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Strategies and tactics

Definitions:

• The management of an army in a campaign

• The art of disposing armed forces in order of battle and the organising of 
operations

• A plan of action in business or politics

•The plans and means adopted in carrying out a scheme or achieving some 
end

• Strategy – high level overview

• Tactics – lower level means to end



A Business or Corporate Plan covers all aspects of the 
business and includes vision and mission 
statements

A Strategy is a high level plan of action, usually for a 
single function, based on overall objectives. It will 
identify means, responsibilities and timescales

Tactics cover the detailed plans to convert the overall 
strategy into reality and include many lower level 
plans and projects
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Plans, Strategies and Tactics



Business Plan tools and techniques include:

• Strategies
• Asset Management Planning (AMP)
• Performance Improvement Programs (PIPs)
• Operational Performance Review (OPR)
• Operations Research (OR)
• Total Quality Management (TQM)
• Working for Quality (WfQ)
• Risk Management
• ISO 9000 and 14000

…………and many other ‘flavours of the month’
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Business Plans and Strategies
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Business Plans and Strategies

The Business Plan containing the financial model and plans for the long 
term

A Customer Services Plan to deal with the Charter and other Customer 
issues

The Operating Services Plan for operations including the technical 
strategies

The Ten Year Development Plan to include the Investment Strategy, 
Asset Management Plan and Annual Development Plan

An Organisation and Human Resources Plan to include Change 
Management and Training

A plan for the provision and continued development of support services

The Corporate Plan

Each of these is 
a strategy

Example of the 
content of a 
Corporate Plan



Why do we need strategies?

•They provide a transparent basis for plans which we 
can all agree on

•They provide direction for the organisation regardless 
of who is responsible

•They provide an undertaking to those who will benefit

•They provide a framework for investors who need to 
understand the direction of the business

•They indicate a commitment to the long term



Types of strategy

•Business development
- to become more profitable

•Investment
- to enable the business to achieve objectives

•Service/operational
- to deliver customer services

•Asset management plan
- to ensure the longevity of assets
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Water strategies (typical)

•Water resources

•Treatment and storage

•Distribution

•Leakage control

•Sewerage

•Sewage treatment

How do these 
relate to your 
Water Company?
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Business strategies (examples)

•Billing and collection

•Human resources

•Training

•Health and safety

•Customer relations

•ICT

How do these 
relate to your 
Water Company?



The steps in devising a strategy

1. Set objectives
2. Determine the existing service levels
3. Survey the existing assets
4. Undertake ‘gap analysis’
5. Examine options for improvement
6. Cost and analyse options
7. Select preferred option and consult
8. Set out investment program with costs and timing
9. Obtain funding
10.Allocate resources and responsibilities in detailed plans
11.Carry out  component plans and commission new assets
12.Operate and maintain
13.Review



• There will be 100 percent access to uninterrupted water supply

• Water quality will meet Ghana Standard Board criteria

• Non revenue water (due to physical and commercial losses) in the 
GWCL system will amount to 20-25 percent

• At least 80 percent of Accra’s citizens will have access to an 
acceptable level of sanitation facilities

[Accra Learning Alliance objectives for 2030]
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1. Set Objectives



Either:

• Use existing data on service levels

[need to know what the customers are getting now]

Or

• Carry out new survey

[expensive and time consuming]
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2. Determine existing service levels
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3. Survey the existing assets 

• Time consuming and expensive if done from scratch

[may need consultants]

• Quick and easy if the AMP asset inventory already exists

[only needs updating]

• Plants are relatively easy to survey

• Pipeline data is much harder to compile
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4. Undertake ‘gap analysis’

Need to identify the gap in each area of the business related to the 
objective e.g.:

Water resource - current average supply = 70 l/c/d
- target supply = 135 l/c/d

Therefore shortfall in supply is 65 l/c/d times 3 million (population served)

Amounting to 195 Ml/d or approximately 300 Ml/d after allowing for 
treatment and distribution losses
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5. Examine options for improvement

Options (example):

1. New groundwater sources

2. Increased abstraction and new treatment plant at xyz

3. Desalination

Some options may be discounted at the outset if they are obviously 
much more expensive.

Options may need to be refined according to topography



16

6. Cost and analyse options
Option Cost Timeframe
Groundwater $30m 10 years
New treatment $20m 5 years
Desalination $50m 3 years

There are a number of techniques for analysing options which 
include:

•Discounted cash flow (NPVs)

•Cost benefit

•Return on capital employed

•Environmental analysis

•SWOT

•What is appropriate technology
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7. Select preferred option and consult 

Based on the analyses, the preferred option is chosen.

If there is little to choose then more than one may be 
considered further.

The preferred option(s) is/are put forward for consultation 
with stakeholders.

‘Appropriate technology’ should be given preference.
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8. Include in investment program

Input to the CIP:

• Scheme name(s)
• Phasing
• Costs
• Timescale
• Responsibilities

• Funder

[more on CIP in a later session]
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9. Obtain funding 

Who will fund the project(s)?

• Government

• Utility itself

• Funding agency/aid

• Co-funded by above



10. Allocate resources and responsibilities

Once the projects are identified they have to be packaged:

• For design

• For construction

Responsibility for each is allocated and will involve 
third parties (consultants and contractors).
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11. Carry out component plans

• Construction

• Commissioning

[commissioning is the most overlooked and 
neglected function in the implementation of a 
strategy]
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12. Operate and maintain

New assets must be maintained effectively and efficiently 
otherwise the investment is wasted.

Investors are reluctant to provide new capital where it 
apparent that the existing assets are not maintained 
and are inoperable.

Avoid ‘white elephants’ – use appropriate technology.

How do these relate to your Water Company?
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14. Review

All projects should be subject to ‘post appraisal’ whereby 
the actual benefits are compared with those given at 
the appraisal stage.

The reasons for non-achievement should be objectively 
explained and lessons learned.
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Summary

• Projects need to go through a series of steps from 
conception to fulfilment

• They need to be based on achievable objectives and 
involve technology that is able to be operated and 
maintained in that environment

• Vigorous appraisal is required before investment is 
committed

• Strategies are easier to plan and carry out if based on 
reliable data such as the asset inventory of an AMP



Masterplan vs Rolling
Programme

• Outside Consultant
control

• 3 years action/7 years
inaction

• Large contracts -
overseas contractors

• Inflexible and
unresponsive

• Client control -
Consultant advises

• 5 year rolling
programme

• Smaller local contracts

• Flexible and
responsive



Case Study 1 - Inappropriate consent standard
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Case Study 3 - Sewage pumping
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Case study 6 - steel pipelines

City ‘B’
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Case study 8 - Commissioning

City ‘K’

City ‘P’ PStn

Lagoons
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