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Glossary of Key Terms

Commercial Utility

Local Authority

Non-Revenue Water

Off-Site Sanitation

On-Site Sanitation

Sanitation Service

Service Coverage

Water Supply

An organization established under the Water Supply
and Sanitation Act No 28 of 1997 that owns and
operates infrastructure used for public water supply
and sanitation services provision within a prescribed
municipal jurisdiction (service area)

Council established under the Local Government
Act

Volume of water produced by a commercial utility
that does not generate any revenue despite it being
inputted into the public water network system

Sanitation systems in which excreta are collected
from individual households, institutions, industries and
public facilities and thereafter transported, treated

and safely disposed into the environment through a
sewage network.

Sanitation system in which the treatment of human
excreta (sewage) takes place where it is generated.

Sewage collection, excluding untreated toxic waste
and storm water, from residential, commercial or
industrial sources; andthe treatment and disposal of
wastewater in accordance with set regulatory
standards

The proportion of the population serviced with water
supply and sanitation services within a prescribed
service area

The abstraction, treatment, transmission, storage
and distribution of water for domestic, commercial
and industrial use



FOREWORD BY THE
CHAIRPERSON

| am delighted on behalf of the Board of
Directors for Eastern Water and Sanitation
Company (EWSC) to present the 2021 to
2025 Strategic Plan.The plan has been
formulated against a background of global
and national events that directly and
indirectly impact our operations therefore
necessitating a response.

The formation of the new Ministry of Water Development, Sanitation
and Environmental Protection (MWDSEP) which has overarching
oversight for all water supply, water resource management, sanitation

and environmental management issues;

The realignment (and therefore expansion) of the water supply and
sanitation service delivery mandate so as to include full-service
provision for currently classified rural area “growth points”; and

The passing of the national Water Supply and Sanitation Policy in which
deliberate recognition has been given to sanitation services as
opposed to the former which mainly emphasized water supply and

water resource management.

All these actions are no doubt aimed at substantially ‘accelerating universal
access to clean and safe water and adequate sanitation for all in Zambia”.

From an operational point therefore, there must be a
corporate level broad consensus nurtured primarily
amongst the entire EWSC workforce and to a lesser
extent our stakeholders which reminds us all that,
much will be demanded for EWSC to realize the
much-desired improvements. We must also ensure
that key service delivery “good practice” hallmarks
such as inclusivity, equality, operational sustainabili-
ty, capacity development and a strong level of adher-
ence to sound environmental management practic-
es are conspicuously evident at all times without
exception. These will ensure that all existing and
potential customers develop “a deep sense of

Chrispin Kamuna

Thank you,

Board Chairperson Eastern Water and Sanitation Company Limited

ownership” which brings to bear many benefits to
EWSC as a public service provider.

May | in conclusion tender on behalf of the Board of
Directors our fullest appreciation to the entire
management and general workforce of EWSC for
their input during the development of this plan. We
are confident that with this strong level of input there
will be continual adherence and reference to the
stated objectives and actions. Finally, special whole-
hearted mention and gratitude goes to the Govern-
ment of Zambia, the various local authority share-
holders, the statutory regulatory authorities and our
esteemed customers at large who all in unison have
enabled EWSC to be the responsible institution for
water supply and sanitation service provision.
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The plan also draws from the pronouncements and
guidelines in the current national policy framework
for the water supply and sanitation sector compris-
ing the National Water Policy of 2020, the Vision
2030 and the 7thNational Development Plan and the
United Nations proclaimed Sustainable Develop-
ment Goals which serve as a global blueprint aimed
at enhancing mankinds livelihood through enhanced
provision and sustainability of critical services such
as water supply and sanitation. It is envisaged that
with this long-term strategic approach and focus,

Eng.Aaron Mulinda
Managing Director
Eastern Water and Sanitation Company Limited

OVERVIEW
STATEMENT BY THE
MANAGING DIRECTOR

Public water supply and sanitation service provision
remains at the core of human socio-economic devel-
opment due to the impossibility of normal human
activitywithout it. Despite the continual rapid chang-
es experienced in the water supply and sanitation
sector business environment, Eastern Water and
Sanitation Company Limited has maintained a
rigorously focused stance and commitment to
ensure that the living standards of all its customers
are uplifted through exceptional provision of safe,
adequate, affordable and environmentally friendly
water supply and sanitation services. Since incep-
tion, as the company has progressively grown its
customer base, there has been a deliberate policy of
equity and inclusivity whereby the needs of the very
poor and vulnerable are purposively taken care of.
However, the ever-prevalent challenge of poor and
inadequate infrastructure remains an impediment
that needs urgent strategic redress. It is in this vein
that this strategic plan spanning the period 2021 to
2025 has been developed. It is anchored on six key
strategic objectives that are all linked to he identified
priority growth areas namely:

®  Good corporate governance;

®  Excell in service delivery;

® Continual growth and expansion;
®  Financial viability;
® Capacity development to meet the statutory mandate; and

®  Adherence to environmentally friendly practices.

EWSC will be better positioned to continually provide
ever-improving water and sanitation services to its
entire customer base in strict adherence to the
various regulatory standards and controls as set by
the statutory regulatory bodies.
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1.1 Background

Public water supply and sanitation service delivery
in Zambia sits as one of the most critical areas
required to uplift the general welfare of the
populace at large. Special attention has been given
to the general organization of the sector to assure a
high level of efficiency and effectiveness. The
responsibility of urban area water supply and
sanitation services is primarily vested in Local
Authorities (LAs) as outlined in the Constitution of
Zambia Act No 2 0f 2016 Article 147 (2) Section ,CO
stating that the functions of local authorities shall
include providing “water and sanitation services
limited to potable water supply systems and
domestic waste-water and sewage disposal
systems”. Further legislative provisions are found in
the Local Government Act No 2 of 2019 Sections 10
b, ¢, e and k which state that, a local authority shall,
in relation to sanitation and drainage:

(i) “establish and maintain sanitary services for the
removal anddestruction of, or otherwise dealing with,
all kinds of refuse and effluent, and compel the use of
those services”;

(ii) “establish and maintain drains, sewers and works
for the disposal of sewage and refuse”;

(iii) “require and control the provision of drains and
sewers and compel the connection of any drains and
sewers established by the local authority”; and

(iv)“Provide and maintain supplies of water and, for
that purpose, establish and maintain waterworks and
water mains”.

