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Worldwide, there are 2.5 billion people who 
do  not  have  access  to  safe  and  adequate 
sanitation .  This number also includes more 1

than  2  million  people  who  live  in  human 
settlements in the capital of Peru - in Lima.  2

Especially in the peripheral areas of the city 
where  the  number  of  settlements  increases 
rapidly, the situation is alarming. Here, water 
is  difficult  to  access  and  residents  cannot  
access the city's sewer systems or any other 
reliable sanitation facilities.  

Most families living in these communities in 
Lima use buckets or pit latrines to defecate, 
which  tend  to  be  failing  and  present  many 
inconveniences in urban areas. Latrines cause 
severe  problems  in  terms  of  hygiene  and 
safety: They fill up very quickly and turn into 
a dangerous cradle for pathogens, they attract 
rodents  and  insects,  which  can  spread 
diseases,   the infectious mix of fecal material 
and  urine  weakens  the  ground  and  causes 
streets  and buildings to collapse,  and if  not 
built  properly they can lead to groundwater 
contamination.  This  results  in  having 
inhabitants dealing with various diseases due 
to poor hygiene, combating stigma and social 
exclusion  and  finally,  facing  economic 
problems.

THE SOLUTION 
X-runner  is  a  social  enterprise,  which  has 
designed  a  dry  toilet  that  is  linked  with   
reliable  and  professional  collection  service 
for  homes in urban human settlements.  The 
dry toilet functions based on a urine-diversion 
principle,  meaning  that  urine  and  feces  are 

not  mixed,  nor  flushed,  but  instead   stored 
separately in the toilet.  This way, the toilet 
works flawlessly without any need for water.
Feces are collected in a container inside the 
toilet,  which  is  lined  with  a  biodegradable 
bag. Urine infiltrates into the ground through 
a separate opening or is collected in a plastic 
canister.   The  separation  methods  prevents  
bad  odors  or  insects.  In  addition,  after 
defecation  users  can  add  a  handful  of 
sawdust,  which  helps  absorbing  liquids  and 
adds an earthy smell.

Once  a  week  x-runner's  truck  goes  by  the 
clients’ homes, the service team picks up the 
bags  filled  with  feces  and  exchanges  them 
with new bags and fresh sawdust. When the 
pick-up  is  finished,  the  truck  transports  the 
waste to the x-runner treatment plant where it 
undergoes  a  composting  process.  The  final 
product  –  compost  –  can  be  used  as  a 
nutrient-rich soil for parks and gardens. 
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The x-runner sanitation cycle: toilet, transport, treatment
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At the moment, x-runner offers two types of 
toilets:  The  Family’s  toilet  (brand  name), 
created by the company’s designers and the 
more recently introduced Separett Villa toilet 
(brand  name),  which  is  a  commercially 
available  toilet  that  x-runner  imports  from 
Sweden

With  its  sanitation  system,  the  enterprise 
provides a portable sanitation alternative that 
works without sewerage, prevents odors and 
the  presence  of  insects,  it  operates  on  the 
ground  and  it  keeps  human  waste  out  of 
habitats and waters. 
Customers pay a monthly subscription fee of 
S/.  39.00  (US$  12.5)  for  the  collection 
service.

The x-runner system improves and eases the 
daily  lives  of  its  customers  and  creates  a 
cleaner  and  healthier  habitat  for  the  whole 
family.

BENEFITS 
x-runner  cooperates  with  the  local  NGO 
SANISOL,  which  is  in  charge  of 
implementing the dry toilets project in Peru. 
At  the  moment,  it  operates  in  28  human 
settlements in the south of Lima, located in  

the districts of Villa El Salvador and San Juan 
de Miraflores. It offers services to more than 
150  families  which  represents  around  700 
direct beneficiaries. 
26% of x-runner’s customers are adolescents 
between  13  and  19  years  old,  39%  are 
children between 0 and 12 years old. Children 
and  adolescents  form  the  section  of  the 
population  that  benefits  most  from  safe 
sanitation facilities: safe toilets keep girls and 
young  women  longer  in  schools  and  they 
prevent  diseases  that  could  affect  their 
physical and mental development.

SOCIO-ECONOMIC PROFILES 
74% of x-runner users are immigrants from 
different  regions  of  the  Andes  and  the 
Peruvian jungle, who came to Lima in search 
of economic and social opportunities. A lower 
percentage is a second or third generation of 
former  immigrants  living  in  Lima.  Clearly, 
the  reality  they  encounter  upon  arrival  is 
stressful and very different from the one they 
expected. 
Peru has a socio-economic scale that divides 
the  population  according  to  incomes  and 
living  conditions  in  different  levels  ranging 
from  A to  E.  All  of  x-runner’s  customers 
belong  to  the  lowest  socio-economic  scale: 
87% belong to ‘D’ level and 13% to ‘E’ level. 
The average household size is 4+ people and 
the  average  family  income is  between US$ 
490 and US$ 710 monthly.3
94%  of  customers  used  latrines  before 
acquiring  the  x-runner  dry  toilet,  while  the 
remaining 6% did not have any toilet facility 
at all.

