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About the Research Commissioning Centre 

The Research Commissioning Centre (RCC) supports the UK government Foreign, 

Commonwealth and Development Office's (FCDO) Global Research and Technology 

Development (GRTD) portfolio by commissioning and managing research for global impact 

and scalable solutions. Led by the International Initiative for Impact Evaluation (3ie), the 

University of Birmingham, and a consortium of UK and global research partners, the RCC 

commissions high-quality research across FCDO priority areas. 

About this Case Study 

SafePani is a government-led initiative in Bangladesh that delivers reliable drinking water to 

schools and community clinics through a professional service delivery model. The project sits 

under FCDO’s REACH programme focused on increasing access to safe, reliable water for 

low-income and vulnerable communities and is led by the Local Government Division and 

supported by the Directorate of Primary Education, Department of Secondary and Higher 

Education, Department of Public Health Engineering, Directorate General of Health Services, 

Department of Disaster Management, and the Deputy Commissioner of Khulna District. A 

national steering committee has monitored the performance of SafePani’s pilot over a three-

year period.  

With support from RCC’s Impact Fund, SafePani has successfully moved from research to 

national co-funding and broader scale. This case study highlights how that transition has 

improved water safety outcomes for thousands of people across Bangladesh and 

demonstrates how research can inform policy, financing and large-scale implementation and 

impact. 

Funding 

This project is funded by GRTD, the research portfolio of the FCDO. It is managed through the 

RCC. 

About RCC’s Impact Fund 

The Impact Fund is one of the Research Commissioning Centre’s (RCC) flagship funding 

programmes. It is a targeted funding model that supports organisations delivering innovative 

engagement and evidence uptake initiatives aligned with FCDO’s strategic research priorities. 

Through a portfolio of commissioned grants, the Impact Fund invests in projects that generate 

practical insights, foster collaboration and strengthen the use of research evidence across 

policymaking and with other targeted stakeholders. 
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Highlights 

Context 

Bangladesh faces significant drinking water quality challenges arising from arsenic, 

manganese, salinity and bacteriological contamination. While 99% of households have access 

to a waterpoint, around 40% face E. coli contamination (BBS/UNICEF, 2021). Data on water 

quality in schools and community clinics remain limited. The REACH programme’s research in 

150 schools in Chandpur District (2017–2019) found most waterpoints exceeded 

contamination limits, with repair times often taking weeks to months (Fischer et al., 2021). 

In response, the Government of Bangladesh piloted a professional service delivery model in 

Khulna District from 2021. Baseline data showed similar challenges: 40% of schools testing 

positive for E. coli and 30% rated medium or high sanitary risk. Strong political commitment to 

fulfilling the United Nation’s Sustainable Development Goal 6.1 supported this, though 

infrastructure-based provision norms remained a key institutional barrier.  

  

Key impacts 

• 2016–2021: REACH research established the evidence base showing widespread 

drinking water safety challenges in Bangladesh schools and clinics, creating the case for 

policy reform. 

• 2021–2023: SafePani piloted professional service delivery in Khulna District, scaling 

from 97 to 204 schools and community clinics with endorsement from a national multi-

agency Steering Committee. 

• 2024: Bangladesh’s Planning Commission approved six-year national budget 

commitments to co-fund a results-based contract with the Uptime Catalyst Facility in 

Khulna District. 

• January 2025: District-scale launch covering 1,174 facilities; quarterly verified payments 

disbursed throughout 2025. 

• Q3 2025: Steering Committee approved geographic expansion to Satkhira District in 

2026. 

• Q4 2025: HYSAWA achieved 98% or higher reliability and water safety targets, serving 

1,260 school and healthcare facilities – exceeding contracted scope. 
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Critical enabling partnerships included the University of Oxford, UNICEF Bangladesh, 

Bangladesh University of Engineering and Technology (BUET) and a National Steering 

Committee chaired by the Secretary (Local Government Division) convened departments 

across education, health and local government. The research progressed through three 

phases: pre-niche conceptualisation (2016–2021), niche piloting (2021–2023), and scaling 

through a results-based contract (2023–2025). 

Research summary 

REACH research confirmed that safe drinking water was not reliably available in Bangladeshi 

schools or community clinics, with widespread bacteriological and chemical contamination and 

slow repair times. Baseline surveys in Khulna showed 40% of schools testing positive for E. 

coli and 30% rated at medium or high sanitary risk. 

A detailed costed model estimated district-wide professional service delivery at around USD 1 

per person per year, assessed by the National Steering Committee as affordable and good 

value for money. 

The pilot demonstrated substantial improvements. By Q1 2025, 100% of waterpoints met E. 

coli management requirements (compared to a historical baseline of 21%) and 97% showed 

low sanitary risk (vs. 61%). Low sanitary risk refers to the likelihood that a water point could 

become contaminated based on its surrounding conditions and infrastructure. This is 

assessed through sanitary inspections that look for risk factors such as poor drainage, 

standing water, or damaged or poorly sealed components. A “low risk” rating indicates that few 

or none of these hazards that service providers are responsible for, are present, meaning the 

water point is well-protected and less likely to become contaminated over time. These gains 

were sustained across all four quarters of 2025, with HYSAWA achieving 98% or higher 

reliability and water safety by Q4 2025. 

Summary of Impact Fund support  

The RCC Impact Fund supported government co-

funding in Khulna District in Q3 and Q4 2025 

matching the Bangladesh government’s results-

based payments. 

This support benefited approximately 215,000 

people in each quarter. The Impact Fund 

specifically supported matched payments, with all 

other programme costs covered by government 

and partner contributions.   
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Funders and contributors 

The REACH programme is funded by UK Aid from the UK Foreign, Commonwealth and 

Development Office (FCDO) (Programme Code 201880) and led by the University of Oxford in 

partnership with UNICEF Bangladesh and the Bangladesh University of Engineering and 

Technology (BUET). 