The Zambian Government in the early 1990s had
effected a wide scalereformation of the water
sector which culminated in the passing of the
then National Water Policy (NWP) in 1994. One
prominent pronouncement was that of enabling
local authorities to establish Commercial Utilities
who would assume the delegated mandate for
urban water supply and sanitation service
provision. The Water Supply and Sanitation Act
No 28 of 1997 Section 9(1) provides for the
establishment of Commercial Utilities by Local
Authorities (in accordance with provisions in the
Companies Act No 10 of 2017) as follows:a. as a
public or private company;b. as a joint venture
with an individual or with any private or public
company; c. as a joint venture with another local
authority or several other local authorities;
Provided that the majority shares shall be held by
the local authority; and that The articles of the
utility incorporated in accordance with subsec-
tion (1) shall state that the utility's primary
business will be to provide water supply and
sanitation services.
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Figure 1: The delegated mandate for water and sanitation services in Zambia
The delegated mandate to CUs was primarily to It is in this plan that well thought-out actions to
ensure that the service delivery process is either mitigate against the negative identified
rendered with strict adherence to commercial factors or to foster operations will be articulated
principlesand conform to the set regulatory and regularly referred to during the life of the plan.
standards for public service delivery articulated in It is against this background that the Eastern
the “Regulatory Tools and Minimum Service Water and Sanitation Company Ltd (EWSC)
Levels Handbook” by the statutory regulator embarked on the formulation of a Strategic Plan
NWASCO. This would yield positive outcomes to cover the period 2021to 2025.

that include cost recovery for all operations,
customer-oriented focus and attitudes, general
operational sustainability and good gover-
nance.The Strategic Plan is a vital tool that is
required by a CU to enable it to clearly identify the
existing and potential threats to fulfilling its
mandate on one hand and take on potential
opportunities for business growth and sustain-
ability.




1.2 Eastern Water and Sanitation
Company Limited

Eastern Water and Sanitation Company
Limited (EWSC) was established asa CU
to provide water supply and sanitation
services to all the districts in Eastern
province of Zambia. EWSC currently is
responsible for providing water supply
and sanitation services to 15 districts
but currently servicing only 8 DistrictsT.
All the participating local authorities
collectively own all the shares in EWSC

in accordance with the provisions in the
Water Supply and Sanitation

Act No 28 of 1997.1.2.1 Governance
Structure The governance structure for
EWSC is segmented into two key tiers
namely at policy and management
levels. The policy level comprises the
Board of Directors who are vested with
the policy oversight function for and on
behalf of the shareholders i.e., the partic-
ipating local authorities.

‘ Board of Directors'

( Company Secretary)_

Audit and Risk Management
Committe and Investment Committee. Committee

Finance and Administration Business Development

Technical Committee

Oversight on Engineering

Operations Oversight on Capital

Investment Business
Development

Oversight on Finacial and
Administration Matters

Oversight on Audit funcations
and Risk Management

Figure 2: The Board and its Commmittees —

By Government decree, Chama District was transferred to the newly created Muchinga Province, but is
still currently serviced by EWSC.
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Figure 3: The Organizational Structure

1.3 The Strategic Plan

The Strategic Plan is the main framework that outlines how EWSC intends to accomplish the goals and objectives
set for the planning period from 2021 to 2025. It is envisaged that when these objectives are almost or fully
realized,

EWSC will have increased upon its current levels of general productivity, enhanced overall operational effective-
ness and efficiency and will utilise its resources more optimally. The Strategic Plan 2021to 2025 includes:

The Vision Statement;

The Mission Statement;

The Core Values;

A detailed analysis of both the external and internal environments in
which EWSC is operating

The Strategic Goals and Objectives;

An analysis of the prevailing and potential risks;

A framework on the resources required and how and when they ought
to be employed; and

How the plan will be actualized.

The develnonment nrocesg N irel 10
I ne aevelopment process pul (




CHAPTER ONE INTRODUCTION

STEP 1 STEP 1 STEP 1
Development of the
Strategic Planning

Framework with EWSC

Document Review Kick Off Meeting

STEP 1 STEP 1 STEP 1

Drafting of the Strategic Engagement with ENSC
Plan including the Vision and Board and Management for

Mission Statements, Strategic Input into the Draft Strategic
Objectives & Action Plans Plan

Finalization of the Strategic
Plan

The Strategic Plan will cater for a five-year planning horizon, during which-
there is likely to be the need for adjustments to the initially set actions and
expected outcomes. This scenario brings to the fore the need to break up
the plan into more manageable units that articulate fewer activities over
shorter durations with much greater detail. These plans are termed Annual
Business Plans.




1.4 The Business Plan

The Business Plan for EWSC will be a detailed one-year plan in which some of the goals and objectives will be analyzed
in detail in order to determine what key actions and techniques will be required. The Business Plan will therefore be
anchored on the following factors:

(i) Which goals and objectives (or part thereof) can be realistically attained during a particular financial (calendar) year?
(i) What will be the most appropriate techniques or methods required to achieve the specified goals realistically and
economically?

(ii)) How and when will the actions using the selected techniques be sequenced and eventually employed?

(iv) Who will be assigned the key roles and responsibilities to ensure attainment of the desired results and outcomes?
(v) What resources i.e. human, financial and plant will be required and when?

(vi) How will progress be monitored during the duration of the Business Plan?

(vii) In what form and how frequently will the evaluation exercise be conducted and outcomes communicated for future
improvements and effectiveness to be assured? The relationship between the Annual Business Plans and the Strategic
Plan is illustrated in the figure below.