Apeim, 2013. “Socioeconomic levels 2013“. Lima. 3
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The Separett Villa toilet



SOCIAL IMPACT 
Measuring  the  impact  of  x-runner  has  two 
components:  34  satisfaction-surveys 
conducted with users and an indicator matrix 
created  from  the  impact  measurement 
systems GIIRS  and IRIS . The surveys were 4 5

implemented in April 2014 and the matrix in 
March and August of the same year. 

The surveys revealed that 93% of customers 
think  that  the  dry  toilet  has  improved  their 
quality  of  life.  Also,  86%  of  the  users  are 
satisfied with their dry toilet and 82% say that 
they plan to keep it for a long time. In 48% of 
the  households  there  was  a  member  who 
initially did not like the toilet, however 64% 
of them changed their minds after 4 months. 
Moreover, the vast majority are satisfied with 
the  comfort,  smell,  the  absence  of  insects, 
hygiene,  and  appearance  of  the  toilet;  and 
they  find  it  much  better  compared  to  their 

previous  options,  which  were  latrines  or 
buckets.

ECONOMIC IMPACT 
With the dry toilet, users can save 7% in cost 
annually  compared  to  building  and  using  a 
latrine .   Furthermore,  the  health 6

consequences that a latrine in poor conditions 
can  cause  outweighs  any  monetary  costs. 
Another  current  option  families  have  is  to 
build a private sewer, but the cost is 10 times 
higher than a dry toilet.

As  for  the  payments,  x-runner  has 
implemented an innovative collection system, 
which consists of using BCP Banking agents  7

at  local  kiosks  to  collect  the  monthly  fee. 
Thereby x-runner inserts users in the banking 
system.  Customers’  regular  payment  has 
allowed x-runner to have a current monthly 
income  of  about  S/.  6000  (approx.  US$ 
1955),  which is  essential  for  the company’s 
goal of reaching financial sustainability.
 
The satisfaction survey showed that 68% of 
customers are satisfied with the price of the 
toilet,  and  that  86%  are  satisfied  with  the 
payment  process  with  the  BCP  Banking  
agents. Currently, 70% of the users pay their 
monthly  fees  on  time.  Over  the  past  two 
months,  this  percentage  has  decreased, 
mainly due to the expenses incurred by the 

GIIRS is the system for measuring impact of B Lab, a nonprofit organization that works with companies 4

dedicated to solving social and environmental problems. 

IRIS is an initiative of GIIN (Global Impact Investing Network), it promotes the measuring of impact as an 5

essential part in investments with high impact.

 Calculation based on information from: 6

Intersocial, 2014. “Market Research for x-runner, member of the planning portfolio of NESsT in Peru“. Lima.

 Banco de Credito del Peru is one of the biggest banks in the country. The BCP Agents are affiliated 7

businesses like corner stores, drugstores, hardware stores, bookstores, among others; whereby a person can 
make banking operations.
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holiday season and in some cases a  serious 
illness, theft, or wage payment delays.

CUSTOMER RETENTION 
Between March and December 2014, 17 users 
decided to de-install their toilets, this means 
that x-runner had a retention rate of 88% that 
year. It  is important to underline that in the 
last  three  months,  x-runner  has  had  an 
average  retention  rate  of  98%;  i.e.  2 
dismantled toilets per months.

From a  total  of  17  de-installations,  7  users 
(41%)  decided  to  move  to  other  districts; 
families in Lima are in a constant search for 
ways  to  improve  their  quality  of  life. 
Pamplona, where most of our customers live,  
is  known to  be  an  unsafe  and  disorganized 
place, so users often seek alternative districts 
to live in.

The second most representative cause for de-
installations is that in  many families during 
the day there are few people at their home. In 
this scenario, the toilet is only filled up every 
two weeks and users feel they should pay half 
for the collection service. 
 
The third cause for uninstalling the toilet  is 
building a private, but illegal sewer system (2 
customers). This option has a very high cost 
(US$  1023)  and  only  few  can  cover  it. 
Similarly,  2  users  (12%) decided to  opt  for 
the construction of a latrine, because they had 
the time, resources and space to pursue this 
alternative,  and  also  because  they  preferred 
not to have a monthly payment. 1 user (6%) 
opted for  the  de-installation of  the  toilet  as 
the  monthly  payment  is  very  high.  And 
finally, x-runner was forced to dismantle the 
toilet of 1 user (6%), as the user has had a 
strong debt for a long period of time.

