
[125] AHMAD 

1 
 

 

6th Rural Water Supply Network Forum 2011 Uganda 

Rural Water Supply in the 21st Century: Myths of the Past, Visions for the Future 

Short Paper 

Incentivizing Sustainability Through Performance Awards 

Author: Masroor Ahmad, Water & Sanitation Specialist, Water and Sanitation Program, 

Pakistan,  mahmad1@worldbank.org, +92 51 9090610, 9090609, 

Abstract/Summary 

In Punjab province of Pakistan government construct spring and pumping piped water supply 
schemes and hand over to rural communities for O&M. This policy of community empowerment is 
going on since mid 90s. The experience on ground is mixed and there are schemes which are      
operating on 24x7 principle with 100% cost recovery while some have become dysfunctional due 
variety of factors. In February 2011 government announced a provincial performance competition to 
certify the top community of the province and confer award for best services. This innovative 
process was adopted to send a strong message that government recognises the services rendered 
by communities on one hand while on other the objective was to infuse a spirit of competition 
among communities to outclass each other to clinch the top award. In April the actual competition 
was held and top communities were rewarded on the basis of their performance against 
performance indicators. 

Introduction 

This paper describes an innovative approach adopted by the government department to sustain 
community based rural water supply schemes through performance awards. This relatively new 
concept is first of its type not only in water sector in the country but perhaps in whole social services 
delivery sector that includes health and education.  

Punjab is the most populous province of the country as 90 M out of total 170 M population of 
Pakistan live in the province. More than 70% population lives in rural areas. 89% rural population 
has access to water supply while piped net work coverage is about 48% in rural areas.  Public 
Health Engineering department (PHED) established in 1960’s is responsible to extend water 
services in rural areas. Since 1996 the department is following the policy of community participation 
in various stages including past construction O&M of scheme. The department has constructed and 
handed over 4000 schemes to community groups – called Community based Organizations CBOs – 
for O&M. Out of 4000 schemes over 85% are pumping piped water supply schemes while remaining 
are gravity schemes but all have house connection. Although PHED exists in remaining three 
provinces of the country but there the department take full charge of O&M leading to poor services 
by a typical public sector organizations. The Punjab government approached Water and Sanitation 
Program/World Bank for technical assistance to ensure sustainability of CBOs and RWSs. WSP 
after detailed       assessment proposed two recommendations for sustainability of RWS 

1) Institutionalization of backup support mechanism for CBOs in post hand over phase 

2) Launching of Performance Awards competition for CBOs  

This paper is on design, implementation and lessons of performance awards.  

Description of the innovation – Approach  

The Unified Policy formulated in 1996 under the Social Action Program (SAP) required that all water 
supply schemes executed in the rural areas of Pakistan would involve beneficiary communities as 
partners and thus, post completion, O&M would be the responsibility of the CBOs. Punjab is still 
continuing with the policy and hands over the need based constructed scheme o CBOs through 
Memorandums of Understanding (MoUs).  
PHED Punjabis operating on ‘zero maintenance budget’ for several years as hand over O&M to 
CBO. Out of 4,000 rural water supply schemes about 2,556 are being maintained by CBOs. These 
CBOs provide water delivery services to the communities on behalf of PHED. 
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The level of the CBOs’ services and performance varies from scheme to scheme and district to 
district. While some CBOs have performed at a minimal level, others have excelled over a period of 
time. These performing CBOs have contributed significantly to their schemes through measures 
such as realignment of the rising main and distribution network to minimize water losses, extension 
of the distribution network, installation of new pumping machinery, and so on. It is worth mentioning 
that these CBOs have either utilized their own savings or leveraged other funds to ensure major 
investment in the schemes. Apart from investment in infrastructure, the CBOs have also made 
alternative energy arrangements (in the wake of frequent power outages) in the form of heavy-duty 
diesel generators. Several CBOs use computerized billing systems, run wireless- and mobile phone-
based complaint redressal systems, maintain bank accounts, and carry out annual audits of their 
accounts through professional chartered accounting firms. A majority of the CBOs apply flat or 
volumetric (household consumer meter) tariff, and have a successful revenue collection rate of 100 
percent. They meet all operational expenses (energy bill, operations staff salaries, maintenance, 
and so on) from their revenues.  

Recognizing the Performing CBOs  

While the CBOs have been operating with varying degrees of success over the years, unfortunately, 
their services and performance have never been recognized, to encourage them to excel. Depleting 
water tables and frequent increases in the cost of power have impacted the management 
capabilities of CBOs, and several CBOs are finding it difficult to sustain their performance. The 
department felt that there was an urgent need for a mechanism to encourage CBOs to continue 
performing well and excel in management.  

On the request of department WSP has extended technical support to PHED on various sectoral 
reform initiatives and is in discussion with the Department to introduce a province-wide performance 
competition among the CBOs to infuse a positive spirit of competition and send out a clear message 
that the Government of Punjab values the services of the CBOs.  