EWSC 2021 - 2025
Stralegic Plan

1
Business Plan 2021
1
Business Plan 2022
|
Business Plan 2023
1
Business Plan 2024
1 3
Business Plan 2025

Input from lessons
learnt in 2022

Input from lessons
learnt in 2023

Input from lessons
learnt in 2024

Input from lessons
learnt in 2025

L\l A

f N/ N/ XN/ \NX/7 \[(
—/ Y S J/ L/ \

—/ Y/ S S

Figure 5: The Relationship between the Strategic Plan and the Annual Business Plans

The Business Plan development process will first and foremost draw from the many pronouncements included
in the main Strategic Plan but will also include the lessons learnt during the implementation of activities from the
preceding years.



1.5 The National Planning
Framework

The Strategic Plan is guided by the many existent
policy pronouncements on water supply and sanita-
tion service delivery in Zambia today. These
pronouncements are principally aimed at ensuring
that there is on an on going basis, continual improve-
ments in the levels and standards of service delivery
to the public.

The Vision 2030

The national vision for Zambia is to become A
Prosperous Middle-Income Nation by 2030" where
the people will be provided with “secure access to
safe potable water sources and improved sanitation
facilities to 100% of the population in both urban and
rural areas”. Being a public service provider, EWSC is
therefore expected to strive towards attainment of
the service level targets set in the national vision.

The Seventh National Development
Plan (7NDP)

Access to quality water supply and sanitation
services by all is recognised as a vital ingredient for
sustainable development to be achieved as the
general populaces overall productivity is enhanced
on account of its positive impact on public health.
The Plan advocates for development of specific
strategies that will specifically address the existent
water supply and sanitation service delivery
challenges nationwide. It also recognises the
growing trend of ‘raw water scarcity” which is
attributed to the effects of climate change and
encourages the formulation of water conservation
and water-related disaster management coordina-
tion strategies.

The National Water Supply and
Sanitation Policy

This policy passed in 2020 recognises the key role

that enhancing existing access levels to clean and
safe water supply and sanitation services brings to
bear on the overall social economic development of
the country. It also articulates that the water sector
in Zambia is segmented into three main sub
sectors namely:

* Water Resources Management (WRM);
* Water Resources Development (WRD); and
* Water Supply and Sanitation (WSS).

The policy describes WSS as undertaking of
measures that support the provision of adequate,
safe and cost-effective water supply and sanitation
services with due regard to environmental protec-
tion. Emphasis is also placed on the general
improvement of hygiene practices which will drasti-
cally reduce disease occurrence through interven-
tions including the eradication of open defecation by
introducing acceptable human waste disposal
facilities and creating awareness on the importance
of using clean water and soap for washing.

The Sustainable Development Goals

The Sustainable Development Goals (SDGs) adopt-
ed by the United Nations in 2015 basically estab-
lished a framework for a shared vision for peace and
prosperity for all mankind. The SDGs recognize the
fact that poverty and other societal depravations
canonly be eliminated through the joint formulation
of strategies that are targeted at improving health,
education and reducing inequalities which can all
accelerate economic growth and up lift living
standards of the general populace.




CHAPTER TWO THE REVIEW OF THE 2018-2020

STRATEGIC PLAN
2.1 Overview and Rationale

The EWSC 2018 to 2020 Strategic Plan was devel-
oped principally drawing from the pronouncements
that were contained in the Seventh National Devel-
opment Plan (7NDP) (2017 to 2021) whose broad
theme was to

accelerate national development efforts towards the
Vision 2030 without leaving anyone behind. The
primary goal of the Vision 2030 is to realize the
creation of a diversified and resilient economy that
will enable sustained

growth and socio-economic transformation. In
developing the plan, specific reference was made to
the following National Development Outcomes in
the 7NDP

National Development Outcome No 3 which
focused on Enhancing Human Develoment
i.e., Improved access to water supply and
sanitation,

National Development Outcome No 7 which
focused on Economic Diversification and Job
Creation I.e., Improved water resources
development and management.

Lorem ipsum dolor sit amet, consectetuer adipiscing
elit, sed diam nonummy nibh euismod tincidunt ut
laoreet dolore magna aliqguam erat volutpat. Ut wisi
enim ad minim veniam, quis nostrud exerci tation
ullamcorper suscipit lobortis nisl ut aliquip ex ea
commodo consequat. Duis autem vel eum iriure
dolor in hendrerit in vulputate velit esse molestie
consequat, vel illum dolore eu feugiat nulla facilisis
at vero eros et accumsan et iusto odio

2.1.1The Vision Statement

The Vision Statement in the EWSC Strategic Plan
(2018 to 2020) stated thus: “To be a Model of Excel-
lence in Delivering Water Supply and Sanitation
Services in Zambia" The main thrust of the
statement is that EWSC plays an essential and
exemplary role in the delivery of water supply and
sanitation services to its customer base for other
service providers to emulate.

The Mission Statement in the EWSC Strategic Plan
(2018 to 2020) stated thus:

The main thrust of the statement is that EWSC
should strive at all times to ensure that the
standards of its service provision are efficient,
highly impactful, safe, affordable and environmen-
tally friendly for all their existing and potential
customers without exception.




2.1.4The Strategic Objectives

The Strategic Objectives for the period were as
outlined below:

e  Strategic Objective No 1: Applying Principles of
Good Corporate Governance

e  Strategic Objective No 2: Excellence in Service
Delivery

° Strategic Objective No 3: Strategic Service
Expansion and Financial Viability

e Strategic Objective No 4: Capacity Development
and Leadership

2.2 Overall Performance Review

The performance over the period 20172 to 2020 is
presented and briefly

evaluated in the following performance indicator
subcategories:

(i) Water Supply Service Coverage;
(ii) Sanitation Service Coverage;

(iii ) Operation and Maintenance Costs;
(iv)  Hours of Supply;

(v)  Non-Revenue Water;

(vi) Water Standards Compliance;

(Vi) Metering Ratio; and

(Viii) Collection Efficiency

2.1.3 The Core Values

2.1.3 The Core Values

The adopted Core Values during the period which
served as the main

principles upon which the operations of EWSC were
anchored were:

(i)  Excellence

(i) Teamwork
(iii) Innovation
(iv) Integrity

(v) Accountability

The continual adherence and application of these
values contributed to service level improve-
mentsand enhancement of stakeholder confidence.

