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General Overview
About the 39" AGUASAN Workshop

In international cooperation, the generation, organisation, sharing and application of knowledge is crucial to foster relevant
development results. To foster joint learning in the water and sanitation sphere, the Swiss international cooperation com-
munity nurtures the AGUASAN Community of Practice (CoP). Since 1984, AGUASAN has provided a vibrant multi-actor
platform and think-tank, while constituting an essential link in the innovation and knowledge management strategy of the
Swiss Agency for Development and Cooperation (SDC). As one of its core practices, the CoP convenes an international
workshop every year where water specialists and wider development practitioners from all over the world gather to collec-
tively reflect on latest sector issues, and elaborate strategies and innovative tools of practical use. The AGUASAN Workshop
Series aims to forge and facilitate the implementation of the Swiss response to water and sanitation issues in develop-
ing countries and countries in transition.

39th £ AN Workshop (2025)
Building on insights from the 38" AGUASAN Workshop The WASH Humanitarian-Development-
in Switzerland, which identified 10 foundational charac- Peace Nexus and System Strengthening
teristics of successful integration of the humanitarian- Sustainable WASH Services in refugee hosting contexts:
development-peace _nexus _in _WASH, the 39t Bertiers & dpporunitigs
AGUASAN Workshop, held in Kampala, Uganda con-
textualised and expanded these in the specific context
of Uganda and the region. Uganda hosts nearly 1.8 mil-
lion refugees, making it the country hosting the largest
refugee population in Africa, while remaining actively
committed to international frameworks such as the
Global Compact on Refugees. This allows the country to
distinguish itself with an open policy that grants refugees
the freedom of movement and the right to settle in both : 3 ;
designated settlements and urban areas, where they live f«GUASPAN skat eawag 55 Y
alongside local communities. The workshop served as a EPER 7T T
timely platform to assess WASH service delivery under the strain of protracted displacement, limited pre-established
services, shrinking financing, and climate-related stressors.

The event was embedded into a broader learning and development process of about seven months amongst CoP members
and boundary partners. The process led from the definition of the main orientations of the workshop based on the results
and orientations defined after the previous workshop (January), workshop planning (February —June), through a series of
two run-up webinars (the first in April framing the topic, the second in May introducing the case studies) up to the in-person
workshop. The latter took place on June 30— July 4, 2025, and gathered 58 participants on site, coming from 6 different
countries (Uganda, South Sudan, Ethiopia, Switzerland, Niger and India), and representing 40 organisations such as
Ministries, UN agencies, operators, NGOs, CSOs, refugee communities and academia.

Topic and Purpose

The AGUASAN Workshop 2025 aimed to explore barriers and opportunities for sustainable and resilient WASH services
for all in refugee-hosting contexts as encountered in Uganda. Such contexts typically call for humanitarian-development-
peace (HDP) interlinkages to be mobilised simultaneously to achieve sustainable and resilient services for all (referred to
as the HDP Nexus), while persistent integration challenges remain. System strengthening is increasingly recognised, mainly
by development actors, as a critical shift in the way of work to increase sustainability and scalability of interventions. It aims
to strengthen both the factors (technology, financing, regulation, coordination, service delivery, etc.), and the capacities
of actors and their inter-relationships, to improve the quality and sustainability of WASH services and ensure that all
populations are served. As such, itimplies working more closely with local and permanent actors of the system (placing
them in the “driving seat”). The Joint Operational Framework for WASH resilience, conflict sensitivity and peacebuilding also
recognises system strengthening as a key element of operationalisation of the HDP Nexus.

The AGUASAN Workshop 2024 showcased that strengthening systems is key in HDP Nexus contexts to enable na-
tional and local actors to play their roles to ensure sustainable and resilient WASH service provision beyond project
interventions. Participants’ experiences highlighted that using a system strengthening approach can provide relevant entry
points to work in the nexus when addressing the situation from both humanitarian and development perspectives.

The 39" AGUASAN workshop set out to interrogate practical solutions for building WASH systems to deliver sustainable,
resilient services within the humanitarian-development-peace (HDP) nexus, specifically in refugee hosting contexts.
Through case studies, group discussions, professional networking, and field excursions, participants gained knowledge
from their experiences, applied concepts to their own realities and produced solutions and suggestions on how to address
current issues relevant to the WASH sector in the refugee context.

The expected outcomes were:

e Developing ideas, strategies, actionable solutions, and recommendations of practical use: identifying and
sharing best practices based on presented case studies and participants’ experiences.

Visit the AGUASAN Website for more information 1
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e Sharing and learning from experiences: collecting and displaying successes and failures, wisdom and skills,
concepts, and tools so that the participants can (better) apply them in their daily work.

e Professional networking: participants build relationships with other professionals in the WASH sector, in both
humanitarian action and development cooperation.

The workshop addressed the topic through five case studies from Uganda and the Ethiopian-Kenyan border region:

e Refugee Inclusion into the Ugandan National Water System — UNHCR — Presented by Simon Odong, Water and
Environment Expert

e Integration of Water Utility Service Management— Ministry of Water and Environment—Presented by Martin
Wamalwa, Manager Northern Umbrella of Water and Sanitation

e The Triple Nexus in Practice - HEKS-EPER and Swiss Water and Sanitation Consortium (SWSC) — Presented by
Tigist Gebremedhin, East and South Africa Region Advisor at SWSC

e Pathways to a strong rural O&M System — SNV Netherlands Development Organization — Presented by Eng. John
Robert Okello, WASH Manager

e Faecal Sludge Management in Emergencies — Uganda Red Cross Society — Presented by Grace Kyagaba, WASH
Coordinator

In addition to the case studies, keynotes and inputs were brought in by participants. A summary of each input can be found
in the Report.

e  Official Opening — Ministry of Water and Environment — Presented by Eng. Richard Matua

e Overview of the WASH Sector in Uganda — Ministry of Water and Environment — Presented by Martha Naigaga

e AGUASAN & HDP Nexus — Swiss Agency for Development and Cooperation — Presented by Justine Haag

e HDP Nexus in Practice — Eawag-Sandec — Presented by Philippe Reymond

e (CSOs in WASH refugee context— UWASNET - Yunia Musaazi

e Water for Peace in Mauritania — Geneva Water Hub — Jean Willemin

e Sustainable WASH Services in Refugee Hosting Contexts — National Water and Sewerage Corporation — Eng.
Mahmood Lutaaya

e The WASH Story in one of Uganda’s Refugee Settlements — Ministry of Water and Environment — Robert Mutiibwa

e PHRASEA — Helvetas —Issa Adama Coulibaly

e Learnings on Water Supply Infrastructure in Uvira, DRC — Eawag-Sandec — Dr. Karin Gallandat

Key Takeaways

Key priority action areas emerged, such as promoting nexus-aligned planning and coordination at national and subnational
level, transitioning to utility-managed water supply models in refugee settlements, creating innovative and diversified financ-
ing models through pooling of humanitarian and development financing, scaling digital monitoring tools, and co-designing
exit strategies that transition from emergency support to long-term sustainability. Collectively, these steps aim to build resil-
ient, inclusive, and financially viable WASH systems that uphold health, dignity, and peace for both refugees and host
communities. These key elements are listed below and described in more detail on pages 14-16:

1. Nexus-aligned planning and coordination mechanisms 7. Utility-managed, financially viable water supply models
2. Inclusion of refugee populations in national WASH 8. Standardised asset management and O&M proce-

frameworks dures
3. Integration of humanitarian, development, and peace 9. Scaling digital monitoring and feedback systems
programming 10. Engagement of women, youth, and refugees in govern-
4. Stakeholder mapping and roles ance
5. Co-designed, adaptive exit strategies for sustainability 11. FSM tailored to HDP Nexus
6. Area-based, district-led service delivery 12. Innovative and diversified financing

The 39" AGUASAN Workshop reaffirmed that a strong HDP Nexus approach, coupled with system strengthening in WASH,
can foster inclusive, resilient, and sustainable service delivery in refugee-hosting contexts, hence confirming the key take-
aways from the 2024 Workshop while completing them with additional elements from the context of discussion. The key
takeaways from the workshop series 2024—-2025 are therefore summarised as follows:

e Strengthening systems is essential in HDP Nexus contexts to empower national and local actors to ensure sus-
tainable and resilient WASH services beyond project timelines.

e Using a system strengthening approach can provide relevant entry points to work in the nexus, when addressing
the situation from both humanitarian and development perspectives.

e Strong coordination, integrated planning and financing, and adequate policies, are crucial for sustainable WASH
service provision in refugee-hosting contexts and can be addressed through system strengthening.

e Transitioning from humanitarian driven services to utility led services as early as possible is a key opportunity in
HDP Nexus settings and system strengthening is essential in shaping the actions needed for the transition.

Visit the AGUASAN Website for more information 2
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Presentations on Topic and Region

Throughout the week, a series of keynotes from participants and guests, provided valuable insights on the Ugandan context,
offering an overview of the local situation, and highlighted practical applications of the HDP nexus in general. These laid the
foundation for deeper discussions and prepared the ground for the subsequent case studies. Further, several participants
presented their work and experiences in the HDP Nexus, which are presented in the Annex.

Opening Remarks

Presented by Eng. Richard Matua, Urban Water Supply and Sewerage Services Department, MWE (Link to presenta-
tion)

Uganda presently hosts 1,829,606 refugees and asylum seekers (as per February 2025) and is Africa’s largest refugee
hosting nation. The refugee influx has had an impact on the available natural resources that ultimately affect WASH in the
settlements and host communities.

