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Over the past twelve years, we at the international centre for water 
management services (cewas) have partnered with over 300 social 
water enterprises worldwide and engaged with water sector experts, 
investors, development actors and other partners to identify the best 
practices for accelerating impactful business models. Bringing water 
innovations into the market to create both social and environmental 
impact is our mission. Through our expertise and specialized 
support, we help entrepreneurs improve their business models and 
become investment ready, create enabling ecosystems, facilitate 
finance and contribute to building sustainable local and global 
markets. 

We don’t claim to have all the answers, but we strive to continuously 
learn and improve, looking at the complex challenges inherent in 
the water sector as opportunities. We are starting to see the efforts 
of our long-term commitment pay off with enterprises flourishing 
and a water entrepreneurship ecosystem gradually taking shape. 
Now more than ever is the time to foster water sustainability through 
water enterprises. This is the main motivation behind writing the 
following handbook and the hope is that both entrepreneurs and 
those seeking to support them can benefit from the insights that we 
share. 

This handbook is supported by three of our trusted key partners 
with whom we have shared various acceleration journeys – the 
Swiss Agency for Development and Cooperation (SDC), the Islamic 
Development Bank (IsDB) and the Regional Program Energy Security 
and Climate Change Middle East and North Africa of the Konrad-
Adenauer Foundation (KAS – REMENA). 
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INTRODUCTION 
AND HANDBOOK 

GUIDANCE

1

The water sector is a growing 
market providing an interest-
ing array of both impactful and 
commercial opportunities. 

Estimates put the 
global market for 
products and services 
along the water cycle 
at over 1 trillion USD 
per year1. 

The sector becomes even more 
attractive when we think of 
the interconnections it has 
with other industries such as 
agriculture, sanitation, waste 
management and healthcare, 
amongst others. 
But as we sadly find with 
much of our current economy, 
pursuing short-sighted and 
quick profits is often prioritised 
over choosing sustainable 
and circular business growth 
which accounts for socio-
environmental health. This 
market behaviour is particularly 

1 Summit Water Capital Advisors, 2017
2 SDG 6: Ensuring availability and sustainable management of water and sanitation for all (https://sdgcompass.org/sdgs/sdg-6/)

concerning given that key basic 
services linked to human and 
environmental wellbeing rely heavily 
on sustainable water management, 
as is clearly indicated in SDG 6 of the 
Sustainable Development Goals2. 

At cewas we have evidence that 
entrepreneurial solutions can play 
an important role in solving pressing 
water-related challenges such as the 
overexploitation of water resources, 
water pollution, water supply and 
water use inefficiency, just to name 
a few. Entrepreneurial solutions can 
therefore significantly complement 
the efforts of governments and 
development actors who too often 
struggle to provide sufficient and 
sustainable solutions for the people 
and planet. Shifting our mindset 
towards a social and environmental 
entrepreneurship that balances 
impact orientation and profitability, 
could help pave the way towards 
more sustainable water resource 
management and set a leading 
example for the new generation of 
private sector actors. 

https://sdgcompass.org/sdgs/sdg-6/
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4
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scale businesses
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   Fig 1: 4 stages of business growth and the focus of this handbook

What is
Acceleration? 

Acceleration is a critical 
growth stage within the 
journey of establishing a 
water enterprise, taking place 
after the incubation stage 
and before the scaling stage.

Whilst early-stage talent 
development, activation 
of business ideas and 
incubation are equally 
important steps, there is 
already a strong network 
of support institutions and 
instruments for start-ups in 
these early stages. 

At acceleration and scaling 
level on the other hand, 
the needs of businesses are 
often rather individualized, 
requiring more customized 
support. It is also worth 
noting that in many parts 
of the world, the pipeline of 
start-ups and enterprises 
in water related sectors 

has still not reached scaling stage, 
particularly when sector-specific 
acceleration services are missing. 

We therefore consider 
acceleration the stage 
with the biggest gaps, 
needs and opportunities 
at this moment in time. 

Considering the complexity of water 
and its related sectors, as well as 
the different market conditions 
affecting water-related enterprises 
and the broad array of solutions and 
growth trajectories, this handbook 
is designed to encourage and 
guide readers in their journey of 
acceleration, whether that is as 
a supporter of acceleration or as 
an enterprise ready to enter the 
acceleration stage. The adoption 
of tried and tested acceleration 
strategies will enable enterprises to 
transform specific water solutions 
into profitable and impactful 
business models and become 
investment-ready. 

Who Can 
Benefit from 
this Handbook?

The purpose of this handbook 
is twofold: on the one 
hand it seeks to encourage 
partners to support water 
entrepreneurship through 
sector specific accelerator 
interventions and on the 

other, it provides guidance 
to water entrepreneurs in 
developing impactful solutions 
to key water-related challenges. 
By partners we refer to anyone 
interested in improving the 
water enterprise ecosystem. This 
includes accelerators, donors or 
investors, to name a few. 

Is this  
handbook 
relevant 
to you?

What can 
you expect 
from this 
handbook? 

Have you already implemented a 
solution to a water or environmental 
problem and developed an initial 
business model around it that has 
already generated sales?

Do you have a clear ambition to  
really scale your solution?

Are you seeking critical questions, 
guidance and tangible insights that 
will help you find the best approach 
for accelerating your water and 
environmental business model?

Practical tools, exercises, guiding 
questions and examples to struc-
ture and inspire your acceleration 
journey

Implementing your acceleration 
journey which will help you better 
position your business and generate 
more demand

Insights into developing a clear 
strategy for scaling your business 
through a compelling investment 
case

Experience-based reference to wa-
ter entrepreneurship, opportunities 
and needs that will help you build 
a rationale for water acceleration 
programmes

Proven acceleration formats and 
frameworks which have been ap-
plied globally

Step by step orientation through 
sector specific trends, benchmarks, 
and business impacts

Have you been looking for new 
sustainable approaches to 
generate water/environmental 
and economic impact?

Are you interested in supporting 
or implementing a sector specific 
acceleration programme?

Do you want to gain more insights 
into water entrepreneurship 
market trends, relevant business 
models, financing, and impact 
generation?

IF YOU ARE
A WATER ENTERPRISE

IF YOU ARE
A PARTNER
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The handbook consists of 4 
different chapters (including 
this introductory chapter), 
some which will be more 
relevant to water enterprises, 
others to partners. Chapter 
2 will introduce the water 
entrepreneurship sector 
through its different dimen-
sions – market, business 
models, finance, and impact – 
and is directed towards part-
ners as well as enterprises. In 
chapter 3 cewas shares in-
sights as well as key success 
factors for establishing water 
accelerators, mainly targeting 
(future) acceleration partners 
and donors. Chapter 4 pro-
vides hands-on guidance for 
water enterprises that seek to 
accelerate and become in-
vestment ready (also relevant 
for accelerators).
There will be a box at the 
beginning of chapter 2, 3 and 
4 respectively that indicates 
who the chapter is mainly 
intended for, however, all 
readers, however all readers 
can benefit from all chapters 
to some extent. 

We wrote this handbook based 
on a common understanding 
that building a successful 
water enterprise is a unique 
journey that requires having 
the right mindset. This mind-
set is built from a combination 
of deep reflection, persistence, 
openness to work with others 
and maintaining a positive 
attitude. The examples and 
personal statements provided 
here are meant to inspire and 
stimulate you and your water-
related work and we hope that 
after reading the handbook, 
our paths will cross again 
and that we can continue the 
acceleration journey through 
conversations, collaboration, 
and opportunities to connect 
with our wider network. 

““
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WATER
ENTREPRENEURSHIP IN 

EMERGING MARKETS

2
This chapter is relevant for

Accelerators Water EnterprisesInvestorsDonors

Water entrepreneurs can and 
must become key players in 
the water sector as they can 
contribute significantly to the 
provision of long-term solutions 
to some of our most pressing 
water related challenges. If we 
want to harness such potential, 
we must make room for more 
investors, supporters, and 
enterprises to come together in 
building a thriving ecosystem for 
water entrepreneurship around 
the world.

In the following chapter we 
will give you an overview of the 
current water entrepreneurship 
ecosystem and explain why 

it is so important to foster water 
enterprises, as well as how you as 
an accelerator, potential investor, 
supporter or enterprise, could play a 
key role. We will then go over some 
of the most successful business 
models for the water sector, followed 
by a few examples of how water 
enterprises at different stages 
of their business journey have 
interacted with their business model. 

Finally, we will move on to 
presenting you with financing 
opportunities and mechanisms and 
finish off with an overview of impact 
generation and the importance of 
impact financing. 
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2.1 
Market 
Characteristics 
and Trends 
Making Room 
for Water 
Entrepreneurs 

Due to water’s prevalent 
role in societies and the 
environment, as well as 
its strong ties to basic 
human needs (drinking 
water, sanitation, health, 
food...), the water sector has 
generally been in the hands 
of governments. In emerging 
economies we also witness 
a strong NGO presence in 
the different spheres of the 
water sector, such as the  
governance, funding and 
implementation spheres. 
Although the water market 
has always accommodated 
the private sector in its 
provision of products and 
services (infrastructure 
systems and technology 
components for example), 
it is not yet considered 

the playing field for smaller-
scale, innovative entrepreneurs. 
Despite this, the water sector 
holds huge opportunities for such 
entrepreneurs. Access to water 
in adequate quality and quantity 
is a human right, meaning that 
potential markets for water 
solutions also include large low-
income groups (often referred to 
as Base of the Pyramid – BoP3). 
The lack of services for accessing 
safe water can be 50% or less in 
emerging economies and much 
lower in countries under conflict and 
crisis4. Even in countries that are 
considered economically advanced 
and where network coverage is 
almost 100%, people and businesses 
still struggle with challenges such 
as high costs or lack of solutions 
related to efficiency and recycling. 
The costs and resources required to 
provide water-related services using 
a traditional centralized approach 
are often a high burden, which is 
why many governments struggle to 
provide basic services to all people 

3 Base or bottom of the pyramid refers to the largest, but poorest socio-economic population groups, 
living on less than 2 USD/day. These groups equally need service and product solutions, hence repre-
sent a tremendous untapped market with business potential. More here: https://sswm.info/safe-wa-
ter-business/background/background-on-%22bottom-of-the-pyramid%22  
4 https://www.nature.com/articles/s41545-019-0039-9 

We at cewas are not advocating for 
global water privatization by main-
streaming businesses that are solely 
profit-oriented, but rather seek to 
promote driven and impact-oriented 
entrepreneurs who adopt a holis-
tic approach in their work and who 
generate a positive impact for their 
customers, the environment and 
society in parallel to running a suc-
cessful business with healthy revenue 
streams.

Some water impact enterprises can 
be as commercial as traditional busi-
nesses if targeting profitable markets. 
Other enterprises, on the other hand, 
might face slimmer profit margins 
when tackling markets with low abil-
ity and willingness to pay, but instead 
can generate enormous social and 
environmental impact. The process 
of establishing a water business that 
is both impactful and generates rev-
enue from market-based solutions 
therefore requires creativity and, in 
some cases, coming up with multiple 
offerings and revenue streams. 

Who are Impact 
Entrepreneurs? 

When we talk of water entre-
preneurs we are referring to 
those that will meet a growing 
demand in domestic, commer-
cial, and agricultural sectors for 
water solutions that will reduce 
costs, save time, improve water 
quality, ensure health standards, 
provide convenience, contribute 
to environmental conservation, 
etc.

What sets these entrepreneurs 
apart from public and devel-
opment stakeholders is their 

inherent flexibility, dis-
ruptive thinking, and 
ability to come up with 
market-based solutions 
that are contextually 
and financially sustaina-
ble.

at all time. These limitations 
and solution gaps can be an 
opportunity for entrepreneurs 
to bring innovation to the water 
sector and to meet market 
demands, and in doing so, 
generate critical impact. 

https://sswm.info/safe-water-business/background/background-on-%22bottom-of-the-pyramid%22
https://sswm.info/safe-water-business/background/background-on-%22bottom-of-the-pyramid%22
https://www.nature.com/articles/s41545-019-0039-9 
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Market-specific business 
development experts can 
play a crucial role in helping 
young impact businesses find 
suitable business strategies 
and pave the way for the 
acceleration and scaling 
phase.  

Unfortunately, the support and 
incentives available for water 
entrepreneurs are still lacking, 
resulting in the sector falling 
behind. This opens a window of 
opportunities for accelerators 
and potential supporters to insert 
themselves in the wider water 
entrepreneurial ecosystem and 
improve the pipeline of sustainable 
innovative solutions (see chapter 3.1)

Solely focused on 
generating social and 
environmental 
impact

Depending on philan-
thropic, development 
funds and donations

NGO

Solely market 
oriented, focusing 
on customers and 
shareholders

Maximizing financial 
profits 

Mainstream
BusinessCreate value for 

customers, the
environment and society

Market oriented and 
revenue from 
subcommercial to profitable

Social and environmental
returns are a key 
business objective

Impact
Enterprise

Fig 2: Water impact enterprises in comparison to NGOs and the traditional private sector

Global Market 
Trends

There are many examples of 
global market trends that in-
fluence the water sector and 
consequently open up busi-
ness opportunities for entre-
preneurs. 

For example, the very same 
water sector accounts for up 
to 5% of global CO2 emissions 
as a result of the energy used 
in water and wastewater sys-
tems. Since there is a global 
move to green the economy 
and reduce CO2 emissions, 
this figure demonstrate that 
the water sector has enor-
mous climate mitigation 
potential5. 
 
For instance, regenerative 
water and sanitation servic-
es with minimum ecological 
impacts can reduce the sec-
tor’s carbon footprint. Such 
mitigation potential could 
include more energy efficient 
solutions for utilities and oth-
er water suppliers, reduction 
of water losses, nature-based 
solutions for treatment, reuse 
of treated effluent, recovery 
of energy from biosolids, etc. 

Since the water sector is 
severely and directly af-
fected by climate change, 
it is also in dire need of ad-
aptation interventions. 

In addition, there are multiple 
non-climate drivers of change that 
are significantly increasing the de-
mand for water (growing economies, 
globalization etc.). The world needs 
carefully designed solutions that 
can be flexible and adapt to the in-
creased variability of the water cycle, 
reduced predictability of water avail-
ability and decreased water quality. 

Another example of a global trend 
that has recently affected the water 
market can be found in the COVID-19 
pandemic. The pandemic massively 
changed water market trends. As the 
world grew more conscious about 
the importance of having efficient 
WASH related services as a pre-
ventative measure for the spread of 
COVID-19, demand for WASH related 
solutions soared. 

5www.weforum.org/agenda/2022/03/water-sector-net-zero-decarbonization/

http://www.weforum.org/agenda/2022/03/water-sector-net-zero-decarbonization/
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• Slow or inefficient public-sector infrastructure maintenance

•  Growing adoption of ‘smart’ (billing, metering, network 

monitoring, water ATMs, etc.) solutions to enhance utility 

performance

• Kiosk models continue to be an approach to extend services 

to underserved communities, although this basic model is 

increasingly combined with delivery services, branding, etc.