2.2.1Water Supply Service
Coverage

Water coverage represents the proportion of the
population serviced by domestic connections
through individual household connections, kiosks,
public stand posts and shared taps.

“Year 2017 Is included as a base reference
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Figure 6: Percentage Changes in Water Service Coverage Levels, 2017-20

The water supply service coverage levels have exhibited a continued upward trend over the period. This was
due to network extensions in peri urban areas in all the service areas and provision of kiosk vending water
posts that cater for an average 1200 persons per kiosk.

2.2.2Sanitation Coverage

Sanitation coverage for years 2017, 2018, 2019 referred to the population serviced by off-site centralized
treatment systems conveyed through a sewerage network and septic tanks only. Note that the 2020 data
shown includes services provided by on-site facilities such as pit latrines which are mainly utilised in low-in-
come settlements. The new inclusion of the on-site facilities is in compliance with the expanded mandate for
sanitation services.
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FIGURE /:PERCENTAGE CHANGE IN SANITATION SERVICE COVERAGE, 2017-2020

The coverage has shown a marked increase due to the recently expanded mandate for utilities in Zambia
which now includes responsibility for on-site sanitation. The new coverage levels now include all customers
that were previously reliant on on-site sanitation.2.2.30perations and Maintenance CostsThe figure below
indicates the extent to which the level of collections are able to cover all the operational costs which include
personnel, chemicals, maintenance, energy, plant and operational consumables.
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Figure 8: Percentage of O&M Costs Covered by Collections, 20120
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The O&M cost coverage by collections dropped significantly mainly due to the increase in electricity tariffs
which averaged 140% in 2020 without a corresponding increase in the service tariffs. Other factors that
contributed to the reduced O&M cost recovery included:

0 Anincrease in operational costs such as staff costs, spare parts and accessories etc.

& Anincrease in the cost of key imported items, such as chemicals for water treatment
due to the depreciation of the Kwacha in relation to the U.S. Dollar.

These all adversely impacted the level EWSCs
financial viability which as shown was not
achieved during the period.2.2.4Hours of
Supply This indicator refers to the average
range of hours of water supplied by EWSC

per day to the customer base.

Hours of Supply Performance Eastern Water and Sanitation Compan
2017-2020
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Figure9: Average Hours of Water Service Supply, 201720



the national electricity hydro generating plants.
Notwithstanding however, the service areas of
Lundazi, Mambwe, Katete and Chadiza were
able to experience (and are currently on)
24-hour supply despite the load shedding as

they have adequate bulk water storage capaciy.

X Inadequate bulk storage capacity.

X Low production capacity in the largest service
area Chipata,where currently demand exceeds
supply

2.2.5Non-Revenue Water

his refers to the volume of water that does not
generate any revenue for the CU despite it
having been produced and inputted into the
network. It is the difference between the total
system input volume and the volume of water
that generates revenue.

Non-Revenue Water [%] Performance Eastern Water and Sanitation Company
2017-2020

110

90

70

50

30

10

210 Non-Revenue Water [%]

m201/ m2018 m2019 w2020

Figure 10:Non-Revenue Water, 201720

The Non-Revenue Water remained generally within the same levels during the period. Planned NRW reduction

interventions which could not be implemented due to capital resource constraints are enumerated below:
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e A large proportion of aged meters still in use that are
inaccurate and generally malfunction (inaccurate
readings due to worn out inner components, over the
years - approximately 60 percent of thesemeters need
to be replaced);

e | 0ss of water along the network mains primarily due
to dilapidated infrastructure i.e., worn out pipes,
valves and other accessory components;

e Some of the bulk overhead storage reservoirs urgently
require rehabilitation works to arrest water losses as

there is storage overflows in some instances;

® Unregulated usage of water accessed at fire-hdrants
by the municipal authorities;

® Commercial losses from data handling errors.

2.2.6Water Standards Compliance

This refers to the level of adherence to the set
standards by the regulator for treated water in the
network. Compliance has to be attained for ten set
parameters referred to as the “Confidence Level” i.e.
the number of samples tested in relation to the
minimum number required and the no of tests that
meet the national drinking water standards.

Water Quality Compliance Performance Eastern Water and Sanitation Company
2017-2020
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Figure11:Water Quality Compliance Eastern Water and Sanitation Company
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The compliance for water standards was at 100%
throughout the most recent

four-year period, from 2017-2020. This success has
been an outcome of:

Recruitment of suitably qualified personnel who are
able to

competently execute the various tasks required for
effective treatment

of water

EWSC's strict compliance to the requisite water
treatment chemical
dosages

EWSC ensuring at all times that the minimum chemi-
cals stock levels are
available as and when required

2.2.7Metering Ratio

This refers to the total no of metered connec-
tions expressed as a ratio over the total no of
connections in the various service areas
Despite a 100% metering ratio there is need to
replace approximately 60% of

the meters currently in use as these are now
malfunctioning due to old age.

This when done will help to reduce the
Non-Revenue Water which currently

stands at 43%

2.2.8Collection Efficiency

This is the ratio between the total revenue

collected for water and sanitation
services rendered to the total billing over a
particular period

Metering Ratio Performance Eastern Water and Sanitation Company 2017
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Figure12 Metering Ratio levels 201720
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Collection Efficiency Performance Eastern Water and Sanitation
Company 20172020
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Figure 13 Collection Efficiency Levels 20120

The collection efficiency remains extremely
high and can partly be attributed to the high
metering ratio. In the year 2020, the Govern-
ment of Zambia made great strides to reduce
the indebtedness of national entities to
commercial utilities, especially due to the onset
of the Covid-19 Pandemic disease

2.2.9General Overview

The performance of EWSC during the period
2018 to 2020 was generally

above average to acceptable in key operational
areas such as water quality

compliance, metering ratio, and hours of
supply and water service

coverage. Results in the following areas
indicate need for improvement;

e Non-Revenue Water;

e Operation and Maintenance Cost Coverage;
e Sanitation Coverage, and

o Staff Efficiency

m 20

o

e}
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Rehabilitation and expansion of the entire
infrastructure is a necessary imperative for the
attainment of better performance levels in the
three areas identified as the infrastructure has
in majority cases, long exceeded the maximum
prescribed design life. The sanitation coverage
improvement requires massive capital inves-
ment in off-site and acceptable on-site
infrastructure and accessory units most
especially in light of the expanded mandate as
recently pronounced by the government.




