
SaniPlan: A Performance Improvement Planning Model
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Sample Application (for WW Management)

Manual Part III 



Conventionally, city engineers identify projects for 
infrastructure provision; consultants prepare a detailed 
project report and it is implemented with grant funding from 
donors or central/provincial governments. In both cases, 
outputs are discussed in physical terms but seldom in terms 
of improvement in service levels. The focus is on projects 
rather than service improvements.

SaniPlan provides a multi-year planning framework with a 
focus on improving performance in services. A key feature of 
the model helps develop a feasible financing plan for both 
capital and operating expenditures of the improvement 
proposals. 

SaniPlan

Performance Assessment module helps assesses the entire service chain 
of the three sectors and identify gaps in service provision through 
performance indicators developed under the PAS Programme. 

Action Planning module helps identify actions needed to improve 
services. Specific actions for data improvement, improvement in existing 
system, building new infrastructure and policy interventions have been 
built-in. The user can tailor each selected action for phasing, quantify 
improvement and costing (both capital and operational). Different 
scenarios can be developed to target local priorities. 

Financing Plan module helps to develop a feasible financing plan for 
capital and operating expenditure. The Financing Plan is developed 
through an iterative process with key decisions related to funding 
sources for each action, internal transfers, and tariff revisions including 
introduction of new taxes (e.g. a local sanitation tax).
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The model is built around following three  modules
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Using SaniPlan
Use of the model involves following 5 stages:
1. Preparation –Information related to existing services (water supply, wastewater and 

SWM) is entered in the model, their finances and overall finances of the local 
government are also entered

2. Performance assessment – The model measures performance of the city using 
information entered by the user. This can be compared with other entities/service 
providers to formulate a vision , decide priorities and identify possible improvement 
actions

3. Action Planning – Developing an action plan by designing (phasing, quantum of 
improvement, capital and O&M cost, revenue generation) of individual improvement 
actions and assessing their impact on services

4. Financial planning – preparation of a feasible financial plan that considers both capital 
expenditure and O&M of old and new assets 

5. Comparison – involves comparison of different improvement alternatives in terms of 
improvement in services, capital and O&M expenditure and impact on consumer 
tariffs

As the figure alongside presents, though the five stages follow a sequence, the entire 
process is very iterative in nature. 

These five stages are arranged sequentially as sheets in an excel workbook, table in the 
following sheet describes the contents of each worksheet in brief. 

PREPARATION

COMPARISON

PERFORMANCE 
ASSESSMENT

ACTION 
PLANNING

FINANCIAL 
PLANNINGReview Financing Plan

Make Financial Decisions

Review Action Plan

Develop An Action Plan

Formulate A Vision

Assess City’s Priorities

Base Data Entry

Financial Impact

Improvement In Services
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Stage Worksheet name Description/content

Preparation

General info Name of the city, base year, currency, counting system, contact persons in the city and the 
organisation/s using the model

WSS info Base data of demography, water supply, sanitation and SWM services for base year

Finance info Municipal finance information for the last 6 years and demand collection balance statements 
for the last three years

Indicator info Indicator values for the province, peer group and/or cities in the vicinity with which the city 
would like to compare their performance

Performance 
Assessment Perf Assessment Analysis of present performance levels leading to identification of sectoral goals and 

improvement priorities

Action 
Planning

WS Plan Improvement actions for water supply sector

WW Plan Improvement actions for waste water sector

SWM Plan Improvement actions for SWM sector

Summary of PIP Impact of improvement actions on service levels across plan period

Financial Planning

Action Plan Finance Review of financial implications from Action plan

Financial projections Forecasting of municipal finances based on past trends

Financing Plan Preparation of feasible capital and operating plan for local government

Comparison
PIP options Enables comparison of PIP options internally

Dashboard For using an external dashboard to compare sanitation improvement plans

SaniPlan - Structure



This document is the second part of the 3 part manual for SaniPlan. 

Part 1 – Approach
This paper describes the overall approach of SaniPlan. 
SaniPlan takes a structured approach to planning sanitation services 
in cities. Based on local priorities cities can iteratively select key 
actions required for service improvement, and prepare a Financing 
Plan that allocates funding for both capital and operating 
expenditure.

Part 2 – Illustrated Step-by-Step guide for users:
This document provides a step by step guidance for using the 
SaniPlan model.
Saniplan is built around three functional modules: Performance 
Assessment, Action Planning, and Financial Planning. It has a 
Preparation stage where all relevant data are to be keyed in, and a 
post-Planning comparison stage where various scenarios planned 
can be compared before final decision is made.

