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Introduction to Enabling Environment
“The enabling environment is the term used to describe
the broader system within which individuals and organizations function and one that facilitates or hampers
their existence and performance. This level of capacity
is not easy to grasp tangibly, but is central to the understanding of capacity issues. They determine the ‘rules of
the game’ for interaction between and among organizations. Capacities at the level of the enabling environment include policies, legislation, power relations and
social norms, all of which govern the mandates, priorities, modes of operation and civic engagement across
different parts of society.”[1]

within the enabling environment. Therefore, it is important for water sector managers to understand the
‘rules of the game’.
While sector managers often do not have the power to
create or improve the enabling environment, they can
often have a voice through lobby groups and associations to influence elements of the environment such as
national water policy and planning.
This section of the Impact Guidebook covers topics
that are important to an enabling environment in five
chapters:
• Governance
• Water Integrity
• Water Sector Framework
• Water Sector Management
• Regulatory Framework

An enabling environment creates an atmosphere that
allows a flourishing and sustainable water sector where
people have dependable and adequate services. The
country enjoys a water sector that achieves economic,
environmental and social goals.
Without an enabling environment, managers in a
water sector struggle on a day-to-day basis just to provide intermittent services that barely, if at all, meet
minimal quality standards. People lack access to
water, the economy is held back and the environment
suffers. The UN has declared equal and non-discriminatory access to safe water a human right.

A. Governance
“The water crisis is not about water or financial scarcity, it is mainly a crisis of governance”[2].
What happens when a water sector lacks good governance? Funds are diverted to personal use or uses that
are not a high priority. Customers do not receive reliable services at an affordable price. Employees are not
treated fairly and this affects their motivation. Infrastructure is constructed poorly and the assets do not
last as long as they should.
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On the path to achieve the Millennium Development
Goals, we have learned that infrastructure and funding are not enough. The stories are legend about failed
infrastructure and water sectors that cannot be sustained. The reasons often have to do with ill-defined
roles and responsibilities, constraints on decision-making authority, low tariffs that prevent cost recovery,
lack of a common direction and lack of political will.
Creating an enabling environment can unlock organizational and human potential and result in dramatic
improvement in a water sector.

Well functioning countries, water sectors or organizations are always built on good governance. ”Water governance considers the political, economic and social
processes and institutions by which governments, civil
society, and the private sector make decisions about how
best to use, develop and manage water resources.”[2]

Enabling environments are created at high levels of
national governments. Water sector managers operate

As we can see, governance is an overriding influence on
the enabling environment and is carried out through
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C. Water Sector Framework

the sector framework, sector management and regulation to ensure that the people receive access to dependable water services at a fair price.

Even if a country has sufficient funds to invest in the
sector and enough expertise, the sector will not thrive
unless the roles and duties of all players and institutions
are well defined and well designed in relation to each
other. This is important to ensure the smooth execution
of all the tasks required to have an effectively functioning sector.

This chapter covers the basic principles of good governance and how they can be applied at the national level
as well as at the water utility level.

B. Water Integrity

A classic role for government is to provide the policy,
institutional and legal framework in the water sector
that will achieve public health and safety.

Water is life. Water utilities serve the common good.
Yet, sometimes, people take advantage of this situation to serve themselves instead of the common good.
When they do this, they harm the water utility and all
of the people it serves because they undermine the sustainability of the utility.

That is why most water sector frameworks are largely
made up of various levels of government, including:
• Ministries in charge of overall planning and Water
Resources Management
• Regulator
• Local government as the responsible authority for
the provision of water services
• Water and wastewater service providers

Water integrity means establishing accountability and
transparency so that water is allocated and distributed in fair and efficient ways for all water users. It also
means ensuring that the financial resources of the utility are protected.

These main players often work in cooperation with
other bodies such as the Ministry of Finance for budget allocations, the Ministry of Public Works that may
be in charge of infrastructure development and maintenance and Water Boards that act at local or regional levels.

A lack of integrity, accountability and transparency often leads to corruption - the abuse of entrusted
power and resources for personal gain. It can be found
in a huge range of interactions at all levels of decisionmaking and in all aspects of the water sector, along the
“water value chain” from water allocation to the end
user and - as wastewater - back to the environment.
There are great needs to strengthen water integrity at
policy, management and operational levels in governments, private sector and civil society:
• Establish sustainable prevention measures that are
pro-active rather than only re-active.
• Understand the detrimental impacts of corruption;
especially on poor people who suffer from the effects of corruption.
• Apply integrated water resources management to
link water services for domestic, industrial and agricultural uses.
• Realize that there are different cultural interpretations of corruption.

In many countries, the private sector also plays a role.
The water sector framework considers the ways in which
these agencies work together to ensure that the public
is well provided with the water and wastewater services that are so essential to public health, safety, environmental protection and economic prosperity. Usually,
legislation is enacted to give authority to the agencies to
play their roles.
This chapter focuses on the building blocks of a sound
Water Sector Framework:
• National Water Policy
• Development Strategy
• Legal Framework, including laws, rules and
regulation
• Institutional Organization

This chapter discusses the situation and offers potential
solutions to corruption in your workplace.
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It is important for utility managers to understand these
four building blocks: the utility operates within this
framework; the framework impacts the utility; and the
utility can access the framework’s legal and policy resources to guide its strategic and operational decisions.

Because the regulator’s role is to set and require compliance with rules, the role of regulation, is often described as a “referee” or a “watchdog”.
The rationale for regulation is usually to balance various competing interests such as the utility’s needs to
be financially sustainable with the public’s need to
have adequate services at an affordable price.

D. Water Sector Management
Water sector management is perhaps best explained by
the concept of Integrated Water Resources Management (IWRM) which is defined as “a process which
promotes the coordinated development and management of water, land and related resources, in order to
maximize the resultant economic and social welfare in
an equitable manner without compromising the sustainability of vital ecosystems.”[4]
A water utility is often at the junction of management
of bulk water and the provision of water services that
meet standards for access, quantity and quality. It is
therefore important for a water utility to understand
how the resource that is at the core of its business is
managed at the country level. Then, the utility is better able to align its efforts to achieve national objectives.

This chapter provides a basic understanding of the
functions and procedures of regulation. The chapter also aims to communicate what a utility manager
can expect when being “regulated”, focusing on how
to work together with a regulator. The chapter is based
on international “good practice” standards.

A water utility’s vision and strategic plans must be
consistent with the national framework and water sector management approaches in the country. Its activities are guided by the need to contribute to the socioeconomic development of the country and the well
being of the population that it serves.
This chapter covers the building blocks of a sound
Water Sector Management:
• Macro Planning
• Sector Development Planning
• Sector Performance Monitoring
• Sector and Intersector Coordination

References
[1] “Capacity Development Practice Note”, United Nations Development Programme, New York, NY, USA, October 2008
[2] GWP 2000, Solanes and Jouravlev 2006, Tartajada
[3] Prof. Olli Varis, Helsinki University of Technology, Finland,
InWent & AWC 2006
[4] Global Water Partnership Technical Committee, Background Paper No 4: Integrated Water Resources Management,
2000: http://www.gwptoolbox.org/images/stories/gwplibrary/
background/tac_4_english.pdf
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E. Regulatory Framework
Regulation is the process by which oversight and rules
are set for public or private companies in an industry.
The oversight and rules often have to do with economic factors (tariffs or pricing) and service level factors
(water quality, pressure, access to services, etc.).
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Chapter 3

Governance
“The water crisis is not about
water or financial scarcity,
it is mainly a crisis of governance.”[1]
“Good governance can bring significant improvements
in the standards of living in developing countries.
While some countries have improved in recent years,
too often there’s been inaction.”[2]

I. BASIC CONCEPTS
Most games have rules. These rules establish a fair playing field. They usually reward those who play well,
within the rules and they usually include penalties for
people who do not play according to the rules.

mental, social and economic. Well functioning water
sectors or organizations are always built on good governance – and good governance is essential to provide for
the public health and safety. Poorly functioning sectors
usually lack good governance.

A. What is Governance?

“Water governance considers the political, economic
and social processes and institutions by which governments, civil society, and the private sector make decisions about how best to use, develop and manage water
resources.”[3]

The term “governance” has gained prominence in recent
years as a way to describe the rules that govern organizations and sectors in all fields – including water. Governance, as a noun, refers to the laws and regulations of
a country and extends into the rules that organizations
establish. Governance, as an action, refers to the ways
that leadership and management apply the rules.
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We can see governance at work in even simple ways.
When you are driving and you come to a stop sign,
you stop your car – because another car may be coming and you do not want to have an accident. The stop
sign is like a rule. All communities have rules like this
to preserve harmony and encourage cooperation. Without these rules – without this governance – we would
have chaos.
Governance is made up of laws, by-laws, policies, procedures, institutions, plans and good practices. It is interconnected with all aspects of society: political, environ-

“Governance is not the same as government; governance is a complex process involving multi-level stakeholders beyond the state. There is no single agreed upon
definition of governance.”[4]
Governance boils down to this: people making the
right decisions for the right reasons to benefit the common good.

B. Importance of Governance
What happens when you do not have good governance?
• It is not clear what people expect of you.
• You are not sure what actions you can take or what
decisions you can make.
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•
•
•
•
•

When you take action, you may be punished.
Your hard work is not rewarded.
You get recognition because you have friends in
high places.
You cannot get the resources you need because
funding is diverted to special interests.
You must hire people even though they are not
qualified.

If you manage in accordance with good governance
principles, you will feel more confident that your decisions are fair, honest and transparent. Your relationship
with employees and stakeholders will be established on
trust. You will be more likely to attract and retain experienced and capable staff.
In short, governance forms a solid foundation for a sustainable and equitable water sector.

Governance and Non-Revenue Water
High levels of non-revenue water may indicate a
problem with governance. This is because the unconnected people, who need to get water some
way, get water through illegal connection or illegal sale of water by utility staff.

What happens when you have good governance?
• You know what people expect of you.
• You know the actions you can take and the
decisions you can make.
• When you take authorized action, you are not
punished.
• You work hard and get a reward.
• You get recognition based upon your performance.
• You have the resources you need.
• You hire qualified people.
It is very likely that you have experienced these conditions – positive and negative. You will know how they
can affect an organization – and, by extension, an entire sector.
Governance establishes ethical standards and rules that
help an organization function effectively. In the water
sector, this means supporting technical achievements,
public awareness and sound management approaches.
Governance helps to build and maintain the sustainability of the sector and of individual water institutions
because it enables people to take effective
action.
Water service providers usually interact with regulators,
customers and the wider public. The more these relationships are stable, positive and based on transparent
values and policies, the more likely it is that the utility
will minimize problems and improve its services.

C. Governance Principles
How can you achieve good governance? The following
is a set of well known governance principles – or moral
values – to consider:
• Roles and Responsibilities: Clear definition of roles
and responsibilities in the sector for overall planning, standard-setting, policy-making, regulation
and utility management
• Separation between the Regulatory, Financing and
Management functions to avoid conflict of interest
• Public Consultation: Opinions of stakeholders are
considered in the decision-making process
• Legal Framework: Existence of laws and regulations
that are implemented in an honest manner
• Transparency: The opposite of privacy, an activity
is transparent if all information about it is open and
freely available
• Accountability: the acknowledgment and assumption of responsibility for actions, products, decisions, and policies
• Fairness and Equity in employment opportunities:
Availability of equal work opportunities for all citizens regardless of gender, ethnic or social background
• Responsiveness: The organization’s dedication to
direct its activities towards serving the public
• Independence: No single entity monopolizes the
decision-making process
• Credibility and Honesty: “Being fair, just and
truthful” [5]
• Committed Leadership: Leadership commits
to implementing laws, regulations and ethical
behavior
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D. Governance in Action
Good governance does not happen by itself – it takes
deliberate actions and strategies like these:
• Sustainability: Decision-making that balances
economic, environmental and social aspects
• Integrated Water Resources Management
(IWRM): Co-coordinated, equitable and sustainable development and management of water, land
and related resources for all users
• Development Approach: The culture of continuous
improvement
• Planning: The existence and the degree of following a planning policy in the organization
• Effectiveness: Human, financial and natural resources are applied to the highest priorities first
• Decentralization: sufficient autonomy that enables
organizations to perform effectively
• Public-Private Participation: Allow the private sector to provide goods and services to the sector
• Cost Recovery: Recovering all of the costs associated with a water system, program or service to ensure long-term sustainability

E. How to Adopt Governance Principles 		
		 and Strategies?
Your country may already include governance principles in the laws and regulations that apply to your organization. If you are not already familiar with these,
you may want to look at the laws and regulations to
see how good governance influences them.
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Your organization may also include good governance
principles in its by-laws, policies and procedures. What
other good governance principles do you want to include in the way your organization operates? Certainly, the employees in your organization will have an interest. There are other stakeholders you may want to
include: customers, civil society institutions, service
providers and the development community.
You may not want to wait until the regulator or a third
party takes this initiative: lead the show and start the
process by your own efforts through developing and
setting up your own governance principles in accordance to your own needs and priorities.

Make sure that the statutes, regulations and by-laws of
your organization include articles that support the governance principles that you want to include. If they do
not, consider modifying them to do so. And last but
not least, make sure to fairly and strictly implement the
statutes and regulations of your organization.
Using the principles you chose, assess the current situation at your organization and then track its governance
score from time to time as you implement improvements. The examples and exercises in this chapter may
be helpful as you do this.
Governance may be a new concept in your organization. If that is true, provide governance information to
introduce these concepts and the ways that they will
change the workplace.
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II. Analysis

III. Examples and Exercises

To evaluate your own situation, consider the following questions:
• Do you avoid participatory approaches when there
are important issues to discuss?
• Do you frequently face legal challenges that accuse
you of unfairness?
• Do employees complain about your policies and
work procedures?
• Do customers complain about your policies and
work procedures?
• Do politicians or organization leaders pressure
you to hire unqualified people or spend money on
projects that are not a high priority for the organization?
• Have you recently been penalized by the regulator?
• Do political conditions prevent you from putting
tariffs in place that will achieve cost recovery?

Good Governance Indicators
Appendix A provides a chart of governance indicators
that were developed on a GIZ project.[6]
The Downsides of Bad Governance
The utility notifies the consulting company that
they are the preferred bidder for a large water
supply project. When the consulting company’s representatives visit the utility to sign the contract,
the utility manager asks them to pay him a certain amount “under the table” before he signs the
contract. The company’s representatives agree and
make the payment. The payment undercuts the consulting company’s profit so it may have to cut corners to make a profit. This might mean putting
fewer resources into contractor supervision and,
as a result, no one identifies things that need to
be fixed.
The end result may be that a water supply project
designed to last 40 years may only last 10 years.
This is the consequence of poor governance which
is also a cost to the people in the community.

If you answer “yes” to any of these questions, you may
want to consider improving the governance of your organization. This may not be easy to do – especially if
national laws and regulations are not based on good
governance principles. But you can act within your
organization to improve.
The Guidebook resources include a Good Governance
analysis file that you may find useful to assess your situation. It is based on the indicators in Appendix A.

IV. Lessons Learned
Governance is the first step towards sustainable and
long-term development of the water sector. There are
indications that countries with modernized governance are more likely to make progress towards sustainable water services.
Water governance reform is a collective work that is
most effective when all stakeholders participate.
There is no “one size fits all” formula for governance.
It will depend on the existing laws and regulations in a
country as well as the challenges that the sector or the
utility faces. Governance principles such as transparen-
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cy or accountability are often included in the values of
an organization.
Do not be surprised if some people resist governance
improvements – these will be the people who benefited
by lower levels of governance.
Having key performance indicators that are reported
regularly is a good step toward performance improvement, transparency and good governance.
Governance can bring significant improvements in the
level of service and in the standards of living in developing countries.
We all know people who ignore the rules and have the
attitude that they will do what they want as long as they
can get away with it. They think that the rules do not
apply to them. This is not a civilized or ethical attitude.
If we all behaved like that, the world would be chaos.
At the end of the day, good governance starts at the top
with the Ministry that is controlling the water utility
and filters down into the organization.
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Attachment A

Governance Indicators
No.

Governance Indicators

1

Transparency

2

Accountability

3

Efficiency & Effectiveness

4

Convergence in Opinions

5

Fairness and Equity

6

Public Participation

7

Legal framework

8

Responsiveness

9

Strategic vision

10

Independency

11

Development approach

12

Leadership skills   

13

Financial viability

14

Credibility

15

Role of Water Regulator

16

Effectiveness of the Water Regulator

17

IWRM- Integrated Water Resources
Management

18

Planning

19

Commitment

These governance indicators were developed by Abdelkarim Asa’d based on elements of good governance
prepared by Yemeni senior water sector staff during the
GIZ training, Sana’a, Yemen, December 20-24, 2008.
The draft version was presented in the GIZ International Partner Forum “Water Governance in the MENA
Region”, Dead Sea, Jordan, June 11, 2009.
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Water Integrity
Clearing muddy waters

I. BASIC CONCEPTS
Water is life. Water utilities serve the common good.
Yet, sometimes, people take advantage of this situation
to serve themselves instead. When they do this, they
harm the water utility and all of the people it serves because they undermine sustainability.
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Water integrity means establishing accountability and
transparency so that water is allocated and distributed in fair and efficient ways for all water users. It also
means ensuring that the financial resources of the utility are protected and used for the intended purposes.
A lack of integrity, accountability and transparency
often leads to abuse of entrusted power and the use of
resources for personal gain. It can be found in a huge
range of interactions at all levels of decision-making
and in all aspects of the water sector, along the “water
value chain” from water allocation to the end user and as wastewater - back to the environment.
There are great needs to strengthen water integrity at
policy, management and operational levels in governments, private sector and civil society:
• Establish sustainable prevention measures that are
pro-active rather than only re-active.
• Understand the detrimental impacts; especially on
poor people who suffer from the lack of integrity.
• Apply integrated water resources management to
link water services for domestic, industrial and agricultural uses.

•

Realize that there are different cultural interpretations of integrity.

This chapter discusses the situation and offers ways to
enhance integrity in your workplace.

A. What is the Problem?
The
•
•
•
•

Costs
Waste of financial resources
Distortion of allocations
Failure to lead by example
Damage to ecosystems

Lack of Integrity spills across the entire water value
chain to create “muddy waters”. On an economic basis,
it means dishonest exchanges of tangible goods such as
cash, official positions or material goods. On a social
basis, it means the exchange of favours, social acknowledgement and power that cannot directly be translated
into material resources. Lack of integrity takes place in
the public sector as well as in non-governmental organizations and private enterprises. Falsifying water meter
readings, for example, is an equally wrong practice if
it takes place in a private water company or in a public
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utility. Lack of integrity can undermine the sustainability of the water sector and harm the public good.
Lack of integrity often leads to corruption which may
be grand or petty, depending on its scale and frequency (Box 2).

•

Box 2
Levels of Corruption

•

Grand corruption pervades the highest levels of government and distorts its central functions. It is typically less frequent but involves larger sums of
money being paid as kickbacks, e.g. during the procurement process for large-scale infrastructure
projects and purchasing of equipment and materials.
Petty corruption involves the exchange of small
amounts of money, the granting of minor favours or
the employment of friends and relatives in lower positions. By contrast, it is more frequent and involves
lesser sums of money or favours. Common examples
include cutting red tape in applications for reservoir
water abstraction or expediting a household’s connection to municipal water supplies. While petty corruption might involve very small amounts, the frequency of such transactions means that the aggregate amounts can be very large.
While petty corruption is generally applied at the
level of service provision (micro level), grand corruption takes place at macro level, which is, only
open to a selected group of people who manage specific information, decisions, and contracts, where
much larger sums are dealt with and where decisions affect a large population.

•

•

•

themselves on prices and “who should win.” This
may also involve paying bribes to government officials to “turn a blind eye” to the practice.
Misuse and Theft: the taking or conversion of
money, property or other valuables for personal
benefit. This may involve diversion of public funds
to one’s own bank account or stealing equipment
from the utility’s warehouse.
Fraud: the use of misleading information to induce
someone to turn over money or property voluntarily, for example, by misrepresenting the amount of
people in need of a particular service.
Extortion: involves the use of threat of violence or
the exposure of damaging information in order to
induce cooperation.
Abuse of Discretion: the abuse of office for private
gain without external inducement or extortion. This
abuse is usually associated with bureaucracies which
create broad individual discretion. It might involve,
in a situation of water scarcity, giving preferential
treatment to one neighbourhood over another.
Favouritism, Nepotism, and Clientelism: This involves taking action to advance the interests of a
family, a political party, or an ethnic, religious or
other group. These practices often occur in the hiring and promotion of staff. They can also take the
form of building a new water system in “the minister’s village.”

B. What is Water Integrity?

The following forms of lack of integrity are common in
the water sector:
• Bribery: giving some form of benefit to unduly influence an action or decision. Firms pay bribes for
public procurement contracts. People pay bribes for
new connections and falsified meter readings. People receive bribes to cover up the use of substandard
materials in infrastructure, inflated invoices, pollution discharge or failure to meet contractual deadlines.
• Collusion and Complicity: an arrangement between
two or more parties designed to achieve an improper purpose, including influencing the actions
of another party. An example: bidders agree among

Individuals or institutions that carry out their functions honestly follow the principles of good governance
(see Governance chapter). Water Integrity is about the
transparent and cooperative processes by which stakeholders reach and implement decisions on the use of
water resources. Constructive cooperation between
stakeholders results in:
• Efficient use of water resources
• Cross-sector integration: water for food, for people,
for industry and commerce and for the environment
• Equitable access to water
• Effective and sustainable service provision
• Fair distributions of costs and benefits
• Responsible use of power and resources
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Water Integrity and its Enablers
Integrity:
This is synonymous with honesty and refers to
the need for public, private and civil society sector representatives to be honest in carrying out
their functions and resist corruption. It requires
that holders of public or private office do not place
themselves under any financial or other obligation
to individuals or organizations that may influence
their ability to perform their duties.
Accountability:
This refers to the democratic principle that elected officials and those in public service can be held
accountable for their actions and answer to those
they serve. This includes political, administrative,
and financial dimensions.

Water Integrity is a key element to achieve these broader governance goals and it is enabled by transparency,
accountability and ethics (see box):
• Transparency is important for fighting corruption
and it is inspired by the democratic idea that public
affairs are simply public.
• Accountability seeks to prevent public office holders and others entrusted with power and resources
from “drifting from their duties”.

© giz 2012

Strengthening water integrity, accountability and transparency are essential to enhance water supply and sanitation, infrastructure and procurement services. However, estimates by the World Bank suggest that 20 to
40 percent of water sector finances are being lost to dishonest practices. This will also affect the achievement
of the MDGs globally: “The cumulative revenue losses stemming from falsified water meters add up to large
sums over time. This is money that alternatively could
be spent on improved operation and maintenance, new
investments to improve water and sanitation systems for
economically weak groups.”

Transparency:
This refers to openness and public access to information so that citizens can understand the decision-making processes that affect them, and are
knowledgeable about the standards to expect from
public officials.
Equitable and ethical:
Equity between and among the various interest
groups, stakeholders, and consumer-voters should
be assured throughout the process of policy development and implementation. Legal and regulatory frameworks should be fair and enforced impartially.

C. The Importance of Water Integrity
The lack of water integrity may have detrimental impacts in financial, economic, social, environmental, and
political terms. In general, studies have shown that systemic abuse of power and resources tends to slow down
overall economic growth, reduce local and foreign investments, and increase income inequalities.
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Corrupt practices in the water sector are detrimental
to sustainable water use and service provision and they
ultimately limit the scope for improving poor people’s
livelihood opportunities. Corruption siphons off scarce
monetary resources and diminishes countries’ prospects
for providing water and sanitation for all and sound
water resources management. Corruption:
• Reduces economic growth and discourages investments within the water sector.
• Undermines performance and effectiveness of both
public and private sectors, leading to inefficient and
unequal allocation and distribution of water resources and related services.
• Decreases and diverts government revenues that
could be used to strengthen budgets and improve
water and other services, especially for poor people.
• Makes existing legislation, rules and regulations ineffective, which can drive increased water pollution,
health hazards and overexploitation of ground and
surface water.
• Dilutes the credibility of the public service sector
when discretionary decision making creates unpredictability and inequalities, circumventing the rules
of law and justice.

•

Why does dishonest behaviour or corruption exist?
Corruption is a symptom of governance deficiencies in
both the private and public spheres. In some countries,
enforcement of legislation is weak and judicial systems
are inadequate. When these are combined with low
wages, huge income disparities and a lack of accountability and transparency, personal economic gain is more
attractive than concern for the well-being of citizens.
The Global Corruption Report and Stalgren (2006)
highlight several criteria that make the water sector especially vulnerable for corruption:
• Water decision-making is dispersed across many
sectors and water governance thus spills across
many different types of agencies.
• Water management involves large flows of public
money.
• Private investment is growing in countries already
known to have high levels of corruption.
• Informal providers, often vulnerable to corruption,
continue to play a major role in delivering water to
the urban poor.

Corruption is often interlinked with deficient management and technical capacity. In many cases it is difficult
to differentiate between poor administration and corruption. Uncontrolled water pollution, incorrect bills,
delays and low quality of water works, or the over-design of networks might be due to low capacity or mismanagement in government or public utilities, rather than corruption. However, the good message is that
many anti-corruption measures that promote transparency, accountability or citizens’ oversight not only curb
corruption, but also may improve the quality of management decisions and their implementation.

•

•

Technical complexity, which decreases public transparency and leads to an irregularity of information.
Frequency of interaction between suppliers and
consumers, which fosters an atmosphere of discretionary action.
High demand for water services, which reinforces the power position of suppliers and encourages
bribery.
Corruption exists in all societies to varying degrees and in different forms. Some practices that
might be regarded as corrupt in one country might
be legally and socially acceptable in another. Thus,
there is no universally agreed upon definition for
corruption. Indeed, attempts to develop such a definition invariably encounter legal and political issues.
Transparency International defines it this way:
“Corruption is the abuse of entrusted power for
private gain”. It occurs in all parts of society, in
communities, non-government organizations and
the private sector.
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D. Building Blocks of Water Integrity
The Water Integrity Network defines the pillars to enhance water integrity:

These foster peer control and socialisation that breaks
established behavioural patterns and moral standards.
Civil society can play a key role, acting as public watch
groups - operating under a code of confidentiality - who
oversee the procurement process.
Regulation can foster transparency, participation and
accountability in the sector. By collecting and reviewing information or monitoring performance, regulators can shed light into deficiencies that might have remained hidden without regulation and thus would be
prone to corruption.
For example, in Zambia, the regulator also actively fosters user participation. Regulation requires balancing
different interests among others water users’, utilities’ or
political interests.
2. Reform of Public Service Delivery Systems
These measures include:

© giz 2012

These pillars are interlinked. For example, enhanced
accountability will partly depend on participation
and transparency. When these pillars are all in place,
they close the loopholes where corrupt behaviour may
flourish. Transparent and clear rules and regulations
in combination with proper monitoring mechanisms
can contribute to improved accountability and clearly assigned responsibilities can increase transparency.
Work ethics and individual honest behaviour can be
encouraged with transparency and accountability systems that punish poor behaviour.
Stalgren identified four main categories of measures
to build these pillars and increase water integrity:
1. Legal and Financial Reform
These measures include reformed procurement procedures, monitoring and oversight, deterrence, increased
economic competition, mechanisms for intra-governmental cooperation, and decentralisation. Reducing
complexity in regulation, licensing and control are central elements of these reforms, typically led by government agencies. The likelihood of success is increased if
measures are supported by the private sector, civil society and the international community.

•

Improved Human Resources Management: The
goal is to create a professional environment that
discourages the use of entrusted power for private
gain. Public officials will always have a certain level
of discretion. There is no way of policing and controlling every interaction, e.g. a contractor’s work or
a household’s meter reading. Corruption therefore
becomes a matter of integrity and moral standards.
For example, the incentive to engage in corruption lies not in the absolute levels of salary, but in
the difference between expected and actual levels of
pay. If the wage level is perceived as “fair”, it is unlikely to spur corruption. From improved recruitment and training of staff down to symbolic gestures such as work uniforms, these measures are
reported to imbue a collegial culture of professionalism that encourages officials and private sector
employees to spurn corruption.

