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. FOREWORD

Board Chairperson

The Board of Directors for Nkana Water Supply and Sanitation Company (NWSC) are privileged to
present to the Company’s stakeholders and cooperating partners this Strategic Plan for the period 2022 to 2026
whose theme is: “Pursuing excellence in the Water and Sanitation Sector through innovation and enhanced
commercial viability”. This 1s an advancement from 2016 — 2020 (extended to 2021) Strategic Plan which was
premised on five strategic goals with the theme: “Delivering Excellence” in line with NWSC’s Vision. In this

Strategic Plan, NWSC sets out the objectives and goals to be achieved over the next five years.

This Strategic Plan was developed using a participative approach which provided an avenue for stakeholders in
shaping the developmental goals for the next five years. Despite the many challenges that the Company faced
especially against the backdrop of COVID-19, we remain optimistic that with the collective participation of all
key stakeholders, NWSC will be able to achieve its goals.

The emphasis of this new Strategic Plan reflects the Company’s desire to raise its standard within the sector by:-

@ Increasing revenue generation and enhanced cash flow management to assure commercial viability.

® Improving hard and soft infrastructure through regular maintenance and upgrades for enhanced service
Provision

® Enhancing customer focus and stakeholder engagement

® Developing new infrastructure to expand production for new customer areas

® Improving organisational effectiveness and efficiency through continuous innovation to assure sustainability.
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The Strategic Plan provides business direction and outlines measurable goals that need to be attained for the
institution, to not only survive but also thrive. The new Strategic Plan has also given us a chance to refocus and
see where we can best direct our collective energies concerning the growth and sustainability of the

business.

The Strategic Plan carries forward successes of previous Strategic Plans which were supported by the
Government and cooperating partners. Notable successes include the US$ 63 million Nkana Water Supply and
Sanitation Project Phase I (NWSSP I) which was funded by the Government of the Republic of Zambia (GRZ)
with support from the African Development Bank (AfDB) leading to the improvement of water supply and
sanitation services in Kitwe, Kalulushi and Chambishi. The Government approved further funding of US$ 200
million to implement the Nkana Water Supply and Sanitation Project Phase II (NWSSP II) commencing in 2017
to 2021. The NWSSP II was aimed at addressing water production capabilities to cater for the increasing demand
arising from a growing population, reduction of Non-Revenue Water (NRW) and the need to upgrade old water
and sewer networks. Also implemented during the strategic plan period was the WaterWorX project that was
aimed at building institutional capacity. The WaterWorX project is a Dutch funded project that has been under
implementation since 2018 and has led to improvements in service delivery, particularly in low-income communi-

ties.

NWSC employees are encouraged to take ownership of this Strategic Plan as it charts the way forward for the
Company. NWSC aspires to achieve excellence in customer care, utilisation of resources and attainment of
sustainable growth in water supply and sanitation services. These are bold and exciting aspirations that require
NWSC to stretch its efforts in the next five years. The understanding and implementation of the five strategic

directions now become the responsibility of every NWSC employee.

I take this opportunity to thank the Board of Directors, Management Team and the Strategic Planning
Committee for working diligently to facilitate the crafting of this Strategic Plan. The Board of Directors of NWSC
supports this Strategic Plan as a roadmap to help the Company achieve its goals.

NWSC will indeed continue to become Bigger, Better and Smarter while “Pursuing
excellence in the water and sanitation sector through innovation and enhanced commercial
viability”.

Eng. Mark Sikwenda
Board Chairperson

W '
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- PREFACE

Managing Director

Management and Staff of NWSC are excited to usher in a new Strategic Plan that will run from 2022 to 2026
which also marks the end of the strategic framework 2016-2021 in which significant performance strides were
attained above all else, the award for Best Performing Commercial Water Utility for the year 2020.

The Company's plan is to guide direction and pace of development over the next five years. In the plan, NWSC
continues to make strides in increasing water and sewer connections, improving hours of supply and staff

efficiency concerning billing and collections.

The planning process made use of the Balanced Score Card in setting goals and objectives, prioritising activities
that would improve service delivery. This was intended to ensure enhanced performance, aimed at achieving the
overall goals and objectives set out in this Plan. The Strategic Plan for 2022 -2026 builds on the previous
2016 — 2020 Strategic Plan which was extended to 2021 and whose strategic focus areas were to Improve Service
Delivery; Improve Customer Service Management; Efficient and Effective Human Resource Utilisation; Attain
Sustainable Financial Growth, and Establish Efficient and Integrated Business Systems and other systems.

The 2022 — 2026 Strategic Plan has five key strategic directions:

Increased revenue generation and enhanced cash flow management to assure commercial viability.
Improved infrastructure through regular maintenance and upgrades for enhanced service provision.
Enhanced customer focus and stakeholder engagement.

Developed new infrastructure for products and services for new customers

R

Improved organisational effectiveness and efficiency through continuous innovation to assure

sustainability.
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With these strategic directions, it is envisaged that by 2026, NWSC will have transformed its
business in line with the desire to be more efficient and financially sustainable in providing improved water
and sanitation services to its customers. This Plan, therefore, embodies winning strategies which once success-

fully executed will facilitate a huge leap in terms of service provision for the Company.

The 2016-2021 Strategic Plan laid the foundation for formulating the 2022 - 2026 Strategic Plan. The theme
1s highly ambitious but achievable with dedication, teamwork and hard work from every employee of NWSC.
Let me thank the Board of Directors, Management, Consultant and Strategic Planning Committee for working
hard in guiding the crafting of this Plan. We now have the task of making sure that the Plan is successfully
implemented. The objectives that have been set out will act as pillars to scale up to the next level of service
delivery. The Plan should, therefore, spur us to greater heights and position us at sustainable levels of operation

as we remain committed to delivering an excellent service to our customers.

Mrs Diana Nkasha Makwaba

Managing Director
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AMR - Automated Meter Reader

CBO - Community Based Organization
CBU - Copperbelt University

CSR - Corporate Social Responsibility
" CcU - Commercial Utility
DC - Distribution Centre
DMA - District Management Areas
IBRVAAWLAR - East and Southern Africa Water and Sanitation
(CAVMNY - Garneton Water Treatment Plant

HRIS - Human Resources Information System

ICT - Information and Communication Technology

IEC - Information, Education and Communication

IBNET - International Benchmarking Network for Water and Sanitation Utilities

IT - Information Technology

KCE - Kitwe City Council

KMC - Kalulushi Municipal Council

KPI - Key Performance Indicator

KTH - Kitwe Teaching Hospital

KWSC - Kafubu Water Supply and Sanitation Company
LA - Local Authority

LED - Light Emitting Diode

LIC - Low Income Community

LWSC - Lusaka Water Supply and Sanitation Company
M&E - Monitoring and Evaluation
J\YINE 4D - Ministry of Local Government and Rural Development

MoF - Ministry of Finance and National Planning

MoU - Memorandum of Understanding

MWDS - Ministry of Water Development and Sanitation

MWSC - Mulonga Water Supply and Sanitation Company

NGO - Non-Governmental Organization

NRW - Non-Revenue Water

NSV - National Urban Water Supply and Sanitation Programme
INVLWI®0 - National Water Supply and Sanitation Council

NWSC - Nkana Water Supply and Sanitation Company

P .
2022 - 2026 NWSC Strategic Plan - e ~ @'3



NWSSP IT
0&M
PRV
PMA
SCADA
SHEQ
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VIP
WARMA
WASHE
WSS

| wTp
ZABS
ZEMA
ZNBC

ZRA
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- Nkana Water Supply and Sanitation Project Phase II

- Operation and Maintenance

- Pressure Regulating Valve

- Pressure Management Area

- Supervisory Control and Data Acquisition

- Safety, Health, Environment and Quality

- Service Level Agreement

- Service Level Guarantee

- Strategic Plan

- Ventilated Improved Pit latrines

- Water Resources Management Authority

- Water, Sanitation and Hygiene Education

- Water Supply and Sanitation

- Water Treatment Plant

- Zambia Bureau of Standards

- Zambia Environmental Management Agency

- Zambia National Broadcasting Corporation

- Zambia Revenue Authority

- Zambia Institute of Chartered Accountants
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EXECUTIVE
SUMMARY

NWSC was incorporated in 1998 under the Companies Act Chapter 388 of the Laws of Zambia (Amended as Act
No, 10 of 2017) pursuant to Section 9 of the Water Supply and Sanitation Act No. 28 of 1997. The Company was
incorporated to provide water and sewerage services in the urban and peri-urban areas of Kitwe, Kalulushi and
Chambeshi, with the local authorities being the shareholders. The 2022-2026 Strategic Plan is anchored on the
theme: “Pursuing excellence in the water and sanitation sector through innovation and enhanced commercial
viability” in line with the Company’s Vision: “To be a symbol of excellence in the provision of quality water and

sanitation services”.

