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Introduction

Results-based contracts are emerging as an effective, transparent and cost-efficient 
mechanism for improving rural drinking water investments in low-income and vulnerable 
contexts. Governments, development banks, foundations, and corporates increasingly 
recognise their potential to link funding to verified outcomes. Historically, rural water 
investments have focussed on infrastructure access without sufficient monitoring of the 
delivery of services. This has led to unsatisfactory results and an unconvincing case for 
further investment. Often, rural water users are left no better off, as when infrastructure fails 
they are forced to rely on alternative water sources which are typically more distant, dirty, 
and expensive. 

Since 2020, Uptime has issued results-based contracts to demonstrate that reliable drinking 
water services can be delivered for an operating subsidy of less than USD 1 per person 
per year. In 2024, more than 5 million rural people in 16 countries benefited from these 
contracts with over USD 2.5 million disbursed.

Key to this approach is a cost-effective and robust data integrity methodology that provides 
verifiable evidence to funders and ensures the accuracy of reported results. Under 
Uptime’s results-based contracts, performance metrics include 96% service reliability, 
local revenue generation (USD) and water volume delivered to users (m3).1 In 2025, water 
safety metrics have also been introduced.2 The contract design is intentionally minimal to 
deliver outcomes efficiently and allow replication and scaling across diverse geographies 
and service delivery contexts. Performance data from over 6,000 piped schemes and 
handpumps is published quarterly via a public dashboard (Figure 1).3 Globally, the average 
cost of ensuring data integrity is less than 9% of the total results-based contract value.

Data integrity is critical to securing and sustaining long-term results-based funding. It 
generates a “data dividend” by verifying high-quality performance metrics which are valued 
by governments, donors, corporates, and rural water users. This dividend overcomes the 
enduring problem of data asymmetry between funding inputs and service outcomes. By 
reducing the risks of misallocated funds and opaque results, it provides an empirical case 
for delivering safe drinking water to the most in need. This enhances allocative efficiency 
and increases value for money for public expenditure. It also supports a stronger case 
for corporates with social impact commitments to reach vulnerable people beyond their 
operational locations or associated watersheds. Additionally, it may allow large institutional 
investors to explore blended finance models, where a small percentage of funds can deliver 
social and economic impacts to complement the core focus on financial returns.

1	 McNicholl et al., 2021. Delivering global rural water services through results-based contracts. 

2	 Charles et al., 2023. Results-based funding for safe drinking water services: How a standard contract design 
with payment for results can accelerate safe drinking water services at scale. 

3	 Uptime data global dashboard.

https://www.uptimewater.org/s/Delivering-Global-Rural-Water-Services-through-Results-Based-Contracts.pdf
https://www.uptimewater.org/s/Uptime-results-based-funding-v4.pdf
https://www.uptimewater.org/s/Uptime-results-based-funding-v4.pdf
https://www.uptimewater.com
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Figure 1: Uptime results-based funding dashboard

This report summarises Uptime’s ongoing work to strengthen our data integrity 
methodology by balancing the need for high quality data against reasonable costs across 
varied contexts, service models and infrastructure types. We illustrate how robust data 
integrity can support results-based contracts for three constituencies:

1.	 Governments responsible for services in rural schools and clinics
•	 High quality services delivered to public facilities from professional service providers 

at low cost can justify public finance for operation and maintenance. Standardised 
contracts provide ‘regulation by contract’, overcoming the data gap between policy 
goals and observed performance in rural contexts. 

2.	Development banks investing in community piped schemes and handpumps
•	 The case for infrastructure investment should be informed by a sustainable model for 

service delivery. Data integrity underpins the empirical evidence required to predict 
revenue from infrastructure choices, enabling the development of more realistic 
financial models and subsidy strategies.

3.	Corporates seeking Volumetric Water Benefits
•	 Legal and compliance protocols demand verifiable data to justify corporate funding 

to remote rural locations. Uptime’s data integrity methodology provides a robust 
approach to quantify and evaluate volumetric water benefits. 
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Uptime’s data integrity methodology 

Uptime’s data integrity methodology ensures results-based contracts between funders 
and service providers are effectively executed (Figure 2). The contract defines the terms 
and outcomes required by the service provider. Results are reported to Uptime Global and 
are confirmed to the results-based funder through quarterly validation and annual audit 
and visit cycles. The service provider then receives payments that are calculated based on 
performance. Payments can be suspended and contracts terminated in cases where there 
are systematic and consistent discrepancies in data reporting. The Uptime Catalyst Facility 
provides a regulated vehicle to issue payments and interpret penalties. We describe these 
rigorous yet practical steps and key considerations in the following sections.