• Rural water utilities, especially in Sub-Saharan Africa, are 

largely managed by voluntary community members

• Consequently, community-led operators often underperform, 

due to a lack of professionalism, limited capacity, low operating 

revenues, and a lack of access to finance

• Entrepreneurial solutions with viable and scalable business 

models provide an alternative 

• Maintenance and repair services for existing infrastructure 

ensure sustainable operations 

Urban water 
supply

Rural water 
supply

WATER 
SUB-SECTORS

KEY WATER MARKET TRENDS, MOSTLY 
RELEVANT TO EMERGING MARKETS:

• Decentralised solutions are increasingly seen as the answer to 

the sanitation problem

• Resource recovery and safe reuse is key for reaching financial 

viability in faecal sludge management but often requires co-

processing with organic waste

• Water pricing and restrictions on reuse of treated wastewater 

and sanitation end-products pose a critical challenge

•  On-farm efficiency of water use is crucial for farmers, 

particularly when there is limited water and/or energy supply and 

they are producing for competitive markets

• The commercial and industrial sectors require resource 

efficiency to limit operational costs, meet compliance standards 

and, sometimes, regulatory requirements

• Other demand management solutions (including from 

consumers in the domestic sphere) are encouraged and 

often feasible where water is scarce or where consumers are 

environmentally conscious.

Wastewater 
management

Water-use
efficiency

Water solutions are often 
developed under a specific 
set of conditions to address 
a need that is very context 
or market dependent (do-
mestic water filters, for ex-
ample, might be a profitable 
business in some parts of 
the world but not in coun-
tries with clean tap water). 
Against this backdrop, it is 
important for the entrepre-
neur to analyze and consid-
er some key water sector 
market trends before rolling 
out a solution (see figure 3) 
or before implementing a 
business model. 
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Water use
efficiency

Water
reuse

On-site
treatment 

(Faecal)
Sludge Mngt 

Fresh water fees

Treatment inputs

Energy Penalties

Collection / treatment fees

Selling water for reuse

Reducing water related interruptions of production

Reuse water for
additional production 

Selling end
products

Increase reliability of production

Reputation: reduce water stress

Meet compliance regulations

Develop marketing opportunities

Reputation: red. pollution

Co-processing
waste 

Recovering production inputs

Fig 3: Examples of ways in which enterprises can yield savings, increased revenues or 
other benefits for its target customers

Whether a customer is another 
business or an end user, an impact 
water enterprise can provide customers 
with an array of benefits on top of 
the socio-environmental impact they 
generate. These can include direct 
monetary value in the form of savings, 
more convenience, increased revenues, 
a reduction of compliance risks, 
marketing advantages, etc. 

How Water 
Enterprises 
Create Value
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targets, but its customers mostly 
value the business's water efficiency 
solution because it helps them save 
energy. 

Even though the customers don’t 
have water savings as a top priority, 
the enterprise will achieve its 
internal impact targets providing 
it is able to satisfy the customer 
needs, and that is, saving energy 
costs. 

The key is to be able to tell 
the difference between the
motivations behind the 
impact enterprise and
the motivations behind the
customer, and then assess
whether customer 
motivationsconduce to the 
enterprise’s desired outcome. 
For example, an enterprise 
wants to achieve water 
savings for its internal impact 

2.2 
Enterprises and 
Scalable Business 
Models at Work
Building on Proven 
Business Models 

No matter how ground-
breaking a business idea is, 
it will hold little value in the 
market unless an ambitious 
entrepreneur builds the right 
business model around it and 
turns it into a product or service 
that customers will buy and 
benefit from. The scalability, 
and in turn impact, of water 
entrepreneurial solutions is 
therefore highly dependent on 
how well they can be inserted in 
the market. 

Judging from cewas’ experience 
in the market, water enterprises 
don’t have to necessarily come 
up with a brand new business 
model in order to have an 
innovative and successful 
business. Instead, entrepreneurs 
can adopt existing business 
models and refine them 

according to their solution and 
target market, and in doing so, 
find their competitive edge. When 
talking of existing business models, 
we are referring to those that 
have been tried and tested and 
have proved to be successful in a 
competitive market. Each business 
model is tailored to a different 
type of offering – the offering 
meaning the "thing that is being 
sold" and "how it is being sold". 
Water businesses will often adopt 
a combination of different business 
models in order to stay competitive 
in the market and better respond to 
emerging trends and needs. In the 
early stages of a business however, 
it is wiser to focus on a single model 
type in order to really get to know 
it by testing and validating it. Once 
you have done that, you will be in 
a better position to find a unique 
combination of different models.



2120 Water Entrepreneurship in 
Emerging Markets

Manufacturing

Processing
& Treatment

Engineering
Services

Efficient
Logistics

Water
Utility

Services

IoT Software
& Data 

Analytics

Maintenance
& Repair 
Services

System
Rental

& Leasing

Retailing 
& Sales

Consulting
Services

Picking the most relevant 
business model type for a 
specific product or service 
will hugely depend on the 
unique market needs and 
opportunities. Although 
the process of defining a 
business model starts at 
the incubation stage of 
a business, it will still be 
relevant in the acceleration 
stage, when the time comes 
for determining which 
combination of business 
models and corresponding 
markets are the most 
scalable. 

Some model types will be easier 
and faster to scale than others, 
i.e. IoT software & data analytics 
solutions as opposed to hardware 
manufacturing. Different settings 
and conditions will provide each 
business model type with its own 
set of barriers and opportunities. 
Public institutions, for example, 
provide regulatory frameworks 
that can significantly influence 
market opportunities for water 
enterprises, i.e. water tariffs 
determine the feasibility of certain 
revenue models, enforcement 
of water treatment for specific 
industries could open up new 
customer segments, customs and 
export regulations affect market 
expansion plans, etc. 

Here are ten relevant business model types for the 
water and water-related sectors that have proven to be 
successful:
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High Potential Water 
Business Models 

Despite the sector’s barriers and untapped potential, it is still 
an active sector that has witnessed many successful business 
solutions which go far beyond producing water filters and pipes. 
Drawing attention to the water and nutrient value chain and related 

Fig 4: Proven business models along the water and nutrient cycle

subsectors for example, we already see 10-15 successful solutions and 
models that are being replicated around the world. Water solutions 
that can be of value in other sectors, such as in the agriculure or energy 
sectors, can offer new market opportunities and business model ideas. 
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We will provide you with 
two examples of water 
impact enterprises at 
scaling and acceleration 
stage: Jibu from East Afri-
ca and Flowless from the 
Middle East. 

These businesses demonstrate the 
innovation and creativity in blend-
ing different business models. They 
are also an example of how tradi-
tional business and revenue mod-
els can be tweaked in order to be 
successful in water related markets 
with low ability and willingness to pay. 

JIBU
Jibu is a for-logo_swiss.svg profit company from East Africa that has 
adapted a franchise-based business model to source, produce and retail 
safely treated drinking water through water kiosks. Franchises purify ex-
isting water sources in high-density urban and peri-urban communities 
to serve households that are not connected, suffer from poor water quali-
ty or rely on expensive drinking water. 

The Need
Jibu was born out of the need to 
provide better and safer access to 
drinking water to the population 
in Burundi. Only 61% of the popu-
lation in Burundi can access safe 
drinking water within a 30-minute 
round-trip from their households 
(records 2017).

Achievements up to date
• Over 100M liters of safe drinking 
water sold

• 1,500 Jibu retail locations in 
Rwanda, Kenya, Uganda, Tanza-
nia, DR Congo, and Zambia

• 200,000 daily consumers

• 4M USD per annum of revenue 
generated by Jibu entrepreneurs 

water kiosks. After a careful 
selection process, Jibu and local 
entrepreneurs co-invest in water 
kiosks. Jibu provides ongoing 
network support, partnership, 
branding, SoPs and quality 
control in return of a franchise 
fee. The franchisee runs the water 
treatment and bottling operations 
and provides retail services 
through the water kiosks and 
delivery services. 
Adopting this business model 
has enabled Jibu to scale and 
achieve good impact and financial 
returns. Working with franchise 
entrepreneurs means that the 
company can outsource many 
activities, keep the company 
structure lean and limit operational 
costs. This model also allowed 
Jibu to raise impact investment 
in the form of a Franchise Impact 
Solution Facility, which was used 
to expand operations through high 
performing franchisees to other 
underserved communities in East 
Africa. 

Jibu’s Business Model
Jibu capitalizes on local entrepreneurs 
that are keen to establish their own 
business, have strong sales and 
logistic skills and can contribute 
to a small upfront investment for 

DECENTRALIZED 
FRANCHISEE

WATER SOURCING,
TREATMENT AND FILLING

Cash

Water delivery or sales 
through retail kiosks

FNF Fee

Star-up costs, networks, 
branding, SOPs

Decentralized
Franchisee

WATER SOURCING,
TREATMENT AND FILLING

Cash

Water delivery or 
sales through 
retail kiosks

Household 
End-Consumers

FNF Fee

Star-up costs, net-
works, branding, 

SOPs

Fig 5: Example of a business model of a water impact enterprise at scaling stage – Jibu
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FLOWLESS
Flowless provides customized software and hard solutions to improve 
the efficiency of piped water supply in a wide range of areas, from 
water utilities to farmers.

The Need
Average water losses are estimat-
ed at 33% of supplied water, ac-
counting for 45 million USD yearly 
losses globally. In Palestine, where 
Flowless started its operations, the 
percentage of water losses in utility 
networks and on traditional farms 
are even higher. In water scarce 
regions, this is not only an economic 
loss, but leads to actual water short-
age affecting end-consumers.  

Achievements up to date
• More than 250’000 m3 of water 
savings achieved

• More than 25’000 people served 
with safe and affordable drinking 
water

• Utility partners in Palestine, Jor-
dan, South Africa and Ireland and 
collaborations with international 
water industry companies special-
ized in hardware solutions

Flowless’ Business Model 
Flowless solutions are aimed at 
helping water service providers 
and agricultural water users to 
better manage water distribution 
networks through remote 
monitoring and control for 
reducing water losses. Flowless 
system utilizes IoT devices to 
collect real-time data from 
sensors in the water network, then 
analyzes the data and provides 
interpretations about water quality 
and consumption. Results are 
shared with the utility or farmer 
through the Flowless web platform, 
allowing them to detect leaks 
and problems and work to solve 
them. The reduced water losses in 
the system help Flowless clients 
create savings, which in turn help 
pay for the solution, i.e. through 
performance based contracts

Utility or
Farmers

Network 
Maintenance

Savings

Hardware

$ $

Software

Fig 6: Example of a business model of a water impact enterprise at acceleration stage – Flowless

6 CSP (2019). Impact investing: mapping families’ interest and activities. University of Zürich. 
https://uploads-ssl.webflow.com/5e70effbd74618efba99a8ed/6091dab7da820dcd484ae7f9_TheImPact-MappingFami-
liesInterestsActivities2020.pdf

2.3 
Financing Water 
Entrepreneurship
Growing Interest 
from the Invest-
ment Community 

In recent years there has been 
a growing interest from the 
investment community in water 
entrepreneurship. But is this a 
good or bad thing? 

Although a number of 
investors are showing 
an interest in the water 
sector, it remains the 
sector with the highest 
discrepancy between 
investment intentions 
and capital deployed6. 

This is partially due to the 
hesitation of private investors 
when faced with the higher 
perceived risks associated with 
investing in the water sector. 
On top of this, businesses in the 
water and other related sectors 
often need to ensure demand 
and willingness to pay by the end 

customer over a longer time frame 
or establish strong relationships 
with public authorities, something 
which takes time and effort. This 
can result in an increased need for 
long term capital or acceptance of 
below market rate returns7.

If these barriers make investors 
hesitant, it can lead to the needed 
capital flow being restrained, 
exacerbating existing issues 
underlying the water crisis and 
missing out on the opportunity for 
high impact returns.  
While there is an increasing 
number of investment 
opportunities in advanced 
economies, emerging markets are 
lagging when it comes to building 
viable pipelines for investable firms 
and assets that could benefit end 
users most in need. As a result, 
most investors, including venture 
capitalists and angel investors, are 
concentrated in North America and 
Europe, deploying more risk and 
flexible capital through different 
channels in the innovation 
ecosystem. In comparison, in 

7 https://uploads-ssl.webflow.com/5f05c0c682a64418b3db53d2/6197651e95701fe24ee555bc_CSP_Unlocking_Invest-
ments_for_Water_Entrepreneurship_202111_All%20Pages_(Vicky_v9).pdf

https://uploads-ssl.webflow.com/5e70effbd74618efba99a8ed/6091dab7da820dcd484ae7f9_TheImPact-MappingFamiliesInterestsActivities2020.pdf
https://uploads-ssl.webflow.com/5e70effbd74618efba99a8ed/6091dab7da820dcd484ae7f9_TheImPact-MappingFamiliesInterestsActivities2020.pdf
https://uploads-ssl.webflow.com/5f05c0c682a64418b3db53d2/6197651e95701fe24ee555bc_CSP_Unlocking_Investments_for_Water_Entrepreneurship_202111_All%20Pages_(Vicky_v9).pdf
https://uploads-ssl.webflow.com/5f05c0c682a64418b3db53d2/6197651e95701fe24ee555bc_CSP_Unlocking_Investments_for_Water_Entrepreneurship_202111_All%20Pages_(Vicky_v9).pdf
https://uploads-ssl.webflow.com/5f05c0c682a64418b3db53d2/6197651e95701fe24ee555bc_CSP_Unlocking_Investments_for_Water_Entrepreneurship_202111_All%20Pages_(Vicky_v9).pdf
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Innovative
Financing 
Mechanisms  

One question that we continue 
to ask ourselves is how we can 
steer commercial capital flows 
towards impact-oriented water 
entrepreneurship in both developed 
and emerging markets. 
Innovative financing mechanisms 
play a key role in the improvement 
of investment conditions, including 
de-risking water investments 
and contributing to the overall 
growth of the water sector by 
attracting more private capital. 
There is still however a knowledge 
gap amongst impact investors on 
how to effectively finance water 
enterprises. The water sector has not 
yet made it easy for the investment 
community to understand its 
market and an increasing number 
of successful business models have 
only started to emerge over the 
last few years. While there exists a 
handful of dedicated water impact 

emerging economies such 
as Africa and the Middle 
East, there are more grant 
providers and only very 
recently a new wave of seed 
and early venture capital. 
According to assessments by 
ACTIAM, one of the largest 
Dutch asset managers, the 
water sector lacks market-
building efforts, especially in 
emerging markets8. 

Despite these gaps, in time 
and with the smart and 
innovative deployment 
of capital, such untapped 
markets are likely to emerge 
as an attractive investment 
opportunity. The increased 
backing of climate related 
investments has already 
mobilized more sector-
oriented finance than ever 
before. Finance that intends 
to mitigate greenhouse gas 
emissions and help adapt to 
the effects of climate change.

