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EXECUTIVE SUMMARY
The document in your hands (or on your screen) represents a significant step forward for Living
Water International. Five years ago we conducted “Watershed,” our first process of global strategic
planning and spiritual discernment. The five-year plan that emerged (spanning 2011-2015) focused
on cultivating our strengths for growth and impact, and has had us working hard to build a global,
professional, mission-focused, God-honoring organization. In 2015, as we celebrate our 25th
anniversary, we are building on this foundation by asking, “In light of the organization we are
becoming, where is God calling us to go, and what is he calling us to do in the next 25 years?”
We have recently completed “Watershed 2040,” a process designed to answer this question by
articulating a vision for Living Water in 2040 and outlining a roadmap that will carry us through
2017-2021.1 Hundreds of staff, board members, pastors, community leaders, and partners spoke into
Watershed 2040 through interviews or participation in a regional summit.
The 2040 Vision (pages 10-11) anticipates that Living Water will stay true to its integral mission
of demonstrating and proclaiming the gospel of Jesus Christ through water, sanitation, and hygiene
(WASH) programming—working alongside communities, strengthening churches, and engaging
decision-makers in thirty countries across Africa, Latin America, the Caribbean, and South Asia. We
envision that an annual budget of $150 million will be funded by a diverse community of churches,
individuals, foundations, and corporations in multiple countries. Led by an international board, the
organization will be decentralized geographically but unified in its vision, strategies, and systems.
The Roadmap to 2021 (pages 12-28) builds on our Core Values of Honoring God, Developing
People, Pursuing Excellence, and Being Good Stewards. It maintains the trajectory of the previous
plan and builds on the innovations that emerged during this period. We have new clarity and
measurability for “WHAT we do” as we participate with God in the lives of our stakeholders: 1)
improving core outputs in communities, 2) increasing access to sustainable WASH services, 3)
nurturing thriving churches, and 4) transforming and fulfilling donors. We have new insights into
“HOW we do it” as we consider the ways we grow and steward our finances, strengthen processes
that work (including a commitment to partnerships and innovations), and develop the people and
systems that will make it all possible.
Across all of these areas we are building a framework for Living Water to become an increasingly
results-based organization. Our measurement capacity is growing, not only for the things that can be
easily counted, like revenue and water systems completed, but also for those critical factors that are
sometimes difficult to measure, like organizational culture, holistic health of staff, churches
mobilized, donors engaged, and communities transformed by water and the Word.

1

Although originally envisioned as the plan for 2016-2020; however, there was a six-month shift in the
timeframe due to a strategic shift to a July-June fiscal and planning year, from 2017 onward.
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1. BACKGROUND & PROCESS
Living Water International was founded in 1990 as a volunteer-driven, Houston-based nonprofit,
focused on providing clean water to rural communities in Kenya. Its mission: “to demonstrate the
love of God by helping communities acquire desperately needed clean water, and experience ‘living
water’—the gospel of Jesus Christ—which alone satisfies the deepest thirst.” Training initiatives and
new partnerships led to unexpected growth; Living Water brought on its first US staff member in
1997 and began an exciting journey toward becoming a multi-million dollar organization spanning
four continents.
In 2010, the organization redefined itself through “Watershed: Cultivating our Strengths for
Growth and Impact,” a year-long process of discernment and envisioning that involved more than
300 people in five regional summits. International staff, local leaders, donors, and partners met in
Guatemala, Haiti, Uganda, and the United States to chart a course for Living Water to become the
organization they dreamed of. The result was Living Water’s Global Strategic Plan for 2011-2015.
The plan stretched our focus and capacity. Where we had long focused on individual water
systems (usually hand pumps on boreholes) in scattered communities, we expanded our approach to
address water access, sanitation, and hygiene (WASH) in focused geographic areas—seeking
improved health, school attendance, livelihoods, and spiritual transformation in whole districts and
counties as we demonstrate and proclaim the gospel of Jesus Christ.
Today, five years later, incredible progress has been made in terms of revenue, budget, staff,
short-term trips, and our ability to measure results. Quality standards are improving the outputs and
outcomes of every program, including progress toward integrated WASH services that are
customized to each context in which we work. Engaging with local churches and proclaiming the
gospel are more important than ever.

Growth & Efficiency, 2009-2014
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Much of our work has been on the organization itself. Living Water has grown into a nextgeneration, global non-government organization (NGO) with eighteen new and financially
consolidated subsidiaries that are led by national leaders and teams, and supported by regional and
global teams. Our fundraising and engagement platforms have expanded from a local Houston-area
focus to become a national effort of major gift representatives and church mobilizers supported by
Houston-based Marketing & Communications, Donor Services,
and grant management teams.

