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Background of the workshop

The dialogue and training program of GIZ supports the implementation of reform processes in the water
sector of the MENA region. It contributes to an integrated and efficient use of scarce water resources, as well
as on improvement of reliability of watsupply in the region. In this context, regional actors of the water
sector will be strengthened with regarddiecisionmaking and responsibilityFurther,extensive contextual
knowledge about changeanagement within the utilities will be provided and &ée&hange about good

practices in the MENA water sector will be intensified.

In the subproject "Water Integrity in Water Utilities in the Maghgelthe competence of the water sector in

Morocco and Tunisia is to be strengthened in ordénpwove good governance, encourage compliance

actions and promofEAP (transparency, accountability and participatidierefore the two pilot utilities

Sockété Nationale dExploitation et de Distribution des Eaux (SONEDE) and Office National de L'Eig&tri

et de L'Eau Potable (ONEE) were invited to join thesrdject. The aims of the suproject are as follows:
1 Awareness and training on water integrity at the different level

Focus on TAP (transparency, accountability and participation)

Water integriy analysis with management and staff

Water integrity action plan to address departaiased levels

Priority water integrity initiatives (small, smart and beautiful)

Implementation by partners, with coaching by ACWUA regional experts

Feedback to ACWUAnembers at conferences.

=A =4 =4 4 4 =4

Within the framework of theubproject aworkshop on«Performance indicators and benchmarking» was

held in Tunis, Tunisia on June 23n#@4th, 2014 17 participants were invited to joithe workshop

Theobjectiveof the workslop was to support the development of a system of performance indicators to
track and monitor compliance within thater Integrity plans. The indicatadsvelopedshould be
applicablefor both internatontrollingwithin thecompanies as well as fexterral comparisons between

companies (benchmarking).

The documentation of thautput from thevorkshop is subject of thsocument
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Most important results

Specificresults to establish a system of performance indicators and measuremeiridoth organisations
have been reached:

1 The workshop gave an overview abetdtus quo and the outcome of the risk analysis done by
SONEDE and ONEE.

1 An overview on thénternational experienogith water integrity was given. It shows:

0 There are currehltonly a fewperformance indicatsion output and outcome wfater
integrity planddentified and used in the industry.

0 Checklists aralso an appropriate measure.

o In addition, eternal(customer)or internal(staff) surveys may be consideredaas
appopriate tool

1 Goals of measuring are clarified. Measuring the output, outcome and impact of water integrity plans
will

o0 help both organizations to establish transparency and hereby security on compliance,
0 improve the drafted action plans
A monitor theirdevelopment
A support learning
A help prioritisation of actions
0 give credibility for the whole organisations
o facilitate comparison to international standards

1 Main process owner for reporting measurementsiefieed(DCGB at SONEDE and Risk
management deparémt at ONEE).

1 Intotal 26 measures or performance indicators are proposed by the workshop for four processes
(human resourcesecruitment procurementcommercial water meterintpilling, projects
managementworks planning and supervisioservicefor third parties).

1 Exchange of good practices in water integrity between different utilities is seen as necessity of
participants. Thus, Benchmarking may become a tool for SONEDE and ONEE to improve their

compliance with regard to water integrity standardhe future.

By working on above results the worksheyaluated also status of workespecially:
1 Although the risk analysis carried out can be considered a sound fundament for all further steps

within the project, the presented results also made cleeeutrentlyonly apreliminary (work)
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statuds achieved. In particular, identified risk need to be harmonised by a central coordinator and
reviewed whether they are related to water integrity or not.

1 Not all of the indicators for each risk area have been properly discussed due to the lack of time in the
workshop and not all risks have been covered, yet. Thus, the group work may be considered as a
measure of building awareness with respect to definenfippnance indicators.

91 In particular, the indicators need to be reviewed regarding the definitions of the data variables from
which they are calculated and generally checked if compatible to criteria of a controlling system,

especially regarding relevamcavailability and reliability of information.