A growing number of 
pioneering water enterprises 
are already obtaining carbon 
credits by monitoring and 
certifying the positive 
environmental impact of 

their water solutions in regards 
to CO2 reduction. These water 
enterprises are using carbon credit 
financing to strengthen their 
business model which in turn makes 
them more attractive to investors. 

investors with thorough 
sector knowledge, there 
is a growing trend of new 
impact investors with a 
limited understanding of the 
relevant markets they target 
or of the potential impact 
and financial returns their 
investments could have.  
Impact financing 
instruments, such as 
outcome-based and blended 
finance, play a critical role in 
the water sector. Outcome 
or results-based finance 
allows water enterprises 
to receive investments for 

impact returns, allowing them to 
shift some of the commercial risk. 
Although blended finance is more 
prevalent at a large project level in 
the water sector, it is increasingly 
also being used at an enterprise 
level. In the case of blended finance, 
development or philanthropic 
catalytic capital is used to de-
risk and incentivise commercial 
investments. Another type of 
innovative financing instrument is 
quasi equity, a hybrid form of debt 
and equity that can help mitigate 
the early-stage challenges and risks 
associated with a water enterprise.  

▶ First loss Capital

▶ Concessional Debt

▶ Subordinated Debt

▶ Technical Assistance 
    Facility

▶ Guarantee

▶ Impact Bond

▶ Performance-based 
    Contract

▶ SIINC

▶ Performance-based Loan

▶ Carbon Credits

▶ SAFE

▶ Revenue-based 
   Finance Loan

▶ Convertible Note

▶ Mezzanine

▶ Venture Debt

▶ Preferred Equity

QUASI EQUITY BLENDED FINANCE RESULTS-BASED FINANCE

1 2 3

Fig 7: Examples of Innovative Financing Mechanisms

8https://www.actiam.com/49757f/siteassets/3_over-actiam/documenten/en/actiam-annual-report-2021.pdf

https://www.actiam.com/49757f/siteassets/3_over-actiam/documenten/en/actiam-annual-report-2021.pdf
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Investing in 
Acceleration Stage 
Enterprises 
and Beyond  

Water businesses at 
acceleration stage are 
starting to recognise the 
importance of developing 
an investment strategy 
to support their growth 
process. Understanding the 
different types of available 
investment instruments is 
important for choosing the 
one that is better suited 
to the enterprises’ growth 
potential and specific risks. 
Unfortunately, many of these 
innovative instruments are 

not available in some parts of the 
world and although the hope is 
that one day they will be, each 
enterprise must evaluate what is 
available in their specific context. 
Even accessing the required early-
stage risk capital, particularly 
smaller ticket sizes ranging from 
50-500k USD, can often be tricky. 
It is more common to find small 
start-up seed grants of 5-50k and 
larger investments of 1 million USD+ 
for the few enterprises that are 
considered investment-ready at 
that stage. 

How can we as (future) water accelerators and 
enterprises help the nascent community of 
impact investors to successfully engage in water 
entrepreneurship and collaborate to leverage 
more investments?

1

2

3

Initiating conversations with impact driven inves-
tors can help understand different motivations for 
investing in water businesses, investment criteria, 
due diligence process, etc. These insights can be 
used by an accelerator to guide businesses and 
coach them towards relevant financing sources 
and criteria.

Investors that are particularly interested in growing 
their impact enterprise pipeline might be ready to 
involve themselves in an enterprise’s acceleration 
journey in order to better understand it. They could 
provide expert sessions related to investment read-
iness and get in touch with businesses that are not 
yet investment ready but that have an interesting 
profile, possibly providing mentorship support and/
or micro-investments.

If there is a good number of investors keen to be 
connected to similar investors locally or internation-
ally, it might be a good idea to establish a commu-
nity of practice (CoP). Alongside the acceleration 
journey, the accelerator can also facilitate meetings 
for interested investors and use these meetings to 
cover different topics of interest such as discussing 
blending finance to lower risk, etc. A community of 
practice can also create investment structures (re-
ferred to as Special Purpose Vehicle) to allow small 
investments to be aggregated to a larger invest-
ment in order to reduce complexity and costs.
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2.4 
Generating Impact 
through Water 
Entrepreneurship 

SDGs as our 
Impact Framework

In seeking to support the 
acceleration of impact-
oriented innovations and 
business models, this 
handbook will adopt the 
SDGs and the human 
right to water as its 
guiding framework. The 
international community 
has acknowledged the 
importance of water and 
sanitation by making SDG6 
(Clean Water and Sanitation) 
a top priority. Entrepreneurs 
and investors should not only 
pay attention to the general 
objectives set out under 
SDG6 but also to the detailed 
targets and indicators, to 
fully understand the existing 

needs and how each solution 
contributes to the goal, i.e. privately 
operated water kiosks contribute 
towards achieving universal and 
equitable access to safe and 
affordable drinking water for all (SDG 
6.1). 
It is important to remember that the 
objectives set out under SDG 6 go 
well beyond the provision of drinking 
water and sanitation services, as 
water quality and wastewater, water 
use efficiency, water resources 
management and the protection 
of water-related ecosystems are 
equally as important. Water is also 
tightly linked to other SDGs (see 
figure 8). For instance, it can also 
be a source of renewable energy, 
linking it to SDG 7: Affordable and 

1

2
3

5

7

11

12
13

14

15

6
CLEAN WATER 

AND SANITATION

6.6
Eco-systems

6.1
Drinking

water

6.2
Sanitation

and 
Hygiene

6.3
Water

Quality

6.4
Water-use
efficiency

6.5
Water

resource
management

No
poverty

Zero
hunger

Good
health and
well-being

Gender
equality

Affordable
and clean
energy

Climate
Action

Life below
Water

Life on
Land

Sustainable
cities and
communities

Responsible
consumption
and production

Fig 8: The linkages between SDG6 and other related SDGs

Clean Energy; access to clean 
water ensures that children, 
especially girls, can attend 
school consistently, therefore 
contributing to SDG 5:
Gender Equality; SDG 12: 
Responsible Consumption 

and Production is closely related to 
waste management, which is also 
related to water and reliable water 
supply is critical for food production, 
making SDG 2: Zero Hunger inherently 
linked to SDG 6. 
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Developing
Roadmaps  
Towards  
Impact

Understanding, modeling, 
and measuring impact is an 
important component for 
water related enterprises, 
whether the enterprise needs 
it to better understand its 
own impact mission and 
achievements or whether 
it needs it for raising 
investments that expect 
impact returns. 

The careful design 
of an impact model 
is one of the key 
elements of the 
acceleration journey 
and often plays a role 
when defining the 
investment strategy. 

After defining its impact model, 
an enterprise will then set up a 
measurement and monitoring 
system that is well aligned to it. 
Acceleration is usually the earliest 
stage at which impact modeling 
and management systems become 
relevant for enterprises. Before that, 
most enterprises won’t have enough 
services and products in the market to 
measure any significant impact. 
Even though a water impact 
enterprise is valued for the 
environmental and societal benefits 
it generates, enterprises also need 
to take into account and assess 
potential negative impacts that they 
may have and find ways to mitigate 
them. Even if unintentional, negative 
externalities can always occur, 
either in the operational process or 
through the actual use of products/
services. Reducing and eliminating 
such externalities like heavy fossil fuel 
consumption, contamination and 
waste, or unsatisfactory worker safety 
conditions should be at the core of the 
business and of the impact activities. It 
is very likely that impact investors will 
not only pay attention to the positive 
impact generated by the enterprise, 
but also to the negative impacts. They 

might use environmental, 
social and governance 
frameworks (ESG) to assess 
an enterprise and ensure 
that their investment doesn’t 
contribute to any negative 
outcomes. 

While there are numerous 
conceptual frameworks 
on SDG impact modeling 
available (i.e., GIIN), applying 
them is not always straight 
forward since every business 
is different.
 
Striking the right 
balance between 
indicators and 
an efficient yet 
evidence-based way 
to measure progress 
is important. 

This task becomes even more 
complex when the water related 
business works through a B2B 
business model and therefore 
generates indirect impact, seeing 
that the customers are not the 
end users (a utility or an NGO for 
example). On top of this, businesses 
might also create impact beyond 
SDG6 (i.e., SDG 13 on climate action or 
SDG 2 on zero hunger). It is therefore 
crucial that in the acceleration 
strategy, a comprehensive impact 
logic is defined. Concrete guidance 
for enterprises towards impact 
modeling can be found in chapter 4.2.2.
The following two examples of 
showcase businesses that have been 
supported by cewas through its 
accelerators and that are generating 
significant impact not only in relation 
to SDG6 but also across other SDGs. 
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Fig 9. The Roadmap to SDG Impact by Mruna from Lebanon (Acceleration Stage) Fig 10. The Roadmap to SDG Impact by Nazava from Indonesia (Acceleration Stage)
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FOR PARTNERS:
BECOMING A WATER 

ACCELERATOR

3
This chapter is relevant for

Accelerators Donors

Whether you are an organisation 
keen to venture into advanced 
entrepreneurship support or you 
are already experienced in accel-
eration but want to explore more 
challenging yet impactful mar-
kets such as the water market, 
designing and implementing a 
successful water accelerator is a 
unique journey that, if done cor-
rectly, can be very rewarding. 

There certainly isn’t just one way 
of going about the process of 
setting up an accelerator in the 
water sector.
 
Over the years cewas 
has tested several ac-
celeration approaches 
and formats that have 
been adopted around 
the world. 

This experience provides us with a 
more comprehensive understand-
ing of the acceleration stage of an 
enterprise and the kind of support 
needed from an accelerator. 

Although we are not claiming to 
have found the silver bullet, we 
have useful tips on what we con-
sider are key success factors when 
designing and implementing a wa-
ter accelerator. We will review them 
using cewas as an example and en-
courage you to take the plunge and 
be inspired to leave your watermark 
in the water enterprise ecosystem 
by contributing to its positive im-
pact. 
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Before investing in the de-
sign of an accelerator, we 
have to be sure that we are 
filling an existing gap in the 
water enterprise ecosystem, 
regardless of whether that is 
at a national or international 
level. 

The following factors helped 
cewas build a convincing 
case for starting a water ac-
celerator:

• A number of water start-
ups at incubation stage 
express demand and prove 
readiness for acceleration. 
Some of these start-ups 
already worked with while 
others have been recom-
mended by partners focus-
ing on early-stage ideation 
and incubation

An Ecosystem
Rationale 

• Existing acceleration programmes 
are not sector focused and/or are 
not impact orientated. Water related 
enterprises feel they could risk los-
ing sight of their business and im-
pact objectives if they were to join a 
commercial, sector agnostic acceler-
ator 

• Programmes and institutions 
offering scaling support or impact 
investment struggle to find invest-
ment ready water enterprises that 
are past acceleration stage. Such 
programmes and institutions are 
keen for cewas to get potential en-
trepreneurs and investees ready for 
acceleration

• Sector partners are keen to be 
engaged in the conversation so that 
they can have an overview of which 
enterprises, solutions and scalable 
business models are out there, to ei-
ther learn from them or collaborate 
with them 

Although cewas has sub-
stantial sector expertise 
and a good in-house net-
work, we are also aware that 
there is additional market 
intelligence, sector-specific 
business development ex-
perience and technical un-
derstanding out there that 
both we and the enterprises 
we support could benefit 
from. This is why we always 
seek to engage experts 
from other backgrounds, 
disciplines or settings and 
like to co-design the pro-
gramme with selected part-
ner organisations that can 
complement our expertise 
and resources:

• While designing and 
implementing its first accel-
erators, cewas conducted a 
consultation process with at 
least a dozen (impact) inves-
tors to better understand 
investment criteria and due 
diligence processes 
 

From Co-design to 
Co-implementation

As a result of these consultations, ce-
was developed an investment readi-
ness assessment tool that is now ap-
plied during the enterprise diagnostic 
and upon completion of the acceler-
ator for each individual business (see 
chapter 4.1).

• For many of the accelerators, ce-
was established a small community 
of sector and investor partners that 
were engaged from the outreach 
stage and who received continuous 
updates and inputs as well as one 
on one consultation based on their 
area of expertise and geographic 
and thematic interest. Some of these 
partners decided to provide (micro-)
investments to selected businesses or 
collaborate in project acquisition and 
implementation 

• In locations where cewas does not 
have a strong ground presence, we 
collaborated with a dedicated local 
partner interested in building its own 
capacities in the field of water ac-
celeration. This provided a hands-on 
learning experience for the local part-
ner whilst allowing us to benefit from 
their expertise and networks
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Operating in a niche market 
can be an opportunity and a 
challenge at the same time. 
A common question that 
we hear is whether there is 
enough of a well-developed 
market in a specific country 
and sector for the acceler-
ator to have enough work? 
Our experience shows that in 
some countries the answer is 
yes but in others, simply no. 
In any case, staying flexible 
and making the most of mar-
ket trends to seize any oppor-
tunities is key. Broadening 
the accelerator scope or the 
targeted markets is another 
strategy that has proved to 
be successful, particularly in 
contexts were the desired 
market is not yet well-devel-
oped. Instead of only focus-
ing on agriculture for ex-
ample, an accelerator could 
cover both agriculture and 
waste management, in this 
way not only increasing its 
work opportunities but also 
generating impact across 
more sectors. 

The Water 
Profile

We encourage potential accelerators 
to build on the following advice when 
approaching the water sector: 

• Steer selected enterprises towards 
business models that we know have 
high scaling potential and can re-
spond to market trends. Criteria defini-
tion, market expertise and sector part-
ner involvement can help inform and 
support the selection process 

• Leverage peer to peer exchange, 
motivation, and collaboration to cre-
ate a healthy water enterprise ecosys-
tem. Enterprises can learn from each 
other’s experience developing busi-
ness models for similar markets, an 
exchange that can often lead to col-
laboration. Although one might think 
that enterprises in our accelerators are 
direct competitors, our experience has 
generally been one of partnership and 
mutual exchange

• Cluster enterprises according to 
their profiles in order to better pro-
mote them to targeted investor 
groups or sector partners. For exam-
ple, having a sector portfolio helped 
cewas identify relevant investors and 
focus the engagement only on the 
ones with a genuine interest 

Impact is not just a by-
product of water impact 
enterprises but rather a 
result of carefully planned 
strategies and managerial 
efforts.  

So how do we ensure that 
impact strategies and man-
agement are successfully in-
tegrated into the acceleration 
journey and growth process?
 
