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Executive Summary 
As part of ACWUA and GIZ continuous efforts in enhancing the capacities in the water sector in the 
MENA/Arab Region comes this training as the 5th training course in “Performance Indicators and 
Benchmarking for Water Utilities”.  
 
The training course took place as part of the second Arab Water Week organized by the Arab Countries Water 
Utilities Association (ACWUA) and GIZ for two condensed days. Participants were from Jordan, Palestine, 
Algeria, Egypt, Yemen, Oman, Lebanon, Tunis, Morocco, UAE and Iraq representing the public sector, private 
sector and non-governmental institutes 
 
The training was conducted by two trainers Eng. Mostafa Biad from Morocco and George Rizkallah from 
Egypt; both trainers have extensive experience in such training after participating in a TOT workshop on this 
subject in Germany and actually conducting the previous trainings in Key Performance Indicators and 
Benchmarking for Water Utilities. Moreover, Mr. Filip Bertzbach from Aquabench – Germany was the 
resource person and provided the International views on Benchmarking and presented Germany’s experience to 
the participants. 
 

The training was launched by Eng. Khaldon Khashman and Mr. Thomas Petermann, where Eng. Khaldon 

welcomed the participants, thanking them for their presence and attending the training, moreover. Eng. 

Khaldon congratulated the new elected members of ACWUA board. 

Eng. Khaldon also thanked GIZ for their continuous support to ACWUA and specifically in this important 

conference and announced the three years extension upon the outcomes of the currently ongoing evaluation 

mission. 

Afterwards, Mr. Thomas emphasized on the importance of this training course which aligns with ACWUA 

mission and explained the importance of having proper performance Indicators and Benchmarking for water 

and wastewater utilities in the Arab region.   

Training Objectives: 
General objective: 

How to use indicators and benchmarking systems as tools for utility performance assessment and 

improvement?  

 

Specific objectives: 

• Obtain an overview and introduction to common/practical practices regarding Performance 

Indicators systems and Benchmarking 

• Exposure to international and regional applications leading to an in-depth exchange of experience 

and lively discussion : 

– To contribute to the development of useful indicators at national or organizational level, 

– To promote PIB for use within the MENA/Arab Region in the context of the mandate of 

ACWUA (Benchmarking working group). 

Training Methods used: 

– Interactive training methods using Power Point Presentation (PPP) 

– Active participatory learning Actions, i.e. Questions and reflections 

– Feed Back of Group Discussions 

– Case studies 

– Using the Principles of Participatory Adult Learning Approach (PALA)  
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Day 1: Wednesday, January 30th, 2013 

Opening Session: 
 
The 5th training course on “Performance Indicators and Benchmarking for Water Utilities in the MENA/Arab 
Region” was launched by Eng. Khaldon Khashman who congratulated the newly elected members of ACWUA 
board and announced the new three year extension from GIZ. Eng. Khaldon welcomed the participants and 
urged them to benefit from this training and reflect it back in their countries.  
 
Mr. Thomas Petermann from GIZ joined Eng. Khaldon in welcoming the participants an emphasized on the 
importance of Performance Indicators and Benchmarking in the water sector in general and in the Arab region 
in specific. He also emphasized on the importance to activate the benchmarking working group of ACWUA and 
informed that GIZ is supporting this WG and such activities. 
 

Session 1: Introduction 

Mostafa Biad started the first session of the training by introducing the team of trainers and then presenting the 

objectives of the training as follows: 

General objective : 

How to use indicators and benchmarking systems as tools for utility performance assessment/improvement. 

 

Specific objectives : 

• Obtain an overview and introduction to common/practical practices regarding Performance Indicators 

systems and Benchmarking 

• Exposure to international and regional applications leading to an in-depth exchange of experience and 

lively discussion : 

– To contribute to the development of useful indicators at national or organizational level, 

– To promote PIB for use within the MENA/Arab Region in the context of the mandate of ACWUA 

(Benchmarking working group). 

George Rizkallah went through the rules and regulations which will govern this training. The training method 
also was explained as an interactive one which will depend on feedback from the participants and sharing 
experiences. George Rizkallah highlighted the main benefits of the “Participatory Adult Learning Approach” 
PALA, which basically depends on sharing experience where everyone is a resource and everyone has to respect 
the other’s opinion. The training depended on working groups too; the trainer explained how the exercises are 
going to be implemented where each group has to assign a team leader, a time keeper and presenter.  

The participants were asked to introduce themselves and work in groups to discuss their expectations (one main 
and one secondary expectation) from this training course and the results were as follows: 

  



   

 
6 

Main Expectations: 

1. Management and Performance Improvement: 
a. Improve the quality of service in water and WW utilities through designing Performance 

Indicators and Benchmarking 

b. How to design Performance Indicators to help in decision making, how to extract benchmarking 

techniques that are applicable to our countries 

c. How to improve the management by using Performance Indicators 

 
2. Preparation and Application  

a. Learning the methodology of Benchmarking  and designing Performance Indicators 

b. How to make the right decision from the best practices in Benchmarking 

c. To understand the essence of Benchmarking and how to formulate them to water utilities 

 
3. How to implement Benchmarking for the region 

a. How to Adapt Benchmarking to accommodate our countries 

b. How to adapt international standards that apply to our region  

c. How to apply the Performance Indicators in measuring and evaluating the water utilities in our 

country 

Secondary Expectations: 

1. Exchange experiences and Networking: 
2. Sharing information and Knowledge 
3. Understanding Performance Indicators definition and application 
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Session 2: Key Performance Indicators 

Lead: Mostafa Biad 

The session started with introducing the importance of Performance Indicators and performance evaluation and 

the challenges that the Arab region faces in the water sector (water and waste water utilities). The participants 

were asked to share their understanding of the importance of Performance Indicators, main points were: 

1. To insure staying on the track and good performance, re-structuring if the progress went out of track 

2. Helps in managing the entity stay successful 

3. Ensure quality of services 

4. Motivate employees working on the project 

5. The indicators can be used as regulators  

6. Evaluate entity performance by an external body to assess how the entity functions 

Mostafa explained that structure of any PI system, as shown below and they are data, Indicators, performance 

criteria and Elements for Explanation and Information about performance. Mostafa went through each of the 

main elements and given example from the water sector to explain them. 

 

  



   

 
8 

In order to introduce performance criteria and explain what we mean by “performance” in water sector, 

participants were asked to share their understanding of the needs of different stakeholders in the water sector 

in groups; the main outcomes were as follows: 

 Donors measure achieving the goal, donors focus on the indicators such as cost recovery, capacity 

building of HR 

 Politicians: look for a good service and good quality 

 NGO (civil society): minimum tariffs, billing , continuity of service 

 Regulator: licensing for service providers that is governed by Performance Indicators, if not achieved the 

license is taken 

 

In summary, the main points that were mentioned as performance criteria by the participants were: 

1. Cost recovery 

2. Quality of service 

3. Customer service 

4. Reliability of infrastructure 

5. Efficiency and effectiveness  

 

That corresponds to the internationally agreed upon performance criteria 

which are Efficiency, Reliability, Quality, Sustainability and Customer 

service as explained by Mostafa Biad;  

  

Questions and Discussion: 

1. What’s the relationship between Performance Indicators and the strategy of the entity? 

Entities put their strategies and work plans, performance indicators are designed to support the goals 

sets in those strategies and work plans 

2. Should entities that work similarly have the same Performance Indicators to measure the performance 

This will be discussed in the coming sessions 

 

3. How can we define the weight of the Performance Indicators? 

The weight of the performance indicator may vary from one entity to another depending on their 

strategy and mission. Moreover Performance indicators may also be designed either for the entity as a 

whole or for each process. More performance indicators, means more detailed information / data 

needed and more resources to collect and process these data to obtain accurate results. 

 

4. For utilities, it’s very important to have financial resources, how can we coincide between the financial 

and technical resources 

It depends on each entity’s strategy; each entity should define the level of the Performance Indicators 

that govern its performance depending on the results of the feasibility study. 
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Case Studies: 

After the discussion, the trainers called for case study presentation, and two case studies were presented by the 

Tunisian team and the Palestinian team. 

Tunisian Case 

Mr. Fethi Cheib, the Director of the National Company at SONEDE: Water Exploitation and Distribution 

presented the case study from Tunisia. Mr. Cheib started with introducing the company (SONEDE), its mandate 

and main activities. Mr. Cheib also explained the Key Performance Indicators implemented by the company, the 

importance of those Performance Indicators and how were they measured by the company.  

As for the Benchmarking, Mr. Cheib explained that the company applies; internal Benchmarking and gave 

examples on NRW and how comparison and monitoring are done in Tunisian water systems managed by 

SONEDE. Finally, upcoming activities were also presented and future vision was shared. 

Palestinian Case 

Eng. Emad Al Masri presented the case form the Palestinian Water Authority. Mr. Al Masri started with 

introducing the Palestinian Water Authority and how the Palestinian water law mandates the authority as a 

regulatory entity. Mr. Al Masri also presented the objectives of the Performance Monitoring system in the 

Palestinian Water Authority and explained some of the Performance Indicators and the importance of data 

reliability in measuring those Performance Indicators. 

Later, Mr. Al Masry gave many examples on the Indicators analysis done by the authority that help in decision 

making and monitoring performance. Finally, recommendations were shared and next steps were also 

presented. 

Discussion: 

Questions: 

1. For the Palestinian case: what is the Collection efficiency against the collection of billing. 

The Performance Indicators measures the amount of collection against the billing. 

2. Tunisian case: have you benchmarked the energy consumption 

It is difficult to compare the energy consumption to international standards 

Before comparing to international standards, we need to study the current situation and design the 

methodology that is applicable to the equipment, resources and utility needs of the utilities. 

When measuring the indicator locally, it looks good. Comparing it with international numbers, it would 

not look good, that’s why Benchmarking is important to show the status of each utility in comparison to 

others in the same sector. 
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Working Groups: 

The participants were asked to work in groups according to their countries and to answer the following 

questions: 

1. What are success factors in using Performance Indicators systems (in your case)? 

Main factors of success discussed: 

1. Performance Criteria-Egypt 

2. Management Commitment-Iraq and UAE 

3. Strategy approach and management commitment-Yemen and Oman 

4. Data support and management commitment-Lebanon and Palestine 

5. Data support (automation and computerization)-Jordan 

6. Management commitment-Maghreb countries (Algeria, Morocco and Tunisia) 

 

2. How much of the following aspects that are achieved? 

Rating (1-3, where 3 is the highest) 

Factors 
Management 

Commitment 

IWA 

Performance 

Indicators 

Support for data 

Plausibility check, 

training, etc 

Performance 

Criteria 
What can you add 

Egypt    3 Capacity building 

Iraq and UAE 3     

Yemen and Oman 3    Strategy approach 

Lebanon and 

Palestine 
3  2  

Legal 

reference/regulatory 

entity 

Jordan   3   

Maghreb countries 
(Algeria, Morocco 
and Tunisia) 

3    
Performance Indicators 

engaging 
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Session 3: Common Understanding of Benchmarking 

Lead: Georges Rizkallah 

George Rizkallah started the third session with explaining the definitions of Benchmarking, introduced the 

Benchmarking concept and steps for Benchmarking in accordance to the International Water Association (IWA). 

Georges then asked the participants to work in groups to answer the following questions, why we do 

Benchmarking? (Summary of answers is below). 

George also explained the three main reasons for Benchmarking; Performance Assessment, Performance 

Improvement and Public Information Communication and gave different examples to explain those reasons 

and the link between Benchmarking and how can it be used in the water utilities. 

 

Summary of the participant group discussions answering the question “Why we do Benchmarking?” 

1. Performance assessment 

 Identify Gaps and how to improve 

 Guide the regulators/regulations 

 Sustainability  

 Comparison between utilities/service providers 

 

2. Performance improvement 

 Increase efficiency of HR and Infrastructure 

 Ensure efficiency of supply 

 Improve performance 

 Customer service 

 Improve quality 

 Continuous training 
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3. Public information communication 

 Transparency and integrity 

 Accountability and good governance 

 Communications (internal and external) 

 Public awareness 

 Motivation and incentives 

 Social impact 

 Protect interest of customers 

 

International Experiences in Benchmarking 

Lead: Filip Bertzbach 

After the working groups, George gave the floor to Mr. Filip Bertzbach from Aquabench, Germany to present the 

International experience in Benchmarking. Mr. Filip introduced Aquabench as one of its kind public entity that 

was founded by leading German companies that work in the water sector. Additionally, Mr. Filip shared some of 

Aquabench projects in Benchmarking (1200 clients). 