X-runner has strengthened its de-installation 
process,  adding  elements  that  facilitate  the 
procedure  and  especially  allowing  the 
company to  take the situation as  a  learning 
opportunity.  All  users  with  de-installations 
are  asked  for  an  exit  survey,  which  always 
provides valuable information.
 
X-runner  is  considering  making  an  offer  to 
families who are in the second situation for 
de-installation, meaning those who are not at 
home during the day. In other words, an offer 
to  families  that  require  a  fortnightly 
collection  service;  or  maybe  give  them the 
option to leave their containers at collection 
points  at  their  convenience  and  thus  not  to 
attend to the weekly collection.

Furthermore,  x-runner  is  also  planning  to 
hold  more  workshops  on  health  in 
communities  that  deal  with  sanitation  and 
hygiene. Thus, the company may emphasize 
its  arguments  and  further  educate  about 
latrines, such as the fact that they fill up very 
quickly, or that the accumulated fecal waste is 
too  close  to  the  families’  habitats, 
contaminating the grounds and damaging the 
homes’ foundations, polluting waters and turn 
into  infectious  cradles  if  not  properly 
maintained. 

HEALTH IMPACT 
According  to  the  results  from  surveys  and 
interviews,  x-runner’s  customers  spend 
between US$ 7 and US$ 12 every time they 
suffer from EDA (Acute Diarrheal Diseases). 
In  addition,  these  diseases  cost  2  days  of 
work  productivity  or  2  days  of  missed 
attendance  at  school.  The  results  from  the 
interviews show that after 4 months of using 
the  x-runner  toilet  there  is  an  average 
reduction of 12% of diarrheal events. 
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The enterprise has set another important goal: 
to  implement  campaigns  that  contribute  to  
long-term  behavior  change  and  practices 
related  to  health  issues,  hygiene  and 
sanitation.  The  first  educational  x-runner 
campaign was launched in August  2014,  its 
goal was to improve the practices of users in 
terms  of  punctuality,  important  for  the 
efficient  performance  of  operations;  and  to 
change  attitudes  and  practices  related  to 
family hygiene and to strengthen the proper 
use and maintenance of the toilets.

The closing of this educational campaign was 
on December 7. The event consisted of two 
workshops  for  adults;  one  on  proper  hand 
washing and the other one on the prevention 
of  Dengue.  One workshop for  children was 
on  recycling;  and  there  was  a  de-worming 
campaign  for  all  attendees.  This  campaign 
cost  x-runner S /  1.130 ($ 368).  64% of x-
runner  customers  attended  the  event,  36% 
were other community members. Overall 400 
people from the community were de-wormed; 
43% were children and 57% adults.

ENVIRONMENTAL IMPACT 
X-runner’s environmental objective is to use 
as  little  water  as  possible.  The  dry  toilet 
consumes  an  average  of  84  liters  per  year, 
which is very low compared with the 9,450 
liters of a pit latrine and with a minimum of 
31,104  liters  that  a  WC  flushes  down  the 
drain. In other words, the water consumed by 
a dry toilet is equivalent to 0.88% of a latrine 
and 0.27% of  a  WC per  year.  Furthermore, 
the least amount of water is used during the 
service  operations.  Water,  which  the 
enterprise uses during treatment or cleaning is 
reused for irrigation of the compost piles in 
the treatment plant.

From  August  2013  to  September  2014,  31 
tons  of  feces  were  registered                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                      
as collected,  which is  an equivalent to 15.5 
tons  of  compost.  The  amount  of  feces  that 
enters  weekly  increases  with  the  growing 
number  of  customers.  Many  of  the  new 
customers signed up  around August, at a time  
when  more  than  2  tons  of  feces  were 
collected,  equivalent  to  more  than  1  ton  of 
compost. 
The  collected  feces  have  undergone  a  long 
sterilization and treatment process in order to 
meet the pathogenic and chemical standards 
set  by  Austria  and  Chile.  Meeting  these 
standards is key to guarantee a high quality of 
the compost.

In December, x-runner submitted compost to 
a parasitological and microbiological analysis 
lab, which confirmed a perfect concentration 
of fecal coliforms according to the parameters 
set  by Chile.  These results demonstrate that 
the  compost  is  suitable  for  sale  and  can 
generate additional revenue for the company. 
Thus,  at  present,  x-runner  is  looking  for 
potential  gardening  companies  to  buy  the 
compost and to use it for the construction and  
maintenance of urban green zones and parks.
 