The Strategic Plan is based on five key strategic directions:

Increased revenue generation and enhanced cash flow management to assure commercial viability
Improved hard and soft infrastructure through regular maintenance and upgrades for quality service provision
Enhanced customer focus and stakeholder engagement

Developed new infrastructure for products and services for new customers

B Gd Lae s

Improved organisational effectiveness and efficiency through continuous innovation to assure sustainability

This Plan was developed using the participatory approach which provided an avenue for stakeholders in shaping
the developmental goals of the Company for the next five years. The strategic directions have been developed
through the inclusion of all stakeholders after undertaking some roadshows and holding a
stakeholders’ workshop to gain insights into their needs and perspectives. This participatory process provided an
in-depth understanding of key focus areas that would enable us to not only provide quality services, but also
optimise resource utilisation, especially given the ever-increasing demand due to environmental concerns,

population growth and limited resources.

It is envisaged that by the end of this plan in 2026, NWSC would have transformed its business in line with the
desire to be more efficient and financially sustainable in providing improved water and sanitation services to its
customers. This will be achieved by the extensive reduction of waste through water losses, energy and other
operational costs, conducting a job evaluation exercise to improve staff efficiency, profitability and liquidity
improved through enhanced billing and collections systems; strategic M & E made fully operational and
structured to monitor the strategy implementation effectively; the development of cheaper and more efficient
alternative energy sources; and having a well-funded planned maintenance system put in place to encompass

both the water and sanitation services.
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Thus, NWSC must focus on improving its customer service by implementing robust customer care and educa-
tion strategies aimed at promoting value for water and sanitation services in both staff and customers, specific
of which will be promoting a willingness to pay, reduction of water wastage, and protection of water and
sanitation facilities from vandalism and thefts. Deliberate strategies to inculcate a culture of performance and
teamwork will also be implemented to deliver excellent service to the customer that shall help reduce the level
of unpaid bills. It is projected that with the new and ambitious strategies that have been proposed for this
five-year planning period, billing will increase to 100% of the target and collections will increase to 90 % of
the billing target.

It 1s estimated that 150km of the water networks will be replaced, upgraded or repaired to reduce
Non-Revenue Water (NRW) from 58 % to 35 % and it is anticipated that the Company will attain and
maintain 100% metering ratio by the year 2026. Prepaid meters will continue to be installed in medium and
low cost and Automated Meters (AMRs) in high-cost areas to reduce trade debtors and improve water supply.
Average hours of supply are expected to increase from 18 to 22 hours by the year 2026 and response to
customer complaints improved from the current average of five days to two days for all complaint categories.
Staff efficiency is expected to be maintained at 0.40 in both water and sanitation services in line with

NWASCO guidelines. While revenue generation 1s expected to increase on average by 14 % annually, the

operating profitability is expected to increase to 1.5 % in the 5th year.
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m INTRODUCTION

In 1994, the Government introduced the National Water Policy through the Water Sector Reforms
which provided a framework and the direction for efficient and effective management of the water
sector in Zambia. The primary objectives of the reforms were to establish commercially viable water
utilities, create a water sector regulator [NWASCO)] and rehabilitate and extend physical infrastruc-
ture for the water companies. To promote the sustainable development of the water sector, the GRZ
adopted seven sector principles including; Separation of water resources functions from water
supply; Separation of regulatory and executive functions within the water supply and sanitation
sector; Devolution of authority to local authorities and private enterprises; and Increased GRZ
spending priority and budget spending to the sector. Arising from the aforesaid policy changes and
the enactment of the Water Supply and Sanitation Act No.28 of 1997, the Copperbelt municipalities
established three water companies in the year 2000 namely: NWSC responsible for Kitwe, Kalulushi
and Chambishi; Kafubu Water Supply and Sanitation Company Ltd [KWSC] responsible for Ndola,
Luanshya and Masaiti; and Mulonga Water Supply and Sanitation Company (MWSC) for
Chililabombwe, Chingola and Mufulira.

Commencing operations in 2000, NWSC was incorporated in 1999 under the Water Supply and
Sanitation Act No. 28 of May 1997 to provide water and sewerage services in the urban and
peri-urban areas of Kitwe, Kalulushi and Chambishi. Thus NWSC is jointly owned by Kitwe City
Council and Kalulushi Municipal Council. The mandate now extends to include service provision to
Lufwanyama District. NWSC currently operates five water treatment plants, five sewerage plants and

maintains approximately 72,963 water customer connections and 49,503 sewer connections.
New Strategic Directions and Priorities

In the next five years, NWSC will focus on the strategic theme: “Pursuing excellence in the water
and sanitation sector through innovation and enhanced commercial viability”. This entails
working within five priority areas reflecting: Increased revenue generation, Improved hard and soft
infrastructure through regular maintenance and upgrades for quality service provision, Enhanced
customer and stakeholder focus, Growth in infrastructure and coverage and Improved organisational

effectiveness and efficiency to assure long-term sustainability.

J-'A# ‘. e .-'“'.-'t - g
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This Strategic Plan covers the period 2022 to 2026. It was crafted over several months and culminated in the
definitive workshops. The contents of the document provide details under the following headings:

1) NWSC'’s Strategic Planning Process

2) The Purpose of NWSC (Vision, Mission, Value and Strategy Statement)
3) Organisational and Environmental Analysis

4) Stakeholder Mapping

5) Strategic Priorities and Directions

6) NWSC Strategies, Activities and Outputs

7) Action Plans and Budgets

0 NWSC’S STRATEGIC PLANNING PROCESS

This Strategic Plan for NWSC is replacing the Strategic Plan that ended on 31st December 2021. Management
appointed the Strategic Planning Committee and a Consultant to oversee and lead the process accordingly. This
Plan was developed using the participative approach which provided an avenue for stakeholder participation in
shaping the developmental goals and strategies for the next five years. Figure 1 reflects the methodological
approach in the development of this Strategic Plan. The Consultant first undertook desktop analysis of trends and
contextual issues. This was meant to understand the historical performance of NWSC in all functional areas, the
environment as well as its governance mechanisms. Secondly, strategy input generation workshops were held
with the senior management team, middle management and lower-level staff representatives from Kitwe and
Kalulushi. Besides validating the historical performance trends, the workshops generated input on the aspirations
for the period 2022 to 2026. Stakeholder analysis, the firm’s SWOT analysis and the preliminary strategic focus
areas were dealt with. Third, the drafts of the Strategic Plans were subjected to several reviews and edits. Fourth,
validation workshops with selected internal and external stakeholders were held for the Strategic Plan. Lastly,
based on the final feedback from stakeholders, to take into account their aspirations and perspectives, the

Strategic Plan was finalised and presented to the Board for approval and eventual launch.

I,-":gf / Desktop |\
[l | analysis of trends |
{§ | and contextual |
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w THE PURPOSE OF NWSC

NWSC'’s core functions are:

1 To abstract water from various water sources;

11 To treat the water to meet Zambia Bureau of Standards (ZABS) specifications for drinking water;

11 To deliver the treated water to houses, industries and other users;

1v To collect and treat wastewater by stabilising all pollutants to Zambia Environmental Management
Agency [ZEMA] standards; and,

v To return treated wastewater to the aquatic environment.

VISION, MISSION, SLOGAN & VALUES

@ VISION

To be a symbol of excellence in the provision of quality water and sanitation services

@ MISSION

To provide quality water and sanitation services innovatively and sustainably on the Copperbelt,

Bigger, Better, Smarter!