Benchmarking definition was also explained by Mr. Filip and examples of International players in Benchmarking 

were presented. Finally, Mr. Filip shared how Aquabench uses Benchmarking in improving the performance of 

water utilities in Germany and other European countries and how Aquabench analyses data, presents the 

findings and works closely with the client to improve their performance. 
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Questions: 

1. What’s the cost of Benchmarking? 

5-15 times the cost of Benchmarking is saved if the entity does Benchmarking and the amount of work is 

between 5 and 20 days 

2. Where does aquabench operate? 

Europe, mainly German speaking country: Germany, Austria and Switzerland 

3. How do you define the Benchmarking? 

It’s a complicated process; it needs a lot of processes and data to define the Benchmarking 

4. What’s the motivation to do Benchmarking? 

The motivation is basically the reasons mentioned above. 

5. What’s the motive behind aquabench? 

Self-regulation, aquabench is a public entity created by public utilities; they have to prove that they are 

delivering, effective and quality of service.  

Working Group: 

The participants were asked to work in groups to answer the following question: 

1. What are the Next steps (to start benchmarking) in the region/your country? 

 

2. What are the next steps in the specific Area? 

Preparation: 

Project Planning 

Orientation training and Project Control 

1. All the participating countries already have plans and strategies 

2. In order to be able to plan, we should have proper data, do needs assessment and then plan 

3. Unifying of Performance Indicators definitions 

4. Internal preparation by entity 

5. Understanding the details about Performance Indicators from the IWA perspective 

6. Enforcement of Performance Indicators and channeling between different entities 

7. Proper Data support 

8. Automation and proper database  

9. Awareness campaign to convince people about the importance of Benchmarking 

10. Institutional planning in different entities 

11. Pilot utilities  

12. Baseline assessment of the entity 
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Performance Assessment: 

Data Acquisition and validation 

Data analysis and assessment reporting 

1. Focus on the main Performance Indicators depending on the weight of the Performance Indicators 

2. Choose the Performance Indicators in the areas of potential improvement  

3. Automation and computerization of data  

4. Explicit factors 

5. Few Performance Indicators in some areas and each country can go into details when designing their 

Performance Indicators 

Conflict discussion: 

1. Each country is different than the other so each entity also has different capacity, therefore, 

Performance Indicators can’t be unified. 

2. In order to be able to Benchmarking, ACWUA should unify the Performance Indicators and each country 

can implement it differently 

Performance Improvement 

Improvement Actions 

Review of Improvement Actions 

1. How to define the gap ?-it could be a question also 

2. Individual actions for improvement 

3. Define the entity goals 
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Day 2: Thursday, January 31st, 2013 
 

Mostafa started with a comprehensive Re-cap about the first day’s material, results of working groups and the 

questions asked.  

Two questions were asked by the participants 

1. Are Score Cards and Six -TQM part of Benchmarking? 

 

Mostafa started with explaining the TQM cycle and compared it with the Benchmarking steps discussed 

yesterday. 

 

 

TQM 

 

Benchmarking 

Plan 
Planning and Preparation 

Do 

Check Performance Assessment, evaluation 

Act Performance Improvement 

 

 

And both are continuous processes: 

 

 
 

 

Fillip also explained that there are some similarities but it’s not always the same. Some utilities build 

connections between them, there are some relations but not necessarily homogeneous it depends on the utility 

and how it works. It makes sense to have those connections but it will entail a lot of effort. 

  

Plan 

Planning and 
Preparation 

Do 

Planning and 
Preparation 

Check 

Performance 
Assessment 

Act 

Performance 
Improvement 
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2. WHO-UNICEF (Indicators), WHO and UNICEF initiative that collect information, can this be used in 

Benchmarking? (it is basically connected to MDGs) 

 

Fillip also confirmed that it is a very good idea to link the Performance Indicators with the millennium goals 

(MDGs). 

 

One of the participants shared the Lebanese experience in using Performance Indicators to assess the 

performance of the private sector or the services providers, where the ministry agreed on certain Performance 

Indicators with the private sector and then used it to assess its performance; consequently, the ministry started 

defining more specific Performance Indicators per entity. 

 

Session 4: Benchmarking in Practice 

Lead: Mostafa Biad 

 

Mostafa started the first session of the second day where the participants will learn how to use Benchmarking in 

improving the performance. After discussing the definition of Benchmarking, how to set Performance Indicators 

and the importance of Benchmarking in the first day, it’s time for the participants to understand the 

implementation part. Mostafa went through the definition of Benchmarking, objectives of Benchmarking as a 

reminder for the participants. Afterwards, Mostafa explained the Benchmarking steps as per IWA and the 

German application, what are the success factors of Benchmarking and gave examples on how to do that.  

 

 
 

Success factors for Benchmarking 

 

General 

 Strategic approach 

 Clear commitment of the leadership to benchmarking results 

 From general to specific (corporate vs. process benchmarking) 

 

 

Performance assessment 
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 Clear Structure and definitions of benchmarking systems (especially IWA-Performance Indicator) 

 Training, support, plausibility checks 

 Performance assessment tools, (online Software, individual report) 

 

Performance improvement 

 Workshops and networking 

 Continuous benchmarking 

 

 

The difference between Corporate Benchmarking and Process Benchmarking was also explained and detailed 

examples were given. Mostafa emphasized on the importance of data integrity and data analysis and how to use 

this data to improve the performance. Finally, Mostafa discussed the lessons learnt and gave some 

recommendations  

 

Questions:  

 

1. In which steps are Performance Indicators identified? 

During the Preparation and planning phase where the strategy of the entity is clear and action plans are in place 

then setting up the Performance Indicators. 

 

2. Should Benchmarking be voluntary? 

Benchmarking is voluntary so the entities are committed to do that because of their own motives.  

Benchmarking in Germany is voluntary but it doesn’t have to be voluntary for other countries. 

 

Code of conduct is defined and signed between the participating entities where information is kept confidential 

 

3. In general, competition is found between water utilities, and utilities are reluctant to share their 

information 

 

Fillip shared Aquabench experience where he explained that in the public sector there should not be 

competition, information can be shared openly in workshops, trainings, etc. However, in the private sector 

where competition exists, a Code of Conduct should be agreed on. Aquabench doesn’t have workshops and 

doesn’t share data in public; it can be presented individually for private sector, utilities, etc. In order to ensure 

confidentiality, there must be regulations and laws that govern the Benchmarking process (i.e. Code of Conduct) 
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Working Groups: 

What’s the running cost or operational cost for production of m3 of water? 

 

It was clear that the groups had different running costs depending on their entities and countries, that’s why 

entities should be careful when choosing their Performance Indicators and take into consideration all factors.  

 

A discussion took place about the definition of the units used in Mostafa’s example. The bottom line is that 

when the entity measures Performance Indicators on the corporate level, the entity should choose different 

units of measurement than that used when measuring a more detailed/process benchmarking. 

 

A comment from one participants was about the changes in the improvement plan given in the example and 

how will it affect the quality, Fillip confirmed that when the entity designs its improvement plan, it’s up to the 

entity to decide how to design its improvement plan, sometimes it’s quality, sometimes its money so it’s 

different from one entity to the other. Moreover, sharing experiences with other utilities and learning from their 

experiences can also help in improving the performance. 

 

Questions and discussion: 

1. If a group of entities participating in the Benchmarking and the performance was not good, can 

Benchmarking provide the values defined in the feasibility studies? 

 

Benchmarking is about start learning, it’s about becoming better and there is always in the world someone who 

is doing better so the entity should look for a better Benchmarking. It makes sense to put theoretical 

Benchmarking to achieve. 

 

2. What’s the relationship between the Benchmarking for utilities and Benchmarking in the electricity 

sector for instance specifically with regards to costs, pricing, HR, maintenance? 

 

Usually Benchmarking is done for entities in the same sector (water, electricity, etc..) even if there are direct 

impact on the entity, for instance, the cost of electricity is different depending on the peak value, this affects the 

performance of the water utilities, however, we can’t Benchmark the performance of the utilities in the water 

sector with the electricity sector entities together. 

 

3. What if the Benchmarking defined in the planning phase is low compared to the actual performance? 

 

This shows improper planning or inadequate data resources, that’s why the entity should do gap analysis to 

check the gap between the actual performance and the already defined Benchmarking. The entity can change 

the Benchmarking accordingly. 
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How to set and apply a benchmarking system? 

Lead: Fillip Bertzbach 

 

Filip continued to share the international experience in Benchmarking in his next presentation. Filip explained 

how to set and apply Benchmarking in the water utilities. Filip emphasized on the importance of learning from 

international experiences and not to re-invent the wheel. In his presentation, Filip explained the Benchmarking 

process and how to start referring back to the international experiences. Filip also explained the success factors 

of Benchmarking by giving examples and sharing the German experience in that.  

 

 

Discussion:  

The trainers asked the participants about who will take the first step in their countries to apply Benchmarking? 

 

Algeria: many initiatives already took place 

 ONA للتطهير الوطني الديوان .1

2. ADE للمياه الجزائرية   

3. Twinning with other countries (Belgium)-ADE & WWwater quality Performance Indicators 

 

Egypt: some activities related to PIs collection and performance assessment are applied  

1. Giza WTP 

2. MoWI, quality of service 

 

Morocco: PIs assessment and collaboration are already run, mainly in the following 

1. Water quality 

2. ONEE, Water Quality National laboratories (WQ) Performance Indicators and comparison, exchange 

of experience 

 

Participants from Egypt, Iraq, Yemen and Palestine shared their experience in Benchmarking and where they 

stand now. 
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Participants from Tunisia proposed a framework of Performance Indicators that governs the water sector in the 

Arab region. 

 

One of the participants suggested that the member countries in ACWUA should start working together to share 

experiences in Benchmarking through ACWUA and choosing one of the international standards that is used in 

the European countries.  

 

Session 3: The Way Forward 

Lead: Mustafa Nasereddin 

 

Mustafa Nasereddin, Director of Programs and Technical Services in ACWUA led the final session of the training. 

He started by presenting ACWUA’s achievements in the past three years with Benchmarking and Technical 

working groups.  

Mustafa explained ACWUA’s progress in Benchmarking and how ACWUA cooperated with IBNET to support the 

water utilities in Benchmarking through conducting performance assessment study as a first step. ACWUA 

collected data using an excel sheet designed by IBNET for 32 utilities despite the challenges faced when 

collecting the data. Due to the delay in receiving the data from the ACWUA members, which resulted in lack of 

data resources and the data (if any) was received after the contract with IBNET has ended; this caused loss of 

money and reputation. Eng. Khaldon Khashman stepped in at this point and emphasized on the importance of 

providing ACWUA with the accurate data on time and commitment of everyone in future projects. 

 

ACWUA will launch a regional initiative for MDGs Monitoring. It is a new project requested by the Arab 

Ministerial Water Council and will be implemented in cooperation with UN-ESCWA. The project titled: 

Establishing a Regional Mechanism for Improved Monitoring and Reporting on Access to Water Supply and 

Sanitation Services in the Arab Region” (MDG+ Initiative). This project requires cooperation from all ACWUA 

members and other related entities to collect water supply and sanitation indicators in urban and rural areas 

and update the Arab status towards MDGs. ACWUA has MDG+ unit and all data will be hosted in this unit. 

Finally, Mustafa shared with the participants the next steps for Benchmarking in ACWUA and they are;  

1. Activating the Benchmarking Technical Working Group, which can be the starting point for national and 

regional benchmarking activities 

2. Translation of the Benchmarking manual by IWA to be accessible to the Arab countries to share 

knowledge about international best practices in performance assessment and performance 

improvement 

 

Mr. Thomas Peterman explained the criteria for participants to be members of the Benchmarking TWG as 

follows: 

1. The volunteer is an expert in Benchmarking not only understands the concept 

2. Currently working in the water sector either public, regulator entities and utilities 

3. Experience in Performance Indicators and management/development 

4. Works in an entity that is a member of ACWUA 

5. Experience/knowledge in performance management 

6. Commitment and availability of time to be part of this TWG 

7. Approval from the supervisor/employer to be part of this TWG 

8. Gender equality 
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The participants were a bit confused about the criteria explained, however, it was then clarified that it’s not 

necessary to apply all the criteria.  