•

For example, procurement reforms can be developed
in close cooperation with private companies within the
sector who can be encouraged to form “integrity pacts”.

Improved Technical Know-how and Systems: Technical solutions can help to control and decrease the
discretion of individual actors, thus making such
choices more difficult and risky.
For example, information technology can be used
to simplify public services, e.g. processing applica-
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•

tions to abstract water from a dam or well-drilling
licenses. In a case in Asia, at least 14 public officials
were involved in processing one household’s application for access to public water. By simplifying the
procedure and using information technology (IT),
this number was reduced significantly, decreasing
public-client interactions and thereby reducing corruption.

tains a broad definition of the term “public official”
and includes both public and private sector corruption.
UNCAC includes recommendations to implement a
range of specific anti-corruption measures by means of
an Implementing Mechanism. Practical methods at the
utility level include hotlines for people to anonymously
report suspicious behaviour and the systematic building
of a professional corporate culture.

Increased Public Sector Capacity: The lack of economic and technical capacity in public institutions
raises the likelihood that corruption is not detected. It can also allow for “ghost” workers and moonlighting, and increases the discretionary interactions between water users and utilities.

4. Public Awareness and Capacity Building
A powerful civil society can potentially thwart corrupt
activities by mobilising discontent and rage against illicit practices, private-public collusion and poor water
service delivery. The power of civil society primarily derives from the ability to publicise and socially disgrace
corrupt people and by raising public awareness of the
consequences. Civil society in the water sector comprises water user groups, conservation organizations, local
community groups, women’s associations, religious organizations, academia, and last but not least, the media.

For example, there are times when a public official is less technically competent than international contractors, making it difficult for the official to
detect and assess irregularities. Having competent
public officials is essential.
3. Reform in the Private Sector
Recently, there are signs that companies in the water
sector are less inclined to view corruption as an acceptable practice. Factors contributing to these changed
perceptions include the harm to companies’ brands
and reputation if they are caught engaged in bribery,
and the recent initiative by the World Bank to blacklist
corrupt companies. A number of international initiatives have been put in place to encourage collective action among private companies, including the Business
Principles and the Integrity Pact , to encourage integrity. Other measures that can be undertaken at company level include the implementation of anti-corruption
and integrity standards, and corporate social responsibility guidelines.
For example, the United Nations Convention Against
Corruption (UNCAC), which came into force on December 14, 2005, has been signed by 133 countries and
ratified by 52. Of all the existing anti-corruption conventions, the UNCAC has the most extensive provisions on the ways, means and standards for preventive measures in the public and private sectors. It calls
for criminalisation of a wide range of offences, con-

Transparency International has spearheaded anti-corruption advocacy on a global scale and is currently stepping up its efforts within the water sector by hosting the
Water Integrity Network, the only global network with
the explicit objective of fighting corruption in the water
sector on a global scale. Civil society plays a key role in
raising public awareness.
Techniques include training journalists on how to investigate crime in the water industry and providing
them with financial support to cover complicated corruption trials. Civil society organizations can benefit
from training to assess and report on illicit infrastructure projects, to publicise economic reports to the community, to use communication technology for information dissemination, and to be better able to assess corruption and conflicts of interest among water policy
makers and utilities.
Approaches include lobbying policy makers for legal reforms, media campaigns that highlight the diminished
revenues and water service levels arising from corruption, and organising workshops for decision makers and
water users groups. Public awareness can be raised by
using humour, e.g. by producing anti-corruption angles
in water comic books or calendars with scornful depic04-6
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tions of actors engaged in corruption. Travelling anticorruption exhibits and theatre groups can weave recognisable events in the daily use of water into their scenarios, creating a common language for discussions that
socially shame the corrupt.

II. Analysis
A key recommendation of the Global Corruption Report 2008 was that the water sector needs to know
more about corruption risks through appropriate assessments that become standard practice, just as Environmental Impact Assessment became a mainstream tool
to consider and mitigate the potential environmental
impacts of projects. The report found that:
• Assessing potential corruption risks and putting
preventative measures in place is easier and much
more cost-effective than trying to clean up corruption after it becomes established.
• Corruption risk assessments need to be linked to
actions that prevent corruption. But it is necessary
to ‘look before you leap’ as poorly planned anti-corruption activities can backfire and instead result in
only shifting how and where the corruption occurs.
• There is no single agreed upon methodology for
corruption risk assessment in the water sector.
However, many useful frameworks and tools have
recently been developed and tested, and new sets of
guidelines and better quality case studies provide
most of the elements required for users to undertake a tailored corruption risk assessment.
• Understanding different types of corruption and
where and how they occur is the key to a useful corruption risk assessment. This allows early warning
indicators to be identified that can be used to diagnose potential problems, and to link problems to
the right kind of preventative actions.

© giz 2012

Section IV provides tools and techniques for assessing
corruption.

III. Approach
The major challenge for everybody who wants to “clear
muddy waters” is to address incentives for change towards water integrity, transparency and accountability. Effective prevention involves identifying and understanding the drivers: need, greed, the opportunity
for money or power, or simply the basic need for access
to water. Understanding the incentives for companies,
communities or individuals requires analysis of the
local context, influenced by interconnected institutional, economic, social and political factors.
This complex web can involve one or more types of corruption and misuse of utility funds or revenues. Powerful traditional patronage networks or new patron-client
relationships may influence these interactions. Corruption will always flourish whenever the short-term tangible benefits outweigh the expected losses and the risk of
being held accountable is low. The key element of any
anti-corruption strategy is to change these trade-offs
so that no one is motivated towards corrupt behaviour.
This may involve sharing responsibilities; establishing
clear administrative rules, regulations and controlling
mechanisms; minimizing the frequency of financial
transactions and reducing the potential gain from each
one; raising the probability of detection; and increasing
the level of penalties.
A first step to enhance water integrity is to identify the
drivers of misuse of power and the lack of water integrity. In general, these drivers are
• Increased monopoly and discretionary power,
which are common in water institutions.
• Failure of monopolistic state delivery that creates
opportunities for petty corruption.
• Limited demand for accountability in developing countries in relation to the link between service
providers and consumers.
• Weak civil society and underdeveloped concept of
customer rights.
• Linkages to other sectors which are particularly
vulnerable to corruption, e.g. construction.
• As a high-risk construction sector, water displays
the resource allocation and procurement-related
abuses which arise when the public and private sectors meet.
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•

Low capacity, low wages, lack of clear rules and regulations, and dysfunctional institutions.

be lowered by reducing both the incidence of corrupt
transactions and the gain from each single transaction.

These drivers of corruption need to be counter balanced
by drivers for change that can enable institutions and
the public to make informed decisions, which can improve the accountability of governments, and reduce
the scope for corruption.
In the water sector, there are a number of opportunities that give rise to demand for bribes and supply side
of corruption. The demand side involves people who are
in charge of offering services who demand bribes in exchange for service. The supply side refers to those who
give bribes in order to get preferential treatment. Many
anti-corruption solutions are tailored to improve corporate governance principles, which create an environment that dissuades corruption. The following table describes typical demand and supply side drivers of corruption and key solutions.
Demand side drivers of
corruption
Those with authority
over decision-making
processes at all levels of
society who are willing
to dispense advantages
for personal gain through
bribery or other incentives.

Supply side drivers of
corruption
Those who depend on
authorities to obtain
access and/or advantages
seek to influence decisionmaking for personal gain
through bribery or other
incentives.

Key solutions:
Strengthen transparency
and information flows,
improve mechanism of
service accountability.

Key solutions:
Incentives for stakeholders
to oppose corruption,
anticorruption explicit in
institutional reforms.

Incentives for Corruption

Incentives for water
integrity

•
•

•

•
•

Weak internal systems
No complaint
mechanisms
Monopoly
Discretion of decisionmakers

•
•

Codes of conduct that
are enforceable
Mechanisms for
participation of users/
citizens/consumers
Sanctions against
corruption

Stalgren proposes the term “PACTIV” Approach to increase integrity in the Water Sector. The first letter of
five vital building blocks for increasing water integrity makes up the acronym PACTIV: Political leadership,
Accountability, Capacity, Transparency, Implementation and Voice. This acronym also includes the word
PACT - emphasising the need for broad-based alliances - as well as the word ACTIV - which is a reminder of
the urgency to take action in fighting corruption in the
water sector.

The key solution to promoting transparency and accountability on both sides of water sector corruption is
to introduce high levels of participation of stakeholders.
An incentive is a reward that induces, stimulates, or encourages a desired action. There are a number of incentives and disincentives in the water sector that influence
how it operates. Corruption flourishes when the incentives exist for it to do so, when the potential gains from
the corrupt actions outweigh the potential losses. To
change this behaviour, expected gains must be lowered
and expected penalties increased. Expected gains can
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PACTIV
Building block

Rationale

Type of action

Political

Mobilise support from
Political leaders and engage
Them as constructive anti-corruption partners

•

leadership:

Illuminate the potential political leverage from decreased
corruption in the water sector (e.g. WWS and irrigation)
Include political leaders in discussions at all stages of
water projects
Record and publicly display commitments of support made
by politicians

•
•

Accountability:

Reform political and judicial
institutions to reduce discretion
and increase integrity

•
•

Increase competition in elections to catchment boards
Expose public officials to the hardships of the poor water
users they are entrusted to serve
Check contractors’ support of political election campaigns
Strengthen independent auditing

•
Capacity:

Strengthen capacity of public
institutions and civil society

•

Increase technical competence of regulators and
procurement officials
Create professional working environments with reasonable
wages
Support independent data collection and diagnostics by
civil society

•
•
Transparency:

Encourage openness and freedom
of information to allow for
advocacy and disclosure of illicit
behaviour

•

Train media in investigative journalism on corruption in
water
Publicly display (in newspapers an in villages) information
on water contracts and accounts
Disclose water authorities’ decision making procedures and
protocols

•
•

Implementation:

Put existing reforms and anticorruption tools into action

•
•
•

Make use of existing technical equipment for monitoring
Execute on-the-shelf policies
Impose stiff judicial and economic sanctions on culprits

Voice:

Strengthen channels for water
users, public officials and private
employees to voice discontent and
report corruption

•

Introduce whistleblower programs in utilities an public
agencies
Expand voting rights in elections for catchment an subcatchment boards

•

IV. Examples and Exercises

© giz 2012

Tools and Techniques for Assessing Corruption
Corruption Interactions Framework
This framework was originally published by Plummer
and Cross (2007) and has been widely used and adapted, and also published in a simplified form in the Glo-

bal Corruption Report 2008 on the water sector. The
framework differentiates between (1) public to public
interaction, (2) public to private interactions, and (3)
public to consumer interaction.
04-9
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Corruption Interaction Framework

Public to public
interactions
Policy-making/regulation
• Diversion of funds
• Distortions in decisionmaking, policy-making

Early warning indicators

➜

•
•
•

Planning and budgeting
• Corruption in planning
and management
• Bribery and kickbacks
in fiscal transfers

➜

Management and programme
design
• Appointments, transfers
• Preferred candidates
• Selection of projects

➜

•
•
•
•
•
•
•

Anti-corruption
measures

Monopolies/tariff
abnormalities
Lack of clarity of regulator/
provider roles
Embezzlement in budgeting,
planning, fiscals transfers

➜

Speed/complexity of budget
processes
No signatures
% spending on capital
intensive spending

➜

Unqualified senior staff
Low
Salaries, high perks; HH
assets
Increase in price of informal
water

➜

•
•
•
•
•
•
•
•
•

Policy and tariff reform
Separation
Transparent minimum
standards
Independent auditing
Citizen oversight and
monitoring
Technical auditing
Participatory planning
and budgeting
Performance based staff
reforms
Transparent, competitive
appointments

Source: Janette Plummer, Patrik Stalgren, Piers Cross at World Water Week-Stockholm 22. August 2006

Public to private
interactions
Procurement
• Bribery, fraud, collusion in
tenders

➜

Construction
Fraud/bribes in
construction

➜

•

Early warning indicators

Anti-corruption
measures

•
•
•

Same tenders lists
Bidders drop out
Higher unit costs

•

•
•

Variation orders
Low worker payments

•
•

•
•

•
Operation
Fraud/bribes in
construction

•

➜

•
•

Single source supply
Change in quality and coverage

•
•

Simplify tender
documents
Bidding transparency
Independent tender
evalution
Integrity pacts
Citizen oversight and
monitoring
Technical auditing
Citizen auditing, public
hearings
Benchmarking

04-10

I_04_neu-dh.indd 10

14.01.13 20:54

Chapter 4 ›› Water Integrity

Public to consumer
interactions

Early warning
indicators

Anti-corruption measures

Construction
• Communtity based WSS
-theft of materials
• Fraudulent documents

➜

•
•

Loss of materials
Infrastructure failure

➜

Operations
Admin corruption
(access; service, speed)

➜

•
•

Low rate of faults
Lack of interest in
connection campaigns
Night time tanking

➜

Unenexplained
variations in revenues

➜

•

•
Payment systems
• Meter, billing and
collection-fraud and
bribery

➜

•

•
•
•
•

Corruption assessment
Citizen monitoring and oversight
Report cards
Transparency in reporting

•
•
•

Citizen oversight and monitoring
Complaint redressal
Reform to customer
interface(e.g. women cashiers)

Source: Janelle Plummer, Patrik Stalgren. Piers Cross at World Water Week-Stockholm 22. August 2006
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United National Development Programme (UNDP)
UNDP mentions four methods used to evaluate the
level of corruption (1) benchmarking of performance of
water utilities, (2) general corruption perception indices, (3) financial indicators that compare awarded with
estimated prices in procurement procedures, and (4)
household surveys on bribery. A “mapping approach”
was used by Anton Earle et al (2008) to study integrity and accountability in water activities in the SADCregion.
Water Integrity Network (WIN) Advocacy Guide
The Advocacy Guide has five modules that support
WIN members and anti-corruption activists to engage
in advocacy using “A Toolbox for Water Integrity Action”. The modules outline key steps for: (1) planning
and preparation of advocacy campaigns (2) advocacy in
action, (3) research for advocacy, (4) the importance of
coalition building, and (5) how to monitor and evaluate
the actual impact of advocacy work.

Objectives of the AWIS
• Give an overview of the state of water integrity
and map potential integrity risks in five main
risk areas of a specific water sub-sector.
• Increase awareness about water integrity (TAP)
to stimulate action resulting from constructive
and solution oriented dialogue among different
stakeholders.
• Identify priority areas for action by reflecting
on the outcome of the AWIS and the experiences of different stakeholder groups to increase
integrity and strengthen the water governance
framework.
• Document change over time by repeating the
AWIS.

Annotated Water Integrity Scan (AWIS)
This tool has been designed to quickly assess the integrity situation in the water sector by analysing risks that
may facilitate corruption and hinder good governance.
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The process includes workshops at which recognised experts from a country’s water sector score and discuss
various indicators to measure risks and institutional weaknesses that can lead to corruption in the sector. AWIS was developed by the Water Integrity Network (WIN) together with the International Water
and Sanitation Centre. It assesses the integrity of five
main aspects:
• Policy and legislation
• Regulation
• Investment projects and programmes
• Service provision
• Anti-corruption measures
Participants explore three of the main pillars of integrity: transparency, accountability and participation (TAP). AWIS assesses TAP through scores that
are complemented with annotations that have qualitative information to explain the scores based on the dialogue amongst workshop participants. This scan also
facilitates the exchange of information and perceptions through dialogue. This creates a basis for prioritisation of water integrity action.

World Bank and Transparency International
Utility Checklist
The utility checklist focuses specifically on the utility’s
management system and aims to assess its vulnerability
to abuse of authority and resources. The purposes of the
utility checklist are to:
• Identify and begin to focus on the different areas of
vulnerability to abuse of authority and management
of resources.
• Provide a common base of information and understanding for all parties interested in knowing about
and improving the effectiveness of the water utility.
The dissemination of this information helps to promote transparency.
The ultimate goal is to have the results of the checklist
serve as a basis for change within the organization. This
can only happen with certainty when the leadership is
committed to good governance and has in place the systems that will enable it to act effectively. Appendix A illustrates the checklist.

Simplified Water Sector Value Chain (and Chain of Misallocation)
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3. Risk Map: The third step identifies what processes
and sub-processes are harmed by the corrupt conduct.
4. Proposed Measures: The fourth step involves identifying the tools or actions that could prevent or
mitigate corruption.

Water Sector Value Chain
The following chart explains the elements of a simplified “Water Sector Value Chain” and the chain of possible misallocation.
Corruption Risk Mapping Exercise
The aim of this exercise is to identify corruption risks
in the water sector by looking at all the actors, institutions, their interrelationships, activities, and procedures. The water sector comprises many different processes, including policy-making and regulation, planning and budgeting, funding and fiscal transfers and
others. Each of these processes usually comprises three
steps, called ‘sub-processes’ in the corruption risk matrix (see below). The corruption risk map is comprised
of four main steps.
1. Identification: The first step is to provide an overview of the water sector in your country by focusing
on the existing institutions and actors and how they
interact. Afterwards, you define the main processes
and sub-processes in the water sector.
2. Assessment: The second step identifies corruption
cases and matches them with the illicit conduct portrayed in the UN Convention Against Corruption.

© giz 2012

Example of the most common processes in the water sector
Processes

Sub-process 1

Sub-process 2

Sub-process 3

Policy-making and
regulation

Design

Implementation

Evaluation

Planning and budgeting

Planning

Monitoring

Evaluation

Donor financing, funding
and fiscal transfers

Reception of funding/
transfer

Project implementation

Report of account

Management and programme
design

Planning

Implementation

Monitoring

Tendering and procurement

Planning

Procurement

Payment

Construction

Design

Bid

Build

Operation and maintenance

Planning/Definition

Implementation

Monitoring/Payment

Payment(for services)

Service Provision

Verification

Payment

04-13

I_04_neu-dh.indd 13

14.01.13 20:54

Module A. Enabling Environment

The completed corruption risk map would look similar to this example:
Process

Subprocess 1

Corruption
risk S-p 1

Tool/action
to reduce
corruption
risk

Subprocess 2

Corruption
risk S-p 2

Tool/action
to reduce
corruption
risk

Subprocess 3

Corruption
risk S-p 3

Tool/action
to reduce
corruption
risk

Tendering
and
procurement

Planning

Bribery to
influence
contact/bid
organization

Lobbyist
registration
access
to public
information
law

Procurement

Corruption
in award of
concesation
over
duration,
exclusivity,
tariffs,
subsidies

Disclosure of
income and
assets code
of ethics
independent
audit function
whistleblower
protection

Payment

Falsification
of accounts

Whistleblower
protection
independent
audit agency

Construction

Design

Bribery to
influence
design

Lobbyist
registration
access
to public
information
law
e-government

Bid

Bribery to
influence
contact/bid
organization

Disclosure of
income and
assets code
of ethics
independent
audit function
whistleblower
protection

Build

Fraudulent
invoicing

Independent
audit agency

Operation
and
maintenance

Planning/
definition

Bribery to
influence
planning

Lobbyist
registration
access
to public
information
law
e-government

Implementation

Fraud

Independent
audit agency
ombudsman

E-Monitoring/
payment

Falsification
of accounts

Independent
audit agency

Examples of corruption risk and anti-corruption measures, from Making anti-corruption work for the poor, PPT presentation by Plummer, the
World Bank, Stockholm World Water Week 2007.

V. Lessons Learned
The Water Integrity Network (WIN) concludes that integrity in urban water supply and sanitation is a complex issue with related challenges that go beyond city
limits and beyond the water sector itself. The links to
environmental issues, land management, and broader governance problems are very important. The most
pressing challenge is often providing informal settlements and peri-urban areas with adequate, sustainable and affordable water supply and sanitation services. Misuse of entrusted power for private gain may be
a major obstacle in extending access to inhabitants of
such settlements.
“Corruption is an important threat to the sector not
just today but also with respect to the future. It is likely that corruption, and bad governance in general, will
compound the challenges faced by the sector. Reforms
introduced with good intentions may fail because nei-

ther the political economy, nor related issues of corruption were considered in the planning stages. It is thus
more important to get a good understanding of a specific urban context, in order to minimise the risks of failure than trying to import-export “best practices” Improving water integrity therefore “requires an approach
that helps to understand how corruption works and to
identify the root causes of the different types of corruption. A feeling for what matters in the fight against corruption together with sound knowledge of the context
will help to develop the innovative approaches that are
needed in order to enhance the integrity of the water
and sanitation sector in urban contexts and beyond.”
Key recommendations by Stalgren to break with corruption in the water sector are:
• “Align anti-corruption measures in the water sector
with national governance reform.
• Mobilise political support and engage leaders as
constructive anti-corruption partners.
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•

•

•

•

•

•

•

•

Diagnose anti-corruption measures. Rethink traditional one-size-fits-all responses to anti-corruption measures to make them more applicable to the
water sector.
Corruption is the symptom: target the system.
Corruption is not primarily driven by individuals
trying to earn an extra buck, but is part of established social systems in need of reform.
Be preventive rather than reactive. Corruption has
immediate negative effects and once corrupt systems are established, they tend to stick.
Don’t stand alone. Build comprehensive networks
of actors from the local, national, regional and international levels and from all spheres of society:
private, public and civil society.
Recognise that no one is immune to corruption.
Poor marginalised women, well-educated scientific
experts and well-meaning international aid workers
can all be part of the problem.
Work around as well as on corruption. When corruption takes on systemic proportions, the requirements for targeted action may be absent, which
calls for an indirect approach.
Anticipate unexpected consequences. Tackling corruption means moving in uncharted territory where
targeted measures can result in unintended effects.
This calls for patience, resources and political and
institutional reserves.
Focus on the needs of poor and marginalised people. They are often the most affected by corruption
and can, in the short run, be disenfranchised by effective anti-corruption measures”.

combat corruption in the water supply and sanitation sector (Module 5, page 143-158). The Step-byStep Approach in developing an anti-corruption
action plan includes:
1) Complete and prioritize the water sector
corruption risk matrix
2) Select and use the diagnostic tools
3) Identification of impact indicators and their
baseline values
4) Identification of anticorruption tools in the
water sector
5) Developing a detailed anticorruption action
plan (see sample, next page)
6) Monitoring and reporting on the status of the
action plan
•

VI. Taking Action

© giz 2012

To combat misuse of resources and corruption in the
water supply and sanitation sector, we must move from
analysis to action. In doing this, we need to keep in
mind that a lack of integrity is only one aspect of poor
governance and that the overall objective is to improve
the operation of utilities for the benefit of the general good.

The Training Manual on Water Integrity and associated instructional materials provides tools to design capacity building and training, which can be
tailored to fit the specific conditions of any region
or country in need of training, to be run upon request as a demand driven programme. The programme package is composed of seven different
modules which can be delivered independently or
in combination:
Module 1: Definitions and concepts
Module 2: Impacts of and drivers for integrity,
transparency and accountability
Module 3: Applicability to water resources
management and development
Module 4: Institutions, laws, and instruments
Module 5: Integrity and accountability in water
Module 6: Importance of access to and type of
information
Module 7: Tools and methodologies to ensure
integrity, transparency, and accountability

Two sources are ready for application:
• Maria Gonzales de Asis and Donal O’Leary developed an Action Plan to synthesize and apply the
principal messages to improve water integrity and
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Identification of Anti-corruption Tools in the
Water Sector
Anticorruption tools in the water
sector
Access to information and public
participation
Meetings to discuss corruption in
the water sector

Strengths

Weaknesses

Choose (Y/N)

Access to information laws
Communication between water
utility and its consumers
Complaints & ombudsman office
Community participation
Budgetary/expenditure
Public expenditure tracking (PET)
Promoting ethics, professionalism
and integrity
Integrity pacts
Business Principles for
Countering Bribery (BPCB)
International conventions
Institutional reform/oversight
Independent auditing
Regulator(s)
E-procurement
Conflict of interest policies;
codes of conduct
Disclosure of income and assets
Collaborative models for
providing WSS to the poor
Comments
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Attachment A

World Bank Institute and Transparency
International Utility Management Checklist
Ethical framework

1. Is there a code of conduct for the senior managers?
2. Is it used and thought to be effective?
3. Are the assets and incomes of senior managers disclosed

Public complaints

4. Is there an independent complaints office within the utility?
5. Is it known to the public and to staff?
6. Is it effective and respected?
7. Is there retaliation against whistle-blowers or are they protected?
8. Can anonymous complaints be made?
9. Is there a programme for testing the integrity of the various departments or business units?
10. Is the programme publicised and is it effective?

Leadership

11. Is the senior leadership committed to the fight against corruption and how has this been
demonstrated in both words and deeds?
12. Does the public respect the work of the utility?

Human resources

13.
14.
15.
16.

Service levels and
targets

17. Are
18. Are
public?
19. Are
20. Are

Is there respect for work rules by all staff, including supervisors?
Is the system for recruiting, disciplining, and promoting staff fair?
Are pay scales and benefits fair?
Is the internal administrative system for appeals of staff decisions considered fair?
service levels in different areas monitored on a regular basis?
targets for service improvements set on an annual basis in consultation with the affected
actual service levels and service targets made public?
budget allocations clearly linked with service targets?

Budgeting

21. Is the budgeting process well publicised and open to the public?
22. Does the public actively and directly participate in shaping the utility’s budget priorities?

Procurement

23.
24.
25.
26.
27.
28.

Is the procurement system reputed to be fair?
Is it based on competitive principles?
Are procurements advertised in advance and made known to the public?
Is the process for selecting a bidder thorough and fair?
Are conflict of interest rules enforced?
Does the utility make its investments through a competitive process?
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Source: Maria de Gonzales et al., The World Bank 2009
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Introduction to Organization Development
Organization Development (OD) is a process in which
organizations establish goals and transfer them into the
jobs that people do every day. People have what they
need to get the job done and they receive rewards for
achievement and initiative.

Management
• Planning Ahead
• Delegation
• Management by Results
• Rewards for Achievement
• Performance Audits

When you form a new organization, OD helps build a
strong management foundation. It includes choosing
a mission, making plans, putting people to work and
achieving goals.

C. How the “Impact Guidebook” can help 		
		 you develop your Organization
Depending on your situation, you may benefit from action in selected areas. Maybe you know that you need
more effective job descriptions. Maybe your compensation system could be more fair. Or – you may find benefit from taking every step of the OD process. Whatever you decide to do, keep the following in mind:

Existing organizations often face new challenges. OD
can help an organization respond effectively. OD helps
you take a fresh look and strengthen weak areas.

A. The Importance of Organization
		Development

Organization development brings change in approaches and habits. People need time to absorb new ideas, so
results take time. Have faith in the outcome and take a
determined “one step at a time” approach. The day will
come when you realize how much better your organization is working. Great leaders in the water sector know
that success comes from patience and persistence.

Organization development establishes the basic framework that any organization needs to manage well and
achieve its goals. It helps build a workplace where people take actions for good reasons and make the best use
of available resources.

B. Organization Development Chapters
		 in this Guidebook

Change means venturing into the unknown. Fear of
change can be a roadblock and it can cause anxiety for
employees. Recognize the effects of fear and address
them openly.

© giz 2012

Foundation
• Framework
• Leadership and Commitment
• Mission and Overall Objectives
• Strategic Analysis and Planning

The best Organization Development overcomes roadblocks by striving for “win-win” approaches - not solutions where someone wins and another loses.

Structure
• Functions
• Organization Structure
• Job Design
• Numbers of Employees
• Compensation
• Implementing Organization Change

Despite your best efforts, some people will still be unhappy. As Abraham Lincoln said – “You can please
some of the people some of the time, but you cannot
please all of the people all of the time.” As people see
the benefits of OD, they will be happier. Celebrate successes – even if they are small.
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D. Chapter Summaries

tion? That could be expensive and hard to control. Not
every action would need full-time attention. We need
to group actions into functions to make the best use
of resources. This chapter explains what functions are
and it can help you develop the functions you need.

Framework: Organizations bring people together to
achieve a common purpose.
Usually, an agreement creates the organization, defines
its purpose and sets basic ground rules. The agreement
may be an informal gentlemen’s agreement. Or, it may
be a more formal contract, ordinance or law.

