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I. Context: International standards for improving the quality of drinking water and sanitation services and relations between the stakeholders involved in the management of these services

Technical Committee (TC) 224 of the International Standards Organisation (ISO) has contributed since 2001 to the development of three draft standards related to drinking water and sanitation. These ISO standards (ISO 24510, ISO 24511 et ISO 24512), for which the final versions will be published in late 2007, form the guidelines (i.e. recommendations) for facilitating the evaluation of drinking water and sanitation services, improving the management of these and ensuring better involvement of users in setting priorities.

Conceived with an eye toward maximum flexibility, these standards are destined to be universally applicable (in industrialized countries as well as in the developing world, in the major metropolitan areas as well as in small towns, and regardless of whether the service provider is a public entity or a private company). These standards will help the public institutions responsible for these services and their operators to improve service quality to achieve a level more in line with users’ expectations, expectations which will be specifically identified and defined, as well as better adhering to the principles of sustainable development.

It is important to point out that these are not certification standards, in the same vein as the standards of the ISO 9000 series. Their application is on a completely voluntary basis and the guidelines do not constitute a major constraint.

Among these three ISO Standards:

· The 24510 standard « Service for the User » is particularly destined to respond to users’ expectations in order to define the improvement in service levels based on expectations expressed by the users themselves. The 24510 standard’s approach is particularly original, since it focus the user and not the operator.

· The two additional standards, 24511 (sanitation) and 24512 (drinking water) are more oriented toward operators (who provide services) and toward regulatory authorities (who are directly responsible for service provision). The end goal is to improve the management and in so doing the level of service provided to the users.

These standards also provide a common vocabulary, which it is essential to adopt in order to facilitate discussions at the local level as much as to allow exchanges at the Pan-African level.

II. What is at stake: Verifying that the standards are appropriate to Developing Countries

These standards, which have a universal mandate, ought to be applicable in all countries and in all contexts. There are large disparities between the operational conditions for drinking water and sanitation services in industrialized countries and those in developing countries (DC). This is why an ad hoc group « DC » has been formed in parallel to the working groups responsible for developing the ISO 24510 / 24511 / 24512 standards. Its objective is to determine if the standards are applicable as-is in DC, and to make recommendations to improve their applicability in DC.

In order to anchor testing of the ISO standards in the reality of DC and of the stakeholders present, a test phase has thus been envisioned. A Moroccan-French tandem took the test initiative in Africa. A dozen or so sites should be selected to test the standards and results obtained with enable evaluation of the degree of applicability of these standards in the African context. Un pre-test of the usefulness of these new standards has already been undertaken in Morocco for two sites.

The initial step in this process is the development of the Test Methodology for these standards (2007), which will be followed by performance of the test (January 2008 – June 2010) which will be carried out, as much as possible, in the framework of a partnership between the partners of these test sites (municipality, operator and users) and their partner municipalities in industrialized countries.

III. Defining the Test Methodology

At the initiative of Morocco and France, in collaboration with the African Water Association (AfWA), a Pilot Committee has been formed in order to define the test methodology for the standards to assist in putting the test in place. This process is co-financed by Morocco, France (Ministry of Ecology and Sustainable Development (MEDD), French Development Agency (AFD) and Programme Solidarité Eau (pS-Eau) as well as the World Bank Institute (WBI). The process is coordinated by the ONEP and the pS-Eau who have called upon a consulting firm, Urbaconsulting, to provide technical assistance in the first phase of defining the methodology. Activities included in this defining phase are the following:

· Selecting the test sites

· Defining the test methodology and validating its content with the partners

· Defining the monitoring and follow up of the methodology implementation

· Defining the methodology to capitalize the results obtained after implementation of the global process

An essential element of this first phase is the organisation of two workshops in Rabat (May 2007) and Kampala (July 2007), for which the principle objective is to discuss and validate the proposed methodology in the most participative way possible.