The establishment of a Refugee Subsector working group by the Ministry of Water and Environment (MWE) enabled the
development of a comprehensive Water and Environment Sector Refugee Response Plan (WESRRP), currently updated
in its second version to cover the period 2025-2030, for both refugees and host communities. Coordinated by a secretariat
overseeing WASH and Environment & Natural Resources interventions, the plan ensures systematic, efficient, and sustain-
able implementation in refugee settlements and host communities. It aligns with international frameworks including the
Sustainable Development Goals (SDGs), the Global Compact on Refugees and its Comprehensive Refugee Response
Framework (CRRF), Global Refugee Forum pledges, national development policies such as the National Development Plan
(NDP 1V), and sector-specific policies, including the Sector Investment Plan.

These policies allowed several achievements such as the construction of over 200 water systems in turn reducing water
trucking from 25% in 2017 to 1.4% in 2025, the expansion of renewable energy in water systems, improved water quality
control, the water service coverage growth in several districts i.e. Adjumani (95%), Lamwo (95%), and Obongi (93%), a
national Transition Strategy for water systems, and a signed Memoranda of Understanding (MOU) with the Office of the
Prime Minister (OPM?), MWE and UNHCR.

Several challenges were encountered and remain on the way ahead:

e Quality of water supply services remain below national targets (16 litres per capita per day vs 20 as target)

e  Sanitation coverage in settlements is below the minimum standard of 85%

e The Faecal Sludge Management infrastructure and services are underdeveloped in most areas

¢ Inadequate financing to implement the planned activities

e Slow pace of transfer of water supply systems to national utilities due to institutional and technical capacity gaps

e Fragmented infrastructure standards with many systems not meeting public supply standards and requiring rede-
sign and upgrading.

e Operational inefficiencies caused by managing discrete systems and systems relying on thermal generators

e Poor cost recovery and financial viability

e Coordination challenges leading to inefficiencies in service delivery and resource management

Overview of the WASH Sector in Uganda

Presented by Martha Naigaga, MWE (Link to presentation)

The MWE envisions sound management and long-term usage of water and environmental resources for the benefit of
Uganda’s population. Its mandate entails policy making, establishing standards, national planning, regulation, coordination,
inspection, monitoring, and backup technical support in connection to water and environment, including weather and climate.

The MWE actions align with several international and national legal, policy and institutional frameworks (see previous
presentation), and results in the following key implementing approaches of the MWE to improve access to water and sani-
tation.

Table 1: Implementation approaches applied to improve access to drinking water and sanitation

Water supply Sanitation

Community led Total Sanitation (CLTS)

Home Improvement Campaigns (HIC)

Advocacy and Sensitisation

Market Based Sanitation

School and Community health clubs
Enforcement of Sanitation laws

Provision of public/institutional sanitation facilities
Faecal Sludge Management services

e Point water sources e.g., deep boreholes and protected springs

e Piped water schemes i.e., gravity flow schemes, solar powered,
Diesel/Hydro powered pipes

e Rainwater harvesting systems

! The Office of the Prime Minister (OPM) is the lead agency concerning refugees and is in charge of coordinating inter-ministerial and non-
governmental activities and programmes relating to refugees, the implementation of comprehensive refugee response framework and
land management in refugee settlements (Uganda, 2019, p. 87)

Visit the AGUASAN Website for more information 3
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Despite achievements such as 74% national access to water and 82.9% national sanitation coverage, MWE has faced
obstacles in efficiently delivering services to people; however, efforts have been devised to tackle the barriers as shown in
the table below.

Table 2: Challenges and initiatives faced by MWE in increasing access to water and sanitation

Challenges Initiatives

New performance measurement framework to align to SDGs
Digital Management Information Systems (MIS)

More piped systems even in rural areas

Faecal Sludge Management

Implementation of source per village mode

Renewable energy

Dwindling funding to the WASH sector
Low functionality of installed infrastructure
Low capacity

Rapid urbanisation

Natural calamities

Refugee influx

Climate change

The Role of CSOs in the WASH Access for Refugees and Host Communi-

ties: and why Coordination is Key
Presented by Yunia Yiga Musaazi, Uganda Water and Sanitation Network (UWASNET) (Link to presentation)

UWASNET is a membership organisation comprised of 174 CSOs operating in Uganda in the Water and Sanitation sub-
sector, tasked with the role of coordination, facilitation of learning, promoting partnerships and collaboration, documentation,
and strengthening CSOs’ contribution to the sector. UWASNET'’s work contributes to strengthening WASH Building Blocks
in Uganda, as illustrated in the figure below.

CSO Coordination )

Water Joint planning
Planning Resources &
Efniornest Efficient Resources )
Unified Advocacy
Service Delivery T Learning &
Infrastructure Adaptation Capacity Building

Community Monitoring )
Attitude,

"' Regulation & o . . . . +
I I I Accountability Monitoring Behaviour & Alignment with Gov't Sysytems )
L

Demand

Sustainable WASH Services

Figure 1: The WASH Building Blocks and the contribution of UWASNET to strengthening the WASH system.

The role reveals critical coordination gaps amongst CSOs, including limited member reporting to UWASNET and Line Min-
istries, minimal regulation of policy implementation, inadequate assessment of served versus unserved populations, focus
on outputs rather than outcomes, and duplicated efforts that undermine WASH service delivery effectiveness.

Opportunities to address highlighted challenges include: availability of donor support for WASH utilities; inclusion of refugees
in the national census; long-standing settlements that ease planning; skillsets amongst refugees, the adoption of a digital
tool, partnerships; and the maximisation of coordination structures.

Recommendations

e Prioritise localisation of coordination to streamline with line ministries
The transition to the utility model requires blended financing that calls for close collaboration between the govern-
ment, UNHCR, CSOs and bilateral funding institutions

e Adopt data-driven coordination, using data to identify geographic and sectoral gaps, tracking funding flows and
measure coordination effectiveness.
Align funding cycles with strategic planning and move towards multiyear, flexible, and unearmarked financing

e Invest in capacity building

Visit the AGUASAN Website for more information 4
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Image 1: Pre-influx state in 2016 (above) and post-influx state (2024) The “WASH Story” In One
oo e e s s e a0 of Uganda’s Refugee Settle-
; T : ments

Presented by Robert K. Mutiibwa, Depart-
ment of Rural Water, MWE (Link to

presentation)

The Bidibidi refugee settlement sits on an area
of 250 km?. During the pre-influx era, the area
was managed by UNHCR. OPM coordinated
responses with CSOs, NGOs, and there was
limited involvement of line sectors. The post-
influx era triggered an increase in population
density (to 1,080 people/km?), imposing a bur-
den on natural resources, including overuse
and contamination of groundwater resources.

“It is important to consider ways to main-
tain, restore, and safeguard the
environment from deterioration while also
making the area habitable.”

In response, the government and stakeholders must collaborate on the development of integrated policies like refugee
empowerment (ReHOPE), integration, operation and maintenance policies and cash for food approaches. The application
of the CRRF in Uganda offers a multidimensional approach that focuses on improving the lives of both refugees and host
communities, with the involvement and coordination of a large coalition of stakeholders including the Government of
Uganda, UN Agencies (i.e. UNHCR, UNICEF), donors, and partners.

Sustainable WASH Services in Refugee Hosting Contexts: the NWSC’s
Experience
Presented by Eng. Mahmood Lutaaya, NWSC, Kampala (Link to presentation)

The National Water and Sewerage Corporation (NWSC) is a public utility owned by the Government of Uganda, mandated
to provide water and sewerage services in urban areas on a commercial and financially sustainable basis. Its mission is to
deliver cost-effective, high-quality water and sewerage services sustainably and equitably to the satisfaction of all stake-
holders, while conserving the environment.

In 2020, NWSC took over the management of the water supply system in the Rwamwanja refugee settlement from human-
itarian agencies. The handover was supported by collaboration between UNHCR, NWSC, OPM, and other development
partners. This joint effort improved service coverage while reducing the burden of system development on individual organ-
isations.

A key lesson learned from this transition includes the importance of establishing robust water systems for both refugee and
host communities before handing them over to national utilities. Collaborative resource mobilisation for quick wins remains
crucial where systems are not yet fully developed. To ensure efficiency, water production should rely primarily on the power
grid and solar energy, reducing operational costs.

It is also vital to create clear frameworks for water allocation and to sensitise refugees about their responsibility to pay for
services, both during and after donor support. Balancing affordability with cost recovery is essential: pro-poor tariffs should
apply only to public standpipes, while other consumers should pay the same tariffs as host communities to ensure sustain-
ability. Finally, given the low yields and seasonal variability of boreholes, the diversification of sources to include surface
water should be pursued where feasible.

HDP Nexus: Examples from Mauritania, Sudan, and Zambia
Presented by Philippe Reymond, Eawag-Sandec (Link to presentation)

The HDP Nexus approach, which focuses on resolving prevailing challenges with WASH services, particularly in complex
and protracted crises in these countries, made possible by refugee integration, informs the decision to transition to govern-
ment administration to improve WASH services. Below are experiences drawn from Mauritania, Zambia and Sudan.

Experience from Mauritania

Mauritania is a leading regional example in the implementation of the CRRF and the Global Compact on Refugees and is
making progress on refugee integration — but WASH remains challenging. According to the UNHCR, 115,000 refugees were
formally registered in the Mbera refugee camp in November 2024. The main idea for Mbera is to upgrade the services in
order to enable the handover to government, with development donor (e.g. World Bank) investments.

