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EXECUTIVE SUMMARY

There has been a growing interest in the poterdglakrthat Domestic Private Water Opera-

tors (DPWOs) can play in supplying rural populatgyowth centers and small towns in Cam-
bodia. The most recent updatef the Cambodian DPWOs licensed list showed ti3& 1
DPWOs have currently obtained a license (ministetexree) at the national level (MIH).
Cambodia is unique considering the number of DPW@s|evel of investment and their will-
ingness to continue into the future. Indeed, séwtaies have confirmed the great potential
that Cambodian DPWOs could play in improving andtéasing access to safe water in small
and medium-sized towns. The potential of the m&lggbwth in this sector is underpinned by
high demand and willingness to pay, strong econ@rowth and urbanization of rural growth
centers, and strong interest for investment froriVOrR.

Based on previous experience from 2009-2011, theeand Sanitation Program redefined a
scalable approach to Business Development Ser{Bf2S), introducing market-based princi-
ples; the DPWOs had to pay 10% to 30% of the tmiats of services. This approach aims to
design, market, deliver, and monitor the resultbuginess development services in order to
improve operational performance of participatiniygte water providers.

The challenges faced were i) to design adapted gizRages, ii) to market these packages in
order to prove that DPWOs are ready to pay (at l@asnall amount) to improve their skills
and performances, iii) to scale-up the deliverylsthinaintaining the quality of trainings and
institutionalizing this through embedding BDS sees within the Cambodian Water Supply
Association (CWA), iv) generate evidence that iragnrand coaching contributes to improved
performance of service delivery. With a view toetsify the profiles, the design, and delivery
of the BDS, packages were tailored to two targetsgs: “Beginner” and “Advanced”.

The implementation of this program was divided itv@ phases: Phase A (June 2013 - Au
gust 2014) aimed to design adapted BDS packades &ffectively delivered to 30 operators;
Phase B (September 2014 - November 2015), aimedpimve the delivery of the BDS pack-
ages, through an improved training agenda and d&tenoaching visits for 20 additional op-
erators. This second phase, aimed to consolidatheaprocesses and strengthen the CWA'’s
role and responsibilities in the whole process.

The overall BDS packages contains:

! Communication with the Ministry of Industry and Hadft in June 2015.
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« Booklets and tools:using the previous training catalogu@ew booklets and training
tools were compiled with both technical and busiHessons. These formed 3 new book-
lets, corresponding to 3 levels of understandingpdrade your water business”, “Run
your water business” and “Plan your water busineghé existing ERMS software (En-
terprise Resource Management System) was offergditeees, and support was provided
for setting-up and using’it

* Training: 8 to 9 daygroup training,both on technical and business skills, were provid
ed. The costs for transportation, hotel, and meale covered by the BDS packages for
one trainee (additional trainees paid for theinggzort and living costs).

» Coaching: 2 dayscoachingat the water utilities divided into 1 day on teidah aspects
and 1 day on business aspects. The topics weretestley the DPWOs at the end of the
training session, and the assessment carried owaimgrs. In the second phase, coaching
was expanded to 4 days.

» Hotline: a hotline service was available Monday to Fridsstween 09:00 to 15:00 hours.
The cost of phone communication was covered b8 packages.

* Regular monthly monitoring: DPWQ'’s were called monthly, in order to measure pe
formance, record key data and to provide advicéhemeeds to improve the water utili-
ty’s performance. A web-based platform, called EMA&Sterprise Monitoring & Adviso-
ry System), although not part of the ToR requiretsiewas designed to record this data.
EMAS will transition to serve ISEA, a newly estabied local BDS provider, in order to
provide tailored services, and support the CWA iagdostics of their members’ perfor-
mance.

* In addition,video trainings were produced that will be accessible through @Bsibut-
ed to each participant and on the CWA website

Selection and Marketing

The marketing strategy was developed in partnership the CWA to disseminate infor-
mation through 4 workshops, a radio spot, and tizelts. The BDS package fees, as well as
the selection criteria/process, were set transgigremd fine-tuned in Phase B. The fees were
as follows: i)618 USDfor the Beginner BDS package, 1)298 USDfor the Advanced BDS
package. In order to remain fair to all DPWOs astbe two phases of the program, the pric-
ing strategy was not changed, although 2 days @ogetere added in Phase B. For phase B,
criteria were fine-tuned, whilst the marketing sty remained the same. The CWA chose to
allow Beginners in Phase A to move into Phase Bh¢oAdvanced BDS packages. A test was
added to the selection process to facilitate theawanto a higher learning level package. In-
deed, Phase A shows that some Advanced DPWOs notfdllow the lecture on accounting
due to their lack of basic knowledge on this tof@onsequently, the CWA in coordination
with the Consortium organized an accounting tesinduhe selection. The levels were decid-
ed by the DPWO and validated by the Consortiunt #fiee test.

2 Previous training catalogue was deemed too lergytiytheoretical, thus it was decided to modify dstent

3 As the ERMS needed to be further enhanced to asldhext comings in its software design and to furthibor it
to requirements of users, WSP and CWA jointly witlobeal IT-company- have recoded and upgraded the
software, which is slated for release by Nov 2015 ufidensing agreement with CWA.
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The selection criteria were based on a scoring odetiontaining three mains areas: (i) level of
compliance with legal framework; (ii) willingnesacgmotivation in water supply sector; (iii)
social performances reached.

Figure 1 - Selection flow process

Quick questionnaire Selection comittee Learning First pavment & Second
aqnal sis ISR IR = agreement Baseﬁné surve payment to
Y EMC) signature Y CWA
BDS Delivery

47 operators were trained, 30 during Phase A (1BaAded, 15 Beginners) and 17 during
Phase B.

#DPWOs Advanced Beginners Total

Phase A 15 DPWOs 24-29 participants 15 DPWQs 2cpmants 30

Phase B 5 DPWOs 6 participants 12 DPWQOs 17 paatitep 17
20 34 part. 27 41 part.

The package was structured around differently esipbd modules and lessons according the
level of the participant. Satisfaction was quitghhfor the training sessions, but some difficul-
ties were met during coaching that it seems nepgessaake into account. Most Advanced
DPWOs came with their staff (technical and busipeskich meant more training staff had to
be mobilised to correctly conduct the exercisesmadtical lessons.

Advanced | Beginners
Module 1: Overview of water facility 4

Module 2: Overview of water supply busineg

Module 3a: Manage your revenue

Module 3b: Manage your revenue

Module 4:Manage your expenses and inven

NANENENEN

Module 5: Manage your facilities

Module 6: Expand your infrastructures

Module 7: Finance your infrastructures

NEYRYANAS AN

Module 8: Manage infrastructures projects v

Monitoring of performance and outcomes

Improvements of their skills and practices cart faes measured from the DPWO perspectives,
who were quite satisfied by the program: 89% ofrtheonsidered that they reached most of
their objectives. 92% considered that they impratveir bill recovery and their own monitor-
ing. On the other hand, only 73% considered thay improved their water quality, whilst
81% considered that they have improved their prboln@nd distribution.

10



Figure 2 - Perception of improvements

Objectives reached for DPWOs

Objective 6: to improve planning and investment

" 89%
[)IOJE‘C( manageme nt.

Qbjective 5: to reduce the expenses costs; 84%

jective 4: to optimize the produc

[
distribution; 81%

Objective 3: to increase the bill recovery and the
monitoring of billing;

92%

jective 2: to improve the water quality; 73%

Objective 1: to increase the water consumption and

§ 89%
the number of water connection;

0% 20% 40%

YES mNO

Through baseline data, some KPIs were identifieeffiectively measure the changes and im-
provements realised following the same 6 objecti@sne limitations should be noted: the
results observed cannot be causally attributeth¢oBDS program (there may be many con-
founding factors that have contributed to theseenkesi changes in performance). It is only
plausible that the BDS program have contributeth&se observed changes. Another limita-
tion is the time lag which is apparent in termsbaflding individual staff knowledge and

skills, translating this to change within the wabt@erator environment in terms of practices
and attitudes, and then translating in improvedoperance. Especially phase B, that only
captures a short time frame of 4 months. Finalbmparisons and averages don't reflect the
variety of profiles of the DPWOs: those who haverag time history and those that recently

started have totally different KPIs.

Despite these limitations, some overall changes lwarobserved that provide interesting

Offering BDS services to Domestic Private Water Operators in Cambodia — 7167614

Mark

3,08
3,00
3,65

3,03

60% 80% 100% 4,00

trends. A summary table of overall KPIs is below.
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Overall (n=45)
UNIT
Bs | B | %
OBJ.1 Objective 1: Increase the water consumption and the number of water connections;

1.1 Number of active connections Average number of connections 1163 1434 23%
1.2.1 Coverage rate inside the network area Average connection rate inside the network area 51% 50% -2%
1.2.2 Coverage rate inside the license area Average connecton rateai:;;de the license coverage 32% 36% 12%

1.3 Lenghth of the network Average of km of pipes installed 25928 35518 37%

1.4 Densification of the network Nb ofacive connecﬁons(i:;—l)/lengm ofthe network 55,37 50,68 -8%
1.5.1 Water consumption Average of l/cap/day 92,42 97,90 6%
1.5.2 Water consumption Mediane of l/cap/day 57,23 66,78 17%

OBJ.2 Objectve 2: Improve the water quality and water quality monitoring pracfices;

2.1 % of tests of Water quality passed done by Gret Av of % of test passed 61% 61% 0%

2.2 Average of number of tests done by DPWOs Tofal tests done by DPWOs (per month) declared 307 616 101%

23 % of DPWOS that have improved their water quality :ﬁ’b";a:s Vg?):“szzzefétshfvnii'}‘;ev"s't';:ssr:;’?:‘ggt) 16%

2.4 % ofresidual chlorine testat he end of network passed by gret % oftests passed 15% 19% 24%

OBJ.3 Objectve 3: Increase the billing collection rates and the monitoring of billing;

3.1 Number of DPWOs using software for billing # DPWOs 26 42 62%

3.2 Revenue per connection (USD) Average revenues per connection 10,7 89 | -17%

3.3 Netincome per connection USD/m3 71 6,0 -15%

OBJ.4 Objectve 4: Optimize the production and distribution;

4.1 Pressure atthe end of network mH20 8,4 12,1 45%

4.2 NRW Av. NRWrate 15% 13% -12%

4.3 Preventve maintenance Av. # preventve acions 58 10,6 84%

4.4 Water availability (hours) Average hours 213 219 3%

4.5 Average hours of pumping Average hours 10,3 12,7 24%

4.6 Number of DPWOs that decrease the NRW % of DPWOs 49%

OBJ.5 Objective 5: Reduce the operational expenditures;

5.1 Expenses per connecfion Av. Expense per connection 32 29| -11%

5.2 Staff per connection* Av # staff 1000 connections 20,5 36,1 76%

5.3 Time to bill # days 52 48 -8%

5.4 Costper m3 (all) Riels/m3 997 941 -6%

5.5 Costof energy per m3 Riels/m3 497 339 | -32%

5.6 Costof chemicals per m3 Riels/m3 91 177 94%

OBJ.6 Objectve 6: Improve planning and investment project management .

6.1 Total investment (USD) USD (total since beginning) 301470 321381 | 7%

6.2 Gross margin Av. gross margin 34% 32% -7%
6.2.1 Increase of their gross margin % of DPWOs 42%

6.3 Bank accountavailability for water business % of DPWOs having a bank account 53% | 60% | 13%

6,4 Average investment USD (total since baseline) 9 356

65 Netproft USDImonh 6265 | 7002 | 13%
6.5.1 % of DPWOs having increased their net profit % of DPWOs 51%

More in-depth analysis allows us to present thiefahg key results:

» The 47 DPWOs are serving a total of 69,275 conaestiestimated 345,000 people),
95% are active connections. 90% of the DPWOs wiasely monitored, the others were
in the process of building their facility. The aage coverage rate inside the area of the

12
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network was stable (around 50%) and has, in terintekeowhole license area, increased
from 32% to 36% If the water sold has consequently increased ($@®OPWOs in
Phase A, 73% for phase B), the average consump#asemot grown so much (+10% for
Phase A, 0% for Phase B). 56% of the operators baiended their network; 38% have
densified their network rather than extending it.

> In terms of water quality improvement, results lobhse water quality tests (turbidity and
chlorine) carried out by Gret during the baseling @ndline, do not show an improve-
ment as expected. Only 16% of the DPWOs improveir twater quality (and 69%
showed no change). Out of the 174 tests done, G¥%egd during the endline survey, the
same percent that passed during the baseline (98fdl62 tests). Nevertheless, water
quality concerns seem to be of growing importaceperators; the number of tests done
on average each month by the operators themseasesidubled. Moreover, 50% of the
DPWOs more tests per month during endline thamdusaseline. For water quality con-
cerns to become a top priority and to internalietdy self-monitoring, increased regulato-
ry enforcement would be needed, as well as moremaoncations campaigns to Cambo-
dian customers, who have strong sensitivity to riidotaste (due to preference of using
rainwater for drinking/cooking).

