 
situation does not improve and the government runs 
low on funds.

The new government decides to review the overall de-
velopment strategy and puts in place transitional meas-
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ures that will correct the mistakes of the past.   It intro-
duces restrictions to enable responsible use of the lim-
ited water and it educates the consumers. It investigates 
each dam that was constructed by the former govern-
ment and sets realistic water allocations. It carries out 
a new needs assessment, identifies other water sources, 
and reconsiders the former government’s development 
strategy. 

C. Legal Framework Challenge

A country has adopted new legislation that reflects the 
principle that ‘water is an economic good’ while recog-
nizing that ‘access to water is a basic human right’. It 
has also provided for the establishment of decentralized 
utilities to provide water services at the local level. A 
metropolitan city has decided to establish a water util-
ity to handle its water service responsibilities. Revenue 
from the sale of water will be kept within the utility to 
provide financial sustainability. 

The utility is established and sets up new tariffs de-
signed for full cost recovery including operation, main-
tenance and future refurbishment. This results in price 
increases for consumers. Some of them cannot afford 
these new prices and stop paying for their water bills. 
The utility disconnects them. They in turn take the 
utility to court because they have been denied their 
‘basic human right’. 

The matter is taken to the constitutional court which 
instructs the metropolitan city to provide for water to 
its citizens. However, it also rules that the citizens need 
to pay for their water at a discounted price. The city 
provides a subsidy to the utility to cover the shortfall in 
its revenue.

D. Sector Organization Challenge

After decades of operation as a para-statal entity under 
the custody of the ministry of water, a national water 
utility is about to be privatized. With the help of a 
donor agency, the intent is to create a new, lean and cost 
effective water utility. 

Yet, it is not a straightforward process: the country’s 
constitution clearly states that it is the responsibility of 
the local governments to provide water services and de-
cide on the organization and roles of water utilities. The 
local governments are decentralized with considerable 
control over their own situations. The move to privatize 
the national water utility is met with high interest by 
the local governments that want, among other things, 
to own the assets of the utilities in their areas. 

They also want their parliaments to vote on how the 
water services will be provided; the option of local utili-
ties is being contemplated as a strong way to entrench 
the decentralized management of the country and to 
accelerate socio-economic development. The full spec-
trum of options available to the local governments in-
cludes:
• A private water utility, as proposed by the donor 

agency, at the national level with offices in each local 
area. This will entail national utility service agree-
ments with each local government.

• Each local government sets up its own water utility 
which is answerable to it. The donor agency is not in 
favour of this option because the local governments 
will control their utilities.

• The last option is a mix of both, whereby some local 
governments can use the services of a private utility 
to be selected on a competitive basis. More than one 
local government can use the same water utility – 
while others can set up and develop their own utili-
ties. The donor agency is totally against this option.

Each of these three options deserves study to help the 
stakeholders reach a decision on the way forward.
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III. APPROACH    

This section illustrates the approach adopted by the 
United Republic of Tanzania in developing and imple-
menting its water sector framework with:
• A National Water Policy which was adopted in 

2002
• A Water Sector Development Strategy for 2006-

2015 to implement the  National Water Policy
• Two water-related Acts adopted in 2009 and
• A new water sector institutional framework

A. Tanzania National Water Policy[1] 

The Tanzania National Water Policy was developed 
through an extensive ten year consultative process and 
was published in July 2002.

The policy seeks to contribute to the achievement of 
Tanzania’s Vision 2025. It considers that water is one of 
the most important agents to enable Tanzania achieve 
its Development Vision objectives (both social and eco-
nomic), such as eradicating poverty, attaining water and 
food security, sustaining biodiversity and sensitive ec-
osystems. The new National Water Policy and subse-
quent reviews and reforms of existing laws, institutional 
framework and structures are aimed at meeting the ob-
jectives of this Vision.

The Tanzania Water Policy contains three sections ad-
dressing three sub-sector issues namely: 
• The Water Resources Management section provides 

a comprehensive set of policy statements for pro-
moting optimal, sustainable and equitable develop-
ment and use of water resources for the benefit of 
the present and the future generations. It takes into 
consideration the concerns of all water users.

• The Rural Water Supply section aims at improving 
health and alleviating poverty of the rural popula-
tion through improved access to adequate and safe 
water through community participation. 