We define impact objectives 
and targets on an accelerator 
level: Enterprises apply an 
impact management system 
to quantify and validate their 
impact and then project 
it through scale-up stage. 
Other objectives and targets 
include investment readiness, 
market expansion, ability 
to execute and leveraged 
investments

Impact at 
Centerstage 

• We make sure that impact is a 
recurrent theme throughout the 
acceleration process: 1) during the 
enterprise diagnostic we carefully 
assess the impact potential as well 
as the strengths and weaknesses in 
regards to impact; 2) the acceleration 
strategy is partly focused on the 
enterprise’s impact model, impact 
objectives and impact targets; 3) the 
investment strategy is not only based 
on the enterprise’s financial model, 
but also on its impact strategy and 
the matchmaking with investors, 
who will consider impact returns 
projected by an enterprise 

• Our accelerators bring together 
likeminded enterprises and create 
a community. The passion to create 
positive impact and help people and 
nature through innovative solutions is 
what connects these entrepreneurs. 
Working alongside ten or twenty 
other companies who are equally 
driven and committed to creating 
positive change is a great inspiration 
and incentive for all entrepreneurs
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The acceleration journey is a 
6 to 12-month process that is 
structured through an accel-
eration framework consist-
ing of four components (see 
Chapter 4). These four com-
ponents are made up of mul-
tiple input sessions, exercises, 
coaching discussions, expert 
consultations, and peer to 
peer exchanges. Although 
the theoretical component 
of the process is useful, the 
real value of the acceleration 
process lies in the in-depth 
coaching for reflecting, ana-
lysing, determining and prior-
itising next steps, the access 
to networks and links with 
experts, sector partners, po-
tential clients and investors, 
the topic exchanges with 
peers, the field excursions 
and the on-site visits. 

Coaching, 
Coaching and 
more Coaching!

Here are a few points to sum up the 
coaching experience:

• cewas’ accelerators have dedicated 
coaches that support enterprises 
in their journey. It has proved to 
be more helpful to have one coach 
who is permanently engaged with 
one enterprise in order to build a 
strong level of mutual trust and 
understanding. It is however useful to 
occasionally consult other coaches for 
strategic discussions and for receiving 
input from a different angle

• The coaching process has to yield 
palpable results and businesses will 
want to measure their progress to 
make sure that the time and effort 
they are investing will pay off. This 
is why the coaching process uses 
a pre-defined roadmap which has 
been derived from the investment 
readiness assessment and 
acceleration strategy

• Towards the end of the accelerating 
journey and when ready for an 
investment, enterprises will need 
the most individualized and 
dedicated coaching support to put 

 Being an early mover and filling an existing 
accelerator-related gap in the relevant 
ecosystem 

 
 Co-creating and co-implementing an accelerator 
with sector experts, investors and other partners 
can lead to interesting collaborations and 
opportunities for you and the enterprises you 
support

 
 Focusing on a few additional sectors (directly or 
indirectly related to water) and selecting suitable 
enterprises can give you more market expertise 
and access to networks which can help you 
leverage in the market

 
 Integrating impact all along the acceleration 
journey, from selection to investor 
matchmaking, is crucial

 Providing significant individualized coaching 
support to each enterprise and facilitating  
a peer-to-peer platform can lead to better  
results and an overall better experience  
for the enterprises

SUMMARY OF KEY SUCCESS FACTORS 
FOR NEW OR ASPIRING WATER 
ACCELERATORS

them in a matchmaking position. This process involves the 
identification of suitable investors for specific investment 
needs, support in preparation of investment teasers & pitches, 
one-on-one follow up, negotiation and due diligence support
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“Our participation in the WA-KE UP WASH Business Acceleration 
Programme will have a long-lasting impact on how we manage 
and grow our business. In comparison to when we first started 
our acceleration journey, we now feel capable of engaging with 
key sector actors and impact investors at eye level. Today, thanks 
to the facilitated matchmaking support, we are engaged in 
negotiations with a high-potential funding partner, something 
we could have not even dreamt of just a year ago. A key learning 
for us was that there are great business opportunities to be 
found in low-income customer segments which can be unlocked 
through partnerships and innovative financing mechanisms. 
Thanks to the unique combination of training workshops, 
bilateral coachings and facilitated matchmaking opportunities, 
we are now well positioned to become a leading brand in the 
Kenyan WASH market by promoting an impact-driven approach 
to providing our services.” 

Enock Mailu, Director of Sonic Fresh Waters, Kenya

Testimonies of enterprises 
that participated in cewas' 
accelerator programmes 

“Bringing innovative solutions to the market in the water sector 
can be suffocatingly difficult. cewas Green Accelerator Middle 
East was a breath of fresh air. A handpicked team of coaches 
and advisors who knew the sector well enough to understand 
our pain, and who were emotionally interested in helping us 
overcome it.” 

Ziad Hussami, Co-founder of Mruna, Lebanon

““
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FOR ENTERPRISES: 
YOUR ACCELERATION 

JOURNEY

4
This chapter is relevant for

AcceleratorsWater Enterprises

If you are a water entrepreneur 
ready to scale your business or you 
are looking for investments with 
an impact-driven agenda, you have 
come to the right place!

This chapter will support you 
in your acceleration journey 
by providing you with hands-
on information and structured 
guidance. You will learn what it 
means to scale a water related 
enterprise and get a better 
understanding of your investment 
needs and relevant financing 
opportunities. 

You will be faced with challenges 
along the way and are likely to have 
questions. Remember that this is 
normal and a fundamental part of 
the learning process. 

The more you engage with the 
content and the less afraid you 
are to ask questions, the better 
prepared you will be for growing 
your business and engaging with 
potential investors. 
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Self-Assessment: 
Is your business 
ready for 
acceleration?

BEFORE EMBARKING ON YOUR ACCELERATION
JOURNEY, MAKE SURE THAT YOU CAN MEET THE 
FOLLOWING ACCELERATOR SELECTION CRITERIA

You completed or at least ini-
tiated legal registration

You have been operational 
in your target country for at 
least one year

You have a clear ambition to 
scale your solution

You have had a dedicated 
team for reaching your busi-
ness objectives for at least 
one year

Your team is solution-orient-
ed, diverse, and perceptive to 
feedback

You have a market-based en-
terprise with a clear revenue 
model

You are generating sales

You have a scalable offer that 
bears potential to generate 
demand

You are generating societal 
and/or environmental impact 
 

In order to provide you with the best support during your 
acceleration journey, we have developed an Acceleration Framework. 
This framework includes tools, key questions, guidance, and useful 
case examples and is structured according to four core modules.

Introduction
to the Acceleration 
Framework

Module 1: Enterprise Diagnostics
To analyze your enterprise as well as its positioning in the 
market.

Module 2: Acceleration Strategy 
To structure and specify what you seek and need to achieve 
to scale.

Module 3: Transformation Projects 
To plan how you will tackle strategic growth barriers towards 
scaling.

Module 4: Investment Case
To reflect on your finance model and establish your investment 
needs.

The four modules are the following:
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You can consider the 
acceleration framework your 
business game plan - you 
sketch out the moves you 
need to make in order to 
accelerate your business. 
Each component of the 
framework is made up of 
different guiding questions 
to help you structure your 
ideas and plan your next 
steps. You will also find 
downloadable worksheet 
templates that you can use 
to fill in the results of each 
step. Discuss the questions 
and exercises provided in this 
handbook with your team, 
reflect on them with other 
entrepreneurs and strategize 
them together with your 
coaches or mentors. 

The results of this work will 
provide you with a basis for 
strategically accelerating 
your enterprise.

Throughout your acceleration 
journey you can use the 
Acceleration Framework and related 
documents as a communication 
tool between all partners involved, 
potential investors, support 
organizations, as well as coaches or 
mentors you are working with. Bear 
in mind however that any changes 
in your business or its environment 
will affect these results, so don’t 
treat them as static but rather 
as something that needs to be 
continuously revisited. 

What makes this a truly authentic 
water acceleration guide is the 
real-life examples from the world 
of water entrepreneurship. In the 
course of the handbook, we will use 
RUWASCO, one of the enterprises 
from cewas’s accelerators, as 
a case study. Since RUWASCO 
has been going through the 
same acceleration approach and 
framework and is now successfully 
fundraising, their experience will act 
as a useful reference.

RUWASCO Delivering market-based
water management
solutions at scale (Rural Water Management Solutions (K) Limited) 

is a Kenyan-based social enterprise, specialized in the development, 
operation, and management of smart water supply systems. 

Professional operational 
and management 
services for rural water 
utilities to optimize 
system efficiency, 
minimize operation 
costs and improve 
service standards.

Strategic partnerships 
with the county govern-
ments being responsi-
ble for water supply in 
Kenya.

Successfully managing 
8 utilities in four coun-
ties, serving more than 
8600 people with safe 
water.

In the next 2,5 years, 
RUWASCO plans to 
expand serving more 
than 200 utilities in 10 
counties, supplying 
more than 200’000 
people with safe watert.

The 4 service levels 
build upon each other 
and can be combined 
as sequental modules 
up to RUWASCO taking 
over the management 
of the whole utility. 

Strategic 
Partnerships

Responsible
for water
supply

RUWASCO Rural 
utility

County
Governments

$

4 Service Levels as
sequential modules
� Digital Billing System
� IT/Metering Equipment
� Customer Relations
� Professional
  Management

RUWASCO

Delivering
market-based water 
management 
solutions at scale 

• Professional operational and 
management services for rural 
water utilities to optimize sys-
tem efficiency, minimize oper-
ation costs and improve service 
standards.

• Strategic partnerships with 
the county governments that 
are responsible for water supply 
in Kenya. 

• Successfully managing 8 util-
ities in four counties, supplying 
more than 8600 people with 
safe water.

RUWASCO (Rural Water Management Solutions (K) Limited) is a Ken-
yan-based social enterprise, specialized in the development, opera-
tion, and management of smart water supply systems.

• In the next 2,5 years, RUWASCO 
plans to expand serving more than 
200 utilities in 10 counties, supplying 
more than 200’000 people with safe 
water.

• The 4 service levels build on each 
other and with each level the en-
gagement of RUWASCO increases. 
On the fourth level RUWASCO takes 
over the complete management. 
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Expected Learning 
Outcomes
After this section, you should: 

   Have gained a thorough 
understanding of your performance 
and your enterprise as a whole 

   Have clarity about your current 
and potential future positioning in 
the market, your key competitors, 
and your target market

   Know the key success factors 
that can help you scale, become 
profitable and generate impact

  Have discovered priority areas 
that you need to work on to 
accelerate your business

How to analyse your enterprise 
as well as its positioning in the 
market 

Why is this topic 
important?
Understanding the key 
elements of your business 
model and the market 
environment you operate in 
is important for identifying 
your business’s strengths and 
weaknesses. 

In the following chapter we 
will show you how to analyse 
your enterprise and unpick 
its different layers. In order 
to help you reflect on your 
market positioning, we will 
draw your attention to some 
key insights into how water-
related markets work and 
give you some tips related 
to customer segments, key 
success factors and industry 
benchmarks for impact-
oriented enterprises.

C. Key Strengths & Weaknesses 
• What are your most relevant achievements in terms of strategy?

• Where is your enterprise set up to outperform others? Why?

• What do you value most about your enterprise?

• What bothers you most about the overall assessment results?

• Which key resources are you missing / are underdeveloped? 

B. External assessment

Target Markets: Who are your current 
customer segments, how much could you 
expand in your current target market and 
which other customer segments could 
you expand to? 

Market Analysis: How do you monitor 
relevant market developments? What are 
key trends and drivers in your market and 
what do these mean for your enterprise? 

Benchmarking: What are your current 
key success factors? Which KSFs do you 
need to establish or strengthen and how 
do they help you scale, become profitable 
or generate impact?

A. Internal assessment

After analysing the 5 main domains of 
the Enterprise Assessment Tool, 
reflect on these questions: 

• What are the priority areas that you 
need to work on to accelerate your 
business?

• What surprises you from the results 
of the enterprise assessment and 
why?

• What remains unclear?

Module 1: 
Enterprise Diagnostic
Let us start with your Enterprise 
Diagnostic: 
1.   In the first step, we will help you 
conduct an internal assessment of 
your enterprise (p. 56-63) 

2.   In a second step, you will 
conduct an external assessment of 
your market surroundings, including 
your target markets and success 
factors (p. 64-68)

3.   Based on these first two steps, 
you will then be able to derive the 
key strengths and weaknesses of 
your business. These results will 
serve as a basis for your acceleration 
strategy (p. 69)

Consider the following questions in the course 
of Module 1: Enterprise Diagnostic

Fig 11. Template for your Enterprise Diagnostic

4.1
Module 1: Enterprise Diagnostic
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A: Internal Assessment  

Why should we 
conduct an internal 
assessment first?   

In today’s challenging 
business environment, 
access to capital is key for 
young and growing water 
enterprises. The conditions 
to raise impact-driven 
capital are particularly 
demanding when it comes 
to water-related businesses 
in emerging markets. On 
top of this, investment 
opportunities along the risk-
return-impact spectrum are 
often hard to come by.
One key challenge that 
businesses face is a lack 
of clarity on the needs of 
investors. Therefore, a very 
important part of your 
acceleration journey is to step 
into the shoes of investors 
and understand their 
assessment criteria. For this 
purpose, we have developed 
an Enterprise Assessment 
Tool consisting of more 
than 130 questions which is 
structured around the way 
investors think.
It is not always intuitive 

to know whether you are well-
positioned or not and to determine 
where your weaknesses are. To 
identify your investment strategy 
and needs (i.e. you might want to 
invest in a specific product line or 
expand to other markets) and build 
a convincing case, you need to 
analyse the big picture first. Going 
through all the questions presented 
here will make you think of elements 
that might have slipped your mind. 
The analysis will also enable you to 
come up with priority areas that you 
need to work on to accelerate your 
business and identify weaknesses 
that you can either fix immediately 
or strategically overcome by linking 
them to your strengths.  

This first step of your acceleration 
journey has two main purposes:

1.   Conduct a comprehensive analy-
sis of your enterprise to create an En-
terprise Profile (including strengths 
and weaknesses, as well as priority 
areas to accelerate your business 
model)
2.  Develop an understanding of 
what is required to become invest-
ment ready, including what the re-
quired documents are. Start prepar-
ing a ‘data room’ so that you’re ready 
for investment due diligence.

Module 1: Enterprise Diagnostic  

The Enterprise Assessment Online Tool is organized around five domains which 
are relevant for impact enterprises in the water, sanitation, waste, and agriculture 
sectors. By answering the different questions and sub questions, you will generate 
an overall picture of your company and establish the basis for the steps to follow. 

To gain a comprehensive understanding of your performance, each domain 
examines vital success factors of a water enterprise. After you have entered your 
data, an experienced coach will validate your answers and then you will receive 
your final scores. It is important to note that it is not necessarily about scoring 
100% but rather to evaluate how a score in a certain area compares to another area. 
Not every investor will be interested in the same business area and depending 
on who you target, you might want to prioritize certain areas and reflect on how 
to position your enterprise according to these. Also, a lower percentage does not 
mean that you underperform, but that you have a realistic understanding of your 
business, making you more credible in the face of the investor. But we will get back 
to that later. Remember that it is about the process - the discussions around the 
assessment are more important than the final score.

In this handbook you will find the different components and most important 
questions of the tool. Get in touch with us (www.cewas.org) if you want 
to conduct the full assessment that will then be validated by one of our 
experienced coaches.

ASSESSING YOUR WATER AND SANITATION ENTERPRISE

http://www.cewas.org
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THE FIVE MAIN DOMAINS OF THE ENTERPRISE  
ASSESSMENT TOOL  

1. Proof of 
Business 
Concept  

Just like any other business, water enterprises need to 
demonstrate that their product or service has market 
potential, attracts customers, generates revenues and 
is financially viable. This section is about assessing the 
commercial viability of your business model.

