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Approach to Performance Improvement 
planning model 



Performance Improvement 
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Performance Improvement component of the PAS Project 
focuses on development of financially feasible approaches 
to improve delivery of city-level services for water supply, 
wastewater and solid waste management. 

 
 

PIP Model has been developed as a multi-year plan with a 
focus on improving service performance across themes of 
access, equity, service levels and quality, efficiency and 
financial sustainability.  

 
 

To measure service performance Service Level 
Benchmarking indicators of the Government of India 
with additions for equity and on-site sanitation have been 
adopted in the PIP Model. 
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‘PROJECT’  
based approach 

Starting point is an assessment of funding 
 resources available – SUPPLY DRIVEN 

Focus on developing INDIVIDUAL 
PROJECTS of various sectors 

Oriented towards achieving OUTPUTS 

‘SERVICE’  

based approach 

Oriented towards achieving OUTCOMES 

Focus on developing integrated SECTORAL 
SOLUTIONS 

Starting point is measurement of current 
performance and local priorities – NEED DRIVEN 

    PAS Approach 
Conventional Approach 

Approach to Performance Improvement Planning 



Approach to Action planning for service improvement  

Improving service levels related to Access and coverage by 
varied set of interventions,  

rather than just infrastructure creation … 

Efficiency of 
wastewater and 

septage collection 
system  

Extent of 
reuse/recycling of 

treated 
wastewater and 

septage  

Coverage of 
household level 
toilets in slums 

Coverage of 
household 

level toilets in 
city 

Household 
survey 

Provision of safe 
on-site sanitation 

system for 
unsanitary toilets 

Simplifying 
new connection  

procedure 

Policy for 
infrastructure 
provision in 

slums 

Regularise 
unauthorised 

sewerage 
connections  Improve condition 

of existing 
community and 

public toilets 

Provide new 
individual toilet 

facilities 

Construct new 
community and 

public toilet blocks 

Multi-layered links between improvement actions and 

performance indicators,  

as against big singular project proposals … 

Multi-layered links between improvement actions and 

performance indicators,  

as against big singular project proposals … 

Coverage of 
households with 

adequate 
sanitation system  

Coverage of 
household 

level toilets in 
city 

Provision of safe 
on-site sanitation 

system for 
unsanitary toilets 

Focus on moving away from ‘infrastructure investment plans’ to evolving ‘service 
improvement plans’ which include wide set of actions for improving service delivery.  

Inter-sectoral linkages are also captured in PIP model … Impact of water augmentation on Per capita 
supply but also on wastewater generation, treatment capacity required, impact on finances 



Integrated approach for FINANCIAL PLANNING 
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Financial implications of each Improvement action 

Capital expenditure 

Operating and maintenance 
expenditure 

Revenue generation 

Effect of inflation based on 
phasing 

 
Assess aggregate 
funding demand 
from all 
improvement 
actions 
 
 

Municipal finances of urban local bodies 

Past trends of municipal 
finances 

Forecasting for finances for 
Business as Usual scenario 

 
Assess financial 
health and 
extent of 
revenue surplus 
available  
 

External sources of funds 
Exploring funding pattern possible 
for each improvement action 
 

Internal sources of funds 
Exploring options to increase 
revenue from own income sources 

Aligning both these 
financial streams to evolve 
sustainable ‘Financing Plan’ 
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Performance Improvement Planning model 
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I. PERFORMANCE PRIORITIES 
Sector Performance indicators used as the 

basis for assessing service performance 

Actions (investments, policies, process 

changes) identified to achieve sector service 

objectives  

II. ACTION PLANNING 
Improvement Plan developed by designing 
actions for costs, phasing & revenue impact 

Review Improvement Plan for impact on 
service performance  

III. FINANCIAL PLANNING 
Key financial decisions related to sources 
funds, tariffs and transfer of surplus to WSS 

Review feasibility of Financing Plan  for 
capital and operating expenditure 

PIP Model starts with 

measurement of current 

performance levels. This is 

followed by identification and 

design of a set of actions to 

improve performance. Phasing 

and financial implications of 

these actions are assessed and a 

financing plan is developed. The 

Model enables comparison of 

various options in terms of their 

impacts on service levels and on 

ULB’s financial capacity to 

operate and maintain new 

infrastructure. 