• The Urban Water Supply and Sewerage section sets 
a framework for achieving efficient development 
and management of the Urban Water Supply and 
Sewerage services by applying commercial princi-
ples. 

Each section then deals with a set of relevant policy  
issues.

B. Tanzania Water Sector Development 
Strategy[2]

The National Water Sector Development Strategy 
(NWSDS) 2006-2015 shows how the Ministry respon-
sible for Water will implement the National Water Pol-
icy to achieve the national development targets set out 
in the National Strategy for Growth and Reduction of 
Poverty (NSGRP) targets and the Millennium Devel-
opment Goal commitments.

The framework for water sector policy, strategies and 
planning in Tanzania is derived from the Vision 2025 
and the National Strategy for Growth and Reduction of 
Poverty (NSGRP), which provide the overall guidance. 

The NWSDS has been developed to support re-align-
ment of the water related aspects of other key sectoral 
policies (for example, energy, irrigation, industry, min-
ing, and the environment) with the National Water 
Policy, and to provide a focus on specific roles of the 
various actors through clearly defining roles and re-
sponsibilities and hence the removal of duplications, 
omissions and conflicts of interest. 

The new institutional frameworks underscore separa-
tion of service delivery and regulation to ensure fair 
play among the various actors through measures that 
are in line with the National Water Policy of 2002, tak-
ing into account the provisions of the Local Govern-
ment Reform Policy.

C. Tanzania Water Sector Legal Framework

Two new laws, adopted in April 2009, govern the water 
sector in Tanzania[3]:
• The Tanzania Water Resources Act, 2009
• The Tanzania Water Supply and Sanitation Act, 

2009
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The Tanzania Water Resources Act provides:
• An institutional and legal framework for sustaina-

ble management and development of water resourc-
es

• Principles of water resources management to pre-
vent and control water pollution

• Participation of stakeholders and the general public 
in implementation of the National Water Policy

• Repeal of the old Water Utilization Act 

The Tanzania Water Supply and Sanitation Act, 2009 
is an act to: 
• Provide for sustainable management and adequate 

operation and transparent regulation of water sup-
ply and sanitation services to give effect to the Na-
tional Water Policy, 2002

• Establish water supply and sanitation authorities as 
well as community-owned water supply organiza-
tions

• Appoint service providers and
• Repeal the old Waterworks Act

In addition, there is a separate Act to establish the na-
tional multi-sector regulatory authority, which regulates 
energy and water service providers.

D. Tanzania Water Sector Organization
 
The water sector organization in Tanzania follows the 
two Acts covering water resources management and 
water supply and sanitation.

1. Water Resources Management Institutions
The role of government, through the Ministry responsi-
ble for water, is that of coordination; policy and guide-
line formulation; and regulation. The acts create new 
institutions: 
• National Water Board
• Basin Water Boards
• Catchment Water Committees and 
• Water User Associations or Groups

Water User Associations

An emerging approach to mobilize people to con-

tribute to water resources management is that of 

Water User Associations (WUAs). These are de-

signed to provide a means for water users to par-

ticipate in decision making in the management of 

the water resource. WUAs are often organized at 

local catchment level to provide for democratic 

management of a shared resource. 

The National Water Board (NWB) will ideally be an 
autonomous, lean, interdisciplinary organization (Fig-
ure 2). The NWB will oversee, co-ordinate and facil-
itate the activities of national interest and will be in 
charge of overall water resources panning, transbound-
ary and dam safety issues.

The Basin Water Boards will be financially and admin-
istratively autonomous, and will be financed through 
water user charges. These Boards will employ the staff 
necessary to carry out their functions and responsibil-
ities, and will be accountable to the National Water 
Board. Water users will participate in Water Resources 
Management processes through representation on the 
Boards.

The Catchment and Sub-catchment Committees will 
be autonomous bodies, financed from user charges, and 
will carry out functions as delegated by the Basin Water 

I_05_neu2-dh.indd   9 14.01.13   20:53



05-10 

Module A. Enabling Environment 

Figure 2: New Institutional Framework for Water Resources Man-

agement in Tanzania (source: Tanzania National Water Sector De-

velopment Strategy)

Boards. They may employ staff necessary to carry out 
these functions, or may be supported by Basin Water 
Board staff.