1.1  Your customer segmentation. Which type of 
customers do you target and why do you target these 
specific customer segments? What matters most to 
your customer segments and what is their decision 
process when deciding whether to pick your offer or 
go for competitive offer?

1.2  The market potential. How large is your initial 
target market in terms of number of customers? 
Which share of these customers do you envisage to 
win over and why? How large is your annual market 
size? Which factors drive your market?

1.3  The competition. Especially with water 
related enterprises this is never only about direct 
competition. Often a very dominant alternative 
neglects the problem you seek to tackle. What makes 
you stand out and what efforts are required for your 
customers to adopt your solution? How do you sustain 
your competitive advantage?

Module 1: Enterprise Diagnostic  

The following table summarizes 
the five main domains and 
provides examples and 
explanations of some key 
questions in order to give you 
a taster of the rationale behind 
this assessment.

Are you ready? Start reflecting on 
the following questions now to 
begin your enterprise assessment. 
You can also carry out the full 
assessment online as indicated in 
the box on the previous page. 

2. Impact
Potential

Generating impact is the key outcome for every social 
enterprise in the broader water sector. Since the 
2000’s, impact investment has gained in prevalence 
and importance. It is not only about creating impact 
but also being able to report on the promised impact. 
You therefore need to establish a comprehensible 
monitoring system that is continuously reviewed. 
The questions that make up this section are tailored 
towards water-related enterprises and structured in 
a way that they evaluate the impact strategy, proof 
of impact, impact management practices and the 
enterprise’s contribution towards more sustainable 
sanitation and water management and consumption 
patterns.

2.1  Contribution to solving a problem. What are the 
development problems you are tackling with your 
business and how do you plan to solve them? 

2.2  Who benefits? Specify who your beneficiaries are 
and if you satisfy the needs of the most vulnerable 
and marginalized groups, including the poor, youth, 
and women. 

2.3  How much impact do you create? If you cannot 
measure it, you cannot communicate it. You should 
clearly monitor how many people you provide 
with new or improved access to water (or other 
environmental and social impact criteria). You should 
also have a clear idea of how your impact will develop 
in the future. 

2.4  Mitigation of impact related risks. It is key to be 
aware of impact related risks (such as difficulties in 
compiling reliable data, market risks, a change in 
management priorities, etc.. Only if you are aware of 
those risks can you have a mitigation strategy. 

2.5  Impact Management. Finally, it is important 
to have an impact statement or impact model, 
impact related performance objectives or targets, a 
monitoring system and regularly review your impact 
strategy and impact performance. 
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3. Market
Success 
through 
Innovation

This domain looks at the innovative power and 
capability of your enterprise in terms of your business 
model, processes, and its product or service. It 
recognises that innovation can not only help water 
businesses strengthen their position in the market 
and successfully build a long-lasting advantage over 
their competitors but can also be a key driver for 
impact.

3.1  Business Model Innovation. You should be aware 
about your unique positioning; why is your business 
model innovative and what makes it difficult for 
competitors to replicate it? 

3.2  Process Innovation. A regular analysis of 
your value creation chain is important to identify 
bottlenecks and opportunities to optimize your 
internal processes. You might identify areas to 
improve the efficiency of your production or delivery 
processes which can lead to a reduction of costs. 

3.3  Product Innovation. How do you uniquely solve 
your customers’ problems compared to alternative 
solutions? It could be that you offer innovative 
payment options. How do you address and solve your 
end users’ barriers or problems? 

Module 1: Enterprise Diagnostic  

Then check out our tailored toolbox with sector-
specific content, guidance and case examples

DO YOU WANT TO FIND OUT MORE 
ABOUT INNOVATION AND 
COMPETITIVE DIFFERENTIATION?

4. Manage-
ment and 
Financing 

Solution seekers in the water sector face many 
challenges when it comes to building financially 
viable business models due to a variety of reasons 
such as the high investment costs that cannot 
be covered by revenues from end users. To build 
sustainable businesses within the water sector, 
businesses must focus on developing a clear plan 
and concrete steps for how to execute their business 
idea. Sound management and clarity around financial 
aspects of a business model are therefore key aspects. 
This domain evaluates your enterprises’ operational 
and strategic planning, financial management and 
financing strategy. To protect your credibility when 
talking to investors, you must have these documents 
in order. 

4.1  Operational and strategic planning. Do you have 
comprehensive, up to date business plan documents, 
established Key Performance Indicators (KPIs) and 
targets, and a related progress monitoring system, as 
well as a systematic risk management system?

4.2  Financial management. Do you have clear 
financial projections, evidence and supporting 
documents in order? Do you have an updated and 
detailed financial plan available, as well as a cash flow- 
and liquidity management system?

4.3  Financing strategy. Do you already have an 
investment track record of external investments, and 
have been evaluated by a third party? You should 
have clarity about your investment needs as well as 
how you strategically plan to use the investment. 
users’ barriers or problems? 
 

 https://sswm.info/perspective/innovating-business-models
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5. Capacity
to Deliver

To meet the objectives included in the business plan, 
the water enterprise needs to develop capacities and 
resources, including a capable team, the right legal 
set-up, production and technical capacities, partner-
ships, etc. In order to gain a full picture of the busi-
ness’ “Capacity to Deliver”, this domain evaluates the 
team composition, the corporate governance, and the 
operational capacity of the enterprise. This category 
is more of a checklist, but no less important than the 
previous categories.

5.1  Team composition. How experienced are the 
founders of your business and what makes them 
extraordinary? How experienced is your team in 
key areas such as financial management, sales, 
marketing, production processes, water engineering? 
Do you have an external supporting network of 
experts and coaches that you can rely on?

5.2  Governance. What is the legal set-up of your 
business, which laws and regulations might foster 
or inhibit the scale-up of your enterprise? Are you 
aware of all necessary permits, licenses, and approvals 
and do you have them in place? Do you have an HR 
management system? And do you have a board 
established?

5.3  Operational capacity. Are you certain that 
you have the capacity to produce efficiently and 
effectively? Do you have a clear overview of all 
suppliers and partners, agreements in place and 
a functioning supply chain management? Do you 
have Standard Operating Procedures for your key 
operational processes?

Module 1: Enterprise Diagnostic  

Using the template as reference 
(which you will find in the follow-
ing link),  note down the follow-
ing under Module 1, Section A: 
what you need to work on to ac-
celerate your business, anything 
that has surprised you from the 
results and why, what remains 
unclear and what data gaps need 
closing.

Make sure you involve your team 
in this process as it will not only 
give all of you a better under-
standing of your operations and 
processes but will also increase 
identification and ownership of 
the acceleration process by the 
whole team. 

65%). To mention a few examples: 
At the outset of the programme, 
the company did not have the 
ca- pacities to expand to oth-
er coun- ties. RUWASCO hired 
specialists for IT, billing systems 
and for stra- tegic partnerships, 
established an advisory board 
and profes- sionalized its internal 
governance structures. RUWAS-
CO developed a new marketing 
strategy and is now able to cover 
a greater band- width of custom-
ers.
This has allowed the company to 
expand to three more counties
in just three months. In no time 
RUWASCO was able to increase 
its revenue generation and reach 
other Key Performance Indica-
tors. We will continue hearing 
about RUWASCO in the next 
chapter. 

Now that you have analyzed the five domains of the 
Enterprise Assessment Tool (and hopefully discussed 
them with a coach), you will be able to define the 
priority areas that you need to work on to accelerate 
your business. 

Based on the assess-
ment during the cewas 
Accelerator, RUWASCO 
defined priority areas to 
scale its business model,
providing the basis for the com-
pany’s acceleration objectives and 
strategy. After successfully imple-
menting a catalytic grant, RU-
WASCO has been able to provide 
evidence that it is ready to take 
move to the next steps.

Throughout the acceleration 
journey, the overall performance 
of RUWASCO increased from 58% 
(in October 2021) to 67% (in June 
2022). The enterprise made sub- 
stantial improvements in its ca- 
pacity to deliver (from 56% to 70%) 
as well as in building a proof of
its business concept (from 39% to 

https://www.cewas.org/entrepreneurship-business-development/accelerating-water-businesses
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B: External Assessment  

What do you need to 
consider when analyzing 
your market surroundings?   

The enterprise assessment 
will help you know your 
enterprise much better but 
to make informed decisions 
about your strategy and 
positioning you also need 
to understand your market. 
Have a look at the template 
again and reflect on the 
questions under the “External 
Assessment” section. 

Target Market
Before you start analyzing 
your target market, you should 
clearly define it. Who are the 
customer segments that you 
currently target and why do 
you target them specifically? 

Once you have listed down all your 
target customer segments you can 
reflect on what other customer 
segments you could expand to. As 
you work your way through this 
exercise continue to reflect on the 
“why” of your statements or ideas. 
For example, you have identified a 
potential customer segment that 
you could consider – ask yourself 
“why” this is a good option. 

Adopting this reflective approach 
will help you develop your 
acceleration strategy. You should 
also consider the channels and 
mechanisms you need to enter 
(new) target markets. In the box 
below, we share some examples of 
what to consider when targeting 
these customer groups. 

Module 1: Enterprise Diagnostic  

• End-users at the Base of the Pyramid (BoP): Particularly with business 
models that are oriented towards end-users at the base of the pyramid, 
it is imperative to treat people as customers not beneficiaries. Invest in 
problem-based selling to give end-users a service that efficiently satisfies 
their needs at a price that they can afford.  Be aware that business models 
in the same sub-sector may be subject to different customer priorities – 
i.e., water quality tends to be more important for kiosk models, whereas 
convenience and quantity matters most for customers of many piped 
water supply schemes. 

• Utilities: Water utilities operate under some of the toughest 
business and regulatory conditions in any industry. They are chronically 
underfunded and have to deal with increasing pressure caused by climate 
change and aging infrastructure, while having to provide effective 
essential services to the public. When working with this customer 
segment it is therefore important to understand that offering services 
or products should not just be a “nice to have” but that they are critical 
additions to the tech stack. 

• Other public institutions: Municipal governments, city councils and 
other public authorities are key customer segments for basic service 
offerings. Different Private Public Partnerships (PPP) arrangements, 
ranging from concessional agreements over performance-based to 
regular long term service contracts with public authorities, can be key 
for consolidating water-related business models and ensuring recurring 
revenue. To achieve this, entrepreneurial solutions must prove that they 
can maintain and extend services at a lower price than what public 
authorities could do it for if they were to provide these services. At the 
same time, policy priorities, budget constraints, procurement regulations 
and planning cycles strongly affect the chances of successfully 
positioning services such as waste(water) collection and treatment 
services. If entrepreneurs can prove that their business model can yield 
sustainable impact through enhanced basic services, partnering with 
donors or impact-investors to pre-finance or subsidize initial cooperation 
through grants and results-based investments can be a door opener (see 
business model example by Flowless on p. XX in chapter 2.2). 

TYPICAL CUSTOMER SEGMENTS AND THINGS TO CONSIDER
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Market Analysis
The next component of the 
framework is made up of 
questions around your market 
analysis. Businesses do not 
exist in isolation but are always 
part of a market environment. 
Of course, this is nothing 
new but do you monitor and 
keep up to date with market 
developments? If the answer 
is yes, how do you go about 
it? If your answer is no, make 
sure that you make an effort 
to keep up with it. You must 
continuously revisit and 
update your market analysis. 
This includes market size, 
market growth, prices, costs, 
and returns. Some of this has 
already been covered in Section 
1 of the Enterprise Assessment 
Tool. Go back to your template 
from Module 1 and cross check 

the information you have collected 
already (you might also have 
additional data and knowledge 
that you have gathered since you 
started operating). Are you able to 
identify key trends and drivers in 
your market and understand how 
they affect your enterprise? Try to 
consult sector experts and coaches 
however don’t go out of your way 
since you don’t want to end up 
spending an infinite amount of 
time doing research. Always stay 
pragmatic and focus on the most 
relevant information within your 
market. Look at similar business 
models and examples of successful 
competitors. Try to understand 
what makes these companies so 
successful and remember that 
there is no ultimate business model 
that works the same under every 
circumstance since each model 
will be suited to different market 
conditions. 

Module 1: Enterprise Diagnostic  Benchmarking 
your company 
against the best 
of class
Now comes the most exciting 
part - positioning yourself in 
relation to your competition. 
We know that you have the 
right capacities to successfully 
deliver your products and 
services to your identified 
customers, however, remember 
that you are not alone in 
the market. There are other 
companies out there that 
target the same customers 
and solve the same problem 
that are ahead of you in the 
game. Although these are 
your direct competitors, they 
are also examples of ‘best of 
class’ businesses in the sector, 
so there is a lot your company 
could learn from them. 
This is where it is important 
to benchmark your company. 
But what do we mean by 
benchmarking and why is it 
important? Benchmarking 
is the process of measuring 
products, services and 
processes against those 
organizations that are 
considered the leaders in 
relation to either one or 
multiple areas of the market. 

You can learn from such companies 
by understanding how and when 
they achieve higher performance 
levels, what their processes and 
strategies are, what opportunities 
for improvement and scaling they 
have etc. 

Start gathering information about 
your market and get inspired by 
the stories of others who
succeeded 

Of course, being a start-up, you 
cannot directly compete with the 
big players, but you can still use 
them as reference for really getting 
to grips with what is relevant to 
your business and to fill knowledge 
gaps. 
What are your current key success 
factors (KSF) and how will they help 
you maintain success? How will you 
stand out in your field? This process 
helps us maintain a competitive 
advantage and notice areas that 
could be improved, making your 
company more profitable (return on 
investment for investors), scalable 
(show that you have the structures, 
show investors that you are able 
to grow and able to respond to an 
increased demand) and impact 
prone - all key pre-conditions for 
potential investors. 
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Check out the worksheet “My 
competitive advantage” which 
you will find under the same 
link as the other templates 
and follow the steps to under-
stand how other enterprises 
succeeded, what their key 
success factors are and how 
it helped them to accelerate 
their business. Then analyse 
your own key success factors.

Do you feel a bit overwhelmed 
at this point and don’t know 
where to start or what your 
KSFs should be? 

Let us help you with 
some examples of typ-
ical key success fac-
tors within the sector:
• Taking regulatory compli-
ance seriously: With many ser-
vice-oriented business models – 
i.e., piped water supply, on-site 
sanitation, waste collection and 
processing - you need to secure 
an operational license from city 
or government officials; don’t 
ignore this and ensure that you 
engage the necessary parties 
when required to.

• Using the maximum capacity of 
your assets:  In many business mod-
els such as the water kiosks model, 
capex is the highest cost. Despite 
this, in many cases the assets are not 
utilised to their highest potential, 
with some assets only reaching 20% 
of their performance capacity. Ex-
plore ways to make the most out of 
your assets. For example, having one 
production point serving many distri-
bution points / hubs. 
 