Organization Structure: The organization structure
groups functions and shows how they are linked. It
helps employees and stakeholders understand the way
the organization works. It also encourages cooperation
and communication.

The type of agreement depends on the goals of the organization. It must conform to the country’s legal and
regulatory framework.

Without an organization structure, it would be hard
to know reporting relationships, responsibilities and
how functions work together. It would also be harder
to know the chain of command.

Leadership and Commitment: Every organization
needs leadership by people who are committed to its
purpose. Nothing can be achieved without this commitment. Leadership and commitment begin at the
top. Leaders inspire others and set a good example.

Job Design: Please think back to a time when you
started a new job. Did anyone tell you what to do? Did
anyone tell you how your job would help achieve the
aims of the organization? Did you know where your
job fit on the organization structure?

Leadership involves the Governing Body which leads
through Policy, Planning and Budgeting, Delegation,
Oversight, Advocacy, good Governance practices and
Orderly Decision-making.

This chapter describes the process of job design which
involves choosing Job Titles and developing Job Descriptions.

Mission and Overall Objectives: Mission and overall
objectives are the first steps in establishing a goal driven, proactive workforce. They are also a foundation for
good planning.

This chapter will help you answer questions like these:
What makes a good job title? What do job descriptions cover? How do you write a job description?

Every organization has a purpose. Everyone needs to
know what it is and be committed to it. This chapter helps you assess your current Mission Statement or
create one.

Numbers of Employees: How many people do you
need in your organization? This chapter helps you decide.

Strategic Analysis and Planning: Strategic analysis and
planning are ways to take a fresh look at your situation
– and where you want to go. You test current practices to see if they will work well in the future. You test
your view of your environment and make sure that it
is accurate.

Compensation and Remuneration: The basic contract
between an employer and an employee is this: the employer pays the employee. The employee works in exchange for the pay - or compensation.
A good compensation and reward system will: attract
and retain good employees; motivate employees and
enliven an organization; recognize employee initiative
and achievement; encourage the loyalty of employees.
This chapter covers forms of compensation and ways
to reward employees.

You answer questions like these: Where are we now?
Where do we want to go? How do we get there?
Functions: What if we have a list of 300 actions? Will
we gather 300 people and assign each of them one ac4

II_0_intro_fin_dh.indd 4

14.01.13 20:49

›› Introduction to Organisation Development

Implementing Organization Change: Change often
makes employees nervous especially when it affects the
jobs people do or the amount they earn.

Rewards for Achievement: Each employee has a job to
do. There is nothing wrong when a person comes to
work and does his job. However, some employees do
more for the organization than others. Rewards recognize their extra contributions. Some rewards come in
the form of money and others do not.

Changes in structure may also affect procedures, regulations and lines of communication. These things
can disrupt the course of business unless you consider
them as you make changes.

This chapter can help you find ways to motivate employees through monetary and non-monetary rewards.

This chapter will help you consider things like employees, procedures, regulations, interactions, practicalities and opportunities as you implement Organization Change.

Departmental Audits: Most organizations perform financial audits every year. Excellent organizations go a
step further and perform departmental audits to check
the performance levels of each organizational unit
against pre-set indicators, policies, regulations and
standard operating procedures.

Planning Ahead: Without clear direction, organizations can only react to current circumstances. Like a
person on a treadmill, they move but they don’t get
anywhere.

This chapter will help you understand how to establish
and conduct a department auditing process.

Proactive organizations anticipate problems and fix
them before they happen. They recognize opportunities and take advantage of them. They choose their actions. They do not let circumstances do it for them.

E. How to Benefit from the Organization 		
		Development Section

As you will see in this chapter, the need to plan ahead
is essential.

Each chapter has an analysis section that poses questions to get you thinking about how your situation
compares to the basic concepts. If you find that your
situation can improve, we suggest that you consider making improvements. Each chapter suggests steps
that you can take and provides references, examples,
case studies and links to help you proceed.

Delegation: What happens if one person in an organization makes all the decisions? This holds everyone
else back while they wait for him to decide. Yet, many
people want to make every decision. Delegation means
sharing actions and decision making with someone
else and it is one of the quickest ways to improve an
organization.

To get started, you may want to try the OD SelfAssessment file in Excel. This can help you and your
co-workers identify areas where you may need to improve.

This chapter can help you improve delegation in your
organization as it covers questions like: What is delegation? What are the benefits of delegation? What to
delegate? How to delegate?

© giz 2012

Management by Results: A manager is a person who is
accountable for the outputs of others, for sustaining a
team capable of producing those outputs and for giving effective leadership to that team.
Some organizations set specific goals for each employee, track actual results, compare actual results to goals
and reward employees who achieve goals. This chapter
shows you how to manage in ways that get results.

II_0_intro_fin_dh.indd 5

5

14.01.13 20:49

Module B. Organization Development

6

II_0_intro_fin_dh.indd 6

14.01.13 20:49

9

Chapter 9

Leadership and
Commitment
“Where the political will… is lacking, there is
little or nothing that can be achieved”.[1]

I. BASIC CONCEPTS
Every organization needs leadership by people who are
committed to its purpose. Nothing can be achieved
without this commitment.

Governing bodies usually delegate authority to management. This makes management part of leadership.

Leadership and commitment begin at the top, from the
governing body to the management group and into the
ranks of the organization. Leaders inspire others and set
a good example.

A. Governing Body Leadership

Many organizations are led by a controlling, policymaking or governing body. Words to describe these
groups include: board of directors, board of overseers,
council members or commissioners. We will refer to
these types of groups as governing bodies.

© giz 2012

Governing bodies act on behalf of stakeholders that
may include politicians, citizens, customers and employees. Stakeholders trust the governing body to act
in their best interests. Leadership starts with a commitment to fulfil that trust.
Agreements that form organizations usually have rules
for selecting members of the governing body. These
rules may require members who:
• Represent stakeholders
• Have special qualifications (engineering, finance
and legal, for example)
• Bring diverse points of view

A governing body leads in the following ways[2]:
1. Policy
What is policy? Policy is a set of principles, values and
priorities that expresses the intentions of the governing
body and provides guidance to an organization.
“Because policies permeate and dominate all aspects of
organisational life, they present the most powerful lever
for the exercise of leadership”.[3]
Policies focus on the big picture and not the details.
They express the values, principles and perspectives of
the governing body. Policies are the “medium through
which the Board speaks”[4]. They guide staff and stakeholders.
Policies clarify roles, responsibilities and delegation.
Through policies, the governing body has influence
even though it is not directly involved in every decision.
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How far should a governing body go in setting policy? “Policy-making stops at whatever point the board
is willing to allow the Chief Executive Officer to make
further decisions.”[5]
Notes on Policy-Making
The best policies share certain attributes:
• Long lasting
• Up-to-date
• Clear and concise
• Written down
• Available for anyone to read
• Easy to understand and implement
• Practical – not theoretical
Policies establish direction, order and consistency.
Both the governing body and staff have the responsibility to respect policies.
Certain policies are cornerstones of organization
development: Management-by-results, delegation,
training, compensation, etc.

2. Planning and Budgeting
A governing body often brings a broad perspective from
outside the organization. This helps in setting overall
goals. Working with staff, the governing body approves
a plan to achieve goals and a budget for the year ahead.
The plan shows approved actions. The budget sets limits
on the use of resources.
Lead from the Front
As the leader, you need to “lead from the front” so
that you see the problems or opportunities first.

3. Delegation
Governing bodies meet periodically. They are not involved on a daily basis. Therefore, the governing body
must delegate authority to management to make decisions and take action. When the governing body approves a plan and budget, it also authorizes management to take action and spend according to the budget.
When the governing body approves a policy, it expects
staff to follow it.

4. Oversight
Through policies, plans, budgets and delegation, the
governing body enables management. Periodically, the
governing body reviews progress using management
reports and audits. Reports show actual performance
compared to plan. Audits look at financial results and
compliance with policy. In these ways, the governing
body ensures that its intentions are carried out.
5. Advocacy
The governing body makes decisions in the best interests of stakeholders. Therefore, it must understand
stakeholder needs. The governing body can also serve as
an “appeal board” for unresolved complaints.
6. Orderly Decision-making
Most governing bodies establish their own rules in
the form of By-Laws. This chapter provides selections
from the by-laws of the Jerusalem Water Undertaking
(JWU) Board of Directors. These by-laws include basic
rules for forming the Board of Directors, holding meetings and voting.
Many governing bodies conduct their business according to parliamentary procedures. Since 1876, Robert’s
Rules of Order has been “universally accepted as the
standard manual of parliamentary procedure. It provides all the information needed for the fair and proper
conduct of meetings”.[6]
Every meeting of the governing body is an opportunity
to make progress. When meetings deal with important
issues in an orderly way, the governing body plays its
highest and best role. On the other hand, the governing
body will waste its time if meetings lose focus, get stuck
in detail or result in controversy.
In some organizations, governing bodies establish
standing committees to consider topics or issues in
more detail. A capital investment committee is one example: the committee devotes time to consider recommendations for infrastructure projects. Some governing
bodies have personnel and finance committees as well.
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B. Management Leadership
Managers and supervisors act on a day-to-day basis according to the policies, plans and guidelines of the governing body. Here is how they lead:
• Policy: recommend policies to the governing board
through the general manager; implement policies
that governing body adopts
• Plan: recommend actions and budget to the governing body; take action and spend according to the
plans and budgets approved by the governing body;
plan daily activities
• Organize: manage resources and assign work.
• Control: follow-up to see that work is done according to plans; solve problems; report and analyse results

•

Many of us know these names. Why? Their commitment, vision, courage, ability to inspire, integrity and
success gained the respect of people around the world.
These people probably did not set out to be world leaders but they met that challenge when it came to them.
But you do not need to be famous to be a leader – many
of us have leadership traits and many of us lead others,
even in small groups. The ways that we lead depend on
what needs to be done and what authority we have to
make decisions and take actions.

II. Self-Analysis

C. Leadership Style
There are many styles of leadership. Your choice of style
will depend on your culture, your situation and the
type of people you lead.
Let’s consider a few examples of leadership style and
their context:
• A general leading his troops to battle will be decisive. He will expect immediate response to his orders. In the heat of battle he has no time for sensitivity and consensus building. He will inspire his
troops to fight the enemy – even though it may
mean their deaths.
• A religious leader will focus on the souls of his followers. He will lead through moral principles and
lessons. People will follow his good example.
• A parent sets rules, makes decisions, cares about the
family and does his best for them.
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What do a general, a religious leader and a parent have
in common as leaders? They make decisions and show
courses of action. They convince others to follow. They
take care of others. They set an example.
We all know leaders – either from personal experience,
from the news or from history. Consider these leaders:
• Mahatma Gandhi inspired people to win independence through peaceful civil resistance and became
the “Father of India”.

Nelson Mandela resisted apartheid in South Africa
to relieve the humiliation and suffering of his people.

To assess leadership and commitment in your organization, let’s begin with a few questions:
• Does the governing body meet more than once a
month?
• Does the governing body repeatedly make the same
kinds of decisions?
• When a decision must be made, is it unclear whether the governing body will decide or if management
can decide?
• Does your governing body change its instructions
to staff frequently?
• Are there any lawsuits against the governing body?
• Is management unclear about the plans for next
year and the amount of money they can spend?
• Does your governing body ignore your stakeholders?
Now, here are some questions about the management
group:
• Does the management group worry about making
decisions and angering the governing body?
• Does the management group push recommendations through the governing body without giving
the members adequate information?
• Do employees lack respect for their managers or supervisors?
• Does the governing body postpone decisions because it does not have enough information?
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If you answered “yes” to any of these questions, you
may want to evaluate your situation in more detail:

III. Approach at JWU

1. Governing Body Focus
The minutes of governing body meetings can be a rich
source of information. Review the minutes of meetings and ask yourself the following questions:
• Does the governing body make firm decisions and
stand by them?
• Does the governing body focus its attention on
policy, planning and an appropriate level of oversight?
• Does the governing body respect its delegation to
staff?
• Does the governing body respect the chain of
command?
• Does the governing body stay out of day-to-day
activities?

The JWU Board of Directors pursued organization development to improve its structure and terms of service for employees. They were also concerned about preparing to take responsibility for wastewater services in
the future.

If you answer “no” to any of these questions, you may
want to take action to improve. If you are a member of
the governing body, you may be able to use these questions to get your colleagues talking about how to improve. If you are a member of management, it may be
best to work with the governing body leader to do the
same. You may also want to try the Governing Body
Focus exercise at the end of this chapter.

As part of its objective to manage in a professional manner, JWU will fill vacant positions in a manner that provides equal employment opportunities to
JWU employees and people in the community.

At various points in the organization development
process, the Board considered recommendations for
new approaches and acted upon them.
The Board adopted policies to support organization development: The Filling Vacant Positions Policy follows.
As you read, consider the Board’s intentions and values.
Filling Vacant Positions Policy

When a vacant position needs to be filled, management shall prominently post the approved Job Description and a procedure for employees to apply.
At the discretion of Management, a vacant position
may also be advertised to the general public.

2. Leadership
Next, you may want to assess leadership in your organization. Consider the leadership questions exercise
and think about your leadership group. Do they seem
more like the good leader or that other guy? You may
want to involve others as well – this may help each
person think about his own behaviour.

When the application deadline has passed, all those
who expressed interest will be evaluated according to the qualifications for the position as specified
in the Job Description. At the discretion of management, interviews may also be conducted.
It is the desire of the Board that management hire
the most qualified person for the position. And it is
the desire of the Board to be involved in selecting
candidates for department director positions.

A Note on Exercises
Most exercises in this guidebook can help you assess
your situation and find ways to improve. Many exercises can also be learning experiences for the people who use them. So, you may also use exercises to
help people improve their skills.

This policy expresses values such as equal employment
opportunity and qualifications-based hiring. It clarifies delegation of authority to make hiring decisions.
With this policy, the Board made its intentions clear.
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It will participate in hiring decisions only at certain
times. The Board’s influence persists even though it is
not directly involved in every hiring decision.

ing and its purpose. He may call emergency meetings at
any time, if he deems that necessary without following
the above-mentioned procedure.

From time to time during the organization development process, employees complained. Wisely, the
Board preserved the chain of command and stood
firm. The process continued.

Section 5
The quorum for any meeting, duly convened, shall be
four members. This quorum may take decisions in the
name of the Board by majority vote. If the votes were
equally divided, the vote of the Chairman shall be decisive.

IV. Examples and Exercises
Example: Selections from the By-Laws, Board of
Directors of Jerusalem Water Undertaking
Section 3
1. The Board of Directors of the Water Undertaking
shall consist of seven members as follows:
• Two members elected by the Municipal Council of Ramallah
• Two members elected by the Municipal Council of Al-Bireh
• One member elected by the Municipal Council of Der Dibwan
• One member elected by the Village Council of
Kafr Malek
• One member appointed by the Minister (not
necessarily a government employee)
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2. The municipal or village council shall inform the
Minister of the names of persons elected as members of the Board of Directors.

Section 6
The Chairman shall prepare the minutes of each meeting and shall distribute it to the members for review,
approval or correction at a date not exceeding the date
of the next meeting. The minutes shall be kept and preserved as permanent files of the Undertaking.
Section 7
Membership of elected representatives of the Municipal
Council shall terminate with the termination of their
membership in the Municipal Councils for which they
were elected.
Exercise: Governing Body Focus
This exercise at the end of this chapter can help you
spot problems in governing body meetings. Observe
a meeting and answer the questions. If there are more
than 5 “Yes” answers in the “Can Be Better” column,
share your results with the leader of the governing body
and suggest improvement.

3. The Board shall elect one of its members as Chairman and another as Deputy Chairman to direct
its proceedings.

Exercise: Leadership Questions
The Leadership Questions Exercise Chart at the end of
this chapter is one way to start people thinking about
the differences between a good leader and that other
guy who is not a good leader.

Section 4
The Board shall convene at least once every month and
shall have additional meetings as it may deem necessary
for the proper performance of its responsibilities and
duties. It may also be convened for special meetings at
the request of its Chairman. The Chairman shall send
written invitations to the members at their declared addresses and shall make sure that these invitations were
received at least two days before the date of the meeting. He shall set the place, date and time of the meet-

Exercise: Leadership Activity Sheet
Following the Leadership Questions, you will find the
Activity Sheet. You can do this exercise alone or with a
group. First select someone whom you think is a good
leader and put their name at the top of the page. Now,
in the left column, list the qualities that make this person a good leader: e.g. “he is fair”. When you finish, go
to the right hand column. Think about how you compare to these qualities and what you can do to be more
like the leader you chose.
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V. Lessons Learned

VI. Taking Action

“Lead, follow or get out of the way”
Leadership and commitment come from the governing
body and top management. With strong leadership, the
organization thrives.

Leadership is essential to make progress in organization development. Therefore, it may be wise to have the
governing body and top management assess their leadership and commitment at the outset.
Action Checklist

A title does not make you the leader who people will
follow. Sometimes, it may seem like people are following when they are only telling you what you want to
hear.

›

›
›

Leadership is a serious responsibility, not a privilege.
While leaders have power, they have it for a reason – to
accomplish the purpose of the organization.
As Mayor of Ramallah municipality in 2002, Eng.
Ayyoub Rabah was a public official. As a board member, he summarized the leadership perspective perfectly: “I can live without the vote of a voter, but I can not
live without water”. He realized the importance of voting for what is best for the water system even though it
might be politically unpopular.
If you are a leader, mean what you say. The easy way to
lose your followers is this: Do as I say, not as I do.
It is important to respect the differences between
the role of the governing body and the role of management. This is easy to say but it can be hard to do.
Sometimes, governing bodies get involved with details
that staff should handle. At other times, management
pushes decisions through the governing body without
enough facts or time for consideration – which really
means that management made the decision. The governing body is weaker as a result.
A Note on ”Followship”
If you follow a good leader, you will win when he
does.

Complete exercises:
Leadership Questions
Leadership Activity Sheet
Identify ways to improve
Observe governing body meetings and note how
the governing body spends its time [7]
Adopt a plan of action that may include
• Policy formation
• Planning
• Management Reporting
• Delegation
• Stakeholder Involvement Initiatives
Agree on improved by-laws/meeting rules

•
•

›

›

You may also want to try the “Effective Meetings” exercise from Chapter 24 with your governing body.

References
[1] Bundesministerium für wirtschaftliche Zusammenarbeit und Entwicklung, Water – Resolving Conflicts, Shaping the
Future, Nr. 009/January 2000, page 9. (German Federal Ministry for Economic Cooperation and Development)
[2] Organizations have policies in the same way that national
govenments have policies. This discussion focuses on policies at the organzional level.
[3] Carver, John, Boards that Make a Difference, JosseyBass Publishers, San Francisco, 1997, page 25.
[4] Ibid, page 25
[5] Ibid, page 65.
[6] Sherman, John editor, The New Robert’s Rules of Order,
Barnes & Noble Books, New York, 1993
[7] In some countries this may not be allowed.
Leadership Style Survey, http://www.nwlink.com/~donclark/
leader/survstyl.html
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Governing Body Focus
Question

Guideline

Good

How long did the most recent
meeting last?

If the meeting lasted more than 2 hours (unless there
was a really good reason for taking so much time),
put a “yes” in the Could be Better column. Otherwise,
put yes in the Good column.

How many days since the most
recent meeting?

If the governing body meets more than one a month,
put “yes” in the Could be Better column. Otherwise,
do nothing.

Can be
better

Was the meeting calm?
Did the governing body approve
or modify a policy to solve a
problem or accomplish a goal?
Did the governing body discuss or
contribute to planning efforts?
Did the governing body review
reports on operating results?

If so, put Yes in the Good column.
If not, put Yes in the Can be Better Column.

Did the governing body consider
stakeholders requests?
Did the governing body follow orderly procedures?
Did the governing body consider
aspects of day-to-day operations?
Did people get angry?
Did the governing body consider requests from individual employees?
Did the governing body reverse a
decision it made earlier?

If so, put a Yes in the Can be Better column.
If not, put Yes in the Good column.

© giz 2012

Did the governing body reverse a
staff decision?
Did the governing body fail to
make a decision that was needed?
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Leadership Questions Exercise Chart
Are you more like...
A Good Leader

That other Guy

Our Mission is………..

Keep yourself busy…

How do we solve this problem?
What can we learn?

Who can we blame?
You are in trouble now!

I want to thank the people who helped us achieve this
goal.

Thanks to me, we achieved this goal.

You can make these decisions. Let me know if you need
help.

I will make all the decisions here.

Here are the results we need – you go and decide how
to get them.

Go do this. When you are finished come back and I will
give you something else to do.

My door is always open when you need to talk to me.

Go away and don’t bother me. I am busy.

Let’s go and get this done.

Nobody move, nobody get hurt

Thanks for doing a great job.

Ok. You got that done. You can stay.

Let’s do the right thing.

What can we get away with?

Let me see your results, please.

From where I stand, looking over your shoulder, I can
see you are making mistakes.

I care about you.

I care about me.

Tell me what you think.

This is how it is – I am not interested in what you think

You did so well, we want to share the benefits with you.

You got paid, didn’t you?

Let me help you finish this work tonight – I know we
have that deadline tomorrow.

Good night. Better stay here until you get that done. I
have to have it by 9 AM.

We are going to have trouble tomorrow. I will be here
early and I will be up front.

We are going to have trouble tomorrow. Did I mention
that I will be on vacation tomorrow?
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Leadership Activity Sheet
A good leader is this person
How do I compare?
How can I be more like this leader?
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Leadership Quality
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Chapter 14

Job Design

I. BASIC CONCEPTS
Now that we have built an organization structure, we
will start job design - choosing titles and developing job
descriptions.

A. Job Titles
A good job title describes what you do. Think for a moment about the last time you looked for a job. Usually, what you want to know first is the title of a position.
Let’s consider two examples:
• You are a civil engineer and you hear about a job
with the title “Financial Manager”. You will probably ignore this job, assuming that you are not qualified.
• On the other hand, you see an advertisement for a
“Civil Engineer – Project Manager”. You may look
at this as an opportunity to advance.

© giz 2012

In each of these examples, the title tells us something
before we read further. It tells the civil engineer if he is
basically qualified. It also tells him if this is an opportunity to advance in his career.
Good job titles indicate the level of management responsibility and describe the job. For instance, let’s take the
title “Director of the Engineering Department”. What
does this title tell us? The job holder is probably an engi-

neer. He is also in charge of the department. We know
that we can go to him for engineering decisions.
A good job title is meaningful: It helps us understand
the responsibilities of the person in the job.
1. Management Titles
Management levels help design management and supervisory titles:
• General Manager
• Department Director
• Division Manager
• Section Supervisor
• Unit Leader
If we add a functional group name to these titles, they
become more descriptive: Director of Engineering Department, Manager of Billing Division or Supervisor of
Meter Reading Section.
2. Non-Management Titles and Levels of Proficiency
Non-management employees generally fall into two
groups:
• Professionals
• Workers
Within these groups, levels of skill and experience may
vary. Let’s look at a couple of examples:
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•

•

There are two accountants. One of them is a certified public accountant. The other one has an academic degree but is not certified. The certified accountant will be able to do higher level work.
The operations staff includes two welders. One welder has finished his apprenticeship and is regarded
as a tradesman. The other is still an apprentice. The
tradesman is capable of doing higher-level work.

Within the professional ranks, we may draw three
distinctions:
• Certified
• Academically trained and experienced
• Entry level, inexperienced
Within the worker ranks, we may draw distinctions as
well:
• Skilled
• Semi-Skilled
• Unskilled
These distinctions help us recognize differing skill
levels. Here are some examples:
Professionals
Status

Grade

Title

Certified

A

Senior

Trained and
Experienced

B

Associate

Entry level

C

Junior

Workers
Status

Grade

Title

Skilled

A

Tradesman

Semi-Skilled

B

Apprentice

Unskilled

C

Unskilled

Here are some examples of titles using these distinctions:
• Apprentice Welder
• Junior Accountant

•
•
•
•
•

Clerk, Grade A
Secretary, Grade B
Senior Engineer
Tradesman Mechanic
Guard, Grade C

Titles complete the organization structure, showing
where jobs are performed. When you finish titles, you
are ready to do job descriptions.

B. Job Description Content
Please think back to a time when you started a new job.
Did anyone tell you what to do? Did anyone tell you
how your job would help achieve the aims of the organization? Did you know where your job fit on the organization structure?
Many organizations orient new employees. They use ob
descriptions to eliminate confusion and help employees
produce results quickly.
But, the purpose of job descriptions is not just to orient new employees. The purpose is to communicate expectations: actions to take, those to serve and results to
achieve.
The job description clarifies roles and decision-making authority. It states the skills and experience a person
needs to do the job. It helps people understand how to
qualify for a job.
In a sense, a job description is also an informal contract
between an organization and its employee: it shows
what the organization expects the employee to do in return for his pay.
Job descriptions are also helpful for:
• Delegation
• Performance Appraisal
• Compensation
• Fairness in hiring and promotion
• Forming the basis of rewards or bonuses for extra
achievement
• Career Development
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Job descriptions continue translating the organization’s mission and objectives into the jobs that people
do every day.
Job descriptions usually cover:
• Job title
• Location in the organization structure
• Reporting relationships
• Duties;
• Communication and interaction
• Delegation
• Minimum qualifications
• Compensation range (optional)
• Performance and promotion criteria

b. General Duties
Here are some general duties for all employees:
• Preserve positive image
• Pay attention to safety
• Maintain an orderly work space
• Improve skills
• Accomplish work efficiently
• Follow rules and regulations.
All employees also have duties to plan, organise, lead,
control and develop.
Managing Yourself or Others
•
•

At the end of this chapter you will find a blank job description and the job description for the Jerusalem
Water Undertaking (JWU) Human Resources Manager. These may be helpful references as you read further.

•
•
•

1. Titles
Job titles describe the role of the person who holds the
job.
2. Location in the Organization
With your organization structure, it is a simple matter to identify the location of a job. The job description
example provides spaces to fill in the department, division, section and unit locations.
3. Reporting Relationships
This section shows relationships between people in the
organization. It shows the supervisor of the position. It
also shows the number of people the jobholder supervises, if any.
4. Duties
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This is the essential part of the job description:
a. Objective
The objective relates the job to the mission statement.
Another example at the end of this chapter provides a
job description for the Manager of Human Resources.
The objective of this position comes out of the Jerusalem Water Undertaking mission statement.

Plan:
Choose actions, decide when.
Organize: Assign work, assemble resources 		
and interact.
Lead:
Inspire, coach and cooperate.
Control: Take action, report, review and solve
problems.
Develop: Improve your skills and help others
do likewise.

These duties grow from the worker level to the Department Director level. For instance, a worker makes suggestions in the planning process and a director recommends department plans. The General Duties example
at the end of this chapter shows how JWU described
duties at different levels in the organization.
c. Specific Duties
Every job also has specific duties and expected results.
Let us look at the JWU job description. It states under
specific duties:
“Employee Development: Assess training needs and
recommend training program; implement the approved program, taking into consideration the cost,
source of funds, timing, locations and the trainers – in
order to improve the productivity of JWU employees.”
The specific duty is the training program (action) that
helps employees grow (people served). This program
will help people become more productive (result).
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d. “Undertake any other duties requested”
It would be hard for a job description to describe every
action that the jobholder might take. So, job descriptions usually include this phrase.
5. Communication and Interaction
When job descriptions show expected communication
and interaction, they encourage cooperation. This section lists appropriate contacts inside and outside the organization.
6. Delegation
When the job description includes decision-making
authority, the jobholder knows when to get further
approvals – and when this is not necessary.
7. Minimum Qualifications
This section includes years of experience, type of experience and education. This helps people understand the
qualifications a person needs to do the job. This section
is helpful when it is time to hire people.
A Note on Qualifications

C. Developing Job Descriptions
You will need a job description for every title in your
organization. That may seem like a lot of work. You can
share the workload and use the following guidelines to
make it as easy as possible.
Develop a format and a policy before you begin.
By this time in the organization development process,
you have a lot of the information for the job description. You can fill in titles, location in the organization
and reporting relationships
For every job title, look at your mission and objectives
statement and think about how this position will help
accomplish the mission. Select objectives for the job description that relate to your mission statement.
Next, define general duties for all employees. This will
let all employees know what the organization expects
everyone to do. You may find the General Duties example useful.