IV. Status and objective of this document

This document forms the draft of the future « Methodological Guidebook » for performing the test of the standards in the selected sites. It is a working document, which has already been enriched by discussions held during the Rabat workshop in May 2007 and which will be improved further at the Kampala workshop. It outlines all the stages, which will need to be completed as well as the key phases of the test and its timeline. The document, in its final version, will form a rational set of instructions for implementing the standards, ready to be used by the test comities at the local level.

Let us recall that the standards concern all the stakeholders involved in the sector of water and sanitation services, including as much the operators and the responsible authorities as the users themselves. All of these parties will be called upon during the test phase in order to encourage the dialog between stakeholders that is one of the primary objectives of these standards.

V. Review of the standards’ objectives

· To provide the interested involved parties with guidelines for the definition and the evaluation of services provided as well as for the improvement of the management of public water and sanitation services

· To facilitate dialog between the parties interested in the implementation of the standards (primarily: users, public and private operators, regulators, local governments)

· To develop a shared understanding of the roles and tasks to fulfil which pertain to public water and sanitation services

VI. Review of the objectives for testing the standards

The testing of the standards forms part of a long-term process that began in 2001 and has led to the development of these standards by TC 224. Once they will have been approved (which should happen in the next few months) the standards will no long be open to modifications as such. The ISO procedure, however, provides for a review study after three years of application (in this case 2010), and the lessons-learned from the test will then be able to be integrated.

There are three objectives for the test of the standards as it is now proposed:

· To verify the applicability of these standards in developing countries, particularly in Africa. By applicability it is intended to discover: (i) if the standards are in fact considered useful by the interested parties; (ii) if the standards do in fact contribute to the improvement of services and management; 

· To build upon the test process for the standards at the African level in order to propose changes which would improve the adaptability of the standards to the specific context of African countries. These recommendations for improvements will be submitted during the review study which should take place in 2010;

· To develop an ISO Guidebook for the application of the 24510/11/12 standards specifically adapted to African realities, benefiting from the experience accumulated during the test phase and facilitating the promotion/dissemination of the standards at the continental scale.

VII. The workshops (French-speaking workshop: Rabat, May 2007 and English-speaking workshop: Kampala, July 2007)

Two workshops are planned during 2007 in order to contribute to the development of the test methodology for the standards. The content of the two workshops is identical, only the working language (and thus the target countries) differs. The English-speaking workshop will benefit from the work previously done during the French-speaking workshop, which will be held first.

During the two workshops, the proposals made in this document will be debated and validated with all of the partners in order to arrive at a consensus on a Methodological Report adapted to the particularities of the test sites.

The « French-speaking » workshop - Rabat, May 2007

The objectives of this first workshop, held in Rabat from May 22 to 25, were the following:

· To explain the philosophy and the content of the draft standards

· To debate the proposed methodology, to adapt it to the African context to improve it

· To verify the interest and the motivation of the local stakeholders to carry out the test

· To define the conditions for a quick roll-out of the tests

The workshop gathered roughly thirty participants representing 12 countries. As far as possible, each African country was represented by several types of stakeholders: service providers, local elected officials, users’ associations, regulatory bodies. This diversity of stakeholders (of whom some met each other for the first time) led to rich and open debates. The other workshop participants were experts from TC 224, several organisations participating in the standards tests: PDM, pS-Eau, WBI, ONEP, as well as the consultants recruited to support the development of the test methodology.

The results of this workshop were fruitful. They permitted:

· To clarify what the standards are, their objectives and their philosophy; 

· To set the test objectives for these standards;

· To define the role of the individual stakeholders/participants;

· To provide a road map for the participants, with a deadline of late July.


The « English-speaking » workshop - Kampala, July 2007

The second workshop will be held in English and will address the needs of the representatives of English-speaking sites selected to participate in the standards tests (Eastern Africa, Southern Africa as well as a few countries from West and Central Africa). The workshop will differ in that it will has a starting point version 2 of the test methodology that has been debated in Rabat.