Watershed 2040
In 2013, Living Water’s Board of Directors charged
CEO Mike Mantel and the Living Water staff to build on this foundation by developing a plan for
2016 and beyond. This time the mandate was even bigger: to develop a Global Strategic Plan for the
next five years and to do it in within the context of a long-term vision. In 2015, Living Water is
celebrating its twenty-fifth anniversary. What is God calling us to for the next twenty-five years?
During 2014 we launched a process of spiritual discernment designed to answer this question,
called “Watershed 2040.” As in the 2010 planning process, we again conducted regional summits
and individual interviews to prayerfully engage the perspective, wisdom, and vision of a wide variety
of people: country and regional staff, local leaders, partners, and donors. We also conducted
interviews and online surveys with an even larger set of stakeholders, particularly community
members, local pastors, and government leaders. Through all of this we focused on a specific set of
questions related to: 1) program focus, 2) country focus, 3) organizational size, 4) engagement with
the Church, 5) organizational structure and leadership, and 6) transformational donor engagement.
At the Integration Summit in November, a team of 40 people representing all teams and regions
of the organization consolidated the results of the previous summits and interviews into an
integrated draft describing Living Water’s Core Values, 2040 Vision, and proposed
Strategic Results, Objectives, and Measures for 2021.
While some of the ideas that emerged from Watershed 2040 were
not surprising, others were unexpected. We have a clear desire to
stabilize, solidify, and strengthen the organization through system
improvements and training, with a particular focus on increasing
program effectiveness. There is a growing emphasis on truly
“integral mission”: demonstrating and proclaiming the gospel of
Jesus Christ in all that we say and do. In particular, we see
mobilizing the Church to be an increasingly central part of our
mission. New approaches for building collaborative partnerships and carrying out dynamic
fundraising are on the horizon, which will involve articulating our value proposition effectively,
obtaining significant multi-year grants, and expanding our individual- and church-based donor pool.
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2. CORE VALUES
Our Core Values describe what we stand for and define our behavior. They provide guidance for
our decision-making, daily conduct, and interactions. These values are the basis for Living Water
being a sustainable organization and effectively accomplishing our mission. In the Watershed 2040
summits that took place in 2014, staff and key stakeholders articulated what Living Water looks like
when it is fully living into each Core Value.

Honor God
God is at the center of everything at Living Water. He calls, and we respond. He initiates, and we
participate. Our core motivation is to honor him through our integral mission of demonstrating and
proclaiming the gospel of Jesus Christ. We are at our best when we are doing this in a deeply
relational way, intentionally focusing on the physical and spiritual needs of real people who are
made in God’s image.
We seek to do all things as an act of worship to God. Within our organization, we are committed
to prayer. We integrate it into the daily work we do, from the boardroom to the communities we
serve. We honor God by partnering effectively with other Christ-focused organizations; when we
work together as one body, we bring him honor before others. In particular, we recognize the unique
role that the Church, the Bride of Christ, has in demonstrating and proclaiming the gospel, and we
are devoted to mobilizing and supporting her in accomplishing this integral mission.

Develop People
We long to participate in God’s loving transformation of people, empowering and building up
both our staff and those that we serve. As staff and community members, donors and churches,
board members and volunteers participate together in God’s transformational story, we are all
transformed. We are committed to developing people through prayerful listening, discernment, and
collaboration. We design programs with local people, to empower local people—with the vision that
they will thrive as God intended them to.
We cultivate a spiritual community among our board, staff, donors, and partners that results in
effective, people-focused ministry and mutual transformation. Founders value newcomers, and
newcomers glean the vision of the founders. We value and invest in people, equipping servant
leaders in every part of the organization to draw out the passion and participation of those they lead.
We believe that by honoring and developing people, we strengthen our witness of the God who made
us all.

7

Pursue Excellence
We honor God by doing our work with excellence. We are committed to pursuing our mission
effectively and efficiently, continuously building our professionalism, maintaining high quality
standards in all activities, continually learning and improving. We consistently follow through to
ensure that work is completed well. We nurture a culture of learning that keeps us agile and
adaptable. We build accountability by measuring and documenting what is important. When we fail,
we make things right and study what went wrong, sharing lessons we learn across the organization
and beyond. We are a dynamic organization, continually learning and adapting to the changing
reality of our environments.
We enthusiastically pursue strategic change that will allow us to accomplish our calling with
greater excellence. We maintain discipline in the scope of our work, and are willing to say “no” to
things that spread us too thin or distract us from making the greatest possible contribution to our
core mission.

Be Good Stewards
We know that all resources are God’s. He entrusts them to us for a time so that we can steward
them well to advance his kingdom purposes. Good financial management is part of this, as we
effectively communicate with donors, increase revenue from a growing range of sources, and invest
funds wisely. Wise investment includes managing growth well, right-sizing our systems and
structures to match our budget and capacity.
Good stewardship requires us to exercise wise leadership and make effective decisions across the
organization, and to work effectively with other organizations so that we maximize our strengths and
have more collective impact with limited resources.
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3. TWENTY-FIVE YEAR TRENDS
The world is changing fast, and there are many external factors that will increasingly impact the
ministry of Living Water International. In order to inform our envisioning of what the organization
may look like by 2040, we looked at statistics and projections in a number of key areas.2
The population will likely pass 9 billion by 2040, with growth happening primarily in less
developed nations and Muslim countries. Seventy percent of people will be urban—there will be 23
cities numbering 20 million people or more, and the biggest 10 will be in Asia or Africa. Most of the
world’s Christians will live to the global South and East, and people groups unreached with the
gospel will be increasingly concentrated in the “10/40 Window.” The majority of the world will
continue to be oral-preference learners. Nominal believers, those who are Christians in name only,
will be an increasing proportion of the population in Latin America and Sub-Saharan Africa.
Absolute water scarcity will affect 1.5 billion people, mostly in North Africa and the Middle East.
Mobile technology and virtually instant communication will become the global norm. Private sector
businesses, social enterprises, and strategic organizational alliances will become major forces that
blur the lines of international development.