 

Finally, the participants suggested that interested entities send ACWUA suggested CVs and ACWUA will choose 

and this was agreed on. 

 

Closing session: 

Mostafa went through the expectations the participants shared in the first day of the training and asked the 

participants to share one point that they have learnt and will apply it in their country. 

 

1. Spread awareness 

2. Management support 

3. Understanding where the entity currently stands/current position 

4. Learning process 

5. Better understanding of Benchmarking  and how to apply it in our country with different utilities 

6. Unifying the Benchmarking concept 

7. Activate the Benchmarking concept in the utilities in our country for better performance 

8. Benchmarking is a continuous process! 

 

Suggestions: 

1. ACWUA to call for specialized training in Benchmarking and ask members to provide case studies about 

Benchmarking 

2. To build a network between the participants in all the trainings conducted to share experiences 
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1. Detailed Program / Agenda 
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Annex 1 :       

Detailed Program / Agenda 

ACWUA-GIZ Regional Training for senior managers 

Key Performance Indicators and Benchmarking for Water Utilities in the MENA / Arab Region 

30 - 31 January 2013, Amman – Jordan 

Day 1: 30 January 2013 

Session 1: Official Opening and Introduction Session 

8.30 h 

9.00 h 

 

9.20 h 

Registration 

Official Welcome by ACWUA and GIZ , The ACWUA capacity building programme in the MENA region 

Introduction Session:  Agenda and organisational issues. General assignments 

Expectations from the group 

Session 2: Performance Indicator systems 

09.45 h 

 

10.15 h 

 

11.00 h  

1. Overview (Eng. Mostafa  Biad): Performance measurement in utilities using performance indicator 
systems 

2. Examples from the utilities: Performance Indicators system for utility management. case studies from 
the region (MENA)  

3. Discussions: How to use PI’s to improve management utilities, strengths, weaknesses, best practices 

12.30 – 14 h Lunch 

Session 3: Benchmarking, Introduction 

14.00 h 

14.20 h 

15.00 h 

16.15 h 

17.30 h 

1. Overview (George Rizkallah): Common understanding of benchmarking 

2. International experiences in benchmarking: (Mostafa Biad & Filip Bertzbach, Aquabench, Germany) 

3. Working group: What to learn from experiences at utility, national and regional levels 

4. Plenary discussion  

        Closing day 1  

Day 2: 31 January 2013 

Session 4: Benchmarking in Practice 

8.45 h Feedback by the group day 1 

09.00 h 

10.00 h 

10.30 h 

11.15 h 

1. Benchmarking in Practice (Mostafa Biad): 

2. How to set and apply a benchmarking system? (Filip Bertzbach, Mustafa Nasereddin) 

3. Q/A  

4. Applications in the MENA region at national/utility level. Group and Plenary discussions  

12.45-14. h Lunch 

Session 5: Benchmarking in the region, The Way Forward 

14.00 h 

14.30 h 

 

15.30 h 

16.30 h 

1. Where we stand in the region? (Benchmarking Working group of ACWUA) Mustafa Nasereddin 

2. Working groups: Prerequisites and requirements for setting benchmarking systems in the region 
(how to get started?) 

3. Plenary presentations 

4. The way forward: next steps and action plan, (Benchmarking Working group of ACWUA) 

17.00 h Conclusion and Outlook 
Closing by ACWUA and GIZ 
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Annex 1 :       

Detailed Program / Agenda 

ACWUA‐GIZ Regional Training for senior managers 

Key Performance Indicators and Benchmarking for Water Utilities in the MENA / Arab Region30 ‐ 31 Januray 2013 – Amman – 

Jordan 

Day 1: 30 January 2013 

Session 1:  Official Opening and Introduction Session 

8.30 h 

9.00 h 

 

9.20 h 

Registration 

Official Welcome by ACWUA and GIZ , The ACWUA capacity building programme in the MENA region 

Introduction Session:  Agenda and organisational issues. General assignments 

Expectations from the group 

Session 2:  Performance Indicator systems 

09.45 h 

 

10.15 h 

 

11.00 h  

1. Overview (Eng. MostafaBiad): Performance measurement in utilities using performance indicator 
systems 

2. Examples from the utilities: Performance Indicators system for utility management. case studies 
from the region (MENA)  

3. Discussions: How to use PI’s to improve management utilities, strengths, weaknesses, best practices

12.30 – 14 h  Lunch 

Session 3:  Benchmarking, Introduction 

14.00 h 

14.20 h 

15.00 h 

16.15 h 

17.30 h 

1. Overview (George Rizkallah): Common understanding of benchmarking 

2. International experiences in benchmarking: (MostafaBiad&FilipBertzbach, Aquabench, Germany) 

3. Working group: What to learn from experiences at utility, national and regional levels 

4. Plenary discussion  

        Closing day 1  

Day 2: 31 January 2013 

Session 4:  Benchmarking in Practice 

8.45 h  Feedback by the group day 1 

09.00 h 

10.00 h 

10.30 h 

11.15 h 

1. Benchmarking in Practice (MostafaBiad): 

2. How to set and apply a benchmarking system? (FilipBertzbach, Mustafa Nasereddin) 

3. Q/A  

4. Applications in the MENA region at national/utility level. Group and Plenary discussions  

12.45‐14.00 h  Lunch 

Session 5:  Benchmarking in the region, The Way Forward 

14.00 h 

14.30 h 

 

15.30 h 

16.30 h 

1. Where we stand in the region? (Benchmarking Working group of ACWUA) Mustafa Nasereddin 

2. Working groups: Prerequisites and requirements for setting benchmarking systems in the region 
(how to get started?) 

3. Plenary presentations 

4. The way forward: next steps and action plan, (Benchmarking Working group of ACWUA) 

17.00 h  Conclusion and Outlook 
Closing by ACWUA and GIZ 
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Welcome to the 

Training Course for Senior Managers 

Performance Indicators and Benchmarking for 
Water Utilities in the MENA / Arab Regiong

Amman, Jordan

January 30 – 31, 2013

Key Performance Indicators and Benchmarking (PIB) for Water Utilities in the MENA / Arab Region
30‐31 January 2013 – Amman ‐ Jordan
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Objectives of the Training
General objective : 

How to use indicators and benchmarking systems as tools for 
tilit   f  t/i t  utility  performance assessment/improvement. 

Specific objectives :
• Obtain an overview and introduction to common/practical p

practices regarding PI’s systems and Benchmarking
• Exposure to international and regional applications will lead 

to an in-depth exchange of experience and lively discussion :to an in-depth exchange of experience and lively discussion :
– To contribute to the development of useful indicators at 

national or organizational level,
– To promote PIB for use within the MENA/Arab Region in 

the context of the mandate of ACWUA (Benchmarking 
working group).

Key Performance Indicators and Benchmarking (PIB) for Water Utilities in the MENA / Arab Region
30‐31 January 2013 – Amman ‐ Jordan



Course Agenda
Session 1: Official Opening and Introduction Session

Session 2: Performance Indicator systems 

1. Overview: Performance measurement in utilities using performance indicator systems 

Day 1 

2. Case studies from the region: Performance Indicators system for utility management.  

3. Group Work 1: State of the practice of PIs systems in our Utilities 

Session 3: Benchmarking, Introduction 

1. Overview: Benchmarking Introduction, Why Benchmarking

2. International experiences in benchmarking 

3. Group Work 2: What to learn from experiences, projection to our region  

S i 4 B h ki i P tiSession 4: Benchmarking in Practice

1. Benchmarking in Practice : Success factors  

2. How to set and apply a benchmarking system   

3. Group Work 3: How to get started With Benchmarking at Utility/National /Region level.
Day 2 

3. Group Work 3: How to get started With Benchmarking at Utility/National /Region level. 

Session 5: Benchmarking in the region, The Way Forward 

1. Where we stand in the region? (Benchmarking Working group of ACWUA)  

2. The way forward: next steps and action plan, (Benchmarking Working group of ACWUA)

Key Performance Indicators and Benchmarking (PIB) for Water Utilities in the MENA / Arab Region
30‐31 January 2013 – Amman ‐ Jordan

2. The way forward: next steps and action plan, (Benchmarking Working group of ACWUA)

Session 6: Closing session 
 



Training Team :g
• Eng. Mostafa Biad– Morocco
• Mr  George Rizkallah – Palestine / USA• Mr. George Rizkallah – Palestine / USA
• Mr. Filip Bertzbach - Germany

Organisation:
• Eng. Mustafa Nasereddin (ACWUA)
• Eng. Ahmad Abusaleem (ACWUA),Eng. Ahmad Abusaleem (ACWUA),
• Dr. Thomas Petermann (GIZ),

Key Performance Indicators and Benchmarking (PIB) for Water Utilities in the MENA / Arab Region
30‐31 January 2013 – Amman ‐ Jordanslide N° 4



Our slogan: Work hard – be smart
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Welcome to the 
ARAB WATER WEEKARAB WATER WEEK

T i i  C  f  T  M  Training Course for Top Managers 

K  P f  I di t  d Key Performance Indicators and 
Benchmarking for Water Utilities in 

th  MENA / A b R ithe MENA / Arab Region

A  J dAmman, Jordan

J  30 31  2013
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30‐31 January 2013 – Amman ‐ Jordan

January 30 - 31, 2013
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Training Methods….g
– Interactive training methods using 

Power Point Presentation (PPP)Power Point Presentation (PPP)

– Active participatory learning Actions  Active participatory learning Actions, 
i.e. Questions and reflections

– Feed Back of Group Discussions

– Case studies

Key Performance Indicators and Benchmarking (PIB) for Water Utilities in the MENA / Arab Region
30‐31 January 2013 – Amman ‐ Jordan



Rules and Regulations
• Participation....

– Please raise your hand if you have any participation 
/ Comments/ Comments

– Please respect other opinions – We are here to 
learn from each other and share experiences.p

• Starting Time 
– Starting daily at 9:00 am sharp 
– Please try to be in the training room by 8:45 am

• Breaks....
10:15 m is 1st C ff  B k– 10:15 am is 1st Coffee Break

– 12:30 – 14:00 pm – Lunch Break
– 15:30 pm is 2nd Coffee Break

Key Performance Indicators and Benchmarking (PIB) for Water Utilities in the MENA / Arab Region
30‐31 January 2013 – Amman ‐ Jordan

15:30 pm is 2 Coffee Break



Rules and Regulations  tiRules and Regulations, continue

• Cell phones....p ....
– At all times during working sessions is closed, 
– Please try to use your Cell phones ONLY during 

the breaks.

Smoking• Smoking....
– This is a NON SMOKING Training Room
– If you smoke  please look for the smoking room or If you smoke, please look for the smoking room or 

go outside the Hotel

Key Performance Indicators and Benchmarking (PIB) for Water Utilities in the MENA / Arab Region
30‐31 January 2013 – Amman ‐ Jordan



Principles of PALA 
(  d l   h)

 Nobody knows everything

(Participatory Adult Learning Approach)

 Everybody knows something

E    i   ti i t  d Every resource person is a participant  and

 Every participant is a resource person 

 All ideas/contributions are equally important

 Mutual respect amongst all

 Agreeing to disagree is more than welcome

Key Performance Indicators and Benchmarking (PIB) for Water Utilities in the MENA / Arab Region
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  d l  Interactive training and visualisation, 
because....

 What we hear we forget

 What we hear and see, we remember

 What we hear, see and say, we understand

 What we do, we know
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Participants Introduction and  Participants Introduction and  
Expectations

Expectation from the training
By tables - 5 minutes using 2 y g
coloured cards, one for Main 
and one for Secondaryy

By tables, please stand up and introduce y p p
yourself and the table’s Expectations 
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Th k  f   tt tiThank you for your attention

Training Team
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Performance indicators
PIs System for utility management

Mostafa BIAD, Eng‐MBA
mbiad@onee.ma
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Methodological questionsMethodological questions
 Why PIs system? Why PIs system?
 How to define Performance Indicators?