The objectives of the Kampala workshop are the same as those of the Rabat worshop, but will also:

· Present an improved version of the methodology for applying the norms in the selected sites, following discussions held in the first workshop,

· Debate this new proposal and adapt it based upon the observations and critiques which will have been expressed by the English-speaking participants,

· Propose a road map for the next project deadline.

The participants of this second workshop will be selected according to the same principle of representativity of principal categories of stakeholders.

VIII.  The AfWA, an essential partner for testing the standards

The African Water Association (AfWA) plays an essential role in testing these standards. It put in place a 5th Scientific Committee during the meeting of the Scientific and Technical Committee (STC) in Tangiers in February 2007. This SC, named the « Standards Committee », has several objectives, foremost of which is to participate in and facilitate in the implementation of testing ISO standards in Africa related to water and sanitation services. 

The involvement of the standards committee in the draft ISO TC 224 standards was defined during the General Assembly of the AfWA in Tangiers in February 2007:

	Activities
	Expert’s Role
	Role played by the Standards Committee of the AfWA
	Deadlines

	
	
	Information
Validation
	Active Role
	

	1. Sample of test cities
	
	
	
	

	1.1. Definition of criteria / Table of theoretical configurations
	X
	X
	
	

	1.2. Cartography of existing cases
	
	
	X
	

	1.3. Weighting
	X
	X
	
	

	1.4. Choice of potential sites
	X
	X
	
	Late March

	1.5. Choice of workshop participants
	X
	X
	X
	Late March

	1.6. Investigation of criteria for Level II (Interest and motivation // Financing)
	X
	X
	
	

	1.7. Composition of the final sample
	X
	X
	X
	

	2. Monitoring System
	
	
	
	

	2.1. TC Experts’ seminar to define/frame the expert’s work
	X
	X
	
	

	2.2. Development of the initial version of the monitoring system
	X
	
	
	Late April

	2.3. Opinions, commentary and remarks on the monitoring system during the workshops
	
	X
	X
	May 22-25 (French-speaking)

July 24-27 (English-speaking)

	2.4. Adjustment of the monitoring system following the workshops
	X
	
	
	

	2.5. Opinion of the standards committee regarding the adjusted monitoring system
	
	X
	X
	

	3. Test Procedures for the standards

- Data collection

- Data processing

- Analysis reporting
	
	
	
	



The Standards Committee will also be fully involved in the phase of building upon the lessons-learned from the test, and then will have a role in the dissemination and the communication of the value of implementation of the standards.

IX. Participants’ Roles 

In order to ensure the coherence of the methodology at the scale of the whole of the group of test sites, and to permit the test to be carried out efficiently at the local level, it is crucial to precisely define the participants’ roles in the implementation of the test:

	Stakeholder
	Roles and responsibilities in the implementation of the test

	African Water Association and in particular the CST
	General coordination of the process and the expert’s services

Preparation of the Kampala workshop with INWENT and WBI

Programming and reporting (to and from) local Pilot Committees

Organisation of the standards dissemination

Regular regional meetings in the margins of CST meetings

	Outside expertise (pS-Eau, convener of the ad hoc group DC, members of TC 224, PDM, WSP, URBACONSULTING)
	Support of the AfWA in its coordinating role

Support of the Pilot Committees:


- for the organisation of the test


- in their relations with the ISO (development of guidebook…)


- expertise regarding the standard

	Pilot Committees at the level of each test site
	Coordination of test implementation at the local level and facilitation of the cooperation between the interested parties

	National ISO Committee et National Mirror Committee
	Support to the local Pilot Committees for the understanding of the standard of ISO processes in general



X. Introductory Remarks

The standards to test

For each test site it is proposed to test the ISO 24510 standard regarding the service for users plus the ISO 24511 standard for sanitation services and/or the ISO 24512 standard for drinking water services (the potential to test both the drinking water and sanitation standards will depend on the operator). Thus at each site, at least two standards should be tested (24510 + 24511 or 24510 + 24512 depending the sectors of activity of the operator) and if possible all three standards. The choice of the standard to test is made simultaneously with the selection of the test sites.