5Will need to refer to the other two documents at appropriate places once they are ready

This Document

Part 3 – Sample Application
This document takes the user through a real use case of SaniPlan, in 
a bid to help the user familiarise with the tool better. 
A citywide wastewater management plan was prepared for Wai 
Municipality in Maharashtra. The user is guided through the various 
actions required for achieving the objectives, the activation of 
respective actions in the excel model, the aspects of  financial 
planning etc. Different scenarios are developed based on the choice 
of different toilet types, conveyance options, treatment 
technologies, and financing options. The comparison of these 
scenarios using the comparison tool is demonstrated.



PREPARATION
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Wai – City Profile
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Population (2011 Census) 36,053 

Households (Nos) 7580

Slum Population 2140 (6%)

HHs in slums (Nos) 342 (5%)

Civic status Class C Municipality 

Area 3.64 sq km

Number of Wards 5 Prabhags / 19 wards

Location 90 Kms South of Pune

 A pilgrim town (also known as Dakshin Kashi) on the banks of river

Krishna and surrounded by mountainous region of the Sahyadri range

 Famous for more than 250 temples and ghats along the river, these are also

used as filming locations for Bollywood and regional cinema.

 Lies on way to Mahabaleshwar and Panchgani, famous hill stations in the

state
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PERFORMANCE ASSESSMENT
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Access & Coverage  Coverage of toilets; both overall and in slums better than peers and province 
average.  

Service level & Quality
 Only a few households dispose wastewater into soak pits, others let it off in 

stormwater drains  
 Septic tank are emptied once in 8-10 years

Financial Sustainability  No charges for sanitation services provided in the city, septic tank emptying is 
charged 

Efficiency in service 
operation

 There is no treatment and reuse of wastewater. 
 Customer complaints are not recorded
 Quality tests of septage and wastewater are not conducted
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Service chain at a glance

11Missing links

Pour flush 
latrines

Pit / Septic tank 
with drain field

Open / covered 
drains

At solid waste 
dumping site

Into river or 
natural drain

User interface Collection Conveyance Treatment Reuse /Disposal

Lack of dedicated
conveyance system 

for wastewater
Septic tank emptied

after 8-10 years

No treatment facility
Unscientific disposal 
of wastewater and 

septage

Large dependence 
on community 

toilets

Wastewater service-chain 

Vacuum 
emptier truck/s

Most toilets 
connected to 

oversized septic 
tanks

Septage

Grey 
water
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For baseline assessment for as a part of a government programme

Either by providing soak-pits or networked collection system 

To generate awareness regarding wastewater and solid waste management 

To increase dependence on owned toilets and reduce expenditure on O&M of  community toilets in the long run

Non-functional toilet seats to be made functional 
for usage till all households have their own 
toilets

To end open defecation, provide access to toilets 
either own or one managed by the local 
government.

Where space is a constraint, two to four households 
(neighbours or in vicinity) can share a privately 
maintained toilet 
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So that they are less clogged and convey wastewater more efficiently

So that solid waste is not dumped in drains and disconnect domestic wastewater connections 

To collect effluent and wastewater

To treat septage and wastewater

Need to collect and treat septage
Need to either improvise unsafe means or provide safe means for 
collection. Also need to treat all the wastewater
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Need to re-use 
treated sullage
and septage

No charges for 
wastewater 
services
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ACTION PLANNING
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3b

1

2

3a

3c

4

1
Baseline: These cells present that 4451 out of 7353 non-slum 
households and 191 out of 347 slum households have their own 
toilet. Also 2080 non-slum households use community toilets

Action: Construct new individual toilets

2
Improvement: As the city intends to do away with community 
toilets, it has proposed to provide toilet to all households that 
currently do not have a toilet. Hence the proposal to build 3058 
toilets (2902 + 156) and including 2080 households currently 
using community toilets.

3 Disposal system: SaniPlan provides an option to choose disposal 
system for the new toilets based on prevailing conditions. The 
three systems considered in SaniPlan are 
a) Septic tank + soakpits
b) Septic tank + settled (solid – free) sewer network
c) Conventional sewer network

A city that has mix of any two or all the three systems can choose 
to distribute the new toilets accordingly.   In this case, the city 
has also proposed a citywide settled sewer network and hence 
all the new toilets will be connected to the network. 

5
Finance: The average capital cost is based on standard 
specifications and discussions with local masons and contractors. 
The beneficiary share reflects the state government’s  on-going 
scheme   

4
Phasing: This was decided based on local and higher 
government’s priority and city’s capacity - both to mobilise funds 
and to implement.

5
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2
Improvement: The length of settled sewer is estimated using the 
length of roads in the area that is to be served  (3 Sq km)

Action: Lay new settled sewer network for wastewater conveyance

2

3

1
Phasing: This was decided based on local and higher 
government’s priority, logical sequencing, quantum of work and 
city’s capacity - both to mobilise funds and to implement.