Population change projection, 2000-2040

2

See the summary results of these explorations at: https://livingwater.box.com/2040trends
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4. VISION FOR 2040
In 2040, Living Water International mobilizes communities, churches3, and governments
toward physical and spiritual transformation through its programming. In its countries of operation,
Living Water honors God by:
•

Working alongside communities to implement lasting water, sanitation, and hygiene
(WASH) services4—large or small scale, rural or urban—while bearing witness to Jesus
Christ in word and deed.

•

Strengthening churches’ capacity to thrive, collaborate, and carry out integral mission5
(physical and spiritual ministry) for the long term.

•

Supporting national governments to develop WASH policies that uphold human dignity
and caring for “the least of these.”

In 2040, we are a $150 million organization, strategically working in 30 countries. In particular,
we prioritize working in countries at the intersection of compelling needs for: 1) WASH services and
2) the gospel message and churches to be strengthened or established. We are committed to being
good stewards by investing resources wisely and transparently, with the recognition that they have
been entrusted to us by God.
Striving for quality and accountability, we consistently track relevant metrics and adapt to what
we learn. Every country office meets or exceeds Living Water’s quality standards. In our
commitment to pursuing excellence, we invest 5% of our global program budget in promoting
innovation through applied research.
We have developed diversified funding streams (including churches, individuals, foundations,
and corporations across the globe) to build sustainable revenue. We have established new
fundraising offices in regions where there is: 1) a strong economy and 2) a strong Church. Donors
are themselves fulfilled and transformed through Living Water’s Christian witness, expressed
through quality relationships, expectations that are well defined and consistently met, and
compelling communication.
We are a multi-national organization. Living Water US is one of many national offices and
governed by a globally representative board. The global organization is decentralized geographically
but unified in its vision, strategies, and systems. We cultivate a healthy, Christ-centered community,

3

Living Water defines local churches as “sustainable faith communities made up of followers of Jesus Christ that are
accessible to all, and where worship, nurture, and mission take place.” See Living Water’s Church Mobilization
Strategy, p. 23 (http://livingwater.box.com/cms).

4

See Accord Principles of Excellence in WASH: wash.accordnetwork.org/wash-principles

5

See Accord Network Principles of Excellence in Integral Mission: accordnetwork.org/integral
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calling staff in every office to spend 2+ hours a week in corporate prayer and fostering spiritual
accountability for all employees. In our commitment to developing people, we expect all staff to
spend 40 hours annually on professional development.
We multiply our impact, efficiency, and learning through multi-national alliances and
collaboration with local partners concerned with WASH and integral Christian mission—and also
linking our work to organizations engaged in other expressions of integral mission (such as
education, medical care, economic development, creation care, etc.). Believing that the global
Church is God’s primary agent of change in the world, we are committed to serving and mobilizing
the Church everywhere we encounter her, extending her reach and enabling more effective integral
mission through WASH.
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5. STRATEGIC RESULTS FOR 2021
As we begin to move toward our Vision for 2040, we propose to spend 2017-2021 strengthening
the organization we are becoming. This means cementing our identity as an organization in which
proclamation and demonstration of the gospel are truly inseparable, and consistently high-quality
implementation is expected. We will approach 2021 as a
well-established organization that is decentralized

2040 Vision

in structure but unified in values, vision,

Strategic Themes
Four topics have consistently
emerged as themes that have become
“pillars” for Living Water’s Global

2021 Result

2021 Result

Dynamic Fundraising

impact.

2021 Result

Collaborative Partnerships

from activities to outcomes and

2021 Result

Church Mobilization

we will increasingly shift our focus

Program Effectiveness

strategies, and systems. In all areas,

Strategic Plan for 2017-2021, and in
which we desire to see dramatic
positive results.

Honor God • Develop People • Pursue Excellence • Be Good Stewards

Theme 1: Program Effectiveness
In 2021, Living Water International honors God by delivering consistently high quality programs
that sustainably address many aspects of water, sanitation, and hygiene (WASH) and is becoming a
leader in its sector. Each Country office demonstrates measurable success according to its
operational category6 in the areas of planning, outcomes, stewardship, transparency, and gospel
proclamation. We will focus on the safety and security of staff, partners, families, and communities.
Programs consistently nurture the spiritual and physical transformation of families, churches, and
communities—enabling increased health, education, and livelihoods, and validating their dignity as
people made in the image of God.

6

The Operational Categories are described in full in Living Water’s Quality Standards for Programs v.2.5:
https://livingwater.box.com/QualityStandards, and are discussed further on page 15.
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Theme 2: Church Mobilization
By 2021, churches from all of Living Water’s fundraising and program regions see us as a partner
of choice for increasing cross-cultural leadership capacity and equipping people to be disciplemakers. We effectively demonstrate and proclaim God’s love and truth alongside the Church in all of
its work, both locally and globally. Churches have a formal leadership role in WASH services for at
least 50% of Living Water’s partner communities, and there is a growing network of US and
international churches that are being mobilized in measurable ways through their collaboration with
Living Water.