A key challenge is that, although Mbera is by the numbers the fifth-largest city in the country, it does not have the status of
a city that would allow management by the national utility (SNDE), thereby moving away from rural tailored standards. A
further challenge is the already constrained financial situation of the national utility with several cities under its responsibility.

Visit the AGUASAN Website for more information 5
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In the view of transitioning to utility led services, further questions emerge on the technical set-up of supply systems so that
they can be sustainably run in the future, as well as on the standards to aim for in order to reach users’ needs in the long
run (how many L/Capita/Day?).

Experience from Zambia

Zambia has three camps with around 80,000 inhabitants. The camps are distant from neighbouring small towns, making
access to services difficult at times. The host municipalities have inadequate services and budgets, whereas the camps, on
average, are provided better services than the host communities.

The UN’s common message, stating that “UNHCR services are always free”, which is based on protection and anti-
corruption rationales, challenges initiatives to maintain or strengthen camp-level services through involvement of refugees
in tariff payment.

Next to the fact that refugees need to be granted access to revenue if they must pay a tariff for services, this also calls for
better integration of refugees in the governance of the water supply and transparent management of funds (e.g., identifying
the best institutions to manage collected funds). Additionally, participation mechanisms for refugees tend to be less estab-
lished as for the host communities (e.g., by the presence of water committees) which further complicates the integration.

Experience from Sudan

The Kassala, Gedaref, and White Nile states accommodate over 200,000 refugees in numerous camps, which are located
at a longer distance from the nearest town. Faecal Sludge Management (FSM) services are underdeveloped in Sudanese
secondary towns, and due to soil conditions, latrines fill quickly and are expensive.

Therefore, investing in localised FSM services holds the potential to relieve the sanitation situation, with a positive impact
on both refugees and host communities. It, however, also comes with the challenge of the management and maintenance
of these services, with the opportunity for private sector involvement.

Technical details matter in the HDP Nexus

Technical aspects are also key to consider in view of a successful transition in the HDP Nexus.

Challenges Solutions
e Emergency water network extension e Anticipate quality long-term designs that decrease legacy costs
e Institutional memory deficit e Strengthen institutional memory and modelling of networks to identify bottlenecks

e Plan for multiple water networks to increase equity
Diagnose pumps and wells, pump slower but longer
e Rapid groundwater potential mapping

e Water distribution disparities, insufficient
quantities of water

e Ensure the inclusion of refugee needs and look at inequalities within settlements and

e Inadequate coping mechanisms
camps

e Lack of affordable emptying services e Develop services in camps and build in-camp capacities that utilities can integrate

Transition needs thorough planning with careful preparation of social acceptance. This requires developing services in
camps and building in-camp capacities that utilities can subsequently integrate. Crucially, refugees need access to revenue
streams if they are expected to pay for services. When development donors engage, it becomes essential to establish a
service-driven vision with the government that includes multiple uses of water.

Visit the AGUASAN Website for more information 6
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Case Studies

Case Study Process

The AGUASAN Workshop 2025 featured five selected case studies. The case studies were presented in the second run-
up webinar and used throughout the workshop to anchor topical discussions in local realities. They were presented in depth
and reflected on at the beginning of the week. Then, participants extracted the case studies’ core issues, challenges related
to sustainability, and the corresponding responses (presented in the case study reports below). Finally, they brought to-
gether the core issues, action points, and characteristics for successful HDP nexus integration in refugee-hosting contexts
in articulation with the 2024 Workshop results.

Case Study 1: Refugee Integration into National WASH Utilities (Uganda,
UNHCR)

Presented by Simon Odong, Water and Environment Expert— UNHCR Uganda (Link to presentation)

Background

Uganda hosts 1.83 million refugees and asylum seekers across 13 settlements, establishing itself as one of the world’s
largest refugee-hosting nations. The country faces a continuous influx of new refugee arrivals (over 300,000 annually),
creating persistent pressure on service delivery systems. This ongoing population growth, combined with Uganda’s high
national population growth rate of 3% annually, significantly strains infrastructure and natural resources. The country oper-
ates under both level two emergency response and protracted refugee operation classifications, with Uganda’s
progressive refugee policy providing an enabling environment for integration approaches.

The operational context is characterised by over 230 motor-
ised water systems across the settlements, many of which
were developed as emergency responses. Critical funding
challenges compound existing technical issues, with UNHCR
funding declining dramatically from $27 million in 2018
to a projected $2.5 million in 2025, while service delivery
expectations have remained constant at 16—17 litres per per-
son per day. Additional contextual pressures include
accelerating environmental degradation, climate change im-
pacts, and the challenge of balancing emergency responses
with long-term protracted displacement situations.

The integration process of refugee supply into national WASH utilities is characterised by four key aspects:

1. Transition from emergency to development — Guided by the Water and Environment Sector Refugee Response
Plan (WESRRP) and Uganda’s Refugee Response Plan, systems are redesigned to utility standards, phasing out
trucking and introducing user fees. Development banks co-finance the transitions.

2. Utility takeover — Water supply in refugee settlements is handed over to the National Water and Sewerage Cor-
poration (NWSC) and Umbrella Utilities, by being first gazetted to the utility, then developed based on a technical
audit, before being transferred.

3. Community participation — Refugees engage in operations, maintenance, and hygiene promotion through water
committees and health teams, moving from passive recipients to co-managers.

4. Strengthening national systems — The MWE standardises designs and embeds refugee WASH into district de-
velopment plans.

Core issues and responses

Integration challenges of WASH supply systems. Most water systems were constructed without detailed design and
have become aged and costly to maintain. The utilities are unwilling to take over the systems before proper redesign and
reconstruction. As of May 2025, 58% of the settlements (7 of 12) have been gazetted to utilities with varied funding progress,
whilst transfer completion stands at 8% (Rwamwanja fully transferred and Kiryandongo under transfer), meanwhile, six
Users’ Associations are mandated to provide water and sanitation services in their respective regions. Workshop discus-
sions emphasised technical redesign approaches providing detailed guidance on upgrading emergency systems to utility
standards.

Funding sustainability and economic vulnerability: The dramatic decline in UNHCR funding contrasts with the contin-
ued protracted humanitarian situation with a high number of long-term refugees present in the country and new arrivals
still being at a rate of over 100 per week. While funding solely through UNHCR is not a sustainable financing model, refugees
also face persistent economic vulnerability with only slight improvements (+3% households with higher capacity), making
cost recovery challenging. Responses to these challenges include the increase of efficiency in service delivery through
comprehensive supply system redesign, management and service delivery optimisation, and solarisation reduced opera-
tional costs whilst improving reliability. Further, financing models combining donor subsidies with regulated user fees
can bridge affordability gaps whilst promoting ownership. The WESRRP framework successfully aligned donor funding with
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national development plans, and facilitated pooling humanitarian and development funding streams, thereby reducing frag-
mentation and improving coordination.

Coordination challenges: Service delivery remains fragmented across multiple actors — NGOs, UN agencies, and govern-
ment bodies —each operating with different standards and technologies and with difficulties to coordinate and align. This
fragmentation makes integration particularly challenging. While coordination platforms exist, they tend to be underutilised
due to inadequate funding, both for the platforms themselves as for organisations to contribute to coordination mechanisms,
and due to unclear roles and weak accountability mechanisms. Revitalising intersectoral coordination mechanisms at na-
tional and subnational levels to promote harmonised planning and better resource optimisation, strengthening inter-agency
platforms to address fragmentation, whilst developing frameworks for multi-stakeholder collaboration during transitions,
emerged as key elements from workshop discussions.

Institutional challenges: Complex procurement procedures and burdensome reporting requirements further slow imple-
mentation. Coordination between ministries for approaches is a challenge, however, coordination challenges also persist
within line ministries which is exacerbated by the delay of the approval of projects due to insufficiency of funds. Capacity-
building initiatives of international donors should therefore also include supporting the procurement process and coordina-
tion within and across ministries.

User engagement and willingness to pay: While the ability to pay often exists within refugee communities, willingness
remains low due to expectations established during emergency phases when services were free. This can be addressed
through refugee participation in water system administration, maintenance, and operation, fostering a transition from passive
recipients to co-managers while also ensuring clearer service agreements between utilities and communities.

Climate and environmental pressures: Underlying issues for water service delivery in refugee-hosting areas are: accel-
erating environmental degradation; land tenure issues; and natural resource competition, which also affect community
relations. Responses include the integration of both refugees and host communities in District Development Plans to
ensure equitable access to WASH services whilst minimising resource conflicts.

Conclusion and workshop new insights

Uganda’s WASH integration initiative demonstrates how humanitarian systems can evolve into sustainable national utility
services. The workshop process contributed essential practical elements —technical redesign strategies, blended financing
approaches, coordination platforms, and meaningful refugee participation —transforming integration from policy aspiration
into implementable practice. This model offers valuable lessons for other refugee-hosting contexts seeking sustainable
WASH solutions that benefit both refugees and host communities.

Additionally, the following two key insights were identified from the case study:

e Lack of coordination, leading to fragmentation, duplication, and inefficient service delivery. This under-
scores the importance of investing in adequate coordination mechanisms and allocating sufficient resources for
participation (funding cuts often eliminate coordination first, despite its crucial role). In Uganda, opportunities exist
to revitalise and institutionalise intersectoral coordination mechanisms at national and subnational levels. Strength-
ening existing platforms, clarifying mandates, and ensuring regular, inclusive stakeholder engagement will promote
harmonised planning and better resource optimisation. Fragmentation is further exacerbated by unclear roles and
weak accountability mechanisms, strengthening the case for systems approaches that clarify these elements.

e Inability to spend allocated funds as planned and within agreed timelines. This issue primarily stems from
slow, complex procurement procedures, cumbersome approval processes, and burdensome reporting require-
ments imposed by both donors and government. Addressing this challenge requires investment in enhancing
financial and procurement capacities. Strengthening inter-agency coordination platforms to improve planning is
equally essential.