@ VALUES

As we make decisions, work and interact with all stakeholders, our actions will reflect
Customers-First, Innovativeness, Teamwork, Integrity, Transparency, Excellence and Commitment
(“CITITEC?) as our guiding values.

® Customers-First: We put the customer’s needs first and endeavour to commercially meet them.

e Innovativeness: We encourage and recognise innovation and initiatives in finding solutions to
our challenges.

e Teamwork: We value team-working attitudes that create value for all stakeholders.

e Integrity: We are always honest and ensure consistent and uncompromising adherence to our
principles

e Transparency: We are transparent, accountable and ethical with all stakeholders.

® [Excellence: With tenacity, our methods, approaches and output reflect world-class standards.

e Commitment: We are consistent and dependable in our dealings with all stakeholders.

o = :
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STRATEGY STATEMENT

To achieve sustainable excellence in providing quality water and sanitation services in our licenced
areas of Kitwe, Kalulushi and Chambishi, achieving annual revenue growth rate of (14%) and
annual clientele growth rate of (4%) through customer focus and, infrastructure and organizational

effectiveness buttressed by innovatively sustained viability.

ORGANISATIONAL AND ENVIRONMENTAL
ANALYSES

This section of the Strategic Plan is an assessment of NWSC’s positioning both internally
regarding core competencies, and externally in the sector, relative to competitors and the context
challenges nationally and globally. In the internal environment, NWSC'’s performance in the 2016
to 2020 Strategic Plan (extended to 2021) will be highlighted briefly with a focus on key lessons
for the future. Thereafter, NWSC’s strengths, weaknesses and capabilities will be assessed.
Furthermore, a thorough assessment is undertaken of the external environment, possible
opportunities and threats that are likely to impact NWSC’s operations. Lastly, the strategic issues

and fit related to the foregoing are considered.

ORGANISATIONAL ANALYSES
(INTERNAL ANALYSIS)

This sub-section captures the linkages to Global and National Strategies, Policies and Guidelines,
Strategic Evaluation of the 2016 — 2020 Strategic Plan, Non-Financial Performance Trends,
Financial Performance Trends, Overall Sectoral Comparisons and Organisational Structure and

Systems.

LINKAGES TO GLOBAL AND NATIONAL
STRATEGIES, POLICIES AND GUIDELINES

Considered in the formulation of the Strategic Plan are the major objectives for the water supply
and sanitation subsector that are enshrined in the Water Supply and Sanitation Act No. 28 of 1997
and the revised National Water Policy of 2010.
In addition, other key global and national strategies and policies that articulate aspirations for the
water supply and sanitation subsector that have been considered in the formulation of this Strategic

Plan are as reflected in Table 1.
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m LESSONS LEARNT FROM IMPLEMENTATION OF THE
2016 — 2020 (EXTENDED TO 2021) STRATEGIC PLAN

A retrospection of the 2016 — 2020 Strategic Plan was undertaken to draw from experiences and

the progress that has been made as well as lessons that have been learnt from its implementation
and to lay the foundation for the development of the 2022 — 2026 Strategic Plan. The NWSC
Strategic Plan for 2016 - 2020 had the following five strategic focus areas: Improve Service

Delivery; Improve Customer Service Management; Efficient and Effective Human Resource
Utilisation; Attain Sustainable Financial Growth; and Establish Efficient and itegrated

Business Systems.

Table 2 highlights Strategic Plan implementation challenges and mitigation actions.

TABLE 2: STRATEGY IMPLEMENTATION CHALLENGES AND REMEDIES

Delayed commencement of NWSSPIT

NWSC implemented selected priority works that did not require detailed design

(February 2020 to end of the strategic
period)

NWSSPII suspensions Used part of the Institutional Support funds to carry out some prioritised works
Vandalism of infrastructure « Stakeholder engagements
+ Production of Information, Education and Communication (IEC) material
as part of sensitisation activities
« Encouragement of whistleblowing
+ Publication of vandalism offences and convictions
Illegal Connections Sensitisation activities
Covid19 pandemic outbreak The non-payment of bills was mostly due to the disconnection ban. The

Company made efforts to collect by carrying out the following actions: -

Education materials on payment modes and COVID-19 were were provided
through customer service centres and social media platforms including
Facebook and community WhatsApp groups.

Running customer promotions such as Blue December

Online payment modes sensitizations

Sensitization on the need to pay for water

Frequent Bulk Messages (BMS)/emails to customers to compel them to
settle outstanding bills

NWSC carried out prepaid meter sensitizations in print and electronic
media

Other sensitization activities included various community public
announcements on the following:

» Water shutdowns

» Bill payments

» Vandalism and water conservation.

Staff demotivation

Attempted to gauge the atmosphere in terms of motivation and satisfaction via a
survey. However, subsequent surveys should be undertaken to get to the bottom
of the observed levels of motivation and satisfaction. Satisfaction Index was at
60%
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Dilapidated infrastructure

Replacements of some dilapidated transmission mains and trunk sewer lines

done. Further replacements subject to the availability of funds.

Non-payment of bills by GRZ
Institutions

Following up on payments from MoF

Following up on payments from individual institutions

Installation of pre-paid meters on Government institutions, that included
CBU

Entering a tripartite debt swap with ZESCO Limited and GRZ

Poor payment among customers

Disconnecting customers

Incentivising customers to settle outstanding bills through promotions
Sensitizations on the need to pay using electronic means and loud hailer
Caretaker approach

Entering flexible payments with customers

Installation of pre-paid meters in low to medium-cost areas with good

water supply

Reduced sales due to prepaid
technologies

Following up on illegalities

Training and meetings affected due to
COVID -19

As much as possible virtual means were used. More trainings were conducted
after the reduction in COVID-19

Poor work culture

Manual clocking system

Training on change management and culture change was planned and
conducted.
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@ NON-FINANCIAL PERFORMANCE TRENDS

This section highlights the non-financial performance trends lessons for NWSC for the period 2016 to 2020.

- Collections generally showed an upward trajectory between 2016 and 2020.

- The achievement of the set target remained elusive during the period under
review except for 2020 when the collection efficiency was above target.

- Collections from Government institutions and parastatals remained a big
Challenge.

- Meeting or exceeding the collection target in the new Strategic Planning cycle
will be critical especially in the low-cost areas.

- Mixed performance trends were recorded as there were periods when the targets
were met and periods when the targets were not met.

- The firm is working towards improving performance by making more materials
and other resources available sooner to the relevant departments.

- The overall picture shows that there was a significant improvement in the water
coverage performance from 2016 as the water coverage improved from 95% to
98.5% in 2020.

- Performance improvements in terms of sanitation coverage were registered
during the period. A significant improvement from 70% in 2016 to 79.6% in
2020 was registered.

- NRW continued to be a challenge. A concerted effort was required to reduce
non-revenue water. This was being addressed in the current Strategic Plan by
upgrading infrastructure and speeding up maintenance works.

- While the target was to supply 22 hours of water between 2016 and 2020, an
improvement from 15 to 17 hours was recorded over the period.

- The target of 22 hours supply was not met. Infrastructure upgrades and
maintenance should help address the challenges.

- The issue of load shedding experienced during the period played a part in the
non-achievement of the target.

- The customer complaint resolution percentage fluctuated between 93% to 98%
of customer complaints resolved.

- The categorisation of time taken to resolve customer complaints was not looked
at during the period under review and will need to take centre stage during the
2022 to 2026 Strategic Plan.

- NWSC continues to receive complaints through social media platforms and must
proactively address these complaints in the new Strategic Planning cycle.

- Results from the employee satisfaction survey conducted in 2018 produced a
satisfaction index of 60%.

- Insights obtained from the survey will help to drive the index upwards by
addressing the negative aspects and leveraging the positive aspects in the new
Strategic Planning cycle
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@ PROJECTS IMPLEMENTATION LESSONS

Several lessons were drawn from the implementation of projects that ran during the strategic
period, 2016 to 2020. Two main projects were running and these were; WaterWorX and NWSSP
II. The main purpose of the WaterWorX project was to strengthen the financial, technical and
social sustainability to make safe drinking water available to people in low-income areas. The
NWSSP II was intended to improve water supply and sanitation coverages to 98.6% and 79.2%

respectively.