Theme 3: Collaborative Partnerships
In 2021, Living Water achieves more impact, operates with greater efficiency, demonstrates
increased learning, and reduces risk through collaborative partnerships. Collaborative partnerships
build our collective impact in integral mission through WASH, and also expand our capability to
address other aspects of integral mission without compromising our organizational focus. At the
national, regional, and global levels, we actively pursue and prioritize partnerships and alliances
that: 1) Mutually grow influence of the partners, 2) Accelerate innovation and learning, 3) Establish
and measure shared goals and metrics, and 4) Include mutual accountability.

Theme 4: Dynamic Fundraising
In 2021, Living Water pursues fundraising as a God-inspired ministry that engages both the
hearts and heads of donors and results in spiritual transformation. We clearly understand and
effectively communicate our value proposition and brand. We actively seek individuals, churches,
foundations, corporations, and others to stem the water crisis and share the love of Jesus through
service (e.g. volunteerism, Short-term Trips, Team Living Water) and financial contributions. We
see all donors as strategic partners, meeting people where they are and moving them into deeper
relationship with the thirsty. We utilize diverse fundraising opportunities (monthly giving, major
donor campaign, planned giving, etc.) to inspire donors at all giving levels. We have new capacity to
raise funds in additional developed countries and in the countries in which we serve.
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Geographic Priorities, Depth & “Footprint”
As we grow toward the scale and scope of our 2040 Vision, it is clear that we must continue to
reassess our geographic priorities in light of physical need, spiritual need, and operational feasibility,
in order to maximize impact. To explore this, we have begun to expand our research to include
factors such as lack of improved water, lack of sanitation, unreached people, and nominalism among
Christians. We are also considering operational hazards such as travel risk, government restriction of
religion, social hostility toward religion, and corruption. The example assessment tool pictured
below explores data in these areas and allows for some experimentation on how heavily Living Water
might weigh each factor.
Example Geographic Priority Matrix
(only top portion shown)

We will use considerations like these to strategically discern where to go deeper, where to
expand as doors open, and when to say “no” to opportunities that don’t support the strategies we
believe God has directed us to. Based on broad input through Watershed 2040, we will continue to
focus the majority of our work in areas where we can support the renewal and mission efforts of the
existing Church. In addition, we will identify a few strategic places where the gospel has never truly
taken root and explore new models that could be effective in these unreached places.
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As we reaffirm physical and spiritual need and operational feasibility, our first priority is to
invest more deeply in existing operations as we consider our long-term plans in each of these
countries. Between 2017 and 2021, we will build our understanding of the best funding models for
each Operational Category (1-4), and then ensure that every Category 1 operation is resourced and
equipped to reach Category 2. We will continue to identify and develop WASH Program Areas
(WPAs, discussed further on pages 17-18) based on strategy, relative need, and availability of funds,
which will move additional operations through Category 3 to Category 4.
Living Water International Operational Categories

Category 2
Additional emphasis on
community engagement,
church mobilization,and
participatory hygiene
education. Meeting all
quality standards.

Category 1

Category 4
At least one WPA
approved and launched
into implementation phase.

Ap
ba pro
se ve
d db
on y
str Re
at gio
eg n
y & al
bu Offi
d g ce
et

Focus on water points,
gospel proclamation, and
introductory hygiene.
Operational practices in place
for reporting, safety,
equipment, accounting, and
basic HR.

Category 3
Identifying, designing, or
staging a WASH Program
Area. Beginning to measure
outcomes.

We will be open to expanding selectively to one or two new countries in the coming five years as
opportunities emerge and the Holy Spirit leads, particularly with the visible needs and hazards in
mind, and in line with existing capacity for support. For instance, our experience in West African
nations such as Liberia and Sierra Leone, along with our growing regional support capacity might
translate well into work in a nearby high-need country such as Togo or Benin.
Based on what we currently know about physical and spiritual need, potential hazards, regional
issues, and organizational capacity, we anticipate that Living Water may develop programs in some
of the following new countries in the coming decades, and will likely explore others as we go:
•
•
•
•
•
•

Benin
Bolivia
Brazil
Cambodia
Democratic Republic of Congo
Dominican Republic

•
•
•
•
•
•

Ecuador
Mozambique
Malawi
Niger
Panama
Togo
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6. 2017-2021 GLOBAL STRATEGIC OBJECTIVES
The 16 Strategic Objectives on the following pages outline the continual improvement activities
that are necessary to achieve our 2021 Strategic Results and launch us toward our 2040 Vision.
These global objectives provide a framework for each team (Development, Human Resources, etc.) to
set its own aligned objectives and measures and to develop plans. Country offices have also “cascaded”
a set of consistent operational objectives as the basis for multi-year country strategies.7 This dynamic,
flexible approach will build capacity for self-organization, improve ownership, enable effective and
timely adaptation of plans, and empower teams to respond quickly to challenges and opportunities.