CHAPTER THREE SITUATIONAL ANALY

3.1 The SWOT Analysis

TO OBTAIN A CLEAR UNDERSTANDING OF THE VARIOUS OPERATIONAL FACETS OF EWSC IT WAS IMPERATIVE TO CARRY
OUT A DETAILED ANALYSIS OF THE INTERNAL AND EXTERNAL OPERATIONAL ENVIRONMENTS. THE STRENGTHS, WEAK-

NESSES, OPPORTUNITIES AND THREATS (SWOT) ANALYSIS WAS EMPLOYED DISTINCTLY AT BOARD AND THEN MANAGE-
MENT LEVEL. THE TABLE PRESENTED BELOW IS A SUMMARY OF THE FACTORS AS IDENTIFIED BY BOTH CATEGORIES (I.E.

BOARD AND MANAGEMENT).

INTERNAL ENVIRONMENT

STRENGTHS

1. BOARD IN PLACE TO PROVIDE
OVERSIGHT TO THE COMPANY (I.E.,

A ROBUST COOPERATE
GOVERNANCE STRUCTURE IN PLACE)

2. LARGE POTENTIAL FOR GROWTH.

3. WELL ESTABLISHED MANAGEMENT
SYSTEM

4. PROVEN TRACK RECORD IN WATER
SUPPLY AND SANITATION SERVICES

5. MONOPOLY STATUS

6. EXPERIENCED, QUALIFIED, AND
MULTI-SKILLING OF SKILLED STAFF

7. RELATIVE INDUSTRIAL HARMONY
(LABOUR ISSUES)

8. HIGH COLLECTION EFFICIENCY
LEVELS

9. ABUNDANT WATER RESOURCES

10. LOW POLLUTION LEVELS OF RAW
WATER SOURCES

1. GOOD RELATIONSHIPS WITH
STAKEHOLDERS (CUSTOMERS, LOCAL
AUTHORITIES)

WEAKNESSES

1. LIMITED FINANCIAL RESOURCES

2. REQUIREMENT TO PROVIDE A
SOCIAL GOOD USING STRICT
COMMERCIAL PRINCIPLES.

3. EQUIPMENT AND INFRASTRUCTURE
ARE GENERALLY OLD AND
DILAPIDATED.

4. LARGE SEGMENTS ARE UN SERVICED
ACROSS THE VARIOUS
SERVICE AREAS.

5. MONOPOLY STATUS THAT CAN LEAD
TO COMPLACENCY

6. LACK OF CAPITAL

7. NEGATIVE RETAINED EARNINGS
(UNSTABLE REVENUE BASE)

8. UNEXPLOITED GROWTH
OPPORTUNITY AREAS

9. LOW SERVICE COVERAGE (MANY
AREAS WHERE THERE IS NO
COVERAGE)

10.HIGH NON-REVENUE WATER I.E., 43%

11.LAND TENURE FINALIZATION AWAITS
THE REQUISITE DOCUMENTATION

12.HIGH MAINTENANCE COSTS

13.WEAK INFORMATION SYSTEMS
(INADEQUATE QUALITY OF DATA
FOR REPORTING)

14.MANUALLY OPERATED BUSINESS
PROCESSES

15.NON AUTOMATION OF EQUIPMENT
(E.G., PUMPS)
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EXTERNAL ENVIRONMENT

OPPORTUNITIES

1. WIDE CUSTOMER BASE WITH
MINIMAL COMPETITION

2. LARGE OPPORTUNITY FOR GROWTH.

[.E., NEW INDUSTRIES, HOUSING AND
COMMERCIAL DEVELOPMENTS AND
EMERGING URBAN CENTERS

3. FAIRLY RELIABLE WATER

RESOURCES WITHIN THE PROVINCE
INCLUDINGRAINFALL THAT
RECHARGES THEAQUIFERS AND
SURFACE WATER BODIES

4. LARGE NUMBER OF READILY
AVAILABLE QUALIFIED TECHNOCRATS
AND ARTISANS WHO CAN BE HIRED
AT AFFORDABLE RATES

5. HIGHLY VISIBLE LEVELS OF

POLITICALWILL IN SUPPORT OF WATER
UTILITY OPERATIONS

6. POLITICAL WILL
7. ICT INTERVENTIONS.

8. BUSINESS DIVERSIFICATION
OPPORTUNITIES E.G., BOTTLED WATER

9. POTENTIAL TO ACCESS DONOR
FUNDS

3.2 The PESTEL Analysis

THREATS

1. ONSET OF THE CLIMATE CHANGE
PHENOMENON RESULTING IN
UNRELIABLE WEATHER TRENDS, AND
THE NEED FOR MORE RESILIENT
INFRASTRUCTURE

2. COVID 19 PANDEMIC LIMITING
OPERATIONAL PERFORMANCE E.G,,
REDUCED RATE OF
DISCONNECTIONS OF DEFAULTING
CUSTOMERS

3. EXCESS BUREAUCRACY DURING
CONFLICT RESOLUTION WITH SOME
KEY STAKEHOLDERS

4. STRINGENT TARIFF ADJUSTMENT
CONDITIONS SET BY NWASCO.

5. INHERENT BELIEF THAT WATER
SHOULD BE PROVIDED FREE OF CHARGE

6. POLITICAL INTERFERENCE.

7. LOSS OF CLIENTS (DRILLING OF
BOREHOLES).

8. FRAGILE REVENUE BASE FOR
OPERATIONS.

9. LAND ENCROACHMENT.
10.HIGH CARBONATE LEVELS IN WATER.

T.DIFFICULTY IN WORKING IN NON
GAZETTED AREAS DUE TO INCOMPLETE
LAND TENURE DOCUMENTATION.