Therefore, a separate session focused on general implementation barriers and possible solutions. This work

helped to identifynecessary next stepswhich are:

9 Harmonization of the internal risk analysisdogentral project team for each risk area.
1 Supplementation of additional measures for each pregessvaluation
o Evaluation and supplementation for each process @ledrance with alinternal
departments involved.
o Decide on use of checklists, surveysl possible necessity to audit
Definition of monitoring and reporting tool (especially at SONEDE)
Templates for reporting

Final approval of system

= =4 -4 =4

Pilot test

Above steps will be reached if followirsgiccess factorgre taken into account:

1 A (smaller) internal project team should address these issues, having enough (time) capacity to
realize the goals.
1 Final approval of the monitoring program needs to be done by top management.

1 Raising awareness of necessity and clear management commitargggement priority is needed.
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Documentation

1. Opening session

Obijectiveof the session:

To get in touch with each other.
Deliverables
1 Welcomemessage by SONEDE a@NEE
T Rules for the workshop
1 Obijectives andgenda of the workshop
1

Introduction ofparticipants and expectations

According to the agenda of the workshop (Figure 1), the morning of the first day was scheduled to discuss
status quo and the practical experience of the watsgrity programmeat SONEDE and ONEE as well as

to look at the international experience with measuring water integrity.

Agenda of the workshop

1 Opening session

2  Setling the stage

3 International experience

Why and who will measure?

5 What measurements to apply?

6 Implementation barriers

- I N R R B
IS

7  Benchmarking and next steps
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Figure 1: Agenda of the workshop (left side ¥ day, right side 2" day)

The afternoon sessions of the first day and the morning sessions of the second day are supposed to discuss
water integrity related performance indicators based on thamalgsisthat has been carried out by
SONEDE and ONEE. Finally in the afternoon s&s®f the second day implementation difficulties and next
steps are to be discussed.

Most of the expectations expressed from the participants (Figure 2ainemdycovered by the agenda of

the workshop. The issues below were expected by the participdrgscovered in the workshop to some
extendat least

definitions of performance indicators on water integrity

modernisation of internal procedures related to water integrity within the utility

how to communicate on water integrity performance

experiencavith water integrity between SONEDE and ONEE

international experience related to measurement of water integrity

interaction betweeresponsibility for society and thveater integrity related activitiesf an utility
general possibilities to measure risks

possibilitiesto include water integrity indicators in risk management

differences between general performance indicators and indicators related to water integrity

=A =4 =4 4 =4 -4 4 -4 -4 -4

performance indicators for a water integrity benchmarking initiative
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1 implementation of a war integrity related monitoring programme
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Figure 2: Aims of the workshop participants
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2. Setting the stage

Obijectiveof the session:

Overview aboustatus quo and the outcome of the risk analysis done by SONEDE and
Deliverables

1 Presentation of the approach and methodology
9 Firstresults ofrisk analysis
9 Prioritisationof the identified risks

In this sessiomoth, representatives of SONEDE as well a©NEE gave an overview about the status quo

and the outcome of the risk analysis. Both describedapipeoach and methodologised as well as the
identified risk for each risk area. Although the risk analysis carried out can be considered a sound fundament
for all further steps within the project, the presented results also made cleartbatlyonly apreliminary

(work) statusis achieved. In particular, identified risk need to be harmonised by a central coordinator and
reviewed whether they are relatedwater integrity or not. The preliminary results had béisnalisedby

the workshop facilitators before the workshop in order to show how identified risks can be prioritised
(Eisenhower matrix Please see thappendixof this document where matrixes for each identified risk area

have been attached. This figures can be used for internal communication (e.g. with top management) as well.
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3. International experience

Obijectiveof the session:

Learn about the internatial efforts related to monitoring of water integrity
Key question:
9 Discussion abouhe situgion at the international level and theperiences from other cotries
andsecors related tomonitor water integrityagnd compliance aspects

1 exanples of what an be monitored and how this can be done

Thesessioron international experience was presented by aquabench. It sambw&riseds follows.