Water User Associations will be legally constituted bod-
ies drawing their membership from water users in a par-
ticular locality. They may need to employ a few staff 

in order to carry out the limited functions at the local 
level and the costs of the Association will be borne from 
charges levied on its members.

2. Water Supply and Sanitation Institutions
Water supply and sanitation institutions draw their 
mandate from the Tanzania Water Supply and Sanita-
tion Act (2009). The Tanzania National Water Devel-
opment Strategy states that the responsibility for water 
supply and sewerage and sanitation rests with Ministry 
in charge of water.

In addition, local governments will have varying lev-
els of responsibility for providing water supply, sew-
erage and sanitation services. The Ministry of Health 
has overall responsibility for protecting public health 
through ensuring the provision of adequate sanitation 
and hygiene education by the local authorities.

In the National Water Sector Development Strategy, the 
responsibilities are shared as in Table 1 and Figure 3.

Table 1:   

Local Government Agencies and Responsibilities

Cities and 

Municipal-

ities

Townships District

Water  

Supply and 

Sewerage

WSSA WSSA, TC. 

or cluster 

utility

DWSSA

Sanitation City Council Town Council District 

Council

WSSA stands for Water Supply and Sanitation Authority

This decentralization and sharing of responsibilities has 
already been implemented across the country.

Dar es Salaam is a special case with three municipalities 
making up a City Council. Water supply and sanitation 
services are provided by the Dar es Salaam Water Sup-
ply and Sewerage Authority (DAWASA) as asset hold-
er and the Dar es Salaam Water Supply Corporation as 
operator. A separate act governs the water and wastewa-
ter service provision in Dar es Salaam.

Minister

Ministry respon-
sible for Water

National Water 
Board

National Water 
Offices

Basin Water 
Boards

Basin Water  
Offices

Catchment Water 
Committees

Catchment Water  
Offices

Sub-Catchment Water  
Offices

Water User

Regional  
Secretariats

District  
Councils

Sub-Catchment Water 
Committees

Water Users’  
Associations

Guidelines, regulation

Monitoring

Advice

Co-ordination

Planning

Representation

Appeals

Statutory/  
Autonomous Bodies

Legend:
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Figure 3: Tanzania Institutional Framework for 

Water Service Provision

IV. ExAMPLES AND ExERCISES   

The following exercises are provided in this chapter:

1.  A generic exercise on the country’s water sector 
framework

2. A national policy exercise
3. A development strategy exercise
4. A legal framework exercise
5. A sector organization exercise

Exercise 1: Analyzing the consistency of your 
country’s water sector framework 

First, gather your country’s constitution, its national 

water policy, its development strategies, the applica-

ble laws and the sector organization chart.

Is there consistency and harmony in the legal frame-

work, national policy, sector organization and devel-

opment strategy of the water sector in your country? 

How does the functioning and operational manage-

ment of your water utility benefit from this harmo-

ny? If there are contradictions and gaps, how would 

you improve the situation to help water utilities ful-

fill their mandate in a sustainable way?

Decentralised Responsibility

Representation

Service Responsibility

Regulation and Monitoring

Technical Guidance  
and Coordination
Support, Supervision 
and Monitoring
Performance Contracts
Statutory/  
Autonomous Bodies

Legend:

Minister

Ministry respon-
sible for Water

Energy and 
Water Utilities 

Regulatory  
Authority

Water Supply and Sewerage 
Authorities (incl. DAWASA)

Service Pro-
viders (public, 
private, NGOs, 
CBOs, WCAs)

Consumers

Community Owned Water  
Supply Organizations

Service Providers  
(private, NGOs, CBOs, 

WCAs)

Prime Minister’s Office - 
Regional Administration 
and Local Government

Regional Secretariats

Ministry  
responsible  
for Health

Municipal 
Councils

District Councils

Village Councils
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Exercise 2: National Policy  

Identify in your country’s Constitution the specific 

provisions that relate to the water sector. Next, dem-

onstrate how the national water policy is a reflection 

of the constitution. Identify which policy pronounce-

ments are likely to affect the status of water utili-

ties.  Next, consider perspectives such as the insti-

tutional mandate of utilities, decentralization, the 

possible role of the private sector, social issues and 

strategic issues. 