GOVERNANCE 
To date, x-runner has 15 employees, full and 
part-time, who hold positions in management, 
service  operations,  design,  sales,  marketing, 
billing,  human  resources,  customer 
management,  and  treatment.  X-runner  takes 
all  the  necessary  safety  measures  to  ensure 
the  health  and  safety  of  the  workers. 
Likewise,  it  is  also  part  of  the  corporate 
policy to work with constant feedback from 
the  employees  and  encourage  professional 
growth of each through training.
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Furthermore,  the  enterprise  mostly  works 
with  local  suppliers  with  whom it  achieved 
having stable supplies during the past months.

X-runner is based on a transparent philosophy 
and is working hard to continue formalizing 
solid policies and processes.  Additionally,  it 
sets a strong focus on the customer and has 
developed  tools  to  maintain  a  continuous 
relationship  and  communication  with  them, 
including  mechanisms  to  process  their 
inquiries  and  complaints,  and  feedback 
processes  to  determine  their  level  of 
satisfaction with the toilet and the collection 
service.
Since  April  2013,  x-runner  has  become the 
first Peruvian company to be certified as a B 
Corporation,  which  means  that  meets 
rigorous  standards  of  social  and 
environmental  performance,  as  well  as 
accountability  and  transparency.  It 
participated  in  the  Agora  Partnerships 
Accelerator  during the  first  half  of  2013,  it 
received  MBA  practitioners  from  Kellogg 
School of Management. Additionally, during 
the  second half  of  2013,  it  was  selected  to 
participate  in  the  Business  Incubation 
Program  of  NESsT  in  Peru.  It  has  also 
obtained  funding  from  Grand  Challenges 
Canada,  Swiss  Re  Foundation  and  AVINA 
Foundation.
In 2014, x-runner’s CEO Isabel Medem was 
finalist  in  the  prestigious  "Unilever 
Sustainable  Living  Young  Entrepreneur 
Award"  winning  a  £10,000  grant.  In  June, 
through  the  MBA programme  Emzingo,  it 
received two American MBA students  from 
the Instituto de Empresa (IE) in Madrid who 
worked on the x-runner strategic development 
plan and the financial model. In August of the 
same year, it was finalist in the Kunan Award 
‘Inspiring Projects’ category.

In  November,  the  Spanish  edition  of  the 
magazine MIT Technology Review awarded 
Isabel  Medem  with  the  “Peruvian  Social 
Innovator  of  the  Year  2014”  prize,  chosen 
among the top 5 most  innovative Peruvians 
under 35 years; and in January 2015, Forbes 
magazine included Isabel Medem in the list 
of  the top 30 social  entrepreneurs under 30 
years  old.  From  January  to  June  2015, 
students  from  D-School  at  Stanford  are 
collaborating  with  x-runner  on  new  and 
complimentary products to the toilet. 

SALES 
A new sales campaign was piloted between 
November and December with the objective 
to  increase  sales  and  promote  the  new 
Separett  Villa  toilet  before  and  during  the 
holidays season. The strategy involved pop-
up booths in public squares, sports fields, and 
markets  of  new  human  settlements,  where 
potential  customers  could  look  at  and  even 
test the toilet. Six fairs were carried out in 6 
weeks.

The target was met by 72%, 36 sales, in other 
words 6 toilets per week. When analyzing the 
reasons why the goal was not reached, come 
to light aspects such as difficulties to summon 
people  whose  only  day  off  is  Sunday  and 
usually  use  it  to  rest  and  to  catch  up  on 
household chores; and the presence of other 
Christmas fairs. 

The  failure  of  the  campaign  lead  to  new 
learnings: Since, the sales force has increased 
and more community members were hired to 
seek out new potential customers at flexible 
hours.  Sales  personnel  underwent  more 
training  and  fine-tuned  their  pitch  and  they 
are now supported by a young and motivated 
team  of  student  volunteers.  The  enterprise 
offers  more  promotions  and  existing 
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customers are encouraged to recommend the 
service to family and friends to receive a 10% 
discount  if  they  subscribe.  January  and 
February sales in 2015 have clearly increased 
since. 

OUTLOOK 
According  to  satisfaction  surveys,  90%  of 
users  would  recommend  the  dry  toilet  and 
93% believe it has improved their quality of 
life.  Additionally,  customers  associate  the 
toilet with hygiene, practicality, comfort and 
pleasing  appearance.  These  results 
demonstrate  that  x-runner  is  achieving  its 
mission  of  providing  dignified  and  well-
working sanitation solutions to the urban and 
peripheral  areas of  Lima.  The medium-term 
goal  is  to  reach over  500 families  until  the 
end  of  2015  in  order  to  cover  operational 
costs. 

Between October and December the number 
of  beneficiaries  increased by 41%. Thus,  x-
runner is committed to maintaining a constant 
rate  of  growth  to  reach  the  objective  to 
provide all  settlement areas of  Lima with a 
socially  and  environmentally  responsible 
sanitation solution.
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