An overview of internationatéxperienceelated to water integrity monitoring was given. It was pointed out
that different aspects (output, outcome, impact) are monitored. For this, different tools (e.g. performance
indicators, checklists surveys) are used.

The figure belonsummariseshe mainfindings from the available literature to water integrity.

+ Number of + Compliance
trainingsT programme
« Participants in monitoring#Audited
Training™ - aquaratingAudited
« Anti-Corruption-
Index
* Number of + Compliance * Customer
complaints’ programme Satisfaction
monitoringAudited surveyT”
+ Employe survey'
= Annotated Water
Integrity Scan
(AWIS)A
= Benchmarking = aquaratingAudited = Customer
+ aquaratingAudited Satisfaction
surveys’

= Employe survey”

Figure 3: Summary of monitored aspects and how compliance with watentegrity plans can bemeasured
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Theinternational experienogith water integrity monitoring shows:

1 There are currently only a feperformance indicatsion output and outcome wfater integrity
plansidentified and used in the industry.

1 Checklists aralso an appropriate measuféey areespeciallyneededor measurement of outcome
(and they are more reliabléhen externahuditors are involved).

1 In addition, eternal(customer)or internal(staff) surveys may be consideredasappropriate tool
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4. Why and what to measure?

Obijectiveof the session:

Discus some fundamentals of the planed water integrity monitoring programme at SONEDE and
Key question:

1 Why should compliance with water integritiansbe monitored at SONEDE and ONEE?
1 How should water integrity be monitored?

1 Who should reponvater integrity performance to whom?

In the beginning of this session, the reasons for monitadngpliance with watemnitegrity standards at
SONEDE and ONEE wemiscussedMeasuring the oput, outcome and impact of water integrity plans
will
T help both organizations to establish transparemclyaccountabilitand hereby security on
compliance,
1 improve the drafted action plans
0 monitor their development
0 support learning
0 help prioritisationof actions
1 give credibility for the whole organisations
i facilitate comparison to international standards
Communication of those reasons are important to convince management to put water integrity on their
agenda. Only this will ensure that sufficient reseuare assigned to the subject.
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Figure 4: Collated reasons by participants on the question why water integrity should be measured

Afterwards it was addressed, how the water integribnitoring program could be run within theaw
organizations after itnalization (Figure 5). The table belosummarsesthe currentonsiderations within
SONEDE and ONEE. Main process owner for reporting measurements are identified (DCGB at SONEDE
and Risk management department at ONEE). The skgmu showed the need for SONEDE to clarify used

tools for reporting. The facilitators stressed that a pilot should be launched in order to gain some experience
before the monitoring program is fully implemented. External support by a consultant maioe@zhas

well.
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Table 1: Planned structure of the water integrity monitoring programme

Who should be the
process owner of the
water integrity -
monitoring programme?

How should compliance
with water integrity plans
be monitored?

What is the intended
frequency of collecting
the data?

To who should be
reported?

SOCIETE NATIONALE D'EXPLOITATION
ET DE DISTRIBUTION DES EAUX

SONEDE

DCBG

1 Establish reporting
discipline
1 Tools are not defined ye

Currently there is no
consensus on this question.

Reporting is supposed to
addresdoth top
management level and the
external overseeing body
(ministry)

(AN TRy )

ONEE

Risk management
department

The water integrity
monitoring should be
carried out within the risk
managemendgoftware of
the organisation.

annual
Reporting is supposed to

addresghe top
management level.