What can water utilities do to help implement the 

national policy and the country’s development objec-

tives?

Exercise 3:  Development Strategy - water sector 
priorities and role of utilities   

What are the priorities of the water sector in your 

country? What are the best strategies to help meet 

these priorities? What is the role of a water utility in 

implementing this strategy?

Exercise 4:   Legal framework  

What is the key law that gives a mandate to water 

utilities in your country? Are there other laws that 

dictate their functioning? Are there conflicting re-

quirements in these different laws? Please propose 

an alternative way of resolving this situation.

Exercise 5:  Sector Organization   

Analyze the organizational set up of the water sec-

tor in your country.  At the highest level, describe 

the functions of the Ministry in charge of water. Are 

water resources management, water services and 

wastewater services under the responsibility of the 

same ministry? What is the legal status and service 

area of the water utility you work for? To which pub-

lic institutions is your utility accountable? 

Describe the relationship between your utility and 

these institutions.

V. LESSONS LEARNED   

This section draws lessons learned from three countries:  
Tanzania, Jordan and Uganda. 

A. Tanzania

Relevance of the national reform agenda
The water sector reform in Tanzania is part of wider 
reform which targets the entire public services sec-
tor, including Local Governments, Health, Electric-
ity, Water, and Public Finance. The overall nation-
al reform agenda has taken place with the support of 
the highest levels of Government and the ruling party.  
This high level political commitment is an impor-
tant prerequisite for comprehensive and substantial re-
forms. It also obliges the line ministries to go along 
and do their part, even against resistance from within 
their ranks. 

In Tanzania, the development of the new water sector  
framework was complemented by the simultaneous 
establishment of a strong autonomous regulatory au-
thority, which balances consumer and service provider 
interests and minimizes the intervention from the line 
ministry into operational affairs.

The lesson is that high level support is needed from 
the sector line ministry but it is not usually enough 
because people within the ministry may resist change.  
That is why the support of the highest levels of gov-
ernment (President’s office, Prime Minister’s office, 
Parliamentary committees) is often needed to accom-
plish reforms, especially when this is within a wider 
national reform agenda.

Importance of field testing of major reform elements
Tanzania gained extensive practical experience on 
major reform elements during the policy develop-
ment phase. The approach of establishing autonomous 
commercialized water authorities in regional towns 
with support of the German development cooperation 
(Arusha, Moshi, Tanga and others) paved the way for 
policy acceptance and for the country-wide roll out in 
other urban centers. This approach was adopted as one 
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of the key reform building blocks, even before new 
legislation came into place.

In rural Tanzania, water supply used to be a govern-
mental task through the district councils.  In the 1990s, 
a number of community-owned water supply projects 
were successfully implemented with support of the Ger-
man development cooperation in Northern Tanzania.  
These rural projects influenced the policy reforms and 
broke the ground for a country-wide roll out.

The results of the field tests of various reform elements 
in rural and urban water supply and sanitation con-
vinced decision makers at the national level and cus-
tomers alike.  Elements like decentralized decision-
making, tariff setting and cost recovery, communi-
ty ownership and change of the government role were 
all field tested beforehand and introduced into the new 
water sector framework.

The lesson is that reform measures, approaches and or-
ganizational or institutional models have to be “home-
grown” and field tested, and not imported and imposed 
from outside.

“Resistance to change”- how it can be overcome
Despite the encouraging high level support and prac-
tical field tests, the translation of the water policy into 
a national development strategy, the new institutional 
framework and the new legislation wasn’t easy.  As the 
building blocks were developed and put in place, fierce 
resistance occurred from within the water administra-
tion. Mid-management water sector staff started to real-
ize the consequences of the reforms and how their inter-
ests and powers would be affected. This was overcome 
through extensive consultative processes, consensus 
and alliance building and involvement of high level de-
cision makers from various Governmental offices, in-
cluding the President’s office. Occasionally, a small and 
short term “window of opportunity” opened to take the 
reform a big step forward.  This was due to courageous 
decisions by leaders, who would then be relocated to 
other offices and were no longer in the water sector.