» Financial performance depends on the capacityebferator to decrease (optimize) his
expenses and increase his revenue. The opportuaiti management decisions of opera-
tors to improve financial performance were showbéadependent on many factors, such
as the size of the operator, the main source aénwtite number of staff, the configuration
of the area (dense or less dense). 36% of the DPNé@s increased their revenues per
connection. Almost half of the DPWOs saw their exges per connection decrease. This
is mainly explained by both an energy cost pérdecrease (-39%) and an input cost de-
crease (-18%). As a result, net incofrsisowed improvement. Nearly half of the DPWOs
(47%) have seen their net income per connectiarase, 17% of them (4/23) have more
than doubled their net income. 42% have seen aaagse in their gross margin ratio.

» Although not directly translated into KPIs, an imjamt outcome of the program is the
introduction of better data recording. Monthly resoshowed improved and good con-
sistency and almost all operators transitionedstogisoftware systems (including ERMS)
for billing purposes (94% of Advanced and 81% ogideer). Expenses were recorded, at
least in a record book, for 68% of the DPWOs (24%bperators have a simple record,
31% use Excel and 13% uses accounting software).oVhrall time to bill rebated from
5.2 days to 4.8 days.

» Concerning service provision, the average numbéioafs of delivery per day was close
to 22 and similar for Advanced and Beginners; rgnificant changes were observed
(from 21.4 to 21.9 h) Already 68% of the DPWOs wwsled water 24h/day at baseline
(and 75% at end line). An area where major impravsr were observed is water pres-
sure at the end of the water network. This incrédsen 8.4 to 12.1 mpD (+45%). Also,
the number of operators that do not measure press@il has decreased from 7 to 5. 41%
of the DPWOs have reached the standard of 100n&t the end of the network, during

4 Average across the operator profile
5 meaning an increase of the number of tests dot@assed by GRET
5 Net income = Revenues from billing and connectienperating expensed

13
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endline. Another improvement concerns the evolutibnon revenue water (NRW); half
of the DPWOs saw their NRW decrease during therprog

» Outcomes related to technical training are marefégt better operation and maintenance
practices. 94% of Advanced DPWOs and 70% of Begib#®NOs currently record tech-
nical data (they were respectively 71% and 26%ndubaseline survey).71% of the Ad-
vanced (65% during baseline) and 48% of the Begm(80% during endline) also moni-
tor their losses.

» Finally, the last objective was to improve DPWOIlipio plan investment. At the end of
the program, 60% of DPWOs had a specific bank adcfaur their water business (55%
before the project). 72% of the DPWOs invested ntloa& the average amount of invest-
ment (32,000 USD). In total, around 1,440,000 USB been invested by the 47 operators
from baseline to endline surveys, 57% have bedizeglby Advanced, representing 55%
of the connections.

The objective of the monitoring strategy was twimfé) provide evidence on the evolution of

performances that could plausibly be attributeth®BDS and ii) provide real-time diagnostic
information to share the advisory of DPWO monthlgmagement. This monitoring confirmed

that the BDS packages are adapted to the needsxgedtations of the DPWOs. It also con-
firmed the DPWO'’s satisfaction, via survey. Theldrge remains to tailor quantitative im-

provements on technical and financial KPIs for eBE'WO. The second objective proved to
be too challenging, especially as the developmEEBIMAS and its use by operators, encoun-
tered delays in its implementation. The BDS prograitiates a self-diagnosis by operators,
some quick wins can be made, but some aspectsmesgitime, more intense coaching and
more investments.

Lessons Learned & Challenges

Conclusions and lessons learned from this progegarding the innovative approach are as
follows:

i) the program has proven that a BDS packagele/ant considering the needs for
scaling-up and to sustainably fund training

i) the program has reinforc&WA's role and recognition and

iii) the program has given some evidenaen the need to continue to strengthen the per-
formances of the DPWOs

On the other hangyersisting challenges and trade-offexist that mostly relate to the deliv-
ery of group training versus individual on-site cli@g. The uniformity of the group training
package, despite the “rough” tailoring of Advan@d Beginner does not do justice to the
different levels of capacities of both the indivedlarainees as well as the diverse level of per-
formance and sophistication of the operators.

Following the lessons learned, the next steps aoommendations are based on the evolution
of the sector. The DPWOs will face increasing arajes in reducing their costs, improving
their performances to be more transparent and atable; but also to reduce their tariffs and
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be more efficient. Indeed, during the last two ge#éine sector has faced tremendous changes
with the issuance of a new prakas in May 20h4ssuing, revising, suspending and revoking
permit for water supply businessédoreover, some programs, initiated by Wsind AFCY
promote access to commercial loans for the wateratprs, providing them technical assis-
tance for planning their investment. In that sei@®&A can be a key player for continuing the
support to its members. The main recommendatiantharfollowing:

» Provide an updated, lighter BDS packag®rganize trainings sessions, small coach-
ing groups and coaching days, outsourcing theitrgiwhen needed. Selection and
marketing strategy could be also lightened withyodirect calls, and information
broadcast through the CWA's Facebook page and veebsi

» Diversify the services on accounting & legal issuesdespite progress DPWOs still
lack accounting and financial management capa@itis)sourcing accounting services,
tax registration or financial analysis could beagtion that would interest operators
that still have low capacities to manage theseities.

» Facilitate access to service providers this includes their rating/the benchmarking of
their costs. Following the new regulation and omow technical standards, there will
be a need for guaranteeing fairness, informatiod,teansparency for the DPWOSs re-
garding the different services offered by consu#tamd firms. The CWA can support
its members to choose good suppliers and goodcgepvoviders.

Strengthen the CWA advocacy role and network facilitation through thereview

of the business modelFollowing the program, DPWOs recognize the impurtale

of the CWA in network facilitation. CWA has dondad of progress in implementing

the BDS package and should reaffirm what are itengths and its strategy to
strengthen its members : i) an important netwaykhe large geographical coverage,
iii) the capacity to mutualize some needs for thadiits of its members (training ser-
vices, hotline, accounting services). CWA shoulduf® on core priorities and avoid
mission creep. Further study on the business nfode¢he CWA is also recommend-

ed; increasing membership fees may be a way totédeithe continuation of some of
the services offered.

” Access to finance program —A2F- implemented by asGdium EMC/Gret)

8 Access to finance for Small Water Enterprises anthRElectricity Enterprises in Cambodia — impleteghby
FTB with a technical assistance to the bank on o ¢Enclude) and a TA to the operators
(GRET/ARTELIA/SEESAW/ISEA)
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INTRODUCTION: AN INNOVATIVE
APPROACH FOR SUPPORTING WATER
SERVICE PROVIDERS

There has been a growing interest in the potentiak that Domestic Private Water
Operators (DPWOs) can play in supplying populatiohsmall and medium-sized towns in
Cambodia. The most recent updaté the Cambodian DPWOs license list indicated 88
DPWOs currently hold a license (ministerial decraethe national level (MIH). Cambodia is
unique considering the number of DPWOs, the le¥@hestment and their drive to continue
into the future. Indeed, all studies have confirtteslgreat potential that Cambodian DPWOs
could play in improving and increasing access fe sater in small and medium-sized towns.
The market potential of this sector, and the irtieacd DPWOs to invest in it, has been con-
firmed several times. The potential of the markegrewth in this sector is underpinned by
high demand and willingness to pay, strong econ@rowth and urbanization of rural growth
centers and strong interest for investment from @RW

1. Previous experiences supporting DPWOs

Aside from small-scale projects carried out by digment partners, little attention has been
given on how Business Development Services (BDS)ldcgotentially be provided to
DPWOs, and how they could increase their to acfieaace for investments. A demand and
supply study’ for BDS services (Barbian et.glllustrated key challenges faced by DPWOs:
(i) the low quality of specialized technical semscavailable for DPWOs and the lack of
knowledge of DPWOs to assess the quality of sesvigevided; (ii) the difficulties of
DPWOs to compile records (through software use)chviis a limiting factor for accessing
finance for local and/or regional commercial barkg; lack of technical and business man-
agement and when advisory services are provided|itiited motivation for follow-up of
service performance.

The Water and Sanitation Program of the World Bankched a pilot program in 2009 aimed
at strengthening the capacity of 9 DPWOs. Durirg gthot phase three major products were
created: i) a technical training book, ii) a busiméraining book and iii) the Enterprise Re-
sources Management System (ERMS). Consideringdbigiye interest of the DPWOs, WSP

9 Communication with the Ministry of Industry and Hamdft in June 2015.
10 Bibliography in annex #13
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wished to scale-up this program through a markeetbapproach, in order to facilitate a tran-
sition towards more sustainable support systemis. 8gproach included support to the recent-
ly created Cambodian Water Association (CWA) lawttn 2011, which includes more than
70% of the DPWOs nationwide. Informed by the lessfsam the pilot, the rationale of the
program was based on designing standardized bpteti#ools to different DPWO segments,
on delivering the support through an approachititedduces market principles (BDS services
purchased by the DPWOs, albeit at subsidized jices) and monitor the results of business
development services in order to improve operatigesformance of participating private
water providers. Technical assistance over 2013fatsused on other aspects, such as access-
to-finance, institutional strengthening of the CWakd support to the MIH on regulation, li-
censing and M&E.

This report presents the results and findings efBDS program, hosted with the CWA, and
jointly executed by the CWA and EMC/GRET (with EMBRRET, hereafter called the Con-

sortium). This technical assistance was implememiéao phases, from June 2013 to August
2013 and a second extension till November 2015.

2. Key principles of the approach

The BDS approach in this program is different frpnevious experiences. The objectives
were i) to design tailored BDS packages to diffesagments of operators, ii) to market these
packages to demonstrate that DPWOs are ready i@aphkaast a partial amount, for improving

their skills and performances, iii) to scale-up tledivery keeping the quality of trainings, us-

ing a national institution, here the CWA, iv) tongeate evidence that training and coaching
can plausibly contribute to improvement in skillsdagperformances of service delivery. Re-

garding the diversity of profiles, it was decideddesign, tailor and deliver the BDS packages
to two target groups: “BBeginner” and “AAdvanced”.

Beginner DPWOs are mostly family business with ggiyea smaller number of water con-
nection (but it can be up to 1,500) characterizgd fimited or no records or bookkeeping,
limited or no computer literacy, weak technical dmasiness capacities and non-specialized
staff.

Advanced DPWOs are semi-professional operatorsn(fi®0 to 3,000 water connections).
They are characterized by: a background of complutewledge, quite high business skills
and often employ specialized staff to manage teehand business parts of their water sup-
ply services.

Figure 3 - Key stakeholders involved
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3. Specific objectives and timeframe

DPWO

The specific objectives of the technical assistanor#ract of the Consortium were to:

— Design a detailed proposal for the delivery of hass development packages for Beginner
and Advanced water providers, in order to incréhe@ operational performances, includ-

ing the development of a transparent selectionga®ic

— Develop and implement a marketing plan to ensuteesach, demand creation, and broad

participation of high-potential water providerstine program.

— Effectively deliver the content of the BDS to aatiodf at least 50 motivated DPWOs,
aiming for an equal distribution between “Beginnarid “Advanced” providers and

geographic representation of the distribution oW\IPs.

— Monitor and analyze the performance of the parittiiy DPWOs before and after using

the BDS.

— Assess and provide recommendations on the conimmyaxpansion and improvement of

BDS, following a market-based approach, institwlgnanchored at with the CWA
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Figure 4 - General flow process of the BDS program

C \ 1.
5. Marketing

Monitoring BDS
products
4. Coaching 2. Selection
Sessions of DPWO
& 3. Training %
Sessions

The program was divided and implemented into twasels. Phase A, from June to August
2013, aimed to design the tools and targeted 30 O®While Phase B, from September 2014
to November 2015, aimed at targeting an additi@@DPWOs and transferring experience
and skills to the CWA.

2013

2014 2015

BUSINESS DEVELOPMENT SERVICES

PROJECT ACTIVITIES RESPONSIBILITY

STEP 01 DESIGN CONTENT AND DELIVERY OF BDS PACKAGES GRET/EMC
STEP 02 DEVELOP MARKETING PLAN GRET/EMC
STEP 03 DEVELOP REGISTRATION & SELECTION PROCESS GRET/EMC
STEP 04 INCEPTION REPORT GRET/EMC
STEP 05 UPDATE THE BDS TOOLS for PHASE B GRET/EMC

STEP 01 IMPLEMENT THE MARKETING & SELECTION PROCESS GRET/EMC/CWA/WSP
STEP 02 DEVELOP WORK PLAN FOR DELIVERY OF BDS PACKAGES GRET/EMC/CWA/DPWO
STEP 03 BDS PACKAGES DELIVERY TO 30 WATER OPERATORS GRET/EMC

STEP 03-B BDS PACKAGES DELIVERY TO 17 WATER OPERATORS GRET/EMC/CWA

STEP 04 INTERIM REPORT GRET/EMC

STEP 01 COLLECTION BASELINE SITUATION & PERFORMANCE INDICATORS GRET/EMC
STEP 02 COLLECTION END-LINE SITUATION & PERFORMANCE INDICATORS GRET/EMC
STEP 03 FINAL REPORT GRET/EMC

Figure 5 - Overall timeframe

4. Approach to monitor the implementation of the BD S package

The Consortium delivered the technical assistamceices in close collaboration with the
CWA, as well as through regular interaction andhtécal support from the WSP team.