Wh t d  b  P f  ? What do we mean by « Performance » ?
 How to compare PI’s ?
 How to structure a PI-system?
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Presentation outline

 Introduction to performance Indicators
El t  f PI t Elements of PI system

 PI’s in water sector, IWA PI’s
C t  P  PI Corporate vs Process PIs

 PI system in practice
P f   Performance criteria

How to compare PI’s : CI
 PI system structure PI system structure
 Confidence grading
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Need for information : 
Challenges of the water and sanitation utilities

 Increasing demand on water and waste water companies  Increasing demand on water and waste water companies 
to run their business more effectively and efficiently.

 Water governance Framework : accountability, 
transparency, openness, ..

PI Systems Purposes :PI Systems Purposes :
 Rate the overall effectiveness and efficiency of utility in 

quantifiable termsq f m
 Highlights whether the organization is on track to achieve 

its desired goals 
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Why PIs : PI Systems Purposes

•Strategic/structured planning and Pro-active approach

Utility management
Strategic/structured planning and Pro active approach

• Follow the long term performance of their systems,..
•Control the fulfillment of the pre-set targets (Monitoring tool)

• Comparison of the performance with other utilities

Benchmarking
p p

• Identify areas of good performance as well as areas where 
improvement is required (“learning from others” process)

• Monitoring and Formulation of policies
R l / f  f d  

External bodies (Regulation, Policy-making, NGO’s) 
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• Regulation/Information safeguard customer interests



Structure of PI system

Elements for
Data

Elements for

Explanation

Information 
about 
f

Indicators
Performance
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Definitions : Elements of a PI System
 Many terms are used when handling figures : Data, 

variables, CI (context information), and PI’s : 
 Data elements : Information in raw or unorganized 

form collected from the field or easily obtained 
(statistics, measurements) (statistics, measurements) 

 Variables : an identified piece of data (Data 
elements in processing rules in order to define PI)

 PI : is a combination of different variables to 
assess the efficiency and effectiveness of utility 
(compared to targets or within time frame)(compared to targets or within time frame)
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PIs Characteristics : SMARTPIs Characteristics : SMART

PI’  d t  b  SMART  th t i PI’s need to be SMART, that is:

 S = Specific;  S = Specific; 
 M = Measurable; 
 A = Achievable; A  Achievable; 
 R = Results oriented 

(i.e written as something to be achieved);g
 T = Time bound.
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Elements of a PI System : Explanatory factors
 Explanatory factors:

 CI : Data elements that provide information on the 
inherent characteristics of utility and account for inherent characteristics of utility and account for 
difference between systems

 Any element used to explain PI values, the analysis stage
 May be: May be:

 Driving factor (that depends on short or medium term 
management policies) or 

 Depend on context (i e  on long term management policies) or  Depend on context (i.e. on long term management policies) or 
 Depend on external factor (as climate, economy, topography 

that cannot be influenced by the entity)

 Can be expressed: Can be expressed:
 Qualitatively (aggregated information, e.g. poor rural 

area, demographics) or
Q tit ti l  (  d t  i f ll)
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 Quantitatively (e.g. ground type, rainfall).



PIs in water sector : Describing the system

 Technical Indicators (Operation, function, etc.) 
 financial performance indicator
 Productivity indicators
 Quality indicators
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Domains of PIs (IWA Version)

Water 
resourcesresources

OperationalEconomic & 
finance

PhysicalQuality of 
service

Human 
resources
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Domains of PIs (IWA Version) : Operational

NRW
Examples

NRW
 Losses per mains length (m3/km/time) : LLI
 Same with apparent, real losses , ETC..pp , ,

 Electricity consumption
 Kwh/m3 and $/m3

 ..
 Facilities failures

 Average number of days par year out of orderg m f y p y f
 Average breaks per km/year (day/year)

Water quality Monitoring
%  f d / l  i d
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 % tests performed / total tests required



Domains of PIs (IWA Version) : ExamplesDomains of PIs (IWA Version) : Examples

 Physical
 F ciliti s (TP  PS  tc ) utiliz ti n  Facilities (TP, PS, etc..) utilization 

 Maximum of the daily capacity used (%)
 Number of hours per day/24 (%)

 Storage capacity
 Capacity of reservoir per unit of daily system inputs 

(days  hours)(days, hours)
 Automation (remote control degree)

 % of control units automated (remote controlled)

…
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Domains of PIs (IWA Version) : Examples

 Personnel
 Productivity  Productivity 

 Employees per 1000 Connections
 Employees  per Water produced 
 ..

 Training
 Hours training/staff/yearg y
 ..

 Category of personnel 
P l  i  f ti  (%) Personnel per main functions (%)

 Personnel qualification, level of education (%)
 ..
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Domains of PIs (IWA Version) : Examples

 Quality of service
S i  

( ) p

 Service coverage
 Population coverage (%)
 Connection ratio (vs service ratio) : %( )
 ..

 Continuity of the service
% f h  f i  ( i d t ) % of hours of service (pressurized system)

Water quality
 % of total tests complying with stabdards of tota  tests comp y ng w th sta dards
 ..

Key Performance Indicators and Benchmarking (PIB) for Water Utilities in the MENA / Arab Region
30‐31 January 2013 – Amman ‐ Jordan



Domains of PIs (IWA Version) : Examples

 Economic and Financial

( ) p

 Unit revenue : $/m3

 Cost : Total cost ($/m3)
 Split in Capital cost and running cost (electricity  salaries   Split in Capital cost and running cost (electricity, salaries, 

Chemicals, etc..% in )
 Composition of running cost per function (%)

 (HR, Finance, technical, commercial, etc..)
 Efficiency : 

 Total cost coverage ratio (%)  Total cost coverage ratio (%) 
 same with operating cost
 ..
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Structure of PI system

Elements for
Data

Elements for

Explanation

Performance 
informationIndicators information
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Example : NRW  LLI (m3/km/d)Example : NRW, LLI (m /km/d)

VEOLIA WATER : CI is CLI (m3/km/d)

Type Rural Intermediary Urban

Criteria CLI ≤ 10 10 < CLI ≤ 30 30 < CLI

Good LLI < 1 LLI < 3 LLI < 7

Acceptable 1 ≤ LLI < 3 3 ≤ LLI < 7 7 ≤ LLI < 12

Bad 3 < LLI 7 < LLI 12 < LLI

5 m3/km/d
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How to analyze Performance indicators ?How to analyze Performance indicators ?

 A single PI can be very 
misleading if you are lacking 
additional information additional information …

 The numeric value of an 
individual performance 
indicator is of very little 
value until it is put into its value until it is put into its 
context
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Integrated process model structure

Key Performance Indicators and Benchmarking (PIB) for Water Utilities in the MENA / Arab Region
30‐31 January 2013 – Amman ‐ Jordan



Hierarchy of PI’s
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Example : Running costExample : Running cost

 Country/utility : $/m3y y $
 Comparison
 Analysis Analysis
 Discussion
 Need of more information
 Conclusions

Key Performance Indicators and Benchmarking (PIB) for Water Utilities in the MENA / Arab Region
30‐31 January 2013 – Amman ‐ Jordan



Potable water : simplified process model 
(C p t  s P c ss PIs)(Corporate vs Process PIs)

Choose the right PI
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Accuracy and reliability of IndicatorsAccuracy and reliability of Indicators

Confidence grading

Accuracy of 
the Data

Reliability of 
the source the Datathe source
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Confidence grading (IWA)

Accuracy Band Associated uncertainty (U)

0 ‐ 5% U0   5 % U

5 ‐ 20 % U

20 ‐ 50 % U

0‐5 5‐20 20‐50 50

A A1 A2

B B3

50% U
C C3 C4

Reliability Band Definition

‐ Sound records

‐ Procedures, investigations (documented)
A

Real losses

main lenght
Real losses C3

main lenght A2
C3

B ‐ Worse than A, BUT better than C

‐ Extrapolation from limited reliable samples

‐ Informed gesses
C

•WHO IS GRADING ??

Key Performance Indicators and Benchmarking (PIB) for Water Utilities in the MENA / Arab Region
30‐31 January 2013 – Amman ‐ Jordan

g



Structure of PI system

Elements for
Data

Elements for

Explanation

Performance 
informationIndicators information
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Performance criteria
In order to evaluate performance all criteria need to be 

considered as a whole
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Characteristics for the assessment of the 
performance of water supply and wastewater disposal 
(Five-pillar model)
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Performance Indicators SystemPerformance Indicators System
 It is objective oriented

B d  L     Based on Long term management strategy
 It is the link of objectives to strategy

 It is the set of PI’s value 
 With the related data (accuracy and reliability) With the related data (accuracy and reliability)
 Including context information
 Considering interests of utility management, and also g y g

those of Stakeholders, users and environment
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Setting KPI’s. Example : collective exercise
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The strategic approach
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Structure of PI system

Data Context
InformationInformation

EfficiencyCustomer 
service

Water 
resources

Human Economic & 

ReliabilitySustainability

Human 
resources

Economic & 
finance

Performance
Reliability

Quality

Sustainability

Physical

Operational

Quality of 
service
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Structure of PI system
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PI’s system : measurement crisisy

 Measures : no relationship with the strategy
E thi  th t i  t   i  d Everything that is to measure is measured

 Things are measured but not analyzed and no actions 
are taken as a resultare taken as a result

 The only relevant measures are financial ones
 The operational level is overlooked
 Good synthesis of past performance but poor future 

forecasting
  … 
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Constraints and challengesg

 Choose your appropriate PI’s
I di   b   f h  d fi i i Indicators : be aware of the definition

 Do not compare “peers to apples”
 Circuit of information: Accuracy and reliability Circuit of information: Accuracy and reliability
 Weight of different kind of PI (Financial, Technical, 

etc..))

Key Performance Indicators and Benchmarking (PIB) for Water Utilities in the MENA / Arab Region
30‐31 January 2013 – Amman ‐ Jordan



Thank you for your attention
mbiad@onee mambiad@onee.ma
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Working group 1
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ToR of Working group : session 2
• Objective : State of the practice of PIs systems in 

our Utilities
1 What are success factors in using PIs systems  (in your 1. What are success factors in using PIs systems  (in your 

case)?
2. How much of the following aspects that are achieved ??

Success factors Group1 …. Group 6
Management commitment

IWA PIs

Support for Data PlausibilitySupport for Data Plausibility 
check, Training, etc..

Performance criteria

Key Performance Indicators and Benchmarking (PIB) for Water Utilities in the MENA / Arab Region
30‐31 January 2013 – Amman ‐ Jordan

Performance criteria

What can you add ??



C  U d di  f Common Understanding of 
Benchmarkingm g

ACWUA / GIZ Senior Management ACWUA / GIZ Senior Management 
Training

Amman, Jordan

January 30 & 31, 2013
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ContentContent
• What is Benchmarking – Definitions

• Why do Benchmarking?*Why do Benchmarking?

• Steps of Benchmarking – IWA• Steps of Benchmarking – IWA

Fi l d• Final word
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What is Benchmarking – definitionsg

Benchmarking is a tool for performance 
improvement through systematic search and improvement through systematic search and 
adaptation of leading practices.’ (IWA 2011)

Benchmarking is the process of comparing one's 
business processes and performance to business processes and performance to 
industry’s best practices....and

Benchmarking is Improvements from learning 
mean doing things better, faster and cheaper.
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1st reason ‐ Performance Assessment
With Cards

Objectives and Why?

D k•Do you know your
performance in 

i t th al
  [
%
]

Partner 1
Partner 2

comparison to other
utilities?

Lo
ad

 R
e
m
o
va

Partner 3

•Do you have a method
to compare?

Your Position

Partner 6
Partner 5 Partner 4

p

Costs [$]

Partner 7
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2nd reason ‐ Performance 
Improvement

With Cards

• How do you know where you

Improvement 
Objectives and Why?

• How do you know where you
can improve?

• How do you get knowledge al
  [
%
]

How do you get knowledge
about good practices?

• How do you find partner for

Lo
ad

 R
e
m
o
va Partner 1

Partner 2

Partner 3y p
common learning process?

• How do you exchange

Your Position

Partner 6
Partner 5 Partner 4

experiences?

• How do you derive goals for Costs [$]

Partner 5

Partner 7

Partner 4
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3rd reason – Public information and 
With Cards

communication
Importance? 

•How do you explain your al
  [
%
]

How do you explain your
performance towards
public?

Lo
ad

 R
e
m
o
va

Partner 1
Partner 2

Partner 3public?

•How to speak „the same 
l “ i h bli

Your Position

Partner 6
P 5

Partner 3

P 4language“ with public, 
politics and employees?