7

Strategic plans for the country offices follow a consistent structure and format, summarized here:
https://livingwater.box.com/CO-strat-format

Serve Communities, Churches & Donors
Strategic Objective 1: Improve Core Outputs in Communities
Ultimately, Living Water accomplishes its mission through the impact that happens in people’s
lives. We undertake activities (like drilling, or conducting workshops) that produce direct outputs
(such as completed wells, or workshop participants). Outputs result in outcomes (like increased
household access to water, or changed behaviors). Ultimately, these contribute to a
greater impact: sustainable health and livelihoods, and individuals and churches that
are mobilized for the long-term demonstration and proclamation of the gospel of
Jesus Christ in their communities. We can only measure outcomes and impact in
those programs that focus on field research using tools such as household
surveys (generally WASH Program Areas—see Objective 2), but we can
consistently track activities and outputs in all operations to demonstrate the
direct results of our day-to-day work.

Activities

Outputs

Installation

# New Water Systems; # Users

Rehabilitation

# Rehabilitated Water Systems; # Users

# Service Visits

# Capital Maintenance; % Systems Functional

# Hygiene & Sanitation Workshops

# Workshop Participants; # Latrines Built

# Orality Workshops

# Workshop Participants

# Church Mobilization Workshops

# Workshop Participants

# Gospel Proclamation Activities

# People presented with the gospel

Each country office will include quarterly goals for each of these in their annual work
plans and will track their actual results against these goals. Country numbers will be rolled up to
regional and global scorecards to demonstrate progress to Living Water’s staff, board, and donors.
Related Strategic Initiatives (see page 26): A.

Strategic Objective 2: Increase Access to Sustainable WASH Services
Since 2010, Living Water has been developing a program model called the “WASH Program
Area” (WPA). A WPA is a defined geographic area that is the focus of a 3-5 year program
thoughtfully integrating and contextualizing principles of water access, sanitation, hygiene, Church
mobilization, and sustainability. We believe that engaging with households, churches, and local
governments relationally over an extended period results in sustained impact through improved
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infrastructure, health, and spiritual transformation.8 A growing number of Living Water programs
are adopting and effectively implementing the WPA model and demonstrating good results.
We define sustainable WASH as a state in which water supply and sanitation services—along with
good hygiene practices—continue and deliver benefits indefinitely. Since sustainability has no time limit,
it is not a goal that can be “achieved” at any given point, but it can be cultivated and strengthened in
various ways. A shorter-term (and more measurable) goal is system sustainability: empowering
communities to keep boreholes, latrines, and other systems working for their designed life cycle. As an
organization, we are committed to continually learning and improving our cultivation of sustainable
WASH services through a robust Sustainability Framework.9
Within a WASH Program Area, we use baseline assessments to understand the pre-existing
conditions within households, churches, and communities. We use this information to develop
highly customized programs, and then measure program outcomes through mid-term and final
evaluations. Using these tools, we are able to see growth in the proportion of households that have
access to water, sanitation, and hygiene services. These three factors are measured separately,
according to defined service level grids, but the combination of the three, and their improvement
over time, will help us understand the effectiveness of our WASH approaches.
As we try to determine the effectiveness of WPAs and other WASH approaches, we must also
ensure that we are building sufficient capacity to implementing these deeper WASH programs across
the entire organization—effectively utilizing quality standards and helping country offices develop
capacity-building pathways to help them reach their target operational categories (p. 15).
Related Strategic Initiatives (see page 26): A, C & D.

Strategic Objective 3: Nurture Thriving Churches
The Church is God’s primary agent of transformation in the world. A local church is both an
agent and a sign of God’s Kingdom within its community—a body of living witnesses to God’s work
in that place—and is central to the transformation of that community. Churches are called to
integral mission, expressing the love of God to her neighbors through every means possible, in
contrast to widely held but dualistic approaches that emphasize only evangelism (proclamation) or
social responsibility (demonstration). We affirm that “a church full of life and love, working for the
good of the community in which God has placed it, is the proper end of mission. Development that

8

See Planning Guidelines for WASH Program Areas: A Tool for Program Planners and Managers, 2013: Living
Water’s Quality Standards for Programs v.2.5: https://livingwater.box.com/WPAguidelines
9
See Living Water position paper on Cultivating Sustainability: An Organizational Approach, 2013:
https://livingwater.box.com/SustainabilityPP
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does not work toward such a church is neither sustainable nor Christian.”10 With this in mind, Living
Water is committed to mobilizing churches in the US and in our international program areas to
develop, articulate, and live out their integral mission both near and far.
Additional work will be required in order to establish effective measures for this objective. As we
continue to learn about effective leadership roles that local churches can play in WASH projects and
programs, we will begin to formalize those roles in ways that they become measurable. With that
clarity, country offices will be able to plan for the number of churches they will mobilize in a
given year or quarter and track their results.
As the US Church Mobilization Program launches and a mobilization cycle is created for
churches around the US, we will be able to measure the number of churches that are being
mobilized to play a supporting role to non-US churches in WASH projects and programs.11
Related Strategic Initiatives (see page 26): A, B, D & E.

Strategic Objective 4: Fulfill & Transform Donors
Living Water is committed to meeting its donor promise for quality work and reporting. We also
desire to enter into transformative relationships with donors and supporters through engagement
that goes far deeper than a financial exchange. As people serve communities and churches through
Living Water, worshipping God through significant giving of resources and time, we believe that we
are ourselves changed forever. We recognize ministry to our donors—inviting them to invest
themselves beyond their financial gifts—as a critical part of who we are as an organization, and one
that we will continue to emphasize and measure in meaningful ways.
Initially, we will measure this objective by monitoring donor retention (the percentage of
donors who continue to engage with Living Water year after year) and through a Donor Satisfaction
Score that is measured through an annual Donor Survey.
Related Strategic Initiatives (see page 26): A, D & J.

