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The purpose of the session was to practice the process of testing the standards. The session, facilitated by Mounir Zouggari, began by examining extracts of one standard; its objective, the performance indicator and analysis of success within a monitoring framework. The standard testing cycle consisting of the components to ‘plan, (objectives, criteria, performance indicators), do, check and act’ was undertaken by focusing on one standard – that of applying for a connection. The same process would be later replicated for all the standards outlined within ISO 24510, 24511 and 24512 at the country level and by examining the process for one standard, the participants were equipped with knowledge on the testing process later.

Observations and Discussion on ISO 24510 Extract

The participants were asked to first of all assess the clarity of the standard. They made the following observation

1. Titles require clarification; “Objectives of the service in respect of users’ needs and expectations” was viewed as ambiguous and was reworded. The same issue was noted in the wording of the other titles related to obtaining service; it was recommended that retranslation be undertaken to ensure clarity of understanding.

2. 4.3.1 Comments raised in respect to applicability of the standard

· Upon reflecting on the situation in the countries represented, the lesson that emerged was that in developing standards, one needs to think chronologically. In the absence of the network for example a connection implies more than a simple connection; it would require planning, studies, etc). The tool at this level is not a performance indicator, but a much broader action plan.

3. A question was raised in the wording of the objective, which stated that services would be provided within a reasonable amount of time. The query was in the term ‘reasonable’ to whom? By the standard of the user or the provider? It was clarified that in negotiating standards, the needs of different stakeholders with the different perspectives are taken into account. Most importantly, reasonable should apply to the user; not to the internal management procedures of the provider. Importance with ISO is that all the stakeholders must agree from citizens to service providers need to negotiate and agreed target. This is what the term reasonable means; 

4. Robin Simpson advised that during consumer negotiations however there is need to watch out for the ‘law of unintended consequences’ whereby consumers demand for enhanced performance indicators to their own detriment – not all timelines should be reduced.

5. The following observations were made as prerequisites to connections further complicating the construction of performance indicators e.g. the issue of service area needs to be considered; planning, budgeting, way leaves, if the premises request for service, there may be need for a site plan. In Ghana, the minimum distance of the line is provided by the applicant, together with a site plan – this can lead to further delays. Where the applicant is a tenant, this affects the time taken as the land lord may not be ready to provide the original plans. If the customer needs to cross the road, the municipality needs to be consulted. Also when it implies crossing somebody else’s land the process of way affects days are required.

6. It was observed that sites are not homogenous; rural / urban / peri urban; therefore the treatment is different. The level of service in a rural area may imply that receiving the service will require more than one year. The delegates were urged to consider the need for different approaches 

7. In summary it was observed that in developing performance indicators three levels of service need to considered separately; (i) Access to water – rural, urban, peri urban; a completely different notion of water. (ii) Connection – (iii) extension of the network

8. In handling consumers, standards should ensure that communication is clear; if an application cannot be responded to within a year, then the service provider needs to communicate this up front to the applicant. PIs should not be loosely applied because when frequently not attained, this discredits the service provider and the standards themselves.

Access to Water – requires an action plan and external variables come into play

Network Extension – requires an action plan and external variables come into play

Such as a survey, design, budget, procurement, construction. However it also will be determined by the size of the piping and existing design.

Connection – requires a performance indicator 

Need to separate strategic verses operational decisions related to connections.

Connection Performance Indicators 

The first stage is an action plan which considers the procedure (AP)

Deadline of processing
· Take application

· Site visit

· Cost estimation – at this stage the quotation is issued and is at the users disposal

The performance indicator is the number of days between the demand registration and the availability to the consumer of the cost estimation / quotation

Deadline of execution

· Issue of receipt

· Connection established and functioning

· % of complaints against the number of connections. Due to the fact that some of the complaints are not genuine or fair, when using complaints as an indicator, it is important to verify and analyze them. If there is no system of complaints then the number of complaints will be low. When the complaint system is in place then it raises the number of complaints considerably however this does not mean that the service has deteriorated. Complaint systems need to be both aural and written

The performance indicator is the number of days between the issue of the receipt and the functioning of the connection.

Experience in different countries

Benin

From the application to the quotation is 2 weeks. In Burkina Faso and Niger it is 3 days. The target is to reduce it to 5 days.

Uganda – National Water

From application, to survey to cost estimate it takes 2 days. If the customer complies the entire process requires 5 days

Moshi Water Supply

3 days processing and 7 days for execution.

Kenya

Within the drafts customer complaints procedure it states that within 10 days of an application a customer who cannot be provided with a connection should be informed, as courtesy 

	
	Zambia
	Tanzania

(Moshi)
	Kenya

(Nairobi)
	Kenya

(Kisumu)
	Ghana
	Malawi
	Uganda

(Kampala)

	Application to receipt issue
	5-7
	3
	2 
	5
	7
	3
	2

	From receipt to connection
	7
	7
	5
	8
	14
	14
	3


Proposed guideline for Kenya is 5 days and 5 days respectively

The situation usually varies across countries and within countries. Interferences occur regarding stock, equipment, transport.

Complaint systems in different countries

National Water in Uganda – They have a customer complaint tracking system. In Kampala is a call center with a poll center. The calls compiled through software and the data is disseminated to the utility and to the public. Outside of Kampala there is a record kept of the complaints. From the books which are generated a job cards are prepared for response. Complaints are analysed against technical and non technical e.g. high bills. At the end of the month a target of 100% response to complaints is targeted.

Time taken to respond to complaints

Complaints: Is there a system yes – needs performance indicator

No – Action plan in place

Nairobi Water and Sewerage Company – new software in place; customer is given a reference number and forwarded to the relevant department, and after a number of days if not acted upon, it is forwarded to the department supervisor. Plan to put in place call center. Register of complaints kept which is forwarded by memo to the relevant officer. Both written and spoken 

Ghana – call center, direct walk in, this is recorded and the action taken and when. There is not deadline for specific responses. End of month the complaints are analyzed as well as responses.

At the regulator level a report must be submitted a copy of this report. The consumers also have a right to comment on the satisfaction with resolution. Moshi – have software and analysis of the same as shared by Uganda

It was observed that the draft ISO standards require that methods of receiving and responding to complaints should be in place.

Act – Taking Action

A country may decide that 14 days turn around for an application is too long. That country can make a decision to adopt a standard that within 7 months it would be 7 days. They would then develop an action plan. What actions could be taken?

1. Analyze the problem; may require increase number of days of stock. Need to study the processes in the utility and produce a strategic responses.

Uganda – For new applications (i) improve staff competence in terms of training and effectiveness and provide consumer education on (ii) acquire all digital maps (iii) rationalize transport plan. In the execution of new connections (i) stock materials (ii) increase the number of contractors within 2 months (iii) cost the changes proposed 

Ghana (i) Field staff and inspection teams (ii) vehicles (iii) procurement planning to avoid stock out (iv) increase contractors who dig trenches this will reduce the number of weeks from 2 to 1. (v) budget and allocation

Malawi (i) Mostly unplanned areas; to reduce from 3 to 2 days(i) examine backlog (ii) procurement and stores to reduce the (iii) train staff but assess this against out sourcing (iv) increase frequency of inspection (v) provide additional transport (vi) increase teams (vii) determine costs and budget requirement