Costs [$]

Partner 5

Partner 7

Partner 4
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Chart – What is benchmarking?

Search
space

Analysis Implemen‐
tation

Benchmarkingcycle DVGW/DWA

Prospective
valueComparison value

Benchmarking
IWA

Performance 
Assessment

Performance Improvement
+

Public 
Information
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Source (adapted): Leitfaden Benchmarking and IWA –Benchmarking Water Services



Steps of Benchmarking - IWASteps of Benchmarking IWA
1. Preparation:

o Project Planning
o Orientation, Training and Project Control

2. Performance Assessment:
o Data Acquisition and Validation
o Data Analysis and Assessment Reporting

3. Performance Improvement:
o Improvement Actions
o Review of Improvement Actions
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Benchmarking work packages and associated 
tasks (IWA)tasks (IWA)

Project 
Planning

Orientation, 
Training & 

Project Control

Data 
Acquisition 
& Validation

Data Analysis 
& Assessment 

Reporting

Improvement 
Actions

Review of  
Improvement 

Actions

Preparation Performance Assessment Performance Improvement

g Project Control & Validation Reporting Actions

after IWA (2011)
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Benchmarking - Final WordBenchmark ng F nal Word

• Not a tool, but a processp

• Not an end  but a means• Not an end, but a means

N   b  • Not once, but continuous

• A way of life
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Working Groupg p

What is Next Steps – IWA - General?

What is Nest Steps in the specific Area? 

Project 
Planning

Orientation, 
Training & 

Project Control

Data 
Acquisition 
& Validation

Data Analysis 
& Assessment 

Reporting

Improvement 
Actions

Review of  
Improvement 

Actions

Preparation Performance Assessment Performance Improvement

g Project Control & Validation Reporting Actions

after IWA (2011)

2 Tables for each specific Area.p

Results expected at 16:20
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Thank you

George RizkallahGeorge Rizkallah

Rizkallah.george@gmail.com
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International experiences in benchmarking – How to achieve
performance improvement?

Key Performance Indicators and Benchmarking for Water Utilities in the MENA
Amman, Jordan, January 30-31 2013

Filip BertzbachFilip Bertzbach

www.aquabench.de
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aquabench comes from the industry

• aquabench was founded from leading Swiss and German q g
companies of the drinkingwater and wastewater branch, which 
have had experiences in benchmarking since 1996. 

• 15 economists and engineers are running 25 different 
benchmarking projects for the whole water cyclebenchmarking projects for the whole water cycle

28.02.2013 / Page 3 www.aquabench.de



Different Benchmarking projects for the whole water cycle with
more than 1,200 clients
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Definitions given by associations

German definition by DVGW/DWA 2008:German definition by DVGW/DWA 2008:
„Systematic and continuous (rotative) process for 
the identification, becoming acquainted with and 
adoption of methods and processes of p p
benchmarking partners“ 

International definition by IWA 2011:
„Benchmarking is a tool for performance 
i t th h t ti h dimprovement through systematic search and 
adaptation of leading practices“ 

28.02.2013 / Page 6 www.aquabench.de



Examples for international player in benchmarking

Region Organisation URL web

North 
America

Canadian National Water 
and Wastewater www.nationalbenchmarking.caAmerica Benchmarking Initiative 
(NWWBI)

g

South Aderasa www.aderasa.org
America Aderasa

Worldwide World Bank, IBNET www.ibnet.org

Europe European Benchmarking 
Cooperation (EBC)

www.waterbenchmark.org

Germany Various e g www aquabench de

28.02.2013 / Page 7 www.aquabench.de

Germany Various e.g. www.aquabench.de

(see for more examples Cabrera et. al. “Benchmarking Water Services”, IWA 2011)



Examples for international player in benchmarking

Region Organisation Programme type*

North 
America

Canadian National Water 
and Wastewater BenchmarkingAmerica Benchmarking Initiative 
(NWWBI)

Benchmarking

South Aderasa Performance AssessmentAmerica Aderasa Performance Assessment

Worldwide World Bank, IBNET Performance Assessment

Europe European Benchmarking 
Cooperation (EBC) Benchmarking

Germany Various

28.02.2013 / Page 8 www.aquabench.de

Germany Various 
Benchmarking

*(according to Cabrera et. al. “Benchmarking Water Services”, IWA 2011)



Benchmarking is Performance Assessment and Performance 
Improvement

Search Analysis ImplemenSearch
space

Analysis Implemen-
tation

• Not everyone believes that 
benchmarking works: 
Benchmarking “...is non-
transparent, is voluntary, itstransparent, is voluntary, its 
success is not measurable 
or is not taken on by the 
customer and it does 

thi f th t ti f
Prospective

valueComparison

nothing for the protection of 
clients.” (German regulator, 
2009) 

Performance Performance

Benchmarking • aquabench has taken stock 
of it’s projects in a survey: 
Does Benchmarking work?

28.02.2013 / Page 9 www.aquabench.de

Performance 
Assessment

Performance 
Improvement

Source (adapted): Leitfaden Benchmarking and IWA –Benchmarking Water Services



Content

1  aquabench introduction

2 Assessment and improvement in international projects

3 aquabench – How to achieve performance improvement?
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Favourable cost development?
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* Specific Costs
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Improvement, e.g. Change of strategies...

• Up to € 6 Mio annual savings 
• 33 Examples include change• 33 Examples include change

• of staffing, of technique, of 
process management, of p g
investment strategy, of 
construction, of in- and 
outsourcing of conditions ofoutsourcing, of conditions of 
external services

• for all performance criteria

28.02.2013 / Page 12 www.aquabench.de

Participants using KPI for financial
improvement

Other participantsA B C D E F G H I J K

Participants

• up to 3% of operating cost



Proven examples add up to 3% of the operating costs

Performance criteria33 Examples

Project,
e.g.sewer operation

Performance criteria
Quality and Efficiency

p
Examples from all 
operational areas
as well as for all 

Subject
e.g. cleaning interval

K f i di t

performance
criteria:
• efficiencyKey performance indicator,

e.g. Share of cleaned sewer

Optimisation field

• efficiency, 
• reliability
• quality

Optimisation field
e.g. Strategy

Annual savings up to 3% of operating costs

• customer 
orientation

• sustainability

28.02.2013 / Page 13 www.aquabench.de

g p p g sustainability



Why does it work? First answer - Do it continuosly!
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Ways of analyzing report

Online 
Database
Online 

Database
Work‐
shops
Work‐
shops ReportsReports

Documen‐
tation of 
action 

Documen‐
tation of 
action DatabaseDatabase shopsshops action 

proposals
action 

proposals
Continuous Process
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2nd Answer: Benchmarking (only) works in connection with 
individual goals: Management needs to step in!

I t d• Improvement „…needs a 
high degree of individual 
decisions and depends 
on the overall o t e o e a
objectives.“ (DVGW, 
DWA 2008)

• data collection and„…data collection and
monitoring (for regulato-
ry reporting) …does not 
necessarily get the best
results for customers… 
We propose that
companies develop their
own systems.“(Ofwat,

28.02.2013 / Page 16 www.aquabench.de

Participants using KPI for financial
improvement

Other participantsA B C D E F G H I J K

Participants

own systems. (Ofwat, 
March 2012)



Water utilities have to balance different goals

Catchment protection

Social sustainability

Economic sustainability

Ressource consumption

Sustain-
ability

Customer

QualityWater losses
Quality of supply

Failures Quality of service

Customer information

Complaints

…

…

Relia-
bility

Efficiency

Cost attribution

…

Personal analysis

Cost analysis

Finance of investment

Reliability of supply

Resources utilisation

…

Treatment utilisation

…

28.02.2013 / Page 17 www.aquabench.de

Source (adapted): Schulz, Goebel „Balanced Score Card at Emschergenossenschaft / Lippeverband“



Sum up

• Benchmarking works!g
• Effects of benchmarking will be reached by continuos work
• Connect the method to the goals of the utilities: Management 

needs to step in! Balance the different goals!

Search space Analysis
Is this the goal of your
utility (management)?ImplementationSearch space y ut ty ( a age e t)p

B t tiY P ti
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Best practiceYour po-
sition

Prospective
value



Annual Regulation Report 2010Annual Regulation Report 2010

Performance Monitoringg
for Six Water Service Providers in Palestine

This report has been prepared by the Palestinian Water 
Authority (PWA), in cooperation with six water service 

id i P l ti ith t f th D t hproviders in Palestine, with support from the Deutsche 
Gesellschaft für Internationale Zusammenarbeit (GIZ).



Introduction
• The Palestinian water law no 3/2002 mandates the• The Palestinian water law no. 3/2002 mandates the 

Palestinian Water Authority (PWA) the regulatory 
authorities for the water sector including setting approved 
standards, unified tariff system and regulating the water 
resources. 

• In efforts towards developing its role as a regulatory 
authority, the Palestinian Water Authority, with supportauthority, the Palestinian Water Authority, with support 
from the GIZ, recently it began working to reinstate and 
develop a performance monitoring system for water service 

idproviders. 



Introduction
• This effort was carried out on a voluntary basis in• This effort was carried out on a voluntary basis, in 

coordination and cooperation with six water service 
providers in the West Bank: 

1. Jerusalem Water Undertaking (JWU) 

2. Water Supply and Sewerage Authority (WSSA) of Bethlehem, Beit
Jala and Beit SahourJala, and Beit Sahour

3. Nablus Water Supply and Sanitation Department (WSSD Nablus): 
Municipal department

4. Tulkarem Water Supply and Sanitation Department (WSSD 
Tulkarem): Municipal department

5. Qalqilia Water and Wastewater Department: Municipal department5. Qalqilia Water and Wastewater Department: Municipal department

6. Salfeet Water and Wastewater Department: Municipal department.  



Objectives of the Performance Monitoring System

• To enhance the role of PWA as a competent and accountable• To enhance the role of PWA as a competent and accountable 
regulator and overseer of the Palestinian water sector. 

• To create an effective interface between PWA and a selective 
number of service providers in the West Bank that will lead 
to an enhanced and institutionalized performance 
monitoring system implemented by the regulator of the 
sector throughout Palestine.sector throughout Palestine. 

• Eventually, leading PWA on establishing a minimum required y g g q
level of service to be achieved by the service providers.



Selected Performance Monitoring Indicators 
1. Average daily per capita water consumption at domestic level (l/c/day): 

Total domestic billed water sales (m3) during the assessment period * 1000 / 
number of days * total number of served population

2. Average selling price per m3: Total billed water sales (NIS) / Total domestic, 
institutional, touristic and industrial water sales (m3)

3. Operating costs per m3: Operation and Maintenance (O&M) and 
Administrative costs in NIS (excluding depreciation) / Net water sales (m3)

4. Working ratio: Operation & Maintenance (O&M) costs and Administrative 
costs (Excluding depreciation) / Operating revenue

5. Fees collection efficiency (%):Water and wastewater fees collections during 
the year / total annual water and wastewater billed sales (NIS) ×100%



Selected Performance Monitoring Indicators 

6. Unaccounted‐for‐Water (U‐f‐W)%: 100% ‐ (Total billed quantity (m3) during 
the assessment period / (Total supplied water during assessment period ±
difference in stored quantities in utility reservoirs) * 100%)

7. U‐f‐W in (m3) per km in the main pipes per year: Total U‐f‐W during the year 
(m3) / Network length (km) ( ) / g ( )

8. Staff Productivity / employees per 1000 customers: Total number of working 
staff / (number of active water subscribers) / 1000staff / (number of active water subscribers) / 1000            

9. Percent of water samples containing free chlorine residual (CR) in the 
network: Number of Samples containing free chlorine residual / Totalnetwork: Number of Samples containing free chlorine residual / Total 
number of tested samples * 100%



Selected Performance Monitoring Indicators 

10. Percent of water samples free from total coliform: Number of tested water 
samples free from total coliform / Total number of tested samples * 100%

11. Percent of water samples free from fecal coliform: Number of tested water 
samples free from fecal coliform / Total number of tested samples * 100%



Data Reliability and Accuracy
• In order to be consistent and in conformity with the IWA standards y

on the quality of data and data sources, the same IWA quality 
standards were followed by PWA in this assessment. 

• The quality of input data was assessed in terms of the reliability of 
the source and of the accuracy of data, based on IWA 
recommended bands.