As evidence of its appreciation and commitment, PHED agreed to WSP proposal of launching the 
Performance Award competition.  

Selection of Performance Indicators 

PHED and WSP carefully selected 14 indicators (table 1) which were considered representative of 
the CBOs’ performance in effectively operating and maintaining their water supply schemes. The 
indicators were drawn up to reflect the CBOs’ management capacity and skills, service delivery 
regime, and consumer satisfaction as well as financial stability 

Annex 3: Performance Indicators & means of verification 

 Indicator Means of verification 

1 Up-to-date record keeping (manual or 
computerized) 

Record registers 

2 100% recovery (collection of water bills) Receipt books, record registers 

3 Decision making process (inclusive or 
exclusive)  

Minutes of meetings, QARARDADS 
registers 

4 Women’s active representation/participation in 
committee and in decision making process  

Composition of CBOs, minutes of 
meetings, QARDARDS registers 

5 Model village (water, sanitation, solid waste, 
education, literacy, health, etc.) 

CBOs venture in other areas, IEC 
material, records, photos 
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6 Zero WAPDA (Water & Power Development 
Authority) arrears 

WAPDA bills of last 6 months 

7 Grievance redressal system and records  Complaints registers 

8 Water quality  Laboratory results 

9 Access to information Verbal, photos of information boards, etc. 

10 Lowest tariff  Receipt books, record registers 

11 No or minimum major repair  Expenditures registers 

12 24x7 water supply Verbal 

13 100% metering Photos/receipt books 

14 Any other initiative/innovation that 
demonstrate sustainability of CBOs operation 
(stand-by pumps, generators, one window 
operation, etc.) 

  

Selection of Independent Panelists 

Five independent, external panellists were chosen to evaluate the performance of the 20 selected 
CBOs through records examination, discussions and interviews with the representatives of the 
CBOs. 

Selection of Competing CBOs 

PHED selected 21 CBOs across the province, from amongst a total of 2,556, based on their 
performance in operating and maintaining their drinking water supply schemes over the years. The 
field staff of PHED assessed the field performance of the CBOs in their respective districts, and 
made recommendations for inclusion in the final list. 

Preparation of CBOs for Competition 

The PHED staff worked with the selected CBOs and prepared them for the competition by coaching 
them in assembling records, preparing presentations, and showcasing the salient features of their 
schemes at the competition. 

As evidence of appreciation of CBOs work and commitment to strengthen CBOs PHED, in 
association with WSP, organized first two-day performance evaluation event- ‘The First 
Performance Award Competition of Punjab CBOs’, on April 19 and 20 in Lahore. 

Objectives  

The broader objective of the performance awards concept was to: 

 Acknowledgement and recognition of the CBOs’ work;  

 Promotion of the sustainability of community managed schemes through performance 
awards; and  

 Institutionalization of the awards competition and moving from awards to rewards  

The panellists examined the CBO records, interviewed the invited representatives of each CBO for 
a period of 20-30 minutes, and each panellist independently marked/graded the CBOs on the 
performance indicators agreed earlier; 
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Figure 1: Performance Evaluation of CBO in progress 

The five sets of independent scores of panellists for each CBO and against each indicator were 
combined and, through a computer generated results sheet, the 20 CBOs were ranked.  

The top three CBOs were awarded shields and certificates, and all other CBOs received certificates 
of participation and recognition 

 

Figure 2: Representative of best performing CBO receiving the certificate from PHED 
Secretary 

Main results and lessons learnt 
The event send a very strong message to CBOs who could not attend that they have to improve 
their performance to get invited to such a forum and to be recognized. The department was 
communicated by CBOs who could not make it to the event that they will do their level best to get 
qualify for the next year’s event. This was a very strong message and was exactly what the 
department waned i.e. to infuse a spirit of competition. Those who made it to this year event and got 
recognition will be under pressure to maintain their performance but those who could not qualify will 
strive to improve their performance to get selected in the competition.        

The Secretary of PHED announced that keeping in view the success of the even department will 



[125] AHMAD 

5 
 

make it a regular annual event and will improve the process to make it more competitive, 
participatory and transparent.    

The department also announced that next year’s event will be held in three stages: 

Stage I: Self selection of CBOs for competitions and ranking of top three CBOs in each district by 
PHED staff 

Stage II: Ranking of top CBO of each district by a third party through field visit    

Stage III: Competition among top CBOs of each district (total 35 districts) by independent panellist    

Conclusions and Recommendations 

The concept was well received by the department & CBOs and achieved the desired objectives to 
charge the CBOs. The department is in process of institutionalizing the performance awards 
process as a regular event with technical assistance of WSP. 

The CBOs have already started updating their records and improving their services in anticipation of 
next event.   
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