What does it mean to ‘test the standards’?

The ‘test of the standards’ consists of implementing the standard as is, including the associated action plans, for a time period sufficiently long so that it is possible to 1) measure the impact of the standard on the improvement of the service at the site in question and 2) draw conclusions regarding the comparisons between the different sites selected for the test.

The norms will not be applied completely because that would require the implementation of complex procedures, if not a complete reform of the services, which will not be feasible in the time allowed for this project, but the movement for the improvement of the services will be launched and, one would hope, continued beyond the test phase itself. The information systems used in the test framework will thus be those that currently exist, depending on changes and/or improvements of varying significance as a function of the activities undertaken by the involved stakeholders.

The limitations of test phase

It is important to clarify that the subjects of the test phase are in fact the standards themselves and not the water and sanitation services provided to the users of the test sites. Thus it is not meant to investigate whether for a given site the water and sanitation services are provided in a satisfactory manner, but rather if the application of the standards is carried out in conditions that will be deemed satisfactory.

On the other hand, it is to be remembered that the objective of the standards is the improvement of water and sanitation services: the test phase of standards implementation should contribute to attain this objective.

XI. Constraint for implementing the test

The constraints for implementing the test are the following:

· Finding sites where the local stakeholders are convinced of the value of the standards and are ready to free up resources to carry out the test (it is principally a question of human resources that will allow data collection, holding meetings, analysis of performance indicators, etc)

· Finding sites where it will be possible to obtain funding for the test phase (particularly provided by municipalities in industrially countries in the framework of decentralized cooperation/development assistance); this is not directly a criterion for selection but the availability of such funding will necessarily play a part in the composition of the final sample

· Defining a standards application methodology, which adapts itself to the different selected sites in spite of local particularities.

XII. The principal stages of the test

The test will normally be carried out in six stages:

1. Identification of the interested parties (users, relevant authorities, responsible institutions, operator(s), regulators…) and of the modes of interaction; Participative consultation

2. Joint analysis of the entirety of the standards; Definition of the objectives for the service / guidelines as a function of local constraints, objectives for improvement of the existing service, etc.; Identification of action plans; Choice of indicators

Initial partial evaluation of test implementation

3. Implementation of priority action plans and monitoring of indicators

4. Analysis of the impact of the priority action plans

5. Evaluation and global synthesis for generalisation: evaluation of the test phase at the local level, by involving the stakeholders themselves; generalisation on lessons-learned to support the global level of the initiative

6. Continued application of the standards in a potentially revised form







Stage 1: Identification of stakeholders

For each test site, it will first be necessary to precisely identify the different stakeholders. This stage will begin during the test site selection process. A stakeholder is: a person, group or organisation having an interest in the performance or the success of an organisation. These include, for example:

· The users and owners of buildings,

· The relevant authorities (organisations legally empowered to define general objectives: municipal/metropolitan/provincial governments, public institutions, public agencies, regulatory bodies),

· The responsible bodies (responsible for the provision water and/or sanitation services: local/municipal/regional authority, national or federal government, via the intermediary of a specialised agency or a private company),

· The operators (person or organisation who carries out daily activities necessary for service provision),

· The employees of the operator (in the sense that their interests could diverge from those of operator as an institution),

· The suppliers of external products/inputs and the providers of other services,

· The sub-contractors,

· The communities,

· Consumer groups and (activist) environmental protection associations,

· Financial institutions,

· Technical and scientific organisations,

· Public or private laboratories.

The identification of stakeholders should be carried out for both services, drinking water and sanitation, for which the stakeholders are assumed to be different.