INDICATORS ANALYSIS

























Recommendations
1. Promote the adoption of accrual accounting, separation of financial1. Promote the adoption of accrual accounting, separation of financial 

accounts, bank accounts and updated asset registries by service 
providers through cooperation and enhanced relations with other 
stakeholders.

2. Prepare standard ratios for allocating indirect costs paid by municipalities 
on behalf of the service providers.

3. Encourage managers of service providers to regularly perform water 
quality analysis.

4. Develop targeted training courses in performance measuring to service 
providers. 

5.  Exchange of experience with other service providers who have noticeable
achievements in the water regulation field.



Next Steps
1. Further develop the project by adding other indicators.

2. Improve the quality of data collected from all service providers.

3 B th d f d th b f ti i ti i id3. By the end of year, expand the number of participating service providers 
in the PI’s project to cover all utilities, JSC’s and all municipal water 
departments in the West Bank and Gaza.

4. Set minimum levels of values of PI’s to be achieved by service providers. 

5 By the end of 2014 expand the project to cover all water and wastewater5. By the end of 2014, expand the project to cover all water and wastewater 
service providers and increase number of measured indicators to cover 
wastewater service. 

6. Include the results of the project and relevant data and forms on PWA 
website. 



Th k Y  f  Y  A iThank You for Your Attention



الجمھورية التونسية
وزارة الفلاحة والموارد المائية

 توزيع المياه والشركة الوطنية لاستغلال 

مؤشرات حسن الأداء
المياهتوزيع والشركة الوطنية لاستغلالفي

الجديدةالشايبفتحي للأشغال المركزي  المدير المركزي للأشغال الجديدةالشايبفتحي المدير



المحتوى

المياه توزيع و لاستغلال الوطنية الشركة تقديم•
المقارنة و الأداء حسن مؤشرات لإرساء الشركة استراتيجية•
Benchmarking : المقارنة•
المقارنة أنواع• ع
الداخلية المقارنة من أمثلة•
المقارنة و الأداء حسن مؤشرات إرساء قبل التحضيرية الأعمال•
الآفاق و الخلاصة•
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تغلال لا ة طن ال كة الش اتقد ال ز ت توزيع المياهوتقديم الشركة الوطنية لاستغلال



.توزيع المياه وتقديم الشركة الوطنية لاستغلال 

ىليع على تعمل و إدارية صبغة تكتسي لا عمومية منشأة المياه توزيع و لإستغلال الوطنية الشركة
 تتعلق و الجمهورية مناطق جميع تزويد تأمين قصد للشرب الصالح الماء توزيع و إنتاج

:يلي بما بالأساس أنشطتها يس

,الإنتاج و المعالجة و النقل: إنتاج الماء

,إدارة و صيانة شبكات المياه و التجهيزات و التصرف في المشتركين: توزيع المياه

الدراسات و الاشغال و التزويد: التطوير ,زويوير و ل و ر 

)ولاية ٢٤( فرعا بمختلف ولايات الجمهورية  ٣٨للشركة 
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توزيع المياه والشركة الوطنية لاستغلال 

 مؤسسة عمومية ذات صبغة غير إدارية
ة .١٩٦٨تأسست سنة أ

٧٣٥٠حوالي:عدد الموظفين. ي

 ٢٣٨٦٠٠٠حوالي :عدد المشتركين 
في .٢٠١١مشترك ي .ر 

 كيلومترا ٤٧٥٠٠حوالي : طول الشبكة.

الأقال ة(دد ا الت كالات ٣٨):ال  ٣٨):الوكالات التجارية(عدد الأقاليم



مؤشرات حسن الأداء

ء :أهم أهداف بناء مؤشرات حسن الأداء  لأ ن  ر  ؤ ء  :م  ب
, توحيد المفاهيم بين مختلف هياكل المؤسسة و الإقتراب أكثر من المفاهيم

ف القطا لة ف  ا ة ال ال ا ال ف ال لة  ط ال

,

المستعملة من طرف المؤسسات العالمية العاملة في نفس القطاع

المشابهة الأخرىالمؤسسة مع المؤسسات مقارنة        

,

تركيز منضومات تصرف حديثة مبنية على الأعلامية التصرفتحسين طرق 



المقارنة وأھمية مؤشرات حسن الأداء 
تقييم الفعالية و النجاعة.

ة ال الأھداف ق ق ت ة د ق قيس درجة تحقيق الأھداف المرسومة.

استعمال المؤشرات كوسيلة للمقارنة.

 في ما يخص قيس أدا ٩٠٠١أيزومواصفة لشروط الإستجابة
.و المنضومة بصفة اجمالية  المساراتنجاعة العمليات و 

 ٢٤٥١٢و أيزو ٢٤٥١٠المواصفات أيزو متطلباتلالإستجابة
وما يخص قيس أداء و نجاعة خدمات الماء الصالح للشرب و رب ح ج و يس ص ي

.الخدمات الأخرى المسداة للعملاء



مؤشرات حسن الأداء
قامت الشركة بإرساء مؤشرات حسن الأداء و المقارنة لتتمكن من متابعة مختلف النتائج

داة ف الزمان و المكان .و الخدمات المسداة في الزمان و المكانو الخدمات الم

:المؤشرات تتعلق بما يليمن جملة و قد تم اختيار  

,

,

مؤشرا  ١٥: التجهيزات المتعلقة بالإنتاج و إستهلاك الطاقة و المواد الكيميائية
من الماء ٣مؤشر إستهلاك الطاقة لإنتاج م

,
,

مؤشرا منها مردودية شبكة التوزيع ٢٢: الإستغلال
مؤشرات منها نسبة التزويد ٧: نوعية الخدمات المسدات للحرفاء

,مؤشرات منها عدد المشتركين لكل موظف ٥: التصرف في الموارد البشرية

,

مؤشرات منها مؤشر تغطية نفقات الإستغلال ٥: التصرف المالي و المحسباتي



( Benchmarking المقارنة ) ( Benchmarking ( المقارنة



 )Benchmarking(المقارنة 
منظومة للتطوير المتواصل مبنية على مقارنة أنظمة) Benchmarking(المقارنة 

ل  ا ل ط أ ك   ا   ل ف ال ل ف  ا لف ال لال  الإستغلال بينمختلف العاملين في نفس العمليات و تمكن من تطوير أدوات لتسهيل تبالإ
المقارنة منو تمكن. بنفس العمليات و القضاء على مواطن الخللالخبرات المتعلقة

,

,

تعديل كلفة الإنتاج و التوزيع

العلاقة مع المواطنتحسن 



العلاقة مع المواطنتحسن 

,

الماءضياع نسبة  من يص لالتق

,

المسداة الخدماتنوعية تحسن 



أنواع المقارنة
واحدنوع تتعلق  بالمقارنة ولكننا سوف نقتصر على تقديم  أأنواع توجد 

(Interne) و يتعلق بمقارنة عملية من عمليات الشركة بين مختلف فروع الداخلي

ك ل ل ل للالكل أق ل بين مختلف أقاليم ا الإستغلالشبكات  مردوديةمثال بالنسبة لحالتنا يمكن مقارنة 



 مثال من المقارنة الداخلية
بالمردوديةسوف نركز في هذا الباب على مقارنة مختلف أقاليم الشركة فيما يتعلق 

مناطق صناعية وسياحيةمناطق يغلب عليھا الطابع الريغي

 وشبكة التوزيع دون المعدل العام للبلاد  مردوديةحسب الرسم نلاحظ أن العديد من الأقاليم لهم نسبة 
و  قابسبالنسبة لولاية   % ٦٤،٥و  تطاوينبالنسبة لولاية  % ٥٨،٨و تكون في حدود  % ٨٠،١ب

هي ولايات تتمتع بمياه محلاة مما يستوجب دراسة الوضعية عن قرب وبالنسبة لولاية مدنين 



 مثال من المقارنة الداخلية
توزيع الأقاليم حسب مؤشر الإستھلاك و مؤشر الضياع سنة 2011

12 م3/يوم/كم
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% ٨٠هي منطقة تضم أقاليم ذات مردودية دون  ١المنطقة 
% ٨٥و  ٨٠بين هي منطقة تضم أقاليم ذات مردودية  2المنطقة  و ر م م وني
طقة  ة  3ال ق طقة  أقال ذا  %٨ف



إرساء قبل التحضيرية بل إر الأعمال يري  ل 
المقارنة ومؤشرات حسن الأداء 



الأعمال التحضيرية المقترحة

 برمجة دورات خاصة للإعلام و التوعية و التدريب
.للموظفين و إطارات الإدارة العليا

 وتعيين  المسؤولين المباشرين عن مؤشرات حسن الأداء و ن ر ؤ ن رين ب ين ؤو يين
المقارنة ، و تمكينھم من دورات خاصة و مكثفة للتدريب و

.التأھيل ي

 إرساء منظومة تحفيزية لمكافأة الموظفين الذين يحرزون
المقارنة و الأداء حسن مؤشرات تطبيق ضمن متقدمة نتائج متقدمة ضمن تطبيق مؤشرات حسن الأداء و المقارنةنتائج



ة الآفاقالخلا الآفاق والخلاصة



المقار ومن مؤشرات حسن الأداء  الإستفادة:  الخلاصة

المستفيدين من خدما ءالعمل على مواصلة رفع مستوى رضا
و استعمال مؤشرات حسن من خلال التحسين المستمرالشركة
.المقارنة  والأداء 

التزام من النظامالجميعانخراطوالتأكد لھذا موظفين م ز ن  يعرو  مج ھ  ين  .و

 لا المقارنة  واستعمال مؤشرات حسن الأداء التأكيد على أن
ذات عمل بيئة يوفر بل الجھد من المزيد أكبرنجاعيتطلب ة .ة أكبرنجاعيتطلب المزيد من الجھد بل يوفر بيئة عمل ذات 

 مؤشراتالتأكد من تكامل الموارد البشرية العاملة تحت مظلة
ا نةالأ قا ال .المقارنةوحسن الأداء 

التأكيد على إمكانية تحسين جميع الأجھزة الحكومية من خلال
لأ ق الأداتط ن ات نةؤش قا ال



المستقبلآفاق 

 التطوير والتحسين المستمرثقافة رسيخ تالعمل على.
ت ال التط ف تف ال ة غ ق ق ت ل ل ال  العمل على تحقيق رغبة المستفيدين في التطوير المستمر

.، و استباق انتظاراتھم و تطلعاتھمالخدمات
ل ل طال كت أق إل ات ا الإ الإجراءات إلى أقصى حد ممكن، و تبسيطالعمل على

الرفع من نجاعة الموظفين و مردودية وسائل العمل 
المقارنة و الأداء حسن مؤشرات .بمتابعة مؤشرات حسن الأداء و المقارنة بمتابعة

استخدام مؤشرات حسن الأداء و المقارنة  العمل على
العملل ف التميز درجات أعل الإنطلاقتحقيق أجل من ، ، من أجل الإنطلاقتحقيق أعلى درجات التميز في العملل

.  الجودة الشاملة و التقدم نحو الإمتياز نضومةمفي 



ا شكراشك



Benchmarking in Practice

Moving from measurement to g f
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Plan of the presentation

• Steps of benchmarking

• Success factors of benchmarking

– From general to specific (corporate & Process BM)g p ( p )

– Training, support, plausibility checks

– Performance assessment tools, (online Software, , ( ,
individual report)

– Workshops and networkingp g

• Examples

Key Performance Indicators and Benchmarking (PIB) for Water Utilities in the MENA / Arab Region
30‐31 January 2013 – Amman ‐ Jordan 2



Definitions (reminder) 
• ‘Benchmarking is a tool for performance 
improvement through systematic search and

adaptation of leading practices.’  (IWA 2011)
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Benchmarking Objectives
(reminder)

• The objective of Benchmarking lies in

(reminder)

The objective of Benchmarking lies in 
determining improvement potential and 
working out and implementing realizableworking out and implementing realizable 
measures to improve performance.

• The systematic locating of influenceable
causes for existing differences is the Focus 
of Benchmarking. 