This program was designed in order to learn abbwmitdllowing key aspects:
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lessons on the delivery approach: marketing, psetting and selection strategy,
well as user satisfaction on the tdols

performance'$

ferent tools and (emerging) operator needs, andotkeof CWA in the program and i
the futuré®

Recommendations are formulated in Chapter V- Canahs & Recommendations

as

lessons on the effectiveness of the packages toouapwvater provider practices and

lessons for further scaling-up of BDS packagesrmed by cost-effectiveness of dif-

n

The following methods and tools were used to gdaezgidence to support the learning les-
sons

Training sessions a short evaluation form was distributed duringhe&raining to

measure satisfaction of the trainees: i) on theallverganization, ii) on the training
arrangements, iii) on the results of the trainiagd iv) on the level of understanding

of each lesson. The score given goes from 1 (loef)eo 5 (high level).
Hotline support: a database was set-up and followed to measunesthef the hotline

Some improvements were made on the coding of tbklgms and the follow-up for

each call. The consultants also noticed that scatie were still directly addressed
the trainer not through the hotline.

to

Baseline and endline survey for each participantmonitoring the DPWOs is a learning pr
cess. It was based on three main tools: i) a besalurvey was conducted before progi
implementation just after signing the agreemeita imonthly monitoring phone call to eal
DPWO to assess performance, iii) a final assessorettie field in order to do the compa
tive analysis with the baseline ddtaThe Key Performance Indicators (KPIs) were linkeg
the performance objectives that were defined (traptete list of KPIs is in Annex X). Th
organization of the BDS was based on 3 main aréagrformance improvement: i) servi
coverage and water quality performances; ii) conaraéand financial performance; iii) ope
ation and maintenance performance. These 3 maas aim at reaching 6 objectives:

Objective 1: to increase the water consumptiontaacumber of water connections;
Objective 2: to improve the water quality and wajeality monitoring practices;
Objective 3: to increase the billing collectionestaind the monitoring of billing;
Objective 4: to optimize the production and disitibn; (including non-revenue water a
water pressure)

Objective 5: to reduce the operational expenditures
Objective 6: to improve planning and investmenjgebmanagement.

O_
am
ch
Ha-
1

ce

nd

11 These lessons will be discussed with underpinning idechapter 1l — Implementation process, secli@md 4
12 These lessons will be discussed with underpinning idechapter 11l — Results of performances
13 These lessons will be discussed with underpinning idechapter IV — Perspectives & lessons for sgalip

14 Following the ToR, the final survey has been danénio phases, from January to February 2015 fos®a
and in august 2015 for Phase B.
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CHAPTER | - IMPLEMENTATION PROCESS

I.  DESIGN OF BDS PACKAGES

1. Key features to design BDS packages

The BDS package was developed based on previatdisdis and training materials produced
during the 2009-2011 WSP Technical Assistance t{joimplemented by VBNK and Gret).
Whilst this curricula and materials were a goodtstae approach was found to be too theo-
retical, too broad and too intensive for scaleMpreover, there was no segmentation, thus it
was not tailored to the different capacity levelsh® operators. The Consortium redesigned
the packages and materials, with advisory inpunftbe CWA aiming to combine standardi-
zation (required for large dissemination) and tailg to individual operator needs. Booklets,
group training sessions and exposure visits weteehicused on giving basic and general
knowledge, on sharing experience between operatdite on-site coaching and hotline sup-
port aimed to provide specific advisory for indivals. Tools have also been designed follow-
ing 8 modules that balance financial and busingsges and technical ones in order to address
the specific skills of each staff.

As per the ToR, the Consortium designed trainingicua (for groups), and individual
coaching and advisory tools base on the followiniggiples: simplification and adaptation of
the tools to operator profiles; different improversteps for Beginner and Advanced; result-
oriented training to achieve quick-win performamegrovements, and positively impact on
the bottom line.

Box 1: Different improvements steps for Beginneré@édvanced DPWOs

Beginner DPWOs are mostly family businesses witlakviechnical and business capacities
and non-specialized staff. The specific objectifi@@sthem were to improve their basic skills
(regular reading of head water meters, improvebtésic knowledge on how to operate and
maintain each component of their system, improar thbility to test raw water to improye
their treatment, etc.), start to record historitagdanprove loss management and their billing
system. For this group, the curriculum proposed Wasised on basic utility and revenue
management, with an emphasis on improving thdingibystem and customer management.
On the other side, Advanced DPWOs are

semi-professional operators with a back-

ground of computer knowledge, quite high

business skills and often with specializéehdue 1: overview of water faciity

staff to manage technical and busingssdule 2 Overview of water supply business
Module 3a: Manage your revenue

Advanced

Module 3b: Manage your revenue

Module 4:Manage your expenses and inventory

SIS ]] 8| & |Beginnerg

Module 5: Manage your facilities

Module 6: BExpand your infrastructures

Module 7: Finance your infrastructures

N ENENENENENEN

Module 8 Manage infrastructures projects 4
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parts of their water supply services. The objestifig them were to formalize their business,
improve general management and planning capaciyadility to give reliable accounting
data to banks for getting commercial loans. Thei@ulum included lessons on how to discuss
with consulting firms, on how to design extensiand plan their investment.

2. Overview of BDS packages

The BDS package contains a wide range of toolsraoyegechnical and business improve-
ments. It was slightly different for Beginners aihdvanced, and was improved following the
lessons learned during Phase A.

Package Beginner| Package Advanced
PHASEA | PHASEB | PHASEA | PHASE B
Tools
Booklets (Upgrade your water business, Run your water business, Plan v v
your water business)
ERMS software (Enterprise Resource Management System) installation v v
Billing part v v
Accounting part v
Water quality toolkit v v
Metphone card v v
Hotline 5/7 days - between 9 am to 3pm v v
Exposure \isits v (1 day) v’ (1 day)
Training sessions
Upgrade your water business v (1 day) v (0,5 days)
Run your water business v (5,5 days) v (5,5 days) | ¥ (4 days)
Plan your water business v (1 day v (15days |v (5days
On-site coaching
Technical coaching v (1day)| v (2days) v (1day) | Y (2days)
v (2-
Financial coaching v (1 day) dayi,zGSC) v (1day) |V (2days)
Monitoring & advisory
Advisory & Monitoring online of their performances v v
(EMAS access, baseline & endline suney)

A large range of tools
Booklets

Three training booklets that contain more deta@eplanations about each lesson were offered
to each water operator, through short lesson stggboby PowerPoint and case-
study/handouts. The booklet also contains formestpral tools, and examples to help proper-
ly manage, operate and monitor a water supplytwtilihe booklets are structured to address
the different levels of the DPWOs.

» The Upgrade your water supply businelssoklet addresses the needs of Beginners and
proposes the basic elements and tools to statingmve a water supply business;

* TheRun your water supply businelssoklet addresses the needs of both the Beginner &
Advanced DPWOs to operate a water supply business;
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» The Plan your water supply businebsoklet addresses the needs of Advanced DPWOs
that have some capacity to invest and expand ¢heient system.

Figure 6 - Three booklets

~ IWSP | z a Wsp
N Wwsp ‘ : ;- N Wsp |z A\ ‘
/4. UPGRADE YOUR WATER 73, RUN YOUR WATER 3., PLAN YOUR WATER
: SUPPLY BUSINESS 2 SUPPLY BUSINESS 2 SUPPLY BUSINESS

ERMS Software

The Enterprise Resource Management System (ERMS3aftware system designed and
developed by VBNK/GRET under the previous technasalistance.

After a review of the ERMS by the Consortium, & ¢isissues (bugs/instability of the system,
design flaws, and absent but desired functiona)itieas drawn-up. WSP recruited Green ICT,
a local IT-firm, to solve/improve all outstandindgREIS issues before the launch of the BDS
program. However, persistent challenges remaineadhwtaused delays and a lack of trust in
the software from the operators (especially duRhgse AY.

While the software includes many modules (custorb@iing, technical, inventory, human
resources, accounting) to record information ral\va managing a water business, it was
decided to introduce the modules step by step.rBegs were trained on the use of the billing
and customer management modules, whilst advanaednty expanded upon this to include
the accounting module.

15 WSP remained committed to supporting the CWA with dielivery of functional water operator software. To
address overall design flaws (a web-based designhwhiessentially used as a windows-based application)
WSP and the CWA entered into an agreement with d tbid party Software company (Biz Tools) to add a
few more functionalities and develop the billingstamer and accounting functions as part of a dpskppli-
cation (instead of a web-based application).
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Figure 7 - ERMS System
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Other products offered

In order to incentivize DPWOs to join the prograhe following tools were distributed:
- Project bag & T-shirt

- pH and Chlorine test kits for testing water quality

- A 3G Modem

Video-training

Due to delays, video-training was not ready to ivergto the DPWOs at the start of the pro-
gram. However, they were employed at the end optbgram during a refresher training on
ERMS. These short videos complete the training natinrough key practical lessons cover-
ing technical fields:

* Overview of the water supply utility (~3 min)
* Operation & maintenance (~8 min)

* Water quality issues (~12 min) including: i) intcaxdion, ii) chemical substances, iii) jar
tests, iv) chemical injection

* Focus on pumping: from design to maintenance (+9 mi

* Water distribution network (~15 min) includingwater meter selection & installation; ii)
pipe installation; iii) leakage control & how tolge problems met on distribution

These videos will also be broadcast on YouTubedmnthe CWA's website and Facebook
page.
Group training sessions

All sessions were divided between technical modates business modules. In comparison to
the initial design idea, there were few changesamadhe number of training sessions provid-
ed. The training curriculum was also kept the saméhe initial concept, which was designed
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for two different capacity levels of water operatdt was structured around sessions, modules
and lessons. Each session took from 2.5 days &y8 w deliver and was designed to corre-
spond to the status of the trainee (Beginner orafded) and their specific skills (technical or
financial). Without a preliminary test on basic @goting, trainees faced difficulties during
ERMS training sessions. This slowed down the trgragenda and the program was slightly
changed from Phase A to Phase B. The costs fasgoatation, hotel and meals were covered
for one trainee. Additional trainees were askepayp an additional 25 to 50 USD fee. A max-
imum of 3 trainees per site was accepted.

An overview of the Advanced and Beginner trainingriculum can be viewed in the table
below. The full training agenda can be found ineat10.

Table 1 — Training organization for Advanced wateperators

Advanced
Topic-PHASE A Duration | PHASE A| Topic-PHASE B Duration RASE B
Module 1: Overview of water facility 0.5 da; Module 1, 2 &5-Run your business (technical) 1dgy
. |Module 3a: Manage your revenue 2.0dalys 04-06 Module 6 & 8—.E><pands Infrastructure & Manage 0,5 days
Sessior] Investment Project 18-21 marc
Decembe
1 2013 Module 8 & EMAS-Entreprise Monitoring and 0,5 days 2015
Module 3b: Manage your revenue 0.5 dgy Advisory Syster '
Module 5 & Field Visit-Leakage Control & Field vis| 1 day
Module 4:Manage your expenses and inventpry 1.5dgy Module 2-Introduction 0,3 dayp
SessiorfModule 7: Finance your infrastructures 0.5d4 yDezcge»ansb ModiManage your revenue 0,7 da}30-31 marc|
2 ) ) 2013 “IModule 4-Finance & Accounting 0,5days 2015
Module 2: Overview of water supply business| 0.5days -
Module 07-Develop your business plan 0,5days
. |Module 5: Manage your facilities 1.5day 04-06 [Module 3-Manage Your Revenue 1da .
Sessio - 09-10 April
3 Module 6: Expand your infrastructures 0.5days | January [ERMS-Practice ERMS from Customer to Staff 1da 2015
Module 8: Manage infrastructures projects 0.5 day 2014 |Management Y
Sessior ERMS-Practice ERMS from Staff to Customer 1day |23-24 Apri
4 Managemer 2015
Module 4-Financial Accounting 1day
Table 2 — Training organization for Beginner wat@perators
Beginners
. . . Duratio
Topic-PHASE A Duration | PHASE A Topic-PHASE B n PHASE B
Module 1: Overview of water facility 0.5 dayj Module 2-Introduction and reminder 0,5 days
. . ; 04-06 03-04
SessiorfModule 2: Overview of water supply 0
) .5 days Module 3-Manage your revenue
1 |business y Feztgua"y gey 0,5days IVIZ%I’Ch
Module 3a: Manage vour revenue 15 dabs 14 Module 3 & ERMS-Module 3 & Practice 15
' gey ’ ERMS from Staff to Customer Managementt 1 gay
Module 3b: Manage your revenue 1.5da Module 1 & 5-Overview of Water Facility lda
Session 24-26 |Module 1, 2 & EMAS-Overview of Water 23-25
2 vodule 5a: v _— 104 February|Facility & EMAS lday [ March
odule Sa:Manage your facilties PAar 2014 [Module 5 & Field Visit-Leakage Control & 2015
Field visit 0,5 days
~ [Modute 5b: Manage your facilties 15da _ ERMS-Practice ERMS from Staff to Custonjer _
Sessior 06-08 AprilManagement 1 day |02-03 April
3 Module 8: Manage infrastructures 10da 2014 [ERMS-Practice ERMS from Staff to Custonfer 2015
projects ' Y Management 1 day

Training sessions were changed following input fritiea CWA. For the Advanced level, all
(two) business training sessions were conductedeabeginning, followed by a longer tech-
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nical training session to allow sufficient deptlor Ehe Beginner level, the first session was
business training, the second session was abolttéciinical and business training, and the
third was about technical training.