12. WATER SCARCITY IN SOME SERVICE
AREAS

There are several external factors that can positively or negatively affect the capability of EWSC to effectively
execute its mandate in the long term. These factors can be important drivers of change which are continually
desired for service improvement and general expansion. These external factors are analyzed using the
Political, Economic, Social, Technological, Environmental and Legal (PESTEL) thematic areas as outlined in the

table below:

15



FACTOR

POLITICAL

ECONOMIC

SOCIAL

1. Political will to grow the
water

sector through support for
capital mobilization.

2. New Ministry with exclu-
sive

oversight for water supply,
water resources, sanitation
and

environmental protection
3. New National Water Supply
and Sanitation Policy

1. New service areas

2. Expanded mandate to
include

off-site sanitation.

3. Potential expansion in
other

industries, such as mining
4. Modern housing develop-
ments

5. Business ventures (e.g.,
bottled

water, vacuum tanker
services,).

1. Increased demand from
growing population

2. Increased WASH aware-
ness due

to COVID-19 pandemic
induced and other public
health campaign

16

1. Strict adherence to policy
pronouncements

2. Political directives which
may

be at variance with the
existing policy. Legal and
regulatory framework

3. Policy ambiguity and
inconsistency

1. High inflation rates

2. Unstable foreign exchange
rate

3. High energy tariffs

4. Water and Sanitation
service

tariffs that do not reflect the
full cost of the services.

5. Poorly regulated and
indiscriminate borehole
construction by the public

1. Low-income levels that
cannot afford the cost
reflective tariff.

2. COVID-19 Pandemic

3. Vandalism

4. lllegal connections and
water

theft

5. Unregulated construction
in

the water resource
catchment areas

6. lllegal encroachment on
EWSC operational and water
catchment areas



TECHNOLOGICAL

1. Increased availability and
usage of solar based
technologies that can reduce
dependence on ZESCO,
increase reliability of electrici-
ty,
and decrease costs
2. Potential for wind and solar
technology as an alternative
to
conventionally powered
systems that can potentially
reduce costs
3. New polymer based low
maintenance, low-cost
fixtures
for pipework and plumbing
installations.

4. User-friendly E-payment
platforms

5. User-friendly customer
communication platforms

1. Inaccurate low-quality
meters

2. Customer data base
inaccuracies

3. Low adoption of new
technologies by CU
operatives

LEGAL

environmental management
nationwide (dedicated Minis-
try

and Regulatory Agency
ZEMA)

who have regulatory over-
sight.

2. Robust legal framework for
environmental management

1. Robust legal framework on
water supply, sanitation, and
water resources manage-
ment

2. Robust legal framework on
environmental management
3. Robust legal framework on
public health management

17

management

2. Climate change phenome-
non

effects

3. Lack of coordination
amongst

institutions mandated with
environmental oversight
responsibilities

1. Low level comprehension
by

key stakeholders

2. Erroneous interpretation
and

application

3. Weak enforcement

4. Contradictions and
ambiguities amongst the
laws

governing environmental
management



3.3 Stakeholder Analysis

This process collates or gathers information
on groupings that have some level of
influence, interest and participation in the
operations of EWSC. The analysis presents
the classification, relative influence and
interest level of each identified stakeholder.
It also briefly outlines the most effective
modes of communication with each stake-
holder. The classification of the stakeholders
is as per legend below

The table below presents a detailed stake-
holder analysis for EWSC in each case
briefly articulating their unique role, level of
influence and or impact.

TABLE 3: THE STAKEHOLDER ANALYSIS

Key stakeholders: comprising those with
significant influence on EWSCs operations
and or actions;

Primary stakeholders: comprising those who
are most affected, either positively or
negatively by EWSCs actions and or opera-
tions;

Secondary stakeholders: comprising those
who are indirectly affected by EWSCs
actions and or operations; and

Tertiary stakeholders: comprising those who
will be impacted the leastby EWSCs opera-
tions or actions.




Stakeholder Key secondary Tertiary Primary Comment

Ministry of Water
Development,
Sanitation and
Environmental
Protection
(MWDSEP)

Ministry of Local
Government
(MLGH)

Ministry of Finance
(MoF)

Other Government
Ministries

Local Authorities
(Shareholders)

Board of Directors X X

NWASCO

ZEMA

Water Resource
Management
Authority (WARMA)

Zambia Public X
Procurement
Authority (ZPPA)

MPs and Councilors X X

Low Income Area
Customers

e Ministry with prime oversight
on water supply and sanitation

e Ministry in which has oversight on CU
shareholders, the LAs, and thus has indirect
control of the CU’s strategic direction

o Underwrites financing agreements for CU’s
with international financiers.

e Monitoring and Evaluation of
Project/Program performance

e Collective responsibility of
government policy implementation

® The CU’s shareholders

® Service delivery mandate for water
supply and sanitation is stated as a LA
responsibility

® in the Local GovernmentAct
Municipal area planning and control

o Public Health oversight role as per the
Public Health Act

o Represent the shareholdersbut drawn
from various distinct constituencies

Overarching regulatory oversight for all
water supply and sanitation matters in
urban and rural settlement growth areas

e Environmental Management oversight

e Regulatory oversight on water resource
management

e Standards setting for potable water
quality

® Public procurement regulatory
authority

e Elected political representatives in
delimited areas

e Peri urban settlements with pit latrines
(on-site systems)

® Low-cost planned settlements
(with pit latrines)




X X * HIGH-COST AREAS WITH LARGE HOUSING AND IN
MANY CASES PRIVATE BOREHOLES AND SEPTIC

HIGH INCOME AREA

CUSTOMERS
TANKS
X X
INDUSTRIAL . iER?\Y::EI: SOME CASES WITH
CUSTOMERS OREHOLES.
« ON SITE SANITATION LE., SEPTIC
TANKS
28 X * PROVIDES PLATFORM FOR CUSTOMERS TO VOICE

THEIR EXPERIENCES POSITIVE OR NEGATIVE

COOPERATING X * PROVIDE CAPITAL FINANCING FOR

PARTNERS PROJECTS.