Results-based 
funder

Uptime Catalyst Facility, 
governments, 

development banks, 
corporates & 
foundations

Professional 
service 
provider

Social or private 
enterprises & NGOs

Independent 
verifier

Contract, pay & 
sanction

Resolve data 
discrepancies

Report 
performance 
metrics

Confirm results

Uptime 
Global

Validate

Audit Visit

Figure 2: Conceptual overview of Uptime's data integrity methodology

Professional service providers
The effectiveness of results-based contracts depends on the quality and capability of 
the service provider that is responsible for water supply and maintenance. Historically, 
community-based management approaches have produced inconsistent and unsatisfactory 
outcomes, prompting a shift toward professional service providers across rural Africa, 
Asia and Latin America. Professional service providers are characterised by their ability to 
operate at scale, technical competence, compliance with local policies and regulations, 
robust data systems, and commitment to delivering measurable results. These attributes are 
fundamental to the success of results-based contracts, which rely on credible and timely 
performance data to validate and verify service delivery and trigger payments. 
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The structured nature of results-based contracts reinforces these competencies by 
incentivising service providers to systematically log operation and maintenance activities 
and report performance in line with a defined data standard. This ensures that data is 
consistently collected, aggregated, and transmitted through established channels at regular 
intervals, improving data resolution and providing a clear and prioritised reflection of 
performance over time. 

Before entering into a results-based contract, Uptime applies a rigorous screening process 
to service providers based on clearly defined eligibility criteria. The assessment focuses 
on key qualifications, including demonstrated capacity to operate at scale, technical 
expertise, and the presence of robust systems for data collection and management. As 
appropriate, this screening step can be integrated into public procurement processes or 
other established oversight frameworks. In the next section, we discuss examples from 
Bangladesh and Zambia to illustrate how professional service providers can offer an 
effective contracting model to attract public finance.

A fundamental challenge in scaling results-based approaches is the limited global 
availability of professional service providers.4 Uptime has shown that results-based 
contracts with providers already meeting eligibility criteria can reach over five million rural 
people. However, expanding this model to reach hundreds of millions of people will require 
increased government leadership, dedicated funding, and targeted technical assistance to 
support the development and professionalisation of emerging rural service providers.

Performance metrics and measurement
Monitoring the performance of drinking water services in rural, low-resource settings 
presents numerous challenges. Remote locations are difficult and expensive to access 
and typically lack reliable internet and electricity. Sophisticated monitoring systems using 
real-time mobile or satellite communications have not yet been effectively applied at 
scale in these contexts. Furthermore, affordable and reliable laboratories for water quality 
testing are rare, and rising costs associated with importing consumables through global 
supply chains add further complications. Local institutions also frequently operate under 
constraints in technical capacity, financial resources, and staffing, making the establishment 
and maintenance of effective data management systems even more difficult.

Considering these constraints, minimising data requirements is essential to ensure that 
performance reporting remains feasible and cost-effective for service providers and the 
approach remains scalable across diverse service delivery contexts. Uptime has defined a 
pragmatic set of performance metrics informed by extensive research, partner experience, 
and a strong emphasis on outcomes that are achievable in resource-constrained rural 
settings. These metrics include service uptime (reliability), local revenue, volume of water 
delivered to users, and water safety assessment and reporting (see Box 1). Uptime’s 
experience and evidence suggests that simplicity in contract design is key to achieving both 
scale and sustainability. 

4	 Nilsson et al., 2021. Global prospects to deliver safe drinking water services for 100 million rural people by 
2030. 

https://reachwater.uk/resource/100m-global-diagnostic/
https://reachwater.uk/resource/100m-global-diagnostic/
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Box 1: Data requirements for Uptime’s results-based contracts

Uptime (Reliability) 

Date-stamped logbooks, mobile apps or in situ sensor data of service delivery and 
repair times;

Screenshot of daily uptime and volume data collected by an automated water meter 
reader (courtesy of Water Mission)

Digital handpump breakdown and maintenance record (courtesy of Ugandan Water 
Project)

Uptime
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Volume 

Date-stamped meter readings or in situ sensor data;

Logbook of daily water meter readings (courtesy of Safe Water Network)

Local revenue 

Records of financial transactions associated with water or maintenance services, such 
as cash or mobile money payments, bank statements, and audited financial records;

Invoice and payment receipt for monthly piped water service (courtesy of Sandandrano)

Revenue

Volume
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Water Safety

Sanitary inspection and water quality test results and actions, submitted to government 
authorities and community leadership.

Water quality report (courtesy of Cova)

Service providers are able to use any data collection and management method, provided 
it meets data integrity requirements as outlined in Box 1 and produces traceable records. 
Digital tools including mobile applications, prepayment platforms, in situ sensors, and 
automated water meter readers can streamline recurring data management and verification 
costs. However, the high upfront costs of these technologies can be a barrier, and manual 
or analogue monitoring remains a viable and cost-effective alternative. To ensure the 
sustainability and efficiency of monitoring systems, decision-makers must assess the 
trade-offs between initial hardware investments and recurring labour costs. The choice of 
approach should reflect local financial and technical capacities. Verification processes can 
also be tailored to the specific data environment, depending on the level of precision and 
redundancy built into the system. This flexibility allows for adaptation to varying operational 
contexts while maintaining the overall integrity of the results-based framework.

