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    Introduction 
 

UPMU was established in accordance with WAJ Law No. 18 and its amendments in 

Article (10) to enhance water sector principles of transparency and good governance, 

and to improve legal and contractual relationship between the Ministry of Water and 

Irrigation (MWI) - WAJ and Water Utilities. 

Monitoring Performance is very important and critical for building better performing 

utilities. It helps them to determine how efficiently their operations and activities are 

being conducted, and to assess the productivity of management and employees. It 

also enables the utilities to evaluate their results against a set of Performance 

Indicators (PIs). 

The organization structure of UPMU consist of director and five experts, GIZ supports 
UPMU with different training and workshops from August 2019 to end of Jun 2021 as 
listed in the following chapter. 

GIZ will continues supporting UPMU in different fields as below: 
 
1. Update monitoring tool where needed.   

2. Set performance targets for utilities in combination with business planning  

3. Develop a concept to support utilities in improving data collection. 

4. Formulate business plans guidelines 

5. Formulate customer service guidelines and customer orientation.  

6. Recommend updates on regulations and review the assignment agreements 

7. Develop a concept of incentive and penalty scheme for utilities on quality-of-service 

delivery and implementation enforcement 

8. Develop an inspection protocol to validate data. 
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1. Documentation of training and workshop through GIZ support  

1.1 Dirk Schaefer 

1.1.1 Agenda of Management of water resources in Jordan Workshop (27th July 

to 02nd August 2019) 
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1.1.2 Utility Performance Monitoring presentation (8th March 2020) 
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1.1.3 Utility Performance Monitoring in Jordan presentation (14th May 2020) 
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Note: When developing their monitoring and reporting systems, regulators sometimes have a 

tendency to ask for every possible information they can think of. The legal mandate to monitor 

and report on utility performance is sometimes interpreted in a way, that the regulator should 

collect or have access to, maybe even in real time, every information, the utility is processing.  

This ambition can lead to information systems which contain a lot of information, the regulator 

does no use and need to fulfil its regulatory mandate. It also wastes resources at utilities, who 
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have to invest time and effort to compile and submit the information in the way the regulator 

demands. 

If utilities experience, that the regulator does not analyse and utilize most of the information 

submitted and does not provide sound feedback on the same, respect and acceptance for the 

regulatory authority can suffer 

  It is therefore part of the regulator’s responsibility and its strive for efficiency in the sector to 

carefully choose the data it requires utilities to submit. In order to do so, above questions can 

provide guidance. 

 

   Note: To improve the efficiency and consistency of data collection and to facilitate the analysis 

and comparison of utility performance, regulators should use tailor-made tools. 

For the first phase of developing the regulatory framework for Jordan, a simple Excel tool was 

developed. At this early stage and also given the small number of regulated utilities, developing 

an Excel based tool appeared most economical.  

   It is a tool to support the processes of data collection and analysis at UPMU. It is, however, only 

a tool and its usefulness depends on how UPMU staff uses it in practice and continues to amend 

and further improve it according to the experience gained.  
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Note: At the start of developing the monitoring framework for Jordan, many stakeholders 

insisted, that the utilities in Jordan “cannot be compared because they are so different”. 

  This reflected a misperception of what “comparison” means from a regulator’s point of view. For 

a regulator “comparison” does not imply that the regulator expects that all utilities perform at the 

same level for each indicator.  

   Rather, comparison means as a first step making differences in performance visible and as a 

second step trying to understand those differences. Differences in performance can be caused 

by external factors like topography, which could lead to higher electricity costs for pumping, 
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internal factors like management performance which can influence collection efficiency or by a 

mix of both, as can be the case for staff per 1.000 connections. 

   It is one of the regulator’s core responsibilities to analyse and compare performance and to 

differentiate between justifiable and non-justifiable differences in performance.  
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   Note: In the initial set of indicators, partly borrowed from the previous PMU reporting, some 

definitions proofed to be ambiguous and therefore would have hindered any specific 

regulatory response.  

   In above indicator for instance, complaints on water quality and lack of water had been 

combined. But both complaints are of very different nature and require very different 

responses.  

   It is, therefore, important, that indicators are defined in a way that allows for precise 

identification of underlying problems and for specific utility or regulatory responses. 

 

Note: Separating "no water"complaints from "water quality “complaints helped to get a much 

clearer picture. 
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Note: Nevertheless, the analysis of many indicators will allow the regulator to notice a potential 

problem (i.e. large or increasing number of "no water “complaints), but in order to formulate a 

regulatory response, further analysis might be required.  

A starting point is often to look at other indicators which could help to develop a deeper 

understanding.  

   In above case, the comparison with the indicator “billed water consumption per capita” for 

instance reveals, that while the number of complaints on “no water” rise during the second and 

third quarter in Aqaba and Miyahuna, the average consumption increases as well. I.e. the 

increase in complaints is not correlated to a decrease in total water provided and could, 

therefore be an indication of rising inequalities in water distribution during summer. But to verify 

this, UPMU would have to ask for additional information, e.g. on the spatial distribution of 

complaints. 
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Note: When looking at indicators as a regulator, it is important to understand the formula behind 

each indicator in order to be able to properly interpret the results.  

It is key for a regulator to develop an understanding of not just what an indicator does show 

but also of what an indicator does not show. Significant variations, like the above example for 

Miyahuna, can result from inaccurate data, mistakes in data entry but can also have plausible 

operational reasons. A first step towards understanding the reasons for such fluctuations is 

often to look at the underlying data reported by the utility, which is used to calculate the 

indicator.  

 

Note: NRW or water losses is considered a KPI in the water sector in most countries.  

However, there are different ways to look at and to analyse and compare water losses according 

to the International Water Association (IWA). Using those different indicators to rank the water 

utilities in Jordan would lead to different results. To fully understand water losses from a 

regulatory perspective, focussing on the formula for NRW alone might therefore not be 

sufficient. 
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Note: For some performance indicators, it is not possible to establish a specific 

performance target. 

E.g. for water resources used per capita, Aqaba’s higher consumption results from the 

larger share of industrial customers. It is, therefore, not an expression of inefficiency.  

Likewise, the average water charges for billed consumption are a direct result of the tariff 

structure       and consumption patterns of customers. While a higher average water charge 

might be better for the financial status of a utility, it could also be the result of unequal water 

distribution during periods of water scarcity. I.e. there is no unambiguous way to establish 

a performance target for this indicator, but it is still important for UPMU to analyse and 

understand the differences between the utilities and to identify potential issues of concern 

 

Note: For employees per 1000 connections regulators often do set performance targets. 

However, they might differentiate between larger and smaller utilities. Given its size, there 
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might be a justification for Aqaba to have more staff per 1000 connections than Myiahuna. 

But what is an acceptable level? This requires deeper understanding which UPMU might 

develop over time.  

Similarly, for the indicator of “training per employee”. Staff development is an important task 

of utilities that is very often neglected. UPMU would need to discuss with utilities to 

understand the current demand for training and the differences between utilities to be able 

to decide, whether there should be a performance target and whether it should be the same 

for all utilities. 

 

Note: When thinking about setting performance targets in Jordan, above criteria should be 

taken into consideration 

 

Note: Besides setting uniform performance targets, UPMU can consider additional regulatory 

actions that can result from performance monitoring. 
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If results differ significantly between utilities, as is the case for preventive maintenance of 

pumps in above chart, UPMU could think about facilitating peer learning between utilities.  

Where UPMU assumes that poor performance might be a result of inefficient management, it 

could ask utilities to provide a detailed justification as to why its performance is worse than 

the performance of others.  

Ultimately, UPMU could ask utilities to formulate and submit a plan on how it intends to 

improve its performance. Ideally, this will in future be linked to a regular update and approval 

of the utilities’ Business Plans. A process which will be covered in a different session. 
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1.1.4 Responsibilities and procedures for monitoring presentation (2nd June 

2020)  

 

Note: This presentation was held before the first annual reporting cycle and preparation of the 

first Annual Performance Report was completed.  

Some of the information on the slides might therefore be outdated, the general 

recommendations are still considered valid. 

 

   Note: Performance monitoring is one of the most critical tasks of any regulator.  

  Therefore, developing tools to monitor performance together with the variables which require 

reporting, indicators which help to assess and compare performance and the development of 
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benchmarks or targets usually feature prominently during the early stage of developing a 

regulatory framework. 

   In Jordan, this has been addressed through the serious effort that went into developing the 

customized Excel tool for monitoring.  

   Not always, however, do regulators invest similar levels of effort into the development of 

procedures to ensure best use of the monitoring framework, e.g. through efficient data analysis. 

To use the full potential of performance monitoring, regulators need to have clear processes 

which assign responsibilities within the institution for each step. This helps to ensure 

accountability within UPMU, as a prerequisite for effective management.  

   Imagine a situation where Aqaba has not submitted data by the date stipulated by UPMU. 

Obviously, some action by UPMU is required. But what kind of action and when and by whom?  

   If these questions cannot be clearly answered, the institution will not function efficiently since 

either everyone is waiting for somebody else to take action or everyone is blaming somebody 

else for the fact that no follow-up was done to ensure that the data would be available when 

required.  

   Many regulators struggle with this clear assignment for responsibilities, leaving loopholes for 

utilities to not comply with regulatory requirements. 

   But having clear processes related to data collection and processing also creates transparency 

and predictability for the utilities. It helps them to know whom to talk to, e.g. in case of any 

questions or delays. 

 

   Note: Regulators therefore need to assign clear responsibilities for regular communication with 

utilities on matters related to performance monitoring. 

   This includes e.g. request for and submission of regular performance data through the Excel 

Tool, follow-up in case of delays or incomplete data or feedback after data analysis. 

   For the initial phase, UPMU decided on responsibilities as outlined in this slide. 
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   It is important to communicate these responsibilities to all parties involved and to also inform 

them in case of any changes. 

 

   Note: Similar to the responsibilities for communication, responsibilities also have to be assigned 

for the analysis of data at UPMU.  

   Some key steps a standard data analysis should comprise are outlined above, as well as the 

responsibility decided upon by UPMU. 

   The draft work plan which was shared and discussed in May 2021 includes more details on 

timelines and sequencing of tasks to coordinate the work of the various thematic experts. 
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   Note: Above graph indicates a first draft timeline for the process from requesting utilities to 

submit quarterly or annual data to the point where UPMU provides a feedback on their findings 

during the analysis to the utilities. 

   Note: This timeline was prepared before the first annual reporting and analysis had been 

concluded. In the meantime, first experience has shown, that utilities might require more than 

30 days to submit the annual data. This experience should be reflected in UPMU’s work plan 

going forward. 

 

   Note: Timeline and responsibilities for the preparation of the Quarterly and Annual Reports 

should be agreed upon when developing the annual work plan.  

   It is recommended to share potential quarterly reports or analysis prepared by UPMU also with 

the CEO’s of the utilities and to invite their feedback.  

    Experience from other countries also suggests that the launch of the Annual Report during an 

annual conference can be used to have a roundtable discussion with utilities (after the public 

and the media have left) to discuss critical issues and to look ahead to the coming 12 months. 

   All of this can help to create a spirit of transparency, can foster mutual learning and 

understanding but also demonstrates to utilities that the data they submit is actually being 

analysed by UPMU and can eventually have an impact on decisions e.g. by the Ministry or 

development partners.  
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  1.1.5 Performance Targets and Benchmarking presentation (30th November 

2020) 
 

 

 

 

 



26 
 

 

Note: Benchmarking and setting performance targets are key tools for water services regulators. 

However, there is no universally agreed upon definition of benchmarking or more specifically 

benchmarking in the water sector. But generally speaking, benchmarking comprises comparing 

utilities with what is considered best practices, best sector performance or sector standards. 

In this respect, benchmarking and the process of setting performance targets can overlap 

significantly and are often perceived as almost one and the same.  

We will see in this presentation, that water service regulators in practise often use both 

instruments, by setting uniform performance targets for all or groups of utilities and calling them 

“benchmarks”, while in parallel setting specific performance targets (sometimes even for the 

same indicators) as short- or medium term goals for individual utilities. The latter is often tied to 

other regulatory processes, like tariff adjustments or up-dating and approval of Business Plans. 
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Note: In Zambia, the regulator NWASCO established a benchmarking system based on 9 key 

performance indicators almost 20 years ago.  

In Zambia, water supply is provided by 11 so called „commercialized utilities “, publicly owned, 

regional service providers. 

In its annual report, the regulator provides an overview of the benchmarking results, using 

color-codes. It also uses performance scores to rank utilities. 

 

 

 

 

 

 

 

 

 

 

 

Note: Except for service hours, the regulator applies the same benchmarks, or performance 

targets for all utilities, e.g. 25% NRW or 85% collection efficiency.  
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Note: The color-codes in the benchmarking table are red, if the performance of a utility for a 

particular indicator is both, below the benchmark and worse than the sector average. Yellow 

is used if a utility’s performance is better than the sector average but still below the sector 

benchmark/performance target. Green is used, if a utility achieved at least “acceptable” 

performance according to the benchmarking system. 

 

Note: Comparing the performance over time, enables readers to understand the trends in the 

sector. It shows that Zambian utilities have achieved significant improvements in some areas, 

e.g. metering ratio, which on average improved from 39% to 73% or O&M cost recovery, which 

improved from 77 to 96%. In other areas, e.g. NRW, little or no improvement was achieved.  

This bears the question if formulating general performance targets which are not being 

achieved over a period of 15 years, is an effective method. It could demonstrate, that either 

the sector needs more targeted support resulting from benchmarking, stronger incentives 

linked to benchmarking or individual performance targets with a certain level of accountability. 

If utilities experience that not achieving certain benchmarks for prolonged periods does not 
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have any repercussions, it could undermine the credibility of the overall objective or 

benchmarking. 

 

 

tor WASREB in Kenya has introduced a benchmarking and reporting systems which is similar  
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Note: The regulator WASREB in Kenya has introduced a benchmarking and reporting 

systems which is similar to Zambia. It uses some type of colour coding and almost the same 

indicators. It also ranks utilities according to their overall performance. However, Kenya has 

more than 80 water utilities at different sizes and with different capacities 

Note: In addition to the performance of individual utilities, the regulator also reports on the 

average sector performance and overall sector trends.  

 



31 
 

 

Note: Because of the number of diversity of utilities, the regulator grouped them into three 

categories according to their size: Large & very large, medium and small companies.  

For some of the indictors, e.g. staff productivity, the performance targets/benchmarks differ 

between groups, with larger utilities being expected to perform better. In addition, the regulator 

has established three levels of performance: “good”, “acceptable” and “not acceptable”. 

Similar to Zambia, the benchmarking system is rather static, i.e. it did not change a lot over time 

and for some indicators, e.g. the average performance did not improve significantly over time, 

without this having direct implications for poorly performing utilities. For some of the indicators, 

the current performance of many utilities is far from the established benchmark and the 

expected improvement would only be possible with significant external support.  
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Note: During the tariff approval process, the regulator takes a second look at the performance 

indicators of an individual utility and established performance targets which can differ from the 

respective benchmark. In general, the regulator expects utilities to gradually improve their 

performance, which can lead to performance targets being initially less ambitious than the 

sector benchmark but gradually aiming at least at “acceptable” performance levels.  

In this example showing the utility of Malindi, the utility’s performance on NRW with 27% is 

already very close to “acceptable” performance, which ranges between 20% and 25%. 

Therefore, the regulator expects this level to be achieved during the second year.  

 

Note: In the case of Nakuru, the utility is still further away from “acceptable” performance levels 

and is therefore given until the 5th year to reach 25% NRW. 
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Other than in Zambia or Kenya, the utilities in the UK are privately owned.  

The regulator in the UK also uses a colour-coded table to show the performance of regulated utilities. 

uses 10 indicators, which are quite different from the indicators used in Zambia, Kenya or Jordan, partly 

as a result of a more matured water sector and also the private ownership.  
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Note: Other than in Zambia or Kenya, the utilities in the UK are privately owned. The regulator 

of wat in the UK also uses a colour-coded table to show the performance of regulated utilities. 

of wat uses 10 indicators, which are quite different from the indicators used in Zambia, Kenya 

or Jordan, partly as a result of a more matured water sector and also the private ownership. 