Case Study 2: Utility-Managed Water Systems in Settlements (Northern
Uganda, MWE)

Presented by Martin Wamalwa, Manager, Northern Umbrella of Wa-
ter and Sanitation — Ministry of Water and Environment (Link to

presentation)

Background

This case looked at the integration process described in case study 1
through the lens of the Northern Umbrella of Water and Sanitation tak-
ing over the refugee systems.

Northern Uganda hosts large refugee populations in settlements such
as Bidibidi, Palorinya, Palabek, and Rhino Camp. These areas face

/ overstretched infrastructure, high poverty, food insecurity, and compe-
tition over scarce natural resources. They are predominantly rural, with both the refugee and host communities relying on
subsistence farming, small-scale trade, and informal labour. Initially, water supply systems in these settlements were man-
aged by humanitarian agencies through fragmented, donor-dependent interventions. The different NGOs, UNHCR, and
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other agencies all operate using different standards, technologies, and approaches. Many systems relying on hand pumps
or water trucking, are poorly maintained, and lack cost-recovery mechanisms. Non-functional water points and intermittent
supply are common, particularly in older systems. Additionally, water quality monitoring remains inconsistent in some areas,
posing risks of contamination. Uganda, with support from UNHCR and partners, is integrating water service manage-
ment into national utilities, notably the National Water and Sewerage Corporation (NWSC) and regional Umbrella
Authorities (UASs) to ensure long-term sustainability, cost recovery, and equitable access.

To illustrate how integration works in practice, the first pilot in Bidibidi provides a transition roadmap. For the transition to be
sustainable and to achieve full service coverage, it is built on four key pillars: management transition, physical invest-
ments, “software” & capacity building, and financial implications.

The process began in 2023 with the formal handover of water supply responsibilities to the Northern Umbrella of Water and
Sanitation (NUWS). However, operations are still jointly ensured by UNHCR and Water Mission, while start-up funding from
the German Cooperation’s (G1Z) Water Supply and Sanitation for Refugee Settlement and Host Communities in Northern
Uganda (WatSSUP) programme enables NUWS to avoid service gaps in the first phase. A clear transition framework was
developed. Phase 1 includes defining roles and responsibilities through an MoU, conducting infrastructure assessments,
and clarifying land ownership arrangements. The approach also includes “software” measures such as establishing a local
water office, strengthening NUWS’s institutional capacity, setting up zonal water committees, conducting socioeconomic
studies, and creating a baseline for monitoring. At the same time, priority repairs and improvement of the network (metering,
new connections, etc.) are also essential to allow efficient operation after the transfer.

If conditions of phase 1 are met, the operations can then be handed over to NUWS, and subsidies are sought to cover
anticipated operational deficits in phase 2. Phase 2 foresees the full transfer of operations to NUWS, combined with
additional investments to improve the water supply network, community sensitising, vulnerability categorisation of refugees,
allowing the gradual introduction of payment for water services with a pro-poor tariff system to ensure affordability.

The ultimate goal is Phase 3, in which water service provision in Bidibidi becomes financially self-sustaining, with
operational costs fully covered through customer revenue.

Core issues and responses

As this case study was similar to the UNHCR case study, looking at the integration of humanitarian WASH supply into
national utilities but seen from the perspective of the utilities, the core issues and responses identified are similar to the
UNHCR case.

The fragmented nature of service delivery for the refugee population set up through NGO led initiatives with different stand-
ards, technologies, and approaches is a core issue as it leads to inefficient services dependent on external actors. Therefore,
ensuring sustainable service provision requires transitioning to utility-led models. However, integrating services for refugees
into national utilities remains a significant challenge.

Additional challenges to integration arise from both institutional and environmental factors. Slow administrative pro-
cesses, such as delays in signing handover agreements or allocating budgets, create long lead times for setting up utilities,
training staff, and engaging communities. At the same time, geographical and environmental barriers add further complexity.
Many settlements are located in remote, dispersed, or insecure areas, where extending services is logistically demanding.
In some locations, challenges are compounded by the depletion or contamination of water sources, making reliable service
provision even more difficult

Conclusion and workshop new insights

The case study group discussions focused on how to tackle the issue of fragmentation and inefficiency in water and sani-
tation services as these are particularly challenging in the context of decreasing budgets. All were identified as systems
strengthening measures and therefore relate back to building blocks.

Addressing fragmentation

e Transitioning to utility-led services is a key approach to addressing fragmentation by focusing more on the “per-
manent stakeholders” in the WASH system, mainly the Umbrella/Utility and the refugee/host communities. Their
respective roles and the relations between them should be strengthened for cost-effective services and increased
ownership, in a perspective of co-management.

e There is also the need to develop a strategy to coordinate available resources, for example by pooling funds for
more efficient investment. The government should plan infrastructure and capacity developments in the refugee
settlements and invest component by component from the pooled resources. The funders (NGOs, iINGOs, etc.)
would support components of that plan, following a clear transition strategy. The government should also further
include the refugee settlements into national planning.

e There is the need for additional focus by the government agencies on the dissemination and enforcement of
standards, especially construction standards.

Addressing inefficiency

e The MWE could develop a “reporting tool” app enabling refugees to report service issues directly to utilities,
bypassing the different hierarchical layers in the settlements (NGOs, camp management, UN, etc.). For example,
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the app could allow reporting issues on the map, which could be checked by the utility. The utility would thus benefit
of a free real-time monitoring tool and be able to prioritise action.

e Beyond the reporting application, a comprehensive assessment of how digitalisation could be deployed cost effi-
ciently in refugee settlements to improve water supply system monitoring is crucial. The feasibility of implementing
KCCA'’s “prepaid token” system in refugee settlements (detailed in the excursion report in the annex) merits explo-
ration as a potential efficiency enhancement measure.

Case Study 3: HDP Sequencing and Peacebuilding through WASH (Ethio-

pia, SWSC)
Tigist Gebremedhin, East and South Africa Region Advisor — Swiss Water and Sanitation Consortium (Link to presen-
tation)
Background

The pastoralist regions of Borana (Ethiopia) and Marsabit (Kenya) exem-
plify the complex challenges facing fragile contexts where humanitarian,
development, and peace interventions must work in harmony. The region
is experiencing slow recovery from the 2020-2023 drought—the pro-
longed drought that was the worst in over 40 years, with five failed rainy
seasons and increasing recurrence of climatic shocks. This climate cri-
sis has intensified conflicts and insecurity spillovers, with limited
access to water for drinking and livestock creating competition over water
points during droughts, triggering tensions and dividing communities.

The key actors in this complex landscape include Borana pastoralists (present in both Ethiopia and Kenya), Gabra (mostly
in Kenya with kinship ties across the Ethiopian border), and other pastoralist groups. During the droughts, the failure of
water points and pasture in Ethiopia’s Borana lowlands forced pastoralist groups to migrate south into Kenya, whilst Gabra
herders from Kenya crossed into Ethiopian Borana Zone searching for water for their livestock. This movement was per-
ceived by communities as encroachment and unauthorised access, particularly around critically scarce water sources like
shallow wells, ponds, and boreholes. The tensions culminated in clashes near the Sololo-Yabelo corridor, resulting in loss
of livestock, destruction of water infrastructure, several deaths and displacement, with both groups accusing each other of
resource encroachment and political interference.

Operating across this Ethiopia-Kenya border region, the Swiss Church Aid (HEKS/EPER) and local partners in both coun-
tries, developed two complementary projects: “Women for Peace: Strengthening Local Capacities to Transform Conflict in
Border Area of Borana-Marsabit in Ethiopia and Kenya” and the “Community, School and Healthcare WASH Improvement
Project” (under the Swiss Water and Sanitation Consortium). The approach deliberately integrated humanitarian relief,
development programming, and peace-building efforts, seeking to address not just inmediate WASH needs, but also
the underlying drivers of fragility that perpetuate cycles of crisis and underdevelopment.

The HDP integration approach employed four key strategies, each demonstrating how humanitarian, development, and
peace objectives can be mutually reinforcing:

e Joint analysis and planning: Rather than operating in sectoral silos, humanitarian, development, and peace
actors conducted shared assessments, mapping root causes of conflict and climate stress. This revealed that water
scarcity was not merely a technical challenge, but a conflict driver requiring peace interventions alongside infra-
structure development.

e Layering and complementarity: Multiple interventions targeted different aspects simultaneously to create mutu-
ally reinforcing outcomes. Drought-resistant seeds were paired with inter-clan dialogues, whilst emergency water
trucking (humanitarian) combined with permanent infrastructure rehabilitation (development) and cross-ethnic wa-
ter committees (peace). This layered approach progressed logically from emergency response through recovery
to longer-term resilience-building development.

e Local capacities and leveraging systems: The Swiss Water and Sanitation Consortium’s (SWSC) Systems
Strengthening Approach identified key sector bottlenecks and engaged district authorities in dialogue to ensure
better sustainability through budget inclusion and institutional ownership. Communities participated directly in wa-
ter committees and peace councils with women included in leadership roles, whilst programmes aligned with
existing government structures.

e Crisis modifiers and flexible funding: Multiyear cross-sectoral budgets enabled simultaneous emergency and
resilience actions. Programmes maintained flexibility to adapt when emergencies emerged, switching from devel-
opment-focused water scheme maintenance to emergency relief through water trucking and cash transfers during
drought or conflict eruptions.