Water safety
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Validation and verification
In Uptime’s data integrity methodology, validation and verification are complementary 
processes conducted on quarterly and annual cycles, respectively (see Box 2). Robust 
validation, which compares new data against historical records to identify and address 
anomalies, reduces the cost and complexity of verification. This helps to identify and 
mitigate systemic issues, decrease the number of discrepancies requiring investigation, 
and enable verification visits to focus on a statistically representative sample, rather than 
auditing all waterpoints. This approach enhances efficiency while maintaining accountability.

Box 2: Summary of Uptime’s validation and verification processes

Validation

•	 Quarterly process applied to all reported data
•	 Detects and corrects discrepancies before results-based payments are issued
•	 Standardised data template and statistical comparison to historical trends

Verification

•	 Annual process applied to a sample of data
•	 Corroborates reported and observed performance
•	 Virtual audit of supporting documentation and in-person site visits

Every quarter, reported data are validated using a standard template and submission 
process that statistically examines results against two years of historical records. This 
process detects and corrects discrepancies before payments are issued. Self-reported 
performance data, especially when manually collected or managed, is prone to error 
or manipulation. Discrepancies such as unreported breakdowns or misclassified water 
points, whether intentional or accidental, can lead to unmerited results-based payments. 
To mitigate this risk, Uptime uses digital data templates and online submission portals that 
automatically screen for common errors, including data outliers, duplicate records, and 
missing data. Any significant deviations outside acceptable thresholds are automatically 
detected, and service providers must clarify and justify anomalies before payments are 
approved. For example, if the volume of water or local revenue is significantly lower or 
higher than average, the service provider will be required to provide an explanation for the 
anomaly.

Every year, Uptime’s verification activities include a data audit and site visits. Data audits 
require service providers to submit supporting documentation such as photographic 
evidence, repair logs, digital records, and transaction summaries for a statistically 
representative sample of waterpoints (Figure 3). This process identifies discrepancies 
between reported and documented performance, providing an objective, quantitative 
assessment of accuracy. In addition to validating performance claims, audits provide 
valuable insights into areas where data systems can be strengthened or streamlined.5

5	 Armstrong et al. 2024. Data Audit | 2022-2023. 

Audit

Validate

https://www.uptimewater.org/s/Data-audit-2022-2023-v7.pdf
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Figure 3: Global number of reported and audited handpumps and schemes, 2023–2024

Box 3: Enhancing data audits with artificial intelligence

Processing large volumes of primary documentation, especially those referencing 
multiple languages and currencies, is virtually impossible without introducing human 
error. Advancements in artificial intelligence (AI) offer promising opportunities to 
improve both the effectiveness and efficiency of data audits. Traditional audits require 
expert reviewers to manually examine supporting documentation and cross-check 
it against reported data. AI-powered tools such as large language, multi-modal, and 
computer vision models can automate the extraction of data from PDFs, spreadsheets, 
and images. These tools can also classify discrepancies and objectively grading data 
systems to highlight areas for improvement. By combining automation with traceable 
decision-making, AI enables human reviewers to concentrate on the most critical gaps 
while maintaining a clear audit trail.  

Uptime is deploying AI tools to extract unstructured breakdowns, revenue figures, and 
volume data from a range of image and spreadsheet formats.

Burkina Faso
Reported 63
Audited 5

Zambia
Reported 225
Audited 18

 Handpumps Schemes Total
Reported 4,084 1,767 5,851
Audited 256 238 494

Uganda
Reported 1,326
Audited 85 Tanzania

Reported 24
Audited 4

Indonesia
Reported 15
Audited 2

Nicaragua
Reported 281
Audited 38

Peru
Reported 15
Audited 2

Mali
Reported 278
Audited 13

Madagascar
Reported 6
Audited 1

Malawi
Reported 19
Audited 3

Kenya
Reported 125
Audited 10

India
Reported 349
Audited 47

Honduras
Reported 576
Audited 77

Mexico
Reported 17
Audited 2

Ghana
Reported 319
Audited 38

Central African 
Republic
Reported 2,207
Audited 141
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Breakdown records

(courtesy of Whave)

Receipts and bank statements

(courtesy of Whave)

(courtesy of International Lifeline Fund)
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 (courtesy of Water Mission)

Water meter readings

(courtesy of FundiFix)