Steps in Performance Improvement Planning model 
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PIP Model is 
developed as an 

excel based 
spreadsheet to 

facilitate 
interactive 

usage. 
 
 

The structure of 
the Model has 
been  aligned 

with PIP 
planning 

process. It has 
three distinct 

modules, each 
for a stage of PIP 

planning 
process.  

 
 

The chart 
alongside 

denotes each 
sheet of excel 

workbook and 
its flow of 

sequence. 

BASELINE INFORMATION FOR PERFORMANCE ASSESSMENT 

Water supply, wastewater and solid waste; Municipal finance past trends and future forecasts 
Excel sheet in PIP model : WSS info, Finance info, Municipal Finance  

Step 1.: ASSESS CITY PRIORITIES 
Review trends of key performance indicators and peer comparison 

Excel sheet in PIP model : Performance assessment 

Step 2.  SELECT IMPROVEMENT ACTIONS 
Identify improvement actions to meet sector goals 

Excel sheet in PIP model : Performance assessment  

Step 3.  DEVELOP IMPROVEMENT PLAN 
Design of actions in Improvement Plan – Phasing, quantity and costs 

Excel sheet in PIP model : WS Plan, WW Plan, SW Plan 

Step 4.  REVIEW IMPROVEMENT PLAN 
Review impact on service performance 

Excel sheet in PIP model : Summary of Action Plan 

Step 5. MAKE FINANCIAL DECISIONS 
Sources of funds, Tariff structures & levels, Transfer surplus to WSS 

Excel sheet in PIP model : Action Plan finance, Financing Plan 

Step 6. REVIW FINANCING PLAN 
Review feasibility of Financing plan for CapEx and OpEx 

Excel sheet in PIP model : Financing Plan 

DATA ENTRY 

PERFORMANCE 
ASSESSMENT 

ACTION 
PLANNING 

FINANCIAL 
PLANNING 



Data Entry and Forecasts for  
Performance assessment 



BASELINE 
INFORMATION  

ASSESS CITY 
PRIORITIES 

 SELECT 
IMPROVEMENT 

ACTIONS 

DEVELOP 
IMPROVEMENT 

PLAN 

REVIEW 
IMPROVEMENT 

PLAN 

MAKE 
FINANCIAL 
DECISIONS 

REVIW 
FINANCING 

PLAN 

Situational assessment of sector across ‘value chain’ 
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Performance assessment is envisaged as a sector-wide approach, assessing entire 
value chain rather than focusing it as separate compartments. 

Value chain of Water supply and wastewater 
services 

DEMOGRAPHY WATER SUPPLY WASTEWATER SOLID WASTE 

Demography 

Water production Wastewater conveyance Solid waste generation 

Water treatment Toilet facilities Collection & transportation 

Water supply distribution Treatment and disposal Processing & treatment 

Taxes and charges Taxes and charges Taxes and charges 

Current performance levels of water and sanitation services are assessed and quantified in terms of 
Key performance indicators. To arrive at these results, comprehensive compilation of baseline 
information is required. Each sector is captured through various data sets across their respective 
value chain.  



Snapshot of sector input sheet in PIP model  
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BASELINE 
INFORMATION  

ASSESS CITY 
PRIORITIES 

 SELECT 
IMPROVEMENT 

ACTIONS 

DEVELOP 
IMPROVEMENT 

PLAN 

REVIEW 
IMPROVEMENT 

PLAN 

MAKE 
FINANCIAL 
DECISIONS 

REVIW 
FINANCING 

PLAN 



Situational assessment of municipal finance 
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Budget recasting 

Municipal budgets are generally not aligned with proper 
accounting structure as per National municipal accounting 

manual (NMAM). It is imperative to first re-classify all budget 
item heads properly as per their functions for any analysis.  

Budget past trends 

Municipal finance information related to overall municipal 
account and separately for water supply, wastewater and solid 

waste services are to be filled here. To arrive at best trend 
estimates for municipal finance projections, past five years' 

budget figures are compiled for reference. 

Budget forecasting 

Municipal finances are forecasted to assess financial strength of 
ULB for sustaining present services. They are projected for 

Business as Usual scenario for plan period of 10 years based on 
past trends. For revenue account, the budget estimates should 

relate to operating and maintaining of present services. 
Similarly, capital account should relate to ongoing or approved 

project for ULB.  

