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leakage management strategies of another in a manner 
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utility (the adopting 

utility      ) learn from the 
successful leakage 

management strategies 
of another (the 

reference utility       ) in 
a manner that 
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contexts as distinct?



ELICIT Framework Structure

ELICIT-1

ELICIT-2

ELICIT-3

ELICIT-4



ELICITELICIT Framework Structure

ELICIT-1

ELICIT-2

ELICIT-3
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What needs to be considered to holistically understand water 
utilities’ operating contexts with respect to leakage management?
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Map the utility operating contexts
*Both the adopting and reference utilities

How can a utility’s leakage management challenges be determined 
once we understand it’s operating context? 
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How can the retrospective value generated by a successful leakage 
intervention be understood? 
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Map the utility operating contexts
*Both the adopting and reference utilities

Determine where the points of intervention are
*Only the adopting utility (seeking intervention)

Identify leakage-reducing strategies; Dissect their value
*Only the reference utility (seeking intervention)

How can ELICIT-1 through ELICIT-3 be bridged to form an assessment 
of transferability FROM the reference utility TO the adopting utility?

ELICITELICIT Framework Structure

ELICIT-1

ELICIT-2

ELICIT-3

ELICIT-4



Map the utility operating contexts
*Both the adopting and reference utilities

Determine where the points of intervention are
*Only the adopting utility (seeking intervention)

Identify leakage-reducing strategies; Dissect their value
*Only the reference utility (seeking intervention)

Reflect on the data with a question-based fit assessment
* Both the adopting and reference utilities
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Utility Operating Context

Point of Intervention Analysis

Intervention Profiles

Transferability Assessment
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ELICIT-1: Utility Operating Context



ELICIT-1: Utility Operating Context
Broader Operating Environment

Regulation & Politics

The Economy

Landscape & Hydrogeology

Hydroclimate

Population & Demography

Behavior & Culture

Uncertainty



ELICIT-1: Utility Operating Context
Physical & Technical Systems

Water Balance & ‘Beyond’

Operational Practices

Existing Physical Assets

Existing Digital Assets



ELICIT-1: Utility Operating Context
Internal Organizational Dynamics

Workflow

Inter-departmental Cohesion

Leadership

Utility Priorities

Culture

Non-financial Resources

Ownership, Procurement & Finance



ELICIT-1: Utility Operating Context



ELICIT-2: Point of Intervention Analysis

NO YES YES NO

PoI ✅

Not a PoI ❌

NO YESYES NO

Is change here plausible? Could 
the factor somehow lead to 

reduced leakage?

Does this factor directly cause 
leakage?

Could improving this indirectly 
impact leakage performance ? 
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ELICIT-4: Transferability Assessment

SIN & 
Culture Fit

Path 
Dependence

Value
 Proposition
Translation 

Competence 
Alignment

Feasibility
Gates

Enabling 
Context Fit



ELICIT Value in Practice
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Reproducibility

User empowerment

Valuable if done in part (ELICIT-1) and valuable if done in full (ELICIT)

No minimum data requirement

Multi-stakeholder value