Although many records still require manual review and are often discarded due to 
errors or missing information extracted by AI, there is clear potential to enhance the 
integrity of Uptime’s results-based contracts by enabling the efficient processing of 
large volumes of primary documentation. Realising this potential will require continued 
refinement of AI tools. Uptime Global is committed to advancing these capabilities to 
improve the accuracy, reliability, and scalability of future data audits.
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Site visits involve physical inspections of a geographically representative sample of 
waterpoints (see Figure 4) and include interviews with operators and users. These visits 
offer ground-level insights into service functionality, water safety, and user satisfaction, 
while also assessing the service provider’s data systems, quality assurance and quality 
control (QA/QC) procedures. They help triangulate reported performance with local 
perceptions, which is especially critical for verifying water safety outcomes, since water 
quality at a specific point in time cannot be retrospectively tested. Quality assurance 
measures, such as standardised procedures, staff training, and equipment calibration, 
help limit data errors. For example, service providers following WHO-approved sanitary 
inspection and water testing protocols generate more reliable results than those relying 
solely on verbal training. Quality control processes, such as confirming a positive E. coli test 
with a replicate sample, help identify and correct false results. 

Figure 4: Example geographic sampling strategy for site visits in Bangladesh

Visit
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In addition, site visits play an important role in uncovering realities that may be hidden by 
the way performance is reported. In one example, a service provider correctly reported 
unplanned scheme breakdowns according to their results-based contract and was credited 
with delivering continuous service. However, they did not report periods of planned water 
rationing during dry seasons. As a result, although site visits identified that some users 
went several days without receiving water, the provider remained eligible for results-
based payments under the original performance criteria. This revealed a gap in the metric 
design, where planned service interruptions were not being captured despite significantly 
impacting users. In response, Uptime revised data reporting requirements to account for 
both planned and unplanned interruptions. This change ensures that service continuity 
is assessed more holistically, aligning performance incentives with the actual quality and 
reliability of service experienced by users.

Finally, user surveys provide qualitative information about aspects such as service provider 
behaviour on a granular level. Uptime’s results-based contracts require a safeguarding 
policy to be followed by all service providers. User surveys provide a useful mechanism 
to identify safeguarding concerns. While no major violations have been reported to date, 
several cases of customer dissatisfaction have been flagged and promptly addressed by 
the service providers. 

Results-based payments and sanctions
Once performance data have been validated and the corresponding payment amount 
calculated, Uptime Global issues a formal report to the service provider. The provider then 
submits an invoice to the results-based fund manager to initiate payment. Results are 
published on the Uptime Global dashboard. 

When verification results identify discrepancies between reported and actual performance, 
the results-based funder determines action based on the level of contractual non-
compliance. The Uptime Catalyst Facility has a legal responsibility to ensure funding is 
appropriately allocated with their financial decisions independently audited and submitted 
to the UK Charity Commission each year. When minor discrepancies are identified, they can 
generally be resolved through improvements in data quality processes. Service providers 
are required to report on these corrective steps which are carefully monitored in future 
validation and verification analysis. Major discrepancies from systemic inaccuracies or 
deliberate misreporting result in financial penalties, suspension of payments or contract 
termination.  Although no deliberate falsification has been identified, Uptime’s verification 
processes have identified cases of inadvertent and systemic misreporting. Appropriate 
action has been taken promptly by the Uptime Catalyst Facility in all cases. 

Service providers have welcomed the structured approach which has strengthened their 
existing data systems and provided a clear incentive to maintain consistent and credible 
reporting practices. In addition, complying with Uptime’s data integrity methodology has 
helped several providers make a more effective funding case to donors to expand their 
operations.

https://uptimewater.com/
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Cost trade-offs
Uptime’s experience shows that the combined costs of validating, verifying, and issuing 
payments is less than 9% of the global average of the total results-based contract value. 
However, achieving this level of cost-efficiency requires careful calibration and continuous 
assessment of the trade-offs between cost and value. A central challenge lies in striking a 
balance between reducing uncertainty in measured outcomes through more sophisticated 
and higher-resolution data systems while maintaining the practicality of widespread 
implementation, which is often constrained by financial and operational limitations.

This tension is apparent when considering the extent to which data integrity should depend 
on digital or automated systems compared to manual, paper-based monitoring. While 
digital tools and in situ sensors offer improvements in data quality, their deployment often 
requires substantial upfront investment in hardware, infrastructure, and training. These initial 
costs must be weighed against long-term labour savings and improvements in auditability. 
Some of Uptime's contracted service providers are beginning to recognise the benefits of 
automating performance reporting by integrating digital data platforms like mWater and 
Sureflow Analytics. Uptime’s data integrity methodology is therefore based on identifying a 
balance of cost-effectiveness, efficiency and efficacy.

Key considerations in defining this balance include:

•	 Cost-effectiveness: What is the simplest and most cost-effective set of metrics and 
data management systems required to reliably measure service outcomes? Some 
outcomes, such as water quality, require high technical capacity and expensive 
consumables to monitor. Proxies, such as usage patterns, may be effective for others, 
such as water resource sustainability.