In terms of performance, the WaterWorX project had achieved around 70% of key milestones
despite the COVID pandemic. Some key achievements of this project included the construction
of 227 VIP toilets, the start of laying of network lines for new connections in Mulenga
Compound, isolation of areas (Buchi/Kamitondo) to reduce NRW, and procurement of portable
laboratory equipment. The NWSSP II on the other hand achieved a 45%
completion against the planned 65%. The project mainly faced budgetary challenges which
delayed the works for 15 months before coming to a halt in January 2020. However, despite this,
the project has made some progress under the identified priority works as well as the Water
Sanitation and Hygiene Education (WASHE) programme. Going forward, the company has
developed and continues to perfect systems for management, monitoring and evaluation of
projects to address some of the challenges in the previous Strategic Plan.

To effectively manage projects, there will be a need to develop or strengthen existing systems to
ensure continuous monitoring and evaluation of all progress to circumvent any delays or identify

and address any challenges that may emerge unexpectedly.

@ FINANCIAL PERFORMANCE AND GOVERNANCE LESSONS
FROM IMPLEMENTATION

A financing strategy is integral to NWSC Strategic Plan. This section focuses on the financial
performance frends in the following areas: revenue analysis, cost analysis, operations and
maintenance costs lessons.

REVENUE: The revenue streams for NWSC were: water, sewerage and other incomes. Water
remained the main source of revenue accounting for 72% on average for the period under review.
OPERATIONS AND MAINTENANCE COSTS: The O and M cost elements and their
respective average contribution to the total cost for the period under review are structured as
follows: Personnel (41%), energy (26%), chemical (11%), maintenance (4%) and other costs
(18%). As can be observed, personnel and energy costs in that order remain the major cost

drivers.

= .
W :
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REVENUE/COSTS: NWSC performed fairly well in meeting its O and M from the revenue generated. The

costs grew at 9% on average over the period under consideration compared to 14% average growth for revenue.

OVERVIEW OF CORPORATE GOVERNANCE AND MANAGEMENT INDICATORS: Over the period
under review, NWSC complied with the basic corporate governance requirements in terms of the number of
Board meetings (at least four meetings annually), attendance (88%), planning for meetings (100%) and Board
expenditure as a percentage of operations and maintenance costs (0.4% of O and M costs on average annually).
This indicates that NWSC has been adhering to the corporate governance principles as recommended by
renowned corporate governance codes. Observance of these principles has become important because they have

now become part of the reporting requirements.

Table 3 summarises the performance of the CUs in 2020 in nine key performance indicators as prescribed by
NWASCO. The Table shows that NWSC led in staff efficiency, water service coverage and water quality for the
whole sector. When the largest three utilities firms (Lusaka, Kafubu and Nkana) were compared, NWSC lead in

five out of the nine performance categories. Particularly, it led in staff efficiency, water service coverage, water

OVERALL SECTORAL COMPARISONS — LESSONS FROM
IMPLEMENTATION

quality, sanitation coverage and metering ratio. However, the firm performed relatively low on NRW, collection
efficiency and hours of supply. That notwithstanding, the firm was the best among all the utilities in the country
in 2020 as ranked by the regulator, NWASCO.

Water . Wat.er Sanitation Hours Collection A
- Metering Service Staff i coverage by
o ARW e} Qua!lty Ratio (%) Coverage Coverage o Efficiency Efficianty collection

Compliance (%) (%) Supply (%) (%)
Lusaka WSC 44 B 70 90 ¥ i 16 0.44 100 108
Nkana WSC 60 A 92 98 80 18 0.44 95 96
Kafubu WSC 72 A 7 ! 86 73 21 0.52 100 100
Mulonga WSC 43 B 88 97 83 15 0.53 89 87
Lukanga WSC 49 A 85 83 56 19 0.53 100 97
Southern WSC 39 A 76 85 85 21 0.58 35 85
Chambeshi WSC 35 B 98 79 66 17 0.65 88 81
North Western WSC 37 A 100 70 24 20 0.67 100 79
Western WSC 58 D 88 44 20 13 0.93 82 64
Eastern WSC 43 A 100 91 53 20 0.81 100 73
Luapula WSC 74 D 100 50 36 20 1.15 92 58
Average 52.8(w) N/A 82(w)86.8 (w)68.9 (w)18 (w) 0.51 (s) 96 (w) 95 (w)
Benchmark 25 95 100 80 80 18 0.4 90 100

16
Sector Ranking 9 1 5 1 3 7 1 6 4
Ranking KWSC, LWSC, NWSC 2 1 1 1 1 2 1 3 3
Overall Sector Ranking 2020 1

Table 3 Relative Performance of CUs in Zambia

2022 - 2026 NWSC Strategic Plan o ’5.:’2; -
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AFRICAN REGIONAL CU PERFORMANCE BENCHMARKS

The Eastern and Southern Africa Water and Sanitation (ESAWAS) Regulators Association is a network of
regional water supply and sanitation regulators that seeks to enhance the capacity of members to deliver quality
and effective regulation through cooperation and mutual assistance. The nine members comprise regulators from
Kenya, Mozambique, Rwanda, Tanzania, Zambia, Lesotho, Burundi, Zanzibar and Malawi. The latest report for
2018 shows that WASAC of Rwanda took the first position and the second position was taken by REGIDESO of
Burundi in terms of performance of the largest CUs. At the regional level in East and Southern Africa,
benchmarking is based on three broad categories of dimensions. These three dimensions include Quality of
Service- relating to the extent and assurance of the service; Economic Efficiency - relating to the viability of the
service provider; and Operational Sustainability — relating to operational efficiencies. The 10 KPIs for regional

benchmarking grouped into three are reflected in Table 4.

Table 4: Key Performance Benchmarks for the African Region

ICOMPONENT KPI GOOD ACCEPTABLE POOR

Water Coverage <90 90-75 <75

Quality of  Sewerage Coverage <70 70-40 <40
Service Water Quality <95 95-90 <90
Hours of Supply <20 20-16 <16

Operations & Maintenance Costs Coverage <150 150-100 <100
Economic  (0&M) <95 95-85 <85
Efficiency  Collection Efficiency <30 30-35 <35

Staff Cost

Staff/1000 Water and Sewerage Connections <5.0 5.0-8.0 >8.0
Operational ~ Non-Revenue Water (NRW) <30 30-35 >35
Sustainability Metering Ratio >95 95-85 <85

International Benchmarking Network (New IBNET) for Water and Sanitation Utilities

IBNET is the leading global database for water and sanitation utilities for international benchmarking purposes.
Originally established by the World Bank in 1994, the database comprises information from over 5000 utility
firms spread across the globe from 151 countries reflecting 15 performance indicators and 10 management
practices for benchmarking purposes. This is a necessary comparison tool as NWSC seeks to benchmark itself in

line with international best practices.

1. Based on NWASCO (2020) Urban and Peri-Urban Water Supply and Sanitfation Sector Report 2020
2. The detail of regional performance is available on the ESAWAS website (www.esawas.org).

3. hitps:/inewibnet.org/ or htips://www.ib-net.org/

W '
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ORGANISATIONAL DEVELOPMENT -STRUCTURE AND
SYSTEMS

This section highlights the institutional structures and systems of NWSC.

Institutional Structure of NWSC

NWSC has a well-defined governance structure to ensure the long-term sustainability of the
Company. The policy-making body for NWSC is the Board of Directors which delegates authority to
Management. The Management team 1s headed by the Managing Director who is charged with the
responsibility of running the day-to-day functions of the organisation. The wider institutional
framework also incorporates a national regulator called the National Water Supply and Sanitation
Council (NWASCO) which 1s responsible for regulation, issuing licenses and minimum service

standards.

The Board of Directors

The Board is responsible for the general oversight of the management of the institution. Its main
function is to maintain an effective system for internal controls that enhances effective and efficient
operations of the organization. It also ensures that the organization responds to strategic issues in the
environment. NWSC has a unitary Board structure that separates the position and role of the
Company CEO from that of the Board Chairperson. The Board comprises eight non-executive
directors who are appointed by the Ministry of Water Development and Sanitation (MWDS) and they

serve for a term of three years.