3
Finance: The block cost was calculated for a preliminary design 
and using rates in Schedule of Rates for the city.  The O&M as 
well as connection costs were assumed based on prevailing costs 
for sewerage systems in other cities

Actions: Provide treatment facilities for wastewater and sludge

4
Baseline: presents that the city currently has no treatment 
facilities, the immediate requirement is also presented for  ease 
of deciding the required capacity

1a

6
Finance: Block costs and O&M expenses are based on 
preliminary estimates . The selling prices for manure and treated 
wastewater are based on a report prepared by a state agency for 
the city. 

4a

4b

1b

1c

5a

5b

6a

6b

5
Improvement: The treatment capacity considers future 
requirements of the city. The output depends on quality of input 
and treatment technology. 

7
7

Remarks (is any): All cells in this column are editable and can be 
used to note source of information, assumptions, etc . for 
reference. 
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Assessment of 
improvement in 
desired indicators. 

Traffic light analysis 
helps understand the 
change and anomaly 
(if any).



FINANCIAL PLANNING
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Financial Projections

Revenue income Revenue expenditure WSS revenue income WSS revenue expenditure

The revenue account of the local government is projected 
considering historical trends. They need to discussed with the city 
officials and vetted by them. 

Revenue accounts of the three sectors are projected separately 
and the cumulative numbers are presented as WSS revenue 
account. So if one wishes to use the model for any of the sectors, 
finances of only that sector can be considered.
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1 4

2

1
Financial impact of the Action Plan is 
reviewed here.  If one finds that the 
financial distribution is loaded in some 
years, one can move to       and review 
the action plan

2

2
Financial impact of each action is 
reviewed here. If the action plan is 
loaded in some years, its details can be 
assessed here.  One can go back to 
respective plan  and modify the action 
plan by changing phasing, deactivating, 
finding alternative action/technology, 
etc. 
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3

4
3

Decisions regarding source of funding for each action was 
decided based on an analysis as seen in figure below. 
Possible sources for each action were identified, their 
conditions studied and conditions of most likely  entered 
here.

2

4
Source-wise annual capital expenditure for the plan period 
can be reviewed here. (based on inputs in      )
If any of the sources looks over /under used, one can go 
back to    3 and alter sources. 

3

3
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1

2

3

4

5

6

7

8

Financial decisions (internal transfers, debt) are taken here Impact of financial decisions on revenue and capital 
accounts can be reviewed here



25

BASELINE 
INFORMATION 

ASSESS CITY 
PRIORITIES

SELECT 
IMPROVEMENT 

ACTIONS

DEVELOP 
IMPROVEMENT 

PLAN

REVIEW 
IMPROVEMENT 

PLAN

MAKE 
FINANCIAL 
DECISIONS

REVIEW 
FINANCING 

PLAN

COMPARE

1

2

3

4

1
WSS revenue account status is displayed here.  After the 
action plan, generally the account shows deficit in some or all 
years of the plan period. 
In this case also, this account shows deficit throughout the 
plan period. 

2
Non-WSS revenue account status is displayed here.  This 
account generally shows surplus as it is unaffected by the 
action plan. 
In this case also, this account shows surplus throughout the 
plan period. 

3
WSS capital account status is displayed here.  These numbers 
incorporate the decisions in Action Plan Finance sheet. 

4
Non-WSS capital account status is displayed here.  These 
numbers essentially represent finances of committed and on-
going projects. 

In all the accounts, surplus/deficit is carried 
forward into next financial year.
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5

6

7

8

Non WSS revenue account surplus can be allocated for WSS in          
and non-WSS in      . Any unused surplus is carried forward to the 
next financial year. 

If one intends to use Non-WSS revenue surplus for WSS capital 
account, that additional sum needs to be transferred to WSS 
revenue account which can then be transferred to WSS Capital 
account in      . 

Any deficit in WSS capital account after internal transfers can be 
met through debt in      . 

Deficit in revenue accounts implies that tariffs need to be revised. 
Revision of tariffs is explained here.  

5
6

7

8
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These transfers cover WSS 
revenue deficit and also 
provide surplus for all the 
capital works

All the remaining surplus is 
allocated for Non-WSS 
sectors (for additional 
O&M/capital works)

Surplus created in WSS 
revenue account 
transferred for WSS capital 
works

Debt requirement decided 
in Action Plan Finance 
sheet. No additional debt 
needed as yet.

Debt can be serviced only from 
WSS revenue account surplus.  
Negative DSCR points towards 
its unavailability

Surplus created in WSS 
revenue a/c can be 
transferred to WSS Capital 
A/c

The capital account 
requirements have been 
met.

1

2

3

4

5

6

7
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These transfers cover WSS 
revenue deficit and also 
provide surplus for all the 
capital works

1

Additional funding 
mobilised through debts

2

Positive DSCR suggests 
sufficient surplus in WSS 
revenue to repay debt 

3

Almost all the surplus will be consumed 
for WSS revenue deficit. Need to revise 
WSS tariffs

4



END
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