However, also of wat shows trends and ranks utilities from better to poorer performance. The 

colours indicate, whether a utility’s performance is amongst the top 25%, the middle 50% or 

the bottom 25%. 
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Note: In 2014, of wat has changed the process of setting performance targets from a more 

regulator-driven approach to an approach where utilities propose “performance commitments 

“based on customer priorities. I.e. utilities have to consult their customers on what their 

expectations for improvement are and whether they would be willing to pay for the associated 

costs. 

Once agreed, the “performance commitments” become part of the tariff approval process and 

are synchronized the utilities’ 5-year Business Plans.  

The above table shows the degree to which each utility managed to achieve its “performance 

commitments” in 2018/2019. 

    

Note: Above tables show that for KPIs like “supply interruptions“ or “leakage“ performance 

targets are being set for all or at least most utilities, but the actual target performance can 

differ between utilities.  

For leakage the target is not set as a percentage but as an absolute volume, hence the 

targets are very different.  
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But also for “supply interruptions in minutes per property” the targets range from 5 minutes 

to more than 12 minutes, taking into consideration the current level of performance. 

 

For leakage                                                

 

 the target is not set as a percentage but as an absolute volume, hence the targets are very different. 
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Note: this slide shows a page from the annual report of Thames Water and provides an 

overview of the rewards and penalties that resulted from the outcome delivery incentives for 

the period 2015 to 2020.  

Access the full report here: https://www.thameswater.co.uk/about-us/investors/our-results  

 

 

 

 

https://www.thameswater.co.uk/about-us/invest
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This slide shows a page from the annual report of Thames Water and provides an overview of the 

rewards and penalties that resulted from the outcome delivery in                                                                                                               

 

centavo

 
Note: The regulator in the Netherlands shows that regulation can use benchmarks beyond the 

most common water sector indicators as long as there is a certain degree of comparability.  

   This is the case for instance for the costs per connection. The regulator compared those costs, 

broken down into 4 cost categories and used this comparison to reveal inefficiencies, to create 

competition and to protect consumers from inflated costs.  

   Of wat in the UK has carried out similar comparisons in the past. 
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Of  

 

wat in the UK has carried out similar comparisons in the past. 

 
Note: Moving forward, UPMU should consider to categorise the performance targets 

calculated in the Excel tool into 4 groups as outlined in this slide. 

It is important to understand that not every indicator that is being monitored by a regulator can 

or should be used to prescribe performance targets 
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Note: For some performance indicators, it is not possible to establish a specific performance 

target. 

E.g. for water resources used per capita, Aqaba’s higher consumption results from the larger 

share of industrial customers. It is, therefore, not an expression of inefficiency.  

Likewise, the average water charges for billed consumption are a direct result of the tariff 

structure and consumption patterns of customers. While a higher average water charge might 

be better for the financial status of a utility, it could also be the result of unequal water 

distribution during periods of water scarcity. I.e. there is no unambiguous way to establish a 

performance target for this indicator, but it is still important for UPMU to analyse and 

understand the differences between the utilities and to identify potential issues of concern.  

  



41 
 
Note: For employees per 1000 connections, regulators often do set performance targets. 

However, they might differentiate between larger and smaller utilities. Given its size, there 

might be a justification for Aqaba to have more staff per 1000 connections than Miyahuna. But 

what is an acceptable level? This requires deeper understanding which UPMU might develop 

over time.  

Similarly, for the indicator of “training per employee”. Staff development is an important task 

of utilities that is very often neglected. UPMU would need to discuss with utilities to understand 

the current demand for training and the differences between utilities to be able to decide, 

whether there should.   

 

Note: be a performance target and whether it should be the same for all utilities. and whether it 

should be the same for all utilities.  
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  1.2 Mark Oelmann  
 

 

 

 1.2.1 Time Schedule for the visit of Dr. Mark Oelmann and Felix Richter (11th to    

18th December 2019)  
 

 
 



44 
 

 

 

 

1.2.2 Current and future mandate of new UPMU and its implications 

presentation (12th to 17th December 2019) 
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1.2.3 Regulation workshop agenda and presentation (15th December 2019) 
  

giz│Deutsche Gesellschaft für 
Internationale Zusammenarbeit (GIZ) GmbH  
Moh’d Baseem Al-Khammash St.13 Sweifieh 
P.O. BOX 92 62 38 
Amman 11190 
Jordan 

 
 

Agenda 

Introduction to Water Utilities Regulation 

Venue: Marriott Hotel 

Sunday, Dec. 15, 2019, 

9:00 am – 3:00 pm 

Time Content 

8:30 – 9:00 Registration and Welcome Coffee  

9:00-9:15  Introduction  

9:15-10:30 Why do we regulate? 

10:30-11:00 Coffee Break 

11:00-11:30 What do we regulate? 

11:30-13:00 How do we regulate? (1) 

13:00-13:45 Lunch Break 

13:45-14:15 How do we regulate? (2) 

14:15-14:45 Broadening our view: Newest developments in water utility regulation 

14:45-15:30 Remaining questions: Water utility regulation with the very particular focus on 

Jordan 
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Summary of Key Messages 
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Introduction 

 

 

  

Objective of this workshop  

Get an overview of: 

 … various components of water 
utility regulation (and best-practice 
examples)  

 … interdependendencies in water 
utility regulation  

And derive suitable elements of regulation 
for the Jordan situation. 

 
Due to feedback of UPMU employees in 

workshop the goals of an improved 

regulatory framework should be i.a.:  

 Create an independent regulator  

 Implement a clear regulation and 

clear processes 

 The relationship between UPMU 

and WC needs to be improved 

 Increase transparency  
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1. Why do we regulate?  

1.1 Economic reasons  

 

 

1.2 Current practice in Europe  

 

Why do we regulate? 

Compared to other industries water 

customers can´t change their water 

supplier.  

 Water industry does not face 

competition! Thus: How can we set 

incentives for WCs to improve in 

their service delivery. 

Several approaches on how to deal with 

natural monopolies like water industry: 

Different forms of incentive regulation 

 “Competition” by regulation 

 “Competition” for the market 

 “Competition” in the market  

 

 Each incentive regulation has its 

foundation in benchmarking  

 

The following slides just create an overview 
of the variety, how European countries 
structure their water markets.  

They differ according to the… 

 Size of companies 

 Ownership (private, public, PPP) 

 Integrated delivery of both water 
and wastewater service 

 Form of regulation  
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Mainly public companies  

 Finland (private model) 

 Sweden (partly private model) 

 Scotland 

 Northern Ireland (private model) 

 Austria (private model)  

Mainly public companies  

 Italy (partly private model)  

 Ireland (private model)  

 Portugal  

Public and private companies  

 Spain  

Mainly public companies  

 Germany  

Mainly Private  

 France 

Only private companies  

 England  

 Wales 

Heterogenous approaches of water and 

wastewater regulation all over Europe: 

 Competition in the market 

(network regulation) 

 Benchmarking voluntarily/ 

compulsory 

 Ex-post regulation by cartel offices 

 Competition for the market  

 Competition by regulation  
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1.3 Regulation vs. Competition  

 

 

How come that we do not have a similar 

approach like we in for example in the 

regulation of electricity, gas or 

telecommunications? 

The reason for the heterogeneous 

regulatory approaches in Europe are the 

diversity of traditions, structures and 

situations that exist in the respective states. 

European Commission was not successful in 

issuing an European Directive on Water 

Utility Regulation. 

Given the different regulation approaches  

 Competition by regulation  

 Competition for the market  

 Competition in the market  

the question is, what is the best regulatory 

option for Jordan (by taking into account 

the respective historical framework and 

structure of the water sector)  

Let us start with Competition in the market. 

Competition in the market  closest to 

non-monopoly situation  

To allow competition in the market the 

natural monopoly element must be 

precisely defined and regulated, while the 

rest of the value chain must be unbundled 

to encourage competition in these 

elements.  

 Main question: Is it possible?  

Water sector - Competition in the market  

 Access to monopoly network 

facilities 

 Not a valuable approach (1)  

 Water is costly to transport  

 Production cost relatively low (an 

open market would only account 

for competition for roughly 40% 

of the total costs)  

 Water is not homogenous  
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 Not a valuable approach (2)  

 Lack of national water grids  

 Vertical separation leads to loss in  

 economies of scope  

 and the internalization of 

externalities  

 Supplier needs to keep last resort  

Conclusion: Not relevant for Jordan; 

England will make some experiences in 

2020’s  

Water sector - Competition for the market 

(similar to PPPs) 

Operation of natural monopoly is auctioned  

 To lowest water price offer 

 Or largest money amount offered 

Pro´s:  

 High transparency  

 Lower regulatory risk (less need 
for regulator) 

 High incentive to increase 
efficiency  

Con´s:  

 Uncompetitive bidding (collusion)  

 Valuation of assets in case of 
transition of power  

 Contract specification and 
monitoring (converges with 
regulation)  

 Lack of optimal maintenance and 
replacement levels (especially in 
the last year) 

 

 
Summary: A country entering into PPPs 

might decide between: 

 Long-term contracts: Highly 

detailed and inflexible  

 Short-term contracts: hesitation to 

bring in capital for investments by 

private companies 
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Competition by Regulation  

Revenues are regulated  
 creates incentive to reduce costs, 

because reducing costs raises profit  
 Quality and investment regulation 

are needed 
Attention:  

 Tariffs need to be cost covering  

 PPPs  combination of different 

regulatory approaches  

One day a combination of competition for 

the market and competition by regulation 

might evolve Jordan.  

However, each kind of regulation has its 

foundation in benchmarking! The reason is 

that a regulator needs to gain knowledge by 

collecting and analysing data. He would 

then be also the actor to oversee PPPs or at 

least in assisting to oversee PPPs. 
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2. What do we regulate? 

 

 

 

 

What do we regulate? Prices 

However: Differing pricing do not imply that 

companies in certain countries are better or 

worse. 

Reason: Many factors determine different 

prices. 

 Which factors may explain different 

prices?  

The cost price relationship is what 

regulation needs to focus on!    

The price does not reveal the efficiency of 

utilities, especially when the price is not 

covering the costs.  

Water consumption per capita varies a lot 

in different countries and needs to be 

considered in the regulatory framework.  

Water availability varies a lot for different 

countries and needs to be considered if we 

observe different prices in different 

countries.  
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Main source of water varies a lot for 

different countries and needs to be 

considered in the regulatory framework.  

Thus: Benchmarking tries to create 
transparency  
Regulation normally has to balance… 

 Tariffs  
o cost recovery levels  
o orientated on ability to pay  

 Optimal Quality/ Service levels  
o Investments 

Always the starting point: monitoring and 
reliable accounting  
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3. How do we regulate? 

3.1 Creating transparency  

 

 

 

 

Our first example are the Netherlands:  

 10 Water companies in NL  

 

Questions the Dutch deal with: 

 Optimal size of water company  
Are companies still too small? 

Creating Transparency – Netherlands (NL) 

 Six performance reports are 
available online so far  

 Companies have to participate in 
benchmarking  

 Stakeholders and media analyse 
performance  

 Naming, Faming and Shaming  
 

Creating Transparency – Netherlands (NL) 

Important: Holistic benchmarking approach  

 Water quality  

 Service  

 Environment  

 Finance & Efficiency  

Creating Transparency – Netherlands (NL) 

Reports use more information over time 

 Development of a company over 
time can be displayed 

 Comparison with other network 
industries  



67 
 

 

 

 

 

 

Creating Transparency – Netherlands (NL) 

Total costs divided into four cost categories 

 Taxes  

 Costs of capital 

 Depreciations 

 Operational costs  
 Overview of cost drivers for 

different companies  

Creating Transparency – Netherlands (NL) 

Effectiveness of Benchmarking  

 Almost all utilities decreased costs 
per connection since 1997  

 Spread between the cheapest and 
most expensive company 
decreased over time; same price for 
the whole country absolutely 
uncommon!!!  

Benchmarking: Lessons Learnt  

 Even public companies improve 

 Reports need to display the 
individual performance  

 Reports need to be widely 
communicated in public  

 Benchmarking gets more valuable 
over time  

Benchmarking: Lessons Learnt  

 Publication frequency is not 
decisive 

 Reports can be very detailed  

 Benchmarking is dealing with cost 
AND quality situation  
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Benchmarking: Lessons Learnt  

 Appropriate key performance 
indicators are needed  

 Results need to inform and address 
(uninformed) public  

 Key messages of report must be 
delivered in an ostensive way  

Benchmarking: Lessons Learnt  

 To distinguish between a good and 

poor performance helps the public 

to better understand the individual 

results. 

Benchmarking: Lessons Learnt  

 Assign weights to performance 

indicators to calculate overall 

performance  

 Blame poor performances AND 

fame good ones  

Benchmarking: Lessons Learnt  

 Fame the best achieving companies 
AND the ones, who have improved 
the most  

 Display best practices and 
encourage exchange  
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Benchmarking: Lessons Learnt  

 Display performance of each 

company individually AND for the 

sector in total  

Benchmarking: Lessons Learnt  

 Display the progress over time in 

the reports to point out the success 

of the regulatory framework and 

the regulator’s work.   

Benchmarking: Lessons Learnt  

 Report in a way that takes different 

endowments into account  

 Address reasons of different 

performance results (especially due 

to different endowments; for 

Jordan e.g. differences in subsidy 

distribution)  

Taking endowments into account  

 Explanatory factors for varying 

costs  

 These can be identified by 

regression analysis.  
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Taking endowments into account  

 Qualitative performance 

description needs to follow uniform 

and transparent methodology  

 This is the example of Portugal and 

Ana (😊) 

Taking endowments into account  

 Compare companies with similar 

endowments  

 Costs should be compared to 

company´s own expected (average) 

costs (like GE)  

Reflection on Jordan´s regulator UPMU  

 UPNU shall file annual report and 
evaluate companies  

 UPNU shall be transparent on  
o how steering committee is 

elected  
o the interaction between 

formal organs  
o the degree of 

independence  

Reflection on Jordan´s regulator UPMU  

 UPMU mandate in line with best 
international practice  

 Benchmarking starting point for 
everything  
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3.2 Tariff regulation 

 

 

 

Information gathered from benchmarking 

need to be used to regulate tariffs. 

UPMU not in charge of setting tariffs, but is 

able to assist in making determinations 

We have mainly two different options in 

setting tariffs: 

a) Rate-of-return Regulation  Cost 

oriented  

Should provide a fair and reasonable return 

of capital  

Problem: Lack of incentives to reduce cost 

b) Price-cap Regulation  

 Price limits are set for certain 
period of time  

 Incentive to increase efficiency due 
to chance of increasing profits  

 Customers benefit from efficiency 
increase in following regulatory 
period by decreasing prices 

 Practice Example: England/Wales  
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Price-cap Regulation in detail  – 

England/Wales 

1st step: Division of cost 

 Base Service (operation, 
maintenance)  

 Enhancement (quality, supply- 
demand balance, service)  

Price-cap Regulation – England/Wales 

2nd step: Future prices are determined by 

business planning  

 Minimum profit (asset costs by 
fulfilling the obligatory service 
standard)   

 Efficient operating costs (Yardstick 
competition) 

 Tax  

Price-cap Regulation – England/Wales 

3rd step: Calculation of relative efficiencies  

 Econometric models  
 Step-by-step approach  

 OR unit costs approach  
 

Price-cap Regulation – England/Wales 

Unit cost approach 

 Unit cost of utilities are compared  

 To be determined:  
o Benchmark company  
o Time and percentage to 

close efficiency gap  



73 
 

 

 

 

 

 

Price-cap Regulation – England/Wales 

4th step: Turning efficiencies into prices 
The idea of “Stick and Carrot”  

 efficiency improvement factors are 
calculated for each company 

 These efficiency improvement 
factors are partly already in the 
prices (stick); partly they will lead 
to profits (carrots) if the company 
manages to reach the efficiency 
assumptions set by the Regulator 

How successful was the English Price-cap 

Regulation? 

 

 Before: Huge variety of companies’ 

efficiency levels  

:  

 After: Companies moved closer to 

the most efficient company   

 

Companies both improved and at the same 

time the rather bad ones started closing the 

performance gap compared to best 

performing companies. 

 

Price-cap Regulation – England/Wales 

But what do we do in order to set particular 

incentives for the already very well 

performing companies? Isn’t it harder for 

the already well performing companies to 

further improve?  

 Next step: Introduction of an 

additional incentive for the most 

efficient companies  shifting the 

frontier   

Summary: Great success in England   
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3.3 Quality regulation  

 

 

Applicability to Jordan?  