The lesson is that major changes that affect those in 
power require support from outside and from higher 
levels in Government. In addition, joint Donor (Devel-

opment Partner) support is helpful and should be or-
chestrated within a joint Donor/Government dialogue.  
Donor support can be destructive if it is not harmo-
nized and aligned with the Government agenda.  If it 
is linked to agreed performance indicators within the 
general and sector budgets, it can be a strong lever for 
change. 

Mainstreaming the new water sector framework and 
its implications
Once the new water sector framework was enforced, a 
massive investment and development program was de-
signed to support the implementation of the reforms.  
This included capacity development on all levels with 
an aim to sustain the changes and achievements. This 
sector and country-wide multi-financed program re-
quires strong central steering and monitoring as well as 
decentralized implementation capacities.  Both are in 
the process of being developed.

B. Jordan

Reform of the water sector in Jordan has included 
changes to the management of water services for the 
City of Amman. Previously under the responsibility of 
the Water Authority of Jordan, the water system tran-
sitioned to a commercially oriented company.[4] A re-
port on this corporatization offers the following les-
sons:
• “Lesson 1. Demand for reform may come from in-

side or outside the water and sanitation sector. 
• Lesson 2. Donor agencies affect the supply and de-

mand sides of institutional reform.   
• Lesson 3. Reformers should engage and sustain 

strong political support for reform.
• Lesson 4. Reformers should anticipate opposition 

from existing organizations and individuals that 
may feel threatened, and then develop a strategy to 
deal with their interests and concerns.

• Lesson 5. A disciplined approach to reform is es-
sential.

• Lesson 6. Careful planning is critical for the tran-
sition from the old to the new organizational ar-
rangements because there is no guarantee of suc-
cess in setting up the new company.

• Lesson 7. Consultants can provide an important 
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ingredient in the reform by helping the government 
in conceptualizing it, in bringing specialized talent, 
in supporting reform implementation, and in bring-
ing to the discussions issues not necessarily identi-
fied at the beginning of the process.

• Lesson 8. Reformers should also keep in mind that, 
in the real world, things frequently do not work as 
expected by decision makers.”[5]

C. Uganda

The existing laws and regulations in Uganda permit the 
participation of the private sector and offer the follow-
ing provisions: 
• The constitution of Uganda (1995) ensures that all 

Ugandans enjoy access to safe water.
• The Water Act, 1997 Cap 152, gives the minister 

powers to declare and appoint water authorities and 
delegate powers to a certain limit.

• The Local Government Act Cap 243 allows trans-
fer of water and sanitation services from the central 
government to the local government. 

As piped water supply schemes are constructed, the 
Urban Council is appointed as a Water Authority.  The 
Ministry of Water and Energy (MWE) has a perform-
ance contract with each Water Authority. The Water 
Authority sets up a Water Supply and Sewerage Board 
which hires a Private Company to operate and maintain 
the system and provide the services through a manage-
ment contract.  

The Ministry of Water and Environment (MWE), 
through the Directorate of Water Resources (DWR) is 
the lead agency for urban water supply. It has the role 
of planning, policy making and guidance, support to 
local governments, allocating funds, general mobili-
zation of funds and coordination of donor inputs. The 
MWE appoints, supervises and inspects activities of 
the Water Authority. It is the role of the minister to 
approve tariffs.  

Water Authorities own the assets; carry out planning, 
budgeting, resource allocation and community mobili-

zation; follow up implementation by the private sector. 
They report to the MWE.

Private Operators are appointed by the Water Author-
ities to manage the day to day operations and mainte-
nance of the water supply systems and all related opera-
tions and is paid a management fee per the contract. 

Users and Consumers are obliged to pay for the serv-
ices, report illegal consumption, and keep custody of 
their water meters among others. 

The above contractual framework and the institutional 
roles are illustrated in Figure 4.

Five – member Water Sup-
ply and  
Sewerage Board

• Town Clerk
• Chair of the Social Serv-

ices Committee
• Representative of domes-

tic consumers
• Representative of Institu-

tional consumers
• Representative of other  

consumers

MW&E

Water Authority

Private Operator

Asset Delegation 
through a Performance 
Contract

Asset Management 
through a Management 
contract

Management of technical, 
financial, and commercial 
operations through a Cus-
tomer contract 

Users/Consumers

Figure 4: Contractual framework and institutional roles in Uganda
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