•	 Efficiency: How frequently and at what scale should data be monitored to generate 
meaningful insights without overwhelming system capacity? This depends on factors 
such as the length of the reporting and payment cycles and the level of digitisation. 
Efficiency can be enhanced through effective service provider screening and 
validation. 

•	 Efficacy: Service providers may adopt different approaches to meet results-based 
contract requirements. To what extent should traditional paper-based methods be 
replaced with mobile or computer-based technologies? At what scale can manual 
monitoring be augmented or replaced with automated tools, such as in situ sensors, to 
improve data accuracy and reduce human error?

Uptime does not advocate for complex or costly real-time systems. Instead, we promote 
a pragmatic and scalable approach to data integrity that aligns with the capacities of rural 
service providers and the realities of low-resource settings.

Even with well-defined performance metrics, verifying reported data against actual 
outcomes remains challenging. For example, handpump services often have daily reliability 
targets, yet maintenance records may only be updated weekly or monthly. Without in situ 
data loggers (see Box 4), it is difficult to confirm whether a handpump was functioning 
between recorded maintenance events. Piped water services face similar issues: while 
intermittent and partial supply can be monitored at the scheme level, scaling this across 
many schemes is often technically and economically unfeasible. 
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Microbiological water quality presents another layer of complexity. Natural variations 
over time and the scarcity of reliable laboratory facilities in low-resource areas make 
consistent verification difficult. Likewise, verifying user payments remains problematic, 
even with the aid of AI. Manually logged cash transactions, for example, are difficult to audit 
comprehensively at scale due to inconsistencies and gaps in recordkeeping. 

Given these inherent limitations of working in remote and challenging rural areas, no 
single approach, whether screening, validation, or verification, can independently ensure 
perfect data accuracy. However, Uptime has demonstrated that when these processes are 
coordinated and triangulated at scale across multiple geographies and service providers, 
errors are greatly reduced, and false performance data can be detected.

Box 4: Verifying RBCs with handpump sensors

Handpump verification data can be estimated using temperature sensors installed 
inside the pump. The temperature level falls as cooler groundwater is pumped and 
splashes the device; the temperature returns to ambient after pumping finishes and 
the sensor dries. The sensors record data every five minutes with data collected 
by local mechanics using Bluetooth. The data are uploaded to a cloud system 
which processes the data automatically. The analysis provides verification data of 
functionality and hours of daily usage. A water quality protocol monitors water quality 
with results showing that the sensors pose little to no risk to human health.
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Applying the methodology in practice

Government contracts for rural schools and clinics
Public facilities offer an exciting opportunity for results-based contracts for five reasons. 
First, the government has a clear mandate for service delivery which avoids the politics 
and transaction costs of negotiating with community-managed water schemes. Second, 
the users are recognised by all stakeholders as vulnerable groups, including children, 
pregnant women, the sick and the old. Third, public facilities offer a national architecture 
to scale up contracts from district to division to national scales. Fourth, the financial model 
depends on public finance as children and the sick are generally not expected to pay, 
avoiding the uncertainty and inequalities of raising local revenue from communities. While 
no government enjoys unrestricted funds, the operating cost of professional service 
delivery is typically less than USD 1 per person per year. This allows reallocation of existing 
budgets or modest sums to be sourced to deliver multiple social impacts for education, 
health, development and gender goals. Fifth, contracts can be designed and delivered 
rapidly to align with electoral cycles and political legacy to provide results at scale quickly.  
In sum, these reasons help to convene a constituency of governments, donors and local 
communities to support improved service delivery. 

In Bangladesh, the SafePani model has secured government co-funding for the operational 
and maintenance costs in schools and clinics in a coastal district from 2025 to 2030.6 
To our knowledge, this is the first example of a government allocating core budget to a 
results-based outcome for safe drinking water in public facilities. Coastal Bangladesh is 
a good working definition of living in water insecurity with monsoon flooding, cyclonic 
storms, heatwaves, and wide-ranging water quality threats creating significant challenges 
for schools and clinics to maintain safe drinking water services. The government recognises 
these challenges and partnered in a pilot with the University of Oxford and UNICEF from 
2021-2023 to demonstrate the value of a results-based contract. This required a major 
policy shift from building waterpoints and transferring responsibilities to head teachers or 
clinic managers, to allocating responsibility for performance outcomes through a contract 
with a professional service provider working in an exclusive service area for all public 
facilities. 

Uptime has supported the SafePani contractual design and funding model. The standard 
contract required major changes to incorporate water safety metrics which were designed 
by the University of Oxford. These include a) sanitary inspections, b) bacteriological testing 
for E. coli, c) selected chemical analysis every few years, and d) managed actions to address 
any threats promptly. 