 So far tariffs in Jordan (unlike in 
England/Wales) are not cost 
covering  Subsidies are needed  

 Tariffs are not calculated on an 
individual basis  

 Important step: Develop compelling 
and reliable funding; Analyse cost 
data!  

Final draft of UPMU mandate from end of 

2019 included more rights. From this 

perspective: 

 With draft of the mandate UPMU 
would be well endowed to perform 
its tasks  

 Tariff settings and subsidy granting 
guideline need to be developed 
though  

 UPMU (Bye-) Law of utmost 
importance  

As already said: Price regulation always has 

to observe overall performance 

assessment; the example of England/Wales:  

Weighted elements of assessment 
according to holistic approach of 
benchmarking:  

 Water quality  

 Service  

 Environment  
(Finance & Efficiency already covered by 
tariff regulation)  
 

Applicability to Jordan  

 Quality regulation of 
England/Wales is not applicable to 
Jordan  

 But quality targets need to be set 
by UPMU  

 Underachievement should lead to 
sanctions/penalties  e.g. no/less 
granting of subsidies  
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3.4 Investment regulation  

 

 

 

  

As already said: Price regulation always has 

to observe overall performance 

assessment; Investments are needed in 

order to achieve quality improvemens. 

Thus Regulating via output variables  

 Investments will be granted if 
output variables suggest that 
investments are needed. 

Investment regulation  

Regulating via output variables  

The goal is an optimized not a maximum 

quality/output  

 Investments will be only granted if 

the optimized output level is not 

yet reached. 

Applicability to Jordan  

 Investment regulation of 
England/Wales is not applicable to 
Jordan  

 Important: To achieve quality 
improvements very often additional 
financing is needed  

 Need of a transparent subsidisation 
policy  
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3.5 Customer engagement  

 

 

 

 

As already said: Price regulation always has 

to observe that incentives do not lead to 

cost saving where we would not like to 

have them  include customer’s view 

Here: Include customers willingness to pay 

to determine optimal quality 

 Research on willingness to pay to 

estimate the monetary value of the 

benefit that customers obtain from 

changes in levels of service 

provided. 

England: Include customers view  

 Consumer Council for Water 

provides quality indicators which 

reflect opinion of the public. 

Zambia: Include customers view  

Water Watch Groups represent the general 

interest of customers on the one hand and 

spread all needed information from and 

about the water utilities on the other hand.  

Summary 

First steps:  

 Benchmarking 

 Business planning 

 Financing study  
Mid-Term steps: 

 Clarification of vision/mission/core 
principles 

 Clarify guidelines  

 UPMU (Bye-) Law  
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4. Guiding principles for UPMU 

 

 

 

 

There are certain criteria for Regulators on  

good regulation.  It makes sense to always 

keep them in mind: 

 Legislative mandate (authorisation) 

 Accountability (controlled by 
democratic institutions) 

 Due process (non-discrimination) 

 Expertise  

 Efficiency (efficient results at low 
cost)  

Legislative mandate and accountability  

To fulfil the mandate accountability is 

necessary and therefore independence:  

 Institutional independence  

 Financial independence  

 Legislative power 

 Power to obtain data 

 Power to sanction  

Translation of legislative mandate for 

external communication  

 Sector needs to become aware of 
regulator  

 Regulator needs to be present  
 Regulator needs clear external 

communication strategy  Vision, 
mission and key messages  

Clear external communication strategy  

 Formulate roles and responsibilities  

 Derive Working principles 

 Let principles determine every 
day’s decisions  

 Communicate roles, responsibilities 
and working principles 
transparently  
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Classical Challenge for regulator 

a) Forgetting separation of roles  

 Policy setting  

 Regulation  

 Service delivery 
 Not regulator’s role to tell how to 

reach targets  no micro-
management 

 

2) Beware of regulatory capture 

 Towards companies  

 And political actors  
 
Stick to  

 Transparency  

 Vision/Mission  

 Consulting the sector  
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5. Concluding remarks  

 

 

 

  

 Natural monopoly demands 
regulation  

 Introducing benchmarking and 
therefore transparency is always 
the first step  

 For Jordan: A combination of 
competition for the market and 
regulation might evolve over time 

 Regulation means: Tariff, quality, 
investment regulation and involving 
customers 

 Communication is key  

 Principles are important for 
regulator´s strategy  

 Regulator needs to be challenger 
and partner to WCs 

 Prioritize: First things first 
(benchmarking, internal processes, 
Business planning, financial study), 
then mid-term steps  

Were all goals of an improved regulatory 

framework (due to interviews) touched?  
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1.2.4 Workshop with UPMU staff on organizational setup agenda and 

presentation (16th December 2019) 
 

giz│Deutsche Gesellschaft für 
Internationale Zusammenarbeit (GIZ) GmbH  
Moh’d Baseem Al-Khammash St.13 Sweifieh 
P.O. BOX 92 62 38 
Amman 11190 
Jordan 

 
 

Agenda 

Workshop with UPMU staff on organizational setup 

Venue: Venue: Room 104 MWI  

Monday, Dec. 16, 2019, 

11:00 am – 3:00 pm 

Time Content 

10:30 -11:00           Registration and Welcome Coffee 

11:00-11:10  
 Aim and agenda of the workshop 

 Introduction of participants 

 

11:10-12:00  Structure and roles within UPMU  

 

12:00-14:00 

 Internal and inter-organisational processes (e.g. UPMU – Steering 

Committee UPMU – WC – Board of Directors - Ministry) 

 

[Integrated coffee break – coffee available in the room] 

 

  integrated coffee break  

14:00-14:50  Defining road map for institutional development (step-by-step approach 

during next years) 

14:50-15:30  Summary and next steps  
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1.2.5 Organization of UPMU report  
  

 

 

Report 

 
Workshop Report: 
Organisation of UPMU 

 

 

 
Prof. Dr. Mark Oelmann, Felix Richter 
MOcons GmbH & Co. KG 
Brandenberg 30 
D - 45478 Mülheim an der Ruhr 
Germany 
 
 

 
Amman/Berlin/Mülheim, 09/01/2022 
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1 Introduction 

1.1 Aim of the Report 

This report aims at providing support for the organisational development of the new regulatory 

authority (in the following UPMU) for the Jordanian water sector. It is based on a workshop 

in the Ministry of Water and Irrigation in Amman which took place 16. Dec. 2019 with water 

sector experts/future UPMU employees as well as representatives of GIZ and the 

consultancy MOcons, with the objectives to: (a) develop a roadmap for the organisational 

setup; (b) define core deliverables and processes; (c) discuss structures and roles of UPMU, 

and (d)  improve teamwork. 

In detail, this report aims at reflecting and specifying the results of the workshop, especially 

to 

1. Outline the core strategic orientation of UPMU which will particularly be based on the 

final mandate (chapter 2) 

2. Describe the roadmap with the different activities  and an allocation of responsibilities 

(based on the RACI-and the 7 s models) (chapter 3) 

3. Define core organisational processes including first proposals for the benchmarking 

~ and for the inspection process and a proposal to plan each subsequent year 

(chapter 4)  

4. Reflect on the structure and the roles within UPMU (chapter 5) 

a. for the following year (2020) (chapter 5.1); 

b. as well as the future development (chapter 5.2.) 

5. Specify needed capacity building including proposals how to perform team building 

workshops (chapter 6) 

The workshop was based on suggestions of the MOcons team which built on previous 

interviews, review of existing data of the Jordanian Water Sector as well as international 

project experience in the area of water regulation. These recommendations were discussed 

and refined with the participants.  

1.2 Definitions 

For a joint terminology and understanding of the core elements of organisational 

development, the following terms are defined:  

1. The organisational structure is usually displayed in organigrams (see also chapter 

4). 

2. The organigram is based on posts. Posts can be filled with individual employees or 

managers, but are to be defined independently of individual actors.  

3. Tasks (also “job”) are the activities assigned to posts (e.g. coordination tasks, 

planning tasks).  

4. Organisational roles are defined as functions of a post, e.g. supervision, quality 

control, which are different from the concrete tasks. 
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5. Processes are series of repeating action steps in chronological order, which have 

clearly defined starting points and results (e.g. from a request by the Ministry to a 

documented answer). 

6. The Roadmap developed for UPMU is based on its mandate and represents a list of 

necessary actions to reach the objectives of the organisation.  

7. The Operational Plan refers to a detailed annual plan for the UPMU which includes 

action items, responsibilities, needed resources, and milestones. 

8. The Kick-off workshop is a two day workshop of the newly established UPMU team 

in which core questions of the internal cooperation are clarified and the Operational 

Plan is worked out. All team members need to participate. 

2 Strategic Orientation 

2.1 UPMU’s Mandate 

All activities within UPMU, including tasks, roles, structures, processes etc. need to be 

based on the mandate, which includes the following elements: 

1. Set and evaluate Operational Performance Targets 

2. Monitor compliance with standard of KPI’s (review of reports and direct verification 

of compliance of standards and KPIs). 

3. Conduct inspections and investigations 

4. Settle customer complaints and disputes 

5. Review and recommend tariff (includes review of cost, tariffs, required subsidies 

options analysis for the Cabinet). 

6. Recommend subsidy 

7. Incentive/penalties on service delivery 

8. Recommends updates on laws, legislation and regulations 

9. Review Companies Business Plans  

This means that for each function 1-9 of the mandate, there need to be tasks, roles, and 

processes etc. to fill the mandate with life. The joint understanding of the mandate (by all 

parties involved!) is thus a pre-requisite for a consistent operationalisation of UPMU’s 

roadmap. Thus, the mandate defines the basic requirements for the organisational 

development.  

Mandate, tasks and processes should be consistent and form an intertwined 

organisational system! 
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2.2 Core outputs and impact of UPMU 

The definition of core deliverables (i.e. outputs) of UPMU facilitates orientation for the daily 

and weekly management. If the outputs are clearly defined, operative and management 

activities as well as processes can be geared towards these (output) objectives.  

Note: The outputs are an instrument for realizing the impact goals for the Jordanian Water 

Sector, such as fair water prices, efficiency and quality of water.  

2.2.1 Outputs for year 2020 

During the first year of operation 2020, the following outputs have been defined in the 

December workshop: 

1. Publication of an initial (first) report (expected end of April 2020) 

2. Formulate guidelines for data-Management, business planning (Q3 according to 

UPMU plan, planned to be published end of July 2020) 

1. Publication of (slim) quarterly reports (which are to be discussed with the water 

companies)  

2. Prepare annual report, which includes the performance benchmarks (Q3 according to 

UPMU plan; planned to be published end of July 2020) 

3. Formulate benchmarking concept 

4. Discuss the differences between Business plans needed for UPMU and Business 

plans needed by the corporations (during consultants 4th mission) 

5. Agree on the  general set-up of a UPMU business planning guideline  (during 

consultants 4th mission) 

The concrete deadlines are to be defined in the operational plan.  

2.2.2 Outputs in the year 2021 

In the year 2021, building on the achievements in 2020, the following outputs can be 

produced (first draft): 

1. Recommendation concerning incentives and penalties  

2. Tariff studies  

3. Slim quarterly reports 

4. Annual report 

3 Organisational Roadmap  

3.1 Methodology 

The organisational roadmap for UPMU includes a table with activities (overview; see chapter 

3.1.3) as well as a checklist based on the 7s-approach1, which describes core requirement 

areas for organisational development.  

During the workshop, the participants undertook a brainstorming concerning UPMU’s 

activities during the first 1.5 years. Based on suggestions by MOcons, they finalized the 

                                                           

1 Developed by McKinsey 
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roadmap by redrafting the Metaplan cards (additional tasks, different wording), putting them 

in the right order over time, and added additional comments (resources, issues…). In 

addition, the participants marked individually on the cards, where they see their own 

engagement (based on their competencies). 

3.2 The RACI-model 

A RACI matrix2 helps to plan and to coordinate the way in which (a) team members of UPMU 

as well as (b) partnering organisations (e.g. the water companies) are involved into the work. 

RACI stands for: 

 “Responsible” employees or managers are the ones who work on the task.  

 “Approve” (or accountable; signing-off): for each task, there is only one person who 

is accountable and who approves the result. This person is often the manager of the 

person who is responsible for the execution of the task.  

 “Consulted”: in some cases, the person responsible for the job needs additional 

advice from other experts. In this case, there is not only one-way information, but the 

person consulted provides also an answer (expert advice). In formal processes, there 

can be rules that other organisational units (or individuals within the hierarchy) are 

consulted before work is e.g. published or passed on. 

 “Informed” – these are colleagues who need to be informed (e.g. because they have 

a right to be informed or because they need this information for the execution of their 

jobs). 

As described in the beginning, the roles as well as posts are to be seen independently of 

concrete individuals. Also, there can be roles which are relevant to various posts (e.g. quality 

assurance of reports). 

A RACI matrix helps to systematically plan the contributions of each team member as well 

as external partners. It is strongly recommended that UPMU clarifies the different roles based 

on a RACI chart. Thus, the RACI chart is relevant for both UPMU’s roadmap as well as 

its processes. 

The following graph shows how a RACI matrix is designed. The different team members are 

positioned in the vertical cells; the different activity steps of a process in the (horizontal) lines. 

                                                           

2 The following information is based on wikipedia.com, the graph is from the same source (downloaded 
23/12/2019) 
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Figure 1: The RACI chart 

3.3 Roadmap 

The following table specifies the core activities and the responsibilities of UPMU. It can be 

finalised during UPMU’s kick-off workshop, once the team is complete. During this workshop, 

a comprehensive operation plan should be worked out.3  

Due to the size of the team, we expect that UPMU’s director is accountable for all working 

results. This question needs also to be discussed during the kick-off workshop. Exemptions 

to this rule should be noted in the operational plan as well as in the process charts. 

During the first year, due to the size of the team, many tasks need to be implemented 

with the support of all team members. Examples: 

 All team members need to have a good understanding of the Water Companies. So 

the task to visit the Water Companies and hence to understand their operations is – 

in the first months – a must for all UPMU employees.  

 The concept for inspections and investigations is based on financial information, the 

operations of the Water Companies, but also touches on the service management 

and customer relations as well as important questions of information and 

communication technologies. Thus, the whole UPMU team needs to be involved (all 

functional views) for drafting the concept. Therefore, team work is indispensable. 

Some tasks might be facilitated with external support (e.g. kick-off workshop, team 

development). This should be noted in the following list and the operational plan. 

  

 

 

                                                           

3 During the December workshop, there was a first brainstorming which team member will take over which 
roles. This might be a valuable source for completing the following roadmap. UPMU’s Director should work out 
a first draft of the suggested work allocation before the kick-off workshop. 
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No. Activity Comment Actors (RACI) 

Activities January – March 2020 (Q1) 

Q1/1 Identify physical office 
space 

Includes IT platform and IT-
based working spaces for 
all team members 

Director (A), one team 
member can be assigned 
with identifying options 
(R); UPMU team (C, I) 

Q1/2 Manage recruiting and 
onboarding of staff 

This includes allocation of 
responsibilities and 
working spaces. 

Director (R, A), UPMU team 
(C, I) 

Q1/3 Visit to  the Water 
Companies 

Some employees are 
already on board. They 
should deal with topics 
which will be needed in the 
future. Particularly the 
ones mentioned under 
“Getting started/First 
months” are interesting for 
UPMU. Employees should 
get familiarised with these 
procedures and in 
interacting with companies 
both via visits and via other 
forms of communication 
they should get to know 
management and key 
personnel of water 
companies. Best practices 
in recommended activities 
should be formulated. 

Director (A), UPMU team 
(A; C; I) 

Q1/4 Redefine KPI concept and 
review performance targets 

Prepare consolidated excel 
sheet after receiving 
comments from the water 
companies (currently 
ongoing); in addition an 
automatic transfer of 
delivered data into UPMU-
Excel-Sheets and additional 
features are currently 
developed 

Coordination by Director 
(A), Financial / economic 
analyses expert (R); UPMU 
team (C, I); GIZ Project 
including Consultant (C); 
Extension of contract due 
to additional programming 
needed  

Q1/5 Prepare monitoring concept This activity is linked to 
Q1/3 and Q1/4. It should 
start as soon as all 
employees are on board. 
Should be discussed during 
4th mission of Consultants. 