Coaching & hotline

In order to follow performance progress after the
training and deepen training on the specific
weaknesses of each operator, 2 to 4 coachin
visits were organized for each of them. These
coaching visits aimed at improving specific
skills and at clarifying the topics that were less
understood during the group training session
The specific topics for the onsite coaching less
sons were selected by the DPWOs at the end
the training session, and based on the assess- : . :
ment that was done by trainers. A hotline serv%@ure 8 - Financial coaching on ERMS
was also available from Monday to Friday, be-

tween 09:00 -15:00 hours. The hotline was mainkduksy DPWOs with specific issues on
installation and running of ERMS.

Advisory support & regular monthly monitoring

Each DPWO was called monthly, in order to review agcord key performance data and to
provide advice on ways to improve the water utditperformances, as per the operator’s
needs. A web-based platform called EMAS (Enterpkiemitoring & Advisory System) was
designed to record the data in order to providetie® feedback to the operators on the per-
formance of their utilities. Due to delay in thesdg of the EMAS system, this tool was not
used optimally (See also section IlI-2).

Box 2: EMAS presentation

Going beyond the scope of work of the ToR and witinificant investment from GRET, a
database was developed to store and facilitateatiadysis of the data collected for the| 30
DPWOs: beneficiaries of the program. This web-bgdatform entitled “Enterprise Manage-
ment & Advisory system”, EMAS, was launched at émel of the programafww.emasonline-
kh.con) but all the data collected during the program mésgrated in the database. The plat-
form was managed during the project by Cop.
sultant staff. The website is bilingual — Khmg
and English — on the same pages. Two kindsg
data are stored: general information collect
once during the baseline and “endline” survgy
and specific information entered each month @y
each DPWO.

Figure 9 - EMAS System ‘
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Box 3: Key lessons on the design of a BDS package

Thanks to a close relationship with the CWA andrthegular input, the tools were designed
to be consistent and relevant with the DPWOs néHEus.approach turned out to be appropri-
ate in many ways. It enabled the development afgel range of tools that addressed diffefent
DPWO needs (tailored support and basic knowledgeé)eacouraged participation in the pro-
gram. It gave visibility and credibility to the CVWA propose different tools and created a feal
dynamic of experience and knowledge sharing betid@&wOs.

> A close assessment of the needs is crucial

In order to define the main package and for eactheftools, the preliminary assessment of
DPWOs skills and capacities was crucial. The deteation of profiles should be based pn
objective criteria balancing quantitative and caséive information (understanding, motiva-
tion) but for each component of the package, afidation of the targets and the expected
results helps addressing needs that are partigblycé.

> Phasing and delivery of group training session magtrs

2 day group training sessions were appreciatedulsecstaff could be mobilized without hav-
ing much impact on weekly management. Starting Withiness sessions seemed to be bgtter
understood by trainees and allowed different DPW&I¥ $0 participate in sessions of their
interest and skills. Having a place for theoretioglics, balanced with practical exercises [ap-
pears quite important to support understandinginifrg on software use is quite specific;
ERMS was installed on every computer during theisas but to import previous data (cus-
tomer databases) required specific time. Dividimg session into two parts, developing prac-
tical exercises and encouraging group coaching tiae group training® would allow close
support and better understanding of the software.

> Coaching and direct advisory should be framed bef@& beginning and the action
plan should be clarified

Coaching plans were defined at the beginning of ghagram after discussing with the
DPWOs and auditing the water supply utilities. Stdized coaching days (two on financial
issues, two on technical ones) were proposed amd glebally appreciated. However, the
diversity of profiles raised the issue of prioritig improvements and measuring specific per-
formance indicators for each DPWO. This shoulddlem into account at the beginning in a
coherent action plan. Performance improvement phae piloted during Phase B and should
be monitored and adjusted over time. The directsady strategy should be framed from the
beginning with priorities and clear and reasonaiigctives of improvement in each afea
defined. Separate coaching with different staffdlered close dialog and communication pe-
tween “coachers” and led to a lack of consenswbgctives.

16 the difference is in the number of participanterading the session, group coaching are sessions Zrto 4
people unlike group training can be up to 15 piudicts
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> Follow-up dissemination of tools turned out to be ssential

The choice to develop a large range of tools was-tonsuming. Time constraints prevented
all the tools to be finalized within the timefrani2elays were encountered in providing a sta-
ble version of ERMS software, in managing the impmdrdata and optimizing ERMS vey-
sions, in finalizing the web-based monitoring t¢&IMAS), and in providing the video-
training support. This challenging implementatidnnew tools requires time and follow-up
actions. The key challenges remain to follow-up dissemination of the tools by the CWA
and other suppliers: maintenance and update of ERMf&w versions, support the advisory
dimension of EMAS, dissemination of the “refresh@deo-trainings, based on the booklets.

. SELECTION & MARKETING STRATEGY

1. Marketing strategy and process

BDS fee structure and incentives

The positioning of the fee structure for the BD$Kaaes is critical to convince and incentiv-
ize future customers to pay for such services. BB&-program initiated paid-for water op-
erator services for the first time. Based on in¢etiscussion between the CWA, the WSP and
the Consortium, the following fee structure waspmsed that i) promotes discounts to CWA
members in order to grow their membership base jiatakes into account ability to pay for
BBeginner and AAdvancedPWOs.

Thus, two kinds of incentives were applied:

v" To promote CWA membership: 15% discount of packagéf applied to all applicants
who are CWA members.

v" To encourage first applicants: early-bird discooht% to all applicants who submitted
their application form during the regional workshapd registered within specified dead-
line (two weeks after marketing event).

The BDS training were designed for one staff pesrafr, and additional fee of 25 to 50
USD was to be paid if operator wished to send auiit staff.

Table 3 — Final fee structure for BDS packages

_ 15% Fee fqr one
FullBps | Contribut , discount | 5 % early bird additional
costs* ion from Basic fee CWA discount sta_ff per
DPWO training
member
module
BDS Beginner 4,256 USD 14.5% 618 USD 525 USD 494 USD 50 USD
BDS Advanced 4,256 USD 30.5% 1,298 USD| 1,103 USD 1,038 USL 25 USD

* the full cost of the BDS delivery are based oa tielivery costs of the BDS package by the
Consortium and do not include the costs associatttdthe development of the curriculum
and the analysis of performance monitoring datelgting the baseline and end line visits).
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The branding strategy centered around positiorhegGWA as the primary hosting organiza-
tion to access BDS, with supporting branding byekecuters GRET and EMC. Five market-
ing products were developed:

Direct phone marketing: based on the licensee list (from MIH), the [i§StGWVA members
and the list of unlicensed DPWOs (Gret, PDIH), @&/A and the Consortium contacted
DPWOs by phone in order to motivate them to paréit? in regional workshops.

Leaflet distribution: promotional leaflets were distributed to each DPWuring regional
workshops. The leaflet contained fee informatioonykshop session date and key marketing
messages (refer to annex #1).

TV spot: The Consortium prepared a TV spot in order tonmte BDS packages and the
regional workshops. This TV spot was broadcast .once

Radio Spot The Consortium prepared two radio spots: One amsed before the regional
workshop providing information on where to atted@ (imes), and one was aired afterwards
to provide information on how to register, for DPW®&ho could not attend the regional
workshop. Two Cambodian radio channels (96 Radiidt and Sarika station) disseminated
the spot over one month period twice per day.

Regional workshop location

To reduce transportation costs for interested apeyathe regional workshops were initially
targeted to four locations across Cambodia.

Figure 10 - Location of existing and potential DPW&n Cambodia
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However, almost all DPWOs from zone I, and soneenfizone IV, participated in the region-

al workshop in Phnom Penh. Therefore, three refjiammakshops were conducted in three
different zones, namely Phnom Penh, Siem Reap atrBbang during phase A. Based on
the lessons from phase A, marketing focused ormtdieone contact during phase B. An addi-
tional workshop was organized in Phnom Penh fosel& (refer to annex #2 and #3 for the
workshop agenda and the minutes).

Offering BDS services to Domestic Private Water Operators in Cambodia — 7167614

.

Table 4 — Regional Workshop Location

umber | M| Gret | cwa | Ohers | Applcart
o P | oy | MO | members poy | @, Advanced
expected (F:)grrrlflsn g | pants pants PIEW'S A) Not Answer)
1| Phnom Penh 14 August 2013 100 95 5 1 4 13A, 7B, 71
2| Siem Reap 16 August 2013 15 13 2 1 1 1A,1B
3 | Battambang 19 August 2013 25 19 2 2 1 5A, 1B
4 | Phnom Penh 08 December 2014 50 60 3 4 3 36
Total 190 187 12 8 9 71
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2. Selection and registration process

Key issues

The selection process was developed based on &ramgly and fairness for Beginner and
Advanced DPWOs in case demand outstripped the placailable in the BDS program. In
that sense, the selection process needed to:

— Take into account previous support provided it was agreed that DPWOs that have al-
ready been trained in the past would not be pizewdt

— Recognize the social performance of the operatooperators that charged a high water
tariff (e.g. more 3,000 Riel/fhand charged a high (above cost) connection fesas ywe-
nalised (because these practices limit the expartdfithe business and access to water for
the poor).

— Take into account geographical distribution: nationwide DPWOs are unequally distrib-
uted. Most of them are located in zone Ill whenemoh Il and IV have less utilities. Most
DPWOs located in zone lll have gained support dvee. The program aimed to ensure
that a geographical balance would be achieved.

Criteria for entry and prioritization

In collaboration and agreement with the CWA, thiecen process was totally open at the

national level (everyone can apply). Entry critexral commitments were used to ensure com-
pliance with national regulation and to make stwa BDS packages would be effective and

fit the level of the operator

Step One — a limitation was applied at the entrghefapplication process:

Only DPWOs that have a license at the nationalll¢Reakag or are in the process of
obtaining it (or have a provinci&lekg could apply.

Only one license site (water scheme) can be prapfusetraining and coaching. If a DPWO
have several water schemes, he or she can appynlippne site in order to train its staff.
Step Two — prioritization applied at the end of eéection process:

Prioritization: The priority criteria — in case of high demandiveg to both Beginner and

Advanced DPWOs. Priority would be given to thosat ted not participated in the previous

DPWOs support programs and/or did not receive tir@ror technical support from other

partners (Gret, USAID, World Bank).

Commitments: Each candidate had to commit to the followingiider to be selected:

— Beginnershad to invest before the project started in, amaer and printer (300 USD at
the minimum), a head-meter (200 USD at the minimtorgontrol the losses and in a low-
cost chemical feeding system (100 USD at the miminu

— All candidateshad to attend all events organised by the BDS progpay for the services
to the CWA, and provide data on their technical bodiness performances on a monthly
basis.

— These commitments are underlined in a “learningesgnent” signed at the beginning of
the program (see Annex #5).
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Selection process

The selection process was designed around fives gteprder to ensure that DPWOs are well
selected and also respect their engagement:

Figure 11 - Selection process flow

Quick questionnaire Selection comittee Learning Audit' & Second
analysis (CWA, WSP, GRET, agreement Baseline payment to
EMC) signature survey CWA
Consortium compile ¢  Constitution of a committee * Phone call to pre- * Audit and baseline *  Proof of computer,
the results from the in Phnom Penh (CWA, GRET, selected DPWOs survey done by Gret head-meter and
quick questionnaire EMC, WSP) *  Signature of the treatment purchase
CWA compile the * Type selection : CWA scored learning agreement *  Second payment (50%)
results from the each DPWOs and GRET scored *  1st payment to CWA before the training start
application forms Beginner and Advanced (50%)

Application of the
geographical breakdown
based on WSP tickets

Award of pre-selected DPWOs

Step 1 - Application forms” and Quick Questionnaires

During the regional workshops, each candidate:

— Submitted the application forms to the CWA thatteamed key elements on their profile,
background, infrastructure performance, motivatiahfficulties, and provided answers to
the key selection questions.

— Passed a short interview with Gret/EMC and a CWAnimer in order to determine the
Beginner or Advanced status of the DPWOs for eéatf that will attend the training.

Determination of the status: Gret/EMC were resgdaasior the identification and/or confir-
mation of the Beginner or Advanced status of thi@pants. During the regional workshops,
Gret and EMC conducted a quick interview in oraecadllect background information regard-
ing the DPWOs. The final level of each DPWO waseldatheir own view and preference for
the kind of training provided. However, it was daldo confirm that each DPWO had the
necessary background to follow the trainings. Wes to avoid DPWOs choosing Advanced
training, without having the required entry leveperience and skills. To confirm the status
each of DPWO, Gret and EMC chose a simple methodjdsur indicators: i) two assessing
computer use and knowledge; ii) two assessing teehknowledge and skills. For Phase B,
criteria were more stringent for those who wantesl ‘tAdvanced” level, and a test on basic
accounting was elaborated.