Functional classification of municipal budget :  
(a) Revenue account, (b) Capital account, (c) Extraordinary account 

BASELINE 
INFORMATION  

ASSESS CITY 
PRIORITIES 

 SELECT 
IMPROVEMENT 

ACTIONS 

DEVELOP 
IMPROVEMENT 

PLAN 

REVIEW 
IMPROVEMENT 

PLAN 

MAKE 
FINANCIAL 
DECISIONS 

REVIW 
FINANCING 

PLAN 



Snapshot of municipal finance 
inputs in PIP model  
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Budget past 

trends 

Budget 

forecasting 



Module I: Performance Assessment 



Approach to Performance Assessment 
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Both states of Gujarat and Maharashtra 
have in their many development 
programs identified 'Goals' and 
'Reforms' that need to be achieved for 
the water supply and sanitation sectors. 
The framework has adapted to these 
needs, and identified a set of Key 
Performance Indicators for Goals and 
Reforms, as well as Local Action 
Indicators that need to be achieved for 
city specific improvement.  

Components of Performance assessment framework 
 

‘4’ 
Themes 

’29’ 
Key performance 

indicators 

’46’ 
Local action indicators 

 
 

Access, 
coverage 

and equity 
 

 

Coverage of individual 
household toilets in city  

Households resorting to open defecation 

Households with adequate on-site sanitation system 

Coverage of households with 
adequate sanitation system 

Coverage of individual 
household toilets in slums  

Households dependent on community toilet 

Households with sewerage network services 

Community and public toilets with adequate 
sanitation system 

Theme Key performance indicators Local action indicators 

Four themes : (a) Access, coverage & equity; (b) Service levels and quality; (c) Efficiency in service 
operations;  (d) Financial sustainability   

BASELINE 
INFORMATION  

ASSESS CITY 
PRIORITIES 

 SELECT 
IMPROVEMENT 

ACTIONS 

DEVELOP 
IMPROVEMENT 

PLAN 

REVIEW 
IMPROVEMENT 

PLAN 

MAKE 
FINANCIAL 
DECISIONS 

REVIW 
FINANCING 

PLAN 



Snapshot of performance assessment in PIP model - Identify city priorities 
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Local Action Indicators  - indicated through graphs 

Key Performance Indicators - comparison against peer groups 
BASELINE 

INFORMATION  

ASSESS CITY 
PRIORITIES 

 SELECT 
IMPROVEMENT 

ACTIONS 

DEVELOP 
IMPROVEMENT 

PLAN 

REVIEW 
IMPROVEMENT 

PLAN 

MAKE 
FINANCIAL 
DECISIONS 

REVIW 
FINANCING 

PLAN 



Approach to selection of improvement actions 
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Analysis of performance results aims at identifying strengths and weaknesses of service delivery. 
The low performing KPIs are core problematic areas of service delivery that needs to be targeted 
in improvement plan. These problematic areas are elaborated with corresponding LAIs  to assess 
the actual reasons for low performance. Thus LAIs lead to set of localized actions that influence 
relevant contextual issue rather than promote only new infrastructure creation for city level plans. 
Identification of all such core problem areas and their corresponding local actions form the basis 
of Improvement Plan. 

BASELINE 
INFORMATION  

ASSESS CITY 
PRIORITIES 

 SELECT 
IMPROVEMENT 

ACTIONS 

DEVELOP 
IMPROVEMENT 

PLAN 

REVIEW 
IMPROVEMENT 

PLAN 

MAKE 
FINANCIAL 
DECISIONS 

REVIW 
FINANCING 

PLAN 



Actions for Performance Improvement 
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Sector wide approach of PIP is supported by wide range of improvement actions 
that are categorized under four types of intervention areas. These range from no cost 
to low-cost solutions like process and policy interventions and rehabilitation of 
existing infrastructure rather than concentrating only on creation of new assets. 

Type of interventions Description 

1. Data improvement 
actions 

For most of the ULBs, quality of data is very poor. These 
actions shall help improve it but will not directly impact the 
KPI values. 

2. Process/policy 
improvement actions 

This category highlights the understated process or policy 
areas that may have been primary hurdle in reform 
implementation.  