Director (A), Operations 
expert (R); GIZ Consultant – 
depending on Consultants’ 
input extension of contract 
needed (recommendation: 
no additional help needed)  

Q1/6 Prepare benchmarking 
concept 

This activity is also linked to 
Q1/3 and Q1/4. It should 
start as soon as all 

Director (A), Financial / 
economic analyses expert 
(R), Operations expert 
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employees are on board. 
Should be discussed during 
4th mission of Consultants. 

concerning operations (R), 
UPMU team (C); GIZ 
Consultant (C) 

Q1/7 (Internal) kick-off workshop 
for UPMU 

Here, the operational plan 
2020 as well as joint rules 
and routines for internal 
cooperation should be 
developed. Elements 
discussed in this report 
should be taken up. There 
is the option of hiring a 
facilitator so that the team 
can focus on the content. A 
two-day workshop is 
recommended once all 
employees are on board. 

Initiation by Director (A), 
one team member can be 
assigned with overall 
coordination (R), all team 
members need to be 
involved; external 
consultants (C) (Extension 
of contract needed if Felix 
Richter (MOcons) is asked 
to lead the workshop) 

Q1/8 Clarify mandate Currently an UPMU 
law/Bye-law is discussed. 
Since this document is 
essential for the upcoming 
work and responsibility of 
UPMU the consultants 
recommend their 
involvement. It should e.g. 
be ensured that UPMU is 
allowed to sanction, e.g. if 
no data is being delivered 
by the Water Companies. 

Coordination by Director 
(A), , one team member 
can be assigned with 
overall coordination (R), all 
team members need to be 
involved (C), support from 
consultants (4th 
mission/extension) (C) 
(Depending on input 
extension of contract 
needed) 

Q1/9 Clarify vision, mission and 
principles how to interact 
with corporations/other 
stakeholders 

Based on UPMU’s mandate 
formulated in UPMU 
law/Bye-law vision, mission 
and principles how to 
interact with 
corporations/other 
stakeholders should be 
derived. Some examples 
have been given in the 
workshop on regulation 

Director (A) and initiation, 
one team member can be 
assigned with overall 
coordination (R), all team 
members need to be 
involved (C); during 
extension phase 

Q1/10 Team development 
activities 

Additional activities 
accompanying Q1/3 might 
be needed. 

Director (A), one team 
member can be assigned 
with identifying options 
and overall coordination 
(R), whole UPMU team to 
participate 

Q1/11 Formal launching event for 
UPMU  

Ask Minister to announce 
and formally introduce 
UPMU to the general public 
as well as the Water 
Companies; employees 
should all be employed 

Coordination by Director 
(A), one team member can 
be assigned with overall 
coordination (R); UPMU 
team (I)  
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Q1/12 Define Terms of Reference 
for financing study 

During mission # 3 a 
discussion round on 
financing issues took place. 
Mark delivered a summary 
of this meeting on 17th 
December 2019. Proposal: 
Feedback to Mark on this 
summary and discussion on 
the need of such a study 
during 4th mission 

Director (A), Financial / 
Economic Analyses Expert 
(R), UPMU team (C) 

Q1/13 Concept for regulatory 
business planning 

Discuss the differences 
between Business plans 
needed for UPMU and 
Business plans needed by 

the corporations and 
agreement on the  general 
set-up of a UPMU business 
planning 

 

Coordination by Director 
(A), Financial / economic 
analyses expert (R); UPMU 
team (C, I); GIZ Project 
including Consultant (part 
of current contract and as 
part of 4th mission (C) 

    

Activities April –June 2020 (Q2) 

Q2/1 Perform study tour to water 
utility regulator 

Most probably trip to 
ERSAR (Portugal) (input by 
ERSAR  3 half days); should 
be done as soon as all 
employees are on board 

Director (A), external 
consultant (part of current 
contract) and GIZ 
consultants (R); UPMU 
team (C) 

Q2/2 Revise processes of data 
collection and reporting 

Includes fine tuning of 
processes. First proposals 
are made for performance 
benchmarking  ~ and 
inspection process in this 
report  

Director (A), Data officer 
and IT expert (R); UPMU 
team (C) 

Q2/3 Compile concept for 
inspections and 
investigations 

Includes fine tuning of 
processes. First proposals 
are made for performance 
benchmarking  ~ and 
inspection process in this 
report 

Director (A), Customer 
Services and Relations 
expert overall integration 
(R), UPMU team needs 
overall overview; each 
provides input from 
his/her functional 
expertise (C) 

Q2/4 Develop IT planning and 
concept 

Internal data management; 
needs to be done after 
Q2/2 and Q2/3. 

Director (A), Data officer 
and IT expert (A), UPMU 
team (C), Water 
Companies (C) 

Q2/5 Plan format and content of 
quarterly and annual 
performance reports 

Define report structure and 
format, working packages 
and responsibilities 

Director (A), Financial / 
economic analyses expert 
overall integration (R); 
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UPMU team needs overall 
overview; each provides 
input from his/her 
functional expertise (C); 
Consultant (C) – depending 
on extent of input 
extension of contract 
needed 

Q2/6 Define communication 
concept 

Stakeholders need to be 
analysed and structured – 
thereafter concept how to 
reach whom in which 
frequency; determining the 
process of communication  

Director (A), Customer 
Services and Relations 
expert (R); UPMU team (C) 

Q2/7 Identify required 
competencies and plan 
capacity development of 
UPMU team. 

As soon as all employees 
are on board and as soon 
employees have got some 
general ideas about their 
future responsibilities 

Director (R, A), UPMU team 
(C), external GIZ consultant 
(Part of current contract; if 
this task is not possible to 
perform in 4th mission, 
because it is too early, 
extension of contract for a 
5th mission needed ) (C) 

Q2/8 Formulate customer service 
guidelines (including 
processes) 

Some countries deliver a 
customer service guideline, 
some deliver minimal 
service standards, some 
customer contracts – 
according to consultants 
this is a complex task; 
however proposal: draft to 
be developed by UPMU; 
comments by external 
consultant 

Director (A), Customer 
Services and Relations 
expert (R), Data officer 
concerning 
processes/digitisation (R), 
UPMU team (C). If 
comments by external 
consultant needed 
extension of contract 

Q2/9 Conduct finance study Depending on Q1/12 
finance study is conducted 
by an internal consultant  

Director (A), Financial / 
economic analyses expert 
(A); UPMU team (C)  

Q2/10 Deliver first quarterly report 
to Ministry 

The work on the first 
quarterly report should 
right from the beginning 
also take into account 
structure of first annual 
report (Q2/5). Certain 
figures in quarterly reports 
e.g. should also be used in 
annual performance report 

Director (A), Customer 
Services and Relations 
expert overall integration 
(R), UPMU team needs 
overall overview; each 
provides input from 
his/her functional 
expertise (C); if support of 
external consultant 
needed extension of 
contract  (strongly advised) 

    

Activities July  – September 2020 (Q3) 
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Q3/1 Prepare finance concept for 
Water Companies 

On the basis of Q2/9 a 
document needs to be 
formulated how companies 
should be financed in mid- 
to long-term. This would 
need to be discussed with 
Ministry. 

Director (A), Financial / 
economic analyses expert 
(R); UPMU team (C) 

Q3/2 Develop incentive and 
penalty scheme concept 

Depending on Q1/8 UPMU 
might become responsible 
to decide on tariff increases 
or to make suggestions on 
proposals on tariff 
increases. This would imply 
that incentives and 
penalties would need to be 
incorporated in the 
proposal of new tariffs. 
Since incentives and 
penalties will only function 
if there is no alternative 
way of financing Q3/1 is a 
precondition for Q3/2. 

Director (A), Financial / 
economic analyses expert 
(R); Operations expert (C); 
UPMU team (I), GIZ 
consultant (C)  if this 
leads into a tariff setting 
guideline and external 
consultant should give 
support extension of 
contract would be needed 

Q3/3 Formulate business 
planning guideline for 
Water Companies 

For a future setting of 
tariffs or a proposal on 
tariffs business plans of 
water companies are a 
valuable input; Q1/13 basis 
for formulating a 
regulatory business 
planning guideline 

Director (A), Financial / 
economic analyses expert 
(R); Operations expert (C); 
UPMU team (I), GIZ 
consultant (C) – for an 
additional support contract 
extension would be 
needed 

Q3/4 Formulate cost accounting 
guideline 

Assumption: No 
consultants’ help needed 

Director (A), Financial / 
economic analyses expert 
(R); UPMU team (C) 

Q3/5 Publish first 
benchmarking/performance 
report 

In previous missions we 
came to the conclusion that 
the first annual 
performance report needs 
to be very convincing. 
Proposal thus that external 
consultant assists in 
drafting this report 

Question is, if part of this 
annual report should also 
be a commenting of 
current situation of sector 

Director (A), Operations 
expert, also overall 
integration (R); Financial / 
economic analyses expert 
(C) UPMU team (I), Water 
Companies (C); if input 
from external consultant is 
needed extension of 
contract important 

Q3/6 Publish first annual report It wasn’t clear if the annual 
report and the annual 
performance report are 
actually two documents or 

Director (A), Customer 
Services and Relations 
expert overall integration 
(R), UPMU team input from 
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whether commenting on 
the situation of the sector 
should be a part of the 
annual performance report 
(see also Q3.5) 

the respective functional 
expertise (C) 

Activities October  – December 2020 (Q4) 

Q4/1 Displaying results of first 
annual performance report 

Ideas: articles in 
newspapers, information 
on TV, performing a 
conference with best 
practice elements of 
companies 

Director (A), Customer 
Services and Relations 
expert (R), UPMU team (C). 
Assumption: No assistance 
by external consultant 
needed  

Q4/1 Analysis and maybe revision 
of data delivery and KPI 
targets for Water 
Companies 

A change in KPI targets 
should only be done if 
absolutely needed. 
Otherwise comparisons 
between different points in 
time are harder. Revision of 
data is different.  

Director (A), Operations 
expert, also overall 
integration (R); Financial / 
economic analyses expert 
(C) UPMU team (I), Water 
Companies (C) 

Q4/2 Analysis and maybe revision 
of  concept for Customer 
Management 

 Director (A), Customer 
Services and Relations 
expert overall integration 
(R), UPMU team (C) 

    

Activities starting in year 2021 

2021/1 Propose tariff setting and 
subsidy granting guideline 

This activity builds upon 
Q3/2 and Q3/3. In addition 
this task is highly linked to 
the mandate and the 
UPMU law/Bye-law (Q1.8). 

Director (A), Financial / 
economic analyses expert 
(R); Operations expert (C); 
UPMU team (I); if input 
from external consultant is 
needed extension of 
contract important 

    

2021/2 Automate data assessment  First automation is 
performed in Q1/4. It 
makes sense to take a look 
at the data delivery again 
after some time and to 
analyse if additional 
automation is worth doing. 

Director (A), Data Officer 
and IT expert (R); UPMU 
team (C) 

 

3.4 Checklist based on the 7s approach 

The 7s model outlines core organisational activity areas in a generic way. Used by 

UPMU, it ensures that all necessary areas of organisational development will be taken into 
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consideration. The model can also be the basis for aligning all activities and processes 

within UPMU (all elements depicted in the following graph): 

 

Figure 2: The 7s Model 

There are the following “hard” elements:  

1. The first “s” refers to the strategy of the organisation. In the case of UPMU, its 

strategy (objectives as well as the means to reach these objectives) must be based 

on the mandate.  

2. The structure refers to the posts and the organigram (see also definitions in chapter 

1.2) 

3. Systems refer to procedures for coordinating the work and to measure the results of 

the work.  

There are “soft” elements (which have a human and social dimension):  

4. A first list of shared values has been elaborated during the December workshop; it 

includes openness, transparency, and reliability etc.   

These values can be discussed during the teambuilding workshop (or time reserved 

for teambuilding). This should be done not only in an abstract way (“I think 

communication goes well”) but with concrete examples (“I appreciate that you …” or 

“I wish that you … more in the future”…with concrete examples).   

The elaboration of shared values is relevant for the design of the hard elements. An 

example: the question which control systems are applied needs to be linked to the 

shared values concerning trust and cooperation.  

5. The skills refer to the staff competencies and capabilities (e.g. good writing skills, 

communication skills). 

6. Staff refers to the staff structure of UPMU and the way HR is organized. 

7. Style refers to the culture, to daily routines of UPMU which could be described by 

“How do we work together”. This includes leadership.  
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Note: All elements are interdependent: there is e.g. a general “strategy” for UPMU, but 

there is also a strategy for human resources (“staff”), for information technology (“systems”) 

etc. or the other elements of the model. 

The following table contains a first 7s-checklist for UPMU. The questions in the table should 

be discussed during the kick-off-workshop. The UPMU team will need to discuss the 

questions and agree on their modes of working (for this reason, a final recommendation 

cannot be given within this report). Where applicable, the resulting tasks and 

responsibilities should be integrated in the operational plan.  

No. Activity Comments 

Shared Values 

1 What are the joint values of UPMU (regarding e.g. 
trust and control, openness, flexibility)? 

It is necessary to discuss concrete 
examples of the values (see above). 

2 Are the shared values aligned with the mandate, the 
strategy and the systems of UPMU?  

Example: is e.g. “flexibility” as a value 
realistic in the light of the rules and 
the implemented systems? 

3 Is there a joint idea of cooperation culture in the 
team?  

This can be reflected e.g. in early 
summer 2020 (after some months of 
joint work experiences). 

4 (…)  

Structure 

1 Are all posts and roles defined and understood 
(internally by all team members and externally by 
cooperation partners)?  

 

2 What are the reporting and communication 
mechanisms? 

 

3 Is the work coordinated and documented in a 
comprehensive way?  

 

4 Who decides what (the Director? the team? 
assigned staff?)? This should also include external 
actors such as the Ministry. 

 

5 (…)  

Strategy 

1 What is the strategy of UPMU?  

Is there a joint vision for e.g. 2025 (if applicable)? 

This should include output and 
outcome objectives. It should be 
clear, with which means (activities, 
decisions) the objectives are to be 
reached. 

2 What are the cooperation strategies with the 
Ministry, the Water Companies, and with the 
general public?  

Based on stakeholder map 

3 What general trends in Jordan and in the Water 
Sector need to be taken into consideration (e.g. 
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environmental factors)? Who keeps track of these 
changes? 

4 (…)  

Systems 

1 What are the “back office” systems of UPMU? This includes (a) resource planning, 
(b) financial management, (c) 
information and data management, 
(d) human resources management, 
etc. 

2 What control mechanisms are agreed upon and 
institutionalised (e.g. quality management; “four 
eyes principle”; also with external partners)? 

 

3 Which systems are used for documenting, archiving 
and tracking communication (requests, feedback) 
from the Ministry, the Water Companies, and the 
general public? 

This should include tracking of follow-
up measures. 

4 Which IT-platform and IT applications are 
implemented? Which formats and templates are 
used (word, excel, powerpoint)? 

 

5 (…)  

Skills 

1 If you look at the mandate and the roadmap of 
UPMU, are there any skill gaps? 

 

2 How does UPMU institutionalise organisational 
learning? 

E.g. (a) systematic onboarding of new 
staff; (b) frequent occasions for 
exchange and learning within the 
team; (c) formal trainings etc. 

3 Are personnel talks institutionalised and do they 
include a dialogue on learning and skills? 

 

4 (…)  

Staff 

1 What positions are vacant or need to be filled?  

2 Is there a skills management in the organisation 
(keeping systematic track of needed skills, e.g. 
programming, communication etc.?)? 

 

3 (…)  

Style 

1 What is the leadership and cooperation style of 
UPMU (joint rules, joint routines, communication 
style)? 

Can be reflected only after some 
months of cooperation. Reflection 
should take place at least once a year.  

2 Are all team members involved in an effective way 
(where group participation is required)?  
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3 What is the style concerning documentation (text 
length, degree of formal style, degree of 
documentation)?  

 

4 (…)  

3.5 Getting started 

3.5.1 First months  

During the first months of UPMU not all staff will be available, as recruitment processes 

may need some time. Where this is feasible, already hired staff should be involved in the 

ongoing and /or preparatory work. This includes the involvement in e.g. meetings and skype 

conferences among the Ministry, GIZ and MOcons.  