• Using quality and reliability to stand 
out: In some water related areas such 
as desludging, services are poorly 
managed. In such niches, reliability, 
consistency in pricing, and quality of 
service can make you stick out.
 
• Being realistic about logistic 
costs: In case your business model 
includes waste(water) collection or 
regular maintenance services, trans-
portation costs will be a key vari-
able cost. Taking into account the 
variability of the cost of fuel in your 
pricing model for example can help 
you make your business model more 
resilient in the face of variability.

Visit this link, go to the template 
for Module 1 (Section B) and 
note down the most important 
learnings as bullet points.

Module 1: Enterprise Diagnostic  

C: Strengths and Weaknesses
After the in depth work you 
have carried out for your 
assessment, it is now time to 
reflect on the overall insights 
of your enterprise diagnostic. 
You might feel like you have 
endless business aspects to 
improve on, market insights 
to gain and strategies to 
develop and although this 
might be the case, you can’t 
do everything in one go. We 
therefore advise you to pick 
2-3 core strength areas to 
keep building on and lever-
aging your competitive ad-
vantage as you continue to 
grow. At the same time, you 
will also want to prioritize 2-3 
current areas of weakness 
that you need to strengthen 
if you want to accelerate your 
business.
Feeling overwhelmed by all 
the work and don’t feel like 
you’re in a position to make 
strategic decisions yet? Don’t 
worry, this is completely nor-
mal at this stage. 

• What are your most relevant 
achievements in terms of strategy?

• Where is your enterprise set up to 
outperform others? Why?

• What do you value most about your 
enterprise?

• What bothers you most about the 
overall assessment results?

• Which key resources are you miss-
ing / are underdeveloped?

• What remains unclear about the 
next steps? 

• What evidence is missing to vali-
date your business model?

Module 1: Enterprise Diagnostic  

As this learning process is 
highly individualised, we 
recommend that this step 
is accompanied by tailored 
individualized coaching. An 
external coach can assess 
your results as well as your 
interpretation of them from 
a non-biased standpoint and 
discuss them with you.

Visit this link, go to Section C and 
answer the following questions

 https://www.cewas.org/entrepreneurship-business-development/accelerating-water-businesses
https://www.cewas.org/entrepreneurship-business-development/accelerating-water-businesses
https://www.cewas.org/entrepreneurship-business-development/accelerating-water-businesses
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Expected Learning 
Outcomes
After this section, you should: 

   Have identified or updated 
your business objectives and Key 
Performance Indicators (KPIs), 
considering the business model you 
are adopting

   Have identified or updated your 
impact model, objectives and KPIs 
unique to your business

   Have defined the activities and 
milestones needed for having a suc-
cessful acceleration journey and for 
meeting the business and impact 
targets that have been defined

4.2
Module 2: Acceleration Strategy
How to lay the groundwork 
for scaling your enterprise  

Why is this topic 
important?
You will use the enterprise 
diagnostic result as a step-
pingstone for defining your 
acceleration strategy, which 
will consist of three steps.

The acceleration strategy is 
defining which of your gaps 
and weaknesses identified 
in your enterprise diagnostic 
you will tackle throughout 
your acceleration journey, 
as well as what you want to 
achieve and how. 

Module 2:
Acceleration Strategy
Ok then, let’s get started with your 
Acceleration Strategy: 
1.   In the first step, you will 
review and update your Business 
Objectives and related KPIs (p. 72-
73) 

2.   Then you will clarify your Impact 
Model and related targets as a 

reference for external partners and 
investors (p. 74-79)

3.   Based on these first two steps, 
you will then define several areas 
of action (Acceleration Milestones) 
for your acceleration journey. 
These actions will help you tackle 
growth barriers and should be 
linked to specific achievements and 
milestones which you have defined 
up to now (p. 80-81)

A. Business Model
• How do you currently generate
revenues? 

• Can you increase or complement your 
current revenue streams? 

• By how much do you need to increase 
your sales to break even? 

• How can you reduce costs to increase 
profitability? 

• Can you develop different revenue 
models for different customer segments?

• Can you (prospectively) generate 
revolving revenues?

Business Objectives
• What are the pillars of your 
transformation? 

• What are your realistic economic 
goals?

• How do you want to strategically
position your business?

Business KPls

• What are your 5 most important 
Business KPIs?

• How will your business KPIs help you 
track whether you meet your business 
objectives?

• How will you measure, track and use 
these KPIs?

C. Acceleration 
Milestones
What are the key achievements 
throughout the coming 12 month 
that you need to achieve to transform 
and accelerate your business?

B. Impact Logic
• What is the long-term change you
contribute to? 

• How will your value proposition
contribute to the envisaged change?

• How will benefits be sustained?

• What do you need in order to achieve 
the envisaged impact? 

Outcome Objectives
• What are the specific and measurable 
effects and benefits of your work?  

• What is the direct impact you 
contribute to?

Impact KPIs

• What are your most important impact 
KPIs?

• How are they linked to your outcome 
objectives?

• How will you measure and monitor 
these KPIs?

Consider the following questions in the course 
of Module 2: Acceleration Strategy

Fig 12. Template for your Acceleration Strategy
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A: Business Model
Every investor wants to know 
how you generate revenues 
and how you plan to increase 
sales and profitability in the 
future. At acceleration stage 
you should usually know 
your business model. What 
we want to highlight here 
is the importance of having 
clear business objectives and 
related KPIs. In order to com-
municate this effectively you 
first need to be absolutely 
clear on what it is you are ex-
pecting to achieve and how 
you will go about achieving it. 

Setting business objectives 
provides you and others with 
a clear vision for your com-
pany, the ground for decision 
making at senior manage-
ment level and guideposts 
for your team that give a 
clear picture of how everyone 
involved is contributing to 
the achievement of the over-
all business goal. 

Module 2: Acceleration Strategy

Business Objectives 
and Business KPIs

What are your realistic economic 
goals and how can your business 
KPIs help you track whether you 
meet your business objectives or 
not? Don’t underestimate how diffi-
cult it is to define specific, concrete 
objectives during the growth process 
of a business. Focus on objectives 
with measurable outcomes (KPIs), 
so you can create a framework for 
measuring progress towards your 
company’s objectives. 

Some examples of business objec-
tives are: 

• By 2024 we want to become the 
global market leader for supporting 
impact-oriented water and sanitation 
enterprises.

• By 2023 we aim to provide safe 
and affordable drinking water to 1,5 
million rural Indonesians living on 
less than USD 7 per day. 

• By 2022, we aim to improve finan-
cial management practices of 10 wa-
ter utilities in rural Kenya providing 
8000+ people with safe water. 

Once you have summarized 
your main business objectives 
in a few sentences you can start 
linking them to specific Key 
Performance Indicators (KPIs). 
KPIs are an essential tool to 
manage any water enterprise. 
They measure the progress of a 
company’s activities and impact 
goals and indicate whether the 
company has reached its goals in 
a specific time frame. They also 
serve as a reference for partners, 
investors, coaches, and other key 
stakeholders who want to know 
where the company stands. 

If you do not have well defined 
KPIs that you monitor on a 
regular basis, you will struggle to 
get investments since it will be 
hard to effectively manage them 
if neither you nor the investor 
have a clear idea of where you 
stand. 
 

This is why it is paramount to 
define a manageable set of 10-
20 KPIs that best reflect your 
organization. As you are an 
impact-oriented enterprise, you 
should divide your KPIs into 
two broad categories – Business 
KPIs (including financial, sales, 
marketing, management, etc.) 
and Impact KPIs (including social 
and environmental KPIs). 

Examples of Business KPIs can 
be found under this link. Consid-
er the KPIs that are highlighted 
in the list and note down your 
own in the template, keeping in 
mind that you shouldn’t look for 
more than 5-10 Business KPIs.

 

https://www.cewas.org/entrepreneurship-business-development/accelerating-water-businesses


7574 For Enterprises: 
Your Acceleration Journey

B: Impact Model
As a social business, generating impact should be an integral part 
of your business model instead of just an add-on task. As a social 
entrepreneur you will want to learn about impact investment, 
which is why we have dedicated this section to it. The following 
table provides you with some questions that you should reflect on if 
you want to make sure that you are effectively integrating impact in 
all sides of your company.

Before you start developing 
your Impact Objectives and 
KPIs, you need to narrow 
down your focus on one 
thing at a time so that you 
can do a good job and 
avoid falling into the trap of 
wanting to do everything in 
one go. Being an optimist is 

Module 2: Acceleration Strategy

definitely a good thing in business 
but when this is not coupled with 
being realistic it can lead you down 
a slippery slope of committing to 
more than you can cope with- not 
something that looks good in the 
eyes of potential investors. The 
above overview can act as a map or 
orientation for your impact model. 

IMPACT MODEL USING
THEORY OF CHANGE

Milestones
Outcome

Objectives

What is
the problem
you are 
solving?

What is the 
long-term 
change you 
contribute to? 

Who is 
your key 
audience? 

What is 
your entry 
point for 
reaching 
your 
audience?

What steps 
are needed
to bring
about
change? 

What is the 
measurable 
effect of 
your work?

Direct Impact

What are 
the wider 
benefits of 
your work?

Fig 13.  Impact Model using Theory of Change (adapted from www.alfanar.org)

We recommend that you print 
out the worksheet template 
which you will find under this 
link and enter your ideas as bul-
let points. 

Try and get your team involved in 
this task and get feedback from 
your customers, stakeholders 
etc. to get the most out of the 
exercise. 

As with all the 
other steps of your 
acceleration journey, 
you need to keep 
receiving and asking for 
feedback. 

Start with the left and right 
columns as these are the most 
important questions that you 
need to ask yourself.

What is the problem that 
you are trying to solve?

You probably remember from 
ideation stage how important it is 
to define the customer’s problem, 
or rather, the existing need in the 
market that you are addressing. 
If you don’t fully get to grips with 
this problem or need you could 

risk linking your solution to wrong 
or incomplete assumptions which 
could undermine your entire 
business model. 

What is the long-term 
change you contribute to?

Before you continue to refine 
your approach, you must develop 
a strong theory of change. This 
means describing how and why 
a desired change is expected 
to happen in your particular 
context. The more you define your 
approach, the more specific your 
business plan will be. Remember: 
If you have a clear understanding 
of your vision, everything else will 
fall into place. 

You can then move on to your 
key audiences and start thinking 
about how you reach them. Be 
clear about the steps that are 
needed to bring about the desired 
change (milestones) and reflect 
on the measurable effect and the 
wider benefits of your work. 

Impact Model using Theory of Change

https://www.cewas.org/entrepreneurship-business-development/accelerating-water-businesses
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Just like your business plan 
will include milestones 
and Business KPIs, which 
measure whether you are 
succeeding or failing as a 
business, as a social business 
you should also have clear 
impact indicators monitoring 
the measurable effect of your 
work, including social and 
environmental indicators. It 
is important to distinguish 
between impact that is 
within your control (direct 
impact) and a wider benefit 
that is outside your control 
(indirect impact).

Direct impact is when you 
can claim that something 
has changed as a direct 
result of the work you have 
done and you can justify it by 
explaining when, how, and 
why it has changed. Indirect 
impact on the other hand is 
the change you believe your 
work is contributing to even 
if you can’t fully quantify it. 
For example, if your solution 
is aimed at women, their 
children might also benefit 
because of what you are 
doing but such benefits will 
be hard to quantify. 
If you have a B2C business, 
the impact is much more 

direct because you are much more 
in contact with the beneficiaries 
since they are your clients, e.g., 
homeowners or vulnerable 
communities. However, if you have 
a B2B business and your clients 
are water utilities for example, your 
impact will be a lot less direct since 
you are not the one in direct contact 
with the final beneficiaries and 
there are other actors involved in the 
provision of the service/product. 

This makes measuring indirect 
impact very tricky since it is hard to 
pinpoint what change is attributed 
directly to you. Indirect impact is 
definitely something you should 
make an effort to measure but not 
something you should promise to 
potential investors or other interested 
parties, since it is hard to predict. 

There are three fundamen-
tal models for generating 
social and environmental 
impact: 
• The Profit Generator Model: you 
make a profit through an activity 
that has no direct impact, and then 
transfer some or all of that profit 
to another activity that does have 
impact.

• The Trade-Off Model: you engage 
in a trading activity that does have 
direct impact, but there is a trade-off 

Module 2: Acceleration Strategy

Impact Objectives and Impact KPIs
We have talked about the 
importance of making 
impact an integral part 
of your business model, 
but how do you measure 
impact and how can you 
establish and keep up an 
impact measurement and 
-monitoring system?
Many organizations invest 
resources into measuring 
data that is not particularly 
relevant or useful so make 
sure that you should focus 
on the most important Key 
Performance Indicators 
(KPIs). We advise you to 
pick 5 KPIs that you think 
are fundamental to your 
business or that help you 
inform your decisions. You 
should ask yourself “WHAT 
will this data tell me and 

between generating financial 
return and impact. Increasing 
impact will affect your profit. 

• The Lock-Step Model: your 
financial return and impact 
are in direct correlation, 
whatever you do, the more 
money you make, the more 
your impact will increase.

HOW will I use it to inform my 
business decisions?”
If your KPIs are not informing your 
decisions you should change or 
modify them 

Examples of Impact KPIs can be 
found under this link. As with 
Business KPIs, it is challenging to 
limit yourself to just a few, so go 
to your template and note down 
the most important ones. For both 
Business and Impact KPIs, you will 
find another worksheet to choose 
and reflect on the reasons for 
measuring your selected KPIs.

For impact measurement and 
monitoring, you can use different 
methods for data collection, 
including observation, interviews, 
questionnaires and database.

https://www.cewas.org/entrepreneurship-business-development/accelerating-water-businesses
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The company generates revenues 
through offering professional 
water management solutions to 
utilities (and in some cases tak-
ing over the management them-
selves), whilst being end user 
financed through water sales. 

With approximately 2000 small 
water utilities in Kenya (600 of 
which are dysfunctional)  

serving more than 1500 people 
each, there is a huge and unex-
plored pool of potential clients 
across the country. 

Through its different service levels 
(as shown in chapter 2) the enter-
prise can cover an even greater 
bandwidth of customers, putting 
the RUWASCO business model in 
a strong position for scaling. 

RUWASCO’s clients are either rural 
community managed piped- and metered 
water utilities or privately managed water 
supply enterprises. 

The following graphic reflects RUWASCOs Acceleration Strategy:

Module 2: Acceleration Strategy Due to RUWASCO’s extensive ex-
perience in the industry, its tech-
nical know-how, passion, strong 
work ethic and openness to re-
ceiving feedback and learning 
during the strategic coaching, the 
company has proven that it is able 
to quickly overcome barriers and 
can position itself strategically in 
a growing market. 
The pilot phase has already 
demonstrated that as a result of 
improved financial management 
practices, utilities can now have 

more resources for carrying out re-
pairs, which in turn reduces unnec-
essary financial losses. RUWASCO 
helps utilities improve their revenue 
collection efficiency through the in-
troduction of cash-less payments. 