6	 REACH, 2025. REACH Story of Change: SafePani - Public finance to support safe drinking water in Bangladesh.
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Pilot results revealed widespread threats to water quality and reliability, which were 
addressed through the contract design. The water quality reporting and assessment work is 
now informing revisions to all global contracts executed by Uptime in 2025. 

Figure 5: Mobile-based maintenance and sanitary inspection forms for tubewells with 
handpumps in Bangladesh (courtesy of HYSAWA)
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In Bangladesh, as in most of rural Africa, tubewells (handpumps) are the dominant 
water supply infrastructure in rural schools and clinics. With no credible way to confirm 
functionality and contract compliance, sensors were piloted in 145 public facilities with the 
agreement of government partners. Uptime partnered with Magenta Insight, which has 
successfully piloted sensors in eight countries in Africa and Asia (see Box 4). The granularity 
of recording data every 5 minutes allows noise in pumping activities to be identified and 
isolated. For example, local communities may use tubewells outside school hours, which is 
simple to filter by school hours and exclude early mornings, late afternoons, public holidays, 
or weekends. Further, the temperature data provide useful insights into the impacts of a 
changing climate. During April 2024, Bangladesh suffered an extreme heatwave followed 
by a cyclone in May 2024. Both events were captured by the sensor data with evidence 
that the tubewells remained operational for water users.

The funding model is supported by the government allocating core budget to the results-
based contract. Three conditions needed to be met to secure this outcome. First, SafePani 
created measurable improvements in drinking water services. Second, the cost of the 
model was affordable and supported by government stakeholders. Third, a development 
partner would co-fund a share of the costs. The pilot provided empirical evidence of major 
improvements in water safety and reliability at a cost of less than USD 1 per person per year. 
A national steering committee convened all national and division government partners to 
review, monitor and approve the pilot work and the scale up plans. The Uptime Catalyst 
Facility agreed to pay 55% of the annual operational costs through a results-based contract. 
Uptime Global will apply the data integrity methodology to validate and verify the results 
and calculate the results-based payment. With the district contract in force, the government 
has an interest in scaling up the model for government primary schools nationally, attended 
by 20 million children. 

The SafePani model is designed to be replicable and adaptable. In 2024, Uptime Global 
supported by the University of Oxford signed a MOU with four Ministries in Zambia to 
pilot the model in one district. With the knowledge and evidence gained from the work in 
Bangladesh, Uptime has been able to accelerate the steps in the design and delivery of 
a results-based contract. However, a critical foundation of political support in Zambia has 
been the President’s mandate to provide safe drinking water in all public facilities. The 
mandate has provided direction to government and development (cooperating) partners 
in Zambia to set out an ambitious goal to provide safe drinking water to all government 
primary schools by 2030.7 The national model, known as “SafeManzi”, will be informed by 
Uptime’s data integrity methodology to provide the empirical basis to secure government 
co-funding for the scale-up activities.

7	 Hoque et al., 2025. Results-based funding to provide safe drinking water services for public schools and 
healthcare facilities in Zambia.

https://www.uptimewater.org/s/Results-based-funding-Zambia-v13-1.pdf
https://www.uptimewater.org/s/Results-based-funding-Zambia-v13-1.pdf
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Development banks and payment for results
The World Bank (WB), Asian Development Bank (ADB), InterAmerican Development Bank 
(IDB) and Islamic Development Bank (IsDB) have existing or planned programmes for 
results-based funding models. This reflects a series of independent evaluations which 
have documented unsatisfactory and unsustainable outcomes from billions of US dollars of 
government loans or grants for rural drinking water investments over the last few decades.8 
Many of the new cohort of programmes are framed as Program-for-Results  (PforR) which 
correspond closely in design and delivery with Uptime’s results-based contracts. 

Uptime’s data integrity methodology offers a coherent approach to standardise programme 
reporting to improve sector transparency and performance. In addition to validating 
and verifying contract payments, the data Uptime has been collecting since 2020 
are being used in a Revenue Prediction Model9 to estimate financial sustainability of 
planned investment programmes and evaluate strategies to upgrade or expand current 
infrastructure portfolios. Discussions with a number of WB country programmes in Africa are 
exploring how the Revenue Prediction Model can inform decisions on over one USD billion 
of investments. With WB support to capture the same data across their programmes, the 
power and applicability of the model can be improved for greater impacts. 

For example, several programmes are considering investment opportunities to upgrade 
handpumps to solar-powered schemes to improve service levels, reduce pumping costs 
and carbon emissions (compared to diesel pumps), and increase revenue through higher 
water volumes in piped systems. Uptime has collaborated closely with UDUMA in Burkina 
Faso to monitor a programme that upgraded handpumps to solar schemes in Sikasso 
Province. Analysis revealed a four-fold increase in revenue generated though no change in 
water consumed.10 This counter-intuitive finding is explained by low collection efficiency for 
handpump supplies which was increased markedly with more convenient piped systems in 
the solar schemes. 