Core issues and responses

Throughout the workshop discussions on this case study, the following core issues and responses regarding HDP Nexus
integration and system strengthening were identified.
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https://hazu.swiss/deza/GdvvgdJeGfLR0GnUoyfD
https://firebasestorage.googleapis.com/v0/b/hazu-ch.appspot.com/o/files%2F9UVMjiOioddwKpmyppzAdEEnuiu2%2FDay%202%20-%20Case%20Study%20The%20Tripe%20Nexus%20in%20Practice%20-%20Tigist%20Gebremedhin_1751411062109.pdf?alt=media&token=db5bfa06-3ad0-492f-b554-18d370e56d29
https://firebasestorage.googleapis.com/v0/b/hazu-ch.appspot.com/o/files%2F9UVMjiOioddwKpmyppzAdEEnuiu2%2FDay%202%20-%20Case%20Study%20The%20Tripe%20Nexus%20in%20Practice%20-%20Tigist%20Gebremedhin_1751411062109.pdf?alt=media&token=db5bfa06-3ad0-492f-b554-18d370e56d29

AGUASAN

Community of Practice

39th AGUASAN Workshop - Uganda,
30 June - 4 July 2025

Climate vulnerabilities and resource competition: The region’s extreme vulnerability to climatic shocks, com-
bined with environmental degradation, undermines traditional coping mechanisms and intensifies resource
competition. The response focuses on building drought resilience through climate adaptation measures including
drought-resilient crops, improved rangeland management, and water harvesting technologies. Regional cross-bor-
der mechanisms were established to address common climate related risks.

Water infrastructures turned into a connector. As competition amongst different water users was a key trigger
for conflict, access to water was a key element to alleviate these tensions and reduce the potential for conflict.
Further some water infrastructures were turned into “connectors” between cross-border communities, with shared
water points, and hence cross-border water committees, fostering cooperation. This regular cross-border engage-
ment and information sharing between communities built understanding whilst addressing shared challenges
through structured dialogue mechanisms.

Empower women: Despite leadership potential, women faced increased workloads during droughts whilst cultural
barriers limited participation in decision-making processes. The project systematically enhanced women'’s roles by
integrating them into conflict prevention, resolution, and peace-building initiatives, ensuring their needs were ad-
dressed and they influenced decision-making. Through transformational conflict resolution training, the project
shifted women to active peacebuilders and community leaders. Women initiated cross-border peace forums and
created local accountability mechanisms, including compensation systems for livestock theft.

System strengthening sustainability challenges: While capacity was built amongst key actors like district edu-
cation offices to sustain WASH functions and continue service delivery, sustainability also depends on enabling
factors beyond direct capacity development. Budget allocation, policy support, and institutional motivation remain
critical for long-term continuity. Without system-wide reinforcement across multiple sectors and governance levels,
progress may remain superficial or short-lived. The project demonstrated that systemic change requires extended
timeframes —results may not be visible within typical 2—3 year project cycles, challenging donor expectations and
reporting requirements whilst requiring sustained commitment to institutional paradigm shifts from service delivery
to enabling roles.

Policy disconnects and sustainability concerns: National policies often unintentionally undermined pastoralist
livelihoods without adequate consultation whilst project dependency limited long-term sustainability. The response
integrated programmes with government structures at district and zonal levels, ensuring sustainability beyond pro-
ject cycles through budget inclusion and institutional ownership. Water committees received legal recognition and
technical training, whilst the SWSC Systems Strengthening Approach structured the engagement with authorities
to address policy bottlenecks systematically.

Conclusion and workshop new insights

The Triple Nexus approach in Borana-Marsabit achieved significative results in reducing tensions, demonstrating that hu-
manitarian assistance, development programming, and peacebuilding can be mutually reinforcing when designed as
integrated responses.

Based on the experience of the project and the workshop discussions, the following key elements were identified on how to
ensure sustainability of WASH services in this context.

System strengthening as core methodology: To operationalise the triple nexus effectively, system strengthen-
ing approaches prove essential for identifying bottlenecks to service sustainability and planning adequate
interventions. The SWSC methodology provides a step-by-step approach, though challenges remain in addressing
bottlenecks outside the usual project scope, such as engaging authorities at higher governance levels.
Sustainable financing mechanisms: A critical bottleneck identified through the system strengthening approach
is ensuring adequate district-level financing beyond tariff collection to support water point operation and mainte-
nance. This requires continuous review and alignment of government budgeting priorities through evidence-based
justification for O&M needs, clarifying government roles and responsibilities as duty bearers based on existing
legislation, and ensuring sustainable mindset shifts through multi-stakeholder engagement across multiple budget
cycles.

Motivated and capacitated actors: The
sustainability of WASH services depends on
addressing skilled human resource gaps and 1
rapid staff turnover. This requires continuous
government-led capacity development pro-
grammes, peer learning through operator P >
associations, and adequate remuneration
levels supported by increased district govern-
ment O&M financing.

Integrating peace from the onset: The case
study and workshop discussion challenged
the assumption about simply adding peace
components to existing programmes, instead | I |

Nexus Layering of HDP

v

emphasising on identifying connecting and Start shock shock shock
dividing elements and integrating them into
actions within development and humanitarian Project Life Span
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interventions. However, specific peace elements are needed as a basis layer of actions that are continuously
present, while humanitarian and development action take alternate priorities according to the evolution of the con-
text.

Case Study 4: Operation and Maintenance Reform (Lango Sub-Region,
SNV)

John Robert Okello (JR), WASH Manager — SNV Netherlands Devel-
opment Organization (Link to presentation)

Background

For decades, rural water and sanitation services have suffered from
poor sustainability due to a weak operation and maintenance system.
Communities are often left with disruption of water supply, inadequate
financing mechanisms, and volunteer-led management structures
with limited capacity.

‘ This case takes place in Uganda’s Lango Sub-Region (nine districts,
one million people) which is a post- confllct area facing high poverty, low WASH service levels, and fragmented O&M prac-
tices. A large population of internally displaced persons resettled in this region, making it a strong case for examining the
link between humanitarian response and sustainable service delivery. SNV introduced an area-wide, professionalised
0O&M model under the Sustainable Water Supply, Sanitation and Hygiene for All (SWaSSH4A) project (2022-2025), basing
on earlier experiences by SNV and in alignment with Uganda’s National O&M Framework (2020). The approach integrates
community ownership, professional service delivery, and government oversight, moving from fragmented, reactive repair of
the equipment to preventive, accountable, and sustainable management of WASH infrastructure and services.

The O&M model applied five approaches:

1. Professionalisation of local mechanics: Hand Pump Mechanic Associations (HPMAs) were formed to provide
routine inspections and repair services. Technicians were trained, certified, and linked formally to government and
community structures. Unlike past volunteer-based models, mechanics receive fair remuneration and operate as
professional service providers.

2. Structured governance: Sub-County Water Supply and Sanitation Boards (SWSSBs) supervise, while Water
User Committees collect fees. This layered structure creates accountability. Boards regulate, committees manage
finances, and HPMAs deliver technical services, ensuring separation of roles and reducing conflicts of interest.

3. Preventive and area-wide maintenance: Services cover all water points in a sub-county, shifting from emergency
repairs to routine, preventive maintenance. Associations conduct scheduled checks, maintain logs, and respond
within agreed timelines. This reduces downtime and builds user trust in the system.

4. Community Financing: Households pay quarterly service fees for guaranteed maintenance. By reframing pay-
ments from “paying for water” to “paying for a reliable service”, willingness to pay increased. Revenues cover
essential O&M, while subsidies or cross-subsidisation support poorer households.

5. Government Oversight: District and ministry actors monitor performance and enforce Uganda’s National O&M
Framework. Government provides training, set tariffs, and ensures associations comply with standards, ensuring
the model’s alignment with national policy.

Core issues and responses

Insufficient tariffs: Financial viability is a cornerstone of sustainable service delivery. In this case, the use of a predeter-
mined regular fee ensures predictable revenue for maintenance activities. This model avoids the pitfalls of ad hoc
collections, which are often irregular and insufficient for sustained operation. Moreover, the fee is intentionally set at a level
that is affordable for most households, while still being sufficient to cover essential services. The model also allows for
cross-subsidisation within communities or across systems, where better-performing schemes can support less-resourced
ones.

However, the current tariffs are so low that they are not able to fully cover both operation and maintenance costs. Blended
financing could pose a solution to this issue by combining user fees with modest public subsidies or social enterprise ap-
proaches to ensure equity and long-term viability. A possibility to strengthen accountability between communities,
mechanics, and government would be to increase local-level financial oversight by conducting citizen audits and participa-
tory budgeting. The community’s willingness to pay increases with reliability and transparency, therefore, as the O&M
services continue to be established, the insufficient tariffs can slowly be raised to sufficient tariffs. It is possible to have
additional support by donors, but only if it remains as additional, and not critical.

Resistance to change: Resistance to change can delay the adoption of improved practices and technologies. Addressing
behavioural barriers requires sustained social and behaviour change initiatives, tailored to local contexts, to encourage the
adoption of new practices and build trust in service improvements. The integration of sanitation and hygiene components
also strengthens behaviour change and system resilience.