> The DPWOs had 15 days to submit their applicatmmf counting from the regional
workshop date.

Step 2 — Selection committee and award

The CWA and the consultants analyzed the applicdtons (Annex #4) in order to score
each candidate.

17 Annex n°#4
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The Consortium informed or confirmed the BeginneAdvanced status of each DPWOs.

The final list was validated by the selection conted. It was composed by the board of
the directors of the CWA (3 votes), the Consortii@net/EMC (2 votes)) and the WSP (2
votes).

> The CWA phoned selected candidates, to have thgmtke learning agreement and to
remind them of the payment requirements.

m Step 3 — Learning agreemert. the CWA managed the learning agreement signature.
The learning agreement was signed a week aftesfficgal award by phone. The complete
payment of the fee was requested before the gmaumprtg started. 50% of the payment
was required upon signing the learning agreemedt kmfore the baseline survey was
conducted.

m Step 4 — Baseline and Audif: the CWA informed the Consortium when each DPWO

paid their contribution (50%) and signed their teéag agreements. Based on that, the
Consortium conducted the baseline survey.

m Step 5 — Final payment and investment on tools requed before trainings session

The details of selection can be found in annex #6

Finally, 47 DPWO<° were selected, 20 of them at an Advanced level a@@ Beginnersln
terms of geographical distribution, almost all pnwes are represented. In total, the program
has reached almost a third of the licensed DPW@ambodia. One of the operators partici-
pated both in Beginner and Advanced course.

18 See Annex #5
19See Annex #11
20 Final list in annex #7
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Figure 12 - Geographical distribution of DPWOs paetipating in the program
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Box 4: Lessons on marketing, selection, pricinga&gy

> Marketing and demand creation could be lightened fofurther steps

To reach the scale-up objective, a simplified pnesteon of the BDS package and a broad

strategy for informing the DPWOs was necessaryjasiified. It enabled the Consortium
reach more than 190 participants during workshamsresponding to half the potenti
DPWOs in Cambodia. For further marketing, since 0&Aare currently better known, t
marketing strategy can be lightened. Based on teddlgathered from operators and

to
al
he
the

CWA, direct phone marketing is seen as the moste¥e way to reach out to potential qp-

erators, including further spreading informatiorotigh CWA'’s Facebook account. Howev

er,

this communication channel does not concern urdgedrDPWOs and specific efforts should

be made if those are to be targeted.
> A simplified selection process is needed

The selection process in 5 steps and criteria chagee also designed for a first scale-up ¢
sidering that there would have been more demanmdttitenumber of places. This assumpt
was partially wrong. The selection process couldgib®lified for next steps keeping balan
between objective and qualitative criteria.

> Pricing strateqy can be adjusted based on component
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The payment of Advanced DPWOs was without probldtasvever, in many cases, Beginner
DPWOs needed to invest in a computer and a heaer toestart the BDS program and even if
the BDS fee was cheaper, they faced difficultiepap even in two instalments. During phase
B, the consultant proposed to improve the paymendaiities for Beginner by proposing|a

payment in four instalments in order to decreasddtel of financial pressure when they start
the BDS program. Feedback from DPWOs shows thatenés considered as affordable and
fairly cheap for most of them (73% of the 37 DPW&KDsveyed at the end of the programme
found the fee acceptable). Furthermore, all but divthe interviewees agreed to pay again a
similar amount in the future.

The current two level pricing strategy was convehi® manage and quite easy to inform
about. For further steps, a simple pricing stratggyuld be kept, and different tools proposed
kept included in the package. However, it coulgbssible to adjust the content of each pack-
age and create a third level corresponding to téghpackages with less training days and
that target new staff.

Despite efforts in marketing, the fact that it wapossible to reach 20 trainees in phase Bjled
to increasing the waiting list, this means that ik limits on reaching all the operators. The

uniformity of the package can be one of the weaktppthe cost of the package can be anpth-
er. For next round, it is useful to better underdtdne constraints of those who did not want to
engage with the package. It can also be a pogséipective to propose a less costly package
(fewer training days and less coaching) in ordergach some very small operators that

couldn’t afford the package.

lll. DELIVERY OF BDS PACKAGES

1. Group training sessions

Training sessions were delivered in three to f@ass®ns of group training for BBeginner and
AAdvanced DPWOs. There were 8 to 9 days dedicategtdup training. A total of 77 staff
were reached during the sessions and a total a¢a8#ing days were delivered for more than
500 equivalent man/days. In addition to the growgpning, the CWA organized 4 group-
coaching sessions on ERMS billing for BeginnersrduPhase B. Based on the learning from
Phase A more attention was needed to build opeskitis. The final training program was
delivered as below.

Table 5 — Training session for the Advanced classmo

Sessin | Date operator | e | SWA | T omers | cipant
Session 1 -A 04-06 December 2013 29 2 p. 5 38
Session 2 -A 23-25 December 2013 26 4 1 5 36
Session 3- A 04-06 January 2014 24 2 2 4 32
Session 1 -B 18-20 March 2015 3 2 1 12
Session 2 -B 30-31 March 2015 6 3 2 12
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Session 3- B 09-10 April 2015 6 3 2 12

Session 4-B 23-24 April 2015 7 1 2 1 11

Table 6 — Training session for the Beginner classro

Session | Date Opergior | MG~ | OWA | I Omers. | dcpant -
Session 1 -A 04-06 February 2014 24 2 2 5 33
Session 2 -A 24-26 February 2014 24 2 5 33
Session 3- A 06-08 April 2014 23 2 2 5 32

Session 1 -B 03-04 March 2015 17 3 2 22
Session 2 -B 23-25 March 2015 17 3 2 2 24
Session 3- B 02-03April 2015 17 3 2 22

Group coachingl 11th-23rd May 2015 12 1 2 15

Training session satisfaction

———

12 training sessions were organized and hostedprn@adntly in Phnom Penh. The satisfac-
tion of the trainees was quite high for both Beginand Advanced operators. Since evalua-
tion modalities changed between Phase A and Bderaio simplify the questions, detailed

calculation won’t be presented here. Other figaaas be found in Annex #10.
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Figure 13 - Overall satisfaction
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38%
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Through a score given by the DPWO from 1 (low) tthighy! satisfaction was evaluated in
four main areas: i) general arrangements of thetinggdi) training materials and quality of
presentations iii) result of the training itselidain) level of understanding of each lesson.

Advanced Phase A

Advanced I- General Arrangements

Advanced II- Training Arrangements

-Advanced IlI- Result of training
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4 3

Advanced Phase B

Advanced |- Quality of organization
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- Advanced IlI- Level of difficulties
= Advanced IlI- Level of relevance
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Beginners Phase A

Beginners I- General Arrangements
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-Beginners llI- Result of training
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Beginners II- Quality of presentation
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Satisfaction is slightly differ-

ent between each level. Ad-
vanced DPWOs generally
scored less than Beginners.
Different expectations between
Beginners and Advanced can
explain these differences re-
gardless of the fact that the
level of understanding was
shown to be quite high for
each topic (refer to annex 10).

Modules 6 to 8, corresponding
to investment planning and

infrastructure expansion, were
the modules less understood.
Along with high expectations,

these modules were new and
had never been tested before,

2! Evaluation modalities changed between Phase A aindoBler to simplify the content of the questionsl dhe
time to answer the forms. The scores were from 1 (low§ (high) during Phase A while during Phase B, it

was from 1 to 3 only.
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explain the limited score.
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Figure 14 - Level of understanding on the trainingessions
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The scoring method was simplified between PhasePAa@se B from 1 (low) to 5 (high) to 1 to 3 (high)



2. Coaching & hotline

Two days of coaching was organized from March tedywober 2014 (Phase A) and four days
of coaching from May to July 2015 (Phase B). Thiotigese coaching days, more than 160
operator staff were reached. In total, 120 daysoathing was delivered.

Table 7: Coaching days organization

Advanced Beginners

Topic PHASE A PHASE B Topic PHASE A PHASE B

Financial issues . . Financial issues - 2 days .
= April - july April - july April - july April -
c
£ (ERMS, ' 1 day 2014 2 days 2015 (ERMS, customer 1 day 2014 (grogp uly 2015
& |accounting,...) management,... coaching)
]

Technicalissues| 1 day Apgloley 2 days Ap;l(l)lj;ly Technicalissues 1 day Ap;'(l)lj;“y 2 days quAypgl)ls

Technical and business coaching aimed to be spdoithe needs of each DPWO. More than
80 people in Phase A and 42 people during PhaserB imvolved in visits. Different points
were emphasized with each operator. With regaodsethnical aspects, focus was placed
upon flow rate measurements, jar test use and tamagdosing and recommendations on the
WTP. For business aspects, coaching was focusatieonse and handling of ERMS. The
objectives were defined with the DPWOs, pointsnapiovements and a coaching pfawere
commonly defined during the first session.

Box 5: Example of a technical coaching session

M. Yorng Sambath, managerts@nn Chey Water Supply in Kratie (Beginnand his business
partner participatedin two coaching dayd he following points were discussed; i) Flow rate
measurement and formula to calculate it; ii) Pipetson calculation and sizing; iii) Calculation of
the water volume in the pipe network; iv) Daily &mbhly data recording; v) pH & residual chlg
rine measurement; vi) Chlorine consumption caldalatThe need for improvements and advice
given during the first session concerned improviiggexisting chemical feeding system and reyis-
ing his coagulant calculation and focusing on wdearkkage and measuring the water pressure at
the end of the network. At the end of the secosgl@e the aforementioned improvements had
been carried out. After having calculated his cdagticonsumption, he decided to add more RPAC
to improve the treatment, despite the additionat cAlthough the efforts and practiceshdf
Yorng Sambath may only be slowhproving, his awareness of the issues and hisal&ssolve
them has vastly increased. Thus, even though Hetaka immediate action to improve his system
(high investment needed), the coaching sessioresdrabled him to prioritize problems and gath-
er information on how to solve them.

22 See annex n°#9 — Coaching plan
2 See an example of an Advanced DPWO coaching plaarahd— Phase A in Annex #9
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Figure 15 - Technical coaching

Hotline use

The hotline was implemented from September 2014s Tdol was fairly well utilised, alt-
hough still less than expected. Approximately 3 o6 days budgeted for were used per
week with an average of 15 calls per month.

The main issues raised during calls were relatdeRMS use. 60% of the Advanced DPWOs

and 78% of Beginners called the hotline for sup@mrteast once. 15% of the DPWOs (7

DPWOs) represented 48% of the calls. More than Aé&ded maintenance and debugging of
ERMS errors.
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Figure 16 - Hotline use
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Figure 17 - Hotline main problems

Type of problems
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Box 6: Story of a water operators
Mr. Chiek Kimker, Phum Krangoung Water Supply owsgrce 2001, was left feeling qu

Iite

satisfied by the program. He said that he wasalhjtiplanning to invest on a billing system

developed by a well-known company in Phnom Penhwhbich the quotation price w.
around 2,000 to 3,000 USD depending on the charsiiteof the system that he wished
develop. However, during this consideration he e@svinced by the program to sign up
participate at the Advanced level. He considergpdtd value that for 1,500USD he could
training on a range of activities through the BC#gkage, in which he could improve both
technical and business skills, including trainimgtioe ERMS system.

Issuing hand written invoices was not convenientMo. Chiek Kimker. Unfortunately, after
training, ERMS was not running as smoothly as he eaecting and intervention through
hotline took a long time. Despite this, issuindsdihrough ERMS still enables Mr. Chiek
Kimker to reduce preparing his invoices by a day.

AS
to
and
get
his

the
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tity of chemical reagents injected, how to instiditribution pipelines and how to control
pressure. Thanks to the program, he has now repkceind 3km of old PVC pipes with

trainings to be quite interesting, as he could el experience and problems with other
DPWOs.

He has also gained other skills through the progfemow knows how to optimize the quan-

HDPE pipes. Finally, Mr. Chiek Kimker deems the fede fairly cheap. He found the grot

p

Box 7: EMAS future development issues

The success of tailored advisory services linkshallenges encountered in the prograr
providing real-time advisory support. The delaysha ERMS upgrading and the late de
opment of the EMAS platform did not allow for adatgl experiences and learning with
gard to operators’s appreciation and use of suatitorong and advisory services.

The ERMS tool is going to be used by a newly cet&ambodian engineering & advisg
consulting firm, called iSEA in order to continue advise water operators on their per
mance. On a voluntary basis, current data remairiicdential and free of charge for t
DPWOs. Improvement should be done on the repods& analysis, in order to be accur
for, and involve, DPWO staff.

nin
vel-

Dry
for-

he
ate

3. Costing analysis

A cost benefit analysis is quite arduous since eddhe tools present advantages and draw-
backs that the cost is not able to value. A cosdimgysis on the other hand can be proposed.