(DWA 2008)
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Benchmarking Objectives
(reminder)(reminder)

Key Performance Indicators and Benchmarking (PIB) for Water Utilities in the MENA / Arab Region
30‐31 January 2013 – Amman ‐ Jordan



Steps of Benchmarking
(IWA) (IWA) 
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Benchmarking work packages and associated tasks 
(IWA)( )
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Steps of benchmarking
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Success factors for Benchmarking

General
• Strategic approach

• Clear commitment of the leadership to benchmarking results

• From general to specific (corporate vs. process benchmarking)

Performance assessment
• Clear Structure and definitions of benchmarking systems (especially IWA‐

Performance Indicator)

• Training, support, plausibility checks

• Performance assessment tools, (online Software, individual report)

Performance improvement
• Workshops and networking

• Continuous benchmarking

Key Performance Indicators and Benchmarking (PIB) for Water Utilities in the MENA / Arab Region
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• Continuous benchmarking



Benchmarking, … the rationale : 
continous processcontinous process
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Meaningful comparison of Performance Indicator needs 
multidimensional framework and context information

Performance assessment framework

++
Context Information
(size, structure, topography, level of technology, 
region...)
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Integrated process model structure
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Example : Running cost

• Country/utility : $/m3y/ y $/

• Comparison

• Analysis• Analysis

• Discussion

• Need of more information ??

• Conclusions
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Potable water : simplified process model 
(Corporate vs Process PIs)(Corporate vs Process PIs)

Choose the right PI
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Corporate – Process level

• PI system should be structured hierarchically :

– Corporate level (aggregation level) :

• Consolidation status of information about the object of investigation 
of PI.

• A highly aggregated PI gathers information at company level with low g y agg ega ed ga e s o a o a co pa y e e o
level of detail (e.g. Operating cost of water supply ($/m3) Support the 
summarized evaluation of efficiency the company (with danger of 
misinterpretations)

– Process level (Process PIs have high significance) 
• Detailed investigation allow more accurate PIs

M ff t d dit d t th i d i• More efforts and expenditure on data gathering and processing

• But allow comparison between benchmarking partners only if the 
describe the same process

Key Performance Indicators and Benchmarking (PIB) for Water Utilities in the MENA / Arab Region
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From general to specific

1 As the first step PI comparison is carried out at

From general to specific

1. As the first step, PI comparison is carried out at 
the company level

2 Determination of the imrovement potential2. Determination of the imrovement potential 
and the concerned processes

3 Th b h ki h l l3. Then benchmarking at the process level

4. Prepare the implementation of the concrete 
measures

Key Performance Indicators and Benchmarking (PIB) for Water Utilities in the MENA / Arab Region
30‐31 January 2013 – Amman ‐ Jordan 16



Corporate 
benchmarking 
vs. process 

benchmarkingbenchmarking
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Benchmarking at Corporate Level : identifies 
areas of improvement 
Benchmarking at Process Level : leads to Benchmarking at Process Level : leads to 
action plans
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Hierarchy of PI’s
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Example of one utility
Area of improvement  identified in corporate benchmarking: 

Supporting Process

Wastewater Treatment

Wastewater collection

Wastewater Treatment

Wastewater Collection
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Example ‐ detailed assessment via process 
benchmarkingbenchmarking

Identifying areas of performance 
improvement (corporate benchmarking)

Detailed assessment via process benchmarking

o
n
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Energy costs of pumping station Inspection costs

C t f ti l t l DN 1200

Sp
ec
i

Operating Costs

Capital Costs

S

Supporting Process

Wastewater Treatment

Key Performance Indicators and Benchmarking (PIB) for Water Utilities in the MENA / Arab Region
30‐31 January 2013 – Amman ‐ Jordan

Costs of pumping stations

Costs of other processes

Costs of separate manhole 
inspection

Non allocated costs

Costs of sewer cleaningCosts of constructional sewer maintenance

Costs of optical pre ‐control> DN 1200

Costs of optical pre ‐control< DN 1200

Wastewater Treatment

Wastewater Collection



Example: Deriving action plans via process 
benchmarkingg

Detailed assesment via process 
benchmarking

Using process benchmarking as 
an improvement tool 

networking, 
k h

Process „Operating Sewer System“
• Changing the frequency of 
inspection and cleaning of 
pumping station€

/k
m
)

workshops, 
action proposals, 
continuous 
benchmarking

pumping station
• Changing frequency of 
cleaning sewer system

• Integrating manhole‐

er
o
p
er
at
io
n
(€

inspection in other activities
• …

Process „Investment in Sewer System“
N h f ll i bl

fi
c
C
o
st
s
Se
w
e

• No change of overall sustainable 
strategy of high investment level

• Change in standards of new 
manholesEnergy costs of pumping station

C f i i

Inspection costs

C t f ti l t l> DN 1200

Sp
ec
i
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• …
Costs of pumping stations

Costs of other processes

Costs of separate manhole inspection Non allocated costs

Costs of sewer cleaningCosts of constructional sewer maintenance

Costs of optical pre ‐control> DN 1200

Costs of optical pre ‐control< DN 1200



Example: Annual savings are achieved, which 
add up to 2 7% of operating costsadd up to 2,7% of operating costs
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Training and plausibility checks

• Training (and orientation) : 

ll th t b i l d i BM j t– all the team members involved in BM project.

• Data validation and plausibility checks : 

– incorporated since the data collection (reduce 
misunderstanding and mistakes during acquisition 
h )phase)

– Crosschecks of variables
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Online Software – What for?

 … to make data processing 
more effective

 … to have common 
definitionsdefinitions

 … to have real time data

 … to do reports on your p y
own

 … Clustering, visualizing, …
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Ways of analysing to results

Online Analysis 
(all the time)

Pre‐
paration

Data‐
entry

Identification 
of 

Benchmarks
Analysis Integration

Jun.Mai Sept.Aug.Juli Jan.Nov.Oct.

2012 2013

April Feb. MarDec.

Draft 
reports

Final reports

Expert‐Workshop 
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Project timeline data base for a individual utility

Pre‐
paration

Data‐
entry

Identification 
of 

Benchmarks
Analysis Integration

Jun.Mai Sept.Aug.Juli Jan.Nov.Oct.

2012 2013

April Feb. MarDec.

Activation of 
questionnaires 
i h li End of data

Draft 
reports

Final 
reports

Second 

Final data 
Entry

Next data 
entry

in the ‐online‐
platform

End of data 
entry/ Quality 
assurance

Expert‐
Workshop 

Data Entry
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Time Schedule – 10‐18 month
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Benchmarking reports in benchmarking 
jprojects

1. Part I: Management‐Summaryg y
 Descriptive and evaluative summary of  the results 

with main statements and improvement potentials 

 Assessment of changes according to last years

2. Part II: Detailed Analysis
 Charts regarding the utility position for all performance 

i di i h f lindicators with reference values

 Charts regarding the utility changes

3. Part III:  Overview 
 Overview of context information, variables and 

calculated performance indicators of the utility

 Variables, Context information with definition; 
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Who is involved?

Who? Responsibilities Number of Persons

Association
• Project leader

1 2Association
• Supporting of project

1-2

• Project management
• Data management

Project coordinator 
(Consultant)

• Data management
• Moderation of whole 

process
• Reporting

1-2

Reporting

Utilities
• Data Entry
• Data Analysis

1-5
Commitment of 

leadership, projecty
• Action Plan

leadership, project 
coordinator, technical and 

financial staff

Advisory Board • Organizational and 3 6
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Advisory Board g
professional advising 3-6



Evaluation principles (1) ‐ General

• Principlesp
 Preparation

 Contact

 Exchange Exchange

 Confidentiality

 Use of Data

 Legality Legality

 Completion

 Understanding and agreement

 Benchmarking with competitors Benchmarking with competitors
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Evaluation principles (2) ‐ Confidentiality

• Principle of confidentiality
 confidentiality as prerequisitey p q

 Project coordinator (Consultant) sees  all data

 different handling within workshops and for 
reporting
(workshop open, reports made anonymous)

 understanding between participants on 
publication

• Employment and representation of 
results in public
 anonymous and aggregatedy gg g

 no pure comparison of values 

 with the determination of performance (What 
does that mean?)
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Lessons learned ?
Benchmarking: “Learning from the best”Benchmarking:  Learning from the best

• Benchmarking is voluntarily and should be 
developed by utilities :developed by utilities :
• International „language“ of benchmarking does 

exist: IWA‐PI‐System, DWA,..
• Success factors for meaningful performanceSuccess factors for meaningful performance 

assessment and improvement are written down 
and available (Manuals)

• Process benchmarking is a strong tool for 
f i tperformance improvement 

• Associations of the utilities should support 
benchmarking by guidelines and research 

j tprojects
• Governments should support benchmarking
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From Measurement to Improvement..

• The key success is that benchmarking should be 
“owned” by utilities them selves not “enforced” byowned  by utilities them selves not  enforced  by 
other organizations, regulators, etc..

• Ownership is encouraged by demonstrated• Ownership is encouraged by demonstrated
improvement in efficiency and service delivery. 

• Benchmarking is not just a data collection exercise• Benchmarking is not just a data collection exercise

• Utilities should be convinced that such information  
can help them impro e their performancecan help them improve their performance.
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Avoid interminable pilot projects..
• It is important to start with what is available and 
then improve the measurement over yearsp y

• Experiences show that we spend years in perfecting 
measurement in few pilot cities, but it is difficult to 
replicate in the other cities.

• Start benchmarking at a scale involving as many 
utilities as possible by developing a system using the 
existing information.

• Benchmarking undertaken at scale can make real 
impact
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Further readings:

• Performance Indicators for Water Supply Services (Allegra, H. et al.)
• Process Benchmarking in the Water Industry (Larsson, M. et al.)
• Water Utility Benchmarking (Berg, Sanford V.)
• Benchmarking Water Services (Cabrera Jr., E. et al.)Benchmarking Water Services (Cabrera Jr., E. et al.)
• Regulatory compliance – a proportionate and targeted approach – A consultation (OFWAT)
• Advisory Leaflet DWA‐M 1100E: Benchmarking in Water Supply and Wastewater Disposal (DWA)
• ACWUA‐GIZ Regional Training Course “Key Performance Indicators and Benchmarking for Water Utilities in 

the MENA/ARAB Region”, Alexandria, July 4‐8, 2010,the MENA/ARAB Region , Alexandria, July 4 8, 2010, 

• ACWUA‐GIZ Training Course for Top Managers “Key Performance Indicators and Benchmarking for Water 
Utilities in the MENA/ARAB Region”, 1st Arab WaterWeek, Amman, Jordan, December 8‐9, 2010

• International experiences in benchmarking. Arab WaterWeek Presentation. Amman, Jordan, December 
2010, Filip Bertzbach

• Performance improvement via use of performance indicator – 15 years of voluntary benchmarking in 
German water industry. Arab WaterWeek Presentation, Amman, Jordan, December 2010, Filip Bertzbach

• How to achieve and prove performance improvement – 15 years of experience in German wastewater 
benchmarking

• Benchmarking in emerging economies: The Performance Assessment System (PAS) Project in India

• Impact of structural conditions on water supply (Merkel, W. et al.)

• Water Loss Performance Indicators (Liemberger, R. et al.)
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Thank you for your attentionThank you for your attention

M t f  Bi dMostafa Biad

mbiad@onee.ma
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How to set and apply a benchmarking
system?system?
Key Performance Indicators and Benchmarking for Water Utilities in the MENA
Amman, Jordan, January 30-31 2013

Filip Bertzbach

www.aquabench.de



How to start?

Build on existing experience

Align with strategic objectives

Chose appropriate level

Organize and motivate

28.02.2013 / Page 2 www.aquabench.de
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In Germany utilities were pioneers
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Today experience has been made

• Manuals on benchmarking have been
published in Germany (2005) and on 
international level (2011)

• Various regional „benchmarking“ 
approaches exist in MENA region

• 4 training courses of GIZ / ACWUA 
have trained more than 150 managers
from 2010 – 2012

28.02.2013 / Page 4 www.aquabench.de



Prerequisites to successful benchmarking
How to successfully join?How to successfully join?

• Alignment with strategic objectives
• Commitment of senior management
• Willingness to provide good quality data in time
• Willingness to share knowledge and experience
• Stable organisationg
• Benchmark at appropriate level
How to successfully organize?