Grow & Steward our Finances
Strategic Objective 5: Improve Cost Efficiency
In order to effectively serve more communities, churches, and donors, it is Living Water
International’s responsibility to continuously improve cost efficiency. To accomplish this, we are
committed to ensuring that systems and processes are streamlined and that staff structures are

10

Myers, Bryant, Walking with the Poor, p. 79. Also see Living Water International’s Church Mobilization: An
Integrated Global Strategy, 2013.
11
See Living Water’s Church Mobilization Strategy (http://livingwater.box.com/cms).
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appropriately sized and organized. Our ability to execute effective results-based planning and
management (Objective 9) will be a key contributor, along with collaborative partnerships that
reduce duplication of effort across organizations (Objective 10). Cost Efficiency will be measured in
a number of ways. At the global level, we will analyze, track, and articulate the value costs (measured
through an Earned Value Index for each business unit), aiming to manage and reduce those of
limited value. We will also measure the percentage of administrative cost incurred at each level of
the organization and within each business unit. Operationally, we will seek to measure cost per
deliverable: water system, hygiene workshop, etc. Within the Development team, we will monitor
the return on investment of each fundraising product and channel.
Related Strategic Initiatives (see page 26): A & L.

Strategic Objective 6: Allocate Funding to Strategic Priorities
Living Water’s ability to achieve its desired strategic results by 2021 hinges on investing funds in
alignment with this plan. It will be critical to regularly assess overall alignment of the organization’s
budget with the Strategic Objectives described here, and also to confirm that individual priorities are
receiving sufficient allocations, such as the percentage of country office budgets that are designated
for Church Mobilization and Gospel Proclamation, or the percentage of the global program budget
that is set aside for applied research and innovation. We will seek to package and present these
activities to donors for funding. On an annual basis, it will be important to ensure that Strategic
Initiatives prioritized for that year receive adequate financial planning and funding (page 25). This
objective will be tracked through regular assessment of budget-to-plan alignment for each country
office and business unit.
Related Strategic Initiatives (see page 26): A.

Strategic Objective 7: Grow & Diversify Revenue
This Strategic Plan is an ambitious one, and will require a growing revenue base to succeed.
Over these five years, we are planning to grow our annual budget to $40 million, a 60% increase
from 2015. This will require increased clarity and articulation of Living Water’s value proposition
and brand, and will involve setting clear targets for a growing number of diverse revenue streams,
including gifts from individuals and churches, major grants from foundations and corporations along
with funds generated locally by country offices and through other international fundraising efforts.
Living Water’s first non-US fundraising office could be established as early as 2017 with the aim of a
2 to 1 return on investment by 2021. Across all revenue sources, an increase in multi-year funding
commitments will solidify sustainable financial growth for the years to come.
This objective will be measured through monthly revenue versus revenue growth targets set in
the budget model (see p. 28).
Related Strategic Initiatives (see page 26): A, F, G & H.
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Strategic Objective 8: Increase Transparency & Accountability
Living Water is committed to building trust with donors and the general public. At a basic level,
this requires our public documents to demonstrate that funds are spent efficiently and that programs
achieve their intended outcomes. We are committed to demonstrating the value that is provided by
investment in indirect costs at the country, regional, and global levels. We will achieve “clean audits”
and maintain high rankings with independent evaluators. We will strive to maintain a four-star
rating with Charity Navigator, and regularly compile a Donor Trust Score through the annual
Donor Survey (the same one mentioned in Strategic Objective 4). This objective is highly dependent
on our ability to execute effective planning, management, and reporting (Objective 9).
Related Strategic Initiatives (see page 26): A, H & L.

Strengthen Processes that Work
Strategic Objective 9: Enhance Results-based Planning, Management & Reporting
At a nuts-and-bolts level, the success of this strategic plan depends largely on the ability of teams
to efficiently develop plans and budgets, then effectively manage and report against them. Each
department and country office will utilize a set of Strategic Objectives, measures, and initiatives that
are cascaded from this global plan; these will provide a jumping-off point for each year’s operational
plan and budget. Strategic Objectives will be consistent across country offices, yielding annual plans
that are framed around common metrics and cohesive with one another.12 WASH programs will be
based on robust baseline assessments of households and communities. Water systems will be
designed in light of appropriate engineering and scientific analysis and design. New monitoring tools
and processes will significantly reduce the turnaround time and increase the accuracy of reports.
Progress in this area will be measured on an ongoing basis by tracking the percentage of
measures that are delivering actionable data, and by measuring the timeliness and completeness
of reporting through a Reporting Index.
Related Strategic Initiatives (see page 26): A, H & L.