Recommendations:  

Existing staff should get involved in the following activities:  

a) Getting involved in the discussions and analyses concerning benchmarking 

b) Getting to know how and how different corporations for e.g. calculate NRW or assess their 

technical losses. Discuss and understand the potentially different approaches, try to 

identify best practices and recommend to other utilities. 

c) Analysing how to track electricity usage  

d) Identifying, analysing and recommending electricity efficiency measures, consult also with 
GIZ programme on climate neutral utilities 

e) Other data gathering activities (to be analysed during visits of the companies; this can be 

identified during a skype conference with MOcons). 

f) Familiarization with Jordanian sector strategies, derived indicators and discussed which of 

them are relevant for UPMU (covered in Performance Monitoring Tool, but UPMU could 

still recommend amendments). The table shared by Nayef could be a good basis for 

discussion. This could be an internal work session. 

g) Read performance reports issued by regulators e.g. in Kenya 

(https://wasreb.go.ke/impact-report-issue-no-11/ ) and Palestinian Territories 

(https://www.wsrc.ps/cached_uploads/download/2018/12/19/summary-2017press-

1545206797.pdf). We suggest that each team member should read one performance 

report from a different country and present on PowerPoint to the team their perception 

of the report and what UPMU could learn from it. 

h) Understand, how utilities are organizing their reporting to UPMU internally. Pay particular 

attention to the differences amongst utilities on how they collect data and submit their 

reports. Document those differences. 

i) Find hidden treasures (best practices): Ask utilities about their most successful 

measures/changes they implemented without external support during the last two years 

https://wasreb.go.ke/impact-report-issue-no-11/
https://www.wsrc.ps/cached_uploads/download/2018/12/19/summary-2017press-1545206797.pdf
https://www.wsrc.ps/cached_uploads/download/2018/12/19/summary-2017press-1545206797.pdf
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Recommendations:  

to improve their efficiency or customer services. Is there anything, other utilities could 

learn from? 

j) Organize an internal session to discuss and agree on the 3 to 5 biggest challenges the 

Jordanian water utilities are facing and the 3 to 5 biggest risks for the Jordanian water 

sector over the next 10 years. If you think 10 years ahead, what specifically would you wish 

to be different compared to today? 

Begin to think, what UPMU can contribute to mitigate those challenges and risks and to 
work towards that vision. 

 

3.5.2 Kick-off workshop of UPMU 

As mentioned before, we recommend to organise a kick-off workshop. This report can 

serve as a basis for structuring the workshop. Specific suggestions are:  

1. The kick-off workshop should take about two days. 

2. The director as well as all employees should participate and provide input from their 

respective working fields.  

3. The most important output should be the operational plan for 2020 (with further 

specification of core deliverables, clarifying who does what, when, etc.), based on the 

roadmap (see chapter 3.3) applying the RACI-methodology (see chapter 3.2). 

4. Activities for organisational development should be defined on the basis of the 7-s 

checklist (see chapter 3.4). This includes e.g. procurements of office materials, 

planning a team building event, etc.  

5. There should be a comprehensive list of the core deliverables (for 

recommendations, see chapter 2.2.1 and 2.2.2), based on the first brainstorming 

during the December workshop. 

6. As not all details can be planned during the kick-off workshop, there should be defined 

appointments for planning workshops for each core deliverable. During these 

planning workshops, the team will ensure a comprehensive and in-depth planning 

with input from all employees and define the  

• Structures 

• Content 

• work packages as well as  

• deadlines for the elaboration and the  

• dissemination of the outputs.  

Recommendation:  

Conduct a kick-off workshop based on the criteria 1-6 mentioned above. 

 

Comments concerning the organisation of cross-cutting work: 

1. The UPMU is a stand-alone organisation, so there are cross-cutting activities which 

need to be organized in addition to the core tasks. Cross-cutting tasks include 

financial management of the UPMU, personnel management, and UPMU branding 
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and communication policies etc. For any staff which has been working in a larger 

organisation before (e.g. a Ministry), this might require adapted ways of thinking. 

2. It needs to be taken into consideration that UPMU consists of a team of 4 employees 

and one director. This means that all management instruments should be kept 

on a minimal level.  

3. However, a decisive planning and clear assignment of responsibilities will be 

necessary. A lot of coordination work can be done within team meetings (with short 

documentation). In contrast to large organisations, comprehensive and detailed 

process description will not be necessary. 

 

Recommendation:  

Ensure that there is neither over- nor under-steering. 

 

3.5.3 Effective meeting organisation 

The success of UPMU depends largely on successful communication. Hence, frequent 

meetings will facilitate the internal dialogue. If meetings are properly organised, they are an 

efficient and effective tool for the synchronisation of work; double work and delays will 

hence be reduced to a minimum. The following checklist can be an important building block 

for becoming a high performance team.  

Although the list first may seem to be “trivial” to some, it is even more astonishing how 

many teams do not follow basic meeting routines for a high team performance. The list 

should nevertheless be discussed and, if necessary, be complemented by the team. Step 

by step it should become a habit to organise meetings accordingly. 
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4 Organisational Processes 

4.1 Process definition 

In chapter 1 of the report, the term “process” for UPMU was already shortly presented. The 

following chapter will depict two core processes of UPMU, which have been elaborated during 

the December workshop.  

UPMU processes will have the following characteristics: 

1. Clearly defined and repeating action steps over time 

2. Clear starting point (trigger) and results of each process (output) 

3. Additional process information can include: 

a. who does what for achieving the output,  

b. when (timeline of process),  

c. how is the process conducted  

Checklist for effective team meetings 

1.  Before the meeting  

 

 Meeting agenda 
 

 Background materials 

Make sure to mail the agenda at least one day before 
the meeting takes place to all participants. 
Make sure that all participants can access the relevant 
background material for preparing the meeting. This 
includes core questions which are to be discussed. 

 
 
 

 

2.  Beginning of the meeting 

 

 Meeting objective 
 

 Update agenda 
 
 

 Clarify roles 
 
 

Agree upon goals of the meeting. Ask yourselves: “What 
is the meeting supposed to achieve?”  
Review the agenda and modify it together with 
participants if necessary. Decide whether breaks are 
necessary (e.g. during longer meetings) 
Check (a) who documents the results of the meeting, 
(b) who facilitates the dialogue and (c) who keeps track 
of the time. 

 
 
 

 
 
 

 

3.  During the meeting 

 

 Ensure sufficient 
participation of all 
 
 

 Active participation 

Based on your agreed cooperation style, make sure that 
all team members participate on the basis of their roles 
and competencies.  
Ensure jointly that all colleagues are (mentally and 
physically) present during the meeting (e.g. no mobile 
phones, interruptions). If necessary, take a break. 

 
 
 

 
 

4. After the meeting 

 

 Documentation 
 

 Follow up 

Make sure that the protocol is sent to all participants 
within the agreed time span.  
Consider if further meetings have to take place. 
Decide who will follow up on the decisions. 
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d. what are the necessary resources. 

It is important to see that many UPMU activities will not be based on formal and standardized 

processes.  

4.1.1 GIZ understanding of organisational processes 

It is possible to differentiate different types of processes (see following graph by GIZ): 

1. Steering processes to ensure a comprehensive management: e.g. annual planning, 

coordination of tasks; 

2. Output processes necessary for producing the core results of UPMU (e.g. the annual 

report) 

3. Cooperation processes are inter-organisational processes, e.g. with Ministry or 

water companies. Keeping track of cooperation processes will help to keep up 

productivity even in turbulent environments.  

4. Processes of organisational learning: This is stressed by GIZ because “learning” 

creates innovation. These are e.g. team building measures or institutionalised 

reflections of the team.  

5. Auxiliary processes are e.g. service processes: producing printed material, event 

management, etc. Some of these processes can be outsourced to service providers. 

This will help to keep a slim organisation. 

Finally, there are process hierarchies (see following graph). There are different levels of 

process descriptions:  

 from very general descriptions (“Monitoring”),  

 to more detailed process descriptions (“Monitoring consists of data gathering, data 

consolidation, and feedback to the water companies”),  

 to very detailed process descriptions (“data gathering is based on asking the 

companies to send data, receiving data, data consolidation etc.).  

Process hierarchies can be applied for structuring the work of UPMU. 
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Figure 3: GIZ definition of processes 

4.2 Performance Benchmarking Process 

No. Activity Comment Responsible 

 

1 Plan 
benchmarking 
process for 
annual 
performance 
report (first 
version of 
annual report 
will be more 
slim compared 
to the 
following 
years.) 

Work plan to be 
drafted during 
planning workshop 
by the end of 
October of previous 
year. 

Director (A), Customer Service and Relations 
Expert (R), UPMU team (C) 

2 Inform 
directors of 
Water 
Companies 
about plan  

 Director (R; A), UPMU team (I) 

3 Create unified 
forms for data 
collection in at 
the beginning 

Concerns 
requirements and 
(data) interfaces  

Director (A), Data officer and IT expert (R), UPMU 
team (C) 
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No. Activity Comment Responsible 
dialogue with 
Water 
Companies 

5 When first 
starting define 
structure and 
content of 
quarterly and 
annual reports 

 Director (A), Customer Services and Relations 
Expert (R), UPMU team (C) 

6 Gather 
financial, 
technical and 
customer data 
of Water 
Companies 

Use Oracle interface 
for data access in 
future, until then 
continue with 
previous ways of 
data collection, 
starting in May of 
each year. 

Director (A), Customer Services and Relations 
Expert overall coordination (R), UPMU team (C), 
Water Companies (C) 

7 Verify the data 
gathered 

Check, comment and 
discuss data; if 
necessary conduct 
visits to the Water 
Companies. Work 
towards a more 
automated 
verification process. 

Director (A), Customer Services and Relations 
Expert overall coordination (R), UPMU team based 
on functions (R, C), Water Companies (C, I) 

8 Integrate the 
data gathered 

Provide quarterly 
and annual reports 
including the KPIs for 
Water Companies 
and discuss further 
action. 

Director (A), Customer Services and Relations 
Expert overall integration (R), UPMU team based 
on functions (C) 

9 Draft annual 
report  

 Director (A), Financial / economic analyses expert 
(R); UPMU team (C) 

10 Assure quality 
of report 

 Director (A), Customer Services and Relations 
Expert overall integration (R) 

11 Disseminate 
report  

Internet, press 
conference; includes 
financial, customer 
data as well as core 
challenges. 

Address different 
target groups: 
general public, 
donors, Water 
Companies, etc. 

Director (A), Customer Services and Relations 
Expert overall integration (R), UPMU team (I) 
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4.3 Inspection Process 

No. Activity Comment Actors 

 

1 Conducting planning workshop for 
inspections with the whole team  

 Director (A), Customer 
Services and Relations 
Expert overall 
coordination (R), 
UPMU team based on 
functions (C) 

2 Define inspection types and scope based 
on mandate 

 Director (A), Customer 
Services and Relations 
Expert overall 
coordination (R), 
UPMU team based on 
functions (C) 

3 Prepare template, sub-templates and 
checklist(s) for each inspection type 

 Director (A), Data 
officer and IT expert 
(R); UPMU team (I) 

4 Ensure professional IT-based data 
management 

It should not be 
possible to change 
inspection data after 
final saving of results. 

Director (A), Data 
officer and IT expert 
(R); UPMU team (C, I) 

5 Announce inspections Clarify whether 
announcement is 
wanted or not 

Director (A), Customer 
Services and Relations 
Expert overall 
coordination (R), 
UPMU team (I) 

6 Conduct inspection on site  Director (A), Customer 
Services and Relations 
Expert overall planning 
and accompaniment 
(R), UPMU team 
visiting Water 
Companies according 
to function (R) 

7 Document inspection findings  Director (A), Customer 
Services and Relations 
Expert overall 
coordination and 
quality checks (R), 
UPMU team after the 
visits documentation 
(R); rest of the UPMU 
team (I) 

8 Provide feedback to Water Companies  Director (A), Customer 
Services and Relations 
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No. Activity Comment Actors 
Expert overall 
coordination and 
quality checks (R), 
UPMU team (I) 

4.4. Annual management process 

The following process depicts the overall management process of UPMU based on the 

management cycle: 

1. It describes the relevant activities in the area of operational planning, which has 

been outlined already in this report.  

2. A full management cycle includes the coordination of the operations on the basis of 

a cyclical monitoring; and 

3. evaluation is necessary.  

The use of the management cycle is a standard approach in many public as well as private 

organisations. A core element is that by monitoring and evaluation, it is ensured that all tasks 

are reached in time and in quality. Furthermore, it is ensured that the planning process of the 

following year builds on the lessons learned of the previous year.  

It is important that all staff is involved in the process to ensure that all competencies are 

utilised.  

Finally, the management process is a process according to the definition above, because it 

is repeated every year in a standardised way. 

The following table can thus serve UPMU as a blueprint for implementing a comprehensive 

management process including planning, coordination and evaluation: 

No. Core activity Process steps 

1 Planning 

1a Planning for the year  Formulate the annual goals of UPMU on basis of mandate, vision, 

mission principles and performance targets. At this point, the 

results of the evaluation of the previous year should be taken into 

consideration. 

(“What do we want to achieve, differentiated into output, 
outcome and impact goals?”) 

 Examine target groups of UPMU action, e.g. Ministry, Water 

Companies, general public, NGO etc.  

(“Who do we want to address with our activities in the following 
year?”) 

 Identify possible conflict situations, using the actors’ map. 

(“What might interfere with our goals?”) 
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1b Assessment of external 
situation and internal 
resources 

 Conduct a situation analysis, e.g. what are rules, regulations, 

stakeholders we have to consider this year and where do we look 

at specifically 

(“In which context do we operate this year?”) 

 Carry out personnel- and budget deployment, including 

assessment of existing capacities/competencies. 

(“What resources do we need to achieve our goals?”) 

 Address the identified (external) risks and chances 

(“How do we deal with the potential conflicts and how can we 
leverage existing chances?”) 

The results of these assessments might influence (again) step 1a, so a 
re-formulation of objectives might become necessary. 

1c Operationalization  Assigning tasks to UPMU team members 

(“Who will be in charge for what?”) 

 Clarify the individual roles within the team 

(“What do I expect and what is expected from me?”) 

1d Setting-up Monitoring and 
Evaluation scheme 

Preparing forms (first year) and defining the following instruments for 
internal monitoring and evaluation: 

 Deviation analysis 

(“Where do we differ from our goals?”) 

 Define in how far data from stakeholders are integrated (e.g. 

customer satisfaction; responses from the Ministry) 

(“How is the quality of our work from the perspective of different 
stakeholders?”) 

 Identification of the cause of deviation 

(“Why do we differ?”) 

 Define how to track in which way corrective action is taken 

(“What do we need to do to get back on track?”) 

 On the basis of which data will we carry out the annual evaluation 

of our work 

2 Ongoing coordination and monitoring 

2a Monitoring   Conduct a deviation analysis (e.g. each 3rd month at the end of 

each quarter year) 

(“Where do we differ from our goals?”) 

 Identify the cause of deviation 
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(“Why do we differ?”) 

 Derive and carry out corrective action 

 (“What do we need to do to get back on track?”) 

2b Ongoing coordination  Assessment of monitoring results with the team (after 

presentation of the Director) 

 Decision on measures and adapting the operational plan. If 

necessary, the work allocation or the resources need to be 

organized differently. 

 Results are noted in meeting minutes 

3 (Annual) evaluation 

3a Plan evaluation  Define the purpose of the evaluation (which depth of evaluation is 

necessary; this may vary from year to year). 

 Decide on external support for evaluation 

 Define the scope of the evaluation (e.g. quality of work, impact in 

the sector, efficiency of work) 

 Organize stakeholder participation for participative evaluation (if 

desired) 

 Formulate communication strategy 

3b Prepare evaluation  Identify existing qualitative and quantitative data (e.g. existing 

operational plan, baseline data, desk studies) 

 Deciding on methodology (key questions, data needed, stakeholder 

involvement, resources) 

 Work out data collection tools (questionnaires, case study, SWOT-

analysis, focus group) including key questions and indicators (based 

on the existing working plans) 

 Set up evaluation team 

3c  Conduct evaluation  Collect and assess data on the basis of the collection tools 

 Prepare evaluation report and conduct quality check 

4 Discussion of evaluation 
results and dissemination  

 Discuss results of the evaluation in the team 

 Decide on core communication measures to the Ministry, to the 

general public, to the Water Companies, NGO etc.  

 Discuss consequences for the following year (next operational 

plan) 
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5 Structure & Roles 

5.1 The current organisational structure  

As demonstrated in the following graph, UPMU consists of five posts: the director and four 

employees. During the December workshop it became clear that all staff needs to be 

involved in the elaboration of the core outputs (first draft in chapter 2.2.). 