The Board is integral in visualizing and developing the strategies, policies, and projects that make
NWSC a successful organization. It exercises oversight over the executive management team in
matters relating to the governance of the Company. The Board meets once quarterly to execute its

functions effectively as recommended by corporate governance code of best practices.

The Board composition is as follows:

1. One Town Clerk/Council Secretary from any of the participating Councils nominated by fellow

Town Clerks/Council Secretaries

o]

The Ministry of Local Government and Rural Development is represented by the Provincial Local
Government Officer/Representative of the Provincial Local Government Officer within the
jurisdiction of the CU.

One member representing the Ministry of Water Development and sanitation

L8]
.

4. One member representing the Engineering Institution of Zambia (EIZ)

h

One representative from the Economics Association of Zambia, the Bankers Association of
Zambia, Zambia Chamber of Commerce and Industry.

6. One member representing ZICA drawn from within the area of operation
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7. Two members to be appointed by the Minister responsible for water and sanitation, one of which shall
be drawn from the following professional categories; engineering, business, human resources and legal,
while the other shall be an individual of good public standing from within the area of jurisdiction of the
Company.

The Board comprises four [4] Sub-Committees namely: Finance and Legal Committee; Operations
Committee; Human Resources Committee and Audit Committee. The Committees undertake detailed

analyses and scrutiny of any relevant matters and thereafter recommends them to the Board for action.

’rﬁ :_-'._ “ail = = ;
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Management, Departments and Staff

The Senior Management team of NWSC comprises the Managing Director, Directors and Managers. The main

directorates and departments are:

Engineering Directorate — responsible for water production, abstraction, treatment, distribution as well as
infrastructure, mobile and running equipment maintenance

Infrastructure Development Directorate - responsible for the development of infrastructure through imple-
mentation of capital projects and also provides support for the mobilisation of project Finance

Human Resources and Administration Directorate - responsible for efficient and effective utilisation of
human resources and provision of administration services to contribute to the achievement of corporate
objectives

Finance Directorate — responsible for planning for the Company’s financial resource requirements as well as
effective, efficient, and economic application of the resources for the achievement of the Company’s
objectives. It is the role of the department to provide accurate and timely information for management
decision making and to advise management on the financial performance of the Company.

Legal Directorate — Serves as a link between Management and the Board of Directors in ensuring that
decisions of the Board are implemented and keeps the Board members informed of their legal
responsibilities. The Directorate is responsible for the efficient administration of the Company in terms of
ensuring compliance with Statutory and Regulatory requirements.

Public Relations and Corporate Affairs Departments - responsible for information dissemination and
promoting the external and internal image of the institution

Information Technology Department - responsible for the management of Company communication and
information systems

Procurement Department — responsible for purchasing of all Company goods and services and management
of inventory

Commercial Services Directorate — responsible for the collection of revenue as well as Customer Service
Management

Internal Audit - Internal auditing is an independent, objective assurance and consulting activity designed to
add value and improve the organization’s operations. It helps the organization accomplish its objectives by

evaluating and improving the effectiveness of risk management, internal controls and governance processes

NWSC has an organisation structure in place with 689 established positions. To promote efficiency, the company

places forcus on rewarding staff performance and building capacity. The company has a hybrid structure.
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Figure 1: NWSC Governance Structure

-

STRUCTURE OF CORPORATE GOVERNANCE

m SHARE HOLDERS v

BOARD OF DIRECTORS

m MANAGEMENT v
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ORGANISATIONAL DEVELOPMENT- SYSTEMS AND
STRUCTURE

Organisational and Other Systems

Systems are required in all organisations to be effective and efficient in discharging various

operational tasks. To carry out all activities efficiently and effectively, NWSC will need to

strengthen existing and/or develop new systems. NWSC will improve systems for its primary

activities such as upgrading equipment for the inputs, improving dosing systems for operations,

replacing dilapidated networks to service new development areas, and using digital platforms for

marketing activities.

In terms of its support activities, NWSC will strengthen its existing systems:

Procurement function by adhering to approval thresholds, creating an internal register for
contracts and order tracking.

Finance and Commercial directorates will eliminate manual transaction processing by
digitising processes, approvals, and reconciliation systems.

Human Resources Directorate will improve implementation of existing systems to be able to
incorporate and address all HR issues including a new starter induction system.

Infrastructure Development and Engineering directorates will address all systems for
infrastructure, projects, and maintenance by encouraging strict adherence to monitoring and

evaluation.

e Safety, Health, Environment and Quality (SHEQ) will adopt the ISO 17025:2017 standard.
® Information Communication and Technology (ICT) will integrate all the Company systems

and ensure regular maintenance of ICT infrastructure to make it more robust.

2022 - 2026 NWSC Strategic Plan =



STRENGTHS, WEAKNESSES, OPPORTUNITIES AND THREATS
(SWOT) ANALYSES

Highlighted are Strengths, Weaknesses, Opportunities and Threats that define the context in which
NWSC has to execute its mandate.

4.1 Strengths, Weaknesses and Internal Capabilities Assessment
The process of identifying factors in the internal and external environment was undertaken to

understand how these factors would impact the operations of NWSC in the Strategic Planning cycle.

4.1.1 NWSC Strengths

A total of nine factors were generated and the strengths analysis mapping resulted in the
categorisation of strengths in two, namely; 1) Major strengths and i1) Minor strengths. NWSC will
endeavour to sustain and leverage the strengths through the strategies highlighted in Table 5. Major
strengths were ranked four or five and minor strengths were ranked two or three on a scale of one to

five reflecting the ability of the firm to execute efficiently and effectively on its operations.

Table 5: Magor Strengths and Leverage Strategies

16 Qualified, - Take advantage of the experience, competencies and qualifications of staff
experienced, and make use of them 1n their specialised areas.
competent personnel ) ) ) )
- Put in place financial and non-financial rewards to retain talent.
- Succession Plan Policy review and implementation.
- Develop and implement an attractive incentive model.
2. The fleet of service - Use the vehicle fleet to respond to any emergencies such as water
vehicles interruption and reported leakages.
- Periodic servicing and maintenance of the fleet consistently.
- Effective replacement plan tagged to a financial resource
3. Infrastructure - Use the existing infrastructure to deliver excellent and sustainable services
to existing and new customers.
- Periodic maintenance and upgrade of existing infrastructure.
4. Integrated billing - Use this strength to improve collection efficiency.
system
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The strategies to support the minor strengths identified are highlighted in Table 6.

Table 6: Minor Strengths and Enhancement Strategies

1. | Bimancial-viability

- Find innovative ways to strengthen financial viability through enhanced
collections, reduced NRW and management of costs.

- Engage Government institutions and state-owned enterprises (SOEs) owing
huge sums of money regularly and agree on payment plans to liquidate
outstanding amounts.

% Machinery

- Periodic maintenance of all machinery consistently
- Procurement of machinery (i.e., pumping equipment) to supplement the
current machine status.

3 Versatile payment
platforms

- Promote versatile additional equipment and payment platforms to enhance
revenue collection using traditional and non-traditional communication
platforms.

- Put in place measures that will ensure reduced downtime in the event of an
outage

4. Inspections unit

- Ensure that adequate resources (human resources, vehicles, and fuel) for
inspection programs are always made available.

- Develop relationships with community watch groups and carry out
inspection operations collaboratively to strengthen the inspection agenda.

4.1.2 Weaknesses

Understanding weaknesses is essential for generating deliberate strategies for improvement. Mapping

analyses resulted in the categorisation of weaknesses as major weaknesses and minor weaknesses. Major

weaknesses were ranked four or five while minor weaknesses were ranked two or three on a scale of one

to five reflecting the inability of the firm to execute efficiently and effectively on its operations. Proposed

strategies to address these types of weaknesses are highlighted in Table 7.

Table 7: Major Weaknesses and Proposed Strategies

1 NRW

- Meter all water users

- Overhaul dilapidated water networks and pressure management

- Rapid and prompt response to burst pipes and leakages.