Strategic Objective 10: Strengthen Collaborative Partnerships
During the period of this strategic plan, Living Water will take a proactive stance toward
cultivating collaborative partnerships and strategic alliances with local NGOs, international NGOs,
mission agencies, church networks, academic institutions, and other organizations, with the goal of
increasing the impact of both Living Water and its partners. Collaborative partnerships will also

12

These plans were developed using agreed an budget guideline (https://livingwater.box.com/GSPbudget-guidelines) and format (https://livingwater.box.com/CO-strat-format)
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increase efficiency and learning, reduce risk, and allow us to stay sharply focused on our core
activities of water, sanitation, hygiene, and church mobilization, while connecting to other
expressions of integral mission (such as education, medical care, economic development, creation
care, etc.). Living Water will define criteria for prioritizing potential partners, along with a “pipeline”
for exploring, forming, and operating partnerships.
Measures will be developed for this objective after the completion of Living Water’s Partnership
Framework (Strategic Initiative E).
Related Strategic Initiatives (see page 26): A, B & E.

Strategic Objective 11: Cultivate & Sustain Innovation
In keeping with its Core Value of “Pursuing Excellence,” Living Water is committed to
continuously examining our assumptions about what works in a world that is becoming more
complex by the day. We will develop an organizational Innovation Agenda (Strategic Initiative D) to
prioritize a number of learning domains that will increase the effectiveness of departments and
programs. We will cultivate community of learning and practice, pursuing a reflective conversation
on our shared observations—learning and sustaining improvements over time—and create a peerawarded “innovation prize” to recognize and reward significant contributions. We cannot force
innovation, but are committed to creating the conditions for innovation to happen and become selfsustaining.
Progress in this area will be measured through an Innovation Adoption Rate that gauges
whether departments and country offices are incorporating process improvements and lessons
learned in their annual work plans.
Related Strategic Initiatives (see page 26): A, D & J.

Strategic Objective 12: Attract & Deepen Engagement with Donors
Growing revenue requires a growing donor base and maintaining deep relationships with
existing donors. In order to attract new donors, Living Water will focus attention on building
awareness among the general public, aiming for a measurable increase in brand recognition year
over year between 2017 and 2021. As new donors are attracted through this and other avenues, we
will focus on drawing a significant percentage of first-time donors into long-term relationship with
the organization. As we build mutual value through relationships and powerful, timely reporting, we
will inspire them to increase their involvement and investments over time.
A brand recognition survey will be carried out by early 2016 to establish a baseline for how
well Living Water is known and perceived in the general public, and annual targets will be set for the
following years. The Development Team will measure the number of new donors who gave a
second gift within six months of their first gift and report monthly, and will track the number of
donors who are increasing their engagement activities with Living Water and their giving levels
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to our ministry year-over-year. At the global level, we will track the percentage of donors able to
articulate Living Water’s value proposition and brand.
Related Strategic Initiatives (see page 26): A & F.

Develop People & Systems
Strategic Objective 13: Integrate & Maximize Information Systems
Integrated information supports more innovative and complex decision-making. It also supports
reengineering business processes for greater efficiency. With this in mind, Living Water is
developing a global, integrated information system that allows agile input of data using a variety of
front-end tools, real-time access to project/program status, and timely reporting of meaningful data to
donors and management. The foundation of this information system is a Data Warehouse, which will
enable new, integrated tools such as a new monitoring system for program activity and a learning
management system to customize and track staff training (see Strategic Initiative L).
Initial measures in this area will be focused on rolling out new systems and platforms
according to development timelines and budgets, but will develop over time to measure their
adoption and effective use.
Related Strategic Initiatives (see page 26): A, K & L.

Strategic Objective 14: Improve Understanding & Practice of Integral Mission
We believe that demonstrating and proclaiming the gospel of Jesus Christ are inseparable from
one another—an integral mission. It is not simply that we combine evangelism and care for peoples’
physical needs. Rather, in integral mission our proclamation has practical consequences as we call
people to love and repentance in all areas of life. And our demonstration—caring for others
physically—has evangelistic consequences as we bear witness to the transforming grace of Jesus
Christ. The seeds of this understanding have always been with Living Water as it has ministered
through “Water and the Word.” We are committed to weaving this understanding even more deeply
into the fabric of the organization, to the point that each staff member—regardless of their location
or role—understands that the work they do, the words they use, and the person they are becoming are
all part of our integral mission.
Over the course of these five years, Living Water will work to better understand its own practice
in this area through self-assessments by individuals and teams and through third-party “mission
audits” to ensure that we are staying true to our integral mission.
Related Strategic Initiatives (see page 26): A, B, D & J.
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Strategic Objective 15: Optimize Structure, Leadership & Capabilities
Effectively executing the strategies in this plan will require global, regional, and country
structures that are organized to lead and make effective decisions and are appropriate for
organizational size, budget, and program scope. We will continue to push authority and
responsibility as close to the implementing teams as possible while providing cost-effective regional
and global support. Building consistency and clarity around these structures and their roles is a
priority. Team leaders and the Human Resources department are committed to understanding
organizational needs and will work together to attract and retain skilled leaders and professionals. It
will be important to identify, create, and carry out staff development initiatives, as well as
development pathways for individual staff, so that we are actively building the leadership and the
Knowledge, Skills & Abilities (KSAs) needed to be a sustainable organization.
The top-level measure for this multi-faceted objective will be an Optimization Score—a
composite of several factors based on the McKinsey 7S framework: Strategy, Structure, Systems,
Shared Values, Skills, Style (Culture), and Staff.
Related Strategic Initiatives (see page 26): A, D, J & K.