If we exclude the cost of the design and the papgton of international experts to the p
gram, a short analysis of the costs on phase Bj3trbvides the following results:

Table 8 : Costing analysis (Phase B only)

Exposure
Training :Coaching visitg (Siem E{F:)'t\:liﬁ: Tools Assumptions
(4days)  Reap)
Training arrangement 3800 690
PD /transport 3300 | 6380 1700
Documents & printings 500 880
Directcosts 7600 6380 2390 = 880
Trainers /fees 3300 | 13600 200 | 1680 200 USD/daytrainer. 70 USD/dayT
Overhead costs (10%) 4060 @ 14240 440 10% of the indirectcosts
Unexpected expenses (5%) 800 1800 200 100 10% of the total costs
TOTAL COSTS 15760 . 36020 3230 1680 2660
Total direct costs per part 447 375 141 7 : 52 17 DPWOs
Total costs per part 927 2119 190 99 156 17 DPWOs
Total costs per day 955 | 1505 3230 l63day °$ae’2’cr;19(‘)::r:£r°f°°acmng
Total costs perday per part 56 94 190

*
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The total cost per participants for Phase B (withaternational overhead) is nearly 3,500
USD, representing almost three times the cost@fptiickage paid by Advanced participants.
“Replication” of the BDS package would require eitmeducing the number of coaching ses-
sions and adjustments in the package, or increi@ssd Therefore, either 65% subsidies are
needed to continue the program as it was propaseal doubling of the price for the package
is required. In addition, a cost per participant'the enough to design the package, some of
the tools must be optimized following the numberpafticipants; an additional participant
doesn’t increase proportionally the costs for netupport, exposure visits or training.

Box 8: Key lessons on the delivery of BDS package

> The ambitious objectiveto deliver the package to 47 DPWOs in 21 montbkspkng
the quality of activities was challenging; the poes pilot phase was performed |in
three years for 10 operators. Time was neededatodatdize the logistics and the
planning which forced time constraints onto thejggband subsequently impacted jon
beneficiaries.

> One of the main barriers that the program met wespumber and the nature of
staff attending the trainings and benefitting from tlaching. Indeed, the program
was based on the fact that most of the operatof3ambodia were small-scale and
family businesses with low skills and limited stdfven if the package for Advanced
was adapted to more structured companies, theecigalto train different staff re-
mains. In fact, an increasing number of operatenge?2 and even 3 staff for 1,000
connections. This should be better taken into agcau packages specifically de-
signed per “skills” and professions.

> In parallel, theCWA has gained important experiencein organizing trainings and
coaching small-group sessions. They were quitenantous in delivering coaching to
Beginners on their own on financial issues.

> The pricing strateqy seems to be coherent and apppaate for the DPWOSs for
this full package but it still needs either subsgdor an increase of the fees in order to
sustain the delivery of the full package.
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CHAPTER IlI- IMPROVEMENTS ON
PERFORMANCES

. METHODOLOGY

Performances versus evolution

There were three sources of information: i) theebas survey that was done before the start
of the training sessions, ii) the endline survepalat the end of each phase and iii) monthly
monitoring of each DPWOs.

Table 9 : Timeline of monitoring steps

Baseline survey | Endline survey Monthly monitoring
Phase A Beginners February 2014 February 2015 Jan 14 - July 2015
Advanced November 2013 February 2015 March 14 - July 2015
Phase B Beginners February 2015 August 2015 April 15 - July 2015
Advanced February 2015 August 2015 April 15 - July 2015

» Data given by the DPWOs was strictly confidentiabrder to encourage operators not

to censor or control results; all public informatiwill be shared without identifying
company or participant names.

Although the learning agreements state the commitrteeshare data, the BDS pro-
gram operated on voluntary data submission (mandakata submission is only re-
quired for the regulator). DPWOs needed to be cared that collection of data can
be useful; therefore particular attention was paidhe selection of KPIs and their
quality to ensure relevance and practicality.

Finally, the KPIs were used to monitor performanaeshe 6 objectives set at the be-
ginning of the project: i) increase the water congtion and the number of water

connection; ii) improve the water quality; iii) irease the bill recovery and billing

monitoring; iv) optimize production and distributiov) reduce expenses and produc-
tion costs; vi) improve planning and investmentg@rbmanagement.

An important limitation of the analysis is that tperformance results observed cannot be
causally attributed to the BDS program (there maymmny confounding factors that have
contributed to these observed changes in perfore)alksing a benchmarking approach helps
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to underline the important progress made by soneeabprs. It is plausible that the BDS pro-
gram will have contributed to these observed change

Another limitation is the time lag that is apparentterms of building individual staff
knowledge and skills and translating this to chawghin the water operator environment in
terms of practices and attitudes, and then trangldtinto improved performance. Especially
for Phase B, as it only captures a short time frafdemonths.

Missing data

Despite considerable efforts to collect data, saperators continue to be difficult to reach

and/or are not interested in sharing their datavésious reasons, such as confidentiality con-
cerns. Figure 18 shows that on average 30 operptoxsde data on a regular basis. A de-
crease in data collection was seen during the geficarch to July 2015 and 70% of opera-
tors stopped giving data after July 2015. Excludingdvanced DPWOs and 1 Beginner oper-
ator whose water schemes are still under construdine overall data collection rate was 75%
(33 out of 44), 56% for Advanced operators (10 @ut8) and 78% for Beginner (23 out of

26).

Figure 18 - monthly basis data

Data collected
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Total DPWOs running their system Total data collected

- Data collection rate
*2 DPWOs are not yet running their system and goerator was Beginner during Phase A

and Advanced during Phase B. This explains therdiffce between the 44 and 47 DPWOs
monitored.

The analysis will be made based on completed Imesaind endline data for all the DPWOs.
Monthly analysis will be presented if it gives addalue to the report.
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1. Characteristics and overview of BDS participants

Participating DPWOs represent almost a third oériged schemes covering 69,275 active
connections (345,000 people). On average, each DR#g$OMore than 1,500 connections, of
which 96% are active connections. The average egeerate within the network area reaches

60%. On average these DPWOs have been operatipgstarnder 10 years.

Table 10: Technical characteristics of the systems

Unit Advanced Beginners Owerall

Average length of the netwdrk km 29,3 19,6 22,9
Average Coverage area (netwgrk) % of network area 61% 58% 60%

Average production capacfty m3/h 100,0 54,9 72,5

Average water produc¢d m3/month 3571412 16421,3 23 430,1

Average consumptign L/cap/day 102,9 81,4 90,0

Average Tariff Riels/m3 24445 2340,1 2394,0

Average Connection fge USD 64,9 59,3 61,8

** These data and the followings Table 10 and Fegli9 are the average from monthly moni-
toring data; differences between these data anelb@sand endline surveys are explained by

period of monitoring and the sample that is sligldifferent (n=42 instead of n=47

Figure 19 - General figures (47 operators)
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The profile of operators is quite heterogeneouds &%e electricity, and 16% diesel, which
have a significant impact on costs. 42% have thkavig River for the main source of water;

this group invested on average almost 300,000 UsdDawverage 5 staff per 1,000 connec-
tions. 26% of operators are fully registered (Miryiof Commerce, tax registration and MIH

license, 45% partially (meaning that they haveezitloC registration either tax), and 30%
have only a sectorial registration.

1. Overall perception

To gather overall participant perception of thegoamn, a quantitative survey was carried out
at the end of the program (October 2015) in whiBbo8f participants were interviewed by
phone and asked to rate their perception of their performance . Objectives 2 and 4 appear
to be those where less improvement was seen yRN&Os.

Figure 20 - overall perception of their improvement

Overall perception of their performances improved
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* The question was formulated as follows: Regardimg following objectives, do you consider that the
program helped you to reach them? (YES/NO), Howao measure your improvements (1 - No improve-
ment to 5 - A lot of improvement)?

1. Key performance indicators

Additional analysis of the KPIs can be found in &xr14. The following values represent
averages unless medians are specified.

Objective 1 — Increase of connections

Impact on service coverage and water consumption

Table 11: KPI - Water connections

UNIT PHASE A (n=30) PHASE B (n=15)
BS | ES | % BS | ES | %
OBJ.1 Objective 1: Increase the water consumption and the number of water connections;

1.1 Number of active connections Average number of connections 1410 1682 19% 701 97 39%
1.2.1 Coverage rate inside the network area Average connection rate inside the network area 56% 51%| -9% 41% 49%| 19%
1.2.2 Coverage rate inside the license area Average connedion ra inside the license 34% 38%| 10% 28% 33%| 18%

coverage area

1.3 Lenghth of the network Average of km of pipes installed 26 370 40 360 53% | 25044 26 740 %

Nb of active connections (HH)/length of the network

1.4 Densification of the network 60,66 54,11 -11% 4477 44,47 -1%

(km)
1.5.1 Water consumption Average of/cap/day 73,35 81,02 10% | 131,92 131,66 |-0,20%
1.5.2 Water consumption Mediane of l/cap/day 57,57 66,62 16% 50,80 67,79 33%
1.4.4 % of DPWOs thathave extended their network % of DPWO that r;:;reer;:g'engm ofnetwork 63,3% (19) 16,7% (5)
1.4.2 % of DPWOs that have densified their network % of DPWOs that have their nb of HH/km growing 67% (20) 67% (10)
143 Zuet\?vfo[r)lf WOs thathave extended wihiout densiying feir |, o nat have their nb of HHkm decreasing 33% (10) 20% (3)

On average, the number of active connections foo@drators, increased by 29% between
baseline and endline data collection. The totaheeations grew from 57,140 to 69,275, thus
12,135 new connections were installed. This gragttame from both Beginner (+15%) and
Advanced (25%) DPWOs. In absolute numbers, sinceaAcded DPWOs have more connec-
tions, 61% of those new connections have beenlliedtay Advanced operators and 39% by
Beginner operators.

48% of the DPWOs have seen their number of cormexincrease by more than the median
(163 connections). Moreover, 56% of the DPWOs heastended their network (median of 2.5
km for each DPWO).

This increase of connections consequently impactwater coverage. It improved from 31%
to 36% in general. However, for 36% of the DPW@ss tncrease was through an extension
of their current network; 58% densified their netlwdpositive increase of the number of
HH/km).
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Average number of connections and growth rate
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Figure 21 - Average number of connections

The average water consumption is around *Lpar month/connection, corresponding to an
average consumption of 92| per capita/day, withequmportant differences between Beginner
and Advanced operators. 22% of the DPWOs have arage consumption per capita higher
than 100 l/cap/day. Most are located in the Pafiovince, at the Thai border, having indus-
tries in their service area. 13% of the DPWOs f&he endline survey had more than 50% of
water sales (more than 50,008 sold per month). If we exclude those 6 DPWOs,tlad
DPWOs have seen their water sales increase (+40%0, 8,768 mto 12,110 ymonth). If
we compare water consumption from March to May 2&id the same period for 2015; water
consumption has grown 9% for Advanced DPWOs andd@%eginners.

35% of the DPWOs install more than 20 connectia@rsnponth (the median is 16 connections
per month).
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Figure 22 - Water consumption evolution (I/cap/day)

Through improved recording and benchmarking of dARWOs are better able to assess their
performances in terms of water coverage. The lesssoncustomer management also helped
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operators to become more knowledgeable regardieig #itctive connections, enabling more
efficient recording to take place through customedes and segmentation of their network.
With a better-structured database, DPWOs can pateitheir revenues and connection
growth rate.

Objective 2 - Performance improvement on water qual ity

Table 12: KPI - Water quality

UNIT PHASE A (n=30) PHASE B (n=15)
BS | ES | % BS | ES | %
OBJ.2 Objective 2: Improve the water quality and water quality monitoring praciices;
2.1 % oftests of Water quality passed done by Gret Av of % of test passed 64% 59%1 -8% 54% 64%| 19%
2.2 Average of number oftesis done by DPWOs Total tests done by DPWOs (per 278 575 | 107% | 29 4| 42%

month) declared
% of DPWO whose testhave shown
2.3 % of DPWOs that have improved their water quality | improvement (nb of tests passed in ES 13% (4) 21% (3)
> nb of test passed in BS)

% of residual chlorine test at the end of network

4 passed by gret % of tests passed 19% 17%| -10% 8% 23%| 200%

Water quality results based on tests carried oubtst during baseline and endline data col-
lection do not show the expected improvement. Q6B6 of the DPWOs have improved their
water quality* whilst 69% presented with identical results todtiage measures.

Of the tests conducted, an average of only 53%epadsaring baseline data collection, and
57% during endline data collection. Out of the 1&gts carried out, 60% passed during the
endline survey and the same ratio passed duringdkeline (98 out of 162 tests). However,
some disparities appear concerning the type of Agsdlysis of the monthly residual chlorine
and pH tests carried out by the operators indigadess rates of approximately 94% for chlo-
rine and 99% for pH. In comparison with the indegent tests, these results do not seem reli-
able as only 17% of the tests on residual chlaairthe end of the network passed for Phase A
operators and 23% for Phase B. All of the opergtassed the pH tests. In total, only 2 addi-
tional operators have increased chlorine levets(f6 operators to 8).

Nevertheless, concerns surrounding water qualipeapto be of growing importance to oper-
ators, as the number of tests carried out eachhripnthe operators themselves has doubled.
Moreover, 50% of the DPWOs were shown to be cagryint more tests per month at the
endline than during baseline. For water qualityaswns to become a top priority and to inter-
nalize better self-monitoring, increased regulatenjorcement would be needed, as well as
more communications campaigns to customers, whBambodia have strong sensitivity to
chlorine taste (they prefer to use rainwater fankdng/cooking).