* NEED TO ACCOUNT FOR FUNDS SPENT TO THEIR
RESPECTIVE NATIONAL AUTHORITIES

The identified stakeholders are further categorized according to their level of interest and power (influence) on
EWSC as a water supply and sanitation service provider using a Stakeholder Power-Interest Matrix as
illustrated below;

Table 4: The Stakeholder Power-Interest Matrix

High Power and Low Interest
KEEP SATISFIED

IT

® ZABS
® ZPPA

Low Power and Low Interest
MONITOR

e None

=
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3.4 Overview 4.2 The Vision Statement

The majority of the stakeholders have been catego- The Mission Statement for the strategic planning
rized in the "High Power —High Interest" segment period 2021 to 2025 is stated thus:

largely because universal access to water and

sanitation services are nationally regarded as one of “To uplift the living standards of all our custom

ers through the exceptional provision of safe,
adequate, affordable and environmentally
friendly water supply and sanitation services”

the most important services needed to improve the
socio-economic status of the majority population.

4.4 EWSC Core Values

4.1 Introduction
The Core Values will influence the way in which

This chapter articulates the EWSC adopted strate EWSC will relate and conduct its operations and
gies for the period 2021 to 2025. It comprises the sustain relationships with all stakeholders are
Vision and Mission Statements, Core Values, Strate indicated in the table below.

gic Objectives and Action Plans, Key Risks, Resource
requirements and the basic frameworks for Monitor
ing and Evaluation during the period.

4.2 The Vision Statement

The Vision Statement for the strategic planning
period 2021 to 2025 is stated thus:

“To be a model of excellence in delivering
sustainable water supply and
sanitation services for all”

igure 14: A defective water distribution pipe

Table 5: The Core Values and Narrations

No Core Value Value Narrative
Excellence Shall strive to be outstanding in all that we do

Teamwork Shall foster collaboration amongst staff to enhance efficiency

. Shall encourage creativity to develop and implement new
Innovation ; ;
operational procedures and products to enhance efficiency

Integrity Shall be transparent and morally upright in all our dealings

Accountability Shall willingly accept responsibility for all our actions

EQUit}{ and Shall treat all equally regardless of their social status and/ or
IncIus:v:ty gender to ensure that none are excluded
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4.5 The Strategic Objectives

This plan consists of (6) six strategic objectives
that have been developed with specific focus on the
key priority areas that can swiftly spur growth and
overall service standards. The table below gives a
brief summary of the objectives and their sub objec
tives:

Strategic Objective No 1: Good Corporate Gover-
nance - To be accountable to all stakeholders in
the operations of the Company through commit-
ment to good corporate governance principles

Strategic Objective No 2:Excellence

in Service Delivery - To effectively and efficiently

provide safe, adequate and affordable water
supply and sanitation services

Strategic Objective No 3: Continual

Growth and Expansion— To ensure

that there is a continued increase in access to
services by all who are eligible within the service
area

Strategic Objective Sub Objectives

X Sub-Objective 1: Good Corporate Governance -
To be accountable to all stakeholders in the
operations of the Company through commitments
to good corporate governance principles

X Sub-Objective 2: Enhance corporate engage
ments with stakeholders

X Sub-Objective 3: Business Planning and Budget
ing

X Sub-Objective 4: Resource Mobilization: Capital
Investment Requirements

X Sub-Objective 5: Internal Audit and Assurance
Services

X Sub-Objective 6: An excellent public reputation

Sub-Objective 1: Meet current and future water
supply and sanitation needs of customers

X Sub-Objective 2: A customer-centric approach at
all levels of the organization

X Sub-Objective 3: Use Information and
Communications Technology in Operations for
Operational Efficiency and effectiveness

Sub-Objective 1: Business Expansion - Water
Supply Service in Serviced and Un-serviced Areas
X Sub-Objective 2: Business Expansion - Sanitation
Extension in Serviced and Un-serviced Areas




Strategic Objective No 4: Financial
Viability - To ensure that all operational needs are
adequately catered for which will assure
continuous growth and service quality improvment

Strategic Objective No 5: Capacity
Development to meet the statutory
MELLE

To ensure that there is developed capabilityrquired
to fully respond to the newly expanded statutory
mandate

Strategic Objective No 6:

Adherence to Environmentally

friendly practices

To ensure that there is full recognition and
compliance to best practice required for sound
environmental management

X Sub-Objective 1: To obtain and implement costX
reflective and a pro-poor WSS Tariffs by January
2024

X Sub-Objective 2: To introduce at least Three (3)
subsidiary financially viable business ventures to
supplement revenue from water supply and
sanitation service provision and promote job
creation by 2025

X Sub-Objective 3: Reduction of Non-Revenue
Water to a sustainable 25% so as to maximize
billed revenue

X Sub-Objective 4: Meter Management and Billing
Services

X Sub-Objective 5: Improve Working Capital
Management through enhanced revenue
collection

X Sub-Objective 6: Implement Cost Reduction
Strategies and Control Measures to Optimize
Resource Utilisation and Assure Financial Viability

Sub-Objective 1: Business Reorganisation

X Sub-Objective 2: Ensure conducive work
environment to deliver desired results

Sub-Objective 1: Environment responsiveness

Appendix No 1 expands these strategic objectives, targeted priority actions, activities, resource requirements and
performance measurement indicators. The allotted time frames for each activity
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4.6 Governance Structure
The Organizational framework for Eastern

Water and Sanitation Company
Ltd. is illustrated in the figure below;

Policy and Liaison

\-/

Ministry of Local
Government

Ministry of Water
Development Sanitation and
Environmental Protection

Full policy
Eastern Province Local Oversight

Authorities

National Water Supply and
Sanitation Council
(NWASCO)

100%

\

. «
Regulation ,
4
4

Communication,
Awareness and
Feedback

Shareholding

v

Eastern Water
and Sanitation
Company ’

A
~

Customers

Figure 16: The Sector Organizational Framework for ENSC

The policy development and actualization is
primarily vested in the Ministry of Water
Development, Sanitation and Environmental
Protection (MWDSEP) which has direct
oversight over water supply and sanitation
utilities in Zambia. The Ministry of Local
Government (MLG) has direct responsibility
over the local authorities which are the 100%
shareholders of the utilities implying that

they have policy oversight too but through

direct liaison with the MWDSEP. Water
supply and sanitation service regulation is
effected principally through the National
Water Supply and Sanitation Council
(NWASCO).
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The Governance Structure is illustrated in the figure below;