- Curb illegal connections through enhanced inspections and
community watch group initiatives.

- Replacement of old and faulty meters.

- Customer and stakeholder engagement on vandalism

- Intensify meter testing

- Establish a meter management section

2 Delay in servicing mnew | - Work collaboratively with the local authorities to collect
development areas.

water and sewerage system development fees for new

development area
- Source for funds (donor, Government and commercial loans)

to service new development areas.
- Source development plans from local authorities.
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Low revenue collection
efficiency

- Continue advocating for less interference in the operations of NWSC.

- Ensure accurate and consistent meter reading.

- Ensure timely dispatch of bills and sending of payment reminders to all
customers.

- Enhanced management of the prepaid /AMR smart metering systems

- Bring on board new businesses e.g. mines, economic zZones, new development
areas and others

Dilapidated water network

- Replace lines that are beyond economic maintenance.

- Periodic maintenance of the water network.

Table 8 shows six minor weaknesses as well as the proposed strategies for improvement.

Table 8: Minor Weaknesses and Proposed Strategies

1 Morale - Institute non-financial and financial rewards to motivate employee
morale levels.
- Periodic employee survey to monitor employee morale levels.
g Slow response to customer - Fully implement the call centre system
complaints - Devise initiatives to deliberately monitor relevant social media platforms and
respond to all customer complaints and compliments.
3 Debt Management - Devise incentives to encourage early settlement of accounts.
- Develop payment plans with institutions owing huge sums of money and ensure
payment plans are adhered to.
- Enforce existing laws
4 Inadequate maintenance - Institute a continuous monitoring system of material stock levels in stores,
materials at stores preferably an automated system.
- Allocate adequate finances to the procurement of materials consistently.
- Devise monitoring mechanism for material usage and accountability
5 Adherence to procedures and - Ensure that policies and procedures are periodically reviewed and adequately
policies communicated at all relevant levels in the organisation.
- Hold employees accountable for non-adherence to procedures and policies.

4.1.3 Capability Analyses

NWSC'’s resources and competencies (capabilities) were assessed as they are key for its long-term survival and

competitive advantage. The competencies/resources were categorised into major and minor capabilities. Table 9

reflects the different major capabilities that need to be sustained or leveraged as the basis for competitive

advantage. On a scale of one to five, the major capabilities were ranked four and five and these capabilities

contributed to the CU being among the best in the sector.
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Table 9: Proposed Strategies to Sustain or Leverage Major Capabilities

1 Human resources Use this capability to enhance service delivery and allow the
1. Organogram in place human resource to be innovative.
11. Qualified human Devise financial and non-financial rewards that can be used to
resource retain top talent.
Commensurate remuneration based on annual salary surveys
every two years
2 Project funds Use this capability to ensure speedy and effective implemen-
tation of projects.

Table 10 depicts the minor capabilities and the proposed strategies NWSC needs to employ to strengthen them.

On a scale of one to five, minor capabilities were ranked two and three entailing that the firm is in the middle or

lower end of the sector concerning that capability.

Table 10: Minor Capabilities and Proposed Strategies

No. Capability Description Strategy to strengthen the minor capability
1 Plant and Machinery - Modernize the old infrastructure.
While the company has plant and machinery - Periodic maintenance of plant and machinery
this capability is limited by; to reduce breakdowns.
s Old infustroctire - ;J;)dgrizg:egin;uandi n;la(;]:ri;lery to boost production
1. Frequent breakdowns ' PPy i
111. More production required
iv. Less than 24 service hours per day
2 Water Infrastructure
The company has water and network
infrastructure in place, but not sufficient to
meet the service hours aspired for in the
strategic plan
. Dilavidated infr - Replace sections of dilapidated water
s i astruf:ture infrastructure to reduce the erratic supply of
1i. Erratic water supply in many areas ovater
3 Sanitation Infrastructure - Replace sections of dilapidated sewerage infra-
While the company has sanitation structure to reduce the constant blockages.
infrastructure all across its service areas, - Improve sanitation infrastructure
this 1s a minor capability because of;
1. Dilapidated infrastructure
1. Constant blockages
4 Buildings

Buildings exist but require modenisation

and rehabilitation

1. Dilapidated infrastructure

- Upgrading/modernizing and periodic
maintenance of dilapidated buildings.
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No. Capability Description Strategy to strengthen the minor capability
1 Operations
1. Lack of finances on most of the projects Mobilise finances for operations.
1. Delayed payments of suppliers
2 Customer and complaint management Fully implement the Call Centre system to ensure
Systems exist but are characterized by longer | Tesponsiveness to customer queries and
time for complaint resolution complaints. _
Develop customer care systems that will lead to a
i Poor work attitude prompt and enhanced resolution of customer
ii. No feedback by call Centre to customers complaints. o _
on complaint resolution Coaching and training to improve work culture
Conduct customer satisfaction surveys
3 Employee satisfaction Develop a periodic employee satisfaction
- itori tem.
The following items needs to be attended to “nonrioting systett :
: . Develop and implement financial and
in order to address issues of employee : )
. i non-financial rewards to ensure employee
satisfaction . .
_ o satisfaction.
1. Periodic update of Balanced Score card. Advertise internally and then externally to fill
1. Fill vacancies. vacancies.
1i1. Inconsistency in salary adjustments Annual review of salaries
iv. Lack of uniformity in conditions of Representative review of conditions of service
SR for all levels of staff by rationalisation and
harmonisation of conditions of service.
4 Work culture Promote a culture of excellence and ownership
among all the levels in the organisation.
1. Poor work attitude Develop and define corporate culture based on
i1. Lack of accountability by employees corporate values.
- Develop culture change initiatives.

4.2 Environmental Scanning (Opportunities and Threats)
Assessment of the external environment focused on identifying the opportunities and threats that

would impact the operations of NWSC during the tenure of this Strategic Plan.

4.2.1 Opportunities
The external environment was assessed for opportunities, the likelithood of occurrence and strategies to
take advantage of the opportunities. Table 11 shows all the factors reflecting opportunities and the
proposed strategies that NWSC intends to adapt.
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Table 11: Major Opportunities and Proposed Strategies

Proposed Strategy to Adapt

1 Political Factors

a. Government Financing

Lobby for additional Government funds to
finance new development areas.

Lobby Government for additional funds to be
used in upgrading and replacing the dilapidated
infrastructure.

b. Political statement - Can positively
influence customers to clear bills

Lobby the Ministers of Water Development and
Sanitation and Finance to persuade State-Owned
Enterprises (SOEs) owing huge sums of money
to pay or enter into payment plans.

Engage the Minister of Water Development and
Sanitation’s office and local leadership to
encourage customers to pay up.

Lobby for grants to fund programs in non-viable
areas such as rural and low-income communities.

) Economic Factors

a. Monopoly (minimal competition)

Use monopoly status to increase the number of
customers.

b. Existence of colleges, universities and
hospitals in areas of operation (CBU,
KTH)

Serve these big clients effectively and efficiently
to increase the water supplied and subsequent
revenues.

Increase collections through customer engage-
ments and signing up of debt dismantling agree-
ments.

Involve them for further product and process
developments in R&D.

c. Existence of large industries and mines

Serve these big clients effectively and efficiently
to increase the water supplied and subsequent
revenues.

3 Social-Cultural Factors

a. New development areas in the areas of
operation

Work with local authorities and the Ministry of
Lands to factor in water and sanitation
development charges in the purchase price of plots
for future developments.

Seek donor support to develop water supply and
sanitation infrastructure in new development areas
where development is already taking place, but
water and sewerage charges were not factored in
the purchase price of those plots.

Mobilise funds to expand water production to
meet demand.

Reduce water loss in the networks and extend
water supply to new development areas.

=z —
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Proposed Strategy to Adapt

- Prioritise the extended mandate to expand service
provision in rural and peri-urban areas for both
water supply and onsite sanitation management.

Technological Factors

a. Online platforms (e-billing, mobile money
platforms such as MTN, Airtel, Tingg,
Xapit, etc.)