Finally, practices have also improved in termsshg testing kits. During baseline, only 43%
of the DPWOs were seen to be using the chlorirtekitssand 38% were carrying out pH tests.
In comparison, 79% of DPWOs were shown to be usimgrine test kits and 81% were carry-
ing out pH tests at endline.

24 meaning an increase of the number of tests doti@assed by GRET)
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Objective 3 — Increase of the revenues

Table 13: KPI - Billing and revenues

UNIT PHASE A (n=30) PHASE B (n=15)
BS | ES | % BS | ES | %
OBJ.3 Objective 3: Increase the billing collection rates and the monitoring of billing;
3.1 Number of DPWOs using sofware for billing # DPWOs 20 28 40% 6 14 133%
3.2 Revenue per connection (USD) Average revenues per connection 8,0 8,1 0% 16,2 10,6 -34%
3.3 Netincome per connection Usb/m3 49 47 -4% 114 8,6 -25%
3.4 Changes in terms of number of operators
3.4.1 Increase of the revenue per connection (USD) % of DPWOs 27% (8) 53% (8)
3.4.2 No change of the revenue per connection (USD) % of DPWOs 13% (4) % (0)
3.4.3 Decrease of the revenue per connection (USD) % of DPWOs 53% (16) 33% (5)
3.4.4 NA % of DPWOs 7% (2) 13% (2)

Financial and business improvement

Good financial performance expressed by the operatitio of the business, depends on many
different factors. Among those are the capacitiethe operator to decrease (optimize) ex-

penses and increase revenues. Many levers canelddeans management choices depend on
many factors such as the size of the operator, smirce of water, the number of staff and the
configuration of the area (dense or less dense).

To better compare the financial performances, arsé@ analysis of revenues, net incomes
and expenses (before tax and depreciation) wagedasut to understand key trends. Reve-
nues, net incomes and expenses have been expeassaeerages per active connection.

v' The average revenue per connection is not signififtam baseline to endline for Ad-
vanced DPWOs (+4%) and actually decreased for Begin(-5%). As shown in the
graph below, results are quite heterogeneous andotiagive clear improvement
trends. Looking more deeply at each operator igssry; 36% of DPWOs have in-
creased their revenue (+35% in average), 56% oh theing Beginners (which are
slightly under-represent&). 49% have seen their revenue decrease and 7%Heept
same revenue. These trends are inversed for expense

v" Almost half of the DPWOs have seen their expensesedse, mainly explained by
both energy cost perfdecrease (-39%) and input cost decrease (-18%).

v' The increase of expenses, in parallel is not tinaply explained. For 2/3 of them, it's
explained by an increase of 63% of energy costsaa#80% increase of their inputs
costs.

25 Over the 45 operating DPWOs, 18 are Advanced (40%@r@ Beginners (60%)
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Evolution of revenues and expenses per
connections (USD)
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Table 14 : Evolution of production costs
Evolution Production cost/m3 Costof energy/ m3 Cost of chemicals /m3
Decrease 20 67% 18 60% 14 47%
Phase A Increase 9 30% 11 37% 14 47%
NA 1 3% 1 3% 2 7%
Decrease 9 53% 7 44% 8 47%
Phase B Increase 3 18% 3 19% 3 18%
NA 5 29% 6 38% 6 35%

Figure 23 - Evolution of revenues and expenses pennections (USD)

v As a result, the net incorffeshows the same trends. Nearly half of the DPWQs ha
seen their net income per connection increase, /23) have more than doubled
their net income whilst 42% have had their grossgmaatio increase. .

While general trends can be observed, there i aflanderlying variability when looking
more deeply into each operator’s performance. Iddal performance profiles are also com-
piled for discussion with operators (attached asparate volume to this report).

v" More practically, billing and expense record toe#&e notably improved due to the
specific attention that was paid to this issue.ibubaseline survey, 24% of operators
did not keep records of their expenses in comparismnly 7% at the end of the pro-
gram. 93% of the DPWOs now use software to billoggxAccess or ERMS) as op-
posed to only 57% at baseline. In terms of todls,DPWOs have also changed their

26 Net income = Revenues from billing and connectioperating expenses
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practices, 43% of operators were issuing handewritills, using record books or did
not have any tools at baseline, verses only 6%ea¢ind of the program. .

The main change is the use of ERMS, only 7% of aipes used this software at the
start of the program in comparison to 64% at erdhmho now use if for billing. For
accounting, the main tool is still Excel (31% uswirecord their expenses). .

The overall time to bill has reduced from 5.2 day<l.8 days. 31% of DPWOs have
seen this time decrease, 36% did not notice anggehand 27% actually saw an in-
crease in time taken (6% are “Not applicable” sitheay aren’t operating yet their sys-
tem) Indeed, these tools seem to have had a leipact on Beginners than on Ad-
vanced DPWOs, notably in regards to time takenrépgre and deliver invoices. For
Beginners, time taken has decreased from 5.4 ae¥sAt(-12%) days while for Ad-
vanced DPWOs time taken has increased from 3.6tda4/$ days (+25%).

Figure 24 - Tools used for business management
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ERMS: Uptake challenges

According to one of the operators surveyed durirgendline evaluation, there is still reluc-
tance to use ERMS as some DPWOs already used bestemized software prior to the start
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of the program. Therefore, the need was greateBéwinners who didn’t have any tool fo
record their customer data. For this function, dedpugs and errors, ERMS turned out to| be
consistent with the needs of these DPWOs and cofdito their expectations. The software
simplifies the printing of invoices and enablesye@sording of customers on a regular basis.
Some drawbacks remain on specific functionalitied an the user interface (reports are not
user-friendly enough, it is slow and unresponsiend) important database management).

Objective 4 — Optimize the production & distributio n

Table 15: KPI - Production & distribution

UNIT PHASE A (n=30) PHASE B (n=15)
BS | ES | % BS | ES | %
OBJ.4 Objective 4: Optimize the production and distribution;
4.1 Pressure atthe end of network mH20 55 78 42% 14,8 20,7 40%
4.2 NRW Av. NRWrate 14% 12%]| -19% 16% 16%| 4%
4.3 Preventive maintenance Av. # preventive actions 75 14,2 89% 2,5 39 59%
4.4 Water availability (hours) Average hours 221 23,1 5% 19,8 19,5 -1%
4.5 Average hours of pumping Average hours 111 13,3 20% 84 11,1 32%
4.6 Number of DPWOs that decrease the NRW % of DPWOs 46,7% (14) 53,3% (8)

Objective 4 covers specific issues on technical agament. Due to poor initial designs or
lack of experience in managing water supply systémgrovement can be quite important but
less visible. It also depends on each scheme ardges may sometimes misrepresent trends.
Staff issues, quantity of chemicals reagents usezhergy management are specific to situa-
tions and the same figure can be a success ora praplem depending on the point of view.
The key results can be structured on the one sidgeovice provision improvements and on
the other side on internal management.

v Concerning service provision, the average houdetifery per day is close to 22
hours, 23.1h for Phase A and 19,5h for Phase Bsifjfuficant changes were ob-
served. At baseline, 68% of the DPWOs deliverecemwa#dh/day and 75% at end-
line.

v' Water pressure at the end of the water networinisrea where major improve-
ments were observed: pressure increased from 22 tmHO (+59%). Addition-
ally, the number of operators that do not measuessure at all has decreased
from 7 to 5. Finally, endline results show that 4d%the DPWOs have reached
the standard 10 meters of®lat the end of the network.

Figure 25 - Water pressure at the Pressure at the end of the network (% of DPWOs)
end of the network oo 55%

50% 48%
41%
40%
30%
30%

20% 15%
11%

No mesure Less than 10mH20 10 mH20 and more

Baseline Endline
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Pressure at the end of the network
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v Another improvement concerns non revenue waterugivol. Half of the DPWOs
have seen their NRW decrease during the programPRase A DPWOs, the NRW
reduced from 14% to 12% on average, whilst in Pliasi decreased from 16% to

15%.

Figure 26 - Non-revenue water evolution
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v" One of the most important impacts that should mohéglected is the qualitative im-
pact on practices. The fact that operators accegive their data and the consistency
of the monthly reports provided is in itself prab&t the DPWOs are keeping records
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on their activity. Therefore, building a credibledareliable data history should also be
highlighted as a major improvement both on techraod business performance.

Technical monitoring

100%
90%
80%
70%
60%
50%
40%
30%
20%
BS ES BS ES BS ES

10%
0%
BS ES BS ES
Advanced Beginner Advanced Beginner
Phase A Phase B Overall

Notools M Hand writing M Record book MExcel M ERMS ® Software

Figure 27 - Tools for monitoring technical performeces
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v' 94% of Advanced DPWOs and 70% of Beginner DPWOseatlly record technical
data (they were respectively 71% and 26% duringbéeeline survey). 71% of the
Advanced (65% during baseline) and 48% of the Begi (30% during endline) also
monitor their losses.

Figure 28 - stock
management
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Objective 5 — Reduce operational expenditures

Table 16 : KPI- Operational expenditures

UNIT PHASE A (n=30) PHASE B (n=15)
BS | ES | % BS | ES | %
OBJ.5 Objective 5: Reduce the operational expenditures;
5.1 Expenses per connection Av. Expense per connection 31 | 33 | % 3,6 | 21 | -42%
0,
1 % ofoplerators thathave decreased of expenses par % of DPWOs 47% (14) 53% (8)
connection
S - -
512 (j:) St:f operators thathave decreased their production % of DPWOs 67% (20) 60% (9)
5.1.3 % of operators that have decreased their energy cost % of DPWOs 60% (11) 50% (7)
5.2 Staff per connection* Av # stafff 1000 connections 9,5 13,9 47% 434 80,3 85%
5.3 Time fo bil # days 4,6 47 2% 6.4 49 | -24%
5.4 Costper m3 (all) Riels/m3 975 1126 16% 1046 546 | -48%
5.5 Costofenergy per m3 Riels/m3 538 379 -30% 407 255 -37%
5.6 Cost of chemicals per m3 Riels/m3 91 203 123% 93 122 31%

Understanding the above trends requires a deepérsanof production costs. The production
cost is calculated on average in the baseline adtine survey. It has globally decreased (-
6%) from baseline to endline.

v' Taking into account the numbers of DPWOs concermegiovements turn out to be
more significant: 64% of DPWOs have decreased theduction costs, 56% of
DPWOs have had their energy costs decreased andiBbféased their chemical in-
put cost. Moreover, half of DPWOs have decreaseil #xpenses per connection..

v' The staff per 1,000 connections is one of the satihere interpretation can be
different when looking at Beginners and Advance@le The average number of staff
per connection has increased from 5.8 staff ts@&8 which appears quite significant.
However looking in detail, if we consider the medias an indicator of good
performance, we can see that 49% of the operatore Hecreased their number of
staff per 1,000 connections, gaining some effiogpeaod 22% have increased but
remained less than the median (which can be exgdaioy the recruitment of
specialized staff by Beginners and this can be asenpositive improvement).

Figure 29 - Structure of costs
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Evidence from water operators...

Since 2007, M. Sear Seng Heap has invested ineal pip
network inthe Krang Mkak commune without skills or
technical capacities. His system today has a 27 m
capacity. From November 2013 to July 2015, he has
increased his water connections from 1,930 to 2,553
active connections (+32%), approximately one connec
tion per day. Water production as well as waterdsol
has also increased rapidly (+36%) reaching 88,243
m/month in July 2015. He has also progressivelycstru
tured his enterprise and now has 20 permanent gmplo
ees as opposed to 11 in January 2014. During &8s,y

he has invested around 105,000 USD (73% in the dis-
tribution). He has great potential as his monthipp
duction capacity is only reaching 45% (considering
continuous production). M. Sear Seng Heap statas teviously, his way of operating his WTP
and network was “not professional”. He didn’t knabout chemical dosage calculation, didn’t
have a water meter and wasn’t used to manage leskdgwas “a family business” more than an
enterprise, he didn’t record his domestic experssgsarately from his business revenues and he
didn’t have any staff management procedures. Aaegrtb M. Sear Seng Heap, this program has
helped him to upgrade his business; he now folltheslabour law, giving some holidays to his
staff. He was the only one trained on all the tegacovided during the training, however he at-
tempts to extend these skills to his staff by giadvice and through encouraging learning by do-
ing. M. Sear Seng Heap found the group discussamasexposure visits to be of most interest.
Sharing experiences with other water enterprises veally interesting as it allowed him to gain
experience from the others and better share good (ead) practices. However, he also appreciat-
ed coaching visits that were specific to his enisgpas during this time, he could ask questions
related to his own system. He understands whatlidglenges are — combating losses reaching
18% of water his company produces. Thus he

wants to better manage leakages and change Energy costs

poor quality water meters at the HH level. An’m

other challenge is to reduce his tariff. As the,

expenses perhproduced are quite high reach-m

ing 1,300 Riels/f the average tariff is also

high, 2,800 Riels/f He intends to reduce his-oo

energy costs in order to reduce his costs. H1°5

intentions are on trend, as the energy costs have ‘

progressively decreased from 831 Riefshm <. S o S S PP TP

677 Riels/ri Finally, regarding the overall o e

program, he is quite satisfied and encouraged tatinoe training, focusing on group discussions
and/or exposure Visits

M. Sear Seng Heab (B.C.Water Supply
(Kandal Province)
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Objective 6 — Improve planning & investment project management

Table 17 : KPI - Investment and planning

ONIT PHASE A (n=30) PHASE B (n=15)

BS | ES | % BS | ES | %

OBJ.6

Objective 6: Improve planning and investment project
management.