It is important to think of qualifications to do the job.
They are not necessarily the qualifications of people
who do the job now. They are not necessarily the qualifications of people who want the job.

Specific duties require more work. There are three ways
to develop them:
• Top Down: Design duties to accomplish the functions and mission
• Bottom Up: Define what people do now
• A combination of the two

8. Compensation Range
The compensation range shows the lowest to the highest amounts that a person may earn in a particular job.
The amounts in the range come from the compensation system.

Specific duties often develop through a combination of
“top down” and “bottom up” effort.

You may include the compensation range on the job description or not. This depends on your situation. If you
want employees to know this information as they plan
their careers, include it. If you think that this information is too sensitive, do not include it.
If you do not include the compensation range in the
job description, you still need to make this information
available to people elsewhere.

From the Bottom Up: You can ask individual employees
to describe what they do now. You can form an organization-wide team to work on job descriptions. Or you
can form teams of people who hold the same job now.
For instance, you might ask meter readers, as a group,
to develop their job description. When employees finish, review the results.
From the Top Down: The objectives on the job description are the basis of deciding what a position needs to
do to achieve the mission.
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Combination of Both: There is value in doing both: determining what should be done, what is actually done
and how they compare. You may find ways to improve
efficiency and effectiveness when you do this analysis.
Specific duties show actions, people to serve and expected results. For instance, the meter reader will take
meter readings (action) that are accurate and timely (result) so that the Accounting Division (who) can issue
bills to customers.
Focus on results. Be specific and objective.
Think through communication, interaction and minimum qualifications. Add them to each job description.
If you have compensation ranges and a delegation policy, fill in this information. If you are not ready to do
this, fill it in later. As long as the job description has objectives and duties, it will be useful to employees.
When you finish, get approvals. This may involve having employees and their supervisors accept and approve
the job descriptions by signing it. Put the approval
date(s) on each job description.

II. Self-Analysis
How many titles do you have in your organization?
How many employees do you have? Divide the number
of employees by the number of titles.
• Is your result less than 4.0 employees per title?
• When you create a new position, do you just think
up a title that sounds good?
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If you answer yes to either of these questions, you may
have ineffective titles. If you want to look more closely at your situation, look at your titles and ask yourself
if someone outside the organization would understand
what a person in the jobs does every day. Then, you may
want to develop job titles using the ideas in this chapter.
Do you have job descriptions for everyone in your organization? If not, we hope that this chapter convinces you of their value. You can use the guidelines and examples in this chapter to get started.

If you have job descriptions, are they effective? Ask
yourself:
• Do our job descriptions accurately describe what
people do?
• Does every employee have a copy of his job description?
• Do people refer to their job descriptions for guidance?
• Can employees describe what they are supposed to
do?
• Do managers use job descriptions as tools for supervision?
• Do supervisors and employees discuss job descriptions during performance appraisals?
Do the job descriptions:
• State objectives for the positions?
• Show objectives that relate to your mission statement?
• Show general duties that are expected of all employees?
• Show duties that are specific to the positions?
• Show employees the communication and interactions that are expected of them?
• Show minimum qualifications needed to do these
jobs?
• Show employees the decisions they are allowed to
make?
• Show reporting relationships?
• Show when these job descriptions were last updated?
If you answer “no” to any of these questions, you may
want to find ways to improve your job descriptions.

III. Approach at Jerusalem
Water Undertaking (JWU)
First, we reviewed existing JWU titles. We found that
there were 2.1 employees per title. This seemed odd,
since JWU had many labourers and clerks. We decided
to look closely at existing titles.
We started with management. It was easy to select these
titles from our organization structure:
• General Manager
• Department Director
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•
•
•

Division Manager
Section Supervisor
Unit Leader

Then, we reviewed the 52 existing non-management titles. We found that there were at least 6 ways of describing a worker and 4 ways of describing a clerk – along
with other duplications. When we considered what people were really doing, we recognized that we could reduce the existing title list.
In a working session, we drew some distinctions for
non-management titles:
• We narrowed the list to 6 titles: Engineer, Accountant, Programmer, Technician, Clerk/Secretary and
Labourer.
• Among professional jobs, we distinguished between,
junior, senior and experienced professionals.
• For worker positions, we made a distinction between
Unskilled (anybody can do it), Skilled and Special
Skill (qualified in a trade).
Then, we sorted the existing titles into these categories.
We started with 60 different titles. We ended up with a
total of:
• 5 management titles and
• 6 non-management titles that we classified into
three skill levels – a maximum of 18 titles.
This arrangement resulted in 23 titles – about 60% less
than when we started.
We put management titles on the chart, according to
group and level: Department Director, Division Manager, etc.
To assign non-management titles, we thought about the
functions that each area would perform and selected
one of the 23 titles. We put these titles onto the overall
organization chart.

We reviewed the job titles on the organization chart.
We found that we needed 95 job descriptions – a lot of
work. At the time, we did not yet have the Human Resources Manager. This person is normally responsible
for job descriptions. We agreed that GIZ consultants
would do the first draft. Then, JWU staff would review
and modify.
We gave each job a number and filled in basic information: title and location. Then, we developed general duties and put them on the job descriptions. We used the
mission statement to develop objectives for each job.
Next, we drafted specific duties, using the organization
structure functions for guidance. We expressed duties
as actions taken, people served and expected results.
We added lines of communication and interaction –
both outside and inside JWU. We saved delegation,
compensation and qualifications to do later.
At JWU, we used a consultant to draft the job descriptions because we needed them quickly. Normally, professionals in the Human Resources Department manage this work.

IV. Examples and Exercises
At the end of this chapter you will find the following
examples:
• Appendix A: Job Description Format
• Appendix B: JWU General Duties
• Appendix C: JWU Board Policy
• Appendix D: Job Description for Human Resources
Manager

V. Lessons Learned

At JWU, we had job descriptions for some positions.
But, we did not have current ones for every job in the
new organization. We decided to start fresh.

The Arabic language uses one word to describe function
or title – wazifa. So, title is the same as function.

First, we developed a draft job description format and
a policy (see examples at the end of this chapter). The
Board of Directors approved this policy.

Take care: It is not a good idea to do this chapter until
you have thought through your mission, functions and
structure.
14-6

II_14_fin_dh.indd 6

14.01.13 20:44

Chapter 14 ›› Job Design

In practice, titles sometimes serve other purposes.
Sometimes people use them to make others feel good:
“Feel Good” Titles
Domestic Director = Housewife.
Sanitary Technician = Garbage Collector.
Patient Care Technician = Nurse’s Helper.

Do you see how these “feel good” titles are harder to
understand?
Sometimes, “feel good” titles are meaningless.
Consider these titles:
• Engineer in Chief
• Chief Engineer
• Deputy Chief Engineer
• Executive Engineer
• Assistant Engineer
• Sub-assistant Engineer
The Sand in the Salad
The Top Banana?
“Now I am a Mudeer (boss) – I am not supposed to do
worker’s work”
Job titles are tied into the local culture. Some employees may decide to stop doing work that they used
to do - because they have a new title.
We faced this situation at JWU while we were assigning people to jobs. Some newly assigned supervisors
thought of themselves more as high-level managers
(Mudeers) – and stopped doing some of their work.
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We did not anticipate this problem but when it arose,
we held a short training and orientation program for
supervisors to bring back more realistic attitudes and
work habits.

What do these titles tell us? Yes, there are a lot of engineers in that organization. There are also descending
ranks. But – do these titles tell us anything about what
these people are doing? Did you realize that these people manage a municipal water utility?

Sometimes, people select titles to fit one person’s qualifications. Sometimes they pick titles that will attract
people to a job. They may not describe the job accurately. These are not good ways of designing titles.
If a job title is not accurate or descriptive, it may have
unexpected consequences. Let’s consider an example:
When you read the title “sanitary technician”, what
comes to your mind? Do you envision someone who
designs wastewater treatment plants? Or – do you envision someone who picks up garbage? You probably did
not pick the garbage collector. Would it surprise you to
know that there are places in the world where garbage
collectors have the title of sanitary technician? The title
probably makes them feel good but it does not describe
what they do.
“Feel Good” titles may backfire. After awhile, the garbage collector may develop an unrealistic view of his
role and value. He may want more money. This can disrupt employee harmony.
Special titles can limit flexibility in job assignments.
For instance, let’s say we have an Accounts Receivable Clerk in the Accounting Division and a Personnel
Clerk in the Administration Department. Their jobs are
very similar: They collect information and put it into
the computer.
One day the Accounting Division is very busy and they
ask Administration for the loan of a Clerk. The Personnel Clerk refuses to work in Accounting since that
is “not my job”. On the other hand, if titles were simpler – just “clerk” – this may not have happened. With
fewer, more generic titles, you have more flexibility in
job assignments. This can expand the perspective of an
employee, encouraging him to think of other places
where he could make a contribution. It can also make it
easier to cross-train employees.
Most of us form impressions when we look at a title.
But, our impressions may not be accurate. The President of your country has a very different level of authority than the President of your local sports club.
Sometimes, before we act on our impressions, we need
to confirm them.
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The Deputy
When a top executive leaves his post for more than a
few days, governing bodies often designate a deputy.
Sometimes, deputising works well. At other times, the
deputy may develop an unrealistic idea of his importance and disrupt the situation.

not read, you will have to be creative. You might use
pictures instead of words – or periodic meetings to remind people about their job duties.
Writing job descriptions – and reviewing them periodically – is a good thing for the employee and his boss to
do together.

An alternative: Deputise all top managers. When the
chief executive leaves for more than a few days, he
gives each deputy specific instructions and authority. One deputy acts as the chief executive depending
on the situation. For instance, If financial matters will
be most important, the Director of Finance serves as
the chief.

Managers and employees can make the job description
part of the annual performance appraisal process where
the supervisor discusses the employee’s performance
over the past year with him. This ensures that people review their job descriptions at least once a year to see if
anything has changed and if the job description needs
to be modified.

When an employee acts as a deputy, he has a development opportunity. He gains a deeper understanding of
his boss’s role.

“It’s not my job”. Job descriptions are not meant to prevent people from taking actions that make sense.

When the same person is the deputy every time, he
will assume that he will be the next top executive.
When you deputise different people from time to time,
people will compete for that position.

If you review your job descriptions, you may find some
interesting things. People may work differently than
the job descriptions suggest. If so, fresh job descriptions
may help focus employees on the jobs that you need
them to do.
A job description describes a job. It does not describe
the person who holds the job. It does not describe the
person who wants the job. Design the job description to
achieve the goals of the organization – not the personal
goals of any individual.
Job descriptions have the most benefit when employees can refer to them frequently. They help people understand what they need to do – both in their own job
and in the jobs of others. They also help employees plan
their own development – by understanding the qualifications for a higher-level job. For these reasons, employees need access to all job descriptions.

VI. Taking Action
First, have a look at the titles in your organization. Do
these titles accurately describe roles and responsibilities?
If you were someone from outside your organization,
would these titles help you draw conclusions?
Count up the number of separate titles. Divide by the
total number of employees by the total number of titles.
If the result is less than 4.0, you may want to design job
titles according to the concepts in this chapter.
Start at the top and assign management titles in descending order. Then look at each box on the organization structure. Think about the type of work that will
be done and what type of employee is needed – a certified professional or one with only academic training. Is
a worker with tradesman status needed or will an apprentice do? Where can entry-level professionals or unskilled workers begin their careers?
When you finish titles, put them onto your organization chart.

Needless to say, write job descriptions in language that
employees understand. If some of your employees do
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Job Title Action Checklist
•

Decide if you have too many titles – or if your
titles are not meaningful enough. If so, develop
new titles using the ideas in this chapter
•	Use your management levels to design management titles
• Look at the functions on your organization
chart: What type of work will have to be done?
Pick titles that accurately describe this work
• Add titles to your organization chart

Now, go on to job descriptions…
Job Description – Action Checklist

© giz 2012

•
•

Design a job description format
Draft a job description policy and get governing
body approval
• Decide general duties for all employees
• Add title, location and general duties for every
job
• Develop an objective for each job that relates
to the mission statement
• Develop specific duties to fulfil functions
• Review the functions for the area
• Ask what major tasks are needed
• Sort the tasks into jobs
• Describe communications and interactions
•	Fill in delegations.
• Decide minimum qualifications
•	Fill in the compensation range – optional
• Review job descriptions with employees and
management. Amend as needed
• Get approvals
• Sign and date the approved job descriptions
• Give each employee his job description and
explain what it is
• Give each manager a set of job descriptions for
his area
•	Keep a full set of job descriptions on file in
Human Resources and in your library
• Allow employees to see job descriptions
•	Update job descriptions as needed

References
JobGenie is a Dictionary of Occupational Titles:
http://www.stepfour.com/jobs/index.htm
The German Karriere Journal also provides extensive job
titles in German and English:
http://www.jobpilot.de/content/journal/jobtitle/
Job Titles within Groups:
http://www.worksmart.ca.gov/job_titles_menu.html
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Appendix A

Job Description Format
Title:
Department:

Division:

Number of People Supervised:

Section:

Unit:

Reports To:

Objective of Position (Relate to Mission)

General Duties (Shared by all employees at the same level)

Specific Duties (Actions, People Served, Results)

2. External

Minimum Qualifications:
Experience Type:
Years of Experience:
Education:

Authority for Decision-Making

Compensation Range

Communication and Interaction:
1. Internal

Approval
Approved By:

Date:
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Appendix B

General Duties: Jerusalem Water Undertaking
Department Director:
1. Overall JWU Management Role: Preserve positive JWU image. Assist the General Manager in developing and
implementing JWU policies, procedures and systems. Undertake any duties requested by the General Manager.
Participate in different committees and studies related to his department.
2. Plan: Recommend department long-range plans designed to meet JWU goals with budget required; accomplish
work within the approved budget.
3. Organize: Maintain necessary communication and ensure good relations with appropriate external bodies and
other departments. Coordinate the activities of divisions. Ensure availability and make most efficient use of
human resources, supplies and equipment.
4. Lead: Delegate responsibility and authority. Set goals. Manage and direct the overall activities of the Department to achieve goals. Make work assignments to staff according to skills and job responsibilities.
5. Control: Monitor the performance of the department, ensuring the quality of work and conformance with
standards, rules & regulations. Prepare and present reports for the information of the General Manager and the
Board of Directors. Monitor performance of staff through regular meetings and work review.
6. Staff Development: Manage by results, encouraging staff to achieve personal and professional goals. Identify
training needs. Ensure safety of staff. Recommend annual staff pay raises according to performance.
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Division Manager:
1. Overall JWU Management Role: Preserve positive JWU image. Assist the Department Director in developing
and implementing JWU policies, procedures and systems. Undertake any duties requested by the Department
Director. Participate in different committees and studies related to his division.
2. Plan: Recommend division long-range plans designed to meet JWU goals with budget required; accomplish
work within the approved budget.
3. Organize: Maintain necessary communication and ensure good relations with appropriate external bodies and
other divisions. Coordinate the activities of sections. Ensure availability and make most efficient use of human
resources, supplies and equipment.
4. Lead: Delegate responsibility and authority. Set goals. Manage and direct the overall activities of the Division to
achieve goals. Make work assignments to staff according to skills and job responsibilities.
5. Control: Monitor the performance of the division, ensuring the quality of work and conformance with standards,
rules & regulations. Prepare and present reports for the information of the Department Director. Monitor performance of staff through regular meetings and work review.
6. Develop: Manage by results, encouraging staff to achieve personal and professional goals. Identify training
needs. Ensure safety of staff. Recommend annual staff pay increases according to performance.

14-11

II_14_fin_dh.indd 11

14.01.13 20:44

Module B. Organization Development

Section Supervisor:
1. Overall JWU Management Role: Preserve positive JWU image. Assist the Division Manager in developing and
implementing JWU policies, procedures and systems concerning the section. Undertake any duties requested by
the Division Manager. Participate in different committees and studies related to his section.
2. Plan: Provide input to Division plan and budget. Accomplish work within the approved budget.
3. Organize: Maintain communication and good relations with other areas of JWU. Coordinate the activities of
units. Identify the need for and make most efficient use of human resources, supplies and equipment.
4. Lead: Assign work and supervise the activities of the section to achieve goals.
5. Control: Monitor work accomplishment and report results as needed.
6. Develop: Provide on-the-job instruction. Ensure safety of staff.

Unit Leader:
1. Overall JWU Management Role: Preserve positive JWU image. Assist the Section Supervisor in implementing
JWU policies, procedures and systems concerning the unit. Undertake any duties requested by the Section Supervisor.
2. Plan: Accomplish work efficiently.
3. Organize: Inform Supervisor of resources needed. Maintain communications and good relations within unit.
4. Lead: Lead team to accomplish goals and work assignments
5. Control: Inform Supervisor of work accomplishments.
6. Develop: Provide on-the-job instruction. Ensure safety of staff.

Worker:
1. Overall JWU Role: Preserve positive JWU image.
2. Plan: Make suggestions for improvement.
3. Organize: Inform Unit Leader of resources needed. Maintain communications and good relations with other
employees. Maintain clean work area. Maintain tools and equipment in good working condition.
4. Follow: Follow instructions cooperatively. Accomplish goals and work assignments efficiently and according to
JWU policies and procedures.
5. Control: Inform Unit Leader of work accomplishments and problems needing resolution.
6. Develop: Participate enthusiastically in training activities. Seek to improve skills and work performance.
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Appendix C

JWU Board of Directors
Job Description Policy

Policy Number: 1
Policy Title: Job Descriptions
Date Policy Approved by Board of Directors:
Board Policy Statement:
As part of its objective to manage in a professional manner, JWU will provide job descriptions to every employee.
The Job Description will cover Position Title, location in the organization structure, Qualifications, Relative Value
of the Job, General and Specific Duties, Interactions and Communications expected. Each year, the job description
will be reviewed with the employee during the performance appraisal process.
The Job Description will represent the basic agreement between JWU and the employee concerning the minimum
requirements of the job and the basis of reward for performance and promotion.
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The Job Descriptions will support other programs, including: Employee Records, Management by Results, Training,
Promotional Opportunities, Compensation and Benefits.
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Appendix D

Jerusalem Water Undertaking Job Description
Title: Manager
A3

Division: Human Resources

Number of People Supervised: 2

Department: Administration

Responsible To: Administration Director

Objective of Position:
Foster and implement professional management practices, management-by-results system and approved personnel policies and procedures. Provide prompt and effective administration services to JWU’s staff. Assess training needs and develop training plan that maximizes staff performance and reflects positively on JWU’s income and
costs, including performance-based rewards.
General Duties:
Overall JWU Management Role: Assist the Department Director in developing and implementing JWU policies, procedures and systems. Participate in different committees and studies related to his division.
Plan: Recommend division long-range plans designed to meet JWU goals with budget required; accomplish work
within the approved budget.
Organize: Maintain necessary communication and ensure good relations with appropriate external bodies and other
divisions. Coordinate the activities of sections. Ensure availability and make most efficient use of human resources,
supplies and equipment.
Lead: Manage and direct the overall activities of the Division to achieve goals. Delegate authority and set goals.
Make work assignments to staff according to skills and job duties.
Control: Monitor the performance of the division, ensuring the quality of work and conformance with standards,
rules & regulations. Prepare and present reports for the information of the Department Director. Monitor performance of staff through regular meetings and work review.
Develop; Manage by results, encouraging staff to achieve personal and professional goals. Identify training needs.
Ensure safety of staff. Recommend annual staff pay increases according to performance.
Undertake any duties requested by the Department Director.
Specific Duties:
Administration Systems: Study, analyze and recommend the actions and modifications needed to upgrade the administration systems (performance appraisal, filing, compensation, incentives, recruitment, personnel, organization
structure and job descriptions) in light of new conditions and circumstances.
Training Needs Assessment & Implementation: Develop and prepare training needs assessment. Prepare & analyze
the best ways to implement the approved human resources development plan, taking into considerations the cost,
source of funds, timing, locations and trainers. Ensure the proper implementation of the training courses, which are
held inside or outside JWU. Manage and direct the overall activities of the division to ensure the implementation
of the approved training plan.
Personnel System & Implementation: Implement and maintain effective personnel policies, procedures and programs including confidential maintenance of employee records; Management-by-Results system; a compensation
system that rewards progress and initiative; and employee skill development through a Training and Development
Program.
Internal Interactions and Communication:
Administration Director, Divisions Managers and such others
as appropriate

External Interactions and Communication:
Outside Consultants & Trainers, Insurance
Companies
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Introduction to Human Behaviour
The way people behave reflects the image of the organization and is a major factor in its success or failure.
The best organization structure and the best financial,
management and technical systems will be useless unless there are capable people who are willing and able
to implement these systems.

You may have a new organization structure and new
management systems but they will only work with
positive human behaviour.
Human behaviour can be defined as the collection of
behaviours by people that are influenced by culture,
attitudes, emotions, values, ethics, authority, persuasion, and coercion.

B. Chapters in this Guidebook that cover 		
		Human Behaviour

Human behaviour may also be governed by tribal ethics, religion, emotion, unwritten principles or behaviours that are governed by laws, regulations and work
procedures.

Effective Work Behaviour
• Conflict Resolution
• Effective Meetings
• Time Management
• Ethics
• Teamwork
• Doing a Good Job

We must understand the different aspects of human
behaviour in order to be good managers. This helps us
create situations that people will respond to in the desired way.

Communications
• Communicating Effectively
• Reporting and Analysis
• Making Effective Presentations
• Negotiation

Human behaviour can be positive or negative; it may
lead to correct decisions and good results or it can lead
to bad decisions and negative results.

© giz 2012

Behaviour may change over time, as people accumulate experience, as their organizations grow in size, as
their tasks become more complex, and as they gain
knowledge and use new technologies like the internet
and social media (Facebook, Twitter and blogs).
The behaviour of one person will likely influence the
behaviour of others. If one person is positive and productive, this will influence others to do the same – especially if he is rewarded. And we all know those people who walk into a room and light it up! One person
in a bad mood will have the opposite effect.
A challenge for managers is to channel human behaviour in positive directions that support the aims of the
organization.

Supervision
• Leading People
• Motivation
• Employee Feedback

C. How May the Guidebook Help You 			
		 Influence Human Behaviour?
How can we positively influence the behaviour of employees in an organization?
This will depend on the nature of the organization.
Is it newly formed where you can start doing things in
good ways from the first step? Or, is it an organization
that has existed for many years and employees do things
the same way they have for years?

A. The Importance of Human Behaviour
One of the most important assets of an organization
is its human resources – the people who do the work.
3
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Tessie’s Frustration
Due to the importance of these concepts, we have dedicated this section of the Guidebook to “Human Behaviour”. This section provides ideas for improving human
behaviour - proven ideas that can bring about positive
changes very quickly. It takes little time to learn about
holding Effective Meetings, and it costs nothing to do
them. Yet, you may find the benefits to be great.

The new general manager held a staff meeting and
asked for ideas to improve the utility. Each person
contributed an idea – except for Tessie, the manager of customer service. “Come on Tessie – I am sure
you have some good ideas”. Tessie would not speak
and started to become upset. “Tessie – what is the
matter?” Nervously, Tessie said this: “When I was
younger and became the manager, I had ideas to improve that I suggested to the general manager. He
told me that he was not paying me to think, he was
paying me to do what he told me to do. Ever since
then, I have kept my ideas to myself”.

Each of those chapters includes basic concepts, self
analysis, the successful experience of others, lessons
learned, activities to help you improve human behaviour in your organization and links for more information on the subject.

This example about Tessie shows that people consider the consequences as they decide how to behave. The
normal case is: You keep doing the work you have always done in the same manner in order to please your
boss or to gain a certain benefit. Maybe you have
learned that by doing it this way you will not get into
trouble. Why should you think of changing your behaviour in a new way that might be risky?

D. Chapter Summaries
Conflict Resolution: The history of the human race is
full of conflicts – between countries, groups and individuals. When conflicts arise, it makes sense to resolve
them so that things can proceed smoothly. There are
techniques to systematically resolve conflicts in your
work and personal life. Conflict is not always a bad
thing – it can often help an organization find a better
way to proceed.

On the other hand, some people are more inclined to
bring about change, challenge the status quo and innovate to benefit the organization.

Effective Meetings: How often do we go to meetings
that drift from the agenda, take too long and accomplish too little? People can learn how to prepare, conduct
and follow-up that will help meetings accomplish objectives. Meetings that respect time, stick to the agenda,
and bring about interactive participation are the meetings that people take seriously, enjoy and find useful.

Good leaders understand, appreciate and accommodate
these different attitudes and behaviours. They encourage positive behaviour and discourage negative behaviour.
Training is one way to build effective behaviour. Can
training alone influence human behaviour? The simple answer to this question is “No”: people are not willing to adopt new ideas and to change the way they do
things unless they are sure that there will be positive
consequences.

Time Management: Time is a valuable resource. Time
management refers to a range of skills, tools and techniques used to manage this resource that you can use as
you work. You may be better able to manage your time
if you: Plan, set goals, prioritize, delegate, organize,
monitor, schedule and adopt management by results.

This means that when we ask people to change their behaviour it will take place more readily if we show them
the expected benefits - and the lack of negative consequences. Leadership has a dual obligation: they must
point out the benefits of changing behaviour and at the
same time they must show appreciation when people
change their behaviour to the positive side.

Ethics: Can you imagine how life might be without
ethical principles like honesty, fairness, transparency,
accountability, credibility, responsiveness and equity.
Related to governance principles, this chapter provides
guidelines for establishing or improving the ethical
behaviour of people in your organization.
4
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would happen in a battle without a general? How
would you know what to do today without direction?
Leading people is an essential ingredient for an organization to successfully fulfil its mission – and leadership is more of an art than a science. Most successful
leaders share the same traits and behaviours and they
have a high level of commitment.

Teamwork: Together Everyone Achieves More – but
how often do we work individually and forget the
benefits of teamwork? The chapter provides ideas for
building teams and encouraging teamwork.
Doing a Good Job: People who are actively engaged,
motivated and skilful do things well and this means
that they do a good job. This chapter discusses the
benefits of doing a good job and provides tips to employees for improving their performance in a general manner.

Motivation: Motivation is a drive that inspires people in groups or individually to accomplish an activity and do it as perfectly as possible. A person may have
the ability and skills to perform but due to low or no
motivation, he does not optimise his skills and abilities for the organization. Investing in motivation may
lead to positive behaviour among staff.

Communicating Effectively: We communicate to let
people know what we think or feel and to understand
what others think or feel. This can be a challenge because so much of communication is non-verbal. The
success of organizations today is closely linked with the
ability of people to communicate effectively. This chapter shows how to improve communication practices.

Employee Feedback: None of us does everything perfectly all the time. We make mistakes – or we do not
do as well as we could. One of the important roles
of a supervisor is to give feedback to people – pointing out things they have done well and those that they
have not done so well. These discussions may be about
behaviour or about the quality or timeliness of their
work. The intent of feedback is to help an employee
develop and improve.

Reporting and Analysis: Management reporting is a
core component of management control. It measures
the results, compares them to goals and relays this important information to different levels in the organization. Accurate and timely reports help managers make
effective plans and decisions. They help an organization
hold people accountable for the results of their actions.

E. How to Benefit from the Human
		Behaviour Section

Making Effective Presentations: How often have you
listened to someone make a presentation that helped
you go to sleep? Or one in which you could hardly
read the slide because there were too many words on
it? There are simple rules to follow to make sure that
when you make a presentation, the audience pays close
attention to what you say.

Each chapter has an analysis section that poses questions to get you thinking about how your situation
compares to the basic concepts. If you find that your
situation can improve, we suggest that you consider
the activities.
Each activity is designed to illustrate effective human
behaviour and provide a learning experience. You can
do these activities on your own or you can do them in
a group. Most of the activities lend themselves to discussion. Encourage people to talk freely and bring in
those who are reluctant to participate.
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Negotiation: Managing an organization involves
working with many different stakeholders who may
have different and sometimes even conflicting values,
goals and views. We need a way to maintain harmony
and bring people together. Negotiation is a way to do
that. It takes preparation and effective skills across the
negotiating table – and there are mistakes to avoid.
Leading People: Where would we ever be without
leaders? Think for a moment: what if there were no
community leaders to represent the people? What
5
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Chapter 25

Time Management
Concentrate on results,
not on being busy.