- Use multiple digital platforms to enhance revenue
collection efficiency and efficient dispatch of
bills.

b. Meter reading technologies and manage-
ment (Prepaid, AMR)

- Leverage the new technology by rolling out to
customers.

- Prepaid to cover all low-cost areas

- AMR to cover all high-cost areas

c. Internet Service Provider

- Strengthen partnership and relationship with the
Service Provider.

d. Existence and widespread use of social
media (for adverts, notifications)

- Use social media platforms to promote the
NWSC brand and activities as well as garner
customer feedback.

€. Research and Development

- Establish Research and Development unit.
- Establish partnerships with institutions of higher
learning to carryout research and development.

Environmental Factors

a. Introduction of borehole regulation and
strengthening of the provisions of the
WSS Act that relate to encroachment on
Company infrastructure

- Use this regulation to connect more people to the
NWSC network.

- Sink boreholes in new development areas without
NWSC network.

b. Laws to protect properties of utilities
Vandalism, Encroachments

- Lobby for stiffer punishments for individuals
who are found wanting in terms of vandalizing
Company properties as well as illegal connectors
and encroachers.

- Run sensitisation activities.

c. Pollution

- Collaborate with regulatory bodies on environ-
mental matters

- Engage stakeholders on pollution control and
monitoring
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4.2.2 Threats

The external environment assessment also identified the threats that are likely to impact the operations of NWSC

and the likelihood of occurrence as reflected in Table 12.

Table 12: Major Threat and Adaptation Strategies

Proposed Strategy to Adapt

1 Political Factors

a. Political interference

- Lobby Government support on matters to do with
collections in Government institutions.

b. Encroachment on infrastructure

- Secure title deeds for available land.

- Fence off NWSC properties

- Lobby local authorities to secure alternative land
for encroachers.

2 Economic Factors

a. Rising costs of chemicals

- Implementation of cost reflective tariffs.

- Lobby Government for additional funds to meet
rising costs.

- Onsite chlorine manufacturing

b. Load shedding (reduced production and
supply hours)

- Engage ZESCO to give NWSC dedicated power
supply.

- Invest in alternative sources of energy to mitigate
load shedding.

- Lobby Government to consider an affordable
electricity tariff structure for water utilities

c. Illegal connections

- Increased support for the inspectorate unit.

- Prosecute illegal connectors.

- Enhance relationships and support for community
neighbourhood crime prevention groups to do
more local inspections.

- Use communication campaigns to warn the
public of the consequences of illegal connections.
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Economic Factors (continues)

Proposed Strategy to Adapt

e. Economic instability due to politics

- Maintain political neutrality as an entity and
employees.
- Stakeholder engagement

f. Vandalism

- Legal to work on securing more prosecutions for
vandals arrested.

- Promote community policing to guard
infrastructure against vandals.

- Use communication campaigns to educate the
public on the effects of vandalism as well as the
punishment for those caught vandalizing water
infrastructure.

- Engrave company property.

- Engage scrap metal dealers.

- Lobby Governemt for favourable policy on scrap
metal dealing.

g. Delayed funding on projects and high cost
of project financing

- Continuous lobbying for project funds to be
released on time.

- Negotiate for reduced cost of financing.

- Training on project proposal writing to enable an
edge in negotiating terms and costs.

Social-Cultural Factors

a. Encroachment on infrastructure

- Education campaigns to community members on
how encroachment hampers future expansion
plans.

- Prompt identification of encroachers and use
legal redress to move encroachers.

- Work with local authorities and the Ministry of
Lands to relocate encroachers.

- Title deeds processing and fencing.

b. Population increase (stress on sanitation
system)

- Source for funds to expand sanitation
infrastructure and get more customers on the
expanded infrastructure.

c. Regularised unplanned settlements

- Find innovative ways of servicing unplanned
settlements.

d. Communities not taking ownership/ being
part of the project e.g., cultural norms and
traditional beliefs coming into play.

- Proactive stakeholder engagement
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No.

Factor

Proposed Strategy to Adapt

4 Technological Factors
a. Company name tarnished due to poor - Source for funds for expansion and rehabilitation
service hours of water distribution infrastructure.
b. Negative feedback is generated through - Devise feedback mechanism through Call Centre
social media. - Engage in CSR activities as a way of building a
positive Company image.
c. Meter vandalism - Devise educational campaigns on the benefits of
meters to customers.
- Procure meters with composite body
- Engrave meters with company symbols
5 Environmental Factors
a. Pollution of water sources - Educational campaigns to community members
on the negative effects of polluting water bodies.
- Expand the rollout of VIP toilets.
- Seek legal redress for mining houses that pollute
water bodies.
- Undertake feasibility studies to exploit alternative
water sources.
- Coordinated approach supervised by ZEMA to
reduce pollution.
b. Climate change (floods-increase demand |- Educational campaigns on water conservation at
on chemicals and droughts-reduced supply | household and community levels.
hours) - Undertake feasibility study to explore damming
part of the Kafue River.
- Catchment protection
6 Legal Factors

a. Possibility of non-compliance with
regulators (ZEMA, NWASCO, WARMA)

- Ensure compliance with regulatory bodies.
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4.3 Finding a Strategic Fit
To ensure sustained viability and to achieve its goals, an organisation must use its strengths (S) and
capabilities to respond to major opportunities (O) in the environment (SO strategies). Similarly, an
organisation needs to seize opportunities (O) in the environment to work on its weaknesses (W) and their
impact (WO strategies). Furthermore, to ensure sustainability, NWSC must employ its strengths (S) to
minimise the impact of external threats (T) on its operations (ST strategies). Similarly, the organisation
must minimise its weaknesses (W) to reduce the impact of external threats (T) on its operations (WT
strategies). Table 13 reflects the SO and WO strategies as well as possible ST and WT strategies.
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@ STAKEHOLDER MAPPING

NWSC needs to keep its stakeholders abreast of its activities. Table 14 highlights the strategies for

dealing with stakeholders to meet their expectations

Table 14: Stakeholder Management Strategies

I Board of Directors - Ensure efficient implementation of corporate strategies
- Ensure achievement of desired results
2 Management - Adhere to laid down agreements and policies

Adopt an all-inclusive approach to positive views of all

3. Water Watch Groups

Regularly keep informed of NWSC activities and keep
abreast of this stakeholder’s activities
Ensure consistent service delivery

4. Ministry of Health (MoH)

Adhere to health standards and regularly keep informed of
this
Continuously provide safe water services

5. Local Authorities

Ensure consistent service delivery to keep them satisfied
Regularly engage/inform for service expansion into new
areas

Keep involved and satisfied with timely and competitive
pay, work environment and other conditions of service.
Provide tools and a safe working environment .

Maintain regular communication internally to update this
stakeholder of new developments in the workplace .

7 Suppliers

Regularly engage, sign MoUs with suppliers of key
resources/supplies.

Ensure prompt payments by establishing payment plans
(forecasted cash flows/ budget commitments).

Effectively manage the tendering procedures for fair supplier
selection
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] Customers - Ensure continued provision of good customer service (bills,
complaints resolution).

- Regularly carry out customer surveys and invest in infra-
structure to improve service .

9. Zambia Revenue Authority |- Ensure payment of taxes on time .
- Maintain good communication and where possible engage to
negotiate on waivers .

10. | ZESCO - Regularly engage to maintain relationships and negotiate for
favourable/reduced tariffs.

11. | Local Community - Inculcate a culture of ownership to manage/reduce
vandalism

- Regularly educate on the importance of paying for water and
sanitation services

12. | NGOs/CBOs - Maintain regular communication and secure partnerships for
funding new development areas

13. | Financial Institutions - Maintain regular communication and sign MoUs for funding
needs of NWSC

14. | NWASCO - Ensure and improve compliance with required standards
- Ensure timely reporting
- Improve water quality and sanitation services

15. | Other CUs - Maintain good communication to facilitate information
exchange
16. | ZEMA - Ensure and improve compliance with required standards

- Ensure timely reporting

17. | Water Drilling Companies | - Monitor activities and engage as needed for possible
collaborative works

18. | WARMA - Ensure payment of water abstraction fees timely
- Continuous engagement on protection of water sources

19. | Donors (Grants, Commercial| - Ensure regular engagement and develop bankable business
Institutions) proposals

- Ensure timely repayments of loans.