Faced with the wide variety of stakeholders susceptible to intervene in the test phase for standards implementation, it is essential to undertake cursory mapping of the whole range of local level stakeholders. The goal of this mapping will be to identify in a first pass the most relevant stakeholders to participate in the test, as a function of criteria such as representativity, legitimacy, capacity, etc. The number of actors involved should be limited in order to avoid bogging down the process and to encourage direct involvement in test monitoring.

It would seem delusional to seek to involve all the stakeholders for each site and at the beginning of the test. It would appear indispensable, however, to sollicit at minimum the participation of the primary stakeholders:

· The users: to identify the representatives of these users (existence of a users’ association, investigation/study using a sample group of users),

· The national public institutions (sect oral oversight body for water and/or sanitation) as well as local ones (municipalities, district governments, etc.),

· The private, public or communal/associative operators, who are directly involved in service provision (this poses the problem of the status of infrastructure management trusts in terms of this classification)

· The regulatory bodies in as much as their status confers upon them a role to play in the verification of the quality of these services and the fulfilment of commitments made by the concerned parties of a contract (delegating authority and operator): the absence of a regulator should not however constitute an obstacle to the implementation of the test – consider for example the case of Senegal where regulation is successful ensured by the contract;

These stakeholders will be able to be grouped into a Test Pilot Committee. They will be responsible for the application of the oversight system for the site (such as it will have been defined during the test site selection phase).

As far as shall be possible, at each site a European municipal/territorial government will be involved as a partner, who will participate in the deliberations and provide support which could take several different forms (technical assistance, co-financing, etc.).

Stage 2: Analysis of standards content / Definition of objectives for improvement of services / Identification of priority action plans / Choice of indicators and design of monitoring system

The joint analysis of the whole standards is a tedious task but an indispensable one, for which the Pilot Committee could eventually call upon outside expertise (e.g. TC 224). 

This analysis will lead to the statement of a shared vision of objectives for improvement of service, which are, according to the definition provided in the standards, the reasonable expectations of the user for drinking water and sanitation services. These are,

For the ISO/DIS 24510 standard:

· Access to public water service,

· Provision of service,

· Management of the account and of billing,

· Promotion of good operator-client relations,

· Environmental protection,

· Safety and emergency management.

For the ISO/DIS 24511 standard:

· Protection of public health,

· Protection of the natural environment,

· Protection of the urban/public environment,

· Promotion of sustainable development.

For the ISO/DIS 24512 standard:

· Protection of public health,

· Attention to users’ needs and expectations,

· Provision of services (in both normal circumstances and time of crisis)

· Sustainability of the public drinking water service,

· Promotion of sustainable community development,

· Environmental protection.

The various stakeholders present will be encouraged to express themselves and their opinions will be taken into account in order to produce consensual documents by integrating the various issues, often divergent or contradictory, important to these diverse parties.

An analysis of the existing/initial situation will be established before the beginning of the test phase. The situation will be analyzed and characterized in such a way as to be able to measure precisely the changes that will have been instigated/catalyzed during the test phase. Also, the analysis of the gaps between this situation and the objectives to attain will permit selection of the points to improve.

This stage will be followed by the « identification of priority action plans » phase to fill these gaps. The plans will be developed once again through participative consultation with the concerned stakeholders in order that the end actions planned are both realistic and efficient.

Lastly, the choice of evaluation criteria and of indicators as well as the design of the monitoring system should be carried out as a function of the expected results. The performance indicators will need to be defined for each selected evaluation criterion. These serve to measure, in a clear and objective manner, a parameter in the hope of « evaluating the efficiency and the effectiveness of a public service in attaining its objectives ». The definition of performance indicators is a crucial step for the application of a standard. They should be defined while taking into consideration the variables that are available, reliable, objective and unambiguous.

Partial Evaluation

At the end of stage 2, it seems important to carry out an initial evaluation of the implementation of the test. Depending upon the material available at that time, one could envision beginning drafting of an initial version of the Application Guidebook for the standards and composing an initial group of proposals for changes to the standards’ content.