I. BASIC CONCEPTS
We split our time in a normal day between sleep, meals,
working, personal affairs and family.
What happens if personal and family needs take more
time? The result is less sleep and less work time.
What happens if work takes more time? This will lead to
less family time.

Personal
Sleep

•
•

•

Our relationships with family and friends because
we don’t have time for them and for our work.
Our work because we are distracted by other concerns and we don’t have enough time to concentrate.
Our organizations or our communities when our
lack of action causes disruptions.

In our professional life, routine work, new daily tasks,
projects and meetings compete with each other for the
limited time available in a normal working day.
Therefore, it is important for our overall well-being
to balance competing time needs. People have different goals and values for life and they will prioritize accordingly.

A. What is Time Management?

Career

© giz 2012

Meals

If we don’t manage our time, we can harm:
• Our health because we sleep less, miss meals or
avoid exercise.

Time management refers to the techniques that people
use to make the most efficient use of their time – techniques such as planning, setting goals, prioritizing actions, delegating, organizing, monitoring, etc.
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Time management helps you achieve the best desired
results in the shortest time, improves productivity and
supports better progress towards achieving your goals.

B. The Importance of Time Management
As in our lives, time in the organization is precious.
Once you waste time, you can never get it back.
We all have numerous demands on our limited time.
Time keeps getting away and they have trouble controlling it. No matter what their position, they cannot stop
time, they cannot slow it down, nor can they speed it
up. Thus, they need to manage their time to be effective.
Organizations that care about time management will
often:
• Have work schedules
• Have action plans related to goals
• Set clear institutional priorities
• Delegate
• Refuse to postpone actions
• Have satisfied customers
The people who manage their time well are often the
ones who succeed.

C. How to Manage your Time
We all need to apply our precious time to areas where it
can do the most good. Sometimes, that means thinking
about ways to do things more efficiently and effectively.
It also means managing our time.
Work Smart - Not Hard

The next four steps may help you manage your time
better:
Step 1: Look at How You Use Your Time
“Many people think that the cause of their time management problems is outside themselves. They think

they can’t control their work environment. However,
the problem of giving in to outside time pressures resides within you. You allow your time to be wasted.
You delegate to someone, but then do much of the work
yourself. Thus, you must examine your own habits and
be willing to change them if they are interfering with
your ability to manage time.”[1]
For example, you answer the phone even though you
are very busy because the call may be critical to the organization. But it may not be as important as the work
at hand. It can be a challenge to find the right balance.
Appendix A in this chapter includes a “Time Management Self Assessment Questionnaire”. If you answer the
questions on this form, it will help you see how well you
manage your time. Also it will show where you may improve.
You may also find it useful to keep a time management
“diary” to see how you actually use your time – you
may be surprised at the results. (See the Exercise Section of this chapter)
Step 2: Define Your Time Management Strategies
Here are some strategies that can help you manage your
time:
• Use technology to save time in office work: computerized applications to eliminate manual work and
communications tools.[2]
• Use “To Do” Lists and make the best use of your
waiting time.
• Learn to say “No” and politely refuse new tasks if
you do not have time to do them well.
• Draft and implement work procedures that helps
accomplish tasks efficiently.
• Delegate by sharing actions and decision making
with others in the organization.
• Implement “Management by Results” (MBR)
to motivate employees and focus their efforts on
things that are important to the organization.
• Whenever possible, select a fixed time to check your
email.
• Set rules for using the internet services during
working hours.
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•

•

•
•
•
•

Replace O&M manual tools with electro-mechanical and/or electronic devices and software programs
i.e. GIS, HR software, electronic billing and customer service systems.
Keep in mind that everything you do has an opportunity cost. Therefore, don’t waste your time on low
value tasks, when you have the opportunity to use it
in more rewarding tasks.
Work Smart - Not Hard: Think through how to
accomplish a task so that you don’t make it harder
than it needs to be.
Act today to avoid problems down the road that
will take more time to solve later.
Break down an overwhelming task into smaller
steps and tasks that are easy to do.
Set deadlines.
Do not let fears of a mistake slow you down.

Step 3: Plan the Best Use of Your Time
Time management is easy as long as you commit to action. The key to successful time management is planning and then protecting the planned time.
Every one of us has his own goals. They could be professional, social or family goals; in most cases, our goals
are split between these areas. We need to strike a balance between these areas in order to have a better quality of life, more productivity and more peace of mind.
Once we have well-defined goals, it is easier for us to
plan our time and distribute it between them.
You always have urgent things to do but they are not
necessarily important. The important and the urgent
compete with each other for your limited time. While
the urgent may seem more pressing than the important,
the unattended important elements may lead to emergencies.

High

“Important Goals”

“Critical Activities”

“Distractions”

“Interruptions”

Low
Low
Urgency
High
III. Examples
and Exercises

“The matrix in figure 1 shows the four categories of Important/Urgent activities:
• Urgent and Important (“Critical Activities”)
• Urgent and Not Important (“Interruptions”)
• Not Urgent, but Important (“Important Goals”)
• Not Urgent and Not Important (“Distractions”)”[4]
To Do List
1
2
3
4
5

Again, the key is planning: control builds when you set
priorities on the “To-do list”:
• “A” priorities are the most important activities
• “B” priorities are activities of medium importance
• “C” priorities are the least important activities
Try to spend your time on the most important priorities.
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These two elements are combined in the following matrix[3] which is based on the Eisenhower Principles. The
matrix helps you set your priorities and keep your focus
on the important things. Once your tasks and projects
are sorted and inserted in the matrix, you will be able to
schedule your work according to your priorities.

Figure 1: Urgent/Important Matrix

Importance

•
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One hour spent in planning may save
many hours in implementation.

Step 4: Implementation
By now, you are more aware of the value of time, your
organization’s time management level, time management strategies and the importance of planning as the
key for control.

Always ask yourself:
“Am I making the best use of my time?”
Many of us work better at some times of the day. Managing your time means understanding when you work
best and planning your highest priority work for these
times.
100
80

Here are techniques to manage your time:
• Block out time for your A priorities - choose the
time of the day or week when you work best.
• Use one “To-do” list, update it every day, keep difficult items visible and do not skip them.
• Block out time for your B and C priorities and
for other demands on your time schedule, such as
meetings. Save time for the unexpected.
• When your schedule is set, try to stick to it.
• Try to handle each piece of paper that comes across
your desk just one time and avoid procrastination
by putting things aside to do later.
• Avoid the trap in which work expands to fill the
time allowed for its completion.
• Learn to say “no” when you just don’t have enough
time to take on another task. If you don’t say “no”
the quality of your work may suffer.
• Manage meetings so that they are effective and not
time wasters.

D. Personal Time Management
Personal time management is about controlling the use
of your most valuable resource. If you really want to
do a better job of managing your time, keep a diary to
record your daily activities (professional and social) and
the time you spend on each activity (Please see Appendix B for a starting point).
After one week, review your daily diaries; see how you
are using your time, look for ways to improve.

Units of work

You may think of drafting a time management policy
that includes some of the ideas in this chapter.

60
40
20
0
8:00

10:00

15:00

17:00

Time of day

The person in this chart does his best work between
Noon and 16:00. This is when he needs to concentrate
on highest priorities.

II. Analysis
To evaluate your own situation, consider the following
questions:
• Do you usually have plenty of time to get your
work done each day?
• Do you have enough time to develop and improve
the way you perform your work?
• Does your organization usually accomplish its goals
on time?
• Do you have plenty of time to spend with your
family?
• Does your organization have time to plan for the
future?
If you answer “no” to any of these questions, you may
want to consider improving your time management
skills as well as those of your staff.

The most common ways that people waste time are
lengthy and unnecessary telephone calls, friends dropping by and casual conversations.
25-4
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III. Examples and Exercises
Example A

Put the big rocks in the bucket - is it full?

A water utility in the Middle East has a chronic problem with its collectors and meter readers. They all
claim that the number of daily meter readings they
are asked to do is too high (around 100 meters per
working day/meter reader). They say that this number
should be reduced to 80 meters/reader/day.

Put the small stones in around the big rocks - is it full?
Put the sand in and give it a shake - is it full?

The head of the administration department wants to
settle this issue. One morning he comes up with a simple but very effective idea to calculate the time a meter
reader needs to read 100 meters. He selects 10 employees from the different sections in the water utility and
asks each of them to accompany a meter reader as he
works on one day. He asks these people to register the
time of departure from the utility in the morning and
the time of return after the reader has read the 100
meters. He also asks them to calculate time spent on
tasks not related to the meter reading assignment.
The meter readers usually complete their assignments
and return to the utility between 1 p.m. and 2 p.m.
On the day of the test, all of them returned and reported to their superiors between 10 and 11 in the
morning. The utility’s management considered this result to be a reasonable expectation for meter reading
capacity per day. As a result, management decided to:
• Increase the expected number of meters a reader
reads per day to 150 meters (on average)
• Introduce hand-held reading and billing sets to
carry out three tasks at the same time: Read the
water meter, calculate and print the water bill on
site and track the real time consumed in rendering
the service to each consumer
This example displays the following:
• Time and movement study using simple and available tools can show ways to improve
• Time management and time savings pay off
• Being innovative can pay off
© giz 2012

Start with a bucket and enough big rocks enough to fill
it, some small stones, some sand and water.

Exercise A: ‘Rocks in Bucket’ Story [5]
This story will show how planning is the key to time
management.

Put the water in. Now it’s full.
The point is this: unless you put the big rocks in first,
you won’t get them in at all.
In other words: Plan time-slots for your big issues before anything else. Otherwise, the inevitable sand and
water issues will fill up your days and you won’t be able
to fit the big issues. A big issue doesn’t necessarily have
to be a work task - it could be your child’s sports-day,
or a holiday.

Exercise B: Your Time Use
You are welcome to use the chart in Appendix B to
study the way you use your time. You may be surprised
at the results. For one thing, it will be very unusual if you accomplish your day exactly as you planned.
When you finish, look over the sheet and think about
how and why your plans changed. Think about how
you can avoid changes to what you plan.
But don’t worry too much: our friends in the Middle
East have a phrase to bear in mind: Insha’Allah (If God
wills it). None of us can completely control the world
around us.

IV. Lessons learned
Time is precious!
Time is money!
Time has an opportunity cost!
Yet, people waste time through unanticipated interruptions that do not pay off, poor planning, poor implementation of daily tasks and lack of proper monitoring
and supervision.
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The most valuable time is wasted by managers and by
top management when they fail to delegate or manage
by results. They waste it when they postpone actions,
organize work poorly or micro-manage so that people
cannot perform work or grow in their jobs.
Lack of work procedures and lack of strict implementation of these procedures may be one of the most important time wasters.

V. Taking Action
In this chapter, we have seen that time management is
linked to many other topics and best management practices such as: delegation, negotiations, accountability,
policies, procedures, meeting management and the introduction of technical tools.
The most important factor to succeed in time management is to have the will for change and to implement change. As we have seen, savings will not relate
to “Time” alone. The organization’s financial savings
could be tremendous.
Here are some tips to help you start or improve your
time management scheme:

You can use three tools from this chapter to plan your
approach:
• Your “To-do” List
• Your priorities according to the Eisenhower Principles
• Your analysis of when you work best
Look at each task on your list and select a priority using
the Eisenhower Principles. Note the priority next to the
task. Now, plan when you will work on the most important priorities over the next few days and put lower
priority tasks into times when you are not at your best.

Chapters in this book that might add to your understanding of Time Management:
• Management by Results
• Delegation and Goal Setting
• Planning Ahead
• Reward for Achievement
• Meeting Participation
The 80:20 Rule
20% of the effort leads to 80% of the results.

The Spice in the Salad
“Nothing succeeds like success”

Time Management
Action Checklist
•
•
•
•
•
•
•
•
•
•
•

Dr. Ariovaldo Carmignani, Vice President of SABESP
was the moderator for 2 presenters in a water saving conference held in May 1998 in Salvador – Bahia.
The two presenters asked Dr. Carmignani’s to meet
with them before they went back to their countries.
They were granted five minutes of time only. During
the meeting Dr. Ariovaldo was asked one question by
these two: How could you change the financial situation from a loss position to a big profit maker in a
2-year period? They wanted to get a short answer in
this 5-minute meeting.

Be committed to introduce the change in time
management.
Assess your current situation in time management.
Define your time management strategies.
Plan for the best use of your time.
Implement your plans and strategies.
Prepare a list of the your biggest time wasters.
Prepare a list of the biggest time savers you
may need.
Draft your time management policy.
Make sure that you implement Management by
Results.
Make sure that you have a sound and implementable delegation table and policy.
Investigate cost effective technical tools and
equipment that may save time.

Dr. Ariovaldo was so enthusiastic about his success
story that it took him more than 75 minutes to tell
about it. Although his time was so important, he felt
that expressing the company’s swift financial savings
was worth the time spent.
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The site displays the time management ‘rocks in bucket’
story: http://www.businessballs.com/rocks.htm
The site explains the basics of time and stress management
http://managementhelp.org/prsn_prd/basics.htm

The site shows simple, practical techniques that might help
you become highly effective, by showing how to identify and
focus on the activities that give you the greatest returns.
http://www.mindtools.com/pages/main/newMN_HTE.htm
The site displays time management techniques, tools, and
templates: http://www.businessballs.com/time.htm
The site helps you prepare and write your time log
http://www.time-management-guide.com/time-log.html
The site will help you improve your time management skills
and your overall personal effectiveness
www.Time-Management-Guide.com

25-7

III_25_fin_dh.indd 7

14.01.13 20:32

Module C. Human Behaviour

Appendix A

Time Management Self Assessment Questionnaire
Instructions: If your behavior is always like Choice A, check the box in column 5. If it is always like Choice B, check the
box in column 1. If your behaviour is in between these choices, check the column that feels right.
#

Choice A

5

4

3

2

1

Choice B

1

The tasks I work on during the
day are the ones with the highest priority.

The tasks I work on during the day
are a mixture of different priorities.

2

I always complete my tasks
before due date.

I find myself completing tasks at
the last minute, or asking for extensions.

3

I set aside time for planning
and scheduling.

I rarely plan my time.

4

I keep a record for how much
time I am spending on each
job I do.

I do not keep time records.

5

I am rarely interrupted while
working.

My biggest time management problem is interruptions.

6

I always set goals to decide
what tasks and activities I
should work on.

I do not set goals for the work I am
doing.

7

I leave contingency time in my
schedule to deal with “the unexpected”.

Whenever faced with unexpected
issues I deal with them then.

8

I prioritize the tasks I am
working on.

I do not know whether the tasks I
am working on are of high, medium,
or low importance.

9

When I am given a new assignment, I analyse it for importance and prioritize it accordingly.

I do not analyse or prioritize my
assignments.

10

I hardly feel stressed about
deadlines and commitments

I am always under stress about
deadlines and commitments.

11

I do not allow more than very
few distractions in order not to
harm my task schedule

Distractions often keep me from
working on critical tasks.
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12

I don’t take work home.

In order to complete my assignments I have to take work home.

13

I prioritize my “To-do” list or
Action Programme.

I work on tasks according to their
arriving date order.

14

I regularly confirm my priorities with my boss.

I know my duties and responsibilities, therefore I never ask for my
boss’s opinion about prioritizing
tasks that I am supposed to do.

15

Before I take on a task, I make
sure that the results will be
worth the time put in.

A task is a task that should be
completed regardless of its importance.

Totals

0

0

0

0

0

Multiply Totals times

5

4

3

2

1

Equals

0

0

0

0

0

Score **

0

Percent of Perfect ***

75

© giz 2012

Perfect Score *

0.0%
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Appendix B

Time Usage Diary
Time Slot

Planned Actions1

Actual Actions2

8:00-9:00

9:00-10:00
10:00-11:00
11:00-12:00
12:00-13:00
13:00-14:00
14:00-15:00
15:00-16:00
16:00-17:00
17:00-18:003
18:00-19:00
19:00-20:00

1

Before the day begins, write in what you plan to do

2

At the end of each hour, write in what you actually did

3

Yes, record your planned and actual actions even after work – your time with your family and friends is also important!
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Chapter 28

Doing a Good Job
“The person who knows how…….
will always have a job,
but the person who knows why…..
Will be the boss”[1]

I. BASIC CONCEPTS
The Older Carpenter
There is a carpenter whose name is Joe. He has worked
for many years and is a very good carpenter. With age,
he is getting too tired after a day of work. He tells his
employer that he would like to retire but the employer
asks him to build just one more house.
The carpenter reluctantly agrees to build the house but
his heart is not in it. He does not do a very good job.
When it is finished, the employer gives him the keys and
tells him that it is his house. What is the moral of the
story? While we work, we do not always know what the
results will be or how we will benefit.
How does it feel to do a job badly and then get someone
to sort it out? It can be much more expensive than doing
the job properly in the first place.

© giz 2012

When we do a good job, we help our organizations do
better – and this may provide benefits to us as well:
working conditions may improve; the organization may
be better able to sponsor training, health benefits, social
gatherings, etc.
And then, of course, when we do a good job, we can be
justifiably proud of ourselves and our team; we have more
self-respect and we know that we have done our best.

A. What is doing a good job all about?
Doing a good job means:
• Being fair, accountable and credible
• Accepting responsibility gladly
• Doing the best that you can do
• Meeting your commitments and targets
• Being a team player
• Working diligently
• Applying your knowledge and skills to perform
• Having the necessary drive and initiative
• Owning the outcomes and doing whatever it takes
to achieve your objectives
• Acting promptly to meet challenges
• Producing quality work that lasts a long time
• Using resources wisely
• Showing up on time
“The way to get employees to behave in these ways is to
build up their capacities, give them authority and hold
them responsible for their achievements. This will bring
out their capabilities and free the manager to assume
additional responsibilities.
As members of an organization become capable of assuming new and more difficult duties, they will also
develop pride in doing the job well. This attitude soon
permeates the entire organization.”[2]
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B. Benefits of Doing a Good Job

Here are the characteristics of people who take initiative:

The benefits of doing a good job to your organization
are:
• Customer are more satisfied.
• Customers become loyal to your business, thus increasing services.
• Your organization gets a good reputation when employees perform at their best.
• Your organization thrives – and is able to continue
employing people.
• Your organization becomes more competitive.
• Your organization gets better financial results.

•

They are self-motivated

Do you wait for someone to tell you what to do? Or do
you figure it out for yourself and get to work? Do you
think of your job as a necessary evil or do you look forward to going to work each day where you can make a
difference?
•

Benefits of doing a good job to you are:
• When you do your best at work, you are more likely
to keep your job and advance in your career.
• You will get the satisfaction and pride that come
from doing a job well.
• You will avoid criticism from your supervisor or
colleagues.
• The better the financial results of your organization,
the more likely that your earnings will grow.

They act without being told

If you are at your place of work and notice trash on the
floor, do you stop to pick it up and throw it away? If
not, why? You should. While small tasks like this may
not be in your job description, taking the time to notice and do something about them makes a difference.
Employers notice these small things, whether they acknowledge them or not.
•

They do a job well

Make sure you do each job as well as you can. Meet –
or even exceed - the expectations of your superiors.

C. Ways of Doing a Good Job

•

The skills needed to do a good job range from social
and communication skills to organizational skills and
technical skills. Many chapters in this Guidebook will
help you develop more specific skills. However this
chapter deals with general approaches that will help you
do a good job:
• Take Initiative
• Be open to new ideas
• Learn all the time and teach others
• Be the best you can be
• Have a sense of ownership

What would impress your employer more than to ask
for more work to do? When you ask, you show your
sense of responsibility. It also shows that you care about
the job.[4]

1. Take Initiative
When you take initiative, you do what needs to be done
without being told. When you volunteer to take on a
new project and learn new skills, you begin to understand the inner workings of your organization. You pick
up new knowledge and skills and earn yourself a place
on the track towards career growth and future promotions.

They finish a task and then ask for more[3]

2. Be Open to New Ideas
“A person who is willing to take into account new
thoughts of how to improve work performance is eventually the winner and goes far.”
The competitiveness of the global economy and the
speed of technological change are facts of life. Those
who are open to new ideas will make progress for their
organizations, their families and themselves. Those who
close their minds to new ideas will slowly become obsolete and ineffective.
3. Learn Continuously
“A person who can create ideas worthy of note is a person who has learned much from others.”[5]
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In today’s rapidly changing economy, the key to success is not only what you know but also how fast you
can learn.
Consider this: When you receive a new piece of information, you can more easily understand and assimilate
it because of the broad foundation of knowledge and
experience you already have.
When we learn from life or from others, this is a gift –
and it is our duty to share that gift with others. This is
similar to the theme of the movie “Pay it Forward” in
which the main character is asked to think of an idea
that could change the world which spurs him to launch
a campaign where people reciprocate random acts of
charity with three good deeds of their own.”[6]
Stay current with what is happening in your job market
or the trends that are occurring in your field. Ways to
stay current are to:
• Update your resume at least every 6 months
• Hone your networking skills and keep in touch
with coworkers from all your other jobs
• Use social networking sites to interact with others
in the same field whom you might never meet. They
may introduce you to ideas that you might not otherwise see
• Review professional literature
Social Networking Sites

5. Be the Best that You Can Be
Learn from your mistakes - don’t let them discourage
you. When you do this, you show that you are flexible and that you are willing to do better next time. You
also earn the respect of your co-workers when you are
a good enough person to admit that you have made a
mistake and try to learn from it.
To be the best do the following:
• Be confident and organised.
• Strive to do the highest quality work possible.
• Be on time and work within budget.
• Take initiative and be proactive.
• Compare your work output with others.
• Make yourself familiar with procedures and quality
standards.
• Ask your employer to provide opportunities for
training.
• Ask your colleagues for advice.
• Ask your direct supervisor for regular feed back.
• Have a positive attitude about life and work.
• Focus on the important things in life.
• Manage stress – it tends to interfere with progress.
• Be assertive and get things done.
• Share your experience and knowledge with others.
• Give a helping hand to others.
And probably most important of all: Check your work
to make sure that it is accurate and ask yourself if this is
the best you can do.

Facebook: www.facebook.com/
Twitter: http://twitter.com
Bebo: www.bebo.com/
Badoo: http://badoo.com/
Linked-In: http://www.linkedin.com/

Characteristics of Top Performers
•
•
•
•
•
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4. Be Generous
Be generous with your time and your ideas. Share with
others – especially when you can show admiration and
praise for them. Every act of kindness multiplies good
feelings.

•
•

They are talented.
They focus on doing what they love to do.
They accomplish more with their resources
than most people do.
They work quickly.
They understand how to leverage their
strengths.
Their personalities are as diverse as their
talents.
They achieve good results with less effort than
the rest of us. [8]

“One day I remember I was so happy: one of you said
that something I had produced was quite good….”[7]
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III. Approach

6. Have a Sense of Ownership
Cultivate ownership in your nature. This means treating your organization as if you were its owner and leader. Treat the assets as if they were yours. Be conscious
of costs and ways of saving money – just as you do at
home.

Your Job: Do you hate it? Tolerate It? Or Improve in It?
You can think of your job as drudgery- and hate it.
You can think of your job as routine and tolerate it.
Or you can think of your job as a constant challenge
and opportunity to improve – and enter an exciting,
new career of getting better and quicker!

Give employees responsibilities and duties. When they
perform well, reward them. This will make them take
pride in their work and develop an ownership attitude.

It’s a matter of whether you let your job use you - or
you use your job! Most people let their jobs use them
- and wear them out until they are tossed aside with
other worn-out parts. How can you use your job instead of letting your job use you?

“In the history of the world, no one has ever washed a
rented car”, Lawrence Summers, former president of
Harvard University. Think about it: when you own a
car, you take good care of it so that it will keep running
for as long as possible. You check the oil and the tire
pressure. You wash and wax it.

You begin by doing your job so much better that you
become better than your job. As soon as you become
better than your present job, then you will have outgrown it. This is when your employer will probably
find a bigger job for you to do.

II. Analysis
Ask yourself these questions and think about how well
you are doing your job:
• Does your boss have to continually check on you to
get work done?
• Do you arrive at work late more than once a month?
• Do you get warning letters for not accomplishing
your tasks?
• Do you check your work to make sure that it is as
good as you can make it?
• Does your boss always come around checking your
work?
• How often does your supervisor warn you for substandard job?
• Do you get complaints from your colleagues about
your work?
• Do customers complain about your services?
• How often do you get compliments from your customers for your services?
• Do you meet your performance targets?

This is similar to a growing boy who is too big for his
present clothing. He always gets larger clothes to fit
his larger size.
It is the same way with doing a good job. If you have
out-grown your present job – somehow, somewhere,
some way – you will get a bigger job!
From this we learn that:
You must NOT think of your job as drudgery – and
hate it.
You must NOT think of your job as routine - and tolerate it.
You MUST think of your job as a constant challenge
and opportunity to improve.

Now, think about how you can do better.

IV. Lessons Learned
“Work smart, not hard”. Sometimes, you get an assignment and dive right into it without thinking it
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through. Sometimes, that means that you do more
work than you really need to do. Before you start
an assignment, think about how to do it before you
begin. You may be able to find the most efficient way
to get it done and save yourself time.
Some of us confuse activity or level of effort with
doing a good job. You are not necessarily doing a good
job when you work long hours. What matters is the result – not the amount of time it takes or how hard you
may work.
People perform best when they are in the right job.
Trying to force someone to do a job he doesn’t enjoy
will not work. It will only make an unhappy employee
who does a poor job.
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Other Resources:

V. Activities
Here are some ideas to stimulate your thoughts:
Think of a time that you have done well in a job. What
are the things you did that resulted in this good job?
How could you have done even better?

1
2
3
4

Hyman G. Rickover, “Doing a Job”, http://govleaders.org/
rickover.htm
Career-tools-hq, ”Take initiative at work”, http://www.
career-tools-hq.com/take-initiative.html, 2009
How to get Ideas: Jack Foster, Berrett-Koehler “Digesting
Ideas”, 1996.
Ian Hunt,” Being the Best you can be,”http://www.
amazon.co.uk/Being-Best-You-Can-Development/
dp/1843342111, 2009

Think of a time when you did not do such a good job
and how you could have done better.
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The activity sheets in the appendices may help you
think through the answers to these questions.
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Appendix A

This was a Great Job I Did
This was a Great Job I Did
Here is why it was great

Here is what I did to make it great

Here is what I could have done to
make it even better
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Appendix B

This was a Job I Did Not do so well
This was a Job I Did Not do so well
Here are the mistakes I made

Here is how I could have avoided
those mistakes
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Here is what went wrong
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2

Introduction to Good Practices
“It has seemed to me important to examine
consecutively the lengths of channel of each
aqueduct in its several parts and in detail. This is
because the maintenance of the works is the most
important part of the duties of this office and it is
necessary that whoever is placed in charge of them
should know which of them are in need of having
money spent on them.”[1]

If you work in the water industry, this quote will sound
familiar. You may be surprised to know that it was
written by the manager of the water system of the City
of Rome in the year 90 C.E. – over 1900 years ago.

This introduction also covers the topic of Continuous Improvement – the ways that organizations always
seek to be better.

If you visited the manager of the Rome, Italy water
system today, there is a good chance he would say
the same things. It is an on-going challenge to keep a
water system in good working order. Sometimes, the
more things change, the more they stay the same. But
some things do change: the current manager surely
has computers, laboratories to test water quality and
machinery to maintain the works.

I. Good Practices
A. Why are Good Practices Important to
Consider?
Good practices are those that other organizations have
applied successfully to their benefit. If you do not do
these practices now, you may also benefit, if you implement them later.

There are always new challenges, technologies and opportunities. Organizations that face challenges, adopt
new technologies and take advantage of opportunities
prosper. Those that maintain the status quo stay the
same or decline.