The results-based contract is co-funded by the Policy Support Branch of the Government of 

Bangladesh and the Uptime Catalyst Facility (UK registered charity). Uptime Global provides 

independent performance verification, and HYSAWA serves as the contracted service provider 

in Khulna District. 

Engagement activities  

SafePani combines national coordination, global advocacy and evidence dissemination to 

support uptake and scale. These are some engagement activities over the span of the 

programme. 

• A National Steering Committee in Bangladesh, chaired by the Secretary (LGD, Water 

Supply Wing), convened biannually from November 2021, with meetings held in Istanbul, 

Dhaka and Khulna. A District Working Group chaired by the Deputy Commissioner of 

Khulna met two to three times annually, supported by ongoing local engagement from 

HYSAWA Community Liaison Officers. 

• International advocacy included the 2019 REACH Conference in Oxford (July 2019); the 

UN Water Conference in New York (March 2023), where government readiness to co-

finance SafePani was announced; the REACH Global Water Security Conference 

(September 2023); and World Water Week in Stockholm (August 2025). 

• Published outputs include Hoque et al. (2026), REACH Working Papers 9, 10 and 11 

(Hoque et al., 2021, Hope et al., 2021, Fischer et al., 2021) district-scale cost estimates 

(REACH, 2023), and a Story of Change policy brief (REACH, 2025). Co-authorship with 

government counterparts helped strengthen legitimacy and embed findings in national 

planning and budgeting processes. 
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Research uptake summary 

The SafePani research followed a clear trajectory from conceptualisation to institutionalisation, 

with research uptake occurring progressively across three phases.  

• Pre-niche phase (2016–2021): REACH research in Matlab (Chandpur) and Polder 29 

(Khulna) provided the empirical foundation. Co-authored working papers with Government 

of Bangladesh officials, including Hope et al. (2021) and Fischer et al. (2021), shifted the 

policy discourse from infrastructure access to service quality, accountability and results-

based funding. 

• Niche phase (2021–2023): Research findings directly informed pilot design. HYSAWA was 

competitively contracted in 2021, with performance metrics for water safety (E. coli 

management, sanitary inspections, chemical testing) and reliability reliability (96% or higher 

uptime, 48-hour repair requirement) derived from evidence. The pilot then expanded to 204 

institutions. The third National Steering Committee meeting in Khulna (September 2022) 

included field visits and presented scale-up cost estimates to senior government officials. In 

2023, district-scale cost estimates were published as a REACH brief co-authored by the 

LGD Secretary and National Steering Committee, providing the analytical basis for the 

Technical Assistance Project Proposal (TAPP) submission to the Planning Commission. 

• Niche-regime phase (2023–2025): In March 2023, the LGD Secretary publicly announced 

government readiness to co-finance SafePani at the UN Water Conference in New York. A 

TAPP co-developed between LGD’s Policy Support Branch and UCF (budget: BDT 220 

million, 2024–2030) was submitted to the Planning Commission of Bangladesh. Following 

political disruption in mid-2024, the Planning Adviser of the interim government endorsed 

the TAPP in September 2024, citing the model’s low fiscal footprint and institutional 

credibility. The results-based contract commenced 20 January 2025, covering 1,174 

facilities in nine upazilas. 

Additional data: 

• Quarterly payments in 2025 were validated by Uptime Global and disbursed. 

• HYSAWA served 1,260 facilities in Q4 2025 (86 beyond contracted scope), achieving 98%+ 

on reliability and 100% on E. coli management requirements.  

• In Q3 2025, the Steering Committee approved expansion to Satkhira District from January 

2026, driven directly by 2025 performance evidence. 
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Next steps and potential impact 

Expansion to the Satkhira District is expected to begin in Q3 of 2026, marking the next phase 

of scale. The Directorate of Primary Education’s Fifth Primary Education Development 

Programme (PEDP5), commencing in 2025, is considering the SafePani model to potentially 

serve all 65,566 public primary schools across Bangladesh. 

Discussions are also underway to extend the model to secondary schools and district 

hospitals, with collaboration between the Directorate General of Health Services, Local 

Government Division, UNICEF Bangladesh and the University of Oxford. 

At current scale, SafePani benefits approximately 215,000 pupils and 2,400 daily outpatients 

annually at USD 1 per person per year. Verified data from 2025 demonstrate sustained 

impact, with 97–100% compliance on E. coli management and 98% or higher reliability across 

1,174 facilities. National adoption could extend these benefits to tens of millions of children 

and vulnerable populations across rural Bangladesh. 

The SafePani model is already demonstrating its potential beyond Bangladesh. In 2025, it was 

adapted and piloted with the Government of Zambia in the Mumbwa District under the name 

SafeManzi, maintaining the same results-based financing model and independent verification 

approach. Early results are strong, with the local professional service provider achieving over 

98% compliance with performance targets by Q4 in 2025. 

Building on this progress, the Government of Zambia plans to co-fund implementation in the 

district from 2026. At the same time, scale-up activities are underway across Central Province, 

covering approximately 1,100 facilities, through a four-ministry memorandum of understanding 

spanning Local Government, Education, Health, and Water, Sanitation and Development. 

This work is aligned with Zambia's Presidential mandate to ensure reliable drinking water 

across public facilities. The University of Oxford and Uptime teams are working with 

government partners to scope a national model for delivery by 2030. If realised, this approach 

could extend reliable, safe drinking water services to over 3 million rural pupils and patients 

across schools and clinics, demonstrating the model’s potential as a scalable, government-led 

solution in diverse contexts. 
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