• Comparable participants• Comparable participants
• Performance assessment system
• Continuous process

28.02.2013 / Page 5 www.aquabench.de

• Code of conduct
• Funding Source: (Cabrera et. al. “Benchmarking Water Services”, IWA 2011)



Align it to strategic objectives (e.g. in 
Germany 1997) (1)Germany 1997) (1)

Charges for W t ti

180%
7000

Charges for
Wastewater in 

Germany

Water consumption

140%

160%
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100%

120%

0

1000

2000

1991 1992 1993 1994 1995 1996 1997
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80%
1991 1992 1993 1994 1995 1996 1997 1998 1999

Öpubic service and other

Industry

Private household and small business
****

* Indizes 1999  to 1995



Align it to strategic objectives (e.g. in 
Germany 1997) (2)Germany 1997) (2)

RisingRising qualityquality standardsstandards

(European (European legislationlegislation))

WaterWater andand

WastewaterWastewater

WaterWater andand

WastewaterWastewater
International International WaterWater

ii
NoNo roomroom totoWastewaterWastewater

operatoroperator

WastewaterWastewater

operatoroperator
companiescompanies

adapaptadapapt chargescharges

Public Public budgetsbudgets andand

privatizationprivatization effortsefforts
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Benchmarking was an answer – Why ? 
(Survey with operators in 1998)(Survey with operators in 1998)

21%
6%

4% Performance assessment ( 21 % )
21%

7% New Ideas( 19 % )

Documentation of Performance ( 16 % )

12,00%
19%

Improve process of supply mgmt.( 15 % )

Kanal-Improve sewerage process( 12 % )

Improve organisation ( 7 % )

12%

16%

15%
Improve organisation ( 7 % )

Improve legal structure( 6 % )

Start learning experience ( 4 % )
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„Align it to objectives is an ongoing task
(e.g. Canadian Utility Managament Model)(e.g. Canadian Utility Managament Model)
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Source: www.nationalbenchmarking.ca



Chose appropriate level

Option 1: Start at corporate level
4 More easy access to data
4 More useful for public in-formation
and performance assessment

WW DW

utility

and performance assessment
4 Common base for dif-
ferent individual interests

E l

Option 2: Start at process level
4 More focused on improvement

4 More specific improvement goals

processes

Example:
• Canadian Benchmar-
king Initiative
• German Federal 

4 o e spec c p o e e t goa s
4 Better comparability of data

Example:
50 biggest German

Sewer 

Syst.  

WWT
P 

… Prod Distrib
.

… State Projects • 50 biggest German 
wastewater companies

• Scandinavian „6 cities group“
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Organize and motivate

• Agree on code of conduct
• Plan communication strategy

Willingness, 
Openess Plan communication strategyOpeness

• Develop method together with participants
• Support data collection

Data 
availability • Support data collectionavailability

• Roles, Responsibilities
Ti li

Project 
i ti • Timelineorganisation

• Incorporate experienced 3rd party to
b i “Experience

28.02.2013 / Page 11 www.aquabench.de

become „organizer“Experience



Who makes the first step?
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ACWUA Technical Working Groups (TWG)

Management of 
Utilities

 Cost Recovery

Management of Water 
Resources

 Governance

Utilities Reform
 Autonomy/ 

Commercialization

 Non Revenue Water
Water for the Poor
 Energy Efficiency

 Asset Management

Master Planning
 Protection of Resources
 Adaptation to Climate 

Change

 Public‐Public 
Partnership

 Private‐Public 
Partnershipg Change

 IWRM

Partnership

Benchmarking

Capacity Building 
& Training

 Training Strategy
 C tifi ti

Water & Health
 Domestic Water Supply
 Waste Water Treatment 

and Re use Public Awareness
 Certification and Re‐use



Benchmarking developments inside ACWUA 

In cooperation with the 

Performance Assessment in Water Supply and Sewerage Utilities in the MENA Region

Objective of the assignment 

to collect, review, verify and analyze data on utilities’ performance for the past five years 
(covering the period 2006 – 2010) of utilities participating in ACWUA with the objective 
to use that information to:to use that information to: 

1. Identify best practice in utility performance amongst participating utilities, 

2. Develop training programs accordingly and 

3. Promoting standards of performance.  



Assignment workplan



Collected DataCollected Data

• Utilities Performance data Excel sheet

• Utilities Tariff data Excel sheet 

Actual ParticipantsActual Participants

• Gulf Countries: • North Africa Countries:Gulf Countries:

• Kuwait

• Bahrain

L t t i d Y

North Africa Countries:

• Egypt

• Sudan

T i i• Levant area countries and Yemen:

• Jordan

• Palestine

• Tunisia

• Mauritania

• Algeria – Water

• Yemen



Obstacles faced in data collectionObstacles faced in data collection

• Unstable political situation in the region.

• Measuring and gathering performance data is a new, immature experience 
f f h d ifor most of the targeted countries.

• Identification of concerned contacts within countries and working on it 
was a very time consuming and hard task. 

• This also affected the quality of received data and increased number of 
iterations to enhance it and that affected badly the willingness of targeted 
countries to continue in the processcountries to continue in the process.



Actions taken to overcome obstaclesActions taken to overcome obstacles

• Grasp chances to meet contacts face to face in regional conferences and 
training courses. 

• Changing some countries’ contacts whenever possible• Changing some countries  contacts whenever possible.

• Communicate with some utilities directly and not through contact 
persons.

E h i f t b fit f th j t• Emphasize on future benefits of the project.



Lessons LearnedLessons Learned

• Modify the data collection methodology.
– Identification of targeted countries willingness to participate 

(I i d i i )(Intention and motivation)

– Identification of authorized, concerned, qualified and specialized 
contact persons for each participating country.



Expected OutcomesExpected Outcomes

• Performance assessment and benchmarking report. 

• IBNET Arab Region Website. 

www.arabwaterutilities.org
– Performance data

Tariff data– Tariff data

• Training presentation.



www.arabwaterutilities.org



A Regional Initiative for Monitoring
Access to Water Supply and Sanitation Beyond 2015 (MDG+ Initiative)pp y y ( )

 Mandate

 Three resolutions of the Arab Ministerial Water Council.

 Aim

 Enhance monitoring not develop new goal.

 Scope Scope

 Level and quality of access and services.

 Environmental protection.

 Indicatorsd cato s

 Expand on current JMP indicators to include issues like; availability, quality, 
affordability, and environmental protection.

 Data availability and measurability.

 Efficiency (maximum additional information in relation to needed efforts).

 Phasing.





Vision for implementing the MDG+ Initiative

 At the National level At the National level

 National Monitoring  Teams  (representation of concerned agencies).

 At the Regional level

 Arab Ministerial Water Council ‐ political coverage.

 Advisory Board (ESCWA, ACWUA, CEDARE, RAED, AWC).

 Data management system (MDG+ unit) ‐ ACWUA Data management system (MDG+ unit) ‐ ACWUA.

 Technical and institutional support ‐ ESCWA and ACWUA.

 At the Global Level

 Financial support – Swedish International Development Cooperation 
Agency (SIDA).



Benchmarking Training Programs

1. Alexandria, July 2010

2. Amman (Back to Back with AWW), December 2010

3. Aqaba, October 2012

4. Rabat, November 2012

5. Amman (Back to Back with AWW), January 2013 



At trainings, groups tasks were:
• Objective : Defining an indicator systems at regional level, (e.g. for ACWUA 

members), starting benchmarking

• What are themost important performance indicators (3 to 4 PI’s) in utilityWhat are the most important performance indicators (3 to 4 PI s) in utility 
management and for different domains ? 

• 4 WGs on the following Domains: 

 WG 1 : O&M, ,

 WG 2 : Financial

 WG 3 : Quality of service, 

 WG 4 : Staff

• The PI is of interest to all utilities

• Its definition is widely accepted andIts definition is widely accepted and

• The PI makes sense in a regional context.



Training Outcomes
(Amman & Alexandria KPIs)



Training Outcomes
(Amman & Alexandria KPIs)



(Aqaba & Rabat KPIs, Amman 2013 KPIs,………………………………… 
A 2020 KPI h h !!!!!!)Amman 2020 KPIs, then what!!!!!!)



The way forward 
Activating the Benchmarking TWG through the following scope:

a) Review of Benchmarking activities in the region: ) g g
• To compare the sets of KPIs and agree on common KPIs based on IWA 

international practice.
• To compare strength and weaknesses of the running programs.
• Design a survey to collect motivations and impressions from ACWUA members• Design a survey to collect motivations and impressions from ACWUA members 
• To build common understanding on terms and definitions

b) Support for national and regional programs by:b) Support for national and regional programs by:
• Supplying its own online software to facilitate benchmarking initiatives 
• Arabic adaptation of the latest IWA‐manual „Benchmarking water services –

Guiding water utilities to excellence“ for the Arab countries
R i l t i i k h t t b h ki j t• Regional training workshops to set up benchmarking projects

• Organizing the exchange of experience of running benchmarking programms



The way forward 
Activating the Benchmarking TWG through the following scope:

c) Developing ACWUA Benchmarking Project (National/Regional)) p g g j ( / g )
1. Very well defined goals (performance improvement/public information 

matchmaking or twinning of utilities) 
2. Define the tasks on national and regional level
3. Following the international Best Practice to link globally (IWA) 
4. Step by step (limited number of indicators/grouping of comparable 

participants) 

d) Evaluation and Benchmarking for other ACWUA TWGs activities.

Who is wiling to volunteer in theWho is wiling to volunteer in the 
BM TWG? TWG guidelines



ACWUA Benchmarking Project (National/Regional)
• Define tasks on national level and regional levelDefine tasks on national level and regional level
• KPIs according to comparable participants (Groups)  (5 KPIs/10 KPIs/20 KPIs)

Yemen

EgyptAlgeria

ACWUA 
Benchmarking 

project TunisLebanon project Tunis

JordanMorocco

Lebanon

JordanMorocco



Eng. Mustafa Nasereddin
P.O.Box: 962449, Amman 11196 Jordan
E‐mail: mustafa_nasereddin@acwua.org
www.acwua.org 
Phone: +962‐6‐5161‐700
Fax: +962‐6‐5161‐800



Day 1 Picture Captions 

1. ACWUA Secretary General, Eng. Khaldon Khashman and GIZ 

Representative, Dr. Thomas Petermann, Opening Session 

2. Participants Main Expectation, beginning of Training 

3. Participants Secondary Expectation, beginning of Training 

4. Tunisian Case Study 

5. Palestinian Case Study 

6. Performance Criteria 

7. Group Discussions I 

8. Group Discussions II 

9. Group Discussions III 

10. Group Discussions V 

11. Group Discussions IV 

12. Initial Discussion Results 

13. Assessment Criteria  

14. Evaluation Criteria and Rating of initial results 

15. Day 1 Evaluation 

  



 

 

 

 
ACWUA Secretary General, Eng. Khaldon Khashman 
and GIZ Representative, Dr. Thomas Petermann, 
Opening Session 

 
Participants Main Expectation, beginning of Training 

 

 
Participants Secondary Expectation, beginning 
of Training 

 

 
 

 

 
Tunisian Case Study 

 
Palestinian Case Study 

 
Performance Criteria 



   

 
 

 

 
Group Discussions I 

 

 
Group Discussions II 

 

 
Group Discussions III 

 

  

 

 
Group Discussions V 

 
Group Discussions IV 

 
Initial Discussion Results 



   

 

 

 
 
Assessment Criteria  

 

 
Evaluation Criteria and Rating of initial results 
 

 
Day 1 Evaluation 

 
   



Day 2 Picture Captions 

1. Trainers in Action 

2. Group Photo of Participants 

3. Training Repertoire 

4. Mustafa Nasereldin – ACWUA 

5. Who makes the first STEP ! 

6. Who makes the first STEP !! 

7. Who makes the first STEP !!! 

8. Summary of Training Results ! 

9. Summary of Training Results !I 

10. ACWUA and GIZ Representatives in Closing Ceremony 

11. Criteria for who should r in the ACWUA BM WG be a  

member as agreed upon by Participants 

12. Evaluation Day 2 

 

 

 

 



 
 
 

  

 

 

 

Trainers in Action Group Photo of Participants Training Repertoire 

 

 

 
Mustafa Nasereldin - ACWUA Who makes the first STEP I Who makes the first STEP II 



 

 

 

Who makes the first STEP III Summary of Training I Summary of Training II 
 

  
ACWUA and GIZ Representatives in Closing Ceremony 
 

Criteria for who should r in the ACWUA BM 
WG be a member as agreed upon by Participants 

Evaluaton Day 2 
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