Using good practices shows people that you are doing
the best you can to operate and manage your organization. These practices will help you improve performance and provide better service to your customers.
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People are never perfect. Neither are organizations.
And life is a journey – not a destination. We never
finish. We can always be better.

B. Good Practice Chapters in this
Guidebook

This section of the Impact Guidebook covers good
practices – commonly accepted approaches to accomplish a task or function. Some of them are applicable
to almost any organization – like those on Human Resources. Others – like Capital Management – may not
apply to every organization but are definitely important to water utilities.

The 21 Good Practice chapters cover a wide-ranging set
of topics – from safety standards to forming a water association to service levels to customer service to water
loss reduction. These chapters are listed below:

3
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Human Resources
• Human Resources Management
• Training
• HIV/AIDS

ployees need to know how to do the jobs that you have
assigned to them and keep up with new technologies.
HIV/AIDS: In many countries in Africa, this health
crisis affects the ability of organizations to accomplish
their purposes. There are things that management can
do to help control the spread of HIV/AIDS and offer
support to employees who are affected by it.

Quality Assurance
• Performance Management
• Quality Management
• Minimum Service Standards

Performance Management: Some organizations assign
people to jobs, tell them the basic requirements of the
job and leave it at that. This is not enough. Since we are
all learning all the time, we can all benefit from advice
on how to do better. In addition, people who have goals
to achieve will normally do more than people who do
not have these expectations.

Operations Management
• Health and Safety
• Crisis Management
• Standard Operating Procedures
• Business Process
• Serving the Poor
• Non-revenue Water Management
• Private Sector Participation
• Water Demand Management
• Information and Communications Technology

Quality Management: Quality usually does not happen
by itself – it is usually the result of deliberate management actions to ensure that an organization’s products
meet the needs of its customers and stakeholders. This
chapter introduces various ways to manage quality.

Commercial Management		
• Customer Service
• Revenue Generation

Minimum Service Standards: to ensure that customers
receive the best services possible, many organizations
establish minimum standards and monitor performance
to ensure that they are met. This is especially true in the
water industry where water quality is so important to
public health.

Enterprise Sustainability
• Capital Management
• Financial Management
External Relationships
• Water Associations
• Public Involvement

Health and Safety: When employees are injured, they
are not able to perform at their top capability – the organization loses. Besides, we have moral obligations to
take care of each other. Creating and maintaining a safe
working environment is a moral obligation and helps
sustain an organization.

C. Chapter Summaries
The themes of the Good Practice chapters follow:

Crisis Management: When a crisis arrives it is too late
to do much about it – and the crisis may have severe
consequences for your organization and your community. By preparing ahead of time, your organization will
be much better prepared to respond effectively.

Human Resources Management: Employees are valuable assets to any organization – without them an organization cannot function. Yet many organizations neglect to nurture and develop their human resources and
suffer as a result.

Standard Operating Procedures: There are the ways
that people have always done things and then there are
the better ways. Many organizations establish standard operating procedures to ensure that employees are
working in the best ways possible.

Training: There are always new things to learn and your
workforce is always changing as older, more experienced
people retire and younger, inexperienced people join
you. That is why training is a continuous process – em4
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Business Process: A business process is a coordinated set of actions that deliver value to customers. Often
processes evolve informally and can be the cause of bottlenecks or inefficiencies. This chapter shows how to analyse and improve business processes.

Capital Management: A well-maintained asset will be
productive for many years and provide a high return on
investment. Neglected assets often fail long before their
expected useful lives expire. And capital assets are normally expensive – so it makes good sense to manage
them effectively.

Serving the Poor: The objective of most water systems
is to satisfy a basic human need. Yet often, the poor
do not have service – if they had it they would have a
chance to escape the chains of poverty, malnutrition
and disease.

Financial Management: Most organizations survive because they are able to provide good products to their
customers at affordable prices. This does not happen by
accident – financial management is one of the key aspects to make this happen.

Non-revenue Water Management (NRW): Many countries have high non-revenue water due to physical water
losses and the administrative losses that result from
water theft or inadequate record-keeping. Reducing
NRW is important to the long-term sustainability of a
water utility.

Water Associations: Many industries have trade associations and this is also true of the water industry. Associations thrive because they bring value to their members in terms of sharing experiences, helping each other,
training and standards to name a few. Most of the
world’s great associations began with the efforts of a few
people.

Private Sector Participation: Many organizations focus
on their core services and employ the private sector to
provide other services. This may prove cost effective and
yield better results.

Public Involvement: The actions of many organizations
affect the public – as well as customers. The public can
support an organization or it can be its worst enemy.
There are ways to develop and keep public support by
involving the public appropriately in decision-making.

Water Demand Management: This approach means deliberately taking steps to control the amount of water
usage within a utility as well as encouraging customers
to use water wisely.

D. Other Good Practices

Information and Communications Technology: Technology advances so fast that it can make you dizzy. But
technology is responsible for many improvements in the
ways that we work and communicate and there are ways
to manage technology to have what you need.

The Impact Guidebook chapters do not cover each and
every good practice or concept that exists in the world.
The chapters do cover topics that we believe are essential for water utilities. There are other topics that may
be useful. This section discusses some additional topics
that you may want to investigate.
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Customer Service: Customers are the life blood of any
organization – their demand for services and payments
keep an organization alive. Providing good service to
customers, then, just makes sense if you want your organization to survive and thrive.

Social Environment: The ways that people in your organization work together and form supportive relationships is a factor in your success: if the social environment is a positive one, you will be more likely to succeed; if it is negative, you may find it difficult to make
progress.

Revenue Generation: Most organizations survive because they are able to charge their customers for services and cover their costs. Water utilities are the same
– while many of them are government operated, they
usually have user-based fees so that people pay their fair
share for what they use. Without revenues, water utilities are not able to survive.

Knowledge Management: Every day, people in your organization create information and knowledge that is
vital to its survival and sustainability. There are ways to
make sure that you capture, store, analyse and use the
5
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TQM approach. He gained fame from his work with the
Japanese after World War II. His famous “14 points” appear on the Activity sheet at the back of this chapter.

information to benefit your organization. One website
that offers an introduction is www.Knowledge-Management-Online.com.

“Total quality management (TQM) is a management
philosophy that seeks to integrate all organizational
functions (marketing, finance, design, engineering, and
production, customer service, etc.) to focus on meeting
customer needs and organizational objectives. TQM
empowers the total organization, from the employee to
the CEO, with the responsibility of ensuring Quality in
their respective products and services, and Management
of their processes through the appropriate process improvement channels”.[5]

II. Continuous Improvement
Continuous Improvement is a commitment to be the
best you can be. It is an approach to sustain an organization long into the future.
People who practice Continuous Improvement share
some fundamental beliefs and practices. They:
• Accept change as a fact of life
• Learn all the time
• Apply what they learn
• Encourage creativity
• Listen to ideas
• Put resources to best use
• Fix the problem – not the symptom
• Believe in being the best they can be

3. Reengineering
“Reengineering encourages managers and employees to
rethink what they do and how they do it as a means to
achieve an advantage.”[6]
In planning, this means that you look at what you do
now to see if it is right for the future. In budgeting, you
give people the resources they really need rather than
spending money on things that will not make a positive
difference.

Continuous Improvement includes learning from
our experiences and finding better ways to do things
through innovation.

In reengineering, you look closely at current procedures
and workflows. You document them. Then, you look
closely to find bottlenecks and ways to streamline. If you
have never done this, you may find a lot of ways to improve. One organization, looking at its procedures found
this one: “Make a copy before you throw anything away.”

A.	Continuous Improvement Techniques
Business publications promote many techniques for improvement. Here are samples of some popular techniques:

In reengineering, you also look at things from the customer’s point of view. You may think that you give good
customer service but you may be surprised at what you
find if you “pretend” to be the customer: Call the main
number and see what happens. Visit your own website
and see what happens. Follow the steps that a customer
might take at your offices and see what happens.

1. European Foundation for Quality Management 		
(EFQM)
“For the past twenty years we have shared what works
between our member organizations as a way to help
them implement their strategies: a mission which is as
important as ever.”[2] “EFQM is the recognized leader in
promoting and supporting the implementation of Sustainable Excellence.”[3]

4. Benchmarking
In Benchmarking, an organization compares itself to
other organizations in its industry to find ways that it
might improve its performance. Sometimes, benchmarking is not a perfect method because it is very hard
to find two organizations that are exactly the same in

2. Total Quality Management (TQM)
“TQM has focused attention on the creative potential
of human beings and their ability to improve the work
that they do”.[4] Dr. W. Edwards Deming developed the
6
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terms of size, functions, challenge, etc. Nevertheless,
looking at how other organizations perform and how
they do it can be a source of good ideas for improvement.

They are less likely to leave for another job. This stabilizes the workforce

C.	Resources

5. International Organization for Standardization
(ISO)
Many organizations are using the resources of the International Organization for Standardization (ISO)
that promotes standardization and certification of best
practices.

Be inquisitive. If you face a challenge, go to the Internet and find examples of how other organizations have
faced this challenge. You will surely find a lot of very
good information that you can customize to your own
situation. But like anything in print: use your best judgment when you review information – not everything on
the internet is accurate.

“ISO 9000 is primarily concerned with “quality management of ... all those features of a product (or service)
which are required by the customer.

The Good Practices section of this guidebook includes
many ideas and approaches to apply for improved performance in any organization.

ISO 14000 is primarily concerned with what the organization does to minimize harmful effects on the environment caused by its activities.”[7]

Two of the approaches that you can investigate on the
Internet are Balanced Scorecard and Six Sigma. These
fairly new techniques are both designed to help organizations find ways to improve.

“ISO 9001:2008 provides a set of standardized requirements for a quality management system, regardless of
what the user organization does, its size, or whether it is
in the private, or public sector. It is the only standard in
the family against which organizations can be certified
– although certification is not a compulsory requirement of the standard.”[8]

Organizations use the Balanced Scorecard approach “to
align business activities to the vision and strategy of the
organization, improve internal and external communications, and monitor organization performance against
strategic goals.”[9] It balances 4 major business areas: financial performance, customer needs, employee growth
and internal business processes.

These standards as well as the ISO for Utilities Series
(24510, 24511 and 24512) are discussed more fully in
the Quality Management chapter.

“Six Sigma” is a disciplined, data-driven approach and
methodology for eliminating defects … in any process from manufacturing to transactional and from product
to service.”[10]

B.	Continuous Improvement Benefits

D. Lessons Learned

Continuous improvement enlivens an organization and
puts it on the path to excellence. It can have many benefits:
• Lower cost and higher productivity
• Improvement projects build and reinforce teamwork.
• Better service = happier customers = better revenue
collection
• Happier employees are more productive employees.

“We are what we repeatedly do. Excellence, then, is not
an act, but a habit.”[11] Excellence is doing a thousand
small things well.
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When you see the benefits of improvement, you may be
ready to charge ahead. That’s a great attitude! But please
remember to balance workload: if you try too many
things at one time, you may never do any of them well.
In planning, you can allocate time and resources to the
projects that will do the most good.
7
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From year to year, people propose new ideas. Sometimes new ideas come and go – like a fad. Sometimes,
they have staying power because they work – they draw
out ideas for improvement.

Action Checklist
Continuous Improvement
•	Adopt the continuous improvement philosophy.
• Get commitment to this philosophy from gov-

If you try every new management fad and abandon it
soon after, employees will find it hard to take you seriously – even when you find the right one. Pick good approaches and stay with them. Avoid change for the sake
of change – this confuses people and has little benefit.

erning body and top management.

•	Research approaches to continuous improvement over the Internet or through your industry
association.
•	Review related chapters in this guidebook:
-	Strategic Analysis
- Planning Ahead
- Management-by-Results
- Delegation
- Human Resources Management
- Training
-	Compensation and Rewards
- The chapters in the Human Behaviour
Section
- The chapters on Good Practices
• Identify ways to improve.
• Implement them.
•	Celebrate Successes!

Whatever technique you use, the basic idea is the same:
to maintain excellence, organizations always look for
ways to do things better.

E. Taking Action
Continuous improvement is a philosophy. The first step
is to convince your governing body and top management to adopt this philosophy. You will need their support to get the benefits of continuous improvement.
Research Internet websites with information on continuous improvement. You will find a lot of information.
Check with your industry association.

References

Next, talk to your managers. Will they accept Dr.
Deming’s “14 Points”? Try the activity in this chapter
on “Dr. Deming’s 14 Points”.

[1] Sextus Julius Frontinus, The Water Supply of the City
of Rome”, 90 C.E, as published by the New England Water
Works Association, USA 1973
[2] http://www.efqm.org/en/tabid/108/default.aspx
[3] Ibid
[4] Rothwell, Sullivan and McLean, “Practicing Organization
Development”, Jossey-Bass/Pfeiffer, San Francisco, CA, USA,
1995, page 30
[5] http://en.wikipedia.org/wiki/Total_quality_management
[6] Rothwell, Sullivan and McLean, “Practicing Organization
Development”, Jossey-Bass/Pfeiffer, San Francisco, CA, USA,
1995, page 30
[7] http://www.iso.ch/iso/en/iso9000-14000/tour/plain.html
[8] http://www.iso.org/iso/iso_9000_essentials
[9] Balanced Scorecard: http://www.balancedscorecard.org/
BSCResources/AbouttheBalancedScorecard/tabid/55/Default.aspx
[10] Six Sigma: http://www.isixsigma.com/sixsigma/six_
sigma.asp
[11] Aristotle
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Dr. Deming’s 14 Points Activity
Instructions
Read Choice A and Choice B. Put a check mark in the box that describes the way things are in your organization.
If you check “5”, this means that your organization is very like Choice A.
If you check “1”, this means that your organization is very like Choice B.
Check “4”, “3”, or “2” to show how close your organization is to Choice A or Choice B.
Here is the approach that we take ………………..
#

Choice A

5

4

3

2

1

Choice B

1

We are always looking for ways to
improve.

We do things the same way we have always
done them.

2

We are in a new age… we must
learn.

The things that happen in the world do not
affect us.

3

Quality is important to all of us.

Someone else worries about quality.

4

We look for cost effective alternatives.

It is not my job to worry about cost.

5

We always try to Improve quality
and productivity.

We just want to get our work done.

6

We have a good training programme.

We do not have a training programme.

7

We have a lot of great leaders.

The top man rules.

8

Fear is not a part of our workplace.

A lot of us are afraid of making mistakes.

9

We break down barriers when we
find them.

When we meet a barrier we stop.

10

We focus on what is important.

We get confused a lot.

11

We lead by example.

Our leaders say one thing and do another.

12

We are proud of our work.

We just want to get our pay and go home.

13

We try to improve our organization
and ourselves all the time.

It doesn’t matter if I improve or not.

14

Everyone here participates.

A few people run things here.

Scoring
Total Answers in each column
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Times

5

4

3

Equals
Sum of numbers in previous row
Perfect Score is

70
9

2

1

You may use your answers for to find ways
to improve. If you score less than 50,
please consider doing this.
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Chapter 46

Serving the Poor

“The best measure of good water supply
services in a city is 24-hour piped supply
to the home.”[1]

I. BASIC CONCEPTS
Imagine you are a woman living in a city slum in Africa. Your husband is dying of AIDS. You have 5 children; the eldest two dropped out of school to work.
Your nearest water source is a public standpost 1 kilometre away, used by 500 households. The water is not
clean; the area around the stand post is always flooded,
full of mosquitoes and flies.
Often you leave your children at home alone to collect
water, only to find that the standpost is dry. You walk
home, buy water from a private water vendor at a very
high price. You use so much of your meagre income for
water. You pay more for water than a rich family who
gets piped water from the city utility.

© giz 2012

Imagine you have to defecate in a dirty communal latrine. Imagine your sister was attacked one night when
she went to defecate in the communal latrine. You do
not dare defecate or collect water at night because it’s
not safe.

This lack of basic human services contributes to the entrapment of the poor in a cycle of poverty partly because
disease prevents them from taking advantage of economic opportunities.
There are roles that water utilities can play to improve
service to the poor, working hand-in-hand with government. Usually water utilities are not social service agencies so they are not equipped to decide who is poor and
who is not. That is more the role of government. Once
these distinctions are made, however, the utility can help
to provide the services.

A. What is Service to the Poor?
Every person on the planet needs adequate amounts of
clean water and sanitation for good health. With good
health, we can work, we can take care of our families,
and we can go to school. We can earn money through
our small businesses such as restaurants, schools, shops
and local industries.

Does this sound unusual?
Unfortunately, it is not. 894 million people worldwide
do not have water in their homes. If they have, it is often
not clean. 2.5 billion people lack on-site sanitation[2].

Service to the poor means providing access to clean
water and sanitation for everyone, regardless of income or socio-economic status.
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Utilities and governments around the world are implementing a variety of “pro-poor policies and programmes” to expand services. The challenge is to provide services to all on an economically sound and sustainable basis.

Even where the poor can get access, connection fees are
often a huge part of their family income. A family cannot get an official connection if they do not own title
to the land – especially if they are living illegally in
“squatter areas”. In Zambia, for example, the cost for a
house connection is often the same as two months income for a poor family.

In 2010 the UN General Assembly declared that access
to safe water and sanitation is a human right. Governments and water utilities have a responsibility to provide this right.

Women and girls bear a heavy burden where they do
not get regular piped water at the household. Collecting
water takes up a good part of their day, and carrying it
is a heavy physical burden, especially for young girls.
The time needed keeps women from being able to generate income, and girls from attending school. Collecting water or using public sanitation facilities at night is
dangerous; women have been violently attacked.

2010 – UN Human Rights Council
“… the human right to safe drinking water and
sanitation is derived from the right to an adequate standard of living and inextricably related
to the right to the highest attainable standard of
physical and mental health, as well as the right
to life and human dignity”.

Why are there so many people in urban areas still
without adequate access?
Is it really impossible to provide clean water and
adequate sanitation?

B. The Importance of Service to the Poor

Decision makers at utility and government level often
tell us it is impossible. They say “we need external funding”; “the poor will not or can not pay for services”; “we
have to have intermittent supply because there is a water
shortage”; it is a social welfare problem, not a problem
of utility management”; “if we reduce leakage to 20% it
is enough, it is not worth trying to reduce it more”.[3]

Poor families often pay more for water than rich families. In some countries, there is an increasing block
tariff, designed to help the poor. These do not always
work: since many low-income households include more
people, they use more water and thus pay for water at a
higher tariff level.

In actual fact, it is a challenge, but it is not impossible
to provide services for the poor. Serving the poor can
bring more customers, which can in the long run increase revenues.

Many urban poor families pay more than the rich because their only source of water is from private water
vendors. When urban services are extended to them,
they are willing and able to pay because it can actually
lower their costs.

There are many examples worldwide where utilities
have provided water to the urban poor even under conditions of water shortages, lack of external funding, and
even lack of government support.

Vendors charge high prices for several reasons. Vendors
need to make a profit – whether they have a small system of their own or are re-selling water purchased from
official suppliers. Or sometimes they are just taking advantage of the situation – they are the only supplier so
they can charge high prices.

C. Building Blocks

The poor sometimes also have to buy bottled water
if they cannot get clean utility-provided water to drink.

Providing service to all is easiest with a supportive enabling environment based on government policies, regulations and good operational management by water
utilities.
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1. Enabling Environment
Under the enabling environment, government policies,
regulations and overarching principles provide guidelines for utilities and a monitoring framework.
Social welfare policies identify the poor, determine
what services they are entitled to, and encourage or
mandate service providers to provide them with services. Utilities do not have the ability or mandate to determine who is poor but they do have the responsibility to know who is connected and who is not; and for
those not connected to know their source of water.
A regulatory body sets and monitors utility performance targets. This can be a Ministry of Water, or separate regulatory commission. If regulators include “service to the poor” as a performance target by which they
measure utilities, it will send a clear message that service for the poor is not only a priority, but a necessity.
Regulators and utilities need to operate with transparency, communicating with their customers about tariffs, service plans and programmes, water quality targets, and other operational matters.
The Spice in the Salad
In Zambia, volunteer consumer groups known as Water
Watch Groups have been established by the regulator
NWASCO to enhance transparency and accountability
in Water Supply and Sanitation issues.[4]
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Although utilities can sometimes influence tariff policies, in most cases these are set by government or regulatory bodies. Increasing the tariff increases revenues,
providing more resources for investment to provide
water for the poor - a virtuous cycle. Even if there is no
tariff increase, providing service to the poor and charging them for it can increase revenues.
In Manila, the unconnected poor once demonstrated
for an increase in the tariff because they knew that
was the only way there would be funds to get them
connected.

There is much controversy over the subject of tariffs,
what works, what does not. Each situation is different.

Utilities and regulators need to work together to analyse
the effectiveness of current tariff policy on the poor, on
sound utility management, and on water conservation.
Pro-poor policies vary from country to country, often
based on the country’s official signature on the UN
Declaration of water as a human right. In South Africa, for example, the water utility, by law, provides every
household, regardless of income or size, with a free
monthly allocation of 6 m3 of water.
Government policies and regulations can help or
hinder water utilities in providing service to the poor.
For example, in Zimbabwe, where there are frequent
power cuts, the government agreed to put water supplies on the “emergency list”. This means that when
there is no electricity, water supply continues. This increases consumer confidence and willingness to pay
water bills for regular water supply.
Most countries already have sound pro-poor policies in
place but some do not implement them effectively. Utility officials can be passive, waiting for government to
tell them “serve the poor”. Or they can be proactive, setting up programmes to increase service to the poor while
working with the government to improve pro-poor policies.
2. What can Utilities do?
As a utility manager, do you throw up your hands and
say “Well, it is up to the government to worry about
poor people?” Or “The government will not allow me
to increase my tariff, so my hands are tied.”
Utilities have varying degrees of influence on policies;
but it is their job to put policies into practice. Even
without a “perfect” enabling environment, which will
never exist, there are many actions a utility manager
can take to serve the poor.
The utility manager controls utility management processes:
 Financial and technical management: You can
save costs, save water, and provide services to more
households and businesses.
 Customer relationships: you can build the relationship and confidence between your company
and your customers.
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Your employees: You can develop your employees
as your greatest asset in working with customers,
old and new.
Distribution: You can extend your network and
hours of supply, striving for 24 hours a day, 7 days
a week service (24/7).
Billing and collection: You can develop easier and
creative approaches for payments and new connections.

Better management means improved water efficiency. This means more money and water available to extend services.
“There is no such thing as economic water
scarcity, only political water scarcity.”
Ek Sonn Chan, PPWA[5]
The Phnom Penh Water Supply Authority, between
1993 and 2009, increased the number of connections seven-fold, NRW went from 73% to 6%; collection efficiency rose from 48% to 99.9%; revenues increased from $300,000 to $25 million, with
an $8 million operating surplus. The PPWA conducted a major management reform and worked
with government to improve the enabling environment through tariff reforms, donor support and improved regulation. Internal reforms improved overall management, reducing NRW, improving operational production and supply costs.

Good management means good communication – with
your staff, with your customers (Please refer to the public involvement chapter). A utility with a deliberate
strategy to communicate with and involve customers,
especially in poorer unserved areas, will establish trust
with its customers. Trust provides the basis to work
with customers to develop creative approaches to provide service to the poor.
When you have the building blocks in place, what do
you do next to implement changes?
Everyone says “water is a human right” – but that does
not mean that is has to be free. So, the utility needs to
figure out how to provide it at a reasonable and affordable cost, and how to make sure the consumer will pay.

In Bangalore, India the utility set up a special unit
solely responsible for connecting the urban poor. It
was very successful.

First, you need to know what you are dealing with what questions to ask, where to start. Find out:
 Which areas do not have access?
 Where do the people in these areas get their water
now?
 How much do they pay for water now?
Engage the local community in gathering this information – either directly or through a local Non-Government Organization (NGO). Work with poor communities – discuss with them, listen to them, understand
their needs and provide for them.
You will be surprised, sometimes, at how much people
are willing to pay and how much they are willing to contribute in other ways. Make sure you consult the women
– they are the ones managing household water and sanitation – and often manage the household funds, too.
What are some practical and creative ways
to increase services?
Depending on the country context – water availability,
income, political environment, etc., here are some things
you can do:
 If you have any control over tariff, develop a system
that is equitable while not damaging service levels.
 Establish more public water points – then, at least
people will walk less and not have to wait as long.
 Sell water from public standposts at a cheaper rate
than water supplied at household level.
 Establish a public water point in someone’s home
(subsidized, or owner pays fully). He or she keeps
it clean and working and charges his neighbours a
small regulated amount for water.
 Subsidize house connections instead of water tariffs.
Be creative about financing. Establish payment plans.
Work with NGOs. Ask the private sector to sponsor
a number of households. Or ask companies to make
it part of their Corporate Social Responsibility programmes.
 Promote use of improved latrines or other appropriate sanitation. Use a business approach. Many house46-4
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holds are willing to pay small fees for clean, safe latrines. For example, Water for the Poor’s Sanitation
for Business Project “combines profit incentives for
small local companies with income generation programmes for poor households…(this demonstrates)
a shift from unsustainable, subsidy-based sanitation
toward sustainable, profitable sanitation services.”[6]
Provide sanitation services in institutions and public places.
Educate your customers. Make sure the poor understand the tariff system - e.g. increasing block - and
how they can use it to manage what they pay. Alert
them to water conservation measures.
Consult with private water vendors. Consider working with them instead of seeing them as a stumbling block towards providing for the poor. Partner
with them by providing water to licensed vendors at
regulated prices or employ the water sellers themselves to maintain a low price.
Provide education on sanitation and hygiene to
complement improved water and sanitation services.
Meter all customers so they pay according to what
they consume.
Monitor impact – develop indicators for serving the
poor. For example, the NWASCO in Zambia produces annual urban and peri-urban water sector
performance reports.[7]
Do not neglect water management within households with piped supplies. Post-meter losses and
water quality deterioration in the home can be substantial. Provide water audit services at cost, identifying water losses and contamination points. Work
with customers and non-governmental organizations (NGOs) to approach donors for funding for
household plumbing improvements.
Devise innovative revenue collection mechanisms.
Lump sum and/or pre-paid collection systems may
disadvantage the poor. Some consumers may find it
easier to pay small sums weekly or daily. For example, Nkana Water and Sewerage Company in Zambia has a pro-poor collection strategy, where customers pay K1000 daily, which adds up to a full
monthly payment of K30,000.
Raise external funding. Water and sanitation is becoming more prominent as a human rights issue.
Investigate alternative means of financing capital
improvements, including “micro-private sector participation (PSP)” contracts.

Micro-PSP and Output Based Aid in Yemen
In Yemen, only 56% of urban residents have piped
water in their homes. Most buy water from private
tanker operators at 10 times the price of piped water.
Under a new project funded by the Global Partnership on Output-Based Aid, private sector operators
will take on the operational and financial risks for
such outputs as: new or rehabilitated water supply
schemes, installing domestic connections and delivering water for a period of 3 months. The project administrators will pay the private operators only after
the agreed upon outputs have been delivered and
verified. Households will pay 50% of the connection
fees, with the remaining paid in installments.[8 ]

D. Special Considerations
Independent water providers provide supplemental or
sole source water supplies to the poor in many countries. While providing a service, they also can exploit
the poor if not properly monitored. In addition, they
can be a hindrance to any utility programme which
seeks to take away their customers.
Providers can be: water tanker operators, kiosk operators, household resellers, door-to-door water sellers,
small borehole owners (legal and illegal), and private
piped water suppliers.
They often have a strong influence at the local level,
supported by local business leaders. Thus, they can be
in a position to sabotage – physically or economically –
any pro-poor project of a utility.
Engage these providers in the early stages of any propoor programme. Consult with them to obtain their
input on new services. Keep them informed. Develop creative ways to keep them involved. They can provide water in unserved areas, provide water in any areas
when utility services are short or unavailable for a period of time, and can also help to provide hygiene and
health education. Encourage them to extend their services to sanitation in areas where there is no household
sanitation.
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In Zambia, the regulatory body, the National Water
Supply and Sanitation Council (NWASCO) regulates
water kiosks. Water kiosks deliver safe and reliable water
at affordable prices to residents of low-income areas.
They supply water within 5 minutes walk of households
at a fixed price which is the same as the lowest price
charged for water supplied through a household connection. The kiosk must display the water tariff. It also
provides space to display public health information (see
chapters on Public Involvement and HIV/AIDS). Kiosks have shelves which display other goods for sale such
as soap, condoms, small grocery items, providing an additional source of income for kiosk operators. 50% of
water kiosk operators are women.[9] As of January 2011,
800,000 Zambians (7 % of the population) rely on kiosks for their water supply.