3. Existing system 
improvement  actions 

This category highlights the scope for improving existing 
infrastructure to achieve desired results at low-cost by 
providing a range of options. 

4. New infrastructure 
creation 

This category complies a list of all the new infrastructure 
projects that can be undertaken. 

BASELINE 
INFORMATION  

ASSESS CITY 
PRIORITIES 

 SELECT 
IMPROVEMENT 

ACTIONS 

DEVELOP 
IMPROVEMENT 

PLAN 

REVIEW 
IMPROVEMENT 

PLAN 

MAKE 
FINANCIAL 
DECISIONS 

REVIW 
FINANCING 

PLAN 



Snapshot of performance assessment in PIP model – Select improvement actions 

20 Performance Assessment Systems (PAS) project, CEPT University, Ahmedabad 

BASELINE 
INFORMATION  

ASSESS CITY 
PRIORITIES 

 SELECT 
IMPROVEMENT 

ACTIONS 

DEVELOP 
IMPROVEMENT 

PLAN 

REVIEW 
IMPROVEMENT 

PLAN 

MAKE 
FINANCIAL 
DECISIONS 

REVIW 
FINANCING 

PLAN 



Snapshot of Sector goals and vision summary in PIP model 
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All the  KPI priority areas and corresponding improvement actions identified in 
performance assessment analysis  are  compiled here as summary of Sector goals 
and vision for Improvement Plan of ULB 

BASELINE 
INFORMATION  

ASSESS CITY 
PRIORITIES 

 SELECT 
IMPROVEMENT 

ACTIONS 

DEVELOP 
IMPROVEMENT 

PLAN 

REVIEW 
IMPROVEMENT 

PLAN 

MAKE 
FINANCIAL 
DECISIONS 

REVIW 
FINANCING 

PLAN 



Module II: Action Planning 



Approach to Action Planning 
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Informed decision making process for arriving at Sectoral Plan 

Interactive pictorial graphs display impact on performance and finance 

Actions are calibrated with specifics of phasing, improvement and costing 

All improvement actions of Theme – 1  

Improvement  
action -2 

Improvement  
action -3 

Improvement  
action -4 

Improvement  
action -5 

Improvement  
action -1 

Actions proposed in Action Plan 

Improvement 
action -1 

Improvement 
action - 2 

Improvement 
action - 3 

Improvement 
action - 4 

Improvement 
action - 5 

Improvement actions are chosen based on city priorities  

Impact of each action is individually assessed on overall service levels  

Action Planning is a process that aims to consolidate various dimensions of problem 
solving into output based tangible Action Plan. 

BASELINE 
INFORMATION  

ASSESS CITY 
PRIORITIES 

 SELECT 
IMPROVEMENT 

ACTIONS 

DEVELOP 
IMPROVEMENT 

PLAN 

REVIEW 
IMPROVEMENT 

PLAN 

MAKE 
FINANCIAL 
DECISIONS 

REVIW 
FINANCING 

PLAN 



Planning of improvement actions 
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Individual actions are calibrated as output based tangible targets. A set of these calibrated 
actions will form an implementation plan for ULB across ten years of plan period. Hence, this 
Action Plan must evolve through an iterative process of identifying appropriate actions, 
phasing and financing pattern.  

To facilitate action planning, all the actions are compiled in an easy to use tabular structure along with pictorial 
graphs to show its impact in terms of performance improvement and financial requirement. 

Components 

of action 

calibration 

box 

Component Description 

Activate/Deactivate  action To include or exclude a particular action in proposed PIP Action plan. 

Phasing of actions Implementation period of activated action. 

Baseline information Baseline information about action to facilitate decision-making. 

Improvement information Improvement in performance envisaged by implementing the action. 

Costs and finance 
information 

Financial details to implement the Action like basic block cost 
estimates, O&M expenses and revenue generation.  

Description of Action 
This is provided in an annex with guidelines on explanation of action, 
assumption for calibrating it and finance block costs. 