By helping utilities improve their 
financial management practices 
RUWASCO is helping them improve 
their creditworthiness, making them 
more attractive to investors, not to 
mention that it is also contributing 
to job creation.

A. Revenue Model

Professional water utilities management 
is an end user Þnanced service through 
water sales 

M-MAJI is a customer (B2B) Þnanced 
service through PAYGO & SAAS models

Business Objectives
Increasing No. of water utilities using 

RUWASCO services

Increasing No. of professionaly man-
aged rural water utilities

Increased market share, sales & proÞt

Business KPls

Revenues from sales 
Volume of water sold 
% in market potential 
Revenue growth 
Net proÞt

C. Acceleration 
Milestones

B. Impact Logic
Adoption of professional water manage-
ment practices assures that rural water 
utilities remain functional & efÞcient 
thereby leading to increased access to 
quality water services, improved health, 
job creation, incomes to women & youth

Impact Objectives
Rural communities gaining access to 

improved water services 

Improved Þnancial management
practices by water utilities

Impact KPIs
No. of people gaining access to 

improved water services 

No. of new people gaining access to 
water services 

Quality of water supplied 

No. of new jobs created 

No. Of vulnerable people beneÞting

Cost per cubic meter supplied 

% reduction in non-revenue water

 Sign MOU with Makueni County 
government 

Acquire 5 No. water utilities for 
professional management 

M-MAJI billing system upgraded for 
better functionality 

Establish marketing & virtual 
customer care desk for M-MAJI -On-
board 10 No. rural water utilities to 
MMAJI 

At least 6,000 people gaining 
access to improved water services

Improve revenue collection 
efÞciency in rural utilities due to 
adoption of digital billing system

Improve Þnancial management 
practices of 10 No. water utilities 

M-MAJI adopted by Makueni 
County government for all rural water 
utilities 

Constitute RUWASCO advisory 
board

Fig 14. Overview of RUWASCO’s Acceleration Strategy
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C: Acceleration Milestones
Formulating acceleration 
milestones is a crucial step 
for determining ‘how’ you 
will reach your impact and 
business objectives. Looking 
ahead at the next 6-12 
months, the acceleration 
milestones should present 
desired achievements that 
are necessary in order for 
your business to grow. 

Generally, these milestones 
are linked to a range of 
smaller and larger activities 
or activity packages that your 
business needs to invest in. 
The activities can be internal, 
i.e., setting up and adopting 
an HR policy, or external 
i.e., having a partnership 
established with an R&D 
institution. They could even 
involve the development of 
a new solution, i.e., payment 
services for B2C clients. 

Just like in the final 
step of the first module 
(prioritizing key strengths 
and weaknesses as part of 
your enterprise diagnostic), 
we recommend that you 
have a coach with you to help 
you define your acceleration 

milestones. In order to avoid ending 
up with a long, unrealistic list of 
activities and milestones, focus on 
the milestones that are currently 
more relevant and carefully consider 
the resources needed for reaching 
them. In addition to the acceleration 
strategy, you can draft a lean internal 
workplan with activities, resource 
allocation and deadlines to organize 
and visualize your milestones. 

For milestones that require major 
activities and investments, the next 
module on ‘Transformation Projects’ 
will give you some tips and guidance 
on how to effectively organize and 
plan them.

Selected acceleration milestones 
could be transformational for an 
entire business, its growth journey 
and investment needs. They 
should therefore not be treated 
as an irrelevant task sitting on the 
CEO’s desk and receiving little 
attention, but rather as a strategic 
business development project 
that could change the company 
trajectory. Make sure however that 
you don’t commit to more than 
one transformational milestone 
at the same time since they are 
hefty projects that need significant 
planning and resources. 

Module 2: Acceleration Strategy Examples of acceleration milestones that could be 
considered transformational: 

Testing a new customer segment (i.e., expanding water monitoring 
system sales from utilities to farmers)

Developing a financing service or new payment system for private 
households interested in purchasing a decentralized wastewater 
treatment system

Expanding the business model from selling hardware systems to 
providing maintenance services and testing a new revenue model for 
this respective service

   Sign MOU with Makueni 
County government 

   Acquire 5 No. water utilities 
for professional management 

   M-MAJI billing system 
upgraded for better functionality 

   Establish marketing & virtual 
customer care desk for M-MAJI 
and onboard 10 No. rural water 
utilities to MMAJI 

   Improve revenue collection 
efficiency in rural utilities through 
the adoption of a digital billing 
system

   Improve financial 
management practices of 10 
water utilities who provide 8000+ 
people with safe water

   M-MAJI adopted by Makueni 
County government for all rural 
water utilities

   Constitute RUWASCO 
advisory board

RUWASCO defined key achievements that would 
help transform and further accelerate its business. 
The milestones were achieved during the accelerator 
within less than 12 months: 

1

2

3
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Expected Learning 
Outcomes
After this section, you should: 

   Have identified or updated 
your business objectives and Key 
Performance Indicators (KPIs), 
considering the business model you 
are adopting

   Have a strategic and operational 
plan to implement a transformation 
project 

   Have the basis/proposal for 
collaboration with partners or 
investors as needed for project 
implementation

Plan how you will tackle 
strategic growth barriers

Why is this topic 
important?
Your Transformation Pro-
ject is a crucial step in your 
acceleration journey as it 
provides the basis for unlock-
ing key growth barriers, test 
your new business strategy, 
prove your assumptions, and 
demonstrate operational ca-
pacity. 

Because the transformation 
project will take time and re-
sources to be implemented, 
you will first want to do some 
thorough strategic and oper-
ational planning. 

This planning is not only im-
portant for internal purposes, 
but will also come in useful 
if you plan to raise catalytic 
micro-investments.

Module 3:
Transformation Project 
Let’s get started with your 
Transformation Project:  

1.   In the first step, you will define 
some strategic considerations and 
highlight the business objective 
that this project will contribute to, as 
well as the customers and partners 
who will be involved. You will then 
outline the envisaged development 
and impact of the project (p. 84)

2.   In the second step, you will 
outline all operational aspects, 
including timeline, needed 
resources, as well as your 
implementation plan (p. 84)

A. Strategic considerations

Customers and Partners
• Who will you involve and how? 
What’s their benefit?

• Why is the customer relevant for your
 business?

Enterprise Development
• How will the project substantiate your 
revenue and impact model? 

• How will the project contribute towards 
your differentiation?

• How will the project show that you can 
grow?

• What assumptions will you validate?

B. Operational planning

Timeline

Resources / Budget

Which HR resources do you need? Do you 
require cash budget?

Implementation Plan
(Activities, Outputs)

Documentation
What data, information and testimonials 
do you (plan to) derive from the project?

Fig 15. Template for your Transformation Project

Consider the following questions in the course of 
Module 3: Transformation Project

4.3
Module 3: Transformation Projects

As with the other modules, 
go to your template and 
insert your main findings.
 

https://www.cewas.org/entrepreneurship-business-development/accelerating-water-businesses
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A: Strategic Considerations
How will the project 
substantiate your revenue 
and impact model? How will 
the project show that you can 
grow and what assumptions 
will you validate? 

A transformation project is 
not only a critical step for 
testing your own capacities 
and market potential but can 
also serve as an important 
reference for partners, clients 
and eventually also your 
investors. The result of a 
transformation project could 
have severe implications on 
your scalability, profitability 
and/or impact, as well as your 
overall financial model and 
investment needs. It is key to 
establish and communicate 

how the project will support your 
revenue and impact model. And 
finally, it is an opportunity to validate 
assumptions and strengthen your 
team. 

Transformation Projects are not 
simply an internal assessment but 
are very market focused. So, move 
away from your comfort zone and 
start testing your product, service, 
customer segment or whatever else 
you want to test, in the real market. 
If you can charge a bit for the service 
or product you are testing even 
better. Remember that as we saw in 
the initial prototyping and Minimum 
Viable Product tests, the ultimate 
validation can only be achieved if 
you are actually trying to sell.  

Module 3: Transformation Projects

B: Operational Planning
Because a transformation 
project is usually time- and 
resource intensive, you 
need to assess whether you 
are in a position to invest 
your company’s resources, 
if you need to charge 
clients to cover expenses or 
whether you need external 
investment. 

If you need external 
investment, you will want to 
position this project as the 
basis for a bigger investment 
to come, therefore raising 
a small catalytic grant 
that covers your expenses 
and accounts for the risks. 
Getting a small catalytic 
grant for that purpose can 
also serve as proof that you 
can manage investments 
effectively and meet the set 
targets, opening the doors 
for establishing a relationship 
with potential investors. 

You can also ask your accelerator to 
connect you with relevant micro-
investment opportunities. Note 
that your transformation project 
might take longer than what 
you had previously anticipated in 
your acceleration journey plan, 
so make sure that you have a 
realistic implementation plan with 
clear activities and outputs. Bear 
in mind that the transformation 
project is fast paced and involves 
quick learnings, so a period of 2-6 
months can be ideal, allowing you 
to feed the results back into your 
investment readiness journey. 

Another important thing to 
remember is to document all the 
learnings in a systemic way (data, 
information, and testimonials) as 
they can come in very useful at a 
later stage.

Module 3: Transformation Projects
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This allowed the company to test 
the demand and uptake of its first 
service level, the digital billing 
service. The key learning was that 
there is a significant demand for 
the billing system from water util-
ities and county governments.

RUWASCO strategically invest-
ed in building trust relationships 
with county governments and 
was able to prove to them that 
decision-makers are willing to 
support such initiatives and that 
rural water utilities have the ca-

pacity to pay through payment 
schemes and improved finan-
cial management. Moreover, the 
company could test and prove its 
exemplary customer support. 

RUWASCO conducted a market 
study showing that 90% of utili-
ties are still using manual billing 
systems, highlighting the great 
market potential of RUWASCOs 
solutions.  

During the acceleration programme, RUWASCO de-
veloped and successfully implemented a Transforma-
tion Project with a catalytic grant of 10’000€.

Module 3: Transformation Projects

   Is tackling a pressing 
problem in a growing market. 
As shown in the market analysis 
conducted by RUWASCO, most of 
the water utilities who play a key 
role in rural water supply still use 
manual billing systems.  

   Proved its capacity to 
deliver on its value proposition 
(guarantee the supply of safe and 
affordable water in an efficient, 
innovative, and defendable way). 
The company has undergone 
impressive developments with 
regards to team development and 
internal governance structures 
(IT expertise for its key solution 
M-MAJI, excellent marketing 
and customer support services, 
expertise in the water sector 
and proven ability to provide 
professional services in water 
management and sustainability).  

   Could build awareness and 
create market demand. With 
the support of the catalytic grant, 
RUWASCO could overcome 
key barriers such as the lack 
of product knowledge among 
utilities. Through pitching 
events and tailored trainings, 

the team could raise awareness 
and demand for their services. 
35 county water staff and water 
management committee 
members have been trained 
which has substantially increased 
demand for RUWASCO’s digital 
billing product.

   Is a solid and reliable 
reference for donors and 
investors. RUWASCO established 
new strategic partnerships and 
trust relationships with three 
additional county governments in 
the short period of three months. 

   Has great potential to 
expand. The company could get 
on board several development 
organizations as multipliers 
involved in rural water supply, 
disposing of a large client base.  

   Can meet its ambitious 
targets. The company has 
generated traction as planned, 
has recurring revenues and 
has a scalable business model, 
meaning that it is well-positioned 
to implement a much higher 
investment.

The 3 month project (March 22 – June 22) has already generated evi-
dence that the company:  
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Expected Learning Outcomes
After this section, you should: 

   Have your major financial statements in 
place and have a narrative for your projec-
tions and assumptions

   Understand your investment needs, how 
you will use the investment and what the 
envisaged outcomes are

   Have an overview of suitable investment 
options for water-related enterprises and 
have clarity on what is relevant for each 
option 

   Have clarity on the return on investment 
to approach and negotiate with investors

How to reflect on your finance 
model and establish 
your investment needs   

Why is this topic 
important?
Now that you have identified your 
gaps and needs, developed your 
acceleration objectives and strat-
egy, successfully implemented a 
first transformation project and 
proven that you are investment 
ready, you can move on to the 
most exciting part: building your 
investment case. Are you ready to 
take on the challenge?
This section will give you guidance 
and information on key financial 
requirements that will help you 
develop a solid fundraising strate-
gy. 
There are many valid reasons for 
seeking external financing as a 
business. You could need mon-
ey for launching a new product/
service, optimizing your working 
capital, investing into research and 
development, purchasing new or 
replacing existing assets, growing, 
or expanding into new markets 
etc.

Most importantly you should be able to 
clearly answer these questions: 

   Do you really need the investment? 
Why?

   What exact activities do you need it for? 

   How much money do you need and 
when do you need it? 

   What type of investment do you need? 

   What is the expected impact of the in-
vestment? 

2.   In a second step, you can then 
define your investment needs as well 
as the envisaged use of the investment 
and its outcome (p. 94-95)

3.   Based on these considerations, 
you will be able to select the type of 
investment that applies for your case, 
and you will be able to formulate the 
related returns argument (p.  96-98)

Module 4:
Investment Case 
So, let’s get started with your 
Investment Case: 

1.   In the first step, you need to refine 
and update your financial statements 
and forecasts, including income 
statement, cash-flow forecast and 
balance sheet to prove that you have 
both a profitable business and a solid 
growth plan (p. 90-93)

Fig 16. Template for your Investment Case

A. Financial Forecasts
& Statements

Refined and updated
     • Income Statement
     • Cash-flow forecast
     • Balance Sheet

Rationale for Projections

• Do you have a narrative for all your 
assumptions?

• Why should your revenues actually develop as 
you project them? 

• Which are the key measures you take to ensure 
the envisaged development? 

C. Funding 
Type Pros & Cons

 • Why would you 
qualify for grants, debt 
or equity financing?  
 • What would you still 
need to achieve to 
convince different 
types of investors?

Usage Area

 • For which of your 
financing needs is the 
respective instrument 
potentially suitable?

Grant

Debt

Equity

Return on Investment

• How will investments yield financial 
return and/or impact?

• Which risks do you face to meet 
returns expectations, how do you over-
come those risks?

• What do you still need to achieve to 
convince different types of investors / 
qualify for different types of investment?

B. Investment Needs 
& Envisaged Use and Effects

• How big is your cash-flow gap? 

• How much money do you need for assets, to 
generate traction and to ensure liquidity?

• How will you use the investments and how will 
your business be positioned differently? 

• How will the investment enable you to cover 
costs and become profitable in the future? 

Consider the following questions in the course of 
Module 4: Investment Case

4.4
Module 4: Investment Case

As with the other modules, go 
to your template and insert your 
main findings.
 

https://www.cewas.org/entrepreneurship-business-development/accelerating-water-businesses
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A: Financial Forecasts 
and Statements

The three major financial 
statements that report a 
company’s financial perfor-
mance are: the Income State-
ment, the Balance Sheet, and 
the Cash-flow Statement. If 
you are looking for an exter-
nal investment, you must 
have these documents in 
place, there is simply no way 
around it. 