- Improving performance and efficient utilisation of resources

provided.
20. | Mobile Service Providers - Continuous engagement and smarter usage of telecoms
21. | Consultants - Ensure engagement, as need may be, and timely payment
22. | Union - Regular engagement for improved workers conditions.
23. | Media - Regular engagement and sharing of information for good
image building.
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24. | Workers Compensation - Timely payment

25. | NAPSA

Timely payment

26. | Ministry of Water Keep informed, ensure engagement and compliance to
Development and Sanitation | regulations

27. | Ministry of Finance and

Ensure engagement, as need arises

National Planning

28. | Ministry of Green Economy | - Ensure proactive engagement and compliance, as need arises
and Environment

29. | ZABS - Ensure adherence to set standards and parameters
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e NWSC Strategy Map

Having explored internal organisational analyses and external analyses, Figure 15 highlights the expected

linkages in the strategy map.
Growth Increased Revenue Efficiency
Strategy Base Strategy
Financial Perspective

Expand Growth

Enhanced Improve Cost

Opportunities Workforce Value Structure

Customer Perspective

Inrernal Perspectt ve
»Selection sDevelopment sSegmentation s Expansion »Identification »Development e Salaries »Benefits
sStaffing eRetention s Acquisition eSatisfaction sAcquisition eRecurring *Bonuses »Stock Options
Learmng Perspect:ve i

Motivation Partnership Excellence

Learning and Growth Perspective: Encourages the identification of measures that help to continue to improve,

create value and innovate.

Internal Processes Perspective: Encourages the identification of measures to excel at cycle time, unit cost,
yield, new product introductions.

Customer and Market Perspective: Encourages the identification of measures that are important to our
customers and stakeholders, like percentage of sales from new products, on-time delivery, the share of important
customers’ purchases, ranking by the importance of customers.

Financial Perspective: Encourages the identification of a few relevant high-level financial performance to
shareholders like cash flow, sales growth, operating income, and return on equity.

Efficiency Strategy: A plan of action that indicates the extent to which the allocated resources for strategy
implementation are utilized efficiently (signifying a peak level of performance that uses the least number of
inputs to achieve the highest amount of output).

Growth Strategy: A plan of action that allows you to achieve a higher level of market share than you currently
have.
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@ STRATEGIC PRIORITIES AND DIRECTION

Based on the foregoing organisational and environmental analyses, the strategic direction chosen emphasises
“Pursuing excellence in the water and sanitation sector through innovation and enhanced commercial viability™.

This entails working within five priority areas reflecting the following strategic directions:

* NWSC 2022 - 2026 Strategic Directions (SDs)

*Increased revenue generation and enhanced cash flow management to assure commercial
viability.

*Improved hard and soft infrastructure through regular maintenance and upgrades for quality
service provision.

*Enhanced customer focus and stakeholder engagement.

* Develop new infrastructure for products and services for new customers

*Improving organizational effectiveness and efficiency through continuous innovation to assure
sustainability.

EEEELE:
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@ Goals and Objectives

The NWSC Vision and Mission will be delivered through the following goals and objectives:

6.1.1 Increased revenue generation and enhanced cash flow management to assure
commercial viability

This goal will be delivered through the following objectives:
Maintained revenue collections at 90% of projected billing
Increased new customer connections by 4% for water and 1% sanitation services commencing 2022

Accelerated procedures for processing new applications (into new connections) for water/sanitation services
in existing and new areas in line with Service Level Guarantee

Achieved operating profitability of 1.5% by 2026 (2021 level was at -4%)
Increased project financing by generating bankable proposals
Reduced Non-Revenue Water from 58% (2021 baseline) to 35% by 2026

6.1.2 Improved hard and soft infrastructure through regular maintenance and up-
grades for quality service provision.

a)
b)

c)

d)

g)

This will be achieved through the following objectives:

Scheduled and carried out regular maintenance on the water distribution network
Scheduled and carried out regular maintenance and upgrade of sanitation infrastructure
Improved availability of ICT infrastructure and systems

Cost Containment by leveraging on appropriate technologies

Developed new infrastructure to facilitate new products for increased revenue

New projects from proposals to enhance the organisational infrastructure for additional income generating
purposes to ensure sustainability

Maintain and upgrade electromechanical equipment in all plants to achieve agreed service levels

- *7 4 e = i
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6.1.3 Enhance Customer focus and stakeholder engagement regularly.

This goal will be delivered through the following objectives:

a) Improved customer and stakeholders complaints management in line with SLGs .

b) Achieved Customer Satisfaction Index of 85% by 2026.

¢) Well informed stakeholders on Company developments on new and existing products/services.
d) A customer focused culture inculcated through training of all staff in relevant areas.

e) Achieved an employee satisfaction Index of 85% by 2026.

6.1.4 Develop new infrastructure for products and services for new customers.
This goal will be delivered through the following objectives:
a) Expansion into new customer areas
b) Developed new infrastructure to facilitate new products for increased revenue
¢) Expand into new products and markets for the non-traditional products/customer categories
d) Conduct feasibility studies and established financial and other resource needs for new areas
e) Implementation of service delivery for Urban Onsite Sanitation and Faecal Sludge Management

f) Implementation of Service Delivery for Rural Water Supply and Sanitation

6.1.5 Improved organizational effectiveness and efficiency through continuous
mmnovation to assure sustainability.

This goal will be delivered through the following objectives:

a) Contained total operating and maintenance costs.

b) Monitored and enhanced adherence to regulatory standards regularly to ensure high compliance levels

¢) Encouraged innovative initiatives and continuous organisational learning for enhanced effectiveness
and efficiency in service delivery quarterly.

d) Developed or improved systems for enhanced internal and external customer service delivery.

e) Refined structure for enhanced internal and external customer service delivery.

f) Monitored, evaluated and controlled performance as outlined in the annual operational plans and
budgets quarterly to ensure excellence.

g) Developed annual and midterm review of the Strategic Plan .

h) Improved and maintained water quality supplied to customer taps at 98%.

1) Managed risks through regular risk assessment on business continuity preparedness and sustainability

j) Established research and development unit.

k) Adapted to climate change and water source pollution.

1) Secured catchment area through custom tap point through water stewardship.

o

P e
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@ 2022-2026 CSP KEY PERFORMANCE INDICATORS (KPTI’S)

1 Profit Margin o -4 0 0 0.5 1.0 1L
0

1 Billing Million | 196 178 251 289 309 324

| Collections Million | 153 140 226 260 278 292

| Collection % 80 90 90 90 90 90
Efficiency

| Water Quality %o 97 99 99 99 99 99

1 Non-Revenue % 58 53 48 43 38 33
Water

1 Customer Hours | 18 19 19.5 20 21 22
Supply

| Metering Ratio % 90 100 100 100 100 100

| Sanitation % 79 82 83 84 85 85
Coverage

| Water % 98 98 98.5 98.5 99 99
Coverage

1.4 O&M coverage % 95 100 100 100 100 100
by collection

2022 - 2026 NWSC Strategic Plan




Staff Efficiency
(%)

%

44

40

40

40

40

40

Complaint
Resolution

%

96

100

100

100

100

100

Customer

Satisfaction
(%)

%

80

80

80

85

85

85

Employee
engagement

and satisfaction
(%)

%

60

75

75

80

80

85

Quality of
effluent
discharge
(Environmental
Compliance)

(%)

%

915

92

92

93

93

93

Stakeholder
engagement (#)

24

24

24

24

24

24

Plant
Availability
(%)

%

81

85

90

90

90

90

IT Systems
Availability

%

98%

98%

98%

98%

98%

98%
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ﬂ Nkana Water Supply And Sanitation Company Ltd. 0 @NkanaWater

STRATEGIC PLAN
2022 - 2026

CORPORATE HEAD OFFICE

Mutondo Cresent, Off Freedom Way,
P.O Box 20982 Riverside, Kitwe, Zambia

“‘“ Call Center Number: 2021

Email: headoffice@nwsc.com.zm
~ . Website: www.nwsc.com.zm