Strategic Objective 16: Cultivate a Healthy, Christ-centered Community
Living out our Core Values of Honoring God and Developing People means that we are more
than colleagues. We are a community of staff, donors, partners, and volunteers pursuing a shared
vision of transformation, and we believe that the transformation has to begin with us. We are called
to serve churches, communities, and donors through humble, honest, mutually respectful,
empowering, and sustainable practices. In order to have integrity as followers of Christ, we must
exhibit these same characteristics within our organization, both as leaders and followers.13 To cultivate
this, Living Water will prioritize the spiritual, mental, and physical health of community members in
its policies and culture, and regularly measure these factors.
To this end, a Staff Wellbeing Index will gauge whether the practices of each department or
country office is cultivating the holistic wellbeing of its staff through good human resource practices.
We will also watch the results of Donor Satisfaction and Board Surveys on an ongoing basis
(measured elsewhere).
Related Strategic Initiatives (see page 26): A & I.

13

See Accord Network Principles of Excellence in Integral Mission, Principle 4: accordnetwork.org/integral
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8. SUMMARY OF MEASURES
Strategic Objective
1. Improve Core Outputs in Communities

Measure(s)
Aggregated, weighted outputs vs. plan
% water points functional up to five years
Sampled, aggregated, weighted outcomes vs.
targets (from baselines)
# New WPAs launched
# churches mobilized for WASH leadership
(non-US)
# churches mobilized for service role in US
Donor Satisfaction Score (survey)
Donor retention
Earned Value Index
% admin for each level & business unit
Budget to plan alignment (by department & CO)

Targets
Annual via plans
90%
Annual from baselines

Per budget model (p. 28)
4/4
90% “high” or “very high”
% vs. plan
100% of departments/COs reporting data
Pending Initiative E
80%

13. Integrate & Maximize Information Systems
14. Improve Understanding & Practice of Integral Mission
15. Optimize Structure, Leadership & Capabilities

Revenue vs. Growth Targets
Charity Navigator rating
Donor Trust Score (survey)
% strategic measures delivering actionable data
Reporting Index Score
Pending Initiative E (process/RACI)
Innovation Adoption Rate in departments & COs
(pending completion of Initiative D)
% donors able to articulate Living Water’s value
proposition & brand
% over/under implementation timeline
Mission Audit Score
Optimization Score

16. Cultivate a Healthy, Christ-Centered Community

Staff Wellbeing Index

2. Increase access to Sustainable WASH Services
3. Nurture Thriving Churches
4. Transform & Fulfill Donors
5. Improve Cost Efficiency
6. Allocate Funding to Strategic Priorities
7. Grow & Diversity Revenue
8. Increase Transparency & Accountability
9. Enhance Results-based Planning, Management & Reporting
10. Strengthen Collaborative Partnerships
11. Cultivate & Sustain Innovation
12. Attract & Deepen Engagement with Donors

Per CO/RO targets
Annual via plan
Pending progress on Initiative B
90%
80%
TBD
Targets by level
TBD

Pending baseline
Overall “green” rating on timeline
TBD
40% alignment to objectives in 2017-2018
60% alignment to objectives in 2019-2021
Pending baseline

7. STRATEGIC INITIATIVES
Strategic Initiatives are one-time projects, studies, analyses, process improvement activities, or other initiatives that are important to the execution
of this plan. The following Strategic Initiatives have been identified as critical at the global level14. They will require significant cross-team effort and
funding to accomplish effectively. This list will be reviewed and updated throughout the implementation of the plan. Initiatives prioritized for a
particular year will become part of the operational and budget planning to ensure that it is given the necessary attention and resources.

2017

2018

2019

2020

2021

A. Monitor & Evaluate Strategic Plan
B. Finalize & Launch CM&GP Framework (Measures, Tools)
C. Integrate Sustainability Framework in each CO
D. Launch Org Learning & Innovation Agenda
E. Develop & Launch Partnership Framework
F. Clarify & Communicate Value Proposition & Brand
G. Position for ‘Type A’ Grants
H. Position, Package & Report on Multi-Year Program Plans
I. Launch Global Health, Safety & Security Plan
J. Launch Staff Learning & Development Plan
K. Launch HR Information System & Add Modules
L. Integrate Information Systems
14

Each Living Water team has also identified team-specific initiatives that will be necessary for them to succeed in their five-year objectives:
https://livingwater.box.com/GSP-Initiatives
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9. ORGANIZATIONAL STRUCTURE
Board
Accounting
Information Systems

Finance & Administration

Human Resources
Short Term Trips

Office of
CEO

Development

Communications & Marketing

Asia Regional Office
Latin America & Caribbean Regional Office

Major Donor Philanthropy

Global Operations

Program Excellence

Africa Regional Office

Program Advisors
US Church Mobilization

The current structure (above) will be reexamined prior to plan launch
in terms of:
•

Efficiency of programmatic and operational support functions at
global and regional levels (i.e. Global Operations, Regions, and
PEG).

•

The effectiveness of Global Operations and Short Term Team
collaborative efforts

•

Most strategic location of the US Church Mobilization function
within the organization (i.e, PEG, Development, or new)
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