The director needs to participate actively in the production of the outputs, as in a small team 

there is only limited managerial work (compared to larger teams/organisations). The director’s 

work force represents 20% of the whole team, so this is a necessity.  

It is furthermore recommended that the RACI chart is applied for the allocation of work 

packages. Although deliverables are produced on the basis of team work, it needs to be 

specified which colleagues work out which (sub-)results. 

The kick-off workshop of UPMU is the context in which to elaborate the job descriptions 

for all colleagues. This includes the definition of the RACI roles, which also should be 

documented in the operational plan (“who does what…”).  

As mentioned, the additional planning workshops for the core processes will be a time to 

specify also details of work allocation.  

 

Figure 4: UPMU organigram (as of 1/1/20) 

 

Summary of recommendations: 

1. All colleagues need to participate in the elaboration of the core deliverables. Thus 

frequent meetings are necessary to ensure that all perspectives are taken into 

consideration (i.e. financial, information technology, utility operations, and customer 

service)! All colleagues need to know about the overall team activities. 

2. The director needs to take an active role in the elaboration of the results as the 

management role is only 20-30% of his work. 

3. Apply the RACI chart for all major tasks. There can be various colleagues who are 

responsible for the work, but only one person who is accountable.  

UPMU 
Director of 
Regulatory

Unit 

Financial/ 
Economic 
Analysis 
Expert 

Data Officer –
IT Expert 

Utility 
Operations

Expert 
(Water/WW) 

Customer 
Services & 
Relations 

Expert 
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Summary of recommendations: 

4. During the kick-off workshop of UPMU the job descriptions can be discussed. However, 

the final work allocation will take place during the planning workshops for all core 

processes. 

5.2 The future organisational structure  

At this point, it cannot be predicted how UPMU and its organisational structure will develop 

in the future. The likelihood of organisational changes depends also on societal trends 

(acceptance of regulation in the greater public), political factors (acceptance by Parliament, 

business interests, opposition of the water companies), and tactical factors (negotiation 

processes and power constellations). This is the same in other countries were regulatory 

authorities have been introduced.  

We strongly recommend that the development of the organisation follows the strengths and 

weaknesses as well as the threats and challenges in the Jordanian Water Sector. This means 

if e.g. “data collection” works very well in 2020, but introduction of new tariffs creates conflicts, 

new posts should be introduced in this area of demand. In other words, to follow a 

mechanistic planning approach based mainly on the experience of other authorities, will not 

lead to success. 

However, during the first phase of UPMU (first year of operations) it is useful to discuss 

growth scenarios for UPMU. This can provide early and important impulses for developing 

competencies in time, for the elaboration of strategy documents as well as providing a general 

orientation for the leadership as well as the staff of UPMU. 

The following graph depicts a possible organisational structure which can be achieved during 

the next 2-3 years of operation. We suggest an incremental growth path with three stages of 

development: 

 Phase I has started in January 2020;  

 Phase II starts in July 2021;  

 Phase III will start in January 2023.  
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This means that each phase lasts about 18 months, leaving enough time for developing new 

positions, competencies and processes step by step. In some cases, there is an option 

whether to introduce a new position in phase 2 or in phase 3 (posts are assigned with “2” and 

“3” in this case).  

 

The graph shows that some of the posts foreseen for the future will also be introduced in the 

first phase 2020. These posts can be differentiated into two or more posts in the following 

years. This means that e.g. jobs of the current post “Customer Service & Relations” can be 

shifted to an extra post merely focusing on “Communication”. As mentioned before, if 

experience shows – due to existing competencies or systemic causes – that the current 

setting works better, it might be a better alternative to assign the post of a clerk (or alike) to 

the current post for Customer Service.  

Thus, in a second phase, the posts with the following focus areas can be amended: 

1. Regulatory affairs (phase 2) 

2. Data collection, verification and information (phase 2) 

3. KPI setting and tariff determination (phase 2 or phase 3, depending on needs) 

4. Legal issues and enforcement (phase 2 or phase 3, depending on needs) 

5. Financial and administrative affairs (internal tasks, e.g. also dialogue with Ministry) 

6. Communication (phase 2) 

7. Surveys (phase 2) 

8. Assistant to the director (phase 3) 
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Additionally, the Ministry should establish a post for the Internal Audit of the UPMU in phase 

3. However, the strategic independence of UPMU shall not be interfered with based on this 

position. 

 

Summary of recommendations: 

1. The future vision of an organisational structure should be kept in mind. We recommend, 

however, an incremental growth of the organisational structure. Therefore, 

organisational growth scenarios offer a chance to observe from an early stage on which 

activity areas need more momentum, and thus enhanced capacities. 

2. Decisions on the future organisational structure should follow concrete needs of the 

Water Sector in Jordan based on the mandate and the working principles of UPMU. It is 

not recommendable to follow a standardised “best practice” approach.  

3. Organisational growth is realised by (a) adding new posts, (b) merging existing posts or (c) 

differentiating existing posts into two or more posts. In all three cases, the jobs are 

assigned to the posts. Each post should fulfil relevant functions for implementing the 

mandate of UPMU.  

 

6 Capacity building  

6.1 Cooperation and organisational values 

Methodology 

During the workshop, the participants were asked to note core criteria for “good “cooperation 

within the team (“What is important for you?”). The answers to the question were presented 

and discussed.  

Result  

The participants came up with the following criteria for good cooperation (direct quotes, no 

changes): 

 Team work 

 Trust (mentioned 2x) 

 Daily meeting with staff 

 Direct communication 

 Commitment 

 Knowledge exchange 

 Visionary long-term planning 

 Communicate 

 Good understanding 

 “Do your job on time” 

 Respect 
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 “Share the right information at the right time”  

 Share food 

 Know each persons’ capabilities and act accordingly 

 Good faith for the work to achieve good results 

 Get the results needed by giving each person the task he/she is good at 

These criteria can be the basis for further discussion during team building exercises. It will 

be necessary to specify what e.g. “commitment” and “respect” mean not only in an abstract 

way, but also in concrete situations: 

- “Commitment” can e.g. mean that when a colleague has finished the work assigned 

to him or her, support is offered to colleagues who have a work overload 

- “Respect” can e.g. mean that there are no discriminatory comments or jokes (e.g. 

based on gender) or that different working styles are appreciated. 

Thus, shared values can be a basis for practical orientation and learning opportunities as a 

team.  

 

Summary of recommendations: 

1. Discuss UPMU shared values on the basis of concrete situations to facilitate growth of the 

UPMU working team. 

 

6.2 Recommendations for capacity building 

6.2.1 Structure and content of team building workshops  

In order to improve the teamwork of UPMU, we recommend holding a 2-day workshop that 

focuses on both the potentials and challenges of working as a high-performance team. With 

appropriate team-building measures, the team has the potential to ensure a high level of 

productivity as well as quality of the working results.  

We recommend team building on an organisational, interpersonal and cultural level (for 

enhancing the team culture). This will enable a good balance between stability on the one 

side and flexibility on the other side, based on an adequate internal team cohesion.  

  

On this basis we suggest a team-building workshop with the following content (exemplary):  

WORKSHOP AGENDA - Day 1 

Time Thematic focus Contents 

M
o

rn
in

g 
 

(4
 h

) Fundamentals 
 

- Joint working rules: identifying, assessing and adjusting present 
communication rules (meta plan/ flip chart/ interviews) 

- Definition and differentiation of the concepts “team/group” 
- Critical reflection of development stages of the team 
- Image of 'self' and 'other' (group exercise, presentation, 

evaluation, reflection) 
- Team communication (e.g. “active communication”, feedback 

culture, formulating  objectives) 
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Leadership 
- Role of team leader 
- Delegating tasks in the right way 
- Team leading as a unique communication interface 

 

WORKSHOP AGENDA - Day 2 

Time Thematic focus Contents 

M
o

rn
in

g 
(4

 h
) Localisation 

 

- Phases of a typical team process 
- Analysing team behaviour (e.g. “team roles” according to Belbin) 
- Role of the individual in the team (self-awareness and awareness 

of the other) 
- Mapping the systemic team environment 

   

A
ft

e
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o
o

n
 

(2
,5

 h
) 

Strengthening 

- Team identity (Group awareness, organisational identity, mission) 
- Identifying and managing conflict in the team 
- Case examples of beneficial team environment (examples of 

“good practice”) 

 

All members of UPMU are to participate in the workshop. The workshop ideally will take place 

within the first 6 months of the formation of UPMU, under the premise of some months of joint 

working experience. 

6.2.2 Performance Appraisal Discussion 

To enhance organisational capacities of UPMU steadily, we recommend to formally organise 

annual performance discussions between the director and the team members. Director and 

staff are required to meet bilaterally the end of the assessment term (in December) to discuss 

the performance over the whole appraisal period.  

The director should provide the employee with an honest account of his or her performance 

with regards to the extent to which the staff member has achieved his or her performance 

goals and outcomes. By using checklists, coverage of all relevant topics can be ensured. 

The appraisal discussion must: 

1. Reflect the input of both superior and employee, i.e.: 

o The employee’s job description, 

o Agree upon goals and standards defined at the beginning of the appraisal 

period, 

o Outcomes and standards of the previous performance appraisal (if available, 

not during first year), 

o Structured performance appraisal form, 

o Self-appraisal of the employee. 

2. Take into account any unforeseen developments that may have affected performance 

during the assessment period. 

3. Call attention to the employee's strengths and accomplishments during the 

assessment period. 
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4. Provide a basis for helping the employee improve where needed (“productive 

feedback”) 

On this basis, an overall appraisal of the employee is elaborated and next steps for the 

following assessment period (normally a full calendar year) are agreed upon.  

The appropriate forms must be filled out and signed by both parties to underline that both 

agree to the assessment’s results. Disagreements between the line manager and the 

employee over any element of the appraisal should be referred to the responsible managers 

in the ministry in order to resolve the issue. 

The appraised employee and the director should also agree on a development plan for the 

following period with the intention of aligning the employee’s personal aspirations with 

organisational demands. It should include the following items: 

1. Competency requirements, 

2. Training, 

3. Objectives and standards of the previous performance appraisal (if available), 

4. Desired outcomes of the measures, 

5. Cost estimates, 

6. Time frames. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



122 
 

 

1.2.6 UPMU as moderator for best practices (23th November 2020) 

  

Summary of Key Messages 
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1. Role of regulator concerning performance 

improvement 

 

2. Common interaction of regulator with companies  

 

3. The particular situation in Jordan 

 

  

The starting point of this presentation was 

again the main objective of regulation:  

 Company shall act in interest of the 
customers 

 Company should not make too 
much profit  

 Company needs to be self-
sustaining  

 Company needs to be efficient  
 Regulator does not get involved in 

micro-management  
 

Regulator sets incentives  

Regulator performs inspections 

Regulator decides which companies reach 

the level of best practice  

Jordan has only three companies  

 Less effort for monitoring  
 Less possibilities learning from 

comparisons 
 UPMU as new actor in the water 

market needs to earn reputation 

fast! 
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4. Becoming a moderator - chances of peer learning  

 

5. Topics to be discussed  

 

  

Implementing peer learning helps all: 

 Companies learn from one another 
 UPMU earns knowledge  
 UPMU builds up reputation which is 

important for the cooperation also 
with other stakeholders in the 
sector  

 Gain knowledge and earn 
reputation at the same time 

In the workshop we discussed the set-up of 

meetings with the companies. For further 

remarks please see notes on the seminar.   

In the workshop we discussed various 

topics for meetings with the companies. For 

further remarks please see notes on the 

seminar.  It is up to UPMU to further 

develop topics which are interesting for 

meetings. UPMU will gain ideas from e.g. its 

discussions on the Company Business Plans.   
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1.2.7 Invectives of UPMU presentation (17th December 2020) 

 

Summary of Key Messages 
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6. Starting Point: The UPMU mandate 

 

1. Performing Benchmarking – Naming, Faming and Shaming 

 

 

 

Mandate is starting point for discussion on 

incentives – older version:  

 Set & evaluate performance targets  
 Monitor  
 Review and recommend tariff 
 Recommend Subsidy  
 Implementation and Execution of 

incentives and penalties  
 2nd Level complaints management  
 Inspections and Investigations  
 Constant improvement of 

Regulation  

The first option is benchmarking  

The Regulator needs to get an overview and 

a feeling for efficiency in the sector.  

Results should be published in public and 

easy access- and understandable. This 

already creates incentives for WCs to 

improve. 

Benchmarking: Lessons Learnt  

 Reports need to display the 
individual performance  

 Reports need to be widely 
communicated in public 

 Benchmarking gets more valuable 
over time 

 Key messages of report must be 
delivered in an ostensive way 

Taking endowments into account  

 Qualitative performance 

description needs to follow uniform 

and transparent methodology  

 Otherwise WCs with rather 

unfavourable endowment will 

unfairly get criticized. 
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2. Annual Report on Water Sector 

 

3. Role of Inspections  

 

The second option is issuing an Annual 

Report and holding an Annual Conference.  

Creating motivating environment for 

utilities by reporting 

 Requiring more transparency  

 Be reliable on financing – as much 

as possible for UPMU 😉 

 Take endowments into account and 
report accordingly  

 Set targets for upcoming year  

 Report on achievements  

Implications for Jordan from success in 

Portugal 

 Link with water policies  

 Cooperation between actors  

 Benchmarking and transparency 
(also for financing situation) 

The third option to incentivize WCs are 

inspections. 

 Inspection Protocol (including 
process of inspection) is needed 

 Balance of incentives and sanctions 
is essential  

 Detected problems or fraud in 
reporting need to have 
consequences  

o More frequent reports  
o Dismissal of managing 

director (if possible)  

Success factors for Jordan may be: 

 Benchmarking (becomes more 
valuable over time)  

 Easy to understand reports  

 Annual conferences (best practice, 
award granting, media, owners)  

 UPMU as moderator/facilitator  
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4. Discussing Business Plans with Companies 

 

 

5. Reporting Loop with Supervisory Board of 

Companies 

 

6. Linking Strategic Plans with Indicators on Granting 

Subsidies 

 

  

The fourth option are the discussion on 

business planning including target setting.  

Business plans are essential: 

 Includes targets, success measures, 
derivatives of financial implications  

 Proposal of budget and tariff by 
utility (for Portugal..) 

 Compliance with regulation needs 
to be ensured 

 Eventually UPMU determines KPI 
targets and calculates effects on 
financial means. 

The fifth option is the information to  

supervisory boards of companies:  

 It might make sense to install 
certain reporting loops to UPMU:  

o For Instance: Board has to 
file a report to UPMU in 
case it doesn´t comply with 
UPMU recommendations  

o Report could be publicized 
on UPMU web-page 

The sixth option is trying to get influence 

how subsidies are allocated to WCs. 

Affordability issues can be tackled by tariff 

design (e.g. increasing block tariffs, 

different tariffs for different companies)  

 Linking to granting subsidies  

 Regulator can make 
recommendations on rates of 
financing sources (tariffs, municipal 
budget, subsidies) 

 Important: Transparency and 
reliability on financing  
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7. Tariff Setting  

 

 

8. Concluding Remarks  

 
 

 

 

 

 

 

 

 

The seventh option is to assist the Minister 

how to set tariffs. It could be helpful if 

UPMU calculates the effects of certain KPI 

targets on financing needs. 

Over time regulatory framework might also 

include tariff setting responsibility (e.g. 

revenue cap model, cost-plus regulation…). 

This is the most classical option to set 

incentives to WCs.  

The economic regulation model should be 

adopted to the maturity of sector.  

Over time: 

 Data quality reaches certain level  

 Reputation of regulator increases  

 Performing Benchmarking  

 UPMU as moderator/facilitator  

 Implement inspections with 

respective consequences  

 Discussing business plans with 

companies  

 Reporting loop with supervisory 

board of companies  

 Linking strategic plans with granting 

subsidies  

 Tariff setting  

  
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1.2.8 Business planning of UPMU presentation (14th January 2021) 

 

Summary of Key Messages 
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9. Where we stand concerning measures enforcing 

regulation… 

 

 

 

 

These first slides again try to set the scene, 

because the different workshops are 

connected as we have seen now in our 

session on “Operational planning”.  