You need to make sure that your 
financial statements are continuous-
ly updated and that you are able to 
make financial projections for the 
next five years. 

Ideally, you should also have histor-
ical data readily available that cover 
the past two to three years of com-
pany operations. 

Module 4: Investment Case

The Income Statement (also known as Profit and Loss Statement) shows the 
revenues and expenses of a company over a period of time. If your company 
has a deficit in its income statement, you will need to borrow, raise equity, or 
divest assets purchased in the past. To calculate your net income, you take the 
gross income (the total revenue is the sum of both operating and non-operating 
revenues and gains) and then subtract expenses and losses (including primary 
and secondary activities, such as taxes and interest payments). 

Remember that revenues are not receipts. Revenue is earned and reported on 
the incomes statement, while receipts (cash received or paid out) are not. In 
brief, your income statement provides valuable insights into your company’s 
operations, the efficiency of your management, under-performing sectors, and 
your performance compared to others.

INCOME STATEMENT

Never underestimate the importance of your cash flow! Understanding your cash 
flow is vital for your business and forecasting it will play a key role when doing 
financial planning. A cash-flow forecast helps you estimate the amount of money 
that will move in (income) and out (expenses) of your business so you can plan 
how much cash you will need in the future. You should include your estimated 
likely sales, projected payment timings and your projected costs. 

Make sure to take seasonal patterns into account. You can also use data from 
suppliers, industry experts (or even competitors) to make predictions. This 
analysis will help you identify the areas of your business that are either over- or 
under performing and it will also allow you to see the effect of planned changes 
(i.e., if you are planning on hiring, you can see how this will affect related costs). 

By forecasting your income and budgeting, you can ensure that suppliers and 
employees are paid on time. With effective cash-flow forecasting, you will avoid 
running out of cash which in turn will make you insolvent. The forecast can act 
as an early warning for future issues that may arise and help you identify the 
need for a loan. In short, the cash-flow forecast helps you to make more informed 
business decisions. As is the case with all other financial documents, it is crucial 
to keep cash-flow forecasts up-to-date and relevant. You must have a detailed 
forecast for at least the next 12 months and have a rough idea of your expected 
cash needs for the following years.

CASH-FLOW FORECAST

A Balance Sheet is a financial snapshot of what your company owns and owes, 
as well as the amount invested by shareholders. This sheet documents assets, 
liabilities, and shareholder equity at a specific point in time. It provides the basis 
for calculating return projections for investors and is one of the core financial 
statements for evaluating a business. 

BALANCE SHEET
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As you start compiling your 
documents, consider the 
following key points: 

• First and foremost, make 
sure that there are no 
obvious mistakes. Before 
sharing your documents 
with an investor, always 
have them reviewed by your 
mentor / coach / financial 
advisor. If you have any 
inconsistencies such as dips 
or peaks in your cash-flow 
development for example, 
make sure that you can 
justify them in a narrative.

•  Ensure that you have an 
elaborated calculation for 
your direct costs per unit. 
Most enterprises under-
estimate this calculation. Of 
course, you know that the 
more you produce and sell 
the lower your unit costs 
should be (economies of 
scale), however don’t rely on 
being optimistic and factor 
in any potential risks in your 
calculations. 

• Enterprises tend to neglect 
their cash flow projections, 
but the truth is that they are 
very important and useful 
since they can immediately 
show the financial health 
of a company. Cash flow 
projections are even more 

important for companies that are 
subjected to external factors such as 
seasonality. When calculating your 
cash flow projections, also consider 
other risks such as exchange rates 
and inflation. The larger your 
projects, the more elaborate your 
cash flow projections will need to be.

• When it comes to projecting your 
sales revenue, find the fine balance 
between being too conservative and 
completely unrealistic. We advise 
you to work with different scenarios 
(conservative, aggressive, and a 
median one).  

• Most enterprises underestimate 
the growth of their overhead costs. 
Make sure these grow a bit slower 
than your revenues. Usually your 
overhead costs (administrative costs, 
salaries etc.) should grow with your 
revenues. Especially in the water 
sector, there are very few business 
models that allow you to detach 
your revenues from your overhead 
costs (as would be the case in a 
completely digitalized firm).

• When you have a growing 
business, you will most likely expect 
a working capital gap (the difference 
between total current assets and 
total current liabilities). This is due 
to your cash flow conversion cycle, a 
metric that expresses the length of 
time that it takes for a company to 
convert its investments in inventory 
and other resources into cash flows 
from sales.

Module 4: Investment Case Based on the extensive experience of cewas and its partners, we have 
developed a comprehensive, user-friendly Excel Tool that combines all 
relevant key figures, calculations, and statements. 10

Remember that it is not just about filling in the numbers. A crucial step is 
being able to explain every detail behind your calculations. Do you have 
a narrative for all your assumptions? How can you justify that your sales, 
revenues, or overheads will develop the way you project them to? 

To ensure credibility in the face of investors and secure investments, you 
need to know the arguments, strategic thinking, and calculations behind 
your projections as well as how you plan to tackle risks. 

RATIONALE FOR PROJECTIONS

10 Get in touch with us (www.cewas.org) and we are happy to provide the tool.

http://www.cewas.org
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Now that you are nearing 
the acceleration stage and 
have developed your finan-
cial statements, it is a good 
moment to review and spec-
ify your investment needs 
and arguments that will set 

the groundwork for your investment 
case. What is your funding strategy 
and what should be the expected 
impact of these investments? How 
much do you need, for what and 
when? 

B: Investment Needs

Instead of involving investors or other external actors in the provision of 
capital, bootstrapping consists of using existing company resources to 
replace an external investment. It is essentially about optimizing what you 
already have and making the most of it. 

Many water enterprises from emerging markets already use bootstrapping 
as a form of financing. This makes them mostly self-funded and means 
that they can grow their revenues organically until profitability is reached. 
This is the result of having little early-stage risk investments available 
and having business models that don’t require a lot of capital up front in 
order to build and test a minimum viable product (MVP). The advantage 
of this approach is clear: Instead of raising early investments with no or 
limited market validation, you can first test both your market potential and 
demand before involving other parties. This makes you more independent 
from investor’s opinions, pressure, or other liabilities. If bootstrapped 
companies eventually decide to take the plunge and accelerate their 
growth through external funding, they will need to make sure that all their 
documents and company structures are in place. Things such as financial 
forecasts, legal documents, establishing a board etc. might have not been 
a priority during the bootstrapping phase, however they are crucial if 
external actors such as investors need to get involved. 

BOOTSTRAPPING

Module 4: Investment Case

After defining how much you need, 
for what and when, you will be able 
to develop your Investment Ask, 
including envisaged effects and use 
of investment. Depending on your 
investment needs, you can attract 
different types of investments (all of 
them having their Pros and Cons) 
and investors (keeping in mind their 
respective expectations). Remember 
that your investors ask can also be 
of a different nature (not monetary). 
It can be a smart move to look for 
an investor who can offer you more 
than money, i.e., market expertise, 
technical assistance, networks in 
countries you consider expanding 
to, potential linkages to strategic 
partners and clients, etc.  

There are a few good reasons to 
ask for money: 

• You need money for asset 
investments, i.e., physical equipment 
for a new production site, 
manufacturing workshop, vehicles, 
etc. 

• You need extra working capital for: 

• a busy season and to keep the 
business operating in off season, 

• to fill a liquidity gap and to cover 
your suppliers, employees, etc. be-
fore the next set of revenues,

• other business opportunities, i.e., 
purchasing supplies at discounted 
rate in bulk, initial market expansion 
to another country,

• temporary project related ex-
penses, i.e., short-term staff, market-
ing, etc.

We at cewas would like to give 
you an insight into the diverse 
investment needs we have 
identified with enterprises in 
our cewas accelerators. We 
had businesses that had a solid 
1.5 Mio USD investment need 
to cover working capital and 
capital investment requirements 
for their immediate growth 
plans. At the same time, we 
worked with businesses that 
by the end of the accelerator 
recognized they were currently 
satisfied with the organic sales 
and would rather spend more 
time validating their business 
model, before raising 400k 
USD for market expansion.
And in between, we had many 
businesses that had investment 
needs ranging anywhere from 
100-500k USD. So, keep in mind 
that there is no golden number 
for investments and it is all 
about your individual business 
and strategy.

““
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C: Funding Type
It is now time for you 
to analyse what type of 
investment best fits your 
unique investment needs 
and what investment options 
are out there. Once you have 
completed this step you will 
be in a stronger position for 
finding suitable investors.  

Traditionally, there are 
three types of financing 
instruments for young 
and growing businesses: 
grants, debt, and equity. 
However, for young water 
businesses there are many 
more financing instruments 
available that can help 
account for impact, risks 
and, if needed, low-income 
markets. These financial 
instruments are innovative 
variations of the traditional 
instruments or a combination 
of at least two of them, in 
which case we would call 
them blended finance. 

It is possible that not 
all of these innovative 
instruments will exist or 
be fully developed in your 
respective context, but 
we still encourage you 
to consider the following 

options before finalizing your 
investment asks:

• Grants: Even though grants are 
not a traditional form of investment, 
we have deliberately included 
them here because they are very 
relevant, especially for young 
water businesses. Grants are non-
repayable funds, commonly given 
by philanthropies, development 
organisations, NGOs, or public 
institutions to achieve development 
goals, foster innovation or to 
increase employment or support 
to a local economy. Each grant 
comes with specific conditions 
and reporting requirements, which 
sometime are time intensive 
processes for enterprises. You can 
expect grant amounts ranging 
anywhere from 10k-500k and 
typically being provided for the 
following purposes: 

•  Impact incentives or catalytic 
grants that account for risk and 
impact generation and for matching 
more commercial investment  
in the form of debt or equity 

• Research and Development (R&D) 
grants 

• Programme or project related 
funding that is aligned to an 
enterprises business model and 
impact model

Module 4: Investment Case • Debt: Debt financing is 
a way of raising capital by 
borrowing money from 
creditors such as banks, 
financial institutions, or 
other public or private 
organizations. For debt, you 
don’t have to give up any 
ownership in your company. 
But when taking credit, 
your enterprise is obliged to 
repay the amount borrowed 
at a predefined date in the 
future and pay some form 
of interest. However, for an 
enterprise at acceleration 
stage, traditional debt 
financing i.e., from a bank is 
difficult to qualify for. Most 
young businesses don’t 
have enough collateral and 
financial track record to meet 
credit worthiness criteria. 
Moreover, debt liabilities in 
the form of fixed interest can 
be challenging to meet if 
your revenues are fluctuating 
or if you are facing specific 
market risks. There are 
however relevant debt-based 
financing alternatives such as 
revenue-based loans, which 
are offering more flexibility 
as their repayment is not 
based on fixed interest, but a 
percentage of the revenue. 

• Equity: Equity investment 
is financing provided by 
an investor in exchange 
for shares in the company. 

This allows the investor to vote 
on certain company matters 
and, in some cases, benefit from 
dividend disbursements or a board 
seat. Equity financing can be 
an interesting form of financing 
particularly for businesses in their 
initial start-up phase with large 
capital requirements and a model 
that bears potential for scaling.

Compared to debt financing, early-
stage enterprises can access equity 
investments without showing 
a solid track record of success if 
the enterprise meets the investor 
criteria. Keep in mind that for equity, 
company valuation is the key figure, 
which is not easy to determine 
for young companies. Therefore, 
going for equity early on means 
that you will most likely have to 
live with a low valuation and give 
up a relatively high percentage of 
shares. This could become a burden 
in your next equity investment 
rounds when you will be forced 
to dilute your ownership further. 
There are however interesting 
alternatives to conventional equity, 
such as convertible notes, which are 
loans that can be transformed into 
company share at a later stage. 

This is a helpful mechanism if you 
need immediate access to capital, 
but want to postpone the company 
valuation
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There are of course many more investment options, including the more 
innovative options which combine different elements of the traditional 
options. 

Explore our toolbox on financing options and key characteristics where 
you can also explore our sector-specific global investor map to find 
impact and water sector specific investors and financing opportunities 
across the globe. 

Return on investment (ROI) is a performance measure used to evaluate 
the efficiency or profitability of an investment or compare the efficiency of 
several different investments. ROI tries to directly measure the amount of 
return on a particular investment, relative to the investment’s cost.

•   Be aware of what financiers are expecting and what their key 
considerations are. For example, someone who gives a grant is not looking 
for financial returns but outcomes (there can be grants for specific impact, 
for research and development, etc.). 

•   To take a decision from an entrepreneur’s point of view, you must know 
how much you should be able to pay back, if impact is considered to be a 
return on investment, and by when you must deliver. 

•   Financial returns can be very challenging for environmental businesses 
that often only break even after a few years. You also need to be aware that 
it takes a long time until you have produced meaningful impact (if impact 
is considered a return on investment). 

RETURN ON INVESTMENT

Module 4: Investment Case

D: Investment Matchmaking
From identifying to connect-
ing with relevant investors 
all the way to closing an 
investment deal, investment 
matchmaking is a process 
that will easily take a few 
months, a year or more. So 
even if you feel that you don’t 
urgently need the money 
and you can wait for 6 to 12 
months, we still encourage 
you to start looking for the 
right investor(s). 

Depending on the investor 
or financial institution, the 
engagement approach will 

be different. In most cases, when 
it comes to impact investors you 
will either be able to get in touch 
through pitching events or by send-
ing them investment teasers or pitch 
decks. 

Getting the most important informa-
tion across to the investor from the 
outset is essential, as investors won’t 
dedicate you much time if they don’t 
see potential right away. Once you 
attract their interest with your pitch 
deck, you can go into bilateral meet-
ings, evaluation, negotiation, and 
due diligence processes. 

Fig 17: A possible sequence of engagement steps with investors

Module 4: Investment Case

https://sswm.info/perspective/financing-water-impact
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Since we can’t directly help you negotiate with an investor right now, 
here is our suggestion on what to include in an investment teaser and 
in a full pitch deck. 

Finding the right investor at the right time is not a quick and easy process, 
so be prepared for trial and error. Use investor engagements to learn and 
improve and if your business is as good as you think, you’ll succeed.
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THE INVESTMENT TEASER IS A SHORT PITCH DECK 
OR TWO-PAGE DOCUMENT THAT INCLUDES:

THESE ARE THE MOST IMPORTANT COMPONENTS 
OF A FULL PITCH DECK FOR INVESTORS: 

Module 4: Investment Case

Congratulation on reaching the next big stage of developing 
your water business. From personal experience we know that 
the acceleration journey is not an easy one and the results of 
each step can be surprising, frustrating, and motivating at the 
same time. 

Even if it has been hard work, now you really know what it 
takes to accelerate a business and, most importantly, you 
can apply your learnings to your next business goals which 
could be related to impact, investments, new markets, better 
products or building a larger team. If we have been able to 
contribute to your business growth in some way or another 
then we have achieved our goal. 

We now invite you to get in touch to keep the conversation 
going and continue building on your enterprises growth 
journey. Keep up the great work and you will soon be ready to 
scale!

The cewas team
www.cewas.org

Forward 
Thinking