These findings underscore the importance of data integrity in the contract design for 
professional service providers. Within Uptime’s results-based contract portfolio, service 
providers have invested in robust systems and processes to monitor the volume of water 
distributed by piped schemes. The high quality data generated provide the foundation to 
design and execute contracts in environments where conflict and climate variability pose 
operational risks. Moreover, such data are integral to securing private sector finance for 
upgrade investments, which is extremely rare in the rural water sector. 

8	 African Development Bank, 2020: Evaluation of the AfDB’s support to the water sector (2005-2016): Beyond 
infrastructure development: Toward service delivery and behavioral change; European Investment Bank, 2023: 
Evaluation of EIB support for the water sector outside the European Union. From 2010 to 2021; World Bank, 
2018: A thirst for change: An evaluation of the World Bank Group’s support for water supply and sanitation with 
focus on the poor

9	 McNicholl et al., 2025. Predicting revenue from drinking water supply infrastructure in rural Africa. 

10	 Wagner et al., 2025a. Can solar water kiosks generate sustainable revenue streams for rural water services? 

https://idev.afdb.org/sites/default/files/documents/files/Evaluation of the AfDBs Support to the Water Sector - EN.pdf
https://idev.afdb.org/sites/default/files/documents/files/Evaluation of the AfDBs Support to the Water Sector - EN.pdf
https://www.eib.org/attachments/lucalli/20220230_ev_eib_support_to_the_water_sector_outside_eu_en.pdf
https://ieg.worldbankgroup.org/evaluations/water-sanitation
https://ieg.worldbankgroup.org/evaluations/water-sanitation
https://www.uptimewater.org/s/Predictive-model-working-brief-FINAL-1.pdf
https://doi.org/10.1016/j.worlddev.2024.106787
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In the case of UDUMA in Mali, the financial model required adjustment due to unexpectedly 
low demand for water in the communities.11 While such adjustments may be feasible for 
the cohort of professional service providers operating under Uptime’s contracts, they are 
unlikely to be feasible more broadly across Africa. For example, Uptime has conducted 
a pilot with four handpump service providers in Malawi to determine the opportunity for 
results-based contracts.12 Key findings indicate varied quality of existing data systems 
to report on results-based contracts, and a more indirect approach leading to uncertain 
attribution of service results. The implication for development banks is the level and 
cost of technical assistance that will be required to strengthen existing service providers 
or incubate new service providers. Given the inevitable subsidy required for safe and 
reliable water services at scale in rural Africa, most professional service providers are 
headquartered in the USA or Europe where donors can fill the funding gap. Under Uptime’s 
government collaboration, we have worked to strengthen national service providers in 
Bangladesh and Zambia to gain the skills and capacity to execute results-based contracts. 

In Latin America, Uptime has a results-based contract with Cova in Honduras and Nicaragua 
in 2025. Results-based funding is supporting the service provider to expand its water 
quality products and services across hundreds of community piped schemes and build 
closer alignment with local and national government. Uptime’s data integrity methodology 
has been tailored to Cova’s unique operating conditions and provides an alternative 
method for calculating a results-based payment. This contract variation reflects Uptime’s 
willingness to adapt to partners’ priorities where there is a shared goal to achieve results at 
scale. For example, we are exploring a country pilot to apply a results-based approach for 
rural water services in Latin America in partnership with IDB.

Corporate commitments and Volumetric Water Benefits
Many corporates have long-term and public commitments to water stewardship and the 
Sustainable Development Goal 6.1 for safe drinking water. Results-based contracting is a 
new instrument to support these goals. Recently, the concept of Volumetric Water Benefits 
has emerged as an approach to more clearly quantify and attribute a corporate’s financial 
support to protect and conserve water resources or provide safe drinking water services. 
The emphasis on ‘volumetric’ reflects a focus on the quantity of water resources used 
by companies in abstraction, production or waste processes. However, Volumetric Water 
Benefits can align with results-based contracting outside the geographical operational unit 
or watershed where a corporate operates. 

11	 Wagner et al., 2025b. Managing contractual uncertainty for drinking water services in rural Mali. 

12	 Trethewey, 2025. Malawi handpump pilot: Suitability for results-based contracting and the path to scale.

https://ecologyandsociety.org/vol30/iss1/art28/
https://static1.squarespace.com/static/5d5fc19961d87c00011689d2/t/6814dd70e2379e1bc4a08bd9/1746197873784/
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Since 2018, share GmBH has issued results-based contracts for reliable drinking water with 
Uptime’s partner, FundiFix, in Kenya. share pursues an equitable business model under a  
1:1 matching concept where its food, hygiene or water products sold in Europe generate 
social impacts for the most vulnerable, mainly in Africa.13 The results-based contract with 
FundiFix matches one litre of packaged drinking water sold in Europe with 20 litres of 
reliable drinking water provided to rural communities in Kenya. An annual contract specifies 
an agreed price per 20 litres with an expected volume of sales. 