Depending upon the conclusions of this initial evaluation, particularly as a function of the challenges which will have been identified and of the stakeholders’ motivation, it will be decided whether or not to continue the test. 

Stage 3: Implementation of priority action plans / Monitoring of indicators / Coordination with the African level and the external partners

Once all of the performance indicators have been identified, the test pilot committee will have the role of putting in place the monitoring system, or if it already exists, to verify that it is working properly and to make any eventual changes. The monitoring system should be efficient, and some interventions will probably be necessary to allow/make it perform optimally and to adapt it to the standards’ test.

It is during this stage that obstacles to the application of the standards will be identified. Actually, it is possible that some performance indicators will require putting in place complex procedures in order to be able to obtain reliable and verifiable data. These procedures should be created then applied in each of the services concerned. In practice, the rule of pragmatism will prevail.

If this stage appears likely to be very constraining in terms of the monitoring systems to put in place, it will provide in return certain improvements in the level of operations of these services: by pointing out known problems which have not before been clearly identified; by identifying unsuspected dysfunctional elements, by proposing solutions for improving services.

The test Pilot Committee, in spite of the good intentions of its members, will not necessarily be able to provide, alone, all the human and intellectual resources for the implementation of the test. It will be necessary to provide support at the local level to aid the Pilot Committee to implement the test and to ensure the calculation and monitoring of the performance indicators that will have been chosen. A general coordination of all the sites will also need to be provided.

The funding for these action plans is completely distinct from the funding of the test of the standard itself.

Stage 4: Analysis of the impact of the priority action plans

An evaluation of the activities undertaken will allow an update on the progress made. It is planned to return to Stage 2 in order to go about an update of the shared vision and the action plans. This stage is facultative and will depend largely on the progress made in the implementation of the priority programs for each site.

Stage 5: Evaluation, global synthesis and generalisation / Participation in the composition of the Standards Application Guide

Local level evaluation

A local level evaluation is crucial in order to collect the opinions of the stakeholders involved in the test of the standards. They could comment on their perception of the standard, its utility, the constraints implied. The level of interest in continuing to apply the standards after the test, or to the contrary the preference to discontinue the activity, will be a relevant indicator of their usefulness as well as their level of adoption in the operational framework of the services involved.

It will be interesting to note the effects of the implementation of the norms: have improvements already been observed? Or rather, are the standards definitely unimplementable in their present form, are they poorly adapted and sources numerous constraints for few or no improvements in the operations of the services. 

A questionnaire, developed in multiple versions depending on the stakeholders, will be proposed at the conclusion of the test phase in order to evaluate the stakeholders’ perception of the changes brought by the implementation of the standards. An analysis of the final situation will be established, using the same criteria as those used in the analysis of the initial situation.

Building upon the results

The results obtained in the course of the test will be built upon:

· By evaluation the responses given by the stakeholders at the end of the test (as explained above)

· By analysing the improvements obtained in the operations of the services (differences between the initial situation and the final situation)

Depending upon the results, it will be possible to evaluate what have been the advantages linked with the implementation of the standards, as well the disadvantages encountered. Conclusions will be drawn in order to determine under what conditions the standards are applicable, the most favourable configurations for their application, eventual incompatibilities …

An overall analysis will make a judgement on the necessity, or no, to request changes in the standards and, if need be, will present proposals for changes.

Participation in the composition of a Standards Application Guidebook

The opinions of test participants will be sought during the « Composition of the Standards Application Guidebook » phase in order to take into account their experiences and to produce a very practical document, perfectly adapted to issues in African developing countries.