Snapshot of 

Action 

calibration 

box 

BASELINE 
INFORMATION  

ASSESS CITY 
PRIORITIES 

 SELECT 
IMPROVEMENT 

ACTIONS 

DEVELOP 
IMPROVEMENT 

PLAN 

REVIEW 
IMPROVEMENT 

PLAN 

MAKE 
FINANCIAL 
DECISIONS 

REVIW 
FINANCING 

PLAN 



Planning of improvement actions 
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Actions that are calibrated has cumulative impact on performance levels of a particular KPI. To 

represent this visually for easy interpretation, area graphs are prepared for each KPI/ theme. 
Impact of each action is represented through separate colours in each graph. Another set of 

graphs are prepared for each theme showing financial implications of calibrating all the actions 
under that theme.  

Snapshot of graph 

showing impact of each 

activated action 

Snapshot of graph 

showing financial 

implication of activated 

actions 

BASELINE 
INFORMATION  

ASSESS CITY 
PRIORITIES 

 SELECT 
IMPROVEMENT 

ACTIONS 

DEVELOP 
IMPROVEMENT 

PLAN 

REVIEW 
IMPROVEMENT 

PLAN 

MAKE 
FINANCIAL 
DECISIONS 

REVIW 
FINANCING 

PLAN 



Snapshot 

of entire 

structure 

for 

Action 

Planning 

in PIP 

model 
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Tabular boxes 

for calibration 

of 

improvement 

actions  

Visual 

display of 

impact of 

activated 

actions on 

performance 



Snapshot of guidelines for improvement actions in PIP model  
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BASELINE 
INFORMATION  

ASSESS CITY 
PRIORITIES 

 SELECT 
IMPROVEMENT 

ACTIONS 

DEVELOP 
IMPROVEMENT 

PLAN 

REVIEW 
IMPROVEMENT 

PLAN 

MAKE 
FINANCIAL 
DECISIONS 

REVIW 
FINANCING 

PLAN 



Assessing impact of Action Plan on performance 
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Improvement actions activated for each sector will have combined effect on performance of 
all  three sectors – Water Supply, Wastewater and Solid Waste Management. The impact of 
Action Plan on service levels is assessed through a range of Performance Indicators. KPIs are 
reported along with its corresponding LAIs for all four themes. Traffic light analysis is done 
across time series with respect to benchmark values of KPIs. 

Assess impact on performance 

Performance assessment framework 
indicators (adopted from SLB) with 
additional indicators for equity and non-
sewerage indicators 

Service Level Benchmarking indicators of the 
Government of India by Ministry of Urban 
development 

Performance indicators computed across plan period of ten years 

Assessment of performance against benchmark values through traffic light 
analysis 

PIP performance indicators Service level benchmarks (GoI) 

BASELINE 
INFORMATION  

ASSESS CITY 
PRIORITIES 
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IMPROVEMENT 

ACTIONS 

DEVELOP 
IMPROVEMENT 

PLAN 

REVIEW 
IMPROVEMENT 

PLAN 

MAKE 
FINANCIAL 
DECISIONS 

REVIW 
FINANCING 

PLAN 



Snapshot of time series analysis of performance in PIP model  
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Module III: Financing Plan 



Financial implications of Action Plan 
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The financial implications of each activated action is reported in terms of capital expenditure 
required to implement the action, its operational and maintenance costs and additional revenue 
to be generated. Financial summary of all the activated actions together is evaluated year-on-
year basis to assess funding requirement across plan period.  

Phasing of improvement actions Capital expenditure requirement Operating requirement 

Click to view Phasing, 
CapEx or OpEx 

Aggregate summary – CapEx, OpEx, Revenue 

BASELINE 
INFORMATION  
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External sources for financing improvement actions 
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To prepare feasible Financing Plan, various external sources of funds are explored to fund 
improvement actions. These are evaluated separately for each activated action.  

Grant – in – aids External debts Private participation (PPP) Beneficiary contribution 

Input to determine 
sources of funds for 

improvement actions  

Summary of External funding sources 
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Snapshot 

of entire 

structure 

for Action 

Plan 

Finances 

in PIP 

model 
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Approach to Financial Planning 
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Financial planning essentially involves a balancing act between meeting funding requirement 
from external and internal ULB sources of funds. It also assesses sustainability of these sources 
in long run. 
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Preparation of Operating Plan 
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Financing Plan for water supply and sanitation is linked to overall municipal finance as most 
ULBs do not have a separate account. It results in transfer of revenue surplus from other sectors 
(Non-WSS) to WSS for revenue and capital expenditure as required. The investment 
requirement from PIP Action Plan is linked to funding sources calibrated in Action Plan 
finances.  