II. Analysis
Ask yourself:
 Are there a large percentage of households in my
service area that still do not have water and sanitation services?
 Is the connection fee a barrier to the poor connecting to the utility piped supply?
 Do many consumers not pay their bills? In which
areas (poor, low service, or high service areas, or
both)?
 Is water supply intermittent? If so, do households
have adequate storage so they do not need to buy
from private vendors? Are their storage tanks a
health risk?
 Do many consumers get water from private vendors? Are they getting dirty water, causing them
health problems?
 Do we have defecation in the open or in unclean facilities in many areas of the city?
If you have answered “yes” to most of these questions,
then you may reap benefits by developing and implementing a plan to improve service to the poor.
If you need to obtain more detailed information for
planning, you can work with an NGO or university to
commission “participatory research” which will help

you to determine how best to improve service levels.
Research can be conducted with and for the community, and the researcher can make sure that the community knows the utility is supporting the research. This will
help to establish trust with future customers.
Share results of the research with the community, ask
for feedback and put the results on your utility website.
Monitor results periodically and report those results to
the community.
Most importantly, engage the community and civil society in the process – this may be the first level of contact with the un-served community and is the basis
for public involvement in planning and establishing
improved service levels. For example, in Ghana, the
Ghana Water and Sewerage Corporation conducts a
Social Infrastructure Audit in communities to identify needs. In one case, priorities were listed as: (1) drainage, (2) sanitation, (3) waste disposal, (4) water supply.
Armed with this information, the utility then proceeded to provide services in the order of importance to the
community.[10]

III. Examples
Zambia
In Zambia, each utility has a designated service area in
which they are licensed to operate. These areas have a
mixture of both rich and poor people. The utility has
no choice but to cover everyone in their service area.
The Water Supply and Sanitation Act No. 28 of 1997
provides for the creation of a basket fund to assist utilities with the initial service extension costs for providing water supply and sanitation. The government issued a statutory instrument (SI) No. 50 of 2001 for the
establishment of a Devolution Trust fund (DTF) under
NWASCO. The DTF was created in 2003 as a basket
fund specifically designed to assist utilities extend WSS
services to the poor. The DTF operates autonomously from the regulator. Since its establishment, the DTF
has raised about US$14 million in donor funding which
has been used to provide WSS services to 609,210 poor
people throughout Zambia’s peri-urban areas[11].
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Cambodia
In the Phnom Penh Water Authority (PPWA), management reforms increased the water supply available. The
government also supported the PPWA in making everyone pay. Everyone who previously got away with not
paying bills was required to pay. This increased PPWA
revenues. Then the PPWA initiated a campaign called
Clean Water for the Poor. PPWA worked with elected
community representatives who bought water and then
resold it to their communities.
Upon receiving external funding, the PPWA established a programme of subsidies and instalment payments for direct household connections. Customers received subsidized connection fees which could be paid
on site (instead of in the main office). They paid in
10-20 month instalments with low interest.
Poor households now save between $31 and $91 for
the cost of a new household connection, and there is a
steady increase in the number of poor households connected directly to PPWA supplies.
In areas where the utility has not yet provided access
to water, it sells water at a regulated price for resale to
“whole-sellers” who are licensed water vendors.

IV. LESSONS LEARNED
Listen to the poor. Do not assume you know their
needs. Keep them informed. When dealing with all
customers (and potential customers) successful water
utilities keep open lines of communication.
Do not just listen – ask for their involvement, include
them in your planning. Find out from the community what sort of service they prefer and are willing to pay
for. Provide them with all information including cost of
putting up the various options.
It is difficult to identify and target the poor. Government is responsible for defining who the poor are. Utilities can, however, work with government and NGOs
to help identify the poor and ensure they benefit from
pro-poor policies. Local community leaders are also in a
good position to help identify the poor.
The poor are viable customers - but avoid subsidizing
them through water bills. The connection fee is the better place. The poor must be sensitised on the tariff system and how it can benefit them. The poor should be
allowed to pay in instalments, in cash or even in some
cases, in kind.

Philippines
The utility manager of Bilibago Waterworks systems in
the Philippines increased water supply in a rural area
using a simple approach which can also work in urban
areas. He simply visited leaders and citizens of outlying towns and villages and asked if they would like to
have a piped water supply. He showed them the regulator’s schedule of tariffs, and then if they want piped
water and were prepared to pay for it, they got it. The
visit by the utility manager provided potential customers the confidence that they would really get what he
was offering.[12]

© giz 2012

Kenya

V. Taking action
Study the Needs of the Poor
What information would help you in planning a programme for the poor? If you are able to team up with
an NGO or obtain donor financing for a comprehensive
study, you can delve deeper into questions such as customer ability and willingness to pay, alternative financing, etc.
Attachment A provides a checklist of topics which
might be covered in a detailed survey.

Appendix B includes a case study on Pro-Poor Water
Sector Reform in Kenya.
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Serving the Poor Action Checklist

Handbooks or toolkits which will provide more detail on
notes covered in this chapter:



1












Conduct analysis of present situation, including
key stakeholders, use this to develop practical
solutions (policy and utility levels).
	List pros and cons of each option for improving
service – focus on those the utility can implement.
Engage community, civil society and small scale
water providers and sanitation sector in analysis and planning.
Engage policy-makers on issues needing policy
changes.
Review utility business and strategic plans to
incorporate recommendations from analysis.
Communicate with stakeholders at all levels on
all steps – let everyone know that pro-poor is a
utility priority.
Explore innovative solutions to financing and
engaging existing vendors.
Develop and implement action plans. Review
yearly and report progress to all stakeholders.

2
3

4

5

6

Arthur C. McIntosh. 2003. Asian Water Supplies: Reaching the Urban Poor,
International Water Association Publishing
http://www.partnershipsforwater.net/psp/tc/TC_
Tools/004F_Asia%20reaching%20the%20poor.pdf
Guidance manual - Our Water, Our waste, Our Town: How
NGOs and utilities can work together to provide water
for the urban poor, 2010. Wateraid
http://www.wateraid.org/documents/plugin_documents/
our_water_our_waste_our_town_manual.pdf
www.wateraid.org/urbanreform
Guidance Note on Services for the Urban Poor: A Practical Guide for Improving Water Supply and Sanitation
Services, Water and Sanitation Programme, World Bank
http://www.wsp.org/wsp/sites/wsp.org/files/publications/Main_Global_Guidance_Note.pdf
For a short, clear description of the tariff/subsidy issue,
see: UN Sustainable Development Innovation Briefs, 2007
http://www.un.org/esa/sustdev/publications/innovationbriefs/no4.pdf
For information on “output-based aid programmes”, see
site of the Global Programme on Output Based Aid.
http://www.gpoba.org/gpoba/

Country examples and references
1

2
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Attachment A

In-depth Study for Service to the Poor
Research Checklist
Data to gather:
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Service levels at local level – real, not planned
Potential and existing customer ability and willingness to pay
Existing mechanisms (NGOs, civil society) for the poor to express their opinion and be involved in planning
Existing attitude, priorities and confidence in the water utility
Data on tariffs, spending, water consumption among poor households – those connected to
utility, and those using private water supplies
Economic conditions of occupants of unserved areas.
Who else is providing water? Learn about them. What they provide in terms of quality, quantities and costs? How can they be included in any future plans so they do not sabotage it and can
fill in areas where utility does not yet reach? These could include:
› Water utility partnerships
› Resellers
› Carters and water carriers
› Tankers
› Private piped networks
› Individual household with water point in home
› Other informal mechanisms (neighbours, local businesses, etc.)
› Non-governmental organisations
Are there more water-borne and sanitation related diseases in areas where people have inadequate water and sanitation? (This requires more in-depth research by health experts, but this information can help with obtaining donor funding for projects).
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Attachment B

Kenya: Pro-Poor Water Sector Reform
The promotion of “informal” water and sanitation services in low income urban areas is often described as
“successful private sector participation” or “community management”, but does not provide adequate services
which are the legal responsibility of urban water utilities. These local systems have several disadvantages:
 The costs of providing water are often higher than
in larger scale systems which benefit from economies of scale.
 They cannot attract and retain professional personnel to operate them.
 They are prone to take-over by gangs and cartels
once donors dis-engage.
 They often use ground or surface water resources
without proper treatment.
 Informal service providers cannot fulfil minimum
standards, such as water quality testing, reporting,
etc.
Small scale informal systems have not helped to prevent
or ease the growing water and sanitation crisis. “Delegation” often makes it too easy for the utilities to remain
disengaged in regards to the urban poor.
Reforms in Kenya were instituted to ensure a pro-poor
and human rights based approach to water services. They
are integrated in the national water strategy, which includes separated management of water resources management from water service provision and a focus on public
involvement, including:
 Training on sector reform policies and strategies for
personnel of 17 new sector institutions.
 Water services have been commercialized (not privatized) through the establishment of autonomous
publicly-owned private companies managed on a
commercial basis.
 The Water Services Regulator (WASREB) enforces regulations and produces publicly available annual Impact Reports which compare performance







of water companies and the Water Services Board.
This provides “surrogate competition” which puts
pressure on the water service providers to continually improve service delivery.
Newly established Water Action groups provide a
strong voice to consumers, including the underserved.
The Water Services Trust Fund helps provide access
to an additional 400,000 people per year – a rate
which outstrips annual population growth.
The Water Resources Management Authority
(WRMA) involves users in managing water resources within their catchment areas, regulating
water flow.

Results
The implementation of the above reform measures has
improved and increased services to all, including the
poor, while also protecting water resources. Specific improvements include:
 Increased river flows due to the improved resource
management by the WRMA and stakeholders.
 Better performance and service levels, including increased access to water (see Figure 1).
 Consumers are more involved in improving water
through increased awareness and enhanced participation.
 The reforms have encouraged government and development partners to provide more financial resources for the water sector.

What is Still Needed?
The government commissioned a perceptions survey
to gauge the progress of reforms and better understand
customer priorities. The survey helps the government
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Fig. 1: Sector reforms has reversed decline in water
access (%) for urban settings (data from WASREB, the
sector regulator)
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delivery; availability of clean and quality water; affordable water and less/reduced shortages. In Narobi and a
few other cities, however, a large majority were not content with water pricing. This may be due to the fact that
a large number of consumers obtain water from vendors
in these areas. In Nyeri, satisfaction is greater, perhaps
due to a stronger water governance structure which emphasize pro-poor water provision.
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serve their customers. Some key results include:
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The majority of Kenyans (59%) are satisfied with
the provision of water and sewerage services.
Half of the respondents feel services are better now
than before.
Of those receiving piped water in urban areas, 63%
access it within their compound or the plot of the
main house and 20% receive water within 100 meters of their home.
A majority of respondents perceive that the water
received from water kiosks is clean (66%) and affordable (62%).
Overall, seven in ten urban water users have seen
positive changes in the way water is managed since
decentralization and commercialization.
Decentralization and commercialization of water
and sewerage services has improved key aspects of
water services, e.g. quality, availability and affordability. Approximately six in ten people stated that
water is affordable, 68% feel quality of water has
improved while 56% indicated they spend less on
water.
Key challenges still facing consumers are: water rationing and shortages, poor sewerage systems and
what consumers consider to be high water bills.

Overall, respondents were positive about reforms,
pointing out that achievements in provision of water
and sewerage services include: better and quality service

References
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Milgo (Technical Advisor) Water Sector Reform Programmeme of GIZ – Deutsche Gesellschaft für Internationale Zusammenarbeit GmbH, (formerly GTZ) in the Ministry of Water and
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water-management/the-water-sector-reform-in-kenya-isbearing-fruit.html
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Chapter 47

Non-Revenue Water
Management
“Expanding water networks without addressing
water losses will only lead to a cycle of waste and
inefficiency. Also, a high rate of NRW is closely
related to poor energy efficiency, since water
transported in networks is “loaded” with energy
through the distribution and treatment processes.
Therefore, reducing NRW is important to overall
efficiency and financial sustainability, since it
provides additional revenues and reduces costs.”[1]

I. BASIC CONCEPTS
A. Urgency for Action in Water Management
Water is vital for human survival, health and dignity and it is a fundamental resource for human and economic development.

© giz 2012

The reasons for urgency for action are:
 Increasing competition for and conflicts over the
limited freshwater resource due to growth in population, increased economic activity and improved
standards of living.
 Water withdrawals have increased more than twice
as fast as population growth and currently one third
of the world’s population live in countries that experience medium to high water stress.
 Pollution is further aggravating water scarcity by reducing water usability downstream.
 Climate change is affecting water resources.

in terms of water resources – but it also affects a utility’s
ability to earn revenues to support financial sustainability and control expenses. This chapter refers to the lost
water as Non-Revenue Water (NRW).
NRW consists of two major components:
 Physical losses when water leaks from the system
 Administrative losses when water is not billed
At the water utility level, the challenges[2] of reducing
NRW are best expressed by a vicious cycle: a utility has
high NRW which means it has lower revenues, which
means it does not have funding to fix the problems that
cause NRW and NRW increases.
Vicious Cycle of NRW
Expenditure is concentrated
on meeting increasing
customer demand.

Revenue decrease
and operational cost
increases.

All of these challenges emphasize the need for efficient
use of water resources and reducing water losses. Yet,
in many countries, utilities are not able to account for
large portions of the water they deliver – in some places even above 50%. Not only is this a cause for concern

Operational budget are
reduced in areas of
network maintenance.

NRW increases
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There are various challenges that contribute the vicious
cycle, including:
 Denial: The water utility denies the effects of NRW,
reasons like, “we meet the norm or standard NRW
figures, so there is no problem”.
 Illegal consumption: Utilities think that NRW is
mostly illegal connections resulting in unknown
consumption.
 Network age: The water network and associated systems need total replacement as they are very old.
 Political interference: Politicians don’t allow disconnection for non-payment.
 New installations are easier: Network capacity or
expansion is politically more important than rehabilitation.
 Skills competence: Our utility does not have the
right kind of staff.
 Intermittent/rationed supply: Keeps water losses low.

In order to address the situation of high NRW and
achieve required efficiencies, the water utility needs to
operate on a virtuous cycle in which NRW declines,
revenues increase, the utility has funding to invest
in system improvements and network extension and
NRW declines further.
Virtuous Cycle of NRW
Expenditure increased to
include operational.

Investments are made
in further NRW reduction programmes.

NRW decreases.
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B. NRW Management and Its Importance
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tion
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NRW Management consists of knowing what is happening with the water supplied and taking corrective
action to reduce water or revenue loss.
NRW Management offers the following benefits:
 Sustains water supplies and increases protection of
potable water supply
 Reduces energy and treatment chemicals costs
 Reduces water treatment and pumping costs
 Reduces wastewater treatment costs
 Defers capital expenditures
 Reduces damage to infrastructure
 Improve systems hydraulics and utility efficiency
 Reduces unauthorized usage
 Reduces potential claims due to water damage
 improves public awareness of water’s value
 Improves environmental protection.

Unauthorized

(cor-

Commercial

consumption

rect-

(apparent)

Customer Meter-

ed for

Losses

ing Inaccuracies and Non-

known

Data Handling Errors Rev-

errors)

enue
Leakage on trans-

Water

Water

mission and/or

(NRW)

Losses

distribution Mains
Physical
(real)
Losses

Leakage and overflows at utility’s
storage tanks
Leakage on service connections up

C. The Water Balance

to point of customer
metering
Figure 2: IWA standard international water balance & terminology

The first step in NRW Management is to understand
what happens to the water once it enters the network,
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using the correct performance indicators. The concept
is based on the work of the IWA Water Loss Task Force
(WLTF).
Drawing on best practice from many countries, the
IWA WLTF produced an international ‘best practice’
standard approach for water balance calculations with
definitions of terms. Figure 2 shows the IWA standard
international water balance and terminology[3].






Establishing an accurate water balance is essential to
the design of an NRW reduction strategy. The first
step is to prepare the baseline showing current levels of
water losses. This is done by carrying out a water audit.

The Caretaker Approach and Distribution System
Zones
A caretaker is appointed to be responsible for all
water supply activities within a given zone. … The
caretaker will report to an O&M supervisor at a
nearby maintenance depot… The caretaker is expected to develop a friendly relationship with the
people living in the zone and will” [4] take actions to
manage the zone that include reporting results, interacting with customers, reporting leaks and results, metering all customers.

Sometimes even the most basic information, such as
system input volume, average pressure or the number of
service connections, is not available. The process of calculating each of the water balance components will reveal such deficiencies. Utility management should then
take corrective action to close these data gaps and improve data quality. Using incomplete or inaccurate data
for the water balance calculation will not produce useful results.

© giz 2012

Conducting a water balance analysis starts with gathering the following information:
 System input volume
 Billed consumption
 Unbilled consumption
 Unauthorized consumption
 Customer metering inaccuracies and data handling
errors
 Network data
 Length of transmission mains, distribution mains
and service connections
 Number of registered connections
 Estimated number of illegal connections
 Average pressure
 Historic burst data
 Level of supply service (24-hour, intermittent, etc.)
Although the water balance is an important tool, lack of
data can make it difficult to quantify commercial losses
and to pinpoint the nature and location of physical losses. However, the water balance can be improved by:
 Identifying data gaps and taking corrective action
 Metering all supply and consumer connections

Calibrating all meters for accuracy and reading as
scheduled
Putting in place proper meter management
Analysing physical loss components, using network
information
Applying the District Meter Area (DMA) approach
in which leakage is determined after analyses of
night flows into one isolated zone. This allows the
utility to identify the sources of the water loss

D. Reducing Commercial Losses
Commercial losses, sometimes called ‘apparent losses’,
include water that is consumed but not paid for by the
user. Reducing commercial losses can often be accomplished quickly and effectively.
Commercial losses often occur due to:
 Meter reading errors
 Meter under-registration
 Water theft
 Water accounting errors
 Errors in customer information
Techniques for reducing such losses follow.
1. Meter Reading Errors
Meter reading errors can occur because of incompetent
or inexperienced meter readers, meters that are difficult
to read or corruption.
Training and motivating meter readers to record and report accurate information is essential. Then, rotating
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meter reading routes, close supervision and spot checks
can also help to improve the accuracy of readings, especially if used along with hand held data loggers.

Use the appropriate class of meter
•

Modern metering and billing systems such as Automated Meter Reading (AMR) not only prevent inaccurate
readings but can also pin-point areas for attention.

•

•

Impact of Meter Readers
Because meter readers are the utility’s frontline
in liaising with customers, their activities have an
immediate impact on cash flow

Use the right type of meter

2. Meter Under-Registration
Inaccurate meters tend to under-register water consumption which leads to reduced revenue. Meters seldom over-register consumption. Steps that a utility can
take to prevent or minimize under-registration are:
•
•

•
•

•
•

Choose meters that are known for quality and durability.
Choose the right size meter for the customer flow:
meters that are too large may not register all of the
flow.
Install meters according to manufacturer specifications in convenient locations.
Regularly monitor water quality and clean mechanical meters to promote accurate meter measurements.
Avoid intermittent supply.
Replace meters systematically, beginning with the
oldest meters and those in the worst condition.
The replacement period is usually between 8 and
10 years.

An initial focus on large customers, such as industrial or commercial users, may provide significant benefits
since they consume a larger volume of water and often
pay a higher tariff.

Class B meters are a good choice where water
quality is low as sediments will not greatly affect the meter.
Class D meters are more preferable where roof
tanks are used and water quality is good, since
they have a lower minimum flow specification.
Class C meters are a suitable compromise in
most situations, since they can measure low
flows better than Class B meters and are not
as expensive as Class D meters.

•

•

•

Positive displacement (PD) meters (15 mm and
20 mm) are commonly used for domestic and
small commercial installations.
Single-jet and multi-jet meters are more accurate for small commercial and industrial installations that require 20 mm to 50 mm sizes.
Electromagnetic meters are the best choice for
sizes 100 mm and above.

3. Water Theft
People steal water primarily by making an illegal connection to the network or tampering with the meter.
Techniques to reduce water theft include:
• Use tamper resistant meters
• Remove meter by-passes
• Find and reduce illegal connections
• Use seals that indicate tampering has occurred
• Prevent illegal use of fire hydrants
4. Water Accounting Errors
The success of meter reading, billing and collecting depends on accuracy, check and balances and diligence.
The goal is to ensure that:
• All people who use water are connected and in the
utility’s information system
• Usage is metered accurately
• Meter readings result in accurate bills to customers
• Billed amounts are collected on a timely basis
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At any step in this process, inaccuracies or errors will
result in NRW. Steps to improve accuracy and eliminate error are:
• Conduct customer surveys to make sure that every
user is a registered customer and that the utility’s
records are accurate as to address, name of owner,
customer number and meter information.
• In areas of suspected high commercial losses analyse flows to pinpoint problem areas.
• For each billing cycle, compare the usage metered
to the usage billed.
• Ensure that all billed amounts are collected.

Total annual volume of leakage from mains =
Number of reported bursts x Average leak flow
rate x Average leak duration

If no detailed data are available, utility managers can
use approximate flow rates from Table 1.
Table 1: Flow rates for reported and unreported bursts

A robust billing database is one of the key elements of
minimizing accounting errors. State-of-the-art billing
software has built-in analysis functions that can identify potential data handling errors or zero readings and
report them for verification.

Location of
Burst

Flow Rate for
Reported Bursts
[l/hour/m pressure]

Flow Rate for
Unreported
Bursts [l/hour/m
pressure]

Mains

240

120

Service connection

32

32

Source: IWA Water Loss Task Force

Checks and Balances
If the same people are in charge of metering, billing and collection, there is an opportunity for corruption. Divide the responsibilities and monitor to
make sure that amounts metered, billed and collected match.

Background losses are individual events (i.e. small leaks
and weeping joints) that flow at rates too low for detection by an active leak detection survey.
Table 2 shows background losses from various components of the network with average infrastructure condition.

E. Understanding and Estimation of
		Physical Losses

Table 2: Calculating background losses

1. Reasons for Physical Losses
The three main components of physical losses include:

Mains

9.6

Liters per km of
mains per day per
meter of pressure

Service connection:
mains to property
boundary

0.6

Liters per service
connection per day
per meter of pressure

Service connection:
property boundary to
customer meter

16.0

Liters per km of
service connection
per day per meter of
pressure

Location of Burst

(a) Leakage from Transmission and Distribution Mains
While large leaks or bursts are usually visible, smaller
leaks can exist for a long time before they are located –
and they can result in significant water losses.

© giz 2012

It is possible to estimate the amount of leakage by using
repair records to identify the number of leaks in the last
year and then multiply by an estimated flow rate.

Liters

Unit of Measure

Source: IWA Water Loss Task Force
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Excess losses include the water lost from leaks that are
not detected and repaired under the current leakage
control policy:

Excess Losses = Physical losses from water
balance - known physical loss components

2. Developing a Leakage Management Strategy
The volume of physical losses tends to increase as the
distribution network ages. But the rate of increase can
be controlled with a leakage management strategy.
The four pillars of a leak management strategy include:
(a) Pressure Management

•

•

If this equation results in a negative value for excess losses, the assumptions for the physical loss
component analysis (e.g. values for leak durations)
should be rechecked, and if necessary, corrected.
If the value is still negative after rechecking the assumptions, this indicates that faulty data was used
in the water balance calculation. For example,
utility managers may have underestimated system
input or overestimated commercial losses.

(b) Leakage and Overflows from the Utility’s
Reservoirs and Storage Tanks
This leakage is easily quantified because most overflows
occur at night when demands are low, making it essential to undertake regular night observations of each reservoir.
Observations can be done either physically or by installing a data logger which will record reservoir levels automatically at preset intervals.
Leakage from tanks is calculated using a drop test
where the utility closes all inflow and outflow valves,
measures the rate of water level drop, and then calculates the volume of water lost.
(c) Leakage on Service Connections up to the
Customer’s Meter
This type of leakage is usually invisible and leakage surveys are needed to identify them. Utility managers can
calculate the approximate volume of leakage from service connections by deducting the mains leakage and
storage tank leakage from the total volume of physical
losses.

The higher or lower the pressure, the higher or lower the
leakage. The relationship is complex, but utility managers can initially assume a linear relationship (10% less
pressure = 10% less leakage).
There are a number of methods for reducing pressure
in the system, including variable speed pump controllers and break pressure tanks. The most common and
cost effective is the automatic pressure reducing valve or
PRV - installed at strategic points in the network to reduce or maintain network pressure at a set level.
Pressure management in its simplest form requires zoning by elevation, but the trend is towards more sophisticated pressure management, where marginal pressure
reductions and the avoidance of pressure fluctuations
are the main objectives.
(b) Repairs
The length of time a leak is allowed to run affects the
volume of physical losses, so repairs should be completed as soon as possible once a leak is detected. Repair
quality also has an effect on whether the repair is sustained.
Key issues to consider when formulating a repair policy include:
• Efficient procedures from the initial alert through
to the repair itself
• Availability of equipment and materials
• Sufficient funding
• Appropriate standards for materials and workmanship
• Committed management and staff
• Good quality of service connections - service connections are often the ‘weakest link’

47-6

IV_47_fin_dh.indd 6

14.01.13 20:11

Chapter 47 ›› Non-Revenue Water Management

(c) Active Leakage Control
Active leakage control involves monitoring flows into
zones – or district meter areas (DMAs[5]), measuring
the metered usage, and analyzing the results to identify
potential leaks. This analysis is often followed by initiatives to find and fix leaks.
(d) Asset Management
The objective of asset management is to tackle leaks in
the most cost-effective way. This requires priority-setting and decisions on whether to repair, replace, rehabilitate, or leave the assets as they are, while simultaneously implementing pressure management and improving the operation and maintenance programme.
The critical factors of asset management are:
• Understanding how assets are currently
performing
• Identifying the risks of asset failure
• Assigning a value to each risk
• Determining the probability that each risk will
occur

mance Management and Regulation chapters in this
Guidebook are related references.
Performance indicators help a utility:
• Better understand water losses
• Define and set targets for improvement
• Measure and compare performance
• Develop standards
• Monitor compliance
• Prioritize investments
1. Performance Indicators
A good performance indicator is clear and easy to understand and it has a rational basis. It is easy to calculate using data that the utility gathers regularly. Tools
such as decision trees are available for managers to select appropriate performance indicators for their utility’s needs and operating context, as illustrated in Figure 10.
Specify:
Number of service connections
Length of mains

This knowledge then translates into setting priorities to
fix those assets with a high risk of costly failure.

Calculate:
Density of service connections
per kilometre (km)

These four pillars must be implemented
to reduce physical losses.

The costs of leakage management (especially repairs)
can often be high, requiring significant investment.
However, these costs can be less that developing and
delivering new water sources.

Use litres per
service connection per day

no

Density ‹ 20
yes
connections/km

Use litres per
km pipe mains
per day

Figure 10: Decision tree to select performance indicators (Source:
Malcolm Farley and Stuart Trow, Losses in Water distribution
Networks, IWA Publishing, 2003)

© giz 2012

F. Performance Monitoring
NRW is a measure of a utility’s efficiency in terms of
both operational performance and financial performance. Managers, policymakers, regulatory agencies,
and financing institutions use NRW performance indicators to rank the utility’s performance against industry standards and other water utilities. The Perfor-

NRW has traditionally been expressed as a percentage
of input volume but this can be misleading: it favors
utilities with high consumption, low pressure, and intermittent supply. In addition, it does not differentiate
between physical losses and commercial losses.
Appropriate indicators of physical losses include:
• Liters per service connection per day
47-7
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•

Liters per service connection per day per meter of
pressure
Liters per kilometer of pipeline per day;

•

•

•

Recommended indicators can be found in the NRW
Source Book [6].