6.1 Total investment (USD) USD (total since beginning) 334842 | 367422 | 10% | 227027 229298 1%

6.2 Gross margin Av. gross margin 35% 35%) 0% 32% 25% | -22%

6.2.1 Increase of their gross margin % of DPWOs 43% (13) 40% (6)

6.3 Bank account availability for water business % of DPWOs having a bank account 63%

40%| 0%

70%| 0% 33%

6,4 Average investment USD (fotal since baseline) 43742 9356

6.5 Netproit USD/mont 6886 | 7218 | 5% | 5100 | 6856 | 34%

6.5.1 % of DPWOs having increased their net profit % of DPWOs 48% (14) 56% (9)

The final objective was to improve DPWOs abilitypian and manage investment projects.
This objective specifically concerned Advanced DPSWThis explains the differences of
bank account availability. At the end of the pragr&0% of DPWOs have a specific bank
account for their water business (55% before tlogept).

v

Box 9:

72% of the DPWOs have invested more than the ageaagount of 32,000 USD.
Around 1,440,000 USD was invested in total, 57%Ablyanced DPWOSs, represent-
ing 55% of the connections.

Although improvements are more important for Adwth®PWOs, some indicators
also show improvements for Beginners. The averageuat of investment per con-
nection for Beginners has increased from 316 USi¥aconnection at baseline to
338 USD (+7%) at endline, in comparison to aAdvanb@®WOs for which it has de-
creased from 253 USD/HH to 211 USD/HH (-17%).

The gross margin has also increased more rapidBéginners than for Advanced
DPWOs. Although only 42% of DPWOs have improvedrtgeoss margin, Beginners
represent two thirds of them. Thus, 48% of Begisreve increased their gross mar-
gin in comparison to only 39% of Advanced DPWOsBegt.

Key Lessons on performance monitoring

The monitoring strategy aimed to generate inforamatind trends on the evolution |of
performances, which has largely been achieved.ifipgovements of financial and
technical performances are remarkable, especalgdme operators and the satisfac-
tion that they express. A package of 8 days groaipihg and 2-4 days of coaching
cannot solve all problems. Challenges remain, ésibeon Advanced financial skills
(such as expense registration and accounting)aisest uptake of monitoring and
software systems (especially after a new CWA liedngersion of ERMS will be re-
leased in November), and on continuous improvemeriteyond those changes initi-
ated during the BDS program — on technical issaspecially those that may negd
larger investments (such as upgrading water tregtplants and investments to im-
prove water quality monitoring).

An overall analysis using averages does not allewtkends or key improvements fin
terms of KPIs to be identified. Each operator haecgic challenges and their own
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strategy. This emphasizes the fact that benchmguikiniseful but a strategy of close

advisory services for each operator is also relewraorder to sustain improvemer
and strengthen skills. DPWOs should be able toyaaaheir own business and mg
adequate decisions since clear trends of the KBlsantext specific.

Whilst challenges were encountered, with data cotla and reliability of some of the

ts
ke

data (such as water quality), overall data repsiTtsv consistency and provide excel-

lent information on the management and charadsisf each water system and ¢
erator. This report has provided, mostly, inforroaton average performances; hg

ever, rich individual performance reports will deased with operators in a voluntary

feedback session (see sample attached in annex #12)

p_
W-

Although key performance indicators were used @mgaose and understand where

progress was made, future BDS would benefit frottirgemuch more specific goa

and targets for individual operators. As discusse@hapter 1V, such individual sef-

S

vices have trade-offs in terms of costs and maybeoable to be scaled on a fee for

service basis (may require public subsidies/grants)
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CHAPTER Ill- LESSONS LEARNED

Lessons on relevance, satisfaction and willingtegsy for BDS services

The program has proven that a BDS packagelisvant considering the needs for scaling-
up and sustainably funding training. Almost 1/3 of the DPWOs in Cambodia received sup-
port, reaching 47 operators in 2 years (21 monthsye than 130 days of training and coach-
ing have been given to date. It also shows thasttaegy to develop different tools (group
training, coaching, booklets, exposure visits, ERM8&tline) has been well received. Some
operators found the cost of the package cheap, wbesidering the services provided. Re-
garding the quality of each component, the suggestivere diverse, some operators appreci-
ated group trainings and the exposure visits thawvad them to share their experience, whilst
others preferred coaching. All considered thesepmmants to be complementary; even if
some noticed the lack of availability of the hagliror difficulties related to ERMS use, they
were generally mostly satisfied with this “package”

Thanks to a close relationship with the CWA andrthegular input, the tools designed have
been consistent and relevant with DPWOs needs. dpgpsoach turned out to be appropriate
in many senses: It enabled the development ofge larray of tools that addressed different
needs (tailored support and basic knowledge), andwaged participation in the program; it
has given visibility and credibility to the CWA pyopose different tools and has created a real
dynamic of sharing experience and knowledge betid@@wWOs. The following lessons learnt
should be noted regarding the design:

> A close assessment of the needs is crucial
> Phasing and delivery of group training session ptatters

> Coaching and direct advisory should be better fahtefore it start and the action
plan should be clarified

> Follow-up dissemination of tools turned out to ksemntial
> A transparent selection process is needed
> Pricing strategy seems to be coherent and apptegoathe DPWOs but can be ad-

justed based on components

Despite efforts in marketing, the fact that thejgebcould not reach 20 trainees in phase B led
to increasing the waiting list, indicating there atill limits on reaching all the operators. The
uniformity of the package may be one of the weak points, the cost of théamge could be
another. For the next round, it is recommendedetiteb understand the constraints of those
who didn’t choose the package (likely due to falto appreciate its benefits). Another option
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would be to propose a less costly package (judtifigh fewer training days and less coach-
ing) in order to reach the very small operatorat(ttouldn’t afford the package).

Related to this previous point, a cost analysis $taswvn that coaching is quite expensive
compared to the other components. There can be soptevements to each toglthe hot-
line is quite cheap and can provide important ses/to DPWOs if it were better managed.
This tool can be reliable if there were a bettailability of the staff behind it and if it was
more efficient and faster in responding. Thereforeestment in this tool could being added
benefits through having a more formalized “procedup answer the questions. Coaching
visits could be optional depending on the meanh®DPWOs. A coaching voucher mecha-
nism could be paid at the CWA when the trainingasried out by a consultant. Exposure
visits or group training could be organized, foausa practical problems, and giving a large
place to discussions and experience sharing.

Lessons on improved practices and performance

The monitoring strategy aimed to generate inforamtind trends on the evolution of perfor-
mances. This has largely been achieved: the imprewés in financial and technical perfor-
mances are remarkable, especially for some opsratod the satisfaction they have expressed
is encouraging. However, a package of 8 days gtmiping and 2-4 days coaching cannot
solve all problems; challenges remain on Advanasahtial skills (such as expense registra-
tion and accounting), sustained uptake of monitpand software systems (especially after a
new CWA licensed version of ERMS will be releasedNiovember), and on continuous im-
provements — beyond those changes initiated dahedDS program — on technical issues,
especially those that may need larger investmenish(as upgrading a water treatment plants
and investments in better water quality monitoggipment).

If the program hasn’t impacted directly on the sedt noticeable that it has cleargn-
couraged DPWOs to understandhe technical and financial requirements to provalable
history data to banks, and the issue of transpgrand accountability. They also better under-
stand their challenges through regarding one anstle@periences and through benchmark-
ing. This has a great influence on skills, but atsoreating strong relationships between oper-
ators and creating a force of advocacy that CWAbzmrefit from.

Lessons on replication

The second objective, to reinforce tG&VA’s role and recognition, also appears to have
been reached. Indeed, 93% of the DPWOs are mermabdrs CWA. They have received con-
siderable information from the CWA during the pragr. The CWA has carried out the mar-
keting strategy independently during second phasehas reached the set objectives. They
have also independently organized some group m@gion business issues for Beginners.
Their technical as well as financial skills havetamly improved through their involvement in
regular training and monthly meetings. Through @hganization of the activities, they have
also improved their network facilitation skills. @ining is an on-going process and should
continue after the end of the program.
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CHAPTER IV - CONCLUSIONS AND
RECOMMENDATIONS

CHALLENGES AND NEXT STEPS

These next steps and recommendations are baseé emdlution of the sector. This evolution
will see DPWOs facing increasing challenges in cauytheir costs, improving their practices
to be more transparent, and accountable; but alseduce their tariffs and be more efficient.
These evolutions provide incentive and requiremént®perators to strongly improve their
performances.

Indeed, during the last two years, the sector Aesd tremendous changes with the issuance
of a new prakas in May 201h issuing, revising, suspending and revoking pefoniwater
supply businessefegulation has been strengthened and a new patitfy is in the process

of being set. Moreover, some data will be regulargnsmitted to the MIH that is looking
more closely at operator practices. The objecsvi® iget increasing coverage for those opera-
tors that are encouraged to expand their networks.

Furthermore, some programs initiated by the W3Rd AF¥®, promote access to commer-
cial loans for the water operators, providing thichnical assistance for planning their in-
vestment. One of the main challenges is to chahgerodality of granting loans, including

cash-flow analysis in addition to the classicalatefral in land title analysis. The DPWOs will
have the opportunity to obtain loans that are thimees greater than in typically available
from commercial banks. Monitoring, coaching, antlofg-up of improvements is a crucial

business development service that can develop gisojeith historic data, and in doing so
build bank confidence.

In this sense, the CWA can be a key player in oomyg the support to its members. There-
fore, one action is to continue to provide the BiaSkage.

» Provide an updated, lighter BDS packagencluding trainings sessions, small coach-
ing groups and coaching days - outsourcing theitrgiitself when needed. The topics
should be organized the same way, but the tooldeamproved to correspond to the

27 Access to finance program —A2F- implemented by asGdium EMC/Gret)

28 Access to finance for Small Water Enterprises anchRElectricity Enterprises in Cambodia — impleneghby
FTB with a technical assistance to the bank on oie ¢Enclude) and a TA to the operators
(GRET/ARTELIA/SEESAW/ISEA)
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“‘new” needs of the DPWOs (specialized staff, bettemagement practices, better
knowledge, and turn-over of technical staff). Spea@urriculum targeted at different
skills may be useful to clarify the aims of indivel packages and divide them into
sets. The marketing strategy could be also lighteméh only direct calls and infor-
mation broadcast through the CWA'’s Facebook pagenaabsite. Briefings should be
organized on a regular basis to allow DPWOs to il to the training sessions of
their choice, and a coaching voucher mechanismsét-order to allow “coachers” to
do the marketing themselves. The pricing stratdgyulsl be adapted to this updated
package, proposing a lighter package with only w feining days, less coaching
days, and some basic services to fit to the new DB\emand.

Another area for development is to diversify theBpackage by providing new services to its
members:

» Strengthen the role of service providers on accoumyg & legal issues —despite
progress, DPWOs still lack accounting and finanoiahagement skills. Outsourcing
accounting services, tax registration, or finanaralysis could provide an option that
may interest operators that still have low capesito manage these activities.

> Facilitate access to service providers this includes their rating/the benchmarking of
their costs. Following the new regulation and omow technical standards, there will
be a need for guaranteeing fairness, informatiod,teansparency for the DPWOs re-
garding the different services offered by consu#famd firms. The CWA can support
its members to choose good suppliers and goodcgepvoviders.

» Strengthen the CWA advocacy role and network facilitation— following the pro-
gram, DPWOs recognize the (important) role of th&ACin network facilitation.
They also understand the CWA'’s role in discussiogymon issues and problems
such as road works causing network disruption.Iinsome other services should be
provided - such as attorney services, or servicéadilitate relationships with authori-
ties. CWA has experienced good progress implemgtiie BDS package and should
reaffirm its key strengths and strategy to streagtits members: i) an important net-
work, ii) large geographical coverage, iii) capadidb mutualize some needs for the
benefits of its members (training services, hotlmecounting services). CWA should
focus on core priorities and avoid mission creapther study on the business model
for the CWA is also recommended; increasing menhiyefees may be a way to facil-
itate the continuation of some of the servicesrefte

65



Offering BDS services to Domestic Private Water Operators in Cambodia — 7167614

ANNEX

vV V V vV V VYV V VYV V V V V V V

App #1 —Leaflet in English and Khmer

App #2 — Workshop agenda

App #3 Regional Workshop minutes

App #4 Applicant profile example

App #5 Learning agreement example

App #6 Note on selection process and registration
App #7 Final list of participants

App #8 Group coaching Participation

App #9 Coaching Plan — example

App #10 Detailed evaluation of training

App #11 Baseline questionnaire (complete)

App #12 Example of Performance report

App #13 References and bibliography

App #14 Complementary data / analysis on KP1 /dall of KPI
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