SHAREHOLDERS
Full Board

4 , ‘ ‘ . N

Technical Comnttee Finance and Admin Committee

Oversight on Engineering Oversight on Financial Matters

Operations Administration Matters
y
ResourceMobilization Committee ‘ : : )
Audit and Risk Management Committee
Oversight onCapital Investments Oversight on Audit Functions Risk
Business Development Management

\ J

Managing Director

Management

Figure17: The EWSC Governance Structure

The Board of Directors have the overall policy —implementation oversight
responsibility which includes ensuring that the set targets in the plan are
planned for, resourced and eventually implemented time ly. They will also
ensure that the plan is consistently monitored, evaluated and reviewed

during its  entire lifetime.
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The Board of Directors have the overall policy imple-
mentation oversight responsibility which includes
ensuring that the set targets in the plan are planned
for, resourced and eventually implemented timely.
They will also ensure that the plan is consistently
monitored, evaluated and reviewed during its entire
lifetime.

The EWSC Senior Management Team under the
direction of the Managing Director has responsibility
for the day-to-day operations of EWSC in its entirety
including employee and stakeholder dissemination
and implementation of the plan. Other key functions
include development and operationalization to very
minute detail the annual business plans (directly
derived from the five year strategic plan), production
of the financial statements, management accounts,
statutory reports and other compliance related
reports that are used to inform the shareholders,
board members and other key stakeholders on the
general status of EWSC as and when required.

Table7: EWSC Risk Analysisd Mitigation Measures.

4.7 Risk Analysis

The identified risks that will impact the operations of
EWSC have been identified using the results from
the SWOT Analysis that were conducted by the
Board of Directors and Management Teams, respec-
tively. These are presented in the table below
categorized as ,High ,Medium or ,Low

Identified Risk Risk Level Mitigation Measures
(High,
Medium,
Low)

Failure of business and High Strategically s ource for Grant Capital
service expansion and or Concessional Loans  from GRZ

and or Cooperating Partners
Water Quality Failure High Availability of chemicals and staff

competency/capacity
Equipment failure due to High Phased replacement of old
old age (and excessive equipment with enhanced
wear and tear) automation features
Unsustainable High Strengthen the Asset Management
Maintenance Costs Policy to ensure that overly critical

equipment is given top priority
Poor Catchment Medium Formulate a robust Catchment
Management Management Policy
Covid -19 Pandemic Medium Formulate a viable “Response Plan”
Tariff Resistance by Low Effective customer engagement
Customers

4.8 Resource Requirements

The funding required for the full implementation of
the strategic plan 2021 to 2025 is estimated to cost

a total of Zambian Kwacha (ZMW) One Billion,

Seventy-Two Million, Seven Hundred and Forty-Three

Thousand and Seven

Hundred Kwacha only (ZMW 1,072,743,700) which is

equivalent to

26




approximately United States Dollars $47.8 Million.
The sources for the required

finances shall comprise any of the following;

(i) Internal Sources — which are finances acquired
from revenues generated from water supply
services, off-site sanitation(or sewerage services),
on-site sanitation services and various user charges,
representing 10.4%

Figure 18 Resource Distribution fothe Strategic Plan

The table below gives a summary of the gross
amounts required for each

strategic objective (Exchange rate 1US $=22.5
ZMW).

Table8Estimated FesourceRequirements2021-2025

(i) External Sources — which are finances acquired
from capital grants from the Government of Zambia
and or cooperating partners, loans from financial
institutions and cooperating partners representing

m Internal Sources

89.6%.

EXTERNAL SOURCES
[VALUES]

11 °Io

23y

RESOURCE DISTRIBUTION FOR THI
STRATEGIC PLAN

INTERNAL SOURCE
[VALUES]

| External Sources

Strategic Objective Estimated Cost Envisaged Sources
(ZMW) Internal External

Strategic Obj ective No 1 : Good 15,132,340 99.1% 0.9%

Corporate Governance

Strategic Objective No  2: Excellence in 709,822,000 12% 98 8%

Service Deliver

Strategic Objective No 3 : Continual 77833000 24.1% 759%

Growth and Expansion

Strategic Objective No 4 Finan cial 193,380,360 17.8% 82.2%

Viability

Strategic Objective No &6 Capacity 63,470,000 45.8% 54.9%
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Strategic Objective Estimated Cost Envisaged Sources

(ZMW) Internal External
| Development to meet the statutory
mandate
Strategic Objective No 6: Adherence to 13,006,000 46 2% 53.8%
Environmentally friendly practices
TOTALS

RESOURCE APPORTIONMENT FOR TF
STRATEGIC OBJECTIVES

» STRATEGIC OBJECTIVE STRATEGIC OBJECTIVE STRATEGIC OBJECTIVE
STRATEGIC OBJECTIVE STRATEGIC OBJECTIVE STRATEGIC OBJECTIVE

Figure 19 Resource Apportionment for the Strategic Objectives.

The logical framework template for each of the Strategic Objectives for the period is presented in the table below.
The framework comprises the Expected Outcomes (derived from the Sub Objetives); the key requisite activities or
actions, the key performance indicators (to enable measurement of progress), means of verification, officer
responsible for the activity and the time required for implementation.

Table9: Monitoring and Evaluation Logical Frameworkormatorthe Strategic Objectives.

Expect ed Key Key Means of Responsible Time Frame
Outcomes Activities | Performance | Verification | Officer
desiee FY |FY | FY | FY | FY

21 |22 |23 |24 |25

The Annual Business Plans will present this information in much greater detail

as has been articulated in section 1.4

4.10 Way Forward

The EWSC shall remain steadfastly committed to the
realization of all the planned for outputs and associ-
ated outcomes contained in the plan. It will

28

therefore be absolutely essential that the entire
workforce be purposively exposed as far as is practi-
cally possible to the various segments of the plan
that are relevant (or require their direct input), there-
fore enabling them to knowledgably contribute to its
eagerly desired success.
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Head Office, Chipata, Perenyatwa Road
P.O. Box 510464 Chipata, Zambia