Payments are transferred quarterly based on volumes of reliable water supplied. Over 
time, the data verification process has improved with Uptime contracted by the Kenya 
Water Services Maintenance Trust Fund (WSMTF) to apply its data integrity methodology 
to strengthen its contract reporting. share is the longest-term corporate funder to the 
WSMTF but not the only one. Previously, two international companies with large operations 
in coastal Kenya also funded results-based contracts with the WSMTF. A mining company 
(Base Titanium Ltd.) and an essential oils’ company (doTERRA) funded contracts for 
community handpumps and piped schemes. 

Apple has collaborated with Uptime to develop a results-based contract for its operations 
in India.14 Uptime has partnered with Safe Water Network, which manages over 300 kiosks 
providing high quality drinking water in several States in India. The kiosks provide high 
quality filtration and treatment systems to ensure safe drinking water quality. In addition, 
they offer a chilled product which is welcomed by many customers when pre-Monsoon 
temperatures often exceed 40 degrees celsius. Excellent data monitoring systems and 
reporting structures support validation and verification of results. 

Figure 6: Uptime’s data integrity methodology, applied to Safe Water Network’s fully 
automated and digitised data systems in India, enables a Purchase Order contract with Apple 
(courtesy of Safe Water Network India)

13	 WSMTF, 2022. Water Services Maintenance Trust Fund – Impact summary, 2016–2021. 

14	 Apple Inc., 2025. Environmental progress report.

https://www.kituiwaterfund.org/_files/ugd/29e12a_8e518d8978ec49f5a7bbb7f20af4f4e0.pdf
https://www.apple.com/environment/pdf/Apple_Environmental_Progress_Report_2025.pdf
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Uptime co-designed a Purchase Order (PO) contract with Apple which provides a simple 
and replicable instrument to report on quarterly delivery of safe drinking water volumes 
to trigger a results-based payment. The PO is a familiar mechanism for any company to 
execute a known contract with minimal transaction costs. Its application to results-based 
funding for drinking water in India was novel. The contract has worked smoothly and is 
also flexible to annual corporate demand and variability. The data integrity methodology 
provides Apple with high quality assurance of service delivery and de-risks payments which 
are only paid after validation of results. 

However, an enduring challenge for corporates to fund results-based contracts is 
geography. The majority of the most vulnerable people do not live in their operational 
geographies. We believe that there is now a stronger empirical case of how some 
corporates may rethink their geographies of interest and funding allocations. For example, 
for global technology companies who seek to benefit everyone everywhere, results-based 
funding may provide a low cost and high impact funding opportunity aligned with their 
passion for data innovation.



The Data Dividend

26

Conclusion

Over 4 billion people lack safely-managed drinking water services.15 The figure is an 
astonishing and humbling reflection on society’s priorities and actions. It also exposes the 
unsatisfactory outcomes of past investments based on dated ideologies, weak assumptions 
and an information deficit. We know rural people are the most excluded yet the least 
likely to secure funding resources. Results-based contracts and, more broadly, Payment 
for Results models offer a new horizon to allocate funding resources more equitably and 
efficiently. The nature of capturing high quality data in a structured and standardised format 
will allow collective learning and iterative design to generate more transparent and effective 
outcomes. 

Uptime’s data integrity methodology is one small contribution to this shared goal. We 
have identified what we understand to be its strengths and limitations. Through this critical 
self-reflexive process, there are opportunities to learn, improve and strengthen outcomes. 
Governments, development banks and corporates have the opportunity and influence 
to make dramatic impacts at scale. We believe a few examples will serve to illustrate the 
potential and opportunity for all. The Governments of Bangladesh and Zambia have shown 
leadership in their early engagement in programmes which could rapidly scale to national 
models for public facilities. 

Community water schemes will be a longer and harder road as the legacy of the past has 
created significant political hurdles to overcome vested interests at many levels. However, 
data systems reveal opportunities as well as limitations. Uptime’s contracts with community 
schemes have provided an extensive data archive to support the design and delivery of 
contracts for governments and development banks. The data dividend holds the promise 
of directing funding to the most in need, attracting new funding resources, and creating 
a compelling empirical case to demonstrate that rural drinking water services can be 
affordable, reliable and safe for all. 

15	 Greenwood et al., 2024. Mapping safe drinking water use in low- and middle-income countries; Hope, 2024. 
Four billion people lack safe water: Water safety is a key challenge compounded by climate risks and data gaps. 

https://doi.org/10.1126/science.adh9578
https://doi.org/10.1126/science.adr3271
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