Sources of 
revenue to 

meet operating 
expenditure 

1. Additional income generated by improvement actions 

2. Revise tariff structure 

3. Non-WSS revenue surplus transfer to WSS  

 
 
 

Snapshot of 
financial 

decisions to 
meet operating 

expenditure  
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Snapshot of setting tariff structures in PIP model 
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Revision in tariffs for revenue enhancement to meet funding requirement of capital 

expenditure, operating expenditure & debt servicing. 

Tabular boxes for setting of tariffs sector-wise Visual display of impact on revenues 
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Preparation of Capital Plan 
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1. Review of funds determined in ‘Action plan finances’ – Grants, debt, 
private players, beneficiary contributions 

2. Determine transfer of revenue surplus from WSS revenue account 
3. Determine transfer of CapIn surplus from Non-WSS capital account 
4. Determine additional debt requirement and terms & condition of debts 

 
Sources of 
revenue to 

meet capital 
expenditure 

 
 

 
 
 

Snapshot of 
financial 

decisions to 
meet capital 
expenditure  
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Snapshot of CapEx and OpEx plan summary in PIP model 
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Snapshot of Operating 

plan summary and tariff 

structures 

Snapshot of Capital plan 

summary and external 

sources of funds 
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Snapshot of 
Municipal 

finance 
summary in PIP 

model 
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Closing balance of WSS 
& overall municipal 

account  shows surplus 
– Feasible financing 

plan  
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Snapshot 

of entire 

structure 

of 

Financing 

plan in 

PIP model 



PIP Plan options 



Preparation of PIP plan options for evaluation 
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Improvement  
 

Options 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Parameters for 
development of 

improvement 
options 

 
 
 
 
 
 
 
 
 
 
 
 
 

Business as Usual 

Option I 

Option II 

Option III 

Criteria for  
assessment of 
improvement 

options 
 
 
 
 
 
 
 
 
 
 
 
 
 

Sector vision, type  of 
actions, technology 

choices, costs 

Phasing of actions 

Financing sources 

Sector vision 
Service levels 

achieved 
Targets achieved 

Financing 
Grants availability 

Tariff revisions 

Feasibility 
Capacity 

Stakeholder 
consensus 

 
Each 
improvement 
option can 
comprise of 
 
 
Discrete set of 

actions to achieve 
different 
performance level 
 

 Assess different 
technologies  
 

Capture varying 
phasing of actions  
 

Vary financing 
arrangements 
 

 Assess improving 
efficiency & low-
no cost actions 
and capital asset 
projects 
 
 



Snapshot of Performance Improvement Plan Summary in PIP model 
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Application of PIP model for a city - Comparison of PIP Options for a City 
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Three sanitation 
options were 
simulated for a city 
in PIP Model to 
assess its impact on 
services and 
finances: 
 
i)Conventional 
underground sewerage 

ii)Settled sewer system 

iii)On-site sanitation 
system  

 

The Model was 
simulated to 
provide similar 
outreach of services 
with all sanitation 
options, the 
financial impact of 
these options varied 
considerably. A 
sample result of 
these results are 
shown here. 
 

PIP options  

Capital Finances Operating  Finances 
Tariff increase 

required  
Base tariff = 

Rs.1465/HH/yr 

Sources of funds (Rs cr)  Average/yr (Rs cr)  

Grants  

ULB funds  

Private Total Capex  
Add. 
 Opex  

Add. Revenue Internal 
funds  

Debt  

I) Business as Usual scenario 
with committed projects  

42.6 9.1 - - 51.7 0.9 0.9 Rs. 2066 

II) Proposal with only Wastewater Technology Options 

A. Citywide Sewerage 76.1 9.9 7.0 1.5 94.5 2.3 1.2 Rs. 3602  

B. Citywide Settled sewer 60.5 14.7 - 2.0 77.2 1.4 1.7 Rs. 2055 

C. On-site sanitation system  42.6 15.7 - 4.7 63 1.0 1.5 Rs. 2055 

Annual tariff increment 
required 



Thank you 

PIP Model is available at 

www.pas.org.in 

 

 

For more information, write to us at 

pas@cept.ac.in 