Stage 6: Continuing with standards implementation

At the conclusion of the test phase itself, for which the evaluations will be carried out and conclusions will be drawn as to the applicability of the standards in developing countries, it is of course extremely preferable that process continue, with the definition of new action plans to carry out, while keeping as a focus the improvement of water and sanitation services. The improvement of the service is a long process, which never really ends …

XIII. Provisional Planning for the test phase (which will begin in early 2008)

Months 1 to 3: identification of the interested parties and creation of the test Committee; 

Months 3 to 4: analysis of the standards content; definition of objectives / evaluation criteria and associated performance indicators; 

Months 4 to 5: collection of available data, taking advantage of the human resources found in the Pilot Committee;

Months 5 to 6: evaluation of the initial situation and determination of the « zero value » for each of the performance indicators that will have been selected as relevant

Months 6 to 24: application of the standard (implementation of the procedures in order to obtain reliable data with which calculate the performance indicators); the principle is that standard should be tested for 18 to 24 months (if possible coinciding with two successive accounting periods in order to have reliable and stable financial data)

Months 24 to 26: evaluation of the final situation and analysis of the contribution of the standard to the improvement of the service; in parallel, elaboration of recommendations to the ad hoc group for changes to make to the standards as a function of the specific constraints/difficulties at each site, whether they reflect, or no, African realities

Months 26 to 30: centralisation of the results from the whole of the group of test sites by ad hoc DC group: global synthesis of the results obtained at the test sites and formulation of recommendations (final consolidated version) to the ISO technical committee for eventual changes to the standards (for the review study of the standards in 2010).

This calendar will be refined and adapted for each site.

Every six months, the meetings of the « standards » CST of the AfWA will be occasions to give updates on the progress of the process in each single site.

Part I: �Presentation of context and  �Review of test objectives for the application ISO standards in Africa








Road Map proposed during the closing of the Rabat workshop (May 2007)


Upon returning home, the participants commit to undertake the following actions:


Report on the workshop within their home structure


To contact the standards committee, if one exists, and to report on the workshop


To form an ISO TC 224 mirror Committee at the national level


To form a National Pilot Committee (NPC) driven by the operator


To select sites for the test


To identify interested parties at the local level


To form local Pilot Committees


With regards to the participation of the Pilot Committees in the Kampala CST (mid-July):


to present the activities underway at each site (and especially the formation of pilot committees)


to contribute to the preparation workshop for undertaking Step 2


to contribute to the estimation of necessary resources for Step 2 (total budget estimation plus resources available at the local level).








Part II: �Proposed Test Methodology 


for ISO standards in Africa








Widespread application in Africa





Version 2 of the standards + Guide





2002





2006





2007/8





Evaluation of the test phase for the whole group of African sites


Review of the standards and proposal of amendments


Development of Application Guidebook for the ISO standards





Definition of test methodology for the standards


Sharing the methodology other DC regions





Test phase at 10 African sites





ISO validation process





Development of the 2451x standards





Source of inspiration





2010





Standards�AFNOR�NF P 15-900





Creation of the ad hoc DC group





Creation�of TC 224





2004





Pilot Phase : +/- 2 years





IF not consensus on priority actions to undertake 


or IF the action plans are unrealistic in the current context





If not





Feedback to the ISO review process for potential changes to the standards





Stage 4


( Analysis of the impact of the priority action plans





Updating the shared vision and the action plans





Stage 6


( Continuation of the application of the standards in a potentially revised form





Technical support





Stage 2


( Joint analysis the entirety of standards’ content


( Shared vision of the objectives for improvements in service


( Analysis of gaps with regards to the existing situation


( Identification of priority action plans to fill these gaps


( Choice of indicators and design of the monitoring system





AfWA, TC 224 �PARTNERS





End�of test





Stage 3


( Implementation of priority action plans


( Monitoring of indicators


( Coordination with the African level and outside partners





Creation of an equal opportunity Pilot Committee and designation or recruitment of a facilitator





Stage 5


( Evaluation and global synthesis for generalisation


( Participation in the development of an Application Guidebook for the standards





Overall improvement of the quality of services and of management





Initial Partial Evaluation





Stage 1


( Identification of all interested parties


( Participative consultation
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