Integrated monitoring: It is important to not just track functionality, but also community satisfaction, financial performance,
and institutional compliance. This broadened the case owners’ perspective from service delivery to sector governance as a
whole. This contributes to having an area-wide model which is more sustainable than scattered or one-off projects.

Visit the AGUASAN Website for more information 12



https://hazu.swiss/deza/GdvvgdJeGfLR0GnUoyfD
https://firebasestorage.googleapis.com/v0/b/hazu-ch.appspot.com/o/files%2F9UVMjiOioddwKpmyppzAdEEnuiu2%2FDay%202%20-%20Case%20Study%20Pathways%20to%20a%20strong%20rural%20O%26M%20System%20-%20Eng.%20John%20Robert%20Okello_1751411184486.pdf?alt=media&token=7d1ba1e7-b876-46a3-8f76-24325f347770

AGUASAN 39th AGUASAN Workshop - Uganda,

Community of Practice 30 June - 4 July 2025 e

and Cooperation SDC

Regulation and facilitation: In this case, the public authorities are assigned a facilitative and regulatory function. The
government supports technician training, monitors service standards, and ensures compliance with national water policies.
Although user payments are crucial, strategic government investment and regulatory backing remain indispensable. This
shifts the framing from community self-reliance to shared responsibility between users, professionals, and state actors.
Government engagement remains critical, though not necessarily as a service provider, but more so as an enabler, regula-
tor, and quality assurer. It is also important to not create something new as soon as your needs change, but to leverage
existing systems with adapted governance and financing mechanisms.

Professionalisation of O&M: When local skills are organised and supported through appropriate institutions, for example
public authorities, the professionalisation of O&M of water supply systems in rural settings becomes feasible. Local actors
can deliver quality services when supported by systems and incentives. When professionalising an activity, in this case
implementing hand pump mechanic associations, this gives an opening to integrate peer-learning platforms. Linking me-
chanic associations offers a unique opportunity to promote knowledge sharing across water schemes and thereby improving
service quality.

Community-based management: By providing an area-wide, professionalised maintenance model embedded within the
government’s institutional structures, sustainability is achieved. When implementing such a model, it is important to include
different actors such as professional associations, boards acting as regulators and supervisors, committees that manage
fee collection, communities that contribute via service charges, and the government providing oversight at district and central
level, ensuring compliance and capacity support. This model emphasises preventive maintenance, quality of service deliv-
ery, and decentralisation, with local actors taking lead roles under national policy guidance. Long-term partnerships are
essential for scaling and policy influence.

Conclusion and workshop new insights

The SNV-supported model in Lango stands out as a practical, scalable, and sustainable approach to rural water sup-
ply O&M. It reframes the problem not as one of technology, but of governance, accountability, and local empowerment. By
investing in local capacity, institutional structures, and smart financing, the model creates a pathway towards reliable and
resilient rural water supply services while offering an entry point to tackle sanitation and hygiene. By moving from reactive
repairs to preventive maintenance, and from voluntary management to structured professionalism, the model has shown
tangible improvements in reliability and community trust. The Lango case underscores the importance of systemic, profes-
sional, and community-rooted approaches to improve rural WASH services, shifting the discussion from infrastructure
provision to long-term service delivery. Notably, although this case is a hardware heavy project, the areas of intervention
identified are software oriented (Risk Communication and Community Engagement and Coordination), which is striking. As
a system strengthening intervention, it offers a clear view of what system-level action looks like in practice: long-term ca-
pacity building, strengthening financial management, peer learning, and institutional embedding were main activities of the
intervention. It serves as a replicable model for practitioners seeking to understand the concrete activities and outputs that
drive systemic change.

Case Study 5: FSM Systems in Refu-
gee Emergencies (Uganda Red Cross
Society)

Grace Kyagaba, WASH Coordinator — Uganda Red Cross
Society (Link to presentation)

Background

Faecal sludge management (FSM) in emergencies, particularly
within refugee settlements, is a critical public health concern. With dense populations, high sanitation demand, and limited
land for new latrines, poorly managed sludge can quickly trigger outbreaks of cholera, dysentery, or other diseases.

FSM implemented in emergencies in Uganda is characterised by the following elements:

1. Containment: In new refugee arrivals or disaster responses, agencies install temporary solutions such as desig-
nated defecation areas, trench latrines and pit latrines which then often stay as the main technology on the longer
run. These interventions are paired with hygiene kits, behaviour-change messaging, and quick mobilisation of
WASH volunteers to manage facilities.

2. Emptying & Transport: Traditional pit latrines fill up fast, and desludging is complicated by poor access roads,
limited treatment facilities, and high service costs. Manual gulpers, mobile transfer tanks, and small-scale desludg-
ing equipment are used. Mobile transfer tanks allow sludge to be carried to accessible points for onward transport
to treatment plants. Where vacuum trucks cannot reach, which is common in crowded settlements, alternative
technologies are deployed.

3. Treatment & Disposal: A range of centralised and decentralised options are being piloted in different refugee
settlements. For example, Imvepi refugee settlement established its own faecal sludge and solid waste manage-
ment plant to handle waste locally. However, in the settlements surrounding Arua, the sludge is sent to the city
plant, although access and transport remain costly. Additionally, the Ugandan Red Cross Society (URCS) operates
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a mobile emergency laboratory that enables real-time water quality and sludge treatment monitoring, ensuring
compliance with safety standards.

Core issues and responses

Financing: FSM comprises costly interventions

Covered by emergency response unit Technology? Business . . . .
equipment model? Capachies? that start v_wth the con_structlor_l of on-sne_samta—
< > tion containment, their emptying, collection and
> transport of faecal sludge and its treatment for
— .

Assessment safe disposal or safe reuse. Faecal sludge
Disaster hits Phase 1 Phase 2 Phase 3 treatment plants are costly to operate, be it in
5 Euene the early stages of an emergency response
o Peitnlepiio § 0 SUEREREEE + Movingthe projectto  through mobile units, or when shifting towards

of health risks treatment a long-term solution . A .
+ Easytoinstall  + Still an emergency more long-term solutions. Hence capital invest-
* Oftenvery RReiiy ment as well as operational costs are

expensive * No permanent . . .
conttructions challenging to be covered by tariff collection for

the services. While there are examples of cen-

tralised treatment plants being used by refugee
settlements, such as in Arua City, it is important to explore the options of decentralised sanitation to improve accessibility
and affordability for refugees and host communities. Efforts have also been put in place to produce resources from treatment
plants for ploughing back into community in various aspects of safe reuse such as fuel briquettes, solid amendments/con-
ditioners, etc. However, these options do not allow for full cost recovery.

Service gaps & accessibility: Many refugee settlements lack adequate sanitation facilities and face challenges in access-
ing desludging services due to limited infrastructure, transportation difficulties, and high costs. In Kampala and other urban
areas, faecal sludge collection and transportation are largely handled by informal and unregulated private operators, making
it difficult to track services and ensure proper disposal. Additionally, narrow streets and limited space in informal settlements
often prevent vacuum trucks from accessing pit latrines, making desludging a complex and expensive process. One ap-
proach to addressing these issues is that the Kampala Capital City Authority (KCCA) is working to improve FSM in informal
settlements by regulating and formalising emptying services, while also promoting innovative technologies such as mobile
transfer tanks and manual gulpers. Kampala also piloted a voucher-based subsidy for faecal sludge emptying, targeting
vulnerable households to increase emptying demand and affordability.

Inclusive planning: To improve the sanitation chain, inclusive planning is an essential element. This includes developing
comprehensive strategies for solid waste and FSM, including planning and implementation of plans for specific areas like
the Greater Kampala Metropolitan Area (GKMA), developing detailed site-specific plans for waste collection centres and
faecal sludge treatment plants, as well as promoting the construction of emptiable toilets. However, it is important to contin-
uously involve the communities in the planning and implementation of FSM programs to foster ownership and ensure
sustainability.

Capacity building and training. Increasing the training and capacity building of humanitarian frontliners to manage faecal
sludge effectively in emergencies is vital. URCS has led intensive two-week courses for WASH frontliners in Yumbe and
Terego to provide hands-on experience in containment, emptying, treatment, and reuse methods. This ensures that re-
sponders can act effectively in crises, while the training of permanent system actors remained a challenge in this case.

Conclusion and Workshop new insights

FSM in refugee emergencies is shifting from ad hoc pits to systemic solutions. The workshop reaffirmed the importance of
integrating FSM into broader sanitation strategies. To combat the high capital expenditure for FSM, innovative financing
models such as local social enterprises involving refugees and host communities is important. Consequently, the key out-
puts from the case on FSM are the following:

e Financing shortfalls. There is a need to develop innovative and alternative funding mechanisms. Examples could
include development of localised social enterprises for FSM services (construction, emptying, operation) in refugee
settlements, involving refugees and members of the host communities. This will potentially bring the costs of san-
itation and FSM down, increase efficiency and coverage, thereby leading to sustainability.

e Addressing sanitation chain. Discussions supported the importance of systems thinking by shifting the focus
from short-term emergency pits to the entire sanitation chain including containment, collection, transport, treatment,
and reuse. These approaches have the potential to reduce the costs of sanitation and FSM, increase efficiency
and coverage, and ultimately enhance sustainability. However, to truly increase the coverage of FSM in the coun-
try, both for refugees and nationals, it is important to continuously advocate for FSM investments in the national
planning.

e Ownership and ease of government takeover. To realise smooth handover and assure sustainable operation,
there is a need for co-creation and co-design of interventions with Government and communities. This breaks the
silos approach, where NGOs and development partners develop and implement interventions without sufficient
input by government and when they exit, there is no motivation and capacity to carry out.
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Key Takeaways for Successful HDP-WASH Integration: Criti-
cal elements from Uganda

During the workshop, participants revisited the characteristics identified the previous year, discussing which were consid-
ered the most important and identifying measures and relevance for their application in the Ugandan context. When asked
to choose the most relevant characteristics, the participants emphasised the importance of “effective collaboration” and
“understanding stakeholders and their dynamics” as crucial elements for a successful integration of HDP and System
Strengthening. Overall, the relevance of the 10 characteristics was confirmed.