Challenges of UPMU as Moderator:  

 Find out where companies have 
problems  

 Find best practices  
 

Data analysis and the reports are the first 

step towards finding out where companies 

have their problems and identify best 

practices.  

Transparently derive performance targets:  

 Data analysis and annual reports as 
basis  

 Display results in charts  
o to get an overview  
o and show overall situation 

and development of 
companies  

For each of the above mentioned tasks 

business planning is very helpful, because…. 

…. Working on companies’ problems and 

derived performance targets come together 

in the business planning. 

 Discussion of business plans 

between UPMU and each single 

company.  



132 
 

 

 

 

10. The particular role of Business Planning   

1.1 Introduction into Business Planning   

 

 

Def. Business Planning 

Business planning describes activities to 

address challenges  

Why is formal business planning needed in 
a sector which doesn’t face competition? 
Free market:  

 Planning at business level  

 Competition  focus on customers 
  improvement  
 

Centrally run  

 Planning at state level  

 Focus on customers not naturally 
enforced leads to a need to install 
pressure to improve  

Focus in this presentation is on business 

planning:  

 Framework and outline  

 Purpose, goals and utility 

 Interaction of UPMU  
 
In following presentation, the gap to 
finishing the regulatory circle will be closed 
by going into detail in the topic of 
performance targets.  
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1.2 Elements in Business Planning and Jordanian 

Experiences 

 

 

Elements of Business planning:  

 Analysis  

 Planning  

 Implementation  
 Content of business plans are 

largely driven by specific needs of 
respective utility and its target 
audience  

 Main user should be utility itself  

Benefits of a business plans  

 Information for different 
stakeholders 

 Investment decisions can be made 
based on customers willingness to 
pay  

 Sufficient revenues for “full” cost 
recovery 

 Monitor performance and facilitate 
performance-based contracts as 
well as performance improvements  

Elements and experiences from Albania 

Element 1: Analysis  

 Understand external pressure (e.g. 
performance measures, resource 
limitation)  

 Estimate likely future conditions 
(e.g. statistics, tariff development) 

 Identify problems  

 Prioritise  
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Element 3: Implementation  

1. Implement the work programme 
and assign responsibilities  

2. Measure and assess performance of 
work programme 

3. Adjust the programme based on 
actual events  

Elements and experiences from Jordan 

(Yarmouk WC) 

Element 1: Analysis  

External pressure  Review external 

situation (pestel) 

 Estimate future conditions  
population, demand, supply, 
wastewater collection  

 Identify problems  

 Prioritise 

Element 2: Planning  

1. Clarify the utilities purpose and 

objectives  

 Mission statement 

 Senior management overview  

 strategic goals 

 performance improvement 
program 

2. Program of activities to address 

identified problems and 

performance measures 

 Capital investment program  

 Organisational structure and 
staffing plan  

 Revenue needs and tariff 
analysis  

3. Forecast  

 Operations and maintenance 

budget forecast  
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Element 2: Planning  

1. Clarify the utilities purpose and 

objectives  

 Planning assumptions 

 Strategic analysis: Priority areas  

2. Program of activities to address 

identified problems and 

performance measures 

 Planning assumption 

 Strategic analysis: Strategic 
Objectives 

3. Forecast  

 Financial projection 

Element 3: Implementation  

1. Implement the work programme 
and assign responsibilities  

2. Measure and assess performance of 
work programme 

3. Adjust the programme based on 
actual events  

 Addressed in implementation plan  

Assessment of strength and weaknesses of 

the Yarmouk Water Business Plan 

Strength:  

 Determination of cost involved  

 Links to financial projection  
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 Include factors outside the control of 
the company which however effect 
performance  Interesting for 
section on external problems in 
UPMA Annual Report  

 Strategic goals in line with National 
Water Strategy (but not sufficiently 
transparent)  

 Monitoring and evaluation system in 
place  

Weaknesses:  

 Key performance indicators not used 
in business plan  

 Rather fuzzy objectives  

 Outcomes seldom specified  
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1.3 Links between Business Planning (BP) and 

REGULATORY Business Planning (RBP)  

 

 

 

 

Full cost financing required to achieve 

certain strategic objectives 

Challenge Jordan:  

 No cost covering tariffs  

 Sources of financing  

 Uniform tariffs  
Solution:  

 Clarification of financial flows  

 Striving for cost covering tariffs  

 Or influence transfers to companies 

  

Efficiency achievements required to 

achieve certain strategic objectives 

Justification on cost-/demand analysis 

(capex, opex)  

 Therefore, we need efficiency 

assumptions (water key activity 

projections e.g. treatment, 

distribution)  

Particularly relevant business plan elements  

 Priority areas and strategic objectives 
(KPIs, UPMU observations)  

 Financial projection  
Challenge the companies:  

 Description how to reach the KPIs  

 Justification for chosen investments 

 Explanation for influence on demand 

 Financial plan on maintaining assets  
 

Through regulatory business planning the 

utility must … 

… explain how it intents ( activities) 

… to achieve which strategic goals ( KPIs)  

… and what financial impact it has (  

revenue needs)  
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1.4 General concept of BP and RBP and proposal 

 

 

 

 

This means: Regulatory business planning 

builds on „normal“ business planning  

 Business planning of utility goes 

way more into depth of operations  

 Burden for utilities in compelling a 

regulatory business plan is 

relatively small if they already use 

business planning for steering their 

company.  

UPMU does not need all the information 

that is collected by companies to steer their 

business.  

UPMU is in the same category of 

informational needs like management, 

supervisory board and investors. Thus, it 

does not need everything!  

Regulator should build upon utility´s 
information advantage  
 
Responsibility of Regulator:  

 Exert pressure onto utilities  

 In order to achieve performance 
improvements in the sector  

Responsibility of Utility: 

 Derive how improvement of 
performance are achieved  

 

Requirements for BP and RBP  

 BP: Regulator can make certain 
standard elements mandatory  

 RBP: Requirements are formulated by 
regulator  
o Qualitative: Consistent, promising 

(strategic goals) and realistic  
o Quantitative: Must be 

comparable across utilities to 
ensure fairness 
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UPMU demands certain kind of information 

according to a specific structure.  

Further information of the utility… 

 can be provided in an annex  

 are not mandatory  

 are not approved by UPMU 

Incentivising mandatory RBP information 

Strategic planning and activity plan:  

 With which activities does the utility 
intent … 

 … to achieve which strategic goals 
(KPI targets).   

 

Incentivising mandatory RBP information 

Funding requirements:  

 What financial impact (revenue 

needs) is needed to achieve the 

strategic goals. 

Minimum requirements for a business plan  

 Strategic plan  

 Financial sustainability  

 Investment plans  
 
Development of a RBP 

 First financial study  

 Consider experiences of company’s 
business planning  
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2. The way ahead:  Finishing the regulatory cycle - KPI targets 

and linkages to RBP and tariff/financial means proposal 

 

 

 

 

 

 

 

 

 

 

 

 

Countries with cost covering tariffs 

 Link between  
 KPI targets 
 RBP  
 Tariff Adjustments  

 
Jordan: Governmental transfers and 
donations instead of cost covering tariffs  

 Thus, UPMU would need to make 
proposals for all financial sources  

In following presentation, the gap to 
finishing the regulatory cycle will be closed 
by going into detail into the topic of 
performance targets. After that binding up 
everything in an operational planning for a 
whole calendar year…. 
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1.2.9 Setting Performance Targets _to UPMU presentation (28th January 

2021) 

 

Summary of Key Messages 
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1. Which elements of the regulatory cycle did we deal with … 

 

 

 

 

First steps – already discussed:  

 Getting an overview of relative 
performances and building up a 
data pool  

 Getting an overview of best 
practice approaches for certain 
tasks  

 Development of KPIs  

Role of business planning – already 

discussed:  

Business plan displays:  

 Objectives of companies (KPI 
targets)  

 How to achieve objectives 
 Cost implications  

 
 Baseline for Tariffs (Proposals to 

Minister)  

 

Overall goal of regulation:  

Companies should improve and therefore 

(figure out themselves how to) become 

more efficient, more sustainable and more 

client-oriented. 

Therefore, KPI Targets are essential!  

Content:  

 Means to decide on price or 
revenue cap  

 Approach of comparable countries 
to Jordan  

 Options for Jordan  
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2. Process of Performance Target Setting and 

Formulation of Cost Allowances 

2.1 Competition by Regulation (ex. England/Wales)   

 

 

 

  

Revenue-cap regulation:  

 Determine allowed revenues  
 Separation of revenue and cost  
 Set incentive to reduce cost  
 Additional investment- and quality 

regulation is needed  

Two ways to determine allowed revenues  

A) Regression analysis 
 Jordan: Already on the right track 

with data collection and annual 
report  

B) Cost analysis 
  

But generally: A relatively efficient 

company will receive lower obligations to 

improve than a company starting out being 

relatively inefficient.  
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2.2 Approach in rather comparable countries to Jordan 

(ex. Albania) 

 

 

 

 

Comparison between Jordan and Albania:  

 Albania has more companies  
 Both: No cost covering tariffs  

 
The price-setting cycle: 

 Companies present business plan  
 Tariffs derived from business plan  
 Regulator screens business plan, 

incl. KPI Targets and tariff 
implications  

 Regulator decides on allowed costs 
and thus on allowed tariffs  

The following charts show the way from 

cost calculation to setting tariffs. 

Adjusting cost data by comparison  

 Adjust cost by unacceptable items  
 Adjust performance analysis  
 Compare average tariffs for 

respective average categories  

1st step: Deduction of unacceptable cost  

 Regulator uses benchmarking data 
and compares companies  

 If explanations for relatively higher 
costs are not convincing, regulator 
proposes deduction  

 Incentive to reduce unacceptable 
cost 

2nd step: Performance adjustment 

 Regulator verifies progress against 
KPI targets  

 Companies have committed 
themselves to different 
benchmarks according to particular 
challenges  

 Mainly quantitative indicators  
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 Assign scores to various KPIs  
 Derive relevant deduction or 

addition to cost  
 Incentive to have a relatively good 

performance, otherwise cost being 
deducted  

3rd step: Deriving the quantity billed and 

collected  

 Projected quantity billed is adjusted 
by agreed benchmark for NRW  

 Incentive to bill water; otherwise 
WC looses earnings  

 Projected average Tariff is adjusted 
by agreed benchmark for collection 
efficiency  

 Incentive to increase billing 
efficiency; otherwise WC looses 
earnings right away  
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2.3 Implications for Jordan  

 

 

 

3.The way ahead:  Linked to the regulatory cycle – Tariff 

Structure and Inspection Protocol 

 

 

 

 

 KPI targets are an element of the 
business plan  

 KPIs finally decided by UPMU  
 Achievements of KPI targets imply 

certain cost  
 Cost need to be scrutinized by 

UPMU  
 (Efficient) cost are then used to 

determine tariffs  UPMU can 
inform Minister on financing needs 
if KPI targets shall be reached 

Two options for Jordan  

 Different tariffs for companies  
o Albania approach feasible  
o When tariffs are the only 

way of financing, incentives 
will be effective  

 Cost allowances according to 
achievement of KPIs  

o Subsidies are granted due 
to KPI achievements  

One way or another, next step KPI targets! 

This final slide already made a preview on 
the next workshops. Determination of KPI 
targets: 

 Discussion with companies on 
business plans  Next step 

 Cost analysis and calculation of 
efficient cost can start  

 In parallel annual reports and 
meetings with companies on best 
practices  
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1.2.10 Input Tariff Structure_ to UPMU (9th February 2021) 

 

Summary of Key Messages 
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1. What are key objectives in pricing?  

 

 

2. Which tariff options help to achieve which key 

objectives? 

 

  

These slides were developed for a 
particular workshop with the Minstry, 
WorldBank etc. 
Starting point are the key objectives of 
pricing:  

 
 Affordability 
 Cost covering  
 Customer pay according to actual 

consumption and wastewater 
quantities  

 Revenues should be predictable 

Current model according to objectives 

 Only O+M cost for supply are 
considered; wastewater costs are 
paid by other resources 

 Affordability might compete with 
cost covering approach  

 Pay due to consumption demands 
meters  

 Revenues are predictable 

With fixed charges plus progressive 

volumetric tariffs all key objectives can be 

achieved.  
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3. What do we understand by cost recovery?  

 

 

 

4. How do we achieve the affordability objective?  

 

There are different options to charge. On 
the least complex sphere it is a combination 
of fixed and volumetric component. 
 
High fixed component  

 Predictable  
 No incentive to prevent water 

wastage  
 

High volumetric component  
 Customer pays according to real 

consumption  
 High incentive to avoid water 

wastage  

Increasing prices often raise the question of 

affordability.  

Increasing block tariffs are able to achieve 

affordability goal 

 The reduced tariff for low-income 

consumers required “cross-

subsidies” from those who 

consume more.  

 Precondition: Household meters  

We have different categories of cost 

recovery. According to European Directives 

should cover far more costs than only O&M 

and capital cost. 

Full cost recovery may mean: 

 O+M cost  
 Capital cost  
 Opportunity cost  
 Economic Externalities  
 Environmental Externalities  

The term “Efficient tariff”  is important:  

 Fixed components should cover 
fixed cost 

o Staff expenses 
o Maintenance expenses 

 Variable components should cover 
variable cost   

o Energy  
o Chemicals  
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5. Does it help to introduce client groups?  

 

6. Which other water charges may exist? 

  

Commonly used additional charges:  

 Consumption charges  
 (Re-) Connection fee 
 Metering installation fee 
 Fees for delayed payments and 

violations  
 Charges can be a useful instrument 

however, too many charges cause 
the feeling of arbitrariness 

In case no direct subsidy is provided to low-

income consumers: 

 Volumetric tariff for basic needs 
(i.e. first consumption block) for 
everybody  

 Lower than normal volumetric tariff  
 Subsidised by those who consume 

more or from other consumer 
categories  

Different tariffs can be applied for different 

categories  

 Domestic  
 Commercial  
 Industrial  
 Public Institutions  
 Cross subsidisation in order to 

finance e.g. lifeline tariff  

I have seen particular tariffs for bakeries or 

gardeners 😉. Overall this does not make 

sense. 
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7. What options do we have to charge wastewater?  

 

8. Which options do customers have to receive and to 

pay their bills?  

 

9. What should be the level of cost recovery from 

consumers? Shall all consumer groups be 

subsidised?  

 

 Charge for connection to the sewer 
network (lump sum till boundary of 
property) 

 Charges for wastewater collection 
and treatment (volumetric charge 
of water consumption or 
percentage of water bill)  

 Arrangements for non-domestic 
customers (as the circumstances 
require pre-treatment)   

 Different possibilities for billing 
frequency  

 Bill delivery or collection  
 Payment options (cash, cheques, 

digital)  
 Assistance to customers  

Political discussion on … 

 … cost recovery from consumer 

tariffs (vs. subsidy) …  

 … and one tariff model for whole 

Jordan … 

… are needed. 

Overall my personal opinion is that Jordan 

should reach cost covering tariffs as quickly 

as possible. Incentivising companies and 

the predictability for companies will 

strongly increase.  
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Current tariffs in Jordan – this slide was 

foreseen as an invitation to enter into 

discussion which then followed… 

IB-Net from the WorldBank is a good source 

to compare the different approaches of the 

various countries. 
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1.3 Inspection reports and presentations (WASREB- Kenyans Water 

Services Regulator Board) 
 

1.3.1 Agenda for the session on inspections (16th March 2021) 
 

 

 

 

1.3.2 Inspections and Enforcement (16th March 2021) 
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1.3.3 Inspections online training Session notes (16th March 2021) 

UPMU online session on inspections 

Experience shared by Richard Cheruiyot, Director Monitoring and Enforcement at 

the Water Services Regulatory Board, Kenya 

Date: 16th March 2021 

General overview of WASREB 

The Water Services Regulatory Board (WASREB) has been in existence since 18 years 

10 Years ago, Kenya adopted a devolved system, with 47 County Governments responsible 

for water service provision 

Currently there are 88 urban water utilities licensed by WASREB, 85 public utilities, 3 

(smaller) private utilities 

WASREB has 38 staff of which 20 are technical and 18 support staff 

WASREB’s inspections look at compliance with service provision standards, service 

commitments, performance targets and tariff conditions, which complement the tariff setting 

process. 