Figure 5: Current structure of the water integrity program at SONEDE and ONEE
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5. What performance indicatoror measuresan be applie@

Obijective of the session:

Define performancendicators related to the identified risks in three of the risk ar
Deliverables

1 Set of performance indicators or measures for each risk area

In the beginning of this session the particiisawere assigned to different working groups based and their
position and the undertaking they are working vaitidl alsmbservinga mix ONEE-SONEDE in each
group The table below shows tllemposition othe groups

Table 2: Working groups and assigned participants

Measurement of risks in commercial process
Chef de Division a la Direction

Adam Jamal Maroc Régionale du Nord - Ouest
5ANBOGSdzNI £ Q! vy

Ziadi Mounia Tunisie qualité

Belhaj Hayat Tunisie Chef de division des structures

Ben rabah [weam Tunisie Chef de service Communication

Belkefi Nebil Tunisie Chef district Tunis Ville

Measurement of risks in Human Ressources process
Cadre ala Direction des Ressou

Safsafi MohammedMaroc Humaines

Habib Joumaa [Tunisie 5ANBOGSdzNI OSy (i N
Chef de division a la direction

Souissi Atika Tunisie Centrale de la bonne gouvernan
Directeur Territorial de la Gestior]

Frigui Amel Tunisie Financiére des Ressources
Chef de division recrutement et

Bahri Farouk Tunisie formation

Measurement of risks in Procurement process
Chef de Service ala Direction

Drhimeur |[MERIEM |Maroc Approvisionnements et Marchés
Chef de Division a la Direction
Bennadou [Ahmed Maroc Audit et Organisation
Fathi Chaieb Tunisie Directeur central de Travaux Ney
Chef division approvisionnemen
Hamrouni |Najib Tunisie nord
Directeur territorial des études e
Ben YAICH Mondher |Tunisie RSa y2N¥Sa sO2vy,
Directeur territorial des étudesd
Helali Mosbeh  [Tunisie nord et du grand TUNIS

Each group was supposed to work on measures for one risk area. Additorajopfacilitators worked

on fiservicefor third parties process
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Before the group work started an example of a possible performance indicator for a risk identified affecting

the recruitment process was worked tmgiethewith the participants of the workshop (table 3).

Table3: Example how to efine performance indicators for certain risks

risk warning sign indicator measurement

(no. of staffing based or

o job profile / total no. of quantitative
staffing is not based on i
_ _ _ staffing) x 100
predefined job profiles

Overstatement or Is a clear job profile o
. . qualitative
exaggeration in the available? (yes/no)
expression of needs neither a job chart nor a Are a job charnda
staff appointment schem: staff appointment o
qualitative

showing all current filled schemeavailable?
vacancies are available (yes/no)

Figure 6: Example from the table above worked out during the workshop

The groups archived the results below while working in their groups spanning from the afternoon sessions of

the first day to the morning sessions of the second day.
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91 Intotal 26 measures or performance indicators are proposed by the workshop for fessgsoc
(human resources : recruitment, procurement, commercial : water metering/bélivigefor third

parties).
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Branche Eau

risk warning sign indicator measurement
(no. of schedules
supposed to rotate not
respected / total no. of  quantitative

illicit understanding
betweercustome and

meterreader

readershot respecting the

principle of rotating
metering districts

schedules supposed to
rotate)x 100

(no. of readers not
respecting rotation / total quantitative
no. of readers) x 100

(no. of metering districts
not rotated / total no. of quantitative

metering districts) x 100

meter index falsification

waterbill amounts being

no. of disputed readings

regularly disputed by by customers / total no. quantitative
by the meter reader )

customers of meter readings

_ hints due to internal

fake meter readings _

whistleblowers

unusual drop in
meterreaders turning a "consumed" water volume
blind eye to water theft irregularities observed .

_ _ _ no. cases detected whicl o
evidence during meterreading or quantitative
have nobereported

groundchecks
modification of data by ( no. of modifications
meter reader after detected / totaho. of guantitative

reading

meter readings) x 100

data tamperingluring

processing oWvater bills

Password protected
access to billing software qualitative

(yes / no)

non-distribution of bills

complaints aboutilks not

received by customers
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Figure 7: Outcome of group 1 discussing risks related to water meteririgilling (commercial process)
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