Closing the case study discussions, and using leading questions, the participants were split into groups to continue the
conversation and obtain a better understanding of the specific case studies. Post-workshop these elements have been
rearranged to get to the 12 key takeaway elements that are listed below.

1. Nexus-aligned planning and coordination mechanisms 7. Utility-managed, financially viable water supply models

2. Inclusion of refugee populations in national WASH 8. Standardised asset management and O&M proce-
frameworks dures

3. Integration of humanitarian, development, and peace 9. Scaling digital monitoring and feedback systems
programming 10. Engagement of women, youth, and refugees in govern-

4. Stakeholder mapping and roles ance

5. Co-designed, adaptive exit strategies for sustainability 11. FSM tailored to HDP Nexus

6. Area-based, district-led service delivery 12. Innovative and diversified financing

1. Nexus-aligned planning and coordination mechanisms

Participants emphasised this aspect as essential because aligned planning and strong collaboration not only improves the
efficient allocation of resources but also enables unified and timely responses to crises, ultimately leading to increased
sustainability and resilience in service delivery. Hence, the revitalisation of national and subnational coordination plat-
forms appeared as a key opportunity in the context. Strengthening existing platforms, clarifying mandates, and ensuring
regular, inclusive stakeholder engagement would promote harmonised planning and better resource optimisation.

Practical examples include thematic working groups, area-based cooperation, and joint platforms bringing together govern-
ments, local communities, private sector actors, NGOs, and donors. Such coordination mechanisms reduce fragmentation
through the alignment and operationalisation of policies, visions, approaches, technologies and action plans across
different actors and sectors, particularly across various ministries and institutional levels.

Whilst such coordination mechanisms are widely recognised as key, successful implementation requires proactive and
adequate allocation of people (to avoid coordination only amongst coordinators), time and funding to translate the nexus
approach into practical, impactful reality.

2. Inclusion of refugee populations in national WASH frameworks

Uganda’s “open door” policy (no numerical restriction, freedom of movement and work) to refugees, with alignment to inter-
national commitments such as the CRRF, sets the overall enabling environment to allow for greater inclusion of
refugees into national service provision, establishing, for example, preconditions for the payment of WASH services by
refugees.

The full integration of refugees into national WASH frameworks ultimately helps to reduce the presence of parallel sys-
tems between host communities and refugees. Additionally, this integration fosters social harmony and reduces the risk
of conflict between refugees and host communities, thus promoting the humanitarian-development-peace nexus by ad-
dressing potential sources of tension over resource access and service provision.

3. Integration of humanitarian, development, and peace programming

Interventions reducing tensions between communities should form the foundational layer of humanitarian and develop-
ment programming, maintained throughout humanitarian-development transitions.

To address the changing needs of actors during a project, it is important to apply a sequenced approach from the onset
of intervention design when responding to a crisis. However, it is also key to move towards layered implementation,
continuously adapting the scale and intensity of humanitarian and development operations to specific needs whilst
recognising their simultaneous presence in a given context. This is enabled, for example, by the inclusion of crisis modifiers
and the availability of flexible funding.

The transitions between approaches and instruments of the HDP nexus to be prioritized need to be adequately informed.
At the same time, long-term changes need to be monitored adequately. Hence, discussions noted the need to focus mon-
itoring efforts not only on outputs but rather on broader outcomes like sustainability, social cohesion, or peace-
building contributions. Too often monitoring frameworks serve donor compliance rather than programmatic improvement,
making them less useful for long-term learning and monitoring long-term changes. However, actors also need to be kept
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accountable for poor performance or failures, calling for transparent monitoring mechanisms, but also clarification of re-
sponsibilities amongst project stakeholders and system actors.

Having a clear understanding of stakeholders and their roles across the HDP nexus, as well as their capacities and will-
ingness to act, is crucial for designing interventions and setting and strengthening actors in their adequate roles beyond
project implementation. This comprehensive mapping enables more effective coordination and prevents duplication of ef-
forts whilst ensuring that each stakeholder contributes according to their comparative advantages and mandates.

This transversal element is key to sustaining achievements beyond project/programme lifespans for long-term success. Co-
designed exit strategies that ensure that actions are taken with the implication of the permanent actors of the system,
involving stakeholders and ensuing community ownership are essential, fostering a sense of responsibility and facilitating
smooth transitions as projects conclude. These strategies must be adaptive, allowing for adjustments based on changing
contexts and emerging needs whilst maintaining the focus on strengthening local capacity and institutional sustaina-
bility throughout the intervention period.

Area-based, district-led service delivery allows local governments to take the lead in planning, implementing and managing
WASH services within their jurisdictions. This approach strengthens local ownership and accountability whilst building
institutional capacities, ultimately enhancing the sustainability of services. By placing decision-making authority at the
district level, communities benefit from more contextually appropriate solutions and greater responsiveness to local needs.
This must be accompanied by adequate capacity building of actors to enable effective implementation of the plans.

The service delivery models must be planned with an area-based approach to avoid fragmentation across different
interventions and actors. This requires coordinated planning that transcends administrative boundaries and sectoral silos,
ensuring that WASH services are integrated into broader development strategies. Such coordination prevents duplication
of efforts and maximises the efficient use of resources across the designated area.

Area-based approaches need to be inclusive and consider the needs and rights of all populations in the area, including
marginalised groups, women, children, elderly, and persons with disabilities. This inclusivity ensures that service delivery
models do not inadvertently exclude vulnerable populations and that infrastructure and governance systems are designed
to be accessible and equitable for all community members.

Transitioning to tariff-covered delivery of services through national utilities and national umbrellas for both refugees and
host communities is key to reduce the fragmentation of NGO and international donor established and led services and to
ensure long-term sustainability. It represents a key transversal implementation mechanism across several key takeaway
elements.

For a successful transition, the efficiency of water supply networks must be ensured before the handover. This requires
close coordination amongst all actors, ideally from the onset to design or redesign schemes that can be operated efficiently
under utilities in order to avoid or remediate the fragmented project-based service delivery models. Utilities need to be
closely involved in this process and supported through adequate capacity strengthening initiatives. Pooled resources from
humanitarian and development actors should support this transition.

Further, the approach increases the potential of water services to become financially self-sustaining rather than depend-
ent on continuous external funding. By incorporating both refugee settlements and host communities into the same utility
management system, economies of scale can be achieved, reducing per-unit costs whilst maintaining consistent service
quality across all served populations. This integration also bears the potential for cross-subsidisation mechanisms across
systems and users.

Moving towards tariff-based service provision for refugees necessitates adequate policies and mindset shifts at
multiple levels. Policy frameworks must establish clear guidelines for refugee access to utility services, whilst addressing
legal and regulatory barriers that may prevent refugees from becoming formal customers. Equally important are community
sensitisation efforts to shift mindsets from viewing water as a free humanitarian service to understanding it as a sustainable
utility service that requires payment, thereby fostering a sense of ownership and responsibility amongst all users.

To ensure service continuity and safeguard the long-term functionality and sustainability of WASH services, it is crucial to
standardise O&M alongside long-term utility management approaches. This requires strengthening the capacity of
utilities, adopting a systems-based approach, and prioritising financial sustainability.

Key measures include implementing clear procedures for operations and maintenance, defining roles and responsi-
bilities, and establishing transparent reporting mechanisms. Equally important are the development of comprehensive
work plans, preventive and corrective maintenance strategies, active community participation, robust infrastructure plan-
ning, and effective operational management.
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Digital monitoring tools offer powerful means for improving services and enhancing accountability across various sec-
tors. Near-real time and digital monitoring tools, ranging from basic mobile reporting apps to sophisticated data analytics
platforms, enable organisations and individuals to track progress, identify issues, and improve performance in real time. For
utilities, scaling digital solutions can be implemented specifically for monitoring, leak detection, increase of tariff collection
(e.g., prepaid meters), and predictive maintenance.

Women and youth inclusion is crucial for equitable and effective water supply services. Their perspectives, shaped by
their daily experiences with water access and sanitation, are vital for creating relevant and sustainable programmes. By
ensuring their meaningful participation, WASH initiatives can be more responsive to the specific needs of women and girls,
leading to improved health outcomes and promoting gender equality.

When integrating different population groups into WASH governance, it is equally important to involve both host and
refugee communities in decision-making processes. This inclusion ensures that all groups have equal access to and
benefit from WASH services whilst promoting social cohesion and preventing the marginalisation of any community. Such
participatory governance structures enable diverse voices to contribute to service planning and management, ultimately
strengthening the sustainability and effectiveness of WASH interventions.

FSM needs to be planned from the outset of any WASH intervention in refugee and emergency contexts. Whilst mobile
faecal sludge treatment units can provide immediate solutions during emergency response, long-term sustainability requires
the development of permanent treatment infrastructure coupled with adequate business and subsidy models that can
cover O&M costs over time, as well as adequate capacities. This forward-thinking approach ensures that FSM systems
transition smoothly from emergency responses to sustainable service delivery models.