Inspections are carried out by teams which can comprise WASREB’s own staff as well as 

trained, external part-time inspectors 

Questions related to inspections 

1. How relevant are inspections for WASREB and why? 

Inspections are critical to assess the situation on the ground and to ensure that utilities are 

progressing in realizing the Human Right to Water and Sanitation 

2. Is WASREB allowed to do inspections without prior notification? If yes, what are the 

sequences? 

Yes, WASREB can carry out inspections without prior notice (unscheduled inspections) in 

case the regulator becomes aware of any serious issues. However, generally inspections 

are scheduled and 7-day notice is given to ensure that all necessary documents for the 

inspection are ready and that the core management of the utility is present. 

In principal, WASREB’s target would be to inspect each utility once per year. In practice, 

given the high number of utilities, WASREB does not have the capacity to do so.  

Currently, WASREB carries out 24 scheduled inspections per year and focusses primarily 

on the large and very large utilities, because the impact of any failure of these utilities is 

proportionately higher, than for smaller utilities. Kenya has 4 categories of utilities based on 

their number of connections. In addition, WASREB carries out an average of 8 inspections 

per year linked to tariff applications. 

3. Are all inspections the same or are they informed by any prior history or analysis? 
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Inspections are informed by prior analysis of reports and other engagements with the 

respective utility.  

4. Are always the same inspectors inspecting the same utility? 

WASREB prepares an annual inspections programme and forms a team for each inspection 

based on the particular issues that require inspection. Through its own staff and external 

part-time-inspectors, WASREB can assign technical (e.g. engineers, water quality experts), 

commercial, financial, ICT, HR or legal experts. Generally, not the same teams will carry out 

repeated inspections at the same utilities.  

5. How many inspectors conduct one inspection? 

This depends on the issues that need to be assessed, but generally 3 to 4 inspectors. 

6. Are there any measures put in place to minimize the risk of collusion between inspectors 

and utilities? 

Collusion has not been an issue in the past but is not impossible. Inspectors report directly 

to the Director Monitoring and Enforcement and given the more than 15 years of experience, 

WASREB has a good understanding of what to expect as outcomes from inspections. In 

addition, WASREB conducts an annual assessment of its part-time-inspectors. 

7. How long does an inspection usually take? 

2 to 5 days 

8. What is the most difficult information to verify? 

NRW would be amongst the most difficult to verify if utilities do not have sufficient functioning 

meters in their system. However, if this is the case, WASREB can include improvement of 

metering in the licence conditions of the respective utility. 

9. How is WASREB doing the “assessment of compliance to record keeping and financial 

systems” and is a specific check list prepared in advance? 

The financial analysis is primarily based on the audit reports each utility has to obtain from 

the Auditor General. There can be slight differences between the structure of the Audit 

Report and the way WASREB requires its data and WASREB is working on ways to 

harmonize this. 

10. If a service provider did not fulfil the minimum requirements, what kind of 

measures/penalties are taken and are those measures taken by the owner or by WASREB? 

WASREB applies its enforcement strategy and does not immediately aim for escalation in 

case of non-compliance. The first steps after non-compliance is discovered will always be 

trying to educate the respective utility. Only then would WASREB consider stronger 

prevention and enforcement measures. WASREB can send a directive of order, stipulating 

a timeline for when the breach of a regulation has to be resolved.  

If this requirement Is not met, WASREB announces penalties. In the past, penalties were 

generally too low to always provide an incentive for utilities to change their behaviour. After 

a recent increase, utilities now have to pay an equivalent of USD 100 per day per non-

compliance. This penalty is taken from a performance guarantee paid by utilities to obtain 

the licence. The size of the performance guarantee depends on the size of the utility.  
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The highest escalation WASREB has triggered so far was the threat of prosecution. This 

threat, however, has so far caused the respective utilities to change their behaviour and to 

ensure compliance. 

In escalation, WASREB also takes the capacity of each utility into consideration. High 

capacity utilities might need less education, therefore the timelines WASREB sets to correct 

non-compliance can be stricter for stronger utilities than for weaker ones. 

11.  What happens after an inspection, e.g.? 

a) How are results/findings from inspections processed at WASREB?  

b) Who receives the reports from inspectors?  

c) Who is in charge of any follow-up or for triggering any measures resulting from inspection 

results? 

d) Do utilities receive feedback regardless of any critical findings? 

Inspector have 7 days to submit their report to the Director Monitoring and Enforcement. 

After the report has been checked, it is forwarded to the Managing Director of the Utility and 

to the County Government as the owner of the utility.  

Reports can include directives and specific time-frames. In case the inspection had revealed 

any serious issues, those would already have been raised during the exit meeting of the 

inspection.  

Certain issues raised in the inspection report might require policy action from the County 

Government, e.g. issues related to the Board of Directors, in other cases it might be the 

responsibility of the Board of Directors to act upon concerns raised in the inspection report.  

For WASREB itself it has been challenging to systematically follow up on issues raised in 

the inspection report. They have been thinking about defining regions and to allocate 

regional responsibilities for follow up within the organization. 

12. Can you give an example of an important discovery made during an inspection? 

Utilities have to give one-month notice to their customers before applying a new tariff, since 

this has financial implications, for both the customers and the utility. One inspection found 

that a utility had skipped this one-month period and immediately implemented the tariff after 

its approval. 

In another case with one of the largest utilities, the inspection found that NRW had been 

wrongly calculated and eventually NRW had to be corrected from 38% to 52%. 

13. To what extent does WASREB get involved in complaints resolution? 

In their annual reporting, utilities have to report a number of complaints received vs. number 

of complaints resolved. With support from a development partner a software had been 

developed that would have allowed utilities and WASREB to monitor complaints resolution. 

This software was, however, not accepted by many utilities and therefore not fully 

implemented. 

14. Is there any coordination with other regulators on inspections, e.g. environmental 

regulators? 

Such cooperation did not happen in the past. But WASREB is extending its regulatory 

activities into rural areas. The large number of rural operators and their remote location will 

require better cooperation with the regulators e.g. for water resources and environment. 
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Notes from the discussion 

Does WASREB really have the power to enforce 

WASREB does have the power to enforce and to implement its enforcement strategy. It’s 

powers even include the withdrawal of the licence. However, there are practical limits for 

this strongest measure of enforcement since it would be challenging to find another entity to 

which the licence could be transferred.  

What powers does WASREB have to handle emergencies 

WASREB’s approach is more of pro-active nature, e.g. by requiring utilities to prepare water 

safety plans. Many emergencies would also affect other areas, e.g. public health, for which 

other agencies bear responsibility. 

Additional remarks 

WASREB requires utilities to carry out customer satisfaction surveys every two years. 

WASREB receives and analyses these reports and asks utilities about follow-up. 

90% of WASREB’s budget are financed from levies. Currently 4% regulatory levy is added 

to each water bill. 

Counties as owners of utilities also have a legal obligation to monitor performance of their 

utilities.  

The composition of the Board of Directors of a utility is defined by law. 

For utilities who do not yet cover their costs from revenues, WASREB provides for a certain 

level of subsidy from County Governments. Ideally, this subsidy should be performance 

based. This, however, is not always adhered to.  

 

 

Notes taken by: Dirk Schaefer 
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1.3.4 Water utility inspection presentation (16th March 2021) 
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1.3.5 Questions for WASREB_UPMU session on inspections  
Background information on the Utility Performance Monitoring Unit (UPMU) in Jordan 

 UPMU was established in 2019 within the Ministry of Water to assume certain 

regulatory functions (e.g. performance target setting, standard setting, performance 

monitoring and reporting, inspection) – it is not an autonomous regulator 

 UPMU’s mandate does not include tariff setting but potentially providing an opinion 

on tariffs and other financial matters 

 UPMU’s mandate covers three corporatized, regional utilities 

 UPMU has prepared the first quarterly and annual performance report but has so far 

not developed any standards, guidelines or performance targets 

Questions related to inspections 

15. How relevant are inspections for WASREB and why? 

16. Is WASREB allowed to do inspection without prior notification? If yes, what are the 

sequences? 

17. Are all inspections the same or are they informed by any prior history or analysis? 

18. Are always the same inspectors inspecting the same utility? 

19. How many inspectors conduct one inspection? 

20. Are there any measures put in place to minimize the risk of collusion between 

inspectors and utilities? 

21. How long does an inspection usually take? 

22. What is the most difficult information to verify? 
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23. How is WASREB doing the “assessment of compliance to record keeping and 

financial systems” and is a specific check list prepared in advance? 

24. Can you give an example of an important discovery made during an inspection? 

25. What happens after an inspection, e.g.? 

a) How are results/findings from inspections processed at WASREB?  

b) Who receives the reports from inspectors?  

c) Who is in charge of any follow-up or for triggering any measures resulting from 

inspection results? 

d) Do utilities receive feedback regardless of any critical findings? 

26. If a service provider did not fulfil the minimum requirements, what kind of 

measures/penalties are taken and are those measures taken by the owner or by 

WASREB? 

27. To what extent does WASREB get involved in complaints resolution? 

28. Is there any coordination with other regulators, e.g. environmental regulators? 
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1.3.6 Compliance and environment strategy report   
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1.4 Portuguese Regulation 

1.4.1 Workshops Portugal Agenda (9th and 15th December 2020) 
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1.4.2 Workshop 1 (9th December 2020)  
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1.4.3 Workshop 2 (15th December 2020)  
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1.4.4 Workshop 3 (10th February 2021) 
 

 

 

 

 

 

 

 

 



257 
 

 

 

 

 

 

 

 

 

 

 

 



258 
 

 

 

 

 

 

 

 

 

 

 

 



259 
 

 

 

 

 

 

 

 

 

 

 



260 
 

 

 

 

 

 

 

 

 

 

 



261 
 

 

 

 

 

 

 

 

 

 

 



262 
 

 

 

 

 

 

 

 

 

 

 



263 
 

 

 

 

 

 



264 
 

 

1.5 Training UPMU Experts on monitoring tool by Sascha Stumpe (26th 

January 2021) 
 

Agenda Workshop UPMU 26.01.2021 

 

1. Consolidated sheets (Aqaba, Miyahuna, Yarmouk) 

a. Login and user rights. 

b. Brief overview of main functionalities and structure of the tool. 

c. Quarterly and annual data as entered by the utilities, and sorting of data. 

d. Quarterly and annual indicators (how to navigate, how to export them to Excel 

for further analysis). 

e. Data validation through comparison of quarterly and annual data. 

f. How to prepare and maintain the sheets (lock/unlock cells, delete cells, hide 

rows). 

  

2. Master workbook 

a. Brief overview of main functionalities and structure of the tool. 

b. How to import data from the consolidated sheets? 

c. Visualization of indicators through charts, how to customize charts in the tool 

and how to export charts to WORD or PowerPoint. 

 Static analysis (how to navigate, how to switch reporting years) 

 Dynamic analysis (how to use the filter functions, Excel exports, 

Screenshots) 

  

3. Q&A 
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1.6 UPMU work plan 

1.6.1 Organizational Planning workshop  
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1.6.2 UPMU work plan 
 

UPMU work plan 

1. Arrange Quarterly and Annual Performance Reporting 
1.1 Send request for data to utilities  (day 1)  

1.2 Receive data, check file and import  (day 30)  

1.3 Analyse data  (day 40)  

1.4 Discuss analysis and formulate feedback (day 45)  

1.5 Send agreed upon feedback to utilities (day 51)  

 

2. Prepare quarterly summary briefings for Minister 
2.1 Summarize performance, progress and main findings in brief report to the Minister 

 

3. Prepare Annual Performance Report (estimated period: 7 weeks plus editing, starting 

after feedback was sent to utilities) 

3.1. Hold kick-off session to agree on structure, special topics or highlights to be covered 

in the report and assign responsibility for drafting various chapters or sections to 

individual staff members, including time-frame  

3.2. Hold 1st full-day interim meeting after 2 weeks, where staff members present 

current draft chapters and any challenges or questions that need resolving internally 

or in discussion with utilities. 

3.3. Hold 2nd interim meeting after 4 weeks, consider 2-3 days retreat, to discuss 

advanced draft in detail and agree on formulation of analysis and conclusions. Agree 

on work packages remaining to finalize report before editing, including whether any 

verification or consultation with utilities is required before publication. 

3.4. Hold full-day final meeting after 6 weeks to go through final draft report and agree 

on any remaining gaps or modifications. 

3.5. Finalization within 7 days (then 4/1.3) 

3.6. Get Annual Report edited and printed – 4 weeks? 

3.7. Prepare and invite for launch of Annual Report – event to take place approximately 

6 weeks after report was sent for editing and printing 

 

4. Agree on performance targets with Utilities 
Audited data, data for one quarter, subsidies received and proposed KPIs should be 

delivered at the same time by all companies at approximately the same time (when 

suitable time in a yearly cycle?): 

4.1. Send request for audited data, subsidies received and proposed KPIs to utilities  

4.2. Receive data, check file and import   

4.3. Analyse data, subsidies received and proposed KPIs  

4.4. Internal meeting to discuss first results and prepare meeting with utility  

4.5. Meeting with company incl. discussions on KPI targets (Internal meeting on one 

company; meeting with resp. company; thereafter second and third company) 

4.6. Request for additional data   

4.7. Receive data, check file and import  

4.8. Discuss final analysis, determine KPIs and formulate feedback  

4.9. Send agreed upon feedback to utility incl. potentially the need to update Utility 

Business Plan (Discuss final analyses on one company; formulate feedback to resp. 

company; thereafter second and third company) 

4.10. Inform Minister   
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5. Evaluate and approve (updated) Utility Business Plans 

After “4-Send agreed upon feedback to utility incl. potentially the need to update Utility 

Business Plan “:   

5.1. Receive updated Utility Business Plan   

5.2. Analyse updated Utility Business Plan incl. effects on agreed upon KPIs   

5.3. Internal meeting to discuss first results and prepare meeting with utility  

5.4. Meeting with company to discuss updated Utility Business Plan incl. its effects on 

agreed upon KPIs  

5.5. Discuss final analysis and formulate feedback    

5.6. In case of requested additional update: Extension of discussion (max. 30 days until 

final Utility Business Plan is approved); Otherwise: Approval of updated Utility 

Business Plan  

5.7. Information note to Minister with implications on tariff development needed to reach 

agreed upon KPIs for all three companies  

Important: Development of a business planning guideline in order to ensure that business 

plans of utilities can be compared 

6. Conduct inspections 

6.1. Assign responsibility for preparation of an inspection to a particular member of staff to 

undertake the following steps: 

 Identify, in consultation with UPMU Thematic Experts, areas that require in-depth 

assessment in addition to routine inspection 

 Elaborate inspection schedule 

 Coordination of inspection report writing 

 Follow-up on actions to be taken by utilities stipulated in the inspection report 

6.2. Provide 7-day notice to utility before inspection and inform about the need for 

management to be present and for key documents to be available during the 

inspection 

6.3. Carry out inspection (2 to 5 days) 

6.4. Carry out de-briefing with utility management immediately after the inspection 

6.5. Conduct UPMU-internal de-briefing on main findings and content to be highlighted 

in the inspection report 

6.6. Write, within 7 days after the inspection, an inspection report on main findings and 

need for action to be taken by the utility, including timelines for such action 

6.7. Share inspection report with utility management and emphasize actions to be taken 

and respective timelines 

6.8. Follow-up on actions to be taken by utility 

7. Exchange on best practices 

 Collecting topics from the three meetings 5.5 with utilities which might be interesting 

for companies or to be shared by a particular utility (best practice) 

 Planning four topics for next 12 months, incl. assigning internal responsibility for the 

different meetings  

 For each single topic: 

o Determine UPMU staff and attendees from utilities  

o Invitation to meeting - either in Amman or at utility – incl. agenda 

o Holding meeting – one UPMU employee to take notes; determining next 

steps 



271 
 

o Prepare minutes of meeting and share with participants and utility 

management 

 

Results of the four annual best practice meetings should be part of Annual Report or of another 

communication activity 

8. Communication 

 Formulate communication plan, incl. the following recurrent topics 

o Annual Conference – presentation of Annual Report Incl. Dissemination of best 

practice examples 

o Annual Work Plan for UPMU 

 Strategy for next year 

 

Important as starting point: Determine stakeholder groups and assign certain 

communication strategies; define options how to reach these groups and how often should 

this be done 

Important as well: Customer Orientation Guideline  
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1.6.3 UPMU Work plan table (June 2021 - May 2022(

) 
 