•

The Infrastructure Leakage Index (ILI)[7] is an excellent
indicator of physical losses; one that takes into account
the ways that a network is managed. The IWA, which
developed the index and the American Water Works
Association (AWWA) Water Loss Control Committee
both recommend this indicator. It is best used in comparing the performance of one utility with another.

The IWA Water Loss Task Force is also developing a
performance indicator for commercial losses similar to
the ILI. The indicator uses a base value of 5% of water
sales as a reference, and the actual commercial loss
value is calculated against this benchmark. This is the
Apparent (Commercial) Loss Index (ALI).

Table 3: Physical loss target matrix
Techni-

ILI

Physical Losses [liters/connection/day]

cal

(when the system is pressured) at an

Perform-

average pressure of:

Apparent Loss Index (ALI) = Apparent loss value
÷ 5% of water sales

ance

Developing Countries

Developed Countries

Category

10m

20

30

40

50

A

1–2

<50

<75

<100

<125

B

2–4

50–

75-

100-

125 –

100

150

200

250

100–

150-

200-

250 –

200

300

400

500

>200

>300

>400

>500

C

4–8

D

>8

A

1–2

<50

<100

<150

<200

<250

B

2–4

50–

100 –

150–

200–

250 –

100

200

300

400

500

100–

200 –

300–

400–

500 –

200

400

600

800

1000

>200

>400

>600

>800

>1000

C

D

4–8

>8

Category B: Potential for marked improvements.
Consider pressure management, better active leakage control and better maintenance.
Category C: Poor. Tolerable only if water is plentiful and cheap, and even then intensify NRW reduction efforts.
Category D: Bad. The utility is using resources inefficiently and NRW reduction programmes are
imperative.

2. Performance Monitoring
As with many other endeavors, performance monitoring is essential to the success of the NRW programme.
It allows managers to track progress against plans,
budgets and expected results in the form of performance indicators. It also allows them to take corrective
action when performance is lagging behind expectations or exceeding budgets.
To do this, managers must have the means to collect accurate data the means to compile the data into periodic
reports. The reports must compare actual results to expectations (budgets and targets) as well as to prior periods to understand trends.
Some utilities take the extra step of forming an NRW
audit team made up of people who are not involved in
implementation. This team checks the accuracy of data
and monitoring reports and recommends ways to improve performance.

Source: World Bank Institute

Utility managers can use the matrix, shown in Table 3,
to guide further network development and improvement:
• Category A: Good. Further loss reduction may be
uneconomic and careful analysis is needed to identify cost-effective improvements.
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II. Analysis
It is probably fair to say that most utilities in the world
can benefit from an NRW management programme.
The question is the extent of the potential benefit. Ask
yourself these questions:
• Does our utility recover all of its costs?
• Is our utility able to deliver sufficient quantities of
water at sufficient pressure to most of its customers?
• Does our utility have sufficient water supplies?
If you answer “no” to these questions, you may want
to think about taking action to start controlling your
NRW, reaping higher revenues and putting your utility
into a virtuous cycle.

III. Approach
Here are steps you can take to develop and implement
an NRW Management Plan.[8]
Step 1: Gain support for an NRW Reduction
Programme
NRW reduction programmes require resources and time
– and these are often scarce. That is why the first step is
to outline an NRW programme and gain the support of
utility leadership and customers by showing the anticipated benefits.

© giz 2012

Step 2: Establish an NRW Team
This team performs the analysis, develops a strategy, recommends interventions and oversees implementation. It
is best when the team includes members from each operational department, including production, distribution, and customer service. Choosing the right members
promotes ownership and also builds consensus by senior
management.
Step 3: Calculate the Water Balance
The Water Balance will show the magnitude and the
areas in which the NRW is occurring. The detailed
process of establishing a water balance is described in
the NRW Source Book.[9]

Step 4: Set NRW Reduction Targets
Once the magnitude of NRW is understood, the team
sets a realistic target for NRW reduction, taking into account the utility’s other goals, policies and resources –
and any targets established by the regulator.
The utility needs to determine optimal NRW, optimal
physical losses, optimal commercial losses, optimal
meter replacement frequencies, optimal leak detection
survey frequencies, actual losses, and impacts on utility
revenue and water supply coverage.
A financial model[10] helps utility managers and regulators to establish NRW targets and to optimally allocate resources to NRW management. Ultimately, use of
the model will help save water, increase utility revenues,
expand coverage, and reduce health and economic impacts.
Step 5: Identify NRW Reduction Projects
Undertaking pilot projects to demonstrate the effectiveness of the NRW may be a useful way to start because they will generate lessons learned and demonstrate
the value of the NRW reduction strategy. Pilot projects
cover smaller areas that are still large enough to test the
NRW strategies.
The types of projects can vary from improved metering
to better customer accounting to full-scale repair and rehabilitation of the network and customer service connections.
Step 6: Prioritize NRW Reduction Projects
Most utilities often face scarce resources, whether in
staffing, equipment or funding. The potential projects
will have different levels of pay-back, impacts on service,
timing, etc. Prioritizing is the way to select the projects
that will have the greatest overall benefit and to decide
on the timing of when projects are accomplished.
Some projects may reduce NRW significantly but will
have a high cost. Others may have a lower cost and
lower reduction – but can be accomplished more readily
because resources are available. Gains from doing these
projects may generate additional revenues which can
then be used to accomplish the more expensive projects.
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When estimating the economic value – or cost/benefit
of NRW projects, consider the following:
 The additional revenues that will be generated
owing to higher volume
 The reduction in operating costs that may occur
 Improvements in service delivery
 The costs of implementing the project

Step 9: Sustain the Gains of an NRW Reduction
Project
NRW management is a continuous process – even after
the initial gains are made. It requires vigilance and attention to make sure that leaks are eliminated when they
occur; all customers are legally connected and billed; all
uses are tracked, etc.

Some benefits may not be easily quantified – such as the
benefits of more hours of supply. This calls for setting
priorities. With a list of priorities and estimated project
costs, the team can prepare plans for implementing improvements.

IV. Examples and Exercises
Example from Kafubu, Zambia

Step 7: Planning and Approvals
In order to gain resources, the team will need an approved budget that is approved by the utility leadership.
When developing an NRW plan, remember that reducing NRW is not a short-term process. Some activities may span years rather than months. Timeframes between four and seven years are reasonable - any less is
ambitious, and any more will not be as cost-effective.
In preparing the budget, the team must identify costs
that may include:
 Staffing for both direct NRW works (e.g. leakage
technicians) and indirect support (e.g. procurement
staff)
 Equipment installed permanently (e.g. DMA meters) and those used on a day-to-day basis (e.g. leakage detection equipment)
 Vehicles and equipment to maximize the productivity of staff
 Planning, design, construction and commissioning
of equipment.
Step 8: Implementation and Monitoring
As the projects take place, it is a good idea to monitor
both the costs and benefits and compare them to budgets and NRW targets. This will demonstrate the benefits
of NRW reduction and build support for the strategy. It
will also allow the team to take action to improve performance as needed.

In Zambia, in 2009, NRW plans were implemented in
Kafubu Water and Sewerage Company (KWSC).
In 2007/2008, non-revenue water for KWSC was 48%[11]
and showed an urgent need for the implementation of a
large scale water conservation programme to ensure continuous supply and avoid costly infrastructure investments.
KWSC management chose to reduce water losses and
apply the standards developed by the International
Water Association (IWA) and its Water Loss Task
Force (WLTF).
The NRW project objectives were to:
 Evaluate each water supply system in terms of operational performance and identify the main reasons
for water loss based on the IWA water balance and
key performance indicators
 Develop recommendations on possible interventions for each system with cost implications and potential benefits
 Prioritize interventions to provide a short, medium
and long term implementation plan
KWSC identified key challenges to address all NRW
components:
 The missing basics for the NRW reduction programme, such as 100% metering, repairing of visible leaks, etc.
 Leakages in transmission, distribution & customer
premises
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Unmetered consumption in low cost areas
Wastage, uncontrolled usage in form of watering
gardens
Unmetered water production facilities



The concrete pipe supply main from Nakaputa reservoirs
was a major source of leakage, through the joints which
are difficult and costly to repair.










Interventions were discussed, prioritized and refined
into activity plans that became part of strategic plans
and budgets. The following were recommended as key
actions:
 Seek funding to implement short, medium and
long-term interventions
 Focus short term interventions on fixing visible
leaks and performing a proper analysis of the supply
system
 Plan medium term interventions on metering and
billing of consumers
 Schedule long-term interventions as general improvement of the supply system and customer
awareness
Once metering started, revenue collection improved
steadily. Results and benefits include:
 Consumers are now billed for amounts actually
consumed.
 Collections doubled from an average of US$17,000
per month before metering in July 2009 to
US$36,000 in December 2009.

Water supply coverage has improved from 60% to
almost 100%.
Metering has enhanced customer willingness to pay
Extra water saved in Lubuto is now supplied to surrounding areas.
Due to the metering programme, there has been
an increase in the general pressure in the low lying
areas.

Leakage Control

Practical Exercise
Description of your task: Ndandi Water and Sewerage Company has recently been formed to provide water
supply and sewerage services to town of Ndandi. The
town of Ndandi has been zoned and DMAs established.
Take DMA-Characteristics from Table 6:

© giz 2012

Table 6: Characteristics of the DMAs in Ndandi
DMA

Water supplied to DMA
(m3/year)

Length of
distribution
mains (km)

Number
of connections

Consumption
in the DMA
(m3/ month)

Average
pressure
in the network (bar)

Water supply hours/
day

Number of
reported
bursts per
week

Mwengu

7,300,000

200

4,000

330,000

6

12

10

Senanka

9,125,000

210

4,300

300,000

6

12

7

Nsefu

20,075,000

300

990,000

3

6

8

Masite

25,550,000

410

13,000

1,050,000

3

19

14

Mpefu

7,300,000

200

4,000

330,000

6

12

10

Ndaluma

9,125,000

210

4,300

300,000

6

12

7

10,000
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60% of bursts are reported. Bursts on service connections are not all reported and represent 80% of the unreported bursts. The water balance results show physical
losses of 19,100,000 per month.
Your position: You have just been employed in the Water
Utility and have been informed that water supply is erratic and sometimes water supply is untreated. Some
parts of the town receive water through rationing and
other parts receive none at all despite having a water distribution pipe network.
The reason people give for inadequate water supply service is lack of financial resources. Consumers are willing
to pay for services as long as the services are acceptable
and improved.

Appendix A provides the answers to the exercise.
The other appendices provide these additional examples:
 Appendix B: Yemen - Managing Administrative
Losses through Improved Customer Service Management
 Appendix C: Jeddah - Saudi Arabia – Streamlining
Leak Detection and Repair through Improved Business Processes and Private Sector Partnership
 Appendix D: Morocco – NRW Methodology in
Action

V. Lessons Learned
NRW management pays two dividends: more water
and more revenue.

Your Tasks
1. Calculate the annual volume of leakage from the
mains as a result of bursts.
Hint: First calculate total bursts (reported and unreported) in each DMA; then use Table 1 (Attachment A) to determine approximate flow rates of the
bursts on mains (and on service connections for later
use). Assume an average leak duration of 36.5 days
(10% of the year). [Please note that leakage is possible
only during water supply hours]
2. Calculate the background losses.
Hint: Use Table 2 (Attachment A) to calculate the
background losses. Assume a lenght of 600m of the
service connection from property boundary to customer meter.
3. Calculate excess losses and explain the result.
Hint: Excess Loss can be calculated as explained
above.
4. Calculate the NRW from the DMA approach.
Hint: Calculate the percentage of water consumed
(per year!) to water supplied for each DMA and
overall.
5. Calculate the Commercial losses.
Hint: Deduct the total physical losses (on mains and
service connections as determined in question 1)
from the total consumption.
6. Identify the type of loss that is most significant.

Surprisingly, many utilities experience high NRW – as
much as 50%. At the same time, their countries usually
face high investment costs to develop new water sources and transport the water to customers. It is common
sense to reduce NRW before spending precious resources on expensive new infrastructure.
Successful NRW programmes:
 Start with the full support of leadership
 Create ownership among staff
 Gain funding for metering, repairs, leak detection
and incentives to motivate staff
 Have an NRW Team that represents key departments
 Carefully collect data to calculate an accurate water
balance and determine realistic interventions
 Prioritize interventions into short, medium and long
term based on level of importance and availability of
resources
 Select a pilot area where prioritized interventions
can be implemented and lessons learnt that can be
up-scaled to other areas
 Monitor results and fine-tune approaches
It is possible to have NRW that is less than 10%.
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Attachment A

Solution to the Exercise - Physical Loss
1. Calculate the annual volume of leakage from the mains as a result of bursts
The first step is to calculate the number of reported and unreported bursts on both the mains and services connections. The total annual volume of leakage from mains is equal to number of reported bursts multiplied by average
leak flow rate multiplied by average leak duration.

Total annual volume of leakage from mains = Number of reported bursts
x Average leak flow rate x Average leak duration

Since no detailed data is available, use the standard IWA recommended figures in Table 1.
Table 1: Flow rates for reported and unreported bursts[12]
Location of Burst

Flow Rate for Reported Bursts
[l/hour/m pressure]

Flow Rate for Unreported Bursts
[l/hour/m pressure]

Mains

240

120

Service connections

32

32

Let,		
		
		

B = total number of bursts
R = reported bursts
U = unreported bursts

Thus, B = R + U
Let also,
		
		
		

Rm = reported bursts on mains
Rs = reported bursts on service connections
Um = unreported bursts on mains
Us = unreported bursts on service connections

From information provided,

© giz 2012

60% of bursts are reported; this means that –
		 R = 0.6 B or
		 B = R/0.6
Substituting B for R in equation (1), we get –
		 R/0.6 = R + U or
		R=1.5U
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Bursts on service connections are not all reported; this means that all reported bursts are on the mains, thus
		 Rs = zero
		 Rm = R
80% of bursts are unreported bursts; this means that
		 Us = 0.8U
		 Um = 0.2U
Tables 2 and 3 below show the results obtained using the above relationships.
Table 2: Estimation of number of bursts on mains and service connections
DMA

Reported per week

Unreported per week

Mains (R)

Service (R s)

Mains (Um)

Service (Us)

Mwengu

10

Nil

1.3

5.3

Senanka

7

0.9

3.7

Nsefu

8

1.1

4.3

Masite

14

1.9

7.5

Mpefu

10

1.3

5.3

Ndaluma

7

0.9

3.7

All Utilities

56

7.5

29.9

The number of bursts is converted into number of bursts per year and flows are converted from litres/hour/m pressure to m3/year by taking into account water supply hours per day and operating pressure to estimate leakage on the
mains.
Table 3: Estimation of annual leakage on the mains
DMA

Number of burst
reported per year

Estimated number of bursts
unreported per year

Mains

Mains

Service

Reported

Unreported

Total

Service

Leakage on mains per year (m3/ year)

Mwengu

520

69

277

3,279,744

218,650

3,498,394

Senanka

364

49

194

2,295,821

153,055

2,448,876

Nsefu

416

55

222

655,949

43,730

699,679

Masite

728

97

388

3,635,050

242,337

3,877,387

Mpefu

520

69

277

3,279,744

218,650

3,498,394

Ndaluma
All Utilities

364
2,912

49
388

194
1,553

2,295,821
15,442,129

153,055
1,029,477

2,448,876
16,471,606

From Table 3: annual leakage on the mains is estimated to be 16,471,603m3.
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2. Calculate the background losses.
Use Table 4 below to estimate background losses for various components of the water supply system:
Table 4: Calculating background losses[13]
Location of Burst

Litres

Unit of Measure

Mains

9.6

Litres per km of mains per day per metre of pressure

Service connection: mains to
property boundary

0.6

Litres per service connection per day per metre of pressure

Service connection: property
boundary to customer meter

16.0

Litres per km of service connection per day per metre of
pressure

Table 5: Estimation of Background losses
Length
of distribution
mains
(km)

b.
Number
of connections

c. Average
pressure
in the distribution
network
(bar)

d. Water
supply
hours
per day
(h)

Background losses per year (m3)
On service
On
On service
connection:
mains
connection:
property
mains to
boundary to
property
customer
boundary
meter

Mwengu

200

4,000

6

12

21,024

26,280

420

47,724

Senanka

210

4,300

6

12

22,075

28,251

452

50,778

Nsefu

300

10,000

3

6

7,884

16,425

263

24,572

Masite

410

13,000

3

19

34,120

67,616

1,082

102,818

Mpefu

200

4,000

6

12

21,024

26,280

420

47,724

Ndaluma

210

4,300

6

12

22,075

28,251

452

50,778

All Utilities

1,530

39,600

128,20 2

193,103

3,089

324,395

DMA

Total

The total volume of background losses is 324,395 m3 per year.
3. Calculate Excess losses and explain the result.
Excess losses is given by
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Excess Losses = Physical losses from water balance - known physical loss components

Where, Physical losses from water balance = 19,100,000m3 per year and
Known physical loss components = leakage from mains + leakage on service connections + background losses
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We need to estimate the leakage on service connections as we have already estimated the leakage from the mains
and background losses. Table 6 shows estimated leakage on service connections per year where the estimated leakage is 1,098,107 m3/year.
Thus, the known physical loss component = 16,471,603m3/year + 324,395m3/year + 1,098,107 m3/ year or
17,894,105m3/year.
Excess physical losses = 19,100,000m3/year - 17,894,105m3/year or 1,205,895m3/year.
The positive result indicates that the assumptions made in the estimation of physical loss component were acceptable and that further assumptions in determining the water balance were also acceptable. A negative figure would indicate the need to review leak durations (when experience from operations is used), and if it still remains negative, it
becomes an indicator of faulty data.
Table 6: Estimation of Leakage on service connections per year
DMA

Number of burst
reported per year
Mains

Service

Estimated number of bursts
unreported per year
Mains

Services

Leakage on service connections per year
(m3/ year)
Reported

Unreported

Total

Mwengu

520

Nil

69

277

Nil

233,226

233,226

Senanka

364

Nil

49

194

Nil

163,258

163,258

Nsefu

416

Nil

55

222

Nil

46,645

46,645

Masite

728

Nil

97

388

Nil

258,492

258,492

Mpefu

520

Nil

69

277

Nil

233,226

233,226

Ndaluma

364

Nil

49

194

Nil

163,258

163,258

All Utilities

2,912

Nil

388

1,553

Nil

1,098,107

1,098,107

4. Calculate the NRW using the DMA approach
NRW is given by the equation, DMA NRW = Total DMA Inflow - Total DMA Consumption.
The NRW for each DMA and overall NRW for the utility is determined by applying this equation and converting
the DMA consumption from m3/month to m3/year. Table 7 shows calculation of NRW by DMA.
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Table 7: Calculation of NRW by the DMA approach
NRW

Water supplied
to DMA
(m3/year)

Consumption in the
DMA (m3/ month)

Consumption in the DMA
(m3/ year)

m3/ year

%

Mwengu

7,300,000

330,000

3,960,000

3,340,000

46%

Senanka

9,125,000

300,000

3,600,000

5,525,000

61%

Nsefu

20,075,000

990,000

11,880,000

8,195,000

41%

Masite

25,550,000

1,050,000

12,600,000

12,950,000

51%

Mpefu

7,300,000

330,000

3,960,000

3,340,000

46%

Ndaluma

9,125,000

300,000

3,600,000

5,525,000

61%

3,300,000

39,600,000

38,875,000

50%

DMA

All Utilities 78,475,000

5. Calculate the Commercial losses
Commercial Losses are equal to NRW – Leakage, assuming that un-billed authorized consumption is negligible.
Thus,
Commercial losses = 38,875,000m3/year - 17,894,105m3/year or 20,980,895m3/year
According to the IWA agreed standard indicator, commercial losses are expressed as a percentage of authorised
consumption. In this example, it is assumed that unbilled authorised consumption is negligible and the authorised
is 39,600,000 m3/year. Thus, commercial losses are 53% of authorised consumption.

© giz 2012

6. Identify the type of loss that is most significant
From the estimations above, commercial losses are more significant than physical. Targeting reduction of commercial losses can result in immediate benefits in terms of increased revenues.
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Attachment B

Yemen - Managing Administrative Losses through
Improved Customer Service Management[14]
Local Water and Sanitation Company – Aden
In order to reduce administrative losses, which can be a significant proportion of NRW, water service providers
need to take control of customer billing and service. In Jordan, for example, the Madaba Water Administration
used micro-PSP service contracts to improve customer billing and collection and reduce losses (see chapter on Private Sector Participation). In Yemen, the Local Water and Sanitation Corporation in Aden is currently undergoing a
complete restructuring of its customer service department as part of a larger reorganization exercise.
LWSCA has 1800 employees, serving 109,000 customers in the Aden Governorate, providing 89% coverage for
water supply and 77% for sewerage. The Operation and Maintenance System (OMS) Project, funded by GIZ, has
provided technical assistance to LWSCA since 2008 for restructuring and improving utility management.
LWSCA had several problems relating to customer service management, some of which caused the problem of administrative water losses:
› The new customer application procedure resulted in “disappearing customers”:
 The customer data base used log books, with manual entry only
 62 steps were needed for a new subscriber application
 New customers were identified from neighbor’s location, not established on maps in their own location
 Due to improper labor division, the work flow for adding new customers was inefficient
› The meter reading process was inefficient and left room for illegal water consumption:
 Meter readers had full monopoly in the process since only the meter reader knew the customer address
 There were no GIS base maps
 Many meters were unread, thus customers not billed
 Many bills were sent based on estimates by an Estimation Department
› There was no use of GIS data in:
 Maps
 Business processes of the customer service department
 Linking water and sewerage customer data bases
The end result of these inefficiencies was illegal water consumption, either deliberately or through lack of customers
receiving bills.

Establishing customer information systems
Utilities cannot reduce administrative losses if they do not have accurate data on their customers. LWSCA knew
that in order to control the part of NRW that was due to administrative losses they needed to identify and monitor
administrative losses as per international standards. In order to do this, LWSCA conducted the following progressive activities for one pilot zone:
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›
›
›

›
›
›

Customer Subscriber Survey (CSS) with preparation of base maps and identifying all customer locations;
Use the above information to establish a detailed Customer Information System (CIS);
Customer management restructuring, including:
 New customer applications
 Meter reading procedures
 Billing procedures including meter reading and reading assessment (estimated bills)
 Improving collection procedures
 Institute inspection and follow up procedures
Redesign of customer management business processes and meter replacement and monitoring;
Instituting advanced customer management tools
Administrative losses monitoring and control

All of these activities were based on centralized computer operations which included a total redesign of the pilot
customer service area and staff training. LWSCA analysed the results of the pilot project, then rolled it out to include all subscribers in the billing system in 2009 and kept it up to date.

Results
The introduction of IT tools to support business processes is the key to improving customer service management.
LWSCA, through instituting GIS systems for customer services, reached its target performance indicator of improved customer services, resulting in a reduction of administrative losses. Customer satisfaction improved and utility staff takes greater pride in their work, strengthening their commitment to managing scarce water supplies.

© giz 2012

The GIS system also allows all relevant utility functions to be linked, and therefore to support one another. The central Management Information System supports accounting, customer services, human resources, network management (relating to physical losses), operation and maintenance needs, and water quality monitoring.
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Attachment C

Jeddah, Saudi Arabia – Streamlining Leak Detection and Repair through Improved Business Processes and Private Sector Partnership[15]
In Jeddah, Saudi Arabia, the National Water Company (NWC) was established to provide water and wastewater
services in accordance with world class standards for the city’s 3.5 million inhabitants. To support the objectives
of the NWC, Acwa Power and Suez Environment operate the Jeddah City Business Unit (JCBU) through a 7-year
management contract, starting in 2008.
At the start of the Management Contract in 2008, customers received water from the network on average every 22.9
days, with approximately 65% of their supply from the city network and 35% from water tankers. Critical supply
disturbances occurred annually, especially during Ramadan and the Hajj. Through its operators (Suez Environment
& AcwaPower) JCBU established a dedicated Water Demand Division to define, plan and implement organizational practices and tools to deal with critical shortages and administrative and physical water losses. At the same time,
NWC was aiming to move towards continuous supply.
NWC, through the Water Demand Division, took a twopronged approach, focusing on establishing Distribution
Zones and implementing an aggressive leakage reduction action plan (see box). The establishment of 51 Distribution Zones will gave NWC the ability to manage,
step-by-step, the shift from rationing to continuous supply through monitoring and operation of zonal flows and
pressure in the network, including water balance calculations and night flow measurement connected to the central SCADA system.

Leakage Reduction Action Plan
•
•
•
•

Set up a centralized call center linked to field
repair teams.
Reorganised business process activities.
Created a 24/7 Operations Center for management of leak detection and repair.
Established of leak detection teams.

The Leakage Reduction Action Plan supported physical leak detection and repair as well as improved customer service management. JCBU trained and set up 20 privately contracted teams to identify visible leaks by routine “walk
the lines” inspection, reporting their location directly to the Operations Center. Several innovative technical approaches were used for invisible leak detection:
 For invisible leaks, JCBU implemented the Suez Environment methodology consisting of the of helium leak detection methodology. This consists of injection of helium into the upstream of a network. The helium dissolves in
the water. In the event of a leak, the water spread in the soil and he helium gas is propagated in the soil and slowly diffused in the air. Tracing of leaked helium starts the day after injection and can continue for 5 days. It allows
for tracing of leaking piles even when the network is empty due to the rationing schedule. JCBU implemented
two complete teams equipped with this technology.
 The Smart Ball leak detection system can be used on pressurized pipelines of 250mm or above diameter. A Smart
Ball is inserted into a pipe through a horizontal valve and travels into the water based on the pipe flow. It emits
scheduled pulses detected by recorders located on the surface, identifying leaks located by a miniaturized acoustic
system inside the ball.
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JCBU adopted a strategy of “leakage cleaning of the
areas” before the shift to continuous supply. This included providing water supply for a full week with constant pressure monitoring and multiple methods of leak
detection. Once the leaks were all repaired, then the
new Distribution Zone was pressurized.
These technical operations were combined with setting up a central Operations Center focusing on leakage
linked to the upgraded Customer Call Center. The Operations Center is a central tool in managing this process, with responsibility for verification and validation
of complaints, identification of exact location of complaints, generation of work permits for doing repairs
from necessary authorities (municipality, police, etc.).
The Operations Center also developed a unified system to work closely with the contractors responsible for
leakage repairs through the implementation of a Real
Time System called SERTA allowing JCBU to locate,
assign and follow up the work orders in real time.
Through the combination of a more efficient Operations Center and leak detection teams, JCBU has decreased the monthly leak repair time from 145 hours
(for 350 leaks repaired) at the beginning of the contract to 30 hours (for 1,205 leaks repaired) at the end
of 2010.

© giz 2012

Mobile leak detection unit in Leipzig, Germany
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Attachment D

Morocco – NRW Methodology in Action
Night Flow in Ain haroun District
Fez, Summer 2006

In Morocco, NRW and water conservation is included in the national water policy. The methodology of NRW focuses on a hierarchy of actions based on the principle of ‘best value for
efforts/money”. Utilities focus on the type and
location of the greatest losses.

Flow (m3/h)
50
48

Before NRW action

46
44

For example, the Office National l’Eau Potable (National Office of Potable Water, ONEP(*))
identified the main causes of NRW, as:
 Technical losses
• Inaccurate water meters
• Acts of vandalism and fraud
• Outdated and aging pipes and connections

42
40
38

After NRW action

36
34
32
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30
3:15

3:00

2:45

2:30

2:15

2:00

1:45

1:30

1:15

1:00

0:45

0:30

0:15

ONEP implemented an action plan in small and
medium cities which included:
• Facilities and network monitoring through
night flow recording and leak detection
programmes
• Replacing meters more than 10 years old,
using only Class C meters
In the Fez medina (old city of Fez), the aggressive programme of RADEEF(**) resulted in a
25% drop in water demand between 1991 and
1996. Night flow in one district (Ain Haroun),
dropped by about 20%.

(Adapted from ACWUA NRW Conference, Rabat, January 2010)
*ONEP: National wide utility for water and waste water in
small and medium cities
**RADEEF: water, waste water and electricity utility in
Fez City
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