Decentralised faecal sludge and wastewater treatment is key to reducing overall system costs by minimising transpor-
tation requirements and associated logistics. By treating waste close to where it is generated, whether at household,
cluster, or settlement level, transport distances and frequencies are significantly reduced. This approach not only lowers
operational costs but also increases resilience by reducing dependency on complex logistics networks that may be
disrupted in fragile contexts.

The potential for reuse of treated faecal sludge and its positive environmental and economic impacts opens doors to the
development of social enterprises and alternative financing. Treated sludge can be converted into valuable products such
as fertiliser, biogas, or fuel briquettes, creating revenue streams that can support system sustainability. These circular econ-
omy approaches could potentially attract innovative financing options, including impact investments and carbon credit
schemes whilst contributing to environmental restoration and agricultural productivity in refugee-hosting areas.

Humanitarian aid often prioritises rapid response, while development cooperation seeks sustainability. These streams rarely
align, leaving gaps when humanitarian actors withdraw, and development actors are not yet ready. Funding is frequently
earmarked for specific interventions, technologies, or timeframes, which prevents flexibility and adaptation to evolving
needs on the ground. Instead of incentivising collaboration, funding often pits NGOs, UN agencies, and government bodies
against each other, reinforcing silos. Additionally, unpredictable and shrinking funds jeopardise continuity of services, es-
pecially when projects need multiyear commitments.

Current financial instruments need to become better aligned with humanitarian and development streams, making them
blended and flexible. Pooled funding from different funding sources to be invested in integrated actions plans appear to
be a promising instrument. Additionally, incorporating crisis modifiers in projects to enable rapid response whilst maintaining
long-term development objectives also appears key in HDP nexus contexts.

Social enterprises in refugee settings have significant potential for further development, creating sustainable income
streams whilst addressing WASH challenges. These enterprises can provide services such as water kiosk management,
sanitation facility maintenance, or waste treatment, generating revenue whilst building local capacity and ownership.

The potential of carbon financing should be explored as an innovative mechanism for WASH interventions. Projects that
reduce greenhouse gas emissions through improved sanitation systems, renewable energy-powered water treatment, or
methane capture from waste treatment can access carbon credit markets, providing additional revenue streams to support
long-term sustainability.
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Annex
Field Visit

On the third day of the workshop, participants conducted field
visits where they observed how the concepts discussed during
the sessions were successfully applied in practice. The visits
provided an opportunity to see concrete examples of implemen-
tation and to engage directly with local actors.

Nakivubo Blue Primary School

The school is located in Kampala City and accommodates a sig-
nificant number of refugee students from Somalia, DR Congo,
Sudan, Eritrea, Ethiopia, and Rwanda. The progressive refugee
policy in Uganda allows them to access education, healthcare,
and other social services.

The school demonstrates strong WASH practices and has re- R
ceived awards from KCCA for being a model sanitation school. 3Bk, KIS ENYI ol
The best WASH practices include innovative toilet facilities with ; i | 0800:300:977 4
underground water tanks and a water pumping system to man-

age water costs, as well as a commitment to cleanliness, such
as duty rosters to keep track of cleanliness, particularly in the
toilets. Inclusivity, in which toilets for students with impairments
were installed. Dustbins were installed to dispose of rubbish and
waste, and plastics are reused to safeguard the environment by
designing seats, displays, and decorative items. The students
also practise backyard farming.

SERVICE CENTRE

Somali Refugee Community, Kisenyi

The community is located in Kisenyi, Central Division in Kam-
pala, and comprises nationals from Somalia who rent the
houses. The toilet facilities are constructed along a sewer line,
S0 emptying is managed by the NWSC.

The NWSC installed a prepaid water point source that is used
by over 40 households. When presented with a token, the water
meter dispenses 20 litres of water through the meter before clos-
ing. The prepaid water meters were designed primarily for low-
income neighbourhoods to access water.

The consumers obtain water credit in the form of a prepaid water
token. The token can also be recharged over phone or at the
NWSC office. For any issues with water services, the neighbour-
hood has a manager who reports to NWSC offices for resolution.

Nalukolongo Faecal Sludge Treatment Plant

The Nalukolongo Faecal Sludge Treatment Plant is a significant
sanitation project in Kampala, Uganda, designed to enhance
sanitation while minimising environmental pollution. The plant,
which has a capacity of 400 cubic metres of faecal sludge per
day, collects sludge from pit latrines and septic tanks in Kampala
and the nearby Wakiso region. It is an integral part of the Kam-
pala Sanitation Program, which encompasses the construction
of public toilets, densification of the pipe network, and the instal-
lation of prepaid water meters.

The project treats faecal sludge from latrines and septic tanks to
improve sanitation in informal settlements, and resources like
fertilisers and treated water are recovered for use in agriculture
and cleaning plant equipment, respectively.

The participants visited all the steps of the sanitation value chain from containment, emptying, transporting, treatment, and
properly disposing of or repurposing human waste, as well as the laboratory.
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Participant presentations

Operational Research on Water Supply Infrastructure in a Complex Emergency: Learnings
from Uvira, DRC

Presented by Dr. Karin Gallandat, Eawag-Sandec (Link to presentation)

The Uvira region, located in the Democratic Republic of Congo, is characterised by persistent conflict resulting in population
displacement with inadequate WASH facilities and ultimately, an increase in the spread of cholera and diarrhoeal diseases.

The research aimed to investigate the association between changes in the water services and changes in cholera incidence.
It documented the impact of water supply infrastructure improvements on water supply services and related household
practices (process evaluation) and evaluated its impact on the evolution of diarrhoeal diseases and cholera (epidemiological
analysis).

On the process evaluation, the research highlighted the importance of managing climate risks, identifying and considering
informal practices, and ensuring coordination across sectors. The epidemiological analysis demonstrated the importance of
improving service quality (both improving quantity of water and service continuity) to reduce cholera incidence, hence calling
to not only address infrastructure support but also support to adequate management of water supply infrastructure.

Finally, such long-term research projects basing on strong partnerships with local stakeholders can be platforms for strength-
ening capacities (e.g., multiple opportunities for students and equipment of Uvira lab for cholera detection).

PHRASEA; Programme Hydraulique Rurale, Appui au Secteur eau et assainissement
Presented by Issa Adama Coulibaly, Helvetas Niger (Link to presentation)

The four-year rural water and sanitation programme operated across Dosso, Maradi, and Tillaberi regions in Niger, employs
stakeholder participation in investment decisions to enhance sustainability. The programme has four key pillars: i) access
to drinking water for the rural population, ii) drinking water for animals, iii) sanitation and hygiene, iv) sustainability (opera-
tionalisation of Integrated Water Resources Management (IWRM) and v) institutional support, governance and citizenship.

The programme’s most significant challenges emerged from Niger’s military coup, transferring municipal control to the
armed forces. This transition created fundamental tensions between humanitarian principles requiring neutrality, impartiality,
and independence, and peace-building objectives that necessitate engagement with local authorities and state actors. Such
dynamics risked undermining community trust whilst potentially restricting humanitarian access in sensitive areas. This
transition also added to the difficulty of coordination with various donors, UN agencies, and other NGOs. Implementation
was also affected by structural (new administrative hurdles) and security constraints (restriction of staff mobility).

Key lessons highlighted the importance of consensus-building through distributing investments between localities during
mayors’ workshops, which facilitated agreement on site selection and activities. Social agreements signed with communities
near pastoral structures successfully consolidated peace between herders and farmers. However, entrusting investment
fund management to state financial services proved a significant delaying factor, demonstrating the complex interplay be-
tween institutional arrangements and operational efficiency.

Water for Peace in Mauritania

Presented by Jean Willemin, Geneva Water Hub (Link to presentation)

The Geneva Water Hub (GWH) empowers local actors to strengthen cooperative water practices in fragile areas to foster
social cohesion. In Mauritania, the GWH is working with authorities, UNHCR, and other humanitarian and development
agencies to support a dialogue between host and refugee communities on water points in and around the largest refugee
camp in the Sahel (Mbera camp). Through a participatory research action program, they aim to facilitate community-driven
solutions to management and technical challenges at various water points.

Water is a crucial vector for peace in the Sahel for three main reasons: there is no purely military solution to the region’s
challenges; development must be prioritised; and no development is possible without water. The GWH works both at a
regional level to promote transboundary basin organisations to reinforce interstate peace and solidary development through
benefit sharing on water (e.g., through joint dam management), while at the local level promotion of water cooperation is
also key for social cohesion and could be used in peace-building processes.

In the refugee-hosting context of East Mauritania, the GWH reinforces social cohesion through, for example improving var-
ious types of water points based on solutions driven by refugees and host communities, facilitating Water for Peace Strategy
through water and land governance, or enhancing groundwater knowledge for humanitarian and development needs.

Closing Remarks
Presented by Patrick Okello, Office of the Prime Minister

The closing remarks entailed appreciation towards the conveners of the workshop who have contributed towards advancing
knowledge, engagement, and transforming wellbeing strategies in our countries. The challenges, i.e., fragmented WASH
service delivery, underutilisation of funds, unclear ownership, financing, capacity gaps, and weak coordination, remain.
Hence, there is a need to: improve institutional coordination; strengthen and empower refugees and host communities for
sustainability; mobilize innovative funding for refugee WASH services; integrate refugee WASH and HDP delivery strategy;
develop clear exit strategies; enhance capacity building; and develop inclusive policies.
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